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MdG rong doanh nghiép

Doanh nghiép da du diéu kién bdng s6 dé ma thém ca s8, kénh hay thi Mic 1/5
trudng chua, va nén ma theo cdch nao?

La gi? Visao can?

M4 réng la téing quy mé chinh doanh nghiép minh M3 thém khi co s& déu chua 1&i rd [& nhéan thém cdi
dang lam: thém co s8, thém kénh bdn (daily, 16, vl cd s8 mdi thudng hit cé tién 1dn ngudi cla
online), thém vung, hodic nhugng quyén. O nay co s3 cli. Mot ¢S s8 mdi c6 thé ton hang ty déng
khéng do anh chi muén m& bao nhiéu, ma do cosd  va nhiéu thdng méi hod vén. Co diéu kién viét

hién tai déa lai that chua, dé viét dudge cdch lam bdng s6 tir trudce thi quyét dinh ma hay chua la
chua va co6 ngudi chay thay chua — tic dd cé mét phép tinh, khéng phdi cdm hing.

“mdu” d€ nhan hay chua.

Ddu hiéu 6 nay dang néng

e D&t muc tiéu bdng s6 chi nhdnh, nhung chua biét chinh xdc ¢ s hién tai lai bao nhiéu méi thdang.
e Casd dang chay phu thudc vao chi: chli véing mét tudn I doanh s6 hodc chét lugng tut.

e Da di xem mdt bdng, géip nha déu tu khi chua cé bdo cdo 18i 16 clia ¢o s& ddu.

e Dinh m3 c6 s3 mai dé bu cho doanh s6 dang gidm ctia ¢d s3 cii.

Lam thé nao?

Do ldi that clia co s8 mau
Lap bdo cdo 1ai |6 riéng clia 6 sé hién tai it nhdt 6 thdng: doanh thu, gid vén, luong, mdt bdng,
marketing, chi phi chung.

Viét diéu kién “dugc phép mé”
Mot trang, méi diéu kién mot con s6: 1di t6i thiéu bao nhiéu thdng lién, quy trinh ndo dang dung, ai
quan ly thay chd, vén bao nhiéu, 1y tir déu, bao l1&du hod vén. Chua dat dd thi chua mé.

Chon cach ma it riii ro nhdt
So cdc cdch: tu dau tu co s3 mdi, thém kénh bdn, mé cung déi tdc, nhugng quyén; chon cdch it
vén, it thai gian ctia chl ma vén giit chat lugng. Nhugng quyén cé quy dinh riéng trong Ludt Thuong
mai 2005; nganh y t& thi m&i cd s maéi thudng can gidy phép riéng — kiém tra bdn hién hanh, hai
ludt su.

Pdéng goéi co sé mau
Viét quy trinh cdc vi tri chinh, ca cdu lucng thudng, danh muc thiét bi, tiéu chi chon diém. Thir giao
viéc diéu hanh cho ngudi quén ly 2-4 tuan; ché ndo va thi stta quy trinh ché dé.

Lap ké hoach tién cho ca s3 méi
Du todn vén ddu tu, vén luu dong 6-12 thdng dau va kich ban xdu khi doanh thu chi dat 60% ké
hoach. Ghi rd vén tu cd, vén gép, vén vay va muc vay téi da.
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a M4, do, réi méi mé tiép
M&i co s8 mai c6 16i 16 riéng tir thdng ddu va mdt méc hod vén. Co sé vita mé dat mdc thi méi ma
tiép.

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

M4 réng mai ld mong mudn hodic ké hoach trén gidy; chua cé 1di 16 that clia co sé
B8 nhien tai, chua co diéu kién md béing s6. K& hoach dep ma thidu hai thirnay vénla  taca eima
muc 1.

Da biét 1&i that clia co s hién tai it nhat 3-6 thdng. Cé y vé diéu kién ma rong
nhung con trong dau chd; quy trinh chua viét da; viéc chinh van chi chl lam dugc.

