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Quan tri doanh thu dwong bay Pong Bac A ciia Vietnam Airlines
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Tém tit:

Qudn tri doanh thu (OTDT) la mét trong nhitng van dé dwoc quan tam nhdt
trong hoat déng quan tri ciia cac hang hang khong, véi muc tiéu chi yéu la t6i da
héa doanh thu trong gidi han ciia nhitng nguon liec hién cé. Puong bay Péng Bdc
A la dwong bay quéc té trong yéu cia VietnamAirlines. Hiéu qua cong tac QTDT
trén dwong bay ndy cé dnh hwong toi toan bé két qud hoat déng ciia
VietnamAirlines. Chinh vi vdy, bai viét sé tdp trung phdn tich va danh gia hoat
dong QTDT trén cac duwong bay nay cua VietnamAirline.

T khéa: Qudn tri doanh thu, Puong bay Péng Bic A, Hang ddt ché, Mo ban qud
tai, Doanh thu, Chi phi, Loi nhudn, Hé SO st dung ghé.

Abstract: Revenue Management is one of the most crucial aspects in airlines
management and administration, with the primary goal is maximizing revenue with
limited resources. Northeast Asian route is the essential international airport of
Vietnam Airlines. The efficiency of the Revenue Management on this route has
impact on the entire perfomance of Vietnam Airlines. Thus, the paper Will focus on
analyzing and evaluating the revenue management activities on these routes of
Vietnam Airlines.

Key words: revenue management, Northeast Asian route, booking class, cost,
revenue, overbooking.

1. Pit van dé

Khai niém vé quan tri doanh thu (QTDT) dugc sinh ra boi nganh hang
khong tir nhimg nam 1980. Theo cach hiéu don gian, QTDT la k¥ thuat ti vu hoa
doanh thu cho céc loai hang hoa cé sé lugng nguon cung cb dinh trong ngan va
trung han (vi du nhu nganh kinh doanh khach san). QTDT dem lai hiéu qua 16n &

! Truong Pai hoc Ngoai thuong, Email: giangdtt@ftu.edu.vn
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cac loai hinh kinh doanh ma chi phi c¢b dinh cao (so véi chi phi bién d6i) hay con
goi 14 don bay hoat dong cao. Pdi véi cac doanh nghiép niy, doanh thu ting thém
c6 ¥ nghia séng con véi viée ting loi nhudn cia doanh nghiép. Do d6, QTDT la
mot trong nhitng hoat dong quan trong nhat ctia nganh hang khéng trong bdi canh
hién nay, khi canh tranh va hop tic giira cic hang hang khong dang tién toi nhimng
giéi han phat trién hoan toan méi. Sy lién két trong canh tranh (code share) hay ca
hdng hang khong gia ré di 1am thay d6i nhimg phuong thirc a tip quan truyén
théng. QTDT van tai hanh khach thong qua su quan 1y linh hoat hé théng gia vé
(class booking), m¢ ban qua tai (overbook), cac chinh sach wu dai, cac hoat dong
marketing da duoc hau hét cac hing hang khong dua vao ung dung véi cong cu ki
thuat cha yéu 13 cac phan mém phén tich dir liéu, du bao hanh vi ciia ngudi tiéu
dung trong pham vi, thuc hién cac quyét dinh quan Iy nham t6i da hoa gia trj cta
san pham hién hiru, ting doanh thu. Va nhu hau hét cac hang hang khdng quéc té
khac, hing Hang khong Qubc Gia Viét Nam (Vietnam Airlines, VNA) ciing dic
biét chi trong téi cong tic QTDT trén nhimmg duong bay qudc té vi day 1a mang
kinh doanh quan trong nhit, quyét dinh su phat trién cua héng.

2. Noi dung va céc tiéu chi danh gia QTDT ddi v6i hing hang khong
QTDT bao gdm mot hé thoéng cac quy trinh, quy dinh, k¥ thuat, va ca cong

nghé dé chi phdi nhu cau cia thi trudng trén pham vi vi mé (micro) theo hudéng co
loi nhéat cho hing hang khong. Cac hang phai tra 10i cac cAu héi cbt 18i nhu thi
trudng dugce phan doan nhu thé nao? Nhu cau va hanh vi ctia khach hang tai cac
doan thi truong khac nhau ra sao? Phai cung cdp cac san pham nhu thé nao dé anh
huong triét tiéu 1an nhau 1a thap nhat? Phan phdi san pham theo cac kénh nhu thé
nao dé co thé tiép can thi truong mdt cach tot nhat? mire gia ban cho mdi kénh
phan phdi, mdi doan thi trudng nén nhu thé nao dé khong tao ra cic méau thuan loi
ich? Muc gid ban nén thay doi nhu thé nao dé tao thém nhu ciu ma khong anh
huong téi kha ning thu loi nhuan? Su két hop giita cac san pham hd trg hodc thay

thé 14n nhau nén nhu thé nao dé dam bao doanh thu ludn ting?

