AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

Bo6 cong cu tinh gia thanh theo don hang

Tai liéu thwe chién ERP « Al-X — ai-x.vn » Cap nhat 2026-08-18 02:08:56

Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Vi sao xwéng may khdng bao gi& biét minh 16 & don nao?

M6t chii xwdng may & Binh Dwong ting cho t6i xem sb sach cubi ndm: doanh thu tang 22%, nhung lgi nhuan
gan nhu khéng tang. Khi t6i héi "don nao dang 16?" , cau tra 1&i 1a "khéng rd, chung chung la gia céng ré qua" . D6
chinh la can bénh kinh nién cta nganh may Viét Nam: biét I4i 16 theo nam, nhung khéng biét 14i 16 theo tirng don
hang .

Sw that sau khi truy xuat dir liéu 6 thang cta xwéng nay: 4 don hang FOB dang am bién gép ma phong kinh
doanh van twéng la don "kha", vi chi phi hao hut vai, gi® cdng chay lai (rework) va overhead déu bi gép chung
vao mot cai bay tén la "chi phi san xuét trong ky". Bon 16 bu dap don 1ai ma khéng ai biét dé& dam phan lai gia, siét
dinh mirc hay tir chdi nhirng don tuwong tuw.

B6 cong cu nay di kem SOP SOP-TM-5860 — Tinh gia thanh theo tirng don hang san xuét (order costing) , thiét
ké riéng cho nganh may méc, giip ban gom toan bé chi phi v& ding ma don hang va chét bién gop thuc té cla
tirng don — ké ca khi ban van dang quan ly bang Excel.

Gia thanh theo ky hay theo doon hang — khac nhau mét tréi moét vwe

Hau hét doanh nghiép may méc Viét Nam bat ddu bang ké toan tai chinh: cong hét nguyén phu liéu xuét trong
thang, cong hét lwvong chuyén, chia cho téng sd 40 may — ra gia thanh binh quan thang . Cach nay da dé bao céo
thué, nhuwng hoan toan vé dung dé ra quyét dinh kinh doanh, vi né gidu di bién déng gira cac don hang: don 4o
jacket nhiéu chi tiét tén 3 1an cdng 4o polo, don vai dat hao hut cao, don rework théu ngoai... tat ca bj trén thanh

mot con s6 trung binh ém dém.

Cau tra 161 dwoc Thang nay 4i/l6 bao nhiéu Pon nao 1ai, don nao 16, 16 vi cai gi
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Hao hut vai Tan vao gia thanh chung Vé dung don, so sanh v&i BOM ngay
khi xa vai
Gid cdng chuyén Chia déu theo san lwong Ghi theo ma don, biét ngay chuyén

nao chay kém hiéu suét

Overhead Phan bb cam tinh cubi thang Phan b theo gi®’ chuyén thuc té cla
tirng don
Rework / gia céng lai Thwdng bi bd quén Tinh thdng vao gia thanh don gay ra
rework
Thoi diém biét két qua Sau khi s6 sach thang dong (15-20 | Ngay khi don hoan thanh, tham chi
ngay) theo doi gilra ky

Vi doanh nghiép nhan gia cong CMT, costing theo don con quyét dinh séng con khi dam phan gia cong véi
brand: ban khéng thé tra 1i "gia cong nay thdp hon chi phi thuc cla t6i 4%" néu khong c6 sb liéu theo tirng don.

Coéng thirc goc va bon cai bay kinh dién

Gia thanh mét don hang may méc chi gém 5 thanh phadn — don gian vay théi, nhwng 20 ndm trién khai ERP cho
cac xwdng may, téi thdy gan nhw xwéng nao ciing roi vao dung 4 cai bay sau:

Gi4 thanh don hang = Nguyén phu liéu thwc dung (gdm hao hut) + Céng truc tiép theo ma don + Overhead phan
bb theo gi& chuyén + Gia cong ngoai (théu, giat, in) + Chi phi rework

- B3y 1 — Hao hut "ai cling chdp nhan": hao hut vai chuan 2—3% cho dét kim, nhwng néu khéng do tivng don
thi xwéng dang am tham chay & 4-5%. V&i don 500 triéu vai, chénh 1,5% la mét 7,5 triéu — trir thang vao bién.

- Bay 2 — Céng truc tiép khéng vé dang don: cdng nhan mdt ca may 3 méa don, néu bang chdm céng chi ghi
"ca thwdng" thi cudi thang phai chia mo. Gir cdng phai ghi theo ma don ngay tir dau ca.

