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Tém tit

Ldp ké hoach ngan sdch la mét hoat dong khong thé thiéu dwoc & bat ky doanh nghiép nao, tir
nhitng doanh nghiép cé quy mé nhé dén cac tdp doan kinh té lém. Bé lip ké hoach ngdn sdch, cdc
doanh nghiép thuwong cé nhiéu phu'ongphap, trong do co hai phwong phap la: (1) thm'ngphap ldp
ké hoach ngan sdch theo phdn logi cdu thanh chi phl hoat dong (Phwong phap truyen thong - ABC:
Activity based costing); (2) Phwong phdp ldp ké hoach ngén séich theo co sé s6 Khong (Phu"()'ng
phap hién dai - ZBB: Zero based budget). Day la 2 phwong phdp dwoc dp dung phé bién tai cdc
doanh nghiép ¢ cac niede phat trién. Bai viét sé chi ra nhitng ndi dung co ban ciia phirong phép ABC
va ZBB va phdn tich thuc tién ap dung hai phieong phép nay tai céng ty TNHH Minh Viét.
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Abstract

A Budget plan is a plan that outlines an organization s financial and operational goals. So it may be
thought of as an action plan, planning a budget helps a business allocate resources, evaluate performance,
and formulate plans. Planning budget is an indispensable activity at any enterprise, from small businesses
to large corporations. For budget planning, companies often conduct a variety of methods, in which there
are two major methods. (1) method of budget planning by classification of operating expenses (traditional
method - ABC : Activity Based Costing), (2) Method of budget planning on the basis of Zero (Modern
methods - ZBB: Zero based budget). These are two methods that are commonly applied in enterprises
in developed countries. This work attempts to draw the basic content of ABC and ZBB approaches and
analyzes practical applications of this method in Minh Viet Company Limited..
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1. Sw can thiét phai ap dung phwong phap
lap ké hoach ngin sach tai doanh nghiép

Lap ké hoach ngan sach Xuét phat tur viéc
xem xét, danh gia lai cac hoat dong da va dang
dién ra ctia doanh nghiép va phan bd ngudn luc
tai chinh dé dam bao sy hoat dong cua doanh
nghi¢p theo dung du dinh da dat ra trong mdt

khoang thoi gian twong lai. Phuong phap lap
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ké hoach ngan sach tai doanh nghiép dya trén
nguyén tic dam bao chu trinh quay vong dong
tién tai doanh nghiép (theo ddi dong tién la
mot hoat dong cua ké toan). Phuong phap lap
ké hoach ngan sach c¢6 y nghia quan trong
trong viéc diéu hanh hoat dong (ra quyét dinh
san xuét, kinh doanh) cta ngudi giam doc
diéu hanh.

V6i yéu cau xac dinh thach thice va co hoi
d6i v6i hoat dong ciia don vi trong thoi gian
hoat dong tuong lai, nguoi giam doc diéu
hanh hoat dong cia don vi phai tham gia vao
quéa trinh 1ap ké hoach ngan sach. Phuong
phap 1ap ké hoach ngan sach truyén thong 1a
phuong phép lap ké hoach do nguoi lanh dao
(Giam déc diéu hanh, Giam dbc tai chinh va
Ban lanh dao cia Doanh nghiép) thuc hién.

Trong qua trinh 1ap ké hoach ngén sach hién
nay, ngudi giam dc diéu hanh can nhan thirc
vé ngan sach hi¢u qua tbi wu. Theo do, ké hoach
ngan sach khong chi dam bao kha ning thu hoi
t6i da loi ich, ma con giam thiéu chi phi... Dé
giai quyét van dé nay, giam ddc diéu hanh phai

tién hanh chia nho va chi tiét cac hoat dong s
dung ngan sach. Tuy nhién, cac hoat dong chi
tiét nay chi nhitng don vi, bd phan, c4 nhan tryc
tiép sir dung ngan sach mdi nim o va thau hiéu.
Do d6, phuong phap lap ké hoach ngan sach
hién dai st dung phuong phép tiép can lap ké
hoach ngan sach tir duéi 1én trén.

2. Phwong phap 1ap ké hoach theo phan
loai cAu thanh chi phi hoat dong

Phuong phap 1ap ké hoach ngan sach theo
phan loai cdu thanh chi phi hoat dong (thuong
viét tat 1a phuong phap ABC: Activity Based
Costing) truyén théng thuong dwa trén céac
nguyén tic va gia dinh ké toan, trong d6 tap
trung vao tri gia ngan sach danh cho cac hang
muc chi tiéu quy mo 16n va thuong xuyén.
Viéc phan loai cac yéu té chi phi trong san
xuat va kinh doanh trong ké toan tuan thu
Nguyén tic Gia phi va Nguyén tic Phu hop,
thudng xuét phat tir ba ngudn cu thanh chinh
sau: Nguodn tai nguyén, ngudn nhan luc va
ngudn tai chinh (xem Hinh 1).
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Hinh 1: Minh hoa phwong phap lap ké hoach cAu thanh chi phi hoat dong ABC
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(Nguon: Gido trinh ké todn cho nguwoi quan Iy — William H. Webster)
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Phuong phap ABC nhim huéng téi ké
hoach ngan sach cho céc hoat dong chinh, ma
khong dya vao chirc nang nhi€ém vu cua cac
phong ban, c4 nhan trong lap ké hoach. Mdi
mot loai hoat dong gan lién voi cac chi phi
chu dao nhu: nguyén vat li¢u, nhan cong va
chi phi khau hao...

