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Tém tit

hirng nam gan day, viéc ap dung KPI trong quan 1y hiéu qua cong viéc 1a hudng tiép can duoc nhiéu to
chtre thudce cac linh vye khac nhau quan tam, trong d6 ¢o linh vuc gido duc. Bén canh nhirng thanh tyu da

dat duoc, gido duc dai hoc Viét Nam hién nay gap kha nhiéu kho khén va thach thitc. Do d, cac treong dai hoc
can thuc hién qué trinh chuyén di trong cong tac quan tri dé tiép tuc phat trién bén viing. Dat trong bdi canh
thue té caa Truong Pai hoc Hung Vuong, nghién ctru ndy tap trung vao hai vin dé chinh: Thi nhét 13 phén tich
¥ tuong ap dung KPI trong hoan thién hé thong quan 1y; Thir hai 1a dé xuét kich ban, ké hoach dé ap dung hiéu

qua KPIL

Tw khéa: KPI, quan tri dai hoc, vi tri viéc lam, Dai hoc Hung Vwong.

1. it van dé

Chi s hiéu suét chinh [1] 1a mot chi sb
danh gia trong hé thong quan 1y hiéu qua
cong viéc. Bén canh nhitng vu diém rd nét
néu thuc hién thanh cong, qua trinh xay dung
va ap dung KPI cho cac t6 chtc dit ra nhimng
vén dé phire tap vé cach thire t6 chirc va danh
gia cong viéc: (1) Qua trinh xay dung KPI doi
hoi cac dir liéu lién quan nhu ban do chién
lugce, thé diém can bang va chi sé két qua
chinh; (2) Viéc theo doi, danh gia muc do
hoan thanh KPI; (3) Rio can vé thoi quen, né
nép dan t6i can trd su cai tién va (4) Tich hop
KPI dé twong thich voi cac hé thdng danh
gia cong viée cua cac cap. Tuy vay, thuc té
cho thay chi sb nay ngay cang duogc ap dung
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rong rai trong viéc quan tri cac to chuc thude
nhiing linh vuc khac nhau.

Trong thoi dai hién nay, viéc xay dung va
phat trién cac truong dai hoc tai Viét Nam
gap phai kha nhiéu thach thie [2-5]. Nhiing
van dé chinh cua coéng viéc nay tap trung &
viéc nang cao chit lugng ddo tao va nghlen
cuu khoa hoc nham dép Gng nhu cau cia
x4 hoi vé san pham cua truong dai hoc, bao
gém nhan lyc da qua dio tao va san phém
nghlen cuu chuyen giao cong nghé. De giai
quyét nhung van d& dé, cac trudng can chu
trong dén nang cao hiéu qua cong tac quan
tri. Kinh nghiém qudc té cho thay 4p dung
cac hé théng quan 1y hiéu qua cong viéc, bao
gom KPI, 1a mot huéng di ding dan va nhiéu
tiém nang [6-10].
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Tt nhitng phan tich trén nhiéu khia canh,
tac gia nhan thdy Truong Pai hoc Hung
Vuong can cin nhic ap dung KPI trong
cong tadc quan tri. Pong gbép chinh cua bai
béo 1a ké hoach xay dung va ap dung KPI
cho Trudong Pai hoc Hung Vuong, bao gom
ké hoach ngan han (2020 - 2022), trung han
(2020 - 2025) va dai han (2020 - 2030). Ddi
v6i mdi giai doan, viéc dinh huéng va trién
khai theo tirng pha sé& gitip cho ban lanh dao
nha trudng to chirc xay dung va tich hop KPI
vao hé thdng quan 1y sin c6 mot cach tron
tru, hiéu qua.

Céu trac bai bao duoc td chic nhu sau:
Sau muyc dau tién gi6i thiéu tong quan vé
muc dich cua bai bdo, muc 2 trinh bay cac
van dé lién quan dén chi s hiéu suat chinh
- KPI. Muc 3 trinh bay vé cac van dé trong
quan tri dai hoc, tiép d6 muc 4 s& dé nghi
kich ban 4p dung KPI trong quan tri Truong
Dai hoc Hiung Vwong. Muc 5 tong hop lai
cac van dé va néu ra mot sd dé xuét dé phat
trién y tuong nghién ciru tiép theo.

2. KPI - Chi s6 hiéu suat chinh

2.1. Mt s6 diic diém
2.1.1. Khai niém

Chi s6 hiéu suat chinh (tiéng Anh: Key
Performance Indicator - KPI) da dugc su
dung trong cong tac quan 1y cua rat nhidu
linh vyc. Parmenter [1] cung cp khai niém
vé KPI:

“Chi sb hiéu suat chinh 1a cac chi sb tap
trung vao céac khia canh hiéu qua mang tinh
t6 chtrc va c¢6 y nghia quan trong nhét ddi véi
su thanh cong trong hi¢n tai va tuong lai cuia
t6 chirc”.
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2.1.2. Nguyén tac xdy dung KPI

