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4.1

L&i 16, bién Igi nhuén

Thdng trudc 1&i hay 16 bao nhiéu, mén ndo dé ra ldi, va bdn bao nhiéu

mdi hod von?

QUAN LY TAI CHINH

CJ
-

LACA DENTAL
Chua dui théng tin

Lagi?

O nay do phan tién that su con lai sau khi trir hét
chi phi. Cé ba I8p cdn nhin: 1&i gép tiing mén (gid
bdn trir chi phi truc tiép nhu vat tu, labo, hoa
hdng, thu lao theo ca); 1&i hoat déng (t6ng 1&i gép
trir chi phi c6 dinh nhu mdt béng, lusng cé dinh,
khdu hao); vér 1&i rong sau I&i vay, thué. Bién Igi
nhudn l& 1&i chia cho doanh thu: 100 déng bdén ra
gilr lai dugc may déng. Doanh thu hod vén la mic
bdn t8i thi€u méi thdng dé khong 16.

Ddu hiéu 6 nay dang néng

Vi sao can?

Doanh thu cao chua chdc ¢é 18i. Nhiéu chd chi biét
18i 16 khi cudi ndm ké todn lam bdo cdo thué, lic
dé dd qud mudn dé stra gid hay bd moén 6. Khéng
biét 1ai gop tirng maén thi rdt dé dén siic bdan ding
mon it 1&i nhdt. Moi ké hoach mé réng, vay vén, goi
vén déu diing trén con s6 bién Igi nhudn: sai bién &
sai ca ké hoach.

e Hoi "thdng trudc 1ai bao nhiéu” thi chl mé app ngdn hang xem s du, hodc trd I8i "chéc ciing dugc”.

e Gid bdn ddt theo ddi thi hodic theo cdm gidc, chua ting trir da vat tu, labo, hoa héng, phi cd thé va

thai gian lam.

e Doanh thu ndm nay tdng nhung cudi ndm khéng thdy du thém déng ndo.

e K& hoach cé cd muc tiéu Igi nhudn |1&n bién Igi nhudin, nhung nhan thir thi hai con s6 khéng khdp nhau.

Lam thé nao?
Gom sd 3 thdng gdn nhat

Ldy doanh thu theo tiing mén tir phdn mém, chi phi tir sao ké& vé chimng tir. Thiéu s6 thi ghi tam, t6

vang, khéng chd hoan hdo.

Tinh lai gép tirng mon

L&i gép = gid bdn - chi phi truc tiép (vat tu, labo, hoa héng, thi lao theo ca, phi thanh todn). Mén

chua cé s6 that thi dién muc chi phi x&u nhét.

Liét ké chi phi cé dinh

Mdt bding, luong cd dinh (ké ca luong ctia chi), khdu hao, phdn mém, 1di vay. Khong tinh luong chii

thi 1ai trén gidy bi thdi phdng.

Tinh Iai thang va diém hoda véon

Lé&i hoat dong = t8ng 18i gép - chi phi ¢ dinh. Doanh thu hod vén = chi phi ¢d dinh + ty & 1&i gop
binh quéan. Vi du (minh hoa): chi phi ¢8 dinh 400 triéu, ty & 18i gép 50% - can 800 triéu/thdng, tic

khodng 30,8 triéu méi ngdy néu lam 26 ngay.

Xép mén dé - vang - xanh

Xép theo tng 1di gép va ldi gép méi gid ctia ngudn luc ddt nhat (gis ghé, gid thg, gid mdy). Mén
dd: slra gid, stta chi phi hodc théi chd dong chao.
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@ ongbang héng thang
Xong trudc ngdy 10 thdang sau, khdp s6 ké todn. M&i thdng chon mot quyét dinh tir bdng.

Thang Ch6m1—5 VIEN BAM = MUC CUA LACA DENTAL

. Khéng biét thang trudc 1ai hay 16. Podn bdng s6 du tai khodn hodic cdm gidc "thdng
nay dong khdch".

