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MO DAU
1. Tinh cép thiét cia dé tai

Hé thong Thé diém can bang (Balance Scorecard) duoc phat
trién boi Rober S.Kaplan va David P. Norton tir ddu thap nién 90 cua
thé ky 20 gitp cac to chirc chuyén tim nhin va chién lugc thanh
nhitng muc tiéu va thuéc do cu thé thong qua 4 phuwong dién tai
chinh, khach hang, qui trinh hoat dong ndi bd va dao tao- phat trién
dé do luong thanh qua hoat dong ciia t chiic.

La mot doanh nghiép hoat dong trong linh vuc san xuét thude
dang co vi thé nhét dinh trén thi truong, viéc lam thé nao dé khéng
dinh vai trd va vi tri cia cong ty cling nhu viée cung cb va nang cao
vi tri trén thi trudng doi hoi cong ty phai xdy dung chién luoc t6t, ké
hoach trién khai chién lugc khoa hoc va xay dung mot h¢ théng do
luong thanh qua phu hop.

Qua thyc té tim hiéu tic gia nhan thay Balanced Scorecard 1a
mot giai phap t6t cho van dé trén, gitp cong ty chuyén tim nhin va
chién lugc thanh cac muc tiéu va thude do cu thé tir d6 cho phép viéc
danh gia thanh qua hoat dong cua cong ty duoc thyuc hién tét.

2. Muc tiéu nghién ctru

Muc tiéu cua dé tai 1a téng hop co so ly thuyét vé Thé can
bang diém, tim hiéu dic diém hoat dong ciing nhu danh gia nhiing
han ché cta hé théng do Iugng hién tai tir 46 van dung Thé diém can
bang nhu mot hé théng do luong trong danh gia thanh qua hoat dong
tai cong ty cd phin Duoc Danapha
3. Poi twgng va pham vi nghién ciru

* PJi tuong nghién ctru: Cac chi tidu do luong cac hoat dong
tai chinh va phi tai chinh ctia Cong ty.

* Pham vi nghién ctru



- Khong gian nghién ctru: Cong ty ¢d phan Dugc Danapha

- Thoi gian nghién ctru: tir nim 2010 dén nam 2012
4. Phwong phap nghién ciru

Dé tai stir dung phuong phap mé ta dé tim hiéu vé dic diém
hoat dong va danh gia nhitng han ché cua hé thong do ludng hién tai
va dua ra cach thirc do luong mai- Thé can bang diém. Dé trién khai,
viéc thu thap s6 lidu cho qué trinh nghién cfru 1& mot budc quan
trong, tir cac nguén dir li€u nhu sau:

- Ngudn dir liéu thtr cdp gdm céc nghién ctru va 1y thuyét tir
cac sach, bao viét vé BSC; cic bao céo, tai liéu vé tinh hinh hoat
dong san xuét, kinh doanh, quang ba san phém, dich vy ban hang; cac
bao cao tai chinh, ban cao bach nam 2012, bao cao thuong nién, bao
cdo co dong cac nam 2010, 2011, 2012; cac chinh sach vé dao tao,
cac chinh sach ndi bo ddi véi nguoi lao dong; quy trinh san Xuét,
cdng nghé...

- Nguén dir liéu so cép dugc thu thap tir viéc s dung cac
phuong phap quan sat, phwong phap phong van.

5. B6 cuc dé tai

Chuong 1: Co so 1y luan vé Thé diém can bang (Balanced
Scorecard)

Chuong 2: Pic diém hoat dong va thyc trang danh gia thanh
qua hoat dong tai Cong ty c¢b phan Dugc Danapha

Chuwong 3: Van dung Thé diém can bang (Balanced
Scorecard) trong danh gi4 thanh qua hoat dong tai Cong ty ¢d phan
Dugc Danapha.

6. Tong quan tai li¢u
Thudc dé tai nghién ciru tmg dung, tac gia c6 tham khao mot

s0 nghién ctru sau dé phuc vu cho luan van ctia minh nhu:



Van Dung Bang Can Bang Diém Trong Panh Gia Thanh
Qua Hoat Pong Tai Truong Cao Pang Su Pham Trung Uong Thanh
Ph6 H6 Chi Minh cua tac gia Ly Nguyén Thu Ngoc (2009).

Nghién ctru nay ap dung phuong phap danh gia thanh qua
hoat dong tai truong Cao Pang Su Pham Trung Uong Thanh Phd Ho
Chi Minh bang cich van dung thé diém cin bang (Balance
Scorecard). Nghién ctru da lam duoc céc khia canh sau:

- Phan tich thuc trang danh gia thanh qua hoat dong don vi
nghién ciru tir d6 thiy dugc nhitng han ché ma don vi dang gip phai
trong qua trinh danh gia thanh qua hoat dong ctia don vi minh.

