THIET LAP CHIEN LUOC CHO DOANH NGHIEP
Nguo1 chia sé: Ngo Vy
BUOI 3

Thong qua viéc lam 1o st m¢nh, tdm nhinh, minh s€ lam r6 hon, thau suot
hon,

Can ¢6 su hoc tap, tiép thu vao, xay dung no6 thi méi thanh cong.

Nang luc cua nhan sy cua con ngudi cua minh s€ gitp m c6 duoc khach hang,
tai chinh... tat ca déu phu thudc vao con nguoi. Nén nén mong vé con nguoi
chung ta can phai 1am siéng lam 13, gan két, team work... con ngudi bdi dudng
tri tu€, tam thai, phém chét... mdi truong tao nén vui veé, hy vong niém tin cho
nhirng nguo1 xung quanh.

Biét on chia s¢ cua cac chi ngay hom nay dé lam r6 hon 2 budi hom trude.

LAM THE NAO PE XD DUGQC TAM NHIN SU MENH, MUC TIEU, BAN
PO CHIEN LUGC.

Lam ra rdi thi sao a? Khong phai xd dep ra lam sao ma quan trong nhat 13 phai
lam cung nhau. PHAI LAM CUNG NHAU. BSC k phai la nguoi chi 1am 1
minh ma tat ca moi nguoi phai lam cing nhau, bdi vi néu 1 minh minh thi k
can phai 1am ra cai nay vi n6 & trong dau minh hét roi, nhung cing lam véi
moi ngudi thi tit ca méi cuing muc tiéu, méi di dang hudéng duoc.

Cac phong ban khong ¢6 phong ban nao lam doc lap, ma phai lam cung nhau.

Ba&1 vi ban do chién luge nay la phuong tién dé truyén tai thong tin chién luge,
muc ti€u cua to chirc cua minh. D€ moi nguoi hiéu va dong gop gia tri cua m
vao muc tiéu chung.



Cho nén ca nha luu ¥ néu ca nha lam BSC thi dua trén 4 goc nhin nay thi c.ta
phai c6 budi tap hop moi ngudi lai theo tirng 1 trinh nhu Vy chia sé tir budi 1-
budi 2 dé moi ngudi hicu cach lam, vi moi ngudi trong to chirc khong co
dong bo giong nhau hét... dé co duogc sy dong thuin cao nhat.

Trong quang ba, cot 161 1a dong thudn va ni€ém tin.

Trong DN cling vay, vi¢c cung nhau lam tam nhin, gia tri c6t 101, van hoa, lam
nén ban do chién luge... d6 1a cach dé c6 dugc sy dong thuan cao nhat. Néu ho
da dong thuan thi s€ thuc thi & mirc d§ cao nhat.

LAM CUNG NHAU
SAU PO MOI BAT PAU CHIA NHOM: TAI CHINH — NHAN SU ...

KHACH HANG: Nhit ra nhitng chién lugc nao trong nim nay m c6 thé 1am
duoc. Vd trong ndm nay chua thda mén duoc tai chinh cua tit ca moi ngudi,
con sy bién dong vé tai chinh, thi cai quan trong trong nam nay tat ca cac DN
déu bam tru vao chién luoc vé GIA. Pé KH ¢6 thé chi tiéu trong nam ma moi
nguoi phai that lung budc bung.

Khoéng thé di chién luoc vé gia ma lai doi hoi loi nhuan cao duoc, phai can
bang lai, thi c6 thé day san luong di ra nhiéu hon, chi phi toi wu sao cho tot
nhat dé khong bi mat thanh khoan...

Va nhitng quy trinh gi m can bam sat dé tuan tha chién lugce vé gia: vd nhu m
s& phai that chat va thuong lugng tét nhat vé cong no... dé m co chit tin véi doi
tac, bén canh d6 con ngudi, nhan sy dong hanh cing minh ting giam ra sao dé
dap tng dugc muyc ticu.

