


NOI Dung

Chuan héa, tiéu chuan va nhimg rui ro

Rui ro cua ERP

Nhitng sai 1am thuong gip

Yéu t6 quyét dinh su thanh bai cia ERP
Nhitng sai 1am thuong gip trong trién khai
Quan 1y dy 4n trién khai ERP

Quan 1y cac Thay d6i va Rui ro

Vi sao ERP that bai nhiéu hon thanh cong
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Tieu chuan hoa
e Tiéu chuan hoa — quy trinh hoa — thay d6i hoat
dong — thay do1 tho1 quen

e Thuc hién chuan héa quy trinh truéc khi tiép hanh
rng dung ERP s€ thuan lg1 hon cho vigc trién khai

e Ti€u chuan hoa khong phu thudc vao nguoi thuc
hién
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Rui ro cua ERP (1)

e Tong chi phi dau tu 1on:

= Chi phi tu van
= Chi phi ban quyén, chi phi ha tang
h1 phi trién khai rng dung

h1 phi nhan luc

Q QO O

h1 phi co hd1

= Chi phi duy tri, nang cap, mé rong

e Chi phi 16n cho mo1 qui m6 doanh nghi¢p
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Rui ro cua ERP (2)

 Thoi gian trién khai lau — su chan nan hoac thay
do1 cac muc ti€u ban dau, pham vi yeu cau thay do1?

e Su phu thudc vao nha cung cap giai phap
e Tinh dac thu cua linh vuc kinh doanh
e Muc d0 phirc tap cta hé thong — van hanh kho

e Kha nang tich hop vai cac hé thong khac, kha ning
mo rong
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Nhirng sai lam thwong gép

» Coi ERP la than dugc chira bach bénh?
e Coi ERP chi la phan mém, khong phai giai phap?

e Coi 1a mua cong cu chtr khong phai 1a mot dau tu

e Uy thac toan bo trach nhieém cho nha cung cap giai
phap hoac tu van

« Khong luong trudce tong chi phi, thoi gian trién khai

 Dau tu mot gia1 phap qua 16n so voi yeu cau d€ danh
bong tén tuol
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10 ly do dan dén that bai cia ERP

. Nhan thtuc va quyét tam cua lanh dao

. Qua co1 trong thuong hi¢u va sinh ngoai

. Bé qua khau tu van, xay dung va thong nhat quy trinh

. Khach hang ca tin va qua ky vong vao “cdy gay than ky”’
. Coi nhe yéu t0 con nguoi

. Bat dong quan diém kéo dai trong qua trinh trién khai

. Xung dot 1o1 ich va khong chiu duoc ap luc

. Kho khan trong viéc tiiy bién, dap tmg nhu cau thuc te

O o0 13 O »n B~ W N =

. Khong ¥ thitc duoc khé khin phat sinh vé tai chinh va cong viéc

10. Ngudi dung khong chap nhan do d6 phuc tap qué cao
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Nhirng sai lam khi trién khai (1)

e Chién luoc

= Nhan su cao cap khong thuong xuyén cung cap y
twong cho cac thanh vién tham gia du an.

= Giao hét trach nhiém cho nhan su cap dud1 chua ranh
vé ¥ tudng chién lugc de cung cap thong tin va
dinh hudng cho d6i trién khai

= Chi nhin \(é dau tu ban dau (chi phi thué tu van, mua
ban quyeén v.v..) trong khi do chi phi huy dong
nguon luc cua cong ty rat cao la1 b1 xem nhe.

= Khong xac dinh ro cac chi phi thuong nién
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Nhirng sai lam khi trién khai (2)

e Muc tiéu du an

* Muyc ticu dy an ban dau dan bi quén lang do qua trinh
trién khai lau dai ma khong duogc nhac lai, du an
dan dan mat dinh hudng hoac lac dé

= Viéc thay d6i b may ngay ca ban than lanh dao cua
don vi cting kho thyc hi¢n dugc nhung lai giao
toan bd trach nhiém nay cho tu van ERP

= Qua ky vong vao mot hé thong cd thé giai quyét moi
ViEc.
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Nhirng sai lam khi trién khai (3)

e Cai tién quy trinh

= Céch tiép can quy trinh bi sai léch. Tu van trién khai
thuong nhin vao hoat dong cua tung ca nhan trong
don vi dé xay dung quy trinh, trong khi ban than
ho dang lam sa1 quy trinh va dinh hudng

