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\
Loi mo dau

1.  Tinh can thi€t cta dé tai

Véi toc do phat trién kinh t&€ va thu nhap binh quian diu ngudi ngdy cang
ting, nhu ciu s dung nhitng d6 diing noi thit ngay cang da dang. Viét Nam 1a mot
thi trudng tiém ning va hita hen mang lai ngudn 1¢i nhuin va phat trién 1au dai.

Nhu ciu ngudi tiéu diing ngay cang cao, 4p luc canh tranh ngay cang nhiéu,
ludn doi hdi doanh nghiép phdi ning dong va nim bit kip thdi nhu ciu clia ngudi
tiéu ding va ddp &ng nhu cau nay tdt nha't so vdi d6i thli canh tranh trong nganh.
Biing moi nd lyc, Cong Ty Van Thanh da trd thanh mdt trong nhitng cdng ty thanh
cong trong linh vuc kinh doanh ném mousse tai thi trudng Viét Nam. Mot trong
nhitng y€u t6 tién quyét mang lai thanh cong nay 1a cong ty di xay dung mot chién
lugc kinh doanh ding din va kién dinh theo dudi chi€n Iugce nay trong sudt thdi gian
qua.

Nhung méi trudng kinh doanh bi€n ddi, doi hdi cong ty phdi cé chi€n lugc
phi hdp cho cong ty mang tinh thi€t thuc va mang lai 19i ich to 16n cho su phat trién
cong ty. Trong thdi gian cong tdc tai Cong Ty Van Thanh, dudc tham gia nhi€u 16p
hudn luyén, cling phdt tri€n nghé nghiép véi cong ty, to6i manh dan chon dé tai:”
Cdc gidi phdp chién luoc phdt trién sdn xudt kinh doanh ciia Cong Ty Van Thanh
tit nay dén ndm 2010 1am luin vin t6t nghiép.

2. Muc dich cta dé tai

Muc dich nghién cttu ctia dé tai 13 hé thong cdc kién thitc 1y luin co ban vé
phan tich va hoach dinh chi&€n lugc kinh doanh gom cdc khdi niém cd ban vé quin
tri chi€n ludc va hé thdng cdc budc phan tich, hoach dinh chién ludc, tir d6 lam co
s6 xay dung chi€n lugc kinh doanh cho cdng ty mot cach pha hgp. Trong pham vi

dé tai nhitng vAn dé nghién cttu dit ra nhu sau :
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- Néu ro dinh nghia, vai trd chi€n Iugc kinh doanh trong hoat dong ctia mot
doanh nghié€p.

- Pénh gid tdng quan qud trinh hoat dong sin xuit kinh doanh ctia Cong Ty
Van Thanh dya trén nhitng s liéu va tinh hinh thuc t€ qua cdc nim, phan tich cdc
y&u t& 4nh hudng d&n sy phat trién cda Van Thanh, rit ra nhitng cd hoi va nhitng
nguy cd dnh hudng d&€n hoat dong clia cdng ty, ciing nhu rit ra dugc nhitng di€m
manh va diém yé&u hién c6 ctia Van Thanh.

3. Tréncd sd ly thuyét, thuc t&, thuc trang clia cong ty d€ xdy dung chién
luge kinh doanh va dua ra nhitng gidi phap ki€n nghi nhim hoan thién chién lugc da
dé ra cia Van Thanh d&n nim 2010.

3.  Déi tugng va pham vi nghién ciu

Pé tai chd y&u tap trung nghién citu cdc budc trong phan tich chi€n ludc trén
co s d6 dua ra mot s6 gidi phdp xay dung chién lugc cho cong ty.

Pham vi nghién citu : Cong Ty Van Thanh, tuy nhién d€ dua ra dugc cdc
phan tich, 1am rd6 cdc ndi dung nghién cttu, ludn vin ¢c6 md rOng pham vi nghién
cltu sang cdc cong ty, ciac doi thii canh tranh kh4c trong nganh ném mousse.

4. Phuong phap nghién ciu

P& phuc vu cho cdng trinh nghién ctu nay téi di s dung phuong phdp mo
t4, thng ké nghién cttu, ddng thdi k&t hgp phuong phdp phan tich va phuong phap
tdng hop.

K&t cdu cta ludn vin.

Chuong 1 : Cd sé 1y ludn

Chuong 2 : Thuc trang hoat dong sdn xuit va kinh doanh ctia cong ty Van
Thanh.

Chuong 3 : Céc gidi phap chién lugc phat trién sidn xuit kinh doanh ciia

Cong Ty Van Thanh dén nam 2010.
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Dé tai st dung s6 liéu chli y&u tir Cong Ty Van Thanh, tham kh3o thém mot
s6 Website clia ciac cong ty doi thi canh tranh, Téng Cuc Thong Ké, B6 Thuong
Mai Viét nam.

Véi @é tai “ Cdc gidi phdp chién lugc phdt trién san xudt kinh doanh cia
Cong Ty Van Thanh dén ndm 2010 “, t6i mudn déng gép mot phan vao sy phat
trién 1au dai trong cdng ty néi riéng, clia nganh kinh doanh ném mousse néi chung.
Du d3 dugc sy gitdp dd tin tinh clia cdc Thay co gido, ban bé va ddng nghiép va co
ging nd luc cla bdn than, tuy nhién do thdi gian va kha ning han ché clia ngudi
vi€t nén ludn vin khong trdnh khéi thi€u sét. RAt mong dugc dugc cdc thay cd, ban

be, ddng nghiép chan tinh gép ¥ .
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CHUONG I: CO SO LY LUAN Vi
CHIEN LUGC KINH DOANH

A TAM QUAN TRONG CUA QUAN TRI CHIEN LUGC
L. QUA TRINH QUOC TE HOA DIEN RA MANH ME TREN TOAN

THE GIGL

Quad trinh nay véi hai xu th€ dang déng thdi x4y ra : toan cAu hdéa va khu vuyc
héa. Toan cau héa tic 1a sy phan cong lao dong trén toan th€ gidi. Su phan cong lao
dong qudc t&€ ndy lam nén kinh t€ tré nén thong nhat, phu thudc 1An nhau nhiéu hon,
hon nita viéc hinh thanh cdc khu viuc mau dich ty do trén toan th€ gidi thic dffy tdng
cudng hop tdc khu vyc va 1am cho qud trinh quéc t&€ héa dién ra nhanh va manh hon.
Quad trinh qudc t€ héa gin lién vé6i viéc 1am gidm va dd bd cdc rao can thuong mai
tao ra nhitng thi trudng rdng 16n hon, va nhitng co hdi cho nhirng thi trudng to 16n va
dé& dang hon. Song qudc t&€ héa cling 1am cho canh tranh trd nén toan cau, gay git va
dit doi hon, ddng thdi 1gi thé so sdnh bi gidm do cdc ngudn luc di chuyén dé dang
hon. Tan dung nhitng co hoi clia qué trinh qudc t&€ héa va duong dau véi canh tranh
toan ciu trd nén thach thic 16n nhat cho sy tdn tai va phat trién cla cic td chidc, cda
céc doanh nghiép va day 1a nhitng thich thitc 16n nhat d6i véi quan Iy sdn xuit kinh
doanh hién nay va nhitng nam tdi.
II. CUOC CACH MANG KHOA HQC KY THUAT DIEN RA NHU VU BAO

V6i toc dd chua tirng ¢6 clia cudc cdch mang khoa hoc k§ thuit, mot khoi
lugng khdng 16 cdc kién thic va cong nghé dudc tao ra. Nhitng 1gi ich to 16n cia
cudc cdch mang khoa hoc ky thuat da dudc bi€t dé€n nhiu, song né ciing tao ra
nhitng thach thic to 16n cho sy phat trién ctia cdc t6 chic. Tdc dd phdt trién san
phim méi dién ra rat nhanh tao ra cdc sdn phdm mdi hiéu qud hon, 1am cdc sin

phd&m méi trd nén lac hau va chu ky d5i song clia sdn phdm bi rit ngin lai. Khong
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nhitng sdn pham bi 13i thdi ma cdng nghé ciing trong tinh trang twong tu. Su lac hau
clia cong nghé va sdn phdm doi hdi cic cong ty phdi ing dung nhanh nhit cdc thanh
tr'u khoa hoc k§ thuit va cong nghé méi nhat vao sin xuit kinh doanh. Téc dd va sy
sang tao trd thanh nhitng y&u t& quan trong clia sy tdn tai va phat trién.
I SU THAY POTI NHANH CHONG CUA MOI TRUGNG KINH DOANH

Qud trinh toan ciu héa va sy phat trién clia cudc cdch mang khoa hoc k¥
thuat cong nghé di din tdi sy thay ddi rit nhanh chéng ctia mdi trudng kinh doanh.
Khi mdi trudng thay d6i nhanh, khé du dodn hon thi viéc phan tich, ki€m sodt su
thay ddi clia moi trudng trd nén ra't quan trong. Phit tri€n mot td chic ning dong, dd
sitc d4p ng va phdn ng nhanh chéng vé6i nhitng thay ddi cda moi trudng 12 mot
trong nhitng y&u td quyét dinh sy ton tai va phat trién clia cdc t6 chifc kinh doanh
hién dai. Trong diéu kién clia moi trudng kinh doanh thay ddi nhanh thi nhitng k¥
ning phan tich - y&u t& quyét dinh cda sy phat trién trong diéu kién moi trudng 6n
dinh tré nén khong dd cho sy ton tai va phat tri€n. Trong diéu kién d6, sy nhay
cam, sy sdng tao c6 mot y nghia quy&t dinh. Quan tri sy thay d6i chién luge va ludn
c6 quan di€m chi€n lugc trong phdt trién t6 chifc ¢c6 mdt y nghia 16n cho sy ton tai
va phét trién cho cdc t§ chitc hién dai.

B. KHAINIEM CHIEN LUGC

Chién luge dugc hi€u 12 nhitng k&€ hoach dudc thi€t 1ap hodc nhitng hanh
dong dugc thuc hién trong nd luc nhiim dat téi cdc muc dich cia td chic. Nhu vay
chié€n lugc dugc xem 12 nhitng k& hoach cho tuong lai, tic 12 nhitng chién ludge dugc
dy dinh va nhitng hanh dong dugc du ki€n thuc hién, tic 1a nhitng chi€n lugce dugc
hoach dinh d€ ti€n hanh thuc hién

I. MUC PICH VA MUC TIEU CUA TO CHUC

1.1 TAm nhin
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TAm nhin 12 mdt hinh 4nh, mdt bitc tranh sinh dong dy bdo vé diéu cé thé
x4y ra clia to chifc trong tuong lai.

“ Tam nhin bao ham mdt ¥ nghia ciia mot tiéu chudn tuyét hdo, mot diéu Iy
tuéng. N6 dm chi mét su lya chon cdc gid tri. Tam nhin con cé tinh chdt ciia sy doc
ddo. N6 dm chi dén viéc tao ra mét diéu gi do ddc biét. ”(1)

Vai trd quan trong nhat clia tAm nhin 12 né huéng moi ngudi d€n mot di€m
chung 12 tiém ning con ngudi.

Hai ndi dung xuyén sudt 12 ban chit clia tAm nhin trong cic t& chifc va y
nghia clia né ddi v6i cong viéc lanh dao clia td chic. TAm nhin t6 chdc phdn 4nh
nhitng cdm xtc, tinh cAm ngudi ta gin giif vé t& chifc nay va cong viéc clia né.

1.5 Sdmang

St mang dugc hi€u 1a 1y do tdn tai, y nghia clia sy ton tai va cdc hoat dong
clia td chic.

St mang dugc thé hién ra dudi dang ban tuyén bd vé sit mang clia to chic,
n6 thé hién rd hon nhitng niém tin va nhitng chi din huéng téi nhitng tAm nhin da
dudc xdc dinh. Thyc chi't bdn tuyén bd vé st mang clia cong ty tap trung 1am sdng
td van dé hét sic quan trong: “ Cong ty ton tai nhim muc dich gi? ”. Ban tuyén
b6 vé sit mang thudng dé cap dén san pham, khiach hang, thi trudng, cong nghé
va nhifng tri€t Iy ma cong ty dang theo dudi.

1.6 Cac muc tiéu dai han

Muc tiéu 13 nhitng trang thdi, cot mdc, nhitng tiéu chi cu thé ma cong ty
mudn dat dudc trong mdt khodng thdi gian nhat dinh. Cdc muc ti€u chién lugc clia

t6 chiic c¢6 nhitng dic di€m sau day:

! Quan tri chién luoc phat trién vi thé canh tranh, trang 22, Pinh Hiru Lam, NXB Gido duc
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Thit nhét, cic muc tiéu chi€n lugc bao gdm cd muc tiéu tai chinh va phi tai
chinh. Hé théng cdc muc tiéu chi€n lugc clia cong ty phai thé hién dudc nhitng chi
din céc hoat dong cla t8 chtrc nhim ddp tng dudc cdc nhu ciu va 1di ich cla cdc
nhan vat hitu quan. Do dé n6é thudng bao gdbm cdc muc tiéu cd vé so luong va chat
lugng, c& vé tai chinh va phi tai chinh.

Thit hai, cic muc tiéu chién lugc tao ra thl tu cdc uu tién va cd sd cho su lua
chon, ddnh d6i. Quan tri dién ra trong diéu kién cdc ngudn luc 1a bi gidi han va khan
hi€m. Hon nita, cdc muc tiéu khong thé dat dugc ciing mot lic, va cdc muc tiéu
khong phai ludn cé sy nhat quin va thong nhat v§i nhau.

Thit ba, cic muc tiéu chién luge phdi hién thuc khi nhitng ngudi lao dong
dua ra nhitng nd luc can thi€t. Cac muc tiéu 13 co s§ ctia dong vién, vi thé né phai
mang tinh thach thitc. Cac muc tiéu thiach thic luén doi hdi nhirng ngudi lao dong
phdi c6 nhitng nd Iyc cao nhat va dem hét kh3 ning dé thuc hién nhiém vu.

Thit tu, cic muc tiéu chién ludc lién quan t6i hoat ddng va két hgp cdc chitc
ning khac nhau clia t6 chiic. Sy chuyén mon héa trong hoat dong td chifc ¢6 thé tao
ra bénh cuc bd va sung bdi chitc ndng.

1.7 Céac muc tiéu ngan han

Viéc xdc dinh cdc muc tiéu ngin han ding din s€ xdc dinh sy thanh cong
hay th4t bai cia mot chi€n lugc. Cdc muc tiéu ngin han c¢é thé dude xem nhu nén
tdng tf d6 cdc muc tiéu chién lugc dudc thuc hién. Cdc muc tiéu ngdn han thudng
c6 cdc dic tinh sau : c6 thé do ludng dugc; C6 thé giao cho moi ngudi; Thach thic
nhung c6 kh3 ning thuc hién; Gidi han cu thé vé thdi gian.

Cédc muc tiéu ngin han phéi dua ra cdc chi din pha hgp, song né phéi tao
diéu kién cho cong ty di ning dong trong viéc thich tng vdi nhitng thay ddi ctia moi

trudng bén ngoai va bén trong. Mdi mot thay ddi x4y ra tif mdi trudng bén ngoai
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hay bén trong déu c6 nghia cong ty phdi thay ddi, di€u chinh cdic muc tiéu dai han
va ngin han clia minh.

11 PINH HUGNG CHIEN LUGC

2.1 Quan diém

2.1.1 Quan di€m ctia Micheal E. Porter (%):

+ Thit nhat, chi€n luge 13 sy sdng tao ra vi th€ c¢é gid tri va doc ddo bao
gdm cdc hoat dong c4 biét. Cot 16i clia thiét 1ap vi thé chi€n lugc 13 viéc chon lua
cic hoat dong khéac v46i cdc nha canh tranh.

+ Thit hai, chi€n lugc 1 su Iya chon, danh ddi trong canh tranh. Piém cot 16i
12 chon nhitng gi can thyc hién va nhitng gi khong can thuc hién.

+ Thit ba, chi€n ludc 1a viéc tao ra sy phl hgp giita tat cd cdc hoat dong clia
cong ty. Su thanh cdng cia chién lugc phu thudc vao viéc thyc hién t6t cdc hoat
dong va sy hdi nhap, hgp nhit ciia chiing.

2.1.2 Quan di€m cda Fred R David(®):

Quén tri chi€n Iugc 12 mot nghé thuat va khoa hoc nhim thi€t 14p, thuc hién
va d4nh gid cdc quyét dinh lién quan nhiéu chitc ning cho phép td chitc dat dudc
nhitng muc tiéu dé ra.

2.1.3 Theo Athur A. Thompson, Jr V A.J Strckland III thi “ chién lugc
kinh doanh 13 mot chudi nhitng hoat dong canh tranh va phwong thirc quan 1y tiép can
trong kinh doanh dé dat dugc két qua kinh doanh thanh cong. Chién lugc kinh doanh
thuc sy 1a ké hoach ctia nha quan 1y nham cing c6 vi thé caa to chirc, thoéa méan nhu cau
khach hang va dat dugc nhitng muc tiéu kinh doanh mong mudn”.

Nhin chung, du duoc dién dat nhu thé nao di nira, cac quan diém vé chién luoc
kinh doanhh van bao ham nhiing noi dung chinh sau day :

- Xac dinh cac muc ti€éu ngan han va dai han cua t6 chuec.

% Quan tri chién luge phat trién vi thé canh tranh, trang 31, Binh Hiru Lam, NXB Giao duc
? Khdi luan vé& quén tri chi€n lugc, trang Fred R David. NXB Thong Ké
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- Dua ra cac chuong trinh hoat dong téng quat dé dat duoc muc tiéu.

- Lya chon cac phuong 4n hanh dong, trién khai va phan bo céc nguén tai
nguyén dé thuc hién muc tiéu do.

2.2  Xac dinh cac huéng xay dung chién lugc

Cdc chién lugc cé thé dugc xdy dung :

2.2.1 Chié&n lvge xAm nhap thi trudng

Mot chién luge xaAm nhap thi trudng dic biét 1a cdc thi trudng méi nhim lam
ting thi phan cho cic sdn phdm hoic dich vu hién c6 trong céc thi trudng hién c6
bing nhitng nd lyc ti€p thi 16n hon. ThaAm nhap thi trudng gdm c6 viéc ting s6 lugng
nhin vién ban hang, ting chi phi quing cdo, ting cdc sdn phaAm khuy&n maii rong
rai.

2.2.2 Chién lugc phat trié€n thi trudng

Phat trién thi trudng lién quan dén viéc dua nhitng sin phéfm hodc dich vu
hién c6 vao nhitng khu vuc dia 1y mdéi. Moi trudng phat trién thi trudng dang trd nén
dé chiu hon.

2.2.3 Chié&n lugc phat trién san phim

Phit tri€n sdn phd&m nhim ting doanh thu bing viéc cii ti€n hoic stta ddi
nhitng sin pham hoic dich vu hién tai. Phat trién sdn phim thudng doi héi nhitng
chi phi nghién cttu va phat trién 16n. Chién luoc nay cho phép clng cd vi th€ cla
cong ty va cho phép phat huy diy di hon kha ning k¥ thuit clia cong ty.

2.2.4 Chién lugc ting truéng hoi nhap

Chién ludgc hdi nhap 13 cdc doanh nghiép trong cling mdt nganh hoic khic
nganh sin xuit kinh doanh lién ké&t v6i nhau va di d€n tap trung lai v6i nhau hinh
thanh mot t6 chiic doanh nghiép mdi nhim ning cao kha ning canh tranh trén thi
truong.

Chién lugc héi nhdp doc vé phia sau
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HoOi nhap doc 1a cdc doanh nghiép tim céch ting trudng bing cidch nim

quyén sd hitu hoic ting cudng sy ki€m sodt ddi vdi ngudn cung ng nguyén liéu.
Chién lugc héi nhdp doc vé phia trudc

Hoi nhip doc vé phia trude 1a chién lude ti€n hanh mua lai, nim quyén s&
hitu hoic ting quyén ki€m sodt ddi vdi cdc nha tiéu thu sdn phdm clia doanh nghiép
nhu hé thong ban hiang va phin phdi sdn phadm.

