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CHUONG 4: KE TOAN TRACH NHIEM

KE TOAN
TRACH NHIEM

Hé théng
ké toan trach nhiém
- Khai niém
- C4u tric td chire va
bao cao
- Kiém soét chi phi
va doanh thu

Ké toan céc

trung tam trach nhiém
- Banh gia trach nhiém cta
trung tam doanh thu
- Banh gia trach nhiém cta
trung tam chi phi
- Banh gia trach nhiém cta
trung tam kinh doanh
- Banh gia trach nhiém cta
trung tam dau tw

4.1. Hé théng ké toan trach nhiém

4.1.1.Khai niém

Ké toan trach nhiém 1a mét hé théng thira
nhén méi bé phén (thanh vién, con nguoi) trong
mét t6 chirc c6 quyén chi dao va chiu trach
nhiém vé nhitng nghiép vu riéng biét thudc vé

phamvi quén ly cda minh.




Swphan cdp quéan ly va y nghia ké toan
trach nhiém

- K& toan trach nhiém 1a mét phén thiét yéu ctia bat ky
hé thdng kiém soat ngan sach hiéu qua nao.

B&o céo chi phi va doanh thu theo ké toan trach nhiém
khac lap ngan sach & hai phuong dién:

+ Sy phan biét gitra cac khodn muc c6 thé kiém soat
va khong thé kiém soét.

o Céc bao céo hiéu qua chi chi trong hodc chi bao
gdm céac khoan muc c6 thé kidm soat dwoc bdi ca nhan
nha quan ly.

- K& toan trach nhiém &p dung cho tat cac céc td chirc
lgi nhuén va phi lgi nhuan.
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Nhirng thuan lgii va han ché cua viéc
phan cap quan ly:

Thuéan loi:

- Ban quan Iy cép cao c6 thé tap trung vao
nhirng cdng viéc chién lwgc, viéc lap cac ké hoach
dai han, ddm bdo viéc thwc hién cac muc tiéu
chung.

- Gilp nha quén ly & cac cép cé sy doc lap
twong doi trong diéu hanh céng viéc cdia minh.

- Ngoai ra, sw phan cép quan ly con gilp cho
nha quan ly & cac cap cé sy hai long trong céng
viéc

Han ché:

- Kho dat duoc su théng nhét va
hwdng dén muc tiéu chung.

- Cac nha quan ly thwdng quan tam
dén thanh qua ctia bdé phan minh hon
la tinh hiéu qua chung cua toan té
chtre.




Do dé, nhiém vu cla ké toan quén
tri trong viéc thiét lap hé théng ké
toan trach nhiém |a cung cép céac chi
tiéu, cdng cu dé lam déng co tich
cwe cho cac nha quan ly cac bo phan
trong t6 chure, huéng ho dén viéc
thuc hién muc tiéu chung cia t6
chure.
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Anh hwéng thai dé cha ngwéi quan ly véi hé
théng ké toan trach nhiém

KE TOAN
TRACH NHIEM

/

\

| Thoéngtin |

| Trach nhigm |

Anh hwéng tich cuc dén thai
do cla ngwoi quan ly

Tim céach gidi thich nguyén
nhan dan dén thanh qua cta
bd phan va bién phap dé
khéc phuc cac mét tiéu cuc

Anh huéng tiéu cuwc dén
thai d6 cua nguwdi quan ly
Tim céch déi phé va hoai
nghi v& hé théng danh gia
va tim cach pha hoai hé
théng

Do d6, trong tdm cda hé théng ké toan
trdch nhiém 14 thong tin. Hé théng ké toan
trach nhiém phai cung cép thong tin cho nguoi
c6 trach nhiém va nguoi quan ly cép cao hon
biét dwoc nguyén nhan dén dén thanh qua cda
cac bd phan.

Khi duoc st dung ding dén hé’théng ké toan
trach nhiém sé khéng qua nhan _manh dén
viéc guy trach nhiém.