= Tu van ndi cong ty chua co quy trinh va ap quy trinh
ERP vao thi khong co6 hi¢u luc

= Lanh dao khong truc tlep dua ra quy trinh hoac
khong co kién thitc vé hoat dong va quan ly hoac
khong ra soat va phan tich cu thé, ma chi danh gia
vé tinh logic chir khong kiém tra la1 vo1 dinh
hudng cua cOng ty
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Nhirng yéu to quyét dinh sw thanh
bai (1)
e Muc tiéu va kién dinh muc tiéu.

e Khoanh vung pham vi va ky vong.

« Nhan thitc va quyét tim cta ban lanh dao
e Sy san sang:

. Nguén von

= Nhan luc

= Ha t?mg

= Chap nhan thay doi
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Nhirng yéu

td quyét dinh sw thanh
bai (2)

e Luya chon giai phap va nha cung cap phu hop

* Quan ly gidm sat toan b0 qua trinh thuc hién

e Su tham gia cua

ban lanh dao cap cao

e Quan 1y va phoi |
tham gia

hop chat ché gitra cac thanh phan
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Quan tri rudi ro

e Co vai tro quan trong trong toan b tién trinh quan 1y
du an. Thong thuong, "ru1 ro" = su viec chua nhung
c6 kha nang xay ra trong tuong lai co tac dong dén
du an, va khi su viéc do xay ra thuong s€ gay anh
hudng xau, can tré du an dat duoc muc tiéu cua
minh. Rui ro thuong dugc nhan biét dua vao mot s6
dau hiéu bao trudc, doi khi dua vao kinh nghiém cua
cac du an twong tu trude day

e Quan tr1 rui ro:

= Xac dinh cac ru1 ro

= Ké hoach phong ngira, khac phuc
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Quy trinh quan tri rui ro

Cac yéu té dau vao

Béng nao

|1
S

Bang cau hoi

Phiéu kigm tra

Dir lieu qua khir

Y kién chuyén gia

Xac suat xay ra rdiro

Anh huéng cla rdi ro

Théi diém xay ra

Phan loai rdi ro

RAZA QL A~

Sap xép i ro
theo do wu tién

Khao sat rai ro

Hl'hlh{in dién rui ro

3 Phan tich ri ro

Y

A

| :
| Xac dinh rii ro

Kiém soat rdi ro

Cac chién lvoc
La £ L]
doi pho rui ro

i 2
Kiém soat
va do lwong
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Quan tri sy thay doi

e Quan ly thay d6i co cau to chiic
= Thay d6i co cau t6 chuc khi tng dung ERP

« Anh huong dén viéc thay do6i va chuan hoa quy trinh,
thay doi1 vai tro (vi du cay phé duy¢t)

= Chuyén d6i hé thong
e Quan tr1 su chéng doi do

Sy thay doi vé quy trinh nghiép vu

Su thay do1 veé co cau to chire, vai tro

= Ap luc cong viée 16n

Tam 1y b1 quan ly
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ERP that bai nhiéu hon thanh coéng

e Gartner Group: 70% that bai

e Boston Consulting Group:
= 50% khach hang khong hai long
= 30% khach hang hai long
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Tai sao van phai dung ERP

e Chua c6 gi thay thé dugc cho ERP

« Néu co gi thay thé duoc thi mure do rui ro cling rat
cao vi do phirc tap cua van dé

e Muc tiéu can dat duogc Van 1a ca1 tlen quan 1y va toi
vu héa nguodn luc — van phai quyét tim theo duoi
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Két luan

e Nhiing yéu to6 mau chot dan dén thanh cong hay that

bai cua hé théng ERP

» Nhan thirc va quyét tim ciia ban linh dao

= K& hoach kinh doanh va tAm nhin

= Truyén thong hiéu qua (tao sy dong long)

= Quan ly thay doi va vin hoa ciia cong ty

= Chuan héa quy trin

h, t01 g1an viec customize

= Sy phoi hop trién k

hai gitra tat ca cac bén

= Hé¢ thong phu hop, nha cung cap dich vu tot

= Bao vé du an (giai quyét xung dot, xir 1y rui ro)
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Bai tap va trao doi
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