CHUONG 5

NHUNG CHIEN LUQC
HOACH DPINH TONG HQP



MUC TIEU

= Hiéu khai niém va vai trd cua hoach dinh téng hop
= Biét cac P2 hoach dinh tong hop
= Biét tmg dung cac P2 hoach dinh tong hop




NOI DUNG

5.1. Qua trinh hoach dinh tong hop
5.2. Cac phuong phap hoach dinh tong hop




5.1- Qua trinh hoach dinh tong hop

“Thuc chat ciia HP tong hop 1a gi?

» Ra Qb vé khoi luong SP va t/gian SX trong 1

twong lai gan (3 — 18 thang)

e Cuc tiéu chi phi cua thoi ky HD bang cach diéu chinh:
Mirc SX, mirc ton kho,. ..

Y

Pép tng N/cau thi trudng trong timg thoi diém




5.1- Qua trinh hoach dinh tong hop

KH dai han (>18 thang)
P « K& hoach N/ctru phat trién SP méi,
n tong « KH dau tu, hay lap dat

Trong hoach

hgp can TongRAVES rong nha may

[ (€3,

:ap kﬁ KH trung han (3 - 18 thang):
noac KH ban hang KH SX, nhan
SX-KD Glarn doc, su, T/kho, thau phu, phan tich 4
theo ké hoach van hanh -

t/gian

K¢ hoach ngs?"m han
(3 thang): Phan cong;
dit hang; Ké hoach
cong viec

Trach nhiém Ké hoach



5.1- Qua trinh hoach dinh tong hop

MUC TIEU

r
Pam bao SX > Chi phi SX
on dinh — l]i ANt ip nhat
P/ i
Luong hang
T/kho t6i thicu




5.1- Qua trinh hoach dinh tong hop

5.1.1- Khai niém

Hoach dinh
tong hop 1a gi?

La két hop cac nguon luc lIcach
hop 1y vao qua trinh SX nham cuc
tiéu hoa cac chi phi trong toan bd
qua trinh SX, giai doan hoach dinh
dong thoi giam dén mure thap nhat
dao dong cua cong viéc va muc
ton kho.




Thi tru@ng
va N/cau

Quyét dinh
SX

1

Dw bao nhu cau

Tién trinh
HD cac
chién lvoc

!

Hoach dinh
tong hop

1

Lich trinh SX
(MRP, JIT)

l

Diéu do
SX




5.1.3- C4c chién luge (cont...)

» Chién lwoc thu dong:
Chién luoc tac ddng vao nguon luc ctia DN dé

dap tmg N/cau.

= Chién licoc chi dong:
Chién lugc tac dong truc tiép vao N/cau 1lam
cho N/cau thay dbi theo kha ning.




% CA&c chién lwoc (cont...)

5 Chién
lwoc thu

1

2.

3.
4.
5.

\-

CL thay d6i mic T/kho
CL thay d6i nhan luc theo
mirc cau

CL t6 chirc lam ngoai gio
CL hop dong phu

CL SD 1d ban tho1 gian, 1d
tam thoti

~N

J

/ 7

1. CL tac dong dén
cau

2. CL thuc hién
don hang chiu

3. CL SX hén hop
theo mua

\_

~N

J




(1)CL thay d6i mirc ton kho

= Tang ton kho khi N/cau thap, dé du hang ban khi
N/cau thi truong tang

Uu diém:

 Pam bao SX 6n dinh, khong xay ra bién dong bat
thuong

* CO kha nang dap ung kip tho1 N/cau thi truong

Nhwoc diém:

» Tang chi phi ton trit

* Khong thich hgp vd1 KD d/vu va h/hdéa nhanh hong

kho bao quan
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(2)CL thay do6i nhan luc theo mirc cau

= Khi N/cau ting, tuyén thém Ld, N/cau giam
sa tha1 Ld
Uu diém
« Can bang kha ning va nhu cau;
 Giam chi phi du trir h/hoa va chi phi lam thém gio.
Nhuoc diém

* Chi1 phi dao tao va sa thai tang cao;
* Tao tam ly khong 6n dinh cho nguo1 LD,




(3)CL thay doi toc d6 SX (Iam ngoai gio)

Uu diém:

C6 thé duong dau voi su thay doi thoi vu hodc thay doi
dot xuat; Giam duogc cac khoan chi phi lién quan dén
dao tao, huan luyén, hoc viéc,...