4.1.2. CAu tric té chirc va bao céo thanh qua

Trung tam trach nhiém la mét by phéan
phu thuéc co céu té chirc quén ly cda mot
t6 chirc ma nguoi quén ly & dé co quyén
va chju trdch nhiém dbéi véi két qua tai
chinh ctda cac hoat ddéng thudéc pham vi
minh quan ly.

04-03-2012

Pai dién _ Trung tam

Chii s& hitu von — [ diu te —* _ROI
Héi dong quan tri

| i ]

Téng céng ty, Trung tim -Loi nhugn,
Cic céng ty, — kinh doanh [~ - Ty suit lgi nhuén
Chi nhanh dgc lip trén vén

| | l

Cac chi nhanh, Trung tam -Doanh thu

b6 phin bin hang |——» doanh thu f——» - T¥ suat lgi nhuin trén
doanh thu
Cic don vi, Trung tam - Chi phi ) X
bé phin sinxuit [ 7| chi phi o - Tvl¢ chiphitrén
doanh thu

- Trung tdm chi_phi: la mét bé phan phu
thudc trong t6 chirc ma cac nha quan ly & day
c6 quyén diéu hanh va c6 trach nhiém déi voi
cac chi phi phat sinh thuéc pham vi quan ly cta
minh.




- Trung tdm doanh thu: Ia mét bé phan phu
thudc trong t6 chirc ma ngwoi cd trach nhiém
quan ly & day c6 quyén diéu hanh va cé trach
nhiém déi v&i doanh thu dat dwoc trong pham
vi quan ly cda minh.
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Trung tam kinh doanh: la b phan phu thudc trong
t6 chirc ma ngwdi quan ly & day cé quyén va trach
nhiém dbi v&i lgi nhuan dat dwoc trong pham vi quan
ly cia minh,

- Trung tdm déu tw. |a mo6t bd phan phu thudc
trong td chirc ma ngudi quan ly & day c6 quyén
diéu hanh va cé trach nhiém ddi véi thanh qua
va hiéu quéa cla vén dau tw, d&c biét la vén dau
tw dai han.
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Vi DU VE SO DO TO CHUC BO PHAN

Bao céo thanh qua (performance report)

Bao cao thanh qua la mét bao céao
phan anh két qua vé cac chi tiéu tai chinh
chu yéu dat duoc & tung trung tdm trach
nhiém trong mét khodng thoi gian nhat
dinh.




Béao cao thanh qua la bao cédo so sanh céac
chitiéu thwc té v&i dw todn phu hop véi quyén

han va pham vi trdch nhiém tai chinh cac trung
tam trdch nhiém c6 lién quan.

V& phuong dién tai chinh, cac béo céo thanh
qua thwdng thé hién nhirng van dé tai chinh

sau:

- Két qua tai chinh thwc hién dwoc so véi ké

hoach vé& mat quy mo

- Két qua tai chinh thyc hién duoc so voi ké
hoach vé mat hiéu suat (hiéu qua)
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Ngoai ra, trong méi béo céo thanh
qua con phai gidi thich cac nquyén nhan

gay nén thanh qua nham lam sang té hon
nhirng van dé can quan tam quan ly, khac
phuc dé cé thé hwéng céac trung tam vé
muc tiéu chung cla té chirc.

Trung tam
trach nhiém

Loai bao cao

Trung tam chi phi

Bao cao tinh hinh thuc
hién chi phi

Trung tdm doanh thu

Bao cao tinh hinh thuc
hién doanh thu

Trung tdm kinh doanh

Bao cao thu nhap theo
hinh thirc s6 dw dam phi

Trung tam dau tw

Bao cao thu nhap theo
hinh thire s6 dw dam phi




Vidu bao céo thanh qua trung tam chi phi

Céng ty san xuat Minh Thién
B6 phan Thanh pham
B&o cdo thanh qua chi phi san xuat chung

bon vii 1.000

VND

Chi phi kiém Dw Thue té Chénh léch
soat dwoc toan

NVLgian tiép 13.500 14.000 -500
Nhan céng Gian tiép  18.000 17.000 +1.000
Chi phi dién nuoc 4.500 4.600 -100
Chi phi Giam sét 4.000 4.000 -0-
40.000 39.600 +400

