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Khdi niém “Thé diém cn bang (BSC) la mét van dé con kha mdi mé tai Viét Nam, nhung no

lai dwoc dp dung tai nhiéu t6 chirc va céng ty trén thé gidi. No rdt hitu ich cho cdc nha qudn Iy

trong viéc danh gid hiéu qua viéc thuc hién chién lwoc ciia té chire. Hién nay viéc nghién civu va

dp dung BSC tai cic doanh nghiép van tdi bién con han ché. Do do tac gia sé tdp trung vao viéc

phdn tich dé chi ra viéc ung dung cua BSC vao cong ty co phan van tdi bién Viét Nam

(VOSCO), mét cong ty hang dau trong linh viee kinh doanh vin tdi bién.

Abstract

The concept of “Balance scorecard method” is a relatively new issue in Vietnam, but it has

been applied in many organizations and companies around the world. It’s useful for managers

to evaluate the efficiency of the business stratergy. At present the research and application of

the BSC in a marine shipping business are limited. Therefore, the author will focus on the

analysis to indicate the application of the BSC in VOSCO, a leading marine transportation
company in Vietnam. ‘
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1. Phuong phap thé diém can bing

Phuong phap BSC do Robert Kaplan va David Norton xay dung vao nam 1992, déy la phuong
phap nham trien khai viéc thuc hién chien lugc dya trén 4 yeu to chinh la: tai chinh, khach hang, quy trinh
ki‘nh’doanh noi bo, dao tao va phat trién. Thé diém can bang duoc thiét ké dé dua ra mot cai nhin can doi
V€ tat ca cac nhan to trong mét doanh nghiép va dwa ra cdng thic danh gid hoat dong sao cho phu
hop [2].

Céc doanh nghigp Viét Nam hién nay, dac biét 1a doanh nghiép van tai bién déu rat quan tam dén
Viéc xay dung chig‘zn lugc kinh doanh nhung viéc trién khai thuc ﬂhién chién Iwgc con gap nhiéu kho khan.
BSC ga mot hé thong nhéfm chuyén tam r]h‘m v? chién lugc cua to chic thanh nhitng muc tiéu va thudc do
cu thé th()’ng qua viéc thiét Iap mét hé thong dé do Iqéng thanh qua hoat dong trong mot t6 chac dua trén
4 nhdém yéu to. Tu do gitp cho viéc xay dung hé thong quan ly va gidm sat dat hi¢u qua cao hon.

2. Pinh huéng chién lwgc ciia cdng ty cd phan vén tai bién Viét Nam

Trong pham vi bai béo nay tac gia c6 lua chon déi twong nghién ciu la Cong ty Van tai bién Viét Nam
(VOSCO), day la doanh nghiép kinh doanh trong linh vuc van tai hang hda bang duong bién.

Trong bao cao thuong nién cua cong ty nam 2013 da chi rd tw nay dén nam 2020 cong ty s& tap
trung vao 3 nhom tay la: Tau hang roi co I6n, tau dau, tau cho héa chat va tau contaiper. VOSCO ciing
dac bi¢t quan tam dén cac khia canh ve quan ly nhu: Ky thuat, vat tu, con ngudi nham hudng toi viec
cung cap dich vu tot nhat cho khach hang, dong thoi gia tang gia tri ¢6 dong dai han cua cong ty [3].

3. Ung dung BSC trong viéc trién khai chién lwge tai VOSCO
Duea trén chién lwge ciia cong ty tac gia dé xudt xdy dung Ban dé chién lwoc cho VOSCO nhur sau:
Sau khi ¢6 ban do chién hege, budc tiép theo can trién khai xdy dung 4 nhém yéu té sau:

3.1. Yéu té tai chinh

* Cong ty cn tip trung vao 5 nhom muc tiéu chinh: (1) Gia tang gid tri cd dong, tang truong
qui md hoat déng cua cbng ty; (2) Cat giam chi phi; (3) Téi da hoa st dung tai san hién co; (4) Tang
doanh thu tir nhitng khach hang méi; (5) Gia tang gia tri khach hang.

