AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bo6 cong cu loii nhuan theo khach hang

Tai liéu thwe chién ERP « Al-X — ai-x.vn + Cap nhat 2026-08-18 02:34:54

Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Khach hang VIP déng gép 25% doanh thu nhwng lIam céng ty 16 85 triéu
moéi nam: Cai bay "doanh thu ao"

Mét cong ty cung cép dich vu ké toan thué va tw van tai chinh tai TP.HCM phuc vu 45 khach hang trd phi hang
thang (Retainer Fee). Trong d6, mét Tap doan b4t dong san la "khach hang VIP" I&n nhét, dong gép 35 triéu
déng/thang (chiém 25% tbng doanh thu ¢é dinh cla cong ty). Ban Giam déc luén cung chiéu vi khach nay, sdn
sang wu tién moi nhan sy gidi nhat. Tuy nhién, dén cubi nam khi cai dat phwong phap tinh chi phi theo hoat déng
(Activity-Based Costing), CFO chan déng khi phat hién: khach hang VIP nay khién coéng ty 16 rong 85 triéu dong
mdi nam . Nguyén nhan: khach hang lién tuc phat sinh cac yéu cau ngoai hop déng (Scope Creep) nhw ra soat lai
s6 sach 3 nam trwdc, di gidi trinh véi co quan thué dot xuét, 1ap bao cdo quan tri riéng... tiéu tdn hon 1.400 gid
lam viéc cua luat sw va ké toan trudng — cao gép 3.2 1an sbé gior dwoc dinh gia trong hop ddng gbc.

Day la can bénh "nghién doanh thu" phd bién nhét trong nganh dich vu chuyén mén: chi nhin vao s tién khach tra
(Doanh thu) ma khéng do lwéng chinh xac sé gi® nhan sw da bd ra (Chi phi that) . Bd cdng cu nay di kém SOP
SOP-TM-5830 — Tinh lgi nhuan theo khach hang dich vu , gitp ban béc tach chi phi gi¢r, kiém soat Scope Creep
va phan loai danh muc khach hang dé t6i wu héa bién lgi nhuan rong.

Nguyén ly L¢ii nhuan Khach hang Dich vu: Cong thirc Lai rong theo Khach
& Bay Scope Creep

Trong kinh doanh dich vu tron goi (Retainer / Flat Fee), loi nhuan khéng tinh trén tirng hop déng ky két ma tinh
trén **tbng sb gio lam viéc thwe té** phuc vu khach hang dé trong subt vong doi hop déng:

Loi nhuan Rong theo Khach hang = Phi Dich vu Phu hop thu dugc — = (S6 gid nhan sy x Pon gia gio von theo
Cép bac) - Chi phi Truc tiép phat sinh
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Phat sinh yéu cAu méi ngoai HD

Nhan sy am thdm lam cho xong dé
"chiéu khachVIP", khéng ghi nhan
gio

Lap ngay Phiéu Scope Creep; thdng
bao chi phi phu thu hoac tinh gi&
ngoai HDb

Phan bd nhan s thwe hién

Giao luat sw/ké toan dat tién lam ca
cac cdng viéc hanh chinh nhap liéu

Ap dung bang gia gi®' theo cép: giao
viéc don gidn cho Junior dé& ha gia
vén

Phan loai danh muc khach hang

Coi khach hang trd phi cao nhat la
khach hang quan trong nhét

Phan loai 4 nhom: Khach Ngbi sao
(Lai cao), Khach Tiém nang, Khach
D6t vén, Khach Can tai dam phan

Tai dam phan HD hang nam

Tai ky tw dong theo gia cii vi s¢ mat
khach hang quen

Soi Bao cao bién lgi nhuan: tang gia
hodc cat bot scope véi khach hang
bién dwéi ngudng

Ma tran Phan loai Danh muc Khach hang Dich vu (Customer Portfolio) KHACH NGOI SAO (STARS) Doanh thu
Cao * Bién Lgi nhuan > 35% Chién lwgc: Cung chiéu & Gitr chan tuyét di KHACH TIEM NANG (GROWTH)
Doanh thu Vira * Bién Loi nhuan > 25% Chién lwoc: Upsell ban thém dich vu méi CAl BAY DOANH THU
(BLEEDERS) Doanh thu R4t Cao * Bién Lgi nhuan < 0% (LO) Chién lwoc: Tai dam phan gia / Siét Scope

