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Van dung Bang diém can ban
il aung Y 0
danh gia hiéu qua hoat dén
0 . il G0Ny
ciia Cong ty TNHH Xo so kién thiét tinh Dong Nai

&Trén Thi Phuong Thao*

Mézc du hé théng chi tiéu phéan tich hoat dong da dugc phét trién va tmg
dung cho nhiéu linh vurc cta nén kinh té nhw kinh doanh du lich, xay dung,
dét may, ... nhung déi véi nganh xé sb kién thiét dén nay van chuwra c6 mot
hé théng chi tiéu phan tich hiéu qua hoat dong hoan chinh, dép tmng nhu
céu str dung ctia nguoi phén tich théng tin. Bai bao trinh bay viéc van dung
Bang can béng diém (BSC) danh gia hiéu qué hoat déng cta Coéng ty
TNHH MTV Xé s6 kién thiét tinh Déng Nai, véi mong muén dé xuét mét sé
gidi phdp nham néng cao hiéu qua hoat dong kinh doanh cua Céng ty.
Tir khéa: Bang can bang diém; hiéu qua hoat déng; Céng ty X4 sé kién
thiét tinh Pbng Nai.

Abstract

Although the system of operational analysis indicators has been developed
and applied to many sectors of the economy such as tourism, construction,
textiles, etc., for the construction lottery industry, especially the lottery. The
number of constructions in Dong Nai province so far does not have a com-
plete system of analysis criteria for operational efficiency, meeting the
needs of information analysts. For the above reasons, the content of the
paper presents the application of the score balancing table (BSC) to eval-
uate the performance of one-member limited liability company of a lottery
in Dong Nai province, with the desire to propose a number of solutions to
improve the business performance of the company.

Key words: Score balance table; Operational efficiency; Dongnai
province.

1. Giéi thiéu

Trong cidc mo hinh phan tich
hi¢u qua hoat dong ctia doanh
nghiép da dugc thiét ké thi mo hinh
Bang diém can bang (BSC) dugc
danh gia cao nhét, do 1am rd duogc
tinh lién két giita cac khia canh cua
hiéu qua hoat dong.

Bing cach két hop cac yéu to tai
chinh, qua trinh ndi b, khach
hang, hoc hoi va phat trién, BSC
giup cac nha quan ly hiéu duoc
nhiéu mdi tuong quan va tac dong
nhan qua, hd tro 16n cho viée ra

quyét dinh (Huang va cong su,
2011). Theo mé hinh BSC, cac chi
tiéu phan tich tai chinh dong vai tro
1a két qua, cac chi tiéu phi tai chinh
s& cho biét nguyén nhan. D& xuit
nay m¢ ra hudng phan tich toan
dién cho doanh nghiép khi mudn
danh gia hiéu qua kinh doanh. Tuy
nhién, cac doanh nghiép lai cé
nhitng dic thu san xudt - kinh
doanh khac nhau, nganh nghé khac
nhau va diu kién méi truong kinh
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té vi mo (bén ngoai doanh nghiép)
khac nhau. Chinh vi vay, thé can
bang diém nén xdy dung thé nao
cho phti hop voi ddc diém cua timg
nganh, tham chi qudc gia 1a van dé
cin dugc quan tim nghién ciru
(Neely, 1998).

Tac gia da tién hanh nghién ciru
ban chét cua hiéu qua hoat dong
kinh doanh, tiéu chi nhan dién va do
luong hi€u qua hoat dong ctia doanh
nghiép. Tu do, tac gia van dung hé
thong chi tiéu phan tich hiéu qua
hoat dong kinh doanh dé phan tich
thuc trang hiéu qua hoat dong kinh
doanh ctia Cong ty TNHH MTV X6
s6 kién thiét tinh Dong Nai va dé
xuat mot s khuyén nghj nhim nang
cao hi€u qua hoat dong kinh doanh
cua Cong ty trong moi truong kinh
doanh hién nay.

