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TOM TAT:

Bai viét nghién ciru thyc trang danh gia hidu qua cong viée va xay dung hé thong KPI cho bo phan

tiéu thu san pham tai Céng ty C phan Khoa Viét - Tiép theo thé diém can bang (BSC). Trong bai viét

ndy, cAc tac gia thuc hién nghién ctru tinh hudng, phan tich thuc trang d4nh gi4 hidu qua cong viéc tai

bo phan tiéu thu san phém. Két qua cho th?iy, hé théng hién tai tuy da lugng héa mot s6 chi tiéu co ban

nhung van cha yéu tap trung vao két qua ngan han. Tir d6, nghién ciru d& xut hé théng KPI gdm 14 chi
tiéu, dugc phan bd theo 4 khia canh ctia BSC: Tai chinh; Khach hang; Quy trinh néi bd; Hoc hoi va phat
trién. Két qua nghién ctru nay gop phan hoan thién cong tic danh gia hiu qua cong viéc tai bo phén tiéu

thu san phém va cung cép co s6 tham khao cho cac doanh nghiép san Xuét trong qua trinh xay dung hé¢

thdng KPI theo dinh huéng chién lugc.

Tir khéa: KPI, thé diém can bang (BSC), hiéu qua cong viéc, bd phan tiéu thy san phim.

1. Pit véan dé

Trong bbi canh canh tranh ngay cang gay git, yéu
cau nang cao hiéu qua quan tri va sir dung ngudn luc
hop 1y da tro thanh vin dé trong yéu ddi vai cac
doanh nghiép san xuat. D6i véi doanh nghiép c6 hé
théng phan phdi rong, bd phan tiéu thy san phim giit
vai tro truc tiép trong viéc to chirc dau ra, duy tri quan
hé khach hang va hién thyc héa cac muc tiéu vé
doanh thu, lgi nhuén hay thi phén. Chinh vi 1€ @0,
viéc xay dung mot hé thdng danh gia hidu qua cong
viée phit hop, c6 kha niang luong hoa rd rang va gin
v6i dinh huéng phat trién cua doanh nghiép 1a yéu
cau can thiét trong quan tri cong tac doanh nghiép.

Theo Kaplan & Norton (1992, 1996), hé théng do
ludng hiéu qua khong nén chi gii han ¢ cac chi sb tai
chinh truyén théng ma cin phan anh ca nhiing yéu t6
tao gia tri trong dai han.

Trén thuc té, qua trinh danh gia hiéu qua cong
viéc cua bd phan tiéu thu san phém tai nhiéu doanh
nghiép van chu yéu dua trén céc chi tiéu nhu doanh
s0, san lugng tiéu thu hodc mirc d6 hoan thanh ké
hoach ban hang. Cach tiép can nay tuy don gian va
dé 4p dung nhung con nhiéu han ché, boi phuong
phap nay chu yéu phan anh két qua cudi cing ma
chua 1am 13 qué trinh dé dat dugc két qua do nhu
muc d hai long cua khéach hang, hi¢u qua xu ly don
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hang, kha ning phdi hop ndi bo hay ning luc phat
trién cua doi ngii. Theo Parmenter (2019), KPI chi
thuc su ¢6 ¥ nghia khi gin véi cac nhan t§ thanh
cong ¢t 161 va hd tro quan tri hiéu sudt mot cach
thuc chat. Trong bdi canh d6, BSC 1a cach tiép can
phit hop dé thiét ké hé théng KPI cho bd phan tiéu
thy san phdm. BSC cho phép doanh nghiép chuyén
hoéa chién lwgc dai han thanh cac muc tiéu ngén han
va dua ra thude do cu thé dua trén 4 khia canh: Tai
chinh; Khach hang; Quy trinh ndi bd; Hoc hoi va
phat trién (Kaplan & Norton, 1996). Chinh vi vay,
hé théng KPI khong chi gitp theo ddi két qua tiéu
thu san phélm ma con hd trg kiém soat cac yéu td tao
nén hiéu qua trong trung va dai han.

