THIET LAP CHI TIEU KPI

KPI — Key Performance Indicator 1a chi s6 danh gid hiéu qua cong viéc. Day la
mot chi tiéu quan trong trong viéc danh gia hi€éu qua lam viéc cta nhan vién va rat
nhi€u doanh nghi€p quan tam.

Trudce khi thiét lap chi tiéu KPI ban nén lya chon céc chi tiéu phu hop dé danh gia
nhén vién, vdi mdi vi tri ban nén chon tir 3 -5 tiéu chi dé danh gia. Ban khong nén
lua chon qua nhiéu tiéu chi.

I.  GIAI THiCH CAC CHI TIEU - PQ QUAN TRONG - PIEU CHINH
KET QUA

Trén hé théng GetFly CRM c6 2 loai chi tiéu:

- Chi tiéu KPI hé théng 6 thé do luong dugc: doanh s6, doanh thu, s lugng
san pham bén ra, ...
- Chi tiéu KPI khong do ludong duoc nhu ¥ thic thai do, kién thirc san pham,
... goi 1a CHI TIEU TONG HQP.
1. Gidi thich chi tiéu GetFly c6 thé do lwong dwoc:

1. So lwong don hang: tong don hang ban theo ngudi thuc hién don hang, diéu
kién: don hang chua x0a, chua huy theo thoi gian thuc hién don hang tinh theo ky
KPI.

2. S6 lwong chiing loai san pham ban dwoc: Dém s6 san pham (don hang ban)
duoc cua nhom san phém theo nguoi thuc hién don hang, diéu kién: don hang chua
x6a, chura huty, san pham ko phai 1a qua tang thoi gian thuc hién don hang tinh theo
ky KPI.

3. Doanh s6: Tong doanh s ctia don hang ban khong trir chiét khau theo ngudi
thuc hién don hang, diéu kién: don hang chua x6a, trang thai don hang khac huy,
chua duyét, thot gian thuc hién don hang tinh theo KPI

4. Tong doanh sb: Tong doanh s theo don hang ban khong trir chiét khiu, diéu
kién: don hang chua x0a, trang thai don hang khac huy, chua duyét, thoi gian thuc
hién don hang tinh theo KPI



5. Doanh thu: Tong doanh thu ctia don hang ban c6 trir chiét khau theo ngudi thuc
hién don hang, diéu kién: don hang chua xoa, trang thai don hang khac huy, chua
duyét, thot gian thuc hién don hang tinh theo KPI

6. Doanh thu sau chiét khau: Tong doanh thu ciia don hang ban = (doanh s trir
di tong so tién chiét khau) theo nguoi thuc hién don hang, diéu kién: don hang
chua x0a, trang thai don hang khac huy, chua duyét, thoi gian thuc hién don hang
tinh theo KPI

7.Tong doanh thu: Tong doanh thu ctia don hang ban c6 trir chiét khau, diéu kién:
don hang chua x0a, trang thai don hang khac huy, chua duyét, thoi gian thuc hién
don hang tinh theo KPI

8.Lgi nhuin:

+ C6 str dung kho: 1oi nhuan don hang ban = doanh thu(ko trir chiét khau) - [s6
luong x gia ban cua kho] - tong chiét khau ctia don hang theo nguoi theo ngudi
thuc hién don hang, diéu kién: phiéu xuat kho hoan thanh, don hang chua x6a,
trang thai don hang khac huy, chua duyét, thoi gian thuc hién don hang tinh theo
KPI

+ Khong str dung kho md nhap trén don hang: 1oi nhuin don hang ban = [s6 luong
x (gia ban - gia nhap)] - tong chiét khau cta don hang theo ngudi thuc hién don
hang, diéu kién: don hang chua x06a, trang thai khac huay, chua duyét, thoi gian thuc
hién don hang tinh theo KPI

9. S6 tién da thanh to4n: sd tién thu duoc thuc té cta don hang theo nguodi thuc
hién don hang, diéu kién: don hang chua x6a, phiéu thanh todn chua x6a, trang thai
don hang khac huy, chua duyét, thoi gian thanh toan tinh theo thoi gian ap dung
KPI

10. S6 khach hang mua hang (trir khach véng lai): tinh tit ca khach hang c6 don
hang theo nguoi thuc hién don hang, diéu kién: don hang chua x6a, ngay thuc hién
dun hang tinh theo thot gian ap dung KPI

11. S6 khach hang tao méi + phu trach: tong khach hang tinh theo nguoi phu
trach, diéu kién: khach hang chua xoa, thoi gian tao KH theo thoi gian ap dung
KPI



12. S6 khach hang tao méi: tong khach hang tinh theo ngudi tao, diéu kién: khach
hang chua x0a, thoi gian tao KH theo thot gian ap dung KPI

13. S6 khach hang twong tic:

+ EMAIL: Email gtri di chua x6a, gtri di thanh cong & da doc, nguoi tao email &
nguoi phy trach KH 1a nhan vién ap KPI, thoi gian tao email tinh theo thot gian ap
dung KPI

+ SMS: sms guri di chua x6a, guri di thanh cong, nguoi tao sms & nguoi phu trach
KH 1a nhan vién ap KPI, thoi gian tao sms tinh theo thoi gian ap dung KPI

+ Cong viéc: cong viéc chua x0a, chua huy, c6 khach hang lién quan trong cv,
nguoi thuc hién cv & nguoi phy trach Kh 1a nhan vién 4p KPI, ngay bat dau & két
thiic cong viéc nam trong thoi gian ap dung KPI

