PHAN I: GIOI THIEU VE CONG TY SUA VINAMILK

e Khai quat vé cong ty sira Vinamilk
Vinamilk 1a tén viét tit cua cong ty sira Viét Nam, duoc thanh 1ap trén quyét dinh
$6155/2003QD-BCN ngay 10 ndm 2003 cua Bo Cong nghiép vé chuyén doanh nghiép
Nha nuéc Cong Ty sita Viét Nam thanh Cong ty C6 Phan Sira Viét Nam.

Tén giao dich theo tiéng anh 1a: VIETNAM DAIRY PRODUCTS JOINT STOCK
COMPANY

Pén nim 2009 Vinamilk c6 9 nha may doc theo dat nudc

Vén diéu Ié cta cong ty hién nay 1a: 1.590.000.000.000 ddng ( mot nghin nam tram chin

muoi ty dong)

e M@t sé dic diém chinh ciaa cong ty

Cho dén nay cong ty dat dwoc rat nhiéu danh hiéu va giai thwéng cao quy. Pé la:

- Huan chuong lao dong Hang Il ( nam 1991, 1996); Anh Hung Lao dong (2000); Huén
chuong Boc 1ap Hang 11T (2005). “siéu cap” Hang Viét Nam chat lugng cao va uy tin nim

2006 do Hiép hoi so hitu tri tué¢ & Doanh nghiép vira va nho Viét Nam
- Top 10 “Hang Viét Nam chat lwong cao “ ( tir 1995 dén nay)

- “Cup vang- Thuong hiéu ching khoan uy tin “ va Cong ty c6 phan hang dau Viét Nam
“ (nam 2008).

- 2009: Hang Viét Nam chat lugng cao nam 2009” do ngudi tiéu ding binh chon; “Giai
vang thuong hiéu an todn vé sinh an toan thyc pham nam 2009” do cuc an toan vé sinh
thuc pham cung cép; “ thwong hiéu wa thich nhat nim 2008-2009”; Cup vang “Thuong
hi¢u chung khoan uy tin nam 2009” va giai thuong “ Doanh nghiép ching khoan uy tin

trén thi truong ching khoan Viét Nam”



Vinamilk la doanh nghiép dau tién va duy nhat caa Viét Nam lot vao danh séach
“Best under a billion” — 200 DN tét nhét tai khu vuc chau A do tap chi Forbes Asia binh

chon nam 2010.

Lao dong trong cong ty: hién nay cong ty c6 hon 4000 can bo cong nhan vién, dang lam

viéc tan tAm va day nhiét huyét dong goép cho sy phat trién cua cong ty.
2.2. Tam nhin — sit ménh — gia tri cot 16i cia cong ty

Tam nhin: Vinamilk tap trung moi nguon luc dé tré thanh cong ty sira va thuc pham c6
loi cho stc khoe véi mire ting tredng nhanh, bén viing nhat tai Viét Nam bang chién

luge xay dung cac dong san pham c6 loi thé canh tranh dai han.

Sw ménh: Vinamilk khdng ngimg da dang hoa cac dong san pham, ma rong lanh tho
phan phéi nham duy tri vi tri dan dau bén viing trén thi trudong noi dia va tdi da hoa lgi

ich caa c6 dong cong ty. Vinamilk mong mudn tré thanh san pham
duoc yéu thich nhat & moi khu vuc, I1anh tho.

Vi thé Vinamilk tam niém rang chat luong, sang tao 14 ngudi ban d6ng hanh cua
Cong ty va xem khach hang 1 trung tm va cam két dap ang moi nhu ciu caa khach

hang.

Chinh sach chat lweng: “Ludn théa man va cé trach nhiém véi khach hang bang cach da
dang hoa san pham va dich vu, dam bao chit lwgng, an toan vé sinh thuc pham véi gia ca
canh tranh, ton trong dao dwc kinh doanh va tuan theo luat dinh.” (Téng giam doc-Ba
Mai Kiéu Lién).