04-03-2012

Vidu bao céo thanh qua trung tam kinh doanh

Congty san xuat Minh Thién
B6 phanban lé
Bé&o céo thanh quangay 31/12/200x
Don vi: 1.000 déng
Dw toan Thycté Chénhléch
Doanh thu 1.200.000 1.150.000 -50.000
Bién phi

Chi phi tri gi& von hang ban 500.000 490.000 +10.000
Chi phi BH va QLDN 160.000 156.000 +4.000
Téngbién phi 660.000 646000 +14.000
S6 dw dam phi 540.000 504.000 -36.000

Binh phi c6 thé kiém soat
Chi phi ban hang 100.000 100.000 -0-
Chi phi QLDN 80.000 80.000 -0-
Téng dinh phi 180.000 180.000 -0-
S6 dw c6 thé kiém soét $360.000 $324.000 +36.000

4.1.3. Kiém soét chi phivadoanh thu

- Moi chi phi vao doanh thu c6 thé kiém soat dwoc
tai mot s murc trach nhiém trong céng ty.

- Khi cAp quan ly cang cao thi sé co thé kiém soat
dwoc cang nhiéu chi phi hon.
- Thoi gian cang dai thi chi phi cang dé& kiém soat
hon. Khoan chi phi phéat sinh trc tiép do moét cap
trach nhiém thi chju sw kiém soat ctia cap trach nhiém
do.
- Khoan chi phi nao phét sinh gian tiép va dwoc phan
bd cho cép trach nhiém thi dwoc coi la khéng thudc
pham vi kiém soat ctia cap dé.
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4.2. Ké toan céc trung tam trach nhiém
4.2.1. Banh gia trach nhiém cua trung tam doanh thu

- Téngdoanh thu: Chi tiéu nay cho thay quy
mo tai chinh trong hoat dong va pham vi trdch
nhiém cta trung tdm doanh thu.

-Tylé loi nhuan trén doanh thu: chi tiéu
nay cho thay hiéu suat tai chinh cla trung tam
doanh thu.

Chénh léch doanh thu = Doanh thu phi thwe té - Doanh thu dw toan

Chénhléch Loinhuan Loinhuan
ty 18 loi _ thuc té dy toan
nhuantrén -~ Doanhthu =~ Doanhthu
doanhthu wéc tinh dy toan

DBanh gia trung tam doanh thu qua cac chi tiéu:

Chi tiéu Thanh

qua
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Trach nhiém cha trung tam doanh thu déi
v&i muc tiéu chung dwerc thé hién qua
nhirng khia canh sau:

4.2.2. Banh gia trach nhiém cua trung tam chi phi

- Téng chi phi: chi tiéu nay cho thay quy mo
tai chinh trong hoat dong va pham vi trach
nhiém cta trung tam chi phi.

- Ty 1& chi phi trén doanh thu: chi tiéu nay
cho thay hiéu suat tai chinh cua trung tam

doanh thu.
Chénhlgch _  Chiphi  Chiphidy
chi phi " thucté toan

. Chi phi Chi phi
Chénh léch Ph P
A thuc t& du toan
ty 1& chi phi  _
trén doanh
Doanh thu Doanh thu
thu o .
udce tinh du toan
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DBanh gia trung tam chi phi qua céc chi tiéu:

Chi tiéu Thanh qua

Trach nhiém cha trung tam chi phi déi vé&i muc tiéu
chung dworc thé hién qua nhirng khia canh sau:

4.2.3. Panh gia trach nhiém cua trung tam kinh doanh

Trung tam kinh doanh l& téng hgp cla trung tam
doanh thu va trung tdm chi phi, nén ngoai cac chi tiéu
dwoc str dung & hai trung tam trén con st dung cac
chi tiéu nhw sau:

- Téng lgii nhuan: chi tiéu nay do lwdng quy mé va
pham vi trach nhiém trung tam kinh doanh.

