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Tém tit:

Poi véi cac doanh nghiép san xudt, tim ra két cau san pham t6i wu c6 y nghia vo ciing quan trong.
Két cdu san pham t6i wu sé gitip doanh nghiép han ché sw lang phi nguon lwc, giam heong hang
liew kho va gia tang néng sudt ciing nhw loi nhudn, tiv d6 g6p phan cdi thién kha ning canh tranh.
Chinh vi vay, nhiéu nha khoa hoc da thuc hién cdc nghién cuu lién quan dén viéc xdc dinh két cau
san phcfm 16 wu tai cac don vi san xudt dwa trén triét ly TOC. Tuy nhién, hién nay van chia ¢é6 mot
nghién ciru ndo dé cap dén viéc van dung triét Iy TOC dé xdc dinh két cdu san pham t6i wu & cdc
doanh nghiép hoat dong trong nganh may mdc hodc cdc nganh san xudt twong tw. Do do, bai viét
nay dwoc thiee hién nham dem dén goi y cho cdc nha quan 1y doanh nghiép trong nganh may va
cdc nganh sdan xudt tiong tw cach thire va cdc gidi phdp dé cé thé van dung thanh céng triét Iy TOC
vdo cong tac xdc dinh két cdu san pham téi wu; dong thoi cho thdy tic dung ciia triét Iy nay doi
voi hiéu qua hoat dong kinh doanh cua doanh nghiép.

Tir khoa: Cong ty May, két ciu san pham tbi wu, triét Iy TOC.

Applying TOC for determining the optimal product mix in production enterprises: A case
study at Khanh Hoa Garment Joint Stock company

Abstract:

For production enterprises, identifying the optimal product mix plays an important role. The opti-
mal product mix allows companies to limit the waste of resources, reduce inventories and increase
productivity as well as profit. Based on this, competitive capacity is enhanced. For this reason, a
number of researchers have conducted studies to determine the optimal product mix in production
firms under the TOC philosophy. However, there seems to have no research applying TOC for deter-
mining the optimal product mix in the garment firms or in the similar industry. This paper aims to
provide some managerial implications for sucessful application of TOC in determining the optimal
product mix.

Keywords: Garment company, optimal product mix, TOC philosophy.

1. Pit vin dé

Ngay nay, nén kinh té toan cau phat trién nhanh
va nhiéu bién ddi budc cac doanh nghiép phai d6i
mit v6i su canh tranh khdc liét, su da dang, phuc
tap cua san pham va thi truong. Piéu nay la thach
thirc cling nhu dong lyc thic day cac doanh nghiép
phai ludn ning dong va khong ngimg tién b nham

tim cho minh con duong riéng dé thanh coéng va
phat trién. Do 1a con dudng tao ra gia tri cho khach
hang, cho chinh doanh nghiép, va moi con duong
déu hudng dén muc tiéu cudi cing 1a lgi nhuén.
Thém vao d6, sy can kiét va khan hiém tai
nguyén thién nhién, ngudn nhan lyc, khong gian,
thoi gian, von va ca nhu cau thi truong da day cac
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doanh nghiép vao nhiéu thach thic. Cac doanh
nghi¢p trong qua trinh hoat dong kinh doanh ludn
phai d6i mat v6i van dé gidi han vé ngudn luc va
khong thé gia ting duoc cac ngudn luc nay ngay
trong ngan han. Vi vy, vin dé dit ra 13, trong ngin
han, doanh nghiép phai biét khai thac va sir dung
cac ngudn lyuc sao cho c6 hiéu qua nhat dé nang cao
kha nang cung mg nhim dat dwoc nhitng muyc tiéu
deé ra.

bdi véi cac don Vi san xuét, dé c6 thé khai théc,
st dung cac nguf‘m luc mot cach co hi€u qua trong
didu kién bi gi6i han thi quyét dinh vé két cdu san
pham déng vai tro then chdt. Doanh nghiép can phai
dua ra quyét dinh san xuat nhimg san pham gi, moi
san pham bao nhiéu mot cach phu hop thi méi co
thé tan dung ti da nang lyc hién cd ctia minh déng
thoi dap tmg ding, dii nhu cau ciia thi truong dé dat
duogc loi nhuan cao nhit. Pay la mdt bai toan phirc
tap, nhat 1a trong giai doan hién nay khi cac loai san
pham san xuat cua doanh nghiép ngay cang da dang.
Ly thuyét vé cac ngudn luc bi gidi han (Theory of
Constraints — TOC) 1a mdt trong nhiing cong cu tbt
nhat giup doanh nghiép c6 thé giai dugc bai toan do.

Xuat phat tir thuc tién néu trén, bai viét duoc thuc
hién véi muc dich di sdu tim hiéu vé triét Iy TOC,
cach thirc van dung triét 1y nay dé xac dinh két cau
san pham t6i vu va mo phong cach thic van dung
triét 1y nay vao thuc tién tai Cong ty c6 phan May
Khanh Hoa, dong thoi chimg minh tic dung ctia no

v6i hiéu qua hoat dong kinh doanh tai doanh nghiép.
Hy vong bai viét s& mang lai mot goi y t6t cho cac
nha quan 1y dé nang cao ning lyc canh tranh, cai
thién hiéu qua hoat dong ciia doanh nghiép trong bdi
canh kho khén hién nay.