Téac gia Nguyén Huong Thao [6] trinh
béy cum tiéu chi SMART khi xay dung hé
thong KPI trong danh gia thuc hién cong
viéc nhu sau:

- Specific: Muc tiéu cy thé

- Measurable: Muyc tiéu do luong dugc

- Attainable: Muc tiéu c6 thé dat duoc

- Realistic: Muc tiéu thuc té

- Timebound: Muc tiéu c6 thoi han cu thé

2.1.3. Uu nhuoc diém cia phwong phdp
quan ly két qua cong viéc theo KPI

H¢ thong quan 1y higu qua cong viée 4p
dung KPI ¢6 cac uu diém: (1) The hién tryc
quan va diph lugng muc ti€u chién lugc;
(2) Ra quyét dinh nhanh chong hon véi cac
50 liéu chinh xac; (3) Gitp khau quan Iy nhan
biét thanh qua cua to chirc, phong/ban hodc
mot nhan vién nao d6 dé c6 huéng khuyén
khich, tao dong luc hodc ra phlg:ong an céi
thién; (4) Mot doi nhoém c6 thé cung phdi
hop dé hudng té1 nhitng muc ti€u chung.

Tuy nhién, phuong an quan tri nhan su
bang KPI van gip phai cac nhuogc diém:

- Tén nhiéu thoi gian va chi phi dé xay
dung va theo doi cac chi tiéu KPI.

- KPI di theo chién lugc nén bd phan
chtrc ning nao nam trong 16i chién lugc s&
chiu nhiéu KPI, b phan khong nam trong
16i chién luge s& co it chi tiéu KPI (vi du bd
phan hanh chinh, bo phan phap ché). Vi sd
lwrong KPI khac nhau s& khién nhan vién c6
cam giac danh gia khong cong bang, khong
danh gia hét duoc két qua cong viéc chinh

cua h(,)q. Vi thé méi st dung thém b¢ chi tiéu
KRI b6 sung cho KPI.

- C6 thé sinh ra nhiing tic dong nguoc dén
nhan vién khi ho ¢ ging hoan thanh KPL. Vi
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du nhu tdm 1y chay theo KPI ma bo qua chat
lugng thyc té.

Ngoai ra, luu ¥ 1 phai thay d6i KPI lién
tuc theo tirng muc tiéu ngén han, trung han
con néu ap dung cimg nhic trong dai han s&
khong c6 hiu qua.

2.2. Cac ky thudat lién quan
2.2.1. Ban dé chién luoc

Trong mo hinh thé diém can bing, ban
d6 chién luoc 1a mot khau trung gian dé xay

dung cac chi s6 hiéu suat chinh. Ban d6 chién
luoc 1a cau nbi gitra chién lugc cua to churc
v6i the diém can bang, bao gdm nhiing cong
viéc lién quan dén timg vién canh cia thé
diém can bang dé thuc thi thanh cong chién
lugc. Theo tac gia Phan Thi Xuan Huong
[11], ban d6 chién luoc 1a mot khau bat budc
trong qua trinh xay dung thé diém can bang.
Tac gia Nguyén Huong Thao [10] dé xuat
ban do chién lugc cua Trudng Pai hoc Bach
khoa Ha Noi nhu Hinh 1.

Pai hoc Bach Khoa Ha Noi 2

@

F1 T6i wu hoa
chi phi

F1.2 Toi wu hda cac
khoan chi phi ho trg

Khia
canh
tai F1.1 T6i wu hoa chi F2.1 Tang ngudn F2.2 Tang nguon
chinh phi thuong xuyén thu tlr cbng tac thu tir hoat déng
(F) dao tao dich vu

F2.3 Tang nguon
thu tir hoat déng
NCKH

F2 Tang trudng
nguon thu

F2.4 Tang nguon
thu tlr cac du an
trong va ngoai nuéc

Hinh 1. Mt phin bén db chién hrgc ciia Truong Dai hoc Bach khoa Ha Ndi [2]

2.2.2. Thé diém cdn bang

Thé diém can bang 1a phuong phap 1ap
ké hoach va do ludong hiéu qua cong viéc
duoc Kaplan va Norton [12] gi¢i thi¢u ndm
1992. Chtc ning chinh cta thé diém can
bang 1a chuyén dbi tam nhin va chién lugc

cua to chtrc thanh nhiing muc ti€u cu the,

16 rang va do dugc. O mo hinh gbc, Kaplan
dua trén vi du vé hiéu qua cong viéc cua
Cong ty ECI dé dua ra y tuong vé két hop
cic vién canh tai chinh va phi tai chinh
(bao gdm customer - khach hang, internal
business - quy trinh ndi bg va innovation &
learning - sang tao & phat trién) trong mot
mo hinh thé diém hiéu qua.
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Tai chinh
¢ Muc tiéu
* Po lvong
» Sang kién
Khach hang Tam nhin va Qua trinh ndi bo
e Muc tiéu < ¢ Muc tiéu
N | — hién | . N
* Do lvong chien Troc * Do lvong
* Sang kién * Sang kién
A A

b

Dao tao & phat trién
* Muc tiéu

e Do lwvong
* Sang kién

Hinh 2. Thé diém can bing 4 vién canh [5]

