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TOP INFLUENCERS

ygnhansu.net.vn

Top 20 Influencers: Nhitng thanh vién nhan dwoc nhiéu like va comment cho
status va comment trong thang 4/2017. (com tinh 2, like tinh 1).

Tir dau thang dén nay, phan mém Grytics bi truc tréc nén t6i khéng download
dwoc hinh top Influencer gdm 56 thanh vién, ciing nhur danh sach toan bé thanh
vién c6 diém anh huéng.

Téi chup man hinh web c6 20 top Influencers dé post status nay.. Khi nao cé
hinh va danh sach full t6i sé up lan 2.... See more
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8.1 Chiéen lwoc nhan sw
- Khai niém
- MO hinh chién lwoc nhan sw

8.2 Chién lworc van hanh
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XLEADERS

CAN cO
CHIEN LU'OC
PUNG

Cdng ty sé bot kho néu thurong tang
lam tot viéc cua minh!

Nguén video: Xleader
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CACH XAC DINH
CHIEN LUQC
DOANH NGHIEP




BUOC 1 - PHAN TicH MOl
TRUONG KINH DOANH
CUA DOANH NGHIEP




BU'O'C 2 - LLPA CHON
PHUONG AN CHIEN LUOC




BUOC 3 — XAC DINH
CHIEN LU'OC R&D SAN
PHAM, THUONG HIEU VA
THI TRUONG




BUOC 4 — XAC DINH
MO HINH CHUOI GIA TRI
VA
CHIEN LUOC CANH
TRANH




BUOC 5 — XAC DINH
CHIEN LUOC MARKETING
AP TRONG KINH DOANH
THUONG MAI BDIEN TU




NOI DUNG CHIEN LU'OC KINH DOANH
TRONG THUO'NG MAI DIEN TU

ygnhansu.net.vn

M@ét ban chién luroc kinh doanh trong thuwong mai
dién tu co:

- Phan tich SWOT
- Phurong an chién luoc tong thé

Chién lwoc toan cong ty CL cap DN

v W

Chién lroc cho il CL cép cor
riéng SBU3 sé

|

Chién lrc  Chién lwoc San  Chién lroc  Chién lroc Tai
Marketing Xuat Nhan st Chinh
blognhansu_net.vn

- Chién lwgc SBU:

+ Chién lugc nghién ctu sdn phadm - Chién lwgrc chire néng:
+ Chién lugc thuvong hiéu + Chién luoc cong nghé
+ Chién lvoc thj trwong + Chién lvgc san xuat
+ Chién lugc canh tranh + Chién luogc nhan su

+ Chién lwoc van hanh
+ Chién luoc cung trng




BU'O'C 6 - XAC DINH
CHIEN LUQC MUA HANG,
SAN XUAT

KINH DOANH THUONG
MAI DIEN TU




BUOC 7 — XAC DINH
CHIEN LUOC NHAN SU VA
VAN HANH TRONG
KINH DOANH THUONG
MAI DIEN TU
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Quan tri nguon nhan lwc

Muc tiéu cua quan
tri nguon nhan lwc
trong doanh
nghiép?

N
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Muc tiéu la thuc day cac
thanh vién trong to chirc dat
muc tiéu thdng qua dé to
chwc dat dwoc muc tieu
chién lwoc cong ty.




CAC HOAT PONG QUAN TRI NHAN SU’
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Khi da c6 chién lwoc
canh tranh va
cac chien lwoc khac,
chién lwo'c nhan sw sé
xuat hién giap cac
chién lwoc thanh céng




& MO HINH CHIEN LU'OC NHAN SU

L , Chién lvoc canh tranh
Mo hinh chién lwoc

Nhan sy ,
Chi phi thap Khac biét hda

Réng I 2 tang CET LAzl

Quy mo . Tap trung vao nhom 'EE.ID F[ung vao nhnr!’L
Hep: nhan . .z hhan vién phuc vu chién

. nhan vién phuc vu chién | 2
Iire duwr an voe canh tranh két lwgc canh tranh két
Giai Ma .z hop Gia tang cam két

hop Kiém soat nhan luc )
nhan luc
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CHIEN LUOC NHAN SU’ - GIA TANG CAM KET

ygnhansu.net.vn

Chién lwoc gia ting cam két (commitment strategy): Chién lwg'c ngudn nhan
lwe chu trong dén viéc gia tdng cam két cua lwc lwong lao ddng, thworng cod dac
diém:

- Cac nhiém vu duoc xac dinh twong dbi rong

- M(rc d6 tham gia cua nhan vién cao

- Yéu cau cao dbi v&i k§ nang clia nhan vién

- Pao tao nhiéu

- Lwong cao

- Phc lgi tot

Theo Arthur (1992) chién lwgc cam
két sé& phat huy tot nhat déi véi cac
doanh nghiép theo dudi chién lwoc
khac biét hoa hoac sang tao



CHIEN LU'QC NHAN SU’ - KIEM SOAT NHAN LU'C

ygnhansu.net.vn

Chién Iwoc kiém soat (control strategy): Chién lwoc ngudn nhan
lwe chu trong dén viéc gia tang kiém soat luc lwong lao dong, thuwong
co dac diém:

- M&rc d6 chuyén mén hoa cao

- Mrc dd tham gia ctia nhan vién thap

- Yéu cau thap doéi vai ki ndng cdia nhan vién

- Giam sat chat ché
- Han ché dao tao

- Lwong thap

- Phuc loi it

Chién lwoc kiém soat co thé phat
huy hiéu qua v&i chién lwoc canh
tranh bang gia thanh — noi doanh
nghiép chu trong dén hiéu suat va
nang suat trong thwe hién cac hoat




CHIEN LUO'C NHAN SU CHO
TINH HUONG LA GI?

CEO (ngwoi Han) néi voi HRM (Viét): Anh quen da
ldu, hdm nay mé&i cé co hdi moi em vé dé tro giup
anh mo thém mang kinh doanh méi. Mang kinh
doanh m¢i la nha hang. Chung ta sé xay nha hang
cho nguwdi Han Qudc. Cong ty c6 moi quan hé rat
nhiéu doi v&i cac khach hang nay. Do moi quan hé
chia chung ta cé nhiéu va doi twong khach hang la
Han Qudc nén chung ta sé tap trung vao cac mon an
dung chuan khau vi ngwéi Han.

BAI TAP THAO LUAN!




TU CHIEN LUW'O'C CANH TRANH CO THE TV
TUY CHINH CHIEN LUOC NHAN SU
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CHIEN LUOC NHAN SU’ - TUY CHINH

Pau tién trong viéc
xac dinh chien lwoc 1a
dinh hinh ra
co’ cau to chirc
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CO CAU TO CHUC LA Gi?

ygnhansu.net.vn
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Thao luén
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CO CAU TO CHUC LA GI?

ygnhansu.net.vn

Co cau té chirc la mét cau truc té chire xac dinh
cach thirc cac hoat ddng nhw phan bd nhiém vu,
phdi hop va giam sat dwoc huwédng téi viéc dat
dwo'c cac muc tiéu cla td chire.

Co cau tb chire 1a thuat nglr bao gom:

- So db to chire

- Ma tran phan quyén, phan nhiém, phdi hop
- So dd to6 chrc phong ban

- Chtrc nang nhiém vu cac phong ban

- M6 ta cdng viéc cac vi tri
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# CO CAU TO CHUC PHUC VU CHO GI?

P 4 MO HINH
VAN HOA 6
- VONG TRON
~ GOM

NHUNG GI?