+ Binh luan: tit ca comment trong khach hang(trir logs), comment chua xo6a, khach
hang chua x6a, nguoi comment & nguoi phu trach KH 1a nhan vién ap KPI, thoi
gian tao comment tinh theo thoi gian ap dung KPI

+ Cudc goi: tit ca cude goi ra thanh cong(Kh co tra 1i), ngudi goi & phu trach KH
1a nhéan vién ap KPI, thoi gian thyce hién cudc goi tinh theo thoi gian 4p dung KPI

14. S6 cude goi di cho khach hang: Tit ca cudc goi cho KH thanh cong(KH c6 tra
161), ngudi goi 1a nhan vién ap KPI, diéu kién: cudc goi do chua bi x0a, thoi gian
thuc hién cudc goi tinh theo thoi gian ap dung KPI

15. Ty 18 (%) s6 khach hang twong tic / sé khach hang phu trach: S6 KH
tuong tac (nhw muc 13 trén) / s6 KH phu trach ctia nhan vién ap KPI

16. Ty 18 (%) s6 khach mua hang / s6 khach hang phu trach: S5 KH phu trach
chia cho s khach hang phu trach ¢4 mua hang (ctia nhan vién ap KPI), diéu kién:
don hang chua x6a & trang thai khac huy

17. So 1an di mudn: Tong s6 ngay di mudn cua nhan vién ap KPI, diéu kién: ngay
cham cong tinh theo thoi gian 4p KPI, trang thai 1a Tr: di mudn, TrSm: di muon vé
som, -1: D1 mudn budi sang va khong cham cong budi chiéu, M: Bi mudn c6 ly do

18. Tong vang: Tong sd ngdy vang cta nhan vién ap KPI, diéu kién: ngay chim
cong tinh theo thoi gian ap KPI, trang thai 1a V: vang khong phép



19. S6 cong viée 5 sao: Tong sb cong viéc nguoi thuc hién cong viée 1 nhan vién
ap KPI, diéu kién: cong viéc dd hoan thanh, ngay bat dau & ngay két thuc cv tinh
theo thoi gian KPI, dugc danh gia 1a 5 sao

20. S6 cong viéc 4 sao: Tong s6 cong viéc nguoi thuc hién cong viée 1 nhan vién
ap KPI, diéu kién: cong viéc da hoan thanh, ngay bat dau & ngay két thiic cv tinh
theo thoi gian KPI, dugc danh gia 1a 4 sao

21. S6 cong viée 3 sao: Tong s6 cong viéc nguoi thuc hién cong viée 1 nhan vién
ap KPI, diéu kién: cong viéc da hoan thanh, ngay bat dau & ngay két thiic cv tinh
theo thoi gian KPI, dugc danh gia 1a 3 sao

22. S6 hrong Email giri thanh cong: Tong sd email giri di cho KH, diéu kién:
email chua b1 x0a, email gui thanh cong, nguoi tao email 1a nguot ap KPI, thot
gian tao tinh theo tho1 gian 4p dung KPI

23. S6 hrgng SMS giri thanh cong: tong sms guri di cho KH, diéu kién: sms chua
bi x6a, gui di thanh cong, nguoi tao sms la nguot ap KPI, thot gian tao tinh theo
thot gian ap dung KPI

24. Tao phiéu tiép nhan bao hanh: Tong s6 phiéu bao hanh dugc tao, diéu kién:
phiéu bao hanh chua x6a, ngudi tao 1a nhan vién ap KPI, ngay tao tinh theo thoi
gian ap dung KPI

25. Hoan thanh phiéu tiép nhan bao hanh: Tong s phiéu bao hanh duoc tao,
diéu kién: phiéu bao hanh chwa x6a, ngudi tiép nhan 1a nhan vién ap KPI, trang
thai da hoan thanh, ngay tao tinh theo thoi gian ap dung KPI

26. Doanh thu theo san pham: tong doanh thu cta san pham (da trir chiét khau)
ma nhan vién ap KPI da ban, diéu kién: don hang chua x6a, trang thai don hang
khac huy, khong phai 1a don trd hang, khong phai qua tang, nguoi thyc hién la
nhan vién ap KPI, ngay thuc hién don hang tinh theo thoi gian 4p dung KPI

27. Doanh s6 theo san pham: tong doanh s6 ctia san pham (ko trir chiét khau)
diéu kién: don hang chua x6a, trang thai don hang chua huy, ko phai 1a don tra
hang, ko phai qua tang, nguoi thuc hién 1a nhan vién 4p KPI, ngay thuc hién don
hang tinh theo tho1 gian 4p dung KPI



28.S6 lwgng san pham ban dwge: Tong s6 lugng san pham ban dugc theo don
hang, diéu kién: don hang chua x06a, trang thai don hang khéac huay, ko phai don tra
hang, ko phai qua tang, nguoi thyc hién don hang 1a nhan vién ap KPI, ngay thuc
hién don hang tinh theo thoi gian ap dung KPI

29. S6 co hoi tao ra trong ky: s6 co hoi duoc tao, diéu kién: co hdi chua bi xda,
nguoi tao 1a nhan vién ap KPI, thot gian tao tinh theo thot gian ap dung KPI

“**Lyru y: Hién hé thong dang do lwong dwoe cac tiéu chi theo hwéng TANG
LA TOT. Cic tiéu chi GIAM LA TOT dang dwoc nghién ctru nang cip.

