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PHAN MO DAU

1. Sw can thiét ciia dé tai nghién ciru

Thuc hién chu truong cua Pang va Nha nudc Viét Nam trong tién trinh hoi
nhap kinh té quéc té, cac doanh nghiép Viét Nam (DNVN) chu trong tim kiém cac
mé hinh quan tri doanh nghiép (QTDN) hién dai va hiéu qua nham d6i mdi, phét trién
doanh nghiép, gbp phan nang cao niang lyc canh tranh qudc gia [9].

Mo hinh Thé diém can bang (The Balanced Scorecard - BSC) 1a cong cu
QTDN dién giai chién luoc ctua doanh nghiép thanh mot tip hop cac chi tiéu tai chinh
va phi tai chinh, giup cac nha quan Iy c6 mot cai nhin can bang hon vé hoat dong cta
doanh nghiép va c6 thé danh gia toan dién muac d6 hoan thanh va hiéu qua cia cic
chién lugc kinh doanh. Chi mét thoi gian ngan sau khi dugc Kaplan & Norton cong
bb, mé hinh BSC d4 lién tuc xuat hién trong top 3, top 6 cic cong cu quan 1y dugc st
dung nhiéu nhat trén thé gidi trong cac dot khao sat cua Bain & Company [79], [80].
Cac cudc khao sat toan cau ctia 2GC ciing cho thay ty 1& 16n cac to chirc, doanh nghiép
dang tng dung BSC danh gia rat cao gia tri cia BSC [23].

M6 hinh BSC khong chi dugc Kaplan & Norton lién tuc hoan thién ma con
thu hat sy dau tu nghién ciru ciia nhidu hoc gia trén khip thé gisi. Cac nha nghién
ctru vé BSC di xay dung cac quy trinh ing dung BSC véi bon giai doan chinh 1a
chuan bi, xay dung BSC cap t6 chirc, phan ting BSC va duy tri BSC. Hau hét cac nha
nghién ctru déu nhdn dinh rang sy tham gia cua cac nha quan trj cip cao, cip trung
va nhom chit tri BSC, dic biét 1a nha quén trj cap cao, 1a yéu td quan trong quyét dinh
su thanh cong ctia BSC noi chung va mdi giai doan trong quy trinh tmg dung BSC
noi riéng [1], [7], [15], [43], [50], [51], [56], [58], [66], [82]... Bén canh su dé cao
vai tro clia cac nhom nha quan tri ciing c6 nhiing tac gia thé hién su nghi ngo vé vai
tro c6 tinh quyét dinh dén Gmg dung BSC thanh cong ctia cac nha quan tri [39], [56],
[67]... Kaplan & Norton khang dinh rang mdi t6 chirc c6 nhitng dic thu riéng nén s&
c¢6 con duong riéng khi tmg dung BSC. Su anh huéng ciia cac nhém nha quan tri dén
g dung BSC thanh cong & cac to chire 1a khac nhau, va trong mdi t6 chirc, sy 4nh

huong cua ho dén mdi giai doan tmg dung BSC ciing khac nhau. Theo Kaplan, dé
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xac dinh dugc mot cach chinh xac vai tro ciia cac nhdm nha quan tri trong ing dung
BSC, can do ludng mic d6 anh huong cua ho dén tng dung BSC thanh cdng noi
chung va dén timg giai doan tmg dung BSC néi riéng trong mdi t6 chtrc, doanh nghiép
[43], [49].

Trong quy trinh tmg dung BSC, giai doan phan tang BSC dé cip dén viéc phat
trién Thé diém can bang & tit ca cac cip do don vi, phong ban, c4 nhan xuat phat tir
BSC cép t6 chirc, v6i sy tham gia chinh yéu ctia nhém nha quan tri cap cao, cap trung
va nhém BSC. Phan ting BSC gitip dat dugc ban chat cia moé hinh BSC 1a huéng
moi hoat dong cua cac bd phan, ca nhan theo myc ti€u chung cua td chutrc. Nhiéu
nghién ctru da chi rang loi ich thu dugc tir tng dung moé hinh BSC s& vuot han chi
phi b6 ra néu t6 chirc, doanh nghiép quyét tim trién khai phan tang BSC trén pham
vi toan to chirc, doanh nghiép; nguoc lai néu khong quyét tim dén cung thi ho s& mat
nhiéu chi phi vé tai chinh, thoi gian va cong strc [31]. Phan tang BSC ¢6 vai trd quan
trong ddi v6i su thanh céng ctia mo hinh BSC va ¢6 su tham gia ctia nhiéu nhom nha
quan tri. Vi vy, nghién ctru anh hudéng cta cac nhdm nha quan tri dén phan tang BSC
that sy can thiét nham trién khai ing dung BSC thanh cong.

Tai Viét Nam, mo6 hinh BSC bat dau dugc dé cap dén vao dau nhitng nim
2000. Tir nam 2005, mot sd DNVN da bat dau tim cach tiép can mo hinh BSC. Bén
nam 2009 c6 7% doanh nghiép trong s6 500 doanh nghiép 16n nhat Viét Nam d trién
khai tmg dung BSC [15]. Pén nay, nhiéu DNVN da tng dung BSC nhung két qua
dat duoc chua cao va con gap nhidu kho khin do thiéu phuong phép trién khai khoa
hoc, thiéu su ung hd cua cac nha quan tri cép cao cling nhu quan diém khac nhau vé
mirc do tham gia ctia cac nha quan tri trong trién khai ung dung BSC [3], [59]. Do
d6, nghién ctru vé tmg dung moé hinh BSC dé nam bat cac ndi dung lién quan mot
cach co hé théng va khoa hoc 1a nhu cau ctia nhiéu DNVN. Trén thuc té, cac nghién
ctru tai Viét Nam d4 hé thong hoa cac van dé chung vé BSC va quy trinh ing dung
BSC, chi ra cac thun loi, khé khan, cac diéu kién can thiét, cac yéu td anh hudng
dén tng dung thanh cong mé hinh BSC tai cdc DNVN. Két qua ciia mot s6 nghién

ctru da chi ra néu doanh nghiép chi tap trung thiét 1ap Thé diém can bang nhung
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khong phan ting BSC trén pham vi toan doanh nghiép thi cudi cing viéc tng dung
BSC s& thét bai. Néu céac nha quan tri cac cép nhéan thirc r0 sy anh hudng cua ho dén
phan tang BSC thi viéc trién khai tng dung BSC mdi thét sy thanh cong [4].

Hién trén thé gi61 cling nhu tai Viét Nam chua c6 nghién ctru anh huéng cua
cac nhom nha quan tri dén mot giai doan cu thé trong quy trinh tng dung BSC. Hau
hét cac nghién ctru vé anh hudng cia cic nha quan tri &én tmg dung BSC 4p dung
phuong phap nghién ctru dinh tinh, mot s6 it str dung phuwong phéap dinh lwong va chi
dé cap dén mot hodc hai nhom nha quan tri. Tt do, cé thé nhan théy khoang tréng
trong nghién cau tmg dung BSC 1a nghién ciru dinh lugng nham danh gia dong thoi
anh huéng cua ba nhom nha quan tri cap cao, cap trung va nhom BSC dén mot giai
doan nao d6 trong quy trinh trién khai tmg dung BSC.

Xuat phat tir khoang trong trong nghién ciru g dung BSC, su can thiét nghién
ctru anh huéng ciia cac nha quan tri dén phan tang BSC va thyc trang tng dung mo
hinh BSC tai Viét Nam, hudng nghién ctru trong tim cua dé tai 1a danh gia anh hudng
clia ba nhom nha quan tri cap cao, cip trung va nhom BSC dén giai doan phan tang
BSC tai mot DNVN. Két qua nghién ctru s& gilp cac nha quan tri doanh nghiép c6
quan diém, nhan thic ding dén vé ung dung BSC, xac dinh mirc do tham gia can
thiét nham trién khai tng dung BSC thanh cong.

Téc gia thuc hién kiém dinh mo hinh nghién ctru tai mot DNVN cu thé, d6 1a
Tong Cong ty Dich vu Vién thong (VNPT-Vinaphone) véi quy mé 16n (co cac cap
Téng Cong ty — Pon vi — B6 phan — C4 nhan véi hon 70 don vi truc thudc) va di trién
khai phan tang trong toan b doanh nghiép. Bén canh nhiing thanh cong, VNPT-
Vinaphone di phai d6i mit va vuot qua nhiéu khé khin do nhan thirc khong day du
vé mo hinh BSC, su thiéu quyét liét cling nhur thiéu kinh nghiém trién khai phan tang
ctia mot s6 nha quan trj cac cAp. Nghién ctru sy tham gia va anh hudng ctia ba nhom
nha quén tri dén phan tang BSC tai VNPT-Vinaphone s& gitip cac nha quan tri doanh
nghiép c6 co s ting cudng sy tham gia trong trién khai img dung BSC, dong thoi
cling cung cip bai hoc kinh nghiém cho cac doanh nghiép c6 quy mé, dic diém hoat

dong tuong tu nhu VNPT-Vinaphone.



2. Muc tiéu, cau héi va nhiém vu nghién ciru

2.1. Muc tiéu nghién ciru

Muc ti€u nghién ctru cua ludn an la danh gia anh hudéng cua cac nha quan tri
dén tmg dung BSC trong mot doanh nghiép cu thé (Téng Cong ty Dich vu Vién
thong), tir d6 dua ra nhitng dé xuat gop phan tmg dung BSC thanh cong trong doanh
nghiép.

2.2. Cdu hoi nghién ciru va nhiém vu nghién ciru

Céc cau hoi nghién cuu:

(1) Nhitng nha quan tri ndo anh huéng dén ing dung BSC (hoic mét giai doan
cua qua trinh ing dung BSC) trong doanh nghiép?

(2) C6 thé dung md hinh nao dé danh gid muc do anh hudng cia cac nhom
nha quan tri dén phan ting BSC trong doanh nghiép?

(3) Mirc d6 anh hudng cu thé cia timg nhém nha quan trj dén phan ting BSC
tai VNPT-Vinaphone?

(4) Cé4c nha quan tri can 1am gi trong phan ting BSC dé gop phan tng dung
BSC thanh cong tai VNPT-Vinaphone?

Pé dat duoc muc tiéu nghién ctru va tra 161 duoc cac cau hoi nghién ctru néu
trén, cac nhiém vu nghién ctru cta luan 4n bao gom:

(1) Tong quan nghién ctru vé BSC va tng dung BSC nham x4c dinh khoang
trng nghién ctiru va huéng nghién ciru trong tam.

(2) Lam rd khung 1y thuyét, dé xuat mé hinh nghién ctru va xay dung phuong
phap nghién ctru theo hudng nghién ciru trong tim ctia dé tai (anh hudng clia cac nha
quan tri dén phan ting BSC).

(3) Trién khai nghién ctru anh huéng cia cac nhdm nha quén tri dén phan ting
BSC tai VNPT-Vinaphone.

(4) Pua ra mot s6 dé xuat voi cac nha quan tri trong phan tang BSC tai VNPT-

Vinaphone.
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3. Pdi twong va pham vi nghién ciru

3.1 Déi twong nghién ciru

Déi trong nghién cru cia luan 4n 1 anh huéng cua cic nha quan tri dén tng
dung BSC trong doanh nghiép.

3.2 Pham vi nghién ciru

- V& ndi dung: Quy trinh tmg dung BSC ¢ bdn giai doan chinh, sy tham gia
va anh hudng ctiia cac nhém nha quan tri dén mdi giai doan 12 khac nhau. Nghién ctru
su tham gia va anh huéng cta cdc nhém nha quan tri dén ting giai doan cho phép
dua ra nhimg dé xuit cu thé gop phan trién khai ung dung BSC thanh cdng trong
doanh nghiép. Pé phu hop khudn kho cho phép cuia mot ludn an, tic gia tap trung
nghién ctru anh huéng ciia nhém nha quan tri cip cao, nhom chii tri BSC va nhém
nha quan tri cap trung (13 cic nhom nha quén tri c6 anh hudng chi yéu) dén phan
tang BSC (1a mot giai doan quan trong trong quy trinh tng dung BSC v&i sy tham
gia ctia nhiéu nhom nha quan tri).

- Vé khong gian: Lun 4n nghién ctru anh hudng ctia cac nha quan tri dén phan
tang BSC tai Tong Cong ty Dich vu Vién thong, 1a mot doanh nghiép c6 quy mé 16n
va da trién khai phan ting BSC sau rong trén pham vi toan doanh nghiép.

- V& thoi gian: Luan 4n st dung tu lidu tir cac nghién ctru d3 cong bd trong
giai doan tir nam 1992 (khi m6 hinh BSC dugc gidi thi¢u) dén nam 2017; stx dung dir
lidu thir cap vé tmg dung BSC tai Tong Cong ty Dich vu Vién thong trong giai doan
tir thang 8/2015 (khi Téng Cong ty chinh thirc duoc thanh 1ap méi) dén hét nim 2017,
su dung s6 liéu so cép duogc thu thap tr thang 3/2018 dén thang 8/2018.

4. Phuwong phap nghién ciru

Xuat phat tir muc tiéu nghién ctru ctia dé tai ludn an, tic gia st dung phuong
phap nghién ctru dinh tinh két hop nghién ctru dinh luong theo quy trinh: (1) Lam rd
khung 1y luan nghién ciru anh hudng cia cic nha quan tri dén phan ting BSC; (2)
Tong hop dé xuat moé hinh nghién ctru va thang do nhap dau; (3) Thuc hién nghién
ctru dinh tinh tai VNPT-Vinaphone nhdm hoan thién thang do nhap dau, thu duogc
thang do nhap hai; (4) Thuc hién nghién ctru dinh Iugng so bo tai VNPT-Vinaphone
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nhim danh gia d6 tin cay va gid trj cua thang do nhéap hai, thu dugc thang do chinh
thire; (5) Thyuc hién nghién ctru dinh Iuwgng chinh thire tai VNPT-Vinaphone nham
kiém dinh thang do chinh thirc, kiém dinh m6 hinh nghién ctru, tir d6 do ludng mirc
d6 anh hudng ciia cac nha quan tri dén phan tang BSC tai VNPT-Vinaphone.

Phuong phap thu thap thong tin: (1) thu thap théng tin thi cp tir cic vin ban
trién khai tng dung BSC tai VNPT-Vinaphone; (2) thu thap thong tin so cAp: phong
van chuyén gia trong nghién ctru dinh tinh, sitr dung phiéu diéu tra trong nghién ctru
dinh lugng so bd va chinh thirc.

Phuong phap xir 1y thong tin: (1) phuong phép dinh tinh gdm phan tich, so
sanh va tong hop ly thuyét, phan loai va hé thong hoa ly thuyét, phan tich va tong két
kinh nghiém, khai quat héa cac nhan xét doc lap; (2) phuwong phép dinh lugng dé xir
1y s6 lidu so cap trong nghién ciru dinh luong so b va chinh thirc, str dung cac phan
mém théng ké SPSS va AMOS.

5. Nhirng déng gop méi ciia luan an

5.1. Nhitng dong gop vé mdt Iy ludn

Lu4n 4n d3 xay dung mo hinh nghién ctru anh hudng cua cac nha quan trj dén
mot giai doan cta quy trinh tng dung BSC (giai doan phan tang BSC) va dé xuat cac
thang do cho bbn khai niém nghién ciru.

Tac gia da xdy dung thang do chinh thirc (v&i mot s6 tiéu chi méi) phu hop
v6i dic thu hoat dong SXKD cua Tong Cong ty Dich vu Vién thong. Két qua nghién
ctru tai VNPT-Vinaphone khang dinh: (1) “Sy ting ho va tham gia ctia nhom nha quan
tri cép cao”, “Su tham gia cia nhém BSC” va “Sy tham gia cua nhom nha quan tri
cAp trung” c6 tac dong thuan chiéu dén “Phan tang BSC thanh cong”; (2) “Su ung hd
va tham gia cia nhém nha quan tri cép cao” c6 tac dong thuan chiéu dén “Sy tham
gia cia nhém BSC” va “Su tham gia ctia nhdm nha quan tri cap trung”; (3) “Su tham
gia ciia nhém BSC” ¢6 tac dong thuan chiéu dén “Sy tham gia ciia nhém nha quan tr
cap trung”. Két qua nay gop phan khang dinh cic anh hudng tryc tiép va gian tiép
gifta nhom nha quan tri cip cao, nhém nha quan tri cip trung va nhém chu tri dy an

BSC dén phan tang BSC thanh cong.



5.2. Nhitng dong gop vé thuc tién

Luan an dé xuit duoc quy trinh nghién ctru 4nh huéng cua cic nha quan tri
dén giai doan phan téng BSC tai mot td chire, doanh nghié¢p; xac dinh rd mic do anh
huong truc tiép, gian tiép va tong hop gitra “Su ung hd va tham gia cia nhém nha
quan tri cap cao”, “Su tham gia ctia nhém BSC” va “Sy tham gia cia nhém nha quan
tri cap trung” dén “Phan ting BSC thanh céng” tai VNPT-Vinaphone. Tir d6, Luan
an dua ra mot sd dé xuit dé cac nha quan tri cip cao, cép trung va nhom BSC cia
VNPT-Vinaphone ¢ co sé phan bo thoi gian va ngudn luc hop 1y trong phan tang
BSC, gop phan trién khai thanh cong mé hinh BSC trong doanh nghiép. Pay ciing 1a
bai hoc kinh nghi€ém cho cac doanh nghiép c6 quy md, dac diém hoat dong tuong tu
nhu VNPT-Vinaphone.

M6 hinh va quy trinh nghién ciru anh hudng ciia cac nha quan tri dén giai doan
phan ting BSC tai mot doanh nghiép c6 thé dung lam khung mau dé thyc hién céac
nghién clru tuong tu véi cac giai doan khac ctia quy trinh rng dung BSC.

6. Két ciu ciia luin an

Ngoai phén mé dau va két luan, ndi dung chinh cta luan an dugc trinh bay
trong 4 chuong:

Chuong 1. Tong quan nghién ctru vé Thé diém can bang va tmg dung Thé diém
can bang.

Chuong 2. Co s¢ 1y luan, mo hinh va phuong phap nghién ctru 4nh hudng cta
céc nha quén tri dén phan ting Thé diém can bang.

Chuong 3. Két qua nghién ciru anh hudng ciia cac nha quan tri dén phan tang
Thé diém can bing tai Téong Cong ty Dich vu Vién thong.

Chuong 4. Thao ludn va dé xuat.



CHUONG 1. TONG QUAN NGHIEN CU'U VE THE PIEM
CAN BANG VA UNG DUNG THE PIEM CAN BANG

Chuong 1 gidi thiéu tong quan nghién ciru vé Thé diém cin bing; tong quan
nghién ciru tmg dung Thé diém cén bang theo ba nhom ndi dung chinh 1a quy trinh
mg dung Thé diém can bang, cac yéu td anh huéng dén tmg dung Thé diém can bang
va phan ting Thé diém cin bang; tir d6 két luan vé cac ndi dung c6 thé ké thira va
phat trién, cic ndi dung chua duoc nghién ciru dé xac dinh hudng nghién ctru trong
tam cua dé tai luan an.

1.1 Tong quan nghién ciru vé Thé diém can bang

Thé diém can bang (The Balanced Scorecard — BSC, c6 thé goi tat 1a The
diém) 1a két qua cua mot du an lién quan dén hé théng do ludng do Gido su Robert
S. Kaplan va nha tu van David P. Norton chu tri nghién ciru tir nam 1990.

Kaplan & Norton gidi thiéu chinh thirc Thé diém cén bang lan dau tién vao
nim 1992 trong bai viét “The Balanced Scorecard — Measures that Drive
Performance” (“BSC — cac thudc do dan dét hiéu suat”) [40]. Khac v6i cac mé hinh
do ludng truyén thong chi tap trung vao cac thudc do tai chinh vé két qua va hiéu qua
hoat dong trong qua khir, BSC sir dung cac thudc do theo bén vién canh tai chinh,
khach hang, quy trinh nodi bo, hoc hoi va phat trién, dam bao sy can bang giita cac
thude do bén ngoai va bén trong, khach quan va chil quan, két qua cac hoat dong hién
tai v6i dong co ctia két qua hoat dong trong twong lai.

Ngay thoi gian sau d6, Kaplan & Norton da cliing mot sb cac to chire trién khai
mo hinh BSC. Cac 6ng va hai nha quén trj cdp cao ciia Cong ty Rockwater va Tap
doan FMC nhan thdy tAm quan trong trong viéc lién két cac thude do trong Thé diém
v6i chién luoc ctia mot t chirc. Cac 6ng dd miéu ta tim quan trong ciia viée chon céc
thudc do can cir theo chién lugc trong bai béo thir hai “Putting the Balanced Scorecard
to Work” (“Ap dung mo hinh BSC vao thyc tién”) [41]. Tir d6, cac dng tré thanh cac
nha tu van st dung BSC nhu mot phuong ti¢n dé chuyén héa va thue hién chién luoc.

Vi kinh nghiém thu dugc tir thuc té trién khai BSC cho céc to chuc, cic nha sang



1ap tiép tuc nghién ctru va gidi thiéu khai niém hoan chinh vé& BSC trong cac cong
trinh cong bd vao nim 1996, gdm bai bao thir ba “Using the Balanced Scorecard as
Strategic Management System” (“Str dung BSC nhu mot hé théng quan 1y chién
lwgc™) [42] va cudn sach “The Balanced Scorecard: Translating strategy into action”
(“BSC: Chuyén chién luoc thanh hanh dong”) [43].

Trong qué trinh tu van tng dung BSC cho nhiéu t6 chirc, Kaplan & Norton
nhan thdy BSC c6 thé gin két cac ngudn luc cia to chirc dé tap trung vao viéc thuc
thi chién lugc. Pén nam 2001, hai 6ng dién giai BSC 1a mot cong cu khong chi dé
dién giai chién lugc ma con giup thuc thi chién lugc hidu qua trong cudn sach thir hai
“The Strategy — Focused Organization: How Balanced Scorecard Companies Thrive
in the New Business Environment” (“Cac t6 chirc tip trung vao chién luge: Céc to
chtrc ing dung BSC phat trién nhu thé nao trong méi trudng kinh doanh mai”) [45].

Viéc tap trung vao cac muc tiéu ciia The diém dan dén yéu cau mo ta rd rang
chién lugc qua mdi quan hé nhan qua giita cac muyc tiéu theo bdn vién canh ctia BSC.
Diéu nay di thiic ddy Kaplan & Norton xay dung Ban do chién lugc (Strategy Maps).
Thanh qud quan trong nay duoc céc tac gid gidi thi€u trong bai bao thu tu “Having
trouble with Your Strategy? Then Map It” (“Néu ban c6 van dé vé chién lugc? Hay

‘7’

v& ban do cho né!”) [44] va cudn sach thir ba trong loat sach vé BSC “Strategy Maps”
(“Cac ban d6 chién lugc”) [8]. Ban dd chién luoc mo ta logic cua chién lugc, Thé
diém can bang chuyén cac muc tiéu ctia Ban d6 chién luoc thanh cac thude do, chi
tiéu, chuwong trinh hanh dong dé dat duoc cac muc tiéu da dit ra [8].

Sau khi xuat ban hai cudn sach “Strategy Maps” va “Alignment” (Su lién két)
dé 1am rd vé cach thirc dién giai chién luge va két ndi toan bo t chirc véi chién luoc,
Kaplan & Norton tap trung vao nghién ciru phurong phép lién két chién luoc véi hanh
dong cu thé. Két qua thu duoc 1a chu trinh khép kin gdm sau bude cua hé théng quan
tri thuc thi chién lugc [49].

Hon 20 nam ké tir khi xuat hién, cing voi Kaplan & Norton, md hinh BSC
duogc rat nhiéu nha hoc gia quan tim va cong bd két qua nghién ciru trén céc tap chi

uy tin cua thé gi6i. Theo nghién ctru ctia Hoque, hon 50% s6 bai bao trén céc tap chi
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16n gidi thiéu cac van dé chung da duoc Kaplan & Norton cong bd vé BSC, hoic c6
noi dung tap trung chii yéu vao viéc phat trién khung Thé diém can bang hay thiét ké
Thé diém cho cac to chic, mot s diéu tra nhitng loi ich hay hiéu qua cua viéc tng
dung Thé diém can bang... Khoang 40% sd bai bao tap trung nghién ciru tmg dung
BSC. Mot s it nguoi khac quan tdm danh gia va phan tich phé phan vé mé hinh nay,
nghién ctru tic dong cua Thé diém dén trang thai tinh thdn cua nhan vién hay dén cac
ké hoach khuyén khich ngudi lao dong... Nhin chung, 1y luan nén tang vé Thé diém
can bang duoc Kaplan & Norton tip trung nghién ctru phat trién, con cac nha nghién
ctru khac trong qua khtr nhan manh vao cac khia canh thiét ké, trién khai tmg dung
Thé diém can bang ma it cha ¥ dén cac khai niém lién quan dén 1y luan nén tang vé
Thé diém nhu “ban dd chién luoc”, “thuc thi chién lwge” va “su lién két chién luoc
tong thé” [37], [38].

Nhiéu két qua nghién ctru da cung cap bang chirng thuc nghiém vé loi ich kinh
té ctia viéc tmg dung BSC. Vi du nhu nghién ctru cua Hoque & James (2000) chi ra
rang cac nha quan 1y str dung Thé diém can bang di cai thién hiéu suét to chuc cia
ho, khong phu thudc vao quy md té chire, vong doi san pham hodc vi tri thi truong.
Theo nghién ctru ctia Kraus & Lind (2010) véi 15 cong ty da qudc gia cua Thuy Dién,
BSC la quan trong nhat ddi véi cac cong ty da qudc gia ndy. Mot sb nghién ctru trong
khu vuc cong (Poister & Streib,1999; Hoque & Adams, 2011) di bao cao vé hiéu qua
ciia md hinh BSC va cic nha quan 1y khu vuc cong cho rang né hitu ich. Mot sd
nghién ctru (Aidemark, 2001; Brewer, 2002; Kershaw & Kershaw, 2001) trong cac
cong ty thudc linh vyc phi lgi nhuan da cho rﬁng BSC ¢6 loi cho su cai thién bén
vitng cua céc to chire [38].

Speckbacher & cong su da nghién ctru tng dung BSC cua C4c cong ty thuong
mai cong cong & cac nudce ndi tiéng Pirc theo ba mirc do: mirc 1 — BSC do luong hiéu
suat; muic 2 — BSC két hop véi chién lugc bang cach str dung cdc mbi quan hé nguyén
nhan va két qua; mac 3 — BSC la cong cu thyc thi chién luoc béng cach xac dinh muc
tiéu, ké hoach hanh dong, két qua va két ndi cac wu dii véi BSC. Cac nha nghién ciru

nhan thay rang viéc tmg dung BSC da cai thién két qua cua cong ty trong dai han
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[88]. Theo Papalexandris & cong su, BSC 1a mot tng dung can thiét cho cc cong ty,
dic biét khi BSC duoc sir dung lam nén tang dé thuc hién truyén thong chién lugc
hiéu qua va nhu mot hé théng gitip cong ty hiéu diéu gi thuc su tao ra gia tri cho ho,
thay vi n6 chi dugc str dung nhu mot hé thong do ludng hiéu suét thuan tay [72].

Maic du tinh hiru dung cua BSC dugc hau hét cac nha nghién ctru cong nhéan,
Thé diém can bang ciing di nhan mot s chi trich. Theo Hoque, mot sb nha nghién
ctru thiy khai niém cta n6é qua chung chung, c6 thé khong phu hop véi vin hoa to
chtrc (Batler & cong su, 1997); cac thudc do theo bon khia canh trong thuc té kho co
thé két ndi chat ch& voi nhau (Laitinen, 2003); rat kho xac dinh tam quan trong twong
d6i va su danh doi giita cac khia canh cia Thé diém cén bang (nhu Ittner & Larcker,
1998; Chenhall, 2009); khong c6 nhiéu kha ning dé cac t6 chic dong y vé mot chién
luge theo cac diéu khoan rd rang cho viéc xay dung mot Thé diém can bang (Epstein
& Manzoni,1998). C6 nha nghién ctru nhu Ngrreklit con phé phan céac tuyén bd veé
mdi quan hé nhan qua giira bon khia canh cta BSC, cho rang d6 khong phai 1a mbi
quan hé nhan qua ma l1a mdi quan hé logic giita cac khia canh... [38].

Bét chip nhitng chi trich nhu vdy, Kaplan & Norton dd m¢ rong khai niém
Thé diém can bang thanh mot cong cu quan 1y chién lugc dé mo ta, truyén dat va thuc
thi chién luoc. Trong loat an phém ctia ho vé BSC, Kaplan & Norton 1ap luan ré“mg
mo hinh BSC ngay cang cung cdp mdt cai nhin phong pha hon, toan dién hon vé t6
chtic va c6 thé dugc st dung v6i bat ky lwa chon nao [50].

Hoque véi bai viét “20 years of studies on the balanced scorecard: Trends,
accomplishments, gaps and opportunities for future research” (“20 ndm nghién ctu
vé BSC: Céc xu hudng, thanh tyu, khoang tréng va co hdi cho nghién ctru trong tuong
lai”) [38], va chinh Kaplan trong bai viét “Conceptual Foundations of the BSC” (“Ly
luan co ban vé BSC”) di goi md mot sé hudng nghién ciru tiép theo vé BSC [49].
“BSC — A Buzzword in 21% Century Corporate World” (“BSC - mdt tir thong dung
trong gidi doanh nhan ¢ thé ky 217) 12 tiéu dé bai bao cia Narayanamma & Lalitha
[65]. Cac tac gia nay déu nhdn thiy nhitng van dé lién quan dén BSC van tiép tuc

dugc cac nha nghién ctru quan tam trong thoi gian sap toi.
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1.2 Toéng quan nghién ctru ing dung Thé diém cin bing

Téng quan cac cong trinh nghién ciru tmg dung Thé diém can bang duoc thyc
hién theo cac ndi dung: (1) nghién ctru hoan thién quy trinh img dung BSC; (2) nghién
ctru cac yéu té anh huong dén timg dung BSC trong cac t6 chirc, doanh nghiép; (3)
nghién ctru vé giai doan phan tang BSC trong cic t6 chtrc, doanh nghiép.
1.2.1 Téng quan nghién ciru vé quy trinh &ng dung Thé diém cin bang
1.2.1.1 Cdc cong trinh nghién civu noi bit trén thé gigi

Ttir khi mé hinh BSC ra doi, ciing véi cac nha sang lap BSC, nhiéu nha tu vén,
nha nghién ctru di day cong nghién ctru ca vé Iy thuyét va thuc tién quy trinh trién
khai tng dung Thé diém can bang [37], [38]. Noi bat trong sd cac cong bd lién quan
dén quy trinh tng dung BSC 14 két qua va bai hoc kinh nghiém qui bau cta cac nha
sang 1ap BSC Kaplan & Norton, nha tu van hang dau vé BSC Niven, hai nha lanh
dao Hi¢p héi BSC Hoa Ky Rohm & Halbach, dai dién td chirc “BSC Interest Group”
Barkdoll & Kamensky...

a) Quy trinh ung dung Thé diém can bang theo Kaplan va Norton

Nam 1996, cudn sach dau tién cua Kaplan & Norton vé BSC duoc xuit ban
v6i twa dé “The Balanced Scorecard, translating strategy into action” (“BSC, bién
chién luoc thanh hanh dong”) di tong hop cac két qua va bai hoc kinh nghiém cia
cac tac gia, dong thoi dua ra cac hudng dan trién khai ing dung BSC [43].

Kaplan & Norton khang dinh rang mdi t6 chirc s& co con duong riéng khi ing
dung BSC va cic 6ng gidi thiéu mot quy trinh ing dung Thé diém can bang dién
hinh, mang tinh hé théng [43]. Nghién ctru sau nay cua Kaplan & Norton ciing khong
néu mot quy trinh tot nhat ma chi cung cip hudéng din, khuyén cio mang tinh dinh
hudng chung [47].

Quy trinh tmg dung BSC déu tién dugc Kaplan & Norton dtc két tir kinh
nghiém trién khai img dung BSC cho hang chuc t6 chirc. Day 1a mot quy trinh mo ta
chi tiét cac nhiém vu can thuc hién, cdc nhom nha quan tri can tham gia, cac cudc
hop can td chuc, cac két qua can dat dugc sau mdi bude... Quy trinh nay khuyén

khich su tham gia cua doi ngili cdc nha quan tri cap cao va cap trung cung voi nhoém
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chu tri qua trinh — nhém BSC [43].
Bdng 1.1. Quy trinh ng dung BSC theo Kaplan & Norton (1996)

Buwoéc

Nhiém vu

Xay dung su
dong thuan vé
cac muc tiéu

chién luoc

- Thyc hi¢n vong trao ddi dau tién vé BSC, st mang, tam nhin, chién
lugc. .. cta td chirc.

- X4y dung danh sach du kién cac muc tiéu va thude do.

- Hop d¢i ngii diéu hanh dé thao luan danh sach dy kién cac muc tiéu va

thudc do theo bdn khia canh.

Lva chon
va thiét ké

thude do

- Hop céac ddi cong tdc (mdt nha quan tri cap cao va dai dién cac nha quan
tri cap trung, nha quan tri chirc nang) dé¢ hoan chinh cac muc ti€u chién
lugc, cac thude do va moi quan hé gitra cac thude do.

- Hop d6i ngii diéu hanh thong qua ndi dung Thé diém can bang.

Phan tang BSC

- X4y dung ké hoach phén tang Thé diém trong toan b t6 chirc.
- Hop dbi ngii diéu hanh dé théng nhét ké hoach phan ting Thé diém.

- Phén tang Thé diém can bang dén cac don vi, bo phan va ca nhan.

Trién khai
cac nhiém vu

lién quan

- Thiét 1ap HTTT hd trg, tich hop vao hé thong quan 1y.
- Thuc hién danh gia hang thang/qui/ndm.

- Lién két Thé diém cén bang véi hé théng khen thuong cia to chirc.

(Nguon: Kaplan & Norton, 1996b)

Kaplan & Norton cho rang cac Thé diém can bang luén & trang thai “dong”

nén can duoc cic t6 chie, doanh nghiép lién tuc danh gia, cap nhat cho phu hop voi

céc didu kién moi trudng mai. Kaplan & Norton nhan dinh rang thoi gian trién khai

phu thudc nhiéu vao kha niang thu xép thoi gian tham gia cac cudc hop clia cac nha

quan tri cap cao. Vai tro cua nhom BSC rat 16n trong viéc chuan bi tai li€u, xay dung

ké hoach va diéu phdi qua trinh trién khai [43].

Quy trinh tmg dung BSC cua Kaplan & Norton tiép tuc duoc nghién ctru va

hoan thién. Cac quy trinh vé sau nay khong mo ta cach thtc thuc hién chi tiét nhu

quy trinh dau tién ma chi tap trung gioi thi¢u cac bude can thuc hién. Pic biét sau
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khi nghién ctru thanh cong Ban db chién lugc, cac ong dd mo ta quy trinh tng dung
BSC gdm sau budc tao thanh mot chu trinh khép kin [47], [48].
Bing 1.2. Quy trinh irng dung BSC theo Kaplan & Norton (2008)

Buéc Nhiém vu

. . Phat trién sir mang, gia tri cot 101, tam nhin.
Phat trién chién lugc .
Phan tich va dién giai chién luogc.

, Xay dung Ban do chién lugc.
Lap ké hoach ‘
~ Xay dung danh sach cac muc tiéu va thudc do cua BSC.
chién lugc L
Xay dung danh muyc sang kien chién lugc.

Lién két toan to chuc Phén tang Thé diém dén cac don vi, bo phan va ca nhan.

Lap ké hoach P6i méi cac quy trinh cha yéu.

hanh dong Lap ké hoach ban hang, phan bd ngué)n luc, ngan séch.

Giam sat va hoc hoi Xem x¢ét lai chién lugce va cac hanh dong thuc hién ké hoach
chién luoc chién luoc.

Kiém tra va diéu chinh | Phén tich két qua trién khai; Thao luan dé diéu chinh hodc thay

chién lugc doi1 chién luge phu hop diéu kién moi truong moi.

(Nguon: Kaplan & Norton, 2008 a&b)
V6i chu trinh khép kin nay, chién luoc thuong xuyén duge ra soat, didu chinh
va cap nhat, do d6 Ban dd chién lugc va Thé diém can bang ciing lién tuc thay doi
cho pht hop véi su phat trién cua t chirc [49].
b) Quy trinh trng dung BSC theo Niven

Tac gia tht hai gidi thiéu quy trinh trién khai tng dung BSC chi tiét ting budc
la Paul R. Niven. Véi kinh nghiém thu dugc tir nghién ctru chuyén sau va thyc tién
tu van trién khai ung dung BSC tai nhiéu t6 chtrc, doanh nghiép, Niven duoc danh
gia 12 mot trong nhitng ngudi c6 cong dua BSC vao thyc té. Ong di moé ta quy trinh
tmg dung BSC thanh cac nhiém vu chi tiét trong cudn sach “Balanced Scorecard:
Step-by-Step” [67] véi su tham gia ctia nhom chu tri trién khai tng dung BSC, céc

nha quan tri cap cao va cap trung.
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Bdng 1.3. Quy trinh ing dung BSC theo Niven

Giai doan Nhiém vu
Xéac dinh muc tiéu phat trién BSC.
Xac dinh don vi trién khai ing dung BSC.
. Pam bao su bao trg diéu hanh.
Lap ke hoach
Hinh thanh va dao tao Nhém BSC.
Hoach dinh ké hoach thyc thi.
Xay dung chién luge va ké hoach truyén dat vé thyc thi BSC.
Thu thap, phan phat cac tai liéu nén tang.
T chire dao tao cho moi doi tuong lién quan.
Xay dung Xay dung hodc xac nhan st mang, tam nhin, gié tri c6t 16i va chién luoc
BSC cép t0 phat trién cta to chirc.
chuc L
Xay dung Ban do chién luge (SM).
Phat trién cac thudc do hiéu suat (KPI).
Thiét 1ap cac muc tiéu va wu tién cho cac sang kién chién lugc.
Trién khai Phan téng BSC ttr trén xuéng dé thiét 1ap su lién két toan bo td chue vai
BSC trong chién lugc.

toan to chuc

Lién két BSC véi khen thuong, dai ngd.

Duy tri BSC

Céac NQT cap cao ting ho, bao tro qua trinh; giao ngudi hodc nhom chi

tri qua trinh duy tri; thanh 1ap bo phan quan 1y chién lugc.

Thiét 13p cac chinh sach, quy trinh BSC; thiét 1ap mdi quan hé gitta BSC

véi1 cac quy trinh quan ly.

Xay dung cac HTTT tu dong hoa BSC.

T6 chirc cac cude hop tap trung vao chién lugc.

Thu thap thong tin phan hdi tir nhan vién.

Cap nhat cac thanh phan BSC.

(Nguon: Niven, 2006)
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C) Mot 56 quy trinh g dung BSC theo cdc tac gid khdc
Hiép hoi BSC Hoa Ky (Balanced Scorecard Institute- BSI) 1a to chirc hang dau

thé gi6i trién khai BSC cho cac t6 chirc trong rat nhiéu linh vyc. Tir nim 1997, hai
nha lanh dao BSI Rohm & Halbach da bat dau phat trién quy trinh gdm hai giai doan
v6i chin bude xdy dung va trién khai BSC “The Nine Steps to Success” (“Chin buéc
dan dén thanh cong”) dua trén kinh nghiém thuc tién. Py dugc xem 1a mé hinh bai
ban dé xay dung BSC cho mdi t6 chirc, doanh nghiép va dang duoc Gmg dung thanh
cong trong mang ludi chuyén gia BSC cua BSI trén khap thé gioi [82], [83].

Quy trinh dugc Rohm & Halbach mo6 ta 1a mét chu trinh khép kin. Quy trinh
nay can duoc duy tri dé dam bao tinh bén viing cho su thay d6i to chirc khi trién khai
ung dung BSC.

Bdng 1.4. Quy trinh utng dung BSC theo Rohm & Halbach

Giai doan Nhiém vu

Budc 1. Panh gia tong thé.
Budc 2. Xay dung chién lugc.
Xay dung | Bude 3. Xac dinh muc tiéu chién luoc.
BSC Budc 4. Xay dung Ban d6 chién luoc cip to chirc.
Budc 5. Xay dung chi tiéu do luong hiéu suit.

Budc 6. Xay dung giai phap chién luoc.

, Budc 7. Ung dung phan mém quaén tri chién luoc.
Trién khai

BSC Budc 8. Phan tang Thé diém dén cac don vi, bo phan va ca nhan.

Budc 9. Panh gia két qua trién khai va ra soat chién lugc toan to chirc.
(Nguon: Rohm, 2005; Rohm & Halbach, 2006)
Mot nhom céc tac gia quan tim dén BSC tham gia t6 chirc goi 1a “BSC Interest

Group” c6 try s& & M¥, dai dién 1a Barkdoll & Kamensky (2005) da duc két kinh

nghiém thyc té va gidi thi¢u cach thirc trién khai ing dung BSC thong qua bon giai
doan chinh cta quy trinh tng dung BSC, d6 1a: (1) Thiét ké, (2) Phat trién, (3) Thuc
thi va (4) Duy tri [27].
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Ngoai cac tac gia néu trén di cong bd cac quy trinh img dung BSC bai ban va
chi tiét, mot sb tac gia ciing dd cong bd cac nghién ciru lién quan dén toan bd quy
trinh nhu Bourne & cong su [28], Papalexandris & cong su [72], Mackay [58],
Lawson & cong su [55], Pimentel & Major [78]...; hodc tap trung vao mdt giai doan
nao do trong quy trinh ng dung BSC nhu Neely & cong sy [66], Morisawa [63],
Khomba [53]...
1.2.1.2 Mpt sé nghién civu tai Viét Nam

Ban dau, c4c cong ty tu van tai Viét Nam tim hiéu va gi6i thiéu quy trinh tng
dung BSC dura vao két qua va bai hoc kinh nghiém ctia cic nha sang lap BSC va cac
nha tu van hang dau vé BSC. Sau d6, két hop vai kinh nghiém thuc té rat ra duoc tir
qua trinh tu van, dao tao, hd tro cac doanh nghiép, ho da gidi thiéu cac quy trinh Gmg
dung BSC linh hoat hon. V& co ban, cac quy trinh ing dung BSC nay ciing tuong tu
v6i cac quy trinh ciia Kaplan & Norton, Niven. .., nhu quy trinh cta Vién Kinh té va
Thuong mai Qudc té [14] gi6i thiéu gdm céac bude sau:

(1) Thanh 1ap nhém BSC, 1ap ké hoach xay dung BSC.

(2) Xem xét str ménh, gia tri c6t 18i, tam nhin va chién lugc.

(3) Xay dung ban do chién luoc.

(4) Xac dinh céc chi s do ludng hiéu sut.

(5) Thiét 1ap c4c chi tiéu.

(6) Pé xuét sang kién va phat trién cac chuong trinh hanh dong.

(7) Phan bd ngan sach cho cac chuong trinh hanh dong.

(8) Phan tang Thé diém trong toan bo to chitc.

(9) Theo ddi va duy tri Thé diém.

Céc nghién ciru cong bd dang bai bao, luan an khong nghién ctiru xay dung
quy trinh g dung BSC ma chi gidi thiéu hodc sir dung cac quy trinh di cong b cia
Kaplan & Norton [5] hay quy trinh do Niven gi6i thiéu [15]. Quy trinh trién khai ing
dung BSC thudng bét du tir cdp doanh nghiép, sau d6 méi phat trién xudng cac don
vi true thude [5], [11], [15]. Cac nghién ctru nay khong dé cap dén su tham gia cta

cac nhom nha quan tri theo cac budc cua quy trinh ma chi tap trung tim hiéu cac khia
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canh khac nhau nhu nhirng diéu kién can c6 dé trién khai tng dung BSC; nhitng thuén
loi, kho khan doanh nghiép thuong gip phai; xac dinh cac yéu té anh huong dén mot
hozic mot s giai doan trong qua trinh trién khai tmg dung mé hinh BSC...

1.2.1.3 Téng hgp cdc néi dung chinh vé quy trinh irng dung Thé diém cén bang

Trong cac budc dau tién cua quy trinh dugc Kaplan & Norton (1996b) ciing
nhu Niven (2006) gi6i thiéu déu dé cap dén viéc xac dinh don vi trién khai tng dung
BSC, tiép dén 13 xay dung BSC cho don vi d6. Niven (2006) danh gia thuc té cac to
chtrc thuong bat dau xay dung BSC tir trén xuéng, khi d6 cac thudc do cp cao s&
dinh huéng cho nhimng thanh phan tach rdi ciia to chirc cung huéng dén muc tiéu
chung cua to chtrc. Con theo Rohm & Halbach (2005, 2006) thi khi di dé cap dén
ung dung BSC cho mot td chure, tirc 1a ciu trac do luong da xac dinh cu thé: BSC cép
cao nhat 1a cua chinh t6 churc d6, s& duoc xay dung dau tién; sau do, no s& duoc phan
tang dan xudng cac cap thap hon (don vi truc thudc, phong ban, ca nhan). Do d6, khi
da noi dén phat trién ung dung BSC cho mot td chue, doanh nghi¢p cu thé, co thé tiép
can theo hudng céu trac do luong da dugc xac dinh rd rang, bét dau tir chinh to chuc,
doanh nghiép d6 va s& trién khai trén pham vi toan t6 chtrc, doanh nghiép.

Cac quy trinh dugc cac tac gia gidi thiéu déu thé hién qua trinh trién khai mot
du 4n thay d6i trén quy mo toan bo t6 chirc, chung chi khac nhau vé cach sip xép cac
giai doan, phan chia thanh cac budc. Xét theo téng thé cac két qua 16n can dat duoc,
quy trinh tng dung BSC tai mot to chirc, doanh nghiép c6 thé phan chia thanh cac
giai doan: (1) Chuan bi, (2) Xay dung BSC cép t chirc, doanh nghiép, (3) Phan ting
BSC, va (4) Duy tri BSC.

Bing 1.5. Tong hop céc giai doan chinh ciia quy trinh tmg dung BSC

o Kaplan & Kaplan & ] Rohm &
Giai Niven
Norton Norton Halbach
doan (2006) .
(1996Db) (2008 a&Db) (2005 va 2006)
Chui bat duoc sy (Khong dé cap) | Xéac dinh muc tiéu | B1. Panh gia
uan . . . .
bi dong thuéan va phat trién BSC; tong thé; Thanh
i
) ung ho cua lanh Dam bdo su bao 1ap Nhom BSC;
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dao cép cao;
Thanh 1ap Nhom
BSC; T6 chuc
dao tao vé BSC;
Xay dung ké
hoach img dung
BSC.

trg diéu hanh;
Thanh 1ap Nhom
BSC; Xay dung ké
hoach thyc thi, ké
hoach truyén dat
vé BSC; T6 chirc
dao tao vé BSC.

Xay dung ké
hoach img dung
BSC, ké hoach
truyén dat dén
moi ddi twong
dé dat dugce su

ung ho.

Trao doi dau tién
vé BSC, su
mang, tam nhin,

chién luoc;

B1. Phat trién sir
mang, gia tri cot
161, tam nhin;

phan tich va dién

Chuan bj tai ligu
nén tang; Xay
dung hodc xac

nhén sir mang, tam

B2. Xay dung
chién lugc.
B3. Xac dinh

muc tiéu chién

Xay dung danh | giai chién luge; | nhin, gia tri ¢t 151, | lugc.
sach du kién cac | B2. Xay dyng chién luoc phat B4. Xay dung
Xay muc ti€u va SM, danh sach trién cua to chirc; | SM cép t6 chirc.
dung | thudc do; cac myc tiéu va | Xay dung SM,; BS5. Xay dung
BSC cﬁ'\p Thao luan; hoan | thudc do hiéu Phat trién céc cac thudc do
t6 chirc | chinh; thong qua | suit, danh muc thude do hiéu suat; | hiéu suat.
ndi dung BSC sang kién chién | Thiét lap cdc muc | B6. Xay dung
dau tién. lugc. tiéu va sang kién giai phap chién
chién luoc. luogc.
B7. Ung dung
phan mém quan
1y chién luogc.
Xay dung ké B3. Lién két Phat trién ké hoach | B8. Phén tang
Phan | hoach phan tang; | toan td chic. phan tang BSC; BSC xudng cic
ting Trién khai phan | B4. Lap ké Phan ting BSC don vi, ca nhan.
BSC téng BSC trong | hoach hanh Xuéng cac don vi,
toan t6 chuc. dong. ca nhan.
_ | Dinh ky danh B5. Giam sat va | Giao chu tri quan | B9. Panh gia keét
Dl:;lct:n gia, cap nhat cho | hoc hoi chién 1y hé théng; Thiét qua trién khai va

phu hgp véi cac

luoc.

1ap chinh sach, quy
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diéu kién moi B6. Kiém tra va | trinh phat trién ra soat chién
truong moi. diéu chinh chién | BSC; cap nhat cac | lugc td chuc.
luoc. thanh phan cbt 16i
cua BSC...

(Nguon: tac gia tong hop)

Kaplan & Norton (1996b), Niven (2006), Rohm & Halbach (2005, 2006) va
mot sb tac gia nghién ctru vé quy trinh tng dung BSC déu nhén dinh sy tham gia ciia
cac nhom nha quan tri trong quy trinh tmg dung BSC dong vai tro quan trong khong
chi tir nhimg budc xdy dyng BSC dau tién ma con trong sudt qua trinh trién khai
BSC. Tuy nhién, mirc do tap trung va sy tham gia ctiia cac nhom nha quan tri trong
ting giai doan cua quy trinh khac nhau & céc t6 chirc khac nhau, phu thudc vao dic
diém cua ting to chirc.

Céc nha quan tri s& tham gia theo timg nhom vi tri tiy vao quy mé, dic diém
co cau to chirc cia ting to chirc, doanh nghiép, d6 1a: Nhom nha quan tri cip cao
(Ban diéu hanh, ding dau 1a Giam dbc diéu hanh), Nhom nha quén tri cap trung
(Trudng Pho cac phong ban, Trudng Pho cac don vi kinh doanh chién luge...), Nhém
BSC (dugc thanh l4p véi chire ning chu tri dy n trién khai tng dung BSC, thanh
phan va s6 luong thanh vién dugc xac dinh linh hoat tiy theo ting to chirc; nhém nay
khong thudc nhém nha quan tri cap cao ciing nhu cap trung mac du trong thanh phan
ctia nhom c6 thé c¢6 sy tham gia ctia mot s6 nha quan trj cip cao, cap trung).

Céc t6 chire, doanh nghiép khong chi can c6 mot quy trinh xay dung va trién
khai hop 1y ma con can c6 sy tham gia tich cuc ctia cac nhém nha quan tri theo vj tri
va nhiém vu phii hop dé gép phan cho sy thanh cong cua BSC.

1.2.2 Toéng quan nghién ciru vé cic yéu td anh hwéng dén ing dung Thé diém
cin bang

C6 rat nhiéu yéu t6 anh huéng dén qué trinh ing dung BSC di dugc cac nha
nghién ctru, nha tu van xac dinh va gi6i thiéu [26], [43], [49], [57], [67]... Trong do
¢6 nhitng yéu t6 duoc danh gia cao qua cic nghién ciru nén tang vé BSC, ¢6 nhiing

yéu td duoc rat ra tir cac nghién ciru thyc tién [57].
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1.2.2.1 Cdc cong trinh nghién civu noi bit trén thé gigi

Trong giai doan dau cing cac t6 chuc trién khai tng dung BSC, Kaplan &
Norton x4c dinh bdn rao can xuét hién trong qué trinh tmg dung BSC, d6 1a: (1) Thiéu
sy ung hd cuia nha quan tri cép cao, (2) Thiéu su tham gia cua cac doi tuong khac
trong doanh nghiép, (3) Thoi gian trién khai ban dau qua dai, (4) Khong hiéu rd muc
dich chinh ctia BSC [43].

Cung voi qua trinh hoan thién BSC tré thanh hé théng quan tri thyc thi chién
luge va nghién ciru cac to chie da ung dung thanh cong BSC, Kaplan & Norton da
rit ra ba yéu t6 tong quat anh huong dén tng dung thanh céng BSC d6 1a “Chién
luoc”, “Su lién két” va “Ban lanh dao cép cao”. Trong dé chién lugc 1a trung tam cua
hé théng quan tri. V&1 mot chién luoc di duoc xac dinh 16 rang, tat ca cac thanh phén
clia qué trinh quan tri s& dugc thiét ké nham lién két theo cac hudng: lién két toan to
chirc, lién két nguén nhan luc, lién két cac hé théng lap ké hoach va kiém soat [46].
Ban lanh dao cip cao 13 yéu td quyét dinh su thanh cong véi cac tiéu chi: tng ho va
tham gia qua trinh nay, xac dinh 6 sy can thiét ing dung BSC, xéac dinh rd tim nhin
va chién lugc, hiéu rd phuwong phap quan tri méi. Theo Kaplan & Norton, nhitng bang
chtng thyc té trong sudt hon 15 ndm nghién ctru va tu van vé BSC cho thiy cac to
chtrc, doanh nghiép trién khai thanh cong BSC nho c6 cac 1anh dao tuyét voi; nguoc
lai, nguyén nhan nhiing t6 chirc trién khai BSC thét bai thudng khong lién quan dén
viéc thiét ké Ban d6 chién lugc hay thiét ké Thé diém ma 1a do thiéu sy tng ho va
tham gia ctia cac nha quan tri cip cao. Nhom 1anh dao c6 vai trd quan trong va co thé
coi vai trd ctia ho 1a da dé trién khai BSC thanh cong. Ho c6 trach nhiém quan trong
trong viéc chuyén tai chién luoc thanh cac ndi dung trong Ban dd chién luoc 1am co
s& phat trién Thé diém can bang. Néu viéc trién khai ing dung BSC dugc giao phé
cho nha quan tri cap trung thi cic muc tiéu cta Thé diém khong thé hudng dén thuc
thi chién lugc hidu qua ma thudng chi giai quyét cac van dé chién thuat, tir d6 c6 anh
huong tiéu cuc dén chinh qua trinh tmg dung BSC [46].

