/,

. Y

HOACH BINH VA KIEM SOAT CONG VIEC

MOI VIEC TRONG TAM TAY BAN

SACH TANG HIEU QUA LAM VIEC CA NHAN



business §

HOC DE THANH CONG | HOC DE GIAU

HOACH DINH VA KIEM SOAT CONG VIEC
MOI VIEC TRONG TAM TAY BAN

(Tdi bén ldn thit nhdt)

NHA XUAT BAN TRE



B phin Bao tac Linh hoat Pergamon
Tre thuc Butterworth-Heinemann

Cao 8¢ Linacre, Jordan Hill, Oxford OX2 8DP
225 Pai 1§ Witdwood, Woburn, MA 01801-2041

M§1bé phin ciia Elsevier Limited
Thanh vién cia Reed Elsevier Group Plc

OXFORD AUCKLAND BOSTON

JOHANNESBURG MELBOURNE NEW DELHI

Bin in ti€ng Anh:

In 1in thit nhat 1986
In 14n thit hai 1991
In I14n thit ba 1997

Bin in tiéng Viét:
In lin thit nhit 2003

T4i bin 1998, 1999, 2000 (2 14n), 2001
© NEBS Management 1986, 1991, 1997

Cudh sich ndy dudc bdo hj bdi Ludt Bin Quyén. Nghiém cdm sao chép dudi moi hinh thifc (bac gbm sac
chup hojc hwu trit bing cdc phudng ti€n dién tf hay bat ki hinh thifc ndo khic dd vo tioh hay c& §) néu
khdng dugc phép biing viin bdn cla phép nhin nim giir bin quyén, ngoai trir rudng hp win theo cic didu
khodn cda Luat Copyright, Designs and Patents Act 1988 hofic dya theo nhifng quy dinh ciia gify phép cdp
b Copyright Licensing Agency Ltd, s6 90 Budng Tottenham Court, Ludn Don WIP OLP. Bdn xin cdp gidy -

phép 14i bin phii duge gdi vé dia chi cia Pergamon.

Bidn in NEBSM Superseries 2 (22 cudn) do NEBS Management xust bin theo thoa thuin v8i Elsevier
Science Lid, The Boulevard, Langford Lane, Kidlington, 0X5 1GB, Anh.

Nhitng quan diém trink bay trong sich niy |2 nhitng quan diém cla cdc tic gid va khéng nhit thi€t phdn 4nh
quan diém cda National Examining Board for Supervision and Management hay cia nha xuit bin.

Nhém xudt ban tai Vigt Nam:

Giim d5c B phin

H& trg Doanh nghi&p; John McKenzie
Chuyén vién N§i dung:

Ths. Pham Thi Diéu Thdy

Thi€t k& Chuong trinh:

Ths. Nguyén Hoat Phyong

Quanly Dy dn: TS, Trin Phwong Trinh

C6 van K¥ thuat: Mark Nielsen
Nhia xuit bin: NXB Tré

J’-'* L‘-" bdo trg xuit ban.

CHUONE THAH PST T e TETU e

Cudn sach dugc bién soan dya trén ti ligu
nguyén bdn cda nhém xudt bdn tai Anh:

Gidm ddc Dut §n NEBS Managemen:
Diana Thomas

Téc gia: Joe Johnson

Biéntap: Fiona Carey

Bién tip bd sich: Diana Thomas
Dyra theo tii ligu trudc ddy cda Joe Johnson,
Vas Prabhu, v Robert Twitty



=1 n Lh B b

| T R

PRt - TS T =LY, N U VeI N R

Muc Luc

Gidi thiéu cudn sach

Cudn sdch ndy cdn thi€t cho ai? i
Gidi thiéu chung i
Muc tiéu cuén sdch ii
Chuin bi cic bai tip iii
Toi s& tim duge gi tit cudn sdch? iii
Phuong phdp hoc iv
Hiy dit muc tiéu hoc cho minh! vii

Phan A Hoach dinh va kiém soat qui trinh

cing viéc 1
Din nhip 1
Céc hé thng ki€m so4t 1
Céc giai doan trong ki€m soit 5
Tém tdt 26
Suy ngim 27
Phdn B Hoach dinh va kiém soat viéc sif dung

cac ngudn lyc 29
Dén nhip 29
Ki€m sodt nguyén vit lidu 29
Ki€m sodt chi't lugng 36
Ki€m sodt nha xudng va trang thi€t bj 43
Ki€m sodt cdc phuong phdp lam viéc 49
Lép lich trfinh céng viéc 51
Ki€m sodt vi con ngudi 56
Béng gép clia ban 64
Tém tdt 69

Suy ngdm 70



S O 00 ~1 O th B W R e

et

th B W b =

Phdn C Hoach dinh va ki€ém soét du an

Din nhip
Quan 1y dy dn

Khéi ngudn clia mot du 4n

Hay xdc dinh minh mudn dat duge diéu gi

Hoach dinh dy 4n

Chi phi cho du 4n

Ki€m soét dy 4n

Phan mém quén 1y dy 4n
Tom tit

Suy ngim

Danh gia két qua
Bai ki€m tra nhanh

Bai tdp tinh hudng

Hay tém lwge va suy ngdm
Té6m luge va suy ngdm

K& hoach hanh déng

Péap dn bai tip tuv ddnh gid

Pé4p 4n bai ki€m tra nhanh

Pdp dn bai tdp tinh hufng

1
71
71
75
77
78
89
94
95
99

101

103

103
107

109

109
114
117
121
123



1 Cudn sach nay cén thiét cho ai?

Nim trong b6 .sdch Taing Hiéu Quda Lam
Viéc C4 Nhan, cuén Hoach dinh va Kiém
sodt Cong viéc dudc thi€t k&€ danh riéng cho:

m chi doanh nghiép

m Cubn sdch nay cdn m cdc nha qudn ly trong cdc doanh nghiép
thiét cho ai? vira va nhé
m Gidi thiéu chung v3i muc dich trang bi cho ho nhifng cong

~ e e 2 - 9
¥ % cu v hitc qua n.
m Muc tiéu cudn sdch u va ki€n t qudn 1y co ba

Tuy nhién, nhdn vién lam vié€c trong cdc
doanh nghiép vira va nhé va sinh vién
nghién cttu linh vuc quin tri ciing ¢6 thé

m T6i sé tim dugc gi ti
cudén sdch?

m Phuong phdp hoc tham khdo cudn sdch ndy, né c6 thé gidp

L b' 2 ] h\ - hn? A - o dk

- de d(ir muc tiéu hUC cac ban cO cal nhin tong the ve cac van de
cho minh! el

Cu6n sich nay sé hitu ich n€u ban muén
trang bi nhitng hi€u bi€t co ban vé 1ap k€&
hoach va ki€m sodt cong viéc, tir d6 c6 thé
dé ra phuong thic hoach dinh hiéu qud
trong cdng viéc clia ban.

2 Gidi thiéu chung

Hoach dinh 1a thi€t 14p cdc muc dich va
muc tiéu, tién liéu nhitng viéc s& xdy ra va
1ap k& hoach hianh dong dé dat duge diéu
ban mong ddi.

Kiém soit 14 so sanh k&t qud cong viéc thuc
t€ v6i k&€ hoach, ti€n hanh cdc diéu chinh
nhim dat k&€ hoach da dé ra.

Hoach dinh va kiém sodt la hai chic ning
chii y&u clia cong tdc quan ly. Ching ta phai
quy€&t dinh xem minh mudn céi gi, phai lap
k& hoach nhu th& nao dé dat dugc diéu minh
mudn, va k€ d6 12 phai gidm sdt cong viéc
dé k€& hoach dudc thuc hién nhu mong dgi.

i




Gidi thiéu cubn sdch

ti

La tredng nhém, ban hiu nhu phéi 1ap cdc k&€ hoach mdi ngay, phéi
chiu trdch nhiém theo d&i va ki€m sodt cdc hoat dong ciia nhém
minh. Nhu dinh nghia vira néu trén, ki€m sodt ia kiém tra k€t qua
cOng viéc va dua ra cdc hanh dong khic phuc phd hgp. C6 nhiéu
phudng phap dé€ dat dugc cliing mdt muc tiéu cudi cing. Phuong phép
phit hgp v6i nhém niy sé& ¢6 thé khong phit hgp véi nhém khéc;
tuy thé&, cdc nguyén tic cd ban ciia hoach dinh va kiém sodt duge
ap dung rong rdi cho moi trudng hop.

Quyén sach niy bao gém ba phin.

Phin A ¢ cip dén cdc hé thdng ki€m sodt va bay giai doan trong
kiém sodt cOng viée, trong d6 hai giai doan diun 1a: “X4c dinh muc
tiéu” va “Lip k€ hoach”,

Phin B chd y&u néi vé& viéc hoach dinh vi kim sodt cic ngudn
lyc: con ngudi, nguyén vat liéu va trang thi€t bj. Trong phin niy,
chiing ta cling xem xét d€n cdch ki€ém sodt chdt lugng, cic phuong
phdp lam vigc va trinh tu ¢dng viéc.

Trong phan C ching ta tim hi€u viéc hoach dinh va kiém soét dy
4n, Dy 4n la viéc thyc hién mdt cdng viéc c¢6 muc tiéu xdc dinh,
phdi duge hoan thanh trong mdt khodng thdi gian gidi han. Mac du
qudn 1y dy 4n thudng dude coi nhu mét chli dé chuyén sdu trong
nhi€u quyén sdch gido khoa, cdc phudng phip ti€p cin cd ban va
ky thudt dé cip & diy c6 thé sit dung cho tit ci cic tinh hudng.

3 Muc tiu cudn sdch

Sau khi hoan 4t quyén sach ndy, ban s& cé khd ning 5t hon trong viéc:

xdc dinh cdc bubc cin thi€t trong qua trinh hoach dinh va kifm so4t
¢éng viéc, va md td viéc Ung dung chiing & noi 1am viéc cliia ban:
gidi thich cdch ki€m sodt cdc ngudn luc sin ¢ cho ban va nhém
cha minh;

nhin bi€t tAim quan trong cla viéc thi€t lap cic chufn muc va kiém
tra cong viéc so v6i cdc chudn myc di duge théng nhat;

x4c dinh cdc cdng vi€c cha ngudi quan 1y dy 4n; vd mé t3 cdch hoach
dinh va ki€m soét cdc dy 4n ma ban tham gia.



Gidi thiéu cudn sdch

4 Chuén bj cac bai tap

C4c bai thuyc hanh dudi diy cdn c6 sy chuin b trude.

w Bai thyc hanh 6 yéu ciu ban suy nghi v& céc phuong phdp truyén
dat théng tin ¢6 hiéu qud cho nhém va cdch dé ban céi ti€n cdc
phuong phéip nay.

m Baii thyc hinh 11 yéu cdu ban xem xét cdch ban da dé xuit cdi
ti€n cong viéc, va xdc dinh 14n sau ban s& c6 cAch d& xuft khic
nhu th€ nio.

w Bii thuc hinh 27 d& nghi ban xem lai phuong phdp hoach dinh va
c4ch thitc A€ hoan chinh k¥ ning hoach dinh cda minh.

m Trong bai thyc hinh 33 ban s& phai trinh bay cich si dung céc ngudn
lue vA phuong phdp d€ cdi thién hiéu qud ¢ong viéc cia minh.

5 Toi sé tim dugc gi tif cudn sach?

Cuén sdch ndy dudc chia thinh nhiéu phén tip trung vio tifng chi
48 cy thé lién quan d€n muc tiéu cla cudn sich. Trong ting phin,
ban s& tim thay:

a 1y thuy&t bao gbém ndi dung chi 6iét, gidi thich va vi du vé c4c khdi
niém chi yéu;

» bai thyc hanh dwge dan xen vao ndi dung nham giip ban chll dgng
suy nghi vé kh4i niém va vin &€ dang dugc thio luin;

m bai tip ty ddnh gid nhim gidp ban dinh gi4 nhitng kién thic ma
ban ti€p thu duge tir mdi phan cla cudn sich;

m tém tdt cdc diém quan trong trong ndi dung cia ting phan;

m cd hoi d€ ban suy nglim nhitng diéu tim d¥c trong tirng phén ciia cudn
sdch, tir 46 xay dung k& hoach hanh ddng cho céng viéc ctia ban.

Ngoai ra, ban ciing s& tim thiy trong phin cudi cudn sdch:

= bai kiém tra nhanh &8 ki€m tra sy hifu biét cia ban vé cdc khéi
niém trong cudn sdch;

m bai tap tinh hubng cho phép ban 4p dung kién thic va k¥ ning cla
ban vao viéc phén tich mdt tinh hudng cu thé;

il



Gidi thiéu cubn sdch

&

cd hdi d€ suy ngdm va ddnh gid mic d6 dat dude cic myc tiéu
hoc tip clia ban d8i v&i cubn sdch;

k€ hoach hanh déng nhim 4p dung nhitng ki€n thifc trong cuén
sdch vao thyc tién cdng viéc cda ban:

dip dn tham khioe cho cdc bai tdp ty danh gi4, ki€m tra nhanh va
bai tdp tinh hudng,

D€ gitip ban tién theo d6i ndi dung cda cudn sich, cic bidu tong
sau diy duge st dung:

Hay tip trung nd lyc 1am céc bai tip thuc hinh, bai ki€m tra nhanh
va bai tdp tinh huéng.

Hay tr dénh gid mic 46 ti€p thu ki€n thite ciia ban sau mbi phin
hoc, :

Hay ghi nhd cdc ndi dung chinh cia tirng phin hoc.

8 @ |9

Sau mdi phin hoc, ban hdy danh 5 phit ngdm nghi v& nhitng diéu
ban tim dic v mudn 4p dung.

E

Hay luu ¥.

v

6.1

Phurang phap hoe

T6i nén hoc 6 dau?

Bat cit noi nao!

Cubn sich nay dugc thi€t k& dic biét theo phuong phép tv hoc,
cho nén ban c¢6 thé nghién citu cudn sich ndy & moi ndi. Tuy nhién
dé dat dugc hi€u qua cao nhdt, ban nén tip trung, trdnh bj phéin
tim bdi cdc yéu t§ xung quanh.



Gidi thiéu cudn sdch

6.2 Téi nén hoc khi nao?

Bat cu lic ngo!

MOBi ngudsi s& c6 thdi gian thich hgp riéng d€ nghién cdu cudn sich
mdt cdch hiéu qua. Tat nhit 13 ban nén 1ip k&€ hoach trudc va danh
mét khodng thdi gian nhit dinh dé€ hoc cudn sich ndy. Ban dimg bé
qua cdc bai thic hanh trong ting phdn, bdi vi chiing giiip ban cing
c6 lgi kién thic vita hoc va ddn ddt ban sang néi dung tiép theo.
Ciing kh6ng nén lo ling néu nhu ban mit thdi gian cho mdt bai thyc
hanh nio d6 hoi 1iu hon so v6i thdi gian dy ki€n. Hiy nghién citu
cudn sdch theo khad ning ti€p thu cla ban.

6.3 T6i nén hoc nhu thé ndo?

Bdt cw cdch nao!

Cuén sdch niy duge thi€t k€ d€ ty hoc trong thdi gian 10 ti€ng,
nhung khéng ¢6 nghia 12 ban phdi c6 gdng danh ding 10 ti€ng
lién tuc d€ hoan thanh cudn sdch. T6t nhit ban nén bit ddu bing
mdt thasi gian bi€u déu din, vi du mdi 1dn chi hoc mot ti€ng. Hoc
déu din s& cé k&t qua t&t hon nhidu so vdi thinh thodng hoc dén
trong mét thdi gian dai. Tuy nhién, ban ciing khéng nén kéo dai
th&i gian hoc cudn sdch, néu khoéng ban s€ cam thidy chdn ndn.
Khi sit dung cuén sich nay, ban nén ¢ sén trong tay ciy bit chi
¢ tdy (gom) d€ cé thé ghi chép hoic linh hoat thay d6i nhiéu 1an
phin bai tip thyc hanh va cdc bai tip kbéc.

Cudn sdch sé din d4t ban qua cdc hoat ddng hoc tdp sau: hoc,
doc, ghi chép, lam cédc bai thyc hanh, bai tip tv ddnh gia, bai kiém
tra nhanh, bai tdp inh hudng, phan t6m luge va suy ngdm. Sau mdi
phin hoc, ban hiy ding lai it phit & trang suy ngdm ¢€ di€m lai
nhitng diéu ban cdm thdy tim dic nhdt vad nhing dy dinh ma ban
muén 4p dung vao thuc tién cdng viéc. Biu nay gidp ban titng
budc xdy dung Ké hoach Hanh déng sau khi nghién cifu xong cuén
sach.

Hiy thio lnan cdc ¥ tudng va kinh nghiém thyc t& v6i ddng nghigp
hoidc cong sy cla ban. Piéu d6 sé gitip ban ning cao sy hidu bigt
va khic sdu nhitng gi ban di hoc. Nén tim mét ngudi ciing hoc dé
gitip ban duy tri tinh thAn hoc tip cho dén khi k&t thic cudn sich.



Gidi thiéu cudn sdch

vi

Khi ban d4 hoc xong cudn sich, ban s& ¢6 cd hoi d€ 4p dung nhimng
diéu ban hoc theo hai cdch thic sau:

gidi quyét vin dé dit ra trong bai tip tinh hufng;
1ap k€ hoach hanh déng.

Bai tdp tinh hudng s& mo td mdt tinh huéng thyc t€ x4y ra trong
cdc doanh nghiép Viét Nam. N6 s& giip ban xem xét tdt ci nhitng
di€u ban da hoc va k&t hgp vdi cdc kinh nghiém clia ban dé xay
dyng mét gidi phdp thue t€ cho mét vin dé phic tap.

K& hogch hénh déng 1a mot ¢6 hdi d€ ban 4p dung Iy thuyét vao
thye tién va tao ra sy thay d6i tai noi 1am viéc cila ban! N&u cin
thi€t, ban ¢6 thé trac d8i vdi déng nghiép hodc cong su d€ xiy dung
k& hoach hianh déng. Hiy cu thé héa k& hoach hanh d6ng thanh
titng budc va dinh lugng thdi gian hodn thanh cho mdi bude. Luu y
ring k& hoach hinh d6ng 14 mot cdng cu hudng din linh hoat, ch
khéng phai 13 mét khudn khd ciing nhic. Hiy treo k€ hoach hinh
dong tai ndi 1am viéc cla ban, thudng xuyén ki€m tra lai va diéu
chinh n€u thiy cin thiét.

6.4 Ai cd thé giup t6i?

Bdt cit ngudi nao!
Ban c6 th€ tim sy gidp d8 tiY rdt nhidu ngudi:

Chinh bdn thén ban. Khi gip phai vin d& chua hi€u, hdy c8 ging
doc lai. Pirng b3 cudc. N&€u ban vin chua hi€u, hdy tam ngung, thy
gian rbi doc lai 14n nita.

Gia dinh, ban bé ho#c déng nghiép. Ngay ca khi ho khéng hiéu
chd d€ ma ban dang trao ddi thi trong qud trinh thio luin bi€t diu
ciu trd 1¥i lai 16e 1én ngay trong diu ban.

Dich vu hd trg. Mgt s6 1§ chifc ddo tao va gido duc s& gidp ban
ti€p cidn v8i cdc nhid chuyén mén d€ gidi ddp cdc can hdi va céc
vin d& vudng midc. Ban c6 thé lién hé v6i Business Edge d€ biét.
théng tin vé€ cdc dich vu nay. (Xem dia chi lién lac cla Business |
Edge & bia cudn sich).



Gigi thiéu cudn sdch

6.5 Vigc hoc cua t6i sé dugc dinh gid nhu thé nao?

N&u ban nghién cifu cudn sdéch mét cdch ddc lap, thi chinh cdc
bai thuc hanh, cdc bai tdp ty danh gii, cdc bai ki€m tra nhanh vi
k& hoach hanh déng s& gitip ban ty d4dnh gid ti€n bé clia minh.

Céc bai tdp thudng khéng cé cdu trd 18i chinh xdc duy nhat. Pdp
4n cho cdc bai tip chi mang tinh tham khdo va huéng din, do vay
cdu trd 131 cla ban cé thé khéng hodn todn gi6ng nhw ddp 4n.

7 Hay dat muc tiéu hoc cho minh!

Nio by gid, ban hiy danh it phit suy nghi va viét ra nhitng mong
dgi cla minh.

Ly do ti nghién citu cudn sdch la:

Céc két qud ma téi muén dat dugc cho bdn thin tdi 1a:

(vi du: 16i mudn hidu ré nhilng cdch thic ldp k&€ hoach trong céng vigc)

Cic k&t qud ma t6i mubn dat duge cho doanh nghiép cha toi la:

(vi du: t6i mudn cdc nhdn vién cda t6i biét cdach ldp k& hoach cho
cdng viéc cua ho)

vii



Gidi thiéu cudn sdch

Chiic ban thanh cdng!

Chiing 6i hy vong ring ban sé thich cudn sdch nay. D ban hoc &
ddu, hoc lic nao, hoc véi ai, va hoc bﬁng cdch ndo, ban ludn kham
ph4 va gat hii nhitng diéu mdi mé va b ich. Chic ban thanh cong
theo phuong thitc hoc linh hoat.

viii



Phan A

HOaCh ﬂil‘lh Va 1 Dan nhap

Hoach dinh 1a 1ap k&€ hoach hanh dong dé
dat dugc muc dich ban muén vuon téi trong
tuong lai. Hoach dinh 12 d€ trd 13i cho céu
héi: “Lam th€ nao d€ chiing ta hoan thanh
nhiém vu?”. Nhung cdu hdi ‘lam th€ nao’
s& din d&n ciu hdi ‘ai lam viéc gi?’ va ‘khi
nao thi lam xong? ... Thong thudng néu mot
k& hoach con thi€u sét thi d6 1a do trudng
m Cdc hé théng kiém sodt nhém, hodc 1a do cd nhém (hodc cd hai) da
khéng xem xét nhitng cdu hdi nay dén ndi
dén chon dé€ c6 cau tra 13i rd rang va cu thé
(Adair, 1983:83).

kiem soat qui
trinh cong viéc

» Ddn nhdp

» Cdc giai doan trong kiém sodt

m Tom tdt
N&u k€& hoach that bai chiing ta chi c6 thé ty
trach minh. Viéc khong kiém sodt dugc cong
viéc thudng 1a do khéng diu tr dd thdi gian
va nd luc cho giai doan hoach dinh ban déu.

m Suy ngdm

Muc tiéu

Khi hoan thanh phan ndy, ban sé c6 khd
ning t6t hon dé:

m xdc dinh by budc cin thi€t trong qué trinh
hoach dinh va kiém sodt cong viéc;

m moé td cdch dp dung ching vao cdc tinh
hu6ng cdng viéc thyc t&€ thong qua cic chi
din hiru ich.

2 Cac hé thong ki€ém soat

Chiing ta s& bit ddu véi mot it 1y thuyét vé
hé thong ki€m sodt, sau d6 s& xem xét mot
m6 hinh bdy bu6c cho céng tdc hoach dinh
va ki€m sodt.




Hoach dinh va kiém sodt qui trinh cong viéc

2.1 Vong Iap hé va kin

Hay tudng tugng riing ban muén nuéng banh bing 16 nuéng dién tu
dong. Ban dat mot vi banh chua nuéng vao 10, dn dinh thdi gian, roi
an nit hoat dong. Khi di thdi gian, 10 s& ty dong tit.

Thuc hanh 1 2 phut 8

Khi ban da dit vi banh vao lb mrdng va dn nut hoat dﬁng. 1am thé
ndo d€ ki€m sodt do vang clia banh?

Thong thudng ban c6 thé diéu chinh 16 nuéng trude khi dit binh
vao bing cdch dit thdi gian hoat dong va nhiét do hoat dong cia
16. Tuy nhién ban khong ki€m sodt dugc do vang cia bdnh khi da
bit ddu nuéng. Nhu viy, 10 nuéng khong thé do duge ‘dd vang’.
N6 vin hoat dong di ban quén khéng dit banh vao. Pdy 1a mot
thi du vé hé thdng vong lap hd - Iy do s& dugc gidi thich o rang
ngay sau day.

Chiing ta ¢6 thé v& mot so dd don gidn v& qu4 trinh nuéng banh nay:

Pau vao Piura
banh bdnh da nudng

Tir d6 dé dang vé duge mot so dd tdng quit hon, c6 thé 4p dung
duge cho bat ky hé thdng vong lip hd khéc.

" &
Piu vao Paura

Bdy gi0 hdy tudng tugng ban dang sit dung vdi tfm hoa sen. Trong
trudng hgp nay thi muc dich cla ban 1 ¢6 nuéc tim & nhiét do thich
hgp. D€ lam dugc viéc ndy ban phai gidm sit (cAm nhan) dugc nhiét
dd rdi diéu chinh voi vin. Nhu vdy § diy ban ki€m sodt dugc nhiét
d6 cua nudc.



Dong nudc J

Hoach dinh va kiém sodt qui trinh céng viéc

Sd d6 cla viéc tim bing voi hoa sen thé hién sy gidm sat va diéu
chinh nhu sau:

Noéng

Nudc & nhiét d6

Pau vao

r

e

3

thich hgp

Ban gidm sit dong nu6e ra khdi voi hoa sen va diéu chinh voi vin
d€ c6 nhiét @6 mong mudn.

Viéc diing voi hoa sen 12 mot thi du cho hé théng vong lip kin.

Tir sy minh hoa ndy ta c6 thé vé mot so d6 téng quat hon:

Paura

A

vong lip ki€m sodt thong tin phdn hdi

Vong lip c6 cic thanh phin ‘gidm sdt’ va ‘diéu chinh’ dugc goi 1a
vong lip ki€m soéat thong tin phan hdi. Mot s§ thong tin cia diu
ra dugc phdn héi va sit dung dé diéu chinh ddu vao. Chinh vong
1ap ki€m sodt théng tin phdn hdi 12 sy khdc biét gita hé théng
vong lip hd va hé théng vong lip kin.

H¢ théng vong lip kin ¢é sy phan hdi, gidm sit va ki€m so4t
trong khi hé thong vong lip hé thi khong cé.

Trong quyén sdch nay chiing ta sé ban dén nhitng vin dé ‘ki€m
so4t’ trong viéc quin 1y doanh nghiép. Mot hé thong ki€m soit hoat
dong giéng nhu bt ky hé théng vong lip kin ndo khdc. B6 la:

1ap k& hoach d€ moi viéc dugc thyc hién ding quy trinh, sau dé
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ngudi quan 1y phadi gidm sit cidc két qud, néu cdn thi€t thi phai
sita d6i quy trinh d€ ddm bio k& hoach di ding huéng.

Nhung khi n6i d€n hé théng vong lip kin, ching ta cin xem xét
mot yéu td nita. D6 1a chuidn muyec.

2.2 So sénh vdi chudn muc

<]

Trd lai hé thong voi hoa sen, ddu ra 1 ‘nuéc & nhiét dd thich hgp’.
Nhung 1am cdch nio d€ bi€t nhiét dd nao la thich hop?

Mot thi du khdc 1a khi 14i xe, ching ta ¢8 gdng di theo dudng thing.
Nhung ‘thing’ & diy nghia 12 gi?

Thuc hanh 2 4 phut X

Khi thiét 1ap mdt quy trinh 1am viéc, ban c6 th€ hudng din nhém,

‘cung cdp cho ho cdc ngudn lyc (ching han ndi 1am viéc, trang thiét

bi va nguyén vit liéu), roi cho phép ho bit diu cong viéc.

Hiy nghi d€n mot nhiém vy nio d6 ma nhém ctia ban phdi hoan
thanh (vé sinh nha xudng dén khéch tham quan, t6 chifc mét khéa
huén luyén ndi bg, t6 chitc mét budi tiéc cudi ndm, chuong trinh
dua sin phdm mdi ra thi trudng, tham gia vao mot vu ddu thiu...)

Chic 12 ban s& ‘@€ mit d&€n moi viéc’, it nhat 12 khi bit diu, aé
dim bdo ring moi viéc déu St dep. Tuy nhién, sau khi quan sét
nhitng gi dang dién ra, 1am sao ban bi€t dugc moi viéc c6 dang
ti€n tri€n t6t hay khong?

Cau trd 18i clia ban c6 thé 1a: ‘Bing kinh nghiém, toi biét 15 vé diéu
t6i mudn né xdy ra’ hoic ‘Cic chudn muc ciia cong viéc da dugc
dua ra mot cdch rd rang’.

Dé ki€m sodt viéc gi d6, ban cin c6 cich d€ kiém tra xem qud trinh
c6 dugc thuc hién nhu § ban mudn khong. Cach ban ki€m tra 1 so
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sdanh k&t qua va hiéu qua thyc hién cong viéc v6i mdt chudn muc.
Chudn myc nay c6 thé€ chi & trong ddu ban, hoic c6 thé 1a mot dai
lugng do ludng duge. N&u khong c¢6 chuidn myc nay, ban khong thé
ki€m sodt dudc gi ca.

Chiing ta s& b3 sung vao so 6 mot y&u t& nira:

FY

Chuin muc

Vong lip ki€m sodt théng tin phdn hdi

Sd d6 loai nay nhim gitip ta nhdn ra ring moi hé thong ki€m so4t
déu nhu nhau, du trong quan 1y, ky thudt, hay bit ci hoat dong nao
khdc ciia con ngudi. Piéu quan trong cin phdi nhé la:

moi hé théng dugc ki€m sodt biing cich thi€t 1ap mdt chudn muc
mong muén va so sidnh cdc k&t qud véi chudn muc nay.

3 Cac giai doan trong kiém soat

Bay gid ching ta hay chuyén tir hé thong ki€m sodt cong viéc trén
Iy thuy&t sang hé thong ki€m sodt cong viéc trong thuc t€.

