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Chung ta da hoc gi?

Cac noi dung da hoc

»>Phan 1. Khai niém co ban 1ap ngan sach, quan ly tai chinh

»Phan 2. Khai niém co ban B&o cdo tai chinh, phan tich tai chinh

»>Phan 3. Phan tich chi phi, bién dong chi phi, md hinh ABC

»>Phan 4. Ra quyét dinh dau tu, phan bo ngan quy

»>Phan 5. P6i méi 1ap ngan sach: Chién luge ngan sch, Bang diém
can bang, OKRs

LAP KE HOACH NGAN SACH © TRAN THI QUE GIANG, FSPPM



Lap ngan sach

<*Ngan sach la gi? , ? ‘ o
»Bién ké hoach chién lugc thanh so6 luong ¢6 thé do luong cua cac ngudn lyc can thiét
(du kién) va loi nhuan (du kién) trong mot khoang thoi gian nhat dinh

“+*Chtrc nang cua Lap ngan sach

»Hoach dinh
»Chon cac muc tiéu
> Xem xét cac phuong an va du doan két qua
»>Quyét dinh chon phuong an

»Phoi hop va truyén thong

> Giam sat tién do

>Panh gia két qua hoat dong
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So d6 Lap ngan sach tong hop
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Lap ngan sach hoat dong

Doanh thu
— (Gia von hang bén + chi phi ban hang, chi phi chung va quan Iy)
= Thu nhap hoat dong

o 1. Tinh doanh thu ky vong

> 2. Tinh gia von hang ban ky vong

o 3. Tinh cac chi phi ky vong khac

o 4, Tinh thu nhap hoat dong ky vong

> 5. Xay dung cac tinh hudng khac nhau
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Lap ngan sach hoat dong- to chirc phi loi nhuan

> 1. Truyén dat cac nguyén tac huéng dan

> 2. Du toan doanh thu

> 3. Du toan chi phi cho cac trung tdm loi nhuan va cac chi phi tiéu chuan
o 4, Dy toan chi phi cho cac trung tam chi phi tuy y

> 5. Dy toan ngan sach tong hop

> 6. Udc luong cac két qua phi tai chinh
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Lap ngan sach tai chinh

1. Dy toén tién mat
> Cong cac khoan thu
o Trir cac khoan chi
> Tinh thang du hay tham hut tién mit trong ky
> Cong vao sb du tién miat dau ky
o X&c dinh nguon tai chinh can thiét

2. Ké hoach dau tu tai san hoat dong

3. Ké hoach dau tu von
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Lap ngan sach linh hoat

“Binh thuong”

v
Ty I¢ sir dung cong suat:  40%’ 60% 70% 80% 100%
Chi phi lao dong truc tiép
(theo san pham): $4,000 $6,000 $7,000 $8,000 $10,000
Chi phi gian tiép duoc phép Pic diém chi phi
Tién thué $500 $500 $500 $500 $500 Chi phi ¢b dinh
Khau hao 500 500 500 500 500 Chi phi ¢6 dinh
Giam sat 500 1,000 1,000 1,000 1,500 Chi phi “ttrng bac™
Vit tu 400 600 700 800 1,000 Bién do6i & 10% lao dong
DPién 600 700 750 800 900 Nira bién doi
$400 + 5% lao dong
Téng sb $2,500 $3,300 $3,450 $3,600 $4,400

a Gia dinh rang khoi luong hoat dong s& khong bao gid giam xudng dudi 40 phan trim cong suit.



Po luong chi phi day du

< X&c dinh Doi tuong chi phi (Cost Object)
“»Xac dinh Trung tam chi phi (Cost center)

Phan biét chi phi truc tiép va gian tiép (service center costs, internal
service costs, or overhead costs)
«»Tong chi phi = chi phi truc tiép + chi phi gian tiép

«Chon co s& phan bo chi phi gian tiép (Allocation basis)
»Ngudn tac dong chi phi (cost driver)

«»Chon phuong phap phan bo (Allocation method)
«+Gan chi phi vaoi doi tuong chi phi
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Chu trinh Dy béo ngubn
ngan sach

(Budget

Process)

Kiém toan va Lap ké hoach chién
danh gia lwge cap phong

ban

Nhom lap phap
xem xét va
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Du bao doanh thu

IDu bao doanh thu
»Dtr 11€u lich st
»S0 voi hé tham chiéu (benchmarking)
»>M®& hinh théng 1 (quy tac ngdn tay céi)
»Céc phuong trinh hoi quy va kinh té luong
»MO0 phong dua vao dir liéu vi mo

JU6¢ lugng doanh thu
»Ubc lugng diéu gi xay ra voi kich ban co so néu co yéu to thay doi
> Trang thai tinh (static), phan hoi vi md (microeconomic feedback), trang thai
dong (dynamic)
INgan sach chi thué
»Tac dong cua chinh sach thué dbi véi doanh thu
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Yéu to tac dong chi phi

