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Nén t&ng thuong mai héa gid tri dia phuong

CHUONG 07-08 / DASHBOARD & CANH BAO

HUGNG DAN QUAN TR| TAP TRUNG
& HE THONG CANH BAO SGM Al
CHO CEO

Chi tiét Noi dung Chucng 7 & Chuong 8 — Thiét ké Bang diéu
khién Trung tédm va Ung dung Al Phan tich Qudn tri

"

Minh hoa y niém vé diém nhin CEO va cdc ludng canh bdo; khong thé hién dashboard hay ha
tang thuc té.

BAN CHUAN HOA 20 CHi SO « 15 dong tir bdng Chuong 7 + 5 dong dé xudt bién tap da dugc
chon. Ngudng, thuc té, trang thdi va ngudi gilr nhip clia nédm dong mdi chd xdc nhan.
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PHAN I: THIET KE BANG DIEU KHIEN
TRUNG TAM CHO CEO (CHUGNG 7)

1. Vai tré cot 16i ctia CEO & Triét ly Quan tri

Thuc trang quan tri: Ngudi ch doanh nghiép néu ngdy ndo
cling phdi tu doc tung bdo cdo riéng Ié ti Marketing, Sale, Kho,
K& todn, CSKH, Nhén su réi tu cdng trir trong dau thi chi dang

ldm céng viéc clia mot ngudi téng hap van hanh cép cao.

Dinh vi vai trd 6ng chl: Ngusi chl khédng can nhin tat cd moi con sé.
CEO can nhin ding cdc con s& cé thé Iam thay déi quyét dinh, tap
trung ddnh gid hudng di doanh nghiép, su an todn cta dong tién, chat
lugng tdng trudng va dé nghén ctia bé may.

Chuyén déi phuong thiic diéu hanh: Bang diéu khién trung tam
(Dashboard CEO) gitp chuyén d&i ti diéu hanh bdng phdn lng sang
diéu hanh bdng quyén quyét dinh.

7 Cau héi quan tri téi thuong Dashboard phai tra I5i
Céng ty dang 6n hay dang cé diém léch [6n? -> Ddp bdng Trang thdi
Xanh / Vang / D6 cla cdc chi sé trong yéu.

Diém ndo nguy hiém nhdt ltc nay? -> Ddp bdng Danh sdch chi s D3
xép theo mic dd anh hudng (Tién, Khdch hang, Vén hanh, Con ngudi,
Phdp ly).

Doanh thu cé that su tot khédng? -> Pdp bdng Doanh thu sau hoan,
Tién dé thu, Lgi nhuéin sau chi phi truc tiép.

Tién cé an todn khong? -> Pdp bdng Dong tién 30 ngdy t8i, Cong ng

qud han, Khodn phdi tra I8n.
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B& mdy dang nghén & dau? -> Ddp bdng Pon chd giao, Hang chdm, Vi
tri trong yéu tréng, L6i 1dp lai.

Ai phdi chiu trach nhiém x{ ly? -> Ddp bdng Ngudi chiu trdch nhiém két
qud, Phong phéi hdp, Han phdn héi.

Viéc ndo cdn 6ng chl quyét? -> Ddp bdng Cot viéc cdn CEO quyét

(DlUng, Duyét, Cét, Téng, D6i co ché, Thay ngudi, Uu tién nguédn luc).

2. Mau Bang diéu khién Trung tam CEO
(Dashboard CEO)

Dudi day & mau Bang diéu khién Trung tdm CEO téng hdp cdc chi sé

quadn tri cot 15i:
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Ban tong quan 20 chi sé — ddu * la ném dong bién tép bé sung

Tién d6 sé&n phdm trong yéu

Ty I 16i sau kiém duyét, kiém hang

Ty & khdch chudn

Chi phi that trén khdach dat chudn / don
Doanh thu sau hodin theo chién dich
Doanh thu dd thu / Doanh thu chét

Ty 18 chét theo ngudn khdch

Ty Ié hoan/hidy theo nhém sale

Pon chd giao > 48h

Ty Ié giao dung han

t Gid tri hang chdm trén 60 ngay

Ty 1& hoan (téng)

t L&i 1ap lai chua dugc x ly

Dong tién 30 ngdy

Cong ng qud han

Lgi nhudin sau chi phi truc tiép

Vi tri trong yéu tréng

t Nhém / phong ban qud téi trén 3 tudn
t Hop déng I8n chua ra phdp ly

t N6i dung qudng cdo / cam két bdan hang cé riiro cao

BA COT CHUA THE DUNG DE PIEU HANH

MANG / PHONG BAN TRANG THAI
15/ 20 20/ 20
15 dong ngudén con tréng chua cham mau

9.0 ngay
10.0%
42.0%

156.000 d
63.0%
58.1%
17.5%
18.0%

1.250 don
74.0%

14.0%
-1.100 triéu
3.200 triéu

6.5%

5.0 vi tri

NGUGI GIU NHIP
20/ 20

chua phan

cong

Ban 20 dong = 15 dong ngudn + 5 dé xuat. Chua du quy tac va dir liéu cung ky dé cham trang thai.

