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MO DAU

1.Tinh cip thiét ciia dé tai

Cong ty CP Vinatex Pa Ning 1a mot doanh nghiép véi nhiéu don vi
thanh vién hoat dong trong cac linh vuc khac nhau, chl yéu tap trung vao
xuat nhap khau may mic, tién hanh san xuat kinh doanh theo phuong thuc
don dit hang véi khoang 85% san pham danh cho xuat khau. Nhitng nim qua
su canh tranh trén thi truong may mic xuét hién ngay cang rd nét hon, va
Vinatex Pa Néng ciing khong thé nao tranh khoi vong quay thi truong canh
tranh khdc liét nay. La don vi kinh doanh, Vinatex Pa Ning phai chu dong
sang tao m& rong thi truong, tang doanh thu, tiét kiém chi phi, tang o1 nhuan
nham phat huy sttc manh dé canh tranh binh déng véi cac doanh nghiép khac.
Tir d6 doi hoi cac don vi thanh vién phai cai tién to chirc cong tac ké toan cho
pht hop theo hudng dap ung ngay cang tot hon cho quan 1y doanh nghiép,
nang cao hi¢u qua hoat dong kinh doanh cta toan don vi.

Trong nhimg nim qua, Vinatex da khong ngimg nd lyc dé dap tmg nhu
cAu san xudt va gia cong ngdy cang tang véi nhimg tiéu chuan yéu cau san
pham va cong nghé ngay cang khac khe hon, vi vy can c6 su dau tu manh vé
von. Mit khac, khi tang dau tu thi cac khoan chi phi ciing ting manh nhu chi
phi 13i vay hay chi phi khdu hao...Loi nhuan ctia doanh nghiép giam lam cho
ti suat loi nhuan trén von dau tu trong cac nam 2008, 2009, 2010 gidm manh,
tham chi thua 18. Cac nha quan tri ctia Vinatex Pa Néng di cb ging nd luc
chon nhitng phuong an t6i wu nham nang cao ty suét sinh 101 trén von dé tang
hiéu quéa dau tu va xac dinh chién lugc kinh doanh 1au dai.

K& toan trach nhiém ra doi nhim muc tiéu danh gia trach nhiém, danh
gia thuong ky cong viéc ciia mdi con nguoi, ciia mdi bo phan trong to chic.
Ké toan trach nhiém danh gia trach nhiém nhiéu cép bac khac nhau nhu: cac

cd nhan trong b0 phan, truéng cac by phan, nguoi diéu hanh kinh doanh,



nguoi sé hiru von... giup doanh nghiép dam bao moi sy viéc, nghiép vu phat
sinh déu phai ¢6 ngudi chiu trach nhi¢m, c6 dugc ché do thudng phat phan
minh dé doanh nghiép phat trién hon.

Véi muc tiéu dua Vinatex Da Nang ngay cang 16n manh va viig chic
hon, khong ngimg nang cao hiéu qua st dung von dau tu, khi quy mo cua
Cong ty ngay cang mé rong va su phan cap quan 1y 1a can thiét cho cac don
vi, Vinatex Da Ning doi hoi cip bach can phai c6 mot hé théng ké toan trach
nhiém nham hudng cac bo phan vao muc tiéu chung. Vi vay nghién ctru dé tai
“T6 chirc Ké todn trdach nhi¢m tai Céng ty CP Vinatex Pa Ning” 1a thyc sy
can thiét cho cong tac quan 1y tai chinh va diéu hanh doanh nghiép trong giai
doan hién nay.

2. Muc tiéu nghién ctru

Trén co so 1y luan vé ké toan trach nhiém va thuc trang ké toan trach
nhiém tai Vinatex Pa Ning, dé tai nghién ctru véi cac muc tiéu sau:

+ Hé théng hoa co s6 1y luan vé ké toan trach nhiém trong doanh nghiép.

+ Thuc trang cong tac ké toan trach nhiém tai Cong ty CP Vinatex Pa
Néng trén co so phan cap quan 1y.

+ Hoan thién t6 chirc ké toan trach nhiém tai Cong ty Vinatex Pa Nang.

3. Poi twong va pham vi nghién ciru

Luéan van tap trung vao nghién ctru 1y luan ké toan trach nhiém va van
dung t6 chirc ké toan trach nhiém tai Céng ty CP Vinatex Pa Nang.

Pham vi nghién ctru la van phong tru s& chinh cong ty CP Vinatex Da
Néng, cac xi nghiép may, cdc nha may may va céc cira hang ban 1¢ ciia Cong
ty CP Vinatex Pa Ning.

4. Phuwong phap nghién ctiru

- Luan van stir dung phuong phap tiép can phong van tryuc tiép, thu thip

thong tin, tong hop so liéu.



- Ngoai ra, luan vin con sir dung cac phuong phap théng ké, so sanh,
phan tich thuc chirng, nghién ctru truong hop...

5. B6 cuc luan vin

Ngoai cac phan “ M¢ dau”, “Tong quan”, “ Két luan”, luan van gém co
3 chuong:

Chirong I: Co s6 1y luan vé ké toan trach nhiém trong doanh nghiép

Chuong 2: Thuc trang t6 chirc ké toan va quan Iy phuc vu danh gia
trach nhiém tai cong ty CP Vinatex Da Nang.

Chuwong 3: Giai phap t6 chirc ké toan trach nhiém tai cong ty CP
Vinatex Da Nang.

6.Tong quan tii lidu

Ké toan trach nhiém 1a linh vuc dugc nghién ctru tir nhitng thap ky cubi
cta thé ky 20 va van dung thanh cong & cac doanh nghiép trong nhiéu nganh
kinh té nhu hoa chat, dau khi, dét may... & Chau Au va Chau A. Dan dan, ké
toan trach nhiém da dat duoc vi tri nhéat dinh trong bdi canh chung cua nén
kinh té thé gioi. K& toan trach nhiém la mét ndi dung co ban cua ké toan quan
tri va la cong cu déc luc trong hé théng kiém soat quan ly, cdc nha nghién ctru
tuy theo quan diém cta minh di dua ra nhiing khai niém riéng vé ké toén
trach nhiém nhu sau:

- Theo Herry R.Anderson, Belverd E.Needles, ké todan trach nhiém la
mot hé thong théng tin bdo cdo gom:

+ Phén logi va sdp sép cdac div liéu tai chinh thanh nhitng pham vi
trach nhiém trong mot 16 chike.

+ Bdo cdo nhitng hoat dong ciia méi pham vi chi nén bao gom nhiing
doanh thu va chi phi dwoc phén logi ma nha qudn 1y d6 cé thé kiém sodt.

- Ké todn trach nhiém la nhéin dang cac yéu 16 tdi chinh trong mot linh

vuee hoat dong nhat dinh tao thanh mot chudi ¢é thé kiém sodt dwoc va dé cir



ngueoi chiu trach nhiém quan Iy chudi cac yéu té tai chinh nay (Richard M.S
Wilson va Wai Fong Chua, 1993).

Gan v6i ké toan trach nhiém 13 cc trung tAm trach nhiém, trung tdm
trdch nhi€ém chinh 1a mot by phan hay mdt phong ban chirc nang ma két qua
cua né duoc ga"ln trach nhiém truc tiép cuia mot nha quan ly cu thé, bao gém
cac trung tam trach nhi€m: chi phi - doanh thu - lg1 nhuan - dau tu. Mdi trung
tam dya vao su phan cong trach nhiém tai bo phan minh dé xac dinh muc tiéu
can dat duoc, sau d6 do luong két qua thyuc hién qua viéc so sanh ké hoach va
thuc hién va 13p bao cao cho nha quan tri phan tich danh gia dé tir 46 dua ra
hudng cai thién trong tuong lai.

Vay hé théng ké toan trach nhiém dugc xay dung trén co ciu td chiic
cac bo phan trong doanh nghiép co lién quan dén viéc st dung chi phi, thuc
hién doanh thu, loi nhuan, ddu tr va nham muc dich thong tin vé thanh qua
hoat dong ctia cac bd phan d6. Tai Vi¢t Nam, ké toan trach nhiém van con 1a
mot linh vue méi mé, chua duge chu y day di nén can nghién ctru va to chic
van dung.

Khi thuc hién dé tai “Ké toan trach nhiém tai cong ty CP Vinatex ba
Néng”, tac gia da tham khao cac tai liéu lién quan dén Ké toan quan tri, ké
toan trach nhiém, bén canh d6 cling ké thira két qua nghién ciru ctia cac dé tai
tuong tu, dién hinh nhu:

- Luan van cua tac gia Nguyén Thanh Tung qua nghién ctru dé tai “T
chitc ké toan trach nhiém vé chi phi tai Téng cong ty CP D¢t May Hoa Tho
DN~ (2010) da xac dinh dugc mat han ché cua cong tac ké toan quan tri tai
bd phan quan 1y:

+ Viéc theo doi chi phi chi nhdm muc tiéu chinh 13 x4c dinh gia thanh
san pham va 13i 18, khong phai vi muc dich 1a thyc hién ké toan trach nhiém

vé quan 1y chi phi.



+ Mt khac viéc phan quyén tai cong ty Hoa Tho da duoc thuc hién
nhung chua hinh thanh nén cic trung tdm trach nhiém riéng biét cho ting nha
may, by phan phan xuéng...

Vi vay Nguyén Thanh Tung d3 dua ra nhitng giai phap hoan thién nhu:
X4y dung mé hinh phan quyén vé quan 1y tai chinh, du toan chi phi, phan loai
cac khoan chi phi phat sinh gan quyén kiém soét ctia cac bo phan tai Hotexco,
xay dung cac bao céo thuc hién dy toan chi phi san xuit va thuc hién cong
tac danh gia thanh qua cua céac bo phan.

- Téng quat thyc trang ké toan trach nhiém tai cong ty Dién lyc 3 trong
luan van “T6 chuc ké toan trach nhiém tai cong ty Bién luc 3”7 (2005), tac gia
Duong Thi Héng Van qua khao sat thuc té tinh hinh hoat dong san xuét kinh
doanh va thu thap ¥ kién cila cac chuyén gia cip cao tai Cong ty Dién Luc 3,
con ton tai:

+ C6 phan cép quan ly nhung chua hinh thanh cac trung tim trach
nhiém riéng biét cho tirng bd phan, ting c4 nhan nén khi phat sinh nhiing
chénh léch bat thuong can giai thich, cong ty khé c6 thé kiém soat duoc dau
12 ngudn gbc cua sy kién do.

+ Chua c6 cong tac lap ké hoach chi tiét cho timg loai san phdm nén
chua thé gop phan danh gia hiéu qua hoat dong cua don vi chinh xéc.

+ Trach nhiém nha quan tri trong giam sat va quan 1y & cac cap do bo
phan khong co.

Duong Thi Hong Van tap trung vao xay dung hé thong ké toan trach
nhiém trong mbi quan hé giita Cong ty va cac don vi Pién lyc tinh, thanh phé.
Pé dam bao chi phi thuc té tung Dién luc va cu thé hoa trach nhiém nguoi
truong bo phan trong viéc gidm sat va kiém soat chi phi ngay tai noi phat
sinh, cong ty can xay dung cac trung tam trach nhiém va xac dinh by may

nhan sy cho mo hinh ké toan trach nhiém, xac dinh muc ti€u va nhiém vu cua



cac trung tam trach nhiém, xay dung kénh thong tin bdo cdo cho nha quan tri
tir nha quan 1y cdp thap 1én cdp cao nhét theo co ché ty quyén ra quyét dinh,
thiét ké hé thong bao cio va xay dung tién trinh danh gid cc trung tim trach
nhiém tai cong ty Dién lyuc 3.

Cung dua ra giai phap dé hoan thién hé théng ké toan trach nhiém trong
doanh nghiép tuong tu nhu 2 luadn van trén, dé tai “Hoan thién hé théng ké
toan trach nhiém tai cong ty Van tai quéc t& LT.I” (2007) Duong Thi Cam
Dung c6 thém diém mdi 1a dua vao nghién ctru phuong phap Bdng cdn doi
cdc chi tiéu do hwong va danh gia két qua hoat dong kinh doanh (Balance
Scorecard — BSC). Nhitng doanh nghiép sir dung phwong phap BSC chu yéu
& cac nuéc Au My, va gan ddy né dugc gidi thiéu ¢ mot sé doanh nghiép &
Han Qudc va Trung Qubc, c6 nhiéu doanh nghiép bat dau sir dung phuong
phéap nay dé danh gia cac bo phén trong viéc thue hién chu yéu ¢ cac chién
lugc va myc tiéu chung cua doanh nghi¢p. BSC 1a cong cu danh gid thanh qua
cua bd phan, toan cong ty dua trén cac muc ti€u chién luoc, chi ra cac trién
vong tuwong lai va nham vao muc tiéu céc gi tri kinh té ctia doanh nghiép, day
1a cach danh gia hién dai, pht hop véi xu thé quan 1y méi.

Nhin chung dé ké toan trach nhiém thuc su 1a mot cong cu dic luc
trong hé thong kiém soat ctia quan 1y thi can phai c6 sy dong 1ong va théng
nhat giita cac bo phan, ca nhan trong cong ty tir trén xudng dudi va nguoc lai
cac nha quan tri cAp dudi phai thiy duoc vai tro va tim quan trong cia ké
toan trach nhiém 1a cung cép thong tin cho cac nha quén tri cip cao dé dua ra

nhitg quyét dinh t6i wu nhit trong qué trinh diéu hanh san xuét kinh doanh.



CHUONG 1
CO SO LY LUAN VE KE TOAN TRACH NHIEM
TRONG DOANH NGHIEP
1.1 KE TOAN TRACH NHIEM VA VAI TRO CUA KE TOAN
TRACH NHIEM VOI HE THONG KIEM SOAT TRONG QUAN LY

1.1.1 H¢ théng kiém soat trong quén ly

Hé thong kiém soat quan 1y 1a sy hop thanh mot cach logic cac phuong
phéap nham thu thap va st dung thong tin dé hoach dinh, kiém soét va ra cac
quyét dinh thac day hanh vi ctia ngudi lao dong va danh gia viéc thuc hién.

Muc tiéu hé thong kiém soat quan Iy:

- Thong dat 1 rang cac muc tiéu cua to chirc;

- Pam bao chic chan rang nha quan 1y va nhan vién hiéu rd cac cong
viéc can thiét ma ho phai thyc hién dé dat dugc cac muc tiéu do;

- Thong bao két qua cong viéc dén timg bo phan trong to chirc;

- Pam béo rang hé théng kiém soat quan 1y thich nghi nhanh chéng véi
nhimng thay d6i moi trudng hoat dong.

1.1.2 Khai niém ké toan trach nhiém

Trong nhiing thap ky cudi cta thé ky 20, van chua c6 to chuc hay hiép
hoi nao dua ra khai niém chuan vé ké toan trach nhiém, cac nha nghién clru
tuy theo quan diém cta minh di dua ra nhimng khai niém riéng vé ké toan
trach nhiém nhu sau:

- K& toan trach nhiém lién quan dén cac khai niém va céng cu ma cac
ké toan vién st dung dé do luong su thuc hién cia cac ca nhan va cac bd
phan nhiam thuc day nhimg nd lyc hudng vé muc tiéu chung cia t6 chuc
(Hilton, 1991).

- Ké toan trach nhiém 1a sy thu thap va bao cdo thong tin duoc dung dé

kiém soat hoat dong va danh gid qua trinh thyc hi¢n. Mot hé théng ké toan



trach nhiém 1a mét hé théng thong tin chinh trong hé théng kiém soat quan tri
no6i chung (Joseph G.Louderback III, 1999).

- K& toan trach nhiém 1a mot hé théng ké toan tip hop két qua theo
timg linh vuc thudc trach nhiém ca nhan nham giam sat va danh gia két qua
ctia timg bo phén trong t6 chirc (Pham Vian Dugc, 2006).

- K¢é toan trach nhiém 1a mot phuong phép ké toan thu thap va béo céo
cac thong tin dy toan va thuc té vé cac “dau vao” va “dau ra” clia cac trung
tam trach nhiém (Pao Van Tai, 2003).

- K& toan trach nhiém 13 mot hé théng thira nhan moi bd phan (thanh
vién, con ngudi) trong mot té chirc cd quyén chi dao va chiu trach nhiém vé
nhiing nghiép vu riéng biét thudc vé pham vi, quan 1y cia minh, ho phai xac
dinh, danh gia va bao céo cho to chirc, thong qua d6 cap quan 1y cao hon six
dung cac thong tin nay dé danh gia thanh qua cua cac b phan trong to chirc
(Huynh Loi, 2003).

Qua cac khai niém trén, nhan thay cac y kién déu tap trung lam sang to
nhimg ndi dung cuia ké toan trach nhiém va c6 thé bd sung cho nhau, c6 thé
dugc dbc két lai nhu sau:

Ké toan trach nhiém duoc hiéu 1a hé théng thu thap, bao cdo cac thong
tin vé doanh thu va chi phi theo nhom trach nhiém, do ludng va danh gia
thanh qua cac bd phan trong doanh nghi¢p thong qua sy phan chia trach
nhiém va quyén han dé hudng céc bd phan dat dén muc tiéu chung cta doanh
nghiép. Cac cip quan 1y s& phai chiu trach nhiém vé linh vuc hoat dong cia
minh, cua thudc cép va tat ca cac hoat dong khac thudc trach nhiém cua ho.
Theo do:

+ Cac dir li¢u tai chinh cuia hoat dong hﬁng ngay dugc nhan dang,

phan loai va t6 chirc bao céo theo pham vi trach nhiém cta nha quan tri.



Nghia 1a, thong tin ké toan trach nhiém dugc phan loai va bdo céo bdi bd
phan c6 trach nhiém.

+ K& toan trach nhiém s& cung cdp cac cong cu vé phan tich va do
ludng nham danh gia trach nhiém quéan 1y va kiém soat sy hoan thanh cta
tung b phan.

1.1.3 Vai tro ciia ké toan trach nhiém

* K¢ todn trdach nhi¢m la mét néi dung co bdn ciia ké todn quan tri

Ké toan quan tri 1a by phan khong thé tach roi cia hé théng ké toan
doanh nghiép. Pé gitip cac nha quan tri thuc hién chirc ning kiém soat, ké
toan quan tri s& cung cip cac bao cao thanh qua, cac bao cdo ndy cé tac dung
nhu mot hé thong thong tin phan hdi dé nha quan tri biét duoc ké hoach dang
thuc hién nhu thé nao, déng thoi nhéan dién cic van dé han ché can c6 sy diéu
chinh, nham hudng hoat dong ctua t6 chirc vé muc tiéu xac dinh.

Ngoai thong tin ké toan tai chinh cung cap, cac nha quan ly doi hoi c6
thém thong tin mang tinh kiém soat va du bao, chrfmg han nhu thu nhap va chi
phi phan chia theo bd phan. Nhu vay, ké toan quan tri biéu hién trach nhiém
clia cac nha quan 1y cac cap bén trong doanh nghiép thong qua ké toan trach
nhiém. Ké toan theo cic trung tAm trach nhiém 1a mot cong cu dé danh gia va
kiém soat trong cic cong ty phan quyén, thong qua viéc xac dinh céac trung
tam trach nhiém va nhiém vu bdo céo cua chung. Pay 1a h¢ théng thtra nhan
mdi bd phan (nha quan tri bo phan) trong mot to chic c¢6 quyén chi dao va
chiu trach nhiém vé nhitng nghiép vu riéng bi¢t thuéc pham vi quan 1y cua
minh. Ho phai xac dinh, danh gid va bao cdo trong to chtc, théng qua do6 cac
cap quan 1y cao hon st dung cac thong tin ndy dé dénh gia thanh qua cac bo
phan trong t6 chc.

Ké toan trach nhiém 13 mét trong nhitng ndi dung quan trong ctia ké

toan quan tri. K& toan trach nhiém khong chi bao dam cung cip thong tin day
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du, 16 rang vé hoat dong san xuat kinh doanh ctia doanh nghiép ma con xac
dinh ai, & dau la nguoi chiu trach nhiém, by phan nao c6 quyén kiém soat dbi
v6i hoat dong xay ra. Ké toan trach nhiém bao gom hai mit: thong tin va trach
nhiém. Trong d6, mat thong tin 1a su tap hop, bdo cdo, danh gia cac thong tin
mang tinh ndi bg vé hoat dong san xuét kinh doanh cta doanh nghiép tir nha
quan tri cdp dudi 1én nha quan tri cap cao hon. Mt trach nhiém nghia 1a quy
trach nhiém vé nhig sy kién tai chinh xay ra. Nha quan tri bd phan phai c6
nhiém vu bao cao 1én nha quan tri cép cao hon vé nhirng chi phi, loi nhuan ma
minh ddm nhén va giai trinh tung sy kién va két qua tai chinh ma minh co
quyén kiém soat.

Hé théng ké toan trach nhiém c6 hai mat thong tin va trach nhiém nén
n6 anh huong rat 16n dén hanh vi va thai do ciia nha quan 1y. Anh huong co
thé tich cuc hodc tiéu cuc tuy thudc vao cach st dung hé théng ké toan trach
nhiém, khi van dung hé théng ké toan trach nhiém, can tap trung vao vai tro
thong tin cta hé théng. Piéu nay s& anh hudng tich cuc dén hanh vi va thai do
ctia nha quan 1y, khuyén khich ho cb ging cai thién hiéu qua hoat dong.

* K¢ todn trdch nhiém - mot cong cu dic luc va quan trong nhit trong
hé théng kiém sodt qudn Iy

Vai tro cua béo cao ké toan trach nhiém phuc vu cho chirc nang kiém soat
quan 1y biéu hién qua:

+ Chtrc nang viéc kiém soat quan 1y: thong tin trén bao céo ké toan trach
nhiém ciing dugc dung dé danh gia két qua hoat dong cua cac don vi dugc phan
quyén trong doanh nghiép nhu 13 cac don vj truc tiép kinh doanh, cac phong ban,
bd phan.

+ Chirc ning kiém soat hoat dong: thong tin trén béo céo ké toan trach

nhi¢m ciling 1a mot trong cac phuong tién chinh ma qua n6 cac nha quan tri nhan
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duoc thong tin phan hoi vé két qua ctia ho, tir 46 dua ra hudng cai thién trong
tuong lai.

Trong khi ké hoach chién lugc quan tam dén viée xay dung cac muc tiéu
va chi tiéu chién lugc thi kiém soat quan 1y chi quan tAm dén cac quyét dinh vé
viéc sir dung hiru hi€u va hiéu qua cac ngué)n lue caa td chire nham dat duoc cac
muc ti€u hay chi tiéu d6. Trong 6, muc ti€u dugc hiéu 1a dich cua t6 chirc, chién
lugc 1a phuong hudng hanh dong kha thi va n6 co thé giup dat dugc muc tiéu
chung ctia t6 chirc.

Tinh hi¢u qua trong vi¢c st dung céac nguén luc thé hién béng két qua t6i
uu dat duoc tir cac nguén luc dau vao d3 st dung. Sy hitu hiéu trong viéc sur
dung cac nguon luc thé hién bang cac két qua dat duoc phi hop véi muyc tiéu hay
chi tiéu da dé ra.

