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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

1. Tén SOP

SOP-EXEC-08 — T4 chirc hop diéu hanh va x& ly ngoai lé theo KPI (nganh thiét ké & thi cong ndi thét)

2. Muc dich

Dam bao CEO c6 mdt bd KPI thdng nhét, dang tin cay dé tra & dung nhirng cau héi diéu hanh quan trong nhat —
thay vi phai tw ghép di liéu tlr nhiéu ngudn ré&i rac méi khi can ra quyét dinh. SOP quy dinh cach xac dinh cau hdi
diéu hanh, chuyén thanh KPI cé cong thirc va nguéng canh bao rd rang, chuan bji Management Pack, t& chirc hop
diéu hanh hiéu qua va theo d&i hanh déng dén khi hoan thanh.

3. Pham vi ap dung

Ap dung cho toan bd hoat ddng diéu hanh cip céng ty: xac dinh KPI, chuén bj bao cdo, t6 chirc hop diéu hanh
dinh ky va theo déi quyét dinh. Khéng thay thé cac SOP van hanh chi tiét & tirng phong ban — SOP nay tap trung
vao lép tbng hop phuc vu ra quyét dinh cia CEO/BOD.

4. Thuat ngir va dinh nghia

KPI Dictionary Danh muc céc chi sé diéu hanh, méi chi sé cé cong thirc,
nguén di¥ lieu, Data Owner rd rang.

Management Pack B& bao céo cb dinh gdbm cac KPI da théng nhét, chuan bi
trwéc mdi bubi hop didu hanh.

Nguwdng canh bao Mtrc gia tri cia moét KPl ma khi vwot qua, can cé hanh
dong can thiép.
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Decision Log Nhat ky ghi lai cac quyét dinh da dwa ra trong hop diéu
hanh.
Action Log Nhat ky theo ddi hanh déng cu thé tr quyét dinh, cb

ngwoi phu trach va han x ly.

Ma trén canh bao ngoai lé Bang quy dinh v&i méi loai ngoai 1& (KPI vwot nguwdng), ai
dwoc thong bao va trong bao lau phai xt ly.

5. Vai tro tham gia

CEO/BOD Xac dinh cau héi diéu hanh can tra 16i; cha tri hop diéu
hanh; phé duyét quyét dinh I&n.

Data Owner téng thé Duy tri KPI Dictionary; dam bao dir liéu Management
Pack chinh xac, dung han.

Data Owner theo KPI Chiu trach nhiém vé cong thirc va dd chinh xac ctia mét
hoac vai KPI cu thé.

Thuw ky diéu hanh/PMO Chuén bi Management Pack, ghi Decision Log va Action
Log trong hop.

Trwdng phong ban lién quan Béo c4o tién do Action Log thudc pham vi phu trach.

6. Ma tran RACI

R = Responsible - A = Accountable - C = Consulted - | = Informed

Hoat dong | CEO/BOD | Data Owner tbng thé | Data Owner theo KPI | Thu ky diéu hanh | Trwéng phong ban
Xac dinh cau hdi diduhanh [ A [ C | 1] 1] C

Xay dwng KPI Dictionary | C| A | R |1 ]| C

Thiét 1ap target va nguéng cdnhbdo | A|C | R | I ]| C
Chuén bi ManagementPack | | | A|R| R | C
Téchtrchopdiéuhanh | A| C|I|R|R

Ghi Decision Log/ActionLog | | | I | | | RIA | |

Theo d&i Action Log dén khihoanthanh | C | A |1 | R | R
X ly ngoai lé vwotngwong | AJ]C| R | 1| C

7. Dir liéu dau vao

D liéu van hanh tir cac SOP khac (di liéu cong trinh, ngan sach/1ai 16, BOQ/bao gia, céng ng/dong tién), muc
tiéu kinh doanh cta coéng ty theo ndm/quy, bién ban hop diéu hanh ky truéc.

8. Quy trinh ttrng bwéc
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Buwdc 1 — Xac dinh cau hdi diéu hanh ctia CEO. CEO va Data Owner téng thé liét k& nhirng cau héi CEO can tra
l&i dinh ky (vi du: cdng trinh nao 14i/16, dong tién tuan t&i, cong trinh ndo ¢ nguy co’ tré tién do).
Buwédc 2 — Chuyén méi cau hdi thanh mét hodc vai KPI cu thé. V&i mbi cau hai, xac dinh chi sé do lwdng duorc,
tranh KPl mo hd khong thé tinh toan rd rang.

Bwdc 3 — Quy dinh cong thirc, ngudn di liéu va Data Owner cho tirng KPI. Ghi vao KPI Dictionary: céng thirc

tinh chinh xac, nguén di¥ liéu (hé théng/sheet nao), nguwdi chiu trach nhiém vé dé chinh xac.

Budc 4 — Thiét 1ap target, ngwdng canh bao va tan suét cap nhat. V&i méi KPI, xac dinh mirc muc tiéu, nguéng
"can chd y" (vang), ngwdng "can hanh ddng ngay" (d8), va tn suét cap nhat (hang ngay/tuan/thang).

Buwéc 5 — Chuén bi Management Pack trwédc mdi budi hop. Thuw ky diéu hanh tdng hop Management Pack theo
ding céu tric ¢b dinh, gri trwde cho ngwdi tham dy tdi thiéu 1 ngay.