Cong ty C phan Khoa Viét - Tiép la doanh
nghiép ¢6 lich sir 1au ndm trong linh vyc san xuat va
kinh doanh céc san phim khoa va kim khi tiéu dung
tai Viét Nam. B phan tiéu thu san phém la b phan
chiu trach nhi€ém chinh trong viéc ban cac loai san
phém nay. Viéc lya chon by phan nay lam dbi tuong
nghién ciru 13 phit hop véi co cdu quan tri tai Cong ty.
Tir d6, bai viét tap trung 1am 15 co s6 1y luan vé KPI
va BSC, phan tich thyc trang danh gid hiéu qua cong
viéc tai bo phén tiéu thy san pham, dong thoi dé xuat
hé thong KPI dua trén phuong phap BSC nham ting
cuong su gin két gitta muc tiéu ngin han va chién
lugc dai han cua Cong ty.

2. Tong quan nghién ciru

KPI (Key Performance Indicators - Chi s6 danh
gi4 hidu qua cong viéc) 1a cac chi s do ludng mirc
d6 thyc hién nhitng muc ti€u trong yéu cta t6 chuc,
bd phan hodc ca nhan. Trong quan tri hién dai, KPI
khong chi dugc sir dung dé theo ddi két qua cong
viéc ma con la cong cu hd trg kiém soat tién do thuc
hién muc ti€u, danh gida mac do hoan thanh cong
viée va lam cin ctr cho cic quyét dinh quan tri
doanh nghi¢p. Theo Parmenter (2019), KPI chi thuc
sw cO ¥ nghia khi gin v6i cac nhan t6 thanh cong cdt
161 va phan anh nhling ndi dung c6 anh hudng truc
tiép dén hiéu qua hoat dong cua té chirc. Dong thoi,
Neely et al. (2005) cho rang, hé théng do ludng hiéu
qua cong viée can duge thiét ké co cdu triic nham
phan anh ca hiéu suét va hiéu qua, tir d6 gitp doanh
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nghiép Iya chon dugc cac chi tiéu then chdt, tranh
tinh trang sir dung qué nhiéu thudc do rdi rac nhung
kém gia tri quan tri.

Thé diém can bang (Balanced Scorecard - BSC)
tir lau da duoc xem 1a cong cu quan tri chién lugc do
Kaplan & Norton (1992) d& xuét nhim khic phuc han
ché ciia hé thong do luong chi dua trén cac chi tiéu tai
chinh truyén théng. BSC cho phép doanh nghiép
danh gia hiéu qua hoat dong dua trén 4 khia canh, bao
gf‘)m: Tai chinh; Khach hang; Quy trinh ndi bg; Hoc
hoi va phat trién. Tir d6, cung cdp nhitng cach nhin
toan dién hon cho nha quan 1y vé hiéu qua hoat dong
ctia td chire. Theo Kaplan & Norton (1996), gia tri cot
16i cia BSC khong chi ndm ¢ viéc bd sung cac chi
tidu phi tai chinh ma con & kha niang bién d6i tim
nhin va chién luoc trong dai han ctua doanh nghiép
thanh cac muc tiéu cu thé trong ng’fm han. Chinh vi
vay, BSC dugc cac nha quan tri hién dai xem nhu mot
cOng cu quan tri ti€n tién, lién két chién luoc va muc
tidu ctia to chirc, cling voi d6, BSC ciing 1a cin ctr dé
doanh nghiép xay dung hé théng danh gia hiéu qua
cong viée phit hop & cac cip d6 khac nhau.