Thuc hanh 3 5 phut &

Vé.o sdng thi Hai, anh Sang, mét qudn 1y vin phbng, nhan nhiém
vu d6i chi€u, ghi dia chi, kiém tra, bd vao phong bi va gifi qua

“dudng buu dién 20.000 bin thong tin dén khach hang. Cong viéce

phii thyc hién xong trudc chiéu thi Sdu.

Sang khdi diu khé 5t. Anh 1ap mot k& hoach hoan chmh cho nh:ém
vu ndy, Ién thdi gian bi€u cho tﬁ’ng phﬁn cﬁng. viéc. Anh giao vige
niy cho bon nhan vién vd hu6ng din ho ky lu‘é’ng Cong viéc sé
dugc thyc hién theo cdc qui tic va chudn muc dugc xdc d’inh trude
cling sy trg gitip clia cdc trang thi€t bi vﬁn phbng” sﬁ'n 6.
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Sang tu' tin ring anh da thu xep m01 vxéc dﬁut.:t‘a : .lday vi cong viéc
sé tién mén nhu ké' hoach nén anh dé mac cho nhﬁn vién lam vxéC'

.Vfu ngay tr6i qua, Sang thdy rhng ‘nhém gl the vin dang 1am

vigc tat bat. Thi Sdu da dén va Sang bit ngd khi nhin ra 1ing ho

mdi chi gl di dugc khoé.ng 13.000 thu. Khong con cdch nao khic

anh phdi yéu cdu nhin vién 1am thém gi& vao chiéu t5i thit Sdu va
ngay thit Biy dé cé thé gfn di hé't 86 cbn lal I dti vﬁy 'in'cham
6t ngayine i

Néu ban Ia Sang va ban da blé’t hé th6'ng klém s0f ‘ma ta vira tim
hiéu, ban s& Iam gi dé ddm bio cong. vxéc s& ho h diing thdi
han? Hiy dua ra hai dé ngh1 e Rl

Ban c6 thé nghi ra nhiéu céch khéc nhau dé khic phuc vin dé nay.
Hiy xem nhitng gi chiing ta da thdo luin vé hé thong ki€m sodt,
ching ta c6 thé thdy dau vao cla ‘qud trinh’ 1a 20.000 bic thu cin
dugce chuéin bi. Pdu ra 1a hoan thanh céng viéc diing nhu yéu ciu,
titc 1a kip thdi han.

Sang nghi ring anh di lam nhitng viéc cin thi€t d€ dat dugc két
qua mong mudn ma khong cin phdi can thiép gi thém. Nhung anh
da quén ring ki€m sodt nghia 1a gidm sat nhitng gi dang dién ra,
hodc 1a anh da sai 1dm khi cho ring khong cin phdi gidm sit. Dt
moi thit ding chd va badm nit thdi thi chwa dud.

Sang bié€t 12 moi ngudi déu tat bat, nhung anh di khong dé mit dén
ti€n do cong viéc. N&u d€ y thi anh da c6 thé diéu chinh k&€ hoach
ban diu cda minh khi cin thiét.

Ching han, néu trva thd Tu anh biét 12 ho chi méi gt dugc mot
phdn ba s6 thu, trong khi mot nita thdi gian da trdi qua, thi anh da
c6 thé ddy nhanh ti€n d6 bliing cdch diéu thém ngudi.

Tinh hudng khé khin niy minh hoa céc giai doan cdn thi€t d€ ki€m
sodt cong viéc. Bé6 la:
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xdc dinh muc tiéu;

lap k& hoach; A
truyén dat cho nhin vién d€ tirng ngudi déu bié€t phin viéc clia minh;

dit ra chudn myc vé hiéu qui cong viéc;

thu thip di li¢u d€ do ludng ti€n d6 thuc hién

cong viéc;

so sdnh k&t qui v6i chudn muc va muc tiéu; Piy la qua trinh
- . s
ti€n hanh diéu chinh va chinh sita k& hoach, Kgm sodt

~ -7 oy
néu can, d€ dat muc tiéu.

So db sau sé tdng hgp cic giai doan trén.

1. Xac dinh muc tiéu

2. Lap k& hoach s

7. Tién hanh diéu chinh,
stta d6i k&€ hoach, néu can

4. Pat chudn muc vé ‘
hiéu qua cdng viéc

|

5. Thu thap dit liéu d&
dé do ludng ti€n do

-

6. So sénh k&t qua véi
chuin muc va muc tiéu

e
Né&u c6 su sai léch ...

Biy gid ching ta s& xem xét mot cdch chi ti€t tirng giai doan.
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3.1 Xac dinh muyc tiéu

1 Xdc dinh muyc tigu

oo muc uéu nay nén 15. gl"

Trong c¢6ng viéc, muc ti€u clda ban vd nhém cla ban cé thé do
ngudi khdc dinh ra, ching han nhe cip trén clia ban. Mot s6 nhém
mudn dugc ty xdc dinh chi tiéu phadn ddu hay muc tiéu ciia minh.

Muc ti€éu ciia ban 12 gi sé phu thudc vado coéng viéc ciia ban va
doanh nghi€ép ma ban lam viéc.

C6 thé c6 nhitng muc tiéu chung cho nhém hay cho doanh nghiép.
D6 1a cic muc tiéu tdng quét va phit hgp cho cid mot giai doan dai.
Thi du nhu mét cong ty phdn phdi m§ phdm muén trd nén 16n
hon va hiing manh hon cdc d6i thi cda ho; mot cong ty sin xuit
vit liéu xdy dyng mudn trd thinh mdt trong nim cong ty hang diu
trong nganh vé chat lugng sin pham va dich vu,... Loai tuyén b&
nay d6i khi dugc nang 1én thanh ‘st ménh’: dién t& nhitng 1y tudng
va hoai bao cia doanh nghiép.

Thuc hanh 4 5 phit &

Hay v1€t ra cﬁc muc t1éu déu han cho nhém cla ban Né'u nhdm

ban chua bao gi dit ra cdc muc tléu né.y, ban cé thé ng

Viéc ban bi€t va c6 th€ xdc dinh cdc myc tiéu clia minh rit quan
trong. N&u ban khong bi€t rd vé muyc tiéu, t6t nhi't ban nén thdo
ludn viéc nay v6i cdp trén, hay v6i toan nhém.

i lién v6i cdc muyc tiéu dai han c6 thé 1 nhitng muc tiéu ngdn han
cu th€ hon. Cong ty phan phdi my phdm néi trén c6 thé c6 muc
tiéu ngdn han 12 m& thém 3 chi nhdnh méi trong nim t6i, cdn cong
ty sdn xudt vt liéu xdy dung c6 muc tiéu ngin han 1a dugc ching
nhin hé thong qudn 1y chat lugng theo tiéu chuin ISO 9001:2000
trong vong 12 thiang tdi.
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V@i trudng hgp clia anh Sang, ngudi qudn 1y vin phong, muc tiéu
téng quit clia anh c6 thé 1a ‘cung cdp dich vu vin thu va hanh chénh
mét cdch hi€u qua cho khdch hang trong va ngoai cong ty’. Mot
trong cdc muc tiéu trudc mit cho tudn ndy Ia chudn bi va gk 20.000
bdn thong tin d&€n khich hang truc tht S4u.

D€ ki€m sodt t6t can phdi c6 muc tiéu rd rang.

Khi x4c dinh § dinh vd muc tiéu cho bit ct viéc gi, diéu c6t yéu
chiing ta cAn phdi quan tim 13: ‘Ching ta 1Am viéc ndy cho ai?’ Tat
cd moi viéc déu mang lai 1¢i ich cho ai d6. Trong hiu hét cdc doanh
nghiép, cdu trd 15i don gidn nhét 1a: ‘Ching ta 1am viéc nay cho khach
hang ctia minh’.

Khéch hing 12~ Moi ngudi déu c6 khiach hang cda minh. N€u ban phuc vu trong
trung tim cda . mdt cira hang, khdch hang 12 nhitng ngudi d&€n mua hang héa hay
?fl':g'h;?:mrfg?? dich vu. N&u ban 1am viéc trong kho clia clta hang, khach hang truc
"~ ti€p clia ban c6 thé 12 cdc nhin vién ctfa hang, nhitng ngudi phu

thudc vao dich vu do ban cung cAp. Thay vi chi ¢c6 mdt, mot s& ngudi

c6 nhiéu nhém khéch hang, thi du mot thu ky tryc dién thoai, may

fax phii ddm bio ti€p nhin va chuyén cdc cudc dién thoai, fax tir

cdc d6i tdc bén ngoiai cho cdc nhidn vién lién quan trong cbng ty

ciing nhu chuyén céc cudc dién thoai, fax tir phia cong ty cho céc

ddi tdc bén ngoai. Nhu vy, ¢ thu ky tryc dién thoai ¢c6 2 nhém

khdch hang: c4c d6i tdc bén ngoai va cdc nhin vién trong cdng ty.

Do viy khi xdc dinh muc tiéu, ban cin phdi 1dm rd cd hai vin dé 1a
ban muén dat dudc diéu gi, va ai 1a khach hang — ngudi sé hudng
1gi tir cdng viéc clia ban. Pdy 12 diéu rit quan trong, vi ban s& phdi
bido dam ring cdc chufin myc cla ban it nhit ciing phdi bing chuin
muyc cia khdch hang.

3.2 Lap k& hoach

Mot phin cong viéc clia ban c6 thé 12 chuyén cdc myc tiéu vao k&
hoach.

K& hoach 12 mét lich trinh chi ti€t nhitng viéc cin lam @€ dat dugc
mdt muc tiéu, thudng kém theo phudng phép thuc hién nhitng viéc
d6. K& hoach sé& bao gbm viéc xdc dinh:

chinh xdc 1a phdi lam viéc gi;
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tai sao phdi lam viéc d6; vi I6i ich cua ai;
ai s& lam viéc gj;
cach lam: phuong phép ti€p cin, quy trinh v k¥ thuit dude sit dung;

khi nao bit ddu va hoan thanh, v c6é thé 13 thoi han cho titng diém
md¢ quan trong cia dy dn;

ndi thuc hién.

D€ hi€u 16 hon vé qui trinh 1ap k& hoach, chiing ta hiy xem qua vi
dy vé k& hoach ha gid thinh sin xuft cia nhd m4y Thanh Giang.
Trong trudng hdp niy:

Vige gi?

muyc ti€u clia nhd mdy Thanh Giang 13 ha gi4 thanh sin xuit, it nhit
12 10% trong nam 200X, bing cich:

gidm ton kho;

gidm chi phi mua hang;

ting nang sudt, ti€t kiém nguyén vit lidu:
gidm chi phi hoat ddng.

Tgi sao?

Céng ty phdi tim cdch ha gid thianh, d€ ting sc canh tranh véi cic
d8i thi khéc.

At lam vige gi?
Viéc ha gi4 thanh ¢6 lién quan d&€n nhidu phdng ban khdc nhau:

phong k€ hoach vit tr tim cdch gidm lugng hiang héa tdn kho, trdnh
d€ hang héa cham ludn chuy&n vi tién chén vio tdn kho khéng mang
lai 1gi ich, va ting chi phi gii t6n kho.

phong cung déng tim cdch mua hang v6i gid cd vi cdc diéu khodn
t6t hon.

phong sdn xudt tim cdch ting ning suit lao dong, gidm ph& phim,
haohutv.v...

cac phong con lai tim cdch gidm chi phi hoat dong...



Ngay cd khi ban
da bi€t 1o tirng
khia canh cda
.cﬁﬁg-viﬁc, baﬁ 1
c6 chdc ring
nhom cia minh.

lac qu hu

vy khﬁ‘ng? Ll
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Cdch lam
phong k& hoach vét tu c6 thé sit dung céc cong cu va k¥ thuat kiém
so4t ton kho, dé& dat cdc muc tiéu cu thé vé s& lugng va gid tri ton kho.

phong cung ting ding k¥ thuat phan tich v dam phén, dé dat cic muc
tiéu cu thé vé gidm gid mua hang hay ting thdi han thanh toén.
phong sin xuit dung cdc bién phip dinh mic, gidm sit, hudn luyén,
khuy&n khich ning cao ning suit ...

cdc phong ban tim cdch ki€m sodt d€ gidm nhiing chi phi khong
hgp 1y.

Khi nao thuc hién va hoan thanh?

K& hoach dugc bit ddu tir thing1/200X va k&t thic 12/200X. Sau mdi
thdng cdn ki€m tra lai qué trinh thuc hién d& diéu chinh khi cdn thiét.

Noi thuc hign:
nha miy Thanh Giang.

K& hoach nén lién tuc. N&€u ban quan 1y mot phan xudng sdn xut va
nhan vién cta ban 1a nhitng nhin vién mdi qua thdi gian hoc viéc thi
ban khong thé thay d8i phuong thic diéu hanh phan xudng thudng
xuyén, ma ban phai di tirng budc. '

Mit khéc, k& hoach phai dugc 1ap mdt cch chi ti€t, va phdi tinh d€n
nhitng tinh hudng bit ngd, nhu 12 mady moéc hdng lién tuc, hay mdt rii
ro nghiém trong.

Sé 1a sai lAim 1én n&€u ban cho ring minh khong cin d&€n k& hoach,
bdi vi tit cd cAc van dé nhu viéc gi, tai sao, ai, cich nao, khi nao va
& dau déu qua rd rang.

N6i chung, k&€ hoach cin phai:

lam cho tat cd moi ngudi dudi quyén ban déu tham gia;

thuc t&€ va kha thi, trong khd ndng cho phép clia doanh nghiép ban;
quan tim d&n ning lyc clia nhém, va nhu ciu phat tri€n cla nhan vién.

Di nhién 12 ban khong cin phai lap ra thdi gian bi€u chi ti€t cho
tirng c6ng viéc nhd, hoic phdi theo dudi nhitng cudc thdo ludn
lan man vé nhitng vin dé nhdé nhit. PGi véi nhiing cdng viéc
thudng xuyén thi ban chi cdn quan tim dén nhitng khia canh mdéi
la hoic khong binh thudng, ching han nhu: nhdn vién mdi, nhitng
tinh huéng khéc, hay thdi han hoan thinh eo hep. C6 thé khong

11
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can phai vi€t ra k€ hoach cho céc tinh hung ndy nhung ban phai
thdu hi€u n6. Nguy cd chinh & diy 1a sy thda man hoic nham chin
s& lam cho céc ti€u chudn chdt lugng di xudng.

Tuy nhién, v6i bt ky cong viéc khong thudng xuyén nao, t&t nhit

ban nén vi€t ra k&€ hoach d€ chic chdn ring ban di xét dodn dén
moi khia canh cong viéc.

3.3 Truyén dat k& hoach cta ban

3 Truyén dat k& hoach
trong ndi b9 nhom

12

Chiing ta s& xem xét lai qud trinh 1ap k€ hoach & phin C. Con bay
gid hay cing xem xét viéc truyén dat k€ hoach trong nhém.

Thuc hanh 5 6 phit 8

Né&u phii diéu hanh mot nhém lam vigc, chic ban s& dung nhiéu
cdch khic nhau d€ truyén dat k& hoach cho nhém. Hay cho biét ban
c6 dp dung ciac phuong phdp dudc liét ké dudi ddy khong. Sau d6
hﬁy cho biét cdc tinh huﬁ'ng c6 thé thich hgp v6i ting phuong phap.

a Dua ra cdc muc tiéu téng qudt va d€ cic nhan vién xic ti€n
cong viéc v6i cdc myc tiéu téng quat ndy. : O

b Lap k& hoach sd bo nhdm t6i cdc muc tiéu va dé cdc nhan vién
tu vach ra k€& hoach chi ti€t cho ho. i Ll

c Lﬁp k€ hoach chi ti€t va ditic ra céc hu'dng din that 4 thé cho
titng nhén mén. : Vi O
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o) diy khong c6 ciu trd 18i sai. Cdch t§ chifc cong viéc trong nhém
phu thudc rit nhiéu vao phong cdch quin ly cla ban, kj ning cia
cdc nhin vién, va loai cdng viéc phdi lam.

Ngudi khong c6 kinh nghiém ré rang 1a phdi cin cdc théng tin va
huéng din cu thé hon nhitng ngudi da 1am cong viéc d6 trong nhiéu
nam.

Lugng thong tin chi ti€t, mic d6 va téc do truyén dat k€ hoach
cin phdi phd hgp v6i nhitng ngudi c6 lién quan.

Tir then chdt & ddy 1a truyén dat. Chd ¥ ring truyén dat 12 mét
qué trinh hai chiéu, ngu ¥ ring théng tin dugc truyén tdi theo hai
huéng: nghe va néi. La ngudi quin ly gidi, ban phai bi€t ring néu
chi néi ra § ctia ban thi chua di. Ban ciing cdn xem lai xem cédc
nhin vién c6 hi€u ban néi gi khong. Viéc nay cé thé phdi dugc
thuc hién thudng xuyén vao nhitng thdi di€m thich hgp.

Thuc hanh 6 15 phut &

Trong céng wéc cﬁa minh ‘hay gidi thich ngdn gon xem lam céch
nio dé ban:

® gidi thich cdc yéu cdu cila cdng viéc cho nhan vién véi ddy di
chi ti€t, & mifc @9 va cdch thic thich hgp cho titng ngudi.

.....................................................................................................

m chic chin r?mg nhitng ngudi c6 lién quan hi€u 1o cdc yéu ciu
clia cong viéc, va cam k&t ddp wng cdc yéu ciu do.

13
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Biy gig hdy suy nghi vé hiéu qud cla cdc phuong phdp truyén
dat yéu cdu cong viéc cho nhém, va c6 gdng fim cdch dé cai
ti€n nhitng phuong phap trén. Gidi thich nhitng diéu ban dinh lam
khdc di so v6i cdc phuong phdp hién dang dudc 4p dung.

3.4 Xay dung chudn muc vé két qua cong viéc

4 Dat chudn myc vé
hiBu qua chng vide

14

Chiing ta déu biét ring rat khé d€ danh gis mot cong viéc thanh
cong hay khong néu khong c6 mdt chufin myc 15 rang dé€ so sanh.

D€ c6 thé sit dung t8t, cdc chufn myc cAn duge miéu ti mot cach
rd rang va tOt nhat 1a c6 thé do ludng dugc.

Thuc hanh 7 4 phut S

Nghi vé ndi lam viéc ciia ban trong vai phit va vi€t ra hai chuén
muc vé k&t qud cong viée dugc sit dung & d6. Hay cho biét mdi
tiéu chuéin c6 cdch do Iudng dugc khéng va don vi do ludng 1a gi.

Du6i diy 1a vi du vé mot s6 tiéu chudn c6 thé do ludng dugc tir
nhiéu nganh khdc nhau:
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~ Muc tiéu Chi tiéu do

D tap chit trong héa chit sin | Chat lugng hay do tinh khiét
xuit ra phdi nhé hon 0,001%.

Thdji gian trung binh d€ dit chd | Thai gian x& 1y
may bay la hai phut.

Khoéng c6 tai nan tai ndi lam

¢ Ti 1€ tai nan
viéc.

Gi4 thanh sdn xuit phai it hon | Gi4 thanh sdn xuét
ngan sich cho phép.

Bénh nhén xudt vién khong phai | Thdi gian chd
chd qud hai gio.

Céc cudc goi khén cap phai dugc | Thai gian dép dng
dép ung trong vong 10 phiit.

Trong mdi trudng hdp phdi 4p dung mdt chi tiéu do ludng khéc nhau.

Ciing c6 thé sit dung céc chi tiéu khic, nhu 1a ¢ 1¢ sai s6t, mic do
ph& phdm, va s6 lugng bén.

Trong thyc t€ thudng phdi cho phép c6 dd sai léch so véi chudn
muc di xdc dinh. ‘Do sai 1éch cho phép’ nay dudc goi la dung sai.

Hiy xem xét mot thi du vé cdch st dung dung sai. Gid sit ban c6
mdt nha mdy déng chai loai chai 500 ml. Ban c¢6 dung sai 1a 3 ml.
Piéu ndy c6 nghia 1a céc chai ¢6 dung tich tr 497 ml (500 — 3) dén
503 ml (500 + 3) déu dugc chdp nhan. Dung sai nay la can thi€t dé
chap nhin nhitng sai 1éch khong thé trdnh dugc trong qui trinh déng
chai.

Péng ti€c 1a viéc xdc dinh cdc chudn myc hiéu qud cong viéc c6
thé do ludng dugc theo cdch nay iai khong thé 4p dung duge cho
moi cong viéc. Ching han ban phdi lam sao dé do ludng ‘su sdn
sang giip d3 khdch hang’, ‘thdi d6 d6i v4i cong viéc’ hodc ‘kha
nidng lam viéc dudi dp luc cao’?

Chu#n myc thudng mang tinh chii quan; néi cdch khic, chudn muyc
la do ai d6 dua ra. Nhu vay 1a mdt ngudi nao d6 s& phdi ddnh gid
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— va ddnh gid clia mét ngudi vé mot k€t qua cong viéc hay mot
tinh hudng cu thé thi hi€m khi tring véi dénh gid ctia mot ngudi
khdc.

Vi viy, bat cif khi nio cé thé:

hay xdc dinh ré va miéu td mjt cich chinh xdc chuin myc vé két
qua cong viéc.

Né€u khong dép ing duge yéu cdu ndy, chufn myc c6 thé dugc xdy
dung bing vi du. Ching han mt s6 doanh nghiép miéu 4 viéc phuc
vu khich hang t5t hay x&u biing cich dua ra cdc bang hinh c6 nhiéu
thi du vé cdc cdch phuc vu khdc nhau.

Hai chii dé ti€p theo — thu thap di¥ liéu va so sdnh k&t qua — 1a mét
phan clia qud trinh gidm s4t.

3.5 Thu thap di liéu

5 Thu thp dif ligu d
a8 do Iwing tign 09

16

M3i khi ban ky tén 1én thé chdm cong, phi€u cong viéc, phi€u yéu
cau vat tu, hay nhat ky ca 12 ban dang chiu trach nhiém vé tinh chinh
Xdc cua cic thong tin nay biing quyén han ctia minh. Mic du cong
viéc nay c6 vé nham chédn va binh thudng, né lai 14 mot phin khong
thé thi€u dugc clia qué trinh kiém sot. Cong viéc c6 hoan tit dugc

hay khong phu thugc vao mitc d§ chinh xdc va hiéu quad khi ban
thyc hién thd tuc nay.

Nhung thu thdp dit liéu khong chi c6 thé.

Thuc hanh 8 3. phit 8

Ban st dung phlro‘ng phdp niao dé thu thép dir liéu v& cdc cong
viéc dang ti€n hanh & noi lam viéc cia ban? Viét ra mot phuong
phép thu thap di heu clia ban (lam thé' nho ban bxét dtchc nhitng
gi dang dién ra?) Sl Rl T '

.....................................................................................................



. S Iy £ - 5 ~ Iy
Hoach dinh va kiém sodt qui trinh céng viéc

Ban c6 th€ nghi dé€n nhi€u phudng phdp thu thip di liéu, vi du
nhy néi chuyén v6i moi ngudi, hop dinh k¥ d€ nghe théng tin phin
~ héi tir nhan vién hodc y&u cdu ho bdo cdo.

Mdi ngudsi quin 1y déu c6 phrang phép riéng clia minh, Mot phuong
phdp thdng dung va ciing 1A cdch t5t nhat d€ bi€t duge nhing gi
dang dién ra 13 ‘di clng céng viéc’,

Ngudi qudn Iy trfe ti€p ‘dao quanh’ nai 1Am viéc nhiéu lan trong
ngay va lién tuc t€p xiic vdi cdc su viée d€ tip hgp mét hugng 16n
cdc thdng tin hitu ich vé hiéu qui cdng viéc clia nhém.

Bing céch 1am nhu viy ban cé thé:

# dua ra cdc huéng din dura trén kién thite va kinh nghiém réng hon
ctia ban;

» bi€t duge cdc van dé va ¥ tubng mdi,
m bi&t duge cdc k& hoach cla nhém dang ti€n hanh ra sao;

w ¢6 thé ti€n hanh nhitng diéu chinh hay sita chita nhé d&€ k€& hoach
di ding hudng.

Ti€p xic hang ngay, hing gi¥ v8i nhin vién 13 viéc iAm binh thudng
vi can thi&t trong cong tic quin 1y,

M&ét cdch khdc d& thu thap dif lidu 13 y&u ciu nhan vién bio cdo.
Ngudi qudn 1§ phdi bi€t:

m liét k& nhifng théng tin ho cin biét;
w théng tin ndy phuc vu cho k& hoach, dif 4n, cOng vigc kiém soit nio;
m tdn suit bdo cdo théng tin nhy thé nio;
m ai 13 ngudi chiu trdch nhiém bdo cdo nhiing thdng tin d6;
m néu cin phai thi&t k& biu miu bdo cdo thich hop.
3.6 So sdnh két qud vdi chudn muc va muc tiéu

5 50 xdmb kit qud wdi

aulnmpamys | Viéc so sdnh nén dé 1am, v6i diéu kién:
\idu

m muc tiéu cdng viéc duge xd¢ dinh 13;
m tiéu chuin thyc hién ¢dng viéc phdi rd ring va chinh xdc;

m do ludng két qui chinh xic.

17
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Sau day la hai thi du:

Mot tiéu chudn cia mot ngin hang 12 khéng c6 khach hang nao
phdi x€p hang chd lau hon nim phit. Hién nay, thdi gian chd ciia
khdch hang trung binh 1a ba phdt. Ngidn hang nay rat tv hio vi ho
dang duy tri dugc chuin muc rit cao ma ho da dit ra.

Mot nha médy ché& bi€n thyc phdm dit chi tiéu sin xuit 5000 thung
binh mot ngay. Né&u san lugng thyc chi 1a 15.000 thing trong 5 ngay
thi da c6 mdt su sai 1é€ch 16n — dudgc goi la sw sai biét — gilta chi tiéu
va két qué thyc hién. Tinh hudng niy cin dugc quan tim ngay.

Nhung bao 1au thi ching ta nén ki€ém tra k€t qua cong viéc mot 1an?
Ngan hang c¢6 can phai do ludng ‘thdi gian x&p hang chd’ & mdi chi
nhdnh vao tit cd cdc ngdy trong tudn — hay chi cin 14y miu ngiu
nhién 1a dugc réi? Ngudi quin Iy phin xudng banh phdi ghi mirc
sdn lugng mdi tudn — hay mdi gig?

Thuc hanh 9 3 phit 3

(&J Du6i day 1a ba tinh hudng ma ban muén ddnh gid k&t qua cong viéc.

Theo ban mic d6 thudng xuyén clia viéc ki€m tra két qui cong
viéc hoic ti€n tri€n cong viéc trong mbi tinh hudng bao lau 12 hgp
ly, ddnh ddu vao 6 thich hgp.

Hang | Hang | Hang | Hang | Hang
giv | ngay | tuin | thing | nim

C6 bao nhiéu ngudi ving mait, la
nhifng ngudi nao? - Q Q Q .

May nao ngung lam viéc? a Q d Q Q

Nguyén vat licu ndo bithicuhut? | OQ | O Q Q Q

Mic di khéng ¢6 mdt nguyén tic c¢d dinh nao dé€ xic dinh mic do
thudng xuyén cla viéc ki€m tra, ban s& nhin ra hai diém c6t y&u la:

18
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lam viéc gi cling mit thdi gian, do vdy ban khéng mudn ki€m tra
qud thudng xuyén mot cdch khéng cin thiét;

ban cin ti€n hanh dénh gid hiéu qua cong viéc trudc khi qué tré dé
sifa sai.

Du6i ddy 1a cdu trd 13i ca anh Hiing, gidm sit sdn xudt clia cong ty
Thanh Giang. Hay xem cdc ciu trd 16i dudi ddy c¢6 phl hgp v6i cong
viéc ctia ban khéng.

C6 bao nhiéu ngudi ving mit, 1a nhitng ngudi nao?

Hang ngay. Ban khong thé ki€m tra hang gid, con n€u ki€m tra hang
tuan, hang thdng hay hang nim thi c6 thé ban sé khong kip thdi xi
ly vdn dé ti 1é ving mit cao 4nh hudng dén viéc thuc hién k& hoach
san xudt va ning suit lao dong.

M4y nao ngung lam viéc?

Hang gid. Phdi khin truong sita chita may méc va bé tri lai cong
viéc. Ki€m tra hang ngay, hang tudn, hay hang thing 1a khong thich
hgp vi khong kip thdi c6 phuong 4n diéu chinh dé€ dat k&€ hoach sin
xuit & midc tot nhat.

Nguyén vit liéu nao bi thi€u hut?

Hang ngay. Tuong tu, cong viéc ndy cin dugc gidm sat that chit ché
va viéc ki€m tra hang ngay c6 1& 1a thich hgp v6i moi trudng hop.
Tuy nhién, cdc cdu trd 13i ndy con c6 rat nhiéu vin dé d€ tranh luin.
N6 phu thudc rdt nhi€u vdo cdc tinh huéng cu thé, va ban c6 thé
dva vao kinh nghiém @€ dinh ra mitc d6 ki€m tra thudng xuyén cho
minh. Diém cin ghi nhd 1a:

chi phi va nd lyc cho vig¢c gidm sit phdi cin biing véi I¢i ich ma

n6é dem lai cho viéc ki€m sodt. .
Lgi ich cua

kiém soat

Chiphiicé vugt qui lgiich? |

So sédnh k€t qua cong viéc vi chudn myc qué thudng xuyén sé& phat
sinh chi phi va cong viéc khong cin thi€t ma ching dem lai Igi ich
thuc t€ ndo. So sdnh qué it thi s& bd qua cdc ddu hiéu nguy hiém,
va Vi vdy c6 thé lam gidm ning sudt va sin lugng.
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‘3.7 Tién hanh diéu chinh

7 Tién hanh diéu chinh
sifa d6i k& hoach,
néu cdn

Bay gid hdy xem chiing ta sé ti€n hanh diéu chinh nhu th€ nao.

