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Chi phi, ngan sach

M&i dbng chira cé dudc 1én ké hoach trudc, cé gidi han, v cé dem laqi

Igi ich do dugc khéng?

QUAN LY TAI CHINH

-
-

LACA DENTAL
Chua dui théng tin

Lagi?

Chi phi chia hai logi: ¢6 dinh (mdt bdng, luong cé
dinh, kh&u hao, phdn mém — khéng ddi theo s6
khdch) va bién d8i (vat tu, labo, hoa héng, phi
thanh todn — té&ng theo sé don, s6 ca). Ngan sdch
l& ké hoach chi cho tiing nhém theo thdng, quy,
kém mrc trdn va ngudi duyét. O nay gém cd ngdn
sdch tim khdch: m&i kénh tn bao nhiéu dé cé mot
khdch méi va mic t6i da duge phép chi.

Ddu hiéu 6 nay dang néng

Vi sao can?

Chi phi thudng tdng Idng 1&: thém mdt nguGi, mot
phdn mém, mét kénh quang cdo, méi thir nhd
nhung cdng lai dn hét 1&i. Khdng c6 ngén sdch thi
khoéng biét chi nhu vay 1 nhiéu hay it. Chi quang
cdo khi chua biét mét khdch ddng gid bao nhiéu l&
dét tién mu. Khi mé ¢ s8 mai, ngén séch cla co
s& mdu 1 cdn ¢ chinh dé du todn vén va thai gian
hod vén.

e Chl duyét moi khodn chi bdng miéng, khéng ai biét thang ndy dé& chi bao nhiéu cho tiing nhém.

e Chiphi tdng nhanh han doanh thu ma cuéi ndm mdi phat hién.

e Dang chay qudng cdo nhung khéng biét mé&i kénh dem vé bao nhiéu khdch dé mua, da diéu tri.

e Mudn gidm chi phi thi cét quéng cdo, ddo tao trudc, trong khi khodn ldng phi l6n ndm & ché khéc.

Lam thé nao?
Lap bang chi phi 3 thang

Ldy tU sao ké va chiing tur, chia thanh ¢é dinh va bién déi. M&i khodn ghi ré ai phu trdch, tré ngay

ndo.

Tinh ty 1é trén doanh thu

M&i nhém chi (Iluong, mdt bding, vat tu/labo, marketing, quan ly) chia cho doanh thu. Day la bo
khung d€ so thdng ndy vdéi thang trudc, cd s3 nay vdéi cd sé khdc.

Ra lai tirs6 0 cac khodn khéng bdt budc

V4i tiing khodn, hdi: néu hdm nay chua cé, minh ¢é mua khéng, Igi ich do bdng gi? Khodn khéng trd

IGi dugc thi diing thir mét thang.

bat ngan sach va quy dinh duyét chi

Ngén sdch thdang cho tiing nhédm; t8ng chi khéng téng nhanh hon doanh thu. Duyét chi 3 mic: dudi
muc A trudng bd phan duyét, tir A dén B quan ly duyét, trén B chd duyét.

Tinh chi phi c6 mét khach theo kénh

Tién chi cho ké&nh = s& khdch ma&i d& mua hodic da diéu tri tirkénh dé. So vdi lai gép mdt khdch

mang lgi trong 2-3 ndm dé chat muc trdn chi.

Hop chi phi méi thang

30-60 phut: so thuc té vSi ngdn sdch, gidi thich khodn vugt, chon mét khodn stra trong thdng sau.
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Thang cham 1-5 vz DAM = MUC CUA LACA DENTAL

. Chi khi c&n, khéng c6 danh sdch chi phi. Khéng phan biét c8 dinh va bién déi.

Biét vai khodn 16n (mdt bding, lusng) nhung khong cé ngdn sdch. Qudng cdo chi
theo cdm gidc; chl duyét moi khodn bdng miéng.

C6 bang chi phi thdng chia ¢& dinh - bién d6i, c6 ngdn sdch theo nhédm va quy dinh
3 duyét chi viét ra; m&i thdng so thuc té véi ngan sdch. Chi vén phai tu gidi thich
phan I6n chénh l&ch.