Khi x4y dung ké hoach ngan sach cho mot
don vi san xuat - kinh doanh, nguoi 1ap ké
hoach s& danh gia nhu cau tai chinh va phan
cong nhiém vu trong don vi dya trén kinh
nghiém quan 1y san xuét, kinh doanh va tai
chinh. Giam ddc diéu hanh phai xay dung céac
yéu tb chi phi trung tim trong san xudt va kinh
doanh nhu: Chi phi nguyén vat li¢u truc tiép,
chi phi nhan cong truc tiép va chi phi san xut
chung, chi phi gia von, chi phi kinh doanh truc
tiép, chi phi kinh doanh gian tiép... S6 liéu thu
thap tur h¢ théng ké toan quan tri s€ dugc dung
lam co s tinh toan va xéac dinh ké hoach ngan
sach cho phong ban, b phan tham gia vao
cac hoat dong chu dao va cac hoat dong khac,
chfmg han nhu: Phong vat tu (phu trach mua
hang), Phong nhan sy (thué mudn lao dong)
va Phong hanh chinh (trang bi may méc thiét
bi va hoat dong hanh chinh)...

Xac dinh tr1 gida ngan sach str dung phu
thudc vao cac loai chi phi hoat dong phat sinh.
Céc hoat dong xay ra voi tan suat va quy mo
khéc nhau, doi hoi nguoi lap ké hoach phai
danh gia duoc sy twong quan giira tong chi phi
phat sinh v&i cac chi phi cua ting hoat dong
riéng & (xem Hinh 2). Chi phi bat bién (cd
dinh)' hay con goi la dinh phi, day la cac khoan
chi phi thuong khéng thay ddi trong pham vi
gi61 han cuia quy mo hoat dong, nhung chi phi
trung binh ciia mgt don vi hoat dong thi thay
d6i ty 18 nghich véi mirc bién dong cua cac
hoat dong. Chi phi khau hao 13 mét chi phi
bat bién dién hinh, trong d6 néu doanh nghiép
sir dung may moc dudi cong sudt thiét ké, thi
mirc chi phi ndy van khong d6i. Tuy nhién
mudn ting cong suat may thi budc phai dau tu
thém chi phi dé mua méi.

Chi phi bién d6i* 1a cac chi phi thay d6i vé
téng $0, ty 1€ thuan voi sy thay ddi cua mirc
dd hoat dong. Tuy nhién c6 loai chi phi kha
bién ty 1& thuan truc tiép v6i bién dong cua
muc hoat dong nhu chi phi nguyén vat li¢u
truc tiép, chi phi lao dong truc tiép... nhung
c6 chi phi kha bién chi thay doi khi muc hoat
dong thay d6i nhiéu va rd rang nhu chi phi

S6 liéu thu thap dugc tir hé théng bao cao ké toan quan tri

(1) CP ¢ dinh
(2) CP bién d6i
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Hinh 2: Trinh ty x4c dinh céc yéu t6 dé 1ap ké hoach ngan sach truyén thong

(Nguon: Gido trinh ké toan quan tri - Dennis Caplan — Chuwong 11: Phwong phdp lap ké hoach

ngan sach ABC)

-2 Gi4o trinh va bai giang mén ké toan quan tri - Truong DH Ngoai Thuong 2013
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lao dong gian tiép, chi phi bao dudng may
moc thiét bi... Chi phi kha bién rat da dang,
tuy thudc vao timg loai hinh san xuit- kinh
doanh, ting pham vi, mtic do hoat dong, quy
trinh san xuét...ctia timg doanh nghiép.

Trén thuc té, cac hoat dong cua doanh
nghi¢p vura da dang, vira c6 sy tuong tac dan
xen 1an nhau, nén rat kho xéac dinh duoc chinh
xac chi phi bién ddi va chi phi ¢ dinh riéng
ré cua tung hoat dong. Do do, by phan Ké
toan thuong phai xay dung céc tiéu thurc phan
b6 chi phi chung dé x4c dinh gia thanh don
vi va gia ban don vi cua timg san pham; tiéu
thirc phan bo do ké toan chon 1a chi phi nhan
cong cho tirng hoat dong. Pé thuan tién cho
viéc lap ké hoach ngan sach, mot s6 Lanh dao
doanh nghiép xéac dinh tri gia ngan sach cho
tung hoat dong dua trén dy doan tang trudng
(bo qua cac budc 1 va budce 2 trong trinh tu
1ap ké hoach ngén sach & hinh 2). Cu thé*:

BAP=BACX G (1.1)

B*P: Tri gia ngan sach ké hoach danh cho
tung hoat dong riéng ré

BAC: Tri gia ngan sach ké hoach ky trudc

G®*®: Téc d6 thay d6i dy kién (ting truong
So luong/Doanh thu/Loi nhuan...)