2.2.5 Chié&n lugc cat giam chi phi

Chié€n lugc ndy nhim muc dich gidm bdt chi phi quin 1y va cdi ti€n phuong
thitc quan 1y kinh doanh nhdm gidm gi thanh.

2.2.6 Chié&n lugc phat tri€n ngudn nhan hyc

Chién lude nhan sy can phdi dudgc xay dung dai han it nhit 12 5 nim. Chié€n
luge nay cAn phdi néu rd muc tiéu, dinh huéng gidi phdp thuc hién tit cd cdc khau
trong qué trinh quin 1y ngudn luc tir khdu tuyén dung d&n khau phan bd lao dong,
dao tao huin luyén, phdt tri€n con ngudi.

C QUA TRINH QUAN TRI CHIEN LUGC

I TIEN TRINH QUAN TRI CHIEN LUGC

“ Qudn tri chién lugc” xuit hién nhim hudng cic nd luc clia t6 chitc khong
chi vao hoach dinh chi€n Iugc ma con chi trong t6i ca thyc hién viéc chién luge da
dé ra. Vi hi€u bi€t nay, quan tri chi€n lugc ddi hdi cdc nha quan tri phai ti€n hanh
qudn tri t6t qud trinh chi€n lugc clia to chifc, bao gdm viéc thyc hién diy dd ci 4
chifc ning ctia quén tri : Hoach dinh, t3 chiic, di€u khién va ki€m tra.

I QUA TRINH QUAN TRI CHIEN LUGC

Quan tri chién luoc gém ba giai ¢an chinh ci lin quan mat thiét ¥ bd sung cho
nhau : mot 1, giai oan hinh thnh chién luoc; hail, thyc hién chién lugc; ba 1, “nh gf

chién luoc.
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C4c giai doan va cdc hoat dong trong quad trinh quén tri chi€n lugc dugc minh
hoa bing sd dd sau:

GIAI POAN HOAT PONG

Hinh thanh Thuc hién Hgp nhat tryc gidc ’7 Pua ra

chién lugc nghién cdu va phan tich quy&t dinh

Thuyc thi — ] :

chién lugc Thiét 1ap muc | Pé ra céc ] ’7 Phan phéi cdc
L chinh sdch \ ngudn lyc

Danh gia Xem xét lai \ So sdnh k&t qui véi Thuc hién

tiéu ngdn han
chién lugc cdc y€u td bén tiéu chuin diéu chinh

trong va bén

Hinh 1 : C4c giai doan va cdc hoat ddong ciia quan tri chién lugc

2.1 Giai doan hinh thanh chién lugc:

Hinh thanh chié€n ludc 12 qud trinh thi€t 14p nhiém vu kinh doanh, thuc hién
diéu tra nghién citu d€ x4c dinh cdc y&u t6 khuy&t di€ém bén trong va bén ngoai, dé
ra cdc muc ti€u dai han va lya chon nhitng chién lugc thay th€. Doi khi giai doan
hinh thanh chié€n ludc con dude goi 1a “ 1ap k& hoach chién luge”. Pi€m khdc biét
giita 1ap k€& hoach chién Iugc va quén tri chién Iugc 1a quan tri chi€n lude thi bao
gdm ca viéc thyc hién va ddnh gid chi€n lugc.

C6 nhiéu k¥ thuat quan tri cho phép cdc nha quan tri chi€n lugc hgp nhat truc
gidc v6i phan tich trong viéc dua ra nhitng chién lugc thay thé€ kha thi.. Quy trinh
nay gdm 3 giai doan. P6 12 giai doan nhap vao, giai doan k&t hdp, giai doan quyét

dinh.
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Khung phan tich hinh thanh chién lugc

GIAI DOAN 1: GIAI POAN NHAP VAO

Ma trdn danh gia Ma tran Ma tran

cic y&u to hinh 4nh canh tranh ddnh gid cic yéu to
bén ngoai (ICM) bén trong

( EFE) ( IFE)

GIAI DOAN 2: GIAI POAN KET HQP

Ma trin moi Ma tran vi tri Ma trdn nhém Ma trin Ma trin
nguy cd chi€n ludc va tham khdo y bén trong  chién lugc
co hoi danh gia ki€n Boston bén ngoai  chinh
di€m yé&u hanh dong ( BCG) (1E)

di€m manh ( SPACE)

(SWOT)

GIAI POAN 3: GIAI BOAN OUYE,T DINH
Ma tran hoach dinh chi€n ludc ¢6 kha niing dinh lugng ( QSPM)

2.1.1 Giai doan nhip vao:

Céc cong cu dudgc st dung cho giai doan nay bao gdm ma trin dénh gid cic
y€u t& bén ngoai EFE, ma trdn hinh dnh canh tranh, ma trin ddnh gid cdc y€u t6 bén
trong IFE

Céc budc phan tich & giai doan nay lam co s cho viéc két cdc thudc tinh &
giai doan k&t hgp gidp cdc nha qudn tri dua ra nhiéu chi€n lugc lua chon. Pdi véi
chi€n ludc cAp cong ty, cdc ma tran giai doan nhdp vao lam phong phi cdc thudc
tinh chi€n ludc va gitip cdc nha qudn tri nhin nhin cdc khia canh & noi tai don vi hay

moi trudng bén ngoai nhung khich quan.
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Ma tran dinh gid cdc yéu td bén ngoai EFE ( External Factors Evaluation)

Céic y&u to bén ngoai  Micdéquantrong—Phintoar—— DPi€mquan-trong——
1 Y&u t6 bén ngoai 1 x1 yl =x1)x(yl)

2 Y&u t& bén ngoai 2 x2 y2 =(x2)x(y2)

n Y&u t6 bén ngodin . yn =(xn)x (yn)
Téng cong 1.00 yX Yj

V6i0<xi<1,(i=1,n)va I<yi <4 (i=1,n)

Hinh 2 : Ma tran cic y&u to bén ngoai

Ma tran hinh dnh canh tranh ICM ( Image Competitive Matrix)

Congty 1 Cong ty 2
Y&u t6 bén ngoai
MPQT PL DQT PL  DQT
| Y&utS bénngoail  xI 1 =(x)yx (1) 112 =x1)x{J12) ..
2 Y&u td bén ngoai 2 x2 J21 =(x2)x (J21) J22 =(x2)x (J22) ..
n Yéu t6 bén ngoain Xn Jnl =(xn)x (Jnl) Jn2  =(xn) x Jn2) ..
Téng cong 1.00 Jxl Iyl Ix2 Iy2

V6i0<xi<1,(i=1,n)va 1<Ji<4 (i=1,n)
MBQT : Mitic @6 quan trong, PL : Phin loai, PQT : Pi€m quan trong
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Hinh 3 : Ma tran hinh anh canh tranh.

Ma tran cac y&u té bén trong IFE ( Internal Factors Evaluation )

Cé4c y€u to bén trong  Mrtc dd quan trong  Phan loai Piém quan trong
1 Y&u t6 bén trong 1 x1 yl =(x1)x(yl)
2 Y&u td bén trong 2 x2 y2 =(x2) x (y2)

n Yéu t6 bén trong n . yn =(xn) x (yn)
Tong cong 1.00 yX Yj

V6i0<xi< 1, (i=1n)val<yi<4(i=1In)
Hinh 4 : Ma tran cic y&€u to bén trong

2.1.2 Giai doan két hgp

Giai doan nay tap trung viéc thi€t 1ap cdc muc tiéu dai han dua trén viéc
phan tich va dua ra cdc chi€n ludc c¢6 thé lua chon. Cac ky thut phan tich giai doan
k&t hdp tip trung trén 4 ma trin chd yé&u l1a ma tran cic moi nguy cd- co hoi - di€m
manh- di€m yéu ( SWOT ); Ma tran dinh vi chié€n lugc va hanh dong ( SPACE); Ma
trAn tham khao y lién Boston ( BCG); Ma trn cdc yéu t6 bén trong- bén ngoai IE,
ma tran chién lugc chinh.

Ma tran SWOT

NHUNG PIEM MANH | NHUNG PIEM YEU W
S

E =

. . Liét k& nhitng diém yé&u
4. Liét k& nhitng di€m
manh

5.

QR eN -
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CAC COHOQI O CAC CHIEN LUGC SO | CAC CHIEN LUGC SW
1. 1. 1.
2. 2. 2.
3. 3. 3.
4. Liét ké cdac cd hoi 4. St dung cac di€ém manh 4. Vugt qua nhitng diém
5.. dé tan dung cdc cd hoi yéu bing cdch s dung
5. cic di€m manh
5..
CACMOIPEDOQA T |CAC CHIENLUGC ST |CAC CHIEN LUGC WT
1. 1. 1.
2. 2. 2.
3. Liét ké cdc moi de doa |3. S& dung di€m manh dé€ |3. T6i thi€u héa nhitng
tranh cdc mdi de doa di€ém yé&u va trdnh cdc
4. 4. moi de doa
4.

Hinh 5: Ma tran SWOT

Ma tran SWOT Ia cong cu k&t hgp quan trong c6 thé gidp cdc nha quén tri
phdt trién bon loai chi€n lugc nhu chién luge cdc di€ém manh — co hdi ( SO), chién
lugc cdc di€m manh — nguy cd ( ST), chi€n lugc cic diém yé&u cd hdi ( WO), chién
lugc cac diém y&u - nguy co( WT).

Su k&t hop gilta cdc y&u td bén trong va bén ngoai 1a nhiém vu khé khin
nhit clia viéc phat tri€n mot ma trin SWOT, né ddi hdi phdi ¢é su phdn dodn tot, va
khong c6 mot chién lugc tdt nhat.

Céc chién lugc SO st dung nhitng di€m manh bén trong clia t6 chifc dé€ tin
dung nhitng cd hdi bén ngoai.

Céc chién lugc ST st dung nhitng di€ém manh cla t6 chic d€ tranh khdi hoic
gidm di nhitng moi de doa tir bén ngoai

Céc chié€n lugc WO nhim cdi thién nhitng di€ém y&u bén trong bing cdch tan
dung nhitng cd hdi bén ngoai.

Céc chi€n lugc WT 13 nhitng chién lugc phong thii nhim gidm di di€m yé&u

bén trong va tranh nhitng mdi de doa tif mdi trudng bén ngoai.
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Ma tran vi tri chién lugc va danh gia hoat dong ( SPACE)

Finacial Status ( FS) FS
+6
Chién lugc than trong +5 Chién ludc tdn cong
+4
+3
+2
Cost advantages (CA) +1 Industrial Status ( IS)
CA-6 -5 -4 -3 -2 -1 0O HI +2 +3 +4 +5 +6 IS
-1
-2
Chién lugc phong thi -3 Chién ludc canh tranh
-4
-5
-6

Environment Status ( ES ) ES
Gi4 tri bing sO tr :+ 1 ( xAu nh4’t) t6i +6 ( tot nhat ),

-1 ( tot nhat) t6i -6 ( xAu nhat)

Hinh 6 : Ma tran SPACE
Ma tran vi tri chi€n ludc va ddnh gid hoat dong ( SPACE), cdng cu két hgp
quan trong khéc ctda giai doan hai, dugc mo ta trong hinh 6. Khung géc tu cia hinh
nay cho thay chi€n ludc tAn cdng, than trong, phong thi hay canh tranh 1a thich hgp

nhat d6i véi mot t6 chiic nao d6. Cdc truc cia ma trin SPACE dai dién cho hai khia



25

canh bén trong clia t8 chitrc ( sitc manh tai chinh) [FS] va 1gi th€ canh tranh [CA] va
2 khia canh bén ngoai( sy 6n dinh clia moi trudng [ ES] va siic manh ctia nganh
[IS]. B6n y&u t6 nay 1a nhitng y&u t6 quyét dinh quan trong nhat cho vi tri chi€n lugc
chung ctia t§ chic.
Ma tran nhém tham khido y kién BOSTON (BCG:BOSTON CONSULTING
GROUP)

MUC THI PH;&N TUONG POI TRONG NGANH

Cao 1,0 Trung binh 0,5 Thap 0,0
Cao
+20 Stars 11 Question Marks I
TY LE ‘
TANG
TRUGNG
CUA Trung binh

DOANH  +10
SO BAN C’Ws 111
HANG

TRONG Dogs IV

NGANH
Thap

+0
Hinh 7: Ma tran nhém tham khao y ki€n BOSTON ( BCG)
Ma tran BCG mo t4 sinh dong bing hinh vé sy khdc nhau giita cdc bd phan
v€ mit vi tri thi phan va mifc ting trudng clia nganh.
Cdc bd phan nim & géc tr I ctia ma trAn BCG dugc goi 12 Questions Marks (

nhitng d4u chdm hdi), nim & gbc tu thit 11 1a Stars ( nhitng ngdi sao ), nim & géc 11
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la Cash Cows( nhitng con citu cdi dé ra ti€n) va cudi cing nhitng bd phan nim & géc
tu IV goi 1a Dogs( nhitng con cho)

- Questions Mark : Cdc bo phan nim trong géc tu ndy c6 thi phan tuong
ddi thdp nhung lai canh tranh trong nganh cé mic ting trudng cao.

- Stars : Nhitng doanh nghiép niim § géc tu II bi€u thi nhitng cd hdi 1au dai
va tot nha't cho sy ting trudng va doanh 1di cda td chifc.

- Cash Cows : nhitng bo phan thudc géc tu Il ¢c6 mifc thi phan tuong ddi
cao nhung canh tranh trong nganh c6 mic ting trudng thap.

- Dogs : Bd phan nim & géc tu IV clia t8 chic ¢c6 mic thi phan tuong doi
thdp va canh tranh trong nganh c¢6 mic ting trudng thap hay khong c6 thi trudng.

Lgi ich 16n nh4t cda Ma tran BCG 1a né thu hiit d&€n van dé luu thong tién
mit, dic di€m dau tr va nhu ciu clia nhiéu bo phan khic nhau ciia té chic. Cic bo
phin ctia nhiéu cong ty phat trién tudn tu theo thdi gian.

Ma tran cac y&u té bén trong — bén ngoai ( IE)

Ma tran IE ( Internal — External Matrix ) ddc cac bd phan khac nhau cua t&
chitc vao mdt hinh bao gdm 9 6 nhu hinh 8.

Ma tran IE dya trén hai khia canh chi yé&u, tdng s6 di€m quan trong clia ma
tran IFE trén truc X va téng s6 di€m quan trong ciia ma tran EFE trén truc Y. Trén
truc X clia ma tran IE, tong s& diém quan trong clia tir 1,0 d&€n 1,99 clia ma tran IFE
biéu thi sy yéu kém bén trong, s& di€m tir 2.0 d&€n 2,99 1a trung binh va s& di€m tir
3,0 d&n 4,0 12 vitng manh. Ciing tuong tu nhu vy, trén truc Y tdng s6 di€ém quan
trong tir 1,0 d&€n 1,99 ctia ma tran EFE 1a thap, s6 di€m tir 2,0 d&€n 2,99 13 trung binh,

va tr 3,0 dén 4,0 12 cao.
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TONG SO PIEM QUAN TRONG CUA MA TRAN IFE

Phit trién, xay dung

Manh Trung binh Yé&u
4,0 3,0 d&€n 4,0 2,0 d&€n 2,99 1,0 dén
1,99 \
Cao —
I II III
TONG 3,0 d€n 4,0
5, (] /
bIEM 3,0
QUAN  Trung binh v \Ys
TRONG 2,0 d&én 2,99
CUA /
MA 2,0 T ——
TRAN Thap 1 VIII \JL
EFE 1,0 dén 1,99
1,0
4,0 2,0
1,0

Nim git va duy tri

Thu hoach va loai b6t

Hinh 8: Ma tran cdc y€u t6 bén trong — bén ngoai ( LE)

Ma tran chién luge chinh ( Grand Strategy Matrix)

Ma tran chi€n lugc chinh cling phd bi€n nhu cdc ma trin SWOT, SPACE,

BCG va LE nhim hinh thanh cdc chién Iugc c6 khd ning lwa chon. Ma trian chién

lugc chinh dya trén vi tri canh tranh va sy ting trudng clia thi trudng d€ ddnh gia.

O géc tu thd I ciia ma tran chi&n lugc chinh 6 vi tri chi&n lugc rat tot. Doi

vdi trudng hdp nay cong ty tap trung vao thi trudng hién tai va sidn phim la nhitng

chi€n ludc thich hgp.

O géc tu thi II clia ma tran chi€n lugc chinh, cong ty cAn ddnh gid c&n than

cdc phudng phdp hién tai. Mic dii nganh cé tdc do phat trién cao nhung cong ty lai

canh tranh khong hiéu qua.
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0] géc tuf thit III cia ma tran chi€n lugc chinh, cdng ty dang hoat dong trong
nganh c6 mic ting trudng chAm va vi tri canh tranh y&u, cong ty phdi c6 nhitng thay
ddi dang k€ va nhanh chéng nhim tranh nhitng that bai 16n hon va kha ning vd ng.

Géc tu IV clia ma tran chién lugc chinh, cong ty cé vi tri canh tranh manh
nhung lai hoat dong trong nganh cé mic ting trudng thap. Cong ty c6 thé theo dudi
thanh cong bing cic chién lugc da dang héa tip trung, chi€n lude theo chiéu ngang
hay lién két. ( Hinh 9)

SU TANG TRUGNG NHANH CHONG CUA THI TRUONG
Goc tu Il Goctul
1. Phét trién thi trudng 1. Phat trién thi trudng

. Tham nhdp thi trudng

| N

2. Tham nhdp thi trudng

3. Phdt trién sdn phdm 3. Phdt trién sdn phdm
4. K&t hop theo chiéu ngang 4. K&t hop vé phia trudc
5. Loai bét §. K&t hop vé phia sau
6. Thanh 1y 6.K&t hop theo chiéu ngang
7. Pa dang héa tap trung
VI TRI VI TRI
CANH CANH
TRANH TRANH
YEU MANH
Goc tu 111 Goc tu IV

1. Gidm bdt chi tiéu 1. Pa dang héa tip trung

2. Pa dang héa tap trung 2. Pa dang héa chiéu ngang

3. Pa dang héa theo chiéu ngang 3. Pa dang héa lién két

4. Pa dang héa lién két 4. Lién doanh

5. Loai b6t
6. Thanh ly

SU TANG TRUGNG CHAM CHAP CUA THI TRUONG
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Hinh 9: Ma tran chién lugce chinh ( Grand Strategy Matrix)

2.1.3 Giai doan quyé&t dinh

Su phan tich va truc gidc 1a co s& dé€ ra nhitng quyét dinh vé viéc hinh thanh
chi€n lugc. Céc ky thuat k&t hdp vira dudc thao ludn di cho thiy nhitng chi€n lugc
kha thi c6 thé lya chon. Nhiéu chi€n lugc trong s& nhitng chién ludge nay thudng sé
dudc dé nghi bdi cdc nha quan tri va cdc nhin vién tham gia phan tich va chon lya
chién lugc.

Ma tran hoach dinh chi€n lugc c6 thé lua chon ( Quantitative Strategic
Planning Matrix — QSPM)

Ma trin QSPM st dung cdc y&u t6 dau vao nhd nhitng phan tich & giai doan
1 va két qua k&t hgp clia cdc phan tich § giai doan 2 dé€ quyét dinh khdch quan trong
s6 cdc chién luge c6 thé thay th€. Ma train QSPM Ia cdng cu cho phép cic chién
lugc gia ddnh gia khach quan cdc chi€n lugc c6 thé thay thé, trude tién dwa vao cic
yé&u t6 thanh cong chii y&€u bén trong va bén ngoai di dugc xdc dinh. Cling nhu cdc
cong cu phan tich viéc hinh thanh chié€n Iugc khdc, ma trin QSPM doi hdi sy phdn
dodn tot bing truc gidc.

