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- LLKHAIQUAT CHUNG

1. Cac dinh nghia co ban
Chirc ning to chirc (Organizing): 1a hoat dong quan tri
nham thiét 14p mot hé thong cac vi tri cho modi ca nhan
va bd phan sao cho cic cd nhan va bd phan cé thé phoi
hop v&i nhau mot cach tot nhat dé thuc hién muc tiéu
chién Iuoc cta to chic. Pay 1a qué trinh nham xay dung
co cau to chirc cuia doanh nghiép.

ccccccccccccccccc
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1. Cac dinh nghia co ban =

E—

Co céu t6 chire (Organizational Structure): 1a khuon
kho chinh thirc trong d6 c4c nhiém vu, cong viéc duoc
phan chia, tich hop va diéu phoi. Co cau cta to chuc
giup cho nhan vién cung lam viéc vé1 nhau mot cach co
hi¢u qua.

6 thudc tinh cta co cau to chirc:
v'chuyén mon hoa
v'phan khau
v tuyén ménh 1€nh
v'pham Vi kiém soat
vtap trung hoa va phan chia quyén han
v'chinh thire hoa
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1. Cac dinh nghia co ban —
Thiét ké to chire (Organizational Design): la qué trinh
lwa chon va trién‘ khal mot co cau TCphl‘J? hop véi chién
lugc va nhirng diéu ki€n mOl truong cua td chirc.

Thiét ké to chirc khi:
v'Khi t6 chtrc méi thanh 1ap
v Khi thay doi quy mo, thi truong, linh vye KD > thay
do1 chién luoc

ccccccccccccccccc
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1. Cac dinh nghia co ban =

So dé 16 chike (Organisation chart): 1a 1 biéu db trinh
bay cac moi quan hé bdo céo gitta cdc bd phan chuc
ning, phong ban va chic vu bén trong mot to chirc. NG
la 1 phan ctia co cau t6 chire, chi ra cong viée dugc thuc
hién nhu thé ndo, cac vi tri khac nhau, nhitng ngudi nam
giit Cac vi tri d6, va cac moi lién quan quyén luc gitra
nguol NAY voi nguoi khac, nhung nd khong chi ra duoc
chirc ning, nhiém vu ctia moi ngudi ra sao.

ccccccccccccccccc
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2. Muc dich cua chwe nang to chire =

E—

Phéln/chia?nhiém vu chung can trién khai thanh cac cong
viéc cu thé va cac ban.

Gé"}n cac nhiém vu va trach nhiém véi cac cong viéc cu
the.

Phoi hop cac nhiém vu khac nhau trong to chic.

Nhom cac cong viéc thanh cac don vi.

Thiét 1ap quan hé giita cac ca nhan, nhom, phong ban.
Thiét 1ap c4c tuyén quyén han chinh thuc.

Phan b6 va trién khai cac nguon luc to chirc.
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3. N6i dung ciia chire néing to chirc =

E—

~ . - A . L . R ,

Phan tich muc tieu chién luoc cta to chic

Xac dinh va phan loai cac hoat dong can thiét dé
thuc hién cac hoat dong

Xac dinh vi tri cua timg bo phan va ca nhan, trong
d6 bao gom ca van dé phan cap, phan quyén va trach
nhi€ém cua tirng bd phan

Pbam bao nguén nhan luc cho hoat dong cua t6 chirc

ccccccccccccccccc
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I. COCAUTO CHUC

— - - -
1. Chuyén mon hoa (Specialization)
la qué trinh nhan dién nhitng cong viéc cu thé va phan
cdng c&c ca nhan hay nhom lam viée da dugc huan luyén
thich hop dam nhiém chdng. Do d6 trong to chitrc, mot ca
nhan hay nhém lam viéc c6 thé chuyén sau vao mot cong
viéc hay cong doan nao dé trong qué trinh san xuat.
Uu diém:
vLoi thé co ban: tong nang suat lao dong ting I&én gap
bo1.
v'tao nNén nhitng nhiém vy don gian, dé dao tao dé thuc
hién => mdi nguoi thanh chuyén gia trong mot s6 cong
viéc nhat dinh.
v'moi nguoi ¢ thé lya chon nhitng cong viéc va vi tri
phu hop voi tal nang va loi ich cua ho.

ccccccccccccccccc
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1. Chuyén mon hoa (Specialization)

Halﬁh/é

v'Nhiém vu bi chia cat thanh nhitng khau nho, tach roi
nhau va mdi nguodi chi chiu trach nhiém vé moét khau
=> nham chan, mét méi, cang thang, chat luong lao
dong kém, su vang mat thuong xuyén ngay cang gia
tang va ty 1€ bé viéc cao.

v Tinh trang xa la, d6i dich gitta nhitg nguoi lao dong
c6 thé s& gia tang.

