Chuong 5: Lap ké hoach va ra quyét dinh
PHAN 1: LAP KE HOACH
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@ ....... Pac diém va phan loai k¢ hoach
Qua trinh Iap k& hoach
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LAP KE HOACH

Lap ké hoach

A r
TO chirc

Kiém tra

Lanh dao

Hinh 1. Cac chirc nang cua quan ly
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Lanh dao

Hinh 2. Cac chtrc nang cua quan ly
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Khai niém ké hoach (1)

= C6 rat nhiéu loai ké hoach ton tai xung quanh
chung ta.

» Phan biét gita ké hoach véi chién lugc, chinh
sach, chuong trinh, du an,...
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Khai niém ké hoach (2)

Ké hoach 1& mét van ban hay mét y tuong vé
kich ban thé hién muc tiéu chung cua 16 chirc
ciing Nhur muc tiéu phan nké theo phan cdap quan
ly cung voi nhitng noi dung va phuong an, dat
muc tIeu do.

VD:
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Khai niém l1ap ké hoach (1)

- Lap k€& hoach 1a chitc nang co ban, tién quyét
cua qua trinh QL.

- Theo Fayol: Lap k& hoach 1a tim kiém tuong
lai, xay dung k& hoach hanh dong.

Ldp ké hoach 1a téng thé cac hoat dong lién

quan toi danh g1a, dy dodan — dy bao va huy dong

Cac nguon lyc dé xay dung chuwong trinh hanh
déng twong |ai ciia to chirc..
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Nam cau hoi ma lap k€ hoach can tra 101:
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Dac diém cua ké hoach:

Inh khach quan

. Tinh bat budc

inh on dinh —
o.‘d,

INnh diéu chinh W

Inh rd rang

S N
A
HJ
-
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“Rét dang VUi vé nhu thurong
Bong ddu chil coc chan dwong héi ngang
"Chi kia chan sdp hai hang
Chan nao di trude hd nang réet oi?"
Rét ta chdang noi nira loi
Nam yén mét cho roi boi nghi suy
Tir nay chang biét phdi di thé nao! »
> 4 Van dé cia “nang ret” cho ban nhan xeét gi
vé cau chuyén lap ké hoach cia nha quan ly?
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Vai tro ciia 1ap ké hoach

Lép Ung pho véi nhirng bat dinh trong twong lai
hcac G Phwrong an tot nhat dé phdi hop nguon lre

T'ao su thong nhat trong hoat dong

il

I'huan tién cho viéc kiém tra
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Phan loai ké hoach (1)
= Can ctr vao thoi gian:

- Keé hoach dai1 han

- K¢€ hoach trung han

&
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- Ké hoach ngan han
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Phan loai ké hoach (2)

= Can cur vao pham vi, quy mo:
- Ké& hoach vi mo
- Ké& hoach vi mo
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Phan loai ké hoach (3)

= Can cu vao linh vuc quan 1y:

K¢é hoach ta1 chinh

K¢é hoach nhan luc

Ké hoach an ninh
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Phén loai ké hoach (4)

= Can ctr vao cap ké hoach:

- Ké hoach chién luoc

- Ké hoach tac nghiép

Chién Iu'gc Tac nghiép
Dai Ngan

Rong Hep

Codong,tbng  Cuthé, chitiét
thé
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Phan loai ké hoach (5)

= Can cur theq muc do ro rang cua cac thong tin
ghi trong ke hoach:

- Ké hoach dinh tinh

- K& hoach dinh luong

- K& hoach két hop dinh tinh va dinh leong

VO THI CAM THANH  5/30/2020



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

Qua trinh lap ké hoach (1)

» Harold Kzoont dua ra 8 budc dé 1ap ké hoach
Budcel: Nhan thie co hdi/thach thic
Budc 2: Xac dinh muc tiéu
Budc 3: Phét trién céc tién dé
Budc 4: Thiét 1ap cac phuong an
Budce 5: Banh gia cac phuong an
Budc 6: Lua chon phuong an hanh dong
Budc 7: Xay dung cac ké hoach hd trg
Budc 8: Lugng hda cac ké hoach
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Qua trinh lap ké hoach (2)

" Budc 1: Nhan thirc co hoi/thach thue, danh gia
thuc trang cua to churc.

