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THIET LAP VA AP DUNG BANG DIEM CAN BNG DE QUAN LY THUC HIEN
CHIEN LUC TAI NGAN HANG TMCP NGOAI THUONG VIET NAM, CHI
NHANH KIEN GIANG
Nguyén Thi Kim Anh-
Ho6 Hivu Tan~

TOM TAT

Bai viét nay sir dung cong cu qudn tri hién dai bang diém cin b‘ng (Balanced Scorecard - BSC)
dé nhm muc dich chuyén tam nhin va chién lwoc ciia Vietcombank (VCB) Kién Giang thanh cdc muc
tiéu, thwéc do cu thé theo bon vién cinh ciia BSC la tai chinh, khdch hang, qui trinh hoat dong nji by
va dao tao - phat trién. Trong méi vién cinh, BSC déu dién gidi chién lwgc thanh cdac muc tiéu giup 1
chirc vach ra con dwong di cho tirng giai doan. Bé‘ng thoi BSC ciing trinh bay cdc thudc do dé do lwong
viéc thwe hién cdac muc tiéu da dé ra. Két qud nghién cuu cho thti'y: Ty I¢ tiéu chi tai chinh la 80%; tiéu
chi khdach hang la 93%; tiéu chi quy trinh ngi b la 85%; tiéu chi dao tao va phat trién la 91% va phfin
tram hoan thanh chién lwgc ciia VCB Kién Giang la 87,2%. Trén co s¢ két qud nghién ciru bai viét dwa

ra cdc gidi phap vé tai chinh, khdch hang, quy trinh ngi bd, dao tao va phat trién cdn bé.

Tir khoa: bang diém cin bang; quan Iy; chién lugc.

ABSTRACT

This paper uses a modern management instrument — Balanced Scorecard (BSC) to transfer
visions and strategies of VCB — Kien Giang branch to aims and speciic scales according to 4 types
of BSC’s visions: inance, customers, internal operation process and training — development. In
each vision, BSC divides strategies into aims which guide the ways for each period. BSC also shows
the scales to measure the performance of the set aims. The results of the study shows that (1) the
percentage of inance is 80%, customers 93%, internal process 85% and training — development 91%
and (2) the percentage of strategy fulilment of VCB Kien Giang is 87,2%. Based on the results, the
paper suggests some solutions for inance, customers, internal process and staff development.

Keywords: Balanced Scorecard; Managament; Strategy

do that hiéu qua. Trong qua trinh nghién ctru

1. bat van dé cac mo hinh quan tri nhu: Quan trj toan dién,

Trong mdi trwong Kinh doanh canh tranh  quan tri theo muc tiéu, quéan tri chit lwong,

gay git hi¢n nay, dé c6 thé ding vitng va timg  quan tri bing Bang diém can bing (Balanced
buée phat trién, ngan hang cin phai c6 chién Scorecard-BSC), theo nhin dinh ciia bai viét

lwrgc phit hop va quén 1y thue thi chién hrge

* ThS. GV Trwong Dgi hoc Nha Trang
=+ PGS.TS. Ngiin hang Thwong mai cé phin ngogi thwong, Chi nhinh Kién Giang
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nay thi BSC 1a mét hé thong quan tri hiru hi¢u
trong viéc trién Kkhai thuc hién chién hrgc.
Khéng nhirng thé BSC con l1a cong cu danh gia
thanh qua hiéu qua va con la cong cu truyén dat
thong tin. Bang cach lién két tAm nhin, chién
lwge voi cac yéu té quyét dinh thanh cong cia
bon vién canh: Tai chinh, Khich hang, Quy
trinh ndi by va Pao tao - phat trién ciia té chirc
trong mdi quan h¢ nhin qua, cing véi viée xay
dung h¢ thong thuéc do cé thé lwgng héa va do
lwong dwoc bang cac chi tiéu cu thé da givp cho
cac ngin hang xic dinh ré con duwong di dén

thanh cong.

2. Phuong phap nghién ctru
- Sir dung phwong phap chuyén gia voi
quy trinh nghién ciru nhw sau:

[0 Xay dung so' d6 muc tiéu chién lwge cho

Ngan hang TMCP Ngoai Thwong Viét Nam
— Chi nhanh Kién Giang (VCB KG): Dinh
hwéng chién lwge va muc tiéu ciia Ngin hang
s& dugc dich chuyén vao trong cu tric BSC,
trén co s& bon yéu to ciia n6: vién canh tai
chinh, vién canh khach hang, vién canh quy
trinh ndi bd va vién canh dao tao — phat trién,
dé hinh thanh nén so' dd muc tiéu chién lwgc
cho Ngan hang.

O Thiét 1ap cac tiéu chi do lwong: Sau khi

di xay dung xong so d0 muc tiéu chién lwoc
cho Ngin hang, xdy dung céc tiéu chi dé do
lwong cho tirng muc tiéu d6, muc dich 1a dé do
Irong mirec d§ dat dwge ciia ciac muc tiéu
chién lwgc ciia Ngan hang.

[0 Lén ké hoach hanh ddng: Chuwong

trinh hanh déng dé sé bao gdm cac chwong
trinh thuc thi — nhitng chwong trinh thuc
thi nay sé tao nén két qua, 1a yéu té can thiét
dé dat dwoc ciAc muc tiéu cia Ngan hang,
cac chwong trinh nay sé chi dinh cic ngudn
lwe nhw con ngudi, cic ning lye va ngudn

ngan sach can thiét de thuc hién.

