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1 — Mgt vai nhédn thirc quan treng khi thiét Igp hé thong tich
hoplquan Iy chat lwong toan dién TQM.

2 — Mgt vai dé nghi dé tham khdo vé viéc thiét 1gp hé thong
qudn Iy (HTQL) tich hop ciia PSG dén ndam 2020.

3 — Mot vai luu y.

Nguyén Quang Todn
Nguyén Chui tich Hoi chat lwong Tp HCM
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1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG

¥  QUAN LY TICH HOP.

SAN PHAM (Product)

e “Sdn phc‘;m 1A két qud cua qua trinh” goAm:

- Dich vu

- Mém

- Cirng

- Vat lieu duwoc

che bien

}

N

>

-

Thwong khong hiru hinh 4

(intangible)

Thwong hiru hinh
(tangible)

*

DICH VU

HANG HOA

e Dich vu 14 két qud hoat dong dwoc tién hanh tai noi twong giao
giita ngwoi cung rng va khach hang
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1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
¥  QUAN LY TICH HOP (tt). *

YEU CAU (Requirement)

“Nhu cau (need) va mong doi (expectation) da dwoc cong bé,
ngam hiéu chung hay bdat buoc”.

YEU CAU = NHU CAU + MONG DPOI

- Yéu cau da dwoc cong bé (nhan, catalogue, thong tin ...)

- Y8u cdu bdt buéc 1a cac qui dinh co tinh phap ly, kj thudt,
dao dirc ...

- Y8Uu cdu ngdam hiéu chung l1a mong muén ciia khach hang va
cac bén quan tam (bao ham cd nhirng rii ro...).
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1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
QUAN LY TICH HOP (tt). *

QUANLY (Management)

“Qudn 1y 1a cac hoat dpng cO phoi hop dé dinh hwong (direct) va
kiém soat (control) mét té chirc”.

—

- Tam nhin, st mgmg/chié'n lwoc

- Dinh hudng | - Chinh sach myc tieu

dé thuwe hién - Ké hoach thyc hi¢n

- Thii tuc, qui trinh, hwong ddn, md td cong
vigC, méu ho so dé thwe hién va kiém sodt

~ - Ghi chép ho so thue hién
- Tw danh gia viéc thuc hién

- Kiem ks:i)dt J - Tim nguyén nhdn cua sw khong phu hop
thuc hign - Hanh dpng khac phuc va phong ngira

- Ddnh gid nji bé trong to chire
_ - Cdi tién hé thong qudn ly hoac dot pha

Management < Prevention
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7%1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
% QUAN LY TICH HOP (it).

HAI MO HINH QUAN LY — CHON MO HINH NAO O THE KY 21 > ¢

PROCESS

O

Hoé tro, tao diéu kién

Dao tao

>

1

Uy quyén

|

PINH HUONG

P

QUAN LY THEO QUA TRINH
Management By Process - MBP

Lot nhudn dwoc tao ra do khach
trung thanh va thuwong xuyén

FINANCIAL OBJECTIVES

Thuong phat

Giam sat, kiem tra

Giao nhiém vu

|

PINH HUONG
O

QUAN LY THEO MUC TIEU TAI CHINH
Management By Financial Objectives - MBO

Loi nhudn dwoc tao ra do giam
chi phi va tang doanh thu *
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1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
QUAN LY TICH HOP (it). '
HAI MO HINH QUAN LY - CHON MO HINH NAO O THE KY 21 (tt) vk

*

NHUNG HAN CHE CUA QUAN LY
THEO MUC TIEU TAI CHINH

= H¢ thong danh gia tai chinh da tré thanh mét thir ngén ngir
quen thudc giup chung ta danh gia va so sanh hoat dong
ciia doanh nghiép. Nhung n0 chi 1a mét phan trong hoat
dong ciia doanh nghiép, tham chi khong phdi phan quan
trong nhat.

= Qudn Iy phdi tao ra va dwa téi khach hang lgi ich cao nhat
chir khong phdi 1a cwc dai hoa cé phiéu, loi nhudn.

Stephan George & Arnold Weimerskich
Qudan ly chdt luwong toan dién, NXB Tré, 1997
*
* * %
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7%1 — MOT VAl NHAN THUC QUAN TRONG ... (tt).
% QUAN LY THEO CHUC NANG CHUYEN DAN SANG QUAN LY THEO
QUA TRINH — MBP (Management by Process) > ¢

QUAN LY THEO CHUC NANG

Dap ung
yéu cdu
xd hai,

khach hang

Yéu cau
ciia xa hoi,
khachhang

A B C \:D \:E

DAUVAO QUAN LY THEO QUA TRINH DAU RA\

e Chat lwong dau ra ciia qud trinh trwéc phdi ddp ieng chat lwong dau vao cia
qua trinh sau.