* Cac thwée do viéc thye hién cac muc tiéu trén:

- B¢ do luong muc tiéu gia tang gid tri co dong ta su dung EVA, cu thé EVA = Loi nhuan
kinh doanh sau thué trir di chi phi von. Chi tiéu nay chiu anh huéng cua bon chi tiéu: ting truong



doanh sd, giam chi phi kinh doanh, tang hi¢u qua ctia von hoat dong va hiéu qua sir dung tai san ¢6 dinh.

- ¢ do ludng muyc cit giam chi phi ta sir dung céc thude do sau: Chi phi cau thanh nén san pham
cua doanh nghiép so véi doi thu canh tranh va % giam chi phi hang nam.

- Muyc tiéu tdi da héa str dung tai san ta diing thudc do: Ty trong hang ton kho va vong quay vén.

- Muyc tiéu tang doanh thu: Sir dung chi tiéu Tong doanh thu cho nhém khach hang mai.

- Bé do luong viéce gia tang gia tri cho khach hang sir dung ty 1 % tang truong doanh thu trén timg
khéch hang.

* Giai phap hanh dgng:

~ Dua vao thyc trang hoat dong, cac nguon luc tiém ning ciing nhu chién lugc phét trién cua cong ty
den ndm 2020, dy kien quy md hoat dong tang 10% so véi nam trude d€ duy tri vi tri dan dau trong nganh
van tai bién. Tur do cong ty can c6 mot so hanh dong nhu:

- M6 réng co hdi ting doanh thu: Bang céch ludn ndm dwoc nhu cau cia thj truong dé mo thém nhiing
dich vu dap ng nhu cau x& hoi ¢ ting thoi ky. Thdm nhap vao phéan khdc thi traong méi.

- Tang chénh léch thu chi, loi nhugn thuan tir hoar dgng kinh doanh bang cach: Bam bao ting san
luong Ighai thac tau; cai ’tién hoat dong dé dao b’éo thu dung tién do, khdng cé ng qué han; tiép tuc thgc
hiép tiet kie::m chi phi, cat giam cég khoan chi tiep khéach, chi hop hoi nghi, cac khoan khéng thuc su can
thiet; cai tien qui trinh hoat dong dé tang nang suat.

- Toi da héa sir dung tai san nhw: Ti da hoa cong suat khai thac tau; tdi da hiéu qua vén hoat
dong.

- Phét trién khach hang méi bang céch tham nhap vao phan khuc thi truong moi.

- Téng gié tri trén ting khach hang hi¢n hiu: Bang viéc gia tang dong bo vé gié c, chat luong
dich vu lam cho khach hang khdng mua san pham cta doi tha canh tranh ma mua san pham caa minh.
3.2. Yéu t6 khach hang

* Cac nhom muc tiéu chinh:

- Puwa ra mic gié ca cgnh tranh: Kiém soat tot chi phi khai thac, dic biét 1a chi dong lap ké hoach
dat mua nhién liéu ﬂdu trir nham duy tri muc gi& canh tranh, do day la chi phi c6 anh huong Ion nhat téi
gia thanh van chuyén cua cong ty.

- Cung cap dich vu véi chdt luong hoan hdo: D¢ lam dwoce diéu nay doanh nghiép can ch trong
dén viéc dam bao an toan hang hoda va giao hang dung han.

- Phét tri¢n khach hang méi: Chu dong tim kiém céc khach hang mai trén céc tuyén duong moi
nhu chdu Au, chau Phi, chdu My thong qua quan hé véi khach hang truyen thong, cac nha nhap khau,
xuat khau trong nudc.

