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POl M1 PHUONG THUC
TO CHUC QUAN LY
TRONG NGANH DIEN

1.NHUNG VAN BE CHUNG VE TO CHUC
QUAN LY TRONG NGANH BIEN

To chie quan Iy trong nganh
dién chinh 14 viée sap xép md hinh
quan Iy cac khau san xuat, tr uybn tai,
va phan phéi dién. Cédc quéc gia co
cach to chic quan ly san xudt kinh
doanh trong nganh dién khac nhau,
nhung khong nam ngoai 3 hinh thic
té chie sau day:

Hinh thae 1: Nha nude quan lﬁ'
tap trung hoan toan, moi thu chi va
l1ay 16 deu do nha nude chiu trach
nhiém. Cdc don vi, doanh nghiép
trong néi ho nganh dién hoan toan
thudce s¢ hitu nha nude va hach toan
tap trung. Kiéu mo hinh nay thuong
dp dung ddi véi cde nude e dac diém;
(1) nén kinh t& chua 6n dinh va chua
phat trlon, thuong can su chi phoi
manh cua nha nude, dac biét la
nhiing chinh sach bu chéo trong gia
dién, (2) chua ¢6 nhitng thanh phan
kinh t& ngoai nha nude ddu tu vao san
xuat kinh doanh dién.

Hinh thic 2: Nha nude van so
hitu va dje quyén quan ly cdc hoat
dong trong nganh dién luc, nhung
trong dé, cho phép mot s6 khau, mot
s5 doanh nghiép duge hach todn doc
lap. Theo kiéu mé hinh nay, ¢ hai
cap do:

-0 cap do thap, ¢6 thé chi cho
phép cdc doanh nghiép phu trg hach
toan doc lap, nhu xay lap dién, thidt
ké eong trinh dién,.. con lai nha nudc
van hach todn tap tr ung ba khau chu
yéu l4 san xudt, truyén tai va phan
phéi dign.

-0 cap d9 cao hon nia, ¢6 thé
phéat trién cée doanh nghiép trong
khau phan phai, truyén tai hach todn
dgc lap, nhung sé chiu su kiém soét
va chi phoi chat ché cua nha nuéc do
nha nude van con quan 1¥ khau san
xudt dién.

Kidu md hinh nay thuong ap
dung daoi vii cac nude co nhing dac
diém: (1) nén kinh t& tuong ddi on
dinh va dang phdt trién; (2) nén kinh
té van hanh theo co ché thi truong;
(3) nganh dién da bat dau c6 the tu
hach todn déc lap vdi qui mod Lloan
nL&mh va (4) su dau to cua cdc thanh
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phan kinh L& ngoai nha nude vao hoat
dong dién luc chua nhiéu, hodc chi ¢
giai doan khdi dong, nhat la trong cdc
khau chinh (san xuat, truyén tai,
phan phai).

Hinh thic 3: Cdc khau chinh
trong chu trinh san xuit, truyén tai,
phan phdi dién hoat dgng canh tranh
trén thi trudng ydién t do. Trong cach
t6 chife nay, sé ¢6 mot té chiie dimgra
diéu phoi cdc hoat déng dién lue dé
dam bao cho cdc hoat dong canh
tranh duge dién ra binh ding gita cde
doanh nghiep trong ting khau.

Té chic quan ly trong nganh
dién hUp ly sé lam cho nganh dién
phat trién, Ly do: (1) B6 1a bo khung
dé cé thé thue thi cde chién luge
chung cua ng‘anh dién; (2) Dinh
hudng va thic day cdc don vi Lhanh
vién trong nganh dién hudng vé muc
tiéu chung (3) Tao diéu kién budc cdc
don vi trong nganh hoat dong véi
hiéu qua cao; (4) Thic diy sy canh
tranh phan ddu gitia cdc don vi thanh
vién, nham thé hién vai tro cua minh
trong nén kinh t& qude dan. Chinh vi
the, trong quan Iy nganh dién, cac
quic gia ludn luén phai phan tich,
danh gla mé hinh td chide quan 1y
trong néi bé nganh, rit ra cac nhuge
diém, dé tir d6, tim ra cdc gidi phép
hoan thién phdo‘ng thc t6 chdc quan
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2. TO CHUC QUAN LY TRONG NGANH
BIEN VIET NAM HIEN NAY

Hién nay, té chdc quan 1y cde

‘'khau trong nganh dién Viét Nam cé

thé duge biéu thi bing mo hinh dugi
day:

