CHUONG 7

Chikc néing to chirc

Noi dung cua chwong:
Nhirng khai niém co ban vé td chirc
Co cau tb chirc

Thiét ké t6 chirc
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l. Nhitng khai niém coban veé té chirc

1. Chirc nang t6 chirc (Organising):

la qua trinh xay dwng co cau td chrc cta 1 doanh nghiép.

2. Co cau to chirc (Organisation Structure):

la mot khudn khé chinh thire trong doé cac céng viéc dwoc
phan chia, tich hop va diéu phdi.

3. Thiét ke t6 chirc (Organisational design):

la viéc phat trién hoac thay dbi co cau cua tb chirc.

4. So do toé chirc (Organisation chart):
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N6i dung ctia chirc ndng to chirc

Phan chia cong viéc tdng thé can trién khai thanh cac cong

viéc cu thé va cac ban.

Gan cac nhiém vu va trach nhiém v&i cac cOng Viéc cu thé.
Phdi hop cac nhiém vu khac nhau trong té chirc.

Nhom cac cong viéc (jobs) thanh cac don vi.

Thiét 1ap quan hé gitra cac ca nhan, nhdm, phong ban.

Thiét 1ap cac tuyén quyén han chinh thirc.

Phan bd va trién khai cac ngudn Iwc td chirc.
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Il. Co’ cau té chirc:

1. Chuyén mon hoa
( Work specialisation)

Chuyén mon hoa la qua trinh nhan dién nhirng cong
viéc cu thé va phan céng cac ca nhan hay nhoém lam

viéc da dwoc huan luyén thich hgp dam nhiém chung.

Mot ca nhan hay nhdm lam viéc c6 thé chuyén sau vao
mot cbng viéc hay cong doan nao dé cua qua trinh san

y
n

xuat.
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2. Phan khau
(Departmentalisation)

La co s& trén d6 cac cbng viéc duwoc nhém lai véi nhau.

Cac hinh thirc phan khau:

Phan khau theo chirc nang (functional departmentalisation)
Phan khau theo sdn pham (product departmentalisation)
Phan khau theo khu viyc (geographic departmentalisation)
Phan khau theo quy trinh  (Process departmentalisation)
Phan khau theo khach hang (Customer departmentalisation)

Nhom lién chirc nang (Cross-functional team)
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2.1 Phan khau theo chirc nang

Giam doc nha may

I — 1 I I

\ Tr. Phong S R
Tr.phong P - : A~ Tr.phong Tr. Phong
Ky thuat Ke toan truang san xuat Nhan sy Mua hang

Nhom cac céng viéc theo chirc nang hoat déng.
Vu diém:
+ Hiéu suat cao trong viéc phan phdi cac chuyén mén giong
nhau, con nguwdi v&i cac kj nang, kién thirc va dinh hwéng
chung.
+ D& dang trong diéu phdi bén trong méi chirc nang.
+ Chuyén mon hoa sau.
Nhwoc diém:
Giao tiép gitra cac linh vwe chuyén mdn bj han ché.
Tam nhin.han.ché vé muc tiéu cta té.chirc..
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2.2 Phan khau theo san pham

Giam doc Marketing I
Giam déc SP Giam déc Giam d6c san pham
cham soc ca nhan huc pham Va d6 uon Cham soc gia dinh

nguoén: Unilever Viét Nam
Nhém cac cong viéc lai véi nhau theo dong SP.
Uu diém:
+ Cho phép chuy&n mén hoa trong cac sdn pham hodc dich vu cu thé.
+ Cac nha quan tri c6 thé tré thanh cac chuyén gia trong nganh cda ho.
+ Bam sat khach hang.
Nhwoc diém:
- Trung lap cac chirc nang
- Han ché trong theo dudi cac muc tiéu cua tb chirc
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2.3/Phan khau theo khu vwc

P.Chu tich
Marketing & Ban Hang

Giam doc Giam doc Giam doc
Chi nhanh phia nam Chi nhanh ba Nang Chi nhanh Ha Noi

nguén: Samsung Vina

Nhém nhirng céng viéc lai v&i nhau trén co’ sé lanh tho
hay khu vuwc.
Vu diém:

+ Giai quyét hiéu qua va hiéu suat cac van dé khu vuec.

+ Pap (rng nhu cau cla céac thi trwdng khu vwe duy nhat.
Nhworc diém:

- Trung lap cac chirc nang.

