St dung phuong phép finh chi phi dua frén co s hoat
ddng dé kiém sodt chi phi chudi cung Ung logistics
tqi cdc doanh nghiép Viét Nam
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huong phdp tink chi phi dua trén co s hoat dong (the Activity Based Costing - ABC)

M vita la phuong phdp tinh todn chink xdc vite o hé théng kiém sodt chi phi higu qud. Vot

su gin ting ctia chi phi logistics ma nhiéu doanh nghiép Viet Nam dang déi mdt hién nay thi

vige stk dung phuwong phdp ABC dé kiém sodt chi phi chudi cung ting logistics la rdt quan trong

va cdn thiét. Nghién ciu nay théng que quan diém ABC, dita trén viée phén tich chudi cung

itng va 61 wu héa, dé xudt phuong phdp iing dung ABC trong thyc & d€ qudn Iy chi phi
logistics, hinh thanh chubi cung ting va hé théng mang ludi dich vy logistics chit ché.

Tit khoéa: phuong phdp tinh chi phi, chudt cung ing, logistics, doanh nghiép.

1. Pit vin dé

o Viét Nam, logistics 1a loai hinh dich vy
con rit méi mé nhung lai cé vai tro rat quan
trong @81 véi qué trinh sin xuit, kinh doanh
ctia mét nganh va ca nén kinh t& nhu: cung
cdp, san xudt, luu théng phan phéi, md ring
thi trudng cho cic hoat dong kinh t&. Tinh
hé théng 1 yéu cdu cin ban cia logistics, vi
vay trong bdi cdnh toan cdu héa hién nay,
quan 1y logistics trd thanh vin dé séng con
d6i vl cac doanh nghiép Viét Nam. Ngay
nay, do st canh tranh khéc liét cla thi
trudng, cic doanh nghiép rit khé dé dat
duge 1gi nhudn bang cach ting gia san pham
hay biing bién phéap cét giam chi phi. Lic
nay, quan ly logistics d& trd thanh nguén lgi
nhuan thi ba bén canh nhiing phuong tién
san xudt va lao déng.Viéc quan 1y chi phi
chudi cung dng logistics hién nay la thuc sy
cAn thiét khi cc doanh nghiép mudn téi da
héa 1di nhuan. Tuy nhién, hién nay viéc ddy
manh cong tac quén Iy chi phi chudl cung
ing logistics d céc doanh nghiép Viét Nam
con gap nhidu ndt thit, vi nhimg 1y do sau
day:

Mot g, thiu khai niém guan 1y. Déu
tién, d6 12 su y&u kém vé khai niém quan 1y
chi phi. Sy théng hiéu vé logistics trong cac

doanh nghiép nudc ta bi giéi han 1a luu kho,
van tai va nhitng céng vide gia ting gid tri
thdp nhung thuc chit cha logistics 14 thiét
k& hé théng logistics, phat trién hé thing
théng tin va nhitng cdng viéc lam gia ting
gia tri cao. Hon nita, logistics khéng dudc col
1a mot y&u t6 vu tién hang ddu @8 t6i wu héa
qué trinh san xudt va hoat ding cta thi
trudng.

Hai 16, mic d6 théng tin thip. Phin lén
truydn tai théng tin logistics & cac doanh
nghigp Viét Nam van cén s dung cach tiép
can 12 “vidc nhé, viéc v4t”, khdng ¢d su két
ndi t6t gilta cac nganh khac nhau, do d6 chi
phi clia cic doanh nghiép logistics ddn ting
lén. Ngoai ra, dich vu logistics cia Viét Nam
con gip nhifu van dé khac nita, ching han
nhu lac hau trong quan 1y, chi phi hang tén
kho cao, thigu nhan luc logistics, chi phi van
chuyén ti nhitng phuong tién ¢i kj, chi phi
khoéng rd rang ..