OPsnh gia két qua cic muc tiéu chién hrge: Cac
tiéu chi do lwdng nay cin phai dwgc thu thap dir liéu dé
so sanh két qua thyc té dat dwge véi muc dich da dé ra
ciia Ngan hang, tir d6 Ngan hang c6 thé xac dinh dwec

khoéng tréng giita két qui thue té va muc dich.

OJAp dung mé hinh BSC vira thiét 1ap cho Ngéin
hang.

- Phwong phap thu thép so liéu:

ODir liéu thir cip: Dir liéu thir cip dwoc thu thap
théng qua cac bao cdo. Trén co sé nhirng nghién ctru va
1y thuyét cé truéc nhw nghién ciru ciia Robert S.Kaplan,
David P.Norton, Brian E.Becker... va nhitng s6 liéu thu
thap dwoc tir cic bao cio vé tinh hinh tai chinh, nhén su,

cac hoat dong kinh doanh ciia (VCB KG).

ODir liéu so cip: Dir liéu so cAp dwge xac dinh
thong qua sw két hop ciia hai phwong phap dé 1a phéng
vén trye tiép va phwong phap chuyén gia.

Phwong phap phéng vén truc tiép (bang ciu
hoéi): Pdi twong quan sat d6 1a cac nhan vién
trong VCB KG (tat ca cic bd phan), s6 lwong
phéng van truc tiép 12 60 nguoi trong tong sb
176 nhin vién, muc tiéu ciia phéng van true tiép
12 nhim xac dinh két qua ciia mot s6 chi s6 thuc
hién (Key performance indicators-KPIs), nhw
mirc dd lién két cac nhan vién, sy tham gia ra
quyét dinh ciia nhén vién, cach thirc bé tri vi tri
cuiia cac nhan vién,...

Phwong phap chuyén gia: sé duwgc phéng
vén trén hai ddi twong. P6i twong 1: Phéng
van truéng va phé phong. Noi dung phéng
vén sé chuyén siu vao trong bon tiéu chi tai
chinh, khach hang, quy trinh néi bg, dao tao
va phat trién. Pé xem xét mirc @9 thich hop
ciia cac chi s6 KPIs. Thoi gian phéng vén:
Khoang 30 phit cic ngay thir 7 hang tuin.
Poi twong 2: Phéng vin Ban Giam doc. Noi
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dung phéng vin 13 nham danh gia két qua
va xac dinh sy dinh chuin cho céc chi sb
thwe hién KPIs. Thoi gian danh gia dwgc
dién ra trong khoang 30 phut.

- Cac dir liéu thu thip sé dwoe tong
hop trén phin mém Excel. Phan tich dir
liéu dua trén phwong phip thong ké, so
sanh, phan tich, tong hop.

3. Cosd ly luan

3.1. Khdi niém bang diém cin bang
(balanced scorecard — BSC)

Kaplan va Norton mé tda BSC nhw la
nhirng nd lwe hé thong diu tién nham thiét ké
mdt h¢ théng do lwong hiéu qua. H¢ théng
nay chuyén tim nhin va chién lwgc caa tb

chirc thanh nhirng muc tiéu cu thé, phép do

va nhirng chi tiéu ré rang. Nhirng phép do ciaa
BSC thé hi¢n sy cin bang giira bon vién canh:
Tai chinh, khiach hang, qua trinh hoat dong
ndi by, hoc hdi va phat trién. Cac phép do
dwoc Ira chon sir dung cho bang diém 1a cong
cu danh cho nguoi linh dao sit dung dé
truyén dat téi nguoi lao dong va cac bén lién
quan nhirng dinh hwéng vé két qua va hiéu
qua hoat dong ma qua dé té chirc sé dat dwoc
nhirng muc tiéu chién lirge ciia minh.

Tuy nhién, mot khai niém don gian nhw
vy khong néi 1&n hét moi diéu vé BSC, vé
co’ ban cong cu nay cung mgt lic 1a 03 hé
thong: H¢ thong do lwdng, h¢ thong quan Iy
chién lwgc va cong cu trao ddi thong tin

(cong cu giao tiép). (So' d6 3.1)

Hé thong do
lwong

Hgé thong quan
15 chién lwoe

Cong cugizo
tiép

So d0 3.1: Bang diém can bingla gi?
Nguon: Paul R Niven Balanced Scorecard Step by Step, trang 13.

3.2. Co sé Iy thuyét dé xiy duwng phwong
phap danh gia BSC

BSC vin giir cac thudée do tai chinh truyén
thong. Tuy nhién, nhirng thuéc do tai chinh
nay thi chwa théa dang trong viéc danh gia,
trong thdi dai thong tin va tri thirc thi doanh
nghiép phai tao ra gia tri thong qua viéc dau
tw vao khach hang, nha cung cip, nhan vién,
qua trinh san xuit, cong nghé va cai tién.

BSC bd sung thém cho thwéc do tai chinh
bing cac thwée do va dinh hwéng doanh nghiép
tién téi thanh céng trong twong lai. Nhitng muc
tiéu va thuée do ciia BSC dwoc rit trich ra tir tim
nhin va chién lwge ciia doanh nghiép. Cic muc tiéu
va thwéce do nay dwge nhém lai trong bén vién

canh: Tai chinh, khach hang, hoat dfng

ndi bo, dao tao va phat tri€n. Nhirng vien cianh

nay cung cip khuén miu cho BSC. (So d6 3.2).