Kaplan giéi thiéu ndm yéu t6 anh hudng thue thi chién luwoc thanh cong, d6 1a:

(1) Trién khai tng dung BSC théng qua cac nha quan tri cip cao (cac nha quan tri
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cAp cao cam két va tham gia, xac dinh rd su can thiét img dung BSC, x4c dinh rd tim
nhin va chién lugc, hiéu phuong phap quan tri méi, thanh lap b phan quan tri chién
lrgc), (2) Chuyén bién chién luoc thanh cac nhiém vu cu thé (xdy dung Ban do chién
lugc, thiét ké Thé diém can bang, xac 1ap muc tiéu va sang kién), (3) Lién két toan
bd td chire véi chién luge (lién két gitra t6 chirc véi cac don vi, gitra cac don vi kinh
doanh v&i cac don vi chire ning), (4) Khuyén khich nhan vién bién chién lugc thanh
cong viéc hang ngay cua ho (nhan biét chién luoc; lién két chién lwoc v6i cac muc
tiéu, dong co lam viéc va sy phat trién nang luc ca nhan) va (5) Duy tri qua trinh thuc
thi chién lugc mot cach lién tuc (lap ké hoach vé cac nguén luc, cai tién cac quy trinh
quan 1y, quan 1y sang kién, chia sé tri thirc, trién khai hé thong bao cdo BSC, to chirc
cac cudc hop ra soat chién lugc) [49].

Chan, sau khao sat ing dung BSC tai cac to chirc chinh quyén thanh phd cia
My va Canada (voi 184 phiéu phan hoi tir 451 to chtic chinh quyén My va 467 to
chtrc chinh quyén ctia Canada), dd xac dinh céc yéu tb can thiét dé tng dung BSC
thanh cong: (1) Cac nha quan tri cdp cao dong thudn va tung ho, (2) Cac nha quan tri
cAp trung va nhan vién tham gia va dong thun, (3) X4y dung vin hoa thuc hién cong
viéc mot cach hoan hao, (4) T6 chirc ddo tao vé BSC, (5) Duy tri tng dung mdt cach
don gian, d& sir dung va d& hiéu; (6) Tam nhin va chién luoc rd rang; (7) Lién két
BSC véi khen thuong; (8) Co ngudn luc dé ing dung BSC. Trong do, su ung ho cua
cac nha quan tri cép cao, su déng thuan cua cac nha quan tri cép trung va chién luoc
rd rang 1a cac yéu td quyét dinh Gmg dung BSC thanh cong. Ngoai ra, tac gia cling
xéac dinh dugc 15 nguyén nhan din dén that bai khi tmg dung BSC, ndi bét trong s6
d6 1a su ung ho khong day du cia cic nha quan tri cip cao va cic nha quan tri cip
trung qua ban ron vdi cac nhiém vu ngén han hang ngay [31].

Sau qua trinh nghién cru va tu vén trién khai tng dung BSC cho mot s to
chtrc, Niven gi6i thiéu 10 van dé can quan tim khi tmg dung BSC: (1) Sy béo tro
diéu hanh cua cac nha quan tri cap cao, (2) Hoat dong truyén dat va dio tao vé Thé
diém, (3) Chién luoc phat trién cua doanh nghiép, (4) Ly do cho du an Thé diém, (5)
Quy trinh bao céo két qua lién quan, (6) Cach thirc giai quyét cac mau thuln, (7) Xay
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dung céc thudce do cho phi hop vé6i cac vién canh cua Thé diém, (8) Cac nha quan tri
cip cao va nhém BSC t6 chirc hoat dong nhom hiéu qua, (9) Thuc hién phan ting
Thé diém tir trén xudng va (10) Mbi lién hé ciia Thé diém véi nhitng quy trinh quan
ly [67].

Barkdoll & Kamensky di dic két kinh nghiém thuc té tir 44 cudc hop hang
thang cta “BSC Interest Group” va cong bd danh sach 10 yéu t6 chinh tao nén thanh
cong cua BSC trong bai viét “Top ten List: Key Factors That makes a BSC
successful”: (1) Pat duoc su tng ho tir 1anh dao céap cao, (2) Po luong dung cac yéu
t6 ma khach hang, c6 dong va nhan vién thiy c6 gia tri, (3) Tao mot qua trinh quan
tri co sy tham gia cia cac nha quan tri chil chot, (4) Thiét ké hé thong theo ddi cac
cong viéc thuc té cua to chirc, (5) Phat trién cac thude do tir trén xudng, (6) To chirc
chién dich truyén thong dé giai thich BSC vira phan anh vira dan dat su tap trung vao
st mang cia t6 chirc, (7) Lién két cac hé thong: ké hoach, do ludng va chu ky ngan
sach, (8) Pam bdo su tin cay ctua qua trinh va sy trung thyc trong viéc bao céo, (9)
Thiét 1ap hé thong thong tin minh bach, kip thoi va (10) Lién két véi khen thuong
thong qua danh gia su tich cuc va hiéu qua thuc hién cong viéc [27].

Assiri & cong su, tir két qua khao sat 103 td chirc ¢ 25 quéc gia, da xac dinh
ba nhom yéu t chi phdi, chinh va hd tro anh hudng dén ing dung thanh céng BSC.
Trong d6, nhom chi phdi bao gdm ba yéu t6: (1) Xac dinh can bang cac vién canh
BSC: (2) Nhom nha quan tri cap cao ung ho va tham gia tich cyc trong qua trinh tng
dung BSC; (3) Nhém BSC dugc t6 chirc phu hop va hoat dong hiéu qua. Tiép dén,
nhom cac yéu t6 chinh duoc xac dinh kha chi tiét, bao gém: Tam nhin va chién lugc
rd rang; Pao tao kién thirc va k¥ ning vé BSC; Xay dung ké hoach trién khai va
truyén thong; Xay dung vin hoa khuyén khich moi nhan vién tham gia vao qua trinh
trién khai ung dung BSC; Xac dinh cac mbi quan hé nhan qua, cdc muyc tiéu va thiét
ké thudc do; Phan bd BSC tir trén xudng; Thiét ké HTTT BSC thich hop; Cap nhat
cac thude do BSC va lién két chiing véi khen thuong; Két ndi toan bo to chirc voi
chién lugc; Thuc hién bao cio thuong xuyén; xdy dung cac thudc do két qua thuc

hién BSC; Giai quyét cic van dé phét sinh va dinh hudng cac hoat dong theo muc
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tiéu BSC; Xay dung HTTT phan hoi; Tao méi truong khuyén khich nhan vién sang
tao va chia sé thong tin. Ngoai ra, BSC duoc tich hop vao hé thong quan 1y chién lugc
13 yéu t6 hd tro cho g dung BSC thanh cong [26].

Chavan trong mdt nghién ctru ctia minh vé img dung BSC ctia hai t6 chirc ciia
Uc (Big W thudc Woolworth va Standards Australia) d3 két luan rang ing dung BSC
12 mot qua trinh kha phirc tap, doi hoi nhiéu thoi gian, cong sirc, su chuan bi va su
thau hiéu, quyét tim va hd tro tich cuc cua cac nha quan tri cip cao. Tac gid nhan
dinh ngudn nhan lyc néi chung ctia cac doanh nghiép 1a chia khoa thanh cong ciia mo
hinh BSC [32].

Niam 2015, Lueg & Vu dd cong bd nghién ctru vé cac yéu to anh huong dén
ung dung thanh cong BSC duwa vao khung nghién ctru cia Buchanan va cng su
(2005), gdbm danh muyc cac yéu to dugc tong hop tir cac két qua nghién ctiru di duoc
cong b trude do vé tinh bén viing cua sy thay doi trong to chic. Tir d6 Lueg & Vu
d3 x4y dung khung nghién ctru toan dién cac khia canh lién quan dén tmg dung BSC
thanh cong, bao gém cac yéu tb: (1) Nang luc va thai d6 c4 nhan (ndi lo s¢, sy khong
kién dinh, sy chéng d6i) cua nhirg ngudi tham gia vao qua trinh tmg dung BSC, (2)
Mong muén va nang luc phat hién va giai quyét cac van dé xuét hién trong qua trinh
g dung BSC cua cac nha quan tri, (3) Su tng hd ctia cac NQT cap cao (thong qua
viéc cung cép cac nguén luc, xac dinh tdm nhin 16 rang va cac muc tiéu phu hop, thiét
1ap quyén uu tién bén ving), (4) Cac NQT chu tri trién khai img dung BSC ¢6 uy tin
va strc manh chi phdi qua trinh tng dung BSC, (5) Nhém BSC duoc trao quyén va
trang bi day du, dugc dio tao vé BSC, ¢6 kénh truyén thong hiéu qua, (6) Ung dung
BSC tré thanh nén tang cua cac hoat dong quan 1y, lién két voi chién lugc, 1a hé théng
ké hoach rd rang va dugc kiém soat, (7) Ung dung BSC trg thanh vin héa t6 chiic,
(8) Ung dung BSC dugc to chirc thanh chudi hop 1y céc su kién véi khung thoi gian
phu hop va (9) Xay dung quy trinh duy tri tng dung BSC [57].

Nhiéu nha nghién ctru trén thé giéi vé cac yéu té anh huong dén ting dung
BSC d chi ra rang su ung ho va tham gia clia cac nha quan tri cap cao, nhém BSC

va nhom nha quan tri cip trung 13 cac yéu t6 chil yéu dé ung dung Thé diém thanh
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cong. Pau tién 13 sy tng ho va tham gia cua cac nha quan tri cip cao c6 anh hudng
quan trong trong sudt qua trinh tng dung BSC [29], [43], [46], [51], [52], [57], [67],
[75], [82], [92]... Céc chuong trinh ing dung BSC chi thanh cong khi cac nha quan
tri cip cao ing ho va tham gia lién tuc qua trinh nay [47], [56]. Qua trinh tng dung
BSC dién ra thuén loi néu cac nha quan tri cép cao xac 1ap cac muyc tiéu ro rang [61].
CAac nha quan tri cAp cao c6 vai trd quan trong, nhit 1a vé khia canh cung cip céc
ngudn luc can thiét cho tng dung BSC [34]. Sy ung hd cua cic nha quan trj cip cao
c6 thé du dé thiic day qua trinh ing dung BSC, n6 c6 thé bu dip nhiing thiéu sot cua
Cc4c nha quan tri cip trung do thiéu ning luc hodc thiéu su cwong quyét [52]. Bén canh
su dé cao vai trd ciia nhom nha quan tri cip cao, ciing c¢6 nhiing tac gia thé hién sy
nghi ngo vé vai trd c6 tinh quyét dinh Gtng dung BSC thanh cong nay cta nhom nay
[39], [57], [68].

Mot s6 nha nghién ctru da khang dinh vai tro quan trong ctia nhom chu tri qua
trinh ing dung BSC [33], [43], [46], [47], [67], [82]. Nhdm BSC chu tri xay dung va
trién khai ké hoach img dung BSC, 6 chitc dao tao, truyén thong vé BSC. Nhém BSC
c6 vai tro dau mdi trong giai doan xay dung BSC cap t6 chirc; dinh huéng, hd trg cac
nha quan tri cip trung khi phan ting BSC; x4y dung cic quy trinh duy tri ing dung
BSC... Cubi cung, su tham gia cia cac nha quan tri cdp trung ciing 13 mot yéu tb anh
huong dén tmg dung BSC thanh cong. C4c nha quan tri cap trung can tham gia khi
bt dau xay dung BSC dau tién va ké hoach trién khai BSC. Vai trd cia nhom nha
quan tri cip trung ting 1én sau khi BSC duoc phan tang xudng cic don vi, ca nhan
[26], [33], [43], [46], [67], [82]... Néu cac nha quan tri cap trung khong nam rd chién
lugc chung cua t6 chirc hodic khong tham gia xay dung cac Thé diém cip don vi ma
chi linh hoi mot cach thu dong thi cac doanh nghiép khong thé ing dung BSC thanh
cong [33], [49], [51], [52], [62]. Ho ciing c6 vai tro lién két chién luge cip t6 chirc
v6i cap don vi [73].
1.2.2.2 Mpt s6 nghién civu tai Vigt Nam

Mot s6 két qua nghién ciru ndi bat vé cac yéu té anh hudng dén tmg dung BSC

thé hién qua cac nghién ctu vé thuan loi, khé khan, rao can, yéu to thanh cong, yéu



26

t6 anh hudéng dén tng dung BSC.

Mot s6 thuén loi cho viée trién khai ung dung BSC tai cac DNVN dugc Dang
Thi Huong nghién ciru gidi thiéu, d6 1a: (1) Su chii dong trong d6i méi, tiép cén cac
moé hinh quan 1y hién dai, (2) Nhan thirc vé vai tro cta chién lugc va thuc thi chién
lwoc, (3) Thue hién cach thirc quan 1y theo muc tiéu, (4) Luc lugng lao dong can cu,
thong minh, ham hoc hédi; bén canh d6 1a mot s6 khé khan nhu: (1) Thiéu nhan thuc
va su cam két tir phia cac nha lanh dao, (2) Kho khin trong viéc ap dung quy trinh
thuc hién theo m6 hinh Thé diém can bang, (3) Trinh d6 hoc van va ning luc quan
1y, diéu hanh cua c4c nha lanh dao con han ché, (4) Van hoa doanh nghiép chua dugc
chu trong [7]. Céc khé khan nay ciling kha tuwong tu voi cac rao can dugc Mai Xuan
Thity xac dinh nhu: (1) Thiéu nhan thirc day du vé hé thong, thiéu su ting ho ciing
nhu quan diém khac nhau cua cac nha quan tri cap cao, (2) Thiéu kién thirc va kinh
nghiém trién khai BSC va (3) Rao can vé truyén thong [59].

Bui Thi Thanh da nghién ctru va xac dinh cac diéu kién chinh dé tng dung
BSC thanh cong, bao gdm: (1) Ngudn nhén lyc cho trién khai BSC thé hién ¢ su cam
két va hiéu biét vé BSC cua cac nha quan tri, (2) Quy trinh hoat dong duoc chuin
hoa, (3) Hé thong co so dir liéu phai ddy di va thong nhat, duoc luu trir khoa hoc dé
dé dang tiép can. Tac gia khang dinh cac to chtrc, doanh nghiép can to chic truyén
thong va dao tao vé BSC; thanh 1ap nhém nong ¢t vé BSC; dic biét cac nha quan tri
cac cip san sang cung cap cac ngudn luc can thiét va giai quyét cac kho khin xuat
hién trong qua trinh trién khai tmg dung BSC [11]. V& co ban, cac két qua trén ciing
tuong tu cac yéu to thanh cong trong trién khai Thé diém can bang tai cac DNVN,
bao gom: (1) Lanh dao cip cao c6 nhén thic tot va quan tdm trién khai BSC, (2) Thé
diém duogc thiét ké tét, (3) Poi ngii ¢6 nang lyc, trach nhiém va sy déng thuan, (4)
Qua trinh xay dung va str dung BSC duoc to chure tdt, c6 ké hoach, 1anh dao ra quyét
dinh kip thoi, truyén thong dugc thuc hién tt trong toan cong ty [1].

Tac gia Tran Qudc Viét, trong nghién ciru cac yéu t6 anh huong dén mirc do
chép nhan mo hinh BSC tai cd&c DNVN néi chung dya trén phan tich bo s6 liéu cua

206 doanh nghiép, dd xac dinh mirc d6 tham gia ctia cac nha quan tri cap cao (thé
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hién qua viéc cac nha quan trj cAp cao tham gia nhiéu vao qua trinh gi6i thiéu BSC,
thau hiéu viéc ing dung mo hinh 14 can thiét va ung ho Gmg dung nay) va truyén thong
ndi bd co tac dong thuan chiéu dén muc do chép nhan mé hinh BSC trong quan tri
chién lugc tai cac DNVN [15].

Hai tac gia Pham Hung Cuong & Bui Van Minh da thyc hién nghién ctru tac
dong cua BSC dén két qua hoat dong cua doanh nghiép véi phuwong phap diéu tra,
khao sat thuc t& 150 doanh nghiép tai TP. H6 Chi Minh. Két qua nghién ctru da chi
ra mot trong cac yéu to tac dong thuan chiéu 1a quy mé tng dung BSC cua doanh
nghiép. Céc tac gia di nhan dinh rang doanh nghiép cang mo rong tng dung BSC
cho nhiéu cip quan tri, bd phan chic ning thi két qua 4p dung Thé diém s& cang tot
hon [4]. Cac nghién ctru khéc ciing chi ra cAn ¢ sy tham gia ctia moi thanh vién trong
doanh nghiép, can truyén thong chién lugc tich cuc dé khong chi cac nha quan trj cap
cao va cip trung ma con ca mdi nhan vién ciing nam rd thong tin chién lugc [5],
truyén thong can dugc thuc hién tét trong toan cong ty [1].

Céc nghién cuu trén duogc déu dya trén cac tai liéu nén tang vé BSC dé thuc
hién nghién ctru tng dung Thé diém can bang & cip do doanh nghiép theo cac quy
mé khao sat khac nhau, tir mot t6 chirc, doanh nghié¢p, mot s6 DNVN trén mot dia
ban cu thé dén mot tap hop nhiéu DNVN... Vi du nhu nghién ctru tinh huéng 0 mot
chi nhanh trong linh vyc tai chinh, kiém toan ctia Mai Xuan Thuy [59], nghién ctru
tai mot nhom ba doanh nghiép ctua Pang Thi Huong [7], nghién ciru tinh hudng tai
hai doanh nghiép da 4p dung BSC tir 2013 ctia Nguyén Quang Dai [5], mot nhom séu
doanh nghi¢p cua Trinh Thuy Anh [1], hodc nghién ctru voi cac DNVN Ia hoi vién
ctia Phong Thuong mai va Cong nghiép Viét Nam cta Tran Qudc Viét [15]... Mic
du cac két qua nghién ctru ¢6 quy mé thuc hién va tinh khai quat & muc d6 rat khac
nhau nhung déu gdp phan hé théng hoa 1y luan chung vé tng dung BSC va hudng
dén mot s6 quan diém chung vé cac yéu to anh huong dén tmg dung thanh cong mo
hinh BSC tai céc t6 chtic, doanh nghiép.

Céc nghién ctru tai Viét Nam vé tng dung BSC di chi ra sy anh hudng cua

nhém nha quan tri cAp cao, nhém BSC va cic nha quan tri dén Gmg dung BSC. Céc
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nha quén trj cip cao co vai trd rat quan trong trong viéc thuc diy qua trinh d6i méi
n6i chung va chip nhan tng dung BSC néi riéng [15], nhan thirc va cam két trién
khai tng dung BSC cin c6 tir cac nha quan tri cip cao, Thé diém thanh cong hay
khong phu thudce vao quyét tim, sy chit dong trong d6i mdi, tiép can cac mo hinh
quan 1y hién dai cia nhém nha quan tri cap cao [1], [7]. Néu cac nha quan tri cip cao
thiéu nhan thirc day du vé hé thong, thiéu sy tng ho ciing nhu c¢6 quan diém khac
nhau, thiéu kién thtrc va kinh nghiém trién khai BSC... thi qu4 trinh tng dung BSC
s& kho dat dugc thanh cong [59]. Nhung du lanh dao cap cao c6 quan tdm thoa dang
thi van can cac nha quan tri cac cp hiéu, co trach nhiém va dong thuén trong qua
trinh trién khai Thé diém [1]. Cac nha quan tri cac cip noi chung can ¢ trinh do dao
tao vé chuyén mon va nang lyc quan 1y phu hop vai vi tri, chitc danh, nhiém vu dugc
giao [7], sin sang cung cap ngudn luc va giai quyét khé khan lién quan nham tng
dung thanh cong BSC [11]. Bén canh cac nhom nha quén tri cac cap, vai trd ciia nhom
nong cdt trién khai BSC 1 rat quan trong [11].
1.2.2.3 Téng hop cdc yéu to anh hwéng dén irng dung Thé diém cin bing

Ttr tong quan nghién ctru cac yéu t6 anh hudng dén timg dung BSC, c6 thé tong
hop duge cac quan diém chung twong Gmg v6i cac nhom yéu té anh huong dén tng
dung thanh cong BSC.

Bing 1.6. Téng hop cac quan diém chung vé cac yéu to anh huong dén ung dung

thanh céng BSC

Céc yéu t6 anh huong dén ing dung BSC thanh cong theo quan diém Quan diém

cta cac nha nghién ctu chung

Céc nha quan tri c4p cao ting hd, cam két va tham gia lién tuc (Kaplan &

o y Céc nha quan
Norton, 1996, 2006), (Assiri & cong su, 2006); Cac nha quan tri cap cao |
. , . ] tri cap cao
dong thuan, ung hd va cung cap cac ngudn lyc dé ung dung BSC (Chan,
. o _ ung ho, cam
2004); Su bao trg dicu hanh cua cac nha quan tri cap cao (Niven, 2006);

. két, dong
DPat dugc sy ung ho tir 1anh dao cap cao (Barkdoll & Kamensky, 2005); N
] ] , , 5 thuan va
Céc nha quan tri cap cao thau hiéu, quyet tdm va ho trg tich cuc (Chavan, L
tham gia lién

2009); Sy ung ho cia cac nha quan tri cap cao théng qua viée cung cap ;
; . tuc trong qua
cac nguon luc (Lueg & Vu, 2015); Su cam két tir phia cac nha lanh dao
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(Pang Thi Huong, 2010); Sy tng ho va déng thudn cua cac nha quan tri
cap cao (Mai Xuan Thuy, 2012); Lanh dao cip cao c6 nhan thirc tét va
quan tam trién khai BSC (Trinh Thily Anh, 2014).

trinh ing
dung BSC

Céc nha quan tri cip cao va nhom BSC t6 chirc hoat ddng nhém hiéu qua

(Niven, 2006); Nhém BSC dugc t6 chirc phit hop va hoat dong hiéu qua

Nhom nha

quan tri cap

(Assiri & cong s, 2006): Nhom BSC duoc trao quyén va trang bi day du; | cao va nhom
cac nha quan tri thugc nhém BSC ¢6 uy tin va sttc manh chi phéi qua trinh | BSC hoat
tmg dung BSC (Lueg & Vu, 2015); Thanh 1ap nhom nong c6t vé BSC | dong nhoém
(Bui Thi Thanh, 2011). hi¢u qua
L ) \ C6 su tham
Cac nha quan tri cap trung tham gia va dong thuan (Chan, 2004); ‘
gia cua cac

Tao mot qua trinh quan tri ¢6 sy tham gia ciia cac nha quan tri chu chot

(Barkdoll & Kamensky, 2005).

nha quan tri

cép trung

Ngudi bao tro diéu hanh c6 du kién thirc, nang luc trién khai tng dung
BSC (Kaplan & Norton, 2006); Nhom BSC c6 ning luc giai quyét cac
van dé phat sinh va dinh hudng cac hoat dong theo muc tiéu BSC (Assiri
& cong su, 2006); Nang lyc va thai do cd nhan cia nhiing nguoi tham gia
vao qua trinh ing dung BSC (Lueg & Vu, 2015); Nhan thirc vé BSC; trinh
dd hoc van va nang luc quan 1y, diéu hanh; sy chu dong trong ddi méi,
tiép can cdc md hinh quan 1y hién dai ctia cac nha lanh dao (Pang Thi
Huong, 2010); Nhan thirc vé hé thdng, kién thic va kinh nghiém trién
khai BSC cuia cac nha quan tri cp cao (Mai Xuan Thuy, 2012); Sy hiéu
biét va cam két vé BSC ctia cac nha quén tri; cdc nha quan tri cac cip san
sang cung cip cac ngudn luc can thiét va giai quyét cac kho khin xuét
hién trong qua trinh trién khai tmg dung BSC (Bui Thi Thanh, 2011); Doi
ngi c6 nang luyc (Trinh Thuy Anh, 2014).

Kién thirc vé
BSC, nang
luc va thai do
ca nhan cua
nhiing nguoi
tham gia vao
qua trinh Gng

dung BSC

Xac dinh 16 sy can thiét img dung BSC (Kaplan & Norton, 2006);
Ly do cho du an Thé diém (Niven, 2006).

Ly do thuyét
phuc cho ung

dung BSC

Xac dinh 13 tm nhin va chién luoc (Kaplan & Norton, 2006); Tam nhin

va chién lugc 16 rang (Chan, 2004), (Assiri & cong su, 2006); Chién luoc

Tam nhin va

chién lugc ro
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phat trién cua doanh nghiép (Niven, 2006); Xac dinh tim nhin rd rang va

cac muc tiéu phu hop (Lueg & Vu, 2015).

rang, muc

ti€éu phu hop

T6 chuc chién dich truyén thong vé BSC (Barkdoll & Kamensky, 2005)
T6 chic dao tao va truyén thong dé nhan vién nhan biét chién luoc
(Kaplan & Norton, 2006); T chuc dao tao vé BSC (Assiri & cong su,
2006), (Chan, 2004); Truyén thong va dao tao vé BSC (Niven, 2006), (BUi
Thi Thanh, 2011); Truyén thong vé BSC trong toan cong ty (Mai Xuén
Thuy, 2012), (Trinh Thuy Anh, 2014), (Nguyén Quang Pai, 2016).

T chuc dao
tao va truyén
thong vé

BSC

Thoi gian trién khai ban dau khong qua dai (Kaplan & Norton, 1996); Xay
dung ké hoach trién khai BSC hop 1y (Assiri & cong su, 2006); Ung dung
BSC duoc t6 chtrc thanh chudi hop 1y cac sy kién véi khung thoi gian phu
hop (Lueg & Vu, 2015); Qua trinh x4y dung va sir dung BSC duoc t6
chire t6t, ¢6 ké hoach (Trinh Thity Anh, 2014).

K& hoach
trién khai
ung dung

BSC hop Iy

Xay dung SM va thiét ké BSC; xéac 1ap muc ti€u va sang kién (Kaplan &
Norton, 2006); X4y dung cac thudc do cho phu hop véi cac vién canh
BSC (Niven, 2006); Do ludng cac yéu to ma khach hang, cd déng va nhan
vién thdy c6 gia tri (Barkdoll & Kamensky, 2005); Xac dinh can bang cac
vién canh BSC; Xéc dinh cac muc tiéu va thiét ké thude do (Assiri & cong

su, 2006); Thé diém duoc thiét ké tot (Trinh Thuy Anh, 2014).

Ban d6 chién
Iwoc va Thé
diém can
bang dugc
thiét ké phu
hop

Lién két toan bd to chtic véi chién luoc (Kaplan & Norton, 2006); Phat
trién cac thude do tir trén xudng (Barkdoll & Kamensky, 2005); Phan ting
BSC tir trén xubng dé lién két toan t6 chirc vai chién luge (Niven, 2006);
Phan t?mg BSC tur trén xuéng, két ndi toan bd td chirc voi chién luoc
(Assiri & cong su, 2006); Ung dung BSC cho nhiéu cap quan tri, bo phan
chtrc nang, trén pham vi toan doanh nghi¢p (Pham Hung Cuong & Bui
Vian Minh, 2014).

Phén tang
Thé diém tir
trén xudng dé
lién két toan
t6 chirc v6i

chién lugc

Lién két BSC véi khen thuong (Chan, 2004), (Barkdoll & Kamensky,
2005); Lién két cac thude do BSC véi khen thudng (Assiri & cong su,
2006); Xay dung cic ché do khen thuong khuyén khich nhan vién lién két
chién luoc v6i cac muyc tiéu va dong co lam viéc, lién két chién lugc véi

su phat trién ning luc ca nhan (Kaplan & Norton, 2006).

Lién két BSC
véi khen

thuong
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Xay dung van hoa thyc hién cong viéc mot cach hoan hao (Chan, 2004); | ,
Ung dung

X4y dung vin hoa khuyén khich moi nhan vién tham gia trién khai tmg BSC
tro

dung BSC (Assiri & cong su, 2006); Ung dung BSC tré thanh van hoa to hanh
. thanh van
chuc (Lueg & Vu, 2015); Van héa doanh nghiép can dugc chu trong

(bang Thi Huong, 2010).

hoda t6 chuc

Duy tri tng dung mét cach don gian, d& str dung va dé hiéu (Chan, 2004):;
Lién két BSC véi cac hé thong ké hoach, do luong va chu ky ngan sach
. _ . .| Xay dung
(Barkdoll & Kamensky, 2005); Cai tién cac quy trinh quan 1y dé duy tri

. ‘ quy trinh duy
ung dung BSC (Kaplan & Norton, 2006); Moi lién hé cia BSC v&i nhirng

tri img dung

quy trinh quan 1y (Niven, 2006); BSC duoc tich hop vao hé thdng quan L
BSC va tich

ly chién luge (Assiri & cong sy, 2006); Xy dung quy trinh duy tri ing hap véi he
dung BSC; Ung dung BSC trg thanh nén tang cia cac hoat dong quan 1y | '
(Lueg & Vu, 2015); Quy trinh hoat dong dugc chuan hoa theo md hinh
BSC (bang Thi Huong, 2010), (Bui Thi Thanh, 2011).

Trién khai hé thong bao cdo BSC (Kaplan & Norton, 2006); Quy trinh

béo céo két qua lién quan (Niven, 2006); Thiét 1ap HTTT BSC minh bach,

thong quéan 1y

kip thot; Pam bao sy tin ciy cua qua trinh va su trung thuc trong viéc bao
cao (Barkdoll & Kamensky, 2005); Thuc hién bao cao thuong xuyén; xay
dung cac thude do két qua thuc hién BSC; Thiét ké HTTT BSC thich hop

Xay dung
HTTT BSC
thich hop

(Assiri & cong su, 2006); Hé théng co so dir liéu BSC phai day du va
thdng nhét, duoc luu trit khoa hoc (Bui Thi Thanh, 2011).

(Nguon: Tdc gid tong hop)

Véi cac quan diém chung vé cac yéu té anh hudng dén tmg dung BSC di dugc
téng hop ¢ bang 1.6, két hop véi vai tro, nhi¢ém vu cua cdc nhém nha quan tri dugc
céc nha nghién ctru gidi thiéu tai cac cong bd vé quy trinh img dung BSC, c6 thé thiy
rang cac yéu t6 nay lién quan tryc tiép dén su tham gia va ung ho ciia cac nhém nha

quan tri cap cao, cap trung va nhom BSC (bang 1.7).
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Bing 1.7. Mbi quan hé giira cac yéu t6 anh hudng dén tng dung thanh cong BSC

vO1 su tham gia cua cac nha quan tri

Quan diém chung

vé cac yéu t6 anh huong dén ing dung BSC

Nhoém nha quan tri

lién quan

Cac nha quan tri cap cao ung hg, cam két va tham gia

lién tuc trong qua trinh tng dung BSC.

Nhom nha quan tri cap cao

Nhom nha quan tri cép cao va nhém BSC hoat dong

nhom hiéu qua.

Nhoém nha quan tri cap cao va

nhém BSC

Co su tham gia ctia cic nha quan tri cap trung.

Nhom nha quén tri cip trung

Kién thuc vé BSC, nang lyc va thai do ca nhan cua

nhirng ngudi tham gia vao qua trinh tmg dung BSC.

Céac nha quan tri tham gia

trién khai img dung BSC

Ly do thuyét phuc cho mg dung BSC.

Tam nhin, chién lugce 10 rang, cac muyc tiéu phu hgp

Nhom nha quan tri cap cao

T6 chic dao tao va truyén thong vé BSC.

Ké hoach trién khai img dung BSC hop 1y.

Nhom BSC

Ban d6 chién lugc va Thé diém can bang dugc thiét ké

phu hop.

Nhém nha quan tri cap cao,

cAp trung va nhém BSC

Phan tang Thé diém tir trén xudng dé lién két toan t6

chirc véi chién luoc.

Nhém nha quan tri cap cao,

cép trung va nhém BSC

Lién két BSC véi khen thuong.
Ung dung BSC tré thanh vin héa to chuc.

Nhom nha quan tri cap cao,

cAp trung va nhoém BSC

Xay dung quy trinh duy tri tng dung BSC va tich hop
v6i hé théng quan 1y; Xay dung HTTT BSC thich hop.

Nhom BSC (dau mdi)

(Nguon: tac gid tong hop)

Viéc phan tich va téng hop cac nghién cru vé yéu t6 anh hudng dén tng dung

thanh cong mo hinh BSC cho thay van dé nay dugc rat nhidu tac gia quan tim nghién

curu va cong bo két qua nghién ctru véi cac yéu to ¢ muc do tong quat, chi tiét khac

nhau, tuy nhién c6 mét s6 quan diém chung dwgc nhiéu nha nghién ctru dé cip dén:
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(1) C6 ba nhém nha quan tri anh huong dén ing dung BSC thanh cong, d6 1a
cac nha quan tri cdp cao, cac nha quan trj cap trung va nhom chu tri BSC. Céac nha
quan trj cAp cao va nhom BSC cén t6 chirc hoat dong theo nhém mét cach hiéu qua.
Tat ca nhitng nha quan trj tham gia vao qua trinh ing dung BSC can c¢6 kién thuc vé
BSC, c6 ning lyc can thiét va thai do tng ho qua trinh nay.

(2) Anh huéng ctia nhém nha quan tri cip cao dén tng dung BSC thanh cong
dugc nhidu nha nghién cru danh gia 1a chinh yéu thong qua viéc ung hod, cam két,
d6ng thuan va tham gia lién tuc trong qua trinh ing dung BSC. Ho 1a ngudi dua ra ly
do thuyét phuc cho tng dung BSC, tim nhin va chién luoc rd rang, cac muc tiéu chién
Iuge pht hop. Su ting ho va tham gia ctia cac nha quan tri cAp cao thé hién bang viéc
san sang cung cap cac ngudn luc can thiét cho trién khai tmg dung BSC; tham gia
truyén thong vé tim nhin va chién lugc, vé BSC; tham gia thiét ké cac Ban dd chién
luge va Thé diém can bang. ..

(3) Vai tro ctia nhom chi tri BSC thé hién qua viée xay dung ké hoach trién khai
tmg dung BSC hop 1y, trong d6 c6 ké hoach phén tang Thé diém; chi tri t6 chirc dao tao
va truyén thong vé BSC; chu tri thiét ké Ban d6 chién luoc va Thé diém can bang.

(4) Phan tang Thé diém tir trén xubng dé lién két toan to chirc véi chién lugc
la yéu to quyét dinh thanh cong that sy khi rng dung m6 hinh BSC, huéng moi don
vi, bd phan va ca nhan hoat dong theo muc tiéu chién lugc chung cua td chure, doanh
nghiép. Do d6, giai doan phan tang BSC c6 vai trd quan trong trong su thanh cong
ctia mo hinh Thé diém can bang.

1.2.3 Toéng quan nghién ciru vé phan ting Thé diém cin bang

Phén ting Thé diém cin bang 13 mét giai doan trong quy trinh tmg dung Thé
diém can bang. Cac nghién ctru lién quan dén phan tang BSC thuong duge gidi thidu
chung trong qua trinh nghién ctru tng dung BSC ([4], [27], [31], [32], [34], [43], [46],
[47], [51], [52], [57], [671, [77], [82], [88]...), rat it nghién ctru chi riéng vé giai doan
phan ting BSC [33].

Khai niém vé phan taing BSC, quy trinh phan tang voi cic nhiém vu cu thé can

trién khai, sy tham gia ctia cac nha quan tri trong giai doan nay dugc mo ta chi tict
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trong cac nghién ctru cua Kaplan & Norton [43], [46], Niven [67], Rohm & Halbach
[82] va mot sb tac gia nhu di gidi thiéu & myc 1.2.1. Quy trinh va nguyén tic phan
tang BSC ciing duoc mot sb tac gia khac nhu Chavan [32], Decoene & Bruggeman
[33] dé cap trong cac nghién ctru ctia minh.

Kaplan & Norton, Barkdoll & Kamensky, Niven, Assiri & cOng sy, Pham
Hung Cudng & Bui Vin Minh déu khing dinh phéan ting BSC 1a mét giai doan c6
anh hudng 16n dén tmg dung BSC thanh cong [4], [27], [43], [46], [67]. Theo Chan,
Speckbacher & cong su, néu khong trién khai phan tang dén cung thi tng dung BSC
s& khong dat két qua nhu mong mudn [31], [88].

Trong giai doan phan tang BSC, cic nha quéan tri tham gia theo nhém véi
nhimng vai tro khac nhau. Nhiéu nghién ctru vé tmg dung BSC c6 dé cap dén phan
tang BSC déu chi ra rang, dé phan tang BSC thanh cong can c¢6 su ung ho va tham
gia clia cac nha quan tri cp cao, nhoém chu tri BSC va cac nha quan tri cap trung.

Sb lugng cac nghién ciru dé cap dén vai tro quan trong ciia nhém nha quan tri
cap cao la nhiéu nhat [1], [7], [15], [32], [34], [43], [46], [47], [51], [52], [57], [61],
[67], [77], [82]... Pa sb cac nha nghién ciru khang dinh chi khi nhém nha quan tri
cap cao ung ho va tham gia lién tuc qua trinh trién khai img dung BSC thi dy an BSC
moi ¢6 thé thanh cong. Do d6, su ung ho va tham gia ciia ho trong giai doan phan
tﬁng 1a that sy can thiét. Mot sb tac gia nhan manh mot s vai trd cua nhom cép cao
nhu xéac 1ap myc tiéu [61], cung cip ngudn luc [34], truyén thong vé BSC [46], tham
gia danh gia cac Thé diém duogc phén tang tir cap t6 chirc xudng cac don vi [32]...

Tiép dén 1a cac nghién ctru dé cap dén nhom BSC véi vai tro chi tri trién khai
du an [11], [26], [32], [33], [43], [46], [47], [67], [82]... Su tham gia ciia nhom BSC
1a mot trong nhirng yéu to chii yéu anh hudng dén ing dung BSC néi chung va phan
tang BSC noi riéng [26]. Cac nhiém vu cu thé ciia nhém BSC trong giai doan phan
tang duoc gidi thiéu trong cac nghién ciru déu thé hién sy tham gia cia ho anh hudng
tryc tiép dén phan tang BSC thanh cong, d6 1a: xay dung va trién khai ké hoach phan
tang, ké hoach dao tao va truyén thong vé BSC [46], [67], [82], tO chirc ra soat va
danh gia tong thé cac Thé diém dugc phan tang xudng cac don vi [32], [43], [46],
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[67], hd trg cac nha quan tri cip trung khi phat trién cac Thé diém th cip [33]...

Su tham gia cia nhém nha quan tri cip trung trong giai doan phan tang BSC
dugc gidi thiéu trong cac nghién ctru vé quy trinh tmg dung BSC. Mot sb tac gia
khang dinh sy tham gia ctia ho 1 yéu t6 anh huéng dén tng dung BSC thanh cong
[27], [31], vai trd cia nhoém nay ting 1én khi trién khai phan tang BSC trong toan to
chtrc [46], [67], giai doan phan tAng can co sy tham gia tich cuc ciia nhém nha quan
tri cap trung [26], [33]. Mot sd tac gia chi ra anh hudng khong tich cuc tir viée cac
nha quan trj cap trung khong dugc tham gia vao giai doan phan ting Thé diém tir cap
t6 chtrc xudng cac don vi ma ho phu trach [33], [35], [49], [51], [52].

Céc nghién ctru €6 lién quan dén sy tham gia va anh hudng ciia ba nhém nha
quan tri &én tng dung BSC n6i chung va phan ting BSC ndi riéng dé cap nhiéu nhat
dén nhom nha quan tri cap cao, sau d6 1a nhém nha quan tri cap trung va nhém BSC.
Phuong phap nghién ciru duoc str dung chi yéu 14 dinh tinh, mot s it sir dung phuwong
phap dinh luong. Nhiéu nghién ctru dinh tinh dé cap dong thoi dén ca ba nhoém nha
quan tri. Trong cac nghién ctru dinh lugng, thudng 1a nhom nha quan tri cap cao dugc
dé cap c6 anh hudng chinh yéu dén tmg dung BSC néi chung va phan tang BSC thanh
cong nai riéng [5], [15], [26], [31], [85], [91]; it nghién ctru xuat hién thém nhém nha
quan tri thir hai (hodc nhom BSC hoic cip trung) [26], [31].

Bing 1.8. Tong hop mot s6 nghién ctru ¢6 lién quan dén anh hudng ciia cac nhém

nha quan tri dén tng dung BSC néi chung va phan tang BSC néi riéng

Cac nhom NQT duoc dé cap

Nghién ctru Phuong phap | Nhém Nhém Nhom

nghién ctru NQT BSC ’NQT

cap cao cap trung
Kaplan & Norton (1996, 2006, 2008) Dinh tinh X X X
Niven (2006) Dinh tinh X X X
Rohm & Halbach (2006) Dinh tinh X X X
Kasurinen (2002) DPinh tinh X X X
McAdam & Walker (2003) DPinh tinh X
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Chan (2004) Dinh lugng
Barkdoll & Kamensky (2005) DPinh tinh
Decoene & Bruggeman (2006) Dinh tinh
Assiri & cong su (2006) Dinh lugng
Kasperskaya (2008) DPinh tinh
Chavan (2009) Dinh tinh
Tung & cong su (2011) Dinh lugng
Schlieper (2014) Dinh luong
Lueg & Vu (2015) DPinh tinh
bang Thi Huong (2010) Dinh tinh
Bui Thi Thanh (2011) DPinh tinh
Tran Qudc Viét (2012) Dinh luong
Mai Xuan Thuy (2012) Dinh tinh
Trinh Thuy Anh (2014) DPinh tinh
Nguyén Quang Dai (2016) Dinh lugng

(Nguén: tac gid tong hop)

Trong cac nghién ctru dinh Iuwgng néu trén, nghién ctru cua Assiri & cong su
(2006) sir dung phuong phap phan tich thong ké gi tri trung binh dé danh gia mirc
d6 tac dong cua 27 yéu to anh hudng dén tmg dung BSC thanh cong, trong d6 c6 2
yéu t6 lién quan dén nhom nha quan tri cip cao va nhém BSC; nghién ctru ctia Chan
(2004) ciing sir dung phuong phap phan tich nay dé nghién ctru 15 nguyén nhan gay
nén that bai khi tng dung BSC, trong d6 c6 2 nguyén nhan lién quan dén hai nhom
nha quén tri cap cao va cap trung. Cac tac gia Tran Qudc Viét, Schlieper, Tung &
cong su nghién ctru anh huéng dén tmg dung BSC cuia nhém nha quan trj cip cao

cung voi mot s0 yeu to khac khong lién quan dén cac nha quan tri (Tran Qudc Viét:
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5 yéu td, Schlieper: 2 yéu t§, Tung & cong su: 5 yéu td) c6 xay dung mé hinh va
thang do cac khai niém nghién ctru [15], [85], [91].

Bing 1.9. Mot sb nghién ciru dinh luong c6 lién quan dén anh hudng cua cic nhom

nha quan tri dén tmg dung BSC néi chung va phan tang BSC noi riéng

Nghién Cac nhém NQT
) Cép Cép Noi dung phuong phap nghién ctiu
e cao | BSC | trung
Nghién ctru dinh tinh dé xay dung bang khdo sat vé céac
Chan yéu to anh hudng;
(2004) X * | Thu thap dir li¢u (thang do Likert 1-5);
Phan tich thong ké gia tri trung binh.
Nghién ctru dinh tinh dé xac dinh cic yéu to anh hudng
Assiri & (c6 thang do céc yéu t6 anh hudng);
congsu | X | X Thu thap di liu (thang do Likert 1-5):
(2006) Phan tich thong ké gia tri trung binh.
Tung & Nghién ctru dinh tinh dé xay dung mé hinh va thang do;
cong su X Thu thap dir liéu (thang do Likert 1-5);
(2011) Phan tich hoi quy da bién.
Nghién ctru tai liéu dé xay dung mé hinh va thang do;
Schlieper Thu thap dir liéu (thang do Likert 1-5);
(2014) X Phan tich gia tri va do tin cay thang do;
Phan tich hoi quy da bién.
Tran Nghién ctru dinh tinh dé xay dung mé hinh va thang do;
Quéc Thu thap dit liéu (thang do Likert 1-5);
Viét X Phéan tich EFA va Cronbach alpha;
(2012) Phan tich hoi quy da bién.
Nguyén Nghién ctru dinh tinh dé x4y dung bang khao sat vé cac
Quang yéu t6 anh hudng;
Pai X Thu thap d liéu (thang do Likert 1-5);
(2016) Phan tich thong ké (trung binh, phan trdm...).

(Nguon: tac gia tong hop)
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1.3 K&ét luén tir tong quan nghién ctru va huéng nghién ciru trong tim
1.3.1 K&ét luan tir tdng quan nghién ciu

Céc nha sang 1ap Thé diém can bang Kaplan & Norton 1 nhitng ngudi dau
tién nghién ctru xay dung cac quy trinh trién khai g dung BSC mét cach bai ban va
chi tiét. Quy trinh tng dung BSC tiép tuc dugc cac dng hoan thién ciing voi viée hoan
thién 1y luan vé Thé diém. Mot s it tac gia khac cling dd day cong nghién ciru vé quy
trinh ing dung BSC, ni bat 1a cac tac gia nhu Niven, nguoi dugc xem 1a nha tu van
hang dau vé BSC hay hai nha lanh dao Hiép hoi BSC Hoa Ky Rohm & Halbach. ..

Céc cong bd nghién ctru vé quy trinh tng dung BSC cho thiy quy trinh ¢6 cac
giai doan 16n: (1) Chuén bi, (2) Xay dung BSC cap t6 chirc, doanh nghiép, (3) Phan
tang BSC, va (4) Duy tri BSC. C6 ba nhdm nha quan tri (cip cao, cip trung va nhom
chu tri BSC) déng vai trd quan trong khong chi tir nhitng budc xay duyng BSC dau
tién ma con trong subt qua trinh trién khai BSC, tuy nhién muc d6 tham gia va anh
huong ctia mdi nhom nha quén tri dén mdi giai doan cta quy trinh ing dung 1a khac
nhau va phu thudc mot phan vao dic thu ciia mdi to chirc, doanh nghiép.

Rét nhiéu tac gia trén thé gidi va mot s tac gia & Viét Nam quan tdm nghién
ctru cac yéu t6 anh huong dén ung dung BSC. Trong sb cac yéu to co anh huong
chinh yéu dén tng dung BSC thanh cong 13 sy ung ho va tham gia ctia cac nha quan
tri va trién khai phan tang BSC trong pham vi toan t chirc, doanh nghiép.

Phan tang BSC 1a mot giai doan déng vai trd quan trong trong quy trinh tng
dung Thé diém can bang. Cac nghién ctru lién quan dén phan ting BSC thuong dugc
gidi thiéu chung trong qua trinh nghién ctru g dung BSC. Nhiéu nghién ctru vé ing
dung BSC c6 dé cap dén phan ting BSC déu chi ra rang dé phan ting BSC thanh cong
can c6 sy ung ho va tham gia cua cac nha quén tri cip cao, nhom chi tri BSC va cac
nha quan trj cip trung.

Bén canh sy dé cao vai tro clia cic nhém nha quan tri trong tmg dung BSC noi
chung va phan ting BSC néi riéng ciing c6 nhiing tac gia thé hién sy nghi ngd vé vai
tro c6 tinh quyét dinh nay cta cac nha quan tri, dac biét 1a nhém nha quén tri cip cao.

Theo quan di€ém cua Kaplan, dé€ xac dinh dugc mot cach chinh xac vai tro ctia céac
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nhém nha quan tri anh huéng dén tng dung thanh céng BSC trong mdi t6 chirc, doanh
nghiép, can do luong sy anh hudng ciia cdc nhom nha quan trj trong tng dung BSC
tai t6 chuc, doanh nghiép do.

Phuong phap nghién ctru duge sir dung ¢ cic nghién ctru lién quan dén anh
huéng cua cac nhom nha quan tri dén Gtng dung BSC ndi chung va phan ting BSC
noi riéng chi yéu 1a dinh tinh va thuong dé cap dén ca ba nhém nha quan tri, mot sb
it str dung phuong phap dinh luong c6 dé cip dén nhém nha quan trj cip cao, rét it
nghién ctru dinh luong thuc hi¢n déng thoi voi hai nhom nha quan tri.

Tong quan nghién ctru vé tng dung Thé diém can bang cho thiy viéc nghién
ctru sy tham gia ctia cac nhém nha quan tri ¢6 that sy anh hudng dén tng dung BSC
thanh céng hay khong, mirc d6 anh huéng ciia cic nhom nha quén tri dén timg giai
doan ctia quy trinh tmg dung BSC, dic biét 1a giai doan phan ting & mdi t6 chirc nhu
thé nao 1a that su can thiét dé cac nha quan tri nhin nhan ding dén vé vai tro, trach
nhiém tham gia vao qua trinh trién khai img dung BSC néi chung va giai doan phan
tang BSC néi riéng. Hién trén thé gidi cling nhu tai Viét Nam chua c6 nghién ctu st
dung phuong phap dinh luong dé danh gia anh hudng cua dong thoi ba nhdm nha
quan tri dén mot giai doan cu thé cua quy trinh ing dung BSC, trong do6 c6 giai doan
phan tang BSC. Py chinh I khoang trdng trong nghién ciru mg dung BSC n6i chung
va phéan ting BSC noi riéng.

1.3.2 Huwéng nghién ctru trong tim cia luan an

Tai Viét Nam, viéc ing dung mo6 hinh BSC cua cac td chire, doanh nghiép con
gip mot s6 kho khan do thiéu sy ting ho, cam két ctia cac nha quan tri cap cao ciing
nhu quan diém khac nhau vé mirc 46 tham gia cta cic nha quan tri cac cip, thiéu
nhan thirc day du vé hé thong, thiéu kién thirc va kinh nghiém trién khai BSC ctia cac
nha quén tri trong qua trinh trién khai tng dung BSC, dic biét trong giai doan phan
tang BSC trong toan to chirc, doanh nghiép.

Xuat phét tir khoang trong nghién ctru img dung BSC va thyc trang ing dung
m6 hinh BSC ctia cac DNVN, huéng nghién ciru trong tim cta dé tai 1a xdy dyng mo

hinh nghién ctru dinh lugng nham danh gia dong thoi sy anh huéng ctia ba nhém nha
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quan tri cdp cao, cap trung va nhém BSC dén giai doan phan tdng trong quy trinh
trién khai tng dung BSC tai mot t6 chirc, doanh nghiép Viét Nam dé gitip cac nha
quan tri néi chung, dic biét 1a cac nha quan tri cip cao c6 quan diém, nhan thirc dung
dan vé mo hinh BSC, xac dinh mirc d6 tham gia can thiét nham trién khai tmg dung
BSC thanh ¢ong tai t6 chirc, doanh nghiép.

Doanh nghiép duoc chon dé nghién ctru 1a Téng Cong ty Dich vu Vién thong
(VNPT-Vinaphone) véi quy mé 16n (c6 cac cip Téng Cong ty — Pon vi — B phan —
Cé nhan; voi hon 70 don vi truc thudc) va da trién khai phan tang BSC dén moi cap
ctiia doanh nghiép. Giai doan phan tang BSC tai VNPT-Vinaphone dugc trién khai
trong hai nim véi su tham gia tich cuc ctia nhom nha quan tri cip cao, nhom chi tri
BSC va céac nha quan tri cép trung va da dat dugc mdt s6 thanh cong nhét dinh. Tuy
nhién, trong qua trinh trién khai phan tang BSC sau rong dén cip ca nhan, VNPT-
Vinaphone di phai d6i mat va vugt qua nhiéu khé khan do nhan thirec khong day du
vé md hinh BSC, su thiéu quyét liét ciing nhu khong c¢6 kinh nghiém trién khai mo
hinh ciia mot s6 nha quan tri cac cap. Nghién ctru sy tham gia va anh hudng cia ba
nhom nha quén tri dén phan ting BSC tai VNPT-Vinaphone sé& gitp cac nha quan tri
doanh nghiép c6 co sé ting cudng su tham gia trong trién khai tng dung BSC, dong
thoi ciing cung cép bai hoc kinh nghiém cho cac doanh nghiép cé quy mo, dic diém
hoat dong twong tu nhu VNPT-Vinaphone.

1.4 Tém tat Chwong 1

Chuong 1 giéi thidu 1y luan nén tang vé Thé diém can bang va tong quan cac
cong trinh nghién ctru trén thé gidi va tai Viét Nam vé ung dung Thé diém can bang
thong qua cac ndi dung: (1) Quy trinh tmg dung BSC; (2) Céc yéu tb anh huong dén
tmg dung BSC va (3) Phan tang BSC.

Tong quan nghién ciru vé tng dung BSC cho thiy quy trinh tng dung BSC ¢6
bén giai doan 16n, trong d6 giai doan phan tang BSC c¢6 vai tro quan trong; mirc do
tham gia va anh hudng cta cic nhém nha quan tri cac cap 1a khac nhau & mdi giai

doan khac nhau; sy tham gia va ing hd cua cac nhém nha quan tri (cap cao, cap trung
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va nhém BSC) ¢6 anh hudng chinh yéu dén tng dung BSC thanh cong néi chung va
phan tang BSC néi riéng.

Sau khi tién hanh nghién ctru tong quan, tac gia xac dinh khoang tréng nghién
ctru vé tmg dung BSC la d4nh gia dong thoi (bang phuong phap dinh lugng) anh
huong ciia ba nhom nha quén tri cip cao, cip trung va nhém BSC dén mét giai doan
trong quy trinh trién khai tmg dung BSC, cu thé 1a giai doan phan ting BSC tai mot
td chure, doanh nghi¢p nao do. Tur do, tac gia chon hudng nghién clru 1a “Anh huong
nha quan tri dén phan ting Thé diém can bang: nghién ctru trudng hop Tong Cong ty
Dich vu Vién thong” nham giip cac nha quan tri noi1 chung, dac biét 1a cac nha quan
tri cap cao cia VNPT-Vinaphone cé quan diém, nhan thitc dung dan vé mé hinh BSC,
xac dinh mirc do tham gia can thiét nham trién khai tmg dung BSC thanh cong tai
doanh nghiép.

Chuong 2 tiép theo sé& gidi thidu co sé 1y luan, md hinh va phuong phap nghién

ctru anh hudng cua cac nha quan tri dén phan tang Thé diém can bang.
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CHUONG 2. CO SO LY LUAN, MO HINH VA PHUONG PHAP
NGHIEN CUU ANH HUONG CUA CAC NHA QUAN TRI PEN
PHAN TANG THE PIEM CAN BANG

Chuong 2 gdm céc ndi dung chinh: (1) Co sé 1y luan nghién ctru anh hudng
ctia cac nha quan tri dén phan ting Thé diém can bang, dé cap dén cac ndi dung: Khai
niém Thé diém can bang; khai niém, vi tri, vai trd va quy trinh phan tang Thé diém
can bang; sy tham gia ctia cac nha quén tri trong qua trinh thay doi to chirc noi chung,
trong ng dung va phan ting Thé diém nai riéng; anh hudng cua cic nhoém nha quan
tri dén phan tang Thé diém can bang. (2) Pé xuat md hinh nghién ctru d4nh hudng cia
cac nhom nha quan tri dén phan tang BSC va thang do luong cac khai niém nghién
ctru; (3) Gidi thiéu phuong phap nghién clru anh huong cua cac nhom nha quan tri
dén phan tang BSC tai mot to chirc, doanh nghiép.

