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KINH NGHIEM QUAN LY NO XAU CUA MOT SO NGAN HANG
THUONG MAI VA BAI HOC CHO VIETCOMBANK

Ths. Nguyén Hiru Khoa*

Trong hoat déng kinh doanh cta ngédn hang tiém an rat nhiéu rii ro c6 thé gdp phai va mét trong sé nhirng rai
ro ma cdc ngan hang thwong phai déi mét dé la ng xau gia ting. No» xau anh hwéng truec tiép dén Igi nhuan
cta ngan hang, kha ndng thanh khoan, lam suy giam nang Iwc tai chinh va uy tin cua ngan hang, céan tré dén
kha ndng tiép can vén cua cédc chi thé trong nén kinh té. Do vy, viéc nghién ctu kinh nghiém vé quan ly no’
xau la mét trong nhikng van dé cén thiét, cé y nghia Ién déi véi ngan hang. Bai viét nghién ctru vé kinh nghiém
quan ly no xau tai 2 ngan hang Ién tai Viét Nam la Ngan hang TMCP Bau tw va Phét trién Viét Nam (BIDV) va
Ngéan hang TMCP Céng thwong Viét Nam (Vietinbank) toe d6 rut bai hoc cho Ngan hang TMCP Ngoai thwong
Viét Nam (Vietcombank) cé6 thé dp dung.

« T&r khéa: no x4u, quén ly no xau, ngén hang thuong mai...

In banking business, there are many potential
risks that can be encountered and one of the risks
that banks often face is increased bad debt. Bad
debt directly affects bank’s profits, liquidity, reduces
the bank’s financial capacity and reputation, hinders
the ability of entities in the economy to access
capital. Therefore, researching experience in bad
debt management is one of the necessary issues of
great significance for banks. This article studies the
experience of bad debt management at two large
banks in Vietnam, the Joint Stock Commercial Bank
for Investment and Development of Vietnam (BIDV)
and the Joint Stock Commercial Bank for Industry
and Trade of Vietnam (Vietinbank), thereby drawing
lessons for Joint Stock Commercial Bank for Foreign
Trade of Vietnam (Vietcombank) may apply.

» Key words: bad debt, bad debt management,
commercial bank...
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1. Dit vin dé

Ngén hang thuong mai c6 phan Ngoai thuong
Viét Nam (VCB) la mot trong nhitng ngan hang 16n
nhat ctia hé théng NHTM Viét Nam. Loi nhuén hgp
nhét truéce thué nim 2023 dat 41.244 ty dong ting
trudng 10,4% so voi nam 2022. Tuy nhién, trong
nhitng ndm gan ddy, ng xdu cia ngan hang lién
tuc gia tang, ddc biét nam 2023 ng xdu ndi bang
cua Vietcombank la 12.455 ty dong, ting 59, 3% 80
vai cudi ndm 2022. Qua d6, kéo ty 1¢ ng xau trén

* Cuc Xuc tién Thwong mai - B Cong Thuwong

tong du ng cho vay ting tir 0,68% 1én 0,98%; dong
thoi ty 1¢ bao phii ng xau giam tir 317% xubng con
230%. Nhur vay, néu tinh trang ng x4u ciia VCB tiép
tuc gia tang trong thoi gian t6i s& anh huong dén két
qua kinh doanh cua ngan hang, uy tin cua ngan hang
trén thi truong va tac dong tiéu cuc dén ca nén kinh
te Bai viét nghlen ctru vé kinh nghlem quén ly ng
xau cua hai ngan hang 16n 1a BIDV va Vietinbank
- dy 1a hai ngén hang c6 quy md 16n, c6 dic diém
trong dong véi Vietcombank nén kinh nghiém vé
quan 1y no x4u cua cac Ngan hang nay 1a bai hoc
quy bau cho Vietcombank.

