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Loi Mé Dau
Nhiéu cong ty va doanh nghi p Vi t Nam, d ¢ bi t 1a cac cong ty va doanh

nghiép nho va vua ho thuong bi cudn theo vong xody ciia cong viéc phat sinh
hang ngdy (san xuit, ban hang, tim klem khach hang, giao hang,thu tién,...) hau
hét nhiing cong viéc nay duoc giai quyét theo yéu cau phat sinh, xay ra den dau
giai quyet dén do chr khong hé dugce hoach dinh hay dua ra mot chién luge mot
cach bai ban, quan 1y mot cach co h théng va danh gia hiéu qua mot cach cod
khoa hoc. cac cip quan 1y ho bi cac cong viéc “dan dat” dén mirc lac dudng” lic
nao khong biét, khong dinh huéng rd rang ma chi thiy & dau co 16i thi di, ma
cang di lai cang lac dudng. d6 14 cai ma cc cong ty va doanh nghi p vi t nam can
phai thay ddi trong xu hudng toan cau hoéa hi n nay, boi hi n nay ching ta dang
ngdy cang canh tranh voi cac cong ty, doanh nghiép hiing manh trén thé giGi va
vi ¢ cac cong ty, doanh nghi¢p phai xac dinh rd rang dugc muc tiéu, hudng di,
vach ra mot con duong hop 1y va phan bd cac ngudn luc mot cach tdi vu dé dam
bao di dén muyc tiéu da dinh trong qu¥ thoi gian cho phép. Va quan trj chién lugc
cho phép ching ta hoan thién qua trinh d6. Quan tri chién lugc 1a xwong séng
ciia moi quan tri chuyén nganh. O dau can c6 mot hé théng quan 1y bai ban,
chuyén nghi p dugc v n hanh tt, & d6 khong thé thiéu cac cudc hop quan trong
ban vé& quan tri chién luoc. vi vdy ma nhiém vu hang dau cua bat ky mot nha
quan tri nao phai hiéu 13 va nhén thirc dung dén vé cong viéc nay de khong dé
mic nhitng sai 1dm ma doi khi chung ta phai tra gia bang ca sy sdng con cla
doanh nghi p.
Pé chuén bi cho hanh trang d6 cua ching toi, chung t6i da tim hiéu va phan tich
cong tac quan tri chién lugc tai Cong Ty Sita Vinamilk va qué trinh nay duoc
chung t6i chia thanh bon giai doan:

+ phan tich tinh hinh bén ngoai dé qua d6 thay duoc co hoi va de
doa cua cong ty

+ tién hanh phén tich tinh hinh bén trong cong ty thdy dugc m t
manh va yéu

+ phan tich chién lugc hién tai ctia cong ty

+ dua ra kién ‘nghi, gop y cho chién lugc cua cong ty
trong qua trinh 1am con nhiéu thiéu s6t mong duoc su gop ¥ cua quy thay cb va
cac ban chung t61 xin chan thanh cam on.



Phan 1: Gidi thi¢u Cong ty Sira Vinamilk

-Cong ty cd phan sita Viét Nam dwoc thanh 1 p trén quyet dinh s
155/2003QD-BCN ngay 10 ndm 2003 cua Bo Cong nghi p vé chuyén doanh
nghiép Nha nudc Cong Ty sita Vi t Nam thanh Cong ty C6 Phan Sira Viét Nam.

-Tén giao dich 1a VIETNAM DAIRY PRODUCTS JOINT STOCK COMPANY.

-C6 phiéu cua Cong ty dugc niém yét trén thi trudng chimg khoan TPHCM ngay
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Tinh theo doanh s va san lugng, Vinamilk 13 nha san xuat sita hang dau tai Viét
Nam. Danh muc san pham cta Vinamilk bao gdm: san pham chii lyc 14 sita nudce
va sita bot; san pham co gia tri cong thém nhu sita d ¢, yoghurt in va yoghurt
udng, kem va pho mat. Vinamilk cung cép cho thi trudng mot nhimg danh muc
cac san pham, huong vi va quy cach bao bi c¢6 nhiéu lya chon nhit.

Theo Euromonitor, Vinamilk 14 nha san xuat stta hang dau tai Viét Nam trong 3
nam két thuc ngay 31 thang 12 nam 2007. Tir khi bat dau di vao hoat dong nam
1976, Cong ty da xay dung hé thong phan phdi rong nhat tai Viét Nam va da lam
don bay dé gidi thidu cac san phdm méi nhu nudc ép, sita dau nanh, nudc udng
dong chai va café cho thi truong.

Hi n tai Cong ty t p trung cac hoat dong kinh doanh vao thi truong dang tang
tredng manh tai Viét Nam ma theo Euromonitor 1a tang trudng binh quan



7.85% tir ngm 1997 dén 2007. Pa phan san phiam duogc san xut tai chin nha may
v6i tong cong suat khoang 570.406 tan sita moi nam. Cong ty sé hitu mot mang
ludi phan phéi rong 16n trén ca nudce, d6 1a diéu ki n thu n loi dé ching t6i dua
san pham dén s lugng 16n ngudi tiéu ding.

Phan 16n san phdm cta Cong ty cung cdp cho thi truong dudi thwong hiéu
“Vinamilk”, thuong hiéu nay dugc binh chon 1a mot “Thuong hiéu Noi tiéng” va
la mét trong nhom 100 thwong hi€u manh nhét do Bo Cong Thuong binh chon
nam 2006. Vinamilk cling dugc binh chon trong nhém “Top 10 Hang Vi t Nam
chat lugng cao” tir nim 1995 dén nam 2007.

San pham Coéng ty chi yéu dugc tiéu thy tai thi truong Viét Nam va ciing xuat
khau sang céc thi truong nudc ngoai nhu Uc, Campuchia, Irac, Philippines va
My.

Co cau von diéul cua cong ty :
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1.1 Qua trinh phat trién:

Tién than 13 cong ty Sira, Café Mién Nam thuoc Téng Cong Ty Thuc pham, véi
6 don vi truc thudc la:

+ Nha may sira Théng Nhat

+Nha may Stra Truong Tho

+Nha may Sira Dielac

+Nha may Café Bién Hoa

+ Nha may Bot Bich Chi va Lubico

Mot nam sau d6 (1978) Cong ty duogc chuyén cho Bo cong nghiép thyc phdm
quéan 1y va Cong ty ddi tén thanh Xi nghiép Lién hop sita Café va Banh keo I va
dén nam 1992 dugc ddi tén thanh Cong ty sira Viét Nam thudc sy quan 1y truc
tiép cia B6 Cong Nghiép nhe.

Nam 1996 lién doanh véi Cong ty C6 phan Pong lanh Quy Nhon dé thanh 14 p
xi nghiép Lién Doanh Sita Binh Dinh. Lién doanh nay tao diéu kién cho Cong ty
tham nhap thanh cong vao thi trudng mién trung Vi t Nam.

-Thang 11 Nam 2003 danh diu mdc quan trong 1a chinh thirc chuyén d6i thanh
Cong ty Co phan. d6i tén thanh Cong ty C6 phan Sira Viét Nam. Sau do Cong ty
thyc hi n vi ¢ mua thau tom Cong ty c6 phan sita Sai gon, ting von diéu 1& ding
ky ctia cong ty 1én con sé 1.590 ty dong.



-Nam 2005 mua sd ¢b phan con lai cua ddi tac lien doanh trong Cong Ty Lién
Doanh sira Binh Pinh ( sau d6i tén thanh nha may sita Binh DPinh) khanh thanh
nha may sita Nghé An, lién doanh v6i SABmiller Asia B.V dé thanh 1 p cong ty
TNHH Lién doanh SABMiller Viét Nam. San phdm dau tién cta cong ty mang
thuong hi¢u Zorok dugc tung ra thi truong.

-Nam 2006 Vinamilk niém yét trén thi truong chimg khoan TP HCM ngay
19/01/2006,trong d6 von do Céng ty Pau tu va kinh doanh vén nha nude nim
gitt 12 50,01% vén didu 1 .

Mo phong kham An Khang tai TPHCM day la phong khan dau tién tai Viét Nam
quan tri bang hé thdng di n tir, cung cap cac dich vu tu vén dinh dudng, kham
phu khoa, tu van nhi khoa va kham strc khoe tong quat

Khoi dong chuong trinh trang trai bo sira béat dau tir viéc thau tom trang trai Bo
stra Tuyén Quang, mot trang tai nhd véi dan gia sic 1400 con. Trang trai nay
cling duoc di vao hoat dong ngay sau khi dugc mua thau tém.

- Nam 2007 mua ¢6 phan chi phéi 55% ctia cong ty sita Lam Son. Cong ty
da dat dugce rat nhiéu doanh hiéu cao quy :

- Huan chuong lao dong Hang II (1991- do Chu tich nudc trao t ng)

- Huan chuong lao dong Hang I (1996- do Chu tich nudc trao t ng)

- Anh Hung Lao dong (2000- do Chu tich nudc trao t ng)

- Huan chuong Bdc 1 p Hang I1I (2005- do Chu tich nudc trao t ng)

“siéu ctip” Hang Viét Nam chét luong cao va uy tin nim 2006 do Hi p hoi s¢
hitu tri tu & Doanh nghi€p vira va nhé Vi¢t Nam

- Top 10 “Hang Vi t Nam chét luong cao “ (tir 1995 dén nay)

- “Cup vang- Thuong hiéu chimg khoan uy tin “ va Céng ty c6 phan
hang dau Viét Nam “ ( nam 2008 do UBCKNN- ngan hang nha nudc
hoi kinh doanh Ching Khoan — Coéng ty Chung Khoan va Thuong
mai Cong nghi p Vi t Nam Va Cong ty Van Hoa Thang Long).

