S6: 821/NQ-HPQT

Thira Thién Hué, ngay 11 thdng 11 nim 2020

NGH] QUYET
HQI PONG QUAN TRI
Can cir Quyét dinh s 169/2004/QD - BCN ngay 09/12/2004 va Quyét dinh sb
2722/QP - BCN ngdy 25/8/2005 ciia B§ Cong nghiép (nay 1a B Cong Thuong)
chuyén Cong ty Dét May Hué thanh Céng ty C5 phin Dét May Hué;
Cin cir Diéu 18 td chirc va hoat dong cia Cong ty Cb phian Dét May Hué;
Cén cr Bién ban cugc hop HPQT Céng ty s& 820/BB-HDQT ngay 11/11/2020.
QUYET NGHI:
Diéu 1: 100% céc thanh vién HDQT théng nhit thong qua bio cdo két qua
sin xuit kinh doanh quy III, 9 thing dau nim 2020, cy thé la:
1 Két qua sin xuét kinh doanh quy ITI nim 2020:
a) Gi4 trj san xuét cong nghiép: 348 ty ddng, dat 100% ké hoach.
b) Téng doanh thu: 356,5 ty ddng, dat 99,6% ké hoach.
- Doanh thu soi dat 126 ty ddng, dat 90,3% ké hoach quy.
- Doanh thu may dat 221 ty ddng, dat 106% ké hoach quy.
- Doanh thu khéc dat 9,5 ty ddng, dat 95% ké hoach quy.
¢) Kim ngach xuét khiu tinh da: 33 tri¢u USD.
d)Kim ngach xuét khdu thanh toan: 13,1 triéu USD, dat 98,5% ké hoach quy.
¢) Loi nhuin truée thué: 3,08 ty dong, dat 102,6% ké hoach quy.
f) QuS' lwong tich liy: 10,69 ty dong.
2 Két qua san xuét kinh doanh 9 thang diu nim 2020:
a) Gia trj san xuit cong nghu;p 945 ty ddng, dat 67,4% ké hoach nam.
b) Tﬁng doanh thu: 999 ty dong, Qat 69% ké hoach nim. Trong do, doanh thu
xuat khau dat 703 ty dong, chiém 71% tong doanh thu.
¢) Kim ngach xuét khiu tinh di: 64,9 triéu USD, dat 82% ké hoach nim.
d) Kim ngach xudt khau thanh toan: 31,5 triéu USD, dat 67% ké hoach ném.
¢) Kim ngach nhip khéu: 39 tri¢u USD, dat 44,6% ké hoach nam.
f) Lginhudn truéc thué: 7,92 ty ddng, dat 79,2% ké hoach ndm.
g) Quy luong tich lily tinh dén 30/09/2020: 12,47 ty dong.
h) Khéu hao: 42,6 ty dong.
3 Cong tac diu tu:
3.1 Céc dy 4n diu tr 43 hoan thanh:
- Du 4n déu tur thiét bj nha may S¢i ndm 2019 chuyén tiép véi tong mirc dau tu
13,7ty dong
- Dy an dAu tu thiét bi nha may May n’am 2019 chuyen dy 4n vai tong mirc dau tu
35,8 ty ddng. Dy kién hoan thanh thanh quyét todn trong quy 1V/2020.
3.2 Céc dy 4n diu tw dang trién khai:
a) Dy 4n nhd an hai tang va nha diéu hanh: D3 dugc T4p doan phé duyét chu
truong dau tu voi tdng mirc dau tu 34 ty dong. Hién dang tam dimng.
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b) Dy an dau tu b sung thiét bj soi giai doan 2020 — 2021 véi tdng mtrc diu tu 1a
89,9 ty ddng. Pa phat hanh hd so moi thiu g6i thiu sb 1 “Cung cap, chuyén glao
cong ngh¢ 06 mdy sgi con 1.440 coc db sgi ty dong va 03 may soi con 1.440 coc db
soi ty dong c6 bd compact” va géi thau sé 3 “Cung clp,chuyén giao cong nghé may
x¢ ki¢n dai 45m va méy trén 8-10 budng”.

4 Panh gisd mjt sé cong tac khac:

4.1 Khéi Sgi:

- Trong thang 7, Cong ty td chirc tai co céu nha mdy S¢i thanh ly 52 may Textima
dua quy md nha mdy tir 6,7 van coc s¢i vé& 4,5 van coc, sbé luqmg lao djng tir 680
ngudi con 450 ngudi. San lugng hang thang h1¢n nay dat 820 tin chi sé Ne 30, tuong
duong 182 tanfOl van coc sgi/thang, ting 14 tAn/01 van coc s¢i/thang so vd&i thoi
diém trude khi sip xép.

