H& tro 6n tap [DE CUONG CHU'ONG TRINH DAI HOC]

Taip chi Kinh te& - Kyd thuaat

NHONG YEU TO THANH CONG HAY THAT BAI

KHI AP DUNG THE BIEM CAN BANG (BSC) TAI VIET NAM
Nguyén Quang Dai *

TOM TAT

Theo khdo sdt ciia Vietnam Report thi tinh dén thing 1/2009, trong sé 500 doanh
nghi¢p Ion nhit Viét Nam cé 7% da dp dung va 36% dang c6 ké hoach dp dung Thé diém cin
bang (Balanced Scorecard - BSC). Tuy nhién, cho dén thoi diém 2014 nay, c6 bao nhiéu doanh
nghiép da dp dung thanh coéng hay thét bai, chiing ta chwa c6 con sé cu thé. Ciing tir thoi gian
dé, nhiéu t6 chirc da t6 chirc cdc cudc hdi thao vé viéc dp dung BSC. Hiu hét cic cude hji
thdo nay déu néu lén nhitng loi diém khi dp dung BSC. Nhung khi dp dung, nhiéu doanh
nghiép di thit bai. Nguyén nhéan nhitng thit bai nay do nhitng yéu té nao. Bai bdo nay trinh
bay cu thé nhitng nguyén nhén dwa dén nhiing thit bai tai Vi¢t Nam. Pong thoi, bai bdo ciing

trinh bay cu thé nhitng yéu té can phdi c6 dé cé thé dp dung thanh cong BSC.

Tir khoa: Thé diém cin bing, chi sé do lwong két qua hoan thanh chii yéu

FAILURE AND SUCCESS FACTORS IN APPLICATION OF THE
BALANCED SCORECARD IN VIETNAM

ABSTRACT

By January 2009, of all 500 biggest enterprises in Vietnam 7% have applied the
Balanced Scorecard (BSC) and 36% have a plan to apply it as well, according to the survey in
Vietnam Report). At this time in 2014, however, we haven’t had speciic data on how many
enterprises have applied it successfully. Many conferences on the balanced scorecard
application have been held by different organizations since then. Most of the conferences
highlighted advantages in application of the balanced scorecard, but many enterprises have
failed to apply it in reality. What are factors for the failure? This paper analyzes causes of
failures in the BSC application in Vietnam. In addition, the paper also presents speciically
factors that are really necessary to get success in the BSC application.

Keywords: Balanced Scorecard (BSC), Key performance indicators (KPI)
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1. AT VAN pE

Khio sat cua Vietnam Report (thing
1/2009) di cong bd nhirng con s6 4n twgng lién
quan dén 500 doanh nghiép 16n nhit Viét Nam
trong qua trinh xdy dung chién hrgc phat trién
doanh nghiép. Pé la c6 7% da ap dung va 36%
dang c6 ké hoach ap dung Thé diém cén bing

. Tir d6 dén nay, di c6 thém nhiéu doanh
nghiép ap dung. Tuy nhién, ching ta chwa cé
con s thong ké diy di. Va ciing tir nim 2009
dén 2013, cac td chirc nhu Cau lac bd VNR500
(VNR500 Club), Vién Marketing va Quan Tri,
va mé6i diy (thang 12/2013) Vién Kinh té va
Thwong mai Quéc té thudc Trwong Pai hoc
Ngoai thwong lién tuc td chirc cic cudc hdi
thao vé viéc ap dung BSC. Trong cudc hdi
thao nay, cic doanh nghiép néu 1én mot sb
khé khin hay thét bai khi trién khai BSC.

Y kién ciia Nguyén Tuin giy dwoc nhiéu chd
y: “O Viét nam, viée ap dung BSC va KPI giip
rat nhiéu khé khin béi nhiéu nguyén nhén,
mdt trong cac nguyén nhan chi chét 13 thiéu
chuyén gia hiéu sau vé cong cu KPI va c6 kinh
nghié¢m thuc té, vi viy cac doanh nghiép trong
nuéc thwong thué chuyén gia tw vin nwéc
ngoai béi ho ¢é nhiéu kinh nghiém. Tuy nhién
xdy dung BSC va KPI khong thé ngay mot
ngay hai ma phai 1am lién tuc, xuyén sudt tir
trén xuéng dwéi. Do vy viéc hé thong danh
gia KPI tro nén khong chinh xac, thim chi do
vo' sau mot thoi gian khi don vi tw vin nuéc
ngoai két thiic hop ddng tré vé nuéde vi cac chi
s6 khong con phit hop va doanh nghiép khong
tw xdy dwoc hé thong méi”.