Théo luén




Nguﬁn Hung Curdmg | kinhcan24

VAN HOA DOANH NGHIEP

-~ Céch thic xir Iy By e -
- s €n i
Ra guyét dinh dn héa ~
Ung xir '

Hé théng quan tri / Phuong tién f Cong cu

Sir ménh/ tdm nhin




CO CAU TO CHUC PHUC VU CHIEN LUOC

ygnhansu.net.vn

CO CAU TO CHUC PHU HOP VOl CHIEN LUOC

Nguyen Hing Cudmg | blognhansu net va | kinhcan24
Chién lwoc kinh doanh
Chi phi thap Khac biét hoa Trong Tam

Co cau td chirc phirc
tap hon so véi cor cAu
cla chi phi thap thurérng
la: Theo ma tran hoac

theo cor cau td chirc

theo san pham hoac
co cAu td chire theo
vung dia ly

Co céu td chirc cla
DN phai it tén kém va
dd linh hoat, thuweéng thi
co cAu t6 chire 1a theo
kiéu chirc ndng

Hinh thirc cor cau don
gian nhat thuwrérng 1a: to
chirc theo kiéu chirc
nang hodc co cau td
chirc theo san pham

Hinh thirc
danh gia/ |Kiém soét theo san
kiém soat  |lrong (Chi s6 - KPI san
két qua pham)

cdng viéc

Thwérng ap dung kiém  [Thuwéeng ap dung kiém
soat hanh viva kiém  |soat hanh vi va kiém
soat cac nhom ca nhan [soat cac nhdm ca nhan
(Chi s6 - KPl hanh vi)  |(Chi 56 - KPI hanh vi)
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CAC LOAI MO HINH CO CAU TO CHU'C

MO HINH CO
CAU QUAN LY
PHI TAP
TRUNG

MO HINH CO’
CAU KHONG
CHi HUY

Co
ldnh
dao/
quan

ly/

chi
huy

Khéng
lanh
dao/
quan
ly/ chi
huy

¢

MO HINH CO’
CAU QUAN LY
TAP TRUNG/
PHAN QUYEN

MO HINH CO’
CAU cO CHi
HUY




MO HINH CO’ CAU QUAN LY PHI TAP TRUNG

ygnhansu.net.vn

M6 hinh quan ly phi tap trung (Holacratic Organizations) c6 thé coi 1a mét md hinh ly
twdng cia moi doanh nghiép hién dai vi né dé cao kha nang va nang lwc cua nhan vién
trong cbéng viéc.

Quan ly phi tap trung ho tro’ tw chi triét d&. Méi nhan vién trong doanh nghiép 1a mét
nguwoi “sép” tw quan ly céng viéc cua chinh minh.
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MO HINH CO’ CAU QUAN LY PHI TAP TRUNG

Khéng tuan tha cac chinh sach thong nhat:
Theo quan ly phi tap trung, doanh nghiép kho
c6 thé tuan theo cac chinh sach thdng nhat va
quy trinh chuan. M&i nguw®i quan ly sé lam viéc
va dong khung chinh sach theo tai nang cua
minh.

Yéu cau nhan vién cé trinh dé: Quan ly phi
tap trung tré nén vé dung khi khéng c6 nhan
vién cap dwai thiéu trinh do va nang lwc, diéu
nay sé& gay ton that Ién cho tdng thé doanh
nghiép khi ho pham sai lam

Ganh nang tai chinh: Quan ly phi tap
trung doi hdi viéc sir dung nhan vién dwgc
dao tao dé chap nhan thdm quyén, né lién
quan dén ganh nang tai chinh nhiéu hon
va mot doanh nghiép nhd khéng thé dd
kha nang dé bd nhiém cac chuyén gia
trong cac linh vwc khac nhau

Xung dot: Quan ly phi tap trung gay ap
lwc nhiéu hon cho ngudi dirng dau bd
phan dé nhan ra Igi nhuan bang bat cr
gia nao. Thong thuwdng trong viéc dap
(rng cac ké hoach loi nhuan méi cla ho
mang lai xung dét gilra cac nha quan ly.




CAC LOAI CO' CAU TO CHU'C €O CHi HUY

ygnhansu.net.vn

Co cau nam ngang (théng nhét ra quyét dinh —
moét 1 I&p quan ly)

y Ccy‘céu theo trwc tuyén (thdng nhat chi huy —
/_\\ ......................... ( nhiéu I&p quan ly)

ﬁ ~ > Co cau theo chirc ndng (mot nhan vién tat ca
"""""""""" ® chi huy)

Co cau theo ma tran (mot nhan vién mét sb chi

Q huy)

) Co clu theo trwc tuyén — chirc néng




CAC LOAI CcO’ CAU TO CHU’C CO CHI HUY |
TRU’C TUYEN - MOT CHI HUY

ygnhansu.net.vn

A A o .
So do co cau nam ngang So dé co ciu theo truc tuyé‘n

Treong van Noudi linh dao
phong luat |
J J
Ngudi linh dao tuyén 1 Ngudi linh dao tuyén 2
Cac doi twong quan 1y Cac doi tuong quan 1y
Luéat sur Luat sw Luit sw (Ngudn: Gido trinh phan tich lao déng xd héi— trang 33)
Co cau nam ngang (thdng nhét ra quyét Co céau theo trwe tuyén (thdng nhat chi
dinh) huy)
la loai co' cau chi c6 mét vai cap quéan ly Pay 1a mé hinh don gidn nhat, mdi quan
va hwéng téi mét nén quan ly phi tap hé chu yéu thiét 1ap theo chiéu doc, co
trung. Moi nhan vién cua t6 chirc déu cap trén va cap duoi.

dwoc khuyén khich tham gia vao qué trinh
ra quyét dinh

Blog Quan tri Nha su




ygnhansu.net.vn

CAC LOAI CcO’ CAU TO CHU’C CO CHI HUY |
TRU’C TUYEN - MOT CHI HUY

So dd co cdu hinh thdp

J J

Thit truéng Thit trwéng

| |
I

| Téng cuc trdng ” Téng cuc trudng | | Tong cyc trréng ” Téng cuc tredng |

| Cuc trudng | | Cuc truong | | Cuc trudng | | Cuc truong |
| Truong chicuc ” Truong chicuc | | Trwong chi cuc ” Truéng chi cuc |
| Doitrwong | [ Doitruomg | | Doitruong | | Doitruomg |

So db co cdutheo trie tupén — tham muru

Ngudi lanh dao
v
y y l

Tham muu 1 Tham rmwu 2 Thatn muu 3

| !

Ngutvi lanh dao trye tuyén 1 Nguoi lanh dao trye tuyén 2

v y | l

Tham muu 1 Tham muu 2 Tham muu 1 Tham muu 2

[ Nhanvien || Nhanvien || Nhanvien || Nhanvien || Nhanvien || Nhanvien

Co cau to chirc hinh thap (thong
nhat chi huy)

La loai co cau cé rat nhiéu cap
bac quan ly. N6 thwdng sir dung
phwong thirc quan ly trén — dwoi
hay ra lénh — kiém tra, trong do
cac nha quan ly ra cac ménh Iénh
hanh chinh va kiém soat gat gao
viéc thwc hién ménh Iénh

Cdc d6i trong quan Iy Cac d6i trong quan 1y

(Nguédn: Gido trinh phdn tich lao déng xa héi — trang 36)

