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B6 cong cu diéu hanh danh cho CEO
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Hwéng dan Bé céng cu diéu hanh danh cho CEO

B& cong cu di kém SOP-EXEC-08, gitp CEO cé dashboard diéu hanh dang tin cay thay vi tw ghép dir liéu tir

nhiéu nguon.

1. Danh muc biéu mau

1 KPI Dictionary Dung thwong trwc, cap nhat khi co
KPI moi

2 Management Pack template Chuén bj trwéc mdi budi hop diéu
hanh

3 Bién ban hop diéu hanh Trong méi budi hop

4 Decision Log va Action Log Ghi ngay trong hop, theo doi sau do

5 Ma tran canh bao ngoai 1& Thiét 1ap moét lan, &p dung khi KPI
vuwot ngudng

6 CEO Dashboard theo dw an va toan | Theo dadi lién tuc

danh muc

2. Muc dich cua tirng biéu mau

KPI Dictionary dinh nghia théng nhat moi chi s6 diéu hanh; Management Pack template chuan héa cAu tric bao
cao moi ky hop; Bién ban hop Iwu lai néi dung thao luan; Decision Log va Action Log bién quyét dinh thanh hanh
dong cé ngudi theo doéi; Ma tran canh bao ngoai Ié quy dinh ai dwoc thong bao khi KPI vwot ngwdng; CEO
Dashboard tdng hop tric quan cho ca cap dw an va toan danh muc.

3. Ngwei lap, ngwei kiém tra va ngwei phé duyét
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KPI Dictionary Data Owner theo KPI Data Owner téng thé CEO/BOD
Management Pack | Thw ky diéu hanh Data Owner téng thé Data Owner téng thé
template

Bién ban hop diéu hanh Thuw ky diéu hanh — CEO/BOD

Decision Log/Action Log Thuw ky diéu hanh Trwdng phong ban lién | CEO/BOD

quan
Ma tran canh bao ngoailé | Data Owner téng thé CEO/BOD CEO/BOD
CEO Dashboard IT/Admin hé théng Data Owner téng thé CEO/BOD

4. Hwéng dan dién tirng trwdng

Cong thirc KPI phai viét rd rang, khdng mo héd (vi du "Bién lgi nhuan = (Doanh thu - EAC) + Doanh thu", khéng
viét "loi nhuan cong trinh"). Nguwéng canh bao phai cé 2 mirc (vang, dd), khéng chi 1 mirc duy nhét. Action Log
bat budc cé han xt ly cu thé (ngay), khéng ghi "sém nhét co thé".

5. Vi du cé dir liéu minh hoa
Vi du mang tinh minh hoa, khéng phai sé lieu that.

Tén KPI | Céngthirc | Ngudn dir liéu | Data Owner | Ngudng vang | Nguwéng dd
Do léch tién dd | (Ngay tré = Thoi gian con lai) x 100% | Nhat ky thi cong | Chi huy truéng | >5% | >10%

6. Quy tac validation

Khoéng dwa KPI vao Management Pack néu chwa cé trong KPI Dictionary. Moi muc Action Log phai ¢é nguoi phu
trach cu thé, khéng dé tréng hodc ghi "cd nhém". Management Pack phai dwoc Data Owner theo KPI xac nhan di
liéu chinh xac trwdre khi givi.

7. Cong thirc KPI

Xem chi tiét cong thire tirng KPI ngay trong KPI Dictionary (Template & Field Guide, muc 1) — méi KPI ¢6 céng
thtre riéng dwoc dinh nghia twd'ng minh, khéng dung céng thirc chung.

8. Ban mé ta dashboard

Xem chi tiét day du tai CEO Dashboard theo dy an va toan danh muc .

9. Hwéng dan sir dung trong Excel va khi chuyén lén ERP

Excel: KPI Dictionary l1a mét sheet dung chung duy nhat, Management Pack dung céng thirc tham chiéu tryc tiép
tr cac sheet ngudn (khdng copy-paste sé liéu). ERP: KPI tw déng tinh ti di¥ liéu giao dich thwc t&, canh bao tw
dong gwi khi vt ngwdng theo Ma tran canh bao ngoai 1€, CEO Dashboard cap nhat theo thoi gian thye khéng
can cho tdng hop thi cong.