2. Téng quan vé mé hinh TOC

TOC (Theory of Constraints) 1a 1y thuyét vé cac
nguén luc bi gidi han dugc dua ra boi Eliyahu Gol-
dratt vao gilta nhitng nam 1980. Pay la mét ly
thuyét toi vu hoa két qua hoat dong, duoc xay dung
dua trén triét Iy 1a moi doanh nghiép déu c6 it nhat
mot nguén lyc bi gidi han 1am céan tré doanh nghiép
khong thé gia ting két qua hoat dong kinh doanh
ctia minh. Muén cai thién két qua hoat dong dé dat
duoc muc tiéu dé ra, doanh nghiép phai bat dau tir
viéc tim ra duogc nguén luc dang bi tic nghén va tim
cach khai thac, sit dung né mdt cach hi¢u qua nhét.
Diém tic nghén nay c6 thé 1a cac ngudn lyc tir bén
trong doanh nghi¢p nhu vat li¢u, gio cong, gio
may... hodc c6 thé 1a cac ngudn luc tir bén ngoai
nhu nhu ciu thi truong, cac chinh sach do chinh phu
quy dinh... Mdi loai nguén luc khac nhau s& doi hoi
phai ¢6 cach xir 1y khac nhau dé dat dugc hiéu qua
mong mudn (Nguyén Phong Nguyén, 2005).

TOC dé xuat mot qua trinh cai tién lién tyc khong
¢6 diém ding bao gdm 5 budc trong tim duoc mod
ta trong hinh 1.

Buoc 1, xac dinh cac ngué‘n lwc bi gioi han trong
doanh nghiép. Doanh nghiép can phai tim ra nhiing

Hinh 1: Nim buéc trong tim ciia qua trinh cai tién lién tuc

(1) Xac dinh cac
nguodn lyc bi gisi
han trong doanh
/ nghiép \
(5) Tré lai bude (2) Quyét dinh
ban dau dé xac céch thirc khai
dinh va cai tién théc cac nguén
nguon lyc bi gidi luc bi gioi han da
han maoi xac dinh
(4) M6 rong cong (3) Diéu chinh
suat cua nguon cac nguon luc
lyc bi giéi han da khac dé ho trg
xac dinh néu van cho nhirng quyet
con han ché dinh da chon

. ;
Nguon: Goldratt & Cox (1992, 465)
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ngudn lyc dang 1am can tré doanh nghiép khong thé
gia ting két qua hoat dong ctia minh, gdy anh hudng
dén toan bo hoat dong cua td churc va tao ra su tic
nghén trong hé thdng; tir d6, tap trung dau tu dé co
thé gia ting tinh hiéu qua ctia nhitng ngudn luc nay.

Buéc 2, quyét dinh cdach thirc khai thdc cdc
nguén lyc bi gioi han da xac dinh. Sau khi da xac
dinh duoc cac nguén luc bi gidi han, doanh nghiép
can tim cach tdi da hoa két qua hoat dong cua hé
théng trén mot don vi nguén lgc bi gidi han st
dung.

Buée 3, diéu chinh cac nguén luc khac dé hé tro
cho nhitng quyét dinh da chon. Moi ngudn luc khac
trong doanh nghiép can phai duoc diéu chinh dé hd
trg cho viéc tdi da hoa hiéu qua hoat dong cua cac
ngudn lyc bi gidi han ngay ca khi diéu nay dong
nghia v6i viéc 1am giam ning suat hoat dong cua
cac bo phan khac trong doanh nghiép.

Bueéc 4, mé rong cong sudt ciia nguon luc bi giGi
han di xdc dinh néu van con han ché. Néu ngay ca
khi doanh nghiép da thuc hién hét cac bién phap dé
gia ting cong suit & budc 2 va ca nhimg diéu chinh
cac ngudn luc khac dé hd tro & bude 3 nhung van
chwa khéc phuc dugc ngudn luc bi gidi han thi can
thué hodc mua thém cac ngudn lyc nay.

Bude 5, tré lai bude ban dau dé xdc dinh va cai
tién ngu(;n lwc bi gioi han mdi. Sau khi thuc hi¢n 4
budc trén, ngudn lyc bi gidi han sé duoc giai phong,
cac nguén lyc khac cling s€ duoc tan dung do diém
téc nghén ¢ cong doan cod nguén luc bi giéi han da
duoc thio go, din dén két qua hoat dong cua toan
doanh nghiép s& gia ting. Tang dén mot mirc nao
do, doanh nghiép s€ lai gap phai mdt hoac mot vai
nguén lyc bi gidi han moi. Khi d6, doanh nghiép lai
quay tr& lai bude ban dau dé tim cach xac dinh va
cai tién cac nguén lyc bi gidi han moi.

Triét ly TOC ¢o thé van dung dugc vao nhiéu loai
hoat dong khac nhau nhu ké toén, 1ap ké hoach san
xuit, quan tri chat luong, do luong két qua hoat
dong... trong moi doanh nghiép thudc nhiéu linh
vuc khac nhau nhu san xuét, dich vu, quéan sy, y té,
giao duc. Trong do, viéc nghién ctru van dung TOC
dé xac dinh két ciu san phérn tdi wu tai cac don vi
san xuat 14 mot trong nhimng d¢ tai thu hit nhidu sy
quan tdm cua cac nha nghién ctru va cac nha quan
tri trén thé gidi nhat.

