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Pong Hanh Clung Sw Phat Trién cta CFO

Trong thé giéi kinh doanh ngay nay, giam
dbc tai chinh (CFO) phai x& ly hang loat
céng viéc mdi ngay, tr kiém tra dong tién,
theo di chi tiéu tai chinh dén tham gia vao

Gi&i thiéu tai lieu

cac cudc hop. Tat ca nhirng diéu nay dién ra . Ban la moét Giam dbc Tai chinh va
trong boi canh thi trudng bién dong va phat dang dbi mat véi thach thirc cla thi
trien véi toc do chong mat. trwéng day bién dong va téc do thay

] ) ddi dién ra nhanh chong?
Thach thire dat ra la lam thé nao CFO co6 thé

duy tri va nang cao hiéu suat lam viéc trong « Tai liéu s& huwong dan cac CFO céch
mai trwong day khé khan nay. Thoi gian han dé 1am viéc nang suat hon nham dinh
cheé va ap lwc ngay cang tang doi hoi mot sw hinh twong lai cta doanh nghiép va
linh hoat va chién luvoc dac biét. xay dwng danh tiéng ca nhan cla ban.

V&i muc tieu vwot qua cac thach thac nay,
CFO khoéng chi thyc hién nhirng céng viéc
co badn ma con can xac dinh nhivng nhiém vu
hang ngay nao mang lai gia tri cao nhat. Giai
phap 1a can tim ra céch t6i wu héa thoi gian

va tap trung vao nhitng hoat dong co thé HSU’ tlén bé Vé phét trién
thic day sw phat trién va tao dwng danh khéng dé'n tr vide |§n

tiéng chién lvoc.
Pé vuwot qua thach thirc, CFO can hanh tranh thach thuc ma tu

déng mot cach thong minh. Thwe hién nhivng CéCh Chl:lng ta d6| mét Vé
nhiém vu chién lvoc duwoc dé xuat khdng chi ) ) :
gilp gia tdng ndng suat ma con la cach hiéu vuqt qua Chung_

qua dé dinh hinh twong lai clia cong ty va
xay dwng uy tin ca nhan.
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1. Pieu hanh cac cudéc hop hiéu
qua

DPéi mat véi thach thire tir dai dich COVID-19, vai
trd ctia Giam dbc Tai chinh (CFO) khong chi la
quan ly tai chinh ma con 1a cb van chién luvoc, doi
hdi kha nang giao tiép va lanh dao chi tiét.

Tuy nhién, mét cudc khao sat clia Oracle Netsuite
cho thdy sw khéng nhat quan git)a mong mudn
cla giam dbc diéu hanh (CEO) va danh gia cla
CFO vé kha nang quan ly phong tai chinh va ky
nang giao tiép: CO6 40% giam déc diéu hanh
(CEO) cho biét ho muén cac CFO cai thién
hon nira hiéu qua quan ly van hanh bé may
tai chinh ké toan. Ngwoe lai, chi c6 18% CFO
cho rang ho Iam chwa tét va can rén luyén.

Cudc khdo sét cling chi ra rang danh gia cla
ddng nghiép vé ky nang giao tiép va quan ly tai
chinh clia CFO thwéng thdp hon so véi danh gia
tw danh gia cta CFO.

« Vé “ky nang giao tiép”, cac giam dbc diéu hanh
va quéq ly thuéc phong ban khac danh gia cac
CFO thap hon 19% so véi cac CFO ty danh gia
minh.

* Trong viéc “quan ly van hanh bé may tai chinh
ké'toén”, cac nha quan ly khac da danh gia CFO
thap hon 10% so véi cac CFO tw danh gia minh.

Pé thu hep khoadng cach nay, CFO hay can
nhac viéc td chirc cac cudc hop hang ngay
v&éi nhirng phong ban minh lam viéc cung,
nhw cach mét sb CFO hang dau thé gisi da
lam hoéc it nhat hang tuan, hay gap g& 1:1
véi tirng nhan vién.

