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Thaoi han nop bai: 8h20, sng thi Nam, ngay 17/08/2023
Tinh huéng ciia Cong ty Bat Thién Minh

Lan, kiém soét vién caa Cong ty bat Thién Minh, kha lo ling vé xu hudng tai chinh trong
két qua van hanh gan day cua cong ty. Thién Minh 1a nha san xuat bat chi phi thap véi hai dong
san pham chinh 14 bat XANH va bat DEN truyén thong. Bién lgi nhuan khoang trén 20% trén
doanh thu.

Céch day vai nam, Nam, giam d6c kinh doanh, da nhin thdy co hoi mé rong thi truong néu
thém dong san pham mai véi tién 10i cao hon so vai hai san pham truyén théng la bit XANH va
but DEN. Cach day 5 nam, bat DO di dugc ra mat, véi cong nghé san xuét twong tu nhung c6 thé
ban vai tién 1i cao hon 3%. Va nim ngodi but TIM ra mat vi tién 1oi khi ban cao hon 10% so vdi
chi phi san xuét.

Nhung Lan vira xem xong béo céo tai chinh (xem Phu lyc 1) cia nhitng nim gan day va
kha that vong.

Bt DO va bit TIM ¢6 lgi nhuan cao hon but XANH va bat DEN, nhung tong loi nhuan
chung bi giam va tham chi san pham mai khéng dem vé loi nhuan nhiéu nhu cac dong
san pham truyén théng trong qua khir. Bay co thé 1a do tinh hinh canh tranh gay gat
trén toan cau. It nhat, dong san pham méi, dic biét 1a bat TIM dem lai loi nhuan cao
hon dang ké. C6 I& chling ta nén nghe theo loi khuyén cia Nam va ra mét thém nhiéu
dong san pham but mau dic biét. Nam tin rang nguoi tiéu dung sin long tra gia cao
hon cho nhirng dong bat mau dac biét.

Pong, giam d6c san xuat, ciing néu quan diém vé nhiing thay doi trong san xuat tai Thién
Minh:

Cach day nam nam, moi Vviéc rat don gian. Chlng ta chi san xuat hai mau XANH va
DEN trén day chuyén san xuat va moi thir van hanh suén sé, khéng cé nhiéu gian doan.
Kho khan bat dau xuat hién khi cong ty ra mat dong but DO va chiing tdi phai d6i mau
muc thuong Xuyén hon. Bé d6i mau myc, phai dimg quy trinh, @6 hét thing muc va
lam sach mau muc cii, sau d6 bat dau san xuat myc do. San xuat muc den rat don gian;
ching t6i khong can 1am sach cian muc mau xanh tir day chuyén cii, chi can d6 that
nhiéu muc den dé che di can muyc cii. Nhung ddi véi bat mau PO, chi mét chit xiu
muc den hodc myc xanh con sot lai ciing anh huéng dén chat lugng. Va myuc mau TiM
ciing ¢6 nhiéu yéu cau hon, nhung khong kho bang myc DO.

Chung tdi phai danh thoi gian dé dat mua muc va sap xép hoat dong va theo ddi don
hang nao dang lam, bi t6n dong hodc don hang trong twong lai. Hé thong may tinh
chling ta m&i mua nam ngoai rat hitu ich gidp giam sai sot va nham Ian. Nhung t6i dang
lo vi 6 151 don 1a cong ty du dinh san xuat thém nhiéu mau muc méi. Toi nghi nha
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may chung ta khong c6 du cdng suit dé xu ly nhiing rac réi khi c6 thém mau muc méi
trong day chuyen san xuat.

Van hanh

Thién Minh san xuat & mot nha may duy nhat. Céng viéc chinh la chuan bj va trén muc
cho nhirng mau muc khac nhau. Muc dugc dua vao but trong mot quy trinh ban tu dong. Cong
doan dong goi va van chuyén cuoi cung duoc thuc hién bang tay.