- Panh gia thuc trang

- Piéu tra, khao sat va du bao

- Yéu cau cua nhan thtc co hoi
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Qua trinh lap ké hoach (3)

= Budc 2: Xac dinh muc tiéu
- Thiét 1ap cac muc tiéu
pecific: cu thé, rd rang
easurable: do luong duoc
chievable: c6 thé dat duoc
ealistic: tinh hién thuc
ime — bound: gi¢i han vé thoi gian
- Xac dinh tht ty vu tién cho cac muc tiéu
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Qua trinh 14p ké hoach (4)

= Budc 3: Ké thua, phat trién cac tién dé

- Trén co sé phan tich nhitng nguodn luc hién
c6, xem xét va tan dung nhitng nguon luc
con gid tri st dung-> tiét kiém chi phi

- Dya trén nhiing tién dé hién c0, can phat
trién thém dé phu hop véi hoan canh va
mOI trrdong moi.
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Qua trinh lap ké hoach (5)

» Budc 4: Thiét 1ap cac phuong an

- Xay dung cac phuong an 1a xay dung cac giai phap
dé gidi quyét cong viéc cu thé, nhung cong viéc
can thiét va cach thic tién hanh cac cong viéc do.

- Xay dung nhiéu phuong an, lam tién dé cho viéc
lua chon phuong an t6i wu dé€ tng phé vdi su thay
doi cua moi trudng.
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Qua trinh lap ké hoach (6)

= Budce 5: Danh gia cac phuong an
- Xem xét diém manh, diém yéu ctia cac phuong
an
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Qua trinh lap ké hoach (7)

= Budce 6: Lua chon phuong an hanh dong

- Phuong an hanh dong: phuong an toi uu

- Luu y: Khi lya chon phuong an toi uu, thuc t€
cho thay khong nén chi chon mot phuong an
du cho Ia t61 wu ma phai chon 2, 3 phuong an
dé du phong.
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Qua trinh lap ké hoach (8)

» Budc 7: Xay dung cac ké hoach hd tro

- Phan nhdnh k& hoach tong thé thanh nhiéu

(’

nhiém vu nho.

- Lap k€& hoach thuc hién tirng nhiém vu nho.
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Qua trinh lap ké hoach (9)

» Budc 8: Luong hoa cac ké hoach bang viéc
1ap ngan quy

- Luong hoéa cac ké hoach chinh 1a buéc dé ké
hoach c0 tinh kha thi

- Thiét 1ap ngan quy phu hop véi ké hoach
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Phuong phap lap ké hoach

= Cac phuong phap du bao
= cac phuong phap so sanh — danh gia
» Céac phuong phap du toan — tong hop
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Cac phwong phap dw bao

1. Dw bao theo kich ban :

Xay dung cac kich ban khac nhau vé trong lai
va d€ ra cac phuong an twong ng

2. Du bdo theo mé phéng tinh huong:

Xay dung mo hinh mo phdéng véi cac bién s6
twong ung.

3. Ky thuat du bdo Delphi:

Du bao dua trén sy nhat tri ciia mot tap thé cac
chuyén gia
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Cac phuong phap so sanh — danh gia (1)

1. Ma tran SWOT:
Budc 1: Lict ké cac no1
dung chinh STRENGTHS OPPORTUNITIES

Internal factors

Budc 2: Xay dung cac
phuong an SO, WO,
ST, WT

WEAKNESSES THREATS

Exter al factors
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Cac phwong phap so sanh — danh gia (2)

2. Ma tran BCG

| Market Share

Loy
o >
-

Question Marks

Market Growth
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Cac phwong phap so sanh — danh gia (3)

3. Phan tich hoa von (break-even analysis)

Rewvenue

100
e Profit

Total costs

BEP

N

Sales ;
' Fixed costs

Output volume
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Cac phwong phap so sanh — danh gia (4)

4. So 36 mang nhén (Spider diagram): dung dé
phan tich va cung cap ban tom tat bang hinh
anh vé nang luc thé ché cua doi twong duoc
phan tich.
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So' d0 mang nhén vé ning luc ciia co quan quan Iy
nguon nwoc va nhu cau phat trién nang luc

quan

Co ché giam | _
sat, danh gia

Tochecco _—

Lien két v /

~ Quan ly nhan
=, sir, dong lwc
"~ | cla can bd

| Quan Iy tai
chinh

\&hinh sach va

cac bén lién’
quan, cdng...

lap ké hoach

=®—Hié&n tai

== Thong qua dr an 5 nam

Thang diem

0: Khéng cb, can bd sung

1: Yéu, can cai thién nhiu

2: Trung binh, can cai thién mat it

3: Cao, théa mén yéu cau
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C4c phwong phap du toan - tong hop (1)