Khi m nhit ra chién luoc dé di roi, tuy st ménh tam nhin, gia tri cot 161 thi
khong thay ddi nhung vd nhu trudong phong can phai nang cap hoc héi gi dé
dap ung duoc chién lugce vé gia, anh nhan vién thi phai chay doanh s6 ra lam
sao, thang 1-2-3 s€ di ntn?

Vé khach hang, mdi thang c6 bn kh mdi, kh cii thi ntn,



L0 trinh hoc hoi, thang tién clia tirng nhan su ctia m ntn, nhitng tri thirc gi can
dao tao thém...

Nhan sy ctia m ma c6 KPI cho timg ngudi nhu vay thi viée dat két qua no s&
don gian hon c6 dang k ca nha.

Trong viéc m xd ban do chién luoc, thi m nhé 13 nhitng vong tron 16n minh chi
1am max 13 5-6 cai 16n thoi, dimg lam nhiéu qué 13 m k tap trung duoc vao
muc tiéu.

C6 nhiing phong ban s€ chiu trach nhi¢m chinh, va c6 nhitng phong ban chiu
trach nhiém phu... anh marketing thi chiu trach nhiém vé khach hang nhiéu
hon... d& dam bao vé doanh sd, loi nhuan.

Quy trinh nao ma anh marketing can xd thém, c6 10 trinh ra sao phai lam rd
rang.

Anh nhan su anh van phai dam bao khi c6 dugc doanh s6 nay, khi c6 dugc s6

luong kh nay thi phan con ngudi anh phai chiu trach nhiém ntn, s6 lugng con

nguoi céng hién ganh vac, xd 10 trinh danh gia dugc hi¢u suat nhan sy cta m,

lam sao dé t5i vu hoa dugc hiéu xuit, nhan su c6 10 trinh hoc hoi va phat trién
r0 rang.

Thoéng qua d6 thi co nhitng cai nho hon: vd s6 gio tham gia ddo tao 1a bn, thoi
luong huan luyén cac phong ban, ty 1¢ hai long cua cac can bd cong nhan vién
cua m ra sao... nhiing ti€éu chi nho hon xd 3-5 cai nho xoay quanh cai muc tiéu
16m.

Véi phan xd BSC ¢6 ac nao c6 thém cau hoi gi khong a dé di tiép qua phan
tiép theo.



VY MUON CHIA SE CACH POC BAO CAO BON GIAN NHAT
Vi co 1 sb ac khong ¢ trong nganh, nén c6 thé 1a thay bao cio hoi ling nhang.

B4o c4o tai chinh 13i 16 cung cép cho m t.tin hi¢u qua hoat dong kinh doanh
ctiia DN cuia m trong 1 thoi gian nhat dinh.

Bao cao tai chinh kinh doanh nay la dinh ky lam hang thang.
C6 nhiing muc sau day:

DOANH THU(A): 14 tong s tién du an cua minh, DN cta m thu duogc thong
qua viéc ban hang hodc 1a m cung cap dich vu nao do.

CHI PHI(B): La téng s6 tién DN m d4 chi ra cho nhitng dich vu, chi phi san
xuat.

LOI NHUAN /LO(C): La két qua cia DOANH THU — CHI PHI
C=A-B

B4o c4o: Pé m xem duogc doanhh thu, chi phi, lo1 nhuan, dé m biét cach dua ra
nhirng quyét dinh kinh doanh hiéu qua va thong minh hon. Pé m biét cach
diéu chinh ra sao, nhitng thang tiép theo m can lam gi.
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B4o c4o tai chinh co ban thi dong dau tién nd van 1a doanh thu.
DOANH THU(A):

GIA VON HANG BAN (B): Gia ma minh nhap hang vao,
LOI NHUAN THUAN: A-B =C

Thong thudng minh 1y A-B 14 ra 1gi nhuan thuan.

Sau do6 thi trong 1 cai du an thi c6 nhitng chi phi khac nita: vd nhu chi phi
nhan cong ne.

NHAN CONG: m phai thué nguoi ban hang, luong nhan vién, trong luong
nhan vién c6 bao hiém, y té, cong doan, luong thang 13... thi m phai dua vao
day.