MAi san pham déu c6 mot bang ké nguyén vat liéu néu rd sé luong va chi phi cua nguyén
liéu truc tiép can thiét dé san xut san pham d6. Quy trinh san xuat quy dinh cic budc san Xxuat.
Thong tin nay duoc st dung dé tinh chi phi lao dong cho bén mau muc. Tat ca cac chi phi gian
tiép duoc tap hop & cdp nha may va phan bo cho mdi san pham dua trén chi phi lao dong truc tiép.
Hién tai, chi phi gian tiép dang chiém 300% so véi chi phi lao dong truc tiép. Hau hét nhan vién
trong nha may déu nhé rang khong nhiéu nam trudc day thi chi phi gian tiép chi chiém 200%.

Duw toan chi phi theo hoat dgng

Lan gan ddy da tham du mét hai thao caa cac té chuc nghiép vu trong nganh, tai hai thao
mot gido su dé cap dén mot khai niém mai goi 1a du toan chi phi theo hoat dong (activity-based
costing - ABC). Khéi niém nay c6 vé sé& giai quyét nhitng kho khan dang dién ra tai Thién Minh.
Nguoi thuyét trinh tham chi ciing st dung mét vi du minh hoa mé ta chinh xac tinh hinh ma Thién
Minh dang trai qua.

Vi gido su ndy cho rang chi phi gian tiép khong nén dugc phan bo dya trén chi phi lao dong
truc tiép. Thay vao d6, nha méay nén tap trung vao cac hoat dong do b phan hd trg gian tiép trong
cdng ty thuc hién va xac dinh hoat déng nay nham hd tro viéc san xuat san pham nao.

Lan da doc mot s6 sach va bai nghién ciru vé phuong phap nay va dang tim cach ap dung
nhitng diéu ma c6 da tim hiéu dugc.

Phan tich chi phi theo hoat dgng

Pau tién, Lan liét ké ra sau chi phi hd trg san xuat but myc:

Muc Chi phi (dong)
Lao dong gian tiép 400.000.000
Phuc lgi ngoai lvong cho nhén vién 320.000.000
Heé thong may tinh 200.000.000
May moc 160.000.000
Béo tri 80.000.000
bién 40.000.000
Téng 1.200.000.000

Cob xac dinh phuc lgi ngoal lwong chiém 40% chi phi lao dong (truc tlep va gian tlep) va
nhu vay s& chiém mat ty & nhat dinh duoc tinh thém vao chi phi lao dong tryuc tiép va gian tiép.

Lan phong van cac truong phong phu trach céc bo phan hd trg gian tiép va tim hiéu nhiing
hoat dong chinh trong cdng viéc thudng ngay cua ho. Phan nira lao dong gian tiép 12 nham 1én lich
hoac xu ly day chuyén san xuat. Cong viéc géom sap xép cac don hang, mua sim va chuan bi
nguyén liéu cho day chuyén san xuat, kiém tra san pham dau tién sau mdi lan doi mau muc va xir
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ly san pham 16 ¢ dau quy trinh cho dén khi day chuyén chay 6n dinh. Can 40% lao dong gian tiép
chi dé tham gia vao viéc ddi tir mau muc nay sang mau muc khac.

| Thoi gian chuyén sang muc DEN twong dbi ngan (khoang 1 tiéng ddng hd) vi khdng can
tdy sach hoan toan nhiing mau muyc khéc ra khoi may. Nhiing mau myc khéc can c6 thoi gian
chuyén 1au hon; muc PO c6 thoi gian chuyén kéo dai nhit vi c6 yéu cau ky thuat khat khe.

Thai gian 10% con lai duoc dung dé luu trit hd so vé bdn loai san pham, céc loai hd so nhu
bang k& nguyén liéu va quy trinh san xuat, kiém soét va duy tri s6 luong nguy@n liéu thd tdi thiéu
va s lugng hang thanh pham trong kho, cai thién quy trinh san xuat va thuc hién cac thay ddi ky thuat.