SG d6 1 Kiém d6 hodin thién ban 20 dong: 15 dong ngudn chua phén nhém, cd 20 dong chua cé

trang thdi va ngudi gilt nhip

Ddu t ddnh ddu ndm chi s& dugc bd sung theo quyét dinh bién tap, khdng cé sén trong bdng
Chuong 7. Dau “—" la thiéu gid tri, khdng phdi O hay trang thdi Xanh. 15 dong géc giif nguyén dif
lidu v ngudng; ndm dong mdi chua dudc gdn ngudng, s6 thuc té& hodc ngudi giir nhip.
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S& chi tiét 20 chi sé — 15 dong ngudn va 5 dong dé xudt (1)

Chi s6 01 | Tién d6 san phdm trong yéu

N

Mdang / Phong ban
Chi s6 CEO can nhin
Ngudng Tot
Ngudng Vang
Ngudng Do

Thuc té ky

Trang thdi

Ngudi gilr nhip

Viéc céan CEO quyét /
Gidi thich nhanh

Tién d6 san phdm trong yéu
3.0
7.0
9.0
9.0 ngay

S&n phdm trong yéu dang téc; nguy cd khdng di hang hodic
chua di chat lugng.

Chisé 02 | Tylé16i sau kiém duyét, kiém hang

T

Mdng / Phong ban
Chi s& CEO can nhin
Ngudng Tot
Ngudng Vang
Ngudng Do

Thuc té ky

Trang thdi

Ngugi gilr nhip

Viéc can CEO quyét /
Gidi thich nhanh

Ty 1& 16i sau kiém duyét, kiém hang
5.0%
7.0%
7.8%
10.0%

Ki€m tra nguyén nhan do nhd cung cdp, 6¢ hay thiét ké sén
phdm.
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Chis6 03 | Ty lé khach chuan

N

Mdng / Phong ban -

Chi s& CEO can nhin Ty 1& khédch chudn
Ngudng Tot >55.0%
Ngudng Vang 45.0% - 55.0%
Ngudng Do <45.0%
Thuc té ky 42.0%
Trang thdi -

Ngudi gilr nhip -

Viéc cdn CEO quyét/  Khdch nhdn nhiéu nhung khong ding tdp; nguy co tén chi phi
Gidi thich nhanh va hoan tdng.

Chis6 04 | Chi phi that trén khdch dat chudn / don

T

Mang / Phong ban -
Chi s6 CEO can nhin Chi phi that trén khdch dat chudn / don

Ngudng Tot 120.000 d
Ngudng Vang 150.000 d
Ngudng Do >156.000 &
Thuc té ky 156.000 d
Trang thdi -
Ngugi gilr nhip —

Viéc can CEO quyét /  Chiphi that trén khdach chat lugng dé vugt ngudng; canra
Gidi thich nhanh sodt chién dich.
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Chi s6 05 | Doanh thu sau hoan theo chién dich

N

Mdng / Phong ban -

Chi s6 CEO can nhin Doanh thu sau hodin theo chién dich
Ngudng Tot >80%
Ngudng Vang 70% - 80%
Ngudng Do <70%
Thuc t& ky 63.0%
Trang thdi -
Ngudi gilr nhip -
Viéc céan CEO quyét /

Gigii thich nhanh Chién dich tao doanh thu chét nhung doanh thu sach thap.

Chi s6 06 | Doanh thu da thu / Doanh thu chét

T

Mdng / Phong ban -
Chi sd CEO can nhin Doanh thu dd thu / Doanh thu chét

Ngudng Tét >75%
Ngudng Vang 60% - 75%
Ngudng Do <60%
Thuc té ky 58.1%
Trang thdi -
Ngugi gilr nhip —

Viéc can CEO quyét/  Doanh thu chét chua thanh tién, do don chd giao, cdng ng
Gidi thich nhanh hodc hoan.
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Chis6 07 | Ty lé chét theo ngudn khdch

N

Mdng / Phong ban -

Chisé CEO can nhin Ty lé chét theo nguén khdach

Ngudng Tot >20.0%
Ngudng Vang 15.0% - 20.0%
Ngudng Do <15.0%
Thuc té ky 17.5%
Trang thdi -
Ngudi gilr nhip -

Viéc cn CEO quyét/ Ty lé chét thap hon muc tiéu; phén biét do chat lugng khdch
Gidi thich nhanh hay kich ban tu van.

Chis6 08 | Ty lé hoan/hly theo nhém sale

T

Mdng / Phong ban -

Chi s6 CEO can nhin Ty I& hoan/hly theo nhém sale
Ngudng Tét <8.0%
Ngudng Vang 8.0% -12.0%
Ngudng Do >12.0%
Thyc t& ky 18.0%
Trang thdi -
Ngugi gilr nhip —

Viéc can CEO quyét / M6t nhém sale chdt cao nhung hodin cao; ré sodt co ché
Gidi thich nhanh thudng theo don sach.
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Chi s6 09 | Pon chd giao > 48h

I T

Mdng / Phong ban -

Chisé CEO can nhin Dan chd giao > 48h
Ngudng Tot <600 don
Ngudng Vang 600 - 1.000
Ngudng Do >1.000

Thuc té ky 1.250 don
Trang thdi -

Ngudi gilr nhip -

Viéc céan CEO quyét /

Gidi thich nhanh Doanh thu dang treo, tién chua vé va khdch dé hiy don.

Chisé10 | Ty lé giao dung han

N

Mdng / Phong ban -

Chi s6 CEO can nhin Ty |é giao dung han
Ngudng Tét >92.0%
Ngudng Vang 85.0% - 92.0%
Ngudng Do <85.0%
Thuc t& ky 74.0%
Trang thdi -

Ngugi gilr nhip —

Viéc can CEO quyét /

Gidi thich nhanh Giao dung han thap lam téng nguy co hoan va dong vén.

