S dung phuong phép finh chi phi dua frén co sé hoat
dong dé kiém sodt chi phi chudi cung Ung logistics
tai cac doanh nghiép Viét Nam

VAN THI THAI THU

‘ﬁhmmg phap tinh chi phi dva trén co sd hoat dong (the Activity Based Costing - ABC)
vita la phuong phdp tinh todn chinh xdc vita la hé théng kiém sodt chi phi hiéu qud. Vi
su gla tang cta chi phi logistics ma nhiéu doanh nghiép Viét Nam dang dot mdt hién nay thi
viéc stz dung phuong phdap ABC dé kiém sodt chi phz chuoi cung ing logistics la rdt quan trong
va can thiét. Nghién citu nay théng qua quan diém ABC, dua trén viéc phan tich chudi cung
ung va toi wu héa, dé xudt phuong phdp ing dung ABC trong thuc té’ dé qudn ly chi phi
logistics, hinh thanh chudi cung iing va hé thong mang ludi dich vu logistics chat che.

Tu khoa: phuong phdp tinh chi phi, chudi cung iing, logistics, doanh nghiép.

1. Dat van dé

o) Viét Nam, logistics 1a loai hinh dich vu
con rdt mdi mé nhung lai ¢6 vai tro rat quan
trong d6i véi qua trinh san xuét, kinh doanh
cua mot nganh va ca nén kinh t& nhu: cung
cdp, san xu#t, luu théng phan phéi, md rong
thi truong cho cac hoat déng kinh t€. Tinh
hé théng 14 yéu cau can ban cta logistics, vi
vay trong boi canh toan cAu héa hién nay,
quan ly logistics tré thanh van dé séng con
do6i véi cac doanh nghiép Viét Nam. Ngay
nay, do su canh tranh khéc liét cta thi
truong, cac doanh nghiép rat khé dé dat
dugce 1gi nhuan bing cach ting gia san phdm
hay bing bién phap cit giam chi phi. Lic
nay, quan ly logistics da tré thanh ngudn lgi
nhuén thi ba bén canh nhiing phuong tién
san xuét va lao dong.Viéc quan 1y chi phi
chubi cung tng logistics hién nay la thuc su
can thiét khi cac doanh nghiép mudn téi da
hoéa lgi nhuan. Tuy nhién, hién nay viéc day
manh cong tac quan ly chi phi chuéi cung
tng logistics ¢ cac doanh nghiép Viét Nam
con gap nhiéu nit that, vi nhing 1y do sau
day:

Mét la, thiéu khai niém quan ly. Pau
tién, d6 la su yéu kém vé khai niém quan ly
chi phi. Su théng hiéu vé logistics trong cac

doanh nghiép nudc ta bi gi6i han 1a luu kho,
van tai va nhiing céng viéc gia tang gia tri
th&p nhung thuc chit cta logistics 1a thiét
ké hé thong logistics, phat trién hé théng
thong tin va nhiing céng viéc lam gia tang
gia tri cao. Hon niia, logistics khéng dude coi
la mét yéu t6 vu tién hang dau dé t61 uu hoa
qua trinh san xudt va hoat déng cta thi
trudng.

Hai la, mice d6 théng tin thap. Phin 16n
truyén tai théng tin logistics ¢ cac doanh
nghiép Viét Nam van con st dung cach tiép
can la “viéc nho, viéc vat”, khong cé su két
ndi tot gitia cac nganh khac nhau, do d6 chi
phi ctia cac doanh nghiép logistics din ting
lén. Ngoai ra, dich vu logistics ctia Viét Nam
con gip nhiéu van dé khac nita, ching han
nhu lac hau trong quan ly, chi phi hang tén
kho cao, thiéu nhan lyc logistics, chi phi van
chuyén tit nhitng phuong tién cit k¥, chi phi
khéng r6 rang...