Ngoai nhan cong m con nhiing chi phi nao m phai chiu trong dy 4&n, DN ctia m
k ca nha?

Chi phi vay, marketing, van chuyén, mat bﬁng thué, dién nudc, internet, di¢n
thoai...

DICH VU KHAC: don dep, vé sinh hoa chét, bao vé, stra chita, bao tri...

Thué mit bang, diém ban, showroom,chi phi khac nhu van phong pham, in an,
dao tao, déng phuc, cham séc strc khoe dinh ky...

Minh can phai liét ké hét ra.

Tat ca nhitng chi phi nay goi chung 13 chi phi van hanh tryc tiép.
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Tuy theo nhitng duy 4n, DN vura va 16n thi m kiém soat ¢ cac chi so ra lam sao,
nhung binh thuong m ksoat nhitng chi s6 trong van hanh nay la n6 phai dam
bao trén cai ban do chién lugc cia m.

Loi nhuan m mong mudn bao nhiéu % thi phai lam dugc ban do 13i 16 chi tiét
nay, néu k dat duoc thi m phai can béng lai.

Néu m mong mudn 101 20% nhung khi phan tich cac chi phi ma k dat duoc thi
m phai can bang lai chi phi, xem chi phi nao can phai that chit hon nita dé no
dua ra duoc con s6 ma m mong mudn.

COGs m phai t6i uu dugc dau vao k, toi wu nha cung cap, m di tim nha cung
cap 1am sao dé ho dap tmg dc t6i vu nhat cho m, toi wu nhat nguyén vat liéu
chura, nhitng cai hu hong ciing phai duoc tinh vao day nén can phai toi vu. Roi
nhan cong da tim dugc nhan cong phu hop chua.



Viéc kiém soat doanh thu va lgi nhuén thi can phai c6 nhan sy phu hop voi
cong viée cua m dé can d6i cac chi phi lai... m kiém soat lai cac chi phi da tbi
wu chua, viée stra chita, dam bao vé sinh d3 t6i wu chua, chi phi ¢ dinh nhu
thué nha, vd nhu gdoan dich vira roi 1am cho nhiéu DN phai dong ctra, m co
thé t6i vu bang cach thuong luong lai voi cht nha.

Bén canh d6 c6 nhitng chi phi rat 1 nho.

Chi phi lobby thi dua vao phan giao té, tiép khach, nd thudc chi phi vin
phong, admin, ngoai giao... nd k ¢ hoa don, rat 1a 4m tham ludn, va nd dinh
ky 1am, toi thang hay t6i 1€ 1a ¢6 khong thoi 1a ho dén ho nhic...

Chi phi marketing nhu in an, chay quang cao, chi phi 1am workshop 1am even,
chi phi tai trg cho cac don vi dé m lam truyén thong thi no ciling 1a chi phi
marketing, thi tiy quy mé DN ma né c6 % chi phi marketing khac nhau. Néu
1am don 1¢ chi phi marketing ndy cling khé 1a 16n chiém 3-10%, d6i vdi DN
m&i c¢6 khi 1a 15-20% minh ciing phai chip nhan. Con khi DN 16n r6i thi chi
phi nay nho lai, c6 khi 3% tho.

Tuy loai hinh kinh doanh cia m ma n6 dao dong.

Phan kiém soat chi phi n6 nam & gitta, no rat 1a quan trong.

MJi cai m kiém soat 1% 1% théi thi cai cudi cung ctia minh né 16n dan Ién,
con néu m k kiém soat thi c6 thé dén cudi cung nd tham chi 1a lost — 16 chir k
con 1ai nira.

Bat ctt DN nao né ciing tuong tu,chi 1a % né khac nhau tiy vao nganh nghé
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Vd nhu nganh ctia Vy thi phan trén 1a 35%
Thi EBITDA: 35%

Khau haoo: 5-7$

EBIT: 28%

Phan trén phai tdi uu tir 35-40% thoi thi m mai ¢é 13i, con néu cao hon thi s& k
co 1ai,

Chiét khau hoa héng thi dé & chi phi outside service: Pién nudc, dién thoai...
Chiét khau thuong mai, giam gia hang ban... né nam trong phan doanh thu.

