BAI BAO KHOA HQC

KE HOACH SAN XUAT KINH DOANH CUA CONG TY QUAN LY
KHAI THAC CONG TRINH THUY LQI TRONG VAI TRO MOI
KHI THU'C THI LUAT THUY LOI

Nguyén Trung Diing" >

Tém tit: Mot ban ké hoach san xudt kinh doanh tot sé gép phan cho sw thanh céng ciia doanh
nghiép. Do co ché kinh té "bao cdp” hién nay trong nganh thity loi (cdp phdt von tryec tiép hay gidn
tiép, cap bit TLP, ...) nén KHSXKD nam ciia céng ty quan Iy khai thdc céng trinh thity loi chi mang
tinh ké khai tai chinh trén co so phdp 1y cho phép, dwoc UBND tinh phé duyét hang nam. Khi Ludt
Thty loi 2017 c6 hiéu liec thi sé c¢é nhiéu thay déi l6n trong nganh. Ban KHSXKD khi dé mang tinh
kinh doanh hon dé b dap chi phi quéan Iy khai thdc. N6 la céng cu, mau hinh phdn dau va dinh
hieéng cho moi hoat déng san xudt kinh doanh ciia céng ty. Trong bai dp dung phirong phdp phan
tich so sanh dé thcfy ro duoc tinh trang cua KHSXKD truoc va sau khi Ludt Thuy loi duoc thyc thi.

Tir khoa: Ké hoach san xuét kinh doanh, Luat Thuy loi, céng ty QLKT CTTL.

1. PAT VAN PE

Ban ké hoach san xuét kinh doanh (sau day
KHSXKD) cua doanh nghiép dong vai trd quan
trong trong to chiic va quan 1y moi hoat dong
san xudt kinh doanh cta doanh nghiép trong
mot hay nhiéu nam (thudng 3-5 ndm). N6 mo ta
nhitng du dinh ctia doanh nghiép trong san xuat
véi nhitng muyc tiéu dit ra, chién lugc da hoach
dinh, cdc didu kién khung va cdc giai phép.
KHSXKD dugc trinh bay thanh nhiing giai doan
khadc nhau khi thuc hién chién lugc phat trién
ctia doanh nghiép. Vi du dién hinh 12 KHSXKD
cua doanh nghi€ép méi thanh 1dp hodc khi san
Xudt san pham méi hodc dp dung bién phép tai
co cau. Trong nhitng truong hop nay, KHSXKD
¢6 nhitng chtrc ning khic nhau nhu: kiém tra
tinh kha thi cua dy 4n, dam phan vdi cac ddi tac
tai chinh va hop tic tiém nang, 1én ké hoach va
kiém tra cdc dy 4n cta doanh nghiép thong qua
viéc so sanh gitra ké hoach va thuc té. Mot ban
KHSXKD tét bao gom cdc phan sau: tém tit noi
dung chinh cua ban ké hoach, m6 ta cic san

! Khoa Kinh té va Qudn 1y, Triweong Pai hoc Thity Loi.
2 Péi tw van PIC thuéc dw dn VIAIP (Cai thién nong
nghiép co tuoi ciia WB7).
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pham hogc/va dich vu cung cip, gidi thidu cong
tdic quan ly, phan tich tinh hinh thi truong va
canh tranh, gidi thiéu so lugc vé nhan vién va to
chirc, md ta cdc bude thuc hién, thao ludn vé co
hoi va rui ro, ké hoach tai chinh va nhu ciu vé
vén ciing nhu nhitng phuong 4n vay von khéc
nhau. Nhimng yéu cau co ban cia KHSXKD phai
thé hién mé hinh kinh doanh ciia doanh nghiép
da chon (Hinh 1), trong d6 phai thé hién tinh
hiéu qua va dong bo, "vira tham vong vira kha
thi","két hop muc tiéu chién lugc véi muc tiéu
tinh thé", két hop ding dan cdc loai loi ich kinh
té trong doanh nghiép ké ca loi ich xa hoi. Céc
ban KHSXKD thi khic nhau phu thudc vao
nhitng diéu kién va hoan canh nhu: (1) thé ché,
(2) Iinh vuc/nganh nghé hoat dong, (3) san
pham va/hay dich vu thudc khdi cong ich hay tu
nhan, (4) ngudn goc cua tai nguyén dau vao (tir
tai nguyén thién nhién thd cho dén san pham do
dang cua don vi khdac cung ung). Cung trong
linh vuc tai nguyén nudc, ban KHSXKD cua
mot cong ty cap nudc db thi khic véi clia cong
ty quan ly khai thac cong trinh thuy 1¢i (sau day
QLKT CTTL) phuc vu chi yéu néng nghiép.
Toém lai phai coi KHSXKD la mdt cong cy, thé
hién mau hinh can dat duoc va dinh hudng hoat
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dong; ban KHSXKD phai bach héa su hgp tac
va cOng tdc Vi cdc ddi tdc, cudi cling phai coi
KHSXKD la cong cu can thiét trong cong viéc
hang ngay. Trong bai nay dya vao nhiing khao
sat va nghién ctru & 5 cong ty QLKT CTTL
thugc duy an VIAIP (cai thién nong nghiép co
tudi cia WB7), tic gia dua ra mot sb y kién dé
cadi thien KHSXKD ¢ cong ty QLKT CTTL
cling nhu théo luan nhimg thay ddi co ban cua
ban ké hoach nay khi Luat Thuy lgi c6 hi¢u luc.
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Hinh 1. M6 hinh sdn xudt
kinh doanh cua doanh nghiép

