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Nén t&ng thuong mai héa gid tri dia phuong

CHUONG 06 / QUAN TRI TRACH NHIEM

Chuong 6: Xdy ban dé trdch nhiém
dé moi chisé déu cé ngudi chiu
trach nhiém

TU mot chi sé trén dashboard dén ngudi gitr két qud, phong

phéi hap va cp quyét dinh

Minh hoa y niém vé dudng di trdch nhiém, khéng mé ta cdu tric hay nhan su thuc té.

Cdc ngudng va vai trd trong bdng & vi du tir ban thdo; 6 chua dién dugc ddnh ddu ré dé xdc
nhan trudc khi van hanh.
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Sau Chuong 5, doanh nghiép dé c6 mot chudn bdo cdo phong
ban théng nhat. Méi phong biét minh phéi bdo cdo chi sé ndo,
so v3i ngudng ndo, trang thdi xanh, vang, dé ra sao, nguyén
nhén l&ch 1& gi, hanh ddng ky tdi [ gi va viéc ndo can CEO

quyét.

Nhung mdt bdo cdo tét van cé thé khéng tao ra thay déinéu

thiéu moét thi: ban d6 trdch nhiém.

Rat nhiéu doanh nghiép c6 dashboard, cé bdo cdo tuan, cé cdc 6 dd
rat rd, nhung sau cudc hop moi viéc van quay lai tinh trang cii. Ty 1é
hodn vén cao. Céng ng van téng. Don chd giao van kéo ddi. Marketing
van ndi khdch vé nhiéu. Sale van néi khach kém. Kho vén néi don dén.
K& todn van bdo tién chua vé. CSKH van xtr ly phén héi clia khdch ting
ngay.

Van dé khéng ném & viéc thiéu s6. Vén dé ndm & viéc chi s6 da dé
nhung chua c¢é ngudi chiu trdch nhiém cudi cing dé kéo chi s6 dé vé
vung an toan.

Mo&t chi s6 khdng cé ngudi chiu trdch nhiém sé tré thanh mét dong
thong tin.

Mot chi s6 c6 ngudi chiu trdch nhiém, cé quyén xi ly, cé phong phéi
hop, c6 han phdn héi va cé ngudng dua [én CEO mdi trd thanh céng cu
qudn tri.

Chuong ndly gitip doanh nghiép xdy bdn dé trdch nhiém cho cdéc chi sé
dé& chon & Chuong 3 va cdc mdu bdo cdo 8 Chuang 5. Muc tiéu la dé
mdi chi s6 trén dashboard déu trd I8i dugc ndm céu hai:

Ainhép dir liéu.

Ai kiém tra dir liéu.
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Ai chiu trdch nhiém két qua.

Ai phdi phéi hgp khi chi sé 1&ch.

Khi ndio viéc phdi dua 1én CEO quyét.

MOT CHi SO — NAM VAI

Ai tao s6? Ai kiém? Ai kéo két qua? Ai stra phan lién quan? Ai quyét ngoai &7

NHAPDU LIEU  KIEM DU LIEU CHIUKETQUA  PHOI HOP QUYET NGOAI
LE
Ghi nhén ding, Phat hién thiéu, Phan tich, diéu Stta phan viéc Quyét khi viéc
du va ding lic sai, trung, cham phadi, kéo vé thudc pham vi vugt quyén xUr Iy
ngudng minh

So doé khai quat vai tro, khéng tu gan ngudi that hodc quyén phé duyét cu thé.
S d6 1 Nam vai trong bdn d6 trdch nhiém; bén tédm tdt dugc dién gidi chi tiét 3 bdng ngay sau

1. Ngudi dién sé khéng mdc nhién la ngugi chiu
trach nhiém két qua

Mot 16i rat thudng gdp trong doanh nghiép 1 thdly sé nédm & phong ndo
thi quy trach nhiém cho phong dé.

K& todn gili s6 cdng ng, nhung sale gilt quan hé khdach hang. Néu mot
khdch dai ly chdm thanh todn, k& todn cé thé nhdc, nhung ngudi cé
&nh hudng dén khdch cé thé 1& sale phu trdch hodc trudng kinh doanh.
CSKH giir s& hodan, nhung hodn cé thé dén tir quang cdo tao ky vong
sai, sale tu vén thiéu, kho giao chdm, san phdm 16i hodc chinh sdch
bdo hanh chua ré.