Nhu vay, vé ban chit nhiém vu cbt yéu cua QTDT la ban ding san phém
cho dung khach hang can dung vao ding thoi diém véi muc gia hop 1y. Dé thuc
hién nhiém vu ndy, cAn hiéu dugc nhan thire ctia khach hang vé gia tri san phdm va
tir ddy xac dinh dugc gia ban, kénh phan phdi, dung luong cho ting phan thi khach
mot cach tbi vu. San phém ua mdt hang han khong tao thanh mot mang ludi co su
lién két chat chg, tham chi 1 thay thé 1An nhau (Network Capacity). Trong trudng
hop ndy, mot quyét dinh dua ra 1am ting doanh thu ciia mot san pham nay nhung
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lai c6 thé 1am giam doanh thu ctia mot san pham khac trong hé thong.

Trong thyc té ctia nganh hang khong, Revenue management (RM) — Quan tri
doanh thu (QTDT) (E. Andrew Boyd, (2007) c6 thé dugc khai quat thanh 03 diém

co ban nhu sau:
e Giam/ t6i thiéu hoa chd thira (seat spoilage)

e T4i da hoéa doanh thu trén mot khach/ chd: dam bao khach dem lai doanh thu
cao khong bi 1ay chd boi khach chi dem lai doanh thu thip hon (nguyén tic uu

tién theo doanh thu cén bién estimated marginal seat revenue, EMSR).

e Téi uu héa doanh thu ciia khach doan: xac dinh gia va chd cho khach doan &

mirc d6 hop 1y nhat
Bai toan QTDT c¢6 thé duge dién dat nhu sau (Frederic Voneche, 2005):

t(ry,...,rm) = iz fixX; — max

j=1 i=1

e t-tong doanh thu dén tir cac chuyén bay (j=1,2,...,m);
e X -chd; (i=0,1,2,...,n: tai cung tng);
e f - Qi (trén thuc té dugc nhom vé mot sé mac nhat dinh theo hang ghé)

Tir nhitng phan tich trén déy, c6 thé khai quat QTDT la hé thong cac quy dinh,
quy trinh, phuong phap nham t6i da hoa doanh thu cua ca mang luéi dudng bay
thong qua viéc cung cap vé voi muc gia hop 1y nhat cho cac ddi tugng khach hang

pht hop nhat vao nhitng thoi diém t6t nhat.

C4c tiéu chi danh gia QTDT bao gdm tong doanh thu, tong chi phi, loi nhuan,
donh thu trén mot ghé, hé sb sir dung ghé.

3. Heé thong quan tri doanh thu ciia Vietnam Airlines tren ciac duwong bay
Pong Bic A

3.1 Mang luéi phin phoi

Khach hang mua vé cia VNA qua 4 kénh trong d6 c¢6 3 kénh truyén thong la
cac phong ban vé truc tiép cia VNA, cac dai ly ban vé va cac cong ty du lich (t6
chuc tour du lich tron goéi va ban vé may bay). Dbi véi hé thong kénh ban trong
nude, VNA ¢6 3 van phong khu vuc Mién Bic, Trung, Nam dat tai Ha Noi, Pa
N&ng va Thanh phé H6 Chi Minh. Cac van phong khu vuc ¢6 nhiém vy xdc tién
thuong mai, phan phéi vé dén khoang 200 dai 1y do cac vin phong nay quan Iy tai



hau khép cac tinh thanh trong ca nudc. Véi hoat dong ban vé qubc té, cac phuong
thae truyén thdng c6 su tham gia caa hé théng cac van phong dai dién cia VNA,
cac tong dai ly, cac cong ty du lich nudc ngoai (cong ty du lich tai cac thi truong
ngudn/ cong ty du lich gui khach) va céac dai Iy du lich. Mang Iuéi kinh doanh ¢
nudc ngodi caa VNA, ¢b tim bao pha rong vé dia Iy tai Chau A, Chau Au, Chau
Uc va khu vuc Bic My. Tir chd chi cd mot vai van phong dai dién ¢ nudc ngoai
trong nhitng nam dau thanh lap, tinh dén 01/04/2014, VNA d3 quan Iy 33 vin
phong chi nhanh ¢ 22 nudc va ving l1anh tho, chi dinh 12 téng dai ly tai nudc
ngoai, tham gia BSP/ARC? tai 38 nudc va tién hanh hoat dong ban théng qua toan
bo hé thdng dai Iy BSP/ARC tai cac nudc nay. Tai khu vuc Pong Bic A, VNA ¢6
van phong dai dién tai hau hét cac thi trudng trong diém nhu Nhat Ban, Han Quédc
cung nhu mang ludi cac dai ly ban vé rong khap.