1.2 Co cau to chifc:

cTY cfb PHAN SUA VINAMILK

Vi cac nha may san xuat chinh 1a noi cung cap cac san pham stra dic co
duong, stra chua..dén tay nguoi ti€u dung.

+ Nha may Sita Thong Nhat
+ Nha may Sitra Truong Tho
+ Nha may Sira Sai Gon

+ Nha may Stra Dielac



+ Nha may Sira Can Tho

+ Nha may sira Binh Dinh

+ Nha may Sira Nghé An

+ Nha may stra Ha noi

+ Xi nghiép kho Van

1.3 Nganh nghé kinh doanh:

+Sén xuét kinh doanh sita hdp, stra bot, bot dinh dudng, banh, stra tuoi, sira dau
nanh, nudc giai khat, nude ép trai cdy va cac san pham tir sita khac.

+Kinh doanh thyc pham cong nghé , thiét bi phu tiing, v 4 t tu, hoa chat va
nguyén li u.

+Kinh doanh nha, méi gi6i kinh doanh bat dong san, cho thué kho, bii. Kinh
doanh v n tai bang 6 t6, bdc xép hang hoa.

+Kinh doanh bAt dong san, nha hang, khach san, dich vu nha d4t ,cho thué van
phong, xay dung co s& ha tang khu dan cu cong trinh dan dung

+Chan nudi bo sira, tréng trot va chin nudi hon hop, mua ban dong v a t séng.
+San xuét mua ban ruou, bia, dd uéng, thuc phém ché bién, che uéng, cafe
rang-xay-phin-hoa tan.

+San xuét va mua ban bao bi, in trén bao bi.

+Sén xuit, mua ban san phém nhya

+Phong kham da khoa.

1.4 St Ménh Va Muc Tiéu cua Cong ty:

+ Str Ménh Cua Cong ty:

Vinamilk khong nging da dang hoa cac dong san pham, mé rong lanh thd phan
phoi nham duy tri vi tri dan dau bén viing trén thi truong nodi dia va toi da hoa loi
ich ctia c6 dong Cong ty.

+Muc tiéu:

“y&i myc tiéu tré thanh mot trong nhiing t 4 p doan thuyc phdm va nudc giai khat
c6 loi cho strc khoe hang dau tai Viét Nam, cong ty bat dau trién khai du 4n mo
rong va phat trién nganh nudc giai khat c6 lgi cho sire khoe va dy an quy hoach
lai quy mo san xuat tai Mién Nam. DAy 13 hai dy an trong diém nam trong chién
I phat trién 1au dai cta cong ty”

Muc tiéu ciia Cong ty 1a ti da hoa gia tri clia cd dong

Phan 2: Phan Tich Méi truong Bén Ngoai

2.1 Phan tich nganh

2.1.1 Phan tich mo6 hinh 5 lyc lugng canh tranh cua Michael Porter:

- Nang luc thuong lugng ctia nha cung cap: cac cong ty trong nganh sita co
loi thé mac ca voi nguoi chan nudi trong viec thu mua nguyén li€u sira, trong do
Vinamilk 1a nha thu mua 16n, chiém 50% san lugng sira ciia ca nudc. Bén canh

do, nganh stra con phy thugc vao nguyén liéu stra nhap khau tir nuéc ngoai. Nhu
v y ning lyc thwong lwong ctia nha cung cap twong ddi cao.



- Nang lyc thuong lugng cua ngudi mua: nganh sira khong chiu ap luc boi
bat ctr nha phan phdi ndao. Ddi v6i san pham sita, khi gia nguyén liéu mua vao
cao, cac cong ty sira co thé ban véi gia cao ma khach hang van phai chap nhan.
Do v y nganh sita c6 thé chuyén nhitng bat loi tir phia nha cung cap bén ngoai
sang cho khach hang. Ning lyc thuong lwong ciia ngudi mua thap.

- De doa ctia san pham thay thé: M t hang sira hi n nay chua c6 san phim
thay thé. Tuy nhién, néu xét rong ra nhu cu cia ngudi tiéu dung , san pham sira
¢6 thé canh tranh voi nhidu mat hang chiam soc stuc khoe khac nhu nude giai
khat...Do v y nganh sifa it chiu rii ro tir sin pham thay thé.

- Nguy co cia cac d6i thi xdm nh p tiém tang: D6i v6i san phém stra thi
chi phi gia nhap nganh khong cao. Nguoc lai chi phi gia nhéap nganh dbi voi san
pham sita nudc va sita chua lai kha cao. Quan trong hon dé thiét 1 4 p mang luéi
phan phdi rong doi hoi mét chi phi 16n. Nhu v y nguy co cta cac dbi tha xAm nh
p tiém tang tuong dbi cao.

- Su canh tranh gitra cac cong ty trong nganh: nganh sita bi canh tranh cao
O cac cong ty stra trong nganh nhu Hanoimilk, Abbott, Mead Johnson, Nestle,
Dutch lady...Trong twong lai, thi truong sira Viét Nam tiép tuc mo rong va mirc
dd canh tranh ngay cang cao.

Nhu v y nganh sira 1a moi truong kha hap dan doi vé6i cac nha dau tu vi sy canh
tranh cao, moi trudng nhp cudc twong doi cao, chua cd san pham thay thé nao tot
trén thi truong, nha cung cap va ngudi mua co vi tri khong cao trén thi truong.

2.1.2 Phan tich chu ky phat trién ctia nganh sita Viét Nam.

Trong su phat trién cua minh ,cac nganh phai trai qua cac giai doan tir ting
trudng dén bao hoa va cuoi cung 1a suy thoai.

Nganh stra 1a mot trong nhiing nganh co tinh 6 6n dinh cao, it bi tic dong boi chu
ky kinh té. Vi t Nam dang 1a qudc gia c6 toc do ting trudng nganh sita kha cao
trong khu vuec.

Giai doan 1996-2006, mirc tang truong binh quén mdi nim cua nganh dat
15,2%, chi thap hon so véi toc do tdng truong 16,1%/nam cia Trung Quoc.

Tinh thi phan theo gia tri thi Vinamilk va Dutch Lady hi n 1a 2 cong ty san xuét
sita 16n nhit ca nudc, dang chiém gan 60% thi phan. Sita ngoai nhap tir cic hing
nhu Mead Johnson, Abbott, Nestle... chiém khoang 22% thi phan, vdi cac san
pham chii yéu 1a sita bot. Con lai 19% thi phan thudc vé khoang trén 20 cong ty
stta c6 quy mo6 nhd nhu Nutifood, Hanoimilk, Ba Vi ...S{ra bot hi n dang 1a phan
khiic canh tranh khdc 1iét nhét giita cac san pham trong nudc va nhap khau. Trén
thi trudng sita bot, cac loai sita nhap khau chiém khoang 65%



thi phan, Vinamilk va Dutch Lady hién dang chiém gir thi phan lan luot 13 16%
va 20%.

Hi n nay cac hing san xut sifa trong nudc con dang chiu strc ép canh tranh
ngay mot gia tang do vi ¢ giam thué cho sita ngoai nhap theo chinh sach cat giam
thué quan ctiia Vi t Nam khi thuc hién cac cam két CEPT/AFTA cua khu vuc
ASEAN va cam két v6i T6 chirc Thuong mai thé giéi WTO.

Phan khuc thi truong stta ddc va stra nudc chu yéu do cac cong ty trong nudc
nam giu:

Chi tinh riéng Vinamilk va Dutch Lady, 2 cong ty nay di chiém khoang 72%
thj phan trén thi truong sita nude va gan 100% thi truong sita dic, phan con lai
chu yeu do cac cong ty trong nudc khac ndm giit. Sy canh tranh cua cic san
pham sita nudc va sira d ¢ nh p khau gan nhu khong dang ké.

Thi trudng sita nudc dugc danh gia 1a thi truong c6 nhiéu tiém nang tang
truong trong twong lai, va day ciing Ia thi truong c6 bién loi nhudn kha hép dén.
Thi trueong cac san pham sita d ¢ duge du bao c6 tc do tang truong chdm hon do
tiém nang thi truong khong con nhiéu, dong thoi bién loi nhuan cla cac san
pham sita d ¢ cling twong d6i thip so véi cac san pham sira khac.

Nhu v y nganh sira la nganh dang trong giai doan phat trién, hi n nay nhu cau
vé sita ngdy cang ting, va san pham sita trd thanh san pham thiét yéu hang ngay,
voi cong nghé ngay cang hién dai, h thong kénh phan phdi hiéu qua va gia ca
hop 1y thi nganh sita s& tiép tuc phat trién hon trong tuong lai.

