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CHUONG 1: CO SO LY LUAN VE CHIEN LUQC CUA DOANH NGHIEP
1. Chién Iwec ciia doanh nghiép:

1.1. Khai niém vé chién luoc:

Chién lugc kinh doanh cia mét doanh nghiép 1a mét chudng trinh hanh dong tong quat:
Xac dinh cac muc ti€u dai han, co ban cua mdt doanh nghié€p, lya chon cac dudong 16i
hoat dong va cac chinh sach diéu hanh viéc thu thap, st dung va bd tri cac nguén luc dé
dat cac muc tiéu cu thé, lam tang sirc manh magt cach hi¢u qua nhét va gianh dugc loi
thé bén vitng dbi vai cac d6i tha canh tranh khac.

1.2. Vai tro cia chién lwoc dbéi véi doanh nghiép:

Thuc hién qua trinh quan tri chién luoc gitp cac to chire thiy rd muc dich hudng di, két
qua mong mudn ciia minh. Tir d6 khuyén khich tinh than trach nhiém, tinh ning dong
tao thanh tich.
Tao diéu kién cho nha quan tri c6 nhiing quyét dinh chu dong trong san xuat kinh doanh
dé ddiph6 véi nhimng thay d6i trong moi truong va lam chii dugc dién bién tinh hinh.
Chu dong st dung t6t hon cac nguén luc ctia to chtrc nham dat duge hiéu qua cao hon
nho ting kha ning, tranh tha cac co hdi trong méi truong khi chiing xuét hién, tap trung
vao nhirng ngudn luc, vao nhitng muc tiéu chinh 1am ting kha ning canh tranh cua san
pham.
Tuy nhién quan tri chién lugc contoan tai mot s nhuwge diém nhu sau:

o Dé thiét 1ap qua trinh quan tri chién luoc can thiét thoi gian va nd luc

o Chién lugc co nguy co trd nén xo cing bdi chién luge duoc soan thanh van ban

trong khi muc tiéu va méi trudng thay ddi theo thoi gian
o C6 thé sai s6t 16n trong dy bao va phai c6 diéu chinh 1én.

1.3. Chikc nang ciia chién lwoc doi véi doanh nghiép:

Gitip nhan dang, sip xép wu tién va tan dung cac co hoi.

Pua ra cach nhin thyc té vé cac kho khin cta cong tac quan tri.

Pua ra mot dé cuong cho viéc phat trién déng bo cac hoat dong va diéu khién .

Lam t6i thiéu cac rui ro.

Gitp cho cac quyét dinh cha chdt phuc vu tot hon cho viée dé ra cac muc tiéu.

Giup cho su phan b6 tot hon thoi gian va nguén luc cho co hoi da dugce xac dinh.
Tao khung sudn cho mdi lién hé giita cac ca nhan trong ndi bd cong ty.

Gitp két hop nhitng hanh vi don 1é thanh mét nd lwe chung.

Cung cip co so cho viéc 1am rd trach nhiém cua tirng ca nhan.

Pem lai sy khuyén khich cho nhitng suy nghi tién bo.

Mang lai cach thtrc hop tac, gan bo 13 hing say trong viée xt Iy cac van dé cling nhu
cac co hoi.

Khuyén khich thai d6 tich cuc d6i véi su thay doi.

Pem lai mot mire do ky luat va sy chinh thire ddi véi cong tac quan tri trong congty.

1.4. Cdp @b chién luoc:
Quan tri chién lugc o thé xay ra & nhiéu mic khac nhau trong t6 chie, thong thudng cé
03 murc chién luogc co ban:

Chién luoc cap cong ty:
o La mot kiéu mau cac quyét dinh trong mdt cong ty, né xac dinh va vach rdo muc
dich, cac muc tiéu cta cong ty, xac dinh cac hoat dong kinh doanh ma cong ty
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theo dudi, tao ra cac chinh sach va cac ké hoach co ban dé dat cac muc tiéu cua

cong ty.

o Trong mot td chirc voi qui md va mire do da dang. « chién luge cong ty” thuong
ap dung cho toan bd xi nghiép.
o Chién lugc cong ty dé ra nham xac dinh cac hoat dong kinh doanh ma trong dé
cong ty s& canh tranh va phan phdi cac ngudn luc giita cac hoat dong kinh doanh

do.

- Chién luoc cap don vi kinh doanh (SBU):
o Chién lugc kinh doanh dugc hoach dinh nham x4c dinh viéc lya chon san phém

hodc dang cu thé thi truong cho hoat dong kinh doanh riéng trong ndi bo cong

ty, va né xac dinh xem mot cong ty sé canh tranh nhu thé nao vi mot hoat dong

kinh doanh cung véi vi tri d biét ctia ban than cong ty giita nhitng nguoi canh

tranh cua no.

o Chién lugc cip don vi kinh doanh ctia doanh nghiép xac dinh cach thirc mdi don
vi kinh doanh s& ¢ ging hoan thanh myc tiéu cta né dé déong gdp vao hoan
thanh muc tiéu cap cong ty. Néu nhu cong ty 1a don nganh thi chién luoc cap
don vi kinh doanh c6 thé dugc coi 1a chién lugc cip congty.

- Chién luoc cap chirc nang:

o Tap trung hd trg vao viéc bd tri ciia chién luoc cong ty va tip trung vao cac linh
Vuc tac nghiép, nhitng linh vyc kinh doanh. GOm ¢6 6 chién luge chic nang sau:

= Chién lugc Marketing
= Chién lugc nguyén vt liéu va mua hang

= Chién lugc nghién ctru va phat trién (R&D)
= Chién lugc k¥ thuat — cong nghé van hanh/ san xudt
= Chién lugc ngudn nhan luc
= Chién lugc tai chinh

CHIEN LUGC CONG TY XYZ

A

/

Chién lrge
SBU A

-CL Marketing

-CL nguyén vit

-liéu va mua hang

CL -CL (R&D)

) -CL k¥ thudt —

CHUC cong nghé

-vin hanh/ san xuat

-CL ngudén nhin
lec

-CL tai chinh

NANG

Chién lrgc

l

SBU B

-CL Marketing
-CL nguyén vit
-liéu va mua hang
-CL (R&D)
-CL k¥ thuat —
cong nghé
-van hanh/ san xuat
-CL nguén nhin
e
-CL tai chinh

\

Chién hrgc
SBU C

-CL Marketing
-CL nguyén vit
-liéu va mua hang
-CL (R&D)
-CL k¥ thudt —
cong nghé
-vin hanh/ san xuat
-CL nguén nhan
lec
-CL tai chinh

Tong thé cic CL chirc ning

> Chién lwgc Marketing

» Chién Irgc nguyén vat
liéu va mua hang

> Chién Irgc nghién ctru
va phit trién (R&D)

> Chién hrge k¥ thuat—
cong nghé van hanh/san
Chién lrge nguon nhan
Iwc

> Chién Irgc tai chinh
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1.5. M6 hinh qudn tri chién luoc:

oMb hinh quan tri chién lugc bao gdm céc nodi dung:
Xéc dinh st ménh, muc tiéu, chién luge hién tai
Phén tich méi trudng vi mo, vimd dé xac dinh co hoi va nguy co
Phan tich cac nguén luc dé xéac dinh cac diém manh, diém yéu cta to

chic

Xéc dinh loi thé canh tranh, phan tich SWOT xét lai sr ménh cua td

chirc

Xac dinh muc tiéu dai han va muc tiéu ngén han
Chién lugc cong ty

Chinh sach va phan phdi tai nguyén
Luya chon co cdu t6 chic phi hop véi chién luoc méi.
Thuyc hién nhitng thay d6i dé thyc hién chién lugc
Lanh dao quyén lyc va vin hoa td chirc
Po luong va danh gia két qua thuc hién chién luoc

l. Xéc dinh sir ménh,

mue tiéu vi chién hroe
hifm tai
E —
_-_._o—'_'_'_'_'_'_'_'_ I e S s
L
- 2. Phiin tich mbitrwimg | | 4. Xdc dinh cée lyi thé 3. phiin tich cic nguin
"g v mi va vi mib A8 xée canh tranh phin tich lue dé wic dinh cie
7 dinh oo hii va nguy oo SWOT vi it Iad sir ditm manh, ditm yéu
E chinh minh ciia ti chire quan trong cia to chire
é .__~———__—____ | "h—-_h____q___ |
= _\_\__\_\___‘_\—J. ¥
Xiic dinh Muc tidu 6. Chién hryc
mue tiéu cing ty B " cing ty o
daihan :
+
_E: E Muc titn e -
-8 cic SBU ulem e L
= cac SBU
o
‘.Er i Muc tiéu .
ye tidu P | £ \J
B gl b phin : "l Cic chitn .
IE' g g chire ning hrye chie
ning
- # 7. Chinh sach va phin phivi |« .
tai mpuyin
v
I i 3
15. Lua chon oo cian ‘J.Thl{: hfl;n nhlinF I Linh danqu}::u -
** ti chire phin hop vivi thay dioi dé thur hitn lur va vim hoa to
chién lowye mvi chién luwye chire
1t : o
e 11. B hivmg va dinh o
£-2 i kit qui thwe hién -f"'ff
s = g q‘: 5 c
chién luor
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2. Quy trinh hoach dinh chién lwoc kinh doanh ciia doanh nghiép:

2.1. Phan tich moi truong kinh doanh

2.1.1. Méi truong vi mo:

- Céc yéu t6 méi trudng c6 mot tac dong 16n ddi véi doanh nghiép. Vi chung anh hudng
dén truc tiép dén qua trinh quan tri chién chién luoc cua doanh nghiép. Chién luoc chi
duoc Iya chon phai dugc hoach dinh trén co s cac diéu kién mai truong dd nghién ciru

- MBoi truong cua to chie 1a nhimg yéu t6, nhitng luc luong, nhitng thé ché... nim bén
ngoai doanh nghép ma cac nha quan tri khong kiém soat dugc nhung ching anh hudéng
dén hoat dong va két qua kinh doanh ctia doanh thu ctia doanh nghiép.

- Gdm cac yéu td khach quan, khong thudc quyén chi phdi doanh nghiép, t6 chirc, nhung
c6 anh huéng manh dén méi trudong vi mé ( hay goi 13 méi trudng dic thi) va hoan canh
ndi by, tao ra cac co hdi va nguy co ddi véi to chirc ma khong ¢6 lién quan truc tiép dén
lg1 nhuén cta cac doanh nghiép

o Yéu t6 kinh t&:Nhan t6 kinh t& c6 anh huodng truc tiép ddi véi strc thu huit tiém
ning cua cac chién luge khac nhau né ning dong va cac dién bién ctia méi truong
kinh té bao gio ciing chira dung nhitng co hoi va de doa khac nhau ddi véi ting
t6 chtrc doanh nghiép. Céac yéu t6 kinh té chu yéu anh hudong dén cic doanh
nghiép la

Xu hudng cta tong san pham qudc ndi va tong san pham quoc dan. Bao
gbm céc chi tiéu toc do ting truong GDP, GNP hang niam s& cho ta biét
tdc d6 ting trudong ctia nén kinh té va toe do tang thu nhap binh quan dau
nguoi. Tir d6 cho phép du doan dugc dung luong thi truong via tung
nganh va thi phan cua ting doanh nghiép.

Lai suat va xu hudng 14i suat trong nén kinh té c6 anh huong dén xu thé
dau tu, tiét kiém va tiéu dung. Do d6 anh hudng dén hoat dong ctuia doanh
nghiép

Can can thanh toan qudc té.

Xu hudng cta ty gia hoi doi. Su bién dong cia ty gia hbi doi 1am thay doi
diéu kién kinh doanh noi chung, tao ra nhitng co hoi va de doa khéac nhau
d6i voi doanh nghiép.

Mitc @6 lam phat. Lam phat cao hay thap c6 anh hudng dén toc do dau tu
vao nén kinh té. Viéc lam phat cao hoac thiéu phat déu anh huong khong
t6t d6i voi nén kinh té. Do @6 viéc duy tri mot ti 16 lam phat vira phai co
tac dung khuyén khich thi truong ting trudng.

Céc chinh sach tién té cua nha nude

Murc d6 that nghiép.

Nhirng chinh sach thué quan

o Yéu té chinh phu, chinh tri va phap luat: Cac yéu té chinh phu va chinh trj c6
anh huong ngay cang 16n dén hoat dong cta cac doanh nghiép. N6 1a nhing
ngudi didu khién, ngudi loai bé cac quy dinh, ngudi trg cdp, cac 6ng chi va
khach hang 16n ctia doanh nghiép. Nhu thé cac yéu to chinh tri, chinh phii, luat
phap c6 thé cho thiy cac van hoi va mdi de doa chu yéu dbi voi cac t6 chire ciing
nhur doanh nghiép nhé va 1én. P6i véi mot sé nganh va nhitng doanh nghiép phai
phu thudc rt nhiéu vao cac hop dong hoic trg cap cta chinh phu, nhitng du bao
vé chinh tri c6 thé 1a phan quan trong nhat cua viéc kiém tra Ccéc
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yéu t6 bén ngoai. Su thay doi luat vé bang sang ché, luat chéng doc quyén, ty lé
thué, va cac nhdm gay sic ép ngoai hanh lang c6 thé anh huong rat nhiéu dén
cac cong ty. Su Ié thuoc 1An nhau mdi luc mot tiang 1én trén pham vi toan quéc
gitra cac nén kinh té, thi truong, chinh phu va cac t chirc doi hoi doanh nghiép
phai xem xét dén anh huong cé thé c6 cua cac bién sé chinh tri ddi véi viéc soan
thao va thuc hién chién lugc canh tranh. Doanh nghiép can quan tam mot sb van
de:

= Cac quy dinh vé thanh 1ap cong ty

= Cac luat 1& quyén sé hiru, chong doc quyén

* Nhiing dao luat vé bao vé moi trudong

* Nhiing dao luat vé thué

= Céc ché do dédi ngo dic biét

* Nhiing luat 1¢ vé thué mudn lao dong

= Nhitng luat 18 ki két v6i cac t6 chirc nude ngoai

o Yéu td cong nghé:it c6 nganh cong nghiép va doanh nghiép nao lai khong phu

thudc vao co s& cong nghé ngdy cang hién tai, nd cho thay nhitng co hoi va de
doa ma doanh nghi¢p dang phai d6i mit. Sy tién bo k¥ thuat co thé tac dong sau
sic 1én nhimng san pham, dich vu, thi trudng, nha cung cap, nha phan phéi, nguoi
canh tranh, khach hang, qué trinh san xuét, thuc hién va kiém tra va dic biét 1a
tao nén loi thé canh tranh ciia doanh nghiép. Tién bd k¥ thuat co thé tao ra thi
truong méi, san phdm maéi va thay doi vi tri gia ca canh tranh c6 quan hé trong
mot nganh, va khién cho cac san phém,, dich vu tré nén 16i thoi. Su tién bo ¢o
thé lam thay ddi hang rao gia nhép ciing nhu rat lui cua doanh nghiép do tao ra
nhiing uu thé canh tranh méi, manh m& hon cac wu thé hién tai. Trong cong nghé
ky thuat cao, sy nhian dang va danh gia nhiing co hdi va de dgpa mang tinh cong
nghé trong yéu c6 thé 1a phan quan trong nhat cta viéc kiém soat cac yéu té bén
ngoai trong hoat dong quan tri chién lugc. Ngoai ra cong nghé c¢o vai tri quan
trong d6i v4i ting truong kinh té va canh tranh. Dé phat trién cong nghé, can
quan tim dén mot s6 van dé nhu:

= Mo hinh phat trién céng nghé

= Chinh sach phat trién cong nghé qubc gia

= Chién lugc phat trién cong nghé

» Hoat dong R&D

=  Moi truong cong nghé

= Chuyén giao cong nghé

= Sy bao vé bang phat minh sang ché

o Yéu té xa hoi:Cac yéu t6 x3 hoi va vin hoa c6 anh hudng quan trong dén hau

nhu tat ca cac san phém, dich vu, thi truong va nguoi ti€u thu. Céc td chirc 16n
nho hay 16n, hoat dong vi lgi nhuan hay phi lgi nhuan trong moi nganh dang bi
thach dd boi nhiing co hdi va de doa cua cac bién sb vin hoa, xa hoi. Nhiing yéu
t6 ndy thuong thay do6i hodc tién trién cham chap lam cho ching kho nhén ra
nhu:

= Til¢ tang dan s6

= Phong cach séng, 1am viéc, ton gido

= Phan phdi thu nhap

= Két cau déan sd
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o Yéu tb tu nhién:Céc yéu t6 ty nhién bao gém: Vi tri dia Iy, khi hau, tai nguyén,
cang bién,...Yéu t6 tu nhién 13 yéu td ddu vao quan trong ctia nhidu nganh kinh
té. Déng thoi diéu kién tu nhién ciing tao nén thé manh. Do dé khi xay dung
chién lugc can quan tam:

» Cac loai tai nguyén
= Céc van dé 6 nhiém mai trudng
» Sy thiéu hut nang luong
= Sy tiéu phi dén tai nguyén thién nhién
2.1.2. Moi trieong vi mo:
- Bao gdm cac yéu tb bén ngoai td chirc, dinh hudng sy canh tranh, lién quan truc tiép
dén su hoan thanh nhitng muc tiéu caa doanh nghiép
- Tinh hinh canh tranh mét nganh phu thudc vao nim yéu t6 co ban. Strc manh tong hop
nay quyét dinh tiém ning loi nhuan trong nganh, trong d6 tiém ning lgi nhuan dugc do
bang loi nhuan dai han trén von dau tu
- Canh tranh trong mét nganh s€ lién tuc van dong lam gidm muc lgi tic trén von dau tu
dén mot muc loi tire san hay loi tirc kiém trong mot nganh “canh tranh hoan hao” cua
cac nha kinh té hoc.
- Tat ca nim yéu t6 canh tranh nay cing quyét dinh cudng do canh tranh va muc loi
nhuan trong nganh va yéu té6 manh nhat s& dong vai tri thong tri va trd nén quan trong
ddi vé6i viéc hoach dinh chién luoc.

POI THU TIEM NANG
GIA NHAP THI TRUONG

Nguy co ¢é d6i thi
gia nhip mdi

Y

CAC DOI THU
TRONG NGANH
Side manh mae ca Site manh mac ca
NHA cia nha cung cip ctia khich hang ] _
v . = KH HAN
CUNG CAP o &
Nguy co
cé doi tha
gia nhap mdi

Su de doa
ciia hang hoa
va dich vu thay thé

SAN PHAM DICH VU
THAY THE

o Nguy co tir doanh nghi¢p mdi gia nhap nganh:

* Nhitng doanh nghiép mai gia nhap mot nganh s€ mang theo nang luc san
xuat méi, khat vong chiém thi phan va thuong 13 nhiéu nguén lyc dang
ké. Két qua 1a gia ca bi ép xudng hodc chi phi bi doi 1én, lam giam loi
nhudn. Hodc céc cong ty da dang hda thong qua viéc nhdy vao mua lai
doanh nghiép trong nganh tir cac nganh khac thuong st dung nhiing
nguén luc ctia ho dé tién hanh cai t6 lai. Do d6, mua lai mot donh nghiép
trong nganh véi y dinh tao dung mot vi tri trén thi truong co 18
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nén duoc coi la gia nhap méi mac du khéng c6 doanh nghiép mai nao
duoc hinh thanh.

= MJ4i nguy co gia nhap mdi trong mot nganh phy thudc vao nhitng hang
rao gia nhap hién co, cting voi phan tng tir nhitng ddi tha hién c6 ma ké
gia nhap méi c6 thé du doan. Néu cac hang du 16n hoidc ké gia nhap méi
du doan duogc su tra dlia Manh mé tir cac ddi thu canh tranh hién tai, nguy
co tir doanh nghiép madi gia nhap nganh sé& thap.

» Nhitng hang rao gia nhap nganh:

e Loi thé kinh té nho quy mo

e Dic diém héa san pham

e Yéu cau von

e Chi phi chuyén dbi

e Sy tiép can dén cac kénh phan phbi

e Chinh sach cua chinh phu

= Bit loi vé chi phi khong phu thudc vao quyma:

e Nhiing cong nghé san pham ddc quyén

e Diéu kién tiép can dén nguén nguyén li¢u thé thuan loi

e Vitridialy thuan lgi

e Tro cép chinh phu

¢ Kinhnghiém

= Du doan cua doanh ngiép gia nhap tiém ning vé phan tng cta cac dbi thu
canh tranh hién c6 cung S€ anh huong dén viéc gia nhap. Néu doanh
nghiép ky vong cac ddi thii hién c6 s& phan tng manh mé dé gy kho khan
cho ké méi gia nhap, diéu nay s& ngan can su gia nhap nganh. Nhiing diéu
kién bao hiéu kha nang phan tmg manh mé d6i voi ké gia nhap va do do
ngan can viéc gia nhap la:

e Lich sir phan tng manh mé& d6i véi d6i thit méi gia nhap nganh

e Cic doanh nghiép hién c6 c¢6 nguodn luc dang ké dé phan tmg bao
goém ngudn tién mat doi diao va nang lyc vay thém tién, du thira
nang lyc san xuat dé dap img moi nhu cau co thé c6 trong Tuong
lai hodc c6 4nh hudng manh mé dén cac kénh phan phéi hodc khach
hang

e Cac doanh nghiép hién c6 c6 cam két gan bé manh mé d6i véi
nganh va nhiing tai san co6 tinh thanh khoan khong cao str dung
trong do

e Ting trudng trong nganh cham 1am han ché kha ning tiép nhan
thém doanh nghiép mdi ctia nganh va chén ép doanh s6 va két qua
tai chinh cua cac doanh nghiép hién co.

» Cuong do canh tranh gitra cac ddi thu hién tai:

e Canh tranh giita cic d6i thu hién tai cling giéng nhu 1 ganh dua vi
tri, st dung nhiing chién thuat nhu canh tranh vé gia, chién tranh
quang céo, gidi thidu san pham va ting cuong dich vu khach hang
hoic bao hanh. Canh tranh xay ra bai vi cac déi tha hodc 1a cam
théy ap luc hodc nhin théiy co hdi cai thién vi tri. Trong hau hét
cac nganh, hanh vi canh tranh ctia motdoanh
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Hang Thfip
rao
gia
nhip
Cao

nghiép c6 anh huong rd rét dén cac ddi thu va do d6 6 thé bi kich
dong su tra diia hoic nd lee dé chéng lai cac hanh vi d6, nghia la
cac doanh nghigp c6 sy phu thudc 1an nhau.Néu cac hanh vi déi
dau leo thang, tat ca cac doanh nghiép trong nganh déu c6 thé bi
thiét hai.
Tang trudng trong nganh cham: Tang truong cham trong nganh
bién canh tranh thanh mét cudc choi gianh giat thi phﬁn. Canh
tranh thi phan kém 6n dinh hon nhiéu so véi trudng hop nganh c6
tang truéng nhanh cho phép cac doanh nghiép c6 thé cai thién két
qua hoat dong kinh doanh chi bang cach theo kip téc d6 ctia nganh
va tat ca cac ngudn lyc tai chinh va quan 1y ¢6 thé cé duoc sir dung
bang cach mo rong quy moé cung vai nganh.
Mtrc d6 canh tranh phu thudc vao:

- Céc rao can néu mubn “ thoat ra” khéi nganh

- Muc d6 tap trung cta nganh

- Chi phi ¢6 dinh /gia tri gia ting

- Tinh trang tdng trudng ctia nganh

- Tinh trang du thira cong suat

- Khéc biét giira cac san pham

- Céc chi phi chuyén doi

- Tinh dac trung ctia nhan hiéu hang hoa

- Tinh da dang cta cac ddi tha canh tranh

- Tinh trang sang loc trong nganh

Hang rio it lui

Thap Cao
Loi nhuén thap, Loi nhuén thap.,
on dinh i ro
Loi nhuan cao, Loi nhudn cao.
on dinh i ro

Moi quan hé giita cac hang rao va muec loi nhudn

Trudng hop tot nhat theo quan diém loi nhudn ciia nganh 13 truong
hop c6 hang rao gia nhap cao nhung hang rao rat lui thap. Trong
nganh ndy, nguy co c6 ké gia nhap nganh dugc han ché va nhiing
d6i thu canh tranh khong thanh cong s& roi khoi nganh.

o Ap luc tir san pham thay thé:
= Tét ca cic doanh nghiép trong mot nganh dang canh tranh, theo nghia
rong, v4i cac nganh san xuat cac san pham thay thé khac. San pham thay
thé han ché tiém ning loi nhuan ctia mot nganh bang cach ap dat murc gia
tran ma cac doanh nghiép trong nganh co6 thé ban. San pham thay thé cang
c6 gia cang hap dan, ap luc 1én loi nhuan cia nganh cang 16n.
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= San pham thay thé dang cha y nhét 1a nhitng san phim dang c6 xu huéng
cai thién danh doi gia- chat luong véi san phidm cua nganh hoidc duogc cac
nganh c6 loi nhudn cao san xuat.

= Nguy co thay thé thé hién o

e Céc chi phi chuyén doi trong st dung san pham

e Xu huéng sir dung hang thay thé cua khach hang

e Tuong quan giira gia ca va chat lugng cia cac san pham thay thé
o Strc manh mac ca cia khach hang:

= Khach hang canh tranh v&i nganh bang cach ép gia xudng, mic ca doi
chat lwong cao hon hay nhiéu dich vu hon va budc cac ddi thu phai canh
tranh v&i nhau - tat ca déu lam giam loi nhuén cua nganh. Strc manh cua
mdi nhom khach hang quan trong trong nganh phy thudc vao nhiéu dic
diém cua thi truong va vao tdm quan trong twong ddi cua luong mua tir
nganh trong tong thé hoat dong kinh doanh ctia chiing. Mot nhom khéach
hang s& c¢6 stc manh néu théa man nhitng diéu kién sau:

e Mua s6 luong 16n so véi doanh s6 ctia ngudi ban

e San phdm mua tir nganh chiém ty trong 16n trong chi phi hay
trong tong thu mua cua khach hang

e San pham khach hang mua cuanganh la san pham chuédn hoa
hodc khong c6 dac trung khac biét.

e Khach hang chi phai bo rt it chi phi chuyén doi

e Khach hang c6 loi nhuan thap

e Khach hang de doa tich hop nguoc

e San pham cuia nganh khong quan trong ddi v4i chét luong san
pham va dich vu cta khach hang

e Khach hang c6 day du thong tin

e (0 thé han ché sirc manh cua khach hang bing cach lua chon cac
nhom khach hang dé ban hang xem 1a mot quyét dinh chién luoc
quan trong.

o Strc manh mic ca cta nha cung cap:

» (Cac nha cung cép c6 thé thé hién sttc manh méc ca ddi véi cac thanh vién
trong mot nganh bang cach de doa ting gia hay giam chat lugng san pham
hodc dich vu. Cac nha cung cip hung manh c6 thé vat kiét loi nhuan trong
mot s& nganh néu nganh d6 khong thé ting gia ban dé bu dap su gia ting
chi phi dau vao.

*  Moi nhém nha cung s€ c6 strc manh mac ca néu théa mén nhiing diéu kién
Sau:

e Nganh cung cip do mét vai cong ty théng tri va c6 tinh tap trung
cao hon nganh khach hang

e Khong bi budc phai canh tranh véi nhiing san pham thay thé khac

e Nganh mua hang khong phai 1a m¢t khach hang quan trong cta
mot nhom nha cung cap.

e San phim cta cac nha cung cip 1a mot ddu vao quan trong ddi
véi nganh khach hang.

