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1
MO PAU
1. Ly do chpn @@ tai

Céng ty @ phin Néng an Thrc phim Quing Ngai 1a not
trong nhirtng doanh nglép tiéu béu cia inh Quing Ngai, kinh doanh
chi yéu sin phim tinh t my xuat khau. Sr thanh céngita Cong ty
chodén ngay hém nay la dais phim tinh bt my caa Céng ty ém
c6 mit trén th truong va gianhdugc luong lon khach hang trn
thdng & mot sb nugc Chau A; Cong ty chidng dén viéc dao ho doi
ngi ky thuat lanh nglé, dau tr céng ngh ché bién dé ting chit
lwong va niu ma &n phim, mo rong quy mo én xuat, dapng nhu
cau va yéu au khic khe @a khach hanguvc ngoai.

Tuy nhién, trong¢ phat trén d6, Céng ty cra xay drng ot
chién luoc kinh doanh & phim rd rang va khoadt dé phat huy At
kha ning, ngwn hrc aia minh nBm dem hi loi nhuan 16n hon cho
doanh nghip. Viéc xay drng K haach kinh doanh #ng rim dra
vao Kt qua kinh doanh am truéc va dr doan brong khach hanging
thém ma khdngeh vao véc phan tich moi trong, phan tich nganh,
d6i thir canh tranh va th truong, .. d& lam cho Cong tyzap nhicu kho
khin trong niing nim gin day.

Vi Cong ty chra xay ding chén luoc kinh doanh ré rang va
khoa hyc dé phat huy vais dung 6i da ngwn luc hién cé vadéi phé
véi nhitng nguy o, de tha,...co tié xay ra, nén Céng tda gip nhiu
kho khin trong véc tim kiém khach hang, mrong th truong va &
canh tranh ngay cang gayitgoiia cac doanh ngp trong, ngoai méc
trong xu tk hoi nhap ngay cang sawmg. Cong ty ang gip nhiéu khé
khin do khing haing kinh € trong ntitng rim gin day.

Véi nhitng ly do trénda théi thdc tac @i chon dé tai: “Xay
dung chén luoc kinh doanh an pham tinh bt my cia Coéng ty G
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phan N6ng gn Thec phim Quing Ngéi” c6 y ngia ly [udn va thrc
tién cho Cong ty.
2. Muc tiéu nghién aru

Dé tai nghién ¢u, ke thdng v miat ly luan lién quandén haat
dong hach dinh chén luoc cia doanh nglép nhim van dung vao
viéc haach dinh chén lroc kinh doanh & phim tinh Bt my tai
Céng ty G phin Nong gn Thuc prim Quang Ngai.
3. Pdi twong va vi phram nghién atu
3.1.Péi twgng nghién aeiu

Dé tai nghién Gu cac in dé ly luan va thrc tién lién quantén
cong tac hach dinh chén lugc kinh doanh & phim tinh bt my tai
Cong ty G phan Néng an Thyc prim Quang Ngai.
3.2. Phum vi nghién aru

Xay deng chén lwoc kinh doanh @ phim tinh Bt my tai
Céng ty @ phan Noéng an Thec prim Quing Ngai tr naydén nim
2017.
4. Phrong phap nghién aru

bé thyc hign dé tai nay, cac plong phap sautay dugc ar
dung: Phrong phap lan cia phép kin ching va duy it lich sr. Cac
phueong phéap thu iip phan tich,dng hop va théng ké.
5. Nhitng dong gop dia dé tai

Hé théng hoa niing van dé vé Iy luan lién quanién hat dong
hoach dinh chén hroc cip don vi kinh doanh trong doanh nghi

Phan tich tinh hinhas xuit kinh doanh va tirc trang hach
dinh chén lwoc tai Cong ty G phan Néng gn Thuc phim Quing
Ngai, tr d6 xacdinh nhing diém manh, nhing van dé con Hn tai cua
Coéng ty hén nay nfim xay drng chén lwoc kinh doanh & phim
tinh byt my tdi wu cho Cong ty.



6. CAu trGc luan vin

Ngoai pin mo dau, két luan, danh mc tai liéu tham klao, mi
dungdé tai gom ba chrong:

Chuong 1: G 9 ly luan vé chién lugc kinh doanh.

Chuong 2: Céac phan tich dhi lugc hién tai cua Céng ty G
phan Néng én thyc prim Quing Ngaii.

Chuong 3: Xay drng chén luoc kinh doanh & phim tinh bt
my cia Cong ty @ phin Néng 4n thec prim Quang Ngai.