Co céau truc tuyén — tham muu

Puwoc mét phdng theo mé hinh co cau
theo trwc tuyén, tuy nhién sé cé thém
bd phan tham muwu giup ngwdi lanh dao
ra quyét dinh, bd phant ham muwu nay
c6 thé 1a mot phong, ban hay mét ca
nhan tuy theo quy mé va muc tiéu cua
td churc.
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CAC LOAI €O’ CAU TO CHU'C €O CHi HUY |
DA CHi HUY

ygnhansu.net.vn

So @6 co cdu theo truc z.s.g'é‘n

CED
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B Ky (if Biim Gt T B RED () Fauin
[ | I | ] thed hing chish Pl
Neguwoi ldnh dao Neguwoi ldnh dao Neudi 1dnh dao
chizc ndng A chizc ndng B chiec ning B U':', o
LA — s oo’ i
CH 5P Whem Sjn Fiim
— B o =) o
Dbi trong quan 1y 1 D6i tugng quéan 1y 2 Doi tugng quén 1y 3
oD 5P
! C ® = UL - ¥ r J
(Ngudn: Gido trinh phdn tich lao déng xd héi — trang 34) r T : »
Co cau theo chirc nang (mét nhan L") —e 5 3 5 =

vién tat ca chi huy) .
Co cau theo ma tran (m6t nhan

Nh&rng hoat dong c6 méi quan hé twong vién mét so chi huy)
dong sé dwgc hgp vao mét bd phan, theo
dé hinh thanh nén nhirng nguwdi lanh dao

AN A \ Nhan vién sé c6 1 quan ly co dinh
dwoc chuyén mén hoéa, chi dam nhan thyc an vien sé co 1 quan ly co di

hién mot hodc mét s chirc nangtnhat dinh. (nganh doc - triec tuyen, tuyen
Céac bd phan trong td chirc chju sy quan Iy nhlen nhan vién cling co6 thém 1
cla thd trwdng va mdi lién hé gitra cac bd sO quan ly theo dw an (nganh
phan trong t6 chirc rat 1a phirc tap. ngang)
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CAC LOAI co CAU TO CHUC CO CHI HUY | HON
HOP TREN 1 CHI HUY - DU'G1 DA CHI HUY

ygnhansu.net.vn

Pay 1a kiéu hén hop cla hai

Ngudi linh dao cép 1 co cau tryc tuyén va co cau
| chirc nang.
k' \l/ ki
Nguoi lanh dao Nguot ldnh dao Nguoi lanh dao
chirc nang A chirc nang B chirc nang C

Dac diém co ban la van ton tai
cac bo phan chirc nang nhuwng
chi don thuan vé chuyén mén,

Ngudi linh dao cap 2

bl

khéng cé quyén chi dao cac
Nguoi lanh dao Newoi lanh dao Ngwoi lanh dao d i t t £ NhQ
chirc ndng A chitc ning B chitc niang C on ‘V.! IUJC uyen. U’ﬂ/\g i
nguwoi lanh dao trwc tuyén chiu
trach nhiém vé két qua hoat
N dong va duwoc quyen quyét
Doi trong quan ¥ 1 Doi trong quan 1y 2 Doi trong quan ¥ 3 dinh trong don vi minh phU
(Ngudn: Gido trinh phdn tich lao déng xd héi — trang 35) trach.
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NEU CAC CO CAU TREN CO
THEM NGUOl/ BO PHAN HO
TRO/ THAM MUU/ TU VAN THI
CO CAU SE + THAM MUU.

Vi DU: MA TRAN - THAM MUU




CAC BU'OC
XAC DINH
CO CAU
TO CHU'C




CACH LAM PHO BIEN:
SU’ DUNG THAM CHIEU
CUA NGANH ROI AP VAO
TO CHU'C




CACH LAM PHO BIEN

ygnhansu.net.vn

#@iChao a,c hién cty e dang md rong nha xudng ,
sép yc tham khdo 1 s6 cd cau td chic dé xay dung
md hinh. Nhung e |&n mang tim thi s db t6 chtic
rat it cé, hodc k day dd. A,c nao cé hd trg gilp e
v6i a, cdm on rat nhiéu

Hinh so do bén dudi e lam nhung sép van k chiu .
Sép yéu cau can cé day du tir cap phan xudng tré
xudng ( vi du Quan déc -> T6 trudng -> cdng

N
nhan )
At Hoi déng thanh vién
Ban kiém soatcongty  --------i Ban kiém soat cong ty
Vén phon ddng thanh vién
Ban thu ky - Tro Iy Phidng Hik dong
VP Céng doan

Phé Giam Béc Phé Giam Déc Phé Gidam Déc Phé Giam Déc
Phy trach dau tw
An toan vé sinh lao ddng

Phy trach Tiéu thy
Thi trwémg

Phy trach Lao dong Phy trach k§ thudt
Tién hrong, Phap ché, Dot séng san xuat
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CAC BUOC XAC PINH CO CAU TO
ygnhansu.net.vn C H U,C

BUOC 1-LAM RO VA PHAN TiCH CHIEN LUOC KINH DOANH
VA BINH HUONG CHIEN LUPOC KINH DOANH

BUOC 2 - XAC BINH DU OC CHUOI GIA TRI, DONG CHAY KINH
DOANH CUA DN

BUOC 3 - XAC BINH SO DO TO CHUC DOANH NGHIEP

BUOC 4 — UOC TiNH TINH BIEN
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BU'OC 1 - LAM RO VA PHAN
TICH CHIEN LU'OC KINH DOANH
VA PINH HUONG CHIEN LU'OC

KINH DOANH




NOI DUNG CHIEN LU'OC KINH DOANH
TRONG THUO'NG MAI DIEN TU

ygnhansu.net.vn

M@ét ban chién luroc kinh doanh trong thuwong mai
dién tu co:

- Phan tich SWOT
- Phurong an chién luoc tong thé

Chién lwoc toan cong ty CL cap DN

v W

Chién lroc cho il CL cép cor
riéng SBU3 sé

|

Chién lrc  Chién lwoc San  Chién lroc  Chién lroc Tai
Marketing Xuat Nhan st Chinh
blognhansu_net.vn

- Chién lwgc SBU:

+ Chién lugc nghién ctu sdn phadm - Chién lwgrc chire néng:
+ Chién lugc thuvong hiéu + Chién luoc cong nghé
+ Chién lvoc thj trwong + Chién lvgc san xuat
+ Chién lugc canh tranh + Chién luogc nhan su

+ Chién lwoc van hanh
+ Chién luoc cung trng




ygnhansu.net.vn

BAN PO CHIEN LUQC 2021

Lién tuc cii tién chat hwong v t2, mang lai su an toan cho ngwdi c6 bénh, trién khai cic du in nghién ciru khoa

Neuvén Himg Cuimg | kinhcan24 | Blognhansu. net. vn

S 100% hoc, tim ra ciac phuvong phip chita bénh madi
—ir-
Tang do higu dyng coa Kiém soat chi phi Dim bio hoa vén
fal san cong ty
. "
Vién canh 219% bam bao doanh thu,
Gia téng ban the Duy tii khim va chita |
(upsale) i )
= i - _ ang curong Loy

e PharTin déi tic onilisle phi cie kénh ms
Vién canh bénh vicn / \_ x3héi
khich hang 7 - R A2 | A

£ ; Gia ting do hai lorg |~ | Tang cuang SEO va
cia khach hang bdo ‘chi
_ Xav dung quy trinh Nang cao uy|tin hgp | }«qﬁi‘l} ao chit lugng T6i wu hoa ml;rih}V
Vién cinh dam bao chat lwong, tic va san phamr— B hﬂﬂu\ dong—
quy trinh, | 20% T~ e N~
ndi b Gia ting cagAfoat dong| | Gia ting cam ¥t Vi __—{Pay manh xay dung va|
hop tac 6 chuyén gia | <—|-ddi ngd BS hang &u | <~ trien khai quy trinh noi
Vién cinh 13% Gia ting\ning Iwc quan|~ | Ting cudng ning hfc Ting cudng ning luyc Gia ting ning hue
hoc héi ” upsale cho bagAT sale ddi tac chuyén mén