Sau nay, cac vién canh cua thé diém cin
béng dugc cap nhat, chinh stra vé s6 luong va
n6i dung tiry thudc vao dic thu cta to chic ap
dung. Theo tac gia Pang Thi Huong [5], thé
diém can bang quan tim dén cin bang hoa
4 vién canh chinh: (1) Tai chinh; (2) Khach
hang; (3) Qué trinh hoat dong ndi bd va
(4) Hoat dong nghién ctru phat trién nhu minh
hoa trong Hinh 2. Py 1a mé hinh phd bién
nhat, tuy nhién tiy thudc thuc té to chitc ma
c¢6 thé cho phép bo sung cac vién canh khac
nita. Vi du nhu tac gia Nguyén Huong Thao
[6] gi6i thiéu thé diém can bang cho Trudong
Pai hoc Bach khoa Ha Ndi véi 6 vién canh:
(1) Tai chinh; (2) Khach hang (Sinh vién);
(3) Quy trinh ndi bg; (4) Hoc hoi va phat
trién; (5) Moi truong va cong dong va (6) Su
hai long cua nhan vién.
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2.2.3. Chi sé két qua chinh

Chi s6 két qua chinh (tiéng Anh: Key
Result Indicator - KRI) [1] 1a chi s6 danh
gia vé nhitng cong viée to chtrc da lam duoc
trong thoi gian qua. Chi sé két qua chinh ¢6
nhiing dac diém duoc liét ké sau day:

Thir nhat, KRI 1a chi s6 do ludng nhiing
két qua cong viéc theo chic nang chinh cua
bd phan/ca nhan. C6 thé nhiing chirc ning
nay khong ndm trong 16i chién lugc hoic
nhitng hoat dong do bang KRI nay 1a cac
giai phap hién tai dé hudng t6i thuc hién KPI
trong giai doan sau. Vi du KPI 1a Ty 1¢ khach
hang muc ti€u hai long vé san phém, dich vu.
Nhung hién tai doanh nghi¢p chua xac dinh
duogc 10 khach hang muyc tiéu cho ting san
phém, dich vu, chua c6 phuong an khao sat
su hai long. Do dd, ndm nay chi do chi tiéu
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xay dyng danh muyc khach hang bang KRI
“S$ ngay danh sach khach hang muc tiéu
dugc phé duyét cham so véi tién do”.

Thtr hai, tuy KRI 1a mdt cong cu khong
thuc su tot nhung trong thuc té cua td chuc,
¢6 nhitng van dé khong thé luong héa bang
KPI. Khi d6, bat budc chung ta phai sir dung
chi s6 két qua chinh dé bé trg cho nhimng
khiém khuyét ctia KPI.

2.3. Quy trinh xdy dung KPI

Viée xdy dung hé thong KPI cho t6 chirc
bao gdm cac nhom cong vige sau:

- Nhém cong viée to chire xay dung KPI,
bao gdm céac cong viéc:

+ Phén cong nhiém vu cac by phan trong
ban x4y dung chién luoc.

+ Quyét dinh mot sd van dé 16n cua qua
trinh xay dung KPI (muc tiéu chién lugc, the
diém can bang, phan chia giai doan nhu thé
nao, v.v...).

- Nhém cong viée xay dung KPI, bao gdm
cac cong viéc:

+ Xay dung muc ti€u chién lugc.

+ Xay dung thé diém can bang.

+ Xay dung KPI cho céc cap do.

* Cap to chtrc (cdp cao nhat).

* Cép bo phan (cp trung gian).

* Cép chirc danh, vi tri (cap lao dong
truc tiép).

+ Xay dung KRI b6 sung cho KPI &
cac cap.

+ X4y dung cong thirc hoac cach do luong
va cach tinh mirc d¢ hoan thanh cho cac KPI
va KRI.

- Nhom cong viéc &p dung, van hanh KPI,
bao gom céac cong viéc:

+ Xay dung bang diéu khién dé quan ly
viéc thuc hién KPI.

+ Xac 1ap giai doan dé ap dung KPI.

+ Duya vao quan diém phat trién trong giai
doan dé dé xuat cac trong so6 cua cac KPI &
cac cap.

+ Pé xuit co ché ap dung viéc hoan thanh
KPI trong danh gia nhan vién (c6 thé vé khen
thudng, thi dua hodc thu nhap).

+ Tong két, danh gia dé dua ra cac hiéu
chinh ngan han (thay d6i ngay lap tirc), trung
han (thay ddi trong giai doan sau) va dai han
(thay ddi ca hé théng KPI) vé KPI.

