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DPau tu cho ngudi khdc véan hanh

Anh chi cé thé bd vén dé ngudi khdc diéu hanh ma vdn kiém sodt dudc Chua dén luc

két qua khong?

Lagi? Visao can?
Day 1&d mé hinh cht bd vén (hodic thuong hiéu,hé  Thdi gian cla chl ¢é han; muén cé nhiéu don vi thi
théng), con ngudi khdc truc ti€p diéu hanh: mot phai cé ngudi khdc diéu hanh. Nhung giao tién ma

quén ly gidi dugc gép vén ma chinhdnh, mét d6i  thiéu hgp dong, thi€u bdo cdo thirdt dé mat ca
tdc van hanh theo hgp déng, hay gép vén vao von IGn quan hé. Lam dung, mé hinh nay giit dugc
doanh nghiép do ngudi khdc lam chd. Chii chuyén  ngudi gidi vi ho c6 phdn, nhan réng nhanh hon v
tUr vai ngudi lam sang vai nha dau tu: chon ngudi, gidm phu thubc vao chd.

dd&t luat chai, xem s6, khéng lam thay.

Ddu hiéu 6 nay dang néng
e Giao cad sé hodic tién cho ngudi khdc chay chi bdng I8i hira, khéng cé hdp déng.

e Khoéng cé bdo cdo dinh ky theo mdu; chii chi biét tinh hinh khi d& cé chuyén.

e Chu van nhdy vao x{ ly tiing viéc nhd, ngudi van hanh khédng dam tu quyét.
e Khéng cé diéu khodn khi chia tay: ai giir khdch, giir thuong hiéu, giir thiét bi.

Lam thé nao?

Chon dung ngudi
Nguai van hanh nén dd chiing minh dudc & vi tri hién tai: dat chi tiéu, gilr dugc d i, trung thuc vai
s6. Uu tién ngudi d& lam trong hé théng clia minh it nhdt mét chu ky kinh doanh.

Viét luat chdi béng hgp déng

Ghi rd vén méi bén, ty 1é sé hitu hay chia |&i, quyén quyét dinh dén dau, viéc gi phdi hdiy kién, thu
lao clia ngudi van hanh, diéu kién rat vén, chia tay, khéng canh tranh, quyén dung thuong hiéu.
Gép vén theo Ludt Doanh nghiép 2020, nhugng quyén theo Ludt Thuong mai 2005 — kiém tra bén
hién hanh, hdi luat su, ké todn.

Chuén hod bdo cdo
M&i thdng mot bdo cdo theo méu c6 dinh: doanh thu, chi phi, 18i, tién mat, s6 khdch, chi sé chét
luong. Moi khodn thu di qua tai khodn chi xem dugc; chi cé quyén kiém tra sé sdch bat ky ltc ndo.

Ddt chi sé canh bdo
Chon 3-5 con sé kich hoat cudc hop gdip, vi du I&i dm hai thdang lién, tién méit dudi mic t3i thiéu,
khiéu nai tdng gdp dbi.

Thudng gdn véi lai that
Thu lao ngudi véin hanh gém luong ¢6 dinh vira phdi cdng phén 1di. Trdnh thudng theo doanh thu
don thudn.
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a Hop déu va giir diing vai

Hop thdng xem s8, hop quy xem hudng di. Ngodi cdc chi s cdnh bdo, dé ngudi van hanh tu quyét

trong pham vi dé thod thudn.

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

- Chua cé; hodic da giao vén, giao cd s& cho ngudi khdc chay chi bang I8i hira.

Cé goép von hodc giao van hanh nhung thod thudn miéng hodc sa sai; khéng cé bdo
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cdo dinh ky; chid van thudng xuyén nhdy vao x( ly.

. Co hop déng dl y (vén, ty 18, quyén quyét dinh, chia l&i, chia tay), bdo cdo thdng
theo mdu, cé chi sé cdnh bdo; chli hop thdng v8i ngudi van hanh.

4 Ngudi van hanh tu chay theo bdng chi s&; thudng gdn véi lai; cé kiém tra dinh ky;

cht chi xem sé va hop quy.

- M6 hinh déi tdc van hanh nhén ban duge: ¢é quy trinh tuyén chon, ddo tao, cdp vén,
gidm sdt; nhiéu don vi chay song song ma khéng cén cha.

Tu kiém tra nhanh

) V&i méingudi van hanh, cé hgp déng ghi rd von, ty 18, quyén quyét dinh va céch chia tay khéng?