10. Tiéu chi xac dinh biéu mau da hoan thanh
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KPI Dictionary cé day du cong thirc/ngudn/Data Owner cho moi KPI dang dung; da chay Management Pack + hop
diéu hanh téi thiéu 3 ky lién tiép theo dung quy trinh; Action Log khéng con muc qua han trén 2 ky lién tiép ma
chwa duwogc xt ly hodc giai trinh.

Bién ban hop diéu hanh (dung nhw checklist chuan bi & van hanh hop)

Dung dé chuén bj va diéu phdi mbi budi hop diéu hanh dinh ky.

Nguwoi lap: Thw ky diéu hanh - Ngudi kiém tra: Data Owner téng thé - Ngwdi phé duyét: CEO/BOD

Checklist chuan bj trwwéc hop

1 Management Pack da dwoc gwi | []
trwée toi thiéu 1 ngay chua?

2 Moi KPI trong Management Pack da | []
dwoc Data Owner xac nhan sé liéu
chinh xac chwa?

3 D& danh dau rd KPI nao dang & | []
ngwdng vang/dé chwa?

4 Action Log ky trwéc da dwoc cap | []
nhat trang thai maéi nhat chwa?

5 Danh sach nguwoi tham dy da xac | []
nhan cé mat chuwa?

Vi du dién mau:

1 Management Pack g&i trwédc 1 | (dang)
ngay?
3 D3 danh dau KPI nguéng vang/dé? (dang) — 1 KPI @é: Do léch tién do

cbng trinh NX-2026-007

Noi dung bién ban trong hop

Ngay hop

Nguwoi tham dy

KPI dwgc thdo luan (nguwdng vang/dd)

Quyét dinh dwa ra (Decision Log)

Hanh déng va nguoi phu trach (Action Log)
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Vén dé can theo dbi tiép

Checklist b6 sung — sau hop

- [] Decision Log da dwoc ghi day dd, glri cho ngwdi tham dy trong 24 gior.

- []Action Log da cap nhat nguwoi phu trach va han xt ly cho tirng muc.

- [1Da 1én lich budi hop diéu hanh tiép theo.

Tiéu chi hoan thanh

Ca 5 muc checklist chuan bi va 3 muc checklist sau hop déu dat ((dang)), bién ban hop dwgc lwu trir tap trung,

khéng chi trao ddi miéng.

Template & Field Guide — B6 céng cu diéu hanh danh cho CEO

§1. KPI Dictionary

Nguwoi 1ap: Data Owner theo KPI - Nguwoi kiém tra: Data Owner téng thé - Ngudi phé duyét: CEO/BOD

Tén KPI *) Text
Cau hai diéu hanh lién quan ) Text tw do
Céng thirc ) Text, viét twéng minh
Ngudn di liéu *) Text (hé théng/sheet cu thé)
Data Owner ) Tén + vai tro
Tan suét cap nhat *) Hang ngay / Hang tuan / Hang thang
Target *) S6/%
Ngwéng vang *) S6/%
Nguéng do *) Sb6/%
Vi du minh hoa:
Do léch tién do Cong trinh nao c6 | (Ngay tré + Thoi | Chihuy trwéng >10%
nguy co tré? gian con lai) x 100%

§2. Management Pack template

Nguoi lap: Thw ky diéu hanh - Ngudi kiém tra:

Data Owner tong thé - Nguwoi phé duyét: Data Owner téng thé
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Trang téng quan

4-6 KPI cbt 16i, hién thi mau theo nguéng (xanh/vang/do)

Chi tiét theo cong trinh

dg, cong no

Bang cac cong trinh dang thi cdng, bién lgi nhuan, tién

Chi tiét tai chinh

Dong tién 13 tuan, DSO, cong no qua han

Action Log ky trwée

Danh sach hanh dbng, trang thai hoan thanh/tré han

Van dé can quyét dinh

Danh sach cac diém can CEO/BOD quyét dinh trong hop

§3. Decision Log va Action Log

Nguwoi lap: Thw ky didu hanh - Nguoi kiém tra: Trwdng phong ban lién quan - Ngudi phé duyét: CEO/BOD