Pé danh gia tinh hi€u qua va sy hitu hi¢u trong viéc st dung céc nguén
luc, ké toan trach nhiém sé& cung cép cho nha quan 1y mot hé théng cac bao cao
thong tin, cac cong cu do luong. Dua vao d6 nha quan ly s€ danh gia thanh qua
timg cac bd phan vao viéc hoan thanh muc tiéu chung ctia t6 chirc thong qua sy
phan quyén.

Tuy thudc vao su phan cip quan 1y, nha quan trj phan chia cac bd phan
cua minh thanh cac trung tdm trach nhi€ém khac nhau. Cac by phan du khac
nhau vé tén goi trung tAm trach nhiém nhung dé tro thanh mot cong cu dac
luc trong hé théng kiém soat quan 1y déu phai trai qua céc tién trinh sau:

- Mbi mdt trung tAm trach nhiém (bo phan) dwa vao sy phan cong trach
nhiém, quyén han va nguén luc tai b phan cua minh dé xac dinh muc tiéu can dat
duoc. Sau d6 sé tién hanh do ludong két qua thuc hién dugc bang cach so sanh két
qua thuc hién duoc vo1 muc tiéu da dat ra va tién hanh 1ap bdo c4o cho nha quan
tr1 cép cao hon. Bén canh d6, nha quan tri tai cac bo phan nay phai c6 trach nhi¢m

dua ra cac nguyén nhan dan dén su sai léch gitra két qua thyc hién véi myc tiéu da
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dat ra dé dua ra cac giai phap xu 1y kip thoi nham gép phan vao muc tiéu chung
cua doanh nghiép.

Nhu vay, ké toan trach nhiém 1a cong cu dic luc cua hé théng quan ly
dé thu thap va bao cdo cac thong tin du toan va thuc té vé cac “dau vao” va
“dau ra” cua cac trung tAm trach nhiém, phan tich va tim ra céc sai 1éch giira
thuc t& va du toan trén co sé d6 nha quan 1y tai cac by phan co thé kiém soat
hoat dong va chi phi phat sinh tai bd phan cia minh.

1.2 PHAN CAP QUAN LY - PIEU KIEN HINH THANH KE TOAN
TRACH NHIEM TRONG DOANH NGHIEP

Hé thong ké toan trach nhiém gan lién vé6i su phan cap vé quan ly. That
vay, néu khong co sy phan cap quan 1y thi sé khong ton tai hé thong ké toan
trach nhiém hay hé théng ké toan trach nhiém s& khong c6 y nghia. Hé théng
ké toan trach nhiém chi ton tai, hoat dong c6 hiéu qua nhét trong cac td chirc
phan quyén, & d6 quyén ra quyét dinh va trach nhiém duogc trai rong trong
toan to chirc.

Céac cép quan 1y khac nhau dugc quyén ra quyét dinh va chiu trach
nhiém v&i pham vi quyén han ctia ho. Phan cap quan 1y 1 biéu hién chil yéu
ctia su phan quyén trong hé thong quan 1y ctia doanh nghiép. O mdi cip quan
1y s& duoc quy trach nhiém va quyén han vé quan Iy mot cach twong ung.

Phan cip quan 1y trong doanh nghiép phu hop s& co ¥ nghia rat 16n
trong quan 1y ctia doanh nghiép va duoc thé hién nhu sau:

- Sy phan cép quan 1y trai rong viéc quyét dinh cho nhiéu cap quan 1y.
Do vdy, ban quan 1y cdp cao hon khong phai giai quyét cac van dé xay ra
hang ngay, ho tap trung vao vi¢c lap ké hoach dai han va diéu phéi cac hoat
dong cua cac bg phan trong t6 chire, dam bao viée thuc hién muc tiéu chung.
Cép duéi dugc phan cap quan 1y phu hop sé& tao duoc thé chu dong, sang tao

cling nhu trach nhi¢m, quyén han cua nguoi quan ly déi voi don vi minh. Céc
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nha quan 1y cip thap dugc quyén ra quyét dinh ciing chinh 1a mot su chudn bi
khi duoc giao trach nhiém & vi tri cao hon.

- Phan cap quan 1y giup cho nha quan 1y & cac cip co su doc 1ap twong
d6i trong diéu hanh coéng viéc ciia minh, phat trién k§ ning, nang cao kién
thire chuyén mon va tdp duot vé k¥ niang quan 1y khi dugc thing tién trong to
chue.

- Phén cip quan 1y gin lién véi xac dinh nhiém vy & cac cip quan 1y, nén
c6 co so dé danh gia thanh qua & cac cap quan 1y.

Vi y nghia nhu trén, phan cap quan 1y 1a mot yéu to quan trong, quyét
dinh sy thanh bai cta hé thdng quan Iy doanh nghiép. Cac nha nghién ctru cho
rang ké toan trach nhiém gan lién véi su phan cp vé quan ly. Hé thong ké
todn trach nhiém hoat dong thuc sy hi€u qua trong cac t6 chirc ma sy phan
quyén duoc thuc hién dang mic va phu hop véi co ciu t6 chire. Khi quy mo
cang 16n, hoat dong san xuét kinh doanh cang phtic tap thi doi hoéi doanh
nghiép phai dugc phan thanh nhiéu bo phan va nhiéu cdp quan 1y khac nhau.
Luc nay su phan quyén s& duoc thuc hién cang nhiéu cho cip dudi. Nha quan
tri doanh nghiép can phai xac dinh ding dan mic do phuc tap cua to chic dé
tir d6 thuc hién phan quyén cho phu hop. Trong dé c6 thé co6 mot sé quyét
dinh chi dugc nha quan tri cép cao thuc hién, mot sd khac duoc uy quyén
xudng cap thap hon.

Thach thtrc 16n nhét cta su phan cip quan 1y 1a dat duoc sy thong nhét
va huéng dén muc tiéu chung. Boi 18, su phan cdp tao nén mot sy doc lap
tuong ddi & cac bd phan, nén cac nha quan ly ¢ ting bd phan thuong khong
biét duoc cac quyét dinh cta hgo anh hudéng nhu thé nao dén céac bod phan khac
trong t6 chirc, hon nira ho thuong quan tdm dén thanh qua ciia bo phan minh
hon 1 tinh hiéu qua chung cta to chirc. Vi vay cac nha quan 1y khong nhiing

phai ¢6 tam nhin chién lugc doi voi cac muc ti€u tdé chirc cia minh ma con



14

phai c6 dong co tich cuc dé dat duoc ching. Nhiém vy cua ké toan quan tri
trong viéc thiét 1ap hé thong ké toan trach nhiém la cung cip céc chi tiéu,
cong cu dé 1am dong co tich cuc cho cic nha quan 1y cac bo phan trong to
chtrc, hudng ho dén viéc thuc hién muc tiéu chung cua t6 chirc. Hé théng ké
toan trach nhiém dugc coi 1a tdt hon khi né thiét 1ap dugc mdgt hé théng chi
tiéu, cong cu, bao cao thanh qua ma hudng dugc su c¢b gang ciia nha quan 1y
dén cac muc tiéu chung cta to chirc nhiéu hon.

Phan cép quan ly s€ xac dinh dugc quyén han va trach nhiém & moi cép r0
rang. Diéu nay s¢€ tao co so khi danh gia két qua hoat dong cua tirng bd phan, tim
ra nguyén nhan va hudng khic phuc. Moi hoat dong tai chinh déu nam trong tim
kiém soat ctia nha quan tri tir cap cao dén cap thap. Phan cip quan 1y vira 1a tién
dé vira 1a dong lyc thiic day hoat dong ké toan trach nhiém. Hay néi mot cach
khac, mot doanh nghiép co phan cép quan 1y thi méi thuc hién dugc ké toan
trach nhiém va su phan cap quan 1y cang chat ché, phu hop thi hiéu qua cua ké
toan trach nhiém cang cao.

1.3 NOI DUNG CO BAN CUA KE TOAN TRACH NHIEM TRONG
DOANH NGHIEP

1.3.1 Cac trung tam trach nhi¢ém tai doanh nghié¢p

a. Khai niém trung tam trach nhiém

Pé thuc hién dugc ké toan trach nhiém thi trude tién doanh nghi¢p phai
xdy dyng dugc céac trung tdm trach nhiém trong don vi minh. H¢ théng ké
toan trach nhiém duogc xay dung trén co s¢ xac dinh trach nhiém cta mdi don
vi, b0 phan trong t6 chirc. Mdi don vi hodc bo phan cua t6 chirc c6 mdt nha
quan ly chiu trach nhiém vé nhirng két qua tai chinh cu thé cta don vi hodc bd
phan. Mot don vi hodc bo phan nhu vay goi la mot trung tam trach nhiém.

Tuy vao tinh phirc tap ctia co cau to chirc va muc do phan cip quan 1y

ma doanh nghiép thiét 1ap cac trung tAm trach nhiém phu hop. Cac trung tim
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trach nhiém nay tao thanh hé théng cép bac: ¢ cép thép nhét cua to chuc 1a
cac trung tdm trach nhiém cho timg bo phan, timg khu vuc, mdi cong viéc hay
mot nhom nho cc cong viée nhu cdp phin xudng san xuét, cira hang... Nha
quan 1y & cdp nay 1a cac quan doc phan xudng, cira hang trudng... O cap cao
hon 14 cac bo phan hodc cac thanh phan bao gdm nhiéu don vi nhé hon nhu
khu vuc kinh doanh theo ving, mién hay cac nha mdy phin bd & céc tinh...
Khi xét theo quan diém ctia nha 1anh dao cip cao thi ca cong ty 13 mot trung
tam trach nhiém, nha quan 1y cdp cao nhat chinh 1a nha quan tri trach nhiém
cua trung tam nay.

b. Phédn logi cdc trung tdm trach nhiém

Can ctr vao su khac bi¢t trong vi¢c lugng hoa gitra “dau vao” va “dau
ra” clia cac trung tam trach nhiém cling nhu mac dg trach nhiém cua nguoi
quan trj trung tim, c6 thé chia thanh bdn loai trung tdm trach nhiém chinh: chi
phi, doanh thu, lgi nhuan va dau tu.

bl. Trung tam chi phi

Trung tam chi phi 1a trung tdm trach nhiém ma nha quan ly thuong chi chiu
trach nhiém vé nhiing chi phi ma ho kiém soat. Trong mot doanh nghiép, trung
tam chi phi thuong dugc t6 chirc ga"ln lién v6i cac bd phan, don vi thuc hién chirc
ning san xuat nhu phan xudng san xuat, bd phan mua hang héa. C6 hai dang
trung tam chi phi:

- Trung tdm chi phi dinh mtrc (Trung tAm chi phi tiéu chuan).

- Trung tam chi phi tu do (Trung tam chi phi tuy y).

Diém dic trung cla trung tam chi phi dinh mtrc 13 san luong dau ra co
thé do ludng va phi ton dau vao san xuat mot san pham doi hoi phai dugc
dinh r5. Kiém soat duoc str dung théng qua viéc so sanh chi phi dinh murc véi
chi phi thuc té. Sy khac nhau gitta chi phi dinh mirc va chi phi thuc té duoc thé
hién thong qua do 1éch.
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Trung tam chi phi tu do 14 trung tAm chi phi ma cac yéu t6 chi phi duoc
du toan va danh gia can ctr trén nhiém vy duogc giao, khong thé xac dinh cu
thé cho timg don vi san phdm hodc cho timg cong viéc cua trung tim. Nha
quan tri trung tAm chi phi tiy ¥ ¢6 trach nhiém kiém soat chi phi thuc té phat
sinh sao cho phu hop véi chi phi du toan ddng thoi dam béao thuc hién nhiém
vu dugc giao.

b2. Trung tam doanh thu

Trung tam doanh thu la trung tdm trach nhiém ma & d6 nha quan 1y chi
chiu trach nhiém vé két qua dau ra 1a doanh thu dat duoc trong don vi do. O
trung tdm doanh thu, nha quan trj diéu hanh hoat dong cta trung tdm sao cho
6 thé mang lai doanh thu nhiéu nhét cho t6 churc. Viéc thuc thi trach nhiém
cua nha quan tri trung tdm doanh thu cling dugc danh gia dua trén sy so sdnh
gilta doanh thu thuc té tao ra v6i doanh thu duogc giao.

b3. Trung tam loi nhudn

Trung tam lgi nhuan la trung tdm trach nhi¢ém ma nha quan tri phai chiu
trach nhiém véi ca vé doanh thu va chi phi phat sinh ¢ don vi d6. Do vy, nha
quan tri duoc quyén quyét dinh vé nhitng van dé nhu dinh gia, marketing, san
luong san xudt, ngudn san xuit, ngudn cung cp, co cdu hang ban... Nha
quan 1y trung tim loi nhuan con dugc giao quan 1y va str dung mot sd von cia
t6 chirc cung v6i nhiém vu tao ra lgi nhuan tr viée st dung hi¢u qua nguén
vbn d6. Nha quan 1y trung tdm loi nhudn khong c6 quyén han va trach nhiém
dau tu thém von cho trung tam.

b4. Trung tam dau tie

Trung tdm dau tu 14 trung tdm trach nhiém ma nha quan tri ngoai viéc
phai chiu trach nhi€ém vo61 doanh thu, chi phi, 191 nhuan cua trung tdm con
phai chiu trach nhiém véi vén dau tu va kha ning huy dong cac ngudn tai tro.

Do viy, nha quén tri trung tim dau tu duoc quyén ra cic quyét dinh vé dau tu
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von va st dung von luu dong. Pugc xép vao loai trung tdm dau tu 1a Hoi
ddng quan tri, cac cong ty con doc lap.

Trén thuc té, viéc phan biét rd rang loai trung tdm trach nhiém cho céc
bd phan, don vi trong mdt td chirc chi mang tinh tuong ddi va phu thudc vao
quan diém cta nha quan tri cdp cao nhat. Do viy, dé c6 thé phan loai cac bd
phan, don vi trong to chiic vao céac loai trung tAm trach nhiém hop 1y nhat thi
nén can cr vao nhi€ém vu chinh cia bod phan, don vi do.

Tém lai bude dau tién va co ban cta viée thue hién ké toan trach nhiém
la xay dung cac trung tdm trach nhiém.

1.3.2 Xac dinh cac chi tiéu do lwong thanh qua caa TTTN

Hoat dong cua céc trung tam trach nhiém thuong dugc xem xét trén ca
hai mat 1a hiéu qud va hi€u nang. Viéc danh gid hai ti€u chi nay s€ dugc thuc
hién trén ca hai mdt dinh tinh va dinh luong:

- Panh gia dinh tinh tirc 13 cac chi tiéu phi tai chinh. Chang han nhu:
viéc danh gia bo phan marketting dugc thuc hién thong qua cac bang diéu tra
khao sat, thim do khach hang dé danh gia su thoa man ciia khach hang thong
qua chi s6 hai long, chi sd trung thanh hay thi phén, tién d6 giao hang...; viéc
danh gia bd phan san xuit duge thuc hién thong qua cai tién quy trinh san
xuat (thoi gian san xuét, 161 san pham, chi phi hoat dong...), phan hoi cai tién
trong doanh nghi¢p (thoi gian dao tao, sy thdoa man ctia nhan vién, ty 1€ nhan
vién dugc dao tao...). Vi vay, dua vao muc ti€u ma doanh nghi¢p can dat
dugc, nha quan tri can xdy dung cac chi tiéu phi tai chinh cu thé dé két hop
v6i cac chi tiéu tai chinh 1am co s& danh gia thanh qua cua cac bo phan. Can
nhan manh rang cac chi tiéu do luong phi tai chinh c6 lién quan dén cac b
phan nhu tinh canh tranh, su ddn dau san pham, chat luong, qua trinh phan

phoi, sy d61 méi va linh hoat nham dap trng nhu cau.
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- Banh gi4 dinh lugng s€ dugc thyc hién thong qua cac chi ti€éu do
ludng tai chinh cu thé. Sau day 1a vi du lién quan dé do ludng mirc d6 hoan
thanh cua ting trung tam.

Bang 1.1: Do luong mirc 0 hoan thanh theo cac dang TTTN

Loai trung tam trach nhiém Chi ti€u danh gia
Trung tdm chi phi - Chi phi san xuat, chi phi ban hang va
quan 1y doanh nghiép
Trung tdm doanh thu -Pon gid ban

-Doanh s6 ban

Trung tam 191 nhuén -Lo1 nhudn bd phan, kha nang sinh 161

Trung tim dau tu ROI (return on investment) - ti 1¢ hoan
vbn dau tu
RI - Thu nhap thang du

1.3.3 Bao cao thanh qua

a. Khdi niém vé bdo cdo thanh qua

Dé cap quan tri cao nhat trong mot té chic cé thé nim duoc toan bo
tinh hinh hoat dong cta to churc, dinh ky cac trung tdm trach nhiém tir cap
thap nhat phai bao cao dan 1én cac cdp cao hon trong hé thong vé nhimg chi
tiéu tai chinh chu yéu dat duoc clia trung tdm trong mot khoang thoi gian nhat
dinh goi 13 bao cao thanh qua trong ké toan trach nhiém.

Mot bao céo thanh qua 1a bao cdo so sanh cac chi tiéu giira s6 liéu dy
toan va sb liéu thuc té, dua ra sb chénh léch cua nhiing chi ti€u tai chinh chu
yéu sao cho pht hop theo timg loai trung tim trach nhiém. Thong qua cac bao
cdo thyc hién, nha quan tri sé kiém soét dugc cac hoat dong cua td chirc mot
cach hi¢u qua.

b. Ngi dung bdo cdo thanh qud trong ké todn trach nhiém

Céc trung tdm trach nhiém, tir cAp quan tri thip nhét phai 1ap bao céo

thanh qua dé trinh 1én cap quan tri cao hon trong t chirc, dé nha quan tri cip
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trén nam dugc hoat dong cac bo phan thudc pham vi trach nhiém quan 1y cia
minh, trén co s& d6 kiém soat hoat dong cac don vi truc thudc.

Ké toan trach nhiém cung cap hé thdng bao cdo & cac cap khac nhau
cia t6 chtrc, mdi bao cdo thanh qua duge kiém soat boi mot nha quan tri
trung tam trach nhi€ém do, muc dd chi tiét phu thudc vao cép do ctia nha quan
tri trong t6 chuc.

c. Pdc diém bdo cdo thanh qud trong ké todn trach nhiém

Bao cdo thanh qua trong ké toan trach nhiém 1 mot bao cdo phan anh
két qua vé cac chi tiéu tai chinh chii yéu dat dugc & ting trung tdm trach
nhiém trong mot khoang thoi gian nhat dinh theo két qua thuc té va theo du
toan, déng thoi chi ra cac chénh 1€ch gitra két qua thuc té so v6i du toan theo
ting chi tiéu dugc chuyén tai trong bao cao phu hop véi timg loai trung tim
trach nhiém. Béo cdo thanh qua trong ké toan trach nhiém c6 dic diém chung
1a: Mirc do chi tiét cia bao cao giam dan khi cAp d6 nha quan tri nhan béo céo
tang dan.

d. Cdc logi bdo cdo thanh qud trong ké todn trach nhi¢gm
MGdi loai hinh TTTN sé& c¢6 hé thong bao co thanh quéa twong tng.

- B4o cdo trach nhiém cua cac trung tdm chi phi: bao gdm tat ca cac chi
phi ¢ thé kiém soat ciia trung tam theo du toan va thuc té. Mdi cap do trung
tam chi phi déu gan lién véi nguoi kiém soat nhu quan doc phan xudng, giam
dbc nha may, giam ddc cong ty. ..

- Béo céo trach nhiém cua trung tdm doanh thu: bao gom tat ca cac
doanh thu phat sinh theo du toan va theo thuc té ctia trung tdm doanh thu do.

- Bdo céo trach nhiém cua trung tdm loi nhudn: thuong duge to chirc
theo doanh nghi¢p. Bao cao trinh bay tinh hinh thuc hién du toan lgi nhuan

theo hinh thirc s6 du dam phi.
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- B4o céo trach nhiém cua trung tim dau tu: bdo cdo nay trinh bay thu

nhap va tinh hinh dau tu theo du toan va theo thuc té.

V& tan suit bao céo: Bo cdo phéi dugc thyc hién mot cach thuong xuyén
(thuong 13 béo céo theo thang, quy) thi méi co co sé dé tim ra xu hudng phat
trién ddi véi cac yéu tb trong hoat dong cta bd phan ciing nhu toan don vi, cung
cap thong tin mot cach kip thoi cho cac nha quén tri cap cao c6 nhiing diéu chinh

kip thoi nham ting hiéu qua hoat dong ctia doanh nghiép.

Nhu vay, bao cao ké toan trach nhiém rat can thiét cho cac nha quan tri
trong viéc phan tich hoat dong cua cac by phan trong t6 chirc, danh gia thanh
qua cua bd phan va nguoi quan ly cua tung bo phan, cling nhu trén pham vi
hoat dong toan doanh nghiép. Thong qua phan tich bao cao bo phan c6 thé xac
dinh duoc mit ton tai va cac kha nang con tiém an & tung bo phan trong to
chrc, tir 6 & ra cac bién phap khéc phuc, cac phuong an hoat dong ciing nhu
cac quyét dinh kinh té thich hop.

1.3.4 Danh gia thanh qua cia cac trung tam trach nhiém

a. Danh gia thanh qud cua trung tdm chi phi

Can phan biét hai dang : trung tdm chi phi dinh mtrc va trung tm chi phi tr do.

- Trung tdm chi phi dinh murc: 1 trung tdm chi phi ma dau ra c6 thé va
lugng hoa duoc bang tién trén co s da biét phi ton can thiét dé tao ra mot
don vi dau ra. Vi vay, trach nhiém cua nha quan tri nay la dam bao hoat dong
san xudt kinh doanh dat duoc ké hoach san xuét dugc giao va chi phi thuc té
phat sinh khong vuot qué chi phi du toan.

- Trung tam chi phi ty do: 1a trung tdm chi phi ma dau ra khong thé
lugng hoa duoc bang tién mot cach chinh xac va mdi quan hé giita dau ra va
dau vao ¢ trung tim nay 1a khong chit ché. Gidng nhu trung tAm chi phi dinh

murc, nha quan tri trung tdm chi phi tu do ciling ¢6 trach nhiém dam bao hoat
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dong san xuét kinh doanh dat duoc ké hoach san xuit duoc giao va chi phi

thuc té phat sinh khong vuot qué chi phi du toan.

- Chi tiéu danh gia:

Chénh léch chi phi = chi phi thyc té - chi phi du toan

Chénh léch ty 18 Chi phi thyc té Chi phi du todn
chi phi trén doanh thu B Doanh thu thuc té ) Doanh thu du toan

Trach nhiém cua trung tdm chi phi d6i v6i muc tiéu chung duoc thé
hién qua nhiing khia canh sau:

- Hoan thanh ké hoach san xuit dap umg san pham day du cho nhu cau
tiéu thu, dam bao thuc hién ké hoach san xuét trong mbi quan h¢ voi ké hoach
tiéu thu va kiém soat dugc dinh muc, dy toan chi phi.

- Kiém soat chi phi voi doanh thu wéc tinh, gop phan giam ty 1& chi phi
trén doanh thu dé gia tang loi nhuan cho toan to chic.

- Xac dinh cac nguyén nhan khach quan, chu quan tic dong dén tinh
hinh thyc hién cac dinh muic va dy toan chi phi.