Uu diém ciia phwong phap ABC:

Thik nhat, u6c luong gid tri ngan sach tuong
dbi phu hop cho timg hoat dong. Vi dua trén
yéu cAu xem xét va lua chon céac hoat dong co
quy mé va tan sudt 16n, dé phan b gia tri ngan
sach (dya trén viéc tim hiéu nguyén nhan ciu
thanh chi phi chinh, hoat dong chinh va tiéu
tén phan 16n vé ngan sach), nén phuong phap
ABC thyc su giup cac don vi, doanh nghiép

KINH TE VA HOI NHAP

¢6 hoat dong san xuét giai quyét duoc van dé
ké hoach ngan sach trong san xuat va tinh gia
thanh san xut; trén co sé d6 Giam doc diéu
hanh c6 thé udce luong dugc diém hoa von va
gia ban hi€u qua trong kinh doanh.

Thir hai, phuong phéap ABC ¢6 co s¢ thong
tin ké toan chinh xac. Vi sb liéu st dung cho
viéc lap ké hoach ngan sach la s6 lidu ké toan,
va cac cong cu ké toan quan tri c6 thé xac dinh
riéng r&€ ngan sach, chi phi cho tirng hoat dong.
Trong truong hop viée tach riéng 1€ tirng hoat
dong tré nén kho khin, ngudi giam doc diéu
hanh van c6 thé st dung thong tin ké toan dé
xéc dinh chi phi trung tim (chi phi kiém soat)
trong viéc xay dung ké hoach. Viéc loai bo cac
chi phi thtr yéu, vun vit khong 1am thay ddi
dang ké két qua tinh gia thanh.

Thir ba, phuong phap ABC c6 thé cung cap
thong tin loi nhuan udc tinh cho tirng hoat
dong, ting san pham san xuat. Piéu nay c6 y
nghia quan trong d6i v6i nguoi Giam doc diéu
hanh trong viéc ra quyét dinh dong san pham
nao /hodc hoat dong kinh doanh nao s¢€ 1a chu
dao trong xay dung ké hoach.

Thir fr, nhan biét va kiém soat lang phi.
Trong qua trinh 1ap ké hoach phai thuc hién
sang loc cac hoat dong chu dao va cac loai chi
phi chi dao gitip Giam dbc didu hanh nhan
biét va kiém soat ling phi (hoat dong khong
thiét yéu va chi phi vun vat). Véi s liéu do
ké toan cung cap, Giam ddc diéu hanh s& tap
trung vao nhitng hoat dong chinh va tang
cudng kiém soat cac hoat dong khong hiéu
qua. Trong mdt sd truong hop, Giam doc diéu
hanh c6 thé ra quyét dinh loai bd hoat dong,
san pham khong hiéu qua, khi tinh toan s6 liéu
cho ké hoach ngén sach.

3 Giai thich Viét tét; AP: Activity Plan (K& hoach hoat dong) AC: Activity Cost (Chi tiéu hoat dong); R/P: Real /
Plan (Thyc té / K¢ hoach); B: Budet (Ngan sach); G: Grow rate (Tang truong)
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Han che:

Thir nhat, khong dap tng duoc yéu cau dy
b4o mé rong san xuat mai. Phuong phap ABC
6 thé phat sinh bd sét nhiing hoat dong, san
pham tiém ning. Cac thong tin ké toan quan
tri cung cap chi phan anh s liéu qua khir cho
nhitng hoat dong di va dang dién ra. Viéc mo
rong san xuat doi hoi can phai bo sung nhiing
s6 liéu thu thap tu thi truong lao dong va thi
truong nguyén vat licu...

Thir hai, mat nhiéu thoi gian xem xét, danh
gia cac hoat dong va san pham. Do s liéu chi
do bd phan ké toan cung cép, nén viéc lap ké
hoach 1é thudc vao td chuc quy trinh va thong
tin ké toan. Do khéi lwong cong viéc ké toan
la lién tuc, nén sy dap tng kip thoi thong tin
cu thé cho giam ddc diéu hanh trong lap ké
hoach ngén sach la rat khé. Bén canh do, giam
dbc diéu hanh ciing can phai c6 thoi gian phan
tich sang loc cac hoat dong chu dao... Tat ca
cac nguyén nhéan trén déu 1am cham qua trinh
hoan thanh ké hoach.