Pé dap (ng v4i xu hudng mua ban chung cia khich hang trong thoi dai
cong nghé thong tin phat trién manh, trong 05 nim gan day, VNA d3i dau tu dé
trién khai hinh thtc ban vé truc tuyén (qua cong thong tin dién tir cia VNA va cac
cong thong tin dién tir Travel Portals khac) nham ting kha ning tiép can khéch
hang truc tiép va giam chi phi ban. Doanh thu tir kénh truc tuyén chiém khoang
6,3% tong doanh thu ban vé cua VNA hién nay. Vé dién tir duoc trién khai tir nam
2008 trén toan mang ludi phan phéi caa VNA va cho tat ca cac chuyén bay VNA
khai thac. VNA ciing d3 ky hop dong ban vé dién tur interlines voi gan 90 hang
hang khéng d6i tac. Ban vé truc tuyén ngay cang c6 vai tro quan trong hon trong
hé thdng cac kénh ban vé cia VNA dic biét 1a vé may bay noi dia. Chi phi thap,
muc d6 tién dung cao va tinh bao mat ngay cang dwoc cai thién 1a nhitng nhan t6
thac day hinh thirc ban vé nay.

Hé thong dai Iy ban vé cua VNA véi dic diém bao phu rong vé dia ly va Ion vé
s6 lwong, di dong gop khoang 90% doanh thu ban vé cua VNA va 1a kénh ban
quan trong, gitp VNA tiép can duoc vai tat ca cac ddi tugng khach hang khip noi
trén thé gioi.

3.2 Chinh sdach va cong cu qudn tri doanh thu cia Vietnam Airlines trén dwong

bay Déng Bic A

VNA theo dudi mét chinh sach QTDT tuong dbi linh hoat trén cac duong
bay Pong Bic A. Bén canh muc tiéu tdi da hoa doanh thu, VNA tap trung vao

2 Aviation Reporting Corporation (ARC): d t6 chitc cung cdp dich vu thanh toan giao dich ban
ve gitta Hang hang khong va dai ly ban vé tqi thi truong My.
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viéc nang cao doanh thu trén mot ghé di doi voi nang cao hiéu suat st dung ghé.
Mot nhan t6 can duoc luu ¥ 1a VNA da va dang ting cudn mo thém cac duong bay
méi tai Pong Béc A, dic biét 1a Nhat Ban. Viéc mé cac duong bay méi sé co thé
tao ra nhiing hiéu tng thay thé 13n nhau gitra cac san pham, lam giam di trong ngan
han hé sé sir dung ghé ciing nhu doanh thu trén mot ghé.

Cong tac quan tri doanh thu dugc thyc hién véi nhitng cong cu chu yéu nhu
hé théng cong nghé thong tin, hé théng quan Iy chd, mic mé ban qua tai, cac hang
dat chd va cac chién dich marketing. Cac chinh sach vé quan tri doanh thu dugc
thé hién qua cac quy dinh va viéc trién khai st dung cac cong cu nay. Khi muén téi
da hoa doanh thu trén toan mang bay hoac trén mot duong bay thi Vietnam
Airlines s& ¢ nhitng chinh sach, nhitg diéu chinh véi viéc thay doi tir lich bay tsi
mé ban cac hang dat chd hay mirc mé ban qua tai. Chinh vi vay, viéc phan tich cac
cong cu dugc ap dung trong thyc tién s& 1am ndi bat cong tac quan tri doanh thu
cua VNA.

Cong nghé thong tin (CNTT) 1a mot trong nhitng cdng cu quan trong dé
ning cao ning suét lao dong vaphuc vu diéu hanh va hd trg hoat dong san xuat
kinh doanh. VNA &p dung nhiéu cong nghé maéi trong viéc giao dich v&i khéch
hang, tang tinh trai nghiém, thuan tién cho khach hang khi sir dung dich vu qua hé
théng dit giir chd ban vé - 1am tha tuc chuyén bay va hé théng thuong mai dién tir
cua Sabre, hé théng quan 1y khach hang thudng xuyén FFP cia UNISYS, hé théng
dit giit chd cho hang hoa CargoSpot cia CHAMP, hé théng quan ly ULD cua
SITA, hé thong tim kiém hanh ly that lac WorldTracer caa SITA, hé théng ung
dung phuc vu Skyteam. VNA di trién khai cac chuong trinh ang dung nhém quan
Iy chung nhu quan tri doanh thu (RAS) quan ly tai chinh (GAS); hé théng dio tao
truc tuyén E-learning, hé théng quan Iy hop déng, quan ly mua sam (PO), Cong
thong tin dién tir ndi bo Portal...Hon thé nita, Vietnam Airlines ciing dang tap
trung phét trién cac phan mém ang dung nham ting cuong su tuong tac voi khach
hang, ting su tién dung khi hanh khach st dung dich vu cia hdng bang cac chuong
trinh nhu dit chd ban vé truc tuyén, tng dung trén dién thoai di dong danh cho
khach hang thuong xuyén FFP....