Tai Viét Nam, nghién ctru dang ké nhat co thé ké
dén 1a nghién ctru cua Nguyén Phong Nguyén

(2005). Trong nghién ciru cia minh, Nguyén Phong
Nguyén (2005) da dua ra y tuong va cac giai phap
dé c6 thé van dung két hop gitta mo hinh ABC va
TOC trong viéc xac dinh két cAu san phélm t1 wu tai
cac doanh nghiép san xuit & Viét Nam.

Trén thé gidi, co kha nhiéu hoc gia da thyc hién
cac nghién ctru lién quan dén viéc van dung triét Iy
TOC viao cong tac xac dinh két cau san pham ti uu
nhu Jaydeep Balakrishnan (2003) di tién hanh so
sanh cach xac dinh két cdu san phdm tdi vu dua trén
hé s thong luong trén mot don vi ngudn luc bi gidi
han st dung voi cach xac dinh dua trén mo hinh hoi
quy tuyén tinh trong trudng hop c6 nhiéu ngudn luc
bi gidi han va dua ra két luan mé hinh hdi quy tuyén
tinh 13 cong cu hd tro hitu ich cho 1y thuyét TOC.
Senichev & cong sy (2006) xdy dung cac budc dé
xac dinh két cdu san pham t6i wu dua trén triét ly
cua TOC. Julie Lockhart & Audrey Taylor (2007)
thuc hién so sanh hiéu qua gitta 2 md hinh ABC va
TOC trong viéc xac dinh két cAu san phém toi wu va
dua ra két ludn moé hinh TOC dem lai két qua tot
hon. Matai Rajesh (2014) dé xu4t mé hinh hoi quy
tuyén tinh sé nguyén dé xac dinh két ciu san phdm
t6i uu trong truong hop c¢6 nhidu ngudn luc bi gidi
han. Ngoai ra, Spoede & cong sy (1994), Poniman
Tioanda & cdng sy (1999), Blocher & cong su
(2005) da dua ra y tuong va xay dung mot mo hinh
két hop ABC va TOC dé phuc vu cho viéc tim ra két
céu san pham t6i wu. Pong quan diém nay, Clayton
Kuma (2013) ciing cho rang viéc két hop ABC va
TOC sé gitp doanh nghiép cai thién hi€u qua cua
quyét dinh vé két cdu san pham. Tuy nhién,
Sridharan va cong su (2009) cho réng viéc lua chon
md hinh ABC, TOC hay ABC két hop TOC dé xac
dinh két cu san phém tdi wu phu thudc vao dac
diém quy trinh san xudt san phdm cta doanh nghiép
va tinh chit cua loai ngu@)n lyc gioi han ma doanh
nghiép dang gip phai. Két qua nghién ctru nay duoc
Sridharan thé hién bang ma trdn 2*2; theo d6, dbi
v6i nhirg doanh nghiép san xuét cac loai san pham
khong doi hoi cac loai may moc riéng biét hay cong
nhan c6 tay nghé bac cao thi mé hinh TOC 1a cong
cu hiru ich hon ca; con dbi véi nhitng doanh nghiép
san xut cac loai san pham st dung timg loai may
moc riéng biét va timng nhom cong nhan cé tay nghé
riéng thi nén str dung mé hinh ABC hodc ABC két
hop TOC.

Mic du c6 nhiéu nghién ctru vé& viéc van dung
triét Iy TOC vao cong tac xac dinh két cau san pham
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t6i uu da dugc thuc hién tai Viét Nam va trén thé
gidi nhung theo tim hiéu cia ban than tac gia thi
hién nay van chua c6 tac gia ndo thyuc hién mot cong
trinh nghién ctru hoan chinh vé viéc van dung triét
Iy TOC dé xac dinh két cdu san pham t6i wu & cac
doanh nghiép hoat dong trong nganh may mac hoac
cac nganh san xuét c6 dic diém tuong tu nganh
may. Vi vdy, nghién ctru ctia tac gia s& cho thdy mot
hudng van dung khac cua triét Iy TOC trong viéc
xéac dinh két cAu san phém tdi wu tai cac don vi san
xuét. Cach thirc van dung TOC dé xac dinh két cau
san pham t6i uu trong thuc té, ciing nhu nhiing loi
ich thiét thuyc ddi voi doanh nghiép s& dugc minh
hoa bang vi du trién khai tai Cong ty c6 phan May
Khanh Hoa

3. Ung dung triét Iy TOC dé xac dinh két ciu
san phiam tdi wu tai Cong ty c6 phin may Khanh
Hoa

Cong ty co phan May Khanh Hoa la don vi
chuyén nhan gia cong hang may mac cho cac khach
hang & nhiing thi truong phét trién nhu My va EU.
Qua trinh san Xuét san phém duoc thuc hién theo
don dit hang, ngudn nguyén vat liéu chinh do khach
hang cung cép hodc chi dinh nha cung cap dé doanh
nghiép tién hanh nhap khau. Quy trinh cong nghé
san xuét san phém tai don vi méi chi dung lai & mirc
d6 ban tu dong va con phai str dung nhiéu cong nhan
so voi quy trinh san xut & cac nude phat trién nhu
Nhat Ban, Han Qubc, My va EU. S6 lugng cac don
dat hang gia cong do khach hang gtri sang hién luén
& trong tinh trang qué tai so véi kha ning san xut
cua doanh nghié€p do su han ché vé ngu(")n nhan luc
cling nhu cong sudt ciia mot sd loai may moc
chuyén dung.