Kho giil s6 haing chdm, nhung hang chdm cé thé dén tir mua hang sai
du bdo, marketing khéng ddy ding sén phdm, sale khéng uu tién bdn

hodc s&n phdm da qua thdi diém thj trudng can.
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Marketing gilr s6 khdch dat chudn, nhung chdt lugng khdch con phu
thudc théng diép qudng cdo, tép nhdm, sdn phdm, gid, chinh sdch bdn

v& phdn héi tu sale.

Vi vay, khi x@y bdn dé trdch nhiém, CEO phdi tdch ba vai khdc nhau.
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2. Nam vai bat budc trong béan dé trach nhiém

chiso

Mbi chi s6 dua Ién dashboard CEO nén cé ndm vai rd réing.

N&m vai trong bén dé trach nhiém — bang nguyén véan tirban thao

Ngudi nhap dir
liéu

Ngugi kiém dir
lidu

Ngugi chiu
trdch nhiém
két qua

Ngudi phéi hgp

Ngudi quyét
ngoaqilé

Ai ghinhan di liéu
gbc

Ai kiém sé cé hgp 1é
khéng

Ai chiu trach nhiém
kéo chi sé vé ngudng

Phong ndo nguyén
nhan lién quan phai
stta phén thudc pham
vi ciia minh

Khi vugt quyén, ai
quyét

Nhép ding, dl, dung thai

diém, ding mau

Phdt hién dii liéu thiéu,
sai, trung, nhap cham

Phan tich nguyén nhan,

diéu phai xtrly, bdo
phucng dn

Thuc hién phan viéc

thuéc pham vi ctia minh

CEO hodic cap dugc Gy
quyén quyét chinh sdch,
ngdn sdch, nhan su, ngoai

&

CSKH gitrsé hoan,
kho gilt s6 ton

K& todn giirso
cong ng, kho gilr
s6 ton

Trudng kinh
doanh kéo cong
ng khdach sale phu
trdch, trudng van
hanh kéo ty 1&
giao dung han
Marketing slra
qudng cdo, sale
sta tu vén, kho
slta giao hang,
sd&n phdm stfa
chét lugng

Ba&ng ndy nghe cé vé nhiéu vai, nhung thuc té né giup céng ty bét dé

16i. Mbi ngudi biét minh ding 8 dau trong mdt chi s6. Vi du chi sé ty 1é

hoan:

Vi du ty I1é hoan: ngudi/phong giir tung vai

Nhan vién CSKH ghi don hoan,

Vai

Ngudi nhap dirliéu

Ngugi kiém dir liéu

CSKH

Trudng CSKH

ly do

Trudng CSKH kiém phan loai ly
do hoan
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Trudng van hanh don hang
hodc trudng CSKH dudc giao -
didu phéi x{r ly

Ngugi chiu trach
nhiém két qua
Phong phéi hop Marketing, sale, kho, sén phdm =

CEO quyét diing qudng cdo,
Ngudi quyét ngoai & CEO d&i chinh sdch bdo hanh, duyét
chi phi stta 16i

A

Hai 6 & cot “Form dién mau” chua cé ndi dung trong bén thdo; ddu“—" khédng déng nghia khéng
cén dién.

Néu ty 1& hoan vugt ngudng, khong thé chi yéu cdu CSKH c6 gang x{ ly
khdch tdt hon. CSKH chi dang nhin thdy héu qud. Muén kéo ty 1& hodn

xuéng, phdi truy nguyén nhén va kéo ding phong véo stra.

3. Mau ban d6 trach nhiém cho timng chi sé
CEO

Dudi ddy I& form dung chung cho moi chi s6 trén dashboard CEO.

