Quy dinh diéu phoi nhan sy — Nhém bao tri & dién-dién tlr

QUY PINH PIEU PHOI NHAN SV

Nhom bao tri & dién — dién t&r

Tai liéu rule diéu phdi - Quy dinh van hanh - Lo trinh trién khai

Quy mé: ~100 chi nhanh - Hang muc stra chira, bao tri, mé& chi nhanh mai
Phién ban 1.0 - Ban nhap dé thong nhat
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Muc luc
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1. Téng quan & nguyén tic cot 15i
Tai liéu nay quy dinh cach hé théng diéu phéi céng viéc cho lwc lwgng ky thuat (bao tri, dién —
dién t) trén khoang 100 chi nhanh. Hé théng quan ly cong viéc da cé san; tai liéu chi dac ta bo
rule diéu phoi dé ap dung vao hé théng dé.
M6 hinh cong viéc
Dich vu |a mét chudi cac step tuédn tw. Moi step gén véi mdt k§ nang (c6/khéng) va mot don
gia rieng. Nhan vién lam tuan tw tirng step; mot step c6 thé can 2 nguwdi néu do kho cao, khi dé
lvong step chia theo ti 1é ciu hinh san.
Co ché lwvong

e Lwong co ban: c6 dinh, ddm bao thu nhap nén.

« Lwong dich vu: tra theo tirng step hoan thanh, kich thich lam nhiéu va gan vai chéat lwong.
Nguyén tac cét 16i (th tw wu tién)
Toan bd rule bén dwéi phuc vu th tw wu tién sau, khéng dwoc dao ngworc:

1. Hoan thanh cong viéc ding han — khong dé viéc tré deadline, khong dé pending.

2. Bam bao chét lwvgng — do qua nghiém thu va I6i phét sinh sau s(ra.

3. Khuyén khich ngu&di nang dong, lam nhiéu va c6 nhiéu k§y nang.

4. Cong bang thu nhap gitra cac nhan vién — la tiéu chi wu tién, khéng phai rao chan.

2. Cac khai niém & tham so

Khai niém Pinh nghia

Cum step Chudi step lién ti€p ctia mét dich vu ma mét nhan vién cé da ky nang
dé lam lién mach.

Dinh bién thoi gian Thoi gian chuén dy ki€n cho mdi step, dung dé tinh tai va tran budi.

Tai hién tai Téng dinh bién thi gian cla cac step dang dwoc gan cho mot nhan
vién.

Band Iéch lwvong Dai chénh léch lvong dich vu t6i da trong thang gitra cac nhan vién
(mac dinh 500.000d). La tiéu chi wu tién khi xép viéc, KHONG chan
Viéc.

Tran bubi Téng dinh bién t6i da cila mot cum giao cho mdt ngwoi trong mot
budi (mac dinh 4 gio).

DPiém hiéu suat biém t6ng hop tir nghiém thu, ngudi tao yéu cau, quan ly chi nhanh
va l6i phat sinh sau stra.

Ky nang doc nhat K¥ nang chi cé <1 nhéan vién s& hiru trén toan hé théng (vi du bao tri
thang may).
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Cac tham s6 sau phai dé cau hinh dworc trong hé thong, khong hardcode, dé linh dong
theo mua vu va ttvng nhém:

» Band léch lvong (mac dinh 500.0004d)

e Tran budi (méac dinh 4 gi®)

« Thoi lwong xtr ly viéc khan (mac dinh 2 gio)

« Cac trong s6 cham diém chon nguoi (wl...w4)

« Ngudng canh bao dot bién sé lwong / tré deadline

» Tilé chia lwong khi 2 ngudi cung mot step

3. BO rule di€u phoi

Moi viéc vao hé thong dwoc phan loai thanh ba ludng — khan, viéc 1&, dw &n mé& chi nhanh —
mdi ludng chay rule riéng.

3.1. Ludng viéc lé (gan theo cum step)

Bwéc 1 — Gom cum
Tl step dau ctia dich vu, hé théng gom céac step lién ti€p ma &rng vién co6 da k§ nang, cong don
dinh bién thoi gian cho dén khi cham tran budi (4h) hoac gap step thi€u k§ nang thi cat cum.
Step bi cat quay lai hang doi cho nguwdi khac.
Buwéc 2 — Loc cibng (diéu kién bat budc)

e CO6 ky nang cla step dau cum.

» Khu vic da dang ky pha chi nhanh cé viéc.

