Van dung mé hinh hinh sao trong téi cdu tric o cau to chite doanh nghiép

(4p dung nghién ctu voi doanh nghiép may)

Ngo Thi Viét Nga*

M6 hinh co cau t6 chire kiéu hinh sao di dwoc sir dung va cdi tién hon 30 nam qua. M6 hinh
dirge xdy dung trén nguyén Iy co ban doé la khi chién lwoc kinh doanh cia doanh nghiép thay doi
thi b mdy 6 chirc ciia doanh nghiép phdi dwoc thiét ké lai cho phit hop véi dinh hwéng chién
luoc. Hoat dong tai cau tric té6 chire doanh nghiép la viéc tao ra nhitng thay déi can ban vé co

cau to chirc ciua doanh nghi¢p nham dat dwoc muc tiéu cua to chirc voi hiéu qud cao nhat. Ban

chat ciua mo hinh hinh sao la mét cong cu dé phan tich cac yeu to trén nam dinh ngoi sao lam co

80 xdy dung mé hinh co cau to chitc cho cac doanh nghiép. Viéc van dung mo hinh hinh sao trong

pham vi nghién citu khéng phai theo quan diém truyén thong ciia quan tri ma la thiét ké hé thong
co cdu 16 chire trén co s¢ hinh thanh qud trinh kinh doanh theo d@6i twong khdch hang, théa man

16t nhdt nhu cau cia khdach hang.

Tw khoa: co cau t6 chirc hinh sao, chién luogc, tai cau tric

1. Co s& Iy thuyét cia mé hinh

Dic trung ctia mo hinh to chirc hinh sao 14 tinh
lién két. Y tuong lién két 1a nén tang co ban ciia mo
hinh sao. Mdi thanh phan cia to chic dai dién cho
mot dinh trén moé hinh va lién két, phbi hop véi
nhau dé dap tng chién lugc kinh doanh ctia doanh
nghiép. Van d& quan trong 13 sy lién két ban dau cua
cac bo phan trong co cdu to chirc c¢6 kha ning to
chire lai khi méi trudng thay doi. Cac ngudn luc, cac
qua trinh va cac mo hinh hién tai tao ra sy thanh
cong ngay hom nay lai tac dong dén ké hoach duge
xdy dung trong tuong lai.

Ngudn gbc hinh thanh y tuong thiét lap lai to
chire trén co so chién Iugc lién két giita cac yéu t6
ctia to chirc 13 hoc thuyét vé sy lién két (Contin-
gency theory) cua Lawrence and Lorsch, 1967.
Thuyét nay khong quy dinh cach tét nhat dbi voi t6
chirc ma cho rang kha ning lya chon thiét ké t6 chuc
phu thudc vao chién lugc cia to chirc va cac yéu th
ctia moi truong kinh doanh.

Mot déc trung nita cia md hinh sao 1a tinh phirc
tap. Diéu nay xuat phat tir thyc té, d6 1a mot mo hinh

kinh doanh phuc tap thi khong thé thyc hién v6i mot
co ciu t6 chirc don gian. Vi nhitng doanh nghiép
c6 quy mo 16n, doanh nghiép da nganh, da linh vuc
thi c6 rat nhidu van dé can phai quan 1y do vay ma
co cau to chirc rat phirc tap. Hay d6i voi nhiing cong
ty ma phan bd rong khip theo khu vuc dia ly véi
nhiing thach thirc vé thoi gian, khoang cach, sy khac
biét van hoa thi viéc thiét ké co ciu to chuc cling
phai rat linh hoat. Hai dic trung trén dugc thé hién
rat rd qua sy phan tich timg yéu t trong mé hinh t6
chuc hinh sao.

M0 hinh t6 chuc hinh sao duoc hinh thanh trén su
lién két ctia ndm yéu t6 tuong trung cho niam dinh
ctia ngdi sao: chién lugc ctia doanh nghiép, céu tric,
qua trinh, dong luc va con ngudi. Su lién két cua cac
yéu t6 nay nham thuc hién chién lugc hién tai cua
doanh nghiép.