2. Cac chi tiéu tong hop

Trong hé théng GetFly ¢ nhiing chi tiéu hé théng do luong dugc 1a cac chi tiéu
ban c6 thé lya chon trong danh sach cac chi tiéu c6 san va ngoai ra cac chi tiéu
khac thi hé thong khong do ludng duoc thi goi 14 chi tiéu tong hop.

Chi tiéu téng hop ban co thé st dung thiét 1ap céc chi tiéu Sd lich hen gdp khach
hang, Kién thirc san pham, Y thirc thai do lam viéc, ...

3. D0 quan trong (hay Trong sf'))

La con s thé hién mirc d6 quan trong cua 1 chi tiéu trong bd KPI. Tong d6 quan
trong trong 1 bd KPI 1a 100%.

VD: Bo KPI cua ban c6 4 chi ti€u gém A, B, C, D. Trong d6 C va D 1a 2 chi ti€u
téng hop thi ban s€ chia d¢ quan trong nhu sau:

Do QT (A) + D6 QT(B) + D6 QT (Chi tiéu tong hop) = 100%

D6 QT (C) + Do QT (D) = 100% ciia D6 QT (Chi tiéu tdng hop)

Chi tiéu DJ§ quan trong
A 30%
B 30%
. C 40%
Chi tiéu téng hop 40% S = %‘:




4. Piéu chinh két qua

Hé s Piéu chinh két qua la hé $6 dung dé diéu chinh két qua dat duogc cua cac chi
tiéu trong KPI. Ban c6 thé cai dat cac hé sd v6i mire chan trén va chin dudi. Muc

chin dudi dé dam bao nhan vién phai dat dugc mot muc do két qua cong viéc nao
d6. Murc chin trén dé kich thich nhan vién 1am hon mirc muc tiéu dé ra.

H¢ so nay ban co thé cai dat theo mirc d§ dat dugc cua cac chi tiéu. Vi du nhu sau:

THIET LAP KPI

Piéu chinh két qua

T Pén Gia tri Mau sic

81 105 1 -

Bang nay c6 nghia 13 néu 1 chi tiéu KPI dat dudi 80% thi s& khong duoc tinh diém
KPIL

Khi dat dugc muc 81 — 105% thi diém chi tiéu ctia ban s& dugce nhan véi 1.

Con khi ban dat duo tir 106% tré 1én thi diém chi tiéu cua ban s& duge nhan véi hé
sO 1.1.

5. Diéu chinh vi tri
H¢ so diéu chinh vi tri 1a hé s6 dung dé€ dieu chinh diém KPI véi tung vi tri [am
viéc khac nhau.

Vi du 1 nhan vién chinh thie 1a 1, nhan vién tht viée 0.8, Truong phong 1a 1.1,
Gidm doc 1.2, ...



II. CACH THIET LAP KPI trén GetFly CRM
Sau khi da xay dung dugc cac chi tiéu, ban s€ di vao thiét 1ap trén GetFly CRM.

Ban truy cap vao KPI -> Danh sach KPI ->Thiét 1ap KPI nhu hinh sau:

@)GHFLY dgh nsennang 72) (@ et 72 (5] 3en g 74 @csm 1Yl

Thiét 3p kP * Danh sach KPI

+Knhach hang (F7)

» Giaochitiéu chonhanvién = Giao chi tiéu cho phong ban Ban can hurgng dén?

+Nhdn vién

Buéc 1: Nhip vao Thém méi dé thiét 1ap KPI:

) GETFLY  4@8 Knach hang (F2) (@) Marketing (F3) [] Ban hang (F4) ‘Q cskH @R KPI (F7)

|- !‘ . Nguyén Son Tho

= Thiét Iap KPI Giao chi tiéu cho nhan vién Giao chi tiéu cho phong ban Ban can hwréng dan?
+ Thém méi
# Tén KPI M6 ta Diém thwéng Nguwoi tao Ngay tao
1 KPI nhan vién kinh doanh thang 7 0 Nguyén Son Tho 11/07/2018 S
2 kpi nhan vien 0 Ngoc Anh 09/07/2018 S

Buérc 2: Thiét 1ap cac thong so tinh KPI.
- Tén KPI (vi du: KPI-Nhan vién kinh doanh,....)

- Pon vi diém thuong: Néu ban dién don vi diém thudng, hé thong s& tu dong tinh
ludn tién thudng cho ngudi duge ap KPL Nén tiy vao quy thuong ciia cong ty ban
s& chia ra s6 tién nhan dugc khi dat 1 diém KPI.

Vi du: Pon vi diém thudng 1a 10.000 twong tng 1 diém KPI dat dugc nhan vién
dugc nhan thudéng 10.000

) GETFLY  d@4 knacn hang (F2) (@) Marketing (F3) [SBannang F4) @) cski @R kPI (F7) = %2 @ rowensonmo ()

= Thiét Iap KPI Giao chi tiéu cho nhan vién Giao chi tiéu cho phong ban Ban can huéng dan?
Tén KPI (%) Don vi thudng
I KPI-Nhan vién kinh doanh I I 10,000 I
M6 ta
2 A
- Chon chi tiéu KPI:

Chi tiéu KPI s& c6 2 loai 14 chi tiéu hé théng do ludng duoc va chi tidu hé thong
khong do luong duoc.



