QUAN LY CONG

§10. QUAN LY VA PO LUONG KET QUA
THU'C THI CONG VIEC




NOI DUNG THAO LUAN

e Vi sao phai quan ly, do luong két qua thuc thi cong viéc
e Phan biét quan ly thuc thi theo dinh hudng két qua véi cac mo hinh khac
e Mot s6 thach thure khi quan 1y két qua thuc thi céng viéc & khu vuc cong

e Quan ly két qua thuc thi cdng viéc: 1am thé nao dé do luong két qua thuc
thi cong viéc va vai tro caa hé thong thong tin thuc thi

e Trién khai thuc thi Chuong trinh cat giam, don gian héa quy dinh lién
guan dén hoat dong kinh doanh theo Nghi quyét 68/NQ-CP (12/5/2020)
dudi géc nhin quan ly, do lvong theo dinh hudng két qua



QUAN LY THU'C THI CONG VIEC
(PERFORMANCE MANAGEMENT) LA GI?

= Performance management: a process used to set
goals and regularly check progress toward
achieving those goals. In practice, an organization
sets goals, looks at the actual data for its
performance measures, and acts on results to
Improve the performance toward its goals.

= Performance measurement: a process by which
an organization monitors important aspects of its
programs, systems, and processes. In this context,
performance measurement includes the
operational processes used to collect data
necessary for the performance measures.

(HRSA, Performance Management and Measurement, 2011)



VAI TRO CUA QUAN LY KET
QUA THUC THI CONG VIEC
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QUAN LY THU'C THI CONG VIEC: YEU TO CAU THANH
VA QUAN LY THEO PINH HUONG KET QUA

= Quan Iy thyc thi: gidm sat, cai thién két qua thuc thi ctia to chire, ca nhan dé dat cac muc tiéu (Hughes, 2003)

Quan ly thuc thi: cap do ca hé thong hanh chinh (Chinh pha), cap do to chite (t6 chirc cong), cap do ca nhan

Yéu t6 cau thanh: dau vao (inputs), hoat dong/quy trinh (activities/process), dau ra (outputs), két qua dau ra (outcomes)

Chi s6 danh gia két qua thuc thi: hiéu luc (effectiveness), hiéu qua (efficiency), chat lugng, thoi gian etc.

M6 hinh quan ly thuc thi: quan Iy theo muc tiéu, quan ly theo quy trinh va quan ly theo két qua
v'Nhirng nam dau TK20: quan tam yéu t6 dau vao (nhan sy, k¥ thuat, tai chinh cho cac chwong trinh, du an)

v 1960s: tap trung hon vao hoat dong hay quy trinh (trong tdm vé chirc ning, chi phi va két qua hoan thanh; sau
chuyén trong tam sang cac yéu to dau ra (Management by Objectives-MBO)

v/ Cubi 1980s-1990s: tap trung hon vao muc tiéu ting hiéu qua (efficiency) va giam chi phi (inputs) - nguyén
nhan boi thue trang thdm hut ngan sach va dinh hudng cat giam to chirc bo may.

v/ Giira va cudi 1990s: chu trong két qua dau ra (outcomes) va chat luong (quality).
v OECD: quan ly theo dinh hudng két qua (chu trong outputs va outcomes).



QUAN LY THU'C THI TRONG KHU VUC CONG:
HOAT PQONG CONG VU

= Mot sO dic diém phan biét hoat dong cong vu:
+ L4 hoat dong cong quyén dua trén co so van dung quyén luc nha nudc cho phép
+ Puoc thuc hién boi mot phap nhan (t6 chire cdng) hay ca nhan (cong chirc)
+ Puoc quyén luc nha nudce bao dam

+ Dé thuc hién c4c chirc ning, nhiém vu quan 1y do nha nude chi dinh trong pham vi hé théng chinh
tri quoc gia, Vi loi ich cong (public value) cua toan xa hoi hay cua cong dan

+ Phap nhan/ca nhan cong quyén thuc thi cong vu c6 nghia vu, quyén loi, trach nhiém do luat dinh

+ Hoat dong c6 tinh t6 chitc cao, tudn theo nhirng quy ché bit budc, c6 trinh tu va theo hé thur bac
chat ché, chinh quy va lién tuc.

