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CHUONG 7: TO CHUC



KET QUA HOC TAP

« Hiéu rd thé nao la cong tac td chlrc va vai trd ctia nd
« Phan tich wu / nhwoc diém clia cac loai co cau tb chirc
« Ap dung dé thiét ké t6 chirc cho cac Doanh nghiép Nho va Vira



KHAI NIEM VA VAI TRO
CUA CONG TAC TO CHUC



1.1 DINH NGHIA

Pinh nghia: Cdng tac td chirc = Chuyén mdn héa + Phdi hop
- Phan chia td chirc thanh cac bd phan

- Xac dinh chtrc nang, nhiém vu cua cac bd phan

- Thiét 1ap moi quan hé gitra cac bd phan.

Muc dich, vai trd cGia cdng tac td chie:

Tao mdi trwdng ndi bd thuan loi cho moéi ca nhan, bd phan phat huy dwoc nang
lwwe va nhiét tinh, dong gop tot nhat vao viéc hoan thanh muc ti€u chung

Hai loai t6 chirc:
- Chinh thtrc
- Phi chinh thtrc



SAU YEU TO CUA CONG TAC TO CHUC

CHUYEN MON HOA CONG VIEC (Work Specialization)

PHAN CHIA PHONG BAN (Departmentalization)

QUYEN HAN VA TRACH NHIEM (Authority and Responsibility)
TAM HAN QUAN TR| (Tam kiém soat — Span of Control)

TAP TRUNG HOA / PHI TAP TRUNG HOA (Centralization /
Decentralization)

6. CHINH THU'C HOA (Formalization)
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1.2.1 Chuyén mon hoa

Impact from
human
diseconomies

Impact from

economies
of specialization




1.2.2 Phan chia B6 phan (Pon vi)

Cac cach phan chia

CACH PHAN CHIA GIAI THICH Vi DU AP DUNG

Theo sé lvong
Theo th&i gian
Theo céng doan
Theo churc nang
Theo khu vuc
Theo san pham

Theo nhom khach hang

~N o o A W O Ww NP

Theo thj treong

Chu y: TG chire c6 nhiéu cap, va & méi cap cé thé ap dung mét TIEU CHI PHAN
CHIA khac nhau, phu hop cho muc tiéu va ban chat cdng viéc & cap doé



1.2.3 Quyén han va Trach nhiém

Chuo6i ménh Iénh (Chain of command): T6i bao cao cho ai ? Téi ra Iénh cho
nhirng ai?

Quyén han: Toi cd quyén quyét dinh vé nhirng gi ? Ra |&énh cho ai, vé nhirng
gl ?



1.2.4 Tam han quan tri (Tam kiém soat)

Tam han quan tri: La khai niém dung chi sé lwong nhan vién cap dwdi ma mot nha quan tri co thé
diéu khién mét cach hiru hiéu nhat.

Khi xac dinh mét tam han quan tri hop ly, phai can c& vao mirc dd phirc tap cla hoat

ddng va sb lwong nhan vién

L _“

SO NHAN VIEN TRUC 1 -3 Nhan vién 3 — 9 Nhan vién 10 — 15 Nhan vién
THUOC / MOl QUAN
TRI VIEN

PHU HOP CHO Hoat dong phirc tap cao  Hoat dong phtrc tap vira Hoat déng don gian



1.2.4 Tam han quan tri (Tam kiém soat)

S6 cap quan tri: Tam quan tri co lién quan dén sb lwong cac cap (tang nac) trong tb chire .
Vi du: gia str doanh nghiép c6 20 nhan vién:

/\>

Néu chon tdm quan trj 1a 20 (réng), thi doanh Neéu chon tam quan tri la 3 (hep), thi to chire

nghiép chi can co6 2 cap Ia giam déc va nhan can c6 chia thanh 4 cap (Vi du: giam doc,

Vién. p.giam doc, quan doc, nhan vién).

