TAP CHi CONG THUONG

MO HINH QUAN TRI CHIEN LUGC
PHU HOP VOI CAC DOANH NGHIEP
NHA NUGC HOAT PONG THEO MO HINH
CONG TY ME - CONG TY CON:
TRUONG HGQP TAP POAN CONG NGHIEP
THAN - KHOANG SAN VIET NAM

® LE DiNH CHIEU

TOM TAT:

Hién nay, nhiéu tip doan, tdng cong ty Nha nudc & Viét Nam dang hoat dong theo mo hinh
cdng ty me - cong ty con. Trong md hinh nay, Cong ty me thudng nim gift ¢6 phan chi phoi, thim
chi ndm gitt 100% von diu 1& (ddi v6i cdc cong ty TNHH Nha nude mdt thanh vién) do d6 sé tac
dong vao cac hoat dong clia cic cong ty con vdi vai tro 1 ¢8 dong 16n nhat. Chinh vi vy, cong ty
me chi phdi rit nhiu vao hoat dong clia cic cong ty con, trong d6 c6 hoat dong xAy dung va thuc
hién chién ludc. Tuy nhién, & mot sd tip doan, tdng cdng ty nha nudc hién nay, chifc ning clia
cong ty me va cic cong ty con trong hoat dong quan tri chién lugc chura dude phan dinh mdt cdch
10 rang, khoa hoc, chua c6 mot md hinh qudn tri chién luge hgp 1y cho cic doanh nghiép nay. Bai
Vi€t stt dung tdng hop mot sd phuong phap nghién citu nhu phudng phap nghién ctu ly thuyét,
phuong phap khao st thyc t&,... d€ phan tich thuc trang hoat ddong quan tri chi€n lugc cla cac
doanh nghiép trong TAp doan Cong nghiép Than - Khodng sdn Viét Nam (mot tdp doan kinh t&
dién hinh t§ chiic theo mo hinh cdng ty me - cong ty con), tir d6 d& xuat mo hinh quan tri chi€n
luge pht hgp v6i Tap doan Cong nghiép Than - Khodng sén Viét Nam ciing nhu cdc tip doan,
tong cong ty Nha nudc hoat dong theo mo hinh cong ty me - cong ty con.

Tt khéa: quén tri chi€n lugc, doanh nghiép nha nuéce, mo hinh, cong ty me - cong ty con, TKV.

1. Dit van dé

C6 nhiéu khdi niém, cdch ti€p can khdc nhau
vé chién lugc. Chflng han, theo Johnson va
Scholes, chi&n lugc 1a dinh huéng va pham vi clia
mot t6 chitc vé& dai han nhim gianh 1gi th€ canh
tranh cho t8 chic thong qua viéc dinh dang cic
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ngudn lyc cla né trong mdi trudng thay ddi, dé
ddp dng nhu cau thi trudng va théa man mong dgi
ctia cdc bén lién quan (Ngd Kim Thanh va cdng
su, 2012). Hay theo Fred R. David, chi€n lugc 1a
phuong tién dé dat dugc muc tiéu dai han. Chién
luge 4nh hudng dén sy phat trién 1au dai cla t8
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chitc, thudng 1a it nhdt trong 5 nim (Fred R.
David, 2010). Mic du cé nhiéu cdch ti€p can
khdc nhau, tuy nhién bin chit cla chi€n ludc 1a
nhitng dinh hudng tudng lai dai han gitip doanh
nghiép gianh dudc cdc 1di thé, thing 1gi trong
canh tranh.

Viéc xay dung va thuc
hién chién lugc hién nay 1a
xu th€ tit y&u cda céc
doanh nghiép trong bdi

ctt trién khai thuc hién, ciing nhu phdi hop cic bd
phan dé thuc hién c6 hiéu qui cong tic nay. Mo
hinh chi&n ludc phdi duge xay dung dua trén cdc
md hinh 1y thuyét, dong thdi tinh dén cdc dic
trung hoat dong kinh doanh, hoat dong quén ly
cla tirng nganh, tirng doanh nghiép. (Hinh 1)