2. KE HOACH SAN XUAT KINH
DOANH O CONG TY QLKT CTTL

2.1. Co sé phap ly quy dinh 1ap KHSXKD

Trong Luat doanh nghi¢p 2014 cé quy dinh
tai Piéu 91, Khoan 2 va Piém c) vé Hoi dong
thanh vién c6 cdc quyén va nghia vu quyér dinh
ké hoach san xudt kinh doanh hdng nam, chu
truong phat trién thi truorng, tiép th1 va cong
ngh¢ cua cong ty. Tal Diéu 108 yeu ciu cong bo
théng tin dinh ky, gdm: myc tiéu tong quat va cu
thé, cac chi tieu cua KHSXKD nam va bao cao
danh gid vé két qua thuc hién KHSXKD nim va
3 nam gan nhét tinh dén nim bdo cdo.

Chiéu theo Nghi dinh 130/2013/ND-CP vé
san Xudt va cung ung san pham, dich vu cong

ich, tai Diéu 26 c6 quy dinh ndi dung giao ké

hogch: Can cur dac diém cua cdc san pham, dich
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vu cong ich, co quan giao ké hoach quyét dinh
giao cho cong ty trach nhiém hitu han mgt thanh
vién do Nha nudc lam chu sé& hiru thuc hién
nhiém vu cong ich theo céc chi ti€u chu yéu sau:
(1) K& hoach san xuat, cung ung san phém, dich
vu cong ich (t€n san phém, dich vu cong ich; sb
lugng, khéi lwong; chét luong va quy céch; thoi
gian hoan thanh; s§ lugng, khdi luong san
phém, dich vu duoc trg cép); (2) Ké hoach tai
chinh: a) Doanh thu, chi phi, l¢gi nhuéan tir hoat
dong san xudt va cung ung san pham, dich vu
cong ich; b) S6 phi thu dugc (hodc sb phi duogc
dé lai), chénh léch gitra s6 phi thu dugc (hodc sb
phi duogc dé lai) v6i chi phi dbi voi cong ty trich
nhi€m htru han mot thanh vién do Nha nudc lam
chu s& hitu thyc hién nhiém vy coéng ich tu
ngudn thu phi; ¢) Céc khoan ndp ngin sich nha
nudc theo quy dinh hién hanh; d) Chi phi hop ly
san Xudt va cung ung san pham, dich vu cong
ich; d) Muc trg cap dbi v6i san pham, dich vu
cong ich ¢ gi tiéu thu thap hon chi phi hop 1y.
Truong hgp doanh nghié€p khdng du lgi nhuan
dé trich quy khen thuong va phic loi theo quy
dinh thi muc tro cép dbi voi san phém, dich vu
cong ich bao gom sb tién Nha nudc tro cip dé
trich 2 quy nay.

Trong Nghi dinh 81/2015/NB-CP vé céng bo
thong tin cua doanh nghiép nha nuwoc c6 quy
dinh chi tiét tai Diéu 10 va Khoan 1 vé céc
thong tin phai cong bd dinh ky nhu: (a) Chién
luge phit trién cua doanh nghiép; (b) KHSXKD
va dau tu phat trién nam (05) nim cia doanh
nghiép; (c) KHSXKD va dau tu phat trién hang
nam ctia doanh nghiép; (d) Bdo cdo danh gia vé
két qua thyc hién KHSXKD hang nim va ba
(03) nam gﬁn nhét tinh dén ndm bdo céo;

Ngoai ra khi lap KHSXKD va giam sét viéc
thuc hién Kké hoach phai tuan thu theo cic co s&
phdp 1y nhu Luat gia 2012, Luat ké toan 2015,
Luét lao dong 2017, Luét théng ké 2015, Luat
dau tu 2014, Luat quan ly, sir dung vén nha
nude dau tu vao san xuét, kinh doanh tai doanh
nghiép 2014, Nghi dinh 91/2015/ND-CP vé dau
tu von nha nudc vao doanh nghiép va quan 1y,
sir dung von, tai san tai doanh nghiép va nhiéu
co s& phép 1y khac.
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2.2. Thye té xay dung KHSXKD nim