Thir nhdt, 6 1a chién luge va kha ning tao su
khéac biét. Chién lugc ctia doanh nghiép 1a nén tang
ctia thanh cong bang viéc hinh thanh cic tim nhin,
st ménh ciing nhu cdc muc tiéu ngin han, dai han
ctia doanh nghiép. Muc dich cua chién luoc 14 tao ra
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Hinh 1: H¢ thong quan tri hinh sao

B%mg céch nao dé tao su
khac biét so voi doi tha
canh tranh

K ning can thiét 13 gi?
Lam thé nao de phat trien

Céc kha nang tao sy
khac biét

T6 chirc nhu thé nao? Vai
tro c6t 161 14 gi? Ai c6 kha
ning va quyen lyc va quan
tri cong viée ra sao?

nang khiéu?

Cau trlic

Dong luc

Céc qua trinh

Muc tiéu cna céch thirc hoat
dong? doanh nghiép phat
trién ra sao?

Viée ra quyét dinh nhu
thé ndo? Co che phoi
hop céc cong viec?

Nguon:Amy Kates & Jay R. Galbraith (2007, tr:2- 23)

loi thé canh tranh dua trén cac co hoi kinh doanh
bén ngoai va nang luc cua ban than doanh nghiép.
Ning lyc ciia doanh nghiép duoc hinh thanh bing
su lién két ctia cac yéu to nhu k§ ning, cac qua
trinh, cong nghé va ning lyc ciia con nguoi dé tao
ra sy khéc biét. Chién luoc quyét dinh dén co ciu to
churc ciia mét doanh nghiép.

Doanh nghiép phai c6 kha nang tao ra su khac
biét. Va khi dé cap dén kha niang ctia doanh nghiép,
nguoi ta thudng nhic toi kha ning lién két giita
chién lugc va thiét ké co cdu t6 chirc trén co so dap
{mg chién lugc di duoc hinh thanh. Nhu vay, c6 thé
théy, chién lwgc 1a cai co trudc co cAu t6 chuc cua

doanh nghi¢p, va kha ndng ctia doanh nghi¢p la tao
ra su két ndi cua td chirc véi chién luoc dé thyuc hién
chién lugc c6 hidu qua. Chién luoc thay dbi lam cho
hoat dong ctia doanh nghiép thay ddi va do vay viéc
thiét ké t0 chuc ciing s& phai thay déi (chién lugc
quyét dinh co ciu bd may to chic ciia doanh
nghiép).

Thit hai, d6 1a cAu tric. CAu trac cta mot t6 chirc
s& tac dong dén stc manh va quyén lyc. C6 nhidu
kiéu céu triic khac nhau va c6 thé duoc st dung trén
co so khai thac loi thé cua timg cdu trac. Cu tric
dugc md ta théng qua so dd co ciu to chirc ciia cong
ty. Cau trac thiét 1ap nén cac mobi quan hé, cac kénh
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Hinh 2: M hinh hinh sao d6i vé6i co ciu té chirc theo khach hang & mirc d§ thap

/Phén tich khach hang

lgi nhuan

Phat trién dich vy dem
lai gié tri

Thiét lap mbi quan hé

86 it khach hang quan
trong san sang chi tra
cho 1 nhu cau

. A, khac biét
Lira chon thanh vién ¢é g

kha niing phéi hop va biét

Cac kha nang tao sy

Nhom khach hang
Cac nha quan tri (chuyén
gia theo dy an/nhom)

thdéa méan khach hang

[\

Cau tric

Lao dong

Cac qua trinh

Thi phé.ll, su hai long,
khuynh hudng cliia
khach hang va sé khach
hang méi

Théng tin v& khach hang
Cac hoat dong quan tri
theo ma tran

Nguén: Stephen L. Ghan, Chung For Choi (1997, tr43),

giao tiép va thiét 1ap hé thong phéan phdi.