Marketing




BU'OC 2 - SAU KHI LAM RO
CHIEN LU'OC, CAN XAC PINH
PU'OC CHUOI GIA TR,
DONG CHAY KINH DOANH
CUA DN




CHUOI GIA TRI

ygnhansu.net.vn

Cac hoat déng chinh:

Hau can San xuat Hau can Marketing | Dich vu sau
hwéng vao hwéng ra va ban ban hang
hang

Céac hoat déng ho tro:

Xay dungco sé hatang  Hé thdng thong tin
Quan ly ngudn nhan lwc  Phat trién cdng nghé




-ﬁ""’f

XAC DINH TEN BO PHAN THONG QUA CHUOQI GIA TRI

_‘ﬁguj'_ﬁ-f:f Himg Cuwdmg | Blognhomsuvigtvn | kinhoand
CAC HOAT DONG CHINH
Dau vao Van hanh Paura |TEN-BQ PHAN
: : HO TRO
: Kham bénh Bigu tri :
CHUOI GIA TRI b | e : i | chamss
Sy o T AT T T - " = LTIt TR -
bénh nhan Hiem Hiém sau ban
Nam hoc ~ Nam hoc _
mudn mudn
Quan I dong tién Ké toan
Tai chi _ Qua.ﬂ 11r qu1, Ké toan
Lap bao cao ta
chinh Ké toan
Enra don bénh nhan
va ngwdi nha HCNS
Bao vé an ninh HCNS
Co 56 vt | Bao tr trang thist bi Ky thuat
chat Don dep vé sinh HCNS
Mua =i thié
-L'I.E-SE.TTI. mwang =11 BGE
b1, céng cu dung cu
Hiu can in udng HCNS
Quan Iy théng tin CNTT
CAC |[Céngznshé| Duy tricéc phan
HOAT mém CNTT
PONG Lén chién lroc va ke z z
HO TRQ Ké hoach téng |

hoach




BU'OC 3 - XAC DINH SO PO
TO CHUC DOANH NGHIEP




SO PO TO CHU'C

ygnhansu.net.vn

& . So d6 t6 chirc 1a ban
' do sap xép cac to
chirc dé giup to
‘ chire van hanh phu
‘ - “° " hop vdi dinh huwong

: co cau td chire

Blog Quin tri Nha su
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MG HINH 1: VAN HANH PHU THUGC

Cae cbng fy con chi la mit ban

Chién luoc van hanh thuong cé
2 loai: doc lap hoac phu thudc.

ANKO GROUF
—

Lanh dao
Ban
Tai C hih - Ké
Phang
Ba phan
Hhom

v b
Brand MKT Trade MKT He th{‘:ng PP
|

BCEE



NGUYEN TAC XAC DINH
SO’ DO TO CHUC

ygnhansu.net.vn

- PHAN LOP (TAM HAN QUAN LY): 7 - 1 BE
XAC DPINH SO PHONG BAN

- THONG NHAT: HQP LOGIC, PHU HOP
CHIEN LUOC

- TOI UU: PHU HOP DINH BIEN VA NGUYEN
TAC PHAN LOP

- TINH HIEU QUA: THY'C HIEN BUQC MUC
TIEU VO'I CHI PHI NHO NHAT

Blog Quan tri Nha su




BU'OC 4 — UOC TINH
PINH BIEN NHAN SU’
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UOC TINH PINH BIEN NHAN SU

KC24
Thoi dIEM: ...
STT PHONGBAN VITRI |PINHBIEN HIEN CO| THUA | THIEU |GHI CHU|KY XAC NHAN

1 Quan 1y 0 0
Phung s [(Nhan vién 1 1
Partime 1 1
Quan 1y 0 0
Cham soc |(Nhan vién 1 1
Partime 1 1
Quan Iy 0 0

Xay dung |Nhan vién 3 2 1
Partime 3 3
Duy tri 0 0
BGD 1 1

TONG CONG 11 10
TRUGNG BAN NHAN SU

Blog Quan tri Nha su




BAI TAP TINH HUONG

ygnhansu.net.vn

Nha khach TW Tuan Chau Ia mét khach san do nha nwéc quan ly. Nha khach cii 1a 1 khach
san co 44 phong, 1 nha an v&i stre chira 200 chd. Tuy nhién do nhu cdu mé réng kinh doanh
nén khach san cii nay bi dap di, chi gil lai 2 toa nha vo&i téng 26 phong va xay thém 1 khach
san m&i gébm 7 tang v&i 100 phong nghi, 1 hdi trwdng c6 stre chira 500 ngwdi lam nha an, 1 bé
boi, 1 khu tap thé hinh, 1 khu spa.

Biét khach san cii c6 30 nhan vién gom 1 GB, 1 PGD, 2 ké toan, 3 1€ tan, 11 nhan vién nha an
(5 nhan vién bép, 6 nhan vién ban), 7 nhan vién budng , 6 nhan vién bao vé va 2 nhan vién vé
sinh.

Ban GD nha khach dang bc‘gi rdi vi thang 9 nay khach san mai di vao van hanh ma hién tai nha
khach dang chwa biét co ciu lai té chirc ctia khach san nhw thé nao.

1 nhan vién budng phu trach 10 buéng/ca 8 tiéng
1 nhan vién nha an phu trach 24 khach/ bira an

Ban hay giup ban GbD:

1. Cé can co ciu td chirc lai co cau td chirc clia khach san mai?
2. Ks can tuyén thém bao nhiéu ngwdi? O nhirng vi tri cu thé nao?
3. Dé xuat phwong an dé ks cé di nhan lwc 1am viéc trong thang 9




CHIEN LUOC NHAN SU’ - TUY CHINH

Tiep theo trong viéc
xac dinh chién lwoc
nhan sw la xac dinh
chién lwoc tirng
module
Tuyén — Day — DUng —
Gitr - Thai
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1. TUYEN CHON - TUYEN MO




CHIEN LUQC TUYEN DUNG

ygnhansu.net.vn

Bridge: Luan chuyén,  gyild: B3o tao

. kiém nhiém . ..
Chi phi lvong ' / Borrow: Thué ngoai
./../
/
/ _/”/ Tinh hiém cla
/./ cong viéc (tan

I
i
|
Cao |
|
|
|
|
|

a suat lam it)
7
./.

/
K /
Buy:--4--- >
Tuyén| —  ——— Tinh hiém cla cong viéc (tan suét 1am nhigu)
ngoai
5 Cao D6 khé cong viéc




CHIEN LUQC TUYEN DUNG

ygnhansu.net.vn

Tuyén dung nhan tai ttr bén ngoai —
Buy:

Loi ich:

- Doanh nghiép c6 thé bd sung nhirng kj
nang va kinh nghiém dang thiéu.

- Théi lan gié méi vao doanh nghiép, c6
thé dwa ra dwoc nhiéu khia canh khac va
quan diém ma&i mé.

Nhwoc diém:

- Chi phi ton kém

- Nguwdi méi co thé khdng thich wng dwoc
hodc khong biét gi vé van héa dac trwng
cla doanh nghiép doé.
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CHIEN LUQC TUYEN DUNG

A

{ t i +—1 Q.
. ! - !
= | -
3 |
e n
A & H| e
:
%
, ;

Tuyén dung nhan tai ttr bén
ngoai — Buy:

- Ngan han:

+ Vi tri dé tuyén: Xuc tién quang
ba tuyén dung.

+ vi tri kho tuyén: St dung dich vu
hodc tw “hunt” (thu hut ttr d6i tha
hodc ngudn kho tuyén)

- Dai han:

+ Xay dwng thwong hiéu tuyén
dung.

+ Tao ngudn ng vién bang moi
quan hé va data wng vién.