- Nang cao thuwong hiéu: Tiép tuc quang ba hinh anh cua cong ty trén thi truong trong nuéc va quéc
te thdng qua viéc dau tw nham tré hoa doi tau, qua cac chi nhanh, dai ly cua cong ty, qua mang internet,...
Khang dinh vi tri so mét trén thi truong van tai bien Viét Nam.

* Cé&c thwére do ciia phwong dién khach hang:

~ - Do luong muc tiéu gia ca cenh tranh, doanh nghiép c6 thé dua vao thudc do nhu: Duy tri mic
gia on dinh doi véi cac khach hang truyén thong; Nang cao ndng suat van chuyén trén tang chuyén di
nham dua ra muc gia thap hon so véi cac doi thu canh tranh; kiém soat chi phi nhién liéu qua viéc xay
dung dinh muc nhién ligu cho tung tuyen, tung tau; giam chi phi gian tiep bang viéc giam cac khoan chi
phi khdng can thiét

- Dé do lwrong muc tiéu phat trién khach hang méi, doanh nghiép nén sir dung thuéc do: S6 luong
khach hang méi; ty 1€ % doanh thu tir khach hang méi trén tong doanh thu cia cong ty; ty 1€ % khach
hang mai trén tong so khach hang.

- Vi Muc tiéu nang cao thwong hiéu, doanh nghiép su dung thudc do: Thi phan chiém linh va gia
tang nang luc canh tranh bang viéc dau tu dgi tau.

* K& hoach hanh dong cén trién Kkhai:



Trién khai danh gia thanh qua hoat dong cua doanh nghiép trong nim 2014 theo BSC vé phuong
dién khach hang nhu sau:

- Tang cuong thu hut khach hang méi véi ty I€ khach hang méi nam 2015 so véi nam 2014 téng 10%.
Cong ty can duy tri moi quan h¢ tot vei khach hang, cu the nhan vién phong Khai thac thuong xuyén duy tri
lién lac vai khach hang hoac tang qua cho khach hang trong cac dip Lé, Tét.

- Chu trong hoat dong Marketing, nang cao chat luong dich vu dé thu hit khach hang mai.
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Hinh 1. Ban dé chién Iwgc ctia Coéng ty Vosco

3.3. Yéu t6 quy trinh ngi bé

* Cac nhém muc tiéu ciaa phwong dién quy trinh hoat déng ndi bo:

- Giao hang kip thoi cho khach hang: Sau khi nhan don dit hang cua khach hang, bo phéan khai
thac se lién hé voi khach hang dé dong hang, phat hanh van don, cap nhét 1én hé thong mang ni bo. Bo
phén ke toan nhén thong tin cua khach hang dé lap héa don, ching ti va tinh toan cac khoan chi phi.
B6 phan Khai thac nhan thong tin dé sap xép cho trén tau.

- Tuan thi qui dinh lién quan d@én hogt dong cua cong ty: Hién cong ty dang ap dung 1SO 9001:
2000 h¢ thong quan ly chat lwong, qui dinh cu thé nhiém vy, qui trinh hoat dong cua tang b phén trong
cong ty. Tuy nhién nhan vién khdng chi biét quy trinh dé thuc hién ma con phai hiéu muc tiéu, chién
lugc cua doanh nghiép, hiéu dugc hoat dong ciia minh s& dong gop nhu thé nao vao viéc hoan thanh muc
tiéu va tam nhin cua cong ty.

- Cdi tién chdt lugng dich vu va ting nang suat: Thuong qué trinh hoat dong noi bo gom 3 qua
trinh: Cai tién, hoat dong va hau mai. Nhung do hoat déng cia nganh van tai duong bién nén cong ty chi
can tap trung vao qua trinh cai tién va qua trinh hoat dong. Qua trinh cai juen chu yéu la cong viéc
cua phong Khai thac, tim hiéu sang tao ra dich vu méi thich hop véi nhu cau cua thi truong khai thac
khach hang tiém nang va gitr chan khach hang hién co.

