TU QUAN TRI BANG KINH NGHIEM
PEN QUAN TRI BANG HE THONG

Chién ludc xay dung va van hanh hé théng quy ché néi bo p 4 | e Kiém So&t
danh cho Ban lanh dao Doanh nghiép Viét Nam. e | <o
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Thiéu hé thong quy ché tao ra nhitng 16 héqg that
thoat tai chinh va rui ro phap ly truc tiép

Phat 100 - 300 Triéu VND

Vi pham nghiém trong quan trj doanh nghiép
(Nghi dinh 155/2021/NB-CP)

[}

Tranh chdp ndi bd xuat phat tir
viéc thiéu quy ché lam viéc ré
rang, gay dut gay van hanh.

—Ch

Phat 10 - 20 Triéu VND

Khéng dang ky NGi quy lao ddng /
Thiéu quy ché luong thudng
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Nén tang quy ché bao gom rao chian phap 1y
bat budc va dong cd van hanh tu nguyén

Quy ché Bat budc
(Phong vé phap ly):

NGi quy lao déng (bat
budc lap thanh van ban
néu co tir 10 lao dong),
Quy ché Luong - Thuéng
(phai tham van dai dién

cong khai).

ngudi lao déng va céng bé |

'Quy ché& Tu nguyén
_- (TOi wu van hanh):

Quy ché Quan tri va Té
chirc (Hién phap céng ty),
Quy ché Tai chinh - K& toan,
Quy ché Kinh doanh - Van
hanh, Quy ché Van héa
cong ty.
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Kién trdc van ban ndi bo tuan tha nguyén tic
th bac phap Iy nghiém ngat

f Tang 1: Diéu lé Cong ty -
L Thoa thuan t6i cao giita cac c6 dong.

Tang 2: Quy ché
- Nguyén tac quan tri cot 16i cho ting
linh vuc (Tai chinh, Nhan su, Van hanh). J

Tang 3: Quy dinh / Quy trinh - Trinh ty
cac budc thuc hién chi tiét xuyén phong ban.

Tang 4: Huéng dan - Cachthie | %
thao tac cu thé cho timg cé nhan. |

“ 5: Biéu mau - Dinh dang
& ﬁ so chuan hoa dé luu vét.
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tham quyén chu tri va phé duyét

an hanh bo quy che cot 16i doi hoi su rach roi

Ca quan duy nhat c6 tham quyén
ban hanh Quy ché lam viéc cap
cong ty (theo Diéu 153 *Lua

Doanh nghiép 2020).
Ky duyét chinh thurc.

<

Tong Giam dac (CEO)

C6 quyén kién nghi, ch tri
soan thao quy ché van hanh.
Tuyét doi khong tu y ban hanh
quy ché vugt mat HBQT.
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Chudi quy trinh xay dung va ban hanh quy ché la mot dong chay khép kin, lién tuc

Budc 2: Soan thao & Tham van

Xay dung du thao. Bat budc tham
khao y kién dai dién ngudi lao dong
d6i vai quy ché luong/thudng dé dam
bao hgp phap.

Budc 1: Khao sat & Thiét lap

Danh gia hién trang, phén tang
van ban khong trai Diéu |é.

T

R\E“ /ﬁ Hhﬂ"‘xaq-:_ N .. Budc 3: Ban hanh & Cong bd

Budc 4: Giam sat & Cap nhat SR Ky duyét va

'E}.hk“ ,jd..-h-p h_ . H ™
Dich 78 codEbu MRS NIEM YET
CONG KHAI
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- -' _ tai noi lam viéc trudce khi ap dung.
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Ma trén RACI chdm dt triét dé tinh trang dun déy
trach nhiém va nhiéu dau khong ai quyeét
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~ A - Accountable (Ngudi quyét dinh)

4 Nguyéntac thép: Mot nhiém vy
chi c6 DUY NHAT MOT nguai A.
Chiu trach nhiém cudi cung.

i P e S

R - Responsible "‘.,, e thi): : = =
Tryc tiép lam, cam ket tién da

C - Consulted (Nguoi co van):

Puoc tham van chuyén mon trudc
khi trién khai dé tranh sai sot.

| - Informed (Nguoi nhan thong tin):

Puac cap nhat két qua, khong
can thiép phé duyét.
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Ranh gidi thAm quyén giita H6i dong quan tri va
Tong giam doc phai dugc dinh luong ro rang

—= Hoi dong Quan tri (HDQT):
& - Phé duyét chién ludc cot 16i.

