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Bo6 cong cu phan céng vu viéc

Tai liéu thwe chién ERP « Al-X — ai-x.vn * Cap nhat 2026-08-18 02:34:56

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

Luat sw gidi qua tai 150%, chuyén vién mé&i ng6i khéng: Can bénh phan
coéng theo "tién tay"

Tai mot cong ty luat quy mé 35 luat sw va chuyén vién tw van & TP.HCM, Giam déc diéu hanh (Managing Partner)
lién tuc nhan dwoc khiéu nai tir khach hang doanh nghiép vé& moét vu viéc tw van M&A tri gia 1,2 ty ddng bi cham
tién do 3 tuan. Ly do: vi Luat sw thanh vién phu trach vu viéc dang déng th&i ganh 8 vu phire tap khac, lam viéc 14
tiéng/ngay nhung van khéng kham néi. Nnwng khi ra soat toan bd céng ty, birc tranh thwe té lai gdy ngd ngang:
trong khi 3 luat sw chd chét chay 140-160% nang lwc (Capacity), thi 12 chuyén vién tw van tré cing nhém nganh
lai chi dat 45% dinh mic gio . Cau tra |&i cia Partner khi dwoc hdi: "Vu kho giao cho nguwdi quen tay moi yén tam,
giao cho méy ban méi so' lam héng viéc".

Phuwong thirc phan cong theo "théi quen quen mat" khién cac hang luat va cong ty tw van vwdng vao vong xody
doc hai: luat sw gidi kiét strc (burnout) xin nghi, nhan sy tré khong dwoc dao tao nén khong Ién, va doanh thu bi
tran gi¢i han béi strc lwc cla vai ca nhan . Bd cong cu nay di kém SOP SOP-TM-5834 — Phan codng vu viéc theo
chuyén mén va nang luc , gilip cac cdng ty dich vu chuyén mén phan bd vu viéc khoa hoc bang dir liéu Ma tran
chuyén mén va Bang Capacity hang tuan.

Nguyén ly Phan céng Dich vu Chuyén mén: Can bang giirva Chuyén mén
va Nang lwc con trong

Trong kinh doanh dich vu chuyén mén (Phap ly, Kiém toan, Tw van quan tri, Thiét ké), tai san I&n nhat 1a Gio lam
viéc chuyén mén (Billable Hours) . Phan cdng mét vu viéc mai doi héi phai thda man déng thoi hai diéu kién:

- Pung cap doé chuyén mén (Expertise Level): Vu viéc phirc tap (Level 4-5) doi hdi Senior Partner dirng dau
nhém, nhwng cac phan viéc thu thap chirng cl, ra soat hop déng thé (Level 1-2) phai dwoc giao cho Junior
Associate dé téi wu chi phi gio.

- Pung nang lyc thoi gian kha dung (Capacity Available): Khéng bao gi¢ giao thém vu viéc cho nhan sy

dang vwot 100% capacity tuan, trir khi cé ké hoach tai phan cong (Re-allocation) cac vu viéc c.
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Co s& chon nguwoi phu trach

Managing Partner nh& t¢i ai hoac
thay ai dang dirng gan thi giao

Déi chiéu Ma tran chuyén moén (Skill
Matrix) va Bang gi¢ tréng (Capacity)
tuan

Cau trGc nhém vu viéc (Team
Structure)

1 Luat s dén strc lam tir A-Z (t»r
soan thdo hop déng dén ndp hd so)

Chia cAp d6: Partner chi dao chién
lwgc (10%) + Senior lam khau kho
(80%) + Junior lam khau thé (60%)

Phat hién qua tai nhan sy

Chi biét khi luat sw xin nghi viéc ho&c
khach hang méng vi tré han

Canh bao dé trén Bang Capacity khi
gi& phan cong cla 1 nhan sw vuot
qua 45 git/tuan