Chwong 1

CO SO LY LU AN VE CHIEN LUQC KINH DOANH
1.1. Tong quan W chién lwgc kinh doanh trong t chirc
1.1.1. Khai ném \é chién lugc

Chién lugc 1a tip hop nhiing quyét dinh va hanhdong cé
lién quan chit ché véi nhaudé sir dung hiéu qua cac ring hrc va
ngwn lyc cia t chirc nhim hueéng i cac muc tiéu mong mén.
1.1.2. Vai trd @a chién lugc

Chién lrgc gilip nha gan tri phat hén oo hoi, luong trdc va
né tranh cac tric trong trong lai, \ach ra cac hantiong mbt cach
hitu hiéu va ntan thrc ré cac hin twong khong chc chin va ntiing
rai ro trong qua trinh ha dong aia © chic; dam bao cho 6 chic c6
thé hoat dong mdt cach héu qui trong méi taong ludn thayddi.
1.1.3. Céc ép chién lugc trong doanh nghép

Dya vao quy md ia % chic kinh doanh, cltn lugc duoc
chia thanh cacip:
1.1.3.1. Chén luwoc aip Cong ty

Chién luoc cip cong ty la chin lvgc chung, chin lwoc chi
dao aia doanh ngip.
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1.1.3.2. Chin luwoc aip don vi kinh doanh (dp don vi kinh doanh-
SBU)
a. Khai nigm vé chién lwec kinh doanh

Theo P.Rindova va C.J.Fombrun: “@hilvgc cip don vi kinh
doanh ladng tré cac cam &t va hanhiong gitp doanh nghp gianh
loi thé canh tranh Bing cach khai thac cagmg hrc adt 16i cua hy vao
nhitng th treong sin pm oy thé”.
b. Céac lai chién luwec dip don vi kinh doanh
Chién lwgc din dgo chi phi

Chién lugc din dao chi phi la éng thé cac hanhiong nhim
cung dép cac &n phim hay dch w c6 caadic tinhduoc khach hang
chip nhn v6i chi phi tHip nhat trong ndi quan 1§ vai tat ca cacddi
tha canh tranh.
Chién lwgc khac bt hoa sin pham

La chién lrgc trongdé t chic aanh tranh trén e s cung ép
san phim haic dich w doc nht véi nhitng dic diém ma khach hang
danh gia cao, rim biét 1a khac bit va €in sang t gia thém chos
khéc bét do.
Chién lwec tdp trung

Chién lwoc nay ap trung plic vu mot thi trudng chén lwoc
hep cia minh (th truong aia nhom khach hanguu tiéu, phan khac
thi treong riéng hay niing thi treong géc anh) mbt cach tich gc co
hiéu qua hon cacddi thi canh tranhdang phic wu cho nhing th
truong ong lon.
1.1.3.3. Chin luwoc chic ning

Chién luoc chrc ning la chén lugc nhim cii thién hiéu qua va
nang luc cac hat dong a ban trong plam vi Céng ty, nlr sin xuét,
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marketing, gan ly nguyén 1t liéu, nghién ¢u va phat tén, ngwn
nhan lrc.
1.1.3.4. Chin luwoc toan cu

Chién lugc toan éu la chén luoc kinh doanh trong6 doanh
nghiép c6 s trao doi san pram hay dch w cia minh ra thtruong
quic .
1.2. Tién trinh xay dwng chién lwec kinh doanh

Tién trinh xay a@ng chén luoc cé tié chia lam cac Wéc
chinh, @m:
1.2.1. Xaadinh cac nuc tiéu

Muc tiéu trc 1a tmng thai trong lai ma Céng ty & ging thrc
hién, hay 1a Kt qua cudi cuing @a cac hankiong dugc hach dinh.
1.2.2. Phan tich méi wong bén ngoai
1.2.2.1. Phén tich méiitong Vi mé

Phan tich méi trong Vi mé la phan tich méi wong kinh €,
cobng ngl, vian hoa xa hi, nhan kiu hoc, chinh ti phap ldt va toan
cau.
1.2.2.2. Phan tich nganh varth tranh

bic diém caa chu ky nganh

Nhan dién raim méi tnong anh tranh nganhubng tng Wi
cac giaidoan phat trén: nganh thi ky diu phéat trén, nganh iang
truong, nganh taid chic, nganh bao hoa va méirdng nganh suy
thoai.
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M hinh nam luc lwgng canh tranh

Ning luc theong
lwong aia ngroi
cung ép

Nguy @ cua cac
doi thu tiem tang

=

Su ganhdua aia
cac cbng ty i@in co

be tha aia sin
phaim thay tl¢

Nang hlrc theong
lwgng aia ngroi
mua

Hinh 1.1: M6 hinh nam luc lwgng canh tranh caa Potter

Cac lyc lwgng din dit nganh

CAc tf¢ luc trong nganh 1a tin &il tao nén nking khich & hay

sic ép cho s thay ddi. Cac brc lwong rdi bat nhit duoc goi 1a luc

lwong din dit bai n6 cé tdaiong manh nhit dén cac thayddi vé moi
truong va du tric nganh.

C4c nhan © then chbt thanh céng

Cac nhan & then clét thanh coéng @a mjt nganh 1a niing

nhan 6 tac dong manh nhit t6i kha ning thanhdat trén th truong

cua cac thanh vién trong nganh,...