2.3. Linh vuc kinh doanh

e San xuit va kinh doanh bénh, sita dau nanh, sira, nuée giai khat, sit hop,

stra bot, bot dinh dudng va cac san pham tir sira Khéc.



e Kinh doanh thuc pham céng nghé¢, thiét bi phu ting, vat tu hoa chat ( trur
hoa chat co tinh doc hai manh), nguyén liéu.

e Kinh doanh nha, mdi gisi , cho thué bat dong san.

¢ Kinh doanh kho bén béi, kinh doanh van tai bang 6 td, boc xép hang hda;

e San xuit mua ban ruou, bia, dd udng, thuc pham ché bién, ché uéng, ca
phé rang- xay- phin- hoa tan.

e San xuit va mua ban bao bi, in trén bao bi.

e San xuit mua ban san pham nhya.

2.4. Muc tiéu caa cong ty

Khong nging phét trién cac hoat dong san xuat, thuong mai va dich vu trong cac linh
vuc hoat dong kinh doanh nham téi da hoa loi nhuan cé thé c6 duoc caa cong ty cho cac co
dong, nang cao gia tri cua cong ty va khdng nging cai thién va nang cao doi song, diéu
kién 1am viéc, thu nhap cho nguoi lao dong, dong thoi lam tron nghia vu nop ngan sach
cho Nha Nudc. Bén canh do, cong ty gan két cong nghiép ché bién véi cac ving nguyén

licu nham tang tinh doc 1ap vé ngudn nguyén liéu trong hién tai va twong lai.
2.5. Co ciu té chic bd may

So dd co cau td chirc
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3.Két qua san xuat kinh doanh mét s6 nim gin day cia cong ty Vinamilk theo cac
chi tiéu

Vinamilk la cong ty san xuat sita 16n nhat Viét Nam hién nay, véi cong suat 570.406
tan sira/nam v&i 200 dong san pham da dang gdm sita dinh dudng, thuc pham dinh dudng,
ca phé va mot s6 loai nude giai khat. Qua cac nam tir nim 2004 cho dén nay cong ty luén
lubn phat trién I6n manh, thé hién & quy mé va céc chi tiéu két qua san xuat kinh doanh

qua cac nam.

e Quy mo cong ty:
Dén thang 2/2009 cong ty mé rong thém 3 nha may san xuét nixa tai: Bac Ninh, Pa
Nang, Tuyén Quang.

e Két qua san xuat kinh doanh: tiép tuc duy tri téc do ting truong an tugng Va vj tri

dan dau thi truong sita caa minh.



e San pham cua Vinamilk rat da dang phong phu va da dang vé chang loai véi trén
200 mit hang sira va cac san pham vé sita: sita dic, sita nudc, sita chua, phd mai, sira
bot, bot dinh dudng, kem. CAc san pham khac nhu: sita dau nanh, nudc ép trai cay,
banh, ca phé... mang lai doanh thu cao.

Doanh thu cac san pham sita ting lién tuc, va ludn din dau thi truong sita trong nudc.

Thi phan trong ndm 2007: sita dac chiém 79%, sita nudc chiém 35%, sita bot: 14%, dac

biét la sira chua 97%.

Nam 2008 va 2009 van dan dau thi truong sita ndi dia, nam 37% thi phan thi

truong sira Viét Nam (nam 2008), nam 2009 toc do ting truong 1a 29%.

Nhu vay tir khi ¢6 phan héa thang 11/2003 dén nay doanh thu cia cong ty ludn ting
truong véi tée do binh quan 21%/nam. Lan dau tién dat doanh thu 16n hon 10 ty dong,
dat loi nhuan cao nhat tir trude dén nay va lan dau tién ndp ngan sach nha nuéce 1.000 ty

ddng.