- B3y 3 — Overhead phan bd cam tinh: chia overhead theo doanh thu hay theo s6 4o déu sai léch manh.
Cach dung: phan bd theo gid chuyén thwc té — don tén nhiéu gid may thi ganh nhiéu overhead hon.

- B3y 4 — Quén rework: 180 &o théu 16i giri NCC stra lai, 1,2 triéu tién sira khong ai tinh vao don hang nao
cd. Nhd nhung tich tu dan, va che gidu van dé chét lwong clia nha cung cap.
So dd dwéi day tém tét nguyén ly cbt 16i: moi ddng chi phi phai tim dwoc dwdng vé ding mot ma don hang , va
mdi dong chi phi phai c6 "chia khéa" 1a ma don ngay tir khi phat sinh — khéng phai dén cudi thang méi doan.
Moi dong chi phi phai vé& dang MA BON HANGKho NPL — xuét theo ma donVai + phu liéu + hao hut so
BOMChuyén may — ghi cong theo caGi® cong truc tiép gan ma donOverhead xwédngPhan bd theo gi¢& chuyén
thwe tENCC théu / giat / inGia céng ngoai + chi phi reworkGIA THANH BON HANG#PO-2417KHOA = MA
DONNPL + Cong + OH +Gia céng ngoai + ReworkBién gop thwc clia donDoanh thu — Gia thanh thwcSo véi bién
khi bdo giaChénh léch — hanh déng ngaySiét dinh mrc - Dam phan lai gia -Danh gia NCC - T chéi don I&p
laiNguyén ly order costing: chi phi khéng cé ma don = chi phi mét kiém soatHinh 1 — Dong chi phi vé dung ma
don hang: bdn ngudn chi phi, mét chia khéa duy nhéat

B6 cong cu di kém SOP-TM-5860: 6 biéu mau, dung ding lac

B6 cong cu dwdi day khong phai danh muc biéu mau dé "cé cho du" — méi t& gidi quyét dung mot diém ro ri chi
phi t6i gap di gap lai trong cac xwdng may. Bang gbc clia SOP chi liét ké tén va tan suét; & day t6i b sung ai
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dung, khi nao va 16i thwerng gép dé ban trién khai dwoc that:

1 Template tap hop | M&i don (m& ngay | K& toan gia thanh / | M& sau khi don
chi phi don khi nhan PO) Merchandiser chay dwoc nlra
chirng — chi phi dau
ky da kip that lac

2 Bang hao hut NPL | M&i don, ngay khi xa | Kho vai + QC Chi ghi s6 kg sai,
so BOM vai xong khdéng phan tich
nguyén nhéan (liét
cét, vai 16i, thira dinh

murc)
3 Bang ghi cong theo | Theo ca, mdi chuyén | Quén dbc chuyén Ghi gid ca chung
don chung, khéng tach

theo ma don dang
chay trong ca

4 Sheet chét gia don Khi don hoan thanh | Ké toan gia thanh Chét truwdc khi hang
tra vé rework — phai
khéa sau khi QC
cudi xong 7-10 ngay

5 Bao cao bién theo | Méi ky (tudn/thang) Giam dbc sx + Kinh | Chi xem tdng, khong
don doanh soi top 5 don bién
thAp nhat dé truy
nguyén nhan

6 HO6 so khiéu nai | Khi phat sinh 16i | QC + Purchasing Khoéng lap hd so doi
rework NCC NCC bdi thuwéng — chi
phi stra im lang vao
gia thanh don

Ba nhém biéu mau phia sau — Template di¥ liéu chuin, Bang KPI va Checklist — dwoc gitk nguyén theo SOP va
t6i s& hwéng dan cach dung trong cac phan tiép theo, gan véi quy trinh chét gia thanh.

Quy trinh 5 bwéc chét gia thanh mét don hang

Trinh tw duéi day 1a "xwong sdng" cia SOP-TM-5860. Nguyén tac xuyén subt: gom chi phi tirc thei, chdt chi mot
lan, hanh dong ngay khi chénh léch — khéng doi cubi thang.