» Con quy thoi gian trong budi.
Bwéc 3 — Cham diém chon ngwei (trong s6 da qua loc)
Diém = w1-(diém hiéu suét) + w2-(s6 ky ndng) — w3-(tai hién tai) + w4-(wu ti€n nguoi lurong
thang thap)
Band |éch lvong tAc dong qua w4: nguwdi cé lvong dich vu thang thap hon dwgc cong diém dé
xép trwéc KHI nhiéu nguwdi cung da diéu kién. Nguoi nang dong/danh gia tét dwoc wi, w2 nang
hang. Uu tién ngwdi gom dwoc cum dai hon dé gidm chuyén giao.
Bwéc 4 — Van an toan chéng pending (quan trong)
Néu khéng con ai trong band ranh, hé théng VAN giao viéc cho bat ky ngw®i ranh nao du
ky ning — ké ca da vwot band 500k. Hoan thanh viéc ludn wu tién hon can bang lvong. Viéc
giao trong trwong hop nay duoc hé théng danh dau 'phan tw ddng ngoai band do ton viéc'.
Bwé&c 5 — Nhan vién chi ddong nhan thém
Ngu@i lam xong sém hon dinh bién cé thé chli dong Ién hé thdng nhan thém viéc dang
pending, ké ca khi da vwot band 500k, mién khéng con ai khac lam. Viéc nhan theo cach nay
dwoc danh dau 'tw nhan thém' dé minh bach khi review cudi thang.
Bwé&c 6 — Cap nhat ngay

M®i step hoan thanh phai cap nhat hé théng ngay lap ttrc, dé tinh lai tai, tién do va mé viéc ké
ti€p.
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3.2. Luoéng dw an mé& chi nhanh (giao tron goi)

Ngudi dwoc giao lam xuyén sudt tir dau dén khi két thic dw an, chi ban giao khi nghi
phép/bénh. C6 hai trvdng hop khac ban chét:

Trwong hop A — Do6i 22 ngweoi bo tro ki nang (pho bién)

Khoéng ca nhan nao can biét hét; diéu kién 1a TAP k§ nang cta ca ddi phi toan b step
cta du an.

Hé théng gom dan ngudi vao doi theo round-robin xoay tua (cdng bang tuyét déi) cho dén
khi doi dt phti ky nang.

Nguoi dwoc xoay tdi phai du diéu kién thuc té: ¢6 k§ nang can bd sung va dang ranh.

Trwong hop B — Ky nang doc nhat (vi du bao tri thang may)

Step chi mét ngudi biét 1a rang budc cieng: bét budc diéu phéi ding ngudi do, khdng ap
dung round-robin.

Du an vira c6 step thuwdng vira c6 step doc nhat: nguwdi doc nhat duoc 'pin' clrng vao step
clia ho, phan con lai ctia ddi xoay tua binh thudng.

Hé théng ty dong tach flow nay khi phat hién step thuéc nhém ky nang déc nhét.

Handover khi nghi phép/bénh

Backup nhan tiép tir step dang d&; lvong chia theo phan méi ngudi da hoan thanh. Lwu y: ky
nang doéc nhét khong cé backup kha thi — day la rdi ro van hanh, xem Muc 5.

3.3. Ludng viéc khan (ngoai &)

Uu tién giao cho nguoi dang & hién trwdng / gan nhat.

Nguoi dang gitta cum KHONG bi cat ngang. Ho dwoc giao thém viéc khan, xt Iy trong 2
gio (dwoc phép vurot tran budi vi la ngoai 1€).

Nguwdi nhan c6 quyén chi dong trd phan cum con lai vao hang doi; phan da lam van duoc
tinh lvong theo step hoan thanh.

Hé théng chi canh bao va diéu thém nguwdi khi dot bién sé lvgng hodc tré deadline (diéu
phdi theo ngoai 1€, khdng can thiép thudng xuyén).
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4. Quy dinh van hanh danh cho nhan vién

Phan nay dién giai bo rule trén thanh hwdng dan thire hanh cho nhan vién k§ thuat.

4.1. bang ky & chuan bi

4.2.

Dbang ky day da khu vire ban c6 thé lam; chi nhan dwoc viéc trong khu virc da dang ky.
DPam bao hd so ky ndng cap nhat dang; moi ky ndng ma&i déu mé thém co hdi nhan viéc.
Khi nhan viéc

Hé théng giao cho ban c& moét cum step lién mach trong budi (t6i da 4 gio dinh bién). Lam
tuan ty tirng step.

MOi step hoan thanh phai cap nhat trang thai ngay — day la diéu kién dé mé step ké tiép
va tinh lvong.

Lam xong s&m: ban c6 thé chd dong Ién hé thong nhan thém viéc dang ton, ké c& ngoai
band Iéch lvong.

. Khi c6 viéc khan

Néu ban & hién trrong, ban sé duoc wu tién nhan viéc khan (xt ly trong 2 gio).

Ban khong bi cat ngang viéc dang lam; viéc khan duoc giao thém.

Né&u can, ban c6 quyén tra phan viéc con lai vao hang doi — phan da lam van duoc tinh
lwong.

. Dw an m& chi nhanh

Khi duoc giao, ban theo dw an tr dau dén cudi, trir khi nghi phép/bénh.

Thwong lam theo ddi bo tro k§ nang; phoi hop dé ca doi phu hét hang muc cta chi nhanh.
Nghi gitra chirng: ban giao cho backup tai step dang d&, lwong chia theo phan da hoan
thanh.

. Lwong, danh gia & minh bach

Luwong dich vu tinh theo tirng step hoan thanh; step 2 nguoi chia theo ti 1é cau hinh.
Panh gia dua trén: doi nghiém thu, ngudi tao yéu cau, quan ly chi nhanh, va 16i phat sinh
sau khi stra.