Trung tdm chi phi dugc xem 1a kiém soat va dap ung duoc muyc tiéu
ctia to chure khi chénh 1éch vé chi phi, vé ty 18 chi phi trén doanh thu nhé hon
khong. Nguogc lai, néu xuat hién mot chénh léch duong 1a dau hiéu bat loi.
Dau hiéu nay c6 thé bat ngudn tir nhiing tac dong bat loi tir tinh hinh san xuat,
tur tinh hinh cung Umg vat tu, lao dong, dich vy, tinh hinh diéu hanh cua nha
quan 1y trung tam chi phi va doi khi nhiing sai sot bat can. Khi danh gia trach
nhiém cua trung tdm chi phi diéu ma ngudi quan 1y can quan tam 1a viéc giai
thich nguyén nhan nham tim ra nhimg kho khin dé khac phuc khi hoan thanh
trach nhiém va muc tiéu chung cta to chrc.

b. Danh gia thanh qud ciia trung tdm doanh thu

Quyén han va trdch nhi¢m cua trung tdm doanh thu trong doanh nghiép

duoc thé hién qua hai chi ti€u:
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+ Tong doanh thu: Chi tiéu nay cho thidy quy mé tai chinh trong hoat
dong va pham vi trach nhiém cua trung tdm doanh thu.
+ Ty 1€ 191 nhuan trén doanh thu: Chi ti€éu nay cho théy hiéu suét tai

chinh cua trung tam doanh thu.

Chi ti€u danh gia:

Chénh 1éch doanh thu = doanh thu thuc té - doanh thu dy toan

Chénh léch ty 18 1o Loi nhuan thuc té Loi nhuan du toan
nhuan trén doanh thu Doanh thu thuc té Doanh thu du toan

Trach nhiém cua trung tim doanh thu ddi véi muc tiéu chung duoc thé
hién qua nhiing khia canh sau:

- Hoan thanh dy toan vé tiéu thy san pham.

- Kiém soat sy gia ting chi phi trong méi quan hé véi doanh thu, dam
bao téc d6 cua doanh thu nhanh hon téc d6 ting ciia chi phi nham dam bao
mot hiéu suét 1gi nhuén trén doanh thu.

- Xac dinh cac nguyén nhan khach quan, chii quan anh hudéng dén viéc
thuc hién dy toan tiéu thu va su phat sinh chi phi ciua cac bd phan trong ky ké
hoach.

Trung tam doanh thu dugc xem la dat dugc thanh qua tai chinh trong
viéc dong gép vao muc tiéu chung cua t6 chire khi dat duge mirc chénh 1éch
doanh thu duong, ngugc lai néu 1a cac ddu hiéu Am thi day la diéu bat 1gi, can
phai xem xét tong hop cu thé nguyén nhan tu ddu dé tranh nhitng quy chup,
gan ghép d& dan dén nhitng phan tmg tiéu cuc.

c. Danh gia thanh qud cua trung tam lgi nhudn

+ V& mat hiéu qua thuong dugc danh gid thong qua viéc dam bao mirc
loi nhudn. Xéc dinh cac nguyén nhan chu quan, khach quan lam bién dong loi

nhuan so voi du toan.
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+ V& mit hiéu nang dugc danh giad dya vao viéc dam bao dugc su gia
tang tdc d6 loi nhuén cao hon sy gia tang tbc d6 vé von.

Ngoai céc chi ti€éu duogc sit dung & hai trung tam trén, con st dung cac
chi tiéu sau:

- Tong loi nhuan.

- Ty suat lgi nhuan trén von phan cap.

Chi ti€u danh gia:
Chénh léch loi nhuén = loi nhuén thuc té - loi nhuén du toan
Chénh léch ty 16 Loi nhuan thyc té Lo1 nhuén du toan
lgi nhuén trén vén - Vén hoat dong thuc té ) Vén hoat dong du toan

- D4u hiéu tich cuc khi chénh 1éch loi nhuén va ty 1€ loi nhuan dat dau
duong va nguoc lai néu thanh qua cua trung tam 1a mot dau hiéu chénh léch
am thi day 1a dau hiéu bat lgi ma nha quan 1y can phai giai thich.

d. Ddnh gid thanh qud ciia trung tim dau tw

Trung tdm dau tu voi quyén han va trach nhiém véi nhimg van dé vé
thanh qua va hiéu qua von dau tu.

- V& hiéu qua thudng duogc danh gia twong tu nhur trung tam loi nhuan.

- V& mit hiéu nang dugc danh gia dya vao céc chi tiéu ROI, RI. Trung
tam dugc xem la hoan thanh trach nhiém trong ky quan 1y khi:

+ Pat dugc mirc chénh léch duong vé sy thuce hién cac chi tiéu ROI va RIL

+ Kiém soat va giam dugc nhiing han ché trong khi xem xét danh gia
tung chi tiéu RI, ROI trong nhiém ky quan 1y.

d1.Chi tiéu Ty sudt sinh 107 ciia vén dau tw - ROI (return on investment)

Muc tiéu quan trong ctia bat ky doanh nghiép nao kinh doanh vi muc
tiéu lgi nhuan 13 t6i da hoa loi nhun va str dung vén dau tu ¢ hiéu qua. Cac

nhan vién ké toan quan tri sitr dung hai phuong phap khac nhau dé danh gia



24

hi€u qua cua céac trung tdm dau tu: Ty suat lgi nhuan trén von dau tu (return

on investment - ROI) va thu nhdp thang du (residual income - RI)

Ti 1€ hoan
von ROI

ROI =

Ti 1€ loi
nhuan trén
doanh thu

—(o—

Ti 1€
doanh thu
trén von

Loi nhuan

Von dau tu

Loi
nhuan

Doanh thu

Doanh thu

Doanh thu

Von
dau tu

Chi phi
hoat dong

Von ngan
han

A\ 4

_I_

Von dai
han

Khi viét cong thirc ROI theo cach ndy sé& lam rd cac nhan t anh huong

dén suc sinh 161 cia von dau tu cia mot trung tdm dau tu. Ty sO gitta 1g1

nhuén va doanh thu dugc goi la ty suét loi nhuén trén doanh thu, chi tiéu nay

cho biét khi thyc hién duoc mot dong doanh thu thi doanh nghiép dat duogc

murc loi nhun bang bao nhiéu phan trim ctia mot dong doanh thu. Tuy ty suat

hoan vén ROI duoc str dung mdt cach rong rai dé danh gia, ciing khong phai

la mot cong cu hoan héo, chi tiéu ROI van c6 mdt s6 di€ém han ché sau:

+ ROI ¢6 khuynh huéng chu trong dén sy thuc hién ngén han hon la

qua trinh sinh loi dai han. Nham muc dich bao vé két qua thuc hién dugc, nha

quan ly c6 thé bi stic €p tir choi nhiéu co hdi dau tu ¢6 11 khac vé dai han.
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+ ROI khong phii hop véi cac mé hinh van dong ciia dong tién sir dung
trong phan tich von dau tu.

+ ROI ¢6 thé khong hoan toan chiu sy kiém soét cua trung tam dau tu
vi su hién dién cua trung tim dau tu cap cao hon c¢6 quyén diéu tiét ROI (do
su phan bd chi phi chung va von tir cip quan 1y cao hon).

Dé giai quyét cac van dé nay, mot s6 cong ty sir dung nhiéu tiéu chuan
dé danh gia thyc hién thay vi chi sit dung ty sudt hoan vén ROI. Cac tiéu
chuan khac dugc str dung gdm co: Su ting gia thi truong cua cd phiéu; Mirc
tang truong cia san xuat; Loi nhuan dat duoc; S6 1an quay vong cac khoan
phai thu; Sb 1an quay vong hang ton kho; Kha ning mé rong dén nhimg linh
vuc kinh doanh sinh 191 méi.

* Céc bién phap dé ting ROL:

- Tang doanh thu, véi diéu kién chi phi va von khong doi;

- Giam chi phi, véi diéu kién doanh thu va vén khong doi;

- Giam von hoat dong, voi diéu kién doanh thu va chi phi khong doi.

d2. Thu nhap thang du RI

Mot phuong phap khac dé danh gia hiéu qua cia mot trung tam dau tu
la sit dung chi tiéu thu nhap thang du hay con goi la Loi nhuan con lai

(residual income - RI).

Thu nhap Loi nhuan cua Chi phi von
thang du RI trung tAm dau tu st dung
Chi phi Vén dau tu cta Ty 1¢ 1ai
. = \ X .
von st dung trung tam dau tu suat

Ty I¢ 1ai suat > Lai suat ng vay
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Thu nhap thing du (RI) 1a mot chi tiéu tuyét dbi, khong gidng nhu ROI
1a mot chi tiéu twong d6i. RI thuc chat 13 loi nhudn con lai ciia mot trung tim
dau tu sau khi loai trir chi phi str dung vdn dau tu.

U'u diém: Khi thu nhap thang du dugc st dung dé danh gia viéc thuc
hién, thi muc tiéu ma cac nha quan 1y ctia trung tim dau tu nhim dén 1a tbi da
hoa thu nhap thang du RI. Chirng nao ma RI cia mot phuong an/dy an con
16n hon khong (0), du 4n s& dugc chap nhan vi n6 1am ting tong RI cua trung
tam dau tu.

R4t nhiéu nha quan 1y cho rang thu nhap thing du - RI 1a mot cach
danh gia thuc hién céng viéc cua trung tim dau tu tot hon chi tiéu stc sinh 10i
ctia von ROL Ho nhan manh rang thu nhap thang du thuc ddy cac nha quan 1y
thuc hién dau tu c6 loi tinh trén téng thé cua t6 chirc, ddm bao tinh phu hop
gilta muc tiéu cua cac don vi vd1 muc tiéu chung cua td chre.

Nhwoce diém: Vi c6 khuynh hudng thién vé cac bd phan c6 quy mo 16n
hon, cach tinh thu nhap thang du c6 mot diém han ché 1a n6 khong thé duogc
sir dung dé so sanh hiéu qua hoat dong cua cac trung tim dau tu c¢6 qui mo
khac nhau. Piéu nay cé nghia 1a cac trung tim dau tu c6 quy md 16n hon
thuong c6 thu nhap thang du cao hon cac bd phan c6 quy mé nho. Di nhién
khong phai vi chiing duoc diéu hanh tét hon ma chi don gian 14 vi von dugc
str dung nhiéu hon.

Tém lai, ca ROI va RI déu co nhirng han ché nhat dinh trong vi¢c danh
gia hiéu qua hoat dong ctia cac trung tdm dau tu. ROI c6 thé khong dam bao
tinh théng nhat muc tiéu hoat dong cua td churc. St dung RI thi khong dam
bao tinh hop 1y trong viéc so sanh hiéu qua cia cac trung tim dau tu c¢6 qui
mo khac nhau. Vi vay, cic doanh nghiép sé& str dung phdi hop hai phuong

phap danh gia nay. Ngoai ra, nhiing tiéu chuan danh gia khac, bao gdm ca



27

nhitng chi ti€u tai chinh va phi tai chinh (nhu mtrc tang trudng doanh thu, thi
phan) két hop sir dung dé danh gia.
d3. Xac dinh von dau tw va loi nhudn trong vigc tinh toan ROI va Rl

Vén diu tu Vondautedauky + Vondau tu cudi ky

binh quan 2

- Tuy thudc vao su phan cip quan 1y, quyén ra quyét dinh va trach
nhiém & ting bo phan trong timg doanh nghiép, vén dau tu binh quan co thé
13 s6 binh quan tai san, hodc sd binh quan ciia mot phan tai san, hodc sd binh
quan cta tai san trir no ngan han trén bang can dbi ké toan.

+ Khi nha quan 1y trung tdm c6 quyén quyét dinh va chiu trach nhiém
toan bd céc tai san dugc dau tu vao trung tam thi von hoat dong dugc chon la
s6 binh quan cua tai san trén bang can dbi ké toan.

+ Khi nha quan 1y trung tdm chi c6 quyén quyét dinh va chiu trach
nhiém han ché vé mot s6 von duoc phan cdp quan Iy duoc dau tu vao trung
tam thi vén hoat dong dugc chon la s6 binh quan cua von s& hitu hodc von
phan cap trén bang can dbi ké toan. Trong truong hop nay nhiing tai san vuot
ngoai quyén quyét dinh cua trung tdm s& duoc loai trir ra nhu tai san ¢d dinh
dir trlt, chi phi xay dung co ban d& dang, tai san cho thanh ly...

+ Trong truong hop sir dung sd binh quén tai san trir no ngan han trén
bang can d6i ké toan khi giam ddc trung tam dugc quyén huy dong ngudn von
ngan han.

- Tuy thudc vao muc dich cua viéc danh gid trach nhi€ém cua cac bd
phan ma co thé st dung céc chi ti€u lgi nhuan khac nhau nhu lgi nhuan truéce

thué, lgi nhuan sau thué.
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KET LUAN CHUONG 1

Trong nén kinh té thi truong hién nay véi nhiing yéu cau phat trién
manh mé, ké toan trach nhiém 1a cong cy hitu ich giup nha lanh dao quan Iy
hiéu qua hon. Day 1a mot cong cu ké toan thu thap, bao cdo cac thong tin, do
luong va danh gia cac bo phéan trong doanh nghi¢p thong qua sy phan chia
trach nhiém va quyén han dé hudng cac bd phan dat dén muc tiéu chung cua
doanh nghi¢p va tré thanh mdt cong cu déc luc cho nha quan tri trong kiém
soat quan ly.

O chuong dau tién, luan van di khai quat nhimg nét co ban vé ké toan trach
nhiém va ndi dung to chirc ké toan trach nhiém trong doanh nghiép. Tir nhiing
khai niém, ban chat va noi dung co ban cua t6 chuc ké toan trach nhiém trong
doanh nghiép cho dén méi quan hé giita ké toan trach nhiém véi su phan cip quan
1y tai chinh, sy hinh thanh céc trung tdm trach nhi€ém va cac bd phan truc thudc
trung tam, tir 6 xac dinh céc chi tiéu do ludng lam cin cir dé danh gia thanh qua
clia cac trung tdm trach nhiém. Pay chinh 14 co sd 1y luan dé tim hiéu, phén tich,
danh gia thyc trang cong tac to chic ké toan trén co s& phan cip quan 1y tai chinh

tai Cong ty CP Vinatex Pa Néng tir d6 dua ra cac phuong hudéng va gidi phap.
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CHUONG 2
THUC TRANG TO CHUC KE TOAN VA QUAN LY PHUC
VU PANH GIA TRACH NHIEM TAI CONG TY CO PHAN
VINATEX PA NANG
2.1 GIOI THIEU CONG TY CO PHAN VINATEX PA NANG

So lwge vé tru sé chinh:

rf'% SN b oy [ Welrama t

[
fianh Hahlip.e2 i e viin Fen nbdin ban
Db ok wh b 1 B hdch g

V|
e Tén giao dich : Vinatex Danang
e Giam dbc : HO Hai
e Try sé giao dich : 25 Tran Qui Cap - TP. Pa Nang - VN
e Dién Thoai : 84.511.863757/ 823725/863845
e Fax : 84.511.823367
e Email : Vinatexdn@dng.vnn.vn
e Website : www.vinatexdn.com.vn

2.1.1 Qua trinh hinh thanh va phat trién ciia Cty CP Vinatex PN

Tién than ciia Cong ty CP Vinatex Pa Ning la chi nhanh tong cong ty
D¢t May Viét Nam tai Ba N'fmg, dugc thanh 13p trén co s& sat nhap chi nhanh
lién hiép Dét tai Pa Nang v6i chi nhanh lién hiép May tai Da Nang theo quyét
dinh s6 100/QB/TCLD ngay 26/10/1995 ciia HDQT Tong Cong ty Dét May
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Viét Nam, c6 tén giao dich quoc té VIETNAM NATIONAL TEXTILE AND
GARMENT CORPORATION - DANANG BRANCH.

Ngay 28/01/2002, B6 Cong nghiép quyét dinh sat nhap Chi nhanh
Tong cong ty Dét May Viét Nam tai Pa Nang va Cong ty Dét may Thanh Son
dé thanh 1ap Cong ty SX - XNK Dét may Pa Néng (goi tat 1a Vinatex Da
Ning), 1a don vi hach toan doc 1ap c6 con dau riéng va cd tai khoan riéng tai
ngan hang, 14 don vi truc tiép kinh doanh XNK hang may mic, kinh doanh
thuong mai hang D¢t May, thiét bi phu tung di¢n - di€n lanh, tru s¢ van phong
chinh dit tai 25 Tran Quy Cap - T.P Pa Nang.

Thang 9/2005, Cong ty SX - XNK Dét May Da Ning duoc ¢ phan hoa
theo quyét dinh sd 142/2004/QD-BCN ngay 23/11/2004 va d6i tén thanh
Cong ty CP SX XNK Dét May Pa Nang, tén tiéng Anh 1a DANANG
TEXTILE MANUFACTURING EXPORT IMPORT JOINT STOCK ENTER
PRISE, tén viét tat 1a VINATEX DANANG.

Ngay 01/07/2008 dugc ddi tén thanh Cong ty CP Vinatex Da Nang.

Véi hinh thire gia cong va FOB céc san pham dét may xuat khau, Cong
ty da khong ngung déy manh va tp trung vao hoat dong xuat khau ra cac thi
truong tiém ning ctia nganh dét may Viét Nam nhu M¥, Dai Loan, Nga, Phap
va cac nude E.U khac.

Céc san pham may mic do cong ty thiét ké va phan phdi cho thi trudong
nd1 dia chu yéu thuc hién thong qua hoat dong ctua hé théng ctra hang ban 1¢
ciia Trung tdm Thuong mai Dét May. Tuy nhién, muc tiéu xuat khau van 13
chu yéu.

Nganh nghé kinh doanh:

- Dét tham, xuat khau san pham, nhap khau nguyén liéu, tham len xuat khau.
- San xuit va kinh doanh hang thu cong my nghé, hang théu dan, hang 40

len, to tim, may cong nghiép.
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- bai ly kinh doanh nguyén phu li€u, hoa chét, thuéc nhudm, cac san
pham cudi ciing ctia hang dét may, may moc thiét bi dét may va xay dung dan
dung, h¢ théng dién lanh. ..

- Céc san pham chi luc:

+ Cac mat hang may mac: 4o so mi, ao Polo, 4o Jacket, qu?m dai nam,
quan short. ..

+ Céc san pham thil cong my nghé: tham len, théu dan...

- La don vi thuc hién xuat khau tryc tiép va gian tiép.

- Thi truong xuét khau cia doanh nghi¢p: USA, Canada, Anh, Puc, Dai
Loan...

2.1.2 Chirc niing, nhiém vu Céng ty CP Vinatex Pa Ning

a. Chirc nang:

- T chure san xudt,gia cong cac san pham may mic.

- Xuat nhap khau cac san pham may mic va cac nguyén vat liéu phuc
vu cho san xuit hang may mic.

- Kinh doanh cac san phérn dét may va cac san phém dién - dién lanh.

- Ngoai ra cong ty con kinh doanh cac mit hang nhu: thiét bi phu ting
may moc, hang cong nghé thyc pham, cac san phim cudi cling ctia nganh dét
may.

b. Nhiém vu:

- Cong ty c¢6 nhiém vy thuc hién tét cac chinh sach co ché quan 1y cia
Nha nudc, dia phuong, thyc hién kinh doanh dung nganh nghé di dang ky.
X4y dung va phat trién co s& vat chat k¥ thuit, may moc thiét bi dé tang ning
suat va mé rong quy mo ciing nhu mang ludi san xuét kinh doanh, nghién ctru
ap dung khoa hoc k¥ thuat cong nghé vao san xuat nham ning cao chat luong
san pham va bao vé mdi truong, chim lo doi sdng vat chat tinh than cho

nguoi lao dong.
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- Xay dyng va t6 chtrc thuc hién ké hoach san xuét kinh doanh, ké
hoach xuit nhap khau truc tiép va cac ké hoach dai han, ké hoach hang nam
nham dép tmg cho nhu ciu san xuét kinh doanh tai cong ty.

- Tuan thil cdc chinh sach xuat nhap khau va giao dich d6i ngoai do
Nha Nudce qui dinh.

- Bao toan vdn, khai thac va st dung c6 hi€u qua céac nguén von.

- Thyc hién tbt cong tac bao hg, an toan lao dong.

2.1.3 Muc tiéu hoat dong Cong ty CP Vinatex Pa Niing

- Kinh doanh c¢6 13i, bao toan va phat trién vén Chu sé hitu.

- T6i da hoda loi nhuan va hiéu qua san xuit kinh doanh ctia cong ty,
thuc hién nhi€ém vu phat trién XNK may mac

- Hoat dong san xuat kinh doanh da nganh nghé, trong dé nganh nghé
chinh la dét may.

2.1.4 Co céu td chirc quan ly Cong ty
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DAI HOI PONG CO DONG
A 4
2 > BAN KIEM SOAT
HOI BPONG QUAN TRI
A 4
CO QUAN TONG GIAM POC
A 4 \ 4 A 4 A 4
Trung tam TM Van phong BN Nha May May Nha may may
D¢t May Vinatex (Van phong chinh) Dung Quat Phu My
I
A 4 A 4 A 4
Céc cua hang -Céc xi nghiép may: Cac phong chure nang:
Dét May XNI, XN2, XN3, Phong kinh doanh -Phong t6 churc hér}h chinh
XN4 -Phong tai chinh k€ toan
Cira hang -Phan xuong théu —Phc:)ng ke Poaf:h tl}i truong
Dién lanh -Phong quan ly chat lugng
- -Phong k¥ thuat cong nghé

Hinh 2.1: Co cdu t6 chtic quan 1y cong ty




34

2.1.5 Chirc niang, nhiém vu cua tirng don vi, by phan

- Hoi dong Quan tri:

HDQT cong ty c6 toan quyén quyét dinh moi van dé lién quan t&i muc
dich va quyén loi ciia Cong ty, trir nhitng van dé thudc tham quyén PHPCP
quyét dinh. HPQT x4y dung dinh hudng, chinh sach ton tai va phat trién dé
thuc hién cac quyét dinh cia PHDCD thong qua vi¢c hoach dinh chinh séch,
ra nghi quyét hanh dong cho timg thoi diém phu hop véi tinh hinh san xuét
kinh doanh cua cong ty.

- Ban kiém soat:

Do PHDCP bau, thay mat cd dong kiém tra, kiém soat moi hoat dong
kinh doanh, quan tri cua cong ty.

- Tong Giam déc:

- Té)ng giam ddc do HDQT bo nhiém, bai nhi¢m, l1a nguoi dai dién theo
phap luat ctia Cong ty, chiu trach nhi¢m truéc HDQT, quyét dinh tat ca cac
van dé lién quan dén hoat dong hang ngay cua cong ty.

+ La nguoi chiu trach nhiém truc tiép vé két qua hoat dong san XuAt
kinh doanh cua cong ty trudéc Tong cong ty, trudc phap luat va cac chi thé
khac c6 lién quan.

+ Tong giam dbc con phai quan tim, dong vién khuyén khich nhan vién
an tdm cong tac, phat huy hét nang luc ctia ho dé phuc vu cho cong ty va nang
cao doi sdng cia CBCNV.