Hién tai, két cAu san phém san xuét tai Cong ty )
phﬁn May Khanh Hoa duoc xac dinh hoan toan dya
trén kinh nghiém cia cac nhan vién trong bo phan
xuét nhap khau thuoc phong ké hoach tai cong ty
chtr khong dua trén viéc ap dung mot moé hinh toan
hoc hay phuong thirc quan tri san xudt nao. Viéc lua
chon gia cong nhitng san phiam nao duoc thuc hién
trén co s danh gia yéu cau k¥ thuat ciia san pham
voi trinh d6 san xuét tai don vi va dua trén kinh
nghiém vé thoi gian san xuat cta nhimg san pham
turong tu ma trude diy cong ty da nhan gia cong dé
udce tinh kha nang dap tung thoi gian giao hang voéi
khach hang, két hop vé&i viéc so sanh don gia gia
cong giita cac don dit hang. Con sb lugng timg loai
san pham nhan gia cong thi phu thudc vao viéc danh

gi4 nang lyc san xuét tai don vi ctia cac nhan vién
phong ké hoach va két qua giao dich, dam phan véi
khach hang.

V6i cach xac dinh két cdu san pham nhu vay dan
dén viéc cong ty khong thé du tinh hét dwoc nhu cau
méay moéc thiét bi can ding cho qué trinh san xuat
san pham nén hau nhu luén phai thué ngoai. Thém
vao do, véi cach xac dinh két cau san pham khong
dua trén viéc tinh toan nhu cau may moc thiét bi ma
chi dua trén cac don dat hang cta khach hang nén
cling lam cho doanh nghi¢p khong tdn dung dugc
hét cong sut cua cac nguén luc san xuét tai don vi,
tham chi ngay ca nhimg may moéc thiét bi thué thém
vi vy géy ra su lang phi trong qua trinh san xuat.
Ngoai ra, viéc udc tinh thoi gian san xuét ciing chi
duya trén kinh nghiém nén d¢ sai 1éch kha 16n. Chinh
vi vdy, doi hoi nha quan 1y doanh nghiép can ap
dung nhimg phuong thirc quan tri san xuét hién dai
dé c6 thé tim ra két cau san pham phu hop nhim
khic phuc nhiing van dé nay va gop phan gia ting
ning lyc canh tranh ciia cong ty. Xuat phat tir dic
diém quy trinh san xuat san pham cua doanh nghiép
ciing nhu tinh chat cta nhitng ngudn lyc giéi han
ma doanh nghiép dang gép phai, phuong thuc quan
tri doanh nghiép nén lga chon la m6 hinh TOC
(Sridharan va cong su, 2009).

Thong qua qué trinh tim hiéu hoat dong san xuét
ctia don vi, tac gia di tién hanh thu thap nhiing dir
liéu vé hoat dong san xuét tai doanh nghiép trong
quy 111/2014 & 1am co s& cho viéc van dung md
hinh TOC dé xac dinh két ciu san pham ti uu. Cac
thong tin vé san pham duogc thé hién trong bang 1;
trong d6, sé lugng san pham va don gia gia cong
dugc tong hop tir cac don dat hang cta khach hang,
con mirc nhu cau vé sb gid lao dong clia cong nhan
va sb may moc, thiét bi can thiét cho mot chuyén
may dé san xuat timg loai san pham dugc lay tir cac
ban thiét ké chuyén do bo phan ky thuat xay dung.

Thong thudng, khoang thoi gian tir khi ky hop
ddng v6i khach hang cho dén luc giao hang 1a
khoang 2-3 thang vi vdy thoi gian san xuit cua
doanh nghi¢p la khoang 45-75 ngay tuy thudc vao
s6 luong san pham ciing nhu yéu cau ky thuat cua
tirng mat hang. Do d6, mdi chuyén may sé& dugc bd
tri san xuat mot loai san phém nhét dinh trong
khoang thoi gian tir 40 dén 70 ngay. Pbi véi nhitng
san phdm c6 thoi gian giao hang ngin, s6 luong
nhiéu thi s& dugc bd tri nhiéu chuyén may dé cing
san xudt, con véi nhirg san pham c6 thoi gian giao
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Bang 1: Thong tin vé san phidm tir cac don dit hang va ban thiét ké chuyén ciia cong ty ¢é phén
May Khanh Hoa trong quy 111/2014

