KE TOAN QUAN TRI CHI PHI HIEN PAI:
PHUONG PHAP CHI PHI MUC TIEU

Nguyén Thanh Huyén*, Nguyén Thu Hoai**

Bai viét cung cap mot cdi nhin toan dién vé phwong phdp chi phi muc tiéu, mot phiwong phép ké
todn quan tri chi phi hién dai dwoc dp dung phé bién tai cdc cong ty Nhdt Ban va My. Khai niém,
nguyén tdc, cong cu thuwe hién ciia phwong phdp nay dwoc tac gia hé thong lai dwa trén hwéng dan
thuee hién ciia IMA. Nghién ciru tinh huéng vé cong ty sdt thép Handan, Trung Quoc dwoc ding dé
minh hoa két qua thye tién trién khai. Cudi ciing, bai viét chi ra nhitng thdach thirc khi dp dung
phuwong phap chi phi muc tiéu trong doanh nghiép.

Tir khéa: Ké toan quan tri chi phi hién dai, quan tri chi phi, phuong phap chi phi myc tiéu

Trong mdi truong canh tranh toan ciu hién nay,
doanh nghiép mubn ton tai thi mot trong nhiing
chién luoc trong yéu 1a trién khai tt hoat dong quan
tri chi phi. Quan tri chi phi n6i chung va ké toan
quan tri chi phi noi riéng 1a cic hoat dong nhim
kiém soat chi phi san xuit san phdm va cung Gng
dich vu nham cung cap cac thong tin can thiét cho
nha quan tri trong viéc lap ké hoach va kiém soat chi
phi trong ca ngan han va dai han. M6t phuong phap
ké toan quan tri chi phi hién dai da duoc nhidu cong
ty trén thé gi6i ap dung va git hai duoc nhiéu thanh
cong la phuong phap chi phi muc tiéu (Target
costing).

1. Phuong phap chi phi muc tiéu (Target cost-
ing) la gi?

Phuong phap chi phi muc tiéu cung cip cho
chung ta mot goc nhin khac vé méi quan hé giira chi
phi va gia ban cua san pham. Phuong trinh chi phi
muc ti€u co ban la “Gia ban — Loi nhuén bién = Chi
phi”. Gia ban san pham duoc thiét 1ap boi ap luc
canh tranh cta thi truong va nd lyc cit giam chi phi
ctia doanh nghiép. Y tuéng ciia phuong phap chi phi
muc tiéu 13 gid ban s& quyét dinh chi phi san xuat,
va ¥ tudng nay sé co tac dong dén cach hanh xir cua
doanh nghiép trong hoat dong san xuét kinh doanh.
N6 1a chia khoa cho su tdn tai, phat trién va su thinh
vuong cua doanh nghiép trong moi trudong canh
tranh va lién tuc thay ddi.

Viéc ap dung mot céach triét d& va toan dién

phuong phéap nay phai ké dén céc cong ty hang dau
Nhat Ban nhu Toyota, Nissan, Nippondenso va
NEC. Céc cong ty nay duoc xem la vi du sinh dong
cua viéc ap dung thanh cong phuong phap chi phi
muc tiéu trong diéu kién moi truong kinh doanh
canh tranh khoc liét. San phdm cua cac cong ty nay
khong nhitng ¢6 chd dimg vimng chic & thi truong
ndi dia ma con chiém linh thi truong quéc té. Do
vay, nhiéu nha nghién ctru Nhat Ban nhu Monden,
Sukurai va Tanaka di tim hiéu bi quyét tai sao
phuong phap chi phi muc tiéu dem lai két qua dang
kinh ngac nhu vay. Sau do tiép tuc c6 thém mot sb
cong ty & Bic My nhu Chrysler va Cummins
Engine ciing bét dau hoc hoi cach thirc ngudi Nhat
trién khai phuong phép chi phi myc tiéu.

O My, manh nha y tudng vé cét giam chi phi san
xuit di dugc Henry Ford ap dung tir nim 1908.
Herry Ford phat trién day truyén san xuit 6 to véi
muc tiéu 1a ting san luong 6 t6 ban ra bang cach lién
tuc cat giam gia ban. Chiéc 6 t6 T Model ndi tiéng
ra doi nam 1908 véi gia 850 USD da lién tuc duoc
cit giam gia ban dén nim 1913 chi con dudi 500
USD. Bé lam duogc diéu do, van dé cét 16i ma Ford
phai giai quyét la cit giam chi phi san xuét. Y tuong
nay tiép tuc dugc cac cong ty khac ciia My ap dung
trong nhirmg ndm 1950 dén 1962 nhu Boeing, Cater-
pillar, John Deere va Northern Telecom.