Form 1. Ban dé trach nhiém chi sé

Form 1 — ndm bdn ghi chi s; ddu “~"1a 6 chua dién trong bén théo

Chisé1 | Bon chd giao véan hanh
T
Ngugi nhép dit liéu Sale admin / CRM
Ngudi kiém dir liéu -

Ngugdi chiu trdch nhiém R U
Trudng van hanh

két qua
Phong phéi hgp Marketing, sale, kho, sén phdm
Ngudng dua Ién CEO Vugt 600 don hodc tang trén 30% trong 3 ngay

Hdanh dong khi vugt

. Tdch don uu tién, téng ca, bdo CEO néu cén gidm qudng cdo
ngudng
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Chisé 2 | Khéach dat chudn
T
Ngugi nhap dirliéu Trudng marketing
Ngugi kiém dir liéu -

Ngugi chiu trdch nhiém R .
: j Trudng marketing

két qua
Phong phéi hap Sale, s&n phdm
Ngudng dua lén CEO Dudi 55% trong 1tudn

Hdanh dong khi vugt

N Ra chién dich, ding théng diép kéo sai tép, stia
ngudng

Chis6 3 | Lgi nhuén don sau chi phi quan tri truc tiép
N
Ngudi nhap dir liéu K& todn
Ngugi kiém dir liéu -

Ngudi chiu trdch nhiém o .
Ké todn quan tri

két qua
Phong phéi hgp Marketing, sale, v@n hanh
Ngudng dua [én CEO Dudi 12% doanh thu sau hodn

Hanh dong khi vugt

. Tinh Igi nhudn theo nhém am
ngudng

Chis6 4 | Hop dong I16n chua ra
N T S
Ngudi nhdp dif liéu Phdp ché / hanh chinh
Ngugi kiém dir liéu -

Ngugdi chiu trdch nhiém

két qua Phdp ché

Phong phéi hgp Sale, CSKH

Ngudng dua Ién CEO C6 hop déng vugt ngudng chuara

Hanh déng khi vuat Chdn ky, yéu cdu bé sung diéu khodn, bdo CEO néu sdp qud
ngudng han
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2 ~r ~n V4
Chisé6 5 | Congnd qud han
I T
Ngudi nhap dif liéu K& todn céng ng
Ngugi kiém dir liéu -

Ngudi chiu trach nhiém

e s Trudng kinh doanh
két qua
Phong phéi hgp Sale phu trdch khdch

. R Céng ng qud han vugt 1,5 ty hodc khdch I6n qud han trén 15
Ngudng dua Ién CEO

ngay
Hanh dong khi vugt Lap danh sdch khodn ng 18n, giao tiing khodn cho sale, dé
ngudng xudt diing bdn chiu

Ca ndm 6 “Ngudi kiém dir liéu” clia Form 1 con trong trong bén théo. Vai tro ndy phai dudc chot
trudce khi dung form van hanh.

Form ndy nén dugc I&p ngay sau khi doanh nghiép chon bé chisé CEO.
Néu cé chi s6 nhung chua dién dugc ngudi chiu trach nhiém, chi s6 dé

chua sé&n sang dé dua lén dashboard.

4.Ban dé trach nhiém theo phong ban

3 Chudng 3, m&i phong chi dua I1&n t8i da ba chi s6 CEO can nhin. Bay

gi&, moi chi sé dé can cé ban do trach nhiém.
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27 O PHAN VAI CON TRONG TRONG 8 BANG PHONG BAN

Dém ba vai cét 16i x ba chi s6 méi phong; s6 trong 6 la s6 chi sé chua dién vai (0-3).

Ngusi nhap Ngusi kiém Chiu két qua
San xuat 0/3 0/3 0/3
Marketing 0/3 B3 37/:3
Kinh doanh 0/3 0/3 3/3
Van hanh 0/3 0/3 0/3
CSKH 3/3 3/3 0/3
Tai chinh 0/3 3/3 0/3
Nhan su 0/3 3/ 3 0/3
Phap Iy 0/3 3/3 3/3

O tréng la viéc con phai xac nhan; khéng dong nghia phong dé khéng co trach nhiém.
So d6 2 S6 6 phan vai con tréng trong tdm bdng phong ban cia bén thdo, dém trén ba chi sé
mdi phong
LY 2 ~7 2 2
a. Phong san xuat / san pham
San xudt / sén phdm — ba chi sé6 CEO
2 ~ o A’ N 2 ~2 ~r