Biét doanh thu tif phdn mém hodic s6 bdn; Idi chi tinh nhdm, hodic cudi ndm mdi biét
qua bdo cdo thué. Chua cé Idi gép ting mén, chua biét diém hod von.

C6 béng 16i 16 thang viét ra, déng trudc ngdy 10 thdng sau, it nhat 3 thang lién. Cé
3 18i gép cdc mén chinh va doanh thu hod vén. Chii vén phdi tu tdng hgp hodic ngdi
kém k& todn.

K& todn hodic qudn ly tu déng béng ding han; cé 1di theo mén, theo kénh, theo
ngudi lam; cé ngudng canh bdo khi bién gidm. Chi chi doc bang va ra quyét dinh.

MG&i cd s3 c6 bdng 1di 16 riéng cing mot méu, so sdnh dudce véi nhau; bién 8n dinh
. nhiéu quy. Gid, khuy&n mai, m& mai déu quyét dinh tir badng; méu bdo cdo chay ngay
tirngdy déu 3 ca sd mdi.

Tu kiém tra nhanh
Anh chi néi dugc con sé 1di (khéng phdi doanh thu) clia tiing thdng trong 3 thdng gén nhét?

Anh chi biét trong 5 mén bdn nhiéu nhét, mén ndo 1di gép cao nhat, mén ndo thdp nhat?

Anh chi biét méi thdng phéi dat bao nhiéu doanh thu méi hod vén?

O
O
) Gid bdn tiing mén dé trir dG chi phi truc tiép, ké cd hoa hdng va phi thanh todn?
O
) Ludng cla chinh chii d&@ ndm trong chi phi cé dinh?

O

Bdang 1ai 16 thdng trudc da xong trudc ngay 10 thang nay?

Vidu

p
LACA Dental (case mdau)
LACA c6 s6 khdch rat rd theo timg dich vu (onlay, inlay 20 — 105 - 119 ngudi; 814 ngudi lay voi
trong 9 thdng 2026) nhung chua cé doanh thu, chi phi, I&i ciia phong khdm. Hai muc tiéu I6n chua
khép nhau: 25 ty 1&i sau thué chi=4,6% cla 540 ty doanh thu, trong khi ké hoach 18y bién 11,2%
(11,2% clia 540 ty = 60,5 ty). Nguagc lai, néu bién 11,2% la ding thi chi cdn = 223 ty doanh thu la dat
25 ty 18i. Vi vay 6 4.1 dé€ tréng - chua did thong tin - va dudc chon PANH TRUGC: do trong 3 tudn
ddu réi mai chot gid goi chém séc.

N J

Vi du minh hoa: qudn ca phé ban tai quan va qua app giao hang

Mot ly gid 45.000d, nguyén liéu 15.000d (minh hoq). Bdn tai qudn, 1&i gép 30.000d (= 66,7%). Ban
qua app, trir thém phi nén tdng 25% (11.250d) va bao bi 2.000d, Idi gép chi con 16.750d (= 37,2%).
Don app téng, doanh thu té&ng, nhung l&i thdng lai gidm. Qudn dét gid riéng trén app va ddy combo
mang Veé.
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Vi du minh hoa: xudng ndi that g6 lam theo don

Don ti bé&p 60 triéu (minh hoa): g6, phu kién 33 triéu, cong tha 9 triéu, van chuyén I1&p ddt 4 triéu,
sta lai va b&o hanh binh quan 2 triéu - 1&i gép 12 triéu (20%). Chi phi ¢é dinh 150 triéu/thdng, nén
can 12,5 don ¢ ndy mé&i thang mdi hod vén. Chi tiing nghi "dd 10 don Ia 1&i", thuc té dang 16 khodng
30 triéu/thdng. Xudng stta bdng gid va gidm hang phdi sta lai.