Nhu vay, mudn kiém soat cing nhu quén
1§ chi phi logistics va chudi cung Gng tét hon
nham gia tang 1gi ich cho eac doanh nghiép,
viéc nghién c¢itu va chon ra phuong phap
thich hop d8 t8i uu héa vide quan 1f chi phi
logistics 1a rat cdn thigt.

Van Thi Théi Thu, TS., Trutmg dat hoe Quy Nhon.
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S sung phuoap phap tinh ...

2. Quan ly chi phi hoat déng

Nam 1988, Robert S. Kaplan va Robin
Cooper da dua ra cic y&u t§ cd ban clia
phuong phap tinh gi4 dya trén co s hoat
dong nhu sau:

- Ly thuyét vé tinh chi phi dua trén cd s6

hogt ding (ABC)

Phudng phap ABC la cach dé do hiang
cac ngudn lye s dung cho cac hoat dong
ma cé thé hd trg cho viéc sin xust va phén
phéi san phdm, dich vu dén khach hang.

ABC nhim dap dng sy cin thiét vé théng
tin chinh x4c ctia nhitng ngudn lyc bi tidu
tén bdi nbimg sén phim, dich vy, khéch
hang, kénh phin phéi. Theo phuong phap
nay, chi phi gidn tidp va chi phi hé trg duge
phan bd trude tign téi cac hoat dong, sau di
16 san phdm, dich vu khach hang. ABC
khéng chi theo doi cach tinh chi phi ma cdn
14 phuong phip quéan ly hoat ddng déng tin
cay cho phép dua ra nhitng quyét dinh
chinh xac nhit.

HIiNH 1: Téng quan ABC

Céic ngudn luc j [] Yéurs —|
Céc nguén luc - Yéutd . - Wi tuong chi phi
i ey T
Trung tdm hoat dong
- Bic diém ciia phutong phip ABC didm chia ABC 1a thyc hién phén b8 chi phi sin

Hé thong tinh gia truyén théng 14 hoat dong
don gidn, thudng lua chon mét hay vai tidu
thite 48 phan b chi phi sin xust chung. Do d6,
gia thanh san phidm thudng khéng phén anh
diing gia phi cha né, dic biét khi mitc d6 tu
ddng héa, sy da dang, phong phi cic loai sdn
phdm, rat ngin chu ky sin xudt trong cic
doanh nghiép ¢6 xu hudng ngay cang gia ting.
Tit d6, viéc ra quyét dinh gis ban canh tranh bi
Anh hudng déi vdi nhitng sin phédm duge tinh
gi4 qué cao hoiic qua thap.

Phuong phiap ABC do ludng va tinh gia tat
cA cac ngudn luc sit dung cho cac hoat ding ma
¢6 thé hd trg cho viée sdn xusit va phan phéi
san phdm, dich vu dén véi khach hang, Dic

xufit chung gén lién vdi mitc @5 hoat dong ca
a6 tugng duge phén b8, Miie d6 hoat dong cta
mdt d6i tugng nao d6 12 kha ning giy ra chi
phi thude v8 mét hofic mét s6 nguyén nhén
nhat dinh. Dya trén nhitng nguyén nhin giy
ra chi phi nhu s6 Iin may chay, s6 gio miy, s6
nhién }gu tidu hao, s6 gid lao dong tryc tiép,...
dé tién hanh phén b8 nhitng khoén thuge chi
phi cho ting d6i tugng tinh gia,

- Cét 16t ciia phutong phdp ABC

Muc tidu clia phuong phap: chudi hoat déng
logistics chi&m chi phi ctia d8i tugng chiu phi.
Quan 1y hoat déng logistics théng qua quén Iy
chubi cung dng hiéu qua d€ cung cdp thong tin
cén thigt va hop Iy.

HINH 2: Mye tidu ciia phuong phap chi phi hoat déng

Hoat ddng ciia cic phan tich

chi phi quén 1§ Jogistics

D6i nugng chi
phi logistics

Tieu thac phan
b6 ngudn e

FHoat déng logistics

Logistics va hoat dong dénh

gid hiu qui quan 1y

D6 tugng chi
phi logistics
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Si dung phuong phép tinh ...