Pé€ phat trién ma tran QSPM, céc budc thyc hién dua trén viéc phan tich cic
loai ma tran thich hop tir giai doan nhap vao va giai doan k&t hdp ma cu thé 1a liét
ké cdc co hoi/ mébi de doa 16n bén ngoii va nhitng di€ém manh/ diém y&u bén trong.
Phin loai cho mdi y€u t6 thanh cong quan trong bén trong va bén ngoai. Nghién cifu
cdc ma trin § giai doan k&t hgp va xdc dinh cdc ma tran chi€n lugc c6 thé thay thé
ma t§ chic c6 thé xem xét d€ thuc hién. Xdc dinh s& di€m hap din ciia mdi chién
lugc trong nhém cdc chi€n lude c6 thé thay thé.. Tinh tdng va tong cong cic sd di€m

hap din d€ chié€n ludge qua ma train QSPM
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Ma tran hoach dinh chi€n lugc c6 thé lua chon ( QSPM)

Céc y&u té chinh

Céc chién lugc c6 thé lya chon

Cdc yéu to bén trong

2. Marketing
3. Tai chinh va k€ todn

4. K§ thudt/ sdn xuit

Cdc yéu to bén ngoai

7. Phép luét/ chinh phu
8. Dan s6/ x4 hoi
9. Ky thuat cong nghé

10. Mdi truGng

PL CL1 CL2 ... CLN

1. Quan tri va thuc hién x1 J1 nmn .. N1

x2 12 | N2

x3 I3 3 .. N3

x4 J4 4 .. N4

5. Nghién cifu va phét trién x5 J5 5 .. N5
6. Tang trudng ciia nganh x6  J1 rir .. N1

x7 2 r2 .. N°2

x8 J'3 rs .. N’3

x9 4 r4 .. N’4

x10  J5 rs .. N’5
Binh quan =100 Jy Iy Ny

PL : Phan loai; CL : Chién lugc; 1< J,J’,LU,N,N’ <5

Hinh 10 : Ma tran QSPM

2.2 Giai doan thuc hién chié&n lugc

Giai doan thi€t 1ap chi€n ludc thanh cong khong hé ddm bio cho viéc thyc

thi chi€n lugc thanh cong. Mic du ¢6 su phu thudc 1An nhau khong trdnh khdi nhung

viéc thi€t 1ap chi€n lugc va thuc thi chi€n luge khdc nhau vé ban chit. Moi ngudi

dong y ring “ cong viéc chi thuc sy bit diu sau khi cdc chi€n luge da dugc thiét

14p” Viéc thyc hién chi€n ludc thanh cdng doi hdi phai c6 sy ung hd, tinh ky luit,

A 2 A N X A 2 . *A N A A
dong co thic day va no luc cua tat ca cdc quan tri vién va nhin vién.
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Thi€t 1ap nhitng chién lugc ding chwa dd vi cdc qudn tri vién va nhin vién
phai khuyé&n khich d€ thuc thi chi€n lugc d6. C4c van dé vé quén 1y dudc coi 1a quan
trong d6i v6i giai doan thyc thi chi€n luge va viéc hoa hop cd ciu td chitc v6i chién
lugc, gin thanh tich, luong thudng vdi cdc chi€n lugc, tao ra mdi trudng t6 chifc
thuan 1di cho su thay d8i, quan tri cic m&i quan hé chinh tri, thi€t 1dp moi trudng
viin héa ung hd cho chién luge, Iam phu hgp véi quy trinh sdn xuat, hoat dong va
quan tri cdc ngudn nhan lyc. LAp ra muc tiéu hang nim, dé ra cdc chinh sich va
phan phdi cdc ngudn tai luc déu 13 nhitng hoat dong thuc thi chién ludc quan trong
phd bién & ta't ci cong ty. Ty thudc vio quy mo va loai hinh t& chifc ma cic van dé
quan tri khdc c6 thé giit tAm mutc quan trong tuong tu d6i véi viéc thuc thi chién luge
thanh cong.

2.3 Giai doan danh gia chié€n lugc

Nhitng chi€n lude qud khuén miu va cing nhic trd nén lac hau khi nhitng
diéu kién mdi trudng trong va ngodi cong ty thay d6i. Qua trinh quén tri chi€n ludc
din dé&n ké&t qua 1a nhitng quyét dinh c6 th€ mang lai k&t qui 1au dai, ¥ nghia.
Ngudgc lai, nhitng chi€n lugc sai 1am c6 thé giy ra nhitng ba't 1¢i nghiém trong va c6
thé€ vd cling kh6 khin. Vi thé cdc nha chi€n luge dong y ring viéc ddnh gid chi€n
lugc 12 cin thi€t t6i sy thinh vugng cla t6 chic. Nhitng viéc danh gid kip thdi c6 thé
bdo dong viéc quan tri d€n nhitng khé khin hodc nhitng khé khin cé thé x4y ra
tru6c mot tinh hudng nghiém trong.

Thong tin phadn hdi day du, kip thdi 1a nén tdng cla sy ddnh gid chi€n lugc
c6 hiéu qua. P4nh gid chié€n ludc c6 thé khong c6 cdi gi khac hon 13 nhitng thong tin
hién hanh. Qud nhiéu 4p luc tif nha quan tri ditng dau c6 thé tic dong d€n cidc nha
quan tri thAp hon nghi ra nhitng s6 liéu ma ho nghi s& dugc thda min. Do do, chi€n
lugc gia phdi ludng trudc nhitng van dé c6 thé xdy ra d€ gidm st qud trinh quin tri

chi€n ludc hgp 1y.
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D M hinh quan tri chién luge(*)

Qud trinh quén tri chi€n lugc cé thé dugc nghién citu va @ng dung vao viéc
st dung mot mod hinh. Mdi md hinh bi€u hién mot loai qué trinh nao d6. Hinh duéi
day 1a md hinh quén tri chi€n lugc toan dién dudc chidp nhan rong rai

\.

Thong tin phan hoi

Thuyc hién viéc

Thiét 1ap Thiét lap

cA R A 2
Thuc hién ki€ém Luva chon bé ra cac
sodt noi bo dé céc chién chinh

A

lugc dé séch

theo dudi

nhédn dién nhitng
diém manh y&u

1
1
1
]
|

SR PRI N 1 -

ki€m sodt bén muc ti€éu ! nhifng
ngoai dé xdc | dai han. : muc tiéu
: 2z A ] N
dinh cdc cdhoi | : hing
va de doa chd ! nim

e 1
y€u :
]

A : A
A '
1
1
4 '
1
]
Xac dlnh v :

A ] A N\ ~
nhiém vy Xét lai muc tiéu ! Phan Do lubng va
muc tiéu va kiﬁh do'anh : » | phoi cc d4nh gid
A | A N 2
chién lugc : nguf)n thanh tich
hién tai. ! tai
! nguyén

1
|
|

v ! v
1
1
1
]
]
|
)
1
1
1
1
]
]
|
)
1
1
1
1

=
(=7
e

Thong tin phan

| Hinh thanh | Thuc tPi banh giad
! chi€n luge ! chién huige chi€n luge

E Sén phim ném cdc nudce trong khu viic Pong Nam A, Trung Qudc

* Khdi luan v& quin tri chi€n ludc, trang 309, Fred R David , NXB Théng Ké
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Tai khu viece Pong Nam A ( Thdi lan, Malaixia, Singapore) : Chi y&u san xuit
ném mousse, cao su ciu tao bén trong 1a cdc mi€ng xdp, bén ngoai 1a cdc 16p
mousse. Gid ném mousse ngang bing véi gid clia cdc cOng ty trong nudc, gid cao su
c6 thap hon khodng 10% vi cdc nudc nay nhu Thdi lai, Malaixia c6 ngudn cung cip
cao su 16n trén th€ gidi. Tuy nhién hién nay hau nhu cdc sin phdm nay khong c6
mit tai thi trudng Viét nam mot phan do chat lugng cling tuong ty cdc sian pheAfm
trong nu6c, mit khac vi phdi chiu thué€ va chi phi van chuyén nén diy gia thanh 1én
cao khé canh tranh.

Trung qudc : Qua qud trinh di thuc t€ , cdc cdng ty sdn xuit ném Mousse c6
ning lyc sdn xuit rit cao, chi phi thip. Ngoai ra mit hang ném Loxo gid thanh thap,
ngoai trif mit hang cao su 12 hau nhu khong sdn xuit vi khdong c6 ngudn mi cao su,
hién tai Trung quoc nhap ngudn mi cao su rat 16n chii y&u la d€ phu vu cho céc
nganh cong nghiép. Chinh vi vy mit hing ném mousse, loxo ¢ stc canh tranh rat
16n trén thi trudng, hién nay di c6 mit hiu hét tai cdc tinh thanh trong ci nudc. DE
canh tranh v6i hang Viét nam cdc cdng ty Trung qudc dd md cdc trung tAm phan
phoi tai H3i phong. Pa va dang xic ti€n ti€n md nha may tai Hai Phong, Ha Nbi.

Sdn phaAm hang Trung qudc rit da dang, di moi ching loai, gid thanh khi
van chuyén dé&n cdc nha phan phdi trong khu vuc vain thdp hon cdc sdn pham cling
loai tir 20 d€n 25%, phuong thic thanh todn linh hoat, thdi gian thanh todn dai

khodng 2 dén 3 thdng tlly theo kh4ch hang.
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TOM TAT CHUONG 1

Gidi thiéu so lugc vé co s§ 1y luan chi€n luge trong chuong nay tir viéc
nghién cttu tai liéu cla tdc gid Fred R David vé khdi luan ctia qudn tri chién lugc.

Khdi ludn quén tri chi€n ludgc c6 dé cap dén ba cip dod chién lugc 1a chi€n
lude cip cong ty, chién luge caAp don vi va chién luge cip chifc ning. Ngoai ra khai
ludn co ban vé quan tri chi€n ludc con néu bat dude quy trinh quén tri chi€n lugc
qua 3 giai doan

1. Giai doan thi€t 1ap chién lugc: Cac nha quén tri thuc hién dya trén 9 ma
trAn da néu G trén

2. Giai doan thuc hién bing cdch tiét 1dp cdc muc tiéu, dé ra cdc gidi phdp
va phan b6 ngudn luc d€ thuc hién cdc muc tiéu do.

3. Giai doan d4nh gid chi€n ludc: danh gid lai két qué so vdi tiéu chudn dé
tlr d6 dua ra cdc diéu chinh thich hgp.

Viéc dp dung quan tri chi€n lugc § cdc t6 chic 13 hét sitc can thi€t. Khong
chi don thuin & cédc td chitc kinh doanh 16n m&i can xay dung chi€n ludc hoat dong
ma ngay cé cdc td chic phi chinh phi, cic doanh nghiép vira va nhd ciing cin xay
dung cho minh mdt chién lugc. Chi€n ludc kinh doanh c6 thé dudc coi nhu 1a mot
kim chi nam cho tit cd cdc hoat ddng ciia t3 chifc, cia doanh nghiép gép phan vao

su thanh cong trong mdi trudng kinh doanh diy bi€n dong nhu hién nay
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CHUONG II: THUC TRANG HOAT PONG
SAN XUAT KINH DOANH CUA CONG TY VAN THANH

A QUA TRINH HOAT PONG
I Gi6i thiéu so luge vé Cong Ty
Tén cong ty : Cong Ty TNHH SX — TM Van Thanh

Tén ti€ng anh : Van Thanh Production and Trading Co. Ltd
bia chi : 90/4 Liiy B4an Bich, Tan Phd Thanh Ph& Ho Chi Minh

bi€n thoai :(08) 8586159-9612841-7960804

Email : vanthanh@saigonnet.vn

Website : www.vanthanh-matresss.com

1.1 Chitc nang kinh doanh

- Kinh doanh hang tiéu dung, mit hang trang tri ndi that.

- Kinh doanh mua bdn bat dong sdn, xay dung cdc cdng trinh dan dung.

- San xuat kinh doanh diy thun, cic mit hang gb

1.2 Lich st cong ty :

- Nim 1984 dugc thanh 1ap véi tén goi 1a Hop tdc xa Van Thanh véi sd
von diéu 1 : 0,5 ty dong.

- Nam 1992, Cong Ty TNHH SX — TM Van Thanh dudc thanh 1ap theo
gidp phép s6 : 865/GP-UB do Uy Ban Nhan Dan Thanh Phd HO Chi Minh cip ngay
15/08/1992 v6i s6 von diéu 1€ 1a 28,9 ty dong.

- Niam 1997 Cong ty m§ rong thém chdc ning kinh doanh mua bédn bAt
dong sdn. Von diéu 1é ting 1én : 52,2 ty dong.

- Nim 2000, Céng Ty Van Thanh m& thém 2 nha may sdn xuat tai Ha Noi
va Pa Néng nén ting von di€u 1€ 1&n 181,25 ty dong.

- DPén nay, von diéu 1é clia cong ty dat 234,5 ty dong.


mailto:vanthanh@saigonnet.vn
http://www.vanthanh-matresss.com/
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1.3 C4c san pham chinh

Trén thi trudng hién nay, hdu hét cdc san phdm ném cé mit trén thi trudng
Cong Ty Van Thanh déu c6 san xuét. Cu thé nhu sau :

- Mit hang ném Cao Su mang nhin hiéu QUEEN chi€ém 5% doanh s&.

- Mit hang ném Lo xo chi€m 50 % doanh s6.

- C4c mit hang mousse cdng nghiép chi€ém 35% doanh s0.

- Mit hang mousse dan dung chi€m 10% doanh so.

II Thi phan

2.1 Nhém mat hang ném cao su :

Tinh hinh thi trudng : P4y 1a nhém mit hang cao cAp nhat trong cic loai
sdn phAm ném hién c6 trén thi trudng. Van Thanh chi chi€m khodng 10% thi phan,
Cong Ty Kymdan thong linh trén thi trudng chi€m khodng 80% thi phan, 10% thi
phan con lai 1a clia cdc cong ty nhd nhu Lién A, Hung Thinh, ....

Kymdan thdng Iinh thi trudng mot phan 1a do Cong ty nay chi sdn xuitra 1
nhém mit hang ch& bi€n tir nguyén liéu cao su, mit khic do thuong hiéu ndi ti€ng.
Vi vidy Cong Ty Kymdan Iudn quing cdo khué&ch truong sin phim nay. Hién nay
Cong Ty Lién A ciing tip trung vio nhém sdn phim nay nén trong thdi gian t6i s&
12 ddi thi canh tranh chti y&€u clia Kymdan ciing nhu Van Thanh.

Nhém mit hang nay hién nay chi€m khodng 10% doanh s6 bdn ra clia cong

ty.
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Thi phAn nhém mit hang cao su

Hinh 2.1

bl

A‘) A
San pham ném Cao su

2.2 Nhém miat hang Loxo

Tinh hinh thi truGng : Cac mdt hang Loxo hi€n nay trén thi trudng canh tranh
khdc liét, do day 12 nhém mit hang dé lam khong cian nhi€u k§ thuat, lam bing
mdy hay lam bing thi cong déu dudc mic du chi't lugng c6 khdc nhau. Mit hang
nay Van Thanh chi€m thi phan cao trén thi trudng khodng 50 % do cong nghé hién
dai, tit cd cdc cong doan déu 1am bing mdy nén ning suit cao, chit lugng luon
dugc ddm bdo va gid thanh thadp. C4c doi thii canh tranh hién nay nhu Cong Ty Anh
Diing chi€m khodng 10%, Uu Viét chi€m 10%, H4i Phong chi€n 10%, Dunlopillow

chi€m 10%, con khodng 10% 1a cdc cd sG con lai.
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Nhém mit hang rit dugc cdc khidch san wa chudong, vi do bén va thong
thodng, dat tiéu chuin qudc t&. Thi trudng khach san chi€m 1 phan 16n doanh s& ban
ra, chi€m khodng 20% doanh sd cia cong ty.

Thi phin nhém mit hang Loxo

VAN THANH

50%

Hinh 2.2

Sdn pham ném Loxo
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2.3 Nhom mit hang mousse cong nghiép

Tinh hinh thi trudng : Nhém mit hang nay chd yé&u cung cip cho cdc nha
mdy gidy, cic nha mdy song may, ndi that. Hién nay nhém mit hang nay dang gip
nhi€u khé khin do cdc nha mdy giay bi 4p thu€ chdng pha gid tai thi trudng EU.
Mit hang nay Van Thanh hiu nhu théng linh trén thi trudng chi€m dén 70% thi
phan, c¢6 dugc diéu nay do Van Thanh c6 miay méc cong nghé hién dai di sic ddp
tng yéu cau clia cdc cong ty gidy trén thé€ gidi ¢ nha mdy gia cong tai Viét Nam,
hau hét cdc sdn pham theo yéu ciu dit hang cda cidc cong ty gidy déu rat khit khe
nhu @6 méng 1-3 1i, dai 100 m, chiéu rong tily theo yéu ciu. P&i véi mit hing nay
trong nudc hi€n nay chua c6 cong ty nao didp tng dugc. Hi€n nay trén thi trudng mdi
c6 cong ty ViNaFoam ctia Han Qudc cung cAp dudc sdn phdm nay, chd y&u ty cung
cip cho nha mdy gidy cda minh ViNaFoam, phin cdng sudt du thira xuit ra bén
ngoai khodng 10%, con lai khodng 20 12 cdc cd s& tu nhan chuyén cung cip cho cdc
¢ sG nho chuyén lam hang gia cong may mic. Trong thGi gian t6i khoang thang 10 /
2006 Cong Ty nay sé hoan viéc xay dung xudng sdn xuat tai Viét Nam d€ cung ting
cdc sdn phAm mousse cong nghiép trén thi trudng. Vi vdy trong tuong lai diy sé 1a
d6i thii canh tranh chli y&€u clia Van Thanh § nhém miit hing nay.

Nhém mit hang nay hién nay dang c6 chiéu hudng siit gidm doanh s6 do vu
kién ban phd gid cdc mit hang da gidy cia EU, va mic thu€ 4p chong phd gid da c6
hiéu luc k€ tir ngay 07/04/2006, cdc cong ty da giay hién nay dang cit gidm doanh
s6 bdn ra trén thi trudng EU nén di gidm lugng hang nhap x8p cdng nghiép hoic

yéu ciu cdng ty gidm gid
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Thi phian cdc mit hang mousse cong nghiép

Van Thanh
70%

Hinh 2.3

2.4 Nhom mit hang mousse dan dung

Pay 12 nhém mit hang canh tranh gay git nhit trén thi trudng hién nay do
gid thanh ré, chat lugng thap. Do thu nhap dan cu 6 cdc ving xa con thdp nén diy la
nhém sdn phdm dudc tiéu thu chii y&u. Pdi véi nhém mit hang nay Van Thanh chi
chi€m khodng 10% do sin ph&m déu 1am & chat lugng cao, Van Thanh c6 khi ning
lam ra nhitng mit hang ré tién nhung chit lugng khong ddm bio, chinh vi vay dé
ddm bdo uy tin cho cdc nhém mit hang khic chi€ém doanh s6 chli yéu nén chit
lugng 1am ra phai cao. Ngudi tiéu dung chi bi€t sin phim ném Van Thanh chd
khong biét 1a tirng nhém mit hang c¢é ciu tao va chat lugng khac nhau.

Nhom mit hang ndy chd y&u 1a hang Hdi Phong chi€ém dén 50%, Uu Viét
chi€m 5%, Anh Diing chi€m 5%, cdc c¢d s nhd khdc chi€m khodng 30%. Tuy nhién

doanh s6 mit hang nay thdp, va ngay cang c6 xu hudng thu hep lai.
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Thi phan nhém mit hang mousse dian dung

Hai Phong
50%

Hinh 2.4

Y LD
o A B
P S

III Sdn xuat

3.1 Tinh hinh san xuAt:

Van Thanh hién c6 3 nha mdy sdn xuit chinh & cd ba mién dit nu6c. Nha
m4y san xud't khu vuc phia Nam niim tai Ci Chi, Thanh Phd Ho Chi Minh véi tong
dién tich d4t 100.000 m*, nha mdy nay sin xudt tit ci cdc loai sin phdm hién c6
trén thi trudng, chuyén cung ciAp hang cho cédc tinh phia Nam va TAy nguyén. Nha

2z ~ N o4 ~ ~ A . e . 2 N - N
mdy sdn xudt & Pa Ning, cling sdn xudt hau hét cic loai sdn pham trir mit hang
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lam tif cao su, chuyén cung tng hang cho cdc tinh Mién Trung. Nha mdy sin xuit §
Hung Yén cung tng hang cho cdc tinh Mién Bic. Hién nay cong ty di dau tu tuong
ddi du thira cong sud't va du phong cho tuong lai phat trién clia cong ty.

