Thanh vién nhom:

1. Duwong Dinh Viét
2. Tran Thi Thay

DE BAI:

Swu tAm mét s6 moé hinh phan tich chién lwgc cap té chirc va lay vi du minh hea.

1. GIOI THIEU VE MA TRAN ANSOFF

Ma tran Ansoff duoc xuét ban lan dau trén tap chi Harvard Business Review nim 1957,
mot cbng cu don gian nhung hiéu qua gidp cho cac nha Marketing va chua doanh nghiép
hoach dinh chién luoc phét trién.

Ma tran ting truong san pham/thi truong Ansoff dua ra mot céch thie don gian tao ra
bén lya chon dinh huéng co ban khi xay dung chién lugc (Hinh 1). Mot cong ty dién hinh
xuat phat tir hop A, hop bén trén tay trai, voi cac san pham hién tai va thi truong hién tai.

Theo ma tran Ansoff, mot cong ty co ban c6 su lya chon giiravan tiép tuc hoat
déng trong pham vi hién tai (& trong hop A); chuyén sang phia tay phai muc phat trién
cac san pham méicho céc thi truong hién tai (hop B); chuyén xubng dudi bang
viéc mang cac san pham hién tai sang cac thi trieong méi (hop C); hoidc st dung bude co
ban nhét 1a da dang hda, cing vai cac thi trudng mai va san pham mai (hop D).
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@ Pinh huéng chién lwoc (ma trédn Ansoff)

San pham
Cii M&i
A B
Ca e tang va\Abao & Phat trién san pham
thi phan
Thi trwéong c D
MG Phét trién thij treong Da dang hoa

Source: Adapted from H. Ansoff, Corporate Strategy, Penguin, 1988, Chapter 6. (The Ansoff matrix was later developed - see
reference 1.)

e Gia ting va bao vé thi phan( hop A)

- Tang thi phan — Market penetration
Tang thi phan thi truong 13 cach dé cong ty ting thi phan ¢ cac thi trudng hién tai véi loat
san phém hién tai ciia cong ty do, do la luva chon dinh hudng chién luoc 16 rang nhét. No
xay dung dya trén cac kha ning chién lugc hién tai va khong yéu ciu cong ty phai di
trinh tham vao lanh thé méi. Pham vi cua cong ty van giit nguyén nhu cii. Hon nita thi
phan 16n hon ngu y quyén lyc 1én hon so véi ngudi mua va ngudi ban (dé cap vé 5 yéu to
canh tranh: ngudi mua, ngudi ban, sy gia nhdp thi truong tiém ning, nhitng san
phﬁm/dich vu thay thé, va sy d6i dau canh tranh), cac nén kinh té 16n hon c6 quy mo va
loi ich duong cong kinh nghiém.

Tuy nhién, cac cong ty tim kiém thi phan 16n hon ¢6 thé d6i mat véi hai han ché:

Sw doi dau tir cdc déi thii canh tranh. Noi vé 5 yéu td, viée gia ting thi phan chic chin
1am ting su canh tranh nganh vi nhitng ddi tha canh tranh khéc trén thi trudng s& bao vé
thi phan cua ho. Sy canh tranh gia tang co thé 1a chién tranh gia ca hodc cac tran chién
marketing t6n kém chi phi, ma c6 thé mat nhiéu tién hon 1a gia tri thyc sy ma thi phan dat
duoc mang lai. Mdi nguy hiém cua viéc tao ra su canh tranh gay git s& cang 16n hon &
cac thi truong tang truong thip, boi vi bat ky su gia ting vé sd luong nao cing bang chi
phi nhiéu hon ctia cdc ddi thi khac. O thi truong nio ma canh tranh 1a méi nguy hiém,
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cac cong ty tim ki€m gia tang thi phan can c6 cac kha nang chién lugc dua ra mdt 1oi thé
canh tranh rd rang.