Giai phap:

v'"M¢ rong pham Vi lam viéc cia nguoi lao dong

v'Glao cho nguoi lao dong nhirng cong viéc khac nhau,
duogc lam nhitng gi can thiét dé hoan thanh cong viéc
cua minh

v Xép nhiing nguodi lao dong cO nhitng k¥ ning bo sung

uuuuuuuuuuuuuuu https://fb.com/tailieudientucntt
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2. Phan

khau/Phan chia b$ phan

(Departmentalization)

14 co s dé nhdm nhirng cong viée lai vai nhau.

Cac bd phan co thé duoc hinh thanh theo nhing tiéu chi
khac nhau, 1am xuat hién cac mé hinh t6 chirc khac nhau,

co ban la:

v'Phan khau theo chirc nang
(functional departmentalisation)

v'Phan khau theo san pham
(product departmentalisation)

v'Phan khau

theo 1anh tho/khu vuc dia 1y (geographic

departmentalisation)
v'Phan khau theo quy trinh (Process departmentalisation)

v'Phan khau t

neo khach hang

(Customer ¢

epartmentalisation)

ccccccccccccccc
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2.1. Phan khau theo chirc nang _—

rhdm cac cong viéc theo chic nang hoat dong (nhw
marketing, nghién ctru va phat trién, san xuat, tai chinh,
quan tri nguoén nhan luec,...).

c6 thé ap dung cho tat ca cac loai hinh doanh nghiép.

Giam doc

Trwong phong| | Trwong phong| | Trwong phong| | Trwong phong| | Trwong phong
Ky thuat Ke toan San xuat Nhan sy Mua hang
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2.1. Phan khau theo chirc nan =

>

9

Uu-diém:

v'Hiéu suat cao nho viée nhom céc linh vuc chuyén mén
giong nhau va nhan vién co cing k¥ ning, kién thirc va
dinh huéng

v'Phoi hop trong cling linh vuc chitc ning

v'"Chuyén mon hoba cao

v Giam sy 13ng phi cac nguon luc va gia tang su hop tac
trong b phan

vNang cao sy phat trién va huan luyén chuy&n mon
trong bo phan

v'Cho phép chia sé kinh nghiém, kién thurc giita cap trén
va cap dudi

v'Nang cao chat luong va k¥ niang giai quyét van dé

v'Ra quyét dinh tap trung
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2.1. Phan khau theo chirc nan =

Nhuoc diém:

v'Chu trong vao nhirng cOng viéc hang ngay

v Giam su truyén thong, trao doi giita cac bo phan

v'CO thé tao ra su xung dot vé tht tu wu tién gitra Cac
b0 phan

v'Rat kho khan trong viéc phoi hop gitta ca4c bo phan

v'Nhan manh vao bo phan thay vi to chirc

v'Lam cho cac nha quan tri tr¢ thanh nhirng chuyén gia
trong nhirng linh vuc hep

v'Tam nhin han ché vé muc tiéu cta t6 chic.
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2.2. Phan khau theo sdn pham/dich vu

Mm cac cong viéc lai voi

~ pham.

ong san
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2.2. Phan khau theo sdn pham/dich vu _—
Yt diém:
v Thich hop voi nhimg thay doi nhanh chéng ve nhu
cau va moOl trudng cua san pham hay dich vu

v'Cho phép chuyén moén hoa vao mot san pham va dich
vu cu thé

vKhuyén khich sy quan tdm d6i voéi nhu cau cua
khach hang

v’ Xac dinh ro trach nhiém

v'Cac nha quan tri ¢ thé la nhitng chuyén gia trong
nganh

ccccccccccccccccc
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2.2. Phan khau theo sdn pham/dich vu —
Nhuoc diem:

v Triing lap cac chirc ning

v C6 thé str dung khong hiéu qua cac k¥ ning va nguon
luc cta td chic

v Khéng thic day su hop tac chit ché giira cac tuyén
san pham hay dich vu trong to chirc

vTao ra sy tranh chap cac nguon luc gilta CAC san
pham

v'Gidi han kha ning giai quyét van dé trong pham vi
mot san pham hay dich vu riéng ré

v'Han ché kha niang thuyén chuyén nhan vién ra ngoai
pham Vi tuyén san pham ma ho dang phuc vu

v'Tam nhin han ché vé muc tiéu caa t6 chirc

uuuuuuuuuuuuu .com https://fb.com/tailieudientucntt
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2.3. Phan khau theo 18nh tho/khu vuee dia ly

Phén khau theo khu vuc 13 nhém nhtrng cong viec lai
vO1 nhau trén co s¢ 1anh tho hay khu vuc.