Dao tao nhan s ké thira

Nhan su tré ngdi doc hd so ci, it
dwoc va cham thuwc té vu viéc I16n

Junior dwgc ghép cap (Pairing) lam
cung Senior trong cac vu viéc phirc
tap

Loi nhuan theo vu viéc

Vu viéc bi ddi chi phi gi& do dung
nhan sw quéa dat cho viéc don gian

Téi wu chi phi gi& trung binh
(Blended Hourly Rate), nang bién lgi
nhuan vu viéc

B6 cong cu di kem SOP-TM-5834: 6 biéu mau, dung ding luc

(Skill Matrix)

1 Ma tran chuyén moén

Cap nhat méi quy
mot 1an HR

Managing Partner +

Panh gia chuyén
mon theo tham nién
thay vi sb vu viéc
thwc t& da hoan
thanh xuat séc

tuan

2 Bang Capacity hang

Cap nhat th Sau
hang tuan

Trwéng
chuyén mon

nhém | Nhan sy khai bao
gid do; khong tinh
gi® hop ndi bd va
gid nghién ctu hd
so vao tong tai

3 Phiéu danh gia do
phirc tap vu viéc

Khi tiép nhan vu viéc
maoi

Partner
khach hang

Panh gia ngau hirng
khdng phéan loai
Level (1 dén 5), dan
dén x&p nham nhan
sw

phu trach
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Mbi khi m& Case

maoi

4 Quyét dinh
cbng vu viéc

Phén cbéng miéng,
khéng quy dinh ro
trach nhiém Lead
Partner va Associate
ho tro

phan Managing Partner /

COO

Khi luat sw xin nghi | Luat sw tién nhiém

ho&c dbéi nguoi

5 Mau ban giao Lead
VU Vviéc

Ban giao qua loa,
khong chuyén giao
day da file 1am viéc
va lich st trao doi
v@i khach

Sang th Hai hang | Ban Diéu hanh cong
tuan ty

Hop giao ban chi néi
vé doanh thu ma
khéng ra soat bang
phan b gi¢ nhan sy

6 Bién ban hop tai
nguyén tuan

Template di¥ liéu chuan gdm 6 trwdng bat budc: Ma vu viéc, Cap dod phirc tap (Level 1-5), Linh vuwc chuyén mén,
Luat sw Lead phu trach, Danh sach Associate dinh kém, Tai gior dw kién / tuan .

Quy trinh 5 bwéc phan céng vu viéc khoa hoc

Buwdc 1: Ngay khi ky hop ddng dich vu, Partner phu trach chdm diém d6 phirc tap vu viéc (tir Level 1 — Tw van
chuén dén Level 5 — T tung/M&A xuyén qubc gia). Bwdc 2: Tra clru Ma tran chuyén mén dé loc ra danh sach
nhan sw cé kinh nghiém dung linh vwec (nhw Dat dai, Thué, M&A, Linh vuc Lao déng). Budc 3: M& Bang Capacity
hang tuan, loc nhirtng nhan sw trong danh sach cé ty 1& I4p day dwdi 80%. Bwdc 4: Ban hanh Quyét dinh phan
cong vu viéc gdm 1 Lead Partner chiu trach nhiém chét lwong va 1-2 Associate chiu trach nhiém thwc thi chi tiét.
Buwéc 5: Dau tudn, Ban Diéu hanh ra soat tién d6 gid 1am thuc té cla tat cad cac vu viéc; néu cé nhan s bi don

gi®> dot xuét, tién hanh diéu chuyén ngay trong phién hop tai nguyén sang thir Hai.

Case study thwe té: Tai ciu tric phan céng cho Hang luat Alpha Law

Cong ty tw van phap ly Alpha Law v&i 35 nhan su ap dung chuan héa phan coéng vu viéc:

Ty lé vu viéc tré han cam
két

14.5% s6 vu viéc (khach
hay phan nan)

< 1.2% sb vu viéc

Gidam 91.7% vu viéc tré
han

Do léch Capacity gitra cac
cap

Partner 145%
42%

vs Junior

Partner 92% vs Junior

78%

Can bang tai cong viéc hai
hoa

Ty lé Billable Hours thyc té

58% tdng thdi gian lam
viéc

76% tbéng thdi gian lam
viéc

Tang 18% thoi gian tinh
phi trwc tiép
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Ty 1é nhan sw nghi viéc
(Turnover)