Xay dung KHSXKD nam: Hang nam céc cong
ty QLKT CTTL c6 1ap ké hoach tai chinh, chir
khong phai san xuat, kinh doanh nhu KHSXKD
thong thuong. Ké hoach tai chinh dugc xiy dung
theo cdc quy dinh cua nha nudc. Cong ty tap
trung xay dyng ban ké hoach tir thang 10-12, sau
dé dugc UBND tinh duyét vao thang 2-4 nam
sau. Do hién nay ban ké hoach mang tinh "ké
tinh tai chinh" dé Chi cuc Thuy loi va So Tai
chinh thim dinh, sau d6 dugc UBND tinh duyét
chinh thirc. Pay 12 co so phép 1y dé nha nudc cip
kinh phi theo cic quy dinh cta nha nudc cling
nhu han mirc st dung dién nang,... Nhu trong
Hinh 2 phan bén trdi, két qua déng gép cho ké
hoach nam cua céc phong ban nhu phong KH thi
1én ké hoach vé dién tich tudi tiéu va cung cip
dich vy, phong TCHC tinh todn nhan cong lao
dong, tién luong va thuong, phong KTCT 1én ké
hoach stra chita va nang cp cong trinh, ... Trong
qué trinh 1én ké hoach thanh phan thi can c6 su
phdi hop chit ché giita cdc phong, vi du khi 1én
ké hoach dién tich tuéi thi can tham van y kién

cua phong KTCT, phong QLN&CT. Tuong tu
vy, khi 1én ké hoach dién ning thi phong
QLN&CT (phu trich chinh) can c¢6 nhiing théng
tin can thiét ctia phong KH, phong QLN&CT, ...
Khi xay dyng KHSXKD nim déu dya trén céc
dinh muc kinh té - ky thuat ma dugc nha nudc
ban hanh va tinh duyét, quy dinh vé luong
thudng cho nguoi lao dong, nhiéu vian ban phap
ly khéc. Hién nay khi cong ty QLKT CTTL con
hoat dong trén co s& bao cap/trg cap vdi co ché
"xin-cho" nén chua c6 phong Marketing &
cham séc khach hang va phong quan ly tai san
va hé thong quan 1y thong tin (MIS). Trong qué
trinh khao sit ¢ cdc cong ty cho thiy ban ké
hoach mang tinh liét k& chi phi cic loai dé
UBND tinh phé duyét. N6 1a can ct phap ly dé
cép phat va bo sung von cho hoat dong ctia cong
ty. Mac du trong ban KHSXKD cé nhiing chi
tiéu danh gid (nhu doanh thu, lgi nhuén, khiach
hang), song khong dé ra bién phap kinh doanh
dé tang doanh thu trong khudén khd cho phép
(xem 8 vong tron ¢ Hinh 1). Nén c6 thé néi 1a
ban ké hoach khong mang "tinh kinh doanh".

Phong ké hoach (KH)
Dién tich tudi tiéu

b

Dua vao KH dai han
{3-5 nam) d3 l&p

wé dich wu

Phang Quan Iy nwée
—{ edng trinh (QLNECT]) |

!
Bién néng tiéu thy

A\

Céng ty téng hop &
ra soat ban KHSXKD nam

l

Trinh duyét KHSXKD ném

Phong ki thuit
cdng trinh (KTCT) [
Stva chiva, ndng cép

K& heach san xuit
kinh doanh nam J’

{céc =& thdm dinh, UBND tinh duyét)

Phong T& chire
hanh chinh (TCHC])
Lao ddng & tién leong

L=

Phéng du an (DA]
Chi phi x&y dirng

Phéng tai vu (TV)
Chi phi

I Thure hién k& hoach I

L1

Hang quy hay sau mdi wu hop
ra soat {so sanh gilka KH - thuc t€)
phét hign virdng méc,
& ra hign phap khic phuc

