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Trong nhitng niim qua, cdng tac k& hoach tai cidc doanh nghigp khai thic
than thudc Tap doan Cong nghiép Than - Khodng sdn Viét Nam (TKV) d3
dat dugc mét s& k&t qua, tuy nhién cong t4c nay con c6 mt s6 han ch&. Cic
doanh nghiép chua thyc hién vi¢c phan tich méi trudng lam cd sé d€ xay
dung k& hoach, quy trinh 1ap quy hoach chura cé su k&t néi giita cong tac k&
hoach vdi cic hoat dong khac cia doanh nghiép... DE cong tic 14p k& hoach
ngiy cang tdt hon, thoi gian t6i, cAn thuc hién nhiéu gidi phap ddng bs.

THUC TRANG

Céng téc k& hoach ¢6 1h& méu 1a mat
chifc niing quén tri bao gém tap hgp cdc
hoat déng lién quan dén viéc xdc dinh
muc tiéu, cdc phudng 4n, chi tiéu k&
hogch cén thye hién d€ dat myc néu dé
v 8 chdc thyc hién cic phuong 4n, chi
liéu nay. Cong tdc ndy bao gdm céc hoat
déng: 13p k€ hoach; 1§ chfe thuc hién;
kim tra va didu chinh k& hoach.

TKV 13 mot tdp dodn kinh (& Nha
nidc, kinh doanh da nganh nghé, da linh
viie, trong d6 khai thdc, ch€ bi€n va kinh
doanh than 13 mét trong cdc Iinh vuc
hoat dong chinh. Hién tai, TKV cs 19
doanh nghiép khai thic than (bao gom 9
chi nhdnh, 13 cdc ddn vi trong cd cau to
chite cua Coéng ty me vd 10 cong ty cd
phan long cbng ty trye Ihuoc ma TKV
DA giit ¢6 phan kh&ng ché).

Cong tdc k& hoach tai cdc doanh
nghiép khai thdc than gitip cho hoat
dong sdn xua't cia cdc doanh nuhlep phil
hOp vdi thj trudng, ddm bio Sn dinh sdn
xuit kinh doanh, Bén canh d6, tuy vao
tinh hinh cy thé, T4p doan con tip trung
chi dao trién khai cdc gidi phap diéu
hanh sdn xuit, quin ly dé on dinh sdn
Xudlt, viéc fam, thu nhap va can doi tai

‘ThS., TS,

"'PGS, TS,

chinh ciia cdc doanh nglucp khaj thdc than; dinh hmﬂng
hoan thién md hinh t& chite, d§1 méi hoat dfng qudn
tri doanh nghiép, cdng tic lao déng - tién luong, co
ch€ 1ai chinh . cia céc cong ty con.

Ciéc cong ty con nhir cic doanh nghiép khai thdc
than (cong ly con) khong dude quyén chil dong trong
viéc sdn xuat va tiéu 1hu than, ma phdi thue hién th&ng
nhét theo k& hoach phdi hop kinh doanh di dugc Tap
doan phé duyét. Ban chat hoat dong cda cdc doanh
nghiép khai thdc than la cdc nha thiu, cung cdp dich
v khai thdc than cho Tdp doin. Tuy nhién, khi 43 ky
k€t hop ddng phm hap kmh doanh vdi Tap doan hodc
thuc hién theo Uy quyen cla Tap dodn, cdc doanh
nghiép khai thdc than cling dudc chi (Iong mdt phan
trong cic vin dé vé 18 chae san xuat, 1 chitc lao déng
tim ki€m va huy déng cic nguon lye (lao dr)ng, vén..).

Céc doanh nghi¢p khai thdc than xdy dung hé
théng k& hoach gom:

- K& hoach dai han (k& hoach theo giai doan 5 nam);

- K& hoach trung han (k& hoach theo giai doan 2
dén3 nam)

- K& hoach ngin han (k€ hoach hang nim).

Quy trinh thitc hign cong tdc k& hoach

C6 thé khdi quét quy trinh cdng tdc k& hoach cda
¢4 Tap doin theo cdc budc theo thit ty sau. TKV
nghién cttu va dy bdo nhu cdu thi trudng; TKV giao
chi tiéu va husng din lap k& hoach cho cdc ddn w1
truc thude vir cde cong ty con: Cic don vi trirc thude,
cdc cong ty con cin cif vio tinh hinh thic t& ciia ddn
vi minh (t3i nguyén cé thé huy déng. cdc ngudn lye...),
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k€ hoach toan T4p doan; TKV va cdc cong ty con hiép
thuong k€& hoach phdi hop kinh doanh (461 v6i céc don
vi tre thude thye chat ciing ¢6 sy hiép thuong, tuy
nhién khong ky hop dong phéi hop kinh doanh ma
thuc hign théng qua quyét dinh giao k& hoach va Uy
quyén thyc hién); Cic don vi tryc thudc, cic cong ty
con trién khai thyc hién k& hoach.

