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TOM TAT

Nghién ciru nay trinh bay vé quy trinh dé
xdy dung chién lugc kinh doanh cho doanh
nghiép, trong dé néu ré moi giai doan trong quy
trinh can thuc hién nhitng nhiém vu gi, d‘&ng thoi
s dung quy trinh nay dé xday dung chién luoc
kinh doanh cho Céng ty C6 phdn nuée khodng
Khanh Hoa. Hién nay, c¢é nhiéu phwong phdp
dwoc si dung aé xay dung chién luoc kinh doanh

Tir khéa: chién lwoc, quy trinh, ma trdn.

1. PAT VAN PE

Cung véi su phat trién va xu thé toan ciu hoa
ciia nén kinh té, cac doanh nghiép (DN) Viét
Nam ngdy cang phai d6i mat véi tinh trang canh
tranh khdc ligt, dac biét 1a cac ddi thu 16n dén tir
nude ngoai. Nganh san xuét nudc udng di co tir
lau doi ¢ Viét Nam va la mot nganh san Xuét
phéan tan, hién tai c6 rat nhiéu DN kinh doanh
trong linh vyc nay da va dang tao ra moi trudng
canh tranh véi cuong do cao. Pé c6 thé canh
tranh va dung vimng trén thi trudng, mdi DN déu
can thiét phai c6 nhitng chién luoc 16 rang véi
nhitng huéng di ding dén. Tuy vay, hién tai
Cong ty C6 phan nu6e khoang Khanh Hoa van
chua thyc sy cht tam vao viéc xay dung chién
luge kinh doanh véi nhitng budc di lau dai cho
minh. Nghién clru ndy van dung khung phéan tich
hinh thanh chién luge cia Fred David dé xay
dung va d& xuat chién lugc kinh doanh, gop phan
gitp cong ty c6 duoc hudng di phi hop dé nang
cao suc canh tranh cta minh trong thoi gian téi.

cho doanh nghiép, trong pham vi nghién ciru
nay, ching téi sir dung hé thong ma trdn trong
khung phan tich hinh thanh chién lwpc d@é xay
dung. Két qua nghién ciru da dé xudt dwoc bon
chién luge cho Céng ty Cé phan mide khodng
Khanh Hoa, gom chién lwoc phdt trién thi
trieong, chién lwoc chi phi thdp, chién hroc huy
ddéng von dau tw va chién luge thi triong ngdch.

2. PHUONG PHAP NGHIEN CUU

2.1. Phuong phap thu thiap va xir ly thong
tin

2.1.1. Phwong phap thu thdp thong tin

Péi véi théng tin thir cdp: Thu thap tir cac tai
liéu cua cong ty (ban bao céo tai chinh, internet),
cac nghién ctu trudc va gido trinh cé lién quan
(da dan ¢ muyc tai liéu tham khao).

Péi véi théng tin so cdp: dung phuong phap
Delphi bao gém 12 chuyén gia trong do: 10
chuyén gia cia Cong ty C6 phan nudc khoang
Khanh Hoa (Giam dbc, Pho Giam dbc san xuit,
Ph6 Giam ddc kinh doanh, truéng ban quan 1y
san xuét, truong phong hanh chinh, truéng phong
ké hoach dau tu, truong phong marketing, truong
phong tiéu thy, truong phong ky thuat, truong
phong KCS) va Pho Giam ddéc cong ty nudc
ubng tang lyc Lipovitan (chi nhdnh Khénh Hoa),
Phé Giam ddc Cong ty c¢6 phan nuéc udng Vinh
Hao (Binh Thuén).
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2.1.2. Phuong phap xur ly thong tin

Poi véi théng tin thir cdp: Dung phuong
phép chon loc, trich dan tai liéu, téng hop s6 liéu,
tinh toan mot sb chi tiéu can thiét.

Poi véi théng tin so cdp: Thu thap thong tin
tir cac chuyén gia, sau d6 tong hop s6 liéu dé tinh
két qua tir ¢6 dua ra nhitng quyét dinh chién lugc
va két luan.

2.2. Phwong phap xiay dung chién lwge

Nhu da néu & trén, trong nghién cuu nay,
chiing t6i st dung khung phan tich hinh thanh
chién luoc ciia Fred R. David dé xay dung chién
lugc kinh doanh cho DN. Khung phéan tich hinh
thanh chién lugc nay nhu sau:

Giai doan 1: giai doan nhap vao
Panh gia cac yéu tb bén Ma tran hinh anh canh
ngoai (EFE) tranh

Panh gia cac yéu tb bén
trong (IFE)

Giai doan 2: giai doan két hop

Matrandiém  Matranvitri Matrannhém  Matranbén  Ma tran chién
manh/yéu, co  chiénlugcva  tham khaoy trong — bén lwgc chinh
hoi/nguy co  danh gia hanh  kién Boston ngoai (IE)