Vi du: Thiét 1ap KPI cho bo phéan kinh doanh goém 3 tiéu chi:
+ Doanh thu (do luong dugc).

+ S6 khach hang tao méi (do ludng dugc).

+ S6 cudc hen gip khach hang (khong do luong duoc).

- B§ quan trong: 1a ty trong cac chi tiéu

Tuong tmg v6i mdi chi tidu s& c6 mirc d6 quan trong trong KPI, chi tiéu nao quan
trong hon thi twong trng do quan trong cao hon.

Téng cac chi tidu do ludng duoc va chi tidu tong hop phai bang 100%.
Trong d0, téng cac chi tidu con trong chi tiéu tong hop ciing phai bang 100%.

DANH SACH CHI TIEU

Nguén diF liéu Tén chi tiéu Mé ta D% quan trong (%)

Cac chi tiéu 80(%)

Doanh thu v Doanh thu Doanh thu trong 1 thang 60

S6 khach hang tao méi v S6 khach hang tao méi S khach hang tao méi trong 1 thang 20

(+) Thém chi tiéu

Céc chi tiéu tong hop 20(%)

Ty nhap v S6 cudc hen gap khach hang S cudc hen gap khach hang trong 1 thang 100

(+) Thém chi tiéu téng hop

- Thiét 1ap diéu chinh két qua: Vi két qua KPI thi nguoi duoc tinh KPI nhu thé
nao. Vi du: néu dat 0% - 80% KPI thi khong tinh thudng, con dat 90% thi chi
dugc 1 nira s6 diém KPI twong dwong dugc 1 nira sb tién thudng....

- Thiét 1ap diéu chinh vi tri: Ngudi & vi tri khac nhau s& dugc tinh hé s6 khac
nhau.

Vi du: 1 ngudi & vi tri quan 1y thi s& dugc thém diém KPI cho chire vu quan 1y thi
diéu chinh vi tri 12 20% tirc 1a chi s6 13 1.2, con vi tri nhan vién khong c6 thuong
KPI thi chi s6 14 1.



THIET LAP KPI

Diéu chinh két qua Diéu chinh vi tri
T Dén Gia tri Mau sic Thao tac Vi tri Gia tri
0 70 0 #3a87ad |8 leader 1

71 %0 0.5 #3a87ad (K8 quanly 1 1

91 100 1 #3a87ad (I8 Nhan Vién I 1

101 0 12 #3a87ad [ Trudng phong I 1.9

PSR h6 phon
(+) Thém diéu chinh két qua pho phong

Trudng Nhom

Buwéc 3: Cap nhat dé thém méi KPIL.

Ban da thiét 1ap duoc 1 KPI méi.

a
GETFLY  4QR ihach hang (F2) (@) Marketing (F3) [@]Bannang F4) ‘@ cski @R kPI F7) 2% @ Nowénsonmno (@)
= Thiétlap KPI = Giao chitiéu cho nhanvién = Giao chi tiéu cho phdng ban Ban can hwéng dén?
# Tén KPI M6 ta Diém thwéng Nguwoi tao Ngay tao
I 1 KPI nhan vién kinh doanh I 0 Nguyén Son Tho 11/07/2018 S
2 kpi nhan vien 0 Ngoc Anh 09/07/2018 S0

Buwoc 4: Giao chi tiéu

Ban chuyén sang tab Giao chi ti€u va thém madi phi€u giao chi tiéu, c6 2 cach giao
chi tiéu:

Céch 1: Thiét lap chi tiéu -> giao trudng phong (Giao chi tiéu phong ban) ->
Trudng phong s€ giao cho Nhan vién.

Céch 2: Giao thang cho nhan vién (Giao chi tiéu nhan vién).
1. Giao chi ti€u cho phong ban

) GETFLY 488 knach hang (F2) (@) Marketing (F3) []Bannang F4) ‘@) cski @R kPI (F7)

!' . Nguyén Son Tho @

= Thiétldp KPI = = Giao chi tiéu cho nhan vién | ‘= Giao chi tiéu cho phong ban Ban can hudng dén?

+Themmoi |
# Tén phiéu Tén KPI ap dung Ngay bat dau Ngay két thic Trang thai Nguwoi tao
1 11111 KPI - Cho chi nhanh phia Nam 01/07/2018 31/07/2018 DPang ap dung Nguyén Son Tho S o

2 123 KPI - Cho chi nhanh phia Nam 01/05/2018 31/05/2018 D& hét han Ngoc Anh o




- Pién tén phiéu (Vi dy: Phiéu giao chi tiéu thang 07/2018).

- Chon KPI 4p dung vira méi thiét 1ap cho phu hop.

- Lya chon thoi gian ap dung KPI.

GETFLY 4@& knach hang (F2) @ Marketing (F3) @Bén hang (F4) "’) cskH @R KPI (F7)

I- .4 . Nguyén Son Tho

= Thiétldp KPI = Giao chitiéu cho nhan vién

Tén phiéu ()

= Giao chi tiéu cho phong ban

I Phiéu giao chi tiéu thang 07/2018

KPI (%)
KPI- nhan vién kinh doanh

Chon phéng ban ap dung (*)

D I 01/07/2018

Théi gian ap dung (*)

I I 31/07/2018 I

Sales x

TONG GIAM BOC
Ban Kiém Soat
GIAM

Ban cén huéng dén?