(Nguyén Thi Hong Hai, Quan ly thyc thi cong vu theo dinh hudng két qua, 2013) 6



QUAN LY THUC THI THEO DINH HUONG KET QUA:
VAI TRO QUAN TRONG CUA THONG TIN THUC THI

Lién quan khoa hoc quan Iy, quan Iy nhan sy va lién hé mat thiét v6i quan 1y theo muc tiéu (MBO)

Qua trinh nham quan Iy c& nhan, t6 chirc mot cach hiéu qua nham dat duoc két qua hoat dong cuia to chirc &
mirc ¢ cao (Anderson et al. 2006)

Khéi niém (theo nghia rong): “acting upon performance information”

Vai trd quan trong ctia thdng tin thuc thi véi chinh sach cong va quan ly theo dinh hudng két qua:

< Lam rd nodi dung chinh sach hoic hoat dong quan Iy 12 t6t (hodc chua tot) va nguyén nhan tai sao (to
find out what works and why (not)?) = Cau hoi: chinh sach va hoat dong quan 1y cd thé duoc hoan
thién nhu thé nao. Chirc niang: learning = future.

% Phuc vu chitc ning gidm st va kiém soat (steering and control function): cac hoat dong (cong vu) c6
dat dugc muc tiéu va thuc hién diéu chinh néu can thiét. Bang chim diém quan ly (management
scorecards) thuong dugc st dung dé gidm sat viéc thuc thi cong vu cua t6 chtrc. Chic ning: to
monitor/control - Do luong quan ly tap trung vao thuc thi ¢ hién tai (present performance).

% Phuc vu chtrc ning giai trinh (to give an account): véi cac bén lién quan & bén ngoai vé viéc thuc thi
cong vu theo dinh hudng két qua (accountability), trong tam vé “két qua” (chimg minh két qua da dat
duoc 1a gi). Po luong quan Iy tap trung vao két qua thuc thi trong qua kht (past performance).

(Geert Bouckaert & Wouter Van Dooren, 2016) 7



MOQT SO PAC TRUNG QUAN LY THUC THI
THEO PINH HUONG KET QUA O KHU VU'C CONG

ChU trong 1ap ké hoach theo két qua: xac dinh két qua (muc tiéu cu thé trong chién luoc, quy hoach,
chuong trinh, ké hoach) va hudng moi no luc cta to chirc, ca nhéan dé dat két qua, muc tiéu da dat ra.

Chu trong do luong va danh gia két qua thuc hién: xac dinh cé4c chi sé do luong, thudc do va phuong
phap do luong ket qua thuee thi.

ChU trong cai thién két qua lién tuc: khuyén khich cai tién dé dat tiéu chuan két qua ngay cang cao

ChU trong cac bén lién quan: quan tdm nguyén vong, nhu cau cac bén lién quan bén trong to chirc (ndi
bd), bén ngoai trong quan hé phoi hop thuc thi nhiém vu

ChU trong yéu t6 minh bach va cong bang

ChU trong truyén thong/truyén dat théng tin gitta nha quan 1y va cap dudi dé xac dinh, chia sé théng tin
ve sir ménh, gia tri, muc tiéu cua to chirc, Xac dinh ro rang va cu theé cac muc tiéu, cong viéc cua to chirc
va hudng moi no luc cua to chire, ca nhan dé dat dugc cac muc tiéu, cong viéc.

(HVCTQG, Lanh dao quan Iy cdp vu, 2020) 8



LOI ICH CUA QUAN LY THU'C THI CONG VU
THEO PINH HUONG KET QUA

= Phan bo va sir dung cac nguon luc hiéu qua: hé thong phan bo ngan sach theo két qua va doi
ma&i cong tac 1ap ke hoach.

= Cai thién két qua/tdi wu héa hoat dong céng vu cia to chirc cong va ca nhan cong chuc
= Xay dung mot hé thong thong tin thong sudt trong thuc thi cong vu
= Tang cuong tham quyén quan Iy

= Tang cudng trach nhiém (trach nhiém giai trinh ndi bo bén trong to chirc va giai trinh bén ngoai
v&i stakeholders) va gop phan thay doi tac phong lam viéc cong chirc, nha quan ly, l1anh dao

= Tang cudng niém tin ctia nguoi dan va cac bén lién quan dbi véi to chic cong va hé thong co
quan hanh chinh nha nudc

= Piéu kién tién quyét dé thyc hién tra luong theo két qua thuc thi cong viéc.