Chi tiéu Sin phim (()Zl}ll?;lf)sslli(z): %l;l?;los;ll(z)? Q}l’ljglﬁéi ngrll ii}:m Quézrg;m‘t Q:uarrllnill;n Q:gar?nillgrt
16n vira size vira size 16n
Nhu ciu thi trudng (san phém) 29.130 185.568 43.155 12.695 221.090 120.740 18.986
Gi4 gia cong ($/san phim) 1,35 135 0,9 13 1,62 0,9 0,9
Thoi gian san xuat (ngdy) 70 70 50 35 70 65 65
Nhén cong trie tiép (gid/san pham) 0,9 0,9 0,68 0,9 12 0,45 0,45
Ning suit chuyén (san phdm/ngay) 400 400 470 400 300 770 770
S6 chuyén may (chuyén) 1 7 2 1 11 2 1
Méy may 2 kim (may/chuyén) 0,5 0,5 2 - 1 - -
May vét s6 3C (méay/chuyén) 1 1 13 1 1 35 3,5
May vét s6 4C (méy/chuyén) - - - - - 1,5 1,5
May vt s6 5C (may/chuyén) 1,5 1,5 23 1,5 1 2 2
May kansai lung (may/chuyén) 1 1 1,3 1 1 2 2
May dan bong (may/chuyén) 0,5 0,5 03 0,5 0,5 2 2
My bo (méay/chuyén) 1 1 1 1 2 1 1
May xén (may/chuyén) 1 1 1 1 1,5 - -
May thia khuy (may/chuyén) 1 1 - 0,5 - 1 1
May thiia khuy dudi tron (méay/chuyén) - - 0,3 0,5 1 - -
May may lap trinh (may/chuyén) - - - - 0,2 - -
May dinh nat (may/chuyén) 1 1 0,3 1 0,5 - -
May ép keo (may/chuyén) - - - - - 1,5 1,5

Nguon: Phong ky thudt Cong ty c6 phan May Khanh Hoa

hang dai hodc so lugng it thi s& bo tri san xuat & mot
chuyén hodac mot chuyén san xuat 2 loai san pham.
S6 luong chuyén may can thiét duoc xac dinh trén

co sO sau:

S6 san pham can san xuat

S6 chuyén may =

Nang sudt chuyén x Thoi gian san xuat

Buwéc 1, xdc dinh cdc nguén liwe bi giGi han

Khi tmg dung mo hinh TOC dé xac dinh két ciu
san pham, budc dau tién, doanh nghiép phai tién
hanh xéc dinh cac ngudn luc bi gidi han trong cong
ty trén co so so sanh muc nhu cau cong suit can
thiét dé san xuat dugc so lugng san pham nham dap
g tat ca cac don dat hang voi cong suat hién cd
cta ting loai ngudn lyc. Nhimg ngudn luc nio co

Bang 2: Bang xac dinh cic ngudn luce bi giéi han tai Cong ty c6 phan May Khanh Hoa
trong quy I111/2014

Cic loai nguon lye Nhu ciu cong suit Cong suit hién c6 Mirc d§ qua tai
Nhan cong tryc tiép (gid) 562.183.8 514.500 1,09
Maéy may 2 kim (may) 19 21 0,90
May vit s6 3C (may) 34 40 0.85
May vit s6 4C (may) 5 20 025
May vit s6 5C (may) 36 66 0.55
May kansai lung (may) 29 22 1,32
May dan bong (may) 17 62 0,27
May bo (may) 36 27 1,33
May xén (may) 27 23 1,17
May thuia khuy (may) 12 14 0,86
May thua khuy dudi tron (may) 13 17 0,76
May may lap trinh (may) 3 8 0,38
May dinh nat (may) 16 16 1,00
May ép keo (may) 5 7 0,71

Nguon: Phong ké todn Céng ty c6 phan May Khanh Hoa va tinh todn cia téc gia
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mirc nhu cau cong suit cao hon so v6i cong suét
hién c6 1a nhitg ngudn lyc bi gi6i han.

Tir nhiing thong tin da tong hop dugc trong bang
1, ¢6 thé tinh duge nhu cau cong suét can thiét cua
timg loai ngudn luc dé san xuét dugc sd luong san
pham nhidm d4p tng nhu cau thi truong nhu bang 2.

Trong d6, cong suét hién co cia sé gio lao dong
clia cong nhan duoc tinh bang cach lay 735 cong
nhan x 10 gid/ngay x 70 ngay = 514.500 gid, con s6
lugng may moéc thiét bi cua tung loai dugc léy tur
bang danh muc tai san ¢6 dinh cua cong ty do phong
ké toan cung cap. Tir bang 2, co thé thy rang s6 gio
lao dong ciia cong nhan truc tiép, s lugng may
kansai lung, may bo va may xén la nhitng ngudn luc
dang bi qua tai. Nhu véy, nhitng ngudn luc bi giéi
han tai Cong ty c6 phan May Khanh Hoa trong quy
111/2014 gdm c6 s gid lao dong ciia cong nhan truc
tiép, s6 lugng may kansai lung, may bo va may xén.

Budc 2, tim cdch khai théc ti da cdc nguéon lyc
bi gidi han

Vi nhitng gi6i han vé sé gio lao dong ciia cong
nhan tryc tiép, s6 lugng ciia cac loai may kansai
lung, may bo va may xén nhu da xac dinh ¢ trén,
cong ty khong thé nhan gia cong hét toan bo sb san
pham theo don dat hang ctia khach hang ma phai
tién hanh lya chon nhimg san phdm nao gitip cong
ty t6i da hoa loi nhuén thu duoc v6i hao phi vé cac
nguén luc bi gidi han it nhat. Diéu nay lién quan dén
viéc tinh toan khoan tién thu dwoc tir mdi san phdm
nhan gia cong trén mdi don vi nguén luc gidi han st
dung. Dé dat duoc két qua tot nhat trong trudng hop
c6 nhiéu ngudn luc giéi han nhu thé nay, cong ty
can xay dyng mé hinh hoi quy tuyén tinh v6i ham
muc tiéu t6i da hoa khodn tién thu dugce va cac diu
kién rang budc la nhiing ngu@)n luc gidi han tai don
vi (Jaydeep Balakrishnan, 2003).