Thir ba, do chi chu trong vao kinh nghiém
quan 1y (nhitng hoat dong quy mo va tan suét
16mn) nén bo qua vai tro sang tao va tu chu cua
cac don vi va ca nhan trong 14p ké hoach ngan
sach. Cac bg phan, c4 nhan la nhiing dbi tuong
str dung truc tiép ngan sach va hiéu rd nhat cac
yéu cau cua hoat dong c4 nhén trong qua trinh
hoat dong cho muc ti€u san xuét, kinh doanh.
Khoéng co su tham gia vao lap ké hoach ngan
sach cua cac chu thé nay s& bo qua cac kinh
nghiém thyc té va sang kién nham giam cac chi
phi hoat dong. Mot trong nhitng chi phi hay bi
“lang phi tam tho1” 1a dy trir qua mac nguyén
vat liéu. Hau qua 1a ngan séch danh cho dy trix

nguyén vat liéu bi r dong, tang chi phi bdo quan,
tang chi phi dau tu ha tang nha kho. .

Thir tw, chua chu trong té1 céac chién luoc
phat trién va cac muc tiéu dai han trong lap ké
hoach ngan sach. Quan diém chi coi trong hoat
d6ng quy mo va tan suit 16n chi cho thiy dinh
hudng bo hep. Ké hoach ngén sach phai co su
gan két lién hoan giita nhiéu giai doan va phu
hop véi chién luge, muc tiéu ting thoi ky.

Cubi cung, “gay ling phi” va “bat binh
dang” trong t6 chirc cac hoat dong. Cac hoat
dong tuy nho nhung thiét yéu trong tong thé
hoat dong san xuét kinh doanh bi coi nhe, sé
gdy ric roi cho ngudi thuc hién ké hoach do
khong duoc nhan dang trong ké hoach. Tap
trung vao cac hoat dong duoc “uu 4i” do mang
lai hiéu qua kinh té va chi kiém soat chi phi &
nhiing hang muc hoat dong chinh s€ gay lang
phi ¢ nhitng hoat dong nho hon.

3. Phwong phap 1ap ké hoach ngén sach
theo Co sé s6 Khong (ZBB)

Phuong phap ZBB dugc ap dung tir nhitng
nam 60 cua thé ky 20 tai mot s doanh nghiép
ciia Hoa Ky. Nhiing loi ich thu duogc tir kiém
soat cac chi phi, hoat dong lang phi ma phuong
phép ZBB dem lai, da gay dugc su chi y va
duoc nghién ciru, ap dung vao trong thyc tién.
Ong Peter Phyrr ¢ Texas di ap dung thanh
cong phuong phap ZBB vao 1ap ké hoach
ngan sach cho doanh nghiép cua minh, va
trinh bay nhiing két qua dat dwoc trén tap chi
kinh doanh Harvard ndi tiéng’. Chinh Tong
thong Jimmy Carter, lac d6 dang 1a Thong ddc
bang Georgia da lién hé v6i 6ng Peter dé giup
dd trong viéc ap dung phuong phap ZBB vao
xay dung ké hoach ngén sach nha nudc & bang

5 Lich str phuong phap ZBB - http://www.referenceforbusiness.com/management/Tr-Z/Zero-Based-Budgeting.

html
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Georgia. Hién nay, c6 rat nhiéu doanh nghiép
va qudc gia dang sir dung phuong phap ZBB
trong viéc 14p ké hoach ngan sache.

Phuong phap Ngan sach co sé s6 Khong’
(Zero Based Budget — ZBB) la mot ki thuat
thiét ké ngan sach hang nam cho mot don vi,
nham hoan thién quy trinh xay dung ké hoach
va kiém tra ké hoach ngan sach. Phuong phap
ZBB doi hoi nguoi xay dung ké hoach ngan
sach phai xac dinh trinh ty cdc muc tiéu ma
hoat dong don vi riéng 1é (gié tri gia ting) can
phai huéng toi, dong thoi 1a sy phan cong trach
nhiém, t6 chtic b may nhan luc trong to chiic
don vi dé hoan thanh nhiém vu. Trong quy
trinh 1ap ké hoach ngan sach theo phuong phap
ZBB, tt ca moi chi phi déu duoc mo xé ti mi.

Nén tang can ban trong xac dinh nhu cau
tai chinh theo phuwong phap ZBB la s Khéng.
Ngudi 1ap ké hoach sir dung ngan sach bat dau

Dong chay thir tw ldp ké hoach

KINH TE VA HOI NHAP

v6i “ngan sach bang khong” va phai dua ra can
ctr chimg minh sy can thiét phai phan bo ngan
sach cy thé cho ting ca nhan, by phan hay timg
hoat dong. ZBB 13 phuong phap 1ap ké hoach
ngan sach tir “to gidy trang” ddi véi tit ca cac
hoat dong chirc nang va céac thanh vién trong
t6 chirc bd may don vi. Phuong phap ZBB yéu
cau cac bo phan, thanh vién trong t6 chirc phai
xac dinh nhimg nhu cau thiét yéu va vat tur thiét
yéu nham xé4c dinh tri gi4 chi tiéu cho niam ké
hoach. Vi gia thiét rang don vi kinh doanh s&
khong con ton du ngudn lyc tai chinh nao trong
tat ca cac hoat dong, hay noi cach khac 1a 1ap
ké hoach tir sé Khong, phuong phéap ZBB s&
xac dinh tri gia chi tiéu (ngan sach hoat dong)
hiéu qua hon khi ngan séach chi tiéu dugc tiéu
dung hét (tat ca cac ngan sach sir dung phai
déu sir dung dé tao gia tri gia ting cho doanh
nghi¢p trong ky).