Tur cac cong vige cu thé d6, mdi td chire
¢6 thé Iya chon quy trinh x4y dung hé théng
KPI cho riéng minh dya vao dac diém, nguén
luc. Cac nhiém vu c6 thé dugce thuc hién
song song hodc ndi tiép trong quy trinh nay.
Vi du, tac gia Lé Hiru Tinh [10] cung cap quy
trinh xdy dung KPI bao gdm 05 budc. Tac
gia Nguyén Huong Thao [6] dé xuat md hinh
12 bude bao gdm ca xay dung va ap dung cac
chi s6 KPL.

3. Cac van dé trong quan tri dai hoc

3.1. Vin dé quan tri dai hoc trén quéc té

Tac gia Gallagher [13] dinh vi cac van dé
ctia dai hoc hién dai bao gdm 8 van dé sau:
Su gia ting vé nhu cau va ky vong ciia xa
hoi dbi véi giao duc dai hoc trong bdi canh
ngudn lyc khong ting; Su thay ddi vé nhan
khau hoc (sé dan va ty trong theo chau luc,
lira tudi) tac dong gian tiép toi gido duc dai
hoc thong qua sy canh tranh cac tai nguyén
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thiét yéu; Doanh nghiép tir bo dau tu dai hoi
cho nghién ctru (ké ca nghién ctru co ban va
nghién ctru tng dung) ma chuyén giao cho
cac truong dai hoc; Cac yéu t6 vé thi truong
lao dong noi dia va toan cau gy ap luc dén
nhing kién thtrc, k¥ ning ma truong dai hoc
can trang bi cho sinh vién; Trong khbi dao
tao nghé, su khéc biét theo chiéu ngang (giira
cac truong dai hoc) ngay cang mo nhat nhung
su khéac biét theo chiéu doc (giita truong dai
hoc véi cac cap bac khac) ngdy cang phan
tang; Céc co s gido duc bac cao tré nén qua
tai v&i nhiéu nhiém vu; Céc linh vuc quan
trong (cong nghé nano, khoa hoc sinh hoc,
khoa hoc dia chit va khoa hoc méi truong)
doi hoi cao vé su dong bod vé chat luong con
ngudi, nang luc hop tac va co so ha ting va
Su thay ddi cua cac yéu t6 xung quanh tac
dong 16n dén gido duc dai hoc (ndi dung va
dinh huéng chuong trinh giang day, phuong
thire hoc tap, dia diém va thoi gian hoc tap).

3.2. Vin dé trong nwéc

Trong nhiing ndm vura qua, cac truong
dai hoc Viét Nam da dat duoc nhitng budc
tién dang ké. Theo bang xép hang cua
Times Higher Education - THE ndm 2020
[14], Viét Nam c6 2 truong dai hoc duogc
xép hang trong nhom 801 - 1.000 truong dai
hoc tt nhat thé gi6i 1a Pai hoc Bach khoa
Ha Noi va bai hoc Quéc gia Ha Noi. Theo
bang xép hang ctia Quacquarelli Symonds
- QS nam 2020 [15], chung ta c6 2 truong
duoc xép hang trén pham vi thé gi6i 1a Dai
hoc Qudc gia thanh phdé HO Chi Minh & vi
tri 701-750 va Pai hoc Quéc gia HANoi 6 vi
tri 801-1.000. Tuy nhién, chiing ta can nhin
nhan mot sd kho khan, ton tai duoc trinh
bay sau day:
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Tac gia Nguyén Piang Minh [3] di nhan
dinh bdn van dé cua quan tri dai hoc tai Viét
Nam bao gém: (1) Phuong thtrc quan tri dai
hoc hién nay cham thay ddi so véi yéu cau
cia nén kinh té xa hoi Viét Nam; (2) Chat
luong gidao duc dai hoc & muc thép SO Vo1
yéu cau phat trién kinh té - xa hoi, ty 1é sinh
vién that nghiép sau khi ra truong ¢ mirc cao;
(3) Chét lugng hoat dong nghién ciru khoa
hoc cua céc truong dai hoc Viét Nam con ¢
mirc thap so v6i khu vuc va trén thé gidi;
(4) Hoat dong quan ly hanh chinh trong céac
trrong dai hoc chua dap tmg dugc mong doi
cua doi ngli giang vién, sinh vién va can bJ.