1.2.3. Phan tich khach hang
1.2.3.1. Cac nhom khach hang va pléan thi truzong

Phandoan thi truong la cach thc ma Céng ty phan nhém
khach hang gl vao niiing khac bit quan tong & nhu du va &
thich dia hp dé tim ra bi thé canh tranh.
1.2.3.2. Nhu @u khach hang

Nhu ciu khach hang |a img mong mén, sr cin thiét khao
khat ma co th s3 duoc thoa man Bng caadic tinh @ia sin praim hay
dich w.
1.2.4. Phan tich bén trong
1.2.4.1.Piém munh vadiém yeu

Céacdiém manh la nhing gi ma Céng tylang lam ét hay
cacdic tinh gitp n6 nang cao kming anh tranh. Cadiém yéu
la nHing gi ma cong tylang théu, kém éi hay mét didu kién dit né
vao tinh tié bt loi.
1.2.4.2 lpi thé canh tranh

CAc bi thé canh tranhdugc tao ra tr bdn nhan é 1a: hisu qua,
chit lugng, sr cai tién vadapung khach hang.
1.2.4.3. Ning luc oot 16

Ning lec dbt 16i 1a src manh doc dédo cho phép Cong tgat
dugc ar vuot troi vé& hiéu qua, chit luong, ai tién vadapang khach
hang, dai6 tao ra gia t vuot troi va dat dugc wu thé canh tranh.

Tao dung cac riing luc oot 16i

Ning hrc ot 16i phai dam bao bbn tiéu chdn cia ki thé canh
tranh [8n viing: dang gia, hém, kho it chude va khong ththay tie.
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1.2.5. Lwa chyn chién lugc kinh doanh
1.2.5.1. CAc xudng dé xudt chién liroc kinh doanh
Bang 1.7: T6m krgc cac kra chon thich hep cho tirng chién lugc

DAan dao _
o Khéac biét hda Tap trung

chi phi
Tao ar khacThip (chi yéu|Cao (chi yéu bing sr|Thap t6i cao (gia ha
bigt san pham |bang gid) doc dao) doc lap)
Phan doan thi|Thip (thi truong/Cao (nhéu phanThip (mjt hay ndt va|
trwong khéi lwong lon)  |doan thi treong) phandoan)
Ning lwc tao|Ché tao va qun trilNghién @u va phaBét ky kha ning hrc tao
s khac biét  |vat liéu trién, ban hang \su khac bét nao

marketing

1.2.5.2. lwa ctvn chién luwoc kinh doanh

Trén @ s duya vao cac phan tich trén, Cong &lsa clhon
chién lugc tdi wu nhat cho Céng ty minh.
1.2.5.3. lwa ctvn chién lwoc dau tw

Chién luoc dau tr thiét 1ap gia ti va kiéu caa cac ngén luc —
nhan s, chrc ning va tai chinh — g dwoc dau tr dé gianh bi thé
canh tranh.

Hai nhan é co ban dé lya clon mot chién lwoc dau tu, d6 1a
stc manh thic Vé vi tri trong ddi cia Cong ty so &i ddi tha canh
tranh trong nganh va giaoan trong chu k sbng aia nganh ma
Cong tydang anh tranh.

1.2.6. Thec thi chién luwec kinh doanh qua céc clén luec chic
nang

Coéng ty én phii xay dgng cac chn lroc chic nang nhr
chinh sach nhanrs marketing, nghiéntw va phét tén,...dé thuc
thi chién lwoc mot cach héu qua nhit.
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Chwong 2
CAC PHAN TiCH CHI EN LUQC HIEN TAlI CUA CONG TY

CO PHAN NONG SAN THU'C PHAM QUANG NGAI
2.1. Giéi thiéu chung W Céng ty
2.1.1. lich s# hinh thanh va phat trén Céng ty

Céng ty @ phin Noéng én Thuc pHim Quang Ngai tén than
la doanh ngftip nha moc, dugc thanh 4p nim 1993 vaduoc 6
phan héa @m 2003,

Tén day da cia doanh nghgp: Cong ty @ phin Néng én
Thuc phim Quing Ngai (APFCO);Tén giao dch: Quang Ngai
Agricultural Products and Foodstuff Stock Compabya chi: 48
Pham Xuan Hoa, thanh phQuang Ngai, inh Quing Ngai; Pién
thoai: 055 3827308; Fax: (+84 55) 3 822060; Email:
apfcogng@dng.vnn.vivWebsite: http://www.apfco.com.vn .

2.1.2. Nganh ngh kinh doanh

San xuit va kinh doanh tinh @ sin va c&c & phim sau tinh
bot (tinh bét bién tinh, @n ethanol) San xuat, ché tao, gia céng,dp
dt thiét bi co khi. Dai Iy mua hang héabau tr kinh doanh khai thac
va quin ly chy, siéu th, trung tam throng mai.Xuat khau tin ch ching
nhan giam thiéu phat thi, ...

2.1.3. Chc nang, nhigm w ciia Cong ty
2.1.3.1. Cliic rning

Cong ty G phan Néng an Thyc phim Quang Ngai ladon vi
chuyén &n xuit kinh doanh tirong mai va xuit nhap khau truc tiép.
Tang kim ngich xuit khiu cho inh Quing Ngai vadam bao loi
nhuain doanh nglép.
2.1.3.2. Nhdm w

Ludn rém kit co hoi kinh doanh, tim Km va n rong thi
truong trong va ngoaiwdc dé xay drng va thic hién phrong an $n
XUit c6 hiu qua; dong thyi ma rong quy mo &n xuit kinh doanh 6a
cong ty.




