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Chung ta da hoc gi?

Cac nd1 dung da hoc

»>Phan 1. Khai niém co ban lap ngan sach, quan 1y tai chinh
»Phan 2. Khai niém co ban Bao cao tai chinh, phan tich tai chinh
»>Phan 3. Phan tich chi phi, bién dong chi phi, mé hinh ABC
»>Phan 4. Rui ro tai chinh va cac cong cu hd tro quan 1y rai ro
>Phan 5. Ra quyét dinh dau tu, phan bo ngan quy

>Ph§n‘6. Doi moi 14p ngan sach: Chién luge ngan sach, Bang diém
can bang, OKRs
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Lap ngan sach

“*Ngan sach la gi? , 9 ‘ o
»Bién ke hoach chién lugc thanh so lugng c6 thé do luong cua cac nguodn luc can thiét
(du kién) va lgi nhuan (du ki€n) 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
>Q}1yét dinh chon phuong an

»Phoi hop va truyén thong

»G1am sat tién do

»Panh gia két qua hoat dong
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Quy trinh 1ap ngan sach

“* A1 dé€ xuat ngan sach

** Thong tin: nhitng thong tin nao dugc dua
vao? Khi nao? Chia s¢ va giai trinh vé cac
thOng tin, gia dinh?

% Ai quyét dinh thu chi ngén sach cudi
cung? Ngan sach von, Ngan sach hoat
dong, Ngan sach tong hop?
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Chinh sach ngan sach

IPhat trién nhitng khach hang than thiét , ,
: , D01 pho voi cat giam ngan sach:
DKt ban véi ca 1A P‘ ‘ g g
: J“Pong déu”
J“Lam tron s0” s
o g 9 o J*“Khong lam gi c&”
J“Chung ta gap khung hoang
N6 chi tra cho chinh n6”

J“Chi tiéu dé tiét kiém”.

Duya vao tién 1¢

J“Can thiét cho an ninh”
D¢ xuat nghién ctru
J“Cat dong mach chinh”
J“Lay toan bo luén di”.
J1“Ban chon”

J“Bat dau voi quy mo nhd”.

“Doi méi chi 1a tam thoi”.

J“Hoan thanh nhitng gi chung ta bat dau”.
1“Phan loai la1”.
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So do Lap ngan sach tong hop

Ihr toan mgan
zach hoat dong

LAP KE HOACH NGAN SACH
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Bao cao ket qua hoat
déng kinh doanh dr
toan
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Ihr !ﬂéﬂ
o

D!__rman
Hen maEat

= Bang can doid ke |-

toan dur toan

Bio cao v chuyén tién
té dhr toan

Nguon: HMM Budgeting. Phong
theo Charles T. Horngren, George
Foster, va Srikant M. Datar, Cost
Accounting (New York: Prentice
Hall, 2000). — Trich tor Chuong 7,
Finance for managers, HBRP

© TRAN THI QUE GIANG, FSPPM



Lap ngan sach hoat dong

Doanh thu
— (Gia von hang ban + chi phi ban hang, chi phi chung va quan 1y)
= Thu nhap hoat ddng

o 1. Tinh doanh thu ky vong

> 2. Tinh gia von hang ban ky vong

o 3. Tinh cac chi phi ky vong khac

> 4. Tinh thu nhap hoat dong ky vong

> 5. Xay dung cac tinh huéng khac nhau
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Lap ngan sach hoat dong- t6 chirc phi lgi nhuan

o 1. Truyén dat cac nguyén tac huéng dan

o 2. Du toan doanh thu

> 3. Du toan chi phi cho cac trung tdm lgi nhuén va cac chi phi tiéu chuan
> 4. Du toan chi phi cho cac trung tam chi phi tuy y

> 5. Dy toan ngan sach tong hop

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

1. Dy toan tién mat
o Cong cac khoan thu
o Trur cac khoan chi
> Tinh thing du hay tham hut tién mit trong ky
o Cong vao sb du tién mat dau ky
o X4c 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¢ su dung cong suat: 4%’ 60% 70% 80% 100%
Chi phi lao dong truc ti¢p
(theo san pham): $4,000 $6,000 $7,000 $8,000 $10,000
Chi phi gian tiép duoc phép Piac 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 “timg bac™
Vat tu 400 600 700 800 1,000 Bién doi ¢ 10% lao dong
Pién 600 700 750 800 900 Nua bién doi
$400 + 5% lao dong
Tong sb $2.500 $3.300 $3.450 $3.600 $4.400