- Tam nhin han ché vé muc tiéu cla té churc.
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2.4'Phan khau theo quy trinh
san xuat
Quan doc_
Nha may go

Bo phan BO phan Bo phan Bo phan Son BO phan BO phan
Cat go Bao Laprap vadanh bong Hoan thién Kiém tra

Uu diém:

+ Hiéu suat cao trong viéc phoi hop hoat dong.
Nhworc diém:

- Chi ap dung dbi v&i mot sb 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

Vu diém:
+ Céac nhu cau va van dé cua khach hang co thé dap
wrng bdi cac chuyén gia.
Nhwoc diém:
- Trung lap cac chirc nang.
- Tam nhin han ché vé muc tiéu cla té chtrc.
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2.6 Nhom lién chtrc nang
(Cross- function team)

+ Xay dwng tinh than déng ddi (Creates Esprit de Cops).

+ Cho phép quan tri cap cao tap trung vao van dé chién lworc.
+ Tang toc doé ra quyét dinh.

+ Nang cao thanh tich.
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3.Tuyén ménh Iénh

Tuyén ménh lénh (chain of command):

.. dwdng quyén han lién tuc ndi t&r cac cap cao nhat xudng cac cap
thap nhat va xac dinh ai phai bao cao cho ai.

Quyén han (authority):

.. C&c quyén gan v&i mot vi tri quan ly dwoc yéu cau ngudi khac thwe
hién mét cdng viéc va yéu cau dé ky vong sé dwoc thwe hién.

Trach nhiém (responsibility):
.. bdn phan phai thuc hién bat clr nhiém vu/céng viéc nao dwoc giao.
Thong nhat ménh Iénh (unity of command):

.. mOi ngwoi chi chju trach nhiém bao cao véi moét va chi mot nguoi
quén ly trwc tiép duy nhat.
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* Quan diéem hién dai ve quyen han:

Thuyét chap nhan quyén han (Acceptance
Theory of Authority):

Cap dwdi hiéu ménh lénh.

Cap dwdi nhan thay ménh 1&nh phu hop
v&i muc dich cla té chirc.

Ménh Iénh khong trai voi niém tin ca nhan.
Cap dwdi cd kha nang thwe hién céng viéc
nhw chi dan.
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Quyeén han truc tiep va chirc nang

Quyén han
Truc tuyén

Quyén han
chirc nang

Giam doc

Tong giam ddc

Giam doc

Trg ly tong
Giam doc

Giam doc

Nhan su San xuat Marketing =
|
[ | '
Quan doc 1 Quan doc 2
Cung 'ng San xuat Kiém soat C L

CuuDuongThanCong.com
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4. Pham vi kiém soat
( Span of control)
Khai niém: La so lwong nhan vién cap dudi ma mét
nha quan tri co thé giam sat mot cach co hiéu qua va
hiéu suat.
Quan diém truyén théng:
...pham vi kiém soéat nhé (<6).
Quan diém hién dai:
.. pham vi kiém soat tang (10-12).

.. pham vi kiém soat phu thudc cac bién so.


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

Pham vi kiém soat va
sO lwong cap quan tri

Pham vi kiém soat :4

4
16
64

256

1024

4096

SO lugng QTV (cap 1-6): 1356

ongThanCong.com

Pham vi kiém soat: 8

1
8
64
512
4096

SO lugng QTV (cap 1-4): 585
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Cac yéu t6 anh hwdng dén'pham vi
KiEm soat
Cac ky nang hay nang lwc cua ngudi quan ly.
Cac ky nang va nang lwc cua nhan vién.
Pac diém cdng viéc clia cap duoi
Cac cong viec twong tw nhau va quy trinh thuc hién
cong viéc duworc tiéu chuan hoa
Mtrc db phure tap cua cbng viéc
Mcurc dO quen thudc vdi cong viéc

Hé thdng thdng tin cla td chirc.
Van hoéa té chirc manh.
Phong cach quan ly.
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5. Tap trung va phan quyén

Tap trung (centralisation):

la mire d6 tap trung quyén ra quyét dinh & cap quan ly cao
nhat.

Phan quyeén (decentralisation):

la mire d6 cac nha quan tri cap thap dwoc ra cac quyét dinh
thwe té hodc tham gia vao qua trinh ra quyét dinh ctia cap cao

Ly do:
lam cho t6 chirc tré nén linh hoat va thich tng hon .

cap dwdi co thé dwa ra cac quyét dinh tdt nhat trong pham vi
chuyén mon.

cap cao tap trung vao cac van dé chién lvoc.
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5.1.Nhirng can c& dé ay quyén:

Me&rc dd bién dong méi truwdng.