2. VAI NET VE THE PIEM CAN
BANG (BALANCED SCOREDCARD)

Thé diém cén bang ra doi dua trén khai
ni¢ém “Chién lwgc” do Michael Porter trién
khai. Porter lip luin ring cot 16i cia viéc
thiét 1ap ra mdt chién lwgc canh tranh & chd
né lién hé cong ty véi cac lwc trong nganh ma
n6 canh tranh. Thé Piém Can Bang chuyén
dich vién canh (vision) va chién lwgc ciia mét
don vi kinh doanh thanh cac muc tiéu va cac
bién phap do lwdng trong bon linh vue ma
hai dng goi 12 trién vong (perpectives): Trién
vong (TV) tai chanh, TV khach hang, TV tién
trinh kinh doanh ndi bg, va TV hoc héi-phéat
trién. Trién vong tai chanh xic dinh céng ty
mong mudn ¢é dong ciia minh thiy tinh hinh
tai chanh ting trwéng nhw thé nao. Trién
vong khach hang xac dinh cong ty mong
muén khach hang ciia minh thiy hinh anh
ciia cong ty nhw thé nao. Trién vong tién trinh
kinh doanh néi bd dién ta quy trinh hoat dong
trong cong ty phai thich wng thé nao dé thoa
min co dong va khach hang ciia minh. Trién
vong hoc héi va phat trién bao gdm viéc cong
ty phai nhan thirc cin phai thay doi va cai tién

thé nao de bien vien canh thanh hién thye.

Chién lwgc 1a mot bd cac gia thiét (a set
of hypotheses) vé nhidn-qua (cause-and-
effect). Hé thong do lwong sé 1am cho nhirng
méi lién hé giira cdc muc tiéu va bién phap
do lrdng trong sb nhirng trién vong d6 dwoc
ré rang. Mdi diay nhin- qua d6 nén thim

nhap vao tat ca bon trién vong ciia BSC.

Hinh 1 sau day minh hoa tong thé sw
chuyén dich tir sit mang (mission), gia tri
cot 16i (core values), va vién canh (vision)

dén cac két qua chien lwgc mong doi.
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Hinh 1. Sy chuyén dich tir sir mang dén cac két qua chién lwgc mong doi.

SU MANG
(Tai sao ching
ta hién htru?)

GIA TRI COT LOI
(Chung ta tin vao
nhimg gi?)

VIEN CANH (Vision)
(Chting ta mudn tré thanh cai gi?)

\

~ CHIEN LUQC
(Ke hoach cua ching ta la gi?)

BALANCED SCORECARD )
(Chuing ta thuce hién va tap trung nhu the

SANG KIEN/ KE HOACH HANH DONG (strategic
initiatives)
(Chting ta can vhai 1am nhime ¢i?)

MUC TIEU CA NHAN
(T61 can phai lam nhirng gi?)

!

C6 dong
thoa man

Khéch hang
vui mimng

Céc tién trinh
¢6 hiéu qua

Luc luong LD
dugce dong \fién va
duoc chuan bi

Nguon: Robert S. Kaplan and David P. Norton (2001), The strategy focused
organisation: How Balanced Scorecard companies thrive in the new business
environment, Harvard Business School Press, Boston, Mass, .

Cac don vi do lwdng dwge sir dung trong
BSC goi KPI (key

performance indicators = chi s6 do lwong két

thwong dugc l1a
qua hoan thanh chii yéu), boi vi ching do
lwong t6 chirc d6 hoan thanh thé nao so véi
cac muc tiéu (goals) va chi tiéu (targets) da dé
ra. C6 hai loai chi sé KPI: @6 1a chi s dinh
hwong (leading indicators) va chi sé hoi do
(lagging indicators). Chi s6 dinh hwéng do
lwong cac hoat dong c6 tim anh hwéng dén

két qua hoan thanh trong twong lai, trong Khi
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d6 chi s6 hdi do, chang han nhu cac don vi do
lwong (metrics) tai chanh, do lwong diu ra
ciia hoat dong trong qua khi. Chi s6 dinh
huéng 1a cac bién phap do lwong (measures)
¢6 tac ddng manh, boi vi né gitip cho cip quan

tri c6 nhiéu thoi gian tac dong dén két qua.

