Pon bay Hiéu suat

, Mot phuong phap tinh gon
dé dat duoc két qua cao hon, vdi it nguon luc hon!




a 3 bwde Tinh gon dé Nang cao hiéu suat

Phuwong phap Bon bay hiéu suat

° Thao luan & Héi dap




Lean-HR
MO hinh Quan tri nhan su’ Tinh gon & Hi€u qua

DPon bay Hiéu suat
la mét phwong phap cua

NITRET s
ngudn nhan Iuc mo hinh Lean-HR

Tao gia tri Loai bd lang phi

Phan khtic Nang cao Gia tang Cot méce
nhan sw hiéu suat Gia tri quan trong

Gan két HERGEN Quan ly

Thiét ké Thu hut
sy thay doi

td chirc hiéu suét nhan tai nhan tai nhan tai

Phat trién
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Hi€u suat la gi?

Hiéu suat |a kha nang tao ra két qua tr nguén lwc.

Vi du:
e Hiéu suéat cia Nhan vién Ban hang la: Kha nang tao ra Doanh so.
e Hiéu suat ctia Bd phan San xuét la: Kha nang tao ra San pham tir nguyén vat liéu.



Po luGng hi€u suat

KPI (Key Performance Indicator)

KPI 1a thwére do dé do lwéng kha néng
tao ra két qua tr nguon Iwc.

Vi du:

e KPI Doanh thu.
e KPI S6 lwong khach hang.
e KPI San luvong. i
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Quan ly hiéu suat la gi?

PMS - Performance Management System

Quan ly hiéu suat [a quan ly cai “kha nang”
tao ra két qua tr nguon luec.

Muc dich ctia Quan ly hiéu suét la “nang cao kha nang” dé
tang két qua va giam nguoén Iluc.



Su' khac nhau gilra:

Panh gia hiéu qua & Quan ly hiéu suat

Panh gia hiéu qua Quan ly hiéu suat

So sanh gilra két qua dat dwoc voi  Tac dong vao kha nang dé tang
ngudn lwc da bo ra. két qua va giam nguon lyc.

e oty me LA Quan ly hiéu suat réng hon va
Danh gia hiéu qua la moét phan y his Ng

Pham vi tfrong Quan Iy hidu suAt. ba? gom ca viéc Danh gia hiéu
qua.
Trong tam Tag trung vao viéc do lwong ket T?p trung vao viéc nang cao kha
qua. nang.




Biéu d6 hiéu suat (1/3)

Vi du 1: Biéu d6 Hiéu suét tang 38,652
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Biéu d6 hiéu suat (2/3)

Vi dy 2: Biéu d6 Hiéu suat hon loan (6 thang dau nam)
va Hiéu suat on dinh (6 thang cu6i nam)
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Biéu d6 hiéu suat (3/3)

Vi du 3: Biéu d6 Hiéu suat giam
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Cong thuc hiéu suat (1/4)

Céng thire hiéu suét:

(Két qua) = (Nguon lwc) x (Kha nang)
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NGi lwc:

e Lakha nang doc lap.

e Ca nhan/ddi nhdm tw minh tao ra két qua.
Trong dé, Néi lwc dwoc tao nén bdi 2 yéu to 1a
Nang Iwc va DBdng Iuc.

Hiép lwc:

e Lakhanangcongtac.
e (Ca nhan/ddi nhém nay phdi hop voi cé
nhan/d6i nhdom khac, dé cung tao ra két qua.
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Cong thuc hiéu suat (3/4)

I - O« O + 2 + D

Twe 13, ching ta c6 4 cach d& Nang cao hiéu suat:

B oonh -~

Tang Nguon lwc. (vi du: 1am thém gi®).

Tang Nang lwc. (vi du: dao tao ky nang).

Tang Bong lwc. (vi du: bd sung chinh sach thudng).

Tang Hiép lwe. (vi du: xay dwng quy trinh phdi hop gitra 2 bd phan).
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Hiéu suat
Ca nhan

Hiéu suét
Nhoém

Hiéu suét
TO chirc

Nguédn lwc

e Thoi

gian lam
viéc

e Nhan svw
e Ngan

sach

e Nhan svw
e Ngan

sach

Nang Iwc ca nhan
Tw duy phat trién

Nang lwc nhom
Quy trinh nghlep vu
Dbi mai va cai tién

Loi ,thé,canh tranh
Thiét ké t6 chirc
Do6i m&i va cai tién

bong lwc ca
nhan

bong lwc 16i

Dbong lwc 16i

Thé manh ca nhan

Phan cong nhiém vu

Quan hé v&i cac thanh vién lién
quan

KR

Gia tri chtrc nang

Quy trinh phéi hop lién chirc
nang va quan ly dw an

Quan hé v&i cac nhém lién quan

Lead KPI

Nang Iwc [Oi
Chién lvgc hiép lwc Lag KPI
Quan hé véi cac bén lién quan
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Quy trinh
3 budc Nang cao hiéu suat