Hinh 1: Mé hinh qudn tri chién Iugc cla Fred R. David

Pao dire kinh doanh, trach nhidm x4 hi va phat trién bén vimg méi truong

cdnh canh tranh khoc liét ! ! 1! ' !
clia thdi ky toan cau héa va e sost
o A NN ., moi truong
hdi nhap qudc t€. Ldi ich bén ngodi
16n nhat cia hoat dong nay
la giip doanh nghiép s Phit trién Thiét Phac thao, Thue Thye hign Po ludng,
- . N ban tuyén lap danh gid thi céc chién danh gia
dlfng to1 mﬂca? nguog lu:C ngdbnst T * muc > valwa * chién —” lwocchic —* viécthuc
bén trong dé thich nghi véi ménh va tiudai | chonchién | lwec ning hi¢n chién
nhitng bi€n dong cla modi tam nhin han lwge luoe
trudng kinh doanh bén :
TN . C LN Kiém sodt
ngoai, gdy dung cdc /1(_)'1 thé mbi trrong
canh tranh, gianh thang 1gi bén trong
trén thuong trudng. t t t 1 t
G Viét Nam, nhirng Céc van dé toan cau
doanh nghi€p nha nudc
P A > e Xdy dung Thuee thi Pdnh gid
. y :
truge day chu yeu hOE_lt chién hege T e chién leoc T chién lege

dong trong nhitng linh vuc

kinh t€ then chét, dudc

hudng 1gi th€ tir cdc vu dii cia Nha nu6c, khong
c6 nhiéu ddi thd canh tranh (thdm chi nhiéu linh
vuc con doc quyén) nén ning luc canh tranh con
han ch&. Tuy nhién, trong xu th€ thi trudng héa
cdc doanh nghiép nha nu6c (ching han xu huéng
c6 phan héa cdc doanh nghiép nha nudc), hay
dinh huéng xay dung thi trudng cac linh vyc then
chét ctia Nha nu6c (nhu dinh huéng xay dung thi
trudng ndng lugng, thi trudng than Viét Nam,...),
thi cdc doanh nghiép nay din phdi thay d6i cd ché&
theo huéng van hanh theo cd ch€ thi trudng. PE
ton tai va phat trién trong boi cdnh méi, viéc xay
dung va thuc hién chi€n lugc kinh doanh nhim
thich nghi véi bi€n dong clia mdi trudng canh
tranh va gianh thing 1¢i trén thuong trudng la
nhiém vu quan trong. P€ lam dugc diéu do, viéc
dau tién cdc doanh nghiép nay cin phai thuc hién
12 xay dung mo hinh chi&n lugc phit hgp, 1am cin

Nguén: Fred R. David, 2010

2. Thye trang cong tac quan tri chi€n lugc tai
Tap doan Cong nghiép Than - Khodng san Viét
Nam (TKYV)

Trong nhitng nim gin diy, c4 thi trudng cung
va cau vé than & Viét Nam déu cé sy phat trién
manh mé&. Ngoai TKV, con rdt nhiéu doanh
nghiép khdc tham gia viéc khai thdc, nhap khiu
va cung Gng than § thi trudng ndi dia Viét Nam.
Diéu nay tit y&u din d€n su canh tranh giita cic
doanh nghiép trong nganh. Cling véi chd trudng
x4y dyng va phat trién thi trudng Than Viét Nam
(thé hién qua cdc vin ban ctia Nha nudc nhu
Quyé&t dinh s6 1855/2007/QD-TTg ngay
27/12/2007 ctha Tha tuéng Chinh phd phé duyét
Chién lugc phat trién ning lugng Qudc gia clia
Viét Nam d&€n nim 2020, tAm nhin d€n nim 2050;
Quyét dinh s6 89/2008/QP-TTg ngay 7/7/2008
clia Thi tuéng Chinh phi phé duyét chi€n lugc
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phét trién nganh Than Viét Nam dén nim 2015,
dinh huéng d&€n 2025; Quyét dinh 60/QD-TTg
ngay 9/1/2012 cta Thu tuéng Chinh phd phé
duyét Quy hoach phét trién nganh Than Viét Nam
dén nam 2020, c6 xét trién vong d&€n nim 2030;
Cong vin s6 146/BCT-DKT ngay 8/1/2018 clia
Bo Cong Thuong vé viéc xdy dung dé 4n phat
trién thi trudng Than Viét Nam,..), cic doanh
nghiép trong Nganh ngdy cang quan tim dén hoat
dong qudn tri chi€n luge. Poi véi TKV, cong tac
quan tri chi€n lugc dugc thyc hién nhu sau (thuc
hién theo diéu 1¢& 5 chic va hoat dong ctia TKV
dudc thong qua tai Nghi dinh s& 105/2018/ND-CP
ngay 8/8/2018 cia Chinh phi):