Moi cong ty co cach ap dung phuong phép chi
phi muyc tiéu khac nhau nén phuong phap nay duoc
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dinh nghia theo nhiéu cach khac nhau tir rong dén
hep (IMA, 1994).

Robin Cooper (1992) dua ra dinh nghia; “Muc
dich cua phuong phap chi phi muc tiéu la xac dinh
chi phi san xuit ciia mot san pham cy thé ma khi dem
ban s€ tao ra dugc murc loi nhudn bién mong mudn”.

Theo Michiharu Sakurai (1989) “Phuong phap
chi phi myc tiéu dugc dinh nghia la mdt cong cu
quan tri chi phi nhdm cét giam tong chi phi san xut
ctia san pham trong sudt chu ky séng ctia né nho sy
h tro ciia cac bd phan san xuét, ché tao, nghién ctru
thiét ké, marketing va ké toan”.

Peter Horvath (1993) phat biéu: “ké hoach chi phi
toan dién, hoat dong quan tri chi phi va khai niém
kiém soat chi phi... dugc sir dung triét dé ngay tir
giai doan dau ciia qua trinh thiét ké san phim nhim
tac dong dén cau tric chi phi cta san pham véi
nhitng tinh ning dap Gng yéu cau thi truong.
Phuong phép chi phi muc tiéu 1a mét qua trinh phdi
hop cua tat ca cac bd phan chic ning trong doanh
nghiép hudng téi muc tiéu cat giam chi phi”.

Toém lai, phuong phap chi phi muyc ti€u dugc dinh
nghia 1a mdt qua trinh 1ap ké hoach, quan tri va cat
giam chi phi ngay tir giai doan thiét ké va phat trién
san pham trong diéu kién thi truong canh tranh do
d6 ma gia ban s& quyét dinh chi phi san xuat. Qua
trinh nay c6 lién quan dén tit ca cac bo phan chirc
nang trong cong ty (IMA, 1994).

2. Nguyén tic ap dung phwong phap chi phi
muc tiéu

Dé trién khai dugc phuong phap chi phi muc tiéu,
¢6 sau nguyén tic duge chi ra trong nghién ctru cua
Ansari va déng sy nam 1997, va IMA nam 1999:

Gia ban quyét dinh chi phi (Price-led costing):
Phuong phép chi phi muyc tiéu thiét 1ap hé thong chi
phi muc tiéu bang cach 1dy muc gia canh tranh trén
thi truong trir di (-) phan loi nhuan bién muc tiéu.

Tap trung vao khach hang (Focus on customer):
Tiéng néi cua khach hang l1a t6i thuong trong
phuong phap chi phi muc tiéu. Didu nay hién dién
lién tuc va xuyén sudt trong qua trinh san xut.

Tap trung vao thiét ké (Focus on design): Hé
thong chi phi muc tiéu xem qua trinh thiét ké san
pham 14 qua trinh trong tam trong hoat déng quan tri
chi phi. Céac k¥ su dugc khuyén khich dénh gia anh
huéng ciia cong nghé va qua trinh thiét ké dén chi
phi san pham.

Xem x€t su tuong tac gitta cac b phan chiic nang
(Cross-functional involvement): Phuong phap chi
phi muc tiéu xem xét sy twong tac gitra san pham dy
kién dua ra thi truong voi doi ngii lao dong (k¥ su
thiét ké, cong nhan trong day truyén, nhan vién ban
hang, marketing, thu mua nguyén vat liéu, ké toan
chi phi, nhan vién dich vy va hd tro) dé dat muc tiéu
chi phi.

Dinh huéng theo vong doi san pham (Life-cycle
orientation): Phuong phap chi phi muc tiéu danh gia
chi phi cho toan bo vong doi cua san pham tir gia
mua, chi phi hoat dong, duy tu, bdo dudng, va chi
phi phéan phéi.

Su twong tac trong chudi gia tri (Value- chain
involvement): Phuong phap chi phi muc tiéu lién
quan dén tat ca cac thanh vién trong chudi gia tri tir
nha cung cip dén nha phan phdi.