2.1.4. 9 db co cdu té chirc
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BAN KI EM SOAT

PAI HQI PONG CO PONG

v

HOQI PONG QUAN TRI

v

BAN GIAM POC

v

Phong Té chirc — Hanh chinh

Phong Tai chinh — K toan

Phong Ky thuat — Pau tw — Nguyén lgu

Phong Ké hoach — Thi trudng

Nha may SX Tinh bt mi Quang Ngai-
CS1-Tinh Phong

Nha may SX Tinh bt mi Quang Ngai-
CS2-$n Ha

Nha may SX tinh bjt my Paktd

Nha méay SX Tinh bjt my Pdng Xuan

Nha may SX Tinh bjt my
Tan Chau

Nha may SX Tinh bjt my
Mang Yang

Trung tam Kinh doanh téng hep
Quang Ngai

Xwéng oo khi

Chg Quang Ngéai

Vin phong dai dién TPHCM
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2.1.5. Hait dong kinh doanh aia Céng ty
2.1.5.1. $n phim va dch w

Dich w kinh doanh chinh va dfm ty trong I6n trong doanh
thu aia Cong ty lat san xuat va kinh doanh tinhd my.
2.1.5.2. Thtruong, khach hang

Khéch hang @a Cong ty la cac cong ty bubn ban, béarva
kinh doanh tirong mai tinh bot my quic t, chi yéu 1a & Trung

Qudc.

Bang 2.3: Thi trwong tiéu thu sin phiam tinh bt my cia Céng ty

Trung Quéc

Cac nuéc thugc khu vec

Chau A

Tro

ng nwéc

90%

5%

5%

2.1.5.3. Kt qui hogt déng kinh doanh
Bang 2.4: Két qua hoat dgng kinh doanh 2008 - 2010

T Chi tiéy Nam 2008 Nam 2009 Nam 2010
(VND) (VND) (VND)

1 |Doanh thu ban hang va cy 697.322.178.7107/73.747.276.229 1.060.104.237.606
cap dich w

2 |Cac khan giam trir doanh thu 60.740.160

3 |Doanh thu thin vé ban han{ 697.322.178.710773.747.276.229 1.060.043.497.446
va cung ép dich w

4 |Giabn hang ban 593.517.283.2853.062.348.476 894.469.915.485
Loi nhuan gop vé ban hang V| 103.804.895.435120.684.927.753 165.573.581.961
cung dp dich w

6 |Doanh thu hat dong tai chinh 2.999.532.543 3.906.230.100 3.860.763.696

7 | Chi phi hat dong tai chinh 11.999.469.02110.630.452.899  13.193.912.585
Trongdé: Lai vay 10.595.628.533 9.291.207.734  11.186.070.678
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- hi tie Nim 2008 Nim 2009 Nim 2010
(VND) (VND) (VND)

8 [Chi phi ban hang 42.735.368.5204.100.803.372  37.417.758.711
Chi phi gén ly doanh ngtéip 16.657.908.344 16.899.948.749  27.925.765.016

10 |Loi nhuan thiin tir hoat dongl  35.411.682.093 52.959.952.833  90.896.909.345
kinh doanh

11 |Thu nhip khéc 1.303.206.608 1.591.118.84D 439.972.76B

12 |Chi phi khac 1.020.215.569 1.281.927.921 312.040.362

13 |Loi nhuan khac 282.991.111 309.190.919 127.932.401

14 |Téng loi nhuan tredc thié 35.694.673.204 53.269.143.752  91.024.841.746

15 |Chi phi thid TNDN hién hanhy ~ 1.349.366.177 4.864.046.207  13.398.520.228

16 |Chi phi thé TNDN hoan i

17 |Loi nhuan sau thd TNDN 34.345.307.027 48.405.097.545  77.626.621.518

18 |L&i co ban trén & phiéu 139.070 14.849 20.034

Ngwn: Cong ty @ phin Néng gn Thec phim Quing Ngai
2.2. Phan tich méi teong bén ngoai

2.2.1. Méi twong nganh

2.2.1.1. Caclac tinh mi tréi cia nganh
Nhu ciu sin phim tinh Bt my cia thé gioi hang rim |a bon 6
triéu tin, hién nay cac doanh ndi ch dapang hon 3,5 tréu tin.
Tbc do ting hang &m cia nhu @u Sr dung sin phim my l1am lrong
thuc, thrc phim va thic 3n gia stcdat twong tng 1a 1,98% va
0,95%. Trung Qéc hién 14 nréc nhap khdu my nhiéu nhit thé gioi.
Théi Lan chtm trén 85% ong xuat khau my toan du, k& dén la

Viét Nam va Indonesia.

