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GIAI PHAP TANG CUONG
CONG TAC QUAN TRI CHI PHI
TAI CONG TY THAN QUANG HANH - TKV

® LE VAN CHIEN - PHAM KIEN TRUNG - TRAN MINH PUC

TOM TAT:

Qua phan tich cdc s liéu thdng ké, bdo cdo lién quan d&€n quan tri chi phi tai Cong ty
Than Quang Hanh - TKV giai doan 2016-2019 bai vi€tnéu rd thuc trang quan tri chi phi tai
cong ty. C4dc phudng phip dudc sit dung gdbm phuong phap thong ké&, phuong phap so sanh
va phuong phap chuyén gia gitip nghién cttu c6 nhitng danh gi4 toan dién vé wu, nhudc diém
trong cdng tac quan tri chi phi tai Cong ty Than Quang Hanh - TKV. Bai viét da dua ra 3 gidi
phdp dua trén dic thi t6 chiic hoat ddng nhiim ting cudng cong tic quan tri chi phi tai Cong

ty Than Quang Hanh - TKV.

T khéa: Quan tri chi phi, khodn chi phi, Than Quang Hanh, ti€t kiém chi phi.

1. Bit van dé

Cong ty Than Quang Hanh - TKV la mot trong
nhitng doanh nghiép thanh vién sdn xuit than hAm
10 16n trong Tap doan Cong nghiép Than - Khodng
sén Viét Nam. Trong nhitng nim qua, Céng ty
Than Quang Hanh di thuc hién nhiéu bién phap
qudn tri chi phi va dat dudgc nhitng k&t qua déng
ké. Tuy nhién, do diéu kién sdn xué't kinh doanh
trong nhitng nim gan diy cé nhiéu thay ddi trong
d6 phdi k& d&n sy thay ddi ctia diéu kién tu nhién,
st bi€n dong cia thi trudng va nhitng yéu cAu méi
clia cong tdc quén tri chi phi sdn xua't - kinh doanh,
da xuAt hién nhitng ba't cAp trong cdng tdc qudn tri
chi phi tai Cong ty nhu: nhiéu dinh mic tiéu hao
vat tu chua sat véi thuc t€, cong tdc quin ly quan
1y st dung vat tu chua thyc sy hi€u qué, cong tic
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quan ly thué ngoai, hoat dong gidm sat cong tic
khodn chi phi con nhiéu han ché.... Nhan thic dugce
tdm quan trong d6 cuing véi thuc t€ cong tdc tai
Cong ty, bai vi€t dé xudt mot s6 gidi phdp nhim
ting cudng cong tdc quan tri chi phi tai Céng ty
Than Quang Hanh - TKV.

2. Thyc trang cong tdc quan tri chi phi tai
Cong ty Than Quang Hanh — TKYV giai doan
2016 - 2019

2.1. Tinh hinh lgp ké hoach chi phi kinh doanh
hang nam

2.1.1. K& hoach qudn tri chi phi

- Ngay tir dau cdc nim, Cong ty da bdm st k&
hoach ctia Tap doan giao dé can ddi k& hoach noi
bd phu hgp ddm bao tuan thii chi dao ti€t gidm 5%
chi phi ctia Tap doan. Trong nim, ludn chap hanh
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tot ky luat di€u hanh ctia TAp doan trong cdc linh
vuc quan Iy vat tu, lao dong, tién luong va quan tri
chi phi.

- K& hoach phuong huéng kinh doanh ctia cong
ty dudc cu thé héa xudng cic don vi bing hgp ddng
trach nhiém gitta Gidm doc Cong ty véi quin doc
céc phan xudng doéng thdi ban hanh k& hoach giao
khodn thdng, quy, nim cho cdc don vi sdn xudt;
Céc don vi sdn xuat, sau khi nhan céc chi tiéu dudc
giao khodn t8 di tS trién khai k€& hoach, chi phi dé€n
tiing ca sdn xuit.

- Pinh ky 10 ngay cdc phan xudng da ti€n
hanh tap hgp chi phi gti vé phong k& hoach,
KTTK téng hgp; Hang thing, Cong ty ti€n hanh
nghiém thu, quyé&t todn khodn chi phi cho cdc don
vi theo ding quy dinh; Viéc ki€m sodt cdc cong
viéc phdt sinh da dudgc quén 1y mot cdach chit ché.
Céc cong viéc phét sinh déu dugc tinh todn dé
giao khodn phu hdp qua d6 da ti€t kiém dugc
nhiéu chi phi.