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



Po luong chi phi day du

»Xac dinh Doi tuong chi phi (Cost Object)

“*Xac dinh Trung tam chi phi (Cost center)

Phan bi¢t chi phi truc ti€p va gian t1€p (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 v6i d6i twong chi phi
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Du bao doanh thu

IDu bao doanh thu
»Dtr 11éu lich st

>So v6i hé tham chiéu (benchmarking)

»>MBb hinh thong 18 (quy tic ngdn tay cai)
»Cac phuong trinh hoi quy va kinh té luong
»Mo0 phong dua vao dir li¢u vi md
JU6éc¢ luong doanh thu
»>Ué6c luong dicu gi xay ra voi kich ban co sé néu co yéu to thay doi
»>Trang thai tinh (static), phan hoi vi mo (microeconomic feedback), trang thai
dong (dynamic)

Ngan sach chi thué
»>Tac dong cua chinh sach thué doi voi doanh thu
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Vi du: yéu to tac dong chi phi

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

Ké toan S6 luong giao dich duoc xir Iy

Kiém toan S6 gior kiém toan truc tiép

X 1i dit lidu St dung hé thong

Khau hao SO g10 thiét bi duoc st dung

Bao hiém Gia tri bang tién cua phi bao hiém
Dich vu phép 1y Gio truc tiép/Gio ¢ thé tinh hoa don
Van thu S6 luong tai lidu xu 1y

Xe st dung chung SO dam va/hoac ngay st dung
May moc van phong  S6 mét vudng chiém dung khong gian vin phong
Quan ly S6 luong nhan vién; tong so tién luong
Thu mua S6 luong giao dich dwoc xir Iy
Nguodn: KM, Chuong 5
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Yéu to tac dong chi phi

Giao dich (Transaction):
»Mirc d¢ thuong xuyén cua hoat dong
»Co thé khong chinh xac nhat nhung dé sir dung

> Vi du: s6 chuyén xe bus giira ky

JTho1 lugng (Duration):
»Thoi gian can dé thuc hién hoat dong
»Phu hop hon nhung do luong phtrc tap hon
> Vi du: s6 gio lao dong truc tiép (gio 1ai xe bus)

JCuodng do (intensity)
»>Tai nguyén phai sir dung moéi khi hoat dong xdy ra

> Vi du: sb 210 lao dOong+ chi phi xang dau phu thudc vao thoi tiét va luong
hanh khach
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Chi phi hang nam cia khoa Ké toan
So sanh giira bao cao chi phi truyen thong va b:io cao chi phi ABC
(Nién khoa 1997-98)
B:ao cao truyén thong B:iao cao ABC
Luong va phuc lon giang vién  § 4,253,309 Nghién ciru $ 1,621,560
Chi phi khac ngoai lvong giang vien: Dich vu 496,209
Trg giang va trg 1y nghién cima 490,861 Giang day theo cac chuong trinh:
Lwong va phuic lon quan 1y 309,581 PPA 932,840
Chi phi quan 1y 109,986 BBA 468,823
Noi that va thict 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 s dung 763,234
Tong chi tiéu $ 5,294,137 Tong chi tiéu $ 5,294,137

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

Du toin theo dong hang muc Thue té nim ngosi Du toian nim nay
Tién luong va tién cong $4,232 $4.655
Luong ngoai gio 217 72
Phy cap 183 861
K¢ hoach huu tri 720 792
Vit tu hoat dong 216 220
Nhién liéu 338 410
Pong phuc 68 70
Sura chira va bao tri 340 392
Dich vu chuyén mon 71 0
Truyén thong 226 236
Phwrong tién 482 450
In va xuat ban 61 63
Tién thué nha 447 450
Cac 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: S¢ An toan cong cOng do thi