Lan ciing thu thip thong tin vé nhing yéu t6 c6 anh hudng dén chi phi cua Thién Minh
(xem Phy lyc 2) va tiéu thirc phan b chi phi san xuét cho ting loai san pham.

Sau d6 Lan chd y dén khoan chi phi van hanh hé thng may tinh 200.000.000 dng. C6
phong van Giam déc Trung tdm Dit liéu va Phong Quan ly Hé thdng Thong tin va phat hién ra hau
hét thoi gian van hanh caa may tinh (va chi phi phan mém) duoc dung vao viéc l1én ké hoach day
chuyén san xuit & nha may va chi tra tién mua nguyén vat liéu cho san xuat.

Vi mdi day chuyén san xuat dé phuc vu don hang cua mot khach hang, thoi gian may tinh
can dé chuan bi ching tir giao hang, giri hoa don va thu tién tir khach hang ciing duogc tinh vao
trong hoat dong nay. Tong cong, khoang 80% ngudn lyc may tinh duoc st dung cho day chuyén
san xuat. Khoang 20% chi phi con lai caa hé théng may tinh duoc st dung dé luu trit ho so thong
tin ciia bon loai san pham, quy trinh san xuat va cac thong tin thong bao thay déi ky thuat cd lién quan.

Ba hang muc con lai cua chi phi gian tiép (khau hao may méc, bao tri may méc va ning
lugng d€ van hanh may moc) dugce dua vao phan céng suat may mac phuc vu san xuat. Cong suat
thuc té caa may la khoang 10.000 gid san xuat.

Lan tin riang c6 da thu thap du thong tin dé xay dung mé hinh du toan chi phi theo hoat
dong cho Thién Minh.

Phu luc 1. Bang bao céo két qua kinh doanh theo méu truyén thdng

Pvt: dong

Muc xanh Muc den Muc dé Muc tim Téng
Doanh Thu 1.500.000.000 | 1.200.000.000 | 279.000.000 | 33.000.000 | 3.012.000.000
Chi phi nguyén vét ligu 500.000.000 400.000.000 93.600.000 | 11.000.000 1.004.600.000
Lao dong tryc tiép 200.000.000 160.000.000 36.000.000 |  4.000.000 400.000.000
Chi phi gian tiép @300% 600.000.000 480.000.000 | 108.000.000 | 12.000.000 1.200.000.000
ggggg li‘l’;ﬂ’l‘g‘(‘)zﬁhm hoat 200.000.000 |  160.000.000 |  41.400.000 |  6.000.000 407.400.000
gﬁ;ﬁﬁttﬁg‘ nhujn trén 13,3% 13,3% 14,8% 18,2% 13,5%
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Phu luc 2. Chi phi truc tiép va tiéu thirc phan bé chi phi san xuit
Muc xanh | Mucden | Myc dé | Muc tim | Tong
S6 luong san pham (chiéc) 50.000 40.000 9.000 1.000 | 100.000
Gi4 ban trén mdi san pham (dong) 30.000 30.000 31.000 33.000
Chi phi nguyén liéu trén timg san pham 10.000 10.000 | 10.400 11.000
(dong)
Lao dong truc ticp 0,02 0,02 0,02 0,02 2.000
(so gio/san pham)
Van hanh may 0,10 0,10 0,10 0,10 | 10.000
(so gio/san pham)
So dot san xuat (so dot) 50 50 38 12 150
Thoi gian lap dat/dot san xuat 4 1 6 4
(so gio/dor)
Tong thoi gian lap dit (s6 gio) 200 50 228 48 526
Quan Iy thong tin san xuét (56 ho so) 1 1 1 1 4

Céau hoi:

1. Dua vao cac théng tin hoat dong ma Lan thu thap dugc, hay tinh chi phi san pham diéu

chinh cho bén loai but.

2. Viéc phan tich chi phi san xuét theo hoat d6ng goi ¥ can c6 hanh dong gi?
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