Nhu vay, muén kiém soat ciing nhu quan
1y chi phi logistics va chudi cung tng tét hon
nham gia téng loi ich cho cac doanh nghiép,
viéc nghién ciu va chon ra phudng phap
thich hgp dé téi uu héa viéc quan ly chi phi
logistics 1a rat can thiét.

Van Thi Thdi Thu, TS., Trudng dai hoc Quy Nhon.
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2. Quan ly chi phi hoat dong

Nam 1988, Robert S. Kaplan va Robin
Cooper dd dua ra cac yéu t6 co ban cua
phuong phap tinh gia dya trén co sé hoat
dong nhu sau: :

- Ly thuyét vé tinh chi phi dua trén co so

hoat déng (ABC)

Phuong phap ABC la cach dé do ludng
cac ngudn luc st dung cho cac hoat dong
ma c6 thé hd trg cho viée san xudt va phan
phoi san phdm, dich vu d&n khach hang.

ABC nham dap tng su cin thiét vé thong
tin chinh x4c ctia nhiing nguén lyc bi tiéu
t6n bdi nhiing san phém, dich vu, khach
hang, kénh phan phdi. Theo phudng phéap
nay, chi phi gian tiép va chi phi hé trg duge
phan bé trude tién tdi cac hoat dong, sau do6
t6i san phdm, dich vy khach hang. ABC
khéng chi theo doi cach tinh chi phi ma con
12 phuong phap quan ly hoat dong dang tin
cay cho phép dua ra nhiing quyét dinh
chinh xac nhét.

HINH 1: Téng quan ABC

Cic ngudn luc ‘I ’7

Yéu to —‘
» Dai tuong chi phi

Yéu té

Céc nguén luc B
Tiéu thic phan b

Cic nguon lue nguon he

Yéu td

i Tiéu thitc phan b
hoat ding

Trung tdm hoat dong

- Ddc diém ciia phuong phdap ABC

Hé théng tinh gia truyén théng 1a hoat dong
don gian, thuong lya chon moét hay vai tiéu
thic dé phan bd chi phi san xuét chung. Do d6,
gia thanh san phdm thudng khong phan anh
ding gia phi cha né, dic biét khi mic do tu
déng hoéa, su da dang, phong phu cac loai san
phdm, rit ngdn chu ky san xudt trong cac
doanh nghiép c6 xu hudng ngay cang gia tang.
T d6, viéc ra quyét dinh gia ban canh tranh bi
anh hudng d6i v6i nhiing san pham dugc tinh
gia qua cao hodic qua thap.

Phuong phap ABC do luong va tinh gia tat
ca cac ngudn luc st dung cho cac hoat dong ma
¢6 thé hd trg cho viéc san xudt va phan phéi
san pham, dich vu dén v6i khach hang. Dac

diém ctia ABC 1a thuc hién phan b6 chi phi san
xuét chung gén lién v6i miic do hoat dong cua
d6i tugng dude phan bd. Mic do hoat dong cua
mot d6i tugng nao d6 1a kha nang gay ra chi
phi thudc vé moét hodic mot s nguyén nhan
nhét dinh. Dua trén nhiing nguyén nhan gay
ra chi phi nhu s 14n may chay, s6 gid may, s6
nhién liéu tiéu hao, s6 gio lao dong truc tiép,...
dé tién hanh phan b6 nhiing khoan thugc chi
phi cho ting d6i tugng tinh gia.

- C6t 161 ciia phuong phdap ABC

Muec tiéu ctia phuong phap: chudi hoat dong
logistics chiém chi phi ctia dé1 tugng chiu phi.
Quan 1y hoat déng logistics théng qua quan ly
chudi cung ting hiéu qua dé cung cap théng tin
can thiét va hgp ly.