Duw toan ngan siach chwong trinh

Bi%u tra va kiém soat téi pham $2 677 $2 845
Kiém soat giao thong 1610 1,771
Cac t0 chure cai tao 470 482
Thanh tra va cap phép 320 347
Pao tao canh sat 182 180
Quan ly canh sat a8 704
Chira chay 1427 1,530
Phong chay 86 92
Dao tao phong chay chira chay 64 70
Quan ly phong chay chitra chay 236 260
Cac chuong trinh bao v¢ khac 563 560
Quan ly chung 282 310
\ $8.,597 $9,151

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

Tién 1 Tién hwong Nha Thiét bi va Vét tur
! iie;humcé 5 va phu cdp xXuwong cong nghé
$258.000 Xw ly don hang

Mua nguyvén vat liéu

Lén lich san xuét
Hach toan ’ )
chi phi dwa \ Di chuyén nguyén vit

~ )Iiéll
trén hoat J
Nha xwong d@ng Cai dat may moc
. A -
$120.000 Kiem tra cac hang muc

Duy tri thong tin sin pham

Thiét bi va cong nghé Thay dbi théng s6 kv thuit

i =Y Xiic tién don hang
- . - - A .- ’
Vat tu Gioi thieu san pham moi
$35.000 Giai quyét cac van dé chat lwgng |

’ ING CC 480,000
IONG CONG $480,000 TONG CONG S



ABC: chi phi d1 tur ngué)n luc = hoat dong = san phém,
dich vu, khach hang

Nguén lwc
“Yéu t6 quyet
di.n.h‘chi phi
nguon lyc™
5 Kiém t
Hoat déng l;- :;t Di :::Yf:t ( Bio tri mi}f Cai dat may
liéu nhap vé liéu ) moc moc cong cu
“Yéu tdé quyét dinh S6 bién nhin (nguyénvit lidu  S6 1in di chuyén s - . . " £ 4z - oan
chi phi hoat 46ng™ chira ching nhn) (hay cai 43f) S6 @mé bao tri S6 @& can dat 56 lan caa dat
$/bién nhin $/s6 lan S/gidy bao tri S/gidy cai dat $/14n cai dat

San phdm /
Khach hang



Bang diém can bang

: Dién ta mong mudn :
I trong trong lai !
1 |
| [

: Phan biét cac :
I hoat dong I
I |
I |

i
I
Nhimg giphai thuec I
kl b '
2 I
chién leoc I

I

|
|
| - A A - A =
| hién dé trién khai
|
|
Cach dé trién khai -

chién lvoc thanh congla |
do leong va theo dé1 :
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Bang diém can bang: 4 trién vong

Tai1 §\
chinh

Khach hang

LAP KE HOACH NGAN SACH

l

Hoc tap va phat
trién

Quy trinh
no1 bo

/
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Ban do chién lugc cua mot ngan hang

“Thanh c6ng cua chung t6i co tir ...
; F3-Tang trudng F4 I Wi
g e cac ngusn deanh F1 - Dat duckc ting rudng b3n ving i el
2 nguén deanhthu thu khangtruyén Ve 1& réng vé 2 con 58 I nhudn du U
— truyénthéng théng // \ /
- S thuyén giao nhaing dich vy tai chinh 16n, ..
% C1- "Hé khich hing vi C2- “Tao d2uki ' C4-" Thamga
= A a0 diEu kién thudn = maon k
g (_ $ohorhingthingtn I cho khéch héng truy i ot wha db g A
- R ¢4 rhing s4n pham ding nhanh chéng, ding.” - e
«SU'phét triénva quan ly cac mdi quan hé 18u dai ...
Tim kiém nhitng méi quan hé mdi Phat trign quen héoégta tritiemnEng Gia t&ng ndng sUat va chat ugng
14-B4n s4n phim ding va -~ y 111 - Giao hang nhit quén vai ty i€
ding ek diém [N e T g¥ ¥)c30 nnit- va gié hop I rht
< — ; héng va gitf chdn khadh I
Z I3-1qunnqécy1&1vong : hdnggid tri
< dumghwdv;jgam héng B - 110 - T5i da héa hiu qua va chat
B , 16 —Mrh ch'ing ty lé kighg ola cac gua rinh kinh
pd \ g4 i cao rhit — doanh
& : Lnm 2 \ ’ —
11— Phan khuc th 12~ Phat trién 16 - X4c drhva Al [9~Ting aUdng
rudng va dirh sénphim _ cdngnhdn cic I8 - Tap rung quanhg & tic
hudng nhiing co hdi hiéu qua vadé ~ quanhé t3m vao 55 itnhung béntrong, béin
md , Tuy cép ningcao Quan rong'’ ngoa
o -..va nol lam viéc thoal mai!” :
e S~ L1-'Phitién, cong L2- "Phét tén ky = L4-"Co thdng tin va
b rhdn, gl chdn va Ndng cia rhin vién L3- "Higu dhién lugc va cng oy can theét dé
£ 2 - uyEndung noudt ti " d€ho thénh cang” bigtcan pha lam g * thuc hén cBng wéc”
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Ban d6 chién

