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NGHIEN cUU & PHAT TRIEN

GIAM CHI PHI

Giai phap nang cao hiéu qua va
‘néng luc canh tranh cho cac doanh nghiép

trudng la canh

ky
thuat phat trién,
néing cao trinh do
clia céc luc lugng
sin xudt, gop
phan tich cyc cho
cdc cong ty dat
duge muc dich
kinh doanh cta
minh. Mit khic,
canh tranh cling
mang tinh chit
dao thdi, thi -
trudng chi chdp  Anh: Hoa Tdn
nhin nhitng cong ty hoat dong phit
hgp véi quy ludt ctia nd.

Nim 2003 Viét Nam gia nhip
AFTA va dang trén dudng hoi nhip
quﬁc €, s canh tranh s giu ting Ien
rit nhiéu do bii bd hang rao thué& quan
d8i véi céc san pham nude n godi do Ia
1y do khién cho cédc cong ty cAn phai
xay dung cho minh cdc chi€n luge canh
tranh thich ho‘p A& tdn Lai va phat trién.

i_ly chi€n luge canh tranh thich
hgp 1a gi ? D6 la chi€n luge canh tranh
duta trén Igi th€ canh tranh clia cong
ty. Ldi thé canh tranh ¢6 thé ¢4 duge
t hai ngudn, né ¢ thé ¢ duge do
cdng ty c¢é chi phi lhap nhil trong
nganh hodc do nhiing sin pham hoiic
dich vu c6 sy khdc biét 16n doi véi doi
thti canh tranh. O day ching ta s&
phﬁn tich cdc bién phdp lam yam Chl
phi d€ trd thanh cong Ly ding dau vé
chi phi thap nhl.

Chién luge ding diu vE chi phila
chién luge ma trong d6 cong ly phén
dau thuc hién dé c6 chi phi thip nhat
trong nganh kinh doanh clia minh.
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Mot cong ty ¢6 chi phi thap nhit 6 thé
bén vdi gid thip nhil nhung vn thu
duge Idi nhufin va ¢6 thé ban thap hon
gid clia d6i thi canh tranh nhung cling
¢6 thé dat duge lgi nhudn wing
duong. Trong trudng hdp tinh hinh
canh tranh trd nén gay git, cdc d6i thi
bt ddu canh tranh vé gid cd (thuding &
giai doan bio hoa clia sén phﬁm trén
thi lm’ang ) thi cong ly diing diu vé chi
phi s€ ¢6 1¢i thé, nhél 1a doi vdi cdc
siin phe"i'rn nhay cim manh vdi gid (PO
co gidn clia ciu ldn).

Nhung biing cdch ndo mdt u‘mg
ty ¢6 thé thuc hién thanh cong chién
luge ding diu vé chi phi. Cau ll‘l 1oila
gifim chi phf & 181 ¢d cdc Imh vite hoat
dong 1a myc tiéu chd y&u, (il cd cdc
chién luge chie nang déu phii hudng
161 muc tiéu do .

Sau diy 12 cdc gidi phdp tiéu
hidu tdc ddng dén chicn luge ding
ddu vé chi phi.

1. Chifc ning tiép thi

Chién luge din diu véi chi phi
thip nhat thuding 4p dung chién luge

Thac si PHAN NGOC THAO

i€p thi khong phén
biél (undiffcrentiated
makerting stralergy).
~ Cong Ly ¢6 thé khong
¢in biét dén cdc nhém
khdch hang khdc nhau
vdi nhiing nhu cdu
khédc nhau ma chi can
dp dung phuong dn
phuc vu cdc khich
hing trung binh
(average customers)
khd nhay cam vdi gid
cd clia sin pham.
Trong phudng dn nay
linh chit ché ctia phin
khtic thi trudng chua
duge chi trong thuc
su. Cong ty Khong
quan tdm dén su khdc
nhau glﬁ'a cdc phin khic thi tnr(‘.‘ing
chi cin dua ra mdt loai sin phim
diing chung cho moi khidch hing vdi
nhu ciu twgng d6i ddng nhat véi nhau.
Cong Ly dp dung cdc bién phap phin
phoi dai ching va qudng cdo gquy mo
dai trd. Lgi th€ ndi bt clia cdch nay 1a
tic dung gidm chi phi trén tiing don vi
sin phiim. Py 1a cdch GEp thi dai tr
chi trong viéc tiéu chudn héa sin
phﬁm va sén xudt hang loat véi guy
md 16n theo tuyén san phdm hep givp
cong ty c6 cdc Igi the sau:

- Tuyén sin phim hep (narrow
produc line) gitip cong Ly gidm thiéu
cc chi phi sdn xudl, ton trit va van
chuyén.