Ngoai ra, mbi tuan hoac thang, hay can nhac
viéc cha tri méot cudc hop véi toan bd cap
quan ly dé chia sé vé tinh hinh tai chinh. Mét
trach nhiém cét 16i ma CFO can phai thuc
hién dwoc 1a gitp tat ca cac bo phan hiéu
tinh hinh tai chinh va cach ho cé thé hanh
déong dé phu hop véi béi canh doanh
nghiép.

Scot Geller, CFO cla Capitis Advisors, dé
xuét rang mét trach nhiém quan trong cula
CFO la ddm bao rang cac nha lanh dao khéac
hiéu rd vé tai chinh va cach quyét dinh cla
ho anh hwdng dén dong tién.

“Vi du: Gan day t6i dang lam viéc véi mot
CSO va cho anh 4y thay, 'Ban khong chi la bd
phan ban hang ma ban dang mang lai tién va
cling la nguoi st dung nhiéu tién cta cong
ty’. Bay gi®r, CSO d6 biét 'T6i can ndi chuyén
véi CFO cla minh néu tdi dang thuwc hién
mot thay ddi I6n vé chién lwoc kinh doanh
ma n6 c6 anh hwéng dén dong tién”.

CFO Assessment: Top 3 Areas of Skills Improvements
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2. Ra soat va cap nhat tin toc

Céac CFO thuwdng kiém tra tin tirc vao sang
sém, cung v&i Email va doc sach. Mét sbé
tham chi con st dung viéc doc sach chuyén
nganh nhw mét hinh thirc thw gian hiéu qua.

Ra soat dé tim tin tire ¢6 lién quan dén minh,
cling nhw doanh nghiép, nganh nghé hay
céc tin tirc lién quan dén an ninh mang hodc
cac s viéc llra ddo ciing gitp gidm thiéu rai
ro nhat dinh va cwc ky hiru ich.

Céac giam dbc tai chinh c6 nhiéu cach khac
nhau dé c6é dwoc nhirng hieu biét sau sac
nay:

DPéi véi tin tre c6 thé chon cac trang tdng
hop nhw Bloomberg, Wall Street Journal,
hodc cac t& bao Ién cia Viét Nam nhw
VNExpress hay CafeF hodc ciing c6 thé lwdt
Facebook dé& xem tin tirc va bai viét ngan tw
cac nha lanh dao hodc dién gid ciing nhw
cac CFO khéac vé linh vuc tai chinh hay tin
térc toan cau.

Mot s6 ban tin hang dau danh
cho CFO

* Ban tin cua Axois.

Ban tin “Daily Essentials” cap nhat tin tlrc toan
cau, “Business Suite” cap nhat théng tin chi
tiét vé& thi trwong va xu hwéng kinh té,
“Codebook” cap nhat vé an ninh mang va mét
loat cac ban tin dia phwong cla cac thanh phd
lon.

* “First Round Review”cua Capital Round

« Bat ky ban tin nao c6 lién quan cua
Bloomberg: Tt ban tin tbng hop hang ngay
vé su phat trién chudi cung &ng clia “Supply
Lines’cho dén ban tin hang tuan“Work Shift”
v&i nhirng théng tin ndng hdi vé twong lai cac
doanh nghiép.

* “Daily Dive” cua CFO Dive

» Cac ban tin caa Wall Street Journal: Bao
gdm cac ban tin tém tat vé thj trudng bubi
sang va budi t6i va ban tin “Morning Ledger”
danh riéng cho cac CFO.
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3. Két n6i mang x4 hoi

Nho ¢ internet, CFO nén cé mét thwong hiéu
ca nhan cho du ban than c6 dang chay dua dé
ndi tiéng hay khong.

Nhw McCullough da néi Cach tré¢ thanh CFO
cla Rockstar, “Ban chinh la nguwoi ma Google
dang dinh nghia”.

Theo cac chuyén gia, Linkedin [a mét nén
tang phu hop va cac CFO nén cap nhat hd so
LinkedIn vé&i thdng tin bang cap, gidi thudng,
dw &n dang chu y, it nhat 1a hang quy.

Tim kiém va yéu cau “két ndi” véi cac giam
dbc tai chinh khéac trong nganh hodc trong khu
vwc va dwa ra cic nhan xét, I khen vé
nhirtng thanh tich hodc bai viét cling 1a mét
cach dé& mé rong mdi quan hé.

