Chuong 6
Chirc nang to chure
Organizing: Building a dynamic organisation

NOi dung chinh:

1. Nhing khai niém co ban vé to chirc
2. Nhitng co s xay dung co cau to chuic
3. Thiét ké t0 chirc
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I. Nhitng co sé ciia chirc ning to

chwe va thiet ke to chirc

Fundamentals of Organisation
Structure and Design

“Building a dynamic organization”
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Cac dinh nghia
Chirc nang toé chi’c (Organising)
nghiep
Co cau to chirc (Organisation Structure)

...1a mot khudn khd chinh thic trong dé cac cdng viéc
dugc phan chia, tich hgp va diéu phai.

Thiét ké td chlc (Organisational design)
..... la viéc phat trién hodc thay dbi cG cdu cua td chic

..... gom : chuyén mon hoa, phan khau, tuyén ménh
lénh, pham vi kiém soat, tap trung hoa va phan chia
quyén han, chinh thic héa.

Sc d6 to chirc (Organisation chart)

ccccccccccccccccccc
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NOi dung cua chl’c ndng td chic

ﬂ 2 ““ 2 i
Phan chia cong viec tong the can trien khai

thanh céc céng viéc cu thé va cac ban

Gan cac nhiém vu va trach nhiém vdi cac cong

viéc cu thé

T

P
T
5)

Ph&i hap cac nhiém vu khac nhau trong td churc
Nhom cac cong viéec (jobs) thanh cac daon vi

niét Iap quan hé gilta cac ca nhan, nhom,
nong ban

niét lap cac tuyén quyén han chinh thuc

han bd va trién khai cac ngudn luc td chirc
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1. Chuyén mon hoa
( Work specialisation)
.

Truoc day:

...la ngudn thuc day tang ndng sudt mai
mai

Adam Smith, Henry Ford

Ngay nay:

...mU{c dd cac nhiém vu trong mdt td chirc
dugc phan chia thanh cac cong viéc riéng
biét

...l1a mdt co ché td chlrc quan trong

tang mai mai
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2. Phan khau
(Departmentalisation)

... La cd so trén do cac cong viéc dugc nhom lai
v3i nhau

Cac hinh thudc phan khau

Phan khau theo chuc nang
Phan khéu theo san pham
Phan khau theo khu vuc
Phan khau theo quy trinh
Phan khau theo khach hang
Nhém fién chire ndng
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2.1 Phan khau theo chuc nang

Giam doc nha may

p

Tr. Phong

Tr.phong Ké toan trudén 3 al
— — n xXuat
K§ thuat g san xua

Tr.phong Tr. Phong
Nhan su Mua hang

...nhom cac cong viéc theo chifc nang hoat dong

+ Hiéu suat cao trong viéc phan phoi cac chuyén mon
giong nhau, con ngudi vai cac ky nang, kien thuc v
dinh hudng chung =

+ Deé dang trong diéu pho6i bén trong moi chuc nang
+ Chuyén mon hoa sau

Giao ti€p gilra cac linh vuc chuyén mon bi han ché
Tam nhin han ché vé muc tiéu cua to chuc

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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2.2 Phan khau theo san pham

Giam doc Marketing \
Gidm ddc SP Giam déc Gidm ddc san pham
cham soc ca nhan thuc pham Va do6 udng Cham séc gia dinh

nguon: Unilever Viét Nam
...nhOom cac cong viéc lai véi nhau theo dong SP
+ Cho phép chuyén mén hda trong cac SP/DV cu thé
+ Céc nha QT cd thé trd thanh cac chuyén gia trong
nganh cua ho
+ Bam sat khach hang
- Trung lap cac chuc nang
- Han ché& trong theo dudi cdc muc tiéu cla td chic

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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2.3 Phan khuc theo khu vuc

P.Chu tich
Marketing & Ban Hang |

|
| |
Giam doc Giam doc Giam doc
Chi nhanh phia nam Chi nhanh Pa Nang Chi nhanh Ha Noi

nguon: Samsung Vina
...nhém nhirng cong viéc lai véi nhau trén co sd lanh
tho hay khu vuc

+ Giai quyét hiéu qua va hiéu suat cac vd khu vuc

+ Pap Ung nhu cau cua cac thi truong khu vuc duy
nhat

- Trung lapcacchucnang—

- Tam nhin han ché vé muc tiéu cua té chic
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2.4 Phan khau theo quy trinh
san xuat

Quan déc _
Nha may go

+ Hiéu sudt cao trong viéc phdi hgp hoat dong

- Chi 4p dung ddi v&i moét s6 loai san pham nhat
dinh
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2.5 Phan khau theo khach hang

P. Chu tich
Marketing & Ban hang

| | |
Giam doc Giam doc Giam doc
Ban le Ban buon Khoi chinh phu

+ Cac nhu cau va van dé cla khach hang cé thé
dap Ung bdi cac chuyén gia

- Trung lap cac chuc nang

- TAm nhin han ché& v& muc tiéu cua td chuc
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2.6 Nhom lién chuc nang
Cross- function team