- Véan dung Bang cn biang diém (Balanced Scorecard) nhu
mdt cach danh gia méi cho thanh quéa hoat dong cua truong dé khic
phuc céac han ché trong viéc dénh gia dang méc phai.

Phat trién hé thong thé can bang diém (Banlance Scorecard)
cho bo phéan kinh doanh may xuat nhap khau — Tong cong ty cd phan
Dugc Hoa Tho. Nguyén Qubc Viét(2008)

- Pé tai nay nghién ctru vé tién dé cho viéc phat trién hé
thong thé can bang diém cho Téng cong ty cd phan Duoc Hoa Tho va
tién hanh phat trién thi diém cho bo phan kinh doanh may xuat nhap
khau.

Xay dung phuong phap thé diém can bang BSC tai cong ty
TNHH MSC Viét Nam cua tac gia Tran Thi Huong (2011)

Nghién ctru nay ciing da lam dugc khia canh sau:

- Khao sat thuc trang cua cong ty trén 4 phuong dién: Tai
chinh, khach hang, quy trinh noi bo va dao tao phat trién.

- Van dung Balance Scorecard dé xay dung cac myc tiéu va
thuéc do cho Cong Ty TNHH MSC Vi¢t Nam, gitip cho Cong ty

vuot qua nhitng khé khin hién tai trong viéc huy dong ngudn luc dé



thuc hién cac muc tiéu va danh gia thanh qua hoat dong theo nhiing
muc tiéu da dugc cu thé hoa.

Ngoai ra, mdt nghién ctru quan trong ma tac gia st dung dé
hoan thanh nghién ctru cia minh d6 1a: Xay dung hé théng do ludng
thé diém can bang tai cong ty c6 phan Dét may Hoa Tho cia tic gid
Trinh Thi Ngoc L&(2009).

Tuy nhién, viéc danh gia thanh qua hoat dong b?mg cach van
dung Thé diém can béng ap dung cho mot don vi hanh chinh su
nghiép nhu truong Cao ding su pham trung wong Thanh phd H) Chi
Minh 14 khac hoan toan véi mét doanh nghiép ¢6 phan nhu Cong ty
cd phan Duogc Danapha hay hinh thic va dic diém hoat dong cua
cong ty MSC, Cong ty c¢b phan Dét may Hoa Tho va Cong ty ¢6 phan
Dugc Danapha 13 hoan toan khac nhau, diéu ndy yéu cau tac gia chi
dimg lai & mirc d6 tham khao tong quat cho nghién ctru ctia minh nhu
cach xay dung bai viét, dan bai, va tong quan vé co s 1y luan.

Trong xu hudng da s6 cic loai hinh céng ty & Viét Nam noi
chung va cong ty Dugc néi riéng van chua ap dung BSC trong danh
gia thanh qua hoat dong ciia minh hay néi cach khac viéc van dung
BSC trong danh gia thanh qua hoat dong ctia cong ty tai Viét Nam la
chua phd bién thi tac gia manh dan xdy dung phuong phép nay tai
don vi nghién ctru 1a cong ty ¢ phan Duoc Danapha. Hon nira, van
dung thé diém cén bang trong danh gia thanh qua hoat dong cta cong
ty ¢d phan Dugc Danapha 1a dé tai chua ting dwgc nghién ctru trude
day tai cong ty. Tac gia tin ring tuong lai Cong ty s& git hai duoc
nhiéu thanh cong nho phat trién hé théng BSC dé do ludong hoat

dong, quan 1y chién lugc va trao d6i thong tin.



CHUONG I
CO SO LY LUAN VE PHUONG PHAP THE PIEM CAN
BANG (BALANCE SCORECARD - BSC)
1.1. TONG QUAN VE BALANCE SCORECARD - BSC

1.1.1 Ngudn gdc va sw phat trién ciia Balance Scorecard

Nhing nim dau thap nién 1990, nhiéu nha khoa hoc nghién
ctru vé ké toan quan tri da bod sung thém cho ké toan quan tri mot sb
cong cu nham gop phan hoan thanh t6t hon chirc nang kiém soat, do
luong va danh gia thanh qua hoat dong san xuat kinh doanh cho
doanh nghiép. Phuong phap thé can bang diém (Balance scorecard
method — BSC) dugc xay dung bdi Robert Kaplan — mét gido su
chuyén nganh ké toan thudc dai hoc Harvard va David Norton — mot
chuyén gia tu van thudc viing Boston ciing xut phat tir Iy do trén.