Phan khau hao tiy theo m dau tu bn tién, va m mudn lay lai trong thoi gian
bao lau, thong thuong tir 2 ndm cho dén 5 nam, thi tiy theo mirc dau tu cia m



ma chia ra, va thong thuong la 36 thang. Vi thuong sau 3 nam thi co s& ha
tang thuong xudng cap thi m stra chira, 1am dep n6 lai, tuy giai doan m a m
lam dep no lai.

Chi Nguyén Phuong chia sé:

Co6 bang khau hao tai san ¢6 dinh hitu hinh va v6 hinh, trong d6 nha nudc co
qui dinh khung thoi gian khau hao cho moi loai tai san ( nha cira, xe oto, may
moc thiét bi, phan mém...)

C¢ tai san ngan han va dai han thi tuy theo dé minh dua vao tai san phan bo
luon.

Pham Kiéu héi:

GIA TRI CO 3:

GIA TRI SU DUNG

GIA TRI TRAI NGHIEM
GIA TRI TRAO POI

Ho 6 trong cong dong cta minh thi GT trao d6i 16n hon GT trai nghiém va GT
trai nghiém 16n hon gia tri stt dung thi m s€ luon gitt dugc khach hang trong
day.

Vé nhan lyc thi ban nao chiju trach nhiém kh cii, ban nao chiju trach nhiém kh
moi.

M c6 nhé vé BINH TUONG SOAI khong?



BINH: phu trach viéc vay ngudi, ho bao vay KH, trang bi khi ma ho tiép can
KH, m phai cho ho nang luc dé ho 2101 thiéu dc gia tri sir dung, cung cép duoc
cho ho cach tu van.

Binh cap thap ho chi gi6i thiéu théi
Binh cép trung ho con biét trao doi, tan gau, biét gitt mgh dé ban hang.

Binh cap cao: bo sung thém nhiing gia tri khac.

TUONG: Thi nhiém vu ctia ho 1 giit ngudi, trao ddi vé su nghiép, cudc séng,
trao doi gid tri... gilt duoc KH cii, c6 nhitng mqh 1au dai, d¢ KH ¢ trong moi
truong ctia m dé nhan duoc gia tri.

SOAIL: La nguoi biét vi nguoi, la phai dat dc lo1 ich cia KH 1én trén, ho cho
KH nhan sinh quan, gia tri quan va lam cho KH cam dong, do 1a dinh cao cua
ban hang. Soai thuong ban hang ma k hé ban hang.

Khi hoc quang ba 1a chiing ta & cap do soai, ban ma k ban, ngudi soai 1a nguoi
k ¢6 voi, chi hoan thanh 1% 1a ban hang théi, khoi goi duoc, con nhitng budi
gip tiép theo thi khoi goi thém 3-5-10% dé ho thém mong mudn, con khi gip
t&i 10 1an thi hoan thanh 80%, va nhéc di nhic lai hoai t&i khi ma ho hoan

thanh viéc ban hang. Nhitng nguo1 nay goi la Soai — Nha Quang Ba.

D6 1a 1y do tai sao thich khoa Quang B4 ciia thay Son, vi 6 trong mdi truong
duoc hoc thém nhitng bai hoc gia tri.

Ai dang quan tri doi ngii ban hang hay kinh doanh thi can phai c6 da Binh —
Tudéng — Soai, chi k thé toan binh hay toan Soai.

% RO1 minh nang cap ho dan Ién.



Thuong 1a minh phai dit muc tiéu cao hon ning luc ctia m tir 1,5 dén 2%.
Béi vi néu m dit muc tiéu thép thi khi thanh rdi n6 s& tru roi hoai r6i diét.

Nén cac du an, DN thuong 1a muc tiéu cao.

BUOI 4: Cac budc can lam dé 1én 1 bo ngan sach cho doanh nghiép/du an