2.1 Thé diém cin bing va phén ting Thé diém cin bing

Mot trong nhirng giai doan khong thé thiéu trong quy trinh trién khai ing dung
Thé diém can bang 13 phan ting Thé diém cin bang (cd thé goi tat 1a “phan tang Theé
diém” hay “phan tang BSC”) dé thiét 1ap mot hé thong cac Theé diém & moi cap do
ctia to chuc. Phan tang Thé diém giup toan bo t6 chire lién két vé mat chién luge va
huong moi hoat dong theo muc ti€éu chung ctua td chuc. Kaplan & Norton, Niven,
Assiri & cong su va nhiéu tac gia khac déu c6 chung nhan dinh rang phéan ting Thé
diém 1a mot yéu t6 thanh cong cha chét cua cac chuwong trinh Thé diém cin bang [4],
[26], [27], [43], [64], [67]...

2.1.1 Khai niém Thé diém cin bang

Theo cong bd dau tién cua Kaplan & Norton vao nim 1992, khai niém Thé
diém can bang duoc hiéu:

“BSC la mét tdp hop cdc thuée do givp cdc nha quan tri cdp cao ¢O mét cdi
nhin nhanh chéng nhwng cin bang vé hoat dong kinh doanh ciia té6 chire. BSC bao
gom nhitng thude do tai chinh thé hién két qua ciia nhitng hoat dong qud khir. Va né

ciing bé sung cdc thuée do tai chinh véi cac thuée do danh gid sw hai long ciia khdch
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hang, cdc quy trinh néi bé, cdc hoat dong sang kién, cdi tién ciia té chirc — la nhitng
thwée do dan ddt hiéu sudt tai chinh trong twong lai.” [40].

DPén nam 1996, cac nha sang 14p tiép tuc nghién ctru hoan thién va gidi thiéu
khai niém hoan chinh vé BSC:

“BSC dién giai nhiém vu va chién luoc cia 16 chirc thanh mét tdp hop hoan
chinh cdc thuée do hiéu qua hoat déng, nhitng thude do nay cung cap mot khung lam
viéc cho hé thong qudn 1y va do lwong chién lwpc... BSC bé sung nhitng thudéc do tdi
chinh vé hiéu qua hoat dong trong qud khir véi nhitng thurde do nhén té dan dat hiéu
sudt trong tuwong lai. Nhitng muc tiéu va thude do ciia Thé diém dwoc nay sinh tir tam
nhin va chién lwoc ciia té chikc... theo bon vién cdanh.: tai chinh, khach hang, quy trinh
kinh doanh néi bg, hoc héi va phat trién.” [43].

MBJi vién canh trong Thé diém can bang gom cac muc tiéu, cac thudc do cua
cac muc tiéu do, chi tiéu (14 gia tri muc tiéu cua thude do) va cac sang kién (1 cac

chuong trinh hanh dong cu thé nham dat muc tiéu dé ra) (Hinh 2.1).

Tai chinh 2101
“DE ton tai vé tai |5 |g/BI¥
chinh, ching ta g?zg
phai thé hien  |E |E|O[R
ra sao trudc
cac ¢b déng?”

Khéch hang ..o t Quy trinh
mdg‘:wcﬂmg g;‘ Tam nhin ‘“Wbod g
,chingta | 815l= - va . thoa mén
thé )t > & khéch

ﬂ‘iom?&‘“ ZE Chién lugc mmnua:c‘é 6
khach hang ?” tién céc quy trinh
J ndi bd nao?”
T .

Hoc ho[ya 2180218

Phat trién |5/01315

“Dé dat dugc tim | ${31z| 2]

nhin, ching ta lam §£5§

thé nao dé duy tri

dugc kha nang

thay d6i & cai tién?"

Hinh 2.1. B6n vién canh ciia Thé diém cén bang
(Nguon: Kaplan & Norton, 1996b)
Tam nhin va chién lugc cua to chirc duoc chuyén thanh cac muc tiéu va thudc

do trén Thé diém cén bang théng qua Ban d6 chién lugc (Hinh 2.2).
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|G1A TRIIFGT LO1|

[ TAM NHIN |

| CHIEN LUGC |

| BAN PO CHIEN LUGC |

| THE PIEM CAN BANG |

Pl i — o
Khia canh tai e . N Khia canh hoat ddng Khia canh hoc tip
chinh & | Ehia canh khach hang € kinh doanh ndibé < va phit trifn
v 07 0 W
Ciacmuc tiéun tai . . N Muc tiéu trong hoat Muc tigu hoc tap
chinh & | Mucticukhichhang L | 45 ¢ kinh doanh néibé < va phit trién
¥ ¥ R W
. ar oo . . N Thwicdo hoat ding Thuwdc do hoc tip
Thwécdo tiichinh < Thwéc do khich hang |4 kinh doanh n§i b3 £ va phit trién
& 0 W o
Chi tiéu ai chinh | | Chitéu khich hang | g Chi tigu % doanh ndi | g c‘";";‘;‘fgﬁp va
¥ W 0 N
Chwong trinh hanh N N - Chwong trinh hanh ding Chwong trinh hanh
Ch rinh hanh 4 N
ding cho muc tiéu ant.n 2 wne & |cho muctiéu kinh doanh < ddng cho hoc tap
e & |cho myctitu khich hing i o] o hgcty
tii c]ﬁl]l i niihbd va phit trién
R R
ch:;f:“ ;“F" ‘;:‘: " Ngin sich che chuvng Ngin sich cho chuong ch:;f:“ ::::‘h?:n N
%a‘n“:‘ trinh hinh déng trinh hinh déng gﬁﬁng

Hinh 2.2. Mi quan hé giira Ban dd chién luoc va Thé diém cén bang
(Nguon: Kaplan & Norton, 2003)

Céc chure ning ciia BSC duoc phat trién cing véi qua trinh nghién ciru va phat
trién chinh BSC. Pau tién, Kaplan & Norton xem BSC nhu 13 mét cong cu do ludong
[40], sau d6 bd sung chirc ning quan tri chién lugc [43], tiép dén cac ong bo sung
chtrc ning thr ba — xem BSC nhu 13 mét cong cu truyén thong [45], va cudi cing 1a
cong cu quan tri thuc thi chién lugc hiéu qua [49].

(1) BSC duoc st dung nhu 1a mot hé théng do ludng: Cac thude do duoc xay
dung tir cac muc ti€u xuét hién trong Ban dd chién luoc. Chung chinh Ia trung tam
cua BSC, thyc hi¢n vai tro gidm sat moi tién trinh hoat dong cua t6 chtrc di theo
hudng dén dich chién lugc da duoc xac dinh tai Ban do chién lugc.

(2) BSC thyc hién chirc ning quan tri chién lugc: BSC 1a cong cu quan trong
trong viéc diéu chinh céc hoat dong ngfm han b'fmg chién luoc cua to chire.

(3) BSC dugc str dung nhu mdt cong cu truyén thong: thong qua BSC, t6 chirc

chuyén tai chién lugc mdt cach 1o rang, dé hiéu tdi tat ca cac thanh vién lién quan.
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(4) BSC 14 cong cu quan tri thyc thi chién luoc hiéu qua thong qua chu trinh
khép kin g@)m sau budec: tur phat trién chién lugc dén 1ap ké hoach chién luoc, lién két
toan to chire, lap ké hoach hanh dong dén giam sat va hoc hoi chién lugc, kiém tra va

diéu chinh chién luoc [49] (Hinh 2.3).

P Lap k& hoach
chién lwoc
B BE!” da c'hlen lurorc " — - S5ir mé&nh, gid tri, tim nhin
- Cac thude dof muc tidéu s e e
- R - Phan tich chign lwgc
- Danh muc dau twr cho cac .
- Dien giai chién lwoc

Phét trién chién lvoe | 1

sang kign chién luoc

Kiém tra va diéu chinh

Lién k&t toan té chire o
3 6 chién lwoc

- Cac don vi kinh doanh
- Cac don vi hd tre
- Cac nhan vién

- Phan tich k&t qua trién khai
- Thao ludn d& digu chinh
ho#c thay d&i chién lwoc

- Ban l&nh dao

a Lap ké hoach Giam sat va hoc hoi 5
hanh dong chién lwoc

- Cai ti€n cac guy trinh chinh —

- Lap k& hoach bdn hang, phan

b8 ngudn lwc, ngan sach

- ¥em xét lai chién luwoc
- ¥Xem xét lai cac hanh déng

Hinh 2.3. Thé diém céan b@fmg - H¢ théng quan tri thuc thi chién lugc
(Nguon: Kaplan & Norton, 2010)

Thé diém can bang khong chi don thuan 1a mét hé théng do luong ma no con
tao co hoi dé cac nha quan tri cAp cao giao tiép t6t hon véi nhan vién ctia minh, giup
cho nhan vién hiéu rd hon muc tiéu ma t6 chuc hudng toi, tir do diéu chinh moi hoat
dong hudng theo muc tiéu chung cua td chirc [60].

2.1.2 Khai niém phan ting Thé diém cin bang

Khai niém “Phan ting Thé diém can bang” (Cascading the Balanced
Scorecard) dé cap dén quy trinh phat trién Thé diém can bing & tit ca cac cap do don
vi, phong ban, t6 doi, ca nhan cua to chirc, doanh nghiép (dugc goi la Thé diém thtr
cAp hay cip du6i) xuét phat tir Thé diém can bing cap to chirc, doanh nghiép (duoc
goi 1a Thé diém cap cao).

Nhitng Thé diém thtr cip lién hé chit ché v6i Thé diém cap cao bang cach phat
trién cac muc tiéu chién lugc va thude do két ndi voi cac muc tiéu chién luge va thude

do ctia Thé diém cap cao va thé hién sy dong gép vao muc ti€u chung cua té chuce
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[43], [46], [67]. Noi cach khéc, phan tang Thé diém cin bang 1a chuyén hoa cac Thé
diém cép t6 chirc, doanh nghiép thanh cac Thé diém cép don vi, bo phan, ca nhan phu
hop v6i chién lugc cua td chic [82].

Cap1l T6 chirc

Cac e
muc tiéu _ _—
chién lugc /
cép t6 chirc

Cip 2 Cac do'n vi kinh doanh
Cac _j" — — \
muc tiéu C__,) _/ <__> \ \
chién lugc - -
cép don vi /..-—( /,\___
- '\_____)
Pon vi kinh doanh 1 Don vi kinh doanh 2

Hinh 2.4. Phan ting Thé diém dua trén su lién két cac muc tiéu chién luge
(Nguon: Rohm & Halbach, 2006)

2.1.3 Vi tri va vai tré ciia phin ting Thé diém can bang trong quy trinh @ng
dung Thé diém cin bang

Nhu d3 gi6i thiéu & Chuong 1, quy trinh tng dung BSC tai mét t6 chirc, doanh
nghiép c6 thé phan chia thanh bon giai doan 16n: (1) Chuan bi, (2) Xay dung BSC
cap to chirc, doanh nghiép, (3) Phan ting BSC, va (4) Duy tri BSC. Cac nhiém vu cu
thé can thuc hién tai mdi giai doan dugc téng hop theo bang 2.1.

Bdng 2.1. Céac nhi¢m vu chinh theo tirng giai doan cua quy trinh trng dung BSC

Cac nhiém vu cu thé
(theo Kaplan & Norton (1996, 2008), Niven (2006),
Rohm & Halbach (2005, 2006))

Giai

doan

Xéc dinh muyc tiéu phat trién BSC.
Chuén bat duoc su déng thudn va ung hd cua lanh dao cép cao.
bi Thanh l1ap Nhém BSC.
Té chie dao tao vé BSC cho nhém BSC va cac NQT cép cao.
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Xay dung ké hoach ung dung BSC, ké hoach truyén dat dén moi ddi tuong dé

dat dugc su ung ho.

Xay | Phat trién st mang, gia tri 6t 131, tAm nhin; phan tich va dién giai chién lugc.
dung | Xay dung ban dd chién lugc cip t6 chuc.

BSC | Xay dung céac thudc do hidu suit.

cap Xay dung giai phap chién luoc.

td chirc Ung dung phén mém quan tri chién lugc.

Xay dung ké hoach phan tang BSC.

Phan
thng Trién khai phan ting BSC dén cac don vi, c4 nhan trong t6 chtc.
BSC T chirc dao tao vé BSC va truyén dat cac muc tiéu chién luoc cua to chuc va

Thé diém céac cap trong toan t6 churc.

Giao ngudi chu tri quan 1y hé thong.
Duy tr | Thiét 1ap chinh séch, quy trinh phét trién BSC.
BSC | Kiém tra va didu chinh chién luoc.

Dinh ky danh gia, cap nhat cac thanh phan cot 1i ciia BSC...

(Nguén: tdc gid tong hop)
Phan ting Thé diém 1a nhiém vy tiép theo sau khi xdy dung Thé diém can bang
cap to chirc, doanh nghiép. Thé diém cép cao duoc st dung dé thiét 1ap cac Thé diém
cap dudi théng nhat tir trén xubng va thuong két thiic & Thé diém ca nhan. Viéc phan
tﬁng BSC nham dat sy lién két vé mit td chire, dam bao rﬁng moi don vi, b phan va
c4 nhan theo dudi nhirg muyc tiéu phi hop véi chién luoc cua td chic, doanh nghiép.
Phan tang BSC s& lién két tit ca nhan vién véi chién lugc cua té chirc. Khi phéan tang
Thé diém xudng cap dudi, to chirc da cung cap cho cac don vi, bd phan va nhéan vién
cach thirc nhan thay nhirng hoat dong hang ngay ctia ho ¢6 lién quan nhu thé nao dén
cac muyc tiéu chién luge cua t6 chire. Cac Thé diém can bang cap nhan vién thé hién
cic muc tiéu va thude do cu thé ma cac nhan vién can dat duoc dé dong gop mot cach
c¢6 ¥ nghia vao thanh céng chung ctia to chic,
CAac nha quan tri cho rﬁng loi ich thu dugc tr ing dung mo hinh BSC s€ vuot

hén chi phi bo ra néu t6 chirc, doanh nghiép quyét tAm trién khai tng dung dén cing
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trén pham vi toan to chirc, doanh nghiép; nguoc lai néu khong quyét tim dén cung
thi ho s& mat nhiéu chi phi vé tai chinh, thoi gian va cong stc [31], [88]. Khi da quyét
dinh phat trién Thé diém & mot doanh nghié¢p thi can trién khai trén toan bd céc linh
vuc hoat dong ctia doanh nghiép, bat dau tir cip cao nhat, sau d6 phan ting dén cac
bd phan va cudi cung 12 dén ngudi lao dong [67].

Do d6, giai doan phan ting BSC c6 vai tro rat quan trong, gitp dat dwoc ban
chit cia mo hinh BSC 1a hudng toan bd hoat dong cua tat ca bo phan, ¢4 nhan trong
t6 chtrc, doanh nghiép theo muc tiéu chung cua t6 chirc, doanh nghiép.

2.1.4 Quy trinh phan ting Thé diém can bang

Quy trinh phan tang duoc cac to chiic ng dung thuong bat dau tir Thé diém
cAp cao nhat — cap t6 chirc, doanh nghiép. Cac muc tiéu va thudc do trong Ban dd
chién lugc va Thé diém can bang cip to chic s& duoc dua xudng cic cap bac tiép
theo trong t6 chirc theo trinh tu: cac don vi, phong ban, cac nhom va cudi cing 1a Thé
diém can bang c4 nhan [67]. Theo Kaplan & Norton, Thé diém cip cao 1a xuét phat
diém ctia qua trinh phan tach, chuyén hoa cac muc tiéu va thude do cip cao dan xudng
cac cap do thap hon trong t6 chirc. Khung ctia Thé diém céap cao duoc sir dung dé

dinh hudng cho viéc Iva chon cac muc tiéu va thudce do ¢ cép thép hon [43].

'/'....--_ .\\\\
Phan téng BSC cép t3 chirc

Phan xudng cap don vi

tang

The Phan téng BSC cdp don vi

diém xuong cap bé phan

céan S

bang Phan téng BSC c4p b6 phén

xuéng cap ca nhan

=

Hinh 2.5. Phian téng BSC theo cac cép don vi, bo phan, ca nhan
(Nguon: tac gid mé td theo cdc nghién civu ciia Niven (2006), Kaplan (1996))
Tuy theo quy mé cuia tirng t6 chitc ma c6 thé phat trién cac Thé diém can bang
& nhiéu cip do khac nhau. Nhitng t6 chirc ndo phan ting Thé diém dén cap do c4 nhan

s€ dat duogc gia tri to1 da tir Thé di€m vi ho dadm bao dugc rang tat ca cac nhan vién
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déu da phat trién dugc nhitng muc tiéu va thude do déng hudng véi nhitng muc tiéu
chung cua t6 chirc. Néu Thé diém can bang duoc phat trién dau tién trong mot don vi
kinh doanh cu thé thi Thé diém don vi kinh doanh 13 Thé diém cip cao nhét va la
diém xuat phat dé phan ting xudng cac bd phan cap dudi.

Nguyén tic phan tang Thé diém ciing dugc dé cap dén trong cac nguyén ciru
ctia mot s6 nha nghién ctru khac. Chavan nhan dinh rang, khi tién hanh phan ting Thé
diém, mdi don vi trong td chirc s& phat trién cac muc tiéu va thude do, g6m nhiing
thude do chung va ca nhiing thudc do dic trung riéng cua timg don vi. Néu to chiic
khong quan tdm hodc 1 di nhimg thudc do riéng nay thi s& lam giam loi ich tiém
nang ctiia BSC vi nhitng thudc do nay thé hién chién lugc riéng ciia don vi [32]. Theo
Decoene & Bruggeman, phan téng Thé diém nhan manh sy ton tai chién lugc & cac
cap d6 khac nhau cua to chirc. Quy trinh phan tang 1a mot cach tiép can c6 hé thong
nham lién két cac muc tiéu chién luge cép t6 chtrc voi muc tiéu chién luge cép don
vi chirc ning. Trong giai doan phan tng, cac nha quan trj xac dinh cac muc tiéu chién
luge cap dudi hudng theo cac muyc tiéu chién luoc cap cao. Néu khong thuc hién phan
tﬁng Thé diém, cic muc tiéu chién luge cua to chic khong duoc chuyén hoa thanh
muc tiéu chién lugc cac cp thap hon. Khi d6, cac don vi va ca nhan sé khong hiéu
rd minh can 1am gi dé dong gdp vao thanh cong chung cia to chirc [33].

Sau khi cac don vi da phat trién cac Thé diém can bang thi cap, nhiém vu tiép
theo cua giai doan nay la ra soat va danh gia dé dam bao cac Thé diém d6 that su tao
nén mét chién luoc nhat quan trong toan to chirc.

Song song v&i nhiém vu chinh 1a phat trién Thé diém can bang & tat ca cac cap
dd cua to chuc, trong giai doan phan tﬁng, céc to chire, doanh nghi¢p can thuc hién
cac chuong trinh truyén dat va dao tao sau rong vé chién luoc, vé Thé diém cin bang
n6i chung, cac muc tiéu chién luoc cia to chirc va Thé diém cip cao noi riéng trong
pham vi toan don vi.

2.2 Su tham gia ciia cac nha quan tri trong qua trinh thay ddi t6 chirc néi
chung, trong ing dung va phén ting Thé diém cin bing néi riéng

Phén ting Thé diém can bang 13 mot giai doan trong qua trinh trién khai tng
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dung Thé diém can bang siu rong trén pham vi toan t6 chtrc hay chinh 14 trién khai
thay doi t6 chirc. Do d6, dau tién phan tang BSC s& tuan theo nhiing nguyén tac chung
clia qua trinh thay d6i t6 chirc. Viéc nghién ctru anh hudéng ciia cac nha quan tri dén
phan ting BSC s& bat dau tir nghién ctru su tham gia cua cac nha quan tri trong qué
trinh thay d6i t6 chirc néi chung, trong qua trinh Gng dung BSC néi riéng, va cubi
cung 1a sy tham gia va anh huéng truc tiép cia cac nha quan tri dén giai doan phan
tang BSC.

2.2.1 Sy tham gia ciia cac nha quan tri trong qua trinh thay déi té chic

Mot s6 mo hinh nghién ctru 1y ludn va thyc tién vé& quan 1y sy thay doi to chirc
dugc danh gid cao c6 thé ké dén nhu: M6 hinh 8 budc cia Kotter (1995), M6 hinh 5
budc cua Schield (1999), M6 hinh 10 budc cua Jick (2001), mé hinh 12 budc cua
Mento, Jones va Dirmdofer (2002)... [79]. Trong s6 nhitng nha nghién cru hang dau
vé su thay ddi to chtre, John P. Kotter duoc Tap chi Harvard Business Review danh
gia 13 ngudi hiéu rd nhat vé bo khung cua sy thay ddi. Bai bao “Leading Change:
Why Transformation Efforts Fail” (“Lanh dao su thay d6i: Tai sao cac nd lyc thay
d6i lai that bai”) ciia Kotter (1995) duoc Tap chi ndy tai ban nim 2007 va danh gia
rang sau nhiéu ndm, cong trinh clia 6ng van gilt nguyén gia tri [54].

Kotter da nghién ctru trong khoang mét thap ky voi hon 100 doanh nghiép cb
géng t6 churc cac hoat dong vuot troi ddi thu canh tranh, ong nhan théy hau hét cac
doanh nghiép chu trong thay dbi phuong phap quan tri t6 chirc nham dbi phé véi
nhirng thach thirc méi tir moi truong kinh doanh; mot s6 doanh nghi¢p da thuc hi¢n
thay d6i thanh cong, con mot so thi that bai hoan toan. Kotter da nghién ctru va duc
két 1y luan nén tang vé sy thay doi to chtrc va néu nhirg quan diém thé hién vai trd
chinh yéu cua nhirng nha lanh dao t6 chure, sy can thiét thanh 1ap mdt nhém chu tri
dé din dit qua trinh thay doi tir luc bt dau dén khi thay doi dugc an sau vao vin hoa
ctia to chire; cu thé 1a:

(1) Thay ddi t6 chtic chinh 14 thiét 1ap mot hé théng méi cho t6 chirc, chuong
trinh thay ddi c6 anh hudng sau rong va tac dong dén tat ca thanh vién trong to chirc.

N6 luon doi héi su 1anh dao tir cap cao nhat. Cac nha quan tri cap cao c6 vai tro chinh
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yéu trong qua trinh thay ddi to chtrc nhu: tao ra tinh hudng can thay ddi khan cép;
dua ra 1y do thay d6i c6 stc thuyét phuc; xac dinh tam nhin va tuyén b 16 rang dén
nhan vién.

(2) Pé thuc hién qua trinh chuyén doi thanh cong, cac nha quan tri cap cao can
thanh 14p mot nhom chu tri qua trinh nay, bao gém céc thanh vién c6 ning luc phu
hop. Nhitng nha quan tri cip cao hodc ban 1anh dao 13 trung tim ctia nhém thi nhém
m&i du manh vé uy tin, quyén luc dé din dit qua trinh thay d6i dén thanh cong. Nhom
chu tri ¢6 vai tro 1ap ké hoach thay d6i hop 1y, truyén thong tam nhin va dua thay doi
vao van hoa to chirc. ..

(3) Trong nhiing truong hop thay doi thanh céng, nha quan tri cac cap déu
tham gia truyén thong tam nhin, tham gia xac dinh va loai bo cac chudng ngai vat,
tham gia dua thay d6i an sau vao suy nghi, hanh vi, thai 46 ctia nhan vién... [54].

Nhiéu nha nghién ctru vé quan 1y su thay doi to chirc ciing da dtc két nhiing
n6i dung tuong tir nhu nhitng quan diém néu trén cua Kotter [6], [79].

Tom lai, su thay ddi to chuc duoc dan dit boi cac nhém nha quan tri theo vi
tri, nhiém vu cu thé. Trong d6, nhém nha quan tri cap cao c6 vai trdo quan trong ngay
tir budc dau tién, sy tham gia va ting ho cta ho 1a khong thé thiéu trong sudt qua trinh
thay d6i to chtrc. Nhom chu tri can dugc thanh 1ap véi cac ddi twong phu hop dé dam
bao du uy tin, strc manh va ning lyc dan dat qua trinh thay d6i dén thanh cong.

2.2.2 Sy tham gia ciia cac nha quan tri trong wng dung Thé diém cén bing

Céc kién trc su Thé diém can bang va nhiéu nha nghién ctru vé Thé diém déu
nhan dinh vé phuong phap 1am viéc nhom cila cac nha quan tri.

Kaplan & Norton da chi ra rang trién khai tmg dung BSC s& huy dong tinh
than lam viéc theo nhom, ma dau tién 1a nhém nha quan tri cdp cao véi nhiing dong
g6p chung nham 1am rd nhitng muc tiéu chién luogc ctia doanh nghiép va cac yéu tb
quan trong nhat thic day nhitng muc tiéu chién lugc d6. Nhitng muyc tiéu ciia Thé
diém s& dugc nhom nha quan tri cap cao thong qua va la khung hanh dong chung cho
toan bo doanh nghiép. Thé diém can bing cin co sy ddng thuin, tir 6 tao ra sy chung

suc chung long gitta cac nha quan tri cap cao. Thé diém thé hién tri tu¢ va nang luc
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tap thé cua cac nha quan tri cip cao. Dy 4n Thé diém khong thé khéi dong dugc néu
d6i ngii nay khong hd trg va tham gia tich cuc, Va chic chan sé& that bai néu khong co
su chi dao tir cap cao nhit [43].

Niven ciing nhan dinh viéc thuc thi BSC rat phu hop voi phuong phap lam
viéc nhém. Khong riéng mot c4 nhan nao trong t6 chirc, ké ca Giam ddc diéu hanh,
6 thé nim bat dugce tit ca cac kién thirc can thiét vé chién luoc, thi truong, ddi thu
canh tranh, quy trinh hoat dong... dé xay dung Thé diém hoan chinh. Bén canh do
moi nguoi thuong ing ho nhitng gi minh tham gia tao ra, do d6 cac nha quan tri cap
cao cang duoc 16i kéo nhiéu vao quy trinh phét trién Thé diém thi két qua du an Theé
diém cang tot bay nhiéu. Sau khi cic nha quan tri cp cao thong nhat vé cac muc tiéu
chién luge, viée lya chon va thiét ké cac thudce do, xay dung cac chuong trinh hanh
dong... can co sy tham gia cia nhém nha quan tri cap trung. Su tham gia nay gitp
C4c nha quan tri cap trung dong thuan trong chuyén héa chién luge thanh cac muc
tiéu va thude do cu thé ciia bon khia canh, nhat tri vé ké hoach trién khai Thé diém.
Nho d6, ho s& dong 1ong trién khai cac chwong trinh hanh dong cu thé hudng dén cac
muc tiéu chién lugc chung ciia doanh nghiép [67].

Ciing nhu nguyén tic co ban ctia quan 1y thay doi to chirc, cac nghién ctru vé
tmg dung BSC déu khang dinh vai tro ciia nhom chu tri qua trinh tng dung BSC. DBé
bat dau xay dung va phat trién Thé diém, cic nha quan tri cip cao can thanh lap
“Nhom thiét ké” [43], “Nhom BSC” [67], [82], c6 thé goi chung 12 nhém BSC. Nhém
BSC c6 vai trd quan trong trong sudt qua trinh phat trién tng dung BSC, dic biét
trong nhitng budc dau tién. Viéc thanh 1ap nhom BSC tuy thudc vao dac diém cua
tirng doanh nghiép va quan diém cia nhom nha quan tri cip cao hodc truc tiép ngudi
duogc giao chu tri du &n BSC. Nhém BSC dugc thanh 1ap doc 1ap véi chire nang nhiém
vu riéng, khac voi chtre ndng nhiém vu ctia nhém nha quan tri cip cao ciing nhuw nhém
nha quan trj cAp trung trong qué trinh trién khai tmg dung BSC (mic di mot s6 nha
quan tri cap cao hodc cp trung thuong tryc tiép tham gia vao nhom nay). Nhém co

vai tro tham muu, chuan bi tai li€u, sap x€p lich hop, tham gia diéu hanh cac cude
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hop va tong hop két qua, 1a dau mbi dé xay dung ké hoach tong thé va t chirc trién
khai cac budc cua quy trinh [43], [67], [74], [83].

Theo quan diém cua Kaplan & Norton, nhém BSC can ¢6 trudng nhom véi
vai tro 12 “Nguoi thiét ké” chiu trach nhiém chung vé quy trinh xdy dung va trién khai
BSC. Truéng nhém BSC cling véi hai, ba thanh vién khac c6 nhiém vu thu thap, tong
hop théng tin, tai liéu, dua BSC vao cac quy trinh quan 1y hién cd, tao dung sy hiéu
biét vé BSC, ge“'ln két moi thanh vién va tim sy ung ho tor moi thanh vién cép cao nhat
dén cap thap nhat trong t6 chirc. Cac nhém nha quan tri cap cao, cip trung sé tham
gia vao cac thoi diém can thiét cua quy trinh dudi sy diéu phdi cia Nhom BSC [43].
Nguoc lai, Niven tu van nén thanh 1ap Nhom BSC voi su ¢6 mat tat ca dai dién céac
linh vyc chic nang chu chét, dai dién cac don vi truc thude doanh nghiép, bao gém
nhimg nguoi hiéu biét, co uy tin va co6 quyén ra quyét dinh lién quan dén phan b
ngudn luc cho dy 4n BSC. Thanh vién quan trong nhét ciia Nhoém BSC 12 “Nguoi bao
tro diéu hanh BSC”, 1a nguoi dai dién cho cép do cao nhét cua doanh nghi¢p. Nguoi
bao tro can thé hién su ting ho hoan toan va nhiét tinh trong ca 10i ndi va hanh dong
[67]. Nguoi nay sé chon ra cac thanh vién cia nhom BSC. Truong nhém BSC chinh
1a thanh vién quan trong tiép theo. Viéc lya chon Trudng nhom BSC dé din dat qua
trinh trién khai BSC 1 quyét dinh ngudn luc quan trong nhat ma t6 chirc ¢ thé ban
hanh [70].

Trong cong bd sau nay ciia Kaplan & Norton, chiing ta gap hai mo hinh cia
mot vin phong quan Iy chién luoc (The Office Strategy Managemant — OSM) c6 chirc
nang twong ty nhu chire ning ciia nhdm BSC. O mot s6 t6 chirc, OSM 1a mét vin
phong tap trung cip t6 chirc, con ¢ nhiéu t6 chire khac, OSM thuong c6 dang mang
ludi, voi mot hoac hai nhan vién cép t6 chirc, mdi don vi kinh doanh va hd trg ¢ mot
nhan vién quan 1y chién lugc tham gia. Cac nhan vién quan 1y chién luoc nay tro
thanh ngudi thuc thi chién luoc trong toan to chirc, doanh nghiép, giup tiy chinh cac
chu dé chién luoc cua t6 chire cho cac don vi kinh doanh va hd trg. Nang luc ho mang
dén vin phong quan trong hon viéc ho thudc cac don vi, phong ban. Trong s cac

nang lyc quan trong nhat ciia cac thanh vién OSM 1a ¢6 kién thire tét vé doanh nghiép,
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c6 kha ning khai niém va tu duy chién luoc, 1a nguoi giao tiép tbt, co nén tang trong
quan ly du an, co thé dat mirc do wu tién, lam viéc tot trong cac nhom va c6 dugc su
t6n trong ctia cac Giam dbc diéu hanh cip cao [47].

Tém lai, ing dung BSC 14 két qua ctia mot qua trinh lam viéc theo nhom, trong
d6 nhoém nha quan tri cip cao doéng vai trd quan trong trong viée xac dinh va dong
thuan thong qua cac muyc tiéu chién luoc, phé duyét ké hoach va noi dung Thé diém
can bang...; tiép dén 1a nhém BSC truc tiép trién khai moi nhiém vu lién quan voi
vai tro chu tri du an BSC nhu xay dung ké hoach ung dung BSC va t6 chirc trién khai,
chuan bj tai liéu, sap xép lich hop...; va nhém nha quan trj cip trung tham gia & mot
s6 cong doan cua quy trinh, ddc biét 1a chu tri giai doan phan tang BSC trong don vi
minh quan Iy. Cac quan diém nay ciing hoan toan tring v6i quan diém chung vé sy
tham gia ctia cac nha quan tri trong qua trinh thay doi to chuc.

2.2.3 Sy tham gia ciia cac nha quén tri trong phan ting Thé diém can bing

Mot sb nha nghién ctru vé BSC da gidi1 thiéu chi tiét cac nhiém vu ma cac
nhom nha quan tri can thyc hién trong giai doan phan ting Thé diém can bang dé lién
két toan t6 chuc voi chién lugc phat trién chung cua t6 chc.

Theo Kaplan & Norton, dé bat dau giai doan phéan tang, nhom BSC chii tri x4y
dung ké hoach phan tang Thé diém. Ké hoach nay khéng chi can su phé duyét cua
cac nha quan tri cAp cao ma con can dugce ho cung cip cac ngudn luc can thiét dé
trién khai. Poi ngil nha quan tri cAp cao c6 nhiém vu chia sé tim nhin va chién luoc,
su hiéu biét va trach nhiém véi toan bd to chire, ho va cac nha quan tri cép trung can
¢6 sy minh bach va dong thuan trong viéc chuyén héa chién lugc thanh cac muc tiéu
va thudc do. Mot nhiém vu tiép theo do nhém BSC chu tri trong giai doan ndy 1a xay
dung ké hoach dao tao va truyén dat Thé diém trong toan t chire, t chirc cac chuong
trinh truyén dat va dao tao nhat quan va lién tuc vé chién lugce, cac thanh phén cua
chién lugc, vé Ban dd chién lugc, Thé diém can bﬁng no6i chung va Thé diém cép cao
néi riéng. Kaplan & Norton nhan manh, qua trinh phan tang Thé diém huy dong sy
nhap cudc cua cac nha quan tri cip trung, cho phép ho sir dung céc kién thirc chuyén

mon ctia minh dé tham gia cing cac nha quan tri cap cao va nhom BSC trong qua
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trinh chuyén héa cac muc tiéu chién lugc cép td chirc thanh cic muc tiéu cép don vi,
phong ban dong bo va hiéu qua. Néu dugc tham gia phan ting Thé diém cip cao
thanh cac Thé diém cp don vi, ban than cac nha quan trj cip trung s& nim rd hon vé
muc tiéu chién luge cép td chure va sy lién két véi muc tiéu chién luoc cép don vi, tur
d6 tich cuc hon vao viéc trién khai chién luge nhiam dat duoc cac muc tiéu chung cua
t6 chirc. Nguoc lai, néu khong c6 sy tham gia clia cac nha quan tri cip trung trong
budc phan tang Thé diém cip cao xudng cip don vi, sy ap dit tir trén xudng thudong
khong duoc ung hd ciia cac nha quan tri cap trung. Ho c6 thé khong sir dung cac Thé
diém nay dé dan dit don vi hoat dong huéng dén muc tiéu chung cua té chic. Khi
d6, cac nha quan tri cip cao can thuyét phuc, dong vién cac nha quan tri cip trung
trong vi¢c st dung Thé diém da duogc phat trién cho don vi. Sau khi nhan duoc cac
Thé diém cap don vi, cic nha quan tri cip trung c6 trach nhiém bién cac muc tiéu
chién luge cép don vi thanh cac muc ti€u cua by phan va muc tiéu ca nhan. Trong
giai doan nay, nhom BSC tao diéu kién thuan loi va hd trg viéc phat trién cac Thé
diém tha cap cho cac don vi, bd phan thudc t6 chirc, doanh nghiép [43], [46].

Céac quan diém vé sy tham gia ctia cic nha quan tri cling duoc Niven néu rd
trong cac nghién ctru ciia minh. Nhém nha quan tri cip trung s& co trach nhiém phat
trién cac thudce do thir cip cho cac don vi hoat dong phan quyén. Ho c6 trach nhiém
chuyén hoa cac muc tiéu chién luge va thude do & Thé diém cap cao thanh cac muc
tiéu va thude do cu thé cho Thé diém cap don vi ddng hudng véi cac muyc tiéu chién
lugc chung cua doanh nghiép. Nhom BSC ¢6 vai trd hd tro cac ¢4 nhan phat trién
nhitng Thé diém can bang cip dudi: phat trién mot s6 cong cu hd tro xdy dung Thé
diém; cung cAp cac tai liéu hudng dan, biéu miu, khung thoi gian; chia sé kién thirc
chuyén mén, to chire tip huan... Nhém dong vai tro 1a nguoi hd trg trong sudt qua
trinh phat trién cac Thé diém cin bang cip dudi. Nhém BSC c6 vai tro ra soat va
danh gia dé dam bao cac Thé diém duogc phan téng that su tao nén mot chién lugc
nhit quan trong toan to chirc. Ting ca nhan trong nhém BSC phai 1a ngudi dau tién
chju trach nhiém xem xét lai cic Thé diém phan tﬁng da duoc tao ra trong don vi kinh

doanh cua ho. Sau d6, nhém BSC s& xem xét lai tong thé cac Thé diém, to chirc cac
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cudc hop voi nhitng don vi, b phan dé thao luan vé nhiing ndi dung can stra ddi, cai
tién [67].

Trong mot nghién ctiru ctia Chavan, néu cac nha quan tri khéng nhén thirc ding
dan vé phan ting BSC thi c¢6 thé ngin chin t6 chirc dugc hudng loi tir Thé diém can
bang. Trong qua trinh phat trién Thé diém cip don vi, mot sé thude do co thé dung
chung cho tat ca cac don vi, mot sd khac s& 1a duy nhét cho mdi don vi kinh doanh
dé phan anh cac muc tiéu chién luoc cta don vi d6. Cac nha quan tri cép cao hoac
nhoém BSC, v&i vai trd phat trién cac Thé diém cap don vi tir Thé diém cip cao va
danh gia Thé diém cap don vi, phai d6i mit voi cac thudce do chung va thude do riéng.
Ho c6 thé coi trong cac thude do chung hon cac thude do riéng. Khi cac nha quén tri
cap trung khdng dugc tham gia hoic khong tich cuc tham gia vao viéc phat trién Thé
diém don vi thi cac thude do riéng ctia mdi don vi c6 thé bi bé qua. Dicu nay s& lam
giam loi ich tiém nang cua Thé diém cin bang vi cac thude do riéng rat quan trong
trong viéc nam bt chién luoc kinh doanh ctia mdi don vi. QU4 trinh phan tang BSC
doi hoi sy hiéu biét, cam két va hd tro cua cac nha quan tri; voi mot s nha quan tri
cAp trung, sy hd tro tir cip cao nhét cua t6 chirc 1a that su can thiét [32].

Decoene & Bruggeman néu rang, su lién két chién lugc gitra Thé diém cap
cao voi1 céip thép hon s& duoc van hanh theo cac thoa thuan vé cic wu tién chién luge
giita cac nha quan tri cap cao va cap trung. Trong qua trinh phan ting BSC, nhom
BSC hd tro cac nha quan tri cip trung xay dung cic muc tiéu va thudc do ciia cac
Thé diém thir cp hudng dén hd tro dat muc tiéu chung cta to chtrc. Dé phan tang
BSC hiéu qua, cac nha quan tri cdp cao can trao quyén cho cac nha quan tri cap trung
chu dong trién khai BSC tai don vi ho quan 1y, cadc nha quan tri cép trung nén tich
cuc tham gia vao viéc thiét ké va trién khai BSC tai don vi [33].

Toém lai, c6 ba nhoém nha quan tri véi vai tro chu tri td chirc va dan dat giai
doan phan tang Thé diém, d6 1a:

(1) Nhom nha quan tri cép cao: chia sé tim nhin va chién luoc, su hiéu biét va
trach nhiém véi toan bo t6 chire; cung cép cac nguén luc can thiét cho hoat dong cua

Nhom BSC va hoat dong phan ting Thé diém trong toan to chirc; phé duyét ké hoach
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phan ting Thé diém; tham gia phan ting BSC cap t6 chirc xudng cip don vi va phé
duyét cac Thé diém cap don vi.

(2) Nhom BSC: xay dung va trién khai ké hoach phén tang; xay dung ké hoach
va to chuc truyén dat, dao tao vé BSC; tao diéu kién va hd tro cac nha quan tri cép
trung phat trién cac Thé diém thir cip; ra soat va danh gia cac Thé diém tht cip trude
khi dua vao str dung.

(3) Nhom nha quan tri cdp trung: cam két, dong thuan va ung hd qua trinh
phan ting Thé diém; tham gia truyén dat vé Thé diém trong don vi minh quan 1y;
tham gia phan ting Thé diém cdp cao thanh cac Thé diém cap don vi; chu tri phat
trién cac Thé diém thir cp trong don vi.

2.3 Anh huéng ciia cac nha quan tri dén phan ting Thé diém cin bing
va mo hinh nghién ciru
2.3.1 Anh huéng ciia cac nha quan tri dén phan tang Thé diém cin bang

Nhiéu nghién ctru da chi ra rang su ting ho va tham gia cua cac nha quan tri
cAp cao, sy tham gia ciia nhom BSC va nhoém nha quan tri cip trung 13 cac yéu té chi
yéu dé phan tang BSC thanh cong.

(1) Véi nhém nha quan tri cap cao

Nhu d3 phan tich va tong hop quan diém chung vé cac yéu té anh hudng dén
tmg dung BSC thanh cong, c6 rat nhiéu nghién ciru vé BSC khang dinh sy ung ho va
tham gia ctia cdc nha quan trj cip cao c6 anh hudng quan trong trong sudt qua trinh
ung dung BSC [1], [7], [11], [43], [46], [51], [52], [57], [67], [77], [82]... Do &0, su
ting ho va tham gia ctia nhom nha quan trj cip cao ciing 13 yéu t6 chu yéu anh huong
dén giai doan phan ting Thé diém can bang cua t6 chirc, doanh nghiép.

Kaplan & Norton, Niven, Rohm, McAdam & Walker va nhiéu tac gia cho ring
cac chuong trinh tmg dung BSC chi thanh cong khi cic nha quan tri cip cao co tim
huyét, ing ho, tap trung thoi gian cao do va tham gia lién tuc qua trinh nay. Ho ¢
trach nhiém cao trong viéc lya chon cac thanh vién nhém BSC, tham gia cac cudc
hop diéu hanh va hop doi cong tac [43], [46], [67], [83]. Khong mdt t6 chirc ndo tng

dung BSC thanh cong néu cac nha quan tri cp cao khong tham gia hoic tham gia
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mot cach thy dong [47]. Qua trinh tng dung BSC dién ra thuan loi néu cc nha quan
tri cAp cao xac lap cac muyc tiéu rd rang cho qué trinh nay [61]. CAc nha quan trj cap
cao c6 vai trd quan trong, nhit 1a vé khia canh cung cap cac ngudn luc can thiét cho
mg dung BSC néi chung va hoat dong ctia nhém BSC va cac nha quan tri cip trung
noi riéng [11], [34]. Néu cac nha quan tri cip cao truc tiép tham gia truyén thong vé
BSC cho cac nha quan tri cAp trung thi s& dat két quéa cao trong viéc gitp cac nha
quan tri cdp trung hiéu rd mdi quan hé giita chién luoc cua don vi lién két nhu thé
nao vai chién luge phat trién chung cua to chirc [46].

Theo Chavan, nhimg nha quan tri cip cao c6 trach nhiém danh gia va phé
duyét Thé diém duoc phan tang tir cip to chirc xudng cip don vi. Ho ¢6 thé it quan
tam hodc 10 di cac thudc do riéng va thuong khong danh gia cao cac thude do dic
trung ctia don vi, lam giam loi ich tiém ning ctia BSC vi nhimng thuéc do nay thé hién
chién lugc riéng ctia don vi. Do d6, dé phéan tang thanh cong, cic nha quan tri cip cao
can quan tdm khong chi cac thudc do thé hién chién lugc chung cua té chirc ma con
quan tim ding mirc cac thude do thé hién chién luge riéng cua don vi. Cac nha quan
tri cAp cao can hiéu biét va cam két véi cac nha quan trj cp trung vé dy an BSC, va
ing ho cac nha quan tri cAp trung dé hoan thanh giai doan nay [32]. Assiri & cong sy
cling xac dinh mot tiéu chi thé hién sy cam két cia cac nha quan tri cép cao 1a bd tri
cac nha quan tri cap trung tham gia trong phat trién BSC céc cap [26].

Theo Kasurinen, su tng ho ctia cic nha quan tri cap cao c6 thé du dé thuc day
qua trinh tmg dung BSC néi chung va bu dép nhitng thiéu sot ctia cac nha quan tri
cap trung do thiéu ning luc hodc thiéu sy cwong quyét [52]. Lueg & Vu cho rang sy
tham gia va ung ho cua cac nha quan trj cip cao 1a didu kién can dbi v6i qué trinh
trién khai tmg dung BSC, tuy nhién diéu nay c6 la diéu kién di hay khdng thi can
danh gia cu thé hon [57].

Cac nhan dinh duoc téng hop tir cac nghién ctru néu trén cho th(?iy cac mdi
quan hé lién quan dén sy ting hd va tham gia ctia nhém nha quan tri cip cao trong

giai doan phan ting BSC nhu sau:
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“Sur ting hé va tham gia ciia nhom nha qudn tri cdp cao c6 anh hudng thudn
chiéu dén mirc dg phén tang Thé diém cdn bang”.

“Sur ting hé va tham gia ciia nhom nha qudn tri cdp cao c6 anh hudng thudn
chiéu dén sw tham gia ciia nhém BSC trong giai doan phdn tang Thé diém cdn bang”.

“Sur iing hé va tham gia ciia nhom nha qudn tri cdp cao c6 anh hudng thudn
chiéu dén s tham gia ciia nhém nha qudn tri cdp trung trong giai doan phdn tang
Thé diém cin bang”.

(2) Véi nhom BSC

Ciing nhu nguyén tic co ban ctia quan 1y thay doi to chirc, quan diém chung
clia cac nha nghién ctru vé cac yéu té anh huong dén ing dung BSC thanh cong déu
khang dinh vai tro quan trong ctia nhom chi tri qua trinh tng dung BSC [43], [46],
[47], [67], [82].

Assiri & cong sy da trién khai tong quan nghién ctru vé ing dung BSC, dong
thoi thue hién mot cude khao sat 103 td chitc & 25 nude, tir d6 xac dinh sy tham gia
ctia nhém BSC 13 yéu té chil yéu anh hudng dén qua trinh tng dung BSC [26].

Theo quan diém cua Kaplan & Norton, Niven, Rohm..., nhém BSC chiu trach
nhiém xay dung va trién khai ké hoach phan ting BSC nén sy tham gia ctia nhém anh
hudng tryc tiép dén phan tang Thé diém cin bang thanh cong. Theo Kotter, mot su
thay d6i to chirc that sy thudng mét nhiéu thoi gian, néu nhém chu tri khong lap mot
ké hoach bai ban voi nhitng dich ngan han dé phan dau thi nhitng nd lyc thay doi s&
kho duy tri [54]. Do 6, phan tang Thé diém thanh cong hay khong phu thudc rat
nhiéu vao viéc xay dung va trién khai ké hoach phan tang BSC ctia nhom BSC.

Nhém BSC chii tri xay dung va trién khai ké hoach dao tao va truyén thong
vé BSC. Theo Kaplan & Norton, nhém BSC tao dung sy hiéu biét vé BSC, gin két
moi thanh vién va tim su tng ho tir moi thanh vién cip cao nhat dén cip thip nhat
trong t6 chirc dé trién khai phan tang Thé diém dat két qua cao nhat. Ho co thé str
dung nhiéu phuong tién khac nhau dé truyén thong vé BSC cho cac don vi trong t6
chtrc nhu: bai phat biéu, ban tin, tai liéu quang cao, bang thong bao, cudc hoi thao

tuong tac, mang ndi by, danh gid hang thang, chuong trinh dao tao va khoa hoc
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truc tuyén [46]. Ciing cung quan diém trén, Niven khing dinh, dé phan ting BSC
thanh cong, nhom BSC can phat huy vai tro trong viéc trién khai hoat dong dao tao,
tap huén va thuc hién cac chuong trinh ddi thoai, truyén thong vé BSC. Nho d6, mdi
nha quan tri cap trung tham gia thiét 1ap cac Thé diém cap dudi s& hiéu rd cac thanh
phﬁn ¢t 161 ctia Ban dd chién luge va Thé diém can béng, cac muc tiéu chién lugc va
thude do ¢ Thé diém cap cao nhét. Day 1a diéu kién tién quyét ddi v6i nhitng ca nhan
ganh vac trach nhiém phat trién Thé diém & cac cap thap hon, dé ho c6 thé xay dung
cac muc ti€u va thudc do cép dudi c6 lién két chat ché véi cac muc tiéu va thude do
cap cao [67].

Decoene & Bruggeman trong mot nghién ctiru vé “Su lién két chién lugc va
dong co ctia cac nha quan tri cAp trung trong tmg dung BSC” ciing khang dinh rang,
trong giai doan phan tang, nhom BSC can hd trg cic nha quan tri cap trung trong viéc
xac dinh cac muc tiéu chién luoc hudng theo cac muc ti€u chién luoc cép cao, giap
cac nha quan tri cap trung hinh dung dugc su hiéu biét va kha ning cua ho s& dong
gop cai thién hiéu qua hoat dong ctia to chirc va nhan thirc duoc gia trj clia cac nhiém
vu dang thuc hién [33].

Nhom BSC c6 vai trd ra soat va danh gia tong thé cac Thé diém duoc phan
téng; td chirc cac cudc hop vé1 nhitng don vi, b phan dé thao luan vé nhiing nd1 dung
can sitra ddi, cai tién. Chi khi nhém BSC thuc hién tét nhiém vu nay, cac Thé diém
duoc phan ting mai that su lién két véi muc tiéu chién luge cua t6 chirc, nho d6 phan
tang Thé diém méi dat dwogc muc tiéu cta né [43], [46], [67]. Chavan luu ¥ thém rang
nhém BSC s& tham gia ciing nhém nha quan tri cap cao danh gia Thé diém thir cap
phat trién cho cac don vi. Ho cin quan tim dung muc cic thude do thé hién chién
luge riéng ctia don vi bén canh cac thude do thé hién chién luoc chung cia t6 chirc
dé cac Thé diém thir cip phat huy hiéu quéa cao nhit [32]. Su nghiém tic trong viéc
ra sot, hoan thién cac Thé diém thir cAp cia nhom BSC s& gitip cac nha quan tri cap
trung c6 trach nhiém hon trong viéc phat trién cac Thé diém thir cap tai don vi minh

quan ly.
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CAc nhan dinh duoc tong hop tir cac nghién ciru néu trén cho thiy cac mébi quan
hé lién quan dén su tham gia ciia nhém BSC trong giai doan phan tang BSC nhu sau:

“Suw tham gia ciia nhém BSC ¢6 anh hweong thudn chiéu dén phdn tang Thé
diém can bang thanh cong”.

“Sur tham gia ciia nhém BSC ¢6 anh huéng thudn chiéu dén sy tham gia cia
nhém nha quan tri cdp trung trong giai doan phdn tang Thé diém cdn bang”.

(3) Véi nhém nha quan trj cip trung

Céc quy trinh tng dung BSC déu huy dong su tham gia cia cac nha quén tri
cap trung, va theo phan tich, tong hop cac quan diém chung vé cac yéu t6 anh hudng
dén tmg dung BSC thi su tham gia cta cac nha quan tri cap trung 1a mot yéu to anh
huong dén tng dung BSC thanh cong, dic biét trong giai doan phan tang BSC vi khi
d6, ho dong vai tro cha tri trién khai phan ting BSC tai don vi minh quan 1y.

Cac nha quan tri cip trung tham gia cic ddi cong tac cung voi cac nha quan tri
cAp cao khi bit dau xay dung BSC dau tién, xay dung ké hoach trién khai BSC. Vai
tro ctia nhom nha quan tri cip trung tang 1én sau khi BSC duogc phan tang xudng cac
don vi, c4 nhan [43]. Su tham gia ctia nhom nha quan trj cap trung 13 khong thé thiéu
& bude phan tang BSC xudng cac cap thip hon trong to chtic [82]. Theo Kaplan &
Norton, Niven, dé phan ting BSC thanh cong, cin c6 su cam két cuia toan nhan vién,
trong d6 c6 cac nha quan tri cp trung. Cac nha quan tri cap trung can tich cuc tham
gia cac khoa dao tao vé BSC dé hiéu 1d vé BSC, ¢ kha ning truyén dat cac y tuong
va ndi dung cua Thé diém dén moi nhan vién, c6 du cac nang luc can thiét dé chu tri
trién khai phan ting Thé diém thanh cong tai don vi minh quan Iy [46], [67].

Decoene & Bruggeman khang dinh trong qua trinh phan ting can c¢6 sy tham
gia tich cyc cia cac nha quan tri cap trung. Cac nha quén tri cap cao khong nén dua
ra cac huong dan chi tiét vé cach dat duoc cac muc tiéu chién luge cép don vi ma nén
trao quyén cho cac nha quén tri cip trung dé tan dung toi da kién thirc va ning luc
clia cac nha quan tri cap trung trong viéc dat muyc tiéu chung cta to chire [33]. Assiri
& cong su ciing xac dinh cac t6 chirc nén bd tri cic nha quan tri cap trung tham gia

trong phat trién BSC céc cap [26].
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Khi nghién ctru cac doanh nghiép khong thé ing dung BSC dén cing, mot sb
tac gia chi ra cac Iy do nhu: cac nha quan trj cap trung khong nam rd chién luge chung
cta to chirc nhung lai truc tiép x4y dung cac thude do cip don vi [49], [52] hoic
nguoc lai, khi cac nha quan tri cap cao xay dung cac Thé diém cap don vi rdi phan
bd xubng, cic nha quan trj cip trung linh hoi mot cach thy dong. .. [33]. Néu khong
dé cac nha quan tri cip trung tham gia vao qua trinh phéan ting BSC cip to chic xubng
cép don vi thi ho s& thuc hién cadc nhiém vu dugc giao mot cach mién cudng va thiéu
dong co lam viéc. Ngay ca khi cdc nha quan tri cap trung nhan thay hiéu qua cia
BSC, ho ciing chi ung ho mdgt cadch hoi hot va hinh thire [35], [51].

