AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

B6 cong cu kiém soat Ioi nhuan dw an

Tai liéu thwe chién ERP « Al-X — ai-x.vn » Cap nhat 2026-09-02 05:22:36

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

Hwéng dan Bo cong cu kiém soat Ioi nhuan dw an

B& cong cu nay di kém SOP-PNL-02 , dung dé theo ddi ngan sach va loi nhuan tirng cong trinh theo thdi gian
thwc. Gém 6 biéu mau/cdng cu: chi tiét trwong dir liéu tai Template & Field Guide , checklist thao tac tai phan
Checklist , mé ta dashboard tai phan Dashboard .

1. Danh muc biéu mau

1 Template Template & Field Guide, | Cap nhat hang tudn cho
Budget—-Actual-Committed | muc 1 méi cdng trinh
=ET—C=EAC

2 Bang phan tich chénh léch | Template & Field Guide, | Khi Budget va Actual/EAC
chi phi muc 2 léch nhau dang ké

Phiéu giai trinh vwot ngan
sach

Template & Field Guide,
muc 3

Khi EAC vuwot Budget qua
ngwdng doé

Checklist hop ra soat 13i/l6
dy an

phan Checklist

Trong mdi budi ra soat
dinh ky

Dashboard bién lgi nhuan
dw bao

phan Dashboard

Theo doéi lién tuc, dung
trong hop ra soat

Mau Portfolio P&L theo
cbng trinh

Template & Field Guide,
muc 4

Bao cao CEO/BOD hang
thang

2. Muc dich cua tirng biéu mau

- Template Budget—Actual-Committed—ET C—EAC : noi duy nhat téng hop 5 con sb cbt 16i ctia mot cong
trinh, 1a ngudn cho moi phan tich khac.

- Bang phan tich chénh I&ch chi phi : md xé chénh léch theo tirng hang muc (vat tw/nhan céng/thau phu/may
mac) dé biét chinh xac khoan nao dang vuort.

- Phiéu giai trinh vwot ngan sach : budc PM néu rd nguyé&n nhan va dé xuéat x& ly khi vwot ngwéng, tranh im
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lang cho qua.

- Checklist hop ra soat 13i/16 dw an : d@m bao budi hop ra soat khéng bd sét cong trinh ndo hodc chi ban qua
loa.

- Dashboard bién Igi nhuan dw bao : cho CEO/BOD cai nhin téng quan toan portfolio trong mét man hinh.

- Mau Portfolio P&L theo cong trinh : can cir d& CEO quyét dinh phan bd ngudn luc va dinh gia hop déng

moi.

3. Ngwei 1ap, ngwei kiém tra va ngwei phé duyét

Template PM Data Owner téng thé Data Owner téng thé
Budget-Actual-Committed | (Actual/Committed/ETC) +
—LCT C-LCAC QS(Budget) - - = =
Bang phan tich chénh Iéch | PM Data Owner tong thé Data Owner tong thé
chi phi
Phiéu giai trinh vwot ngan | PM Data Owner téng thé PM (trong thdm quyén) /
sach CEO-BOD (vwot tham
quyen)
Checklist hop ra soat 13i/16 | Data Owner tbng thé — Data Owner téng thé
dw an
Dashboard bién lgi nhuan | IT/Admin hé théng Data Owner téng thé Data Owner téng thé
dw bao
Mau Portfolio P&L theo | Data Owner téng thé Ké toan CEO/BOD
cbng trinh

4. Hwéng dan dién tirng trwdng
Xem chi tiét field-by-field tai Template & Field Guide . Nguyén tac chung:
- Moi sb tién dung don vi VND, khoéng viét tat.
- Committed Cost ghi nhan ngay khi PO phat hanh , khéng ch® héa don — day 1a 16i phd bién nhét khién
EAC bj tinh thiéu.
- ETC phai dwa trén khdi lwong con lai thuc t&, khéng copy nguyén phan "Budget con lai" (hai con s6 nay
khac nhau khi don gia thi treong da thay dbi).
- Trwéng "Nguyén nhan chénh léch" trong Bang phan tich chénh l&ch chi phi 1a bat budc, khéng dwoc dé
tréng hodc ghi chung chung "chi phi phat sinh".
5. Vi du c6 dir liéu minh hoa
Vi du mang tinh minh hoa, khéng phai sé lidu that.
Cong trinh CH-2026-021 tai tuan thir 6:
Ma cong trinh | Budget | Actual Cost | Committed Cost | ETC | EAC | Bién LN dy bao
CH-2026-021 | 6.100.000.000 | 2.400.000.000 | 1.300.000.000 | 3.000.000.000 | 6.700.000.000 | 1,5%

Vi du nay cho thdy EAC (6,7 ty) da vwot Budget (6,1 ty) du Actual Cost m&i chi 2,4 ty — néu chi nhin Actual Cost,
PM sé twédng cong trinh con dw ngan sach.
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6. Quy tac validation

- EAC ludn phai bang Actual Cost + ETC — khong nhap tay riéng biét gay sai léch coéng thirc.