3 CAC VAN DE CAN PHAI TRANH KHI
AP DUNG BSC

Paul R Niven véi tu cach la ngwoi thuce
hanh va 13 nguwoi ditng diu vé tw van lap
din khoang cach giira Iy thuyét va thue té
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ing dung Thé diém Can bing cia gido sw
Robert S. Kaplan va David Norton. Ong da
xuét ban cudn sach cé cung tén la “Balanced
Scorecard” vao nam 2006 , dwgc coi nhw la
ban dd chi din cach thwc hanh Thé diém Céan
bang. Véi nhiéu nim kinh nghi¢m lam vigc
trong linh vue tw vin, Paul R Niven di khéo
léo chuyén tii mé hinh Thé diém Céan biang
thanh cuén cAm nang hwéng din thywe hién
tirng bwéc, va nho dé cac té chire trén toan
thé gi¢i c6 thé dé dang trién khai va ap dung
vao thure té ctia doanh nghiép minh.

Trong cudn sach nay, Paul R. Niven da co
ging cung cAp mdt hwéng din toan dién va
chi tiét vé nhitng gi can thiét dé ap dung
thanh cong Thé diém Can bing. Ong tin ring,
bing cach tuin theo nhirng 16 khuyén nay, td
chirc ciia cac cong ty c6 thé tranh khoi rat
nhiéu cam biy nguy hiém ddi véi Thé diém.
Tuy nhién, mét s6 linh vue ¢6 qua nhidu vén
dé dén ndi ching cin dwoc cha ¥ va xem xét
nhiéu hon trwéc khi doanh nghiép bit du
chién dich cia doanh nghiép. Duéi day 1a 10
van dé hang ddu ma doanh nghiép cin luu y
va nén tranh khi ap dung Thé diém..

|. Khéng c6 sw hé tro ciia cdp qudn tri. Pay
12 van @& hang diu. Mic du truyén dat va dao
tao rat quan trong, nhung cé su ting hd virng
chic ciia cdp linh dao con quan trong hon.
Néu du 4n Thé diém Can bing cé sw gin két
ciia cAp quan tri cao cip, thi dw 4n d6é vin c6
thé thanh cong mic du sy thiéu sy tip huin
& giai doan dau. Nguoc lai, khong c6 su
iing h{ virng chiic ciia cip linh dao, thi nd
lyre nay cé nhidu kha ning tan lui.

2. Thiéu cdc hoat dong truyén dat va dao
tao dé dp dung Thé diém Cin biang. Thuwong
thi sy don gian ciia Thé diém lam cho moi
nguoi dé mic phai sai 1Am riang hoat dong dao

tao chuyén sau 1a khong cén thiét. Néu cam
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thdy ring Thé diém c6 thé dwoc quan tri
mdt cach dé dang thi t6 chirc s& chi hd tro
tap huén ban linh dao cip cao va sau do tin
vao kha nang kinh doanh cia cdc nhén vién
dé thic ddy phat trién cac bién phap do
lwdng thanh tich méi va manh. Cai gia phai
tra cho quyét dinh nay chinh 13 nhirng Thé
diém dwoc thiét ké kém, it dwoc sir dung va
thiéu sw nhét quan trong té chic.

3. Khong cé chién lwpc. Ching ta sé gip
kh6 khiin khi 4p dung mgt hé thong quin
tri chién lwoc ma khong c6 mot chién lwoc.
O vi tri c6t 16i ciia khai niém, Thé diém 1a
chién lwgc ciia to chirc, n6 dinh hwéng tit ca
cic hanh ddng va quyét dinh, dam bao su
nhit quan tir trén xudng duéi.

4. Khong co Iy do co bdn cho chwong trinh
Thé diém Cin biang. Néu chwong trinh Thé
diém khéng c6 nhirng muc tiéu dwgc tuyén bd
rd rang thi n6 cé thé dé dang bi hiéu nhim va
cudi cung bi “xép vao ngin kéo” cho dén khi
khéng ai con ngé ngang gi dén no nira.

5. Khong bdo két qui Thé diém Cén bang.
Niven cho ring néu cac té chirc hi vong dat dwoc
nhitng thanh céng 16n tir sy diu tw ciia minh
vao Thé diém Can bing nhwng khong danh thoi
gian va cong sirc dé bao cdo, thiao luin cac két
qui, ching khac gi viéc ho dang hy vong tring
x6 s6 trong khi khong mua liy mot tAim vé.