HINH 2: Muc tiéu ctia phuong phap chi phi hoat dong

—

Hoat dong ctia cdc phan tich
chi phi quan ly logistics

Daéi tuong chi
phi logistics

Tiéu thic phan
bo nguén luc

v

Hoat dong logistics -

Logistics v hoat dong ddnh

Doi tuong chi
phi logistics

gid hiéu qua quan 1y

Chi phi truc tiép —
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- M6 hinh quan ly ABC

Cot 161 cia quan 1y chi phi theo hoat déng
l4 nang cao gia tri va lgi ich cho khach hang.

Phén bé chi phi trong hinh 3, tit nguén luc

dén hoat dong va dén d6i tugng chiu chi phi
chinh 1a yéu t§ c6t 161 cia qua trinh quan ly
chi phi theo hoat déng trong hé thong kiém
soat chi phi.

HINH 3: M6 hinh quan 1y ABC

Phan tich

Phan tich doi

dong luc

»| Hoat dong [—»

tuong chiu chi phi

Phan b6
nguodn luc

3. Van dung quan ly chi phi theo hoat
dong

Su dung quy trinh phuong phap chi phi
theo hoat dong gém: phan tich va xac dinh
nguon lue, phan tich va xac dinh cac hoat
dong, thiét 1ap ngudn, phan bé chi phi.

- S dung chi phi hoat dong chinh

Xac dinh mic dd hoat dong cua
logistics: hoat dong bao gom su két hdgp
ctia nhiéu yé&u t6 bao gém ca thoi gian, tiéu
hao nguyén liéu va cac nguodn luc khac.

Panh gia hiéu qua
hoat dong

Dau tién, d€ dadm bao ring hé théng phan
cdp gitia cac miic do hoat dong trong chudi
cung tng logistics 12 ¢6 m61 quan hé véi
nhau. Khai niém mitc do hoat dong bao
gbm: cong viéc 1a titng bude, mot hoat dong
I6n trong mot vai céng viéc nho, timg hoat
déng nhdé va c6 mot s6 hoat dong nho hon,
dé tiép tuc phan bé cho dén khi cudi cing
dua xubng doi ngi lao dong va hoat dong
may moéc thiét bi, cho dén khi ¢é hanh
dong cu thé.

HINH 4: Vi du vé miic d§ hoat dong logistics
Mic d6 hoat dong

: i trinh o biéu
hié s > Hoat don

Nhiém vu hoatdbng oat dong Qua trinh hanh

St dung xe Al Thurjg c\hL’ra, 50, Hoat dong cic

55 ¥ X ly bao bi, trinh bay va o :

Xt ly hoac phan i . i tac vu cu thé

6 N hang hoéa cdc qua trinh tia Ha "
nho 16 hang hoat ddng cua hang hoa

Vi du thuc té hoat dong

Xac dinh cac loai chi phi chinh: dua vao
thong tin ké toan ctia cong ty dé chia chi phi
logistics thanh dinh phi, bién phi va chi phi
hén hgp.

Xac dinh m61 quan hé gitia chi phi va mtec
do hoat dong: cac khoan vé hoat dong quan 1y
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chi phi logistics, thiét ké hoat déng logistics
va cac qua trinh 1a khac nhau. Vi vay, ching
ta phai ré rang cong viéc va méi quan hé
gitta chi phi va hoat dong. Ngoai ra, can chu
¥ tra tién cho moi céng viéc va méi quan hé
v6i cac muc chi phi khac nhau.
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Phan bé gitia cac d6i tugng chiu chi phi:
tiéu thic phan bo chi phi logistics la theo chi
phi, chi phi muc tiéu cua quy trinh. Co6 thé
duge thuc hién thanh 2 giai doan: dau tién
phéan bé theo ngudn lyc. Cac chi phi nguon
lue tiéu hao duge phan bé dén cac hoat dong
trong hé thong ABC.