Pho chu tich phu
trach ban hang

GD. Ban hang,
Tay Australia

GD. Ban hang,
Queensland

GD. Ban hang
NSW/ACT

GD. Ban hang
Victoria/
Tasmania

GD. Ban hang
Nam
Australia

CuuDuongThanCong.com

https://fb.com/tailieudientucntt
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2.3. Phan khau theo 13nh thé/khu vwe dialy
Uu diém:
v'Quan Iy cac van dé trong mot khu vuc cu thé mot
cach hiéu qua va hiéu suat (nguyén li¢u, lao dong,...)
v'Phuc vu cac nhu cau cta nhitng thi truong dia Iy duy
nhat (van hoa, tdp quan tiéu dung, chinh sach thuong
mai,...)
v'Cac nha quan tri co thé phat trién cac k§ ning chuyén
mon dé giai quyét van dé chuyén mon va phu hop
vO1 thuc té

ccccccccccccccccc
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2.3. Phan khau theo 1anh tho/khu vuce dia ly
Nhuoc diem:

v Tat ca cac bod phan chirc nang déu duoc thiét 1ap tai
mdi vin phong khu vuc, do d6 co cau bé may cia to
chtrc khé cong kénh, tring lap cac chirc ning

vRat dé xay ra nhitng xung dot gitta cdc muc tiéu cua
mdi van phong khu vuc vai cac muc tiéu chung cia to
chirc

v T6 chirc phai dé ra nhiéu quy ché va quy dinh dé phoi
hop va dam bao su thong nhat (vé san pham, nhan
su,...) gitra Cac bo phan khu vuc

v Co cau to chitc ndy khong khuyén khich nhan vién
phéat trién nhitng kién thtc giai quyét nhitng van deé tai
cac khu vuc khac

v Cam giac bi cach ly giita cac khu vuc khac nhau cua to
chuc ...
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2.4. Phan khau theo quy trinh
lanhém cac cong viée trén co so 1a ddy chuyén san phim

hodc day chuyén phyc vu khach hang.

Giam doc nha may

/

—

Phu trach
B6 phan
cwa

Phu trach
B6 phan
bao va xay

Phu trach
B6 phan
lap rap

Phu trach
B6 phan
son

Phu trach
B6 phan
hoan thién

Phu trach
B6 phan
kiém tra va
giao hang

Uu diém: Hiéu suat cao trong viéc phoi hop cac cong
doan (Chuyén mon hoa theo cac cong doan cua qua trinh
san xuat, do vay nang suat tang)
Nhuoc diém: Chi 4p dung do6i véi mot so loai san pham

nhat dinh.

uuuuuuuuuuuuu
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2.5. Phan khau theo khach hang —
Uu diém: Cac nhu cau va van dé ciia khach hang c6 thé
duoc gia1 quyéet boi cac chuyén gia.

Nhuoc diem:
v'Trung 1ap chirc nang

v'Tam nhin han ché vé muc ti€u cua to chuirc
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2.5. Phan khau theo khach hang —

lanhém cac cong viéc lai theo nhitng khach hang cé
nhu cau va van dé chung va dap tng tot nhat nhu cau do
bang cach phan nhiing chuyén gia am hiéu cho moi
nhom.

Giam doc
ban hang

Phu trach Phu trach Phu trach
Ban Ié Ban budn Tai khoan Chinh phu
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3. Tuyén ménh Iénh _—

E—

e . A = z .
Tuyén ménh Iénh la duong quyén han lién tuc ndi tir cac
cap cao hon xudng cac cap thap nhat va xac dinh ai phai
b&o cao cho ai. NO giup cho nhan vién xac dinh ho s€ gap
ai néu ho gip kho khian va ho phai chiu trach nhiém trudc
al.
Quyén han 1a nhitng quyén von ¢ gan véi mot vi tri quan
tr1 dugc dua ra nhitng ménh 1énh va ménh Iénh d6 duoc
ky vong s€ dugc thuc hien. Pé tao diéu kién thuin loi cho
viéc dua ra quyét dinh va phoi hop hanh dong, nhitng nha
quan tr1 cua mot t6 chirc sé& 1a méot bd phan cua tuyén
ménh 1énh va dugc trao quyén han & mirc do nhat dinh dé
thuc hién trach nhiém duoc giao.
Trach nhiém: bon phan phai tien hanh bat ky nhiém vu
nao duoc giao.
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3. Tuyén menh 1énh e
Ngﬁtac thong nhat ménh lénh (1 trong 14 nguyén
tac quan tri caa Henry Fayol): mdi nguoi chi nén chiu
trach nhiém bao cao véi mét va chi mot ngudi quan tri
truc tiép duy nhat.
v'Nguyén tac thong nhat ménh 1énh gitp duy tri su lién
tuc ctia duong quyén han.
v'Néu khong co su thong nhat ménh 1énh, c6 thé sé nay
sinh xung dot vé nhu cau va quyén uu tién gitta nhiéu
nha quan tri khac nhau.
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3. Tuyén ménh Iénh _—