Nganhdang trong giaidoan ting tnrong va nhu &u W@ san
phim tinh Bt my trén th truong la At cao,dic biét 1a thi truong
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Trung Quc.
2.2.1.2. Vthé ciia Cong ty trong nganh

Cong ty @ phin Nong én Thrc phim Quing Ngai 1a mt
trong nhirng Cong ty &n xuat tinh byt my I6n nhit Vit Nam va c6 uy
tin trén th truong xuit khau (chiém 1/10 th phan Trung Qic, thi
truong Ion nHit thé gisi).
2.2.2. Phan tich mé hinh #m luc lweng cgnh tranh cia Michael
E. Porter
2.2.2.1. Nguy € xam nkip cia doi thi tiém tang

Loi thé chi phi tugt d6i cia cac Cong ty B tai cia nganhia
thiét 1ap 1a cao va ving nguyérgli my la cn tro lon déi véi cacddi
thi tiém tang.
2.2.2.2. Mic dé canh tranh gira cac Céng ty l#n co6 trong nganh

Sy ganhdua dia cacdéi thu trong nganhuong dbi 6n hoa do
nhu du sin plim tinh Bt my cao. Tuy nhién, cac Cong tygittanh
tranh gay gt vé viing nguyén u.
2.2.2.3. &c munh throng lkeong aia ngroi mua

Vi sb lugng Ion cac Cong ty trong nganh tinldtmy, ngroi
mua c6 th d& dang chugn ddi nha cung &p vai chi phi chugn doi
thip.
2.2.2.4. $c munh throng krong aia nha cung ép

San phim tinh Bt my it c6 kh nang thay ti, trong khi nhu
cau con cao nénrt de cha tir phia cac nha cundyg la ft I6n.
2.2.2.5.Pe tha cia cac gn phim thay tlé

San phim thay ti¢ chi phi cao bn nén {rc de cha anh tranh
cia cAc sn pham thay ti |1 rat yéu.
2.2.3. Cacic lwpng din dit nganh va cac nhand then chit thanh
cong
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2.2.3.1. CAcukc lwong din dit nganh

Cac yu t6 nhr cai tién sin phim, thayddi céng nglé va ci
tién marketing ladtc lwong din dit nganh.
2.2.3.2. Cac nhamstthen clat thanh cong

San phim on dinh Wi chat luong, gi4 @ canh tranh va céac
dich wi ban hangdt 1a nHing nhan é then clét thanh céng.
2.2.4. Phan tich khach hang
2.2.4.1. Cac nhém khach hang va plaanan thi truong

Khéch hanggdic biét 1a cac doanh nglép san xuit va cac dai
Iy ban budné Trung Quc (chém hon 90% doanh thsan phim tinh
bot my cia Céng ty) chinhla thi trudong muc tiéucua Cong ty.
2.2.4.2. Nhu @u khach hang

Déi vai khach hang & mot sb nuéc ChauA, trongdo co Trung
Quéc throng yéu @u cao ¢ chit lugng sin pHim va gia @ canh
tranh.
2.2.5. lpi thé canh tranh

Loi thé canh tranh éa cac Cong ty trong ngamlangdapting
khach hang wot troi cha yéu codugc 1a do ky dang din dau vé yéu
t6 cong nghs, kinh nghém sin xuit va viing nguyéndu 16n én dinh.
2.3. Phan tich bén trong Coéng ty & phin Néng sin thuc phim
Quang Ngai
2.3.1. Ngn lgc hizu hinh
2.3.1.1. Ngdn nhan k¢

Trong st qua trinh hinh thanh va phéatétrj Céng ty ludn
cha tng dén viéc dao wo va phat tén ngbn nhan wrc, dic biét 1a
dao o ngubn nhan krc dé lam chi céng ngk san xuit tién tién va
dé ra nhing chinh sach B qua cho ngroi lao dong.
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2.3.1.2. @ s5 vt chit — k§ thugt
Hé thdng may moc thit bi cia 06 nha mayi@ Cong ty la rét

day chugn kép kin vaiong . CAc may phan ly thie thé hé méi

do cac mdc Chau Au sn xuit, tong cdng shit hon 3.250 én/ngay.

2.3.1.3.Vung nguyén Hu
Ving nguyén Bu tap trungd mién Trung Vit Nam, c6 ban

kinh 50 km xung quanh cac nha may.
2.3.1.4. Ngdn lyc tai chinh

Tinhdén thoi diém nam 2010, éng $ vdn diéu 16 caa Cong ty
C6 phan Nong an Thyc phim Quang Ngéi (APFCO) bn:
58.603.970.00@5ng, cao bn 4,8 hn so \6i tai thoi diém thanh 4p

Céng ty.

Bang 2.7: B4o cao tai chinha Coéng ty giaidoan 2008-2010

Chi tiéu Nim 2008 (VND) | Nam 2009 (VND) | Nam 2010 (VND)
TAI SAN
|. Tai san ngin| 150.565.955.442 164.061.095.788 362.766.312.900
han
Il. Tai san dai han| 128.364.523.948 158.919.874.015 374.772.925.149
Téng ojng tai sin | 278.930.479.390 322.980.969.803  737.539.238.
NGUON VON
|. Ng phii tr a 185.249.451.791 198.404.485.769 545.268.491.153

11V 6n cha s hiru

93.681.027.59

9 124.576.484.03

4 192.207.746.89

Téng oing nguin
vén

278.930.479.39

0 322.980.969.8(Q

3 737.539.238.04

Ngwn: Cong ty @ phin Néng gn Thec phim Quing Ngai
Tinh hinh tai chinhuong ddi 6n dinh va phét tén theo chiu

huéng bt.

