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TOM TAT. Bai bao tién hanh nghién ciru viéc van dung phuong phap ABC nham quan 1y t6t nhét chi phi tai cic ddy chuyén
san xuat. Quan tri chi phi san xuat t6t s€ gitp cac nha quan 1y danh gia nguén luc ti€u hao tai cdc nha may san xuét. Van
dung phuong phap ABC nham cung cip cho nha quan 1y mdt cai nhin siu sic dé quan ly nhiéu van dé trong qua trinh san
xuat gitip nha quan tri dua ra nhitng quyét dinh dung dan nham giam chi phi san xuit va sang kién cai tién quy trinh san
Xuét.

TU KHOA: Quan tri chi phi; ABC; Céng ty c¢é phan giay dép cao su mau

ABSTRACT. The article performed ABC (Activity-Based Costing Management) method application study in order to manage
costs best on production lines best. If production cost is managed well, it will help appraise resources consumption in the
factory. ABC method application will supply insight for managers to control issues in production process, make right

decisions to reduce cost and invent to improve manufactoring process.

KEYWORDS: Cost management; ABC,; Casum shoes joint stock company

1. GIOI THIEU VE PHUONG PHAP ABC

Theo Horngren (2000) phuong phap ABC 1a sy cai tién
cua phuong phap tinh gia truyén thong bang viéc tap trung
vao cac hoat dong cu thé nhu 1a cac ddi tuong chi phi co ban.
Hé thong ABC tap hop chi phi cho tirng hoat dong va phan
bd chi phi cho tirng san phém hoac dich vu dua trén hoat
dong dugc tiéu ding boi san pham hay dich vu d6. Theo
Mabher (2001) cho r?mg ABC 1a cong cu quan tri dya trén hoat
dong, trudce hét, chi phi dugc phan b6 cho céc hoat dong, sau
d6 s& phan bd cho tirng san pham, dich vu dya trén cac hoat
d6ng ma san pham hay dich vu di tiéu dung. Quan trj dya
trén hoat dong s& tim kiém sy cai tién khong ngimg. ABC
cung cap thong tin vé hoat dong va ngudn lyc can thiét dé
thye hién ching. Vi thé, ABC khong chi don thuan la quéa
trinh phan b chi phi. ABC: Phuong phép tinh gi trén co s&
hoat dong dugc nghién ciru va ing dung nham dé khéc phuc
nhing han ché cta phuong phép tinh gia truén thong trong
viéc phan bd chi phi san xuit chung (thudng chi lya chon
mot hodc mot vai tiéu thirc phan bd chung), han ché trong
viéc cung cap thong tin vé chi phi gia ting ¢ khau nao, do
nguyén nhan nio trong qua trinh san xuét dé cic nha quan tri
¢b cach nhin ding dén trong viéc hoan thién va thiét ké lai
qué trinh san xuit nhim cat giam chi phi.

Ta c6 thé thay rang mdi hoc gia c6 khai niém khac nhau
nhung nhin chung phuong phap tinh gia dua trén co so hoat
dong 1a phuong phap tinh gia ma viéc phan b céc chi phi
gian tiép cho cac san pham, dich vu dya trén mirc do hoat
dong cia ching. Phuong phap ABC la tap hop toan bo chi
phi gian tiép trong qua trinh san xuét theo timg loai hoat dong
hodc cac nhom hoat dong twong ty nhau, sau d6 phan b6 céc
chi phi gian tiép do cho ting san pham theo murc d6 sir dung
hoat dong cau san pham phuong phép nay tinh gia khic phuc
dugc nhirng nhuoc diém cua phuong phép tinh gia truyén
thong.

2. D(‘)‘l NEI VE CONG TY VA NGANH SAN XUAT
GIAY DEP

Tén day di: Cong ty C6 phan Giay Dép Cao Su Mau.

Tén tiéng Anh: CASUM SHOES JOINT STOCK
COMPANY.

bia chi: duong Bui Hitu Nghia, x4 Hoa An, TP.Bién Hoa,
tinh Dong Nai.

E-mail: casum@casum.com.vn / casum@hcm.vnn.vn

Website: www.casum.com.vn

Cong ty C6 Phan Giay Dép Cao Su Mau tién than 1a Cong
ty Cao Su Mau thanh 18p ndm 1990 véi hinh thuc sé hiu
100% v6n nha nudc chuyén san xuit cac mat hang lién quan
dén Cao su nhu vo xe, rudt xe... Dén nim 2008 cong ty Co
phén hoa va lay tén day dula Cong ty Co phan Giay dép Cao
Su Mau chuyén san xuét cac loai giay dép xuét khau.

