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Trong nhffng nam qua, cong tac kS" hoach tai cac doanh nghidp khai thac 
than thuoc TSp doan Cdng nghiep Than - Khoang san Viet Nam (TKV) da 
dat dtftfc m6t s6' k^'t qua, tuy nhi§n c6ng tac nay con co mflt s6' han ch§'. Cac 
doanh nghidp chtfa thtfc hifen viec phan tich mfii trtfofng lam ctf sd d^ xSy 
difng kg" hoach, quy trinh l$p quy hoach chtfa co stf kd't no'i giffa cdng tac kg' 
hoach vtfi cac hoat ddng khac cua doanh nghiep... De cong tac lap ke hoach 
ngay cang td't htfn, thtfi gian ttfi, can thtfc hi§n nhieu giai phap d6ng bd. 

THL/C TRANG 

Cdng tde kd' hoach cd the hieu la mdt 
chffc nang quan tri bao gdm tap hdp cdc 
hoat ddng hen quan dd'n vide xdc dmh 
muc ddu, cdc phffdng an, chi tieu ke' 
hoach can thffc hidn de dat muc tidu dd 
va td chffc thffc hien cdc phffdng an, chi 
tieu nay. Cdng ldc nay bao gdm cac boat 
dpng: lap ke' hoach; to chffc thffc hien; 
kiem tra va dieu chinh kd'hoach. 

TKV la mdt tap doan kinh te' Nha 
nffdc, kinh doanh da nganh nghe, da lmh 
vu'c, trong dd khai thdc, chd'bid'n va kinh 
doanh than la mdt trong cac ITnh vffc 
hoat ddng chinh. Hien tai, TKV cd \9 
doanh nghidp khai thdc than (bao gdm 9 
chi nhdnh, la cac ddn vi trong cd cd'u td 
chffc cua Cdng ty me va 10 cong ty cd 
phin, tdng cdng ty trffc thudc, ma TKV 
nam giff cd phin khdng che'). 

Cdng tac kd' hoach tai cac doanh 
nghidp khai thdc than giup cho hoat 
ddng san xud't cua cdc doanh nghidp phu 
hdp vdi thi trtfdng, dam bao dn dinh san 
xudt kinh doanh. Ben canh dd, tuy vao 
tinh hinh cu the', Tdp dodn cdn tap trung 
chi dao tri^n khai cac giai phdp dieu 
hanh san xud't, quan ly de dn dinh san 
xuat, vide lam, thu nhap va can dd'i tai 

chinh cua cdc doanh nghiep khai thdc than; dinh hu'dng 
boan thidn md hinh td chffc, ddi mdi boat ddng quan 
tri doanh nghidp, cdng tde lao ddng - tien lffdng, cd 
chd' tai chinh . cua cac cdng ty con. 

Cac cdng ty con nhff cac doanh nghidp khai thac 
than (cdng ty con) khdng dffdc quyen chu ddng trong 
viec san xud't vd tieu thu than, md phai thffc hidn thd'ng 
nhd't theo ke' hoach phd'i hop kinh doanh da diroc Tap 
doan phd duydt. Ban chd't boat ddng cua cdc doanh 
nghidp khai thac than la cdc nhd thau, cung cd'p dich 
vu khai thdc than cho Tdp doan. Tuy nhien, khi dd ky 
ke't hop ddng phd'i hop kinh doanh vdi Tap doan hoac 
thifc hidn theo uy quyen ciia Tap doan, cdc doanh 
nghidp khai thdc than cung dndc chu ddng mdt phdn 
trong cdc vd'n de ve td chffc san xud't, td chffc lao ddng, 
tim kid'm vd huy ddng cac ngudn Iffc (Iao ddng, vd'n...). 