Niam 2009, cong ty c6 hon 135.000 diém ban hang trén ca nudc. ty sut chi phi ban
hang/doanh thu va chi phi quan ly/doanh thu lan luot 1a 11,7% va 2,6% giam so vai ty
suit trong nim 2008 1a 1,1% va 0,9%.

8 thang dau nam 2010, Vinamilk d3 dat dugc 71% doanh thu ké hoach nam va ting trén
50% so vai cing ky. Trung binh mdi ngay Vinamilk san xuit va dua ra thi truong tir 9-10

triéu san pham voi doanh sé hang ngay dat 62-63 ty dong.
PHAN II: HOACH PINH CHIEN LUQC

1.Phan tich méi trwong kinh doanh bén ngoai doanh nghiép
a.Méi truong kinh té:
-Kinh té thé gici n6i chung va kinh té Viét Nam nhiing nam gan ddy van Ia thoi khé khan

hau qua cua cudc suy thodi kinh té toan cau. Tuy nhién, chinh phu Viét Namda c¢6 chinh



sach hiéu qua dé kiém ché lam phat va suy thoai dua GDP nudc ta ting truong +5.2%
kiém ché lam phét & muc 6,88%.
- cac chinh sach chin nuéi bo dang duoc ddy manh gop phan ting cudng ngudn nguyén

liéu cho cac cong ty san xuat sita trong nudc thay vi nhap khau, dé ting stc canh tranh.
Moi truong tur nhién cia VN thuén lgi cho viéc chan nudi bo sita.

- Cac dn sira ¢ nc ta hién nay chua c6 mot mo hinh chan nuéi quan ly mot cach hiéu qua.
Ngudn nguyén liéu cua ching ta con thiéu rat nhiéu budc ching ta ludn phai nhap khau

nguy@n liéu tir nuéc ngoai chinh diéu ay 1am cho gia cua cac loai sita ting cao.

-Viét Nam gia nhap WTO mét co hoi 16n cho sita viét nam gia nhap thi truong thé gisi va
hoc hoi kinh nghiém trong viéc ché bién chan nuéi va quan 1y...Dé hoan thién hon tao ra
nhitng san pham sira chat luong tot va gia ca ré hon. Qua d6 chung ta ciing thiy dugc mbi
de doa cho nganh sira viét nam 1a viéc hoi nhap té chic thuong mai thé gigi WTO s&
khién cho cac nha may san xuat sita nho tai viéc nam s& khdng co sic canh tranh vai céc

tap doan sira Ién manh trén thé gigi nhu Mead Johnson, Abbott.

b.Chinh sach va luat phap:

-Chinh sach ciia Nha nuéc vé xuat nhap khau sira trong nhirmg nim qua chua thuc day
duoc phat trién sita noi dia. Hon mot ndm qua gia sita bot trén thi truong thé gisi ting
gap 2 1an va ludn bién dong. Cac Cong ty ché bién sita nhu Vinamilk, Dutchlady da quan
tam hon dén phat trién nguon sira nguyén liéu tai chd. Tuy vay van chua c6 gi dam bao

chac chan chuong trinh ting ty 18 sita ndi dia cia ho cho nhitng nam tiép theo.

-Vé chinh séach thué:
Theo cam két gia nhap WTO, muc thué xuat khau sita bot thanh pham dén nam 2012
la 25%, nhung dén nay mirc thué nhap khau dang thip hon cam két tao diéu kién cho cac

san pham sita bot nhap khau d& dang canh tranh hon véi cac san pham noi dia.



Thué nhap khau nguyén liéu ciing thap hon cam két voi WTO. Hién Viét Nam van
phai nhap khau 70% nguyén liéu bot sita dé san xuat do ngudn cung trong nuéc khong

dap tmg duoc nhu cau.