3.2 Chinh sach cha't lugng va b phan kiém tra cha't lugng:

- Chat lugng 12 chia khéa cda thanh cdng, 12 nén tdng cho thanh cong clia
cong ty. S4n phdm mang nhin hiéu Van Thanh 12 mot ddm bio cho ngudi tiéu ding
vé chat lugng. Chat lugng 13 chia khéa quyét dinh sy thanh cong trong hién tai va
tuong lai ctia cong ty.

- B6 phan kiém sodt chit lugng KCS chiu trich nhiém ki€m tra miu ngay
trén diy chuyén san xuit, ki€m soat chit lugng clia thanh phdAm va nguyén vit liéu
ddng thdi ki€m sodt va phan tich tdt cd cdc sin phdm khi€u nai cta khich hang.
Hang tudn bd phin nay déu phdi bdo cdo tit ci nhitng vin dé chat lugng nhu phan
trim hang dat chit lugng ngay tir 1an sdn xut diu tién, chi phi sdn xudt khong dat
chat lugng...., d€ Ban lanh dao c¢6 hanh dong khic phuc dé€ hoan thién chit lugng,
gidm gi4 thanh sdn pham.

3.3 Hoach dinh mua hang va san xuat

3.3.1 Bo phan k& hoach, cung wng diéu phdi va phan phdi sin phdm

+ B06 phan k& hoach : c6 chifc ning thi€t 14p va duy tri hé thong dy bdo clia
cong ty. BO phian nay theo st sdn lugng ban hang, tinh hinh thi truGng, phan tich céc
bi&€n dong trén thi trudng vé nhu cau tiéu ding, hoat dong clia ddi thi canh tranh,
théi quen tiéu dung, bi€n dong theo mua phdi hdp véi phong ban hang va phong
ti€p thi d€ xay dung dy bao ban hang ngin han, trung han va dai han thdng nhi't cho
toan cong ty. Qua dé 1am co s& cho phan tich hoat dong tai chinh, diu tu trang thiét

bi, kho hang, nhan lyc ...
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+ K& hoach cung ttng diéu phdi :trén co s§ du bdo bdn hang, xay dung k&
hoach dy trit nguyén liéu, k&€ hoach sdn xuat, k& hoach van chuyén giita cic kho,ké&
hoach tén kho.,.... sao cho mifc tdn kho t&i wu nhung vin ddm bdo dugc hang héa
cung rng trén thi trudng ma chi phi ton kho thap nhat.

+ Phan phdi sdn pham : Ngoai 3 nha may chinh 13 cidc téng kho, Cong ty con
mé& 9 Chi Nhanh phén b6 tai cdc trung tim chinh trén toan qudc, cu thé : Chi Nhdnh
Ha Noi, Lang Son, Vinh, Nha Trang, Ban Mé Thudt, Gia Lai, Can Tho, An Giang,
Dong Nai, cdc chi nhdnh nay déu c6 kho riéng cung ng hang cho cic khu vuc lan
can. Chinh vi diéu nay gitp cho sin phadm clia cong ty d&€n dugc tay nha phan phdi
va tiéu dung vdi thdi gian nhanh nhat, cudce phi van chuyén hiéu qua nhat. Nhat 1a
san phAm ném mousse chi phi cho van chuyén ludn chi€m & mic cao.

3.3.2 Bo phan mua hang : C6 nhiém vu ddm b3o ngudn nguyén vat liéu, cic
thi€t bi va tdt cd nhu cAu mua hang clia cong ty voi gid tdt nhat va chit lugng cla
ngudn hang &n dinh. Ngoai ra con xay dung va phdt trién hé thong nha cung cip
nguyén liéu cho cong ty nhu 1a hé thdng cung cAp diu vao ddp dng dudc tiéu chuin
da dugc quy dinh.

3.3.3 B0 phan k¥ thuat : Chiu trach nhiém 14p rdp bao tri, bdo dudng tat ca
céc loai may méc, cong cu lao dong, hé thong dién. Pay ciing 12 bd phan chiu trach
nhiém vé van dé st dung ning lugng cia nha mdy. Hang tudn va hang thdng bd
phan nay déu cé bdo cdo vé mit ti€t kiém ning lugng clia nha mdy da hoan thién
t6i dau, gitp cho viéc ha gid thanh san pham.

IV Nghién cifu va phat trién :

Do bo phan nghién cttu va phdt trién chiu trach nhiém x4y dung céc cong
thiic sdn xuit va thi€t k& bao bi cho sdn pham. Nghién ctu cdng thic cia ddi thi
canh tranh va cdi ti€n cong thifc sadn pham cong ty nhim ddm bao tinh wu viét so vdi

cic cong ty canh tranh. Ngoai ra phong ban nay con nghi€én ctu tim ra cidc nguyén
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liéu thay thé dé gidm gid thanh sdn pham. Nghién cifu nhu cau ngudi tiéu ding va
cong nghé tién ti€n d€ ngay cang ning cao chit lugng sdn pham.

V Marketing

Céc hoat dong Marketing dugc coi 1a chi€n luge & cdc cong ty hang ti€u
diing va dugc ding lam cd s& d€ 1én k& hoach sin xuit ciing nhu tit ci cdc hoat
dong khéic con lai

5.1 Vé san pham :

Van Thanh quan tim t6i chit lugng, sitc khde ctia ngudi tiéu dung, st dung
cdc sadn pham khong ddc hai, luon quan tdm x@ 1y d€ sidn phim lam ra dat mic do
an todn cao nhat.

5.2 Vé gia :

Ap dung co ciu gid thdng nhit toan qudc cho tirng loai kénh phin phdi
khong phan biét dia ban, giao hang truc ti€p cho cdc cdc nha phan phdi la dai ly.
Da&i véi gid cho ngudi tiéu dung cdng ty dinh gid thy theo cdc doi thi canh tranh. Cu
thé nhém mit hang cao su dinh gia thdp hon Kymdan 15%, nhém mit hang Loxo
dinh gid cao hon cédc d6i thu nhu Anh Diing, Uu viét 10%. D81 véi nhém hang x8p
cong nghiép, cong ty dinh gid tuy theo uy tin cia tirng khach hang, kha ning thanh
toan.

5.3 V& phan phéi

GOm cdc kénh phan phdi chinh nhu sau :

- Phan phdi qua hé thong 1.800 dai ly trdi rong trén toan qudc. Kénh phin
phdi nay chi€m dén 50% doanh s6.

- Phén phéi truc ti€p qua hé thdng clra hang ban 1é clia cdng ty, cOng ty
hién tai c6 25 cita hang bdn 1€ truc ti€p cho ngudi tiéu dung. Kénh phan phdi nay

chi€m 10% doanh sé ban ra.
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- Phan phdi thing cho hé thdng nha mdy gidy trén toan qudc, kénh phin
phdi ndy chi€m 34% doanh s6.

- Phan ph6i qua hé thdng siéu thi chi chi€m 2% doanh s ban ra.

- Xud't khdu qua cdc nuSc Pong nam A, Han Qudc, Nhat Bin chi€m 4%
doanh s6 bdn ra.

5.4 Vé quang c4o khuyé&n mai, tai trg.

Chién lude quing cdo khuy&n mai va tai trg 12 mot nghé thuit va cong cu
hét stic doc ddo khong thé thi€u dugc trong cdc chién luge canh tranh. Tuy nhién vé
mit nay Van Thanh chua c6 mot chién luge cu thé, 16 rang dé tdng stfc canh tranh
trén thi trudng. Trong thdi gian qua cdng ty c¢6 t6 chifc mot sd chuong trinh sau :

- Tai trg cho gidi béng d4 qudc gia mia gidi nim 2004-2005

- Thuc hién cdc chuong trinh khuy&én mai cho ngudi tiéu ding véi téng tri
gid gidi thudng khodng 1.500 triéu déng nim 2005, niam 2006 1a 2.700 triéu dong.

- Tién hanh quing cdo trén cdc phudng tién truyén thong nhung & mic do
thap. Vi vay chua tao ra hiéu ing giy tdc dong d€n ngudi tiéu dung, giy ling phi
chi phi quang céo.

Céc hoat dong marketing va nghién cttu thi truGng cia Van Thanh tuy da dat
dudgc mot sd thanh qud ddng khich 1& nhung hiéu qui khong cao.

VI Ngudn nhén lyc va chinh sach nhan sy :

- Téng s6 nhan vién cia cong ty hién nay 1a 1.067 ngudi. Trong dé truc tiép
san xudt 12 813 ngudi, gidn ti€p 1a 213 ngudi.

- Tu6i ddi ngudn nhan lyc clia cong ty rat tré, hon 95% nhan vién dudi 30
tudi ThAm nién trung binh ctia nhan vién 13 4 nam.

- Trinh d6 cao ding, dai hoc va trén dai hoc chi€ém 15%, tot nghiép phd

thong trung hoc chi€m 85%.
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- Hién tai cong ty c6 thué 3 chuyén gia ngudi Pic huéng dan k§ thuat vé
mit hang cao su va x Iy cdc héa chat.

Chinh siach nhén sy cia cong ty Van Thanh:

+ Van Thanh 12 mot cong ty phat trién theo dinh hudng tip trung vio con
ngudi va sdn phdm hon 12 vao hé thong t6 chifc. Péng gbp clia nhin vién la yé&u to
quan trong nhat trong su thanh cong clia cong ty trong viéc d6i dau véi sy canh tranh
va phét trién clia cong ty. Moi ngudi trong cong ty déu cé co hdi binh ding.

+ Tuyén dung va dao tao : P& bat tir ndi bd vdi diéu kién cdc nhan vién dap
ttng dugc cdc yéu cau c¢6 dudc nhitng k§ ning va thanh tich dat dugc trong qud trinh
lam viéc. Khi cAn tuyén dung bén ngoai, cong ty dé ra chinh sich tuyén dung c6
kinh nghiém va c¢6 nhan cdch thich hop va hd trg ho phdt tri€n lau dai cho cong ty.

+ Ché& do ddi ngd : Cong ty 4p dung mot chinh sdch dii ngd dudc thiét k& dé
tuyén dung, tao dong lyc va giit chdn cdc nhin vién cé chat lugng cao, 13 nhitng
ngudi dam bao sy thanh cong cia cong ty thong qua viéc tinh todn cdc tudng quan
ndi bo vé€ tién luong va phiic Idi cling vdi cdc mitc luong bén ngoai cong ty.

VII Tai chinh k& to4n :

Tinh hinh ting trudng doanh s6 hang nim rat ding khich 1& nhd vao nhitng
nd luc déng gép rit 16n cla toan thé nhin vién cong ty. Doanh s6 clia cong ty ting
trudng lién tuc trong 5 nim v4i ty 1& trung binh 13 trén dudi 25%, véi tiém ning thi
trudng hét sific rong md, nhat 1a d6i v6i nganh du lich, hé thong khach san hién nay
chua ddp tng dudc cdc nhu ciu nén mic tiéu thu con cao, nhat 1a hé théng khich
san cao cap, dinh ky phdi thay méi hoan toan.

B.KET QUA HOAT PONG SAN XUAT KINH DOANH TU NAM 2001 —
1/6/2006
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Bang 1 DVT: Triéu VND

Khoan muc 2001 2002 2003 2004 2005 |1-6 /2006
Téng doanh thu 345.011 | 425.125 | 540.568 | 635.849 | 793.135 | 378.145
Hang bén tra lai 3.546 | 3.866 4.459 5.347 5.988 3.223
Doanh thu thuin 341.465 | 421.259 | 536.109 | 630.502 | 787.147 | 374.922
Gid vOon ban hang 215.115[289.887 | 390.579 | 500.116 | 643.129 | 304.954
Téng 1¢i nhuin 126.350 | 131.372 | 145.530 | 130.386 | 144.018 69.968
Téng chi phi 80.342 | 82.998 | 92.765| 83.321| 98.098 48.253
Lgi nhuin tru6c thu€ | 46.008 | 48.374 | 52.765| 47.065| 45.920 21.715
Thué€ TNDN 14.722 | 15.479 | 16.884 | 15.061 | 14.694 6.948
Ldi nhuin thuan 31.286 | 32.895| 35.881| 32.004| 31.226 14.767
Ti 1& ting trudng DS 23 27 17 25%

%

Nguén : Bdo cdo tai chinh ciia Céng Ty Van Thanh

Nhan xét : Doanh thu cong ty ngay cang ting cao, 1gi nhuan luén dugc gitr §

muc 6n dinh, mifc ting khong cao mot phan do tinh hinh ngay cang canh tranh gay

git, chi phi ting cao.

Bang 2
Trong dé doanh sé xuat khiu : DVT : Triéu VND
Nam
2001 2002 2003 2004 2005 | 1-6/2006
Thi truong
Nhat Ban 1.405 1.568 2.035 3.087 4.241 2.898
Han Quoc 2.901 3.980 5.345 6.976 7.542 4.987
Trung Qudc 4.988 6.098 7.976 8.677 10.004 7.876
Céc nu6c DPNA 2.876 3.032 3.894 4.763 5.234 3.549
Cong 12.170 14.678 19.248 23.503 | 27.021 | 19.310

Nguon : Bdo cdo tai chinh ciia Céng Ty Van Thanh
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Nhin xét : Doanh s& xuit khau ngay cang ting, chiing td sin phdm clia cong
ty dap ng dudc nhu ciu clia cdc nha nhidp khiu nuSc ngoai, chit lugng dn dinh
ciing 12 modt phdn 1am cho doanh s& xuét khiu ting. Cong tic marketing ngay cang

cé budc tién trién tot.

Bang 3
Doanh so phan theo nhém hang DVT : Triéu VND
Nam
2001 2002 2003 2004 2005 1-6/2006

Nhém hang
Cao su 34.501 43.974 54.099 70.542 81.654 | 44.671
Loxo 70.435 78.154 | 107.237 132.357 | 178.431 78.123
Xop cong | 210.345 | 276.986 | 321.091 370.023 | 456.765 | 220.878
nghiép
X6p dian dung 29.730 26.011 58.141 62.927 76.285 34.473

Cong 345.011 | 425.125| 540.568 635.849 | 793.135 | 378.145

Nguén : Bdo cdo tai chinh ciia Céng Ty Van Thanh

Nhin xét :

Cédc nhém mit hang nhu Loxo, Cao su, x0p dan dung c6 xu huéng ting cao.
Riéng mit hang x8p cong nghiép trong 6 thdng dau nim 2006 c6 chiéu hudng gidm
sit do vu kién ban phd gid da gidy ctia lién minh EU. Do nhém sdn phdm nay cung
cAp sdn pham chd yé&u cho cdc nha mdy gidy nhu Nike, Adidas, Thugng dinh, va
céc cong ty khéc.

C PANH GIA HOAT PONG NOI BO CUA TO CHUC

I Ma trin danh gia méi truong ndi by.(IFE )

Mitc d6 quan trong ctia mdi yé&u t6 dugc ddnh gid dva trén mic dod tdc dong
cda yéu t6 d6 ddi v6i sy thanh cong clia cong ty. XEp hang tir 1 d€n 4 cho tirng yé&u

t6 d€ dénh gi.
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Bang 4
Mic dp | Phan | S& di€m
quan Loai quan
TT Céc y&u to bén trong trong trong
cua cac
yéu to
(1 (2) (3)=
(Dx(2)
1 |C6 trén 15 nha cung cAp nguyén vatliéu doi | 0.1 2 0.2
v6i cong nghé sdn xuit hién dai, cong suit
16n, c6 kha ning ddp ng md rong thi trudng
2 |C6 hé thong kiém tra chit lugng toan dién 0.05 2 0.1
3 |Hé thong thong tin qun 1y toan cdng ty hiéu |  0.05 3 0.15
qua
4 |Chi€n lugc kinh doanh va marketing manh 0.15 4 0.6
5 |Tai chinh lanh manh, kha ning tai chinh 16n 0.1 3 0.3
6 |Thi truGng muc ti€u rng 0.15 4 0.6
7 |Pdi ngii nhan vién tré va dugc hudn luyén| 0.1 3 0.3
tot
8 |Chi phi quan 1y cao 0.05 2 0.1
9 |Ty 1€ hao hut nguyén vat liéu cao 0.05 2 0.1
10 |Chat lugng nguyén vat liéu nhap khau khong 0.1 2 0.2
&n dinh
11 |Co ciu td chic chua gon nhe 0.1 2 0.2
Tong cong 1.00 2.85
Nhin xét :

S6 diém quan trong tdng cong 1a 2.85 cho thdy Van Thanh & trén mifc trung
binh vé vi tri chi€n ludc noi bo tdng quat. Do @6 Van Thanh cin ti€p tuc cling ¢d va
phdt huy nhitng mit manh nhu : Gitt mdi quan hé t6t véi nha cung cap, cling c¢d hé
thong quan ly chit lugng sdn pham, md rong thi trudng muc tiéu, ting cudng cong
tdc marketing, bén canh dé cin phai c6 huéng khic phuc nhitng mit y&u nhu : chit
lugng nguyén vat liéu khong dn dinh, ty 1& hao hut nguyén vat liéu cao, chi phi quan

ly cao.
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II Ma tran SWOT chua day du.

Céc di€m manh (S)

1. C6 trén 15 nha cung cAp nguyén vat
liu véi cong nghé sdn xudt hién dai.
Cong suat 16n, c6 kha ning ddp ng md
rong thi trudng

2. Sdn pha4m didm bdo chit lugng, c6 hé
thong kiém tra chit lugng chuyén
nghiép.

3. Chién lugc kinh doanh va marketing
manh

4. Tai chinh lanh manh, c¢6 kha nang tai
chinh 16n

5. Thi trudng muc ti€u rong

6. Doi ngii nhan vién tré va dudc huin

luyén tot

Cac co hoi (0)

1. Tiém niing thi trudng 16n

2. Nhu cau st dung ting

3. Chd truong khuyén khich vao cdc
tinh thanh c6 nhiéu lao dong nhan rdi

4. Thi trudng lao dong ddi dao, nhan luc
ré

5. Heé thong thong tin lién lac ngdy cang
phét trién

6. Chinh sich wu dii ctia nha nudc doi

véi mit hang xuit khiu

Cac di€m y&u (W)

1. Chi phi quan 1y cao.

2. Ty 1€ hao hut nguyén vat liéu cao

3. Chat lugng nguyén vat li€u nhap
khiu khong 6n dinh dnh huéng dén ké
hoach giao hang.

4. Cd ciu td chitc chua gon nhe.

Cacde doa (T)

1. Moi trudng canh tranh manh mé

2. Chi phi nhap khdu nguyén vat liéu
cao.

3. Nguon cung cip khan hi€m
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Nhin xét :

Qua phan tich tinh hinh hoat dong sidn xuit kinh doanh clia cong ty thong qua
phan tich mdi trudng bén trong va bén ngoai, nhitng di€ém yé&u (W), diém manh ( S),
¢6 hdi(O) va nguy co (T) chii y€u ¢6 dnh hudng d€n k€t qua hoat dong cla cong ty
Van Thanh dudc liét k& & bang trén. Van d& dudc dit ra 1a 1am thé ndo d€ Van

Thanh c6 thé van dung nhitng di€ém manh, khic phuc nhitng di€m yé&u, tin dung

nhitng co hoi va han ché rii ro.

