BAN B0 NHIET 30 0 - NHOM 3 - VAN HANH

3

1 )

Sa&n xudt, cung ing, giao hang

Minh cé lam ra va giao ding thi dé@ bdn, ding han, ding chét lugng, va Chua di théng tin
du st khi khdch tang gép déi khong?

La gi? Visao can?

O nay néi vé phdn lam ra va giao sén phdm, dich Bdn gidi ma giao tré, giao sai thi tién qudng cdo
vu: nguyén vat liéu, nha cung cdp, gia cong ngodii,  bién thanh tién mat khdach. Cong sudt 1& tran
cong sudt (mdy, ghé, gid ngusi), lich lam viéc, thdi  doanh thu: hét ghé, hét mdy, hét gid ngudi thi cé
gian chd va giao hang. V&i nganh dich vu nhu khdch cling khéng bdn thém dudc. Phu thuéc mot

phong khdm, “s@n xudt” chinh I& ghé& nha, gid bdc  nhd cung cdp mda khéng cé phusng dn du phong la
si, vat tu, labo, khau vé khudn dung cu va lich hen.  rii ro dit gdy. Khi ma diém mdi, cung Ung chua
Céu hoi cot 18i: chS ndo sé tdc trude khi khdch chudn sé& lam chdt lugng méi nci mét kidu.

tdng?

Ddu hiéu 6 nay dang néng

e Hét hang, hét vat tu mdi biét; ddt hang theo tri nhé clia mét ngudi.

e Gid cao diém khdch phai chd lau hodc hen rdt xa, trong khi gid thdp diém bé trong.

e Hdang gia céng ngodi hay tré hodic phailam lai, nhung khéng ai d&m bao nhiéu lan.
e Khoéng ai trd I16i dugc “khdach tang 30% thi vudng & ddu trudc”.

Lam thé nao?

Do cong sudt dang cé
Tinh téng gid mdy, ghé&, ngudi lam co trong tudn va sd gid dé dung. Chia theo khung gid dé thay
ché day, ché tréng.

Tinh céng sudt can

TU muc tiéu doanh thu suy ra sé ca tiing loai, nhan vai thai gian trung binh méi logi ca. So véi céng
sudt dang cé dé biét thiéu hay thira. Khong suy tir doanh thu binh quan khi chua biét co cdu dich
vu.

Lap danh muc vat tu chinh
M&i vat tu ghi: nha cung cdip, mic ton téi thiéu, lugng d&t méi lan, ngudi dét. Mén quan trong nén
cé it nhat hai nguén.

Do déi tac gia cong
V&ilabo, xudng ngodi: ghi ngdy gli, ngdly nhan, cé phéi lam lai khéng. M&i quy xem Iai d6i tdc ndo
ddng han, déi tdc ndo hay 16i.

Po thgi gian chas
Hai con s6: tir lic khdch d&t dén ngdly dudc phuc vu, vé tir lic khdch dén dén lic dudc phuc vu.
Khdch nhé thgi gian cha [du hon nhé [8i chado.
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@ Timnat thét va gs
M&i 1an chi g8 mot ché tdc nhat: thém ca, d&i viéc sang gid thdp diém, chudn hod thdi gian tiing
logi ca, hodic d8i déi tdc.

Thang ch6|'m1—5 VIEN PAM = MUC CUA LACA DENTAL

- Khéng theo ddi vat tu, cong sudt hay thdi gian chd; thiéu déu chay dé.

Cht ném trong ddu nha cung cdp, tdn kho, lich Iam; ddt hang tuy hing; khéng do
thai gian cha hay ty [é lam lqi.

C6 danh muc vat tu, mic ton téi thidu, ngudi ddt; lich hen hodc lich sdn xudt ndm
3 trén phdn mém; cé hop ddng véi nhd cung cdp chinh; nhung chi vén phdi xt ly méi
khi tré, thiéu.

Do hding tudn ty 1é Idp ddy céng sudt, thdi gian chd, ty 1& lam lai, thdi gian giao cla
ddi tdc; cé nha cung cdp du phong; quén ly tu diéu phéi, chd chi xem sé.

Céng sudt dudc ké hoach trudc theo muc tiéu; cung ting cé dinh miic chudn, mua
- tdp trung dudc khi cé nhiéu diém; diém mdéi dung chung bd nha cung céip va dinh
mdc ti ngdy dau.

Tu kiém tra nhanh

Anh chi biét ty 18 18p day céng sudt theo tiing khung gid trong tuan khéng?

MG&i vat tu chinh cé mic ton t8i thiu va ngudi chiu trdch nhiém dét khong?

Cdc mén quan trong cé it nhat hai ngudn cung khéng?

Anh chi cé sé th&i gian giao va ty 1& lam lai clia tiing d6i tdc gia cong khéng?
Anh chi biét khdch trung binh chd bao 1au, cé khi ddt lich 1&n khi dén noi, khéng?
Anh chi néi dugc chd ndo sé tdc ddu tién néu khdch téing 30% khong?