BSC va KPI ¢6 mdi quan hé vo cing chat ché vai
nhau. Trong d6, BSC dong vai tro 1a khung quan tri
chién luoc, con KPI 1a cong cu do luong cu thé dé
danh gid muc do hoan thanh cac muc tiéu theo tung
khia canh ctia BSC. Néi cach khac, BSC giup doanh
nghiép xac dinh can tip trung vao nhiing phuong
dién nao dé thyc hién chién luoc, con KPI gitp lugng
hoa mirc d6 hoan thanh cac muc tiéu do bé’mg cac tiéu
chi cu thé. Cting v&i d6, KPI co thé gitip cac nha quan
1y theo doi va danh gia thuong xuyén qua trinh thyuc
hién cac muc ti€u ctia nguoi lao dong. Viéc xay dung
KPI trén nén tang BSC gitip bo tiéu chi trd nén can
bang hon gitra cac chi tiéu tai chinh va phi tai chinh,
gifta muc tiéu ngin han va chién lugc phat trién dai
han, dong thoi bao dam su gin két giita muc tidu ctia
bd phan véi muc tiéu chién luge chung cua td chirc.

3. Phuong phap nghién ctiru

Trong bai viét, cac tac gia sir dung phuong phap
nghién ciru ciru tinh hudng tai Cong ty C6 phan Khoa
Viét - Tiép nham xdy dung hé théng KPI cho bd phéan
tiéu thu san pham theo phuong phap BSC. Céch tiép



KINH DOANH

c4n nay pht hop véi muyc tiéu nghién ciru 1a d& xuét
mot hé théng chi tiéu cu thé gén v6i ddc diém t6 chuc,
chirc nang nhiém vu va dinh hudng quan tri ciia Cong
ty, thay vi kiém dinh mé hinh bang dit liéu dinh luong
trén dién rong.

Dir li¢u ma cac tac gia st dung dé phuc vu
nghién ctru dugc thu thap tir ca ngudn thi cip va
ngudn so cip. Dit lidu thir cip bao gom céc tai lidu
veé KPI, BSC, co cAu to chtie, chlrc nang nhiém vu
cua cac by phan, bao cao hoat dong san xuét kinh
doanh, tai liéu gidi thiéu Cong ty va cac quy dinh
ndi bo lién quan dén cong tac danh gia hidu qua
cong viée. Dir lidu so cép duoc thu thap thong qua
trao ddi va phong van véi cac ca nhan cé lién quan
nhim lam 16 thuc trang danh gia hiéu qua cong viéc
tai by phan tiéu thu san phém, cac yéu cau quan tri
trong tinh hinh méi, cling nhu tinh kha thi cua bg
tidu chi dugc cac tac gia dé xuit.

Dua trén co s¢ dir li€u thu thap duoc, cac tac gia
sir dung phuong phap phan tich, tong hop, so sanh va
dbi chiéu nham xac dinh nhiing nhuoc diém cua hé
théng danh gia hiéu qua cong viéc hién tai. Cling véi
do, cac tac gia xay dung cic muyc tiéu trong yéu ctia
bd phén ti€u thy san ph?im dua trén 4 khia canh cua
BSC, bao gdm: Tai chinh; Khach hang; Quy trinh noi
bo; Hoc hoi va phat trién. TUr cac muyc tiéu nay, cac
tac gia tiép tuc xdy dyng hé thong KPI theo hudng
bao dam tinh minh bach, uu tién sy lugng hoda, tinh
phi hop véi chire ndng ctia b phan tiéu thy san pham
va kha ning ap dung trong thuc té tai Cong ty.