E—

Ngﬁtéc thuc hién ménh 1énh: Dya trén Thuyét chap
nhan quyén han (Acceptance Theory of Authority)

v Cap dudi hiéu ménh 1énh: Néu khong hiéu = nhan
vién s& lam sai 1éch> dé kiém tra nhan vién di hiéu
chua thi nha quan trj c6 thé y&u cau nhan vién nhac
la1 nhiém vu

v'Cap dudi nhan thay ménh 1énh phi hop véi muc dich
ctia t0 chirc

v'Ménh 1énh khéng trdi v4i niém tin c& nhan: Vi moi
ca nhan c6é nhitng gia tri nhat dinh/niém tin (chuan
muc dao dic biét dung & sal, tot xAau, .. )

v Cap duéi co kha niang thuc hién cdng viéc nhu chi
dan
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4. Pham vi kiém soat/Tam quan tri =

E—

— . 5 , . ,
Pham vi ki€ém soat chi s6 lwong nhan vién cap dudi ma
mot Nha quan tri ¢6 thé quan Iy mot cach hiéu qua va
hiéu suat.
Nguyén nhén c6 cac cap quan tri trong to chirc la boi
o161 han cua pham Vi klem soat (hay tam quan tri).
Pham vi kiém soét rong s& can it cap quan tri, CON pham
vi kiém soat hep dan dén nhiéu cap quan tri.
Can phai quyét dinh Xxem mdi nha quan tri cO thé truc
tiép kiém soat duoc bao nhiéu thudc cap, va con so nay
la hét strc khac nhau doi véi nhirng to chirc khac nhau.
Nhitng nim gan day, Xu hudéng dang nghiéng vé phia
pham vi kiém Soat rong.


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

4. Pham Vi kiém soat/Tam quan tri =

/ =
S6 lwong nhan vién & mdi cap
Cao nhat Pham vi kiém soat bang 4 Pham vi kiém soat bang 8
g 1 1 1
5 2 [0 L0080\
~<~Q
et 3 16 64
S 4 /64 \ / 512\
£ 5 256 4096
o
Q 6 / 1024 \ /
\(C
© 7 4096
Thap nhat , ,
Pham vi kiem soat 4: Pham vi kiem soat 4:
S6 Iwgng nhan vién =4096 S6 Iwgng nhan vién =4096
SO lwong nha quan tri SO lwong nha quan tri

(cap 1-6) =4096 (cap 1-4) = 585

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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4. Pham
_——

Tam han quan tri hep

@ U'n diém

¥ (Giam sat va kiém sodt chit ché

» Truyen dat thong tin dén ciac thude

¢cap nhanh chong

Tiam han guan tri rong
& Un diém
»  (31am sO cap quan tr

» Co thé nét kiém duge chi phi quan tn
» Cdp trén bude phat phin chia quyén

han

# Phai co chinh sach rd rang

CuuDuongThanCong.com

vi ki€ém soat/Tam quan tri

/

—

@ Nhwoe diém
» Tang so cip quan tri
» Cép trén dé can thiép sdu vao cong
viée cua cap dudi
» Ton kém nhiéu cla phi quan tri
» Truyén dat thong tin dén cép dudi

cung khong nhanh chong

& Nhuwoe diém
» (o nguy co khong kiém sodt noi
» Tinh trang qua tai & edp trén dé din
dén quyet dinh chiam

» Cian phai o nhimg nha quan tri gion

# Truveén dat thomg tin dén cac thudc

cap khong nhanh chong

https://fb.com/tailieudientucntt
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4. Pham vi kiém soat/Tam quan tri ==
Nhﬁ’@é’u t6 anh hudng dén pham vi kiém SoAt:
v'K¥ nang va nang luc cua nha quan tri:
> Pham Vi kiém soét va trinh do cta cac nha quan tri
¢ quan hé ty 1é thuan (cac yéu té khac khong doi).
> Pham vi kiém Soat va su rd rang trong xac dinh
nhiém vu, quyén han, trach nhiém c6 quan hé ty 1é
thuan.
> Phong cach cuaa nha quan tri: dan chu, tu do hay
chuyén quyeén.
v'Tinh phtc tap cua hoat dong quan tri va pham Vi
kiém soat co quan hé ty 1 nghich.
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4. Pham vi kiém soat/Tam quantri

4 Tfﬂd@ va Yy thirc ton trong, tuan tha ménh 1énh cua
cap dudi voi pham Vi kiém soat co quan hé ty 1€

thuan.
vPic diém cta cdng viée dugc giao:
>~ Sur gidng nhau ctia cac cong viéc.
» Mtrc d0 phtrc tap ctia cac cong viéc.
> Muc do quen thudc véi cOng viéc cua nhan vién
cap dudi.
> Murc do tiéu chuan hoa ctia cac quy trinh/cong viéc.
v'Mirc d6 hién dai cua hé théng thdng tin cua to chic.