y

______________________

54 ligu thire hign lam
co sa cho KH ndm tiép

_____ Téng két nadm

______________________

Hinh 2. Xdy dung va thue hien KHSXKD nam (luu y: 6 mau do la phong Marketing & cham séc
khdch hang, quan Iy tai san, MIS, GIS la gia dinh trong twong lai khi cong ty hoat dong thuc sy
trong thi truong nudéc; dwong dirt nét la cung cdp sé liéu dau vao can thiét cho ban ké hoach)
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Gidam sat viéc thuc hién KHSXKD nam:
Hang nam c6ng ty thudng t6 chirc nhiéu 1an hop
dé ra sodt viéc thuc hién ké hoach nam va phat
hién kh6 khan vudéng mic, vi du nhu viéc gidi
ngan, di¢n tich tudi ti€u, luong dién ndng va
nhién liéu da sur dung, ... Thoi gian hop vi du ¢
Ha Noi ¢6 t6 chirc 2 cude hop vao cudi mdi vu
tuoi (thang 6 va 11), 6 Ha Tinh ¢6 4-6 cuge hop
vao cudi mdi quy, r1eng trong quy 3 va 4 thi
phai ra sodt va can dbi theo thang dé kip thoi
giai quyét cdc khé khin vudng mic trong quéi
trinh thyc hién ké hoach. Nhiing phong ban
tham gia trong qué trinh ra soat nhu phong KH,
QLN&CT, TCHC, KTCT va TV. Viéc hoat
dong cua cong ty QLKT CTTL gin lién vé6i khi
hau thoi tiét nén ludn c6 nhirng bién dong trong
san xuat va tang chi phi dot bién. Trong nhiéu
truong hop cong ty phai xin vén bd sung nhu
tang von do chi phi dién ning ting qud muc,
von cho khéc phuc thién tai, ...

2.3. Thi diém xay dung KHSXKD 5 nim &
cong ty thugc du an VIAIP-WB7

Trong quéd trinh xdy dung Huéng dan lap
KHSXKD cho cdc cong ty QLKT CTTL thudc
du an VIAIP cuaa WB7 thi c6 tham khao cac tai
liéu chuan vé 1ap KHSXKD cho doanh nghiép
néi chung, nhitng mau KHSXKD cia Ngin
hang thé giéi d& xuat cho chau Phi, cia TIA
Irrigation Team ban hanh (Alexandra &
Associates, 2014). Ngoai ra con tham khao gidn
tiép KHSXKD cua mot sb cong ty cap thodt
nudc do thi va tudi cho néng nghi¢p ¢ DPuc

thong qua céc bdo cdo tai chinh ndm (KHSXKD
cua cic doanh nghiép thuong dugc gilt "bi mat"
nén khé tham khao). O trong nudc c6 tham khao
KHSXKD cua cong ty QLKT CTTL Quang Tri
duogc 1ap trong khuén kh6 mét du 4n cua ADB.
Di nhién nhitng ban KHSXKD cua cdc nudc
dang phat trlen con & dang "liét k&" chi phi va
nhén cong can thiét dé thuc hi€én nhiém vu, chu
khong mang tinh chat kinh doanh. Mic dii trong
tai liéu cia WB (2007) c6 yéu cau ban ké hoach
phai thé hién phuong thirc thyc hién hiéu qua,
cai thién chét luong dau tu va cong tic quan ly
phai sang tao va tri tué. Trong khudn kho du 4n
thi KHSXKD 5 ndm 2016-2020 va KHSXKD
nam 2016 va 2017 da duoc thir nghiém ¢ mot sb
cong ty.

3. KE HOACH SAN XUAT KINH
DOANH CUA CONG TY QLKT CTTL
TRONG VAI TRO MOI KHI LUAT THUY
LOI CO HIEU LUC

Khi Luat Thuy lgi thuc thi thi cdc cong ty
QLKT CTTL phai xdy dung cho minh mot mo
hinh kinh doanh muc tiéu can dat dugc, it nhiéu
twong ty Hinh 1. bé phuc vu cho muc tiéu d6
cong ty phai xdy dung cho minh mot ké hoach
dai han (3-5 nam) va ké hoach thuc hién hang
nam. Ban ké hoach dé c6 ndi dung kinh doanh
thuyc sy va thé hién chién luoc phat trién cua
cong ty. Trong Bang 1 tic gla c6 nhiing phan
tich co ban va c6 dong nhat vé hién trang cua
KHSXKD va nhitng kich ban khi ¢6 Luat Thuy
loi duogc thuc thi.

Bing 1. So sanh va danh gia viéc 1ap ké hoach sin xuét kinh doanh ciia cong ty
truéc thoi diém buédc sang giai doan moi

Buwoc Truwéc (hién nay)

Sau (khi Luat thiy loi ¢6 hiéu luc)

Co so
phap

s

ly

Luat doanh nghi€p 2014, Luat Ké todn
2015, Luat Thong ké 2015, Luat Pau tu
2014, Luat quan ly sir dyng v6n nha nudc
dau tu vao san xuat, kinh doanh tai doanh
nghlep 2014, Nghi dinh 130/2013/ND-CP
vé san xuét va cung tng san pham, dich vu
cong ich, Nghi dinh 81/2015/ND-CP vé
cong bd thong tin ctia doanh nghiép nha
nude, Nghi dinh 91/2015/ND-CP vé dau tu
v6n nha nudc vao doanh nghiép va quin
ly, st dung vén, tai san tai doanh nghiép,

Nhu bén canh, thém Luat Thuy loi

Yéu cdu: can diéu chinh va b sung co s
phdp 1y hién hanh nham ting cudng tinh ti
chu cua doanh nghiép trong linh vuc tai
nguyén nugc
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Muc
tiéu
hoat
dong

- Khong co mo hinh kinh doanh. Cong ty
hoan thanh nhi€ém vu dugc giao véi lugng
kinh phi dugc cdp hang nim theo quy
dinh.