Han ché phap 1y. Viéc gia tang thi phan c6 thé 1am phat sinh mdi quan ngai tir cic nha
lam luat canh tranh Ve quyén luc thi truong vuot qua mire. Hau hét cac nude déu co cac
nha lam luat co quyen han ché cac cong ty co quyén lyc manh hodc ngan chan su hop
nhit va mua ban c6 thé tao ra nhitng cong ty c6 quyeén luc qua mirc do.

- Bio vé thi phan - Consolidation
Bao vé thi phén 1a khi cac cong ty chu trong vao bao vé thi trudong hién tai voi cac san
phélm hién tai caa ho. Chinh thirc, chién lugc nay cung hop A cua chién luoc gia tang thi
phan ctia ma trin Ansoff, nhung n6 khong dinh hudng dé ting trudng. Bao vé thi phan co
thé c6 hai hinh thirc:

+ Bdo vé thi phan thi trwong: Khi d6i mat voi cac ddi thi canh tranh cing dau ciing dang
quyét tam dé gia tang thi phan cia ho, cic cong ty can phai lam viéc vat va va thuong
xuyén sang tao dé bao vé thi phén cua minh. Mac du thi phé”m hiém khi tu than nd chim
hét, quan trong 14 n6 phai du dé duy tri doanh nghiép trong dai han. Vi du, doanh thu can
phai du cao dé bu dap chi phi ¢ dinh co ban nhu chi phi R&D (Nghién ctru va Phat
trién). Dé bao vé thi phan, cac chién lugc da dang hoa dé xdy dung long trung thanh cia
khach hang va céc chi phi bién ddi phai hiéu qua thudng xuyén.
+ Thodi von: Dac biét khi quy mé thi trudng nhin chung dang giam, thuong khong tranh
khoi viéc phai gidm quy mo kinh doanh thong qua viéc dong cira nha may. Mot phuong
an 13 ban mot s6 hoat dong kinh doanh do6 cho cac doanh nghi¢p khac. Poi khi viéc giam
quy mé c6 thé dugc xac dinh boi nhu ciu cua cac c¢d dong, chang han mot doanh nhan
mudn thu nho cong ty ciia anh ta bang cach cho vé huu. Viéc thoai vén hodc dong cira
nhiing mang kinh doanh khéng quan trong con c6 thé khién ban nganh kinh doanh chu
chét cho mot nguoi mua tiém niang mot cach dé dang hon.

o Phat trién san pham — Product development(hop B)
Phét trién san pham 14 khi cic cong ty dua nhimng san pham (dich vu) méi hodc nhiing
san phém cai tién vao nhirng thi trudong hién tai.Néu thanh cong no sé tao loi thé canh
tranh rat 16n cho doanh nghiép. Tuy nhién, viéc phat trién san pham c6 thé 1a mot hoat
dong ton kém va rui ro cao véi it nhat hai 1y do:

- Kha néng tiép xiic véi cong nghémdi: Phat trién san pham dién hinh lién quan dén
lam chu nhiing c6ng ngh¢ mai c6 thé xa la v6i cong ty do. Viéc phat trién san pham
do @6 dién hinh cin nhitng khoan dau tu 16n va c6 rii ro cao vé that bai dy an.

- Rui ro quan [y dy dn. Tham chi trong pham vi cac thi truong tuong dbi quen thudc,
céc du 4n phat trién san pham dién hinh c6 rii ro Ve cham tién d6 va chi phi gia ting
vi sy phitc tap cta du an va thay d6i cac thong sb cua du an theo thdi gian. Mot
truong hop ndi tiéng gan day 1a du an hang khong Airbus A380 hai ting trj gia 11 ty
Euro (7.6 ty USD), bi chim 2 nim vao giira nhitng ndm 2000 vi cac van dé hé théng
duong day dién. Airbus di cd gang phat trién nhiéu tau bay méi trudc kia, nhung do
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nhitng doi hoi cua mdi khach hang vé cip do dic thu cao, va su khong tuong thich
trong phan mém thiét ké bdi may tinh, dan td1 do phuce tap hon so voi mirc ma nhan
su quan ly du an cua cong ty c6 thé xur Iy duogc.