KHACH DUO1 NGUONG (DRAIN) Doanh thu Thép « Bién Loi nhuan < 10% Chién lwvoc: Tang gia hoac Dirng hop
ddng Chi c6 s6 lieu boc tach gidr lam viéc méi gidp ban I&anh dao nhin thdy dau 1a "Khach Ngéi Sao" thuc sw va
dau 1a "Cai bay doanh thu" Hinh 1 — Ma tran phan loai danh muc khach hang dwa trén bién Ioi nhuan rong thuc

X

té

B6 cong cu di kem SOP-TM-5830: 6 biéu mau, dung ding luc

chi phi theo khach

dich vu

1 Bang gia gid theo | Cap nhat hang nam Managing Partner + | Tinh chi phi gi® theo
cdp (Hourly Rate CFO lwong cirng ma bd
Card) qua chi phi van hanh
chung (Overhead)
2 Template tap hop | Cudi méithang/quy | K& toan gia thanh | Chi cong tién lwong

nhan sw, bd qua cac
chi phi dich thuat,
cbng tac phi, phi nép
nha nwéc
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3 Bang bién — xép | Ra soat hang quy CFO + Truwéng bo | Gitr bi mat sb liéu
hang khach hang phan Kinh doanh bién loi nhuan,
khong chia sé cho
Partner phu trach
khach hang biét

4 Phiéu Scope Creep | Ngay khi khach yéu | Luat sw / K& toan | Am thdm lam viéc
(Phat sinh ngoai HD) | cau viéc méi trwdng phu trach m&i  vi ngai noi
chuyén tién bac véi
khach hang cl

5 Béo céo khach hang | Trinh hop giao ban | Ké toan quan tri Khéng dé ra han
dwdi nguwdng bién hang thang chét tai dam phan,
dé khach hang 16
tiép tuc gia han hop

doéng
6 Bién ban hop danh | M&i quy mét lan Ban Diéu hanh cong | Quyét dinh gi®/bd
muc khach hang ty khach hang dwa trén

cdm xuc ca nhan
thay vi di¥ liéu bao
cao bién

Template di¥ liéu chudn gdm 6 trwérng bat budc: Ma khach hang, Téng doanh thu phi dich vu, Téng sé gi® nhan
sw phuc vu (phan theo Cép bac), Tong chi phi gi& vén & Chi phi truc tiép, Loi nhuan rong (VND), Ty 1é bién loi
nhuan rong (%) .

Quy trinh 5 bwéc téi wu héa loi nhuan danh muc khach hang

Buwdc 1: Ké toan quan tri tinh toan Bang gia gid vén chinh xac cho tirng cap bac nhan sy (Partner, Senior, Junior)
da bao gdbm lwong, thwdng va chi phi van hanh chung. Buéc 2: Cubi thang, hé thdng tw dong gom di liéu
Timesheet da duyét dé tinh tdng chi phi gi® vén da dau tw cho tirng khach hang. Buéc 3: Lap Bang xép hang bién
loi nhuan rong, dwa khach hang vao Ma tran phan loai 4 nhom. Bwéc 4: Ban hanh quy dinh ngat nghéo vé Scope
Creep: moi cong viéc nam ngoai phu luc hop ddng phai c6 Phiéu Scope Creep dwoc khach hang xac nhan trwéc
khi lam. Buéc 5: Tién hanh tai dam phan tang gia phi hang nam dbi véi cac khach hang thuéc nhém "Cai bay
doanh thu" hodc "Dwéi nguéng"; kien quyét tir chéi tai ky néu khach khéng chap nhan mac gia méi hoa vén.

Case study thwc té: Bién 45 khach hang Retainer thanh c¢6 may sinh 1i tai
Alpha Tax

Cong ty tw van K& toan Thué Alpha Tax ra soat danh muc 45 khach hang doanh nghiép:
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Sé lwong khach hang bi 16
rong (Bleeders)

12 / 45 khach hang (chiém
26.6%)

0 khach hang bi 16

Loai béd 100% khach hang
&n réng vén

Bién lgi nhuén rong trung
binh toan cong ty

14.2% (do khach 16 kéo
xubng)

