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CAT GIAM, KIEM SOAT CHI PHi TRONG DOANH NGHIEP:
YEUTG QUYET DINH DEN HIEU QUA SAN XUAT KINH DOANH

TS. PHAM THI VAN ANH — Hoc vién Tai chinh *

Dénding cao hiéu qud sin xudt kinh doanh, phdt trién viing manh, bén canh viéc cin méi truéng kinh
doanh théng thodng, binh ddng vdi su' dong hanh cia co quan, chinh quyén cdc cdp trong cdt gidm
chi phi déu vao thi bdn thdn méi doanh nghiép cdn c6 gidi phdp ct gidm chi phi trong hoat déng ciia
minh. Lam thé no dé'tiét giam chi phi ma vén dém bdo hiéu qud kinh doanh Ia vén dé khong méi
nhung luén doi héi cdn c6 cdu trd 16i mdi déi vdi cdc doanh nghiép. Bai viét phdn tich thuc trang va dé
Xxudt mét s6 gidi phdp dé doanh nghiép tham khdo va chon loc dp dung véo thuctién hoat déng. . .

Tir khda: Doanh nghiép, cdt gidm chi phi, hiéu qud kinh doanh, phdt trién viing manh

To improve the business performance and
ensure sustainable development, in addition to
a facilitating environment with harmonization
of authorities and agencies in cutting down
and controlling expenses, an individual
enterprise has to apply its own effective
abridgment of expense measure. Cutting down
on expenses but ensuring the same or better
business performance has not been new but a
standing problem to enterprises. This paper
analyzes practices and recommends solutions
to enterprises to deal with this problem.
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performance, sustainable development
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Su can thiét cha viéc cat giam
va kiém soat chi phi trong doanh nghiép

Chi phi san xudt la mot trong nhiing yéu td quyét
dinh dén loi nhuan va gia thanh san pham. Viéc cit
giam chi phi c6 thé 1am tang lgi nhuédn va giam dwgc
gia thanh san pham.

Theo mot nghién cttu ctia Harvard Business
Press, mitc d9 tac dong ctia nhitng khu vuc cat giam
lén mttc tang trueong doanh thu ctia cac cong ty hang
dau nhw sau: Sa thai nhan sw; Gidm chi tiéu ctia ban
lanh dao; Kiém soat gat gao ngudn von lao dong;
Tim d6i tac cung tng khac; Han ché chi tiéu phat

*Email: vananhphamhvtc@yahoo.com

sinh; Diéu chinh gia; Thu hep danh muc san pham;
Giam cac cap bac quan ly; Dau tu vao khu vuc kinh
doanh méi; Pau tu phat trién san pham; “Déng
bang” muc luong va/hodc diéu chinh mic dén bu;
Thay d6i dong co ban hang; Thué ngoai/chuyén san
xuat sang cac nudc lao dong gia ré; St dung lao
dong noi bo/chuyén san xuat vé cac nuwde gan hon
trong khu vuiec; Gia tdng cong tac marketing...

Quan niém cat giam chi phi dong nghia véi thu
hep hodc lam cong ty yéu thé hon la mot sai lam.
Tat nhién, néu cat giam chi phi ma khong nghién
ctu cu thé vé chién luoc thi doanh nghiép (DN) sé
dé dang mat thé canh tranh; Con néu tap trung vao
nhitng mi nhon tiém nang tuong lai, thi viéc giam
chi phi sé la chat xtc tac &€ DN chuyén minh theo
hwéng mong doi.

Tuy nhién, khong phai lanh dao doanh nghiép
nao ciing biét cat giam chi phi sao cho hiéu qua.
Mot s6 DN tim cach giam déu moi khoan chi tiéu,
s6 khac lai nham vao khu vuc tiéu hao nhat. Nhiing
cach lam nay cé tac dong trong ngan han va gay
hai cho vi thé€ va tang truong vé lau dai cua DN.
Céch nhan dinh dung dén vé cit giam chi phi 1a hay
nhim dén cac nang luc hoat dong can thiét va dau
tre vao nhitng nang lic nao chic chian sé mang dén
loi thé trong tiép can nhém khach hang DN quan
tam nhat.