Ngay hop ™) DD/MM/YYYY

Noi dung quyét dinh *) Text tw do

Ly do *) Text tw do

Hanh doéng cu thé *) Text ty do

Nguwoi phu trach *) Tén

Han x@ Iy *) DD/MM/YYYY

Trang théi *) Chwa bat diu / Pang xt ly / Hoan
thanh / Tré han

Vi du minh hoa:

Ngay hop | Quyétdinh | Hanh dong | Nguoi phu trach | Han | Trang thai

05/06/2026 | Bd sung nhan sy cho céng trinh NX-2026-007 | Diéu chuyén 2 tho tir cong trinh khac | Chi huy trwéng

| 08/06/2026 | Hoan thanh

§4. Ma tran canh bao ngoai lé

Nguwoi 1ap: Data Owner tdng thé - Nguwoi kiém tra: CEO/BOD - Nguwoi phé duyét: CEO/BOD

Loai ngoai 1&é (KPI vwot nguéng) ) Text
Nguéng kich hoat *) S6/%
Nguwoi duwoc théng bao ) Tén + vai tro

Kénh théng bao

Email / Tin nhan / Ca hai

Thoi han phan hoi

Sé giv/ngay
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Ngu®i xt ly néu qua han phan hoi *) Tén + vai trd

Validation: mdi KPI trong KPI Dictionary cé ngwéng dd phai cé tdi thiu mot dong twong (ng trong Ma tran canh
bao ngoai |é — khéng dé KPI cé ngwéng dé nhwng khéng ai duoc thong béo khi viot nguwéng.

CEO Dashboard theo dw an va toan danh muc — M6 ta thiét ké

Nguwdi lap: IT/Admin hé théng - Nguwoi kiém tra: Data Owner téng thé - Ngudi phé duyét: CEO/BOD
Déi twong st dung: CEO/BOD (chinh), Data Owner tong thé, trwéng phong ban.
Tan suét cap nhat: theo tan suat tirng KPI quy dinh trong KPI Dictionary (ngay/tuan/thang).

1. Muc tiéu

Cho CEO cau tra |&i "cong ty dang dirng & dau" trong dwéi 1 phat, khéng can héi lai tirng phong ban.

2. B6 cuc dashboard

Hang 1 — 4-6 KPI cét I8i toan danh muc (l4y tir KPI Dictionary, hién thi theo mau xanh/vang/dé theo nguéng da
thiét 1ap): vi du bién loi nhuan trung binh portfolio, DSO, s6 cdng trinh dang canh bdo tién dd, s6 duw tién mat dw
kién 4 tuan toi.

Hang 2 — Biéu dd xu hwéng: cac KPI cét 18i theo thoi gian (12 ky gan nhét), gitp CEO thay xu huéng tdng/giam
cht khéng chi con sé tai mot thei diém.

Hang 3 — Bang chi tiét theo cong trinh: mdi dong mdt cong trinh, hién thi cac chi sé tién dd, bién lgi nhuan, céng
no — t& mau nguéng canh bao, cho phép CEO click vao dé xem chi tiét.

Hang 4 — Action Log dang mé: danh sach hanh déng chwa hoan thanh, sép xép theo mirc do tré han, d& CEO
thdy ngay viéc gi dang bj "treo".

3. Nguon dir liéu
KPI Dictionary (dinh nghia cong thirc/ngudn), Management Pack (di¥ liéu tdng hop médi ky), Decision Log/Action
Log, va dir liéu tr cac SOP van hanh khac (ngan sach/lai 16, cong no/dong tién, div liéu cong trinh).

4. Cach doc dashboard

Nhin hang 1 trwéc d& ndm tinh hinh téng thé trong vai giay. Néu cé 6 dd, vao ngay bang chi tiét theo cong trinh
(hang 3) dé& xac dinh cong trinh cu thé gay ra cadnh bao. Cudi cung kiém tra Action Log (hang 4) dé biét viéc gi
dang xt ly, viéc gi dang bi tré can thuc day.

5. Tiéu chi san sang st dung

Moi KPI hién thi trén dashboard déu cé trong KPI Dictionary v&i cong thire rd rang; dbi chiéu tht cong khép sb liéu

AN

mot lan; da dung qua téi thiéu 3 budi hop diéu hanh lién tiép ma khong phat sinh tranh cai vé "sé nao ding".

Xem thém: SOP-EXEC-08 — quy trinh day da di kém bd cong cu nay.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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