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Tom tit:

Xiy dung ké hoach kinh doanh 1 ndi dung quan trong hang diu, quyét dinh hiéu qua hoat dong kinh doanh cia
doanh nghiép, bao gém ci doanh nghiép khéi nghiép va doanh nghiép di hoat dong 1au nim. N6 dwgc coi 1a mot
nhi¢m vu trong tim ciia doanh nghiép. M6 hinh ké hoach thé hién dwgc cic bd phin cAu thanh cong tic ké hoach
va trinh ty tién hanh thyc hién cong tic nay. N6 13 cin cir quan trong dé trién khai thuc hién cong tac ké hoach mot
cach bai ban va hi¢u qua. Chinh vi thé, cin thiét phai xiy dung dwgc mé hinh ké hoach, 1am co s& dé trién khai
thuc hién, ciing nhw lién két cac bd phan twong ddi doc 1ap trong hé thong ké hoach kinh doanh ciia doanh nghiép.
Hon nira, viéc xAy dung mé hinh ké hoach kinh doanh phu thudc rét nhiéu vao dic trung hoat dong kinh doanh ciia
doanh nghiép. Bai viét sir dung tong hop mot sé phuwong phap nghién ctiru nhw phwong phap nghién ctru 1y thuyét,
phuong phap khao sat thuc té... nhim dé xuit md hinh ké hoach kinh doanh phi hop véi cic doanh nghiép khai

thac than thugc Tap doan Cong nghiép Than - Khoang san Viét Nam (Vinacomin).

Tir khéa: doanh nghiép khai thac than, ké hoach kinh doanh, mé hinh, Vinacomin.
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Lap ké hoach kinh doanh dugc hiéu 1a viéc suy nghi
va to chuc cac hoat dong dugc yéu ciu dé dat dugc mot
muc tiéu mong muén. Di voi doanh nghiép, viéc lap Kké
hoach kinh doanh 1a suy nghi va hanh dong vé nhimng gi
phai 1am trong tuong lai dé cai tién doanh nghiép [1]. Nhu
vay, ké hoach kinh doanh déng vai tro rit quan trong dbi véi
doanh nghiép. K& hoach kinh doanh gitip tap trung cac hoat
dong cia doanh nghi€p vao viéc thyc hién muc tiéu da dé
ra. Trén co s& phén tich méi truong, ké hoach kinh doanh
gitp doanh nghiép thich nghi v6i nhirng bién dong ciia méi
truong kinh doanh, ciing nhu c¢6 giai phap huy dong va phan
bd cc ngudn lyc mot cach hop 1y. Pong thoi, ké hoach kinh
doanh 13 can cr quan trong dé trién khai c¢6 hiéu qua cac
hoat dong kinh doanh va quan ly ctia doanh nghiép [2].

Pong vai tro quan trong nhu viy nén viée xiy dung ké
hoach kinh doanh dugc coi 1a nhiém vu quan trong hang
dau trong hoat dong quan tri doanh nghiép véi muc tiéu
gitip doanh nghiép thich img véi nhimng bién dong ctia moi
truong kinh doanh. bé cong tac ké hoach dugc thuc hién
mot cach hidu qua can phai xay dung quy trinh chit ch&, du
can cur khoa hoc, thuc tién... va phai c6 md hinh ké hoach
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kinh doanh lam co s& dé trién khai xay dung va lién két cac
bd phan trong h¢ thong ké hoach nham dat dugc muc tiéu
dé ra.

Qua qua trinh khao sat, tim hiéu cong tac ké hoach cua
cac doanh nghiép khai thac than thudc Vinacomin, tac gia
nhan théy réng, tai cac doanh nghiép nay, viéc thuc hién
cong tac ké hoach con dwa nhiéu vao kinh nghiém, cac bd
phéan ké hoach do nhiéu phong/ban khac nhau thyuc hién,
dan dén sy lién két giita cac bo phan con long 1éo, cong tac
ké hoach con nang v& hinh thtrc va hiéu qua chua cao. Vi
thé, trén co so tim hiéu hoat dong kinh doanh cta cac doanh
nghiép khai thac than thugc Vinacomin néi chung va cong
tac ké hoach noi riéng, déng thoi ing dung mot $6 mo hinh
ly thuyét, ching t6i d& xuat mo hinh ké hoach kinh doanh
phu hop véi cac doanh nghiép nay.