Thir ba, d6 1a cac qua trinh. Qua trinh dugc hinh
thanh bdi mot chudi cac hoat dong lién két v6i nhau
nhim chuyén cac thong tin trong mot to chire. D6 1a
mot qua trinh hoat ddng nhu qua trinh phat trién san
phidm méi, qua trinh san xut, hay qua trinh thyc
hién mot don hang,... N6 bao gdm ca qué trinh quan
tri nhu xdy dung ké hoach, du bao doanh thu, thiét
lap gid, quan tri tai chinh,... va cac qua trinh nay
phéi ¢ sy phéi hop véi nhau dé thyc hién muc tiéu
ctia t6 chirc.

Thit tu, 36 1a dong lyc thiic day. Pay 1a yéu t6 tac
dong thiic ddy va khuyén khich ngudi lao dong lam
viéc va cong hién cho doanh nghiép. Pong luc bao
gém cac van dé vé luvong, thudng, cd tire, su thtra

nhén va cac loi ich khac. Thach thirc 16n ddi véi cac
t6 chirc khi thiét ké hé thong tién thuong, d6 1a lam
thé nao dé tao ra dong luc thuc day ngudi lao dong
trong viéc phéi hop cong viéc dé dat duoc muc tiéu
clia t6 chirc.

Thir nam, d6 1a con ngudi. Chinh sach ngudn
nhan lyc trong doanh nghiép bao gom cac hoat dong
tuyén dung, dao tao, va phat trién duoc thiét 1ap
nhim g6ép phan tao ra cac ning luyc trong doanh
nghi¢p. Doanh nghi¢p thuong doi héi nguoi lao
dong phai c6 kha nang lam viéc doc lap va kha nang
Jam viéc theo nhom. Péy 1a mot trong nhiing yéu t6
tao ra kha nang canh tranh ctia doanh nghiép.

Hoat dong tai cdu triic doanh nghiép gin véi viéc
hinh thanh, thiét ké cac qua trinh kinh doanh nhim
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Hinh 3: M hinh hinh sao ddi véi co' cdu to chirc theo khich hang & mirc d trung binh

Quan tri quan hé khach
hang

Quan tri sy phtrc tap
chung

Nhiéu khach
hang, nhicu nhu
cau

khéc biét

Lya chon thanh vién ¢é
kha nang phoi hop va bict

Cac kha nang tao sy

K& toan quén tri

thoa méin khach hang

[\

Cau tric

Lao dong

Dong lyc

Cac qua trinh

Su phan hdi cua khach hang
v6i nha ké toan quan tri
Dong luc véi sy dong gop
ctia hé théng CRM

I1¢ thbng CRM
Nhém du an

Nguon: Stephen L. Ghan, Chung For Choi (1997, tr.50)

phuc vu va théa man khach hang mdt cach tt nhét.
Chinh vi vay, trong pham vi bai viét chi ung dung
mb hinh hinh sao nhim phan tich thiét ké mo hinh
ldy khach hang lam trong tdm (hudéng téi va thoa
mén khach hang mot cach tot nhat) dé goi y cho céc
doanh nghiép khi tai ciu triic trén co so thiét ké lai
theo qua trinh.

Mo hinh t6 chirc 1y khach hang lam trong tam
duoc thiét ké & ba mirc d khac nhau (thép — trung
binh — cao), chinh vi thé cac doanh nghiép may c6
thé tily vao dic diém doanh nghiép minh dé thiét ké
& mic dd ndo cho phu hop. Hau hét cic doanh
nghiép déu bt dau véi mirc d¢ thap, sau d6 tién dan
dén mirc d6 trung binh va cao.

Mirc d cua to6 chic phu thugc vao nhu cau cia

khach hang ngiy cang da dang va van dé& quan tri
ngay cang phuc tap hon. Trén co s& do, mo hinh
hinh sao sé& thiét ké mé hinh t6 chirc pht hop véi cac
doanh nghiép & cac kha ning khac nhau nham dap
{ng t6t nhat nhu cau khach hang.