V-TIP LIBRARY -



V-TIPLIBRARY / DASHBOARD & CANHBAO CEO
Chisé 11 | t Gia tri hang cham trén 60 ngay
N
Mdng / Phong ban Van hanh / kho
Chisé CEO can nhin t Gid tri hdng chém trén 60 ngdy
Ngudng Tot -
Ngudng Vang —
Ngudng Do -
Thuc té ky -
Trang thdi -
Ngudi gilr nhip -

Viéc cn CEO quyét/  Ggiy bién tap — can duyét: Cé uu tién gidi phédng haing chém
Gidi thich nhanh trudce khinhdp thém 16 mgi?

Chis612 | Tylé hoan (t6ng)

T

Mdng / Phong ban -

Chi sé CEO can nhin Ty & hoan (t6ng)
Ngudng Tét <8.0%
Ngudng Vang 8.0% -12.0%
Ngudng Do >12.0%
Thuc té& ky 14.0%
Trang thdi -

Ngugi gilr nhip —

Viéc can CEO quyét/  Hodn vugt ngudng; can phan logi ly do va yéu cau cdc phong
Gidi thich nhanh lién quan stra.

V-TIP LIBRARY < 10



V-TIPLIBRARY / DASHBOARD & CANHBAO CEO
Chis6 13 | * Laildp lai chua dudc xir ly
I T
Mdang / Phong ban CSKH
Chisé CEO can nhin t L6i I&p lai chua dugce xi ly
Ngudng Tot -
Ngudng Vang —
Ngudng Do _
Thuc té ky _
Trang thdi -
Ngudi gilr nhip -

Viéc cn CEO quyét/  Gdiy bién tdp — cdn duyét: Giao phong gdy 16i va han khdc
Gidi thich nhanh phuc dit diém?

A\ }

Chi s6 14 | Dong tién 30 ngay

T

Mdng / Phong ban -

Chi sé CEO can nhin Dong tién 30 ngay
Ngudng Tot >0d
Ngudng Vang -500 triéu
Ngudng Do < -500 triéu
Thuc té ky -1.100 triéu
Trang thdi -

Ngugi gilr nhip —

Viéc can CEO quyét / Dong tién @dm; khéng nhdp hang méi hay tang chi phi khi chua
Gidi thich nhanh c6 phuong dn.
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Chisé 15 | Coéng nd qua han

N

Mdng / Phong ban -

Chi s6 CEO can nhin Cdng ng qud han
Ngudng Tot <1.500 triéu
Ngudng Vang 1.500 - 2.500
Ngudng Do >2.500 triéu
Thuc t& ky 3.200 tridu
Trang thdi -

Ngudi gilr nhip -

Viéc cn CEO quyét/  Céng ng qud han vugt ngudng; tao danh sdch thu héi cho
Gidi thich nhanh ngudi phu trach.

Chi s6 16 | Lgi nhuan sau chi phi truc tiép

T

Mdng / Phong ban -

Chi s6 CEO can nhin Lgi nhudin sau chi phi truc tiép
Ngudng Tét >12.0%
Ngudng Vang 8.0% -12.0%
Ngudng Do <8.0%
Thue t& ky 6.5%
Trang thdi -
Ngugi gilr nhip —

Viéc can CEO quyét / Doanh thu tadng nhung Igi nhudn git lai thap; chi phi truc tiép
Gidi thich nhanh cao.
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Chis6 17 | Vi tri trong yéu tréng

N

Mdang / Phong ban
Chi s6 CEO can nhin
Ngudng Tot
Ngudng Vang
Ngudng Do

Thuc té ky

Trang thdi

Ngudi gilr nhip

Viéc céan CEO quyét /
Gidi thich nhanh

Vi tritrong yéu tréng
Ovitri
2.0vitri
>5.0vitri
5.0 vi tri

Thiéu vi tri trong yé&u ladm ch@m sén xudt, vén hanh hodc tai

chinh.

Chis6 18 | * Nhém / phong ban qud tdi trén 3 tudn

T

Mdng / Phong ban
Chi s& CEO can nhin
Ngudng Tot
Ngudng Vang
Ngudng Do

Thuc té ky

Trang thdi

Ngugi gilr nhip

Viéc can CEO quyét /
Gidi thich nhanh

Nhan sy

t Nhém / phong ban qud tdi trén 3 tudn

Ggiy bién tap — can duyét: BS sung ngudi hay diéu chinh muc

tiéu, quy trinh?
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Chis619 | * Hop déng 18n chua ra phap ly
ey e
Mdng / Phong ban Phdp ly / tudn tha
Chisé CEO can nhin t Hop doéng I6n chua ra phdp ly
Ngudng Tot -
Ngudng Vang —
Ngudng Do _
Thuc té ky _
Trang thdi -
Ngudi gilr nhip -

Viéc cn CEO quyét/  Ggiy bién tap — can duyét: C6 chdn ky dén khi phdp ly ra
Gidi thich nhanh xong?