VINAMILK



e Céc san pham ctia nhém nha cung cép c6 dic trung khéac biét
hodc gy ra chi phi chuyén d6i.
e Nhom nha cung cip de doa tich hop nganh khach hang
2.1.3. Phan tich moi truong noi bg:
2.1.3.1.  Phan tich chudi gi4 tri:
Pé dua ra chién lugc cho doanh nghié¢p thi viéc xac dinh nguén lyc ctia doanh nghiép
1a rat quan trong, 1 co s¢ dé doanh nghiép xac dinh chudi gi4 tri cia minh, tim ra va
phat trién cac loi thé canh tranh. Két hop véi viéc xac dinh chudi gia tri ctia khach hang
cho thay kha ning dap tng thuc su cta doanh nghiép ddi voi nhu cau khach hang va
chi ra nhitng diém ma doanh nghiép can diéu chinh
Chudi gi4 trj ctia cong ty ( day chuyén gid tri - value chain) 1a tong hop cac hoat dong
cé lién quan cua doanh nghiép tao va lam gia tang gia tri cho khach hang
H¢ théng tao gia tri: La mat chudi cac hoat dong tao gia tri, bt dau tir khau nghién ctru,
thiét ké cho dén cung cap, san xuét, phan phdi, dich vu cho khach hang nhim 1am ting
gié tri theo khéch hang
Theo Michael E.Porter: Khi tao dugc gia tri cho khach hang 16n ma doanh nghié¢p lai
b6 ra it chi phi ddn dén ting hiéu qua san xuat — kinh doanh.
Y nghia phan tich chudi:
o Xac dinh dugc diém manh, diém yéu trong hoat dong hién tai cia doanh
nghiép, gitp doanh nghiép lya chon dugc linh vyc dau tu, chép duoc thoi co.
Xac dinh duoc loi thé canh tranh

O
o Lam cho qua trinh t6 churc thyc hi¢n tot hon
o Lam tang gia tri khach hang
o Lam hi€u qud hoat dong chung tang l1én, nhd c6 co s chon chién lugc, linh vuc
dau tu va to chirc thuc hién.
Cac CAu tric ha ting cia coéng ty
(QT téng quan, hoach dinh chién lwvoc, KH, ké todn, tai chinh, IT)
hogt Quan tri nguén nhan lec
df)ng (Tuyeén chon, huin luyén, dao tao. phat trién, hé théng dii ngd)
= Phat trién céng nghé
ho (R&D, thiét ké, cai tién san phim va quy trinh, tim NVL_ NCTT)
tro Mua sim
( Mua nguvén vit liéu thé, mdy moc thiét bi. cung ceip= dich vu)
Cac hoat Van hanh Cac hoat Marketing va Dich vu
déng diu vao . déng diu ra ban hang 2 33
(MM. 1dp hiu mai
(Lvu trix, s& | rdp. san xuat.| (Bao bi,luvu (Quang cdo, (Lip dat,
dung NVL thé | phuting, van| kho va phan khuyén mai, dinh stra chiva,
va xép hang | hanh, kiém loai nhimg gid. kénh phan bao hinh)
vao kho) tra) san pham) phéi)

Cic hoat déng chi véu
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2.1.3.2.  Xac dinh chudi gia tri cua doanh nghiép:
- Xéc dinh cu thé céc hoat dong chu yéu va cac hoat dong hd tro tao gid tri gitip nha quan
tri d& dang xay dung chudi gia tri cia cong ty cin ctr trén chudi gia tri khach hang.
- Céc hoat dong chu yéu:
o Hoat dong cung tng dau vao:
= Tinh dung din cua hé thong kiém soat toan kho va nguyén vit liéu
» Hiéu suét cta cac hoat dong toan trir nguyén vat li¢u
o Hoat dong san xuat (dich vu):
= Ning suét cia cac thiét bi so véi ning suat ciia nha canh tranh chi yéu
= Sy phu hop ctia qua trinh ty dong héa san xuét
= Hiéu qué cta hé thdng kiém soat san xuat va thiét ké cac budc cong viée
o Cac hoat dong dau ra;
= Tinh dung lic va hiéu suit cta viéc phan phdi san pham va dich vu
» Hiéu suét cua cac hoat dong toan trir thanh phém
o Marketing va ban hang:
= Hiéu qua cta viéc nghién ciru thi truong trong nhan dang nhu cau va cac
phan khac khach hang
= Luong gia cac kénh phan phdi khac nhau.
»  Mtrc dong vién va nang luc cta lyc lugng ban hang
= Sy do6i méi cac hoat dong khuyén mai va quang cdo
= Sy phat trién ciia hinh anh vé chat lugng va danh tiéng
= Muec do su trung thanh ddi véi nhan hiéu cua khach hang
= Miic d6 thong tri thi trudng trong mot phan khuc thi truong hay trong
toan bo thi truong
o Dich vu hau méi:
» Cac phuong tién cua viéc thu hit nhirng dong gop cua nhitng khach
hang trong viéc hoan thién san pham
= Sy sin sang, nhanh chéng chd ¥ toi nhitng khiéu nai cua khach hang
=  Su phu hgp cta chinh sach bao hanh va bao dam
= Ning lyc trong viéc cung tng cac bd phan thay thé va cac dich vu sta
chira
- Céc hoat dong hd tro:
o Quan tri nguén nhan luc:
= Sy twong thich cta co ciu to chirc va chién lwge ngudn nhan luc véi
chién lugc cua cac SBU va chién lugc tong thé cong ty
» Hi¢u qua cua cac thu tuc cho viéc tuyén md, huan luyén va dé bat tit ca
cac cap cla nguoi lao dong
= Sy phu hop ctia hé théng phan thudng cho dong vién, thach thirc nhan
Vién
= MBOi truong 1am viéc nham giam thiéu sy vang mat va ty 18 thuyén
chuyén & murc ¢ mong doi
* Nhiing quan h¢ v6i cong doan
» Su tham gia tich cyc cua cac nha chuyén mon
* Muc do dong vién va thoa man ctia nguoi lao dong
o Phat trién cong nghé:
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Su thanh cong cia cac hoat dong nghién ciru va phat trién (trong d6i
m&i qué trinh va san pham)

Chat lugng cuia quan hé lam viéc gitra can b cua bd phan nghién ctiu
phat trién v6i bo phan khéc.

Tinh kip thoi cta cc hoat dong phat trién cong nghé trong viéc dap tmg
thoi han cdt 16i

Chat lugng cua cac phong thi nghiém cua céc nha khoa hoc va ctia cac
k¥ thuat vién

Ning lyc cia méi trudng lam viée trong viée khuyén khich sang tao  va
doi moi

o Mua sim:

Phat trién cac nguén dau vao khac nhau nham giam thiéu su phu thudc
vao mot nha cung cap

Mua sim nguyén vét liéu dua trén co s& dung thdi gian, hay chi phi thip
nhét c6 thé; hay muc do chat luong c6 thé chép nhan

Thi tuc cho viéc mua sam nha xudng, may mic va Xay dung

Phat trién cac tiéu chi cho cac quyét dinh thué hodc mua

Nhitng quan hé tot va lau dai voi cac nha cung cép tot

o Ciu tric ha ting cta cong ty:

2.1.3.3.

Nang luc trong viéc nhan dang co hdi kinh doanh san phém modi1 va
nhimg de doa tiém ning cua moi truong

Chat luong cua hé théng hoach dinh chién luoc dé dat muc tiéu cia
cong ty

Su phédi hop va hoi nhap cua tat ca cac hoat dong c6 lién quan toi day
chuyén gia tri giita cdc bo phéan ciia to chic

Ning lyc trong viéc dat toi cac ngudn von voi gia ré

Mirc d6 ctia hé théng thong tin hd trg viée ra cac quyét dinh chién luoc
va hang ngay

Thong tin chinh xac va kip thoi cho viée quan 1y moi truong canh  tranh
va tong quat

Nhirng quan hé véi nhitng nguoi ra quyét dinh chinh sach va véi cac
nhom loi ich

Hinh anh trong cong dong va su gin bo voi cong ty

Quy trinh phan tich va chon chudi gia tri cia doanh nghiép:

- Céc van dé& dit ra d6i voi doanh nghiép.
o Can tang dau tu vao hoat dong nao dé tao ra nhiéu gia tri cho khach hang?
o Lam thé nao dé doanh nghiép hoat dong c6 hiéu qua?
o Lam thé nao dé doanh nghiép canh tranh c6 hiéu qua ?

- Gom c6 3 bude:
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Buwoc 1 Bwdc 2 Buwoc 3

Nhin dang Chon chudi

chudi gia tri

So sanh
chuoi

thich hop cua
cty dap tmg ht
gia tri KH

Khach hang - So sanh véi cac chuan mre - Tang gia tri cho

Doanh nghiép cua nganh (khach hang) khach hang

Déi thit canh tranh - So sanh theo thoi gian - Hoat dong co6 hiéu qua
- Nhan dang cac nhan té thanh - Canh tranh c6 hiéu qua

Cong cot 16i va cac nha canh
tranh chu yéu

2.2. Phén tich SWOT:

- Mot ma tran chién lugc hai chiéu trong d6 mot chiéu thé hién diém manh va diém yéu
trong doanh nghiép, mot chiéu thé hién sy de doa va co hoi giup ta xac dinh dugc vi thé
ctia doanh nghiép trong qua trinh hoach dinh chién luoc ciia doanh nghiép

- Su phdi hop c4c diém manh, diém yéu vdi cac co hoi va nguy co hinh thanh ma tran
SWOT va cac phuong an chién luoc 6 thé lya chon.

- Céc budc tién hanh:

o Du bao
o Lap 3 bang phan tich dinh luong: Mo6i truong vi mo, moi treong vi mo, hoan
canh nd1 bd
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o Phan tich SWOT
Moi treong | Co hoi (O) Nguy co (T)
Bén ngoai L L
2.Liét ké co hoi 2.Li¢t ké nguy co
Hoan cénh 3. 3.
noi bo
Mat manh (S) Céc chién lugc SO Céac chién lugc ST
1. 1. 1.
2. Liét ké diém manh | 2.Str dung diém manh dé tan | 2. Vuot qua nhimg bat tric bang
3 dung co hoi tan dung cac diém manh
3. 3.
4, 4,
Mit yéu (W) Céc chién lugc WO Céac chién lugec WT
1. 1. 1.
2. Lidt ké diém yéu 2. Han ché cac mit yéu dé loi | 2. Téi thiu hoa nhitng diém
3. dung céc co hoi yeéu va tranh khoi cac moi de
3. doa
3.

- Chuy: TAt ca cac co hoi, de doa, diém manh, diém yéu phai c6 lién quan dén doanh
nghi¢p. Chi chon nhitng co hoi dugce coi la vu tién va de doa c6 nguy co cao, nhiing
diém manh, yéu c6 tdm quan trong déng ké doi véi cong an viée lam cua doanh nghiép.

2.3. X&c dinh sir ménh va muc tiéu chién lwgc:

2.3.1. Xac dinh sir ménh:

- S ménh ( chirc nang, nhiém vuy) 12 ménh dé néu 1én cac nguyén tac kinh doanh, muc
tiéu, triét Iy, tin diéu va cac quan diém cua cong ty, tir d6 xac dinh [inh vyce kinh doanh,
loai san phém co ban (loai hinh dich vu chinh), linh vuc cong nghé, phuc vu cac nhém
d6i twong khach hang hang dau, dap Gmg nhu can thi truong.

- Nhiing yéu t6 chinh anh hudng dén viéc dé ra sir mang:

O

O
O
O
O

Lich st cong ty

S& thich hién tai ctia Ban lanh dao va cta chua sé hiru
Céc 1y giai vé moi trudong, du bao nhu cau

Ngudn lyc hién c6

Céc kha nang dac biét

- Noi dung chinh ctia mot ban tuyén bd s mang:

1.

o

Khach hang: Ai 1a nguoi tiéu thu cia cong ty?

San pham hoic dich vu: Dich vu hay san phdm chinh cta cong ty 12 gi?

Thi truong: Cong ty canh tranh ¢ dau?

Cong nghé: Cong nghé co 1a mbi quan tim hang dau cua cong ty hay khong ?
Lua chon loai cong nghé gi?

Su quan tdm ddi v&i van dé sdng con, phat trién va kha nang sinh lgi: Cong ty
¢6 rang budc voi cac myc tiéu kinh té hay khdng?

Triét ly: Pau la niém tin co ban, gia tri, nguyén vong va cac uu tién triét 1y cua
cong ty?
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9.

Ty dénh gia vé minh: Nang lyc dac bi¢t hoac uu thé canh tranh chu yéu cua
cong ty la gi?

Moi quan tdm dbi voi hinh anh truée cong dong: Hinh anh trude cong dong co
12 mbi quan tdm chu yéu ddi v6i cong ty hay khdng?

Moi quan tdm dbi véi nhan vién: Thai do cta cong ty ddi voi nhan vién nhu
thé nao?

2.3.2. Xdc dinh muc tiéu chién lwoc:
- Muc tiéu chién luogc dai han:
Cac muc tiéu dai han thudng duoc 4n dinh cho cac linh vuc chi yéu sau:

0O O O O O O O O

O

Mt lgi nhuén, lgi nhuan/vén dau tu cao trong dai han
Vi thé canh tranh

Phan tram thi phan chiém linh

Vi tri dan dau vé cong nghé

Trach nhiém trudc cong luan

Muc tiéu chién lugc:

Muc ti€u tang trudng nhanh.

Muc tiéu ting trudng on dinh.

Muyc tiéu suy giam.

- Muc ti€u chién lugce ngan han:

Tiéu chuan cua muc tiéu chién lugc:

O
O

O
O

Su cu thé

Tinh linh hoat, c6 thé diéu chinh tly theo thdi co, nguy co, ngudn luc
Kha ning c6 thé do ludng duoc

Tinh phu hgp gitta cac muc tiéu

Kha ning chip nhan dugc

2.4. Phdn tich cdu tric kinh doanh:

- Phan tich cau trtc kinh doanh nham tim kiém nhiing chién lugc chung cho toan doanh
nghiép cling nhu nhitng chién luoc riéng cho timg don vi chirc nang. Phan tich nay phu
hop cho cac doanh nghiép kinh doanh da dang.

- Céc cong cu phan tich cdu trac nganh kinh doanh:

O

Ma tran GE (General Electric)

= Khong thé xac dinh dugc muc tiéu phu hop cho mdt SBU ma chi can ctr
vao vi tri ctia nd trén ma trin ting trudng - thi phan. Néu bo sung thém
cac yéu t6 phu thi ma trin ting trudng - thi phan c6 thé c6 vé 1a mot trudng
hop dac biét cia ma tran danh muc dau tu da yéu td clia ma General
Electric (GE) 1a ngudi dau tién duara

= MOi xi nghiép déu duoc xép hang theo hai tiéu chi strc hip din cua thi
truong va stcc manh ciia xi nghiép. Hai yéu t6 nay c6 y nghia tuyét ddi dé
xép hang mot xi nghiép. Cac cong ty s& thanh dat khi tham gia nhiing thi
phan hap dan va xi nghiép c6 du sttc manh dé gianh thing loi trén cac thi
truong do.
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Minh hoa ma tran sy hap dan nganh cua SBU

Trong s (d6 quan Diém dat dugc Gid tri
Nhiing yéu t6 xac dinh trong ctia yéu t déi | ( mure do ma cong '
STT A ax PN
muc hap dan ctua nganh v6i nganh) ty dat duoc) B xS
(Pi) % i (1-5) (PixS)
1) (2) 3) (4) (5)=(3) x (4)
1 Kich ¢& thi truong 0,2 4 0,8
5 Ty ‘le tan% trudng thi 0.2 5 1
trudng/ nam
3 Loi nhuan bién té lichsa | 0,15 4 0,6
4 Cuong do canh tranh 0,15 2 0,3
5 Khé nang cong ngh¢ 0,15 4 0,6
6 Do nhay cam lam phét 0,05 3 0,15
7 Su phu t,huoc flguon nang 0,05 ) 0.1
lugng (tinh thoi vu)
Nhiing tac dong moi
8 truong (XH, chinh tri, luat | 0,05 3 0,15
phap)
Tong cong 1,00 3,7
Minh hoa ma tran vi thé canh tranh cua SBU
Nhimg yeu t6 xac dinh stre | 0 o8 Piém dat duoe | Gid tri
STT | manh cua cong ty trong
nganh Pi % Si (Pix Si)
o O ©) (4) (5)=(3) x (4)
1 Thi phan Tuong ddi 0,1 4,0 0,4
2 Sy tang truong ctia thi phan | 0,15 2,0 0,3
3 Chét lugng san phém 0,1 4.0 0,4
4 Uy tin nhan hiéu 0,1 5,0 0,5
5 Kénh phan phéi 0,05 4,0 0,2
6 Hiéu qua chiéu thi 0,05 3,0 0,15
7 Kha ning san xuat 0,05 3,0 0,15
8 Hiéu qua ban hang 0,05 2,0 0,1
9 Gia thanh don vi 0,15 3,0 0,45
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10 | Nhimng nha cung tng tdivu | 0,05 5,0 0,25

11 | Nghién ciru phat trién 0,1 3,0 0,3

12 Hiéu qua quan tri 0,05 4.0 0,2
Téng cong 1,0 3,4

’ Xily dymg 6 chon ke

+ Bao vé / tdp tnmg ki diu
tu oo chon ke

Cao
¢+ Chuyén mdn hia theo thé

Sy manh hin han
+ Tim cich khic phuc digm yéu
din :
¢ Rt lui néu thiy thidu sy phit
trién vimg chic
cua LY
thi Chonlge/ quan iy
Kiém 1dri
truemg T

+ Baa v¢ churemg trmh hién ¢
binh

¢ Tap trung dsu & vao nhimg
khoc thi mnimg o6 nhidu ki
mdng sinh kn va rin ro Twong
dii thip

"-)

Tép trung diu tu ting
truimg da dang hoa san
phim

+ Quin 1y dé kiém ki

+ Tap trung vao cic kinic
trucrng hip din
+ Bao vé nhimg d¥m manh

5 367 233
1 Vi tri canh tranh qia cong ty

o Ma tran BCG (Boston Consulting Group)

* Ma trdin BCG dugc dua ra 1an dau boi Bruce Henderson ctia Boston
Consulting Group vao nim 1970 nham muc dich gitp cac cong ty phan
tich mo hinh kinh doanh ctia ho ciing nhu cac San pham, dugc san pham
trén thi truong. Ma tran dugc st dung nhiéu trong viéc nghién ciru
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marketing, thwong hiéu, san pham, quan tri chién luoc va phan tich danh
muc dau tu.

* Ma tran c6 hinh vuéng nhu hinh trén, bao gém bdn 6 va duge dit tén
nhu sau:

o BO SUA: Hinh tuong nay twong Gmg v6i san pham ctia cong ty dang c6 thi phan
16n trong mot thi truong ¢ toe do ting truong thip hodc da bio hoa. Coéng ty
nén tranh thu “vit kiét” loi nhuén tir san pham nay va dau tu thdp nhat & muc c6
thé dé duy tri

o CHO: Hinh tugng ndy twong Gng v4i san pham cta cong ty dang c6 mot thi phan
nho trong mot thi trudng c6 tée d6 ting truong thap hodc di bad hoa. Doanh thu
khong du dé bu dap chi phi va kho ma duy tri kinh doanh lau dai. Can nd luc dé
dua san pham tré lai vi tri BO SUA hodc néu khéng thé thi tdt nhat 1 nging
kinh doanh san pham nay

o NGOI SAO: Hinh tugng nay twong Gng véi san pham cia cong ty dang co thi
phan 16n trong mot thi trudng co téc d6 ting trudng cao. Can dau tu manh dé
chiém linh vi tri dan dau va duy tri vi tri d6 dén lac toc do tang truong cua thi
truong giam, san pham s& chuyén sang vi tri BO SUA, luc nay doanh nghiép s&
vt sita thu loi nhuan.

o DAU CHAM HOI: Hinh tugng nay twong Gng voi san pham cua cong ty dang
c6 thi phan thap trong mot thi trudng co6 toc do ting trudng cao. Thudng ton
nhiéu chi phi ddu tu nhung loi nhuan thu vé thap vi thi phan cta cong ty con nho.
Cong ty nén nd lyc tang thi phan dé dua san pham tir vi tri dau hoi sang vi tri
NGOI SAO rdi vi tri BO SUA dé thu dugc nhiéu loi nhuan, nhung néu nhu
khong nhanh chong gia ting duoc thi phan, toc do ting trudong cua thi truong
mot thoi gian sau s€ cham lai va san phém s¢€ bi roi xuéng vi tri CHO. Vi vay khi
san phém & vi tri DAU CHAM HOI thi can phai xem xét can than dé xac dinh
xem c6 nén dau tu hay khdng

20% ; ;
To Ngoi sao Dau cham hot
T 18%
g
15%
tang
cua 10% )
_ Bo tién Cho
phin %
4%
10 3 4 15 1 0.7 0.5 02 0

Thi phin twong déi
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o Ma tran chién lugc chinh:

Sw ting trwéng thi treong

Il
Phét trién thi truong
Tham nhap thi trudong
Phat trién san pham
Két hop theochiéu ngang
Loai bot
Thanh ly

o0k wh

1&

1. Phat trién thi truong

2. Tham nhéap thi truong

3. Phat trién san pham

4. Két hop vé phia trude

5. Két hop vé phia sau

6. Két hop theo chiéu ngang
7. Pa dang hoa tap trung

[
»

&
w

Vi tri canhtranh yéu

v

1. Giam bét chhi tiéu

2. Padanghoa tap trung

3. Padanghéa theo chiéu ngang
4. Pa dang hoéalién két

5. Loai bot

6. Thangly

Vi tri canh tranh manh

1. Pa dang hoa tap trung

2. Pa dang hoa theo chiéu ngang
3. Pa dang hoa lién két

4. Lién doanh

Swu tang trwéng thi tredng cham

2.5. Chién luoc cip cong ty:

- Chién lugc cap cong ty nham vao myc dich lam sao dé dat nhirng muc ti€éu ma cong ty
dé ra. C6 nam ye€u t6 anh hudng dén chién lugce; san pham, thi trudng, nganh nghé, cap

d6 nganh, cong nghé. Gom cac loai chién luoc sau:
2.5.1. Chién luoc tang trudng tdp trung:

o La chién lugc chu dao dét trong tm vao vi€e cai tién san pham hoac thi truong

hién c6 ma khong c6 su thay doi bat ky yéu té nao khac.

o Khi theo dudi chién lugc nay cong ty can hét stc ¢b gang khai thac hét co hoi co
dugc vé san pham dang san xuat hoac cac thi truong hién dang ti€u thu bang cach

thuc hién t6t hon cac cong viéc ma ho dang tién hanh.

Bang thay dbi chién luoc ting truéng tap trung

San pham Thi truong

Nganh

Cap do nganh | Cong nghé

Hi¢én dang san | Hién tai hodc

xuat hoac méi | moi

Hién tai

Hién tai Hién tai

o C6 ba phuong an chién luoc tap trung:

= Chién lugc thAm nhap thi truong: La tim cach tang trudng cac san phém

hién dang san xuét trong khi van giit nguyén thi trudng hién tai dang tiéu
thy, thong thuong béng cac nd luc manh mé& trong cong tdc Marketing.

=Chién lugc phét trién thi truong: LA tim cach tang truéng bang con
duong tham nhap vao céc thi truong méi dé tiéu thu san pham hién tai
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Chién luoc phat trién san pham: La tim cach ting trudng thong qua viéc
phat trién cac san phadm méi dé tiéu thy trong cac thi trudng ma cong ty
dang hoat dong. Cac cach thuc hién nhu: Tap trung cai tién mot san phém
riéng biét, phat trién co cau san pham.

2.5.2. Chién luoc tang truéng bang con dwong héi nhdp (lién két):

o Chién lugc nay thich hop d6i v6i cac cong ty kinh doanh cac nganh kinh té manh
nhung dang do du hodc khonged kha ning trién khai mét trong cc chién luoc
tap trung, thich hop khi co hdi sdn c6 phit hop v6i cac muc tiéu va chién luoc dai
han ma cong ty dang thuc hién.

o Chién lugc nay cho phép ciing ¢6 vi thé cua cong ty va cho phép phat huy day
dua h(m kha nang k¥ thuat cia cong ty. MB&i chién luge 1a mét sy dich chuyen dén
cac cp do méi trong nganh, bao gém kinh doanh céc san pham chu chdt, thi
truong hién tai ciia nganh, concong nghé van giit nguyén nhu cil.

Bang thay ddi chién lugc hoi nhap

San pham

Thi truong Nganh Cap donganh | C6ng nghé

Hién dang san
xuat

Hién tai Hién tai Moéi Hién tai

o Co hai dang chién lugc hoi nhap:

Chién luoc hoi nhap doc nguoc chidu: La tim sy ting trudng bang cach
nam quyén s& hiru hodc tang sy kiém soat d6i véi ngudn cung g nguyén
liéu. Khi thyc hién hoi nhap doc nguoc chibu, trong ndi bd cong ty nén
thiét 1ap cac ngudn cung ing ciia minh bang cach thanh lap cong ty con.
Hoi nhap v6i bén ngoai cling mua dit cac co s¢ cung (mg hang cho cong
ty.

Hoi nhap doc thuan chiéu: La tim céach tang trudng béng cach mua lai,
nam quyén sé hiru hay tiang su kiém soat ddi v6i cac kénh chirc ning tiéu
thu gan véi thi trudng dich, nhu hé théng ban hang va phan phdi hang.
Cong ty c6 thé hoi nhap doc thuan chiéu trong ndi bd cong ty béng cach
thanh 14p cac co s san xuat ciia minh, cac luc luong ban hang, hé thong
ban si hodc mang ludi ban 1é. Viéc hdi nhap thuan chiéu voi bén ngoai
duoc thuc hién bang cach mua lai cic co s& dang thuc hién chirc ning ma
cong ty dang can.

2.5.3. Chién lwoc tang trudng bang cdach da dang hoa:

o Chién lugc nay thuc hién viéc md rong kinh doanh sang cac nganh c6lién quan
hoic khonglién quan, thich hop d6i véi cong ty nao khong dat duoc muyc tiéu
tang truéng trong nganh cong nghiép hién thoi va cac san pham thi truong hién
dang kinh doanh.

o Cac 1y do khac khién cong ty nén da dang hoa :

Thi truong cua mot hay nhiéu co s¢ dang tién t6i bao hoa hodc suy thoai
trong chu ky séng san pham

Co s dang hoat dong cd sd du tién vbnco thé dau tuw vao mot noi khéc
6 loi nhuan cao hon

Doanh nghiép méi c6 thé mang dén két qua vuot du kién

Phap luat vé chdng doc quyén cAm, mé rong kinh doanh trong nganh cong
nghi¢p hién tai ma cong ty dang tham gia
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O

= (6 thé tranh 16 do thué

= (6 thé tham nhép thi truong qudc té trong mot thoi gian ngén

= (6 thé nhanh chéng tiép thu ndm bat ki thuat

= C0 thé trung dung cac giam dbc diéu hanh cé nhiéu kinh nghiém hoic

nang d& can b dang lam viéc.

Da dang héa dong tdm: La tim cach ting trudng bing cach hudng téi cac thi
truong moi, voi cac san pham méi pht hop voi cong nghé va marketing ciia san
pham hién dang san xuét, co thé mang lai két qua vuot du kién. Chia khoa dé
thuc hién da dang hoa déng tam la tranh thu cac nguén luc, vu thé nodi bd chu
yéu ctia cong ty

Bang thay dbi chién lugc da dang hoa dong tam

San pham Thi trudng Nganh Cap do nganh | Cong nghé
Moéi Méi Hién tai hoac | Hién tai Hién tai hoac moi
moi
o Pa dang hoa ngang: La tim cach tang truang bang cach huéng vao thi truong

dang tiéu thu voi nhitng san pham mai c6cong nghé khong lién quan dén cac san
pham hién dang san xuat nhung c6 su phl hop ¢ y nghia chién luoc vé mot
phuong dién nao d6 cia san pham. Céac doanh nghiép san xuat cé thé tu tim céch
huéng téi nguoi trung gian hoac khach hang cudi ciing.

Bang thay d6i chién luoc da dang hda ngang

San pham Thi trudng Nganh Cap d6 nganh Cong nghé
Moéi Méi Moéi Hién tai hoac  Moi
moi

O

Pa dang hoa t6 hop: La tim céch ting truong bang cach hudng t6i cac thi truong
moi voi cac san pham moi ma vé mat cong nghé khong lién quan gi dén san
pham ma cong ty dang san xuat. Tuy vy can phai c6 thém nhiing yéu t6 dé dam
béo su pht hop ¢6 ¥ nghia chién lugc.

C6 thé str dung chién lugc da dang hoa t6 hop dé khac phuc nhitng khuyét diém
nhu tinh thoi vy, thiéu tién von hodc kha ning thu nhap thiéu mot trong sd kha
nang trinh do nhat dinh hodc khong ¢ co hdi hap dan vé diéu kién méi truong.

Bang thay d6i chién luoc da dang héa té hop

San pham Thi truong Nganh Cép do6 nganh Cong nghé
Moéi Moéi Moéi Hién tai hoac  Moi
maoi
2.5.4. Chién luoc suy gidm:

O

Chién lugc suy giam thich hop cho cong ty can sap xép lai dé tang cudong hiéu
qua mdt thoi gian tang trudng nhanh, khi trong nganh khdong con co hgi tang
truong dai han va lam an c6 13i, khi nén kinh té khéng 6n dinh hodc khi ¢6 co
hoi khac hap dan hon cac co hdi ma doanh nghiép dang theo dudi.
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o O cip cong ty co chién luoc suy giam mot cach co ké hoach nhu sau:

= Chién luoc cit giam chi phi: Pay 1a bién phap lui budc va to chirc lai, cac
chién luoc ngén han tam thoi hudng vao viée cit giam cac bd phan khong
mang lai hiéu qua va céc van dé kho khan tam thoi lién quan dén diéu
kién méi truong (giam chi phi, ting ning suit)

=  Chién luge thu lai von dau tu: Thu hoi lai von du tu & cac noi hoat dong
khong hiéu qua nham phan bd lai ngudn lyc dé 1am song lai cac doanh
nghiép va tao ra cac co hoi kinh doanh khac.

= Chién luoc thu hoach: Tim cach ting tdi da ving ludn chuyén tién vi muc
dich truéc mat bat chap hau qua lau dai thé nao. Cac doanh nghiép can
giam thiéu chi phi dé thu hdi ngudn tién (chién luge duoc ap dung & cac
doanh nghiép it c6 kha nang c6 lai va tuong lai khong sang Sua)

= Chién luoc giai thé: La bién phap bit budc cudi cing so voi cac chién
lugc suy giam khéac, khi ma toan bo doanh nghiép ngurng hoat dong.

2.6. Chién lirgc cdp don vi kinh doanh:
2.6.1. Chién luoc canh tranh:

o Chién lugc chi phi thap: Chién lugc ndy nham vuot 1én ddi thi bang cach tao ra
nhitng san pham dich vu v&i chi phi thap nhat, chi nham dap Gmg chi nhiing khach
hang trung binh. B phan Marketing ¢ ging nhan nhitng don dit hang véi khoi
luong 16n, 6n dinh, khau nghién ctru va phét trién tip trung vap hoan thién qua
trinh san xut, bo phan san xuat thuc hién co gi61 hoa hién dai hoa. DPé dam bao
theo day chuyén, vin dé quan Iy vat tw nguyén vat liéu 1a quan trong nhat. Thoi
gian sir dung co cdu tip trung vao tng dung tiéu chudn ISO, kiém soat sb lugng
va chat luong chat ché.

= Loi thé: C6 thé dam phéan, mua lai nguyén liéu lo 16n, gia ré, c6 thé ban
lai lo 16n, gia théip, tao rao can xam nhap cao.

= Nhuogc diém: D6i thi ¢6 thé bat chude san pham, c6 cong nghé mébi, san
xuat gia thanh ré hon, bi canh tranh manh, khong dap tng duogc thay d6i
ctia khach hang & tang cao.

o Chién luoc khac biét hoa : Nham dé san xuat ra san pham duy nhat, tiéu biéu doc
dao, da dang. Bﬁng cach: Dinh gia vuot troi, thu hat khach hang 1on nhung doi
hoi chi phi 16n.

= Loi thé: Lam cho khach hang thoa man nén ho c6 thé chap nhan gia cao,
tao ra sy trung thanh véi san phém, tao rao can xan nhap cao, thuc hi¢n
chién luge di trudc mot bude.