. Phong ban

* Hoat dong cu thé
* Ngan séch chi tiét

* Hoat dong chuyén trach

» Hoat dong cdt 16i
* Ngin sach tong thé

* Ngan sach khai quat

Ca nhan

%

Lanh dao

Dong chay thir tw phdn bé ngdn sdch I

T

Hinh 3: Khai quat dong chay lap ké hoach va trinh tu phan b ngin sach

(Nguon: Téc gia tw tong hop tir Gido trinh Ké todn cho nguwoi quan 1y)

¢ L& Thanh Cong, Tap chi Kinh té d6i ngoai s6 63 (trang 36- 37), 56 66 (trang 130-131).

7 Ké toan cho ngudi quan Iy — Chwong 17: Phuong phép 1ap ké hoach ngan sach co sé s6 Khong
http://ebooks.narotama.ac.id/files/Accounting%20for%20Managers/Chapter%2017%20%20%20Zero-
Base%20 Budgeting.pdf_(truy cap: 11:25, ngay 15/01/2015)
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Ngan sach ké hoach — Gia dinh nhu cau CP
phat sinh =0 (1.2)

Phuong phap ZBB yéu cau ngudi tong hop
ké hoach ngan sach phai ra soat lai nhu cau
phan bd tai chinh va trach nhiém chuyén mén
clia tat ca cac bo phén trong to chirc. Theo quy
trinh l1ap ké hoach hang nam, moi by phan, ca
nhan trong t6 chtrc déu phai xay dung lai nhu
cau tai chinh va du kién muc tiéu hoat dong
hudng téi. Diéu nay thyc sy ¢6 y nghia quan
trong ddi voi moi thanh vién trong td chuc
trong viéc xay dung hoat dong tuong lai cua
t6 chire. Cac thanh vién dugc bay to y kién
c4 nhan ctia minh vé “nhu ciu tai chinh theo
su phan cong nhi€ém vu” va “trach nhi€ém dam
nhan, thoi han thue hién nhiém vu”.

Uu diém cia phwong phap ZBB

Thit nhdt, giam thiéu nguy co boi chi. Do
ké hoach ngan sach phai trai qua viéc xem
xét O ca 3 giai doan, tir c4 nhan sir dung dén
vin phong, don vi str dung rdi cudi cing dén
Giam dbc diéu hanh; ddng thdi cac chi phi
dugc xem xét ti mi, nén kho c6 thé ké khai
khéng nhu cau chi phi va che ddu nhu cau
khong co thyc. Chinh vi kiém soat dugc cac
khoan chi nén cé thé loai bé nhiing chi phi
du thura.

Thir hai, sy dong thuan trong qua trinh
1ap ké hoach gitip trién khai thuan tién. Viéc

nhiéu c4 nhan, don vi phong ban tham gia
vao qua trinh lap ké hoach ngan sach sé& giup
nang cao nhén thuc cua cac thanh vién trong
to chirc bo may. Pong thoi ciing tao diéu
kién d& dang cho Giam dbc diéu hanh kiém
tra viéc thuc hién.

Thir ba, giam thoi gian 1ap ké hoach ngan
sach cia Giam d6c didu hanh. Giam dbc diéu
hanh chi cdn xem xét va danh gia cac ké hoach
ngan sach ¢ don vi cip dudi, dong thoi bo sung
nhitng ké hoach ngan sach cua riéng minh vao
ban ké hoach ngan sach tong hop. Nguoi giam
dbc diéu hanh vira st dung thong tin, s liéu
ctia hé théng ké toan quan tri va vira s dung
thong tin thu thap tir co so trong 1ap ké hoach
ngan sach.

Thuw tw, tao co hoi cho hoat dong mé rong
va san pham méi. Véi phuong phap lap ké
hoach ngéan sach truyén thong, rat kho khin
khi mudn theo dudi mot sang kién méi, sip ra
vO1 cac san phém hodc dich vu bd sung, vi nd
phai ¢ ging dé “danh duoc vi tri” trong ngan
sach hién c6. Pidu nay c6 nghia 1a ¥ tudng
nay s& phai chién diu v6i nhom loi ich ¢
hitu muébn duy tri su théng tri hoat dong. Voi
phuong phap ZBB, cac du 4n méi dugc dat
ngang hang véi cac du 4n cil va co thé canh
tranh dé tai tro trén co s& nhiéu hon hodc it
hon mét cach binh déng.