CHIEN LUQC TUYEN DUNG
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DPao tao phat trién ttr néi bo — Build:

Loi ich:

- [t tbn kém hon so véi viée tuyén dung
thém nhan vién mo&i hay thué chuyén vién
dich vu tr bén ngoai.

- Tao co hdi cho nhan vién duoc thang
tién trong nghé. Bong thdi, tao tac ddéng
tich cwe dén mdi quan hé gitra nhan vién
va doanh nghiép.

- Nhan vién sé phu hop voi van hda vi da
gan bo tw truwde

Nhuwoc diém:

- Sé ton thoi gian va thwe hién lau dai, doi
khi két qua nhan dwgc khéng nhy mong
doi.




CHIEN LUQC TUYEN DUNG

ygnhansu.net.vn

Thué ngoai nhan sw - Borrow:

Loi ich:

- Cac nguon lwc dwoc str dung hop ly

- St dung dé thu hat chuyén gia.

- Gilr dwgrc hoa khi gitra nguwdi mai va cd.
- Doanh nghiép luén c6 nhirng nguw¢i lanh
nghé, kinh nghiém da dang va san sang
lam viéc khi dwoc yéu cau

Nhuwoc diém:
- Ton kém kinh phi.
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CHIEN LUQC TUYEN DUNG

Diéu chuyén, kiém nhiém ndi bd -
Bridge:

Loi ich:

- [t ton kém

- Nhanh.

- Nhan vién sé phu hop v&i van hoa vi da
gan bé tw trwéce

Nhwoc diém: ,
- Nhan vién co thé sé phan rng




2. DAO TAO — PHAT TRIEN




Chién lwoc cao nhat
cua dao tao la
Quan tri tri thirc




CHIEN LUOC PAO TAO — QUAN TRI TRI THU'C

ygnhansu.net.vn

Quan trj tri thire 1a tat ca cac hoat dong dé quan ly, kiém
soat, danh gia lwu tri ... tri thiee (kinh nghiém, kién thirc,
k§ nang), chuyén hda céc tri thire an ( tri thire, kinh
nghiém cua tirng ca nhan ) thanh tri thtre hién ( tri thire
tap thé, sach v& ... ) va nguwoec lai bién tri thiec hién thanh
tri thiec an.

°

INFORMATION

& & M4 PROCESS
S e
"':::::‘.: %

Y
@ =\
INSIGHTS pj

N
ADVICE

- S H
(.- L= e
rEcm«oLorX'\%:\. IMPROVEMENT

PEOPLE

Blog Quan tri Nha su



& CHIEN LU'OC DAO TAO — QUAN TRI TRI THU'C

Qua trinh bién déi tri thirc

ﬁTTﬁn TT an ﬂ

_ Xa hoi hoa Ngoai hoa E_
e Thdu cam Dién gidi ré o
-

Ic_% Noi nhap K&t hop

- Nhép tém NG két

L uoly 11

TT hién TT hién

Ngudn: The knowledge creating company, |. Nonaka and H. Takeuchi




CHIEN LUOC PAO TAO — QUAN TRI TRI THU'C

Pé phong rui ro
mat ngudi trong
Nhan su




CHIEN LUOC PAO TAO — QUAN TRI TRI THU'C

ygnhansu.net.vn

Bién t6 chirc thanh truwdong tén do
ca nhan, nhdm va té chirc tro nén

Tw lwc tot hon
Chu dong hon
Ho'p tac tot hon

Dot pha manh hon

Blog Quan tri Nha su



Chiéen lwoc dao tao
thap hon la
Quan tri nang lwc
(Ia mét phan cua
quan tri tri thuec)
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QUAN TRI NANG LUC LA CONG CU

PHAT TRIEN TO CHUC

PINH NGHIA PHAT TRIEN TO CHUC

Phét trién Té chic la mot (g dung
kién thire khoa hoc hanh vi toan hé
théng dé cai thién va tang cuong c6
ké hoach céac chién Iuoe, co cdu va
tién trinh dé dan dén hiéu qua cla
t6 chirc.

Phét trién t6 chic la mot qua trinh
thay doi hé théng c6 ké hoach véi
né luc khién té chire hoat déng hiéu
qua hon dé dat duoc muc tiéu frong
ngan va dai han.

(French,Bell, and Zawacki, 1989)

(Cummings & Worley, 1997)

Phat-trién - t6 - chirc 1 s
THAY POl ¢c6 HE THONG
va c6 KE HOACH khién té
chirc hoat dong HIEU QUA
ho’n d’e dat dwoc muc tiéu

Phét trién té chic la mét qué trinh
thay déi, mét chién luoc gido duc
phuc tap co xu huong lam thay dbi
niém tin, thai d, tiéu chuan va két
CEUfﬂﬁ_fﬂ_w thich ”Hur fﬁf
hon véi ebng nghé, thi trudng, thach
thic méi va tée dé thay déi chong

R

— mdt cla té chirc. [ —
(Bennis, 1969) |
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Tai sao can Phat trién t6 chirc?

CHU 1™
PONG -, X Bl DONG
. , — e 3 ; R
Thay dbi hay la mat co héi? il Thay d6i hay la chét?
» Cap d6 t6 chirc: Gilr thé cén R 4 L J « Canh tranh sinh ton;
bang va phat trién bén virng; S L ) . Dbi phé voi sy cb phat
» Cap d6 ca nhan: Tao ra co ¥ sinh.
hdéi dé lam phong phu con
dwong sy nghiép va cudc
song. il - }
&
- a [ 4 Q
! \.-\ ':;\ L ; ’/\/

1 ';‘ 2 Lo
- >
- - o’




Quan tri nang luc
giup tao ra lo trinh
nghé nghiép
cho nhan viéen
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CHIEN LU'QC DAO TAO - LO TRINH NGHE NGHIEP

LO chinh sach d3i ngd
. danhchocénbd
TRINH CHE > 5 »
= , quanly Treong phong / Quan
CONG doc / Giam déc
DANH =
TRONG Bac1-16
CONG
TY NHA Phé phong / phé quan déc / -
NUGC phé gidm déc /‘ b1
©eléncanbo - loat cac
l3i c6 b tiéu — B&C]: = 6 tiéuchi
chi khac | chicinqua | ~— N
/! dugcbotiu |
S Ee® | Chuyén vién cao cdp
Péléncip R T |
thiphiidat— Bac1-16 Yy SU€ao Cap
yeéu cauva =
qEassthach Bac1-16 Chuyén vién chinh
‘ g Ky su chinh Chin sach dao tao,
\- Chuyén vién chinh sach d3i ngd
o~ danh chochuyén gia
Bic1-16 Ky sur
' - K Chuyén vién / ky su /
C?n SU’A N Chuongtrinh Quan
Ky thuat vién trividn tip su, t3i Kinhcan24’s Blog