Véi mue d nay thi mé hinh t6 chire thiét ké theo
kiéu ma tran trén co s& xdy dung cac nhom khach
hang, c¢6 su két hop md hinh chuc ning, dia Iy va
nhém san pham.

Mb hinh nay hinh hanh véi d6i tuong khach hang
nhiéu hon va c¢6 nhu cau phuc tap hon, boi vay can
cohé théng ké toan quan tri va sy hd tro cua hé théng
quan tri quan hé khach hang (CRM). M6 hinh cho
mirc d6 trung binh nay doi héi quan tri ngudn nhan
luc ot dya trén cac nhom san phém/khéch hang.
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Hinh 4: M6 hinh hinh sao ddi v6i co cAu to chirc theo khach hang ¢ mirc d cao

/Quén tri sy phire tap va
xung dot trong to chac
Thi truong bén trong va
kiém soat

N

H6i nhap v& san phim,
nhiéu don hang

Nhu ciu khach hang
phtre tap

binh huéng nhém
Hoan thién hoat dong

Cac kha nang

Tryc tiép-gian tiép
Theo qua trinh/ chirc
nang/ vung

quan tri

/\

Cau trac

Lao dong

Céc qua trinh

Nhom va cong ty
Mai quan hé v€ doanh thu va
su trung thanh

Quan tri tir trén Xuéng,
két hop vdi qua trinh
tryc tiép-gian ticp

Nguén: Stephen L. Ghan, Chung For Choi (1997, tr.57)

V61 mo6 hinh nay, khach hang ctiia doanh nghiép
ngdy cang nhiéu hon va phirc tap hon vé nhitng doi
hoi vé san pham, do vdy su quan ly ciing phai
chuyén nghié€p hon. M6 hinh dugc st dung goi la
mb hinh tryc tiép — gian tiép (Front / Back). N6 bao
g0m méng cau truc tryc tiép tiép xtc voi khach hang
(front-end) bao trum céc thi truong chinh hoac khu
vuc dia 1y va mang cau trac hd tro gian tiép (back-
end) bao gém loai san phdm va cong nghé.

2. Van dung mé hinh trong thue té véi doanh
nghiép may

V6i dic diém ciia cac doanh nghiép may hién nay
1a cac san pham thoi trang rat da dang, nhu cau
khach hang thay d6i thuong xuyén, thi truong ngay
cang mo rong va phuc tap thi viéc xay dung mo

hinh t6 chirc theo khach hang s& dap tng tinh hinh
hién nay. D6 ciing 14 mot xu hudng tit yéu cta cac
doanh nghiép may hién nay la dinh hudng khach
hang khong phai dinh hudng san pham.

Xuit phat tir mo hinh sao trong thiét ké t6 chiic
theo cac muirc d§ trong tdm khach hang khac nhau,
tac gia dua ra giai phap gin méi muc do trong tim
cao vao khach hang trong giai doan hién nay. Dé
thyuc hién giai phap nay, cac doanh nghiép may can
phan tich cac yéu t6 trong hinh sao nhu sau:

Thit nhat, vé chién lugc va cac kha ning. Nganh
dét may Viét Nam dang trong xu thé hoi nhép, chién
luoc ciia nganh 1a huéng toi nganh mii nhon vé
xudt khau, dap tng cao nhu cau trong nudc va hoi
nhap kinh té qudc té. Chién lugc nay cho thiy nganh
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Hinh 5: M hinh t6 chirc truc tiép — gian tiép

B6 phan h tro/
gian tiép

Chue
nang

Céac nhom
san pham

dét may co nhiéu co hoi voi sb lugng don hang,
khach hang ngay cang nhiéu va phirc tap hon. Thyc
té d6 dat ra 1a van dé quan trj phirc tap hon va can
kiém soat nhiéu hon, nén doi hoi cac doanh nghiép
can phai nang cao ning lyc quan tri ctia minh.