= Khoé khan: Kha ning duy tri tinh khéc bigt hoa, doc dao cia san pham sé
khién doanh nghiép dau tu rat nhiéu vé khau tim hiéu ky nhu cau khach
hang va khau nghién ctu phat trién. Chi phi bo ra Ién, nhung nguy co san
pham khong dugc chap nhan ciing cao.
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Chi phi thap Khéc biét hoa

Chién lugc chi phithdp | Chién lugc khac biét hoa
Rong

Chién luoc tap trung dua Chién lugc tap trung dua

Hep g ;
vao chi phi thap nhat vao khac biét hoa

Cé4c chién lwgc canh tranh

o Chién luoc phan &ng nhanh: Phat trién san pham mai, c& nhan hda cac san pham,
hoan thién cac san pham hién hiru, phan phdi cac san pham theo don dit hang,
rut ngan thoi gian tir khi nhan don dat hang dén IGc khach hang nhan duoc san
pham, diéu chinh hoat dong marketing, quan tdm dén nhitng yéu cau thay doi
cua khach hang.

2.6.2. Chién luoc tang trudng tdp trung:

o Chién luge nay nham phan doan mdt thi truong han ché, mot phém cép nhét dinh
chtr khong canh tranh trén toan bd thi truong, chi trén mot pham vi thi truong
nhat dinh.

o Chién lugc xam nhap thi trudng: Chién luoc niy thong qua viée ting thi phan va
qang quy mo téng thé (ttrc 1 1am cho nhiing nguoi trude day chua st dung trd
thanh nguoi st dung)

= Ting thi phan bang cach tang sitc mua san pham, 16i kéo khach hang cta
dbi tha canh tranh, mua lai cac @i thu canh tranh truc tiép.

o Chién lugc phat trién thi truong: Tim thi trudng trén cac dia ban méi, tim thi
truong muc tiéu méi, tim cac gia tri sit dung méi ciia san pham.

o Chién lugc phat trién san phdm: Bao gdm phat trién mot mat hang va nhém mat
hang.

= Chién lugc phat trién mot san pham riéng biét bang cach cai thién tinh
nang san phﬁm, cai thién chat luong, kiéu dang va tao thém mau m3, bao
bi, mau sac.

= Chién luoc phat trién co cdu nganh hang bang cach kéo din co CAu mit
hang hoac lép kin co cu mat hang hodc hién dai hoa co cAu mat hang,
mg dung cong nghé mdi, kiéu dang méi.

2.6.3. Chién luoc theo chu ky séng san phdm va chién luoc theo cdc giai doan phdt
trién nganh

o Chién luoc theo chu ky sdng cta san pham 13 chién luoc cho 4 chu ky cua san
pham:

= Giai doan 1: Tung san pham ra thi trudng

= Giai doan 2: San pham dang trong thoi ky tang truong: Tap trung cai thién
chat luong, bd sung thém pham chit, miu ma méi. Chon ding thoi diém
giam gia dé khai thac vao cac ting 16p khach hang tiép theo, khai thac
cung doan thi truong mai, tim kiém thém kénh tiéu thu méi, tao st dung
cho khach hang.

= Giai doan 3: San pham trong thoi ky chin mui, can dam bao chét luong,
kiéu dang tao ra tinh ning méi cho san pham, chi trong cung doan thi
truong trudc d6 chua khai thac, cai tién hiéu qua ¢ khau san xuat,
marketing.
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= Giai doan 4: San pham dang suy giam, luvong hang hoa ban ra giam manh,
thai d6 cta nguoi tiéu dung thay ddi, chinh sach ctia d6i tha méi 16n
o Chién lugc theo cac giai doan phat trién nganh:
» Giai doan phoi thai
» Giai doan tang trudng
= Giai doan phét trién
» Giai doan chin mui
» Giai doan suy thoai
o Tuy theo timg giai doan ma chung ta c6 chién luoc phi hgp véi tinh hinh cta
doanh nghiép.
2.6.4. Cdc chién lwgc canh tranh theo vi tri cia doanh nghiép trén thi truong:
o Doanh nghi¢p dan dau
o Doanh nghiép thach thirc
o Doanh nghiép theo sau
o Doanh nghiép dang tim ché dung trén thi truong.
2.7. Chién legc cdp chirc nang:
Céc chién lugc cap chire ning nham hd tro viéc thuc hién céc chién luoc cua cac SBU,
cac chién lugc chung cua cdng ty. Cac quyét dinh c6 tinh chién lugc cua cac chién lugc
chire ning bao gom:
2.7.1. Chién luoc marketing:
o Phan tich khach hang dé xac dinh khach hang muc tiéu
o Hoach dinh cac san phém va dich vu
o Dinh gia va phan tich co hdi
o Phan phéi tiéu thu
o Khuyén mai, trach nhiém ddi véi xa hoi
2
o
o

. Chién luwpc nguyén vt liéu va mua hang:
Phan tich nhu cau dau vao, cc nguyén vat licu can thiét
Phén loai nguyén vat liéu, danh gia mirc d6 quan trong va anh huéng dén san
xuat va cht luong san pham dbi voi doanh nghiép

o bua ra dinh huéng phuong thirc mua, lya chon ma nha cung itng hoac tu cung
rng nguyén vat lieu dau vao

2.7.3. Chién luoc nghién citu va phdt trién:

o Chién luoc nghién ciru va phat trién nham doi mai ky thuat, phat trién kinh té
cong nghé. Theo Micheal Porter, cac cong ty cé thé chon 1a ngudi tién phong
hoic theo sau vé céng nghé dé dat duoc loi thé canh tranh vé chi phi thap hoic
khéc biét hoa . Bang sau thé hién cac chién lugc nghién ctu phat trién va loi thé

canh tranh
Di dau vé cong nghé Theo sau vé cong nghé
Loi thé vé chi phi - Pi dau trong thiét ké san - Ha thap chi phi san xuét san
thép pham véi chi phi thap phim bang cach hoc tap
- La cong ty dau tién dat duoc kinh nghiép cta nhiing
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hiéu qua ung dung duong nguoi di trude

cong kinh nghiém - C6 ging bit chude dé tranh
- Tao ra phuong cach hoat chi phi nghién ctru va phat
dong véi chi phi thap trién

Loi thé vé khach biét | - Di dau trong viéc san xudt ra | - Hoc tip kinh nghiém cia
san pham méi, doc dao. ngudi di truée nham lam
- Sang tao phat minh ra cdc | Cho san pham hodc hé
hoat dong lam tang gia trisan | théng phan phdi gan gili,
pham thoa min nhu ciu khach
hang.

2.7.4. Chién luoc vdn hanh/ san xudt:

o Xac dinh xem san pham duoc san xuat nhu thé ndo va & dau, quyét dinh vé mic
d6 hoi nhap doc can thiét, su sap xép cac ngudn luc va méi quan hé véi nguoi
cung cap. Chién luoc canh tranh caia cng ty 1a yéu té quan trong anh huéng dén
¢ hién luoc van hanh phai dugc thiét ké nham dat ti cac muc tiéu caa chién lugc
canh tranh.

2.7.5. Chién luoc tai chinh:

o Xay dung quy va mot cau tric tai chinh thich hop, gitp cong ty dat duoc nhiing
muc tiéu dd dé ra

o Xem xét cac quyét dinh chién lugc cua cong ty & goc do tai chinh va chon cac
quyét dinh tot nhat.

o Hoach dinh duoc tién va xem xét lugng twong quan giita no va von, nhét 13 trong
bdi canh canh tranh nhiéu bién dong khong thé du doan duoc.

2.7.6. Chién luoc nguo”‘n nhan lyc:

o TAt ca cac muc tiéu vach ra déu thuc hién boi con nguoi, do d6 chién luoc nguon
nhan lec ¢ ¥ nghia quyét dinh. Su thanh cong cua té chic phu thudc vao ning
lwc va sy nhiét tinh cua doi ngii lao dong. Tuy theo chién lugc cong ty va chién
lugc cac SBU ma chon chién lwoc ngudn nhan lyc twongang.
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DU & mirc ¢ nao, c&c chién lugc ciing tuan theo mot quy trinh co ban sau:

Cép cong ty

Phén tich moi truong

Xac dinh muc ti€éu va nhiém vu
Phan tich lwa chon chién lugc
Thuc hién

Kiém soat

Thong tin

Ciép don vi kinh dbanh (SBU)

Phan tich méi truong Thong tin
Xac dinh muc tiéu va nhiém vu «—
Phan tich lua chon chién luge

Thuc hién

Kiém soat

Cac chien luge chirc ning

Phan tich méi truong

Xac dinh muc ti€u va nhiém vu
- Phan tich lya chon chién lugc
Thuc hién

Kiém soat
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CHUONG 2: PHAN TiCH MOI TRUONG KINH DOANH CUA VINAMILK

1. Gidi thiéu vé cong ty Vinamilk
1.1. Gidi thiéu chung:

CONG TY CO PHAN SUA VIET NAM
VIETNAM DAIRY PRODUCTS JOINT STOCK COMPANY — VINAMILK

Ma ching khoan: VNM
Linh vuc Kinh doanh chinh:

e San xuét va kinh doanh sita hop, stra bg, bt dinh dudng, banh, sira tuoi, stra dau
nanh, nudc giai khat va cac san pham khac tir stra;
e Kinh doanh thuc phém cong nghém, thiét bi phu tung, vat tu, hoa chit va nguyén

licu;

¢ Kinh doanh nha, moi gidi cho thué bat dong san, kinh doanh kho bai, bén bai, kinh
doanh van tai hang bang 6 t6, boc xép hang hda;
e San xuat mua ban ruou, bia, d6 udng, thuc pham ché bién, ché udng, café rang —

xay — phin — hoa tan;

e San xuat va mua ban bao bi, in trén bao bi, sdn xuat va mua ban san pham nhya.

Liéntuc

phat trién &
hoan thién

GIOI THIEU CONG TY

Tinh theo doanh sb va séan luong, Vinamilk 1a nha
san xuat sita hang dau tai Viét Nam. Danh myc san
pham cua Vinamilk bao gém: san pham chu lyc la
stra nudc va sira bot; san pham c6 gia tri cong thém
nhu sita dic, yoghurt an va yoghurt uéng, kem va
pho mét. Vinamilk cung cap cho thi truong mot trong
nhitng danh muc cé&c san pham, huong vi va quy cach
bao bi ¢ nhiéu lya chon nhit.

Phan 16n san pham cia Cong ty cung cap cho thi
truong dudi dang thuong hiéu “Vinamilk”, thuong
hiéu nay dugc binh chon 1a mét “Thuong hiéu Noi
tiéng” va 1a mot trong nhom 100 Thuong hiéu manh
nhat do Bo Cong Thuong binh chon nim 2006.
Vinamilk cting dugc binh chon trong nhdom “Top 10
Hang Viét Nam chat lugng cao” tir nim 1995 dén
nam 2007.

Hién nay c6ng ty tap trung cac hoat dong kinh doanh vao thi truong dang tang truéng manh
tai Viét Nam ma theo Euromonitor 13 ting trudng binh quan 7.85% tir nam 1997 dén nim 2007.
Pa phan san pham dugc san xuat tai 09 nha may véi tong cong suat khoang 570.406 tan sira
mdi nam. Cong ty s& hitu mot mang ludi phan phdi rong 16n trén ca nude, d6 1a diéu kién thuan
lgi ¢é Vinamilk dua san pham dén s luong 16n nguoi tiéu ding.

San pham cua Cong ty chu yéu duoc tiéu thy tai thi truong Viét Nam va cling dugce xuat khau
sang thi trudng nudc ngoai nhu Uc, Campuchia, Irac, Philippine va My.

1.2. Lich su hinh thanh:

- Nim 1976, tién than 1a Cong ty Stra, café Mién Nam, truc thude Téng cuc Cong nghiép
thuc phém v6i 02 don vi tryc thudc 1a Nha may stra Théng Nhat va Nha may stra Truong

Tho.
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Nam 1978, Cong ty c6 thém nha may bot Bich Chi, nha may banh Lubico va nha may
Café Bién Hoa. Cong ty dugc chuyén cho Bo Cong nghiép Thuc pham quan 1y va cong
ty dugc doi tén thanh Xi nghiép lién hop sita café va banh keo I.

Niam 1989, Nha may sita bo Dielac di vao hoat dong va san pham sita bot va bot dinh
dudng tré em lan dau tién ra mit tai Viét Nam.

Niam 1991, Cudc “cach mang tring” khoi dau hinh thanh chuong trinh Xay dyng ving
nguyén liéu sita tuoi. Lan ddu tién gidi thiéu san phdm sira UHT va sita chua tai thi
truong Viét Nam.

Niam 1992, chinh thitc d6i tén thanh Céng ty Sita Viét Nam va thudc sy quan 1y truc
tiép cua B6 Cong nghiép nhe.

Niam 1996, Lién doanh v6i Cong ty c6 phan déng lanh Quy Nhon dé thanh 1ap Xi
nghié¢p lién doanh sira Binh Dinh, dua nha may stra Ha N6i di vao hoatdong.

Nim 2001, khanh thanh va dwa nha may sita Can Tho tai mién Tay di vao hoat dong.
Nim 2003, Chinh thtrc chuyén doi thanh cong ty ¢ phan vao thang 11 nam 2003 va
d6i tén thanh Céng ty c6 phan Sita Viét Nam cho phu hop véi hinh thirc hoat dong cua
Cong ty.

Nim 2006, Vinamilk chinh thic giao dich trén thi truong ching khoan TP. HO Chi
Minh vao ngay 19.01.2006. Thang 11 khéi dong chuong trinh trang trai bo sira bat dau
tir viéc mua trang trai bo sta Tuyén Quang vdi khoang 1400 con bo sita, trang trai nay
di vao hoat dong ngay sau do.

Nam 2008, khanh thanh va dua nha may sita Tién Son tai Ha Noi vao hoat dong.

Nam 2009, khanh thanh trang trai bo stta Nghé An. Pay la trang trai bo sita hién dai
nhat Viét Nam voi quy mo trang trai 13 3000 con bo sita.

Nim 2010, Cong ty thuc hién chién luge dau tu ra nude ngoai bang viéce lién doanh xay
dung mot nha may ché bién sita tai New Zealand véi von gop 8.475 triéu USD, bang
19.3% vbn diéu 1¢. Khanh thanh va dua nha may nudc giai khat tai Binh Duong vao
hoat dong.

Nim 2012, Nha may sita Pa Néing di vao hoat dong va chinh thirc san xuat thuong
mal.

1.3. Tam nhin va sw ménh:

TAM NHIN — “Tré thanh biéu twong niém tin sé6 mot Viét Nam vé san pham dinh
dudng va suc khoe phuc vu cudc séng con nguoi”

SU MENH - “Vinamilk cam két mang dén cho cong dong ngudn dinh dudng tét nhat,
chat lugng nhat bang chinh su tran trong, tinh yéu va trach nhiém cua minh véi cudc
séng con ngudi va xa hoi”

GIA TRI COT LOI

Chinh triee — Liém chinh, trung thuc trong ang xir va trong tat ca cac giao dich.

Tén trong — Ton trong ban than, tén trong ddng nghiép, ton trong céng ty, ton trong
dbi tac, hop tac trong su ton trong.

Céng bang — Cong bang véi nhan vién, khach hang, nha cung cap va céac bén lién
quan khac.

Tuan thai - Tuan thu phap luat, bo Quy tic wng xir va cac quy ché, chinh sach, quy
dinh cua cong ty.

DPao dirc — TON trong cac tiéu chuan da dugc thiét 1ap va hanh dong mot cach dao
dac.

1.4. So db t6 chirc va Co cdu qudan by(Neuén: BCTN 2012 Vinamilk):
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1.5. Cdc san pham chinh cua Vinamilk:
© SUABOT, BOT AN DAM & SAN PHAM DINH DUGNG

Dieiac Alpha Step 1

Sure
Prevent

Dielac Optimum Step 1 Dieiac Optimum 123 Dieloc Mame
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2. Phan tich nganh sia tei Viét Nam va du bdo dén ndm 2020

2.1. Tong quan nganh sita Viét Nam:

- Nguwoi Viét vin chwa c6 théi quen ding sira: muc tiéu thu sita/ dau ngudi ting  manh
tor 9kg nam 2003 1én 15.7kg nam 2011, ty I¢ tang trudng kép hang nam trong giai doan
nay dat 8.1% nhung so véi muc tiéu thu trung binh cua khu vyc Chau A Thai Binh
Duong néi riéng va thé gigi ndi chung, Viét Nam van vao hang thap nhat. Hién muc
tiéu thu sira tai Viét Nam chi dat 16% so véi mac trung binh caa khu vyc Chau A —
Thai Binh Duong va 7% mitc dinh dudng khuyén nghi hang ngay.
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Hinh 1 — Miec tiéu thu siva binh qudn dau nguoi
(Nguon: Food and Agriculture Policy Research Institute (FARPI)
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Toi thigu Toida

Lurgeng stia tigu thy/ngay cho 1 ngudi truedeng thanh 2 3
(250 mil)

Luwgng sira tigu thuy hang ngay (lit) 0.47 0.7
Lweng sta tiéu thy hang nam (Iit) 172 256
Lwgng sia tigu thu hang nam (ka) 176 264
Lwerng sirva tigu thu trung binh hang ngay (lit) 214

Lwerng sira tigu thy trung binh hang ngay (kag) 220

Nguén: Phong Néng nghiép My (United States Depariment of Agriculiure - USDA)
Bang 1 — Mirc tiéu thu siva khuyén nghi tai My (2.000 cal)
- Phu thugc vao sﬁr} phém sira nhap khau: luong sira §én xut trong nude chi dap
ung dugc 21% nhu cau hién nay, Viét Nam phai nhap khau 79% luong sira tiéu thu.
350 -
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Nguébn: FAPRI
Hinh 2 — Thong ké so luong bo sita va san lwong sita cua Viét Nam
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Nguén: Téng cuc Théng ké, FAPRI

Hinh 3 — Gid tri sita nhdp khdu vao Viét Nam giai doan 2006 — 2012
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- Thi truwdng cé tinh tap trung cao:

o Vinamilk va Friesland c6 tong thi phan 1a 64%, phan con lai cua thi trudng thude
vé cac cong ty nhoé hon. Vinamilk thong linh hiu hét cac phan khic nhu sira
chua, sfta dac c6 duong, va slta nudc. Cac nhan hi¢u nudc ngoai va nhap khau
dan dau thi phan phan khic sita bot.

o Ca Vinamilk va Friesland déu san xuat tit ca cdc dong san pham, tir sira tiét tring
dén sira bot, cac cong ty khac déu nd lyc tham nhép vao cac phan khuc sita udng,
nhung khong cong ty nao cé thi phan tir 5% tro 1én.

o Cac cong ty sita déu dat nha may san xuat thuan loi cho viéc phuc vu cac thi
truong lon 0 mién Bic va mién Nam. Vinamilk 14 cong ty sita duy nhét c6 nha
may tai mién Trung.

Thi phan cdc doanh nghiép nganh sira ndm 2012

45,50%
’-mn"
SUO LY 'f

’ | 20,40% 19,70%

\“'zs'd

LRS- 7.40%

b Y
|. fl 5 @ 3,70% 3,30%

— # .
Vinamilk FieslandCampinz Nestle Hanoi Mk Mead Johnson Cacdoanhnghiép
Nutrition khac

Hinh 4 — Thi phan cdc doanh nghiép sita ndm 2012 (Nguén: Euromonitor)
2.2. Dur bdo phdt trién nganh sita:

o Vigt Nam la nwée dong dan thir 13 trén thé giGi véi toc dé tang truéng dan so
trung binh hang ndm gan 1.1%, véi mat d6 dan sé tré, do tudi dudi 30 chiém
khoang 54.1% trén téng dan s6 (Nguon: Tong Cuc Dén s6 - Ké hoach héa gia
dinh), va thém 1a sy gia ting nhanh chéng cua tang 16p trung luu Viét Nam (theo
danh gia ctia T chirc hop tac va phat trién Qubc té OECD) s6 ngudi thudc tang
16p trung Iuu s€ gia tang tur 8 triéu nguoi hién nay 1én 44 triéu ngudi vao nam
2020, 1a dong luc thic day chi tiéu cho c4c san pham sita va
nuéc giai khat giau dudng chat va tét cho sic khoa tang manh.
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Table: Economic Activity

2011e 2012f 2013f 2014f 2015fF 2016f
Nominal GDP, VNDbn * 2,487 746.4 2,835012.3 3,179.4819 3,597.041.4 4,052,241.5 4.568,752.7
Nominal GDP, US$bn 2 1205 134.8 152.9 1749 199.3 227.3
Real GDP growth, % change
y-oy 2 59 5.3 7.0 72 73 7.4
GDP per capita, US§ * 1,357 1,502 1,686 1,910 2,156 2,436
Population, mn A B8.8 B9y 90.7 a16 az.4 93.3
Industrial production index,
% y-o-y, ave ' 109 8.0 12.0 14.0 13.0 12.0
Unemployment, % of labour
force, eap * 45 5.0 4.8 47 46 4.5

Notes:® BMI esr:mares " BMI forecasts. T at 1994 prices. Sources: * Asian Development Bank, General Statistics Office; * World
Bank/UN/BMI; * General Statistics Office.

Bdng 2 — Du bdo mirc tang déan sé va GDP giai doan 2012 —2016

o Sy d thi hoa ciing xay ra nhanh chéng (hon 3%/niam), cung v4i muic song va
nhan thirc vé sirc khde ngdy cang cao, vi vy xu hudng tiéu thy nhiéu san pham
stra.

o Téc dé tang truwéng thuwe ciia nganh sita dwoc dw bdo sé ting 6.5% /nim. Nhin
chung, mirc tiéu thy sira tai Viét Nam da ting ddng ké; hlen trung binh mot ngu(n
ngudi Viét Nam tiéu thy khoang 15 lit sita/ ndm, con s6 nay van con khé thap
khi so sanh véi mirc 30 lit stra/ ndm & Thai Lan, 45 lit stta /ndm & Singapore hay
46 lit sita/nim & An D9.

o Theo ké hoach phat trién nganh sira ciia B6 Cong Thuong, du bao nhu ciu sita
hang ndm tai Viét Nam s€ dat 211it stta/nguo1 trong nam 2015 va 34 lit stra/ngudi
vao nam 2025, twong dwong muc ting 5.6% niam. Néu xét thém mirc ting trudng
dan s6 vao khoang 0.9%/nam, nganh sita s& dat murc ting trudng thuc duong vao

khoang 6.5%/nam.
Don vi 2010 F2015 F2020 F2025 CAGR
Dan sé Triéu nguoi 86,70 91,13 9530 99,18 0,9%
Nhu cau sira Lit/nguoi 15 21 27 34 56%

Nguén: B6 Céng Thuong (2013)
Bang 3— Dy bao nhu cau siia tai Viét Nam dén nam 2025
o Bén canh d(’)z Bo6 Cong Thuong con chi ra ké hoach mé rong cu thé cho ting
dong san pham. Theo do, stra bdt, stta nudc va stra chua c6 thé dat muc tang
truong thuc 1€n téi 8.9%, 7.9% va 6.1%. Tuy nhién, (}0 da budce vao giai doan
bao hoa, dong sira dic chi gilr muc tang truong khi€ém ton vao khoang 0.7%/nam.
Bang 4 — Ké hoach phdt trién tirng dong san phdm sita

Don vi 2010 F2015 F2020 F2025 CAGR
Stra nwéc Triéu lit 480 780 1150 1500 7.9%
Sira dac Triéu hop 377 400 410 420 0.7%
Sira chua Triéu lit 86 120 160 210 6.1%
Sira bot Nghin tan 47 80 120 170 8.9%

Ngubn: Bé6 Céng Thuong (2013)
o Chinh phii khuyén khich mé rgng trang trai bo sita va ning cao sin lwong,
du kién dén nam 2020, Viét Nam hudng dén muc tiéu tu cung cap 39% luong
stra tiéu thy, [am gidm lugng ti€u thu sira phai nhap khau.
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o Céc doanh nghiép sita tham gia phat trién ving nguyén ligu va chan nuo6i bo theo
hudng trang trai quy mo 16n cong nghlep, nang suit cao, san xuat hang héa va
khép kin tir chin nuéi b0 sira ché bién dén tiéu thu sira thanh chudi khép kin.

o Céng ty Vinamilk dang quan 1y 05 trang trai bo sira, bao gdm trang trai Tuyén
Quang, Ngh¢ An, Thanh Héa, Binh Dinh va Lam Ddong vai tong dién tich 170ha
va tong dan c6 8200 con va trong twong lai dang mé rong cac trang trai bo sita
tai Thanh Hoa, Téy Ninh vé6i quy mé gan 30.000 con bo sita.

o Cong ty sira Qudc té phat trién Vung nguyén li€u tai Ba Vi Ha N§i cho nong dan
vay tién mua bo gidng, tip huin k¥ thuat chin nudi va thu mua sita gia cao
khuyén khich nong dan mé rong phat trién chan nuéi bo sira c6 hiéu qua.

o Cong ty sita TH Milk c6 du an du tu phat trién chin nudi bo sira va ché bién
sita v6i tong kinh phi du tu 1 1.2 ty USD, trong d6 giai doan dau 2009-2012 Ia
350 triéu USD, phﬁn con lai thude giai doan sau. Véi tu van ky thuat cia Cong
ty Afimilk Israel da xay dung hé théng chudn trai hién tai, xy dung nha may
ché bién sita hién dai v6i cong suat 500 tin/ngay.

o Can cir vao tinh hinh phat trién dan b0 sita va san lugng sita ciia Viét Nam giai
doan 2001-2009, Cyc Chin nudi du bao toc do ting truéng dan bo sita giai doan
2010-2015 1a 15%/nam, giai doan 2016-2020 la 10%/nam; du bao tbc do tang
truong téng san luong sita dén nim 2020 13 khoang 1 triéu tin.

M S& con bd (con) # S3n heong sta (tdn)
1,200,000
1,035,315
1,000,000 942,105
856,453
200,000 778,593 '
707,817
643,470 l
600,000 559,539
486,556 459,700
427,000
388,151
400,000 352,392
320,311
291,646
253,608
220,526
200,000 I I
2013 2014 2015 2016 2017 2018 2019 2020

Hinh 5 — Du bdo s6 luong bo stta va san luong sita cua Viét Nam dén nam 2020
(Nguon: Cuc chdn nudi)
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3. Phan tich méi trwong Kinh doanh
3.1. Phan tich moi triecong vi mo

3.1.1. Yéu to kinh té:
o Tang truong kinh té c6 dau hiéu phuc hdi mac du & muc thip va chua thyuc sy
chac chin: Tang trudéng GDP 6 thang dau nam 2013 (theo gia 2010 va so clng
Ki nam trude) dat 4,9%, twrong dwong mirc ting cua cung ki nam truge. Tang
truong duoc duy tri chu yéu nhd cai thién vé ting truéng cua khu vuc xay dung
va dich vy, trong khi ndng nghiép, thuy san va cdng nghiép suy giam.

2010 2011 2012 2013

GDP 6,2 59 4,9 4,9
NO6ng nghiép 3,6 4.0 2,4 1,9
Lam nghiép 4,7 4,4 5,0 5,2
Thuy san 4.3 3,4 4.8 2,3
Cong nghiép 59 7,8 6,2 5,2
Xay dung 10,7 -0,2 2,0 51
Dich vu 7,1 6,2 53 5,9
Trong do:

Khach san va nha hang 8,0 7,0 6,5 8,8

Kinh doanh tai san & dich vu tw vin 5,0 3,5 0,6 1,8

Bang 5 — Tdang treong giai doan 2010 — 6 thang ddau nam 2012, % GDP
o Nhitng diu hiéu cho thiy san xuét c6 nhitng chuyén bién tich cuc bao gom:
= Chi s6 san xuit cong nghiép mic du con thip hon cung Ki nim tru dc
nhung dd ting dan tir thang 3/2013;muc ting chi sb ton kho (so cung ki
nim trudc) da giam tir 21,5% tai thoi diém 01/01/2013 xudng con 9,7%
tai thoi diém 1/6/2013.
= Kim ngach nhip khiu cic mit hang tu liéu san xuét trong 6 thang dau
nam 2013 ting 17,8% so voi cing ky nam trude, cho thdy san xuét co
chuyén bién tich cuc. Hon nita, toc dd tang kim ngach nhap khau ctia khu
vuc trong nudc tang 6,3%, cai thién dang ké so v6i muc giam 8,2% cua
cung ki nam trudec.
=  Xuat khu, tinh chung 6 thang dau nam 2013, ting 16,1% so v&i cung ky
nam trudc, so vo1 muac 6,6% cua 6 thang 2012, trong do, xuat khau cua
khu vyc kinh té trong nudc ting 2,2%.
o Tuy nhién, sy phuc hoi tang trudng chua that sy chic chin do cau ndi dia con
yéu va chi phi san xuét cao, do d6 kha nang dat muc tiéu ting truéng 5.5% trong
nam 2013 van 1a mot thach thuc 16n.
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= Hién nay, Viét Nam dang trai qua nhiing thach thic kinh t& vi mé, bao
gbém no x4u ting cao va ting trudng tin dung bi thu hep khién ting trudong
GDP cham lai.

= Lam phat tiép tuc dugc kiém soat & muc thip so véi cac ndm trude (CPI
8 thang ting 3,53% so v6i dau nam).

= Can cin thanh toan tong thé tiép tuc thang du va du bao trong nam 2013
thang du 1,5-2 ty USD. Tuy nhién, mtrc thang du cén can thanh toan giam
nhiéu so v6i 2012 khi muc thing du 5 thang dau nim 14 1,5 ty USD, giam
79% so v6i cung ky; can can von thing du 2,56 ty USD, giam 37% so
cung ky nam 2012.

= Xuét khau ting kha nhung chu yéu do déng gop cua khu vuc FDI. Xuét
khau 8 thang ting 14,7% nhung khu vuc trong nudc chi ting 3,1%. Tuong
tu, nhap khau tang 14,9%, khu vuc trong nudce chi tang 4%.

= Thi truong tai chinh tién té dugc cai thién, gop phan 6n dinh hon kinh té
vi md, ning cao kha ning cung ang von ciia nén kinh té.