3. Cong cu thuc hién phuwong phap chi phi muc tiéu

Nhu da dé cap, viéc thyc hién phuong phap chi
phi myc tiéu khong thyc hién don 1¢ & phong thiét
ké hay trén ddy truyén san xuat ma né 1a t6 hop cac
bién phap cit giam chi phi ngay tir khi nghién ctru
thi truong dé dinh hinh ra san pham dén khi dua san
pham vao san xuit hang loat. Do vay, cac cong cu
thyc hién phai dong bo va c6 mdi lién két chit chd
v6i nhau. Theo IMA (1999), c6 8 cong cu dé thuc
hién phuong phéap chi phi muc tiéu la:

Danh gia thi truong (Market Assessment tools):
gém cac cudc diéu tra vé khach hang hién tai hoac
khach hang tiém ning, chia nhém va phong van
khach hang vé diém thich hodc khong thich ddi véi
san pham cua cong ty.

Phan tich nganh san xuat va phén tich canh tranh
(Industry and competitive analysis).

Lat lai qua trinh ché tao (Reverse engineering):
quay lai phan tich chi tiét qua trinh ché tao sau khi
md xé san phém ctia ddi thu canh tranh (thiét Kké,
nguyén li¢u, qui trinh san xuét, chét lugng, thude
tinh san phdm va chi phi).

Lap ké hoach va phan tich tai chinh (Financial
planning and analysis)

Phan tich chi phi san phdm (Product cost
analysis): Mot s6 cong ty My st dung phuong phap
ABC/ABM (Activity-based costing/ Activity-based
management) con cac cong ty cua Nhat lai thuong
chon phuong phép JIT (Just-in-time)

Bang chi phi (Cost table): Cac cong ty Nhat Ban su

86 diic bigt thang 12/2013

33 Kinh té<Phit trién




dung phd bién bang chi phi véi co so dir liéu vé chi
phi dua trén rat nhiéu bién sb ctia qua trinh san xuét.
Céc cong ty cia My lai khong dung cong cu nay.

Panh gia qué trinh ché tao (Value Engineering):
Viéc danh gia nay bat dau tir nhu cau cta khach
hang, két ndi nhu cau nay véi qua trinh thiét ké, ché
tao, san xut dat trong diéu kién dich vy, chat lugng,
tdc d6 va chi phi cu thé. Y tudng cua cong cu nay 1a
moi chi phi tir khau nghién ctru, phat trién, san xuat
va tham chi cac chi phi phat sinh sau san xuat (vi du
chi phi hdu méi) déu phai dwoc tong hop lai va xem
xét danh gia dong thoi.

Trién khai chirc ning chat lugng (Quality func-
tion deployment): Day 1a khai niém ma céac cong ty
Nhat Ban dung nhiéu hon cac cong ty My. N6 dé
cap dén mot cap d6 phan tich rit phurc tap bao gom
nhu cu cua khach hang, dac diém san phém, tinh
nang k¥ thuat va chi phi. Qué trinh nay duoc thuc
hién tir viéc chuyén héa yéu cdu cua khach hang
thanh dicdiém/tinh ning cua san phdm cubi cing
mot cach co hé théng. Viéc trién khai nay dugc thuc
hién tr cac bd phan chirc nang dén toan bod qua trinh
san xuat.

4. Bai hoc tir cong ty sat thép Handan (Hisc),
Trung Quéc

Phuong phép chi phi muc tiéu duoc ap dung phd
bién & My va Nhat Ban. Pidu dé nhan thdy la
phuong phap chi phi muyc tiéu dugc ap dung voi ty
1¢ cao hon & nganh cong nghiép lip rap, dic biét 1a
nganh co khi, di¢n, dién tr va thiét bi van tai (Carr
and Ng (1995), R.Cooper et al. (1992), Fisher
(1995), Kato et al. (1995), Boer (1999), Dutton
(1996), Horvath (1998)). Cac cong ty cia Nhat va
My déu la nhitng cong ty c6 qui md 16n, hoat dong
quén tri doanh nghiép da di vao né nép 6n dinh. Do
vay, viéc ap dung phuong phap chi phi muc tiéu tai
cac cong ty nay c6 nhiéu thuan loi. Tuy nhién, véi
diéu kién nén kinh té dang chuyén ddi & cac nudc
dang phat trién thi viéc 4p dung phuong phap chi
phi muyc tiéu c6 phtt hop hay khong? Lin va dong su
(2005) da thuc hién nghién ciru vé viée trién khai
thanh cong phuong phap chi phi nay tai cong ty sit
thép Handan, Trung Qudc.