D CAC YEU TO ANH HUGNG PEN CHIEN LUGC CUA CONG TY

VAN THANH

I Cdc y&€u t6 moi trudng vi mé

1.1 C4c y€u to kinh té:

Bang cac chi sé phat tri€n Kinh t& (°)

Chi tiéu 2000 | 2001 | 2002 | 2003 | 2004 | 2005

Tang GDP (%) 6.8 6.9 7 7,2 7,6 8,4
GDP binh qudn dau nguoi (| 403,6 | 4154 | 440,1 | 483.1 533 640
USD)

Chi 56 lam phdp (%) -0,6 0,8 4.0 3.0 9,5 8,4
Xud't khdu ( triéu USD) 14.483 | 15.027 [16.705 | 19.980 |26.175 | 33,23
Tham hut mdu dich -1.154 | -1.135|-3.027 | -5.115|-5,513 -4,6
Vén dau tw nudc ngoai ( Trieu | 2.012| 2.535| 1.558| 1.513| 4,567 | 6,297
USD)

Bang 5

- Nhin chung sau giai doan ting trudng vugt bac trong khodng 1005-1995,

toc do ting trudng trung binh 8 — 9%, nén kinh t€ Viét nam bit dau di vao giai doan

> Téng Cuc Théng Ké
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phét trién 6n dinh & mdc 6 — 7% hang nim. Toc do ting trudng GDP Viét nam &
mic tudng ddi cao va On dinh trong nhitng nim gin diy & midc 7%. Viét Nam 1a
nuéc c6 toc do ting trudng ding thd 2 sau Trung qudc trong khu vuc Pong A. Nén
kinh t&€ dugc dy bdo sé ti€p tuc ting trudng tdt trong nim 2006 -2007, véi tdc dd
ting GDP thuc 13 trén 7%. DAy 13 mifc ting trudng cao va ly tudng ddi vdi tiém
ning phat tri€n thi trudng va diéu nay cho phép su ting ding ké vé dung lugng thi
trudng d6i véi sdn phaAm tiéu ding néi chung va nganh ném néi chung.

- Tinh hinh lam phéat trong nhitng nim gin day di dugc ki€m sodt tot chi
dao dong trong vong 1 con s6.

- L4i sudt cia hé thong Ngan hang Viét nam dugc dicu ti€t bdi ngan hang
Nha nuéc nhim ddm bdo dn dinh va thic ddy phat trién kinh t€. Nhd ty 1& lam phat
da dugc ki€m sodt dn dinh trong nhitng nim gin ddy nén 14i sui't cho vay tién dong
ciing tudng d6i 6n dinh khodng 8,0%/ nim.

- Viét Nam theo dudi chinh sich quan 1y ngoai hdi chit ché thong qua hé
thong ngan hang nhim ki€m sodt ty gid hoi dodi.

- Thu nhip binh quan diu ngudi tinh bing USD nim 2005 la 640 USD.
Mic di s6 lugng c6 ting trong thdi gian qua nhung miic chénh léch tuyét d6i vé
GDP ctia nudc ta so véi cdc nude van ngay mot nhiéu hon, nén nguy cd tut hdu van
con hién hién.

1.2 C4c yé&u to xa hoi

- B&n ndm 2006, Viét Nam c6 khodng 83,2 triéu ngudi, ding thit 2 § Pong
Nam A sau Indonexia 12 209 triéu ngudi va thtt 13 trong s6 hon 200 qudc gia trén
th€ gidi véi toc do ting dan sd khodng 1,3%/ nim. Cd ciu vé tudi clia din s6 Viét
Nam nhu sau:Viét nam 12 nude ¢6 ngudn nhan luc doi dao ding thit hai trong khu
vuc ( sau Indonexia v6i 95 triéu lao dong). Hang nam c6 thém 1,5 -1,7 tri€u ngudi

budc vao tudi lao dong va cho dén thang 12-2005 s6 lugng lao dong tré chi€m dén
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49 triéu ngudi( chi€ém 60% tong dan s6 ci nudc, day ciing 1 thi trudng 16n vé tiéu
dling, cong ty can khai thac hiéu qua ddi véi tirng khu vuc.
1.3 Céc y&u to vé chinh tri, ludt phap

- Su 6n dinh vé chinh tri 12 mdt diéu kién tot d€ cdc nha diu tv manh dan
dau tu cdc hoat dong kinh doanh & Viét nam. Sau sy kién ngay 11/9,Viét nam da
dugc binh chon 12 nudc an toan nhat vé diu tu tai cdc nude chau A. (%)

- Trién vong vé gia nhap WTO cudi nim 2006 hoic tré 1im d€n diu nim
2007 13 diéu kién thuan Igi cho cong ty vi lic d6 mic thu€ nhap khiu tir cic nudc
gidm xudng, cong ty c6 khi ning diy manh doanh s& bdn ra, ting 1¢i nhuin. Hon
nita gia nhap WTO ciing ddng nghia v6i thué€ suit nhap khiau nguyén liéu hang héa
s& giam mot cach ding k€ va gia thanh sdn phim cda cong ty ciing sé gidm tuong
ung.

- Khéi lién minh Chau Au ddnh thu€ chong phéd gid cdc mit hang da day
Viét Nam theo 10 trinh tf 4,2% tit ngay 07/4/2006 va cudi cung 1a 16,8% tit ngay
25/9 d&n 06/10/2006 do EC khdi xuéng dang dudc thyc hién. Ngoai ra mitc thu€ ma
nganh da gidy Viét nam hién nay dang bi 4p dung l1a 8%. EC dang yéu cau dp dung
thué chéng phd gid 12 10% s& dugc dua ra bi€u quy&t vao ngay 06/10/2006.(7) Viéc
4p thu€ chong ph4 gid nay gy 4nh hudng nghiém trong dén nganh da gidy, lam gid
thanh sin pham ting l1&én, kh6é c6 thé canh tranh trén thi trudng s& gy nén su phd
san hang loat cidc cong ty nhd va 4nh hudng ning né dén cic cong ty 16n. Ma nhém
mit hang x06p cong nghiép clia cong ty Van Thanh xudt chi y&u cho cdc nha mdy
gidy tai Viét nam, vi vy ciing gy tdc dong manh mé dén gid cd, cdc cong ty ndy
mot 12 yéu cau gidm gid, hodc hly hang loat don dit hang vi san phdm ctia ho ban

ra khong dugc.

% Bao Tudi tré ngay 26/8/2006 , trang 5.
" Ngudn Web site Bo Bo Ngoai Giao www.mof.vn ngay 30/08/006


http://www.mof.vn/
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Hé thong luat phdp Viét nam khong ngirng duge ddi mdi, bo sung, xay dung
cAp nhat héa theo yéu ciu hoi nhap qudc t&, cidc bd luat doanh nghiép, luat dau t,
luat thudng mai,... c6 hiéu lyc trong nim 2006 cé tic dong tich cuc dén thu hit va
hoat dong cdc doanh nghiép thudc moi thanh phan kinh té&.

1.4 Cdc yé&u to moi truong

Mbi trudng, van dé bic xic hién nay : viéc ting Ién dang ké cdc viung do thi
cong nghiép héa, dang 1am xudéng cAp mdi trudng sdng § nhitng noi nay. Quan trong
hon nifa 12 ngudn rac thdi tiéu ding va cong nghiép tir cdc thanh phd 16n 12 mdt van
dé nhittc nhdi va dau dau cho chinh phii. N&u cdc cong ty trong nganh cong nghiép
khong tim cdch x& 1y thi n6 4nh hudng rat I6n dén moi trudng. Van Thanh da ti€n
hanh xAy dung hé thdng xt 1y nuSc thdi qua qud trinh sdn xuit dat theo tiéu chuin
qudc t&. Pay 1a van dé quan trong, vi n6 khong chi tudn theo quy dinh clia luat phdp
ma 12 con cd s§ cho cdc d6i tdc nude ngoai dit hang, vi d6i vdi cidc cong ty nudc
ngoai khi dit van dé dit hang ludn yéu ciu cong ty phdi ddm bdo cic yéu t6 mdi
trudng, mdi trudng 1am viéc va quyén 1gi cla cdng nhan.

1.5 Cdc yéu to cong nghé

Cung véi viéc tinh todn hi€u qud kinh doanh, cong ty da tirng budc cdi ti€n
cong nghé d€ ngay cing nang cao chit lugng sadn pham.

Theo cdc s6 liéu thong ké cia UNCTAD, phuong thic giao dich thuong mai
dién t chi€m dé&n 95% tdng céc giao dich thuong mai tryc tuyén trén thé gidi va xu
huéng s& phat tri€én manh trong tuong lai gan. Do d6 day ciing 12 co hdi va thach
thitc cho cong ty Van Thanh trong viéc dén dau xu thé€ kinh doanh mdi nay tai Viét
Nam.

II Cac yé&u t6 moi trudng vi mo :
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DPay 12 moi trudng gin lién vdi truc ti€p vdi hoat dong kinh doanh clia cong
ty va dugc dit 1én vi tri hang dau trong nghiép vu phan tich mdi trudng dé c6 nhitng
hoat dong &ng pho phu hgp.

2.1 Khach hang:

Vi hoat dong trong nganh cong nghi€p hang ti€u dung néi chung nén cich
phan phdi va ban hang clia cong ty phdi thong qua hé théng Dai ly va hé thdng ctta
hang bdn 1¢ clia riéng minh. Pay 1a cdch lam quen thudc va truyén thdng cla tat cd
cdc cong ty hang tiéu dung chi khéng riéng Van Thanh. Hién nay khdach hang cia
cong ty : Pai ly, khoi nha may cong nghiép va ngudi tiéu dung

- Paily : Pdy 12 nhém ddi tugng mua vé d€ ban lai cho ngudi tiéu dung 18,
ho mudn ban hang cang nhanh cang tdt d€ thu dugc 1¢i nhuin cao. Vi uy tin vé sin
phdm, chinh sich gid cd hop Iy va cdc hoat ddong hd trg viéc ban hang tir cong ty,
cic dai ly hoan toan tin tudng vao sdn phadm cla cong ty.

- Kh&i nha mdy cong nghiép : D&i v6i cong nghé va chit lugng sdn phim
hién nay, Van Thanh dd sitc ddp ¢ng tit cd cdc yéu cau vé chit lugng ma cic doi
thd canh tranh hién nay chua thé ddp tng dugc. Pay ciing 1a thuin Idi ciia Cong ty
Van Thanh so v&i cdc cong ty khéc.

- Nguoi tiéu dung : Pay 1a nhém khdch hang ¢6 sic manh trd gid cao hon cé
do c6 rat nhiéu sin phé?m trén thi trudng, ho c6 pham vi lva chon 16n. Bén canh d6
ngudi tiéu dung Viét nam rit nhay cdm véi sin phAm mdi va thudng khong c6 théi
quen trung thanh véi mot loai sdn pham nao lau dai. Pay chinh 1a 4p luc thuc sy doi
vGi cong ty. Théi quen ti€u dung va ap luc trd gid cia ngudi ti€u diung doi hdi cong
ty phai ludn cdi ti€n sadn pham va tung ra san phim mdi ra thi trudng d€ dap tng nhu

cau nay.
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2.2 Tinh hinh thi truéng ném Viét nam:

- Toc do ting trudng clia nganh du lich ngdy cang ting cao, vi vay thi trudng
xay dung nha nghi, khach san, resort ting cao. Pay la thi tru6ng chuyén dung hang
cao c4p nén chi€m linh dudc thi trudng ndy doanh s6 dat dudc rit cao.

- P06 thi héa ting cao cling vdi sy phat trién kinh t€ nén nhu ciu xiy dung
nha mdi ting 1én din dén viéc sit dung ném ciing ting cao.

- Thu nhap ting I&n, nhu cAu st dung hang cao cip ciing ting I&n.

2.3 Doi thu canh tranh :

Cong ty Van Thanh Ia doanh nghiép sdn xudt hang tiéu dung va hang cong
nghiép da dang vé chiing loai sin pham ciing nhu nganh hang cu thé. Chinh vi vay
st canh tranh va cdc doi thii ciia Van Thanh ciing ri't da dang va phic tap.

Lich st va hoat ddng ctia cdac cong ty d6i thi cia Van Thanh ma cudng do
canh tranh gay git nhim chi€m linh thi phan gém c4c cong ty sau :

2.3.3 Cong Ty cd phan cao su Sai gon ( Kymdan )(®)

Thuong hi€u Kymdan c6 to nam 1954, v61 hon 50 ndm cong ty Kymdan dudc
ngudi tiéu dung biét d&€n vdi sdn pham chuyén vé cao su, tit ci cdc sdn phim déu
lam tir 100% latex . Cong ty Kymdan hoat dong theo md hinh cdng ty me- cdng ty
con, c6 nha may dit tai khu cong nghiép TAy bic Cu chi( rong 11 ha), c6 02 xi
nghiép truc thudc ( Xi nghiép may 40 ném xuit khiu, Xi nghiép san xud't giudng va
salon va giudng), c6 03 cdng ty con § nuGc ngoai, 4 chi nhanh trong nudc, 30 cia
hang va hon 425 dai ly trén toan qudc, Kymdan da ding ky bdo hod thuong hiéu trén
79 quoc gia. PSi v6i sdn phaAm ném tif cao su, Kymdan 13 nhin hiéu s& 1 trén thi
trudng, thuong hiéu Kymdan 13 sy ddm bdo cho chit lugng sdn pham, hau hét ngudi
tiéu dung khi ¢6 nhu cAu mua ném cao su 13 nghi ngay dé€n Kym dan, d6 12 mot vu

thé& rat 16n. Chinh vi uu thé trén ma cong ty

8 Web site : www.kymdan.vn
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Kym dan dua ra chinh sdch budc Pai 1y phéi tiéu thu 1 thdng véi doanh s&
theo quy dinh dudc 4p dung cho tirng khu vuc, budc phdi 14y 1 1an véi s6 hang c6 gid
tri trén 100 triéu mdi giao hang.

Cong ty Kymdan ciing 4p dung gid thong nhat cho tirng loai kénh phan phoi
nhu ban Pai ly, bdn 18, c6 ch&€ do gid dic biét cho hé thdng khach san nhu gidm
chi€t khau theo tirng 16 hang, cho ng gdi dau.

Cong ty Kymdan dat rat nhiéu ching chi vé chit lugng, mdi trudng, quin
ly,.. diéu nay thé hién chi't lugng sdn phaAm huéng d&€n ngudi tiéu dung.

2.3.4 Cong Ty TNHH SX- TM Uu Viét(’):

Cong ty Uu Viét dugc thanh 1ap nim 1993, chuyén sian xuit cic mit hang
mousse, 10xo0. Cong ty ndy c6 mdt nha mdy & huyén Binh Chanh Thanh Ph& H6 Chi
Minh, gi4 sdn phdm clia cong ty nay dugc dinh gid thap hon tuy theo tirng chiing loai
ddi v6i cdng ty Van Thanh nhu Loxo thap hon 5%, mousse thip hon 10%. Cong ty
nay hién c¢6 4 Chi nhanh trong nuéc, 10 cira hang truc thudc chii y&u tai Thanh pho
HO Chi Minh va ¢6 khodng 300 dai 1y trén toan qudc. Gid bdn clia cong ty dudc 4p
dung thdng nhat tir nha mdy, tai cdc khu vuc khdc gid ban thay d6i tiy theo cudc phi
van chuyén.

2.3.3 Cong Ty Dunloppilow : Cong ty nay truc thudc tip doan Sime Darby
cta Malaixia, chuyén sdn xuit ném LOxo cao cip véi cdng suat 120.000 tAm loxo/
nim. Trong d6 60 % danh cho xuit khiu sang cdc nudc nhu Nhat Ban, Pai Loan va
cdc nuéc Pong Nam A. Cong ty nay dit nha mdy tai khu cong nghiép Viét Nam —
Singapore ( Binh Dlrdng)(lo)

2.4 D§i thi tiém 4n :
Nganh hang cda cong ty nim trong nhém sin phim tiéu ding va cong

nghiép. Py 1a nganh mang tinh chi't dic thi va da dang, c6 nhiéu nha sin xut nhd

® Web site : www. uuviet.com.vn
"B4o Tudi Tré ngay 19/05/2006, trang 4
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thi cong vé6i gid thanh rat thAp nén de doa clia nhitng ngudi nhap nganh la rat I6n.
NhA't 12 trong qué trinh hoi nhap kinh t&€ thé gidi ma cu thé 12 gia nhap WTO, nganh
hang ndy ngay cing canh tranh khoc liét, nhat 13 cdc nudc trong khu vuc Chau A,
dic biét 1a Trung Qudc. Céc chi nhdnh clia cdc tAp doan hodic cdng ty nuéc ngoai(
nhat 12 Trung Qudc) c¢6 thé md ra hoat dong & Viét Nam, ting kha ning canh tranh
rat 16n doi v6i cdc doanh nghiép ciing nganh clia Viét nam, trong d6 c6 Cong Ty
Van Thanh.

2.5 Nha cung cip :

Hién nay ngudn cung cAp nguyén vat liéu cho Van Thanh rit da dang nhung
dudc chia 1am hai ngudn chii y&u 12 ngudn cung cip nhap hdu va cung cip ndi dia.
Trong d6 ty 1é giita ngudn nhap khau va ngudn ndi dia nhu sau:

- V& nguyén liéu nhap khiu chi€m tdi hon 60% do ngudn nguyén liéu 1a céc
san phdm héa du, cdc sin pham c6 ngudn gbc tir dau Ita, cdc nha cung cip trong
nuéc khong c¢6. Do Van Thanh st dung khoi lugng nguyén vat liéu rat 16n, thdi gian
lam &n lau dai nén da thi€t 14p dugc hé thong cdc nha cung ciAp nguyén vat liéu. Do
d6 Van Thanh dat dudc 10i th€ sitc manh trd gid va lugng cung cidp 6n dinh, chat
lugng 6n dinh, gid cd canh tranh va &n dinh trong thdi gian dai.

- V& bao bi sdn phdm, chd y&u la ndi dia héa nhiéu, chi€m ty trong chiém tsi
95% trong sdn phidm clia cong ty. Ty trong nhap khau chi€m khodng 5% bao bi sin
phim chii y&u 12 16p 16t trong titng tAm 1oxo theo tiéu chudn cda nha nhip khiu.
N&u c6 thé thay thé loai bao bi nay trong nudc s& gidm ddng k€ chi phi gid thanh.

2.6 Sian pham thay th&

Linh vuc hoat ddng chinh 13 cung c4p cdc sdn phAim ném nén c6 thé dé dang
thay th€&, nhit 1a cdc sdn phAm ném hién nay c6 nhiéu chat liéu khdc nhau nhu so

dira, bong gon. Hién nay chiing loai hang ma cdng ty sdn xuat rit da dang va phong
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phti cho nén sy nhin chung thi sy de doa clia sdn phdm thay th& 13 c6 thé kiém sodt

dugc doi vé6i cong ty

III Ma tran d4anh gia cdc y&u to bén ngoai.

MA TRAN PANH GIA CAC YEU TO BEN NGOAI ( EFE)

S’ Céc y&u t& bén ngoai Mtcdp | Phan | S& diém
TT quan trong | loai quan
cuacacyéu | (2) trong
t6 (1) 3)=(1)x(2)

1 T6c do ting trudng cia nén kinh t& cao va 0.05 2 0.1
6n dinh

2 Viét nam gia nhap WTO 1a cd hoi cdt gidm 0.05 2 0.1
thué€ nhap khau va xudt khiu

3 Lai sudt va lam phdt dudc giit § mifc kich 0.05 3 0.15
thich dau tu va tiéu ding

4 Tiém ning thi trudng 16n 0.05 2 0.1

4 Tiém ning thi trudng muc tiéu rong 0.05 3 0.15

5 Thu nhap binh quan diu ngudi thap 0.05 3 0.15

6 Pe doa cda nhiéu d6i thi gia nhap nganh 0.10 3 0.3

7 Canh tranh khdc liét cia Kymdan, Uu viét, 0.2 3 0.6

8 Ngudi tiéu ding ngay cang hi€u bi€t nhiéu 0.1 3 0.3
hon va doi hdi nhiéu hon

9 Chién lugc khuyé&ch truong ctia doi thii 0.1 2 0.2

10  |Ting chi phi bdo hiém 0.05 3 0.15

11 MBoi truong chinh tri 6n dinh va an toan 0.15 3 0.45

Tong cong 1.00 2.75
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Nhin xét : S§ di€m quan trong tdng cdng 1a 2.75 ( so v6i mic trung binh)
cho thd'y kh3 ning phan ng clia Van Thanh véi cdc cd hdi va méi de doa tir moi
trudng bén ngoai 1a chi trén mic trung binh mdt it. Vi vay chién lugc phat trién phai
nhim ning cao hon nita khd ning phdn ng cia Van Thanh ddi vdi cdc yéu to trén

IV. Ma tran hinh anh canh tranh

Pé c6 thé danh gid va phan tich mot cdch ddy dd hon nhitng vu thé va nhudgc
di€m cda d6i thd canh tranh, ta st dung cdng cu ma trin hinh 4nh canh tranh. Ma
trAn hinh dnh canh tranh dudi ddy tap trung nghién cttu 3 d6i thi canh tranh chinh 1a
Kymdan, Uu Viét, Dunloppilow.