Tom lai, sy tham gia ctia cac nha quan tri cap trung 1a khong thé thiéu trong
giai doan phan tang BSC. Cac nha quan trj cp trung can dugc pho bién k¥ cang vé
chién lugc, duge tham gia tryc tiép vao qua trinh xay dung va phan tang BSC tir cap
t6 chirc xuéng cép don vi truc thudc, dac biét 1a don vi cua chinh ho phu trach thi
viéc trién khai tmg dung BSC méi c6 thé thanh cong.

Cac nhan dinh duoc téng hop tr cac nghién ctru néu trén cho théy cac moi
quan hé lién quan dén sy tham gia ctia cac nha quan trj cap trung trong giai doan phan
tang BSC nhu sau:

“Su tham gia ciia nhém nha quan tri cdp trung cé anh hwéng thudn chiéu dén
phan tang Thé diém cdn bang thanh céng”.

2.3.2 Mo hinh nghién ciru

Duya vao céac gia thiét thu duge tir viéc phan tich, téng hop cac cong trinh
nghién ctru vé anh hudng cua cac nhdm nha quan tri dén phan tang BSC da dugc trinh
bay & muyc 2.3.1, tic gia d& xuit mo hinh nghién ctru gdm bdn khai niém nghién ctiru
va sau gia thuyét nghién ctru. Cac khéi niém nghién ciru gom:

(1) Su ung hd va tham gia cia nhdm nha quan tri cip cao trong giai doan phan
tang BSC (viét ngan gon 13: “Sy ing ho va tham gia ctia nhom nha quan tri cap cao”);

(2) Sy tham gia ctia nhém BSC trong giai doan phan tang BSC (viét ngan gon
la: “Su tham gia cia nhom BSC”);
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(3) Su tham gia cia nhom nha quan tri cAp trung trong giai doan phan ting
BSC (viét ngin gon 13: “Su tham gia cia nhém nha quan tri cap trung”);

(4) Phan ting BSC thanh céng tai to chirc, doanh nghiép (viét ngin gon la
“Phén tang BSC thanh cong”).

Sw 0ng hd va tham gia cla

nhém nha quan tri cap cao 1
H2
Phan tang

Su tham gia H4 BSC
= ciia nhom BSC thanh
céng

H5 H6

Sw tham gia clia nhém

nha quan tri cap trung

Hinh 2.6. M6 hinh nghién ctru
Cac gia thuyét nghién ctru, ky hiéu tir H1 dén H6, dugc trinh bay ¢ bang 2.2.
Bing 2.2. Cac gia thuyét nghién ctru

Gia thuyét Noi dung gia thuyét

H1l Sy tng ho va tham gia ctia nhom nha quan tri cap cao c6 tac dong thuin

chiéu dén phan tang BSC thanh cong.

H2 Sy tng ho va tham gia ctia nhom nha quan tri cap cao c6 tac dong thuén

chiéu dén sy tham gia ctia nhom BSC trong giai doan phan tang BSC.

H3 Sy tng ho va tham gia ctia nhom nha quan tri cap cao c6 tac dong thuén
chiéu dén sy tham gia cia nhém nha quén tri cap trung trong giai doan

phan ting BSC.

H4 Su tham gia ctia nhém BSC c6 tac dong thuén chiéu dén phan t?mg BSC

thanh céng.
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H5 Su tham gia cua nhém BSC c6 tdc dong thuan chiéu dén su tham gia cua

nhom nha quan tri cip trung trong giai doan phan tang BSC.

H6 Sy tham gia cia nhom nha quén trj cdp trung c6 tic dong thuan chiéu

dén phan tang BSC thanh cong.

(Nguon: tac gia nghién ciru dé xudt)
2.3.3 Tong hop dé xuat thang do lwong cac khai niém nghién ciru

Thang do ban dau cta bon khai niém trong mé hinh nghién ctru sé& dugc tong
hop dé xuat tir co s& Iy luan va tong quan nghién ctru vé tmg dung BSC néi chung va
giai doan phan tang BSC néi riéng. Thang do thu duoc s& dugc goi 1 “Thang do nhap
dau”, bao gom cac bién quan sat diung dé do ludong cac khai niém trong mé hinh
nghién ctru 1y thuyét.

C4c bién quan sat ciia thang do nhap dau s& dugc ma hoéa bang “ABCx.1”, véi
“ABC” 1a tén viét tit cua khai niém nghién ctlru, “X” la s6 thir tu cua bién quan sat
trong thang do, “1” thé hién thudc thang do nhap dau.

(1) Thang do “Sw iing h va tham gia ciia nhm nha quan tri cip cao trong
giai doan phan tang BSC”

Theo Kaplan & Norton, Niven va nhiéu tac gia nhu di trinh bay ¢ muc 2.2.3
va 2.3.1, cac chuong trinh tng dung BSC néi chung va phéan tang BSC néi riéng chi
thanh cong khi céc nha quan tri cip cao cam két ing ho va tham gia lién tuc qua trinh
nay. Qua trinh phan ting BSC dién ra thudn loi néu cac nha quan tri cip cao xéac 1ap
céc muc tiéu 16 rang cho qua trinh nay; san sang cung cap cac ngudn luc can thiét cho
cac hoat dong phan ting BSC; truc tiép tham gia truyén thong cho cac nha quan tri
cap trung vé BSC va mdi quan hé giira chién lugc ctia don vi voi chién luge phat trién
chung ctia t6 chire. Cac nha quan tri cap cao tham gia phan ting Thé diém cip cao
xudng cap don vi; quan tim khong chi cac thude do thé hién chién luoc chung cua t6
chirc ma con quan tdm dang murc cac thudc do thé hién chién luoc riéng cua don vi.

Mot s6 nghién ciru dd xay dung cac thang do khai niém nay. Theo Assiri &
cong su, “Su tham gia cua cac nha quan tri cép cao” thé hién qua céc tiéu chi: Cac

nha quan tri cap cao €6 trach nhiém cao cho tmg dung BSC; Cac nha quan tri cip cao
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cam két 13 rang vé cac hoat dong ctia BSC; Cac nha quan trj cip cao phan bd du
ngudn lyc va thoi gian cho du 4n BSC; Cac nha quan tri cip cao tham gia trong phat
trién BSC; C4c nha quan tri cép cao tich cuc thao luan cic van dé BSC trong cac cudc
hop [26].

Tung & cong sy xay dung thang do “Sy ung ho cua cac nha quan tri cip cao”
v6i cac tiéu chi: Cac nha quan tri cip cao cung cap di ngudn lyc dé hd tro tng dung
BSC; C4c nha quan trj cap cao thé hién rd rang sy hd trg ctia minh cho tmg dung
BSC; Céc nha quan tri cAp cao thuc hién quyén han cta minh dé hd trg ung dung
BSC [91].

Theo Schlieper, thang do “Su ting hd ciia cac nha quén tri cp cao” bao gom:
Céc nha quan trj cip cao xéac dinh viéc trién khai tng dung BSC 13 wu tién hang dau;
Céc nha quan tri cip cao hiéu viéc trién khai tng dung BSC s& mang lai loi ich cho
doanh nghiép; Cac nha quan tri cp cao cam két ing ho 1au dai cho trién khai (mg
dung BSC; Céc nha quan trji cip cao sin sang cung cip cic ngudn lyc dé tao thuin
loi cho viéc trién khai tng dung BSC [85].

Hai tac gia Tran Quéc Viét va Nguyén Quang Pai néu rang sy tham gia cua
nhém nha quén tri cap cao thé hién qua 3 tiéu chi: (1) Tham gia vao qué trinh giGi
thiéu hé théng quan tri chién lugc trong toan td chirc; (2) Nim rd viéc st dung céc
chi s6 va tiéu chuan dé xay dung va trién khai chién luoc; (3) San sang cung cap day
du thong tin va tng ho cac nd luc nham cai thién hé théng quan tri chién lugc cua to
chue [5], [15].

Duya theo cac quan diém trén ciia cac nha nghién ciru, thang do nhap dau “Su
ting ho va tham gia cua cac nha quan trj cip cao trong giai doan phan ting BSC” bao
gdm cac bién quan sat sau day:

TOP1.1 - Cac nha quan tri cap cao hiéu viéc trién khai phan tang BSC s& mang
lai loi ich cho t6 chirc.

TOP2.1 - Cac nha quan tri cap cao cam két ing ho trién khai phan tang BSC

trong toan bo to chirc.
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TOP3.1 - Cac nha quan tri cap cao san sang cung cap day du nguon lyc dé
trién khai phan ting BSC trong toan bd to chifc.

TOPA4.1 - C4c nha quan tri cap cao hiéu rd cac muc tiéu va thude do cua BSC
cap t0 chirc va cip don vi, quan tim dung muc dén cac thude do thé hién chién lugc
chung cua td chire va céac thudce do thé hién chién lugc riéng cua don vi.

TOP5.1 - Cac nha quan tri cAp cao tich cuc tham gia phan tang BSC cép t6
chtrc xudng cip don vi.

TOP6.1 - Cac nha quan tri cip cao tich cuc tham gia truyén thong vé BSC va
tam nhin, chién luoc cua to chic.

(2) Thang do “Sw tham gia ciia nhém BSC trong giai doan phan ting BSC”

Duya vao cac nghién ctiru cuia Kaplan & Norton, Niven, Rohm, Decoene &
Bruggeman, Chavan. .. dugc trinh bay ¢ muc 2.2.3 va 2.3.1, trong giai doan phan ting
Thé diém can bang, nhém BSC ¢6 vai trd xay dung va trién khai ké hoach phén ting
BSC: td chirc dao tao, truyén dat vé BSC trong toan td chirc. Nhém BSC chu tri t6
chirc cac cudc hop voi nhom nha quan tri cip cao, cip trung dé thao luan, lya chon
va théng qua cac muc tiéu chién luoc, cac thude do duge phan tang xudng cac don vi
truc thudc; hd tro va tao diéu kién thuén loi cho cac nha quan tri cép trung phat trién
c4c thude do tht cap trong sudt giai doan phan tang BSC tai cac don vi; cha tri xem
x6ét lai cac Thé diém da duoc phan tﬁng va to chtrc 1am viée véi cac nhém dé hoan
thién cac Thé diém phan tang.

Theo Assiri & cong sy, sy tham gia ciia nhom BSC trong trng dung BSC no6i
chung dugc thé hién qua cac tiéu chi: Thanh vién nhém BSC c6 nhiéu ky ning, kién
thirc khac nhau va dén tir cac phong ban khac nhau; Nhém BSC c6 thé bao céo tric
tiép cac nha quan tri cip cao nhat; Nhém BSC thudng xuyén hop thio luan c4c van
dé BSC; Thanh vién nhom c6 hiéu biét rat chi tiét vé linh vuc chirc nang; Thanh vién
nhom c6 thé thu thap va phan tich dir liéu chi tiét dé truyén thong rd rang cho ngudi
khac; Thanh vién nhom c6 thé hiéu dugc cac van dé chién luoc va két ndi cac van dé

do6 vai cong viéc ciia minh [26].
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Dua theo cac quan diém trén ctia cac nha nghién ciru, thang do nhap dau “Su
tham gia cia nhém BSC trong giai doan phan ting BSC” bao gém céc bién quan sat
sau day:

BSC1.1 - C4c thanh vién trong nhom BSC c6 day du kién thic vé BSC va ki
ning trién khai phan tang BSC, cd hiéu biét k¥ cang vé muc tiéu chién luoc chung
ctia to chirc va cac don vi.

BSC2.1 - Nhom BSC tich cuc t6 chitc dao tao va truyén thong vé BSC cho cac
nha quan tri cip trung va nhan vién trong toan to chc.

BSC3.1 - Nhom BSC xdy dung va truyén dat rd rang ké hoach phan tang BSC
dén cac don vi trong toan to chic.

BSC4.1 - Nhém BSC chi tri t6 chire cac cude hop v6i nhom nha quén tri cap
cao, cap trung thong qua cac BSC duoc phan b6 xudng cap don vi.

BSC5.1 - Nhém BSC hd trg cac nha quan tri cap trung trong sudt giai doan
phan tﬁng BSC tai cac don vi.

BSC6.1 - Nhém BSC chu tri xem xét lai cac BSC duogc phan tang va to chic
lam viéc v&i cic nhom dé hoan thién cac BSC duoc phan téng tai cac don vi.

(3) Thang do “Sy tham gia ciia nhém nha quan tri cAp trung trong giai
doan phén tang BSC”

Muc 2.2.3 va 2.3.1 da gidi thiéu cac nghién ctru ciia Kaplan & Norton, Niven,
Rohm, Decoene & Bruggeman, Kasperskaya, Chan... thé hién sy tham gia ctia nhém
nha quan tri cap trung 12 khong thé thiéu ¢ budc phan ting BSC xubng cac cip thap
hon trong t6 chic.

Dé phan ting BSC thanh cong, can c6 su cam két va ung ho cua cac nha quan
tri cAp trung trong ca 1oi néi va hanh dong. Cac nha quén tri cap trung can tich cuc
tham gia cac khoa dao tao vé BSC dé c6 kha ning truyén dat vé BSC dén nhan vién,
¢6 du cac nang lyc can thiét dé chu tri trién khai phan ting BSC thanh cong tai don
vi minh quan ly. CAc nha quan tri cap trung can dugc gidi thiéu vé cac muc tiéu chién
lrge va thude do cuia Thé diém cdp cao, duoc tham gia truc tiép vao qua trinh xay

dung va phan bd BSC cép t6 churc xuéng cac don vi truc thudc, dac biét la don vi cua
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chinh ho phu trach thi viéc trién khai tng dung BSC méi c6 thé thanh cong. Cac nha
quan tri cap cao nén trao quyén cho cac nha quan tri cdp trung chi tri phan ting BSC
trong don vi ho quan 1y dé phat huy ti da kién thirc va ning lyc cia cac nha quan tri
cAp trung trong viéc dat muc tiéu chung cua t chirc. Cting véi viéc chu tri phat trién
cac Thé diém thir cAp, cac nha quan tri cAp trung can tich cuc truyén théng vé BSC
noi chung, cac muc ti€u chién lugc va thude do cia Thé diém céc cép dén toan bd
nhan vién thudc don vi minh quan ly.

Duya theo cic quan diém trén clia cac nha nghién ciru, thang do “Sy tham gia
ctia cac nha quan tri cap trung trong giai doan phan ting BSC” bao gdm cac bién quan
sat sau day:

MID1.1 - Cac nha quan trj cap trung cam két ting ho trién khai phan ting BSC
trong don vi ho phu trach.

MID2.1 - Cac nha quan tri cp trung tich cuc tham gia cac khoa dao tao vé
BSC.

MID3.1 - C4c nha quan tri cap trung hiéu rd cic myc tiéu va thude do cia BSC
cap t6 chuc va duoc tham gia vao budc phan tang BSC cip t chirc xudng cap don vi.

MIDA4.1 - Cac nha quan tri cip trung tich cuc truyén théng vé BSC trong don
vi ho phu trach.

MID5.1 - Cac nha quan tri cap trung phan bd da ngudn luc va thoi gian dé
trién khai phan tang BSC trong don vi ho phu trach.

(4) Thang do “Phan tang BSC thanh cong”

Trong giai doan phan tﬁng BSC, céac nha quan tri c6 nhiém vu phat trién Thé
diém & cac cép d6 khac nhau cua to chire dam bao sy lién két vé mat chién luge trong
toan to chire, to chirc cac hoat dong truyén dat va dao tao vé Thé diém dé tt ca nhan
vién cua cac don vi déu hiéu vé BSC, tir d6 theo dudi nhirg muc tiéu phu hop véi
muc tiéu chién luoc cua to chuc.

Theo Kaplan & Norton, cac Thé diém dugc phan tang can dat dugc tinh lién
két vé muc tiéu chién lugc tir cip cao nhét cho dén cip thap nhét. Thé diém can bang

dugc phan tang hi¢u qua s€ bao gdm cac muc ti€u va thudc do nhat quan voi cac Theé
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diém khac, phu hop véi chirc ning, nhiém vu cua don vi, bd phan va c6 anh huéng
dén muyc tiéu chung ctia to chirc. Cac Thé diém phan tang phai thé hién rd sy can bang
gitra viéc dat dugc cac muc ti€u riéng cuia don vi voi cdc muc tiéu chién lugc cua td
chirc va cac muc tiéu riéng cua cac don vi kinh doanh khac [43], [46], [48].

Theo Niven, cac Thé diém dugc phan ting hiéu qua & tit ca cac cap do cua td
chtrc khi Thé diém cép thdp hon nhit quan véi Thé diém cip ngay trén nd, ¢ anh
huong dén muc tiéu cta cap trén nd va phu hop voi dic diém cua don vi, bd phan
tuong (mg. Mot s tiéu chi cu thé co thé ding dé danh gia cac Thé diém phén tang:
su lién két gifta cac Thé diém c6 lién quan; su lién két vé6i chién lugc chung; muc do
bao phu cac muc tiéu chil chét; cac chi tiéu phut hop (huéng dén hoan thanh chi tiéu
cAp cao hon) [67].

Phan téng Thé diém can bﬁng dat dugc hiéu qua cao nhét khi duoc thuc hién
dén Thé diém cép c4 nhan. Moi nhan vién hiéu duoc cac muc tiéu chién lugc va thudce
do ctia cac Thé diém tir trén xudng, c6 kién thirc vé BSC va k¥ ning trién khai BSC,
c6 thai do tan tam d6i v6i Thé diém, ing ho thyc thi chién luge thanh cong, tir d6 xac
dinh duoc mbi lién két rd rang tor muc tiéu c4 nhan dén muc tiéu chién lugc cua to
chuec [67].

Assiri & cong su xay dung thang do “Phan ting BSC” bao gdm cac bién quan
sat: Sir dung hudng phan ting tir trén xudng; Lién két cac muc tiéu tir cip to chic
xudng cap don vi ddm bao moi nhan vién déu hudng theo muc tiéu chung ciia to chic;
truyén thong BSC dén moi cip cua t6 chic [26].

Duya theo cac quan diém trén cia cic nha nghién ciru, thang do “Phan ting
BSC thanh cong” bao gdm céc bién quan sat sau day:

Y1.1 — Cac don vi da phat trién BSC & moi cap do ciia don vi, két thuc & Thé
diém c4 nhan.

Y2.1 — Cac BSC duoc phan tang tai don vi dat dugc sy lién két vai chién luoc
clia to chiic va c¢6 anh hudng dén muc tiéu chung ctia to chuc.

Y3.1 — Cac BSC dugc phan tang tai don vi phtt hop voi dic tha td chire san

xuat kinh doanh cta cap twong tng.
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Y4.1 — Cac BSC duogc phan tﬁng tai don vi thé hién rd sy can bﬁng gitra viéc

dat dugc cac muyc ti€u riéng cua don vi vo1 cac muc tiéu chién lugce cia tdo chirc va

khong mau thuan vdi cac muc tiéu riéng cua cac don vi khac.

Y5.1 — Moi nhén vién trong don vi c6 kién thirc vé BSC va k¥ ning trién khai

BSC, ¢6 thai d§ ung ho va tan tam ddi véi BSC.

Y6.1 — Moi nhan vién trong don vi hi€u dugc cac muc ti€u va thude do ctua

cac BSC duoc phan téng tai don vi.

Bing 2.3. Thang do nhap dau cac khai niém nghién ctru trong mé hinh nghién ctru

Khai niém _ .
. Noi dung thang do Nguon
nghién clru
TOP1.1. Cac NQT cap cao hiéu viéc trién khai phéan tang Kaplan &
BSC s& mang lai loi ich cho to chifc. Norton (1996,
TOP2.1. Cac NQT cap cao cam két ting h¢ trién khai phan | 2006, 2008),
tang BSC trong toan b t6 chirc. Niven (2006),
TOP3.1. Cac NQT cap cao san sang cung cap day du nguon | Assiri & cong
Su ung hd .. _ . .
. | luc dé trién khai phan tang BSC trong toan b to chtrc. su (2000),
va tham gia _ . ,
TOP4.1. Cac NQT cap cao hiéu rdo cac muc tiéu va thude | Tung (2011),
cua cac nha ., , ) .
o do ctia BSC cap t6 chirc va cap don vi, quan tim dang muac | Schlieper
quan tri , ) , , )
. dén cac thudce do thé hién chién lugc chung cia to chirc va | (2014), Tran
cap cao . . I
cac thudc do thé hién chién lugc riéng ctia don vi. Quodc Viét
TOP5.1. Cac NQT cap cao tich cuc tham gia phan tang | (2012),
BSC cép t6 chirc xudng cap don vi. Nguyén
TOP6.1. Cac NQT cap cao tich cuc tham gia truyén thong | Quang Dai
vé BSC va tAm nhin, chién lugc cua td chuc. (2016)
| BSC1.1. Céc thanh vién trong nhom BSC c6 day du kién | Kaplan &
Su tham gia . , ) . L
thue vé BSC va k¥ nang trién khai phan tang BSC, c6 hieu | Norton (1996,
cua nhom y ) ) X 2
BSC bict k¥ cang vé muc tiéu chién lugc chung cua to chue va | 2006, 2008),
cac don vi. Niven (2006),
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BSC2.1. Nhém BSC tich cuc t6 chirc dao tao va truyén

Assiri & cong

Su tham gia

cua cac nha

thong vé BSC cho cic nha quan tri cdp trung va nhan vién | su (2006),
trong toan to chirc. Decoene &
BSC3.1. Nhém BSC xéy dung va truyén dat rd rang ké | Bruggeman
hoach phan tﬁng BSC dén cac don vi trong toan td chure. (2006)
BSC4.1. Nhom BSC chu tri to chire cac cude hop v6i nhom
NQTCC, NQTCT théng qua cic BSC duoc phan bo xudng
cap don vi.
BSC5.1. Nhém BSC hé trg cac NQTCT trong sudt giai
doan phan téng BSC tai cac don vi.
BSC6.1. Nhom BSC chu tri xem xét lai cadc BSC dugc phan
tang va t6 chirc 1am viéc véi cac nhém dé hoan thién cac
BSC duogc phan tﬁng tai cac don vi.
MID1.1. Cac NQT cap trung cam két ung ho trién khai

A A : , Kaplan &
phan tang BSC trong don vi ho phu trach.

_ , E— _1 Norton (1996,
MID2.1. Cac NQT cap trung tich cuc tham gia cac khoa
2006, 2008),

dao tao vé BSC.

MID3.1. Cac NQT cap trung hiéu rd cac muc tiéu va thudc

do ctia BSC cép to chtic va dugc tham gia vao bude phan

Niven (2006),
Chan (2004),

quan tri cap | . L . . Decoene &
tang BSC cap t6 churc xudng cap don vi.
trung ) ] . Bruggeman
MIDA4.1. Cac NQT cap trung tich cuc truyén thong vé BSC (2006)
trong don vi ho phu trach.
] . ] Kasperskaya
MIDS5.1. Cac NQT cap trung phan b6 di nguon luc va thoi (2008)
gian dé trién khai phan tang BSC trong don vi ho phu trach.
Y1.1. Cac don vi da phat trien BSC & moi cap do cua don
o B Kaplan &
vi, két thiic & Thé diém ca nhan.
. - Norton (1996,
Phan tang | Y2.1. Cac BSC duogc phan tang tai don vi dat dugc su lién
., ) , 2006, 2008),
BSC két v6i chién luge cua td chuc va ¢6 anh huong dén muc |
o . Niven (2006),
thanh cong | tiéu chung cua to churc.

Y3.1. Cac BSC duoc phan tang tai don vi phi hop véi dic

thu to chtrc san xuat kinh doanh cta cp twong tng.

Assiri & cong
su (2006)




72

Y4.1. Cac BSC dugc phan tﬁng tai don vi thé hién ro su
can béng gitra viéc dat dugc cac muc ti€u ri€ng cua don vi
v6i cac muc tiéu chién luge cua to chie va khdng mau

thuan véi cadc muyc ti€u riéng cua cac don vi khac.

Y5.1. Moi nhén vién trong don vi c6 kién thirc vé BSC va
k¥ ning trién khai BSC, c6 thai d6 tng ho va tdn tim d6i

voi BSC.

Y6.1. Moi nhan vién trong don vi hiéu dugc cac muc ti€u

va thude do cta cac BSC dugc phan tang tai don vi.

(Nguén: tac gia tong hop dé xudt)
2.4 Phuwong phap nghién ciru
2.4.1 Phwong phap nghién ciru tong quat

Xuat phat tir mé hinh nghién ciru ciing véi cac gia thuyét nghién ctru va “thang
do nhap dau” cac khai niém nghién ciru, sau ddy 1a thiét ké phwong phap nghién ctru
tong quat nham cung cap khung danh gia anh huong cia nhom nha quén tri cap cao,
cAp trung va nhém BSC dén giai doan phan ting BSC tai mot t chirc, doanh nghiép.

Phuong phap nghién ctru duoc sit dung nham danh gia thang do va kiém dinh
m6 hinh nghién ciru 1a phuwong phap nghién ctru hdn hop theo quy trinh suy dién da
duoc tac gia Nguyén Pinh Tho gi61 thiéu [13, 14], gém hai budc so bo va chinh thirc:

- Nghién ctru so b gom:

+ Mot nghién civu dinh tinh & diéu chinh “thang do nhap dau” cho phu hop
voi dic thu cua to chire, doanh nghiép; tir d6 thu dugc “thang do nhap thur hai”.

+ Mot nghién cuu dinh luong so bo dé danh giad so bg thang do nhap thu hai.
Thang do nhap thur hai dugc tinh loc va danh gia do tin cdy bdi hé sb tin cay
Cronbach’s Alpha, sau d6 duoc dénh gia gia tri bang phan tich nhan t6 kham pha
EFA béi dit liéu thu thip trong nghién ciru so bo. Két thuc giai doan nay s& thu duoc
“thang do chinh thirc”, tir d6 thiét 1ap bang cau hoi diéu tra chinh thirc.

- Nghién ctru chinh thire 12 nghién citu dinh heong chinh thire dé danh gia

thang do va kiém dinh mo hinh nghién ctru 1y thuyét.
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+ Mau nghién ctru: dung phuong phap 14y mau ngiu nhién hé thdng, thue hién
phan tich co cau mau theo mét s6 tidu chi.

+ Kiém dinh thang do chinh thirc: thang do chinh thirc thu dugc tir nghién ciru
so bo duoc danh gia bang phuong phap phan tich nhan té khang dinh CFA, d6 tin cdy
tong hop. .. boi dit liéu thu thap trong nghién ctru chinh thirc. Két qua can cho thiy
thang do cac khai niém trong mé hinh c6 dép tmg yéu cau vé do tin cdy, gi tri hoi tu
va gié tri phan biét hay khong.

+ Kiém dinh mo hinh nghién ciru va céc gia thuyét: str dung phuong phép phan
tich mo hinh c4u truc tuyén tinh SEM. Két qua can cho thdy mé hinh nghién ctru c6

pht hop véi bo dit liéu hay khong, cac gia thuyét nao dugc chap nhan...

M& hinh nghién ciru Iy thuyét . [ Phiéu phang vén sau ]
Thang do nhap dau

(1) Nghién ctru dinh tinh

Thang do nhap hai
nh&m hoan thién thang do nhap dau [ (Phiéu diéu tra so bg) }

I I
1 |
1 |
1 B oS |
I Thiét ke | |
1 |
: nghién ctru U 4 :
l . Pl T CRI UG 505 Thang do chinh thie ~ |!
! tal mot Thang do nhap hai dwoc tinh locva | (Phiéu didu tra chinh thirc) ||
't chir, danh gia dé tin cay !
1 |
I doanh u ‘L’ :
: (3) Nghién ciru dinh lwong chinh thike: — I
| | nghiép Kiém dinh thang do: Kiém dinh mé hinh va 4{ Kﬁ:{:‘gﬂﬂ‘fﬁeﬂc } !
I . :

I cAc gia thiét nghién clru |
I I

Hinh 2.7. Thiét ké phuong phap nghién ctru tong quét

Trudce khi thye hién nghién ctru dinh tinh va dinh lugng tai mot t chirc, doanh
nghiép, cac nha nghién ciru can xac dinh cac d6i twong cain moi phong van va tham
gia tra 101 phiéu diéu tra. Cac ddi twong nay thudng bao gdm cac chuyén gia vé BSC,

C4C nha quan tri tryc tiép tham gia giai doan phan ting BSC tai to chtrc, doanh nghiép.
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2.4.2 Quy trinh nghién ciru chi tiét
2.4.2.1 Nghién cvru dinh tinh

Muc tiéu ctia nghién ctru dinh tinh 13 diéu chinh “thang do nhap dau” cac khai
niém nghién ctru cho phu hop vadi dic thu cua td chuc, doanh nghié¢p; két qua can thu
duoc “thang do nhap thur hai”.

Cung voi viée sir dung cac phuong phap nghién ctru dinh tinh nhu nghién ctru
tai liéu, phan tich, tong hop, théng ké, so sanh, phuong phap nghién ciru dinh tinh
quan trong dugc sir dung 1a phong van chuyén gia. Cac nha nghién ciru s& tién hanh
phong vén tryc tiép cac nha quén tri thudc nhom chi tri trién khai BSC tai to chic,
doanh nghiép, dai dién cac nhém nha quan tri cip cao, cap trung hodc cac chuyén gia
trong linh vuc dé diéu chinh thang do nhap dau.

Nghién ctru dinh tinh dugc thuc hién voi mot nhoém nhoé céc doi tuong nghién
ctru va mau duge chon theo phuong phap chon mau 1y thuyét. S6 lugng phan tir (kich
thudc mau n) duoc xac dinh khi thong tin thu thap thém tir phan tir thir n khong c6 gi
m&i so voi thong tin da thu thap tir cac phan tir trude d6 [12].

Noi dung phong van tip trung vao cac van dé sau:

(1) O t6 chirc, don vi ciia ong/ba, phan ting BSC dugc trién khai dén cap do
nao (da phat trién cac BSC cip don vi, BSC cp phong ban, BSC cép c4 nhan)?

(2) Theo 6ng/ba, phan ting BSC thanh céng nén duoc danh gia thong qua
nhing tiéu chi gi? Ong/ba co ¥ kién gi véi cac tidu chi tir Y1.1 dén Y6.1 (ndi dung
cu thé ciia cac tiéu chi dugc gidi thiéu theo thang do nhap dau)?

(3) O t6 chirc, don vi ctia 6ng/ba c6 cac nha quan tri nao tham gia vao giai
doan phan ting BSC? Ho c6 hoat dong theo nhom hay khong? Theo 6ng/ba, nhom
nha quan tri ndo c6 anh hudng dén phan ting BSC thanh cong?

(4) Theo dng/ba, su ting ho va tham gia ciia nhém nha quan tri cap cao trong
giai doan phan ting nén dugc danh gia thong qua nhiing tiéu chi gi? Ong/ba co ¥ kién
gi voi cac tiéu chi tir TOP1.1 dén TOP6.1 (ndi dung cu thé ciia cac tidu chi duoc gidi
thiéu theo thang do nhap dau)?

(5) Theo Ong/ba, su tham gia cua nhém chu tri du &n BSC trong giai doan phan
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tang nén duoc danh gia thong qua nhirng tiéu chi gi? Ong/ba ¢ ¥ kién gi véi cac tiéu
chi tir BSC1.1 dén BSC6.1 (ndi dung cu thé cia cac tiéu chi dugc gidi thiéu theo
thang do nhap dau)?

(6) Theo 6ng/ba, sy ung hd va tham gia clia cdc nha quan tri cap trung trong
giai doan phan tang nén duoc danh gia thong qua nhiing tiéu chi gi? Ong/ba ¢ y kién
gl voi cac tiéu chi tir MID1.1 dén MIDS5.1 (ndi dung cu thé cua cac tiéu chi duoc gidi
thiéu theo thang do nhap dau)?

Sau khi tong hop, phan tich két qua thu duoc tir cac cudc phong van, md hinh
nghién ctru va cac bién quan sat ctia cac khai niém nghién ciru ¢ thang do nhap dau
s& duoc diéu chinh va hoan thién. Két qua thu dugc 1a thang do nhap thir hai cia mo
hinh nghién ctru.

Céc bién quan sat ctia thang do nhap hai s& duoc mi hoa bang “ABCx.2”, Vi
“ABC” 1a tén viét tat ciia khai niém nghién ctru, “x” 1a s6 thtr tu clia bién quan sat
trong thang do, “2” thé hién thudc thang do nhap hai.
2.4.2.2 Nghién cvwu dinh lwong so b

Nghién ctru dinh luong so bo dé danh gia so bo thang do nhap thir hai. Thang
do nhép thir hai dugc tinh loc va danh gia do tin cay bdi hé so tin cdy Cronbach Alpha,
sau d6 dugc danh gia gia tri bang phan tich nhan t6 kham pha EFA béi dit liéu thu
thap trong nghién ctru dinh luong so bd. Két thuc giai doan nay sé& thu dugc thang do
chinh thtrc, tir d6 thiét 1ap bang cau héi diéu tra chinh thirc.

a. Mau nghién ciru

Nghién ciru dinh lwong so bd ¢ thé duge thyc hién véi mau thuan tién duoc
lay tir khung mau bao gém cac nha quan tri cp cao, cic thanh vién nhom BSC va cac
nha quan tri cip trung clia to chc.

DPé st dung EFA, kich thuéc mau can du 16n va thuong duogc xéc dinh dya vao
(1) kich thudc tdi thiéu va (2) sé lugng bién quan sat dua vao phan tich [13]. Theo
Hair va cdng su, dé sur dung EFA, kich thuéc mau tbi thiéu phai 1a 50 va ty 1€ quan

sat trén bién quan sat phai 1a 5/1 [36].
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Tém lai, dwa vao sb luong khung mau, kich thudc tdi thiéu va sb lugng bién
quan sat, chiing ta s& xac dinh dugc ¢ mau can thiét cho nghién ctu.

b. Do lwong va thu thap dir liéu

Dé xem xét d6 phu hop cua thang do cac khai niém nghién ciru, can cac cau
tra 101 lién quan dén thai d6 cta ddi tuong tham gia phong van dbi véi cac bién quan
sat. Trong thuc té nghién ctru dé danh gia thang do cho cac khai niém nghién ciru,
pht hop nhét 13 sir dung thang do Likert tir 5 diém tro 1én [12].

Ngoai phan gidi thiéu va phan két thuc, mau phiéu khao sat s& dugc thiét ké
v6i noi dung chinh thé hién trong bang 2.4.

Bing 2.4. Mau phiéu khao st y kién vé anh hudng cia cac nha quan trj dén

giai doan phan ting Thé diém can bang

“Xin Ong/Ba vui long cho biét mirc do dong ¥ cua Ong/Ba cho cac phat bicu
dudi day vé mic d6 phan tang BSC thanh cong tai to chirc va sy tham gia cia cac
nhdm nha quan tri trong giai doan phan ting BSC tai t6 chuc cia Ong/Ba.

Xin tra 161 bang cach danh dau vao 6 tuong Gmg voi su lya chon cua Ong/Ba.”

Cac Hoan Khon . Hoan
khai niém ) toan 1ong Trung | Bong | toan
hia Cac bién quan sat khong dong lap y | dong
ronen dong | o | @ | @ | ¥
ciru 1) ()
Y1.2 — Pon vi d phat trién BSC
& moi cip do cua don vi, két thac | [J1 O2 | O3 | 04 | O5
.| & Thé diém ca nhan.
Phan tang ]
Y2.2 — Cac BSC dugc phan tang
BSC .
tai don vi dat duoc su lién két voi
thanh , .
A chién luoc cta to chitc va co anh | [1 02 [13 L4 | 0I5
cong ) .
hudng dén muc ti€u chung cta to
chue.
Sy ting ho | TOP1.2 - Cac nha quan trj cap
. , , . L1 L2 [13 14 | 0I5
vatham | cao hiéu viéc trién khai phan tang
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giacua | BSC sé mang lai lgi ich cho to
nhom chure.
NQT TOP2.2 - Cac nha quan trj cap

capcao |cao cam két tng ho trién khai

. , 1 12 [13 4 | 05
trong phan tang BSC trong toan b to

giai doan | chuec.

phan ting
BSC

(Nguon: tac gia thiét ké mdu phiéu)

c. Panh gia d¢ tin cy ciia thang do bing hé s6 Cronbach Alpha

Phuong phap danh gia do tin cdy cua thang do gom hai buéc:

(1) Str dung hé sd Cronbach Alpha dé danh gia do tin cdy cia thang do gdm
tir 3 bién quan st tro 18n. Mot thang do ¢6 do tin cay t6t khi hé s6 Cronbach Alpha
ctia thang do trong khoang 0.7 dén 0.8, néu > 0.6 1 thang do c6 thé chap nhan duoc
vé do tin cdy, nguogc lai néu qua cao (> 0.95) thi c6 hién tugng trung lap trong do
ludong (redundancy), c6 nghia 14 nhiéu bién quan st trong thang do khong c6 khac
biét gi nhau [71]. Cronbach Alpha duoc thyc hién trudc EFA dé loai cac bién rac
trudce khi phan tich EFA.

Cronbach Alpha 13 hé sé dugc sir dung phd bién nhat khi danh gia do tin cay
ctia thang do da bién (c6 tir ba bién quan sat tr 1én). N6 do ludng tinh nhat quan ciia
cac bién quan sat trong cung mot thang do dé do ludng mot khai niém [12].

(2) St dung hé sb twong quan bién tong (item- total correlation) dé kiém tra
d6 tin cdy cua timg bién quan sat. SPSS sir dung hé s tuong quan bién téng hiéu
chinh (corrected item- total correlation). Néu mot bién quan sat co hé sb twong quan
bién téng hiéu chinh > 0.3 thi bién d6 dat yéu cau, nguoc lai, bién quan sat co h¢ sb
tuong quan véi bién tong thap (< 0.3) s& bi loai néu khong vi pham gia tri noi dung
cua thang do [71].

d. Panh gia gia tri thang do bang phan tich nhan t6 kham pha EFA

Sau khi dugc danh gia do tin cdy, thang do tiép tuc dugc danh gia gia tri béng
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phuong phap phén tich nhan t6 kham pha EFA (Exploratory Factor Analysis). Phan
tich EFA dya trén co s& mdi quan hé gifta cac bién quan sat.

Piéu kién dé thuc hién EFA: thuc hién cac kiém dinh KMO va Bartlett can thu
dugc hé s6 KMO > 0.5 va p ciia kiém dinh Bartlett < 5%. KMO > 0.8 1a t6t, KMO >
0.7 1a duge, KMO > 0.5 14 ¢ thé chip nhan duoc, néu KMO < 0.5 thi khong thé chap
nhan duoc [12].

Phuong phéap danh gia gi tri thang do bang EFA:

(1) Sir dung tiéu chi Eigenvalue dé x4c dinh s6 lugng nhan t6 trich duoc. Tiéu
chi Eigenvalue 14 tiéu chi duoc sir dung phd bién dung dé xac dinh s6 lwong nhan tb
trong phan tich EFA. Vi tiéu chi nay, s6 luong nhan t6 dugc xac dinh Gng véi tat ca
cac nhan t6 c¢6 Eigenvalue > 1 [12].

C6 mdt van dé can quan tdm 1a s6 lwong nhan t6 trich khong phu hop véi sd
khai niém nghién ctru nhu da gia thiét. Khi d6, can xem xét lai vé dit liéu hodc co s&
Iy thuyét xay dung khai niém hodc bdi canh nghién ciru cu thé.

(2) Trong s6 nhan té (hay hé sé tai nhan sd - factor loading) ctia mot bién quan
sat trén nhan t6 ma no 1a bién do luong sau khi quay nhan tb phai cao, nguoc lai trong
s6 nhéan t6 ctia mdt bién quan sat trén nhan t6 ma né khong phai 1a bién do luong sau
khi quay nhan té phai thip. Viéc danh gid bién quan sat thong qua trong s6 nhan t6
g6m hai ndi dung:

- Cac bién quan sat ¢ trong s6 nhan t6> 0.5 1a gia tri chép nhéan duoc; néu co
trong s6 nhan t6 < 0.4 s& bién sé& bi loai néu khong vi pham gia tri ndi dung cua thang
do. Néu bién quan sat c6 ndi dung quan trong trong thang do nhung hé sé nay qua
nho thi chiing ta bit budc phai loai no, ddng thoi can thiét ké lai thang do.

- Chénh léch trong s6 nhan t6 trén nhan t6 ma bién quan sat do ludong so voi
trén nhan t6 ma né khong do ludng > 0.3 14 gia tri chap nhan duoc. Néu hai trong sb
nhan t6 nay tuong dwong nhau thi bién quan sat vira do ludng cho nhén té nay, vira
do luong cho nhan té kia nén can loai bé néu khong vi pham gia tri noi dung cia

thang do [12].
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Dua vao trong s6 nhan t dé xac dinh céc bién quan sat dugc nhom vao nhan
t6 nao. Néu bién quan sat khong dugc nhém vao nhan t6 nhu di gia thiét thi cin xem
xét lai vé dir liéu hodc co s& ly thuyét xay dung khai niém hodc bdi canh nghién curu
cu thé...

(3) Tong phuong sai trich — thé hién cac nhédn td trich dugc bao nhiéu %
phuong sai ctia cac bién do ludong. Néu tong nay > 50% la chdp nhan duge, > 60% la
t6t. Khi d6, mo hinh EFA 1a phu hop [12].

Ung dung phan mém théng ké SPSS (Statistical Package for the Social
Sciences) dé danh gia do tin cay cta thang do va phan tich nhan t6 kham pha EFA.

e. Két qua nghién ciru dinh lwong so b

Sau khi danh gi4 do tin cdy va gié tri thang do nhép thir hai, thuc hi¢n loai hodc
diéu chinh cac bién khong dat yéu cau, ching ta thu dugc “thang do chinh thirc” cua
cac khai ni¢m nghién cuu.

Céc bién quan sat cta thang do chinh thirc s& dugc ma hoa bang “ABCx”, véi
ABC la tén viét tat ciia khai niém nghién ctru, x 13 sd thir tu cua bién quan sat trong
thang do chinh thurec.
2.4.2.3 Nghién cwu dinh lwong chinh thirc

Nghién ctru dinh luong chinh thirc nham kiém dinh chinh thirc thang do bang
phan tich CFA, hé sb tin cay tong hop va tong phuong sai trich, hé s6 Cronbach Alpha;
kiém dinh mé hinh nghién ctru bang mé hinh cau trac tuyén tinh SEM; tir d6 do ludng
mirc d6 anh hudng cua cac nhom nha quan tri dén phéan ting BSC tai doanh nghiép.

a. Miu nghién ciru

Nghién ctru dinh luong chinh thirc dugc thuc hién voi mau ng‘flu nhién. Do
biét tong thé — khung 1y mau (danh sach cac nha quan trj cip cao, cap trung, nhom
chu tri BSC cua t6 chirc, doanh nghiép) nén co thé ap dung phuong phap 1y mau
theo x4c suat véi ky thuat 14y mau ngau nhién phan tang.

Dir liéu khao sat dugc dung dé phan tich CFA nham kiém dinh chinh thirc
thang do, ddng thoi cling dung phan tich mtrc d6 anh hudng giita cac khai niém nghién

ctru trong md hinh SEM. Dé dat duoc két qua tin cdy, mau thudng phai co kich thudc
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16n (n > 200), dong thoi, dya theo quy luat kinh nghiém ctia Bollen, ¢& mau tdi thiéu
can dam béo ty 18 quan sat cho mot tham sd can wdc lugng phai 1a 5/1 [12].

b. Do lwong va thu thap dir liéu

Thiét ké cac mau phiéu diéu tra chinh thtrc twong tw miu phiéu diéu tra &
nghién ctru dinh lugng so bg, tuy nhién voi céc ti€u chi ciia thang do chinh thirc.

c. Kiém dinh thang do chinh thirc bing phan tich CFA, hé s tin cy tong
hop va tong phwong sai trich, hé s6 Cronbach Alpha

Pé kiém dinh thang do chinh thirc, stt dung phuong phap phén tich nhéan t6
khang dinh CFA (Confirmatory Factor Analysis). CFA cho phép kiém tra tinh don
huodng, gia tri hoi tu va gia tri phan biét cua thang do; tir cac trong s6 chuan hoa cta
céc bién quan sat thu duoc tir CFA (Ai), tinh duge hé sd tin cay tong hop (pc) va
phuong sai trich (pv) dé danh gia do tin cay cua thang do.

Phan tich CFA c6 thé dugc thuc hién cho timg khai niém, mot sé khai niém
hoac thuc hién déng thdi mot lac cho tit ca cac khai niém c6 trong mo hinh (goi 1a
mo hinh t6i han). Thang do cac khai niém nghién ctru can dat duoc cac tiéu chi sau:

- Tinh don huong:

Tinh don huéng cta mot thang do néi 18n tap cac bién do luong chi do ludng
cho mot khai niém nghién ciru. Didu nay ciing c6 nghia 1a mdi bién quan sat chi dung
dé do ludng mot khai niém nghién ctru [12]. Piéu kién can va du dé tap bién quan sat
dat dugc tinh don hudng 1a mé hinh nghién ctru phai phu hgp voi dir 1i€u thi truong.
Pé do luong mirc d6 phu hop nay, ngudi ta thuong st dung: Chi-square (CMIN),
Chi-square diéu chinh theo bac tu do (CMIN/df), chi s6 thich hop tét (GFI — Good of
Fitness Index), chi s6 thich hop so sanh (CFI — Comparative Fit Index), chi sé Turker
va Lewis (TLI — Turker & Lewis Index), chi s6 RMSEA (Root Mean Square Error
Approximation).

Mo hinh duoc xem 13 phit hop véi dit liéu thi truong néu kiém dinh Chi-square
c6 p-value > 0.05. Tuy nhién, Chi-square c6 nhuoc diém 1a phy thudc vao kich thudce
mau. Néu mot mé hinh nhén duge cac gia tri CMIN/Af < 2 (mét s trudng hop co thé

<3),GF1>0.9,CFI>0.9, TLI > 0.9, RMSEA < 0.08 thi m6 hinh dugc xem la phu
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hop hay tuwong thich vé6i dit liéu thi trudng. Tuy nhién, theo quan diém mot s nha
nghién ctru thi GFI < 0.9 van c6 thé chap nhan dugc [36].

- Gid tri hi tu va gid tri phan biét:

Gia tr1 hoi tu n61 [én mirc 6 hoi tu cuia thang do st dung dé do luong mot khai
niém nghién ctru. Néu chiing ta thuc hién do ludng mot khai niém nghién ciru qua hai
l4n thi s6 do cta hai 1an nay phai twong quan chit ché véi nhau [12]. Theo Anderson
& Gebring, thang do dat gia tri hoi tu khi cac trong s6 chuan héa cua tit ca cac bién
quan sat thang do déu cao (Ai > 0.5) va c6 ¥ nghia thong ké (p < 0.05) [24].

Theo Steenkamp & Trijp, gia tri phan biét thé hién muac do phan biét cua cac
khai niém do ludong, bao gom hai ndi dung: (1) gia tri phan biét giira cac thanh phan
trong cung mot khai niém nghién ctru; (2) gid tri phan biét xuyén sudt giita tit ca
thanh phan thudc cac khai niém nghién ciru trong mé hinh nghién ctru. Gia tri phan
biét dat dugc khi twong quan giira hai thanh phan cua ciing mot khai niém hoic gitra
hai thanh phén thudc hai khai ni€ém thuc su khac biét so voi 1 [89].

- D¢ tin cady:

Do tin cay cua thang do dugc danh gid thong qua: (1) Hé sé tin cay tong hop
pc (composite reliability) va (2) Tong phuong sai trich pye (variance extracted).

Theo Hair va cOng su, dé thang do dam bao do tin cdy thi h¢ sb tin cay téng
hop pe > 0.5, tong phuong sai trich pye > 0.5 [36].

Bén canh d6 tin cay tong hop va phuong sai trich, theo Schumacker & Lomax,
trong phan tich CFA van can quan tim dén d6 tin cdy cua tap hop cac bién quan sat
do luong mot khai niém. Khi do6 co thé dung hé¢ s tin cay Cronbach’s Alpha, 1a hé s6
do ludng tinh kién dinh ni tai xuyén sudt tp hop cac bién quan sat [86].

d. Kiém dinh mé hinh nghién ciru va cic gia thuyét bing md hinh SEM

Mo hinh céu trac tuyén tinh SEM (Structural Equation Modeling) cho phép
xem xét moi quan h¢ gitta cac khai ni¢m nghién ctru va kiém dinh gia tri lién hé ly
thuyét, tir 46 x4c dinh tac dong truc tiép, gian tiép, tong hop gitra cac khai niém nghién

cuu trong mo hinh nghién ctru.
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Két qua SEM mé hinh nghién ctru cung cép gia tri uéc luong cac hé sd hdi
quy Bj cta cac mdi quan hé giita cac khai niém nghién ctru cing cic gid trj sai léch
chuan S.E., p-value... dé kiém dinh cap gia thuyét “Ho: B = 0, H1: Bj # 0 (hay ;> 0
hodc Bj < 0)”. Néu p-value < 0.05 thi v&i do tin cdy 95% co thé khang dinh ton tai
moi quan hé giita cac khai niém nghién ctru [84]. Tuy theo gia tri udc lugng cua Bj >
0 hay < 0 dé xac dinh mdi quan hé 1a thuan chiéu hay nguoc chiéu.

Murc do tac dong gian tiép ciia mot bién doc lap dén mot bién phu thudc thong
qua céac bién trung gian dugc tinh todn bang cach nhan hé s6 hdi quy cia cac bién
trong cung mot quy dao ctia mod hinh [86].

Ung dung phan mém AMOS (Analysis of Moment Structures) dé phan tich
nhan t6 khang dinh CFA va kiém dinh mé hinh SEM.

e. Két qua nghién ciru dinh lweng chinh thic

Nghién ciru dinh lwong chinh thirc cho chung ta két qua kiém dinh mé hinh ly
thuyét cung cac mbi quan h¢ gitra cac khai niém nghién ctru, xac dinh mac do anh
huong truc tiép, gian tiép va tong hop gitta cidc nhom nha quan tri cip cao, cip trung,
nhom BSC dén ting dung thanh cong BSC tai to chirc, doanh nghiép.

2.5 Tém tit Chwong 2

Chuong 2 hé théng hoa co s 1y luan nghién ctru anh hudng ciia cac nha quan
trj dén phan tang Thé diém can bang, bao gdm cac ndi dung:

(1) Gi6i thiéu vé Thé diém can bang va phan tang Thé diém can bang. Phan
tang BSC 1a giai doan phat trién Thé diém & cac cip do cua to chirc sau khi xay dung
BSC cép t6 chirc. Phan tang BSC c¢6 vai trd quan trong trong quy trinh tng dung BSC,
gitip hudng toan bo hoat dong ciia cac don vi, ca nhan theo muc tiéu chung cua to
chtrc, doanh nghiép. Quy trinh phan tang BSC bét ddu tir Thé diém cip cao nhit phat
trién xudng cac cap thap hon (Thé diém cap t6 chirc, cap don vi, cap bo phan va
thudng két thic & Thé diém cap ca nhan).

(2) Cac nghién ciru vé sy tham gia cta cac nha quan tri trong qua trinh thay

d6i t6 chirc noi chung, trong tng dung va phan ting BSC ndi riéng cho thiy co ba
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nhém nha quan tri cip cao, cap trung va nhém chu tri dy 4n (nhém BSC) ¢6 vai trd
quan trong véi Cac chire nang, nhiém vu cu thé.

(3) Tir viée téng hop, phan tich cac nghién ciru vé anh hudng ctia ba nhém nha
quan tri cip cao, cap trung va nhom BSC dén phan tang BSC, tac gia dé xuat mo hinh
nghién ctru gdm bén khai niém nghién ctru (“Sy ung hd va tham gia cia nhém nha
quan tri cap cao”, “Su tham gia ctia nhém BSC”, “Su tham gia cia nhom nha quan
tri cap trung” va “Phan ting BSC thanh cong”) va sdu mdi quan hé gitra bon khai
niém nay. Céc thang do ludng bdn khai niém nghién ctru ciia mé hinh nghién ciru
(thang do nhap dau cac khai niém nghién ctru) duoc tong hop dé xuét tir cac nghién
ctru dinh tinh va mot sd nghién ctru dinh luong da dugc cong bo.

(4) Gi6i thiéu phwong phap nghién ctru nham cung cap khung danh gia céac
thang do cua cac khai niém nghién ctru va kiém dinh mo hinh nghién ctru tai mot to
chtrc, doanh nghiép cu thé.

M6 hinh va phuong phap nghién ciru vé anh hudng cta cac nha quan trj dén
phan ting BSC thanh cong cuing v4i thang do nhap dau s& 1a co s¢ dé thuc hién nghién

ctru tai mot doanh nghiép cu thé, do 1a Téng Cong ty Dich vu Vién thong.
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CHUONG 3. KET QUA NGHIEN CUU ANH HUONG CUA CAC
NHA QUAN TRI PEN PHAN TANG THE PIEM CAN BANG TAI
TONG CONG TY DICH VU VIEN THONG

Trén co s mo hinh nghién cru cing véi thang do nhap dau cac khai niém
nghién ctru va phuong phap nghién ciru da duoc dé xuat va gidi thiéu & Chuong 2,
Chuong 3 s& thuc hién cac ndi dung chinh: (1) Gi6i thiéu dia ban nghién ctru 1a Tong
Cong ty Dich vu Vién thong (VNPT-Vinaphone); (2) Thuc hién nghién ctru dinh tinh
nham hoan thién “thang do nhap dau” phu hop vé6i dic thu hoat dong XSKD cua Tong
Cong ty Dich vu Vién thong; (3) Tién hanh nghién ctru dinh luong véi hai giai doan
so by va chinh thirc: Nghién ctru dinh lugng so bd nham danh gid do tin cay va gia
tri thang do, tir d6 thu dugc thang do chinh thurc cac khai niém nghién ctru mé hinh
tai doanh nghié€p; Nghién ctu dinh lugng chinh thirc nham kiém dinh chinh thirc
thang do bing phéan tich CFA va cac hé sb tin cay tong hop, Cronbach Alpha; kiém
dinh m6 hinh nghién ctru bang mé hinh cdu triic tuyén tinh SEM; tir d6 x4c dinh mirc
d6 anh hudng cia cac nha quan tri dén phan tang BSC tai doanh nghiép.