2.2 Phan tich méi truong vi mé, Qudc gia Va Toan Cau:

Vi t Nam dang trong giai doan tang truéng va phat trién kinh té manh mé
v6i toc do “than téc” kéo theo mirc thu nhap, muc séng cua ngum dan ciing
dugc cai thién 13 r t. Néu truée day thanh ngir “4n no mic 4m” 13 uéc mo cia
nhiéu ngudi thi hom nay,Khi dat nuéce da gia nhap WTO lai 1a “4n ngon m 4 ¢
dep”

Sita va cac san pham tir sita di gan giii hon véi nguoi dan, néu trude

nhitng ndm 90 chi c6 1-2 nha san xuét, phan phdi sita, chii yéu la sira dac va sira
bot ( nhdp ngoai), hién nay thi truong sira Viét Nam da c6 gan 20 hang noi dia va
rat nhiéu doanh nghiép phan phdi sita chia nhau mét thi truong tiém nang véi 86
triéu dan. tong lugng ti€u thu stra Viét Nam lién tyc tang manh véi muc tu
15-20% nam, theo du bao dén nam 2010 mirc tiéu thu sira tai thi truong s€ tang
gap do6i va tiép tuc ting gap doi vao nam 2020.
V& murc tiéu thu sita trung binh cua Vi t Nam hi n nay khoang 7,8 kg/ngudi/nam
tirc 14 da ting gap 12 1an so véi nhitng nam dau thap nién 90. Theo du bao trong
thoi gian sap tdi muc tiéu thu sita sé ting tir 15-20% ( tang theo thu nhap binh
quéan). San pham sita 13 san pham dinh dudng b6 sung ngoai cac bira n hang
ngay, voi tré em, thanh thiéu nién va nhung nguoi trung tudi — sita c6 tac dung
16m ho tro stre khoe. Trén thi truong co rat nhiéu loai bot ngi



cbe, d6 udng tang cuong suc khoe... nhung cic san pham nay vé chit lugng va
d6 dinh dudng khong hoan toan thay thé duoc sita.

Tiéu thy sita binh quin dau ngudi chi khoang 9kg/nam, thip hon nhiéu so voi
cac nudc trong khu vuc cling nhu cac nude Chau Au.

Tiéu thu sita binh quan dau nguai
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Ngudn: Vinamilk, VDSC
Do d t trung nganh phu thudc vao toc do ting trudng cla nen kinh té & cac nuéc
50 tai, voi téc do tang truong >7,5 % trong nhimg nim gan dy va thém vao d6
muirc séng cling nhu thu nhap cia nguoi dan cang dugc cai thién, nganh stra viét
nam rd rang ngdy cang cé tiém ning phat trién 6n dinh véi téc d6 cao
2.2.1 Moi truong nhan khau hoc:

+két cAu dan sb

Tong dan sb: 85.789.573 ngudi

o Sbnir gidi: 43.307.024 nguoi

o Ty s0 gidi tinh: 98,1 nam trén 100 nir

o Tyl tang dén s6: 1,2% (2009)

e S0 dan song ¢ khu vuc thanh thi: 25.374.262 nguoi (chiém 29,6% dan so
ca nuoc).

Co cau do tuoi:

0-14 tudi: 29,4% (nam 12.524.098; nir 11.807.763)

15-64 tudi: 65% (nam 26.475.156; nir 27.239.543)

trén 65 tudi: 5,6% (nam 1.928.568; nir 2.714.390)
Ty 1 sinh: 19,58 sinh/1.000 dan

Vi két cau dan s6 nhu v y ta c6 du bio quy mo tiéu thy sira :



Du bao quy mo thi trudgng
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+Mirc sng ctia ngudi Dan :

Theo s6 li u thong ké, thu nh p binh quan dau nguoi ¢ Vi t Nam nam 2006
1a 7,6 tri u dong. Nguoi thanh thi thu nh p binh quan cao hon ngudi nong thon
2,04 lan. Chénh 1 ch giita nhom 10% ngudi gidu nhat véi nhom 10% ngudi
nghéo nhét 1a 135 lan (2004) va ngay cang tang. Thu nh p binh quan cua dong
bao thiéu sé chi bang 40% so voi trung binh ca nuée. Con s6 nay cho thay dai bo
ph n ngudi Vi t Nam c6 mirc séng thap. Gia 1kg sita tuoi ti t tring bang 3kg gao,
vi v y ngudi dn nghéo chua cé tién udng Sita.

Trong tinh hinh lam phat ngay cang tang nhu hi n nay, chi mét nhém it nguoi du
tiém lyc kinh té mua san pham sira. Thyc té cho thdy nguoi Thanh phd Ho Chi
Minh va Ha Noi tiéu thu 80% lugng sita ca nudc. Nang cao mirc séng ngudi dan
s€ tdng thém lugng khach hang tiéu thu sira.
2.2.2Théi quen udng Sira:

Vi t Nam khong phai 13 nudc c6 truyén thong san xuit sira, vi v y dai bo ph
n dan chung chua c6 thdi quen ti€u thu stra. Tré em giai doan bt sita me trong co
thé c6 men tiéu hoa duong sira (dudng lactose). Khi thoi bt me, néu khong duoc
ubng sira tiép thi co thé mat dan kha ning san xuat men nay. Khi d6 duong sira
khong dugc tiéu hoa gay hi n tuong tiéu chay nhét thoi sau khi udng sita. Chinh
vi v y nhiéu ngudi 16n khong thé udng sita tuoi (sira chua thi khéng xdy ra hin
tugng nay, vi duong sita da chuyén thanh axit lactic). T p cho tré em udng sita
déu d n tir nho, gitip duy tri sy san sinh men ti€u hod dudng stra, s€ tranh dugc hi
n tuong tiéu chay néi trén. Thém vao d6 so véi cac thuc pham khac va thu nh p
ctia dai bo ph n gia dinh Vi t Nam (nhat 1a & cac viung ndng thon) thi gia ca cla
cac san phdm sita & Vi t Nam van con kha cao. Con ¢ nhiéu nudc khéac, v6i mirc
thu nh p cao, vi ¢ udng sita tré thanh mot diéu khong thé thiéu duoc trong thuc
don hang ngay)
Nhitng nude c6 didu ki n kinh té kha da xay dung chuong trinh sita hoc duong,
cung cip mién phi ho ¢ gid rat ré cho cac chau miu gido va hoc sinh tiéu hoc.
Diéu nay khong chi gitp cac chau phat trién thé chat, con gitup cac chau co thoi
quen ti€u thu sira khi 16n 1én.
2.2.3.Chinh sach vé xut nh p khau Sira:



Chinh sach cua nha nudc vé sita nh p khau trong nhirng nim qua chua
thiic day duoc phat trién sita ndi dia. Can c6 chinh sach thich dang khuyén khich
cac cong ty ché bién sita Vi t Nam giam dan luong sita bot nh p khau tai ché,
tang dan ty trong sira tuoi san xut trong nudc. Tuy nhién, Vi t Nam da ra nh p
WTO, tir 2010 néu dung chinh sach thué dé khuyén khich hay han ché nh p sita
bot sé& khong kha thi, vi v y can c6 nhiing chinh sach thich hop cho 16 trinh dén
nam 2015 tr¢ di ngudn nguyén li u tir sita tuoi san xuat trong nudc t6i thiéu phai
dap tngduoc trén 40% nhu cau sira nguyén 1i u.

Hon mot nim qua gia sita bot trén thi trudng thé gidi ting gap 2 1an va
luén bién dong. Cac Cong ty ché bién sita nhu Vinamilk, Dutchlady da quan tam
hon dén phat trién ngudn sita nguyén i u tai chd. Tuy v y van chua c6 gi dam
bao chic chan chwong trinh ting ty 1 sita ndi dia ctia ho cho nhitng nam tiép theo.

— Dan s dong, ty I sinh cao, toc do tang truong kinh té 6n dinh, thu nh p dan cai
thi n, doi sdng v t chit ngay cang cao van dé sirc khoe ngay cang duoc quan tam,
vo1 mot moi truong dugce thién nhién vu dai, nhiing chinh sach hd trg cia nha
nude trong vi ¢ khuyén khich chin nudi va ché bién bo sira. cac chinh sach hoat
dong cta chinh phii trong vi ¢ cham lo stc khoe chdng suy dinh dudng khuyén
khich nguoi dan dung sira dé cai thi n voc dang, tri tu , xuong cbt cho tat cd moi
nguoi d ¢ bi tla tré nho va nguoi gia. Cac chién dich uong, phat sita mién phi cia
céc cong ty sita tt ca gop phan tao nén mot thi truong tiém ning cho nganh sita
vi t nam.

Bao cao tong két thi truong Vi t nam cta mot cong ty sita da qudc gia néu
1 :GDP Vi t nam ting khoang 8%/mim va ti 1 tré suy dinh dudng van con
khoang trén 20%. San choi cia cac doanh nghi p sita ndm ¢ kha ning mua sim
ngay cang 16n cua ngudi tiéu dung véi cac khoan ngan sach quéc gia danh cho
chién luoc phong chdng, giam ty 1 suy dinh dudng cta tré con 15 dén dudi 20%
trong vong 10 nam téi. cac chinh sach chin nudi bo dang dugc diy manh gop
phan ting cudng ngudn nguyén li u cho cac cong ty san xuat sita trong nudc thay
vi nh p khau, dé ting stc canh tranh.Bén canh d6 vi ¢ vi t nam gia nh p WTO
mot co hoi 16n cho sita vi t nam gia nh p thi truong thé gidi va hoc hoi kinh nghi
m trong vi ¢ ché bién chin nudi va quan 1y...dé hoan thi n hon tao ra nhitng san
pham sita chit luong tot va gia ca ré hon.