Tai chinh

Muyc tiéu

Thuie do
Ké hoach
Bién phap

Hoat dong ndi bd

Khich hang f

Tam nhin

-

chién lrgc

v

Hoc hai - phat
trién

—>

Muc tiéu
Thude do
Ké hoach
Bign phip
Muc tiéu
Thuire do
K¢ hoach
Bi¢n phap

Muyc tiéu

Thuie do
Ké hoach
Bién phip

. So 36 3.2: Khuén mau cia Balanced Scorecard
Nguon: Robert S Kaplan, David P.Norton The Balanced Scorecard, trang 9
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So dd 3.3 thé hi¢n md hinh bing diém can

bang va so' d 3.4 thé hién bang diém cén

dl

"

‘€ t0 tai chinh

Cde moigquan hé nhin - gud
Xic &rh cmdi quan bé bosic
trmg 6 @i sin vé hmh
chuyén hoa thinh 13 53 him
hinh

»

J

Moiqusnhé: Hinhanh

Yéu t3 Khach hang
Thudc tinh cus san pham' dichvu:

16 sz Tih Thuong
nim nine nid
( )

Yeéu to quy trinh ndi bd

Tdp hop gid oi cung cap cho
khdch hang

Zid e cho khach hang.

Cde guy trink Q0 ra gid ori

\

Yéu to hoc tapva phat trien
Nzudm vam
ahdn luc

Nguén: Robert S Kaplan, David P Norton Bdn & chién hwpe, NXB tré, trang 54

J

S¢ @6 3.3: Mb hinh bing diém can bing

4. Két qua nghién clru va thao luan

4.1. Xdy dwng bin dé chién lwoc cho
vietcombank Kién Giang

4.1.1. Sir mgng: Ngan hang hang dau
Vi Viét Nam thinh vuong.

4.1.2. Céc gid tri cét 16i: Tiép tuc khiang
dinh vi thé d6i v6i mang hoat ddéng kinh
doanh co6t 16i ciia Vietcombank 1a hoat
dong Ngan hang thwong mai. An toan va
hi€éu qua trong kinh doanh lad muc tiéu
hang diu; “Hwéng té6i mét ngin hang
xanh, phat trién bén virng vi cong dong”
12 muc tiéu xuyén sudt. Phat trién trén
nén tang cong nghé hién dai véi ngudn
nhan Iwc chit lwgng cao va quan tri theo
chuin muc qudc té. Phat trién va mé rong
quy mo hoat dong thong qua mua ban sap
nhip va hop nhit khi ¢6 di diéu kién.

4.1.3. Tam nhin d@én nam 2030: Nim
2030 tr¢ thanh Tap doan tai chinh da
ning hing manh, ngang tim véi cic Téap
doan tai chinh lém trong khu vue.

Lam «3 phitnz didn Jién manzla

= | = =~ |—| Quanly Xacdimh cic quy trinh chyén hoa
e Qun Qua Gequy 13§ 336 himhthinh cic k& qui@
ind o 1:%1' d;éﬂ:l\'hi'g thé vékhich hinzva ti chinh
va hing tia vaxi
bl M i

Tdp hop @i sinva cdc hoar dong

Teméan v Xi nhinz 3 530 vo himh cin

N Ve S e "

E E‘:‘:cm pha :_Ian_an!u vakdhopditmn
gidg
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bang 13 mdt bude trong chudi lién tuc thé hi¢n
gi4 tri 12 gi va dwoc thé hién nhuw thé nao.

Sir ménh
Ly do chungta ton tai

Cic gia tri
Diéu quan trong d6i véi ching ta

Tam nhin
Piéu ching ta mubn tré thanh
| Chién lwgc |
Ké hoach tmg bién cua ching ta

Ban @6 chién lwroc
Dién bién chién lvoc
Thé diém cin bang
Po luong va tdp trung

Muc tiéu va hanh dong
Diéu ching ta cn phai lam
‘ Muc tiéu ca nhian ‘
Diéu t6i cdn phai thue hién

Két qua chién lwgc

Nhimg quy
trinh hiéu qua

So 6 3.4: bing diém cin bing 1a mdt buéc trong chudi lién tyc thé hi¢n gia
tri la gi va dwgc thé hién nhw thé nao.

Luc luong
LD nang
dong va co
trinh d6

C6 dong
thoa man

Khéch hang
hai long

Ngubn: Robert S Kaplan, David P.Norton Bdn dé chién ligc, NXB tré, trang 56

4.1.4. Pinh huéng kinh doanh va chién
lwgc phdt trién: Thi truong: Tiép tuc duy
tri va mé rong thi trwong hién cé trong
nwéc va phat trién ra thi trwéng quéc té.

4.1.5. Sin phim: Tiép tuc didy manh cac
san pham ban budn, ban 1é, cac sin pham lién
két trén nén ting cong nghé hién dai. Tirng
buée phat trién cic san pham ngan hang dau
tw, dich vu bao hiém, cac dich vu tai chinh va
phi tai chinh khac. Huy dong von, thé, thanh
toan: phuc vu cho Khach hang dai ching.

4.1.6. Marketing va ban hang: Chuyén
nghiép hoa hoat dong marketing va ban
hang; xdy dung chinh sach, quan Iy va hd
trg ban hang; cac chi nhanh la don vi truc
tiép Marketing va ban hang.