- Thang 8/2020, Cong ty da phat trién thém san phdm méi xuét sang thi trudng
I-Ian Qubc véi cac loai sgi don va sgi xe Ne 23 CoCd, san lugng xuét ban dugc 60
thn, twong tng doanh thu khoang 03 ty ddng. Hién dang mé rong thém sd luong
khich hang tai thj truong nay.

- Thay ddi cén bd quan ly, phuorng phap quan tri san xudt, trién khai thyc hién 58,
dong bo hé thong Quan ly Chit lrgng, dam bao chit lugng san phim ngay tir cong
doan diu tién dén khi giao hang, tao thuan lgi cho cdng tdc ban hang va ning cao uy
tin cua Cong ty.

4.2 Khoi Dét Nhuqm

San lugng san xuét thap din dén chi phi, gi4 thanh san pham téng cao lam giam
ning lyrc canh tranh mit hang vai cua Cong ty. Trong quy 111/2020, tdng s6 don hang
chi dap g dugc 30% néng lyc san xuét cia nha may.

4.3 Khéi May:

- Phéi hop v6i phong Tai chinh Ké toan thuc hién bao céo quan trj tai cac nha may May.

- Da thyc hi¢n sép xép lai co céu td chire, chirc nﬁng, nhiém vu cia cac don vi truc
thuoc khdi May theo huérng t{mg tinh cha dong cho cdc nha may, giam thoi gian va
ngudn lyc hao phi khéng can thiét, tap trung nguon lyc cho cong tac thi tru'orng nhim
muc tiéu tang hiéu qua khdi May. Viéc thay ddi md hinh hoat dong budc dau da co
nhimg két qua tich cyc trong cong tic san xudt,

4.4 Kh6i Ngi chinh va Tai chinh:

- Soat xét lai tai llf;u hé thong cuia Cong ty va hd tro cac don v; trong Khéi May
ban hanh tai liéu hé thong pht hgp véi mé hmh quan ly méi cua Khéi May.

_-balap duén dAu tr mua 01 xe 30 chd ngdi va 01 xe 07 chd ngdi, hién dang hoén thi¢n
ho so.

- P trién khai cho thué miit bing lép dat dién mit trdi tai nha may May 4.

- Phong Tai chinh Ké toén da hudng dén cic nha miy May trong viéc x4c dinh céc loai
chi phi phuc vu céc bao cao quan tri kip thoi.

Pitu 2: HPQT thong nhit théng qua cic chl tiéu san xuit kinh doanh va
nhi¢m vu giai phap thu’c hién quy 1V/2020, cu thé nhu sau:

2. Ké hoach san xuit kinh doanh quy IV nim 2020:

2.1 Mt s6 chi tiéu chinh:

a) Gia tri san xuit cong nghi¢p: 364 ty dong.

b) Téng doanh thu: 376 ty ddng. Trong do:
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- Doanh thu tiéu thy si dat 144 ty déng;
- Doanh thu tiéu thy may dat 220 ty dong;

- Doanh thu khéc 12 ty déng.

¢) Kim ngach xuét khiu tinh dii: 23 triéu USD.

d) Kim ngach xuét khiu thanh tosn: 16 tri¢u USD.

e) Kim ngach nhip khéu: 13 triéu USD dat 100% ké hoach.

f) L¢i nhudn truée thué: 5ty ddng.

g) Quy luong tich liiy: 09 ty ddng.

h) Khiu hao: 10,2 ty ddng.

2. Ké hoach va giai phép:

2.2 Khéi S¢i

2.2.1 Cong tac thj trudng:

a) Xu thé cua thj trudng:

- Gid nguyén li¢u c6 xu huéng ting, cac nude cﬁng dang ap dung trang thai binh
thuong dé phuc héi kinh té cling da 1am cho gi4 sgi phuc hdi va ting manh trong
nhitng théng cubi ndm 2020 va dau nam 2021.

- Cy thé, thi truong Nam My sau thoi gian tri tré thi trudng nay da c6 nhimng tin
hi¢u lac quan, nhu cau mua hang va gid ca ting manh hon rét nhiéu so véi thj truomg
Chau Au khi dich bénh bung phat trd lai & khu vyc nay.