v'Vin héa to chirc.

ccccccccccccccccc
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5. Tap trung/Tap quyen va phan quyeén, iy quyen/
5.1. Tap quyén va phan quyén
Khai niém

v’ Quyén han trong to chtrc 14 mirc dd doc 1ap danh cho moi
ngudi thdng qua viéc trao cho ho quyén ra cac quyét
dinh.

v Tap trung (centralisation): phuong thtc t6 chirc trong do
moi quyén ra quyét dinh duoc tap trung vao cap quan tri
cao nhat ctia to chtc.

v'Phan quyén (decentralisation): xu hudng phan tan quyén
ra quyét dinh cho nhitng cap quan tri thap hon trong hé
thong thir bac.

Noi dung cta phan quyén va tap quyén chi la tuong d6i (1
to chirc khdng bao gio 1a tap trung hay phan quyén hoan
toan). Mot s6 cong viée thién vé tap trung nhu hé thong tra
lwong, mua hang va chinh sach nhan su va nhiéu cong viéc
khac thién vé phan.quyén nhu san xuat, marketing.
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5.1. Tdp quyen va phan quyén

Caqﬁe’cﬁo anh huong dén tap trungva phan quyén:

/

Tap trung hon

Phan quyen hon

v' Moi truong on dinh

v' Quan tri vién cap dudi khong
¢ du nang lyc va nhu kinh
nghiém dé dua ra quyét dinh
nhu nhitng nha quan tri cap
Cao.

v' Céc quyét dinh quan trong

v' Moi trudng phuec tap va bat tric

v" Quan tri vién cap dudi c6 nang lyc va
kinh nghiém trong viéc ra cac quyet

dinh.

v' Quan trj vién cap du6i muon co tiéng
noi trong cac quyét dinh
v Céc quyét dinh twong doi it quan

trong

ccccccccccccccccc
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5.1. Tdp quyén va phan quyén _—

Tap trung hon Phan quyén hon

v To chitc dang phai d6i mit|v Van hoa doanh nghiép mé cho phép
vO1 khing hoang hay nguy co| nhiing nha quan tr1 tham gia vao
pha san nhimg gi dang dién ra.

v' Doanh nghiép ¢6 qui md 1én | v Doanh nghiép phan tin vé mit dia Iy

v' Hiéu qué trién khai cac chién | v Hiéu qua trién khai nhitmg chién lugc
lwge cua cong ty phu thugc | cua cong ty phu thudc vao su tham gia
vao viéc nhitng nha quan tri cua cac nha quan tr1 va su linh hoat
gilt lai quyén quyet dinh vé |  khi dua ra quyet dinh.
nhiing gi xay ra.
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5.1. Tdp quyén va plﬂuyén —
Uu diém cia phan quyén;
v'Cac nhé} quan tri cap cao co nl}iéu thoi gian hon dé
phat trién cac ké hoach va chién lwoc chung cho t6
chtrec.

v'Do duogc giao cac cong viéc quan trong hon nén giup
phat trién cac k¥ nang nhan thirc cia cac nha quan tri
cap dudi.

v'Cac nha quan tri cap dudi thuong sau sat tinh hinh cu
thé hon cac nha quan tri cap cao, nén ho hiéu rd cac su
kién va c0 thé dua ra nhirng quyét dinh phu hop hon,
nhanh hon, do vay, nang cao hiéu qua cong viéc.

v'Su phan tan quyén luc nudi dudng nhiét tinh va lam
giam ap luc thanh tich gitra cac nha quan tri.

uuuuuuuuuuuuu .com https://fb.com/tailieudientucntt
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5.2. Uy quyén —

>

Uy quyén trong quan trj t chirc (delegation): hanh vi cua
cap trén trao cho cap dudi mot so quyén han d€ ho nhan
danh minh thuc hién nhitng cong viéc nhat dinh.
Quy trinh uy quyeén:

v X&c dinh két qua mong muon.

v'Chon nguoi va giao nhiém vu.

v Giao quyén han dé thuc hién cac nhiém vu do.

v Y8u cau nguoi dugce uy quyén phai chiu trach nhiém.

v'"Nhan viép va nha quan tri phai duy tri lién lac véi nhau

trong suot qua trinh thuc hién cong viéc.
v'Glam sat va danh gia.
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5.2. Uy quyén —
Nguyeén tic uy quyeén: -

vcap trén uy quyén cho cap dudi truc tiép ma khong
duoc vuot cép.

vSu uy quyén khong lam mat di hay thu nho trach
nhiém ciia nguoi dugc uy quyeén.

vNguyén tiac doi hdi su twong xtmg giita nghia wvu,
quyeén loi va trach nhiém

v'Noi dung, ranh giéi cua nhiém vu dugc uy quyén phai
duoc xac dinh ro rang

v Uy quyeén phai tu giac, khéng ap dat

v Nguoi dugc uy quyén phai c6 day du thoéng tin trudc
khi bat tay vao viéc

v Lubn phai c6 su kiém tra trong qua trinh thuc hién su
uy quyén
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6. Chinh thwc héa _—

E—

Chintr thire hoa thé hién muirc d6 cac cong viéc trong to
chitc dugc tiéu chuan héa va nguoi thuc hién phai tuan
thu theo cac qui tac va qui trinh.