4.1.7. Cdc muc tiéu theo bén vién cinh
cua BSC

Cic muc tiéu chién hrge cia Vietcombank
Kién Giang dwgc phin theo 4 vién cinh ciia
BSC, nhu sau: Vién cianh Tai chinh c¢6 7 muc
tiéu theo thir ty tir F1 dén F7; Vién canh Khach

hang c6 3 muc tiéu theo thir ty tir C1 dén C3;
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Vién cianh Quy trinh ngi by c6 6 muc tiéu theo
thir tyw tr 11 dén 16; Vién canh Pao tao va Phat
trién c6 9 muc tiéu theo thir tw tir L1 dén L9.
4.1.8. Bin
Vietcombank Kién Giang
Chién lwge va cac muc tiéu & muc 4.1.7 sé

chién lwoc cho

dwgc dich chuyén vao trong ciu tric BSC,

trén co s¢ bon vién canh: Tai chinh, Khich
hang, Quy trinh ndi by va Pao tao — Phat trién.
Su dich chuyén nay sé hinh thanh nén ban do
muc tiéu chién lrgc cho VCB KG (so do 4.1).
Ban db chién lwgc cho thiy mdi quan h¢ nhin

qua giira cac muc tiéu cta tirng vién canh.

@s néng czo gié ri cho Vistcombank @
PHUONG
DIEN F2: Tang tm F3: Tang doanh F4:Tang huy F5:Tingduw L6:Khongcha L7: Giam chi
TAI tirdichva 6 TIXNK dbngvin nochovay 7 Bnoxin phi
CHINH
P}‘IJL;E\-NC Cl:Giirvimg khich C2: Phat trién khach C3:Ning cao sy thoa
KHACH hang truyan thing hanemdi min cho khachhane
e 1T T 1T 1T

Qué trinh hoat dong

Quén I¥ khach hans

Qui trinh cdi tién

12: Giam thoi gian amg
cépdich v

15: Phit tridn £6i
sin phim

16: Gia ting tign ich
cho san pham

L7:
Phat
tritn
phin
mém

tignich

4.2. Céc ch sé do lirng cét 16i (Key
Performance Indicators— KPIs) va cac
chwong trinh thuc thi
4.2.1. Céc chi sé do lwong cét 16i (KPIs)
Trén co sé cac muc tiéu chién lwoc ¢ so' dd
4.1, tién hanh phéng van Ban Giam ddc va két

So dé 4.1. Ban @b chién luoc cho Vietcombank Kién Giang

Két qud Nghién ciru

hop véi cac dit liéu do lwong trong qua khir dé
tim ra c4c chi sé do lwdng cdt 16i (KPIs) cho
cic muc tiéu chién lwge. Sau khi ¢6 cic chi so
do lwong cdt 16i, dé lwong héa mot cach chinh
xac, tac gia da thao luian va loc lai theo cac
tiéu chuin dwoc néu trong Bang 4.1:

Bang 4.1. CAc tiéu chudn lwa chon chi sé do lwong cét I6i.

Chi s6 do

Tiéu chuin lwa chon \
: : lwong 1

Chi s6 do
lwdng n

Chi s6 do
lwdng 3

Chi s6 do
lwong 2

Lién két v6i chién lwoc

Kha ning truy cap

Tinh dinh lwgng

D@ hiéu

Doi trong

Phi hop

36




HO tro 6n tap

[DE CUONG CHU'ONG TRINH DAI HOC]

Thiét 1ap va &p dung...

Khéng phai tat ca cac tiéu chi do lwong nay
dwge do lwong trong cung mot thoi gian, thuc
chit khoing thoi gian do lwomg né khac nhau &
cac tiéu chi. Tan s6 do lwong dwoc xac dinh trén
bon khoing, dé la: hang thang, hang quy, hang
nim va do lwong khic. Viéce xac dinh tin sé do

lwomg théng qua tinh chit clia cac tiéu chi do

ngin hang, duoc thé hi¢n & Bang 4.2:

Bang 4.2. Cic chi so do lwong cot 16i cho Vietcombank Kién Giang

lwong va viée do lwong sé dwoc thwc hién vao
cudi mdi giai doan, két qua do lwong sé duge so
sanh véi muc dich cia tirng tiéu chi do lwong.
M&i muc tiéu chién lwgc sé dwoc do lwdng trén
cac tiéu chi khac nhau. Sau khi sang loc, tac gia

