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I. KHAI NIEM VA VAI TRO CUA
T HOACH PINH
1. Khail niém
Hoach dinh la qua trinh xac dinh cac muc tiéu va

cac phwong thirc tot nhat dé dat duoc cac muc tiéu
do.

Muc tiéu 13 két qua mong mudn cudi clng cia moi
ca nhan, bo phan va toan bo to chirc.

Phwong thirc dugc thé hién trong chién lugc va cac
ké hoach.
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I. KHAI NIEMA VAI TRO CUA-
=
HOACH DINH
1. Khail niém
— MOt qua trinh hoach dinh day du bao gom cac viéc:
Thiét 1ap C4c muc tiéu
Xay dung chién lwegc tong thé dé thuc hién muc tiéu
da de ra
Phét trién mot hé théong cac ké hoach toan dién dé
phoi hop va thong nhat cac hoat dong cua to chirc.
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2. Vai-tro va tam quan trong —
gilp to chtrc d6i phd véi nhitng bat 6n cua moi
trueong
lam tang cuong su ph(‘)i? hop hoat dong cua cac bd
phan, phong ban trong t6 chtrc
lam giam bot cac hoat dong trung lap, chong chéo
va lang phi.
xac dinh tiéu chuan lam co s cho kiém soat
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3. Phan loai ke hoach- =
a. Theo mirc d9 cu thé
Ké hoach hwong dan (dinh hwéng): chi dua ra
nhitng muc tiéu chung, chi dan chung, khéng doi
hoi cac nha quan ly phai dong chat cac muc tiéu
trong cac muc tieu xac dinh cu thé -> linh hoat cho
nguo1 thue hién.
Ké hoach cu thé (xac dinh): duoc xay dung rat chi
tiét, ro rang. Mirc do rui ro cua cac van dé la khong
c0 hoac khong thé xay ra.
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3. Phan loai ké hoach
_—
b-Theo tam anh hwéng

Ké hoach chién lwoc: xac dinh cdc muc tiéu tong quat cia
to chirc va vi tri caa to chirc trong moi trrong hoat dong cua

minh.

Ké hoach tac nghiép: xac dinh rd rang va cu thé can lam gi
dé dat duoc muc tieu da dé ra trong ké hoach chién luoc.

KH chién lwec

KH tac nghiép

Thei gian | Dai han Ngan han

Tam  anh|Toan bo DN Tung bo  phan/
hwéng phong/ ban

Vai tro DPinh hudng Chi tiét, cu thé
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3. Phanloai ké hoach-
c. Theo thoi gian

K& hoach dai han

Ké hoach trung han

K¢ hoach ngan han
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4. Nhitng yéu to anh hudng
a. Cap quan ly

Hoach dinh o
chién luoc QA 21
cap sao
Quan tr1
cap trung
Hoach
dinh tac Quan tri
nghicp cap co SO
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4. Nhirng yeu to anh-hwong =
b. P bat on ciia moi truong
Do bat 6n cao, ké hoach mang tinh ngan han, cd tinh
hudng ngoai, tinh dinh hudng. Do bat on thap, ké hoach
thuong ty mi, phirc tap, dal han.
Nhiéu d6i thu canh tranh mdi, c6 nhiéu dot pha k¥ thuat
mai cta cac d6i thu canh tranh hién tai, su bién dong cua
thi truong ching khoan, lai suat, lam phat ...cac diéu
kién chinh trj bat 6n nhu chién tranh, xung dot,... su can
thiép ctia chinh phu, hodc thim chi cua cong doan dén
doanh nghiép...
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4. Nhung yéu to anh hwong
c. Chu ky kinh doanh cia doanh nghiép

A : _
Hinh thanh | Tang truéneg | Chin muoi Suv thoai

N

Ké hoach véi chu ky kinh doanh cta doanh nghiép
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4. Nhung yéu to anh hwong _
c. Chu ky kinh doanh cia doanh nghiép

Giai doan 1: Méi hinh thanh: thi truong chua chac chan,
muc tiéu co tinh chat thim do, chua xac dinh rd. Do vay,
ké hoach thdi ky ndy can mém déo, linh hoat va tinh dinh
hudng. Piéu d6 gilp nha quan tri nhanh chéng cé nhimg
thay doi khi can thiét.