3.1 Giéi thiéu khai quat vé Tong Cong ty Dich vu Vién thong (VNPT-
Vinaphone)
3.1.1 Théng tin chung vé VNPT-Vinaphone

Téng Cong ty Dich vy Vién thong (tén goi tat 1a VNPT-Vinaphone hay con
duogc goi tat 1a Tong Cong ty) 1a cong ty TNHH mot thanh vién do Tap doan Buu
chinh Vién théng Viét Nam (tén goi tat 1a VNPT) s& hitu va nam gitt 100% vbn diéu
1¢. VNPT-Vinaphone dugc thanh lap ngay 08/5/2015 trong qua trinh tai co cau cong
ty me — VNPT trén co s& hop nhat bo phan kinh doanh ctia cdc Vién thong tinh, thanh
va cac Cong ty truc thugoc VNPT [2], [10], [17].

VNPT-Vinaphone la céng ty con cua cong ty me — VNPT, la don vi hach toan
doc lap, c6 chiic nang td chirc va thuc hién c6 hiéu qua cac hoat dong kinh doanh san

pham, dich vy vién thong — CNTT — truyén thong ctia VNPT cho khach hang va thi
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truong st dung san phélm dich vu trén 1anh thd Viét Nam theo muc tiéu, ké hoach,
chién lugc phat trién ctia VNPT.

VNPT-Vinaphone c6 vai trod quan trong trong mo hinh kinh doanh cia VNPT
theo 3 16p “Dich vu — Ha tang — Kinh doanh”, d6 1a tiép xtic tryc tiép véi thi truong,
nim bét nhu cau thi treong, truyén tai va dit hang voi hai Tong Cong ty con lai cla
VNPT la VNPT-Media v VNPT-Net dé dap tng linh hoat nhu ciu thi truong [16].

VNPT-Vinaphone c¢6 cac chirc niang, nhiém vu chinh sau:

(1) To chitc phat trién kinh doanh d6i véi toan bd san pham, dich vu vién
thdng— CNTT — truyén thong cia VNPT cho toan bd khach hang st dung dich vu trén
lanh thd Viét Nam, bao gff)m nhém dich vu ¢b dinh, di dong, bang rong, GTGT, dich
vu ndi dung, truyén hinh, hosting, data center.

(2) T6 chirc xay dung, phat trién, kinh doanh cac san pham, dich vu phan mém,
dich vu giai phap tich hop hé théng vién thong — CNTT — truyén thong, dich vy truyén
thong cho céac khach hang la td chure, doanh nghi¢p, Chinh phu, B) nganh...

(3) To chirc trién khai cac nghiép vu CSKH, tinh cude, thu cude, xir 1y khiéu
nai, thuc hién déi soat thanh toan cho cac don vi hop tac kinh doanh... [18].

VNPT-Vinaphone 1a doanh nghiép quy mé 16n, véi hon 70 don vi tryc thude,
hon 14,300 lao dong, c6 mang ludi kinh doanh trén khép 63 tinh thanh vé1 hon
103,000 diém kinh doanh. Tong ngudn vén nam 2016 1a 7,325 ty dong, tong doanh
thu ban hang va cung cép dich vu nam 2016 dat hon 37,312 ty déng, lo1 nhuan sau
thué dat gan 882 ty dong [22].

3.1.2 M4 hinh t6 chitc ciia VNPT-Vinaphone

M6 hinh té chtc cua Tong Cong ty Dich vu Vién thong gom:

- Khéi chuyén mon nghiép vu gdm Vin phong Tong cong ty va cac Ban chic
nang (Ban Nghién ctru thi truong va Phat trién dich vu, Ban Ké hoach Pau tu, Ban
Nhan sy, Ban Ky thuat Nghi¢p vy, Ban Chat lugng, Ban Tai chinh Ké toan).

- Khi Diéu hanh kinh doanh gom Ban khach hang ca nhan, Ban khach hang
T chitc — Doanh nghiép, Trung tdm hd trg ban hang mién Trung va Trung tdm hd

tro ban hang mién Nam.
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- Khéi trién khai thyc hién tap trung gdbm 4 don vi: Cong ty phdn mém VNPT,

Cong ty dit liéu VNPT, Tb trién khai du 4n kinh doanh online va Ban Quan 1y du an.

- Khéi cac Trung tdm kinh doanh VNPT tinh/thanh phd c6 chtrc ning kinh

doanh cac san phém, dich vu tai dia ban tinh/thanh phé [20].

| CHU TICH |
| KIEM SOAT VIEN | . | DANG, DOAN THE |
BAN TONG GIAMBOC |
i I ! ) I }
I ' ™ "
Khéi BAN BAN BAN Vi BAN_ BAN BAN
Chuyén mén NCTT& | | KE HOACH M e KY THUAT CHAT TAI CHINH
Nghiép vu PTDV DAUTU - NGHIEPVU ||| LUONG | | KE TOAN
%, A A PN A AN A
( PR P [ BANKHACH HANG TO CHUC
\ BAN KHACH HANG CA NHAN ]\ DOANH NGHIEP ]
Khoi b
Diéu hanh l I
Kinh doanh TRUNG TAM HO TRO BAN HANG TRUNG TAM HO TRO BAN HANG
| MIEN TRUNG | MIEN NAM )
Khéi Kinh doanh/ | ’ | / | / |
Trién khai thuc { CONG TY J CONGTY TO TKDAKD ‘ TBAN
hién tap trung PHAN MEM VNPT { DU LIEU VNPT { ONLINE { QUAN LY DU AN
mkowwer | [ o | Phéng ) (Cicphéng | [~ Phéng | (* Phong |
Tinh! Thanh phé =l Ke;hoa,!ch Ban hang Ban hangﬂ EJ|9LI|‘hanh
Nhén su Ké todn khu vure | doanh nghiép | nghiép vu

Hinh 3.1. M6 hinh t6 chirc Tong Cong ty Dich vu Vién thong
(Nguon: VNPT-Vinaphone, 2016)

V&1 mo hinh t6 chire nhu trén, cac do1 tuwgng thudc cac nhém nha quan tri cap

cao va cap trung bao gom:

(1) Nhém nha quan tri cip cao gdm Chu tich Tong Cong ty, Tong Giam dbc,

cac Pho Tong Giam dbc Tong Cong ty.

(2) Nhom nha quan tri cdp trung bao gom Chanh, Phé Chanh Vin phong;

Truéng, Pho cac Ban chirc ning; Giam dbc, Phé Giam ddc cac Cong ty, Trung tAm

hd trg ban hang, Trung tam kinh doanh tinh/thanh phd.
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3.1.3 Quaé trinh g dung Thé diém can bang tai VNPT-Vinaphone

La cong ty con ciia VNPT, sau khi dugc thanh 1ap méi theo Dé an tai cau triic
VNPT, VNPT-Vinaphone di khan truong trién khai tng dung BSC tir cudi nim 2015.
Ban Tong Giam déc Tong Cong ty da thong nhét xac dinh ap dung phwong phap quan
1y va danh gia két qua cong viéc theo muc tiéu duwa trén nguyén tic ciia Thé diém cin
bang nhiam thyc hién chién lugc phat trién cua Tong Cong ty véi cac muc tiéu chinh
nhu: (1) Binh hudng cho céc cap quan 1y, can b nhan vién nhiing hanh vi va két qua
can thiét dé dat muc tiéu doanh nghiép, bao dam hiéu qua kinh doanh dong thoi duy
tri nhirng gia tri c¢6t 16i cuia doanh nghiép; (2) Khich 1¢ tinh than 1am viéc hudng t6i
muc tiéu chung, hoan thanh tét cac muc tiéu SXKD dong thoi véi phat trién ca nhan;
(3) Két qua danh gia 13 can ctr dé tra lwong cac ky va lam cin ct dé sir dung, sap xép
lao dong, dao tao nang cao ning suét lao dong [19].

Lanh dao Tong Cong ty da chi dao Ban Nhan su chu tri, phdi hop voi Ban Ké
hoach — Pau tu, Ban Chét lugng cung cac b phan lién quan xay dung ké hoach téng
thé véi ndi dung chinh: (1) Xéc dinh cac myc tiéu chién lugc cia Tong Cong ty; (2)
Xay dung BSC Tong Cong ty bao gébm cac KPI day du cia 4 vién canh Tai chinh,
Khéach hang, Quy trinh noi b, Hoc tap va phat trién; (3) Phan ting BSC Tong Cong
ty dén cac don vi, bo phan va ca nhan.

Trong ndm 2016, Thé diém can bang bat dau dugc trién khai tng dung trén
pham vi toan Tong Cong ty. Hién nay, BSC dang duoc duy tri Gmg dung theo quy
trinh chung.

Sau hon 2 nam thanh l4p theo dé 4n tai cau tric VNPT va tich cuc xay dung
va trién khai ung dung Thé diém cén bang, VNPT-Vinaphone di chu dong quan ly
moi hoat dong SXKD hudng theo muc ti€u chién lugc chung, phan bod ngu@)n luc mot
cach khoa hoc, can d6i va nang cao ning suit mot cach bén viing. Nho do, két qua
kinh doanh ¢6 ting truéng thé hién qua gia tang doanh thu va loi nhuan.

Hé théng BSC ciia Tong Cong ty cung cap mot cong cu kiém tra, gidm sat va
danh gia tinh hinh thuc hién ké hoach mét cach chit ché, vira danh gid dugc két qua

chung, tong thé, vira danh gia duoc két qua timg mat, két qua timg bo phan, ca nhan.
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Téng Cong ty di xdy dung co ché chinh sach dai ngd, khen thudng két hop véi két
qua thyc hién cac chi tiéu BSC. Lanh dao cac cap c6 thé diéu hanh, phan giao va kiém
soat cong viéc bd phan cap dudi, phat hién va diéu chinh kip thoi cac cong doan, cac
vi tri cong viéc chua phu hgp. Ban than nguoi lao dong s€ co6 trach nhiém lam viée

cao hon khi loi ich c4 nhan gin lién véi loi ich cua don vi [19].

" Xac dinh muc tiéu chién lvoc

; ™
S~ clha TCT VNPT-Vinaphone -
 XaydungBSCcApTCT

A

\% VNPT-Vinaphone

E

Phan tang BSC tr TCT
P‘hén xubng don vi

tang I T
The Phan tang BSC tir don vi
diém xudng bd phan
can iy
bang Phan tang BSC tir
I bé phan xudng ca nhan
e !
" Duytri¢ng dung BSC trén ~
\ toan TCT VNPT-Vinaphone -

Hinh 3.2. C4c budc chinh cta quy trinh tng dung Thé diém can bang tai
Téng C6ng ty Dich vu Vién thong
3.2 Nghién ciru dinh tinh tai Tong Cong ty Dich vu Vién thong

Muc tiéu ctia nghién ctru dinh tinh 1 hoan thién “thang do nhap dau” cta céc
khai niém nghién ctru dé thu dugc “thang do nhéap thi hai” phu hop véi dic thu hoat
dong quan tri SXKD cua VNPT-Vinaphone.

Dau tién, tic gia da thu thap, tong hop cac tai lidu thir cap vé giai doan phan
tang BSC tai Tong Cong ty va mot sé don vi truc thudéc VNPT-Vinaphone dé c6 thong
tin khai quat vé giai doan nay.

Sau d6, tac gia di tién hanh phong van siu mot s6 nha quan tri thuéc nhom

chu tri trién khai BSC, nhém nha quan tri cip cao, cip trung di tham gia giai doan
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phan tang BSC tai VNPT-Vinaphone va mét sé chuyén gia trién khai tng dung BSC
tai VNPT (thong tin khai quat cac d6i twong tham gia phong van sau tai Phu luc 2).

No6i dung phong van tip trung vao cac vin dé vé lién quan dén cac nhém nha
quan tri c6 anh huéng dén phan ting BSC thanh cong; cac tiéu chi danh gia phan tang
BSC thanh cong tai VNPT-Vinaphone; cac tiéu chi thé hién su ung ho va tham gia
ciia nhom nha quén tri cap cao, sy tham gia ctia nhom chu tri dy 4n BSC va nhom
nha quan tri cip trung trong giai doan phan tang tai VNPT-Vinaphone (B¢ cuong
phong vén sau tai Phu luc 1a va 1b).

Thoi gian tién hanh phong van dugc thuc hién trong thang 3 va thang 4 nim
2018. Té4c gia thu thap dit liéu phong van bang cach ghi chép lai y kién cua cac chuyén
gia duoc phong van va tién hanh tong hop, thong qua ho trude khi két thic budi phong
van. Theo cam két vé khong cong bd danh tinh cu thé cta cac nha quéan tri da tham
gia phong van sau, tac gia di tién hanh tong hop ¥ kién theo ting ndi dung ma khong
néu rd nha quan tri da néu céac y kién do.

Céc thong tin thu dugc tir nghién ctru dinh tinh dugc téng hop thanh hai ndi
dung chinh nhu sau: (1) Khai quat vé phan tang BSC tai VNPT-Vinaphone, (2) Su
tham gia cia cic nhom nha quan tri trong giai doan phan ting BSC tai VNPT-
Vinaphone. Trén co s& nay, thang do nhap dau cac khai niém nghién ciru s& duoc
hoan thién dé thu duoc thang do nhap thir hai phi hop vai dic thu hoat dong quan tri
SXKD cua VNPT-Vinaphone.

3.2.1 Khai quat vé phan tang Thé diém cin bang tai VNPT-Vinaphone

Sau khi xay dung BSC cip Toéng Cong ty, cudi nam 2015, Tong Cong ty bat
dau chuan bj cho giai doan phan ting BSC dén cé4c cap don vi, bd phan va cubi cing
1a cép ca nhan. Phan ting BSC trong toan Téng Cong ty bat dau trién khai trong nam
2016 va hoan thanh trong nam 2017.

Céc cap trién khai BSC tai VNPT-Vinaphone:

(1) Pon vi: dugc phan thanh nhom gdm Khéi Van phong Tong Cong ty (gdm
cac Ban chirc ning va Vin phong Tong Cong ty), cac don vi nhom 1 (gdm cac Trung

tam kinh doanh tinh, thanh phd), nhém 2 (gdm hai ban diéu hanh kinh doanh 1a Ban
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Khach hang T chtrc — Doanh nghiép, Ban Khach hang ca nhan) va nhém 3 (cac don
vi khong truc tiép diéu hanh, kinh doanh, bao gém Trung tam hd trg ban hang mién
Trung, Trung tim hd trg ban hang mién Nam, Céng ty dit liéu VNPT, Cong ty Phan
mém VNPT va Ban Quan 1y du an).

(2) B4 phan: dugc hiéu 1a cc Phong, Pai, Trung tam tryc thuéc Pon vi nhom
1, Pon vi nhém 2 va cic Ban churc nang.

(3) Cé& nhan: dugc hiéu 1a can bo, nhan vién dang lam viéc tai Tong Cong ty
VNPT-Vinaphone [19].

TONG CONG TY VNPT - VINAPHONE

CAP DON V|
Khéi Van phong Cac dom v|

z " Nhom 1 . Nhom 3
Tong cong ty (Céc (’éggna‘ai (Céc don vi
(Cac Ban chirc nang, Trung tam didu hanh khéng trurc

- . Kinh doanh tiep dieu
Van phong TCT) TTP) KD) hanh, KD)

CAP BO PHAN

(Cac phong, dai, trung tam... truec thudc cac don vi)

R 2

CAP CA NHAN
(Cdc can b6, nhan vién lam viéc tai Tong cong ty)

Hinh 3.3. Cac cap trién khai BSC tai Tong cong ty Dich vu Vién thong

Tong Cong ty xay dung va ban hanh ké hoach trién khai phan ting BSC xudng
cac don vi, bg phan, c4 nhan:

- BSC cdp don vi: dugc thiét 1ap hang qui, nim dua trén BSC Tong Céng ty
va chirc nang, nhi¢m vu chinh yéu cua don vi. BSC cua don vi nhom 1 bao gém KPI
ctia ddy du 4 vién canh; BSC don vi nhom 2, don vi nhom 3 bao gdm KPI gan lién
v6i chirc ning cua don vi va khong nhat thiét phai bao gdm ca 4 vién canh. Ban Ké
hoach — Pau tu chu tri, phéi hop v6i Ban Nhan sy va cac don vi thyc hién xay dung
va phan ting BSC/KPI cho cac don vi. Két qua BSC cudi cung di théng nhit giira
céc don vi va Ban Ké hoach — Pau tu, Ban Nhan sy duge trinh Téng Giam dbc Téng

Cong ty phé duyé¢t trude ngay 31 thang 01 hang nam.
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- BSC cdp bé phén: dugc thiét 1ap hang thang, qui, ndm dia trén BSC cua don
vi va chirc nang, nhiém vu chinh yéu cua bd phan. Truéng don vi chiu trach nhiém
phan tﬁng BSC dén cac bod phan tryc thudc.

- BSC cdp cd nhdn: duoc thiét 1ap hang thang gan lién véi BSC ctia don vi/bd
phén va tuong tng véi cac nhiém vu trong yéu cua ca nhan. Riéng ddi voi can b
quan 1y, tiéu chi danh gia két qua cong viéc chinh 13 tiéu chi ctia don vi, bo phan ma
can b quan 1y d6 phu trach. Trudng bd phan chiu trach nhiém phan ting BSC dén c4
nhan cua by phan minh quan 1y theo nam, qui, thang [19].

Ddnh gid chung vé giai doan phén ting BSC tai VNPT-Vinaphone:

BSC duoc phan tang trén pham vi toan Tong Cong ty tir cAp cao nhat dén cap
thip nhat. Nho d6, Tong Cong ty da cu thé hoa cac muc tiéu chién lugc cia Tong
Cong ty thanh céac chi tiéu ké hoach dén timg vi tri cong viéc ciia c4 nhan. Qui trinh
trién khai BSC duoc xay dung chat ch€, phan cong trach nhiém cac don vi, bd phan
r0 rang tr ndi dung cong viéc dén tién do can thuc hién, tir d6 tao su phéi hop nhip
nhang gitra cac don vi, bo phan. BSC da gén két cac tiéu chi tiéu ké hoach véi tm
nhin, chién luoc chung cua don vi; gz“'ln két hoat dong cac ca nhan, bd phan voi viéc
thuc hién cac muc tiéu chung ctia Tong Cong ty. Lanh dao cac cip c6 thé diéu hanh,
phan giao va kiém soat cong viéc bd phan cap dudi, phat hién va diéu chinh kip thoi
cac cong doan, cac vi tri cong viéc chua phu hop. Ban than nguoi lao dong s€ ¢ trach
nhiém lam viéc cao hon khi lgi ich cé nhan gin lién véi lgi ich cta don vi.

Bén canh nhitng két qua dat duoc néu trén, phan tang BSC con mot s kho
khan, ton tai nhu sau:

- Quy md Téng Cong ty 16n nén viéc phan tang BSC xuébng cac don vi hoan
toan khong don gian. Véi cac BSC duoc phan tang tir Téong Cong ty xudng cap don
vi, mot sb chi tiéu KPI chua that sy phtt hop véi chién luge, muyc tiéu kinh doanh cia
céc don vi. Cac chi tiéu con dan trai, chua tap trung, sd luong qua nhiéu nén trong sb
céc chi tidu cbt 13i ciing thap dan dén tap thé, ca nhan khong quyét tAm trién khai. ..
Téng Cong ty ciing trién khai viéc 1dy y kién phan hoi tir cac don vi vé cac BSC duoc

phan tang, tuy nhién viéc tong hop xtr Iy chua dugc quan tim thuc hién.
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- Doi ngii truc tiép trién khai phan tang BSC tai mét sb don vi con thiéu kinh
nghiém do nhan sy thudng cé su thay doi trong qua trinh Tong Cong ty 6n dinh co
ciu t6 chue. Trong giai doan vira qua, Tong Cong ty chua chu dong dao tao, hudng
dan cac don vi trién khai phan ting BSC tai don vi. Hé thong van ban huéng dan chi
tiét vé BSC va phuong phap phan ting BSC chua dugc ban hanh mét cach khoa hoc,
dé hiéu véi cac dbi twong lién quan.

- C6 mot sb don vi chua quan tim dung mirc dén trién khai phan ting BSC,
thé hién cu thé nhu: chua c6 bo phan chuyén trach vé BSC, chua chon ding ngudi
dang viéc dé giao nhiém vu dau mobi theo doi, téng hop ké hoach BSC; chét lugng
bao cao két qua BSC chua cao, thiéu nhiéu sd lidu bao cdo, so licu khong théng nhat
gifra cac chi ti€u... Mot s6 1anh dao cac don vi qué ban xu Iy cac cong viéc su vu nén
chua dau tu thoi gian phit hop dé trién khai tng dung BSC tai don vi. S6 luong can
bd nhan vién co6 thai d§ ing ho BSC khong nhiéu ma mién cuong thuc hién do chua
hiéu & vé BSC, cam thdy cong cu ndy phuc tap, kho hiéu; ho bi quan 1y chit cong
viéc hang ngay, chiu ap luc dat duoc cac chi tiéu ngén han cling nhu trung han...

Do d6, nghién ctru anh hudng ctia cic nhém nha quan tri &én tmg dung BSC
n6i chung va phan tang BSC néi riéng tai VNPT-Vinaphone 1 that su can thiét, giup
cac nha quan tri doanh nghiép o co so ting cudng su tham gia trong trién khai tng
dung BSC, dong thoi xac dinh cac giai phap phi hgp nham tmg dung thanh cong mo
hinh nay tai doanh nghiép.

3.2.2 Su tham gia ciia cic nhém nha quan tri trong phan ting BSC tai VNPT-
Vinaphone

Dé trién khai tmg dung BSC, VNPT-Vinaphone khong ban hanh quyét dinh
thanh 1ap nhom chu tri BSC ma giao nhiém vu cu thé cho cac Ban thong qua Quy trinh
trién khai tng dung BSC. Ddi voi bude phan ting BSC xudng cac don vi, Ban Ké
hoach — Pau tu chu tri, ph6i hop véi Ban Nhan sy, cdc Ban chirc nang khac, cac Ban
diéu hanh kinh doanh va cac don vi thuc hién xay dyng va phan bé BSC cho cac don
vi hang nim, hang quy. Két qua BSC cudi cung di théng nhat giira Ban K& hoach —

Pau tu, Ban Nhan sy va cac don vi dugc gui xin y kién Ban Tong Giam doc trudc



93

khi trinh Tong Giam dbc Tong Cong ty phé duyét. Can ctr vao BSC ctia Tong Cong
ty giao, Truong don vi chiu trach nhiém t6 chirc, trién khai ké hoach BSC theo nim
Téng CONg ty giao theo tirng quy dén cac bd phan truc thude. Trudng don vi cé trach
nhiém thanh 1ap Hoi dong danh gia két qua thyc hién BSC tai don vi, phan céng
Thudng truc Hoi dong (c6 thé 1a T4 trién khai BSC/KPI hodc Phong Tong hop, Phong
Ké hoach... tai don vi) [20].

Theo céc nha quan tri chi tri phan ting BSC tai VNPT-Vinaphone, “mdc di
VNPT-Vinaphone khéng ban hanh quyét dinh thanh ldp nhém chii tri BSC nhung véi
cach phdn céng nhiém vu theo quy trinh trién khai BSC nhw trén, nhém BSC dwoc
hiéu gém mot dai dién Lanh dao va mot chuyén vién cua cac Ban chirc nang va hai
Ban diéu hanh kinh doanh (méi Ban cir 01 Lanh dao va 01 chuyén vién tham gia
nhom BSC), trong do, dai dién Lanh dao Ban Ké hoach — Pau tw ¢6 vai tro thuwong
triee nhém BSC”. Nhom chu tri ¢6 nhiém vu xay dung ké hoach phéan tang BSC, tong
hop s6 liéu, can doi cac nguén luc dé dat muc tiéu chung, tham dinh cac BSC duoc
phan tang xudng cac don vi... “Moi hoat déng lién quan dén phdn ting BSC déu
dwge nhém BSC trién khai theo nhém véi phwong phdp linh hoat, han ché téi da cdc
cudc hop chung ma cé thé ldy y kién thong nhat théng qua hé théng van ban hodc
trao déi truc tiép giita cdc nha quan tri”.

Theo mé hinh t6 chitc cua VNPT-Vinaphone, cic nha quan tri cip cao cua
VNPT-Vinaphone gom Chu tich Tong Cong ty, Tong Giam ddc, cac Pho Tong Giam
d6c Tong Cong ty. Dai dién nha quan tri cdp cao tai doanh nghiép khing dinh ho
“tham gia theo nhém trong giai doan phdn tang BSC véi vai tro quan trong trong
viéc tho”'ng nhat dwa ra muc tiéu chién lioc hop Iy, déng bo gitta cdc linh vuc dé cac
cdp dwéi trién khai hiedng dén dat muc tiéu chung”. Ban Ké hoach — Pau tu 1a dau
mdi t6 chire cude hop véi su tham gia ctia nhdm nha quan tri cip cao va nhém chu tri
phan tang BSC d¢ thao luan, thong nhat cac thudc do va chi tiéu phan bo dén cac don
vi. Theo nha quan tri thugc nhém BSC, “néu Lédnh dao nao khong thé tham du hop
thi Ban Ké hoach — Pau tw can givi dw thdo xin y kién, sau dé tong hop, bdo cdo gidi

trinh cho Téong Giam doc. Chi khi nhém nha quadn tri cdp cao thong nhdt cdc thuéce
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do, trong s6, chi tiéu giao xuéng cdc don vi thi Tong Gidm déc méi ky ban hanh chinh
thure cac BSC giao cho cdc don vi”.

Theo nha quan tri thuoc nhém BSC, “Cdc nha qudn tri cdp trung cé anh hudng
truec tiép dén phan tang BSC thanh cong vi ho la nguwoi chil tri trién khai phan tang
tai don vi cua ho phu trach. Ho tham gia giai doan nay khong theo hinh thirc hoat
dong nhom vi viéc trién khai la déc lap gitta cac don vi, do do khi de cdp dén “nhém
nha quan tri cdp trung” cé thé hiéu gom cdc doi twong la Trueong, Phé cac don vi
trec thuée Tong Cong ty”.

Tom lai, c6 ba nhdém nha quan tri ¢6 vai tro quan trong trong giai doan phan
tang tai VNPT-Vinaphone, d6 la:

(1) Nhém nha quan tri cap cao gdm Chu tich Tong Cong ty, Tong Giam dbc,
cac Pho Tong Giam doc Tong Cong ty véi vai trd chi dao chung; dua ra muc tiéu
chién luoc hop 1y, dong bd giita cac linh vuc dé cac cap dudi trién khai hudng dén
dat muc tiéu chung; cung cip cac ngudn luc can thiét cho phan ting BSC...

(2) Nhom BSC gom dai dién Lanh dao va chuyén vién ctia cac Ban chirc ning
va hai Ban diéu hanh kinh doanh (mdi Ban ctr 01 Lanh dao va 01 chuyén vién tham
gia nhém BSC). Nhém BSC c¢6 nhiém vu to chirc dio tao va truyén thong vé BSC,
xay dung ké hoach phan téng BSC, téng hop sb lidu, can doi céc nguén luc dé dat
muc tiéu chung, thim dinh cac BSC dugc phan ting xubng cac don vi...

(3) Nhom nha quan tri cdp trung gom Truong, Pho cac Ban chiic ning, cac
don vi truc thudc Téng Cong ty. Ho ¢6 vai tro truc tiép chu tri trién khai phan téng
BSC tai don vi cta ho phu trach.

Trong nghién ciru tmg dung BSC néi chung va phan ting BSC noi riéng tai
VNPT-Vinaphone, khi n6i dén nhom nha quan tri cap trung thi chi dé cap dén vai tro
chu tri trién khai phan ting BSC tai don vi ho phu trach. Diéu nay ciing hoan toan
phu hop v6i quan diém tiép can vé sy tham gia cia cac nhém nha quan tri da duoc

gidi thi€u ¢ co s¢ 1y luan tai Chuong 2.
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3.2.3 Hoan thién thang do cac khai niém nghién ciru tai VNPT-Vinaphone
3.2.3.1 Thang do “Sw iing h$ va tham gia ciia nhém nha qudn tri cdp cao trong
giai doan phdn ting BSC”

Céc nha quan tri VNPT-Vinaphone tham gia phong van nhan dinh rang “cac
nha qudn tri cdp cao ciia VNPT-Vinaphone déu hiéu viéc trién khai phdn tang BSC
sé mang lai loi ich cho t6 chire, tuy nhién dé phdn tang BSC thanh cong thi quan
trong 1 ho ¢é quyét liét chi dao phdn tang dén ciung trén pham vi toan t6 chirc hay
khong”. Tiéu chi hiéu viéc trién khai phan tang BSC s& mang lai loi ich cho t6 chirc
clia cac nha quan tri cip cao (TOP1.1) khong thuc sy can thiét trong truong hop nay.

Céc nha quan tri cip cao cam két ting ho trién khai phan tang BSC trong toan
b to chirc 12 hoan toan can thiét va trén thuc té, “ho cdn thé hién sw iing hé thong
qua viéc san sang cung cdp day dit nguon lwc ddp iing hoat déng phan tang, tat nhién
cdp dwéi phdi dé xudt va phai c6 dau méi tong hop, gidi trinh sw hop Iy vé cdc nguén
lire nay”. Mot nha quan tri cap trung néu mot s y kién nhu: “trong thoi gian trién
khai phan tang BSC, cdc nguon liec cho truyén théng vé BSC néi chung va dao tao
kién thire, ky ning phdn tang BSC cho cdc don vi chwa dwoc Tong Cong ty quan tam
dau tw ding mikc, dan dén két qua trong nam 2016, nhiéu don vi khéng trién khai
phan tang dwoc ¢ don vi minh. Tong Cong ty ciing chiea dau tw cde céng cu tin hoc
(phan mém) quan 1y diéu hanh BSC nham ho tro trién khai dam bdo tinh lién théng,
chia sé, két noi, bao mat, phan cd'p cho tieng vi tri quan ly, tung ca nhdn dé ho co thé
xem dwoc muc tiéu ké hoach dioc giao, ty cdp nhdt duoc s6 liéu két qua thyc hién.
Néu c6 hé thong phan mém quan 1y dam bdo nhanh, chinh xdc, kip thoi sé giam thiéu
khéi liong cong viéc thuwc hién thii cong (nhir tong hop sé lidu, danh gid két qua thiee
hién BSC thang, quy, nam)...”

Tiéu chi “TOP6.1. Cac nha quan tri cip cao tham gia truyén thong vé BSC va
tam nhin, chién lugc ciia to chtrc”, theo mot s6 nha quan tri thudc nhom BSC, “khong
thwe sy phit hop véi VNPT-Vinaphone vi déc thit vé mé hinh t6 chire ciia VNPT-
Vinaphone cé cdc don vi phdn bé khdp 63 tinh/thanh phé, tinh chit cong viée rit da

dang. Néu muon duwa tiéu chi nay vao danh gid thi nén diéu chinh cho phit hop hon,
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Vi du nhwe cde nha quan tri cdp cao triec tiép truyén thong cho cdc nha quadn tri cap
trung (Truéng cdc don vi) voi tan sudt mot lan dau nam, dé tdp trung qudn triét tam
nhin va cdc muc tiéu chién lwoc cia Tong Cong ty trude khi cde nha quan tri cap
trung chii tri trién khai phén tang tai don vi.

Céc nha quan tri tham gia phong van nhat tri voi cac tiéu chi con lai cua thang
do nhap dau.

Dua theo két qua nghién ctru dinh tinh tai VNPT-Vinaphone, thang do nhap
dau “Sy ung ho va tham gia ciia cic nha quan tri cap cao trong giai doan phan tang
BSC” dugc hoan thién thanh thang do nhap hai bao gdm céc bién quan sat sau day:

TOP1.2 - Cac nha quan tri cap cao chi dao quyét liét phan tang BSC dén cap
c4 nhan trén pham vi toan Tong Cong ty.

TOP2.2 - Cac nha quan tri cap cao cam két ing ho trién khai phan tang BSC
va sin sang cung cap day du nguon luc dap ting hoat dong phan ting BSC trén pham
Vi toan Tong Cong ty.

TOP3.2 - Cac nha quan tri cap cao hiéu rd cac muc tiéu va thude do cia BSC
cap Tong Cong ty va cap don vi, quan tdm dang mirc dén cac thude do thé hién chién
luge chung ciia Tong Cong ty Va cac thudc do thé hién chién lugc riéng cta don vi.

TOPA4.2 - Cac nha quan tri cdp cao tich cuc tham gia phan ting BSC cip Tong
Cong ty xudng cap don vi.

TOP5.2 - Cac nha quan tri cap cao tich cuc tham gia truyén thong vé BSC va
tam nhin, muc tiéu chién luoc ctia Tong Cong ty hang nim voi cac nha quan tri cap
trung truwdc khi cdc nha quan tri cAp trung cha tri trién khai phéan tang tai don vi.
3.2.3.2 Thang do “Sw tham gia ciia nhém BSC trong giai doan phén ting BSC”

Céc chuyén gia trién khai img dung BSC tai VNPT va cac nha quan trj VNPT-
Vinaphone tham gia phong van déu nhat tri véi ba tiéu chi dau tién thé hién sy tham
gia cia nhém BSC anh huéng dén phan tang thanh cong tai Tong Cong ty, do la:
“BSC1.1 - C4c thanh vién trong nhém BSC c6 day du kién thirc vé BSC, k¥ ning
trién khai phan ting BSC, ¢d hiéu biét k§ cang vé muc tiéu chién lugc chung cia to

chtic va cac don vi; BSC2.1 - Nhém BSC tich cuc t6 chirc dao tao va truyén thong vé
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BSC cho c4c nha quan tri cAp trung va nhén vién trong toan t6 chirc; BSC3.1 - Nhém
BSC xay dung va truyén dat rd rang ké hoach phan ting BSC dén cac don vi trong
toan to chirc”.

Céc nha quan tri cdp trung truc tiép trién khai BSC tai don vi cho rang “céc
don vi rdt can nhan dwoc tir Tong Cong ty cdc tai liéu, van ban huéng dan vé BSC
va phén tang BSC, cdc biéu mau, chi tiéu KPI mau... dé hé tro cac don vi giao ké
hoach BSC dén b phdn va ca nhdn nguoi lao dong. Hé thé'ng tai liéu nay can dwoc
trinh bay khoa hoc, ngdn gon, dé hiéu phii hop véi ting déi twong (lanh dao quan Iy
riéng, chirc ndng tham muwu givp viéc trién khai vé BSC riéng, tai liéu hudng dan
truyén théng dén nguweoi lao déng riéng). Hién nay Tong Cong ty khéng cé cdc tai liéu
nay, nhém BSC hé tro cac nha quan tri cdp trung don gian theo cdch “héi — dap”.
Cdc nha qudn tri cap trung héi nhiéu ciing ngai ma cdc thanh vién nhém BSC ciing
khéng cé thoi gian va kién tri dé dap nhiéu”. Céc y kién nay ciing duoc cac nha quan
tri thudc nhom ch tri trién khai BSC tai VNPT-Vinaphone nhan thay 1a hop 1y, boi
vi “BSC la mét cong cu qudn tri khd méi mé va phirc tap doi véi nhiéu nha qudn tri
cdp trung ciia VNPT-Vinaphone, céng tic dao tao vé BSC lai chira dwoc thuwc hién
thwong xuyén, déc biét la hudn luyén cdc kj ndng trién khai phdn tang BSC cho cac
don vi nén viéc ban hanh cac tai liéu nay la mot cach thé hién sw hé tro hiéu qua cua
nhém BSC doi véi cac nha quan tri cdp trung trong suét giai doan phan tang BSC tai
don vi”. Sau khi thao luan vé ndi dung nay véi cac chuyén gia trién khai BSC tai
VNPT, tac gia nhian dugc su dong tinh nén thay thé tiéu chi “BSC5.1 - Nhém BSC
hd trg cac nha quan tri cap trung trong sudt giai doan phan tang Thé diém tai cac don
vi” bang tiéu chi “Nhém BSC xay dung hé thdng tai liéu khoa hoc, chi tiét, d& hiéu
va phil hop véi timg dbi twong tham gia dé truyén thong vé BSC va huéng dan trién
khai phan tﬁng BSC tai cac don vi”.

Viéc “16 chike hop véi nhém nha quan tri cdp cao, cap trung dé théng qua BSC
dige Tong Cong ty phdan bé xudng cap don vi nhw tiéu chi BSC4.1 la rat khé thiee
hién & VNPT-Vinaphone do quy mé ciia Tong Cong ty qud I6m, nhiéu don vi & khdp

63 tinh thanh”. Tuy nhién, nhém BSC rét can sy dong gop ¥ kién cila cdc nha quan
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tri cAp trung vé cac thude do va chi tiéu tir Tong Cong ty phan bd xubng cac don vi.
Hau hét cac nha quan tri dugc phong van cho rang nhom BSC can cha dong va phat
huy vai trd thu thap, phan tich va tong hop ¥ kién ctia cac nha quan tri cip cao va cap
trung, can dbi cac chi tiéu trong mot tong thé dé trinh Tong Giam ddc Tong Cong ty
ky ban hanh cac BSC phan tang dén cac don vi hop 1y nhit.

Céc nha quan tri duge phong van déu cho rang “tiéu chi “BSC6.1 - Nhém BSC
chu tri xem xét lai cac BSC dwoc phdan tcfng va té chire lam viéc véi cac nhém dé hoan
thién cac BSC dwoc phdn tdng tai don vi” khong phu hop voi dac thu VNPT-
Vinaphone. Theo quy trinh vmg dung BSC thi Truong cdc don vi chii dong trién khai
phan td;ng BSC tai don vi minh, nhom chu tri BSC khong co nhiém vu ra soat cac The
diém phan tcing tai don vi va hon nita, ciing khong co du nguén luc dé thye hién viéc
nay”.

Dua theo két qua nghién ctru dinh tinh tai VNPT-Vinaphone, thang do nhap
dau “Sy tham gia cuia nhom BSC trong giai doan phan ting BSC” dugc diéu chinh
bao gdm cac bién quan sat sau day:

BSC1.2 - C4c thanh vién trong nhom BSC c6 day du kién thiuc vé BSC va ky
nang trién khai phan tang BSC, c6 hiéu biét k¥ cang vé muc tiéu chién lugc chung
ctia to chirc va céac don vi.

BSC2.2 - Nhém BSC tich cuc to chitc dao tao va truyén théng vé BSC cho cac
nha quan tri cip trung va nhan vién trong toan to chc.

BSC3.2 - Nhom BSC xdy dung va truyén dat rd rang ké hoach phan tang BSC
dén cac don vi trong toan to chic.

BSC4.2 - Nhém BSC xay dung h¢ théng tai liéu khoa hoc, chi tiét, d& hiéu va
phtt hop véi timg dbi tuong tham gia dé truyén théng vé BSC va hudng dén trién khai
phan tﬁng tai cac don vi.

BSC5.2 - Nhém BSC chii dong thu thap, phan tich va tong hop y kién ctia nhom
nha quan tri cap cao, cap trung vé cac BSC duoc phan tang tir Tong Cong ty xudng cap

don vi dé hoan thién trude khi trinh Tong Giam ddc Tong Cong ty ky ban hanh.
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3.2.3.3 Thang do “Sw tham gia ciia nhém nha qudn tri cdp trung trong giai doan
phén ting BSC”

Hau hét cac nha quan tri tham gia phong vin déu nhét tri v6i ndi dung chinh
ctia thang do nhap dau va chi néu mot s6 y kién bd sung. Cac nha quan tri cip trung
tu nhan thiy, ho “khdng chi can tich cuc tham gia cdc khéa dao tao vé BSC ma con
can tich cuwec tw nghién ciru vé BSC va phdn tang BSC”. Trén thuc té, “Tong Céng ty
chwa quan tam té chirc dao tao vé BSC cho cdc don vi, nhiéu don vi ciing khéng cé
diéu kién d@é tham gia cdc khéa dao tao vé BSC. Néu Tong Cong ty c6 cdc tai liéu
hwéng dan chi tiét nhw dd néu ¢ trén thi viéc tw nghién ciu vé phdn tang BSC sé
thudn loi hon nhieu”.

Viéc cac nha quan tri cAp trung hiéu rd cac muc tiéu va thudc do ciia BSC cap
Tong Cong ty va duoc tham gia vao budc phan tang BSC cap Tong Cong ty xudng
cap don vi la that su can thiét. Tir d6, cac nha quan tri cAp trung hiéu rd mai lién két
gilra myc tiéu chién luoc chung v&1 muyc tiéu cua don vi, déng tho1 duoc tiép nhan
cac thude do va chi tidu phi hop véi dac thu SXKD cua don vi dé tiép tuc phan tang
thanh cong tai don vi ho phu trach.

Bén canh viéc cac nha quén tri cip trung phan bo dii ngudn lyc dé trién khai
phan tang BSC trong toan don vi thi phan tang BSC thanh cong con “can sw chi dao
quyét liét phin tang BSC dén cdp cd nhan trén pham vi toan don vi. Sw chi dao nay
nén long ghép véi truyén théng vé cac muc tiéu chién luoc cia Tong Cong ty, ciia
don vi va vé BSC néi chung, phan tang BSC néi riéng”.

Duya theo két qua nghién ciru dinh tinh tai VNPT-Vinaphone, thang do nhap
dau “Sy tham gia ctia cac nha quan tri cip trung trong giai doan phan ting BSC” duoc
diéu chinh thanh thang do nhap hai bao gom céc bién quan sat sau dy:

MID1.2 - Cac nha quan tri cap trung cam két ting ho trién khai phan ting BSC
trong don vi ho phu trach.

MID2.2 - Cac nha quan tri cap trung tich cuc tham gia cac khoa dio tao vé

BSC két hop tu nghién ciru vé BSC va phan tang BSC.
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MID3.2 - Céc nha quan tri cip trung hiéu rd cac muc tiéu va thude do cua BSC
cAp Tong Cong ty va dugc tham gia vao budc phan ting BSC cip Toéng Cong ty
xubng cap don vi.

MID4.2 - Céc nha quan tri cip trung tich cuc truyén thong vé cac muc tiéu
chién luoc ciia Tong Cong ty va cua don vi, vé BSC néi chung, phan ting BSC nodi
riéng; dong thdi chi dao quyét liét phan tang BSC dén cap ¢4 nhan trén pham vi toan
don vi.

MID5.2 - Céc nha quan tri cap trung phan b6 di ngudn luc va thoi gian dé
trién khai phan téng BSC trong don vi ho phu trach.
3.2.3.4 Thang do “Phén ting BSC thanh cong”

Céac nha quan tri tham gia phong van déu ung ho rang “VNPT-Vinaphone
phan tang BSC thanh c¢éng” khi cac don vi thudc Tong Cong ty phat trién BSC ¢
moi cép d6 cua don vi, két thuc & Thé diém ca nhan. Ho cling nhat tri v6i cac tiéu
chi: “Y2.1 — Cac BSC duoc phan téng tai don vi dat duoc su lién két vai chién luge
ctia to chitrc va c6 anh huong dén muc tiéu chung cua t6 churc; Y3.1 — Cac BSC duoc
phan tang tai don vi phu hop véi dic thu san xuat kinh doanh cua cép tuong tng;
Y4.1 — Cac BSC duoc phan tang theo cac cap thé hién rd sy cin bang giita viéc dat
dugc cac muc tiéu riéng cua cap d6 voi cac muc tiéu chién luoc cua cip trén va khong
mau thuln véi cac muyc tiéu riéng ctia cac don vi, bd phan khac cing cap”.

Tiéu chi “Y5.1 — Moi nhan vién trong don vi hiéu dugc cac muc tiéu va thudce
do cua cac BSC dugc phan tﬁng tai don vi” néu dat duoc thi that 1y tudng. Khong chi
cac nha quan tri VNPT-Vinaphone ma céc chuyén gia vé BSC ctia VNPT tham gia
phong van déu co ¥ kién twong ddng v6i ¥ kién ctia mot nha quan tri cp trung cia
Tong Cong ty: “Vé Iy thuyét thi rat hop Iy nhung khéng thiee sw phit hop voéi dic diém
nguon nhan lec va quy mé ciia VNPT-Vinaphone. Trén thuec té chi can cdc nha quan
tri cdp nao thi hiéu ré muc tiéu chién lwge ciia cdp trén va BSC phan tang dén cap
dé (nha quan tri cdp trung- Truéng cac don vi thi hiéu ré muc tiéu chién lwge cia
cap Tong Céng ty va BSC cap don vi, Truéng cdc bg phdn thi nam dwoc muc tiéu

chién lwpc ciia don vi va BSC cdp bg phdn) dé ho trién khai phan tang dén cdp tiép
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theo. Nguoi lao dong thirong khéng quan tdm nhiéu dén BSC vi né qud phire tap, ma
ho chi can biét ho dwoc giao viéc gi, khoi luong bao nhiéu, thoi han hoan thanh va
cudi cung thi ho duoc tra bao nhiéu tién luong, tien thwong. Cac don vi can xdac dinh
chi tiéu KPI rdt cu thé Va thiét thire khi phdn bo BSC dén cd nhdan nguoi lao dong”.
Theo cac y kién thi tiéu chi Y5.1 nén diéu chinh thanh “Moi nhan vién trong don vi
hiéu cac muc tiéu ké hoach BSC dugc céip trén giao cho bd phan ma ho lam viéc va
nam chic cac muc tiéu ké hoach BSC ca nhan dé chu dong t6 chirc trién khai thuc
hién”.

Vé tiéu chi Y6.1, cac nha quan tri cho ring moi nhan vién trong don vi c6 kién
thirc vé BSC, ¢6 thai d tng ho va tan tim dbi voi BSC 1a can thiét d6i véi phan ting
BSC thanh cbng, con k¥ ning trién khai BSC khong can thiét d6i véi moi nhan vién
ma chi can véi cac cap nha quan tri truc tiép tham gia phan ting BSC.

Dua theo két qua nghién ctru dinh tinh tai VNPT-Vinaphone, thang do nhap
dau “Phén tang BSC thanh cong” duoc diéu chinh thanh thang do nhép hai bao gdm
cac bién quan sat sau day:

Y1.2 — Pon vi di phat trién BSC & moi cip do cua don vi, két thiic & BSC cip
ca nhan.

Y2.2 — Cac BSC dugc phan tﬁng tai don vi dat duoc su lién két véi chién luge
ctia Tong Cong ty va c6 anh huong dén muc tiéu chung cta Tong Cong ty.

Y3.2 — Cac BSC duoc phan tang tai don vi phi hop véi ddc thi san xuét kinh
doanh cua cip tuong tng.

Y4.2 — Céac BSC dugc phan téng tai don vi thé hién rd su can béng gitra vi¢c
dat dugc cac muyc ti€u riéng cia don vi vdi cac muc tiéu chién lugc cua td chice va
khong mau thuin vé&i cac muc tiéu riéng ctia cac don vi Khéc.

Y5.2 — Moi nhén vién trong don vi ¢6 kién thirc vé BSC, c6 thai 46 ung ho va
tan tam d6i véi BSC.

Y6.2 — Moi nhén vién trong don vi hiéu cdc muyc tiéu ké hoach BSC dugc cap
trén giao cho by phan ma ho lam viéc va ndm chic cic muc tiéu ké hoach BSC ca

nhan dé chu dong to chirc trién khai thuc hién.
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3.2.4 Két qua nghién ciru dinh tinh va diéu chinh thang do

Qua nghién ctru dinh tinh bang phuwong phap phong van siu mot s6 nha quan
tri cia VNPT-Vinaphone va mot s6 chuyén gia ciia VNPT tryc tiép trién khai BSC,
tac gia da tién hanh phan tich, tong hop cac y kién va thu duoc cac két qua sau:

(1) Céc nha quan trj va chuyén gia dugc phong van déu c6 nhitng nhan dinh
vé sy tham gia va anh hudng ctia nhom nha quan tri cip cao, cip trung va nhom chu
tri BSC dén giai doan phan tang tai VNPT-Vinaphone tuong ty nhu nghién ctu da
cong bo clia nhiéu tac gia trén thé gidi va tai Viet Nam.

(2) Thang do cac khai niém nghién ctru vé co ban ciing duoc sy tng ho cia
cac nha quan tri truc tiép tham gia trién khai phan ting BSC tai VNPT va VNPT—
Vinaphone, tuy nhién dé phu hop véi dic thu to chie SXKD tai Tong Cong ty, mot
s6 thang do dugc gop ¥ diéu chinh hodc bd sung thém tiéu chi danh gia moi, cu thé
nhu sau:

- X4y dyng mdi tiéu chi TOP1.2 (thay thé cho TOP1.1), BSC4.2 (thay thé cho
BSC5.1) va MID4.2 (thay thé cho MID4.1);

- Hoan thién tir bay tiéu chi (TOP2.1, TOP3.1, TOP6.1, BSC 4.1, MID2.1,
Y5.1 va Y6.1) dé thu dugc sau tiéu chi: TOP2.2, TOP5.2, BSC5.2, MID2.2, Y5.2 va
Y6.2.

- Ngoai ra, tiéu chi BSC6.1 khong phu hop da duoc loai bo.

Céc két qua hoan thién cuy thé tir thang do nhap dau dé thu duoc thang do nhap
hai dugc tong két tai bang 3.1.

Bdng 3.1. Thang do nhap hai cta cac khéi niém nghién ctru ap dung voi

Téng Coéng ty Dich vu Vién thong

Khai niém Thang do nhap hai cua Méi quan hé voi

nghién clru cac khai niém nghién ctru thang do nhap dau

Sytunghd | TOP1.2 - Cac nha quan tri cap cao chi dao quyét )
Xay dung méi (thay

va tham gia | liét phan tang BSC dén cdp ca nhan trén pham vi ,
thé cho TOP1.1)

ciia nhom | toan Tong Cong ty.
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nha quan tri

TOP2.2 - Cac nha quan tri cip cao cam két ung ho

A , . . , Hoan thién tur thang
cap cao trién khai phan tang BSC va san sang cung cap . ,
trong giai . . . do nhap dau (két hop
day du nguon luc dap ing hoat dong phan tang .
doan phan , TOP2.1va TOP3.1)
an p BSC trong toan by Tong Cong ty.
tang BSC ) )
TOP3.2 - Cac nha quan tri cap cao hiéu rd céac
muc tiéu va thude do ciia BSC cAp Tong Cong ty
va cap don vi, quan tim dung mirc dén cac thudc _
. . , Gilr nguyén nhu
do th€ hién chién lugc chung ciia Tong Cong ty va .
. . . | thang do nhap dau
cac thudc do thé hién chién lugc riéng cua don vi
khi tham gia phan ting BSC cap Tong Cong ty
xubng cap don vi.
TOPA4.2 - Cac nha quan trj cip cao tich cyc tham .
) 5 o . , Gilt nguyén nhu
gia phan tang BSC cap Tong Cong ty xudng cap .
' thang do nhap dau
don vi.
TOP5.2 - Cac nha quan trj cip cao tich cuc tham _
_ . . . ) Hoan thién tir
gia truyén thong vé BSC va tam nhin, muc tiéu
., , . TOP6.1 cho phu hop
chién lugc cua Tong Cong ty hang nam véi cac )
o _ _ voi dac thu VNPT-
nha quan tri cap trung trudce khi cac nha quan tri )
. L . . ) ) Vinaphone
cap trung chu tri trién khai phén tang tai don vi.
BSC1.2 - C4c thanh vién trong nhém BSC c6 day
du kién thuc vé BSC va k¥ nang trién khai phan Gilr nguyén nhu
Sy tham gia tang BSC, c0 hiéu biét k§ cang vé muc tiéu chién | thang do nhap dau
, , lugc chung cua t6 chuc va cac don vi
ciia nhom
BSC trong | BSC2.2 - Nhém BSC tich cuc t6 chiic dao tao va ,
.. ; . o, Gitr nguyén nhu
giai doan | truyén thong vé BSC cho cac nha quan tri cap .
. ) , thang do nhap dau
phén tang | trung va nhan vién trong toan to churc
BSC BSC3.2 - Nhém BSC xdy dung va truyén dat ro '
, . , ' Gitlr nguyén nhu
rang ké hoach phan tang BSC dén cac don vi trong .
thang do nhéap dau

toan to chuirc
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BSC4.2 - Nhém BSC x4y dyng hé thong tai liéu
khoa hoc, chi tiét, d& hiéu va phu hop voi timg dbi
tuong tham gia dé truyén théng vé BSC va hudng

dan trién khai phén tang tai cac don vi.

Xay dung méi (thay
thé cho BSC5.1) cho
phu hop véi dac thu
VNPT-Vinaphone

BSC5.2 - Nhom BSC chu dong thu thdp, phan tich
va tong hop ¥ kién cta nhom nha quan tri cip cao,
cap trung vé cac BSC dugc phan tang tir Tong
Cong ty xudng cap don vi dé hoan thién trude khi

trinh Tong Giam ddc Tong Cong ty ky ban hanh.

Hoan thién tir
BSC4.1 cho phu hop
voi dac thu VNPT-
Vinaphone

Su tham gia
ctia nhém
nha quan tri
cép trung
trong giai
doan phan

tang BSC

MID1.2 - Cac nha quan trj cip trung cam két tng
ho trién khai phan ting BSC trong don vi ho phu

trach.

Gitlr nguyén nhu

thang do nhap dau

MID2.2 - Cac nha quan trj cip trung tich cuc tham
gia cac khoa dao tao vé BSC két hop tu nghién
ctru vé BSC va phan ting BSC.

Hoan thién tir
MID2.1 cho phu hop
voi dac thu VNPT-
Vinaphone

MID3.2 - Cac nha quan tri cAp trung hiéu 15 cac
muc tiéu va thude do ciia BSC cap Tong Cong ty
va duoc tham gia vao budc phan tang BSC cip

Tong Cong ty xudng cap don vi.

Gitlr nguyén nhu

thang do nhap dau

MID4.2 - Cac nha quan trj cap trung tich cuc
truyén thong vé cac muc tiéu chién luoc cua Tong
Cong ty va ciia don vi, vé BSC néi chung, phan
tang BSC néi riéng; dong thoi chi dao quyét liét
phan tang BSC dén cép c4 nhan trén pham vi toan

don vi.

Xay dung méi (thay
thé cho MID4.1)

MID5.2 - Cac nha quan trj cip trung phan b6 du
ngudn luc va thoi gian dé trién khai phan ting

BSC trong don vi ho phu trach.