lya chon dwge 31 chi s6 do lwomg cot 16i cho

Vién cdnh Muc tiéy chibn 1 Po It Mue dich Tén so6
BSC uc tiéu chien luge o lwong uc dic do ludng
F1: Gia ting lgi nhuin | S6 tuyét dbi 69 ty dong/ nim Thang
F2: Tang thu tir dich vu % ting thu tir dich An ha Ting 10%/n3 ;
ngan hang o tang thu tir dich vu ngdn hang | Tang 10%/nam Quy
F3: Ting doanh so thanh Sé at déi 333 tricu USD Tha
to4n XNK 0 tuyét doi triéu ang
Vién canh F4: Ting nguon von huy % ting huy 5 P Tiine 6.65% /nd Tha
Tai chinh dong o tang huy dong von ang 6,65% /nam ang
F5: Tang du ng cho vay | % ting du n¢ cho vay Ting 16,14%/miam | Thang
F6: Khong ché ty 1€ ng o iz ‘. . ,
Au Ty 1€ no xau toi da toi da 2,3%/nam Thang
F7: Giam  chi phi (cai| . et X P Y Y o/ .x ,
thién céu tric chi phi) %0 gidm so voi ke hoach chi phi | T6i thiéu 10% nam | Quy
Cl: Giir virng khéach| Ty 1& khach hang truyén thong ) o ;
hang truyén thong bo di Nhé hon 10 % Quy
Vién canh C2: Phat trién khéach| S6 lwong khach hang méi ting , N ;
Khéch hang | hang méi them 6.000 khach hang | Quy
C3:Nang cao swthéa| ;
! . 5 S o
mén khach hang %o khach hang dugec théa man | 95 % Quy
i 5 1A o s oong g Ae . 0 .
I1: Nang cao chét lwgng TAy 1€ .Aj sai sot toi da khi cung | 0,001%/GD Théng
dich vu cap dich vu
Quéa ’ : Ty 1€ % khach hang phan nan | 0,01% Théng
trinh
- quin % cham tré so véi thoi gian
I¥ didy | 12: Gidm thoi gian cung | trung binh cung cap san pham h4
> 3. | Y ditu £ . Z . . - A Thang
hanh | cap san pham dich vu dich vu theo qui dinh vé qui 0%
= - trinh nghiép vu
[~ . . Ty 1€ % rui ro toi da lién quan . ]
=] I3: Giam thi€u rii ro £ . - Nhé hon 0,01%/GD | Thang
D >, dén tac nghi¢p
s < Qua , Thyce hién phan loai khach hang | 100%
trinh [ 14: Hiéu rd khach hang | theo nhom ) ou
= N ¥ | va phén khuc thi truong | S6 chwong trinh chim séc dbi | 04/nam y
khéch voi tirng phan doan khach hang
hang
, I5: Phat trie 0i sa £ e 2 Z £ < <
Qua 2 rien gor san) g g6i sin pham dwgc cung cap | 02/nam Nam
trinh | Pham (SP) '
.. .z | 16: Gia tang tién tichcho | , . | B . . .
céi tién A X So tién ich dugc tich hgp thém | 04/nim Nam
SP truyén thong ¢ : *
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Vién cinh Muc ticu chién 1 Do I Mue dich Tén s6
BSC uc tiéu chién luge o ludng uc dic do lwong
Ty 1€ LD di hoc tip é nwéc 5%/s6 can by quian
L1: Nang caoky ning| ngoai. ly
quén 1y cho linh dao Ty 1& LD dao di hoc tip trong | 30%/s6 c4n by quan | Nam
nuoc. ly
L2: Nang caoky ning ;l:ly éllf nnl;:;g “"131;121}1’()% huin 95%
chuyén mén cho nhén [yen ngaiep vi mot R <
Con " So chwong trinh huan  luyén, . Nam
vién 5 04 CT/nam
ngudi dao tao
L3: Nang cao dao dirc| So lwong cac vu sai pham lién 3
A an A . A A~ |0 Thang
nghé nghiép quan dén dao dirc nghé nghiép
Hiéu suat 1am viéc cia nhan | - Giam 10% thoi
L4: Cai thién méi truong| vién ting (giam thoi gian giao | gian/1  GD so véi ;
lam viéc cho nhén vién | dich so v6i quy dinh va khong | quy dinh Quy
= sai sot) - Sai s6t 0%
= = -
= L5: Nang caosw théa L A ;
E man cha nhan vian Su théa man nhan vién 95% Quy
3 2 JA - r A A
S.5 L6: Khai théc hiéu qui :y I¢ may tinh dugc nang cap | 1509,
SE hé théng cong nghg| Miendaivangimang o Quy
=| Théng ﬂ;A tin hién dai *| Ty I€ nhan vién c6 thé khai thac 100%
5| tin ong tin hien dal hé théng thong tin 0
'fé‘;’ L7: Phét trién phin mém | S6 phin mém tién ich cho HD 5 ohin ma .
tién ich KD chi nhénh phin mém Nim
Cac phong trao thi dua dugc
) thuc hi¢n B§ tiéu chuan phuc | 2 phong trao
L8: Phat huy ban sac van| vu khach hang va so tay vian hoa Nam
X hoa Vietcombank Vietcombank ) Quy
To Ty I¢ nhén vién thyc hién tot By | 95%
chire tiéu chuan phuc vu khach hang
va s tay vin héa Vietcombank
L9: Phat trién cac| oz S s Ao a
chwong trinh hoat dong So -chu’(f'ng trinh Xzf h('){ tu; th“‘fn 8 Niam
i hbi Chi nhanh tham gia va to chirc

Két qud nghién ciru

4.2.2. Trién khai cdic chwong trinh
hanh djng.

Pé thrre hién dwoce cic muc tiéu di dé ra,
VCB KG phai xiay dung nhirng chuwong trinh
hanh dong cu thé, cac chwong trinh hanh
dong d6 bao gom cac ké hoach, chwong trinh
thyre thi, nhirng du 4n, ... Cudi cing dé hoan
thanh cic muc tiéu theo ban dd chién lwoc,
Ban Giam doc cung véi cac truéng phé phong
ban thio luin va di thong nhit lra chon 23
chuong trinh, du 4n phuc vu cho cac muc tiéu

chién lugc. Dua vao chirec ning va nhiém
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vu ciia tirng Phong, t6, Ban giam doéc VCB
KG sé tién hanh lya chon Phong, to hodc bd
phan chiu trach nhiém thuc hién chwong
trinh phit hop nhét. Cé thé lién két nhiéu b
phén, nhiéu phong trong mét chwong trinh
dé dat dwoc hiéu qua tong thé cao nhit va
tir 6 1ap ké hoach ngan sich dé thue thi né.
Cic chwong trinh hanh dong nay cé moi
quan h¢ nhin qua v6i nhau va dwoc lién két
v6i cac muc tiéu chién lwgc, thong qua bang
diém can bang cho Vietcombank Kién
Giang nam 2012 (Bang 4.3)
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Biang 4.3: Bing diém cin l;ng cho Vietcombank Kién Giang nam 2012