- M5 hink qudn iy ABC
Cét 16i ctia quan 1y chi phi theo hoat déng
13 néng cao gia tri va 1¢i ich cho khach hang.
Phan b3 chi phi trong hinh 3, tit nguén luc

dén hoat déng va dén 461 tugng chiu chi phi
chinh 13 y&u t& c6t 16i cha qua trinh quan 1y
chi phi thec hoat dong trong hé thong kiém
s0at chi phi.

HINH 3: Mé hinh quan I ABC

3. Vin dung quan 1y chi phi theo hoat
dong

Sit dung quy trinh phuong phap chi phi
theo hoat déng gdm: phan tich va xic dinh
ngudn lye, phin tich va xac dinh cac hoat
déng, thist 1ap ngudn, phéin bé chi phi.

- 82 dung chi phi hogt dong chinh

Xic dinh mic d§ hoat déng cda
logistics: hoat d¢ng bac gdm sy k& hgp
clia nhidu y&u t8 bao gbm ca thdi gian, tiéu
hao nguyén liéu va ciac ngudn lyc khac.

Phan tich Phan tich d6i
dong luc tugng chiu chi phi
Hoat dong
Phan b8 Dénh gid hiéu qui
ngudn e hoat dong

DAu tién, dé dim bao ring hé thdng phan
c&p gilta cac miic dd hoat dong trong chudi
cung ing logistics 12 ¢ mdi quan hé véi
nhau. Khai niém mtc d9 hoat ddong bao
gdm: cong viée 14 ting budc, mot hoat dong
16n trong mét vai cdng viéc nhé, tiing hoat
dong nhd va c6 mot sd hoat dong nhd hon,
d€ tiép tuc phan b cho d&n khi cudi cing
dua xudng ddi ngit lao d6ng va hoat déng
may méc thidt bi, cho dn khi cé6 hanh
déng cu thé.

HINH 4: Vi du v& mic 44 hoat déng logistics

Miec db hoat ding
) Quiwioh | | . Diéu
Nhiém vu Poat dong Hoat déng Qué trinh hanh
- Thing chifa, thio
. Sir d““i xe Xirly baobl, timh bay va | | Todt done ok
Xirly hogc phan hing héa cdc qué trinh RS
nho 16 hang hoat dong cilia hang hoa

Vi du thye t& hoat dong

Xac dinh cac loai chi phi chinh: dua vao
théng tin k& toan cia cong ty 4€ chia chi phi
logistics thanh dinh phi, bién phi va chi pht
hén hop.

Xac dinh méi quan hé giita chi phi va miic
d6 hoat d6ng: cac khodn v& hoat dng quin 1y

Nghisn ctiu Kinh 18 s6 442 - Théng 3/2015

chi phf logistics, thiét k& hoat déng logistics
va cde qud trinh 14 khac nhau. Vi vay, chiing
ta phai rd rang cong viéc vd mdi quan hé
gita chi phi va hoat dong. Ngoai ra, cdn chu
¥ tra tién cho mai efng viée va mdi quan hé
v6i cac muc chi phi khac nhau.
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Si sung phuong phép tinh ... -

Phan b3 gifia cac ddi tugng chiu chi phi:
tidu thitc phan b3 chi phi logistics 14 theo chi
phi, chi phi muc tiéu ciia quy trinh. Co thé
dude thige hién thanh 2 giai doan: déu tién
phan b8 theo ngudn e, Cée chi phi ngubn
Iyc tidu hao duge phan b dén cac hoat dong
trong hé thong ABC.