(Nguyén Thi Hong Hai, Quan Iy thiee thi cong vy theo dinh huéng két qua, 2013) 9



MOQT SO THACH THU'C VOI QUAN LY THU'C THI
CONG VU THEO PINH HUONG KET QUA

% Thiéu quan tdm tur phia chinh trj gia va nguoi dan
% Map mao/khong ré rang muc tiéu chién luoc

% B0 chi s6 do luong, danh gia két qua thuc thi dugc xay dung khong gan véi muc
tiéu, muc dich

% Thong tin két qua thuc thi khong chinh xac, thuc té

% Thong tin két qua thuc thi khdong dugc str dung hoic sir dung khong ding

(Geert Bouckaert & Wouter Van Dooren, 2016) 10



PO LUONG KET QUA THUC THI CONG VU
(PERFORMANCE MEASUREMENT)

> Hé thong do luong thuc thi theo két qua can c6 thdng tin day du dé lap ké hoach,
giam sat va danh gia két qua vdi ca hoach dinh chinh sach va hoat dong quan ly.

> Cap do do luong/danh gia két qua thuc thi: cap do to chirc (t6 chirc cong) va cap
dd ca nhan (cong chirc, vién chirc)

» Phuong thirc 4Cs (Challenge - Consult - Compare - Compete)
> M0 hinh cac yéu t6 dau vao - dau ra (Input - Output Model)

> Quy trinh thyc hién do luong két qua thuc thi cong vu (5 budc)

11



PO LUONG KET QUA THUC THI: PHUONG THUC 4Cs

> [t nhat 5 nim 1 lan review lai hang muc ngan sach

CAC o chire cong cAn thiét cua
dich vu/hoat

] 15 I - dong va cach
» Danh gia thuc thi theo phwong phap 4Cs thtre thuc hién

> Moi don vi phai s0 sanh két qua thye thi cua minh
voi cac don vi khac vé C4c ndi dung trong bd chi s0
két qua thyc thi tot nhat. C4c chi so do luong gom

chi s6 dau vao, s lugng hoat dong, s6 luzong dau ra, y

kién ctia cac véi cac don vi
mirc d6 hi€u qua, chi phi theo don vi, sO luong bén lién quan khac
ngudi dung, s6 lugng khiéu nai, mirc do tin cay etc.

> C4c co quan dia phuong phai cong khai ké hoach cai
thién hoat dong thure thi cOng vu.

kiém tra mirc

do canh tranh

dich vu/hoat
dong

(Geert Bouckaert & Wouter Van Dooren, 2016) 12



MO HINH PAU VAO-PAU RA (THE INPUT-OUTPUT MODEL)

1. Strategic objectives

'

2. Operational objectives

<

Policy cycle

Management cycle

l

3. Input

4. Activities ——» 5. Output

6. Intermediate

outcome

Figure 11.1 The policy and management cycle.

Source: Adapted from Bouckaert and Halligan (2008: 33) and Van Dooren ef al. (2015: 21)

(Geert Bouckaert & Wouter Van Dooren, 2016)

7. End

outcome

1

8. Environment

Public
policy

13



PO LUONG KET QUA THUC THI CONG VIEC: QUY TRINH 5 BUOC
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Figure 4.1 An ideal-typical model of the performance measurement
process

(Performance Management in the Public Sector, 2015) 14



XAC PINH MUC TIEU PO LUONG KET QUA THUC THI

X&c dinh muyc tiéu: quyét dinh wu tién (deciding what to measure?)
Hiéu rd dbi tuong: théng tin vé to chirc, chuong trinh/chinh sach. Str dung so do to chtre (Organizational
chart) véi théng tin vé chitc niang, nhiém vy, quyén han; cac md hinh quan ly (Bang diém cin bang
Balanced Scorecard, Khung danh gia chung-CAF), cay so d6 muc tiéu, phan tich cac bén lién quan etc.
X4&c dinh pham vi d6i tuong do luong: cau phan ndo cua to chic/chuong trinh? Chi s6 dau vao ndo, phan
nao cua ngan sach, nhan vién nao cua to chitc? Céc hoat dong, quy trinh ndo? Chi s dau ra, san pham/dich
vu nd0? Cau phan ndo cta muc tiéu chinh sach? Céc két qua dau ra (outcomes) nao?
X&c dinh van dé wu tién do luong phu thudc vao thdng tin thuc thi ndo 1a can thiét:

v/ Chi sb vé van dé bat cap

v/ Chi sb vé ngudn lyc tai chinh

v'Quan trong vé khia canh xa hoi

v Tinh kha thi

v/ Tinh pho bién

v/ Chi phi do ludng: nhiéu trudng hop loi ich do luong khéng so duge chi phi, lgi ich kho nhin thay

v’ Puoc an dinh trude: dd duoc xac dinh tir trude va khong duge lua chon

(Performance Management in the Public Sector, 2015) 15



LUA CHON CHI SO PO LUONG KET QUA THUC THI
(PERFORMANCE INDICATORS)

Single indicators: Ratio indicators:

= Economy: Input/input ratio (cost divided by the
input: Chi phi tinh trén moi cong chuc, chi phi

Outputs: San pham hay dich vu dugc cung theo don vi)

cap? Chét luong ctia C4C san pham/dich vu Efficiency: Cost/Output

nhu thé nao?