3.1.2. Yéu t6 méi truong chinh tri, chinh sdch va phdp ludt:
Doanh nghiép can nam viing cac xu huéng chinh tri va dbi ngoai, cac chinh sach
ciia Pang va Nha nudc anh huong dén sy phat trién cua doanh nghiép.
o Chinh tri:

= Tinh hinh chinh tri 6n dinh cta Viét Nam ¢6 y nghia quyét dinh trong vi¢c
phat trién kinh té, giai quyét viéc 1am ting thu nhap cho ngudi lao dong,
lam ting nhu cau tiéu dung cta xa hoi. Piéu nay cling tic dong tich cuc
trong viéc tao lap va trién khai chién lugc cua cac doanh nghi¢p Viét Nam
noi chung va Vinamilk noi riéng

= Vai tro trén trudng qudc té ciia Viét Nam dugc ning cao 14 tién dé tot, tao
diéu kién thuan loi cho cac doanh nghiép Viét Nam ddy manh xuét khau
ting doanh thu, dugc tiép can véi nhidu may moc thiét bi, day chuyén san
xuét hién dai, nang cao nang suit, ha gia thanh san phém ... trong do6 co
Cong ty Vinamilk. Pong thoi cling mang lai cho cong ty Vinamilk nhimng
thach thirc 16n khi phai canh tranh vdi cac san pham cung loai cia cac
cong ty nude ngoai nhap khau vao Viét Nam.

o Chinh sach va phép luat:

= Nha nudc dé thye hién chinh sach khuyén khich cac thanh phan kinh té,
cac doanh nghiép kinh doanh moi nganh nghé ma phap luat cho phép.
Diéu nay dan dén su canh tranh trén thi truong manh mé hon, d0i hoi céc
doanh nghiép mudn ton tai va phat trién thi phai khongngimg nang cao
nang luc canh tranh, hoat dong hi¢u qua hon.

= (6 thé noi sira 1a mot trong nhitng san pham can thiét trong cudc sdng
hang ngay ctia con ngudi, dam bao duge nhu cau dinh dudng cta cic ting
16p nhan dan trong xa hoi. Mt khéc, cac doanh nghiép san xuét sita nhin
chung sir dung nhiéu lao dong va cic nong san trong nudc nhu duong,
trimg, nguyén liéu sita... Vi vy, nganh san xuat nay dugc Nha nude danh
nhiéu chinh sach vu ddi nhit dinh. Cy thé 13 nhimg vu ddi trong Luat
khuyén khich dau tu trong nudc vé tién thué dat, thué thu nhap doanh
nghiép, thué nhap khau may moéc thiét bi.
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= Trong xu hudng hoi nhap vao nén kinh té khu vuc va thé gidi, Quéc  hdi
da ban hanh va tiép tuc hoan thién cac B6 Luat nhu Luit thuong mai,
Luat doanh nghiép, Luat dau tu, Luat thué...dé ddy nhanh tién trinh cai
cach kinh t& & Viét Nam.
= Cac nhan td chinh tri phap luat c6 anh huéng manh mé téi kha nang canh
tranh cua doanh nghiép. N6 bao gdm hé thdng luit va cac vin ban dudi
luat, cac cong cu chinh sach cua nha nudc, t6 chirc bo may diéu hanh cua
chinh phi va céc t6 chirc chinh tri x4 hoi. Mot thé ché chinh tri 6n dinh,
luat phap ro rang, roéng mo sé 1a co s& cho viéc dam bao sy thuan 191, binh
dang cho cac doanh nghiép tham gia canh tranh c6 hiéu qua. Vi du cac
luat thué c6 anh huong rat 16n dén canh tranh, dam bao su binh déng giira
cac doanh nghiép thudc moi thanh phan kinh té khac nhau va trén moi linh
vyc; thué xuit nhap khau cling anh hudng dén kha ning canh tranh cia
doanh nghiép san xuét trong nudce, dic biét thué giup ting tinh canh tranh
clia san pham trong nudc v6i san pham nudc ngoai.
3.1.3. Yéu t6 khoa hoc va cong nghé:

Pay 1a yéu td tao ra nhiéu co hoi va cling ton tai nhiéu thach thicc budc doanh

nghiép phai tim hiéu ky. La mot trong nhitng yéu té dau vao caa qua trinh san xuat

nén day la yéu té quan trong quyét dinh viéc san xuat cua doanh nghiép c6 hiéu

qua hay khong.

o Su phat trién cia thi trudng khoa hoc cong nghé :Cong nghé ngay cang phat trién
da dem lai cho Vinamilk nhiéu cach thirc tao ra san pham méi dé khang dinh
thuong hiéu cho san pham ctia minh. Vinamilk d img dung nhiéu thanh tyu méi
vé cac loai may moc trang bi san xut ra cac san pham vira dat hiéu qua vé chét
lugng vura tién nghi. Mdt khac khoa hoc cong nghé tac dong t&i khau quang cao
va murc d6 truyén tin vé san pham: Khoa hoc phat trién dd dap tmg duoc nhu cau
cung cap san phiam cho ngudi tiéu dung bdi nhu cau cta ngudi tiéu ding cang
gia ting vé chét lugng va s6 luong. Pong thoi khoa hoc cong nghé con tao ra
mot lyc lwong san xudt méi rat hiéu qua cho doanh nghiép.giup giam bét thoi
gian san xuat san pham va nang cao hiéu qua san xuat san pham. Mit khac
Vinamilk ciing nhu cac doanh nghigp khac ciing can phai canh giac véi viée sa
da dau tu qua nhiéu chi phi cho quang cdo din t&i ting gia thanh ciia san pham
gay thiét hai nhiéu cho doanh nghiép. Mot thach thirc khac d6 1a cac san pham
c¢6 chtra nhiéu yéu t6 khoa hoc cong nghé thuong rat kho kéo dai chu ky song
boi nhirng d0i hoi khong nho tir nguoi tiéu dung,dan dén viéc lac hau vé ky thuat
ctia nhitng dong san pham trén thi truong. Chinh vi vay thach thire dit ra 1a viéc
khong ngimg thay d6i cong nghé san xuét san pham.

o Dai voi cac to chic tién hanh cac hoat dong nghién ctru khoa hoc va ap dung
nhiing tién bd khoa hoc cong nghé: d6 1a nhimng co so hitu ich s& tu van cho
doanh nghiép céc cach thirc ché bién sira dé phu hop v6i khau vi tiéu dung khéc
nhau. Pay ciling [a Mot trong sé nhing thach thire tim hiéu thi trudng nhanh hon
thong qua cac kénh tu van vé chinh sach khoa hoc cong nghé.

3.1.4. Yéu té ddn so:
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o Pay 1a nhan t6 quan tim hang dau cua cac nha quan tri néi chung, va cac nha
quan tri Cong ty Vinamilk noi riéng vi con nguoi hop thanh thi truong cho cac
doanh nghiép. Cac yéu té nhu quy mo, toc do ting dan so.....déu chi phdi dén
quy md, co cau thi trudng ngudi tiéu dung, tir d6 anh hudng dén cac quyét dinh
cua Cong ty.

o Quy md va téc d6 ting dan sd anh huong dén quy mo cua nhu cau: Viét Nam véi
quy mé dan sb 16n, theo s liéu cua tong cuc théng ké, dan sé cua Viét Nam
2011 1a 87,84 triéu ngudi, du bao nim 2012 co thé vuot ngudng 88 tridu ngudi;
téc do tang dan sb cao 1,04 % . Do d6 nhu cau vé sira kha 16n, va ngdy cang ting
cao. Day 1a co hoi dé Vinamilk mé rong quy mé thi truong dap tmg quy mé nhu
cau ting do

o Co cau dan sb:

» Theo gidi tinh: dan s6 nam 43,47 tri¢u nguoi, chiém 49,5 %:; dan sd nit
44,37 triéu nguoi chiém 50,5 %

= Theo dia ly: Dan sé khu vuc thanh thi 1a 26,88 triéu ngudi chiém 30,6
%; dan s6 khu vuc ndng thdn 1a 60,96 triéu nguoi chiém 69,4 %. Qua d6
dan sé ¢ khu vuc ndng thén van chiém ty trong rat 16n, vi vay Vinamilk
can quan tam dén viéc ma rong kénh phan phdi béan Ié & nhirng khu vuc
nay; tao ra nhitng san pham cé gia thanh hop ly.

= Theo co cau do tudi: tir 0-14 chiém 24 %, tir 16-64 chiém 70 %, trén 64
14 6 % va Viét nam dugc danh gia trong thoi ki dan sé vang, tuy nhién
theo dy bao cua cac nghién ctru, dan sb6 Viét Nam dang gia di, dan $6>
64 1a 8 % nam 2020 va tang 1én tdi 23% 2050. Nhu vay doi hoi Vinamilk
phai cha y dén thi trudng nay, san xuat ra cac san pham nhiéu chat luong
dinh dudng, hay ham luong duong thap di vi nguai gia nguy co méc bénh
tiéu duong cao.

o Su thay doi co ciu, quy md ho gia dinh:Xu hu éng gia dinh tré ngay cang phd
bién thay thé gia dinh truyén théng nhiéu thé hé. Cung véi cudc van dong  sinh
dé c6 ké hoach , mdi gia dinh chi cé tir mot dén hai con do d6 cac thanh vién co
nhiéu co hoi tham gia cong tac xa hoi, quan tim dén con cai... Do d6 cac nha
nghién cau phai thay ddi hinh thic thanh toan hién dai hon, dich vu mua san
pham tai gia phat trién, thay d6i mau ma san pham... Hién nay Vinamilk trong
linh vire ban I¢ cling dang tich cyuc phét trién cac chudi cira hang, siéu thi, trung
tam mua sam véi cac dich vu hién dai..

o Van dé d6 thi hoa va sy phan bé lai dan cu:Toc d6 d6 thi héa cta Viét Nam hién
nay 1a 30 %, cung v&i d6 co so ha tang, cac nganh nghé kinh doanh phat trién,
canh tranh gay gat, ddy vira 1a co hoi dé Vinamilk chuyén hudng vao khu déan cu
m&i dong thoi 1a thach thire trong viée canh tranh véi cac doanh nghiép khéc.

3.1.5. Yéu t6 van héa — X& hi:

o Déi véi Viét Nam, thoi quen sir dung cic san pham d6 ngot cling nhu CaC San
pham déng hop hay cac san pham lién quan dén sita. Sy tiép can cac ngudn thong
tin trd nén dé dang, qua loa dai, bao chi, tivi, tranh dnh, bing rén... khién con
ngudi cang cam thdy co nhu ciu ngay cang cao d6i véi viée chiam soc va thoa
man cac nhu cau vé thé chét.
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o Mot trong nhitng dac diém trong quan ni¢m cuia nguoi Vigt 1a thuong dung nhirng
gi ma minh cam thay yén tim tin tudng va it khi thay doi. Vi thé céng ty Vinamilk
phai tao dugc niém tin vé uy tin chat lugng thi rat d& khién khach hang trung
thanh sir dung véi san pham ctia Cong ty

o Cing phai néi thém rang, mot trong nhing dic diém vé hinh thé cia ngudi Viét
1a cin nang cling nhu chi &y cao 1a thap so v6i trén thé gii cong thém tam 1y
muon chirng t6 ban than va tao dugc su chu y cua nguoi khac. Vi 1é d6 mot
trong nhitng diém nhan manh vao quang co cua cong ty Vinamilk 12 hinh thanh
nén maot phong cach séng khoé manh, phat trién hoan toan vé thé chat va tri tug,
con nguoi ning dong, sang tao, mot hinh mau 1i tudng di nhién hiéu qua dat duoc
la v6 cung l6n.

o Mot diéu tha vi nita ciing khong kém phan trong quan diém cta nguoi A Pong,
viéc ton vinh hinh dnh quéc gia thong qua thwong hiéu manh trudc cac dong san
pham ctia nudc ngoai ciing 6 mot ¥ nghia ddi voi nguoi tiéu dung.

3.1.6. Yéu t6 twnhién:

o Khi hiu Viét Nam mang dic diém cta khi hau gié mua, noéng am. Tuy nhién, c6
noi ¢6 khi hau 6n do1 nhu tai Sa Pa, tinh Lao Cai; Pa Lat, tinh Lam Déng; cO noi
thudc khi hau lyc dia nhu Lai Chau, Son La thich hop tréng ¢ cho chat lugng
Cao.

o Mic du khi hau néng 4m nhung nhin chung céac diéu kién ty nhién kha thich hop
cho viéc phat trién nganh chin nudi bo iy sira dic biét 1a & cac tinh Tuyén
Quang, Lam Déng, Ba Vi, Ngh¢ An, Son La...

o Nhu vay cong ty sé c6 thé dé dang c6 duoc ngudn nguyén lidu phuc vu cho nhu
ciu san xuat nhu nguyén liéu sita chua tuoi, dudng...véi chi phi thip hon rat
nhiéu so véi viéc san xuat cac san pham ma phai nhap khau nguyén liéu dau vao
tir nudc ngoai. Hon nita, cac nguyén liéu lai rat da dang va ludn trong tinh trang
turoi m&i chir khong mét di chat dinh dudng ban dau néu phai bao quan khi dit
mua tir noi khac.

o Tuy nhién do nguyén liéu liy tir cac san pham cua nong nghiép nén van dé mua
vu lai ¢6 anh hudng nhét dinh ddi véi viée san xuét cia

3.2. _Phdn tich méi truong vi mo
3.2.1. Yéu té khach hang:

o Khach hang 1a dbi tugng ma cac doanh nghiép phuc vu va 1a yéu té quyét dinh
su thanh cong hay thét bai cua doanh nghiép.

o Khéach hang cua Vinamilk dugc chia thanh 2 loai :

= Khach hang 1¢: cac khac hang ca nhan.
= Nha phan phdi: siéu thi, dai ly,...

o Khi cung cép sita cho thj trudng thi cong ty phai chiu rit nhiéu sirc ép tir khach
hang:

= Stc ép vé gid ca
e Cudc sdng ngdy cang phat trién, ngudi dan cang c6 thém nhiéu su
Iira chon trong viéc mua sam hang hoa, thyc pham... Bén canh do,
muc thu nhap 1a c6 han, nguoi ti€u dung luon mubn mua duoc
nhiéu san pham v&i chi phi bo ra 1a it nhat nén gia ca ciia hang hoa
lubn 12 méi quan tdm 16n cua ngudi tiéu ding. Nguoi
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tiéu dung ludn c6 xu huéng mudn mua hang gia ré nhung chat
lwong tot.

e Do d6, Cong ty Vinamilk phai lién tuc d6i méi vé cong nghé, khoa
hoc k¥ thuét dé tao ra san pham véi gia thanh ngay cang tot dé dap
{rmg nhu cdu ngay cang cao ctia khach hang. Pdng thoi, Vinamilk
cung phai da dang héa cac loai san ph'flm dé canh tranh véi cac dbi
thtl ciia minh trén thi truong cling nhu thoa man duge yéu ciu cua
khéch hang.

= Sirc ép vé chat luong

e Khi cudc séng cua con ngudi phat trién hon thi con ngudi luén
mong mudn nhitng san pham dam bao chat lugng dic biét nhimg
san phim tiéu dung hang ngay nhu sita va cac san phim tur
sita.Ngoai ra mdi di twong khach hang lai c6 nhirng mong muén
khac nhau trong tiéu dung san pham. Vi vay, Vinamilk phai c¢6 c6
su nghién ctru ki ludng timg d6i twong khach hang dé c6 thé dap
g tot nhat cho nhitng mong muén ciia khach hang dic biét sau
khi ¢6 tin don c6 dia trong sira.

e Ca nha phan phdi 13n nguoi tiéu dung déu co vi thé cao trong qua
trinh diéu khién canh tranh tir quyét dinh mua hang cta ho. Cong
ty Vinamilk dd han ché dugc ap luc ndy xuat phat tir khach hang
bang cach dinh gia hop 1y cac dong san pham ctia minh va dua ra
nhung thong tin chinh x4c vé san pham dong thoi tao duoc sy khac
biét hoa d6i véi nhitng san pham ciia d6i thi canh tranh va cac san
pham thay thé khéc

3.2.2. Yéu t6 doi thii canh tranh:

o MQdi cong ty phai d6i mit v6i cac doi thii canh tranh khac nhau, day 1a nhiing luc
lugng, nhitng cong ty, nhitng to chirc dang hodc c6 kha ning tham gia vao thi
truong lam anh hudng dén thi trudng va khach hang cua cong ty. Vi vy xac dinh
dung cac d6i thu canh tranh 14 rat quan trong d6i voi Vinamilk néi riéng va céc
doanh nghiép Viét Nam néi chung 12 van dé rat quan trong ddi voi doanh nghiép

o Trong thoi budi hién nay, nhu cau tiéu ding cac san pham sita ngay cang ting,
tdc d6 ting truong hang nam cao va van dang tiép tuc ting, Vi thé thi truong sita
la mot thi truong dang co6 su canh tranh manh mé: hién nay thuc trang phan phéi
trén thi truong sira cia Viét Nam: Vinamilk chiém 35%; Dutch Lady chiém 24%;
22% la cac san pham sita bot nhap khau nhu Mead Johnson, Abbott, Nestle...;
19% con lai la cac hang ndi dia: Anco Milk, Hanoimilk, Mdc chau, Hancofood,
Nutifood...:

= Nhu vay, hién tai Vinamilk 1a hang sita dan dau tai thi truong Viét Nam.

= Sita bot hién dang 1a phan khuc canh tranh khdc 1iét nhat gifra cac san
phém trong nudc va nhap khau. Trén thi truong stra bot, cac loai stra nhap
khau chiém khoang 65% thi phan, Vinamilk va Ducth Lady hién dang
chiém giir thi phan lan lugt 1a 16% va 20%, Abbott chiém 16%; Mead
Johnson 15%; Nestle: 10%.

=  Sita ddc: Vinamilk chiém 79%; Dutch Lady chiém 21%.
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=  Sita nude: Dutch Lady chiém 37%; Vinamilk: 35%.

= Sita chua: Vinamilk chiém 55%. Sita bot: Dutch Lady chiém 20%, Abbott
va Vinamilk cung chiém 16%; Mead Johnson 15%; Nestle: 10%. Sita
chua, von gan nhu doc quyén ciia Vinamilk, gio cling bi cac thuong hiéu
khac tan cong 6 at, trong do, ndi 1én cé sira chua Ba Vi. Mang sita bot
cling chju sy canh tranh ngady mot 16n cua cac thuong hiéu sita 16n dén tir
My, Uc, Nhat Ban, Han Quéc, Phap...

= O linh vuc stra twoi, TH True Milk, véi quy mo dau tu 16n, bai ban va
slogan ghi diém vi thi truong “that su thién nhién”, dang ngdy mot chimg
t6 minh 1a d4i thu dang gudm cia Vinamilk.

= Nhu vay, Vinamilk hién dang 1a cong ty dng dau trong san xuat sira cta
Viét Nam va d6i thu 16n nhat cua cong ty 1a Dutch Lady, c6 kha ning
canh tranh man voi Vinamilk trén ca 4 dong san phém stra nuoc, stra dac,
stra tuoi va stra chua.

o Cac loi thé cua Vinamilk so v&i cac doi thu canh tranh Ia:

= Vi tri dau nganh duoc ho tro béi thuong hidu duge xay dung tot.

= Danh muc san pham da dang va manh; Mang luéi phan phdi va ban hang
rong khap; Quan hé bén viing voi cac nha cung cap, dam bao ngudn sira
dang tin cay; Ning luc nghién ctru va phét trién theo dinh hudng thi
truong; Kinh nghiém quan 1y t6t duoc chirng minh béi két qua hoat dong
kinh doanh bén virng; Thiét bi va cong nghé san xuat dat chuan qudc té.

= Danh muc san pham da dang va manh; Mang luéi phan phdi va ban hang
rong khap; Quan hé bén viing vdi cac nha cung cap, dam bao ngudn sita
dang tin cdy; Ning luc nghién ctru va phét trién theo dinh hudng thi
truong; Kinh nghiém quan 1y t6t duoc chirng minh béi két qua hoat dong
kinh doanh bén viing; Thiét bi va cong nghé san xuat dat chuan qudc té.

= Do d6 doanh nghiép can phai phat huy nhung diém manh hon so véi ddi
thil canh tranh va han ché nhung diém yéu dé co thé ting dugc thi phan
trong nudc va xam nhép thi truong trén thé gioi.

3.2.3. Yéu t6 nha cung cdp:

o Luong sita san xuat trong nude chi dap Gmg dugce 21% nhu ciu hién nay. Viét
Nam phai nhap khau 79% luong sita tiéu thy. Do hon 70% dau vao 1a nhap khau,
gia sira bot thé gidi s& gay ap luc 18n nganh san xuét sita Viét Nam. Trong thoi
gian ti, gia stta bot 6 xu hudng ting. Do dé, viée kiém soat dugc cac hop dong
mua sita bot, ca vé sd lugng va chat lugng la rat quan trong dén nang luc canh
tranh cila cac cong ty. Tuy nhién, v6i dién bién gia sita kho nam bat nhu nhitng
niam gan ddy, cac nha san xuét trong nudc van & trong thé bi dong khi phan tng
v6i dién bién gia ca ngudn nguyén liéu nhap khau.
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Hinh 6 — Gid sita bét nguyén kem va sita gay trén thi truong thé gici
o Vinamilk xay dung muc tiéu phat trién 1au dai va bén viing ddi v6i cac nha cung
cap 16n trong va ngoai nudc nham dam bao ngudn cung cap nguyén liéu tho
khong nhitng 6n dinh vé chat lugng cao cap ma con ¢ gia ca rat canh tranh.

Nha cung cip Sén phim
Fonterra (SEA) Pte Ltd Bot stra
Hoogwegt International BV | Bot sira
Perstima Binh Duong, Hop
Tetra Pak Indochina Bao bi carton va dong goi

Bdang 6 — Danh sach nha cung cdp I6n ciia Vinamilk

o Déng thoi, dé tang cuong tinh tu chu cho hoat dong san xuét, van dé dau tu phat
trién ving sira twoi nguyén liéu luon dugc VNM chu dong thuc hién trong thoi
gian qua, cu thé 1a quy mo trang trai do VNM s¢ hiru khong ngimg gia tang dién
tich cling nhu tong sb lwgng dan bo chan nudi da 1én d én hon 8.200 con gitip san
luong sira tuoi san xuat ciing dugc gia ting dang ké. Bén canh d6, Cong ty van
duy tri va tang cuong viéc hop tac véi cac hd nong dan trong linh vue chan nudi
bo sita. Viéc hop tac nay duogc thé hién qua nhiéu khia canh: hop tac trong thu
mua, hd tro k¥ thuat, hd tro diéu kién, vat chat... Viéc nay gitup cho ngudi nong
dan nang cao hiéu qua va chat lugng trong hoat dong ctia minh, dong thoi giup
cho Vinamilk c6 ngudn cung sira twoi nguyén liéu c6 chit lugng.

o Trong tong sd san lugng sira twoi thu mua khoang 162 trigu lit, thu mua tir cc
don vi va ho chan nuoi chiém khoang 142 triéu lit va céc trang trai cia VNM
cung cap 1a 20 triéu lit chiém ty trong 12%. Vinamilk d3 x4y dung duoc 05 trang
trai bo sira tai Tuyén Quang, Ngh¢ An, Thanh Héa, Binh Dinh va Lam Béng.
Diéu nay cho thay nd lyc rat 16n cia VNM trong viéc phat trién ving nguyén
liéu. Kha nang tu chi nguyén liéu hién nay cia VNM khoang 25% - 27%. Theo
ké hoach dau tu tai san, VNM du kién giai ngan téng s tién 473 ty dong (chiém
27% tong mirc giai ngan dén 2016) dé dau tu vao ving nguyén liéu, du kién
tong dan bd cua cac trang trai Vinamilk s& dat 25.500 con vao
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niam 2015 va ting 1én 28.000 con vao nam 2016, phan dau ké hoach 10 nim s&
tu chi dwoc nguon nguyén vat liéu 35-40%.

o VNM dang s& hiru Nha may sita bot Viét Nam, voi tong von dau tu 1.900 ty
ddng va cong suit thiét ké 54.000 tin sita bot/ndm, san pham chu yéu 1a sira bot
danh cho tré em, nham dap g nhu cau ngay cang gia ting clia dong san pham
stra bot trong khi nha may hién tai dang vugt cong suét va mot phén tu chu nguén
sita bot nhap khau tir New Zealand.

3.2.4. Yéu t6 doi thii tiém dn:

o Nam 2006, Viét Nam chinh thirc gia nhap vao WTO. Pay 1a su kién mé ra nhiéu
co hoi cling nhu thach thie dbi véi cac doanh nghiép Viét Nam trong d6 c6
Vinamilk. Hién nay, mtc tiéu thu sira binh quan dau ngudi & Viét Nam con kha
thap, do viy tiém ning phat trién con rat cao va ty suat sinh loi ctia nganh sita c6
thé con tiép tuc duy tri trong cac ndm téi. Pay chinh 1a dong lyc thic day cac
doanh nghiép trong nudc va ngoai nudc gia nhap nganh.

o Dai véi san pham sita thi chi phi gia nhap nganh khong cao. Nguoc lai chi phi
gia nhap nganh dbi v6i san pham sira nude va sira chua lai kha cao. Quan trong
hon dé thiét 14p mang ludi phan phéi rong d0i hoi mot chi phi 16n. Vay nén thach
thirc ciia cac d6i thu tiém an trong twong lai d6i v6i Vinamilk 13 twong d6i cao.

3.2.5. Yéu t6 sian pham thay thé:

o Do sira la san pham b6 sung dinh dudng dic trung va thiét yéu day du dinh dudng
cho nhu cau cia con ngudi nén san pham thay thé trong nganh sira kha it. Tuy
nhién, do mot s6 nguyén nhan khién khach hang khong mudn hozc khong thé sir
dung cac san pham tir sita, c&c san pham thay thé sira ciing dé ra doi va duoc sy
quan tam tir phia khach hang. San pham thay thé d6i véi cac san pham tir sita
chu yéu 1a cac san pham ché bién tir ngii cdc nhu dau nanh, gao, nép, ngo. .. va
cac loai nude ting luc cho co thé, chong 140 hoa, kich thich an udng va hd trg
tiéu hoa... Cac san pham nay co thé bo sung dinh dudng nhung khong thé hoan
toan thay thé cho sira. Do d6, 4p luc tir san pham thay thé ddi voi Vinamilk 1a

khéng cao.
Bang 7 — Ma tran danh gia moi truong EFE

Diém

Céc yéu t6 bén ngoai Trong | pigm | € Nhan xét
SO trong

SO
Co hgi
Kinh té dang phuc hoi va duge dy dinh ’
ting trudng cao va thu nhdp binh quén | 0.25 5 1.25 MG rong san xuat
tang
Nha nudc tao diéu ki¢n phat trién nganh
stra thong qua cac co ché chinh sachriéng | 0.1 5 0.5 Téan dung wu dai

oc d6 phat trién nganh sita ngdy can .

Toc do phit witn ngath stanel) NG o1 g o3 Tangdiut
tang do nhu cau str dung sita tdng
Sita dap tng nhu cau dinh dudng khéng | 0.05 3 0.15 Nam bt nhu cau
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thé thay thé

Nguoi tiéu dung cang chuy dén gia tri

Nang cao gia tri xa

X&a hoi cua cac thuong higu sira 0.1 0.1 hoi thuong hiéu
Théach thirc
Su canh tranh manh mé cla cdc san | g g, 0.02 | Cung cé thuonghiéu
pham trong nudc va ngoai nudc
Téc d6 tang truong nganh cao thu hit 0.02 0.02 Rao can bi quyét
cac doanh nghiép mai gia nhap nganh ' ' tham nhap nganh
Ngu0’1tleu dung ngay cang quan tam dén A X

tl
chét luong dinh dudng thuc té cua sita. 0.1 0.3 Sl\llj:zng cao chat luong
Nguyén vat li¢u cung cap cho nganh sira 01 0.3 Trién khai cac du an
chua on dinh. ' ' cung cap nguyén li¢u
Tinh khéc biét hoa san pham khéng cao | 0.1 04 | Dung cac bicn phap

marketing

Nguoi tiéu dung ngay cang quan tam 0.06 0.24 Ciing ¢ chét luong
dén uy tin , chat luong san pham.
Téng 1 3.58

Tong diém la 3.58 trén muc trung binh, chitng minh Vinamilk c6 phan tng t6t voi

nhitng thay d6i ciia méi truong.

3.3. Phan tich hoan canh noi bo:

3.3.1. Nguén nhan lyc:

o Lamét to chuc hoat dong trong nganh ché bién, kinh doanh sita va nudc giai khat
véi quy mo hoat dong khip ca nudc, luc lugng lao dong cua Vinamilk 1a mot tap
hop gan 5.000 nguoi ¢ mat trén khiap dat nudce. Poi ngli ban hang nhiéu kinh
nghiém gom 1.787 nhan vién ban hang trén khip dat nuge. Hién Vinamilk van
lién tuc cung c¢b vé nhiéu mit, tap trung dau tu vé chiéu sau, trong d6 dac biét

chd trong dén viéc dao tao doi ngii ké thira.

Bang 8 — Co cau nguén nhan Iyc tai Vinamilk

NAM 2010 2011 2012
S6 lao dong 4.510 4.564 4.853
e N 3.282 3.354 3.605
Gidi tinh am 72.8% 73.5% 74.3%
Ni 1.228 1.210 1.248
b 27,2% 26,5% 25, 7%
) \ £ IO 1.604 1.625 1.703
Nganh nghé | San xuat — Ché bién 35 504 35 6% 35.1%
391
. 307
Ban hang truc tiep 8,7% glgb; % 6.3%
R R .. 152 185 235
Hoat dong nong nghiép 3.4% 4.1% 4.8%
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Céc hoat dong hé trg
(Mua hang, K¢ toan, 2.363 2.438 2.608
Nhan su, Hanh chinh, 52,4% 53,4% 53,7%
IT,...)
1.468
AL R- 1.413 1.448
DQ tuo1 >30 32’5% 31’0% 29,8%
1,902
’ 1,925 2,046
30240 42,2% 42.2% 42.2%
845
923 1,009
40 = 50 18,7% 20 2% 20,8%
295 303 350
>0 6,6% 6,6% 7,2%
2.307
Trinh d6 hoc 3 A 0 2.275 2.322
vén Bang nghé 51,2% 49.8% 47.9%
339
2 357 396
Cao dang 7,5% 7.8% 8,206
Pai hoe 1.816 1.879 2.075
T 40,3% 41,2% 42,8%
60
n ) 48 53 o
Trén dai hoc 1% 1.2% 1,1%

o Ngoai viéc chim lo nang cao doi song cho moi thanh vién trong cong ty,
Vinamilk rat chi trong dau tu nang cao trinh do tay nghé cho timg bo phan, tao
diéu kién ngay cang tot hon vé& mdi trudng lam viéc cho nhan vién tir van phong
dén nha may nham phat huy mot cach tot nhat ning luc 1am viéc cia timg thanh

vién.

o Cong ty stta Vinamilk xac dinh “con nguoi” 1a yéu td quyét dinh cho thanh cong
hay that bai cua Doanh nghiép:

Pam bao cong viée ddy du cho ngudi lao dong, thu nhap cia ngudi lao
dong ngay cang cai thién. Ngoai thu nhap tir luong, nguoi lao dong con
c6 thu nhép tur lg1 nhuan dugc chia theo ty 1€ s& hiru ciia ho trong Cong
ty néu Cong ty 1am an co lai.