Ngoai ra, mot trong nhitng van dé cot 16i dat ra
la DN phai kiém soat duoc chi phi hoat dong san
xudt kinh doanh ctia minh. Pay la yéu td quyét dinh,
khong chi tic dong dén viéc nén hay khong nén cat
giam chi phi ma né con gitr vai tro quyét dinh su
thanh cong hay that bai cia DN. Hiéu duoc cac loai
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chi phi, cac nhan t6 anh huong dén chi phi, DN c6
thé kiém sodat duoc chi phi, tir d6 tiét kiém chi phi,
chi tiéu sé hiéu qua hon va sau cung la tang loi nhuan
hoat dong ctia DN theo do6 cling tang lén. Chinh vi
vay, quan ly chi phi la méi quan tam hang dau cta
nha quan ly, boi vi loi nhuan thu duoc nhiéu hay it
chiu anh huong truece ti€p ctia nhitng chi phi.

Dai véi nha quan ly, d€ kiém soat duoc chi phi
phat sinh hang ngay, quan trong la phai nhan dién
ra cac loai chi phi, d€ dé ra bién phap kiém soat chi
phi phtt hop va nén bo qua nhitng chi phi khong
thudc pham vi kiém soat cia minh néu khong viéc
kiém soat sé khong mang lai hiéu qua.

Chi phi cho san xuat kinh doanh ctia DN luén
c6 nhitng bién dong nhéat dinh trong ting thoi ky.
Vi vay, mot trong nhitng nhiém vu quan trong cta
quan ly chi phi 1a xem xét, lya chon co cau chi phi
sao cho tiét kiém, hiéu qua nhat. Theo d6, d€ quan
ly chi phi hiéu qua can tién hanh: Tién hanh phan
tich va dwa ra mét co cdu chi phi va ngudén vén huy
dong t6i wu cho DN trong tung thoi ky; Thiét 1ap
mot chinh sach phan chia chi phi cing cac mtec loi
nhuan mét cach hop ly d6i véi DN; Kiém soat viéc
stt dung ca cac tai san trong cong ty, tranh tinh trang
stt dung lang phi, sai muc dich.

Thuc trang cat giam chi phi trong doanh nghiép

Hién nay, hdau hét hoat dong san xudt, kinh
doanh cua nhiéu DN nudc ta phu thudc rat nhiéu
vao nguodn vay tin dung ngan hang. Tuy nhién, voi
mc tang trudng tin dung thap va lai suat cho vay
cta cac ngan hang throng mai ¢ mtec cao, thi kha
nang ti€p can ngudn von vay tin dung doi véi nhiéu
DN la rdt kho khan. D€ ting pho, DN khong con
cach nao la cat giam cac khoan chi phi khong hop
ly, nhw: Chi phi Itu thong hang hoa; Chi phi tiéu
hao nang lwong nhu dién, nudc, xang xe; Chi phi
hoi hop, giay to...

Dén nay, viéc tiét kiém, giam chi phi san xuat,
kinh doanh ma mét s6 DN da ting dung budc dau
phéat huy dwoc hiéu qua. BPon cit nhw Cong ty co
phan A, trong quy IV/2016, doanh thu ban hang chi
dat 75 ty dong, giam 14,2% so véi cung ky nam trudc,
nhung Cong ty 6 1ai 3 ty dong. D& dat duoc két qua
trén, Cong ty da thuc hién nhiéu bién phép tiét kiém
chi phi trong san xuat, ty trong gia von ban hang trén
doanh thu da giam tir mitc 83,4% trong quy 1V/2015
xuéng muc 75,9% trong quy IV/2016. Bén canh tiét
kiém chi phi san xuat, Cong ty cling cht dong tiét
kiém dwoc chi phi quan ly DN, ty trong chi phi quan
ly DN trén doanh thu da giam tir mttc 5,1% trong quy
IV/2015 xudng mtrc 4,1% trong quy IV/2016.
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Tuy nhién, cat gidm chi phi trong DN khéong chi
don gian 1a viéc phai “that lung budc bung” trong
thoi ky kho khan, hay ting loi nhuan trong ngan
han, hoac mét phan cua cong cudc tai cau trac DN
sau khi thoat khoi khing hoang, ma chinh la xay
dung mot chién luoc tong thé cho su phét trién bén
vitng, nang cao nang luc canh tranh that sy cia DN.

Thuec tién hoat dong cua cac DN hién nay cho
thay, phan 16n cdc chwong trinh cat giam chi phi
theo ki€u “giai quyét tinh thé” trong thoi ky kho
khan do chi phi dau vao ting, khong gan két chat
v6i chién lugc kinh doanh, chwa lam nén tang cho
su tang truong bén viing. Viéc cat giam chi phi c6
phan gidng nhw viéc tiét kiém chi tiéu hang ngay
cua cac gia dinh do gid ca thuc pham ting trong
thoi gian gan day va c6 phan giong nhu nhing
chiéc “may cat banh”. Chi tiéu dat ra don gian va
dugc ap dung xuyén sudt toan bo hoat dong kinh
doanh ma khong quan tam td6i ddc tinh rieng biét
cta tung bd phan nhu: san xuét, thu mua, ban
hang, tiép thi...