Muc tiéu
hiéu suat
Hién
trang
hiéu suat
“ Ub .
m'(éﬂg e Quy trinh 3 bwéc nang cao hiéu suat:

e Budc 1: Xac dinh hiéu suat hién tai (Diém A).
e Budc 2: Thiét 1ap muc tiéu ky vong (Diém B).

e Buwdc 3: Lwa chon cach di tir A toi B.
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a Ba bwéc Tinh gon dé Nang cao hiéu suat

a Phwong phap Bon bay hiéu suat

° Thao luan & Héi dap
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Phucng phap Pon bay Hiéu suat

© Lean-HR Viét Nam

A hay B?
Cung mét muc tiéu,
Bén nao can nhiéu nguon lwc hon?

e “ o

Pon bay A i Pon bay B
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Vi du

Thuc hién muc tiéu Doanh thu

Lam thé nao xac dinh
KPI don bay?

KPI Don bay
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KPI Don bay

A

KPI Don bay

2 loai KPI don bay:
e KPIDéNng luc
e KPI Ma sat
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Ban d6 KPI

© Lean-HR Viét Nam

Ban d KPI 1a mét so dd thé hién méi quan
hé nhan qua gitra KPI két qua va cac KPI
nguyén nhan.

KPI 3 KPI 6 KPI 8
KPI nguyén KPI nguyén KPI nguyén
N o Y nhan cap 1 nhan cap 2 nhan cép 3
. \ ~ J
KPI ket qua

KPI nguyén nhan
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Vi du Ban dd KPI (1/2)

S6 lwong
khach hang maoi

S6 lwong
khach hang

Gia ban
trung binh

S6 lwong

khach hang cl

DPiém hai lbng
cua khach hang
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Vi du Ban dd KPI (2/2)

DPau la KPI1 Bon bay

S6 lwot khach hang

dé chung ta tap trung vao? Sé don cla khach
hang mai Ty l& chuyén dbi

don hang

Sé lwong don
hang
Ty 1é khach quay lai

Sé don cla khach
hang cl Ty 1é khach than

thiét

. S6 nhém hang / gié
S6 nhém hang hgnré oM a9 f9e
trung binh / don

Gia tri don hang

hang
trung binh S6 nhém hang moi
Doanh thu trung
binh / nhdm hang
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2 loai KPI Bon bay

KPI
bong lwc
2 loai KPI don bay: - -
e KPIDPdng lwe: 1a KPI ma ban chi can

thay déi né mét lwong rat nhd, thi doanh
thu sé thay ddi Ion.

e KPI Ma sat: 1a KPI nguy&n nhan gbc ré
dang can tré viéc tang trwédng doanh thu.
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Case study #1

Tro thanh Team Telesales sinh ly nam s6

% 1 Viét Nam. 90
KR Ty |é chot sales s6 mdi hang tuan dat

>=50% 76%
KR2 Ty lé hoan hang thang <=10% 50%
KR3 Ty lé tdi don lan 1 >=40% 25%
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Case study #1

Doanh thu

KPI Ma sat

Ty ,Ié
chét sale
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Case study #?2

Quy 4-2019 oy )
0 Pat miic ting trudng doanh thu vuot trdi 0%
KR1 Tang trudng doanh thu tir 1,2tr 1&n 4 triéu 95%
5%
0%
ST — e PR |
(6] Tao ra mirc tang truong doanh thu dét pha 0% (6] Tang truong doanh thu quy IV but pha | 0% (6} Lam cho khach hang hai long | 0%
KR1 ©Dat mic doanh thu 5M 0% KR1 Rev dat 5M 0% KR1 Ty |é khi€u nai = 15% 0%
0% KR2 Tang % Rev dén tir Email tr 5% -> 10% 0% KR2 Dat 8 diém hai long khach hang 0%
0% KR3 ROl dat X% 0% KR3 0%
o Co— o,
0  Pbatdugc so sale an tuong 0% 0 Tao 1 cu I6i nguoc dong ngoan muc vé sé lugng sale 0% 0 Phat trién doanh s6 1én mét muc dang ngac nhién 0%
KR1 S8 sale mdi thanh vién trong quy > 9.000 sale 0% KR1 Muc tiéu dat 15000 sale mdi thanh vién tinh dén cudi ndm 0% KR1 S8 mau ban duoc trong quy dat 200 mau 0%
0% KR2 it nhat mdi nguaico 1 mau dat 100 sale duoc thudng néng 0% KR2 Doanh sd sale dat 2500 sales 0%
0% KR3 0% KR3 Doanh thu dat $135,000 0%
R L]
(6] Tao nén nhiing san pham c6 doanh thu an tuong | 0% 0 Tao ra mirc doanh thu Tshirt an tuong | 0%
KR1 M&ingay dat 3 mau cé sale 0% KR1 Doanh thu team dat 1500 sale trudc 31/12/2019 0%
KR2 Cung nhau dat duoc 15000 sale trong quy 0% 0%
0% 0%
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Case study #?2

Doanh thu

KPI Béng lwc

SO lwgng y twdng
thiét ké thanh cong
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300000

200000

100000

Két qua: Doanh thu tang 534,88 %

Doanh thu

109,001

43850 45,562 4023 /
T36 137 138 139 T40 4 T42 T43 T44 T45 T46 T47 T48 T49 T50 T51 152 T53
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bon bay Hi€u suat
Pat dugc Két qua cao han, vdi It nguon luc hon!