1.1.2. Khai niém thé diém cin bang (BSC)

Thé diém can bang (BSC) 1a mot hé thdng nham chuyén tam
nhin va chién lugc cta to chirc thanh nhitng myc tiéu va thudc do cu
thé thong qua viéc thiét 1ap mot hé thdng dé do ludong thanh qua hoat
dong trong mot to chirc trén bon phuong dién: tai chinh, khach hang,
qui trinh hoat dong ndi bd va hoc hoi va phat trién.

1.1.3. Su can thiét phai sir dung Thé diém can bing trong
doanh nghiép

a. Han ché ciia thuwéc do tai chinh truyén thong

b. Sw gia ting ciia tai sin vé hinh

C. Nhitng rao cin doi véi viéc thue thi chién lwgc

1.1.4. Vi tri ciia Thé diém cin bang trong hé thong ké
toan quan tri

- Cong cu lap ké hoach, kiém soat (Két hop nhip nhang quy trinh

1ap ké hoach, danh gia voi cac muc tidu chién Iugc ctia doanh nghiép).



- Panh gi4 hiéu qua (chi trong téi cac hiéu qua phi tai chinh
dua trén cac dir li¢u tai chinh).
1.2. CO SO LY THUYET PE XAY DUNG PHUONG PHAP
DANH GIA BALANCE SCORECARD

1.2.1 Tam nhin va chién lrgc

a. Tam nhin

Tam nhin nhu 13 mot ban d6 chi ra 16 trinh mét cong ty du
dinh dé phat trién va ting cudng cac hoat dong kinh doanh cia no.
NG V& ra mot buc tranh vé noi ma cong ty mudn dén va cung cap mot
su chi dan hop ly cho viéc di dén dau.

b. Chién lirgc

Theo Gi4o su Michael E. Porter, chién luoc 13 cac hoat dong
c6 chon loc ma qua d6 doanh nghiép muén tao modt sy khac biét bén
vitng trén thuong trudng hodc cung cdp clng san pham gidng ddi thi
canh tranh nhung v&i mic gia thap hon®.

1.2.2 Phuong dién tai chinh

Déi voi doanh nghiép ton tai vi muc tiéu loi nhuin, muc tiéu tai
chinh 1a trong tdm cho cac muyc tiéu va thudc do trong cac khia canh
khac ctia BSC, thuong gan lién v6i kha ning sinh 10i ctia doanh nghiép
(nhu ROA, ROE, ROCE,...), ¢6 thé duoc ning cao bang hai céch.

W Ngudn: Michael E. Porter, What is Strategy, Harvard Business Review,
thang 11 -12/1996



Hinh 1.3. Cac muc tiéu tai chinh

Gia tang gia tri cia nha dau tu — chu sé hitu

Téang doanh thu

/

V\

\
Nang cao hi¢u qua

/VV\

Tim kiém céac

co hdi tang

Tang gia tri cua
khéach hang

Cai tién cau Nang cao hiéu qua

trdc chi phi str dung tai san

doanh thu
- Tim kiém| [Khaithacsduhon | Cat giam chi [ JIT trong quan ly
khach hang| |mdi quan hé voi ftiéu hang ton kho
thi truong méi|  khach hang dd cd | Cat giam chi | Giam thiéu su ¢d
- Mo r1ong |(ting khd nang phi SP héng| mngung viéc do hu
mit hang tiéu [sinh 10i trén mdil pang cao ning |hong cua  mAy
thu khach hang) suat lao dong moc...




Bang 1.1: Khudn mau tai chinh trong mdi giai doan chu ky kinh doanh

Tang doanh thu

va co cau doanh thu

Giam chi phi
/Cai thién nang

suat

Str dung tai san/
Chién lugc dau tu

Tang truong

- % tang doanh s6 va
thi phan trong khu
vuc, thi truong va
khach hang mong

mudn;

- % doanh thu tir san
phim, dich vu va
khach hang moi.