- Moi hoat dong san xuat phai tudn thu
theo dinh muc kinh t& - ky thuat dugc
duyét. Pinh mirc 1a co s¢ dé xin cip tur
ngan sdch va hach toian

- Cong ty tuw xdy dung mo hinh kinh doanh
cua minh: bén canh nhiém vu trong tam
dugc giao thi phai tim cdc ngudn thu bd
sung tur vi€c cung cép cdc dich vu dé hoat
dong cua cong ty dugc bén vimng.

- Pinh muc kinh té - k¥ thuat dugc duyét
khéng con chi tiét, dugc coi 1a gidi han
trén dé cong ty hoat dong. Pinh muc chi
tao khung cho hoat dong ctia cong ty, trong
truong hop nhat dinh 13 co so xin hd tro
cua nha nudc

B1

Pé ra cdc gidi phdp kinh té, ky thudt, cong
nghé, nhan cong lao dong dwoc riit ra tir
chién luoc dai han cua cong ty

Trdch nhiém: phdi hop tit ca cic phong
ban

Noi dung: céac giai phap trong gioi han

Yéu cau: tinh thyc thi thap

Pé ra cdc gidai phdp kinh té, ky thudt, cong
nghé, nhdn cong lao dong, marketing &
CSKH, quan hé cong chiing ... duoc riit ra
tir chién lwoc dai han cua cong ty

Trdch nhiém: phdi hop tit ca cdc phong
ban

Néi dung: céc giai phap cé thé mang tinh
sdng tao cao

Yéu cdu: tinh thyc thi cao

B21
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Khong phai xdy dung gid ma dp dung NP
67/2012/ND-CP

- Nong nghiép: Mt cap b TLP theo quy
dinh hién hanh

- Mite thay loi phi d4p dung d6i véi san xudt
mudi

- Mirc thu tién nuéc dbi véi to chic, cd
nhan st dung nudc hoac lam dich vy tu
cong trinh thuy loi dé phuc vu cho cac muc
dich khong phai san xut luong thyc

Trdach nhiém: khong

Noi dung: khong

Yéu cau: khdng

Xdc dinh dién tich tuoi tiéu & dich vu TL;
tinh todn tong doanh thu
Trdach nhiém: phong KH

Noi dung: thong k& dién tich tudi ti€u cua
nam trude va du bdo trong nam tdi
Yéu cau: khdng

Xay dwng phwong dn gid san pham, dich
vu cho céc ho/dbi tugng st dung nudc khic
nhau theo Diéu 34 cua Luéat Thuay loi
(nguyén tic va can cir dinh gid san pham,
dich vy thuy loi)

Trdch nhiém: phdi hop cua cdc phong, chii
yéu phong TV, KH, QLN&CT, ...

Noi dung: giai phap ha gia thanh va gia, gia
0 muc chép nhén dugc (phu thudc vao
khung gid quy dinh cho ndéng nghiép).
Trinh duyét phuvong 4n gid cho UBND tinh
Yéu cau: chi phi quan 1y, van hanh, bao tri,
chi phi khdu hao, chi phi thyc té hop 1y
khéc va lgi nhuan phu hop v&i mat béng thi
truong 12 co s6 tinh gid san pham, dich vu
(theo nguyén tic bu ddp chi phi va "ngudi
gy 6 nhiém tra ")

Xdc dinh 56 luong san phcfm & dich vu TL;
tinh todn tong doanh thu

Trdach nhiém: phong KH, QLN&CT,
Marketing & CSKH

Noi dung: ké hoach tudi tiéu hiéu qua +
kha ning khai théc thém khach hang tiém
nang va ngudn tai nguyén

Yéu cdu: Khai thac hét kha ning cong suat
clia cong trinh, kha ning cung cap cta ngudn
nudc, mé rong & cham séc khach hang
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Tinh doanh thu nam
Duwa vao co so tinh o B2.1vaB2.2

Xdc dinh nhu cau siea chita thuong xuyén
Trdch nhiém: phong KTCT, QLN&CT, KH
Néi dung: nhu cau dya vao ngudn cap bu
TLP ma cong ty sau khi can ddi véi céc
khoan chi khic c6 thé sir dung cho muc
dich nay

Yéu cau: khong dé quy SCTX anh hudng
dén cdc quy khéc trong cong ty

Xdc dinh nhu cau siea chita thuong xuyén
Trdach nhiém: nhu bén

Noi dung: nhu cu dua vao thuc té, song c6
xét dén mirc d6 wu tién va cap thiét (khi
nguén vén SCTX c6 han) + ké hoach
SCTX, dinh ky & 16n