Giai doan 2: Ting trwéng: LUC ndy, cac nguon dang duoc
dua vao, thi truong dang tién trién, muc tiéu dugc XAac
dinh r6 hon. Vi vay, cac ké hoach c6 xu hudng ngan han
va thién vé cu thé.
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A _—

4. Nhurng yeu to-anh hwong —
c. Chu ky kinh doanh caa doanh nghiép
Giai doan 3: Chin muéi: Day la giai doan ma tinh 6n dinh

va tinh dy doan duoc ctia doanh nghiép 1a 16n nhat nén ké
hoach dai han va cu thé la thich hop nhat.

Giai dogn 4: Suy thoai: Luc nay, ca doanh thu, doanh s6
va loi nhuin déu giam, do vay, phai linh hoat, mém déo va
nhanh chong danh gia lai muc tiéu, phan phoi lai nguon va
c6 cac diéu chinh khac cho phu hop. Chinh trong giai
doan nay, ké hoach lai chuyén tir dai han sang ngan han,
tir cu thé sang dinh huéng
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5. Quy trinh-hoach-dinh
Nghién ctru va du bao (MOI truong)
Thiét 1ap muc tiéu
Phat trién cAc tién dé
Xay dung phuong an thuc hién muc tiéu
Danh gia cac phuong an
Lua chon phuong an va ra quyét dinh
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I1. MUC TIEU — =

NEN TANG CUA HOACH DINH
1. Khal niém

Muc tiéu 13 két qua mong muon cudi clng cia
mdi c& nhan, bd phan va toan bo to chic.

Muc tiéu chi ra phuong huéng cho cic quyét
dinh quan tri va hinh thanh nén tiéu chuan do
luong cho cac cong viée trong thuc té.

2. Pa muc tieu
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3. Thur tw wu tién-muc tiéu ==

Muc tiéu cdp bach phai thuc hién ngay dé dam
bao cho su thanh cong ctia cong viéc.

Muc tiéu quan trong, mang tinh song con, can
thuc hién dé lam cho cong viéc tot hon nhung
neu can co thé tri hodn 1 thoi gian.

Muc tiéu nén theo duéi dé lam cong viéc tot
hon, khong cap bach, khong mang tinh song con.
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4. Phanloai mue tiéu —=

a. Muc tiéu chung va muc tiéu tac nghiép
Muc tiéu chung: 1a cdc muc tiéu tong quét cta to
chic, la co s& cho cac quyét dinh quan tri, va
thudng mang tinh dinh tinh.
Muc tiéu tac nghiép: thuong chi rd diéu kién mang
tinh dinh lwong, N0 cling chi ro nguoi thuc hién va
thoi gian hoan thanh. Tham chi, muc tiéu tac nghiép
mang tinh thuong xuyén, co thé dugc hoach dinh
hang ngay, theo ca, theo gio.
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4, Phanloai muc tieu =

b Mucﬁéu phat biéu va muc tiéu thlrc

Muc tiéu thuc Muc tiéu phat biéu

Khai La muc ti€u DN thuc | La muc tiéu DN chinh thtc

niém su muon theo duoi cong bo, muodn coéng ching tin
Biéu |Viéc lam thuc cua|Bao céo, bai phat biéu, tap
hién cac thanh vién chi, bai viét

Yéu t6|Cac giai doan phat|Niém tin va gia tri xa hoi
anh trién, tinh hinh kinh

huong | doanh thyc té

Tinh 6n|Hay thay doi Tuong d6i 6n dinh
dinh
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5. Nguyen tic thiet lAp muc tiéu
SMART(ER)
Specific : cu thé
Measurable : do lwong dworc

Agreement (Achievable): dong thuin, cO thé dat
dwoc

Realistic : thwe té, kha thi
Time — framed : cO thoi han
Engagement: lién két
Relevant: thich dang
Bén canh d6, mdt muc tiéu tot can duge trinh bay bang
van ban
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6. Phwong phathet lap muc tiéu

theo quan diém truyen thong

Nguyén tic: muc tiéu dugc dua ra & cap cao nhat va sau
do s€ duoc phan chia thanh cac muc tieu nho hon phan bo
cho cac cap dudi trong t6 chic.
Uu diém: Phuong phap nay gia dinh cac nha quan tri biét
duoc dieu gi la tot nhat cho t6 chic vi ho thay dugc buc
tranh toan canh cua van dé€ => Moi nhan Vién sé€ no luc
lam viéc dé dat duwoc muc tiéu da de ra trong phan trach
nhiém cua ho.
Nhuwoc diém:

v Muc tiéu chung chung, thiéu cu thé.