- Ty suét lgi nhuan trén vén phan cép: chi tiéu
nay thé hién hiéu suét cta trung tm kinh doanh.

11



Chénh 1éch
lgi nhuan

Chénh 1éch ty
1€ 191 nhuin
trén von

Loi nhuan Loi nhuan
thue té duy toan
Loi nhuén Loi nhuén
thuc té du toan
Vén hoat Vén hoat

déng udce tinh

dong dy toén

DBanh gié trung tam chi phi qua céc chi tiéu:

Chi tiéu

Thanh qua

Chénh Iéch 1gi nhuan >0

Chénh 1&ch ty 1¢ loi nhuan trén vén > 0

Pap tng ot

muc tiéu

Chénh Iéch 1gi nhuan < 0

Chénh 1éch ty 1¢ loi nhuan trén vén < 0

Khong tot

. Nhuw vay, trach nhiém & trung tam kinh doanh
can phai hoan thanh cac van dé sau:

- Dam bao murc lgi nhuan
- Dam béo dwoc sy gia tang tc do loi nhuan

cao hon sy gia tang téc d vé vén

- Ngoai ra, di véi trung tam kinh doanh trach
nhiém con thé hién viéc hoan thanh trach nhiém
vé chi phi, doanh thu nhw & trung tam chi phi va

trung tm doanh thu nhw & trén.

04-03-2012
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4.2.4. Danh gia trach nhiém cua trung tam dau tw
Trung thm dau tw vé&i quyén han va trach nhiém véi
nhitng van dé& vé& thanh qua va hiéu qua vén dau tu.
D& danh gia trach nhiém vé thanh qua, hiéu qua vén
dau tw, c6 thé st dung nhidu chi tiéu khac nhau
nhwng vé co ban c6 thé két hgp hai chi tiéu sau:
- Loi nhuan dé lai RI ( Residual Income)

- Ty 18 hoan vén dau tw ROI (Return on
Investment)
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a. Chitiéu loi nhuan dé lai (Rl — Residual Income)

Loi nhuan Loi nhuan Chi phi
délai = trungtdm - vénsu (1)
RI dau tu dung
Chi phi Vén dau tu s
£ _ , Ty 1€
vonsd = cuatrung X .0 % 2
A 2k 18i suat
dung tam dau tu

Nhwoc diém cla viéc dung chi tiéu RI

13



b. Chitiéu ty Ié hoan vén dau twr ROl — Return on
Investment
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Ty 1¢ hoan von Loi nhuan
dau tu ROI _
(Return on Vén diu tu
Investment) binh quan

Vi du:
- Vén hoat dong 20.000.000
- Doanh thu 16.000.000
- Bién phi 11.000.000
- S6 dur dam phi 5.000.000
- Dinh phi 1.000.000
- Loi nhuan 4.000.000

14



4.000.000
ROI, = —— (%) = 20%
20.000.000
4.000.000 16.000.000
ROI, = —— X ——— = 20%
16.000.000 20.000.000
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Cac nha dau tw thwong cé khuynh
hwéng tang nhanh ty 1é ROI.

Diéu nay thudng dwoc thwc hién qua
Ccac giai phap sau:

- Tang doanh thu

- Giam chi phi hoat déng

- Giadm vdn hoat dong

Danh gia trach nhiém cda trung tam dau tw
ddi véi muc tiéu chung:
- xem xét muc chénh |éch trong viéc thyc hién
chi tiéu RI, ROI gitra thuc té so v&i ké hoach.
- Trung thm dau tw dwoc xem |1a hoan thanh
trach nhiém trong ky quan ly khi:

- Dat dwoc mdre chénh léch dwong vé sw
thwe hién chi tiéu RI, ROL.

- Kiém soat va han ché duoc nhitng han ché
trong khi xem xét, danh gia tirng chi tiéu R,
ROI trong nhiém ky quan ly.

