AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bo6 cong cu timesheet tinh phi
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Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Bang Timesheet ghi "nghién ctru ho so 12 gi®": Khach tir chéi thanh toan
68 triéu dong

M6t cong ty luat chuyén tw van doanh nghiép tai TP.HCM gt héa don dich vu phap Iy cudi thang cho khach hang
FDI v&i tbng sb tién 240 triéu ddng (tinh theo don gia 120 USD/gi®). Ndm ngay sau, phong Tai chinh ctia khach
hang gl thw tir chdi thanh toan kém bang ra soat chi tiét: gan 30% sb gid tinh phi (khodng 68 triéu déng) bi bac
bd vi cac dong md ta cong viéc trong Timesheet qua mo hé, ghi vén ven cac cum tr: "Nghién ctru hé so vu viéc",
"Hop ndi bd trao déi", "Soan thao tai liéu lién quan", "Ra soat van ban phap luat". Khach hang yéu ciu: "Néu
khéng chirng minh dwoc tirng gidr 1am viéc cu thé tao ra gia tri gi cho thwong vu cla ching t6i, ching tdi sé chi
thanh toan phan gi®’ cé san phadm dau ra rd rang" .

Dé khong lam mét khach hang Ién, Managing Partner phai can rang ky Phiéu Write-off (hdy b gi¢ tinh phi) tri gia
68 triéu dong, déng thdi cong ty méat 2 tuan lam viéc dé dbi soat lai toan bd nhat ky. Can bénh kinh nién cta cac
cong ty tw van chuyén mén la: chdm timesheet d6i pho vao cudi tuan/cudi thang , ghi chép so sai, khéng gan véi
san pham ban giao cu thé. Bd cong cu nay di kém SOP SOP-TM-5835 — Timesheet di mé ta dé tinh phi theo
yéu cau khach , giup chudn héa tr cau chi* mé ta dén quy trinh duyét Bill, ddm bao 100% gi¢» 1am viéc dwoc
chuyén hoéa thanh doanh thu thwe nhan.

Nguyén ly Chdm Timesheet Dich vu: M6 ta Hanh dong — Pdi twong — San
pham ban giao

Trong nganh dich vu chuyén mén (Luat, Thué, Kiém toan, Tw van chién lwoc), Timesheet khong phai 1a cong cu
kiém soéat gi®’ gidc nhan vién — Timesheet chinh & héa don ban hang chi tiét giri khach . Mot dong Timesheet
chuan muc bat budc phai ciu thanh tir cong thire 3 thanh phan:

Dong Timesheet Chuan = [DPong tir Hanh déng cu thé] + [Ddi twong phap ly / Diéu khoan cu thé] + [San phadm dau

ra ban giao]
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"Nghién ctru hd so vu viéc (3.5h)"

"Ra soat Didu 8 & 12 Dy thdo Hop ddng Mua ban Cb
ph&n (SPA), déi chiéu voi Luat Doanh nghiép 2020 & 1ap
Bang y kién phap ly (Legal Memo v2) — 3.5h"

"Hop trao ddi ndi bd (2.0h)"

"Hop nhém chuyén mén cung Luat sw Lead dé& thdng
nhét cdu tric phap ly phwong an chuyén nhwong quyén
st dung d4t Dw an KCN X — 2.0h"

"Soan thao tai liéu (4.0h)"

"Soan thao 14n 1 Don khé&i kién va Danh muc chirng ct
kém theo gtvi Toa an Nhan dan TP.HCM trong vu tranh
chép hop ddng thi cong #V-208 — 4.0h"

"G&p khach hang trao déi (1.5h)"

"Tham gia budi lam viéc tryc tiép tai tru s& Cong ty ABC
dé giai thich cac rai ro bao 1anh ngan hang theo Thuw tw
van phap ly #.0-102 — 1.5h"

Quy trinh duyét Timesheet déng géi Héa don dich vu (Billing Pipeline) 1. CHAM GIO HANG NGAY Ghi nhan
trwdc 18h00 Chuén cAu truc 3 thanh phan 2. RA SOAT PRE-BILL Lead Partner duyét dong Loai bd md t& mo hd
3. PHAT HANH HOA BON Khéach duyét 100% gi& Thu tién dang ky han HIEU QUA CUA TIMESHEET CHUAN
MO TA: Giam ty & Write-off tir 28% xudng < 2% * Khach hang duyét thanh toan trong 48 gi¢&» Téang 22% dong tién
thwe thu ma khéng can tang don gia gi Hinh 1 — Ludng x& ly Timesheet tir khau chdm nhat ky hang ngay dén

khi phat hanh Hoéa don thu tién

B6 cong cu di kém SOP-TM-5835: 6 biéu mau, dung ding lac

(Auto-reminder)

