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TOMTAT:

Nghién cttu nay tng dung thé diém can biing (Balanced Scored Card - BSC) d€ phan tich va dé
XuAt c4c gidi phdp nhim nang cao hiéu qua clia viéc thuc thi k& hoach chi&n lugc kinh doanh tai
Cong ty Trdch nhiém hitu han (TNHH) Cao Phong. Theo d6 4 ndi dung c6t 16i clia 1y thuyé&t thé
diém can biing dudc dé cAp bao gdm: khia canh tai chinh, khach hang, hé thong hoat dong ndi bo,
dao tao va phat trién. Nghién ctu st dung phuong phap nghién cttu tai ban va Delphi @€ thu thap
dit lieu. Dit liéu dugc tdng hop va phan tich theo cdc nguyén tic cla thong ké trong kinh doanh.

K&t qua nghién citu nhan dién dugc cdc yéu td quan trong ciing nhu ty 1& dong gép ciia cic yéu t&
4nh hudng dén viéc thuc thi chi€n lugc kinh doanh. Trén co s§ két qua nghién citu, cac gidi phap

dugc dé xuit nhiim nang cao hiéu qué hoat ddng quan tri chién lugc ctia Cong ty.
Tt khéa: thé diém can biing, chi€n lugc kinh doanh, Cong ty TNHH Cao Phong.

1.bat van dé

Stic ép canh tranh ngdy cang khdc liét giita cic
doanh nghiép, nhin hang, sdn pham trong xu huéng
toan cAu héa thich &ng vdi bién d6i khi hau va su
phiét trién “vii bdo” ctia khoa hoc, cong nghé lam
cho viéc quan tri doanh nghiép ngay cang khé
khin. P€ ton tai va phat trién, cic doanh nghiép
phdi c6 nhitng chié€n lugc hiéu qua nhiim tao 1gi thé
canh tranh va chd ding trén thi trudng. Tuy nhién,
viéc qudn tri chi€n lugc kinh doanh luén gip nhitng
khoé khén trong thuc thi, dic biét la nhiéu doanh
nghiép khong thé do ludng dugc cic chi sd va cin
bing chiing v6i mot ty trong phit hgp cho linh vuc,
nganh nghé ciing nhu cho tinh huéng cu thé. Trén
thuc t€, cac doanh nghiép trong quén tri chi€n ludc
thudng chi ciin ¢t vao chi s6 tai chinh. Trong khi do,
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céc nha nghién cttu khuy&n nghi céc hinh thic quan
tri chi€n lugc da chiéu phii hdp véi diéu kién kinh

doanh hién dai nhu TQM (Total quality
management), BPR (Business process
reengineering), CRM (Customer relationship

management) va BSC (Balance cored -card)
(Cesnovar, 2006). BSC 1a cong cu quan tri chi€n
luge hieu qua dudc nhiéu doanh nghiép tin tudng va
stt dung rong rai (Chavan, 2009; Huong, 2010).
Qudn tri chi€n ludc kinh doanh 1a hoat dong
quan tri quan trong, dic biét la viéc tng dung BSC
trong qud trinh thi€t k€ thyc thi chién lugc cla
doanh nghiép. Thuc t€ c¢6 nhiéu nghién citu Gng
dung BSC trong qun tri chién ludc kinh doanh ctia
doanh nghiép. Tuy nhién rat it nghién citu dé cap
dén viéc van dung BSC trong thyc thi chién ludc
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cho mdt doanh nghi€p cu thé, va chua c6 nghién
ctru nao nghién cifu cho nganh kinh doanh ban 1é
hang trang tri ndi that va kim khi dién mdy. Trong
khi d6, & linh vyc ban 1, diac biét 1a nganh hang
trang tri ndi thi't va cung ng kim khi dién mdy la
nganh hang cé muc canh tranh cao, dap tng nhu
cau clia dai bd phan ngudi lao dong va c¢6 dong gép
nhiéu cho ngin sich nha nudc. Vi vay, nghién ctru
vé ting dung BSC trong quan tri chi&€n lugc doanh
nghiép trong nganh hang cung &ng hang trang tri
ndi that va kim khi dién mdy nhu Cong ty TNHH
Cao Phong 13 quan trong va can thiét.