Cong ty sat thép Handan (HISC) 1a mot trong 6
100 doanh nghiép nha nudc hang dau tai Trung
Quéc. Cong ty dugc thanh 1ap nam 1958, linh vyc
san xudt chinh 1a sat, thép va cac san pham co khi
ché tao. Trong giai doan trudc nim 1989, cong ty

hoat dong trong nén kinh té ké hoach, huéng nhiéu
wu dii ciia chinh pht nén quy mé cong ty rat 16n véi
gf?ln 30.000 lao dong, loi nhuan 12 tri¢gu USD
(1987). Giai doan sau nim 1989, Trung Qudc thuc
hién cat giam hang rao thué quan khi hdi nhap sau
hon v&i nén kinh té thé giéi, néi long qui dinh han
ché nhap khau san pham thép khién cho nguoi tiéu
dung chuyén sang ding thép nhap khau véi gia ca
hop 1y va chat lugng vuot trdi so v4i san pham trong
nudc. Trong khi d6, van voi cach diéu hanh cii,
HISC dung trude bo vuc pha san.

Sau nhiéu thang tranh luén, dau nam 1991, céc
nha quan tri cép cao ctia HISC quyét dinh ap dung
phuong phap chi phi muc tiéu v6i mong mudn thiét
lap mot “thi trwong thuc su” trong cong ty. Viéc
trién khai phuong phap quan tri chi phi méi nay da
thay d6i vé chit toan bo hoat dong trong cong ty.

HISC di dwa ra mot s nguyén tic co ban khi
thuc hién cudc cai cach:

Tang cudng san xuat nhimng san phim mang lai
loi nhuén, cat giam dan hodc ngimg san xut nhiing
san pham khong mang lai loi nhuan.

He¢ thong luong thuong duge thiét ké lai dé dam
bao rang ting ngudi lao dong ¢ timg vi tri phai co
trach nhiém cit giam chi phi san xuat ciing nhu chi
phi quan ly.

Hé thong cac bién phap khuyén khich hodc xur
phat d6i v&i nha quan tri cac cap duoc thiét ké lai dé
xtr 1y nhitng hanh vi khong tuan thi viéc cit giam
chi phi hodc khéng dat dugc muc tiéu chi phi.

K& hoach cat giam chi phi hang thang/nam dugc
ky két rd rang gitra cac CEO v&i cac nha quén tri
timg cp, trach nhiém ciing nhu khoan thuong duoc
ghi 13 trong ké hoach nay.

Hé thong danh gia két qua thuc hién viée cat giam chi
phi dugc xay dung, hoat dong doc lap va thuodng xuyén.

Hiéu qua cua qua trinh cai cach nay ngay lap tuc
dugc chimg minh. Néu nhu loi nhuan ciia cong ty
trude nam 1990 1a 12.091USD/nam thi nam 1990 la
121.000 USD, nam 1991 13 6 triéu USD va dén nim
2002 la 64 tri¢u USD.

Néu so sanh truong hop cua HISC véi céac
nguyén tic va cong cu ctia phuong phap chi phi muc
tiéu da duoc IMA xay dung, ta c6 thé thay nhiing
diém khéc biét sau ¢ HISC:

- Triét dé ap dung phuong phép “phan tich chi phi
nguoc - backwards cost analysis”. Phuong phap nay
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Bang 1: S6 liéu cit giam chi phi va lgi nhuin cia HISC trong giai doan 1991-1995

Chi tiéu 1991 1992 1993 1994 1995
Ty 18 cét giam chi phi (%) so véi nim truée 6,36 4,83 -6,13 -8,90 -1,00
Loi nhuan (triéu USD) 6,04 17,95 5422 93,98 8542

Nguon: Lin va cong swe (2005, trang 39)

moé x¢ chi phi tir giai doan cudi cung 13 van chuyén
san pham di tiéu thu nguoc 1én giai doan dau tién 1a
thu mua nguyén vat li¢u. Thém vao do, cong ty
thong bao gia thi truong cia san pham dén timg
ngudi lao dong. Cong ty cong khai muc tiéu, chién
luoc, va chi 6 diém yéu ciia timg giai doan san xuét.

- St dung ca co s¢ dir liéu bén ngoai va ndi bo dé
xdy dung hé théng dinh muc chi phi theo dinh
hudng thi trudng cho cac bd phan, day truyén, phan
xudng san xuét; cho san phim va ban san pham.

- Lién két hé¢ thong danh gia két qua “Thudng-
Phat” rat rd rang cho hoat dong san xuét, quan Iy
chét luong san phérn, tiéu hao nguyén vat liéu, chi
phi, muc lgi nhuédn ndi bd voi bo tieu chuén chi phi.