* Thwée do cta tirng muc tiéu:

- Muc tiéu the nhat dirge do bang: Tong thoi gian cung cap hang va sé lan giao hang dang han va
thoi gian thyc hién cua tirng bd phan trong chuoi cung cap dich vu.

- Muyc tiéu thiz hai duoc do bang: Ty 1& dich vu hong cua quy trinh (s6 luong dich vu hong/ tong
dich vu) va ton that do cung cap dich vu hong/ tong doanh thu.

- Muc tiéu thir ba duoc do bang: S6 lugng dich vu mai, s6 lugng chu trinh kinh doanh dugc cai
tién va nang suat cua tirng b phan va tirng nhéan vién.

* K& hoach hanh déng

- Thuc hién ding qui trinh hoat dong 1SO 9001-2000 véi muc sai sot ti da 12 0,1%, sai sot trong
chu trinﬂh Kinh doa}nh phai dugc han ché toi da. Bé thuc hién theo ké hoach nay, Cong ty phai thuc hién tot
viéc kiem tra, kiém soat noi by mot cach nghiém tuc, thuong xuyén. banh gia khen thusng, ky luat
nghiém khac dé tranh tai pham.

- Cai tién qui trinh phuc vu khach hang veéi ty 1€ dap g kip thoi cac dé nghi cua khach hang trén
85%. Mot s6 bién phap dugc dé nghi 1a giri thu 1ay y kién khach hang dé nam dugc thang tin khach hang
dé cai thién dich vu cung cip.

- Ap dung hé thong két noi tat ca cac bo phan trong cong ty, ciing nhu hé thong mang ngi bo trén
toan thé gigi. Nang cao ty I€ rng dung c6ng nghé thdng tin vao cbng viéc.

3.4. Yéu té dao tao va phdt trién

* Muc tiéu ciia yéu té dao tao nhan su.

- Thoa man nhan vién: Vi khi nhan vién théa man déi véi cong ty s& nang cao chat leong san
pham, tang nang suat va nhan vién sé phuc vu rat tot cho khach hang, ma rong thi phan.

- Tang nang sudt, phét trién ky nang nhan vién: Pha hop vai chién lugc dan dau chi phi vi két qua
tong hop cua ky nang va tinh than nhan vién tao ra nang suat cua nhan vién, sy doi mai, cai tien quy
trinh noi bo va su thoa man cuaa khach hang dat duoc chién lugc “dan dau chi phi”.

* Thuéc do ciia yéu té dao tao nhan sy

- Muc tiéu thir nhat: Dugc thyuc hién thdng qua Bang khao sat nhan vién hang nam.



- Muyc tiéu thir hai: Do lwong nang suat nhan vién bang cach sau: Lay tong doanh thu chia cho tong
s6 nhan vién; Thong ké trinh &6 hoc van nhan vién hang nam; Chi phi dao tao trén tong s6 nhan vién.

* K& hoach hanh déng

- Xay dung Bang khao sat nhan vién hang nam véi thang do mac d¢ hai long nham dinh huéng
gilp cbng ty nhan biét mic d6 hai 1ong cua nhan vién, tir d6 ¢ nhitng thay do6i phu hop.

- Lap bang theo dbi qua trinh dao tao va phét trién cua nhan vién tir d6 c6 ké hoach dio tao hang
nam.

Két luan: Nhu vay thong qua viéc nghién ciru vé The diém can bing cho VOSCO, cong ty ¢6 thé
hinh dung viéc trién Ighai chién lugc kinh doanh caa minh mot cégh cu thé trong tung b6 phan, tirng hoat
dong cua cong ty. Neu ung dung tot BSC trong viéc quan ly chién lugc chac chan VOSCO sé dat dugc
nhitng ket qua tot hon trong twong lai, d€ tré thanh mot cong ty manh trong nganh vén tai bien cua khu
vuc va trén thé gidi.
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