2. Van dung BSC vao Cong ty

Phén tich va danh gia két qua
hoat dong cia Cong ty TNHH MTV
X6 sb kién thiét tinh Pong Nai qua
4 khia canh: tai chinh, khach hang,
n6i bo va ddo tao phat trién, tac gia
xdy dung dugc mo hinh BSC cho
Cong ty nhu Bang 1, trang 106.

Béang 1 cho théy, hiéu qua hoat
dong cia Cong ty trén phuong dién
tai chinh, khach hang, quan ly ndi
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bd va dao tao phat trién chua dat
duoc muc tiéu dé ra. Mot s6 chi tiéu
c6 xu hudng tang hay giam hoan
toan phu thudc vao két qua hoat
dong kinh doanh ctia Cong ty.

Pé danh gia chinh xac hon vé
thuc trang san xudt - kinh doanh cta
Cong ty, ta can quan sat thém cac
nhéan t6 moi truong da tac dong thé
nao dén tinh hinh hoat dong cua
Cong ty.

Vé wu diém: Viéc thanh todn
tién vé va thu hdi cong ng cudi naim
duoc thuc hién tt hon so véi céac
nam trude. Cong ty di c6 chién luge
phét trién, gitr viing thi truong kha
t6t, phan phdi vé sb giira cac dai ly
va cac ving hop 1y. Pdng thoi, véi
su nang dong cua hé théng dai ly va
ting ho ciia ngudi choi vé s, doanh
thu vé sd ctia Cong ty ludn ting
truong manh, dung dau trong 3 tinh
mo thudng cung ngay.

Téc do ting tai san, ngudn von
nam sau ludn tdng kha cao so véi
ndm trude 1a do lgi nhudn Cong ty
cao, nén cac khoan trich 1ap quy dé
b6 sung ngudn vén kinh doanh cua
cong ty nam sau ludn tang cao hon
nam trudc.

1% han ché, ton tai: Mic du thi
truong ngay cang dugc md rong
nhung vé s6 cua Cong ty hién nay
cling chi tiéu thu trén dia ban
TP.HCM va mdt sé tinh l4n can.
Con nhiéu dia ban, thi trudong tiém
ning chua c6 vé sé Dong Nai, hoidc
¢6 nhung muc ti€u thu con han ché.

Hé thong dai 1y ngay cang mo
rong, nhung con nhiéu tinh chwa c6
dai ly cAp mot cua Cong ty nhu Hau
Giang, An Giang, Bac Liéu, Kién
Giang, Binh Phude,...

To vé sb Cong ty tuy da duoc
cai tién vé& mau ma, chét luong gidy
nhung kha ning chéng lam gia
chua cao, chua tao duoc nét dac

Bang 1: M6 hinh BSC cuia cong ty x6 s6 kién thiét qua cac nam

Tiéu chi Muc tiéu Ket qua
N2015 | N2016 | N2017 | N2018
Tai chinh
Ty 1¢ LN/Doanh thu 16% 17% 16% 15% 15%
ROI 35% 34% 33% 33% 36%
ROA 35% 34% 33% 33% 36%
ROE 55% 54% 56% 57% 64%
Nang sut lao dong 24 20.77 22.23 23.15 25.84
Khach hang
Phuc vu tét Khong c6 phan Khong co o o o 6
: " IR : phan nan tir phan phan phan phan
khéch hang nan tir khach hang : 3 s : 5 5
khéch hang nan nan nan nan
Hiéu nhu cdu Dat danh gia cua )
% Rk khach hang ¢ mirc 35 diem 31.95 33.9 34.4 37
cua khach hang i M i
Best In Class
Quy trinh néi bo
i : Ty I¢ vé s6 hong @ 200 290, o, 3
Qu:ytl.mh san trén doanh thu 0.15% I 0.20% 0.22% 0.17% 0.16%
xuat hang hoa T
dich vu ¥ e ve 86 91 hong Giam din qua cdc nam
qua b phin
Pao tao phat trién
Ty 1& nhan vién
duge dao tao so 100% 100% 95% 98% 97%
véi ké hoach
Ty 16 ohan vién, % % % 9% %
roi cong ty

trung. Vé s6 d& lam gia, cao sua dé
lanh thudng.