(SWOT)  dong (SPACE) (BCG)

Giai doan 3: giai doan quyét dinh
Ma tran hoach dinh dinh lugng chién lugc (QSPM)
Hinh 1. Khung phén tich hinh thanh chién hrgc
Nguén: Fred David, Strategic Management (concepts and cases), Pearson, 2013

Trong md hinh trén, cdc ma trin trong giai
doan nhdp vao s€ 1a co s& dé hinh thanh chién
lugc kinh doanh. Giai doan két hop s& hinh thanh
chién luoc kha thi co thé lva chon. Dé hinh thanh
chién luoc kinh doanh, c¢6 thé chon mot hodc mot
vai ma trin trong giai doan két hop ma khong
can sir dung hét cac ma tran nay. Tuy vdy, trong
nghién cru nay, chung toi st dung sau loai ma
tran dé hinh thanh chién lugce 12 ma trdn EFE,
IFE, SWOT, SPACE, BCG, chién lugc chinh,
sau d6 chon nhitng chién lugc phu hop nhét, cubi
cung dua chién luge nay vao ma tran QSPM dé
sang loc lai mot l4n nira nham chon ra chién lugc
kinh doanh c6 kha ning thyc thi cao nhat cho
DN. bé xay dyng dugc cac ma tran dua vao
trong khung phan tich hinh thanh chién luoc,
chiing t61 st dung phuong phap chuyén gia, cac
thong tin thu thap duogc tir cac chuyén gia s€
dugc tong hop, tinh diém trung binh va dua vao

cac ma tran, diém s hay vi tri cia DN trén ma
tran s& 1a co s& dé di dén nhiing két luan va dua
ra nhitng quyét dinh (vé viéc Iya chon chién lugc
cho DN).

3. KET QUA NGHIEN CUU VA THAO
LUAN

3.1. Két qua nghién ciru

3.1.1. Két qua danh gia cdc yéu t6 bén ngodi
(ma tran EFE)

Vé6i diém s 1a 3.00 cho thiy Céng ty CH
phan nuéc khoang Khanh Hoa phan tmg kha tot
véi moi truong bén ngoai, hién tai c6 kha nhiéu
co hoi tot cho cong ty nhu c6 ngudn nudc
nguyén liéu doi dao, chit luong cao (3.82/4
diém), tiép theo 1a s6 lugng nha cung cip nhiéu,
dic biét 1a ngudn cung cip lao dong ddi dao, gia
nhan cong ré (3.71/4 diém). Bén canh d6 cong ty
ciing gap phai nhiéu méi de doa tir bén ngoai nhur
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s6 lwong d6i thu nhidu va manh, dic biét véi xu
hudng hop tac qudc té ngay nay cang lam ting
ap luc canh tranh do cdng ty nay c¢6 quy md con
nho, thi truong ti€u thu hién tai chi mdi ¢ trong

nuée (2.03/4 diém). Bén canh d6, su bién dong
cua dia ch?it, khi hau cung véi 6 nhiém moi
truong 1am anh huong khong tot dén chat luong
ngudn nude (2.53/4 diém).

Bang 1. Ma trian EFE

STT Ciic yéu t6 bén ngoai Trong | KN phin img gf:; zg
1 Anh huéng ctia méi truong ty nhién 0.09 2.53 0.22
2 Su canh tranh trong nganh 0.14 2.03 0.27
3 Su tién bo cua khoa hoc cong ngh¢ 0.07 2.87 0.20
4 S6 lwong nha cung cap 0.03 3.71 0.10
5 Cac chinh sach wu dai 0.08 3.52 0.30
6 Co s6 ha tang 0.07 3.01 0.20
7 Moi truong chinh tri 0.04 3.65 0.13
8 Chat luong, trir lvong ngudn nude 0.14 3.82 0.55
9 Thi trudng lao dong 0.09 2.86 0.26
10 Long trung thanh ctia khach hang 0.14 3.01 0.43
11 Nhu céu sir dung SP tang dan 0.07 3.14 0.21
12 Hop tac qudc té 0.05 2.56 0.13

Tong s6 diém 1.00 3.00

Nguén: Két qua diéu tra chuyén gia va tinh todn cia tdc gia

3.1.2. Két qua danh gid cdc yéu t6 bén trong
(ma tran IFE)

Két qua phan tich ma tran IFE cho thiy, tong
diém danh gia cua cac chuyén gia cho Cong ty
Cb phan nu6c khoang Khanh Hoa la 2,76/4,
chung té sttc manh ndi bo cua cong ty nay chua
cao, moi dat trén muc trung binh cia nganh.
Trong d6 diém manh 16n nhit cia cong ty 1a gia
ban canh tranh (3.71/4 diém). Tiép d6 1a chét

luong san pham cao (3.34/4 diém), cong nghé
tién tién (3.13/4 diém). Con diém yéu 16n nhat
ctia cong ty 13 hinh thirc mdu mi chua hip dan
(2.25/4 diém), quy md san xudt con nho (2.31/4
diém), tai chinh yéu (2.30/4 diém), nhan luc
ciing con yéu (2.21/4 diém). Trong d6 diém yéu
vé tai chinh va nhan lyc 13 hai diém yéu rat dang
lo ngai cho doanh nghi¢p nay.
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Bang 2. Ma tran IFE