-Db6i v6i Tap doan

Trong ting giai doan, dya vao tinh hinh bién
dong ciia moi trudng kinh doanh ciing nhu nhitng
diéu kién trong noi bd Tap doan, Tap doan ti€n
hanh xay dung chi€n ludc kinh doanh va dé trinh
cdc cd quan quan 1y nha nuéc phé duyét (do chi
s& hitu ciia TKV 1a Nha nu6c). Chang han, chién
lugc kinh doanh ndm 2010 Tap doan xay dung va
trinh B Cong Thuong phé duyét (trong giai doan
nay, B Cong Thuong dugc Thi tuéng Chinh pht
iy quyén phé duyét chi€n lugc cla cic tip doan
kinh t&€ Nha nuéc); hay chién lugc giai doan t6i
dang dugc TKV trinh Uy ban Quén 1y von Nha
nudc tai doanh nghiép phé duyét (giai doan hién
nay, Uy ban ndy dugc Thi tuéng Chinh phd Gy
quyén qudn 1y von ciing nhu phé duyét chién luge
clia cdc tip doan kinh t&, tdng cong ty Nha nudc).
Chién Iugce kinh doanh ctia TKV 1a doc lap véi
chié&n lugc phat trién Nganh va dugce xay dung cin
ctf vao chi€n luge phat trién nganh Than (chién
Iugc vi md clia Nha nudc) do B6 Céng Thuong
chii tri xdy dung cho tirng giai doan. Chién ludc
kinh doanh ciia TKV sau khi dudc cd quan quin 1y
nha nudc phé duyét s€ dugc trién khai thuc hién
tai Tap doan, cling nhu cdac don vi truc thudc, cac
cOng ty con.

- P&i v6i cdc doanh nghiép trong Tap doan
(cdc don vi tryc thudc, cdc cong ty con)

- P61 véi cac don vi truc thudc (cdc chi nhdnh):
Céc don vi nay khong c6 tu cdch phdp nhan, nim
trong cd ciu td chic cia TKV nén khong xiy
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dung chién lude kinh doanh riéng cho minh. Trén
cd sd chi€n lugc ma TKV ban hanh, cidc don vi
nay dé ra dé 4n hoat dong cho don vi minh phut
hdp véi chié€n lude chung ctia TKV.

- Bdi v6i cdc cong ty con: Cédc doanh nghiép
nay c6 tu cdch phdp nhan ddc 1ap, do dé dudc
quyén chii dong trong viéc xay dung chién ludc
hoat dong cho minh. Thyc t€ trong giai doan hién
nay, da c¢6 mot s6 doanh nghiép la cong ty con clia
TKV da chd dong xy dung chi€n lugc phat trién
cho minh nhu Téng cong ty Héa chit md; Téng
cong ty Viét Bic, Téng cong ty Khoang san, Cong
ty ¢6 phan Tu van dau twv M6 va Cong nghiép -
Vinacomin,.. Tuy nhién, cdc cdng ty con trong
Téap doan (cidc doanh nghiép tham gia vao hoat
dong khai thdc, ch€ bi€n, kinh doanh than, khodng
san) déu do TKV nim gii ¢ phan chi phoi, nén
chié€n lugc cia cdc don vi nay sau khi xay dung
déu phai trinh TKV phé duyét, thong qua trudc
khi trién khai thuc hién. Piéu nay ciing phit hgp,
bdi ddi véi hoat dong sin xuat - kinh doanh than,
khodng sidn can phdi c¢6 chién lugc phét trién
thong nhit chung trong cd Tap doan, dong thdi
phil hgp vé6i chién lugc phét trién Nganh di dugc
Nha nuéc ban hanh. P&i véi cdc chién lude chifc
ning, cic doanh nghiép nay dugc chi dong trong
x4y dung va tri€n khai thyc hién.

- Pdnh gid cong tdc quéan tri chién lugc tai
TKV

Nhin chung, nhitng nim gin day, trong xu th&
phét trién nén kinh t& thi trudng & Viét Nam néi
chung va xu th& phat trién cla thi trudng Than
Viét Nam néi riéng, cong tdc quin tri chién lugce
da dugc TKV quan tAm thyc hién. Mot s6 uu di€m
ndibat nhu:

- Thit nhdt, cong tdc ndy da va dang nhan
dudc su quan tim ding muc cia linh dao Tép
doan, cling nhu Ianh dao cidc doanh nghi€p trong
Téap doan;

- Thit hai, trong cd ciu t6 chiic cia Tap doan c6
mot bd phin chuyén trdch thyc hi€n cong tic nay
(Ban Khoa hoc cong nghé va Chién lugc);

- Thit ba, hoat dong x4y dung chi&n lugc dugc
Tap doan vd mot s6 doanh nghiép thuc hién mot
cdch lién tuc theo tirng giai doan dé c6 thé thich
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nghi v6i su bi€n dong clia moi trudng kinh doanh
trong tirng thdi ky.