22% / nam (nghi do kiét
sirc)

6% / nam

Gilr chan nhan sy gidi bén
virng

Tang trwédng doanh thu /
Nhan sw

Tbi wu chi phi gi& + nhan
thém vu viéc méi nho dw
Capacity

Tang +28.5% doanh thu
hang nam

4 Chi s6 KPI quan tri nang lwc hiang tw van

Ty lé lap day Capacity
(Utilization Rate)

(Téng sb gi® gan vu viéc +
Tbng gi® 1am chuan tuan)
x 100%

75% — 85%

Vuwot 90%: Ngirng nhan vu
m&i hodc tuyén thém nhan
sw ho tro

cép (Blended Team)

+ Senior + Junior + Téng
s6 vu viéc) x 100%

Ty lé Billable Hours / Total | (S6 gio thuc té tinh tién | =70% Dudi 65%: Ra soat cat

Hours khach + Tdng gi® cham gidam cac cudc hop va tha
cong) x 100% tuc hanh chinh v6 ich

Do léch tai gilra cac nhan | Capacity % ngwoi cao | <20% Vuwot 30%: Bat budc thuc

sy (Capacity Gap) nhat - Capacity % nguoi hién Re-allocation trong
thap nhét trong nhém phién hop thr Hai

Ty 1& vu viéc phdi hop da | (S6 vu viéc co da Partner | = 80% Du6i 70%: Tét nhat khong

duyét phén céng 1 nguoi
om tron vu viéc

Checklist ky luat phan cong — 4 nguyén tac vang ciia Managing Partner

- Khéng phan coéng vu viéc khi chwa check Bang Capacity: Bat ké vu viéc gap dén dau, bt budc phai xem 6

gi® trng trwdc khi giao.

- Moi vu viéc tir Level 3 tré lén bat budc cé cau tric nhém (Team): Phai c6 it nhat 1 Senior lead va 1 Junior

hd tro dé dao tao ké thira.

- Téach bach r vai trd Lead (Chiu trach nhiém) va Support (H6 tro): Khdng dé tinh trang "cha chung khéng ai

khoc" trong vu viéc.

- Tai phan cong ngay khi nhan sy cham ngudng 95% Capacity: Cha ddng san tai triwdc khi nhan sy roi vao

trang thai kiét surc.

S6 hoéa quy trinh phan céng vu viéc trén ERP / CRM Dijch vu

Khi tng dung phan mém quan ly cdng ty luat va tw van chuyén mén (nhw Odoo Professional Services / Timesheet

& Project):

- Tw déng dé xuét nhan sw phu hop (Al Resource Matching): Khi nhap théng tin vu viéc méi, hé théng tw

dong quét div liéu Skill Matrix va Bang gid tréng dé dwa ra Top 3 nhan s ti wu nhat.
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- Bang diéu khién tai nhan sy trwc quan (Gantt Resource View): Hién thj toan bd lich trinh lam viéc cta doi
ngi luat s dwéi dang biéu d6 thanh mau, dé dang kéo-tha dé san tai trong 5 giay.

- Céanh bao quéa han va nghén tién do thdi gian thwe: Tw déng glri thdng bao dén dién thoai ctia Trwdng
nhém khi mét vu viéc bi dong gie» qua 48h ma khong cé tién trién.

Bat dau chuan héa ngay trong tuan nay

Hay lap Bang Capacity tudn dau tién cho nhém chuyén mén clia ban : niém yét danh sach nhan sy, sb gi& chuén
(40h/tuan) va sb gid da gan cho cac vu viéc hién tai. Ban sé nhin thdy ngay nguyén nhan vi sao coéng ty ban rén
nhwng doanh thu gidm chan tai chd — va dé chinh 1a buéc dau tién dé giadi phdng nang lwc tang trudng.

Toan bd biéu mau thwc hanh (Ma tran chuyén mén, Bang Capacity tuan, Phiéu danh gia vu viéc, Quyét dinh
phan cong, Mau ban giao Lead, Bién ban hop tai nguyén) dwoc tich hop trong SOP-TM-5834 — Phan cong vu
viéc theo chuyén mén va nang lyc .
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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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