Vidu

'd N
LACA Dental (case mdau)

O nay chua chdm vi chua di théng tin. Dif liéu hién cé cho thdy vai tin hiéu: phong khdm cé phén
mém quadn ly va lich hen tdi khdm 4-6 thdng; cr 4 khdch mdi thi 1 ngusi dén sau 6 gid téi, tic khung

t6i c6 thé 1 nai tdc trude. K& hoach ddt mé hinh méu 4-6 ghé méi co s3, nhdc phdi hdp labo, nha
cung cdp va tu nhdn cung tng dich vu y té 1& r&io cdn cao. Nhung chua cé sé ghé dang chay, gid ghé

da dung, thai gian chd, thdi gian giao va ty 1& lam lgi ctia labo. Cén cdc s6 dé mdi chdm dudc.
\§ J

Vi du minh hoa: xudng banh trung thu

Mua cao diém, xudng nhdn don theo cdm gidc rdi thi€u cong sudt 16, phdi giao tré cho khdch si.
N&m sau, cht do ndng sudt méi mé, sé mé méi ca (minh hoa), tinh ra trdn don méi ngdy va chi nhan
don trong tran dé. Bot, nhan, hop cé mic ton t6i thiéu va hai nha cung cdp. Don giao tré gidm,
xudng chi ddng ma thém ca tir sém thay vi chay theo su cé.
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Vi du minh hoa: ctra hang stra dién thoai

Khdch hay phan nan “hen chiéu I8y ma t6i chua xong”. Cha ghi gid nhdn mdy, gi& trd mdy cho tiing
ca va thdy chd linh kién chiém phéan 18n thai gian. Clra hang gitr ton t8i thiéu cho 10 loai linh kién thay
nhiéu nhdt, thém mdt nha cung cdp du phong, va bdo khdch gid tréd theo béng thai gian chudn ting
loai 16i. Thai gian trd mdy dudc do hdng tudn.

LACA Dental - 90 ngay & 6 nay

4 N
HIEN TRANG

Chua &0 thong tin dé chdm. Cé phdn mém quén ly, lich hen tdi khdm 4-6 thdng; clt 4 khdch mdi thi
1ngudi dén sau 6 gid t6i. K& hoach cé mé hinh méu 4-6 ghé méi ¢6 sé va nhéc chudn hod chét

luong vat lidu, thdi gian giao nhan véi labo, nhung chua cé sé do 8 ca sé dang chay.

KHOANG TRONG

Cén thu thap dé cham: (1) s6 ghé dang chay, gid ma& ciia, gis ghé da dung theo khung gid, nhat la
sau 18 gi&; (2) thsi gian chd tirluc dat lich dén ngdy hen va tirldc dén dén lic vao ghé; (3) danh
sdch labo, thdi gian giao, ty 1& phdi lam lai; (4) vat tu chinh, nha cung céip, mic tdn t8i thiéu, ngudi
dat; (5) cong sudt khau vé khudn dung cu.

VIEC TRONG 90 NGAY

e Chl phong khdm Idy co cdu dich vu that thang 9/2026, tinh sé gid ghé can va so véi sé gis ghé
dang co - truéc 01/11/2026.

e L& tan trudng xudt ti phadn mém ty & ldp ddy ghé theo khung gid trong 4 tuan, tdch riéng khung
sau 18 gig, va thai gian chd trung binh - truéc 10/11/2026.

e Phu td trudng Iap bang labo va vat tu chinh: nhd cung cdp, thdi gian giao, ty 1& [dm lai 3 thdng
gan nhat, muc ton tdi thidu, ngudi ddt - trudc 10/12/2026.

e Chi phong khdm kiém tra géi chdm séc dinh ky (6 2.2) khéng lam ket ghé khung t8i trudc khi hia
gitr ché cho khdch goéi - trudc 13/11/2026.

Tir“chua di théng tin” sang c6 diém chdm that bdng 4 con s6: gid ghé ¢ va dung, ty 1& ldp

day theo khung gid, th&i gian chd, ty 1& lam lai ctia labo. Ddu hiéu: chii phong khdm néi dudc

chd nao sé tdc ddu tién néu khdch téng.

. J

Checklist trién khai

Dé&m s6 ghé&, mdy, gid ngudi lam cé trong tudn.

Xudit ty 1& |8p ddy theo khung gi& trong 4 tudn.

Ghi thgi gian trung binh cta ting logi ca chinh.

Lap danh muc vat tu chinh véi mic ton téi thi€u va ngudi ddt.
Cé it nhat hai nguén cho cdc vat tu quan trong.

Ldap s6 theo ddi ddi tdc gia cdng: ngdy gti, ngdy nhan, lam lai.

Do thdi gian ch& khi d&t lich va khi dén nai.