- Chon phong ban (mac dinh s€ 1a giao cho truong phong). Va giao chi tiéu cho

phong ban do.

= Thiétlap KPl = Giao chi tiéu cho nhan vién

Tén phiéu (%)

Phiéu giao chi tiéu thang 07/2018
KPI (%)

KPI - NV kinh doanh
Chon phong ban ap dung (*)

Sales x

# Tén phong ban Trwéng phong

= Giao chi tiéu cho phong ban

Thoi gian ap dung (*)

1  Sales Nguyén Dat

v 01/07/2018 31/07/2018
Cac chi tiéu Chi tiéu tong hop
Doanh thu $6 khach hang tao méi Thai dé 1am viéc
100,000 20 10

Cap nhat Quay lai

- Cap nhat dé thém méi phiéu giao chi tiéu KPI



GETFLY 488 knachhang (F2) (@) Marketing (F3) [ZBannang (F4) ‘@) cski @R kI (F7) % @ rowEnsone @

= Thiétldp KPI = Giao chitiéu chonhanvién = Giao chitiéu cho phong ban Ban can hwéng dan?
# Tén phiéu Tén KPI &p dung Ngay bat dau Ngay két thic Trang thai Nguwéi tao
| 1 Phiéu giao chi tiéu thang 07/2018 KPI - NV kinh doanh 01/07/2018 31/07/2018 Dang ap dung Nguyén Son Tho &S a I
2 11111 KPI - Cho chi nhanh phia Nam 01/07/2018 11/07/2018 D& hét han Nguyén Son Tho o
3 123 KPI - Cho chi nhanh phia Nam 01/05/2018 31/05/2018 D3 hét han Ngoc Anh i

2. Giao chi tiéu cho nhan vién
Vao tag Giao chi ti€éu cho nhan vién -> thém mai.

|- !' . Nguyén Son Tho @

= Giao chi tiéu cho phong ban Ban can hwdng din?

h GETFLY 4@k knach hang (F2) (@) Marketing (F3) @ Ban hang (F4) ‘i) cskH @R KPI (F7)

=| Giao chi tiéu cho nhan vién

= Thiét Iap KPI

# Tén phiéu Tén KPI ap dung Ngay bat dau Ngay két thic Trang thai Ngwoi tao
1 Chi tiéu thang 7 KPI Hau 01/07/2018 31/07/2018 Dang 4p dung Nguy&n Son Tho PR
2 help 111 hiép 11111 01/06/2018 30/06/2018 D3 hét han Ngoc Anh i

Pién tén phiéu (Vi du: Phiéu giao chi tiéu thang 07/2018).

Chon KPI 4p dung vira méi thiét 1ap cho phu hop.

Lua chon thot gian 4p dung KPI.

Lua chon danh sach nhéan vién s€ ap dung KPI.

X4c dinh han murc KPI ting chi tiéu cho nhan vién, tily tirng nhan vién s& c6 moi
chi tiéu pht hop nhét.

Tén phiéu (*)
I phiéu giao chi tiéu KD thang 07/2018 I

KPI () Thoi gian ap dung (*)
KPI - NV kinh doanh v | 010712018 I 31/07/2018 I

Danh sach nhan vién ap dung

Céc chi tiéu Chi tiéu téng hop
# Tén nhan vién Vi tri Doanh thu $6 khach hang tao méi Thai d6 lam viéc
1 Tran Thu Huyen leader l '50.000.000 l I 10 I I 4 l o
3 LéOanh Trudng Nném I '50,000 000 1 I 20 I I 6 I g

Cap nhat Quay lai



- Cap nhat dé thém méi phiéu giao chi tiéu KPI

[ !‘ . Nguyén SonTho ()

Ban can heéng dan?

) GETFLY  4@4 Knach nang (F2) (@) Marketing (F3) [3] Ban hang (F4) i@ cskH @R KPI (F7)

= Thiétl3p KPI = Giao chitiéu cho nhan vién = Giao chi tiéu cho phong ban

# Tén phiéu Tén KPI ap dung Ngay bat dau Ngay két thic Trang thai Nguwéi tao

I 1 phiéu giao chi tiéu KD thang 07/2018 KPI - NV kinh doanh | 01/07/2018 31/07/2018 Dang ap dung Nguyén Son Tho S o
2 Chi tiéu thang 7 KPI Hau 01/07/2018 31/07/2018 Nguyén Son Tho S o
3 help 111 hiép 11111 01/06/2018 30/06/2018 D43 hét han Ngoc Anh o

Buéc 5: Thay doi cac chi tiéu tong hop

H¢ thong s€ dua trén cac thong s6 KPI, s liéu hé théng tur théng ké va sd liéu ban
s& nhap vao dé tinh diém KPI.

Véi cac CHI TIEU TONG HOP, dén ky tinh diém KPI, ban vao KPI -> Giao chi
tiéu cho nhan vién -> Nhap vao ding tén phiéu.