GIG) O O
+ xay dung tinh than dong doi (Creates Esprit de Cops)
+ Cho phép NQT cap cao tap trung vao V/dé chién lugc
+ Tang toc d6 ra quyét dinh
+ Nang cao thanh tich
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3.Tuyén ménh lénh
Tuyén ménh Ieénh (chain of command)

...dudng quyén han lién tuc ndi tu cac cap cao nhat xuong
NN al_phai bao cao cho ai

Quyen han (authority)

...cac quyén gan vGi mot vi tri quan ly dugc yéu cau ngudi
khac thuc hién mot cong viéc va yéu cau do ky vong
sé dudc thuc hién

Trach nhiém (responsibility)

...bon phan phai thuc hién bat c& nhiém vu/cdng viéc nao
dugc giao

Thong nhat ménh lénh (unity of command)
...MmOi ngudi chi triu trach nhiém bao cao vdi mot va chi

uuuuuuuuuuuuu .com https://fb.com/tailieudientucntt
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Quyén han truc tiép va chuc nang
o0 i g

Quyén han

Tructuyén = frmrmeimi—e— _ Trglytong

Giam doc
Quyén han
chirc nang

GiéAm doc Giam déc Giamdéoe
Nhan su San xuat Marketing
I
| ' '
Quan déc 1 Quan doc 2
C / 3 & atCL

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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4: Pham vi kiém soat
( Span of control)

s6 lugng NV cép dudi ma mot NQT cé thé
giam sat 1 cach co hiéu qua va hiéu suat

Quan diém truyén théng:

- pham vi kiém soat nho (<6)

Quan diém hién dai
- pham vi kiém soat tang (10-12)
- PVKS phu thudc cac bién so
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a A? Y 4

Pham vi kiém soat va
sO ludng cap quan tri

Pham vi kiém soat :4 Pham vi kiém soat: 8

1
4
16
64
256

1024
409Q

SO lugng QTV (cap 1-6): 1356 S6 lugng QTV (cap 1-4): 585

ongThanCong.com ps://fb.com/tailieudientucntt
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Cac yéu td6 anh hudng dén pham vi
kiEm soat

Cac k¥ nang hay nang luc cua ngudi quan ly
Cac ky nang va nang luc cua nhan vién
Pac diém cbng viéc cua cap dudi

v Cac cong viéc tudng tu nhau va quy trinh thuc
hién cong viec dudc tieéu chuan hoa

v" MUc do phuc tap cua cong Viéc

v" MUc do quen thudc vdi cong viéc
Hé théng théng tin cla td chic
Van hoda td chic manh

Phong cach quan ly
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Tap trung va phan quyén

Tap trung (centralisation)
muc d0 tap trung quyén RQD & cap quan ly cao nhat

Phan quyeén (decentralisation)

muc d6 cac NQT cap thap dudc ra cac quyét dinh thuc té
hoac tham gia vao qua trinh RQD cua cap cao

e Ly do:
- lam cho t6 chic trd nén linh hoat va thich ng haon

- c8p dudi cd thé dua ra cac quyét dinh tét nhat trong
pham vi chuyén mon

- cap cao tap trung vao cac van dé chién lugc
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Nhiing can ci dé iy quyén:

MUc do bién dong moi trudng

Nang luc va kinh nghiém cua QTV cé’p dudi

gaphdu’dl mudn co tiéng ndi trong cac quyét
in

MUc d6 quan trong cua cac quyét dinh

glnﬂ trang doanh nghiép: khing hoang/én
in

Van hoa doanh nghlep (md/dan chu)

Hiéu qua trién khai cac chién lugdc co phu
thuoc vao su tham gia cua nha quan tri va
su linh hoat khi ra quyét dinh hay khéng?
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Quy trinh Uy quyén

NQT xac dinh muc tiéu va hiéu rd két qua
mong mudn

NQT lua chon nhirng nhan vién co du nang luc

NV dugc trao du quyén han, thdi gian Va cac
ngudn luc can thiét dé hoan thanh cong viéec

NV va NQT phai duy tri lién lac v@i nhau trong
suot qua trinh thuc hién cong viéc
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Thiét ké to chirc

Organization design decision
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1. MO hinh t0 chifc: co khi va hitu co

TO chirc kiéu co khi (Mechannistic org.):

...Ccau truc dugc kiem soat chat ché va cirng nhac
Pac diém:

= Chuyén mon hda cong viéc

= Phan chia thanh nhiéu khéu, crng nhac

= Thong nhat ménh Iénh cao, quyén han chinh thirc

= Pham vi kiém soéat hep

= Chinh thic hoéa cao

= Tap trung hoa cao
Uu diém:

= Hiéu sudt cao, van hanh tét nhd cac nguyén tac, quy

ché

. N2 ~ ? ? 7 s . A A

cach, tinh cam
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1. MO hinh t0 chc: co khi va hitu co

T6 chirc hitu co (organic org.)