Mot b tac gia cling phan tich chi tiét timg
khia canh ctia quan tri dai hoc. Tac gia Trinh
Ngoc Thach [4] d4 ban luan vé hai van dé 16n
trong quan tri dai hoc ¢ Viét Nam 1a Ty chu
dai hoc va Dau tu tai chinh cho Gido duc dai
hoc. Vé tu chu dai hoc, tuy Luat Gido duc
dai hoc 2012 d4 trao cho céc truong quyén tu
chu trong nhimng van dé then chét (t6 chiic,
nhan sy, tai chinh, v.v...) nhung hai bit cp
16n nhat van 1a tinh hinh thitc cua Hoi dong
truong va su rang budc cua co ché don vi
chu quan (Bo, Tinh). Vé dau tu tai chinh,
tac gia dinh vi ba van dé 16n (thiéu kinh phi,
bét binh dang va thiéu tu chu tai chinh) va
ba thach thirc 16n (thiéu kinh phi, hoc phi
truong cong qua thap va cac ngudn thu khac
qué thp). Tac gia Pinh Van Toan [5] danh
gia viéc phat trién doanh nghiép trong trudng
dai hoc 1a xu huéng dung dan vé ca 1y luan
va thyc tién. Tuy nhién, khao sat nim 2018
trén 120 truong dai hoc thi chi ¢6 11 truong
da thanh 14p doanh nghiép trong s 43 trudng
phan hdi. Con s nay cho thiy sirc y cta cac
truong dai hoc Viét Nam d6i véi nhitng xu
thé mai, hién dai.
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Dé giai quyét cac ton tai nay, nhiéu nhém
nghién ctru ciing da dé ra nhitng bién phap
khac nhau. Trong nghién ctru ciia minh,
Pham Thi Lan Phugng [16] da phan tich sy
dich chuyén vé co ché quan tri dai hoc trén
thé gi61: (1) Mo hinh gido duc dai hoc hién
tai cia cic nudc phat trién nhu Puc, Phép,
My va (2) Thay ddi trong co ché quan tri
dai hoc cua cac nudc Anh, Btrc, Ha Lan,
My. Tur d6, dé giai quyét cac van dé cia
giao duc dai hoc (dai hoc da nganh, két hop
giang day va nghién ctru, tu chu dai hoc,
hoc phi, kiém dinh, v.v...), tac gia dua ra
nhitng khuyén nghi vé khung phap 1y, cach
thuc danh gid hoat dong nghién clru va
cong tac xdy dung, boi dudng ning lyc doi
ngii. Tac gia Nguyén Dong Phong [17] da
dua ra mot nhan dinh rit manh: Ddi vai cc
truong dai hoc thi ty chu va ty chiu trach
nhiém phai 1a tit yéu. Tac gia di phén tich

ky ludng mdi quan hé giita Nha nude va
trudng dai hoc, tir 46 dua ra mot sé khuyén
nghi d6i véi ca hai bén.

3.3. Ap dung KPI tai cic trwong dai hoc
trén thé giGi va trong nwéc

3.3.1. KPI trong cdc truong dai hoc Anh quoc

Theo tac gia Breakwell [7] va ddng nghiép,
KPI duoc 4p dung lan dau tién & Lién hiép
Anh boi Hoi déng Ca‘ip von Gido duc Pai hoc
cho nuéc Anh (Higher Education Funding
Council for England - HEFCE). Bang 1 cung
cap cac KPI dugc p dung béi cac bén, trong
d6 HEFCE giéi thiéu b sau KPI (KPI vé
Chi s6 nhan vién duoc bo sung sau) va Co
quan Théng ké Giao duc bai hoc (Higher
Education Statistics Agency - HESA) d¢
xuat bo bon KPI nam 2003, trong d6 c6 ba
KPI trung véi HEFCE.

Bang 1. KPI trong cic truong dai hoc Anh qudc [15]

Chi sb KPI HEFCE HESA Cic trudomg b sung
KPI, Su tham gia ctia cac bén lién quan v v
KPI, Su tién bo cua hoc sinh v
KPI, Két qua hoc tap 4 v
KPI, Hiéu qua hoc tap va giang day v
KPIg Dau ra nghién ciru v v
KPI, Chi s6 nhan vién v
KPI, Viéc 1am cua sinh vién tot nghiép v
KPIg Thir hang trong cac bang xép hang v
KPI, Murc d6 hai long cua sinh vién v
KPL, Su bén viing moi truong v

Dan déan, ngoai cac KPI trén, cac truong
b6 sung thém cac KPI vé Thi hang trong
cac bang xép hang (Anh hudng truc tiép dén
uy tin trong cac hoat dong khoa hoc); Muc
d6 hai long cua sinh vién véi tit ca cac khia

canh trai nghiém khi con 1a sinh vién; Su bén

vitng méi truong: Dya theo cam két cua thé
gidi vé cat giam khi thai.

Vé mit chinh sich ctia Chinh phu véi
KPI ctia cac trudng, vao niam 2006, Uy ban
Chu tich Pai hoc (Committee of University
Chairmen - CUC) d chi ra rang to chirc lya
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chon KPI nao s€ phu thudc vao nhi€ém vu
va muc tiéu cta ho. Vé&i vi thé tu chu cao,
cac truong dai hoc co quyén Iwra chon KPI
phu hop. Tuy nhién, & chidu nguogc lai, hau
hét cac truong dai hoc Vuong qudc Anh
phu thudc rat nhiéu vao tai tro tai chinh cua
Chinh phua. Do d6, chinh phu thong qua céc
chinh sach dé khuyén khich céc truong theo
dudi cac KPI tuong ty nhau, chi dé cho cac

truong chu dong trong cach thuc dat dugc
cac KPI do.

3.3.2. KPI trong cac truong dai hoc Nga

Tac gia Luneva [8] di dua ra mét s6 danh
gia vé cac KPI dang ap dung tai cac trudng
dai hoc cua Nga trong chuong trinh nang cao
vi thé quéc té cua cac truong dai hoc trién
khai tir ddu nim 2013. Cac KPI da ap dung
dugc trinh bay trong Bang 2.