4. Thue trang danh gia hiéu qua cong viéc tai
Cong ty C6 phan Khéa Viét - Tiép

Qua qua trinh tim hiéu va xem xét hé théng danh
gia hi€u qua cong viéc dang duogc ap dung, cac tac gia
nhan théy, hoat dong danh gia ddi voi bd phéan tiéu
thu san phém hién nay dugc thuc hién theo chu ky
thang, dya trén co so lugng hoa két qua bang céc tiéu
chi c6 trong sb va thang diém cuy thé. Hé thong nay
tap trung vao 3 nhom muc tiéu chinh, bao gdm: muc
tiéu gan véi két qua chung ciia Cong ty, nhiém vu
chuyén moén cta don vi va cac cong viéc phat sinh
theo yéu cau cua lanh dao. Céc chi tiéu duoc sir dung
chu yéu xoay quanh doanh thu ban san ph:flm, doanh

s6 thu tién, san lugng tiéu thy, tién do xur 1y don hang,
chit lwong bao céo, mirc do tuan thu quy dinh va kha
nang hoan thanh nhiém vy dot xuat. Cach tiép can
nay cho thiy, doanh nghiép da budc dau hinh thanh
co ché quan tri theo muyc tiéu va c¢6 nd luc lwong hoa
muc do hoan thanh cong viée ctia bg phén tiéu thu san
phdm. Chi tiét bo tiéu chi vé myc tiéu cong viéc va
thudc do hoan thanh muc tiéu cong viéc dugc trinh
bay trong Bang 1.

Tuy nhién, xét dudi goc d6 quan tri hi¢u qua hoat
dong, hé théng danh gia hién tai van boc 16 mot )
han ché. Trudc hét, cac chi tiéu dang s dung tép
trung nhiéu vao két qua déu ra ngin han nhu doanh
thu, san luong tiéu thu va thu hoi cong ng, trong khi
nhitng yéu t6 phan anh chat luong phat trién thi
trudng chua duge thé hién diy du. Viéc danh gia vi
vy moéi chii yéu phan anh két qua ban san phdm ma
chua that sy phan anh toan dién cac yéu té nén tang
tao ra két qua, nhu kha ning duy tri khach hang, mo
rong mang ludi phan phdi, chit luong xtr 1y phan hoi
hay hiéu qua phéi hop véi cac bd phan lién quan. Bén
canh d6, nhom chi tiéu lién quan dén hoc héi va phat
trién nhu dao tao, ning cao ning lyc doi ngil, ing
dung cong cu quan tri va d@ xuét cai tién chua dugc
luong hoéa twong ximg. Piéu nay dan dén viéc danh
gia muc tidu cong viéc chua bao quat day du cac diéu
kién bao dam hi€u qua hoat dong trong qua trinh hoat
dong ctia Cong ty.

Mot han ché khac 1a cac chi tiéu hién hanh chua
duoc t6 chic trong mot khung logic théng nht gin
v6i muc tiéu chién luge cia toan Cong ty. Trén thuc
té, cac tiéu chi dang sir dung chu yéu phuc vu yéu cau
kiém soat cong viéc va diéu hanh tic nghiép hang
thang. Tuy vay, chung chua phan tach rd theo céc
khia canh quan tri. Diéu nay lam giam kha ning sir
dung két qua danh gia mic d6 hoan thanh muyc tiéu
cong viéc nhu mot cong cu hd tro quan tri chién luoc.
Do do, viéc hoan thién hé théng danh gia hiéu qua
cong vi€c hién tai khong chi ding & viéc bd sung
thém tiéu chi, ma can duoc thuc hién theo huong tai
cAu tric trén nén tang mot khung quan tri phu hop
hon, trong d6 BSC 1a cach tiép can co tinh kha thi va
gia tri ing dung 10 rét.
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5. Dé xuit KPI theo BSC
tai Cong ty C6 phin Khoa
Viét - Tiép