KPI Don bay

2 loai KPI don bay:
e KPIDO6Nng luc
o KPI Ma sat
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KPI Ma sat

Lam thé nao dé xac dinh KPI Ma sat?

Phan tich Biéu do hiéu suat

KPI S6 lwong
khach hang m&i

KPI Diém hai
long cta KH

v

AN

Pang t6t. Ké no!
Cu lam theo cach lam /
quy trinh hién tai.

KPI Ma sat.
Can tap trung cai thién.
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33,698

Thang 1

34,567

Thang 2

34,412

Thang 3

35,436

Vi du (1/2)

36,546
36,132

35,145

35,784

37,854

Thang 4

Thang5 Thang6 Thang7

Thang 8

Thang 9

38,652

Thang 10 Thang 11

Thang 12
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Thang 1

Thang 2

28,434

Thang 3

Vi du (2/2)

29,019

Thang 4

28,456

Thang5 Thang6 Thang7

Thang 8

27,434

Thang 9

27,456

27,150

Thang 10 Thang 11

N
~
w
©
~

Thang 12
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KPI Dong luc

Lam thé& nao dé xac dinh KPI Dong luc?

Phan tich Ban do KPI

KPI
Pbong lwc
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Case study (1/4)

Xac dinh KPI Bong luc

Doanh nghiép Y Ia cong ty hoat déng trong linh vwc |ap dat va thi cong
ndi that van phong.

Nam vira qua, tbc dd tang trwdng cla cong ty kha tét, dac biét 1a sé lwong
khach hang méi da tang 200% so v&i nam trwéc.

Tuy nhién, van dé la nhiéu khach hang cii phan nan vé chat lwong thi
cbng va ho da r&i bé cong ty.

Trong cudc hop thiét Iap muc tiéu kinh doanh, ban gidm doc dang rat ban
khoan: “Dieu gi nén dwoc wu tién tiép trong nam theo?”

e Tiép tuc tang trwéng khach hang méi dé tan dung co hdi thi trudng.

e Hay la cham lai dé tap trung gi chan khach hang ci. Tuy nhién, diéu
nay co thé khién cdng ty bé 1& co hdi tang trwéng cia thi trudng.
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Case study (2/4)

Xac dinh KPI Bong luc

Doanh thu

Doanh thu
khach hang I&n
Doanh thu

khach hang ma&i

Doanh thu
khach hang nhé

Doanh thu
khach hang I&n

Doanh thu
khach hang ci

Doanh thu khach
hang nhé

S6 lwong khach
hang Ion

Sé lwong khach
hang nhé

DBiém hai lbng cla
khach hang I&n

DPiém hai lbng cla
khach hang nho
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Case study (3/4)

Xac dinh KPI Bong luc

Doanh thu (ti ddng)
150

100

50

Doanh thu Doanh thu
khach hang khach hang
mao'i cl

Mac du sé lwong khach hang méi tang

200%, nhwng chi mang lai 24% doanh thu.

Nguyén nhan: Do hau hét khach hang méi
la khach nhé 1é, nén gia tri hgp dong thap.

Doanh thu (ti ddng)
200

150
100

50

Doanh thu Doanh thu
khach hang khach hang
&N nho lé

Trong khi, doanh thu ttr khach hang I&n
(hdu hét Ia khach cii) chiém t&i 78%
tdng doanh thu ctia cong ty.
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Case study (4/4)

Xac dinh KPI Bong luc

S6 lwong khach

hang Ion € KPIDong lyc

Doanh thu
khach hang I&n
Doanh thu

khach hang méi

Doanh thu

¢ : . Sé lwong khach
khach hang nho

hang nhé
Doanh thu

Doanh thu oo e 1ong ota R EGTRNERET
khach hang Ion ach hang fon

Doanh thu

khach hang ci

Doanh thu khach 2 s .
Diém hai Iong cua
khach hang nho

hang nhé
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bon bay Hi€u suat
Pat dugc Két qua cao han, vdi It nguon luc hon!

KPI Don bay

2 loai KPI don bay:
e KPIDO6Nng luc
o KPI Ma sat
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a Ba bwéc Tinh gon dé Nang cao hiéu suat

Phuwong phap Bon bay hiéu suat

a Thao luan & Hai dap
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Thank you!
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CHIA SE
CAM NHAN VE - -
TOA DAM =

k TAI DAY E