Tir chd chi co mot Xuong san xuat & Hoéa An véi 300 cong
nhén, sau qua trinh phat trién Casum hién tai dang s& hiru 2
nha may san xuat. Trong d6, mot nha may san xuat hoan
chinh tai Héa An va m¢t Nha may chuyén dat may gia cong
tai Tri An vdi hon 800 cong nhan.

Trong thoi gian téi cong ty s& tiép tuc mod rong bang viée
dau tu mot nha may thir 3 tai Tan Phu dé dap tmg nhu ciu
phat trién ctia cong ty ra cac thi truong moi.

Vé vai tro nganh nghé san Xuét gidy dép cao su mau: Viét
Nam c6 mit trong bang xép hang 10 quoc gia xuét khau hang
dau trong thi trudng giay da qudc té hién nay, dic biét 1a EU.
Viét Nam ding thir hai sau Trung Qudc. Nganh da giay Viét
Nam 1a mot trong nhitng nganh kinh té xuat khau miii nhon,
g6p phan ting truéng GDP ctia quic gia.

Tir mot nganh cong nghiép — k¥ thuat khiém ton, non tré,
dén nay giay da Viét Nam d4 16n manh va déng gop dang ké
vao sy ting truong gia tri san xuat cong nghiép, kim ngach
xuat khau cho ca nudec.

3. THUC TRANG TiNH GIA THANH TAI CONG TY
CO PHAN GIAY DEP CAO SU MAU

Vé may moc thiét bi: c6 02 day chuyén san xuét giay thoi

trang va 01 day chuyén san xuat dép, cong ngh¢ san xuat ctia
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Y va Han Qudc, doi ngii cong nhan day kinh nghiém va tay
nghé cao.
Quy trinh sdn xuat san pham tai cong ty

Quy trinh san xuat mii giay

Thiét ké va tach chi tiét

C4t chi tiét

Diy chi tiét

May chi tiét

Hoan thién chi tiét

Quy trinh hoan tat giay

Lam sach

Chét nén

Céc 16p phu ngoai

(Nguon: Cong ty Co phan Giay dép cao su mau)

Qua thyc té tinh gia thanh tai cong ty, nhom tic gia thdy
viéc phan bo chi phi gian tiép theo chi phi nguyén vat liéu
truc tiép cua ting san pham chua chinh x4c. Piéu nay dan
dén cac san pham c6 chi phi nguyén vat liéu truc tiép cao thi
ganh chiu nhiéu chi phi gian tiép nhung chi phi san xuét thuc
té sir dung cho san pham lai thap ching han: Céc chi phi gian
tiép phuc vu cho san xuét khong lién quan dén khoi lwong
cling nhu chi phi nguyén vat liéu truc tiép, chi phi nhan vién
phan xuéng, chi phi khau hao...

Doanh nghiép da lap ké hoach, du toan nhung khi co su
chénh 1éch vé sb liéu chi phi san xuét thi lai chua néu ra
nguyén nhan, k¥ thuat phan tich s6 liéu va bién phap xir ly
chi mang tich chat phuc vu béo céo tai chinh hang nim la
chinh. Cac du toan, ké hoach chu yéu theo cac khoan muc
chi phi nhu chi phi nguyén vat ligu truc tiép, chi phi nhan
cong tryc tiép va chi phi san xuat chung khong phan loai theo
bién phi, dinh phi nhu vay s& rat kho khan cho viéc danh gia
kiém soét chi phi va dua ra quyét dinh vé dinh gia ban phu
hop.

Doanh nghiép nhén thic ké toan 1a cong cu phuc vu quan
1y nhung chi quan tdm & gdc @6 ké toan tai chinh, chua chi
dong to chirc ké toan quan tri. Doanh nghiép chura nhan thirc
dugc vai tro cua ké toan trong viéc cung cap thong tin kinh
té tai chinh cta doanh nghiép.

Dic diém vé qui trinh san xuét san phdm tai Cong ty trai

IS

Tap chi Khoa hoc Lac H(jlrg

qua nhiéu céng doan nhung Céng ty khong tap hop chi phi
san xuat theo tirng cong doan.

Cong ty chua to chire khoa hoc cac béo céo vé chi phi san
Xudt va gia thanh san pham, chua phan tich su bién dong vé
chi phi phuc vu quan tri Cong ty.