Chis6 20 | t Néi dung quéng cdo / cam két ban hang
céruiro cao
T T R
Mdng / Phong ban Phdp ly / tudn thi
Chi sé CEO can nhin t N6i dung qudng cdo / cam két bdn hang cé riiro cao
Ngudng Tot -
Ngudng Vang —
Ngudng Do -
Thuc té ky _
Trang thdi -
Ngugi gilr nhip —

Viéc cn CEO quyét/  Ggiy bién tdp — can duyét: C6 diing hodic stia ndi dung cam
Gidi thich nhanh k&t qud mic?
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PIEU KIEN BE NAM DONG * THANH CANH BAO CO THE DUNG

Dinh nghia Cobng thic, don vi, ky do va diéu kién ranh gidi cho tiing chi sé.

Gid tri cung ky c6 thé déi chiéu tirkho, nhat ky 18i, nhéin su va hd

Nguén dif liéu , ,
g j s6 phdp ly/qudng cdo.

Ngudng va trach Mic Xanh/Vang/Dd, ngudi chiu tradch nhiém, ngudi phéi hgp va
nhiém thai han xtrly.

Chi td mau va so vdéi tinh huéng 17 B4 / 2 Vaing / 1 Xanh sau khi

Kiém th canh bdo e .
du dirliéu va quy tac.

Ghi chu bién tap: bang diéu kién nay la viéc can lam trudc khi véin hanh; khéng phai dif liéu thuc
té& clia doanh nghiép trong bén théo.
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PHAN II: UNG DUNG Al THIET LAP HE
THONG CANH BAO SGM (CHUONG 8)

1. Béi canh Doanh nghiép Mau & Cédu tric Dir
liéu

B&i cdnh doanh nghiép: Céng ty khodng 120 nhén su, kinh
doanh thiét bi gia dung théng minh qua quang cdo online, san
TMDT, website va déi sale. San phdm chinh trong thdng la mdy
hut bui caGm tay mini. Thdng ndy doanh thu chét dat 6,8 ty déng
(vugot ké hoach 6 ty déng).

3 Quyét dinh CEO dang d6i mét: Cé téng ngdn sdch quang cdo khéng?
C6 nhdap thém 16 hang mdi khéng? Cé tuyén thém sale khéng?

Cdu truc File dir liéu mau (Excel): File gém 10 sheet phuc vu qudn tri chi
tiét:

Dashboard_Tong: Bang diéu khién CEO mét trang (Chi s&, Ngudng,
Thuc té, Trang thdi, Ngudi chiu trdch nhiém, Viéc cén CEO quyét).
Marketing_ChienDich: Chi tiét 5 chién dich (Khdch nhén tin, Khdach dat
chudn, Don, Doanh thu chét, Doanh thu sau hodn, Chi phi).
Sale_NhomBan: Theo nhédm sale (Pon, Doanh thu chét, Doanh thu dé
thu, Ty I& chét, Ty 1& hoan).

TaiChinh_DongTien: Dong tién 30 ngdy tdi, tdch khodn chéc chdn va
dukién.

TaiChinh_CongNo: Céng ng phai thu theo khdch, sé ngay qud han,

sale phu trdch.

Kho_VanHanh: Ban chd giao, giao ding han, tén theo mé hang (hang

chdm).
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CSKH_LyDoHoan: Phdn ra ty 1é hoan 14% theo nhém ly do va han xtr ly.

Bo_Nguong: Thu vién ngudng ting chi s6 (Xanh / Vang / D3) va nhip

xem.
BanDo_TrachNhiem: Ban d6 trdch nhiém chi sé.
DinhNghia_ThuatNgu: Dinh nghia thudt ngit dung trong cong ty.

MUGI SHEET — BA NHIEM VU POC

Nhoém lai dé dinh hudng; tén va ndi dung timg sheet Idy tir bén thdo.

01/ TONG QUAN 06 / DULIEU CHITIET 03 / QUY TAC DUNG CHUNG
Dashboard_Tong Marketing _ChienDich Bo_Nguong
Sale_NhomBan BanDo _TrachNhiem
TaiChinh_DongTien DinhNghia_ThuatNgu

TaiChinh_CongNo
Kho_VanHanh

CSKH_LyDoHoan

Téng quan | Bang chi tiét | Ngudng / trach nhiém / dinh nghia

Phan nhém bién tap; chua xéc nhan hé théng luu trir hay déng boé da trién khai.

Sa d6 2 Musi sheet cla file vi du dugc nhédm theo nhiém vu doc; tén va mé té déy dd & vén ban
lién trudc

D& tinh n&im chi sé *, cdu triuc 10 sheet md td trong nguén can thém trudng hodc nguén cho
hang chém, 16i 1&p lgi, ndng luc nhan su va hé so ra sodt phdp ly/quang cdo. Chua cé workbook
dé xdc nhan nhing trudng dé hién ton tai.

2. Phan dinh Vai tro: Al vs CEO

Al chén vdo gilra tang chi s6 va tang cénh bdo/trdch nhiém, gilp rat

ngdn thdi gian x ly dif liéu tir vai ngdy xudng vai phut.
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Al SOAN CANH BAO; CEO GIU QUYEN QUYET PINH

01 02 03

DU LIEU PUGC GIAO Al PHAN TicH CEO DUYET / QUYET

Béo cédo + ngudng + dinh Dai chiéu, néi bang, néu thiéu Chon hanh dong, nguén luc
nghia + ban doé trach nhiém dit liéu, soan ban nhap va ngoai lé

Theo pham vi giao trong ban thao: Al khong tu dat ngudng, tu gui di hoac tu thuc thi quyét dinh.