DPbi voi Cong ty c6 phan May Khanh Hoa,

nguyén vt liéu 1a do khach hang cung cap hoic do
khach hang chi dinh nha cung cép dé doanh nghiép
tién hanh nhép khu sau d6 s& hoan tré lai cho doanh
nghiép vi vay chi phi nguyén vat liéu khong phai la
khoan muc chi phi quan trong d6i voi cong ty. Trong
khi do, luong tra cho cong nhén tryc tiép san xuat
tai cong ty chi co lwong tinh theo san phdm khoéang
tr 50-53% don gid gia cong tuy thudc vao do phuc
tap cua san pham chtr khong ¢ lwong ¢b dinh. Do
d6, khoan tién thu dugc tir mdi san phim nhan gia
cong theo timg loai san pham tai cong ty s& duoc
x4c dinh bang cach 1y gi4 gia cong trir chi phi nhan
cong tryc tiép nhu & bang 3.

Tir day, cong ty co thé thiét 1ap mo hinh TOC dé
xac dinh két cAu san phém tdi wu trong diéu kién co
nhiu ngudn luc bi gi6i han nhu sau:

Xac dinh ham muc tiéu

Muc tiéu & ddy 1a phai phdi hop san xuat cac san
pham sao cho tng sb tién thu dugc 14 16n nhat. Goi
X5 Xy, Xy, Xy, X lan luot 1a ) luong cac san phérn
Quan Short Chino (ca 2 size), Quan dai Poplin,
Quan Short China, Quan Short Cargo va Quan Short
Running (ca 2 size) nén san xuat, ham muc tiéu s&
la: 0,648x, + 0,441x, + 0,624x, + 0,7614x, + 0,45-

X5 — max.

Xac dinh cac diéu kién rang buoc

Céc diéu kién rang budc nay cho théy su han ché
cua cac nguén luc bi gidi han da xac dinh ¢ trén gém
¢6 s6 gio lao dong cuia cong nhan truc tiép, sb luong
may kansai lung, may bo va may xén lam cho cong
ty khong thé gia tang duogc cong suat, thé hién qua
cac bat phuong trinh (1), (2), (3), (4). Ngoai ra, cac
diéu kién rang budc con lién quan dén sb luong san
phim san xuét, trong d6 bat phuong trinh (5) thé hién
¥ nghia vé mit s6 hoc va cac bat phuong trinh tir (6)
dén (10) thé hién sy giéi han vé nhu cau thi truong.

Bang 3: Bang xac dinh khoan tién thu dwoc tir mdi sin phaAm nhén gia cong theo tirng loai san

pham tai Cong ty c6 phan May Khanh Hoa trong quy I11/2014

A P 2 Pon gia gia con
Cic loai san pham glag g

Chi phi nhan cdng truc tiép S tién thu dwoc

($/san pham) (% gia gia cong) ($/san phidm)
Quan Short Chino (ca 2 size) 1,35 52% 0,648
Quan dai Poplin 0,9 51% 0,441
Quan Short China 1,3 52% 0.624
Quan Short Cargo 1,62 53% 0,7614
Quﬁn short running (ca 2 size) 0,9 50% 0,45

Nguon: Phong kyp thudt Cong ty c6 phan May Khanh Hoa va tinh toén ciia tac gia
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/0,9)(1 +0,68%, + 0,9x3 + 1,2x4 + 0,45x5 < 514.500 (1)

N, 1,3x, PR YU 2x; <7
28000 23500 14000 21000 50050 )
B - M. 2%, =5 <27
28000 23500 14000 21000 50050 3)
X X, Xy 1,5x, <23
< 28000 23500 14000 21000 4)
%20 (=1,5) )
X1 <214.698 (6)
X2 <43.155 (7)
x3<12.695 (8)
X4 <221.090 )
(10)

\x5 <139.726

Str dung cong cu Microsoft Excel (Tools/Add-
in/Solver) s& xac dinh dugc két cu san pham tdi uu
nhu hinh 2.

Nhu viy, cong ty nén nhan san xuit 214.698
chiéc quan short Chino, 14.056 chiéc quan dai
Poplin, 167.394 chiéc quan short Cargo va 139.726
chiéc quan short Running, tong sb tién thu dugc s&
1a $335.654. Cac ngudn lyc bi giéi han luc ndy s&
gdm c6 may kansai lung va may bo,

Budéc 3 va budc 4, tim bién phap mao rong cong
sudt ciia nhitng nguon lyc bi gidi han

Dé c6 thé san xuat thém nita nham dap tng dugc
nhu ciu ctia khach hang thi cong ty can c6 bién phap
mo rong cong suat cta nhimg loai ngudn luc bi gisi
han da xac dinh ¢ trén, dac biét 1a cong suét cua hai
loai may kansai lung va may bo. Cach thirc mé rong

cong suat clia cac ngudn luc ndy 1a wu tién cac bién
phap giam cong suit ciia nhitg nguén lyc khong bi
gidi han dé hd tro cho céac nguén luc bi gioi han nhu
giam ngén sach dau tu cho nhirg ngudn luc khong
bi gi6i han, didu chuyén cong nhan tir nhitng bod
phan khong bi giéi han sang ngudn luc bi gidi han.
Néu khong thé thyc hién duoc cac bién phap diéu
chuyén nay thi doanh nghiép tién hanh mé rong
cong suat cuia cac ngudn luc bi gidi han bing cach
thué ngoai hoac mua thém.