Sau khi da c6 hd so, buéc tiép theo hay can
nh&c viéc viét va dang cac bai viét cta riéng
minh, du trwc tiép trén LinkedIn hay trén blog
cua cong ty hay ca nhan.
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4. Hay danh it thei gian dé tr&
thanh ngwei co van

Céc giam doc tai chinh hang dau dang dao
tao thé hé tai chinh tiép theo, bat dau tir chinh
to chirc clia ho.

Viéc nay khéng can phai tdn qua nhiéu thoi
gian vi viéc ¢b van co thé gibng nhw mét cude
goi 30 phut mét 1an, méi quy hodc don gian 1a
thdng qua email va tro chuyén qua dién thoai
thwdng xuyén hon.

Tré thanh nguoi ¢o van dang tin cay c6 thé
dwa dén cho CFO céac co hoi dé& thang tién
thanh CEO.

Hon bao gio hét, cac cong ty trong Fortune
500 dang khai thac cac CFO dé dam nhan vai
trdo CEO, voi ty 1&é khoang 8%. Nhwng v&i nhu
cau vé nhan tai tai chinh rat cao, ho ciing
dang tim cach thang chirc cho cac CFO khac,
nhirtng ngudi da dwoc xac dinh va dao tao dé
tr& thanh doi ngd ké nhiém.

CFO cling c6 thé tim kiém nhirng nguoi can
dwoc tw van bén ngoai bd phan ctia minh dé
giup d& ho.

biéu nay twong tw nhw viéc nhirng nha tuyén
dung tim kiém nhirng CFO thé hién tinh cach
“cd van chién lwoc” cho toan bo td chirc.

Néu nhiing ngudi can dugc ¢ van khong
chu déng tiep can minh, CFO hay tim dén ho.

C6 thé bat dau véi cau hdi: Mot ngay nao do
ai c6 thé dam nhan vai tro CFO — liéu rang
bay gi® ho c6 nhan ra diéu dé hay khéng?
ho&c c6 thé tro chuyén véi méot nhan vién cap
dwéi, cong nhan ho da hoan thanh tét mot
cong viéc cu thé hay la dwa ra |&i khuyén cho
mot ddng nghiép té ra quan tam dén mét cong
viéc cu thé clia CFO.




5. H6 tro va hwéng dan phan
tich cho nhirtng ngw®i con lai
trong cong ty

Trong cudc khao sat gan day, 87% cac nha
quan ly thudc cac phong ban khéc cho biét bd
phan tai chinh hién nay quan trong hon so v&i
trwdc dai dich. Pbéng thdi, chi 27% cac nha
diéu hanh cho biét ho tin viéc ra quyét dinh
ctia minh 1a “dwa trén sé liéu tai chinh rd rang
mach lac”.

Nhirng sb liéu nay chi rd co hdi cho CFO cb
thé gilp cac bd phan khac hiéu va s dung
cac phan tich ma phong tai chinh cung cép.
Céac chuyén gia déng y rang khi trinh bay
phan tich ctia CFO cho toan bd td chirc, viéc
twong thuat 1 cau chuyén sé mang lai hiéu
qua hon la néi vé nhirng con sb.

Trong mot sb trwong hop, cau chuyén dé co
thé & dang biéu d6 don gian.

Shana Rowlete, Giam dbc tai chinh cta nha
san xuat va phan phdi Mann Lake, s dung
biéu d6 KPI dé truyén dat phan tich cia minh
— ¢b ndi vé cac dong san phadm nao dang tang
\{é gidm loi nhuan cho nhém san xuat cla co
ay.

Rowlete néi: “Thay vi nhirng con sb trén
bang tinh, mot biéu do tric quan sé dwa dir
liéu vao ngay van dé mét cach dé hieu.”

Toi c6 thé cho nhan vién san xuét cla
minh thdy: “Day la ly do tai sao t6i can ho
san xuéat v&i san lwong nay; hay nhin xem
né sé& dwa ching ta dén dau. Tdi co thé
cho moi nguwdi biét ching ta dang & dau
va sé divé dau.”