- Bién lgi nhuan dy bao dwdi 0% phai kich hoat cdnh bao ngay 1ap tirc, khdng chd dén ky ra soat dinh ky
tiép theo.

- M6t cong trinh khéng dwoc co hai Template Budget—Actual-Committed—ET C—EAC hiéu lwc cung luc —
ban cap nhat mai thay thé hoan toan ban tuan truwéc.

- Phiéu giai trinh vwot ngan sach phai tham chiéu dung ma cong trinh va ky cap nhat (tudn) ma né giai trinh.

7. Cong thirc KPI

EAC Actual Cost + ETC

Bién loi nhuan dy bao (Doanh thu hgp ddng — EAC) + Doanh thu hop dbng x
100%

Do Iéch ngan sach (EAC - Budget) + Budget x 100%

Ty |é gidi ngan (Actual Cost + Committed Cost) + Budget x 100%

Bién lgi nhuan trung binh portfolio Téng (Doanh thu - EAC) toan bd cong trinh + Téng
doanh thu toan bd céng trinh

8. Ban mo ta dashboard

Xem chi tiét day du tai phan Dashboard .

9. Hwéng dan sir dung trong Excel va khi chuyén l1én ERP

Trong Excel/Google Sheet: 1. Mt workbook = mét cong trinh, hodc mét sheet Master téng hop portfolio tham
chiéu cong thirc tlr cac sheet cong trinh riéng 18. 2. Dung céng thirc tham chiéu chéo sheet (khéng copy-paste sb
liéu) dé& EAC portfolio luén khép véi div liéu cong trinh gbc. 3. Khéa cong thirc EAC/bién loi nhuan, chi cho phép
nhap tay vao cac 6 Actual Cost, Committed Cost, ETC.

Khi chuyén [én ERP: 1. Actual Cost 4y tw dong tlr hoa don da ghi nhan trong module ké toan, Committed Cost 14y
tw dong tr PO trong module mua hang — loai bd hoan toan bwéc nhap tay dé sai. 2. ETC van can PM wéc tinh
thd cong (day |a phan danh gia chuyén mén, khoéng tw déng héa dwoc), nhap truc tiép vao ERP. 3. Dashboard
bién loi nhuan dy bao trd thanh bao cao/view thdi gian thwe, khéng can doi tong hop cubi tuan. 4. Thiét lap
ngwdng canh bao tw dong (email/thdng bao) khi bién lgi nhuan dw bao gidm dwéi nguwdng vang.

10. Tiéu chi xac dinh biéu mau da hoan thanh

- Co it nhat 4 tuan lién tiép Template Budget—Actual-Committed—ET C—EAC dwoc cap nhat dung han cho
moi céng trinh dang thi cong.

- Moi canh bao vuwot nguéng déu cé Phiéu gidi trinh twong (ng, khéng cé trudng hop "canh bao rdi im
lang".

- Portfolio P&L phan anh dung sé cong trinh dang thi cong thuc té tai thoi diém bao cao.

- CEO/BOD x&c nhan da dung Portfolio P&L 1am can ct cho it nhat mot quyét dinh phan bd ngudn lwc hodc
dinh gia hop déng.
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Checklist hop ra soat 13i/lé dw an

Dung trong budi hop ra soat dinh ky (khuyén nghi: hang tuan c&p coéng trinh, hang thang cép portfolio), do Data
Owner tdng thé cha tri.

Nguwdi lap: Data Owner tdng thé - Nguoi kiém tra: PM (tirng cong trinh) - Ngwdi phé duyét: Data Owner téng thé

Trwée bubi hop

- [ ] Dashboard bién loi nhuan dw bao da dwoc cap nhat véi div liéu tuan/thang gan nhat.

- [ 1 Moi Template Budget—-Actual-Committed—ET C-EAC cua cac cong trinh dang thi cong da dwgc PM cap
nhat.

- [] Danh séach cong trinh c6 canh bao (vang/dd) da dwoc loc ra trwde, gl cho ngudi tham du trwdc budi
hop téi thiéu 1 ngay.