- Céc pho tong giam doc: Phé tong giam ddc tham muu cho Téng giam
dbc vé san xudt kinh doanh.

+ Theo doi hoat dong san xuét kinh doanh ctia doanh nghi¢p: theo doi
ké hoach cung tng vat tu, thiét bj phy ting cho san xuat, tinh hinh tai chinh
cua coOng ty...

+ Ki két hop dong khi tong giam dbc uy quyén.
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- Phong T6 chirc Hanh chinh:

+ Tham muu cho Téng Giam ddc Cong ty vé cac mat cong tac hanh
chinh, quan tri, ddi ngoai, thi dua tuyén truyén, tuyén dung, dao tao, quy
hoach can bd va thuc hién cac thi tuc bd nhiém - mién nhiém can bo, diéu
dong, k¥ luat, khen thuéng ngudi lao dong.

+ Thuc hién céc thu tuc ky két hop dong lao dong, cac chinh sach - ché
d6 Bao hiém XH, BHYT va cac chinh sach ndi bo ciia cong ty ddi voi nguoi
lao dong.

+ Quan 1y nhan sy, theo ddi ngay cong lam viéc, thuc hién ché do d6i
v6i nguoi lao dong, ra quyét dinh vé nhén sy va phan cong lao dong hop 1y.
Quan 1y diéu hanh cong tac t6 chirc tong hop, tiép nhan va thuyén chuyén
cong tac, huu tri mét strc, lam thu tuc di cong tac nudc ngoai cho can bd cong
nhan vién. Tham gia phé duyét phuong 4n t6 chirc, phuwong an lwong.

+ Tiép nhan céc loai vin ban dén trinh Ban Tong giam doc va chuyén cac
loai vin ban theo phé duyét ctia Ban Tong giam dc.

+ Luu gitr va bao quan con du, cac loai van ban, cong van cia Cong ty.

- Phong Tai chinh - Ké toan: tham muu cho Tong Giam dc Cong ty
vé cong tac quan 1y kinh té tai chinh cua Vinatex Pa Nang, quan 1y viéc st
dung tai san, vat tu, tién von, nham bao dam quyén chu dong trong san xuét
kinh doanh ciia Cong ty, trén co s& tuan thil cac ché do, nguyén tic lut phap
cua Nha nudc.

+ Thuc hién ché d6 bao cdo tai chinh, danh gia dung dan va kip thoi
cac két qua hoat dong san xuit kinh doanh ctia Cong ty. Can dbi va thuc hién
cac thu tuc vay von - tra no hop 1y va thu hoi nhanh cac khoan no trén khach
hang.

+ Quan 1y s6 dang ky c6 doéng va lap cac thu tuc phat hanh, chuyén

nhuong co phiéu, trai phiéu cia Cong ty phat hanh theo dung quy dinh.
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- Phong Kinh doanh: tham muu cho Tong Giam d6c Cong ty vé cong
tac kinh doanh bao gém: Diéu tra, nghién ctru thi truong, dé xuét chién luoc
tiép thi va kinh doanh; dugc Tong Giam ddc Cong ty uy quyén truc tiép ky
két, theo ddi thuc hién va thanh 1y cac hop dong kinh té trong linh v XNK
hang may mac, giao nhan, van chuyén, bdo quan hang hoa...

+ Giao dich véi cac dbi tac, khach hang truyén thong ciing nhu khach
hang tiém nang, déng thoi theo ddi don ddc tién d6 thuc hién ké hoach san
xudt, gia cong hang may, théu da giao cho cac don vi.

+ Theo ddi va trién khai thuc hién cac don dit hang kinh doanh theo hop
dong da ky.

- Phong ké hoach thi truwong: tham muu cho Tong Giam doc Cong ty
vé cong tac bo tri san xuat, gia cong hop 1y; diéu phdi nhan luc, phuong tién
theo yéu cau san xuat ctia Cong ty va cac Xi nghiép thanh vién.

+ Lén ké hoach san xuét gia cong tong thé va phdi hop véi phong kinh
doanh diéu phdi hoat dong san xuét phtt hop véi nang luc Cong ty va cla timg
don vi san xuét.

+ Lap céc thu tuc hai quan XNK nguyén phu li¢u - vat tu san Xuét hang
may theo hop dong di ky va thanh Iy - quyét toan dut diém cac hop dong da thuc
hién xong v6i khach hang va cac co quan Nha nudce ¢o lién quan.

- Phong quin Iy chat lugng (QA):

+ Kiém tra chat luong san phém tai cac don vi truc thudc va cac co so gia
cong bén ngoai.

+ Kiém tra giam sat qua trinh san xudt nhim dam bao cho san phim
duogc san xuat ra voi chat lugng cao, giai quyét kip thoi nhitng phat sinh khong
pht hop trong qua trinh san xuét c6 lién quan dén chat luong san pham.

+ T6 chirc xay dung, thuc hién cac chuwong trinh quan 1y chét luong

theo tiéu chuan 1SO.



37

- Phong k¥ thuat cong nghé:

+ La bo phan quan trong trong qua trinh san xuét, thiét ké mau ma theo
don dit hang, dua ra san pham vira y nhit cho khach hang.

+ Hudng dan chi tiét cong nghé cho phong k¥ thuat cia cac phan
xuong theo ting don hang, ddm bao quy trinh ky thuat may theo diung yéu
cau cua khach hang.

+ C6 trach nhiém kiém tra tién do san xudt va xtr Iy cac van dé phat
sinh trong qua trinh may trén day chuyén.

- Cac xi nghiép may:

C6 nhiém vu to chire san xuét cac don dit hang cong ty giao, tao ra cac
san pham may mic ciia cic hop dong gia cong xuat khau hay ban trén thi
truong noi dia.

+ Xi nghiép may 1 chuyén san xuit 4o Polo, Jacket;

+ Xi nghiép may 2 chuyén san xuat quan tay;

+ Xi nghiép may 3 chuyén san xuit 40 somi thoi trang;

+ Xi nghiép may 4 san xuat d6 bo thé thao va cac mit hang khéc.

- Xudng théu:

+ Xuong théu tu dong: Co hé théng théu ty dong phuc vu cong doan
hoan thién san pham. Chuyén théu gia cong cho cac don vi san xuat hang may
mic xuét khau.

+ Xudng hoan thanh: Chiu trach nhiém vé viéc dong kién, ui dé hoan
thanh cong doan nhap kho thanh pham.

+ Xudng san xuat va kinh doanh tham len: san xuat va kinh doanh céc
san pham tham len.

Céc xuong nay chiu trach nhiém may théu thiét ké, thuc hién cac hop
ddng theo chi dao cua lanh dao cap trén, ngoai ra cac xudng con cb trach

nhiém bo trg gitip nhau hoan thanh chi tiéu chung ciia cong ty mot cach nhanh
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hon va chiu trach nhiém luan chuyén lao dong néu can nham can doi gifra cac
don vi.

- Trung tim thwong mai dét may Vinatex Pa Ning:

Trung tim thuong mai dét may t6 chirc quan 1y cac cira hang ban 1¢,
chtrc ning kinh doanh thwong mai cho cac dbi twong khach hang trong nudc
vé san pham quan 40 may mic thoi trang. Chi dong trong viéc tim kiém
ngudn hang tir cac nha cung cip cling nhu thi trudng tiéu thu.

+ Ctra hang giéi thiéu va ban san phiam: Cac cira hang dit tai 153
Trung Nit Vuong, 20 Phan Chau Trinh, 211 Lé Duan - Tp Pa Ning. Day
chinh 14 cac kénh phan phdi cac san pham cta cong ty CP Vinatex DN & thi
truong nodi dia, ngoai ra cac cira hang con nhap thém mot phan cac san pham
clia nhiing cong ty may mic khac dé ban ra thi truong.

+ Trung tam thiét bi dién lanh: chuyén kinh doanh cac mat hang dién lanh
va cac thiét bi phu ting nganh dét may, tru s& dit tai 81 Thai Phién - Pa Ning

- Cac nha may may cuia cong ty:

Pugc quyén chil dong trong viée tim kiém thi truong, ky két hop dong
thu mua nguyén vat liéu ciing nhu cung cap san pham, va chiu trach nhiém vé
két qua hoat dong kinh doanh ctia nha may trudc Hoi dong quan tri Cty CP
Vinatex Da Néng.

+ Nha may may Phu My: dia chi tai thi trdn Phu M¥, huyén Phu My,
tinh Binh Dinh.

+ Nha may may Dung Quat: dia chi tai 16 L1, phan khu cong nghiép
Sai Gon - Dung Quét, xa Binh Thanh, huyén Binh Son, tinh Quang Ngai.



2.1.6 T6 chirc bd may ké toan tai Cong ty CP Vinatex Pa Ning

a. Bé mdy ké toan 6 Vin phong cong ty CP Vinatex Pa Ning

K¢ toan truéng

Ph6 phong ké toan
kiém ké toan tong hop
Kétoan | Kétoan Ké Ké toan Ké toan || Ké toan
™, TGNH, toan Thu¢ va cong ng gia
Thanh Von Kho TSCb thanh
toan vay NH
A A A A A
v v
Ké toan cac don vi Thu quy

Hinh 2.2: So d6 bd may ké toan tai Van phong Cty CP VINATEX DA NANG
Ghi chi: ———> : Quan hé truc tuyén

-------> : Quan h¢ chtc nang

b. Chirc nang, nhiém vu cua tung b phan

- Ké todn truéng: Quan 1y chi dao chung cong tac ké toan toan cong ty,
giam sat cac hoat dong tai chinh tai cong ty, chiu trach nhiém trudc lanh
dao va céac co quan tai chinh, toan bd hoat dong tai chinh toan cong ty.

- Ké todn tong hop: Theo ddi, tham gia quyét toan tong hop sb liéu va
lap bao cdo tai chinh, theo doi tinh hinh bién dong va sir dung tai san c¢d dinh,

tinh hinh dau tu xay dung co ban & cong ty.
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- Ké todn tién mat, thanh todn: Chiu trach nhiém kiém tra ching tir
thanh toan, mo so ké toan tién mit ghi hang ngay, lién tuc theo trinh tu
phat sinh cac khoan thu chi, xudt nhdp quy tién mit... va tinh ra sb ton
quy ¢ moi thoi diém.

- Ké todn tién giri ngdn hang: Theo ddi tinh hinh bién dong cua
tai khoan tai Ngéan hang.

- Ké todn thué va tai san cé dinh: Theo dbi chi tiét sy bién dong cua tai
san ¢b dinh va ngué)n hinh thanh tai san c¢6 dinh. Kiém tra viéc st dung, bao
quan, stra chira tai san ¢ dinh tai cac bo phan st dung.

- Ké todn kho: Theo ddi tinh hinh nhap xuét vat tu, thanh pham, dinh ky
bdo cdo nhap, xuAt vat tu, thanh phém.

- Ké todn céng no: Tap hop cac chimg tir gbc, theo ddi tinh hinh cong
ng cua cong ty.

- Ké todn gid thanh: Tinh gia thanh cho timg don dat hang, san pham.

- Thii quy: Quan 1y tién mat tai cong ty, thu chi tién mat.

- Ké todn cdc xi nghiép, don vi: Theo doi tinh hinh tam Gng va viéc
thanh todn tam Ung cua céc xi nghiép véi cong ty, phdn anh cac nghiép vu
kinh té phat sinh trong cac xi nghiép, tinh gia thanh san pham & cac xi nghiép
va bao céo vé cong ty theo thang, quy, theo ddi va tinh lwong cho can bo,
cong nhan vién.

2.2 THUC TRANG PHAN CAP QUAN LY VA KE TOAN TRACH
NHIEM TAI CONG TY CP VINATEX PA NANG

2.2.1 Tinh hinh phan cip quan ly

Hé thong ké toan trach nhiém gan lién véi su phan cip vé quéan 1y, hé
thong ké toan trach nhiém hoat dong c6 hiéu qua nhat trong cac t6 chirc phan
quyén, & d6 quyén ra quyét dinh duoc trai rong trong toan td chirc, cac cap khac

nhau duoc quyén ra quyét dinh lién quan dén pham vi trach nhiém ctia ho.
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Qua danh gia thyc té tai Vinatex Pa Nang, c6 thé néi co cu to chirc
ciia Cong ty di gitp dinh hinh duoc sy phan cip quan ly kha rd nét tai
Vinatex.

- Cap cao nhat xét trén toan Cong ty 1a Tong giam ddc chiu trach nhiém
toan bd vé moi mit trude Hoi déng quan tri va Té)ng cong ty Dét May Viét
Nam vé céc chi tiéu doanh thu, chi phi va loi nhuén ctia toan Cong ty.

- Cap thir hai 1a Giam ddc cac don vi thanh vién tryc thudc Cong ty nhu
Trung tim thuong mai Dét may, cac Nha may may Phu My, Dung Quét duoc
quyén chu dong vé chi phi, doanh thu va chiu trach nhiém vé két qua hoat
dong kinh doanh.

Tai Trung tim thuong mai dét may Vinatex Da Néang lai dugc tach ra:

+ Trung tAm gidi thiéu va ban san pham: Chju trach nhiém vé doanh
thu phan phdi cac san pham cta cong ty CP Vinatex DN ¢ thi truong ndi dia.
Ngoai ra, dé tang thém loi nhudn, giam déc trung tim c6 thé chi dong tim
kiém thu mua cac ngudn hang, san phdm may mic ctia cac cong ty khac dé
ti€u thu hodc bay ban trong cac ctra hang cua minh.

+ Trung tam thiét bi dién lanh: chiu trach nhiém vé lgi nhuén, doanh
thu va chi phi mat hang dién lanh va cac thiét bi phy ting nganh dét may.

Céac nha may may Phu My, Dung Quat ngoai viéc chii dong tiém kiém
khach hang ky két hop dong, van c6 thé nhan nguyén gia thau lai cac hop
ddng tir phia van phong chinh Vinatex DN va nguoc lai, lac d6 murc thudng
theo doanh thu duogc chia theo ty 1€ 2/8.

- Cép thir ba 12 Giam déc cac cac xi nghiép, quan déc cac phan xudng
san xuat, cac truong phong tai van phong chinh cong ty chiu trach nhiém vé
chi phi phat sinh cta cac bd phan twong ung cé lién quan. Cac xi nghi¢p may,
xuong théu thi chiu trach nhiém 1ap va trinh duyét vé chi phi cong tac sira

chita 16n, 1én ké hoach chi phi nhan cong truc tiép, quan 1y chi phi san xuét
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chung... Phong quan 1y chét luong (QA) thi chiu trach nhiém kiém soat va giai
quyét kip thoi nhiig chi phi phat sinh khong phu hop trong qua trinh san xuét
c6 lién quan dén chat luong san pham.

Tuy nhién, tai cp ndy, su phan quyén con bi chong chéo, chua dugc
tach bach rd rang. Cu thé nhu Phong Kinh doanh chiu trach nhiém chinh vé
doanh thu cua cong ty nhung lai cling chinh 1a noi xay dung dinh murc chi phi
san xuat kinh doanh hang may mic cho cac xi nghiép, nha may cia cong ty va
cling quyét dinh va theo ddi chi phi thu mua nguyén phu liéu cho san xuit,
gia cong san pham cia cong ty.

2.2.2 To chitc ké toan trach nhiém tai Cong ty CP Vinatex Pa Ning

a. Thuec té cong tic ké hoach tai Cong ty CP Vinatex Pa Ning.

al. Ké hoach Tong Cty Dét May Viét Nam giao cdc chi tiéu cho Céng
ty CP Vinatex Pa Nang:

Cin ctr vao tinh hinh thuc té tai Cong ty CP Vinatex Pa Nang va nghi
quyét ctia Hoi dong quan tri Téng cong ty Dét May Viét Nam, hang nim
Téng cong ty di giao ké hoach cho Cong ty CP Vinatex Pa Nang, minh hoa
s6 liéu giao chi tiéu ké hoach ndm 2012 nhu Bang 2.1.

Bang 2.1: Chi tiéu ké hoach nim 2012 tai Cty CP Vinatex Da Ning

Chi tiéu DVT |Thuc hién 2011| Ké hoach 2012 | Mirc tang trudng

1. Doanh thu| Ty dong 369,8 480 29.80%

2. Loinhuan| Ty déng 7,998 12 50,03%

(Nguon: Cty CP Vinatex Pa Nang)

a2. Chi tiéu ké hoach doanh thu nam 2012 cia Cty CP Vinatex Pa
Nang cho cdc don vi thanh vién ciia cong ty:

Pé x4c dinh duoc muc tiéu 1gi nhuan ma cong ty can phai dat dugc va

1ap bao cao ké hoach phat trién trong nim 2012. Phong Kinh doanh c6 trach
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nhiém dua vao viéc nghién cuu thi truong, tim hi€u thong tin vé ké hoach san

xudt kinh doanh trong nim ctia cac chii hang truyén thdng... ciing nhu cac khach

hang tiém ning khac dé 1ap ké hoach va giao chi tiéu san lugng hang hoa cua

Cong ty CP Vinatex Da Ning cho cic don vi thanh vién trong nim 2012.

Bang 2.2: Chi tiéu ké hoach doanh thu giao cho cac don vi thanh vién tai Cty
CP Vinatex Da Ning nim 2012

Muc tang
. Doanh thu
Pon vi thuc hién trudng
(BVT : Ty ddng) Thuc hién | Ké hoach % so TH
2011 2012
Phong kinh doanh VP chinh 1343 189 40.73%
Nha mdy may Phu My 77.2 98 26.94%
Nha may may Dung Quéc ]85 115 29.94%,
TTTM Dét May Vinatex 698 78 11.75%
TONG 369.8 480 29.80%

(Nguon: Cty CP Vinatex Da Nang)

a3.Céng tdc ldp ké hoach vé chi phi:

- Ké hoach vé chi phi NVL truc tiép.
Hau hét NVL dé san xuat tai VINATEX déu duoc nhap vé tir Tong

cong ty hodc cac cong ty thanh vién, cac khach hang trong ngoai nude. Viéc

1ap bang ké hoach chi phi nay dugc can ctr trén gia tri vat tu nam hién tai va

cac thong s6 diéu chinh khac do bo phan ké hoach cung cép, nham xé4c dinh

gia tri NVL cho timg kiéu san pham trong nim mi.

Dua trén ké hoach san xuét va ké hoach ban hang, truong phong kinh

doanh s& cap nhat muc gia NVL s& dugc ap dung trong nim t6i cho timg kiéu
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san pham dé c6 dugc gia tri NVL udc tinh. Minh hoa ké hoach chi phi nguyén
vat liéu truc tiép tinh cho don hang Ao Jacket 6026 tai XN1 nhu bang 2.3.
Bang 2.3: K& hoach chi phi nguyén vat liéu truc tiép

Chi tiéu DVT | Thang 2/2012
1.Kh6i lwong san pham duy kién san xuat Chiéc 5006
2.Dinh mtrc lugng nguyén vat li¢u tiéu hao cua " 3
01 mét vai Poly
3.Khoi luong nguyén vat lidu tryc tiép can cho SX m 13.015,6
4.Pon gia mua nguyén vat licu = 1.6 USD x 33.280
20.800 d d/m
5.Chi phi nguyén vat liéu tryc tiép Tr.dong 446,15

(Nguon: Cty CP Vinatex Da Nang)

- Ké hoach vé chi phi nhan cong.

Pé chuéan bi nhan luc phuc vu cho nam tai chinh mdi, cudi thang 9
phong nhan sy ciia cong ty s& phan phat mau yéu ciu vé tinh hinh nhan su cia
mdi don vi trong ndim mai. Mdi don vi s& 1ap ké hoach nhan su cia minh dua
trén churc nang hoat dong va ké hoach kinh doanh trong nam mai. Vige tuyén
thém nhan sy mdi bd phan con phai cin cr vao tbc d6 ban hang, hoat dong
trong linh vuc mai, va tbc dO san xuét gia cong. Dua vao danh sach nhan su
moi can tuyén, giam ddc tai chinh s& thao luan thém véi truong cac bd phan
dé co quyét dinh cudi cung.

Can ¢t trén cac quyét dinh vé tinh hinh nhén su, mic luong co ban va
chinh sach thuéng cho nim mdi. Trudng phong nhan su sé& 1ap ké hoach chi
tiét vé nhan luc, tién luong, tién thuong, BHXH, BHYT... va cac chi phi khac
phét sinh & mdi bd phan theo timg thang trong nim.

i véi khoan chi phi nhan cong phuc vu cho san xuét, dé phuc vu cho

viéc tinh toan gia thanh ké hoach san pham, hién nay cac khoan chi phi nay
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dugc phan bo cho cac san pham thong qua thoi gian dinh murc dé san xuat ra
cac san pham nay.

- Ké hoach vé chi phi gian tiép.

Trudng mdi bo phan tién hanh 1én chi phi hoat dong cta by phan minh
theo timg quy trong nim va sau d6 chuyén lai cho bd phan quan Iy tai chinh.
Khi nhan dugc ké hoach chi phi ctia cac bd phan, gidm ddc tai chinh va
trudng phong tai chinh s€ phan tich tinh hi¢u qua chi phi cua nam hién tai voi
nam du tinh dé c6 ké hoach chi phi cudi cung.

Chi phi san xuat chung phuc vu cho cong tac tinh gia thanh ké hoach
trong ky ciing duoc phan bd cho cac san pham twong ty nhu chi phi nhan
cong phuc vu cho san xuat, tic 13 tong chi phi san xuéat chung dy toan ciing
dugc chia cho tong s thoi gian dé tinh duoc don gia du toan trong mot phit
sau d6 nhan vé6i s phut dinh mirc dé san xuat ra mot san pham dé c6 duoc gia
tri chi phi san xuat chung c6 trong gia thanh ké hoach don vi.