2. Tong quan Iy thuy&t

2.1. Khdi qudt vé BSC

Thé diém can bing (BSC) dugc dé cip 1an dau
tien bdi nha tu van chién lugc doc lap
Schneiderman (1987), sau d6 dugc hai gido su dai
hoc Havard 1a Kaplan va Norton phat trién thanh
cong cu quan tri chi€n lugc hiéu qud nim 1992.
Pé&n ndm 2011, BSC 1a mot trong 10 cong cu quan
ly dugc st dung rong rdi nhat trén thé gidi va la
mot trong nhitng y tudng c6 dnh hudng nhat thé ky
20 (Niven, 2002; 2006). Theo Kaplan va Norton
(1996), BSC nhu 1 nhitng nd lyc nhim thiét k&
mot hé thong do ludng hiéu qui hoat dong kinh
doanh cia t& chic. Vi vdy, c6 thé néi, BSC la
khung lam viéc gitdp t6 chic theo doi va quén 1y
trén cd s& do ludng cic chi s§ cu thé, rd rang mot
céch c6 hé thong.

2.2. N§i dung va ban do chién lugc ciia BSC

Céc chi s ki€m sodt ctia BSC dé cap dén 1a cac
chi s6 quan trong thudc 4 nhém nén ting clia doanh
nghiép: tai chinh, khach hang, hé thong hoat dong
ndi bo va dao tao va phit trién. Cac hoat dong cla
4 nh6ém nén ting ctia doanh nghiép ludn dugc két
ndi véi muc tiéu, tAm nhin, si mang cua doanh
nghiép mot cdch c6 hé thdng, gidp ngudi lao dong
c6 thé hiéu va tuan theo mot cach dé dang.

Nhitng chi s6 do ludng hiéu suit quan trong
(KPI: Key performance indicators) thudng dugc st
dung trong BSC, bao gom: (1) cdc chi s6 lién quan
dé&n khia canh tai chinh 12 ty suAt sinh 15i trén i
san thuin, ty suit sinh 13i trén tdng tai sin, doanh

thu/tong tai san, 1ai gdp, Idi nhudn trén tirng nhan
vién, doanh thu, doanh thu trén ttirng nhan vién, thu
nhap/von c¢d phan (ROE), thu nhip trén von st
dung (ROCE), thu nhap trén vén dau tu (ROD)....; (2)
céc chi s lién quan d&n khia canh khach hang la sy
hai long khach hang, long trung thanh cda khach
hang, gia tuong quan canh tranh, tdng chi phi khach
hang, ty 1& thu hdt duge khach hang méi...; (3) cac
chi s& lién quan dén khia canh quy trinh noi bo 1a
quy trinh qudn 1y nghiép vu, quy trinh quan ly
khach hang (lva chon khdch hang muc tiéu, duy tri
khach hang,...), nhém thuéc do ddi méi (khoan dau
tu cho nghién ctfu va phat trién, s6 lugng sdn pham
mdi dudc tung ra, thdi gian gidi thiéu sin phim
mdi,..) va nhém thude do xa hodi (tuin thia cac quy
dinh vé& phap luat, mdi truong); va (4) cic chi s6
lién quan dé&n khia canh hoc héi va phét trién 1a sy
diu tr dao tao trén tirng khach hang, s6 nim phuc
vu trung binh, s& nhan vién dudc dao tao chéo, su
hai 1ong ctia nhan vién, sd gid dao tao, c4c tai nan
lao ddng... Do d6, cic chi s6 do ludng khong chi thé
hién tiém ning, sic manh clia doanh nghiép ma
con cho thay nhitng diém han ché cia titng by phan
trong thuc thi s¢ ménh va chién lugc clia doanh
nghiép (Ha Nam Khénh Giao va cong su, 2021).