M&i bd phan tu quén ngdn sdch ctia minh; biét chi phi cé mét khdch theo ting kénh
va c6 tran chi; ty 1é chi phi trén doanh thu gidm dén. Chi chi duyét ngoai 1é.

. Cé ngdn sdch chudn cho mdt ¢o s6 méu, diing ngay cho cd s mdi; mua tdp trung
dé gidm gid von; ra chi phi theo quy thanh nép, khdng cén chid nhdc.

Tu kiém tra nhanh

Cé danh sdch chi phi ¢ dinh héing thdng véi téng tién cu thé?
Anh chi biét ty 18 lucng trén doanh thu clia 3 thdng gén nhat?
C6 ngdn sdch viét ra cho thang ndy?

Cé quy dinh ai dugc duyét khodn chi bao nhiéu?

Anh chj biét chi phi dé cé mdt khdch mai & tiing kénh dang chi tién?

00000

Trong 3 thdng qua, chi phi cé tdng chdm hon doanh thu?

Vidu
( N\
LACA Dental (case mau)

K& hoach LACA dinh diing Google, Facebook, TikTok, YouTube va tu ghi l& can kiém chiing chi phi
m&i khdch tiém néng, chi phi m&i bénh nhan méi — nhung chua cé s kénh ndo ra bao nhiéu khdéch,
cling chua cé danh sdch chi phi ¢é dinh. M6 hinh mdu mot co s& can 12-19 ngudi (3-5 bdc si, 6-9
phu td, 3-5 1€ tan/CSKH), nén luong gén nhu chdc chdn 1 khodn chi lén nhét. Boc st gidm tir 112
xudng 54 ngusi trong khi onlay tdng, nén chi phi labo, vat tu cling ddi theo. 627 ngudi da quay lai tur
6 budi trd 1&én cho thdly mdt khdch & lai ddng gid hon nhiéu so véi mot 1an 1y véi. O 4.3 chua di

thong tin &€ cham.

Vi du minh hoa: spa cham séc da

Spa chi 50 triéu/thdng cho qudng cdo (minh hoa), chia déu hai kénh. Kénh A 25 triéu ra 50 khdch
mdi dd mua liéu trinh — 500.000d/khdch; kénh B 25 triéu ra 20 khdch - 1.250.000d/khdch. Lai
g6p binh quain mét khdch trong 12 thang 11,5 triéu, chl ddit tran chi 500.000d/khdch (mdt phén
ba 1&i gép). Thdng sau spa dén tién sang kénh A, slra ndi dung kénh B trudc khi chi tiép.
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Vi du minh hoa: qudn dn gia dinh

Qudn doanh thu 400 triéu/thdng (minh hoa), ngdn sdch nguyén liéu 35% = 140 triéu. M6t thdng
nguyén liéu lén 42% = 168 triéu, vugt 28 triéu. Rd lai thay bép d&t hang du, d6 héng nhiéu, dinh
lugng khéng déu. Quadn viét dinh lugng chudn cho titng mén va ddt hang theo s6 bdn du kién. Néu dé
nguyén, muc vugt 28 triéu/thdang tuong duong 336 triéu/ndm.

LACA Dental - 90 ngay & 6 nay

4 N
HIEN TRANG

Chua cé danh sdch chi phi ¢é dinh, chua c6 ngén sdch thdng, chua cé sé khdch theo tiing k&nh. K&
hoach liét ké nhiéu kénh tra tién (Google, Facebook, TikTok, YouTube) va md hinh nhan sy méu 12-

19 ngudi méi cd s8, nhung chua cé sé tién di kem.

KHOANG TRONG
Khéng biét m&i nhdm chi chiém bao nhiéu phdn doanh thu va khéng biét mét khdch méi ddang gid
bao nhiéu, nén chua thé ddt ngdn sdch quang cdo hay du todn chi phi cho c6 s thi hai.