= Diéu nay gay ra nhitng mat han ché nhu sau:

Cong tac ké toan chi phi san xuat va tinh gia thanh san
pham & Cong ty CP giay dép cao su mau tuy di c6 nhidu thay
ddi cho phuhop vai dac diém hoat dong san xuét kinh doanh,
nhung con c6 mot s6 han ché can khic phuc.

Nhin chung, cong tac hach toan va phan bd chi phi san
Xuit & cong ty theo quy trinh ctia ké toan tai chinh. Quy trinh
chung nay c6 thé tém lugc nhu sau: Ddi tugng chi phi duoc
xac dinh 1a cac loai san pham do Cong ty san xuét ra; Tiéu
thirc phan b chi phi nguyén vt lidu theo dinh mirc ting san
pham, chi phi nhan c6ng theo san lugng, phan b chi phi san
xuét chung theo chi phi nguyén vat lidu truc tiép.

Nhur vay c6 thé két luan ring muc dich phan b chi phi san
xudt chung tai Céng ty nham dé tinh gia thanh san pham,
cung cap thong tin cho viéc 1ap bao cao tai chinh. Cac muc
dich khac nhu phan bé chi phi san xuat chung dé phuc vu cho
viéc lap ké hoach va ra quyét dinh kinh doanh, kiém soat va
danh gia hiéu qua khong duogc cac nha quan ly dat ra.

Nhiéu khoan chi phi chua dwoc phan anh hop 1y, két qua
la gia thanh san pham s& khong phan anh hop 1y gid phi cua
san pham tai cac by phan trong Cong ty. Ching han chi phi
tién dién phan bé theo dinh mirc nhung lai chua c6 ddng hd
chi tiét cho tirng bo phéan: céc khoan chi phi chung khac duoc
phan b6 theo chi phi nguyén vat liéu truc tiép nén chwa phan
anh chinh xac muc chi phi mdi san pham ganh chiu. Day la
mot han ché gy khé khin va mat di tinh chinh xéac tuyét doi
trong cong tac phan bo chi phi, nhu vay s& khong phan dnh
dung ban chat ciia no.

Ngoai ra, v&i cach phan bd chi phi va tinh gia thanh hién
tai ciia Cong ty khién cho thong tin vé chi phi san xuat va gia
thanh san pham khong phan dnh dung ban chét, do do viéc ra
quyét dinh ctia nha quan tri doanh nghiép chua dwgc chinh
Xac.

4. VAN DUNG PHUONG PHAP ABC VAO CONG TY
CO PHAN GIAY DEP CAO SUMAU

Bing 1. Bang so sanh gia thanh theo phuong phap truyén thong
va phwong phap ABC tai cong ty Co Phan Giay Dép Cao Su Mau

Noi dung PP truyén théng PP ABC
Giay tré em 11.466.127.297 11.457.546.896
Giay dép nir 15.430.981.246 15.421.671.233

Giay dép nam 9.194.425.476 9.190.555.720
Khac 596.995.615 596.832.294
Tong cong 36.688.529.634 36.666.606.143

(Nguon: tinh todn ciia nhém tic gia)

Sau khi ap dung phuong phap tinh gia dya trén co s& hoat
dong, gia thanh tit ca cac san pham gidy dép san xuét ra déu
thdp hon so véi céc tinh truyén thdng cua cong ty. Viée ap
dung tinh gia thanh theo phuong phap ABC sé tinh toan dugc
Zsp san xuét chinh xac va hop 1y hon so véi phuong phap
truyén théng ma cong ty cao su mau dang ap dung, phan chi
phi doi ra s€ dugc hach toan vao TK 642, 632 va cac tai
khoan khac c6 lién quan theo quy dinh, qua d6 day la co so
dé nha quan 1y c6 nhitng giai phap cét giam chi phi.