S d6 3 Phan tang dir liéu, Al phan tich v CEO quyét dinh; dday la vai trd trong bén théo, khéng
phadi quyén tu ddng dd cdu hinh

Phdn dinh viéc giao cho Al va quyén CEO giir lai

Pham vi cong

vide Viéc Al PUGC GIAO lam Viéc CEO KHONG GIAO cho Al
Ddnh gid & Da6i chiéu thuc té véi ngudng, Quyét dinh cudi cling: Tdng, ding,
Chdm diém chdm trang thdi Xanh/Vang/Pd.  cdt, duyét chi.

PhantichRai  N&inhiéu bdng dé€ chirarliro Chiu trdch nhiém vé hdu qua cta
ro ndp sau con sé dep. quyét dinh.

Phanra Phan ré chi sé léch thanh céc Thay ngudi gilr nhip di x{r ly nguyén
Nguyén nhdén nhém nguyén nhan. nhan.

Gdn Tréch Gdn ngudi chiu trdch nhiém theo  Tu ddt ra ngudng hodic trach
nhiém bén dé da cé. nhiém mai ngodi quy dinh.

Soan thdo & Soan bdn nhdp cdnh bdo, Tu gt di hodic tu thuc thikhéng
Dé xuat dashboard, khung hop. qua ngudi duyét.

3. 3 Miic d6 Ung dung Al Phéan tich & Canh bdo

Muc 1: Pua Dashboard cho Claude danh gia trang thai
(Xanh, Vang, Do)

Thao tdc: Pinh kém sheet Dashboard_Tong, ddn prompt yéu cdu
chdm trang thdi va xép uu tién.

Khung Prompt Méu - Mc 1:"Ban 1& trg ly phan tich quén tri cho CEO. Téi dinh kém bang
diéu khién bdo cdo ctia doanh nghiép. Hay lam theo cdc budc:
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V&i méi chi s6, so cét Thuc té véi cot Ngudng va xdc nhan trang thdi Xanh/Vang/Dé. Néu
trang thdi trong file Iéch v3i k&t qud ban tinh, hay chira.

Lap danh sdch cdc chisé Do, xép theo miic &dnh hudng dén: (1) tién, (2) khach hang, (3)
van hanh, (4) con ngudi, (5) phdp ly.

V&i méi chi sé D3, ghi rd ngudi chiu tradch nhiém va viéc can CEO quyét, I8y ding tircdc
cOt tuong Ung trong file.

Néu 3 viéc néu khdng x{ ly ngay tudin ndy sé gdy thiét hai ldn nhat.
Rang budc: chi dung sé liéu trong file; khdng thém chi sé; khéng suy dodn; 6 ndo thiéu dir
lidu thi ghi rd thidu dif liéu, khong tu dién.”

K&t qud vi du ti file méu: Claude trd vé két qua gom 17 6 B4, 2 6 Vang,
16 Xanh.

Luu y bién tap: bdn 20 dong phia trudc I& 15 chi s6 ngudn cdng ndm chi s& dudc chon dé hodn
thién tuyé&n cdnh bdo. Con sé vi du 17 B3 + 2 Vang + 1 Xanh ciing bdng 20, nhung khong thé déi
chiéu timg mau: bang nguén chua cé trang thdi, nédm dong t chua cé ngudng va gid tri cung ky.
Khéng gdn ngugc cdc mau vi du vao bdén 20 dong.

3 Viéc nguy hiém nhat can xr ly ngay tuan nay:

Chdn 16 héng dong tién am -1.100 triéu: Hai khodn chi chdc chdn dén
trong tudn trd NCC mua mdy hat bui (-1.850tr ngdy 24/06 va -1.480tr
ngdy 26/06), trong khi thu héi lai I& du kién. Ngusi chiu trach nhiém:
K& todn trudng.

Thu héi cdng ng qud han 3.200 triéu: Pai ly Phong Péng ng 640tr (qud
17 ngay), Minh An 980tr (qud 12 ngay), Déng A 530tr (qud 9 ngay).
CEO can quyét diing bdn chiu nhém qud han va cho thu héi ngay.
Ngudi chiu trach nhiém: K& todn trudng + Trudng KD.

Dling 14 méu qudng cdo cam ké&t qud muc + chdn 6 hgp déng chua ré:
32% don hoan (352 don) dén tU qudng cdo gdy ky vong qud cao.
Ngudi chiu trdch nhiém: Phép ché + Trudng Marketing.
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Miic 2: NGi nhiéu bang dé Claude tim rii ro phia sau
con sé dep

Thao tdc: Pinh kém cdc sheet chi tiét (Marketing_ChienDich,
Sale_NhomBan, TaiChinh_DongTien, TaiChinh_CongNo,
Kho_VanHanh).

Khung Prompt Méu - Mic 2:"Ban 1& trg ly phan tich quan tri cho CEO. Téi dinh kém cdc
bang chi tiét: Marketing_ChienDich, Sale_NhomBan, TaiChinh_DongTien,
TaiChinh_CongNo, Kho_VanHanh.

B&i canh: tudn ndy doanh thu chét t&ing manh va marketing dé xudt tdng ngdn sdch quéng
cdo. Téi can biét con s6 dep nay cé dang che rdi ro ndo phia sau khéng. Hay:

Liét ké cdc chisd bé mat dang tao cdm gidc tdng trudng tét.