2.1.2. K& hoach céng tdc qudn Iy vat tu

- Cong tac quan ly vat tu tir khau dy trit dén viéc
mua sim, nhap, xudt da dudc thuc hién theo quy
ché clia cong ty va cdc quy dinh ctia TAp doan. Nhu
cau vat tu chi y&u phuc vu sdn xuit dugc 1ap theo
cdc chi tiéu dinh miic cia Tap doan giao khodn:
Da6i véi cdc loai vat tu chl y&u da duge Tap doan
Cong nghiép Than - Khodng san Viét Nam chi dinh
14y trong ngudn vat tu du trit tip; Pdi vdi cdc loai
vat tw khong nim trong ngudn du trit ctia TAp doan,
vat tu duy tri sdn xuat. dugc mua theo hinh thic
chao hang canh tranh; T4t cd cdc vat tw hang hod
mua ban déu dugc thuc hién thong qua hgp dong
kinh t&€, ddm bdo v& nguyén tic quin 1y ciia Cong
ty, Tap doan va Nha nudc.

- Hang ho4 vat tu trudc khi nhap kho déu dugc
Hoi déng nghiém thu kiém nhip s& lugng, chat
lugng hang hod ngudn gdc xudt xit ddm bio diing
theo hgp dong c6 day di chitng tir.

- Cong tac quan 1y ton kho vat tu dd duge Cong
ty quan tdm chi dao.

2.1.3. K& hoach cong tdc qudn Iy thué ngoai

Can ctt vao phuong huéng kinh doanh dugc Tap
doan giao, hing nim Cong ty trién khai thué ngoai
cht y&€u & cdc cong doan: Khoan, bdc xiic, van

chuyén di't d4 trong khai thdc 16 thién. Cdc noi
dung, khdi lugng cong viéc thué ngoiai déu dugc
thuc hién theo ding k& hoach va cdc quy dinh clia
Tap doan, phdp luat cia Nha nudc.

2.2. Tinh hinh thuc hién ké hoach giao khodn
chi phi va hach todn chi phi tai Cong ty Than
Quang Hanh - TKV giai doan 2016 - 2019

K&t qué thuc hién khodn chi phi tai Cong ty
Than Quanh Hanh trong giai doan 2016 - 2019 theo
cdc y&u t6 dugc nhém tdng hop:

* Yéu t6’ dong luc: Y&u t§ chi phi dong lyc ma
Coéng ty Than Quang Hanh giao khodn cho céc
phan xudng 1a chi phi vé tiéu hao dién ning.

Céc don vi da dugc Cong ty giao chi tiéu ddng
luc trong hé théng gia. Hang ca, hang ngay cdc don
vi da chd trong theo doi bam sdt cdc chi s6 cong to
dé can d6i v6i san pham thyc hién, Cong ty rat
quan tim dé€n cdng tdc khodn chi phi dong luc
nhim ning cao hiéu qud sdn xuat clia cong ty.
Thuc t&, Cong ty da thuc hién hiéu qua.

K&t qua cho thay chi phi dong luc c6 xu huéng
tdng lén trong nhitrng ndm 2016 - 2019. Nam 2019,
k€&t qua thuc hién cong tdc khodn chi phi dong luc
d4 giam manh. HAu hét cdc don vi dudc giao khodn
chi phi dong luc trong c giai doan déu bi boi chi
chi phi ddng luc, trong d6 phan xudng dao 10 4 c6
chi phi dong luc bodi chi cao nhit clia cd giai doan
trong Cong ty.