Bwéc 6 — T chire hop diéu hanh tap trung vao ra quyét dinh. Khéng danh théi gian trinh bay lai sé liéu (da gt
trwdc) — tap trung thdo luan cac KPI & nguwdng vang/dd va quyét dinh hanh dong.

Budc 7 — Ghi Decision Log ngay trong hop. Moi quyét dinh dwoc ghi lai rd rang: ndi dung quyét dinh, ly do, ngudi
phé duyét.

Budc 8 — Chuyén quyét dinh thanh Action Log c6 nguw¢i phu trach va han. Mbi hanh déng cu thé dwoc giao cho
mot ngudi, cé han hoan thanh ré rang.

Buwédc 9 — Theo dbi Action Log dén khi hoan thanh. Budi hop tiép theo bt diu bang viéc ra soat Action Log ky
trwdc — hanh déng nao da xong, hanh dong nao tré han can gidi trinh.

Budc 10 — Ra soat va cap nhat KPI Dictionary dinh ky. M&i quy, xem xét lai xem KPI hién tai cé con tra 1o dung

cau hai diéu hanh hay can diéu chinh.

9. Piém kiém soat va diéu kién phé duyét

Thém KPI mé&i vao KPI Dictionary Phai cé cong thirc, nguén dir liéu va Data Owner rd rang,
CEO/BOD x&c nhan can thiét

Glri Management Pack D@ liéu da dwoc Data Owner theo KPI xac nhan chinh
xac

Poéng mét muc trong Action Log Nguw&i phu trach xac nhan hoan thanh, cé bang chirng cu
thé

B mét KPI khéi Dashboard CEO/BOD phé duyét, ghird ly do

10. Ngoai lé va cach xtr ly

D lieu ngudn chwa s&n sang dung han Management Pack: Data Owner bao truéc, dung sb liéu wéce tinh cé danh
d4u rd "chwa chét", cap nhat lai ngay khi cé sé chinh thirc. M6t Action Log qua han nhiéu Ian lién tiép: CEO/BOD
truc tiép can thiép, xem xét lai tinh kha thi ctia hanh déng hodc nang lwc ngwdi phu trach. KPI lién tuc & ngudng

dd nhiéu ky: t& chirc phién ra soat riéng ngoai hop diéu hanh thwdng 1& dé xa ly gbc ré.

11. KPI can theo déi
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Mcrc muc tiéu tham khao.

Ty lé KPI c6 du cong thire, ngudn di@ | S6 KPI du théng tin + Téng sé KPI | 100%
liéu, Data Owner trong Dictionary

Ty lé Management Pack gwi dung | Sé ky g trwéc =1 ngay + Téng sb | = 95%
han ky

Ty lé Action Log hoan thanh dung | S& action hoan thanh ding han + | =85%

han Téng sb action

Sé KPI & nguwéng dé kéo dai >2 ky | Dém theo ky hop Giam dan vé 0

lién tiép

12. H6 so’ va biéu mau lién quan

KPI Dictionary, Management Pack template, Bién ban hop diéu hanh, Decision Log va Action Log, Ma tran canh
bao ngoai I&€, CEO Dashboard theo dw an va toan danh muc.

13. Pau ra va tiéu chi hoan thanh

C6 KPI Dictionary day da céng thirc/ngudn div liéu/Data Owner cho moi cau hdi diéu hanh da xac dinh;
Management Pack dwoc chudn bi va glvi trweéc mdi budi hop; moi quyét dinh trong hop diéu hanh déu cé Decision
Log va Action Log theo déi dén khi hoan thanh.

14. Vi du thwc té ciia mét céng trinh noi that

Vi du minh hoa mang tinh mé phéng, khéng phai sé liéu théng ké chinh thirc.

Sau khi ap dung SOP, CEO mét cong ty thiét ké & thi cdng ndi that xac dinh 5 cau héi diéu hanh cbt I8i, trong doé
c6 "cdng trinh nao cé nguy co tré tién do nhat". KPI "D léch tién dd so vdi ké hoach" duoc thiét 1ap véi ngudng
dd la tré trén 10% thai gian con lai. Trong budi hop diéu hanh thang 6, Management Pack cho thdy mét cong trinh
dang & nguwdng dd — CEO quyét dinh ngay tai hop viéc bd sung nhan sw, ghi vao Action Log v&i han xt ly 3
ngay. Cong trinh dwoc dwa vé ding tién d6, tranh khoan phat hop ddng wéc tinh 180 triéu ddng nhw tinh hudng
tirng xay ra trwdc day.

15. Checklist ap dung nhanh

- [1Da xac dinh rd danh sach cau héi diéu hanh CEO can tra 1oi dinh ky.

- [ 1 Moi KPI trong Dictionary c¢6 céng thirc, nguén dir liéu va Data Owner rd rang.
- [1Moi KPI cé target va nguéng canh bao (vang/dd) duoc thiét 1ap.

- [ 1 Management Pack c6 cau tric cb dinh, gri tridc hop téi thidu 1 ngay.

- [ 1 Moi quyét dinh trong hop diéu hanh dwoc ghi vao Decision Log.

- [ 1 Moi hanh ddéng co Action Log v&i ngwoi phu trach va han xt ly.

- [1Budi hop tiép theo ludn bat dau bang ra soat Action Log ky truwdc.

- [1KPI Dictionary dwoc ra soat va cap nhat dinh ky mdi quy.
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Xem thém: B6 codng cu diéu hanh danh cho CEO — biéu mau thwe hanh di kém SOP nay.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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