Véi hé théng quan 1y chd, VNA thuc hién viéc té chic quan 1y, khai thac va
diéu hanh hé théng dat gitr chd tu dong, thuc hién va giam sat thuc hién cac nghiép
vu cap nhat lich bay, diéu hanh chuyén bay, xir ly cac tinh hudng do thay dai lich
bay, theo ddi, d4nh gia va cap nhat thong tin lién quan dén tinh trang dit gii chd
trén cac duong bay.



Mot trong nhitng quyét dinh chu yéu can phai duoc dua ra 1a quyét dinh viéc
M¢& ban qua tai (over book) trén cac duong bay. Murc dd mé ban qua tai phu thudc
vao ty 1& huy dit chd, ty 1& hiiy bo chuyén bay, hé s sir dung cong suit cua chuyén
may bay, mic gid vé may bay va chi phi phat sinh khi phai dén bu cho khach do
d6i chuyén bay. Trong khi 4 thong s6 dau tién cho phép xac dinh duoc loi ich co
duogc khi thuc hién mdé ban qua tai thi khi két hop vo1 thong s6 cudi cung s€ cho
biét diém t6i vu cta viéc mé ban qué tai. Hién nay, VNA dang phat trién mot sé
cac cong cu (thuit toan/ phidn mém) nham xac dinh diém mé ban téi vu cho cho
ting chuyén bay. Cac cong cu nay dua trén co s& khoa hoc 1a 1y thuyét sac xuét
théng ké két hop v6i danh gia phan tich chuyén gia. Tuy nhién, day 1a mot cong
viéc kha phtrc tap do tinh hinh thi trudng bién ddi kha nhanh chéng va thudng
xuyén. Viéc dua trén cac s lidu trong qua khtr duong nhu khong con dam bao cho
mot thanh cong trong hién tai. C6 qua nhiéu bién s6 dé c6 thé dua vao cac mo hinh
du bao. Mit khac, hé thdng ciing chua cho phép truy lung va tap hop dit lidu lich
sir cia cac booking d3 bi huy v6i chi phi thip nhat dé tao ngudn dit liéu dau vao
cho cac phan mém du bao ndy. Hién nay, mirc mé ban qua tai tdi da trén cac
chuyén bay Pong Bic A dao dong tir 8% - 12%.

Gia vé theo hang dit ché 1a cong cu manh mé trong viéc quan tri doanh thu.
Déi vai khach FIT (khach 18), VNA trién khai dai gia rong, linh hoat, dap tng ddi
da nhu ciu di lai cia timg ddi twong khach. VNA c6 ap dung muc gia thap doi véi
cac khach hang c6 nhu cau di lai tiét kiém vai ké hoach sém, déng thoi co trién
khai nhitng muc gia vai diéu kién linh hoat ddi véi khach hang chua c6 ké hoach
xac dinh va mua vé sat ngay. Doi véi khach GV (du lich theo nhém), VNA &p
dung chinh sach gia riéng cho nhom khach khi két hop cling cac san pham du lich
tron goi dong thoi di kém cac diéu kién phd hop véi tinh chat du lich tai ting thi
truong. Db voi khach VFR (khach thim than), VNA hd tro trién khai dai gia thap
va tang hanh Iy mién cudc cho ddi twong khach nay. Di v6i cac ddi twong khach
dic thu khac (sinh vién, lao dong, thuyén vién),VNA trién khai gia phd hop voi
tinh chat cua timg d6i twong khach bao gdom thoi gian Iuu tra, can cude va cac diéu
Kién dac thu lién quan.