- Doanh thu /nhéan
Vién

- % déu tu /doanh s6
- % chi phi nghién
ctru, phat trién/doanh

sO

Duy tri

- Phan déng gop cua
khach hang mong
mubn

- % doanh thu tu
nhitng 4p dung moi

- Kha nang sinh loi
cua san phém, dich vu,
khach hana

- Chi phi so véi
ddi thu

- Ty 18 cit giam
chi phi

% chi phi gian
tiép /doanh sb

-Ty s6 vbn hoat
dong (chu ky tién —
tién)

- ROCE cua cac loai
tai san chii yéu

-Ty sb st dung tai

san

Thu hoach

- Kha nang sinh loi
cua san phém, dich vu,
khach hang

- % san pham, khach

- Chi phi don vi
(cho mdi don vi

dau ra, moi

nghiép vu)

- Thoi gian hoan von

(Nguon: Robert S.Kaplan, David P.Norton, The Balance Scorecard,

trang 52)




1.2.3 Phuong dién khach hang
> Thi phan: phan anh ty 1 kinh doanh ctia doanh nghiép
trong mot thi trudng nao do, co thé tinh bang sé khach hang, sd tién
hodc s lugng bén ra.
> Thu hat khach hang: do bang ty 1 khach hang ma doanh
nghi¢p thu hat dugce hodc gianh dugc khach hang méi; hodc ciing c6
thé do bang s6 khach hang méi hodc doanh sé ciia khach hang mai
mang lai.
> Giir chan khach hang: do bang ty 1é ma doanh nghiép gitr
duoc nhimg mdi quan hé v6i khach hang dang c6; ciing c6 thé do bang
% tang truong cong vi¢e kinh doanh cua céc khach hang hién co.
> Thoéa min khach hang: cung cip bang viéc nhan phan hdi
tir khach hang vé viéc doanh nghiép dang kinh doanh nhu thé nao?
Co 03 ky thuat dé thuc hién: khao sat bﬁng thu, phong van qua dién
thoai hoac truc tiép.
> Kha nang sinh loi ciia khach hang: duoc do ludng bang
lgi nhuén tir mot khach hang hay mot phan khuc thi truong.
1.2.4 Phwong dién quy trinh hoat dong ngi bo
e Vi chu trinh cdi tién: cung cp cac thong tin dang tin cdy
vé qui mo thi trudng, sé thich khach hang
* Vi chu trinh hoat dong:
- Rt ngan thoi gian tir lic nhan don hang cta khach hang dén
lGic nhu cau cta khach hang dugc thoa man.
- Tang chat luong SP.
- Giam chi phi hoat dong.
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e Voi chu trinh hau mai

- Rt ngén thoi gian giai quyét cac van dé

- Giam thiéu chi phi cho qué trinh hau mai.

Thwéc do qui trinh hoat dong ndi bo:

e Trong chu trinh cdi tién, ta c6 thé sir dung mét s6 thuée do:
- % doanh thu tir cac san pham moi

Thoi gian dé phat trién thé hé san pham tiép theo

S6 lwong san pham méi dugc gidi thidu dén khach hang.

Thoi gian hoan von (break-even time: BET) do luong thoi

gian tir lac bat dau viéc thiét ké san pham dén khi san phdm duoc
tung ra gidi thiéu trén thi truong va thu hdi di von cho viée phat trién
san pham.
* Trong chu trinh hoat dong ta co thé sir dung mot 56 thude do:
- Hiéu qua chu ky san xuat (MCE)®@
- Ty 1é san phdm hong (s6 lwong san pham hong trén tong
s6 san pham san xudt)
- S6 lugng san phém bi tra lai
- S6 tién dén bu cho khach hang do san phim khong dat
chit lugng
- Chi phi theo mirc d6 hoat dong (Activity based cost — ABC).
e Trong chu trinh hdu mdi ta cé thé sir dung cdc thuée do:
- Thoi gian giai quyét khiéu nai ctia khach hang.
- Chi phi bao hanh, stra chira, d6i tra san pham cho khach hang.

@ Ngudn: Robert Simons, Performance Measurement and Control Systems
for Implementing Strategy, Prentice Hall, 2000, trang 195.
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1.2.5 Phwong dién hoc héi phat trién
» Nang luc ctia nhan vién:
- Su thdéa man cua nhan vién: do luong thdong qua cudc khao
sat hang nam hodc chon mau ngiu nhién dé khao sat hang thang.
- Sy giir chan nhan vién: do bang téc do thay thé nhan vién
chu chét.
- Ning suét ciia nhan vién: C6 thé do ludong bang doanh sb
ctia mdi nhan vién; hoic bing gia tri ting thém cua mdi nhan vién.
> Ning lyc cua hé thong thong tin:
- % sy san c6 thong tin phan hoi vé chi phi, thoi gian chu ky,
chat luong.
- % nhén vién tryc tiép quan hé vé&i khach hang c6 thoi gian
truy cp thong tin truc tuyén vé khach hang.
> Sy lién két trong doanh nghiép:
- Ty 1é chia sé kién thirc giita cac nhan vién, cac phong, ban.
1.2.6. Lién két nhitng muc tiéu, thuéc do trong BSC véi
chién lrgc caa to chirc
a. Moi quan hé nhén qua giita cdc phwong dién
b. Moi quan hé nhin — qud giia cic muc tiéu, cdc thuwée do

tai chinh va phi tai chinh trong cdc phwong dién ciia BSC
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KET LUAN CHUONG 1