MA TRAN HINH ANH CANH TRANH

S Mic |VANTHANH | KYMDAN UUVIET | DUNLOPILO
T Ciéc y&u té thanh cong do w
T quan |Phan | Piém |Phan | Piém |Phan | Piém |Phan | Piém
trong | loai | quan | loai | quan | loai | quan | loai | quan
trong trong trong trong
1 |Thiphin 0.15 3 0.45 3 0.45 3 0.45 3 0.45
2 | Uy tin thuong hiéu 0.2 3 0.6 4 0.8 2 0.4 2 0.4
3 |Chat lugng va ki€u dang sidn phdm 0.1 3 0.3 4 0.4 2 0.2 2 0.2
4 |Tinh da dang ctia sin phim 0.05 3 0.15 3 0.15 2 0.1 2 0.1
5 |Kha ning canh tranh vé gid 0.1 2 0.2 2 0.2 3 0.3 3 0.3
6 |Mang luéi phan phoi 0.15 3 0.45 3 0.45 2 0.3 2 0.3
7 |Hiéu qua clia quing cdo, khuyénmai |0.1 2 0.2 4 |04 2 0.2 2 10.2
8 |Long trung thanh ctia khdch hang 0.05 2 0.1 3 0.15 2 0.1 2 0.1
9 |Kh4 nang tai chinh 0.1 3 0.3 3 0.3 2 0.2 3 0.3
Téng cong 1.00 2.75 3.30 2.25 2.35
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Nhin xét :

Trong bidng ma trdn nay “ Uy tin thuong hiéu 1a yé&u t& quan trong bac nhat
cho sy thanh cong vi né dudc &n dinh bSi mic quan trong 0.2. Téng cong thi
Kymdan 12 manh nhit v6i tong s6 diém 1a 3.3, Van Thanh chi ding thd 2. Va d6i
thli canh tranh dugc x&p theo thit ty : Kymdan, Dunloppilow, Uu Viét. Do vay viéc
x4y dung chién lugc clia Cong Ty Van Thanh cin hudng dén viéc han ché nhitng
mit manh clia Kymdan, hoan thién nhitng di€ém y&u ctia minh va thuc hién chi€n
luge phong thi doi véi Uu Viét va Dunloppilow.

Piém manh v Uiém yéu cia Cong Ty Van Thnh so véi tat ca éc éi thii canh
tranh khc :

Piém manh

- Sén xuét ra tat ca cac mat hang ném mousse hién co trén thi truong.

- C6 hé théng phan phdi trén toan qudc.

- C6 cong nghé hién dai du strc dép tng nhitng yéu cau khit khe nhét tir khach
hang.

Diém yéu

- Chua cht ¥ du tu vao xay dung thuong hiéu.

- Chua c6 san pham chu luc, du stc hudng din ngudi tiéu dung tiéu thy san
pham cua cong ty.

- Van dé& marketing con yéu, chua tung ra cac chuong trinh khuyén mai hap
dan.

Vi xu hudng tiéu dung trong twong lai, mit hang cao su s& duoc tiéu thy nhiéu.
Nén Cong Ty Van Thanh xac dinh d6i tha canh tranh chu yéu 1a Cong Ty Kymdan.

Tém tit chuong 2

Chuong nay chii y€u tém tit nhitng k&t qud da dat trong nhitng nim qua clia
cong Ty Van Thanh. Phan tich cdc két qua cling cdc han ch€ kh4c trong hoat dong

san xuat kinh doanh d€ c6 co sé thuc tién nhim dy bdo tinh hinh sip téi phuc vu cho
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viéc dinh hudng c6 tinh thuc tién cho céc gidi phdp chi€n ludc. Noi dung chi yé&u
clia chuong 2 chii y&u tap trung vao cdc van dé sau :

- Phan tich cdc yé&u t6 tic dong bén ngoii d€ tir d6 dua ra cdc gidi phap phi
hop trong viéc ddi phé vé6i cdc tinh hudng xdy ra ngoai du dinh clia cdng ty.

- Phén tich cdc y&u td bén trong ndi tai clia cong ty, tir @6 tim ra cdc di€m
manh, diém yé&u, cdc nguy co, de doa dnh hudng d&€n hoat dong sdn xui't kinh doanh
ctia cOng ty.

- Phén tich cdc d6i thii canh tranh chi yé&u trén thi trudng, tim ra cdc th€
manh, di€m yé&u clia d6i thii nhiim dua ra cic gidi phap phu hop trong chié€n ludc
canh tranh sip tdi clia cOng ty.

- Qua phan tich cdc y&u t§ trén, st dung cdc ma tran d€ ddnh gid tinh hinh
hoat dong sdn xuat kinh doanh ctia cong ty va cdc d6i thi canh tranh.

Viéc phan tich tinh hinh 12 rit quan trong, ti qué trinh phan tich trén s& c6co
s§ thuc tién cho cdc chién luge thich hdp dude lya chon sao cho phu hdp véi qua
trinh hoat ddng cta cong ty trong giai doan mdgi. Viét Nam md rong thi trudng va hoi

nhap rong rii véi khu vuc va quoc t€.
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CHUONG III
CAC GIAI PHAP CHIEN LUGC PHAT TRIEN SAN XUAT

KINH DOANH CUA CONG TY VAN THANH BEN NAM 2010

A PINH HUGNG PHAT TRIEN CUA CONG TY VAN THANH DPEN
NAM 2010

I.Co sé d€ xac dinh muc tiéu.

- Duya vao k&t qua hoat dong hién tai ma chiing ta vira phan tich § trén véi
cic diém manh, y&u, cd hodi va nguy co.

- Stt mang ctia Cong Ty Van Thanh

- Dy bdo vé co ciu thu nhap ho gia dinh Viét Nam d€n nim 2010

- Dy bdo vé nhu cau tiéu thy trong tudng lai.

1.1 TAm nhin va si mang cia cong ty Van Thanh

Van Thanh d3 gianh dugc vi tri din dau trong thi trudng cho mot s& mit
hang. Thanh cong nay 1a nd luc clia tit cd nhin vién vdi tinh thin 1am viéc theo
nhém, cam k&t cao va tdn trong 14n nhau. Bén canh sy phdt trién ngay cang 16n
manh v€ uy tin sin phAm va su cdng hi€n cda nhan vién, sy hd trg cla cic cip
chinh quyén ciing nhu sy hop tdc clla cdc ddi tac 1a nhitng nhin td quan trong trong
su thanh cong hom nay cia Van Thanh. Van Thanh s& ti€p tuc ning cao chat lugng
san pham cho ngudi tiéu diing qua phuong chidm “ chdt lugng ciia cubc séng

1.4 Du bdo cd cdu thu nhap

Dy bdo ¢d cAu thu nhap ctia hd gia dinh Viét nam dén nam 2010('")
PVT : %
A B C D E/F
Thanh thi 21% 28% 26% 14% 11%
Nong thon 10% 15% 17% 20% 38%

" Ngan Hang Th& Gidi 2004
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A >1.000 B >500 C>300 |D=150USD | E/F<150
Chu thich USD USD USD USD

Tur s6 liéu trén ta thdy tir nay d&€n ndm 2010 thi co cAu thu nhap hd gia dinh
Viét Nam c6 sy thay d6i rat 16n. Khu vuc thanh thi ty 1& hd gia dinh ¢6 thu nhap loai
A,B.C ting nhanh. Pay la nhitng ho gia dinh c¢6 kha ning mua sin phim rat cao. O
ndng thon, ty 1& hd gia dinh c¢6 thu nhap loai E/F c6 chiéu huéng gidm dan, ty 1& ho
gia dinh c6 thu nhap loai C,D ting dan so vdi cd ciu thu nhap hién c6. Piéu nay mé
ra nhiéu ti€ém niing cho thi trudng hang tiéu dung, ngdnh hang ndi that nhu Van
Thanh.

1.5 Du bao thi truong

Theo céc s6 liéu thong ké clia Viét Nam, trong giai doan 2004-2010 sé& dién
ra chuyén dich cd ciu thu nhip ciia ngudi dan rat nhanh. Dy bdo muc thu nhiap binh
quin dau ngudi nim 2010 s& dat 986 USD/ ngudi va tdc do ting GDP binh quin
hang nim dat 7% nhu hién nay. Khi d6 nhu ciu tiéu thu hang tiéu dung néi chung
va nganh ném néi riéng sé ting 1én ddng ké

Tai hoi thdo toan cau nganh cao su dugc td chifc tai Thai Lan, nhitng nha
xud't khiu cao su hang diu thé& gidi nhan dinh, mic tiéu thu cao su & cic thi trudng
Nhat Ban, Trung Qudc, My, EU con rit 16n, mit khac do gid dau mé hién nay lién
tuc ting cao ciing ddy gid cao su ting cao. Viét Nam dudc 3 nu6c xuit khidu cao su
hang dau th€ gidi 12 Indonexia, Thai Lan, Malaixia mdJi gia nhdp hoi dong cao su
th€ gidi 3 bén consorsium ( IRCO) cling hgp tdc binh 8n gid cao su thé gidi. Riéng to
chtic nay chi€m dén 75% lugng xuit khiu cao su th€ gigi('*). Tham gia t§ chitc nay
cac doanh nghiép Viét Nam sé& c6 nhiéu co hdi phét trién va hoi nhap thé gisi

II Muc tiéu cua Cong Ty Van Thanh dén nim 2010

2.1 Muc tiéu dai han

"2 Thdi Bdo Kinh t& Sai Gon ngay 01/09/2006 , trang 13
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DPinh vi Van Thanh nhu 13 mét cong ty phuc vu ndi that tai Viét Nam

- Pat dugc muc tiéu ting trudng 30% hang nim chi y&u déng gép bdi nhém
mit hang Loxo, Cao su, x8p cdng nghiép nhi't 13 trong tinh hinh x4y ra vu kién bdn
ph4 gid sdn phdm giay da cda lién minh EU

- Lién tuc gia tdng uy tin cia cdng ty Van Thanh

- Pat dugc sy hi€u biét siu sic vé ngudi tiéu diung dé tir d6 c6 day da thong
tin can thi€t ddp ng dugc nhu cau clia ngudi tiéu ding.

- Pat dugc su wa thich vé mit chat lugng va moi khia canh kinh doanh khéc
so vGi doi thd canh tranh.

- Tdng 11 nhudn hang nam 1é€n 20%

- X4c dinh d6i thd canh tranh chd y&u 1a Cong Ty Kymdan.

2.2Céc muc tiéu cu thé

- Chi tap trung ngudn lyc gidi han vao cdc nhém hang chi€n lugc uvu tién
nhu sau :

+ Tiang cudng dau tu ngudn lyc cho nhém mit hang Loxo d€ gia ting tdc do
ting trudng va vuot 1én bd xa ddi thd canh tranh vé thi phan.

+ Gia tiing hoat dong va ngudn lyc cho nhém mit hang x6p cong nghiép, tin
dung 1gi th& 13 cong ty cung ciAp hang diu, chi€m thi phin cao nhim clng cd viing
chic hon nita d€ lién tuc phdt tri€n trong tudng lai.

+ Duy tri mitc dau tu hién tai cho nhém mit hang Cao su, dinh vi § vi tri tha
2 trén thi trudng, sau Kymdan d€ cling c6 6n dinh hoat dong sin xuit kinh doanh
clia cong ty trong di€u kién ngudn luc giGi han clia cdng ty va trdnh rii ro mat vi tri
va doanh sd cho cdc ddi thii khéc.

+ Han ch€ sy mat thi phin va 1¢i nhuian d&i v6i nhém mit hang x6p dan
dung thong qua viéc xdy dung gidi phdp dai han nhit quan dé c6 thé ting trudng

vitng chic va c6 1¢i nhuln.
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- T4t ¢4 moi hoat dong clia cong ty déu phai dya trén bon tru cot chi€n luge

chinh 12 sdn xudt véi chi phi hiéu qua, thong tin day du véi nguvi tiéu dung, sian

g fod N ° 7.2 . . g 4o A N N A A )
pham san sang moi lac moi noi cho nguoi tiéu dung va luon doi mai.

- Tan dung h&t cong suit sdn xuat trén cd sd ting trudng binh quin hién tai

va mé rong thi trudng xudt khiu dén cdc nudc chiu A.

B XAY DUNG CHIEN LUGC KINH DOANH CUA VAN THANH

Dua trén cd s phan tich ddnh gid cdc y&u t& bén trong va bén ngoai cling

v6i cdc muc tiéu ciia Van Thanh di vach ra, ta sé& duwa ra phuong 4n chién dya vao

ma trin tdng hop SWOT nhu sau :

2 Chién lugc thAm nhap thi trudng

3 Chié&n lugc phat trién thi trudng.

4 Chié&n lugc phat trién sin phAm méi
5 Chién ludc ting trudng hdi nhap

6 Chién lugc cidt gidm chi phi

7 Chié&n lugc phat tri€én ngudn luc.

C LUA CHON CHIEN LUGC

Qua viéc phan tich ma train SWOT, chiing ta thAy nhém S/O c6hai chién

lugc. Mdi chi€n luge c6 nhitng vu nhuge diém khdc nhau can phan tich d€ lIva chon

chi€n Iugc cho nhém nay. Ching ta st dung mdt cong cu 1a ma trAn hoach dinh

chi€n lugc c6 thé dinh lugng ( QSPM) dé lua chon chién lugc cho nhém S/O

Ma tran SWOT va chi€n luge kinh doanh ciia Cong Ty Van Thanh

Cac co hoi (0) Cacde doa (T)
1  Tiém ning thi trudng 16n |1. Moi trudng canh
1 Nhu ciu sit dung ting tranh manh mé

2 Chi truong khuyén khich |2. Chi phi nhiap khau
vao cdc tinh thanh c6 nhiéu |nguyén vat liéu cao.
lao dong nhan rdi 3. Ngudn cung cip
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S

3 Thi trudng lao dong doi
dao, nhan luc ré

4  Hé thong thong tin lién
lac ngay cang phat trién

6 Chinh sdch uwu dai cua

khan hi€m
4. Thu nhap binh quin
ddu ngudi con thap

nhd  nu6c doi v6i mit hang

xuat khau
Cic di€m manh (S) K&t hgp S/0: Ké&t hgp S/T
1. C6 trén 15 nha cung cap |S1,52,53,54,55,56 + S1,S3,54,S5 + T2,T3—
nguyén vat li€u véi cong [02,03,04,06 Chién ludc hoi nhap

nghé sdn xudt hién dai.
Cong suit 16m, c6 kha
niang ddp dng md réng thi
trudng

2. S&n pha4m ddm bao chat
lugng, c¢6 hé thong ki€m
tra chit Iugng chuyén
nghiép.

3. Chién lugc kinh doanh
va marketing manh

4. Tai chinh lanh manh, cé
kha ndng tai chinh 16n

5. Thi trudng muc ti€u
rong

6. DBoi ngli nhan vién tré
va dugc huan luyén tdt

Tham nhap thi trudng bing
nhitng sadn pham c6 chat lugng,
gid canh tranh — Chié&n ludc
xam nhap thi trudng.

S3,54,S5,S6 + O1, 04, 05, 06
C4i ti€n sdn phdm, ting cudng
dich vu hiu mai, xay dung su
trung thanh ddi v6i cong ty —
Chié&n lugc phat trién thi
truong.

doc vé phia truéc.

S3,54,55,S6 + T3—
Chié&n ludc phat trién
san phAm méi.

Cic diém y&u (W)

1. Chi phi quan ly cao.

2. Ty 1€ hao hut nguyén
vat li€u cao

3. Chat lugng nguyén vat
liéu nhap khau khong 6n
dinh 4nh hudng dén k&
hoach giao hang.

4. Cd ciu td chifc chua gon
nhe.

K&t hgp WO

W1,W2,W4 + 03, 04 —
Chién lugc tdi cau tric lai co
cAu t6 chifc, phit trién ngudn
nhan luc

K&t hgp WT

W3 + T3,T4— Chién
luge hoi nhap doc vé
phia sau.

WI1,W2 +T1— Chién
lude cdt gidm chi phi
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Ma tran QSPM ( Ma tran hoach dinh chi&n lugc cé thé thay thé)

Céc y&u té quan trong

Cic chién lugc cé thé thay th&

g o« A
Co sé cua so diém

Phan | Chién luge | Chién lugc hap din
loai | phat tri€n | phat trién

thi trudng | sian phim

AS | TAS | AS | TAS
Cic y&u to bén trong
1. Thi trudng muc tiéu| 3 2 6 2 6 |1.Tiém ning thi
rong trudng 16n
2. Thi phdn Van Thanhla | 3 3 9 2 6 |2. Doanh so cao
twong doi 16n
3. Tai chinh lanh manh 3 2 6 2 6 3. Thu héi ng tot
4. Chién lugc kinh doanh 2 3 6 3 6 4. Thuong hiéu sin
va marketing manh phdm dudc  biét

nhiéu.
5. Hé thong ki€m tra chdt | 2 2 4 3 6 |5. Uy tin sidn phim
lugng chuyén nghiép xuat xuéng
6. Boi ngil nhan vién tré 3 3 9 2 6 |6. Nang dong, phuc
va dugc huan luyén tot vu kh4ch hang tot.
Cic y&u td bén ngoai
1. T6c dd ting trudng cda | 2 2 4 2 4 |1.Nhu ciu tiéu thu
nén kinh t€ cao va dn ting 1én
dinh
2. Viét nam gia nhip| 2 3 6 2 4 |2. Gidm chi phi thué&
WTO 12 cd hdi cit gidm nhap khiu
thu€ nhap khau va xuit
khiu
3.Tiém ning thi trudng | 2 2 4 2 4 |3. Tang doanh s&
16n
4. Thu nhdp binh quin| 2 3 6 3 6 |4. Khd nidng chi tiéu
diu ngudi thap thip
5. Pe doa ctia nhiéu d6i| 3 3 9 2 6 |Gidm doanh s6 bdn
thd gia nhap nganh ra,
6. Canh tranh khoc liét 2 2 4 2 4 Giam 1gi nhuin
ctia Kymdan, Uu viét
7. Chién lugc khuyéch| 2 2 4 2 4  |Lam gidm thi phan
truong clia doi thu
Tong s6 di€m 77 68
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Ghi chu :
AS 12 s6 diém hap din, TAS : tdng s6 di€m hap din

S& di€m hap din :

1 : Y&u nhat.

2 : {t y&u nhat

3 : {t manh nhat.
4 :Manh nhat

Phén loai cdc yéu té’ bén ngoadi :

1 Phan @ng cong ty con it oi

2 Phan ¢ng cong ty ¢ mic trung binh

3 Phan @ng cong ty cao hon mic trung binh
4 Phdn tng clia cong ty § mic cao nhat
Phén logi cdc yéu to bén trong :

1 : Y&u nhAt.

2 It y&u nhat

3 : [t manh nhat.

4 :Manh nhat

Nhan xét :

Tir k&t qua ma train QSPM cho nhém SO, trong s hai chi€n lugc dugc dua ra

dé so sanh, chi€n lugc phat trién thi trudng cé tong sd di€ém hap din 12 77 cao hon

s6 di€m hap din 1a 68 clia chi€n lugc phdt tri€én sdn pham. Xét vé ti't cd cdc y&u t&

bén trong va bén ngoai thich hgp c¢é thé dnh hudng dén cdc quyét dinh chién lugc.

Cong ty Van Thanh nén chon chié€n lugc phat trién thi trudng.

D CAC GIAI PHAP CHIEN LUGC PUGC LUA CHON

I Xac dinh thi truéng muc tiéu
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1.1 Noi dia
- Ting doanh s6 bdn ra tai thi trudng noi dia.
- Nang cao thi phan clia tirng nhém mit hang, nhim giit vitng vi tri din dau §
mot s6 nhém mit hang nhu Loxo, x6p cong nghiép.
- Pua ra cdc sdn phAm méi trén thi trudng.
- Lam cho kh4ch hang bi€n d&€n Van Thanh nhiéu hon thong qua nd lyc tim
thém ndi ti€u thu mdi.