* Yéu t6’ nhién vat liéu: Yéu t6 ndy dudc cdc
don vi thuc hién khd t6t. Hau hét cdc don vi dudc
giao khodn chi phi nhién vat liéu trong cd giai
doan déu ti€t kiém chi phi, nhu phan xudng khai
thac 16 thién, phan xudng sang tuyén, phan xudng
van tai 2, phdn xudng van tdi 1, phan xudng khai
thac 9, phan xudng khai thiac 8, phan xudng khai
thdc 1, 2, 3,4, 5, 6 va phan xudng dao 1o 5, phan
xudng dao 10 7. Pic biét, trong nim 2016 chi c6
7/23 don vi bi boi chi chi phi nay, cho thdy Cong
ty d nd luc trong sdn xuit - kinh doanh d€ dat
thanh tich t8t trong nim 2016. Binh quin cd giai
doan trong toan Cong ty di ti€t kiém dugc
1.536.174 (triéu ddong/nim). Trong d6, don vi ti&t
kiém chi phi nhiéu nha't 13 phan xudng khai thdc
16 thién, binh quin mdi nim ti€t kiém dugc
1.008.164 (triéu dong).
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* Yeu 16 sita chita thuong xuyén: Binh quan ca
giai doan cong ty da ti€t kiém dugc y&u td chi phi
stta chita thudng xuyén 1a 31.626 triéu ddng/nim
vdi hé s6 ti€t kiém chi phi khodn 1a 1,004. Trong
d6 don vi ti€t kiém nhiéu nhat 12 Phin xudng khai
thdc 1 thién, ti€t kiém binh quin 43.828 trd/nim.
HAu hét cdc don vi thuc hién t8t cong tdc khodn
chi phi stra chita thudng xuyén nhu phan xudng dao
10 4, phan xudng dao 10 8, phan xudng khai thac 1,
2,3,4,5,6,va phan xudng khai thdac 9, qua d6 cho
thd'y Cong ty da rdt nd lyc trong viéc ti€t kiém
khodn chi phi stra chita . Tuy nhién, b&n canh d6
van c6 nhitng don vi chua tim dudc bién phap thiét
thuc nhiim ti€t kiém y€u t& chi phi nay nén vin bi
bdi chi, cd biét ¢c6 don vi bi bdi chi trong céd giai
doan tir 2016 - 2019 nhu Phan xudng 6 t6, binh
quan mdi nim bdi chi 17.487 triéu ddng, vdi hé s6
ti€t kiém binh quan giai doan 1a 0,988.

2.3. Cong tdc kiém sodt chi phi

- Cong ty ti€p tuc xay dung bidng phin cong
nhiém vu trong cong tdc quan tri chi phi va t§
chitc giao cu thé d&€n cdc ddng chi linh dao diéu
hanh, trudng cdc phong ban véi tinh than: Tat cd
cdc chi tiéu, cdc ndi dung chi phi déu cé ngudi
chiu trach nhiém.

- T6 chiic cdc phong trao ti€t kiém chi phi,
thudng xuyén néu guong ngudi tot viéc tot dic biét
trong linh vuc quan ly vat tu, bdo quin xe may, lao
dong tich cuc c6 ning sut cao,... dé ti€t kiém chi
phi, duy tri thudng xuyén va cé hi€u qué cong tiac
tuyén truyén d€n tin ngudi lao dong cac ndi dung
gidi phdp nhim ti€t kiém chi phi.

- Hoan thién hé thdng dinh mifc kinh t& k§ thuat
l1am cd sG cho viéc khoén chi phi, quan 1y gid thanh
theo cdc cong doan va gid thanh tdng hgp toan
cong ty.

- TG chifc kiém sodt chit ché cdc chi tiéu k§
thuit cong nghé theo huéng ti€n bd hon, dic biét
1a cdc chi tiéu ton that tai nguyén, chit lugng than,
ty 1&¢ mét 10 dd, mét 1o xén, ty 1& dat ¢4 nd min 1o
va ty 1& ton that than vé6i cdc bién phdap: Chian
chinh tir khdu 14p bién phdp d€n nghiém thu k¥
thuat phdi bim sit k& hoach, muc tiéu. Han ché&
t6i mifc thap nha't khoi lugng phét sinh.

- Ti€p tuc nghién citu dé ting cudng viéc khodn
chi phi cho cdc khau cdng doan phuc vu, phu trg,
khodn chi ti€t hon cho cdc don vi mit bing.
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2.4. Ddnh gid cong tdc qudn tri chi phi tai
Cong ty Than Quang Hanh - TKV

- Cong ty da c6 quy ché& khodn tuong d6i rd
rang cu thé, chi tiét:

+ Ti€n hanh khodn tuong d6i day dd cic yéu td
chi phi, bao gdm: Nhién vat liéu, dong luc, chi phi
VAt tu stfa chita thudng xuyén va thay thé&, chi phi
thué ning luc bén ngoai, tién luong va bdi dudng.