Bang 2. Cac KPI truomg dai hoc Nga trong chuwong trinh ning cao vi thé quoc té [8]

Chi sb KPI Thir nguyén
KPI, Vi tri trong bang xép hang QS -
KPI, S6 lwong bai bao (WoC va Scopus) trén mdi giang vién Bai béao
KPI, Chi s trich dan trung binh trén mdi giang vién Trich dan
KPI, Ty 1& giang vién c6 bing Tién sy nudc ngoai %
KPIy Ty 18 sinh vién ngoai qudc %
KPI Diém trung binh ciia cac sinh vién nhin hoc béng Nha nude Diém
KPI, Ty 18 doanh thu phi ngan sach trong co cdu doanh thu %

3.3.3. Cac truong Pai hoc trong nuoc

Bing 3. Bo KPI dé xuit cho Truong Dai hoc Bach khoa Ha Noi [6]

Vién cianh

Hoat dong chién lroc

KPI

F. Tai chinh F1.1. Téi wu hoa chi phi

chi thuong xuyén

f1. Téng chi cho con ngudi (thu nhap cua can bd
+ hoc béng)

£2. Tdng chi cho co s& vét chét

£3. Tdng chi cho hoat déng chuyén mén
nghiép vu

f4. Chi phuc lgi, khen thudng trung binh/can bo

f5. Chi phi cho cac hoat dong khac

F1.2. Téi wu hoa cic khoan chi phi

hd trg dot xuat

C. Khach hang (sinh vién)

L. Quy trinh ndi bd

L. Hoc hoi va phat trién

M. Mbi truong va cong dong

S. Su hai long cua nhan vién
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Trong nudc, hién mot sd co s¢ giao duc
nghé nghiép da bat dau tiép can véi sur
dung KPI nhu Truong Pai hoc Bach khoa
Ha No¢i [6], Truong Pai hoc Kinh té - Pai
hoc Hué [9], Truong Cao diang nghé Dau
khi [10]. Bo KPI do tac gia Nguyén Huong
Thao d& xuat cho Truong Pai hoc Bach
khoa Ha Noi dugc minh hoa mot phﬁn (céc
KPI ctia hoat dong chién luge F1.1 cua vién
canh F. Tai chinh) trong Bang 3. Trong
bang nay, ban d6 chién lugc bao gdm sau
vién canh nhu & cot bén trai. Cac hoat dong
chién lugc duoc phan tach tir cac vién canh
nhu & cdt gitta va by KPI cho tung hoat
dong chién luge nhu & cot bén phai.

4. Pé xuit ké hoach xay dung va
ap dung KPI tai Truwong Pai hoc
Hung Vuong

4.1. Ké hoach dai han

Ké hoach xay dung va ap dung KPI cho
Truong Pai hoc Hung Vuong giai doan 2020
- 2030 dugc dé xuat trong Hinh 3 dudi dang
xodn dc cho ba giai doan:

- Giai doan 2020 - 2022 (02 nim) bao gdm:

+ T6 chirc xay dung va thuc hién KPI.

+ Vong xoén dc trong cuing.

- Giai doan 2022 - 2025 (03 nam) la vong
xodn dc tht hai.

- Giai doan 2025 - 2030 (05 nam) la vong
xodn 6c thir ba.

Vi déy 1a thoi diém bét dau ap dung KPI
tai Nha trudng nén vong xodn ¢ dau tién bao
gdm ca viéc to chic xdy dung va thuc hién
KPI. Pbi voi giai doan 10 ndm dugc minh
hoa, viéc to chtic xay dung va thuc hién chi

duoc thuc hién mot lan. Néu tiép tuc thuc
hién trong nhiing giai doan dai sau thi s€ can
nhéc lai viée t6 chire xay dung va thuc hién
nay. Su khac nhau vé thoi gian cta cac giai
doan do céc 1y do sau:

- Giai doan dau tién chi kéo dai 02 nam do
1a 1an dau tién ap dung KPI nén can danh gia,
hi¢u chinh ngay sau 01 nam 4p dung.

- Giai doan sau s€ dai hon giai doan trudc
do viéc ap dung KPI dan di vao 6n dinh, viéc
danh gia va hi¢u chinh KPI s¢ thyc hi¢n voi
tan suat thip hon.

- Sau mdi giai doan, dua trén danh gia hiéu
qua cua viéc ap dung trong giai doan d6 ciing
nhu sy thay d6i vé muc tiéu chién lugec ma
can ra soat, diéu chinh mot cach toan dién.

Dbi v6i mdi giai doan trong tng vi mot
vong xoan ¢ bao gdbm 06 ving nhiém vuy:

1. Tai khang dinh myc tiéu chién luoc, the
diém can bang: Khi bat ddu giai doan, chiing
ta can tai kh:flng dinh muc tiéu chién lugc lién
quan dén sy thay ddi vé muc tiéu ciia Nha
truong, moi truong xung quanh. Tur d6 hi¢u
chinh cac thé diém can bang. Thong thuong
sO lugng thé diém cén bang sé rat it thay doi
trong khoang thoi gian 5 - 7 nam nhung c6
thé thay doi vé noi ham cua cac thé diém.