Thyc hién ddy du, quyén loi va nghia vu d6i véi nguoi lao dong theo
dung véi quy dinh cta phap luat.

Chinh sach khen thuéng kip thoi ddi véi ca nhan, tap thé co cong lao dong
gop cho Cong ty, co bién phap ky luat d6i véi nhitng ca nhan c6 hanh
dong anh hudng xau dén quyén loi va uy tin cia Cong ty.

HJ tro va tao moi diéu kién thuén loi dé nguoi lao dong tham gia cac khoa
dao tao trong va ngoai nudc nham nang cao kién thirc chuyén mon, nghiép
vu.

Dao tao va sip xép ngudn nhan lyc pht hop véi tinh hinh trién Cong ty
nham gia tang vé chat.

V6i chién luoc phét trién ctia nganh sita hién nay, Cong ty Sita Vinamilk
dé xac dinh yéu t6 “con nguoi” s& quyét dinh dén sy thanh cong hay that
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bai cua doanh nghiép. Do d6, vao nam 1993, Vinamilk d ky hop déng
dai han véi Truong Dai hoc Cong nghé sinh hoc trng dung Moscow thudc
Lién bang Nga dé giri con em can bo, cong nhan vién sang hoc & cac
nganh: cong nghé sita va cac san pham tir sira; ty dong hda quy trinh céng
nghé va san xuat; may méc thiét bi san xuat thuc pham; quan ly trong
nganh sita nham xay dung hec lrgng lao dong ké thira gan bé véi cong ty
trong tuong lai . Thém vao do, con em cua can bg cong nhan vién nao vira
dau dai hoc hoac dang hoc tai cac truong dai hoc chinh quy, hoc luc gioi,
c6 nhu cau vé lam tai Vinamilk, cong ty s& dai tho chi phi dua cac em
sang hoc chuy@n nganh sinh vat tai Nga trong thoi gian 6 nim. Dén nay,
cong ty da hd trg cho hon 50 em di hoc theo dién nay. Khong chi hd trg
con em trong nganh, Vinamilk con tuyén sinh vién tét nghiép loai gioi o
cac truong dai hoc tai TPHCM va dua di du hoc chuyén nganh ¢ nudc
ngoai. Nho nhitng chinh sach “chiéu hién dai st duoc thuc hién mot céch
bai ban, Vinamilk d8 dao t ao dugc doi ngli k¥ su chuyén nganh sira gioi.

o Viéc thu hat, duy tri va phat trién ngudn luc con ngudi tré thanh mot phan quan
trong trong chién lugc hoat dong va phat trién bén vimg cua Vinamilk. Do d6
Vinamilk xay dung mdt chinh sach nhan sy va moi truong lam viéc tdt, huong
dén cac khia canh:

»  Piéu kién 1am viéc an toan va cham soc strc khoe.
» Phat trién mot doi ngili lao dong da dang, ton trong su khac biét va
khong phan biét dbi xir.

* Quan h¢ lao dong dugc xéc lap trén co s& tu nguyén, tuan thu phap luat.
=  Gi4 tri lao dong cia nhan vién dugc ghi nhan va duoc bu dap thoa dang.
= Phat trién nhan vién.
= Thiic diy mot van hoa lam viéc hoa hop.

3.3.2. Nghién ciru va phdt trién:

o Vinamilk c6 mot doi ngli tiép thi va ban hang c6 kinh nghiém vé phan tich va
xac dinh tiéu dung, dong thoi hd tro cac nhan vién ban hang truc tiép, nhimng
ngudi hiéu rd thi hiéu nguoi tiéu cung thong qua viée tiép can thuong xuyén voi
khach hang tai nhiéu diém ban hang. Chéng han, su am hiéu vé thi hiéu cua tré
em tir 6 dén 12 tudi da gitip Cong ty dua ra thanh cong chién luoc tiép thi mang
tén Vinamilk Milk vao thang 5 ndm 2007. Két qua cua chién lugc tiép thi nay 1a
Vinamilk Milk Kid tro thanh mat hang sita ban chay nhét trong khuc thi truong
tré em tir 6 dén 12 tudi vao thang 12 nam 2007.

o Cong ty con c6 kha ning nghién ctru va phat trién san pham trén quan diém nang
cao chit luong san phdm va mé rong dong san pham cho ngudi tiéu dung. Cong
ty c6 doi ngii nghién ctru va phat trién gdm 10 k¥ su va mot nhan vién ky thuat.
Céc nhan sy lam cong tac nghién ctru phéi hop chat ché véi bo phan tiép thi, bo
phan nay lién tuc cong tac véi cac t6 chirc nghién ciru thi truong dé xac dinh xu
hudng va thi hiéu tiéu dung.

o Hon nita, Cong ty ciing da chy dong thuc hién nghién ciru va hop tac véi cac
cdng ty nghién ctru thi truong dé tim hiéu cac xu huéng va hoat dong ban hang,
phan hdi cia ngudi tiéu dung ciing nhu cdc  phuong ti én truyén thong c6 lién
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quan dén van dé thyc pham va thirc ubng nham phuc vu tét nhat cho ngudi tiéu
dung.

o Viéc 4p dung cong nghé tiét trung UHT hién dai va tién tién, san phim cia
Vinamilk khong nhitng van dam bao dugc dinh dudng gén nhu tron ven, an toan
ma con ¢ thé bao quan ¢ nhiét d6 thong thudng trong thoi gian dai.

o Trong ndm 2012, Vinamilk tiép tuc 16n manh vé doanh sé, san lugng cling nhu
trinh do san xuit va chung loai san pham.

o Dé dap tmg nhu cau ngay cang cao cua thi truong, bén canh viéc dam bao chat
luong va an toan thue pham, Vinamilk tiép tuc chi trong phat trién cac dong san
pham méi giup cai thién va ting cudng sirc khoe con ngudi, cham séc sic dep,
c6 loi cho sy phat trién thé chit va tri tué caa cong dff)ng.

o Vinamilk da tung ra thj truong hang loat san phdm mdéi thudc nhiéu nhém nganh
hang khic nhau nhu : dONg Sita tuoi tiét tring tich béo Vinamilk 100%, sita chua
Probeauty b6 sung collagen, sira chua Susu bo sung chit xo hoatan va loi khuan
probiotic, kem vani, nuéc chanh mubi Icy, sita dau nanh Gold
Soy, sita cong thirc Dielac Optimum cho tré so sinh va tré nhé, san pham  dinh
dudng Sure Prevent cho ngudi 16n tudi va ngudi bénh méi phuc hoi, ...

o Noi bat nhat trong cac san phim mai tiéu biéu ciia Vinamilk nam 2012 13 sira
dau nanh Gold Soy, sira chua Probeauty va sita cong thirc Dielac Optimum véi
nhitng thanh cong budc dau 4n tuong, duge ngudi tiéu dung ung ho va danh gia
Cao.

o Cung thudc nhém céc san pham chim soc stc khoe va sic dep, sita chua 3n cao
cap Probeauty bo sung collagen 1a mot dot pha méi trong viée nghién ctru san
pham cua Vinamilk.

o O nganh hang sita bot va bot dinh dudng, su ra doi ciia dong san pham sita cong
thitc Dielac Optimum danh ddu mot thanh cong méi trong hoat dong hop tac
nghién ctru san pham ctiia R&D Vinamilk v&i cac d6i tac Chau Au

o Trong nim 2013, Vinamilk s& tiép tuc huéng dén muc tiéu khong ngimg nang
cao chat luong va da dang héa san pham vé&i nhiéu ching loai va hwong vi nham
thoa man thi hiéu ctia nhiéu ddi tugng nguoi tiéu ding.

o Véi phuong cham ludn di dau trong viéc phat trién san pham va cong nghé dé
dap tng toi da nhu cau khach hang vdi gia ca phai chang va chi phi toi uu,
Vinamilk ludn ty tin gop phan dem lai stic khoe cho cong dong bang cic san
pham an toan, da dang va c6 chat lugng cao.

3.3.3. Sdn xudt va vdn hanh:

o Hién tai Vinamilk c6 5 trang trai chin nuoi b0 Sira véi dién tich 170 ha va tong
dan khoang 8.200 con bo sita udc tinh s6 lugng bo sita sé tang 1én 30.000 con bod
vao nam 2020 véi viée dau tu thém cic trang trai bo sita & Tay Ninh, Thanh
Hoéa,... va 11 nha may san xut sita hién dai tir Bac vao Nam.

o Thang 4/2013 Vinamilk van hanh nha mdy sita bot hién dai nhat Chau A — Nha
may sita bot Viét Nam véi von dau tu 2.000 ty dong duoc xay dung tai Khu cong
nghiép Viét Nam - Singapore tinh Binh Duong trén dién tich 6 ha. Mdi nim, san
luong sira bot cung tng ra thi truong vao khoang 54.000 tan, cao gap 4 lan cong
suat hién co cua Vinamilk. Nha may nay dugc trang bi hé théng khép kin, tu
dong hoa hoan toan tir khau ché bién dén déng lon, thing, bao dam tuyét déi an
toan vé sinh thyc pham.
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o Théang 9/2013, Vinamilk khanh thanh Nha may san xuét sita nude hién dai bac
nhét Thé gi61. Nha may stra Viét Nam duoc xay dung trén dién tich 20 hécta tai
khu cong nghiép My Phudc 2, tinh Binh Duong Véi tong vén dau tu 4.200 ty
ddng, co cong suit siéu 16n, hon 400 triéu lit sita/niam trong giai doan 1, cong
sudt trong duong gan 9 nha may hién nay cua Vinamilk cong lai va sé ting 1én
800 tri€u lit stra/nam trong giai doan 2. Pay la nha may st dung cong nghé tich
hop va tu dong hién dai bac nhét thé gi61 ma Tetra Pak ting xay dung. Dac biét,
nha may con c6 hé thong Kho théng minh dau tién va 16n nhat tai Viét Nam, kho
c6 dién tich 6 ha va 20 ngd xuét nhap, c6 chiéu dai 105m, cao 35m, gdm 17 ting
gia do, voi stre chura 1a 27.168 16 chira hang. Kho thong minh hoan toan ty dong
va do ro bt dam nhiém. Day 1a thé hé ro bot tién tién nhit thé gisi, nhe, nhanh
hon va tiéu thu it nang lugng hon. Vinamilk 1a mot trong nhitng khach hang dau
tién trén thé gidi ing dung cong nghé nay.

o Vinamilk c6 hai nguén cung cap nguyén lidu chinh 14 sita twoi mua tir nong dan
trong nudc va bot sita nhap khéu Hién nay, luong sita do ndng dan cung cap ¢o
thé dap ung khoang 25% nhu cau sira tuoi ciia cong ty. Pé dam bao tinh 6n dinh
va chit lu:()’ng ctia ngudn cung sira ndy, Vinamilk thu:ong xuyén hd trg cac ndng
dan cai tién k¥ thuat va phat trién dan bo Sira cua ho. Pdi voi san pham stra bot,
cong ty chu yéu nhap nguyén liéu bot sita tir New Zealand va Uc. Do stc tiéu
thu stra twoi ngay cang tang va suc ti€u thu sita bot gidam do thu nhip nguoi dan
ngay cang ting nén Vinamilk dang giam b6t ty 18 nguyén lidu bot sira nhap khau
va ting cudng cac ngudn cung cap sita tuoi.

o Trong thoi gian qua, Vinamilk da khong ngimg doi méi cong nghé, dau tu day
chuyén may moc cong nghé hién dai, nang cao cong tac quan 1y va chét lugng
san pham, dap Gng nhu cau ngdy cang cao clia nguoi tiéu dung. Cac nha may ché
bién sita hién dai, c6 qui mo 16n cia Vinamilk san xuit 100% san phém cho
cong ty do Vinamilk khong dua san pham gia cong bén ngoai. Hau hét cac may
moc thiét bi déu dugc nhap tir chdu Au. Vinamilk s¢ hitu mot mang ludi nha may
rong 16n tai Viét Nam. Cac nha may nay thuong hoat dong 60-70% cong suat
trong gan sudt ca nim, ngoai trir vao mua kho tir thang 6 dén thang 8, nha may
mdi hoat déng 80-90% cOng suat.

o Day chuyen san xuat sita dic c6 duong: Cong suit 307 triéu lon/ndm

O Day chuyen san xuét sira tuoi ti¢t trung, stta chua uong, va nudc ép trai cay: cong
sudt 237 triéu lit/nam. Vinamilk dang c6 ké hoach dau tu thém cac may rot dé
linh dong hon trong san xuét.

o Day chuyén san xuét sita chua: Cong suit khoang 56 triéu lit/ndm. Vinamilk dang
c6 ké hoach nang cip cac ddy chuyén san xuét sita chua tai cac nha may tai Can
Tho, TP Hd Chi Minh, Nghé An va Binh DBinh.

o Day chuyén san xuat sita bot: Cong suat khoang 19.000 tan/nam.

o Congty Vinamilk sir dung cong nghé san xuat va dong goi hién dai tai tat ca cac
nha may. Cong ty dd nhap khau cong nghé tir cac nudc Chau Au nhu Puc, Y va
Thuy Sidé img dung vao day chuyén san xuat. Cong ty Vinamilk 1a cong ty duy
nhat tai Viét Nam s& hitu hé thong may moéc st dung cong nghé say phun do
Niro ctia Pan Mach, hang dan dau thé gidi vé cong nghé say cong nghiép. Cac
cong ty nhu C6 gai Ha Lan (cong ty truc thude cua Friesland Foods), Nestle va
New Zealand Milk ciing st dung cong nghé nay va quy trinh
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san xuat. Ngoai ra, Cong ty Vinamilk con st dung céc day chuyén san xuat dat
chuan quédc té do Tetra Pak cung cép dé cho ra san pham sita va cac san pham
gié tri cong thém khac.

o Ngoai ra, v6i phuong chdm hudng dén su phat trién bén virng va loi ich cta cong
dong, Vinamilk luén nd luc tim kiém céc giai phap dé phong ngira 6 nhiém, giam
lwong chat thai, tiét kiém va ting cudng hiéu qua st dung tai nguyén, nhién liéu
theo hudng than thién véi moi truong. Hién nay, toan bd 10 nha may dang hoat
dong trong khéi san xuit ctia Vinamilk déu c6 Hé théng quan Iy méi truong duoc
chtng nhan dat chuan ISO 14001:2004. Thanh cong nay cho thiy ¥ thirc trach
nhiém cao ctia Vinamilk dbi voi x3 hoi trong van dé bao vé méi trudng.

o Tiép nbi nhimmg ket qua tich cyc trong viéce tiét kiém tai nguyén va nang lugng
ctia ndm 2011, s6 liéu théng ké toan cong ty cho thdy, lwong nudc ngudn va ning
lwong tiéu hao binh quan trén 1 tAn san pham trong nam 2012 tiép tuc giam dang
ké so v&i nam 2011, cu thé : dién — gidam 5,50 %, dau FO — giam 6,91%, nudc
ngudn — giam 9,69 %. Bén canh d6, luong nudc da qua xir 1y va thai ra moi
truong binh quan trén 1 tin san pham — giam 3,41 %. Cac so liéu trén ching to
chinh sach quan ly, sir dung tai nguyén va bao v¢ mdi truong ma Vinamilk dang
&p dung tiép tuc phat huy hiéu qua manh mé va tich cuyc.

o Véi dinh hudng khong nging tim toi, khao sat cac phuong an tiét kiém ning
lugng dé tng dung vao thyc tién san xuat, nim 2011 Cong ty dé trién khai dé an
str dung dén LED dé thay thé toan bo hé thdng dén cao ap chiéu sang tai Nha
may Stra Sai Gon.

o Trong s6 3 nha may moi dua vao hoat dong trong nam 2012, dang chi nhat 1a
“siéu nha may” dit tai Binh Duong, voi quy md san xuit 400 triéu lit sita
tuoi/ndm, cong suat tuong duong gan 9 nha may hién nay cta cong ty cong lai.
bac biét, nha may nay hoan toan tu dong hoda, vdi van hanh cua robot.

o Cling tai Binh Duong, Vinamilk s& ¢4 thém nha may chuyén san xut sita bot tré
em Dielac 2, voi cong suit 54.000 tin/nim. Thang 6 t6i ddy, nha méay chuyén
san xuét sita tuoi, sita chua tai Pa Nang ciing chinh thitc duoc dua vao hoat dong.

o Doanh thu cia VNM chu yéu dén tir kénh phéan phdi truyén thong. Vinamilk da
va dang xdy dung duoc mang ludi phan phdi 16n nhat Viét Nam, tri khip 64
tinh thanh voéi hon 250 nha phan phdi va 196 ngan diém ban 1é. S6 luong diém
ban 1é cia VNM lien tuc gia ting qua cic nam. Piém dang chu y 1a VNM cling
c¢6 chuong trinh h3 trg nha phan phéi bang cach cung cap (dudi hinh thirc cho
muon) cac thiét bi dy trir lanh trong phan phéi nhu ta lanh, tG mat Piéu nay,
ngoai viéc gia ting tinh trung thanh cua nha phan phdi véi cong ty, con 1a rao
can 16n nhat cho cac dbi tha cia Vinamilk mudn tham gia thi trudng va canh
tranh thi phan voi Vinamilk. Hién Vinamilk d cung cip hon 10.000 ta lanh/ta
mat va khoang 500 xe ban tai lanh véi tong dau tu 1én dén 150 ty dong.

VINAMILK



3.3.4. Tai chinh, ké toan

Ngudn lyc tai chinh 1a mot yéu t6 tong hop phan anh sac manh cua doanh nghiép
thong qua khoi lugng nguon von m‘a dqanh nghiép c6 thé huy dong dugc va kha nang
phan phoi, quan ly c6 hiéu qua nguon von.

Badng 9 — Két qud kinh doanh Vinamilk giai doan 2008 - 2012

Niim 2008 2009 | 2010 2011 2012  [lang trwong

binh quan
;i”g doanh ' g 381 1082 | 16.081 | 22071  27.102  34%
LNTT 1371 | 2731 | 4251 | 4979 693 | 50%
LNST 1249 | 2376 | 3616 | 4218 5819 | 47%

Tong tai san 5.967 |8.482 |10.773 | 15583 | 19.698 | 35%

Von diéu 1é 1.753 |3.513 |3531 5561 | 834 48%

o Két thuc nam 2011, mdc doanh thu ciia Vinamilk dat hon 1 ty USD, chinh thirc
gia nhap vao do6i ngil cac doanh nghiép lén cia Chau A Thai Binh Duong.

Tong doanh thu

(BVT: ty déng) P
30.000 - A(OIO‘ (\“?(’(\/ i 27. 102
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Hinh 7 — Két qua doanh thu Vinamilk tir giai doan 2008 — 2012
(Nguon: BCTN 2012 VNM)
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Loi nhuén trwéc thué
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Hinh 8 — Két qua LNTT Vinamilk tir giai doan 2008 — 2012
(Nguon: BCTN 2012 VNM)
Vinamilk c6 téc d6 tang truong kha nhanh qua cic nam:

o Téc do ting tong tai san trung binh tir ndm 2008 dén 2012 14 35%. Toc do ting
von chu s¢ hitu cling rat cao vaoi murc trung binh 1a tir 48%.

o Téc do tang truong doanh thu ctia Cong ty ciing khd an twong trung binh vdi murc
34%. Nam 2012 v6i doanh thu 1én dén 27.102 ti dong.

o Téc d6 tang truong loi nhudn sau thué ctia Cong ty dat mirc trung binh 1a  47%
trong giai doan nam 2008-2012.

o Céc chi tiéu tai chinh vé quy mo von va tai san cho thdy VNM 1a cong ty c6 toc
do ting truong nhanh va cé kha niang hap thy vén tét. Diéu nay cho thiy tinh
hi€éu qua cia doanh nghi€p cao va hoan toan c6 kha nang ti€p tuc tang truong
trong nhitng ndm 2013 va cac nam tiép theo.Marketing.

banh gia kha nang thanh toan:

o Cdc chi tiéu danh gid kha nang thanh toan cia VNM trong giai doan 2008 — 2010
¢6 chiéu hudng giam dan cho thay hiéu qua sir dung vén ciia DN chua that hiéu
qué cho viéc hoan thanh muyc tiéu ting truéng theo ké hoach dé ra. Mot phan do
cong ty tang cac khoan vay ng mé rong cac nha may san xuat. Tuy nhién chi s6
nay van nam ¢ murc an toan Cao.

Panh gia hi¢u qua kinh doanh:
Bdng 10 — Két qud chi sé tai chinh Vinamilk giai doan 2008 - 2012

2008 | 2009 | 2010 |2011 | 2012

LTTT/ Doanh thu 16% 25% 26% 23% 26%

Ty suat loi nhudn/

VCSH 28% 43% 50% 41% 42%

Tong no/VCSH 28% 31% 35% 25% 27%
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o Chisb ty suat loi nhuén trén von chi s¢ hitu cia VNM & muc cao trung binh 1a
40% va c6 xu hudng ting, con sd ndy cho thdy VNM da ¢6 hiéu qua cao va phat
trién vuot bac ké tir nam 2008 trd di. Nam 2010 dd danh diu bude tién manh cua
doanh nghiép, giup doanh nghiép trd thanh cong ty lam an c6 hiéu qua von cao.

o Chi sb no trén von chit s¢ hiru cho thay xu huéng sir dung no ctia VNM ting dan
qua cic ndm cho thly VNM tiép tuc dau tu mé rong quy mod san xuit gop phan
tao ra budc dot pha vé doanh thu loi nhuin trong thoi gian toi. Viéc st dung
ngudn von 6 hiéu qua khéng chi gitp VNM ting trudng manh mé ma con gop
phan giam thiéu rui ro trong kinh doanh.

o V&1 mot stcc manh tai chinh nhu vay, Vinamilk ¢6 kha nang thuc hién thanh cong
nhirng chién lugc Marketing dé ra, tiép tuc mé rong san xuét kinh doanh trong
nude va nude ngoai; nghién ciru mé rong co cau san pham, hé théng phan phi
san pham; dau tu day truyén cong nghé cao, mé rong ving nguyén liéu, .. .tir d6
tang kha ning dap Gng nhu ciu thi truong ctia cong ty.

3.3.5. Marketing:

3.3.5.1. Hé théng phan phdi:

o Vinamilk c¢6 nhitng vu di d6i voi dai Iy dé ho tré thanh nguoi ban than thiét,
chung thily véi san pham cta minh. Thuong ddi véi dai 1y, tiry thude vao vi tri,
dia diém ban hang ma cong ty quy dinh doanh s6 va thudng cho dai Iy theo quy.
Hién nay cong ty c6 2 kénh phan phbi:

= Phén phdi qua kénh truyén thong: (220 nha pha phan phdi doc 1ap tai
64 tinh thanh va hon 140.000 diém bén 1é trén toan qudc) thuc hién phan
phéi hon 80% san lugng cta cong ty. Vinamilk dd mo 14 phong trung bay
san pham tai cac thanh phd 16n.

= Phén phoi qua kénh hién dai: ( hé théng siéu thi, Metro...) Vinamilk c6
loi thé thong qua hé thdng cac nha may sita duoc dau tu trai dai & nhicu
dia phuong trong ca nudc. V&i mot mang ludi phan phdi déu khip toan
qudc ciing nhu cac kénh tryc tiép khac nhu: bénh vién, siéu thi, trudng
hoc...

Xudt khiu ndm 2012 chiém 14% doanh thu. Thi truang xuat
khiu chinh |4 céc nude thude khu vire Trung déng,
Cambodia, Philippines, Thai Lan,

San phdm xudt khdu cha yéu 13 sita bot va siia dac, dic biét téc
d6 tang trudng xuat khiu cla sifa tuai ting 70— 100%.
/

Kénh hién dai

NHA PHAN PHOL
. SIEU THI
|

l

|
| |

Buowp upAna yuy

NGUOITIEU DUNG

(Nguon: BCTN 2012 VNM)
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o Mang ludi phan phéi ctia Vinamilk 12 mét loi thé canh tranh c6 thé manh hon
han cac ddi thu khéc trén thi truong Viét Nam. Vinamilk so hitu mot hé thong
phan phdi si gdm 220 nha phan phdi doc 1ap co6 mit tai 64 tinh thanh trén toan
qudc. Cac don vi phan phdi ndy phuc vu hon 140.000 diém bén 16 trén toan qudc.
Cong ty con ban hang truc tiép dén cac siéu thi, van phong, nha may Vva tai cac
diém tuvéan dinh dudng ciia cong ty. Dé hd tro mang ludi phan phdi ctia minh,
Vinamilk dd m¢& 14 phong trung bay san pham tai cac thanh phd 16n nhu Ha Noi,
Pa Ning, TP HO Chi Minh va Can Tho. Vinamilk c6 ké hoach m¢ thém cac
chién dich marketing dong thoi phat trién thém cac diém ban 1é dé ting doanh
thu. Bén canh mang ludi phan phdi trong nuée, cong ty con co cac nha phan phdi
chinh thuc tai Hoa Ky, chau Au, Uc va Thai Lan. Vinamilk ciing s& sém thiét lap
mang ludi phan phdi tai Campuchia va cic nudce lang giéng khac.

3.3.5.2.  Cong chung:

o Cong ching 13 mot nhom bat ki, t6 ra quan tim thuc sy hay c6 thé s& quan tim
dén nhitng hoat dong ctia doanh nghiép, ho c6 anh hudng dén nhitng kha ning
dat t6i nhitng muc tiéu ma doanh nghiép dé ra.

o Dé co su tng ho ciia cong ching, Vinamilk di va dang tich cuc hoat dong trong
cac linh vire x3 hoi, nhan van vi cong dong.

o Cung voi viéc gop phan nang cao chat luong cudc séng thong qua viée tao ra
nhiing san pham c6 gi4 tri. Trong nhitng nim qua, Vinamilk ludn song hanh clng
voi cong dff)ng trong viéc thuc hién cac hoat dong xa hoi tur thi€n va phat trién
con nguoi1 ma dac biét 1a vai tré em Vieetnj Nam. Muc ti€u cua hoat dong cong
dong ctia Vinamilk nham phat trién vé thé chat va tri tué cho tré em va hd trg
cho nhitng truong hop hoan canh kho khan, bénh tat, cac truong hop bi thién tai

= Nam 2012: cong ty gianh hon 17 ty dong cho cic hoat dong tir thién.
Trong d6 c6 chuong trinh 6 tridu ly sira cho tré emnghgo.

= Danh 3,1 ty dong cho quy “Vinamilk wom mam tai ning tré” nim hoc
2007-2008

= Ngoai ra, Vinamilk nhan phung dudng sudt doi 20 ba me Viét Nam Anh
Hung ¢ Bén Tre va Quang Nam tir nam 1997 ( dén nay con lai 13 ba me
VNAH)

= XAy 72 nha tinh nghia, 120 nha tinh thwong, déng gép cho cac qu ¥ dén
on dap nghia, quy vi nguoi ngheo, quy x6a doi giam nghéo, quy tai nang
tré, quy nan nhan chat doc mau da cam, ung ho déng bao Il lut, nan nhan
song than. ..

»  Xay dung cac cau vuot song cho cac em hoc sinh di hoc tai Quang Nam.

= HJ tro tién phiu thuat ho moi, ham éch cho tré em di tat. .

= Khong chi gop phan 1am xoa diu ndi dau, gitp d& nhung ngum gap hoan
canh kho khan, Vinamilk con tich cuc mang t0'1 cho cong dong niém vui
va nhirng kién thirc x3 hoi c6 ich trong cudc séng. Thong qua cac chuong
trinh truyén hinh va mot s hoat dong khéac, Vinamilk da tré nén gan gii,
than thiét hon khong chi vdi cac em thiéu nhi ma v&i moi nguoi dan Viét
Nam.
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o Vi chién luoc tiép can khach hang thuong xuyén va than thién hon, Vinamilk
dang va s& c6 thém nhiéu chuong trinh hudng t6i cong dong trong twong lai.

o Vinamilk c¢6 chién luoc marketing trai rong. Cong ty quang cdo san pham cia
minh trén céc phuong tién truyén théng va thong qua cac hoat dong cong dong
nhu tai trg cac chuong trinh tro choi giai tri trén truyén hinh, ting hoc bong cho
cac hoc sinh gidi va tai trg cic chuong trinh truyén hinh vi loi ich ctia cong dong
va nguoi ngheo. Bén canh cac hoat dong marketing néu trén, Vinamilk con cung
cap dich vu tu van dinh dudng tai cac trung tdm dinh dudng cta cong ty. Céc
trung tAm tu van nay vira hoat dong c6 thu phi vira gian tiép dua san pham cua
cong ty ra thi truong.

o Vinamilk dd xay dyng Chién dich tiép thi truyén thong da phuong dién nhim
gitip ngudi tiéu dung hiéu 13 loi ich “twoi, thudn khiét, dén truc tiép tir thién
nhién” théng qua chién luge nhan cach hoa hinh anh ciia nhitng cha bo sita manh
khoé, vui nhon, ning déng. Hinh anh nhitng canh dong co xanh ri, bat ngat, dy
anh nang, gan voi nd 1a nhitg cha bo dang vui vé nhay mia, hat ca, thé hién sy
gan glii V&i thién nhién. Pay that sy 1a mot hinh anh day cam xtic c6 tac dung
gan két tinh cam cta ngudi tiéu dung véi thuong hiéu Vinamilk. Qua d6, khang
dinh Vinamilk 13 vi tri s6 1 cua thuong hi¢u Viét, la niém tu hao cua nguoi Viét
Nam; xay dung gia tri tinh cdm mai cua thuong hiéu Vinamilk - hién than cua
“cudc song tuoi dep hon”.