Dat mdi chi sé bé mé&t canh chi s chat lugng tusng ting: doanh thu chét canh tién thuc thu;
khdch nhdn tin canh khdch dat chudn; don chét canh ty 1€ hodn; ton canh hang chdm; tdng
trudng canh dong tién.

K&t luan: nén hay chua nén téing ngdn sdch, kém cdéc diéu kién can dat trudc khi tang.
Rang budc: chi dung sé trong file; moi nhén dinh phai dén ra con s6 cu thé va tén sheet;
khong suy dodn nguyén nhan ngoadi dirliéu.”

Bang So sdnh Chi sé B& mdt vs Chi sé Chat lugng:

CON SO PEP CAN MOT CHi SO CHAT LUONG PAT CANH

Hai cap c6 clng dan vi trong tiing nhom; chiéu dai thanh chi so sanh trong nhom dé.

DOANH THU / ty déng TY LE:58,1%
Doanh th chst oy

KHACH / ngusi TY LE: 41,4%
Khachnhin i R

Vi du ctia ban thao; khéng suy ra nguyén nhan khi chua kiém bang ngudn va ky tinh.
SG d6 4 Hai cép gid tri cung don vi trong vi du; méi cdp cé thang riéng, xem bdng bén dudi dé
tra dd ném cdp
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Chi s6 bé mat va chi sé chdt lugng — giit nguyén nédm dong vi du

Cdp 01 | Doanh thu chét
I T
Gid tri 6,8ty d

Chi s6 Chat lugng Dét .
P9 = Tién thuc thu

canh
Gid tri 3,95ty d(58,1%)
Tin hiéu Théat Phén I6n doanh thu chua thanh tién.

Cdp 02 | Khach nhén tin

T

Gid tri 19.850

Chi s6 Chat lugng Dat .
ong B¢ Khdch dat chudn

canh
Gid tri 8.225 (41,4%)
Tin hiéu That Khdch chua ding tap target.

Cdp 03 | Pon chét

T

Gid tri 8.600
Chi s6 Chat luong Dat S

Ty lé hoan
canh
Gid tri 14% (1.100 don)
Tin hiéu That Mot phan don sé quay dau veé.

Cdp 04 | Ton nhiéu ma hang
N TR
Gid tri -

Chi s6 Chat lugng Dat

H¢ hédm > 60 ng¢
canh ang chém ngay

Gid tri 3,4ty d

Tin hiéu That Vén dang bi giif trong kho.
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Cdp 05 | Doanh thu vudt ké hoach

T

Gid tri +13%
Chi s6 Chat lugng Dat .

i Déng tién 30 ngay
canh
Gid tri ~1.100 triéu d
Tin hiéu That Sé cang tién mat severe.

K&t ludn & 6 Piéu kién bdt budc trudce khi téing ngan sdch quang cdo:
K&t luan: CHUA NEN t&ng ngén sdch quang cdo dai tra.

Condition 1: Dong tién 30 ngdy vé >= 0 (hién dm 1.100tr).

Condition 2: Thu héi cédng nd qud han 3.200tr, kéo tién thuc thu tu
58,1% 1én >=75%.

Condition 3: Ha hoan/hdy nhém B tir 20% vé dudi ngudng, dua doanh
thu sau hodn/chét tir 77,5% Ién > 80%.

Condition 4: Nang ty 1& khach dat chudn tir 41,4% 1én >= 55% trudc khi
dé thém tién lead.

Condition 5: Chi tdng chon loc vao FB-CAR-02 va TK-DESK-03;
dung/stra FB-HOME-04 trudc khi tang.

Condition 6: Gidi phédng hang cham 3,4 ty (m& HB-02/03/05) dé gidi

phdng vén.

Murc 3: Phan ré mot chi sé lién phong va gan bén dé
trach nhiém

Thao tdc: Dinh kém sheet CSKH_LyDoHoan (phan ra ty |é hoan 14%)
va sheet BanDo _TrachNhiem.

Khung Prompt Mau - Mic 3:"Ban & trg ly phén tich qudn tri cho CEO. Téi dinh kém sheet
CSKH_LyDoHoan (phéanra ty 1&é hoan 14%) va sheet BanDo _TrachNhiem. Hay:

Trinh bay bdng phan ré ty 1& hodn theo nhém Iy do, kém s6 don va ty trong.
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V3&i mdi nhém ly do, gdn: phong chiu trédch nhiém chinh, phong phdi hgp, viéc cén lam, han
- d6i chiéu vSi ban d6 trach nhiém.

Soan khung hop xU ly hoan trong 30 phat: thir tu uu tién theo ty trong, ai trinh bay, va
nhitng quyét dinh can CEO chét.

Rang budc: chi dung dit liéu trong hai sheet; khéng thém nguyén nhan; ngudi chiu trdach
nhiém phai l@y dung tirban d6 trdch nhiém."

CUOC HOP 30 PHUT — MOI DOAN CO MOT VIEC

Timeline dién giai vi du trong ban thao; cac sé don céng 1.100 va ty trong cong 100%.