Mot s0 mo hinh ly thuyét wng dung trong xdy dung mo
hinh ké hoach kinh doanh

M6 hinh 1y thuyét 1a nhitng mé hinh kinh dién dugc phat
trién boi cac nha khoa hoc trong linh vuc nghién ctru, va
duogc tmg dung rong rai. Cac mé hinh 1y thuyét nay s& cung
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Abstract:

Setting up a business plan is the most important issue
that affects the business performance of both startups
and established companies. It is considered as a key
task of a company. The business plan model shows the
parts composing business planning and the procedure
to carry it out. It is also an important foundation to do
business planning methodically and effectively. Thus,
it is necessary to set up and implement a business plan
model as well as to connect all relatively independent
parts of the business planning system. Furthermore,
the setting-up of a plan model relies considerably on
the business charateristics of companies. The paper
uses the theoretical methodology and practical surveys
to propose an accordant plan model for the companies
in Vietnam National Coal - Mineral Industries Holding
Corporation Limited (Vinacomin).
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cép cac khuon mau ban dau, dé trén co so d6, két hop véi
phan tich dic trung vé hoat dong kinh doanh ciing nhu cong
tac ké hoach cta cac doanh nghiép khai thac than thudc
Vinacomin, thiét k& mé hinh ké hoach phu hop véi cac
doanh nghiép nay.

Trong linh vuyc nghién ctru vé cong tac ké hoach, bai viét
sir dung cac md hinh 1y thuyét sau:

Mo hinh quan tri chién luoc ciia Fred R. David: chién
luge va ké hoach 1a hai bo phén cia cong tac ké hoach hoa
kinh doanh. Chiing c6 méi quan hé chit ché v6i nhau, trong
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d6 chién lugc 1a cin ctr dé trién khai xay dung ké hoach
trong ngén han, con thuc hién ké hoach gop phan quan trong
dé hoan thanh muc tiéu chién luoc da dé ra. Hai cong tac nay
c¢6 nhidu nét twong dong vé quy trinh xdy dung, nhu phan
tich méi truong, hé thdng cac bo phan cau thanh (chang han
¢6 chién luge marketing thi ciing c6 ké hoach marketing...).
Chtng chi khéac nhau vé thoi gian thuc hién, pham vi tac
dong va phuong phap xay dung. Chinh vi thé, c6 thé ké thira
mot sb ndi dung trong mo hinh chién Iugc nhu quy trinh
xay dung, cac by phan cAu thanh... dé xay dung mo hinh ké
hoach cta cac doanh nghiép.

Mb hinh quan tri chién lugc cta Fred R. David (hinh 1)
cung cip phuong phép tiép can trong viéc thiét 1ap, thyc thi
va danh gia chién lugc. M6 hinh ciing thé hién mdi quan
hé giita cac budc cong viée trong qué trinh quan tri chién
luge [3]. Vi thé, tir mo hinh quan tri chién lugc cua Fred
R. David, c¢6 thé ké thira vé phuong phép tiép can, quy trinh
xay dung, thuc hién va kiém tra, danh gia cong tac ké hoach
ctia doanh nghiép ndi chung va doanh nghiép khai thac than
thudc Vinacomin néi riéng.
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Hinh 1. M6 hinh quan tri chién lugc ctia Fred R. David.

Mo hinh Business Model Canvas (BMC): BMC la cach
thé hién thong tin vé cac nhén t6 diu vao tao nén chudi gia
tri cia mot doanh nghiép. M6 hinh st dung 9 nhan td tru
ot tao nén to chuc ciia mot doanh nghiép, bao gém: ddi tac
chinh, hoat dong kinh doanh chinh, ngu@)n luc chinh, gia tri
thang du, quan hé khach hang, kénh thong tin va phan phdi,
phan khuc khach hang, co cAu chi phi va dong doanh thu
(hinh 2) [4]. M6 hinh nay duoc su dung rong rai trong hoach
dinh d6i v6i mot doanh nghiép méi ciing nhu cac doanh
nghiép da hoat dong lau nam. N6 la can cit quan trong dé
trién khai xay dung va phdi hop cac bo phan trong hé thong
ké hoach ctia doanh nghiép, ciing nhu trién khai va phdi hop
cac hoat dong co ban cua mdt doanh nghiép. M6 hinh BMC
la can ctr quan trong dé tir d6 x4c dinh dugc cac bd phan clu
thanh nén hé théng ké hoach cua doanh nghiép va vi tri cua
chung, do d6 c6 thé dugc sir dung 1am can cir dé xay dung
mo hinh ké hoach ciia doanh nghiép.
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Hinh 2. M6 hinh Business Model Canvas.