M&i thdng cé bdo cdo theo mot mdu cé dinh khong?
C6 danh sdch chi sé canh bdo kich hoat hop gép khéng?

Thu lao ngudi van hanh cé gdn véi 1&i that khdng?

O 0 00

khéng?

Vidu

Ba thdng qua, ngudi van hanh cé tu quyét dudc moi viéc trong thdm quyén ma khdng cdn hdi chi

LACA Dental (case mdau)

diéu hanh dugc khi chli phong khdm diing khdm, chua cé 1ai that dé lam cdn ci chia lai. Tuy vay,
déay cé thé la hudng quan trong vé sau. K& hoach 30 cd s3 cdn khodng 90-150 bdc si va tu nhdn

Ludt Khdm bénh, chita bénh 2023 va vén ban hién hanh — cén ludt su kiém tra trudc.
-

O nay chua dén lic véi LACA, nén khong chdm diém: chua cé ¢d sé thir hai, chua ¢ ngudi quan ly

tuyén, gitr bdc sila rdo cén trong yéu; cho bdc si hodc quan ly gidi cling gép vén van hanh mdt co sé
l& mdt cdch gilr ngudi. V8i phong khdm, ngudi chiu trdch nhiém chuyén mén véa gidly phép phdi ding

Vi du minh hoa: qudn ca phé

ChlG mot qudn cd phé cé quan ly ca lam ba ném, gilf qudn 1&i déu. Khi ma qudn thi hai, cht bé 80%
von, quén ly gép 20% va diéu hanh, hudng lusng cdng 30% I&i (minh hoa). Hgp dong ghi rd quén ly
dudc tu tuyén ngudi, d6i mén nhd; khodn chi trén 20 triéu phdi hdi chl. Ngay 5 hding thdng cé bdo

cdo theo mau; I&i &m hai thdng lién thi hai bén ngdi lai ban phucng dn.
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Vi du minh hoa: trung tam tiéng Anh

Mot trung tdm tiéng Anh giao I8p vé tinh 8 huyén cho mét gido vién cii van hanh theo hdp déng hgp
tdc: trung tdm cdp gido trinh, thuong hiéu, phdn mém quén ly hoc vién; gido vién lo mdt béng va
tuyén sinh, chia doanh thu theo ty [&. Ndm ddu khéng cé mdu bdo cdo, hai bén tranh cdi vi s6 hoc
vién khéng khdp. Nam sau moi hoc phi thu qua tdai khodn chung cé déi sodt tu déng, tranh céi cham
dut.

LACA Dental - 90 ngay 8 6 nay

-
HIEN TRANG

Chua dén ltic. Chua cé co s8 thir hai va chua cé ngudi quan ly diéu hanh thay khi chéi phong khdm
ding khdm. Bén k& hoach cé nhéc t8i “théng tin nha ddu tu cung cdp” (vé s6 ddan) nhung chua noi
rdé c6 nha dau tu ndo cling tham gia va theo diéu kién gi.

KHOANG TRONG
Mudn sau ndy dé ngudi khdc van hanh mét ¢a s, trudc hét cd sé thir nhdat phdi ¢ 1di that, quy trinh
viét ra va mdt ngusdi quan ly dé chay dudc.

VIEC TRONG 98 NGAY

e Chl phong khdm viét mé td vi tri quén ly phong khdm: viéc chinh, quyén quyét dinh, 3-5 con sé
chiu trdch nhiém — truéc 10/12/2026.

e Trong trang diéu kién ma ca s8 thir hai, thém dong: ai diéu hanh, da chay thi bao lau trong lic
cht chi ding kham — truéc 09/01/2027.

e Khong ky thod thudn gép von hay hgp tdc van hanh ndo trong 90 ngdy; néu cé nhd ddu tu hodc
bdc s dé nghi, ghi lai diéu kién ho muén va dé ban sau khi cé s6 that.

Giif trang thai “chua dén luc”. Chi nén nghi téi khi cé di ddu hiéu: cd s thir nhat lai déu it nhat

6 thang, 5 quy trinh dang diing, mét ngudi quan ly da diéu hanh 4 tudn lién ma bang diém vdn

xanh, v c6 mdt bac sihodc quén ly da tin cdy muén cling gép vén.

-

Checklist trién khai

Co tiéu chi chon nguGi van hanh.

C6 méu hgp déng d6i tdc van hanh dé qua ludt su.

C4 mdu bdo cdo thang cé dinh.

Cé danh sdch 3-5 chi sé cénh bdo.

Cé co ché thudng gdn vai lai.