Chisé1 | Tién d6 sén phdm trong yéu
I T

Ngugi nhap dir liéu Trg ly sén phdm / PM

Ngugi kiém dir liéu Trudng sdn phém

Ngudi chiu trdch nhiém R 2 2
: j Trudng san phdm

két qué
Phong phéi hgp Sale, CSKH, kho, thiét k&, nha cung cap
Ngudng dua Ién CEO Tré qud 3 ngdy v8i sdn phdm cé lich bdn

V-TIP LIBRARY e
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Chisé 2 | Tylé 16i sau kiém duyét / kiém hang
I T
Ngudi nhép dir liéu Trudng QC

Ngugi kiém dir liéu Trudng s&n phdm / trudng sén xudt

Ngugi chiu trdch nhiém X ) .
Trudng san xudt

két qua
Phong phéi hgp Mua hang, sén phdm, kho
Ngudng dua |én CEO L&i vugt 5% hodc 16i nghiém trong I&p lai

Chi s6 3 | Chi phi sén xudt so véi du todn
N T
Ngudi nhap dif liéu K& todn qudn tri
Ngugi kiém dir liéu K& todn trudng

Ngugi chiu trdch nhiém ) R . v, .
Trudng san xudat + ké todn qudn tri

két qua
Phong phéi hap Mua hang, sdn phdm
Ngudng dua Ién CEO Vugt 10% du todn

Né&u s&n phdm trong yéu tré nhung marketing van chay, trdch nhiém
khéng thé chi ndm & sén phdm. Ban d6 trach nhiém budc trudng sén
phdm phdi bdo sém, marketing phdi diéu chinh lich ban, CEO quyét

néu can lui chién dich hodc d6i sédn phdm ddy chinh.

b. Phong marketing

Marketing — ba chi sé6 CEO

Chisé 1 | Doanh thu sau hoan theo chién dich
T T
Ngudi nhap dif liéu K& todn quén tri / CRM
Ngugi kiém dir liéu -

Ngugdi chiu trdch nhiém

két qua
Phong phéi hgp CSKH, sale
Ngudng dua |én CEO Dudi 80% doanh thu chét
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Chisé 2 | Tylé khdch chuén

T
Ngugi nhap dirliéu Marketing admin / CRM
Ngugi kiém dir liéu -

Ngudi chiu trach nhiém

két qua
Phong phéi hap Sale, s&n phdm
Ngudng dua lén CEO Dudi 55% trong 1tudn

Chi s6 3 | Chi phitrén khdch chudn / don sach
T
Ngudinhdp dirliéu Media buyer
Ngudi kiém dir liéu -

Ngudi chiu trach nhiém

két qua
Phong phéi hgp Sale
Ngudng dua Ién CEO Vugt ngudng chi phi da duyét

O con tréng trong béng ngudn — Ngugi kiém dir liéu: 3/3; Ngudi chiu trach nhiém két qué: 3/3.
Dau“—"1& chua phén vai, khéng phdi d& hodn thanh.

Marketing thudng thich nhin chi phi khdch nhdn tin, nhung CEO cén
nhin khdch dat chudn va doanh thu sau hodn. Néu chi s6 nay dd,
trudng marketing khdng thé néi khdch vé nhiéu. Phéi chiing minh khdch

dd ¢ tao don sach va tién that.
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c. Phong kinh doanh / sale

Kinh doanh / sale — ba chi s6 CEO

Chisé 1 | Doanh thu dé thu

s e

Ngudi nhap dif liéu K& todn / Sale admin

Ngugi kiém dir liéu K& todn trudng

Ngudi chiu trach nhiém :

két qua

Phong phéi hgp Marketing, kho

Ngudng dua lén CEO Dudi 75% k& hoach chét hodic gidm 3 tudn lién tiép

Chisé 2 | Tylé chét theo ngudn khach

N T R

Ngugi nhap dirliéu Sale admin / CRM
Ngugi kiém dir liéu Trudng kinh doanh
Ngudi chiu trach nhiém 3

két qua

Phong phéi hgp Marketing
Ngudng dua Ién CEO Dugi 20%

Chisé 3 | Tylé hoan / hily theo nhém sale

I T R

Ngus&i nhép dirlidu CSKH / CRM
Ngudi kiém dir liéu Trudng CSKH + trudng kinh doanh
Ngudi chiu trach nhiém 3

két qua

Phong phéi hgp CSKH, Marketing
Ngudéng dua Ién CEO Nhém sale vugt 8% hoan hiy

O con tréng trong bédng ngudn — Ngudi chiu trdch nhiém két qué: 3/3. Ddu“~"1a chua phdn vai,
khong phdi dd hoan thanh.