Vé hoat dong marketing, hang nam, VNA danh khoang 4% tong chi phi ban
hang dé thuc hién cac chién luoc quang cdo, truyén thong, chinh sach quan hé
khach hang, chinh sach ban hang. Chién lugc quang céo tap trung tai cac thi
truong trong diém ciia VNA trén cac phuong tién quang cdo truyén thong béo chi,
truyén hinh, internet va mot sé phuong tién méi nhu quang céo bién bang ngoai



troi, radio, chuyén muc hang khong. Bong thai,VNA con tham gia tai tro cac su
kién 16n c6 ¥ nghia chinh tri, X& hoi to 16n trén cac linh vuc chu chét nhu vin hoa,
nghé thuat, thé thao ... C4c hoat dong xay dung thuong hiéu dugc day manh, cac
chién dich quang cido duoc trién khai dong nhat - quy md toan mang trén cac
phuong tién c6 uy tin, chat luong cao, lwong doc gia 16n va nham dung ddi tuong
khach hang muc tiéu tai thi truong trong diém va khu vic, nho d6 gy an tuong
manh, gop phan tao hiéu tng cong huong tét. Bén canh dé, cong tic quan hé céng
ching (PR) ciing da dugc day manh va hd trg tot cac chién dich quang ba, dac biét
tai thi truong Viét Nam. Cac chién dich PR dugc thuc hién mot cach bai ban, c6 ké
hoach trién khai cu thé, c6 thong diép truyén thong rd rang, cung cap thong tin day
da va kip thoi. Nho vay, cong tac dinh hudng du luan dugc nang cao ro rét, viéc
trao d6i thong tin hai chiéu thdng qua béo chi gitra cong chiing va VNA ciing duoc
cai thién va day da hon. VNA ciing di thyuc hién da dang hda cac hoat dong quang
b4 thuong hiéu thdng qua viéc to chire cac sy kién phat dong du lich Viét Nam tai
c4c thi truong trong diém nhu Han Qudc, Nhat Ban, Thuong Hai. Cong tac to chuc
su kién dd duoc chuyén nghiép hoa va duoc trién khai dudi hinh thac phédi hop
gitra cac ban nganh co lién quan. Chinh sach quan hé khach hang cia VNA duoc
trien khai vai 02 dbi twong la khach hang ca nhan va khach hang doanh nghiép.
Péi vai khach hang ca nhan, VNA trién khai chwong trinh khach hang thuong
xuyén Bdng Sen Vang — Golden Lotus Plus nham chiam séc va ting thém quyén loi
cho khach hang trung thanh khi st dung cac dich vu hang khéng va phi hang
khdng nam trong hop tac cia VNA. Chuong trinh nay 1a mét trong nhiing chinh
sach quan trong cia VNA trong viéc thu hat cac khach hang mai va tao tinh trung
thanh cho khéach hang khi sir dung san pham caa VNA. Déi véi khach hang doanh
nghiép, VNA trién khai chuong trinh Corporate Account Vi cac uu ddi vé gia va
dich vu cho cac doanh nghiép cd nhu cau di lai thuong xuyén trén cac chuyén bay
cia VNA. Chuong trinh nay duoc xay dung nham khuyén khich cac doanh nghiép
st dung dich vu caa VNA va hudng nhiing quyén loi riéng biét pht hop véi nhu
cau cua mdi doanh nghiép. Bén canh cac chinh sach ban hang tac dong truc tiép tsi
hanh khach, Vietnam Airlines ciing trién khai thuc hién cac chinh sach thuc day
ban d6i v6i cac dai ly ban vé. Chiét khau ban hang l1a chinh sach khuyén khich cho
cac dai Iy c6 thu ban cao, duoc phan loai theo hanh trinh quéc té, quéc noi theo
tirng nhom duong bay canh tranh va theo tirng muc chiét khau.

4 Hiéu qua quan tri doanh thu trén cac dwong bay Pong Bic A

Mang duong bay la tai san vo hinh c6 gia tri 16n nhat caa Vietnam Airlines.



Mang duong bay dugc xay dung theo mo hinh “truc - nan” (hub and spoke) (nghia
la gi) vé6i tan suat khai thac ngay cang cao, tap trung quy hoach ndi chuyén qua san
bay cira ngd tai Ha Noi va Thanh phd H6 Chi Minh. Viéc phat trién mang duong
bay dén nay di duoc thuc hién theo dung dinh hudng chién lugc phat trién cua
Vietnam Airlines. Trong chién luoc ndy, mang dudng bay noi dia va Péng Duong
(Cam- pu- chia, Lao, Mi-an-ma) mang tinh chét co sé nén tang, mang duong bay
quéc té khu vuc Pong Bic A 1a mang duong bay hoat dong chinh, mang lai loi
nhuan chi yéu va mang duong bay xuyén luc dia (Au, M¥) c6 y nghia chién lugc
lau dai.