o Phat trién thi trwong — Market development( Hop C)

Néu phat trién san pham rui ro va tén kém, mot chién luoc thay thé khac 1a phat trién
thi truong.Phat trién thi truong la viéc dua cac san phém hién tai vao thi trrong maoi.
Mot 1an nita, sy mé rong pham vi bi gi6i han. Tt nhién, dién hinh phat trién thi
truong cing co thé lién quan dén phat trién san pham, néu noi vé nganh dich vu. Phat
trién thi trudng co thé c6 3 dang:

- Cdc phdn doan thi truong maoi. phdn thi truong ra thanh cac nhom khach hang
khdc nhau

- Nhitng khdch hang tiéu thy moi
- Khu vuc dia ly moi.

Vi du dién hinh ctia dang nay 1a qubc t& hoa, nhung su gia nhap thi truong ctia mot
nha ban 1¢ nho vao nhiing thanh phd méi ciing 1a mdt truong hop.

Trong moi truong hop, co ban cac chién luoc phat trién thi trudng dua trén san pham
hodc dich vu dap ing cac nhan t6 thanh cong trong yéu cua thi truong mai.

Céac chién luoc ma don gian chi dua trén viéc dua cac san phém hoac dich vu truyén
thdng vao thi truong méi chic chin s& that bai. Hon nita, phat trién thi trudng gip phai
nhitng vin dé tuwong ty nhu phat trién san pham.Noi vé cac kha ning chién lugc, nhiing
nha phét trién thi truong thuong thiéu cac k¥ nang marketing diing va cac loai san pham
dé tiép can mot thi trudng véi nhitng khach hang méi.Pung ¢ khia canh quan 1y, thach
thirc ndm & chd diéu phdi giita cac phan doan thi trudng, khach hang va khu vuc dia 1y
khac nhau, c¢6 thé c6 nhiing nhu cau khac nhau.

o Da dang hoa — Diversification(hdp D & hinh 1).

Pa dang hda 1a mot chién luoc dem mot cong ty ra khoi ca thi truong hién tai va san
pham hién tai Theo nghia nay, n6 co ban gia ting pham vi cong ty. Thuc té, sy da dang
hoa khong qua nhleu nhu ngu y ¢ cac hop dong ciia ma trdn Ansoff. Hop D c6 xu huong
ham ¥ su phat trién san pham va thi truong ngoai pham vi nang lyc hoac chudi gia tri
hién tai cua cong ty, nhung thuc té mot chién luoc da dang hoa lién quan dén xay dung
méi lién két véi cac thi truong hoac san phém hién tai. Cling vay, viéc gia tang thi phﬁn
va phat trién san pham bao gém diéu chinh sy da dang ciia san pham hodc thi truong Da
dang héa la mot chuyén vé cép do.

Mic du vay, ma tran Ansoff 1am rd ring coéng ty cang chuyén dich nhiéu tir diém xuét
phat cac san pham va thi truong hién tai, cong ty d6 cang phai hoc hoi nhiéu dé co thé
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thuc hién. Pa dang hoa chi 13 mot dinh hudng dé phat trién cong ty, va can phai dugc
xem x&t bén canh cac phuong an khac.