1 Chuan mo td | Khi nhan sy moi | Trwdng bd phan | Khong cé vi du méu
timesheet (Style | onboarding Chuyén moén cu thé; nhan sy méi
Guide) tw ché cac cach viét

mo ho
2 Hé théng nhac chdm | G&i  17h30 hang | Hé théng / Quan tri | B6 qua viéc nhéc
tw dong | ngay vién nhé, dé nhan sw don

viéc chdm timesheet
vao chiéu the» Sau
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Bang ra theo wu
(Pre-billing Review)

Trudc ngay chét Bill
3 ngay

Luat sw Lead vu viéc

Duyét lwét qua tdng
sb gi&> ma khong doc
ky noi dung md ta
trng dong

Phiéu duyét bill
(Billing Approval
Form)

M&i ky phat hanh
héa don

Managing Partner /
CFO

Phat hanh héa don
khi chwa c6 sw xac
nhan pham vi cong
viéc tr khach hang

S& write-off (Theo
doi gioy gidm trir)

Khi cé gid bj cat
giam

Ké toan dich vu

Hay bd gi® tinh phi
ma khdéng phan tich
nguyén nhan (do tho
m¢&i non tay hay do
vuot trdn Cap)

Bao cdo bj trd lai
theo khach (Dispute
Log)

Hang thang tai cudc
hop diéu hanh

Ban Giam dbc

Khéng theo doi xu
hwéng khiéu nai dé
chuidn héa lai hop

ddéng dich vu ban
dau

Template di¥ liéu chuin gém 6 trong bét budc: Ngay — Gio thue hién, Ma vu viéc — Tén khach hang, Tén nhan
sy & Cap bac, Ma loai cong viéc (Drafting / Research / Meeting), M6 ta chi tiét 3 thanh phan, Trang thai tinh phi
(Billable / Non-billable / Write-off) .

Quy trinh 5 bwéc van hanh Timesheet khéng bi cat giam gio

Bwdc 1: Nhan vién tw van hoan thanh viéc gi thi m& phan mém/sd chdm ngay trong ngay, cham nhét la 18h00
cung ngay. Budc 2: Hé thdng tw déng quét va glvi cdnh bao nhac nhé nhirng nhan sw chwa di 8h chdm coéng.
Budc 3: Trwde ngay chét héa don 3 ngay, Lead Partner xuat Bang Pre-bill ra soat toan bd cau chir mo ta; viét lai
nhirng cau chua ré rang. Budc 4: Ké toan phat hanh Hoéa don dinh kém Bang ké Timesheet minh bach gt khach
hang. Buéc 5: Sau khi khach thanh toan, ké toan déi soat sé tién thwc nhan; néu cé khoan gidm triv, bat budc
nhap vao Sé Write-off d& phan tich nguyén nhan tai cudc hop diéu hanh thang.

Case study thuc té: Cat giam Write-off tlr 28% xudng 1.5% tai Céng ty Luat
LexCorp

Cong ty tw van LexCorp véi 25 luat sw ap dung chuan héa quy trinh Timesheet:

ai-x.vn — Tai liéu SOP mién phi * Trang 3


https://ai-x.vn

Al-X « Tw van trién khai ERP & Al — B6 cong cu timesheet tinh phi

Ty & gi©d bi gidm tr

(Write-off Rate)

28.4% tébng sb gio> ghi
nhan

1.5% tbng sb gi& ghi nhan

Bao toan 98.5% cbng slrc
lao déng

Sé tién bi that thoat trung
binh / thang

74.5 triéu ddéng / thang

3.8 triéu ddng / thang

Thu héi 70.7 trieu ddng
doanh thu / thang

Thoi gian thu hdi cong no
(DSO)

58 ngay (do khach hang
chay i khiéu nai)

18 ngay (khach duyét ngay
lan dau)