- S4n xuét sdn phdm v4i chat lugng cao, chi phi thap.

1.2 Xuét khau

- Gia ting xuat khiu ra cdc nu6c trén th€ gi6i nhim ting doanh s& ban ra.

- Tan dung co hodi Viét Nam sip gia nhap WTO, thué nhiap khau gidm sé&
ting kha ning canh tranh, tir d6 md rong thi trudng, khuyé&ch truong sin phaAm Van
Thanh trong khu vyc.

- Nang cao chat lugng sadn phdm d€ tap trung xuit khau nhém mit hang Cao
Su sang thi trusng Han Qudc va Nhat Ban. Coi day la thi trudng muc tiéu vé xuit
kh4u ctia Cong Ty Van Thanh.

II Gidi phap chién luge xAm nhap thi trudng
2.1 Muc tiéu
Tim cdch ting trudng trong thi trudng hién tai ddi v4i san phdm cia
Cong Ty Van Thanh hién dang sdn xuat va kinh doanh.

Bang thay ddi chién luge xAm nhap thi trudng

Sin pham Thi truong Nganh Cap do Cong nghé
nganh
Hién dang san Hién tai Hién tai Hién tai Hién tai
Xuat
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2.2 Céic ndi dung cia giai phap.

- Nang cao chi't lugng san pham.

- Tang s6 lugng nhan vién ban hang, ting chi phi quing céo.

- Gia tdng cdc hoat dong khuy&n maii.

2.3 Giai phap thuc hién

Pé dua ra chién lugc nay Van Thanh phdi dya vao nhitng di€m manh ma
Van Thanh hién dang c6 va cdc ¢ hdi cia moi trudng dang hoat dong. Cac diém
manh d6 12 : Van Thanh dang c6 mot hé thdng khdch hing 16n & céc thi trudng tiém
ning & Nhat Badn, Han Qudc, Trung Qudc, mot loat hé thdng phan phdi gdm cdc Chi
nhanh, Clra hang, Pai Iy trén toan qudc.

2.3.1 Néng cao chdt luong sdn phdm:

Chat lugng sdn pham 13 tiéu chuin hang diu ddi v6i tit cd cdc thi trudng.
Cha't lugng sadn phdm bao gdm cdc van dé vé& quy cdch chiing loai, k&t ciu k¥ thuat,
dd bén, dd an toan,..Viéc khong ddm bdo yéu cidu vé chit lugng sin phdm hoic
khong c6 su 6n dinh vé chi't lugng s& 1am ma't uy tin clia cong ty va lam gidm di sy
tin cdy tif phia khdch hang va ngudi tiéu diing sdn pham.

2.3.2 Tuyén dung thém nhdn vién bdn hang, tuyén chon nhitng nguoi con tré,
ndng dong, dao tao thém vé nghiép vu.

2.3.3 Bdy manh hoat djong qudng cdo va xiic tién bdn hang

+ K&t hop véi Pai Iy & cdc nudc thuc hién cong tdc quing cdo trén cdc
phuong tién thong tin dai ching tai cic nuc nay d€ gidi thiéu sdn phdm dé&n khach
hang mot cach rOng rai.

+ Gidi thiéu tén , chiing loai sdn phadm, hé thdng phan phdi, nhitng thanh tyu
cong ty da dat dudc, nhitng nguyén tic bdo vé khiach hang ma cdng ty cam két thuc
hién,.. trén trang Web clia cong ty va in catalogue nhiim tim ki€m thém d6i tic kinh

doanh
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+ Thuong lugng vdi cdc khach hang phuong thitc giao hang va thanh todn
linh hoat. Thong thudng Van Thanh bdn hang theo diéi kién FOB Viét Nam. Vé
thanh todn d6i v6i khdch hang nudc ngoai nén st dung phuong thirc thanh todn TT
nhim gidm chi phi m3 L/C va thanh todn bing L/C, don gidn héa thi tuc, rit ngin
thdi gian thanh todn; ddi vdi khdch hing méi nén mé L/C dé dam bdo an toan. Vé
thanh todn d6i vdi khach hang trong nuéc nén st dung phuong thitc chuyén khoin
hai bén tin tudng 1an nhau.

+ Do dic diém thgi ti€t va mia vu, cdc don hang cung &ng cho nudc ngoai
cing nhu trong nudc déu rdi vao cdc thang cudi nim tir thing 09 d&n thang 01 nim
sau. Van Thanh phdi tinh todn that k§ cdc trudng hop nay nhim ddp ¢ng nhu ciu tot
nhat clda khdch hang. Diéu nay doi hdi cong ty phdi lam t6t cong tic du bdo va
chuén bi ngudn tai lyc ciing nhu nhan Iyc.

* Ciing 6 va phdt trién hé thong phan phoi & cdc nudc nhdp khdu

Hién tai Van Thanh chi phan phan dén cdc daily § cdac nubc, ciac dai ly nay
s& phan phdi dén cdc ctta hang va cdc clta hang ban cho ngudi tiéu dung. Céc dai ly
dugc hudng chénh léch trén gid ban. Kénh phin phdi nay thich hgp véi md hinh
hoat dong sdn xuat kinh doanh ctia Van Thanh hién nay vi cdc ly do sau:

+ Pon hang sd lugng 16n, thuin 1gi cho viéc dit hang cho cdc nha cung cip
nguyén liéu. Do s6 lugng dit hang 16n nén khi xudt hang cling xudt ludn nguyén
container, rat thuan 1gi cho cong ty vé mit thii tuc ciing nhu gidm chi phi xuit hang
nhu xuat hang 18.

+ Van Thanh hién nay chua dd ngudn tai luc ciing nhu ngudén nhan luc dé
ti€n hanh phin phdi d€n cdc cita hang. Qua hé thdng dai 1y, viéc quin 1y va ddp tng
don hang cho tirng khach hang 1€ s€ an toan va chit ché hon.

Ngoai viéc cling c6 mdi quan hé véi cdc dai ly hién tai, trong tuong lai Van

Thanh can phdi nghién dé phat tri€n thém hé thdng phan phdi dén cdc clra hang &
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mitc d6 twong doi, nhitng khach hang nhd van bdn qua céc dai ly. Nhu vay sé ting
dudc doanh thu vi gid ban cao hon, dong thdi chi dong trong viéc tim ki€m khach
hang, thuong lugng va dam phdn gid cd, miu md, ching loai hing héa véi khich
hang, qua d6 nim bit dugc nhu cau thyc €.

Pé 1am dugc diéu nay bén canh ngudn tai chinh di manh, Van Thanh cin c6
ddi ngli Marketing gidi, ning ddng, dic biét 1a phdi c6 chi€n lugc hau cin that tot vi
tinh chat cla khdch hang bdn 1& khic vé6i dai 1y & chd don hing bao gdm nhiéu miit
hang, nhiéu chlng loai, thdi gian giao hang cling chia ra lam nhiéu dgt va phdi
chinh x4c..

2.4 DP4anh gia tinh kha thi va du bao hi¢u qua.

- Tinh kh3 thi ctia chi€n lugc hoan toan cé thé thuc hién dugc nhd vio mang
luéi phan phdi sdn c6 va kinh nghiém thanh cdng da qua clia cong ty.

- Thu hit dugc cic khdch hang ti€ém ning tir d6 ting doanh s6 bén ra.

III Giai pRp chién hroc pht trién thi truong :
3.1 Muc fiu:

Tim cach ting trudng & cac thi trudng méi bang nhitng san pham hién c6, phat
trién thi truong & nudc ngoai, ¢ trong nudc tai khu vuc nong thon hién nay san phém
clia cong ty Van Thanh chi€m thi phan rét thap.

Bang thay d0i chién lugc phat trién thi trudng

San pham Thi trudng Nganh Cap do Cong nghé
nganh
Hién dang san Méi Hién tai Hién tai Hién tai
Xuat

3.2 Noi dung cua giai phap
- Xdc dinh khu vuyc thi trudng ndi dia chua c¢6 sdn phAm Van Thanh dé€ dua
ra gidi phdp phat trién md thém di€m phan phdi nhu mé cda hang, chi nhinh, hay

nha phan phdi.
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- P4y manh viéc xic ti€n quing bd sidn phim cdng ty ra thi trudng nudc
ngoai, nhatIa tai cdc thi trudng ¢ tiém niing.

3.3 Cac giai phap thuc hién.

- Cén phai niam bit dugc thong tin vé nhu cAu, thi hiéu dac diém khi hau, phong
tuc tuc tip quan cua ting khu vue, ting thi trudng. Nam vitng nhitng yéu té nay thi
cong ty mdi cod thé thanh cong trong vi¢c xay dung va thyc hién nhirng chién luge xam
nhap thi truong.

- Quan tdm hon nia thi trudng xuit khau, thi truong xuit khiu cua cong ty hién
nay chil yéu 13 & cac nuéc Pong Nam A, Trung Qudc va Nhat Ban, doanh s6 ngay cang
tang tuy nhién doanh sb chua cao. Nhat 1a thi trudng Nhat Ban, thi trudng nay hau nhu
con bo ngo. Viée tham nhap vao thi truong nay can phai luu ¥ 3 didu: thir nhét, nguoi
nhén khong cho doi 14u, thir hai, phai hiéu thi trudng Nhat, va cudi cung 13 tip trung
xay dung thuong hi¢u dua vao cac loi thé san co. Ho s@n sang mua ngay mot khi ho bi
thuyét phuc vé nhiing gi4 tri gia ting cia mén hang. Mudn vay hang héa phai phong
phu, da dang, trén hét phai doc dao, trinh bay 4n tuong, va phuwong cham thanh cong
trong linh vuc nay 1a “ luon luoén hién dién, luén ludn thay ddi”. Viéc tao dung thuong
hiéu 13 mot trong nhitng diéu kién khong thé thiéu néu mudn thanh coéng. Didu quan
trong la nguoi tiéu dung Nhat luén quan tdm dén chat luong chir khong phai gia ca.

3.4 DP4anh gia tinh kha thi va du bao hi¢u qua.

- V61 viéc ddnh gid chinh xdc thi trudng hi€n tai, vi€éc phit trién thi truong
mdi ludn dem lai hiéu qud cao. Chi€m linh dudc nhitng thi trudng hién nay con
trong, hodc thi phan con it.

- Doanh s6 bdn ra sé ting 1én, han ché thi phan ctia ddi tha.

IV Giii phap chién lwgc phat trién san pham

4.1 Muc tiéu

DPay manh doanh s ban ra trén thi truong hién tai bang cac san phdm méi, gia

tang thi phﬁn ném Van Thanh trong khu vuc, déy Iui stre canh tranh cua cac san phém

thay thé.
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Bang thay d6i chién lugc phat trién san pham

San pham Thi trudng Nganh Cap do Cong nghé
nganh
Moi Hién tai Hién tai Hién tai Hién tai

4.2 Noi dung cua giai phap

- Phét trién thém cdc sdn phAm mdi chua c6 mit trén thi trudng.Cu thé cic
san phAm ném hdi, tién 1di trong van chuyén, diung khi bom ném sé& phdng 1én , do
ciing tlly theo yéu cdu. Phat tri€n thém sidn phAm ném gon cong nghiép, diy 13 sin
phdm c6 @6 thong thoing cao, ddm bio sic khda cho ngudi tiéu dung va chi phi
khong qud cao, gid thanh chi tvong dudng vé6i cdc san phAm ném mousse.

- C4i ti€n sdn phdm cii, thay d6i mot s& nguyén vt liéu c6 tinh chi't lam thay
ddi dic tinh cda sdn phaAm. Mit hang Loxo thém 1 16p cao su trén bé mit d€ tao ra
sy thong thodng, mit hang ném cai ti€n mit vai, thay th€ biing loai vai tdng hop cé
dd bén cao hon, mat hon va gid thanh thap hon.

- P3i mdéi quy trinh cong nghé d€ tao ra nét riéng biét cho sin phim.

4.3 C4c giai pRp thuc hién

- Cai tién vé& mAu i, chat luong ching loai, st dung bao bi méi é thu fit kiich
Ang.

- Ngudn nguyén liéu dau vao phdi da dang héa, c6 nhi€u ching loai, gid cd
khdc nhau, tinh chdt khdc nhau vi vdy can phai thi€t k&€ nhitng sadn phaAm da dang dé
gidi thi€u cho khdch hang hi€n c¢6 hodc khach hang mdi.

- Thiét k€& nhitng sdn phim c6 kha ning chdng chdy, hién nay hé thdng
khidch san hién nay déu yéu ciu cdc sin phdm loai nay. Pay 13 thi trudng tiém
niang, chiém ty trong doanh s8 bdn ra cho cong ty cao. C6 nhu vy méi mang lai cho
khdch hang nhi€u lya chon, nhd d6 ting doanh s6 ban ra cho cdc khach hang cii va

khach hang mdi.
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- Ctt cdc chuyén gia nha mdy di nghién citu quy trinh cong nghé sén xuit, di
tham quan hoc hdi kinh nghiém & trong nuGc ciing nhu & nuGc ngoai nhu & Pai
Loan, Bac, Nhat Ban

4.4 Panh gia tinh kha thi va du bao hi¢u qua.

- Cong Ty hoan toan cé thé ki€m sodt dugc qud trinh phat trién sin phim
mdi nhd quy trinh cong nghé hién dai, d6i ngii nhan vién thi€t k& giau kinh nghiém.

- S4n phdm m&i sé& thu hit khach hang cii va khdch hing méi. Lam ting
doanh s& ban ra, dim bdo dugc muc tiéu ting trudng hang nim cda cdng ty,

V Giai phap chién luge ting trudng hoi nhap :

5.1 Giai phap chi&n lugc hoi nhdp doc vé phia sau

5.1.1 Muc tiéu :

Van Thanh tim su ting trudng biing cach nim quyén sé hitu hoic ting cudng
su ki€m sodt ddi vdi ngudn cung ng nguyén liéu.

5.1.2 N¢i dung cuia giai phap

+ X4y dung cho minh mdt ngudn cung Gng nguyén vit liéu 6n dinh, 1au dai,
va c6 chat lugng cao, gid thanh thip.

+ Xay dyng quy trinh nhap nguyén vat liéu sao cho ludn duy tri mitc tdn kho
hop ly.

5.1.3 Giai phap thyc hién

+ Thanh phan nguyén liéu chinh clia sin phdm cong ty Van Thanh. P3&i véi
nhém mousse x6p 14 cdc hat héa chat ( TTI, PPG, GDI,... ) déu dugc nhap khiu, cic
hat héa chit nay déu cé ngudn gdc tir diu md, Van Thanh chua quin ly dugc chat
lugng va thdi gian nhiap khdu nguyén vit liéu, ddy 1a mot trong nhitng y&u t& 4nh
hudng d&€n chat lugng va thdi gian giao hang. P8i véi nhém sdn phadm sidn phim Cao
su, ngudn nguyén liéu chii y&u I3 tif nguén mi cao su thd & trong nudc ciing khong

on dinh, gid cd bi€n dong, chit lugng that thudng. PSi véi nhém sdn phdm Loxo,
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ngudn nguyén liéu chd y&u la thép, cong ty chd yéu la dit hang & cdc nha mdy thép
trong nudc nén chit lugng va thdi gian giao hang dn dinh, cong ty c6 thé kiém sodt
dugc. Véi tinh hinh hién nay sdn lugng thép sdn xuit trong nudc du thira cong suit
gdp ddi so v6i nhu cAu (), ti1é nhap thép nguyén liéu 16n so vdi cdc dbi thd canh
tranh nén Cong Ty hoan toan c6 thé yéu ciu cic nha cung cip thép giit gid 6n dinh,
bén gi4 thap hon, thdi han thanh todn ting 1én.

+ Céc phu kién : Cong ty ky két vdi cdc ddi tdc cung (tng phu kién véi cdc
diéu khodn vé chi't lugng, gid ci, s6 lugng cu thé chli dong trong viéc sdn xuit va
kinh doanh. Pudc dit hang véi s6 lugng 16n nén céc doi tic cung ng phu kién phai
giao hang diing chat lugng, gid cd hdp Iy.

+ K&t hop véi cdc cong ty nhya ¢6 st dung chung loai héa chat d€ ti€n hanh
dam phdn véi ddi tic nhap khau, tir d6 tao ra 4p lyc manh mé& hon dé gidm gid
thanh.

+ Xay dung cho minh ngudn cung tng nguyén liéu cao su tho. Hién nay
Cong Ty Van Thanh da ti€n hanh x4y dung ngudn nguyén liéu biing cidch mua lai
quyén st dung dit da cé trong cdy cao su & khu vyc TAy Nguyén, cu thé 12 &
Diklik 550 hectava Gia Lai 650 hecta, @&n nim 2008 hoan toan c6 thé cung tng dd
nguyén vat li€éu cho nhdm mat hang cao su.

5.1.4 DPéanh gia tinh kha thi va dy bdo hiéu qua.

+ Pam bio dugc ngudn nguyén liéu dn dinh, nhit 12 nhitng ngudn nguyén
liéu mang tinh chat chi€n lugc cho twong lai d6i vdi cdc sadn phAm ché bién tir md
Cao Su. Viéc nay hoan toan c6 thé thuc hién dugc, dd kha ning ddp Gng dudc nhu
cAu sdn xuit cho cong ty trong tuong lai.

+ Pt 4p luc tao ra cho minh hé thdng phan phdi cung ciAp nguyén vat liéu

sao cho c6 1gi nhat vé chi phi, thdi gian.

3 Ngudn Hiép Hoi Thép Viét Nam
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+ V6i viéc ddm bdo nhu trén, hiéu qué sdn xudt s& cao hon, khong bi dong
v€ ngudn nguyén liéu nhat 12 trong tinh hinh hién nay, mic bi€n dong gid cd thay
ddi lién tuc do cdc yé&u td khach quan 1dn chii quan.

+ “ T8 chic cao su th€ gidi IRSG du bdo mifc tiéu thu cao su cudi nim 2006
va dau nam 2007 s& ting trén 7%, gid cao su s& ting manh vao cudi nim 2006. “('*)
Vi vay c¢6 ngudn nguyén liéu nguyén liéu cao su 6n dinh s& ddm bdo cho nhém sin
phim cao su ting doanh s& bdn ra khi cdc d6i thii khong c6 ngudn nguyén liéu 6n
dinh.

5.2 Giai phap chién luge hoi nhap doc vé phia truée

5.2.1 Muc tiéu

Tiang su ki€m sodt d6i v6i cdc nha tiéu thu sdn pham clia doanh nghiép nhu
hé thong ban va phan phdi sin phim.

5.2.2 Noi dung cua giai phap

+ X4y dung mang ludi phan phdi diu ra clia sdn pham.

+ Thi trudng sdn phAm nhém mit hing cao su dang ting trudng manh, nhat
12 & thi trudng xuat khiu, can thi€t phai 14p kénh phin phdi sao cho dat hiéu qui
cao.

5.2.3 Giai phap thyc hién

5.2.3.1 D41 véi thi trudng xuat khau.

-Hién nay Van Thanh dd c¢6 mdt s6 nha phan phdi & cdc thi trudng Nhat Ban,
Han Qudc, Trung Qudc, Cong Ty cin phit trién hé thong nay, mé thém nha phan
phdi & céc thi trudng tiém ning nhu Phdp, My, Uc.

Trudc mit cin ti€p cin, lién k&t v6i cdc nha phan phdi § cdc thi trudng, dua

ra cic diéu kién hop tic hdp din

4 Ngudn Thai Bdo Kinh t€ Sai Gon, ngay 01/09/2006, trang 23
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+ Pdm bédo c6 lugng hang cung cAp cho cdc don hang 16n dic biét nhitng
thang cao di€m.

+ Céc phudng thitc thanh todn vu dai linh hoat.

+ Hb trg vé von, chi phi quing cdo, van chuyén cho hoat ddng clia cic nha
phan phdi nay. Mdi cdc khdch hang ndy sang Viét nam ddnh gid nha xudng va gidi
thiéu hé thdng lam viéc chuyén nghiép clia cong ty nhim tao niém tin cho khich
hang trudc khi dat hang.