2. VAN DUNG MO HINH ANSOFF PHAN TiCH CHIEN LUQC CAP TO CHUC
CUA CONG TY CO PHAN SUA VINAMILK VIET NAM.

Gi6i thiéu chung vé cong ty cb phin sita Vinamilk Viét Nam.
Cong ty C6 phan Sira Viét Nam duogc thanh 1ap trén co s& quyét dinh sé 155/2003QD-
BCN ngay 01 thang 10 nim 2003 ctia Bo Cong nghiép vé viéc chuyén Doanh nghiép Nha
nudc Cong ty Sira Viét Nam thanh Cong ty C6 phan Sira Viét Nam. Gidy Ching nhan
dang ky kinh doanh Cong ty sb 4103001932 do S& Ké hoach va Dau tu TP HO6 Chi Minh
cap ngay 20/11/2003. Truéc ngay 1 thang 12 nim 2003,cong ty 13 doanh nghiép Nha
nudc truc thude B Cong nghiép.
- Tén day du: Cong ty C6 phan Sita Viét Nam
- Tén viét tat: VINAMILK
- Tru s6: 36 - 38 Ngo Dtrc Ké, Quén 1, Tp H6 Chi Minh
- Vian phong giao dich: 184-186-188 Nguyén Dinh Chiéu, Quan 3, Tp H6 Chi Minh
- Vén Piéu 1¢ cua Cong ty Sita Viét Nam hién nay: 1.590.000.000.000 VND.

1.Tham nhap thi truong (Market Penetration Consolidation)

Gioi thiéu san phcfm hién co vao thi truong hién hitu co nghia la tham nhdp thi
triwong ciia doi thii canh tranh dé gianh ldy thi phan tie cdc doi thii canh tranh.

Thé manh ciia cong ty:

Cong ty c6 loi thé vé quy mé tao ra tir thi phin 16n trong hau hét cac phan khuc san pham
sita va tir sita, v6i hon 45% thi phan trong thi trudng sita nudc, hon 85% thi phan trong
thi truong stta chua an va stra dac, trong d6 2 nganh hang chu lyc stra nudc va sira chua
an c6 muc tang trudng lien tuc hon 30% mdi nam.

- Vinamilk 12 m6t thuong hiéu ndi tiéng .

- C6 kha nang dinh gia ban trén thi truong.

- S6 hiru thuong hiéu manh,ndi tiéng, Vinamilk 14 thuong hiéu din dau rd rét vé mic do
tin dung va yéu thich ctia ngudi tiéu dung Viét nam ddi véi san pham dinh dudng

- Mang lu6i phan phdi va ban hang chi dong va rong khip ca nude cho phép cac san
pham chu lyc cia Vinamilk c6 mat tai trén 141000 diém ban 1¢ 16n nho trén toan qubc
trén 220 nha phan phdi,tai toan bd 63 tinh thanh ctia ca nudce. San phdm mang thuong
hi¢u Vinamilk cling c6 mat tai My, Canada, Phap, Nga, Séc, Ba Lan, Btrc, Trung Quéc,
Trung Pong, chau A, Lao, campuchia. ..

- C6 mdi quan hé d6i tac chién luge bén vimg vai cac nha cung cip, dam bao dugc ngudn
nguyén liéu 6n dinh, dang tin cdy voi gia canh tranh nhét trén thi truong. La nha thu mua
sita 16n nhét ca nude nén c6 kha nang mic ca voi ngudi chan nudi.
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- Ning luc nghién ciru va phat trién san pham méi theo xu hudng va nhu ciu tiéu ding
cua thi truong.
- Hé thong va quy trinh quan 1y chuyén nghiép duoc van hanh béi mot doi ngii cac nha
quan 1y ¢6 ning lyc va kinh nghiém duoc ching minh thong qua két qua hoat dong kinh
doanh bén viing cta cong ty.
- Poi ngii ban hang nhiéu kinh nghiém gém 1.787 nhén vién ban hang trén khap ca nudc.
Thiét bi va cong nghé san xuét hién dai va tién tién theo tiéu chuan quéc té.