D49

(o)}
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2.3.2. Ngn lgc vd hinh
2.3.2.1. Tlrong higu

Xay dung duoc theong héu uy tin trén thtraong.
2.3.2.2.\in héa Coéng ty

Vin héa gn lién v6i lich sr gin 20 xay dng va phat tén cia
Cong ty.
2.3.3. Céc ki nidng va ning luc ot 16i ciia Cong ty
2.3.3.1. Cac kiining

Thwong hiéu, Cai tién cong ngté, Vang nguyén lgu
2.3.3.2. Ning lyc oot 16i

Tong hyp danh gia cac khnang aia Céng ty theo4ng sau:

. Khéng
bang .; Khé bat R
Kha nang L Hiem i the thay
gia chwéc P
thé
Cai tién cdng ngh Co Khong Co Co
Thuong hiéu Co Khoéng Co Co
Vung nguyén Bu Co Co Co Co

Nang hrc adt 15i 1a kha nang kiém soat viing nguyén Bu.
2.4. Phan tich chén lwgc kinh doanh hi¢n tai caa Coéng ty Go
phan Nong sin Thwc phdAm Quang Ngéi
2.4.1. Chén lwgc kinh doanh hign tgi

Hién Coéng ty clra xay ding chén lugc kinh doanh, Céng ty
chi xay drng k& hoach phét trén dai han.
2.4.1.1. NBng @in ar dé xay deng K hagch

Can ar vao Kt qua kinh doanh Ang rim acia Cong ty. Gn ar
vao cac bp dong ky k. Can ar vao khi ning sin xuat mé rong aia
Cong ty va ngn nguyén ku phat trén thém, ...
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2.4.1.2. Cong tac ¢higo thec hién ké hazch

Hang thang lankiao Céng ty lop xem xétdanh gia tinh hinh
thuc hién chi tiéu K hoach & cac 19 phan, phan tich cac nguyén nhan
con Hn tai va dua ra cac gii phap khic phuc.
2.4.1.3. Céng tac Kin tra,danh gia vadiéu chinh ké hazch

Viéc tong két danh gia vadiéu chinh k& hoach chi yéu duoc
thuc hién boi Ban giamddéc Cong ty cling trong cac phong afc
nang.

2.4.2. Céc chin lugc chirc nang theec hign ké hogch kinh doanh
2.4.2.1. Nghién:eu va phat trén (R&D)

2.4.2.2. 8n xuit

2.4.2.3. Hat dong Marketing

2.4.2.4 Hoat déng thu mua nguyéndli

2.4.3. Nhing két qud dat dwrgc va nhiing tn tgi trong cong tac xay
ding va thec hién ké hogch kinh doanh i Cong ty

2.4.3.1. Niing ket qui dat duwroc

Cong tyda xay drng ké haach kinh doanh phudp chodon vi
va c6 nliing dinh hréng, chinh sachié phat trén,...Nhy d6, cac mc
tiéu a1a Cong ty Ang rim dam bao duoc thyc hién, doanh thu véoi
nhudn nmam sau luén caodn mam truée,...

C6ng tyda chl tong dén cong tac phat én ngubn nhan i,
d6i mai cébng ngl, ing ding céng ngh thdng tin vadac biét 1a phat
trién ving nguyén éu.

Cong tyda xay drng va thrc thi mdt sd chinh sach phudp
v6i ké haach kinh doanh nia chinh sach ndin nhanirc, marketting,
vung nguyén fu,...

Cong tyda khing dinh duoc Vi tri va throng hiu trong, ngoai
nudc, da nhin duoc nhiu danh hgu va king khen éa céc ép khen iing.
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2.4.3.2. NBng ©n tgi va nguyén nhan

Nhitng ton tai

Céng ty clra nhin thic day du y ngha quan twng aia chién
lwoc kinh doanhddi voi sy phat trén aia Cong ty. CAc ot tiéu
dugc xay drng k& haach kinh doanh dhdva trén © s kinh nghém,
cam tinh, chra c6 phan tich méiwbng kinh doanhté xacdinh @
hoi phét trén hay nguy o de daddi vsi Cong ty, ...

Nguyén nhan

Nhitng han ché ma Céng ty gp phii trong thyi gian quaduoc
nhan thiy 14 do Cong ty cha thit sy coi trong cong tac xayuwhg
chién lugc.

Chuwong 3
XAY DUNG CHIEN LUQC KINH DOANH S AN PHAM
TINHB QT MY TAI CONG TY CO PHAN NONG SAN
THU'C PHAM QUANG NGAI

3.1. Xacdinh muc tiéu kinh doanh sin phim tinh bdt my cia
Coéng ty Cb phan Nong gin Thuc phim Quang Ngéi
3.1.1. Muc tiéu dai lun (tr nay dén nam 2017)

Giir vitng khach hang trgn thong. Tap trung ngon luc dau
tu d6i méi cong nglé. Mo rong ving nguyén éu.
3.1.2. Muc tiéu ngin han

Doanh thu &0 phim tinh Bt my hang Am ting trerong Bi
thiéu 12%. Bng doanh & ban hang #m vao th truong Trung Qéc
lén i thiéu 1a 30%.
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3.2. Cac xu hwéng cia moi troweong Vi mo
3.2.1. Méi twrong kinh té

Kinh t thé gisi: Khang haing kinh € thé gisi dang din duoc
hoi phuc va phat tén tro lai. Trung Quc cé rén kinh € nugc thi
hai trén i gioi, 1a nuéc tiéu thr tinh bt my Ion nhét thé gisi hign
nay. Theo cac chuyén gia kiné trong giaidoan 2011-2015, én
kinh # Trung Quc van van hanh ét, khaén dinh. Riéng am nim
2011 tng tnrong GDP 9,2%.