Loai hinh san phdm con qua don
diéu. Hién Cong ty chi kinh doanh
mot loai hinh san phélm duy nhat 1a
x0 s truyén théng, nhiéu loai hinh
x6 s6 méi, phit hop véi thi truong,
xu thé phat trién cua thé gidi chua
dugc nghién cuu ung dung.

Cong ng dai ly con cao, mot $b
dai ly co s no vuot muc quy dinh
va chua dam bao thé chap theo quy
dinh cua B Tai chinh.

Céc khoan tién va tuong duong
tién cua Cong ty kha cao. Viéc du
trit lwong tién mat 16n, trong tai
khoan ngéan hang chua thuc sy c6
hiéu qué, do khong dua vao dau tu,
kinh doanh dé tang doanh thu, 1gi
nhuan cho Cong ty.

Ngudn vén kinh doanh rat 16n,
cham dau tu vao nganh kinh doanh
khac c¢6 hiéu qua.

Nguyén nhén cia nhing ton tai,
han ché nay 1a do b phén ké toan
chwa xir 1y dong tién mot cach hiéu
qua, chua tinh o nhu cau str dung
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(Nguon: Tong hop ciia cdc gid)
tién mat hang ngay, dan dén viéc du
trit tién tai Cong ty qua lén, giy
lang phi.

Cong ty chua c6 chinh sach thu
hdi ng mét cach linh hoat nhu thu
no sém khach hang dugc hudng
chiét khau thanh toan hodc ¢6 nhiéu
uu ddi hon vé& chiét khdu duoc
huéng tir dai 1y trén to vé sb cao
hon,...

Cong ty cling chua c6 quan tdm
dén nguoi ban vé s6 1é nhu day ho
k¥ nang ban hang, tang ho cac san
pham mang tinh quang ba thuong
hiéu cho vé s6 Pong Nai.

3. Mot sb giai phap ning cao
hiéu qua kinh doanh ctia Cong ty

3.1. Nhom gidi phdp ting
cwong, thé hién tinh hinh tai chinh

Thir nhdt, thyc hién chuwong
trinh tang truéng doanh thu: Phat
trién doanh thu tir khach hang méi;
ting truong sd luong dai 1y va
nguoi ban hang dao.

Thir hai, thuc hién chuong trinh
nang cao ning suét san xuét — kinh
doanh: Trd thanh ngudi dan dau vé
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chi phi trong nganh vé tiét kiém chi
phi, nang cao hi€u qua sir dung cua
tai san.

3.2. Nhom gidi phdp ndng cao
hiéu qud trén phwong dién khach
hang

Tu thyc trang khach hang than
phién vé chét lugng td vé s6, mau
ma, thiét ké cach giao nhan, quy
trinh x4 s6 va phat thu:ong cung nhlr
quy trinh giao nhan vé 56 & cubi mdi
ngay,... Cong ty can thuc hién cac
giai phap cu thé nhu sau:

- Xay dung chuong trinh quan ly
toan dién véi chi phi thép.

- Cham s6c khach hang tt nhat.

- Thiét ké dep, thu hut khach
hang.

3.3. Nhom gidi phdp ndng cao
hiéu qud quy trinh ni b

Cong ty cin xac dinh cac quy
trinh ndi b trong qua trinh san xuat
- kinh doanh c¢6t 16i ma Cong ty can
dau tu dé tré nén vuot troi. Cac quy
trinh duoc xem 14 c¢6t 131 s& gitp cho
Congty dan dau vé tiét kidm chi phi
nhét trong nganh nang cao hi¢u qua
sir dung von, tai san, phat tr1en
doanh thu...; théa man nhu ciu
khach hang, chiam séc t6t khach
hang, giam thiéu cac phan nan tir
khach hang,...

Két hop thuc trang quy trinh noi
bd cia Cong ty, cac giai phap dugc
dé xuat gdbm:

- Duy tri va phat trién quan hé
v6i nha cung cép.