Cénbd
Chin sach dao tao, Z o . s ~
' Pho tong Giam doéc

nangtraé biognhansu.net

Blog Quan tri Nha su




LO TRINH NGHE NGHIEP

ygnhansu.net.vn

LO TRINH PHAT TRIEN CUA VI TRI XAY DUNG CONG DPONG TAI KC24

CEO 3
Léanh dao [
cong dong Vice President (PGB) >
Lanh dao ]~ [
Gidm dbc CMO level 1 =~ CMO level 2
) XD cong [ 2
dong
! Tl'iIb‘llg — Marketing Manager leve 1 — - Marketing Manager leve 2~ Marketing Manager le
: phong Xd [ _
i cong dong :
- Quanly M
] a
' Truong Quan 1y SEO level 1 . QuinlySEOlevel2 - Quinly$
; nhom Xd ¥ > Y - v
cong dong . : | = . . . .
] Admin Community level 1 = Admin Community level 2 —— Admin Community level 3
Vv , Chuyén . Chuyén
Tro 1y tu Chuy L=
KOL (T ey gia dao - YEL gia fie van
5 = van (Tu s gia tw van 2
van level 5 tao (Tw 5 cao cap
~ van level = (Tw van :
1) 2) van level level 4) (Tur van
3) ‘ level 5)
' | Nhén vién <
5 < A
l 4 ——= Social level 1 ——— Supervisor (Social level 2
i #M
: Xay dung [ . ) ..
:] T ‘ > Performance level 1= > Digital (Performance level 2
. W r
} V.. Contentlevel | -SEO (content level 2) = AIO (t0i vu Al - content level 3)
J
) >
Fresher Tunior Executive Professional Sup Professional
! Level 1 Level 2 Level 3 Level 4 Level 5
5
4 » ¥ | Sodotochuc ~XDCD | Lo trinh phat trien JKNIRUSGRENY 2 TUGemNEy 4]

Blog Quan tri Nha su




Chiéen lwoc dao tao
thap hon 1a
cac chién thuat dao tao
gan véi ttPtng nhom
nhan vién




CHIEN LU'QC DAO TAO GAN VO1 NHAN VIEN

ygnhansu.net.vn

Hiéu suat Tiém nang cao: Can bo ch chét,
) nguon lwc 1anh dao ké thwa.

Tiém nang: Can bd ngudn

i “ o
i /x /\1 Tiém nang trung
! binh: Dau tu

dao tao
Tiém nang: Can bd ngudn
Gan két vdi to
Cao churc
Tia Tiém nang trung
|f:m TB binh: Dao tao
nang . L
w van hoa
thap: —/— |©
Khéng \ =
gao  1hap
tao
Thap B Cao Nang luc

Blog Quan tri Nha su




CHIEN LU'QC DAO TAO GAN VO1 NHAN VIEN

ygnhansu.net.vn

Hiéu suat (Két qua coéng viéc dat dworc):

- Hiéu suat cdng viéc thap: nhan vién khéng phu hop véi yéu cau cong viéc va khong dat
chi tiéu ca nhan.

- Hiéu suét cong viéc trung binh: nhan vién dap rng v&i mot phan cong viéc va chi tiéu ca
nhan

- Hiéu suét cdng viéc cao: nhan vién dap &ng tat ca yéu cau clia cdng viéc va chi tiéu ca
nhan

Nang lwc (La cac thuéc tinh bén trong con nguwi glup hoan thanh céng V|ec)

- Nang Iwc thap: Nang lwc ca nhan khéng dap ng yéu cau coéng viéc hodc thiéu déng
lwe trong cong viéc.

- Nang Iwc trung binh: Nang lwc dap rng chuy&n mén can dwoc bdi duwéng thém

- N&ng Iwc cao: Nang lwc tét ngoai sy mong doi clia céng ty vé vi tri cdng viéc, trach
nhiém, sw nhiét tinh ctia ho va luén san sang cho mdt vi tri cao hon

Gan két véi té chire (Sw san sang tham gia vao cac cong viéc chung va th&i gian
gan bé vé&i té chirc):

- Gan két thap: Khéng hodc it tham gia v&i céng viéc chung cda té chirc, thdi gian gan bo
it.

- Gan két trung binh: C6 than gia v&i céng viéc chung cda té chirc nhwng & murc vira
phai.

- Gan két cao: Luén va sdn sang thamg ia véi cac cong viéc chung.




CHIEN LU'Q'C DAO TAO - CAN BO KE THUA,
CAN BO NGUON, KE CAN

ygnhansu.net.vn

Chuio’ng trinh, chl'nh séch can bd
nguodn, can bd ké can, ké thwra la
1 doan trong 16 trinh c6ng danh.

Blog Quan tri Nha su
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3. QUAN LY THUC HIEN CONG VIEC
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TO CHUC

CHIEN LUOC LANH DAO THEO TINH HUONG

MOI QUAN HE GIUA KFT QUA CONG VIEC VOI CACH THU'C LANH PAO VOI BOI CANH CUA PON VI

Blognhansw.net.yn

Ennh hirens cong viée (Lénh dao Bgc dodn )

Thanh tich
K#ét qui cing viéc cia td chirc Dinh hudng quan he (Linh dao Dén cha)
A\ Phwong dn linh
Tét dzo nén ding
) Y T~ 7 v
Ngwdi linh dao phai thay dai \ ¥
phwong an linh dao theo T i | . J r
tieng tinh hutng d& dwa Kq Kq cv di xudng N
Céng viéc di 1én % —1 Kq v di 1én
g vie . /
Trung binh ——— o
Kq cv di lén I P.an ld trung dung
\ d :
\ F Lg cv di xudng
/
Kém / | Y [ \—>
Thudn lot Trung binh Bat loi }
. Tinh hud
Loai I I 1] v v VI VIE VI R
Bii canh
Quan hé I3nh dao- | Tot Tot Tot Tot Kém Kém Kéem Keém
thanh vién
Ciu tric cong vic Cao Cao Thip Thip Cao Cao Thap Thip
Quyén hec vi tri Man Yéu Man Yéu Man Yéu Man  Yéu
h h h n

Blog Quan tri Nha su




CHIEN LUOC LANH DAO THEO TINH HUONG

ygnhansu.net.vn

TO CHUC

GIAI PHAP DE DAT KET QUA CONG VIEC TOT

Fhong

Quyén Mor quan
N hé gilra
lrc cuawvi| Cautrac | .
. . .| lanh dao
tri lanh [ cdng viéc . .
va nhan
dao .
Vién
I - . T
v Chat ché T
I T
Khdng
Y chat ché T
I X
Chat ché
Y X
M Khdng X
chat ché
Y X

Phong cach | cach lanh| [ €N
N X viec sé dat
lanh dao dao can droe néu
thirc té  |diéu chinh| L3 .

. ..| diéu chinh
hurdrng tévi
DC DD  |Tét
DC DD  |Tét
DC DD  |Tét
;. |B)Mlén hoac
DC ket s
DC hop DD haD ché di
xudng
DD hoac DG |Tét
chuwa co
DD hodc | DC két E' 'E”hhfg.“
chira co hop DD E.l[j chedl
xudng
DD hodc | DC két E“ 'E”hhfg.“
chira co hop DD E.l[j chedl
xudng
DD hoac
chira cd oD Tét

DC: Dan chu - dinh
hw&ng con ngudi,
mdi quan hé

DD: Bbéc doan - dinh
hw&ng cong viéc,
nhiém vu

M: Manh

Y: Yéu

T: Tét

X: Xau



CHIEN LUOC LANH PAO THEO NHAN VIEN
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MO HINH LANH BDAO THEO NHAN VIEN

e ) . . . blognhansu.net.vn
Boi twong 3: Giao viecdung so

truéng, rang budc bang van ban Boi tgng2: kem cap khuyén

- khich, 1 sd viécdé tw giai quyét
Cao
M ¥c Puéng huwdng din cach
dd ho = quanly nhanviénlam
tro viéc
cong
vige Bai twreng 1: Chi dao
- " trectiép

Poi twong 4:
“ B . £
Dung bangcach —

(y quy@n, giao 1 Thﬁp Murc do chi dao cong

phanviéc viéc
Trinh do
Ky nang
%ahf;f o Mudn 13m

Mirc dd triegngthanh va su
san sangclda nhanvién
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Cung voi
chien lwoc lanh dao
la chién lwoc hiéu suat