+ Nghién tiic thuc hién, ddp &ng nhitng thong tin phdn hodi cida khich hang
qua cdc nha phin phdi nay mdt cdch nhanh chéng. Nhu 16i sdn phim thudc vé ai,
nha sin xuit, qué trinh van chuyén, ngudi tiéu dung.

Sau khi thu thap thong tin diy dd, kinh nghiém va chuin bi ngudn lvc, nén
diy dd nhitng cong ty phan phdi tai nudc sd tai. Cdc cong ty nay budc diu cé thé
hoat ddng vdi tu cich mdt chi nhdnh hay vian phong dai dién ciia Van Thanh & nudc
ngoai dé xic ti€n cdc hoat dong ban hang, quang cdo, ti€p thi, thu thap thong tin tir
khdch hang vé chit luong sidn pham, gid ca, chling loai, bao bi ciing nhu cdc hoat
dong co6 li€én quan.

5.2.3.2 Doi véi thi trudng noi dia

Hién nay Van Thanh da x4y dung mot loat hé thong nha mdy, cdc chi nhdnh
, clta hang, dai 1y trén todn qudc. Tuy nhién con nhiéu khu vuc chua c6 mit sdn
phdm clia Van Thanh, vi vay d€ c6 thé ki€m sodt tot hon nita cic nha phan phdi san
phd&m Van Thanh can phdi thuc hién c4c bién phdp sau :

- Ra sodt lai cdc thi trudng tiém ning, chua ¢ hang Van Thanh hoic chiém
mot ty trong thap, dé€ mé Chi Nhanh hay cita hang phan phdi truc ti€p cho cdc khach

hang tai khu vuc nay.
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- V& van dé uu dii cho cdc nha phin phoi sdn phAm & nhitng ving kinh t&
con khé khin, ting mifc chiét khau wu dii, ddng thdi gidm han mifc doanh s& dé
dugc hudng chi€t khau. Cu thé d6i véi khach hang hién nay:

Doanh s6 thdng : trén 100 triéu, chi€t khau 10%

- tr 50 triéu dén dudi 100 triéu chiét khau 8%.

: tir 30 triéu dén dudi 50 triéu chi€t khau 5%

b€ diy manh doanh s& bdn ra & nhitng khu vuc nay cin gidm doanh s6 dé
dudc hudng chi€t khau, dé xuat cu thé nhu sau:

Doanh s6 thdng : trén 70 triéu, chi€t khau 10%

- tir 30 triéu dén dudi 70 triéu chi€t khau 8%.

. tir 20 triéu dén dudi 30 triéu chiét khau 5%

- Uu dii cho nhitng kh4ch hang 16n, doanh s& cao. Véi mitc chi€t khau theo
doanh s nhu trén. Nhitng khdch hang nao bdn trén 100 triéu/ thing dugc hudng
thém chi&t khau trén phan vuot 100 triéu 12 1%, cudi nim tinh mot 1an, kém theo
diéu kién thanh todn ngay cho cong ty.

- P61 v6i nhém miit hing x8p xuat cho hé thong cong ty da giay hién nay
dang bi dnh hudng bdi vu ki€n ban phd gia ciia EU, cong ty nghién cifu giam gia
bdn, ting thdi han thanh todn d€ giit khach hang ddng thdi hd trg mot phan thiét hai
cho ho, chd dé&n thdi di€m sau ngay 06/10/2006 m&i dua ra chinh siach hgp 1y hon.

5.2.4 Panh gia tinh kha thi va dy bao hiéu qua.

+ Pay 13 nhitng vin dé hoan toan c6 thé gidi quyét dude. N6 nim trong noi
tai clia cong ty, vi thé sé dudc gidi quy€t nhanh chéng va dat dugc hiéu qud cao.

+ Hiéu qud dat dugc sé& lam ting doanh s& ban ra, nhit 1 trong diéu kién
canh tranh gay git nhu hién nay, cdc d6i thi lién tuc dua ra nhitng chinh sdch
khuy&n mai nhim chi€m Iinh thi trudng. Mit khac hiéu qud dat dugc 1a vong quay

von cao, khong bi khdch hang chi€m dung von.
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+ Gilt vd m& rong dugc hé thong phan phdi, 1am cho cdc nha phan phdi gin
bo vdi cong ty hon.
VI Giai pRp chién lwoc cit giam chi phi
6.1 Muc tiéu
Van Thanh thyc hién chi€n lugc nay d€ gidm chi phi quin 1y va cai ti€n
phuong thifc sin xuat kinh doanh d€ gidm gid thanh
6.2 Noi dung cua giai phap
+ Xem xét lai bd phan sin xui't d€ dua ra quy trinh sdn xui't hop 1y hon.

+ Tuong ty ddi v6i bd phan kinh doanh, xay dung mdt ch& do hop 1y vé chi

+ Céc phong ban khac
6.3 Giai phap thyc hién
- D6i v6i bo phan sdn xuat:
+ Theo doi, quén ly ty 1€ hao hut nguyén vit liéu, dua ra dinh mdc cho
tirng sdn pham.
+ Kiém tra chiit ché gid ci dau vao.
+ Giao cho cdc nha mdy tryc thudc ty quan ly thu chi va dua ra céc
muc tiéu doanh s&, 1¢i nhuin cho tirng nha may.
- P&i v6i bo phan kinh doanh :
+ Tirng phong ban phai dua ra k& hoach chi phi cho tirng nim, cudi nim ton
két chi phi.
+ Pua ra cdc chinh siach quin 1y chi phi cu thé nhu di cong tac, dién thoai,
vin phong pham, ti€p khach,..
+ XAy dung co ciu lam viéc cho gon nhe nhung hiéu qua dé gidm chi phi

luong.
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6.4 DPanh gia tinh kha thi va du bao hiéu qua.

- Trong tinh hinh hién tai clia cdng ty, viéc xdp x€p lai nhan su, quan 1y chit
ché tirng bd phan 1a c6 thé thuc hién dudc néu c6 su chi dao sit sao ctia Ban Gidm
bé6c Cong Ty.

- N€&u thuc hién dudc cong viéc nhu trén sé& lam ting 1gi nhuin, gidm gid
thanh, di stc canh tranh va phat trién trong tinh hinh hién nay va tuong lai

VII Giai php chién luge pht trién nguon nhn lrc

7.1 Muc tiéu

Pé thuc hién céc chién lugc d3 dé ra & trén, viée chuan bi nguén nhan luc 1a vo
cung quan trong. Mudn thuc thi chién lugc, doi hoi phai co nhitg ngudi quan 1y gioi,
nhing chuyén vién c6 kinh nghiém giir vai tro diéu khién. Bén canh d6, cong ty con
phai chu trong dén d6i ngii lao dong, dic bieit law lao fiodng cou tay nghea

7.2 NOi dung cua giai phap

- Bdi dudng va ddu tu nhan sy cho cdc bo phin chi chdt nhu : cdng tic
nghién citu thi trudng, cdng tidc phdt trién kinh doanh, nghién cttu phat trién sin
pham, cong tic k& hoach, cong tic quin ly chi't lugng sdn pham.

- Xay dung moi trudng lam viéc thong thodng, lanh manh d€ phdt huy tinh
than 1am chid va sdng ki€n clia mdi c4 nhan, nhém,..

- Thu hiit nhan vién gidi va thuc hién ch&é d6 dii ngd thda dang.Thuc hién
chinh siach quéan ly nhin sy tt, gitt chAn nhitng ngudi gioi.

- Xt 1y nghiém tdc cdc hanh vi vi pham ndi quy cla cdng ty d€ tranh cic
hién tugng tiéu cuc, nhat 1a trong khau quin ly chat lugng.

7.3 Giai phap thyc hién

Ban Gidm Ddc giao cho phong nhan sy thyc hién cdc nhiém vu sau

- Thudng xuyén t6 chiic cic khéa dao tao, hudn luyén cin bo, cong nhin

vién.
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- P&i v6i lao dong truc ti€p: st dung phuong phdp dao tao tai chd, bdi dudng
k¥ ning, k§ x4o tif nhitng cong nhin c6 tay nghé cao.

- B6i v6i lao dong gidn ti€p : lwa chon bo tri cdn bo chl chdt gdi di hoc céc
chuong trinh bdi dudng k§ ning chuyén mdn trong va ngoii nudc chudn bi cho
nhitng vi tri twong lai theo dinh huéng phat trién nhan su.

- Tuyén dung nhitng vi tri quan trong thdng qua cdc cong ty gidi thiéu viéc
1am c6 uy tin dé chon dudc cic tng vién cé tiém ning.

- C6 chinh sich di ngd t6t v6i cong nhan dé ddm bao luc lugng lao dong 6n
dinh.

7.4 Danh gia tinh kha thi va du bao hiéu qua.

+ Gilt dugc nhan vién gioi, 6n dinh duoc nhan sy, dam bao duogc nguén luc
nhan su can thiét. Ap dung ca cac bi¢n phap kich thich vat chét va tinh than

+ C6 dugce su cam két gén b6 lau dai cua doi ngili nhan vién .

+ Khuyén khich tinh than lam viéc cia nhin vién, ting ning suit lam viéc,
tr d6 dan t6i hiéu qua sdn xuat kinh doanh cao.

Tém tit chuong 3

Chuong 3 chd y€u dua ra dinh huéng chi€n lugc ctia cong ty Van Thanh tir
nay d&én nim 2006. Chuong nay tap trung chii y&éu vao cic vin dé sau :

1. X4c dinh muc tiéu cu thé va lau dai cia Cong Ty Van Thanh, dua ra si
manh va tAm nhin.

2. Xdc dinh du bdové cdc thi trudng, thi trudng hién c¢6 can md rong va thi
trudng ti€ém ning.

3. Lua chon cdc chi€n luge sdn xut kinh doanh phu hdp ¢ thé chiap nhin
dugc.

4. Xay dung cac chi€n ludc sdn xuat kinh doanh cho cong ty.

5. Céc gidi phap cu thé d€ thuc hién cdc chi€n lugc trén
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Thuc hién di€u nady ching ta ¢6 cdi nhin o rang hon vé xay dung va cdc gidi
phép thyc hién chi€n lugc kinh doanh cia cdng ty trong thdi gian truc mit va lau
dai. Dy dodn dugc tinh kha thi cia cdc gidi phdp. V&i muc dinh dua cong ty dat dudgc
cdc muc tiéu lau dai di dugc dé ra.

E KIEN NGHI

I Vé phia nha nuéc

- Hién nay nudc ta da dudc bau chon 1 nudc an toan nhat trong khu vuc dé
diu tu do tinh hinh chinh tri xd hoi 8n dinh, kinh t& phét tri€én manh. Nha nu6c can
duy tri tinh trang nay trong tuong lai.

- Piéu cin 1am hién nay 13 nha nudc nén tao ra mdt moi trudng phap ly binh
diang, khong phan biét d6i x{ giita cdc thanh phan kinh t& trong kinh doanh.

- Céi cdch chinh sdch thu€, khong nén khong ch€ ty 1€ chi phi ti€p thi quing
cdo 12 10% vi diéu ndy tao nén sy bit binh ding va khong hop 1y cho cdc doanh
nghiép c¢6 von diu tu nudc ngoai va ngudi tiéu dung. Hon nita chinh sdch thu€ nhip
kh&u hién nay clia ching ta con khad cao so vdi cdc nudc trong khu vuc, nha nudc
can nghién cttu va gidm mic thué€ suit sao cho ning cao kh3 ning canh tranh cla
cdc doanh nghiép so véi cdac nuée trong khu vuc va thé gidi.

- C4i ti€n thd tuc va thdi gian rit ngdn ding ky chat lugng san phim, ding
ky doc quyén sidn pham va ki€u dang cong nghiép, tao diéu kién thuin Igi cho
doanh nghiép dua sin phdm ra thi trudng ding han va han ch€ dudc viéc 1am hang
nh4i, hang gid cdc sdn pham.

- P4y nhanh t6c dd cdi cach hanh chinh, trong sach bo may nha nudc, nhit
trong cdc nganh hdi quan va thué€ 13 noi 4nh hudng truc ti€p dén doanh nghiép.

- Pay manh cai ¢ch thué nhat 1 phuwong pAp Anh thu é am bao cho doanh

nghiép ing thué mot &ch nhanh ching, chinh K.
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II Vé phia nganh

- Hiép hoi can gitip dd cdc doanh nghiép sdn xuidt nganh trang tri ndi that
trong d6 c¢6 ném gidi thiéu sdn phim clia minh rong rdi ra cdc thi trudng, ding ky
nhan hiéu hang héa clia minh trén thi trudng xuit khau.

- T6 chitc cic budi hoi thio, cdc hoi chg trién 1dm sdn phim va cong nghé
nhim tao cho cdc doanh nghiép giao thuong, hoc hdi kinh nghiém.

- Hiép hoi nén thiét 14p hé thdng thdng tin qudn mdt cdch khoa hoc va toan
dién. Hé thong thong tin bao gdm nhitng phdn hoi tir moi trudng sin xuit, ché bién,
xuét khiu; thi trudng thé gidi va nhitng dic tinh cda tirng thi trudng vé& nhu cau, tiéu
chuin chit lugng, xu huéng tiéu diing san phdm.

- Lién k&t véi hiép hdi cao su va hiép hoi thép d€ dua ra chién lugc cung
ting nguyén liéu sao cho hop 1y nhat, ky k&t cic hop ddng tiéu thu sin phdm cé tinh

chat 1au dai v6i gid cd dn dinh va hgp 1y.
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K&t luan

Viéc xay dung chi€n lugc 1o rang rit quan trong trong viéc dinh huéng va
thuc hién cdc hoat dong trong tuong lai cia doanh nghiép. Tuy nhién d€ ddm bio
thanh cong cho chién ludc, cdc nha qudn tri cAn phai thuc hién ddong bo, k&t hop vdi
viéc ki€m tra, diéu chinh khi can thi€t cho phii hgp vdi nhitng bi€n ddi cia moi
trudng canh tranh ngay cang khoc liét. Qua viéc phan tich thuc trang hoat ddng clia
Cong Ty Van Thanh dd cho thdy nhitng khé khin vé thi trudng, canh tranh, tai
chinh... v nhitng nguy cd trong tuong lai tf moi trudng hoat dong bén ngoai. V4i tat
cé nhitng nd lyc va c6 ging, ludn vin di da trinh bay mot sd gidi phdp xay dung
chi€n lugc sdn xuit kinh doanh phii hgp nhim dinh huéng phat trién cho cong ty
Van Thanh dén nim 2010. Véi nhitng ndi dung di trinh bay, t6i hy vong da déng
g6p dudc mot sd y tudng cho sy phat trién clia cong ty ndi riéng va nganh ném
mousse néi chung. Tuy nhién vi thdi gian c¢6 han va van dé nghién citu rong, chic
chin luan vin khong tranh khéi sai s6t. Toi rdt mong dugc sy dong gép clia Thay Co
, ban bé dong nghiép va nhitng ngudi c6 tim huyé&t cho nganh cdng nghiép ném

mousse cia Viét Nam



87

PHU LUC

1. Phu luc 1 : Bing ty gid trung binh qua c4dc nim.

2. Phu luc 2 : Céach biét thu nhiap c4 nhan gilta ngudi giau va ngudi ngheo

giai doan 1994-2004 ( Lin)

3. Phu luc 3 : S6 liéu thong ké xuat khiu cao su 6 thing ddu nim 2006 va so

sénh cung ky

4.

© =N W

Phu luc 4 :
Phu luc 5:
Phu luc 6 :
Phu luc 7 :

. Phu luc 8 :

Co ciu doanh s6 bédn ra ca cong ty Van Thanh.

Bdng gid cia Cong Ty Kymdan ( DP&i thii canh tranh chinh)
Bdng gia Cong Ty Van Thanh

Céc chi sd vé du lich tai Khdanh Hoa

Sd db t6 chic ciia cong ty Van Thanh
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Phu luc 1 : BANG TY GIA TRUNG BINH QUA CAC NAM

Nam 2001 2002 2003 2004 2005

Ty gi4 trung binh USD/VND | 14.800 | 15.245 | 15.505 | 15.786 | 16.000

(Nguodn : Ngdn Hang INDOVINA)
Phu luc 2 : Cach biét thu nhiap ca nhin gitta nguoi giau va nguoi ngheo
giai doan 1994-2004 ( Lan)

Khu vyc 1994 | 1995 | 1996 | 1999 | 2002 | 2004
Viét Nam 6.5 7.0 7.3 8.9 8.14 8.2
Thanh phd 7.0 7.7 8.0 9.8 8.1 8.8
Nong thon 5.4 5.8 6.1 6.3 5.98 6.1
Khu vuc

Luu vuc song Hong 5.6 6.1 6.6 7.0 | 673 | 69
Pdng Bic 50 571 | 61 | 68 | 601 | 62
Tay Bic 52 5.71 6.1 6.8 5.96 6.02
Bic Trung Bo 5.2 5.7 5.9 6.95 5.82 6.1
Duyén hdi mién Trung 4.9 5.5 57 | 631 | 5.83 | 6.1
T4y nguyén 101 | 127 | 128 | 129 | 675 | 72
DPong Nam Bo 7.4 7.6 7.9 10.32 | 8.73 9.2
Pong bing song Ctiu long 6.1 6.4 64 | 786 | 7.14 | 7.3

( Nguén : Téng Cuc Thong Ké 2005 )
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Phu Luc :3

S6 li¢u thong ké xuit nhap khau cao su trong 6 thang diu nim 2006

Cao su xudt khdu ndm Cao su xudt khdu ndm
Thng 2006 2005

tri€u tri€u
tan USD  USD/tan |tan USD USD/tan
57756 [89,005 |1541 28 065 (31,810 |1 133

49 256 80,785 |1640 40 118 |46,860 |1 168
51918 [90,995 |1753 40983 49,175 |1 200
27404 |50,667 |1 849 20063 |24,996 |1 246
45369 (87,798 |1935 24 635 |30,544 |1 240
6 57213 117,526 |2 054 33716 (42,444 |1 259
Cong 289 955 517,355 |1 784 187 580 |225,83 |1 204
So 2005
(%) 154,6  [229,1 1482

N B~ W N =

10 thj trwong 16m nhap khiu cao su Viét Nam trong 6 thiang dau nim 2006

Thi
trwong |6 thang/06 6 thang/06 So véi 6T/05
nhap Tri Tri

khiu |Lwong |Trigia |Lwong |gida |Lwong |gia
(tin)  |(ngan$) [(%)  [(%) |(%)  |(%)

Trung
Quoc 205 029 1367 648 (70,71 |71,06 {84,42 171,29

Han Qudc [15126 (23316 |522 [4,51 [32,16 [105,71
Durc 10154 18309 3,50 (3,54 [1,76 [73,68
Nga 8 043 17149 12,77 (3,31 56,77 [122,65
Dai Loan |7917 14592 12,73 (2,82 10,5 46,4
Nhat Ban [5 576 10807 11,92 {2,09 27,33 [62,29

Bi 5208 |7405 [1,83 [1,43 [195,17 [376,11
My 4514 |7135 [1,56 [1,38 (3,55 54,7
Phép 3882 (7191 [1,34 [1,39 [129,95 [189,62
Italia 3542|6657 [122 (1,29 [7931 [-32,19

(Nguén:Trung Tam Théng tin Thwong mai
T 5ng hop: Hiép hoi Cao su Viét Nam)
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Phu Luc 4: Co ciu doanh so ban ra

Nha may
34%

10%

4%

Cta hang

Siéu thi Xud'tkhiu
2%

bai Ly
50%

O PailLy

B Cira hang
0 Nha may
O Siéu thi

B Xui't khiu

(Nguon : Bdo cdo tai chinh ciia Céng Ty Van Thanh)

Phu Luc 7 : Cac chi sé vé du lich tai Khanh Hoa

Chi tiéu 2000 2001 2002 2003 2004 2005
S6 khdch san 136 162 200 217 250 292
S6 budng 3.105 3.548 3.630 4.260 5.410 5.960
S6 givong 6.606 7.668 7.243 8.628 10.488 11.580
Doanh thu 107.589 [135.259 |162.272 |197.502 |266.300 [367.852
( triéu dong )

(Nguoén : Cuc Théng ké Khdnh Hoa ndm 2006 )
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