Néu mot cong viée duge chinh thirc héa cao thi nguoi
ngudi thue hién s& ¢6 mitc dd chi phoi toi thiéu doi véi
nhirng gi dang thuc hién (khi nao cong viéc duoc thuc
hién va thuc hién nhu thé ndo) -> ban md ta cong viéc rd
rang, rat nhiéu cac quy dinh vé to chirc, va cac thu tuc
duoc xac dinh ro rang cho cac quy trinh cong viéc.

Trong nhitng t6 chirc ma muc dd chinh thirc hda thap,
cach xu ly cong viéc khéng co cau trdc rd rang va nhan
VIén tu do hon trong giai quyét cong viéc.

Mtc dd chinh thic hda cO thé khac biét rat 16n giira
nhitng t0 chirc va tham chi la ngay trong to chtec.

uuuuuuuuuuuuu .com https://fb.com/tailieudientucntt
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- L. THIET KE TO CHUC
I MO hinh to chire kiéu co gidi/co
khi/may maoc
Co cau co khi hda 14 co cau té6 chitc ma ban lanh dao
cong ty phan chia cac hoat dong thanh nhirng cong viéc
cu thé, tach ro1 nhau. Nhiém vu, quyén han, trach nhiém
duoc xac dinh theo cap bac quan tri trong to chirc.
Viée ra quyét dinh tap trung vao ban l&nh dao cap cao,
dong thoi ban lanh dao cling dam nhiém viéc xir ly va
phan bo thong tin trong to chiic.
Cong nhan duoc coi la phan ndi dai cia may méc, muc
tieu huan luyén nhan vién la nham lam viéc mot cach co
hiéu qua. Co cau nay thich hop nhat véi nhirng doanh

ccccccccccccccc
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1. MO hinh to chw&e kieu co gidilco
khi/may méc
Uu diém: hé thong to chuc chit ché, 6n dinh, cac cong
tac duoc tiéu chuan hoa va chuyén mon hoa
v'Hiéu suat cao, van hanh tot nhd cac nguyén tac, quy
ché
v'Giam thiéu nhitng anh huong do c6 su khac biét vé
tinh cach, tinh cam.

Nhuoc diém:
vthiéu linh hoat, hudng vé tinh tai
vquan liéu giay to, thi tuc lubn dé nang 18n bo may to
chirc.

ccccccccccccccccc
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2. M0 hinh to chwe kieu co gioilco
Khi/may mdc

Co cau to chirc hé thong it nhan manh dén viéc dua ra
va thuc hién cac ménh lIénh ma dé cao viéc khuyén
khich cac nha quan tri va cap dudi lam viéc voi tinh
than dong doi, truyén thong rong rai gitra cac thanh viéen
trong to churc.
Qua trinh ra quyét dinh dugc tty quyén cho cap dudi va
do d6 doi héi nhan vién phai co kién thirc can thiét cling
nhu phai chiu trach nhi€ém va c0 quyén han, trach nhiém
twong ing vo1 muc thu uy.
Cac chirc vu phai luon dugc xac dinh lai cho phu hop
véi su thay doi co cau cua to chire. Nhan vién phai co
nhirng k¥ nang giai quyét nhi€u loai van dé khac nhau.
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2. M6 hinh to chire kiéu co gidilco
khi/may méc
Uu diém:
v linh dong theo yéu cau cta tinh hudng
vning dong trong tac phong tmg x{r quan tri, giai quyét
nhanh gon cac truong hop xir ly.
Nhuoc diém:
v'khong xac dinh dugc muc do nao duogc phép linh dong
v'nhiém vu tuy thudc vao tinh hudng nén kho xac dinh ro
v'khong tiéu chuan hoa duoc céng tac dung cach
v'viéc phan cap hay phan quyén trong to chtc tuy theo
dién tién cong tdc nén dé phat sinh lam quyén, hoic
cac quyén han c6 thé dam chan 1én nhau.

ccccccccccccccccc


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

Su phu hgp va khong phu hO’p giira co’ cau to chu’c
vamoi trueong

Co khi - Phu hop - Khéng phu hop
- Hiéu qua - Khong hi¢u qua
CO CAU
TO CHUC
Hé thong Khong phu hgp Phu hop