JGiao dich (Transaction):
»Muc do thuong Xuyén cua hoat dong
> C0 thé khdng chinh xac nhat nhung dé sir dung
>Vi du: s6 chuyén xe bus gitra ky

(Tho1i lugng (Duration):
»>Thoi gian can dé thuc hién hoat dong
»Phu hop hon nhung do ludng phire tap hon
>Vi du: s6 gio lao dong truc tiép (gio 1ai xe bus)

JCuodng do (intensity)
> Tai nguyén phai str dung moi khi hoat dong xay ra
>Vi du: s6 gior lao dong+ chi phi xang dau phu thudc vao thoi tiét va luong
hanh khach
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Vi du: yéu to tdc dong chi phi

Hang muc chi phi Nguon tiac dong chi phi/Co sé phan b6 tiém ning

Ké toan S6 lwong giao dich dwoc xit Iy

Kiém toan SO gio kiém toan truc tiép

X 1i dit liéu St dung hé thong

Khau hao S6 g10 thiét bi duoc st dung

Bao hiém Gia tri bang tién cua phi bao hiém
Dich vu phép 1y Gio truc tiép/Gio ¢o thé tinh héa don
Van thu SO luong tai liéu xur 1y

Xe st dung chung  S6 dam va’hoac ngay st dung
May moc van phong  S6 mét vudng chiem dung khong gian van phong
Quan ly So lwong nhan vién; tong so tién luong
Thu mua So lwong giao dich duoc xir Iy
Nguon: KM, Chuong 5
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Chi phi hang nam caa khoa Ké toan
So sanh givra bao cao chi phi truyén thong va bao cao chi phi ABC
(Nién khoa 1997-98)
B:o cao truyén thong Bao cao ABC
Luong va phuc lo1 giang viéen  $ 4,253,309 Nghién ctru $ 1,621,560
Chi phi khac ngoai luvong giang vién: Dich vu 496,209
Tro giang va tro ly nghién ctru 490,861 Gilang day theo cac chuvong trinh:
Luong va phuce loi quan ly 309,581 PPA 932,840
Chi phi quan ly 109,986 BBA 468,823
Noi that va thiét bi 43,286 MBA 370,706
bi lai 39,900 MPA 352,163
Su kién 18,757 PhD 210,351
Chi phi khac 28,457 Other 78,251
1,040,828 Cong suat khong str dung 763,234
Tdéng chi tiéu $ 5,294,137 Toéng chi tiéu $ 5,294,137

Ngudn: Granof & al. (2000), The PricewaterhouseCoopers Endowment for The Business of Government
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Vi du: S6 An toan cong cong do thi

Duw toan theo dong hang muc Thue té nim ngoai Dw toan nAm nay
Tién luong va tién cong $4,232 $4.655
Lwong ngoai gid 217 12
Phu cap 783 861
Ké hoach huu tri 720 792
Vat tu hoat dong 216 220
Nhién liéu 338 410
DPong phuc 68 70
Stra chira va bao tri 340 392
Dich vu chuyén mon 71 0
Truyén thong 226 236
Phuong tién 482 450
In va xuat ban 61 65
Tién thué nha 447 450
Céc chi phi khac 396 478

$8.597 $9.151

Ngudn: Granof & al. (2000), The PricewaterhouseCoopers Endowment for The Business of Government
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Vi du: S6 An toan cong cong do thi

Duw toan ngan sach chuwong trinh

Piéu tra va kiém soat toi pham $2 677 $2.845
Kiém soat giao thong 1610 1,771
Cac to chire cai tao 470 482
Thanh tra va cap phép 320 347
Pao tao canh sat 182 180
Quan ly canh sat a8u 704
Chtra chay 1427 1,530
Phong chay 86 92
Pao tao phong chay chira chay 64 70
Quan ly phong chdy chita chay 236 260
Cac chuong trinh bao vé khac 563 560
Quan ly chung 282 310
5 $8.597 $9.151

Ngudn: Granof & al. (2000), The PricewaterhouseCoopers Endowment for The Business of Government
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ABC: Tt c4c loai chi phi dén cé4c hoat dong

Tién 1 Tién lirong Nha Thiét bi va Vat tur
! enh wone va phu cdp xuong cong nghé
va uca . . .
0,000 Xir ly don hang
$250,000
Mua nguyén vat lieu
, Lén lich san Xuat
Hach toan )
chi phi dI;l’a \>:i)éuchuyen nguyen vat
trén hoat 7 .
Nha xwéng d@ng Cai dat may moc
Kiém tra cic hang muc
$120,000 d !