luoc can co:

e 3-6vién
canh,

e 5-25 muc
tiéu chién
lwoc lién
két,

 5-30 cac
chi sb thuc
hanh chinh.




Ban do chién lugc cua mot cong ty sx phan mém

Khiacanl

tivi claivals . — Giatang giatri cho cac cé doéng -
-~ - ‘
Dan dau trong thy Pa dang
trudmg chién lugc — Loanhuin
2 - = déng doanh thu 4 o du gy sasch -
g T
A g 5 Cac zi& phép linh Dap img mong \
Ehach hang d3ng sang tao " nudn nhat quan %
~ 2
. as \
p— Gmadpgﬁgi D# lam kinh \,
phip d : doanh cing
7’ »~ '
/ \\ /
4 f 3
— vbauidne‘e 3% P . :
Ahfa couk f phép Lién M’.v Ca tign #  Quanly f
noibg \ nghiép phin bd 5 tdt -
A - Y ) nguon luc //’
. m*u* g ( i Quiin Iy chi
tich hop Cée qui trinh gids phi higu qua
B~ quy st hidu qua
A
Kiniar f‘-”‘f' K$ ning quin
hoctapy»a S, % : e Iy diéu hanh

P f\

rang , \ -
frieomg T Hoach &nh nghé Cac gida phap
: nghiép hidu qui téc ddng

XNac dinh, thu hat va gitr chan
nhan vién taining
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Ban do chién lugc cua mot cong ty san xuat

A r LN X

- o oni e S1-Giatang R,
"3“ go "_.J""'-P' msens®” ';'!3'";“ h.?_is'gﬁi’ﬂ!' A, .-.-A.--_._‘“\
'§ -—g . ,__...J-._.._/.‘, e :‘"‘"-;. — » mias —
T h*--.“‘ P o : - % ..
=" (/sz-wmg trwrema .,) Cﬁ“&n;g.sén:- pham 3 S4-Quan Iy chi phi ; < T éSE; Q'ui:lie b;' s

- doanhsd .~ “~._cogidtricao - I B ~Trach nhiém x3 hoi .-
oy L3 L1 L3 o L}
. o~ CT-Chat lwomg . /" st S et g g ", P ——
v = > : : C2-Thovigian - C3-Hang ddu C4-Dich vy _ X b
}'é = " va dc:t tiny (éy cha ) Awara thi trudme. J VEKY thudt __/ _khachhang .~ C5-Gia canh tr?:‘!ﬁi'._.
x 3 -\.-‘ ‘ ,‘ '--”-" \-— - - ’-‘.'- I"‘T-.ci_' '"‘/T..l e ...'-.-.:.;::r‘. ‘‘‘‘‘

. -

.~ . -
-..v.\ S s A ¢ . h“““““""""‘w: B L n--o:ﬂoo.uc.-'-_.,dl).'..m,,..a
. ——

I - e, LA

|14t kich i
P1-Tiéu chuanhéa Pa-Trién khai \, 7-Hoatdong

« = i 3 2 T : 1 g
Aa t mh/déd\ g ang e ky thu : P6-Gidm iam chi phi :
P2-CSR " P3-Héthong ™| = §

! TR : chu trinh
ng trach nhiém{Quan Iy chatlrong> | ﬁs-l’hét rién Siglen. A1 ('/PB- Ngubn?
_Unhgon | Nsinphfmméi ;| S——" || \thongminh

e kS e e s ot e & e —

Ehia ¢;mh
quy teimh néibyg

Xay dung mot t6 chire vui ve, thén thién va hiéu qua cao

L1-Trién khai L2-Trién khai m m
van hoa chatlwong / nang e ki thuat ._tinh linh dao ) lam vigéc thuan lgi

tnl

e e me T e ettt SR e U Ea . T e G . e E e N et eae s T ereCEencmn e sue v wad

Khin canh hocrap

VAANG UNaHE
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Bang diém c4n bang: Khung chién lwgc cho hanh djng