- Chudng trinh quang cdo khong
phin biét gitip ha l!ﬁ'p chi phi quang
¢do trén tiing san phim

- Khéng phédi nghién cdu va
hoach dinh phén khiic - didu ndy lam
gidm bdt cdc chi phi ngh:t.n clu
makerting va qudn tri san phim.

Dién hinh cho chi&n lude nay la
stt 4p dung thanh cong cda cong ty
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Ford trong nhiing ndm 1920 vi c6ng
ty Cocacola, c¢éng ty Casumina, cic
cong mi dn lién ciing da tirng 4p dung
thanh cong chién lude nay.

2. Chifc ndng san xuat

Sén xuél 1 chic ning gin lién
véi viéc ch€ tao ra sin phim, mdt
trong nhitng linh vue hoat dong chinh
clia cong ty. C6 hai khdi niém quan
trong can phai luvu ¥ khi trién khai k&
hoach sdn xuil:

2.1. Pudng cong kinh nghié¢m

Khdi niém nay da ¢6 i thap nién
40, nhung dén thap nién 70 mdi phd
bi€n rong rdi do ¢ong clia nhém BCG
( Boston Consulting Group). Noi
dung ctia khdi ni¢m duting cong kinh
nghiém 12 t6ng chi phi trung binh s&
gidm din khi kinh nghi¢m dudc tich
Ity. Trong rdt nhi¢u nganh, chi phi
sdn xudt mot sin phim da gidm di rd
rét mdi lan ting gip doi san lugng.
Hai nguyén nhén gidi thich tic dung
lim gidm phi lam cd sd cho dudng
cong kinh nghi¢m la:

® Hi¢u qua hoc hodi (Learning
ellect) rong qui trinh lao ddng va kinh
nghiém quéin 1y. Sau qud (rinh lao
ddng ngudhi lao ddng s¢ tich Iy dugc
kinh nghiém c6 thé ]am ting ning suit
lao dong va gidm thiéu sai hong trong
qud trinh thi cong [am (&l gidm dudge
chi phi sdn phdm héng hoic chi phi bio

hanh sén phim. Do d6 ching ta ¢6 thé

thdy wén bdo chi cdc cong ty tuyén
ngudi thudng hay néu “Uu tién cho
nhitng nguth ¢6 kinh nghiém™”.

® Giam chi phi theo quy mo sédn
xuil (Economics of scale): caing md
rong quy md sdn xudt thi chi phi sén
xuil mdi don vi sdn phim cing gidm
thi€u bdi vi quy m6 I6n thi cong ty ¢6
diCu kién sdn xuit vi lao dong theo
hudng phén cong, chuyén mén héa do
d6 dua dén néing sudt cao va chi phiha
ngoai ra quy md Idn thi ¢6 diéu kién
ap dung cic mdy mdc k¥ thudt hién
dai do d6 ciling dua dén ning suit sé
tang cao va chi phi s¢ ha.

2.2. Cau triic san phdm

Theo Robert H.Hayes vi Steven
G.Wheelwright, hi¢u qu:l siin xuat
cing cao kh1 Li(.l'l trinh sdn xudl cing
pht hdp v6i cdu tric san phdm trong
tifng giai doan cta vong doi sdn
phiim. Y d6 chién lugc ciia viée chon
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cdu triic sin phim phtt hop véi qud
trinh sdn xudt la gmp cho cong ty
gidm thiéu chi phi sén xudt & mic lh'l[)
nhat. Do d6 nhin tif géc do chi phi sdn
Xual, ching ta c6 thé xem xét su phi
hgp gilta cdu tric sdn phim va qud
trinh sdn xuit nhu 13 mot th€ manh
clia cdng Ly.

3. Chiic nang quan ly vat tu

Chife ning quan 1y vat w ngay
cang déng vai trd quan trong trong
nhiéu cong ty dé dat vi th€ chi phi
thdp. Tuy nhién, ngay tai My 12 mot
nuée ¢6 qud trinh phdt rién céng
nghiép hang diu hién nay cling chi ¢c6
mdt nifa tong s6 cdc cong ty thue s
hoat dong véi chife niing quén ly vit
w. Piéu nay cho thiy khéng c6 gi
ddng ngac nhién 12 hdu nhu cdc cong
ly tai cdc nude dang phdt trién (trong
d6 ¢6 Viét Nam chiing ta) chua ddnh
gid ding mifc ¥ nghia v vai trd chién
luge cia chic ning nay.