Cé moét trang diéu kién ma rong bdng sé: 1di, vén, ngudn vén, ngudi qudn ly, thai
3 gianhod vén. Co s mdu cé quy trinh viét ra va dang dung. Chd van phdi truc tiép
dung cd s mdi.

Dd ma thém it nhdt mdt ca s3 hodc kénh theo ding bd diéu kién. M&i co s co 16i 16
riéng hdng thdng; cé s tay maé mai; quan ly o sé tu van hanh, chl xem sé.

. M3 mdi thanh quy trinh Idp lai: chon diém, tuyén, ddo tao, khai truong, hod vén
ding ké hoach. Cé thé nhan bdn hodc nhudng quyén ma khéng cdn chli cé mdt.

Tu kiém tra nhanh

(J Anh chicé bdo cdo 1816 riéng clia cd s hién tai it nhdt 6 thdng gdn nhat khéng?

() C6 mét trang diéu kién m& réong, méi diéu kién cé con s6, khéng?

(J Né&u anh chi vdng hai tudn, cd sé hién tai cé gitr dugc doanh sé va chét lugng khéng?

(J Anh chicé biét vén cho co s& mdi ldy tir dau, cé kich ban néu doanh thu chi dat 60% du kién khéng?

Vidu

LACA Dental (case mau)

K& hoach md réng rdt chi tiét: 1 ¢ s& chudn ndm 2026, rdi 5, 12, 21, 30 cd s3 dén 2030; von 4-8 ty
m&i ca s8, tiic 120-240 ty cho 30 cad s8, chua gdm vén luu déng; cdn khodng 90-150 bdc si; cé 8
tiéu chi chon diém va 7 diéu kién trudc khi nhan réng. Chinh ké hoach tu két ludn chua thé khéng
dinh kha thi khi chua kiém tra hiéu qud co s mdu. Con thiéu 1&i that clia ¢o s thir nhét va diéu kién

m3 ca s& thir hai viét bdng s6. Chdm muc 1: k& hoach cé, nén dé quyét dinh chua cé.
N J

Vi du minh hoa: cd sé gio cha

M6t co s8 gid chd bdn 18 t6t 3 mdt chg, chi dinh thué thém sap & cha thir hai. Tinh lai thi sap hién tai
|&i déu nhung chd phai tu ding bdn tir 4 gid sdng. Chd chon cdch khdc: nhan 10 dai ly bdn lai gid si,
chi c@n thém mot ngudi giao hang. L&i méi ky thap hon nhung gan nhu khéng tén thém vén, khéng
can thém ngudi ding sap. Khi cé ngudi thay minh diing sap cii, chtl mdi tinh sap thi hai.
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Vi du minh hoa: phong tap gym

Mét phong tép déng hdi vién md chi nhdnh thit hai sau 8 thdng hoat déng. Chi nhdnh méi 16 9 théng
lién vi hudin luyén vién gidi bi diéu sang, chi nhdnh cii tut chat lugng theo. Chd viét lai diéu kién cho
|&n sau: chi nhdnh hién tai 1di déu 6 thang, cé qudn ly tu chay, cé 2 hudn luyén vién du bi, quy du
phong dl 6 thdng chi phi ¢é dinh ctia chi nhdnh méi.

LACA Dental - 90 ngay & 6 nay

s

-

HIEN TRANG

C4 16 trinh 30 cd 3, md hinh hai tang (LACA Community gan khu dan cu, LACA Specialist Hub cho
diéu tri chuyén sdu), 8 tiéu chi chon diém, 7 diéu kién trudc khi nhan rong. Chua ¢é doanh thu, chi
phi, 1di that clia cd s thi nhdt; ngudn von 120-240 ty chua rd; I8i tu vén hay nhdt vén ndm & bdc s,
va k& hoach tu nhan tuyén, gitf bdc sila rdo cdn trong yéu.

KHOANG TRONG
Chua c6 trang diéu kién mé cd sé thir hai viét bdng s6 1di that, chua cé quy trinh viét ra dé nhan,
chua cé ngusi diéu hanh thay khi cht phong khdm diing kham.