Moi khodn thu di qua tdi khodn cé déi sodt, chi xem dugc.

Cé diéu khodn chia tay: khdch, thuong hiéu, tai sdn, khédng canh tranh.

O0000O0O0n0

Cé lich hop thdng, hop quy cé dinh.
Chi s6 do
CHI sO CACH DO THE NAO LA TOT

Léirong cliadonvidongusi  Bdo cdo thdng theo méu, déi chiéu véisaoké Dat ké hoach da thod thudn; Iéch
khdc vén hanh ngén hang qud 20% thi hop Iqi (tham khdo)
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CHI sO CACH PO THE NAO LA TOT

Ty lé bdo cdo diing han, diing  S6 thdng ndp ding ngdy + téng sé thdng 100%

mdu

Lgi nhudn trén vén clia chi Phan 1&i ch nhan = vén chl bd vao, tinh theo  Tu ddt; nén tot hon tu van hanh khi
ndm tinh cé& thgi gian cha tiét kiém dugc

S46 lan chi phdi can thiép Pém méi quy Gidm ddn, gan bdng 0 khi mé hinh

ngodai lich da chin

Al va tu dong hoa

VIEC cONG CU AI LAM - NGUOI LAM

Chudn hod bdo cdo thang Lark Base hodc Google S6 tu d6 vao mdu bdo cdo. Ngudi van hanh gidi thich s&
Sheets + phadn mém quén  |&ch; chd doc va héi.
ly nganh

Canh bdo sém n8n + Zalo ho&c Lark Khi mot chi s vugt ngudng, mdy tu nhdn cho cd hai bén.

Ngudi hen hop trong 48 gid.

Pa6i soat tién thu SePay hodc Casso + tai Chuyén khodn tu khdp véi hod don, don hang. K& todn xur
khodn ngén hang ding tén |y ché léch.
doanh nghiép

Soan khung thod thugnva  Claude Al liét ké cdc diém cdn thod thudn va soan ban nhdp dé
céu héi cho luat su hai bén ban. Ludt suhodn thién va chiu trdch nhiém.
Sai lam hay gap

e Giao cho ngudi than vi tin mé khéng cé hdp dong: caing than cang phdi viét ré.

e Thudng theo doanh thu: ngusi van hanh dé ddy doanh thu béing gidm gid, chi quang cdo — hay
thudng theo |ai.

e Chi vén quyét thay moi viéc: thod thudn rd thdm quyén rdi dé ngudi van hanh tu quyét trong pham vi
do.

e Khdng cé diéu khodn chia tay: viét trudc cdch dinh gid phdn vén va ai gilr khdch, gilr thuong hiéu khi
két thuc.

Khai niém 96'0 TRUY VE NGUON NGUYEN BAN

KHAI NIEM NGUON GOC CAS DUNG THE NAOD
Chi phi dai dién gilta ngugi Michael C. Jensen & William H. Meckling - CAS duing dé gidi thich vi sao cdn hgp
gop von va ngudi diéu hanh  “Theory of the Firm: Managerial Behavior,  ddng, bdo cdo va thudng theo l&i khi
cO NGUON Agency Costs and Ownership Structure”, ngudi diéu hanh khéng phdi ngusi bd
Journal of Financial Economics, tdp 3s64  von.
-1976
Quan tri s sachmé Jack Stack - “The Great Game of Business” CAS dung y cho ngudi vén hanh va chi
cO NGUGN -1992 cuing nhin mét bo s6 tai chinh minh

bach méi thang.

B chi sd canh bdo vakhung  CAS tu ddt, téng hdp tir thuc t& tu vén Cho chii biét khi n&io phai can thiép va
hgp déng dadi tac van hanh doanh nghiép nho; khong dua trén mét tde  khindo dé ngudi van hanh tu quyét.

phéim cy th
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https://papers.ssrn.com/abstract=94043
https://papers.ssrn.com/abstract=94043
https://papers.ssrn.com/abstract=94043
https://papers.ssrn.com/abstract=94043
https://papers.ssrn.com/abstract=94043
https://www.blinkist.com/books/the-great-game-of-business-en
https://www.blinkist.com/books/the-great-game-of-business-en

O lién quan
5.1 M3 rong doanh nghiép - 3.2 Con ngudi - 6.4 Hop dong - 6.1 Thanh ldp, cdu tric - 4.4 K& todn, bdo
cdo

Tai lidu la ggi y qudn tri, khéng phdi tu vén phdp ly, thué hay y khoa. S& liéu minh hoa dé dudc ghi ré. Trudc 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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