1M& bd tap hopchi phi donNgay nhan POMoi chi phi coma don tr ngay 12Do hao hut NPLso BOMKhi xa vai
xongVai thira vé kho,phan tich nguyén nhan3Ghi céng theoma donMaéi ca, méi chuyénGi® cong tach theoma don
trong ca4Phan bd overheadtheo gid chuyénCubi méi kybon gia OH/gid xgid thwe ctia don5Chét gia thanh —bién
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& hanh ddngKhi don hoan thanhBién thap hon dy kién= phai c6 hanh ddngChébt mét 14n, khéa sheet — s6 chét 1a
sb that, khéng "dwng" lai theo cdm xtcHinh 2 — Quy trinh 5 bwéc cia SOP-TM-5860, ti ngay nhan PO dén khi
chét bién

Buwdc 1 — M& bd tap hop chi phi ngay khi nhan PO. Tao ma don ndi b (vi du PO-2417), moi phiéu xuat kho,
phiéu ghi céng, hda don NCC tir day déu phai gdn ma nay. Bwdc nay tdn 10 phat nhwng quyét dinh 90% chét
lwong sb liéu. Bwdc 2 — Do hao hut khi xa vai xong: so kg vai thuc dung véi BOM x sb lwong, vai thira nhap lai
kho dung ma dé dung cho don tai sén xuét. Bwéc 3 — Ghi cong theo ca: méi chuyén ghi rd ma don chay trong ca;
ca nao chay 3 ma don thi tach 3 dong gi®» cong. Bwéc 4 — Phan bd overhead theo gi® chuyén: 14y tdng overhead
xwédng thang trwdc chia tdng gid chuyén ra don gia OH/gi¢r, nhan véi gior thuc clia tirng don. Bwéc 5 — Chét va
hanh dong: so bién thwc v&i bién bao gia; moi chénh léch vwot nguwdng phai c6 mot hanh dong cu thé ghi vao
bién ban ky.

Case tron ven: don 10.000 ao polo tir bao gia dén chot bién

Sé lieu dwai day 1a vi du minh hoa dién hinh (don vi: déng, 1am tron dén nghin) cho mét don FOB ma cAu tric toi
gap nhiéu nhat & cac xwéng may xuat khau vira va nhd.

Khi bao gia — bién du kién 19,6%:

Gia ban (FOB 435 | — 1.110.000 100%
USD/cai x 10.000)
Vai pique 240gsm 0,41 kg/cai (gbm hao hut | 524.800 47,3%
chudn 2,5%) x 128.000
d/kg
Phu liéu (vien cb, nhan, | 13.600 d/céi 136.000 12,3%
chi, tui)
Gia cdong ngoai (théu | 9.800 d/cai 98.000 8,8%
nguc)
Cong truc tiép SAM 16 phut — 2.667 gio | 74.700 6,7%
x 28.000 d/gi&
Overhead phan b6 2.667 gio x 22.000 d/gior 58.700 5,3%
Bién gop dw kién — 217.800 19,6%

Khi chét don — bién thwc chi con 17,7%:

Vai Hao hut thuc 4,15% — | 533.200 +8.400
4.166 kg x 128.000 d/kg

Phu liéu Bung dinh mire 136.000 0
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Gia cong ngoai Theo hop déng 98.000 0
Coéng truc tiép Hiéu suét chuyén 92% — | 81.200 +6.500
SAM thuwc 17,4 phut —
2.900 gity
Overhead 2.900 gior x 22.000 d/gi 63.800 +5.100
Rework théu NCC 180 4o 16i x 6.500 d stra 1.170 +1.170
Bién gop thuc — 196.630 -21.170 (-1,9 diém %)

Diém mé&u chét khéng phai con sb 21,2 triéu bi mat — ma |a bdn khodn chénh léch déu dwoc quy vé dung nguyén
nhan géc : hao hut vai vuot chuin 1,65 diém % (do liét cat tw do), hiéu suat chuyén chi dat 92% so chuan (can
can chuyén lai hodc diéu chinh SAM — kéo theo ca codng 1an overhead tang), va NCC théu cé ty 1& 16i 1,8% (can
hd so khiéu nai — biéu mau sé 6). Khong co costing theo don, c& ba van dé nay sé tai dién & don sau, va don

sau nira.