Déi véi mang duong bay Pong Bic A, Vietnam Airlines da khong ngiing
hoan thién san pham, ting tan suat khai thac tir ca 3 san bay quéc té Ion ¢ Ha
Noi/H6 Chi Minh/Pa Ning dén céac thanh phé chinh cua Nhat Ban, Han Quéc,
Trung Quéc, Pai Loan... nham dap (ng nhu cau ngdy cang gia ting cua thi trudng
tiém ning nay. Dén hét nam 2015, trong s6 57 duong bay qudc té truc tiép cua
VNA dén 29 diém thudc 17 qudc gia va vung lanh thd, c6 téi 28 dudng bay téi 13
diém dén ¢ 5 nudc Pong Bac A véi tan suit cao, hau hét 1a 1-2 chuyén/ngay. Sé
luong diém di/dén quéc té caa VNA téi cac qudc gia ndy I6n hon so véi cac hang
khai thac canh tranh truc tiép nho vao nhitng loi thé vé sy phét trién caa xuat khau
lao dong, du hoc va du lich

Bén canh cac duong bay truc tiép khai thac, Vietnam Airlines da khong
ngirng mé rong pham vi hoat dong théng qua nhiéu hinh thic hop tac vai nhiéu
hang hang khong tai cac nudc nhu hop tac cong nhan ching tir (Interlines®), hop
tac chia chang dic biét (SPA?), hop tac lién danh (codeshare®). Thong qua cac hinh
thirc hop tac, Vietnam Airlines da mo rong dugc mang bay, tir d6, mo rong duoc
mang lu6i kinh doanh bang cach phat trién kénh ban, da dang hda san pham, tao sy
hién dién va nang cao hinh anh caa hang. Vi mét hé théng cac duong bay quéc té
lién tuc dugc mo rong cung vai lich bay ngay cang day hon, Vietnam Airlines da
dam bao duoc doanh thu twong d6i 6n dinh, ngin chin dugc su sut giam doanh thu
do gia vé thap (do gi& nhién liéu giam) cung véi canh tranh ngay cang gay gét hon

*Interlines: la hop dong dwoce 2 hay nhiéu hing ky két dé cong nhdn chimg tir van chuyén lan
nhau, hang nay dwgc phép xudt vé trén ching bay hang khdc va dwoc chdp nhdn chuyén cho
nhiung khéng dwoc hién thi sé hiéu chuyén bay;

*SPA (special prorate agreement): li hop dong song phwong, trong dé cdc hing tham gia gianh
cho nhau cac murc gid thanh toan wu ddi trén cdac chang bay cua nhau theo cac diéu kién cu thé.

> Codeshare: d théa thudn mét hang khai thdc moét chuyén bay/dwong bay cu thé (hang khai
thac), cho phép mot hang khac (hang tham gia) dwgc cong b6 va ban trén cic chuyén bay ciia
hang Khai thac trén sé hiéu chuyén bay cia hing tham gia;
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Trong cac dudng bay qudc té noi chung va Péng Bic A néi riéng cua
Vietnam Airlines thi cac duong bay di Nhat Ban dang c6 mét vi tri quan trong
chién lugc ca Vé ty trong doanh s ciing nhu muc thu nhap trung binh. Voi 3 diém
dau mdi 1a Ha Nai, TP H6 Chi Minh va Pa Ning, VNA c6 t6i 9 duong bay thang
tgi Nhat Ban. Btng thir hai 1a Han Qudc véi 5 duong bay.

Bang 1 cho thiy doanh thu trén cac duong bay Pong Bic A cua Vietnam
Airlines ndm 2015. C4 thé néi riang trong nim 2015, doanh thu cua cac dudng bay
Nhat Ban va Han Qudc 1a dong luc tang truong cua Vietnam Airlines véi mic ting
tuong tng 13 12% va 36%. Cac duong bay toi Trung Quédc va Hong Koéng ¢ su
giam st manh 1am anh hudng t6i két qua kinh doanh trén khu vuc Pong Bac A

Bang 1: Ting truwéng doanh thu nim 2015 trén cac duwdng bay Pong Bic A

Nhit Ban | Han Quéc | Trung Quéc | Pai Loan | Hongkong

326,751 213,716 114,198 109,328 28,873

112.0% 136.4% 71.7% 100.3% 71.3%
56% 40% 55% 31% 26%
4% -5% 1% 2% 0%
Nguon: VNA

Hi¢u qua tai chinh cua hoat dong QTDT noi riéng va hoat dong kinh doanh
noi chung cua Vietnam Airlines trén cac duong bay Pong Bac A va toan hé thong

(ndi dia, qué)c té, toan mang) dugc thé hién tai cac Bang 2.