2. Kinh nghiém quan Iy n¢ xau ciia mdt s6 ngan
hang thwong mai

Kinh nghi¢m cia Ngin hang TMCP Diu tw va
Phdt trién Viét Nam

Vé co cdu to chike

Nam 2019, BIDV da ban hanh Nghi quyét s6
216/NQ- BIDV vé mb hinh t6 chtre cac khdi tai Tru
s& chinh, théng nhét mo hinh td chirc cac don vi
tryc thudc Pai hoi dong cd dong, HDQT va 10 khi
truc thudc Ban didu hanh; thanh 1ap Khéi Kiém tra
giam sat & Tuan Thu; Kh01 Cong ngh¢ thong tin va
Ngan hang sd; thanh 14p Uy ban hop tac chién luoc
BIDV vé6i KEB Hana Bank, Vin phong diéu phéi
hop tac gitra BIDV va KEB Hana Bank phuc vu
viée trién khai hop tac véi KEB Hana Bank. Cong
tac nhan sy cap cao dugc kién toan theo hudng cong
khai, minh bach va tuan thu quy dinh Nha nudc.
Hoan thanh bd tri nhan su cép cao tir KEB Hana
Bank, qua d6 dwa quan hé hop tac chién lugc giita 2
bén di vao thuc chat.
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Hoan thién thé ché, mo hinh t6 chuc, kién toan
nhan sy chi chdt, nang cao hiéu lyc, hiéu qua cong
thc quan trj dicu hanh d4p tmg chuan myc Basel II
nhu: (1) Bao cdo, dé xuat HPQT trién khai cong tac
b6 nhiém, quy hoach nhan sy Cap ty, HPQT, Ban
Diéu hanh bai ban, khoa hoc, dung quy dinh, dap tng
kip thoi yéu cau quan tri diéu hanh. Ban hanh cac vin
ban phan cong doi voi thanh vién Ban Lanh dao, xac
dinh 16 pham vi cong viéc cua tung thanh vién theo
dung quy dinh; (2) Hoan thi¢n, bao cdo HDQT ban
hanh Quy ché quy hoach can b (Quyét dinh s6 388/
QD-BIDV ngay 14/5/2021) va Quy ché bo nhiém,
b6 nhiém lai, diéu dong va quan ly can bo giir chirc
vu (Quyét dinh s6 389/QD-BIDV ngay 14/5/2021),
Jam co s dé trién khai cong tic nhan su theo hudng
khuyén khich, tao dong luc can bo tré, co trinh do
chuyén mon, kinh nghiém phat huy nang lyc, dong
gdp nhiéu hon cho hoat dong ctia hé thong; (3) Trién
khai ra soat, d4nh gi4 mo hinh t6 chuc, chic ning
nhiém vu cua BIDV theo TA2. Thuc hién ¢6 10 trinh
cong tac tap trung hoa phé duyet tin dung, h tro, tac
nghiép tai Tru so chinh. Co cdu lai mé hinh cac Khdi
Kinh doanh nhim day manh hoat dong kinh doanh
thong qua viéc thanh Iap lai Khdi Ngan hang Ban
buodn, thanh 1dp Trung tdm Khach hang ca nhan cao
cap. Tinh gon mo hinh Chi nhanh dé tap trung véo
chirc nang chi chét 1a tim kiém, phuc vu va nang cao
trai nghiém ctia khach hang; (4) Hoan thanh cai tién,
tinh gian 39 quy trinh trén co so hai hoa giita quy
dinh phap luat, yéu cau quan tri rii ro va hudng toi
khach hang.

* Vé thue hién cdc van ban phdp quy

Trién khai nghiém tiic, quyét liét Chi thi s6 07/CT-
NHNN ngay 11 thang 10 ndm 2017 vé ting cudng
phong, chéng, ngin ngira vi pham phéap luat trong
linh vyc tién t& va ngan hang, dam bao an ninh, an
toan hoat dong ngan hang, gop phén 6n dinh, tién té,
tai chinh. Thyc hién tdt trach nhiém néu guong, thuc
hién day du, thuc cht va hiéu qua churc nang tu kiém
tra, phat hién sai sot tai don vi, kip thoi chan chinh
sai pham, vi pham, han ché toi da ton that va dam
bao an toan hoat dong. Bam sat chu truong ctia Chinh
phu, Thu tudéng Chinh phu tai cac Nghi quyét, chi thi
va cac thong tu huéng dan cua Ngan hang Nha nudce
trong qué trinh lanh dao diéu hanh c4c hoat dong.