Cac doanh nghidp khai thac than xdy dffng he 
thd'ng kd' hoach gdm: 

- Kd'hoach ddi ban (kd' hoach theo giai doan 5 nam); 
- Ke' hoach trung ban (kd' hoach theo giai doan 2 

dd'n 3 ndm); 
- Ke'hoach ngan ban (kd'hoach hang ndm). 
Quy trinh thUc hien cdng tac ke hogch 
Cd thd' khai quat quy trinh cdng tde ke' hoach cua 

ca Tap dodn theo cdc bffdc tbeo thff tff sau. TKV 
nghidn cffu va dff bao nhu cau dii trffdng; TKV giao 
chl tieu va hffdng ddn lap ke' hoach cho cdc ddn vi 
trffc thupc vd cdc cdng ty con; Cdc ddn vi trffc Audc, 
cac cdng ty con can cff vdo tinh hmh thffc td'ciia ddn 
vi minh (tdi nguyen cd thd' huy dgng, cac ngudn Iffc...), 
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lap kd'hoach gffi TKV; Cdng ty me tdng hdp, cdn dd'i 
kd'hoach toan Tap doan; TKV va cdc cdng ty con hiep 
thffdng ke' hoach phd'i hdp kinh doanh (dd'i vdi cac ddn 
vi trffc thudc thffc chd't cung cd sff hidp thffdng, tuy 
nhien khdng ky hdp ddng phd'i hpp kinh doanh ma 
thffc hien thdng qua quye't dinh giao kd' hoach va uy 
quyen thffc hien); Cac ddn vi trffc thugc, cac cdng ty 
con triin khai thffc hien ke' hoach. 

Rieng dd'i vdi cdc doanh nghiep khai thdc than, kd' 
hoach kinh doanh (hang nam) du'dc thffc hidn theo quy 
trinb gom cdc bifdc^ 

Budc L Tdp hdp cdc cdn cff xdy dffng ke' hoach ky 
thuat cdng nghd vdo thdi diem dau quy III hang nam. 

Budc 2. Trinh Tdp dodn duyet ke hoach ky thudt 
cdng nghd. 

Budc 3. Xdy dffng he thd'ng ke' hoach kinh doanh. 
Tren cd sd ke hoach ky thudt cdng nghe difpc phd 
duyet (cd the chinh sffa theo yeu cau cua Tap doan), 
doanh nghiep khai thac than tie'n hanh xdy dffng he 
thd'ng ke hoach kmh doanh, bao gdm ke hoach san 
xua't, tieu thu vd cdc kd'hoach chffc nang khac. 

Budc 4. Trinh duyet ke' hoach tdng thi san xud't, 
kinh doanh. Sau khi xdy difng xong he thd'ng ke' hoach 
kinh doanh, khoang dau quy IV, doanh nghidp kjiai 
thac than ndp kd'hoach tdng the san xuat, kinh doanb 
cho Tap dodn (thdng qua ban kd'hoach) de trinb duyet. 

Budc 5. Thd'ng nbd't phffdng dn ke' hoach phdi hdp 
kinh doanb giffa Tdp doan va cdc doanb nghiep khai 
thdc than. 

Budc 6. Trien khai thffc hidn. Ke' hoach sau khi 
dffdc phd duyet se dffdc cac doanh nghidp phdn bd cac 
ngudn Iffc de tnen khai thffc hien. 

Dd'i vdi ke' hoach trung han vd ddi han cung thifc 
hien quy trmh tu'dng tff, nhffng ban ke' hoach difdc Idp, 
dieu chinh, phd duydt du'dc xdy dffng cho giai doan 2 
de'n 3 nam (dd'i vdi kd' hoach trung han) vd 5 nam (dd'i 
vdi ke hoach ddi han) 

Cd the thd'y. trong qua trinh thffc hidn cdng tde kd' 
hoach d cdc doanh nghiep khai thdc than ludn cd sff 
pbd'i hdp, dinh hffdng, chi dao sat cua TKV. Dieu nay 
tao thudn ldi cho cac doanh nghiep nrong qud trinh thffc 
hidn cdng tac kd' hoach. Cdc doanh nghiep khai thdc 
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L >ng lac ke hoach 
at ;ac doanh nghiep 

Jii i:ac ihaii giup cho 
oat dong san xult 

•ua cac doanh nghiep 
nhii •.u\-)' m ihi tmong, 

lam bao on dinh 

ioii '̂Jal. I '̂ni doanh 

than dd huy ddng hau hd't cac bd phdn 
tff lanh dao doanh nghidp dd'n cac phdng 
ban tham gia vao cdng tac kd' hoach, giup 
cho cdng tac kd' hoach dffdc trien khai 
rdng khap trong cdc bd phan, cac hoat 
ddng cua doanh nghidp. Cdc bd phan ke' 
hoach cua doanh nghidp khai thdc than 
tffdng dd'i day du, phan dnh ca trong ngan 
han, trung ban va dai ban; eac chi tieu 
ke' hoach day du, chi tie't bao gdm ca ke' 
hoach san xud't, tidu thu san pham vd day 
du cdc kd' hoach chffc ndng. 