2. Xay dung KPI cho cac cip: Viéc xay
dung KPI s& dugc t6 chirc theo phuong an
top-down tur cap Trudng dén cap don vi va
cuoi cung la cap vi tri viéc lam. Cach thuc
t6 chtrc ndy 13 pht hop v6i quy mé ciia Nha
truong vé to chtre (23 don vi truc thudc) va
can bd (306 giang vién, trung binh 20 - 30
can bd giang vién/don vi).

- Véi quy mé t6 hanh chinh va bd mén
hién tai (tor 5 - 10 cén bd gidng vién/td hanh
chinh - bo mon) thi chua can thiét phai xay
dung KPI cho cac don vi cap nay.
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- Khi xdy dyng KPI can d¢ xuét luon ca
cach thire tinh toan KPI; Ngudn dir liéu (Lay
tir bao cao nao? Thong ké & dau? Ai la ngudi
cung cap).

3. Xay dung KRI bd sung cho KPI cac
cép: Duya trén dac thu nhiém vu chirc nang
cuia cac don vi va céac vi tri viéc lam dé can
xay dung cac KRI bo trg cho cac KPI di
duoc xay dung.

4. Theo doi, tinh toan KPI: Viéc tinh
toan KPI dua vao cach tinh viéc theo doi
KPI c6 thé dya vao bang diéu khién. Co thé
tinh todn KPI qua cac budc tuong tu nhu
tham dinh két qua cong viéc cudi nam: Ca
nhan ty danh gia, thim dinh qua céac cap
B mon, Khoa, Truong.

5. Ap dung két qua KPI trong danh gia
cong viéc: Két qua KPI c6 thé duoc ap
dung trong danh gia hiéu qua cong viéc
binh xét cudi nam hodc trong tinh toan
ché do thu nhap ting thém cua don vi su
nghiép co thu.

6. Tong két, danh gia giai doan: Sau mdi
giai doan can danh gia lai hiéu qua cia viéc
ap dung KPI trong giai doan d6. Tur d6 duara
cac hiéu chinh vé KPI, KRI va viéc 4p dung
KPI trong danh gié cong viéc.

KPI can dugc theo ddi, danh gia dinh
ky nén thuc chit vung nhiém vy 4 va 5 1a
dugc thuc hién theo dinh ky do6. Vung
nhiém vu 1, 2, 3 va 6 duoc thuc hién cho
mdi giai doan.

Hinh 3. Ké hoach dai han xiy dung va ap dung KPI tai Truong Pai hoc Hung Vwong
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4.2. Ké hoach giai doan 2020 - 2022

Trong bdi canh Trudng Pai hoc Hung
Vuong, tic gia dé nghi cach tiép can theo
hudng trén xudng cho quy trinh xdy dung
KPI: KPI dugc xdy dyng tir cap cao, sau do
boc tach ra va chuyén cac noi dung KPI chi
tiét cho cac cap thap hon. Muc tiéu vé thoi
gian 1a phin d4u 4p dung KPI tir ngm hoc 2020
- 2021. Ké hoach so b bao gdm 03 budc:

- Bude 1. TH chuc xay dung va thyc hi¢n
KPI. Thoi gian thyc hién trong thang 6/2020.

- Bude 2. Xay dung KPI cho giai doan
2020 - 2022.

- Budc 3. Ap dung KPI cho giai doan
2020 - 2022:

+ Poi véi ap dung KPI trong dénh gia
két qua, thi dua khen thuong: Bo sung nhu
1a mot tiéu chi cua hé thong thi dua khen
thudng hién co.

+Dbi voi ap dung KPI trong thu nhap ting
thém, c6 ba phuong an:

* Phuong an 1: Str dung két qua KPI cua
thang trude dé xét thu nhap ting thém cua
thang sau.

* Phuong an 2: St dung két qua KPI cia
hoc ky trudc dé xét thu nhap ting thém cia
cac thang trong hoc ky sau.

* Phuong 4n 3: Sur dung két qua KPI cia
nam hoc trude dé xét thu nhap ting thém ctia
cac thang trong ndm hoc sau.

Do diéu kién lan dau ap dung KPI nén tac
gia d& nghi thuc hién phuong an 3: Két qua
thue hién KPI ndm hoc 2020 - 2021 dé xét
thu nhép tang thém nam hoc 2021 - 2022. Cac

nam hoc sau c6 thé xem xét thuc hién phuong
an 1 hodc 2. K& hoach chi tiét dugc dé xut
trong Bang 4 cua Phu luc.