Riéng d&i vdi cdc doanh nghiép khai thdc than, k&
hoach kinh doanh (hang nim) dudgc thue hién theo quy
trinh gém céc budc:

Budce 1. Tap hgp cdc can cif xay dung ké hoach ky
thudit cong nghe vao thii diém diu quy 111 hiang nam.

Budc 2. Trinh Tap doan duy@t ké hoach ky thuat
cong nghé.

Buic 3. Xay dung hé thdng k& hoach kinh doanh.
Trén cd s8 k& hoach ky thuat cong nghé dugc phé
duyét (c6 thé chinh sita theo yéu cdv cha Tép doan),
doanh nghi¢p khai thic than ti€n hanh xay dung hé
thdng k& hoach kinh doanh, bao gdm k& hoach sin
Xudt, tiéu thy va cdc k& hoach chic ning khic.

Bude 4. Trinh duyét ké hoach 16ng thé sin xuat,
kinh doanh. Sau khi x3y dung xong hé théng k& hoach
kinh doanh. khodng ddu quy IV. doanh nghiép khai
thdc than ndp k€& hoach 16ng thé san xuit, kinh doanh
cho Tap doan (thong qua ban k€& hoach) d€ trinh duyét.

Budc 5. Thong nhit phuong 4n k& hoach phai hap
kinh doaunh giita Tip doan vi cdc doanh nghiép khat
thic than.

Budgc 6. Trién khai thyc hién. K& hoach sau khi
duge phé duyét s€ dugc cdc doanh nghiép phan b3 cic
ngudn lue dé wién khai thyc hién.

Déi v6i k& hoach trung han vh dii han ciing thyc
hién quy trinh twang . nhung ban k& hoach duge lap,
diéu chinh. phé duyét dusc xay dung cho giai doan 2
dé&n 3 ndm (48i v6i k€ hoach trung han) va S nam (ddi
v@1 k& hoach dai han)

C6 thé thay, trong qud trinh thuc hién cong tic k&
hoach & cic doanh nghi¢p khai thdc than ludn ¢6 sy
phdi hgp. dinh hudng, chi dao sdt cda TKV. Biéu niy
120 thudn Igi cho cdc doanh nghiép trong qud trinh thitc
hién cong tac k& hoach. Cdc doanh nghiép khai thic
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than di huy dong hdu hét cdc by phan
(i 13nh dao doanh nghiép dén céc phong
ban tham gia vao cong téc k€ hoach, gidp
cho cbng tac k& hoach dudc trién khai
rong khidp trong cdc bd phin, cdc hoat
ddng cGa doanh nghiép. Cdc bo phan ké
hoach clia doanh nghiép khai thic than
wdng dsi day dii, phan dnh ci trong ngin
han, trung han va dai han; cc chi tiéu
k& hoach day db, chi tiét bao gdm ca ké
hoach san xut, tiéu thy san phim v ddy
di cdc k& hoach chifc ning.

Quy trinh xay dung ké& hoach dugc
thyc hién rit chat ché, dugc cén d6i
nhiéu budce s& giap ki€m sodt 16t cong tic
1ap k& hoach, ddm bio cho ban k& hoach
dudc 13p ra 12 161 wu. Quy trinh nay ciing
gitip phdi hop duge hé thdng k& hoach
cla doanh nghiép khai thdc than véi cic
doanh nghigp khdc trong TKV, dim bdo
c6 thé€ phai hgp kinh doanh. Cic doanh
nghiép nay sit dung wong ddi da dang
cdc phudng phdp trong 14p k& hoach, tir
cdc phudng phdp dé tinh cdc chi tiéu k&
hoach chi tiét, d€n cdc phuang phap can
d6i 18ng hgp Hoat dong sin xudt. kinh
doanh (rién khai thyc hién k€& hoach)
caa cdc doanh nghigp nay duge thyc
hién theo ding k& hoach dé ra; hoat
dng Ki€m tra, &y chinh dude thyc
hi¢n thuting xuyén a& Kip thdi phat hién

hova hio hoat dgng
p thich nghi
e 1€ clia moi
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Diéu nay ¢ th€ gdy ra nhiing khé khin
pong viéc md rong phét rién cia cdc
doanh nghiép khai théc than, dic biét 1a
¢4 cdng ty ¢b phin.

Thit hai, cdc doanh nghiép nay chua
thye hién viéc phin tich méi trudng lam
cd s3 d€ xay dung k& hoach.

Thit ba, quy tiinh 1ip k&€ hoach hién
tai phdn 4nh dugc dic trung md hinh
cong ty me - cong ty con cia TKV,
nhung chua c6 sir két ndi gilta cong téc
k& hoach vdi céc hoat ddng khic clia
doanh nghiép.