1. Phuong phap khung logic:

LFA la mot quad trinh phan tich va la mot bo cac
cong cu duoc su dung nham ho tro viec lap ke
hoach va quan ly duy dn.
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Khung Logic (Logical Framework)

M0 ta Chi s0 Nguon thong tin Gia thiét
Description Indicators d6i chimg Assumptions
Source of
information
Muc tiéu tong
quat (Overall
Objectives)

Muc ti€u cu
thé (Specific
objectives)

Két qua du
kién
(Expected
results)

Hoat dong
(Activities)
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Cac phwong phap du toan - tong hop (2)

2. Phuong phap xac dinh noi dung cong viéc

= Xac dinl
= Xac dinl
= Xac din

h muc tiéu, yéu cau cong viéc |W (why)
1 n01 dung cong viec 1 W (what)
h 3W: where, when, who

= Xac din

n cach thire thuc hién 1H (how)

» Xac dinh phuong phap kiém soat — 1C (control)

= Xac dinl
= Xac dinl

1 phuong phap kiém tra — 1C (check)
N nguén luc thuc hién SM (Man, Money,

Materia

, Machine, Method)
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Cac phwong phap du toan - tong hop (3)

3. buong gang (Critical Path)

= Thé hién 10 trinh tién hanh cac hoat dong/ cong :
viéc.A: Hoat dong A
= EST: Thoi gian bat dau sém nhat cta hoat dong A i
= T:thot gian danh cho hoat dong A
= EFT: Thoi gian két thiic sém nhat cua hoat dong A
= LST: Thoi gian bat ddu mudn nhat cia hoat dong A
= LFT: thot gian két thuc mudn nhét cia hoat dong A
= Float: Sy luan chuyén thoi gian
estT T EFT

A

LST Float LFT
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task _-

identi fier"‘T’

expected time

to complete task
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| Céc phwong phap dw toan - tong hop (4)

4. Biéu do Gantt:

Time in Months

T LR G gL e L e LT L i i SR

C . |
A—Do preliminary market analysis |

B—Develop preliminary product designs

C—Do preliminary manufacturing study

D—Evaluate & select best product design

E—Develop detailed marketing plans

F—Design manufacturing process

G—Develop detailed product design

H—Build and test prototype

|—Finalize product design

J—Order components

K—Order production equipment

L — Install production equipment

[l e
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Nguyén tic cia lap ké hoach (1)

S 01 A~ w e

Chinh xac
Khach quan
Kha thi

Tac nghigp
Linh hoat
Dan chu
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Nguyén tic 1ap ké hoach (2)

= Chinh xac:

- Pha1 du bao, du doan chinh xac, r0 rang.

- Xay dung cac ké hoach véi do chinh xac vé
thong tin cao
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Nguyén tac 1ap keé hoach (3)

= Khach quan:
Panh gia khach quan cdc nguodn luc hién ¢ dé
thay duoc diém manh, di€m yéu, co hoi va
thach thic cua to chiic
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Nguyén tic 1ap ké hoach (4)

» khd thi: Khi 1ap ké hoach phai tinh
dén viéc ké hoach d6 liéu cé thuc hién

duogc khong hay mai chi 1a ké hoach
trén giay.

Vi du: Peo luc lac cho meo
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Nguyén tic 1ap ké hoach (4)

» T4c nghiép: Ké hoach vach ra phai
chi r0 ké hoach s€ duoc thuc hién
trong thot gian bao 1au?
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Nguyén tac lap ké hoach (5)

» Linh hoat: xay dung ké hoach du
phong dé doi pho véi su thay doi cua
hoan canh

Vi du: Ké hoach cudc doi
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Nguyén tac lap ké hoach (6)

* Dan chu.
Phat huy dan chu trong qua tr nh
lap k& hoach
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Cau hoi va thao luan

1. F
0

éy chon mdt tinh hudng quan Iy va 1ap bang
nan tich SWOT. Sau do thtr dua ra cac

k!

1uyen cdo va dé nghi can thiét.

2. Nén kinh té chi huy moi hoat dong déu dua
trén ké hoach cia nha nudc. NOI nhu vay
khong c6 nghia la trong nén kinh té thi
truong ta khong ding ké hoach. Anh/chi ¢0
nhin Xet gi vé nhan dinh nay’? Va “ké hoach”
trong nén kinh té chi huy va nén kinh té thi
truong ¢6 dong nhat khong?
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