Trong bubi hop — vé&i méi céng trinh dang thi cong

Cong trinh | Bién LN dw b&o hién tai | Thay ddi so v&i ky trwdc | C6 canh bao? | Nguyén nhan (néu cé) | Hanh
dong | Nguwdoi phu trach | Han xtr ly

[1Vang []1Dd []Khong

Vi du dién mau (mang tinh minh hoa):

Cong trinh | Bién LN dw bao | Thay ddi | Canh bao | Nguyén nhan | Hanh dong | Ngwdi phu trach | Han

CH-2026-021 | 1,5% | Gidm 8,5 diém % | Db | Phan bb nhan cong sai v&i cong trinh VP-2026-002 | Diéu chinh lai
ty 1& phan bd, xac nhan lai ETC | Data Owner tdng thé + PM | 3 ngay

Checklist bé sung — trwéc khi dong bubi hop

- [] TAt ca cong trinh ¢ canh bdo dd déu c6 hanh ddng va nguwoi phu trach cu thé, khong dé "sé theo dai
thém" ma khong cé méc thai gian.

- []1Da dbi chiéu Portfolio P&L v&i sé cong trinh thuc té dang thi cdng — khong thiéu, khéng thira céng trinh
da dong.

- [1Da xac dinh cong trinh ndo (néu cé) can bao céo truc tiép CEO/BOD ngoai chu ky hop thuéng lé.

- []1Bién ban hop (Hanh déng + Ngw&i phu trach + Han) da dwoc lwu vao hd so, khong chi trao doi miéng.

- [1 D4 lén lich budi ra soat tiép theo.

Tiéu chi hoan thanh
Checklist dwoc xem la hoan thanh khi moi cong trinh dang thi cong déu xuét hién trong bang ra soat, moi canh
bao dd déu cé hanh dong + ngudi phu trach + han xt ly, va bién ban da dwoc lwu tri tap trung.

Template & Field Guide — Bd céng cu kiém soat Igi nhuan dw an

M6 ta chi tiét tirng trwdng di li@u cho 4 cong cu con lai trong bd (ngoai Checklist & phan Checklist va Dashboard
& phan Dashboard ).

§1. Template Budget—Actual-Committed—ET C-EAC

Muc dich: tdng hop 5 con sb cét 16i ctia moét cdng trinh tai mot thoi diém, 1a ngudn di liéu géc cho moi phan tich
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15i/16.

Nguoi lap: PM (Actual/Committed/ETC) + QS (Budget) - Ngudi kiém tra: Data Owner tong thé - Nguwoi phé duyét:
Data Owner tong thé

Ma cbng trinh ) Text, theo Quy tdc ma hoéa
(SOP-DATA-01)

Ky cap nhat (tuan) *) Sé6 tuan thi cong Tang dan, khong bé tuan

Budget *) Sé tién (VND) Cé dinh trr khi c6 VO
duwoc duyét

Actual Cost *) Sé tién (VND) Chi tinh chi phi da c6 hoéa
don/chirng i

Committed Cost () Sé tién (VND) Gia tri PO da phat, chwa
c6 héa don

ETC *) Sé tién (VND) Uac tinh chi phi con phai

chi, dwa trén khéi lwong
con lai thuc té

EAC (*), tinh tw dong Sé tién (VND) = Actual Cost + ETC

Doanh thu hgp ddng *) Sé tién (VND) Gia tri hop déng da ky
(bao gdm VO da duyét)

Bién lgi nhuan dy bao (*), tinh tw dong % = (Doanh thu hop d(“)ng -
EAC) + Doanh thu hop
déng

Ghi chu Text tw do

Vi du minh hoa:

Ma codng trinh | Ky | Budget | Actual | Committed | ETC | EAC | Doanh thu | Bién LN
CH-2026-021 | Tuan 6 | 6.100.000.000 | 2.400.000.000 | 1.300.000.000 | 3.000.000.000 | 6.700.000.000 |
6.800.000.000 | 1,5%

Validation: EAC phai ludn bang Actual Cost + ETC; néu cong thirc bi ghi d& bang sé nhap tay, ban ghi bi danh dau
khéng hop €.
§2. Bang phan tich chénh léch chi phi

Muc dich: mé x& chénh léch gitra Budget va EAC theo tivng hang muc dé biét chinh xac khoan nao dang vuot va
vi sao.