Kinh t trong nsoc: Viét Nam duoc danh gia la rat trong
nhitng nrdc dang phét tén voi tc do ting tnrong kinh € kha cao va
6n dinh trong nhdu nim. 6 thangdau nim 2012 la 4,38%, @ b&o
dén cudi nam 2012dat mirc ting tnrong GDP & 6 - 6,5%, cao ¢m
nhiéu so i cac nrge trong khu wec.

Lam phét vat gia hvi doai: Theo y kén cia Ngan hang Th
gidi, lam phat 4i Viét Nam c6 xu bxéng giam trong nira dau nim va
tang trong ma cwi nim va c6 xu kdng dong hanh i lam phat
chung. Ch s5 gia tiéu dung luén Bh dong phic tap. Ty gia dong
bac Viét Nam so wi dong USD c6 xu héng giam.

3.2.2. Mi twrong chinh ti - phép luit

Viét Nam c6 méi trong chinh ti 6n dinh. Tuy nhién, &théng
phat it Viét Namdang xay dng va clra hoan thén.
3.2.3. Méi twong cdng nglé

Déi véi nganh &n xuit tinh bt my, cac yu o cong ngk anh
huong lon dén viéc sin xut sin prim chit lwong cao vatam bao v
sinh méi trong. Doanh nglip nao @m trong tay cdng nghhién
dai s& gianh bi thé 16n trong vic phat trén khach hang va énrong
thi treong.
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3.2.4. M6i twrong win hoa - xa 1pi, nhan khau hec

Khu vuc Chau A noi chung va ¥i Nam ndi riéng la khuwc
c6 dan 8 déng nhit trén tt gioi va cé nhu &u sr dung tinh Bt my
cao.
3.3. Xu hréng thay déi vé cau trdc nganh

Trong thyi gian d&én quy mé va & lugng cac Cong ty trong
nganh ngay canging. Cac Coéng ty trong nganh cé xwohg dau tu
xay drng nha may chbién ethanol. Cac Céng tywh tranh gay
vé viing nguyén fu. Ning hrc throng lrong aia nha cung4p ding
3 tang.
3.4. Xacdinh thj trwong muc tiéu

Khach hang 1a cac cdng ty,nha ban budné Trung Quc
chinh1a thi trudng muc ti€ucua Cong ty.
3.5. Xacdinh lgi thé canh tranh

Loi thé canh tranhcia Cong ty nb vao throng hiéu, cai tién
san phim vaving nguyén Bu. Nang lyc it 16i cua Cong tyla kha
nang kiém soat viing nguyén Bu, 1a loi thé canh tranh Bn viing ciia
Céng ty.
3.6. Phan tich va & doan cac thayddi vé ngudn luc cia Cong ty
3.6.1. Cac ngdn luc mgi
3.6.1.1. Céng ngh

Day chuyn cté bién san pham tinh Bt bién tinh ngwn lrc
méi va dang gia cua Cong ty.
3.6.1.2. Ngdn nhan irc

Vi viéc dau tr day chugn cté bién tinh Bt my bién tinh, cac
nhan viéncia Cong tysé dugc cac chuyén giatao tao ki ning quan
1y va van hanh cdng ngh.
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3.6.1.3.7ung nguyén ku

Mé rong viing nguyén Bu sangLao. Day 1a nguon luc moi
dang gia cua Céng ty.
3.6.2. Cac ki nang va ning lyc mgi

Doi ngii can § quan ly gioi, nhan viénlam chii day chugn

cong ngk hién dai. Vung nguyén Bu moi.
3.6.3.Panh gia khi ning tgo khac bgt ciia Céng ty

Kha nang tao ar khac biét caa Cong ty chinfa vung nguyén
liéu. Kha nang nay s& demlai lgi thé canh tranh cho Céng twa giup
Coéng tythanh cbng.
3.7.D¢ xuit lya chon chién lrgc kinh doanh gin pham tinh bt
my ciia Céng ty Gd phan Néng sin Thuc phim Quiang Ngai
3.7.1. Phan tich cac clin lwec kinh doanh Céng ty c6 # lwa
chen
3.7.1.1. Chén lupc din dao chi phi

Néu lya chon chén luoc nay, Cong ty da vao kém soat chi
phi diu vao nky d¢a xay drng vang nguyén du lén. He théng sin
Xuat hiéu qua. Chi phi \in chuyn. Va xem xét cacéy t6 khac nhr
quan ly kinh doanh ban hangédi qua, tan dung cac chinh sachoh
trg Nha nrée, ting ring st laodong, ...
3.7.1.2. Chin luoc khéac bt hda

Déi vé6i san pram tinh Bt my, khach hang kho long &b nrin
tra gid ing thém chowg khac bét.
3.7.1.3. Chin luoc tap trung