Bang 2.4: Ké hoach chi phi san xuat chung Xi nghiép may 1

Chi tiéu . Udc than Luy ké
ST BVT: vnd) Thing 2 a | Quy 012
[ | CHI PHI CO PONH 80,043,996 | 83,000,000 | 246,043,996
1 | KhAu hao TSCD 56,611,385 | 58,000,000 | 172,611,385
2 |13 vay 23,432,611 25,000,000 | 73,432,611
CHI PHI NHAN
11 | CONG 1,152,560,020 | 1,293,080,000 | 3,738,720,020
1 | Luong toi thiéu 363,538,462 | 586,000,000 | 1,535,538,462
2 | Luong san phim 530,203,587 | 456,000,000 | 1,442,203,587
3 | Luong NV Quanly 22,680,000 12,000,000 | 46,680,000
BHXH ,BHYT,
4 | BHTN cho CBCNV 149,912,530 | 147,500,000 | 444,912,530
5 | Tién com trua 67,757,000 | 70,000,000 | 207,757,000
6 | Tién 4n ting ca 140,000 500,000 1,140,000
7 | Kinh phi cong doan 18,328,441 21,080,000 | 60,488,441
I | CHI PHI BIEN DOI | 1,168,481,488 | 1,047,000,000 | 3,262,481,488
1 | Chi phi dién nudc 51,524,003 58,000,000 | 167,524,003
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2 | Chi phi vat tu dién 19,267,819 3,000,000 25,267,819

3 | Chi phi dién thoai 1,586,363 1,500,000 4,586,363

4 | Chi phi kim, phu tung 26,628,155 20,000,000 66,628,155

5 | Chi phi ctr g4 lap 0 1,500,000 3,000,000
Chi phi stra chita may

6 | moc thiét b 1,646,000 5,000,000 11,646,000

7 | Chi phi thung cacton 2,849,122 34,000,000 70,849,122

8 | Chi phi chi may 16,230,770 51,000,000 | 118,230,770
Chi phi CCDC phan

9 |bd 29,540,281 31,000,000 91,540,281
Chi phi gidy trdi ban

10 | cit, bia, gidy lam rap 9,901,200 3,000,000 15,901,200

11 | Chi phi VPP 7,806,700 4,500,000 16,806,700
Chi phi van chuyén +

12 | XNK 113,663,672 90,000,000 | 293,663,672

13 | Chi phi tiép khach 5,365,909 5,500,000 16,365,909

14 | chi phi nguyén li¢u 843,301,470 | 700,000,000 | 2,243,301,470

15 | chiphi phu liéu 4,600,000 3,000,000 10,600,000

16 | Chi phi dao tao 15,090,024 30,000,000 75,090,024
Chi phi PCCC,

17 | ATLD, VS, BV 19,480,000 6,000,000 31,480,000

Tong cong 2,401,085,504 | 2,423,080,000 | 7,247,245,504

(Nguon: Cty CP Vinatex Pa Nang)

Trén co s& cac ké hoach vé chi phi nguyén vat liéu truc tiép, ké hoach
chi phi nhan cong truc tiép va ké hoach chi phi san XuAt chung da duoc lap,
cung voi chi phi ban hang, chi phi quéan 1y... Vinatex xay dung nén ké hoach
chi phi toan Cong ty cho nam tiép theo.

b. Tinh hinh té chirc hé thong bdo cdo ké todn trach nhiém tai Cong
ty CP Vinatex Pa Ning

b1. Bdo cdo tong hop doanh thu ban hang cung cdp dich vu trong ky

Bao cdo nay 1a co so dé Tong Giam Pdc cin ctr trich 1ap qui luong
theo quy dinh ctiia Hoi dong Quan Tri. Truong hop hoan thanh céc chi tiéu
dugc giao, Téng Giam Pdc duoc quyén trich tdi da 30% doanh thu dat duoc

dé 1ap quy luong tao nguodn trang trai cho toan thé can bd cong nhan vién.
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Hang thang, cac Xi nghiép dua vao thong tin chi tiét vé doanh thu dat duoc
ma trich 1ap quy luong theo quy ché khoan di dugc ban hanh dé tra lvong cho
cong nhan, can by cong nhan vién tai don vi tuong ing vo1 hao phi lao dong
ma ho da bo ra.

b2. Bdo cdo chi phi san xudt giao khodn tai cdc don vi thanh vién

Hing thang, cac Xi nghiép phai co trach nhiém ndp bao céo tong hop
s6 liéu vé céac chi phi phat sinh tai don vi minh dé giri 1én Phong Tai chinh Ké
toan. Tai Phong Tai chinh K¢é todn, ké toan tong hop kiém tra viéc ghi nhan
va bao céo cac chi phi phat sinh thudc quyén kiém soat ciia xi nghiép va viéc
trich 1ap quy lwong c6 theo quy dinh trong quy ché khoan hay khong.

Do dic thu san xuat kinh doanh & cac don vi thanh vién ma ty 1¢ giao
khoan cho cac don vi s€ khac nhau.

Hié¢n tai cac trung tam chi phi tai Vinatex dugc phan loai chi phi chi tiét
theo timg bd phan, san pham trén co sé d6 phuc vu cho cong tac tinh gia
thanh thuc té cta san pham va xac dinh két qua kinh doanh. Minh hoa tai
Bang 2.5.

b3. Bdo cdo chi phi san xudt ciia cong ty

Déi voi cac nha miy may Phu My va Dung Quét, cin ctr vao béo cdo
chi phi san xuat, gia cong ma cac quan doc phan xudng giri 1én, ké toan nha
may tién hanh bao céo chi tiét vé tinh hinh sir dung nguyén vat li¢u, tinh hinh
str dung lao dong va cac bang bao cdo khac theo yéu cau cia cong ty trinh 1én
giam dbc nha may. Giam dbc nha méy tong hop va 1ap bao cao két qua hoat
dong kinh doanh giri vé vian phong chinh Cty CP Vinatex DN, khong giri bao
céo chi tiét vé chi phi hoat dong tai nha may trir khi c6 yéu cau giai trinh cu
thé tir Tong giam ddc.

Déi voi cac xi nghiép may tai Pa Ning, bao cdo chi phi san xuét, kinh

doanh tai cac don vi thanh vién dugc minh hoa ¢ Bang 2.6.
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Bang 2.5: Béo céo tong hop chi phi san xuit, gia cong giao khoan - Thang 02 nim 2012

Yéu t6 chi phi

Xi Nghi¢p

(BVT: vnd) XN1 XN?2 XN3 N4 Xudng théu

Tong Chinolﬁ 51;0‘5‘“ cho |1 988000240 | 2,735323.166 | 2.769.409.969 | 2,540.866.428 | 1,225.200345
Luong 916,422,049 | 1,420,091,306 | 1,435,091,685 | 1,140,506,449 | 749,949,765
Phu cip an trua +ting ca 67,897,000 | 106,718,009 | 108,047,898 99,131,323 47,800,912
Chi phi dién nuéc 51,524,003 70,857,461 71,740,466 65,820,137 31,738,329
Chi phi vat tu dién 19,267,819 26,497,723 26,827,930 24,613,974 11,868,806
Chi phi dién thoai 1,586,363 2,181,617 2,208,804 2,026,524 977,186
Chi phi kim, phu ting 26,628,155 36,619,893 37,076,239 34,016,550 16,402,707
Chi phi ctr ga lip 0 7,700,000 8,000,000 - -
Chi phi stra chira thuong
xuyén - - - 6,099,051
Chi phi thung cacton 2,849,122 3,918,204 3,967,031 3,639,655 1,755,034
Chi phi chi may 16,230,770 22,321,075 22,599,234 20,734,249 9,998,010
Chi phi CCDC phén b 29,540,281 40,624,742 41,130,996 37,736,690 18,196,551
Chi phi gidy trdi ban cit, 9,901,200 13,616,448 13,786,132 12,648,441
Chi phi VPP 7,806,700 10,736,024 10,869,813 9,972,790 4,808,858
Chi phi tiép khach 5,365,909 7,379,370 7,471,330 6,854,764 3,305,352
Chi phi nguyén liéu 843,301,470 | 959,735,227 | 974,187,510 | 1,077,288,541| 319,466,225
chi phi phu liéu 4,600,000 6,326,068 6,404,901 5,876,341 2,833,559
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Bang 2.6: Béo céo chi phi san xuat, kinh doanh tai cac don vi thanh vién - Thang02 nam 2012

Yéu t chi phi Xi Nghiép
Xuéng théu
(BVT: vnd) XN1 XN2 XN3 XN4

Téng chi phi khoan cho
Do vi 1,988,990,240 |2,735,323,166 | 2,769,409,969 | 2,540,866,428 | 1,225,200,345
Chi phi khong giao khoan | [ ||

. 412,095,264 | 566,726,623 | 573,789,006 | 526,437,486 253,847,027
cho bon Vi
e
XH.BHYT.BHTN 149,912,530 | 206,164,519 | 208,733,681 191,508,086 92,344,789
Kinh phi cong doan 18,328,441 25,205,860 25,519,968 23,413,951 11,290,157
Khau hao tai san c6 dinh 56,611,385 77,853,792 78,823,984 72,319,092 34,872,111
Trich chi phi sta chéadot | | | [ |
b 1,646,000 2,263,632 2,291,841 2,102,708 1,013,921
Chi phi van chuyén 113,663,672 | 156,313,927 | 158,261,866 145,201,421 70,015,814
Chi phi khac 48,500,625 66,699,615 67,530,806 61,957,876 29,875,955
Chi phi 13i vay 23,432,611 32,225,278 32,626,860 29,934,352 14,434,281

Téng cong

2,401,085,504

3,302,049,789

3,343,198,975

3,067,303,914

1,479,047,372
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Dbi v6i cac xi nghiép san xuat, gia cong thi bao cdo tinh hinh ghi chép
ban dau vé cac nghiép vu kinh té phat sinh tai xi nghiép bang cac chimg tir va
s6 sach co lién quan 18n cong ty.

Mot trong nhitng bién phap t6t nhat dé gia ting loi nhuan 1a phai kiém
soat duoc cac chi phi phat sinh, ddy 1a mot van dé quan trong hang dau ddi
v6i1 cac nha quan tri cadc don vi truc thudc Cong ty. Tai cac don vi truc thude
Cong ty, chi phi phat sinh rat da dang. Dé kiém soat dugc chi phi doi hoi don
vi phai xac dinh dugc noi phat sinh chi phi, do cling la cac trung tam chi phi
va dbi tuong chiu chi phi, déng thot x4c dinh dugc nguyén nhan dan dén su
bién dong cia chi phi gan véi trach nhiém cia cac bd phan quan 1y co lién
quan. D¢ kiém soat chi phi phat sinh, cac don vi thanh vién thudc Cong ty tap
trung vao kiém soat chi phi nguyén vat liéu phat sinh trong khau thu mua, san
xudt va cac chi phi phét sinh trong qua trinh san xuit nhu tién luong cong
nhan, cac chi phi vé vat tu dya trén co s xem xét dinh muc tiéu hao thuc té
so voi dinh muc trung binh, ning suit lao dong cua cac bo phan, cac don vi
tryc thudc, tinh hinh str dung céc loai vat tu tiét kiém hay lang phi.

Céc bao cdo tir cac phan xuong san xuat do quan ddc phan xudng l1a
nguoi chiu trach nhiém vé céac sb liéu trong bao cdo chuyén vé phong ké toan
cua cac don vi, giup cho vi¢c theo doi tinh hinh thyc hién cac dinh muc chi
phi. Truong hop chi phi phat sinh vugt qua muc cho phép, phong ké toan cia
cac don vi phai tim nguyén nhan va kip thoi ¢ bién phap diéu chinh. Qua
khao sat tai cac don vi tryc thudc Vinatex thi cac bao cao gdbm co:

+ Bdo cdo vé tinh hinh sit dung nguyén vit li¢u.

Chi phi nguyén vat liu phat sinh trong qua trinh thu mua, bao quan va
dua vao str dung cho san XUAL. Tuong Ung 1a cac by phan co6 lién quan: Bo
phan thu mua, by phan tiép nhan, bd phan san xuit va bd phan quan 1y phan

xudng. DE cung cap thong tin phuc vu cho yéu cau kiém soat nguyén vat li¢u
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va danh gi4 trach nhiém cta cac by phan cé lién quan, cac b phan 1ap bao
cdo vé tinh hinh st dung nguyén vat liéu. Viéc cung tmg vat liéu cho céc xi
nghiép, phan xudng san xuat thuong duoc thuc hién theo cac cong doan theo
ké hoach sir dung va theo tién d6 san xuat sau:

- Cong ty truc tiép lién hé v6i cac nha cung Gng vat tu dé mua vat liéu
dua vao st dung cho céc phan xuong. Viéc nay dugc xem nhu cac don vi ting
trede tién ra mua vat liéu xuét dung cho cac phan xuong. Cac phan xudng
phai luu lai toan bo ho so lién quan dén vat liéu xuat dung, giii vé phong ké
hoach va phong tai chinh ké toan cia Cong ty dé xem xét d6i chiéu va theo
doi quan 1y.

- Céc phan xudng san xuat gui dé nghi cap phat vat tu vé phong ké
hoach va phong tai chinh ké toan ciia nha may, Cong ty. Phong ké hoach vat
tu va phong tai chinh ké toan s& xem xét dé nghi nay va dé xuét lanh dao ky
duyét cap vat tu cho cac phan xudng. Cong ty hodc nha may tryuc tiép ding ra
ky két hop ddng voi nha cung tmg, sau d6 cdp cho phan xuong dé tién hanh
thuc hién san xuét.

Trong qua trinh van dong, dong chi phi nguyén vat liéu gan lién voi
trach nhiém cua cac bo phan c6 lién quan nhu quan ly kho vat tu nguyén phu
liéu, phong ké hoach, phong tai chinh ké toan, xi nghiép may va phan xudng
san xuat. Dé cung cip thong tin cho yéu cau kiém soat chi phi vat liéu va danh
gia trach nhiém cta cic bd phan thi cac phan xudng san xuat, cic xi nghiép,
don vi c6 lién quan sé& lap bao céo vé tinh hinh sir dung vat lidu. Viéc xuét
dung vat li¢u dé san xuét duoc thuc hién dua trén dinh mic d3 duoc xay dung
trong ké hoach gia thanh san xuat. Pinh mc chi phi dugc phong kinh doanh
cua cac don vi xay dung. Tuy nhién, trong qua trinh thuc hién san XUAt, cac
phan xudng cin ¢ vao tinh hinh thyc té dé co thé dé xuat thay doi dinh muc

ti€éu hao cho phu hop. Minh hoa dinh murc tai Bang 2.7, Bang2.8.
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Bang 2.7: Bang dinh murc va ty 1¢ hao hut cta tirng ma hang

Hop dong gia cong s6 : 111DAN-008 Ngay : 19/02/2012
Bén thué gia cong: SUN-S Dia chi: 741-1, KAWAMINAMI, KANNABE-CHO FUKAYSAU-GUN, HIROSHIMA ,PREF-720, JAPAN
Bén nhan gia cong: VINATEX DANANG Dia chi: 25 Tran Quy Cap, TP Da Néng

Mt hang : AO GHILE NAM 111DA-022 (M3 hang:111DA-022) S6 lwong: 2002 CHIEC
Pon vi Hai quan 1am thi tuc: HQ CK Cang Da Nang KV I
Pinh muc ?’
(¥ A ~
STT Tén nguyén phy liéu Ma NPL BVT | pMsi | My | hao | E'ONIEYEN T Ghichi
dung hao hut '
(%)
(1) (2 (3) 4) (5) (6) (7) (®) )
1 | BAONYLON 11DANO02 CHIEC 1 1.03 3 | NKvamuatai
Viét Nam
2 | CHIMAY 11DANO3 CUON | 0.05 0.0515 3 "
3 | DAY DET 11DANO5 MET | 0.57 0.5871 3 "
4 | DAY THUN 11DANO7 MET | 0.72 0.7416 3 "
5 | DAY KEO CAC LOAI 11DANOS CHIEC | 1 1.03 3 "
6 | DUNG CAC LOAI 11DANO9 MET | 2.35 2.4205 3 "
7 | KHOEN NHUA ( KEP 11DAN12 CHIEC | 2 2.06 3 "
8 | NHAN PHU NHUA 11DANI5 CHIEC | 1 1.03 3 "
9 | NHAN PHU VAI 11DAN17 CHIEC | 2 2.06 3 "
10 | VAI100%COTTON K148- 11DAN23 MET 1.77 1.8231 3 "
11 | BANG DINH (BANG GAI) 11DAN24 BO 2 2.06 3 "
12 | BANG DINH (BANG GAI) 11DAN25 CHIEC | 14 14.42 3 "
13 | BANG DINH (BANG GAI) 11DAN26 MET | 0.08 0.0824 3 "
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Bang 2.8: Dinh mirc nguyén phu liéu hang may mac

HOQP PONG 02/VNT-DWT/2012 NGAY 18/02/2012

AO JACKET QUAN AO JACKET QUAN
TEN NAOEVNRL 4040 | NAOEVNRL 6024 | NAOEVNRU 6026 | NAOEVNRU 6027
STT NGU}(EN BVT TONG
LIEU SL: 3657 CHIEC SL: 3006 CHIEC SL: 5006 CHIEC SL: 6906 CHIEC CONG
bM NC PM NC AM NC AM NC
1 | BANG DINH CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 | 20,024.00 400 | 27,624.00 | 88,963.16
2 | BANG DINH YARD 1.50 5,485.50 | 1.50 9,036.00 1.50 7,509.00 1.50 | 10,359.00 | 33,361.19
3 | BANG KEO YARD 1.50 5,485.50 | 1.50 9,036.00 1.50 7,509.00 1.50 | 10,359.00 | 33,361.19
4 | BAONYLON CHIEC 1.00 3,657.00 | 1.00 6,024.00 1.00 5,006.00 1.00 6,906.00 | 22,240.79
5| BOACRYLIC | CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 | 20,024.00 400 | 27,624.00 | 88,963.16
6 | CHIMAY CUON 0.30 1,097.10 | 0.30 1,807.20 0.30 1,501.80 0.30 2,071.80 66,72.24
7 | CHI MAY LBS 0.10 365.70 | 0.10 602.40 0.10 500.60 0.10 690.60 2,224.08
8 | DAN NHUA CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 | 20,024.00 400 | 27,624.00 | 88,963.16
9 | DEM NHUA CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 | 20,024.00 400 | 27,624.00 | 88,963.16
DAY DET
10 | NYLON YARD 0.50 1,828.50 | 0.50 3,012.00 0.50 2,503.00 0.50 3,453.00 | 11,120.40
DAY DET
11 | NYLON CHIEC 2.00 7,314.00 | 2.00 12,048.00 2.00 | 10,012.00 2.00 | 13,812.00 | 44,481.58
12 | DAY KEO CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 | 20,024.00 400 | 27,624.00 | 88963.16
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13 | DAY KEO YARD 1.80 6,582.60 | 1.80 10,843.20 1.80 9,010.80 1.80 | 12,430.80 40033.42
DAY LUON

14 | THUN YARD 1.60 5,851.20 | 1.60 9,638.40 1.60 8,009.60 1.60 | 11,049.60 35585.26
DAY LUON

15 | THUN CHIEC 1.00 3,657.00 | 1.00 6,024.00 1.00 5,006.00 1.00 6,906.00 22240.79

16 | DAY THUN YARD 0.60 2,194.20 | 0.60 3,614.40 0.60 3,003.60 0.60 4,143.60 13344.47
DUNG CAC

17 | LOAI YARD 2.60 9,508.20 | 2.60 15,662.40 2.60 13,015.60 2.60 | 17,955.60 57826.05

18 | GIAY LOT CHIEC 4.00 | 14,628.00 | 4.00 24,096.00 4.00 20,024.00 4.00 | 27,624.00 88963.16

. . . 44481.58

TAH HSIN INDUSTRIAL CORP VINATEX DA NANG

(Nguon: Phong kinh doanh Vinatex Pa Néing)
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Béng 2.9: Bang ké chi phi nguyén vat li¢u

Ma
Tén NL, vat | nguyén | Pon vi £ bon Tri gid

STT ar ligu.vat | timh | SOMOME | s | (USD)

tu

(1) (2) (3) 4) (5) (6)

1 |CHIMAY | DWT.01 | CUON | 9.084.60| 2.10| 19.077.66

> |CHIMAY | DWT.02 | LBS | 3.02820| 3.40| 10.295.88

3 | DAN NHUA | DWT.03 | CHIEC | 121,128.00 | 0.001 121.13

4 |DAYKEO | DWT.04 | CHIEC| 30.282.00| 030|  9.084.60

5 |DAYKEO | DWT.05 | YARD | 54.507.60 | 030| 1635228

6 EgEIG CAC | bwT.06 | YARD | 78.73320| 050 39.366.60

7 | KEP NHUA | DWT.07 | CHIEC | 121.128.00| 0.01| 1.211.28
MOC

3 | QUAN DWT.08 | BO | 60.564.00| 0.03| 1.816.92

9 |NEPLUNG | DWT.09 | YARD | 105.987.00| 0.04| 423948
NHAN

10 | oA DWT.10 | CHIEC | 39.366.60| 0.01 393.67

11 | NHANPHU | wor 1 | cHIBC | 60.564.00 | 0.03|  1.816.92
GIAY

12 glszPHU DWT.12 | CHIEC | 121,128.00 | 0.03|  3.633.84

13 | NUT NHUA | DWT.13 | CHIEC | 121,128.00 | 0.03 |  3.633.84
VAILOT

14 | 100% POLY | DWT.14 | MET | 121,128.00 | 0.60| 72.676.80
56-60"
VAL 100%

15 | ool el DWT.1S | MET | 42,394.80| 1.60| 67.831.68
Cong 1251.552.6

(Nguon: Cty CP Vinatex PN)

Nhiém vu cta cac nha quan 1y 13 phai kiém soat dugc chi phi. Chi phi

vat liéu tang hay giam phu thudc vao nhiéu yéu to trong d6 chii yéu 1a do bién
dong gia ca thi truong va yéu t6 chu quan cila cac phan xudng vé viéc quan

1y, str dung vat li¢u san xuét va tuan tht dinh mirc tiéu hao da lap.
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Yéu t6 bién dong ciia gia ca thi truong ngoai tim kiém soat ctia cac don
vi san xuit, tuy nhién van dé nay co thé han ché dugc mot ph?ln dua vao kha
nang du bao ctua nha may. Dbi véi cac yéu td chii quan cta don vi san xuat,
trach nhiém nay thudc vé bo phan quan déc, giam sat, vat tu va to trudng to
san xuat.

Pbi voi cac vat lieu duge thu mua dua vao st dung ngay tai phan
xuong khong qua kho, cac phan xuéng khi nhan vat liéu phai ky vao phiéu
Xuat vat tu co xac nhan cta tha kho nham quy trach nhiém sau nay.

+ Bdo cdo vé tinh hinh sir dung lao dpng, chi phi nhin cong.

Chi phi lién quan dén lao dong truc tiép dua vao don gia tién luong
nhan cong cho nha mdy, xi nghiép (dugc chi tiét theo timg phan xudng) va
khéi luong thyc té thuc hién trong ky, riéng chi phi luong cta bd phan quan
1y thi hé s6 lwong cap bac theo quy dinh.

Cubi thang can cir vao san lugng nhap kho kém theo quyét dinh duyét
don gia tién luong, ké toan luong lap bang quyét toan tién luong. Bang niy s&
gui 1én Cong ty, néu bang nay dugc Cong ty duyét thi ké toan s& bat dau phan
b6 tién luong.

Trong qua trinh hach toan chi phi nhan cong truc tiép thi van dé thong
tin va trach nhiém gén lién véi cac bod phan, cd nhan nhu to truong td san
xuat, quan doc phan xudng, giam doc xi nghiép va bo phan ké toan cong ty.