Thuc hanh 10 4 phut 3

20

Gia st ban chm trdch nhiém vé sﬁn xuat ta1 mét cﬁ’ra h&ng bianh va
nhém ciia ban c6 mudi ngu’dl e : ;

; Ngu'ih quén Iy cla ban néi rﬁng nﬁng suﬁt cﬁa bo phan sdn xuﬁ't

khong dat tiéu chuin. Ban cin tim nguyén nhin clia sy sai léch

gilta miic. ning sudt 1 mong muo’n vam c'ning sudt hién tai.

Hiy néu ba vén d& ma. ban muﬁ'n ki€m tra d& xem n ban c6 thé tim
ra nguyén nhan clia sy sai léch khéng.,

-

Pay 1a mdt s6 van dé ma ban c6 thé xem xét:

C6 thi€t bi nao hu hdng khong?

C6 thi€t bi nao bi sit dung khong ding cich khong?

Ty 1& vding mit 1a bao nhiéu?

C6 nhén vién nao khong c6 kinh nghiém, chua duge dao tao khong?
Cé6 sit dung phuong phdp nao sai khong?

Nguyén vit liéu c6 ding tiéu chudn khong?

C6 sit dung nguyén vat liéu mot cdch ti€t kiém khong?



Hoach dinh va kiém sodt qui trinh céng viéc

Khi da tim ra dugc nguyén nhén, ching ta s& ti€n hanh cdc hianh
déng sita chita phd hgp. Thi du, n€u ban cho ring théi quen lam
viéc khong t6t 14 nguyén nhén clia sy sai léch thi viéc hudn luyén
nhdn vién va ting cudng gidm sit c6 thé gilp cdi thién sy viéc.

Di nhién tim ra nguyén nhin cla c4c sai léch kh6ng mong mudén
va ti€n hanh sita sai thi khong don gidn nhy vira miéu ta. Tuy vay,
khi c6 gdng gidi quy€t van dé thi ching ta nén nghi dén cic ciu
héi don gidn sau:

Chiing ta dang & vi tri, mifc d6 nao?

-Ching ta muén dat dé€n vi tri, mic d6 nao?

Lam cédch niao d&€ dat dén d6?

Nhung gid st trong trudng hgp ndy moi thit déu dugc gidm sit —
con ngudi, nguyén vat li¢u, mdy méc, phuong phdp lam viéc, v.v...
ma dudng nhu vin khéng cdn cdch ndo d€ ting ning suit.

Lic nay ching ta cAn xem xét tinh huéng trong mdt bdi cinh rong
hon. Ciing c6 thé 1a do muyc tiéu hodc chuin muc dit ra qué cao.
Trong trudng hgp d6, thay ddi chudn myc thi ding hon 1a c6 ging
hoan thanh cdc chi tiéu khéng hgp ly.

Ban s& 1am gi n€u ban nhén thdy nhitng sai s6t, ban biét c4ch xi 1y,
nhung ban lai khong c6 quyén quyét dinh? Ban, ngudi quin 1y truc
ti€p, thudng phdi tim cdch tao ra sy thay ddi, va phai dé dat y ki€n
v6i nhitng ngudi khéc. Ban c6 thé tham khdo thém théng tin vé& chi
dé nay trong cudn Gidi quyét Vdn dé, mdt cudn sich khéc trong bd
sdch Tang Hiéu qud Lam viéc C4 nhidn ciia Business Edge.

Thuc hanh 11 15 phit &

Néu ban da tl‘mg aé dat 5' k16n vﬁl cﬁ'p trén. v6i nhitng nngn cl?mg

l nhﬁ't quén vé muc uéu ct’la nhém, _vx‘h gui_.-m v.’i chinh sdch
cuar doanh_j_;__gmep k.hﬁng? R i L ! e
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= c6 tinh dén nhiing 4nh hudng do dé nghi cda ban téc
dong 1én cic b phin khic cia doanh nghi€p khdng? ]

® 6 dugce thyc hién cang sém cing 6t khong? O

m c6 dudc trinh bay vdi phuong cach va hinh thitc 6 rang,
sdic tich, phit hgp v6i céc thi tuc clia doanh nghiép khong? [

Gid sl cdc A€ nghi cia ban, hodc cdch trinh bay cdc dé nghi d6
chura dugc t6t 14m, 1an sau ban sé& diéu chinh nhu th€ nao? Viét ra
nhitng diéu ban dy dinh thay d6i va cdch d€ ban thay d6i diéu do6.



Hoach dinh va kiém sodt qui trinh céng viéc

Hay tu dénh gid 1 10 phut &

: 1 DPién céc chit va chiéu miii tén con thi€u vao so 46 vong lip ki€ém
'@5 sodt sau:

PAau vao Piura

-

Vong 1ip Ki€m S04t ..cooovvvevereriiriceriinnns

2 Gidi thich ngdn gon vi sao d€ ki€m sodt t5t cin c6 myc tiéu rd rang.

.....................................................................................................

.....................................................................................................

.....................................................................................................

3 Dudi diy liét ké sdu ciu phat bi€u, mdi cdu dugc tdch ra lam hai
phin. K&t hgp phidn ddu clda cdu v6i phan sau cho phu hgp, theo
cdu tric: phdn ddu, phdn sau.
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Phén diu :

Phan sau

Moi hé théng déu dugc kiém
sodt bdng cdch thi€t 1dp
chudn myc mong muén, va
so sdnh cdc k€t qui

v6i 1gi ich ma né mang
lai cho viéc ki€m soit.

Hé th6ng vong lip kin cé
thong tin phdn hdi, gidm s4t
va kiém sodt.

v6i cdc chudn muc nay.

Muc tiéu rd rang thi

dinh rd va dién td mot
cdch chinh xdc.

Chudn myc hiéu qud cong
viéc phai dugc

nhung hé théng vong
lip hé thi khéng.

Sai lam 16n nhat 12 ban cho ring
minh khdng can dén k& hoach,

cén thi€t d€ kiém soat tot.

Chi phi va nd lyc bd ra cho
viéc gidm sat phdi cin bing

bdi vi ban cho ring tit ci
céc van dé nhu viec g, tai
sao, ai, cach nao, khi nao
va 8 dau déu qua 15 rang.

4 Dugi ddy l1a céc phdt bi€u khong ding, vi€t lai cho ding phan in
nghiéng.

a Viéc ki€m tra s& 1am mAt thdi gian cda ban, do vdy ban khéng cdn
kiém tra diéu gi cd.

b Ban cin ddnh gid hiéu qua cOng viéc sau khi dd c6 di thoi gian dé
tim hiéu ti€n do thuc hién, trong thuc té, cang vé sau cang t6t.

24



Hoach dinh va kiém sodt qui trinh céng viéc

¢ Mot khi di dit ra chudn myc, diéu quan trong 14 khéng chdp nhdn
bat cit sai léch nao cd.

.....................................................................................................

.....................................................................................................

d P& ¢ thé si dung t8t, cdc chufn muc cdn duge mida td mdt cich 16
ring nhung khéng nhdt thiét phdi do luong duvc.

B T

.....................................................................................................

e Céch t6t nhdt d€ truyén dat v6i nhém 13 cung cdp cho moi ngudi
cdc thong tin gidng nhau vdi mdt cdch thitc nhy nhau.

.....................................................................................................

.....................................................................................................

f K& hoach can phdi dé cidp d€n tit cd nhin vién dudi quyén ban,
thie t&€ va kha thi, va tinh d&€n nhu cdu va wdc mudn cia timg nguoi.

.....................................................................................................
.....................................................................................................

.....................................................................................................

g K& hoach 1a mét lich trinh céong viée so luge va c6 sdn dé dat dugc
mdt muc tiéu.

.....................................................................................................

Ban ¢6 thé tham khdo ddp 4n cho nhitg ciu hdi ndy & phin “Dép
4n bai tip ty ddnh gid” & cudi séch.
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ko

26

4 Tom tat

= . Chiing ta mu6n -‘3:"?4 denﬁ‘.’* b e domagl

Hé thdng vong lip kin c6 thong tin phdn hodi, gidm sit va kiém
sodt. Hé thong vong 1ap hé thi khong.

Moi hé théng duge ki€m sodt biing cdch thi€t lap méi chudn
muyc mong mudn, va so sdnh cdc k€t qua v4i chudn myc nay.

Céc giai doan cla cong viéc klem soét bao gdm:

s xdc dinh ml,lc tiéu;

» lap k& hoach;

= truyén dat cho nhan vién dé timg ngudi biét phin viéc clia minh;
= dit ra chudn myc vé hiéu qud cong v1éc,

= thu thap dif liéu d€ do ludng tién do;

» so sdnh k&t qui v6i chuin muc va muc tiéu;

= tié€n hanh diéu chinh. | i e

P& hoan thanh k& hoach, didu quan trong 12 ban biét 1o va ¢6
thé x4c dinh cdc muc tiéu cia minh. P& kiém so4t tot thi phai
c6 muc tiéu 10 rang. :

Al ciing c6 khach héng va moi v1éc dugc thuc hlén 1a vi 1q1 ich
cda ho.

Dé lap mot k& hoach ban cin pha1 trﬁ 18 céc cau h61 sau: lam cai
gi? tai sao 1am? ai lam? 1am cdch nao? khi nao? vi lam & dau?

Truyén dat 12 mot qud trinh hai chiéu, ngu ¥ ring thong tin dugc
truyén tai theo hai huéng: nghe va n61

Tiéu chuin két qui cong viéc nén derc dinh ro vé. dlén ta mot
cdch chinh x4c.

Chi phi va nd luc cho viéc gidm sét phﬁl cﬁn bﬁng vdl 101 ich
ma né mang lai cho viéc ki€m sodt. i

Khi ta c6 gidng g1él quy€t mot van dé chiing ta s& nghi d&n cdc
ciu hdi don gidn sau:

» Ching ta dang & vi tri, mifc d6 no?

« Lam c4ch nio d€ dat d€n 46?2
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5 Sty ngam “
Biy gid ban danh 5 phiit d€ suy ngim nhitng v&n dé vira nghién

1
cttu va nghi xem ban s& 4p dung chiing vao thuc t€ cong vige cla
ban nhu th& nao? Hiy viét ra nhitng suy nghi cla ban:

A! T6i da hoc dudc ...

...................................................... Ap dung khi néo?

Ap dung diéu dé & cong viéc nao?

A! T614d4 hoc dugc ...

..................................................... Ap dung khindo?

Ap dung diéu d6 & cong viéc nao?
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kiém soat oy
viéc si'?l, dl,ll'l Tr’ong phﬁn\ nay, ching ta sé ban dé€n mot

. % g s6 cdc nguon luc nhu nguyén vat li€u, nha
céc n Uﬁn Iuc xudng, trang thi€t bi va con ngudi. C4c khia

g e canh quan trong khdc ciing sé dugc dé cip

dé€n nhu chd't lugng, qui trinh va phuong
phdp lam viéc.
Céc ngudn lyc 1a thi€t y&u bdi vi chiing 1a
phudng tién gidp ching ta dat dugc muc tiéu.
w Kiém sodt nguyén vat liéu Chd't lugng 1a van dé séng con, 1a y&u td
khing dinh uy tin doanh nghiép d6i vdi
khdch hang. Qui trinh 1am viéc cho thiy su
khdc biét gita 1 doanh nghiép t6 chic tot
vd 1 doanh nghiép con y&u. Cdc phuong
phdp lam viéc quyét dinh viéc sit dung higu
m Kiém sodt cdc phuong phdp qud cic ngufi’n lyc va viéc c6 dat dugc céc
muc ti€u chdt lugng khong? Tat cd nhirng
vdn dé d6 déu doi hdi phdi c6 k§y ning
m Ldp lich trinh céng viéc hoach dinh va ki€m soat, va tdt ca déu goép
phin trong viéc thyc hién héa cdc muc tiéu.

m Ddn nhdp

m Kiém sodt chdt lugng

m Kiém sodt nha xudng va

trang thiét bj
lam viéc

m Kiém sodt va con nguoi
m Ddng gdp ciia ban Muc tiéu

w Tém tdt Sau khi hoan tdt phin nay, ban sé& c¢6 kha
ning t8t hon trong viéc:

m Suy ngdm

m md td, cdch ki€m sodt cdc ngudn lyc sin cb
cho ban vd nhém cliia minh;

m nhin bi€t cdc khdi niém vé chat lugng,
chuin myc va hé thdng chit lugng;

m gidi thich cdch hoach dinh va ki€m so4t
phuong phdp va trinh tu céng viéc.

2 Kiém soat nguyén vt liéu

Trong nhiéu doanh nghiép, chi phi nguyén
vit liéu chi€m hon 50% t6ng chi phi gid
thanh, vi vy 1 rang 12 phai ki€ém soéit dudc
viéc bdo quan va st dung nguyén vit liéu.

29




Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

30

Nguyén vit liéu 12 bat c thi gi cdn cho cong viéc, ching han
nhu nguyén vit liéu ding sdn xudt, vt liéu xay dung, vit tu tiéu
hao nhu vin phong phdm, chit tdy rita, diu nhét may, v.v...

Thuc hanh 12 3 phit 8

Tir kinh nghiém ctia minh, ban hiy k& ra ba vin dé c¢6 thé xdy ra
trong viéc st dung va bdo quin nguyén vit liéu, lam dnh hudng
dén hiéu qui cong viéc.

Nhitng vin dé dién hinh bao gom:
cdng viéc bi ngung tré vi nguyén vit liéu khong c6 sdn khi cin dén;
lang phi nguyén vit liéu do qué trinh 1am viéc khong tét;

hiang héa bi hu hdng do boc x&p hay van chuyén bit cAn hoidc bi
hu hai trong qué trinh vin chuyén trung gian;

ton qua nhiéu thoi gian d€ di chuyén nguyén vat liéu dén chd 1am viéc;
thong tin vé chiing loai khong ding hodc dugc trinh bay khong ding
qui céch.

Hiy xem xét mot s& cong viéc chinh c6 lién quan d€n nguyén vt
liéu va tim hi€u xem c6 thé sit dung cdch kiém so4t nio cho phd
hgp. Ching ta s& suy nghi vé cdc viéc sau:

giao nhén;

bdc x€p va vin chuyén;

gia cong ch€ bién;

ton tri.

Di cong viéc clia ban la gi di nita, chic chin ban c6 thé nhén thdy

minh c6 trdch nhiém vé nguyén vit liéu n€u ban c6 lién quan dé&n
cdc cong viéc vira néu trén.
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Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

Giao nhan nguyén vat liéu

Chiing ta sé bit diu xem xét trach nhiém trong linh vyc giao nhédn
nguyén vit liéu trong ndi bd doanh nghiép.

Thuc hanh 13 3 phit &

Gid st ban 12 mot ngudi quan Iy truc ti€p, ching han nhu gidm st
sdn xudt. Khi nhdn nguyén vit liéu ti kho, ban hoac nhin vién

~cila ban s& phdi ti€n hanh ki€m tra.

Hiy k& ra ba di€m ma ban muSn kiém tra khi nhan nguyén vt liéu.

C6 thé 12 ban dd nghi ra mot s§ di€ém sau:

S6 lugng

Ban c6 nhan dd s& lugng nhu ban mudn hodc yéu cdu khong?
Tinh trang

Nguyén vat liéu c6 bi hu héng gi khong?

Noi cdt giit

Nguyén vt liéu dugc cit giit & diu hodc sdp t6i cdi nao sé dudc skt
dung ngay?

Cdc ddc tinh

C6 ding nhitng théng s6 dugc yéu cau khong?

3
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w Théng tin tham chiéu

Mai s6 hang héa hoic s6 tham chi€u;

SG phi€u nhip kho (d€ truy tim ngudn géc 16 hang);
S6 hi¢u mé sin xuit hoic mi s§ cong viéc st dung mit hang duge
yéu ciu.

Thong thudng nhitng théng tin ndy dudc xdc nhan gitta ngudi giao
va ngudi nhin vao Phi€u Yéu Ciu Vat Tu nhu bi€u miu dudi day:

Cong ty TNHH ADC g 2
PHIEU YEU CAU VAT TU
B0 phin yéu ciu: e Phiéu s6:
Ly do xuit: o . Ma s6 cong vigc:
: L - Ngay phdt hanh phiéu:
‘Ngay y/c nhan v/tu:

;L Luong Luong | Thuc ?
Ma s6 | Tén vat tu | Pon vi e pfneu yéu cau | hoan lai | xuat Gh,l

nhép chua

xuit (kg) | (kg) | (kg)

Duyét:
Ngay

Thu kho:
Ngudi nhén:
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L T LY ~ ~ ~ ~ Iy
2.2 Boc xép va van chuyén nguyén vat ligu
D€ lam t8t cong viéc ndy, ban phai:

s dua ra nhifng chi din ro rang {(c6 1€ 1a cd biing vin bdn va bing
trao d8i tryc ti€p) v& an todn khi st dung cic thi€t bi ning chuyén,
ching han nhir xe ning, xe diy tay, xe kéo hang, v.v..;

w lén lich st dung hang ngay d8i vdi cdc thi€t bi ning chuyén, nhd
d6 nguyén vit lidu ¢é thé ducgc van chuyén k&t hop v6i nhau dé
ti€t kiém s8 14dn van chuyén tir kho d€n ndi lam viéc;

® tuin thi cdc théng tin v& an todn, d€ mit d€n nhitng cong viéc dang
X4y ra vd ddm bdo ring nguyén vit liéu dugc bSc x&€p vin chuyén
mdt cdch cdn thin;

m b8 tri noi lam viéc hgp 1y d€ gidm thi€u viéc di chuyén khéng cin
thi€t cdc nguyén vit liéu.

Thudng thi cic doanh nghiép déu ban hanh nhitng qui dinh cu thé

cho qué tinh bdc x&p, vin chuyén nhitng nguyén vit liéu chinh va
viéc st dung nhitng thi€t bi ¢6 lién quan.

2.3 Gia ¢6ng ché bién nguyén vt lidu

Pay 13 qué trinh sit dung nguyén vat liéu dé thure hién cdng viéc —
mdt qué trinh ¢d bin cin phai ki€m so4t.

Diéu cin thi€t 1a phdi c¢6 m6t vai phan tich don gidn d€ chi ra nhitng
nguyén vat lidu gi 4 dugc sit dung k€ tir khi cong viéc bit ddu, két
qué thu dugc va khéi lugng phé& liéu, hao hyt hay can tii ché.

Piy 13 mét phin trich tit mdt Bao Cdo Tinh Hinh $& Dyung Nguyén
Vit Ligu, trong d6 c6 cic théng tin trén.
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Cty TNHH ATX
Phén xudng 1
Thédng 4 nim 200X

BAO CAO TINH HINH SU DUNG NGUYEN VAT LIEU

TmANGNAY TiCH LOY NAM
Bon vi | Thyc t€ | Dinh | Chénh % Thyc t&€ | Pinh | Chénh %
Tén vt to tinh sirdung | mic | léch sit dung | mic léch
Diu A kg 1255 1220 | 35.0 2.87% 5030 5000 30.0 0.60%
Dung mdi N kg 74.7 78 -33 | -423% | 3256 300 25.6 8.53%
Héa chit lam dic C kg 21.7 20 1.7 8.50% 67.7 70 -2.3 -3.29%
Chai nhya 1 lit cdi 5020 5050 | -30.0 | -0.59% | 20108 | 20000 | 108.0 0.54%
Thing carton 1 lit cdi 510 500 10.0 | 2.00% 2030 2100 -70.0 -3.33%
Nhin chai G cdi 5220 5000 | 220.0 | 4.40% | 21200 | 20057 | 1143.0 5.70%
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Maiu bdo cdo ndy thé hién cdc thong tin vé dinh mic, thuc t& si
dung va lugng chénh léch vat liéu dudc st dung.

Lugng chénh 1éch dugc tinh bing céch 18y mitc thyc t€ sit dung trir di
dinh mic st dung. Sai s6 sau d6 dugc dugc tinh theo ty 1& phan trim
(%) clia dinh midc sit dung. Gid tri chénh léch duong (+) chi chénh
1éch thi€u hay hao hut, gi4 tri chénh léch am (-) chi chénh léch thira.

Bédo Céo Tinh Hinh Sit Dung Nguyén Vit Liéu cho ngudi quéan 1y co
hdi nhén ra nhitng chénh 1&ch 16n, nhd d6 c¢6 thé diéu chinh kip thdi.

2.4 Ton trif nguyén vét ligu

Rét c6 thé vat liéu dugc giit khd 1au & noi 1am viéc ciia ban thay vi
dudc ton trit an toan trong nha kho trung tim, va ban phai chiu trich
nhiém v6i ching khi ching dugc cit git & khu vyc clia minh. Vit
liéu c6 thé 1a nguyén vat liéu, chi ti€t 1dp rip ding dé sin xuit theo
lich sdn xudt; hay vét tu tiéu hao nhu vin phong phdm dudc sit dung
cho mdt cdng viéc cu thé trong mot giai doan xdc dinh nao d6. Hay
xem qua bai tdp dudi day.
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Thuc hanh 14 3 phut &

Ké ra ba trich nhiém cda ban khi nguyén vat liéu va hang héa
nim tai noi lam viéc cla ban.

Céc trach nhiém dién hinh c6 thé bao gSm:

ki€m tra lugng ton kho nguyén vit liéu & noi lam viéc va ddm bio
ting loai vat liéu c6 di d€ dap @ng nhu ciu sif dung du tinh;

chiu trdch nhiém cat gi¥ nguyén vit liéu an toin. Nén biét vé tai
trong cla san; s6 16p hang héa thich hgp dugc phép x€p trén pal-
let, k&, san; khda nang chiu lyc clia ké va nhitng bién phdp phong
nglra dic biét khi cat giit cdc vat liéu dé vd hay dé chay.

ddm bdo ring vat liéu khong bi mat mat. Ngay cd ddi v6i nhitng
hang héa khong c6 gid tri 1im, ban ciing c6 thé phdi luu y dén van
dé an ninh;

ddm bdo ring vit liéu khong bi hu hai khi tén trit. Vi du, mot s&
nguyén vt liéu phdi dugc bdo qudn & nhiét d6 thich hdp; nhitng
vét liéu khdc phai dudc bao géi kin.

khi c6 nhiéu loai vit liéu va hang héa dugc ton trit § khu vic ma
ban quan 1y, phdi ddm bio ching dugc din nhidn cin thin va dudc
tdch biét theo tirng loai.

5.5 St dung mdy vi tinh trong ki€m sodt nguyén vét ligu

Ngay nay mdy vi tinh dugc sit dung ron, rdi trong viéc ki€m so4t
nguyén vit liéu. Mdy tinh c6 wu di€m 12 c¢6 thé lvu trit duge mot
lugng dit liéu 16n va cho phép truy cip thong tin rit nhanh. Vi viy
todn bo théng tin vé nguyén vit liéu cia mot doanh nghiép c6 thé
dugc ghi vao mdt ¢d s¢ dit li¢u clia mdy tinh trung tdim. C4c tram
méy tinh dugc 1dp dit trong cdc phidn xudng va vin phong cho phép
nhifng ngudi c6 trach nhiém truy cdp ngay cic thong tin thudc pham
vi cla ho. Thudng thi cic phin mém k€ todn thong dung hién nay
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déu c6 chifa cdc théng tin vé Iugng tén kho, tinh hinh xuit nhip,
vi tri Ivu gi hang héa, c¢6 thé chia sé cho cdc bd phin lién quan
néu hé théng dugc ndéi mang.

Hon nia, cdc doanh nghiép c6 thé dit hang cic cong ty phdn mém
hodc wr xay dung hé th8ng tdi dat hang hoan toan tr dong dé ddm
bdo mifc ton kho ludn hgp 1y. Cic chuong trinh mdy tinh nay dudgc
dya trén cdc ki€n thitfc vé Qudn Ly Tén Kho (Inventory Manage-
ment), vi Hoach Pinh Nhu Cdu Nguyén Vit Liéu (Materials Re-
quirement Planning — MRP).

Mot vi dy tham khdo 1a viéc ban vé m4y bay. Vi hé thng dudc néi
mang nén & ba't ky tram (dai 1) ndo, nhin vién phu trich déu c6
thé bi€t dugc s6 vé con lai cho mdi chuy&n bay tai moi thdi diém.
Mot vi dy khdc 13 phdn mém quin Iy hang héa clia mdt hé thong
siéu thi, lugng hang nhidn vio va xuit ra ¢ mdi chi nhanh duge nhip
vao mdy tinh, vd mdy tinh & ba't k¥ chi nh4nh nio ciing ¢6 thé bi€t
dugc lwgng hang tdn kho ciia mdi mit hang & céc chi nhinh, va trong
toan b hé thdng si€u thi. Do d6, mdi chi nhinh ¢6 th€ bi&t dugc
khi ndo thi ho can dit hang hojc diéu chuyén hing t¥ céc kho cia
chi nhdnh khic.

Tuy nhién, d6 chinh xdc cila cdc théng tin nay phu thudc rit nhiéu
vao cdc dif ligu nhip vao. Do d6, thong tin ddu vio phii duge cip
nhét kip thdi, chinh xdc vi phdi dwge kiém tra.

C6 mét di€u chdc chdn ring mdy tinh chi 12 cong cu d€ quén 1y,
viée sit dung mdy tinh vio viéc ki€m so4t nguyén vat liéu hiéu qua
d&€n dau con ty thudc vio ban — nhitng nha quin 1y.

Chiing ta da ban qua vin d¢ kiém sodt nguyén vit liéu. Biy gi¥ ban
s& dugc gidi thidu mdt chi € quan trong khéc: ki€m sodt chit luong.

Ki€m soat chat lugng

3.1 Cdc khdi niém vé chat lugng

Di cbng viéc cia ban la gi, chit lugng ciia sin phdm hay dich vu
ma ban cung cdp déu dugc dinh gid bdi khich hang (Ping quén
khdch hang c6 thé 12 khach hang ndi bd trong doanh nghiép, ciing
nhu khdch hang bén ngoai).
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Chit Iugng khong chi 1a ddc tinh, hoic gid ca, hoic dich vu giao
nhén, hay hinh thiic bén ngoai, ma:

Chit lugng bao gém tat cd cdc dic tinh cia mot san phim hoic
dich vu.

Céc y&u t6 chinh d€ ddm bdo cha't lugng dugc mo ta bling cong thic
CASCADE nhu sau:

~Commitment - Cam k&t

+

Ability - Khd nang

+

Standards - Tiéu chuéin

+ Eé‘ommumcanon - Trao d8i thong tin

+ | Attention to - Quan tim dén

Detai

Cam két ddm bao chat lugng

C6 nghia 12 dGc 1ong va quyé€t tim d€ ning chd't lugng cong viéc
1én mdt chudn myc cao va duy tri tit mic d6 trd 1én.

Khi mdt ngudi qudn 1y cam k€t ddm bio chat lugng, phdi lam cho
moi ngudi khdc nhin thdy dugc. Phii thé hién ro su cam k&t vé chat
lugng ddi v6i khdach hang, d€ ho c¢6 thé tin tudng 1a ho luén nhin
dudc hang héa/dich vy c6 chét lugng cao. Ciing cin phdi 1am 15 su
cam k&t nay d6i véi nhan vién dé€ ho ciing ty c6 xu huéng cam két
hoan toan.

Khi ning dat dugc chit lugng Pugc thé hién dya trén khd ning
lam viéc thuc t€ va viéc dao tao, 1a phuong tién d€ chuyén cic muc
tiéu chdt lugng thanh cha't lugng cong viéc. Nhan vién khong thé
dat dugc cdc chudn myc chat lugng néu ho khéng duge dio tao hoic
khong c6 k§ ning dé€ lam viéc d6.

Trao d6i thong tin

La su ndi k€t gilta nhitng ngudi dit ra chudn myc véi nhitng ngudi
phéi thuc hién cic chuin muc d6, va gitta nhitng nguGi thuc hién cdng
viéc v6i nhitng ngudi do ludng két qui. P6 1a mdt qué trinh hai chiéu.
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Trao d6i thong tin hiéu qud 1a y€u t& quan trong nhit quyé&t dinh
sy thanh cong clia bit ky t6 nhém nao. N€u ngudi trudng nhém
c6 hi€u bi€t t6t vé nhém va cdc thanh vién trong nhém, c6 thé
trao d6i ¥ ki€n vé cdc vin dé xdy ra d6i v6i ho mot cdch thodi
mdi thi nhém dé da dat dugc mdt nira thanh cong.

Trao doi thong tin hi¢u qud tao ra sy hiéu biét lin nhau.
Quan tim dé&n chi ti€t

Pénh dau sy khic biét giita viéc c6 nhitng ¥ dinh t6t vé chit Iugng
va viéc dat dugc trong thuc t€.

Dat dugc chdt lugng cao la mét cong vige kho.

Dé hiéu 15 hon vé nhitng khii niém nay, hiy thit nghi dén thuc t&
& doanh nghiép ban qua bai thyc hanh dugi day.

Thuc hanh 15 3 phit &

5 - Doanh ngluép ban r:é cam ké'f dim béo chit lugng kh&ng‘? Diéu
d6 duge chi doanh nghiép, cdc cAp quin 1y va nhén vién thé
hién nhv thé nio? - kg

2 Ban d4nh glﬁ viée truyén dat chuén mitc cﬁng \néc glﬁa ban véi
- nhan vién th€ nao? Lam th€ nao aé tbytc hlén viéc ndy tt hon?

»
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3 Theo ban, 1am cdch ndo d€ nhan vién ciia ban c6 ¥ thic hon
vé chat lugng?

Duy tri chit lugng 12 viéc ta phai lvu tdm 1am hang ngay. N6 khong
thé tv dién ra dugc.