Tang téc d6 luan chuyén
dong tién mat

Ty 1& nhan sw
Timesheet trong ngay

nop

Chi 32% (ddn hét vao cudi
tuan)

98.2%
18h00

ndép dung trwoc

D& liéu thoi
minh bach

gian thuc

Téng két
doanh thu

tang trwdng

Thu hdi gi® mét + gidm
thoi gian tranh cai + DSO
ngan

Tang +34.2% loi
rong hang nam

nhuan

4 Chi s6 KPI quan tri Timesheet tinh phi

Ty 1& gt bi Write-off (%)

(Téng sbé gid bi giam tryr =
Téng sb gio Billable ghi
nhan) x 100%

<3.0%

Vuwot 5%: Bat budc kiém
diém khau phan coéng va
chét lwogng mo ta

Ty I& ndp Timesheet trong
ngay (Same-day Entry)

(S6 dong timesheet ghi
nhan trong ngay + Téng sb
dong) x 100%

= 95%

Dudi 90%: Trir diém KPI
danh gia nhan sy cubi
thang

Ty 1& hoa don dwgc duyét
l&n 1 (Clean Invoice Rate)

(S6 Hoéa don khach thanh
toan ngay khéng khiéu nai
+ Téng hoéa don) x 100%

>96%

Phat sinh  khiéu nai:
Partner phu trach phai tryc
tiép goi dién giai trinh trong
24h

Hé sb hién thuc héa gio
cbng (Realization Rate)

Doanh thu thwc thu =+
(Tébng s6 gio Billable x
Don gia niém yét)

>290%

Dwéi 85%: Ra soat lai
chinh sach gia va théa
thuan tran gio (Fee Cap)

Checklist ky luat Timesheet — 4 nguyén tac thép cta Luat sw tw van

- Khéng duing céc tir ngl® mo' hd ("nghién ciru", "hop ndi bd"): Ludn ghi rd tén van ban, sé diéu luat va san
pham dau ra.

- Cham cong theo phan doan thoi gian chuan (0.1h = 6 phut): Ghi nhan chinh xac, khéng lam tron ciu tha
[én 1.0h hay 2.0h.

- Gan dung M4 vu viéc va M3 giai doan (Phase Code): Khéng ghi dén cac cong viéc ctia nhiéu vy vao moét
ma chung.

- Tuyét dbi khong dé qua han 24 gid: Xem viéc chdm Timesheet 1a budc két thic bat budc ciia mdi ngay lam
viéc.
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S6 héa Timesheet tw ddng trén nén tang ERP Dich vu

Khi 'ng dung phan mém quan ly Timesheet hién dai (nhw Odoo Timesheets & Invoicing):

- Pbng hd bam gi¢r tw dong (Timer App trén dién thoai / Desktop): Bat dau lam viéc chi cAn nhan nut "Start",
xong viéc nhan "Stop", hé thdng tw ddong ghi nhan chinh xac tirng giay.

- Goiy cau tlr md ta chuén bang Al (Al Timesheet Polishing): Tro' ly Al tw ddng chuan hoéa cac cau ghi cha
ngén thanh mé ta dich vu chuyén nghiép dat chuan quéc té.

- Tw doéng xuét héa don dién t&r dinh kém Timesheet: Chi bang 1 ct nhap chuét, hé théng tw dong téng hop
toan bo gi¢r lam viéc da duyét thanh Héa don chuyén nghiép glri thdng qua cdng théng tin khach hang (Client
Portal).

Bat dau chuan héa ngay hém nay

Hay ban hanh Bang chuin mo ta Timesheet (Style Guide) cho toan thé nhan vién trong budi hop tuan t&i: cAdm 5
cum tlr mo hd phd bién nhéat va yéu cau tuan tht cdng thire 3 thanh phan. Ban sé thy ngay hiéu qua: khach hang
thanh toan nhanh choéng, khéng con tranh cai, va doanh thu céng ty tang trwdng vwrot bac.

Toan bo biéu mau thwe hanh (Chuin mé ta Timesheet, Hé théng nhéc tw dong, Bang ra Pre-bill, Phiéu duyét
bill, S6 Write-off, B&o céo tranh ch&p) dwoc tich hop trong SOP-TM-5835 — Timesheet di mé ta dé tinh phi theo
yéu cau khach .
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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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