6. Qudn tri mét cich mau thudn, khong
cdn bang. Nhiéu to chirc khuyén khich lam
viéc theo nhém va tinh thian hop tac - nét
quan trong mang lai thanh cong, trong khi lai
dé dang khen thudng cic ca nhin bing cach
chi dua trén thanh tich ciia tirng nguoi. Viée
sir dung hiéu qua Thé diém Cin bang sé bit
budc cac to chirc phai cam két phat trién va
tham gia vao cac quy trinh quén tri phu hep
v6i nhirng muc tiéu mang tinh toan dién von

¢6 trong ban thin Thé diém.
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7. Khong co cac bién phdp do lworng moi.
Nhitng yéu t6 dinh hwéng gia tri cha mot
Thé diém Cén bang, chinh la cac bién phap
do lwong méi va quén s tac dong 1in nhau
ciia chiing véi nhirng chi sé khac. Cé thé
mot cong ty nao dé dang cé nhiéu bién phap
do lwdng cin thiét dé thé hién chién luwoec.
Nhung trong da sé cic truong hop, ching
phai dwgc bd sung b:‘Tlng nhirng bién phap
do lwong méi va hién dai hon dé dam bao
viéc thue hién chién luoc.

8. Hoat dpng phdt trién nhom khéong
higu qud. Thé diém Can bing sé phat trién
manh mé trong m¢t moéi truong nhom, noi
ma nhirng nén tang va chuyén mén chirc
ning dwoc dwa hét vao nhirng cudc tranh
ciii s6i ndi va nhirng cudc thao luin cob su
chuin bi truéc véi muc dich phat trién
mot Thé diém phan anh toan b to chire.

9. Thiéu cdc hoat dong phin ting. Bat ky
t6 chirc nao c6 quy méd dang ké déu phai phan
ting Thé diém tir trén xudng dw6i néu ho hy
vong ¢6 dwoc nhirng loi thé ma hé thong nay

mang lai. Chi bang cach phan tang Thé diém

xudng tit ca cac cip bic va cho phép toan
b6 nhin vién mé ta cach thirc ho sé dong
g6p vao thanh cong chung thi to chirc méi
thue sir tao dwoe sy nhat quan.

10. Nhitng moi lién hé thiéu viing chic véi
nhitng quy trinh qudn tri. Viéc gin Thé diém
vao cac quy trinh quan tri nhwe du toian ngian
sach, ché d6 dii ngd va kiém soat doanh
nghiép cho phép cic to chirc khai thic dwoc
nhirng tiém niing diy di cia khung lam viéc
ning dong nay. Tuy nhién, néu nhirng nd lyc
tao ra méi lién hé trén chwa thye sy chin mudi
thi ching c6 thé giam dang ké da thanh cong
ciia Thé diém. Thi pham chinh & diy 1a mdi
lién hé cia cac bién phap do lwong (measures)

ciia Thé diém véi ché do dai ngd.
4, NHONG TRO NGAI KHI AP DUNG

BSC

Mac du gido sw Kaplan va gido sw Norton
mé ta nhiéu cich thwe hién thanh céng Thé
diém Can bing, tuy nhién hai gido suw ciing
néu Ién nhidu ngudn giy tic nghén hoic tré
ngai cho viéc ap dung BSC. Bang 1 sau day sé

minh hoa day di va chi tiet cac yeu to nay.

Bang 1. Nhitng tré ngai va cdc yéu té cét 16i trong vigc thue higc BSC.

Cic tac gia/
phuong phap Mo ta
nghién ctru

Cac tré ngai

Yéu t6 chi yéu/
¢t 16i

Qua it cac bién phap

Nhur di dé cap trweée ddy, mot BSC tot nén
¢6 su phdi hop mét cach thich hop giira
cic két qua (chi s6 hdi do) véi cac dinh
hwéng hoan thanh (chi s6 dinh huéng)

cia chién lwgc doanh nghiép. Do do,
khi t6 chire xay dung qua it bi¢n phap
do Iwong (measures) cho mdi trién vong,
thi né khong tao dwgc su cin bing giira
cAc chi s6 dinh huéng véi chi sé hoi do
hoac chi 50 phi tai chanh véi chi 56 phi

Dat dwoc sw cdn bang
giira cac chi so dinh
huong voi chi so hoi
do

Trong trudng hop nay, té chirc d6 sé mét
tip trung va khong theé tao dwgce sw noi ket
giirc cac chi so

1. Kaplan and do lwong (hai hodc ba)
Norton cho moi trién vong
(perspectives)
tai chanh.
2. Kaplan and To chire 4p dung qua
Norton nhicu chi so

Chi qhép nhan cac
chi s6 phan anh CL
va la nhirng chi so

quan trong
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3. Kaplan and
Norton

Cac bién phap do
lwong (measures)
duwge lwa chon cho
BSC khéong phan anh
chién lwgc ciia doanh
nghiép.