Qua d6 chiing ta ciing thiy duoc mbi de doa cho nganh sita vi t nam 1a vi ¢
hoi nh p t6 chirc thuong mai thé giéi WTO sé& khién cho cac nha may san xuat
stta nho tai vi ¢ nam s€ khong c6 stc canh tranh véi cac t p doan sita 16n manh
trén thé gi61 nhu Mead Johnson, Abbott. Thém vao dé chung ta lai chua c6 mdt
mod hinh chin nudi quan Iy mot cach hi u qua. Ngudn nguyén li u ciia ching ta
con thiéu rat nhiéu budc chung ta ludn phai nh p khau nguyén li u tir nudc ngoai
chinh diéu 4y lam cho gia cta cac loai sita ting cao ching ta da khong str dung
t6t, hi u qua nhing tai nguyén quy gia ma thién nhién cua chung ta di ban t ng.
tam 1y sinh ngoai ciia nguoi tiéu ding vi t nam con rat cao (70% trong tiéu
dung).



Phan 3 : Phén tich tinh hinh cong ty Sita Vinamilk
3.1 Loi thé canh tranh va Nang lyc d ¢ thi cia Cong ty

Vi thé ciia cong ty trong nganh: Vinamilk 1a cong ty sira 16n nhat ca nudc véi thi
phan 37%. Quy mo nha may ciing 10n nhat ca nudc véi tong cong suat hi n nay
l1a 504 nghin tan/nam, dat hi u suit 70%.

Gia trj cot 161 cua cong ty:

+Tbn trong: ty trong,binh dang va cdng hién cho sy phat trién ctia cong ty 1a
nhiing diéu chung toi tran trong

+y chi : ddm nghi, dam lam, dam chiu trach nhi m vuot qua moi thir thach dé dat
duogc muc tiéu cam két

+coi mé su trao ddi thang than véi tinh than xay dung 1 co so dé giup doi ngii
chung t6i tré nén gén b6 hon, manh m¢& hon

+chinh tryc :bét cir diéu gi chung t6i 1am déu trung tryc, minh bach va dang véi
dao ly

+hai hoa céc loi ich : loi ich ctia Vinamilk ciing 14 1oi ich cta nhan vién, dbi tac,
nha nudc va xa hoi

+hi u qua :ludn quan tim dén gia tri ting them trong tit ca cac hoat dong dau tu,
kinh doanh va cong vi c.

+sang tao : chiing t6i ton trong niém dam mé, sy kham pha mang tinh doc daco
va cac giai phap tién tién.

+coi mé : sy trao d6i thing thin véi tinh than xay dung 13 co s¢ dé gitip chung
to1 tré nén gén b6 hon, manh mé hon.

Céc thé manh cua cong ty:

- loi thé vé quy mo tao ra tir thi phan 16n trong hau hét cac phan khuc san
pham sita va tir sita, v&i hon 45% thi phan trong thi truong sita nudc, hon 85%
thi phan trong thi truong sira chua an va sira d ¢, trong d6 2 nganh hang chu lyc
stra nuoc va sira chua an c6 muc tang trudng lien tuc hon 30% moi ndm
-Vinamilk & mot thwong hi u noi tiéng

-C¢6 kha nang dinh gia ban trén thi truong

- so hiru thuong hi u manh,nbi tiéng Vinamilk, 13 thuong hi u dan dau 1o r t
vé muc do tin dung va yéu thich ciia nguoi tiéu ding Vi t nam ddi voi san pham
dinh dudng

-mang ludi phan phdi va ban hang chu dong va rong khip ca nudc cho phép cac
san pham chu lyc ctia Vinamilk c6 m t tai trén 141000 diém ban 1¢ 16n nho trén
toan qudc trén 220 nha phan phdi,tai toan by 63 tinh thanh cta ca nudc. San
pham mang thuong hi u Vinamilk ciing ¢6 m t tai My, Canada, Phap, Nga, Séc,
Ba Lan, Duc, Trung Quoc Trung Dong, chau A, Lao, campuchia. ..

- co m01 quan h dbi tac chién lugc bén vimng véi cac nha cung cap, dam
bao duoc ngudn nguyén li u 6n dinh, dang tin ¢ y véi gia canh tranh nhat trén thi
truong. La nha thu mua sita 16n nhét ca nudc nén co kha ning m ¢ ca véi nguoi
chédn nudi

-nang lyc nghién curu va phat trién san pham mai theo xu hudng va nhu cau tiéu
dung cua thi truong



-h théng va quy trinh quan 1y chuyén nghi p duge v n hanh boi mot doi ngii cac
nha quan ly c6 nang luc va kinh nghi m dugc chirng minh thong qua két qua hoat

dong kinh doanh bén vimng ciia cong ty

-Doi ngii ban hang nhiéu kinh nghi m gém 1.787 nhan vién ban hang trén khap

ca nuoc.

Thiét bi va cong ngh san xuat hi n dai va tién tién theo tiéu chuan qudc té
3.2 Phan tich chuoi gia tri ciia cong ty VINAMILK

Cac hoat dong chinh
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Céc hoat dong ho trg

Nhin vao ban phan tich chudi gia tri cua cong ty sitaVINAMILK

ta thay rang gia tri tang thém do cac yéu t6 tir cac hoat dong chinh dé giup cho
gi4 tri san pham ting 1én nhung gi4 thanh san pham khong bién dong nhiéu

3.3 Céc khdi xay dung co ban cua logi thé canh tranh

M3di cong ty mudn tao ra sy khac bi t hoa san phadm hay tré nén hi u qua
hon trong vi ¢ giam chi phi, cAn phai thuc hi n 4 nhan té co ban trong vi ¢ xay
dung nén loi thé canh tranh, bao g(‘Sm: Sy hi u qua, chét luong, su cai tién, su dap
mg khach hang. Nhitng khéi chung nay c6 su tuong tac 1an nhau rat manh duoc

thé hi n qua mé hinh nhu sau:
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1.- Hi u qua.

Hi u qua dugc do luong bang chi phi dau vao( lao dong, vbn dau tu, trang
thiét bi, bi quyet cong ngh ,va nhidu thir khéc..) can thiét dé san xuat mot luong
san pham dau ra( hang hoa hay dich vu duoc tao ra boi cong ty).

- Tinh hi u qua clia cong ty cang cao, chi phi dau vao can thiét dé san xuat
mot luong san phim dau ra nhat dinh cang thap. Do d6, sy hi u qua giup cong ty
dat dugc loi thé canh tranh chi phi thép.

- Mot trong nhitng chia khod nhiam dat dugc hi u qua cao 12 str dung dau vao
mot cach hop 1y nhat ¢6 thé. Cong ty véi nhitng nhan vién 1am vi ¢ ning suat cao

va kha ning san xuét cao sé& co chi phi san xuat thip 0 Ning suit lao

dong.No6i cach khac, doi ngli quan 1y c6 kha nang ngién ctru va phan doan tinh
hinh thi truong mdt cach nahy bén:Cong ty Vinamilk c6 mot doi ngii tiép thi va
ban hang c6 kinh nghi m vé phén tich va xac dinh thi hiéu va xu huéng tiéu
dung, dong thdi hd tro cac nhan vién ban hang truc tiép, nhimg ngudi hiéu rd thi
hiéu nguoi tiéu cung thong qua vi ¢ tiép ¢ n thuong xuyén véi khach hang tai
nhiéu diém ban hang. Chéng han, su am hiéu vé thi hiéu cta tré em tir 6 dén 12
tudi da giup Vinamilk dua ra thanh cong chién luoc tiép thi mang tén Vinamilk
Milk Kid vao thang 5 nim 2007. Két qua cta chién luoc tiép thi nay 1a Vinamilk
Milk Kid tr¢ thanh m t hang sira ban chay nhat trong khuc thi truong tré em tir 6
dén 12 tudi vao thang 12 nam 2007. Ngoai ra, Vinamilk con c¢6 kha ning nghién
ctru va phat trién san pham trén quan diém nang cao chat lugng san pham va mé
rong dong san pham cho nguoi tiéu dung. Vinamilk cé



d6i ngil nghién ciru va phat trién gém 10 ky su va mot nhan vién ky thu t. Cac
nhan sy lam cong tac nghién ciu phdi hop ch t ch& voi bo phn tiép thi, bo ph n
nay lién tuc cong tac véi cac to chirc nghién ctru thi truong de xac dinh xu hudng
va thi hiéu tiéu dung. Vinamilk tin twong rang kha ning phat trién san pham moi
dua trén thi hiéu ngay cang cao cua ngudi tiéu dung 1a yéu t6 then chot mang lai
thanh cong, dong thoi sé t1ep tuc gilt vai tro chu dao cho su tang truong va phat
trién trong twong lai. V4i nd luc nham dam bao rang san phdm cta Vinamilk
sanh vai véi v6i xu hudng ti€u thu moi nhat, Vinamilk chu dong thuc hi n nghién
clru va hop tac voi cac cong ty nghién ctru thi trudng dé tim hiéu cac xu hudng
va hoat dong ban hang, phan hdi ctia nguoi tiéu ding
- Cac phwong phap cai thi n tinh hi u qua:
+Tinh kinh té theo quy mé: 1a vi ¢ giam gia thanh trén mot don vi san
pham lién quan dén mot lwong 16n c4 san pham du ra. Ca cong ty san xuat va
dich vu déu c6 thé c6 dugce loi ich tir hi u qua kinh té quy mé 16n.
e  Nguyén nhan: + Nang lyc: 1a kha nangphén b chi phi ¢ dinh cho
khéi lwong 16n san pham san xuat.
+ Kha nang phan cong lao dong va chuyé mon hoa
cao hon.