Ondinh  MOI TRUONG  Thay doi
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So sanh giira kiéu t6 chirc co khi va kiéu to chirc hitu
co— o

Co khi Hiru co

e Chuyén mon hoa cao e Nhitng nhom lién chirc nang
o Suphankhiu cingnhac | e Nhitng nhom lién két giita nhicu
cap bac

o Thong nhat ménh lénh cao | Ludng thong tin tu do

e Pham vi kiém soat hep e Pham vi kiém soat rong
e Tap trung hoa cao e Phan quyeén cao

e Mirc do chinh thiic héa cao | ¢ Mirc do chinh thic hoa thap
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3. Cac yéu to anh hwéng

3.1, Chién lwoc

Chién lwgc

Co cau to chue

Tang truong tap trung
DPa dang hoa tap trung
Pa dang hoa to hop
Ho1 nhap doc

Pa dang hoa cac nganh
nghé c6 quan hé khong
chat ché

Chtrc nang

Don vi chién lugc

Cong ty me nam giit co phan

Chirc nang vdi cac b phan phu trg van
hanh nhu nhitng don vi1 lo1 ich

Co cau hon hop véi nhicu phuong thire t6

chtrc ap dung cu thé cho ting bo phan

ccccccccccccccccc
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3.2. Quy md _

E—

T6 chic ¢ quy moO 16n, thuc hién nhitg hoat dong
phtrc tap thuong ¢ muc do chuyén mon hda, tiéu chuan
hoa, hinh thirc hda cao hon, nhung lai it tdp trung hon
cac to chtrc nho, thuc hién nhiing hoat dong khdng qua
phurc tap.

Qui md anh hudng dén co cau & muc do ngay cang
giam dan, qui mo s& tré nén kém quan trong hon khi
mot doanh nghiép mo rong va phat trién.
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3.3. Cong nghé: Nghién ctru cia Wood Ward =

— = Cau truc
Cong nghe¢ Dac diém cau truc

hi€¢u qua

e Murc do phan cap thap/Quan hé

San xuat don chiéc hop tac theo hang ngang
_ _ , Htu co
(unit production) e Mirc dOo phan khau thap/Nhiém vu
VD : may do linh hoat
e Muc d6 chinh thirc hoa thap
San xuat hang loat e Mtrc d6 phan cap vira phai
(Mass production) e Mirc d0 phan khau cao Co khi

e Mtrc dO chinh thirc hda cao

San xuat lién tuc ,
_ e Muc do phan cap cao
(process production) i Htru co
. | ® Mtrc d6 phan khau thap
VD: sx dién nudc, dau

e e Mirc d6 chinh thirc hoa thap
|
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3.4. Sw bdt tric ciia mOi truwong —

E—

Nhﬁ’ﬁl’nh chat cia mdi truong nhu tinh tich cuc, tinh
phtrc tap va mac do thay doi

Trong diéu kién moi truong phong phd vé nguon luc,
dong nhat, tap trung va on dinh, t6 chirc thuong co co cau
co hoc.

rong diéu kién mdi truong khan hiém nguon luc, da
dang, phan tan va thay doi nhanh chong thuong phai xay
dung co cau to chirc véi cac moi lien hé hiru co.

3.5. Ning lwe va trinh dg con ngwoi trong té
chirc
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4. CAc kiéu co cau to chire quan tri dic trung

4.1-M0 hinh té chirc truyén thong

a. Cdu truc don gian (kiéu doanh nghiép ca nhan)
Hau hét moi to chic déu khai nghiép bang mdt co cau
don gian chi gom 6ng chil va nhan vién. Mot cau tric
don gian 1a mét md hinh t6 chtrc ¢6 mtc d6 phan khau
thap, pham Vi kiém soét rong, quyén han tap trung vao
mot nguodi va mic do chinh thirc hod thap.
Co cau nay chu yéu ap dung cho nhitng doanh nghiép co
qui mé nho, khdng co6 hodc rat it cau tric phong ban ré
rang va trong doé chu sé hiru va nha quan tri la cung mot
nguoi. Cac cong ty budn ban thuong cé cau tric linh
hoat nay.
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b. Cau trac chire ning _—

Cau trdc chirc nang 1a md hinh o chitc ma trong do cac
cong viéc chuyén mon tuong tu nhau hoac co lien guan
s€ dugc nhom thanh cac bo phan.
Nhiéu t6 chirc ¢6 qui md trung binh, nho va dic biét
hoat dong don nganh déu cd Xu huéng ap dung mo hinh
cau trdc theo chirc nang, phan chia té chirc theo nhirng
chirc nang chinh nhu san xuat, tai chinh, nhan su va
Nghién ctru va Phat trién (R&D).
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c. Cau tric phan bé _