Véin dung phirong phdp tinh gia dwa trén co s¢ hoat dong tai Cong ty Co phan Giay dép Cao su mau

CP CP CP CP CP
nhan dién khau phuc khac
vién hao Vu san

PX xudt

Chi phi nguyén vat 1éu truc tiép, chi phi
nhén cong tryc tiép

Hinh 1. M6 hinh tinh gid dya trén co s¢ hoat dong (ABC) tai cong
ty Co Phan Giay Dép Cao Su Mau o
(Nguon: Nhom tac gia dé xuat)
Qua viéc tinh toan va phén tich giira hai phuong phép ta
6 thé th?iy su khac biét nay la do lya chon ti€u thirc phan bd
chi phi san xut chung cua hai phuong phap. Véi quy trinh
san xuét da trinh bay, hau hét cac san pham phai di qua nhiéu
cong doan va ciing tiéu hao nhiu ngudn lyc. Pdi véi cac chi
phi: Chi phi khau hao tai san c6 dinh, chi phi cong cu dung
cu, chi phi tién nudc, chi phi nhan vién phan xwong, chi phi
tién dién... Cac chi phi ndy c6 ngudn phat sinh chi phi khac
nhau. Vi vdy khi phan b6 chi phi ta khong chi dya vao mot
tiéu thirc chung dé phan bo cho cac hoat dong chang han chi
phi nguyén vat lidu tryc tiép, ma con phai dua vao nhiéu tiéu
thirc phan b6 khac dé dam bao tinh chinh x4c gia thanh cho
timg loai san pham. Piéu nay ching t6 néu van dung phuong
phap tinh gia ABC s& cho két qua chinh xac hon.
Tom lai, viée tinh gia dwa trén co so hoat dong s& cung cip
thong tin vé gia thanh chinh xac hon va canh tranh hon. Dé
tir d6 cac nha quan 1y c6 nhimg quyét dinh chinh xac nhét

5. MQT SO GIAI PHAP NANG CAO HIEU QUA
PHUONG PHAP ABC TAI CONG TY CO PHAN
GIAY DEP CAO SU MAU

Thir nhét: Sy hop tc giira cic b phén, cic nhém lam
viée

Dé ap dung thanh cong phuong phap ABC doi hoi phai co
su hop tac giira cac phong ban trong don vi cling nhu tinh
than lam viéc nhom trong phan xuwéng, chang han nhu phan
xudng lap rap giay dép c6 su hd trg cho cac phan xudng khac
nhu PX déap, PX cét.... C6 nhiéu nghién curu thuc nghiém chi
ra rang su két hop chit ché giita cic phong ban, cac nhom
lam viéc gop phan thuc day su thanh cong khi 4p dung
phuong phap ABC, c6 thé ké ra mot sbtac gia nhu Landry
(1997), Gering (1999), Drake et al. (2001), Baird et al.
(2007). Nhu vay, dé ung dung dugc ABC thi ban than ndi bo
doanh nghiép phai hop tac va ung ho néu khong c6 sy ting
ho tir cac bo phan khac thi ABC kho tng dung thanh cong
trong to chirc. Py ciing chinh 14 van dé thudc vé co céu to
churc cling nhu van hoa trong cong ty.

Thir hai: Giai phap nguon nhén e

ABC khong phai la mot mo hinh cting ngit, trong qué trinh
{mg dung ciing c6 su thay d6i vé mdi quan hé ciia cac tiéu
thirc phan bd chi phi, cic trung tim chi phi vi vay doi hoi
nguoi sir dung phai c6 kién thirc sau vé phuong phap ABC
va kién thire vé ké toan quan tri. Theo TS Tran Phudc (2011),
khao sat két qua kién thirc dao tao chuyén nganh ké toan,
kiém toan thi c6 téi 50% cdu tra 1 14 it va da dua ra cac giai
phap phat trién nguon nhan lyc nganh ké toan kiém toan &
Viét Nam trong thoi ky cong nghiép hoa, hién dai hoa va hoi
nhap qudc té. Nhu vay, hién nay ching ta dang thiéu hut ké
toan vién c6 du trinh do dé tiép can phuong phap méi, vi du
nhu phuong phap ABC. Déi véi cac phuong phap, ky thuat
cling nhu yéu cau cia ABC, truong dai hoc ciing nhu cac co
s0 dao tao phai c6 nhiing du an cu thé dé cho sinh vién thuc
hanh va phan tich nhiing thuén loi cling nhu nhirng kho6 khan
khi ap dung ABC vao trong doanh nghiép. Chinh phu cling
nhu nhitng trung tAm nghién ctru ing dung ké toan cua Viét
Nam ciing phai ¢6 nhitng dy an tmg dung cu thé: img dung
ABC cho hau hét cac PX tai cong ty, danh gia so sanh hiéu
qua giira phuong phép tinh gia hién tai va ABC. C6 thé lya
chon ung dung thi diém tai PX cit va PX dap dé co du diéu
kién 4p dung ABC sau d6 cong bd két qua tmg dung cho céac
cong ty khac hoc hoi va ting dung.