Diéu nay xay ra khi to chire c6 ging ap
dung tat ca cac chi so KPI vao moi trién
vong ma khong chon lgc ky nhirng bién
phap do lwdmg (measures) nao gin két voi
chién lwge ma théi. Do d6 chién lwge ciia
t6 chirc khong chuyén dich thanh hanh
dong, va td chirc d6 khong dat dworc loi
ich cia BSC.

Chi chon lgc nhirng
bién phap do lwong
nio gin két voi
chién luwgc ciia doanh
nghiép.

4.Schneiderman
va Norreklit

NG& Iwe két ndi dinh
lwgng giira cac chi so
dinh huwéng véi ket

qua tai chanh ky vong.

Cac bién phap do lwong tai chanh la cac
bién s6 phu thudc va hoi do. Mat sb to

chirc c6 giing 1am cho viéc két ndi nay cé
thé do lwéng dwge, nhung thoi gian hoi
twong lai kho tién doan nhiéu yéu t6 cé
thé anh hwong dén két qua, cho nén khong
thé két ndi dugc . Do d6 ho khong nén

ndi két dinh lwong giira cac chi sé phi tai
chanh véi cic két qua tai chanh mong doi.

Khéng noi két dinh
lwgng gitra cac chi

s6 dinh hwéng phi tai
chanh véi cac két qua
tai chanh mong doi.

5. Kaplan and
Norton,

Braam and
Nijsen (impirial),
and Schneiderman

Thi€u sw gan ket cia
cap quan tri cao cap.

Su uy thac dy 4n SBC cho c¢ip quén tri
trung cAp va dinh nghia dw 4n d6 nhw Ia
mdt bién phap do lwong (measure) két qua
hoan thanh (performance) dwgc coi nhuw
12 mét nhirng nguyén nhan pho bién nhat
din dén thét bai vi b6 mét trong tim va
sap xép hoan thanh chién lugc. Piy Ia

tién trinh chi cé thé dwoc lanh dao tir trén.

Cép quan tri cao cip
nén hd trg va lanh
dao viéc xac dinh du
an la bién phap do
lwong két qua hoan
thanh.

6. Kaplan va
Norton

Qua it cac ca nhan
tham gia

Nhoém linh dao cao cip phii lam viée
chung véi nhau dé xay dung va hd tro
viéc thue hién BSC, bao gom viée dé ra
muc tiéu, bién phap do lwong, va chi tiéu.
Néu khong, sé khong c¢é sw gin két dong
chia sé (shared commitment) cén thiét
cho viéce sip xép to chire.

Nhom lanh dao cao
cAp phai lam viéc
chung véi nhau dé
xdy dung va hd tro
viéc thuc hién BSC

7. Kaplan and

Norton,
Schneiderman,

and Andersen et
ali

Duy tri SBC trén ban
cuiia cap quan tri cao
cap.

Dé cho ¢6 hiéu qua, BSC bao gdm viéc
dé ra chién lwgc va hanh dong hd tro thyc
hién, cudi cing phai dwoc chia sé véi moi
thanh vién ciia to chirc (xem hinh 1). Néu
khong c6 hé thong trién khai phén tang tir
muc tiéu thir bac cao xudng thir bic thip
noi ¢6 cac hoat dong cai tién thwe s, thi
céc cai tién quy trinh quan trong khip t6
chirc khdng phat sinh dwge két qua tir cip
bac thapw.

Toan bo to chirc deu
tham gia vao tien
trinh thuc hién.

8. Kaplan and
Norton

Pwa BSC vao ap

dung chi dé cho lwong
bong va dai ngé.

H& tro cho viéc ndi két lwong bong véi

céc bién phap do lwong chien lwgc chi cé
hiéu qua khi n6 l1a mét phan cia tien trinh
chuyén dich chién Iirgc trong td chirc.