15



Vi du bao céo thanh qua cla trung tm dau tw cGa cong ty Minh
Thién Véi gia dinh rdng vén hoat déng la 2.000.000 (ngan déng).

Céng ty san xuat Minh Thién
B phanban lé
Béo cao thanh qua
Hét 31/12/1999
Don vi: 1.000 VND
Dwtoan Thucté Chénh léch
Doanh thu 1.200.000 1.150.000 -50.000
Bién phi
Gia v6n hang ban 500.000 490.000 +10.000
Bién phi BH va QLDN 160.000 156.000 +4.000
Téngbién phi 660.000 646000 +14.000
S6 dw dam phi 540.000 504.000 -36.000
Binh phi c6 thé kiém soat
Chi phi hang ban 100.000 100.000 -0-
Chi phi QLDN 80.000 80.000 -0-
Céc dinh phi khac 60.000 60.000 -0-
Téng dinh phi 240.000 240.000 -0-
S6 dw c6 thé kiém soat 300.000 264.000 -36.000
Ty Ié thu hdi vén 15% 13,2% -1,8%
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- ) K& toan chi phi san xuit bo phan phuc vy

- Khai niém

- Phwong phap phan b chi phi bé phan phuc vu
PP1: Phwong phap phan bd truc tiép
PP2: Phwong phéap phan bd bac thang
PP3: Phwong phéap phan bé Ian nhau

47

Khéi niém

B6 phan phuc vu: la bd phan thwc hién cac
hoat ddng san xuat san pham hoac cung (rng
dich vu phuc vu cho cac bd phan chirc nang
nhw san xuat nguyén vat liéu, cung tng dich vy
stra chira, bao hanh, ky thuat, quan ly,...

48
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Pic diém

« B6 phan phuc vu khéng thé hién v& quy mo,
nang lwc, trinh d quan ly va bé mat clia doanh
nghiép.

« Tuy nhién, hoat ddng, thanh qua, hiéu qua
ctia bd phan phuc vu chi phdi kha quan trong
dén hoat déng, thanh qua, hiéu qua cla bd
phéan chirc nang.

49
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Phan b chi phi bd phan phuc vu hét strc quan
trong béi vi:

Chi phi clia cac bd phan phuc vu phat sinh thwong
dwoc chuyén vao chi phi bd phan chirc néng = thay
ddi chi phi, lgi nhuan bo phan chirc nang tuy theo
cach thire, phwong phéap phan bé chi phi bd phan
phuc vu.

Chi phi clia cac bd phan phuc vu cling la mét trong
nhirng nguyén nhan cé thé dan dén nhan thire, quyét
dinh khac nhau vé hoat dong bé phan chirc nang.

50

CAC TIEU THU’C PHAN BO CHI PHi BO PHAN PHUC VU

Bo phéan phuc vu Tiéu thirc phan bd
Cantin S6 lugng nhan vién
Bao vé Dién tich chiu trdchnhiém
Ky thut k& hoach S6 gior lao dong tryc tiép
Kétoan Sb gio lao dong, sb Iugng khach hang phuc vu
Dong luc Nang lyc phuc vu (kwh)
Diéu dong lao dong S6 nhan vién
Giao nhan - kho van Sb Iuong van don, sb Iwgng hang duoc bao quan
Quan ly doanh nghiép S6 gior lao dong
Baotri S6 giv may, s gio lao dong
51
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Phwong phép 1: Phwong phéap phan bé truc tiép

B§ phin
phuc vu A
B0 phan B0 phin
chire ning X chirc ning Y
B§ phin
phuc vu B

52
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- Vu diém: don gian, dé tinh toan, phan b
S0 v&i cac phuong phap phan b dai sé,
phwong phap phan bd bac thang.

- Nhwoe diém: khong thé hién duwoc mire chi
phi ma tirng bd phan ganh chiu vi vay dan dén
két qua, trach nhiém ctia bo phan sai léch va ca
s sai léch chi phi phan b cho cac bo phan
chlrc nang.