+ Bdo cdo khdc phuc vu cong tac qudn ly chi phi: Cac don vi truc
thudéc ndp bao cao 1én cho Cong ty theo quy dinh ctia Cong ty, va con lap
thém cac bang bao cao khac nham phuc vu cho cong tac quan tri nhu bao céo
chi phi san xuat theo timg san pham; bao cao hiéu qua hoat dong kinh doanh,
bao cao nay giup danh gia hiéu qua kinh doanh cua ting loai san pham.

b4. Bdo cdo két qua hoat dong kinh doanh Céng ty CP Vinatex DN

Két hop cac bao cao vé doanh thu va cac khoan chi phi phat sinh dé

gia cong, san xuat, kinh doanh tai cdc don vi thanh vién, cung vé1 phat sinh
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cac khoan chi phi quan 1y tai van phong chinh cia cong ty CP Vinatex ba
Naclng, xéac dinh két qua loi nhuan dat dugc trong ky nhu bang 2.10.
Bang 2.10: Két qua hoat dong kinh doanh tai cac Pon vi thanh vién

thang 02 nam 2012
GIA VON ,
DOANH ‘ CHI PHI ]
STT DPON VO HANG LOI NHUAN
THU , QLDN
BAN
1 [Xinghiép 1 2,401 (2,401)
Xi nghiép 2 3,502 (3,502)
Xi nghiép 3 3,343 (3,343)
Xi nghiép 4 3,067 (3,067)
2 [Xuong Théu 1,542 L4790 | 63
3 [NM May Phu My 2,776 2,277 268 231
4 INM May Dung Quat 3,298 2,846 203 249
L e
5 3,798 3,302 188 308
Vinatex
6 [Van phong chinh DN 13,436 981 12,455
TONG CONG 24,850 22,217 1,640 993

(Nguon: Cty CP Vinatex DN)
2.3 PANH GIA THUC TRANG CONG TAC KE TOAN TRACH
NHIEM TAI CONG TY CP VINATEX PA NANG

* Co cau to chirc:

- Co cAu t6 chitc cua cong ty theo chirc ning nhiém vu ciia cac cip
quan ly duoc thé hién cu thé. Trach nhiém va quyén luc cao nhét thudc vé
Tong Giam Pdc, thé hién ché d6 quan 1y mot thi truong, khong bi phan tén.

* Phan c4p quan 1y tai chinh:

Trong qué trinh chuyén d6i doanh nghiép thanh Cong ty c6 phan, Cong
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ty co phan Vinatex Pa Nang da khong ngimg hoan thién va phan cap quan 1y
cho cac don vi thanh vién trong vi¢c chu dong khai thac nguén luc nhan luc
dé hoan thanh ké hoach san xuit - gia cong, chu dong 1én ké hoach duy tru
Nguyén phu li¢u, nhién li¢u, vat licu, tién lvong, cong cy, dung cu va cac
khoan chi phi khac... lién quan dén qua trinh san xuét, gia cong, cung cép dich
vu. Tuy nhién, trén co s& quyén han va trach nhiém dugc phan cap, ban quan
1y don vi van chua co su phan chia trach nhiém va quyén han cu thé cho cac
bd phan tai Xi nghiép dé 1ap ké hoach chi phi va chiu trach nhiém véi ké
hoach trén.

* Ty 1¢ giao khoan cho cac don vi: Cong ty dd ban hanh quy ché khoan
cho phép xi nghiép dugc quyén tu quyét trong viéc trang trai mot s6 khoan
chi phi véi1 ty 1€ phu hop tuong ting khac nhau. Cac khoan chi phi nay chu
yéu 1a cac bién phi phat sinh trong qué trinh san xuét kinh doanh.

* Cong tac 1ap ké hoach:

Ké hoach 1ap ra chinh 13 muc tiéu ma doanh nghiép can phai phin déu
dat duoc. K& hoach duoc 1ap ra gén lién v&i trach nhiém va quyén han cua cac
bd phan. Qua qua trinh nghién ctu ta thdy cong tac lap ké hoach con so sai, ké
hoach doanh thu, chi phi, lgi nhusn van chua dugc quan tAm nén chua co su
phéi hop nhip nhang trong qua trinh 1ap ké hoach tai cac bd phan va xi nghiép
dé 1am co so tong hop 1én ké hoach tong thé. Chi tiéu ké hoach giao cho cac
don vi thanh vién chwa ding va pht hop véi quyén han va trach nhiém.

* He théng bao cao ké toan: Hé théng tai khoan rat chi tiét, mdi loai chi
phi phat sinh déu c6 mot sb hiéu tai khoan riéng biét, thuan loi cho viéc trich
loc dir liéu.

- Str dung phﬁn mém ké toan Fast ho trg tich cuc cho cong tac ké toan.

- Céc bao céo dugc lap ra chu yéu phuc vu cho ké toan tai chinh vi vay

cac nha quan tri cap cao trong cong ty rat kho dua ra quyét dinh va danh gia
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hiéu qua hoat dong ctia cac bo phan. Cac bao cdo van chua thé hién rd ludng di
chuyén thong tin va trach nhiém ctia nha quan 1y tuong g véi ludng thong tin
d6 dé nha quan 1y co chinh sach khen thuéng kip thoi cho nhitng bo phan da
hoan thanh ké hoach trong pham vi trach nhiém va quyén han ctia minh.

* Mot s6 han ché:

- Thuc sy khai niém vé ké toan trach nhiém tai Cong ty CP Vinatex Da
Niang van 1a mot khai niém méi mé, cong ty da va dang timg budc thuc hién
t6 chirc ké toan trach nhiém nhung su phan quyén, chiu trach nhiém con
nhap nhang.

- Phan quyén quén 1y tai chinh tai cong ty da duoc thuc hién nhung chua
hinh thanh nén céc trung tam trach nhiém riéng bi¢t cho tirng don vi, ting nha
may, timg bd phan phan xudng. Phan quyén trach nhiém con bi chéng chéo nhau
nhu phong kinh doanh vira lo doanh thu 13 phai kiém luon vé chi phi thu mua
nguyén phu lidu cho san xuat...Vi viy, khi két qua hoat dong san xuét kinh
doanh dugc xéac dinh, kho khan trong viéc tim ra nguyén nhan trong viéc quy két
trach nhiém cho nguoi quan 1y, kho khéc phuc nhiing nhugc diém cu thé.

- S liéu ké hoach khong dugc hé théng ké toan quan tri ciia cong ty xay
dung chi tiét theo cac trung tAm, timg bo phan trong khi dé thuc hién ké toan
trach nhiém thi cong ty phai cha trong van dé ndy nham c6 co s& danh gia

trach nhiém cua cac Giam doéc don vi.

KET LUAN CHUONG 2
Cong ty CP Vinatex Pa Ning hoat dong chu yéu 1a XNK hang may
mic, trong nhitng nim gan ddy quy mé cong ty di dugc phat trién va mo
rong, vi vay hé théng ké toan trach nhiém dang chiém vi tri quan trong.
Sau khi tim hiéu tinh hinh t6 chitc ké toan tai cong ty, cho thdy cong ty

cling dang trong qua trinh xay dung céc trung tam trach nhiém theo mo hinh
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quan 1y ctia minh dam bao cac cong viée duoc giao quyén va trach nhiém cho
ngudi lién quan. Bén canh d6 ban giam ddc dé ra cac chi tiéu, cac bao cao dé
danh gia két qua, hi€u qua hoat dong kinh doanh ctia cac by phan. Cac thong
tin cling dugc sir 1y trén hé thong vi tinh va dua ra cc bao céo hoat dong cia
cac bd phan va toan doanh nghi¢p. Tuy nhién, thong tin nhan duogc tir hé
théng ké toan trach nhiém chua dugc trién khai mot cach rd rang va cu thé,
chua phét huy hiéu qua thuc sy cia nd trong doanh nghiép. Pé mé hinh ké
toan trach nhi¢m phat huy tac dung, thuc su tré thanh mgt cong cu kiém soat
hi€u qua tai cong ty, dya vao viéc van dung nhitng nghién ctru co s¢ 1y luan
chung vé ké toan trach nhiém, tac gia s& tiép tuc trinh bay nhitng giai phap va
kién nghi nhdm hoan thién t6 chic ké toan trach nhiém tai Cong ty CP

Vinatex Da Néng.
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CHUONG 3
GIAI PHAP TO CHUC KE TOAN TRACH NHIEM TAI

CONG TY CO PHAN VINATEX PA NANG
3.1 TO CHUC XAY DUNG MO HINH CAC TRUNG TAM TRACH
NHIEM TAI CONG TY CP VINATEX PA NANG

3.1.1 Xac dinh cac trung tam trach nhiém

Dua vao su phan cdp quan 1y tai chinh va co ciu t6 chirc hién hanh tai
Cong ty CP VINATEX Pa Nang, c6 thé tién hanh to chirc cac trung tim trach
nhi€ém nhu sau:

- Cong ty CP Vinatex Pa Ning duoc xem 13 trung tdm dau tu boi vi
Hoi déng quan tri 1a nguoi chiu trach nhiém cao nhét trudc Téng cong ty Dét
May Viét Nam vé céc chi tiéu tai chinh va 1 nguoi quyét dinh moi chién lugc
dinh huéng dau tu phat trién cho hién tai va trong tuong lai.

- Vian phong Pa Ning, cic nha mdy may Dung Qudc, Phu My, Trung
tam thuong mai Dét May dugc quyén chi dong trong viéc tim kiém thi
truong, ky két hop dong va chiu trach nhiém truéc Hoi dong Quan tri vé két
qua hoat dong kinh doanh nén dugc xem la trung tam lgi nhuan.

- Tai Van phong Cong ty CP Vinatex Pa Ning, theo su phan cip quan
1y, Phong Kinh doanh dugc xem Ia trung tdm doanh thu, c6 trdch nhiém tap
hop s6 liéu, bao céo chi tiét doanh thu vé nhitng hoat dong hang thang. Cac
phong ban con lai véi chitc ning, nhiém vu va quyén han nhu da phan cép
dugc xem 1a trung tdm chi phi. Cac bo phan nay c6 trach nhiém 1ap ké hoach
chi phi phat sinh tai bd phan va tham muu cho Tong Giam dbc 1ap ké hoach
chi phi phét sinh nhung khong thudc quyén kiém soét chi phi tai cac don vi
thanh vién: chi phi stra chira, chi phi khau hao tai san c¢b dinh, gilta ca, bao

hiém x4 hoi, bao hiém y té, bao hiém that nghiép, kinh phi cong doan...
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Trung tim diu tw
Cty CP Vinatex ba Nang

A 4

A 4

A

A

A 4

A 4

TT lgi nhuan Trung tam lgi nhuan Trung tam lgi nhuan Trung tam lgi nhuan
Trung tam TM Van phong BN Nha May May Phu My Nha may may Dung quat
D¢t May Vinatex | I
A 4 \ 4 A 4 \ 4
Trung tam chi phi Trung tam doanh thu Trung tam Trung tim doanh thu
-Céc xi nghiép may: Phong kinh doanh chi phi B6 phan kinh doanh
XN1, XN2, XN3, XN4 Céc phong ban tai
-Phéan xudng théu nha may

-Céc phong chtric nang

A

y

A 4

Trung tam chi phi dinh mirc
Céc phan xuong san xuat

Trung tam chi phi tu do
Van phong nha may

Hinh 3.1 T6 chirc ké toan trach nhiém tai Cong ty CP Vinatex Pa Néng
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- Véi trach nhiém va quyén han dugc phan cap, xi nghiép may, xi
nghiép théu dugc xem la trung tam chi phi vi tai cac Xi nghi¢p nay la noi truc
tiép phat sinh cac chi phi dé cung cap san pham cho khach hang.

3.1.2 X4c dinh b may nhan sy cho mé hinh ké toan trach nhiém

Diéu kién dau tién dé t6 chuc xay dung thanh cong hé théng ké toan
trach nhiém tai doanh nghiép 1a van dé phan chia quyén han va trach nhiém
clia cac cip quan tri phai duogc thuc hién rd rang va nghiém tac bai d6 13 co s
dé danh gia trach nhiém sau nay. Viéc to chirc hé thng ké toan trach nhiém
phai dat duogc su déng thuan cua ban lanh dao va phé bién rong rai cho cac
cAp quan tri, ¢ nhu vay thi hé théng ké toan trach nhiém moi phat huy dugc
tac dung. Pé mo hinh t6 chic ké toan trach nhiém da xdy dung & trén hoat
dong tbt can c6 mot doi ngii nhan sy dugc phan cong nhiém vy, trach nhiém
va quyén han mét cach rd rang.

3.1.3 Xac dinh muc tiéu, nhiém vu cac trung tam trach nhiém

Trudc tién phai xac dinh muc ti€u, nhiém vu cu thé cho céc trung tam

trach nhiém tai Cong ty Cp Vinatex Pa Néng, c6 thé duoc thiét 1ap nhu sau:

Trung tdm | Nha quan ‘ _
_ . Muc ti€u Nhiém vu
trach nhiém tr1

Trung  tdm |- HDQT |- Hoan thanh chi ti€u |- Danh gid thanh qua céc
dau tu: Cty CP loi nhuan, ty suat loi trung tadm lgi nhuan trong
Cong ty CP |Vinatex [nhuan trén von dau tu |viée thuc hién muc tiéu
Vinatex DN |Pa Nang |ma Tong cong ty Dét [chung clia toan Cong ty
May giao cho. - Phan b6 nguodn lyc va
- Tang hiéu qua su [ddu tu modt cach hop ly
dung von d6i voi |d6i voi nhiing hoat dong
tung linh vuc hoat |[dem lai hi€u qua cao.

dong. - Céan 461 von dau tu vao
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may moc, thiét bi, co so
ha ting dam bao di ngudn
luc cho san xuat, gia cong,
cung cap dich vu cho
khéach hang va dam bao su

dung von c¢6 hi¢u qua.

Trung tam lo1

nhuan

-Vanphong |-  Tong |Hoan thanh chi tiéu |- Tong hop day di, chinh
Cong ty Giam Péc |loi nhuan, ty suét loi [xac doanh thu, chi phi va
- Cac nha - Giam [nhuén trén doanh thu [xac dinh két qua kinh
may may Péc ma Hoi dong quan tri |doanh.

Dung Quit, giao cho - Theo ddi va quan 1y tinh
Phu My. hinh st dung tai san, bao
Trung tam dam su dung von c6 hiéu
TM Dét May qua, dem lai lgi nhuén
Vinatex ngay cang cao.

Trung tim |- Giam |- Hoan thanh ké |- Lap ho4 don va theo ddi
doanh thu: Péc Kinh |[hoach san lugng hang |doanh thu cic mit hang.
Phong Kinh Doanh hoa san xuat, gia|- Can ci vao bang theo
Doanh cong, thuong mai. ddi nhap xudt hang hoa

cua khéach hang co su xac
nhan dbi chiéu voi khach
hang x&c dinh doanh thu
d6i voi timg mat hang mot
cach chinh xac.

- B¢ xuat cac bién phap
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- Truong |- Hoan thanh ké [xu ly d6i véi miat hang
phong hoach doanh thu cac |khong tiéu thu dugc.
mat hang. - Phan tich su bién dong
két cau cac mit hang tong
hop 1am anh huong dén su
bién dong doanh thu thuc
té so v6i ké hoach.
.- Phan tich su bién dong
vé s6 lugng hang cua timg
don hang so véi ké hoach
duoc dat ra.
Trung  tdm - Lap ké hoach vé cac
chi phi: khoan chi phi phat sinh tai
- Cac phong |- Truong |- Chi phi bang hoic |cac Xi nghiép nhung
ban tai Van |cac phong [thap hon ké hoach chi [khong thudc quyén kiém
phong Cong ty |ban. phi di duoc dit ra tai [soat ctia nha quan tri cap
cac bo phan. Xinghi¢p.
- Céac Xi nghiép - Lap ké hoach vé chi phi
- Gidm |- Dam bdo trang trai [phat sinh tai trng phong
Péc  Xi|cac khoan chi phi [ban.
- C4c bd phan |nghiép thudc quyén kiém soat |- Xac dinh muc tiét kiém
tai XN cia Xi nghiép khong hay lang phi vé cac khoan

vuot qua ty 1€ giao
khodn sau khi hoan
thanh viéc cung cap
dich vu cho khach

hang.

muc do

- Lap ké hoach tong hop
vé tong chi phi phat sinh
thudc quyén kiém soat ciia

Xi nghiép twong Umg véi
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- Truong
cac bd
phan tai
Xi nghiép

- Chi phi bang hoic
thap hon ké hoach chi
phi (ké hoach linh
hoat) da duoc 1ap ra
tai cac bd phan Xi

nghi¢p

ke hoach du bao doanh
thu ctia phong kinh doanh.
- Lap ké hoach chi tiét vé
cac khoan chi phi phat
sinh tai cac bd phan cua
minh.

- Phan tich su bién dong chi
phi phat sinh tai bd phan dé
xac dinh nguyén nhan va
trach nhiém.

3.2. HOAN THIEN CONG TAC KE TOAN TRACH NHIEM TAI
CONG TY CP VINATEX PA NANG

3.2.1 Hoan thién cong tac 1ap ké hoach cho cic don vi thanh vién

tai cong ty CP Vinatex Pa Niing

a. Lap ké hoach trung tam diu tw

Cung véi viéc phan tich danh gia két qua hoat dong kinh doanh trong

nam 2011 va ké hoach Tong cong ty Dét May Viét Nam giao, Hoi dong Quan

tri ctia Cong ty quyét dinh thong qua ké hoach va giao mot sd céac chi tiéu cho

cac don vi thanh vién dé hoan thanh muyc tiéu chung ciia Cong ty 1a ting ty

suat 1o1 nhudn trén von dau tu va lam co s¢ dé danh gia thanh qua cua cac bo

phan, don vi.

Bang 3.1: Dy kién chi tiéu dat dugc v6i muc tiéu ROI = 11.4 % Nam 2012

CHI TIEU

DVT

SO TIEN TY LE

DU KIEN VON PAU TU

Ty dong

102.3 | Tang 3 %

DOANH THU MONG MUON | Ty dong

480.0 | Tang 29,8%

LOI NHUAN MONG MUON Ty dong

12.0 | Tang 50.3%

ROI

%

11.4 | Tang 42.5%
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b. Lip ké hoach trung tim lpi nhuin

Pé hoan thanh chi tiéu loi nhuan duge giao, cac trung tdm loi nhuan sé tién
hanh 13p du toan. Tai moi trung tdm lg1 nhuan cdn cr vao sy phan chia trach
nhiém va quyén han cac b phan s€ tién hanh 1ap du toan vé1 muc ti€u la hoan
thanh muyc ti€u tang ty suit loi nhudn trén von va lam co s dé nha quan tr1 danh
gia thanh qua cac bd phan gitra két qua thuc hién dugc voi du toan da duoc lap.
Téng hop bdo cao cua cac trung tam 1gi nhuan gt vé, tir d6 du kién chi tiéu loi
nhuan tai cac trung tam loi nhuan (bang 3.2).

Bang 3.2: Du kién chi tiéu loi nhuan tai cac trung tam loi nhuan nam 2012

cty VINATEX DN
] MUC TANG
LOINHUAN (DVT: tr.d) ,
. TRUONG
CHI TIEU _ _
KE HOACH | THUC HIEN % chénh
KH-TH
2012 2011 léch
Van phong cong
. 5,450 4,157 1,293.00 31.10
ty Vinatex
Nha may may
Phi My 1670 67.13 1,737.13 ;
NM May Dung Quat 3.280 2.626 654.00 24.90
TTTM Dét May
. 1,600 1,282 318.00 24.80
Vinatex
Tong cong 12,000 7,998 4,002.13 50.03

Pé dat dugc muc tiéu trén doi hoi cac don vi dua vao su phan chia
trach nhiém, quyén han va phan cdp quan 1y tai chinh tién hanh lap dy toan
phat sinh tai bd phan dé hoan thanh muc tiéu chung ma Hoi déng quan tri da
thong qua. Pau ra déng vai tro rit quan trong trong viéc lap ké hoach va phan

bd nguon luc dau vao cho cac bg phan va don vi.
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c. Lap dw toan trung tam doanh thu tai Cong ty CP Vinatex DN

Tt nhitng muc tiéu dit ra cing véi két qua nam 2011 va du bao vé
doanh thu dat duoc du kién trong ndm 2012 14 480 ty dong, Hoi ddng quan tri
giao ké hoach doanh thu cho cac don vi thuc hién. Riéng ké hoach doanh thu
phai thuc hién trong nam 2012 tai Van phong chinh Da Ning 1a 189 ty dong

tuong duong véi muc ting trudng rat cao so voi thuc hién nam 2011 1a

40.73%.
Bang 3.3: Ké hoach doanh thu theo tirg mé hang - Tahhsin nim 2012

STT Tén hing Sé lugng | Gié bén D"(irr‘fé;hu
Hang Tahhsin 180,600 14,548,643,748
I | Adjackét tahhsin - G99-6012 24| 75.728.00 1,817,472
2| Ad jackét tahhsin # G99-9001 3,200 | 53,009.60 | 169,630,720
3 | Ad jackét tahhsin - G99-9013 6,240 4922320| 307,152,768
4 | Adjackét thhsin- G99-A0031 | 11,944 | 66,262.00| 791,433,328
5| Adjackét ahhsin- G99-A0032 | 3,900 | 66,262.00 | 258,421,800
6 | Adjackét ahhsin#G99-BO13 | 14,072 | 60,582.40 | 852,515,533
A6 Jacket Tahhsin # G99-
7 |80 s 17,888 | 4922320 | 880,504,602
8 | Ad jackét tabhsin # G99-C007 4,060 | 60,582.40 | 245,064,544
O | A Jacket Tahhsin #G99-C0091 | 6.212| 66.262.00 |  411.619.544
10 | A6 somi tahhsin # G99-C033 560 | 47,330.00| 26,504,300
11 | Adsomi tahhsin# G99-C035 340 | 47,330.00| 16,092,200
12 | Absomi tahhsin#G99-C036 | 1,068 | 47,330.00 | 93,145,440
13 | Quan tahhsin # G99-C037 | _ 4,800 | 47,330.00 | 227,184,000
14 | Quan tahhsin # N99-9003 6,312 | 83,300.80 | 525,794,650
15 | A6 jacket tahhsin # N99-9004A | 3.200 | 153.349.20 | 490.717.440
16 | Quan tahhsin # N99-9007 3200 54902.80 | 175.688.960
17 | A6 jackét tahhsin # N99-9000 | 3.440 | 4922320 |  169.327.808
18 | Ad jacket tahhsin # N99-9010 | 2.640 | 49.22320|  129.949.243
19 | A6 jackét tahhsin #N99-9011 | 1,720 | 49.22320|  84.663.904
20 | Quan tahhsin # N99-9030 5232 | 43,543.60| 227,820,115
21 | Quén tahhsin # N99-9031 3,192 85,194.00| 271,939,248
22 | A6 jacket tahhsin - N99-A0101 | 6,052 | 113.592.00 | 687.458.784
23
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24

38 | Quan Tahhsin # N99-C034 3,236 | 66,262.00 214,423,832
39 | A¢ Jacket Tahhsin # N99-C035 6,164 | 113,592.00 700,181,088
40 | A6 jackét tahhsin # N99-C048 1,400 | 104,126.00 145,776,400
41 | A6 jackét Tahhsin # NAO-1029 3,120 | 88,980.40 277,618,848
42 | Quan Tahhsin # NAO-10401 6,020 | 66,262.00 398,897,240

(Nguon: Phong kinh doanh VP DN - Vinatex DN)

Tir bang tong hop doanh thu theo timg ma hang, truéng phong kinh

doanh tai van phong chinh Pa Nang 1ap bang tong hop Ké hoach doanh thu

ting thang, quy, ndm trinh 1én ban Tong Giam Déc.
Béng 3.4: K& hoach doanh thu hang gia cong (theo khach hang) Nam 2012
(Phong kinh doanh VP BN - Vinatex DN)