31.8% bién Igi nhuan rong

Tang gap 2.2 an bién loi
nhuan rong

S6 vu viéc thu thém tién
Scope Creep

0 VND (lam mién phi ngoai
hop dong)

145 triéu déng / quy

Thu dung, thu da céng strc
nhan sy

Ty Ié gilr chan Khach hang
Ngbi sao (Stars)

82% (do luat sw ban cham
khéch 16)

96% gitr chan tuyét déi

Tap trung ngudn luc cung
chiéu khach t6t

Tang trwdng loi
rong hang nam

nhuan

Tai dam phan 12 khéach 16
+ phu thu Scope Creep +
tap trung khach VIP

Lgi  nhuan
+62.4% / nam

rong tang

4 Chi s6 KPI quan tri loi nhuan danh muc khach hang

Bién lgi nhuén rong trung
binh danh muc

(Téng loi nhuan rong tat ca
khach + Téng doanh thu) x
100%

= 30%

Duwéi 25%: Lap tirc ra soat
danh muc Top 10 khach
hang I&n nhat

Ty |& khach hang nam
trong nhom "L&"

(S6 khach hang cé bién
rong < 0% + Téng sb
khach hang) x 100%

0% tuyét déi

Khach 16 2 quy lién: Bat
budc gri théng bao diéu
chinh gia phi

(Client Concentration)

hang I6n nhat + Téng
doanh thu cong ty) x 100%

Doanh thu phu thu Scope | (Téng tién phu thu ngoai | =8.0% Du6i 5%: Nhac nhé cac

Creep / Total Rev HD + Téng doanh thu thuc Partner vé ky luat lap
thu) x 100% Phiéu Scope Creep

Ty 1é khach hang tap trung | (Doanh thu ctia 1 khach | <15.0% Vwot 20%: Canh bdo rdi ro

phu thudc; ddy manh tim
kiém khach mai

Checklist ky luat — 4 diéu cam cua Giam déc Dich vu

- Khéng danh gia khach hang chi dwa trén quy mé Doanh thu: Luén nhin vao con sb Loi nhuan Rong sau khi
da trwr chi phi gio von.

- Khéng lam mién phi bat ky yéu cau nao nam ngoai Scope hop ddng: Moi viéc phat sinh phai c6 xac nhan
chi phi trwdc khi trién khai.

- Khoéng gidu sb liéu bién lgi nhuan véi ddi ngi tw van truc tiép: Minh bach s6 liéu dé nhan sw cé y thire tiét
kiém gio’ lam viéc.

- Khéng ngai tir chéi tai ky hop ddng véi khach hang 16 dai déng: Giai phdng néng lwc nhan sy dé phuc vu
cac khach hang mai co bién Igi nhuan tét hon.
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S6 héa tinh Loi nhuan Khach hang trén phan mém ERP

Khi ’ng dung hé théng ERP quan ly dich vu chuyén mén (nhw Odoo Analytic Accounting & Customer Profitability):

- Tw déng hach toan Tai khoan Quan tri (Analytic Account): M&i khach hang dwoc cip 1 ma tai khoan quan
tri riéng; toan bo gi®* Timesheet va chi phi hda don mua ngoai tw dong db vé tai khoan nay.

- Bdo cdo Loi nhuan Khach hang theo thoi gian thuc (Real-time P&L by Customer): Nhan 1 nat dé xem bang
can dbi thu chi chi tiét cha tirng khach hang tai bat ky thei diém nao trong nam.

- Canh bdo tw dong khi hop ddng vuwot tran gior (Cap Alert): Hé théng tw dong glri email canh bao khi sb gier
nhan sw da dung dat 80% tran hop doéng tron goi.

Hanh déng ngay trong quy nay

Hay chon **Top 10 khach hang cé doanh thu I&n nhét cong ty ban**, gom di liéu Timesheet 6 thang qua va tinh
toan sb gi®’ thwc t& nhan sy da bo ra. K&t qua sé gitp ban nhin thay sw that vé hiéu qua kinh doanh ctia minh —
va m& ra co hdi tng trwdng loi nhuan ngay lap tirc ma khoéng can tén thém tién marketing tim khach hang mai.
Toan bd biéu mau thwec hanh (Bang gia gi¢ theo cap, Template tap hop chi phi theo khach, Bang xép hang
bién, Phiéu Scope Creep, Bao cdo khach duéi nguéng, Bién badn hop danh muc) duwoc tich hop trong
SOP-TM-5830 — Tinh Igi nhuan theo khach hang dich vu .
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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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