o Phuong thuc thuc hién:
-M¢ rong hé théng phan phdi rong khap 64 tinh (trong nudc), 220 nha phan phdi véi
125.000 diém ban hang trén khip 64 tinh thanh.
- Xuét khau sang cac thi truong nude ngoai nhu Uc, Campuchia, Irdc, Philipines va My.
- Str dung m6 hinh AIDA trong cong tac thu hat va phat trién khach hang.
AIDA (Attention, Interest, Desire va Action) 1a mét trong nhitng cong thitc quan trong
nhit cua 1y thuyét tiép thi. Cong thirc nay gilp tap trung vao qua trinh bién mot ngudi
khong biét gi vé san pham hay dich vu ctia minh thanh khach hang. A: Attention (thu hut
su cha ¥), I: Interest (giy dung mdi quan tdm), D: Desire (tao su ham mudn), A: Action
(dan dén hanh dong Mua).
2. San pham méi va dich vu méi (New Producs and Services)
Mé réng san pham va dich vu hién cé ra thi truong d@é thu hit thém khdch hang, c6 nghia
la khai phd thém thi truong méi véi nhitng san phdm méi ¢é nhiéu tinh ndang hon.
Danh muc san phém chu lyc cua cong ty: stra ddc, stra nudc, sira bdt, sira chua.
- Sita dic: chiém 34% doanh thu. Sira dic 1a dong san pham chiém ty trong cao
nhit trong co cdu doanh thu trong nudc ciia Vinamilk. Nam 2007, dong san pham nay dat
ty 16 tang truong 38% va chiém 79% thi phan.murc ting binh quin giai doan 2004-2007 1a
22,7%.
- Sita tuoi (hay sita nudc): chiém 26% doanh thu. Nam 2007, sita tuoi dat mic ting
truong 18%, chiém 26% tong doanh thu ctia cong ty. Chiém 35% thi phan, 13 san phdm
c6 tinh da dang cao v6i nhiéu nhén hiéu.binh quan giai doan 2004-2007, dat toc do ting
truong 31%.
- Sita bot va ngii cbe an lién: chiém 24% doanh thu (ndm 2007).vinamilk 1 mot
trong ba cong ty dan dau thi truong Viét Nam ciing véi Abott va Dutch Lady vé doanh
s6 sira bot, trong d6 Vinamilk chiém 14% thi phén. doanh thu cua sitra bot phu thudc
nhiéu vao xuit khau.
- Sita chua: chiém 10% doanh thu, sita chua udng chiém 26% thi phan va sita chua
an chiém 96% thi phan, nam 2007 dong san pham nay dat tbc do ting trudng 10% so véi
nam 2006. Muc tang truong binh quan giai doan 2004-2007 dat 26,2%/nam.
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Vinamilk da phat trién thém nhitng dong san phim méi nhu

-Stra bot giam can.

-Nudc trai cay pha sira smoothie.

-Céc loai, stra tuoi ti€t trung cac loai ( dau, giau canxi, c6 duong, socola...),.

3. Phat trién thi trwomg (Marketing Development)

Phat trién san phdm méi vao thi truong hién hitu c¢6 nghia la bo sung thém san pham méi
vao danh muc san phcfm hién ¢é dé phuc vu cho thi truong hién dang co.

-Stra dau nanh.

- Nudc ép.

-Nué6c udng déng chai.

-Tra céac loai phod mai.

- Kem

-Café moment.

-Bia zorok lién Két véi SABMiller , ...

4. Da dang hoa (Diversification)
Phat trién san phdam mdi dé mé thi truong méi. Tire la da dang hod hoat dong kinh doanh
nhdam tao ra nhiéu co hdi @é doanh nghiép phdt trién kinh doanh, nhung ciing ham chira
nhiéu riii ro cho doanh nghiép nhdy vao mét linh viee hoan toan mé.
e Tién hanh cac hoat dong:
-M¢ phong kham da khoa an khang Clinic.
-Tham Gia bat dong san.
- Bau tu chung khoan. ‘ o
- Kinh doanh van tai hang bang 6 t6, boc xép hang hoa.
-San xuat, mua ban san pham nhua.
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