LACA Dental - 90 ngay & 6 nay

s

HIEN TRANG

Phong khdm dang chay nhiéu ndm, cé phan mém qudn ly cho ra s khdch theo dich vu rat t6t,
nhung chua cé doanh thu, chi phi, 1&i, s& du tai khodn. Bang gid va chi phi trong k& hoach (18y véi
450 nghin, trdm 650 nghin, tdy 2 triéu, sir 4,5 triéu, chinh nha 40 triéu, implant 25 triéu) déu l& s
gié dinh. Co cdu dich vu dang d6i: boc sif, lam cdu gidm tir 112 xuéng 54 ngudi, trong khi onlay va
nha chu tang.

KHOANG TRONG

Chua ai biét c6 s8 thi nhat 1di bao nhiéu, nén moi con s6 ctia chui 30 co 6 (1,5 ty/ca s3/thdng,
540 ty/n&m, 25 ty I, bién 11,2%) chua c6 ché ding. Hai muc tiéu Igi nhudn va bién trong ké hoach
dang méau thuén nhau.

VIEC TRONG 90 NGAY

e Chl phdong khdm + k& todn, trudc 25/10/2026: doanh thu, chi phi, 1di that thang 7, 8, 9/2026 tu
phdn mém, sao k&, chiing tir; s6 du tai khodn cudi méi thang.

e Chul phong khdm, trudc 01/11/2026: 1Gi gép that clia 6 dich vu trong béng gid dinh (thém onlay vi
dang téng) bdng gid that, vat tu, labo, thu lao theo ca.

e K& todn, trudc 01/11/2026: chi phi c8 dinh thdng (mdt bdng, ludng, khdu hao ghé, mdy, phdn
mém, luong ctia chtl) va doanh thu hod vén, quy ra s6 ca m&i ngdy.

e Chi phong khdm, trudc 10/11/2026 (ngdy 30): viét lai muc tiéu Igi nhudn bdng sé that — gitr 25 ty
va chdp nhén bién = 4,6%, hay giir bién 11,2% v& ndng muc tiéu lén= 60,5 ty — rdi chdt gid goi
cham soc dinh ky.

e K& todn, hdng thang: déng bang thdang 10, 11,12/2026 trudc ngdy 10 thdng sau.

TUu "chua dd théng tin" 1én mirc 3: ¢6 1Gi 16 that thadng 7-9/2026 va 3 thang 10-12/2026 déng
diing han, 1ai gép 7 dich vu chinh, va con s6 "m&i ngdy can N ca méi hoa von" dan & phong

nhan vién.
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Checklist trién khai

MG&i thdng c6 mét quyét dinh ghi lai dua trén bang (stra gid, bd mén, déi cach chao).

() Xudt dugc doanh thu theo thdng, theo tiing mén tir phan mém.
(J Doanh thu phdn mém déa déi chiéu véi sao ké va tién mat.
(J Coé danh sdch chi phi truc tiép cho tiing mén chinh.
(J Cé danh sdch chi phi cé dinh, gém ca luong ctia cha.
(J Datinhlai gop va ty 1é 1Gi gdp ting modn.
() DPa tinh doanh thu hod vén va sé dan/sé ca méi ngay.
(J Bang i 16 thang déng trudc ngay 10.
O
Chisé do
CHI sO CACH DO