Chuong 1 d3 néu duoc khai niém vé Thé diém can bang va
su can thiét str dung BSC trong doanh nghiép, dong thoi, trinh bay 04
khia canh cha yéu cua BSC la: Tai chinh, Khach hang, Hoat ddng noi
bd, Pao tao va phat trién. Trong mdi khia canh, dé tai cling da néu ra
mot s6 muc tidu, chi tiéu do ludng 1am co s& xdy dung hé théng do
luong Thé diém can bang 4p dung cho Coéng ty c¢b phidn Duoc
Danapha. Cudi Chuong 1, dé tai da trinh bay mdi quan hé nhan - qua
ctia cac khia canh ciia BSC. Thong qua cac mdi quan hé nhéan - qua
nay, BSC da dién giai va truyén dat chién luoc vao trong cac hanh

dong cu thé.
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CHUONG 2
PAC PIEM HOAT PONG VA THUC TRANG PANH GIA
THANH QUA HOAT PONG TAI CONG TY CO PHAN DUQC
DANAPHA
2.1. KHAI QUAT VE CONG TY CO PHAN DUQC DANAPHA

2.1.1. Giéi thiéu chung

2.1.2. Qua trinh hinh thanh va phat trién ciia cong ty

2.1.3. Pic diém co ciu td chirc quan 1y ciia cdng ty

a. 8o do té chirc by mdy quan Iy ciia cong ty (Phu luc 01)

b. Chirc nang cac b phin

2.1.4. Co ciu ¢ dong ciia Cong ty
2.2.TAM NHIN VA SU MANG, CHIEN LUQC CUA CONG TY
CO PHAN DUQC DANAPHA

Vé tAm nhin: La mot trong top 10 nha san xuét duoc pham
uy tin tai Viét Nam.

Vé sir mang: No luc cong hién vi sirc khoe cong dong véi
nhitng gia tri nhan van cao dep.

Vé chién lwge: Hién nay, chién luge kinh doanh chinh cua
Danapha 1a chién lugc phat trién san pham. Pay 1a chién luoc c6 thé
gitip cong ty cai thién vi thé canh tranh trén thi truong duoc phdm
Viét Nam.

Vé muc tiéu chién lugc

+ Tur nam 2010-2015

- Tiép tuc 6n dinh dé dam bao thuc hién thanh cong cac chi
tiéu ké hoach SXKD va tim kiém sy ting truong khi diéu kién tét 1én,

gia tang loi nhuan, ning cao ning sudt, cai thién lién tuc tai san.
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- Tép trung xay dung cac ké hoach marketing cho cac nhém
san phdm Poéng dugc, giit viing thi phin va gia ting doanh s cua
nhom hang nay dé thiic ddy nang luc va thuong hiéu Danapha.

- Pa dang hoa cac loai san pham cua cong ty dong thoi nang
cao chat luong tat ca céac loai san phém.

- Trinh d6 chuyén mon cua nhan vién ngay cang nang cao,
mé cac khod dao tao cho nhén vién, tién dén 2015 dat thu nhap binh
quén 12.000.000VND/thang.

- bam bao duy tri viéc lam thuong xuyén cho ngudi lao
dong, thuc hién déy du cac chinh sach an sinh xa hoi.

2.3.VI THE CUA CONG TY SO VOI CAC DOANH NGHIEP
KHAC TRONG CUNG NGANH
2.4PAC PIEM HOAT PONG CUA CONG TY CO PHAN
DUQC DANAPHA

2.4.1. Pic diém t chirc san xuit, kinh doanh

a. Dic diém sin phiam

San pham ctia cong ty rit da dang, tir nhitng san pham b
sung vitamin, khoang chat va diéu tri nhiing bénh thong dung (thube
mit - tai - mili - hong; giam dau - cam sét) dén nhing loai thude dic
trj cho nhing nhu ciu riéng biét v.v... Danapha dang san xuét, phin
phéi 124 loai thude cho thi trudng trong va ngoai nude .

b. Péc diém phén phoi sin phim

Hién nay, San pham ctia Danapha dugc phan phdi trén khap
63 tinh thanh trong ca nudc thong qua 4 chi nhanh tai Ha Noi, H)
Chi Minh, Khanh Hoa, Thanh Hoa va cac dai 1y, nha phan phdi tai
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cac dia phuong va xudt khau sang cic nudc Nga va cac nude CIS,
Lao, Myanmar....