H3 tro cho viéc ndi
két lIwong bong véi
cac bién phap do
lwong chién luge khi
n6 1a mét phan cua
tién trinh chuyén dich
chién lgc trong tb
chire.
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Khi thye hién dy 4n Thé diém Céan bing (BSC),
chiing ta hiy lru y nhirng van dé ma da sb cac
doanh nghiép thwong gip phai sau day:

1. QU4 it cac bién phap do luwong (hai hoic

ba) cho mdi trién vong (perspectives).

2. To chirc ap dung qua nhiéu chi s6

3. Cac bién phap do lwong (measures)
dwge lua chon cho BSC khong phan
anh chién lrgc ciia doanh nghiép.

4. N luc két ndi dinh lwong giira cac
chi s6 dinh huéng véi két qua tai
chanh ky vong.

5. Thiéu su gin két ciia cAp quan tri
cao cap.

6. Qua it cac ca nhan tham gia

7. Duy tri SBC trén ban ciia cAp quan
tri cao cap.

8. Pua BSC vao ap dung chi dé cho

lwong bong va dai ngo.

5.  CACYEUTO cOT LOIGIUP AP
DUNG BSC THANH CONG

Jake Barkdoll va John Kamensky da
dic két 44 cudc hop hang thang vé BSC &
tru sé Balanced Scorcard Interest Group
tai Washington DC. Tai cac cu¢p hop nay,
cac thanh vién da phan anh cac bai hoc
rut ra khi giéi thiéu va sir dung BSC. Va
dwa vao nhiéu nim kinh nghiém va hiéu
biét ca nhan khi thuyét trinh cho rat
nhiéu co quan lién bang Hoa Ky vé BSC,
hai ong da dic két 10 van dé hang dau
giup cho viéc ap dung BSC thanh cong.

Trién khai BSC doi héi phai gidi quyét ba
van dé thach thirc sau diy: 1) Tao dwng mdt tién
trinh thiét ké, quan tri, bio cdo, va phan tich
cac don vi do lwdng (metrics); 2) giai quyét
nhirng thay d6i vé viin hoa va hanh vi ing xir c6
sin trong phwong phip niy; 3) bio dim cac
khia canh k§ thuét thu thap dir ki€n, sy trung
thue va chét lwgng. Danh sach “Muoi
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véan dé hang diu” (The Top Ten) xuyén sudt mdi
giai doan ciia bon giai doan cbt 16i trong nd lre
bio dam BSC thanh cong sau diy: thiét ké, trién
khai, thwe hi¢n, va duy tri (hodc dinh ché hoa
(institutionalize) cach sir dung né. Bon giai doan
nay sé duwoc trinh biy sau phian “muoi yéu to
hang dau”. Tit ca cac yéu td cbt 16i néu trong
Bang 1 “Nhirng tré ngai va cac yéu té cot 16i
trong viéc thwe hiéc BSC” déu hién dién trong

muoi yéu to hang dau sau day:v

1. Hay tranh thi dwoc sw hd tro cia
cAp quan tri cao cap. Piéu nay rit
gitp ich néu c¢é “su tranh ludn nay
lira” doi hoi can phai thay ddi.

2. Hay do lwong nhirng cai/viéc dung

(measure the right things) - nhirng
cai ma khach hang, nhitng bén co
lién quan (stakeholders), va nhan
vién thiy c6 gia trj - chir khong
phai tit ca moi thir.

Hiy tao nén mot quy trinh diéu

hanh 16i kéo nhirng bén cé lién quan.
Hay thiét ké hé thong theo doi cong
viéc thue s ciia t6 chire.

Hay bat dau trién khai cic bién
phap do lwong ¢ ca cap trén va cip
dwéi cia td6 chiee, va phin bd
ching & ca hai phia.

Hiy tao nén mét chién dich truyén
thong giai thich cho moi ngudi biét
BSC vira phan anh vira dinh huéng
tap trung vao sir mang (mission).
Hiy sip xép ciac hé théng: hiy
rang budc cac hé thong nay vio cac
chu ky hoach dinh, do lwong, va
ngén sach ciia to chirc.

Hay diam bdo tinh dang tin cay
(kha tin) ciia tién trinh va su trung

thwe trong bao cao.
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9. Hay tao nén sy minh bach cia
thong tin cang ding thoi diém cang
tot. Py 1a chia kho4 ciia tinh kha
tin va hiru ich cho c cip quan tri
cao cap 1an cip quan tri co sé.