Gitr nguyén nhu
thang do nhap dau
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Y1.2 — Pon vi da phat trién BSC & moi cap d6 cua | Giir nguyén nhu
don vi, két thuc & BSC cép ca nhan. thang do nhap dau

Y2.2 — Cac BSC duoc phan tang tai don vi dat

duoc su lién két véi chién luge ciia Tong Cong ty | Giir nguyén nhu

va c6 anh huéng dén muyc tiéu chung ctua Tong thang do nhap dau
Cong ty.
Y3.2 — Cac BSC duoc phan tﬁng tai don vi phu _
) . , Gilr nguyén nhu
hop véi dac thu san xuat kinh doanh cua cap .
thang do nhap dau
tuong Ung.
Phan tﬁng Y4.2 — Cac BSC dugc phan tang tai don vi thé
hién rd su cin bang gitra viéc dat dugc cac muc
BSC Gilr nguyén nhu

thanh cb tiéu riéng cua don vi voi cac muc ti€u chién lugc .
anh cong . . _ _ thang do nhap dau
cua to chirc va khong mau thuan véi cdc muyc tiéu

riéng cua cac don vi khac.

) ) ) . . | Hoan thién tir Y5.1
Y5.2 — Moi nhén vién trong don vi ¢6 kién thirc vé _
phu hgp véi déac thu

BSC, c6 thai d ung ho va tan tim dbi voi BSC. )
VNPT-Vinaphone

Y6.2 — Moi nhan vién trong don vi hiéu céac muc
tiéu ké hoach BSC dugc cip trén giao cho bo phan | Hoan thién tir Y6.1
ma ho 1am viéc va ndm chéc cac muc tiéu ké phu hop véi dic thu
hoach BSC c4 nhan dé chu dong t6 chirc trién khai | VNPT-Vinaphone

thuc hién.

(Nguon: két qua nghién cieu dinh tinh cia tac gia)

3.3 Nghién ctru dinh lwong so bd tai Tong Cong ty Dich vu Vién thong
Nhu da gi6i thiéu & quy trinh nghién ciru chi tiét, thang do nhap hai (thu dugc
sau nghién ctru dinh tinh) duoc danh gia do tin ciy boi hé sb tin ciy Cronbach Alpha,
sau d6 dugc danh gia gia tri bang phan tich nhan t6 kham pha EFA bai dir liéu thu

thap trong nghién ctru dinh luong so bo.
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3.3.1 Mau nghién ctru va thu thap dir liéu phuc vu nghién ciru
3.3.1.1 Mdu nghién ciru

Nghién cru dinh lwong so bd duogc thue hién véi miu thun tién duge ly tir
khung mau. Khung miu dé thuc hién nghién ctru dinh luong bao gdm céc nha quan
tri cAp cao, cac thanh vién nhom BSC, c4c nha quan tri cdp trung cia VNPT-
Vinaphone va céc can bo thudng truc trién khai BSC tai cac don vi truc thudc VNPT-
Vinaphone. Pay 12 nhitng nha quan tri nim rd vé hoat dong phan tang BSC tai VNPT-
Vinaphone va sy tham gia cta cidc nhom nha quan tri cip cao, cdp trung va nhom
BSC cua Tong Cong ty (Phu luc 4a).

Kich thudc mau dugc xac dinh dua vao:

- Kich thuéc tdi thiéu dé phan tich EFA 1a 50.

- S6 lugng bién quan sat dua vao phan tich: Phan tich EFA sé& thyc hién dong
thoi voi 15 bién quan sat ciia 3 khai niém nghién ciru véi vai tro 1a “bién doc 1ap” (su
tham gia ctia cac nhom nha quan tri), sau d6 véi 6 bién quan sat ciia khai niém nghién
ctru “Phan tang BSC thanh cong” véi vai tro 1 “bién phy thudc”.

- Ty 1& quan sat trén bién quan sat tdi thiéu 1a 5/1.

Vay, kich thudéc mau duge xac dinh tdi thiéu 1a 75 quan sat.

Tac gia thuc hién nghién ctru dinh lugng so bd véi mau nghién ciru bao gom:

- Cac nha quan tri cap cao;

- Pai dién Lanh dao va chuyén vién cac Ban tham gia nhom BSC ciia Tong
Cong ty;

- Pai dién Lanh dao va can bg thuong truc trién khai BSC tai 20 don vi truc
thuéc VNPT-Vinaphone.

Danh séach khung mau theo Phu luc 4.
3.3.1.2 Thu thap dir liéu

Tac gia xay dung phiéu khao sat y kién ctia cac nha quan tri cap cao, cap trung
va nhom chit tri BSC ciia VNPT-Vinaphone dbi v6i cac bién quan sat cia thang do
cac khai niém nghién ctru. Thang do duogc sir dung 1a thang do Likert 5 diém. Mau

phiéu khéo sat phuc vu nghién ctru dinh lugng so bo dugc trinh bay ¢ Phu luc 3.
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Viéc thu thap dir liéu duoc thyc hién bang cac phuong phép:

(1) G tryc tiép phiéu khao sat (ban cing) dén cac nha quén tri cip cao; Lanh
dao va cac chuyén vién BSC Vin phong Toéng Cong ty, cac Ban chic ning va hai
Ban Diéu hanh Kinh doanh; Cac chuyén gia truc tiép trién khai BSC cua Tap doan
BCVT Viét Nam.

(2) Xay dung phiéu khao sat online trén Google Docs, théng qua Ban Ké
hoach — Pau tu cia Tong Cong ty (Lanh dao Ban phu trach truc tiép BSC ctia Tong
Cong ty) dé giri dén Lanh dao va cac can bo thudng truc trién khai BSC tai cac Trung
tam Kinh doanh VNPT tinh/ Thanh phé va cac don vi truc thudc VNPT-Vinaphone.

Phiéu khao sat online duoc gui theo dudng link:

“https://docs.google.com/forms/d/e/IFAIpQLScqnY TRfaNgHM2PKiNpVPd
I7VEIYaMHbriSAZ-VtlvjLnYzWA/viewform?usp=sf_link”

Thoi gian giri phiéu khao sat bat dau tir 10/7/2018.

bén ngay 21/7/2018, tac gia da nhan duogc 89 y kién phan hi, vuot qua co
mau t6i thiéu can thiét.

Tac gia sir dung 89 y kién phan hoi nay dé tién hanh danh gia do tin cay va
kiém dinh gia tri ctia thang do nhap hai.

3.3.2 Danh gia d¢ tin cay cia thang do cho cac khai ni€ém nghién ctru

Nhu d3 trinh bay muc 2.4.2.2, tic gia sir dung phan mém SPSS dé xac dinh
hé s6 Cronbach Alpha ctia mdi thang do khai niém nghién ciru va hé sb twong quan
bién — tong hiéu chinh ciia mdi bién quan sat trong cac thang do. Két qua chi tiét danh
gia do tin cdy ciia bon thang do tir phan mém SPSS duoc gidi thiéu & Phu lyc 5.

Két qua phan tich do tin cay cua thang do “Su ung ho va tham gia ciia nhém
nha quén tri cap cao trong giai doan phan ting BSC” véi o = 0.810 cho thay thang do
¢ d6 tin cay tbt. Cac hé sb twong quan vé6i bién — tong hiéu chinh déu 16n hon 0.3
nén cac bién quan sat dau dat yéu cau. Hon nita, cac gia tri “Cronbach Alpha néu loai
bién” déu nho hon 0.810 ching t6 néu loai bat ctr bién quan sat ndo thi do tin cay cua

thang do déu giam (Bang 1 — Phu luc 5). Vay voi trudng hop VNPT-Vinaphone,
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thang do “Su ting ho va tham gia ctia nhém nha quén tri cip cao trong giai doan phan

tang BSC” s& bao gdm nam bién quan sat nhu ¢ thang do nhép hai.

Két qua phan tich d tin cdy 1an thir nhét cia thang do “Su tham gia ctia nhém
BSC trong giai doan phan tang BSC” véi o = 0.880 (gié tri nay 13 16n nhét so vai cac
gi4 tri o néu loai bat cir mot bién quan sat nao); cac hé sb twong quan bién — tong hiéu
chinh dat gia tri tir 0.656 dén 0.800 déu 16n hon 0.3, nén thang do c6 do tin cay tbt
(Bang 2 — Phu luc 5). Vay véi truong hop VNPT-Vinaphone, thang do “Su tham gia
ctia nhdm BSC trong giai doan phan ting BSC” s& bao gom nim bién quan sat nhu &

thang do nhap hai.

Két qua phan tich d tin cdy ban dau cua thang do “Su tham gia ctia nhém nha
quan tri cap trung trong giai doan phan tang BSC” vdi o = 0.819 cho thdy dam bao
do tin cay can thiét. Cac hé sb tuong quan bién — tong hiéu chinh tir 0.543 dén 0.667
déu 16n hon 0.3, nén céc bién quan sat dau dat yéu cau. Néu loai bat ct bién quan sat
nao thi do tin cy cta thang do déu giam bdi vi cac gia tri “Cronbach Alpha néu loai
bién” déu nhé hon o = 0.819 (Bang 3 — Phu luc 5). Vay voi truong hop VNPT-
Vinaphone, thang do “Su tham gia ctia nhém nha quén tri cip trung trong giai doan
phan tang BSC” s& bao gdm nam bién quan sat nhu ¢ thang do nhép hai.

Két qua phan tich d6 tin cdy ban dau cua thang do “Phan ting BSC thanh cong”
v6i o = 0.873 cho thay thang do c6 do tin cay tot. Cac hé sd twong quan bién — tong
tir 0.560 dén 0.731 déu 16n hon 0.3, cac hé s6 “Cronbach Alpha néu loai bién” déu
nho hon a = 0.873 nén tit ca sau bién quan sat déu dat yéu cau va can giita lai diy du
(Bang 4 — Phy lyc 5). Vay véi truong hgp VNPT-Vinaphone, thang do “Phan tang
BSC thanh cong” s& bao gdm sau bién quan sat nhu & thang do nhéap hai.

3.3.3 Kiém dinh gia tri thang do bing phan tich nhan t6 kham pha EFA

Véi s6 luong phiéu khao sat thu vé 1a 89 phiéu (> 75 quan sat) s& dam bao do
tin cdy dé phan tich EFA theo hai buéc nhu sau:

Budc 1. Phan tich EFA ba khai niém nghién ctru: (1) “Su ung h va tham gia

clia nhém nha quan tri cp cao trong giai doan phan ting BSC”; (2) “Su tham gia cta



109

nhoém BSC trong giai doan phan ting BSC” va (3) “Su tham gia cia nhém nha quan
tri cap trung trong giai doan phan ting BSC”.

Budc 2. Phan tich EFA khai niém nghién ctru “Phén ting BSC thanh cong”.

Két qua chi tiét kiém dinh gié tri thang do tir phan mém SPSS duoc gidi thiéu
o Phu luc 6.

(1) Phén tich EFA ba khdi ni¢m nghién civu vé sw tham gia ciia cdc nhom
nha qudn tri

Thuc hién kiém dinh KMO va Bartlett’s thu duoc hé s6 KMO = 0.878 > 0.5
va Sig. = 0.000 - thé hién mirc y nghia cao dé thuc hién phan tich EFA.

Phén tich EFA cho thiy c6 ba nhéan t6 dugc trich véi tong phuong sai trich
duoc 14 62.564% > 60%, nén 1a két qua tdt. Cac bién quan sat dugc nhom vao ba nhan
t6 phut hop voi ba khai niém nghién ciru:

- Cac bién BSC1.2, BSC 2.2, BSC3.2, BSC 4.2 va BSC5.2 duoc nhém vao
nhan t6 thir nhat ing véi “Su tham gia cia nhom BSC trong giai doan phan tang
BSC”;

- Cac bién TOP1.2, TOP2.2, TOP3.2, TOP4.2 va TOP5.2 dugc nhém vao nhan
t6 thir hai tng v&i “Su ting ho va tham gia cia nhém nha quan tri cap cao trong giai
doan phan ting BSC”;

- Cac bién MID1.2, MID2.2, MID3.2, MID4.2 va MID5.2 dugc nhom vao
nhan t6 thtr ba ing voi “Sy tham gia ciia nhom nha quan tri cap trung trong giai doan
phan tang BSC”.

Tat ca cac bién quan sat khac trong cac thang do ctia mdi khai niém nghién
ctru déu co hé s tai nhan t6 16n hon 0.5 (bién thién tir 0.573 dén 0.953). Chénh léch
giita hé s6 tai nhan t6 cia mdi bién quan sat 1én nhan t6 ma bién d6 duge nhom vao
so v6i hé sd tai nhan td cua bién quan sat d6 1én cac nhan t6 khac déu 16n hon 0.3
(Bang 1 — Phu luc 6).

Vay, ba thang do cta ba khai niém nghién ctru néu trén 1a c6 gia tri.

(2) Phén tich EFA khdi ni¢m “Phén ting BSC thanh cong”

Thuc hién kiém dinh KMO va Bartlett’s thu duoc hé s6 KMO = 0.821 > 0.5
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va Sig. = 0.000 thé hién murc ¥ nghia cao dé thyc hién phan tich EFA.

Phén tich EFA cho thiy c6 mét nhan t6 duoc trich voi tong phuong sai trich
duoc 13 61.544% > 60%, nén 1a két qua tot. Nhan t6 dugc trich img v6i chinh khai
niém nghién cru “Phan ting BSC thanh cong”. Hé s tai nhan t6 cia tit ca cac bién
quan sat déu 16n hon 0.5 (bién thién tir 0.674 dén 0,831) (Bang 2 — Phu luc 6).

Viy thang do “Phan ting BSC thanh cong” 1a 6 gia tri.

3.3.4 Két qua nghién ciru dinh lwong so bd

Nghién ctru dinh luong so bd dugce thuc hién véi su hd tro cua phﬁn mém
SPSS. Pau tién, thang do nhap hai duoc danh gia d6 tin cay thong qua hé s6 Cronbach
Alpha va hé s6 tuong quan bién — tong hiéu chinh. Sau d6, thang do tiép tuc dugc
danh gia gia tri bang phuong phap phén tich nhan t6 kham pha EFA.

Két qua thu duoc 1a thang do nhéap thir hai ¢6 d tin cay tot va co gia tri.

Vi vay, thang do nay tr¢ thanh thang do chinh thirc ciia cac khai niém nghién
ctru ap dung véi Tong Cong ty Dich vu Vién thong.

Bdng 3.2. Thang do chinh thtrc cia cac khai niém nghién ctu ap dung voi

Téng Coéng ty Dich vu Vién thong

o Mé hoa
Khai niém Thang do chinh thirc

Thang do Thang do
nhap hai chinh thic

nghién ctru cta cac khai niém nghién ctu

Sutung ho | Cac nha quan tri cép cao chi dao quyét li¢t phan
va tham gia | ting BSC dén cip ca nhan trén pham vi toan Tong | TOP1.2 TOP1

cianhom | Cong ty.

nha quan tri , e X Z, AR .
q * | Cac nha quan tri cap cao cam két ung ho trién khai

cap cao phan tang BSC va sin sang cung cap day du
trong giai . . TOP2.2 TOP2
nguodn luc dap img hoat dong phan tang BSC

doan phan

tang BSC

trong toan bo Tong Cong ty.

Céac nha quan trj cAp cao hiéu 16 cac muc tiéu va
thudc do cua BSC cip Tong Cong ty va cip don TOP3.2 TOP3

vi, quan tam ding mtrc dén céc thude do thé hién
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chién luoc chung ctia Tong Cong ty va cac thudc
do thé hién chién lugc riéng ctia don vi khi tham
gia phan ting BSC cip Tong Cong ty xudng cip

don vi.

Céc nha quan tri cap cao tich cuc tham gia phan

tang BSC cp Téng Cong ty xudng cap don vi.

TOP4.2

TOP4

Céc nha quan tri cip cao tich cuc tham gia truyén
thong vé BSC va tAm nhin, muc tiéu chién luoc cla
Tong Cong ty hang nam vai cac nha quan trj cap
trung trude khi cic nha quan tri cip trung chu tri

trién khai phan tang tai don vi.

TOPS.2

TOPS

Su tham gia
ciia nhom
BSC trong
giai doan
phan tang

BSC

Céc thanh vién trong nhém BSC c6 day du kién
thire vé BSC va k¥ ning trién khai phan ting BSC,
¢6 hiéu biét k§ cang vé muc tiéu chién luoc chung

cua td chirc va cac don vi.

BSC1.2

BSC1

Nhom BSC tich cuc td chire dao tao va truyén
thong vé BSC cho cac nha quén trj cap trung va

nhan vién trong toan t6 chuec.

BSC2.2

BSC2

Nhom BSC xay dung va truyén dat rd rang ké
hoach phan tang BSC dén cac don vi trong toan to

chuc.

BSC3.2

BSC3

Nhom BSC xay dung hé¢ théng tai liéu khoa hoc,
chi tiét, d& hiéu va phu hop véi timg ddi tugng
tham gia dé truyén théng vé BSC va huéng dan

trién khai phan tang tai cac don vi.

BSC4.2

BSC4

Nhém BSC chu dong thu thap, phan tich va tong
hop ¥ kién ctia nhém nha quan tri cap cao, cp

trung vé cac BSC duogc phan tang tir Tong Cong ty

BSC5.2

BSC5
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xuong cap don vi d€ hoan thi¢n trudce khi trinh

Tong Giam dbc Tong Cong ty ky ban hanh.

Su tham gia
cua nhom
nha quan tri
cép trung
trong giai
doan phan

tang BSC

Céc nha quan tri cAp trung cam két ung ho trién khai

phén ting BSC trong don vi ho phu trach.

MID1.2

MID1

Céc nha quan trj cip trung tich cuc tham gia cac
khoa dao tao vé BSC két hop tur nghién ctru vé
BSC va phan ting BSC.

MID2.2

MID2

Céac nha quan trj cAp trung hiéu rd cac muc tiéu va
thude do ciia BSC cép Tong Cong ty va duoc
tham gia vao budc phan ting BSC cip Tong Cong

ty xudng cap don vi.

MID3.2

MID3

Céac nha quan trj cip trung tich cuc truyén thong
vé cac muc tiéu chién luge ciia Tong Cong ty va
ctia don vi, vé BSC noi chung, phan ting BSC néi
riéng; dong thoi chi dao quyét liét phan ting BSC

dén cap ca nhan trén pham vi toan don vi.

MID4.2

MID4

Céc nha quan tri cip trung phan bd dii ngudn luc
va thoi gian dé trién khai phan ting BSC trong

don vi ho phu trach.

MID5.2

MID5

Phén tang
BSC

thanh cong

Pon vi di phét trién BSC & moi cap do ciia don vi,

két thiic & BSC cép c4 nhan.

Y1.2

Y1l

Cac BSC dugc phan téng tai don vi dat duoc su
lién két voi chién luoc ciia Tong Cong ty va cd

anh huong dén muyc tiéu chung ctia TCT.

Y2.2

Y2

Céc BSC dugc phéan ting tai don vi phu hop véi dic

thu san xuét kinh doanh ciia cép tuong tng.

Y3.2

Y3

Cac BSC dugc phan téng tai don vi thé hién rd su

can bang gilra vi¢c dat dugc cac muc tiéu riéng

Y4.2

Y4
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cua don vi vo1 cac muc tiéu chién luge cua to chirc
va khong mau thuan véi cac muc tiéu riéng cua

cac don vi khac.

Moi nhan vién trong don vi ¢6 kién thirc vé BSC, c6

. . Y5.2 Y5
thai do ing ho va tan tdm doi véi BSC.
Moi nhan vién trong don vi hiéu cac muc tiéu ké
hoach BSC duoc cép trén giao cho bd phén ma ho
Y6.2 Y6

lam viéc va nam chac cac muc tiéu ké hoach BSC

c4 nhan dé chu dong t6 chirc trién khai thyc hién.

(Nguon: tong hop két qua nghién civu dinh heong so bé ciia tdc gid)
3.4 Nghién ciru dinh lugng chinh thirc tai Tong Cong ty Dich vu Vién thong

Nhu da gi6i thiéu & quy trinh nghién ctru chi tiét, thang do chinh thirc s& dugc
kiém dinh bang phan tich CFA va cac hé s tin cay; sau d6 kiém dinh mo hinh nghién
ctru bang mé hinh SEM; tir d6 do ludng mirc d6 anh hudng cla cac nhom nha quan
tri dén phan tang BSC tai VNPT-Vinaphone.

3.4.1 Mdau nghién ctru va thu thap dir liéu phuc vu nghién ciru
3.4.1.1 Mdu nghién ciru

Nhu d trinh bay & Chuong 2, dé thuc hién phan tich CFA, miu thudng phai
¢6 kich thude 16n (n > 200), ¢& mau tdi thiéu cin dam bao ty 1& quan sat cho mot
tham sb can wéc luong phai 1a 5/1. Vi 21 bién quan sat twong ting bon khai niém
nghién ctru cua thang do chinh thirc, c& mau toi thiéu 12 5%21 = 105. Vay, kich thudc
mau trong trudong hop nay sé& 1a 200.

Theo ly thuyét, nghién ctu dinh lugng chinh thirc dugc thuc hién véi mau
ngiu nhién. Tuy nhién do biét tong thé - khung 1dy mau c6 tong s6 312 dbi tugng
(Phu luc 4) nén tac gia sé giri phiéu khao sat dén toan bd cac déi tuong:

- Lanh dao Tong Cong ty;

- Lanh dao va chuyén vién BSC Vin phong Tong Cong ty, cac Ban chirc ning
va hai Ban Diéu hanh Kinh doanh:;
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- Lanh dao va cac can bo thuong truc trién khai BSC tai céc Trung tdm Kinh
doanh VNPT tinh/ Thanh phd va céc don vi truc thuéc VNPT-Vinaphone.

- Céc chuyén gia truc tiép trién khai BSC cia Tap doan BCVT Viét Nam.
3.4.1.2 Thu thap dii li¢u

Béi vi thang do nhép hai chinh la thang do chinh thirc cac khai niém nghién
ctru nén: (1) Phiéu khao sat st dung trong nghién ctru dinh luong so bd s& tiép tuc
duogc st dung trong nghién ctru chinh thirc; (2) Phiéu khéo sat tiép tuc dugc giri dén
cac nha quan tri chua tham gia trong nghién ctru dinh lugng so bo.

Viéc thu thap dir liéu tiép tuc dugc thuc hién bang hai phuong phap:

(1) G truc tiép phiéu khao sat (ban cing) dén cac nha quén tri cip cao; Lanh
dao va cac chuyén vién BSC Vin phong Téng Cong ty, cic Ban chirc ning va hai
Ban Diéu hanh Kinh doanh; Cac chuyén gia truc tiép trién khai BSC cua Tap doan
BCVT Viét Nam.

(2) Gtii phiéu khao sat online trén Google Docs, thong qua Ban Ké hoach—
Pau tu cia Tong Cong ty (Lanh dao Ban phu trach truc tiép BSC cua Tong Cong ty)
dé gui dén Lanh dao va c4c can bo thuong truc trién khai BSC tai cac Trung tdm Kinh
doanh VNPT tinh, thanh phd va cac don vi truc thuéc VNPT-Vinaphone.

Phiéu khao sat online duoc guri theo dudng link:

“https://docs.google.com/forms/d/e/IFAIpQLScqnY TRfaNgHM2PKiNpVPd
I7VEIYaMHbriSAZ-VtlvjLnYzWA/viewform?usp=sf_link”

V&i su hd tro nhiét tinh cia mot sd Lanh dao Ban va chuyén vién cia VNPT
va VNPT-Vinaphone bang viéc lién hé tryc tiép véi Lanh dao cac don vi dé nhan
dugc su ung ho tra 101 phiéu khao sat, trong thoi gian tir 01/8/2018 dén 15/8/2018,
tac gia da nhan dugc thém 113 ¥ kién phan hoi.

Véi 89 ¥ kién phan hdi di c6 & nghién ctru dinh luong so bd va 113 ¥ kién
phan hoi thu duge thém & nghién ctru dinh lugng chinh thic, tong s6 c6 202 y kién
phan hdi, dam bao yéu cau kich thudc mau téi thiéu 1a 200.

bay s¢ 1a dir li¢u phuc vu nghién ctru dinh lugng chinh thirc.
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Bing 3.3. Thong ké mau khao sat phuc vu nghién ctru chinh thirc tai Tong Cong ty

Dich vu Vién thong
S6 lwong Tyle
Stt Pon vi Doi twong thu ve/
Giri | Thu |
di vé guri di
Chu tich TCT
1 | Ban Lanh dao TCT Téng Gidm dbc TCT 5 3 60%
Céac Pho TGDb TCT
Chanh Van phong,
2 | van phong TCT Céc Ph6 Chénh VP, 6 4 66.7%
Cac chuyén vién BSC.
Céc Ban chirc nang (Ban Ké
hoach — PAu tu; Ban Nhan sy; \
) Truong Ban,
3 Be%n Cht lugng; Ban Tai chinh Céc Pho Trudng Ban, 24 15 62.5%
Ke toan; Ban Ng}}wn ctru thi Céc chuyén vién BSC.
truong & Phat trién dich vy;
Ban Ky thuat - Nghiép vu)
Ban Khéch hang t6 chie — | Truong Ban,
4 | doanh nghiép va Céc Pho Trudng Ban, 8 4 50%
Ban Khach hang ca nhan Cac chuyén vién BSC.
TTKD VNPT Tinh/Thanh va Gim doc,
m ann va ,
5 Cac Phé Giam déc, 260 | 171 | 65.8%
don vi truc thudc . L
Céc chuyén vién BSC.
Céc Lanh dao Ban chirc nang | Truong Ban,
6 | va chuyén vién truc tiép trién | hodc Pho Truong Ban, | 9 5 55.6%
khai BSC tai VNPT Cac chuyén vién BSC.
Téng cong 312 | 202 | 64.7%

(Nguon: théng ké cia tdc gia)
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Ty 1é cac ddi tuong tra 101 phiéu khao sat khong khac biét qua 16n giita cac
nhom nha quan tri tai VNPT-Vinaphone, dao dong tir 50% dén 66.7% (Bang 3.3).

Mau nghién ciru dam bao tinh ngiu nhién va bao gdm du cac ddi twong nha
quan tri cac cap lién quan truc tiép dén giai doan phéan ting BSC tai Téng Cong ty
Dich vu Vién thong.
3.4.2 Kiém dinh thang do chinh thirc biang phén tich nhén t6 khing dinh va cac
hé s6 tin cay

Tac gia st dung phan mém AMOS dé kiém dinh thang do chinh thirc bang
phan tich nhan té khang dinh CFA theo ba budc:

(1) Phén tich CFA ba khai niém vé sy tham gia ctia ba nhom nha quan tri;

(2) Phan tich CFA khai niém “Phén ting BSC thanh cong”;

(3) Phan tich CFA md hinh t6i1 han.
3.4.2.1 Phdn tich CFA ba khdi ni¢m nghién civu vé sy tham gia ciia cdc nhém nha
qudn tri

Két qua CFA ba khai niém “Su tng ho va tham gia ctia nhém nha quan tri cip
cao”, “Sy tham gia cia nhom BSC” va “Sy tham gia cia nhom nha quan trj cap trung”
dugc trinh bay ¢ hinh 3.4 va trinh bay chi tiét tai Phu luc 7a.

M0 hinh c6 87 bac tu do, nhan duoc cac gia tri CMIN/df = 2.086 < 3, GFI =
0.889 (chap nhan dugc), CFI = 0.948 > 0.9, TLI = 0.938 > 0.9, RMSEA = 0.074 <
0.08 nén dugc xem la phu hop hay tuong thich voi dir 1i€u thi trudong; cac thang do
cia mo hinh dam bao tinh don hudéng. Cac trong s6 chuin héa cia tit ca cac bién
quan sat thang do déu cao (Ai dao dong tir 0.633 dén 0.829, déu 16n hon 0.5) va cac
trong s6 chua chuan hoa cia tat ca cac bién quan sat co ¥ nghia théng ké (p < 0.05)

nén thang do dat gia tri hdi tu.
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Bing 3.4. Hé s tin cy tong hop va phuong sai trich ctia ba khai niém nghién ciru

su tham gia cia cac nha quan tri

St Thang do Hé s6 tin cdy Téng phuong sai
khai niém nghién ctru tong hop (pc) trich (pvc)

Su ung hg va tham gia cua
1 o 0.841 0.516
nhom nha quan tri cap cao
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2 | Sy tham gia cia nhém BSC 0.882 0.600

Sy tham gia cua nhom nha
3 o, 0.909 0.665
quan tri cap trung

(Nguon: két qud tinh toan ciia tdc gia)

Tir két qua trén, ta thiy ba thang do nay déu c6 do tin cdy tong hop cao (dao

dong tir 0.841 dén 0.909) va phuong sai trich dam bao 16n hon 0.5. Do d6, ba thang
do déu dat yéu cau vé do tin cay.

Két qua danh gia d6 tin ciy bang Cronbach’s Alpha cta ba thang do chinh

thirc vé sy tham gia cua cdc nhom nha quan tri véi cac gia tri a 1an luot 1a 0.840,

0.881 va 0.908 ciing cho thay cac thang do c6 dd tin cay tot. Cac hé sd tuong quan

bién — tong tir 0.546 dén 0.778 déu 16n hon 0.3 (Bang 1 — Phu luc 9). Piéu nay khang

dinh cac thang do c6 tinh kién dinh noi tai xuyén sudt tip hop cac bién quan sat.

3.4.2.2 Phin tich CFA khdi ni¢m “Phan ting BSC thanh cong”

Két qua CFA khai niém “Phan tang BSC thanh cong” duoc trinh bay & hinh
3.5, két qua CFA chi tiét dugc gi6i thiéu tai Phu lyc 7b.

Mo hinh CFA cua thang do “Phan tang BSC thanh cong” c6 9 bac tu do. Két
qua phan tich CFA cho thdy mé hinh phu hop véi dit lidu thi truong: CMIN/Af =
2.053 < 3, GFI = 0.967, CFI = 0.979 > 0.9, TLI = 0.987 > 0.9, RMSEA = 0.072 <
0.08; thang do ctia m6 hinh dam bdo tinh don hudng.

66
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Hinh 3.5. Két qua CFA (chuin hoa) thang do “Phan ting BSC thanh cong”
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Céc trong sb chudn hoa cua tat ca cac bién quan sat thang do déu cao (A dao
dong tur 0.681 dén 0.892, déu 16n hon 0.5) va cac trong s6 chua chuin hoa cua tt ca

cac bién quan sat c6 ¥ nghia thong ké (p < 0.05) nén thang do dat gia trj hoi tu.

Bing 3.5. Hé sb tin cay tong hop va phuong sai trich ctia khai niém “Phén ting

BSC thanh céng”
St Thang do Hé s6 tin cdy Téng phuong sai
khai niém nghién ctru tong hop (pe) trich (pvc)
1 | Phan tang BSC thanh cong 0.925 0.636

(Nguon: két qud tinh todn cia tic gia)
Tir két qua trén, ta thay thang do nay c6 do tin cay tong hop cao va phuong sai

trich dam bao 16n hon 0.5. Do do, thang do dat yéu cau vé do tin cay.

Két qua danh gia do tin cdy bang Cronbach’s Alpha cta thang do chinh thiic
“Phan tang BSC thanh céng” véi a = 0.909 cho thiy cac thang do c6 do tin cay tot.
Cac hé sb tuong quan bién — tong tir 0.663 dén 0.826 déu 16n hon 0.3. Piéu nay
khéng dinh thang do co tinh kién dinh noi tai xuyén subt tap hop céc bién quan sat

(Bang 2 — Phu lyc 9).

3.4.2.3 Phéin tich CFA mé hinh toi han

Két qua CFA mé hinh téi han duoc trinh bay & hinh 3.6, két qua CFA chi tiét
duogc gioi thiéu tai Phu luc 7c.

Mo hinh CFA t&i han ¢6 183 bac tir do. Két qua phan tich CFA cho thiy mé
hinh phu hop véi dit lidu thi truong: CMIN/df = 1.972 <2, GFI = 0.845, CF1=0.939
>0.9, TLI =0.930 > 0.9, RMSEA = 0.070 < 0.08 (Hinh 3.6).

Kiém dinh gia tri phan biét giira cac khai niém nghién ciru:

Str dung hé sb tuong quan (1) gitra cac cdp khai ni€ém nghién ctru (Phu luc 7c¢),
xéac dinh cac gia tri p-value — x4c suat nho nhit bac bo gia thuyét cip khai niém c6

tuong quan véi nhau (thong qua cac gia tri S.E., C.R.). Két qua tinh todn duoc cung
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cAp & bang 3.6 cho thdy mbi quan hé twong quan giita tirng cip khai niém déu that su
khac biét so v6i 1 v6i do tin cay 95% (cac gia tri p-value déu nho hon 0.05).

Viy bon khai niém nghién ctru dat yéu cau vé gia tri phan biét.
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Bing 3.6. Két qua kiém dinh gia tri phan biét giita cac khai niém nghién ctru trong

mo hinh t41 han

, Hé $6
MOoi quan h¢ tuong quan | S.E. C.R. | P-value
(n)

0.804 0.0442 | 4.4345 | 0.0000

“Su ung ho va tham gia cua nhém nha quan

tri cap cao” va “Syu tham gia cia nhom BSC”

“Su tham gia ciia nhém BSC” va “Sy tham
. o 0.752 0.0490 | 5.0617 | 0.0000
gia cia nhom nha quan tri cap trung”

“Su ung ho va tham gia cua nhom nha quan
tri cép cao” va “Su tham gia cia nhém nha 0.737 0.0502 | 5.2350 | 0.0000

quan tri cip trung”

“Su ung ho va tham gia cua nhom nha quan
, . 0.913 0.0303 | 2.8691 | 0.0046
tri cap cao” va “Phan tang BSC thanh cong”

“Syr tham gia ctia nhom nha quan tri cp
. 0.801 0.0445 | 4.4721 | 0.0000
trung” va “Phan tang BSC thanh cong”

“Sy tham gia ctia nhém BSC” va “Phén tang

BSC thanh cong”

0.853 0.0388 | 3.7893 | 0.0002

(Nguon: két qud tinh toan ciia tdc gia)
Trong d6: SE = SQRT((1-r2)/(n-2)); CR = (1-r)/SE;
P-value = TDIST(CR,n-2,2); n la s6 bac tu do trong mo hinh.

3.4.2.4 Tong hop két qua kiém dinh thang do chinh thirc
Thang do chinh thirc d duoc kiém dinh bang phan tich CFA va danh gia do
tin cay (bang hé sd tin cdy tong hop cliing phuong sai trich, hé s Crobach Alpha).
Két qua duoc gidi thiéu & bang 3.7 cho thiy thang do chinh thirc pht hop véi
dir li¢u thi treong, ddm bao do tin cdy, tinh don hudng va gia tri hoi ty; cac khai niém

nghién ctru ddm bdo tinh phan biét.
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Bing 3.7. Tong hop két qua kiém dinh thang do chinh thtrc

. Trung Su
, .| Hesd ) ‘
S6 | Hésod | binh phu hop
e n » ) tin cady | Phuong ,
Khai niém bién | tin cay _ trong (tinh
Stt . Cron- sai . ,
nghién ctru quan | tong ) sd don hudng,
] bach trich ) N .
sat hO’p chuan hOl tuva
Alpha

héa phan biét)

Su ting ho va tham
1 |gia cia nhdbm nha| 5 0.841 | 0.840 | 0.516 | 0.7164 | Phuhop

quan tri cap cao

Sy tham gia cia
2 5 0.882 | 0.881 | 0.600 | 0.7732 | Phuhop
nhom BSC

Sy tham gia cia
3 |nhomnha quantri | 5 0.909 | 0.908 | 0.665 | 0.8156 | Phu hop

cép trung

Phén ting BSC
4 . A 6 0.925 | 0.909 | 0.636 | 0.790 | Phu hgp
thanh cong

(Nguon: tong hop cdc két qua tinh todn cia tdc gia)
Vay thang do chinh thirc hoan toan phu hop dé st dung kiém dinh mo hinh
nghién ctru va céc gia thiét nghién cuu.
3.4.3 Kiém dinh mé hinh nghién ciru va cac gia thuyét bing mé hinh SEM
Nhu d3 gi6i thiéu & myc 2.4.2.3, md hinh cau tric tuyén tinh SEM sé& duoc sir
dung dé kiém dinh mo hinh nghién ctru 1y thuyét, xem xét mdi quan hé giita bén khai
niém nghién ctru va kiém dinh gia tri lién h¢ Iy thuyét lam co s¢ xé&c dinh tac dong truc
tiép, gian tiép, tong hop gitta cac khai niém nghién ctru trong mé hinh nghién ctru.
Tac gia st dung phan mém AMOS dé kiém dinh mo6 hinh SEM va thu dugc két
qua nhu hinh 3.7.
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Hinh 3.7. Két qua SEM mé hinh nghién ctru (chua chuan hoa)

Két qua SEM cho thdy mo hinh nghién ctru hoan toan phu hop véi dit lidu thi
truong: ¢ = 360,787 [p = 0.000], CMIN/df = 1.972 < 2, GFI = 0.845, CFI = 0.939 >
0.9, TLI1=0.930 > 0.9, RMSEA = 0.070 < 0.08.

Két qua uéc luong cac hé sb hdi quy (chua dugc chuin héa) cua cac mdi quan
hé giira cac khai niém nghién ctru dugc trinh bay chi tiét tai Bang 3.8.

Két qua thu duogc cho thiy cac hé sd hdi quy thé hién cac mbi quan hé giita
céc cap khai niém nghién ciru theo gia thuyét H1 dén H6 déu c6 ¥ nghia théng ké (p-

value déu nhé hon 5%, tham chi nhé hon 1%). Hién twong Heywood (phuong sai sai
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s6 c6 gia tri 4m) khong xuat hién trong qua trinh st dung CFA va SEM (gia tri tinh
toan ctia phuong sai sai s6 dao dong tir 0.039 dén 0.252); céc sai s6 chudn déu nho
hon 2.58 (gi4 tri tinh toan 16n nhat 0.027).

Bing 3.8. Hé sb hdi quy cta cac mbi quan hé (chua dugce chuin hoa)

Gia Méi quan hé giita cac Ude P-
, o ' SEE. | C.R.
thuyet khai niém nghién ctru lugng value

Su tng ho va

tham gia cua Phan ting BSC
H1 - . 0.734 | 0.128 | 5.735 | 0.000
nhoém nha quan thanh cong

tri cap cao

Su tng ho va

tham gia cia Su tham gia cta
H2 - 0.944 | 0.107 | 8.837 | 0.000
nhoém nha quan nhom BSC

tri cap cao

Su tng ho va _
Su tham gia cta

tham gia cua

H3 — nhémnha quantri | 0.485 | 0.156 | 3.118 | 0.002

nhém nha quéan

L cép trung
tri cap cao
Su tham gia cia Phan ting BSC
H4 - 0.274 | 0.098 | 2.789 | 0.005
nhom BSC thanh céng

. Su tham gia cua
Su tham gia cia
H5 ) — nhémnhaquantri | 0.503 | 0.132 | 3.801 | 0.000
nhom BSC ,
cap trung

Su tham gia ctia .
Phan tang BSC
H6 | nhém nha quan - . ) 0.191 | 0.071 | 2.711 | 0.007
o, thanh cong
tr1 cap trung

(Nguon: két qua tinh toan mé hinh SEM — Phu luc 8)
Céc hé s6 hdi quy déu nhan gia tri dwong, ching t6 cidc modi quan hé giita cac

cap khai niém nghién ciru theo gia thuyét H1 dén H6 déu duoc chip nhén.
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Viy, mé hinh nghién ctru 13 hoan toan phu hop véi truong hop Tong Cong ty

Dich vu Vién thong.

S ang hé va
tham gia cla
nhém nha quan
tri cap cao

Phan tang
BSC
thanh céng

H3
(+)

S tham gia
cla nhém BSC

. H6 (+)
S tham gia cua

nhom nha quan
tri cap trung

Hinh 3.8. M6 hinh nghién ctru chinh thirc tai Tong Cong ty Dich vu Vién théng

Tai Tong Cong ty Dich vu Vién théng, cac moéi quan hé giita bén khai niém
nghién ctru chinh thure la:

H1. Sy ung ho va tham gia ciia nhém nha quan tri cip cao c6 tac dong thuan
chiéu dén phan tang BSC thanh cong.

H2. Sy ung ho va tham gia cia nhom nha quan tri cip cao co tac dong thuan
chiéu dén sy tham gia ctia nhém BSC trong giai doan phéan ting BSC.

H3. Sy tng ho va tham gia ctia nhom nha quan tri cip cao cé tic dong thuan
chiéu dén su tham gia ctia nhom nha quan tri cip trung trong giai doan phéan tang BSC.

H4. Sy tham gia ciia nhém BSC c6 tac dong thudn chiéu dén phéan ting BSC
thanh cong.

H5. Su tham gia ctia nhém BSC c6 tac dong thuin chiéu dén sy tham gia cta
nhém nha quan tri cip trung trong giai doan phan ting BSC.

H6. Sy tham gia ctia nhém nha quan trj cap trung c6 tac dong thuan chiéu dén
phan ting BSC thanh cong.
3.4.4 Két qua nghién ciru dinh lwong chinh thirc

Sau khi kiém dinh su phu hop ctia mé hinh nghién ctru va cac gia thuyét nghién

ctru voi truong hop VNPT-Vinaphone, tac gia xac dinh tac dong truc tiép, gian tiép,
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tong hop giira cac khai niém nghién ctru trong mé hinh nghién ctru dya vao két qua
SEM mé hinh nghién ciru da duoc chuan hoa (Hinh 3.9).
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Hinh 3.9. Két qua SEM mé hinh nghién ctru (chuén hoa)

Két qua SEM md hinh nghién ctru d3 dugc chuan héa cho thy, tai VNPT-
Vinaphone, sy ing ho va tham gia ciia ba nhém nha quén trj c6 anh hudng rat 16n dén
phan tang BSC thanh cong v6i hé sé R? = 0.89. Piéu nay tng ho cao quan diém cua
nhiéu nha nghién ctru rang sy ing ho va tham gia ctia nhdm nha quan trj cap cao, cap

trung va nhém BSC ¢6 anh huéng chinh yéu dén phan tang BSC tai cac to chifc.
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S ung hd va
tham gia cla
nhém nhéa quan
tri cap cao

Sw tham gia

37 ctia nhom

.57 (H1)

(H3) BSC

.45 (H5)

Su tham gia cua
nhém nha quan
tri cép trung

BSC

719 (He)

Phéan téng

thanh céng

Hinh 3.10. Marc do tac dong giira cac khai niém nghién ciru tai Téng Cong ty

Dich vu Vién thong

Mirc d6 tac dong truc tiép giita bon khai niém nghién ctru dugc trinh bay &

hinh 3.10; mirc d6 tac dong truc tiép, gian tiép va tong hop giita bon khai niém nghién

ctru duoc tinh toan cu thé tai bang 3.9.

Bing 3.9. Mrc d6 tac dong tryc tiép, gian tiép va tong hop giita cac khai niém

nghién ctru tai Téng Cong ty Dich vu Vién thong

Bién doc lap
_, Su tham gia Su tham
Bién Su tham .
Tac dong | vaung ho cua gia cua
phu thudc ] gia cua ]
nhom NQT ] nhom NQT
. nhom BSC .
cap cao cap trung
Truyc tiép 0.80
Su tham gia cia nhom Gidn tiép 0.00
BSC :
Tong hop 0.80
. Truc tiép 0.37 0.45
Sy tham gia cua nhom S,
, Gian tiép 0.36 0.00
NQT cap trung ,
Tong hop 0.73 0.45
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, Tryec tiép 0.57 0.25 0.19
Phén tang BSC o,
A Gian tiép 0.34 0.09 0.00
thanh cong )
Tong hop 0.91 0.34 0.19

(Nguon: tic gia tw tinh todn)

Két qua thu dugc cho thiy, tai VNPT-Vinaphone, su ting ho va tham gia cua
nhom nha quan tri cip cao dong vai tro chinh yéu trong phan tang BSC thanh cong,
hé s thé hién mirc do tac dong téng hop c6 gia tri 14 Péng (rory = 0.91, 16n hon hin
gia tri cac hé s thé hién sy tac dong ctiia nhdm BSC (Bréng sc) = 0.34) va nhdm nha
quén trj cap trung (Bing vy = 0.19).

Su ung ho va tham gia cia nhoém nha quan tri cap cao khong chi anh hudng
tryc tiép dén phan ting BSC véi mirc d6 cao (Buue tiép rop) = 0.57) ma con anh hudng
gian tiép thong qua sy tac dong dén nhom BSC va nhém nha quan tri cap trung (Bgian
iiép (ror) = 0.34).

Nhom BSC chiu su chi dao truc tiép cua nhém nha quan tri cép cao va thuc
hién chirc nang, nhiém vu cua minh trong giai doan phan tﬁng BSC. Su anh huodng
tong hop ctia ho dén phan ting BSC thé hién & mirc trung binh Préng Bsc) = 0.34, trong
d6 phan chinh 14 d4nh huéng truc tiép (Buye iép sc) = 0.25), mdt phan nho 1a anh huong
gian tiép thong qua nhém nha quan tri cap trung (Bgian iép Bsc) = 0.09).

Mirc d6 4nh huong ciia nhom nha quan tri cap trung 1a khiém t6n nhat trong
ba nhém nha quén tri véi hé s6 Brng vimy = 0.19. Pay ciing chinh 1a mtc d6 anh hudng
tryc tiép ciia cic nha quan tri cip trung dén phan ting BSC thanh cong tai VNPT-
Vinaphone.

3.5 Tém tat Chwong 3

Trén co s& mo hinh nghién ctru Iy thuyét va thang do nhap dau cac khai niém
nghién ctru ctia md hinh, Chuong 3 gidi thiéu két qua nghién ctru anh hudng cua cac
nha quan tri dén phan tang BSC tai VNPT-Vinaphone gém céc noi dung sau:

(1) Gi6i thiéu khai quat vé Tong Cong ty Dich vu Vién thong,
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(2) Thuc hién nghién ctru dinh tinh dé diéu chinh “thang do nhap dau”, cu thé
1a tién hanh phuong phap phong van sidu mot s6 nha quan tri cia VNPT-Vinaphone
va mot s6 chuyén gia cia VNPT truc tiép trién khai BSC. Sau khi tién hanh phén tich,
tong hop cac ¥ kién, tac gia thu duoc thang do nhap hai c6 diéu chinh hoic bo sung
thém tiéu chi danh gia méi, cu thé nhu sau: (a) Xay dung méi ba tiéu chi: TOP1.2,
BSC4.2 va MID4.2; (b) Hoan thién va thu dugc sau tiéu chi: TOP2.2, TOPS.2,
BSC5.2, MID2.2, Y5.2 va Y6.2; (c) Tiéu chi BSC6.1 khong phu hop da duoc loai bo.

(3) Trén co s¢ “Thang do nhap hai” phu hop véi dac thu hoat dong SXKD cua
VNPT-Vinaphone, tic gia da tién hanh nghién ctru dinh luong véi hai giai doan so
b0 va chinh thurc.

Nghién ctru dinh luong so by dugc thuc hi¢n vl su hd tro cia phén mém
SPSS nham: (a) Panh gia do tin cay thong qua hé s Cronbach Alpha va hé sb tuong
quan bién - tong hiéu chinh; (b) Panh gia gia tri bang phuong phap phan tich EFA.
Két qua thu duogc 1a thang do nhap thir hai c6 do tin cay tot va c6 gia tri. Vi vay, thang
do nay tré thanh thang do chinh thirc ctia cac khai niém nghién ctru phu hop véi dac
thu hoat dong SXKD ciia Tong Cong ty Dich vu Vién thong.

Nghién ctru dinh luong chinh thirc duogc thyuc hién véi su ho trg cua phﬁn mém
AMOS va SPSS nhim kiém dinh chinh thirc thang do bang phan tich CFA va cac hé
s6 tin cdy tong hop, Cronbach Alpha; kiém dinh mé hinh nghién ctru bang mé hinh
ciu tric tuyén tinh SEM. Két qua cho thdy mo hinh nghién ctru 1y thuyét va cac gia
thuyét nghién ctru 12 hoan toan phu hop véi truong hop VNPT-Vinaphone.

Két qua cudi cung thu dugc & Chuong nay 1a mirc do tac dong truc tiép, gian

ti€p, tong hop gitra cac khai niém nghién ctru trong mo hinh nghién ctru.



130

CHUONG 4. THAO LUAN VA PE XUAT

Tir két qua nghién ctru thu duge & Chuong 3, Chuwong 4 thue hién cac noi dung
chinh: (1) Thao luan vé cac két qua nghién ciru bao gdm két qua nghién ctru dinh tinh
va dinh luong, (2) Dé xuit v6i cac nhom nha quan tri cia VNPT-Vinaphone nhim
ting cudng su tham gia cia ho trong phan tang BSC tai doanh nghiép; (3) Xac dinh
han ché ctia nghién ctru, tir 6 dinh hudng cho nhiing nghién ctru tiép theo.

4.1 Thao ludn vé cac két qua nghién ciru

Véi muc tiéu nghién ctiru anh hudng ctia nha quén tri dén phéan ting Thé diém
can bang (nghién ctru truong hop Téng Cong ty Dich vu Vién thong), tac gia di xay
dung mo hinh nghién ctru dua trén cac 1y luan nén tang vé Thé diém cén bang va Gng
dung Thé diém cin bang, vé su tham gia va anh hudng ctia cac nhom nha quan tri
dén phan tang Thé diém can bang. M6 hinh nghién ciru gdm bdn khéi niém nghién
ctru (“Sw ing hé va tham gia ciia cdc nha qudn tri cdp cao trong giai doan phén tang
BSC”, “Suw tham gia ciia nhém BSC trong giai doan phdn tang BSC”, “Sy tham gia
ciia cdc nha quan tri cdp trung trong giai doan phéan tang BSC”, “Phdn ting BSC
thanh céng”’) cing voi sdu modi quan hé giira bén khai niém nay. M6 hinh nghién ctru
thu duoc la su téng hop cac khai niém nghién ctru va céac mbi quan hé da duoc nhiéu
nha nghién ctru dé cip dén bang phuong phap nghién ctiru cha yéu 1a dinh tinh. Mot
s6 nha nghién ctru sir dung phuong phap dinh luong dé danh gia anh hudng truc tiép
ctia mot hodc t6i da 1 hai nhém nha quan tri dén tng dung BSC, chua c6 nghién ciru
nao ap dung phuong phép dinh luong danh gia dong thoi anh huong qua lai giita cac
khéi ni€ém nghién ctru nhu mé hinh nghién ctru ma tac gia da xay dung.

Viéc do luong anh hudng cua cac nhom nha quan tri cap cao, cip trung va
nhoém BSC dén phan tang BSC tai VNPT-Vinaphone xuit phat tir mo hinh nghién
ctru duoc dé xuat va thang do nhap déu cac khai niém nghién ctru. Quy trinh nghién
ctru duoc trién khai nham danh gia cac thang do cta cc khai niém nghién ctru, kiém
dinh mé hinh nghién ciru, tir @6 do luong anh hudng ctia cac nhom nha quan tri dén

phan tang BSC tai doanh nghiép. Quy trinh nghién ctru ndy c6 thé ap dung khong chi
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tai VNPT-Vinaphone ma con c6 thé ap dung duogc véi cac to chire, doanh nghiép khac
v6i yéu cau quy mé cac t6 chirc ndy du 16n dé dam bao vé ¢& mau nghién ciru cho
phan tich EFA, CFA va mo hinh SEM.

4.1.1 Thao luin vé két qua nghién ciru dinh tinh

Két qua nghién ctru dinh tinh tai VNPT-Vinaphone cho thiy, vé co ban cac
tiéu chi danh gia sy tham gia ctia cac nhém nha quan tri ciing nhu phan tang BSC
thanh cong tai VNPT-Vinaphone 1a tuong ty nhu quan diém chung cua céc nha
nghién ciru, tuy nhién cling can hoan thién hodc thay doi theo hai huéng: (1) phut hop
v6i dic thi hoat dong SXKD tai doanh nghiép; (2) thé hién sy anh hudng that sy dén
phan tang BSC thanh cong theo quan diém cua cic nha quan tri VNPT-Vinaphone.

Thir nhdt, VNPT-Vinaphone 1a mot Tong Cong ty c6 quy mé 16n voi nhiéu
cAp quan tri, cac don vi phan b6 khip 63 tinh/thanh phd, tinh chat cong viéc da dang
va chiu nhiéu 4p luc vé thoi gian, trinh d6 va nang lyc d6i ngii khong dong déu. .. nén
mot sd tiéu chi cta thang do nhap dau khong phu hop da dugc hoan thién (TOP6.1;
BSC4.1; MID2.1; Y5.1 va Y6.1) hoac loai bo (BSC6.1); cling nhu xay dung m&i mot
s tiéu chi thay thé cho cac tiéu chi ban dau (BSC5.1, MID4.1).

Viéc hoan thién tiéu chi “TOP6.1. CAc nha quan tri cap cao tich cyc tham gia
truyén thong vé BSC va tam nhin, chién luwoc ciia té chire” thanh tiéu chi “TOP5. Cac
nha quadn tri cdp cao tich cwc tham gia truyén théng vé BSC va tam nhin, muc tiéu chién
liwoc ciia Tong Cong ty hang ndm véi cac nha quan tri cap trung truede khi cde nha qudn
tri cdp trung chil tri trién khai phén tang tai don vi” vé ban chét van dé cao vai tro cua
céc nha quan tri cap cao trong viéc truyén thong vé BSC va tam nhin, chién lugc ciia
t6 chirc, tuy nhién cach thirc cac nha quan tri cap cao tham gia truyén thong co thé
thay doi linh hoat theo dic thu cia mdi to chirc, doanh nghiép. Néu to chic ¢6 quy
mo nho thi cac nha quan tri cip cao c6 thé truc tiép truyén thong dén moi cap, moi
thanh vién cta td chue. Nguoc lai, td chuc co quy mo 16n véi nhiéu cép quan tri, dia
ban rong khap nhu VNPT-Vinaphone thi cic nha quan tri cap cao chi can tap trung
truyén thong vé BSC va phén ting BSC, tam nhin va chién lugc... cho cac nha quan

tri cap trung dé ho thong sudt cac van dé lién quan va co trach nhiém truyén thong lai
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cho nhan vién trong don vi minh quan 1y. Diéu nay chtng to véi cac doanh nghiép
quy md 16n, pham vi tham gia truyén thong vé BSC cua cac nha quan tri cip cao nén
thu gon lai, thay vao d6 1a tang cudong su tham gia clia cac nha quan tri cip trung
trong hoat dong truyén thong dén can bd nhan vién tai don vi.