VIEC TRONG 98 NGAY

e K& todn ldp bdo cdo 16i 16 clia cd s thi nhdt tir thdng 7/2026, tdach chi phi chudn bi chudi
(thuong hiéu, k& hoach ma réng) khéi chi phi van hanh phong khdm; thdng 7-9 xong trudc
10/11/2026, dti 6 thang véio ddu thang 1/2027.

e Chi phong khdm viét bén nhdp “diéu kién ma ¢ sé thir hai” gom 6 dong ¢ sé: Idi tdi thiéu méi
thdng va s6 thdng lién, 5 quy trinh dang diing, ngudi quén ly, s& bdc si sdn sang, vén va nguén
vén, thai gian hod vén — trudc 20/12/2026; hodn thién bdng s6 that hét thang 12 — trude
09/01/2027.

e Tam gdc viéc xem mdit bdng va ban van cho ¢a sé thir hai cho dén khi cé trang diéu kién; moi I5i
mdi hgp tdc ghi vao danh sdch cha.

e MGi thdng ghi s6 gid ghé dang diing so vdi s gid ghé co, dé€ biét co sé thir nhat con bao nhiéu
ché téng trudc khi can co s mai.

T mic 11&én mic 2 chdc chén (cé 1ai that 3-6 thang); cham mic 3 néu dén 09/01/2027 cé

trang diéu kién mé cd s4 thit hai bdng sé that va 5 quy trinh chinh dang dung hdng ngay.

Checklist trién khai

O 000000

Cé bdo cdo l&i |6 riéng clia co s hién tai tir 6 thang trd 1én.

Cé trang diéu kién m3 réong, méi dong mdt con s6.

Da so it nhat hai cdch ma rong.

Co quy trinh cdc vi tri chinh dang dugc dung.

Da thir giao viéc diéu hanh cho ngudi quén ly it nhét hai tuan.

Cé du todn vén, vén luu ddng 6-12 thdng, kich bdn xdu va ngudn vén ghi ré.

Da hoi ké todn, ludit su vé cdu truc phdp ly va gidly phép cho co s3 méi.
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Chisé do

cHi sb

L&i rong méi thang clia cd sé

P
mau

Bién ldi rong cia cd sé mdu

Thdi gian hoa vén clia cd sé

mgoi

S6 tudn chii véng ma co sé

vdn dat chi tiéu

Al va tu dong hoa

VIEC

Lap bdo cdo 16i 16 theo co
sé

M4 phéng kich ban co sé
mai

DPanh gia diém mé méi

Doéng géi 6 tay van hanh

Sai lam hay gap

Chay theo muc tiéu s6 chi nhdnh: s chi nhdnh 1& k&t qua cla 1&i mé&i noi, khéng phai muc tiéu.

CACH DO

Bdo cdo 1&i 16 riéng, chi phi chung chia theo

ty 1& cé dinh

L&irong + doanh thu

Vén ddu tu + 1di thdng du kién; sau khi ma thi

do that

Nhat ky vdng méit d6i chi€u véi bang diém

tuén

cONG CU

Phén mém ké todn hodc
qudn ly nganh + Google
Sheets; SePay/Casso d6i
sodt

Claude hodc ChatGPT +
Google Sheets

Google Maps + Claude

Claude + Lark Docs hodic
Google Docs

THE NAO LA TOT

Dugng va 8n dinh it nhdt 6 thdng
lién; mirc t8i thiéu tu dat tir sé that

Tu dat tir s that, dung lam chudn
cho co s6 mdi

Bding hodic ngdn hon ké hoach;
ch&m qud 30% thi dimg mé tiép
(tham khdo)

Tdng ddan tir11én 2 réi 4 tudn

AI LAM - NGUOI LAM

Mdy gom thu chi, khdp chuyén khodn. K& todn phdn logi
chi phi chung vé chiu trdch nhiém con s6 cudi.