Ban cin 1am cho nhém clia minh “suy nghi vé chdt lugng”. Nhitng
kinh nghiém sau c6 thé hitu ich cho ban:

= Khi ban thdy mdt s§ viéc ma ddng 1€ c6 thé duge lam t&t hon, hoic
ban khong chic 1dm vé diéu d6, hay thit dit cau hdéi “Anh/chi c6
hai 10ng v6i viéc nay khéng?” hon 14 phé phdn cong viéc. Hodc
hidy dé& nghi ci nhém d4nh gi4. C6 thé ban s& nhin ra riing cdc chuén
muc cia nhém con cao hon cia ban.

m Khuyén khich thio ludn vé chét lugng va cdc chudn myc tay nghé.

m Cung cip théng tin cho nhém. Cho ho bi€t nhitng ngudi bi dnh
hudng tric ti€p nhi't bdi cong viéc clia ho, ddnh gid cdng viéc cla
ho nhu thé nao. Cho ho bi€t déng gép cia ho phd hgp véi toan bd
k€& hoach cia doanh nghiép nhu th€ nao.

» Trung bay céc thanh tich vé chit lugng & ndi moi ngudi déu nhin thay.

m Hiy rong rii trong viéc khen nggi khi ban thdy ai d6 dang c6 mdt
nd luc 16n, hoic dat mot két qui ddng ghi nhdn. C§ gidng khong
than van khi moi viéc khong dudc t6t dep.

m Linh dao bing cich lam gudng: hdy cho thdy 1a ban quan tim dén
chat lugng.

3.2 Chat lugng va cdc chudn muc

D& ki€m sodt chi't lugng mot cach thda ddng, cin phdi do ludng chat
lugng bing cdc chuidn myc.

Chu&n muc cho m6t mit hang hoic mot dich vu bao gom nhitng
tiéu chi ma sdn phdm hodc dich vu d6 phai ddp @ng. Chudn myc
phdi dugc vi€t ra mot cach rd rang va chinh xdc. Piéu nay thyc
su cAn thi€t d€ dénh gid sy khdc biét giita chudn myc va chat lugng
thuc t&€ cia sin phdm, va thuc hién viéc chinh sia n€u cn thiét.
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Hay xem xét hai vi du:

Mot cong ty sdn xudt d6 chdi tré em s& c6 cdc qui cdch k§ thudt cho
ting chi tét I4p rdp nhy céc chi it lip ghép, vo, dong cd,... Qui cich
k¥ thudt nay c6 thé bao gdm kich ¢3, mau sic, tinh ning sit dung vi
céc ddc tinh khic. Néu céc chi tigt Ip rép duoc giao theo 16 thi ngubi
ta ¢6 thé 13y miu ki€m tra xem céc qui cach k§ thudt clia 16 hang c6
dip (ng diing y&u cau khong. Sau khi céc chi tiét 1ip rap duoc rap lai
thanh ting cum, ngudi ta cling sé do ludng tinh ning s dung clia .
cum chi ti€t. Sau ciing, sin phim hoan chinh duge kiém tra d&€ dim
béo ring n6 phld hdp v6i qui cach ky thudt cda sin phim.

V@i cdc doanh nghiép cung cfp nhitng sdn phim khéng do ludng
dugc, ching han nhu dich vy tu vin du hoe, ho ¢6 thé sit dung nhifng
ddnh gid vién doc 1ap d€ ddnh gid hiéu qui dich vu ctia minh. D&
v6i nhitng doanh nghiép nhd, vige ‘so sdnh vdi chuin muc’ nay c6
th€ do mdt c4 nhin thuc hién. Ching han nhu chugn mirc chit lugng
clla mgt hiéu may hay clra hang d8 g8 6 thé dugc dat ra va thudng
xuyén dugc xem xét bdi chii tiém. Cc doanh nghiép 18n hon, vi
du nhu mdt cong ty dich vu du lich, viée ki€m soét cic tiéu chufn
dich vu dugc thyc hién théng qua viéc ghi nhdn mdt cdch cin than
nhifng phdn hdi cla khdch hang.

Biéu quan trong nhit d5i vdi mot doanh nghiep 12 phii c6 mot hé
théng chit lugng 5 ring a€ c6 thé dam bio ring sin phim cia
doanh nghi¢p luén nhit quin véi cdc chuin myc chat lugng da duge
d3t ra. N6i cdch khdc, ki€m tra hoge Iy miu sin phim d€ kiém tra
chdt Iwgng 12 ¢dn thiét, nhung mot yéu cdu quan trong hon 1a hé
théng phdi ddm bio riing sin phim ngay khi duge [am ra hoic cung
cdp phai dip wng ding cht Iugng qui dinh.

Chdt lugng cha mdt sdn phdm hodc dich vu 1 sy phin 4nh phuong
cdch t8 chifc v quin Iy cla nha sin xuft hodc nha cung cip.

Mot hé théng chit lugng c6 thé duge dinh nghia Ia:

¢t cdu 16 chitc, cdc trdch nhiém, cdc thit tuc, cdc qud trinh, va cdc
ngudn lyc dé thuc hién vige quén Iy chét luong (Kehoe, 1996).

C6 nhiéu h¢ thdng qudn 1y chat lugng khic nhau nhu 1SO 9000, -
Q-Base, Q5-9000, v.v... Ngoi ra, thy theo dic th riéng cla titng nganh
nghé sin xuflt kinh doanh ma ¢6 céc he thdng quan Iy chit ligng khéc
nhu GMP (4p dung cho céc doanh nghiép ch€ bign thuc phim va duge
phdm), HACCP (phan tich cic mdi nguy va diém ki€m so4t quan trong).
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3.3 Tiéu chuan hé théng quén Iy chat ligng 1SO 9001: 2000

Hién nay, hé thong chit lugng phd bi€n nhdt 1a ISO 9000 véi phién
ban méi nhat dudc ban hanh vao thang 12 ndm 2000, goi 1a b tiéu
chudn ISO 9000:2000.

B0 tiéu chudn ISO 9000: 2000 bao gdm bén tiéu chuin:

= iSO 9000: 2000 — Hé théng quén 1y chat lugng — Cd s& va tir vung

= ISO 9001: 2000 — Hé théng qudn ly chit lugng — Cic yéu ciu

= ISO 9004: 2000 — Hé thng quén 1y chit lugng — Huéng din cai ti€n

= ISO 10011: 2000 - Huéng din ddnh gid hé thdng chit lugng
Trong d6 ISO 9001: 2000 12 md hinh hé théng quén 1y chit lugng
4p dung cho t4t cd loai hinh sin phdm, tit ci linh vuc va cho céc t8
chic ¢6 qui m6 16n nhé khdc nhau. ISO 9001: 2000 dit ra mot s&
di€u khodn chi rd nhitng gi doanh nghiép phii 1am dé xiy dung,
duy tri va cdi ti€n mdt hé thdng chat lugng thich hgp nhim théa min
nhu cdu ngay cang cao ctia khich hang. N&u doanh nghiép thuc hién

céc diéu nay théa min cic yéu ciu cia t§ chitc cdp ching nhén, ho
s& dugc cdp ching chi dat tiéu chudn vé quan ly chit lugng.

Di€m ndi bat clia phién ban 1dn nay 1a khuyé&n khich “cdch ti€p
can theo qud trinh”. G phin A cla cuén séch nay, qud trinh dudc
dinh nghia nhu sau:

Piu vao Pau ra

Theo ISO 9001: 2000, qué trinh dugc dinh nghia la:

Mot hoat dong dung nhiéu ngudn lyc, va duge quin Iy nhiim cé
thé bién chuyén ddu vao thanh diu ra, thi c6 thé duge xem la mét
qud trinh (TCVN ISO 9001:2000, 2000).

Piu vao Piura

A J
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Vi du nhu d6i véi mot nha may xay xat thi ddu vao la hat lda con nguyén vo,
ddu ra la hat gao. Cac ngudn Iyc bao gém cdng nhan van hanh va bac xép,
mady xay xdt lta, ddu hodc dién dung chay may.

Tiéu chudn ISO 9001: 2000 di ph4t bi€u nhu sau:

D€ mot doanh nghiép hoat dong hitu hiéu, cin phdi xdc dinh va
quén 1y nhiéu qué trinh c¢6 lién hé mat thi€t v6i nhau. Thoéng thudng
ddu ra cla qué trinh nay sé& 1a diu vao cla qud trinh ti€p theo (TCVN
ISO 9001:2000, 2000).

D6i véi mot doanh nghiép san xudt kinh doanh thi ddu vao 1a céc yéu ciu
clia khach hang, thdng qua mot chubi céc qua trinh ni két véi nhau, dé tao
ddu ra la cac sdn phdm thda man nhu cdu khach hang. Cac ngudn Iyc I3
nhén lyc, thiét bi, vat liéu, va vén, v.v...

Dé kiém so4t t6t qud trinh, ban c6 thé st dung phuong phép quen
thugc “Lap k& hoach - Thyc hién — Kiém tra — Hinh dong cdi

ti€n”, dugc goi tit 1a PDCA (Plan — Do — Check — Act) hay qui trinh
ki€m sodt cong viéc di dudc gidi thidu & phdn A:

1. Xdc dinh muc tiéu

1
2. Lap k& hoach $

7. Tién hanh diéu chinh,
~ sifa d6i k€& hoach, n€u cin

4. Pat chuén muc vé ‘
- hiéu qua cdng viéc

. e
5. Thu thap dit liéu dé
d€ do ludng tién 4o

6. So sdnh két qué véi
chudn muc va muc tiéu

Néu c6 su sai léch ...
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Ban c6 th& tham khdo thém théng tin v& chi d& nay trong cdc cudn
sdch Chadt lugng la gi? Pt Chdt lugng va Pdnh gid Chdt lugng trong
bo sdch Qudn tri SAn xuit vd Vin hanh cia Business Edge.

Chiing ta d3 ban luan vé vidc ki€m so4t hai vin d& quan trong: nguyén B
vit lidu va chit lugng. Bay gid ching ta s& dé cip d&n mot khia canh
khéc cia cong viée ki€m soat: nhd xudng vA trang thi€t bi.

4 Ki€m so4t nha xuéng va trang thiél bj

Tr4ch nhiém quan 1y nha xudng va trang thi€t bi clia ngudi quan ly
trirc ti€p khong phdi ludn giéng nhu nhau ma thy vao ting trudng
hdp cu thé 481 v8i mdi doanh nghiép. Nhung chic chdn ban phii
chiu trdch nhiém vé& viée st dung cdc mdy méc thiét bj trong phin
xudng cia ban hang ngay.

Hiy xem xét hai di€m kiém soat trong y&u tidu bi€u ma nhiéu nha
qudn 1y truc ti€p phai quan tAm:

m cung cdp diy dii khong gian 1am viéc va sdp x€p hgp Iy cic mdy
méc thigt bi 4 noi 1am viée;

w bdo tri va bdo quin cdc thiét bi.

4.1 Lya chon khéng gian va sdp xép trang thiét bj

N&u ban mudn st dung tSt nhit khodng khéng gian sin c6, hay v&
ra s¢ 44 mit bling noi lAm viéc. So d8 nay thé hién:

» céch bd trf cAc bic tudng, cita ra vio va cita s8, dugc v& theo ty 1§;
w vi tri diat cdc thiét bi ¢8 dinh;

m bd tri hé théng dién, nudc;

m cdc hudng di chuyén clia ngudi va nguyén vit ligu.

M6t s6 phdn mém mdy tinh s& gitip ban ldm viéc ndy nhu
CorelFlow, Autocad, va cdc phin mém khéc.
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A
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Thuc hanh 16 4 phut &

Gid sif ban du dinh b6 tri mit bing mot khu lam viéc méi cho nhém
cda ban. Néu ban khong c6 mot khu lam viéc c§ dinh, hiy twdng

tugng nhu ban dang b tri mét vin phong hay cita hang méi.

Néu ra ba diéu ma ban mudn dat dudc trong cdch b6 tri ciia ban.
Du6i day 1a mot dé xudt ggi ¥ ban ddu cho ban.

m Dé ti€p cén - d& dang d€n dudc bat cit khu vic ndo trong

khu lam vléc

Con sau diy 1a mot s§ diém khic ma c6 thé ban di néu:
Linh hoat t8i da

Su sdp x€p c6 thé thay di nhanh chéng (trong mot chitng muc hgp
1) dé thich &ng véi cdc tinh huéng thay d6i, ching han nhu khi c6
mot cudc hop, hay mot khéa hudn luyén, dugc khong?

Tan dung khéng gian

Ban ¢6 sif dung tat cd khodng khong (d€n tan trin?) mdt cich hiéu qui
nhit khong? Van dé nay dic biét quan trong trong cdc khu vuc kho.

TAm nhin t3i da

Tai mdt vi tri ban c6 thé nhin thdy toan by khu 1am viéc khong? C6
khu vuc nao bi che khudt ngoai dy ki€n khong?

Gidm thi€u khodng céch

Moi ngudi c6 phéi di chuy€n nhiéu mot cich khong cin thiét khong?
Cdc tuy€n dudng c6 di thing khong?

Gidm thi€u viéc ning chuyén

Viéc nay 1a ti€p theo di€m vira dé cap. Di chuyén dé vat vong quanh
c6 thé khi€n ngudi ta mét mdi va c6 nguy co 1am hu héng dd vat.
Giam thi€u sy khong thodi maéi

Khu lam viéc c6 thong gié ty nhién khong? C6 di 4nh sing khong?
Nhi€t d6 c6 hdp 1y khéng (mitc d6 ciia quat va may diéu hda)?
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m An toan t8i da

C6 méi nguy nao c6 thé trdnh dugc hoic chua nhin ra khong?
Chdng han nhu c6 dd khodng cdch an todn xung quanh mdy méc
khéng? Cédc thi€t bi ki€m so4t an todn nhu chuéng bdo dong c6
d& v6i t6i khong? Cic 16i thodt hi€m c6 dé di t6i khong?

An ninh

Nhitng @6 vét c6 gid tri cao c¢6 dugc dit & nhitng vi trf dé quan sét -
hoic d€ trong ti khéa ky khong? C6 gi6i han dé chi nhitng ngudi
cé phan sy méi dugc vao khu vuc d6 khong?

Trinh tu c6ng viéc theo mdt huéng

N&u c6 thé thi trinh t cong viéc nén di theo mdt huéng trong khu
1am viéc trdnh viéc dudng di cdt chéo nhau.

P& d4nh gid mot khu 1am viéc dugce st dung c6 t5t khong thi c6 thé
ding nhiéu thudc do khic nhau. Mot tiéu chi d€ do ludng 1a “sin
lugng diu ra trén mot mét vudng”.

Thuc hanh 17 3 phit 3

Ban c6 thé dé nghi mot cdch khac d€ ddnh gid viéc st dung (6t
mdt khu vyc lam viéc khong? e

C6 thé c6 nhiéu cdch d€ ddnh gid, nhy 1a:

dién tich trén diu ngudi — hitu ich cho viéc hoach dinh nhu ciu cla
nhin vién trong giai doan md rong sdn xudt;

so sdnh dién tich khu vuc sdn xuit trén tdng dién tich san, tinh theo
mét vudng — mot thudc do tdng quéat d€ bi€t phan dién tich dugc st
dung cho cong viéc thét su;

so sanh dién tich chua sit dung trén téng dién tich san — mot cdch
dé do phan dién tich bi lang phi;
so sdnh khong gian da sit dung trén toan bd khong gian — hitu ich
cho viéc bé tri cdc khu vuc kho.

Khi chon Iwa dé thay d8i céch bd tri sip x&p, ban c6 thé cin phii

dédnh gid cdc dé xud't cdch b8 tri dya trén cdc ti€u chi nay.
45
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4.2 Bao tri nha xudng va trang thiét bi

£l

W

46

Cé6 1&é doanh nghiép ban, ciing nhu nhiéu doanh nghiép khéc, c6
b6 phdn bdo tri riéng. Tuy vdy, théng thudng bdo tri 12 mot phin
tradch nhiém cia cdc nha qudn ly tryc ti€p.

Ban c6 thé phdi chiu trich nhiém:

ddm bdo cho cdc mdy mée thi€t bi hoat dong binh thudng;

bdo cdo ngay khi c6 hdng héc; _

sdp x€p viéc bdo dudng thudng xuyén;

huén luyén cho nhén vién nhitng théi quen t&t khi st dung thi&t bi.
C6 hai khia canh cilia viéc bdo tri:

bdo tri sita chita — sifa chita mdy méc khi ching ¢6 héng héc;

bdo tri duy tu — ti€n hanh kiém tra dinh ky va thay th€ cdc bd phan
dé phong ngira héng héc.

Thuc hanh 18 3 phit 8

N&u ban chiu trich nhiém diéu hanh hoat dong bdo tri duy t cho
mot s6 thi€t bi ma ban ki€m sodt, ban nghi 12 ba 3
thong tin gi? Néu mdjt thﬁng tin ban cho B quan trong

S& 1a hgp 1y néu ban mudn biét:

thdi han phdi ti€n hanh bdo tri ddi véi tirng loai thiét bi;

cdc cong viéc phai lam mdi 1an bio tri.

Mot s6 bi€u miu hitu ich la:

k€ hoach bdo tri

K& hoach bdo tri liét ké tit cd cdc trang thi€t bi va ghi rd khi ndo nén
bao tri va bdo tri nhu th€ nao. Cic thong tin duge xiy dung dya trén
dé€ nghi clia nha sdn xuét va tif kinh nghiém trong qué khi. Ngoai ra
c6 thé c6 mot quy dinh phap luat vé ki€ém tra thudng xuyén va dinh

ky, ching han nhu ddi véi cac thi€t bi 4p luc nhu ndi 4p sudt, 10 hoi
va céic van gidm 4p. Ban c6 thé tham khio bi€u miu du6i day:
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Cty TNHH ATX
Phong béo tri

KE HOACH BAO TRi THIET B]

Ma s& | Thigt bi hojic h¢ théng | Hang ngay | Hang tudn Hang thing | 3 théng | 6 thing
A-1000 | Méy A X

A-1001 | Mdy B x

B-1000 | Thiét bj C X

B-1002 | Hé théng D x

C-1001 | Mdy E %

C-1002 | My F X

m lich bédo tri

Tir k&€ hoach bdo tri thi€t bi, ban c6 thé xdy dung lich bdo tri cu
thé cho tirng thdng/ tudn, trong d6 qui dinh rd ngdy nao s& bdo tri
thi€t bi/ hang muc nao nhu trong bi€u miu sau:

Cty TNHH ATX

Phong bio tri

LICH BAO TRI THANG 4/ 200X

T T|IT|T|C
Mai so Mlbl, 2(3|4|5|6|7|n
thiét bj| he thong

A-1000| May A |x|x|x|x|x|x|

A-1001| MiyB .

B-1000 | Thiét bi C

B-1002

Hg théng
D

C-1001 | MayE

C-1002| MéyF
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Ban c6 thé nhin ra ring hé thdng D khong dudc bio tri trong thang
nay vi k€ hoach bdo tri d6i v6i hé théng D 1a 3 thang / 14n. M4y
F c¢6 k€ hoach bdo tn 6 thdng / 1an va roi vao cudi thing Tu va
cudi thang Mudi.

bang ki€m tra (check list)

Bdng ki€m tra gi6ng nhu mot s¢ 48 hudng din sit dung thiét bi.
N6 m6 ta nhitng diém quan trong clia mot loai mdy theo mét trinh
ty c6 hé thdng. N6 cung cip cdc chi ddn vé& cich phdt hién vdn
dé hogc nhitng héng héc c6 thé xdy ra va huéng din xi 1y cédc
hu héng d6 nhu thé nao.

Sau ddy 1a mét vi du vé bang ki€m tra:

Cty TNHH ATX

BANG KIEM TRA BON DAU

Mgy b4, 2Ll LUk
Ngudi ki€m tra: ittt eesiidenmmnnen
: 5 DANHGIA |
Stt| NQI DUNG KIEM TRA ' ' 'GHI CHU
Tot | Xau | Rat xau | i :
1 | Surd ri hodc tran diu

2 | Van dé vé sinh xung quanh bén

3 | Tinh trang cédc van

4 | Tinh trang 6ng chi thi muc ddu

Vigce x4 ddy dé thdo nudc trong
bdn diu

Ngudi kiém tra: Ngudi gidm sat:

48

Chudn bi bing hudng din ki€m tra va bio tri rd ring 12 mot nhiém
vu doi hdi mét trinh d ki€n thic va kinh nghiém ciing nhu thdi
gian va céng sitc ddng k€. Tuy nhién, cdc béng, lich nay 12 mét cong
cu hiéu qud d€ ki€m so4t thiét bi.
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5 Kiém soat cac phuong phap lam viéc
Chdc chdn 1a ban thudng xuyén phdi ra cdc quyét dinh vé:

® viéc can phdi lam; B
® ai s€ lam viéc d4;

= phdi laAm nhv th€ nao.

Trong ting quyét dinh ciia minh, ban luén dit ra cic chuin muc.

Thuc hanh 19 5 phit &

Nghi vé bﬁ'tk‘)‘(cﬁng viéc nao ma ban c6 _thé yéu ciu nhan vién am.

Hiy dua ra mét s6 théng tin mz‘t.'-ban_-'sé st dung nhut 13 chuén
muyc cho cong viéc. C8 gdng nghi ra it nhdt b6n loai thong tin.

Gid st nhdn vién clia ban khéng thao 1dm vé viéc dugc giao, ho
s€ can khd nhiéu théng tin.
Du6i day 1a danh sdch mot s& loai thong tin chinh. Hiy xem nhiing
théng tin ban vita néu cé thudc vao loai nao khong.
= Phuong phdp lam viéc
Thong tin vé phuong phip 1am viéc cAn phai ré rang, phai loai bd
cdc cAu mo hd khi dién td cdc bude thyc hién cong viéc.
m Thiét bi
Thong tin nay dic biét quan trong néu c6 nhiéu loai thigt bi @& lwa chon.
m Thdi gian
C6 thé ban phdi néu cy thé thdi han hoan thanh céng viéc. C6
thé 1a ban phai tinh ra m6t mic thdi gian chudn bing cic phuong

phép nghién citu cong viéc, hodc c6 thé 1a ban chi cin udc lugng
khodng thdi gian hgp 1y d€ hoin thanh cong viéc.
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Nguyén vit liéu

Théng tin ¢6 thé 1a mdt danh sdch cdc thinh phian nguyén phu
liéu hodc mdt ban vé ky thuit.

Céng cu, dung cu hd trg cong viéc

Cén liét ké moi dd dac, dung cu, cdc cong cu cim tay, phin mém, khu
lam viéc hodc nhitng vat dung khic cin thi€t d€ thyc hién cong viéc.

S6 lugng

Cung cdp thong tin 16 rang vé khdi lugng cong viéc phdi lam, va
cd s6 lugng vat liéu dugc st dung.

Danh sdch cdc thong tin nay sé khdc nhau tiy thudc vao kinh
nghiém va thim nién nghé nghiép cla cdc thinh vién trong nhém.

Mitc d6 chi ti€t clia cdc thong tin dugc cung cip phu thudc nhiéu
vao kinh nghiém cda nhitng ngudi thuc hién cdng viéc.

Du6i diy 1a mot vi du vé viéc xdc dinh phuong phdp lam viéc.

- Tén cdng vi¢e: SAy va doéng géi khoai

Nguyén vit liéu So lugng | Thiét bi Cong cu, dung cu
Khoai 200 kg |10 sdy nhd khay sy, dao cit

Tai mang phic hgp 300 cdi | cén

mdy han tdi loai nhd

Phuong phap

1 Lot vo khoai, ding dao (cdng cu) cdt thanh nhitng khoanh ¢6
kich thudc theo miu (tiéu chudn). Sip vao khay (cong cu).

2 Sdp cdc khay vao 10 sdy (thiét bj), d€ & nhiét 46 50-70°C
trong 30 phit (thoi gian).

3 LAy cic khay ra khoi 1o sdy. P& ngudi, lva chon va loai cdc
1at khoai c6 kich thudc, @6 vang va d6 kho khong phu hgp
(tiéu chudn).

4 Cho khoai sdy vao tirng géi, can (thiét bj) mdi g6i khodng
500g. Han (thiét bi) miéng tii.
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Chd y cdc chudn muc clia sin phd&m hodn chinh & ddy Ia kich
thudc, d6 vang va d6 khoé. Cic chuin muc ki€u nay dugc néu ra
cang chinh x4dc, khd ning ki€m so4t cang Ién.

Ti€p theo, chiing ta sé& chuyén tir ki€ém sodt phudng phép lam viéc
sang ki€m so4t trinh ty céng viéc.

Lap lich trinh cdng viéc

Kiém sodt trinh ty cong viéc thudng 12 m&i quan tim chinh cla bat
ky mdt nha quén 1y tryrc ti€p nao. C6 thé 1a ban dugc giao hoan thanh
mot khéi lugng cong viéc nao d6 trong mot khodng thdi gian cd dinh,
va ban c6 trach nhiém dat dugc muc tiéu d6 thdng qua viéc st dung
nhin vién va thi€t bi mot cdch hiéu qua.

Mot cich cu thé, vin dé sip x&p trinh tu cong viéc c6 thé 1a:

x4c dinh sin phim nao s& dugc gia cong ché bién & may nao ( khau nao),
do ngudi nao (t8 nao) thuc hién, va thit tr di qua cic may (cic khau).

xdc dinh bénh nhin nao s& dugc kham bénh & phong ndo, do bic si
nao chim séc trong nhitng khoang thdi gian khac nhau trong ngay,
thi tuv cdc bénh nhidn ma bic si s& kham.

xdc dinh 16p ndo sé hoc ¢ phong nao, hoc mén hoc nao, do ai day.

- ” -~ ” & L - s ~ .
Hay xem xét mét vi du vé€ viéc ldp trinh tw cdng viéc.

Thuc hanh 20 4 phit 8

Gia st ban ‘phu trich ba t8 sdn xudt riéng biét va ban du‘(jc yéu ciu

phai hoan thanh bdn don dit hang trong tudn t6i. Mdi don dit hang
déu phii thyc hién & ci ba bd phan nhung ching s& d&én véi mdi bd

phén theo trinh t khdc nhau, trong khodng thdi gian khéc nhau.

Dui diy 1a mot bang phan cong cho ban thly cdc cong viée phii lam
véi mdi don dat hang va trinh t clha cic cong viéc d6, véi gid dinh 1a

- mbi ngay lam viéc kéo dai tim ti€ng. Trong vi du ndy don dit hang

s6 3 ddi hdi t8 B thuc hién cong doan s8 1 (sdu gid), t8 A thyc hién
cdng doan s6 2 (bon giv), va 8 C thuc hién cong doan s8 3 (tAm gids).

~Gié sit ban thuc hién don hang sin phdm gd so ch€, cong doan 1 c6

thé 1a cit, cong doan 2 1a bao, va cong doan 3 Ia danh béng.
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Ponhangss| 01 | 02 03 04
Trinh ty cong

. 1231 (2(3][1|2]3|1]2]3
vige

Tésinxuit | A|B|C| C|A|B|B|A|[C A|[C|B
Thi gian dy

inh iy | 4| 8|2 |10]4[6]|6|a]s| 4]0

Hay gidi thich so lugc cdch ban 1én lich cho nhitng cong viéc nay.

C6 1& ban s& vach ra mot k&€ hoach, lich trinh hoic thdi gian biéu
chi ra cong viéc dy ki€n trong mdi ngay cho titng t§ san xuit.

Mot loai bi€u @6 rat hitu dung dugc sit dung cho tinh huéng nay
dugc goi 1a bi€u d6 Gantt, mang tén clia mot ky su cong nghiép
ngudi My, Henry Laurence Gantt. Ong di 1ip ra bi€u d6 nay vao
nim 1915.

Biéu d6 Gantt rit phd bién trong viéc lap lich trinh phdi hgp cong viéc
clia nhi€u t6 nhém, cum mdy, hay nhitng hoat dong khac cta du 4n.

Mot dang ciia bi€u d6 Gantt dugc thé hién dudi ddy, cho biét khéi
lugng cong viéc & mdi t& sin xuat (bd phan) trong phin xudng (doanh
nghiép). Trong d6 cong viéc dugc sdp x€p theo thi ty don hiang
01, réi d€n don hang 02, don hang O3, va sau cing 1a don hang
0O4. Mdi cong viéc dudc xdc dinh thdi diém bidt ddu, thdi diém k&t
thic va duge bi€u dién biing mot thanh ngang t6 dam. Khoang tring
chi thdi gian tréng clia t§ sdn xuit.
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T:uz:n O = don hang; va céc khoang thdi gian rdi viéc dugc d€ tréng
A 01 t 02 03
B 01 02:4.03
C ~ ot 032 o8
Ngdy | Thit2 | Th&3 | Thi4 | Thir5 | Thi¥6 | Thi2 | Thi3

Thuc hanh 21 3 phit &

Nghlén cifu bléu d6 trén va hﬁy et hax vﬁ"n dé <6 thé phét sinh
néu cong viéc dugc thuc hién theo biéu dd AR

Quy trinh cong viéc da sip x&p theo diing thi ty va c6 hé thong,
nhung chic ban d3 nhén ra la:
m chi c6 ba don hang dugc hoan thanh;

m ngay cd ba don hang dugc hoan thanh cing khong thé k&t thic
trong vong mdt tudn nhu yéu ciu: phdi d€n ngay thi 3 cla tudn
ti€p theo méi két thic;

m thi€t bi c¢6 lic phai ngitng hoat dong trong nhitng khodng thdi gian dai.

Quy trinh ndy di khong ddp @ng dudc nhitng gi ching ta mudn,
do d6 chiing ta phai 1am lai. Phuong phdp sip x&p trinh tu 1am viéc
ma cu th€ 12 b8 tri cong viéc ndo sé& giao cho t6 nhém nao trong
nhitng thdi gian nao chd y&u 12 phuong phdp th va sai. Ban c6
thé tham khio mét s6 phuong phip khdc sau day.
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Tién téi (Forward Scheduling)

Cong viéc dugc bd tri vdo thdi gian tréng sém nhat & mdi t6 sin
xudt. Cach nay gid dinh ring khich hang muén don hang ctia ho sé
hoan tit cang s6m cang t5t. Sau khi cong doan 1 hoan t&t & mot 8
nao d6, sin pham d§ dang sé chd d€ ti€p tuc dugc gia cong ché
bi€n & cong doan 2 & mot t3 khic, va ti€p tuc nhu thé.