Lam r0, cu thé hda tam nhin
chién luoc:

+ Lam sang to tam nhin

+ DPat dugc su dong thuan

Truyén dat va ket no: Hoc tap va phan hoi chién lugc:
+Tru.y,én dat va gi.éo duc + Tuyén b6 tdm nhin chung

+ Thiét !é?lp muc tiéu + Cung cap phan hdi chién luoc

+ K&t noi cac phan thuong + Tao diéu kién thuan lgi cho viéc hoc tap
v6i cac thude do két qua va danh gia chién luogc

hoat dong

l

A /( - AY
Lap ké hoach, dat muc tiéu:
+bat muc tiéu Newdn: Robert S. Kaslan and
< X, s , - A - A guon: Robert 5. Kaplan an
+Gan két cac sang kién chién lugc David P. Norton, “Sir dung thé
+ Phan b6 nguon lyc diém can bang nhu mot h¢ thong
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Mau ban do
chién luoc

Chién lwoc ning suit

Gia tr1 ben hién

Chién luge ting trudmg

Vién canh
tai chinh
Pé xuit gi,sl tr1 khach hang
Vién canh
khach hang Chﬁt Im;mg Tinh -::6 sin Chfn, nan g I—It;rp tac
A Thude tinh san phim/djch WT Mé; quan hé A Hinhdnh
Quy trinh quan ¥ Quy trinh quén 1y Quy trinh aéi méi Quy trinh xa hii va quy
trinh + Cung cap * Mua lai « Xic dinh co hi + Mbi truimg
* San xuvat + Giir lai + Danh muc R&D + An toan va stic khoe
+ Phan phoi » Tang trudng + Thiét ké/Phat trién + Viéc lam
* Quan ly ni ro + Dich vu hiu mai » Ramit + Cong ddng
| t — ;
Ngupn: Robert S. Kaplan and Vién canh hoc Vén Con ngudi
David P. Norton, Strategy Maps: hoi va tang ==
Converting Intangible Assets ‘ng WVon Théng tin

into Tangible Outcomes, Boston:
Harvard Business School Press,
2004.
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John Doerr, 2018, Lam diéu quan trong
(Measure what matters)

Stc manh cua OKRs:

Tép trung va cam
két v61 nhitng uu
tién hang dau

Sap xép va két ndi Theo doi va tinh M6 rong quy mo
cong viéc nhom than trach nhiém de but pha

Lo1ich cua OKTs: FACTS

Tap trung Nhét quan Tan tam Theo doi Vuon lén
(Focus) (Alignment)  (Commitment) (Tracking) (Stretching).




CANH BAO

Muc ti€u c6 thé

khién tao ra nhiing

16i hé thong trong
doanh nghiép néu

cac muc tiéu do
chi tap trung ¢
dién hep,

tao ra nhirng hanh
v1 trai dao duc,

giam su hop tac
gilra nhan vién,

giam dong co lam
viec

Can than khi ap
dung cac muc
ticu trong to
chtrc
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Pé an cuo1 khoa

Sau khi két thuc khéa hoe, hoc vién duoc ky vong c6 kha nang:

<»Nam duoc cac khai niém co ban Ve 1ap ngan sach va cac loai hinh
ngan sach thuong dung trong céc to chirc cong, to chitc vi lgi nhuan
hay phi lo1 luan;

<»Hiéu nhirng khai niém co ban vé cac bao cdo tai chinh va phan tich
tai chinh;

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

<»Nam duoc k¥ ning, phuong phap ra quyét dinh dau tu, phan bo ngan
quy va khai ni€ém co ban v€ tai chinh du an va quan ly rui ro;

<»Hiéu va van dung cong cu quan tr1 Balanced Scorecard (BSC) va
OKRs nham doi mai viee 1ap ngén sach, huéng dén thiét lap chién
lwoc va ngan sach gan két, hiéu qua h(m
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