3. Phuong phap nghién ciu

Nghién cttu st dung di liéu nghién cdu tai ban,
thong tin ndi bo clia doanh nghiép dé phéc thao cic
muc tiéu cho 4 phuong dién tai chinh; khiach hang;
quy trinh ndi bo; dao tao va phat trién theo dinh
huéng tAm nhin, chi&€n Iudc clia doanh nghiép. Tiép
theo, phuong phdp nghién ctiu Delphi dudc st dung
dé tim ki€m sy dong thuin cac muc tiéu chién lugc.
Nguyén tic ddng thuin clia phuong phap Delphi 4p
dung trong nghién cttu nay dua theo nguyén tic cia
Chu va Hwang (2007).

4.Ban d6 chié¢n luge va hé thong muc cac KPI
thuc thi chién luge tai Cong ty TNHH Cao Phong

K&t qua nghién citu cho thiy c¢6 sy ddng thuin
cao cho 17 tiéu thic thudc 4 khia canh tai chinh,
khéach hang, quy trinh ndi bo, dao tao va phat trién
ctia thé diém can bing BSC tai Cong ty TNHH Cao
Phong. K&t qua thé hién chi ti€t Bing 1, Bdng 2.
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Bdng 1. Thé di€m can bding cdp Cdng ty TNHH Cao Phong

Khia i . Giatr ” o o Chuong trinh
. Muc tiéu Thudc do T8 Trong sb Chi tiéu hanh déng
Tang doanh thu thuan tu 18.800
hoat déng ban hang va 4,513 15,64% t’ clic“in
Tang doanh thu cung cap dich vy y dong
T6c do tang doanh thu 4,753 11,36% 25%
Tiétkiem chiphi | 1Y€ chiphibanhang, chi | jor | 19590, 4%
phi quan ly/ tdng chi phi
Tai
chinh tTﬂy S”ﬁt. S'?h;’gr“a” en | 401 | 1747% 20%
21,3% Tang kha néng ong tai san
sinh (G i sii A a
Ty suét sinh |6i trén vén chu 0 0
s3 hilu ROE 4,784 11,24% 2%
Hiéu qua st dung \ong quay hang tén kho 4,571 15,56% | 151an/nam
ngudn lyc, vén, tai| N3 5 ong trén Ioi
9 y Nang suat lao dong trén Igi 4,239 10,44% 2.66%
san nhuan
o Mic dé hai long chung clia N2 hat|
Tang mic o khach hang d6i véi chat 4532 | 17,15% 98% ang cao chat ludng
hal’long f:ua lugng dich vu phuc vy, trai nghiém
khach hang . khach hang
Ty 1& khiéu nai 4,618 5,00% 5%
Gil quan hé tét véi
i Giatang giatri T6c d6 tang doanh thu tu 0 0 khach hang + tang
Khach | \hach hang khach hang hién tai 4741 22,79% 17% céc chuong trinh
hang khuyén mailgiam gia
24,9% : d Jams
Toc do tang khach hang 4,367 17,68% 12% .
Phattrién khach [ . D&y manh tiép thi,
hang mdi TY trongﬁoinh thu turkhach 4,296 16,53% 15% tim kiém khach hang
hang méi/Tong doanh thu
Xay dung, duytri | Chi s thién cam NPS; ty 1& H& trg khach hang,
Iong trung thanh | khach hang mua hang la 4,417 21,85% 13% uan Iy dit liéu khach
g trung g glap quanly
clakhachhang | laitrung binh hang
L Xay dung méi quan
Dam bao Hang ludn c6 sin 4863 | 1978% | 1-2ngdy | hét6tvéinhacung
ngudn hang -
cép
Quy A
trinh ndi ﬁ?y f’u:%”l’o' quan
bd & c0 chét lugng vdi
35,6% | Padangsan Ty trong doanh thu san o . nha cung c&p c,
pham ph&m méi/téng doanh thu 4642 12.63% 10% tang cuong két ndi
véi nhiing nha cung
cap méi
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Khia o . Giatr o 24 Chuong trinh
— Muc tiéu Thudc do B Trong s6 Chi tiéu hanh dong
Nang cao chét Xay dung va truyén
. thong hinh anh tich
lugng dich vt | Tang chiphinang cpdich vy g4a- | 45 939, 30% cuc dic biét cha
vaQuangba | vaMarketing ,
hinh anh trong cac phuang
thuc tryc tuyén.
Quy | Déututrong | T6c do tang clia hang truc Khao sat vi tri xay
trinh noi diém vao hé thudc 3,516 561% 10% dung ctta hang mdi,
bd th6ng clia diéu chinh loai bd
35,6% | hangtic | gnqsgclahangtrycthuee | 4,682 | 2647% 95% clia hang cli khong
thude hiéu qua
Giatang g | 52 11NGOIMNMAAIN 14504 | 44720, 15%
qua hoatdong| "9
banthém, ban| cx .z 2 . .
chéo ?gnssénnpgham trung binh mét 4735 7 47% 10%
Truyén thong noi bo vé muc
X4c dinh tiéu tan tam phuc vu khach 4,867 19,43% 100%
khach hangla| Nang
trong tdm R N N
Pao tagA, huan luyén cac doi 3.629 6.51% 100%
tugng lién quan
R Ty 1& ngudi lao dong dugc . o
D?o t80| Néng cao tham gia do tao, huan luyén 3,521 14.64% 100%
vaphat | nanglucva
tién | nghiép vu S6 lugng chuong trinh dao . .
18,2% tao, huan luyén/ nam 3,747 9.42% 1016p
.| Tylénhan vién nghi viéc 3,196 12,79% 2%
Duy tri nguén 55 i doray
nhén liic Tién luong binh quan 4109 | 16,85% | orotieudong
ngudi /thang
, " P TR .. . ..| Thuchiéncac
T[ach nhiém Tu.eln thu phap luat va co trach 3.916 20,36% Thuic hién it r\1hat chuong trinh vi
xa hoi nhiém 5 chuong trinh . .
cdng dong