Lva chon chién luoc nay, Cong ty phat tin kinh doanh trén
phandoan thi truong muc tiéu la Trung Qéc. Loi thé canh tranh éa
Cong tydugc tao dyng dra trén véc thiu hiéu sau &c nhirng dic thu
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cua th truong va ki nang cung @p sin prim phu kp v6i nhiing
dac diém dé.
3.7.2.Pé xuit chién lwgc kinh doanh
3.7.2.1. wa chon chién lugc kinh doanh

Téac gi chon chién lugc kinh doanh & pham tinh bt my cia
Cong ty lachién lrgc din dao chi phi.
3.7.2.2. Chn lya chién lwoc dau tr

Nganhdang trong giaioan ting tnréng trong chu k sbng aia
nganh va nhuiu vé sin phim tinh bt my trén th truong 1a At 1on.
Do d6, Cong ty &n hréong dén chién lugc tp trung th truong dé
cing & vi thé cia Cong ty. CHin lroc dau tr cia Cong ty 1adau tr
m& rong viing nguyén du dé duy tri bi thé canh tranh; hoan thih hé
thong quin ly sin xuat va phat tén ning hrc ban hang va marketing.
3.8. Thc thi chién lwgc kinh doanh
3.8.1. Nang cao l@u qud cia bj phgn R&D

Chia $ théng tin Wi nha nlp khau. Tham a cac céc trién
Iam & cdng ngk, may moc ch bién sin pham tinh Bt my, ang
dung cac céng nghcai tién cia cac mge. Thiét 1ap nhitng chinh
sach thu hat va quy ttAc nha thit ké.
3.8.2. Hoan thén h¢ thang quin ly sin xudt, chit luweng

Toan I quy trinh 4n xuit khép kin ¢ khau clé bién dén khau
déng goidugc kiém soat cht lugng nghiém ngt. Thiét lap va \an
hanh R théng theo d&i Chéi hanh trinh sn phim ¢ tt ca cac phan
xuong. Pau tr cho cdng tac Hin luyén Chuyén viéntanh gia cht
lwong i bo. Thiét 1ap ke théng théng tinda chiu va xay gng cac
hd so theo déi nm khic phuc thiéu sét @a ke théng.
3.8.3. Phaét trén viing nguyén lu
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Thuc hién cac gii phap phét tén viing nguyén &u hiéu qua,
xem xét nd rong vung nguyén éu sang Lao.
3.8.4. Hoan thén chinh sach makerting
3.8.4.1. Chinh s&ch gia

Vé gia cho &n phim tinh Bt my xuit khau, thyc hign don
hang Wi mirc gia dam bao c6 i, i thiéu phai & mac trung binh
nganh.Déi vai thi truong moi dia, gid pli canh tranh i cac Cong
ty trong nréc.
3.8.4.2. Chinh sach khach hang

No lyc phuc wu khach hang tridn thong. Khong qua ph
thuoc vao ndt s it khah hang.
3.8.4.3. Chinh sachis phim

Chon lra phat trén cac &n phim uwu thé nhit cua céng ty,
lubn aii tién kiéu dang, Mu ma &n phim tao ra s da chng va
phong phu @i gia c hop ly.
3.8.4.4. Chinh séach khch trrong, quing céo

Pay manh cac hat dong khiéch tnrong, quing céo.
3.8.5. Hoan thén chinh sach nhan g
3.8.5.1. Chinh sach nham's

Chinh s&ch thu hat ogi tré co trinhdé dai hoc, tréndai hoc,
nhan vién cé kinh ngin trong ngh. Chinh sachuong, throng va
phuc bi hop ly.
3.8.5.2. Xay dng win héa Cong ty

Can I§ cong nhan viédoan Kt, tén tong va chia &
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KET LUAN

Khi hoan thanh Ign vin nay,diéu tac gh tamdac nhit 1a
da dem Kt kha ning aia minh, éng Wi su hd tro coa thiy, co va
ban bédé xay drng va cung &p cho Cong ty 6 phin Nong 4n
Thyc phim Quang Ngéi va bn doc mot hé théng ly thuyét vé chién
lwoc kinh doanh & phim chit ché va khoa bc; phéan tich kha sau
vé thuc trang aia Cong ty hén tai tir ¢6 dinh hréng chén luoc kinh
doanh &n phim tinh Bt my - sin pim chi lyc quyét dinh dén ar
ton tai caa CoNng ty trong thi gian wi.

Hy vong, day € la tai ligu b ich cho Céng ty € phan
Nong $n Thrc phim Quang Ngai nghién @u va xay ang chén
lwoc cho gn phim tinh Bt my caa Cong ty — rdt nhiém wu cip bach
d6i v6i Cong ty hén nay.

Téac gi ciing lru ¥y ring, du xay ¢ng va ra cton chién nao
di chang rira, thidiéu quan tong nhit |a toan 16 cac ép aia Cong ty
phai tap trung caald vao viéc thec hién chién luge, vi ngay @ mot
chién lugc tuyét voi ciing ty nén vé ngta réu khong thrc hign ding
cach.

Mot lan nita, tAc gi xin chan thanhim on céc thy, cb,
ban bé va nhan vién Cong tyd®hin Néng gn Thec prim Quing
Ngaida chy va cung &p cho tac gi nhiing kién thac msi vé& quan tri
kinh doanh va giup tac ghoan thanh [én van.