Trén co sé nhimg han ché cua
hé thong danh gia hién tai, nghién
cru dé xuét xdy dung hé thong
KPI cho B9 phan tiéu thu san
phim theo phuong phip BSC
nham bao dam tinh toan dién, tinh
dinh huéng chién lugc va kha
nang lugng hoa trong danh gia
hi¢u qua cong viée. H¢ théng duoc
thiét ké gdm 14 chi tiéu, phan bd
theo 4 khia canh co ban cia BSC,
bao gém: tai chinh, khach hang,
quy trinh ndi bg va hoc hai - phat
trién. Trong d6, khia canh tai
chinh dwoc phéan bd trong sb cao
nhét, phan anh vai trd trung tim
ctia muc tiéu doanh thu, thu tién va
kiém soat cong ng; cac khia canh
khach hang va quy trinh ndi b cé
trong s6 trung binh; khia canh hoc
hoi - phat trién co trong sd thip
hon nhung gitr vai trd nén tang cho
hidu qua dai han. Co cdu nay thé
hién quan diém, hiéu qua ctua Bo
phén tiéu thy san phdm khong chi
duoc do bang két qua tiéu thu tirc
thoi, ma con phai dugc xem xét
trong mbi lién hé véi chét luong
thi truong, hiéu qua van hanh va
nang lyc phat trién doi ngi.

V& khia canh tai chinh, hé
thong KPI tap trung vao cac chi
tiéu phan anh tryc tiép két qua
dau ra coa hoat dong tiéu thy,
gdbm doanh thu ban san pham,
doanh sb thu tién, doanh thu cua
nhém san phim trong tim hodc
san pham chién lugc va ty 1é thu
hdi cong no dang han. Pay la
nhom chi ti€u c6 y nghia ddc biét
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quan trong vi khong chi phan anh kha nang hoan
thanh ké hoach kinh doanh ma con cho théy muc do
dong gop thuc té ciia bo phan vao muc tiéu ting
trudng doanh thu, cai thién 1gi nhuén va bao dam
dong tién cho Cong ty.

V& khia canh khach hang, hé théng KPI duoc
thiét ké theo huéng nhan manh chét lugng phat trién
thi truong va su duy tri on dinh cta dau ra. Cac chi
tidu dugce dé xuét bao gdbm: S6 lwong khach hang,
dai Iy hodc diém ban méi co phat sinh doanh s6; Ty
1€ khach hang hoac dai ly tai mua va duy tri hoat
dong; Ty 1& xir Iy khiéu nai, phan hdi khach hang
dang han. Nhom chi tiéu nay cho phép danh gia hi¢u
qué cua bo phén tiéu thy san pham khong chi & kha
nang ti€u thu ma con ¢ nang luc mo rong mang ludi
phan phdi, duy tri khach hang hién hiru va nang cao
chét lugng phuc vu.

V& khia canh quy trinh ndi bd, hé théng KPI
huéng t6i viéc do luong hiéu qua t chirc va thuc
hién cong viéc trong bd phan. Céc chi tiéu chu yéu
gom: Ty 18 bao gia, don hang va hop dong duogc xir
ly ding thoi han; Ty 1é hoan thanh ké hoach viéng
tham, cham soc¢ khach hang; Ty 1€ ndp bao cao ban
hang va bao cao thi truong ding quy dinh; Muc do
hoan thanh cac nhiém vu dot xuit hodc chuong trinh
ban hang dugc giao. Nhom chi tiéu nay khong chi
phan anh truc tiép chét lugng van hanh cua bo phan
tiéu thy san pham ma con cho thay mirc d6 chuina
hoa, ky ludt va kha ning phdi hop trong qué trinh
thuc hién nhiém vu.