= [nputs: Nguon luc di duoc st dung?

= Productivity: Output/Input (e.g. SO gid xe bus luu

= Intermediate outcomes: Két qua dau ra truc hanh trén duong tinh trén mot ngudi lao dong)
tiép tur chi so dau ra la gi? = Effectiveness: Output/Outcome (e.g. S6 luong
e Final out Kbt aud dA Lo phan anh vé cac duong pho so v6i so kilomet
Inal outcomes: Két qua dau ra cuoi cung dudng phé duoc 1am vé sinh thuong 18)

ia chi s6 dau ra la gi? : i phi
Cua chi 50 dau g = Cost-effectiveness: Input/Outcome (e.g. Chi phi

= Indicators on environment: Nhirng thay doi tinh trén mot nguoi that nghigp tim dugce vigc
vé moi truong ma cac két qua dau ra truc lam)
tiép va cuoi cung tao ra la gi?

(Performance Management in the Public Sector, 2015) 16



BO CHI SO KET QUA THUC THI (PERFORMANCE INDICATORS)

= Lia chon b chi s6 do luong thuc thi phu thudc thdng tin thue thi duoc sir dung nhu thé ndo
= Tiéu chi x4c dinh noi dung bd chi s6 do luong tot:

v’ Thich tng véi thay doi

v’ Pugc thiét ké chinh xac

v/ Dé hiéu v6i nguoi sir dung

v' C4c chi s6 dua trén s6 liéu

v’ C4c chi s6 do ludng phi hop va c6 thé thuc hién dugc

v/ Thu thap dit liéu kha thi

v Phll hop véi c4c dinh nghia va quy trinh dit liéu két hop

(Performance Management in the Public Sector, 2015) 17



PO LUONG KET QUA THU'C THI: PHAN TICH PANH GIA

= Phan tich dit liéu: dix liéu khdng tu biét ndi = can phan tich dit liéu
= Muc dich: chuyén d6i dir liéu (data) thanh thong tin (information) phuc vu quan ly, quyét dinh.
= Phén biét cac phuong phéap:

(1) Pbi chiéu két qua voi tiéu chuan (muc dich) - so sanh cac muc tiéu theo thoi gian (time
periods), so sanh dién hinh (benchmarking techniques) vai cac to chic khac. Cac tiéu chuan:
trong cung linh vuc, ngoai Iinh vuc hoac & cac hé thong tu phap khac hay quoc gia khac;

(2) Phan tach chi tiét dir liéu dé hiéu rd & dau, khi ndo va cho ai (e.g. nhom d6i tuong muc tiéu
ndo) hoat dong thuc thi biéu hién. Viéc phan tach chi tiét dit liéu trong mot s6 truong hop yéu
cau thong tin chi tiét (e.g. ké toan chi phi), trong khi ¢ truong hop khac cé thé chi yéu cau
thong tin chung chung va tich hop (e.g. b4o cdo qubc hoi) = viée phan tach chi tiét hay tich
hop dit liéu phu thudc vao muc tiéu hay chi s6 do luong két qua thuc thi.

(3) X&c dinh cac nguyén nhan két qua thuc thi - ndi dung nay gan két chit vai phan tach chi tiét
dir 11éu.

(Performance Management in the Public Sector, 2015) 18



PO LUONG KET QUA THUC THI: HE THONG BAO CAO

O Cac nhém doi tuong bao cdo thong tin két qua thuec thi:

Nhan dan Cac co quan béo chi, truyén thong

Cac nhom loi ich Cac hoi dong

CAc to chtrc quoc té Cac co quan nha nudc

Chinh tri gia Qudc hoi

Hoi dong quan ly Quan Iy cap cao, quan Iy cap trung
O Hinh thac béo cao:

Bao cdo nam

Tai liéu tai chinh, ké toan va ngan sach

Cac xuat ban pham chuyén nganh (ban gidy hoic tai liéu ding trang thong tin dién t)
Thong tin trén website

Hé thong thong tin b&o céo truc tuyén

19



QUANLY, bO LUONG KET QUA THU'C THI: BANG PIEM
CAN BANG (BALANCED SCORECARD)

= Xac dinh muc tiéu chién luoc (05) Figure 1. City of Charlotte — City Council’s Strategic Themes
v An ninh cong dong
v Thanh phé trong thanh pho
v Té| cO Céu Chinh quyén The Corporate - Level Scorecard
v" Giao théng _ p— afe main || Promote
v/ Phét trién kinh té | Farespien | nei : S e | Gianerme,
= Bang diém can bang (BSC) dugc st dung
dé xac dinh cac muc tiéu thuc thi, chuong
trinh hoat dong, phan bd ngudn luc, cach
thirc thuc hién etc.