N&u nhém sale c6 doanh thu chét cao nhung ty 1&é hodn cao, trudng
kinh doanh phai chiu trach nhiém. CSKH chi ghi nhdn ly do hodn, khong

thé thay sale stfa chdt lugng tu van.
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d. Phong van hanh / kho

Don chd giao khéng phdi viée riéng cla kho néu nguyén nhan dén ti
marketing tédng don qud nhanh hodc sale chét vugt khé ndng gico.
Nhung trudng van hanh 1& ngudi phdi giltr diéu phéi, phan loai nguyén
nhén va dé xudt phuong an.

Vén hanh / kho — ba chi sé CEO

Chisé1 | Bonchd xirly / don chd giao

I T R
Ngudi nhgp dirliéu Nhén vién kho / vén hanh

Ngugi kiém dir liéu Trudng kho

Ngudi chiu trdch nhiém
9 ‘ i Trudng van hanh don hang

két qua
Phong phéi hgp Sale, CSKH, kho, sén phdm
Ngudng dua Ién CEO Vugt 600 don hodc tdng manh 3 ngay

Chisé 2 | Ty lé giao diing han / dan vi van chuyén
I T E—
Ngugi nhép dit liéu Nhén vién CSKH / van hanh
Ngugi kiém dir liéu Trudng van hanh

Ngudi chiu trdch nhiém R N
: j Trudng van hanh

két qué
Phong phéi hgp CSKH, sale, kho
Ngudng dua [én CEO Dudi 92%

Chisé 3 | Tylé hly sau chét
T
Ngudi nhap dit liéu CSKH
Ngugi kiém dir liéu Trudng CSKH

Ngudi chiu trdch nhiém ) N
’ ’ CSKH + trudng van hanh

két qua
Phong phéi hgp Kho, sale
Ngudng dua |én CEO Vugt 8% hodc téng theo tuan
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e. Phong CSKH

CSKH — ba chi sé CEO

Chisé1 | Tylé hoan / hiy

I
Ngugi nhap dirliéu -

Ngugi kiém dir liéu -

Ngugi chju trach nhiém
gugi chiu '€ Trudng CSKH / Trudng vén hanh

két qua
Phong phéi hgp Marketing, sale, kho, sén phdm
Ngudng dua Ién CEO Vugt 8% hodic téing theo tudn

Chisé 2 | Top 3ly do hoan / khiéu nai
N
Ngugi nhap dirliéu -
Ngugi kiém dir liéu -

Ngudi chiu trach nhiém

e 2 Trudng CSKH
két qua
Phong phéi hgp Phong lién quan theo ting ly do
Ngudng dua Ién CEO Cé ly do chiém trén 30% téng hodn

Chisé 3 | Léilap lai chua xir ly

T I R
Ngugi nhap dir liéu -

Ngudi kiém dir liéu -

Ngudi chiu trach nhiém
guaiehid '€ Trudng CSKH + trg Iy CEO

két qua
Phong phéi hgp Phong gay 16i (Mua hang, Marketing, sale, véin hanh)
Ngudng dua lén CEO L&i 1&p lai qud 2 tudn chua xi ly

O con tréng trong bang ngudn — Ngudi nhép dit liéu: 3/3; Ngugi kiém dirliéu: 3/3. DAu“—"1a
chua phdan vai, khéng phdi dé hoan thanh.

CSKH 14 nai thay hdu qud. Néu mudn kéo chi sé6 vé&, CSKH phdi cé
quyén yéu cau phong lién quan phan hbi nguyén nhén va ké hoach sia.

Néu khéng, CSKH chi xt tiing ca mé 16i van 1dp lai.
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f. Phong tai chinh - ké todn

K& todn khéng chi giir s6. G Thdp quan tri, k& todn trudng phdi cénh
bdo s8m va dé xudt quyét dinh vé tién, céng nd, chi phi. Nhung vdi
céng ng, sale van phdi chiu trach nhiém tiing khodn lién quan khdch
minh phu trdch.