* Vé chu trinh hoat dng quan 1y no xdu

BIDV thyc hién quy trinh quan 1y ng x4u theo céc
hoat dong sau:

Nhén biét no xau: Hoi déng quan tri va Ban didu
hanh BIDV d4 ban hanh nhiéu quy trinh, quy dinh vé

cap tin dung ddi véi timg dbi tuong khach hang, trong
d6 bao gom nhimg quy dinh, huéng dan thim dinh
khach hang, gop phan hd trg can bo tin dung trong
cdng tac tiép can, tham dinh khach hang va nhan biét
ng xau.

Do heong riii ro: Cac khach hang/khoan vay déu
dugc danh gia rti ro tin dung trude va trong qua trinh
cap tin dung, thong qua sit dung hé théng XHTD
noi bd két hop véi phén tich, danh gia, thim dinh tin
dung. BIDV da xay dung cac mo hinh do luong rii
ro hién dai theo phuong phép FIRB, gdm c6: PD cho
KHDN; mé hinh PD, LGD, EAD cho khach hang ca
nhan. Cac mo hinh nay da va dang dugc tich hgp trén
cac chuong trinh phdn mém nham ty dong hoa cac két
qua do luong.

Ngdin ngira no xdu: Trong nhitng nim qua, trén co
s& nghién ctru va dé xuét cia cc phong, ban nghiép
vu va su tham muu cuia cac don vi, chuyén gia tur vén,
dugc phé duyét boi Ban 1anh dao va HPQT, BIDV da
xdy dung hé thong ché do, chinh sach tin dung kha
dong bo.

BIDV thiét lap va duy tri co cau to chic quan ly
rii ro tin dung tuan thii nguyén tic 03 tuyén bao vé
doc lap cua hé théng kiém soat ndi bo: Tuyén bao vé
thtr nhat ¢6 chte ning nhan dang, kiém soét va giam
thiéu rui ro; Tuyén bao vé th hai ¢6 chirc ning xay
dung chinh sach quan 1y rdi ro, quy dinh ndi b vé
quan tri rui ro, do ludng, theo doi rii ro va tuan tha
quy dinh phap luat; Tuyén bao vé thi ba ¢ chirc ning
kiém todn noi b.

BIDV thiét lap va thuc hién cac quy trinh kiém
soat ndi bd dé dam bao rui ro tin dung duogc kiém
soat & murc phit hop véi khau vi rii ro ciia ngan hang.
Cac truong hop ngoai 1€ cta chinh séch, quy trinh;
cac truong hop vi pham han mtre tin dung; cac khoan
tin dung ¢6 van dé dugc bao cao kip thoi toi cap co
thdm quyén dé trién khai cac bién phap khic phuc/
Xt ly som.

Bang 1: No' xau, chi phi dy phong cla BIDV
nam 2023
Chi tiéu vt Gid tri
Tong dw no Ty 1.777.665

Tong ng xau Ty 22.368
Ty lé ng xdu % 1,25

Dy phong rdi ro tin dung Ty 40.469

Chi phi DPRR trich Iap trong ndm v 20.344

Ty 1é bao phti ng xau % 183%
Nguon: Béo cdo tai chinh BIDV nam 2023

Xi Iy ng xdu: BIDV x4c dinh bién phap xir Iy
ng xau phai dugc thyc hién khan truong, dong bg,
phu hop véi tirng doi tugng khach hang, xay dung
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bién phap thu ng x4u cu thé cua timg don vi. Giao
chi tiéu thu no x4u cho cac thanh vién ciia Ban 1anh
dao Chi nhanh, timg phong, ting to, timg can bo tin
dung theo thoi gian cu thé (thang, quy, ndm). Cy thé
nhu: (1)Tang cudng trich 1ap va s dung du phong
rti ro dé xir Iy no xau, chu dong tang muc trich lap
du phong céc kKhoan ng xau va chap nhan giam loi
nhuan trude mét dé ting kha niang tw chu tai chinh;
(2) Thyc hién co céu lai no cho nhiing khach hang
c6 kha nang phuc hoi hién tai gap kho khan tam
thoi, bam sat khach hang, don dbc thu no dé giam
dan ng xau; (3) Phéi hop véi khach hang dé tim ra
bién phap thao gd kho khan va phuc héi, thuc hién
cac chinh sach khen thuong ddi v6i nhimg truong
hop thu hoi ng hiéu qua, dem lai loi ich cho ngan
hang; (4) Thu hoi va tich cuc xir Iy cac tai san dam
bao; (4) Ban ng cho VAMC, DATC va cung phdi
hop nghién ctru phuong 4n thu hdi no xau hiéu qua.