CHIEN LU'OC HIEU SUAT LA TAP HOP
CACY TUONG, DINH HUONG DE
QUAN TRI HIEU QUA CHIEN LU'OC VA
HIEU SUAT CONG VIEC




U’NG DUNG QUAN TRI
CHIEN LU'OC VA HIEU SUAT
THEO MO HINH BSCvsKPI




QUAN TRI CHIEN LUOC THEO MO
HINH BSC LA AP DUNG QUAN DIEM
CAN BANG 4 KHiA CANH DE:

1. THIET LAP BAN PO CHIEN LUQC
2. TRIEN KHAI CAC CONG CU THEO
DOI THU'C THI CHIEN LUOC VA HIEU
SUAT (BSC - KPI)
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VD: THE BIEM VO CAC THU'GC DO MYC TIEU CHIEN
LU'QC TREN 4 VIEN CANH CUA CONG TY

" (= L | C r % m | I J ™ X wi N (¥ r
BANG GIAO MUC TIEU HOAT PONG TOAN CONG TY NAM 2017
(Ban hanh theo quyét dinh s6 01/ HDQT ngay 31/ 12 /2016
" T z KPI ) i Ci a Phin bb muc ticu Cong ty cho cac Don vi theo
Vién cinh| K¥ . TORESY | Thuéc do, Tan suit ONE U0 | Chidao chitc ning, nhiém vu ciia Don vi
Stt G Muc tiéu G . R : leomg/Nguon > : . . -
BSC  |hiéu : .| Than |[donvitinh|  Tham Chi | kiém soat Sizdiher thec hién | Phong |Phéng Sin| Phong
; Nhém , = i chéng minh " |Phong KD : g s
h chiéu tiéu Marketing| Pham Nhin sw
) Hing thing [Bdo cdo kinh doanh | BGD C T H
1 | 75 chion | F! [Tons thu ahdp Tridu : Hang thing |Bao cdo kinh doanh | BGD C T H
Hing thing |Bdo cdo kinh doanh | BGD C T H
F2 |Ting loi nhuin Tridu 1 Nitanim |Bao cdo tai chinh BGD C T =
2o g 23 6 2 thing  |Bdo cdo khoa hoc BGD C
C1 |Mé 1ép Offline Hoc vié : ~
gy e 5 Jthing |Bdociokhoahoc | BGD C
Khich o ca 3
I mz _ 4 2 thing B.a"f;f’ hoat 4008 | pgp C
5 | 2 |Té chixe Offline Hoat déng °B°.‘“ _°“If =
2 | Hingquy [ 0 ¢ | BGD C
=17 |cong dong
.| P1 |Xuit bin sich quyén 2| i [ ooxnhoed | b c
m Hoat dong = du an xuit ban sach
: trinh 30 this e
Quy 2 ann thién thir vién b 0 Nita gim Bao. cdo k& hoach BGD c
iStartup du an iStartup
Jv [ Doehot: || | Hhog cistog afop hoc ngudi 1 Niranim |Bio cdo nhin sir BGD T C
Phit trién marketing 3
Tong 100%
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Vi DU THE KPI VI TRi
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L AU LTACIL LT GIOTULY, L (LRI B LT L8P Vel QUTIE CLEY [l GUTIR ), 10 WP LTS

K¥ hiéu Trong sb KPI nim Thuéc ;E
Stt| Nho |Thanh Mouc tigu . | Thanh Tigu chi/ tén KPI Tham - .. |do, dom vi e
. Nhe x . . |Chi ti . kiem
- n- ]]lli - - - ]]I].E - *| chii ™ - tinh = s -

L14 | L141 |Tong =0 budi dio tao nid bd 10% | 100,0%: | Tong =6 budi dao tao ndi bo cia phong QC 120 budi Thang
— | MI11 |Nhin hing héa tir kho ban 20% 70% |56 heeng sin phim' ngay 125000 | san phim | Thang
M13 |thinh phim 30% |50 hrene maw' ngay 5 8 mau Thang
] h21 30% |Tong sb lin phin log miu 1384 lin Thang
] W23 |,z . . g 10% |Thai gian trung binh/ 1 lin phin logi mau 4 h Thang
| w2 [ ;mﬁ;f;phm loat cHAthONE | y0er, [20% [Ti16 lot Il thne b mén kit tra % | 1 % | Thing
h26 0% |Tong 36 mon duoc kiém tra’ 1 lin 78,9141 | =in phim | Thang
h201 10%: | Tilé 164 trd nhim 1% 1 ¥a Thang
_ | s M31 |Ban giao san phim sau kiém tra 10°% 40% |Tong =0 ho so/ 50 lin kuém tra 5 hd so Thang
M35 |va hau kiém 60%: |56 1oi sin phim khong dat do KC3 (kiém tra xic suit) 0 1od Thang
] L EN . 40% |Tong =5 lin bdo dudneg 12 lin Thang
| M4 | M42 [Quan Iy trang thigt b QC 10% | 30% |50 lin ktra ko dung theo checklist 0 lin Thang

M43 0% |Tong 30 lin bdo tri 2 lin Quy
M35  M351 Hoan nhiém vu cia bd phin 10% | 100% [T+ 12 hodn thinh cong viéc cia bo phin 100 ¥a Thang

Tong 100%%
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4. TRA LUONG - THU NHAP




Chiéen lworc module Giir
la chien lwoc dai ngo
theo mo hinh lwong 3P




w CHIEN LUQC PAI NGO 3P

Chién lwoc dai ngd 3P 1a Y
twdng dinh hwéng vé dai ngd,
cu thé 1a sw két hop cla tat ca
cac phuc lgi, dac quyén, wu dai,
hwéng dan, quy trinh, chwong
trinh va cac loai dai ng6 khac
ma ngwdi st dung lao déng
cung cap cho ngudi lao dong
cua minh, cho phép doanh
nghiép cai thién hiéu qua kinh
doanh va dat dwoc két qua
mong mudn.
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Chién lwoc dai ngd 3P Ié"\y
chinh sach lwong 3P
lam “linh hon"

>

SN




PN  CAU TAO CHINH SACH LUONG 3P
g1l ansu.net.vn

* Tra lwong cho vi tri (ml.rc * Tra lwong cho ning luc * Tra lvong hiéu qua cong
co ban cho ngudi cta nhan sy thuc hién S0 viéc ctia nhan suw thwe hién
nhan cong viéc ¢ thoa man véi mirc nang e yéu cau
Yﬁg cau tuyen dung thap dé thuc hién cong viéc d6
nhat) « Panh gia (bang test va tw + Dwa vao hé théng Muc tiéu

» Gia tri cong viéc cla cac vi Quan ly truc tiép hodc KPI va két qua kinh doanh
tri so sénh twong ddi trong khach hang/nha cung cép) nhan su dat dwoc
nGi bo t6 chire va so véi khung nang luc

yéu cau
+ D8 xuat phan b6 QL: 60% * Dé xuat phan b6 QL: 30% + D& xuét phan bd QL: 10%
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Chinh sdach lwong cii

Lwrong c6 dinh hang
thang dworc nhan:

Chia lam 2 phan

20%

20%

Ngoai Ireng 6 dinh, Sale con
dirorc nhan % Doanh s6

P1

P2

kP | %Doahss |

Phan 1 chinhla Phan 2 13 lrong
P1+ P2 gbpvao hoan thanh chi
s0 cong viec

CHinh sach lwong 3p




5. QUAN HE LAO DONG
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CHIEN LUQC CAT GIAM CHI PHI NHAN SU

Mtrc d6 khing hoang
Ty 1€ chi phi/ doanh thu

Chién lwgc cat giam
tap hop cacy twong,

khiang hoang do chi
phi nhan sy tang cao

chi phi nhan sy la
dinh hudng xr ly
Cao
Sa thai sb Cat gidm
lweng nhan lwong
vién I&n thwdng
Sa thai so Sa thai nhan
lwong nhan vién tam thoi
Vién it Furlough
Thio ( gh)
Théap Cao

Murc d6 dai ngd so vai thi trudng hoac
murc d6 khan hiém nhan luc




ygnhansu.net.vn

CHIEN LUQC CAT GIAM CHI PHI

Cat giam lwong:

M&t phwong an cat giém‘lu’ong thwdng hop ly
phai bat dau tir thwong tang, & vi tri cda CEO
va cac nha lanh dao.