Tai chinh - ké& todn — ba chi sé CEO

Chisé 1 | Dong tién 30 ngay tdi

Ngudi nhap dir liéu K& todn tién
Ngugi kiém dir liéu -

Ngudi chiu trdch nhiém

S K& todn trudn
két qua 9
Phong phéi hgp Kinh doanh, mua hang
Ngu&ng dua lén CEO Dong tién @dm hodic tién mat dudi ngudng

Chisé 2 | Congna qud han / cong na riiro
I
Ngudi nhap dir liéu K& todn céng ng
Ngugi kiém dir liéu -

Ngudi chiu trach nhiém . 5 N .
9 ) ’ Ké todn trudng + Trudng kinh doanh

két qué
Phong phéi hgp Sale phu trdch khdch
Ngudng dua lén CEO Vugt 1,5 ty hodc khdch I6n qud han

Chi sé 3 | Lgi nhuan sau chi phi truc tiép

rans T
Ngudi nhap dif liéu K& todn qudn tri

Ngugi kiém dir liéu -

Ngudi chiu trdch nhiém o A
Ké todn quan tri

két qua
Phong phéi hgp Marketing, sale, van hanh
Ngudng dua Ién CEO Dugi 12% doanh thu sau hodn
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O con tréng trong bang ngudn — Ngudi kiém dir liéu: 3/3. Ddu “—"la chua phén vai, khdong phdi
dd hoan thanh.

g. Phong nhéan su

Nhén su — ba chi sé CEO

Chisé 1 | Vitritrong yéu con trong

I
Ngudi nhdp dir liéu Tuyén dung
Ngugi kiém dir liéu -

Ngugi chiu trdch nhiém
guet e ¢ Trudng nhén su - HCNS

két qua
Phong phéi hgp Trudng phong cdn tuyén
Ngudng dua Ién CEO Vugt 2 vi tri hodic tréng qud 14 ngay

Chisé 2 | Ty lé nhan su méi nghi trong 60 ngay
I T R
Ngudinhdp dirliéu Nhan su
Ngusi kiém dirliéu -

Ngudi chiu trach nhiém

M Trudng nhan su + Trudng quén ly truc tiép
két qua
Phong phéi hgp Qudn ly truc tiép bod phan

Ngudng dua Ién CEO Vugt 15%

Chi s6 3 | Nhém / phong ban qud tai hodc hiéu sudt
thap
T R
Ngudi nhdp dirliéu HRBP / Trudng nhan su
Ngudsi kiém dit liéu -

Ngudi chiu trdch nhiém ., . 5 e e
Ban gidm déc + Trudng quadn ly bd phdn

két qua
Phong phéi hgp Trudng phong ban
Ngudng dua |én CEO Qud tdi trén 3 tuan

P

O con tréng trong bédng ngudn — Ngugi kiém dir liéu: 3/3. Ddu“~"la chua phan vai, khéng phdéi
dd hodn thanh.
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Nhan su khéng thé chi bdo dé& tuyén bao nhiéu ngudi. Néu vi tri trong
yéu con tréong, trudng nhén su phdi bdo ré dnh hudng dén mdat trén
ndo. Néu ngudi mai nghi cao, trudng bd phdén truc tiép ciing phdi chiu
trdch nhiém, khéng ddy hét cho HR.

h. Phong phap ly / tuan thu

Phdp ly / tudn thi — ba chi sé CEO

Chisé1 | Hap déng / giao dich18n chuara
I T S
Ngudi nhap dit liéu Hanh chinh / Phdp ché
Ngudi kiém dir liéu -

Ngudi chiu trach nhiém

két qua
Phong phéi hgp Sale, CSKH
Ngudng dua Ién CEO C6 hgp dong vugt ngudng chua ra

Chisé 2 | Ho sc phap ly trong yéu con thiéu

I T R
Ngusi nhap di liéu Phdp ché / HCNS

Ngugi kiém dir liéu -

Ngudi chiu trach nhiém

két qué
Phong phéi hgp HCNS, ké& todn, kinh doanh
Ngudng dua lén CEO N&i dung rdi ro cao / thiéu hé s6 dnh hudng mé réng
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Chi s6 3 | Noi dung quéng cdo / cam két ban hang cé
ruiro
T T
Ngudi nhép dir liéu Marketing / Phdp ché
Ngudi kiém dirliéu —

Ngugi chiu trdch nhiém

két qua
Phong phéi hgp Marketing dang chay
Ngudng dua Ién CEO Gid tri vuct 2 ty hodc tranh chap

O con tréng trong bang ngudn — Ngudi kiém dir liéu: 3/3; Ngudi chiu trdch nhiém két qua: 3/3.
Ddau“—"1a chua phan vai, khéng phdi da hodan thanh.