Lwu y: 16i phat sinh sau stra 1a yéu t6 trir diém manh nhat. Lam nhanh nhwng &u sé bij trir nhiéu
hon phan lvong step ki€m thém.

Viéc nhan ngoai band (do ton viéc hoac tw nhan thém) dwoc hé théng danh dau ré, nén
chénh Iéch lwvong trong cac treong hop nay la hop 1€, khdng bi coi la bat cong.
Sai pham nhiéu sé bi trir vao tién dich vu va thuéng KPI.

5. Rui ro can theo do6i sau khi van hanh

Rui ro Biéu hién Cach theo doi / giam thiéu

Tranh step ngon, Luong theo step tao dong co Giam sat phan phdi LOAI step gitra

Trang 6



Quy dinh diéu phoi nhan sy — Nhom bao tri & dién-dién ttr

Rui ro Bi€u hién Cach theo ddi I giam thiéu

né step ré chon viéc nhan vién, khong chi tong tién

Lam 4u dé &n nhidu Tang l6i phat sinh sau stra Dat 16 sau slra la yéu td trir diém
step manh nhéat trong danh gia

Band qua chatlam  Ngud&i nhanh thuwdng bi xép sau  Theo ddi tan suat top performer bi
mat dong luc ghim; n&i tham s6 band khi can

Ky nang doc nhat= 1 nguwoi nghi, dy an dirng Béo cao k§ nang <1 ngu¢i s& hiru;
diém nghén chl dong dao tao nguoi thi hai
Binary skill khéng Gidi/kha nhu nhau khi gan Chét lwgng don vao khau danh gia
phan loai tay nghé - danh gia phai du tin cay

Vé k¥ nang doc nhat: trrong hop nay khé tuyén nguoi thay thé, nén hé théng danh dau dé
tach flow diéu phéi la can thiét, dong thoi canh bao sém cho quan tri nhan sw dé c6 ké hoach
dao tao/tuyén dung dy phong.

6. Tham chiéu phwong phap trén thé gi&i

Cac hé théng Field Service Management (ServiceNow FSM, SAP FSM, Salesforce Field
Service, IFS, Oracle) thwdng dung ba nhém phwong phap:

Phwong phap Pac diém Phu hop

Rule-based / score- Ch&m diém theo trong s6, dé hiéu, dé Giai doan dau —

based kiém soat, gidi thich dwgc cho nhan vién KHUYEN NGHI ap

dung

Skill-based routing Route viéc theo bé k§ nang, mo hinh tw Khé&p véi mé ta ‘phan
tong dai phdi theo k§ nang'

Constraint optimization  Gidi bai toan t6i wu cé rang budc, manh Khi quy mé lén, du
nhuwng 'hdp den', khé gidi thich di liéu

Khuyé&n nghi: bat dau & murc score-based (giai thich dwoc, chinh nhanh), thiét k& dir liéu san
sang dé sau nang lén optimization khi 100 chi nhanh tao du tai.
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7. Cac bwérc trién khai

Giai doan 1 — Chuan bi div liéu nén
1. Xay ma tran ky nang (skill matrix) cho toan bé nhan vién, dang c6/khéng.
2. Khai bao dinh bién th&i gian va don gia cho tirng loai step.
3. Khai bao khu vyc dang ky cta tirng nhan vién.
4. Panh dau cac ky nang doc nhat (<1 nguoi s& hiru) dé tach flow.

Giai doan 2 — Cau hinh rule
1. Buwa cac tham so (band, tran budi, thoi lwvgng khan, trong s, nguwdng canh bao) thanh
cau hinh.
2. Cai dat logic gom cum, loc clrng, cham di€ém va van an toan chdng pending.
3. Cai dat phan loai 3 ludng viéc va tach flow k§ nang doc nhat.
4. Cai dat co danh dau: 'phan tw déng ngoai band' va 'twv nhan thém'.

Giai doan 3 — Tich hop danh gia & lwong
1. K&t n6i 4 ngudn danh gia vao diém hiéu suét, dat trong s6 trir diém cao cho 16i sau stra.
2. Lién két step hoan thanh véi tinh lwong dich vu, gdm chia ti I step 2 nguoi.

Giai doan 4 — Tht nghiém

1. Chay tht trén mot cum nho chi nhanh (pilot), so sanh phan phdi viéc va lwvong thuc té.
2. Tinh chinh trong s6 va band dwa trén di liéu pilot.
3. Thu thap phan hdi nhan vién vé tinh céng bang va déng luwc.

Giai doan 5 — Nhan rong & giam sat
1. Trién khai toan bd 100 chi nhanh.
2. Bat bao cao giam sat rui ro (Muc 5): phan phdi loai step, 16i sau stra, tan suét ghim viéc,
k§ nang doc nhat.
3. Dinh ky ra soat tham s6 theo mua vu; chuan bi di¥ liéu cho bwéc nang lén optimization
néu can.

Tai liéu phién ban 1.0 — ban nhap dé théng nhét trwdc khi dwa vao hé théng. Moi tham s6 déu co thé diéu chinh
theo thuwe té van hanh.
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