Bing 2: Két qua hoat dong kinh doanh giai doan 2013-2014

Don vi: USD

Chi tiéu Nim Pong Bic A | Chau Au Qudc té Ndi dia Toan mang
Téng 2014 774,220,086 | 425,271,992 | 1,636,193,424 | 789,369,731 | 2,425,563,155
doanh 2013 790,339,224 | 418,016,124 | 1,630,634,001 | 764,122,776 | 2,394,756,776

thu | Téc do tang -2.04% 1.74% 0.34% 3.30% 1.29%
. 2014 752,192,188 | 520,990,772 | 1,711,521,350 | 759,547,102 | 2,471,068,452
Tonﬁl,"h‘ 2013 740,201,092 | 517,341,703 | 1,684,997,867 | 750,110,988 | 2,435,108,854
P Tée do ting 1.62% 0.71% 1.57% 1.26% 1.48%
, 2014 22,027,899 | -95,718,779| -75,327,926 | 29,822,629 | -45,505,297
nlfl‘l-’;n 2013 50,138,132 | -99,325,579 | -54,363,866 | 14,011,788 | -40,352,078
| Téc do tang -56.07% -3.63% 38.56% | 112.84% 12.77%




HE s6 sir 2014 76% 84% 80% 78% 79%

dung
ghé 2013 1% 84% 79% 80% 79%

Nguén: VNA

Két qua kinh doanh cho thdy thi truong Pong Bic A ¢ vai tro rit quan
trong trong hoat dong kinh doanh trén thi trudng quoc té cia VNA. Hoat dong
quan tri doanh thu trén thi truong ndy da mang hi€u quéa va lgi nhuan cho VNA.
Céac dudng bay qudc té dén Pong Bic A va noi dia dang "gdng ganh" sy thua 16 &
cac duong bay khac.

Tuy nhién, su giam sat trong hiéu qua tai chinh trén dudng bay Pong Bic A
cho thay quan tri doanh thu dang c6 nhiéu van dé ton tai. Mic du duong bay Pong
Bic A c¢6 hiéu qua hang diu vao nim 2013 nhung sang nim 2014 c6 sy giam st
dang ké, nam 2013 chénh 1éch thu chi 1a hon 50 triéu USD, trong khi nam 2014
giam xudng chi con hon 22 triéu USD. Piéu nay cho thdy méi truong hoat dong
van tai hanh khéach canh tranh rat khoc liét va thuong xuyén bién dong, doi hoi
VNA phai c6 nhiing budc chuan bi tét hon va phan ¢ng nhanh nhay hon véi cac
bién dong trong kinh doanh. Thém vao do, trong nhimg nim gin day, Vietnam
Airlines m¢ thém mot s6 duong bay méi. Két qua cho thiy mot sé duong bay
chinh bi anh hudng, két qua kinh doanh giam sat. Tuy nhién, vin dé nay ciing co
thé do mot phan anh huong tir viée gia xang dau trong nam 2014 lién tuc bi diéu
chinh giam manh dan dén gia vé may bay phai diéu chinh giam theo l1am giam st
doanh thu.

Hiéu qua quan tri doanh thu con thé hién trong hé sé st dung ghé. Mic du
mang lai lgi nhuan cho VNA song hé s6 sir dung ghé trén cac duong bay Pong Béc
A vin & muc thap va cé chiéu huéng giam xudng. Trong khi hiéu qua sir dung ghé
niam 2014 1a 84% trén cac duong bay chau Au thi chi & miac 76% cho cac duong
bay Dong Bic A. Thuc trang ndy c6 thé do c¢d nhiéu duong bay vai tan suat cao ¢
ti cac thi truong Pong Bic A dan dén sé lugng hanh khach sir dung bi giam st
trén mdi chuyén bay

5 Mot s6 thanh cong va han ché ciia cong tic quan tri doanh thu trén dwong
bay Pong Bic A

Cong tac QTDT cuia Vietnam Airlines trong nhitng nim vira qua da c6 nhiéu
tién trién. Nhin chung, Vietnam Airlines da phan tGng twong d6i nhanh va hiéu qua
trudc cac thay doi trén thi truong. Nhitng quyét dinh lién quan t6i cong tac QTDT da
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gop phﬁn han ché duoc tac dong bat loi, giam thiéu dugc rui ro va tan dung dugc cac
co hoi kinh doanh. Cong tac xay dung ké hoach tiép thi va mutrc gia cude dwoc danh
gid tot. Ty 1& md ban qua tai da dap tmg duoc nhu cau cua thi trudng va yéu ciu canh
tranh. Cong tac xay dung ké hoach cho cac doan khach, su két hop gilta cac hoat
dong marketing véi mo ban cac hang dit chd c6 mirc gia wu dai ciing da thu hut duoc
phan khuc thi truong muc ti€u ctia cia Vietnam Airlines.