Theo mé hinh trén, néu chi xét 3
khau san xudt kinh doanh chinh la
san xual dién, truyén tai dién va
phan phdi dién, thi khai hach todn
tap trung gém hai khau san xuat va
truyén tai dién (Téng Cong ty Dién
lue Viét Nam hach todn tat ca cdc chi
phi phat sinh ¢ hai khau nay, dua ra
miic don gid ban dién néi bo dé ban
cho cdc cong ty dién luc). Cdce cong ty
dién luc hach toan doc lap, phdi mua
dién cua Tong Cong ty va bdn lai cho
timg khach hang dung dién. Nhiing
méat tdn tai tit mé hinh quan 1y trong
nganh dién nhu trén nhu sau :

Mot 1a, cdc khau san xudt va
truyén tai dién la hai khau quan
trong, c6 chi phi rat 1én trong nganh
dién. Vi thé, néu to chic hach toan
tap trung tai Tong Cong ty thi khong
thé khuyén khich ching tiét kiém chi
phi trong san xudt kinh doanh. Nhu
vay, c6 thé khau phan phéi sé phai
ganh nhiing chi phi bat hgp 1y cho hai
khau nay.

Hai la, do hién nay, Téng Cong
ty Pién lue Viet Nam chua dinh lugng
duge chinh xac chi phi phan phdi can
thiét cua mai cong tv dién lue (vi ¢6
dac diém khac nhau vé dia ban phue
vu khdch hang, mét dé khéach hang,
dia ban gquan ly ludi dién, pham vi
phu rong cua hé thong luéi dign,.)
nén Téng Cong ty phai giao cac chi
tiéu chat ché cho cédc eong ty dién luc.
Thue té& 1a hién nay, Tong Cong ty
thugng xuyén diéu chinh céc chi tiéu
cho cédc cong Ly dién lue vi két qua
thuc hién cua cdc cong ty nay hang
nadm rat bien dong so vdi ké hoach
cing nhu so véi cung ky cdc nam
trude. K&t qua la su quan ly khau
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piin phoi dién bang cae chi ticu dang
mang nhimg nhuge didm quan trong:
1- Vé chi tiéu gia ban dién binh quan,
cach giav chi ticu hien nay kho
khuyén khich cde cong ty dien lue i
gang ra soat dai tigng ding dien dé
tnh dung gidg. vi he qud eus sy eo
gang lai duge trao doi bang chi ticu
nam sau s¢ cao hon, gid mua dién noi
bo cao han ;o 2- Vé chi ticu t Lo dion
ton that. cong tv dien lue nao el the
hién v e ton that cang giam nhidu so
vidi k& hoach, thi ehi ticu duge giao se
giam xuong, cho mot két qua tuong ty
nhu chi tiéu gia ban dién binh quan :
3- Vi chi ticu don gid tién lueng: cach
giao don gid tien luong hién nay cho
cde cong v dien lue mang tinh céo
bang thanh tich tang nang suat lao
dong.

Tom lai, ¢o the nhan thay rang,
nhimg Lon tai tren day cua mo hinh
quan Iy trong nganh dién xuat phat
ti mot nguyén nhan can ban: chi w
chire cho hach toan doc lap v khau
phan phoi (ecac cong v dién lc),
trong khi cdc khau san xuat va truvén
tai ¢hi hach toan tap trung. Dav la
dicm mau chot de nghicn edu thay
do1 phuong thue 1o chiie quan Iy trong
nganh di¢n Vigt nam trong giai doan
Lii day.

3. THAY BOl PHUONG THUC 76 CHUC
QUAN LY TRONG NGANH BDIEN

Truge hi't, can xdce dinh muc ticu
hoan thien phugng thie o chie quan
Iv trong nganh dien theo huing chua
¢ thi truing canh tranh san pham
dicn (vi con doi hoi nhicu dicu kien
ma trong thii gian 5-10 nam L dav,
nude ta chua the eo dugen Noi dung
chinh cua gial phap la 1o chic hach
wan doc lap o ca 3 khau san xuat.
truyen tai va phan phoidien, Cu the
FOM CAC cong vice sau day:

a. Chuven cac nha may
sang haeh oan doc lap.

Buve 1: Xay dung chiophi va
doanh thu noi by o cace nha may dién,
() buge nayv. chu veu la tap cho cie
nha may dicn cich w hach toan cac
loai chi phi dé phan dau giam gia
thanh san xuat dien.

Bude 2: Chuven sang hach todan
kinh doanh noi bo. Tong Cong Ly
phan cap mot so hinh vie cho cae nha
may dien dé co doanh thu va hinh
thanh lai noi ho.

Budge 3: ¢ ]'n.n on sang hach todan

dien

doc lap va ¢o phan hoa mot so nha .

mayv. Khi cac nha may dien da quen
vii cu ché tu haeh toan noi bo. se duge
chuven thanh cac doanh nghicp hach
toan doe fap vee thuoe Tong Cong v
Bien lue Viet Nam. Tong Ching tv e
the tap trung nguon lue cho ciae nha

mav hoat dong hieo qua, lap de aneos

phan hoa cac nhi mav dien nho,
khung trong ditm trong h_n_‘ }mng
nguon dicn quoce gia de van gid v daibro
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chu dao cua kinh té nha nude,

b. Chuyén cdc cing Ly Lruvin Lai
sang hach todn doc lap.