Hay xem xét diéu gi d6 binh thuwéng nhuw
t6 chirc mét biva an trwa tai van phong va
hoc cach trinh bay cho mét bé phan khac -
chang han nhw phong tiép thi hodc quan ly
kho hang - v&i cai nhin tbng quan hon
cling nhw suy nghi vé hoat déng ctia ho ti
goc dé tai chinh.

O khia canh khat khe hon, CFO ciing c6
thé ap dung phwong phap Quan tri theo
Muc tiéu va Két qua then chét (OKR) dé
gilp cac nhém thiét 1ap cac muc tiéu dua
trén div liéu va |ap ban db tién trinh c6 thé
dinh lwong hudng téi muc tiéu ki vong.

DU bang cach nao, muc tiéu ctia CFO la
yéu cau tat ca cac bd phan dwa ra quyét
dinh c6 lgi cho dinh hwédng chung cua
doanh nghiép.

Key Performance Indicators [
SALES EXPENSES TOTAL BANK BALANCE PAYABLES
14.5% +2.2% 10.2% +3.6%
W—-""_'_- EEEEEPPRy S
¥ INDICATOR PERIOD CURRENT PREVIOUS CHANGE

Sales This Month vs. Last Month $1,532,925 $1,338,263 14.5%
Expenses This Period vs. Last Period $1,221,489 $1,195,510 ™ 2.2%
Revenue This Period vs. Last Period $1,391,951 $1,338,554 4.0%
Receivables Today vs. Same Day Last Month $1,602,101 $1,547,654 3.5%
Total Bank Balance This Period vs. Last Period $3,167,329 $2,874,078 10.2%
Payables Today vs. Same Day Last Month $1,408,275 $1,359,748 T 3.6%
COGS This Period vs. Last Period $972,421 $953,750 T 2.0%
Inventory Today vs. Same Day Last Month $1,699,038 $1,671,372 1.7%
Total Pipeline Deals Current 1

Credit Card Balance This Period vs. Last Period $259 $259 0.0%
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6. Tw dong hoa toi da

Viéc cét gidam nhan sy dé gidm chi phi ciing
nhw khan hiém cac nhan tai trong linh vuc tai
chinh khién nhiéu CFO dat ra bai toan ty
ddng hoa cac cong viéc cao nhat co thé.

Trong cudc khdo sat méi nhéat cia Oracle
NetSuite va CFO.com, 28% CFO cho rang tw
dong héa 1a cach hang diu dé cét gidm chi
phi, chi xép sau nhirng thay dbi vé nhan sw
nhw gidm sb lwong nhan vién hay gidm ngan
sach. That vay, 82% giam dbc diéu hanh cho
biét ho dw dinh dau tw vao cdng nghé dé giam
sb lwong nhan vién.

Hay dat cau hoi: CFO c6 dang tw dong hoa
quy trinh lam viéc va nhiém vu quan tri hang
ngay bang cong nghé khéng? Va mong mudn
co thé ty doéng hoa nhirng gi néu dwoc co
nhiéu céng nghé hon?

John Cappadona, CFO cua trwdng thanh
nhac School of Rock, da khé&i ddng moét dw an
nham t&i wu héa cdng viéc cta phong tai
chinh bang viéc s dung hé théng ERP
khoang sau nam trwérc.

Dw an bao gébm viéc tan dung tinh nang tw
dong hoa ghi nhan hach toan va tinh lwvong,
nhirng nghiép vu da bi bé qua trwdc day khi
School of Rock con hoat dong vé&i quy moé nhé
va cac cong viéc thu cong con dé dang quan
ly.

Viéc khai thac tinh nang tw dong hda da co
san trong hé thong hién tai da gilp
Cappadona rat ngan thoi gian déng ki ké toan
vao cudi thang xudng 68% va qua trinh tinh
toan cling nhw x& ly bang lwong hang thang
xudng 75%, d&c biét it phai can thiép tha cong
hon.