c. Dic diém khdich hang va thi truwong muc tiéu
- Nhom 1: Bao gSm céc bénh vién, cac co so diéu tri tai cac cép.
- Nhom 2: Bao gdm céc chi nhanh, dia 1y, nha phan phdi, cic nha
thudc (nhu cac cong ty xuit nhap khau dugc phim, cong ty thuong
mai, cac diém ban 1¢...)

d. Pdc diém cong nghé va qud trinh sin xudt

e. Pic diém nguon nhan luc

- V& trinh d6: Tinh dén 31/12/2012, tong s6 CBCNV cong ty
1a 349 nguoi. Trong do: Trinh d6 trén dai hoc 1a 10 ngudi; Dai hoc 1a
127 ngudi; Cao dang va trung cip 13 124 ngudi; So cip, cong nhan
k¥ thuat va lao dong phd thong 12 88 ngudi.

f. M@t so chi tiéu vé tinh hinh tai chinh ciia cong ty

> Tinh hinh phat trién ciia cong ty dugc Danapha qua cac ndm

> V& khoan chi phi hoat dong san xuat kinh doanh

> Tong du ng vay nam 2012

» Céc chi tiéu hoat dong san xuit kinh doanh qua cic nim

2.4.2.Pic diém méi trwong kinh doanh

a. Moi trwong vi mo

b. Méi truwong vi mé
2.5. THU'C TRANG PANH GIA THANH QUA HOAT PONG
TAI CONG TY CO PHAN DUQC DANAPHA

Tir c4c chi tiéu tai chinh cta 02 nam lién k&, Cong ty c6 thé:

- So sanh dugc doanh thu, chi phi, 191 nhudn qua cac nam tai
chinh;
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- So sanh duoc viéc hoan thanh muc tiéu ké hoach dé ra;

- So sanh dugc kha nang st dung tai séan, nguén vbn ciia nam
sau so vo1 nam trudc;

- Panh gi4 hiéu qud hoat dong san xuét kinh doanh c6 dat
trén murc ké hoach dé ra hay khong.

Tir d6, Cong ty dé dang du kién chi tiéu thyc hién ctia nim sau
va lap ké hoach, muc tiéu, bién phap dé thuc hién. Tuy nhién, trong
cong tac quan tri, nhitng két qua tai chinh khong hd tro cho Céng ty
dinh huéng dugc nhimg van dé vé khach hang, san pham, cong tac
noi bo, nguén nhén lue, dau tu.

2.6 PANH GIA CHUNG VE PAC PIEM SAN XUAT KINH
DOANH CUA TONG CONG TY

2.6.1. Phwong dién tai chinh

2.6.2. Phwong dién khach hang

2.6.3. Phuong dién hoat dong kinh doanh ngi b

2.6.4. Phuong dién hoc héi phat trién
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KET LUAN CHUONG 2

Trong chuong 2, dé tai da mo ta khai quat nhung hoat dong,
nhitng thuan logi khé khin va phuong huéng phét trién cta cong ty
trong thoi gian toi. Chuong 2 ciing nhan manh thyc trang danh gia
thanh qua hoat dong tai cong ty. Qua phén tich thuc trang danh gia
thanh qua hoat dong tai cong ty trong chuong 2 va dya trén ¢6 sd 1y
ludn vé phuong phap danh gid thanh qua hoat dong Balance
Scorecard trinh bay trong chwong 1, dé tai s& xay dung phuwong phap
danh gia thanh qua Balance Scorecard tai cong ty cd phan dugc
Danapha.
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CHUONG 3
VAN DUNG THE PIEM CAN BANG (BALANCED
SCORECARD) TRONG PANH GIA THANH QUA HOAT
PONG TAI CONG TY CO PHAN DUQC DANAPHA

3.1. CAC YEU TO TAC PONG PEN SU HiNH THANH BSC
TRONG PANH GIA THANH QUA HOAT PONG TAI CONG
TY CO PHAN DUQC DANAPHA

3.1.1. Yéu t6 khach quan

3.1.2. Yéu t6 chit quan
3.2.VAN DUNG BSC TRONG PANH GIA THANH QUA HOAT
PONG TAI CONG TY CO PHAN DUQC DANAPHA

3.2.1. Phwong dién tai chinh

Ty 18 lgi nhuén trén vén dau tw (ROI): La ty 1¢ loi nhuan

trugc thué trén von dau tu da sir dung dé tao nén loi nhuan.