Quy trinh xdy dffng ke' hoach dffpc 
thffc hidn ra't chat che, dffdc cdn dd'i 
nhieu bu"dc se giup kid'm sodt td't cdng tde 
lap kd'hoach, dam bao cho ban kd'hoach 
dffdc Idp ra la td'i ffu. Quy trinb nay cung 
giup phd'i hdp dffdc he thd'ng ke' hoach 
cua doanh nghidp khai thdc than vdi cdc 
doanh nghidp khac trong TKV, dam bao 
cd the' phd'i hdp kinh doanh, Cdc doanh 
nghiep nay sî  dung tffdng dd'i da dang 
cdc phffdng phdp trong lap ke' hoach, tff 
cac phffdng phdp de tinh cac chi tieu ke' 
hoach chi tie't, dd'n cac phffdng phap cdn 
dd'i tdng hdp Hoat ddng san xud't, kinh 
doanh (trien khai thffc hidn ke' hoach) 
cua cdc doanh nghidp nay dffdc thffc 
bidn theo dung ke hoach de ra; hoat 
dgng kiem tra, dieu chinh dffdc thffc 
hien thu'dng xuyen de kip thdi phat hien 

nhffng sai lech va 
kmh doanh :ua u: 
vdi nhffng :;-ien 
tru'dng krfm aoann 

MotsdtSn ta'_ ";,-,; che 
Bdn canh nnirng ifu d,e'm kd' tren, 

*Jo;inh nghidp 
n̂ '"-lot so han che: 

'̂  ^dng cila cdc 
-•- than con chffa 
'^'J^'^o Tip doan. 

•'0 boat ddng 
vp thich nghi 

'iffc te' cua mdi 

cdng tde ke hoa il CUu 
khai thdc than cui^i; 

Thd nhdt. , nh i 
doanh nghidp kha? 
cao, cdnpbu thudc 



Dieu nay cd the gdy ra nhffng khd khan 
ffong vide md rpng phdt trien cua cac 
doanh nghiep khai didc than, dac biet la 
cdc cdng ty co phin. 

Thii hai, cdc doanh nghidp nay chffa 
thffc hidn vide phdn tich mdi trffdng Iam 
cd sd de xay dffng ke' hoach. 

Thii ba, quy trinh lap ke' hoach hien 
tai phan anh dffdc ddc trffng md hinh 
cong ty me - cdng ty con cua TKV, 
nhffng chffa cd sff kd't nd'i giffa cdng tac 
ke' hoach vdi cac boat ddng khde cua 
doanh nghidp. 

Thti tu, cac doanh nghiep nay da 
CO cac phffdng an dff phdng khi lap kd' 
hoach, song cae phffdng an dff phdng 
difdc Idp theo mdt vdi tinh hudng gia dinh 
va sd' phffdng dn dff phdng eung khdng 
nhieu. Moi phffdng dn dff phdng gan nhif 
la mdt phffdng dn dirpc xdy dffng ddc lap 
vdi phffdng dn chinh. Dilu nay vffa gia 
tang khd'i Iffdng cdng vide, vffa cd thd' 
gap phai rui ro khi bid'n ddng thffc te'cua 
moi trffdng kinh doanh khdng gid'ng nhff 
nhffng tinh hud'ng, ma doanh nghidp da 
Iifdng trifdc. 

Thii ndm, vide dp dung cdng nghd 
thdng dn vdo cdng tac ke' hoach cdn han 
chl. Doanh nghiep mdi chi chu yd'u dung 
phanmemExcel trong cdng tac kd'hoach, 
ma chffa cd phan mem chuyen diang cho 
viec thffc hidn cdng tde ke' hoach. 