- chinh sé&ch ho tro ctua nha nudc trong viéc khuyén khich chin nuéi va ché bién bo
sira. cac chinh sach hoat dong cua chinh phu trong viéc chiam lo stc khoe chéng suy dinh
dudng khuyén khich ngudi dan ding sita dé cai thién voc dang, tri tué, xuwong ¢t cho tat

ca moi nguoi dac biét la tré nho va nguoigia.
3.Moi trwong xa hoi:

-Dan sb dong, ty 1 sinh cao, Viét Nam c6 co cau dan so tré (tré em chiém 36% co cau

dan sb) va muc ting dan so trén 1%/nam.

-Kinh té phat trién doi song cta nguoi dan dang ngdy cang nang 1én, thu nhap dan cai

thién, doi séng vat chat ngay cang cao van dé stc khoe ngay cang duoc quan tam.

-Nhu cau tiéu ding sira cua ngudi dan Viét Nam 6n dinh, mc tiéu thu binh quan hién
nay 1a 14 lit/ngudi/nam, tong lugng tiéu thu sita Viét Nam lién tyc ting manh véi mirc tir
15-20% nam, theo dy bao dén nam 2020 muc tiéu thu sira tai thi truong sé ting gip doi
2010.

- chinh Ia tiém ndm va co hoi cho nganh cong nghiép sita Viét Nam phat trién on dinh.

- tam Iy sinh ngoai ctia nguoi tiéu ding Viét Nam con rat cao (70% trong tiéu ding)

—a/h nhu cau dung cac sp sita ndi dia

° Phan tich nganh sira
Sau vu sita nhidm Melamine & Trung Qudc, cac nudc 1an can va mot sé san pham
sira bot thanh pham c6 ham lwong dam thap hon ham luong ghi trén bao bi tiép tuc duoc
phat hién trong nim 2009 da gop phan thuc day nguoi tiéu ding chuyén sang dung san

pham cua nhiing thuong hiéu ¢ uy tin. Vinamilk xac dinh ddy 1a thach thac I6n nhung



cling 1a co hoi 16n c6 mot khdng hai ma cong ty phai biét nam bat dé phat trién va mo

rong hoat dong san xuat kinh doanh caa minh.

Nganh sita 1& mét trong nhitng nganh c6 tinh 6n dinh cao, it bi anh huéng caa chu
ky kinh té. Trén thi trudng c6 4 dong san pham chinh: sita bot, sita nudc, sira dic, sita
chua. Phan khc thi truong cao cap chi yéu nam trong tay cac hang sira nudc ngoai Voi

cac dong san pham sita nhap khau...tiéu ding cha yéu tap trung & cac thanh phé 16n.

Vinamilk chiém 55,4% thi phan sita nudc toan qudc). Tong doanh thu sira udng

chiém khoang 43% doanh thu toan nganh sira.

Ts.Vii Thi Bach Nga, Trudng ban Bao vé nguoi tiéu dung, Cuc Quan ly canh tranh,
Bo Cong Thuong, cho biét: "Thu nhap cua ngudi tiéu dung ting cung véi viéc hiéu biét
hon vé loi ich caa viéc udng sita 1am cho nhu cau tiéu dung sita ngay cang ting cao (20 -
25%/mam, trong d6 sira nudc tang tir 8 - 10%/ nam). San lwong san Xuat va cac san pham
tir Sita ciing ting nhanh ca vé sé luong va chang loai. Co cau tiéu ding sita cling dang

thay doi, trong dé tiéu dung sira nudc ting tir 11% nam 2000 1én 35% nam 2009".

° Phan tich méi troweong ndi bg doanh nghiép
e  Phan tich ma tran SWOT va hinh thanh cac chién hrgc kinh doanh.