+ Hiu tng hoc t p: La su giam chi phi do hoc t p, nh n thirc va trai nghi m
trong qué trinh lam vi ¢.Nang sut lao dong cao hon khi nhitng ca nhan hoc dugc
cach lam hi u qua hon trong vi ¢ thyc hi n mot nhi m vy d c thu va nhiitng nha
quan tri hoc dugc phuong phap t6t nhat dé v n hanh cong ty.

+ Duong cong kinh nghi m: chi sy gidm gia thanh don vi mot cach h
thong phat sinh sau mot chu ky san pham0 Gia thanh ché tao don vi san pham
n6i chung s& giam sau mdi lan tich luy san luong san xuat gap doi.

Tinh kinh té vé quy mé va hi u émg hoc t p

+ San xuat linh hoat, san xuit teo yéu cau cta khach hang

+ Marketing

+ Quan triv t liu, JIT

+ R&D

+Ngudn nhan luc

+H thdng thong tin, internet

+ Co s ha tang.

2.- Chat lwong san pham.

Chét luong san pham la nhitng hang hoa hay dich vu ¢ nhimng d ¢ tinh
ma khach hang cho réng thuc su thoa man nhu ciu caa ho. Mot thudc tinh quan
trong 14 su tin ¢ y, nghia 14 san pham thyc hi n t6t muc dich ma né dwoc
thiét ké nham va. Chét luong dugc ap dung giéng nhau cho ca hang hoa va dich
vu.

- Vi ¢ cung cép san phdm chat luong cao tao nén thuong hi u cho san
pham cong ty . Trong truong hop nay, su cai thi n thwong hi u cho phép cong ty
béan san pham véi gia cao hon.



- Chat lugng san phdm cao hon ciing c6 thé 1a két qua cuia sy hi u qua
cao hon, véi thoi gian lang phi trong vi ¢ dfiéu chinh nhitng thiéu sét cta san
pham hay dich vu hon. N6 dugc chuyén d6i vao niang luc san xuat cao hon ciia
nhan vién, nghia 1a chi phi cho mot don vi san pham thap hon.

-Phwong phdp cdi thi n chdt lwong san pham:
+Quan tri chét luong toan di n
3.- Cdi tién

Cai tién 1a bat ky nhiing gi duoc cho la méi hay moi la trong cach thirc
ma mot cong ty v n hanh hay san Xuit san pham cua né. Do d6 su cai tién bao
gbm nhu’ng su tlen bd hon trong chung loaisan pham, qua trinh san xuét, h thong
quén tricdu tric t6 chirc va chién lugc phat trién boi cong ty

- Sy d6i méi thanh céng dem dén cho cong ty mot vai d ¢ diém 1a duy nhat
ma dbi thi cia né khogn co. Su duy nhit nay cho phép cong ty tao ra san pham
khac bi t va ban voi gia cao hon so voi san pham cua ddi thi canh tranh

- Sy cai tién thanh cong ciing c6 thé cho cong ty giam chi phi trén mét don vi san
pham.

Cong ty Vinamilk dang thyc hi n vi ¢ ap dung Thiét bi va cong ngh san xuat
dat chuan qudc té

Cong ty Vinamilk sir dung cong ngh san xuat va dong goéi hi n dai tai tat ca cic nha
méay. Cong ty Vinamilk nh p khiu cong ngh tir cac nudc chau Au nhu Pic, Y va Thuy
Si dé ung dung vao day chuyén san xuat. Cong ty Vinamilk 1a cong ty duy nhit tai Vi t
Nam sé hitu h thong may moc su dung cong ngh sy phun do Niro cua Pan Mach, hang
dan dau thé gidi vé cong ngh sdy cong nghi p, san xuét. Cac cong ty nhu C6 gai Ha Lan
(cong ty truc thudc cua Friesland Foods), Nestle va New Zealand Milk ciing sir dung
cong ngh nay va quy trinh san xuat Ngoai ra, Cong ty Vinamilk con s dung cac day
chuyen san xuat dat chudn qudc té do Tetra Pak cung cip dé cho ra san pham sita va cac
san pham gia tri cong thém khac.

4.- Sy dap ung khach hang

Su dap tmg khach hang 1 su dem dén cho khach hang chinh xac nhitng gi
ho mudn vao dang thoi diém ho mudbn. No lién quan dén vi ¢ thuc hi n tit ca
nhimg gi ¢6 thé nhiam nh n ra nhu ciu cta khach hang va thoa min nhitng nhu
cau do.

Nhiing phwong phap cai thi n gia tang sw dap ung khdach hang:

- Hoan thi n hi u qua ciia qua trinh san xuat va chit lugng san pham.

- Phat trién san phAm méi c6 nhitng nét d ¢ trung ma cac san pham co6
m t trén thi truong khong co.

- San xuét theo yéu cau hang hod va dich vu cho nhu cau riéng bi t
ctia mdi khich hang don 1¢ hay nhom khach hang.

- Thoi gian dap mg cta ho, hay luong thoi gian can bo ra dé hoan
thanh vi ¢ chuyén hang hod ho ¢ dich vu dén tay khach hang cach nhanh nht,
c6 thé dap tmg ngay khi ho mong muén.

Tom lai, hi u qua vugt trgi cho phép cong ty ha thép chi phi, chit lugng vuot

troi cho phep cong ty ban hang vOi gid cao co thé dem dén gia cao hon hay
chi phi thap hon, va sy dap tng tSt hon ciia khach hang cho phép cong ty
dinh gia ban cao hon.

Phan 4: Phén tich chién lugc ciia Cong ty sita Vinamilk



4.1 Chién lugc phat trién:

cling cd, xay dung va phat trién mot h thong cac thuong hi u cuc manh
dap mg t6t nhat cac nhu cau va tam 1y tidu dung ctia ngudi tidu dung vi t
nam

phat trién thuong hi u Vinamilk thanh thwong hi u dinh dudng c6 uy tin
khoa hoc va dang tin ¢ y nhat véi moi nguoi dan Vi t nam théng qua chién
lugc 4p dung nghién ctru khoa hoc vé nhu ciu dinh dudng d ¢ thu cua
ngudi Vi t nam dé phét trién ra nhitng dong san pham t6i wu nhat cho
nguoi tiu dung Vi t Nam

dau tu mo rong san xuat kinh doanh qua thi trudng cta cic m t hang nuée
giai khat c6 loi cho strc khde cua nguoi tiéu dung thong qua thuong hi u
chu lyc Vresh nhim dap tmg xu hudng tiéu dung ting nhanh déi véi cac
m t hang nudc giai khat dén tir thién nhién va c6 loi cho stic khoe con
nguoi

cung ¢d h théng va chat lugng phan phdi nham gianh thém thi phan tai
cac thi truong ma vinamilk c6 thi phén chua cao, d c bi t 1a tai cac vung
noéng thon va cac do thi nho

dau tu toan di n ca vé xay dung thuong hi u manh,phat trién h théng san
phim moi va nang cao chat luong h thong phan phdi lanh véi myc tiéu
dua nganh hang lanh (stra chua an, kem, stra thanh trung céac loai) thanh
mdt nganh hang c6 déng gép chu lyc nhat cho cong ty ca vé doanh s6 va
loi nhu n

khai thac strc manh va uy tin cia thuong hi u Vinamilk la thuong hi u
dinh dudng c6 uy tin khoa hoc va danh tin ¢ y nhét ctia ngudi Vi t nam dé
chiém linh it nhat 1a 35% thi phan cua thi truong sita bot trong vong 2
nam téi

phat trién toan di n danh muc cac san pham sita va tir sita nham hudng toi
mot lwong khach hang tiéu thu rong 16n, déng thdi mé rong sang cac san
pham gia tri cong thém nham ning cao ty suit loi nhu n chung cua toan
cong ty

t1ep tuc nang cao nang luc quan 1y h théng cung cip

tiép tuc mé rong va phat trién h thong phan phdi chii dong, viing manh va
hiu qua

phat trién ngudn nguyén li u d& dam bao ngudn cung sita tuoi on dinh,
chat lugng cao voi gia canh tranh va dang tin ¢ y

4.2 Ngudn lyc thyc hi n chién lugc ciia cong ty:

-Mang luéi rong khip cta Vinamilk 13 yéu t6 thiét yéu dan dén thanh cong trong
hoat dong ,cho phép Vinamilk chiém dugc sb luong 16n khach hang va ddm bao
vi ¢ dua ra céc san pham méi va cac chién luoc tiép thi hi u qua trén ca nude.

+ Vinamilk d4 ban san pham thong qua trén 220 nha phan phdi ciing v6i hon

141.000 dém ban hang tai toan bo 63 tinh thanh cia ca nudc. San pham mang
thuong hi u Vinamilk cting c6 m t tai My, Canada, Phap, Nga, Séc, Ba Lan, Puc,
Trung Quoc, Trung Pong, chau A, Lao, campuchia...