Ddc trung kinh doanh, qudn ly ciia cdac doanh nghiép
khai thdc than anh hwéng dén vige xdy dung mé hinh ké
hoach kinh doanh

Viéc thyc hién cong tac ké hoach phu thudc nhiéu vao
dic diém san xuét kinh doanh ctia doanh nghiép [5]. Chinh
vi véy, dé c6 can clr xdy dung mo hinh ké hoach kinh doanh
ctia doanh nghiép khai thac than thudc Vinacomin, can phai
nghién ctru cac ddc diém vé san xuét, kinh doanh va t6 chirc
quan 1y cua cac doanh nghiép nay. Mot s§ dic trung san
xudt, kinh doanh va quan 1y ctia cac doanh nghiép khai thac
than can luu y:

- Xét vé ban chiat kinh doanh, cac doanh nghiép khai thac
than thudc Vinacomin thuc chit 1a cac doanh nghiép cung
cép dich vu khai thac than. Moi hoat dong tir san lugng khai
thac, san lugng tiéu thy, dau mbi tiéu thu, nha cung Ung cac
vat tu chu yéu... déu thuc hién theo su chi dao théng nhét
cua Vinacomin.

- Xét vé goc do chién luoc, toan bo Vinacomin 1a mot
doanh nghi¢p, con mdi doanh nghi€p thudc Vinacomin,
trong do6 c6 cac doanh nghiép khai thac la nhiing don vi kinh
doanh chién lugc. Theo do, viée xay dung chién luge duoc
thuc hién thong nhat boi Vinacomin. Cac doanh nghiép
thudc Vinacomin vé co ban khong thuc hién viéc xay dung
chién luoc ma chi xay dung cac ké hoach kinh doanh trén
co s& chién luoc va ké hoach chung cua Vinacomin. Cy thé,
hang nim trén co s& cac ngudn lyc c6 thé huy dong cua cac
doanh nghiép khai thac than nhu tai nguyén, nhan luc, tai
chinh, thiét bi... cac doanh nghiép nay xay dung cac chi
tiéu kinh té - k§ thuat chu yéu trinh Tap doan phé duyét.
Khi dugc phé duyét, hai bén (Tép doan va doanh nghiép) sé
ky két hop dong phdi hop kinh doanh. Trén co s¢ hop dong
phéi hop kinh doanh nay, cic doanh nghiép s& thuc hién
viéc xay dung cac ké hoach chuc nang va trién khai thuc
hién muc tiéu, nhiém vu nim ké hoach di dé ra. Vinacomin
s€ quan ly cac doanh nghi¢p truc thudc thong qua cac chi
tiéu trong hop dong phdi hop kinh doanh. Viée diéu chinh
céc chi tiéu trong ban hop dong d6 (khi c6 nhiing bién dong
vé tinh hinh san xuét kinh doanh do cic nguyén nhan khach
quan) cling chi dugc thuc hién khi c6 sy phé duyét cua
Vinacomin.
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- Cac doanh nghiép khai thac than thuc hién cong tac
ké hoach tuong ddi bai ban. Hé thong ké hoach kinh doanh
hang nam dugc thuc hién dua trén céc can ctr khoa hoc. H¢
thong ké hoach nay bao gdm ké hoach kinh doanh (thuc
chat chinh 14 cac chi tiéu trong ban hop dong phdi hop kinh
doanh) va cac ké hoach chirc ning bao tram twong dbi diy
dua céc chie nang hoat dong cua doanh nghi¢p nhu nhan luc,
tai chinh, vat tu, huy dong tai nguyén, huy dong thiét bi,
khéu hao, chi phi - gi4 thanh. ..

Nhitng dic trung ndy 1a nhitng cin cir quan trong dé xay
dyng m6 hinh ké hoach kinh doanh phu hop véi cac doanh
nghiép khai thac than thu¢c Vinacomin.

Két qua va thio luan

Trén co so nhitng phan tich ¢ trén, chiing t6i d& xuit mo
hinh ké hoach kinh doanh phu hop véi cac doanh nghiép
khai thac than cua Vinacomin (hinh 3).

M6 hinh ké thira quy trinh thyuc hién chién lugc trong mo
hinh quan tri chién luoc cua Fred R. David; ké thira cac bd
phan ciu thanh hé thong hoach dinh trong mé hinh quén trj
chién lwge cua Fred R. David va md hinh Business Model
Canvas, trén co s¢ phan dnh nhimng dic trung san xuét kinh
doanh va quan ly cua doanh nghiép khai thac than thude
Vinacomin anh huéng dén cong tac ké hoach ctia cac doanh
nghi¢p nay.