Tuy nhién, la nhitng doanh nghiép tirng hoat
dong doc quyén trong mot giai doan dai; dong
thdi, hién tai thi trudng Than Viét Nam ciing chi
mdi hinh thanh; sdn phdm chii y&u cda TKV la
cdc hang héa nguyén liéu khodng, hoat ddng san
xué't - kinh doanh van chiu nhiéu sy can thiép, chi
phdi cia Nha nudc, do d6 cdng tdc ndy vin con
mot s& han ché:

- Thit nhdt, nhi€u doanh nghiép trong TKV
chua thyc sy quan tim dén viéc xay dung chi€n
lugc phat trién, dic biét 12 cdc doanh nghiép chi
tham gia vio mot hoic mot s6 khau trong quy
trinh khai thdc, ch&€ bi€n va kinh doanh than;

- Thit hai, nhiéu khi viéc xdy dung va thuc hién
chié€n ludc con mang tinh hinh thic hinh thic, chua
quan tim dén cong tdc du bdo lam cin cif xay
dung chién lugc, chua 1am tdt
viéc t8 chitc thuc hién, kiém
tra, ddnh gid va diéu chinh

chung ctia TKV. Péng thdi, hoat dong cla céc
doanh nghiép trong TKV ciing cin c6 sy thong
nhA't trong tong thé chung cda cd Tap doan. Do
d6, xét vé ban chat, trong md&i quan hé chién
lude, chi€n luge ctia Tap doan déng vai trd la
chié€n lugc cip doanh nghiép; con chién ludc clia
céc doanh nghiép trong Tap doan dong vai tro la
chién lugc cAp don vi kinh doanh.

3.2. M6 hinh chién lugc phit hop véi TKV

Trén co s phuong huéng dé cap & trén, mo hinh
chi€n lugc phi hgp v6i Tap doan Cdng nghiép
Than - Khodng sdn Viét Nam dudc tdc gia dé xuat
trong Hinh 2.

Theo md hinh nay, dwa vao quy hoach, chién
lugc phat trién nganh do Nha nudc ban hanh, déng
thdi dya vao k€t qua phan tich bi€n dong clia moi
trudng kinh doanh va ndi bd Tap doan, TKV ban
hanh chién lugc cho toan Tap doan (bao gébm ci

Hinh 2: Mé hinh qudn ftri chién Iugc pha hgp
V@i Tép dodan Céng nghiép Than - Khodng san Viét Nam

i A - :
chién lugc. Nha medc Quy hoach, chién luge phat trién nganh
- Thit ba, chua xay dung hoach dinh Than Viét Nam
dugc md hinh chié€n luge phi v :\}/:
2y ~ N 2 A N
hgp vG6idéc thu cua Tap? doa?n N Thiét 1ap muc tiéu dai han «—
dan dén thi€u cdn ctt dé€ tri€én \[/
khai va thuc hién thong nhat TKV hoach |- = R 1
N N dinh Chién lrge phat trién cia A
cong tac nay. ' Phian > TKV an
3. Md hinh quan trj chién l tich ) et
Iuvge phu hgp véi Tap doan L, | moi Ly Chién hroc chire .
N A , truong N N truong
Cong nghiép Than - Khoang e ning cia TKV bén
san Viét Nam neoai trong
. ” ngual At
3.1. Phuong hudng xdy DN thuge | . s Chién Iuoc cta cac doanh
dung mo hinh TKZ_hZ"Ch nghiép thudc TKV
wn . ini
Chién lugc cua doanh
nghi€p (,iu'(jc chia th?'nh 3cap — Chién Iwge chitc ning ciia < |
N : N ~  E—
la chién lugc ciap doanh DN thube TKV
nghiép, chié€n lugc cAp don vi A
kinh doanh va chién lugc ;’ﬁ%’clﬂﬂ' . .
. o B’ chién lwoc —» A g 18 -3
chitc ndng. Cdc doanh EOhe ﬂll;m Hicnchicn
(1]
nghiép 1a cdng ty con cua Jr \L
TKV dugc chi déng xay i
dung chi€n lugc, tuy nhién Dh‘.’f hlgm 1 iCm foa, dinh Gidva
. oo A R chien lirge diéu chinh chién hroc
lai phdi thong qua TKV va