Bang 1: So sanh hai phwong phap ABC va ZBB

Sw khac biét

Phwong phap ABC

Phwong phap ZBB

(1) Cau hoi trong tdm

- Quy mé hoat dong va tan
suat 16n chirng nao?

- Tai sao lai chon chi phi nay dé
théa mén nhu cau hoat dong?

(2) fap trung vao - Thay dbi ting hodc giam | - Phan tich cac loi ich mang lai
) ) chi phi
(3)D0ngchaykéh0ach | - Tu trén xudng - bi ngang va tr dudi lén

(Nguon: Cam Merritt, 2013, Demand Media, Loi ich ciia phwong phdp ZBB)
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Nhugc diém ciia phwong phap ZBB:

Thir nhdt, nhiédu s6 liéu dugc sir dung dé lap
ké hoach ngan sach khong c6 can ct rd rang.
Céc ké hoach chi tiét do cac ca nhan hay bd
phan thyc hién phan 4nh “nhu cau hoat dong”
khong dua vao s liéu ké toan, ma chi dya vao
danh gia cua ca nhan, bg phan lap ké hoach.

Thir hai, tha tuc ruom ra. Quy trinh xét
duyét ké hoach ngan sach phai qua nhiéu céng
doan. Nguoi dig dau cac bd phan, nhém phai
hiéu 1o quy trinh xét duyét ké hoach, dugc dao
tao va hiéu biét vé quan 1y thi méi c6 thé sang
loc cac ké hoach tét hon. Nguoi dung dau bo
phan khi ddm nhan cong viéc danh gia, xét
duyét ké hoach can phai dugc dao tao va tuan
thu quy trinh.

Thir ba, chua gan két voi chién lugc dai
han ctia doanh nghiép. Viéc lap ké hoach
mang tinh tu phat, phan anh céc nhu cau roi
rac, cac hoat dong riéng biét. Giam dbc diéu
hanh phai diéu chinh ké hoach riéng ciia minh
theo ké hoach phan hdi tir c4 nhan, bd phan.

4. Thuc té ap dung phwong phap lip
ké hoach ngin siach ZBB ¢ cong ty TNHH
Minh Viét

Tai Cong ty Minh Viét, doanh nghiép gia
cong phan mém & TP HO Chi Minh, trude day

KINH TE VA HOI NHAP

Giam dbc diéu hanh truc tiép 1én ké hoach san
xudt cho 3 phong ban chuyén trich: Phong
bién dich, Phong thiét ké, Phong Tai vu. Giam
dbc diéu hanh can clr vao cac chirc ning phong
ban va s6 liéu ké toan quan trj dé xay dung ké
hoach ngan sach tong thé.

Theo phwong phap ABC, Giam déc diéu
hanh lgya chon phong Thiét ké 1am hoat dong
chu dao, va phan bd ngan sach tip trung cho
phong Thiét ké nhu: thiét bi hién dai, vt tu,
nhan lyc... Tuy nhién, viéc ap dung phuong
phap ABC da khién doanh sb cong ty ting
nhung lgi nhuan khong ting tuong ung®.
Vi vay, Giam doc diéu hanh da thay doi va
chuyén sang ap dung phuong phap ZBB.

* Nhitng ndi dung thay d6i co ban khi
chuyén sang phuong phap lap ké hoach ngan
sach ZBB:

Mot la thay doéi cdu tric nhdn su theo
hwong don vi hach toan kinh té tw chi va
gdn véi hiéu qua dau ra. Cu thé: Yéu cau
cac Phong ban phai t6 chirc lai thanh nhiing
nhom hoat dong, xac dinh muc tiéu doanh thu
va dy kién nhu cau ngan sach hoat dong. Sau
khi thoa thuan va thong nhat voi cac phong
ban, Giam ddc didu hanh di co céu lai to chuc
DN va chi con 3 phong kinh doanh dgc 1ap°.

8 Hoi thao quan tri Doanh nghi¢p. Ngudi trinh bay Nguyen Minh Viét, Giam ddc diéu hanh cong ty Minh Viét. Kinh
nghlem tir viéc 4p dung phuong phap ZBB vao viée 1ap ké hoach ngan sach tai cong ty Minh Viét.
..Sau nhiéu nam ap dung phuong phap ABC trong 1ap ké hoach ngan sach. Giam ddc diéu hanh nhan ra2 van dé:
(1) S6 heong nhan vién phong Thiet ke va chi phi dau tw cho phong Thiét ké tang nhanh, trong khi toc do ting
loi nhudn khong tuong ung voi 6 lrong nhan vién (mdc du so luong don hang van tang on dinh).
(2) Phat sinh mdu thudn gma cdc Phong ban vé danh gid hiéu sudt lam viéc. Cong viéc nhiéu hon, nhung thu

nhdp dwong nhw cove it di...