- Thij trudng Dai Loan, Nhéit Ban va Han Quéc ¢ xu hudng bao hoa trong 02 quy
dau nim 2021. Tuy nhién tir quy I11/2021 tré di ¢6 xu hudng tang manh khi giai doan
tiéu dung ctia ngudi chau A thudng tdng manh trong cac thang cuoi nam.

b) Gidi phap:

- Thong ké, phan tich, danh gié hi¢u qua kinh doanh dbi véi tat ca cac khach hang
hi¢n tai cua Cong ty, sang loc va rit khoi céc thj truong, khach hang ¢ higu qua thap
dé phat trién cac thi trué’ng, khéch héng méi mang lai hi¢u qua cao hfm, cu thé:

+ Thj trudng Bo Dao Nha: T1ep tuc chdo ban cac don hang xuit sang thj trudng
ndy do c6 1¢i the vé viée cung cap CO form EUR 1 cho thj trudng Chau Ay, bén canh
do tlep tuc nang gi ban dé tang hi¢u qua kinh doanh. Nén trong quy IV ty trong Xuét
khau sang thj trrdng ndy tiép tuc tang, chiém 30% tong don hang.

+ Thi trucmg Nam My: Nhu cdu sgi & thj truomg nay trong quy IV, tdp trung chu
yeu vao céc 1oa1 sgi TCM 65/35 va TCD 65/35 va gia ca cai thi¢n nhiéu so véi cac
thang trudc, ticp tuc chét cac don hang chi s6 thap Ne 20/1, Ne 24/1, Ne 30/1 ¢6 lai
dbi véi thi trudng ndy. Ty trong don hang chiém 30%.

+ Thj truong Han Quoc Miic tang gié sgi cotton & th; trrdng nay con chua cao
nén dang dam phan ning gia ban sgi cotton, duy tri thi phan hién c6 ¢ thi trudng nay
Ngoai ra, dang chao ban thém mdt hang sgi CVC véi muc gia ban co6 hi¢u qua db6i voi
thi truong Han Quoc Ty trong don hang chiém 5%.

+ Thj trudng Thé th Ky: Vin con chju sy anh huéng ndng né cua dich COVID-
19 nén tinh hlnh san xuét kinh doanh cta céc Nha may chua tro lai binh thuong dugc,
din dén nhu ciu sgi & thj truong ndy con thap, gi4 ban chua cai thién. Do do, a6i voi
thi trudng nay, phbng KD wu tién nhén cic don hang 1€ c6 1ai, va cac don hang sgi
CVCM hiéu qua hon so véi CVCD. Ty trong don hang chiém 10%

+ Thi trudng Pai Loan: gia ban ¢ thi tmorng Pai Loan c6 cai th1¢n nhung con thap
so véi mic ting cua & cac thi trudng khac nén trong thang t&i c6 gang duy tri chao
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e han;d:;ifgnl:éi%%ﬁmyen théng v&i céc chi sb thép, dam bao cé hidu qua. Ty trong

ban"'n';};‘nm‘fmg ndi dja: nhu cau si dung soi téng, cing véi d6 1a sy ting 1én cua gia
g mirc iﬁng it hon so véi cac mijt hémg xuit khdu nén trong thang t&i van

tap trung sin xudt sgi xudt khiu. Tuy nhién, vén duy tri thé COCD, TCD 87/13, TCD

65/35 d¢ ban cho cé4c khach hang truyén thong, gilt virng thj phan va khach hang hién

¢ thi trudng nay vdi ty trong don hﬁng chiém 15%.

2.1.2 Cong tc quan trj sin xuit:

a) Dam bao va 6n dinh chét lugng sén phém:

- Kiém soat chit ch& chat lugng ban thanh phim tai cong doan bdng, chai.

- Phan céng trach nhiém cy thé timg c4 nhén phu trach tai cac may (bdo tri, van
hanh, thi nghiém).

- Sau khi hoan thién cong tac d4u tu, phadm cdp chat lugng san phim sgi ciia Cong
ty phai dat tir loai kha tr¢ 1€n, lam co s& dé bo phan kinh doanh x4c dinh lai phin
khuc thi truong va khach hang muyc tiéu.

b) Tang ning suét lao dong, hiéu suat sir dung may:

- Tang nang suét lao dong tir 182 tan/van coc soi 1én 190 tanfvan cQC sQi, tién téi
dat trén 200 tan/van coc s¢i sau dau tu.