Tiép theo 1a phan bé chi phi cac hoat dong
t6i cac doi tugng chiu chi phi. Phan b6 chung
ctia cac giai doan nay 13 st dung phan bé chi
phi gian ti€p. Chi phi gian tiép thuong gom:
luong can bo quan ly, chi phi co héi, chi phi
kh&u hao, chi phi bao dudng,

4. St dung phuong phap ABC dé quan

1y chi phi chudi cung @ng logistics

Chudi cung ting 14 mét qua trinh san xuét
va phéan phéi san pham va dich vu cho ngudi
tiéu dung cudi cing va cho cac doanh nghiép
“ha ngudn” cha chudi. Quan ly chudi cung
ting 12 quy hoach tong thé cta viéc st dung
cong nghé, mang may tinh, chudi cung dng
logistics, dong chay kinh doanh, dong vén,
dong théng tin, Chung ta cin lap k& hoach,
té chiic, phéi hop va kiém soat cong viéc hiéu
qua. ABC 1a phuong phap quan trong trong
hé théng quan 1y chi phi.

- Phan tich hoat dong

C6 hai ddi tugng cua quan ly chi phi
logistics cua céng ty dua trén chudi cung ting:
dé t6i uu hoa gia tri cia khach hang thong
qua chudi cung ting bén ngoai va dé dat duge
lgi nhuan nhiéu hon théng qua gia tri cung
cAp boi khach hang. Céac cong ty mudn co
dude lgi nhuén riéng cia minh va cung cap
nhiéu lgi ich hon cho nguoi tiéu dung. Viéc
quan 1y d6 doi hoi mic do chuyén sau vé cac
hoat dong logistics dé hoan thién coéng tac
phan tich hoat déng logistics.

Phan tich moi lién hé gitia nhiing cong
viéc: cac cong ty dé hoan thanh hoat dong
quan ly, hoat déng va thuc hién “chudi hoat
dong” gitta cac lién két cua cac hoat dong
khac nhau, chudi hoat déng c¢6 gia tri nhu
cAu o ban nhat, chon mot cong viéc cu thé.

Chudi 1a hoat déng ly tudng dé lip lai so
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lugng it nhét cac hoat dong va hoan thanh
sém nhat. Phan tich cdc méi quan hé gita
hoat dong la dé dat dude muc tiéu va thiét ké
mot loat cac hoat dong khong hiéu qua, thoi
gian hoat dong va cac hoat dong ldp lai
khong cAn thiét dé giam thiéu chi phi.

Y nghia ctia viée phan tich: thong thuong,
c6 rat nhiéu cac hoat dong logistics lam viéc
trén mot loat cac cong viéc theo phan tich la
khong cin thiét, khong phu hgp véi chi phi
hiéu qua. Phuong phap phan tich chi phi
hoat dong dua trén midc d6 quan trong cua
hoat dong va xép hang theo mic dé quan
trong dé tap trung vao phén tich. Chéng han
nhu hoat dong logistics trong giao théng van

ai, kho bai va giao hang,... la hoat dong
dugc thyc hién phan tich.

Thiét 1ap diém chuan: hoat dong gia tang
gia tri khong phai la mic d6 tot nhat, hiéu
qua nhat va mic do tuong doi tién tién cta
cac doanh nghiép khac, cé thé danh gia hoat
dong cua cong ty va hiéu qua cta toan bod
chudi gia tri dé tim kiém co,hoi t61 uu hoa.
Diém chuin cho phép nha quan tri xay dung
su hiéu biét ddy du vé qua trinh hoat dong
logistics vé cach tét nhat, trong do co van dé
1a gi, lam thé nao dé lam t6t hon, quan 1y dé
tranh “diém mu” va cai thién hoat dong va
hiéu suit logistics.