Nguoi lap: PM - Nguoi kiém tra: Data Owner téng thé - Ngudi phé duyét: Data Owner tong thé
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Ma cbng trinh ) Text
Hang muc chi phi ) Vat tw / Nhan céng / Thau
phu / May méc thiét bi /
Chi phi chung
Budget hang muc *) Sé tién
EAC hang muc *) Sé tién
Chénh léch (*), tinh tw déng S6 tién = EAC hang muc - Budget
hang muc
% chénh léch (*), tinh tw dong % = Chénh Iéch + Budget
hang muc
Nguyén nhan chénh léch ) Text tw do Bét budc, khong ghi chung
chung
Dé xuét x& ly Text tw do
Vi du minh hoa:

Ma cong trinh | Hang muc | Budget | EAC | Chénhléch | % | Nguyén nhan

CH-2026-021 | Nhan cong | 1.200.000.000 | 1.850.000.000 | +650.000.000 | +54% | Phan bd sai v&i cong trinh
VP-2026-002 trong 3 tuan

Validation: tdng chénh léch cac hang muc phai khép véi chénh léch tdng (EAC - Budget) & Template §1 — néu
khéng khép, cé hang muc bi bd sét hoac ghi trang.

§3. Phiéu giai trinh vwrot ngan sach

Muc dich: budc PM gidi trinh bang van ban khi EAC vwot Budget qua nguwéng dé, lam can c& cho CEO/BOD phé
duyét hanh déng khéc phuc néu vuot thAm quyén PM.

Nguwdi lap: PM - Nguwdi kiém tra: Data Owner tdng thé - Nguwdi phé duyét: PM (trong thdm quyén) hodc CEO/BOD
(vwot thdm quyén)

Ma& cong trinh () Text

Ngay lap *) DD/MM/YYYY Trong vong 2 ngay ké ti
khi cé canh bao

Mtrc vt ngan sach *) Sé tién + % Lay tir Template §1

Nguyén nhan ) Text tw do Phan biét r6 nguyén nhan
khach quan (gia vat tw) va
chd quan (16i quy trinh)

Dé xuét xtr ly *) Text tw do
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Anh huéng dén tién do Text tw do

(néu co)

Mic vwot trong tham | (%) C6/ Khong Theo nguwdng tai SOP muc
quyén PM? 9

Nguwoi phé duyét ) Tén + vai tro

Ngay phé duyét DD/MM/YYYY

Trang thai *) Cho duyét / Ba duyét / Tt

chdi

Validation: Phiéu phai tham chiéu ding ma céng trinh va ky cap nhat (tudn) dang giai trinh; khéong dwoc 1ap phiéu
chung cho nhiéu ky.
§4. Mau Portfolio P&L theo céng trinh

Muc dich: cho CEOQ/BOD burc tranh 13i/16 ctia toan bd cdng trinh dang thi cong trong mét bang duy nhét, 1am can
ct phan bd nguén lwc va dinh gia hop déng méi.

Nguwoi lap: Data Owner tdng thé - Nguwoi kiém tra: Ké toan - Ngwdi phé duyét: CEO/BOD

Ma cbng trinh

Text

Loai hinh céng trinh

Can ho / Biét thw / Van
phong / Showroom...

PM phu trach *) Tén
Doanh thu hgp déng *) Sé tién
EAC hién tai *) S6 tién Ly tr Template §1, ky

md&i nhat

Bién lgi nhuan dw bao

%

Trang thai ) Xanh (dat muc tiéu) / Vang
(cdnh bao) / Dd (vuot
ngan sach)

Ghi chu Text tw do

Vi du minh hoa:

Ma cong trinh | Loai hinh | PM | Doanh thu | EAC | Bién LN | Trang thai

SR-2026-001 | Showroom | Lé Thi E | 3.500.000.000 | 2.730.000.000 | 22% | Xanh

VP-2026-002 | Van phong | Nguydn Van F | 5.200.000.000 | 4.732.000.000 | 9% | Vang
CH-2026-021 | Can hd mau | Nguydn Thi B | 6.800.000.000 | 6.700.000.000 | 1,5% | Dé

Validation: danh sach céng trinh trong Portfolio P&L phai khép 100% v&i danh sach cong trinh dang thi cong thyc

té — khong thiéu cong trinh méi khéi cdng, khéng con cong trinh d& dong.

Dashboard bién Ioi nhuan dw bao — M6 ta thiét ké
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Nguwoi lap: IT/Admin hé théng - Ngwdi kiém tra: Data Owner tdng thé - Ngwoi phé duyét: Data Owner téng thé

Déi twong s dung: CEO/BOD (xem tdng quan portfolio), Data Owner tdng thé (cha tri ra soat), PM (xem chi tiét
cbng trinh minh phu trach).

Tan suét cap nhat: hang tuan (tht cdng néu con dung Excel), theo thoi gian thwe néu da c6 ERP.

1. Muc tiéu cua dashboard

Cho CEO/BOD thdy ngay: trong tat ca cong trinh dang thi cdng, cong trinh ndo dang l4i tét, cong trinh nao dang
canh béo, céng trinh nao dang 16 — va bién lgi nhuan toan portfolio dang ¢ xu hwéng tdng hay gidm theo thoi
gian.