53

Phwong phép 2: Phwong phéap phan bd béc thang

Bat diu tr bd phan phuc vu cung cép san
phdm, dich vu c6 pham vi anh hwéng 16n nhét
=>cac bé phan phuc vu khac, bé phan chirc
nang va cudi cung la bd phan phuc vu cung cap
san pham dich vu c6 pham vi anh hwéng nhd
nhat dén cac bd phan phuc vu khac, bd phan
chlrc nang.

54
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PHAN BO CHI PHi BO PHAN PHUC VU THEO
PHUONG PHAP BAC THANG
Chi phi
b phan
phuc vu
A
Chi phi
bophan | _ | | ] |
phuc vu ! ! T 1
B I I | |
v i i i
i i i
Chi phi i i i
b0 phén | [ Yl __ _x
phuc vu v : v T v
c v v
B0 phan B phan B¢ phan
chire nang X chirc nang Y chirc nang Z
A
ing i phi in ua bo phn
CFSX donvi + i
sit

50 lwong sin
pham tiéy

Chi phi san
xuat san
pham bd

phan phuc vu

phan bé cho

cac b6 phan
khéac

S6 lwgng san

pham cta bd

phan phuc vu
cung rng
cho cac bo
phan khac

Chi phi san

xuét don vi

X | san phdm, cua

bo phan phuc
vy

57
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phéap dai sb.

58

Uu diém: Phwong phap phan bd bac thang
don gian, dé thuc hién hon so véi phuong

- Nhworc diém: phan bd chi phi kém chinh
xac hon so v&i phuong phép dai sb, vi bé qua
mot phan gia tri phan bd cta bd phan sau cho
cac bd phan phuc vu truwéc do.
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Phwong phéap 3: Phan bé 1an nhau

A

BO PHAN PHUCVU | | BO PHAN PHUC VU

B

BO PHAN CHUC

BO PHAN CHUC

NANG 1 NANG 2
Tinh chi phi san
xuat bo phan
phuc vu cung
trng lan nhau
[
[ \ \
Theo chi phi| [Theo chi phi -
san xuatké | |san xuét ban Th?r? Cht'Ph'
hoach dau wcle

60
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Theo chi phi san xuét ké hoach
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Chi phi san
pham cua
bo phan
phuc vu
cung trng
lan nhau

S6 lwgng
san pham
cuabd

=| phan phuc

vu cung
trng lan
nhau

X

Giathanh ké
hoach don vi
san pham
cung rng lan
nhau

61

Theo chi phi san xuét ban dau

Chi phisan
pham cua bd
phan phuc vu
cung tng lan

nhau

S6 lwong san
2 > ~
pham cua bd

=| phan phuc vu

cung tng lan
nhau

Chi phi san xuét

ban dau cta méi

don vi san pham
cung tng lan nhau

(@)

Chi phi san xuét ctia bé phan phuc vu

a =

S6 lweng san pham san
xuét trong ky ctia bé phan
phuc vu

62

S6 lwgong san pham
tiéu dung ndi bo cua
b6 phan phuc vu

Phwong phéap dai s

S6 lwong

Chi phi san | | san pham
pham cla cuia bd

bo phan | _|phan phuc
phucvy || vucung
cung trng trng cho
lan nhau tirng bd

phan

Chi phi san
xuat don vi
thwe té cha
san pham

63
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Giai hé phwong trinh sau

ax=hby +c
ay=b'x+c’
Trong dé:
a, a’: s6 lwong san pham hoan thanh & bé phan
phuc vu da trir tiéu dung ndi bo
X, y: chi phi san xuat don vi thwc té san phidm &
cac b6 phan
b, b’: s6 lwgng san phdm bd phan khac cung tng
sang
Cq,C': Chi phi phat sinh tai cac bé phan phuc vu
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KET THUC CHUONG 4
CHUC CAC BANTHANH CONG
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