- Phén tich tiéu thitc phan bo chi phi

Phan tich nguén lyc: d6 la phan tich cac
ngudén luc hoat déng tiéu thu, phan tich,
danh gia hiéu qua cta cac hoat dong logistics
cho mdi ché& d6. Chi phi hoat dong logistics
gbm dit liéu chi phi hoat déng dé phan tich,
¢6 chi phi van hanh, phan tich cac hoat dong
va ngudn lyc dé két noi ké hoach, c6 cac
nguon luc cAn thiét dé thiét lap lai cac
nguon luc, c6 thé lam giam nguon luc dé
glam hoat déng tiéu dung, giai phap dé
giam chi ph1 hoat dong. Phan tich cu thé vé
tinh hinh gom: giam thoi gian hoat dong va
ning cao hiéu qua d¢i ngt nhéan vién, su
dung thiét bi, giam s6 lugng cac hoat dong,
stt dung dam bao chit lugng, thuc hanh don
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gian thiét bi, dung cu va nguyén vat liéu dé
giam chi phi,

Phan tich nguyén nhéan: hoat déng ctia chi
phi logistics mang lai dii liéu phan tich chi
phi hoat dong dé tim ra hé théng caa chi phi
hoat dong cho méi mic san lugng dau ra. N6
nhim muc dich dat dugc gia tri gia ting,
giam hoat dong, viéc thuc hién cudi ciing cua
phan bd cac nguén luyc. Phan tich nguyén
nhan nguon lyc va tiéu thic phan bé chi phi
theo hoat dong hay gia tang gia tri va hiéu
qua hoat dong logistics, tat ca 1a déu tim moi
cach dé giam chi phi. Vi du nhu: céng viéc
nén giam thoi gian va ngudn luc dé ning cao
hiéu qua gia tang gia tri hoat déng, loai bo
cac hoat dong khong gia ting gia tri va chon
ra nhiing hoat dong c6 chi phi thap nhat, véi
viéc hoan thanh va chia sé nguén lyc ciing
nhu cong viéc v6i muc dich 14 phan bd hdp ly
cac nguén lyc.

Théng qua viéc phéan tich chi phi, cong
viéc, chung ta nén c6 sy hiéu biét ré rang
vé tinh hiéu qua va thich hgp cta logistics.

Ching ta nén tim cach giam chi phi nhu
giam thoi gian, giam cac ngudn luc dude st
dung, nang cao hiéu qua, lam giam hoic
tham chi loai bo cac viéc khong cin thiét.
Bén canh d6, ching ta c6 thé chon nhiém vu
6 chi phi thap dé thuc hién viéc chia sé cac
nguon lyc va cong viéc dé hgp ly hoa viéc
phan bd nguén luc.

- Tdi edu tric hoat déng

Phén tich hoat dong, phan tich chi phi va
to1 wu héa dya trén hoat dong tai ciu tric.
Cac cong ty khong gia tang gia tri bang cach
cai thién hoat dong logistics, niang cao hiéu
qua hoat dong gia tdng gia tri, phan hiy
théng qua viéc 16ng ghép cac hoat déng, cai
tién quy trinh kinh doanh va cac phuong tién
khac dé dat duge hiéu qui, muc dich cta
hoat dong tai cdu tric. Hoat doéng tai cdu
tric 1a viéc hoach dinh lai va thiét ké lai mtec
do hoat dong cta san xuat kinh doanh cta
tliing t6 chiic. Viée so sanh qua trinh xu ly
nguyén vat liéu trude khi tai ciu tric va sau
do la:

HINH 5: Biéu dé tai cu tric hoat dong ca

Nha cung
cip

<
.

Nhu cau vé nguyén vt liéu doc lap

Yéu cAu nguyén vat ligu Nguyén vét liéu v4 ban ké

Nguyén [LapKH_ | K&hoach | Nguyen | Muabin > Kiém tra
vat liéu > san xudt 7 vat lieu > hang hda |4
r
Nguyén| vat liéu va = Nguyén vatf lieu va Nguyén vat liéu va
hang hég nhan dugc Chuyén giao hang héa phan duge hang héa nhan dugc
nguyén vat liéu
HINH 6: Bi€u d6 hoat dong sau khi tai cdu trac
, . |K&hoach| . Sap xé \ , : ;
Sanxudt [ * 5| Ké&hoach M; Nhacungcdp > Thanh toin
. |
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Ngoai cac hoat déng khong gia tang gia
tri, cac nguyén vat lidu truc tiép can thiét tu
nha cung cip chuyén dén day chuyén san
xuét, hoat dong kiém tra va luu trit cing c6
thé duge loai bo, tit d6 lJam giam chi phi hoat
dong logistics.