2. B6 cuc dashboard

Hang 1 — 4 chi s6 tbng quan (KP! tile):

Bién lgi nhuan trung binh
portfolio

Téng (Doanh thu - EAC)
toan bd coéng trinh + Téng
doanh thu

D3 néu < 5%,
5-10%, Xanh =2 10%

Vang

Sb cong trinh dang cénh
bao (Vang/bd)

Pém cong trinh cé trang
thai Vang hoac Dd trong
Portfolio P&L

Pé néu > 30% téng sb
cong trinh, Vang 15-30%,
Xanh < 15%

Sé Phiéu giai trinh dang
cho xtr ly

Dém phiéu trang thai "Che
duyét"

Pé néu > 3, Vang 1-3,
Xanh 0

4 Do léch EAC trung binh so | Trung binh  (EAC - | Dd néu > 5%, Vang 2-5%,
v&i Budget Budget) + Budget clia cac | Xanh <£2%
cbng trinh

Hang 2 — Biéu dd xu huéng (line chart): bién lgi nhuan trung binh portfolio theo tirng tuan trong 12 tuan gan nhét.
Xu hwéng gidm lién tuc 2—-3 tuan 14 tin hiéu can ra soat ngay & cap portfolio, khéng chi tirng céng trinh riéng 1&.

Hang 3 — Bang chi tiét theo cong trinh (nguén: M&u Portfolio P&L §4 trong Template & Field Guide ):

Ma cong trinh / PM phu trach

Budget / EAC hién tai

Bién lgi nhuan dw bao Hién thi kém mau: xanh/vang/dd

Thay d6i so v&i ky truéc Tang/giam bao nhiéu diém %

C6 Phiéu giai trinh chua xt 1y? C6/Khoéng

Hang 4 — Phan tich chénh Iéch theo hang muc (toan portfolio): tdng hop tlr B&ng phan tich chénh léch chi phi (§2
trong Template & Field Guide ), cho biét hang muc nao (vat tw, nhan céng, thiu phu...) dang 1a nguyén nhan vuot
ngan sach phd bién nhét trén nhiéu céng trinh — d4u hiéu van dé mang tinh hé théng chir khéng phai 16i riéng 18.

3. Nguén dir liéu cho dashboard
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Template Budget—Actual-Committed—ET C-EAC (§1 trong Template & Field Guide ).
Bang phan tich chénh Iéch chi phi (§2).

Phiéu giai trinh vwot ngan sach (§3).

Mau Portfolio P&L theo cong trinh (§4).

Néu dang dung Excel: dung PivotTable tdng hop tir sheet di¥ liéu cac cong trinh. Khi chuyén 1én ERP: dashboard

tré thanh bao céo tw dong, bién loi nhuan cap nhat ngay khi c6 héa don/PO méi duwgc ghi nhan — khoéng can doi
PM tdng hop cubi tuan.

4. Cach doc dashboard trong buéi ra soat

- Nhin hang 1 — néu bién lgi nhuan trung binh portfolio d3, day la van d& wu tién cao nhat cta budi hop.

- Nhin xu hwéng (hang 2) — phan biét giam doét ngét do mét cong trinh cu thé hay gidm dan déu trén toan
portfolio (d4u hiéu van dé hé thdng, vi du gia vat tw thi trweong tang).

- Vao bang theo céng trinh (hang 3) — wu tién xt& ly cong trinh dé trwwéc, sau dé vang.

- Vao bang phan tich theo hang muc (hang 4) — néu mét hang muc (vi du nhan céng) 1ap lai & nhiéu cong
trinh, xem xét van dé gbc ré & quy trinh phan bd, khaéng chi & tirng cong trinh.

5. Tiéu chi xac dinh dashboard da san sang s dung

- Bién lgi nhuan trung binh portfolio kh&p véi tinh toan tha cong khi doi chiéu mét 1an.

- Bang chi tiét theo cong trinh phan anh dung tat ca cong trinh dang thi cong tai thdi diém kiém tra.

- Da dwoc dung trong ti thiéu 2 budi ra soat dinh ky lién tiép ma khéng phat sinh sai léch s liéu.
Xem thém: SOP-PNL-02 — quy trinh day du di kém bd cong cu nay. Bai viét gbc: Khong biét cong trinh nao 14i,
cong trinh nao 16 .

ai-x.vn — Tai liéu SOP mién phi * Trang 9


https://ai-x.vn

AIX « TU VAN TRIEN KHAI ERP & Al

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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