- Néng cao chat lwong san
pham/dich vu.

- (Giai phép tinh gon, nang cao
hiéu qua hoat dong san xuit kinh
doanh,..

3.4. Nhom gidi phap nang cao
higu qud dao tao va phit trién

Qua trinh dao tao va phat trién
can xac dinh 1 nén tang ma Cong
ty phai xdy dung, dé tao ra sy ting
trudng dai han.

Viée dao tao va phat trién bao
gdm ba ndi dung chinh: con ngudi,
cac hé thdng va cac quy trinh té
chirc. Cac muc tiéu tai chinh, khach
hang, quy trinh ndi by trong BSC
thuong s& cho chung ta biét khoang
cach gitra nang lyc con nguoi, hé
thdng va quy trinh t& chirc, nhiing
gi can dat dugce su sang tao va hiéu
qua cua to chirc. P& rat ngin
khoang céach nay, Cong ty phai tai
dau tu vao viéc nang cao ky ning
cho nhan vién, ting cuong hé thong
cong nghé thong tin, lién két quy
trinh, thu tuc cua td chic.

Céac thude do dbi véi ngudn
nhan luc va su két hop hang loat cac
yéu td: mirc do hai long cta nhan
vién, giltt chan nhan vién, dao tao
nhan vién va k¥ nang nhan vién. H¢
thong thong tin do ludng bang mirc
do sén co, mirc d6 cung cép thong
tin chinh x4c vé khach hang va quy
trinh ngi by danh cho nhan vién.
Céc thu tuc cua td churc ¢6 thé duoc
xét dén mirc d6 dai ngo danh cho
nhan vién trong Cong ty va su thanh
cong cua cac to chic s& duoc do
bang mirc do cai thién lién quan dén
quy trinh ndi by va khach hang.

Xét vé phuong dién dao tao va
phat trién, tic gia goi ¥ cac giai
phap nhim nang cao hiéu qua hoat
dong nhu:

- Giai phap nang cao, cai thi¢n
su hai long ctia nhan vién.

- Giai phap nang cao kha nang
gitt chan nhan vién.

4. Két luan

Hiéu qua hoat dong kinh doanh
phan éanh trinh d¢ su dung cac
ngudn lyc sin co, dé thyc hién muc
tidu dé ra. Hidu qua d6 thé hién két
qua qua trinh hoat dong kinh doanh
ctia cong ty, biéu hién thong qua két
qua thu dugc va chi phi bd ra, tic la
phai dat dugc 1oi nhuén tdi da véi

chi phi ti thiéu nhung phai dam
bao hai hoa lgi ich cia doanh
nghiép, nguoi lao dong va cua toan
x4 hoi thi doanh nghiép mdi phat
trién On dinh va bén vimng. Mot cong
ty s& c6 hiéu qua kinh doanh tét néu
nhu cong ty do ndm ving cac tiém
nang vé lao dong, vat tu, tién von,
cung cau hang hoa trén thi truong,
dbi thii canh tranh,... dé khai thac
cac ngudn lyc sin co, tan dung
nhing co héi thi truong nham mang
lai 1gi nhuan, hi¢u qua cao nhat cho
doanh nghiép.

Thong qua cac phan tich tinh
hinh hoat dong kinh doanh, phan
tich cac yéu td dau vao, dau ra, tinh
hinh st dung vén cia Coéng ty
TNHH MTV X6 s6 kién thiét tinh
Dong Na1 va nghién ctru thi truong
vé s6 mién Nam,... tac gia mudn
chi ra nhiing dlem manh can phat
huy ciing nhu nhitng diém yéu, han
ché can khic phuc. Trén co s do,
tac gia dé xudt mot s giai phap co
ban dé nang cao hiéu qua kinh
doanh, canh tranh c6 hi¢u qua trong
nganh x6 s va tr¢' thanh mot trong
nhiing céng ty x6 s6 manh cua khu
vue mién Nam. O
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