Kinh nghiém ciia Ngidn hang Nong nghiép va
phit trién néng thén Viét Nam

* Vé thue hién cdac van ban phdp quy

Ngan hang TMCP Cong thuong Viét Nam
(VietinBank) nhitng nim gan dy khong ngimg kién
toan bd may td chirc, nhéan su. Vietinbank xay dung
mé hinh t6 chie quan ly ng x4u tai Tru s& chinh va
mo hinh t6 chic kinh doanh tai Chi nhanh. Chirc
nang chu yéu cia md hinh t6 chirc quan 1y no xiu
tai Tru s¢ chinh la xay dung ké hoach tin dung cua
timg giai doan, ban hanh nhiing quy dinh vé giam
sat va quan ly hoat dong tin dung tai cac chi nhanh.
M5 hinh t6 chirc quan 1y no x4u tai chi nhanh dugc
chia thanh 3 khdi c6 chirc nang riéng biét, doc 1ap:
Khdi kinh doanh, khdi tac nghiép va khdi hd tro.

Dua theo thong 1¢ chuan qubc té Basel II va
Thong tu 13/2018/TT-NHNN, Vietinbank da xay
dung m6 hinh quan ly rui ro tin dung bao gom 3
tuyen phong vé: Tuyén bao vé thir 1 (nhan dang,
kiém soat va giam thiéu rui ro tin dung); Tuyen bao
vé thir 2 (xdy dung chinh sach quan ly rai ro, quy
dinh ndi bd quan tri rui ro, do luong, theo doi rai
ro va tuan thu); Tuyén bao v¢ thir 3 (kiém toan noi
bo vé quan ly rui ro) Ba tuyen phong v¢ duoc trlen
khai két hop véi giam sat cap cao cua HBQT, Uy
ban QLRR, Ban diéu hanh, Hoi dong rui ro, Hoi
dong ALCO. M6 hinh nay budc dau duoc trién khai
ung dung va phat huy hiéu qua.

* Vé ban hanh cdc chién lwoc va chinh sach
quan 1y ng xdu

Trong nhiing ndm qua, bam sat chi dao tir Ngan
hang Nha nudc, cac van ban phép ludt quy dinh vé

hoat dong Ngan hang, Vietinbank da khong ngung
hoan thién hé théng van ban ndi bo, 1am co so cho
viéc diéu chinh hoat dong tin dung ndi chung va
hoat dong quan Iy ng xdu noi riéng ciia ngan hang.

Trong giai doan 2019-2023, Vietinbank ap dung
viéc dam bao an toan vdn theo Thong tu 41/2016/
TT-NHNN quy dinh ty I¢ an toan von theo Basel
Il (phuong phap tiéu chudn); Thong tu 19/2017/
TT-NHNN stra d6i/bd sung Thong tu 36/2014/TT-
NHNN; Théng tu 22/2019/TT-NHNN quy dinh vé
cac gioi han, ty 1€ an toan trong hoat dong cua ngan
hang, chi nhanh ngan hang nudc ngoai stra d6i/ bd
sung cho TT 41/2016-NHNN.

Bén canh viéc tudn thu cac van ban phap luat
la cac Luat, Quyét dinh, Thong tu cia NHNN,
Vietinbank da ban hanh cac chinh sach quan 1y hoat
dong tin dung néi chung va no x4u noéi riéng duoc
trién khai, 4p dung xuyén sudt trong hoat dong cap
tin dung cua ngan hang.