) GETFLY 488 khach hang (F2) (@) Marketing (F3) [8]8an nang (F4) ‘@) cski @R kPI (F7) @ Mowénsonto @)
= Thiétldp KPI = Giao chitiéu cho nhanvién = Giao chi tiéu cho phong ban Ban can hudng dan?
il
# Tén phiéu Tén KPI 4p dung Ngay bit dau Ngay két thic Trang thai Nguwéi tao
1 I phiéu giao chi tiéu KD thang 07/2018 I KPI - NV kinh doanh 01/07/2018 31/07/2018 Dang ap dung Nguyén Son Tho S a
2 Chi tiéu thang 7 KPI Hau 01/07/2018 31/07/2018 Pang ap dung Nguyén Son Tho S a
3 help 111 hiép 11111 01/06/2018 30/06/2018 D3 hét han Ngoc Anh i

Sau d6 nhan vao Thay doi.

|- E‘ . Nguyén Son Tho @

Ban can huéng dan?

) GETFLY 488 knach nang (F2) (@) Marketing (F3) [ Ban hang (F4) @ csxi @ veiFT)

= Thiétl3p KPl = Giao chitiéu cho nhanvién = Giao chi tiéu cho phong ban

31/07/2018 01/07/2018
PHIEU GIAO CHI TIEU KD THANG 07/2018
Chitiéuténghop © Téng diém KPI Diém khen thwonglky luat

STT Tén nhan vién Tong diemKPl , kKQ | Do quaq)[rgng Do qu(e;g)trgng Diem B(iﬂ;iénh gia Diém(t1l15|{c dat (16) = (6) + (12) + (15) “n

Diém
(12) = (11)* (10)

pY*  Tran Thu Huyen
L}

1 () Prommong-saes o 20 (%) 0 20 (%) 0 0 0 0
Lé Oanh
2 Toeimg oném - Sales (0] 20 0 209 0 0 0 0




£ \ i ] 2 T
Nhan vao .= dé€ nhap so liéu

PHIEU GIAO CHIi TIEU KD THANG 07/2018

Ly lai
i . Chi tiéu téng hop Téng diém KPI Diém khen thwong/ky luat Téng diém
STT Tén nhan vién Tong diem KPI piém D6 quantrong | Diém BGD danh gia~  Diém thuc dat _ _
= (11)* (10) 13) (14) (15) (16) = (6) + (12) + (15) (7 (18) = (16) + (17)

) Tran Thu Huyen .

1 ' ) Propnong-sales o 20 (%) 0 0 0 0 0
Lé Oanh i

2 Truéng nhom - Sales o 20 (%) 0 0 0 0 0

Nhap s6 liéu tinh KPI cho nhan vién twong Gmg -> Luu lai.

PHIEU GIAO CHI TIEU KD THANG 07/2018
CHI TIET CAC CHi TIEU TONG HOP (DONG)

Thai do lam viéc

STT  Tén nhan vién Chi tiéu

1 Tran Thu Huyen

2 Lé Oanh

D6 quan trong(%) Két qua Téng diém Y kién PGDKD Ghi cha
100 150 150
100 67 67

Nhap luu lai dé hé théng nhan diém cho chi tiéu vira nhap.

Budc 6: Thém diém danh gia (néu co).

Phén nay s& danh cho ¢4 nhan nguoi danh gia KPI s& cho diém (trudng phong,

truéng nhom...).

Vi du: Mot nguoi 1am tot thi ngudi danh gia cho thém diém, con néu lam khong t6t

hoic bi phat thi ¢6 thé cho diém am:

1. Vao dung phiéu chi tiéu -> Nhap

PHIEU GIAO CHI TIEU KD THANG 07/2018

STT Tén nhan vién Téng diém KPI Chirc danh
Ny Tran Thu Huyen
1 ' ' Pho phong - Sales @ leader
Lé Oanh . i
2 Trudng nhom - Sales Q Trudng Nhém

x.
Thay doi I
Doanh thu
Chi tiéu Thuc té Két qua Diéu chinh KQ = D6 quan trong Diém
U] @ (3) = (2/(1) = 100 ) (5) (6)=(5) " (4)
50,000,000 4,600,000 9 (%) 0 60 (%) 0
50,000,000 0 0 (%) 0 60 (%) 0

Chi tiéu
U]

10

20



2. Thiét 1ap chi s6 thuong phat cho pht hop .

PHIEU GIAO CHIi TIEU KD THANG 07/2018

Luwru lai
L suténg hop © Téng diém KPI Diém khen thwonglky luat Tong diém Piéu chinh VT
STT Tén nhan vién Tong diéem KPI 3 ) ia
’ BGoy o g Diem e dat - (16) = (6)  (12) + (15) a7 (18)= (16) + (17) (19)
Ny Tran Thu Huyen
1 ' /) Pho phong - Sales @ 150 30 30 -

Lé Oanh
QL= N : :

Buéc 7: Nhip va lwu lai -> Nhap luu lai dé hé thong nhan diém cho chi tiéu vira
nhap.

DGETFLY 498 knach hang (F2) (@) Marketing (F3) [8]Bannang (F4) ‘@ cski @R kPI (F7) = s, @ rowénsonto @

Thiét [ap KP1 = Giao chi tiéu cho nhan vién Giao chi tiéu cho phong ban Ban can hwréng dan?

31/07/2018 01/07/2018

PHIEU GIAO CHI TIEU KD THANG 07/2018

. . nghop © Téng diém KPI Piém khen thwong/ky luat Téng diém Diéu chinh VT Téng diém sau diéu
STT Tén nhan vién Tong diem KPI 5p danh gia ~ Diém thue dat .
gy PR (16)=(6)+(12)+ (15) an (18)=(16) + (17) (19) (20)=(18)" (19)

n Tran Thu Huyen M

III. H¢ thong GETFLY TINH KPI NHU THE NAO?

O phan nay toi sé& giai thich vdi cac ban hé théng GetFly CRM tinh KPI nhu thé
nao? Mot bg chi tiéu KPI khi giao cho nhan sy thi thuong bao g@)m nhiéu chi tiéu
nho.