+ Tié€n hanh giao khodn dé&n tirng cong doan san
Xuit, tirng dau xe mdy thiét bi, tirng cdc nhan, t&
doi sdn xuat.

+ Tinh todn va giao dugc chi ti€t y&u t6 nhién,
vat liéu, dong luc, tién luong, BHXH, sita chita
thudng xuyén va cdc chi phi khac cho ciac don vi
sdn xudt gdn véi k€ hoach sian xud't hang thang
dugc Gidm doc duyét.

Tuy nhién, nhém nghién ctu nhan thiy mot s&
han ch€ trong cong tiac khodn chi phi tai Cong ty
Than Quang Hanh nhu sau:

a. Vé ndang lyc va trinh dé qudn 1y chi phi khodn

Hién tai Cong ty dd quan tAm c6 sy bo tri va
phan cdng cu thé song thuc sy s6 can bd chuyén
sau va thuc sy hi€u va diéu hanh cong tic khodn
chi phi tir cdc phong ban va cdc don vi con rdt han
ch&. Pa s6 CBCNV dang dirng lai & miic do diéu
hanh, gidi quyét sy vu, s6 CBCNV, chuyén vién
thuc sy nim bit dugc cong tac khodn chi phi dé
dua cong tidc khodn vao tirng ca sdn xudt con rat
thi€u, dic biét 1a s& cdn bd va cong nhan quin ly
tai cdc don vi sdn xuit.

b. Té chitc giao khodn

Viéc t6 chitc giao khodn theo chu ky hang quy
va thanh quyé&t todn hang quy 1a phu hgp véi yéu
cau san xudt hién nay, tuy nhién khi xem xét cu
thé thi mot s6 noi dung sau con thi€u va chua phu
hdp cu thé:

- Ti€n @6 giao khodn vé co ban 14 phii hgp song
chua c6 thdi gian cho cdc cdc don vi xem xét, ¢ y
ki€n d€ ddm bio tinh khdch quan trong cong tic
khodn.

- Viéc ban hanh cdc chi tiéu cong nghé chua
néu dugc diy di cdc y&u td tic dong dé€n hoat
dong sdn xuat trong ky cda don vi.

- Hé thong dinh mifc chi phi nguyén nhién vat
liéu, dong luc, chi phi khdc da c6 song chua day
d va doi khi chua sat véi thuc t&€ cu thé:
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- Xay dung gid kho4n: Do mot s6 han ché trong
cdc khau trién khai giao khodn trén diy din dén
viéc xdc dinh chi phi va tinh todn don gid con mot
s6 bat cap, din dén bai khodn doi lic khong sit,
nén chua khuy&n khich dugc ngudi lao dong hing
hdi tham gia sdn xuat va ti€t kiém chi phi.

¢. Nghiém thu va thanh todn:

Viéc ti€n hanh nghiém thu sdn phdm cho cdc
don vi lan ludt theo budc 1 va budc 2 14 khd chit
ch&. Tuy nhién, viéc nghiém thu hién nay cia
Cong ty mdi dirng lai ¢ nghiém thu sdn phdm
thyc hién trong ky theo don gid khodn va nghiém
thu cdc cong viéc phdt sinh ma chua nghi€ém thu
ddy dd cdc chi tiéu giao khodn nhu diéu kién thi
cong. Piéu nay can phadi dugc diéu chinh nhim
phdn dnh ding thyc chat chi phi phdt sinh va
ddnh gid ding k€t qud thuc hién khodn d6i véi
don vi nhan khodn.

4. Pé xuit cac giai phap hoan thién cong tic
quan tri chi phi tai Cong ty Than Quang Hanh -
TKV

4.1. Hoan thié¢n cong tdc xdy dung dinh miic
chi phi

Bud6c 1. Cong khai héa hé thong mic kinh t& k§
thuat biing cach ban hanh S§ tay dinh mifc kinh t&
ky thuat. V§i gidi phdp ban hanh S8 tay dinh mic
va 14y ¥ ki€n phan hdi tir phia cdc don vi, s& gitip
ngudi lao dong tin tudng vao tinh ding din cda chi
tiéu giao khodn ctia Cong ty.