Ma tran SWOT cua cong ty Vinamilk:

Nhirng diém manh (S) Nhirng diém yéu (W)

e Quy md kinh doanh dang dan dau thi truong sita Viét | ¢  Khau marketing con
Nam yéu nén chua tao duoc

e Thuong hiéu Vinamilk 13 thuong hiéu quen thuoc va thong diép hiéu qua dé
dugc nguoi Viét Nam tin dung trong 34 nam qua. quang ba dén nggudi

e Hé théng phan phdi ma rong ra ca nudce va lién tuc tiéu dung diém manh




dugc mé rong qua cac ndm giup dua san pham cua
cong ty nhanh chong dén tay nguoi tiéu dung. Hién tai
cong ty c6 trén 240 NPP trén hé théng phan phéi san
phdm Vinamilk va c6 trén 140.000 diém ban hang trén
hé théng toan quéc. Ban hang qua tat ca cac hé thong
Siéu thi trong toan qudc.

San pham dat chét luong tot va duoc ngudi tiéu ding
yéu thich, danh muc sp da dang.

Hiéu qua cda quang cdo, ti€p thi

Quy trinh cdng nghé: st dung cng nghé san xuat va dong

goi hién dai tai tat ca cac nha may, nhap khau cong nghé tir

cua cong ty. Cong ty
c6 cé&c san pham c6 70-
99% sira tuoi nhung
chua c6 cach quang ba
noi 1én su khac biét do.
Cong ty c6 nhiéu loai
san pham danh cho cac
déi twong khéac nhau
nhung quy cach dong
g6i san pham chua tao

duoc su khéc biét dé

cac nude chau Au nhu Bac, Y va Thuy Si dé ang dung giup cho khach hang

vao day chuyén san xuat. La cong ty duy nhat tai Viét nhan dién nhanh nhat.

Nam s hitu hé théng may méc st dung cong nghé siy e Thu mua nguyén liéu

phun do Niro ciia Ban Mach, hang dan dau thé gioi vé chua tan dung hét

cong nghé¢ say cong nghiép, san xuat. nguon cung tir ho néng
x . dan

e Chuoi cac nha may dugc bo tri doc Viét Nam giup .
) . . . . .. | e Dautucuacong ty vao
giam chi phi van chuyén, dugc dau tu may moc thiét bi
. ) A . . nha may sira & ba
hién dai, dugc nang cap va mo rong moi nam, san .
. . . .2 Nang chua hi¢u qua
pham dam bao tiéu chuan quoc te o
. L . . . e Thi truong xuat khau
e MOGi quan hé lau dai véi cac nha cung cap trong va ] i
con han ché va chua 6n

dinh

ngoai nuéc gilp cho cong ty c6 ngudn cung cap nguon
hang hop ly va gia ca 6n dinh. Hién nay, cong ty dang
thu mua 60% sita tuoi san xuat tai Viét Nam

e Ban lanh dao giau kinh nghiém tron linh vuc kinh
doanh ca san xuét sita. hé théng quan tri ndi bd minh

bach, cac quy trinh cu thé va chat ché. Y thuc tu thay




d6i dé nang cao chat lwong hoat dong duoc xuyén sudt

tir cap quan 1y dén cip nhan vién.

Céc co hoi (O)

e  Diéu tiét gia nhat dinh khi thu mua sita twoi

e c6 ngudn nguyén lidu tap trung hon, giam chi phi
nhap khau nguyén liéu nho thira huéng chinh sach
phét trién chan nudi bo sita tir chinh phu.

e  Phat trién va tiéu thu manh thém duoc dong san
pham méi vé kiéu cach mau ma va chat luong.

e  Thu nhap cua nguoi dan ngay cang tang 1én, nhu
cau san pham cang cao va ho quan tim dén nhiéu

san pham cham soc stc khoe nhiéu hon.

Cac nguy co (T)

Thi truong sira bot
trong nudc dang co
canh tranh gay gat tur
cac san pham nhap
ngoai

Péi thu ludn ludn co
nhitng san pham mai
va cach marketing tot
hon

Cac ddi tha nuéc
ngoai c6 cach xam
nhap thi treong va

marketing tot hon.

