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BAO CAO CUA BAN GIAM HOC

PIIAN 1
KET QUA HOAT PONG SXKD NAM 2018

I- PAC DIEM TINH HINH:

Nim 2018, nén kinh té Viét Nam dang tirng bude 6n dinh, tuy nhién tang truong
van & muc thap. Kho khén trong san xuét kinh doanh chua dugc giai quyét trict dé, nhiing
yéu kém noi tai cta nén kinh té cham dugc khac phuc, cac doanh nghi¢p van chua thuc su
thoat khoi kho khin. Trong do cac doanh nghi¢p nganh da gidy lai cang kho khan hon trong
viée tim kiém cac don hang.

Cong ty ¢6 phan Cao su Ha Noi (I IARCO) méc du gap nhiéu kho khan nhung dudi
su chi dao ciia HDQT ciing nhu nd luc cua Ban gidam dbc va toan thé CBCNV, Cong ty da
ky duge nhiéu don hang voi cac doi tac nude ngoai. Pam bao da viée lam cho CBCNV
trong nam 2018 cling nhu nhitng nam tiép theo.

- KET QUA THUC HIEN SXKD NAM 2018
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III- PANH GIA CAC LINH VUC HOAT DONG
1. Séin xuét:

- San pham chu yéu cua Cong ty la glay vai, dép va cac san pham phu li¢u c6 nguon goc
tir nhwa va cao su voi thi truong xuat khau sang nhiéu nuéc nhu EU, ASEAN, Han
Qudc, Ai Cap va Chau My ... Hién nay, Cong ty da co nhirng khach hang xuat khau
voi don hang 1on va lau dai. Vi co cau san pham da dang, phat trién dong déu, co thé
hd tro tuong tac 1an nhau dé duy tri san xuét thuong xuyén. Day 1a mot 1oi thé ma it
doanh nghiép ¢6 dugec.

- Ngoai ra, Cong ty da c6 nhiing bude phat trién vuot bac vé chat luong. Trong ndm
2018, hau nhu khong c6 nhing khiéu nai nghiém trong vé chat lugng san pham. Céc
san pham dugc khach hang xudt khau ciing nhu ndi dia danh gia cao v¢ chat Jugng.

- Véi xu thé chung vé giam gla thanh san pham Ban giam dbc Cong ty da co nhtng
bién phap cu thé lién quan dén tiét kicm vat tu nguyén licu, chi phi quan ly... nham
giam gia thanh nhung van dap ung cac yCu cau cia khich hang.

- Bén canh do, Cong ty cling thuong xuyén nghién clru cac ing dung cong ngh¢, nguyén
vat licu mai dé cai tién mAu ma san pham nham ning cao gia tri su dung va duoc
khéach hang chap nhan. llen 161 khoi phuc viéc san xudt cic san pham truyén thong ctia
Cong ty nhu: Ung, tAm Xop, dép Xop giodng, phdt cao su... trén co sO ng dung cong
ngh¢ moi.

2. Cong tac dau tu:
Cong ty da dau tu du 4n Nha mdy san xuat gidy va nguyén phu li¢u Harco tai tinh

Hung Yén. Hi¢n nay dang trong giai doan dung nha xuong. Du kién dau quy I111/2019 bt
dau lap dat MMTB va di vao san xuat giai doan 1.

3. Cong tac tai chinh, ké toan, kiém todan

- Mic du Hoi dong quan tri, Ban giam déc da thuc hién nhicu bién phap tang cuong
cong tac quan ly tai chinh nhung két qua SXKD nam 2018 chua dat yéu cau do ning
suit lao dong thap, cac don hang gia ré, doanh thu rat thap, chi phi quan ly va lai vay
ngan hang lon. Pong thoi, Cong ty dang tap trung moi nguon luc cho du an tai Hung
Yén dé dam bao ding tién do, chat lugng.

- Cong ty dang tap trung don doc cOng tac thu hdi von va cong no. Tuy nhién cong tac
thu hoi cong ng chua dat két qua tot.

- (Cong tac tai chinh cua Cong ty ludn dugc thue hién nghiém tuc va theo dung quy dinh
cta phap luat hi¢n hanh. Pinh ky hoan thanh bdo céo tai chinh Cong ty va thuc hi¢n
cong bd thong tin theo dung thoi gian quy dinh cua Uy ban chimg khoan Nha nudc va
cac co quan quan ly.