“Viéc tw déng héa cac nghiép vu khac trong doanh nghiép gilp tiét kiém théi gian va
tién bac mét cach hiéu qua. Néu CFO da phat huy téi da tiém nang tw déng hoa cta hé
théng kinh doanh hién tai nhwng van céi thién dwoc hiéu qua, thi day |a thoi diém dé
ddnh gia cac Iwa chon thay thé hodc b6 sung cac hé thdng meéi.”

ORACLE NETSUITE ‘

D K
A/R Aging Summary ] view Detail

45 Activities Payments Transactions

Lists

Reports Analytics Customization Documents Setup

CUSTOMER CURRENT

Open Balance Open Balance

7/25/2023 - 8/23/2023 (30)6/25/2023 - 7/24/2023 (60)
Open Balance

- No Customer/Project - $0.00 $24,929.58 ($134,437.84)
Aaliyah Rader $0.00 $520.80 $0.00
Abbott Inc. $104.95 $0.00 $0.00
Abigail Mack $0.00 ($15.33) $0.00
Academy Sports & $0.00 $386.00 $0.00
Ourdoors
Billy Baker $0.00 $0.00 $0.00
Bobby Davis $0.00 ($152.43) $0.00
Davis Supplies $758.96 $0.00 $0.00
Dazzlesphere Company $5,894.00 $3,153.99 $0.00
Design Excellence Ltd. $0.00 $11,976.49 $0.00
Finch Computing $0.00 £2,500.00 $0.00
Ghetri Ltd $180.66 $0.00 $0.00
$243.79 $0.00 $0.00
£7,699.00 £1,104.09 $0.00
$115.28 £3,006.07 $0.00
$0.00 $0.00 $0.00
Interco Client - US2 - US1 $0.00 $0.00 $0.00
Jasper and Associates $0.00 £2,717.19 $0.00
JBL Inc. $90.78 $0.00 $0.00
Karmabit $367.17 $0.00 $0.00
Macgruber Incorporated $0.00 $1,247.79 $0.00
Macomb Indus $1,681.29 $0.00 $0.00
Marshall Industries $340.58 $0.00 $0.00
McCarthy Supplies $87.99 $1,405.67 $0.00
McGuire Systems $126.89 $0.00 $0.00
Rizzs . $0.00 $0.00 $49.99
Solupay Test $0.00 $2.03 $0.00
Susan Adams $0.00 ($303.78) $0.00

5/26/2023 - 6/24/2023 (S0)BEFORE 5/26/2023 (>90) TOTAL
Open Balance Open Balance  Open Balance

$131,158.04 $1,468,716.11 $1,490,365.89
$0.00 $0.00 $520.80
$0.00 $0.00 $104.95
$0.00 $0.00 ($15.33)
$0.00 $0.00 $386.99
$55,2881.25 $0.00 $59,881.25
$0.00 $0.00 {$152.43)
$0.00 $0.00 $758.96
$0.00 $0.00 $9,047.99
$0.00 $0.00 $11.976.49
$0.00 $0.00 $2,500.00
$0.00 $0.00 $180.66
$0.00 $0.00 $243.79
$0.00 $0.00 $8,803.09
$0.00 $0.00 $3,211.35
$503.99 $0.00 $503.99
$0.00 $925.00 $925.00
$0.00 $0.00 $2,717.19
$0.00 $0.00 $90.78
£5,04399 $0.00 $5,411.16
$0.00 $0.00 $1.247.79
$0.00 $0.00 $1.681.29
$0.00 $0.00 $340.58
$0.00 $0.00 $1,493.66
$0.00 $0.00 $126.89
$0.00 $0.00 $49.99
$0.00 $0.00 $2.03
$0.00 $0.00 {$303.78)

DATE | today AS OF 8/24/2023
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7. Viét ra cac ghi cha quan trong

CFO c6 thé khong thay gi tri tlrc thoi cda nhikng diéu nay nhung nhiing ghi chd quan trong sé
mang lai lgi ich khi CFO mudn c6 sw ho tror ctia hdi ddng quén tri cho mét dw an.