Tho

CHI TIEU DOANH THU (DVT:VND) CHENH LECH

r 14 0
Sl:f KHACH K¢ hoach Thuc hién KIL-TH /(()’yiso

HANG 2012 2011 M
2011
1 | Hang SBS 562,280,400 | 561,995,707 284,693 | 0.1
2 | Hang texma | 6,877,176,790 | 6,302,445,002 | 574,731,788 | 9.1
3 |Hangnhabé | 2,101,212,528 | 1,601,021,415 500,191,113 | 31.2
4 | Hang 974,401,643 724,469,880 | 249,931,763 | 34.5

newlook
5 | Hang Winer 286,684,908 | 261,684,860 25,000,048 | 9.6
6 | Hang J-land 740,714,500 | 658,885,329 81,829,171 | 12.4
7 |Hang Chori | 1,978,873,925| 1,795,896,735 182,977,190 | 10.2
8 | Hang Vanton |  1,848,468,415 | 1,793,839,014 54,629,401 | 3.0
o |Hang 14,548,643,748 | 10,549,280,356 |  3,999,363,392 | 37.9
Tahhsin

10 | Hang mecosa |  4,186,378,065 | 3,221,276,070 | 965,101,995 | 30.0
11 gﬁéﬂgﬂ‘-‘t 954,627,168 903,006,270 51,620,898 | 5.7
12 Es;g"hen 2,479,420,125 | 1,819,419,900 | 660,000,225 | 36.3
13 ?grllngen 2,241,590,454 | 1,915,023,884 326,566,571 | 17.1
14 | Hang Hoa 1,166,407,336 | 1,021,207,288 |  145.200,048 | 14.2
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15 | Hang CK 337.250.368 210,781,480 126,463,888 | 60.0
16 ia‘f‘ag sina 3,944,173,608 |  2.991,090,968 953,082,640 | 31.9
17 | Hang PPK 2.525.599.795 | 2.432.633,070 92,966,725 | 3.8
1g | Hang 38,857,399.524 | 31,742,941,575 | 7.114.457.949 | 22.4
Fisman
19 | Hang 31,233,283,586 | 27.911,191,667 | 3,322,091,919 | 11.9
Supreme
Téng cong | 146,844,586,884 | 104,418,090,461 | 19,426,496,415 | 19.7
Bang 3.5: Ké hoach doanh thu Nam 2012
o Doanh thu (BVT : ty dong) Mircqténg
Chi tiéu ’ truong
Thuc hién 2011 | K& hoach 2012 | % so TH
Doanh thu gia cong (CM) 104.41 146.84 40.64
Doanh thu ban hang sx 28.87 40.50 40.28
Doanh thu hoat dong tai chinh 1.02 1.66 62.75
TONG 134.30 189.00 40.73

(Nguon: Phong kinh doanh VP DN - Vinatex PN)

Bén canh do, can ctr vao chi ti€u lgi nhuan dat ra, va dua vao cac hop

dong da ky két ciing nhu tinh hinh thyc hién doanh thu nam 2011, nha may

may phtt my, nha may may Dung Quat, TTTM Dét May cung lap cac bang du

toan doanh thu cho ting thang, quy, nam 2012.
Bang 3.6: Tong hop Ké hoach doanh thu Nam 2012

Pon vi thuc hién Doanh thu Ml:‘['thﬁ,l’lg
truong
N - sovoi TH

(BVT: ty dong) Thyce hién 2011 Ké hoach 2012
Phong kinh doanh BN 134.3 189 40.73%
Nha may may Phu M§ 77.2 98 26.94%
Nha may may Dung
Quoc 88.5 115 29.94%
TTTM D¢t May Vinatex 69.8 78 11.75%
TONG 369.8 480 29.80%

(Nguon:

Cty CP Vinatex PN)
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d. Lip ké hoach cdc trung tém chi phi tai Cong ty CP Vinatex DN

d1. Phan loai chi phi tgi cac Xi nghiép:

Viéc xac dinh kha ning kiém soat cac khoan chi phi ctia cac cdp quan
tri trong cong tac ké hoach va bdo cdo thanh qua bo phan vé chi phi 1a mot
yéu cau tat yéu gitp viéc danh gia thanh qua ctia ho mot cach khach quan. Ké
toan trach nhiém gitp nha quéan tri dé dang nhan biét mdi quan hé chi phi -
khéi lugng san pham tiéu thu - doanh thu - lgi nhuan nham c6 co sé hoach
dinh chinh sach kinh doanh theo muc tiéu da dé ra.

Theo quy ché khoan mét s chi phi, cac khoan chi phi thudc quyén
kiém soat cta Xi nghiép do la:

- Chi phi nhién liéu.

- Chi phi vat liéu phu.

- Chi phi nhén cong tryc tiép.

- Chi phi nhan vién phan xudng.

- Chi phi sua chira thuong xuyén, stra chita 16m.

- Chi phi dién, nudce, dién thoai, van phong phém.

- Chi phi cong cu, dung cu.

- Chi phi diéu hanh khac trong qua trinh san xuat.

Trong khi d6, trung tdm chi phi c6 hai loai trung tdm chi phi tu do va
trung tdm chi phi dinh murc. Vi cac khoan chi phi thudc quyén kiém soat ciia xi

nghi€p thi dugc phan nhu sau:
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Trung tam chi phi

)

- Khau hao tai san ¢6 dinh | |- Chi phi vat li¢u. ,

- BHXH, BHYT, BHTN, Chi phi nhan cong truc tiép.

KPCP. Chi phi nhan vién phan xudng.

- Bao hiém tai san, bao Chi phi stra chita thuong xuyén, bao dudng.
hiém con ngudi. Chi phi cong cu dyung cu.

- Chi phi l4i vay. Chi phi dién, nudc, dién thoai, van phong

- Chi phi sira chira dot pham.

xut, chi phi stra chira 16n. Chi phi diéu hanh khac.

Pé thyc hanh chinh sach tiét kiém ddi v6i timg ca nhan va cac bo phan,
Xi nghiép c6 thé giao khoan cac khoan chi phi dién, nudc, van phong pham,
dién thoai c¢6 dinh cho tung bo phan. Néu b phan nao chi vuot miac quy dinh
thi Xi nghiép tién hanh truy thu d6i voi cac bo phan d6. Do d6 n6 sé thoi thiic
ngudi lanh dao cic bo phan nay tim ra nhiing c4 nhan khong thuc hanh tiét
kiém trong qua trinh san xuit dé c6 bién phép xir 1y.

Tuy vao tinh hinh thyc té phat sinh Giam Pdc Xi nghiép co quyén ap
dung dé quyét toan nguyén phu liu, tinh va chi tra lvong cho ngudi lao dong.
Mit khac, can ¢l vao tinh hinh thuc té vé cac san phém hao tén nhiéu stc lao
dong Giam ddc Xi nghiép c6 quyén diéu chinh don gia tién luong cho phu
hop voi hao phi clia nguoi lao dong, sira chira kip thoi vé dinh mic don gia
tién luong cho sat véi thuc té, nguoi cong nhan no lyc ¢ ging dé hoan thanh
ké hoach san xuat, gia cong theo ké hoach di dit ra va vuot ning suit, gop

phﬁn vao viéc hoan thanh ké hoach san lugng chung cua toan Cong ty.
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Dé thuc hién tbt hoat dong san xuét, Vinatex Da Ning d3 ting cuong
dau tu trang bi may moc hién dai v6i muc tiéu co gidi hoa nham giai phong
sttc lao dong. Chinh vi vy, trong tong chi phi phét sinh thuoc quyén kiém
soat ctia Xi nghiép tai trung tdm chi phi ty do, chi phi stra chita 16n chiém mot
ty trong 16n. Su phan cip quan 1y tai Xi nghiép doi hoi phai c6 mot hé théng
quan 1y phan chia trach nhiém rd rang dbi voi timg bd phan bang cach xay
dung cac quy trinh nhu: quy trinh mua sdm vat tu, phu ting, quy trinh bao
dudng. Muc dich 1a dé ting cudng kiém soat vé chat luong, sb luong cia cac
bo phan tai trung tAm chi phi nhu to cat, to may, t6 dong goi. ..

Theo dic diém co cau to chirc hién tai ciia cong ty va hé thong cac
trung tam chi phi cong ty dang stir dung, su phéan chia cac khoéan chi phi ty do
va dinh mirc tai cac trung tam trach nhiém duoc thé hién nhu sau:

- P6i v6i trung tdm chi phi thudc khdi san xuat thi cac khoan chi phi
phat sinh tai bd phan mua hang va giao nhdn, thué nhap khau... s& do pho
giam dbc phu trach thu mua két hop véi phong ké hoach thi truong quan 1y.
Pay 1a bo phan chiu trach nhiém vé gid vat tu nhap kho, d6 chinh la co s& dé
danh gia thanh qua quan 1y cta pho gidm déc phy trach thu mua. Cac khoan
chi phi khac con lai s& do PGD phu trach san xuat quan 1y.

- Cac khoan chi phi phat sinh tai bd phan quan 1y déu phai thong qua sy
phé duyét ciia Ké toan truéng do d6 1a nhitng chi phi kiém soat duoc thudc
trach nhi€ém quén ly cta xi nghiép.

Thong qua viéc phan tich cac khoan muc chi phi tai Vinatex Pa Nang
va co ciu phan chia trach nhi¢m hi¢n tai, co thé thiét lap hé théng ké toan

trach nhiém trung tam chi phi nhu sau:
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. Trung tam chi phi dinh mtrc | Trung tam chi phi tu do
CHI TIEU . . ‘.
(khoi san xuat) (khoi quén ly)
Nguoi quan ly 1.PGD thu mua - PGD tai chinh

2.PGD san xuit

Trach nhiém

1.bam bao nhu cau vat tu
cho san xuét va tiét kiém gia
NVL mua vao.

2.Hoan thanh ké hoach san
luong, ha gid thanh san phrflm

Hoan thanh vai tro hd
tro cua bo phan quan ly,
str dung hiéu qua va tiét
ki€ém cac khoan chi phi

quan ly

Chi tiéu danh gia

1.Gia mua vat liéu

2.Gia thanh san pham

Chi phi bo phan quan 1y

d2. Tong hop du todn chi phi Cong ty CP Vinatex DN

Bang 3.7: Tong hop du toan chi phi Céng ty CP Vinatex DN nam 2012

Pon vi thuc hién Chi phi Muc tang
truong
N - % so véi TH

(BVT: ty dong) Thuc hién 2011 Keé hoach 2012
Phong kinh doanh BN 130.14 183.55 41.04
Nha may may Phu My 77.27 96.33 24.67
Nha mdy may Dung
Qudc 85.88 111.72 30.09
TTTM Dét May Vinatex 68.52 76.40 11.50

TONG 361.80 468.00 29.35

d3. Ké hoach chi phi tai cac Xi nghiép

Cong tac lap dy toan cang khoa hoc thi cang cé co s& dé danh gia thanh

qua cua cac trung tam trach nhiém mot cach chinh xac.

Cong ty CP Vinatex Pa Ning da trién khai cong tac 1ap ké hoach vé

cac khoan muc chi phi phat sinh, tuy vay van chua phan anh chi tiét mot cach
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day di nhu ké hoach vé chi phi vat liéu, chi phi lao dong, chi phi san xuat.. .
vi vay can xay dung bang ké hoach co thé dap uimg duoc cac yéu cau thuc té
phuc vu cho cong tac quan 1y, cu thé cac khoan chi phi cho cac bo phan can
chi tiét nhu:

- V& chi phi NVL truc tiép can tach ra chi phi thu mua trong nuéc va
chi phi nhap khau.

- Vé chi phi san xuét chung can dugc tach ra hai phﬁn riéng biét 1a dinh
phi san xuét chung va bién phi san xuat chung khi 1ap du toan.

Déi véi dinh phi san xuat chung do it thay doi nén c6 thé can cr vao sb
phat sinh thyc té ky trude dé 1am s6 liéu tinh toan cho ky ké hoach, sau dé chi
cho tong s gio cong du toan dé tinh duge don gia du toan trong mot phit.

Pbi voi bién phi san xuat chung, hién nay cac khoan chi phi nay bién
dong ty 1€ thudn vo1 mac do hoat dong cua san xuét, cu thé 1a theo gi0 may
hoat dong nén cong ty can sir dung phuong phap thong ké thuc té dé dua ra
dinh mtrc chuan vé don gia tiéu hao bién phi chung cho dinh mirc hoat dong.
Pon gid nay s€ mang tinh chat on dinh, dugc dung lam dinh muc dé tinh gia

thanh ké hoach.
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d4. Ké hoach chi phi cic phong ban tai Vin phong Céng ty

- Du toén chi phi 1ai vay ngan hang:

Bang 3.8: Tong hop chi phi 13i vay - thang 2/2012

DVT: VNP
STT B6 phan Thang 2 Thang sau | Luy ké Quy 1
1 | Van phong 101,873,978 | 250,000,000 | 492,611,210
2 | Xinghiép 1 23,432,611 | 25,000,000 | 70,284,113
3 | Thanh Son (XN2,3.4) | 106,566,796 | 110,000,000 | 320,570,885
4 | Dung Quat 132,080,070 | 132,080,070 | 400,819,350
5 | Phu My 89,869,276 | 89,869,276 | 270,862,927
6 | Trung tdm thuong mai 593,618

Téng 454,416,349 | 606,949,346 | 1,555,148,485

Tong chi phi 14i vay phai tra du kién trong nam 2012 14 9,88 ty VND

- Du toan chi phi thué dat:
Bang 3.9: Bang tinh tién thué dat nam 2012
DVT: VND
A 1n Dién tich Don gia <

STT Bo phan (m2) (VND/théng) Nam 2012
1 | VP25 Tran Quy Cap 1,520 | 20,452,917 | 245,435,000
2 | 88 Thanh Son 3,400 | 21,080,000 | 252,960,000
3 | Dung Quat 5,750 | 24,150,000 | 289,800,000
4 | PhuMy 6,935 | 29,127,000 | 349,524,000

Céc ctra hang cua
5 | Trung tam TM Dét 50,505,729 | 606,068,748
May

Tong

1,743,787,748
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-Du toan chi phi BHXH, BHYT, BHTN
Béang 3.10: Bang du toan chi phi BHXH, BHYT, BHTN tai van phong cong

ty nam 2012
STT| BOPHAN | SOLD | | (8 TN (VD)

1 | Tong giam doc 1 6.64 13,888,224
2 | Phong TC-HC 11 44 .45 92,971,620
3 | Phong KD 10 37.09 77,577 444
4 | Phong KHTT 10 29.93 62,601,588
5 | Phong KT-CN 23 73.06 152,812,296
6 | Phong ké toan 10 48.80 102,070,080
7 | Phong QLCL 7 29.30 61,283,880
8 |PhongIE 9 33.40 69,859,440
9 | T6 bao vé 1 3 8.10 16,941,960
10 | TO bao vé 2 3 8.35 17,464,860
11 | T6 thoi trang 6 17.80 37,230,480
12 | Toyté 2 6.62 13,846,392
13 | T6 vé sinh 3 7.26 15,185,016
14 | Kho 4 13.42 28,069,272
15 | T.Truc Pang va CH 2 6.77 14,160,132
16 | Pai dién tai HCM 3 9.20 19,242,720
17 | T6 bdc vac 5 7.60 15,896,160

CONG 112 388 811,101,564

3.2.2 Xay dung kénh thong tin bao cao cho cac nha quan tri
Thiét ké hé thong bao cao trach nhiém tir cap dudi 1én cap trén nham
dap tng day du luong thong tin trong toan doanh nghiép cho nha quan tri cap

cao. Thong qua hé théng bao cdo ndy sé& trd thanh kénh thong tin tong hop dé
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danh gia thanh qua hoat dong cua cac trung tam trach nhiém va trach nhiém
cua nha quan ly bd phan.

C6 thé bao cdo chi phi thé hién tir cAp dudi 1én cip trén nhu sau:

Cap quan ly Pham vi trach nhi¢m
Céc pho giam doc
Ban Tong giam dbc: Tong hop s6 liéu thyc hién | Truong phong ké toan
cua toan cong ty Trudéng phong KD
Truéng phong ké hoach

W

Phé giam doc san xuat: Xinghiép I
Tong hop sb lidu ciia cac giam dbc xi nghiép | Xi nghiép II
bao cdo 1én cap trach nhiém cao hon Xinghi¢p 11
Xinghiép IV
Xudng théu

W

Giam doc xi nghiép: Xinghiép I:
Tong hop sb lidu ciia cac quan ddc phan xuéng | -Phan xudng I
béo c4o lén truong phong san xuat. -Phéan xudng 11
-T6 KCS
-T6 ky thuat

-To6 co dién

W

Quan dbc phan xudng: Phan xudng I
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Tong hop so liéu ciia cac day chuyén béo cdo -Day chuyén cat
1én Giam ddc xi nghiép -Day chuyén lip rap
-T6 hoan thanh

Phan xudng II:

W

Giam sat ddy chuyén san xuat (day chuyén cat) | Chi phi phat sinh

béo cdo 1én Giam ddc xi nghiép -CP NVL Truyc tiép
-CP NC tryc tiép
-CP SX chung

Tuong tu bao cdo trung tam doanh thu: cac chi nhanh s€ bao cédo doanh
thu phat sinh tai bd phan minh, sau dé phong kinh doanh cong ty sé 1ap bao
cdo doanh thu toan cong ty.

Béo cdo trung tam 1¢i nhuan: bdo cdo dugc 1ap tr van phong cta cac
nha may Pha My, Dung Quat, TTTM Vinatex va giri vé van phong chinh
cong ty Vinatex dé tong hop lai.

Bao cao trung tam dau tu: Bao cdo nay chi duoc 1ap tai ban quan tri
cong ty trén co so sb lidu tap hop duoc tir cac trung tAm trach nhiém & cac
nhanh va tai van phong cong ty.

3.3 PANH GIA THANH QUA CAC TRUNG TAM TRACH NHIEM TAI
CONG TY CO PHAN VINATEX DA NANG

3.3.1 Panh gia thanh qua cac trung tim dau tu

Ho1 déng Quan tr1 1a nguoi chiu trach nhiém cao nhat vé hiéu qua hoat
dong dau tu. Chinh vi vy, bao cdo thanh qua cua trung tdm dau tu dong vai

tro rat quan trong.
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Bang 3.11: Phan tich trung tdm dau tu cong ty CP Vinatex Pa Nang

S MUC TANG
Nim 2012 :
T . TRUONG
CHI TIEU PVT _
T KE THUC % SO
" | TH-KH
HOACH | HIEN KH

1 | Doanh thu Tyd 480 | 4469 (33.1) (7.4)
2 | Chi phisan xuat KD | Ty.d 468 | 436.6| (31.4) (7.2)
3 | Loi nhuén Ty.d 12| 103 1.7)| (16.5)
4 | Von dau tu binh quan | Ty.d 102.3 953 (7.0) (7.3)
5 | Chi phi von sir dung Ty.d %) 76 (0.6) (7.3)
6 | Ti suat sinh loi doanh y

$6 (6)=3)/(1) 0 250 230 (0.195) (8.5)
7 | S6 vong quay von dau I3

an

w (=(1)/(d) 469| 4.69| (0.003) 0.1)
8 | ROI (8)=(3)/(4) Yo 11.73| 10.81| (0.922) (8.5)
9 | RI(9)= (3)-(5) o 3.82| 2.68 (1.1)| (42.6)

Dua vao bao cdo nay nha quan tri cap cao nhat s& biét dugc muc tiéu:

-Ty suét loi nhuan trén vén dau tu ROL cung cip mot sy danh gid gan
dung va toan dién sy thanh cong vé chinh sach dau tu cia cong ty. Nam 2012,
mit du da giam chi phi so voi ké hoach (31,4 ty tuong duong 7.2%) nhung
doanh thu cling giam ¢ muac do nhiéu hon (33,1 ty twong duwong 7.4%) lam
cho lgi nhudn gidm so véi ké hoach rat nhiéu, ta nhan théy tbc do giam loi
nhuan 13 16.5% trong khi d6 toc d6 giam von dau tu chi & mic khong dang
ké 7.3%, va chi tiéu ROI d giam so véi ké hoach 1a 8.5%, bén canh d6 thu
nhap thang du RI dat dugc giam rat nhidu so voi muc tiéu dat ra (42.6%), nhu

vay cong ty da thyc hi¢n khong dat ké hoach duoc giao.
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Thong qua sy phan chia trach nhiém va quyén han cho cac bo phan,
Ho6i dong Quan tri dua ra cac quyét dinh can thiét trong viéc dau tu va danh
gid hi¢u qua dau tu ddi véi cac khoan dau tu d3 duoc thuc hién. Ngoai ra can
phan tich viéc von giam do két qua kinh doanh 13, do diéu chuyén, do thién tai
hay do viéc phan b6 vén da hop 1y hay chua tir 6 dua ra hudng giai quyét kip
thoi, can phai thay doi nhu thé nao dé c6 gang khic phuc vao nam sau.

3.3.2 Danh gia thanh qua cac trung tam l¢i nhuan

Téng hop két qua kinh doanh ctia nha may may Phu My, Nha may may
Dung Quat, TTTM Dét May Vinatex, Van Phong Cong ty sé& tién hanh danh
gid thanh qua cac trung tam lgi nhuan dat dugc so vo1 muc tiéu dit ra.

Bang 3.12: Panh gié trung tAm loi nhuan Nha may may Dung Quét nim 2012

MUC TANG
Nim 2012 9
o TRUGNG
STT CHI TIEU PVT _
KE THUC % SO
) TH-KH

HOACH | HIEN KH
1 | Doanh thu Ty.d 115.00 | 115.10 0.10| 0.09
2 |ChiphisanxuatKD | Ty.d | 11172| 111.85 013 0.12
3 | Loi nhuan Tyd 328 325|  (0.03)| (0.92)
4 | Von dau tu binh quan | Ty.d 2530 25.92 062 239

Ti suat 191 nhuan trén

%
> | qoanh thu 6)=3)(D) 285  282| (0.03)| (1.01)

Ty suat loi nhuan trén

6 | . %
vén dau tu (6)=(3)/(4) 0 1296 | 12.54 (0.43) | (3.40)

Ty suét lgi nhuén trén

7 | chi phi SXKD %o 294  291| (0.03)] (1.04)
(N=(3)/(2)
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Nam 2012, nha may may Dung Quat dat doanh thu ting so v6i ké hoach
0.1 Ty twong duong 0.09% nhung mirc d6 ting doanh thu van thap hon muc do
tang chi phi 0.12%, mac du & mirc d§ khong dang ké, van 1am cho loi nhuan dat
duoc giam so voi ké hoach 30 triéu tuong duong 0.92%, mot ty 16 kha thap nén
6 thé xem nhu trung tam loi nhuan Nha may may Dung Quét da dat duoc hi¢u
qua twong ddi chi tiéu ké hoach lgi nhuan di dat ra dau nam.