GD
I ' I
T6 chirc ¢6 02 cdp (20 nhan vién) PGD PGD
@ [ | [ .
- - : —L 09 0D 0D 0D 0D 0D
Vi ... N¥ZU

oJololololo
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SO SANH

THAO LUAN:
Hay so sanh Uu — Nhwoc diém cda Tam quan tri Rong véi Tam quan tri Hep
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- TAM QUAN TRI RONG TAM QUAN TRI HEP

UU DIEM

NHUQC BIEM



CAC LOAI (MO HINH)
CO CAU TO CHUC
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2.2 CAC LOAI CO CAU TO CHUC

2.2.1 CO CAU PON GIAN (SIMPLE STRUCTURE)

Pac diém:

« Phan chia bd phan thap,

 Tam kiém soét rong, quyén lwc tap trung vao mét ngudi duy nhat
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2.2 CAC LOAI CO CAU TO CHUC

2.2.2 CO CAU CHUC NANG
(FUNCTIONAL STRUCTURE)

Con goi la U-Form (Unitary
Form)

Pic diém:

» Chia theo cac CHUC NANG
nhw: San xuat, Tiép thi, Tai
chinh...
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2.2 CAC LOAI CO CAU TO CHUC

2.2.3 CO CAU PHAN NGANH

(DIVISIONAL STRUCTURE) Eﬂ | | | |
E: Semiconductors Telecommunications Appliances Media
Pic diém: :
+ Chiatheo cac PHAN NGANH i
KINH DOANH Conglomerate (H-Form) Design at Samsung

« Cac phan nganh co6 thé dua

EXHIBIT &-2 Types of Departmentalization

trén:

i . 2 * Functional Groups employees based on work performed (e.g., engineenng, accounting,
° N h om san p h am information systems, human resources)

o , , . * Product Groups employees based on major product areas in the corporation
° H OaC N h om kh aCh ha ng (e.g., women's footwear, men's footwear, and apparel and accessories)

o . , * Customer Groups employees based on customers' problems and needs
i HOaC Kh u Vl_j’C dla |y (e.g., wholesale, retail, government)

o . N . X * Geographic Groups employees based on location served (e.g., North, South,
 Hoac Qui trinh san xuat / Midwest, East)

* Process Groups employees based on the basis of work or customer flow

dich vu .
: Y (e.g., testing, payment)



2.2 CAC LOAI CO CAU TO CHUC

2.2.4 CO CAU MA TRAN
(MATRIX STRUCTURE)

Pic diém:
« Chia theo cac CHUYC NANG VA
DU AN
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QUYEN HAN (AUTHORITY)
TRONG TO CHUC
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3.1 QUYEN HAN

QUYEN HAN
Cac quyén clia mot vi tri quan ly trong viéc ra I&nh va yéu cau nhan
VvIén tuan theo.

CAC LOAI QUYEN HAN
- Quyén han Truc tuyén
- Quyén han Tham muu
- Quyén han theo chirc nang
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3.2 PHAN QUYEN, UY QUYEN

NGUYEN TAC PHAN QUYEN

Theo két qua mong mudn

Theo churc nang

Nguyén tac bac thang

Nguyén tac quyén han theo cap bac
Nguyén tac Thdng nhat ménh lénh

Tinh trach nhiém

Twong x&rng gitka quyén han va trach nhiém

CHON LUA PHONG CACH PHAN QUYEN

Tap quyén (Tap trung quyén han — Centralization)

Tan quyén (Phan tan quyén han; Phi tap trung —
Decentralization

UY QUYEN.

La viéc tao cho ngudi khac quyén
hanh & trach phiém dé thwc hién mot
hoat dOong nhat

dinh
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5.2 UY QUYEN MOT CACH KHOA HOC

Ton trong quy trinh Gy quyén qua 04 bwéc sau: (Uy quyén c6 thé bang miéng hoac
bang van ban)

+ X&c dinh két qua mong mudn cda viéc Oy quyén

+ Giao nhiém vu cho nguwdi dwoc Oy quyén

+ Giao quyén han va yéu cau trach nhiém doi véi ngudi dwoc Oy quyén

+ Thwdng xuyén kiém tra theo ddi va danh gia

Thwe hién ding cac nguyén tac vé Uy quyen:

+ Giao cap dwdi cé kha nang thwe hién trwe tiép cong viéc dwoe Oy quyén
+ Khéng lam mat di hoac thu nhé trach nhiém cla nguwdi Gy quyén