Sau dbéi ngi l1anh dao, cac nha quan ly va nhan
vién sé |a nhan td bj cat gidm tiép theo. DU da
dwoc xoa dju b&i pha “lam gwong” chuan muc
tlr BOD, tuy nhién trong van dé “miéng com
manh 40”, nhan sy van rat dé nay sinh tam ly
d6 ky, thAm chi la kén cwa nhau khi cuing bi
giam trir. D& han ché tam ly nay, hay phan chia
murc cat giam ty 1& thuan theo mirc thu nhap va
vi tri ciia ho.
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CHIEN LUQC CAT GIAM CHI PHI

Estée Lauder, hdng my pham hang dau thé gidi cla
Phap da phat ra thdng bao cat gidm lwong thwéng
trong to chlrc clia minh nhw sau:

- V&i CEO va héi ddng quan tri, mirc cat gidm sé &
ngwdng toi da — cu thé 1a 50%.

- C4c vi tri giam dbc, quan ly va nhan sw cao cap, lan
lwot sé bj cat gidm 30% — 20% — 10%, lwong
thuwong.

- Trong khi dé, nhan sw phd thédng ctia cong ty thi
hoan toan khéng phai chiu bat clr khoan cat giam
nao.
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CHIEN LUQC CAT GIAM CHI PHI
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Sa thai so6 lwong nhan vién I&n: Hay tién hanh trong thoi gian sém nhét cé thé —
nham han ché nhirng tin don, gay &nh hwdng dén tam ly ca nguoi di va ngudi &
trong td chirc. Doanh nghiép ciing can chi ddng hwéng dan cho cac cap quan ly
trwc tiép an Gi, van dong hanh lang trwd'c cho nhirng nhan vién bi sa thai 3 thdong
diép:

- Nhan trach nhiém vé sw sa sut cla céng ty — nhan manh quyét dinh nay hoan toan
khéng lién quan dén hiéu suét l1am viéc cha nhan sw.

- Xin 16i nhan s vi gidi phap bét kha khang nay cta doanh nghiép, tuy nhién phai
khang dinh v&i ho day 1a quyét dinh chinh thirc va khdng thé rat lai bang bat cr gia
nao.

- Ca&m on nhan sw vi nhitng cdng hién cho td chirc, ddng thei thdng tin day da vé
cac goi loi ich va hé tro danh cho ho sau khi bj sa thai.

Sau khi nh¢ cdy cac nha quan ly hoan thanh céng tac tv twéng, ban lanh dao doanh
nghiép can t6 chirc mot budi thdng bao sa thai chinh thirc — dwoc dién ra minh bach
véi toan thé nhan vién. Hay bay té sw quan tam va cam thdng nhat co thé dén voi
méi nhan sw, bang nhirng I&i chia sé dirng trén géc dd ddng nghiép, hon la cap trén
trich thwong. DU kho co thé chiéu 1ong dwoc tat cd nhan vién trong tinh hudng nay,
tuy nhién tinh than thién chi ctia ban 1anh dao sé 1a tAm khién bao vé hinh anh cta
doanh nghiép néu khing hodng truyén thédng cé vé tinh xay ra.




CHIEN LUQC CAT GIAM CHI PHI
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Sephora — tap doan my pham cta Phap 1a minh
chirng rd rang nhéat cho nhan dinh nay, khi ho
da sa thai t&i 3.000 nhan vién part-time va thoi
vu qua chi qua mdt cudc hop trwc tuyén ngan
gon. Sau mot ngay hanh dong tai hai nay dién
ra, mot nhan vién bj sa thai da chi trich
Sephora tham té trén mang xa hoi Twitter va
nhan duoc sw hwdng rng rat 1on tlr cong dong
mang. T chd dang gap kho khan vé tai chinh,
Sephora con béng nhién vwdng phai khing
hoang truyén thong khéng dang co, anh hwéng
xau dén hinh anh tap doan.

“BOC PHOT"




CHIEN LUQC CAT GIAM CHI PHI
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Sa thai tam thi, 14 tinh hudng nhan sw bi doanh nghiép
cat gidm toan bd coéng viéc va lvong thuwdng, nhwng van
thudc bién ché va hwdng cac quyén loi vé bao hiém day
da. Néu tinh hinh doanh nghiép tré nén sang sua hon,
nhan sw sa thai tam thdi co thé quay tré lai lam viéc véi
murc dai ngd nhw cii. Nhwng tat nhién, ho ciing hoan

toan cé thé di tim mét cong viéc maéi néu khéng mudn ’ ﬁ
gan bo tiép voi doanh nghiép.

Doanh nghiép cé thé nght t&i 4p dung hinh thirc xoay ‘ -

vong: Sa thai tam thdi mét nhdm nhan vién trong mét
khodng th&i gian nhét dinh. Dén khi dao han, ho sé di
lam lai binh thuwéong va “nhwdng quyén & nha” cho mét
nhom khac. Phwong an nay cho phép gidm tai déu va
dan dan ganh nang tai chinh cho ca doanh nghiép va
nhan su.
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Holdings Ia mé hinh co ban cua céng
ty hoat dong da nganh va nhirng
nganh nay phai mang tinh bb tro
nhau. Wu diém ndi bat ciia md hinh
holdings chinh 1a quyén tw chl cla
cac cong ty con. Holdings khac vaoi tap
doan & chd chi dong vai tro la cd déng
l&n chr khéng chi dinh kinh doanh,
diéu phdi hoat ddng cla cong ty con
nhw mé hinh tap doan hoac tdng cdng
ty. Do do, cong ty con tryc thudce
holdings sé dwoc tw chu hon truc
thudc tap doan hodc tbng cong ty.

¢ oo

COMPANY

gaEn -

S,




CHIEN LUOC VAN HANH
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Corporate 1a md hinh (chién lwoc)
tap trung, quyén lwc dwoc tap trung
& co quan dau nao (thwong 1a cdng
ty me). Moi thtr dwoc thdng nhat
chi huy ttr céng ty me. Cac cdng ty
con c6 thé chi la mot bd phan cla
cobng ty me.




CO CAU TO CHUC PHUC VU CHIEN LUOC

£ . AU TO
CHIEN  plyu THUAC CO CAUTO
LUOC — CHUC PHU
C (CORPORATE) /1 -
VAN :
HANH
10 08¢ Lir CO CAU T6
CHUC et — CHUC POC
(HOLDING) ~

LAP
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https://www.saokim.com.vn/cam-nang/bai-toan-thuong-hieu-cua-mo-hinh-corporate-branding/
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BAI TAP TINH HUONG

Hay tw xay dung mot chién luoc
kinh doanh thuong mai dién tw
cho md hinh tu chon cta ban
than!

Trong cac chién luwgc nay cé
chién lvoc:
- Nhan sv
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BAI TAP — Cau héi 6n tap Chwong 8

1.Quan tri nhan lwc la gi?
2.Chién lwoc Nhan luc 1a gi?
3.Chién Iwgc van hanh 1a gi?
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NGUON THAM KHAO:

- Harvard Business School - Stanton — gidao sw khoa Quan tri kinh doanh tai
HBS: th&r nghiém cét gidm chi phi nhan sw

- MA TRAN 9 O MCKINSEY

- Ngubn anh swu tam twr internet