Trong qua trinh tai céu tric cong viéc va
cai thién logistics, chiing ta nén chd y dén
cac yéu t6 toan dién lam ting chi phi. Vi du
nhu 1§ do chi phi giao nhan bao gom s6 lugng
giao hang va khéng gian chi€ém déng. Do do,
ching ta can nhin thyc t&€ tit bén duéi. Su
don gian la rit quan trong trong qua trinh
nay. Thong thuong, phiic tap sé dan dén tiang
thém chi phi. C6 nhiéu yéu t6 phtc tap,
ching han nhiéu nha cung cdp qua mic,
nhiéu don dit hang, thay d6i ké hoach, chic
nang va cac phu kién can thiét. Vi duy, cong
ty HP thong qua phéan tich cong viéc dé don
gian héa qua trinh hoat dong cua may in va
ché tao ra m6t may in v6i cac thanh phan it

hon. Bing cach nay, HP c6 thé lam giam so

lugng caa cac nha cung cip, chi phi cua cac
thanh phan, nhiém vu, bdo quan va ché tao.

- Téi wu héa hoat déng

Dé t6i wu hoéa hoat déng nham muc dich
nang cao chét lugng hoat dong va hoat dong
dé giam thoi gian va chi phi hoat dong.
Thong thudng c6 cac thu tuc sau:

Thiz nhdt, chon déi tugng dé téi wu hoéa
hoat dong, tap trung vio cong viéc co tiém
ning 16n cho viéc thuc hién té1 uu hoa;

Thit hai, 1am ngin thoi gian trong chu ky,
giam chi phi van hanh, giam chu ky hoat
dong phu thude vao quy trinh hoat dong phoi

hop va nang cao hiéu qua hoat dong dé hoan
thanh;

Thit ba, dé nang cao chat lugng va nang
lic hoat dong clia cac nha khai thac nham
ting cudng thiét bi bao tri, cAn thuc hién viéc
nang cap thiét bi va 4y dung van héa doanh
nghiép tot;

Thit tu, cAn tang cuong cac khai niém vé
t61 wu héa mét cach diy du, can cé cac hoat
dong dé nhan ra, khuyén khich d@é phat huy
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ddy @t sy nhiét tinh ctia d6i ngt nhan vién
d8 ti uu hoa hoat dong va cai thién tat ca
cac khia canh ctia hiéu qua hoat dong.

5. K&t luan

Trong nhiing ndm gin day, nghién ctu vé
quan 1y chi phi chudi cung tng logistics da
dan dude cong nhan. Théng thudng, sy canh
tranh gitta cac doanh nghiép da dudc thay
thé bdi su canh tranh giita cic chudi cung
Ging thay thé. Ngoai ra, 1¢i nhuén trong san
xufit sé dude phat trién ddy da, do d6 tiém
ning dé t6i uu héa chi phi chi c6 thé duge
chuyén vao khu vuc logistics va duge thuc
hién théng qua quan ly chudi cung ting. Bai
viét nay, théng qua quan diém vé ABC, dua
trén viéc phan tich chudi cung tng va toi uu
hoéa, dé xuat phu’dng phap tng dung ABC
trong thuc té dé quan ly chi phi logistics, day
manh hiéu qua kinh doanh, hinh thanh
chudi cung ting va hé thong mang ludi dich
vu logistics chat ché. Tit d6 cac nguon luc va
chi phi logistics ¢6 thé dugc t61 wu héa mot
cach hiéu qua tai cac doanh nghigp Viét
Nam./.
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