Loi nhuan rong

ROI =

Vén dau tu binh quan

Loi nhuin ron Doanh thu
ROI = S

X —
Doanh thu Von dau tu binh quan
. ) ) )
(Nguon: Pham Van Duoc (2006), ké toan quan tri, trang 235)

Cic bién phap cong ty cé thé thue hién dé ting ROI — Pat
muc tiéu tai chinh.

*Nhén t6 1: Tiang doanh thu

Dé doanh thu thi cong ty can:
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- Tang doanh thu cua tit ca cic mit hang: Chi tiéu do ludng
cho muyc tiéu nay 13: Ty 18 % ting doanh sb cua tit ca cic mat hang.

- Tang co cau doanh thu (Doanh thu nhom hang Pong duoc):
Chi tiéu do luong cho muc tiéu nay 1a Ty 1€ % tang doanh thu cua
nhom hang Pong duogc.

- Tang gia tri trén timg khach hang. Dé do luong myc tiéu
nay ta st dung chi ti€u do Iuong: Ty 1€ % ting doanh thu binh quéan
trén timg khach hang.

Pé nghi phwong phap té chirc thue hién

» Hanh dong dé dat duge muc tiéu:

» Do luong cac chi tiéu:

Pé tang loi nhudn thi mét bién phdp quan trong nita ciia
cong ty la giam chi phi. Chi tiéu do luong cho muc tiéu nay la:

- Ty 1& % giam chi phi (bao gdm chi phi ban hang, chi phi
quan 1y chi phi san xuat chung, va chi phi nhan cong truc tiép) trén
doanh thu cua tit ca cac mit hang.

- Ty 18 % giam chi phi (bao gém chi phi ban hang, chi phi
quan 1y, chi phi san xuat chung va chi phi nhan cong tryc tiép) trén
doanh thu cua tung nhoém mat hang.

Pé nghi phwong phap té chirc thuc hién

> Hanh dpng dé dat dwoc muc tiéu

» Do lwong cdc chi tiéu

*Nhan t6 2: Nang cao hiéu qua sir dung von.

+ Hiéu suét sir dung vbn ¢ dinh: Thudce do cho muc tiéu nay
1a Hiéu suat sir dung TSCP.

- Hiéu suat str dung Tai san co dinh:
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Doanh thu
Htscd:

TSCD binh quén

+ Hiéu sut st dung von luu dong: bé danh gia muc ti€u nay,
cong ty c6 thé sir dung mot sd chi tiéu do ludng sau.

- Vong quay hang ton kho.

- Vong quay khoan phai thu.

Pé nghi phwong phap té chirc thwe hién

> Hanh djng dé dat dwoc muc tiéu

> Do lwong cdc chi tiéu

3.2.2 Phuong dién khach hang

*Tang cuong sy hai long ciua khach hang: Chi tiéu do luong
cho muyc tiéu nay la:

-S6 lugng hodc ty 1€ % hang ban bj tra lai trén té)ng doanh sb.

- Ngoai ra cong ty ciing c6 thé sir dung chi tiéu do luong: S6
diém dat duoc thong qua hinh thirc khao st tong thé ddi v6i khach hang.

* Thu huat khach hang méi: Po ludng bang

- S6 khach hang méi hodc Ty 16 % doanh thu ctia khach hang
moi trén téng doanh thu ciia cong ty.

* Gitr chan khach hang hién hitu: Po luong bang

- Ty 1& % bién dong doanh thu tir khach hang hién hiru.

Pé nghi phwong phap té chirc thue hién

> Hanh dong dé dat dwoc muc tiéu

> Do lwong cdc chi tiéu

3.2.3. Phwong dién quy trinh hoat dong noi bo

+ Cai tién hoat dong san xuét kinh doanh:
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* Phat trién san phdm. Muc tiéu nay duoc do bang thudc do:

- S6 lugng san pham méi

- S6 lugng dé xuat cai tién duoc ap dung trén cac quy trinh
san xuét

* Cit giam chi phi. Thudc do ciia myc tiéu nay nhu da trinh
bay ¢ phuong dién tai chinh la:

- Ty 1& % giam chi trén doanh thu cta tit ca cac mit hang

- Ty 1€ % giam chi phi trén doanh thu cta timg nhém mét hang.

* Thoi gian: Cong ty nén thyc hién kiém soat va giam thoi
gian chu ky san xuit (cycle time). O yéu t6 nay, Cong ty nén sir dung
chi s6 Hiéu qua thoi gian san xuat (MCE) dé do luong thoi gian

* Tuan tht qui dinh lién quan dén hoat dong cua cong ty.
Muc tiéu ndy duoc do bang thudc do:

- Ty 18 % san pham khéng dam bao tiéu chuin (chét luong,
hinh thtc) cia quy trinh (s6 lwong san pham khong dam béo tiéu
chuan/tong san pham).