Budc 2. Hoan thién cdc phdn hé dinh muc
kinh t€ - k§ thudt: Viéc nay s€ gidp han ché tinh
trang cdc phin xuéng khong yén tim sdn xuit
khi cho ring "ky nay lam tdt hon ky trudc sé& bi
diéu chinh gidm don gid khodn". Khi han ch&
dugc nhitng tAm 1y gdy dao dong nay, ngudi lao
dong sé yén tim sdn xud't, nidng cao ning sult
lao dong tir d6 giip doanh nghiép ti€t kiém chi
phi, gia tdng lgi nhudn; giip don vi va ngudi lao
dong gia ting thu nhap.

4.2. Hoan thi¢n cong tdc qudn ly vdt tw va cong
tac thué ngoai

a. Vé céong tic vat tu

- Lap k& hoach: cin phdi dugc cap nhit lién tuc
va dua vao thyc t€ tinh hinh st dung cda cong ty.
C6 su thay ddi linh hoat khi Cong ty c6 thay ddi vé
muc dich, thdi gian khai thdc mdy mdc, thi€t bi.
Tréanh viéc du trit qud nhiéu, qué 1au. Mot loai vat

tur gdy &t dong von hoidc qué it gdy gidn doan qud
trinh sdn xuat.

- T8 chiic mua sim vat tu:

+ Vit tu thudc danh muc dy trir tip trung, lap
dang ky Tap doan.

+ Cong ty mua tap trung cdp cho cdc Cong
trudng giao cho Phan xudng theo k& hoach, du
todn, han muc ti€u hao dugc duyét kip thdi phuc
vu sdn xuit.

- Cong tédc quan ly nhap, xuit vat tur trong kho
va st dung vat tu

+ Tudn thd nghi€p vu theo quy dinh ctia Nha
nuéc. Cdc thli tuc nhiap, xuit vat tu thyc hién
nghiém tic, hop 1&. Khong cé tiéu cuc nhap, xuit
khong vat tu. Cong ty quan ly kho vat tu tap trung,
t8 chitc cap phat cho cdc Phan xudng trén co s§ dé
xuit ctia Cong trudng.

+ Ban hanh huéng din cu thé “Quy dinh ndp cii
18y mdi”; vat tu sau thu hoi, t6 chiic danh gid, phan
loai dua vao phuc hdi, tdi st dung, nhugng ban
theo quy dinh; don vi phdi bdi hoan chi phi khi
khong trd di vat tu cii cAn thu ra.

- Cong tac quyét todn tiéu hao:

+ Quyét todn ca ngay: Quan Iy chit ché vat tu
dé&n guong sdn xuit, sau ca c6 quyét todn ca véi
T& san xuat; quyét toan nhién liéu xe mdy hang
ca st dung phin mém qudn Iy lién thong cdy bom
& kho xuat.

+ Cong tic quy€t todn phin tich ting/gidm:
Hang thiang cdc Cong ty t6 chiic quyét todn ngay
sau ngay nghiém thu => x{t 1y boi chi va chan
chinh, ki€m diém khi ting cao.

- Quén 1y ton kho: Cong ty tryc ti€p quén 1y
cdc kho, hang thang/quy ki€m tra ddnh gid cha't
lugng qudn ly vat tu va kho tang; thudng xuyén
ki€m tra d6i chi€u ton kho, 1am cd sé can doi
nhip kho hgp ly gidm ton kho. Chd dong dam
phdn va giit m6i quan hé ban hang c¢6 hang héa
chat lugng, gid cd hgp 1y => giti kho, gidm gid tri
tén kho.

b. Vé cong tdc thué ngoai

- Lap k& hoach: Cin cit nhiém vu sdn xudt kinh
doanh Tap doan giao, sau khi cAn ddi ning luc thiét
bi hién c6, Céng ty 14p va trinh Tadp doan phé
duyét k& hoach ngay tir ddu nim; cdc khdi lugng
cong trinh thué ngoai phét sinh déu phdi bdo cdo
Tap doan ddng y méi trién khai.
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- Cong tac trién khai hd so thii tuc: TS chitc mai
thiu va xét chon nha thau ding luit dinh, thim
dinh k§ va chon dugc nhitng ddi tdc c6 ning luc
thuc su.