Thuc té, trong quy 111/2014, cong ty da ky két
hop ddng vai khach hang va nhan gia cong 194.271
chiéc quén short Chino, 35.963 chiéc qu?m dai
Poplin, 12.695 chiéc quan short China, 184.241
chiéc quan short Cargo va 139.726 chiéc quan short
Running. Va da phai thué ngoai thém 4 may kansai
lung, 4 may bo va 1 may xén dé co dap tng duoc
nhu cau san xudt (Nguon: Phong ké hoach Céng ty
¢6 phan May Khanh Hoa). Tuy nhién, véi két cu
san pham nhu vay, cong ty dd khong tan dung hét
duge sb gio lao dong cia coéng nhan (chi co
494.690,14 gio trén tong s6 514.500 gio cong) va
tong sd tién thu duoc chi 1a $352.826,8.

Trong trudng hop nay, néu cong ty st dung mod
hinh TOC dé xac dinh két cau san pham t4i wu, khi
thué ngoai thém s may moc chuyén dung thi mo
hinh s€ dugc xay dung nhu sau:

Ham muc tiéu: 0,648x1 + 0,441x2 + 0,624x3 +
0,7614x4 + 0,45x5 — max

Céac dicu kién rang budc:

Hinh 2: Cong cu Microsoft Excel (Tools/Add-in/Solver) dé xac dinh két cAu san phim t8i wu trong

trudng hep c6 nhiéu ngudn lwc bi giéi han

San pham x1 x2 x3 x4

S8 lwong san xuat 214698| 14056.371 o

167394.6

K&t qua dau ra (throughput) 0.648 0.441 0.624

0.7614

Ham muc tiéu
335654.1098

Cac rang budc

8RB B B YR

S8 gi&r lao ddng ctia céng nhan 0.9 0.68 0.9

93 S8 may kansai lwng 3.57143E-05| 5.532E-05| 7.1E-05

S8 may can sir dung|S8 doanh nghiép co|

1:2: 0.45 466536.7487 514500
4.76E-05 4E-05 22.00000003 22
9.52E-05 2E-05 27 27

94 S8 may bo 3.57143E-05| 4.255E-05| 7.1E-05

95 S8 méy xén 3.57143E-05| 4.255E-05| 7.1E-05

7.14E-05 0

20.22268609 23|
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0,9, + 0,68%2 + 0,9%3 + 1,2x4 + 0,45x5 < 514.500 (1)

X, 13x, X, X, 2x; <

28000 23500 14000 21000 50050 )
Sl BR S 2%, 45 <31
28000 23500 14000 21000 50050 3)
S - S 1,5x, <

28000 23500 14000 21000 4)

xi20(@=15) ®)

X1 £214.698 (6)

X2 < 43.155 (7)

x3<12.695 ®)

x4 < 221.090 9)

\Xs <139.726 (10)

Str dung cong cu Microsoft Excel (Tools/Add-
in/Solver) s€ xac dinh dugc két chu san phém tdi wu
nhu hinh 3.

Nhu vay, doanh nghiép nén nhan gia cong
214.698 chiéc quan short Chino, 43.155 chiéc quan
dai Poplin, 12.695 chiéc quan short China, 181.353
chiéc quan short Cargo va 139.726 chiéc quan short
Running, tong s6 tién thu duoc s& 1a $367.036,6 cao
hon $14.209,8 so v&i két cau san pham xac dinh khi
khong sir dung TOC va di tan dung hét duoc s gio
lao dong ctia cong nhan ciing nhu s6 may moc thiét
bi thué thém.

4. Két luan va kién nghi

C6 thé thay rang mé hinh TOC giup doanh
nghiép xac dinh dugc két cAu san pham sin xuat
mot cach t6i uu nhéat dé co thé tdi da hoa duoc téng
sb tién thu duoc hay chinh 1a 1gi nhuan ctia doanh
nghiép va khai thac, tan dung duoc hét toan bo cong

suét cla céc nguén luc bi gidi han tai don vi. Két
céu san pham nay sé& 13 co s dé cong ty tién hanh
lwa chon nhimng don dit hang phu hop dé ky két hop
ddng voi khach hang va dam phan v6i khach hang
vé sb lugng san pham nhan gia cong nhiam dem lai
két qua hoat dong tSt nhat cho doanh nghiép.

Dé c6 thé van dung thanh cong mé hinh TOC vao
cong tac xac dinh két cu san pham san xuét cua
minh, theo tac gia, Cong ty ¢6 phan May Khanh
Hoa can thyc hién mot s6 nhom giai phéap sau:

Nhém gidi phdp lién quan dén nhdn vién: Nang
cao sy hiéu biét vé mé hinh TOC cho céc can b va
cong nhan vién trong cong ty, dac biét la cac nhan
vién phong ké hoach. Xay dung céac chinh sach danh
gi4 thanh qua va khen thuong phu hop dé khuyén
khich nhan vién thay dbi théi quen lam viéc.