-Doi ngii ban hang nhiéu kinh nghi m gdm 1.787 nhan vién ban hang trén khap
dat nude da hd trg cho cic nha phan phdi phuc vu tot hon céc cira hang ban 1é va
ngudi tidu dung, ddng thoi quang ba san pham ciia Vinamilk Doi ngii

ban hang con kiém nhi m phuc vu va hd trg cac hoat dong phan phdi dong thoi
phat trién cac quan h v6i cac nha phan phdi va ban 1é moi.

-H théng tu mat, tu dong véi mét khoan dau tu 1on cong ty da tao dugc mot rao
can canh tranh cao va tao cho san pham ctia cong ty duoc bao quan mot cach tét
nhit bao dam chat luong dinh dudng.

-Vinamilk da hop tac voi IBM dé xdy dung va trién khai co s ha ting CNTT
theo yéu cﬁu bao gdm h thong méy chu, h thong luu trit, h théng phuc hdi sy ¢d
va phan mém quan ly ung dung. Nhing giai phap nay mang dén cho Vinamilk
kha niang mé rong h thng, hi u ning t6i da va mang lai hi u qua cao trong hoat
dong kinh doanh.

—Vinamilk dd xay dung cac quan h bén viing v&i cac nha cung cip thong qua
chinh sach danh gia cua, cong ty hd trg tai chinh cho nong dan dé mua bo sita va
mua sira ¢ chat lu0’ng t6t v6i gid cao. Vinamilk d ky két hop dong hang nam
voi cac nha cung cap stra va hi n tai 40% sira nguyén li u dugc mua tr nguén san
xuét trong nudc. Cac nha may san xuit duoc d t tai cac vi tri chién luoc gan
nong trai bo sita, cho phép Vinamilk duy tri va ddy manh quan h véi cac nha
cung cap Pong thoi cong ty clng tuyén chon rat k¥ vi tri d t trung tAm thu mua
sita dé dam bao sita tuoi va chat luong tot Vinamilk cting nh p khau sira bot tir
Uc, New Zealand de dap Gmg nhu ciu san xuit ca vé sb luong lan chat
luong. Vinamilk cho rang kha ning duy tri ngudn cung sita nguyén li u 6n dinh
vb cung quan trong dbi véi vi ¢ kinh doanh, giup cong ty duy tri va ting san
lugng.

-Vinamilk ¢6 doi ngii nghién ciru va phat trién gom 10 k¥ su va mot nhan vién
ky thu t. Cac nhan sy lam cong tac nghién clu phéi hop ch t ché voi bo ph n tiép
thi, bd ph n nay lién tuc cong tac véi cac t6 chiic nghién ctru thi truong dé xac
dinh xu hudng va thi hiéu tiéu dung.

-Vinamilk cht dong thyc hi n nghién ctru va hop tac véi cac cong ty nghién ctru
thi truong dé tim hiu cac xu hudng va hoat dong ban hang phan hoi cia nguoi
tiéu dung cling nhu cac phuong ti n truyén thong c6 lién quan dén van dé thuc
pham va an uong.

-D6i méi cong ngh , 1ap d t cac h thong day chuyén san xuat hoan chinh, hi n dai,
don dau cong ngh méi voi cac tidu chuan k¥ thu t va v sinh an toan thuc phém
t6t nhat. Cong ty xay dung thém nhleu nha may voi trang bi hi n dai, tién tién tai
cac ving kinh té trong diém qudc gia, tao thé chii dong trong san xuat, kinh
doanh.

-Sau 33 nam ra mat ngudi tidu ding, dén nay Vinamilk da xay dung dugc 9 nha
may va 1 tong kho, véi trén 200 m t hang sita va cac san pham tir sita. San pham
Vinamilk con dugc xuét khiu sang nhiéu nude My, Phap, Canada, Ba Lan, Ptc,
khu vie Trung Pong, Pong Nam A...

-Hinh anh chd bo sita Vi t Nam trén bao bi sita Vinamilk di tr& nén rat quen
thudc voi ngudi Vi t, d ¢ bi t 1a dbi véi tré em. Gan nhu bat clr em nho nao ciing
c6 thé ngan nga “Chung ti 1a nhitng con bo hanh phiic” trong quang céo sira ciia
cong ty.



-Vinamilk da xay dyng dugc nén moéng cho minh bang niém tin chat luong.
Thanh 1 p tr ndm 1976 dén nay cong ty da tron 33 nam phat trién va xay dung
thuong hi u.thwong hi u "vinamlik" dugc binh chon la mét “Thuong hi u No6i
tiéng” va 1a mot trong nhom 100 thwong hi u manh nhat do B4 Cong thuong binh
chon ndm 2006. Vinamilk cting dugc binh chon trong nhém “Top 10 Hang Vi t
Nam chét luong cao” tir nam 1995 dén nam 2007.

-Sira va cac san pham tur stra cua cong ty chlem khoang 50% thi phan toan qudc.
Danh muyc san phdm cia Vinamilk bao gdm: san pham chu lyc 13 sira tuoi, stra
bot va san pham cé gia tri cong thém nhu sita d ¢, yoghurt dn va yoghurt ubng,
kem va phdé mai.Hi n nhin hang dang dan dau trén thi truong gém: Sira tuoi
Vinamilk, Stra d c, Stra bot Dielac, Nudc ép trai cay V-Fresh, Vinamilk Café...
-V6i bé day lich sir c6 m t trén thi truong Vi t Nam, Vinamilk c6 kha ning xéc
dinh va am hiéu xu huéng va thi hiéu tiéu ding. Piéu nay giap Vinamilk t p
trung nhimg nd luc phat trién nhitng san pham cho cac phan khiic thi truong c6
thé mang lai thanh cong cao. Cu thé nhu dong san pham sita Vinamilk danh cho
tré em nhu Milk kid ... di tr& thanh mot trong nhitng san pham sita ban chay
nhat danh cho phan khtc thi truong tré em tir 6 dén 12 tudi trong nam 2007.
-Dau nim 2006 di danh diu budc trudng thanh 16n manh cta Vinamilk khi cong
ty niém yét trén thi trudng ching khoan Tp.HCM. C6 thé noi, sy ki n 1én san cta
Vinamilk da tao nén mét lyc day dang ké ddi véi thi trudng ching khoan Vi t
Nam thoi gian do. Boi qua dot quyét toan cd phan va 2 lan du gia cd phiéu
Vinamilk di thu vé cho Nha nudc trén 2.243 ty dong Tr1 gia co phleu cua
Vinamilk chiém 20% thi truong von cb phiéu niém yét khi dy, véi gia tri von hoa
1én t61 810 tri u USD

-Manh dan tuyén chon luc luong tré chuyén nghi p tir cac cong ty da quoc gia co
k¥ ning quan tri hi n dai, dong thoi bo sung cho nhiing anh em cii vé kién thic
chuyén mén.cong ty da lam cho luc lwong méi va cii ¢3 hoa hop, bd sung cho
nhau, hd tro nhau rat tt. cong ty t p trung hét strc cho dao tao, dé tao sirc b t méi
cho hdi nh p. Trong quan ly con nguoi, cong ty luon coi trong sy trung thuc, nhi
t tinh, sang tao, c6 trach nhi m véicong vicvadcbit Sy théng nhét vé y chi la
diéu hét strc can cho doanh nghi p

-Mot ky két hop tac nghién ciru khoa hoc gitta Vi n Dinh Dudng va Vinamilk
mang dén ¥ nghia quan trong to 16n véi ngudi tiéu dung, nhét 1a cac ba me nudi
con nho. Hop tac nay s€ giup nghién ctru va xay dung nhiing cong thirc sttad ¢
thu, t6i wu v6i nhu cau dinh dudng cia nguoi Vi t thong qua cac két qua nghién
ctru va kiém nghi m 1am sang dugc tién hanh boi cac chuyén gia dau nganh cta
Vi n Dinh Dudng. (5/9/2009 tai Ha N6i)

Loi thé canh tranh cta ching toi chinh 1a: Chat lwong+Thuong hi u Vi t+ kha
nang canh tranh vé gia ca, vé cung cap dich vu. Sita 1a mot san pham vé sirc
khoe phuc vu cho moi ddi twong trong x3 hoi, tinh bao quat cua thuong hi u la
rat 16m, rat gan gui. Phuc vu cho 85 tri u, va t6i ndm 2020 1a 125 tri u nguoi dan
Vi t 1a loi thé cua chung t61, ngoai ra Vinamilk con xuét khau rat 16n, ké ca
nhitng nudc ¢6 nén cong nghi p phat trién nhu Uac, My, doanh thu xuat khau
mot nam tir 80 dén 100 tri u USD



-Vén diéu 1 100 tri u USD 14 con sb hitu hinh, gia tri v hinh ctia Vinamilk hi n
nay la 900 tri u USD, d6 chinh Ia gia tri thwong hi u. ching t61 da danh 7 ty dong
cho hoat dong tur thi n danh cho cac em ngheo, khuyet t t trén toan qubc va song
song 1a 12 chuong trinh khuyén mai tri gia 12 ty dong, nhu mot 15i chia sé, cam
on giri &én nguoi tidu dung, dén toan xa hoi

-Dé tao thém sitc manh thuong hi u trong con bdo vira qua :Chu tich cong doan
Cong ty CP siia Vi t Nam (Vinamilk) thay m t Cong ty Vinamilk trao t ng nan
nhan bio s6 9 cac tinh Mién Trung - Tay Nguyén 900 tri u dong. tir s tién tng
ho mot ngay luwong cua can bd cong nhan vién toan Cong

-Dé khang dinh chat luong, cong ty s& giri mau san pham di kiém nghi m, dat
tiéu chudn vé chét luong va thanh phan dinh dudng roéi méi xac dinh tung ra thi
truong. V& dich vu sau ban hang, khach hang sé dugc gidi dap moi thic méic, néu
g p su cd trong khi str dung san pham, khach hang s& nh n duoc su phuc dap sém
tir phia ban lanh dao. Xay dung chat luong tot nhét vi khach hang 1a dich dén
cudi cing cua cong ty. Cong ty xac dinh: “ngudi tiéu dung hai long thi cong ty
mai an tam”

- Quy trinh san xuat déng vai tro to 16n. Ngay tir 1999, cong ty dé ap dung “H
théng quan ly chat luong theo tiéu chuin qudc té iso 90027, hi n nay dé theo kip
cong ngh thé gi61, Vinamilk dang ap dung “H thong quan 1y chat lwong theo tiéu
chuan quéc té iso 9001: 2000”.