Nhuwoc diém:

NSLD bién té giam; chi phi luong ting; khong dam
bao strc khoe cho ngudi LD, dé sai sot trong qué trinh
SX dan dén SP nhiéu khuyét tat.




(4)CL hop df“)ng phu

Khi N/cau > MSX: DN khong muodn ting thém LD va
cac dieu kién khac => thué gia cong ngoai

Uu diém:

- C6 kha nang dap tng N/cau thi truong khi DN bi han

ché vé nang luc SX

- Tan dung tbi da C/suét cua t/bi, may moc, Ld,...

Nhueoc diém:

- Khé kiém soat chat luong va thoi gian

- Phai chia sé 1o1 nhuan cho bén nl

nan H

b gia cong;

- Tao co hoi cho d6i thu canh tran

1, CO t

hé mat k/hang
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(5)CL SD nhan cong tam thoi (thoi vu)

= SD nhén coéng tam thoi d/véi cong viée khong can co
ky nang, tay nghé cao

Uu diém:

- Rat linh hoat trong diéu hanh

- G1am chi phi SD LD nhu mua bao hiém, phu cap,...
Nhuwoc diém:

- Khong tao ra su o6n dinh vé luc luong LD trong DN
- Ton chi phi hudng dan, dao tao nhan vién méi
- NSLD va chat lvgng SP c6 thé khong cao




(6)CL tac dong dén nhu cau (CL chi dong)

o Tdac dong 1én lwong cdu

Dung quang cdo, tiép thi, chiét khau dé kich cau
trong ngan han, mua thap diém.

Uu diém: Tan dung hét nang luc SX, tao thém
k/hang ma&1 va duy tri k/hang cii, tang cudong kha
nang canh tranh.

Nhuoc diém: Kho xac dinh N/cau thi truong 1
cach chac chan nén kho du bao chinh xac;




(7)CL thwe hién cac don hang chiu

T/hop N/cau > kha nang SX, SD chién luoc dit

coc trudc

Uu diém: Can bang kha nang va N/cau; tao ra
T/nhéap on dinh, khdng thué gia céng ngoai

Nhuoc diém:

- K/hang c¢o6 thé bé d/vi dé tim nha c/cap khac;

- K/hang khong hai long vi N/cau khong thoa man.

Pham vi ap dung:cdac DN SX 0 to, cung ung d/vu




(8)CL SX SP hon heop theo mua

» Tan dung nguon luc cia DN

* On dinh qua trinh SX

* PDam bao cong an viéc lam cho ngudi LD;
* Gilr k/hang thuong xuyén;

* Tranh dugc anh hudng cua mua vu.

Uu . X
dlem, nh woe gi ém

* DN ¢6 thé gap rai ro nhitng van dé vuot khoi tam
chuyén mon cua minh;
* Viéc diéu do SX phai hét strc linh hoat va nhay bén




5.1- Qué trinh HP tong hop (cont...)

5.1.4- C4c chién lwgc hén hop

Két hop 2 hay nhiéu chién lugc don thuan
5.1.5- Lich trinh SX 6n dinh
- On dinh chat luong SP
- Giam mc bién dong ctia cOng viéc
- Giam bét su vang mit ctia cong nhan, 1am ho
gan véi cong viée, véi muc tiéu chung cia DN




5.2- Cac P2 hoach dinh tong hop

Truc quan

Do thi va phan tich chién
luoc

Can bang t61 uu




5.2.1- P2 do thi va phan tich chién lwogc

Nguyén tac: Biéu dién N/cau céac thoi ky 1én
d6 thi, dé phat hién cac chién lugc.
Uu diém: Pon gian, c6 thé 1ap nhiéu p/an

Nhuoe diém: Khé xac dinh p/an toi wu.




P2 @6 thi thwc hién qua 5 buéc

Burée 1: Xac dinh N/cau cho mdi giai doan;

Burée 2: Xac dinh c/suat khi 1am trong gio, 1am thém
i va hop dong phu & mdi giai doan

Buoc 3: Tinh chi phi Ld, chi phi thué hay sa thai L4,
chi phi ton trit SP

Buée 4: Chinh sach cia DN vé mirc Ld va mirc T/kho

Bude 5: Lap ra nhiéu ké hoach khac nhau va xem xét
tong phi tirg p/an.