Nhém giai phdp lién quan dén kj thugt: Can co
su hop tac, phdi hop gitra cac phong ban trong
doanh nghiép trong cong tic xac dinh két cau san
phém san Xuat. Trong do, bd phan k¥ thuat nhan ban
ké chi tiét mau ma va thong sd ky thuat cua timg
loai san pham tir khach hang dé lap ban thiét ké
chuyén; bo phan san xuét 1ap bang tong hop cong
suit hién c6 cua timg loai ngudn luc trong ky ké
hoach; bd phan ké toan 1ap dy toan chi phi nhan
cong cho tung loai san phém; bo phéan xuét nhap
khau nhan don dat hang tir khach hang dé xac dinh
nhu ciu thi trudng va tiép nhan cac ban thiét ké
chuyén, bang tong hop cong suit ciia cac loai ngudn
luc va du toan chi phi nhan cong tir cac bd phan lién
quan dé 1am co sé thiét 1ap mé hinh TOC nham xéc
dinh két cdu san pham.

Nhém gidi phdp lién quan dén céng tac ké todn:

Hinh 3: Cong cu Microsoft Excel (Tools/Add-in/Solver) dé xac dinh két cAu san pham t6i wu khi

doanh nghi¢p mé rong ngudn

Page layout  Formulas Data  Revie W view
nnnnnnn s cA A ===
e |B Z U-|[B-|[>-A- (=== IEK

Alignment

Iye bi gidi han

A 8 c D E

116 S&n pham x1 x2 x3 x4 x5
117 S8 lworng sdn xuat 214698 43155 12695( 181353.5 139726 Ham muc tiéu |
118 K&t qua dau ra (throughput) 0.648 0.441 0.624 0.7614 0.45 367036.5939|
115 Céc rang budc |S8 may can sir dung|S8 doanh nghiép cé
120 S8 gi®r lao déng ctia céng nhan 0.9 0.68 0.9 32 0.45 514500 514500
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xay dung thém bd may ké toan quén trj trong doanh
nghiép bao gdm céc to: to du toan, to phan tich danh
gia, td nghién ctu du an. Trong do, t6 du toan lam
nhiém vu thiét ké va xay dung cac ban du toan ngén
han; t& phén tich danh gi tién hanh phan tich dénh
gid két qua dat duoc so voi du toan va xdy dung cac

muc tiéu hoat dong trong tuong lai cho doanh
nghiép ca trong ngan han va dai han; t6 nghién ctru
du an xay dyng va hoan thién cac chuén muc va tiéu
thirc phan bo chi phi, dua ra cac thong tin thich hop
dé nha quan tri lya chon cho qué trinh ra quyét
dinh.J

Tai liéu tham khao

Blocher, Chen, Cokins & Lin (2005), Cost Management — A strategic emphasis, 3" edition, Mc Graw Hill Irwin, UK.

Clayton Kuma (2013), ¢ Integrating Activity-Based Costing (ABC) and Theory of Constraint (TOC) for Improved
and Sustained Cost Management’, Journal of Modern Accounting and Auditing, 9(8), 1046-1058.

Eliyahu Goldratt & Jeff Cox (1992), The Goal: A Process of Ongoing Improvement, North River Press Inc, US.

Gennadiny S. Senichev, Vladimir I. Shmakov, Victor M. Salganik & Alexander M. Pesin (2006), ‘Computer Imple-
mentation of a New Production Optimization Planning Model in the Framework of a Corporate Information
System’, The Business Review, Cambridge, 5 (2), 344-350.

Jaydeep Balakrishnan (2003), ‘Spreadsheet optimization: A support tool for the Theory of Constraints’, Journal of
cost management, 17 (1), 39-45.

Julie Lockhart & Audrey Taylor (2007), ‘Environmental Considerations in Product Mix Decisions Using ABC and
TOC’, Management Accounting Quaterly, 9 (1), 13-21.

Matai Rajesh (2014), ‘A Mixed Integer Linear Goal Programming Model for Optimizing Multiple Constrained
Resources Product Mix Problem Under the Theory of Constraints’, Journal of Operations Management, 17 (1),
7-19.

Nguyén Phong Nguyén (2005), ‘Xay dung m6 hinh van dung ABC va TOC trong viéc xac dinh két ciu san pham tai
céc doanh nghiép san xut & Viét Nam’, luan vén thac si, Pai hoc Kinh t& Thanh phé H5 Chi Minh.

Poniman Tioanda, Larry Whitman & Don Malzhan (1999), ‘Determine Product Mix Using ABC and TOC’, Appli-
cations and Practice, November 1999, 17-20.

Spoede C., E. O. Henke & M. Umble (1994), ‘Using Activity Analysis to Locate Profitability Drivers’, Management
Accounting, May 1994, 43-48.

Sridharan V.G., Krishnan R., Vergauwen P., Arthanari T. (2009), ‘The TOC — ABC Choice for Product Mix Deci-

sions: Introducing Asset Specificity as an Alternate Explanation’, Journal of Global Business Issues, 3 (1), 105-
110.

Thong tin tac gia:

*Phan Hong Nhung, Thac sy

- T6 chike tac gid cong tac: Bé mon Ké todn - Khoa Ké todn tai chinh - Trirong Pai hoc Nha Trang
- Linh viee nghién civu chinh: Ké todn quan tri

- Dia chi lién hé: Dia chi Email:hongnhung.dhnt@gmail.com

Kinh te<Phat trién

86 220 thang 10/2015 84