Yéu cau: phai dam bao gin gitr hé thong
cong trinh hoat dong diing cong suat

Xdc dinh chi phi sita chita thuwong xuyén
Trdach nhiém: phong KH, KTCT, QLN&CT
vaTV

Noi dung: co so tinh 1a dinh mic KTKT
chung ban hanh

Xdc dinh chi phi sita chita thuong xuyén
Trdch nhiém: nhu bén

Noi dung: co s& tinh 1a dinh mic ndi b
(c6 chi y dén dinh muc chung), tinh
phuong dn thué mudén va chuyén giao cho
céc don vi khac ma cé chi phi ré hon

B 4.1

Xdc dinh nhu cau sira chita lén va dé ra dw
dn dau tie bo sung/dau tw moi

Trdch nhiém: phong KTCT, QLN&CT, TV
Noi dung: nhu cau theo yéu cu thuc té,
dap ung nhu cu phu thuc vao von hd tro
cua nha nudc

Xdc dinh nhu cau sira chita lon va dé ra dw
dn dau tie bo sung/dau tw moi

Trdch nhiém: phong KTCT, QLN&CT, TV
Noi dung: nhu cau theo yéu cau thuc té c6
mo rong, dap Gmg nhu cau phy thudc vao
vbn hd tro cua nha nudc va von tu c6 cia

Xdc dinh chi phi swa chita lon, dau tr bo
sung, dau tw moi

Trdach nhiém: phong KTCT, QLN&CT, TV
Co so tinh: dinh mic KTKT chung ban
hanh

Yéu cau: dam bao stra chira 16n nhu c6 thé

Xdc dinh chi phi swa chita lon, dau tw bé
sung, ddu tw moi

Trdch nhiém: nhu bén

Co so tinh: dinh muc ndi bg (c6 chi y dén
dinh muc chung), tinh phuong 4an thué
muén bén ngodi va chuyén giao cho cic
don vi khéc c6 chi phi ré hon

Yéu cau: dam bao stra chita 16n theo diing
quy trinh quy pham

BS.1

T6 chire qudn Iy va cong tdc nhan sie
Trdach nhiém: phong TCHC (chinh) cling
céc phong ban trong cong ty

Néi dung: to chirc hop 1y trong ndi bd cong
ty, ché do tién luong & tién thuong ndi bo
(c6 chi y dén Luat lao dong va ché do
chinh sach, ..., bd tri lao dong hop 1y,
tuyén dung vacho thoi viéc, phuong 4n sir
dung lao dong thoi vu va thué mudn bén
ngoai, ...

Yéu cdu: khong

T6 chirc qudn Iy va cong tdc nhan sie
Trdach nhiém: phong TCHC (chinh) cling
céc phong ban trong cong ty

Noi dung: nhu bén + nhung & muc d9 cao
hon

Yéu cau: t6 chiic va quéan ly hi¢u qua, tinh
gian CBCNV ¢ muc cao nhat d¢ nang cao
mirc lvong va thudng cd nhan hang nam
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Céng tdc dinh mirc kinh té - ky thudt

Trach nhiem: phong TCHC (chinh),
KTCT, QLN&CT

Noi dung: dinh mic KTKT noi by, song
van phai tudn thii nghiém dinh mirc chi tiét
chung cua cac bo ban hanh va UBND tinh
phé duyét

Yéu cau: khdng

Céng tdc dinh mikc kinh té - ky thudt
Trdach nhiém: nhu bén

Noi dung: xay dung va cédp nhét dinh muc
KTKT ndi bd (¢é chii ¥ & mike nhat dinh
dinh muc chung cia b0 NN&PTNT, bd
xay dung, khéc ban hanh)

Yéu cau: dinh muc st thuc té& va khong
qud chi tiét, hai hoa véi ngudi lao dong,
phuc vu chu yéu cho khodn cong vi¢c va
ning cao nang suét lao dong ciia cong ty

B 6.1

Xdc dinh chi pht lvong, thuong va cdc quy
khdc

Trdch nhiém: phong TV va TCHC

Noi dung: xac dinh chi phi luong, thudng
va cac quy theo quy dinh hi¢n hanh va trén
coso B 5.1

Yéu cdu: khong

Ké hoach tai chinh chung ciia toan céng ty
Téong hop két qua tinh todn ¢ cdc budc
B2.3, B3.2, B4.2va B 6.1

Nhu bén

B7

Xay dung ké hoach tudi tiéu va cung cdp DV
Trdch nhiém: phong KTCT, QLN&CT

Ngi dung: ké hoach tudi tiéu va cung cap
dich vu

Yéu cau: ddm bao dién tich tudi ti€u ma
cong trinh c6 thé dam bao

Xay dung ké hoach tudi tiéu va cung cdp DV
Trdch nhiém: phong KTCT, QLN&CT

Néi dung: ké hoach tudi tiéu va cung cap
dich vu, ké hoach vu tién va ddnh ddi trong
tudi tiéu khi khong du ngudn nudc cip
hodc khi cong trinh khéng hoat dong hodc
khi gid SPDV nudc khac nhau (uu tién cho
gia cao, thoi diém cﬁn)