* Vé quy trinh thuc hién quan ly no xdu

Vé nhén dién ng xau. Vietinbank da t6 chirc thuc
hién kiém tra thudng xuyén, dinh ky (truc tiép hodc
gian tiép) cac hoat dong nghi€p vu tai cac b phén
kinh doanh nham phat hién no xau c6 thé xay ra. bé
nhan dién rui ro tin dung va ng x4u mot cach nhanh
chong, ddy du va khach quan, Vietinbank ciing da
hoan thién hé thdng xép hang tin dung ndi bd chi
tiét d6i voi 4 mo hinh cho bdn ddi twong khach hang
nhu t6 chirc tin dung, t6 chic kinh té, c4 nhan va ho
gia dinh ddc biét 1a cau phan xép hang dbi véi khach
hang doanh nghiép vi ddy 1a doi twong khach hang
¢6 tong du ng chiém ty trong 16n nhat.

Do liong no xdu: Vietinbank xay dyng mo hinh
do luong rui ro tin dung theo Basel II, trién khai
cac ung dung Use-test va ky két véi Cong ty trach
nhiém hitu han dich vu thong tin NICE, Han Quéc
thyc hién du 4n “Kiém dinh mé hinh do ludng rui
ro tin dung”.

Thong qua du an nay, NICE da va dang hd trg
Vietjinbank phat trién hé thong mé hinh hoéa rii ro,
nhdm muc tiéu hd trg ngan hang luong hoa, tong
hop va quan Iy rti ro mot cach xuyén sudt. Bén canh
6, dé st dung md hinh luong héa rui ro tin dung
nay, Vietinbank con thuc hién t6 chie dao tao nhan
luc can thiét. Ngoai ra, Vietinbank da tiép can voi
phuong phap tiép can ndi bo (IRB) theo Basel 11, day
14 c4ch tiép can méi trong phuong phép ludn ve sudo
luong RRTD nham tinh toan hé s6 an toan vén.

Ngan ngira ng xdu: Pé han ché tdi da ciing nhu
phong ngura tot hon véi rui ro tin dung, Vietinbank
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da ap dung hé thong quan tri rii ro gdm 3 phan: rai
ro thi truong, rai ro hoat dong/tac nghiép va rii ro
tin dung.

Véi cac bd phén kinh dpanh va tac nghiép,
Vietinbank da tién hanh tai cau truc toan dién hoat
dong quan 1y riii ro theo mé hinh Khéi dé cung ¢b
va phat huy vai trd ba vong kiém soat doc 1ap theo
thong 1& quc té chudn Base II.

Ngoai ra, hé théng canh bao som rui ro tin dung
khach hang (EWS) da dugc Vietinbank xdy dung
thanh cong nhim dwa ra cac canh bao vé muc do
rui ro cua khach hanh véi 3 mac d: Kho khan tam
thoti, rii ro va rui ro cao, suy giam manh kha nang
tra ng, nguy co chuyén nhom no 16n.

Thong qua h¢ thdng canh bao sém rui ro tin
dung khach hang gitip cho Vietinbank phat hién
som nhimg dau hiéu cua no xdu va c¢6 nhiing bién
phap tng pho kip thoi, giam thiéu rai ro ng xdu
ciing nhung tc hai ctia n6 dbi véi hoat dong ngén
hang. Sau nhiéu nam trién khai rong rai trén toan
hé thong, EWS da gop phén tich cuc nang cao chat
luong tin dung cho ngan hang. Nam 2022, ty € ng
cAu/du no tin dung cta Vietinbank la 1,24%; nam
2023 1a 1,15% nam trong top cac ngan hang co ty 1¢
no x4u thap nhat.