- Dé tang cuong cong tac quan ly tai chinh Cong ty s¢ ra sodt dé stra ddi mot sd quy ché
quan ly tai chinh ndi bo cua Cong ty.
4. Cong tac nhin sy, dao tao va phat trién nguon nhan lyc:

- Cong ty da khao sat thuc trang to chirc bo may va danh gid hi¢u qua. nang luc san xuat
ctia cdc don vi. Trén co so do da xdy dung giai phap td chure lai theo hudng néng cao

quy md, nang luc cia cac don vi: kién toan to chirc by may; ning cao trach nhiém cua
nguoi dung dau don vi két hop voi tang cuong cong tac gidm sat cia Ban giam déc.
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Cac phong ban cling ¢6 ké hoach sap xép lai theo hudng gon nhe nhim nang cao hiéu
qua di¢u hanh va thyuc hi¢n nhiém vu SXKD, tang nang suat lao dong, phu hop véi yéu
cau SXKD trong thoi gian téi, cai thién thu nhap cho CBCNV.

Tiép tuc thyuc hién tiét ki¢ém chi phi quan ly gép phan khac phuc tinh trang kho khin
bang cac bién phap nhu khoan chi phi hanh chinh, b6 tri lao dong phu hop véi nhu cau
st dung lao dong thuc té, tiét kiém vat tu nguyén li¢u, tang nang suat lao dong.

Thue hién chuyén doi va ap dung hé théng quan ly chat lugng 1SO 9001:2015.
Trong nam 2018, Cdng ty da thuc hi¢n cac khoa dao tao, dao tao lai cho cac CBCNV.

Cong ty da bat dau tuyén dung va dao tao thuc hanh cho mot sd Can bod quan ly dot 1
cho du an tai Hung Y¢én.

IV-  MOT SO TON TAI, NGUYEN NHAN VA BAI HQC KINH NGHIEM

1. Ton tai:

Nguon luc khong on dinh, dan dén nang suat lao dong thap. chat lugng san pham han
ché lam gia tang chi phi san xuét; Trinh do can bd quan ly chua thuc sy dap ang dugc
yéu cau dbi vai su phat trién;

Cong ngh¢ san xuét va thiét bi may moc dau tu da lau, lac hau nén khong cai thi¢n
duoc ning suat lao dong, chat lugng san pham va khong dap tmg duge véi yéu cdu clia
khéach hang;

Mat bang chat choi, nha xudng cii nat anh huong lon dcn di¢u kién lam vi¢e, an toan
dbi voi nguoi lao dong; khong dap ung duge yéu cau 6 chire quan ly san xudt va tiéu
chuan TNXI cta khach hang lon;

Céc chi phi ¢6 xu huéng tang cao nhu: Ti¢n thué dat, xur ly moi truong. van chuyen,
tién luong, BHXIH... lam gia thanh san pham tang Ién giam strc canh tranh cua san
pham. tham tri c6 thé dan téi 10.

2. Nguyén nhén:

Thi truong co nhi¢u bién dong. Dic biét la viée mot sO cac Hi¢p dinh tu do thuong mai
voi su tham gia cua My khong duge ky két... da anh huong dén tinh hinh SXKD cua
nganh gidy dép néi chung va ctia Cong ty noi riéng.

Cong tac td chirc can bo nhin chung chua dat ycu cau, nhét 1a chat luong cta mot so
can bo chi chdt chua dap tng voi yéu cau nhiém vy mai, anh huéng khong nho t6i két
qua SXKD.

Ning sudt lao dong thap 1a mot trong nhirng nguyén nhéan 16n dan dén tién luong lhap
bién dong vé lao dong. Ngoai ra cling anh hudng | phin do ké hoach di chuyén xudng
Hung Yén.

3. Bai hoc kinh nghi¢m:

Sap x¢p doi mai lai by may quan ly cho phil hop vai tung giai doan phat tricn. Nang
cao vai tro, trach nhiém cta can by quan ly. Tang cuong cong tac dao tao chuyén mon,
nghiép vu va kién thirc méi cho CBCNV.

Chu dong hon trong cong tac mo rong thi truong pht hop nhu ciu xa hoi: xem xét nam
bat co hoi dau tu san xuat mot so linh vuc lién quan c¢o hi¢u qua.
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Xay dung va kiém soat quan ly chit ché ké hoach chi phi ctia Cong ty. Thuong xuyén
ra soat lai cac khoan cong n¢ phai thu. Quyét liét trong cong tic thu hoi cong no. dic
bi¢t la cong ng kho doi.