Al dung ba kich bdn tét, vifa, xdu tir sé that clia co s
mdu. Chi va k& todn kiém tra tiing gid dinh.

Al t8ng hop ddi thd, tién ich quanh diém tir dir liéu cong
khai. Ngusi khdo sat thuc dia va quyét dinh.

Al chuyén ghi @Gm, ghi chu thanh quy trinh ting vi tri.
Ngudi lam that kiém tra va duyét.

Tinh v&n mé& quén vén luu ddng: du tru chi phi chay 6-12 thdng dau, khéng chi tién sira chita, thiét bi.

Mong c6 s& mdi bl cho ¢ s8 cii dang dudi: ¢ s3 mdi thudng 18y thém tién va ngudi clia co sé cii —
lam ca sé cii khoé lai trudc.

Coi nhudng quyén la cdch ma nhanh khéng tén siic: nhugng quyén cdn mdu dé ching minh 16i, sé tay,
ddi hé trg v hgp déng ding ludt.

Khai niém 96'0 TRUY VE NGUON NGUYEN BAN

KHAT NIEM

Cac giai doan phat trién clia

doanh nghiép nhé
CO NGUON

Ma trén téng trudng séan
phdm - thi trusng
CO NGUON

NGUON GOC

Neil C. Churchill & Virginia L. Lewis - “The
Five Stages of Small Business Growth”,
Harvard Business Review (s6 thang 5) -

1983

H. Igor Ansoff - “Strategies for
Diversification”, Harvard Business Review -

1957
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CAS DUNG THE NAO

CAS phong tdc thanh 5 giai dogn G1
Tap léu - G5 Nhan rdng; mé rong that
su chi nén bdt dau khi dé qua giai doan
&n dinh. Tén tiéng Viét cla ting giai
doan la cdch goi cliia CAS.

CAS dung dé so cdc cdch md rong: ban
s@u hon & ché cli, dem mé hinh cii sang
vung hay kénh mdi, hay 1am san phdm
mai.
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https://hbr.org/1983/05/the-five-stages-of-small-business-growth
https://hbr.org/1983/05/the-five-stages-of-small-business-growth
https://hbr.org/1983/05/the-five-stages-of-small-business-growth
https://hbr.org/1983/05/the-five-stages-of-small-business-growth
https://umbrex.com/?p=241082
https://umbrex.com/?p=241082
https://umbrex.com/?p=241082

KHAT NIEM NGUON GOC CAS DUNG THE NAO

CJ s8 médu dé nhén bén Michael E. Gerber - “The E-Myth Revisited” CAS dung y xdy cd sé dau nhu mot bén
cO NGUON -1995 (y “franchise prototype”) md&u cé thé nhan ra nhiéu nai, ké cd khi
khéng dinh nhudng quyén.

Trang diéu kién “dugc phép  CAS tu ddt; thang mic phéng tdc tif Bién quyét dinh m& réng thanh mét

md” va thangmic 1-5ctiad  Capability Maturity Model (Watts trang diéu kién cé s6 va mot thang

Humphrey, SEI - Carnegie Mellon, 1989- chd@m nhin |& biét minh dang & dau.
1993)

O lién quan
4.1Lai16, bién Igi nhudn - 3.3 Quy trinh, hé théng hod - 3.2 Con ngudi - 4.5 Vén vay, ng - 0.1 Tam nhin,
muc tiéu - 6.7 Nganh cé diéu kién

Tai liéu & 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 ndi dung vé
phdp ly, thué, quéng cdo dich vu y t&, héy déi chiéu van bdn hién hanh va hdi luat su, ké todn.
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https://www.goodreads.com/book/show/81948
https://www.goodreads.com/book/show/81948
https://en.wikipedia.org/wiki/Capability_Maturity_Model
https://en.wikipedia.org/wiki/Capability_Maturity_Model
https://en.wikipedia.org/wiki/Capability_Maturity_Model
https://en.wikipedia.org/wiki/Capability_Maturity_Model