Thii sdu, cac doanh nghidp nay hien 
nay da quan tdm nhilu dd'n vide dam bao 
thong Un cho viec dieu hdnh san xuat. 
Tuy nhidn, nhdm nghidn cffu nhan thd'y 
vi6c lffu trff thdng tin mdt each hd thd'ng, 
viec lien ke't ve mat thdng dn giffa cac 
bg phan cdn han chd... Hay ndi each 
khac, doanh nghiep chffa xdy dffng dffdc 
he thdng thdng tin quan trj ndi chung, he 
thong thdng tin kd hoach ndi ndng mdt 
each hidu qua. 

MOT S6 GIAI PHAP HOAN THIEN 

Tren cd sd nhffng phan tich d tren, 
theo chung tdi, d l hodn thidn cdng tac 
ke hoach cua doanh nghidp khai thdc 

than thudc TKV, thdi gian tdi can thffc hien cdc giai 
phap sau: 

Mgt Id, cac doanh nghidp khai can thffc hien vide 
phdn tich mdi trffdng kinh doanh Iam cdn cff xdy dffng 
kd' hoach. Vide phan tich dffdc thffc hien theo khung 
phan tich radi trffdng ndi chung, trong dd can trgng 
tdm vao nhffng dac trffng cua doanh nghidp khai thac 
than, nhff. nhu can cua cac hd tieu thu; trff Iffdng tai 
nguyen than cd the huy ddng... Vide phan tich mdi 
trffdng kinh doanh nen thffc hidn it nhd't hai Ian mdt 
nam vao giffa nam lam cd sd xdy dffng kd'hoach nam 
tid'p theo va vao cud'i nam de lam cd sd triin khai thffc 
hidn kd' hoach vao dau ndm sau. 

Hai Id, d l gdp phan ndng cao hidu qua cdng tac ke' 
hoach, cdc doanh nghiep khai thdc than can cd sff kd't nd'i 
cdng tde ke' hoach vdi cac boat ddng khde. Chdng han, 
cdng tac kd' hoach cd thi ke't nd'i vdi hoat ddng ddnh gia 
mffc do hoan thanh cdng vide cua ngifdi lao ddng theo 
KPI (muc tidu ke' hoach la cd sd trien khai KPI doanh 
nghidp; KPI doanh nghidp la cd sd trien khai KPI bd 
phan; KPI bd phan la cd sd xdy dffng KPI cd nhdn). 

Ba Id, cin dp dung phffdng phap phh hdp de tang 
tinh linh boat cua ke' hoach lap ra. D l dat dffdc tinh 
linh hoat cua hd thd'ng kd' hoach, nhdm nghien cffu de 
xud't phffdng phap xdy dffng he thd'ng kd' hoach chffc 
ndng Iinh boat theo cac phifPng an san Iffdng. Theo 
do, vide xay dffng kd' hoach chffc ndng dffpc thffc hidn 
theo cdc bffdc: 

- Bffdc 1. Nhdn didn he thd'ng kd'hoach chffc ndng 
cua doanh nghidp; 

- Bu'de 2. Mdi chi tidu kd'hoach chffc ndng, can cff 
vao sff bie'n ddng cua chi tidu dd theo san Iffdng, chia 
thanh chi tieu cd' dinh (khdng thay doi theo sff tbay ddi 
ciia san Iifdng) va chi tidu bie'n dli (thay ddi theo sff 
thay ddi cua san Iffdng); 

- Bffdc 3. Tinh toan cdc chi tidu kd'hoach chffc nang 
cdn cff vao phu'dng dn san Iffdng theo cdng thffc: 

Chl tieu Chl tiiu Sdn _^ Chi liiu 
KH hie'n doi ^ lugng cd dinh ^ 

Nhff vdy, khi phiTPng an san Iffdng thay ddi, chi can 
Idp vao cdng thffc trdn la tinh todn du"pc cdc chi tidu 
ke' hoach chffc ndng. 

Bdn Id, d l cd cd sd dff lidu phuc vu cho cdng tac kd' 
hoach, doanh nghiep cin thffc hidn xdy dffng he thd'ng 
thdng tin quan tri ndi chung va hd did'ng thdng tin kd' 
hoach ndi ridng. Ben canh dd, doanb nghiep cung can 
cd hffdng ffng dung cdng nghe thdng tin vdo cdng tde 
ke' hoach nhff xdy dffng phan mem chuyen dung phuc 
vLi cdng tac kd'hoach.• 
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