3.3.6. Vén héa t6 chirc
Van héa doanh nghiép cta Vinamilk c6 nhitng nét dac trung sau:

o Diém dic trung ndi bt nhét chinh 1a thwong hiéu “VINAMILK” - Sita Viét Nam,
v6i mong mudn 13 “ngudi Viét dung sita Viét”. “Vinamilk cam két mang dén
cho cong déng ngudn dinh dudng tot nhat, chat lugng nhét bang chinh sy tran
trong, tinh yéu va trach nhiém cao ciia minh v41 cude séng con nguoi va xa hoi”.

o Diém dic trung thr hai cia Vinamilk chinh 1a cac gia tri duoc tat ca can bo -
cdng nhan vién Vinamilk chia sé, chip nhan va tng xur theo cac gia tri d6: su
chinh truc; ddm nghi dam lam; sang tao; hiéu qua trong cong viéc; ton trong lan
nhau...1a nhitng cdng hién rat c6 y nghia cho sy phat trién va gop phéan tang thém
nét van hoa cho cong ty.

o Triét 1y kinh doanh: Vinamilk mong muén tré thanh san pham duoc yéu thich
nhét & moi khu vuc, moi 1anh thd. Vi thé Vinamilk tdm niém réng “chat luong
va sang tao” 12 ngudi ban dong hanh cua Vinamilk. Vinamilk xem “khach hang”
1a trung tAm va cam két dap (mg moi nhu cau ctia khach hang.

o Pao durc kinh doanh: chinh sach chit luong ctia Vinamilk 13 “Luén théa man va
c6 trach nhiém véi khach hang bang cach da dang hoa san pham va dich vu, dam
bao chét luong, an toan v¢ sinh thuc phém vO1 gid ca canh tranh, ton trong dao
durc kinh doanh va tuan theo luat dinh”.
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Bang 11 — Ma tran danh gia moi truong |FE

hop vai tinh hinh trién Cong ty

Trong | Hesé | PiémTB dT(;; dgi‘;
TT Céc yéu to s'é E)han co tr?ng tiéh i é U
ung SO
cuc cuc
Niing luc sin xuit va sin pham ciia cong ty
Thiét bi va cong nghé san xuét hién dai
1 Vatien tién theo ticu chuén quéc té. 005 |3 0.15 ¥
San phém da dang, chét lugng cao, uy
2 tinh thuwong hi€u cao. 0.04 4 0.16
Vinamilk s& hiru mot mang lugi nha
3| may rong lon tai Viét Nam, 0.02 13 0.06 *
Nha may cua Vinamilk luén hoat dong
4 vdi cong suat on dinh dam bao nhu cau | 0.04 | 3 0.12 +
cua nguoi tiéu dung.
Hé thong va quy trinh quan ly chuyén
5 nghlep \dlrc_rcf van ha’nh vb0‘1 mot 691 ngl | ho5 |3 0.15 N
cac nha quan ly c6 nang luc va kinh
nghiém
Vinamil[( van dang phu thudc vao viéc
6 nhap khau nguyén liéu sita bt tir nudc | 0.05 | 2 0.1
ngoai
Ngoai c4c san pham tir sira, cAc san ph'flm
khac cua coéng ty (bia, ca phé, tra
! xanh....) van chua c6 tinh canh tranh cao 003 |2 0.06
Tai chinh doanh nghiép
8 VNM/CO ‘Eoc do tang trudng kha nhanh 002 | 3 0.06 N
qua Cac nim
9 Vlflamllk st dyng nguon von co6 hi¢u 005 | 3 0.15 N
qua
10 VNM Achﬁ vdc}ng; duoc nguon von cho 005 | 3 0.15 N
hoat dong san xuat
Chi phi dau tir
Vinamilk dau tu xay dung mot trang trai
11 | chén nu6i bo sira hién dai bac nhat Vigt | 0.05 | 3 0.15 +
Nam va bong Nam A
Ngudn nhan lye va chinh sach véi nguoi lao dgng
Vinamilk c6 ngudn nhan luc gioi, ning
12 gong vatri thue cao, 0.05 |4 02 *
13 Dao tao va sap xép nguoén nhén lyc phu 003 | 3 0.09 N
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Chinh sach khen thuéngkip thoi déi voi
14 | c4 nhan, tap thé co6 cong lao dong gop | 0.02 | 3 0.06 +
cho Cong ty

Hoat dong Marketing

Vinamilk cé chién luoc marketing trai

15 A 005 |3 0.15 +
rong
Hoat dong Marketing chu yéu tap trung
& mién Nam, trong khi Mién Bic, chiém
16 téi 2/3 dan s6 ca nude lai chua duoc dau 003 |2 0.06 )
tu manh
17 Két qua dem lai tr marketing van chua 002 | 2 0.04 ]

ximg tAm voi sy dau tu
Hoat ddng nghién ciru va phat trién

Nang luc nghién ctru va phat trién san
18 | pham mdi theo xu hudngva nhu cautiéu | 0.05 |3 0.15 +
dling cua thi truong nhanh va manh

Hé théng ban hang va kénh phan phéi

Vinamilk c6 mot doi ngil tiép thi va béan

19 | hang c6 kinh nghiém vé phan tich va x4c | 0.05 | 3 0.15 +
dinh tiéu dung,
VNM tiép can thuong xuyén véi khach

20| hang tai nhidu diém ban hang. 005 |3 0.15 *
Vinamilk c6 mot mang luéi phan phéi

21 | mang tinh canh tranh hon so v¢i cac doi | 0.1 4 0.4 +
thi.

Vin hoa cong ty

Lanh dao va nhfln vién luf)n co su tén
20 | trong vahop tac lan nhau, bau khong khi | 0.04 | 3 0,12 +
lam viéc vui vé.

Vinamilk la su hai hoa céac loi ich, vi lgi

21 ich cua Vinamilk ciing lalgiich ctianhadn | 0.06 | 3 0,18 +
vién, nha nudc, xahdi.
Tong cong 1 2.76

- S6 diém tong cong caa Vinamilk 12 2.76 cao hon muc trung binh 2.5. Diéu nay cho
thay, cong ty c6 diém manh vé cac yéu té noi bo so véi dbi thi canh tranh.
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3.4. Phdn tich chudi gid tri va nang luc canh tranh:
3.4.1. Phan tich chuoi gia tri:

Céu tric ha ting cong ty
- Ban lanh dao c6 nang luc trong viéc nhan dinh co hoi va phat trién kinh doanh bén viing.
- Vinamilk hop tac voi IBM trong viéce trlen khai ha tang CNTT trong viéc quanly.
- Nang luc cao trong viéc huy dong ngudn von gia ré tir thi trudong von.
- Ap dung hé théng quan 1y chat luong theo Tiéu chuan 1SO 9000
Ngudn nhan lwe
) - Tuyen dung lao dong tai dia phuong va thong qua cac dich vu cho thué lao dong (outsourcing).
Cac | -picu kién lam viéc an toan va cham soc sirc khoe tot cho nguoi lao dong.
hoat | - Coi ngudn nhan lyc la trong tAm cho viéc phat trién, c6 chinh sach khuyén khich dao tao nang
dong | cao vé chat luong lao dong. ) ‘ 7
hd - Xay dung méi truong lam viée tot, tao dicu kién cho ngudi lao dong phattrién.
ro
Phat trién cong nghé
- Pau tu manh trong viéc nghién ciru VA phat trién san pham mai.
- Hiéu qua cta bd phan nghién ctru va phat trién san pham cao.
- bau tu cac thiét bi cong nghé hién dai dat ti€u chuan thé gidi.
Mua sim
- Pau tu phat tyién cac du an chan nu6i bo sira.
- C6 quan hé tot véi nha cung cap.
- Quy trinh mua sim duoc thiét ké, ddnh gid chit ché dam bao chat lugng dau vao.
Hoat dong \Vin hanh Cac hoat dong I\/!arkt\atmg va D!~c_h vu hau
diu vao : diu ra béan hang mai
- Van chuyén sira | - Robot va cac ky | - Cac hoat dong | - Vinamilk c6 | - Co trangweb
twoi  va  cac | su dicukhicn robot | dong go6i, van | kénh phan phoi | tu van stic khoe
nguyén li¢u vao | hoat dong cac thao | chuyén déu | rong khap toan | cho khach
che bién véi quy | tic tor san xuat, | dugc thuc hién | quoc. hang.
Cac | trinh dugc kiém | dong  goi, van | va ho trg béi | - Thuong higu | - Dich vu cham
hoat | S04t chat ché va  chuyén va kiém tra | robot. cia  Vinamilk | séc khach hang
déﬁg cong nghé tién | chdt che theo tiéu | - Hé thong d6ng manh. tiu dung va
chinh tién. chuan theé gidi. lanh dugc nang | - _ Vinamilk | khach hang dai
- Vinamilk c6 hé chp va kiém tra | chiém thi phan | Iy duoc nang
thong kiém soat thuong  xuyén | 40% thi truong | cao thuong
nguyén liéu ton dam bao cac |stta noi dia. | Xuyén.
kho, ddm bao thoi thanh pham | - Doi ngii ban
gian ton kho dting dwoc tao ra & | hang giau kinh
quy dinh. dieu kigén tot = nghi¢m.
nhat.

Danh gia cac yéu to VRIN — dé duy tri loi thé canh tranh bén vitng cho doanh nghiép,
nang luc cét I18i phai hoi tu 4 yéu td
o Gid tri (Valuable): Cho phép doanh nghiép tao ra sy khac biét san phrflm, dich
vu va tao ra gia tri duy nhat.

o Khan hiém (Rare): Cac ddi thu canh tranh khong thé tiép can duoc.
o Khong thé bat chudc (Inimitable): Cac dbi thi canh tranh khong dé dang sao
chép, hoic san xuat dugc.
o Khong thé thay thé (Non- subsitutable): Ngudn luc twong duong dé tao ra
nhimng chién lugc twong tu khong co sin.
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Bang 12 — Bang danh gid néing lyc cot 16i

. Non- | Két qua vé mat
Valuable | Rare Inimitable Sub canh tranh
Thuong hiéu manh c6 c6 c6 co Lg_n t}le canh tranh
bén viing
Quén tri cip cao ¢ ning luc ok
Y At et A , , , , Loi thé canh tranh
va doi ngii k¥ su c6 chatlugng | C6 Co Co Co bén vitng
Hé théng phan phdi rong | -, A . . Loi thé canh tranh
khap ca nudc Co Khong | Co Co tam thoi
Kha nang huy dong tai chinh . n . , Loi thé canh tranh
1on Co Khong | C6 Co bén vimg
3.4.2. Chudi gid tri khdch hang:
Yéu cAu mong doi trong chudi gia tri khach hang
) 2 ~ A 5 1, CO ¢ va A A
San  phém Nguyén li¢u san xugt©ONd ) nghe Hoat dong  cong Ching loai
quy trinh dong

Chuédi gi4 tri khach hang

Khong st dung
chat bao quan

Nguyén liéu san xuét
duoc su dung tu
nguon  sita  tuoi
nguyén chat

Cong nghé va
quy trinh san
xuat dugc san
Xuit theo tiéu
chuan quéc té

Hoat dong Vi su phat
tricn cua cong dong

ba dang chung
loai dap tng nhu
cau cham sbéc suc

khoe

Chubi gia tri TH True Milk

Khréng str dung
chat bao quan

Dau tu rat manh dbi
Vi céac trang trai bO
sita va hé théng chan
nuoi

Cong nghé san
xuat theo tiéu
chuan Chau Au

Chua c6 nhiéu hoat
dong PR ho trg (‘hoc
bong, quy sita cho
tré em ngheo...)

Chua c6 nhiéu
ching loai sira va
san pham tu sira

Chubi gia tri Friesland Campina

Khdng s dung
chat bao quan

Thu mua sta tu
néng dan va céc
trang trai bo sita, con
lai 12 nhap khau

Cong nghé va
quy trinh san
Xuat dugc san
xuit theo tiéu
chuan quc té

C6 nhiéu hoat dong
PR hé tro ( hoc bong,
quy stra cho tré em
ngheo...)

C6 nhiéu ching
loai sita va san
pham tur sira

Chuédi gia tri Vinamilk

Khong sir dung
chat bao quan

Tir cac trang trai bO
stra, thu mua sita tu
nong dan, va nhap
khau nudc ngoai

Cong ngh¢ san
xuat hién dai
bac nhat  thé
giéi cua Thuyy
Pién, st dung
robot va cong
nghé khép kin

C6 nhiéu hoat dong
PR h6 tro ( hoc bong,
quy sita cho tré em
ngheéo...)

C6 nhiéu ching
loai stra va san
pham tur sira
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3.5. Ma trdgn SWOT veé Vinamilk:

Ma tran SWOT

Nhitng co hoi (O)

1. Nhirng chinh sach vu dai cua
Chinh pht vé nganh sita: phé
duyét 2000 ty cho cac du an phat
trién dén nam 2020.

2. Céc chinh séch wu dai vé thué.
3. Nhu cdu tiéu duing sita ctia
nguoi dan ngay cang tang cho thy
thi truong co tiém nang ting
truong rat 1on.

4, Gia nhap WTO: mo rong thi
truong kinh doanh, hoc héi kinh
nghiém.

Nhirng thdach thue (T)

1. Nén kinh té khong on dinh
(lam phat, khung hoang kinh
té..).

2. Gia nhap WTO: gia tang
thém ddi thu canh tranh va
ddi thu tiém an.

3. Su canh tranh ngay cang gay
gét trén thi truong sira, ngay
cang nhiéu d6i thu gia nhap
nganh.

4. Nganh sira la nganh nhay
cam anh hudng truc tiép dén
stc khoe cua nguoi tiéu dung.

Nhiing diém manh (S)

1. Thuong hi¢u manh, thi phan 16n.
2. Mang luéi phan phdi rong khip
ca nudc.

3. Day chuyén san xuét tién tién,
Ban l&nh dao c¢6 nang luc quan ly
tot.

4. Danh myc san pham da dang,
manh va gia cd canh tranh.

5. Tiém luc tai chinh manh, de dang
huy dong vén tir thi truong von.

6. Quan hé bén viing véi cac ddi
tac, nha cung mg, dam bao

ngudn cung nguyén liéu 6 6n dinh.

7. D0oi ngi tiep thi vanghién ctu
san pham giu kinh nghiém, doi
ngii k¥ sur giau kinh nghiém vé cac
san pham sira.

CAc chién lwge SO

1. Pau tu vao cac dy an chin nubi
bo sita, cha dong trong ngudn
cung nguyén ligu (S5, O1, 02).

2. Dau tu manh vao marketing dé
phét trién thuong hiéu, hoan thién
hé théng phan phdi dé gia ting
luong ban khi nhu cau nguoi dan
ngdy cang ting d6i v4i san pham
stra (S1, S2, S5, S7, 03).

3. Phét trién cac san pham chat
luong bang cong nghé san xuat
tién tién dat chat luong qudc té dé
day manh xuat khau san pham sira
(S3, S5, O4).

4. Pa dang hoa san pham tir sira dé
dap tmg nhu ciu ngay cang ting
cua nguoi tiéu dung.

Céc chién luge ST

1. Tan dung thuong hi¢u manh,
mang ludi phan phdi rong 16n
dé chiém linh thj phan sita
trong nudc, dic biét 1a thi phan
stta hot va khach hang tai ndng
thon (S1, S2, S7, T2, T3).

2. Tao niém tin Vauy tin d6i véi
ngudi tiéu ding bang cong nghé
san xudt sira hién dai, tién tién
(S1, T4).

3. Péau tu vao nghién ctu va
phat trién dé da dang hoa san
pham, tang stc canh tranh cho
doanh nghiép (S4, S5, T2, T3).

Nhitng diém yéu (W)

1. Chui yéu tap trung san pham vao
thi truong trong nudc.

2. Hoat dong Marketing ctia cong ty
tap trung chil yéu & mién Nam.

3. Phu thudc nhiéu vao nguyén

liéu nhép khau, vi vay chi phi dau
vao bi tac dong manh boi gia
nguyen liéu the gioi VA bien dong
ty gia.

4. Thi phan stra bot chua cao so voi
san pham ngoai nhap.

Chién lwoc WO

1. Lién két ngang véi cac cong ty
ngoai nudc dé hoc hoi cong nghé
va kinh nghiém quan 1y, qua do6
tham nhap thi truong nude ngoai,
gia tang xuét khau (04, W1).

2. Phat trién cac hoat dong
Marketing dén cac khu vuc thi
phan chua cao (W2, 0O3).

3. Déy manh cac hoat dong
Marketing dé xay dung hinh anh
VNM trén thi truong thé gidi, tao
diéu kién cho xuat khau (W2, 04).
4. Chu dong trong viéc cung cap
nguyén liéu bang viéc phat trién
cac du an chan nudi bo sita, hd tro
nha cung cap chin nudi bo (W3,
01).

1. Chu dong ngudn nguyén liéu,
phat trién cac du an chian nudi
bo sira dé gianh loi thé canh
tranh vé gi vangudn nguyén
ligu (W3, T2, T3).

2. Déy manh céc hoat dong
Marketing dé gia ting sy dinh
vi thuong hiéu ddi v6i nguoi
tiéu dung (W2, T2, T3).
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CHUONG 3: XAY DUNG CHIEN LUQC VINAMILK PEN NAM 2020

1. Xay dung chién lwrec phat trién Vinamilk:
1.1. Muc tiéu ciia Vinamilk @én nam 2020:

- Muc tiéu chung cua Cong ty 1 t6i da hoa gia tri ciia c6 dong.

- Cot mbe 01 ty USD dat sém hon mot ndam so véi muc tiéu da dé ra cho ké hoach 03
nam 2011 — 2013 13 vo cing quan trong, cu thé 1a trong nam 2011. Vinamilk d& chinh
thire gia nhap vao ddi ngii cac doanh nghiép 16n ctia Chau A Thai Binh Duong. Theo
do, muc ti€u dai han cua Vinamilk trong giai doan tiép theo dén nam 2020, Vinamilk s&
chu trong dau tu ca chiéu sdu 1An mo rong dé dap vmg nhu ciu thi trudng va phin du
trd thanh 1 trong 50 doanh nghiép sita 16n nhat thé gidi cu thé 1a dat dugc doanh sé 03
ty USD vao nam 2017 va dat duoc chi sb ting truéng nhu ké hoach.

1.2. Xay dwng va lira chon chién hegc phdt trién Vinamlik:

1.2.1. Xdc dinh vi thé va xu thé hanh déng chién hegc (Ma trdn SPACE):

1.2.1.1.  Sirc manh tai chinh cta Vinamilk:

o Vinamilk dat tdc do ting trudng binh quan vé doanh thu 34%/nam, 1oi nhuén sau
thué 49%/nam, téng tai san 34%/nam trong giai doan 2012. Vi muyc tiéu dat 03
ty USD vao nam 2017, dy kién Vinamilk sé& tiép tuc duy tri téc do ting truong
nhanh vé quy mo hoat déng

o Co cau vbn va tai san: co cAu tai san cla Cong ty co Xu hu’ong glam ty trong tai
san ngan han dong thoi tang tai san dai han, vé nguon vbn, von chil 50 hu:u la
ngudn tai trg chinh cho hoat dong cta Vinamilk, chiém 79% tong ngudn vén,
hoan toan khong str dung n¢ vay tin dung tir nam 2011.

Tang tru'dni

Nam két thic 31/12 2008 2009 2010 2011 2012 “g R 9
binh quéan

Bao cao Lai lo (ty dang)
Téng doanhthu B8.381 10.820 16.081 22071 27.102 34%
Lai nhuan trudc thué 1.371 2731 4251 4579 6930 500
Lginhuan sau thué 1.249 2376 3616 4218 5.819 47%
€& tife [dong/ 1 cd phiéu)
Thu nhap co ban 3.563 6.769 6.834 5.145 6981
Tra ¢ tiic trong nam 3.900 2.000 5.000 3.000 4,000
Bang Can D&i K& Toan [ty dong)
Von diéu lé 1.753 3.513 3.531 5.561 B.340 48%
Van chi sé hiu 4.666 6.455 7.964 12,477 15.493 35%
Tq':'ng taisan 5.967 B.4B2 10.773 15.583 19.658 35%
Ng vay dai han 22 12
Gia tritai san thuan/1 cd phiéu 26,619 18.378 22,556 22437 18.577
Chi s& tai chinh
Loi nhuan trudc thué/Doanh thu 16% 25% 26% 23% 26%
Ty suat lgi nhuanNon chi sa hiu 2B% 43% 50% 1% 4%
Téng ng /Vén chisd hiu 28% 31% 35% 25% 27%

- C4c chi tiéu tai chinh vé& quy md von va tai san cho thay Vinamilk la cong ty c6
téc do ting trudng nhanh va cé kha ning hap thu vén tt. Bidu nay cho thay tinh
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hiéu qua cao va hoan toan c6 kha ning tiép tuc ting trudng trong giai doan tiép

theo. Murc diém danh cho yéu té sic manh tai chinh cia Vinamilk 1a 5 diém.

1.2.1.2.  Strc manh ctua nganh stra:

o Theo du bao & phén trén, mirc ti€u thy stra ciia nguoi Viét con rat it so véi cac
nuée trong khu vure nén kha ning phat trién va ting truéng ciia nganh trong tuong
lai 13 rat cao, ddc biét 13 su ting trudng ctia cac nhom san pham sira tuoi, sita
chua va sita bot (xap xi 25% trd 1én). Ngoai ra, chinh phi ¢6 chinh sach khuyén
khich dau tu vao cac trang trai chin nudi bo sita va cong nghé ché bién sita nham
ting san luong trong nude, giam ty 1& phu thudc vao ngudn nguyén lidu nudc
ngoai.

> Muc diém danh cho yéu té sc manh caa nganh sira 1a 4 diém.

1.2.1.3.  Strc manh loi thé canh tranh ctia Vinamilk:

o Céc loi thé canh tranh ctia Vinamilk dugc trinh bay & phén trén, ngoai ra cac yéu
t6 khac gop phan tao nén thanh cong cta Vinamilk 1a hé théng mang ludi phan
phéi rong 16n, cac chién luoc marketing hiéu qua, cong nghé san xuét hién dai.

> Muc diém danh cho yéu té sic manh loi thé canh tranh 1a -1 diém.

1.2.1.4. Sy 6n dinh ciia méi truong:

o Chinh phu c6 nhitng chu truong va chinh sach phét trién ngudn nguyén liéu
trong nudc, tao diéu kién cho nganh sita phat trién bén viing.

o Nhu cau sita cia Viét Nam va thé giéi dang trong giai doan ting manh, tao tién
dé cho su tang truang 6n dinh caa nganh.

> Muc diém danh cho yéu té 6n dinh méi truong 1a -2 diém.
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1.2.1.5.

Ma tran SPACE:

SPACE Matrix VINAMILK

CA

FS

Conservative a Aggressive
+5
+4
+2
+1

B S R E AN, | W w4 +5 46
2
3
A

. 5 o

Defensive Competitive

6

Hinh 9 - Ma trdn vi thé va xu thé hanh dong chién luoc cia Vinamilk trén Ma trén

SPACE

o Vinamilk nam trong 6 tin cong trén ma tran SPACE > xu thé lugc trong giai
doan tiép theo cia Vinamilk 12 T4n cong, trong chién lugc phat trién kinh doanh
ctia minh, Vinamilk phai tim kiém phan khiic khach hang méi, nang cao tinh
ning va chat luong ctia san pham ciing nhu phét trién san pham méi.

o Vinamilk theo dudi chién luoc phat trién kinh doanh dira vao cac yéu t6 sau:

Cung cd hé théng va chat luong phan phdi nham gianh thém thi phan tai
cac thi truong ma Vinamik c¢6 thi phf:in chua cao, dac biét la nhom khach
hang tai nong thon va cac do thi nho.

Phat trién toan dién danh muc cic san pham sita va tir sita nhim huéng
to1 mot lugng khach hang ti€u thu rong 16n hon.

Cung cd, xay dung va phat trién mot hé théng cac thuong hi€u cuc manh
dap tng tot nhat cac nhu ciu va tm 1y tiéu dung ctia ngudi tiéu dung Viét
Nam.

Tiép tuc m& rong va phat trlen hé thong phan phéi chu dong, virng manh
va hiéu qua phat trién ngudn nguyén liéu dé dam bao ngudn cung sita 6n
dinh, chat lugng gia cao voi gia canh tranh va dang tin cay.

Pau tu mo rong san xuat kinh doanh qua thi truong clia cic mit hang
nude giai khat tot cho sitc khée nham dap ing xu hudng tiéu dung ting
nhanh ddi véi cac mit hang nuéc giai khat dén tir thién nhién va tét cho
strc khoe con nguoi.
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1.2.2. Ma trdn chién lugc chinh:

STTTT NHANH
I |
1. Phét trién thi tredng ; ?:Zg:ig;?ﬁ:ﬁgﬁg
% hamnhapthi msong 3. Phét trién sén'phé'm
2 Pllat - pilam 4. Két hop vé phia trudc =
= 4. Két hop theo chiéu ngang P iga =
d £ e ni 5. Két hop vé phia sau <<
; 6. Thanh I¥ 6. K&t hop theo chigu ngang =
= ¢ y 7. Dadang hoa tap trung §
> 2
= |1 Gidmbotchitieu <
< 2. Dadang hoda tap trung 1. Dadang hda tap trung =
o 3. Dadang hda theo chiéu ngang 2. Padang hda theo chiéu ngang s
; 4. Dadang hda lién két 3. DPadang hda lién két ;
5. Loaibdt 4. Lién doanh
6. Thanhly
]| v
STTTT CHAM

Hinh 10 - Ma trdn chién luge chinh

o Tir ma tran danh gia cac yéu t6 bén ngoai, tong diém co trong s6 ciia Vinamilk
14 3.23, twong tu ma tran danh gia cac yéu td bén trong, tong diém s ¢ trong s6
1a 2.76 va sau do ta dat vao ma tran IE s€ théy Vinamilk nén chon chién lugc tap
trung (thdm nhap thi trudng, phat trién thi trudng va phat trién san pham).

o Tir ma tran Space, Vinamilk & vao gdc tu tn cong ctia ma trin, noi ma cong ty
c6 thé sir dung nhitng diém manh bén trong cia nd dé: (1) tan dung nhitng co hoi
bén ngoai, (2) vuot qua nhitng thach thirc bén ngoai (3) khic phuc nhitng diém
yéu bén trong. Do d0, cac chién lugce tham nhap thi trudng, phat trién thi truong,
phat trién san pham, két hop vé phia sau, két hop vé phi trudc, da dang hoa tap
trung déu co thé kha thi.

o Ngoai ra, thi trudng sita c6 tiém nang ting truéng manh (nhu da phan tich phan
trén). Dya vao so dd ma tran chién luoc chinh, Vinamilk ¢6 vi tri ndm & goc I,
cung véi viéc két hop véi cac ma tran bén trén cac chién luoc thich hop véi
Vinamilk trong giai doan dén nam 2020 Ia:

= Chién lugc phat trién va tham nhap thi truong

= Chién lugc hoi nhap vé phia sau

= Chién lugc da dang hoa dong tam

= Chién lugc da dang hoa t6 hop

1.2.3. Cac phuong dn chién lwgc dwa vao ma tran SWOT:
1.2.3.1.  Chién luge SO:

= Péu tu vao cac du an chan nudi bo sira, chii dong trong ngudn cung
nguyén liéu (S5, O1, 02).

»  PAu tw manh vao marketing dé phat trién thuong hi¢u, hoan thién h¢ théng
phan phdi dé gia ting luong ban khi nhu ciu nguoi dan ngay cang ting
dbi voi san pham sita (S1, S2, S5, S7, 03).

= Phat trién cac san pham chat luong bang cong nghé san xuit tién tién dat
chat lugng quéc té dé diy manh xuét khau san pham sira (S3, S5, 04).
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= Pa dang hoa san pham tir sita dé dap tmg nhu cau ngdy cang ting ciia
ngudi tiéu dung.

1.2.3.2.  Chién luogc ST:

= Tan dung thuong hiéu manh, mang lu6i phan phdi rong 16n dé chiém linh
thi ph?m stra trong nudc, dac biét 1a thi phén stra bot va khach hang tai
nong thén (S1, S2, S7, T2, T3).

= Tao niém tin va uy tin ddi v6i ngudi tiéu dung bang cong nghé san xuét
sita hién dai, tién tién (S1, T4).

= Pau tu vao nghién ctru va phat trién dé da dang hoa san pham, ting st
canh tranh cho doanh nghiép (S4, S5, T2, T3).

1.2.3.3.  Chién lugc WO:

= Lién két ngang véi cac cong ty ngoai nudc dé hoc hoi cong nghé va kinh
nghiém quén 1y, dong thoi qua d6 tham nhap thi trudng nude ngoai, gia
tang xuat khau (04, W1).

= Phaét trién cac hoat dong Marketing dén cac khu vuc thi phan chua cao
(W2, 03)

= Piy manh cac hoat dong Marketing dé xay dung hinh anh Vinamilk trén
thi trudng thé gidi, tao diéu kién cho xuét khau (W2, O4).

= Chu dong trong viéc cung cap nguyén liéu bang viéc phat trién cac dy
an chan nudi bo sita, hd trg nha cung cdp chin nudi bo (W3, O1).

1.2.3.4. Chién lugc WT:

= Chua dong ngudn nguyeén lidu, phét trién cac dy an chan nudi bo sita dé
gianh lgi thé canh tranh vé gia va ngudn nguyén liéu (W3, T2, T3).

= Pay manh cac hoat dong Marketing dé gia ting sy dinh vi thwong hiéu
dbi voi nguoi tieu dung (W2, T2, T3).