H#¢ thong bang diém cin bing

K& hoach hanh déng

Pao tao ky ning chuyén
mon cho nhén vién

Vin cinh ] Tan Ngan sach
BSC Muc tiéu chién luge Do ludng Muc dich so do Chuong trinh thuc thi (triéu
lwong dong)
F1: Gia ting lgi nhuén [S6 tuyét dbi 69 ty ddng/nim [Thang
F2: Tang thu tir dich |% tang thu tir dich| . , |- Tham gia Hoi nghi vé
A 1s A 1s Tang 10%/mam |Quy . A ps 1. |[VCB TW
vu ngian hang vu ngian hang dich vu ngin hang ban lé.
F3: Tang doanh so So tuyét doi - Tham gia Hgi nghi ve
thanh toan XNK 333 triéu USD Thang | TTXNK. VCBTW
Vién s A« |% ting huy dong - To chirc, tham gia Hoi
canh Tai |T 4 Tangngudn von | e Ting 6,65% /nim | Thang |thio vé cong téc huy dong |200
P huy dong £
chinh von.
F5: Tang du ng cho |% tang dw n¢ cho |Tang 16,14%/ - Tham gia tap huan ve
vay vay nim Théng |cong tc tin dung. VCBTW
F6: Khong che ty 1¢ |Ty 1€ no xau toi da - Tham gia Hi nghi ng co
ne xiu tbi da 2,3%/nim |Théng |vén dé. VCBTW
F7: Giam chi phi (cai |% giam so voi ké | Toi thiéu 10% . |- Ke hoach tiét giam chi 50
thién c4u tric chi phi) |hoach chi phi nim Quy phi.
- CT cham soc khach hang | 700
C1: Giir vimg khach | T Ié khich hang thuong xuyén
hang truyén thong truyen thong bé di |Nhé hon 10 % Quy |-Hoan thién h¢ thong 400
théng tin khach hang
-Hoi nghi khach hang 450
£ . CT thu huat khach hang
X o o 4eR . S0 lwgng khach L
Vién canh|C2: Phat trien khach |, ~° 2" . N . |méi 450
Khach [hang méi ;‘;‘Pg moi tang 6.000 khach hang [Quy CT quéng cao thuwong 100
hang €m Xuyén
CT khao sat sy théa min
ciia khach hang 200
C3: Nang cao su théa |% khach hang dwec |95 % Quy |Giéi thiéu SP va tién ich |50
man khach hang théa min méi
CT cham séc khach hang xem C1
thwong Xuyén (Xem C1)
Ty R Y = T
Ty 1€ .A sai soA't toi NzAmg cap hg th?.ng (;NTT (Xem L6)
i da khi cung cap Téap huan va boi dudong
I1: Nang cao chat dich vu 0,001%/GD Thang |nghiép vu 150
lwong dich vu Ty 1€ % khach 0,01% Théng |Pao tao ky ning chuyén [150
Qua hang phan nan moén cho nhan vién
: % cham tré so voi Thang
trinh thoi gian trung binh 0%
quin |I12: Giam thoi gian glan trung ol
ly dieu|cung cap san pham |[cung cap san pham Xem xét lai quy trinh cung [VCBTW
hanh |dich dich vu theo qui cap san pham dich vu
. |Nanh jdich vy dinh vé qui trinh
= o
= nghiép vu
= , z 2
Z , d A0 > . A 2 0, 4 ~ A by A ~
I3: Giam thiéu rii ro (;l;);igsqﬁnrgn ro toi |Nhé hon 0,01%/ |Thang|Tap huan va boi dudng (Xem 11)
= tac nghiép GD nghiép vu
- QT Thue hién phan
quéin i loai khach hang . A LA A 5
o | W |14: Hiurd kndch [theo nhom 100% a1 ' dun |(Xem €1
khh‘aCh hang va phén khiic thj Sovchu’(z'ng El‘lllh 04/nim Quy CT chim séc khich hang |(Xem C1)
- ang |truong cham soc doi voi . N
tirng phan doan thuong xuyén
khach hang
. S0 g6i sdn pham . . g (Xem L6)
IS: Phat trien géi SP ) A 02/nam Nam |Néing cap hé thong CNTT
dwgc cung cap
Quéa Nang cap hé thong cong
trinh ) ngh¢ thong tin (Xem L6)
cai |16: Gia tang tién tich |So tién ich dugc Téap huan va boi duwéng |( Xem I1)
tien [cho SP truyen thong |[tich hgp thém 04/nam Niam |nghiép vu (Xem11)
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Hé th(”')ng bang diém cén bz‘“mg Ké hoach hanh dong
Vin cinh ] Téan Ngan sach
BSC Muc tiéu chién luge Do lwong Muc dich so do Chuwong trinh thuec thi (triéu
lwong dong)
R . . |T§1& LD di hoc tap | 5%/s6 can bd Phat trién cic chwong trinh |500
L1: Nang cao k¥ nang | nusc ngoai. quinly o dao tao k¥ niing cho cic
quan 1y cholinh dao [Ty1é LD daodi |30%/s6 canbp |NAM  |pha lanh dao
hoc tap trong nudc. | quan ly
Ty 1€ nhan vién 95% N - A
L2: Ning cao ky ning |dwgc huin luyén |04 CT/nim Niam 2%%t§r?okgh%2rl]nvgigr?uyen (Xem 11)
chuyén mén cho nhéan [nghigp vu méi B .
vién S6 chuong trinh Huan luyén nhén vién méi |VCBTW
huén luyén, dao tao
ICon So lwgng cac vu Quén Ij nhan sw
jngudi (L3: Nang cao dao dire |sai pham lién quan . N e 100
nghé nghiép dén dao dire nghé |° Thang (Hoan thign cdc qui trinh |/ ~pyy
n nghiép vu
nghiép
Hiéu suat lam viéc
o PN IS o L.
L4: Cai thign moi  |°42 nhan vién ting |-Gidm 10% thoi Xay dung méi tru sé
trwong lam viéc cho  |(gidm thoi gian gian/ 1 GD so v6i [Quy  [chinh, sira chira cai tao cac [80.000
ha A giao dich so voi quy_din,h ho . dich
= nhan vien quy dinh va khéng | Sai s6t 0% phong giao dic
3 sai sot)
= LS: Nang cao s thoa |Su thoa man nhan | o0, Quy |Phiic i cho nhan vien 800
- man cho nhéan vién _ |vién
- L6: Khai thac hi€u | Ty I€¢ may tinh 100%
qua hé thong cong dugce ning cap hién . ]
o nghé thong tin hién |[dai va noi mang 100% . |Nang cap hé thong Cong
= Quy 300
& [Thdng|dai Ty 1€ nhin vién co nghé thong tin
. thé khai thac h¢
8 tin thong thﬁng tin
= . DhLs 4k A So6 phan mém tién U SR
LZ. Ph.z:t t,rlen phan ich cho HP KD chi |2 phin mém Nim N§hlen clru va viet phan 200
mém tién ich . < mém
nhianh/ ndm
Céc phong trao thi
dua dugc thuc hi¢n X i
B¢ tiéu chuan phuc - To chirc thi tim hi€u va
vu khach hang 2 bhona tré Ni thue hién theo B tiéu 300
e . < |vasotay vin héa phong trao am  chuan phuc vu khach
L?' P!lat l.luy ban sic Vietcombank hang va 56 tay vian héa
Té van héa Vietcombank Ty 1¢ nhan vién o500  |Vvietcombank 40
o thye hi¢n t6t B 0 QUY | bénh gi4 nhan vién tiéu
chire tiéu chuan phuc bi€u hang quy 50
vu khach hang - Truyén thong muc tiéu
va s0 tay van hoa
Vietcombank
L9: Phat trién cac So chwong trinh xa R o
chuong trinh hoat  |hii i thién Chi nhénh |8 Nim |Chwong trinh hoat dong |4,
A ~ 1LAs R S xa héi
dong xa hoi tham gia va t6 chirc -