V& khia canh hoc hoi va phat trién, hé théng KPI
tap trung vao 3 ndi dung co ban, gdm mirc d6 hoan
thanh cac chuong trinh dao tao vé san pham, chinh
sach ban hang va k§ nang ban hang; ty 1€ st dung
phan mém hoic bao cdo s ding quy dinh; sé luong
va chit lugng cac dé xuét cai tién lién quan dén ban
hang, thong tin thi truong hoac t6 chirc thuc hién
cong viée. Day 1a nhom chi tidu c6 ¥ nghia nén tang,
boi hidu qua tiéu thu san phdm trong dai han phu
thudc khong chi vao nhu ciu thi truong ma con vao
nang luc chuyén mon, kha nang thich ing véi su thay
d6i ciia moi truong kinh doanh va tinh than cai tién
cua d6i ngli nhan sy.
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Vé k¥ thuét danh gia, mdi KPI duoc gin voi muyc
tiéu cu thé, don vi do luong, trong s6va ngudng chdm
diém theo thang diém tir 0 dén 4. Cach thiét ké nay
tao thuan loi cho viéc téng hop két qua, tinh diém
danh gia va xép loai mirc d6 hoan thanh cong viéc cua
bd phan. Quan trong hon, hé théng KPI duoc d& xuét
khong thay thé hoan toan co ché danh gia hién hanh,
ma ké thira cac tiéu chi dd quen thudc véi doanh
nghiép nhu doanh thu, thu tién, tién do xir Iy cong
viée va chét Iuwgng bao cao, déng thoi tai ciu trac va
b6 sung chung theo phuong phap BSC. Nho d6, hé
thdng mai vira bao dam tinh kha thi trong ap dung
thuc tién, vira ning cao gia tri ctia cong tac danh gia
theo hudng chién lugc, toan dién va phit hop hon véi
dic diém hoat dong cua bd phén tiéu thy san phém tai
Cong ty.

6. Két luan

Nghién ctru nay tap trung phén tich va dé xuit hé
théng KPI cho b phan tiéu thy san phém tai Cong
ty C6 phan Khoa Viét - Tiép theo phwong phap
BSC. Két qua nghién ctru cho thay, hé thong danh
gia hién tai ciia doanh nghiép da budc dau luong
héa dugc muc do hoan thanh cong viéc thong qua
céc chi tiéu vé doanh thu, thu tién, tién d6 xur Iy cong
viéc va tuan thu quy dinh. Tuy nhién, hé théng nay
van chu yéu tap trung vao két qua ngin han, chua
phan 4nh day du cac phuong dién quan trong khac.
Trén co s6 d6, nghién ciru da dé xuat bo tiéu chi KPI
theo 4 khia canh cua BSC, gém: Tai chinh; Khach
hang; Quy trinh ndi by; Hoc hdi va phat trién. Hé
thong nay gop phan hoan thién hon nita cong tac
danh gia hi¢u qua cong viéc theo hudng toan di¢n
hon, ting cudng sy gin két giita muc tiéu ngin han
cua bd phan tiéu thy san phém v6i chién luoc dai
han ctia Cong ty.

Vé mit thyc tién, két qua nghién ctru duoc sit
dung 1am co so tham khao dé Cong ty C6 phan Khoa
Viét - Tiép hoan thién hé thdng danh gia hiéu qua
cong viéc ddi v6i bo phan tiéu thy san phdm. Tuy
nhién, do nghién ctru méi dimg & murc dé xuét va rat
can c6 thém qua trinh kiém chimg cac dé xuat nay
trong thuc tién dé dam bao su mirc do phu hop cta hé
thong KPI m
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ABSTRACT:

This study examines the existing performance evaluation practices and develops a Key
Performance Indicator (KPI) system for the Sales Department of Viet-Tiep Lock Joint Stock
Company based on the Balanced Scorecard (BSC) framework. Employing a case study approach, the
research analyzes the department’s current performance assessment system and identifies several
limitations. Although the existing framework quantifies a number of fundamental indicators, it
remains largely focused on short-term outcomes and does not adequately reflect strategic objectives.
In response, the study proposes a comprehensive KPI system comprising 14 indicators distributed
across the four BSC perspectives: Financial, Customer, Internal Processes, and Learning and Growth.
The proposed framework is intended to enhance the effectiveness of performance evaluation in the
Sales Department and serves as a practical reference for manufacturing enterprises seeking to design
strategically aligned KPI systems.

Keywords: KPIs, Balanced Scorecard (BSC), job performance, product sales department.
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