Cat gidm chi phi trong DN khéng chi don gian
la viéc phai “that lung budc bung” trong thoi
ky khé khan, hay ting Igi nhuan trong ngan
han, hodc mét phan cia céng cudc tai cau truc
DN sau khi thoat khéi khiing hoang, ma chinh
la xay dung mét chién lugc téng thé cho su
phét trién bén viing, nang cao nang luc canh
tranh that su cia DN.

Trong nhitng nd liec cat giam chi phi d& nang cao
nang luc canh tranh, mot vai nang luc quan trong
da mat di va két qua thu duoc trd nén nguoc lai voi
mong mudn. Mat khac, DN chua phéan biét dau la
chi phi tao nén gia tri gia tang cho khach hang — chi
phi gép phan quan trong tao ra 1oi nhuén cho DN, va
dau 1a nhiing “chi phi xau” (c6 thé loai bé ma khong
lam giam 1oi thé canh tranh). Nguyén nhan co ban
la do DN chua phan tich thdu dao duoc quy trinh
tao nén gia tri gia tang, chwa hda than thanh khach
hang dé€ nhin nhan van dé va “chi phi xau” da dang
vé ban chat va mc do trong qud trinh van hanh
DN. Theo d6, viéc cat giam chi phi dugc xem nhuw
nhitng chuong trinh ngén han chit khong phai lau
dai. Tham chi, sau nhiing chién dich cit giam chi phi
thanh cong, nhiéu DN thdy rang: DN d6i mat véi kha
nhiéu kho khan, xudt phat tir viéc cit giam chi phi.

Do d6, van dé dat ra la cat giam chi phi nhung
DN van phai dam bao dwoc hiéu qua hoat dong
ttr chinh dong thai d6 mang lai. Day 1a van dé hét
stecc kho khan d6i véi nha quan ly DN. Do do, dé



dam bao hiéu qua sau khi cat giam chi phi, DN
can gan két cac chuong trinh cat giam chi phi véi
hoat dong quan ly chi phi. Nhitng loi thé ¢6 duoc
tr hoat dong cat giam chi phi chi bén vitng néu
DN thuc hién mét ké hoach quan ly chi phi hiéu
qua. Hoat dong quan ly. DN nén két hgp dong thoi
viéc cat giam moi chi phi, vira khong can thiét, vira
khong tao ra gia tri gia tang cho san pham dich vu
& mdi cong doan san xuat ché bién; dong thoi, tang
khéi leong san phdm, dich vu lam ra dé giam gia
thanh trén ting don vi san phdm dich vu.

Hiéu qua kinh doanh khong phai la dua vao
gia tri gia tang tao ra tir hoat dong bén trong cua
DN ma chu yéu nho vao gia tri gia ting mang
dén va duwoc chdp nhén boi thi treong va khach
hang. DN khong phai chi la tinh toan chi li chi
phi dau vao cua tiing cdng doan trong “chudi
gia tri” ma chinh la tinh toan hiéu qua gia tri
gia tang mang dén dau ra. Khi méat hang cia DN
mang lai gia tri gia tdng va duoc thi truong don
nhéan, thi chi phi caia DN khong nhiing sé bién
thanh chi phi ctia khach hang ma con la phi ma
khach hang phai tra d€ dugc phuc vu, nghia la
mang dén loi nhuan cho DN.

Giai phap giup doanh nghiép
cat giam chi phi hiéu qua

DPé nang cao hiéu qua quan ly, giam chi phi trong
hoat dong san xuét kinh doanh nhung van dam bao
dwoc cac hiéu qua dit ra, mdi DN phai dua ra duoc
cac bién phdp giam chi phi, cadch thic quan ly va
kiém soat cho phi tot nhat. Cu thé nhu:

Mot la, x4c dinh 10 cdc budc can thiét khi tién
hanh cat giam chi phi. Bat ky DN nao khi hoat dong
déu phat sinh chi phi, d6i v6i nha quan ly thi van
dé kiém soat duoc cac chi phi la mdi quan tam hang
dau. Kiém soat duwoc chi phi sé nang cao hiéu qua
chi tiéu, tir d6 s€ lam tang loi nhuan cua DN.