Pac trung

Cong viéc linh hoat, c6 thé thay doi khi can

Co phan cong lao dong nhung cong viéc khong
dudc tiéu chuan héa

Luong thong tin tu do

Pham vi kiém soat rong

MUc d6 chinh thic hda thap

Nhan vién dugc dao tao tot va dugc phan quyén

Uu diém

Cau trdc mang tinh linh hoat va thich 'fng cao
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Cao khi

H{lu co

Sy phan khuc cing
nhac

Théng nhat ménh
énh cao

Pham vi kiém soat
nep

Tap trung hoa cao
MUc do chinh thic hoéa
cao

Chuyén mon hoéa cao . , = >
| U'C

nang

Nhirng nhom lién két
gitra nhiéu cap bac
Luong thong tin tu’ do
Pham vi kiém soét
rong

Phan quyén cao

MUc d6 chinh thidc hoda

thap
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3. Cac dang md hinh to churc

Cac mo hinh t6 chid'c truyén thdéng
= Cau truc don gian (simple structure)
= Cau truc chuc nang (functional structure)
= Cau truc phan bd (divisional structure)
Cac md hinh hién dai
= Cau truc nhom (team - based structure)

= Cau trdc ma tran (Project and matrix
structure)
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3.1 Cau truc don gian

GD

NV NV NV

O Uu diém va han ché
+ van hanh nhanh, linh hoat va chi phi thap
+ trach nhiém rd rang
__khong AD cho cac TC co quy mo trung binh va Ién
_rui ro do su phu thudc vao mot ngudi
0 Quy mo phu hop: doanh nghiép nho
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3.2. Cau truc chuc nang

Giam doc

Truéng phong

Trudng phong

Trudng phong

Ké toan trudng

Nhan su Ban hang San xuat
| |
Cung rng Ché tao Ki€m tra
vat tu san pham chat lugng
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3.2 Cau truc chuc nang

Uu diém va han ché
+ tiet kiém chi phi nhd chuyén mon hoa
+ dat dudc tinh kinh teé nhd quy mo, giam
thiéu su chong cheo
+ nhan vién cam thay thoai mai hon
- cac bé,phén khong bam sat muc tiéu
cua to chuc
- Khé phéat trién quan tri vién cadp cao
Quy mo doanh nghiép: trung binh
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3.3 Cau truc bo phan
Pac trung

- Phan chia bd phan xoay quanh san pham, khach hang
hoac khu vuc dia ly

- Plng dau moi bd phan 1a mdt gidm déc chiu trach
nhiém doi vaGi hoat dong va thuc hién quyén ra cac
quyét dinh chién lugdc va tac nghiép

- Vai tro cua tong hanh dinh: gidm sat, diéu phdi va
ki€m soat cac phan bd, cung cdp cac dich vu ho trg

Uu diém va han ché
+ tap trung vao két qua
- trung lap cac chdc nang va nguon luc
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Cau truc phan bo (KV)

Tong Giam DPdc

PTGD.

PTGD.

PTGD.

Nhan—suo

\ = A
Tarchmmh

Marketing

GDKV

GDKV

. BacMy J | ChauA-TBD |

Ké toan

San xuat

Ban hang

CuuDuongThanCong.com

https://fb.com/tailieudientucntt
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3.4 Cau truc nhom
Pac trung

- Toan DO tO chuc duac xay dung trén nén tang
cac nhom

- Cac nhom dudgc phan quyén va chiu trach
nhiém doi vaGi toan bo hoat dong va két qua
trong pham vi cua nhom

0 Uu diém

- Giuip t6 chi’c ddng thdi dat dugc muc tiéu hiéu
suat va su linh hoat

Q Q Q Q Q https://fb.com/tailieudientucntt
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3.5 Cau truc ma tran va du an

O Cau tric ma tran (matrix structure)

...cac chuyen gila thuoc cac bo pn uKeAn gla thuoc cac bo phan chuc nang khac nhau
dugc phan cong ve mot hoac mot so cac du an
...giam doc du an, giam doc chuc nang va nhan vién?

O Uu diém va han ché
+ linh hoat, thich Ung cao
- vi pham nguyén tac thong nhat ménh Iénh

0 Cau truc du an (Project structure)

...NV dugc phan cong lam viéc c0 dinh trong cac
du an

...khong c6 cac phong ban chuc nang
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TO chirc k

n A2

Iieu ma

Tong giam doc

tran

s e sl EE S B
Thiét két Cheé tao kung |f|’n4 Ké toan ,blarketing

Dy an Alpha —O b C> Q Q

Dy an Beta O <_> C) O O

' an Gam% D () C) O O

| buin Omega;_qm O ) Q O
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