Cautric phan bo 12 mot md hinh 6 chire duge phan chia
thanh cac don vi hay bo phan doc lap (phan nhém cac ca
nhan va ngudn luc theo san pham/dich vu/khach hang/thi
truong).
Nhirng cong ty san xuat nhiéu loai mat hang thuong thiét
ké t0 chirc theo moO hinh cau trdc phan bo. Kiéu co cau
nay thuong duoc stir dung dé dap tirng cac thach thuc 16n tir
bén ngoal.
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Diém manh va yéu ciia mo hinh 6 chirc truyén thong -

Chutric|  Diém manh ~ Diém yéu
don gian | v nhanh, linh hoat ~ |v'khong con phu hop khi qui mo to chic

v chi phi thap
v trach nhiém 0 rang

phét trién
v rui ro cao do phu thudc vao 1 nguoi

chire v tiét kiém chi phi nhd |V cac bd phan khong bam sat vao muyc tiéu
nang chuyén mon hoa chung ctia to chirc do chi theo dudi nhimg
v nhan vién duoc tdp | muc tiéu chirc ning
hop theo trinh d |v cac nha quan tri chic ndng it hiéu biét vé
cong viéc twong tu| nhimng van dé thudc cac linh vuc khac coa
nhau to chirc
phin by | tap trung vao ket qua |v tring ldp cac chirc ning

v nguon lyc lam gia tang chi phi va giam
hiéu qua cong viec

CuuDuongThanCong.com
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4.2. M6 hinh té chirc hién dai _

a. Cautric nhom
Trong cau tric nhdm (cau trdc phan chia bo phan theo
quy trinh), toan b to chirc dugce Xay dung trén nén tang
cac doi hay nhom chitc nang dé tién hanh céng viéc do
to chtrc phan cﬁng
viéc phan quyen cho nhan vién co vai tro quan trong, VI
10a1 trir tuyén quyen han quan ly cu’ng nhac chay tir cac
cap quan tri cap cao xuong Cac cap thap nhat. Hon thé
nita, c&¢ nhom duoc quyén tu do to chirc cong viéc theo
cach ma cac thanh vién nghi 1a tot nhat. Tuy nhién, cac
nhom nay phai chiu trach nhiém d6i véi toan bd hoat
dong va két qua trong pham Vi hoat dong cia nhom.
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b. Céu triic ma trdn va dw an /

la-cau tric trong d6 cac chuyén gia thudc Cac bo phan
chirc nang khac nhau duoc phan cong vé mot hay mot so
du an do mot giam doc du an quan ly.
v Co cau ma tran cho phép cung ltc thuc hién nhiéu du
an
v'San xuat nhiéu loai san pham khac nhau
v'ngoai nguoi 1anh dao theo tuyén va theo chirc ning con
duoc su giup do cua nguoi lanh dao theo dé an

vmdi thanh vién cia bd phan truc tuyén véi bo phan
chirc nang duoc gan lién voi viéc thuc hién mot dé an
tréen mot khu vuc nhat dinh

v'Poi1 hoi cac nhan vién phai co k¥ nang chuyén mon cao

ccccccccccccccccc
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b. Cdu trdc ma tran va dw an _—
- /
) |

Thiét ke San xuat Hop dong Cung (rng Ké toan Nhan sw
Dwan | Nhém | Nhémsan [ H  Nhém Nhom Nhomké | H Nhom
Alpha thiét ke xuat hop dong cung ng toan nhan sw
Dwan | H Nhém |[ Nhémsdn | H  Nhém Nhom Nhémké | H Nhom

Beta thiét ké xuat hop dong cung trng toan nhan sw
Dwan | H Nhém |[ Nhémsdn [ H  Nhém Nhom Nhomké | H Nhom
Gamma thiét ké xuat hop dong cung tng toan nhan sw
Dwan |4 Nhém |4 Nhémsdn [ 5 Nhém Nhom Nhémké | Y Nhom
Omega thiét ké xuat hop dong cung trng toan nhan sw

Trong moO hinh ma tran, nhan vién co hai nguoi quan ly:
giam doc chirc nang va giam doc du an hay san pham.
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b. Céu triic ma trdn va dw an __
Uudiém:
v T6 chuc linh dong, it cap quan ly
v [t ton kém, sir dung nhan luc ¢6 hiéu qua
vPap mg dugc tinh hinh san xuat kinh doanh nhiéu
bién dong, nganh tang trudng cao
v'Hinh thanh va giai thé dé dang, nhanh chéng
Nhuoc diém:

vDé xay ra tranh chap anh huong giira nguoi 18nh dao
va cac bo phan

v Co cau ndy doi hoi nha quan tri phai c6 anh huong 1on

v'Pham Vi st dung con han ché vi mét trinh dd nhat dinh
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