KPI theo dbi: bon chi s6 duy nhat ban can treo Ién twdng

DPung xay dashboard 30 chi s6. V&i order costing, bdn KPI duéi day da dé diéu hanh mot nha may may c&
300-1.000 cong nhan:

style

Bién gop thwc theo don /

(Doanh thu don - Gia
thanh don) / Doanh thu
don

= bién bao gia tirng don

Truy gbc ré trwde khi don
ké tiép cung style mé

Chénh léch bién dw kién -
thuwe

Bién bao gia - Bién chét,
theo don va theo thang

<1 diém %

Siét dinh m&c, dam phan
gia, xem lai cach bao gia

Chi phi rework

Tbng chi phi stra ndi bo +
NCC trong ky

Xu hwéng gidm tirng thang

M& hd so khiéu nai NCC,
dao tao chuyén 16i l&p

Top don bién thap nhat ky

Xép hang 5 don bién thap
nhét

Khéng don nao &m bién

Phan tich nguyén nhan,
quyét dinh nhan/tr chéi
don twong ty

Dashboard gia thanh theo don — xem méi tuanBién gdp thwc binh quan17,7% ¥ thap hon muc tiéu 19,5%Hao
hut vai binh quan3,8%Chuin BOM: 2,5%Chi phi rework thang nay38,4 tr d ¥ gidm 22% so thang trwédcXu hudng
bién goép (%)201510T1T2T3T4T5T6Bién dy kiénBién thwcTop 3 don bién thdp nhat ky#PO-2382
jacket-2,1%#P0O-2417 - polo théu12,4%#P0O-2431 - dress14,8%Hinh 3 — Dashboard 4 khéi: bien g0p, hao hut,
rework va cac don can soi kj nhat

Checklist ky luat — bén cau héi méi ky
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- Khéng chi phi chung khéng ré don: moi but toan san xuét trong ky déu truy dwoc vé mét ma don. Con sét
"chi phi chung" 1a con ché ro tién.

- Hao hut ngoai BOM c6 phan tich: viwot chuan 0,5 diém % tré 1én phai cé ban phan tich nguyén nhan,
khéng chi ghi sb.

- Pon hoan thanh chét ding han: chét trong 10 ngay lam viéc sau khi QC cubi — cham chét 1a cham hanh
déng.

- Bién thap c6 hanh déng trong ky: mbi don trong "top bién thap" phai gan mét hanh dong cu thé va mot

nguwoi chiu trach nhiém.

Khi nao Excel la du, khi nao phai Ién ERP?

B6 cong cu nay thiét ké dé& chay duwoc bing Excel: 6 sheet, mdi tuan 2 gi& nhap liéu 14 cé dashboard nhw hinh 3.
Vi xwdng dwdi 10 don dang chay song song, d6 1a diém kh&i dau ding — hay cling cé ky luat di liéu bang
Excel trivée khi ty ddng hda , vi ERP khdong cru dwoe quy trinh lwdi ghi ma don.

Nhwng téi khuyén cac xwéng chuyén lén ERP (Odoo hodc twong dwong) khi roi vao it nhat mét trong ba dau
hiéu: (1) trén 10 don chay song song, viéc gom chi phi thti cong bat dau sai léch va tré; (2) sheet ghi cong theo ca
phéi nhap lai nhiéu noi, gay tranh cai lwong; (3) can biét bién don trong khi don dang chay chir khéng doi chét.
Luc d6, cac field chuén trong Template di¥ liéu — ma don, NPL thuc dung, cong tryc tiép, overhead phan bb,
rework, bién chét — chinh la anh xa 1-1 sang cac module Manufacturing Orders, Analytic Accounting va Work
Centers clia ERP, va toan bo lich s 6 biéu mau tré thanh bao cdo tw dong. Lbi trién khai téi gap nhiéu nhét:
doanh nghiép mua ERP rbi mé&i bat dau nght dén costing — hay lam nguoc lai, chuan héa bd cong cu nay truéc,
ERP chi viéc cdm vao.

Bat dau tir don keé tiép

DPlrng doi ddu nam hay doi dw an ERP. Chon mét don hang sép mé , tao bd tap hop chi phi theo dung 5 buéc &
trén, va cam két chét bién trong 10 ngay sau khi hoan thanh. Sau 3 don, ban sé cé cau tréd 1oi cho cau hdi quan
trong nhéat cia nha may minh: tién dang roi & dau?

B6 biéu mau day du (Template tap hop chi phi don, Bang hao hut NPL, Bang ghi céng, Sheet chét gia, Bao cao
bién, HS so khiéu nai rework) duwoc phat kém trong SOP-TM-5860 — Tinh gia thanh theo tirng don hang san xuét
. Néu ban mubén ra soat lai cach tinh gia thanh hién tai ctia xwéng, ddi tw van Al-X ludn sdn sang trao dbi cu thé
theo tirng cong doan cua ban.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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