Phdp ly phdi dugc kéo vao trudce khi céng ty tang toc. Néu phdp ly chi

xudt hién sau su c8, doanh nghiép da mat kha néing phong ngua.

5. Demo: Mt chi s lién phong phai dudc
phén réa trach nhiém thé nao

Chi s6 khé nhat I& chi sé lién phong. Mét phong gill s6, nhiéu phong
gop nguyén nhan.

Lay vi du ty |18 hodan 14% & doanh nghiép bdan mdy hut bui cdm tay mini.
N&u chi nhin téng, CEO biét hoan dang cao. Nhung dé x{ ly, phdi phén

~

ra.

Bang trach nhiém téng cho chi sé ty 1é hoan
Vidu ty I1é hoan 14% — béng trach nhiém téng

Ngudi nhap dirliéu Nhan vién CSKH

Ngudi kiém dir liéu Trudng CSKH

Ngudi chiu trdch nhiém két qud  Trudng CSKH / Trudng van hanh don hang

CEO néu can diing quéng cdo, ddi chinh sach béo

Ngudi quyét ngoaqi lé :
guai quyet ngodi I hanh hodc duyét chi phi khdc phuc
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Bdang phdn ra nguyén nhan va trach nhiém xt ly

Vi DU: PHAN RA 100% NGUYEN NHAN HOAN

Ty lé hoan chung 14% la gia dinh cla tinh huéng; trong sé dudi day la phan bé bdn nhém nguyén nhan
trong bang ngudn.

Giao cham / d6i y >48 gig 35%

Chiu trach nhiem: Van hanh / kho

Ky vong tir quang cao 32%

Chiu trach nhiém: Marketing

Sale tu van thiéu 21%

Chiu trach nhiém: Kinh doanh / sale

L&i phu kién 12%

Chiu trach nhiém: San pham / kho
Thang thanh so v&i nhém I&n nhat (35%); téng trong s& = 100%. Han xtt ly chua dudc dién trong ca 4 dong ngudn.

S d6 3 Phan bd bén nhém nguyén nhén trong vi du ty 1& hodn 14%; cdc trong s6 cong 100%,
han x{ ly chua cé trong nguén

Vi du ty 1& hoan 14% — b&n nhém nguyén nhén va viéc cén lam

Nguyén nhan1 | Giao cham, khach déiy qua 48 gis
I T
Trong sé 35%

Phong chiu trdch nhiém Van hanh / kho

Phong phéi hgp, viéc

N Gidm dan chg, uu tién don qud 48 gis
canlam

Han =

Nguyén nhan 2 | Quang cdo lam khdch ky vong qud
cao
I T
Trong s6 32%

Phong chiu tréch nhidm Marketing

Phong phéi hgp, viéc

. Stra 5 video dang chay, bé cam két luc hit qud mic
cdnlam

Han =
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Nguyén nhan 3 | Sale tu vén thiéu vé pin va thdi gian
dung

I T R

Trong s6 21%
Phong chiu trdch nhiém Kinh doanh / sale

Phong phéi hgp, viéc

o Nghe lai 30 cudc tu véan, slra kich ban
canlam

Han =

Nguyén nhan 4 | L6i phu kién

N . R

Trong sé 12%
Phong chiu trach nhiém S&n pham / kho

Phong phéi hgp, viéc o x . C e e
. g P 7P, VIS Kiém lai 16i phu kién, thay nha cung cép néu can
canlam

Han =

Cot“Han” clia cd bén dong con tréng. Cot “Phong phdi hgp, viéc cdn ldm” néu hanh déng nhung
chua ghi ré phong phdi hgp trong cdc dong nay.

V&i ban dé nay, cudc hop khdng con ding & cau ty 1& hodn cao. Mdi

nhédm nguyén nhdn cé phong chiu trdch nhiém va han xtr ly.