O 0000000

Chon mét nit that dé g& trong quy ndy.
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Chi sd do
cHi sb

Ty I& 1dp ddy cong sudt

Thgai gian cho
Ty lé giao diing han ctia ddi
tac

Ty 1& lam lai

S6 lan thiéu vat tu

Al va tu dong hoa
VIEC
Phan tich lich hen theo
khung gic

Canh bdo ton vat tu thdp

Theo dbi ddi tdc gia céng

Du bdo nhu cau vat tu

Sai lam hay gap

CACH DO

THE NAO LA TOT

GiG dda dung + giG cd, theo khung gid vatheo  Khéng cé khung ndo thudng xuyén

tuan.

qud tai trong khi khung khdac bé
tréng nhiéu; ngudng cu thé tu ddt
sau 4 tuan do.

S8 ngay tif lic dét dén ngaly dugc phuc vu; s8  On dinh hodic giam; c6 cam két nai

phat ti ltc dén dén lic duge phuc vu. bd va do dugc viéc gilr cam két.

S6 1an giao dung hen + t8ng s6 1an giao, theo  Tdng dan; d6i tdc thap kéo dai thi

tiing déi téc. c6 phuong dn thay.

SG ca, s6 s&n phdm phailam lai + téng s6 Gidm ddan; méi lan lam lgi cé ghi
cung loai. nguyén nhdn.

DEm s6 1an phai hodn hodic ddi viéc vi thiéu Tiéntai 0.

v@t tu trong thdang.

CONG CU

File xudt ti phén mém
quadn ly nganh + Google
Sheets + Claude

Lark Base hodc Google
Sheets + n8n

Lark Base (biéu méu)

Claude hodc ChatGPT +
dirliéu 6-12 thdng

AI LAM - NGUOI LAM

Al tinh ty & 18p ddy, chira khung qud tai, khung tréng.
Ngusi quyét thém ca hay ddi viéc. Bé tén khdch trudce khi
dua dirliéu vao Al.

Khi ton cham murc t3i thiéu, hé théng nhdn ngusi déit qua
Zalo. Ngugi ddt hang va ghi ngay nhdn.

Phu td nhdp ngay gui, ngay nhén, lam lai hay khéng ngay
trén dién thoai. Hé théng tu tinh ty 1& ding han; chii xem
md&i thang.

Al uéc lugng nhu cdu theo mua va theo s6 ca du kién.
Ngudi kiém lai v&i kinh nghiém thuc té trudc khi dat.

e M4 thém gid, thém ghé, thém mdy trudc khi do 18p dday: thudng ché thiéu la xép lich chir khéng phdi

thiéu ché.

e Chidung mdt nha cung cép cho mén quan trong: cé it nhat mét ngudn du phong da thir chat lugng.

e Tinh céng sudt bdng doanh thu binh quan: phdi tinh bdng sé ca va thai gian ting logi ca.

e Quén cdc khau hé trg (vo khudn, chudn bi, don dep) khi tinh cong sudt: khau nhd ciing cé thé la nut

thét.

Khai niém 96'0 TRUY VE

KHAI NIEM

Ly thuyét rang budc (nut
thdt quyét dinh san lugng)
CO NGUON

NGUON NGUYEN BAN

NGUON GOC

CAS DUNG THE NAOD

Eliyahu M. Goldratt (cling Jeff Cox) - The ~ G&c cla y “md&i 1an chi g8 mot chd tdc

Goal - 1984
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nhdt” va cau hdi “khdch tdng 30% thi
tdc & dau trude”.
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https://en.wikipedia.org/wiki/The_Goal_(novel)
https://en.wikipedia.org/wiki/The_Goal_(novel)

KHAT NIEM NGUON GOC CAS DUNG THE NAO

DPdt hang cé hé thang (lugng  Ford W. Harris - “How Many Parts to Make ~ CAS chi gili tinh than: mé&i vat tu cé
dat kinh té - EOQ) at Once”, Factory, The Magazine of mrc t6n t&i thidu, lugng ddt dinh sdn va
cO NGUON Management - 1913 ngudi dat; khong dung céng thic EOQ
cho doanh nghiép nhé.

Quy d8i cdng sudt phong CAS Automation - Ban dé nhiét 30 6 - Cdch do cong sudt bding gid ghé, thaoi
khdm ra gis ghé va bo cau Doanh nghiép 2030 - 2026 gian chg, ty 1&é lam lqi labo va 5 nhém
héi thu thdp théng tin thong tin cdn thu la quy udc CAS dé
chd&m 6 3.1 cho nganh nha khoa.

O lién quan
3.2 Con ngudi - 3.3 Quy trinh, hé théng hod - 2.1 Danh muc sén phdm - 4.3 Chi phi, ngén sdch - 5.1 M&
rong doanh nghiép

Tai liéu la ggi y qudn tri, khdng phdi tu véin phdp ly, thué hay y khoa. S6 liéu minh hoa dé dudgce ghi ré. Trude khi dp dung cdc ndi dung vé
phdp ly, thué€, qudng cdo dich vu y t&, hdy d&i chiéu van bdn hién hanh va hdi luat su, ké todn.
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