D€ giam chi phi hiéu qua, trudc hét nha quan
ly phai phét hién cac chi phi can phai cat giam
bé“mg cach nhan dién va tap hop cac chi phi theo
ting trung tam va két qua tinh toan cac bién dong
sé gitp phat hién duwoc cac b phan yéu kém trong
DN trong viéc quan ly va st dung chi phi. Thong
thuong, chi can quan tam dén nhitng bién dong cd
ty 1é phan tram 1on (so v6i dinh mttc) hay c6 gia tri
16n hodc cac bién dong bat 1oi kéo dai theo thoi gian.
Bén canh d¢6, can xac dinh cac nguyén nhan chu yéu
gay ra cac bién dong bat loi: Thong thuong mot bién
dong bat loi vé chi phi c6 thé c6 nhiéu nguyén nhan,
nha quan ly nén tap trung vao mot vai nguyén nhan
chu yéu va bo qua cac nguyén nhan con lai. Sau khi
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nam chac dugc cac van dé trén, nha quan ly phai
dua ra cac bién phap cat giam chi phi. Viéc dwa ra
cac bién phép cat giam chi phi doi héi su hop tac
chdt ché ctia cac nhan vién, by phan lién quan vi
thong thuong, cac bién phap nay thién vé madt ky
thuat hon la quan ly.

Hai 1a, xac dinh rd rang va nhat quan dau la chi
phi khong can thiét va khong tao ra gia tri gia tang.
Can luu y, néu cat giam thi sé gay hau qua khong
hay cho viéc tang nang suat lao dong, tac dong dén
két qua cta gia tri gia ting ma DN muon cé. Cho nén
can cat giam chi phi theo nhitng phuong thtic hop
ly nhat ma khong lam mat di cac nang luc thiét yéu
hay giam thiéu tinh canh tranh cua DN. Mau chét
cuia van dé 1a phan biét cac loai chi phi déng gop vao
su tang tredng loi nhuan va nhiing chi phi c6 thé cat
giam dé chuyén phan tiét kiém duwoc sang nhiing khu
vuc tdng truong, sinh 10i cua hoat dong kinh doanh.
Céc nha quan ly sé ty tra 1oi cac cau hoi: Yéu t6 nao
trong cac chi phi la can thiét d€ git vi thé canh tranh
hién tai? Yéu t6 nao khong la can thiét? Liéu nhitng
chi phi nham tro gitip d6i ngti nhan vién ban hang
c6 thé cat giam dugc khdng? Con céac chi phi quan 1y
nhan sw, chi phi tai chinh ké toan thi sao? Nhiing yéu
t0 anh hudng dén loi nhudn hién tai la gi va viéc tai
dau tu dem lai nhiing loi ich nao? Giai quyét duoc
cac van dé cau hoi nay sé dam bao d€ DN ¢6 thé dua
ra mot chién luoc cat giam chi phi hiéu qua.

Ba la, s dung cac muc tiéu tang truedng loi
nhuén va doanh sd ban hang dé khich 1¢ sy can
thiét va gan két voi hoat dong quan ly chi phi
theo dinh hudng tang tredng bén virng. Manh tay
tiét kiém nhttng khoan chi phi hoat dong co ban
nhung van danh ra mot khoan tién 1én dé dau
tu cho tiép thi, giao dich vdi déi tac va d6i méi
quan ly, kinh doanh nham huéng téi muc tiéu
tang treong cao. Bé lam dugc diéu nay, Ban quan
tri cdp cao can cong bd nhitng muc tiéu co ban
va mang tinh thach thic cao nhat dé toan thé DN
hiéu rd nhu cau can ap dung mot phuong thicc
cit giam chi phi méi. DN chi c6 thé dat duwoc muic
tang truong loi nhuan nhe mong mudn bang viéc
cat giam chi phi nhung dong thoi van gia ting
doanh s6 ban hang, qua d6 tao ra mot mai lién két
gitta hai nhiém vu quan trong nay.

Bon la, thuong xuyén ra soat, nghién cttu chinh
stta cac muc tiéu cat giam chi phi cho phit hop véi
thuc t& chi phi hién tai va cac chién lwgc kinh doanh
cu thé. Mot mat, DN can dat ra nhitng muc tiéu tang
treong 1oi nhuan hap dan dé€ dong vién cac nha
quan 1y cat giam nhitng chi phi khac nhau nhdm
phuc vu tdng treéng, nhung mat khac cing can xac
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dinh r6 bao nhiéu phan tram trong so lgi nhudn thu
duoc tir viée cit giam chi phi va bao nhiéu phan
tram c6 duoc tit nhitng nd luc cai thién, phat trién
kinh doanh khac.