Lai rong thang

udgc tinh

Bién lai rong Ldirong + doanh thu

Ty 1 1@i gép tilng mén

Ldi gép méi gid ghé (gis thg,

gié may) mon dé dung

Khodng an toan so véi hoa

von doanh thu that

Al va tu dong hoa

VIEC cONG CU

Gom doanh thu theo tiing Ph&n mém qudn ly nganh +
mon Google Sheets

Phan loai chi phi tir sao ké SePay/Casso + Google

Sheets hodc Lark Base

Tinh 1a@i gép, hoavén, kich  Claude/ChatGPT +

bén gia Google Sheets
Nhdc déng bang thang n8n + Zalo
Sai lam hay gap

Téng 18i gép - chi phi cd dinh - 18i vay - thué

(Gid bdn - chi phi truc ti€p) + gid bdan

L&i gop cliamén = s6 gid ngudn luc ddt nhat

(Doanh thu théat - doanh thu hodi vén) +

AI LAM - NGUOI LAM

THE NAO LA TOT

Dudng, cé s6 3 thdng lién; ngudng
tu dat khi cé sé that

On dinh hodc tdng theo quy; dung
cho moi k& hoach mé réng

Khéng mén ndo Gm; moén dudi binh
qudn phdicé ly do gil

Khi lich kin, uu tién mén cé sé nay
cao

Luén dudng; cang réng cang chiu
dugc thdng véng khdch

Phan mém xudt file theo thdng, Sheets tu cdng theo mén;
ké& todn déi chiéu sao ké trudc khi dung.

Kéo giao dich vé bang, gdn nhdn theo quy tdc; ké todn
duyét khodn la m&i tudn.

Al viét coéng thirc, dung kich bén "néu tdng gid 10%"; chd
quyét dinh gid, khéng giao cho Al.

Tunhdc ngay 3, 7, 10, bdo dé néu chua xong; ké todn chiu

trdch nhiém.

Nhin doanh thu tudng la I&i — méi thdng doc dong 1&i rong trudce, doanh thu sau.

Khéng tinh luong clia chli vao chi phi — ddt cho minh muc ludng thi trudng, néu khéng Idi dang bi théi

phdng.

Chinhin % bién — nhin cé sé tién 1&i gép va thdi gian mén dé chiém ghé, chiém tha.

Bién bang quadn tri thanh "sé thr hai” khdc s8 ké todn — bang ndi bd phdi khdp s6, phdn chénh phdi

gidi thich dugc.
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Khai niém 96C TRUY VE NGUON NGUYEN BAN

KHAI NIEM

Ldi goép (tach chi phi bién déi
khai chi phi cé dinh)
CO NGUON

Piém hod vén va biéu d6 hoa
von
CAN KIEM CHUNG

Ldi gép méi gid ghé (do theo
ngudn luc nit thét)
CO NGUON

Thang chdm 1-5 ciia 6

O lién quan

NGUON GOC

J.N. Harris - "What Did We Earn Last
Month?", N.A.C.A. Bulletin (15/01/1936) -
1936; bai s8m dé xudt tinh gid theo chi phi
truc ti€p (direct costing)

Walter Rautenstrauch (Pai hoc Columbia)
dudgc ghi nhdn la nguai ddt tén "break-even
point” va cung Charles E. Knoeppel phat
trién biéu d6 hod véon; chua truy dugc tdc
phdm va ndm céng bé géc

Eliyahu M. Goldratt (cung Jeff Cox) - The
Goal - 1984; nén téng clia Thuyét Rang
budc (Theory of Constraints)

Phoéng tdc tir Capability Maturity Model -
Watts Humphrey, Software Engineering
Institute (Carnegie Mellon); khung trudng
thanh céng bé trén IEEE Software 1988,
sdch 'Managing the Software Process'
1989

CAS DUNG THE NAO

CAS dung y tudng chi tinh chi phi truc
ti€p vao titng mén dé ra 1di gdp, chi phi
¢6 dinh dé rieng mot dong.

CAS dling céng thiic hodi vén quen
thudc va quy ra sé don/s6 ca méi ngay
dé ca doi nhin thdy.

CAS phdng tdc y tudng "do hiéu qué

trén ngudn luc khan hiém nhat” thanh
chi s6 1&i gép méi gis ghé cho phong
khdam.

CAS mugn y tudng 5 bdc trudng thanh
va tu viét tiéu chi quan sat dugce cho
riéng tiing 6 tai chinh; tiéu chi cu thé la
cla CAS, khong phdi clia CMM.

4.2 Dong tién, cong ng - 4.3 Chi phi, ngan sdch - 4.4 K& todn, bdo cdo - 2.2 Offer, gid, mé hinh doanh
thu- 3.4 Dirliéu, cong nghé - 5.1 M3 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, quang cdo dich vu y t&, hdy déi chiéu van ban hién hanh va hdi ludt su, k& todn.
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