Yéu cau: mo rong dién tich tudi tiéu nhu cé
thé va khai thac triét dé cdc kha ning cung
cﬁp dich vu

B8

Xay dung ké hoach tiéu thu dién nang va
nhién liéu

Trdch nhiém: phong KTCT, QLN&CT

Ngi dung: ké hoach tiéu thy dién niang va
nhién liéu dua vao dinh mirc kinh té - ky
thuat dugc duyét

Yéu cau: chi phi thap

Xay dung ké hoach tiéu thu dién nang va
nhién liéu

Trdch nhiém: phong KTCT, QLN&CT

Néi dung: ké hoach tiéu thu & tiét kiém
dién nang va nhién li¢u, ké hoach phuong
4n thay thé méc hao phi dién ning va
nhién liéu, tinh phuong 4n ty san xuat
dién dung ndi b9, tinh todn t6i wu trong
tiéu thu dién, ... Trong trudong hop déac biét
c¢6 thé dam phdn v6i nong dan dé tiét kiém
tudi qua chuyén do6i cdy trong, thoi vu,
thoi diém tudi, ...

Yéu cau: chi phi thap nhat
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B9

Ké hoach cung iimg vdt tuw thay thé (logistics)
Trdch nhiém: phong KTCT, QLN&CT

Noi dung: ké hoach vat tu thay thé (mua
sam va luu trir)

Yéu cau: ludn sin sang vat tu thay thé
trong moi tinh huong

Ké hoach cung 1img vdt tuw thay thé (logistics)
Trdach nhiém: phong KTCT, QLN&CT

Noi dung: ké hoach vat tu thay thé (mua
sam va luu trit) v6i ngudn cap uy tin (c6
chat luong va gid ca hop 1y), kinh té trong
logistics (tranh tich trit qud nhiéu vat tu
khong can thiét)

Yéu cau: ludn sin sang vat tu thay thé
trong moi tinh huéng

B 10

Ké hoach Marketing va CSKH
Trdch nhiém: khong

Noi dung: khong

Yéu cau: khdng

Ké hoach Marketing va CSKH

Trdach nhiém: phong Marketing & CSKH
(chinh), QLN&CT

Ngi dung: ké hoach Marketing va CSKH
Yéu cdu: ning cao sy hai 1ong cua khach
hang (cac ho st dung nudc)

B11

Ké hoach chuyén giao twéi IMT va ting
cwong ho tro té chire diing neée PIM
Trdach nhiém: phong KH, QLCT, QLN&CT
phdi hop vai chi cyc thiy loi va dia phuong
Noi dung: theo Thong tu 65/2009/TT-
BNNPTNT huéng dan to chirc hoat dong
va phan cdp quan ly, khai thic cong trinh
thity 1o, quy dinh citng trong chuyén giao,
chuyén giao bat hop 1y; hd trg duy ti &
phét trién t6 chiic ding nudc PIM

Yéu cau: ting cudng tham gia cua nguoi
dan trong quan 1y hé thong, giam chi phi
O&M va tiang hiéu qué cua hé thong

Ké hoach chuyén giao tudi IMT va ting
cwong ho tro té chire diing miede PIM
Trdach nhiém: phong KH, QLCT,
QLN&CT, Marketing & CSKH phdi hop
v6i chi cuc thuy 191 va dia phuong

Noi dung: quyét dinh trén co s& loi ich va
chi phi ctia viéc chuyén giao, nang cao tinh
linh hoat trong chuyén giao, hop Iy héa
trong chuyén giao cho xa; hd trg duy tri &
phét trién t6 chiic ding nudc PIM

Yéu cau: ting cudong tham gia cla nguoi
dan trong quan 1y hé thong, giam chi phi
O&M va ting hiéu qua ciia hé thong

B 12.1

Ké hoach hé tro phdt trién t6 chirc dung
nuoc PIM

Trdach nhiém: phong KH, QLCT, QLN&CT
phdi hop vai chi cyc thiy loi va dia phuong
Noi dung: theo Thong tu 65/2009 hudng
dan t6 chirc hoat dong va phan cip quan ly,
khai thic cong trinh thuy lgi => quy dinh
cung

Yéu cdu: khong

Ké hoach hé tro phdt trién té chire ding
nuoc PIM va khdch hang va quan hé cong
chiing

Trdch nhiém: nhu bén

Ngi dung: nhu bén + bai todn phan phdi loi
nhuan/ich va chi phi => quy dinh it cung
hon, linh hoat

Yéu cau: dan phai thay thé Thong tu 65/2009

Ké hoach vé hé thong quan 1y thong tin
MIS, GIS

Trdch nhiém: chua cé

No¢i dung: chua c6

Yéu cau: khong

Ké hoach vé hé théng quan 1y thong tin
MIS,GIS

Trdch nhiém: céc phong trong cong ty

Ngi dung: hoan thién hé thng thong tin
quan ly, mang thong tin ...