Mg dau CSKH / van hanh

Hoan 14% « 1.100 don

Giao cham . Trudng van hanh

385 dan » 35% « han 3 ngay

Ky vong quang cao . Marketing + Phap ché

352 dan » 32% = han 3 ngay

Sale tu van thiéu :
Trudng kinh doanh

231 don « 21% » han 5 ngay St

e e . Chua c6 owner trong ban do

132 ddn + 12% « han 7 ngay

Chét & theo doi

o . . Trudng CSKH
Bao céo lai trong 7 ngay

So d6 5 Timeline cudc hop 30 phut cla tinh huéng mau; doan nguén ngay sau gilr d viéc,
ngudi trinh bay va han

Khung Hop XU ly Hodin 30 Phut Chi tiét:

0 - 3 phat (M& dau): Trudng CSKH / Van hanh don trinh bay bic tranh
téng thé: Hodan 14% = 1.100 don (vugt ngudng CEO 8%), phdan ré 4
nhém, muc tiéu kéo 4 phong vao sla trong 7 ngay.

3 - 10 phut (Nndm 1 - Giao chdm): 385 daon (35%) -> Trudng vdn hanh
trinh bay. CEO chét phuong dn gidm don chd giao véa uu tién don qud
48h (tdng ca, thué ngodi hodc tam gidm qudng cdo). Han: 3 ngay.

10 - 17 phut (Nhém 2 - Qudang cdo gdy ky vong sai): 352 don (32%) ->
Trudng Marketing + Phdp ché trinh bay. CEO chét diing méu qudng
cdo cam két qud muc va sra video. Han: 3 ngdy.
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17 - 23 phat (Nhém 3 - Sale tu véan thiéu): 231 don (21%) -> Trudng
kinh doanh trinh bay. CEO chét stia kich bdn tu van (nghe lai 30 cudc)
va diéu chinh thudng theo don sach. Han: 5 ngay.

23 - 27 phat (Nhédm 4 - Léi phu kién): 132 don (12%) -> (Hién chua cé
owner trong bdn dé). CEO chét giao ngudi chiu trdch nhiém, quyét
dinh kiém tra 16 phu kién va xem xét thay nhd cung cép. Han: 7 ngdy.
27 - 30 phut (Chét & Theo déi): Trudng CSKH téng hop tién do 4
nhédm, han 7 ngdy bdo cdo lai khi ty 1& hoan vé < 8%.

Luu ¥ bién tap: bén théo ghi hoan 14% = 1100 don nhung chua cung céip téng s8 don da giao, 1&
méu s& theo dinh nghia & phén Project. Khéng thé ddi chiéu lai phép tinh 14% tif dit liéu dugc
giao.

4 Quyét dinh CEO can chét ngay trong cudc hop:

Cé tam gidm qudng cdo dé gidi phdng dan cho giao khéng (Nhém 1).
Ding cdc mau qudng cdo cam ké&t qud mic (Nhém 2).

Diéu chinh co ché thudng sale theo don sach (Nhém 3).

Giao ngudi chiu trach nhiém cho 16i sédn phdm phu kién va hudng x{ ly
NCC (Nhom 4).

4.Néang cdp Giao dién & Tu déng héa vaéi
Claude

Bién bdo cdo tinh thanh Dashboard cénh bdo bdng
Artifacts

Artifacts gilp giao dién truc quan hon: thé chi s6 3 trén td mau theo
trang thdi, bang chi tiét 8 dudi, cé bd loc theo phong ban.

Khung Prompt Méu - Dung Dashboard trong Artifacts:"T6i dinh kém file dif liéu. Hay doc vé
phan tich cdu tric trudce khi tao dashboard. Sau dé:

Tu sheet Dashboard_Tong, tao mot dashboard CEO trong Artifact, gon trong mot man
hinh.
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Phia trén: cdc thé chi sé trong yéu (doanh thu chét, tién thuc thu trén doanh thu chét, dong
tién 30 ngdy, ty 18 hodan), méi thé t6 mau theo trang thdi Xanh/Vang/Dé so véi ngudng.

Bén dudi: bang ddy di theo cdu tric: Phong ban | Chisé | Ngudng | Thuc té | Trang thdi |
Ngugi chiu trdch nhiém | Viéc can CEO quyét.

Cé bd loc theo Phong ban, cé lua chon 'Tét c&'.

C6 khu vuc 'Viéc can CEO quyét tuan nay' liét ké cdc 6 Dé kém dé xudat.
Rang budc: chi dung s6 trong file, khdng tu thém; néu thiéu cot dé tao bo loc thi bdo trudc;
giao dién tiéng Viét, dé doc trén mdt man hinh.”

Nap bdi canh doanh nghiép qua Claude Projects
Project luu trir sdn cdc tai liéu nén dé khéng phai nhdc lagi béi canh,
chéng léch khdi niém.

Cdc tdiliéu nén nap vao Project:

Bo_Nguong: Bé ngudng chi sé.

BanDo _TrachNhiem: Bén dé trdch nhiém.

DinhNghia_ThuatNgu: Pinh nghia chudn (doanh thu = tién thuc thu; ty

|é hodn tinh trén don da giao).
Dashboard_Tong: Bdng diéu khién mau.

Khung Hudng dén Project (Project Instructions / Ludt lam viéc):"Vai trd: Ban la trg ly phén
tich quén tri cho CEO clia mét doanh nghiép bdn thiét bi gia dung.

B&i cdnh: todin bd ngudng chi s6, ban dé trach nhiém va dinh nghia thuat ngir ctia cong ty
da dugc nap trong Project.