% ° Giating tinh cong khai, minh bach vé cdc cong viéc giira cdc don vi. R

% %
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*1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
% QUAN LY TICH HQP (it).
HE THONG QUAN LY TICH HOP (Integrated Management System) e

BANGUYEN TAC HOAT PONG CUAWTO
BINH PANG — MINH BACH — CANH TRANH

SO 9004
1SO 9001

QMS 1SO 26000
1SO 14001 EMS _I ‘ I—‘ SAMS SA 8000

TOM IMS

SSOP, GMP, I I |
HAccP/1so | TMS IETls) | il el
ISM Code, SRP *
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*1 — MOT VAl NHAN THUC QUAN TRONG KHI THIET LAP HE THONG
% QUAN LY TICH HQP (it).
HE THONG QUAN LY TICH HOP (Integrated Management System) (tt) yk

VIET NHUNG GI
CAN LAM

(tai ligu) \

LAM NHUNG GI
DA VIET

HOAT PONG KHAC PHUC, VIET NHUNG GI A LAM
PHONG NGUA, CAI TIEN (hé so, phan tich)
Ghi chii: Ai lam nguwoi ay viét *
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2 — MOT VAl PE NGH] PE THAM KHAO VE VIEC THIET LAP HTQL
S  TICH HOP CUAPSG PEN NAM 2020. *

2.1 Pinh hwong phat trién chat lwong ciia PSG dén ndam 2020 ghi:
“Chuyén doi mo hinh tiv qudn Iy tdc nghiép, duy tri va cai dit
hé théng... tgp trung vao khdch hang theo 1SO 9001 sang
qudn Iy mang tinh chién lwoc cé tinh dét phd va doi méi...”

2.2 Toi 6ing hé cdc bién phdp POT PHA & POl MO trong qudn
ly theo dinh hwong tdp trung vao khach hang/xd héi (theo
QUY TAC BABEN VE LO1 ICH).

2.3 TOi tan thanh mét cdch co ban 10 nhém gidi phdp ciia bdo cdo
tong két. Tdc gida rat cong phu va nhiéu kinh nghiém.

2.4 Toi 6ing hé da dén liuc PSG CAN POT PHA dé phat trién:

THIET LAP NGOl NHA CHAT LUONG CUA PSG
THUC HIEN HE THONG QUAN LY TICH HOP - TQM
TIEN TO1 LEAN SIX SIGMA *



+* *
2 — MOT VAl PE NGH] PE THAM KHAO VE VIEC THIET LAP HTQL
s  TICH HQOP CUA PGS PEN NAM 2020 (tt). *

2.5 Tam nhin chién lwec kinh doanh cia PSG la:
AN TOAN — CHAT LUONG — HIEU QUA
PHAT TRIEN BEN VUNG
GIA TANG VI THE CANH TRANH
HOQ| NHAP THANH CONG VAO AEC
2.6 Chinh sach kinh doanh cra PGS la:
DPAP UNG YEU CAU CUA KHACH HANG
BEN NGOAI/XA HO\ VA NOI BO,
TANG NANG SUAT,
CHONG THAT THOAT, LANG PHI
Ghi chii: Ngi dung ciia 2.4; 2.5; 2.6 quyét dinh cdc bién phdp kinh
doanh ciia PGS. Néu PGS chii trwong tw dpng héa viéc cung ing
xding dau thi cau tric bé may ciia PGS sé hoan toan khdc, hiéu
qud sé rat cao doi véi xa héi va doanh nghiép. "
* * %
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2 — MOT VAl PE NGHI PE THAM KHAO VE VIEC THIET LAP HTQL

*

TICH HOP CUA PGS PEN NAM 2020 (tt). *

MOT SO BIEN PHAP THUC HIEN

Giai doan 1: Tdi cdu triic (Restructure)PGS

Dua theo 2.4; 2.5; 2.6 cdac don vi thugc PGS xem xét lai NHIEM
VUITRACH NHIEM ciia minh trong chuéi cung #ng xdng dau cia
PGS. Diéu chinh lgi nhi¢m vultrach nhigm mét cdch minh bgch
(phit hop, ngan gon, dé hiéu).

Thii trwong cdc don vi tién hanh CHUC DANH HOA tit cd cdc
thanh vién va PINH BIEN trong don vi mét cdch cong khai, minh
bach, hoic KHOAN QUY LUONG cho tirng don vi.

Mo tw van bén ngoai gidi thuct sw va dii Kinh nghigm vé qudn Iy theo
qud trinh dén danh gid chan thuc, khdch quan cdc hoat dong ciia
don vi, xem xét, binh lugn vé nhiém vultrach nhiém, viéc chirc danh
hoa va dinh bién cua cac don vi.

Lanh dao cao nhat ciia PGS xem xét va lap phwong an thi diém tdi
cdu truc trinh cdc cap lanh dao ciia Petrolimex, cho dén khi dwoc

*

Phé duyét sé dwa vao thuc hién. P
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2 — MOT VAl PE NGHI PE THAM KHAO VE VIEC THIET LAP HTQL

TICH HOP CUA PGS PEN NAM 2020 (tt).