-Dé dua san pham c6 gia Vi t dén tay nguoi Vi t, cong ty da cit giam nhitng chi
phi c6 thé. Cong ty s¢ hitu mot mang ludi phan phdi rong 16n trén ca nude, do 1a
diéu ki n thu n lgi dé cong ty vinamilk dua san pham dén s6 luong 16n ngudi tiéu
dung.

-Mot mdi truong lam vi ¢ chuyén nghi p theo chuan qudc té, tao dong luc cho
moi ngudi cing cong hién.Xay dung doi ngli manh moi thuc su 1a cude cach
mang ¢ Vinamilk. Truéc d6, 1am sao cac giam ddc c6 xe hoi riéng, c6 mirc
lvong bang ho ¢ hon so voi cac cong ty da qudc gia. Rdi chinh sach luong,
thuong, cong tac phi... Phai dai ngd xung dang moi mong co nguo’l tai. Thay doi
nay da xo4 bo tam 1y 1am vi ¢ cAm chimg vén d3 dn siu bat ré vao cac cong ty
nha nude. Thiét | p chuong trinh danh gia muc tiéu, ning luc cia ting ca nhan,
dé rat ngén khoang céch gilra muc ti€u va nang lyc hi n c6, dao tao kip thoi va
dung nhu cau.

-Xay dung luc lugng lao dong ké thira gin bé voi cong ty trong twong lai, nam
1993, Vinamilk da ky hop dong dai han véi Truong Pai hoc Cong ngh sinh hoc
tmg dung Moscow thudc Lién bang Nga dé giri con em can bd, cong nhan vién
sang hoc ¢ cac nganh: cong ngh sira va cdc san pham tu stra; tu dong hoa quy
trinh céng ngh va san xuit; may moéc thiét bi san xuat thuc pham; quan 1y trong
nganh stra.

Con em cua can bd cong nhan vién nao vua d u dai hoc ho ¢ dang hoc tai
cac truong dai hoc chinh quy, hoc luc gidi, c6 nhu cAu vé 1am tai Vinamilk, cong
ty s€ dai tho chi phi dua cac em sang hoc chuyén nganh sinh v t tai Nga trong
thoi gian 6 nam. Dén nay, cong ty da hd trg cho hon 50 em di hoc theo di n nay.

Khong chi hd trg con em trong nganh, Vinamilk con tuyén sinh vién t6t
nghi p loai gidi ¢ cac truong dai hoc tai TPHCM va dua di du hoc chuyén



nganh ¢ nuéc ngoai. Nho nhimg chinh sach “chiéu hién dii si” dugc thyc hi n
mot cach bai ban, Vinamilk da dao tao dugc doi ngli k¥ su chuyén nganh sira
gidi.

-Céc san phdm méi cia Vinamilk tung ra thi truong da duoc thay doi theo chiéu
hudng rat tich cuc, khong chi dugc “ché bién theo dung tiéu chuan qubc t&” véi
may moc thiét bi ngay cang hi n dai, dugc nh p vé tir cac nudc co nganh cong
nghi p ché bién sita chit lu:(mg hang dau thé giéi nhu Dan Mach, Thuy Dién, Ha
Lan, Dtc... ma nguyén li u ddu vao con duge dam bao tuan thi nghiém

-Vi ¢ tao dyng thuong hi u cua cong ty bang cach Vinamilk tiép tuc dau tu cho h
thong nha may san xuat sita, mo rong chién lugc kinh doanh sang nganh hang
nude giai khat c6 loi cho sire khoe, nganh ma cong ty ciing 6 nhiéu loi thé trong
phan phéi va tiép thi.(thay vi mang lgi nhu n dau tu sang cac nganh bat dong san
hay tai chinh).

4.3 Nhin nh n va gop y cho Cong ty :

So véi tiém luc cua Vinamilk, thi cach lam thuong hi u 14n cac chién dich
tiép thi cua cong ty chua xing tam cua cong ty sita qudc gia, cling nhu chwa
dang voi sb tién phai chi. Quan trong 13 Vinamilk duoc coi 1a dau dan ctia nganh
san xudt sita Vi t Nam, nhung bao 1au nay cic chuong trinh cua Vinamilk chua
két hop v6i cac cong ty trong nudc, chua tao vi thé din dat cho cac cong ty san
xuét stra nho khac.

—Hoi nh p ngay cang siu, ddi thu ngay cang manh, mot cong ty sita voi thuong
hi u manh nhu Vinamlik,véi s& von hon mot nira 13 cia nha nudce thi cong ty
phai din dit cho cac cong ty sita nhd Vi t nam cing godp sirc chung tay trong qua
trinh hoi nh p cht khong “phai phan ai ndy lo” va trong tuong lai mot khi ma
ching ta h6i nh p cang sau cong ty vinamilk nén c6 nhimg sy hop tac voi cac
cong ty nho Vi t nam tao mot vong lién két dé giur lay thi trudng sita vi t nam von
¢6 nhiéu tiém ning nay dung vi thé ciia mot “anh ca”

M t dau Vinamilk c6 nhiing san pham tét, th m chi ¢6 nhiing thuong hi u manh,
nhung khau marketing yéu, dan dén chua tao duoc mot thong di p hi u qua dé
quang ba dén ngudi tiéu dung vé nhitng diém manh cia cong ty. Tuy trong cac
san phdm c6 luong sira tuoi chiém 70% - 99%, nhung do chua biét cach khai
thac thuong hi u nén Vinamilk chua c6 mdt théng di p nao dé ngudi tiéu dung
hiéu sy khac bi t cia sita twoi so véi sita hoan nguyén, sita ti t tring.cic cong ty
nudc ngoai ho rat manh vé van dé marketing cho san phim,phan 16n doanh thu
ctia ho 1a dau tu cho linh vyc ndy va ca linh vuc nghién cru va phat trién san
pham. d ¢ bi t ngudi dan vi t nam rat hay bi anh huong tam 1y va cac cong ty
nude ngoai ho di thing chung ta ¢ diém 4y khi vao vi t nam ho di cé nhiing
chién dich marketing rit manh va tao sy thu hit ctia nguoi tiéu dung vi t nam
khién nguoi tiéu ding vi t nam mdi khi mua hang thi an turong hang cta ho ludn
thu hat.trong khi 4y m t hang ctia chung ta



khong thua kém gi hang cua ho nhung cong ty lai khong thé hi n duoc didu 4 ay
cho ngudi tiéu dung thay ,céng ty mudn tao dugc mot vi thé chiém duoc thi phan
hay mang lai cho nguoi tiéu ding nhimg 4n tugng mai thé hi n dugc thwong hi u
chat luong ctia hang vi t khong thua kém gi hang nuéc ngoai hiy dua ra nhiing
chién luoc marketing manh tao 4n tugng thay d6i tam Iy ngudi tiéu dung

- Chu dong trong ngudn nguyén li u, gia thu mua sita cao hon cac doanh nghi p
khac, h thong xe dong lanh v n chuyén tbt, day chuyén ché bién hi n dai 1a mot
loi thé vuot trdi cua Vinamilk, nhung tat ca thé manh hon han nay lai chwa duoc
chuyén tai dén nguoi tiéu ding.vin dé d t ra Ia cong ty Vinamilk nén gip rat xay
dung lai b ph n marketing, chién lugc marketing ngin han, dai han véi céc tiéu
chi 15 rang, d t muc tiéu xay dung h thdng thwong hi u manh 1én hang dau.

-Cong ty vinamilk d3 c6 nhitng diéu khéng minh bach trong vi ¢ 4p gia thu mua
stra.