VIEC TRONG 90 NGAY

e K& todn, trudc 01/11/2026: Iap bang chi phi thdng 7, 8, 9/2026 chia ¢& dinh - bién d&i, tinh ty 1&
tiing nhém trén doanh thu (dung chung sé véi 6 4.1).

e L& tan, bdt ddu ngay tudn nay: hdi va ghi ngudn ctia moi khdch mai vaio phdn mém quan ly ("anh
chi biét phong khdm qua dau?").

e Chl phong khdm, trudc 22/11/2026: loc doanh thu tlr 2024 t&i nay clia nhém 627 khdach quay lai
tUr 6 budi, tinh I&i gép binh quan mdt khdch trong 3 ndm va chét mie chi tdi da cho mét khach
mdi — trudce khi chi thém tién qudng cdo.

e Chl phong khdm + k& todn, trudc 10/12/2026: viét quy dinh duyét chi 3 mic va ngdn sdch quy
1/2027.

e Nhdém diéu hainh, méi thang: hop chi phi 45 phut, chon mét khodn sia.

T "chua &G thong tin” 1én mic 3: cé bang chi phi ¢ dinh - bién ddi 3 thang, ngén sach quy

1/2027 viét ra, quy dinh duyét chi dang ding, v mét con s6 tran chi cho mét khach méi ddan

canh béng chi sé.

. J

Checklist trién khai
Béng chi phi 3 thdng gdn nhét, chia ¢é dinh - bién déi.

Ty |é tung nhém chi trén doanh thu.

Danh sdch khodn chi dinh ky (phdn mém, thué bao) dé rd lai.
Ngdn sdch thang/quy cho tiing nhdm chi.

Quy dinh duyét chi theo murc tién.

Ghinguén cho 100% khdch méi.

Chi phi cé mot khdch theo tiing kénh.

Tran chi t6i da cho mét khdch mdi.

O 00000 0oa0o

Lich hop chi phi hdng thang.
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Chisé do

CHI sb CACH DO THE NAO LA TOT

Téng chi phi trén doanh thu Téng chi phi + doanh thu thang Gidm ddn, hodic gitr 8n dinh khi
doanh thu tdng

Toc d6 tang chi phi so véi % tdng chi phi so v8i % tdng doanh thu, theo  Chi phi tdng chdm hon doanh thu

doanh thu quy

Ty 1& ludng trén doanh thu Téng luong, thudng, bdo hiém + doanh thu Tu d§t tir sé 3 thang ddu; theo doi
xu hudng, khéng so cuiing vai noi
khdc

Chi phi c6 mét khach méi theo Tién chi cho kénh + s& khdch méi dd mua/dd  Dudi trdn chi téi da dd chot
kénh diéu tri tirkénh dé

Chénh léch so véi ngdn sdch (Thuc chi - ngdn sdch) + ngdn sdch, theo Trong khodng +5-10%; vugt phdi co
nhém gidi thich

Al va tu dong hoa

VIEC cONG CU AI LAM - NGUOI LAM

Phan loqi chi phi tu dong SePay/Casso + Google Gé&n nhéan khodn chi theo nodi dung chuyén khodn; k& todn
Sheets stta nhén sai va b sung danh sdch tirkhod.

Ra khodn chi dinh ky Claude/ChatGPT Dua danh sdch sao ké dd che thong tin nhay cdm, Al liét

ké cdc khodn I&p lai v& ggi y cau hdi "cé cén khéng”; chd
quyét dinh giilr hay bd.

Theo déi ngudn khach Phan mém qudn ly/CRM +  Hé thdng ghi ngudn tu déng cho khdch ddt lich online; 1€
md ngudn gén trén link tan hdi va ghi cho khdch goi dién hodc dén truc tiép.
qudng cdo

Bdo cdo ngdn sach thang Lark Base hodic Google Tu téng hgp thuc chi so véingdn sdch, glii Zalo cho chi
Sheets + n8n ngdy 5 hding thdng; ngudi phu trdch tiing nhém gidi thich
phén vugt.
Sai lam hay gap

e Gidm chi phi bdng cdch cdt hét quang cdo, ddo tao — hdy cdt khodn khdng do dudgc Igi ich, gilr
khodn dang dem vé khdch ¢4 14i.

e Tinh chiphi cé khdch trén sé ngudi hdi thay vi s6 ngudi d& mua — chi dém khdach dé diéu tri, dé thanh
todn.

e Ld&p ngdn sdch xong cdt ngén kéo — méi thdng phdi so thuc té véi ngén sdch.

e Quén chi phi @n ctia mot kénh (gid nhan vién trd 18i tin nhdn, qud tdng, hoa héng) — cdng du rdi mdi
so sdnh kénh.