10. Hay néi két va sip xép cac khich I¢,

khuyén khich: hiy néi két phin

thwéng véi viéc hoan thanh cong
tic qua viéc danh gia hiéu qua va
danh gia hoan thanh cong tac.

Muoi van dé hang diu nay xuyén suot
bon giai doan ciia nd lwe thwe hién BSC.
Sau diy chung ta hiy nghién ctru chi tiét
bon giai doan nay.

Thiét ké. Tao nén mot BSC thanh cong
khong phai la mgt ky cong vé mit ky thuat.
Thach thire thit s 13 & chd 16i kéo cac vi
lanh dao, cac nha quan tri, nhian vién,
khach hang, va cac bén co6 lién quan tham
gia vao tién trinh thiét ké. Trong khi nd luc
12 do nhén vién tao nén va dat dwoc sy tién
bd, thi nhirng nd luc thanh cong that sy bat
diu tir sy hd tro cia cip linh dao cao cip.
Véi s hd tro cia cap linh dao cao cip, thi
diém chii yéu 13 do lwdng nhirng cai ding -
nhitng cai ma khach hang, nhitng bén co
lien quan (stakeholders), va nhén vién thiy
¢6 gia tri - chir khong phai tit cd moi thir.

Yéu t6 chii chot khac trong viée thiét ké
12 danh cho hé théng dé thurc hién thém cong
viéc dd hoan tit. Ching han nhu hé théng
thw vién tai Pai Hoc Virginia Hoa Ky da
thu thap dir kién trong nhiéu nim. Chi sau
khi trién khai BSC két noi dir kién voi cai
ma thw vién dé da thuwe hién, thi dir kién dé
moi thye sy tré nén hiru dung.

Trién khai. Mot phwong phap dwoc sir
dung 12 bit diu trién khai cac bién phap do
lwong ciia to chire tai cp trén va cip dudi ciia

td chirc va phan bo cac két qua phai dat dwoc
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& cAp béc trung cip. Ching han nhw, tai
Trung Tam Devices and Radiological Health
Hoa Ky, trong viéc quan tri thwe phim va
dugc phflm, Cf,lp lanh dao dwa ra khung bién
phiap do lwong tong quat, nhung ciing
khuyén khich truwéng cac don vi chi nhanh
tw trién khai don vi do lwdng ciia minh. Ban
diu c6 mot sé trung lip, nhung cic cudc
dam thoai chon lgc bién phap do lwong da
tao ra su hiéu biét 1in nhau hon tir hai phia.

Viéc tao nén mot chién dich truyén
thong giai thich cho moi nguoi biét BSC vira
phan anh vira dinh hwéng tip trung vao sw
mang rat quan trong daé dat duogc sw hd tro
ciia cAp quan tri va nhan vién cho viéc thu
thap va bao cdo nhirng bién phap do lwong
méi. Khi cic nha quan tri va nhén vién thay
dwge gia tri ciia thong tin, thi n¢i dung cua
cac cude dam thoai sé thay doi.

Thue hién. Trién khai va bao cao két
qua cac bién phap do lwong cia BSC khong
nghia Iy gi néu chiing khong ndi két véi cac
hé thong hanh chianh di dwoc thiét 1ap
trweédc diy ma nhan vién sir dung thwong
xuyén, nhu chu ky hoach dinh, trién khai va
thwe hién ngin siach . Ching han nhu Sé
Dich Vu thudc B Tai Chanh va Ké Ton va
S¢ Van Chuyén thudc Bo Quoc Phong Hoa
Ky déu sir dung cac bién phap do ludng cia
BSC nhr mot phin ciia chién lwgc thwong
xuyén va hé thong trién khai va thwc hién
ngan sach cia minh. Vian phong Cung tng
thudéc B Ning Lwong Hoa Ky nhéin thiy
rang BSC gitip bd nay chuyén dich khéi
“cac hoat dong danh gia chwong trinh” sang
“quan tri chwong trinh”. Tinh kha tin (dang
tin cdy) ctia tién trinh va tinh chan that
trong bao cdo ciing 1a cic yéu té quan trong.