v Muc tiéu bi mat di tinh dong nhat va tinh khach quan

Xuyén suot toan bo to chirc.
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6. Phu’O'ng phathlet lap muc tiéu
“theo quan diém truyén thong

Chung ta can cai thién
hiéu qua hoat dong
cua cong ty

Muc ti€u cua T6i mudn théy lo1 nhuan
ban di€u hanh cua ban tang 1én r0 rét
cap cao (7GP)

Muc ti€u cua
quan tr1 ban (GD
don vi KD)

Tang g1 nhuan
bat ké bang cach
nao

Muc tiéu ctia ban quan tri ca
phong (Truong phong)

Muc ti€u cua tung nhan vién
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7. Thiét 1ap muc tiéu theo phwong phap
Quian tri bang muc tiéu - MBO
(Management by Objectives)

Noi dung: nhan vién va cac nha quan tri cung nhau
quyét dinh phuong phap cu thé dé thuc hién cac muc
tiéu, Xem xét, danh gia tién do thuc hién muc tiéu mot
cach thuong xuyén va theo tung gial doan. Viéc khen
thuong ciing sé quyét dinh dua trén nhimg danh gia
nay. Trong MBO, muc tiéu khong chi dé quan ly ma
con 1a dong co thiic day nhan vién.
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7. Thiét 1ap muc tiéu theo phwong phap
Quian tri bang muc tiéu - MBO
(Management by Objectives)

Pic diém: Quan |y bang muc tiéu gom 4 yéu to:

v'1. Muc tiéu cu thé,

v2. Tép the ra quyét dinh: nhan vién va cac nha quan
tri s€ cung ra quyét dinh.

v'3. CO thot han rd rang

v4. Phan hoi vé thanh tich: kiém tra tién d6 thuong
Xuyeén.

=> MBO van théa man SMART
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7. Thiét 1ap muc tiéu theo phwong phap
Quian tri bang muc tiéu - MBO
(Management by Objectives)

Quy trinh MBO:
vBudc 1: Xac dinh cic muc tiéu tong thé va chién luoc
cta to churc.
vBudc 2: Cac muc tiéu chinh duoc phan bo cho céc
don vi va phong ban.

vBudc 3: Can bo quan Iy cac don vi phoi hop vai cap
trén dé xac dinh cac muc tiéu cu thé cua don vi minh.

vBudc 4: Cac muc tiéu cu thé dugc dua xudng ting
thanh vién trong cac phong ban va cung phodi hop,
thiét 1ap vai cac thanh vién do.
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7. Thiét 1ap muc tiéu theo phwong phap
Quian tri bang muc tiéu - MBO
(Management by Objectives)

Quy trinh MBO:

v Budc 5: Cac ké hoach hén,h dong duoc cu thé hoa va
duoc cac nha quan tri va cap dudi cung thong qua.

v Budc 6: Cac ké hoach hanh dong duoc trién khai.

v Budc 7: Tién trinh thuc hién cac muc tiéy duoc kiém
tra thuong Xuyén thong qua viéc cung cap cac thong
tin phan hoi.

v' Bude 8: Yiéc hoan thanh céc muc tiéu dugc thic day
bo1 hé thong thuong trén két qua thuc hién cong viéc.
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7. Thiét 1ap muc tiéu theo phwong phap
Quan tri bang muc tiéu - MBO
(Management by Objectives)

U'u diém ciia MBO:

v Thqiét}ép fiu’o’g nhirng muc tiéu thuc: muc tiéu kho, cu
thé dan dén két qua cao.

vDanh gia hi€u qua hoat dong tot hon: thong tin phan
hoi O anh huong tot dén két qua cong viéc.

v'"Cho phep nhan vién tham gia va tao dong luc cho
nhan vien:
> Nhan vién s& cam két tot hon
> Nhan vién co thé 1am viéc doc 1ap
~ Nang cao kha nang giao tiép.
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7. Thiét 1ap muc tiéu theo phwong phap
Quan tri bang muc tiéu - MBO
(Management by Objectives)

Han ché ciia MBO:

v'"Nhan manh va0 nhitng muc tiéu ngan han

v To6n thoi gian

vNhiéu cong viéc quan ly trén giay to hon (vi nhicu
nguoi tham gia, nhiéu khau, qua nhiéu lan xét duyét
va quyét dinh)

v'Nha quan 1y theo dudi cadc muc tiéu véi bat ky mirc
chi phi nao.
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BAI TAP

Lap ké hoach kinh doanh cho mot doanh
nghi€p madi hoac mot cira hang.
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