Cac chi ti€u nho duoc tinh di€ém dua trén két qua thuc té, chi ti€u dat ra, so sanh
vo1 HeE s6 di€u chinh két qua nhan va1 d§ quan trong cua chi tiéu do trong KPI.

Va diém KPI cu6i cung bang tong di€m cua céc chi tiéu trong b KPI d6 nhan véi
H¢ s6 di€u chinh vi tri.

VI DU CU THE:

Ban thiét 1ap chi ti€u KPI cho nhan vién gém cac chi tiéu: Doanh s, s6 KH tao
méi, s KH tuong tac, sb cude goi di, s6 lich hen gap khach hang.

Ban giao chi ti€éu cho nhan sy va cai dat mirc do quan trong (Trong so) cua tung
chi tiéu:

Téng diém sau di

(20) = (18)*



DANH SACH CHi TIEU

Nguén dir liéu Tén chi tiéu Mé ta D6 quan trong (%)

Cac chi tiéu 8of%)
Doanh s& $ Doanh s& Mé ta ngén 50 i
S6 khach hang tao méi : S6 khach hang tao m&i M ta ngén 10 i
S6 khach hang tuong tac v S8 khéch hang tuong tac M@ ta ngan 10 o
S4 cudc goi di cho khach hang 4 S8 cudc goi di cho khach hang Mb ta ngén 10 o

(+) Thém chi tiéu

CAc chi tiéu téng ho'p 200%)
Muc tiéu va Két qua cua nhan vién dat duoc nhu sau:

Tén tiéu chi Muc tiéu Thuc té Két qua
Doanh s6 100,000,000 95,680,000 96 (%)
S8 khach hang tao méi 10 4 40 (%)
S8 khéch hang tuong tac 200 126 63 (%)
S8 cudc goi di cho khach hang 300 198 66 (%)
Chi tiéu téng hop

|-- S8 lich hen gép 20 21 105 (%)

Hé théng sé tinh diém KPI nhu sau:

+ CHI TIEU DOANH SO:

Két qua = (Thuc t&)/(Muc tiéu)*100

Két qua (Doanh thu) = 95.680.000/100.000.000*100 = 96% (LAy sap xi)
Péi chiéu véi gia tri & Bang diéu chinh két qua da thiét 1ap, ta thay:

Gia tri 96% thudc mire 1a tir 81 — 105% nén nhan hé sb 1a 1. Co nghia la diém cua
chi tiéu nay nhan véi hé s6 1.



THIET LAP KPI

Piéu chinh két qua

T Pén Gia tri
0 80 Giatn
81 105 1
106 120 1.2

Mau sic

=3

Thao tac

= Piém KPI (Doanh thu) = P§ quan trong (ciia chi tiéu)*Piéu chinh KQ

= 50*1= 50 (diém

Doanh s6
Chi tiéu Thuc té Két qua Piéu chinh KQ
(1) 2 (3) = (2)/(1) * 100 (4)
100,000,000 95,680,000 96 (%) 1

+ CACH TINH CHI TIEU: c4ch tinh tuong tu.
Chi tiéu s6 khach hang méi dugc: 4 diém

S8 khach hang tao méi

Chi tiéu Thue té€ Két qua Diéu chinh KQ
@) 8) (9) = (8)/(7) * 100 (10)
10 4 40 (%)

S6 KH tuong tac: dat 6 diém.

S8 khach hang twong tac

Chi tiéu Thue té Két qua Piéu chinh KQ
(13) (14) (15) = (14)/(13) * 100 (16)
200 126 63 (%)

S6 cude goi cua KH: dat 7 diém.

P06 quan trong
(5)

50 (%)

D06 quan trong
(11)

10 (%)

D6 quan trong
(17

10 (%)

Piém
(6) = (5) * (4)

50

DPiém
(12) = (11) * (10)

DPiém
(18) = (17) * (16)



S& cudc goi di cho khach hang

Chi tiéu Thuc té Két qua Piéu chinh KQ Do quan trong
(19) (20) (21) = (20)/(19) * 100 (22) (23)
300 198 66 (%) 10 (%)

S lich hen gip khach hang (chi tiéu tong hop) dat 21 diém.

S48 lich hen géap
Chi tiéu Thue té D6 quan trong(%) Két qua

20 21 100 (%) 105

KPI tong = (Tong KPI céc chi tiéu) X Piéu chinh vi tri
Diéu chinh vi tri
Vi tri Gi4 tri

NVKD
NV CSKH

Nhan vién Ky thuat

DPiém
(24) = (23) * (22)

Téng diém

105

Ban nay thudc vi tri Nhan vién kinh doanh nén diéu chinh Vi1 tri béng I.

Vay:

Piém KPI = (KPI Doanh s6 + KPI S6 khach hang tao mé&i + KPI Cudc goi + KPI
Lich hen gip khach + Piém khen thudng / ky luat (nhap tay)) X Diéu chinh vi tri.