Thu w, cdc doanh nghiép nay da
¢6 cdc phudng 4n du phong khi 1ap k€
hoach, song cdc phuong &n dy phong
duge 13p theo mbt vai tinh hudng gid dinh
vd s8 phuong 4n du phdng cing khong
nhiéu. M&i phuong 4n du phong gan nhu
12 mdt phudng dn dugc xdy dyng déc 1ap
v6i phuong 4n chinh. Diéu nay vira gia
ting khdi ludng cong viée, vira ¢6 thé
2Zp phai riii ro khi bi€n dong thyc t& clia
mai trudng kinh doanh khéong gishg nhy
nhitng tinh hudng, ma doanh nghiép da
ludng trudc.

Thit nam, viéc dp dung cong nghé
thdng tin viio cdng tic k& hoach cdn han
ché. Doanh nghiép méi chi chd y&u diing
phin mém Excel rong cong tic k&hoach,
ma chufa ¢6 phan mém chuyén dyng cho
vigc thire hién cong 14¢ k€& hoach.

Thit sdu, cdc doanh nghiép nay hién
nay da quan tim nhiéu dén viéc dam bdo
1héng tin cho vide diéu hanh sdn xualt.
Tuy nhién, nhém nghién cfu nhan thay
viéc luu trif théng tin mdt cich hé théng,
viée lién k&t v& mit thong tin gifa cde
bd phin con han ché&.. Hay néi cdch
khdc, doanh nghiép chyta xay dung dude
hé théng thong tin quén tri ndi chung, hé
thdng thong tin k€ hoach né1 riéng mot
cdch higu qua.

MOT SO GIAI PHAP HOAN THIEN
Trén co s§ nhifng phan tich & trén,

theo chiing 161, d€ hoan thién cong tic
k& hoach cba doanh nghiép khai thic
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than thugc TKV, thdi gian t6i cdn thyc hign cdc gidi
phdp sau:

Mgt la, cdc doanh nghiép khai can thyc hién viéc
phin tich mo1 trudng kinh doanh fam can et xdy dung
k& hoach. Viéc phén tich duge thuc hién theo khung
phan tich mé1 trudng néi chung, trong d6 cin rong
tam vio nhifng dic trung ciia doanh nghiép khai thac
than, nhy. nhu ciu cia cée hd tidu thy; o Jugng tai
nguyén than c6 thé huy dong.. Viéc phan tich méi
trudng kinh doanh nén thyc hién it nhil hai 1an mot
ndm vao gidta nim IAm o 58 x4y dung k€ hoach nim
uép theo va vio cudi nim & 13m cd sd trién khai thuc
hién k& hoach vao ddu niyo sau.

Hai la, d& g6ép phdn nang cao hiéu qud cong t4c k&
hoach, c4¢ doanh nghiép khai thac than cin ¢6 sirké&t n8i
cbng tdc k€ hoach vdi cdc hoat déng khic. Ching han,
cdng 1ic k& hoach ¢6 thé k&l ndi véi hoat ddng danh gi4
mifc d hodn thanh cdng viéc cla ngudh lao dong theo
KPI (myc tiéu k& hoach | cd sd trién khai KP1 doanh
nghiép; KPI doanh nghigp 13 cd s8 mién khai KPI bd
phan; KPI bd phén 1a cd s& xay dung KP] c4 nhan).

Ba la, can 4p dung phudng phap phd hop dé ting
tinh linh hoat cda k€& hoach 1ap ra. D€ dat dugc 1inh
linh hoat clia hé théng k& hoach, nhém nghién ctru dé
xudt phudng phdp xay dyng hé théng k& hoach chic
ning linh hoat theo céc phuang 4n sdn lugng. Theo
d6, viéc xay dung k& hoach chite ning dugc thye hién
theo cdc bude: ) }

- Bugc 1. Nhdn dién hé thong k& hoach chifc ning
ciia doanh nghiép;

- Budce 2. Mdi chi idu k€ hoach chife ning, cin ctf
vao sy bi€n dong cla chi iéu d6 theo sin lugng, chia
thanh chi tiéu 6 dinh (khong thay d81 theo sy thay d8i
chia sén lugng) vi chi néu bién dé1 (thay déi theo su
thay d8i ciia sdn lwong);

- Budc 3. Tinh todn céc chi tiéu k& hoach chic ning
ciin el vao phuong 4n san lugng theo cong thic:

Chi tiéu Chitiéu Sén Chi tiéu

KH biéhn d6i Iugng c6'dinh _
Nhu viy, khi phuong dn sin lugng thay ddi, chi can
14p vao cong thic (rén ta tinh todn duge cic chi tiéu
ké& hoach chttc ning. )

Bén 12, € c6 ca s3 dit iéu phuc vu cho cong tdc k€
hoach, doanh nghiép cén thurc hién xay dung hé¢ théng,
théng tin quén tri né1 chung va hé théng thdng tin 155
hoach néi riéng. Bé&n canh d6, doanh nghiép cing cin
6 hudng itng dung cong nghé théng tin vio cong tic
ké& hoach nhu x4y dung phan mém chuyén dung phuc
vy cong thc k€ hoach.Q
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