6. Quy tdc dua viéc 1én CEO

Khéng phai chi sé ndo Iéch ciing dua Ién CEO ngay. Né&u cdi gi cling
dua 1&n ngudi ch, trudng phong sé& khéng tu x ly. Néu viéc vugt quyén

khéng dua lén, véin dé cé thé ndm dudi qud lau.
Doanh nghiép cdn quy tdc dua viéc I1én CEO theo ba muec:

Muc 1 (Léch trong pham vi cho phong tu xt ly): Ty 1& hodn tdng nhe
nhung dudi ngudng -> Trudng phong tu x(r ly.

Muc 2 (Vugt ngudng): Bon cha giao vugt 600 don -> Trudng vdn hanh
xU ly trong 48 gid, trudng phong lap phuong dn, bdo CEO biét.
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Muc 3 (Vugt Mirc 2): CEO quyét.

BA TANG XU LY — KHONG DON MOI VIEC LEN CEO

01 02 03

PHONG TU XU LY BAO CEO BIET CEO QUYET

Léch trong quyén dugc giao  ~ Vugt ngudng bao céo Vugt quyén hoac ngoai lé Ian

Trudng phong xu ly Trudng phong lap phudng an CEO quyét chinh sach / nguén
luc

Cac méc va diéu kién cu thé & ma tran bén dudi 1a vi du trong ban thao, can phé duyét trudce khi ap dung.

S d6 4 Ba tdng xU ly theo phdn quy tdc dua viéc 1én CEO; xem ma trdén dé tra diéu kién vi du
cuthé

Vi du quy tdc dua lén CEO:

Ma trén ba tdng dua viéc 1én CEO — ngudng trong bén théo la vi du
Chisé1 | Tylé hoan

T . R

Trudng phong tu xi ly Dudi 8%
Phdi bdo CEO biét 8-10%
CEO quyét Trén 10% kéo ddi trong 1tudn hodc dnh hudng doanh thu 18n

Chis6 2 | Congnd qua han

I T R

Trudng phong tu xuir ly Dudilty
Phdi bdo CEO biét 1-1,5ty
CEO quyét Trén 1,5 ty hodc khdch 18n qud han

Chisé 3 | Pan ché giao

I T R

Trudng phong tu xu ly Dudi 600
Phdi bdo CEO biét 600 - 1000
CEO quyét Trén 1000 hodc can gidm qudng cdo
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Chisé 4 | Chiphiquéng cdo / doanh thu

N T R

Trudng phong tu x{ ly Dudi 28%
Phdi bdo CEO biét 28 - 32%
CEO quyét Trén 32% hodc Igi nhudn dm sau hoan

Chis6 5 | Hop dong

I T S

Trudng phong tu xu ly Hop déng nhé
Phai bdo CEO biét Hgp déng trung binh sdp vugt ngudng
CEO quyét Hop déng 18n vugt ngudng hodc rdiro cao

Ngudng trong ma trén la vi du 3 ban thdo. Mét s6 diéu kién dung “hodc”; khi dp dung cén lam rd
daon vi, ky tinh, ranh gidi béng nhau va ngudi phé duyét.

Quy tdc nay giip CEO & ding tdang. Trudng phong tu x{ ly trong pham
vi dugc giao. CEO chi quyét viéc vudt ngudng. Ban dé trdch nhiém
khéng nhém lam moi ngudi sc s6 dd. N6 gilip céng ty biét ai phdi xtr ly,
xU ly cling ai, trong pham vi ndo va khi ndio can CEO quyét.

Khi ban dé trach nhiém ré, cudc hop cla CEO thay déi. Ngusi chi
khéng phai hdi vong quanh xem phong ndo chiu trach nhiém. Mbi chi
s6 dd tu kéo theo mdt ngudi chiu trach nhiém, mét nhédm phéi hop, mot
han x{r ly vét mdt quyét dinh néu vugt ngudng.

Chucng ti€p theo sé di vaio budc thiét ké bang diéu khién trung tam
cho CEO, noi todn bd chi s6, trang thdi, ngudi chiu trdch nhiém va viéc

can quyét dugc gom lai thanh mét man hinh qudn tri ré rang.
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