CA&c chién lwge dwa ra la: chién lwoc phat trién

Noi dung:

e  Cing cd, xay dung va phat trién mot hé thong cac thuong hiéu cuc manh dap

g tét nhat cac nhu cau va tam ly tiéu ding cua ngudi tiéu dung viét nam

e Phét trién thuong hiéu Vinamilk thanh thuong hiéu dinh dudng c6 uy tin

khoa hoc va dang tin cay nhat véi moi ngudi dan Viét nam théng qua chién

lugc ap dung nghién ciu khoa hoc vé nhu cau dinh dudng dic thi cua nguoi

Viét nam dé phat trién ra nhitng dong san pham tdi vu nhét cho nguoi tiéu

dung Viét Nam
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Pau tu mé rong san xuat kinh doanh qua thi trudng cua cac miat hang nude
giai khat cé lgi cho stc khoe cua nguoi tiéu dung thong qua thuong hiéu chu
luc Vfresh nham dap tng xu huéng tiéu dung ting nhanh dbi voi cac mat
hang nudc giai khat dén tir thién nhién va c6 loi cho stc khoe con nguoi
Cung cb hé thdng va chat lwong phan phdi nham gianh thém thi phan tai cac
thi treong ma vinamilk c6 thi phan chua cao, dac biét 14 tai cac ving néng
thon va cac doé thi nho

Pau tu toan dién ca vé xay dung thuong hiéu manh,phat trién hé thong san
pham m&i va nang cao chat lugng hé théng phan phéi lanh véi muc tiéu dua
nganh hang lanh (stta chua an, kem, sira thanh trung cac loai) thanh mot
nganh hang c6 dong gdp chi lyc nhit cho cdng ty ca vé doanh sé va lgi
nhuan

Khai thac sac manh va uy tin cua thuong hi¢u Vinamilk 1a thuong hiéu dinh
dudng c6 uy tin khoa hoc va danh tin cdy nhat caa ngudi Viét Nam dé chiém
linh it nhat 1a 35% thi phan cua thi truong sita bot trong vong 2 nam téi

Phat trién toan dién danh muc cac san pham sita va tir sita nham hudng toi
mét luong khach hang tiéu thy rong 16n, dong thdi mé rong sang cac san
pham gi4 tri cong thém nham nang cao ty suét loi nhuan chung cua toan cong
ty

Tiép tuc nang cao ning lyc quan Iy hé thong cung cap tiép tuc mé rong va
phét trién hé thong phan phdi chu dong, vitng manh va hiéu qua phét trién
ngudn nguyén liéu dé dam bao ngudn cung sira tuoi on dinh, chat luong cao
Vi gié canh tranh va dang tin cay

Tham gia tich cuc vao cac hoat dong xa hoi: Tai trg quy hoc bong “ wom
mam tai nang tré Viét Nam”, Thanh 1ap quy sita cho tré em: tir 1 dén 3 triéu

ly sira cho tré em Viét Nam nam 2008 va 6 triéu ly sira nam 2009.
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e Tang cuong hd marketing: xd quang céo hinh anh, nd tha vi, tai trg cdc chuong
trinh thiéu nhi “d6-ré-mi”, cac chuong trinh giai tri ¢6 slg nguoi xem dong nhu: bude

nhay hoan vii, cdp doi hoan hao,...

e Chu dong trong ngudn nguyén liéu, gia thu mua sira cao hon cac doanh nghiép
khéc, hé thong xe dong lanh van chuyén tét, day chuyén ché bién hién dai. Cong ty
Vinamilk can phai c6 mét chinh sach rd rang trong viéc mua nguyén liéu caa cac ho chin
nudi.mot phan ban chat cua cong ty 12 nha nude phai 1am sao dé khich 1¢ nguoi dan chan

nudi phat trién hé théng ngudn nguyén liéu trong nudc.

e Dam bao doi song tot cho cong nhan vién.
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