1.2.4. Lura chon chién lugc bdng ma tran dinh lvong QSPM:

o Do nguén lyc va tai nguyén cua Vinamilk 1a ¢6 han, nén Cong ty phai lya chon
chién lugc hép dan trong sb nhirng chién luge kha thi dé thue hién. Can ct vao
nhiing phan tich theo Ma tran SPACE, Ma tran chién luoc chinh, Ma train SWOT,
cac chién luoc chinh phi hop véi muc tiéu phat trién ciia Vinamilk trong giai
doan dén nam 2020:

= Chién luoc 1: Phat trién va thAm nhap thi truong
= Chién lugc 2: Hoi nhap vé phia sau

= Chién lugc 3: Pa dang hoa dong tm

» Chién lugc 4: Pa dang hoa to hop
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Bang 13 — Ma tran dinh luvong QSPM

phan | Chiénlwge 1l | Chiénlwge2 | Chiénluge3 | Chién luge4

Céc yeéu to chinh loai

PHD | TSb DHD | TSD | bHD | TSP | PHD | TSD

Céc yéu tb bén trong

Thiét bi va cong nghé san xuat
hi¢n dai vatién tién theo tiéu 3 4 12 3 9 3 9 3 9
chuan quoc té.

San pham da dang, chét luong
cao, uy tinh thuong hiéu cao.

Vinamilk so hitu m§t mang
ludi nhd May rong 16n tai Viét 3 4 12 2 6 3 9 3 9
Nam.

Nha may ctua Vinamilk luon
hoat dong vai cong suat 6n
dinh dam bao nhu cau cua
nguoi tiéu dung.

Hé théng va quy trinh quan ly
chuyén nghiép dugc van hanh
boi mot doi ngii cac nha quan
1y ¢6 nang luc va Kinh nghi¢m

Vinamilk van dang phu thudc
vao viéc nhap khau nguyén liéu 2 2 4 4 8 2 4 2 4
stra bt tir nud ¢ ngoai.

Ngoai cac san pham tir sita, cac
san pham khac cua cong ty
(bia, ca phé, tra xanh....) van
chua c¢6 tinh canh tranh cao.

VNM c6 toc do ting trudng
kha nhanh qua cac nam.

VNM chi dong duge ngudn
von cho hoat dong san xuat.

Vinamilk dau tu xay dung mot
trang trai chin nudi b0 sita hi¢n

dai bac nhit Viét Nam va Dong 3 3 9 4 12 2 6 2 6
Nam A.

Vinamilk c6 nguon nhan lyc
gio6i, nang dong va tri thirc 4 4 16 3 12 3 12 3 12
Ccao.
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Dao tao va sap xép ngudn nhan
luc phU hop véi tinh hinh trién
Cong ty.

Vinamilk c6 chién lugc
marketing trai rong.

Hoat dong Marketing cha yéu
tap trung & mién Nam, trong
khi Mién Béc, chiém toi 2/3
dan sb ca nuoc lai chu a duge
dau tu manh.

Nang luc nghién ctru va phat
trién san pham méi theo xu
huydng vanhu cau tiéu dung
cua thi truong nhanh va manh.

Vinamilk c6 mot doi ngii tiép
thi va ban hang cd kinh nghi¢ém
vé phan tich va xac dinh t idu
dung.

12

12

12

Vinamilk c6 mot mang ludi
phan phoi mang tinh canh tranh
hon so véi céc doi thu.

12

12

12

Céc yéu to bén ngoai

Kinh té dang phuc hoi va dugc
du dinh tang trudong cao va thu
nhap binh quén tang.

12

16

16

Nha nude tao diéu kién phat
trién nganh sira thong qua cc
co ché chinh séach riéng.

12

16

12

12

Téc @6 phat trién nganh sira
ngay cang ting do nhu cau st
dung stra tang.

12

Ngudi tiéu dung cang cha y
dén gia tri x4 hoi cua cac
thuong hiéu sira.

Su canh tranh manh mé cuia cac
san pham trong nudc va ngoai
nudc.

Téc d6 ting trudng nganh cao
thu hat cac doanh nghiép mai
gia nhap nganh.
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Nguoi ti€u dung ngay cang
quan tam den chat lugng dinh 3 2 6 3 9 2 6 2 6
dudng thuc té cta sira.

Nguyeén vat liéu cung cap cho

nganh sita chwa 6n dinh. 3 2 6 4 12 2 6 2 6
Tlrlh khéc biét hoa san pham 4 9 8 3 12 3 12 ) 3
khbng cao.
Nguoi tiéu dung ngay cang
quan tam dénﬂ uy tin , chat 4 3 12 3 12 3 12 3 12
luong san pham.

Tong cong 254 213 237 230

o Tir két qua ma tran dinh luong QSPM, cac chién luoc duoc sip xép theo mirc
do hap dan nhu sau:

= Chién lugc phat trién va tham nhap thi trudng 254 diém
= Chién lugc da dang hoa ddng tam 237 diém
= Chién lugc da dang hoa t6 hop 230 diém
= Chién lugc hoi nhap vé phia sau 213 diém

o Dua vao bang Ma tran dinh lugng QSPM, chién luoc phat trién va thAm nhap thi
truong dugc Vinamilk lya chon dé thuc hién muc tiéu dai han cua minh trong
giai doan 2013 — 2020.

o Vinamilk x4c dinh chién lugc phat trién kinh doanh cua Cong ty dén nim 2020
nhu sau:

= Tiép tyc tap trung vao nganh nghé kinh doanh chinh ciia Cong ty 1a san
Xudt sira va tang trudng tp trung qua sy mo rong thi trudng tiéu thu vao
cac thi trudng méi v6i cac san pham ma Vinamilk dang san xudt.

= Pau tr vao cac hoat dong marketing, tan dung thuong hiéu manh va hé
thong phan phdi san c6 dé gia ting thi phan va phat trién thi truong

= Mo rong thi truong xuit khau qua viée bang viéc cai tién nang cao chat
lugng san pham qua viéc dau tu cong nghé hién dai tiéu chuan thé giéi.

= Tiép tuc ciing c¢6 va md rong hé thong phan phdi sang cac dia ban khac:
mo thém diém ban 1¢, ting d6 bao phii phan phdi san pham.

=  Paiu tw mé rong nha may nhim ting cong suat dap Gng nhu cau phat trién
dai han cta thi truong: ti da va toi wu hoa coéng suat cua cac nha may
hién hiru, dau tu xay dung nha may méi v6i cong nghé tién tién nhat thé
gidi nham duy tri chat lugng san pham dat tiéu chuan qudc té.

= Pau tu phat trién ving nguyén liéu bo sira: dau tu ting sé luong bo sita
tai cac trang trai bo sira hién c6 va tim kiém phat trién thém céc trang trai
bo slta mai trong va ngoai nudc.

2. Xay dung chién lwec SBU:
2.1. Co cdu san phdam:

o Trong danh muc cac san pham truyén thong ctia Vinamilk hién c6 sira nudc, sira
chua, stta bdt va sira dac. Hién nay, sita nudc va sira bot 1a hai san phém doéng
g6p nhiéu vao doanh thu, tuong tng véi ty 18 40.3% va 22.4%.
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o Trong nhitng nim t4i, hai dong san pham sita nudc va sira bot sé tiép tuc dat toc
do6 tang truong cao va dong gop mot phan quan trong trong chién luge phat trién
cua Vinamilk trong giai doan 2013 —2020.

o Bén canh do, sira chua va sira dac 1a hai dong san phém ma Vinamilk chiém t&i
90% va 80% thi phan, tuy nhién do nim gan nhu toan bd thi phan nén toc do
tang trudng cia hai nhom san pham nay kha bi gidi han.

o Gan diy, Vinamilk khéng nhitng tham gia san xuat mot sb dong san pham tir sita
m&i nhu kem, phé mai ma con tham gia san xudt sita ddu nanh, nudc ép trai cdy
va nudc giai khat. Nhoém san phdm moi nay tuy mire do dong gbp vao doanh thu
kha khiém ton nhung tiém ning ting trudng van kha cao.

- Mang sira nudc:

o V& thi phan, Vinamilk hién nim giita khoang 50% thi phdn mang sita nudc. Mic
di phai canh tranh v6i nhiéu d6i thu nhu Friesland Campina Vietnam, TH Group,
Moc Chau Milk, Long Thanh Milk, nhung Vinamilk dinh huéng khong chi git
vitng thi phan ma con gia ting thém thi phan khoang 1-2% nam.

o Vinamilk hién c6 1oi thé so véi ddi thi canh tranh khi nam t&i 60% ngudn nguyén
lidu nodi dia, c6 mang ludi phan phdi rong khip ca nude va loi thé trén quy mod
da gilp tiét giam phan 16n chi phi, di bdo mang sita nudc sé tiép tuc duy tri toc
do tang trudng kha cao & muc 25%/ nam trong nhiing nam td1. Tuy nhién, do su
canh tranh gay gat trong ndi bd nganh, bién loi nhudn c6 thé bi thu hep dan so
véo1 muc 24% nhu hién tai.

- Mang stra chua:

o Mang stra chua dong goép mdt vai tro quan trong trong viéc xay dung hinh anh
thuong hi€u cia Vinamilk, hién nay, Vinamilk dang nam gitr khoang 90% tong
thi phan cua thi truong sita chua trong nuéc. Tuy nhién, viéc nam giit gan nhu
toan bo thi phan sita chua cling da giéi han toc do ting trudng clia mang nay. Tur
nam 2009, toc d6 ting truong ctia nhém san pham sira chua da bi thu hep tir mirc
85%/nam xudng con 30%/ndm nhu hién nay. Du bao trong giai doan 2013
— 2018, mang nay s& duy tri toc do tang truéng trung binh vao khoang 20 —
25%.

o Xét vé bién lgi nhuan, du bio bién lgi nhuan trung binh ciia mang nay s& giam
nhe so voi mue 40% hién nay mac du Vinamilk khong chiu sy canh tranh nhiéu
trong nhom phan khac nay.

- Mang stra bot:

o Véi mang sita bdt, Vinamilk hién c6 co cAu danh muc san phém kha da dang
hudng t61 tré so sinh, tré em, phu nir mang thai, phu nita cho con bu va nguoi
16n tudi. Vinamilk hién nam giit khoang 25% thi phan sita bot trong nudc trong
khi d6 phan 16n thi phan van thudc vé cic nha san xuat nudc ngoai nhu Friesland
Campina, Mead Johnson va Abbott. San phidm cta cac hing sita nudc ngoai hién
c6 gia cao hon cac san pham cung loai do Vinamilk san xuat va dong thoi nham
t6i nhom khach hang ¢ thu nhap cao. Trong khi d6, cac san pham cua Vinamilk
lai nham t&i phan khiic khach hang c6 thu nhap trung binh.

o Gan day, mang sira bot cua Vinamilk dat toe do tang trudng cao hon muc trung
binh cta nganh, diéu nay do anh huéng ciia khing hoang kinh té, mot bo phan
khach hang da chuyén sang sir dung san pham trong nudc thay vi sir dung san
pham nhép khau gia cao, va Vinamilk ciing da thanh cdng trong viéc xay dung
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danh muyc san pham c6 chat lugng dugc xem la twong dwong san pham ngoai
vaéi gia thanh canh tranh.

o Du béo mang sita bot cia Vinamilk c6 thé dat mirc ting trudng vao khoang 20%/
nam trong giai doan 5 nam td1, tuy nhién bién lgi nhuan cia mang nay s€ giam
nhe do hoat d6ng tham nhdp thi trudng va canh tranh vé yéu td gia.

- Mang sira dac:

o Sira dic 1a mot trong nhitng san pham dau tién ctia Vinamilk, cho dén nay, Viét
Nam nim gitra khoang 80% thi phén ca nudc. Tuy nhién, thi truong stra dac
trong nudc di chuyén sang giai doan bdo hoa duoc phan anh béi toe do ting
truong kha thap.

o Hién nay, tbc do tang trudng cua mang sita dac chu yéu duoc hd trg boi hoat
dong xuat khau nhu Trung Dong, Campuchia va Philipines 14 nhirng thi truong
chu luc ctia Vinamilk. Nhin chung, ky vong vé tc d6 ting trudng clia mang sita
dac 1a 8 — 10%/ nam trong giai doan 2013 — 2020 va gilt mtc 191 nhudn 6n dinh
nhu hién nay.

- Céc san pham khac:

o Bén canh cac san pham tir sita, Vinamilk con tham gia san xuat nudc ép trai cy,

stta ddu nanh, tra dong chai va mdt san phém nudc giai khat.
2.2. Xay dung ma tran dinh vi BCG:
30,000

558
4,994

25,000

20,000 3,517

242

2,591

15,000

10,000

5,000

2010 2011 2012
B Sita dic ®Sita twoi ®Sita bot ®Sita chua ™ San pham khac

Hinh 11 — Biéu d6 co cdu doanh thu ciia Vinamilk giai doan 2010 — 2012 (ty dong)

Luann uiu A Thi phin
| aman  Tbe dé ting truém Thi phan Thi phin déi tha .

(ty dong) 2012'sovo12011'%  niam 2012 (%) canh trann déi (%)
Sira dic 4,383 11.1% 79.0% Friesland 21.0% 3.76
Stra tuoi 9,270 24.2% 35.6% Friesland 15.8% 2.25
Sira bot 7,437 20.7% 25.0% Abbott 32.0% 0.78
Stra chua 4,914 39.7% 90.0% Love in Farm 7.5% 12.0
San pham khdac 558 2.9%

Tong cong 26,562 22.8%

Bang 13 — Toc do tang trudng va thi phan tiwong doi cdc nhém sdan pham nam 2012
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o Dinh vi nhom san ph'ém trong ma tran BCG:
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Thi phén tuwong abi (Phén phén chia thi trrdong)
Hinh 12 — Ma trdn dinh vi cdc SBU san pham ciia Vinamilk
o banh gia vi tri cac SBU: véi thi truong sitra dang trong giai doan tang trudng va
du bao s& tiép tuc ting truéng manh trong tuong lai. Trong ma tran BCG, céc
SBU Sira chua (90% thi phén), Stra tuoi1 (35.6% thi phén) O vi tri Ngoi sao, SBU
Sita bot (25% thi phan) & vi tri Cau hoi, va SBU Sita dic (79% thi phan) & vi tri
BO stra.
= Sita nudc: vi tri ¢6 toe do ting trudng thi phan cao, va thi phan twong ddi
so v6i ddi thi canh tranh twong d6i 16n (Friesland Campina). Pay 1a nhom
san pham chiém ty 1é cao nhat trong co cdu doanh thu cta Vinamilk va
du bao trong tuong lai toc do ting truong nganh sé tiép tuc cao. Chién
luge dinh hudng phat trién cho SBU nay 1 tiép tuc tip trung dau tu phat
trién, nham giir vitng thé din dau thi phan, tao khoang cach 16n ddi voi
db6i thu canh tranh, tao uy tin va niém tin cho khach hang.
= Sita dic:vi tri c6 thi phan twong d6i rat 16n so voi d6i thii canh tranh
(Friesland Campina) nhung téc d6 ting trudng chi ¢ mirc trung binh do
thi truong sita dic dd dan bao hoa. Tuy nhién, mic do ting trudong duoc
du béo 1a 6n dinh trong giai doan tiép theo nén chién luogc dinh hudng
phat trién cho SBU nay 14 tiép tuc dau tu nham t6i da héa kha nang sinh
loi nhuén 6n dinh qua céc nim trong giai doan tiép theo.
=  Sita bot: ddy 1a nhém san pham c6 thi truong trong ddi & mic trung binh
nhung c6 ty 1é tang truéng tuong dbi cao, ty 1¢ déng gop vao doanh thu
ctia Vinamilk ¢ mirc cao (ding sau SBU Sita twoi). Du bao téc do ting
truéng cua san pham ¢ mic cao qua cac nim, nén chién luge phat trién
cho SBU nay 14 tiép tuc dau tu vao nghién ctru cai tién san pham, cac hoat
dong nham nang cao thi phan chuyén sang khu virc Ngbi sao.
= Sita chua:twong ty nhu nhom san pham sita tuoi, SBU nay c6 thi phan
turong d6i va toc do ting trudng cao nhat cua Vinamilk. Tuy duoc du bao
téc do tang truong s& giam trong giai doan tiép theo nhung van & mic cao
S0 véi san pham khac. Vi vay chién luge phat trién cho SBU
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nay la tiép tuc dau tu vao san pham, thAm nhap thi truong, tao tién dé
viing chic vé thwong hiéu nhdm ngin chin ddi thy, giira viing khoang
cach dan dau so véi ddi thu canh tranh.
2.3. Xay dung ma tran GE:
o Ma tran danh gia sy hap dan thi trudng cia cac SBU:

Céac SBU Sira twoi Sira dic Sira bt Sira chua
o véu 6 1om piém | Gia | 1o Diém | Gia | (" Piém | Gia " | Piém | Gia
y q s6 | tri | s6 | tri | O s6 | tri Y s6 | tri
trong trong trong trong

Quy mo thi truong | 0.15 | 4 06 |015 |2 03 015 |3 045 015 |4 0.6

Téng trudng thi

X 015 |5 0.75 | 015 |3 045 1 015 |2 03 |015 |4 0.6
truong

Ty suét lgi nhuan

N x 0.1 4 04 |01 3 03 |01 3 03 |01 3 0.3
binh quén

S6 lwong dbi thu

canh tranh 015 |2 03 015 |4 06 015 |2 03 |015 4 0.6

S6 lugng nha cung

p 0.1 3 03 |01 3 03 |01 3 03 |01 3 0.3
cap

Cac chinh sach vu

i 0.1 4 04 |01 2 02 |01 2 02 |01 3 0.3

Tinh chu ky cua

nhu ciu 0.1 4 04 |01 3 03 |01 3 03 |01 3 0.3

SO lugng cac san

phém thay thé 015 |2 03 |015 |4 06 015 |2 03 |015 4 0.6

Téng cong 1 345 |1 3.05 1 245 |1 3.6

o Ma tran danh gia vi tri canh tranh cua SBU:

Céac SBU Sira twoi Sira dac Sira bt Sira chua
Tam | .z .| Tam | ..z L | TAm | .z | TAm | .: .,
Céc yéu to quan Dlim G|.a quan Dlim G|§1 quan Dle;m G|.a quan Dle;m G'f"1
i) tri i) tri i) tri i) tri
trong * | trong * | trong * | trong :
gg‘: phan tuong | 40 |y 06 | 015 |4 06 015 |2 03 1015 |5 0.75
Nang luc phé,t
trién cac loi thé | 0.1 | 3 03 01 |2 02 01 |2 02 |01 |4 0.4
khéc biét
Kha nang phan | o, | ¢ 05 |01 |4 04 01 |3 03 |01 |5 05
phoi
LJ.Y tin nhan|,, g 1 02 |3 06 |02 |3 06 02 |4 0.8
iéu
Gia thanh don
visin pham 01 |4 04 01 |3 03 01 |4 04 |01 |4 0.4

VINAMILK



Cong nghé san
xuat

0.075 | 3 0.225 | 0.075 | 3 0.225 | 0.075 | 3 0.225 | 0.075 | 4 0.3

Quy md sin
xuat

Khia ning tai
chinh n6i bd

Kha ndng R&D | 0.075 | 4 0.3 0.075 | 2 0.15 |0.075 | 2 0.15 | 0.075 | 4 0.3

Tong cong 1

o Ma tran GE cac SBU cua Vinamilk:

Sur hip
din
cua
thi

trudng

Trung

5

Cao

3.67

binh

2.33

Thép

5 Cao 3.67  Trungbinh 233 Thip 1
Vi tri canh tranh cua cong ty

Hinh 13 — Ma tran GE

o banh gia vi tri cac SBU:

= Sita tuoi: 1 san phdm chién lugc ctia Vinamilk, theo nhu mé hinh phéan

tich cho thdy SBU ndy c6 co hdi phat trién cao, su phat trién nay sé& dem
lai ngudn doanh thu chu yéu cho cong ty. Chién luoc dinh huéng phat
trién cho SBU nay trong twong lai 1a ting truéng tap trung va hoi nhap
ngang.

Stra dac: vi tri cia SBU nay trong ma tran nam trong khu vuc hoi chéch
vé bén phai, nén chién luoc dinh hudng trong tuong lai 1a ting truong
nhung c6 chon loc trong viéc dau tu, gilt nguyén vi thé hién tai ciia san
pham do thj trudng SBU nay dé béo hoa.

Stra bot: mac du co thi phﬁn thfip hon so vé6i ddi tha canh tranh chinh trén
thi truong 1a Friesland Campina nhung mirc chénh léch khong cao, va toc
do tang truong tuong ddi 6n dinh, cong ty nén ap dung chién lugc 6n dinh
duy tri thi phﬁn, tap trung vao lgi nhuan ma san phém mang lai.
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= Sira chua: dang c6 thi phan din dau thi truong, chi trong phét trién SBU
theo chién lugc ddu tu dé giit vimg va phat trién 6n dinh thi phan qua cac
nam dé dat dugc mirc cao nhét co thé khi cac ddi thu chua cha trong vao
thi truong nay.
2.4. Muc tiéu cho cic SBU dén niam 2020:
Bang 14 — Dy bao doanh thu cua cac SBU

Céc du 4n diu tw tir nim 2012 dén nam 2020

Du an nha may sita Lam Son 84 ngan tan/nam vai tong von dau tu 253 ti dong.

Du 4n Nha may sita Viét Nam tai BD voi cong suat 800 tridu lit/ndm véi tong
von dau tu 2.349 ti dong.

Du 4n Nha may sita Dielac 2 tai BD véi cong suat 216 ngan tin/nim voi tong

Stra uoe vén dau tur 1.906 i dong.

Sira chua

Sira bot cong ty TNHH MTVBO sira Viét Nam véi tong von dau tu 1a 2.006 ti dong véi
Sira dac gan 28 ngan con bo sra.

San pham khéac

Du 4n nha may sita Pa Ning véi cong suat 104 ngan tin/nam véi tong von dau
tu 421 ti dong.

Néng cép chudi cung tmg vé6i tong von dau tu 2.642 ti ddong.

Dau tu chi nhanh, nha kho véi tong kinh phi 598 ti dong.

Duw bao Doanh thu (ty d(‘")ng)

Doanh thu 2013 2014 2015 2016 2017 2018 2019 2020
Sira chua 5,975 7,469 9,336 | 11,670 14,588 | 18,234 22,793 @ 28,491
Stra nude 11,091 = 13,753 17,054 21,146 26,222 32,515 40,318 49,995
Sira dac 5,720 6,235 6,796 7,408 8,075 8,801 9,593 10,457
Stra bot 8,326 9,991 | 11,990 | 14,387 | 17,265 | 20,718 | 24,862 | 29,834
San pham khéac 668 734 808 889 977 1,075 1,183 1,301
Tong cong doanh thu 31,780 | 38,182 | 45,983 | 55,500 | 67,126 | 81,344 | 98,749 120,078
Tong chi phi 25,425 | 31,001 @ 37,868 @ 46,330 | 56,764 | 69,635 85,518 | 105,127

3. Xay dung chién lroc chire ndng:
3.1. Chién lwoc marketing:

3.1.1. Stta nuoc

Muc tiéu cua nhoém san pham nay 1a dat duoc tée do ting truong khoang 25%/nam,
ting budc ting thi phan tir 1-2%/nam, tré thanh san pham cha lyc cia VNM, véi cac
ké hoach thuc thi:

o Nang cao chat lugng san pham, bao bi va mau ma.

o Tiép tuc cac hoat dong nghién ciru va phét trién tim ra nhiing yéu t& khac biét
thém vao dé gia tang vi thé canh tranh caa nhém san pham.

o Thuc hién chién lugc phat trién sin pham méi: sita twoi vi cam, chanh,
dau,...ting murc d6 dé sir dung cho san phém, tiép can vé6i nhiéu phan khuc khach
hang, dac biét 1a vung nong thon.

o Téap trung phat trién nhimg thi truong con tiém ning nhu ving dong bang, ven
bién va mién nii, cac thi truong nay diém ban chu yéu 14 cira hang tap hoa, vi
vay VNM tip trung vao cac hoat dong hd tro day hang ¢ céc ctra hang nho,
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3.1.2.
Véi hién dang dan dau thi trudong véi 90% thi phan, toe do gia tang thi phan cua
nhom san pham nay s& khong cao, muc tiéu 1a tiép tuc giit vitng thi phan hién co

tang loi nhuan cho ngudi béan 1¢, tang sy hién dién cua san pham bang cac chuong
trinh trung bay, chuong trinh kénh si. O cac d6 thi 16n, khu vire dan cu dong dic,
thanh lap cac diém ban sira lvu dong, diém ban cé dinh, siéu thi sita VNM, ctra
hang trung bay va ban san pham VNM.

Thuec hién trai dai cac quang céo dé ting doanh s6 ban, dong thoi nhic nhd khach
hang str dung san pham sita VNM, quang c4o nhan manh yéu té “sita twoi 100%
than thién vo1 thién nhién”.

Thuc hién cac chuong trinh ho tro tin dung cho ngudi dan nudi bo sira, day la
cach quang ba thuong hién VNM dén cac khu vyc ndng thon.

Tao 1ap mbi quan hé véi chinh quyén dia phwong, két hop voi chinh quyén dé
thuc hién cac chwong trinh hd trg doi sdng nguoi dan, chién luge chiéu thi nay
tap trung cho thi truong ting dia phuong, ho tro cac bang hiéu, banner cho cac
ctra hang phan phdi, ban san phim cua VNM.

Sita chua

va tranh sy tham nhap cua d6i thu canh tranh vao phan khic nay.

O

O

3.1.3.

Pay manh céc hoat dong nghién ctru cho ra doi cac dong san pham co céac yéu tb
¢6 loi cho co thé nguoi (hé tuan hoan, hé bai tiét.. .) bén canh cac san phém hién
c6 nhu stra chua nha dam, sita chua probi, stta chua trai cdy...

Tao ra nhitng san pham tap trung vao timg phan khuc khac nhau danh cho ngudi
tiéu dung nhu: sitta chua danh cho tré em, nguoi gia va nhdm khéach hang tré nang
dong, mdi nhom san pham s& tap trung vao cac tinh chit va cong dung khac nhau.
Nghién ctru chi phi va nguon nguyén lidu dau vao tao ra nhom san pham chat
luong nhung c6 gia thip hon dé phuc vu cho phan khuc khach hang c6 thu nhap
thap nhu: cong nhan, ving nong thon, mién ndi,...tranh sy thAm nhap cua dbi
thi1 vao phan khiic tiém nang nay.

Pa dang hoa cac kiéu bao bi d6i v4i cac nhom san pham khac nhau va tirmg nhém
khach hang khac nhau.

Mo rong hé thong phan phdi dén cac nha in tap thé, can tin trong cic truong
hoc,...bén canh hé thong ban si va 1é hién co.

San xuét theo yéu cau hang héa va dich vu cho nhu cau riéng biét cuia mdi
khach hang don 1é hay cac nhdm khach hang lon.

Stta bot

Pay 1a nhom san pham véi thi trudng day tiém ning, cing vai Viéc nam giir 25%
thi phan, hién VNM dang c6 loi thé vé gia va chat luong san pham trong bdi canh nén
kinh té Vit Nam van chua phuc hdi. Muc tiéu cia SBU nay 1a nang cao thi phan va dat
duogc vi thé din dau trong thi truong.

O

DPay manh hoat dong nghién ctru san phdm vao nhiéu déi twong khach hang:
ngudi an kiéng, ngudi bi bénh tiéu dudng, nguoi gia, ngudi bi lodng xwong. ..
VNM giit nguyén mtrc gia hién tai trong bbi canh kinh té hién nay, giit viing vi
thé canh tranh so v&i dbi thu.

Phat trién kénh phan phéi mai g?m khu vuc bénh vién, cac khu chung cu, dé thi
16n.
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O

O

Hb tro bang hiéu, banner cho céac cira hang phan phdi cia VNM, diy manh céc
hoat dong trade marketing dé gianh thi truong ctia ddi thi. Tang cudng cong tac
chiam soc strc khoe cho nguoi tiéu dung, 14p cac trung tim hd trg tu van sire khoe
riéng cho timg dbi twong khach hang.

Thuc hién cac hoat dong cong dff)ng nhu: tai trg ung hd nguoi ngheéo, thuc hién
cac hoat dong tir thién, hd tro x4 hoi, cong dong. ..

3.1.4. Stra dac

O

O

O

Viéc nam gitt gan 80% thi phan cuing vai thi truong sita dic dang dan tré nén bio
hoa, VNM dat muc tiéu gitr viing doanh thu, loi nhuan ma san pham nay mang lai,
cung cb thi phan bang viéc tap trung vao nhitng thi truong dang ban, khéng dau tu
mo rong.

Bén canh viéc tap trung phat trién nhirng dong nhin hiéu mang lai doanh thu va
lgi nhuédn cao, VNM s¢ loai bé nhitng nhan hiéu kinh doanh kém hiéu qua.

Tap trung kénh phan phdi c6 sdn dé ho trung thanh v6i nhan hiéu, phét trién qua
nhitng thi trudong moéi la ngoai nudce, san pham con chua quen thudc nhu
Campuchia, Lao, thi truong Chau Phi,...

Phaét trién san pham dya trén hé thong phan phdi c6 sin cia VNM, khong phat
trién hé théng phan phdi riéng cho dong san pham nay.

3.2. Chién lwoc nghién cibu va phdt trién:

O

Trong giai doan 2013-2020, Vinamilk xay dung hé théng 16n manh vé doanh s6
va trinh do san xuat chung loai san pham thong qua chién lugce “Tiép tuc day
manh cong tdc nghién ctru vé thuc trang dinh dudng ctia nguoi Viét Nam, nhét
la d6i tugng tré em. Pong thoi nhimg hop tdc mang tinh chiéu sau véi cac doi
tac dinh dudng hang dau thé giéi sé , ung dung nhitng thanh tuu khoa hoc tién
tién nhat, tir 46 mang lai nhiing giai phap dinh dudng hiéu qua, dap ung nhu cau
dac thu cta nguoi Viét Nam, tré em Viét Nam”.

Hop tac véi cac tip doan nghién ctru vé dinh dudng, y té, sttc khoe con ngudi
nhu: ARLA, CHR, GELITA...d¢é phét trién cong nghé, thanh phan, phuong phap
nham nang cao chat luong dinh dudng san pham.