Duy tri. Thach thirc I6'n nhét trong da s6

cac nd hre ciia BSC 1a duy tri nd lue d6 lau
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dai, dic biét khi nguoi hd tro cic sang kién
hanh ddng (initiavives) ra di. Mot cach dé bao
dam tinh lién tuc va hd trg tinh kha tin cia
cac dir ki€n la tao nén sy minh bach cia thong
tin cang sat v6i thoi diém cang tot. Piéu nay
ciing lam cho théng tin ciia BSC hiru ich cho
ca cAp quan tri cao cép 14n cip co sé. Thay vi
thu thap va bao cao dir kién hoan thanh hang
nim, thi ching han nhw Téng Nha Pia Oc, S¢
Tai Nguyén Thién Nhién, va S¢ Pia Oc Hoa
Ky tét ca déu thu thap théng tin két qua hoan
thanh gin sit thoi diém thyc té c6 sin trén
mang ndi b (intranet) danh cho nhén vién dé
ho c6 thé so sanh két qua hoan thanh va hoc
tap & ban dong nghiép cach cai tién hoat dong
cia minh.

Mot déng lwe thic ddy chi yéu khi siv
dung thong tin BSC 1a gin né véi cac cac
phén thuwéng khich 18. Ching han nhuw Sé Dia
Oc Hoa Ky gin BSC véi chi tiéu hoan thanh
cong tac da dwoc thwong lwong trwdc trong
m&i viing. Néu ving nao hoan thanh chi tiéu,
thi ving dé sé nhin dwgc phan thwéng.

Ngoai “Mudi Yéu T6 Hang Pau” di néu
trén diy, nhirng ngwoi tham dw cac cudc hop
tai Washington D.C néu trén day da dwa ra
nhitng dé xuit thém dé thanh cong khi ap
dung BSC. Truéc hét, ho dé nghi hay lién két
v6i cac to chire khac dang trién khai SBC. C6
nhiéu bai hoc dang dwgc hoc tip mét cach
ban chinh thirc. Thir hai, ho cam thiy rang
phuong phap BSC dwoc coi nhu mot cong cu
hoc tap, chir khong phai chi don thuin la hé
thong cac bién phap do lwong. Ho cam thiy
ring BSC tao nén mét khung, mot ky cwong,
va mot tiéng néi chung trong pham vi mét to
chirc, va khi né tién trién, thi viin hoa cua to
chitc d6 bit dau thay d6i hwéng vé két qua
hoan thanh hon (more performance oriented),

dua vao dir kién hon (more fact-based) va
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hwéng vé khach hang hon (more customer-
centric). Va sau cung, kinh nghiém cua cac
don vi sir dung BSC & Hoa Ky d3 nhén thiy
rang béi vi vin hoa ciia ho thay dbi, cho nén
ho it nhdn manh BSC nhu la mét phuong
phap do ludong va xem n6 nhuw 1a mot cach
khac truyén théng véi nhau.

Trong cudc hdi thio vé ng dung BSC va
KPI trong quén tri doanh nghiép vao giira thang
12 nim 2013, cic chuyén gia ciia Vién Kinh té
va Thwong mai Quéc té truc thuje Truong Pai
Hoc Ngoai Thrrong sau rit nhidu thét bai tir viée
thir nghiém c6ng cu BSC va KPI tir chinh doanh
nghiép ciia minh, di dic két va rat ra ba kinh
nghiém siu siic. Cac doanh nghiép nao mudn ap
dung phai nim ré ba yéu t6 nay thi viéc xay
dung KPI méi c6 thé thanh céng. Cac yéu td nay
hiu nhw di dwoc trinh bay & phéan trén diy. Ba
yéu t6 dé 1a.

Thir nhit, Xay dung BSC va KPI phai
phu hgp véi van hoa Viét Nam.

Thir hai, H¢ thong BSC va KPI phai
dwgc thue hién cham rai, khong nén nong,
va phai hiéu ring day 1a cong cu quan ly
dé cong viéc tot hon chir khong phai hé
thong quy trach nhiém.

Thir ba, Cé6 sw quyét tAm cia toan
cong ty, linh dao phai hiéu ré cong cu, c6
nhém hat nhan xiy dung hé thong, roi tir
tir lan toa ra toan bg cong ty.

Chung ta da nghién ciru qua nhirng tré
ngai chinh khi ap dung Thé diém Cén bing
ciing nhu nhirng nguyén nhan chi yéu din
dén sy thanh cong hay thit bai khi ap dung
Thé diém Can bing, con mot diém then chot
can nhin manh 13 khi xdydung BSC va KPI
¢ Viét Nam phai dic biét quan tim dén vén
dé sao cho phu hop véi nén vin héa ciia mét

dan t§c co6 bé day hang ngan nam lich sir.
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