+ NOi dung, ranh gi&i nhiém vu dwoc Gy quyén phai dwoc xac dinh ré rang
+ Uy quyén phai tv giac, khong dwoc ap dat

+ Nguwoi dwoe Gy quyén co day da théng tin trwde khi bat tay vao cong viéc
+ Thwdng xuyén kiém tra theo déi va danh gia
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5.3 NGHE THUAT UY QUYEN

Nghé thuat iy quyeén:

+ Nguwoi Oy quyén phai that sy sén 1dng tao cho nguwdi dwoc Gy quyén chd déng, suy
nghi dé thwc hién cdng viéc

+ Nguwoi Oy quyén phai biét san sé cdng viéc voi nguwdi dwoc Uy quyén

+ Biét chap nhan that bai néu sy Gy quyén khéng thanh céng

+ Tao Iong tin, tin twdng cho cap dwdi nhan Gy quyén va khac phuc cac sai sét cla ho.

+ Sw Oy quyén can phu hop voi dac diém ca nhan cta ngwdi dwoc Oy quyén, co sy kiém
tra thwéng xuyén, cung cap day du cac théng tin cho ho.



CAC BUOC THIET KE TO CHUC
(ORGANIZATION DESIGN)
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2.1 NGUYEN TAC XAY DUNG TO CHUC

23

Co cau té chirc hop ly anh hwéng tich cwe dén hoat ddng cua td chirc, doanh nghiép.

Nguyén tac thong nhat chi huy: mdi ngwoi thira hanh chi cé mot ngwdi cap trén & chi bao céo,
nhan Iénh cua nguwdi dé ma théi.

Nguyén tac gan lién v&i myc tiéu: bo may to chire duoc xay dung khi ching ta c6 myc tiéu,
nhiém vu cho t6 chue dé.

Nguyén tac hiéu qua: bd may phai co két qua hoat ddng cao nhat v&i chi phi thap nhat.
Nguyén tac can doi: cac bd phan xay dwng phai can dbi gitra quyén hanh va trach

nhiém; dong thei phai can dbi khoi lwong cdng viéc gitra cac bd phan

Nguyén tac linh hoat: td chirc phai thich nghi, dap ng dwoc véi nhivng bién ddng cdia bén ngodai.

Co cau té chirc hop ly anh hwéng tich cwe dén hoat ddng cua td chirc, doanh nghiép.




4.1 CONG TAC TO CHUC O CAC CAP

Céng tic té chire ciia cdc cdp bic qudn tri :

Muc tiéu
3 cia con:
» ) :g Cac khia canh co ban
QT tic té
chue
~ Cin thanh 1dp hay loai bd cap niao, phong ban pag ?
i Gin véi | = Phan quyén cho cip dudi nhw thé pag 2
C 2 , )
- ke hoach | - Can ban hanh nhimg ché d6, chinh sach chung gi ?
chalns 100X | . phitm phoi va chuyén giao ngudn lyc cho cap dudi nhu thé
ua Q ]
Gin véi - Nhirng hoat 39ng nao can tién hanh ?
CAP | ¥é hoach | = T6 chirc hoat ddng theo hwing pio 2
GIUA | chitn |- Phincong quyén han & trich nhiém nhu thé pag ?
ot |G phai xiy dung ngudn lycra 30 ?
-~ Nhimg cong viéc cy thé nao can phai Jam ? ai lam, lic nao
| lam?
Gin von . ozt
CAP 3 - Can nhimg phuong tién gj ?
.| k2 hoach : RS
coso tc nghiép | * T6 chure cong \':éc.lthx'et ke ‘céng viée, quy u’mh.thuc .h:én
cac cong viéc nhw the nao nham dam bao nang suat, chat
lwong va trach nhiém cao phit ?
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4.2 QUI TRINH THIET KE TO CHUC

Tién trinh xay dwng co ciu tb chirc

Buwdc 1: Nhan thire rd muc dich va muc tiéu cla té chirc

Buwdc 2: Xac dinh nhirng hoat ddng quan trong can thwc hién

Buwéc 3: Xép loai cac hoat ddng theo chirc ndng san xuat kinh doanh
Budc 4: Két hop cac chirc ndng quan trong thanh mot hé thong virng chac

Buwdc 5: Tham dinh va tai té chirc
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Thank You
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