 Hoi thao quan tri Doanh nghiép. Nguoi trinh bay Nguyen Minh Viét, Giam dbc diéu hanh cong ty Minh Viét.
Klnh nghiém tr vige ap dung phuong phap ZBB vao viéc lap ké hoach ngén sach tai cong ty Minh Vigt.

Y lwong nhdn vién tuyén dung hang nam dwoc chinh cac phong ban lén ké hoach va trye tiép klem tra, xét
duyet tuyén dung. Trong té chire nhdn sw: mot s6 nhéan vién chinh thire b cdt giam (nhitng ky su cao cap khong
dap ng dugc chuyén mon, hodc khong hoan thanh nhiém vu, hodc khong chap thudn sy cat giam chi phl dau
tw), cac phong kinh doanh da chuyén sang ky hop dong gia cong voi Sinh vién (Hop dong thoi vu), thay vi tuyen
nhén vién méi (Hop dong dai han) cho nhiing don hang gap. Tham chl ¢6 nhdn vién chdp nhan lam thém gio
ma khong doi hoi tang lwong khi chi tiéu doanh sé chwa hoan thanh..
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S6 lwong nhan vién chinh thtc thay d6i tur
65 ngudi xudng con 57 ngudi (ndm 2011).
Doanh thu binh quén trén dau nguoi ting tir
muc 397tr/ngudi/nam sang 442tr/ngudi/nam
(tang gan 1,11 1an).

Hai la thay déi quy trinh ldp ké hoach va
bao cdo sur dung tai chinh, ngan quy. Gidm
d6c diéu hanh yéu cau mdi phong va nhém
chuyén trach déu phai 1ap ké hoach ngan sach.
Lanh dao céc phong, truong nhom lai yéu
cau nhan vién xay dung ké hoach ngan sach
chi tiét. Cac ké hoach ngan sach déu phai giai
trinh “nhu cau” va “chimg minh muc dich sie
dung” ngan sach cho hoat dong, nhiém vu ma
cad nhan, by phan d6 dam nhan. Céc loai chi
phi dugc sang loc chi tiét va danh gia murc do
str dung'®. Chi phi dién, dién thoai va thiét bi
binh quan trén ddu ngudi giam 0,89 1an (nim
2011 so v&i nam 2010) so véi murc tang binh
quan 1,12 1an (giai doan trudc nam 2010).

* Panh gia vi¢c thuc hién ké hoach ngan
sach tai cong ty Minh Viét trong ndm 2011:

Nhitng thay déi tich cue:

- Hi¢u qua kinh doanh: Ty suit loi nhuin
ctia doanh nghiép tang 1én dang ké. Trén co so
loi nhuan tang, thu nhdp nguoi lao dong ciing
tang lén. Céc trudng b phan chuyén trach tu
can dbi ngudn nhan lyc va ngudn tai chinh
thuong xuyén dé dam bao ning suat va hiéu
qua lao dong cao nhat.

- Loi ich cua ban than giam déc: Viéc 1ap
ké hoach ngan sach duong nhu don gian hon
nhiéu, boi cac bd phan, ca nhan da ty hiéu rd
nhiém vu va ké hoach hoat dong cua minh.
Dic biét 1 khi cubi nam, giam ddc vira phai di
thuc hién ddi ngoai va vira phai chuan bi bao
céo va lap ké hoach ngan sach doanh nghiép.
Cong viéc 1ap ké hoach tai chinh dugc giam
di dang ké ca vé thoi gian va khoi lugng cong
viéc. Theo 10i 6ng giam doc Minh Viét, thoi
gian 1ap ké hoach chi con lai khoang gan 1
tuan so vi mirc gan 1 thang trudc day. Giam
déc chi can tong hop so lidu cac phong ban va

Bang 2: Tong hop bo cio két qua hoat dong kinh doanh giai doan 2008 - 2011

Phwong phap ABC | Phuong phap ZBB
2008 | 2009 | 2010 2011

1. S6 nhdn vién 52 | 59 | 65 57

2. Thu nhdp binh qudn hang thang/nguoi 182 | 18,5 | 18,6 24,5

3. Doanh thu BQ trén ngueoi lao dong (tr dong) | 405 | 394 | 397 442

4. Chi phi BO trén nguoi lao dong (tr dong) 255 | 278 | 317 282

5. Loi nhudn hang nam (ty dong) 7,8 6,8 52 9,1

(Ngudn: Bdo cdo tong két viéc dp dung phirong phdp ZBB vao viéc ldp ké hoach ngdn sdch

tai cong ty Minh Viét)

10 Hoi thao quan tri Doanh nghiép. Nguoi trinh bay Nguy(:,n Minh Viét, Giam dbc diéu hanh cong ty Minh Viét.
Klnh nghiém tur viéc ap dung phuong phap ZBB vao viéc 1ap ké hoach ngén sach tai cong ty Minh Viét.