Tang cuong cong tac du bdo tai chinh, kiém soat rai ro trong san xuat kinh doanh.

Tap trung cong tac chi dao, diéu hanh san xuat bang cdch tdng cudng bo may giam sat
vé chat lugng va tién do: Phat dong va thuc hién t6t chu truong tiét ki¢m chi phi gin

voi vice Td chire va thuce hién tot cac phong trao thi dua lao dong san Xudt; nang cao y
thire t6 chire ky luat, tu duy va tac phong lam vi¢e ciia nguoi lao dong

PHAN 11
KE HOACIH SXKD NAM 2019 VA CAC GIAI PHAP THYC HIEN

KE HOACH SXKD NAM 2019:

Cén ctr tinh hinh kinh té du bao nam 2019 s& ¢6 ddu hicu su phuc hoi. du bdo tinh hinh
don hang gidy dép nam 2019 tiép tuc c6 su chuyén bién tich cuc:

Can cur két qua SXKD nam 2018 va nang luc cua Cong ty du kién ké hoach SXKD

‘nam 2019 véi cdc chi ti€u chu yéu nhu sau:

1 : . - £ Ty 1€ -
truong
A B - C 1 2 3=21 | 4
| Chi ti¢u San luong
1| Gidy dép doi 966.687 850.000 | 88%
2 | TamE VA tam 82.755 85.000 | 103%
1 7C¢u chi tleu tan chmhi - -
1 Vén dicu 1¢ Tr.dong 26.500 53.000 | 200%
2 | Tong doanh thu Tr.dong 94.163 116.000 | 1.23%
Xudt khau Trddng | 67.240 ©75.000 | 1.12% .
Noi dia Tr.dong 26.923 41.000 | 1.52%
3 |lLginhuan | Trdéng 1.293 1.500 | 1.16%
31 701 nhuan trudc thué Tr.dong 1.293 1.500 | 1.16%
3.2 | Lo lilhaainz.uliuci ]‘l.gr(i)llg;r; 1132 1.170 | 1.03%
33 151{1?;3;1;)3:]@13@1 s Dong 427 441 | 1.03%
Il | Chi tiéu diu tur Ty dong | 22.004 30.000 | 1.36% |
IV | Lao dong va thu nhap
1 [Lao dong qum 300 290 | 97%
| 2 Thu nhép binh quan lld/nO/th 6.0 6.6 | 100%
1. GIAI PHAP THU'C HIEN:
4




Dé ¢6 thé hoan thanh cac nhi¢m vu SXKD nam 2019 theo ké hoach, Ban giam ddc
Cong ty da dé ra cac giai phap cu thé nhu sau:

1. Tim kiém thém céic khach hang lon va tiém nang:

Mo rong moi quan h¢, tang cuong gidi thi¢u dy én mai tai Hung Yén dé thu huat nha
dau tu 1a cac khach hang 16n va tiém nang.

2. Ting cuong cong tac chi dao, di¢u hanh:
- Tang cuong b may giam sat vé chat lugng, tién d§ cua Cong ty.
- Ratra nhing kinh nghi¢m va bai hoc tir cac don hang lon da thuc hién dé trién khai t6t

tor khau dam phan, ky két hop dong, thiét ké mau cho dén khau giao viée, quan ly. chi
dao, dam bao t61 da hi¢u qua san xuat kinh doanh.

- Tang cuong g dung cong ngh¢ thong tin vao cong tac quan ly thong qua vi¢e ting
dung cac phan mém quan ly.... nhim quan ly mot cach khoa hoc, cdp nhét thong tin
nhanh, chinh xac d¢é ¢6 bi¢n phap chi dao kip thoi.

- Phat huy t6i da trang thi¢t bi hi¢n c¢6, day manh nang luc san xudat nham dap ang y¢u
cau SXKD va tién d¢ don hang.

3. Ting cwong cac bién phap quin ly doanh thu, chi phi:

- Ap dung quan ly diéu hanh tép trung dé chu dong trong SXKD, ning cao trach nhi¢m,
y thie quan ly va tdn dung toi da lgi nhuan, trng budce lanh manh hoa tinh hinh tai
chinh cua Cong ty.

- Phat dong va thuc hién tot cht truong tiét kiém chi phi; xay dung. ban hanh va 16 chirc
thuc hién cac dinh mirc dé giam chi phi, ha gia thanh, tang kha ning canh tranh va dam
bao lgi nhuan.