+ gia mua cao nhét ctia vianmilk 13 7450 dong/kg trudc day 7900 dong/kg. ngoai
vi ¢ ha gia thap, vinamilk con cit bé nhitng khoan ho tro giao sita, thirc an, bao
quan sita, va khoan ho tro cho trai chin nudi quy mé 16n.cong ty con diéu chinh
mirc khau trir chat lwong sita theo hudng ting tir 2-14%,thuc té tuy cong ty cong
bd gia thu mua 1a 7000 dong/kg nhung khong nong din ban sita tai tram thu mua
clia cong ty chi dugce 5500-5600 ddng/kg.ma néu nhimg ngudi dan ma ban cho
nhitng ngudi vit sita thué lai dugc gia 6000 dong/kg thay vi ban tai tram thu mua
cua cong ty

hi n nay chung ta thuc té chi san xuat duge 21,5% trong khi diéu ki n khoa hoc
cong ngh dat dai du dé san xuat 40%.bo tai chinh lai ha thué nh p khau sita
xudng tir 20% con 10% thi didu nay lai 1am cho cac doanh nghi p lai ép gia trong
nude va db x6 di nh p khau.

— Cong ty Vinamilk cin phai c6 mot chinh sach rd rang trong vi ¢ mua nguyén
li u ctia cac ho chin nudi.mot phan ban chat cta cong ty la nha nude phai lam
sao dé khich 1 nguoi dan chin nudi phét trién h théng ngudn nguyén li u trong
nu6e chr khong mot khi nguoi dén ho quay m t tirc bo vi ¢ chan nudi thi vi ¢
phung phi tai nguyén vbn 18 rat thu n loi cho vi ¢ phat trién cta nganh va lai tang
thém nh p khau tir nudc ngoai gdy anh hudng manh dén sy phat trién ctia nganh
sita noi riéng va kinh té noi chung
-Cong ty di khong sir dung t6t voi ngudi lyc wu dii cho vi ¢ phét trién mé rong
mang ludi phan phdi trong ca nudc di nguoc voi chién luge cia cong ty d6 1a vi
¢ Vinamilk phai giao lai phan dat khong trién khai hét va phai nop tién dat cho
khodang thoi gian cong ty nay chiém giit dat nhung khong trién khai dy an. m t du
sO dat nay dugc giao cho Vinamilk voi cac chinh sach vu dai 1a dé trién khai dy
an. Nhiéu nim qua Vinamilk chi chiém dat ma khong trién khai, khong 1am ra
clia cai v t chat trén phan dat ma Pa Ning da do rat nhiéu tién cia dé xay dung
co s& ha tang, do v y ho phai tra tién thué di n tich dat do!

Va tra 16i cho van dé do cua cong ty voi Iy do ma cong ty dua ra 1a do “Tinh
hinh khiing hoang kinh té va lam phét cao ciia VN tir cu6i nam 2007 dén nay



gdy rat nhiéu kho khin cho nén kinh t& VN va cho cic doanh nghi p. Vinamilk
phai chap hanh chi dao ctia Chinh phu dé kiém ché lam phat: gidn tién do va
ngimg dau tu cac du an méi chua th t sy can thiét trong tinh hinh lam phat di
doi, gia v t li u xay dung, nguyén v t li u san xuét ting dot bién va san xuat kinh
doanh g p rat nhiéu kho khan.

Do d6, Hoi dong quan tri Vinamilk da quyét dinh gian tién d6 dau tu Nha may
sita Pa Ning cho t&i khi tinh hinh kinh té thé gidi va VN phuc héi...”.

— D6 ¢6 phai 1a mot Iy do ma cho dén bay gio khi ma nén kinh té da on dinh ma
tién do ctia nha may van roi vao tinh trang nhu v y.thi truong DN 1 mot thi
truong tiém ning trong twong lai,thiét nghi cong ty phai tién hanh dau tu mot
cach khoa hoc va hop 1y dé chiém linh dugc thi truong nay khi chua qua mudn.
-Nguoi dan do sita ra ngoai duong 13 mot van dé ma cac cong ty thu mua sira
khong nén dé xay ra tinh ‘trang nhu vy, hon nira thi mot cong ty Vinamilk voi
suc mua nguyén li u chlem cao nhit lai tho o vOi Van dé nay va cach cu xur
khong phai 1a mot cong ty ¢d phan véi hon nita 1a s6 von cua nha nu6e no khong
di theo chién lugc cua cong ty di dé ra vi ¢ nay di 13 anh huong rat 16n dén
thuong hi u cu cong ty khi sy vo t1nh cua cong ty trong vic nay

+khi mot dai di n ctia cong ty noi rang, cong ty co thé bi 16 néu thu mua sita cua
néng dan véi gia hi n nay, vi gia sita trén thé gioi dang giam. Bgi Vinamilk can
dam bao doi sdng cho cong nhan vién ctia minh trong thdi budi suy thoai. Su vo
tinh nim & cau tra 1oi véi dai di n cuc Chan nuo6i la gia c6 re, ho moi mua, trong
khi d6, gia ban cac san pham Vinamilk van chua giam, khi gia nguyén li unh p
khau di giam nhiéu. Sy vo tinh nidm trong cach cu xt v6i nhitng ddi tac truyén
thong (qua hang th p ky nay) ctia minh, mot phan nhd ho, Vinamilk méi thang
hoa nhu ngay nay.

+Vinamilk cé thé nghi rang, vi ¢ mua sita ¢ ctia ngudi nong dan co 18 s& khong
dugc gioi truyén thong quan tdm. Nhung ngay ca trong chuy n nay, Vinamilk
ciing thiéu khon ngoan trong hanh xtr. L& ra, ho nén tiép tuc tim kiém sy chia sé
tir cong dong dé d& bét ganh n ng cho ngudi nudi bo sita trong lac khé khan,
thong qua mdt chuong trinh nao do, nhu ho da thanh cong trong chuong trinh
“Mot tri u ly sita cho tré em nghéo”. Puoc phat dong ngay 30-6-2008 véi tong tri
gia 3 ti dong, chuong trinh ctia Vinamilk va quy Bao tro tré em Vi t Nam, sau
nam thang, dat dugc 13,5 ti déng, tuong duong 4,3 tri u ly stra. Ngoai khach
hang, nha cung cip va d6i tac chién lugc, nguoi tiéu dung da tham gia rat tich
cuec.

Tat nhién, day khong phai trach nhi m riéng cta Vinamilk. Cac cong ty sita khéc,
cling nhu géi kich cau cua Chinh phu, ciing phai thé hi n vai tro ¢ day. Nhung,
Vinamilk néu khong hanh dong khéac di, nguoi tiéu dung c6 quyén nghi ngo.
“Mot tri u ly sita cho tré em nghéo” rat t6t. Nhung ¥ nghia chan thuc ciia né sé bi
mat di, néu nhiéu tré em khéc (ctia nhiing gia dinh nudi bo phai do sira di) khong
c6 bat com an.

Va Rat may 1a ho da kip stra bang vi ¢ cong ty da dimg ra mua hét s6 luong sita
ma cac hd chan nudi hi n chua ban dugc. Nhung bai hoc ing xtr nay chac



s& con ¢o ich cho ho, ciing nhu nhiéu doanh nghi p khac, trong qua trinh khang
dinh thuong hi u dich thuec.

Loi két

D t ra chién luoc phét trién cho cong ty 13 mot chuy n va vi ¢ tim kiém 4p dung
cac nguén luc dé thuc hi n duoc chién luge d6 13 ca mot van dé. Piéu ma ban
than cc cong ty tu hoi 14 chién lugc d6 cua cong ty s& thyc hi n nhu thé nao va
trong bao 1au va chién luge d6 da phu hop véi cong ty hay khong, qua it hay qua
kha nang.

Dé ra mot chién luoc cho cong ty khong phai 1a mot diéu dé dang, d6 1a mot qua
trinh nghién ctru cua céc nha quan tri, khi dé ra mot chién luge cho cong ty mot
nha quan tri phai tim hiéu mot cach rd rang nhiing nhéan t6 bén ngoai tac dong
dén cong ty va nhimg kha niang ma cong ty c6 thé cung tmg cho chién luogc 4y
dat dugc muc tiéu.

Mot chién lugc tot 1a mot chién luge 1 rang cu thé phu hop véi xu thé kha ning
ctia cong ty khi da dé ra duoc chién luge thi vi ¢ thuc hi n chién luge phai luén
sat canh bén nhimng chién lugc ma cong ty da dua ra.quan trong 1 ngudn luc ctia
cong ty phai ludn phi hop,trong qué trinh thyc hi n vi ¢ nha quan tri phai diéu
tiét nhu thé nao tao duge su lién két gitra 2 van dé nay thi muc tiéu chién luge
méi co thé dat duoc.

Vai trd ctia mdt nha quan tri hét sirc quan trong trong qua trinh dé ra ciing nhu
hoat dong ciia mot cong ty vi néu nhu nha quan tri khong c6 mot céi nhin tot,
rong thi s€ lam cho cong mdt 1a khong dung hét nguén luc thuce luc, hai 1a st
dung qua kha nang khong phu hop véi mét cong ty véi quy mo nhu v y.

Chung t6i nhitng nha quan tri twong lai hi n tai ching t6i con ngdi trén ghé nha
truong chung toi s& ludn cb ging trao doi kién thic dé tao cho ban than mot cai
nhin rdng mot cdi nhin mdi tao su ri€ng bi t tao mdt dot pha cho nén kinh té
nudc nha.tao sy canh tranh voi cac cong ty ban véi quan ni m cua ching toi
“khong ngimg hoc hoi va tim kiém nhiing su khéc bi t tao wa thé cho ban than”.
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