Nang lwc va kinh nghiém cta QTV cap duadi.

Céap dwdi mudn co tiéng néi trong cac quyét dinh.
Me&c dd quan trong clia cac quyét dinh.

Tinh trang doanh nghiép: khiing hoang/6n dinh.
Van hoéa doanh nghiép (mé&/dan chu).

Hiéu qua trién khai cac chién lvoc cé phu thudc vao
s tham gia cua nha quan tri va sv linh hoat khi ra
quyét dinh hay khéng?
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5.2. Quy trinh’ Gy quyén:

Nha quan tri xac dinh muc tiéu va hiéu ré két qua
mong muon.

Nha quan tri lwa chon nhirng nhan vién cé du
nang lwc.

Nhan vién dwoc trao di quyén han, thdi gian va
cac ngudn lywc can thiét dé hoan thanh cdng viéc.
Nhan vién va nha quan tri phai duy tri lién lac voi
nhau trong su6t qua trinh thwc hién cdng viéc.
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6. Chinh thurc hoa:

Chinh thtrc hoa (formalisation):

La mlc dd cac cdng viéc trong té chirc dworc tiéu
chuan hoda va ngudi thwe hién phai tuan thd theo
cac quy tac va quy trinh.

Mcure do chinh thire hoa cao:

Mcc d0 chi phdi ciia nhan vién doi véi cdng viéc

thap.

Mdrc dd chinh thirc hoa thap:

Nhan vién tw do hon trong gidi quyét cdng viéc.
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. Thiét ké toé chirc

(Organization design decision)
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1. M6 hinh té chirc: co khi va hiru co’

T6 chirc kiéu co khi (Mechannistic org.):
...cau truc dwoc kiém soat chat ché va clrng nhac.
bacd iém:
Chuyén mén héa cbng viéc
Phan chia thanh nhiéu khau, cirng nhac
Thoéng nhat ménh 1&nh cao, quyén han chinh thirc
Pham vi kiém soat hep
Chinh thirc hda cao
Tap trung hoda cao

Uu diém:
Hiéu suat cao, van hanh tot nhd cac nguyén tac, quy ché.

Giam thiéu nhirng anh hwédng do c6 sy khac biét vé tinh cach,
t‘l n h Qammmng.com https://fb.comvtailieudientucntt
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1. M6 hinh t6 chirc: co’ khi va hiru co

Té chirc hivu co (organic org.)

bac trung:
Céng viéc linh hoat, cé thé thay dbi khi can
Co phén, cong lao déng nhwng cong viéc khdng duoc
tieu chuan hoa
Ludng théng tin tw do
Pham vi kiém soat rong
Mrc dd chinh thirc hoa thap
Nhan vién dwoc dao tao tot va dwoc phan quyén

Uu dieém:
C4u truc mang tinh linh hoat va thich &rng cao.
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Co khi

Chuyén mon hoéa cao
Sw phan khuc ctrng nhac

Théng nhat ménh 1&nh
Cao

Pham vi kiém soat hep
Tap trung hbéa cao

Mdrc dO chinh thtrc hoa
cao

Nhirng nhém lién churc
nang

Nhirng nhém lién két gitra
nhiéu cap bac

Ludng théng tin tw do

Pham vi kiém soat réng

Phan quyén cao

Mdrc do chinh thtrc hoa
thap
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2. Cac yéu to anh huwéng

2.1 Chién lwoc va cau truc:

Chién luwoc khéac biét hda/déi moi
Nhiém vu linh hoat.
Ludng thdng tin tw do.

Co cau té chire dwa trén to ddi, Gy quyén manh.

Chién lwoc gidm thiéu chi phi
Hiéu suat cao, 6n dinh va kiém soat chat ché.
Hé thong bao cdo lién tuc, chi tiét.

Co cau t6 chirc chat ché, trach nhiém ré rang.

gThanCong.com m/tailieudientucntt
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2.2 COng nghé va cau truc:

Cdéng nghé Pac diém cau truc Cau truc hiéu qua

Mirc d6 phan cap thap
Mirc d6 phan khau thap Hiru co
Mirc d6 chinh thirc héa thap

San xuat don chiéc
(unit production)

Mirc d6 phan cap vira phai
Mudrc d6 phan khau cao Co khi
Mdc d6 chinh thirc héa cao

San xuat hang loat
(Mass production)

Mirc dd phan cap cao
Mirc d6 phan khau thap Hiru cor
Mirc dd chinh thirc héa thap

San xuat lién tuc
(process production)
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2.3: Sw bat dinh cia méi trwérng va cau tric:

...cO' cau tinh gian, nhanh va linh hoat.