- Gidm sdt quén tri thué ngoai: Tuan thi day
dd nghiép vu theo quy dinh cia Nha nugc; phan
cap lap thii tuc hd sd tir cAp co s& ndi c6 nhu cau
thué ngoai. Cdc hgp dong thué ngoai truéc khi
tri€n khai déu c6 phan cong nhiém vu chi tiét
cong viéc cho tirng bd phan phong ban ddm nhén,
chiu trach nhiém.

- Cong tdc nghiém thu, thanh todn: Lam t3t
gidm sdt hién trudng va nghiém thu theo Quy ché,
c6 khdi lugng phdi do vé cu thé, dinh lugng va
thong ké 1o nét. Thyc hién ding cdc thd tuc thanh
todn do Nha nudc, Tap doan quy dinh.

4.3. Hoan thién cong tdc gidm sdt qud trinh
thuc hién khodn chi phi ciia cdc phong ban, b
phdn sdn xudt

- Ki€m sodt chit ché cdc cdng viéc, chi phi phat
sinh ngoai khodn: P6i véi cdc cdng viéc phét sinh
ngoai phai c6 I&énh clia Gidm d6c mdi dugce thuc
hién, ddng thdi ki€m tra, gidm sdt khdi lugng, chi
phi theo ding du todn da dugc phé duyét.

- Vit tu phu ting cho cdng tic sta chita thuong
xuyén cap phdt theo bién bdn gidm dinh k§y thuat,
gidm sdt viéc dua phu ting vao thay thé sita chita
va duy tri viéc thu cii d6i mdi.

- Theo doi gidm sdt cong tac sita chita va du tu
xdy dung c¢d bdn modt cdch chiit ché, trdnh thit
thodt lang phi tién von, ning cao viéc chap hanh

TAI LIEU THAM KHAO:

cdc chinh sdch ch& d@o tai chinh k&€ todn ctia Nha
nudc va cia TKV.

- Ban hanh Quy ch& gidm sit dic biét doi véi
céc don vi thuc hién chi phi khodn ting so v6i dinh
muc giao khodn clia cOng ty trong 2 thang lién ti&p.
Trong d6 truc ti€p Phé gidm ddc kinh t& lam t§
trudng chi dao, phan cong cac phong ban ky thuit
va nghiép vu t8 chitc giam sit d€ tdng hgp, phan
tich, danh gid va dua ra cdc gidi phdp cu thé dé
diéu hanh cdc chi tiéu k¥ thuat cong nghé va chi
phi khodn.

- Cén bo quén tri chi phi phdi hgp ciing cdc
phong ban c6 trach nhiém ting cudng ki€m tra,
ki€m sodt viéc st dung dinh muc, ki€m tra céc chi
phi phat sinh, gidm sat cic lang phi di€én ning, tiéu
thu nudc, cdc chi phi vat tu trong sdn xuat.

5. K&t luan

DPé& hoan thién cong tdc quan tri chi phi tai Cong
ty Than Quang Hanh - TKV, bai vi€t da dua ra cdc
gidi phap:

- Hoan thién cdng tic xay dyng dinh mic chi
phi;

- Hoan thién cdng tdc quan ly vat tu va chi phi
thué ngoai;

- Hoan thién cdng tic gidm sdt qud trinh thuc
hién khodn chi phi

Céc gidi phap dugc dé xuat dya trén dic thu td
chitc hoat dong kinh doanh ctia Cong ty va c6 mdi
quan hé chi phoi, tdic dong 1an nhau va s& phdt huy
hiéu qua khi dudgc sit dung dong bo, linh hoat, sing
tao ctia cdc b6 phan trong Cong ty B
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ABSTRACT:

By analyzing the statistics and the reports on the cost management of Quang Hanh Coal
Company - TKV in the period of 2016-2019, this paper presents the current situation of the
company’s cost management. Statistical, comparative and expert methods were employed
to comprehensively assess the advantages and the disadvantages of Quang Hanh Coal
Company - TKV’s cost management. This papre proposes solutions based on the specific
organization and operation of Quang Hanh Coal Company — TKV in order to enhance the
company’s cost management.

Keywords: Cost management, cost assignment, Quang Hanh Coal Company, cost
savings.
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