Mue tiéu cua cong viée nay la
chuvén cg ché hach toan cua cac cong
ty truven tai dicn wr hach wan wp
trung tai Tong Cong tv thanh wic
doanh nghiép hach toan doe lap. true
thuge Tong Cong v Dien lue Viet
Nam. Qua trinh nav gdm: (13 Tinh chi
phi truyven tai: (2) Giao ki hoach chi
phi cho ¢de cong 1y travén tai dion:
(30 Chuyen sang hach toan kinh
doanh noi bo: (4) Chuyen sang hach
toan doc lap va ¢ phan hoa mot so
doan truvén tai

¢. Tao quven chu dong cha cac
cong v dien e

Cong viee nay bao gom: (1) Nhan
manh val trd cua cae quan he tai
chinh trong quan Iv cdac cong ty dién
hue la chu yeu, thay vi nghieng v cae
quan hé hanh chinh: (2) Can kich
thich su phan dau, sdng tao cua cac
cong tv dién lue: (3) Khang cao bang
thanh uch cdc cong ty dicn lue qua
viee giaa cde chi ticus (41 Khong nen
cao bang moi phan dauba wi lao dong
hop Iy, tict kiem lao dong. tang nang
suat lao dong qua vice giao don gia
tien luung. (5) Ma rong cac hinh thic
su hau (e phan hoa cac diién lue khu
vue kem trong diem, dau thau cho
thut cong tv dien lue dé kinh doanh
dicn); (61 Thurng mai hoa cae cong ty
dien luc.

Phugng thue o chue quan v
trong nganh dien Viet nam da duge
hoan thien duge mo ta tom tat theo
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chiu trach nhiem v két gqua hoat
dong san xuat kinh doanh cua minh.
Lgi nhuan chung cua Tong Cong Ly
ngoai viee phan bo cho khoi hach
toan tap trung, con lai phan bo cho
cde don vi hach toan doc lap thong
quaz chi-phiduy-1ri eong suat nha
mdy va chi phi san xuat dién nang
tcho cae nha may diénl. chi phi duy
Lri eong sual truyen Lai va van hanh
truven tai fcho cac Cang ty Lruyén
tai)va gia ban ndi bo tcho cac cong ty
dion hue). Cae khoan thanh todn nav
duve dua tron co sa chi phi ké hoach
nam duge Tong Cong v duvet.

Hicu qua cua ma hinh nay nhu
sau: {1 Phat huy tinh ¢hu dong sang
tan, khai thac sue manh not tai cua
cac don vi thanh vien trong toan
Tang Cong Ly BDicén lue Vict Nam: (21
Thue dayv qud tinh canh tranh trong
kinh doanh gita cic don vi dien he.
thoa man cace nhu cau dién cua nen
kinh & ngav cang Lot hin: (3) Kich
thich tang nang suat lao dong, giam
chi pht trong khau phan phot o ca 3
khau san xuat, traven i, va phan
phoiz e Tao stie manh tng the trong
toan nganh dien. thue su w lue dung
ving va phdat wrien trong co ché thi
trucing; (H) Tao quan hé binh dang va
thie day lan nhau cong phat trién
gitta cae don vi thanh vién trong toan
Tong Cong tv Dien lue Viet Nam: (61
Tao ticn dé cho su hinh thanh mot
thi truang canh tranh san pham dicn
o Viet Nam trong wiong lai

Vi nhimg wch loi nhu trén, vice
dai mai phuong thie to chue quan Iy
nganh dién la can thict, Tuy nhicén,
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L Chi phi qudn 1y

Tong Cong ty Dign luye Vict Nam
van doc quyén quan Iy san xuat kinh
doanh dien, trong do. o chiie hach
toan doc lap ea ba khau san xuat,
truyen tai. va phan phoi dien. Tong
Cong tv thue hicn ting hop cde chi
pht quan Iy, deanh thu va xac dinh
lai. 1o cua cae don vi chua hach todan
doe lap. Cae don vi da hach todn doe
lap duge giao von kinh doanh va tu

do cung la mot qua trinh khong don
gian néu khong hoach dinh va tricn
khai eae noi dung v cac hude nhu
tron day mat cich dong bo va khoa
hoe, Viothe, nganh dign can sam
nehicn cuu va lap nhung de an trinh
Chinh phu de doi mai phuvng thue to
chie quan Iy nganh dien sao cho kha
thi nhat va dat hitu qua cao nhar =