Thit hai, vé cAu tric. CAu trac trude dy ciia cac
doanh nghiép may 1 mé hinh tryc tuyén — chirc

Nha QT cao cép

B phan tryc tiép
tiép xtc khach hang

Khéch
hang

Khu vuyc
dia ly

Nguon: Stephen L. Ghan, Chung For Choi (1997, tr.57)

nang da phat huy duogc hi€u qua trong mat thoi gian
dai. Tuy nhién, v6i xu huéng hoi nhap, san pham da
dang nhu hién nay cung véi muc ti€u ctia cac doanh
nghié€p hudng téi thi truong rong thi mé hinh tao ra
tinh linh hoat cao d6 14 hudng theo nhom san pham,
theo vung dia ly, theo qua trinh hay theo khach hang
vGi sur phan chia cac bo phan truc tiép va gian tiép.

Hinh 6: M6 hinh t6 chire true tiép/gian tiép (front/back) lay khach hang lam trong tim

CEO
K¢ toan Nhén sy Marketing Hanh chinh
May gia cong Khéch hang noi
B phan CMT dia Bo phan
gian ticp truc ticp,
ho tI'O’, May thuong hi¢u Khach hang ticp xtic
nghién riéng OBM nuéce ngodi | khach
cliru san hang
pham May thiét ké
riéng (ODM), XK Khéch hang
truc ticp (FOB) , .y
Back-end mivemgon = Front-end
Nguon: Ngé Thi Viét Nga (2012, tr.167),
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C6 thé thiét ké nhu sau:

Hinh 6 theo dinh hudng cua nganh may 1a huong
toi gidm gia cong (CMT), tang ti I¢ OBM, ODM va
hudng t6i mot phan xuat khau tryc tiép FOB.

Thit ba, vé qua trinh. Hinh thanh qua trinh kinh
doanh d6i véi mdi nhom san pham khac nhau (so
mi, quan au, jacket,...) theo cac hinh thirc san xuat
khac nhau (CMT, OBM, ODM, FOB) va dugc quan
tri theo qua trinh hudng toi khach hang.

Thit tu, vé dong lyc. Véi xu thé hién nay, cong ty
may da chuyén sang phdi hop hoat dong theo cac
nhom dé tao dong lyc lam viéc cao. Cac ca nhéan
ngoai viéc hoan thanh cong viéc dugc giao vdi viéce
phat huy nang luc ca nhan thi ho con thuc hién cong

viée voi dong lyc cta nhom. Giai phap nay dit van
dé hinh thanh cic nhém lam viéc, hay cac to doi
thyc hién cac qua trinh kinh doanh dét ra dé dat hiéu
qué cao.

Thit ndm, vé lao dong. O md hinh nay cé thém
nhiing chuyén gia c6 k¥ ndng chuyén nghiép trong
quan 1y va thyc hién nén cac doanh nghiép may can
cha trong t6i nhiing lao dong co trinh d¢ tay nghé
cao. Trong d6, dic biét nén chu trong dén nha quan
tri chuyén nghiép truc tiép tiép xtic v6i khach hang
(front-end) va doi ngii thiét ké (back-end) — lao
dong dugc danh gia 1a thiéu va yéu hién nay trong

cac doanh nghiép may cua Tap doan.CJ
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Application of Star model in organizational structure restructuring — A case study of textile companies
Abstarct

The Star Model has been used and refined over the past thirty years. The model is built on the basic prin-
ciple that the business strategy of the enterprise is changing the organizational structure of the enterprise
must be designed to fit with the strategic direction. Organizational restructuring is the creation of business
changes the basic organizational structure of the enterprise to achieve the organization's goals with the
highest efficiency. Nature of star models as a tool to analyze the factors on top of the star as a basis for
building models for the organizational structure of businesses.

Application of the star model in the research is not based on the traditional view of management. Appli-
cation of star models to design organizational structure is based on business processes following customers
(the customer-centric organization), satisfying the needs of customers.
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