5. Céc giai phap thuc hién chién luge theo
BSC tai Cong ty TNHH Cao Phong

Pé 4p dung BSC trong quan 1y thuc thi chién
Iugc mot cach hiéu qua, can co:

- Su théng nhdt va nhdt qudn trong doi ngii Ban
qudn tri cdp cao

BSC 1a cong cu quén 1y thyc thi chi€n Iugc hiéu
qué va phd bién, tuy nhién né vin con kha mdi doi

v6i Cong ty TNHH Cao Phong. Vi vay, d€ 4p dung
dugc BSC trong thuc thi chi€n luge cin ¢6 sy dong
¥ va nhat trf cao tir quan tri d& cdc muc tiéu, chi tiéu
hanh dong va cach thic thuc hién dudc thdng nhat
va nhit quan nhiim dat hiéu qua cao nhat c6 thé.

- Gidi phdp vé truyén thong BSC

BSC 1a cong cu quéan ly dua trén 4 khia canh
chinh ctia doanh nghiép la tai chinh, khach hang,
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BAng 2. Bi€u thlic dénh gid thuc hién BSC

Ty 1& hoan thanh

Mtc danh gia

N A 2 A . ~ R 9 2
su ki€n, hoi thao, tdp huan va ké ca cic
cudc hop giao ban, dgi nhém.

Déi vdi cac chi tiéu ting

- Can c6 chinh sdch dong vién,

Ty & hoan thanh < 95%

Kém - Khong dat

khuyén khich nguoi lao dong
Cac chi tiéu dat dugc s& giip dat

95% < Ty & hoan thanh < 100%

Yé&u - Can hoan thién

100% < Ty I& hoan thanh < 105%

Dat yéu cau

duoc muc tiéu k€ hoach clia doanh
nghiép. Hoan thanh muc tiéu k& hoach

105% < Ty I& hoan thanh < 110% Gioi

la sy nd luc, c¢6 ging cha tirng cd nhan

trong cdc b phan khic nhau hoan thanh

k& hoach clia tirng khia canh ctia BSC.