Ban c6 thé 4p dung céch nay cho vi du trén:

1. Sdp x€p cic cong doan cong viéc c6 trinh ty s§ 1 vdo tirng t6 A,
B, C trudec.

2. K& dén sdp x€p cédc cong doan cdng viée c6 trinh ty wu tién s 2
vao céc t8 A, B, C. Chii § d€n cdc rang budc vé tht tu di qua céc t3
clia mdi don hang O1, 02, 03, O4. C6 nghia 1d céng doan cong
viéc ¢6 trinh ty wu tién s6 2 clia don hang O1 chi duge bit ddu khi
cong doan cong viéc c6 trinh tu vu tién s6 1 di hoan tat.

Sau cung sip x&p cdc cong doan cdng viéc c6 trinh tv wu tién s6 3
vao céc t6, chi ¥ ring céc cong doan cong viéc ¢ trinh ty wu tién
s6 3 clia mdi don hang chi bt diu khi céng doan cong viéc c6 trinh
tu vu tién s§ 2 da duge lam xong.

Gidt lai (Backward Scheduling)

Theo phuong phdp nay, di€m bdt ddu 1a ngay phai giao hang cho
khdch hang, va nhin vién di€u do s& bé tri cong viéc huéng vé phia
sau theo ki€u giat 1ui, dua vao thdi gian chd d€ x4c dinh khi nio
cobng viéc nao s& qua cdng doan nao. Cong viéc sé dugc b tri vao
thoi gian tréng tré nhat & mdi t sdn xudt, mién 1 cong viéc dugc
hoan thanh nhy dy tinh va hang dugc giao ding hen. Phuong phip
nay doi hdi thdi gian chd phai chinh xdc, nhung gidm dudc s6 lugng
sdn phdm dd dang bdi vi khi ndo cong doan sau cin thi cong doan
tru6c mdi dugc hoan tat.

Thuc hanh 22 15 phit 3

T1ep tuc thit lam v6i nhing bi€u db wdng du6i day va c8 ging sip
x&p cong viée sao cho né duge hoan thanh vao cudi tudn. Chd §
gitt nguyén cdc cong viéc phdi lam va trinh tu céc cong viéc qua
ting t6 sdn xudt clia méi don hang. (Goi ¥: ban c6 thé dya vao
phmmg phép sdp xép tlé'n téi). Ching t6i cung cap hai bi€u d6
trdng d€ ban thit sip x&p.



Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

Pon hang so 01 02 03 04
Trinh ty cong

; 1123 1|2(3[1|2|3|1]|2]|3
vige
Tésinxudt | A B|C| C|A|B|B|A|C|A|C|B
Thoi gian du
tinh (git) 4|8|2|10|/4|6|6|4|8|4|10|12

BIEU PO GANTT

T4 san xuét |O = don hing; va cdc khodng thdi gian rdi viéc dugc dé trong
A
B
C

Ngay Thi2 | Thi3 | Thi4 | Thit5S | Thit 6 | Thit2 | Thi3

BIFU PO GANTT

T& san xuét |O = don hing; va cdc khodng thdi gian rdi viéc dugc dé trong

A

B

[

Ngay Thi2 | Thd¢3 | Thid4 | Thi5 | Thit 6 | Thit 2 | Thi 3

Du6i diy 1a mot 18i gidi. Ciing c6 thé ban da nghi ra cic cich khiéc.
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Hoach dinh va kiém sodt viéc sit dung cdc ngudn luc

BIEU PO GANTT

O = ddn hang; va cdc khodng thi gian rdi viéc dugc dé trong

1}

Ngay

Th#2] The3| Théd] This| Tha6| Tha2| The3
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Ban c6 thé thdy riing, bing cdch s{p x&p lai thit tu, ching ta c6
thé hoan thanh tdt cd bdn don hang trong vong bén ngay. Hién
tai khéng c6 mot cong thifc ndo c6 thé dua ra 15i gidi chinh xdc
va toi vu vé thdi gian bi€u cong viéc — thudng thi d6 chi 1a phuong
phdp thi va sai thdi. Qué trinh sdp x&p c6 thé ton thdi gian nhung
ban s& c6 thé ti€t kiém dugc mot nita ngay, dé bd cho nita gid
ban da danh ra d€ vé bi€u dé Gantt. C4c chuong trinh mdy tinh
ciing c6 thé gitip ban lam viéc nay nhanh hon.

Bi€u d6 Gantt cung cdp mot hinh 4nh 16 rang vé:
viéc gi cdn phéi thyc hién dugc trong mdi ngdy, 8 mdi t8 sdn xuat;
t6 nao ranh rdi vao nhitng lic nao.

Nhitng k§ thudt ching ta vita xem xét 13 rit hitu ich va, v6i mot
s6 diéu chinh, ching ¢6 thé dugc dp dung cho nhiéu loai cong
viéc. Trong phin sau, chiing ta s& xem xét viéc si dung bi€u dé
Gantt d€ 1ap k&€ hoach dy 4n bao gdm nhiéu céng viéc.

Xay dung cdc k& hoach va thdi gian bi€u nhu th€ ndy 12 mot nhiém
vu day thit thach. Thuy€t phuc nhan vién thuc hién theo cdc k& hoach
va thdi gian bi€u niy lai 12 mot khé khiin khéc. Sau diy ching ta sé&
xem xét khia canh nay.

Kiém soat va con ngudi
C6 thé kiém sodt con ngudi dugc khong?

Trong phén nay ching ta da thio luan vé cdc ky thuat d€ ki€ém soat.
Khi dp dung v6i con ngudi, tit “ki€m soat” c6 1& khdong thich hgp 1Em.



Hoach dinh va kiém sodt viéc st dung cdc nguﬁrﬁ luc

Kinh nghiém cho thdy ring trong cng viéc hang ngay, nha qudn
Iy khong thé, va néu nhay cdm ho thdm chi khong mudn, ki€m
so4t trng hanh dong clia nhan vién.

Lam thé& nao d€ nhan vién thuc hién cdc muc tiéu va tuidn theo
cdc chudn muc 12 vin dé phdi gidi quy€t bing cdch tao dong luc
lam viéc hon 12 ki€m sodt ho.

Thuc hanh 23 3 phit &

.....................................................................................................

.....................................................................................................

Tao ddng lyc 1am viéc l1a 1am cho nhédn vién mudn lam viéc, chi
khong c6 ging bit budc ho lam.

Mot trong nhitng céch t&t nhd't d€ tao dong lyc lam viéc cho nhan
vién lam viéc t6t 12 giao cho ho trich nhiém va quyén ki€m so4t
d6i v6i cong viéc cia ban thin ho. Ap dit ki€m sodt khdt khe
thudng 1am gidm tinh thdn ldm viéc cia nhdn vién.

Do d6 ban c6 thé thdy nhiém vu clia mdt ngudi trudng nhém la
tao dugc mdt sy dung hda hgp 1y gitta hai thdi cyc, mdt bén 1a b
ging gidm sdt chit ché moi hoat ddng va mot bén 1a cho phép
nhin vién 1Am nhitng gi ho mudn.

Ban mudn gidm sdt cdc sy viéc va cdc hoat dong vi ban cin phéi
c6 hanh d6ng kip thdi khi bit ddu c6 sai s6t nao d6. Nhung néu
nhin vién lam viéc gi ciing phdi hdi ¥ ki€n ban trudc, ho s& cdm
thdy bi ddnh gid thip va tinh thin lam viéc suy gidm.

57




Hoach dinh va kiém sodt viéc sit dung cdc nguén lyc

Su khéo 1€éo & day la xay dyng sy hi€u bi€t va tin cdy 14n nhau,
va gilp tao ra mot bau khéng khi trong d6 tdt cd moi ngudi déu
mong mudn c6 mdt déng g6p tich cuc.

Tao moi trudng lam viéc phu hop

Né€u ban di c6 may min duge 1am viéc trong mét nhém c6 mét
bau khong khi hay méi trudng vui vé, thin thién va cdi md, ban
s& thiy dugc hiéu qua 1am viéc cia nhém d6. C6 dudc mot mobi
trudng lam viéc nhu viy thudng 13 do:

nhidn vién hd trg va dng hd nhau;
c6 sy trao ddi thong tin thuc su;
moi thanh vién déu td ra quan tim dé&n cdc chuén myc ctia nhém:

tat ca cdc y ki€n déng gép déu dugc ling nghe, va tdt cd moi nd
luc déu duge trin trong.

C6 1€ ban s& dong y vdi toi riing day 1a ki€u moi trudng lam viéc
ma tdt cd cdc nhém déu nén huéng téi.

Viéc nay khong thé mdt s6ém mot chiéu ma lam dudc, va né doi hoi
nhiéu nd lyc. Nhung d6 12 viéc ding d€ lam.

Thuc hanh 24 3 phit 8

Mét nha quén Iy c6 thé lam g aé xﬁy dung mcn m61 traang lam

- viéc tich cuc nhu vay?

: Hay dédnh dﬁu vao nhi?ng ll,ra chon ma ban thich hdn trong céc cip
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chon lwa sau:



Hoach dinh va kiém sodt viéc sit dung cdc nguodn ligc

a Khong chi cung cap cho [L] Hoic |b Ap dung nguyén tic “cin méi

nhan vién cdc thdng tin bi&”. Chi cung cip cho nhin
cin thiét d€ thuc hién vién vita dit thong tin d& thuc
céng viéc ma cd cdc hién cong viéc dat duge chudn
thong tin cd bin vé cong muc chif khong nhiéu hon, bdi
viéc nhit Iy do phdi lam, vi ho khdng cin quan tim dén
khdch hiang 12 ai, néu nhitng théng tin khdc.

lam sai thi dnh hudng
nhu thé& ndo, v.v...

¢ Khéng khuyén khich |(] Hoic |d Khuyénkhich thdo ludn v€ moi

thdo ludn, trir phi viéc khia canh cong viéc, vé nhém
d6 cdn thi€t cho cong v doanh nghiép.
viéc.

e D& nhan vién chiu trach [ Hodic |f Ty minh nim gi¥ cing nhiéu 3
nhiém néu bancdm trach nhiém cing t&t.
thiy ho c6 thé lam dudgc.

g Néu cdc chufn myc d6i |(} Hoic |h Ghi nhin thanh tich va biéu |
v3i cOng viéc va ghi dvong rong rii. Chira rdng ban
nhin cdc that bai. tran trong cdng viéc ho lam.

i Khéng quan tdm dén |(d Hoic |j Coi viéc tim hiéu timg nhin

cudc sdng vi nhitng moi vién va biét duge ho quan tim
quan tdm cda nhdn didu gi — ma khong can thigp
vién; ban 12 ai ma can vdo d&i séng riéng tu — 14
thiép vao chir? nhiém vuy ctia ban.

Ban d3 1am 5t néu ban da chon cdc lva chon a, d, e, h, va j. Néu ban
doc lai nhitng doan ndy, chidc 1a ban s& dbng ¥ ring ching th& hign
nhitng diéu ¢6 thé dugc goi 1a cdch ti€p can “cdi md va tin tudng”.

Tuy nhién, ¢6 thé ban khong hoan todn dong y vGi cach tlep can
nay. Cé thé ban sé chi ra ring mot s6 nhém vin 1am viéc 13t v6i
mot ngudi 1dnh dao nghiém khic va ctng rin, ngudi dat duge cdc

myc tiéu bﬁng cdch dit ra cdc chuin myc cao cho ban thin va
mong mudn vhitng ngudi khidc ciing lam nhu viy. Chdng ta ai cling
¢6 cdch cia riéng minh, Khéng c6 mdt quy tic nhat dinh d€ ddng
vién con ngudi.
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Hogach dinh va kiém sodt viéc sit dung cdc nguén luc

/.2 Lam giau céng viéc
Ngay nay cic doanh nghi¢p dang c6 xu hudng tir bd phuong phap
truyén th6ng chia cOng viéc thanh nhitng nhiém vu don gidn va

(thudng 12) khong doi héi k¥ ning 1am viéc. Khuynh hudng méi cho
ring da s8 moi ngudi:

m s& c6 thdi A6 tich cuc hon nhiéu d6i v6i cong viéc néu ta cho ho co
hoi sit dung hét cdc ky ning va tai ning cda ho;

m déu c6 khd ning ddm nhén trich nhiém;

® ]am viéc hiéu qua hon nhiéu n&u ho thich thd véi viéc ho dang lam.
Thuc hanh 25 15 phat &

; Dlrdl dﬁy 1A mot vai y tudng vé lam glﬂu cong vxec Hiay doc ky
va v6i mdi y hay cho bi€t ban c6 thé lam gi ¢ ép dung khdi

‘niém d6 vao nhém cia ban hay vao cédc tinh huéng cﬁng viéc.

m Cho mbi nhén vién thﬁy todn bé cﬁng VJéc tr dau dén cudi,
chﬁ' khong chia cong viéc thanh nhitng nhiém vu nhé

- Tﬁng mﬁ’c dd trach nhlém d6i vdl c6ng vn%c bt cﬁ' kh1 n;‘io va
© ndi ndo c6 thd,

.....................................................................................................

.....................................................................................................
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Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

= Gidm mic 46 gidm sdt, cho phép nhén vién dtfdc luém sodt cdch
 tiép can cﬁng v1éc, céc tlné't bl cﬁn thlé’t, v. v nhleu hon.

.....................................................................................................

= M rong loai hinh cong viéc ma ban giao cho nhin vién.

= Tao cd hél aé méi nhin vién

: anh thao txong mot s6
nhiém vu cu thé hodic mot s& Tinh v dong.

.....................................................................................................

= Tim cdch d€ md rong. ham
~ ban dﬁm tréch .

.....................................................................................................

= Pdm béo r?mg céc cﬁng vige 6 § nglﬁa va cﬁc nhan vién nhan
thitc duge dléu 6. ! :

.....................................................................................................

61



Hoach dinh va kiém sodt viéc sit dung cdc ngudn luc

C6 thé c6 rit nhiéu cdu tra 13i cho cdc cdu hdi ndy va cdu trd 13i
ctia ban sé chi dugc dp dung cho cdc tinh huéng cla riéng ban.

Chéng han nhu, khi doc ¥ tudng “Ting mitc d6 trdch nhiém d6i
v6i cong viéc bat ci khi nao va ndi nao c¢6 thé”, trudng phong k&
todn cia cong ty Khai Minh c6 thé trd 13i la:

“Hanh, nhan vién k€& todn, c6 thé chiu trich nhiém kiém tra xem cic
vat liéu méi da dugc ma héa va dugc nhap vao ph'fm mém theo d&i.”

Hodc khi doc y tudng “Tim cdch d€ md réng pham vi céng viéc
ma ban vd nhém cia ban ddm trdch”, suy nghi cia trudng phong
nhin sy cong ty Beta la:

“T6i thdy khong c6 1y do gi ma ching t6i khong phdng van so bd
cdc @ng vién d€ ti€t kiém thdi gian clia cdc trudng phong ban chic
ning khdc va loai bé nhitng tng vién thuc sy khéng phu hgp.”

7.3 Dao tao va phat trién
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Mot nhém 1am viéc 1a mot “co thé séng” tuyét vdi. Khong gidng
phin 16n cic mdy méc thi€t bi, nhém lam viéc c6 thé dugc dao tao
va phit trién @€ phi hgp véi nhitng thay ddi clia nhu ciu va véi cic
tinh huéng méi.

Ban c6 thé thuc hién viéc dao tao rat thudng xuyén. Mdi khi ban
gidi thich vé mot quy trinh 1am viéc méi hodc trd 13i mot cau hdi 1a
ban dang cung cip thém ki€n thitc cho nhém clia ban. Khi thuc hién
cong viéc, nhin vién sé din din thanh thao hon.

Ban ciing ¢6 thé c6 nhitng trich nhiém chinh thitc d6i v6i viéc dao
tao. D0 12 ban tu thuc hién cdc khéa huan luyén chinh thitc hay 1a
mJi cdc chuyén gia ddm nhédn, ban déu déng vai trd chi yé&u trong
viéc ghi nhin nhu ciu dao tao, va lya chon nhén vién tham gia
cdc khéa huin luyén dic thu.

Thuc hanh 26 3 phit 8

Pua vao hoat dong mot thi€t bi méi 1a mot tinh hubng c6 thé 1am
ndy sinh nhu ciu dao tao. Thit néu hai tinh hudng khdc.



Hoach dinh va kiém sodt vi¢c sit dung cdc ngudn luc

Mgt vai vi duy la:

ty 1& tai nan tang

Cic vin dé vé
hiéu qua thuc
hién cbng viéc

lang phi vit liéu
san lugng diu ra thip

chat lugng kém

i81 thi€éu mét phuong phip mdéi
& ) P & Phap Nhitng thay ddi trong

dua vao hoat ddng mdt thi€t bi mdi cach thic 1am viée

bit ddu mot loai cdng viéc mdi

—
mudn tao cd hdi cho mét nhan vién phat trién

nhu cidu bdi dudng nhirng k¥ ning ma nhin vién M& rong
con yéu cde k¥ ning

lap k& hoach d€ md réng hoat ddng clia nhém

—
Pio tao c¢6 thé cung cip nhitng co héi mdi cho céc c4 nhin, nhém
vd cho ngudi trudng nhém,
Chiing ta ¢6 th€ tém tit phin nay trong bon di€ém dusi day.

Ki€m sodt cOng viéc hiéu qui khong chi 1a vAn dé 8 chitc va st
dung cdc k¥ thuit cu th€ — ma cdn 13 1am cho todn nhém mudn dat
dude cdc muc tiéu vi sinh duge v8i cdc chuin myc cao.

Mb6i trudng IAm viéc cang t8t v cdc thanh vién trong nhém cang
hi€u r6 v& nhau thi cing ¢6 nhiéu khi ning cong viée sé thanh cong
va s& ki€m sodt dudc.

Lam gidu cbéng viée 13 mét cdch rit quan trong d€ ddng vién nhin
vién va ting ning suft.
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Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

64

(vat liéu, miy méc thi€t bi, thoi gian, con n U "

m Pio tao c6 thé tao cd hoi cho nhém phét tri€én vd md rong nén

tdng ky ning cia nhém.

Diéu cot 16i d€ ki€m sodt cong viéc 1a quan Iy va tao dong luc
lam viéc cho nhén vién.

Péng gop ctua ban

Bai thuc hanh sau dugc thi€t k& dé€ giip ban nhan ra nhitng cich
ban c6 thé lam d€ ting cudng hiéu qué trong cong tic ki€m so4t
céc ngudn lyc. N6 lién quan dén cdc chii dé ching ta di thio luén
trong phian A va B.

Thuc hanh 27 15 phit &

Ban lam thé nao dé c6 thé tao R e o G
chiu trich nhi¢m doi véi viée st dung

xem lai céc trd 13i cia minh trong bai thitc hanh 25" '

.....................................................................................................

.....................................................................................................

.....................................................................................................

.....................................................................................................



Hoach dinh va kiém sodt viéc sit dung cdc ngudn luc

.....................................................................................................

k, Hﬁy cho mdt vi du v& dé ngh;“mé ban a3 dua r_a-'{vél cﬁ'p quén 1§ cao
“hon, v6i ddng nghiép ngang cip bic, véi nhan vién, hoic c6 thé 1a
~ v6i nha i trg) dé ting cu'bnghléu qua sit dung cc ngudn Iyc.

.....................................................................................................

.....................................................................................................

- Nhitng dé nghi khéc ban dy dinh duva ra 12 gi? Gidi thich ngén gon
- mot dé ngh; va cho bi€t 1am sao ban c6 th€ dim bdo dugc 1a dy
) 3 gt vdl dﬁng ngudi, dﬁng lﬁc va trong mﬁt béi

.....................................................................................................

.....................................................................................................
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Hoach dinh va kiém sodt.viéc sit dung cdc ngudn luc
Hay tu dénh gia 2 20 phut 8

1. Du6i diy 1a mot s van dé lién quan dén viéc ki€m sodt nguyén
vit liéu va mot danh sdch cdc gidi phdp c6 thé. Hiy k&t hgp mdi

vin dé v6i mot gidi phdp phidl hgp nhat.

Van dé Gidi phap c6 thé

a Cong viéc bi ngung tré do vat | i  Cai ti€n cac phuong phdp boc
liéu khong c6 sdn khi cin va x€p va véin chuyén.
khong ¢6 & noi can dén.

b Vitliéu bi st dung mdt cich |ii DAam bdo vit liu dugc yéu ciu

lang phi. du s6 lugng va diing quy céch.
¢ Vatliéu bi hu hong khi du iii Giam sat ty & sir dung clia mbi loai
dinh dem ra s dung. vt liéu mdt cich cin than hon.

d Khi dinh dung d€n vit liéu iv Ting cudng an ninh cho khu
mdi bi€t 1 ching khong diing vuc kho.
quy cich.

e C6loaivatlieutdnkhoqud |v Caiti€n céc thi tuc yéu cdu va
nhiéu trong khi nhitng loai giao nhdn hang héa.
khdc thi lai c6 qua it.

f Xudthién tinh trang mat mdt |vi Cai thién cdc phuong phip 1am
vt liéu. viéc d€ sit dung vt liéu mot
cdch hiéu qua hon.

2 Hiy md td mdt cdch ngdn gon cdc y€u t8 chinh trong cong thifc
dam bdo chit lugng CASCADE.
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3 Trd lai bai thuc hanh 22, nhiém vu cda anh Son 1a sip x€p lich
dé thuc hién 4 don hang v6i trinh ty thyc hién nhu mé td & bang

Hoach dinh va kiém sodt viéc sit dung cdc nguén luc

1. Ban hay nhan xét vé 13i gidi ctia anh Son & ¢ bang 2.

Bding 1
Pon hangss | 01 Wi 03 04
Trmhtedng | o la 1|23 1]2]3]1]2]3
viéc
Tésinxuidt |A |B|C|C|A|B B A|C|A|lC|B
Thoi gian du
tinh (gid) 4 82|10 46 |6|4|8|4]|10|12
Bding 2
BIEU PO GANTT |
Tﬁ‘, Sél’l a N s ] gt . X Y 2 s
xusit O = don hang; va cdc khodng thdi gian rdi viéc dugc dé trong
A o1{04(02|03
B 03 o1 02 04
C 02 04 o1l 03
Ngay | Thi¥2 | Thii3| Thi4 | Thi5 | Thi 6 | Thit 2 | Thi 3

4 Dién céc tir thich hgp (chon tit danh sdch bén du6i) vao chd trong
trong cdc cdu sau:

» Ki€m sodt cong viéc hiéu qui khong chi 1a v&n dé

va st dung

....... dat

............... cu thé, ma né codn lam cho toan nhém
..... v6i cdc chuin muc cao.

dugc cdc muc tiéu va.............

thanh cong va..........covveenn.. dugc.

e, cho nhén vién va ting

cang t6t, cdc thanh vién trong nhém cang
nhau thi cang c6 nhiéu khd ning cong viéc sé

cong viéc 1a mot cdch rdt quan trong dé



Hoach dinh va kiém sodt viéc s dung cdc ngudn lic
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............................. c6 thé tao co hdi cho nhém .ocovvvervecinerinnn VA
mé réng nén ting..........ccceeneeieenennnn, clia nhém.

Didu ¢6t 161 d€ ki€m sodt cong vide 12 quan 1§ va ..o
cho nhdn vién.

KHONG KHI LAM VIEC KIEM SOAT PHAT TRIEN
LAM GIAU SANH bUJC TAO BPONG LUC
TAO PONG LUC TS CHUC NANG SUAT
KY NANG CAC KY THUAT HUﬁ;N LUYEN/
DAO TAO HIEU RO MUON

Ban c6 thé€ tham khdo d4p 4n cho nhitng ciu trd 13i ndy & phin
“D4p 4n bai tip ty dinh gid” & cudi sdch.



)

Hoach dinh va kiém sodt vi¢c sit dung cdc ngudn luc

9 Tom tat

Bon linh vyc trach nhiém chi y&u trong ki€m sodt nguyén vat
liéu la:

= giao nhin;

= vén chuyén, béc x€p;
= gia cong ché bién;

= tOn trit.

Mot phuong phdp d€ ddm bdo chi't lugng 12 cong thitc CAS-
CADE: Commitment (Cam k€t) + Ability (Khd ning) + Stan-
dards (Tiéu chudn) + Communication (Trao d6i théng tin) +
Attention to Detail (Chi y dén Chi ti€t) = Excellence (K&t qué
Xuit sic).

Chat luwgng ciia mot sin pham hoic dich vu la sit phdn 4nh c4ch
t6 chitc va quin 1y cfia nha sin xudt hodc cung cip sin phim/
dich vu dé.

ISO 9000 dit ra mot s& diéu khodn hay nhiing nguyén 1y chi
15 nhitng gi doanh nghiép phai lam d€ xay dung va duy tri mot
hé thong chat lugng thich hdp. Phién bin mdi nhit dang duge
st dung phd bi€n ciia bd tiéu chudn nay 1a ISO 9000:2000, trong
d6 nhin manh vao cdch ti€p cin theo qud trinh.

Cdc chudn myc st dung trong viéc ki€m sost cdc phuong phap
lam viéc c6 thé dugc dva trén: phuong phép 1am viéc va trang
thi€t bi dugc sit dung, thdi gian cin thiét, loai vat liéu ndo dudc
st dung, cdc phudng tién hd trg, khéi lugng sé sit dung.

Ngudi quin Iy truc ti€p c6 trdch nhiém didm bio riing thiét bi
dudi quyén ki€m sodt ciia ho dugc bio dudng hop 1.

Bi€u d6 Gantt 1a phuong phdp hitu ich khi hoach dinh thdi gian
biéu lam viéc.

Dé&i véi con ngu’fn tao dong lyc lam vi¢c thich hdp hon ki€m

soét

69




Hoach dinh va kiém sodt viéc sit dung cdc ngudn luc
10 Suy ngam

. Bay gi ban danh 5 phit d€ suy ngdm nhitng vdn d€ vira nghién
B cltu va nghl xem ban sé 4p dung ching vio thyc t& cong viéc clia

ban nhu thé nao? Hiy viét ra nhitng suy nghi cda ban:

A! T6i da hoc duge ...

................................................ Ap dung khi nao?

A! Téi ¢ hoc duge ...

...................................................... Ap dung khi nao?
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ém soat du an

Ddn nhdp
Qudn 1y du dn
Khdi nguén ciia mét du dn

Hay xdc dinh minh muén

dat dugc diéu gi

Hoach dinh du dn

Chi phi cho du dn

Kiém sodt du dn

Phdn mém qudn Iy du dn

Tém tdt

Suy ngdm

1 Dan nhap

T4t ca ching ta déu di titng hoach dinh va
ki€m sodt cdc dy dn thudc dang nay hay
dang khic. Du dn 1a cdc hoat ddong c6 muc
dich cu thé, va thudng kéo dai trong mét
khodng thdi gian gi6i han véi thdi diém bit
dau va két thic duge dinh truéc. Xem xét
cdc phuong phép ti€p cdn va ky thuit dugc
st dung trong cdc dy dn 1a viéc thd vi va
hitu ich vi chiing ciing c6 thé dugc 4p dung
trong nhi€u linh vyc khéc.

Chiing ta s& b4t ddu biing viéc thio luin xem
dy dn 12 gi, ngudi quan 1y dy dn phdi lam
nhitng cong viéc gi. K& d6 1a xem xét viéc
hoach dinh va chi phi cho du 4n.

Muc tiéu

Khi hoan tdt phin nay, ban sé c6 khd ning
t6t hon trong viéc:

md ta du 4n;

xdc dinh cdc cong viéc cia ngudi 1am quén
ly du 4n;

md td cdch hoach dinh va kiém soét cic du
4n ma ban tham gia.

Quan ly dy an

Mot dy 4n 12 mot cong viée c6 diém khdi
ddu va di€m két thic xdc dinh.

Trong cong viéc, ban c6 thé da tirng thyc hién
cdc dy 4n nhu bd tri mot noi 1am viéc méi,
trién khai mot qui trinh c6ng nghé méi, dua
vao 4p dung phin mém k€& todn méi hay thuc
hién mot cudc diéu tra khach hang. Trong gia
dinh, chdng ta déu da titng thuc hién céc du
an nhu trang tri mdt cin phong, t6 chic mot
budi tiéc, hodc sita chita nha bé&p,v.v...
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Céc ngudn lyc nhu nhin céng, nguyén vit liéu, ndi lam viéc, tién
bac, v.v... dudc cung cdp cho du 4n trong mdt khodng thdi gian
gidi han nhim dat dugc cdc muc tiéu di dugc xdc dinh.

Qudn ly dy d4n chinh 1a cong tdc hoach dinh va ki€m sodt. Cong
viéc clia mdt ngudi qudn 1y dy 4n 12 x4c dinh cdc ngudn luc, t6 chic
ching d€ thyuc hién du 4n mot cdch hiéu qua.

Thuc hanh 28 3 phit 8

Tir céc thong tin & trén, ban hay & géng xéc dinh hai diém khac biét
giilta cong tdc quan 1y du 4n vdi phan 16n céc cong téc quan 1y khic.

Khéng giéng nhu phdn lén céng tdc qudn ly khdc, ngudi qudn ly
du dn phdi:

lam viéc trong mot khodng thdi gian cu thé di dudc xdc dinh;

kiém so4t cac ngudn luc mdt cach tam thdi, sau khi du 4n k&t thic nhiéu

n_guSn luc phdi dugc gidi phéng d€ st dung cho nhitng viéc khéc.

Trong chitng myc nao d6, viéc quan ly dy 4n sé dé ding hon céic
viéc quan ly khéc. Ban bi€t riing nhiém vu s& chim dit mot khi da
dat dudc muc ti€u, trong khi thuc hién dy d4n ban ciing nhém ciia
minh chi phai tip trung vao cdc muc tiéu nay ma khong bi cdc cong
viéc khong lién quan lam sao lang.