Céac nha quan tri VNPT-Vinaphone cho rang cing véi nhiém vu truyén thong
trong pham vi don vi, cac nha quan tri cip trung can két hop vdi chi dao quyét liét
phan ting BSC trong don vi thi méi that sy anh huong dén phan ting BSC thanh
cong. Do do, tiéu chi “MID4. Cdc nha quan tri cdp trung tich cuc truyén thong vé
cdc muc tiéu chién lugc cia Tong Cong ty va cua don vi, vé BSC néi chung, phdn
tang BSC néi riéng; dong thoi chi dao quyét liét phan tang BSC dén cdp cd nhan trén
pham vi toan don vi” dugc xay dung mdi dua trén nén tang tiéu chi “MID4.1. Cac
nha quan tri cdp trung tich cwc truyén thong vé BSC trong don vi minh phu trach”.
Tiéu chi MID4 thé hién nhom nha quan trj cap trung, trong khi thay mat cac nha quan
tri cap cao truyén thong vé BSC, can thé hién v&i nhan vién cta ho su quyét tim trién
khai tng dung BSC néi chung va phan ting BSC néi riéng trong toan don vi.

Tiéu chi “BSC4.1. Nhém BSC chii tri té chirc hop véi nhém nha quadn tri cdp
cao, cdp trung dé théng qua BSC dwoc Tong Cong ty phan bé xuéng cap don vi”
dugc hoan thién thanh “BSCS. Nhém BSC chii dong thu thép, phén tich va tong hop
¥ kién ciia nhém nha qudn tri cdp cao, cdp trung vé cac BSC dwoc phdn tang tir Tong
Céng ty xuong cap don vi dé hoan thién trede khi trinh Tong Giam doc Tong Cong
ty ky ban hanh”. Diéu nay thé hién nhom BSC can thu thap y kién cta cac nhom nha
quan tri cap cao, cAp trung va ting cudng vai tro ra soat, danh gia cac BSC dugc phan
tang tir cap to chirc xudng cap don vi, tuy nhién phwong phap trién khai ciing cn thay
d6i phut hop vé6i diéu kién thyc té. Véi nhitng t6 chirc quy mé gon nhe, nhiing cudc
hop v&i nhiéu dbi twong tham gia c6 thé duoc to chirc mot cach kha dé dang. Khi do,
c4c nha quan tri cac cap s& cung thao luan, nam bat va xir 1y hiéu qua nhiéu van dé
chua hop 1y khi thyc hién phan tang BSC cap t6 chire xudng cap don vi; nhém BSC
cling thuan loi hon trong viéc tong hop ¥ kién va chi dao cua cac nha quan tri cip cao

dé hoan thién cac BSC cap don vi. Tuy nhién, véi to chirc, doanh nghiép c6 dic thu
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nhu VNPT-Vinaphone, thay vi triéu tip toan bd cac nha quan tri cip trung dé cing
tham gia hop, du thao cac BSC dugc phan ting xudng don vi nén dugc giri cho cac
don vi lay ¥ kién déng gop. Nhém BSC c6 vai trd quan trong trong viéc thu thap,
phan tich va tong hop ¥ kién dé hoan thién cac BSC phan tang xubng don vi.

Tiéu chi “BSCG6.1. Nhém BSC chii tri xem xét lai cdc BSC dwoc phdn tang va
16 chirc lam viéc véi cdc nhém dé hoan thién cac BSC duoc phan td‘ng tai don vi”
dugc loai bo trong diéu kién thuc té cia VNPT-Vinaphone. Nhém BSC chi ¢6 kha
nang ra soat cac BSC phén tang tir cip Tong Cong ty xudng don vi ma khong du
nguén luc dé tham gia hoan thién cac BSC dugc phan téng tai mdi don vi truc thudc.
Mic du viéc ra soat cac Thé diém duoc phan tﬁng 0 moi cép déu thuc su can thiét,
tuy nhién tily vao quy mé tirng t6 chirc, ty vao sb luong va thanh phan nhom BSC
dé lya chon phuong phép trién khai phii hop. Vi céc t6 chiic, doanh nghiép c6 quy
moé 16n nhu VNPT-Vinaphone, phan tang BSC tai don vi hoan toan do Truéng don
vi chu tri va chiu trach nhiém.

Trinh d9, nang luc doi ngli khong déng déu, ty 1€ lao dong co trinh d0 dudi dai
hoc khé cao ¢ nhidu Trung tdm Kinh doanh tinh/thanh phé c6 anh hudng truc tiép
dén qua trinh trién khai phan tang BSC tai VNPT-Vinaphone. Bén canh d6, ap luc
cong viée cling gay kho khin cho can bd nhan vién cac don vi b tri thoi gian nghién
ctru tim hiéu vé BSC; quy md Tong Cong ty 16n nén nhom BSC khong dé dang hd
tro cho cac don vi trién khai phan téng va t chuc dao tao vé BSC cho moi dbi tuong
can bd, nhan vién. Dé khic phuc nhitng kho khin nay, tiéu chi “BSC4. Nhém BSC
xdy dwng hé thong tai liéu khoa hoc, chi tiét, dé hiéu va phi hop véi timg doi twong

’

tham gia dé truyén thong vé BSC va hwdng dan trién khai phdn tang tai cdc don vi.’

I4
A

da duoc xay dung méi thay thé “BSCS5.1. Nhém BSC hé tro cdc nha qudn tri cdp
trung trong suét giai doan phdn tang BSC tai cdc don vi”. Tiép dén, khi dd co hé
thdng tai liéu vé BSC va phan tang BSC phu hop thi tiéu chi “MID2.1. Cdc NOT cdp
trung tich cuc tham gia cac khoa dao tao vé BSC” duoc hoan thién thanh “MID2.
Cdc nha quan tri cdp trung tich cuc tham gia cdc khéa dao tao vé BSC két hop tie

nghién ciru vé BSC va phan tang BSC”.
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Hai tiéu chi Y5.1 va Y6.1 cua thang do “Phan ting BSC thanh cong” duoc
hoan thién ciing lién quan dén dac thu vé trinh do va nang lyc doi ngii cia VNPT-
Vinaphone. Theo quan diém ctia cic nha quan tri tai Vinaphone, yéu cau vé k¥ ning
trién khai BSC khong nén dit ra ddi véi moi nhan vién, do d6 tiéu chi “Y5.1. Moi
nhdn vién trong don vi ¢é kién thirc vé BSC va ky ndng trién khai BSC, c¢6 théi d¢ iing
hé va tan tam doi véi BSC” duoc diéu chinh thanh “Y5. Moi nhan vién trong don vi
c6 kién thire vé BSC, c6 thdi do iing hé va tan tam doi véi BSC”. Tuong ty nhu vy,
tiéu chi “Y6.1. Moi nhdn vién trong don vi hiéu dwoc cdac muc tiéu va thude do cia
cac BSC duoc phan tdng tai don vi” cling dugc diéu chinh thanh “Y6. Moi nhdn vién
trong don vi hiéu cdc muc tiéu ké hoach BSC duoc ccfp trén giao cho bo phan ma ho
lam viéc va nam chdc cac muc tiéu ké hoach BSC cd nhdn dé chii dong 16 chire trién
khai thuc hién”.

Thik hai, theo quan diém cta cac nha quan tri VNPT-Vinaphone, céc tiéu chi
TOP1.1, TOP2.1 va TOP3.1 céan thay d6i hodc hoan thién dé thé hién sy anh huong
that sy dén phan tang BSC thanh cong.

Tiéu chi “TOP1- Cdc nha qudn tri cdp cao chi dao quyét liét phan tang BSC
dén cdp cd nhan trén pham vi toan Tong Cong ty” duge xay dung moi thay thé cho
“TOP1.1. Cac NOT cdp cao hiéu viéc trién khai phdn tang BSC sé mang lai loi ich
cho t6 chirc” thé hién sy tham gia cia nhém nha quan tri cap cao can ¢ mirc do cao
hon, d6 13 “chi dao quyét liét phan ting BSC” chir khong chi don gian hiéu loi ich
clia viéc phan tang.

Mac du thang do “Su ung hd cia nhom nha quan tri cép cao” ciia mot sb nghién
ctru ¢6 hai tiéu chi “TOP2.1. Cdc nha qudn tri cdp cao cam két ing ho trién khai
phan tang BSC trong toan bé t6 chire” va “TOP3.1. Cdc nha qudn tri cdp cao sdn
sang cung cdp day dit nguon luc dé trién khai phan tang BSC trong toan bé t6 chire”
nhung cac nha nghién ctru hang dau vé BSC nhu Kaplan & Norton, Niven,... thi nhan
manh sy tng hd ctia nhém nha quan tri cp cao can thong qua ca 10i noi va hanh dong.
Quan diém chung cua cac nha quan tri & VNPT-Vinaphone theo huéng thir hai, su

ung ho bang 161 noi (“cam két ung hd™’) cua cac nha quan tri cap cao khong thé tach
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101 voi hanh dong (“sin sang cung cap day du nguon lyc™) thi méi thuce su anh hudng
dén phan ting BSC thanh coéng. Do d6, hai tiéu chi TOP2.1 va TOP3.1 da duoc két
hop dé thanh mot tiéu chi “TOP2. Cdc nha qudn tri cdp cao cam két iing hé trién
khai phén tang BSC va san sang cung cdp day di nguon lyc dé trién khai phan tang
BSC trong toan bé t6 chirc”.

Tom lai, trong 21 tiéu chi cua thang do chinh thtrc, c6 12 tiéu chi duoc gil
nguyén (chiém ty 18 57.1%), 6 tiéu chi duoc hoan thién tir thang do nhap dau (chiém
ty 1¢ 28.6%) va 3 tiéu chi dugc xay dung méi (chiém ty 18 14.3%). Thang do niy c6
thé duoc ap dung cho cac doanh nghi€p c6 dac thu hoat dong SXKD tuong ty nhu
VNPT-Vinaphone, cu thé 1a ¢6 quy md 1én voi nhiéu cap quan tri, dia ban hoat dong
rong, trinh d§ va nang luc doi ngii khong déng déu... Khi do, cac tiéu chi can duge
hoan thién hoic thay d6i theo huéng giam pham vi tham gia ciia nhom nha quan tri
cap cao va nhom BSC trong giai doan phan tang BSC két hop ting cudng su tham
gia va chu dong trién khai phan ting BSC cua cac nha quan tri cip trung; thay doi
phuong phap t6 chirc trién khai mot sé nhiém vu ctia nhém BSC va nhom nha quan
tri cép trung; giam yéu cau dit ra d6i véi toan bod nguoi lao dong. Ngoai ra, khi thyc
hién nghién ctru twong tu voi bat cr mét t chirc, doanh nghiép ndo, cac nha nghién
ctru hoac cac nha quan tri co thé tham khao thém su thay thé cac tiéu chi TOP1.1,
TOP2.1 va TOP3.1, bai hai tiéu chi TOP1 va TOP2 khong chiu tac dong boi quy mo
va dac thu cia doanh nghi¢p ma chi thé hién sy anh huong that su dén phan téng BSC
thanh cong theo quan diém cua cac nha quan tri VNPT-Vinaphone.

4.1.2 Thao luin vé két qua nghién ciru dinh lwong

Két qua nghién ctru dinh luong so bd va chinh thire tai VNPT-Vinaphone cho
thay thang do nhép th{r hai c6 d6 tin cdy t6t va c6 gid tri nén tré thanh “thang do chinh
thirc” cac khai niém nghién ctru trudng hop Tong Cong ty Dich vu Vién thong, mo
hinh nghién ctru va cac gia thuyét nghién ciru 1a hoan toan phu hop véi trudng hop
Téng Cong ty Dich vu Vién thong. Két qua nay khong chi gop phan khang dinh ma
con hé thdng hoa cac mdi quan hé di dugc cic nha nghién ciru gidi thiéu don 1é ¢ cac

nghién ctru khac nhau.
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Két qua SEM mo6 hinh nghién ctru d3 duoc chuin hoa véi hé sé R2 = 0.89 cho
thdy, sy ing ho va tham gia ctia ba nhdm nha quan trj c6 anh hudng rat 1on dén phan
tang BSC thanh cong tai VNPT-Vinaphone. Diéu nay hoan toan ung hd quan diém
ctia nhiéu nha nghién ctru vé tAm quan trong cua su ung ho va tham gia ciia nhém nha
quan tri cap cao, cap trung va nhém BSC trong phén tang BSC tai cac t6 churc.

Két qua xac dinh mtrc do tac dong truc tiép, gian tiép va tong hop giita bdn
khai niém nghién ctru tai VNPT-Vinaphone phu hop véi quan diém chung cua rat
nhiéu nha nghién ctru, d6 1a su ting ho va tham gia cua cic nha quan tri cap cao, cip
trung va nhom BSC déu anh hudng that sy dén phan tang BSC thanh cong tai mdi t6
chtrc, doanh nghiép; mitc d6 anh hudng ciia mdi nhom nha quén tri dén phéan tang
BSC 1a khac nhau, trong d¢6 nhom nha quén trj cip cao c6 anh huong 16n nhét dén
phan tang BSC thanh cong. Cu thé 1a:

Thit nhdt, néu chi xét anh hudng truc tiép ciia cac nhém nha quan tri dén phan
tang BSC thanh cong tai VNPT-Vinaphone thi nhém nha quan tri cip cao c6 anh
hudng 16m nhit véi Beye tiép (tor) = 0.57, tiép dén 1a nhém BSC voi Buye tiép esc) = 0.25,
cudi cing 1a nhom nha quan tri cip trung voi Prrue tiép vipy = 0.19.

Thit hai, néu xét thém cac anh hudng truc tiép gitra cac nhém nha quan trj thi
c6 thé thay rang vai trd ctia nhoém nha quén trj cap cao ting thém do ho con co tac dong
truc tiép va thuan chiéu dén sy tham gia cia nhém BSC (véi Bror-ssc = 0.80) ciing nhur
nhém nha quan tri cap trung (v6i Brop-mip = 0.37). Nhom BSC ciing tac dong truc tiép
va thuan chiéu dén su tham gia ctia nhom cap trung (v6i Pesc-mip = 0.45).

Téng thé, mic do tac dong tong hop ctia nhom nha quan tri cap cao dén phan
tang BSC thanh cong tai VNPT-Vinaphone ¢ gia tri vuot trdi (Bréng (rop) = 0.91) S0
v6i mirc do tac dong tong hop ctia nhém BSC (Bing 3sc) = 0.34) va nhém nha quan
tri cap trung (Bewng vipy = 0.19).

Riéng v4i nhom nha quan tri cap cao, mot sb tac gia, trong d6 co6 Kaplan &
Norton, tham chi con cho rang, su ung ho va tham gia ciia cac nha quén tri cip cao
trong qua trinh tng dung BSC khéng chi 1a diu kién can ma con 1a diéu kién du dé

mg dung BSC thanh céng; mot sé khac thi lai cho rang sy tham gia va tng ho cia
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cac nha quan tri cip cao 1a diéu kién can d6i voi qud trinh trién khai tmg dung BSC,
tuy nhién diéu nay c6 1a diéu kién du hay khong thi can danh gia cu thé hon. Két qua
danh gia tai VNPT-Vinaphone tng ho nhom quan diém thir hai: nhém nha quan tri
cap cao c6 anh hudng rat 16n dén phan ting BSC thanh cong va muc d6 dong gop la
hon hin so véi hai nhém con lai, tuy nhién van c6 mét phan déng gép cua nhom BSC
va nhém nha quan tri cip trung vao phan tang BSC thanh cong.

Céc két qua trén minh chimg cho cac xu hudng chung dugc rat ra tir rat nhidu
nghién ctru, ma chu yéu tir nghién ciru dinh tinh. Do chua c6 nghién ctru dinh lugng
nghién ctru anh hudng dong thoi ca ba nhém nha quéan tri dén tng dung BSC noi
chung hay ciia dén giai doan phan tang BSC néi riéng nén khong thé so sanh truc tiép
cac két qua cua nghién ctru ndy véi két qua cac nghién ctu trude day. Vi mot sd
nghién ctru dinh luong c6 lién quan dén anh hudng ciia mot hoic hai nhém nha quan
tri dén tng dung BSC noi chung thi két qua nghién ciru ciia tac gia chi c6 thé so sanh
mot cach twong dbi.

Mot sé nghién ctru dinh luong nhu cua Tung & cong su (2011), Schlieper
(2014), Tran Qudc Viét (2012)... chi dé cap dén nhom nha quan tri cip cao ciing mot
s6 yéu td khac c6 anh huong dén ing dung BSC nén két qua cila cac nghién ciru nay
chi khang dinh vai tro ctia nhém nha quan trj cap cao ma khéng so sanh dugc mirc do
anh huong dén tmg dung BSC thanh cong giita cdc nhém nha quén tri. Vi du nhu
Tung & cong su sit dung mo hinh hoéi quy dé nghién ctru anh hudng cua “Sir dung
céc thude do hiéu suét da chiéu” va “Su ung hd cua cac nha quan tri cép cao” dén
tmg dung BSC thu duoc két qua ham hdi quy 1a phu hop, cic hé sé hdi quy twong
g 13 0.343 va 0.487 [91]. Schlieper sir dung md hinh hdi quy dé nghién ctru anh
huong cta “Tan suit thay ddi chién luge”, “Su ung ho ctia cac nha quan tri cép cao”
va “Thoi gian phat trién tng dung BSC” dén tmg dung BSC thanh céng thu dugc chi
¢6 2 yéu t6 dau tién 1a c6 anh hudng that sy, vai cac hé sb hdi quy twong tng 1a 0.546
va 0.780 [85].

Vi mot sb nghién ctru dinh luong cé dé cap dén hai nhom nha quan tri nhu

clia Assiri & cong su (20060, Chan (2004)... thi déu dénh gia cao sy anh hudng cia
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hai nhém nha quan tri lién quan dén tng dung BSC thanh cong, tuy nhién mirc do
anh hudng ctia nhom cip cao lai khong duge danh gid cao hon nhom con lai nhu quan
diém chung cua nhiéu nha nghién ctru ciing nhu két qua thu dwoc tir nghién ctru
treong hop VNPT-Vinaphone. Véi nghién ctru ctia Assiri & cong su thi tir phan tich
thong ké gia tri trung binh (v6i dir liéu thu thap bang thang do Likert 5 diém), trong
s6 27 yéu t6 anh hudong dén timg dung BSC, sy tham gia ctia nhom BSC xép vi tri thir
hai véi murc diém trung binh 13 4.0453 (trén 5.0), sy cam két cia nhoém nha quan tri
cap cao xép thir ba voi mire diém trung binh 13 4.0114 (trén 5.0). Hai yéu t6 lién quan
dén nhom nha quan tri cip cao va nhém BSC dugc danh gia rat cao trong cac yéu to,
tuy nhién theo két qua nay, sy anh huéng ctia nhom BSC c6 phan cao hon sy anh
huoéng ctia nhom nha quan tri cap cao dén tng dung BSC thanh céng [26]. Chan dé
cap dén nhom cap cao va cap trung c¢6 anh hudng dén ing dung thanh cong mot cach
gian tiép thong qua cic nguyén nhan anh hudéng dén tng dung BSC khong thanh
cong. Ong st dung phuong phap phén tich thong ké gia trj trung binh va str dung
thang do Likert 5 diém (1- hoan toan khong dong ¥, 5- hoan toan dong ¥ véi 1y do
dugc néu). Lién quan dén nhém cép cao va cip trung cé hai nguyén nhén trong s 15
nguyén nhan duoc dé cap: (1) “Cac nha quan tri cap trung qua ban giai quyét cac
nhiém vu ngan han” v6i mirc diém trung binh 4.00; (2) “Su ung ho khong day du cia
cac nha quan tri cAp cao” v6i muc diém trung binh 3.33. Tir két qua nay, xét theo
chiéu nguoc lai, su ing hd ciia cac nha quan tri cp cao khong duoc danh gia cao
bang su tham gia tich cuc cia cac nha quan tri cap trung néu t6 chirc mudn tng dung
BSC thanh cong [31].

Céc két qua nghién ctru thu duge véi truong hop VNPT-Vinaphone va noi
dung thao luan vé két qua nghién ctru 14 co s¢ dé xuat ting cuong sy tham gia cia
céac nhom nha quan tri trong phéan tang BSC tai VNPT-Vinaphone, dong thoi cho thay
nhu cau thyc hién cac hudng nghién ciru tiép theo vé anh huong ciia cac nha quan trj
dén phan ting BSC noi riéng va tmg dung BSC néi chung nham trién khai thanh cong

mo hinh nay tai cac to chirc, doanh nghiép.
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4.2 Mot sé dé xuit v6i cAc nhém nha quan tri tham gia phin ting Thé
diém can bang tai Tong Cong ty Dich vu Vién thong

(1) Véi nhém nha qudn tri cdp cao ciia VNPT-Vinaphone:

Tai VNPT-Vinaphone, nhém nha quén tri cip cao c6 anh hudng 16n nhat dén
phan ting BSC thanh céng trén pham vi toan Tong Cong ty. Mirc diém trung binh
cac tiéu chi do ludong “Su ting hd va tham gia ctia nhom nha quan trj cap cao” duoc
danh gia tir nghién ctru dinh lugng chinh thirc 1a 4.23/5 1a & mirc kha cao va 1a cao
nhat so voi mic diém trung binh ctia nhém BSC (3.85/5) va nhom nha quan tri cap
trung (3.916/5) (Phu luc 9). Trong nam tiéu chi thé hién “Sy ung ho va tham gia cta
nhém nha quan tri cip cao” thi muc diém trung binh ciia cac tiéu chi 13 gan tuong tu
nhau (Phuy luc 9), trong d6 tiéu chi thtr nim (TOP5) ¢6 phan duoc danh gia thip nhat
(do gia tri trung binh ciia thang do néu loai bién nay 13 cao nhat 17.04 — Phu luc 9),
tiép dén 14 tiéu chi thi ba (TOP3). Két qua nay cho thdy, cac nha quan tri cip cao cia
VNPT-Vinaphone nén tich cuc truyén théng vé tam nhin va muc tiéu chién luoc cia
Téng Cong ty hang nim v&i cac nha quan tri cap trung, giup ho nim rd vé hudng di
chung ctia Tong Cong ty, tir d6 dan dit don vi minh di theo diing hudng cua toan
doanh nghiép. Trong qua trinh phan tang BSC cip Toéng Cong ty xudng cap don vi,
cac nha quan tri cap cao can quan tdm hon nita dén cac thudc do cua cac don vi dé
cac don vi thuén loi trién khai chtrc nang, nhi¢ém vu cua minh gop phén dat dugc muc
tiéu chién lugc chung ctia Tong Cong ty.

Céc tiéu chi dugc danh gia cao véi nhom nha quan tri cap cao la TOP1 va
TOP2 (Phu luc 9), d6 1a “cac nha quan tri cip cao chi dao quyét liét phan ting BSC
dén cap ca nhan trén pham vi toan Tong Cong ty” va “cam két ting ho trién khai phan
tang BSC va sin sang cung cip day di ngudn luc dap ting hoat dong phan tang BSC
trén pham vi toan Tong Cong ty”, tuy nhién can luu ¥ theo két qua phong van dinh
tinh “cap dudi phai dé xuét va phai c6 dau mdi tong hop, giai trinh su hop 1y vé cac
ngudn lyc nay”.

(2) Voi nhom chu tri BSC

Ciing nhu quan diém cta Kaplan & Norton, Niven, Rohm & Halbach. .., nhém
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BSC tai VNPT-Vinaphone chiu trach nhiém xay dung va trién khai ké hoach phan
tang BSC, ké hoach do tao va truyén thong vé BSC, tham gia danh gia cac Thé diém
dugc phan ting tir Téng Cong ty xudng cap don vi... nén su tham gia ciia nhém anh
hudng tryc tiép dén phan tang Thé diém cén bang thanh cong. Nhom BSC c6 trach
nhiém truyén dat ké hoach phan ting BSC dén cac don vi trong Tong Céng ty, to
chtrc ddo tao va truyén théng vé BSC cho cac nha quan tri cdp trung va nhan vién
trong Téng Cong ty, hd trg cac nha quan tri cép trung trong viéc xac dinh cac muc
tiéu chién luoc hudng theo cac muc ti€u chién lugc céip cao... nén c6 anh hudng truc
tiép dén su tham gia ciia nhém nha quan tri cap trung.

Murc diém trung binh cac tidu chi do luong “Sy tham gia ctia nhom BSC” duoc
danh gia tir nghién ctru dinh lugng chinh thirc (3.85/5) 1a thap nhat so voi hai nhom
nha quan tri cap cao va cdp trung, thé hién sy tham gia chua that sy dung mic cua
nhom nay. Tiéu chi can xem xét dau tién 1a BSC4 voi gia tri trung binh cia thang do
néu loai bién 13 cao nhat 15.54 (Phu luc 9). Diéu nay 13 hoan toan phu hop vi két qua
phong van dinh tinh cho thay hién nay Tong Cong ty chua c6 céc tai lidu, van ban
huéng dan vé BSC va phan tang BSC, cac biéu mau, chi tiéu KPI mau... dugc trinh
bay mot cach khoa hoc, ngin gon, dé hiéu phu hop véi timg d6i tugng nham hd tro
cac nha quan tri cAp trung trién khai phan tang tai don vi, trong khi cac nha quan tri
cap trung lai rat can nhitng dang tai liéu, vin ban nay. Pay 13 viéc ma nhom BSC can
quan tdm xay dung cang som cang tot. Tiép dén 1a tiéu chi BSC5 va BSC2 (gi4 tri
trung binh cta thang do néu loai bién 13 cao nhit 15.46 va 15.45 (Phu luc 9)). Tiéu
chi BSC2 vé “t6 chirc dio tao va truyén thong vé BSC cho cac nha quan tri cip trung
va nhan vién trong toan t6 chirc” khong duogc da s6 danh gia cao. Theo két qua phong
van thi cong tac dao tao vé BSC tai VNPT-Vinaphone chua duoc thuc hién thuong
xuyén, dic biét 1 huin luyén cac k¥ ning trién khai phan ting BSC cho cac don vi.
Nhom BSC khong thé xem nhe van dé nay vi Tong Cong ty ¢6 quy mo 10, trinh do
nhén luc rat khac nhau & cac don vi tinh thanh. Nhém BSC can tién hanh xay dung
hé thdng tai liéu huéng dan vé BSC chi tiét, phu hop véi ting dbi tuong, két hop voi

t6 chirc dao tao va truyén thong truc tiép cho cac don vi thuoc Tong Cong ty.
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Viéc “Nhom BSC chu dong thu thap, phan tich va tong hop v kién ctia nhém
nha quén tri cip cao, cp trung vé cac BSC duoc phan tang tir Téong Cong ty xudng
cap don vi dé hoan thién trudc khi trinh Téng Giam dbc Tong Cong ty ky ban hanh”
(BSC5) ciing khong duge danh gia tot, mic du dinh ky nhém nay van t6 chic thu
thap ¥ kién gop y vé trién khai phan ting BSC tir cac don vi nhung trén thuc té, cac
¥ kién nay thuong chua dugc tong hop, xtr Iy va phan hoi tré lai cho cac don vi.

bay 1a mot nhiém vu can dau tu thoi gian va nguén luc, do vay thuong truc
nhém BSC can dé xuat voi nhom nha quan tri cép cao dé c6 su bd tri nguén luc thuc
hién tot nhiém vu nay hon. Piéu nay hoan toan thuén lgi vi theo phéan tich & trén, cac
nha quan tri cap cao cia VNPT-Vinaphone sin sang cung cap day du nguon luc dap
g hoat dong phan tang BSC trén pham vi toan Tong Cong ty khi cap dudi dé xuat
va giai trinh sy hop 1y vé céc nguodn luc nay.

Hai tiéu chi duoc danh gia c6 phan tét hon vi nhom BSC 1a BSC1 va BSC3
(Phu luc 9), ciing 13 cac tiéu chi dugc giit nguyén nhu thang do nhap dau, thé hién
cac yéu cau theo quan diém chung cta nhiéu nha nghién ctru véi sy tham gia cua
nhém BSC vé co ban duoc nhom BSC ciia VNPT-Vinaphone dap tung. Do 13, “céc
thanh vién trong nhom BSC c6 day du kién thirc vé BSC va k¥ nang trién khai phan
tang BSC, ¢d hiéu biét k¥ cang vé muc tiéu chién lugc chung cia to chirc va cac don
vi” va “xay dung va truyén dat rd rang ké hoach phéan tang BSC dén cac don vi trong
toan to chirc”.

(3) Véi nhém nha quadn tri cdp trung

Theo cac quan diém chung, sy tham gia ctia nhém nha quan tri cap trung la
khong thé thiéu ¢ budc phan ting BSC xudng cac cip thap hon trong té chuc. Tai
VNPT-Vinaphone, cic nha quan tri cap trung c6 anh hudng tryc tiép dén phan tang
BSC thanh cong. Tuy mirc d6 anh hudng cua ho 13 khong cao nhung khong thé bo
qua sy tham gia ctia nha quén trj cap trung trong phan tang BSC. Ho can tham gia cac
khoa dio tao vé BSC dé hiéu rd vé BSC, co cac nang lyc can thiét dé trién khai phan
tang Thé diém tai don vi minh quan 1y. C4c nha quan trj cip trung dugc phd bién vé

chién lugc phat trién cia Tong Cong ty, tham gia mot phan vao qua trinh phan ting
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BSC cip Tong Cong ty xudng cap don vi va 1a ngudi ch tri trién khai phan ting Thé
diém thanh cong tai don vi minh quan Iy...

Mirc diém trung binh cac tiéu chi do ludng “Su tham gia ctia nhom nha quan
tri cAp trung” dugc danh gia tir nghién cru dinh lwong chinh thirc (3.916/5) ¢6 phan
cao hon so véi nhom BSC, cho thdy su c6 ging tham gia ctia ho vao phan ting BSC.
Dua vao “gia tri trung binh cta thang do néu loai bién” (Phy luc 9), tiéu chi MID1
duogc danh gia cao nhat, nguoc lai, tiéu chi MIDS dugc danh gia thép nhat. Két qua
nay ching to nhin chung, cdc nha quén tri cdp trung cam két ing ho trién khai phan
tang BSC nhung chua phan bd da ngudn lyc va thoi gian dé trién khai phan ting BSC
trong don vi ho phu trach. Phai chiang khdi lwong cong viéc noi chung cua cac nha
quan tri cap trung qua nhiéu hay ho khong du ngudn lyc dé phan bo cho phan tang
BSC? Nguyén nhan ciia van dé nay can duoc nhom BSC tim hiéu cy thé dé dé xuat
v6i nhém nha quan tri cap cao ¢ chu truong hd trg nhém nha quan tri cap trung trong
trién khai phan ting BSC tai don vi.

(4) Voi cac nhom nha quan tri noi chung

Mirc diém trung binh cac tiéu chi do luong “Phan ting BSC thanh cong tai
VNPT-Vinaphone” dugc danh gia tir nghién ctru dinh luwong chinh thic 1a 3.843/5,
v6i mirc diém trung binh theo timg tiéu chi 16n nhat 13 4.158, nho nhét 1a 3.446 (phu
luc 9). Dua vao “gia tri trung binh cua thang do néu loai bién” (Phu luc 9), ti€u chi
Y1 duoc danh gid cao nhat do trén thuc té cac don vi thuoc VNPT-Vinaphone di phat
trién BSC ¢ moi cép do cua don vi, két thac & BSC cép ca nhan. Nguoc lai, tiéu chi
Y5 “Moi nhan vién trong don vi c6 kién thirc vé BSC, ¢6 thai do ung ho va tan tam
d6i voi BSC” duoc danh gia thap nhat mot 1an nita cho thdy VNPT-Vinaphone can
tang cuong cong tac ddo tao va truyén thong vé BSC cho cac nha quan tri cap trung
va nhén vién trong toan t6 chirc.

Céc tiéu chi lién quan dén ndi dung cta cac Thé diém dugc phan tang (cac
muc tiéu, thudc do, chi tidu) gdm Y2, Y3, Y4 c6 muc diém trung binh khd tuong
dé)ng, trong do6 ti€u chi Y2 (“Cac BSC dugc phan tﬁng tai don vi dat dugc su lién két

v6i chién luge ciia Tong Cong ty va c6 anh huong dén muyc tiéu chung cia Tong Cong
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ty”), Y3 (“Cac BSC duoc phan ting tai don vi phu hop voi dic thu san xuét kinh
doanh cua cap twong tng”) duoc danh gia tét hon Y4 (“Cac BSC dugc phan tang tai
don vi thé hién rd sy can béng gitra viéc dat dugc cac muc ti€u riéng cua don vi voi
cac muc tiéu chién luoc cua td chic va khong mau thuan véi cac muc tiéu riéng cua
cac don vi khac”) ching to néu xét riéng tirng Thé diém thi dam bao nguyén tic phan
tang BSC, nhung dit vao tong thé thi tiéu chi “can bang” khong d& dang thyc hién
duge. Néu nhom BSC ting cuong su tham gia (theo tiéu chi BSC5), cac nha quan tri
cap cao quan tim hon nita dén cac thude do cta cac don vi (theo tiéu chi TOP3), va
cac nha quan tri cap trung duoc tham gia vao budc phan ting BSC cap Tong Cong ty
xudng cap don vi (theo tiéu chi MID3) thi viéc thue hién tiéu chi Y4 chic chan s& dat
két qua tot.

4.3 Han ché ciia nghién ctru va huéng nghién ctru tiép theo

4.3.1 Han ché ciia nghién ciru

Nghién ctru cia tac gia con c6 mot s6 han ché lién quan dén mau nghién ciru,
ndi dung thu thap dir licu dinh tinh, pham vi ndi dung nghién ctru va khong gian
nghién curu.

Thi nhat, mau nghién ctru dinh tinh (gdm mot s6 nha quan tri thuéc nhém chu
tri trién khai BSC, nhom nha quan tri cip cao, cdp trung da tham gia giai doan phan
tang BSC tai VNPT-Vinaphone va mét s6 chuyén gia trién khai ing dung BSC tai
VNPT) duoc liy theo mau thuén loi. Tuy tac gia di dimg phong van khi thong tin thu
thap thém tir nha quan tri dugc phong van cudi cung khong c6 gi méi so véi thong
tin da thu thap tir cac chuyén gia va nha quan tri duoc phong van trude d6, nhung véi
tong thé, sb luong cac nha quan tri cip trung dugc phong van con it nén co thé bi bo
sot thong tin. Vé mau nghién ctru dinh lugng, mic du duoc su hd tro nhiét tinh cla
mot s6 Lanh dao Ban va chuyén vién cia VNPT va VNPT-Vinaphone trong thu thap
phiéu tra 101 khao sat, sé lwong phiéu thu lai dugc chi vira du vuot qua kich thudc
mau tdi thiéu dé phuc vu nghién ctru. Véi téng 312 ddi twong can thu thap y kién, néu
s6 d6i twong tham gia tra 101 phiéu khao sat cao hon thi két qua thu duoc vé muc do

anh huong cta cic nhdm nha quan tri dén “phan tang BSC thanh cong cua VNPT-
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Vinaphone” s& c6 y nghia hon. T4c gia khong thu thap duoc day du thong tin c4 nhan
ctia nguoi tra 101 phiéu diéu tra nén khong thé xac dinh chinh x4c s6 ca nhan tham gia
tra 101 phiéu ¢ mdi don vi va don vi ndo khong c6 ngudi tra 101 phiéu. ..

Thi hai, trong nghién ctru dinh tinh, tac gia chi tap trung vao viéc kiém tra
thude do theo diing muc tiéu cta nghién ctru dinh tinh 1a dé diéu chinh “thang do
nhap dau” cho phu hop véi dic thu cua to chire, doanh nghiép ma chwa khai thac sdu
vé sy tham gia ctia cac nha quan tri dé bd sung thém cho nhitng dé xuét, khuyén nghi.

Thit ba, pham vi ndi dung nghién ciru chi véi mot giai doan phan tang BSC tai
mot doanh nghi¢p nén chi khéng dinh dugc mirc d§ anh hudong cua cac nhom nha
quan tri cap cao, cap trung va nhém BSC 1a khac nhau, trong d6 nhom nha quan tri
cAp cao c6 anh huong 16n nhat dén giai doan nay. Két qua nghién ctu chua chi ra
duge mire d6 anh hudng ciia mbi nhom nha quén tri dén mdi giai doan trong quy trinh
tng dung BSC sé& thay doi theo giai doan khac nhau. Tuy nhién, viéc nghién ctu
tuong tu v6i tit ca cac giai doan cua quy trinh doi hoi khéi lugng nghién ciru 16n nén
vuot qua khuon kho cua ludn an.

Thtr tu, khong gian nghién ctu dugc thyc hién trong pham vi mot doanh
nghiép 1a Tong Cong ty Dich vu Vién thong nén két qua nghién ctru chua gop phan
1am 6 quan diém vé mirc d6 anh hudng cua cac nhom nha quan tri 1a khac nhau &
céc tb chirc, doanh nghiép khac nhau. Tuy nhién, viéc thu thap s6 liéu phuc vu nghién
ctru & m&i mot doanh nghiép déu that su can nhiéu thoi gian va cong sirc nén can cé
nhirng nghién ctru tiép theo méi co thé cung cép cac két qua dinh lwong minh chimg
cho quan diém néu trén.

4.3.2 Huéng nghién ciru tiép theo

Duya vao két qua nghién ciru va mét s6 han ché cia nghién ciru, tac gia dé xuat
mot s6 hudng nghién ciru tiép theo nhu sau:

Thi nhat: nghién ciru anh hudng cia cac nhém nha quan tri cap cao, cip trung
va nhom BSC dén cac giai doan khac nhau trong quy trinh @mg dung BSC tai mot to
chtrc, doanh nghiép cu thé. Vi du véi VNPT-Vinaphone, c6 thé nghién ctu tiép voi

giai doan chuan bi trién khai tng dung BSC véi su tham gia cha yéu cia nhém nha
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quan tri cip cao va nhém BSC; giai doan x4y dung BSC dau tién cip t6 chirc, doanh
nghi¢p vo1 su tham gia cua ca ba nhdm nha quan tri; giai doan duy tri rng dung
BSC...

Thir hai: nghién ctru 4nh hudng cia cic nhoém nha quan tri cip cao, cap trung
va nhom BSC dén cac giai doan khac nhau trong quy trinh tmg dung BSC tai mot
nhém doanh nghiép cung dic diém té chirc quan Iy SXKD, hoat dong trong cung linh
vuc. C4c quan diém chung vé su tham gia va anh hudng ctia cic nhém nha quan tri
dén mdi mot giai doan ing dung BSC s& gdp phan dinh hudng cho cic doanh nghiép
cung linh vyc trién khai tmg dung thanh céng mé hinh BSC.

Pé két qua nghién ciru dam bao do tin cdy va co y nghia cao thi can quan tim
dén kich c& mau va do tin cdy cia cac thong tin thu thap trong qua trinh nghién ciru.
4.4 Tém tit chwong 4

Chuong 4 bat dau bang viéc thao luan vé két qua nghién ctru thu duoc o
Chuong 3. Két qua nghién ctru dinh tinh tai VNPT-Vinaphone cho thay, vé co ban
céc tiéu chi danh gia su tham gia cia cdc nhdm nha quan tri cling nhu phéan tang BSC
thanh cong tai VNPT-Vinaphone 1a tuong ty nhu quan diém chung cua céc nha
nghién ctru, tuy nhién cling can hoan thién hodc thay doi phit hop vai dic thu hoat
dong SXKD tai doanh nghiép va thé hién sy anh huong that su dén phan ting BSC
thanh cong theo quan diém cia cac nha quan tri VNPT-Vinaphone. Két qua nghién
ctru dinh luong tai VNPT-Vinaphone cho thiy mé hinh nghién ctru va cac gia thuyét
nghién ctru 1a hoan toan phu hop véi truong hop VNPT-Vinaphone. Muc d6 tac dong
tryc tiép, gian tiép va tong hop giita bon khai niém nghién ctu tai VNPT-Vinaphone
phtt hop véi quan diém chung cia rat nhiéu nha nghién ctru, d6 13 sy ting ho va tham
gia clia cac nha quan tri cap cao, cip trung va nhom BSC that sy anh huong dén phan
tang BSC thanh cong ctia mdi td chirc, doanh nghiép; mirc d6 anh hudng cua modi
nhém nha quan tri dén phan tang BSC 1a khac nhau, trong ¢6 nhém nha quan tri cap
cao ¢6 anh hudng 16n nhat dén phan ting BSC thanh cong.

Tiép dén, tac gia d3 néu mot s6 dé xuat cu thé voi tirng nhom nha quén tri (cip

cao, cp trung va nhom BSC) ciing nhu vé6i cac nha quan tri noi chung cua VNPT-
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Vinaphone nhiam ting cuong sy tham gia cta ho trong phan ting BSC tai doanh
nghiép, gop phan trién khai img dung BSC thanh cong tai doanh nghiép.

Tac gia xac dinh mot s6 han ché cta nghién cru lién quan dén miu nghién
ctru, ndi dung nghién ctru dinh tinh, pham vi vé ndi dung nghién ctru va pham vi vé
khong gian nghién ctru; tir d6 dé& xuit mot sé huéng nghién ciru tiép theo vé anh
huong cta cac nhém nha quan tri dén cac giai doan khac ciia quy trinh tng dung BSC
tai mot td chire, doanh nghi¢p, hodc theo nhém doanh nghiép cung dic thu hoat dong

SXKD hodac hoat dong trong cung mot linh vuc.
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KET LUAN

Xuit phat tor mong mudn duy tri duogc su 6n dinh, mé rong va tang truéng
trong diéu kién canh tranh ngay cang khéc liét va diy bién dong, cac DNVN ludn
quan tam tim kiém cac mo hinh QTDN hién dai va hi¢u qua. Thé diém can béng hién
la mot trong cac mo hinh QTDN dép tng yéu cau nay nén nhiéu DNVN dang trién
khai tng dung nhung trén thuc té, két qua dat dugc chua cao. Do d6, cac nghién ctru
vé tmg dung BSC néi chung va cac khia canh lién quan dén ing dung BSC noi riéng
déu that su can thiét vai cac DNVN.

Téng quan nghién ctru cho thay cac quy trinh ing dung BSC déu trai qua bbn
giai doan chinh, trong d6 giai doan phan ting BSC ¢6 vai tro quan trong trong Gng
dung BSC thanh cong. Nhiéu nha nghién ctru nhan dinh réng sy ung ho va sy tham
gia ctia nhdm nha quan tri cip cao, cip trung va nhom BSC c6 anh hudng chinh yéu
dén phan ting BSC thanh coéng v6i mic d6 anh hudng & céc t6 chirc, doanh nghiép
khéc nhau 1a khac nhau. Khoang tréng nghién ciru vé tmg dung BSC néi chung va
phan tang BSC noi riéng 1a danh gia dong thoi anh hudng ctia ba nhém nha quan tri
cAp cao, cip trung va nhom BSC dén ting giai doan trong quy trinh tng dung BSC,
trong d6 c6 giai doan phan ting BSC.

Tai Viét Nam, mét s6 nha quan tri doanh nghiép chua c6 nhan thic ding vé
m6 hinh BSC va sy can thiét phai tich cuc tham gia trién khai tmg dung BSC noi
chung va phan ting BSC néi riéng nén chua dau tu diing mirc vé thoi gian va nguon
luc cho BSC, dan dén cac doanh nghiép nay gip nhiéu kho khin trong trién khai ting
dung BSC, dac biét 1a phan tﬁng BSC dén moi cép cua doanh nghiép.

Tt nhitng van dé dit ra, tac gia xac dinh huéng nghién ctru anh hudng cua nha
quan tri (cu thé 1a nhém nha quén tri cAp cao, cip trung va nhém BSC) dén phan ting
BSC, tir 6 danh gia mtrc d6 anh huéng cia cac nhom nha quéan tri dén phan tang
BSC nham gitp cac nha quan tri doanh nghiép c6 co s& cho dau tu thoi gian va ngudn
luc hop 1y nham trién khai ing dung thanh cong mé hinh BSC. Nghién ctru dugc thyuc
hién tai VNPT-Vinaphone — doanh nghiép ¢6 quy md 16n va di trién khai phan ting
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BSC dén moi cip cua doanh nghiép. Trong qua trinh trién khai phan ting BSC sau
rong dén cap ca nhan, VNPT-Vinaphone da phai d6i mit va vugt qua nhiéu kho khin
do nhan thirc khong day di vé mé hinh BSC, s thiéu quyét liét cling nhu khong cd
kinh nghiém trién khai mé hinh ctia mot s6 nha quan trj cac cap.

Mo hinh nghién ctru ma tac gia dé xuat 1a su tong hop cac khai niém nghién
clru va cac mdi quan hé di duoc nhiéu nha nghién ctru dé cap dén mot cach riéng 18
nham danh gia dong thoi anh hudng qua lai gitta su tng ho va tham gia cta ba nhém
nha quan tri cip cao, cip trung va nhém BSC dén phan tang BSC thanh cong.

Sau khi ap dung phuong phap nghién ciru hdn hop két hop dinh tinh va dinh
lwong, mo hinh nghién ciru dugc kiém dinh va hoan toan phu hop véi truong hop
VNPT-Vinaphone, thang do cac khai niém nghién ctru d duoc diéu chinh cho phu
hop voi dac thu hoat dong SXKD tai doanh nghiép.

Két qua nghién ctru anh huéng ciia cac nhém nha quan tri dén phan ting BSC
thanh cong tai VNPT-Vinaphone gop phan cung ¢6 quan diém chung ctia nhiéu nha
nghién ctru cho rang su ung ho va tham gia ciia ba nhom nha quan tri cip cao, cip
trung va nhém BSC that sy anh huong dén giai doan phan tang BSC; 1a minh chung
1d rang cho cac quan diém rang nhém nha quan tri cip cao c6 mirc do dong gop hon
han so v6i hai nhom con lai, tuy nhién vin c6 mot phan déng gop ctiia nhém BSC va
nhém nha quan tri cip trung vao phan tang BSC thanh cong. Cac két qua nghién ctru
nay ciing véi thang do cac khai niém nghién ctru cung cap so ¢t cho cac nha quan tri
VNPT-Vinaphone b tri ngudn lyc phit hop va 1a co so dé tac gia dé xuit voi cac
nhém nha quan tri cap cao, cip trung va nhoém BSC ting cuong sy tham gia nham
g6p phan trién khai tmg dung BSC thanh cong tai doanh nghiép.

Gidi han pham vi vé noi dung va khong gian nghién ciru cia Luan an dd mé
ra mot s6 huéng nghién ciru tiép theo ma két qua cua cac hudng nghién ciru nay s&
g6p phan hoan thién thém mé hinh BSC va cung cap thém nhiing thong tin hitu ich
cho céc nha quan tri doanh nghiép trong qua trinh trién khai img dung Thé diém can

bang./.
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PHU LUC

Phu luc 1a. Pé cwong phéng vén siu cic nha quan tri tai VNPT-Vinaphone

A. PHAN GIOI THIEU

Xin chao Ong/Ba!

Toi1 1a Lé Thi Ngoc Diép, nghién clru sinh nganh Quan tri Kinh doanh tai Hoc
vién Cong nghé Buu chinh Vién thong. To6i dang thuc hién dé tai nghién ctru “Anh
hudng ciia cac nha quan tri dén tng dung Thé diém can bang: Nghién ctru truong hop
Téng Cong ty Dich vu Vién thong (VNPT-Vinaphone)”. Pé tai toi dang thyuc hién
nham phuc vu muc dich nghién ctru, khong nham phuc vu muc dich kinh doanh.

T6i xin chan thanh cam on Ong/Ba da bd tri thoi gian cho toi phong van dé
mot s6 van dé lién quan dén dé tai nghién cuu.

T6i dugc biét VNPT-Vinaphone di thuc hién phan tang thanh cong tir cip
Tong Cong ty dén cap don vi, cdp bd phan va két thuc & cap ca nhan, trong d6 co su
dong gop trién khai phan tang tai mdi don vi thuéc VNPT-Vinaphone. Ong/Ba 1a mot
trong nhitng ngudi di truc tiép tham gia trién khai tmg dung mo hinh Thé diém can
bang BSC tai VNPT-Vinaphone. Do d6, nhitng thong tin ma Ong/Ba cung céap vé giai
doan phan ting BSC tai VNPT-Vinaphone theo ndi dung dudi day sé 14 tai liéu qui
gia gitip t6i hoan thanh dé tai nghién ciru ctia minh.

Téi xin phép duoc bit dau ndi dung phong van.

B. NOI DUNG PHONG VAN

1. Theo 6ng/ba, phan ting BSC thanh céng nén dugc danh gia thong qua nhitng
tiéu chi gi?

Ong/ba co ¥ kién gi vé cac tiéu chi thé hién “Phan tang BSC thanh cong”
nhu sau:

Y1.1 - Pon vi dd phdt trién BSC ¢ moi cdp do cia don vi, két thiic & Thé diém
ca nhan.



Y2.1— Cac BSC duwoc phan tc”ing tai don vi dat dwoc su lién két véi chién luoc
ciia t6 chirc va ¢6 anh hwéng dén muc tiéu chung cia toé chire.

Y3.1 — Cdc BSC dwgc phén tang tai don vi phit hop véi déc thii té chire san
xudt kinh doanh cia cdp tirong ing.

Y4.1 — Cac BSC dwoc phan l‘dng tai don vi thé hién ré su can bc%ng gitta viéc
dat dwoc cac muc tiéu riéng cua don vi voi cdc muc tiéu chién lugc cia 16 chirc va
khéng mau thudn véi cdc muc tiéu riéng cia cdc don vi khac.

Y5.1 — Moi nhdn vién trong don vi c6 kién thirc vé BSC va ky néng trién khai
BSC, c6 thdi do iing hé va tan tam doi véi BSC.

Y6.1 — Moi nhan vién trong don vi hiéu dwoc cdc muc tiéu va thude do cia
cdac BSC dvwoc phdn tdng tai don vi.

2. Ong/Ba c¢6 thé néu mot s6 nhan dinh vé vai tro trong qué trinh phan ting
BSC va anh huong dén phan tang BSC thanh céng ciia mdi nhom nha quén trj cap
cao, cip trung va nhoém cha tri BSC tai VNPT-Vinaphone.

Nhom nha qudn tri cdp cao ciia VNPT-Vinaphone gom Chii tich Tong Cong
ty, Tong Gidm déc, cac Phé Tong Gidm doc Tong Cong ty.

Nhom nha qudn tri cdp trung cia VNPT-Vinaphone bao gom: Chdnh, Phé
Chanh Van phong; Truong, Pho cac Ban chuc nang; Giam doc, Phé Giam doc cac
Trung tém kinh doanh tinh/thanh phé, cac Cong ty, Trung tdm thuéc VNPT-
Vinaphone.

Nhom chu tri BSC bao gém dai dién Lanh dao va chuyén vién cac Ban chirc
ndng va hai Ban diéu hanh kinh doanh (trong @6 Ban Ké hoach — Pdu tw dwoc giao
thwong trie Nhém chii tri trién khai BSC).

3. Theo Ong/Ba, sy iing h va tham gia ctia nhém nha quan tri cap cao trong
giai doan phn ting nén dugc danh gia thong qua nhitng tiéu chi gi?

Ong/Ba c6 ¥ kién gi v6i cac tiéu chi thé hién “Sw iing hd va tham gia ciia cac
nha quan tri cip cao trong giai doan phan ting BSC” nhu sau:

TOP1.1 - Cdc nha qudn tri cdp cao hiéu viéc trién khai phdn tang BSC sé

mang lai loi ich cho 16 chire.



TOP2.1 - Cdc nha qudan tri cdp cao cam két ving hé trién khai phan tang BSC
trong toan bé t6 chirc.

TOP3.1 - Cdc nha qudn tri cdp cao san sang cung cdp day di nguon lwc dé
trién khai phdn tang BSC trong toan bé to chirc.

TOP4.1 - Cdc nha quan tri cdp cao hiéu ré cdc muc tiéu va thude do ciia BSC
cdp t6 chire va cap don vi, quan tam ding mirc dén cdc thude do thé hién chién lwoc
chung ciia Tong Cong ty va cdc thude do thé hién chién lwoc riéng cia don vi.

TOPS5.1 - Cdc nha quan tri cdp cao tich cuc tham gia phan tang BSC cdp t6
chirc xuong cdp don vi.

TOP6.1 - Cdc nha qudn tri cdp cao tich cuc tham gia truyén théng vé BSC va
tam nhin, chién lwoc cua 16 chitc.

4. Theo Ong/Ba, su tham gia ciia nhém chu tri du 4n BSC trong giai doan phan
tang nén dugc danh gia thong qua nhing tidu chi gi?

Ong/ba c6 ¥ kién gi véi cac tiéu chi thé hién “Sw tham gia ciia nhém BSC
trong giai doan phan tang BSC” nhu sau:

BSC1.1 - Céc thanh vién trong nhém BSC cé day i kién thire vé BSC va ky
ndang trién khai phan tang BSC, ¢0 hiéu biét kj cang vé muc tiéu chién lwoc chung
ctia 16 chire va cac don vi.

BSC2.1 - Nhém BSC tich cuec t6 chire dao tao va truyén théng vé BSC cho cdc
nha quan tri cdp trung va nhdn vién trong todn té chire.

BSC3.1 - Nhém BSC xdy dung va truyén dat ré rang ké hoach phdn tang BSC
dén cdac don vi trong toan to6 chirc.

BSC4.1 - Nhém BSC chii tri té chirc cdc cude hop véi nhom nha quan tri cap
cao, cdp trung théng qua BSC dwoc phin bé xuong cap don vi.

BSC5.1 - Nhém BSC hé tro cdc nha qudn tri cdp trung trong sudt giai doan
phan tang BSC tai cac don vi.

BSC6.1 - Nhém BSC chii tri xem xét lai cdc BSC dwoc phdn tang va t6 chirc
lam viéc véi cac nhém d@é hoan thién cac BSC duoc phan td‘ng tai cac don vi.

5. Theo Ong/Ba, sy ting ho va tham gia cia nhom nha quén tri cap trung trong



giai doan phdn ting nén dugc danh gia thong qua nhitng tiéu chi gi?

Ong/Ba co y kién gi v6i cac tiéu chi thé hién “Sy tham gia ciia cic nha quan
tri cip trung trong giai doan phan ting BSC” nhu sau:

MID1.1 - Cdc nha qudn tri cdp trung cam két iing ho trién khai phéin tang BSC
trong don vi ho phu trach.