Ty 1& hoan thanh > 110% Xuét s&c
D6l véi cac chi tiéu giam
Ty 1& hoan thanh < 95% Xuét sic

Do d6, cin c6 chinh sich dong vién,

95% < Ty & hoan thanh < 100% Gioi

khen thudng kip thdi dé khuyén khich

100% < Ty 1€ hoan thanh < 105%

Dat yéu cau

tinh than va sy cdng hi€n clia cd nhn,
A R A N N PN
tap thé trong viéc hoan thanh muc ti€éu

105% < Ty 1€ hoan thanh < 110%

Yé&u - Can hoan thién

chung. Ban quén tri ¢6 thé xem xét tity

Ty 1& hoan thanh > 110%

Kém - Khong dat

theo mic do dong goép theo ti€u chi

quy trinh ndi bd, dao tao va phat trién. Ngudi lao
dong trong doanh nghiép cin biét rd muc tiéu, chi
tiéu d€ c6 hanh dong cu thé phit hgp dat cic chi
tiéu va muc tiéu cta doanh nghiép theo dinh
huéng, dinh gia cda BSC. Truyén thong vé vai tro,
céch thitc thuc hién BSC trong thyc thi chién lugc
kinh doanh ctia Cong ty TNHH Cao Phong cin
dugc phd bi€n dén tit ca ngudi lao dong vdi cic vi
tri & cdc cAp khdc nhau. Trong d6, Ban qudn tri 1a
bd phan tién phong nim va hiéu rd vé BSC ciing
nhu cdc cdng cu, chi tiéu va muc tiéu cin thyc hién
vi hiéu qua chung ciia t8 chiic. Céch thifc thyc hién
truyén thong BSC trong ndi bd cé thé thuc hién
thong qua thong bdo chinh thitc, vin ban, td chic

TAILIEU THAM KHAO:

d4nh gid ctia BSC ma c6 ch& do, chinh

sdch khen thudng tinh than, vat chit tuong xing.

- Thanh ldp t6 chuyén trach hudng din thuc thi,
kiém sodt, ddnh gid thuc thi BSC

Do tinh méi va yéu cAu vé dat dudc cdc chi tiéu,
muc tiéu, hiéu qué trong thuc thi chi€n luge doi hdi
phdi c6 ngudn nhan lyc ning dong, thich nghi nén
can thiét c6 bd phan chuyén trich. Chinh vi vy,
cAn c6 bo phan nhin su chuyén nghiép, theo sit cic
chi tiéu va muc tiéu dé trién khai va huéng din cic
thanh vién, ngudGi lao dong thuc thi va hoan thanh
nhiém vu. Do d6, cAn chuidn bi d6i ngii, luc lugng
c6 sy hiéu biét vé k& hoach thuc thi va dinh gia
BSC @€ thic ddy moi ngudi cling thuc hién vi muc
tiéu chung ctia t6 chitc m
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ABSTRACT:

In this study, the Balanced scorecard was used to analyze and seek solutions for improving the
implementation of business strategies at Cao Phong Co., Ltd. This study presented and analyzed
four key contents of the balanced scorecard, including financial health, customers, internal
operating systems, and training and development. The study employed Delphi and desk research
methods to collect data. Then the data was synthesized and analyzed according to the principles of
business statistics. The study’s results identified important factors and meaningful contribution
rates of factors affecting the implementation of business strategies. Based on the study’s findings,
some solutions were proposed to improve the efficiency of Cao Phong Co., Ltd.’s strategic
management.

Keywords: balanced scorecard, business strategy, Cao Phong Company Limited.

$6 10 - Thang 5/2024 319