Tuy nhién, ngudi quin 1y dy 4n thudng phdi chiu 4p luc cing thing
bdi nhitng rang budc rit chit ché. Hon nita, modt vai hoic tit cd nhin
vién clia nhém c6 thé phai ciing lic 1am viéc cho nhiéu dy 4n.

Cdc rang budc cua du dn cd lién quan dén:

chi phi, y€u td quyét dinh s6 lugng clia cdc ngudn lyc duge sit dung;
thdi gian, y&u t6 hi€m khi c6 di;

chit lugng, bao gbém tit cd cdc dic tinh ma sin phdm ddu ra cia du
an phdi hoi dua.
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Coéng ty Minh Phuong chuyén sian xudt va kinh doanh cdc san phdm
gidi khdt nhu nudc ngot ¢6 ga va khong c6 ga nhu tra, nuc €p trdi
cdy, ... Nhim vao d6i tugng khach hang 13 tré em, gidm d6c cong
ty quyé&t dinh giao cho anh Thanh, phu trich sin phdm nu6c ép trdi
cdy JOJO, l1am trudng nhém dy 4n thi€t k€ mot ki€u ddng bao bi
mdi dic trung, du dinh hoan tit trong vong 3 thdng (cd thoi han xdc
dinh). Nh6ém dy 4n gdm c6 cdc thanh vién t¥ bd phian nghién ciu
thi trudng, bd phan phat trién sin phdm, bd phin cung tng, bd phin
san xud't (ngudn luc tam thoi). Ngin sdch cho dy 4n 13 200 triéu dong
(rang budc vé chi phi), thdi han hoan thanh 1a 3 thdng (rang budc
thoi gian), muc tiéu 1a phai dua ra mdt miu bao bi ddc ddo giy &n
tugng, 1am ting doanh s6 cia nhin hiéu JOJO it nhat 20% (rang
budc vé muc tiéu, hay chdt lugng du dn).

Piéu quan trong phai nhé 12 cdc giai doan ki€m sodt dy 4n ciing
gidng nhu bt c cong tic ki€m sodt cong viéc nao. Chiing ta vin
c6 thé 4p dung so dd ki€m sodt cong viéc da titng dé cdp & phan A.

Cdc giai dogn kiém sodt dy dn

1. Xdc dinh muc tiéu

]
2. Lip k& hoach ]0—

7. Ti€n hanh diéu chinh,
stta d6i k& hoach, néu cin

| 4. Pat chudn myc vé !
- hi€u qua cong viéc

5. Thu thap dit liéu dé
- dé do ludng ti€n d6

!

6. So sénh két qud véi
chuén myc va muc tiéu

Né&u c6 su sai léch ... .
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V3i trudng hgp clia c6ng ty Minh Phuong, cdc giai doan ki€m sodt
cla du 4n bao gdm:

Muc tiéu: Bua ra thi trudng mdt ki€u ddng bao bi méi cho sdn phim
nudc €p trii cdy JOJO, muc dich 1am ting doanh s& 20%.

Lap k& hoach: Phii c6 mot k& hoach cy thé va o rang. Viéc lip k&
hoach phdai lam gi? tai sao lam? ai lam viéc gi? thuc hién céng viéc
nhit thé ndo? khi néo céng viéc bdt ddu va két thiic? cong viée dugce
thuc hién & ddu? Cich thic 14p k& hoach cho mét dy dn sé dude dé
cdp chi ti€ & phan C, muc 5.

Sau khi c¢6 k&€ hoach cy thé, anh Thanh s& phai truyén dat k&€ hoach
cho todn nhém.

Céc cong viéc s& duge xdc dinh chnin muyc va thdi han hoan thinh.
Chudn muyc vé bao bt mdi c6 thé 1d sy quan 1dm véu thich ciia tré
em, vi du nhu ti I¢ lya chon mdu mdi phdi dugc tré em thich hon la
15%; gid cd hop ly; kidu ddng mdi khbng tao ra nhing thdch thic
k¥ thudt qud khd thuc hién, lam dnh hudng dén ndng sudt. Vi dy
ki€u chai giéng hinh ddng mét con thi ngé nghinh cé thé gdy su
thich thi & tré em, nhung viéc c¢6 qud nhiéu ché uén lugn sé gdy
khé cho nha cung cdp dé théi dugc chai ¢ d§ cing dong déu, ..

Anh Thanh, véi vi trf trudng nhém dy 4n, phai thudng xuyén thu
thap théng tin d€ bi€t cong viéc tién hanh d&n dau.

Viéc thu thip thong tin ¢6 th€ qua trao ddi v6i nhin vién, tir cic bao
cdo hoic qua cdc cude hop; c6 thé nhd che cong ty nghién ciru thi truding
khio sat v& mifc 46 chi ¥ cfia khach hing tré em vé kiéu ding mdi.

V6i mbi cOng viéc, anh phdi so sdnh vdi chuin muc dit ra.

Cudc hop hang tudin v4i nhin vién gidp anh bi€t duge c6 kip ti€n
d0 thi€t k&€ 3 miu nhu da 1ap k& hoach. N&u khio sdt thi trudng cho
thdy ti 1& tré em chon ki€u ddng méi 16n hon 15% thi ¢6 thé tién
hanh cdc bude k& ti€p nhif sin xudt, chuin bi d€ dua sin phdm mdi
ra thi trudng, v.v...

N&u ¢6 sy sai 1éch nao, phdi im cdch khdc phuc d€ ddm bio du
dn dudc thyc hién ding ti€n d§, va ddm bdo chdt lugng,
N&u khdo sat thi trudng cho thdy ¢ 1& ré em chon ki€u ding méi

chi khodng 10% hoic gid so bé cia chai méi cao hon mic cho phép
thi phdi ti€n hanh 1im lai.
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3 Khdi ngudn cia mot dy an

3.1 Pé xudt y tidng

C4c dy 4n khdi ngudn nhu th€ nao? Thong thudng thi mdt ngudi nao
d6, mdt khach hang hodc ngudi qudn 1y cdp cao clia doanh nghiép
ching han, s& xdc dinh mdt muc tiéu khédi quat. Moi dy 4n déu:

= bit ngudn tir mdt ¢ tudng dugc hinh thanh trong ddu mot ngudi nao do;

m thudng dugc dé xud't nhu 12 mdt gidi phdp cho mdt van dé, hay la
nhitng phuong cdch d€ khai thic mdt co hdi.

Dv 4n c6 thé 16n hoic nhd.

Thuc hanh 29 2 phut 8
A&~ Hiy nghi vé mo hotc hai dy 4n ma ban ting tham gia, & géng
( A ngudi dé& xudt dy 4n ban ddu dua ra.

t6m it céc § tidng

Sau diy I1a mot s§ thi du vé nhitng dé xudt dy 4n:

m B0 phin marketing clia mot cong ty sin xudt bot gidt, theo két qua
diéu tra khdch hang, dé nghi cdi ti€n mot sin phdm hién c6 theo
huéng bdo vé mdi trudng t6t hon.

= Mot gidm dSc doanh nghiép cung cdp bita &n cong nghiép quyét
dinh ring d3 dé€n lic dva ra mdt thuc don mdi.

m Mot chii doanh nghiép sin xuft chai nhya cung cdp cho nhi€u nganh
cdng nghiép, quy€t dinh phai ddu tu thém mot day chuyén thdi chai
méi vi cOng suit hién tai khong dd ddp @ng nhu cdu ngay cang ting
tir cdc khdach hang cda ho.

m Mot quan ddc quyét dinh sdp x€p lai noi 1am viéc clia nhom.
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Mot quin 1y cao cdp clia mét doanh nghi¢p dang md rdéng quyét
dinh tim mot dia di€m mdi cho mot s6 hoat d9ng ctia doanh nghiép.

Gidm déc cta mdt doanh nghiép dé nghi t5 chic mot d¢i Phong
Chéy Chira Chdy cla cdng ty, va t§ chitc hudn luyén vé cong téc
Phong Chdy Chita Chdy cho todn bd nhin vién cfia ho.

Mt tru'Ong nhém bédn hang muén huin luyén nhém v& ky ning tim
hi€u nhu cidu clia khich hing.

Mot doanh nghiép sdn xuat cdc sin pham d6 gd xudt khiu quyét
dinh 8 chifc lai cdch quan Iy sdn xuft vi gin diy ho khéng dip tng
duge don hang ding hen.

Mot ngudi quan 1y quy€t dinh sé t8 chitc lai h¢ thdng cdc cong tdc
hanh chinh trong b6 phin minh d€ gidm bét tinh trang quan liéu.

Mot khach hang clia mét cbng ty cung cdp dich vy dao tao yéu cdu
cong ty thi€t k& mot khéa hoc méi phit hop véi nhu cdu cu thé ciia ho.
Mbt gidm dbc tai chdnh d& nghi thay di phdn m&m k& to4n ciia

cong ty vi hé thdng k€ todn hién tai khdng ddp tng mot s6 yéu ciu
quin ly cda doanh nghiép.

3.2 Nghién cidu kha thi

Trong giai doan ddu tién ndy ngudi dé xui't khong thé bi€t chic 1a
dy dn s€ thyc hién dugce hay kh(')ng v8i cdc han ch& v& thdi gian,
chi phi, va chdt lugng. Do d6 ho cin cdu trd 18i cho cdic ciu hdi:
‘Chiing ta ¢6 di chi phi d€ thue hién didu dé khéng? Cdng viéc co
th€ lam xong trong thdi gian yéu cau khéng? N6 ¢6 ddp ing dugce
tat cd c4c nhu clu cda ching ta khong?

D3&i v6i cdc dy 4n 16n, sé khé c6 thé tra i cdc ciu hdi twén néu
khong tién hanh phan tich chi ti€t hon. Do d6 c6 thé phai lap mot
nghién citu kha thi. Nghién ctu ndy sé xem xét moi khia canh clia
dé xudt bﬁng cédch tinh todn'chi phi, xdc dinh cdc khé khin cé thé

¢6, va ¢8 ging tién dodn nhitng sy viéc s& xdy ra néu dy 4n dugc
tri€n khai.

Céc dy 4n nhd hon thi thudng khong cin dén nghién ciu khi thi:
thay vao d6, cdc vin dé khd thi dugc coi 1a mét phin viéc trong
cong tdc hoach dinh. Trong ci hai trudng hgp néu ddu tr suy nghi
va phan tich cang k§ trong giai doan ddu thi du 4n cing c6 xdc
sudt thinh cdng cao hon.
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4 Hay xac dinh minh mudn dat dugc diéu gi

Gia s ban dudc phan cong quan Iy mot dv dn, va dugc giao mdt
nhém d€ cing 1am viéc. Ban sé& bit diu nhu th€ nao?

Thuc hanh 30 4 phit 8

Theo ban nghi d6i véi bat ky du 4n ndo, nhitng viéc phii lAm trude
nhét, tru6e cd giai doan hoach dinh, 12 gi? ' :

Ngay ca khi nghién citu kha thi d@ dugc hoan thanh, nhém du an
van can phai:

m thdo luin vé du 4n mdt cach chi ti€t: ‘Muc dich cuéi cung cia du
dn la gi?’
Gia sit ban dudc giao t§ chitc mdt “hdi nghi khdch hang” cho cong
ty trong thdng t6i. Muc dich cla dy 4n 12 ting cudng sy hiéu biét va
hgp tic gitta khdch hang va doanh nghiép.

m clng ban bac va tdng hop lai tdt cd thong tin thu thap dugc vé chi
dé cda dy 4n: ‘Chiing ta thu dugc kién thitc bdng cdch nao?’

Ban va nhém ciia ban sé phdi tim cdch d€ bi€t thong thudng mot
hoi nghi khach hang gdm c6 nhitng phdn gi; ai c6 thé chia sé kinh
nghiém vé viéc t8 chitc mot hoi nghi nhu vay trong s6 nhitng ngudi
quen bi€t clia ban hay clia nhidn vién ban; c6 nhitng sdch vd hay
cdm nang gi c6 thé tham khdo dugc.

m bio d3dm ring cdc muc tiéu phdi dugc hi€u rit rd rang, phin biét
dugc nhitng muc tiéu nio ¢t y€u va nhitng diéu chi 1a sy mong
mudén: ‘Chiing ta nhdt dinh phdi dat dugc diéu gi?’

Muc tiéu ctia dv 4n phai dugc cdc thanh vién trong nhém hiéu ro,
vi du nhu phdi 1am cho khdch hang cdm thdy hai 1dng vi cong ty
rit trin trong sy hdp tic clia ho, tao bau khong khi thodi méi dé ho
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chia sé kinh nghiém hay déng gép vé chit hugng sin phdm va dich
v cia cdng ty,..

¢6 th€ xem xét lai céc du 4n tuong ty da thyc hién: cdch cdc uhém
khdc thyc hién cong viée va cdc bai hoc kinh nghiém cia ho: ‘Dy
dn nay dda ting dugc thuc hién chwa? Khi nio va bdng cdch nao?’
Ban c¢é th€ tham khdo kinh nghiém vé viéc t§ chdc hoi nghi khach
hang cia nim trudc, hoidc tif ban bé, ngudi quen, V.v...

bi€t dugc nhitng rang bugc vé chi phi, chat lugng va thdi gian:
‘Nhitng diéu gt kiém sodt va gidi han cia cong viéc cda ching ta?’
Ban phai bi€t ngén sich danh cho dy 4n nay 13 bao nhiéu; chat lugng
dich vu danh cho cac khich mdi nhu khich san, phuong tién di lai, qua
bi€u, chidu ddi § mitc nao; phii hoan tit dy 4n trube thdsi diém nao?
xdc dinh xem mdi thinh vién c¢6 thé déng gép ki€n théc va kinh
nghi€m cda minh cho dy 4n nhu th€ nao: ‘Ching ta biét nhitng gi?
Chiing ta cd thé lam gi?’

Ban phai im hi€u xem cdc thanh vién trong nhém c6 thé déng gép
gi dya vao khd ning, kinh nghiém va c4c mbi quan hé cla ho. C6
ngudi c6 khd nidng thuc hién viéc trang hoing héi nghi, cé ngudi
¢6 ning khi€u t§ chic vin nghé £6p vui, €6 ngudi quen t8 chifc
viéc chiéu dai, c¢6 ngudi c6 khd ning din chuong trinh, ...

Thong qua cic hoat ddng khdi diu pay, nhém s& c6 co hoi d€ ting
ngudi hi€u nhau t&t hon.

Budc k€ ti€p 12 1ap k& hoach.

Hoach djnh dy an

P& 1ap mot k&€ hoach ta cdn xét dén:

phai thyc hién vigc gi;

tai sao phai thuc hién cdng viéc d6, cho 1¢i ich cla ai:
ai s& thuc hién phin céng viéc nio;

cdch thyc hién edng viéc: phudng phép ti€p cén, qui trinh, vi k¥
thuit duge sir dung;

khi ndo cong viéc bit ddu va hoan thinh, vi cé th€ 14 thdi han cho
titng di€ém mdc quan trong trong qué trinh ti€n hanh du 4n;
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m noi thuc hién cbng viéc;
& ngin sdch cho dy dn.
Cau hdi ‘tai sao’ dugc trd 13i trong phin muc tiéu dy 4n.

Con biy gi¥f chiing ta s&€ xem xét cic khodn muc con lai.

5.1 Xdc dinh phdi lam nhiing viéc gi

Cau hdi ‘viéc gi’ phdi duge lam rd ngay tir nhitng bude diu tién.

Ciing nhu bit k¥ cdng viéc nao ¢6 nguy ¢d giy qué tai, tot nhit hdy
phin chia mdt dy 4n 16n thianh nhiéu phin nhd hon goi la cong
viéc thanh phin (Work Breakdown Structure, goi tit WBS).

Phudng phdp chia nhd nay ¢6é cdc thuin 1¢i sau:

w néu nhém gém cdc nhdn vién c6 k¥ ndng va kinh nghiém trong ting
Iinh vuc riéng biét clia cong viée, ho c6 thé gitip ban phin chia cdc
cong viéc va dé xuit cic phuong phip phit hop dé thyc hién chiing;

m mdi thinh vién cé thé chiu trach nhiém cho mgt vai cong viéc;

m c6 thé xdc dinh va phdn bd cdc ngudn lyc riéng biét cho ting phin
cong viéc;

a thu®ng thi mft vai cOng vide cb thé ti&n hanh doc lap vdi cac viéc khéc;

s thudng thi ban s& c¢6 thé x4c dinh cdc di€m mdc (sau diy ching ta

$& thdo luan), nhd d6 ban cé thé bdo dam dyv 4n dudc thuc hién
diing ti€n d9;

m d& diang ki€ém sodt v& mijt tai chinh, vi chi phi cho mdi céng viéc
c6 thé dugc tinh riéng.

Dudi diy 14 mdt vi dy cdch chia nhd cdng viée cho du 4n “hdi nghi
khdach hing’ néi trén.
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DU AN: TG CHUC HOI NGHI KHACH HANG

Stt Cong vige Phan | Thii gian | Nguén | Dy trii
cong | udctinh | Iyc | Kinh phi

o

Xéc dinh chuodng trinh
hdi nghi

2 | Xdc dinh danh s4ch
khach maoi

3| Thiét k& thiép mdi va gdi
thiép mai

4 | B3 tri khdch san, phuong
tién van chuyén

5| Chuén bi qua thudng, qua
Iuu niém

6 | Trang hoang hdi trudng,
am thanh dnh sdng

7 | Ti€p tan

8 | Bai phat biéu

9| Vian nghé phuc vu hoi
nghi

10 | Tiéc tra va tiéc chiéu dai

5.2 Quyét dinh phén c6ng ai lam viéc gi

Nén chi y d&n khd ning va nhu cdu phit trién ciia titng thanh vién
trong nhém khi quy€t dinh phan c6ng ai vao viéc gi. Néu dudc
quyén lya chon thi chic chin ban sé& chon sao cho cdc nhin vién
c6 day di cdc ky ning ddp tng dugc yéu cdu ciia dy 4n. Tuy nhién,
ngay cd khi tit cd nhan vién clia ban déu 1a nhitng chuyén gia trong
linh vyc cia ho, thi ciing chua chic ho c6 thé két hgp tdt v6i nhau
khi lam viéc trong cung mdt nhém.
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Do d6, 1a trudng nhém, viéc trude tién va quan trong nhit 13 ban
A 9. 2 ' . ~ s A -
can phdi thé hién v6i nhian vién rang ban:

cam k€t gdn b6 vdi dy 4n va v6i nhém;

s& hd tr¢ ho va lam hét kha ning dé giip ho va du 4n thanh cong;
mong chd sy hd trg cla ho;

tin tudng ring moi thanh vién déu déng mot vai trd quan trong.

Ban ciing cin phdi biét ring, sau khi dugc thinh lap cdc nhém cé
khuynh hu6ng trdi qua mét giai doan séng gié. Khi d6 nhitng gidi
han trd nén khong rd rang 1dm, vi moi ngudi déu ‘muén ching té
minh’, va diéu nay c6 thé din d€n xung dot. M3i ngudi déu c6 ging
dé tim hi€u xem:

“T6i phd hgp & chd nao?

‘Nhirng ngudi khdc mong muén gi & t6i?’

“T6i c6 th€ chd dgi didu gi & ho?

‘Cong viéc nay khé khin d€n mic niao?

“T6i cdn cdc ngudn lyc ndo va toi s& xif Iy cong viéc nay nhu thé nao?’
‘Ngudi lanh dao cia t6i thudc loai nao?

Giai doan séng gié nay c6 thé bi€u hién biing sy bat hoa cong khai,
bidng viéc nhém bi tdch ra thanh nhiéu phe phdi, hay c6 thé don
gidn 12 mot bau khéng khi hoang mang, lo ling. Ban c6 thé tham
khéo thém théng tin vé chi dé nay trong cudn Thudt Lanh dao Nhém
trong bd sdch Tang Hiéu qua Lam viéc Cd nhin clia Business Edge.

Thuc hanh 31 3 phit 3

Hay liét ké ba budc ma ban cho 1a mot trudng nhém cin lam dé
gilip nhém vugt qua giai doan séng gié nay.
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La ngudi linh dao, ban cin chd ddng d6i phé bing cdch:

thé hién riing ban tin twdng vio su thanh cong, vi bidt 16 cdch d&
dat duge diéu d6;

khuyén khich thio luin c¢8i m& v& moi v&n dé c¢6 Hén quan;

tdp trung vao cdc nhiém vy dang 1am hon I3 cdc vin dé cd nhan;
khi 6 cugc théo tuan, hiy tdng két lai cdc ¥ tranb luan, va néu c6
th€ hdy fim sy théng nhi't chung;

c6 trdnh cdc tinh hudng thé hién ngudi nay thing ngudi kia thua, va
ghi nhdn t cd cic ¢ kién t6t;

tao thdi gian cho nhém d€ @n dinh lai.

Khi phin c6ng, nén nhd ring c¢éng viéc nén Mmang tinh thir thich,
nhung ciing khong nén ddi hoi qué cao dén ndi ngudi ta khong thé
ddm duong duge. Nhiém vy qud dé dang c6 thé giy ra tim trang

budn chén vi khong théa man; cong viéc qui khé thi lai ¢6 thé din
d€n that bai va mat oy tin.

Ngudi truéng nhém, di nhién, phdi d8i mat vdi hang loat thit thach,
va ddy chua phdi 1a diéu cudi cing,

5.3 Hoach dinh cdch thirc hién cbng viée

Cch t6t nhdt d€ trién khai mot dy 4n 13 g? Nhitng ngudn hic cin c6?
Neén ap dung nhitng k§ thuit nac? Nén st dung nhitng qui trinh nio?
Viéc nay thudng do ngudi phy trich tiing cong viéc nhéd (ti€u ban)
dé xuit, tham khdo ¥ ki€n cla nhém va ngudi quan ly dy an.

5.4 Hoach dinh thdi han thuc hién céng viée

Chiing ta s& dé cdp dén hai khia canh ciia thosi gian trong hoach dinh
dy 4n: thdi lugng va thdi han.

5.4.1 Xac dinh thoi lugng

DGi vdi mdi cong viéc thanh phdn, ban phaii:

s Udc tinh thdi gian thyc hién;

@ Xac dinh nhitng cong viéc nio phdi dude 1am trude, nhitng cong

viéc nao phdi 1am sau né.



Hay xem vi du minh hoa sau.
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Pdu tién, cdc cong viéc cin thuc hién dugc liét ké theo bang nhu
thi du minh hoa dudi day.

Dy 4n: ldp dit mdy tai vi tri méi

Cﬁng vigc | Hanh dong Thoi gian | Cong viéc | Cong vige
i g L ! dlj‘-doél'_l -thu'c'hié'n ) theo sau la
(ngay) trudela |
A Hoach dinh 5 - BDG
B Don dep mit bing 2 A C
C Pao méng 4 B E
D Tiép nhdn miy 1 A I
E D& bé tong 3 C F
F Lip dat mdy 3 E I
G L4p dit hé thong ha ting | 4 A H
H K&t ndi hé thong ha ting | 2 G I
I Giai QOan chay thi 5 DFH -

Thdi gian d€ hoan thanh mdi cong viéc dugc thé hién & cot thit ba,
va cdc cong viéc ti€n hanh trudc va sau tiing cong viéc dugc thé
hién & c6t 4 va 5. Thi du truc khi dio méng (viéc C), phdi don
dep mit bing (viéc B). Pao méng xong sé d8 bé tong (viéc E). Cong
viéc duy nha't phdi hoan tit trudc khi moi viéc bit ddu 1a hoach dinh
(viéc A). B3i vi cdc viéc B, D va G déu lam sau viéc A nén‘chﬂng
c¢6 thé ti€n hanh ddng thyi.
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5.4.2 Xac dinh thoi han hoan thanh dy 4n

Trong phin B ching ta d4 s dung mot dang cfia biu 46 Gantt a&
lap th¥i gian bi€u cho cong viée. Biéu 48 Gantt cing hifu ich trong
viéc hoach dinh thdi gian ciia dy 4n. Phuong phdp sdp x&p “tién 61’
{Forward Scheduling) va ‘gidt 101’ (Backward Scheduling) dd dugc
dé cap trong viéc lap trinh edng viéc ciing rat hitu dung trong
viéc 1ap bi€u d6 Gantt d& hoach dinh thoi gian cta dy 4n. Hién nay
c6 nhi€u phin mém quan Iy dy 4n dugc s dung rdng rdi. Mot trong
8 d6 1a chuong trinh Microsoft Project. Cdc d liéu nhu cdng viéc
thanh phin, cdc thong s thdi gian, raing budc vé tht ty cong viée,...
dugc nhip vio va chuong trinh mdy tinh s& v& ra bi€u d8 Gantt cho
toan dy 4n. Mot dang bi€u 46 Gantt cho dy 4n trén 1a;

Cong viéc
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Thai gian (ngiy)

Bi€u d4 nay c6 vé khd khdc biét véi bi€u d8 Gantt & phin trudc,
nhung phan chti y&u thi vin nhu nhau. Truc ngang cla bi€u dd Gantt
dugc do lutng bing thdi gian, nhung & day truc ding cla bidu dd
thé hién ‘cong viée' thay vi 8 sdn xud.
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Trong thi du nay, dy 4n cé chin ¢éng viéc ddc 1ap. Mi cdng viée
dude bi€u thi bing mot thanh chit nhit ndim ngang, d6 dii cia nd
12 thdi gian udc lwgng € thuc hién céng viéc. Pudng chdm ding
13 thdi han vita ti€n hanh xem xét ti€n 48§ thuc hién cdng viéce.

Phin td dim trong cdc thanh chit nhjt biéu hién ti€n trinh 43 thue
hién khi d€n han xem xét; chiéu dai cla cdc phin t6 dim nay 12
lugng thoi gian da thyc hién thyc sy cha mdi cong viéc. Nhu trong
thi du trén thi cong viéc A, B, C, D 43 thyc hién ding ti€n 46 vao
thdti diém xem xé&t, cdn céng viéc G chi mdi thire hién duge 3 ngay
trong s§ 4 ngdy nhu dy dinh.

Pay chi 1a mot trong s6 nhiéu ving dung cda bi€u 36 Gantt trong
viéc hoach dinh phdn chia thdi gian cua dy 4n.

Mot phuong phdp hoach dinh hitu ich hon 1a phudng phiap dudng
Ging (Critical Path Method - CPM), theo d6, trinh ty va ti€n d6
thirc hién cdc cong viéc cla dy 4n dugc md td trén mdt s¢ 46 mang.
Phuong phdp ndy cung cdp cho ta nhi€u théng tin hon nhung lai
ddi héi nhidu cdéng sic hon trong viéc chudn bi.

Céc thong tin & hai cot cudi clia bing duge st dung d€ 14p nén so
46 mang nhu sau:

G day cdc dudng ké tugng trung cho cong vigc; chit cdi thé hién
tén cong vide, kém theo 12 thdi gian dy ki€n. Cdc nit (vOng tron)
dugc ddnh s& d€ 1am rd va st dung cho cdc chuong trinh mdy tinh.

Trong thi du nay, n€u ban di theo cdc dudng ké tir 1 dén 8, ban &
thd'y c6 th€ ¢6 ba tuyén dudng:

1,2,3,4,6,7,8 = A5 + B2 + C4 + E3 + F3 + I5: 3ng cong 22 ngay;
1,2, 7, 8 =A5 + D1 + I5: t6ng cong 11 ngay;
1,2,5,7, 8 =AS + G4 + H2 + I5: 3ng cong 16 ngay.

Pudng dai nhit 13 dudng thit nhat (22 ngay), va dudng nay dudc goi
13 dudng Ging (dugc thé hién bing dudng ké 16n dim trén hinh v&)
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cia dy 4n. Bat ky mot sy cham tré cla hoat dong nao trén dudng
nay s€ lam chdm tré€ toan dy 4n. Ngugc lai, theo ¥ nghia nay thi cic
dudng khédc 1a khong quan trong, thi du ngay ci viéc giao may chim
mudi ngay ciing khéng 1am dinh tré du 4n.

Dén day ban c6 thé thiy duge sy hitu ich cia phuong phép dung Ging.
Trong giai doan hoach dinh, khi xdy dung bang va so db ngudi lap k&
hoach budc phéi suy tinh r5 rang va cin than v& moi hoat dong. Nhung
nhd vdy, mot khi da vé& xong so dd, ngudi 1ap k& hoach s& biét chinh
xdc nhém dy én cin phai tip trung nd lyc vao cic cong viéc ndo.

Thuc hanh 32 2 phut &

Nhin lai so 48 cudi c&ng Gid sit thi gmn hoan thinh cic cﬁng viéc

trén tuy€n giita cdc ndt 2, 3, 4, 6, 7 ¢6 thé gidm dugc: biy ngéy Ban
hiy cho biét wéc n&y <6 anh hudng nhyt thé nio 661 vBi:

a DPudng Ging cla dL_l' an?

b ving cin tip trung nd lwc clia nhém?

B&i vi thdi gian tdng cong ciia dudng 1, 2, 3, 4, 6, 7, 8 bay gid chi
con 22 — 7 = 15 ngay, n6 khong con 1a dudng Ging nita. Thay vao
d6, tuyén dudng 1, 2, 5, 7, 8 rd thanh dudng ging, vi nhém phai
tap trung nd lyc vao viéc 1dp dit va k&t ndi hé th6ng ha ting.

Sd d6 mang diu tién cia dv 4n dudc xay dung dya trén thdi gian
du ki€n. Mot khi da biét dugc thdi gian thyc t&, cin phai vé lai so
d6 d€ phadn 4nh ding tinh huéng méi. Sau khi vé lai déi khi nd luc
chinh ctia nhém cung phdi chuyén sang céc cong viéc méi, vi dudng
ging da thay ddi.
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5.5 Hoach dinh noi thuc hién céng viéc

D31 vdi mdt vai dy 4n, ndi thyc hién céng viée dude xdc dinh bi
muc tiéu cia dy 4n md viée 14p dit mdy méc trong thi du trén 1a
mdt dién hinh. Nhing trong cic tinh hudng khéc, ndi lam viéc clia
nh6ém 12 mt van dé€ cin xem xét cin thin. N&u nhitng ngudi trong
nhém dy dn khéng cing lam viéc d mot ndi, vi du nhe & cdc chi
nhdnh khdc nhau thi sé rdt khé khidn trong viéc trao d8i théng tin,
s& ton chi phi cho tién dién thoai, hay chi phi di lai khi ¢An héi hop.