—(50+4+6+7+21)X1 =88



Ho tén: Vi Thi Van - Chirc danh: NVKD

Tén tiéu chi Muc tiéu Thuc té
Doanh sd 100,000,000 95,680,000
S8 khach hang tao méi 10 4

S8 khach hang tuong tac 200 126

S8 cudc goi di cho khach hang 300 198
Chi tiéu téng hop

|-- S8 lich hen gép 20 21

Diém chi tiéu téng hop
Téng

Khen thudng ky luat
Hé s& Diéu chinh vj tri

Diém KPI

*%%*Tinh tién thudng (néu co):

Néu ban cai dat diém thuong KPI theo sé diém KPI nhan vién dat duoc thi hé

Két qua
96 (%)
40 (%)
63 (%)

66 (%)

105 (%)

Ky: 01/06/2018 - 30/06/2018

D6 quan trong x PCKQ Piém
50x1 50
10 x 40(%) 4
10 x 63(%) 6
10 x 66(%) 7

105

20x 105 21
88
0
x1

thong sé tinh ra tién thuong cho nhan vién trong ky ap dung KPI (da thiét 1ap muc

I, budc 2).

Tién thwéng = Tong diém KPI*Pon vi thuéng

= 88%10.000 = 880.000 VND

Thiét Iap KP1 = Giao chi tiéu cho nhan vién Giao chi tiéu cho phong ban
31/07/2018

1234567890

Thay dbi

STT Tén nhan vién Téng diém KPI Chirc danh Chi tiéu
1
Ngoc Anh

1 Phé phong - HR @ 100,000,000

01/07/2018

Doanh thu

Két qua
(3) = (2)/(1) ~ 100

92,000,000 92 (%)

Diéu chinh KQ ' 6 quan trong
) O]

1

60 (%

Ban cin huéng din?

TONG TIEN THUYONG

800,000.0 VND

Bon vi thwdng: 10,000.0 VND/Diém

Diém Chi tiéu Thu
6)=(5"4) U] (
) 60 4



IV. THEO DOI CHI TIEU KPI O PAU?

Dbi v6i quan 1y: dé xem chi tiét chi tiéu KPI, ban nhap vao KPI (F7) -> KPI ap
dung. Hé thong s& chi rd chi tiéu tirng nguoi, thuc té hoat dong va tinh diém KPI
tuong Ung.

= Thiétlap KPI = Giao chitiéu chonhanvién = Giao chi tiéu cho phong ban Ban c&n huéng din?

31/07/2018 01/07/2018

PHIEU GIAO CHIi TIEU KD THANG 07/2018

Thay déi
: . Doanh thu
STT Tén nhan vién Tong diém KPI Chirc danh Chi tiéu Thuc té Két qua Diéu chinh KQ | D6 quan trong Piém Chi tiéu
(1) (2) (3)=(2)/(1) = 100 (4) (%) (6)=(5)"(4) U}
p*  Tran Thu Huyen 5
Ty eromone- saes @ leader (0,000,000 ) (%600,000 @ 0 60 (%) 0 10
Lé Oanh

2 Trurdng nhom - Sales @ Truéng Nhém 50,000,000 0 0 (%) 0 60 (%) 0 20

Khi ban cai dat chi tiéu KPI, ngudi duoc ap chi tiéu KPI cling co6 thé tu theo ddi
KPI ctia minh bang viéc truy cip vao phan KPI ca nhén.

C/;':) GETFLY &@& Khach hang (F2) @ Marketing (F3) @ BA&n hang (F4) @ cskH @R KPI (F7)

@ @ NGUYEN SON THO v | Nhém khach hang v | Méichon v | | Tim kiém

* DOANH SO CA NHAN

a a A [ 1]
T T Tomes .

* CONG VIEC (F9) Tén khach hang Dia chi
» LICH HEN @ bui thi hoa TPHCM
‘ Q TPHCM
* TAI LIEU
* CAI DAT © huynh van banh
» KPI CA NHAN |

© Nancy Huyen

N

Chon dung phiéu chi tiéu dang ap dung:

1772 1
GETFLY 488 knach hang (F2) (@) Marketing (F3) [3]Ban hang (F4) @R KPI (F7) = 9% @ tenThutwen )

Danh séch phiéu giao chi tiéu

# Tén phiéu Tén KPI ap dung Ngay bat dau Ngay két thac Trang thai

I 1 phiéu giao chi tiéu KD thang 07/2018 I KPI - NV kinh doanh 01/07/2018 31/07/2018 Dang ap dung

2 chitiéu 1 NV Kinh Doanh 01/04/2018 30/04/2018 D& hét han



Bang chi tiét rd chi tidu cuia c4 nhén, thyc té hoat dong va tinh diém KPI tuong tng
gitp nhan vién ty theo doi tién d6 lam viéc, o rang, minh bach, con s6 cu thé.

PHIEU GIAO CHI TIEU KD THANG 07/2018

Ho tén: Tran Thu Huyen - Chirc danh: leader

Tén tiéu chi Muc tiéu Thuc té Két qua
Doanh thu
S6 khach hang tao méi 10 1 10 (%)
Chi tiéu téng hop

|- Thai d 1am viéc 4 6 150 (%)

Diém chi tiéu tdng hop
Téng

Khen thwéng ky luat
Hé s6 Diéu chinh vi tri

Diém KPI

Ky: 01/07/2018 - 31/07/2018

D6 quan trong x DCKQ Diém
60x0 0
20x0 0

150

20x 150 30
30
0
X1

D

CHUC BAN THIET LAP KPI THANH CONG VA HIEU QUA!