Tiép theo 1a phan bd chi phi cc hoat dong
61 cac d6i tugng chiu chi phi. Phén b8 chung
¢lia cAc giai dean nay 12 s dung phan bé chi
phi gién tiép. Chi phi gian tiép thudng gém:
Tudng cén b quan 1y, chi phi cd hdi, chi phi
kh#u hao, chi phf bdo dudng,

4. St dung phuong phap ABC d€ quan

1y chi phi ¢hudi cung dng logistics

Chudi cung iing 1a mot qua trinh sdn xudt
va phin phéi san phdm va dich vu cho ngusi
tidu ding cudi cing va cho cac doanh nghiép
“ha ngudn” cha chudi. Quan ¥ chudi cung
ing 13 quy hoach tdng thé cha viée sit dung
cong nghg, mang may tinh, chudi cung Gng
logistice, dong chiy kinh doanh, déng vén,
ddng théng tin, Ching ta ¢in lap k& hoach,
8 chitc, phai hop va kiém soét cong viéc hidu
qua. ABC 1a phudng phép guan trong trong
hé théng quan Iy chi phi.

- Phin tich hopt dong

C6 hai d61 tugng cha quin ly chi phi
logistics cfia chng ty dda trén chudi cung ving:
dé 61 wu héa gia tri ciia khach hang théng
qua chudi cung ting bén ngoai va dé dat duge
1¢i nhuan nhiéu hon théng qua gia tri cung
cdp bdi khach hang. Céc céng ty muén cb
dude 1¢i nhuan riéng cta minh va cung cip
nhidu lgi ich hon cho ngudi tidu dung. Vige
quan 1y d6 doi hdi mitc 46 chuyén sau vé cac
hoat dong logistics dé hoan thign cong tac
phén tich hoat ddng logistics.

Phén tich méi lién hé gifia nhiing cong
vige: cdc ebng ty 48 hoan thanh hoat dong
quan 1y, hoat déng va thyc hién “chubi hoat
dfng” gilta cdc lién két ctia cic hoat déng
khac nhau, chudi hoat déng c6 gia tri nhu
céiu cd ban nhat, chon mot edng viée cu thé.
Chudi 12 hoat déng 1y tudng a8 Lip lai s6
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lugng it nhit cic hoat déng va hoan thanh
s6m nhat. Phan tich cic mdi quan hé gify
hoat déng 12 d€ dat duge muc tiéu va thiét kf
mét loat cic hoat ddong khéng hiéu qua, thi
gian hoat ddng va cic hoat ding lip Iy
Kkhong cin thist dé gidm thidu chi pht. )

Y nghia cha viée phan tich: thong thiing,
¢6 rit nhidu cic hoat dong logistics 1am vige
trén mot loat efic cong vide theo phén tich la
khong cdn thist, khong phi hgp v6i chi ph
higu qui. Phuong phép phén tich chi ph
hoat déng dya trén miic 46 quan trong cla
hoat ddng va x6p hang theo mic d6 quan
trong dé tAp trung vaoe phan tich. Ching han
nhu hoat d6ng logistics trong giao théng vin
tai, kho bii va giao hang,... 1a hoat dong
dudc thuce hién phan tich.

Thi&t lap diém chudn: boat ddng gia tang
gia tri khong phai 13 mtic 0 t6t nhét, hitu
qud nhat vA mic d6 tuong d5i tién tién cla
céc doanh nghidp khac, c6 th€ danh gid hoat
dbng cta cong ty va hiéu gua cta toan bh
chudi gia tri d€ tim kiSm co hoi t6i vu héa,
Diém chuéin che phép nha quin tri xdy dung
su hidu bist ddy &G v8 qua trinh hoat dong
logistics v& cach t6t nh&t, trong d6 c6 vin &8
1a gi, lam th& nac & lam t6t hon, quén Iy dé
tranh “difm md” va cai thién hoat déng vA
hiéu suft logistics.