phdi phit hgp vé6i chi€n luge

Nguon: Pé xudt ciia tdc gid
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chi€n lugc phat trién va cdc chi€n luge chifc
ning). Tuong tu, cdc doanh nghiép thudc TKV
dua vao chi€n luge ctia TKV ban hanh va k&t qua
phan tich m6i trudng kinh doanh, danh gia ndi bd
doanh nghiép, ti€n hanh xay dung chi&n lugc cho
minh. Sau khi da hoach dinh chién lugc, cd TKV
va cdc doanh nghiép thudc TKV trién khai thyc
hién, d4anh gia va diéu chinh chi€n ludc kip thdi
dé ddm bdo thuc hién dugc muc tiéu chién ludc.
Tuy nhién, do cing thudc mot tdp doan, nén trong
qud trinh trién khai thuc hién, cin cé su phoi hop
v6i nhau d€ dam bio tinh théng nhat.

4. K&t luan va ki€n nghi

Qudn tri chién lugc 12 modt hoat ddng rat quan
trong ddi v6i cdc doanh nghiép Viét Nam néi chung
va céc Tap doan kinh t€ Nha nudc néi riéng trong
bdi cdnh canh tranh khoc liét cla thdi ky toan ciu
héa va hdinhap quoc t&€. Thong qua bai viét, tac gia
tom lugc 1y luan, danh gid thyc trang cdng tic quan
tri chién luge cia TAp doan Cong nghiép Than -
Khodng s&n Viét Nam, tir d6 dé xuat mo hinh quin
tri chi€n lugc phit hgp v6i Tap doan. Mo hinh nay
cling c6 thé dugc xem xét d€ trién khai 4p dung d6i

Loicam on:

véi cdc doanh nghi€p nha nuéc hoat dong theo md
hinh cdng ty me - cong ty con khic. P& c6 thé trién
khai 4p dung md hinh nay vao thuc t&, tic gia dé
xuadt mot sd ki€n nghi:

- D6i véi Nha nude: Can lam tdt cong tdc quy
hoach, xdy dung chi€n lugc phat trién nganh dé
dua ra nhirng chd truong, dinh huéng cho TKV va
cdc doanh nghiép thudéc TKV. Bén canh d6, Nha
nudc ciing can dua ra cdc phuong huéng dai han
dé dinh huéng su hop tic, phdi hop giita TKV véi
céc doanh nghiép khdc (dic biét 1a doi véi cdc hod
ti€u thu cua TKV).

- D6i véi TKV: TKV can coi quin tri chi€n
Iugc 1a mdt hoat ddng quan trong, dinh huéng cho
st phat trién ctia Tap doan. P€ thyc hién tot diéu
d6, TKV can lam tot viéc phan tich moi trudng dé
c6 cin cit xay dung chi€n ludc. Bén canh d6, Tap
doan ciing can lam t3t viéc dinh huéng, huéng
din cho cdc cdng ty con, cdc don vi tryc thudc
trong viéc xay dung va trién khai thuc hién, ki€m
tra, diéu chinh chién lugc d€ ddm bdo thuc hién
ddy dd, c6 hiéu qud va thong nhit trong toan
Tép doan m

Tdc gid xin cam on t6i Truong Pai hoc M6 - Dia chét da ho tre bai bdo, thong qua dé tai co' sé T22-32.
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THE SUITABLE STRATEGIC MANAGEMENT MODEL
FOR STATE-OWNED CORPORATIONS OPERATED UNDER
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CASE STUDY OF VIETNAM NATIONAL COAL - MINERAL
INDUSTRIES HOLDING CORPORATION LIMITED
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ABSTRACT:

Currently, many state-owned corporations and companies in Vietnam are operating under the
model of parent company - subsidiaries. In this model, the parent company usually has controlling
interest, even hold 100% of charter capital (for state-owned one-member limited companies), of
subsidiaries. Hence, the parent company as the largest shareholder controls all
subsidiaries’operations, including the development and implementation of strategies. However, in
some state-owned corporations and companies, the role of the parent company in its subsidiaries in
terms of strategic management has not been clearly and scientifically demarcated.

In other words, there is no reasonable strategic management model for these companies. By using
research methods such as theoretical research method, practical survey method, etc., this study
analyzes the current strategic management activities of subsidiaries of Vietnam National Coal -
Mineral Industries Holding Corporation Limited (Vinacomin) which is a typical economic group
organized under the model of parent company - subsidiaries. Based on the study’s results, thise study
proposes a strategic management model which is suitable for Vinacomin in particular, and other state-
owned corporations and companies in Vietnam which are operated under the model of parent
company - subsidiaries in general.

Keywords: strategic management, state-owned enterprise, model, parent company and
subsidiary, Vinacomin.
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