- Td chuc va thuc hi¢n tot cac phong trao thi dua lao dong san Xudt; phong trao phat huy
sang kién cai tién ky thuat, cai tién cong tdc quan ly nhdm tang nang suat lao dong, ha
gid thanh san pham dé mang lai hi¢u qué kinh té cho Cong ty va tiang thu nhap cho
nguoi lao dong.

4. Cong tac tai chinh ké toan:

- Tang cuong kiém tra. giam sat cong tac quan ly tai chinh, hach toan ké toan va su dung
von trong Cong ty. Tang cudng cong tic l<1cm soat dong tién, dam bao st dung dung
muc dich. Tang cudng hi¢u qua su dung von thong qua viée xay dung ké hoach kinh
doanh cu thé, rd rang cho tirng giai doan va tirng nam.

- Tap trung can doi, tan dung toi da cac nguon von nham dam bao du von phuc vu hoat
dong SXKD, dac bi¢t dap ing nhu cau von trién khai du an Hung Yén.

- Xay dung ké hoach tai chinh sat vai tinh hinh SXKD cua Cong ty theo timg thoi diém
cu thé nham dap (g ngudn von san xuat khong bi gian doan, giam chi phi tai chinh.

- Ra soat quy ché quan ly tai chinh ctia Cong ty nhiam tang cuong hiéu qua cong tic
quan ly tai chinh; cong tac kiém tra, giam sat tai chinh tai cac don vi thanh vién; cOng
tac hach toan ké toan va sir dung von trong Cong ty.

- Kiém tra, déi chiéu, ra soat lai tat ca cac cong no phai thu, gia tri dé dang. dic bi¢t la

. quy¢t toan dé thuc hién nghia vu thu¢ day du kip thoi. Quyc¢t li¢t trong cong tac thanh




Noi nhin:
-DHDCD Cty;
- Luu.

toan va thu hoi cong ng nham thu hoi von, giam thicu gid tri cong ng phai thu va gia tri
do dang.

5. Cong tac dau tw

Trién khai dau tu du an tai Hung Yén dam bao dang tién dd, chat lugng dap tung dugc
cac khach hang xuat khau lon, c6 yéu cau chat lugng cao.

Giam sat chat ché vi¢e thuc hién dau tu dam bao dung quy dinh phap luat, phat huy va
khai thac to1 da hi¢u qua cua cdng tac dau tu.

6. Cong tac tuyén dung, dao tao va phat trién nguon nhan lye:

Thuc hi¢n tuyen dung mot sb chuyén gia ¢6 kinh nghi¢m lau nam; Thuc hi¢n dao tao,

boi dudng vé cac ndi dung thiét yéu, tap trung cho cic hoat dong nghi¢p vu, nang cao
k¥ nang cua nguoi lao dong.

Ting budc khic phuc kho khan trong hoat dong SXKD, dam bdio ché do chinh sach
cho nguoi lao dong vugt mirc quy dinh cua phap luat. Nham tao diéu kién ting budc
thu hat can bo ¢6 nang luc vé cong tac tai Cong ty.

7. Bao dam doi song, viée lam va cong tac an sinh xa hoi:
Tép trung thu hoi cong ng khach hang va tim kiém cac khach hang mdi nham tung
budce cai thién cac ché do chinh sach dam bao doi song cho nguoi lao dong;

Stra dbi cac quy dinh, quy ché tra luong dung véi gid tri stre lao dong. dam bao cong
bang trén co so hiéu qua cong vice: thue hién dai ngd va khuyén khich kip thoi nhing
CBCNYV hoan thanh xuat sac nhi¢m vu.

Phat huy vai tro va trach nhiém xa hi cua doanh nghiép thong qua cic hoat dong chia
s¢ kho khan, ung hd nguoi dan tai cac ving bi thién tai va trén dia ban hoat dong cua
Cong ty.

Trén day la két qua hoat dong SXKD nam 2018 va ké hoach SXKD nam 2019. Voi

nhitng giai phap cu thé da dé ra va quyét tim phat huy tinh than doan két, chu dong, sang
tao, Cong ty CP Cao su Ha Noi nd luc phin ddu som vuot qua giai doan kho khin dé hoan
thanh tot nhiém vu ké hoach SXKD nam 2019.

Kinh trinh Dai hdi déng ) dong.

/—““‘“ ~“~ -

/" DNG GIAM\DOC

: ;;]‘

Pham"ﬂ?)ng Viét