Duy tri théng tin san pham

Thiét bi va cong nghé Thay doi thong s6 ky thuat

h, ek Xic tién don hang
Vat tu Gioi thicu san pham moi
$35.000 Giai quyét cic van dé chit lwong
- ) o "C 480,000
IT'ONG CONG $480,000 TONG CONG  $



ABC: chi phi di tir nguon luc = hoat dong = san pham,
dich vu, khach hang

Nguén luc

“Yéu té quyét
dinh chi phi
ngudn lwc™

Kiém tra

Bao tri mh
moc

Héqt dﬁhg Di chuyén —— " R
nguyén vt nguyén vat . dg—t may P )
liéu nhip vé héu ' cdéng cu
“Yéu té quyét dinh S6 bién nhin (nguyénvitliéu S6 1dn dichuyén Z aag - - . A .
ghii phi hoatdans chira chvimg nhin) (hay cii d:35t) 50 @& bio tri 56 m& caidat S4 lan cai 43t
$/bién nhin S/sb 1an S/gi&y bao tri S/gidy cai dat $/14n cai dat

N Y

Sdn phdm /
Dichvu/
Khdach hang



Bang diém can bang: 4 trién vong

Tai \
chinh

Khéach hang
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Hoc tap va phat
trién

Quy trinh

no1 bd

/
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Bang diém can biang: Khung chién lwge cho hanh dong

Lam rd, cu thé hda tam nhin
chién luoc:

+ Lam sang t6 tam nhin

+ Pat duogc su dong thuan

Truyén dat K ket not. Hoc tap va phan hoi chién lugc:
+Truyen dat va giao duc + Tuyén b tam nhin chung
+ Thiét lap myc tieu + Cung cap phan hoi chién lugc

+ ,I_<ét, noi cac phénﬁthu’ézng + Tao diéu kién thuan lgi cho viéc hoc tap
voi cac thude do ket qua va danh gia chién luoc
hoat dong

l

Lap ké hoach, dat muc tiéu:

+Dat muc tiéu ‘
: X Nguon: Robert S. Kaplan and

+Gan ket cac sang kién chién lugc David P. Norton, “Sit dung theé
+ Phan bo nguon luc diém can bing nhu mot hé thdng
+ Thiét lap céc moc quan ly chién lugc”, HBR, 1996.
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Gi1a tr1 bén lién

Mau ban do
chién luogc

Chién hiroc ning suit

Chién luge ting trudmg

Vién canh Ning cao gid tri
tai chinh khach hang
N
Pé xuit gi,é tr1 khach hang
Vién canh
khéch hang Chﬁt Im;rng Tinh -::6 sin Ch(n.. nan g I-It;rp tae
A Thugc tinh san pham/dich WT Mbi quan hé A Hinhénh
Quy trinh quan 1§ Quy trinh quén 1y Quy trinh d&i méi Quy trinh xi hoi va quy
Vién canh quy hoat ding khéch hang dinh
trinh + Cung cap * Mualai » Xéc djnh co hji + Méi trwomg
* Sam xuit «  Giir lai » Danh muc R&D +  An toan va sirc khoe
* Phin phoi » Tang treong « Thiét ké/Phét trién + Viéc lam
+ Quén Iy mi ro + Dich vus hiu méi + Ra mit « Cong dong
t  ——— t
Ngu_c‘m: Robert S. Kaplan and Vién canh hoc Vén Con ngudi
David P. Norton, Strategy Maps: hoi va tang _—
Converting Intangible Assets truomg Von Théng tin
into Tangible_ Outcomes, Boston: vén T chirc
Harvard Business School Press, _
2004. C_vinnin > C it > C tamabom >
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John Doerr, 2018, Lam diéu quan trong
(Measure what matters)

Suc manh cua OKRs:

Tap trung va cam
két voi nhiing uu
tién hang dau

Séap xép va két ndi Theo ddi va tinh M¢ rong quy mo
cong viéc nhom than trach nhiém de but pha

Lo1ich cua OKTs: FACTS

Tap trung Nhat quan Tan tam Theo doi Vuon 1én
(Focus) (Alignment)  (Commitment) (Tracking) (Stretching).




CANH BAO

Muc tiéu co thé
khién tao ra nhiing
161 hé thong trong
doanh nghi¢p néu

cac muc tiéu do
chi tap trung ¢
dién hep,

tao ra nhirng hanh
v1 trai dao duc,

gia tang rui ro,

giam su hop tac
gitra nhan vién,

giam dong co lam
viéc

Can than khi ap
dung cac myc
tiéu trong to
chirc
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Pé an cudi khoa

Sau khi két thiic khéa hoc, hoc vién dugc ky vong c6 kha ning:

<»Nam duoc cac khéi niém co ban Ve lap ngan sach va cac loai hinh
ngan sach thuong dung trong c4c to chirc cong, to chire Vi lgi nhuin
hay phi loi luan;

<»Hiéu nhitng khai niém co ban vé c4c béo céo tai chinh va phan tich
tai chinh;

<»Hiéu va thuc hanh phan tich chi phi, bién dong chi phi; mé hinh chi
phi dua vao hoat dong;

<»Nam duoc ky nang, phuong phap ra quyet dinh dau tu, phan bo ngan
quy va khai niém co ban v¢ tai chinh du an;

<Hiéu va van dung cong cu quan tri Balanced Scorecard (BSC) va
OKRs nham d6i mdi viéc 1ap ngan sach, huéng dén thiét 1ap chién
lwgce va ngan sach gan két, hiéu qua hon.
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