Néu nhitng ngudi trong nhém dugc ti€p xic gin giii v6i nhau thi &
<6 191 cho cong viéc. Theo Jack Morton, mdt cyu linh dao cha Bell
Telephones, giita hai ngudi phidi céng tic d€ 1am mot viéc sé tdn
tai cd rao cdn va lién k&t thude hai dang: khong gian va t8 chic. S&
¢6 mdt lién k&t khong gian né€u ho ngdi gin k&€ nhau trong khi [am
viée; cdn néu ho duge bd tri § cdc phong khdc nhau, gitta ho s& ¢6
140 cdn vé khong gian. Sé cé rio can vé 13 chitc n&u ho phai bdo
cdo vdi nhifng cdp trén khdc nhau, hojc tryc thudc céc bd phan khdc
nhau. Nguyén tic Morton cho ring mot rio can thi ¢6 thé chip nhén,
nhung ditng bao gis d€ xudt hién cd hai rio cin trong céng viéc.

Mot nhém dy dn 1§ tudng 1a nhém duge phin cong lam viéc toan
théii gian véi mét ngudi quin 1y, vi moi ngudi lAm viéc v6i nhau tai
ciing mot chd; chdng ta s& tranh dugc ci hai loai rao can. Néu khdng
dat dugc di€u nay, diéu quan trong 13 hoidic phai téi bd tri cdc nhin
vién d€ ho l1am viéc gdn nhau, hoic d€ ho cing bdo cdo cho mdt
lanh dao trong sudt thdi gian du 4n.

Nhu da d& cdp trong phdn B, khéng gian 1am viéc phai thich hap
véi nhi€ém vy céng viée, Mt noi 1am viée td ting, qud néng hay
qud lanh, thng gié kém, hay khéng tao thodi mdi cho ngudi lam
viéc sé 1am gidm hiéu suat. C6 thé Liét ké vai thi du nhu sau:

® ngudi thi€t k&€ can noi lam viéc db 4nh sing;

m cdc ky su cdn khéng gian d€ di chuyén duge xung quanh cdc may
méc ho dang lam viéc;

m nhing ngudi 1am viée vé& ¥ tudng cAn dugdc tich khéi sy gqndy ry
vi 6n a0;

® cdc diu b&p va nhin vién y t€ cin bio dim cdc diéu kién vé& sinh;

m tdt cd moi ngudi déu cin cim thdy an toan.
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Trong phan nay, chiing ta da xem xét viéc hoach dinh v& céc mit sau:
chia nhé mot du 5n thanh céc cong viéc ¢ thé quin ly dugc (viéc gi);
quyé&t dinh ai 1am c4i gi (ai);

xdc dinh cdc qud trinh, ky thudt, nguén lyc (cdch nao):

phén chia thdi gian (khi nao);

bd tri noi 1am viéc (¢ dau).

Biy git ban hay c6 gdng lam bai thyc hanh sau day.

Thuc hanh 33 15 phit &

D ban c6 tirng lién quan dén. ot dy 4n hay khéng, hay dénh dﬁ'u

vao cdc phdt bxéu ph hop v6i ban:

Toi ludn f::" Lératdi
ludn lam tdt | ¢6 thé lam
diéunay | tdt hon

T6i ludn ludn khuyén khich nhén vién trong 0 0
nhém déng gép vao viéc hoach dinh cdng viéc.

K& hoach ciia toi ludn ludn thdng nhét véi muc 0 0
tiéu ciia nhém.

K& hoach clia tdi ludn ludn thuc t& va c6 thé dat 0 0
dugc trong diéu kién cia doanh nghigp.

T6i ludn ludn luu tdm dén khd ning va céc
nhu cdu phét trién cia titng nhan vién khi a O
hoach dinh phén céng.

T6i ludn ludn gidi thich k&€ hoach cta tdi cho
cd nhém véi ddy dd chi ti&t, va § mic do va a (|
t6c d thich hgp véi nhu cu ciia timg c4 nhén.

T6i ludn tim cdch x4c nhin lai xem tifng ngudi Q Q
c6 hi€u bén k& hoach ctia thi khong.

T6i thudng xuyén cip nhit k& hoach clia minh,
c6 luu tim dén sy thay d6i ctia ting c4 nhan, a Q
cia nhém, va clia doanh nghiép.
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Biy gi% ban hay chon My it nhit hai hoat ddng 6 cAc ciu trén ma ban
nghi ring 1€ ra minh c6 thé lam t6t hon, va gii thich xem ban dinh 1m
g} d¢ cai ti€n hiéu qud cong viéc cia minh trong khia canh nay.

Trong cic dir 4n ban s& phdi thyc hién sau ndy, ban hiay ding danh
sdch trén d€ ki€ém tra hiéu qua thyc hién cdng viéc cia minh, dic
biét trong cdc linh vyc ban &3 chon d€ hodn thién.

6 Chi phi cho dy an

Moi dy 4n déu c6 chi phi. Khia canh tai chinh c¢6 thé dugc xem xét
dudi ba hoat ddng chinh:

m dy todn chi phi
m hoach dinh ngén sich

® theo doi chi tiéu

6.1 Du toan chi phi

Pé c6 mdt dy todn chinh x4c v& chi phi dy 4n cdn phai ligt ké tdt ci
cdc cOng viéc riéng 1& cia dy 4n, tdt cd cdc nguyén vit liéu cdn
thi€t, va tat cd cdc thi€t bi dude st dung.

D todn chi phi 13 viéc quan trong d8i véi bt ki du 4n nao, do 46
11 khuyén ddu tién cho ban 1 hdy tranh thi tit ci nhitng sy gidp
d3 c6 thé im dugc. Thong thudng ban sé phii:

m kéu goi sy gilip 43 cia nhém;

s tranh thd ki€n thifc clia ting c4 nhdn, nhém, hay bd phin chuyén
mén, dd ho ¢é dugc phidn céng lam viéc v8i dy 4n hay khéng.
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Thuc hanh 34 3 phit &

AY ‘ Mot céch tdng quat, theo ban thi loai chi tiéu ndo c6 thé liét ké ra
khi lap dy todn chi phi cho mot dy 4n? (thi du nhu chi phi nhan cong)

.....................................................................................................

Céc y€u t6 cdu thanh clia chi phi thay ddi tiy theo titng doanh nghiép,
nhung c6 thé liét ké nhu sau:

chi phi nhdan céng

vi du: 18y don gid ludng cong nhit cia mdi nhan vién nhan véi s6
ngay cong ngudi dé lam viéc cho du dn;

chi phi diéu hanh

la mot ti 1& phan trdim nhét dinh clia chi phi nhan cong dé trd cho
cdc muc nhu 4nh sdng, diéu hoa, bdo hi€m,v.v...;

chi phi nguyén vit liéu

chi phi mua cdc vét tr ding cho dy 4n, khéng bao gdm thiét bi cd ban;

chi phi thi€t bi
chi phi d€ mua hoic thué nha xudng va thi€t bi cin thiét;
chi phi hanh chdanh

12 mot tf 1& phan trim nhat dinh cta chi phi du 4n, s& ding dé chi
trd cho cdc bo phin khic ctia doanh nghiép vi sy hd trg ciia ho, ching
han nhv dich vy thu ky va k& todn;

DGi v6i mot dy 4n sdn xudt, c6 thé can phai phan chia cdc bo phan
sdn xudt thanh cdc hoat déng sdn xudt riéng 1& hoic cdc nguyén
céng.
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Trong mét s& dif 4n, ban ¢6 th€ thué nha thiu lam tron g6i. Trong
trudng hop ndy, chi phi ¢6 thé don gidn chi gbom:

tién thué hoic mua dat;

chi phi thi€t k&€ nha kho;

chi phi xdy dung kho;

chi phi lip dat hé théng ké; E
tién mua xe ning va cdc thi€t bi khic;

chi phi tuyé€n nhan vién, v.v...

Ban c6 thé tham khio bing phan tich chi phi ¢lia du 4n sau:
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DU AN: Sin xudt mdt loai son ngogi thdt chéng réu bim

LAO PONG
Sw|  Hwams | Dw | Dongis | NETOMM| e
1| Bt hang mua miu héa chit va phy gia | ngay
mdi
2 | Pha ch& miu thif trong phong thi nghiém | ngiy
3| Thit tinh chit va 8 én dinh trong phong thi | ngay
nghiém
4| Thif tinh naing sén phim trong didu kign | ngay
thite &
5| Thiét k&€ nhin méic madi ngly
6 | P4t hing mua hoa chdt va bao bi ngiy
7| Sén xuft mé diu tién ngdy
TONG A
VAT LIEU
Stef . Logivitlitu Dvi | Dongid | S81ugng Thanh tién
1| Polimer dang nhil E kg
2| Phy gia F kg
3| Phu gia G kg
4|Phy gia H kg
5| Nhan thing céi
TONG B
THIET Bl
S| Lowiti&bi | Pv |Pongis| SSlwmg |  Thamh e
1| Mdy khudy gy
2 | Mdy nghién gid
TONG c
CHI PHI KHAC ( dich vy thué ngoai ,..)
st | . Ditngidi | vt | Pongié| SElumg “Thanh tién
1| Thué dja diém thir nghiém ( tuding )
2| Chi phi di lai, &n udng cho viéc thit
nghiém thyc t&
3| Phi thiét k€& nhan
TONG D
TONG KET Pon vj tinh: déng
Chi phi lao dong A
Chi phi didu hanh @ P % AP
Chi phi vit liéu B
Chi phi thiét bj c

Chi phi hinh chinh @ Q% Q (A+AP+B+C+D)

Dy todn chi phi (14Q) (A+AP+B+C+D)
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C6 thé sit dung du todn dudc thiét lap trudc khi bt ddu dy 4n dé
hoach dinh ngén sdch. Ngin sdch 1a sy tdng hgp theo hang muc
cdc chi tiéu va thu nhip du ki€n, chi y&u dugc dung d€ gidi han
chi phi danh cho mot du 4n. Ngin sdch c6 thé 1a chi tiéu kiém so4t
khit khe nhit d6i v6i nhém du 4n.

6.2 Kiém sodt chi phi E

Phin 16n dy 4n dugc thuc hién v6i mot ngan sach dinh sin, vi vy
nhém dy 4n hiéu ring trong mdi giai doan clia dy 4n ho khong dugc
chi tiéu vugt hon mot khodn chi phi nhit dinh.

Thuc hanh 35 3 phit 8

Tit kinh nghiém ctia chinh minh, ban hiy néu ra hai vin dé ma mot
nh6ém dy 4n c6 thé phdi duong diu khi ¢8 gdng ki€m so4t chi tiéu.

Khé khin chinh & ddy 1a phdi bi€t dudc ti€n dd thuc hién clia du 4n
c6 di cing véi ti€n d6 chi tiéu khong. C4c vin dé bao gdm:
m sy khic biét c6 thé x4y ra giita s6 tién thuc chi va s& liéu trong s8 sach

D6 véi bdt ky du dn nao, ddc biét cdc du dn ldn va phic tap, ghi
chép chinh xdc sé sdch la diéu rdt cdn thiét. Sé dé dang hon néu ban
sit dung mdy vi tinh trong viéc ghi nhdn cdc hogt déng va chi tiéu.

m dy todn bj sai: thi du giai doan thi€t k&€ clia dy 4n c6 thé bi kéo dai
ra hon du tinh

Diéu quan trong la khi ldp du todn phdi tinh dén cdc khodn chi tiéu
dot xudt, c6 thé du triv dudi hinh thitc mot ti 1 phdn trdm ciia chi phi.

® 6 nhiéu hoat dong ti€n hanh cing lic nhung khoéng c6 viéc nao
hoan t4t, nén khé d4nh gid dugc ti€n d6 chung.

M¢t vai bién phdp do luong thanh qud trung gian phdi dugc chdp
nhdn dp dung riéng cho ting loai cong viéc, chdng han ti 1¢é dién
tich twong da xdy trén téng sé dién tich twuomg; ti 1¢ phdn trdm cdc
ngay hudn luyén da hoan tdt, v.v..
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7 Kiém soat dy an

Cung v6i hoach dinh, kiém sodt 1a mdt chic ning quan trong trong
quén 1y dy 4n. Hay nhin lai lvu d6 vé céc giai doan ki€m soé4t duv 4n
tiéu biéu dusi day:

1. Xdc dinh muc tiéu

2. Lap k& hoach |1—

7. Tién hanh diéu chinh,
stta d6i k& hoach, néu cin

4. Pat chuin muc vé ‘
hiéu qua cdng viée

5. Thu thap dir liéu dé
d€ do ludng tién 46

6. So sdnh két qua vdi
chuin muc va muc tiéu

Né&u ¢6 su sai léch ... .
Theo Iuu d6 nay, ki€m sodt dy 4n 1a cong viéc gom:
5 Thu thip dit liéu dé do ludng ti€n d6 thuc hién.
6 So sdnh k&t qud vdi tiéu chudn va muc tiéu.
7 Ti€n hanh diéu chinh, sita d6i k&€ hoach du 4n, n€u cin.

Ki€m sodt dy 4n nhim ddm bdo cdc hoat dong cla du 4n dudc thuc
hién ding ti€n dd, chi phi thyc hién khdng vugt qué ngin sich, va
dat dugc chudn myc chdt lugng nhu mong muédn.

Kié€m sodt du 4n phdi dugc thuc hién dinh ky. Céc thanh vién trong
nhém gdi cdc bdo cdo dinh ky vé thdi gian thyc hién, chi phi, va
chat lugng cong viéc cia tirng cong viéc thanh phin (sub-work)-
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ma ho phu trdch cho ngudi quan 1y dy 4n. Cédc bi€u dd, bdo céo,
lich trinh ¢dng viéc duge cip nhit va gdi cho cdc thanh vién trong
nhém dy 4n, ciing v6i nhitng hanh dgng khdc phuc, va nhitng vin
dé can phai luu y.

Viéc 8 chic hop dinh ky d€ cip nhit tinh hinh thyc hién dy 4n vi
chia sé nhitng kinh nghiém gilta cdc thinh vién vdi nhau 13 mét
phuong phdp ki€m sodt t8t.

8 Phan mém quan ly dv &n

C6 nhi€u phin mém quédn Iy dy 4n dang dugc s dung. Ching tbi
s€ gidi thiéu mét phan mém duge nhiéu ngudi s dung bi&t d&n:
Microsoft Project cua cong ty Microsoft,

P4u vao cia chudng trinh 1a;

I Léap lich lam viéc cho dy dn: lich ndy s& x4c dinh ngdy ndo lam
viée, ngdy ndo khdng 1am viéc (cudi tudn, nghi 18, v.v..)

2 Cdc cong viéc thanh phdn;
3 Rang bude vé thif ty cla cédc cdng viéc thinh phin;

4 Ngudn lyc cho dy 4n. Vi du, ngudn nhin lyc s& phdi liét ké gbém
nhitng ai, t{ 1& thdi gian ma modi thanh vién dinh cho du 4n;

5 Ngudi ndo chiu trdch nhi€ém chinh v& ¢dng viéc thanh phin nio;
6 UGc tinh thdi gian thifc hién cia cdc cdng viéc thanh phén;
7 Phin b8 cdc ngudn luc cho cédc c6ng viée thanh phén;
Pdu ra cda chuong trinh la:
1 Bi&u d8 Gantt cho biét lich trinh cdng viéc clua du 4n;

2 Pudng Ging cho bi€t nhitng céng viéc anh hudng nhiéu nhit d&n
thdi gian hoan thanh dy 4n, vd cin tdp trung nhitng nd luc ctia nhém
d nhitng cdng viéc nio.

3 Nhitng d6 thi cho bi€t nhu ciu v& cdc ngudn luc cho timg giai doan,
gitip nhin ra nhitng giai doan qud tii d€ c6 hudng phin b8 ngudn
luc hgp 1y hon,

Chiing ta khong c6 thdi gian d€ xem xét tat cd vin dé c6 th€ xdy ra
cho moi loai dy 4n. Thong thudng, mdt ngudi quan 1y du 4n cin:
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danh thdi gian va cdong sttc d€ hi€u rd cin 1am didu gl va 1am cdch
nao d& dat duge diu d6 trvdc khi bit ddu ba't ¢t chuyén gi;

hdy chuin bi d€ d6n nhitng diéu khoéng mong mudn;

ghi chép lai moi khia canh cla dy 4n, va thuc hién bdo cdo thudng
xuyén vé ti€n d6 thyc hién cong viée;

kéu goi sy giip d8 cla cdc chuyén gia va khai thic moi ngudn luc
sdn ¢6.



Hoach dinh va kiém sodt du dn

Hay tu dénh gié 3 20 phut I

@ 1 Hay cho bi€t c4c rang budc clia dy 4n.

2 Gia st ban 1a trudng dyv 4n gidi thiéu mot sin phdm méi ra thi trudng
cho cdng ty ban. Hay liét ké it nhd't 5 cong viéc cin phai lam dé c6
thé hoan tat dy 4n nay.

3 Mot cong ty nghién ciu thi trudng phéi ti€n hanh mot cudc diéu tra
thim do § ki€n ciia ngudi tiéu diing v& mdt sin phdim méi cho mot
khdch hang clia ho. Tién trinh hoach dinh cho viéc nay gém 6 cong
viéc vdi trinh ty thyc hién nhu sau:

Cong vige| Hanhdgng | dutinh | thuc hi¢n
¥ X4c dinh muc tiéu cla viéc diéu 3
tra thim do ngudi tiéu dung -
B Tuyén nhin vién thdi vu 3 A
C Thiét k& bang cdu hdi 5 A
D Huin luyén nhdn vién 4 B,C
E Lya chon nhém khéch hang 3 ke
F Phén cong cong viéc 2 DLE
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1 Xdc dinh thdi han hoan thanh cng viéc ding biéu dé Gantt.
2 Xdc dinh dudng Ging cia dy 4n. '

4 S¢ d6 dudi day trinh bay cdc giai doan ki€m so4t du 4n. Ban hay
dién cic chit vao cic 6 con thi€u.

1. Xdc dinh muc tiéu

4. Pat chuiin muc vé ‘
“hiéu qua cdng viéc

6. So sanh két qua véi
chuin myc va muc tiéu

‘.._

Né&u c¢6 su sai 1éch ...

Ban c6 thé tham khdo ddp 4n cho nhitng ciu hdi ndy & phin “Pap
dn bai tip ty dinh gid” & cudi sich.
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9 Tom tat

= Dy 4n 12 mot cong viec c6 thdi di€m khdi diu va k&t thic xéc
dinh. Céc ngudn Iyc - nhv nhin cong, nguyén vit liéu, ndi lam
Viéc, v.v... - dudc cung cdp cho dy 4n trong mot thdi gian gidi
han nhim dat dugc cdc muc tiéu di dugc xdc dinh.

m Cdc rang budc clia dv 4n c6 lién quan dén:

= chi phi, y€u t6 quyét dinh s6 lugng clia cdc ngudn luc duge
stt dung;

= thdi gian, y&u t6 hi€m khi c6 di:
= chat lugng, bao gbm tit ci cdc dic tinh ciia k&t qui dyf 4n.

Tru6e khi khdi dong mot du 4n, nén xay dung mot nghién ctdu kha
thi. Nghién citu nay s& xem xét moi khia canh ciia dé xuit bing
cdc tinh todn chi phi, xdc dinh céc khé khan 6 thé ¢6, va ¢5 géng
ti€n dodn xem diéu g s& xy ra néu dy 4n dugc trién khai.

w M0t khi da quyét dinh tri€n khai du 4n, nhém cin phdi:

= thdo luan vé dy 4n & muc chi ti€t:

= thu thdp thoéng tin;

= lam r6 cdc muc tiéu;

= xem xé€t cdc du dn tuong tu trude d6:

= xdc dinh cdc rang bujc;

= bi€t dugc ki€n thic va kinh nghiém c@a nhin vién nhém.
» D& lap k& hoach cho dy 4n, phai xét dén:

= phdi thyc hién viéc gi;

= tai sao phdi thuc hién cong viéc d6, cho Idi ich clia ai;

= cdch thyc hién cong viéc: phuong phip ti€p cin, qui trinh,
va ky thuat dudc sit dung;

» ai s& thyc hién phin cong viéc nio;

= khi nao cong viéc bit diu va hoan thanh, va c6 thé Ia thdi han
cho ting di€m mdc quan trong trong qué trinh ti€n hanh dy 4n:

= noi thyc hién cong viéc;
= ngin sich cho du 4n.
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Phan chia m6t dy 4n 16n thanh nhiéu phin nhd hon (Work
Breakdown Structure, goi tit WBS), 1a phuong phédp rit hitu
hi¢u trong viéc hoach dinh va ki€m sodt dy 4n.

- Khi m6i thanh lap, da s8 cic nhém déu trdi qua giai doan séng gio.

Phuong phdp dudng Ging bugc nhém phdi suy 'ngh’l‘ o rang va
cdn than vé moi hoat dong, va gidp xdc dinh xem nhitng hoat
dong ndo can tip trung nd luc nhiéu nhat.

Qui tic Morton khong cho phép c6 cé hai 1"210 cé.n khéng gian
- va 8 chitc cdng ldic. -

Moi dy 4n déu tiéu tén chi phi. Ching ta d3 xem xét vé viéc:

» du todn chi phi;
= theo déi chi tiéu.
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Suy ngam

Biy gid ban danh 5 phit d€ suy ngim nhitng vin dé vira nghién
cifu va nghi xem ban sé& 4p dung ching vio thuc t€ céng viéc clia
ban nhu th€ nao? Hiy vi€t ra nhitng suy nghi cia ban:

Al Tdida hoc duge ...

Ap dung khi nao?

Al T8i 83 hoc dugc ...

Ap dung khi ndo?

Ap dung didu a6 & cong viéc ndo?
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Panh gia két qua

1 Bai kiém tra nhanh
Hay trd 181 cdc cAu hdi dusi ddy vé chi d& Hoach dinh va Kiém

sodt Céng viée.

Cau 1 Sy khédc biét chi y&u gita mét hé théng vong lap kin vad mot hé
théng vong lip hd 13 g1?

Cau 2 Trong ki€m sodt cong viéc hai giai doan cdn phéi thuc hién trudc
tién 13 gi?

Ciu 3 Sau t rdt hiru ich khi 4p dung cho viéc 1ap k& hoach 1a gi?

Céu 4 Mot giai doan quan trong cda qué trinh ki€m sodt céng vige 13 so
sénh k€t qud cdng viéc voi cdc chudn myc. Tai sao khong nén thuc
hién viéc nay qud thudng xuyén hoic dé€ qud lau mdi lam?
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DBdnh gid két qud

Ciu s

Ciu 6

Céu 7

Ciu 9

104

Tai sao viéc xdc dinh rd va dién td m6t cdch chinh x4c cdc chudn

_myec cho k&t qud cong viéc lai rit quan trong?

.........................................................................................................
.........................................................................................................
.........................................................................................................

.........................................................................................................

K& ra bén cong viéc chinh lién quan d&€n nguyén vit lidu thudc vé&
trach nhi¢m cla mt ngudi quén Iy tnge tiép.

.........................................................................................................

.........................................................................................................

.........................................................................................................

Bdo cdo finh hinh st dung nguyén vt liéu gidp ich cho viéc kiém
so4t nguyén vit liéu nhu thé nio?

.........................................................................................................
.........................................................................................................

.........................................................................................................

.........................................................................................................
.........................................................................................................

.........................................................................................................

Lam th& nao ban c6 thé nhén ra dugc biu khéng khf — cdm gidc
hodc tim trang — & mdt ndi 1am viéc thudc loai gi?

.........................................................................................................
.........................................................................................................

.........................................................................................................



Bdnh gid két qud
Cau 10 C4c rang bubc cia dy 4n lién quan d€n ba linh virc ndo?

.........................................................................................................
.........................................................................................................

.........................................................................................................

Cau 11 Nghién cfu kha thi 1la gi?

.........................................................................................................
.........................................................................................................

.........................................................................................................

Cau 12 K& ra it nhét ba 1¢i ich cia viéc phan chia mot dy 4n 16n thinh nhiéu
¢dng viéc nhé hon.

.........................................................................................................
.........................................................................................................

.........................................................................................................

Ciu 13 Ban hi€u nhu th€ nio vé thuit ngi “séng gi6” trong mdi lién hé
v8i viéc thinh 1ip nhém. Hay gidi thich mdt cdch ngin gon.

.........................................................................................................
.........................................................................................................
.........................................................................................................

.........................................................................................................

Céu 14 Néu ra hai lgi ich cia phuong phdp duéng Giing (CPM) trong hoach
dinh dy 4n.

.........................................................................................................
.........................................................................................................

.........................................................................................................
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Ciu 15

Ciu 16

106

Tai sao vi€c cdc thanh vién trong nhém duge phin céng lam viée
toan thdi gian v&i cdng mot ngudi quin 1y du 4n, v ho dude lam
viéc v4i nhau tai cling mét ndi c¢hdn lai ¢é ich cho dy 4n?

Ngin sdch 1a gi va tai sao né lai quan trong d6i v&i nhitng ngudi
quén 1y dy dn?

Ban c6 thé tham khdo d4p &n cho nhitng ciu héi nay & phin “Pép
4n bai ki€m tra nhanh” & cudi séch.



Ddnh gid két qud

2 Bai tap tinh hudng_ 60 phit X

Hiy doc tinh hufng dudi diy sau d6 trd 18i cdc ciu hdi phia dudi.
Vi€t ciu tra Idi clia ban ra mot ¥ gify riéng.

Thio Dung phu trich phdng xuit nhip khiu clia mt cong ty sin xudt
hang thi céng my nghé di nim nim nay. C 1am viéc rit t, dudce
¢4 nhan vién va cip trén quy mén. Tuy nhién trong 1in kiém tra thyc
hién bdi don vi kiém todn bén ngodi gin diy, by phan v nhém cd
d3 bi phé binh gay git. Theo bao cio ki€m todn, Thio Dung 43 iy
tién trong vin d¢ 1am thém gid va s& dung cdc vt dung ti€u ding
(bao gdm vin phdng phim, cdc miu biéu, ruy bing, v.v...) C6 ciing
da cho phép st dung dién thoai vd mAdy photocopy sai myc dich. Ngudi
ta d& nghi Thdo Dung phai dinh ra mét ngin sdch s dung cdc db
diing ndy, va cip trén cla cb phai kiém sot chit ché hon.

1 Hay cho biét Thio Dung cin phdi 4p dung bén giai doan ki€m so4t
k€ sau cho cdng viéc ma ¢ chiu trdch nhiém nhv th€ nio:

m dit ra chudn myrc vé hiéu qud cbéng viée;

s thu thip dir liéu aé do ludng hién qud cong viéc;
m so sdnh k&t qud véi chuin muyc:

m tién hanh diéu chinh.

2 Théo Dung sé phdi t¢ xdy dung cdc chuin myc d€ d4p ¥ng muc
tiéu ngan sdch chung. Hay d& nghi it nhat mét cdch ma c6 c6 thé
thue hién,

3 Thi&t k&€ mot miu biéu giip Thio Dung c6 thé do ludng hiéu qud
thuc hién ¢ng viéc cho médt hoat ddng trong bd phin clia ¢d so vai
chuin myc ciia hoat d6ng d6.

4 Thio Dung c6 th€ 1am gi 4€ dong vién nhém clia minh d4p dng mot
céch tich cyc 481 v6i nhitng i phé binh?

Ban c6 thé tham khdo d4p 4n cho bai tip ndy & phian “Dép 4n bai
tip tinh hudng” & cudi sich.
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Hay tom lugc va suy ngam

Tom luge va suy ngam

Biy gid ban di hoan thiinh cubn sich Hoach dinh va Kiém sodt Céng
viéc. Chiing ta hdy ciing xem lai cdc muc tiéu cla cudn sich.
Muc tiéu thif nhit la:

Khi nghién cifu xong cuén sich nay ban sé€ cé kha ning tét hon
d¢€ xdc dinh cdc bude cAn thi€t trong qua trinh hoach dinh va kiém
sodt, va mé td cidch dng dung ching & ndi Jam viéc¢ ciia minh.

Nhu chiing ta di dé cip, ¢6 bdy giai doan cd ban d6i v8i moi hoat
dong ki€m sodt cdng viéc.

xdc dinh muc tiéu;

lap k& hoach;

truyén dat k& hoach trong toaAn nhém;

dit ra chudn myc vé hiéu qud cong viéc;

thu thap di liéu d€ do ludng hiéu qud cbng viéc;
so sdnh k&t qud véi tiéu chudn va muc tiéu;

ti€n hanh diéu chinh k€ hoach n€u can thiét.

Néu mdt giai doan khdng dudgc thuc hién t6t, hoic bd qua, cic cd
héi cho thianh cong tat y&u s& gidm di.

Hiy gidi thich mét cdch ngdn gon ban c6 thé 4p dung mét trong
by giai doan ndy vdo cong viéc hién tai ciia ban nhu thé€ nio.

.....................................................................................................
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Muc tiéu thii hai la:

Khi nghién cifu xong cudn sdch nay ban sé ¢é kha ning gidi thich
cdch ki€m sodt cdc ngudn lyc sin cé cho ban va nhém t5t hen,

Né€u chiing ta coi nhém cla ban ciing 13 m6t ngudn lyc sin cé thi
nhiém vu clia ban gén nhu chi 1a viée ki€m sodt cdc ngudn lyc.