Yéu cau: Thong tin cap nhat theo nguyén
tac: nhap mot 1an, chinh xdc, khong tring
1ap va sir dung da muc dich
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B 13

Ké hoach phong chéng thién tai & bién doi
khi hau

Trdch nhiém: chua cé

Noi dung: chua c6

Yéu cau: khong

Ké hoach phong chéng thién tai & bién déi
khi hau

Trdch nhiém: phong KH, QLCT, QLN&CT
Néi dung: ké hoach phong chéng va khic
phuc thién tai & bién d6i khi hau

Yéu cdu: ké hoach chu dong véi chi phi
thap

Panh - Muc tiéu hoat dong: hoan thanh nhi€m vu

gia & chinh tri dugc giao

nhin - KHSXKD mang tinh hinh thirc hanh
xét  chinh, chu yéu quan tim dén KH tai chinh

chung dé xin cip phét vén cho nim téi va chi phi

dién nang

- Quan hé tuan e giita cic phong ban
trong cong ty trong qud trinh 1ap KHSXKD
dé hoan thanh ting doan viéc

- Ap dung phirong phdp ké tinh trong xiy
dung KHSXKD;

- Ap dung phuong phép phan tich sb liéu
da dat duoc cua nam trude dé phét hién
nhitng nguyén nhén thanh céng va that bai
ciing nhu d¢ ra giai phdp khic phuc.

- KHSXKD ho trg cho cong ty hoat déng

- Muyc tiéu hoat dong: nhu bén + ty chu
hon trong kinh doanh cho phép

- KHSXKD mang tinh kinh doanh thuc sy
khi thi truong nudc (hinh thac/phi hinh
thirc) hoat dong

- Quan hé dan chéo gitta cic phong ban
trong cong ty trong qué trinh 1ap KHSXKD
dé phat hién nhiing van d¢, dé ra cong cy,
giai phép, ...

- Ap dung nhiéu phwong phdp manh va
hién dai trong xdy dung KHSXKD nhu
MIS, GIS, SCADA va khic

- Nhu bén, song phuong phap phan tich
phai di manh, can c6 nghién ctru thuc sy

- KHSXKD hd trg cho hoat déng ctia cong

duy tri cam chimg

ty theo hudng tiér kiém, hiéu qua va bén
viing

4. KET LUAN VA KIEN NGHI

KHSXKD cua cong ty c6 thé dugc coi 1a mot
phéc thao co ban vé sy phét trién cua cong ty
can dat dugc cho dén nam ké hoach. Bai bdo da
phan tich sdu vé hién trang cia ban KHSXKD
nam cling nhu 3-5 nadm cua cong ty QLKT
CTTL, d chi ra nhitng yéu diém do co ché kinh
té con bao cip trong nganh tao ra lam cho ban
ké hoach "t ¢6 tinh kinh doanh", ma ning vé ké
tinh tai chinh dé dwoc cip bu TLP. Birc tranh
nay s& thay doi hoan toan khi Luat Thuy loi di
vao cudc song. Két qua 16n nhét ciia bai bdo 1a
ap dung phuong phép phan tich so sdnh gitra hai
truong hop trude va sau khi Luat Thay loi c6
hiéu luc, trong d6 gdm cé phong ban nao &
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trong cong ty c6 trdch nhiém, ndi dung va yéu
cau cy thé nao can trong xay dung KHSXKD.
KHSXKD trong thoi ky t6i s€ c6 mdt vai tro
quan trong trong moi hoat dong san xuét kinh
doanh cua cdng ty, déng gop cho sy thanh cong
chung cua nganh thuiy 1¢i trong giai doan méi.
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Abstract:
BUSINESS PLAN OF IRRIGATION MANAGEMENT COMPANY
IN NEW ROLE AS THE IRRIGATION LAW INTO FORCE

A good business plan will contribute to the success of a company. Due to the existing economic
mechanism of subsidized economy in irrigation area, the business plan of IMC is only a financial
statement on the legal basis and annually approved by PPC. When the Irrigation Law of 2017 put
into effective, there are a lot of changes in the irrigation sector. The business plan will be more on
business and practical; it is the relevant tool, mission statement and orientation for all the
productive and business activities of company. In this paper the existing situation of the business
plan is analysed and the scenarios afer enforcing the Irrigation Law of 2017 are presented.
Keywords: Business plan, Irrigation Law, IMC - Irrigation Management Company.
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