Theo cdc chuyén gia vé quan ly
vit wr, Jeffrey G.Miller va Peter
Gilmour thudc truting quan tri kinh
doanh Harvard (My) — khdi niém
qudn 1y vat tuchi ra riing cdc khiu thu
mua  (purchasing), sdan  xudl
(production) va phan phdi (distri-
bution) khéng phdi la nhiing hoat
dong riéng biét, nhung la ba phudng
dién cia m(")l nhiém vu ¢d ban : dé 1a
kiém \0“’11 udng \’dl W va séin pham ur
cdc ngudn cung cap qua khau ché tao
d€ dén nhitng kénh phin phdi phuc vu
cho khdch hang. Sy phdi hgp va kiém
s0dt chiit ché ludng vat w cho phép
mdl ¢ong ty 1iét kiém chi phi, gidm
lugng hang tdn kho, vii nhitng cd hoi
céi thién hiéu niing 1a nhitg diéu ma
cong ty s& khong thye hi¢n duge dé
dang néu khong thi€l lap chic ning
quan 1y vat .

Trong thyc (€ sin xudt kinh
doanh, cdc khdu thu mua, hoach dinh
va ki€m sodl sdn xudl, va phan phoi
sin phim thudng hoat dong khong
hop nhat vi dong bd véi nhau. Céc
cong ty da s ¢6 xu hudng cho riing
viéc hoach dinh va kiém sodt san xuit
1a thude vé chide ning ~in xuat trong
khi viéc phin phéi lai thude vé chie
ning tiép thi. Cdc cong ty theo md
hinh cong ty truyén thong thuGng phai
chdp nhén chi phi sin xudt cao hon.

Trdi lai cdc cong ty biét cdch hgp nhit
ba chifc niing thu mua, hoach dinh -
ki€m sodt san xudt va phin phdi trong
ciing mél chife ning duy nhat Ia quén
ly vt tr s cho phép cong Ly tao dude
th& manh vé chi phi thap hon trong
san xudl. Mot trong nhitng ky thuit
dac biét gitip tiét gidm chi phi quén ly
viL tr la hé thong tdn kho vira diing
lic ( Just-in-time inventory system)
goi it 1a JIT duge cde cong ty Nhat
Bin dp dung rdng rai Vi du nhu hang
Ford da dp dung ky thudl ndy trong
nhimg nam 80 va L&l kiém dugc
khoén tién khodng 3 ti d6 la My.

4. Cac glal phap khac va wéc cat
giam cac chi phi khong can thiét

- Pdu tr thiét bi hién dai dé ting
nang sudt lao dong vi tiét kiém dinh
muc iéu hao vt i cho motdon vi san
pham, gidi phdp niy duge nhiéu cong
ty dang dp dung biing cdc dydn diu wr
chiéu sau va md rong sin xuat. Vidu
nhudy'dn diu wchiéu sau va m3rong
sdn xudl tai Coéng ty thi€t bi dién
(THIBIDI ) mang lai hiéu qua rat cao
vé viée gidm gid thanh va ting chat
lugng sdn phim.

- B0 phin chic ning R&D
nghién citu cdi 1i€n cong nghé va quy
trinh sdn xudt d€ tiét kiém thoi gian
sdn xudt vl ling nang sudtlao dong.

Cic cOng ty s€ ¢d giing cit gidm
chi phi nhu thé nao ? Cédc nha hoach
dinh chién luge s¢ ddnh gid xem liéu
¢6 bat ky sut lang phi nito, tinh trang du
thita nao hodc khdng ¢6 hi¢u qua trong
¢Ong viée ¢6 thé bi logi trir. Ho cling
xem xéL liéu ¢6 cdc ngudn lue ¢6 the bi
loai trir hodc duge sir dung ¢é hiéu qud
hdn. Vi dy cdng ty ¢6 thé cit gidm céc
chi phi nhu dién, nudc, dién thoai, bdo
chi. chi phi viin phong phéam, chi phi di
lgi... s& tién d6 dbi khi rat 1n nhung
thuting thi khong ddng k¢ ldm d6i véi
cOng ty nhung day 1a mot su cit gidm
chi phi va tién tiét kiem dugc ¢6 thé
duge chuyén lai cho cdc ngudn Iuc
hoic cde nang luc ma cong ty cin cho
mot i thE canh tranh bén ving.

Tém lai ¢6 thé néi riing muc dich
duy nhil ctia cong ty din ddu véi chi
phi thip nhat 12 iél giim tiing dong
chi phi sdn xudt d€ dat duge hi¢u qué
va Igi th canh tranh, the thoi &
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