- Thiét 1ap hop dong khen thuéng hang nim giira
cac cap quan tri tir CEO dén lanh dao nha may, phan
Xuong.

5. Cic thach thire doi véi cong tac quan tri khi
ap dung phwong phap chi phi muc tiéu

Viéc trién khai phuong phéap chi phi muyc tiéu s&
gap rat nhiéu kho khan, dic biét 1a voi nhiing cong
ty trudc day chua thuc hién hoat dong ké toan quan
tri chi phi mét cach bai ban. Do vay, nhiing cong ty
dang can nhéc viéc c6 trién khai phuong phép chi
phi muc tiéu trong hoat dong quan tri hay khong thi
can phai xem xét dén mot s thach thirc sau déy:

Van dé vé nhan thirc: nhiu cong ty phai thay d6i
co ban cach tiép can vé chi phi va gia ban san pham.
Ho chuyén tir cach tiép can “chi phi tang- gia ting”
sang cach tiép can “gia giam- chi phi giam”. Nhiéu
nha quan tri van danh gia két qua tai chinh theo cach
tiép can thtr nhat. Do vay, dé ap dung phuong phap
chi phi muc tiéu, cach tu duy “gia giam- chi phi
giam” phai dugc truyén tai dén timg cip quan trj
trong cong ty. Phuong phap chi phi muc tiéu la cong
cu ké toan quan tri co ban dé dwong dau véi ap luc
mdi truong kinh doanh 1 gid ban san pham giam
dan. Cac cong ty Nhat Ban la cac cong ty di dau
trong cach tiép can nay. Ngay cang nhiéu cac cong

ty khac ap dung phuong phéap nay khi ho nhan thuc
dugc ap luc cua gia 1én chi phi.

Su ting ho cua cac nha quan tri cap cao: ap dung
phwong phap chi phi muc tiéu 14 su thay déi rat 16n
trong van héa kinh doanh ctia doanh nghiép. Xuét
phat tr nhan thac 1a thi truong s€ xac lap gia, cac
nha quan tri khong thé ting gia mot cach tuy .
Tham chi, nha quan tri phai dat gia thdp hon, dic
biét trong trudng hop mudn ting thi phan. Do vay,
thay vi tac dong vao gia, nha quan tri s€ phai tac
dong vao viéc str dung nguén luc dé dat muc tiéu.

Su tuong tac gilra cac bd phan chuc nang: viéc
cat giam chi phi khong thé thuc hién don 1& & mot
bd phan. Muc tiéu cit giam chi phi phai dugc quan
triét cho toan b cong ty nham thiét 1ap mdi lién hé
chit ch& gitra cac bd phan chic ning tir khau thiét
ké, ché tao san phém, dén khau cung ung vat liéu,
san xuét, ké toan, phan phdi va dich vu sau ban
hang...

6. Két luan

Trai qua qua trinh 4p dung vao thyc tién & cac
nude phat trién nhu My, Nhat Ban va cac nude dang
phat trién nhu Trung Qudc, phuwong phap chi phi
muc ti€u da ching t6 dugc tac dung to 16m ctia minh
trong viéc cit giam chi phi, giup doanh nghiép phat
trién bén ving trong thi truong canh tranh ngay mot
khéc liét. Dic biét, trong diéu kién nén kinh té suy
thoai nhu hién nay, viéc cit giam chi phi cang c6 ¥
nghia gitp doanh nghiép ton tai va tham chi mo
rong thi phﬁn. Tuy nhién, tai Viét Nam van chua c6
nghién ctru mot cach c6 hé thong nao vé viée ap
dung phuong phap chi phi muc ti€u trong cac doanh
nghiép. Vi viy, tuy c¢6 nhiéu uu viét nhung con it
nha quan tri biét dén phuong phap nay. Nhan thirc
dugc vai tro va tac dung cua phuong phap chi phi
muc tiéu, thong qua bai bao nay, tac gia mong mudn
gidi thiéu no dén ban doc voi hi vong no co thé 1a
mot goi ¥ hitu ich cho chién luoc kinh doanh trong
twong lai cuia cac doanh nghiép.(J
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Morden cost management accounting: target costing method
Abstract:

This article provides the comprehensive view of target costing, a modern method which has commonly been
applied in Japanese and American businesses. The methods concepts, principles and tools are system-
atized under the guidelines of IMA. The case study of Handan Corporation, a Chinese manufacturing com-
pany operating in iron and steel industry, is provided as the illustration. The paper also presents challenges
of applying target costing method in reality.
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