4.3 Ung dung thi diém BSC dé dinh gid
hiéu qua hoat dong ciia Vietcombank Kién
Giang trong nam 2012

- Cac buéc co ban thuc thi BSC cho

VCB KG thé hién & so' do 4.2.
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Két qua nghién ciru

Xac dich quan diém
chizn lue cia

Vietcombark Kién Giang

Chuyén doi chitn luoe
theo 4 tizu chicia BSC

Nhin dang cdc KPIs
Xic dizh trong 56 céc KPIs

Phit trin KPIs

l

Dinh lrong

Dinh eid KPIs

Th thip dirliéu KPIs
KPL.
Phin tich srhodn thinh

Phit trién tmg dune
cho cie chisé do
heome cét 15 KPIs

I

Xic dich dim manh va
ditm yéu

Dé xuit bitn phap hd trr

S @6 4.2. Cic bwéc cobin thye thi BSC cho Vietcombank Kién Giang
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4.4. Két qud thwe hign cdc ké hoach kinh doanh dén 30/11/2012

Bang 4.4: Két qud thue hign cdc muc tiéu chién luoc

] Piém )
Tiéu chi Két qua danh | % hoan | Xép loai
gia | thanh
L. Tiéu chi vé tai chinh 80 %
TC-01 |Téc d9 ting loi nhuin Pat 24 ty 1,7 [34,78% |Yéu
TC-02 | Thu tir dich vu ngan hang giam 9,1% 41 [82,63% [Manh
TC-03 |Doanh sb thanh toin xuét nhip khiu 238 tricu USD  [36 [|71% Kha
TC-04 |Huy dong von Tang 6,74% 5,0 100,18% |Manh
TC-05 [Duw ng cho' vay giam 4,33% 4,1 182,38% [Manh
TC-06 |Khong ché ng xau 2,55% 45 [89% Manh
TC-07 |Giam chi phi 2,918 ty 50 [119,48% |Manh
I1. Tiéu chi vé khich hang 93%
KH-01 [Ty 1¢ khach hang truyén théng bé di 4% 50 |160%  [Manh
KH-02 [S6 lrgng khach hang méi ting Ién 8.705 khach hang [5,0 |135,82% |Manh
KH-03 [% khach hang dugc théa man 84,24% 4,0 80% Manh
I11. Tiéu chi vé hoat dong ndi bd 85%
HN-01 [Ty I¢ % sai x6t téi da khi cung cip sian pham dich vu 3,8 |75% Kha
HN-02 [Ty 1€ % khach hang phan nan 38 |75% Khé
% ghzflm tre so voi thoi gian trung binh cung cap san
HN-03 |pham dich vu theo qui dinh vé qui trinh nghiép vu 40 [80% Manh
HN-04 [T¥ 18 % riii ro toi da lién quan dén tac nghiép 2,5 [50% Trung binh
HN-05 [Thuc hi€én phan loai khach hang 100% 5,0 100% Manh
S0 chwong trinh chiam séc doi véi tirng phan doan
HN-06 [khé&ch h?ng _ 06 50 |150% Manh
HN-07 [Phat trién go6i san pham _ ] _ 03 50 ]150% Manh
HN-08 |Gia tang tién ich cho sin pham truyén thong 05 5,0 100% Manh
IV. Tiéu chi vé dao tao va phat trién 91%
DP-01 | Ty 1€ % lanh dao dwgc di hoc tip & nwéc ngoai |0% 0,0 0% Yéu
DP-02 | Ty 1€ % lanh dao dwoc di hoc tip trong nuéc 30% 5,0 100% [Manh
DP-03 |Ty 1¢ nhin vién dwgc huin luyén nghiép vu méi [97% 50 ]102% Manh
DP-04 [S6 chwong trinh dao tao, huin luyén 05 5,0 125% Manh
DP-05 |S6 vu sai pham lién quan dén dao dirc nghé nghiép [0 50 ]100% Manh
DP-06 |Hiéu suit 1am viéc ciia nhén vién ting 15% 50 ]150% Manh
DP-07 |Su théa min ciia nhan vién 95% 50 ]100% Manh
DP-08 |T¥ 1¢ may tinh dwgc ning cip hién dai va ndi mang [100% 50 ]100% Manh
DP-09 |T¥ 1¢ nhén vién c6 thé khai thac hé thong thong tin [87% 44 |[87% Manh