Tuy vay, so voi tiém niang va thuc lyc ciia Vietnam Airlines thi cac két qua tai
chinh trong thoi gian vira qua 1 kha khiém t6n. Hidu qua dau tu, khai thac co so vat
chat chua cao. Cong tic QTDT chua thyc sy dong vai tro tién phong dé trd thanh
phuong thtc chi yéu tao ra loi nhudn va cic gia tri gia ting 16n cho Vietnam
Airlines. Qua nghién ctru va phan tich, c6 thé nhan thiy nhitng han ché chu yéu sau
day trong cong tac QTDT cua Vietnam Airlines.

Thir nhat, su ge‘in két gitra lap ké hoach va trién khai thuc hién con chua that
hiéu qua, dic biét 1a gitta ké hoach dudng bay vdi cong tac xuc tién ban.

Thir hai, su lién két hoat dong QTDT giita cac dudng bay con tuong dbi mo
nhat. Doi ngii nhan sy duoc t6 chire theo cac duong bay cé loi thé chuyén sau, tuy
nhién su phdi hop chua that sy ¢6 hiéu qua. Cac hoat dong marketing ndi riéng va két
ndi cac hoat dong cua QTDT ndi chung chua co6 tac dung l€n toan hé théng.

Thir ba, chua c6 dugc phuong thirc danh gia hiéu qua khai thac duong bay noi
chung va cong tdic QTDT néi riéng. Mot sé dudng bay con thua 16, chwa mang lai
hiéu qua tai chinh. Chua c6 sy phan b6 hop 1y chi phi cho cic duong bay gan voi
muc tiéu cia dudng bay trong timg giai doan khac nhau. Puong bay méi can nhiéu
chi phi dau tu, doanh thu chua cao nhung sé& 1a dau tu dai han. Tac dung tuong hd
trong toan hé théng chua duoc tinh dén.

Nhitng han ché cua cong tac QTDT xuét phét tir nhitng nguyén nhan chu yéu
sau day:

Thir nhat, VNA chua c¢6 mét chién lugce hoan chinh va tong thé vé QTDT. Cong
tdc QTDT hudng dén moét muc tiéu chung ctia toan b Vietnam Airlines la t6i da hoa
doanh thu toan mang trong nhiing gi¢i han vé nguon luc, do vy, né doi héi su cb
gang, nd luc va phdi hop nhip nhang cua toan bo hé théng trong tit ca cac khau cong
viéc. Hon nita, méi quan hé anh huéng qua lai giita cac dudng bay rat chit ché. Su
thay d6i ciia mot dudng bay c6 thé tic dong dén mot sd cac duong bay khac, tham
chi 1a ca hé théng. Mdi duong bay c6 chu ky phét trién riéng, diéu kién thi trudng
dac thu. Do vay, can c6 mot chién luoc té)ng thé vé QTDT dé dam bao su can béng

hop 1y gitta cac don vi, cac khau cong viéc va cac duong bay tao nén tang cho su
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phat trién chung cua toan mang va dem lai hiéu qua tdi da hoa loi nhuan cho toan
mang cha khdng phai chi tinh riéng cho tung thi truong riéng lé.

Thir hai, cac cong cu QTDT chua that sy hoan thién, chua dap Gmg duoc Ccac
yéu cau doi hoi cua thi truong. Cac quyét dinh trong cong tic QTDT hién nay duoc
dua ra chit yéu dua trén kinh nghiém va phan nao mang tinh c4 nhan cta cic can bd
quan 1y truc tiép. Hé thdng hién tai chua cho phép theo doi duoc anh huong tac dong
cta cac quyét dinh vé QTDT. Hon nita, ciing chua c6 cic cong cu dé co thé chay cac
tinh hudng gia dinh (simulation) ciing nhu cac nghién ctru chuyén sau tir mo hinh
QTDT cia cac hing hang khong khac cho cic quyét dinh nay. Tat nhién day 1a mot
cong viéc kho khan va phuc tap, do1 héi thoi gian va chi phi.

Thir ba, su phéi hop gitra cac don vi thuéc VNA con han ché. Co ché quan ly
hién tai chua thuc su khuyén khich va tao moi truong dé cac don vi phéi hop va gén
b6 chit ché trong cong tac QTDT. Trong mdt ) truong hop cu thé, mot quyét dinh
ciia mdt don vi c6 thé dem lai thuén loi cho don vi d6 (va mang lai hiéu qua kinh
doanh cao) nhung lai tao ra khong it kh6 khan (va gay ra hau qua la kém hiéu qua
kinh doanh) cho cac bd phan khac trong toan hé théng, va do d6 anh hudng xau dén
hiéu qua kinh doanh chung cua toan hé théng.
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