Thir ba: Thay déi quan diém ciia nha quén ly

Céc nha quan ly doanh nghiép can thay doi thai do trong
qué trinh diéu hanh va quan 1y doanh nghiép. Tam 1y hién
nay cuia rt nhiéu nha quan Iy 1a trong chd vao sy huéng dan
hay su bat budc ciia co quan c¢6 tham quyén ma béan than ho
khong chu dong ap dung nhiing phuong phap quan ly moi.
Mot phan 1a do thiéu hut vé kién thirc quan 1y, mot phan la
tam 1y s¢ thay doi, sg that bai trong qué trinh ap dung cai
méi. Vi du nhu sau khi thay dugc sy thay doi vé chi phi san
xuét, thi nha quan 1y s& ¢6 cai nhin dung hon vé viéc cat giam
chi phi nao va thay di loai chi phi nao ngay tai Cong ty.
Thir tu: Ap dung phwong phap ABC phai gin véi ndi lue
doanh nghigp va yéu ciu thye té

ABC khong c6 mét tiéu chuan nao cho mdi doanh nghiép,
vi vay khi ap dung ABC phai gén lién véi tinh hinh thyc té
cua doanh nghi¢p minh, khong nén chay theo phong trao
ciing khong nén coi 1a mét dé rdi 4p dung khong hidu qua.
Ngay nay, vdi su canh tranh gay gét va thong tin doi hoi ngay
cang da dang, ban than ABC ciing c¢6 nhugc diém vi vay can
két hop phuong phap tinh gia thanh ABC véi cac phuong
phap khac nhur ABC két hop véi phan tich bién phi, dinh phi;
ABC két hop véi chi phi dinh mirc; ABC két hop véi BSC
(Balanced Scorecard). Ngay tai Cong ty Co phan Giay dép
Cao su mau, yéu cau nay kha cao, do s6 lugng san pham san
xuét kha nhiéu, sé luong san pham can thiét cho nhu cau cua
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nguodi tiéu dung, cho nén viée ap dung phuong phap tinh gia
ABC tai Cong ty la rat can thiét.

6. KET LUAN

Nén kinh té Viét Nam dang c6 nhiéu co hoi phat trién ciing
nhu phai d6i mat véi nhidu thach thic trong qué trinh hoi
nhap kinh té quéc té, cac doanh nghiép ngay cang phai canh
tranh gay gat hon trén thi truong. Phuong phap tinh gia ABC
1a phuong phap tinh méi, viéc 4p dung phuong phap tinh gia
nay 14 co hoi cling nhu thach thirc d6i voi cac doanh nghiép
Viét Nam néi chung va cong ty C6 Phan Giay Dép Cao Su
Mau noi riéng.

Viéc van dung phuong phéap tinh gia ABC tai cong ty Co
Phan Giay Dép Cao Su Mau gitip cong ty tinh gia thanh mot
cach chinh xac hon so véi phuong phap tinh gia hién tai ctia
cong ty. V6i phuong phap tinh gid hién tai cua cong ty, cong
ty chi chon mét tiéu thirc phan bo chi phi san Xuét gian tiép
1a theo chi phi nguyén vit lidu truc tiép, lam cho viéc phan
bd khoan chi phi nay vao timg san pham khéng dugc chinh
xdc. Vi chi phi nguyén vétliéu tryc ti ép khong phai 1a nguyén
nhén gy ra tat ca chi phi gian tiép, didu nay lam cho gia
thanh mot s6 san pham cao hon so v&i chi phi thyc té va mot
sO san pham gia thanh lai thap hon so véi chi phi thuc té. Do
do, co thé co nhimg quyét dinh sai 1am trong viéc dinh gia
ban san pham. Nguoc lai, phuong phap tinh gia ABC phan
bd chi phi gian tiép cho céc dbi tuong chi phi dua trén hoat
dong tiéu dung ngudn lyc cta ddi twong chi phi d6. Vi thé,
hé thong tinh gid ABC lam ting tinh chinh xéc ciia gia thanh
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san pham hon phuong phap tinh gia truyén thong, tir d6 gitup
cho nha quan tri ¢6 nhitng quyét dinh dung dan

7. CAM ON

Chung t6i xin chan thanh cdm on quy cong ty C(;)'Ph?m
Giay Dép Cao Su Mau cung voi cac anh chi Phong ké toan
va cac anh chi phong ban khac da nhiét tinh giup do t6i hoan
thanh bai bao nay.
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