Cdch lam viéc:

Mai khi t6i dua mdt bdng bdo cdo, hdy déi chiéu véi 'Bo_Nguong' dé chdm trang thdi
Xanh/Vang/Dé. Dung dung dinh nghia trong DinhNghia_ThuatNgu (vi du: doanh thu nghia
l& tién thuc thu).

V&i méi chi sé l1éch, 1aly ngusi chiu trdch nhiém va phong phéi hgp tir BanDo _TrachNhiem.
Ludn tdch rd: viéc trudng phong tu xi ly va viéc can CEO quyét.

Néu thiéu dif liéu, ghi 'Chua thay trong dii liéu’, khéng suy dodn.

Diéu can trdnh: khéng tu dgt ngudng maéi ngodi Bo_Nguong; khéng quy trach nhiém khdc
bén d6; khéng tu két ludn nguyén nhan khi chua cé dit liéu.”

Prompt Kiém thir Project:"Dua trén todan bo tai liéu dé nap trong Project, hdy trd 16i ngdn
gon:

3 céng ty ndy, doanh thu mic CEO dugc hiéu la gi?

Ty Ié hoan dudc tinh trén don nao?
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Ngudng dé clia dong tién 30 ngdy va céng nd qud han I bao nhiéu?
Ai chiu trdch nhiém két qud cho chi sé ty 1& hoan?

Théng tin ndo ban chua thay trong tdiliéu Project?
Chi dua trén tai liéu d& nap; néu chua thdy, ghird '‘Chua thdy trong Project’; khéng suy
dodn.”

Lén nhip canh bdo tu dong bédng Scheduled trong
Claude Cowork

Tinh ndng Scheduled trong Claude Cowork (khéong gian tng dung
Claude Desktop trd phi) giup tu déng chay task doc bdo cdo va chudn
bi bdn tin dinh ky.

Khung Prompt Méu - Task Canh bdo Pinh ky (Scheduled Task):"Méi lan task chay, hdy
chudn bj 'Bén tin canh bdo s6m cho CEQ' cho tudn lam viéc trong Project ndy va dung toan
bd ngudng, bdn d6 trdch nhiém va dinh nghia thudt ngit dé nap.

Dau vaio mbi lan chay: téi ddt file dashboard tudn mai nhat trong thu muc Project. Ban tin
can co:

Ba dong tém tét: téng thé cong ty dang Xanh/Vang/Pé & dau.

Danh sdch chi sé D3, xép theo &nh hudng tién/khdach/van hanh/ngudi/phdp ly.

Mai chi s6 Dd: thuc té so v8i ngudng, ngudi gitlr nhip, viéc cdn CEO quyét.

Muc 'Cén hdi thém' néu thiéu dir liéu.

Nguyén tdc: chi tao ban nhdp dé€ CEO duyét, khéng tu gt di; khdng tu thém s&; thi€u thi ghi
ro.

Luu két qud vaio thu muc Project, ddt tén: ban-tin-canh-bao-[ngay]."

PHAN Ill: NGUYEN TAC QUAN TR,
BAO MAT VA SAILAM CAN TRANH

1. 3 Nguyén tac Vang Quan tri Al

Al chi phan tich dugc nhing gi ban dua cho né: Dif liéu dau vao phdi
ddy du, chudn xdc.

CEO ludn l& ngusi quyét dinh cudi cung: Al gilt  tang phén tich, khéng
ding & tang ra quyét dinh.

Tuyét déi khong dé Al tu dién s6 / bia s6: Rang budc chét ché "Thiéu

thi ghi ré thiéu, khédng bia” trong moi prompt.
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2. Bdo mat Ditliéu Doanh nghiép

An / An danh dif liéu: Trudc khi dua bét ky dif liéu nao véio Al, phéi én

danh cdc théng tin nhay cdm nhu sé tdi khodn ngdn hang, théng tin cd
nhén khdach hang (PII).

Tudn thd chinh sdch ndi b6: Tudn thd quy dinh bdo mat théng tin doanh

nghiép trudc khi tai file 1én cdc nén tdng ddm may.

3. Cdc Loi Thudng Gdp & Cach Phong Tranh

Nd&m 16i thudng géip, hdu qua va cach phong tranh

Ldi thudng gép Héau qua nguy hiém Cach phong tranh chudn

Giao luén quyén
quyét dinh cho Al

D& cot Ngudng bi
tréng ho&ic mo hé

Dé& Al tu dién sd khi
dirliéu thiéu

Khéng kiém sodt
bén d6 tradch nhiém

Phu thudc hodn
todn vao tdc vu
Scheduled

CEO r&i khéi tang 5, mat
quyén kiém sodt doanh
nghiép.

Al khéng thé chém ding trang
thdi, tra két qué kém tin cay.

Lam sai léch ban chéat bdo
cdo, dua ra canh bdo do.

L&i I&p lai nhiéu 1an, cdc phong
ban dé 16i qua lai.

B4 18 ban tin néu ing dung
hodic mdy tinh bi tét ding gis
chay.

Al chi dé xuat; CEO ludn la ngudi
chét cudi clng.

Hoan thién bdng Bo_Nguong
trudce khi dua file cho Al.

Thém rang budc cing: "Thiéu dir
lidu thi ghi thiéu, khéng tu dién".

Giif vai tro con ngusi 8 ban dé6
trdch nhiém, gdn dung ch tri.

Xem Scheduled 1& cdng cu hd
trg chudn bi nhip lam viéc,
khéng thay thé hodn todn con
ngudi.
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