2 - Quyét dinh d4u tu, mua sam tai san > 500 triéu VND.
& - Bo nhiém nhan sy quan ly cap cao.

i -
——e Tong Giam ddc (CEO): -
A& - Toan quyén van hanh kinh doanh hang ngay. - - | |
= - Ky két hop dong < 500 triéu VND. “':-_ ~
22 - Tuyén dung nhén sy cép trung/thap. _ | i i,
Chiu trach nhiém bdo cdo dinh ky. - Cham dut sy co CEO lam quyen quyét dinh tai san Idn,
* | | | hodc Chu tich HDQT can thiép vi md vao vén hanh hang ngay.
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S6 hoa vong doi van ban xda bo rao can
~ thoi gian va khong gian trong van hanh

'ﬁﬂ' = :[ll—m_

.;: L.li' L
-, gun e -t | . P \ 7 . \\\m : 3 ~ e
Luu trir tiéu chuan: Van hanh E-Uﬂlce: - | Bao mat & Ky so:
Queét dinh dang PDF/A, do phan giai 2300 dpi. Luu trd tap trung trén phan mém | Tich hgp chi ky s phap ly.

Phan quyén truy cap theo vai tro
(chi ngudi c6 quyén mdi dudc xem/tai).
Ty dong sao luu dy phong.

Pat tén file theo dinh danh nghiém ngat: quan ly van ban chuyén dung.

[Ma ho so]_[Loai van ban]_[S0 ky hiéu]_[Ngay].

= D
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® Ap dung tnidc, cong bo sau:

Ap dung quy ché nhung khéng cong khai
trudc cho ngudi lao dong -> Quy ché lap
tlic mat hiéu Iuc phap Iy khi ra toa.

Nham lan Ludng va Phu cap:
Duing thudng/KPI dé bu d4p cho

[ mdc luong cd ban thap hon
o Iu'dng t6i thiéu ving.

. Duing thudng/KPI & bii d4p
1 cho mc ludng cg ban thap
\ hon Iudng t8i thiéu ving.

Nham Ian Ludng va Phu cap:

Nhufng sai 1am chi mang trong ban hanh quy ché
buoc doanh nghiép phai tra gia dat

Loi Nhiéu ngudi quyét:

Xay dung ma tran RACI c6 nhiéu
chit A, dan dén tri tré, dun day hoic
phi nhan quyét dinh Ian nhau.

‘ Sao chep mu quang:

~ L&y mau quy ché trén mang
khong tinh chinh theo céu tric
thuc té -> Quy ché di mdt dudng,
thic t& chay mot néo.
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Lo trinh 4 thang kién tao va ap dung
hé thong quan tri chuyén nghiép

; < -Thang 2: Khung ning Iuc & N§i quy

< Hoan thién Ni quy lao dong, Quy ché
* IUUng thudng (dam bao chuan Luat

-~ BHXH& Thug).

Thang 1: Kham stic khoe phap ly
Ra so4t 6 hong vén ban hién tai.

Ch6t cau tric phan quyén ranh gidi
HDQT - CEO.

Thang 4: Giam sat Tuan thd
Banh gia muc do thich Lrng

cla nhan su. Piéu chlnh cac
vudng mac thyc tién.

Tha’ng 3: Van hanh & Sé hoa

Ap dung Ma tran HACI Ban hanh
Quy trinh luan chuyen van ban va dua
toan bd 1én hé thng phan mém.

Thang 2: Khung nang luc & Noi quy

Hoan thién Noi quy lao dong, Qu
ché Iuong thudng {dam bao chuan
Luat BHXH & Thué).
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CHUAN HOA DE BUT PHA

Vi jl lll_| 'r:_[! nl:' J10M0 UYL e RITUTC
i 1a tdng thém rao can hanh chinh. D¢

.fv/ | | " | CdC 'i.'l duy nhat dé giai phong lanf Jao
e e KNnol nhung quyet dinh vun vat, chuyen ti
1 e _u,}__l_!_{';_‘;nnn'1 5_1':;[3__. Vao ca nhdn sang quan tr
DaNg ne thong

e . 13 Hau hét moi cai tién chét lugng déu tif viéc dan gian hoa thiét ké,

hoat dong san xuét... trung by quy trinh va cdc thu tuc.
— Thomas J. Peters 99
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