Trong phan B ching ta 44 xem xét mdt vai ngudn lgc: nguyén vit
liéu, nha xudng, trang thiét bi, con ngudi; cling vdi chit luong, tinh
tw cong viée, va cdc phuong phdp 1am viée.

Chiing ta da ban v& bdn Iinh vic trich nhidm chinh khi kiém so4t nguyén
vit lidu: giao nhan, b8c x&p va van chuyén, ché& bign va tdn trwr,

V&i chii d€ 161 quan trong 1 chit lugng, ching ta di nhin thiy chat
lugng cla mot sdn ph&m hodc dich vu phidn 4nh céch t8 chic va
qudn 1y cda nha sdn xud't hodc nhi cung c&p. Mot chuin myc hé
thng chat lugng, ISO 9000, di & ra mot s& didu khodn hay 1a nhitng
nguyén 1y chi 15 doanh nghiép phai lam gi d€ thi€t lap va duy ti
mét hé théng chit lugng thich hgp.

Ching ta cling da théo lufin v& mdt chii 8 quan trong khic 1A bio duGng
thi€t bi. Nhu ban da biét, ngudi quin 1y tnre ti€p ¢é trich nhiém d3m
bido ring thi€t bi dudi quyén kifm soat ciia ho dugc bao tri hop 1.

Viéc st dung céc bi€u 48, chdng han nhu bi€u dd Gantt c6 thé hd
tr¢ ki€m sodt trinh ¥ cdng viée, v trén cd sd d6 ¢6 thé 13p thai
gian bi€u cong vide,

Khi néi d&€n ngudn nhén Iwc th rd rang quin 1§ bing céch tao ddng
Irc lam viéc cho nhin vién phi hgp hon 12 kiém sodt ho.

Trong céc chd dé vé quin 1y &4 dugc thio ludn trong phdn B, chi
dé ndo 1a linh vyc manh nhit cia ban, vi chi d& nao 13 linh vyc
yéu nhit?
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m Ban s& lam thé& nio d€ ting cudng ky ning va kién thitc trong linh
vyc yéu nhi't clia minh?

Muc tiéu ti€p theo la:
Khi nghién cifu xong cuén sich nay ban sé cé kha niing t&t hdn

d€ nhan bi¢t tAim quan trong cia viéc thi€t 1p cdc chudn muc,
va kiém tra céng viéc so vdi cdc chuin myc d3 théng nhit.

Chuin muc 13 mot chi dé dugce lip di lip lai trong cudn sich nay.
Chiing ta hdy ciing nhic lai mot vai diém. Ban d3 thdy riing:

1 P& kiém sodt viec gl d6, ban cin cd cich dé kiém tra xem qué trinh
¢6 dugc thyc hién nhu ¥ ban mudn khong. Ban s& so sdnh k&t qui
va hiéu qua céng viéc véi mot chuin muyc.

2 Doanh nghiép phii bio ddm ring cdc chuin muc cia minb it nhit
ciing phdi bing chuin muc cia khich hang,

3 PE c6 thé sit dung t8t, cdc chudn myc cin duge midu tA mot céch rd
ring va &t nhit 1a c6 thé do Wwdng dude.

4 So sinh két qua cong viéc vdi chudn myc qué thudng xuyén sé phét
sinh chi phi khéng cin thi€t. So sdnh qud thua thi s& bd qua cdc diu
hiéu nguy hi€m, 13 diéu c6 thé 1am gidm ning suit va sin lugng.

5 Ban can cin thin d& chuin myc dit ra cho nhém minh khéng ddi
hdi qué cao. N&u xét thiy chudin myc dit ra qui cao, thay d8i chuin
myc thi hgp 1Y hon 13 ¢t ¢8 gdng d€ ddp itng céc chi tiéu khéng
hgp 1y nay.

6 Cam k&t ddm bdo chdt lugng c6 nghia 13 ¢6 sy sin sing vi quyét
tdim cin thi€t 4€ ning chit lugng cdng viée 1én mdt chudn mye cao
va duy tri d mic cao d6.
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7 Nhian vién khong thé mong dgi dat dugc cac chuin muc chit lugng
néu ho khéng dugc dio tao hoic khdng c6 k¥ ning d€ 1am viéc do.

8 Moi doanh nghiép déu phii c6 mét hé théng chét lugng 15 rang dé
c6 th€ dam bio ring sin ph&m luén nhdt quin véi cdc chufn myc
chd't lugng 43 duge dit ra.

9 Tiéu chuin hé thdng chit lwgng qudc & ISO 9001 d& ra mot &
diéu khodn hay 12 nhitng nguyén tic chi r& nhitng gi doanh nghiép
phdi lam d€ thi€t 18p va duy tri mgt hé théng chét lugng thich hop.

10 Trong titng quy€t dinh clia minh, ban luén phai dat ra cdc chufin myc

w Ban cé nhan bi€t duge cic chudn muc cho cOng viéc clia ban va cia
nhém ban khong? Ban c6 thé viét ra tdt c& cdc chufn myc d6 khong?

.....................................................................................................

.....................................................................................................

.....................................................................................................

m Ban ¢6 cho riing nhitng chufn myc ma ban va nhitng ngudi khéic
dit ra 1a khong qud thdp ma ciing khéng qué cao khéng? N&u khéng
phdi th€, ban s& 1am g1 € xem xét lai nhitng chufn muc nay?

.....................................................................................................
.....................................................................................................

.....................................................................................................

.....................................................................................................
.....................................................................................................

.....................................................................................................
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Muc tieu cu8i cing 1a:

Khi nghién c¢du xong cudn sdch ndy ban s& c6 kha niing t8t hon
trong viéc xac dinh cdc cdng viéc cia ngudi quan Iy dy 4n, hoach
dinh v gidi thich cdch ki€m sodt cdc dy 4n ma ban tham gia.

Mot dy 4n 12 mbt cong viéc ‘bi gidi han’, nghia 14 né dugc dyv dinh
thifc hién trong mdt khodng thdi gian han ché, va dién hinh 13 cdc
ngudn lyc chi duge giao tam thai cho du 4n.

Hoach dinh va ki€ém sodt dy 4n khong khic biét nhidu so v6i viee
quin 1y céc loai hoat dong khdc. Ching déu 4p dung cdc nguyén
tic gidng nhau. C3 bdy giai doan ma ching ta liét ké tr didu déu
phd hop v6i viee quin 1y du 4n.

Ching ta d3 xem xét mdt vai k¥ thuit cu th&, dic biét 13 vide st
dung biéu d8 Gantt a€ 13p thai gian bi€u céng viéc, phuong phap
dudng Ging (CPM) d€ x4c dinh hoat dong nio cin tip trung nhiéu
nhdt, viéc lap du todn chi phi va kiém so4t chi phi.

Ban ¢6 cdn hoc thém vé ki€n thifc quén Iy du 4n hay cdch si dung
cdc ky thudt cy th€ khdng? Néu 1én k&€ hoach hoc thém cia ban.

.....................................................................................................
.....................................................................................................
.....................................................................................................
.....................................................................................................
.....................................................................................................

.....................................................................................................
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2 K& hoach hanh ddng

2.1 K& hoach hanh déng 3 gi?

K& hoach hinh d6ng 13 mét cdng cy gidp ban 4p dung nhitng gi it
ra duge tr cudn sich vao thuc t€ cong viée.

2.2 Lam thé nao dé Iap mot k& hoach hanh déng?

Pay la Kic ban xem lai nhitng ghi chép clia minh & trang Suy ngdm
sau mdi phin trong cun sdch va nhitng ciu trd 19i § muc Tom lugce
va Suy ngdm.

Trudc tién, hily xdc dinh cdc muyc tiéu ma ban mong mudn dat dugc
12 gi? D€ dat dugc cdc muc tidu nay, ban c6 th€ s& gap phai nhiing
vin dé nao? Hiy liét ké chdng. Sau d6 hiy phan tich xem dé giai
quy€t tirng van dé, ban s& cin thyc hién nhitng hanh déng gi, vdi
cdc ngudn lyc ndo, va trong thSi gian bao 1iun?

Hiy ddm bdo nhitng k& hoach hanh dong ban dit ra cho tirng muc
tiéu ludn dap ng cdc tiéu chi san:

m cy thé;
s ¢c6 th€ do ludng dugc;
m c6 thé€ dat dugc;
®» phi hgp (v6i muc tiéu cia doanh nghi€ép vA cla nhém);
m thdi han hgp 1y.
Vi du:

Muc tiéu khong cu thé: Biét lap lich trinh cong viéc.

Muc tiéu cu thé: Sir dung bi€u db Gantt d€ 1ap k€& hoach
sdn xuat cho td.

Pé @m bio tinh kha thi, trong mdt k& hoach hanh déng, ban chi
nén dé xuat mdt muc tiéu cin dat dude va khong qud 3 van dé cin
phai gidi quyét trong mot khodng théi gian nhat dinh.
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2.3 Lam gi vdi k& hoach hanh déng?

Khi 42 1dp xong k& hoach hanh ddng, ban nén bit tay ngay vio viée
thuc hién. Ping d€ bit ky diéu gl tri hodin ban! Trong qué trinh thuc
hién, rit c6 thé s& c6 nhitng yéu t§ inh hudng d€n nhitng dy ki&n
ctia ban, Ban hay phin tich k¥ Iudng nhitng dnh hudng nay va trong
trudng hgp cin thi€t, ban ditng ¢ ngai gl néu phai thay ddi mot s&
du kién trong k& hoach hanh d6ng clia minh. Nhung hwu ¥ ring cudi
ciing ban phai dat duge muc tiéu da dic ra.

K& hoach hanh déng 13 danh cho ban. Trir khi ban yéu cau, khéng
ai ddnh gid, chdm di€m vi xem xét k& hoach ciia ban. Hay treo k&
hoach hanh d6ng 4 noi lam viéc va bit tay thuc hién ngay!

Ban nén xem xét lai k€ hoach clia minh theo dinh k¥ (c6 thé€ hang
thing) va di€u chinh k& hoach khi cdn thi&t. Hiy xem lai:

8 nhiing gl dang phét huy tdc dung?
m nhitng gl cin duge cii ti€n?
m lam th€ ndo d€ c6 thé thire hién céc cii ti€n dg?

Khi di thyc hién xong k€ hoach hianh dong, ban dirng nén vii vang
cdt n6é vao ngin ban. Ban nén danh chit thoi gian d& danh gis viéc
thtc hi¢n k€ hoach hanh déng va so sdnh xem k&t qud ma ban dat
duge ¢6 nhu mong mudn hay khéng. Diéu nay s¢ gitp cho ban tich
lity kinh nghiém d€ thuc hién thanh cOng cdc k€& hoach hanh dong
trong tugng lai.

Ding quén ghi nhén nhitng tién bd mi ban da dat dwge. Hiy an
- ming nhitng thanh céng cda minh!
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Hay tém lugc va suy ngdm

3 Dap an bai tap ty danh gia
Bai tdp tu danh gia 1
1. Bi€u dd hoan chinh nhv sau:

Pau vao

4

Chuin muc

Vong lip ki€m sodt thong tin phdn hdi

2 N&u khdng bi€t cdc muc tiéu cia minh 12 gi, ban khﬁng thé dat

dugc muc tiéu, thim chi ban khong bi€t 14 minh c6 gin dat cdc
muc ti€u hay khong.

1 Moi hé thdng déu dugc ki€ém soat bing cich thi€t 1ap chuin myc
mong mudn, va so sidnh cdc két qud vdi cdc chudn muc nay.

2 Hé thong vong lip kin c6 thong tin phin hdi, gidm sit va ki€m
sodt, trong khi hé théng vong ldp hd thi khéng. .

3 Muc tiéu rd rang thi cdn thiét dé kiém sodt t6t.

4 Chudn myc hiéu qud cong viéc phdi dugc dinh ré va dién td
mot cdch chinh xdc.

5 Sai 1dm 16n nhét 12 ban cho ring minh khéng cin d&€n k€& hoach,
bdi vi ban cho rdng tdt cd cdc vdn dé viéc gi, tai sao, ai, cdch
nao, khi nao va & ddu déu qud ré rang.

6 Chi phi va nd Iyc bd ra cho viéc gidm sat phdi can bing vdi lgi
ich ma né mang lai cho viéc kiém sodt.

4 Du6i diy 1a cdc ciu trd 15i ding, tuy nhién tit ngit clia ban c6 thé
khong hoan todn giéng véi ddp dn.

a Viéc ki€m tra s& 1am mait thdi gian cda ban, do vdy ban khong
nén kiém tra moi thit thuong xuyén mot cdch khéng can thiét.

b Ban cin d4nh gid hiéu qua thyc hién cong viéc sau khi da c6 du
thdi gian d€ nghién citu né nhung trudc khi qud tré dé sia sai.
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Hay 16m Iuge va suy ngdm
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Mot khi da dit ra chudn muc, cd thé cho phép sai léch trong mét
gidi han xdc dinh.

D€ c6 thé sit dung t6t, cdc chudn muc cin dugc miéu mst
céch 16 rAng va 16t nhdt 1a phdi do luong duge.

Céch 6t nhat d€ truyén dat v8i nhém 12 cung cdp théng tin cho
mol ngudi & mic 4 va 10c dg phiy hop véi timg ca nhan cé lién quan.
K& hoach cdn phdi dé cip d€n tdt cd nhdn vién dusi quyén
ban, thyc t& va khd thi, vi ¢6 luu tim dén khd ndng cia nhdn

vién va nhu cdu phdt trién cdc kj ndng cia ho.

g K& hoach 12 su 8 chibc sdp xép chi tiét dé dat duge mét muc tidu,

Bai t4p tu dénh gis 2

Vin dé

a Cong viéc bi ngung tré do vit
liéu khdéng c¢6 sin khi cin vi
khéng c¢6 & ndi cin dé&n.

b Vit liéu bi s dung mdt cich
ling phi.

¢ Vit lidu bj hu héng khi du
dinh dem ra si dung.

d Khi dinh diing d&n vat liéu méi
bi€t 1a ching khong ding loai.

e C6 loai vit liéu tdn kho qud
nhiéu trong khi nhi¥ng loai
khic thi lai ¢ quié it.

f. Xuft hién tinh trang mAit m4t
vit liéu.

Giai phép c6 thé
ii. Pdm bdo vit liéu dugc yéu

cdu di s8 lugng va ding quy
cich.

vi. Cdi thién cdc phuong phdp
lam viéc d€ s dung vit liéu
mdt cdch hiéu qud hon.

i. Céi ti€n cdc phuong phip bbc
x€p vi van chuyén.

v. C4i ti€n cdc thi tuc yéu cdu va
giao nhin hing héa.

iii. Gidm s4t ty 1& tiéu thu cla mdi
loai vat liéu mdt cdch ciin thin
hon.

iv. Ting cudng an ninh cho khu
vue kho.

Mot phuong phip d€ ddm bdo chit Iugng 13 cong thitc CASCADE:
Commitment (Cam k€t) + Ability (Khd ndng) + Standards (Tiéu
chuin) + Communication (Trao d8i théng tin) + Attention to Detail
(Chi ¥ d&n Chi ti€t) = Excellence (K&t qui Xuit sfc).



Hay tém luge va suy ngdm

3 L3 gidi cla anh Son chua chinh xdc béi vi d6i véi don hang O2, cong
doan tht 1 hodn tit som nhit sau 2 gi¥ dAu clia ngay thi Ba, do d6 cong
doan thit 2 cla don hang O2 khdng the bit dau vio diu ngay thir Ba ducc.

Kiém soat Icﬁng viéc hiu qua khong chi Ia vin dé TO CHUC va it
dung CAC KY THUAT cu th&, ma né cdn 1am cho todn nhém MUON
dat dugc cic muc titu va SANH DPUGC véi cde chuin muc cao.

KHC)NG'?KHf LAM VIEC cang t6t, cdc thanh vién trong nhém
cang HIEU RO nhau thi cing c6 nhiéu khd ning cong viéc s&
thanh cong vi KIEM SOAT dudgc.

LAM GIAU cbng viéc 12 mot phuong cach rit quan trong d& TAO
BONG LUC LAM VIEC cho nhn vién va ting NANG SUAT.

DAO TAO c6 thé ta0 ¢d hdi cho nhém PHAT TRIEN va m& rong
nén ting KY NANG ctia nhém.

Pidu c6t 161 d€ kiém so4t cong viéc 1a quin 1y va TAO PONG
LUC LAM VIEC cho nhin vién.

Bai tdp ty ddnh gia 3
1 C6 3 rang bude cia dy én

a
b

c

chi phi
thai gian
chit lugng.

Nhitng c¢6ng viéc cin 1am trong dy 4n gidi thiéu mat sdn phim méi

ra thi trudng la:

Ch€ tao miu thd;
Khao sit thi trudng miu sdn phim mdi;
DP4nh gi4 tinh kh4 thi vé mit sdn xuft/thi trudng;
X4c dinh dat tinh sin phdm;
Thiét k& bao bi:
Tim ngudn cung cip nguyén liéu/bao bi;
Nghién ctfu sin xuit qui md 16n;
Dédnh gi4d k€t qud nghién citu thi rwdng;
Lap k€ hoach tung sin phfm;
Phé duyét k€ hoach.
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Hay tém lugc va suy ngdm

3 Du 4n diéu tra thi trudng

1 Biéu 8 Gantt dusi ddy cho thdy thdi han hoan thanh céng viéc
la 14 ngay.

Céng viéc
A
Al

B .

D et
E bt .
F —

123456780901011121314 °©
Thai gian (ngay)

2 Phuong phdp dudng Ging dugc biu di&n nhu sau :

Pubng Ging cia dy dnla 1,2,4,5,7= A3 + C5 + D4 + F2 : 14 ngdy
4 Qui trinh ki€m sodt dy 4n gdm 7 budc.

I f. Xde dinh muc tidu |

|
| 2. Lp k& hoach |.._

o

Tién hinh diéu chinh,
sifa d6i k& hoach, néu cin

4. Dat chudn myc vé
hiéu qui ciing viéc

|

5. Thu thp dir liéu dé
d€ do ludng tién do

I

6. Sosdnh két qud vdi
chufin myc vA muc tiéu

Bt

1 20 Néu ¢6 sif sai léch ...,




Hay tém lugc va suy ngdm

4 Dap an bai kigm tra nhanh

Cdul

Cau 2
Céau 3
Ciu 4

Ciu 10

Ciu 11

Céc hé thdng vong lap kin c6 théng tin phin hdi, gidm sat va kiém
sodt; cdc hé théng vong lip hd thi khdng.

Hai giai doan d6 1a: xdc dinh muc tiéu vi 1ap k& hoach.
Séu tir d6 la: viée gi, tai sao, khi ndo, & daun, cach nio va ai.

So sdnh hig¢u qua thyc hién c¢dng viéc véi chudn myc qua thuing
xuyén s& phdt sinh chi phi khong cin thit ciing nhi Am viéc khdng
¢6 hiéu qud thyc t€. So sinh qua thua thi s& bd qua cdc ddu hidu
nguy hi€m, 12 diéu c6 thé lam gidm ning sud't vi sin luong.

Chudn myc k&t qud céng viéc 1a cdc chl tiéu dung d€ do hoic
ddnh gid k€t qud cong viéc, D€ lam duge didu d6 ban cdn xdc
dinh chufn myc 1d gi, cang chinh xdc ciug tot.

D6 1a cdc cong tdc: giao nhin; b&c x&€p va vin chuyén; ch& bién;
ton trit.

Bédo cdo tinh hinh st dung nguyén vit liéu tao cho ngudi quédn 1y
¢ hoi 46 kiém tra d6 chinh xac cla cic dy bdo, vd nhin ra nhitng
ché€nh l€ch 16n trong viéc sif dung nguyén vit liéu, nhd dé cé thé
khdc phyc kip thdi.

H¢ th6ng chat lugng cia mdt doanh nghiép c6 thé dugc dinh nghia
12 “cd cdu 8 chifc, cdc trich nhiém, cdc thi tuc, cdc qué trinh, va
cdc ngudn lyc d€ thyc hién viéc quin 1y chi't lugng”. Ban c6 thé
da trinh bay dinh nghia nay dudi mét hinh thitc khéc.

Biu khéng khi & mdt ndi lam viéc thudng dude phén 4nh trong:
mdi quan hé va sy trao d8i thong tin giita c4c nhin vién, cde chuin
muc dugc dit ra v sif wdn thd cic chuin myc nay, cdch moi ngudi
hé trg va giip d8 nhau nhy th€ nio. Ban c6 thé di néu ra nhitng
y€u 8 khdc.

Rang budc cda dy dn lién quan d&€n: chi phi, y&u t6 xdc dinh 6
lugng cdc ngudn htc sdn cb; thdi gian, y&€u t6 hi€m khi cé di; chilt
lwgng, bao gom tt cd cdc dic tinh cia k&t qud dy 4n.

Nghién citu khd thi 1 sy ddnh gid sd b6 vé moi khia canh cla
mdt dé xudt dy 4n, nghién citu khd thi tinh todn chi phi, xdc dinh
cic khé khin c6 thé c6, va cf gdng tién dodn xem didu gi sé x3y
ra néu du 4n dugce trién khai.
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Hay tém lugc va suy ngém

Céu 12

Céu 13

Ciu 14

Ciu 15

Ciu 16

122

Ba lgi ich cGa viéc phan chia mt di dn Ién thanh nhiéu phin viéc
nhé hon:

s D& phin b& ngudn hyc: nhin lye, thiét bi, ...
m C6 mot s6 cong viee ddc 1ap c6 thé duge ti€n hanh song song.
» DE& ki€m so4t vé mit i chinh.

‘Séng gié’ 1a mot giai doan xung d6t c6 thé xdy ra khi nhém mdi
thanh 13p. Pic di€m cla giai doan ndy 1a cdc loai xich mich, va triéu
ching 12 cdc thanh vién bit diu bi&t ho mong mudn diéu gi va biét
ho duge ché ddi lam gl.

Khi xAy dung mét bi€u dd cho phuong phdp dudng Ging (CPM),
ngudi 1ap k& hoach bude phii ngh 15 rang v3 cdn thin vé tit ci cdc
hoat d6ng trong giai doan 13p k&€ hoach. Nhg vdy, sau khi v& xong
bidu d6 ngudi lap k& hoach s& biét chinh x4c 12 nhém cln tap trung
nd luc vio cdc hoat déng ndo.

biéu nay gidp vugt qua hai loai rao cdn:
® 130 cin khdng gian: rho cdn ndy tdn tai n€u nhin vién khéng 1am
viéc gin nhau;

» rio cin 8 chifc: Ao cidn niy tdn tai n€u nhin vién phdi bdo cdo
cho cdc cdp trén khéc nhau.

Ngan sach 1 sy t8ng hgp cdc hang muc chi ti€u va thu nhap dy kién,
chii y&u duge diing d€ gidi han chi phi s dung cho mét du 4n. Ngén
sdch c6 thé€ 1a chi tiéu ki€m sodt khit khe nhit dudc 4p dit 1én
nhém du dn.



Hdy tém luge va suy ngdm

5 Dap 4n bai tap tinh hudng
Ban c6 th€ tham khdo céc cdu trd 101 ggi ¥ dudi day.

I Thio Dung c6 thé 4p dyng bdn giai doan kiém so4t cho cong vide
ma ¢d chiu trdch nhiém theo cdch sau;

® dgt ra chudn micc vé hiéu qud céng viéc
Vdi vai 1rd & trudng phong xudt nh@p khdu, Thdo Dung c6 tréch nhism:

a Ddm bdo cdc giao dich xudt nhip khdu nhanh chéng va chinh xdc
theo yeu cdu ciia cong 1y. Chudn myc nay duge do luomg bdng cdch
dém s& 16 hang xudt hodc nhdp khdu khéng ding tién do thoi gian,
56" lwgng ching tit xudt nhdp khdu bi so sét v.v..

b Ddm bdo nhin vién sit dung thdi gian hidu qud. Yéu cdu ho lép k&
hoach lam viéc. Cdn ddr ra mitc thoi gian lom ngoai gicr thdp nhdt
cd thé thuc hién duge. Néu duge mukc ndy phdi bdng khong.

¢ S dyng chi phi hoat djng tiét kiém va hiéu qud, bao gém chi phi
cho vdt liéu tiéu dung, chi phi dién thogi,... Nén ldp ra dinh mitc
ngdn sdch cho cdc hogt déng nay.

w thu thdp di¥ lidu dé do ludmg hiéu qud cong vigc

a C6 th€ 14p ra cdc bdo cdo hang thing d€ theo dai vé dich vu xuit
nhip khiu: cdc 16 hang duge giao ding k& hoach, s6m holc trd so
v6i k&€ hoach; s bd chitng ti xuit nhip khiu bj sai, thi€u...

b 86 lugng gi¥ lam thém so v6i kh6i lugng cong viéc.
¢ Chi phi hoat dong hang thing

= chi phi hang thing vé v4t t tiu hao, vin phdng phim duge tinh
dua trén cdc phi€u yéu cdu tir bd phan, s6 liéu nay do phong k&
todn cung cap.

» chi phi dién thoai hang thdng dugc cin cif trén héa don va béng
ké clia buu dig¢n hodc ti¥ hé thdng tinh cwdc nodi bd dugde cai dat
vio tdng dai.

m 5o sdnh két qud vdi chudn muc
So sdnh cdc bdo cdo thyc t&€ v8i chudn myc 43 dugc xdc dinh.
m tién hanh diéu chinh
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Hay tém lugc va suy ngdm

Phdi ti€n hanh cdc bién phép sita sai thich hdp va nhanh chéng. Vi
du néu tién dién thoai hang thdng qui nhiéu thi cAn dua ra mot qui
dinh rd rang vé viéc sit dung dién thoai goi dudng dai trong va ngoai
nuéc. Hodc néu nhdn vién thudng phii lam thém gid thi cAn xem
xét va diéu chinh phuong phdp lam viéc d€ gidm viéc lam thém
gid. '

Duéi diy 12 mdt cdch ma Thio Dung c6 thé 4p dung d€ ty xay
dung cdc chuin myc nhim ddp ¥ng muc tiéu ngdn sdch chung.

Thdo Dung c6 thé thu thip s& liéu clia mot vai thdng, phan tich
va loai trit nhitng khodn chi tiéu chua hgp 1y, 14y sd trung binh
lam chudn muc vé chi phi so bd cho bd phan minh. Ti€p tuc theo
d6i chi phi sau khi c6 chudn myuc sd bo, d€ bi€t 12 chi tiéu dugc
xéc 14p c6 hgp 1y hay chwa va c¢6 huéng di€u chinh.

3 Thi€t k&€ mot miu biéu gitip Thiao Dung c6 thé do ludng hiéu qud
thuc hién cong viéc cho mdt hoat dong trong bd phin cia cd so
véi chudn muc cia hoat dong dé.

Cong ty IEX
Phong xuét nhip khiu

BANG THEO DOI CAC CHI TIEU HOAT PONG

Chi tiéu | Bvt | Chuin | Thang 1/0X | Thing 2/0X | Thing 3/0X
AN I Thyc | Chénh | Thye | Chénh | Thye | Chénh
_ t€ | léch t& l&ch t& léch
S8 giao dich xuit nhip khiu: | cdi A
* §§ don hang xuit khiu cdi
* S& don hang nhip khiu cfi
Ti 1& giao dich ding tién d % 100
thdi gian
S& lugng bd chitng tir xudt cdi 0
nhip khiu bi sai s6t
S& gith lam thém gids 0
Chi phi vin phong phim ddng
Chi phi dién thoai déng| C
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Hay tom luge va suy ngém

Thido Dung c¢6 th€ 1am mét s& viéc sau dé d6ng vién nhém cida
minh ddp @ng mdt cach tich cyc 48i vdi nhirng 181 phé binh.

Khen ngdi mit tich cyc clda ho 13 di 1im viéc hét minh d€ hoan
thanh céng viéc, khong né ha khi phdi lim ngoai gid. Pdng thdi
ciing nhém tim ra nguyén nhén clia cdc sai s6t trong cOng viéc viia
qua;

Ban bac v6i nhom &€ moi ngudi wr dua ra ¢ ki€n clia minh vé céc
cdch thitc ti€t kiém chi phi;

C6 thé bAu chon trudng nhém clia dy 4n “tiét kiém chi phi” nay, va
tuyén duong khen thudng cho c¢d nh6ém khi cong viéc ti€n trién 8t;

DE nghi c4c thinh vién trong nhém ty 14p k& hoach cong viéc theo
hudng sit dung hiéu qud thdi gian va sdp x&€p cbng viéc hap ly.

Tham khao
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HOACH DINH VA KIEM SOAT CONG VIEC

Hoach dinh va kiém soat céng viéc la hai chic nang co ban cla bat ky mét nha quan Iy nao. Ban phai
quyét dinh ban mudn dat dugc diéu gi, va sau dé lap k& hoach dé bién nhiing mong mudén cha ban trd
thanh hién thyc. Hiéu dugc cac giai doan trong quy trinh kiém soat céng viéc, ban cé thé sif dung cac nguén
Iuc vGi higu sudt cao hon va tang cudng chét lugng ciia san phdm/dich vu ma ban cung cép.

Sau khi hoan thanh cuén sach nay, ban c6 kha ning 15t hon dé:

= xac dinh cac budc cén thiét trong qua trinh hoach dinh va kiém soat céng viéc, va mé 1a viéc Ung dung
ching & nai lam viéc cla ban:

= gidi thich cach kiém soat cac nguén luc sin c6 cho ban va nhém ciia minh:

= nhéan biét tdm quan trong ciia viéc thiét 1ap cac chudn myc va kiém tra cbng viéc so vdi cac chudn myc da
dugc théng nhat;

® xac dinh cdc cdng viéc cla ngudi quén ly dy an; mé ta cach hoach dinh va kiém soat cac dy an ma ban
tham gia.

hoych dirh va kiém sodt cone

i

25.000 vNy
Gia: 25.000 4

BO SACH TANG HIEU QUA LAM VIEC CA NHAN
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