Khai niém 96C TRUY VE NGUON NGUYEN BAN

KHAI NIEM NGUON GOC CAS DUNG THE NAO
Ngdn sach tirsé 0 (ra lai Peter A. Pyhrr - "Zero-Base Budgeting”, CAS rat gon thanh mét céu hdi cho
tirng khodan nhu chua timng Harvard Business Review (11-12/1970) - timg khodn khong bét budc: "néu hém
co) 1970; phdt trién khi lam quan ly tai Texas nay chua cd, minh c6 mua khéng?”

C6 NGUON Instruments
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KHAI NIEM

Phéan bé chi phi chung theo
hoat dong
CO NGUON

Ty Ié gid tri khach tron dgi /
chi phi cé khach khodang 3:1
CAN KIEM CHUNG

Duyét chi 3 mitc va trdn chi
cho mét khach mgi

O lién quan

NGUON GOC

Robin Cooper & Robert S. Kaplan -
"Measure Costs Right: Make the Right
Decisions”, Harvard Business Review -
1988

Quy tdc kinh nghiém ctia ngainh phdn mém
thué bao, thudng dugc cho la phd bién qua
cdc badi viét vé chi s6 SaaS clia David Skok;
chua xdc dinh dudgc ndm va téec phdm gdc,
khong phdi két qua nghién ctu

Cdch lam do CAS ddt cho tai liéu nay

CAS DUNG THE NAO

CAS ggiy chia chi phi chung theo giG
ghé, gid thg dé biét chi phi that clia
tung dich vu.

CAS chi duing nhu diém khdi dau dé dat
trdn chi; m&i doanh nghiép tu chét theo
1&i gop that.

Gilp cht giao quyén chi cé gidi han va
ngting chi quang cdo khi chua biét mét
khdch ddang gid bao nhiéu.

4.1L4il6, biénIgi nhuén - 4.2 Dong tién, cdng ng - 1.2 Tao khdch tiém ndng - 3.2 Con ngudi - 5.1 M&

rong doanh nghiép

Tai liéu l& ggi y qudn tri, khdng phdi tu véin phdp ly, thué hay y khoa. Sé liéu minh hoa dé dudc ghi ré. Trudc khi dp dung cdc nédi dung vé

phdp ly, thué, quéng cdo dich vu y t&, héy d&i chiéu van bdn hién hanh va héi luat su, ké todn.

Ban d6 nhiét 30 6 - 4.3 Chi phi, ngan sach - CAS Doanh nghiép 2030

Trang 5/5


https://www.iveypublishing.ca/s/product/measure-costs-right-make-the-right-decisions/01t5c00000CwWzrAAF
https://www.iveypublishing.ca/s/product/measure-costs-right-make-the-right-decisions/01t5c00000CwWzrAAF
https://www.iveypublishing.ca/s/product/measure-costs-right-make-the-right-decisions/01t5c00000CwWzrAAF
https://www.iveypublishing.ca/s/product/measure-costs-right-make-the-right-decisions/01t5c00000CwWzrAAF
https://www.feinternational.com/blog/ltv-to-cac-ratio-what-benchmark-do-buyers-expect
https://www.feinternational.com/blog/ltv-to-cac-ratio-what-benchmark-do-buyers-expect
https://www.feinternational.com/blog/ltv-to-cac-ratio-what-benchmark-do-buyers-expect
https://www.feinternational.com/blog/ltv-to-cac-ratio-what-benchmark-do-buyers-expect
https://www.feinternational.com/blog/ltv-to-cac-ratio-what-benchmark-do-buyers-expect