2.4: Quy md va cau truc:
Quy mé Ién:

... chuyén mén hoa, phan khau, tap trung, chinh thirc hda
nhiéu hon.
Quy mb nho:

... linh hoat.


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

3. Cac dang md hinh to6 chire

Cac md hinh to chire truyén thong:
Cau truc don gian (simple structure)
Cau truc chire nang (functional structure)

C4u truc phan bd (divisional structure)
Cac mo hinh hién dai:
Cau tric nhém (team — based structure)

Cau tric ma tran (Project and matrix structure)
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3.1 Cau trac don gian

Pac trwng:
merc dd phan khau thap, pham vi kiém séat rong,
quyén han tap trung, mirc do chinh thirc hda thap.
Wu diém va han ché:
+ van hanh nhanh, linh hoat va chi phi thap
+ trach nhiém rd rang
__khéng ap dung cho cac tb chirc cd quy mé trung binh
va lon
__rui ro do sw phu thuéc vao mét nguoi

Quy mé phu hop: doanh nghiép nho.
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3.2 Cau truc chire nang

Pac trwng:
cac cong viéc chuyén mon twong tw hoac co lién quan
dwoc nhom thanh cac b6 phan.
Cac chlrc nang chinh: S&n xuat, Tai chinh/Ké toan,
Marketing, Nhan sw, Nghién ctru va phat trién.
Wu diém va han che:
+ tiét kiém chi phi nh& chuy&n mon hoa.
+ dat dwoc tinh kinh té& nhd quy md, gidm thiéu sw chong
chéo.
+ nhan vién cam thay thoai mai hon.
- cac bd phan khéng bam sat muc tiéu cua td chrc.
- Kho phat trién quan tri vién cap cao.

Quy mo doanh nghiép: trung binh.
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Cau truc chirc nang

Giam doc

Trudng phong Trudng phong Trudng phong

Ké toan trudng

Nhan su Ban hang San xuat
| |
Cung 'ng Ché tao Kiém tra
vat tu san pham chat lugng
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3.3 Cau triuc bd phan

Dac trwng:
Phan chia bé phan xoay quanh san pham, khach hang
hoac khu vic dia ly.
Pirng dau mdi bod phan 1a mot giam doc chiu trach nhiém
doéi voi hoat déng va thwc hién quyén ra cac quyét dinh
chién lwgc va tac nghiép.
Vai trd cta tobng hanh dinh: giam sat, diéu phdi va kiém
soat cac phan b6, cung cap cac dich vu ho tro.

Uu diém va han ché:

+ tap trung vao két qua.

- trng |&p cac chrc ndng va nguon lwc.
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Tong Giam Pdc

Cau trac phan bé (SP)

GD. Tai chinh
GD. Nhan su
GD. Marketing

GDCT. GDCT. GDCT. GDCT.
SX phan mém SX may tinh Truyén thong Phan phoi

PTGD. PTGD. PTGD. PTGD.Nghién
Nhan sv Tai chinh Marketing ———cuu phat trien
Gbkv GBKV GDKV
Bac My Chau A- TBD Tay Au

I
%

Ké toan San xuat Ban hang
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3.4 CAu truc nhom

Pac trung:
Toan bd t6 chirc dwoc xay dwng trén nén tang cac
nhom.

Céc nhém dwoc phan quyén va chiu trach nhiém doi
v&i toan bd hoat dbng va két qua trong pham vi cua
nhom.

Uu diém:

Giup td chirc ddng thoi dat dwoc muc tiéu hidu suét
va s linh hoat.
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3.5 Cau tric ma tran va dw an

Cau trac ma tran (matrix structure):

...cac chuyén gia thudc cac b6 phan chuc nang khac nhau
dwoc phan cdng vé mot hodc mét sd cac du an.

...giam doc du an, gidm doc chirc ndng va nhan vién?
Wu diém va han ché:

+ linh hoat, thich rng cao.

- vi pham nguyén tac thong nhat ménh Iénh.
Cau tric dw an (Project structure):

...nhan vién dwoc phan cdng lam viéc cb dinh trong cac
dw an.

...khéng c6 cac phong ban chirc nang.

ongThanCong.com https://fb.com/tailieudientucntt


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

To6 chirc kieu ma tran

Tong giam doc

Thiét két Ché tao }Cung ing  |Kétoan !k"arketinﬁ
O OO O——O
ow an et () O O O O
oot O OO OO
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