MOT SO BIEN PHAP THUC HIEN (it)

Giai doan 2: Xem xét, diéu chinh bé chi sé KPI

Duwa vao 2.4; 2.5; 2.6, thu trwwong cdc don vi xem xeét lai
tinh phit hop ciia Bé chi s6 KP1 va dé nghi diéu chinh
bang van ban.

Lanh dao cao nhdt PGS xem xét phé duyét sé6 lwong, noi
dung va khung thei gian thuc hién tieng chi sé cia B
chi so KPI, théng bdo cong khai trén trang Web ciia
PGS.

Ngi dung ciia 2.4; 2.5; 2.6, sé lwong, néi dung va khung
thoi gian thuc hién tirng chi sé KP1 la nhitng inputs rdt
quan trong dé thiét lgp HTQL #ich hop/TQM tién toi
LEAN SIX SIGMA.

*
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2 — MOT VAl PE NGH] PE THAM KHAO VE VIEC THIET LAP HTQL
s  TICH HQOP CUA PGS PEN NAM 2020 (tt). *

MOT SO BIEN PHAP THUC HIEN (it)

Giai doan 3: Thiét ké HTQL tich hop tién téi 6 Sigma

= Viét md ta cong viéc (Job Description): Dwa vao chirc danh cu thé do
trwong don vi an dinh, méi ngwoi tw viét mo td cong viéc va mau ho
so dé kiém sodt cOng vigc theo mdu thong nhat bao ham 5W2H.
Trwong don vi truc tiép xem xét va chdp thudn.
Méi ngwoi tw dit ra vong doi ciia mo td cong viéc va ho so can kiém
sodt (thoi lwong hoan thanh, sé 141...).

= Viét trach nhigm, quyén han: Cac chirc danh lanh dao tiv cdp té
trwong tré 18n fw viét trach nhigm, quyén han dwa vao cdc qui ché,
qui dinh, Iugt dinh,... va phdi dwoc cdp lanh dgo truc tiép xem xét,
Phé duyét.

= Thiét ké cac hwong dan cong vigc (Work Instruction) va cdc Thii
tuc/Qui trinh (Procedure) do trwong cdac don vi chiu trach nhiém.
Tét nhat la chi thiét ké cdc mau hoé so dé kiém sodt viéc thuc hién

cac Thii tuc/Qui trinh va HDCV néu diéu kién cho phép. . :
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2 — MOT VAl PE NGH] PE THAM KHAO VE VIEC THIET LAP HTQL
s  TICH HQOP CUA PGS PEN NAM 2020 (tt). *

MOT SO BIEN PHAP THUC HIEN (tt)

Giai doan 4: Van hanh HTQL tich hop tién t6i 6 Sigma

= Trwéng cdc don vi chiu trach nhiém hudn luyén van hanh
HTQL tich hop, dwa vao van hanh va tirng nguwoi tw kiém
sodt viéc hoan thanh cong viéc dwa vao moO ta cOng viéc
(thoi lwong hoan thanh, sé 16i...).

= Cdc 1SO Controller chiu trach nhiém tong hop cdc ho so
kiém sodt va nhitng truc trac ndy sinh dé bdo cdo lanh dao
don vi.

= Tién hanh ddnh gid néi b chéo, sau thang/lan mét cdch
chan thuc, phu hop.

= Tién hanh cdac hanh dgng khac phuc, phong ngira mét cdch
chinh xac, khach quan, trung thuc.

= Chinh sia tai liéu, hé so va ban hanh thuc hién (vong doi

* tai ligu, ho so). x x
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*3 —MOT VAILUU Y

ICT héa toan bé qud trinh thiét ké va van hanh HTQL #ich
hop, dac biét qud trinh kiém sodt, sé gia tang tinh MINH
BACH — KHACH QUAN mgt cdch triét dé, bugc moi nguoi
phai:
LAM NHUNG GI PA VIET va
VIET NHUNG GI PA LAM
ICT giup lanh dao phan tich, danh gia hiéu luc cua viéc
hoan thanh #irng cong viéc, cia méi don vi, cia cd hé
thong ¢ bat ky thoi diem nao (tinh sé 161 theo Sigma).
ICT gép phan quan treng trong viéc dinh bién hep Iy, vinh
danh, khen thwéng... cong bang...
ICT gép phan quan trong dé cdi tién qudn Iy mét cach thuc
\Y/#
ICT la ngwoi khong lo6 thong minh
ginip ta thanh cong va thanh cong bén ving.

*
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*3 —MOT VAI LUU Y (t)

“Chung ta (We are)
dwoc chung nhan (Certified),
dwoc cong nhan (Accredited),
va duwoC thwa nhan (Regconized)”

CHAN THANH CAM ON!