- Phén tick tiéu thitc phén b6 chi phi

Phén tich ngudn lye: @6 14 phén tich cac
ngudn lyc hoat déng tidu thu, phén tich
danh gi4 hiéu qua cta céc hoat dbng logistics
cho mdi ché d¢. Chi phi hoat dong logistics
gdm dit lidu chi phf hoat dong @8 phén tich,
¢6 chi phi vian hanh, phan tich céc hoat dong
va ngudn lyc dé k& néi k& hoach, cb cic
nguén g cén thiét dé thiét lap lai ci
nguén lge, ¢6 thé 1am gidm nguén lyc dé
gidm hoat ddng tidu dung, giai phap aé
gidm chi phf hoat d6ng. Phan tich cu thé v
tinh hinh gom: gidm thdi gian hoat dong v
néng cao hiéu qui ddi ngii nhén vién, s8
dung thiét bi, gidm s6 lugng cée hoat dfng,
st dung ddm bao chit lugng, thyc hanh ddo

-
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Si tung phudng phap tinh ...

gian thiét bi, dung cu va nguyén vat liéu dé
giam chi phi,

Phén tich nguyén nhén: hoat déng cda chi
phi logistics mang lai dit liéu phéan tich chi
phi hoat dong dé tim ra hé théng ca chi phi
hoat déng cho m&i mic san lugng diu ra. N6
nhdm muc dich dat dugc gia tri gia tang,
giam hoat dong, vide thyc hién cudi cing cia
phén b8 cAc nguén lgc. Phan tich nguyén
nhén ngudn lue va tidu thic phan b8 chi phi
theo hoat dong hay gia ting gia tri va hiéu
qua hoat ddng logistics, tat ca 1a déu tim moi
céch dé gidm chi phi. Vi du nhu: céng vige
nén gidm thoi gian va ngudn luc dé néng cao
hidu qué gia ting gia tri hoat déng, loai bd
céc hoat dong khong gia ting gia tri va chon
ra nhitng hoat dong cé chi phf thdp nhat, vi
vige hoan thanh va chia sé ngudn lyc cling
nhu céng vide véi muc dich 1a phan b3 hap 1y
céc ngudn lye.

Théng qua viéc phan tich <hi phi, céng
viée, ching ta nén ¢6 sy hifu biét 5 rang
vé tinh hidu qua va thich hop cha logistics.

Chiing ta nén tim cich gidm chi phi nhu
gidm thai gian, gidm cdc ngudn luc duge si
dung, ning cao hidu qué, lam gidm hosc
thim chi loai bd cic viée khong cin thit.
Bén canh 6, ching ta c6 thé chon nhiém vu
eb chi phi th&p dé thue hién viée chia sé cac
ngudn luc va céng viéc dé hop 1y héa viec
phén b8 nguén hye.

- Tdi cdu triic hoat dong

Phan tich hoat déng, phén tich chi phi va
t31 uu héa dua trén hoat dong tai cfu tric.
Chc cdng ty khéng gia ting gia tri bing cach
cai thién hoat déng logistics, ndng cao hiéu
qua hoat dfng gia ting gia tri, phan hay
théng qua viée ldng ghép cac hoat déng, cil
tién quy trinh kinh doanh va cac phudng tién
khic d€ dat duge hidu qua, myc dich cta
hoat dong tai cfu tric. Hoat déng tai ciu
tric 1a viée hoach dinh lai va thiét k& lai mic
6 hoat déng ctia sdn xust kinh doanh caa
timg t3 chie, Viée so sanh qué trinh xi 1y
nguyén vat liéu trude khi tai cdu tric va sau
d6 la:

HINH 5: Bifu 44 tai cAu triic hoat déng ci

Nha cung
cdp
Yéu chu nguyén vat isu Nguyén vat liéu v bdn ke
Nhis cBu v& nguyén vat lidu doc 13p
g Muaz bin
Nguyén |LapkH [ K& hoach Nguyen oo
Vag[ [)i,éu P20] sin xudt vat lieu > hing h6a
3
Nguyén| vat héu va - Nguyén vat] igu va Nguyén vat ligu va
tang hedahn duoc | Chuyén giao hang hoa jihan duge hang ha nhan dac
: nguyén vat liéu
HINH 6: Biéu d3 hoat déng sau khi tai ciu tric
” P
h Sap xé s .
San xusft Ke hoac » Kehoach P X¢p »| Nha cung cip Thanh todn

—
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Ngoai cc hoat dong khong gia tang gia
tri, cAc nguyén vat lidu tryc tidp cdn thidt tit
nhd cung c&p chuyén dén ddy chuyén sin
xudt, hoat dong kiém tra vi luu tril cling cd
thé duge loai bd, tit @6 lam giam chi phi hoat
dong logistics.