Jason Balk, Giam dbc tai chinh cta cong ty tiép thi Media Place Partners cho biét, nhitng ghi chu
nay co thé don gidn nhw viéc chuyén tiép mét bai bao dwoc tim thay trong qué trinh doc hoéc bién
soan va gtri email ban cap nhat théng tin hang thang ctia céng ty, hay mét tai liéu gtri thay cho cudc
hop héi ddng quan tri hang quy. Ban cap nhat hang thang nay |a noi hoan hao dé thuc hién viéc
truyén dat théng tin/truyén tai div liéu tivng phan.

Viéc ghi chu ciing c6 thé dwéi dang email, tin nhan hodc cudc goi véi thdng tin cap nhat vé cac muc
dwoc thao luan tai cudéc hop héi dong quan tri gan nhat. Th thach ban than trong viéc tiép can céac
thanh vién trong va ngoai hdi ddng quan tri véi nhivng théng tin cap nhat lién quan dén vai tro cu thé
cua ho.

Vi dy: dat myc tiéu tiép can mot thanh vién hoi ddng quan tri moi thang, diéu nay bao gdm viéc phéi
hop véi Giam doc dieu hanh dé cung cap thong tin cap nhat ve cac tinh huong kho khan, moét
phuwong phap xay dwng nieém tin va lgi thé thwong mai.

Kaushik cho biét: “Triét ly quan trong ma ching téi st dung khi giao tiép v&i hdi ddéng quan tri 1a
‘Chia s& nhanh c4c tin t6t va chia s& nhanh hon céc tin xau’. Déi v&i anh Ay, viéc lubn theo séat hoi
ddng quan tri sé gitp thiét 1ap méi quan hé hop tac thwe sw. Sé 1a diém cong néu co thé chia sé giai
phéap dé& xuat hodc dang thuc hién cling véi nhikng tin tirc xau.

Trao déi v&i hdi ddng quan tri 1a mot khia canh ma chi can mét nd lwec nhd ciing cé thé gilp CFO
dam nhan vai trd CEO. Khi nhém phaét trién chuyén nghiép CFO.University khdo sat cac thanh vién
héi ddng quan tri v& nhitng gi ho mong doi tr mét CFO, cac cau tra 1o bao gdbm “suw tham gia phéat
trién va thue hién chién lwoc cho cong ty”. St dung cac cap nhat dé& cung cap cai nhin vé cach CFO
dang thuwe hién cong viéc dé hang ngay hoac hang thang.
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8. Danh th&i gian dé tap trung
hoan toan vao cdng viéc

Ngay ca khi chwa tirng nghe dén “deep work”
trwdc day, CFO ciing c6 thé doan no la gi:
cong viéc dwoc thyc hién trong mot moi
trwdng khong bi phan tam véi sy tap trung
cao do.

Khai niém nay do giao sw khoa hoc may tinh
Cal Newport dwa ra, bao gébm viéc tranh “cac
cbng viéc gay xao nhang” — email, cudéc hop,
tin nh&n trong (rng dung va nhirng viéc cé thé
lam nhanh chéng chiém thi gian trong nhiéu
ngay.

Tap trung cao do cé thé d&c biét thay déi cudc
choi dbi véi cac CFO mubn déng gop vao
chién lwoc cia cong ty. Bat dau bang céach
danh mét gi& méi ngay, ngoai thoi gian hop
cao diém va trong thoi gian ma CFO thuwdng
cam thay lam viéc hiéu qua nhét.

Huan luyén vien CFO Mike McCracken cula
McCracken Alliance cho biét: “Hay coi nhirng
khodng thdi gian nay nhw thé ching la nhirng
cuéc hop co tam guan trong dac biét”.

“Hay dé dién thoai clia ban im lang va tranh
glri email. Nhém ctia ban nén biét vé thoi gian
nay va ban cé thé khuyén khich ho lam diéu
twong tw. Diéu nay c6 thé lam gidm cing
thdng cho mbi c4 nhan khi ho hoan thanh
nhiém vu nhanh hon.”

Tap trung hoan toan vao cbng viéc thudng
bat dau bang mét nghi thire, mét tin hiéu dén
ndo rang da dén ldc phadi tap trung.
McCracken khuyén ban nén rét mét tach tra,
bat nhac khong 1&i hodc di chuyén dén mot
khéng gian lam viéc yén tinh hon.