5. Két luén, kién nghi

Trong pham vi cua bai bdo, chiing t6i da
tong két va liét ké mot sé van dé lién quan
dén KPI va quan tri dai hoc. Cac thong tin,
phan tich cho thay viéc ap dung chi s6 hiéu
suét chinh da, dang va s€ dem lai nhiéu hiéu
qué dbi voi cong tac quan tri cho céc t6 chiic,
bao gdm ca cac truong dai hoc. Dac biét 1a
tai Truong Dai hoc Hung Vuong v6i nhitng
dic diém dic thu nhét dinh, tac gia cho rang
lanh dao nha truong nén can nhic viée ap
dung KPI d bd trg qué trinh quan 1y ciing
nhu danh gia hi¢u qua cong viéc, thi dua
khen thuong.

Dé mo rong két qua nghién ciru, chiing t6i
khuyén nghi viéc chi tiét hoa cac noi dung
trong ké hoach xay dung va ap dung KPI, bao
gom xay dung chi tiét bd KPI cho Trudng
Pai hoc Hung Vuong, cac don vi truc thudc,
cac vi tri vi¢e lam va xay dung kich ban ap
dung KPI trong danh gia can bo.
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APPLYING KPI IN UNIVERSITY, A PLAN TO APPLY
IN HUNG VUONG UNIVERSITY

Nguyen Hung Cuong'
'Falcuty of Engineering and Technology, Hung Vuong University, Phu Tho

Abstract
In recent years, the application of KPI in effective management of work has been the approach of many organizations
in different fields of interest, including the field of education. Besides the achievements, Vietnamese higher
education currently faces many difficulties and challenges. Therefore, universities need to make the transition in
governance to continue sustainable development. Set in the practical context of Hung Vuong University, this research

focuses on two main issues: The first is to analyze the idea of applying KPIs in perfecting the public management
system; The second is to propose scenarios and plans for effective application of KPL.

Keywords: KPI, university management, working position, Hung Vuong university.
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PHU LUC

Bang 4. K¢ hoach chi tiét xdy dung va ap dung KPI giai doan 2020 - 2022

TT N§i dung B0 phan thyc hién San phﬁm Thoi han
I. T6 chire xay dwng va thue hién KPI
1  Thanh lap Ban chi dao, bg phan chuyén trach xay dung Lanh dao truong Quyét dinh 6/2020
va ap dung KPI
2 Xay dung d& an ap dung KPI B6 phan chuyén trach D& an
3 Tai xac dinh mot sb dix liéu quan trong: St ménh; Gia tri  Lanh dao truong Cac dir liéu
¢bt 18i; TAm nhin; Chién luoc
I1. Xay dung KPI cho giai doan 2020 - 2022
1 Xac lap cac tai nguyén dé xdy dung KPI: Ban d6 chién B0 phén chuyén trach  Céc tai nguyén 7/2020
lwgc; The diém can bang
2 Xay dung KPI, thang do va trong s6 cho Nha truong B phén chuyén trach  KPI cap truong
3  Xay dung KPI, thang do va trong s6 cho cac Pon vi Cac don vi KPI cép don vi
4 Xay dung KPI, thang do va trong s6 cho cac Vi tri viée Cac don vi KPI vi tri viéc
lam lam
5 Téng hop KPI cho toan truong B0 phén chuyén trach  KPI téng hop
6  Xay dung KRI, thang do va trong s6 bd sung cho cac cép B0 phén chuyén trach; KRI téng hop
Cac don vi
7 Xay dung bang diéu khién Bo phén chuyén traich  Bang diéu khién
8  Xay dung co ché ap dung mitc do hoan thanh KPI trong  BO phan chuyén trach  Co ché 4p dung
danh gia hi¢u qua cong viéc
I11. Ap dung KPI cho giai doan 2020 - 2022
1  Danh gia KPI cua hoc ky 1 nam hoc 2020 - 2021 B0 phéan chuyén trach; Két qua KPThoc  12/2020
Cac don vi ky 1 nam hoc
20-21
2  Danh gia KPI cta hoc ky 2 nam hoc 2020 - 2021 B6 phan chuyén trach; Két qua KPThoc  6/2021
Cac don vi ky 2 nam hoc
20-21
3 Tbng két ap dung KPI ndm hoc 2020 - 2021, st dung Bo phén chuyén traich ~ Béo cdo tong két  6/2021
trong danh gia hi¢u qua cong viéc
4 DPanh gia KPI ctua hoc ky 1 ndm hoc 2021 - 2022 B0 phén chuyén trach; Két qua KPI hoc  12/2021
Cac don vi ky 1 nam hoc
21-22
5  banh gia KPI cua hoc ky 2 nam hoc 2021 - 2022 Bo phén chuyén trach; Két qua KPIhoc  6/2022
Cac don vi ky 2 nam hoc
21-22
6 Téng Kkét ap dung KPI nam hoc 2021 - 2022, stt dung B0 phén chuyén trach  Béo céo téng két  6/2022
trong danh gid hi¢u qua cong viéc
7 Téng két viéc ap dung KPI giai doan dau tién B phén chuyén traich ~ Béo cdo tong két  7/2022

2020 - 2022
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