. 2 , ~ . - LA . o o5 Corormote - Secure imorove | | Streamine | | Increase Promote

= Cac to chuc cong trién khal trén->dudi: crepective Basgd Probm S
xay dung bang diém can bang riéng, két
qua hoat dong ctia don vi gan véi CaC muc
tiéu va do luong két qua thuc thi cua don vi
gan voi mot/nhiéu chu dé trong 5 muc tiéu

, , . The City of Charlotte has identified five strategic themes that shape the strategy map for its
chién luoc cua th énh ph6 da deé ra etc. BSC. Public-sector organizations should measure their success by how effectively and

efficiently they meet the needs of their constituencies.

(Robert S. Kaplan , Balanced Scorecard Report, 2009) 20



QUAN LY, PO LUONG KET QUA THU'C THI CONG VU:
CAP PQ CA NHAN

= Panh gia dinh ky (theo nim), danh gia két qua thuc thi cong viéc (khdng danh gia cac ndi dung khong lién
quan) ctia cdng chirc so sanh véi tiéu chuan thuc hién cong viéc (ban mo ta céng viée, ndi dung nhiém vu
theo vi tri viéc 1am, ké hoach cong tac), chi trong khuyén khich dong vién hon 14 chi xép loai don thuan va
can gan véi ché do khen thudng va xir phat twong tng véi két qua do ludng thuc thi cong vu etc.

= X4c dinh rd nhiém vy, thAm quyén va trach nhiém cua to chire, ¢4 nhan 14 mot muc tiéu quan trong cua
quan ly, do Iuong/danh gia két qua thuc thi cong vu:

% Trach nhiém trong moi quan hé véi to chtrc, ca nhan c6 tham quyén (quan hé truc thudc)

% Trach nhiém véi két qua cong viée: danh gid véi ngudn lue va két qua duoc giao, ca nhan da dat dugc két
‘ q g q
qua dé ra hay chua.

% Trach nhiém giai trinh: bo c&o va giai trinh vé nhitng két qua dat duoc. Thong tin yéu cau chinh xac, day
du, dang thot han.

¢ Trach nhiém v&i cac hé qua cuaa thuc thi cong viéc

% Trach nhiém cai tién hiéu qua thuc thi cong viéc.

21



PO LUONG KET QUA THUC THI POI VOI CONG CHUC

= Po luong két qua thuc thi cong vu: cac chi so
effectiveness, efficiency, quality, quantity, timeliness. ..

= Mot s6 phuong phap danh gia:

AN

Xép hang/xép loai
So sanh véi muc tiéu thue thi da xac dinh
Cham diém, xép hang theo céc tiéu chi

Panh gi4 dua vao hoat dong cong vu dac biét
Panh gia thong qua bao cao

Phuong phéap phong van

S X N X X X

Phuong phap binh bau
v Phuong phap danh gia 360 do
= Bang cham diém KPIs (&4p dung véi cong chiic)




QUY TRINH QUAN LY THUC THI THEO PINH HUONG KET QUA

IOt fr

Qué trinh lap
ké hoach

Qua trinh danh _
gia thuc thi

Qua trinh quan
ly thyec thi

@

(Nguyén Thi Hong Hai, Quan Iy thiee thi cong vy theo dinh huéng két qua, 2013)



Thao luan:

“Chuong trinh cat giam, don
gian hoa quy dinh lién quan
dén hoat dong kinh doanh
gial doan 2020-2025” theo
Nghi quyét 68/NQ-CP ngay
12/5/2020 cta Chinh phu.

1. Dudéi goc nhin cua quan ly thuc thi hoat dong
cong vu theo dinh hu’('mg ké;t qua, gia dinh anh
chi la cong chic quan ly cap trung tai mot bo
quan Iy nganh/linh vyc, hay binh luan va tham

muu viéc trién Khai thuc hién chuong trinh nay
vé CAc goc do nhu: Xac dinh muc tiéu chién
luge, chi so dau ra, két qua dau ra, chuong trinh
hoat dong/quy trinh thuc thi va lya chon cac chi
tiéu danh gid/do ludng két qua thuc hién?

2. Nhan dang nhing thach thuc, kho khan (neu
c) trong qua trinh trién khai thuc hién va giai
phap?