Tim thoi gian dé bat dau tap trung hoan toan
c6 thé noi dé hon lam.
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Huan luyén vién CFO- Edith Hamilton cla
NEXT New Development y&u cau cac khach
hang méi cla cb 4y bat ddu bang cach tao
danh séach thdng ké tat ca cac cudc hop hién
tai cta ho.

C6 ndi: “Tdi yéu cau ho xac dinh xem liéu ho
c6 thwe sy can thiét trong mdi cudc hop hay
khéng hoéc liéu ai d6 trong nhém cé thé dai
dién cho ho va bao cao lai hay khéng”.

“Diéu nay co thé tao ra thoi gian va thuc sw
la co' hoi phét trién cho cac thanh vién khéac
trong nhom, nhitng ngwdi cdm thay vinh dw
dwoc dai dién cho CFO va do d6 mang lai
thanh qua cho ho.”

Financial Highlight:

Sales Revenue

(88l Revenue reakdon by




9. Tim hiéu théng tin cta cac phong ban khac.

That kho dé dong gop vao chién luwgc ciia cong ty néu CFO néu ban khéng biét nhivng khé khan
va nghiép vu cua cac phong ban khac cling nhw toan bé doanh nghiép.

Vi vay, hay n6i chuyén v&i nhirng ngwoi bén ngoai bd phan cua ban minh chr khéng chi véi 1anh
dao. Ly twéng nhat la lam viéc tai van phong thay vi & nha, cac cudc goi dién video da Ién lich vo&i
cac trwdng bd phan khac c6 thé hivu ich, nhwng chiing vén di rat cirng nhac.

McCracken noi: “Sw tinh c& la chat xic tac cho sw déi mai. “Khdng dé dé tao ra mét cudc tro
chuyén trwc tuyén thi vi dan dén nhivtng méi quan hé sau séc hon va hiéu qua hon véi nhirng bod
phan con lai trong cdng ty. Hay tim kiém co hdi dé ban than va nhirng ngudi con lai trong phong
tai chinh cGa ban c6 thé trd chuyén véi nhirng ngudi khac trong subt qua trinh lam viéc.”

Gio nghi gidi lao, bira tra & van phong hay cac sw kién cua cong ty la thoi diém ly twong cho
cudc tro chuyén than mat. Neu y nghi d6 khien ban rung minh, hay Ién ké hoach xuat hién chi
trong 10 phat va xem ban gap ai.

Hay nhé rang d6 ciing 1a mét cach truyén thdng tbt cho vai trdo CFO: “Mét cudc trd chuyén don
gian c6 thé phéa v& cac khuén mau cirng nhac va mang lai loi ich sau nay” Balk n6i. Néu ban phai
bat dau lam viéc tai nha, hay thiét 1ap cac cudc “trd chuyén tan gau” trwc tuyén véi cung hinh anh
v&i cac bo phan khac dé bat chwdc sy than mat ciia cudc gép mat trwee tiép.

McCracken néi: “Céac giam dbc tai chinh dwoc quyén tim hiéu moi thdng tin tir tt c& cac bod phan,
vi tai chinh tac dong dén tat ca cac bd phan trong doanh nghiép”. “Danh thoi gian dé tim hieu vé
muc tiéu, thach thirc va wu tién clia cac bd phan khac ciing nhw co hdi dé cong tac véi ho trong

cacdw an.”
10. Lubn xem xét ki va danh gia lai muc tiéu thwéng xuyén

Nguyén tac cbt 16i ciia OKR va mét phan ly do khién chiing tré nén phd bién 1a dat ra cac muc tiéu
rd rang va theo doi tién dd co thé do lvéng dwoc mét cach thudng xuyén.