Theo md hinh trén, xudt phat tir chién luge chung cua
Vinacomin, cadc doanh nghiép khai thac than xay dung cac
muc tiéu va ké hoach dai han ctia minh. Trén co s& muc
tiéu, ké hoach dai han va két qua phan tich méi truong
(bao gdm mai trudng bén trong va mdi trudong bén ngoai
doanh nghi¢p), doanh nghiép hoach dinh ra muc tiéu cho
nim ké hoach. Cung vdi cac can ctr khac nhu hé théng dinh
mirc, cac ngudn luyc (tai nguyén, con ngudi...) cb thé huy
dong duoc, doanh nghiép xiy dung ké hoach kinh doanh
(thong qua cac chi tiéu kinh té - k§ thuat chu yéu) dé trinh
Vinacomin duyét. Khi da dugc phé duyét, doanh nghiép tién
hanh xdy dung cac ké hoach chirc nang nhu ké hoach huy
dong tai nguyén, ké hoach huy dong thiét bi, ké hoach vat
tu, ké hoach nhan luc, ké hoach tai chinh, ké hoach chi phi
- gia thanh...

Theo mo hinh chung cta cong tac hoach dinh (m6 hinh
quan tri chién luoc cua Fred R. David 12 mot vi du), mo
hinh cong tac ké hoach cta doanh nghiép ciing can duoc
chia thanh ba giai doan 1a giai doan xay dung, giai doan t&
chirc thyc hién va giai doan danh gia, diéu chinh dé dam
bao tinh ddng bo. Khi di hoan thanh xay dung hé thng
ké hoach, diu nam thuc hién, doanh nghiép tién hanh phan
bd nguén luc va trién khai thuc hién t6 chtrc san xuét kinh
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Hinh 3. M6 hinh k& hoach kinh doanh phu hgp véi cac doanh nghiép khai thac than thugc Vinacomin.

doanh theo ké hoach da dé ra. Thm‘mg ky (hang thz’mg, quy),
doanh nghiép tién hanh viéc thong ké do luorng két qua hoat
dong (san lu0’ng san xudt, tiéu thu; quy tién luorng, vat tur
tiéu hao...). Két qua thyuc hién nay s& dugc dbi chiéu véi sd
lidu ké hoach dé phat hién cac sai léch. Hoat dong ké hoach
can co su lién két chat ché véi viée phan tich hoat dong kinh
doanh dé tién hanh phan tich két qua thyc hién, tir d6 c6 giai
phap dong bo phat huy cac diém manh va khic phuc diém
yeu.

Mo hinh ké hoach duoc dé xuét trong hinh 3 bam sat vao
quy trinh xay dung va thuc hién ké hoach cua cac doanh
nghiép khai thac than thudc Vinacomin, c¢é tinh dén nhiing
dic trung, cin clr xdy dung va nhimg bd phan cdu thanh
hé théng ké hoach. Thyc hién theo mé hinh ké hoach kinh
doanh nay, doanh nghiép s€ c6 cai nhin toan dién, c6 hé
thong vé cong tac ké hoach ctia minh; c6 thé trién khai xay
dung, t6 chure thuc hién, kiém tra, diéu chinh cling nhu lién
két cac bo phan trong hé thdng ké hoach cua doanh nghiép,
dam bao hiéu qua ciia cong tac ké hoach.

Nghién ctru thyc hién viéc tim hiéu vé cong tac ké hoach
noéi chung, v nghia cua cong tac ké hoach doi véi doanh
nghi¢p ciing nhu sy can thiét phai xady dung mé hinh ké
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hoach trong cong tac ké hoach cua doanh nghiép. Trén co
sO Iyra chon hai m6 hinh 1y thuyét, phan tich dé chi ra nhiing
ndi dung co thé ké thira duoc tir hai m6 hinh do; phan tich
nhitng dic trung cta hoat dong kinh doanh, quan 1y cta cac
doanh nghiép khai thac than thugc Vinacomin anh hudng
dén cong tac ké hoach cua cac doanh nghiép nay, bai viét
dd dé xuat mo hinh ké hoach kinh doanh phu hop véi cac
doanh nghiép khai thac than thudc Vinacomin. M6 hinh sé
gitip thuc hién cong tac ké hoach ciia cac doanh nghiép nay
mot cach hi¢u qua hon.
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