Trong qua trinh tai cfu tric cdng viée va
cai thién logistics, chiing ta nén cha y dén
cdc yéu t& toan dign lam téng chi phi. Vi dy
pht 1§ do chi phi giac nh4n bao gdm 6 lugng
giao hang va khéng gian chiém déng. Do d6,
chiing ta ¢dn nhin thye t& tit bén dudi. Sy
don gian la rit quan trong trong qué trinh
nay. Théng thudng, phdc tap sé din dén ting
thém chi phi. C6 nhidu y&u 5 phic tap,
ching han nhiéu nha cung cdp quad miic,
nhidu don diit hang, thay ddi k& hoach, chiic
ning va cac phu kién ¢dn thiét, Vi dy, cong
ty HP théng qua phén tich c¢dng viée aé don
gidn hoa qué trinh hoat déng cha méy in va
ché tao ra mot mAy in véi cac thanh phén it
hon. Bing cach nay, HP c6 thé lam gidm s§
lugng ciia céc nha cung céip, chi phi cla cic
thinh phén, nhidm vy, bio quin vi ché tao.

- T6% wu héa hoat dong

PE t6i wu héa hoat dong nhidm muc dich
néng caoc chit lugng hoat ddng va hoat djng
dé gidm thdi gian va chi phi hoat déng.
Théng thudng c6 céc thi tye saw:

Thiz nhé?, chon d&i tugng dé t8i wu héa
hoat déng, tap trung vio cdng viée cb tidm
niing 16n cho vidc thuc hién t8i uu héa;

Thit hai, 1am ngén thdi gian trong chu ky,
gidm chi phi van hanh, gidm chu ky hoat
@ong phy thude vio quy trinh hoat déng phdi
hgp va néng cao higu qua hoat dong ¢ hoan
thanh;

Thi ba, & nang cao chit lugng va ning
Iye hoat dong cGa cac nha khai thac nhim
tang cudng thiét bi bao tri, ein thye hidn vise
néng cdp thigt bi va 4y dyng vin héa doanh
nghigp t6t;

Thit tu, cén tang cudng cac khai niém vé
t81 wu héa mét cach ddy db, can c6 cac hoat
d6ng dé nhan ra, khuyén khich d8 phat huy
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iy da sy nhidt tinh cta doi ngii nhan vién
@8 161 wu hoa hoat dong va cdi thién t&t i
cée khia canh cda hiéu qué hoat dong.

5. Két luédn

Trong nhiing ndm gin day, nghién ciu vé
quén 1y chi phi chudi cung tng logistics di
din duge cong nhan. Théng thudng, sy canh
tranh gifta cic doanh nghiép da duge thay
thé bdi sy canh tranh gidia cdc chudi cung
dng thay thé. Ngoai ra, 1gi nhuan trong sén
xufit s& duge phat tridn ddy 44, do 46 tiém
ning dé t&i wu héa chi phf chi c6 thé dus
chuyén vao khu vie logistics v duge thye
hién théng qua quén ly chudi cung @ng. Bij
vi6t nay, théng qua quan diém vé ABC, dua
trén viéc phan tich chudi cung Ung va t8i ua
hoa, dé xufit phuong phap ing dung ABC
trong thyc t& d& quan 1y chi phi logistics, diy
manh hidu qud kinh doanh, hinh thanh
chudi cung ting va hé thdng mang luéi dich
vu logistics chit ché. T d6 cae ngudn lye v
chi phi logistics c6 thé duge t5i vu héa mit
céch hidu qui tai cic doanh nghigp Viét
Nam./.
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