Nim la, xay dung nhitng diéu kién thich hgp cho
viéc cit giam chi phi hién tai. DN nén xay dung hé
thong bao cdo tai chinh c6 trong diém, qua d6 cung
cap cac chi tiét vé nhitng khu vuc chi phi cu thé trong
tiing bd phan DN va c6 giai phap ngdn ngtra viéc
chi tiéu khong dting chd. “Cac chi phi trung tam”
duoc chia thanh timg nhom dwdi sw quan ly truc tiép
cuia ban quan tri cdp cao. Nhom cac chi phi nay bao
gom ca cac chi phi cho hoat ddng chitc nang chu chét
1an céc hoat dong kinh doanh quan trong. Muc dich
ctia viéc nay nham quan ly t6t hon cac chi phi quan
trong va dé nhan ra nhitng khoan ngan sach cé thé
tiét kiém dugc hiéu qua hon nita nhung van dam bao
duoc nhitng muc tiéu co ban va qua dé tao diéu kién
thuan loi cho moi hoat dong kinh doanh trong DN.

Sdu la, viéc cat giam cac chi phi nhung van dam
bao duoc su tang treong phai c6 sw thich hop gitta
nhing chi dao “ttr trén xudng dudi” va cac dé xuat
“tir duwdi 1én trén”. Cac nha quan ly cdp cao dong
vai tro xay dung nhitng trong diém va muc tiéu
quan ly chi phi, con cac nha quan ly cap dudi la
ngwoi thuc thi nhitng nhiém vu dwoc dat ra, truec
tiép xtr ly cac chi tiét kinh doanh, tim ra nhing
chi phi t6t va chi phi xdu; dong thoi, danh gia cac
mit 1oi hai ctia viée cit giam cac chi phi do cac nha
quan ly cip cao dé ra

Bén canh cac van dé quan trong trén, cdc DN can
quan tam dén cong tac ki€ém soét chi phi 4n phat sinh
do 16i trong cac hoat dong tir dau vao, san xuat, dén
dau ra. Cu thé nhu: Chi phi dn bao géom phé pham,
hang bi tra lai, san pham thu ho6i sau khi da ban ra
thi truong, ton kho, that thoat tai san, thoi gian chét,
vi pham phap luat, st dung khong hét cong suat,
ngudn nguyén liéu khong phut hop, cung cdp hang
khong dung thoi di€ém... Béi chi phi an khong dimng
lai ¢ viéc lam tang gia thanh san pham, giam nang
liec canh tranh trong nngm han, ma con anh huong
16n dén uy tin, thwong hiéu ctia DN trong tuong
lai. Do vay, giam thi€u chi phi dn sé gop phan l6n

vao viéc cai thién nang liec canh tranh cho DN trong
ngan han va lau dai. D€ giai quyét dwoc van dé nay,
mdi DN can thue hién mot s6 noi dung sau:

Thir nhdt, thuong xuyén d6i mdi cong nghé san
xuat va cai tién quy trinh san xudt theo hudng loai
bo t6i da cac thao tic du thira gay ton stic nguoi;
nguyén, nhién liéu; tang nang suat lao dong.Muoén
vay, DN nén thuc hién khdu hao nhanh céc tai san
c6 dinh phu vu san xudt dé st dung nguon khau
hao gitr lai dé tai dau tu d6i mdi cong nghé.

Thir hai, thiét k&€ co cau t6 chitc san xuat tinh
gon, t6i thiéu hod thoi gian cho viéc ctia cong nhan
va giam t6i da xung dot trong gitra cac cong doan
san xuat.

Thit ba, xac dinh lwong ton kho t6i wu theo hudng
t61 thiéu hoa chi phi ton tri, chi phi dy tri an toan
va chi phi mua hang.

Thir tw, lién tuc cap nhat cac quy dinh phap luat
lién quan dén tat ca cac hoat dong cuia DN, dé€ kip
thoi cu thé hod thanh nhitng quy ché, quy trinh hoat
dong ctia DN.

Thit nim, thiét k&€ hé thdng quan tri chudi cung
tng dam bao thong sudt gitra cac cong doan tir
khau tiép nhan don dat hang — xac dinh tiéu chuan
nguyén liéu — lwa chon nha cung cdp - ti€p nhan luu
kho - xudt kho nguyén vat liéu. DN nén st dung
phan mém quan tri san xudt d€ cac cong doan hoat
dong duoc kiém soat chat ché.

Thit sdu, thuc hién t6t chirc nang du bao nhu cau
tiéu thu va nguyén vat liéu dé€ chu doéng trong ké
hoach san xuat giam thiéu su thiéu hut cing nhw duw
thira nguyén vat liéu, thanh phdm ton kho.
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