Béang 3.13: Bdo cdo thanh qua céic trung tdm lgi nhuén nam 2012

Vin . NM | TTTM
N phong Nha mdy May Dét
STT CHI TIEU PVT | may Phu -
cong ty M Dung | May
Vinatex y Quat | Vinatex
Doanh thu Ty.d 177.20 80.30 | 115.10 | 74.30
2 | Chi phi san xuat )
rinh doanh Ty.d 172.15 79.67|111.85| 72.93
Loi nhuan Ty.d 5.05 0.63| 3.25 1.37
4| Von dau twbinh | g 4 40.23 1698 | 2592| 19.17
quan
5 | Ti suat lgi nhuan
trén doanh thu % 2.85 0.78 | 2.82 1.84
(6)=3)/(1)
6| Ty su@t lqi‘ nhuan
trén von dau tu % 12.55 3.71| 12.54 7.15
(6)=(3)/(4)
7 | Ty suat lgi nhuan
trén chi phi SXKD | % 2.93 0.79| 291 1.88
(N=3)(2)

Nhan thdy trong bon trung tdm lgi nhuan, Nha may may Phu My
khong dat dugc chi tiéu loi nhuan theo ké hoach va tham chi con c6 nguy co
thua 15. Vian phong cong ty Vinatex DN dem lai loi nhuén cao nhit gop phan
rat 1on vao chi tiéu loi nhuén mong mubn, cu thé cit 100 déng doanh thu sinh
dugc 2.85 dong loi nhuan, 100 dong von dau tu sinh duge 12.55 dong loi

nhudn. Ty suat lgi nhuan trén von dau tu cling dat mirc cao nhat so vdi cac
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trung tdm con lai. Tuy nhién, téng cong 1g1 nhuén toan cong ty chi dat 10.3 ty
<12 ty theo chi tiéu ké hoach dit ra, nhu vay cong ty dd khong hoan thanh ké
hoach. Dé dat dugc két qua trén tai Vin phong Cong ty Vinatex, trung tim
doanh thu da khong ngimg tim kiém ngudn hang méi, cham soc cac khach
hang cii va tiém ning, cac trung tAm chi phi ning cao y thirc tiét kiém chi phi
vO1 muc ti€u hoan thanh chi ti€u lg1 nhuan ma Hoi déng quan tri giao cho.

3.3.3 Danh gia thanh qua trung tim doanh thu

Truéong Phong Kinh doanh duwa vao bdo céo san luong hing tuin
thang, quy dé tong hop, phan tich, so sanh ddi chiéu thyuc té dat dugc so voi
ké hoach dat ra tir 46 dwa ra cac nguyén nhan din dén su bién dong két ciu
cac mit hang 1am bién dong doanh thu. Phong kinh doanh di phai nd luc rat
nhiéu dé dat dugc muc tiéu dit ra hoan thanh ké hoach doanh thu va lap bao
c4o doanh thu hang tuan, thang, quy; bao cao nay déng vai tro rit quan trong
cho cac trung tim chi phi 1ap ké hoach, phan bo ngudn luc. Tai cong ty, dé
thuan tién cho viéc theo doi, ky luat va xét khen thuong kip thoi, doanh thu

thuc hién van chu yéu kiém soat va danh gia theo tuan.
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Bang 3.14: Tinh hinh thyc hi¢n nang suét

Tuan 1 thang 1/ 2012 (ngay 01-07/2)

_) T?élg Mi San lwong san xuét trong tuan (sp) 7 D?gl Tong
TO SX | bonhang | Téng | ©
(ngay hang
cong) 01/2 | 02/2 | 03/2 | 04/2 | 06/2 | 07/2 M M
(usd) | (usd)
126 Winner | #1011 | 310 | 250 | 300 | 305 | 320 | 285 | 1,770 | 0.97 1717
Phan
xudng 108 Winner | #1013 | 323 | 280 | 295 | 250 | 270 | 270 | 1,688 | 0.97 1637
1
126 Winner | #1012 | 320 | 350 | 320 | 290 | 320 | 300 | 1,900 | 0.97 1843
131 Winner | #1008 | 290 | 290 | 290 | 290 | 300 | 285 | 1,745 | 0.97 1693
Phan
xudng 112 Winner | #1008 | 270 | 270 | 310 | 300 | 310 | 300 | 1,760 | 0.97 1707
2
118 Winner | #1014 | 290 | 310 | 305 | 300 | 250 | 290 | 1,745 | 0.97 1693
Téng san luong ngay (sp) | 1803 | 1750 | 1820 | 1735 | 1770 | 1730
Tong san luong tuan (sp) 10,608 10,290
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Bang 3.15: Tinh hinh san xuat va theo ddi doanh thu

Tuan 1 thang 2/2012 (ngay 01-07/2)

XN Xinghi¢p 1 Tong CM 10,290 Xinghi¢p 2 Téng CM 10,380
TO Tl T2 T3 T4 T5 T6 Tl T2 T3 T4 T5 T6
Doanh thu CM (usd) 1,717 1,637 1,843 1,693 1,707 1,693 1,732 1,652 1,858 1,708 1,722 1,708
Tong luong sp (VNB) | ¢ 53 500 | 7.680.400 | 8.645.000 | 7,939,750 | 8.008.000 | 7.939.750 | 8.112,750 | 7.739.650 | 8.704.250 | 7.999.000 | 8,067,250 | 7,999,000
Luong binh quan ngay
/1 1d (VND) 63,917 71,115 68,611 60,609 71,500 67,286 65,834 73,248 70,669 62,427 73,645 69,305
Vi thi 19 9 14 23 7 15 17 5 10 21 4 11
XN Xi nghiép 3 Tong CM 10,212 Xi nghiép 4 Tong CM 10,482
TO Tl T2 T3 T4 T5 T6 Tl T2 T3 T4 T5 T6
Doanh thu CM (usd) 1,704 1,624 1,830 1,680 1,694 1,680 1,749 1,669 1,875 1,725 1,739 1,725
Téng luong sp (VND) | 8,008,350 | 7,635,250 | 8,599,850 | 7,894,600 | 7,962,850 | 7,894,600 | 8,181,000 | 7,807,900 | 8,772,500 | 8,067,250 | 8,135,500 | 8,067,250
Luong binh quan ngay
/11d (VND) 62,055 69,044 75,446 58,843 69,417 65,326 66,473 73,959 71,356 63,033 74,360 72,194
Vi thir 22 13 1 24 12 18 16 3 8 20 2 6
T dan dau cit may trong toan cong ty duoc ting co thi dua la: To 3 - XN 3
Vi tri cac XN dat doanh thu CM trong tuan thir thip dén cao: XN1 -XN3-XN2-XN4
Bang 3.16: Tinh hinh thu:c hién ké hoach
Tudn 1 thang 2/ 2011
r 14 \ 1 0 18 1A ’( ;\
XN CM GIAO BQ/THANG (usd) Ké hoach tudn Thue hién tudn o Thuc hién KH _Thuc hién ke hoach tuan
thang chénh Iéch %
XN1 43050 10763 10290 23.902 473 4.39
XN2 41500 10375 10380 25.012 5 -0.05
XN3 42000 10500 10212 24314 288 274
XN4 40250 10063 10482 26.042 -420 4.17
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Qua bao cdo Tinh hinh thuc hién ké hoach trén truéong phong kinh
doanh c6 thé giai thich dugc nguyén nhan nao din dén su bién dong doanh
thu (Xi nghiép 1 va xi nghiép 3 chua hoan thanh duoc ké hoach dugc giao,
Xi nghiép 2 va 4 da hoan thanh vuot mutrc ké hoach) va bao céo cho nha quan
Iy cao hon biét.

3.3.4 Danh gia thanh qua cac trung tam chi phi

a. Danh gia thanh qud cua trung tam chi phi dinh muec tai don vi

- Chi phi nguyén vat liéu truc tiép

Ké hoach chi phi thang, quy, nam tai cac bo phan Xi nghiép san xuét
dua vao ké hoach dy bdo san luong hang hoa san Xuat gia cong cua Xi nghi¢p
ma 1én ké hoach chi tiét phat sinh cac khoan chi phi thuéc pham vi quyén han
cua minh, bd phan thu mua s¢ 1én ké hoach thu mua nguyén vat liéu dam bao
cung cap kip thoi va ddy du cho cac phan xudng san xuét, han ché tdi da viéc
ton trix nguyén vat liéu khi hoan thanh xong mdt don hang, ddm bdo cho viéc
quay vong von luu dong mot cach hiéu qua.

- Chi phi nhan cong: D6i voi chi phi nhan cong truc tiép, cin ¢ vao
san luong thuc té ciia cac phan xuong va dinh mic don gia tién luong san
pham, ké toan Xi nghiép tién hanh tinh lwong cho khdi truc tiép nay. Cin ctr
vao tinh chat cong viéc, nhan vién khoi gian tiép s€ duoc tinh luvong dya vao
hé sb luong co ban cong voi hé sb trach nhiém va phan loai thanh tich cong
viéc cia mdi ca nhan theo thr tw A,B,C. Theo cach tinh nay, doanh thu cang
cao thi ngudn quy luong dugc phép trich cho xi nghiép cang cao, nhiing
ngudi cd hé sb luong cang cao thi thu nhip cang cao va nguogc lai. Chinh vi
vy can phai c6 cac tiéu chi danh gia thanh qua cta cac bd phan hang thang,
quy dé dua vao thanh qua dat duoc ciia cic bo phan da tiét kiém hay lang phi

vé chi phi hay thoi gian ma c6 chinh sach khen thuéng kip thoi.
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- Bién phi san xuét chung:

Béo cdo nay duoc xdy dung dé danh gia tinh hinh thuc hién du toan bién
phi SXC qua phén tich chénh 1éch giira bién phi thuc té va ké hoach dudi tac
dong clia cac nhan to: sO gid mdy tiéu hao va don gia tiéu hao bién phi SXC tinh
theo gid may hoat dong. Bao céo dugc chi tiét theo cac yéu td bién phi SXC bao
g6m chi phi vat liéu phu va chi phi dién ning phuc vu tryc tiép cho san xuét. Do
mdi 1an hoat dong mdi day chuyén san xut chi san xuat mot loai san pham nhat
dinh nén bao cio ndy can dugc tong hop theo loai san pham.

- Pinh phi san xuat chung:

Bé4o c4o nay duogc xdy dung dé danh gia tinh hinh thyc hién dy toan
Pinh phi SXC qua phén tich chénh léch giita ké hoach va thuc té& duéi tac
dong cua cac nhan t6 san luong san pham duogc san xuat va mic tiéu hao dinh
phi SXC don vi.

Két qua c6 dugc tir cac bao cao vé chi phi nguyén vat liéu truc tiép, chi
phi nhan cong truc tiép, bién phi va dinh phi san xuét chung sé& dugc st dung
dé xay dung bao céo thuc hién du toan chi phi ciia by phan san xuét, thé hién
két qua tong hop khac biét gitra chi phi san xuét thuc té so véi ké hoach nhu

bang 3.12.



Bang 3.17: Bdo cao danh gia thyc hién dy toan chi phi san xuat
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Xinghi¢p 1

Quy 4 nam 2012 ‘
bVT 1000 dong
. Chénh I¢ch
STT Chi tiéu K¢ hoach Thuc Hién
TH-KH %

Phan xuodng I 8,586,700 8,187,943 (398,757) -4.64
1 | Bién phi san xuat 8,052,700 7,647,943 | (404,757) -5.03
Chi phi NVL TT 5,007,800 | 4,792,153 | (215,647) -4.31
Chi phi NCTT 2,928,900 | 2,737,290 | (191,610) -6.54
Bién phi sanxudt chung 116,000 118,500 2,500 2.16

Dinh phi san
, 534,000 540,000 6,000 1.12

2 | xuat chung

Phan xuong 11 7,422,400 7,182,428 (239,972) -3.23
1 | Bién phi san xuat 6,918,400 | 6,662,428 | (255,972) |  -3.70
Chi phi NVL TT 4,107,200 3,911,619 | (195,581) -4.76
Chi phi NCTT 2,628,900 | 2,572,309 | (56,591) -2.15
Bién phi sanxudt chung 182,300 178,500 (3,800) -2.08

Dinh phi san
, 504,000 520,000 16,000 3.17

2 | xuat chung

Téng cong 16,009,100 | 15,370,371 | (638,729) -3.99

Qua nhiing thong tin thé hién ¢ bdo cdo trén thi ban quan 1y xi nghiép

s& danh gia duoc téng quat tinh hinh cung tng va co thé kiém soat tt vé chi

phi ctia cac bd phan phan xuong san xuat. Dé danh gia thanh qua cua trung

tam chi phi nay ta phai dya vao bdo cac thuc hién va ké hoach & xi nghi¢p, cu

thé tién hanh phan tich danh gia nhu sau:

Ta thay chi phi san xuat cua xi nghiép 1 giam 3,99% tuong duong

638.729.000 VND so véi ké hoach, trong do:
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- Phan xudng I d4 hoan thanh tét ké hoach véi chi phi san xuat giam
vol ty 1€ 4.64% tuong duong 398.757.000 VND do nguyén nhan chi phi
nguyén vat liéu truc tiép va chi phi nhan cong truc tiép giam so vé6i ké hoach,
diéu nay cho thdy lanh dao tai Phan xuong I da kiém soat tot tinh hinh st
dung vat liéu va bd tri str dung ngudn lao dong hop 1y (ciing can xem xét dén
van dé thyc hién hoan thanh hgp dong vé doanh thu c6 diéu chinh giam so
v6i ban dau hay khong dé c6 danh gia toan dién va chinh xac nhat). Tuy nhién
bién phi san xuat chung tang véi ty 1& 2.16% va dinh phi ciing tang 1.12%
tuong duong 2.500.000 VND va 6.000.000 VND so voi ké hoach, miat du
tang khong dang ké nhung cling can xem lai qua trinh kiém soat mot sd chi
phi nhu tién dién, nuéc, cong cu... kiém soat chit ché, tranh tinh trang su
dung lang phi.

- Phan xuong II cling hoan thanh ké hoach véi chi phi san xuat giam
239.972.000 VND voi ty 1€ gidm tuong g 1a 3.23%, tuy nhién dinh phi san
xuét ciing c6 tang 1én 16.000.000 nén ciing twong tu nhu Phan xuong I, Quan
dbc phan xuong 11 cling cAn xem xét lai mot sé chi phi lién quan va kiém soat
chat ché hon.

Ttr bao céo chi phi ctia cac bd phan cua trung tAm chi phi ta c6 thé tong
hop chi phi san xuét toan cong ty, sau ddy 1a bao céo chi phi phi san xuat toan
Cong ty CP Vinatex Pa Ning, bdo cdo nay phan danh mirc d6 thuc hién du todn
chi phi cac don vi thanh vién cling nhu tinh hinh thyc hién du toan chi phi cua

toan cong ty va néu rd nguoi chiu trach nhiém cua tung trung tdm chi phi.
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Bang 3.18: Bao c4o tong hop chi phi san xuét toan Cong ty - gin trach
nhiém tung bd phan

Quy 4 nam 2012 ‘
bVT 1000 dong
Chénh 1éch Nguoi
s LA e ‘A chiu
TT Chi tiéu K¢ hoach Thuc Hién TH.KH o, tréch
nhiém
B0 phan trung tdm chi phi: Phan xudng |
1| Ben phE s g 050,700 | 7,647,943 | (404,757) | -5.03
Chi  phi
NVLTT 5,007,800 | 4,792,153 | (215,647)|-4.31
Chi phi NC| 5 928900 2,737,000 | (191,610) | -6.54 | Quan
TT, doc
Bienphisan | ;60001 118,500 2,500 | 2.16| Phan
xuat chung xuong [
binh  phi
2 [san  xuét 534,000 540,000 6,000 | 1.12
chung
Tong cong | 8,586,700 | 8,187,943 | (398,757) | -4.64
Trung tam chi phi: Xi nghi¢p 1
Ul phanxuong 1| 8,586,700 | 8,187,043 | (398,757) | -4.64
2 | Phan xuéng II Giam
8 7,422,400 | 7,182,428 | (239,972)|-3.23 | dbc Xi
3 |-T6 KCS 50,300 47,000 (3,300) | -6.56 | Nghiép
4 | -T& ky thuat 74,000 72,000 (2,000)|-2.70 | 1
5 |-Td co dién 45,300 46,000 700 | 1.55
Tdng cong | 16,178,700 | 15,535,371 | (643,329)]-3.98
Trung tAm chi phi: Pon vi san xuat Vinatex Pa Nang ’
1 |Xinghiép1 | 16,178,700 | 15,535,371 | (643,329)-3.98 G%ﬁ‘}oc
Gia:lm
2 | Xinghiep2 | 13,482,060 | 13,002,600 | (479,460)|-3.56 | dbc
XN2
3 | Xinghigp3 | 9,782,000| 9,512,100 | (269,900 | -2.76 | Pim e
4 |Xinghigp4 | 8493000 8598000 105000| 1.24| %
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Quan
5 | Xudng théu 1,654,000 1,703,022 49,022 | 2.96| dbc
xuong
Tong cong | 49,589,760 | 48,351,093 | (1,238,667) | -2.50
Céng ty c6 phan Vinatex Da Nang
1 bon V1 san PGBsan
xuat DN 49,589,760 | 48,351,093 | (1,238,667) | -2.50 | xuat DN
A TA o Cac
5 B phan van trrong
phong DN 9,610,080 | 9,189,080 | (421,000) |-4.38 .
phong
Nha may Gidm
3 Tae | 29,809,700 | 29,925,400 115,700 | 0.39 | doc nha
may Phu My ,
may
Nha may Giam
4 | may Dung 32,414,000 | 31,823,035 | (590,965) | -1.82 | dbc nha
Quat may
Chi phi quan ly 4,130,000 | 4,028,500 | (101,500)|-2.46| TGD
Téng cong 125,553,540 | 123,317,108 | (2,236,432) | 1.78 \(;gaii

Qua phan tich danh gia bién dong chi phi ¢ timg trung tam chi phi,
ngudi quan ly dé dang danh gia trach nhiém cia cic c4 nhan c6 lién quan
trong qua trinh thyc hién nhiém vu dugc giao, déng thot tim ra nguyén nhan
ctia su bién dong chi phi dé tir 46 c¢6 giai phap khac phuc hiéu qua.

Thong tin thé hién qua bdo cdo trén, Toéng giam dbc coéng ty CP
Vinatex Pa Ning s& danh gia dugc tong quat mirc do tiét kiém chi phi cua
mdi don vi thanh vién, gan trach nhiém vé quan 1y ctia ting don vi trong muc
tiéu chung vé trach nhiém quan 1y chi phi cta toan cong ty. Véi s liéu trén
thi trong quy IV/2011 Céng ty CP Vinatex di hoan thanh t6t ké hoach dit ra
v6i ty 16 giam 1.78% d6 1a nhd su phan déu giam chi cia cac don vi thanh
vién nhu nha mdy may Dung Quét, Pon vi san xuit Pa N?lng, bo phan van
phong Pa Nang; riéng nha M4y may Phu M§ da khong hoan thanh dugc ké
hoach dit ra véi ty 1€ vugt muc chi phi 1a 0.39% tuong duong 115.700.000
VND, diéu nay giam doc nha may may Phu My phai chiu trach nhiém voi
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Cong ty Vinatex Pa Ning va ciing phai xem xét cac chi phi phét sinh cu thé
dé tim ra nguyén nhan va phuong hudng khic phuc.

b. Danh gia thanh qud cua trung tdm chi phi tw do tai don vi

Ngoai cac TTCP dinh muc ctia bd phan san xudt ra, tai Vinatex con cd
TTCP tu do cta bo phan quan Iy bao gdm bd phan ké toan, bo phan hanh
chinh nhéan sy, b phén cong nghe, ké hoach thi truong... Ké toan trach nhiém
tai cong ty can tién hanh d6i chiéu giira chi phi thuc té phat sinh va dy toan
ngan sach da duoc phé duyét qua cac ky kinh doanh dé thdy duogc su tiét kiém
hay gia tang chi phi ctia cic bo phan TT nay qua d6 danh gia kha ning kiém
soat cua cac by phan nay. Cling giéng nhu cac by phéan tai TTCP dinh mirec,
cac bd phan tai TT chi phi ty do thudc quyén kiém soét cua don vi s& duge
tién hanh phan tich chi phi thuc té phat sinh ctia bd phan so véi du toan chi
phi di duoc diéu chinh tuwong Gng véi san luong hang hoa san xuit, gia cong.

KET LUAN CHUONG 3

O chuong 3, Tac gia dua ra mot s6 giai phap t6 chirc hé thong ké toan
trach nhiém cua Cong ty CP Vinatex Pa Ning dua trén nhiing vu diém va
nhugce diém da phan tich trong chuwong 2, di tién hanh xay dung céac trung
tam trach nhiém, xac dinh cac muc tiéu va nhiém vu cu thé cho tung trung
tam trach nhiém hop 1y véi su phan cap quan 1y tai chinh, va cling mang
nhiing dac thu riéng cua cong ty Vinatex, mat khac xay dung cac bdo cdo
thanh qua va dua ra mot s6 cac chi tiéu danh gia thanh qua cua cac b phan.
Muc dich 1a hudng cac by phan vao hoan thanh muc tiéu chung cua td chire,
bén canh d6 né s& gitp cho nha quan tri ¢6 co sé dé dua ra chinh sach thudng

- phat kip thoi, dong vién khich 1€ cac bg phan.
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KET LUAN

Luan vin di phan nao dap tng duoc nhimng van dé co ban, tuy nhién dé
ké toan trach nhiém thue sy 1a mot cong cu déc luc trong h¢ théng kiém soat
doi hoi phai ¢ su dong 1ong va thdng nhat giita cac bd phan (ca nhan) trong
cong ty tir trén xudng dudi. Cac nha quan tri cdp dudi phai thiy duoc vai tro
va tdm quan trong ctia ké toan trach nhiém la cung cp thong tin cho nha quan
tri cap cao dé dua ra nhiing quyét dinh kip thoi trong qua trinh diéu hanh san
xuat. Ludn van da giai quyét mot sd van dé sau:

Hé thong hoa nhitng van dé co ban vé ké toan trach nhiém va dua ra cai
nhin tong thé, dong thoi xac dinh noi dung to chirc ké toan trach nhiém tai Cty
CP Vinatex Pa Nang.

Phan 4nh thyc trang vé phan cap quan 1y, cong tac 1ap ké hoach, tinh hinh
quan tri doanh thu, chi phi va vén dau tu cling nhu tinh hinh 1ap bao céo noi
bo. .. tir 46 dua ra nhitng dé xuit khic phuc nhitng mét con han ché va ton tai.

Luan vin d3 dua ra nhimng giai phap chinh nhu thiét lap cac trung tam
trach nhiém, xac dinh cac muc tiéu nhiém vu cu thé cho tung trung tam trach
nhiém, thiét 1ap cac hé thdng bao cao thanh qua cua cac trung tam, dua ra mot
s6 cac chi tiéu do luong danh gia thanh qua cac bo phan... trén co sé d6 dua
ra cac giai phap tang doanh thu, khong ngimg kiém so4t chit ché va tiét kiém
chi phi, tang loi nhuan va nang cao hiéu qua sir dung von dau tu ctia timg linh
hoat dong ciing nhu ctia toan Cty CP Vinatex Pa Nang.

Thuyc hién ké toan trach nhiém tai doanh nghiép 13 mét trong nhitng cach
thirc tién tién trén thé gidi va kha hiéu qua. Trong qua trinh hoi nhap véi kinh té

toan cau, cac doanh nghiép Vi¢t Nam can quan tam hoc héi va ing dung.
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