ORACLE NETSUITE Q

CI-) * /b\ Activities Payments Transactions Lists Reports Analytics Customization Documents Setup

Forecast vs. Quota
SALES REP QUOTA | MOST LIKELY CALCULATED | MOST LIKELY OVERRIDE | FORECAST / QUOTA VARIANCE ACTUAL | ACTUAL / QUOTA VARIANCE

- No Sales Rep - £2,059,028.53 $2,050,663.7% 0.00%
2 Larry Nelson
[ Joel Williams

Joel Williams $39,657.33 $39,572.35 0.00%

Les Watson £50,000.00 $3,388.39 £2,255.34 4.51% $3,025.96 6.05%

Rachel Bennet £50,000.00 $8,560.03 £6,020.97 12.06% $8,512.08 17.03%

Will Clark $200,000.00 $82,870.35 $26,510.81 13.26%  $71,8%6.77 35.95%

Total - Joel $300,000.00 5134,476.10 $34,796.12 11.60% $123,008.06 41.00%
Williams

Team Joel Williams $300,000.00 5134,476.10 $34,796.12 11.60% $123,008.06 41.00%

Total - Larry Nelson $300,000.00 5$134,476.10 $34,796.12 11.60% $123,008.06 41.00%

Team Larry Nelson %300,000.00 5134,476.10 $34,796.12 11.60% $123,008.06 41.00%

Total $300,000.00 $2,193,505.63 $34,796.12 11.60% $2,173,671.85 724.56%
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Ngay ca khi khéng tuan tht khudn khd OKR, hdy nhé néu lai cac muc tiéu hang nam va/hodc
hang quy ctia nhém tai cudc hop hang tuan. Phan tich hiéu suat trén cac KPI phi hop véi nhirng
muc tiéu nay, xem xét cac hanh dong ma méi thanh vién trong nhém sé thwe hién trong tuan nay
dé tiép tuc thuc hién ching va dwa ra gidi phap dé loai bd bt ky rao can nao cé thé xay ra.

DPbi v&i nhivng nhém c6 da kha nang tai chinh va thdi gian, Hamilton khuyén nghi nén té chirc
cudc hop phong tai chinh ca ngay mét 1an méi quy, mét hoac hai tuan sau cudc hop hdi ddng quan
tri ca doanh nghiép. Cd khuyén cac CFO nén chia cudc hop thanh ba phan: mét phan danh cho
sy canh tranh gitra cac thanh vién, c6 thé véi sw hd tro ciia mét vai hoat déng tr bd phan nhan
sw; mot d& xem lai nhirng bai hoc tr quy trudc; va mét dé xem xét tién dé thwe hién cac muc tiéu
hang nam.

it nhat hang nam, hay gianh théi gian dé danh gia muc tiéu cia phong.

McCracken khuyén CFO nén d&t cau héi xoay quanh ba chu dé cét I5i:

1.Tai nang.

Cong ty can thém nhan lyc & dau? Nang cao ky nang c6 phai la mét khodn dau tw c6 thé thuc
hién dwoc bang ca thdi gian va ngudn lwe khéng? Liéu viéc tuyén dung véi sw hd tro tir bén ngoai
c6 cho phép doanh nghiép tan dung co hdi sém hon khéng?

2.Quy trinh.

Céc hoat ddng tai chinh da sén sang d& mé rong quy md chwa? doanh nghiép phai thuc hién
nhirng thay déi quy trinh nao dé gidm thiéu chi phi va thach thire khi phat trién?

3.Cong nghé.

Nhirng cdng nghé nao hién co trén thj trwdng sé phu hop véi cong ty va thdi diém dau tw ti wu 1a
khi nao?

Tét nhién, cau tra I&i cho nhivng van dé trén sé thé hién tdm nhin chung cla toan céng ty, do dé
viéc nay thé hién tam quan trong cia moi quan hé bén chat véi CEO.

Cudi cung, hay can than khi dau tw qua nhiéu thoi gian dé xem xét lai muc tiéu. McCracken noi:
“Viéc lap lai la can thiét, nhung “lién tuc lap bieu do va phan tich c6 thé gay ra nhirng hau qua tiéu

”

cuc’.
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BTM Global - US

330 South Second Avenue Suite 450 Minneapolis, MN 55401
Phone: +1 612 238 8800

|
BTM Global - Viét Nam '.'.
A
([}
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 Hotline: +84 90 320 6234 ;
« Email: btmvn@btmglobal.com
- Website: www.btmglobal.com
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https://www.facebook.com/btmglobalvn
https://www.linkedin.com/showcase/btm-vietnam/
https://twitter.com/btmglobal
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