MID2.1 - Cdc nha qudn tri cdp trung tich cwc tham gia cdc khéa ddo tao vé
BSC.

MID3.1 - Cdc nha quan tri cdp trung hiéu ré cdc muc tiéu va thude do cia
BSC cdp t6 chirc va dwegc tham gia vao bwée phan tang BSC cdp t6 chire xuong cdp
don vi.

MIDA4.1 - Cdc nha quan tri cap trung tich cuc truyén théng vé BSC trong don
vi ho phu trach.

MID5.1 - Céc nha quan tri cdp trung phdan bé dit nguon lwc va thoi gian dé
trién khai phdn tang BSC trong don vi ho phu trdch.
C. PHAN KET THUC

Trong cudc trao d6i vira r0i, Ong/Ba di cung cip cho toi rat nhiéu thong tin
hitu ich va qui gia lién quan dén phan ting BSC tai VNPT-Vinaphone ndi chung va
anh hudng cta cac nha quan tri dén giai doan phan tang BSC tai VNPT-Vinaphone
noi riéng.

Mot lan nita, t6i xin hira thong tin cua cudc phong van nay chi phuc vu cho
viéc nghién ctru va danh tinh ciia Ong/Ba s& duogc giit kin.

T6i xin chan thanh cam on su gitp d& va hop tac ctia Ong/Ba.

Ngudi phong van

Lé Thi Ngoc Diép



Phu luc 1b. Pé cwwong phéng van siu chuyén gia trién khai BSC tai VNPT

A. PHAN GIOI THIEU

Xin chao Ong/Ba!

Toi 1a Lé Thi Ngoc Diép, nghién ctru sinh nganh Quan tri Kinh doanh tai Hoc
vién Cong nghé Buu chinh Vién thong. T6i dang thuc hién dé tai nghién ctru “Anh
hudng ciia cac nha quan tri dén tng dung Thé diém can bang: Nghién ctru truong hop
Tong Cong ty Dich vu Vién thong (VNPT-Vinaphone)”. Pé tai toi dang thyc hién
nham phuc vu myc dich nghién ctru, khong nham phuc vu muc dich kinh doanh.

T6i xin chan thanh cam on Ong/Ba da bd tri thoi gian cho toi phong van dé
mot sd van dé lién quan dén dé tai nghién cuu.

To6i duoc biét Ong/Ba 1a mot trong nhitng ngudi di truc tiép tham gia trién
khai tng dung mé hinh Thé diém can bang BSC tai Tap doan Buu chinh Vién thong
Viét Nam va tham gia dinh hudng, hd trg cac don vi thudc Tap doan trién khai ung
dung BSC tai don vi, trong d6 c¢6 Tong Céng ty Dich vu Vién théng VNPT-
Vinaphone. VNPT-Vinaphone 1a mot don vi thanh vién thudc Tap doan da trién khai
phan tang dén tat ca cac cap ciia don vi (két thic & cap BSC ca nhan). Do d6, nhiing
thong tin, quan diém ma Ong/Ba cung cip vé giai doan phan ting BSC tai VNPT-
Vinaphone theo noi dung dudi ddy sé 1a tai liéu qui gia gitp toi hoan thanh dé tai
nghién ctru ciia minh.

Téi xin phép duoc bit dau ndi dung phong vén.

B. NOI DUNG PHONG VAN

(No61 dung tuong tu Phu luc 1a)
C. PHAN KET THUC

(No61 dung tuong tu Phu luc 1a)



Phu luc 2. Thong tin khai quat vé ddi twong tham gia phéng van siu

STT | Bdi tuong S6 lugng
1 | Pai dién nhéom nha quan trj cdp cao ctia VNPT- o1
Vinaphone
2 Pai dién nhom chu tri BSC cia VNPT-Vinaphone 03

3 Pai dién nhém nha quéan tri cip trung ciia VNPT- 03
Vinaphone

4 Chuyén gia trién khai ing dung BSC tai VNPT 02




Phu luc 3. Phiéu khio sit phuc vu nghién ciru dinh lwong
PHIEU KHAO SAT Y KIEN
VE SU THAM GIA CUA CAC NHA QUAN TRI TRONG GIAI POAN
PHAN TANG BSC TAI TONG CONG TY DICH VU VIEN THONG
A. PHAN GIOI THIEU

Kinh thua Ong/Ba!

To61 1a nghién ctru sinh nganh Quan tri Kinh doanh tai Hoc vién Cong nghé Buu
chinh Vién thong. Toi dang thuc hién dé tai nghién ctru “Anh huéng ctia cic nha quan
tri dén img dung Thé diém can bang: Nghién ctru truong hop Tong Cong ty Dich vu
Vién thong (VNPT-Vinaphone)” véi muc dich danh gia mic do anh hudng ctia nhom
nha quan tri cAp cao, cac nha quan tri cap trung va nhom chu tri BSC dén giai doan
phan ting BSC trong toan Tong Cong ty VNPT-Vinaphone. B¢ tai t6i dang thuc hién
nham phuc vu muc dich nghién ctru, khong nham phuc vu muc dich kinh doanh.

Rat mong Ong/Ba danh chat it thoi gian dé tra 11 phiéu khao sat. Moi ¥ kién
ctia Ong/Ba déu rét c6 gia tri cho nghién ctru cua toi.

Tbi xin chan thanh cam on Ong/Ba.

B. PHAN NOI DUNG

Xin Ong/Ba vui 1ong cho biét mirc d6 dong ¥ cua Ong/Ba vé sy tham gia cta
c4c nhom nha quan tri (cap cao, cap trung va nhom BSC) trong giai doan phan tang
BSC va cac tiéu chi thé hién phan ting BSC thanh cong tai Tong Cong ty Dich vu
Vién thong.

(Nhém nha quan tri cdp cao bao gom: Chii tich TCT, Tong Gidm déc, cdc Phé
T(fng Gidm doc TCT:

NAhém nha qudn tri cdp trung bao gom: Chdnh, Phé Chanh Vin phong;

Truong, Phé cdc Ban chive ndng; Gidm doc, Phé Giam doc cdc Trung tam kinh doanh
tinh/thanh phé, cac Cong ty, Trung tam thugc VNPT-Vinaphone;
Nhom chu tri BSC bao g5m dai dién Lanh dao va chuyén vién cac Ban chirc
nang va hai Ban diéu hanh kinh doanh ciia TCT dwoc giao chii tri trién khai BSC).
Xin Ong/Ba cho y kién bang cach danh dau vao 6 twong mg véi su lya chon

ctia Ong/Ba.



Néu Ong/Ba:

- Hoan toan khéng dong y véi phat biéu: Chon 6 s6 1
- Hoan toan dong y véi phdt biéu: Chon 6 s6 5;

- O cdc mire do khdc: tich vao mét trong cdc 6 562, 3

hoac 4.
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Phan A. Mirc d9 dong y ciia Ong/Ba vé “Swr iing h va tham gia ciia nhém nha quén tri

c4p cao trong giai doan phan ting BSC tai Tong Cong ty VNPT-Vinaphone” (ciu 1-

cau 5).

Céc nha quan tri cap cao chi dao quyét liét
1 | phan ting BSC dén cip ca nhan trong toan

Tong Cong ty.

12

13

Cla

Cls

Céc nha quan trj cAp cao cam két ung ho
trién khai phan ting BSC va san sang cung
cap day du ngudn luc dap tng hoat dong
phan ting BSC trong toan bo Tong Cong ty.

12

13

Cla

Cls

Céc nha quan tri cip cao hiéu rd cac muc
tiéu va thude do ctia BSC cdp Tong Cong ty
va cap don vi, quan tAm dung mirc dén cac

3 | thudc do thé hién chién luge chung cia Téng
Cong ty va cac thude do thé hién chién luoc
riéng ctia don vi khi tham gia phan tang BSC

cap Tong Cong ty xudng cap don vi.

12

13

Cla

Cls

Céc nha quan tri cép cao tich cuc tham gia
4 | phan ting BSC cap Tong Cong ty xudng cap

don vi.

12

13

[y

Lls

Céac nha quan trj cip cao tich cuc tham gia
truyén thong vé BSC va tam nhin, muc tiéu

chién lugc cia Tong Cong ty hang nam véi

cac nha quan tri cap trung trudc khi cac nha

12

13

Cla

Lls




quan tri cap trung chil tri trién khai phan tang

BSC tai don vi.

Phén B. Mirc d§ dong y ciia Ong/Ba vé “Sy tham gia ciia nhém BSC trong giai doan

phan ting BSC tai Tong Cong ty VNPT-Vinaphone” (ciu 6 — ciu 10).

Céc thanh vién trong nhom BSC c6 day du
kién thirc vé BSC, k¥ nang trién khai phan
tang BSC, ¢6 hiéu biét k¥ cang vé muc tiéu

chién lugc chung cua t6 chiic va cac don vi.

(12

13

(4

Cls

Nhém BSC tich cuc t6 chirc dao tao va
truyén thong vé BSC cho cac nha quén trj
cap trung va nhan vién trong toan Tong

Cong ty.

(12

13

(4

Cls

Nhom BSC xdy dung va truyén dat rd rang
ké hoach phan ting BSC dén cac don vi
trong toan Tong Cong ty.

12

13

L4

Lls

Nhom BSC x4y dung hé thdng tai liéu BSC
khoa hoc, chi tiét, dé hiéu va phu hop vai
timg d6i tugng tham gia dé truyén thong veé
BSC va huéng dan trién khai phén tang tai

cac don vi.

12

13

L4

Lls

10

Nhom BSC chu dong thu thap, phan tich va
téng hop y kién ciia nhom nha quan tri cip
cao, cap trung vé cac BSC dugc phan tang tir
Téng Cong ty xudng cap don vi dé hoan
thién trudc khi trinh Tong Giam dbc Tong

Cong ty ky ban hanh.

12

13

Cla

Cls

Phan C. Mirc d9 dong y ciia Ong/Ba vé “Sy tham gia ciia nhém nha quan tri cip

trung trong giai doan phan ting BSC tai Tong Cong ty VNPT-Vinaphone” (ciu 11-
cau 15).




11

Céc nha quén trj cip trung cam két ting ho
trién khai phan ting BSC trong don vi ho
phu trach.

12

13

Cla

Cls

12

Céc nha quan tri cap trung tich cuc tham gia
cac khoa dao tao vé BSC két hop tu nghién
ctru vé BSC va phan ting BSC.

12

13

Cla

s

13

Céc nha quan tri cap trung hiéu rd cac myc
tiéu va thude do ciia BSC cap Tong Cong ty
va duoc tham gia vao budc phan tang BSC

cap Tong COng ty xudng cap don vi.

12

13

Cla

Cls

14

Cac nha quan tri cap trung tich cuc truyén
thong vé cac muc tiéu chién luoc cua Tong
Cong ty va cua don vi, vé BSC va phan
tang BSC; dong thoi chi dao quyét liét
phan tang BSC dén cap ca nhan trén pham

vi toan don vi.

12

13

L4

Lls

15

Céc nha quan tri cap trung phan bo du ngudn
luc va thoi gian dé trién khai phan ting BSC

trong don vi ho phu trach.

12

13

L4

Lls

Phin D. Mirc d9 dong y ciia Ong/Ba vé “Phan tang BSC thanh cong tai Tong Cong ty
VNPT-Vinaphone” (cau 16- cau 21).

Céc don vi da phat trién BSC & moi cép do

16 . o Cr (O2 |0Os [Oa | Os
cua don vi, két thuc & BSC cap cé nhan.
Cac BSC duoc phan tang tai don vi dat duoc
su lién két v6i chién luge ctia Téng Cong ty

17 L1 | O2 L3 [ U4 | s

va c6 anh huong dén muc tiéu chung cia

Tong Cong ty.




Céac BSC dugc phan tang tai don vi phu hop
18 | v6i dic thu san xuat kinh doanh cta cp (11 | O2 (I3 |04 | Os

tuong ung.

Céac BSC duoc phan tang tai don vi thé hién
r0 su can béng gitra viéc dat dugc cac muyc

19 | tiéu riéng cua don vi vé6i cac muyc tiéu chién O | O2 O3 |04 | Os
luoc cua t6 chirc va khong mau thudn vai cac

muc tiéu riéng cua cac don vi khéc.

Moi nhan vién trong don vi c6 kién thirc vé
20 | BSC, c6 thai d¢ ting ho va tan tim ddi voi 1 [O2 (O3 |Oa [Os
BSC.

Moi nhén vién trong don vi hiéu cac muc

tiéu ké hoach BSC duoc cép trén giao cho bd
21 | phan ma ho 1am viéc va ndm chéc cac muc Ll | O2 Ol | Oa | Os
tiéu ké hoach BSC c4 nhan dé chu dong t6

chirc trién khai thyuc hién.

C. PHAN KET THUC

Xin Ong/Ba vui long cho biét mdt sb thong tin ca nhan:

- Qui danh cua Ong/Ba: ...

- Chuc vu ctiia Ong/Ba: ...

- Pon vi cong tac ctia Ong/Ba: ...

Ong/Ba di cung cip cho toi rat nhiéu thong tin hitu ich va qui gia lién quan
dén phan ting BSC tai VNPT-Vinaphone néi chung va anh hudng cila cac nha quan
tri dén giai doan phan ting BSC tai VNPT-Vinaphone noi riéng.

T6i xin chan thanh cam on su gitp d& ctia Ong/Ba.

Ngudi 1ap phiéu khao sat
Lé Thi Ngoc Di¢p
Nghién curu sinh Hoc vién Cong nghé BCVT



Phu luc 4. Khung miu ciia nghién ciru dinh lwgng

(Nghién ctru trurong hop Tong Cong ty Dich vu Vién thong)

Stt Pon vi Doi twgng S6 lwgng
Chu tich TCT
1 | Ban Lanh dao TCT Toéng Giam d6c TCT 5
Cac Pho TG TCT
Chanh Van phong,
2 | Van phong TCT Céac Pho Chanh Van phong, 6
Chuyén vién BSC.
Céc Ban chuc niang (Ban Ké hoach —
Pau tu; Ban Nhan su; Ban Chat Trudng Ban,
3 | luong; Ban Tai chinh - Ké toan; Ban | Céac Pho Truong Ban, 24
Nghién ctru thi trudng & Phét trién | Chuyén vién BSC.
dich vy; Ban K¥ thuat - Nghiép vu)
, Truong Ban,
Ban Khach hang t6 chirc — doanh
4 . o o Cac Pho Truong Ban, 8
nghiép va Ban Khach hang ca nhan o
Chuyén vién BSC.
Giam doc,
TTKD VNPT Tinh/Thanh va don vi )
5 Cac Pho Giam doc, 260
truc thudc
Thuong truc BSC
Céc Lanh dao Ban chtic nang va Trudng Ban,
6 | chuyén vién truc tiép trién khai BSC | hodc Pho Trudng Ban, 9
tai VNPT Chuyén vién BSC.
Tong cong 312




Phu luc 5. Két qua danh gia dd tin ciy ciia thang do nhap hai bing SPSS

RELIRBILITY
/VARIABLES=TOP1.2 TCP2.Z2 TOP3.2 TOP4.2 TOP5.2
/SCALE ('ALL VRRIABLES') ALL
/MODEL=ALPHA
/SUMMARY=TOTAL MEANS VARIANCE.

Reliability
Scale: ALL VARIABLES

Case Processing Summary

M %
Cases  Valid ga 100.0
Excluded?® 0 0
Total BY 100.0

a. Listwise deletion based on all variables in
the procedure.

Reliability Statistics
Cronbach's
Alpha Based
an
Cronbach's Standardized
Alpha tems M of ltems
810 811 A
Summary kkem Statistics
Mapdirmurm /
Mean Minimum | Maximum Range Minimum Variance | Mofltems
[tern Means 4274 4.080 4,528 438 1.107 030 L
[termn Yariances 345 297 401 103 1.348 ooz 5
tem-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if Yariance if [tern-Total Multiple Alpha if ltem
Item Deleted tem Deleted Correlation Correlation Deleted
TOP1.2 16.84 3.430 E78 407 a7
ToOP22 17.00 3.364 607 396 a7
TOP3.2 17.28 3272 533 a4 754
TOP4.2 17.149 3111 651 430 TEB
TOP&.2 1717 3.233 624 391 7E5




RELIABTILITY

/VARIRBLES=ESC1.Z BSCZ.2 BSC3.2 BSC4.Z BSCS.2
{SCALE ("ALL VARIABLES') ALL
/MODEL~=ALPHRA
/ SUMMRRY=TCTAL MERNS VARIANCE.
Reliability
Scale: ALL VARIABLES
Case Processing Summary
M %
Cases  Valid a9 100.0
Excluded? 0 0
Total ag 100.0
a. Listwise deletion based on all variables in
the procedure.
Reliability Statistics
Cronbach's
Alpha Based
an
Cronbach's Standardized
Alpha ltems M of ltems
.880 881 5
Summary tem Statistics
Maximum /
Mean Minimum | Maximum Range Minimum Variance | Mofltems
[term Means 3.830 3.843 4135 282 1.076 014 5
[term Yariances AEB3 389 566 AE67 1.4149 004 5
kem-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if Variance if [tem-Total Multiple Alpha ifltem
ltermn Deleted [tem Deleted Cuorrelation Caorrelation Deleted
BSC1.2 1652 5275 q22 34 .BA3
BsC2.2 15.80 5.481 G5A A13 867
BSC3.2 1672 4977 .e00 .BEB 834
BSC4.2 1676 5069 M Ralild) Bh2
BsSCh.2 15.81 4974 BBO 456 864




RELIABILITY

JVARIABLES=MID1.Z2 MIDZ2.Z MID3.2 MID4.2 MIDS.Z2
/SCALE ('ALL VARIABLES') ALL
/MODEL=ALPHL
JSUMMARY=TOTAL MEARNS VARIAMNCE.
Reliability
Scale: ALL VARIABLES
Case Processing Summary
I %
Cases  Malid 284 100.0
Excluded® 0 0
Total a4 100.0
a. Listwise deletion based on all variables in
the procedure.
Reliability Statistics
Cronbach's
Alpha Based
on
Cronbach's Standardized
Alpha ltems M of ltems
818 .B23 4]
Summary tem Statistics
Maxirmurm
Mean Minimum | Maximum Range Minimurm Wariance | Mofltems
[tem Means 4137 4022 4315 292 1.073 016 i)
[tem Yariances 307 225 403 78 1.791 006 ]
Item-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if “Wariance if temn-Total Multiple Alpha if ltem
Item Deleted Item Deleted Correlation Correlation Deleted
MiD1.2 16.37 3.077 543 303 .03
MID2.2 16.64 3165 B25 A10 782
MID3.2 16.61 3128 B37 446 779
MID4.2 16.46 2.751 612 387 .TBG
MID5.2 16.66 2744 BET 498 766




RELIABILITY

JVARRIRBLES=Y1.2 ¥2.2 ¥3.2 ¥4.2 ¥5.2 Y&.2
/SCALE ('ALL VARIABLES') ALL
/MODET—AL.PHA
JSUMMARY=TOTAL MEANS VARIANCE.
' Reliability
Scale: ALL VARIABLES
Case Processing Summary
I %
Cases  Malid a4 100.0
Excluded® 0 0
Total 24 100.0
a. Listwise deletion based on all variables in
the procedure.
Reliability Statistics
Cronbach's
Alpha Based
an
Cronbach's Standardized
Alpha ltems M oof ltems
873 874 ]
Summary ltem Statistics
Maximum [
Mean Minimum | Maximum Range Minimum Variance | M ofltems
[tem Means 3.868 3730 4213 483 1.130 .03z B
[tem Variances A7 316 498 182 1.575 008 6
tem-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if YVariance if tem-Total Multiple Alpha if ltem
[tem Deleted Item Deleted Correlation Correlation Deleted
1.2 19.60 B.8925 H60 412 870
Y¥2.2 19.74 6.217 726 551 342
¥3.2 19.76 6.832 652 500 356
4.2 19.85 6.126 731 604 8341
¥5.2 20.08 B.755 G654 555 349
¥6.2 20.01 6.261 Jo2 558 8347




Bing 1 (Phu luc 5). Két qua danh gia do tin cdy thang do ctia khai niém nghién ciru

“Syr ung ho va tham gia ctia nhdm nha quan trj cip cao trong giai doan phan tang BSC”

Trung binh Phuong sai Tuong quan Cronbach

Thang do thang do néu thang do néu | bién - tong hiéu Alpha néu
loai bién loai bién chinh loai bién
0=0.810 (lan 1)

TOP1.2 16.84 3.430 0.578 0.779
TOP2.2 17.00 3.364 0.607 0.771
TOP3.2 17.28 3.272 0.533 0.794
TOP4.2 17.19 3.111 0.651 0.756
TOPS5.2 17.17 3.233 0.624 0.765

(Nguon: két qua tinh toan tir SPSS ciia tac gid — Phu luc 5)

Bing 2 (Phu luc 5). Két qua danh gia do tin cay thang do cta khai niém nghién ctru

“Sy tham gia ctia nhom BSC trong giai doan phan ting BSC”

Trung binh Phuong sai Tuong quan Cronbach

Thang do thang do néu thang do néu | bién - tong hi¢u Alpha néu

loai bién loai bién chinh loai bién

o=0.880 (lan 1)

BSC1.2 15.52 5.275 0.722 0.853
BSC2.2 15.80 5.481 0.656 0.867
BSC3.2 15.72 4.977 0.800 0.834
BSC4.2 15.76 5.069 0.721 0.852
BSC5.2 15.81 4974 0.680 0.864

(Nguon: két qud tinh todn tir SPSS ciia tdc gid — Phu luc 5)




Bing 3 (Phu luc 5). Két qua danh gia do tin cdy thang do ctia khai niém nghién ciru

“Syr tham gia ctia nhom nha quan trj cip trung trong giai doan phan tang BSC”

Trung binh Phuong sai Tuong quan Cronbach

Thang do thang do néu thang do néu | bién - tong hiéu Alpha néu

loai bién loai bién chinh loai bién

0=0.819 (lan 1)

MID1.2 16.37 3.077 0.543 0.803
MID2.2 16.64 3.165 0.625 0.782
MID3.2 16.61 3.128 0.637 0.779
MIDA4.2 16.46 2.751 0.612 0.786
MID5.2 16.66 2.749 0.667 0.766

(Nguon: két qua tinh toan tir SPSS ciia tac gid — Phu luc 5)

Bing 4 (Phu luc 5). Két qua danh gia do tin cdy thang do cta khai niém

nghién ctru “Phan ting BSC thanh cong”

Trung binh Phuong sai Tuong quan Cronbach
Thang do thang do néu thang do néu | bién - tong hi¢u Alpha néu
loai bién loai bién chinh loai bién
o=0.873 (lan 1)
Y1.2 19.60 6.925 0.560 0.870
Y2.2 19.74 6.217 0.726 0.842
Y3.2 19.76 6.932 0.652 0.856
Y4.2 19.85 6.126 0.731 0.841
Y5.2 20.08 6.755 0.694 0.849
Y6.2 20.01 6.261 0.702 0.847

(Nguon: két qud tinh todn tir SPSS ciia tdc gid — Phu luc 5)



Phu luc 6. Két qua danh gia EFA thang do nhap hai bing SPSS

FACTCR

/VERIABLES TOPLl.2 TOP2.2 TOP3.2 TOP4.2 TOP5.2 BSCl.2 BSC2.2 BSC3.2 B5C4.2 B35C5.2 MIDL.2 MID2.2 MID3.2 MID4.2 MIDS.2
/MISSING LISTWISE
/BNALYSIS TOPL.2 TOP2.2 TOP3.2 TOP4.2 TOPS5.2 BSCLl.2 BSC2.2 BSC3.2 BSC4.2 BSCS5.2 MIDL.2 MID2.2 MID3.2 MID4.2 MIDS.2
/PRINT INITIAL EMC EXTRACTICN ROTATICN
/CRITERIAZ MINEIGEN (1) ITERATE (25)

JEXTRACTICN EC

/CRITERIA ITERATE (25)
/ROTATION PROMAX (4)
/METHOD=CORRELATION.

Factor Analysis

KMO and Bartlett's Test

Kaiser-Meyer-Clkin Measure of Sampling Adequacy. 878

Bartlett's Test of Approx. Chi-Square 644,699

Sphericity daf 105

Sig .000
Total Variance Explained
Rotation
sums of
Squared
Initial Eigenvalues Extraction Sums of Squared Loadings Loadings?®

Component Total % ofVariance Cumulative % Total % ofVariance Cumulative % Total

1 6.725 44,832 44,832 6.725 44 832 44832 5.391

2 1.463 9.752 54.584 1.463 9.752 54.584 4938

3 1.197 T.a981 G2.56G4 1.197 7.981 G2.564 5.041

4 797 5314 67.878

L] 742 4.945 72824

6 674 4.494 778

T 582 3.879 81.196

a2 533 3.551 84.747

] 505 3.367 88115

10 443 2.8950 91.065

11 367 2.448 93512

12 287 1.978 95491

13 272 1.812 97.303

14 2149 1.461 98.764

15 185 1.236 100.000

Extraction Method: Principal Component Analysis.
a.When components are correlated, sums of squared loadings cannot be added to obtain a total variance.

Pattern Matrix®

Component

1 2 3
TOP1.2 -.088 738 101
TOP2.2 -.1389 .858 -.005
TOFR3.2 153 618 -.052
TOFP4.2 -.0581 862 -.069
TORPE.2 246 G166 -.006
BESC1.2 B35 108 180
BESC2.2 G222 271 -.010
BESC3.2 853 =017 -.093
BSC4.2 876 -.032 -.034
BSCS.2 847 -.188 103
MDA .2 018 ] A&T3
MID2.2 -.0B7 -.120 .a10
MID3.2 -.052 255 .650
MID 4.2 086 -.085 ]
MIDS.2 070 -.024 778
Extraction Method: Principal Component
Analysis.

Rotation Method: Promax with Kaiser
Mormalization.

a. Rotation converged in 5 iterations.



FACTCR

JVRARIABLES ¥1.2 Y2.2 Y3.2 ¥4.2 ¥Y5.2 Y6.2

JMISSING LISTWISE

JRNRLYSIS ¥1.2 ¥Y2.2 ¥3.2 ¥4.2 Y5.2 ¥6.2
/PRINT INITIAL EMO EXTRACTION ROTRTICH

/CRITERIE MINEIGEN (1)

JEXTRACTICN PC
JCRITERIL ITERATE(25)

/ROTATICN PROMAX (4)

ITERATE (25)

/METHOD=CORRELATION.

Factor Analysis

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adeguacy. an
Bartlett's Test of Approx. Chi-Sguare 251.043
Sphericity df 15

Sig. .000

Total Variance Explained

Initial Eigenvalues Extraction Sums of Squared Loadings
Compaonent Total % ofVariance | Cumulative % Total % ofWariance | Cumulative %
1 3.6593 61.544 61.544 3693 61.544 61.544
2 737 12.276 738149
3 544 9.067 B2.886
4 474 7.892 90,779
] a7 5.289 96.067
i 236 3.933 100.000

Extraction Method: Principal Component Analysis.

Component Matrix®
Component
1
¥1.2 G674
Y¥2.2 815
Y3.2 T65
Y4.2 an
Y62 795
Y6.2 808
Extraction Method:
Principal
Component
Analysis.

a. 1 components

extracted.




Bing 1 (Phu luc 6). Két qua phan tich EFA ba khai niém nghién ctru

Nhan t6 (Khai niém nghién ctru)
1 2 3
TOP1.2 -0.088 0.738 0.101
TOP2.2 -0.139 0.858 -0.005
TOP3.2 0.153 0.618 -0.052
TOP4.2 -0.051 0.863 - 0.069
TOP5.2 0.246 0.616 -0.006
BSC1.2 0.635 0.108 0.180
BSC2.2 0.622 0.271 -0.010
BSC3.2 0.953 -0.017 -0.093
BSC4.2 0.876 -0.032 -0.034
BSC5.2 0.847 -0.189 0.103
MID1.2 0.018 0.170 0.573
MID2.2 - 0.067 -0.120 0.910
MID3.2 -0.052 0.255 0.650
MID4.2 0.086 -0.085 0.760
MID5.2 0.070 -0.024 0.778
Phuong sai trich Iy 44.832 54.584 62.564
tich (%)
Eigenvalues 6.725 1.463 1.197

(Nguon: két qua tinh todn tir SPSS ciia tdc gid — Phu luc 6)

Bing 2 (Phu luc 6). Két qua phan tich EFA khai niém “Phan tang BSC thanh cong”

Nhan t6 (Khai niém nghién ctru)
1

Y1.2 0.674

Y2.2 0.819

Y3.2 0.765

Y4.2 0.831

Y5.2 0.799

Y6.2 0.808

Phuong sai trich 1ly tich (%) 61.544
Eigenvalues 3.693

(Nguon: két qua tinh todn tir SPSS cua téc gid — Phu luc 6)



Phu luc 7. Két qua danh gia CFA thang do chinh thirc bing AMOS

a. Két qua CFA 3 khai niém vé sy tham gia ciia cAc nhém nha quan tri

440

b

el TOPA1
.49 63
== =] TOP2 73
52 73 Swr ang hd wva
ez TOP3 tham gia cda
a0 T8 MNQT cap cao
=4 D TOP4 s
58
&5 ) TOPS _
(=5 BSC1
R Bz
=7 BSC2 -~
— =50 Swr tham gia .
(=2 b cla nhom BSC -
a2 72
BSC4 ra
(=10 ) BSCS
S5
(=112 MDA
&7 &1
(=12 ) MID2 a3
s =2 SF tham gia
C =13 =l MID3 ciia phém MoT
so0 .43 cap trumg
Ceis > MID4 |7,
peit

Chi-sguare/di=2_086
GFI=889.TLI= 938, CFIl=94%
RMSEA=0T4

Estimates (Group numhber 1 - Default model)
Scalar Estimates (Group numhber 1 - Default model)
Maximum Likelihood Estimates

Regression Weights: (Group number 1 - Defaunlt model)

Estimate S E. C.R. P Label

TOPS =--- Nhomcapcao 1.000

TOP4 =--- Nhomcapcao 1.078 -101 10655 i
TOP3 =--- Nhomcapcao 1.000 100 9958 ==
TOP2 =--- Nhomcapcao 932 097 S 564 i
TOP1 =--- Nhomcapcao 815 0es £.620 ==
BSC4 <--- NhomBSC 869 084 10288 =
BSC3 =--- NhomBSC 1.042 090 11.571 =
BSC2 <--- NhomBSC 942 086 10.947 =
MIDS =--- Nhomcaptung, 1.000

MID4 <--- Nhomcaptrung 1.075 081 13.306 =
MID3 =--- Nhomcaptrung 935 071 13.130 =
MID2 <--- Nhomcaptrung 944 072 13.056 =
MID1 =--- Nhomcaptrung 1.004 078 12 818 =
BSC1 <=--- NhomBSC 1.052 089 11.783 =

BSCS <--- NhomBSC 1.000



Standardized Regression Weights: (Group number 1 - Default model)

Estimate
TOPS <i--- Nhomcapcao 747
TOP4 <--- Nhomcapcao 776
TOP3 <--- Nhomcapcao 27
TOP2 =--- Nhomcapcao 699
TOP1 =--- Nhomcapcao B33
BSC4 <--- NhomBSC 723
BSC3 <--- NhomBSC JBO5
BSC2 <--- NhomBSC 765
MID5 <--- Nhomcaptrung JB0S5
MID4 <--- Nhomcaptrung (829
MID3 <--- Nhomcaptrung 821
MID2 <--- Nhomcaptrung JB17
MID1 <--- Nhomcaptrung JB06
BSCl <--- NhomBSC .B18
BSCS =-—- NhomBSC 755

Covariances: (Group number 1 - Default model)

Estimate
Whomcapcao <--> WNhomBSC 198
NhomBSC <--> Nhomcaptrng 240
Nhomcapcao <--> Nhomcaptrung 202

Correlations: (Group numhber 1 - Default model)

Estimate

MNhomcapcao <--= NhomBSC 803
MNhomBSC <--> MNhomcaptmng 752
MWhomcapcao =<--> Nhomcaptrung 737

Variances: (Group numhber 1 - Default model)

Estimate SE. CE.

MWhomcapcao 212 036 5906
NhomBSC 287 047 6089
MNhomcaptnmg 355 053 6.741
es5 168 020 8252
ed 162 021 7_8E8
e3 190 022 2457
e 193 022 E.690
el 211 023 9097
elD 217 025 B.605
e 198 022 B E52
el 1700 021 8048
e7 (181 021 8. 510
ebH 187 020 7845
els 192 023 B354
el4 187 023 8037
el3 151 018 B.157
el 158 019 8205
ell 193 023 8347

SE.

J030
036
J031

2 3

E 2

E S & 3

E S & 3

2 3 2

e 3 B

E S & 3

E S & 3

3 2

2 3

E 2

E S & 3

E S & 3

2 3 2

e 3 B

E S & 3

E S & 3

3 2

CR
6666 ==x
6748 ===
6589 xwx
Label

P Label



Squared Multiple Correlations: (Group number 1 - Default model)

Estimate

650
668
673
687
649
669
586
648
523
570
400
489
528
603
558

b. Két qua CFA khai niém “Phan ting BSC thanh cong”

Phén ting BSC
thanh cong

Estimates (Group number 1 - Default model)

Scalar Estimates (Group number 1 - Ddefault model)

Maximum Lilkelihood Estimates

Chi-square=18_ 477 .df=9;P=_030
Chi-squars/df=2.053
GFl=_867;TLI=979;CFl=837
RMSEA=.0T2

Regression Weights: (Group number 1 - Defaunlt model)

WVariances: (Group number 1 - Defanlt model)

PhantangB5SC
PhantangB SC
PhantangBSC
PhantangsB S C
PhantangB SC
PhantangsBSC

Estimate

Estimate
PhantangB5C 332
el 168
2 103
e3 140
ed 200
es 260
=6 238

1.000
1.101
1.023
o228
824
o227

S5 E.
D48
D20
Ole
D018
023
JDz8
026

S E.

073
073
076
079
O8O0

L
G.BGE
B.305
6.6l3
T.B47
B 792
9283
B.994

C. R.

15 068
13.954
12 205
10456
11.600

8 3
3 o 3
38 3
28 8 e
3 e 3
EEE

3 o 3

P Label

e 3 e
3 3 ¥
e 3 e
e 3 M

28 2

Label



TR EIERRE

c. Két qua CFA md hinh téi han

&

TOP1

BSC1

m
o

BSC2

BSC3

I%I

BSC4

]
=l

BSCS

MID 1

=] B L]
Wl M
o ldm Lo

K=

I@Ia

s
o
4]

4 |4
HHI
o |1
Wi M
i ol
4]

< (4

Ql |

1| [T
alof [#]
) il o

-2

Sw dmeg hd wa
tham gi= cla
MNOT cap cao

. o=
e
5
i
a3

' = s ]

20 S tham gia E
cia nhom BSC ]
- X
89

L+ -3
s | vo |
T a0

B
T §

Bz Sir tham gia

ciia Ehc’:vrn P
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Estimates (Group number 1 - Default model)

Scalar Estimates (Group number 1 - IDefault model)

Maximum Likelihood Estimates

Regression Weights: (Group number 1 - Default model)

TOPS
TOP4
TOP3
TOPZ
TOP1
BSC4
BSC3
BSC2
MIDS
MID4
MID3
MID2Z
MID1
T2

¥4
s

BSC1
BSCS

Y1

Estimate S E. CR. P
=--- MNhomcapcao 1.000
=--- MNhomcapcao 1.090 100 10.932 =
=--- MNhomcapcao 1.013 099 10209 =
=--- MNhomcapcao 928 096 9622 =
= --- MNhomcapcao 823 094 B.7E1 il
<--- MNhomBSC _Ba7T 084 10.372 =
<--- MNhomBSC 1.034 089 11.616 =
<--- MNhomBSC 945 08S 11.099 =
<-—-- Nhomcaptmng 1.000
<--- MNhomcaptrung 1.076 080 13.391 =
<--- MNhomcaptrung 934 071 13182 =
<--- MNhomcaptrung 943 072 13088 =
<--- MNhomcaptrung 1.002 078 12835 =
<--- PhantangBSC 1.056 Relim 15.781 =
<--- PhantangBSC 999 Relim 14.831 =
<--- PhantangBSC _B97T 071 12619 =
<--- PhantangBSC .B18 074 11.105 =
<--- INhomBSC 1.048 088 11.882 =
<-—- NhomBSC 1.000
<--- PhantangBSC 904 075 12095 =
<-—- PhantangBSC 1.000

Label

o]

01010401610



Standardized Regression Weights: (Group number 1 - Default model)

TOPS
TOP4
TOP3
TOP2
TOP1
B5C4
BSC3
BsC2
MIDS
MID4
MID3
MID2
MID1
Y2

Y3

Y4

Y5

B5Cl1
BSC5
Y6

Y1

<
<
-
o
<
<
<
<
-
o
<
<
<
<
<
-
<
<
<
<
<

Covariances: (Group number 1 - Default model)

Nhomcapcao
Nhomcapcao
Nhomcapcao
Nhomcapcao
Nhomcapcao
NhomBSC
NhomBSC
NhomBSC
Nhomcaptrung
Nhomcaptrung
Nhomcaptrung
Nhomcaptrung
Nhomcaptrung
PhantangBSC
PhantangBSC
PhantangBSC
PhantangBSC
NhomBSC
NhomBSC
PhantangBSC
PhantangBSC

Estimate
742
781
732
692
635
724
1)
769
_B06
(B30
821
Bl6
805
876
844
759
693
B17
757
737
834

Nhomcapcao <--> NhomBSC
NhomBSC <--> MNhomcaptrung
WNhomcapcao <--> Nhomcaptrung
Nhomcapcao <--> PhantangBSC
Nhomcaptrung <--> PhantangBSC
NhomBSC <-->> PhantangBSC

Estimate
198
241
201
246
282
270

Correlations: (Group number 1 - Default model)

Nhomcapcao <--= NhomBSC
NhomBSC <--> Nhomcaptng
Nhomcapcao -<--= Nhomcaptnng
Nhomcapcao <--> PhantangBSC
Nhomcaptrung <--> PhantangBSC
NhomBSC <--> PhantangBSC

Estimate

-804
752

-

737
813
801
853

SE.

030
036
030
033
{038
037

CR.
6.691
6.766
6.598
7423
7.332
7.306

P Label

O
bt %
L 2
e K
bt %

L 2



Variances: (Group number 1 - Default model)

Nhomcapcao
NhomBSC

MNhomcaptrung

PhantangBSC
es
ed
a3
el
el
ell
e9
el
a7
eb
els
eld
el3
el2
ell
eld
el7
el8
el9
e20
ezl

[

[
b O

%

o

Estimate
210
289
356
348
171
160
18T
197
210
215
197
173
178
158
192
186
151
158
195
152
117
140

0
5
3

-
[ ]

oo
21
) LY

~

SE.

.035

oo o
o bo b b
wow o

{018
.019
[023
{018
015
.017
.022
.027
.026

CER.
5929
6.129
6. 756
7.192
g 644
8.251
8.731
9.001
0279
£.679
§.925
8.226
8574
7.999
g.402
£.081
g219
£8.276
£418
g.602
7.950
8. 484
0185
9457
o292

P Label

e R
L+ 3
L
L+ 3
L+ 3
L
L+ 3
L ]
L
L+ 3
L ]
L
L+ 3
L ]
e R
L+ 3
L
e R
L+ 3
L
e R
L+ 3
L
L+ 3

L ]

Sgquared Multiple Correlations: (Group number 1 - Default model)

Y6

Y5

T4

Y3

Y2

¥1

NI 1
MID2
MID3
NI
MID=
BSsC1
BSsC2
BSC3
BSC4
BSCS
TOP1
TOP2
TOP3
TOP4
TOPS

Estimate
543
480
576
T12
TeR
696
647
666
673
B89
650
667
591
641
524
573
403
479
835
609
551



10000000000000€

m

N

9]

th
. . . . . i
o o i o m

Phu luc 8. Két quaz SEM mé hinh nghién ctru

£
[ =]

TOP2 s

Sar ang hf va
tham gia ciEa
NMOT ciip cao

TOP3

- -

Q0

T T

o =i
I L

TOPS

m
[

[}
B

BIEE

it

Bhiin ting BS
thdamh camng

-Ba0

-

mi|@||m
||| w®
ll :
] ] =

TE

g

m

S tham gias
cia nham NOT
cAp ruang

MID3

o

Chi-=sguare=360. 7837 df=1583;P=_000
Chi-square/df=1.972
GFI=_845 TLI=930;CFI=939
RMSEA=.0T0D

Estimates (Group number 1 - Default model)
Scalar Estimates (Group number 1 - Default model)
Maximum Likelihood Estimates

Regression Weights: (Group number 1 - Default model)

EH

-, |
- =]

-

7]

i

i

Label

Estimate S E. C B P
INhomBSC ~<-—— INhomcapcao 944 _107 8_837 e
INhomcaptnmg <--- Nhomcapcao 485 156 3.118 002
WNhomcaptung <--- NhomBSC _S503 _132 3.801 e
PhantangBS5C <--- MNhomcapcao 734 _128 5. 736 e
PhantangBS5C <--- MNhomBSC 274 098 2. 789 _00s
PhantangBSC <--- MNhomcaptrong 191 0Tl 2711 _OOT
TOPS ~<<-—— INhomcapcao 1000
TOPA =--- MNhomcapcao 1.090 _100 10932 e =
TOP3 =--- MNhomcapcao 1.013 099 10209 e =
TOP2 =--- MNhomcapcao o928 Mai=yst S 622 e =
TOP1 =<--- MNhomcapcao 823 Mei= 8.781 e =
BSC4 =-—-- MNhomBSC _Be7 084 10372 i
BSC3 =-—-- MNhomBSC 1.034 _OB9 11 . 6l1la i
BSC2 =-—-- MNhomBSC 945 _0Es 11.099 i
NI S <-—— MNhomcaptrang 1000
AT =-—- MNhomcaptmng 1076 _OBO 13.391 i
NI 3 =-—-- MNhomcaptrung 934 071 13182 e
MITT2 =-—-- MNhomcaptrung 943 072 13 088 e
NI 1 =-—-- MNhomcaptrung 1002 078 12 835 e
w2 =-—- PhantangBSC 1056 _0ae7T 15781 e
w3 =-—- PhantangBSC 999 _0ae7T 14 831 e
e =-—- PhantangBSC _Bo7 071 12619 e
s =-—- PhantangBSC _B18 074 11.105 e
BsSC1 =-—- MNhomBSC 1.048 _0OB8 11. 882 e
BsSCS =-—- MNhomBSC 1000
NS =-—- PhantangBSC 904 075 12095 e
1 =< PhantangBSC 1000

HOOOOEC



Standardized Regression Weights: (Group number 1 - Default model)

NhomBSC
MNhomcaptrung,
IWhomcaptmung
PhantangBSC
PhantangBSC
PhantangBSC
TOPS

TOP4

TOP3

TOP2

TOP1

BSC4

BSC3

BSC2

MNIDS

NI

MID3

MID2Z

MID 1

Y2

Y3

Y4

Y5

BSC1

BSCS

Y6

T1

Nhomcapcao
Nhomcapcao
MNhomBSC
Whomcapcao
MNhomBSC
Nhomcaptrung,
Nhomcapcao
Nhomcapcao
Whomcapcao
Whomcapcao
Nhomcapcao
MNhomBSC
MNhomBSC
MNhomBSC
Whomcaptung
Nhomcaptung
Nhomcaptung,
MNhomcaptung,
Nhomcaptmng,
PhantangBSC
PhantangBSC
PhantangBSC
PhantangBSC
MNhomBSC
MNhomBSC
PhantangBSC
PhantangBSC

Variances: (Group number 1 - Default model)

Nhomcapcao
e23
e24
el
es
el
e3
el
el
ell
e9
ef
e7
eb
el
eld
el3
ell
ell
elé
el
el8
el9
e20
e2l

Estimate SE. CR.

210 035 5929
102021 4810
JA37 023 5834
2039 010 3852
171 020 §.644
160 019 8251
(187 021 8731
197 .022 9.001
210 023 9279
215 0215 8679
197 022 8.925
173 021 8226
178 021 8574
158 020 7.999
192023 §402
186 023 §.081
151 018 8219
158 019 8276
195023 8418
152 018 8602
JA17 015 7950
140017 8484
206 022 9185
252 027 9457
239 026 9292

Estimate

804

372

453

570

249

193

742

781

732

692

B35

724

801

769

BD6

_B30

821

8le

BOS5

.B76

844

759

693

817

757

737

834

P Label

AKX
HEX
ERE
AKX
HEX
EEE
L3 3 4
HEX
AKX
HEX
ERE
AKX
HEX
EEE
L3 3 4
HEX
AKX
L3 3 4
P
AKX
HEX
ERE
AKX
HEX
AKX

Squared Multiple Correlations: (Group number 1 - Default model)

NhomBSC
Nhomcaptrung
PhantangBSC
Y6

Y5

Y4

Y3

Y2

Y1

MID1
MID2
MID3
MID4
MID5
BSC1
BSC2
BSC3
BSC4
BSC3
TOP!
TOP2
TOP3
TOP4
TOPS

Estimate
647
615
888
543
480
576
712
768
696
647
666
673
689
630
667
591
641
324



MModel Fit Summary

CRIITY

MNodel

Drefaunlt model
Saturated mo-del
Independence model

EME. GFIL

MNodel

Drefaunlt model
Saturated mo-del
Independence model

Baseline Comparisons

Model

Drefault model
Saturated model
Independence model

Parsimony-Adjusred Measures

Mlodel

Drefanlt model
Saturated model
Independence model

~NCP

Mlodel

Drefaunlt model
Saturated model
Independence model

FAIOTY

Model

Drefaunlt model
Saturated model
Independence model

RAMSEA

Mlodel
Drefault model
Independence model

ATC

Model

Drefaunlt model
Saturated model
Independence model

ECWVI

Model

Drefanlt model
Saturated model
Independence model

HOELTER

Model

Default model
Independence model

NPAR CNITIN DF P CMNITNDE
48 360787 183 Rolele 1972
231 Nelele O
21 3139. 887 210 Relele 14 952
EMNE GFI AGFEL PGFEFI
021 _Bas _BO4 _EaeS
Relele 1.000
235 156 072 142
INFI RFI IFI TLI CEI
IDeltal rhol Delta2 rholZ
_88=s 868 940 930 939
1. 000 1000 1000
Nalele Relele] Relele] Nalele Relels]
PEATIO PINFI PCFI
_BT1 771 _B19
Helolel Helele] _000
1000 Eolele] _000
~™§NCP L 90 HI <0
177787 127 . 65a 235 TO8
Helele] Helele) Helele]
2920 88T 2752 265 3114 849
FIMNIITN FoO L 90 HI <0
1.795 _BES B35 1.173
Eolele] Holele) Eolele) Kelele)
15 621 14577 13 693 15_ 497
EMNSEA LO 90 HI 20 PCLOSE
JOT0 059 JDBO o0z
263 255 2T2 _000
ATC BCC BIC CAIC
456 787 468 . 585 6ls 583 663 583
462 000 518.782 1226210 1457210
3181.887 3187.049 3251 361 3272 361
ECWI LO S0 HI 90 MECWI
2273 2023 2 561 2331
2.299 22909 2299 2 581
15830 14947 16750 15 856
HOELTER. HOELTER
.05 .01
121 129
16 17



Phu luc 9. Két qua danh gia d9 tin ciy ciia cac thang do chinh thirc

BELIRBILITY
FVARIABLES=TOP1l TOP2 TOP3 TOP4
FSCALE {"ALL VARIABLES') ALL
/MODEL=ALPHRL
F SUMMARY=TOTAL MEANS VARIANCE.

TOPS

Scale: ALL VARIABLES

Case Processing Summany

[&] ES)
Cases “Walicd 202 100.0
Excluded? o .0
Total 202 100.0

a. Listwise deletion based on all variables in
the procedure.

Reliability Statistics

Cronbach's
Alpha Based

Cronbach's

on
Standardized

Alpha tems M oof ltems
.840 239 5
Summary kem Statistics
Maximum /
Mean Minimum Maximum Range Minimum Variance M oof ltems
ltem Means 4.230 4104 4.371 26T 1.065 013 5
Itermn Variances L3B6 L2354 A1 057 1.161 001 5
tem-Total Statistics
Scale Corrected Squared Cronbhach's
Scale Mean if Variance if Iterm-Total Multiple Alpha if tem
Item Deleted Item Deleted Correlation Correlation Deleted
TOP1 16.78 4,194 B46 310 832
TOP2 16.85 3.8958 629 .aae B
TOPZ 17.03 3.810 671 475 799
TOP4 16.89 3.769 682 467 796
TOPS 17.04 3.834 687 496 795
RELIABILITY

/VARIABLES=BSC1l BSCZ2 BSC3 BSC4 BSCS
/SCALE ( "ALL VARIABLES') ALL
/MODEL=ALPHR

/ SUMMARY=TOTAL MEANS WVARIANCE .

Reliability
Scale: ALL VARIAEBLES

Case Processing Summary

] %
Cases Walid 202 100.0
Excluded? o .0
Total 202 100.0

a. Listwise deletion based on all variables in
the procedurs.

Reliability Statistics
Cronbach's
Alpha Based

an
Cronbach's Standardized
Alpha Iterms M of tems
881 881 5




Summary ltem Statistics

Maxirmurm /
Mean Minimum Maximum Range Minimum “ariance M of ltems
temn Means 3.850 3.708 4.010 302 1.081 015 5
termn Variances 465 AT 507 .0ao 1.216 0o L]
tem-Total Statistics
Scale Corrected Squared Cronhach's
Scale Mean if “ariance if ltem-Total Multiple Alpha if ltem
Iterm Deleted Iterm Deleted Correlation Correlation Deleted
BSCH 15.24 5.088 742 558 .B8a0
BSC2 15.45 5313 BaT 521 860
BSC3 15.31 5.030 758 580 846
BSC4 15.54 5.434 BT4 469 BEE
BSCH 15.46 5.095 708 515 .8a8
RELIABILITY
/VARIABLES=MIDL MIDZ2 MID3 MID4 MIDS
/SCALE ( "ALL VARIABLES') ALL
SMODEL=ALPHRA
/SUMMARY=TOTAL MEANS VARIANCE.
Reliability
Scale: ALL VARIABLES
Case Processing Summary
T %
Cases Walid 202 100.0
Excluded? 0 .0
Total 202 100.0
a. Listwise deletion based on all variables in
the procedure.
Reliability Statistics
Cronbach's
Alpha Based
on
Cronbach's Standardized
Alpha Items M of tems
908 .909 5
Summary Rem Statistics
Maximum /
Mean Minimum Maximum Range Minimum “ariance M oof tems
Item Means 3916 3797 4.050 252 1.066 010 3
ltem Variances 5249 463 601 138 1.298 003 5
tem-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if Wariance if tem-Total Multiple Alpha if ltem
Iterm Deleted Item Deleted Correlation Correlation Deleted
MID1 1553 6.280 7549 587 .BBa9
MiD2 15.70 6.459 78 B12 B85
MID3 15.70 6.520 F72 B06 887
MID4 15.60 6.091 FiT B15 B85
MID& 1578 6.301 756 547 890




RELIABILITY
/VERIRBLES=Y1 ¥2 ¥3 ¥4 ¥5 ¥&
/SCALE ('ALL VARIABLES') ALL
/MODEL=ALPHA
/SUMMARY=TOTAL MEANS VARIANCE.

Reliability
Scale: ALL VARIABLES

Case Processing Summary

M %
Cases  Valid 202 100.0
Excluded? 0 0|
Total 202 100.0

a. Listwise deletion based on all variables in
the procedure.

Reliability Statistics

Cronbach's
Alpha Based
an
Cronbach's Standardized
Alpha temns M of tems
809 804 f
Summary ltem Statistics
Maxirmum /
Mean Minimum Maximum Range Minimum ariance M ofltems
term Means 3.843 3.4486 4,158 713 1.207 067 4
temYariances 500 487 A25 038 1.078 000 5]
Item-Total Statistics
Scale Corrected Squared Cronbach's
Scale Mean if Variance if Itermn-Total Multiple Alpha if ltem
ltem Deleted Item Deleted Caorrelation Correlation Deleted
1 18.80 8.687 T62 604 891
2 19.05 8.455 826 T17 882
Y3 19.11 3.688 T G55 889
¥4 19.41 8.820 742 5A3 8494
Al 19.61 9.104 663 M52 805
A 19.21 3.772 719 522 8497




Bing 1 (Phu luc 9). Két qua danh gia do tin ciy ba thang do chinh thic cia cac khai niém

nghién ctru vé sy tham gia ciia nhom nha quan tri trong giai doan phan ting BSC

Trung binh Phuong sai Tuong quan Cronbach
Thang do thang do néu thang do néu | bién - tong hiéu Alpha néu
loai bién loai bién chinh loai bién
a=0.840
TOP1 16.78 4.194 0.546 0.832
TOP2 16.85 3.958 0.629 0.811
TOP3 17.03 3.810 0.671 0.799
TOP4 16.89 3.769 0.682 0.796
TOP5 17.04 3.834 0.687 0.795
a =0.881
BSC1 15.24 5.088 0.742 0.850
BSC2 15.45 5.313 0.697 0.860
BSC3 15.31 5.030 0.758 0.846
BSC4 15.54 5.434 0.674 0.866
BSC5 15.46 5.095 0.708 0.858
a=0.908
MID1 15.53 6.280 0.759 0.889
MID2 15.70 6.459 0.778 0.885
MID3 15.70 6.520 0.772 0.887
MID4 15.60 6.091 0.777 0.885
MID5 15.78 6.301 0.756 0.890

(Nguon: két qua tinh todn tir SPSS ciia tac gid — Phu luc 9)

Bing 2 (Phu luc 9). Két qua danh gia d¢ tin cy thang do chinh thirc ctia khai niém
nghién ctru “Phan ting BSC thanh cong”

Trung binh Phuong sai Tuong quan Cronbach
Thang do thang do néu thang do néu | bién - tong hiéu Alpha néu
loai bién loai bién chinh loai bién
a=0.909
Y1 18.90 8.697 0.762 0.891
Y2 19.05 8.455 0.826 0.882
Y3 19.11 8.688 0.777 0.889
Y4 19.41 8.820 0.742 0.894
Y5 19.61 9.104 0.663 0.905
Y6 19.21 8.772 0.719 0.897

(Nguon: két quda tinh todn tir SPSS ciia tdc gid — Phu luc 9)