DP-10 |S6 phin mém tién ich cho HP KD chi nhanh/ nim |2 50 ]100% Manh
DP-11 |Cac phong trao thi dua dugc thuc hién 05 50 |125% Manh
Ty 1€ nhén vién tl}l_rc hién tot Bj tiéu chuan phuc vu
DP-12 [khach hang va so tay van héa Vietcombank 95% 50 ]100% Manh
So Chll’()‘{lg trinh xa hi tir thi€én ma Chi nhanh tham
DP-13 |gia va to chirc 15 50 [188% Manh

Két qud nghién civu
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4.5. Pdnh gid két qua hoan thanh chién
lwgc cua VCB KG
Phan trim hoan thanh chién lwoc cia

VCB KG dugc tinh theo cong thire sau:
(%TC+%KH+%HN+%DP)

% Hoan thanh chién lwoc = 7

Theo két qué & bang s liéu 4.4 va theo
cong thirc tinh toan, ta c6 két qua phan
tram hoan thanh cta cac tiéu chi la:

% Tiéu chi Tai chinh la 80%

% Tiéu chi Khach hang la 93%

% Tiéu chi Quy trinh néi b 1a 85%

% Tiéu chi Pao tao va phat trién 12 91%

Vay phan trim hoan thanh chién lwoc cia

VCB KG la 87,2 %.
Qui trinh ndi bd

Khach hang

Tai chinh

Manh (80%)

Dao tao va phat trién

Manh (93%) Manh (85%)

@> Manh (91%) :

Hinh 4.3. Két qua thyc hién chién lege cia Vietcombank Kién Giang

5. Giai phap

5.1. Nhitng diém manh va diém yéu ciia
VCB KG nhin t BSC

5.1.1. Pao tao va huin luyén nhdn vién

* Piém manh: Thue hién tot cong tic dao
tao va huin luyén, khuyén khich nhin vién tw
hoc, tu nghién ciru, tao diéu kién lam viéc tot
cho nhén vién, diu tw cho cic hoat dong phuc
vu cho nhiém vu kinh doanh, tich cuwc tham
gia cac hoat ddng xi hi vi cong dong.

* Piém yéu: VCB KG khong c6 can bd

quan ly nao di dao tao ¢ nuwdc ngoai.
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5.1.2. Hoat dong ngi bo

* Piém manh: Trong hoat dong ndi bd
c6 5/8 tiéu chi thuc hién tét va dwgc danh
gi4 1a diém manh.

* Piém yéu: Ty 1¢ sai sot khi cung cap
san pham, dich vu, ty 1¢ khach hang phan
nan, chi tiu rii ro lién quan dén tac
nghiép ma dic biét rii ro tin dung.

5.1.3. Tiéu chi khé&ch hang

* Piém manh: Thyc hi¢n tot cic muc
tieu d& ra nhu: Giir chin khich hang
truyén thong, sé khach hang méi ting lén,
khach hang dwgc théa man.

* Piém yéu: Khach hang dwoc théa
man nhwng chwa cao.

5.1.4. Tiéu chi Tai chinh

* Piém manh: Thye hién tot cic muc tiéu
déra

* Piém yéu: Chi tiéu loi nhuin chwa dat,
do trich di phong cho n¢ xiu nim trwéc.

5.2. Gidi phap thuc hién BSC

* Vé vin canh Pao tao va phat trién:
Chinh sach vé mang lwéi thong tin va con
ngudi, lam tét cong tac nhan su.

* V& vin canh Qui trinh ndi b: Hoan
thién cac san pham, dich vu va giam thiéu
cac diéu kién, thi tuc sir dung. Nang cao
nang luc quan tri rui ro.

* V& vin cinh khich hang: Lam tét
hon nira cong tac phan loai va danh gia
khach hang, ting cuwdng cong tic tw vin
khach hang va trién khai hiéu qua cac
chwong trinh thu hut khach hang méi.

* V& vin canh Tai chinh: C6 bién phap
thu héi ng' x4u va kiém soat chic ché cac

khoan cho vay.
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