Xi Iy nor xdu: Tirnam 2019 Vietinbank khong xtr
1y no xau bang viéc ban ng cho VAMC ma xir Iy ng
xau bang dy phong rui ro tin dung 1 chu yéu. Trong
giai doan 2019-2023, tong du phong dung dé xir Iy
no xau ciia Vietinbank 1a 92.809 ty dong (ndm 2019
1a 13.003 ty dong; nam 2020 la 12.147 ty dong;
nam 2021 1a 18.381 ty dong; nam 2022 13 24.163
ty dong va ndm 2023 1 25.115 ty dong). Két qua sd
du dy phong con lai nam 2023 1a 27.773 ty dong.
Ty 1€ bao phu ng x4u cua Vietinbank nam 2023 dat
167,2% dung thu 2 trong top cac ngan hang TMCP
¢6 ty 1& bao phu no x4u cao.

Bang 2: No xau, chi phi dw phong chia Vietinbank

3. Bai hoc rut ra cho Ngan hang Thuong mai
¢6 phian Ngoai thwong Viét Nam

Tir viéc nghién ctru kinh nghiém vé quan ly no
xau cua hai ngan hang thuong mai trén c6 thé rat ra
mot s6 bai hoc ma Ngan hang TMCP Ngoai thuong
Viét Nam c6 thé tham khéo:

Thir nhdt, chu trong viéc ban hanh cac quy dinh,
quy ché ndi bd dua trén viée bam sat chién luoc,
chinh sach quan Iy no xdu ciia Ngén hang ciing nhu
tuan thu dinh hudng cua Chinh phu va toan nganh
Ngan hang. D¢ viéc to chic quan 1y no xau dién
ra nhat quan, tranh chong chép, do trach nhiém va
dat duoc cac muc tiéu di dé ra thi can xay dung
hanh lang phép 1y rd rang, ddy du va khoa hoc. Tur
kinh nghiém vé ban hanh chinh sach, vin ban noi
bo vé quan 1y ng x4u cua hai ngan hang noi trén
Vietcombank can can nhéc vé viée xay dung mot hé
thong vin ban ndi bo ddy du, riéng biét va doc lap
voi hé théng van ban ndi bo vé quan ly rdi ro cia
Ngén hang.

Thir hai, 4p dung m6 hinh t5 chtrc b mdy quan
ly rui ro phu hop v6i quy dinh cua phap luat, thong
16 quéc té cﬁng nhu muc tiéu cia ngan hémg

Thik ba, cin xac dinh noi dung trong yéu trong
cong tac quan ly ng xau. Cy thé trong bon ndi dung
quan ly no xau la nhan dién ng xau; do luong, danh
gia no xau; ngan ngira ng xau va xtr Iy ng x4u dau la
noi dung can dugc chu trong nhiéu hon. Trong moi
hoan canh, ng xdu duge nhan dién sém sé phat huy
tac dung trong viéc quan ly ng x4u hon 12 viéc chay
theo xtr 1y no xdu da phat sinh. Chinh vi vay viéc
xdy dung hé thong canh bao som doi v6i cac khoan
vay ¢6 van dé la vo cung ¥ nghia va cap thiét. Dé
lam duoc diéu ‘nay, Vietinbank cén thyc hién gidam
sat chat ch& dbi véi khach hang vay von, yéu cau
giri bao cao thuong xuyén va kiém soat dong tién ra
vao ctia cac khach hang vay von.

Thir tir, nang cao hiéu qua cong tac kiém toan
noi bo, khong ngimg bdi dudng trinh do chuyén
mon cling nhu dao duc cho doi ngli can bo ngan
hang dac biét 1a vdi nhitng by phan nhay cam nhu
thim dinh tin dung.

nam 2023

Chi tiéu vt Gid tri
Tong dv ng Ty dong 1.478.228
Tong ng xau ndi bang Ty dong 16.608
Ty & ng xdu ndi bang % 1,1
Dy phong rdi ro tin dung Ty dong 27.773
Chi phi DPRR trich I3p trong ndm Ty dong 25.115
Ty Ié bao phi ng xau % 167,2

Nguon: Bdo cdo tai chinh Vietinbank nam 2023

Ngoai ra, dé xu 1y ng xau c6 hiéu qua, Vietinbank

da tich cuc, chu dong st dung két hop nhicu bién

phap thu hoi, xur 1y ng khac nhau nhu: Xt 1y tai san
dam bao, co cau lai no...
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