- Ting hiéu suat hoat ddng cua may sgi con tir 1-2% so v6i hién nay, trong do,
may s¢i con Textima ting tr 90% lén 91%, Suessen ting tir 88% 1én 90%, Toyota
tang tir 91% lén 92%, Rieter tang tir 89% lén 90%.

- Tép trung vao chat lucmg cong tac bao tri, nghxcn clru céc cai tién k¥ thuat dé
giam thoi glan dung méy, giam sb lugng coc chét tai may s¢i con.

- Sip xép lai mit bang nha xudng khoa hoc, thong thoang, hi¢u qua t6i wu.

¢) Ra soat, ban hanh lai dinh muc s dung nguyén, nhién li¢u, vat tu, phy tung,
dién cho tung loai san pham phu hop voi cong nghé nha mdy sau khi sip xép.

d) Nghién ctru, phat trién cac sin pham méi phu hop voi xu huéng, thi hiéu cua
thi truong nhu sgi Compact, sgi CF .. muyc tiéu phét trién dugc 01 san pham
méi/quy. Cong tac lam mau, gzao mau phai dim bao dung quy trinh, phan cong
nhi¢m vy ey thé cho tirng thanh vién thyc hién.

e) Té chirc cac 16p ddo tao ning cao ky nang tay nghe cting nhu can by quan ly
nha may dé van hanh mé hinh san xuit méi cé hiéu qua. T chic cac doan tham quan
hoc tap cac doanh ngh1¢p ¢6 hiéu qua trong nganh.

2.1.3 Cong téc tiét ki¢m chi phi

- Van hanh diéu khong h1¢u qua, én dmh on, 4m do, ddng thoi, Iya chon phuong 4n
pha bong khoa hoc, hop ly dé 6n dinh chét lugng va giam ty 1€ tiéu hao bong, xo nguyén
liu.

- Lya chon co kién, phy tung voi chit lugng, muc gia phu hop, sir dung hi¢u qua
dé tiét kiém chi phi.

- Ra so4t, thay thé cac ddng hd dién d3 cii dé giam ty 1& that thoat trong hé thong
dién cua nha may, han ché van hanh cic thiét bj khong can thiét dé giam mirc tiéu thy
dién cia nha may.

2.1.4 Cong tac cung ong:
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o 210 g 8 cc i cung g (vt ,co kién phy ting, éng o, thing caron,
van » Phe ligu...), thuong luong gidm gia, cung chia s& véi Cong ty
trong luE Cong ty cling phfi'l giam gia cho céc doi tac, khach hang.

- ‘Kiem ke, 'kiém tra chat lugng co kién phy tung, lap phuong 4n sir dung co kién
phy ting hop 1y, gbp phan giam chi phi, ning cao hiéu qua cho Cong ty.

2.1.5 Cong tic dao tao:

- T4 chire céc 16p dao tao nang cao ky nang tay nghé ciing nhu can b quan Iy nha
may dé’vén hanh mé hinh san xuét méi c6 hiéu qua.

- T6 chire cac doan tham quan hoc tap cac doanh nghiép cé hiu qua trong nganh.

2.2. Khéi D¢t Nhudm:

- Chu dong phéi hop véi bd phéan thi truong Khdi May tim kiém don hang dé dap
ung ndng lyc san xuat cia nha may dam bao céng viéc cho ngudi lao ddng va hiéu
qua cua Cong ty.

_- On dinh chét lugng, theo ddi tién d¢ gia cong vai moc dé cac nha may chu dong
trién khai san xuat.

2.3. Khbi May:

2.3.1 Cong tac thi truong:

- Tich cyc khai thac thj trudng, dam bao cac don hang san xuat cho cac nha may
trong quy IV ndm 2020 va quy I nam 2021.

- Danh gi4, ra soat lai hi¢u qua cac don hang, khach hang hi¢n tai cua Cong ty dé
c6 phuong an sang loc, vu tién lya phon cac don hang 16n, don héng FOB d¢ tao diéu
kién cho cac nha may tang nang suat lao ddng, tdng hi¢u qua cua khoi1 May.

- Thyc hi¢n giam §6 lugng vendor trung gian cua cdc don hang may, tién dén lam
don hang FOB tryc tiép tir khach hang.

2.3.2 Cdng tac quan trj sin xuit:

- Hang thang, 13p bdo cdo quén trj cdng téc san xuat nhdm phan énh chinh xéc két
qua SXKD, kip thoi c6 céc giai phap dieu hanh SXKD c¢6 higu qua.