Phuwong phép biéu do
Vi du 1: Dva vao du bao luong cau, hay hoach dinh

Thang Lwongcau S0 ngay lam viéc Lwong cau hang
1 900 22 41
2 700 18 39
3 800 21 38
4 1.200 21 57
5 1.500 22 68
6 1.100 20 59
6.200 124

Tong N/cau 6.200
N/cau BQ = -=m--memmmmmemen = emmoeeeeee = 50 sp/ngay

/4
NN N\ 1 \ °* A 1 "N A



San luong/ngay lam viéc

Luong cau du bao

70 +

Luong cau BQ thang
5

l

38

60 - !

50

40

30

1 2 3 4 S| 6
22 18 21 21 22 20




Cty giay A du bao N/cau hang thang cho SP giay
trong giai doan tir thang 1 dén thang 6 nhu sau:

Thang 1 2 3 4 5 6
N/cau (sp)




- Luong ton kho SP trudc thang 1: 20sp
- S6 cong nhan trudc thang 1: 30 ngudi
- Mu’c SX 1 cong nhan: 20sp/thang

P luong trong gio: 50. OOOd/sp

P luong ngoal gid ting 20% tién luong trong gid
P hop dong phu: 70.000d/sp

P ton kho: 20.000d/sp/thang

P dao tao: 800.000d/nguo1

P sa thai: 600.000d/sp

Kha niang SX ngoai gio khong qua 100sp/thang. Néu
thiéu hang thi HP phu. Hay HD va tinh chi phi 4 CL




1. CL thay déi mirc ton kho

Tong N/cau — T/kho dau ky
MI.IIC SX - === ) '-----: ------------------------
Tong so thang trong ky

Murc SX trudc thang 1.

* MSX tang so vo1 thang trudc:

- Thira hang (+) khi: MSX > NC = Hang tdn kho

- Thi€u hang (-) khi: MSX < NC =» SD hang t/kho
(chiu chi phi thieu hang)




1. CL thay doi mirc ton kho

=
N
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@
)
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1. CL thay doi mirc ton kho

= Chi phi T/kho: 760sp x 20.000d/sp = 15,2 trd

" Chi1 phi kh1 MSX tang: 80sp <=> 4 cdng nhan SX
4 cong nhan x 800.000d/sp = 3,2 trd
= Chi phi tién luong trong gio
4.080sp x 50.000d/sp =204 trd

= Tong chi phi ciia CL thay doi mtre T/kho
15,2trd + 204trd + 3,2trd = 222.2trd




2. Chién lwoc SX ngodi gio
MSX = MSX thang truoc

Luong SX
ngoai gio

=
N

1
2
3
4
5
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@
>
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3. Chién lwoc hop dong phu:
MSX = MSX thang truoc




4. Chién lwoc SX theo Nlcau
MSX = NC




5.2.3- HP tong hop cho nhiéu loai mat hang

Poc giao sach




Bai tap vé nha

Cty may A du bao N/cau hang thang cho SP
trong giai doan tir thang 1 dén thang 6 nhu sau:

Thang 1 2 3 4 5 6
N/cau (sp) | 504 | 672 | 864 | 972 | 852 | 912

Yeu cau:
Hoach dinh va tinh chi phi cac chién lugc c6 thé co




Biét:

- Luong ton kho SP trude thang 1: 20sp

- S6 cong nhan trude thang 1: 30 nguoi

- Mtrc SX cua 1 cong nhan: 20sp/thang

- CP luong trong g10: 50.000d/sp

- CP lvong ngoai gio ting 35% so véi tién luong trong
g10

- CP hop dong phu: 70.000d/sp

- CP ton kho: 20.000d/sp/thang

- CP khi mue SX tang: 200.000d/nguo1

- CP kh1 mtrc SX giam: 120.000d/sp

Kha niang SX ngoai gio khong qua 100sp/thang. Néu
thiéu hang thi HP phu. Hay HD va tinh chi phi 4 CL




Chuc cac em strc khoé, thanh cong!