.. Noi dung trong cac ban ké hoach ngdn sdach cua cac phong, cac cd nhan ciing cd su thay déi lém. Triede day,

ngan sdach chi tiéu cho hoat dong chi hwdng vao hoat dong chinh la trang bi thiet bi tin hoc, tra lu’ong cho ky sw

cao cap..

, nén bé qua nhiéu khoan chi vun vit nhu: tién dién - diéu hoa, chi phi néi mang, chi phi cong tac, di

giao dzch Viéc xem xét cac khoan chi phl vun vt nhung thwong xuyén da lam thay doi co cau chi phi. Khodn
chi phi khdac giam tie hon 10 ty /nam xuong con khodng gan 7,6 ty/nam trong nam 2011 ..
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Bang 3: Tom tat nhitng thay déi trong qua trinh 1ap ké hoach ngén sach

tai cong ty Minh Viét
Khi ap dung phuwong Khi ap dung phwong phap
phap ABC 7BB
(1) Tham gia 14p k& hoach - Gigm déc - Cdc cd nhan, lanh dao cdc phong

ban va giam doc

(2) Tap trung danh gia, xem xét

- Cac hoat dong thiét ké

- Céc lgi ich va nhu cau ngan sach
cua don vi sir dung ngén sach

(3) Tac dong diéu chinh

- Chi phi hoat dong

- T6 chirc hoat dong va chi phi
hoat dong

(4) Anh hudéng cam nhan

hoach

- Poc doan trong 1ap ké

- Tuong d6i binh ding giita cac
thanh vién trong t6 chirc

(Ngudn: Bdo cdo tong két viéc dp dung phirong phdp ZBB vao viéc ldp ké hoach ngdn sdch

dbi chiéu can d6i tai chinh trén co sé bao cdo
ké hoach cac don vi.

- Trong mdi quan hé dong nghiép: cac
c4 nhan va phong ban hoat dong gin bo
va khong xay ra bat dong vé phan chia thu
nhdp. Mtrc thu nh@p nguoi lao dong duogc cai
thién dang ké (nam 2011 cao hon 1,3 lan so
v6i nam 2010), diéu nay da lam dong luc
thic day phong trao Kaizen (cai tién bd may
hoat dong) va t6 chic nguyén tic 5S & toan
doanh nghiép.

* Nhitng vueong mac moi nay sinh:

- Quy ché chi tiéu ndi bd chua thay doi kip
thoi. Quy trinh xét duyét chi tiéu linh hoat
khién mot sé quy ché don vi vé chi tiéu tro
nén vo gia tri. Chang han nhu chi tiép khach,
chi di cong tac nudc ngoai...

- Kiém soat trach nhiém con bat cap. Viéc
trao thém quyén ty chi tai chinh cho céc
truong bo phan gitp cho Giam dbc giam khoi
luong cong viéc xdy dung ké hoach, nhung
lai lam ting yéu cau giam sat cong viéc nham
tranh canh tranh khong lanh manh trong noi

tai cong ty Minh Viét)

bd don vi. Cac truong nhom (hoac trudng
bo phan) can thoi gian dé tap huin vé trach
nhiém va quyén han ciia c4 nhan nham tranh
xung dot loi ich trong don vi.

5. Két lun

Mdi phuong phap lap ké hoach ngan sach
déu c6 nhitng wu diém va nhuoc diém riéng.
Viéc van dung va lya chon cac phuong phap
1ap ké hoach vao hoat dong ctia doanh nghiép
tiy thudc vao kha ning kiém soat ctia ngudi
giam ddc diéu hanh, quy trinh thu thap thong
tin, chat luong thong tin va nhiéu yéu t6 khac.
Ap dung phuong phap ZBB vao viéc lap ké
hoach doi héi ¢6 sy chudn bi k¥ ludng. Céc
chu thé tham gia vao qua trinh lap ké hoach
can phai duoc diao tao, duoc phan cong
chuyén moén hop ly. C6 nhu vay, thi viéc ap
dung phuong phap ZBB mdi mang lai hi¢u
qua trong quan ly ngan sach. Trong tinh trang
khan hiém céc nguén luc, dac biét la nguén
tai chinh, viéc thiét lap ké hoach theo phuong
phap ZBB sé& gitip ngudi ding dau don vi ¢6
su chuén bi tot va d6i pho kip thoi v6i nhimg
thay d6i trong qua trinh thyc hién muyc tiéu
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va khong lam anh huodng téi nhiing muc
tiéu va hoat dong khac. Vi¢c tiép can nhiing
phuong phap 1ap ké hoach ngan sach hién dai
da gop phan giai quyét mot sé van dé “chura
hiéu qud” trong 1ap ké hoach ngan sach theo

ap dung tai cong ty Minh Viét. Cac doanh
nghiép Viét nam ciing nén manh dan thay doi
phuong phép 1ap ké hoach ngan sach nham

danh gia lai hoat dong cta to chirc va quan 1y

phuong phép truyén thong, qua minh chimg ngan sach hiéu qua hon.0
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