- X4c dinh, phan quyén viéc cung mg céac loai vat tu, phy tung, nguyén phy ligu
gilra cAc nha may May va céc phong Thij trudng May.

- Tép trung thu hdi cong ng qud han, ddm phén lai voi khach hang dé giam sb
ngay thu tién, can ddi dong tién cta Cong ty.

3. Khoi Nbi chinh:

a) Xdy dyng phuong an, thyc hién khoan quy lvong cho cac phong Thj truong
May tir ngdy 01/11/2020 va phong Kinh doanh tir ngay 01/12/2020.

b) Soat xét lai Quy hoach can by Cong ty.

¢) Nghién ciru thanh 1dp b¢ phén IT cua Cong ty.

d) Phéi hop céc trudng va don vi ddo tao chuyén nganh t6 chirc céc 16p dao tao
theo nhu cau cta cic don vi.

¢) Phéi hop cc don vi trong Cong ty td chirc cac chuong trinh dao tao ndi bd, boi
dudng can bd ngudn céac cip cho Cong ty theo huéng:

- Trudng don vj td chirc ddo tao ngudi ké cén;

- Chuyén vién gidi xay dyng gido trinh va dao tao chuyén vién khic.

f) T chirc danh gia ndi bd toan Cong ty ndm 2020, ra soat lai tai li¢u hé théng
Céng ty va Quy ché bao mat théng tin Céng ty (NS-QC-13).

4. Céng téc diu tu:
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4.1 Linh vyc s¢i:

- Hoan thi¢n dy 4n dau tu bo sung thiét bi S¢i ndm 2020 - 2021 da dugc phé duyét.

- Lap du 4n dau tu 2021-2022: Trién khai diu tu them may con dd sgi tu dong
1440 coc, may xe, may nén khi, may boc bao va mot sb thiét bi khac dé tdng tinh cha
dong cho nha may trong qua trinh san xuét.

4.2 Linh vygc D¢t Nhugm: Piu tu bd sung thém 10 may dét kim cho nha may
Dét Nhugm dé can bing giira nang lyc d¢t va nang lyc nhu¢m, dam bao du ning lyc
dé tiép nhan cac don hang Dét Nhuom so lugng 16n cua khach hang hodc ban vai.
Thanh Iy cdc may dét Mayer & Cie da hét khiu hao va hu hong dé 1ay mat biang 1ip
may mdi.

4.3 Linh vyc May

- Lap dy an diu tu may cat tyr dong cho cac nha may May 1, May 2, May 4 va chi
nhanh Quang Binh theo nhu cdu cua cac don vi.

- Lap phuo*ng an cai tao kho thanh pham tai nha may May 4 va chi nhanh Quang
Binh; Mua méi 01 ndi hoi cong sudt 1 5 dén 2 T/h cho nha may May 4.

4.4 Piu tu khac: Thay thé dudng 6ng nudc ndi bo Cong ty.

5. Cong téc tai chinh:

a) Chun bj ngudn vén cho céc dy 4n dau tu giai doan 2020-2021 va 2021-2022.

b) TH chirc dio tao, huéng dan nhan vién hoan thign bao cao quan trj tham muu
cho Ban diéu hanh Cong ty.

Pitu 3. Hoi dong quan trj thong nhét chu truong dAu tu tai cac Khdi dé nang cao
nang luc sdn suat va 6n dinh chat lugng san pham tang tinh canh tranh trén tiu
truong. Tuy nhién, de dam bao can doi nguon von trong céng tac dau tu, yéu cau
Tong Gidm d6¢c lap Kké hoach trién khai dau tu chi t:ct tai cac Khox va bao cdo Hoi
dong quan trj trude khi trién khai. Riéng dy 4n thay thé dudng dng nudc ndi bd giao
Téng Giam dde Cong ty chi dao thye hién kip thoi.

Pidu 4: Giao Téng Giam dbc Cong ty chi dao td chirc thyc hi¢n cong tac san Xuét
trong quy IV nam 2020 phén d4u hodn thanh va vuot céc chi tiéu ké hoach dé ra.

Diéu 5: Céc thanh vién HPQT, Ban D}eu hanh, Trudng cac don vi tryc thugc
Céng ty chiu trdch nhiém thi hanh Nghj quyét nay./.

Noi nhdn:

- Céc thanh vién HPQT;
- Ban Giam doc Cong ty;

- Truong Ban Kiém soat;

- Ké toan trudng;

- Truéng cic don vi;

- Cong bo thong tin;
- Luu: VT, Thu ky HPQT;,
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