Vinamilk dau tu cong nghé san xuat va dong goi hién tai tat ca cac nha may,
nhép khau cong ngh¢ tu cac nudc Chau Au nhu buc, Y, Thuy Si dé ungvdung
vao day chuyén san xuét va dong goi.

Chién lwoc nghién civu va phdt trién san pham méi:Vinamilk chon chién lugc
di dau vé cong nghé két hop voi loi thé khac biét hoa san pham dé tao ra san
phém duy nhét, doc dao dam bao chat luoc phuc vu cho muc tiéu tham nhép thi
truong va gia ting thi phan.

Vinamilk tap trung phat trién san pham theo xu hudng ctia nguoi tiéu ding hién
nay ludn wu tién chon nhiing san pham tir thién nhién, nhitng san pham tét cho
strc khoe, san pham co gia tri ngin ngira va gia ting kha ning chong chiu véi cac
nguy co anh hudng tiéu cuc dén stc khoa trong méi truong hién dai. VNM
nghién ctru va da dang hoa cac dong san pham nhu: sita tuoi tich béo, sita twoi
giau canxi, stra tuoi nguyén kem...

Chién lwgc phit trién cong nghé: Cong nghé tiét trung va cong nghé thanh tring
1a 2 cong nghé ché bién sita phd bién nhat hién nay. Piém chung co ban ciia cac
san pham ap dung cong nghé nay 1a hoan toan khong c6 chat bao quan.
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o Vi cong nghé tiét trung, stta dugc xur Iy ¢ nhiét do khoang 140 do C trong 4
gidy. Viéc xir Iy & nhiét do cao va trong thoi gian rat ngan nhu vay dé diét hét
cac vi khuan ma khong anh huéng dén chét luong cia sira. Ngoai ra, sira dugc
ché bién va déng géi trén diy chuyén khép kin trong diéu kién hoan toan vo tring
va dugc bao vé trong bao bi nhidu 16p dé tranh cac tac nhan giy hai ciia moi
truong bén ngoai. Do do, sita van c6 thé dugc sir dung tét dén 6 - 9 thang ma
hoan toan khong can dén chét bao quan.

o O cong nghé thanh trung, sita duoc xtr 1y & nhiét d6 khoang 90 do C trong 30s
roi duge 1am lanh dot ngdt & 4 do C, mot s6 nha san xut 16n con st dung thém
cong nghé ly tdm tach khudn va ciing hoan toan khong sir dung chit bao quan.
Tuy nhién, dé dam bao chat lugng, sita thanh tring ludn phai duge bao quan
trong mdt didu kién hét sirc nghiém ngit, & 4-6 d6 C va han st dung trong vong
10 -15 ngay.

o Khong chi dam bao dugc huong vi va cac dudng chét von co trong sita bo tuoi,
v6i cong nghé ché bién hién dai, Vinamilk hoan toan chu dong trong viéc bd
sung thém céc vi chat, khoang chét can thiét. Vinamilk v&i nang luc va cong thic
ché bién riéng s& c6 cach thirc t6i vu hoa dudng chét cua riéng minh, phu hop
v6i cac nhu cau dinh dudng da dang ciia nhiéu doi tuong sir dung khac nhau. C6
thé noi vai tro caa cong ngh¢ ché bién hién dai véi nganh stra nudce 1la mdt trong
nhirng minh ching rod rét cho viéc 4p dung thanh cong cong ngh¢ phuc vu nhu
cau cia con ngudi, vi strc khoe con nguoi.

3.3. Chién lwgc qudn tri nguyén vdt liéu va mua hang:

o Vinamilk ¢y manh phat trién viing nguyén liéu sita twoi véi cac chudi hoat dong
da dang va toan dién, gan két hoat dong ctia minh v6i nguoi nong dan dé cing
chung tay phat trién nganh chan nudi bo sira Viét Nam.

o Xay dyng trang trai va ap dung cac ky thuat chan nudi tién tién:

* V&1 muc tiéu tao ra nguon nguyén liéu chat luorng cao, giam ty 1€ phu
thudc vao nguon nhap khau, VNM day manh dau tu toan dién cac trang
trai qua cac khia canh: co so vat chét va thiét bi hién dai tir Chau Au, lua
chon con giéng tdt duogc Hi¢p hoi Giéng bo sita cac nudc ching nhéan;
xay dung quy trinh chan nuéi, thu hoach khép kin va dugc kiém soét chat
ché.

= Tinh dén cubi nim 2012, Vinamilk d4 hoan tat viéc dau tu va hoat dong
5 trang trai chdn nudi bO Stra vGi dién tich 170ha va téng dan la 8200 con
bo sira.

= Pé dap ung dugce muc tiéu dé ra dén nam 2020 voi chién luge thAm nhéap
phat trién thi trudng, Vinamilk xay dung ké hoach phat trién nguén cung
g nguyén liéu, tong dan b0 cua cic trang trai Vinamilk 1a 25.500 con
vao nam 2015, 28.000 con vao nam 2016 va tiép tuc tang cho cac nam
tiép theo. Vinamilk tiép tuc hop tac véi dia phuong dé dau tu xay dung
tiép 04 trang trai v6i tong mirc dau tu du kién trén 1500 ty dong.

o Tang cudng chét va lwong ngudn sita bo twoi nguyén lidu:

* Vinamilk xay dung quy trinh lién hoan khép kin: chin nu6i — thirc an —
moi truong — thu hoach — ché bién san pham...dé dam bao san pham sira
ludn dat chat luong cao. Vinamilk tiép tuc thuc hién cac chinh sach hd trg
nang cao chat luong con giéng, ting ning suat va phét trién nhiéu

N vinamiLk



md hinh chan nudi bo stta céng nghiép. HO néng dan budi bo sé duoc
Vinamilk hd tro tiép can va mua gidng bo chit luong cao dugc nhap khau
tir cac hang danh tiéng trén thé gigi.

»  Vinamilk tiép tuc td chirc cac hoat dong ho tro ky thuat cho nong dan nudi
bo sita voi cac chuong trinh: hd tro thudc ngtra viém va trén bo sita, hd
tro thude va dung cu sat trung, tap huén k¥ thuat chan nudi cho ho nong
dan.

o Vinamilk xay dung cac chinh sach dam bao cho ngudi nong dan vé ca san luong
dau ra va gia thu mua hop 1y, cam két xay dung chinh xach dya trén nhitng tiéu
chi rd rang, phu hop, twong xtng v6i chit luong sita va coéng stirc ngudi néng
dan, dam bao ngudn cung tng nguyén liéu va co gia chi phi dau vao 6n dinh
trong giai doan toi.

3.4. Chién lwgc vin hanh/ san xudt:

o Chién lugc van hanh:

= Vinamilk d4 van dung va tich hop hé thong Quan tri riii ro tir nam 2011
dén nay, dugc van hanh va hoan thién mdt cach toan di¢n trén cac khia
canh: thr nht, nang cao trach nhiém giai trinh ctia cac chu so hiru rai ro,
trach nhiém giam sat, danh gia dam bao viéc thuc hién quan tri rui ro tai
cong ty; thir hai, hoan chinh khung kiém soat quén tri rii ro tir Chinh sach
va thu tuc quan tri rai ro tdi cac quy trinh danh gia rui ro, cac bao cao, cac
huéng dan lién quan; thir ba, thiét 1ap cac yéu té quan trong quyét dinh
thanh cong ctia quan tri i ro 1a hé théng ti€u chi — thong s6, cac linh vuc
danh gia rai ro nhu cac phwong phap — k¥ thuat danh gia rui ro; thi tu, bo
sung va cip nhat nhan thirc vé quan tri rui ro cho tt ca cip quan 1y cling
nhu ndng cao k§ nang danh gia rai ro trong tirng linh vyc hoat dong; thir
nam, sy két ndi giira doi ngii quan 1y rai ro, d6i ngli diéu phdi vién trong
viéc van hanh hé théng quan tri rai ro li€n tuc va co6 hi¢u qua.
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Bang 15 — Bang danh muc rui ro cua Vinamilk

Rui ro chién lugc

1 Rdi ro Bi mat thi phan do su canh tranh cta déi tha GPPH Marketing
2 Rui ro Khéng xtr ly tét khiing hoang GP Dai ngoai
Ruirohoat dong
3 Rui ro San pham bipha hoai
. . . . ) GDPH San xuat
4 Rui ro San pham bi khiém khuyét lot ra ngoai khau luu thong Rt .
& Phat trién san pham
5 Rui ro Chay né tai cac don vi co s& san xuat
6 Rui ro Hoat dong lién tuc khéng duge dam bao do héthong IT GDIT
7 Rui ro Nhan luc khéng dap (ing yéu cau GD Nhan su
8 Rui ro Quan ly du an khong tot GDPH Du an

Rui ro tai chinh

9

Rai ro That thoat tién GPPH Tai chinh

Ruai rotuantha

11

12

Rui ro Bi kién tung/tranh chap lién quan dén nghia vu theo théa thuan/

hgpdong

Rui ro Cac thay d6ictia phap luat khéng dugc cap nhat kip thai

GP Kiém soat ndi bo

& Quanly rairo

Rui ro Théng tin mat bi that thoat, ro ri

=Véi quan diém, phuong hudng phat trién, VNM dang timg budc thay
ddi va mang lai mot dién mao méi cho hé théng quan trj rai ro, cu thé:
Hoan thién co cau quan tri rai ro véi cac chu thé quan tri rai ro thanh nhiéu
phan 16p, co cAu hudng tdi xac 14p mot Tiéu ban chuyén trach vé quan 1y
rui ro O cép Hoi déng quan tri, thanh 1ap Hoi déng rui ro voi cac thanh
vién duoc lya chon tir cac lanh dao cao cap va xac dinh cac cap quan ly
phu trach nhiing riii ro cu thé, chiu trach nhiém giai trinh trong pham vi
linh vuc ctia minh.
Hoan thién va nang cao co sé ha tﬁng cua hé th6ng quan tri rui ro hién tai
theo mé hinh tién tién: tir Chinh sach, thi tuc va dic biét tién toi xay dung
S6 tay Quan tri rai ro — bao gdbm cac quy trinh, huéng din, phuong
phap...- mdt cong cu toan dién cho quan tri rii ro cua Vinamilk.
Xac dinh d6i ngii chuyén gia c6 kién thirc va k¥ nang vé cac linh vuc cu
thé, dong vai trd cung Cép cac yéu td dau vao cho danh gia rui ro, theo sat
qua trinh rti ro cua cac rui ro trong linh vyc chuyén sau.
Quan 1y cac rui ro quan trong dugc HPQT giao pho, phat trién co ché tu
danh gia kiém soat, dé qua d6 ngiy cang nang cao chat luong va gia tri
ctia hé théng quan tri rui ro.
Xay dung va trién khai kiém soat viéc thuc hién céc quy trinh: tir khau
lga chon va st dung nguyén vat li¢u dau vao dén viéc kiém soat chét
luong an toan.
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= Nang cao chat lugng quan ly: thanh 1ap cac bd phan chuyén trach vé van
dé méi trudng va ning luong, VNM thyc hién chuong trinh & cap do toan
Cong ty va xay dung hé théng quan 1y ning luong theo tiéu chuan ISO
50001:2011, trién khai thyc hién kiém toan nang luong tai tat ca cac nha
may dang hoat dong va s€ hoat dong trong giai doan nay.

o Chién lugc san xuit:

= Vinamilk tap trung vao chét lvgng ngudn nguyén vat liéu dau vao, viéc
kiém soat chit lugng dam bao chat lwong san phdm, uy tin thuong hiéu
cia VNM. Vinamilk wu tién lwa chon nhitng ngudn cung cip nguyén liéu
tir nén coéng nghiép tién tién, co tiéu chuin va yéu cau vé dam bao chat
lugng, an toan thuc phém cao, nhu My, New Zealand, Puc, Ba Lan va
cac nude Chau Au khéc.

* Qudan ly san xudt an toan: thiét lap hé théng cac phuong phap va quy trinh
san xudt dam bao kiém soat chét luong san pham chat ché va Xuyen sudt.
VNM 4p dung cong nghé va thiét bj san xuit ché bién tién tién, hién dai
tir cac dbi tac nhu Tap doan Tetra Pak, Tap doan GEA.. .dé dam bao cho
viéc tao san phém duoc tao ra trong mét chu trinh khép kin, han ché mot
cach t6t nhat cac sai sot va anh hudng tir bén ngoai dén san pham, giam
chi phi san XuAt san phém, tao vi thé canh tranh cho VNM.

3.5. Chién luoc tai chinh:

o Cic dy 4an diu tw méi tip trung vao mé réng ving nguyén liéu va thi truong
nuéc ngoai. Hoat dong dau tu ning ning lyc san xuat cia Cong ty trong nim
2013 d& hoan tat, cong suat ndy c6 kha nang dap ung cho nhu cau phat trién cia
Vinamilk dén 2017. Bén canh tang cuong hé théng phan phi va hoat dong quang
ba dé day manh thi trudng noi dia, trong thoi gian tdi, Vinamilk s& tiép tuc cho
cac dy an dau tu ving nudi bo va phat trién thi trudng nudc ngoai. Theo BVSC
udc tinh, tong mirc du tu cho cac du 4n mai vao khoang 3000 ty dong, dau tu
dan trai tir nay dén nam 2020. So véi loi nhuén hang nim cta Cong ty trén 6000
ty, Vinamilk hoan toan c6 thé tw dap tmg nhu cau vén cho cac du an trén.

o Vé du an phat trién ving nguyén liéu, loi nhuan dem lai cho Cong ty khong cao
tuy nhién cac du an nay giup ting tinh chu dong vé nguyén liéu cho Vinamilk;

= (Congty TNHH bo sira Viét Nam: cong ty nay dang quan ly 05 trang trai
bo sita, bao gom trang trai Tuyén Quang, Nghé An, Thanh Hoa, Binh
Pinh va Lam Pong voi tong dién tich 170ha va tong dan co6 8200 con.
Tinh dén cubi ndm 2012, Vinamilk d giai ngan 225 ty dong trén tong dau
tu 1780 ty dong. Nam 2013 ké hoach s& dau tu thém 473 ty dong dé gia
tang thém sb luong bo tai cac ndng trudng.

= Chuan b thanh 14p cong ty TNHH bo sita Thong Nhat Thanh Hoa: ¢6 von
diéu 16 600 ty trong d6 Vinamilk gop vén 570 ty, quy mo nong trudng
nuoi khoang 20.000 con bo trén dién tich 2.600ha.

= Du kién s& phat trién thém mot nong trai nudi bo ¢ Tay Ninh trén di¢n
tich khoang 700ha quy mo khoang 7.000-8.000 con bo.

* Phéan tich mot dy &n trang trai Chan nudi bo sita va Nha may ché bién sita
tuoi tai tinh Quang Nam:
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DU AN TRANG TRAI CHAN NUOI BO SUA VA NHA MAY

Tén du an < . .
CHE BIEN SUA TUOI

M4 sb QNam/008/2013
- Chon lwra gidng bo sira chét lugng cao két hop véi viée xiy dung nha may ché bién
sita hién dai tién tién;

. . - Ché bién san xuat ngudn sira c6 chat lugng cao phuc vu cho nhu cau trong nudc va
Muc tiéu hoat dong xuét khu
cua du 4n '

- Gop phan thuc day phat trién kinh té xa hoi dia phwong, giai quyét mot luong 16n lao
dong trén dia ban thyc hién dy an.

Hinh thtrc dau tu

Lién doanh; 100% von nude ngoai hodc trong nude

Thoi han

1 Vén dau tu dy kién: 50 triéu USD

Quy mb dy &n 2 Thoi gian dy kién thyc hién: 3-4 nim
3 Qui mo, dién tich 200-300 hecta
50 ndm

Mong muon doi voi
dbi tac nudce ngoai

C6 du nang luc tai chinh va kinh nghiém trong linh vuc chan nudi bo lay sira va ché
bién sita tuoi va cac san pham tu stra.

M0 ta dia diém:

1 Pham vi nghién ctru qui hoach cua du an duogc dé xuit tai 3 dja diém: 300ha tai
ndng truong Quyét Thang, 308 ha tai xi nghiép Giéng Nong 1am nghiép Chién
ban hodc 200 ha thudc xa Binh Quy, huyén Thing Binh, tinh Quang Nam.

Dia diém dy an

2 | Hién trang st dung dét: mot phan 1a dit hoang, dat nong nghiép va dat dan cu.
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- Khu vuce du 4n chu yéu 1a dat doi, dat nong
nghiép.

- C6 thé két hop voi ngudi dan dia phuong
trong chan nuéi bo lay sira.

Loi thé ctia du an- - Diéu kién dat dai, tho nhudng, khi hau cua tinh
Quang Nam phu hop cho viéc hinh thanh cac
vung nguyén li¢u tap trung, cic trang trai chan
nudi quy mo 16n.

- Thuan tién dudng giao thong dén nha ga, cang

bién, quoc 19.

- Nguoi dan chua c6 kinh nghiém chan nudi bo
Khé khan cua du an: stra theo mo hinh cong nghiép

- Ngudn gidng, thirc an phai dam bao chét luong

Dién tich cua tinh:10.406 km?

Dan s6 cta tinh: Dén sb tinh Quang Nam khoang 1,5 triéu nguoi

Thuan loi cta tinh va
vung

Vi tri dia ly cta tinh/vung:

- Nam chinh giita viing kinh té trong diém Mién Trung, trung tim Viét Nam,
cach Ha Noi va TP. Hd Chi Minh 1 gi0 bay. Dac biét, Quang Nam cach Da
Néng, thanh phé trung tim dich vu, du lich Viét Nam véi ddy du dich vy vui
choi giai tri, ha ting dong bd vé san bay, cang bién chi chua diy 30 phit 6 t6.
- La tam diém cta khu vuc ASEAN, nam trén tuyén Hanh lang kinh té Dong —
Tay, thuan loi trong van chuyén duong bd sang Lao, Campuchia, Thai Lan,
Myanmar va dudng bién sang cac nudc khac.

- Trong ban kinh 3.200 km, Quang Nam thudc trung tdm cua cac ving kinh té
nang dong nhat khu viyc Pong A nhu Singapore, Hong Kong, Han Qudc, Nhat
Ban; trong vong 4 gid bay sé& tiép can dén 12 san bay 16n nhat khu vyc chau A
Thai Binh Duong.

- GDP: 11.376 ty dong
Chi ti€u tang truong - Thu nhép binh quan dau nguoi dat 18,2 triéu
ddéng/ngudi/nam

Nhan lyc:

Hién c6 02 truong dai hoc, 06 truong cao dang, 03 truong trung cap chuyén
nghiép, hon 40 co s& dio tao nghé voi cac linh vire dio tao khac nhau. Ngoai ra,
Quéang Nam nam gin cac trung tim dao tao ngudn nhan lyc 16n nhur Pa Néng,
Hué, Quy Nhon,... nén déap tng tot viée cung cip ngudn nhan luc chit luong cao.

Lao dong pho thong: 150 USD/thang

Chi phi lao don
P ’ng Can bo quan ly: 300-500 USD/théng
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Tinh hinh chinh tri xa hoi

Tinh hinh an ninh, trt tw x3 hoi 6n dinh.

bia hinh

bia hinh tinh Quang Nam c6 hudng dia hinh
nghién dan tir TAy sang Dong hinh thanh 3
kiéu canh quan sinh thai o rét 1a kiéu nui cao
phia Tay, kiéu trung du ¢ giita va dai dong
bang ven bién. Ving doi nai chiém 72% dién
tich ty nhién . Ngoai ra, viing ven bién phia
dong song Truong Giang 1a dai con cat chay
dai tir Bién Nam, PDién Ban dén Tam Quan,
Nii Thanh. B& mit dia hinh bi chia cit bai hé
thong séng ngoai kha phat trién gdm soéng Thu

Bon, song Tam Ky va song Trudng Giang

Dia chét

Khu vuc mién nai tinh Quang Nam co6 dia
mao, dia chét phuec tap theo su thay doi dia
hinh tir viing nui phia T4y sang dai dong bang
phia Bong

Diéu kién tu nhién

Pac diém khi hau

Khi hdu Quang Nam c6 02 mua ro rét trong
nam:

- Mua kho: tir thang 01 dén thang 8, c6 luong
mua chiém 20% + 25% luong mua trung binh
nam, thudng xdy ra han han, nang néng, giong
to, 10c x0dy va xam nhdp man;

- Mila mua: bét du tir thang 9 dén thang 12,
lwong mua chiém khoang 75% + 70% luong
mua trung binh ca nam va thudng gay ra Ia,
lut.

Nhiét do, do am, lugng mua,
gid, bdo, gibng

- Nhiét d6 trung binh ndm tir 25,6 °, d6 4m
trung binh 82%, lugng mua trung binh
2500mm

- Bio & khu vye Quang Nam thudng xuét hién
vao cac thang 9, 10, 11. Céc con bado thuong
kéo theo nhiing trdn mua 16n gay ra lii lut cho
toan khu vuc

biéu kién hai van

Tinh Quang Nam c6 02 hé thong song 16n
13 hé thdng song Vu Gia — Thu Bon va hé
thdng song Tam Ky. Ngoai 02 hé théng
song chinh nay, doc theo bo bién con c6
song Truong Giang, day la song ti€u thoat
lii & khu vye ving dong bang, ni lién
song Thu Bon va song Tam Ky véi chiéu
dai khoang 70 km.
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Gid thué dht va thoi eian midn | ¥ an duoc mién tién thué dat hodc duoc giam 50-
1 & 70% tién thué dat theo quy dinh tai Nghi dinh
glam. 61/2010/ND-CP ngay 04/6/2013
Chinh sach thué déi Thué thu nhap DN va mién - Thué suét 15% trong thoi han 12 nam
véi dy an 2 | giam thué thu nhdp doanh - Mién thué 3 nam dau, giam 50% sd thué
nghiép phai ndp trong 7 nam tiép theo
- Mién thué nhap khau may mac thiét bi phuc vu
3 | Céc uu dai khac viéc nao Vét, thi cong ha ting;
- Céc uu dai khac theo qui dinh.
- Hinh thanh vung ndng nghiép k¥ thudt cao ctia tinh Quang Nam.
- Mang lai hiéu qué kinh t& cao, gop phan tao viéc lam, tang thu nhap, nang cao doi song cho
nguoi lao dong.
Hiéu qua du an
- GOp phan thuc day chuyén dich Kinh t€ x& héi tinh Quang Nam n6i chung va huyén Thang
Binh ndi riéng, thure hién thanh cdng muc tiéu x0a doi giam ngheo, xay dung nbng thén mai.

o Hoat dong xuét khau:

Dy 4n dau tu nha may tai Campuchia: mdi nim Vinamilk xuat sang thi
truong nay 40-50 triéu USD cac san pham sita dic, sita chocolate, yoghurt
du dé xay dung mot nha may sira tai ddy. Vinamilk s& hop tac cung Cong
ty BPC Trading dé xdy dung nha may, trong d6 Vinamilk gbp von 51%,
nha may s€ dugc xay dung trén mdt dién tich rong 2.7ha va du kién cudi
nam sau co thé di vao hoat dong.

Mua thau tém Cong ty Sita Driftwood — California: van dang trong giai
doan dam phan nén téng gia tri dau tu chua dugc cong bd, du kién 13 70%.
Driftwood 1a mot thuong hi€u stra va cac san phém stra c6 dd nhan dién
cao tai bang California, vdi viéc mua lai Driftwood, con duong tham nhéap
vao thi truong M cua cong ty s& duoc rit ngan.

Tang dau tu vao cong ty Miraka — New Zealand, VNM sé& dau tu thém
vao du an day chuyén sita UHT ctia Miraka nhung van giit nguyén ty 18
g6p von 19%.

3.6. Chién lwoc neuén nhén luc:

Viéc thu hat, duy tri va phat trién nguon luc con ngudoi trg thanh mot phan quan
trong trong chién lugc hoat dong va phat trién bén viing cua Vinamilk. Trong giai doan
dén nam 2020, Vinamilk s& nd luc mot chinh sach nhan sy va mai trudng 1am viéc tot,
huéng dén cac khia canh:

o Diéu kién lam viéc an toan va cham soc strc khoe.

VNM xa@y dyng moi truong lam vi€c an toan, dﬁy du co so vat chat, tién
nghi phuc vu cho qué trinh Iam vi¢c ctia nhan vién, tir cac dia diém hoat
dong, tru s& chinh cho dén cac nha may, xi nghié€p, chi nhanh, trang trai...
Tiép tuc t chirc cac hoat dong tap huan, dio tao giup nhan vién luén y
thirc va c6 dugc nghié€p vu va an toan lao dong.
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Trién khai 4p dung Hé thong quan 1y An toan va Stc khoe nghé nghiép
(OHSAS 18001:2007) tai tat ca cac nha may san xuit va cac don vi san
xuat ctia Vinamilk,

Hoan thién nhitng chinh sach, bién phap hd tro cho nguoi lao dong, to
chtrc thudong xuyén cac hoat dong cham séc suc khde cho nguoi lao dong,
dam bao sttc khoe cho nhan vién.

o Phat trién mot doi ngii lao dong da dang, ton trong su khac biét va khong phan
biét doi xur.
o Gia tri lao dong ctia nhan vién dugc ghi nhan va bu dap théa dang.

X4y dung chinh sach tién lwong, thu nhip phu hop véi gia tri tao ra cia
tirng vi tri cong viée, khong c6 su khac biét vé chinh sach tién lwong, thu
nhap gilta nam va ni.

Cai thién chinh sach tién luvong, danh gia két qua cong viéc dé nhan vién
c6 thé yén tim lam viéc va phat huy t6t nhat nang luc ciia minh.

o Phat trién nhan vién trién khai 3 khia canh: dao tao — danh gia — thang tién
nhan vién:

Tang cuong tinh thyc tién, hiéu qua cua viéc dao tao dén cong viée thyc
té.

Giam sat va dam bao viéc dao tao duoc thuc hién kip thoi, day di theo ké
hoach.

Gitp nhan vién ty danh gia két qua thuc hién cong viéc ciia minh, xac
dinh cac nguyén nhan khong dat muc tiéu va dé ra ké hoach hanh dong
trong tuong lai.

Xay dung cac khoa dao tao dé cai thién va nang cao nang lyc, hiéu qua
cua nhan vién.

Tai co ché twong tac, dbi thoai giira nhan vién va cap quan 1y, nAng cao
nang luc thuc hién cdng viéc.

o Thuc déy mot van hoa lam vi¢c hoa hop.

Xay dyng va hoan thién Bo Quy tic tmg xtr dé tuyén b cac gi tri cbt 16i
ma cong ty mudn moi nhan vién déu huéng dén, cam két va minh bach vé
cac hanh vi tmg xtr ciia Vinamilk.

T6 chirc cac budi gidi thiéu vé Cong ty, quy tic ing xir, moi trudng lam
viéc cho nhan vién.

T chirc cac hoat dong giao luu, thé duc thé thao dé thuc déy su két nbi,
xac 1ap mdi quan hé nhan vién dya trén sy ton trong, thong hiéu va hop
tac 1an nhau.

4. Muc tiéu két gud kinh doanh cia Vinamilk dén nim 2020 véi chién lwoc phét trién

mai:

- Ké hoach tong thé: véi chién lugc phéat trién cia Vinamilk trong giai doan 2013-2020,
cong ty sé& tiép tuc dau tu mé rong cong suat nha may, nghién ciu va phat trién san
pham méi, tiép tuc cung cd va ma rong hé thdng phan phéi nham nang cao hinh anh
thuong hiéu caa minh khdng chi trong Viét Nam ma con trén toan thé gigi. VNM dang
nd lyc dau tu dé tr thanh 1 trong 50 doanh nghiép sira Ion nhat thé gisi voi doanh s6 3
ty USD vao nam 2017.
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Bang 16 — Muc tiéu két qua kinh doanh dén niam 2020 ciia Vinamilk

VINAMILK: BANG CAN POI KE TOAN

(Ty dong) 2013 2014 2015 2016 2017 2018 2019 2020 CARG
Tong doanh thu 31,870 38,182 45983 55,500 67,126 81,344 98,749 120,078 20.0%
Loi nhuén trudce thué 6,355 7,181 8,115 9,170 10,362 11,709 13,231 14,951 13.0%
Loi nhuén sau thué 5230 5,753 6,328 6,961 7,657 8,423 9,265 10,192 10.0%
TONG TAI SAN 23,474 28,004 33,409 39,857 47,550 56,727 67,675 80,737 19.3%
NGUON VON 19,689 23,952 29,139 35453 43,136 52,488 63,870 77,724 21.7%

Voén chi so hitu 19,230 23,422 28,528 34,747 42,322 51,548 62,786 76,473 21.8%

Du trir kKhéc 459 530 611 705 814 939 1,084 1251  15.4%

- Ké hoach déu tu tai san ¢6 dinh (CAPEX): trong giai doan trudc, VNM dd c6 ké hoach
dau tu 8,730 ty dong vao hoat dong ma rong nha may nhiam ting cong suit va mé rong
hé théng phan phdi dén 2015. Tuy nhién, VNM d& c6 diéu chinh ké hoach cho phii hop
Véi chién lugc phét trién tuong lai va quyét dinh ting muc dau tu bd sung thém 1,545
ty vao ké hoach tong thé, nang mirc tong dau tu dy kién la 10,275 ty dong, dap tng
dugc nhu cau tang truang cua Vinamilk theo chién lugc phét trién moi.

Bang 17 — Ké hoach dau tw ciia Vinamilk

VINAMILK: KE HOACH PAU TU TAI SAN CO PINH

Pa thuc hién

K¢é hoach

(T§ ddng) T‘A’“gﬁ‘l‘l“;‘ﬁ cAcnam  gidi ngan

trudc (2013-2016)
TONG CONG 10,275 7,107 3,168
VINAMILK 7,916 6,195 1,721
Du an nha may sita Viét Nam (Binh Duong) 2,349 2,066 283
Du &n nha may sita Dielac Il 1,906 1,527 379
Du an nha may sita Da Nang 421 380 41
Duan khac 3,240 2,222 1,018
LAMSONMILK 253 228 25
B0 sita Viét Nam 2,006 682 1,324
Bét dong san Qudc té (VP Da Ning) 100 2 98
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