- Ton that do san phim khéng dam bao tiéu chuan / Tong
doanh thu

Pé nghi phwong phap té chirc thuc hién

> Hanh dong dé dat dwoc muc tiéu.

> Do lwong cdc chi tiéu

3.2.4 Phuong dién hoc héi phit trién

Dya vao muc tiéu cong ty di néu & phan II: Nang lyc cia
nhan vién ngay cang nang cao, mo cac khoa dao tao cho nhan vién,
tién dén 2015 dat thu nhap binh quan 12.000.000VND/thang. Tac gia

c0O thé dé xuat moét so thude do sau:
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* V& nang lyc nhén vién:

+ Dé do ludong sy hai 1ong ctia nhan vién ta sir dung chi tiéu:
S6 diém dat duoc thong qua cac cudc khao sat hang thang, nam.

+ Pé do ludng ning suit nhan vién ta sir dung chi tiéu:
Doanh s6 ctia mdi nhan vién.

+ bé do luong sy cai thién trinh d¢ chuyén mon cia nhén
vién ta st dung chi tiéu: Sé lugng tang nhan vién cé trinh d6 dai hoc
va trén dai hoc. Hodc, S& luong cac khoa dao tai ngén va dai han da
mé& cho nhéan vién cta cong ty trong ndm qua hoac Ty 1€ % tang chi
phi dio tao trén tong nhéan vién.

* V& tang luong:

- Hon 90% nguoi lao dong cua Cong ty la cong nhan san
xuat co thu nhdp trung binh, va ting lwong kip thoi cho nguoi lao
dong. Thude do st dung cho muc tiéu nay la: Ty 1€ tang luong thuc
té ciia nhan cong.

* Ngoai ra, cong ty nén ap dung chi tiéu do luong su gil
chan nhan vién. Chi tiéu do luong cho su giit chan nhan vién: Bang
tan sudt nhan vién chu chét bi thay thé.

Pé nghi phwong phap té chirc thuc hién

> Hanh dong dé dat dwoc muc tiéu

> Do lwong cdc chi tiéu
33 LIEN KET CAC KHIA CANH CUA BALANCE
SCORECARD VOI CHIEN LUQC CUA CONG TY
3.4 TRIEN KHAI SU DUNG BSC PE PO LUONG THANH
QUA HOAT PONG CONG TY CO PHAN DUQC DANAPHA
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KET LUAN CHUONG 3

Duya trén co s& 1y luan vé BSC trinh bay & chuong 1. Trong
chuong 2, dé tai da néu 1én dic diém hoat dong san Xuét trong do6 cé
néu thyc trang danh gia thanh qua hoat dong tai cong ty c¢6 phan
Dugc Danapha. Tiép theo chwong 1 va chuong 2, chuong 3 di xay
dung phuong phap danh gia Balance Scorecard phu hop véi dic diém
hoat dong cta cong ty 1a mdt cong ty Dugc. Dya trén nhiing thudc
do, d& tai ciing dé& xuit mot sé phuong phéap thuc hién va t chirc do

luong dé co thé ap dung dugc BSC va dat dugc muc tiéu chién lugc.
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KET LUAN

Hoi nhap kinh té qudc té va nhiing thay doi ctia méi truong
hoat dong tir thoi dai cong nghiép chuyén sang thoi dai thong tin da
dat ra yéu cau cho cac to chirc phai thiét lap cac muc tiéu tur chién
lugc va do luong viéc thyc hién cac myc ti€u do dé c6 thé ton tai va
phat trién.

Balance Scorecard 13 mot ¥ tudng quan tri xuit sic cua hai
tac gia Robert S.Kaplan va David P. Norton ra doi tir nhitng ndm
cudi thé ky 20 nham gitp céac t6 chirc chuyén tim nhin va chién lugc
thanh cac muyc tiéu va thudc do cu thé trong bén phuong dién tai
chinh, khach hang, qui trinh hoat dong ndi bo va hoc hoi phat trién.
Vén dung Balance Scorecard dé xay dung cac muyc tiéu va thudc do
cho Céng Ty Dugc Danapha 1a mot nhu cau can thiét giap cho Cong
ty vugt qua nhitng kho khan hién tai trong viéc huy dong ngudn luc
dé thuc hién cac muc tiéu va danh gia thanh qud hoat dong theo
nhitng muyc tiéu da dugc cu thé hoa.

Tac gia hy vong tuong lai Cong ty s& git hai duoc nhidu
thanh céng nho phat trién hé thong BSC dé do luong hoat dong, quan

Iy chién luge va trao doi thong tin.