STT Cic ybu tb ni bp Trongs§ | [haning g‘(f:g‘ "
1 Nguon nhén lyc 0.13 221 0.29
2 | Tai chinh 0.12 2.30 0.28
3 | Congnghé 0.08 3.13 0.25
4 | Kha ning quan ly diéu hanh 0.12 2.59 0.31
5 | Thuong hiéu 0.12 3.21 0.39
6 Chét lwong san phim 0.11 3.34 0.37
7 | Gidca 0.06 3.71 0.22
8 Cong tac marketing 0.07 2.72 0.19
9 Hé thdng phan phdi 0.05 2.71 0.14
10 | Hinh thtrc miu ma 0.03 2.25 0.07
11 | Quy mo san xuét 0.05 2.31 0.12
12 | Cong tac R&D 0.06 2.15 0.13

Téng s6 diém 1.00 2.74

Nguon: Két qua diéu tra chuyén gia va tinh todn cia tdc gia
3.1.3. Két qua phdn tich ma trdn hinh anh canh tranh

Két qua phan tich ma trn hinh anh canh tranh duoc cac chuyén gia danh gia nhu sau:
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Béng 3. Ma tran hinh canh canh tranh

o, Vikoda Lavie Vinh Hao Aquafina
Cic yéu tb thé Mikc
T hi¢n/anh huéng do . . i :
dén kha ning quan| Phan| Diém | Phan| Diém| Phan| Diém| Phan | Diém
canh tranh trong| loai cod loai co loai co loai cod
trong trong trong trong
sO sO SO sO
1 | Thi phan 011 | 311 | 034| 400| 044 | 313| 034 | 396 | 044
2 | Thuong hiéu 010| 321| 032| 398 | 040| 358 | 036| 394| 0.39
3 | Chét luong SP 010 | 334 | 033| 3.87| 039| 322| 032| 387| 0.39
4 | MAu ma SP 006 | 225| 014 | 3.48| 021| 289 | 017 | 381 | 023
6 | Gia san pham 008| 371| 030| 269 | 022| 317| 025| 271| 0.22
7 | Chién lugc mar 0.07 | 2.72 019 | 392 | 0.27| 289 | 0.20 3.88 | 0.27
g | Nguonnudc 005| 382| 019| 371| 019| 3.18| 0.16| 3.61| 0.8
nguyén li€u
9 | Tai chinh 011 | 230 | 025| 3.98| 044 | 334| 037| 394| 043
10 | Céng nghé 007 | 313 | 022| 3.89| 027 | 3.41| 024| 387| 0.27
11 | Nhan su 005| 221 | 011 387 | 019 | 274 | 014 | 3.84| 0.19
12 | Kha ndng QL 008| 259 | 021| 396| 032| 3.45| 028 | 394| 0.32
13 | Longtrungthanh | et 501 | 01| 324 019| 30| 019| 3.23| 019
cua KH
14 | Cong tac R&D 006 | 215| 013 | 356 | 021 | 268 | 0.16| 3.44| 021
Téng s6 diém 1.000 2.91 3.74 3.18 3.73

Nguon: Két qua diéu tra chuyén gia va tinh todn cua tdc gia

Ma tran hinh anh canh tranh cho théy SO voOi
cac dbi thi cung dugc danh gia thi Cong ty Co
phan nudc khoang Khanh Hoa co sitc canh tranh
thip hon. Piém manh 16n nhét cia cong ty nay
S0 vGi cac dbi thu 1a co gia ban canh tranh,
ngudn nudc nguyén lidu doi dao voi chét luong
cao. Piém yéu 16n nhit cua céng ty ndy so véi
cac dbi thii 1a nhan su con yéu, niang luc tai chinh

yéu, cong tac R&D chua dugc chu trong, thi
phin con nho. Dé canh tranh duoc véi cac dbi
thu manh nay, cong ty nudc khoang Khanh Hoa
can dau tu vao tai chinh va nhan sy nhiéu hon.
Tiép d6 1a phai thyc su chu trong cong tac R&D
dé theo kip v6i sy thay d6i nhanh chong ctia cac
d6i thu.
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3.1.4. Két qua phan tich ma tran SWOT

Béang 4. Ma train SWOT

Piém manh (S)
S1: Cong ngh¢ hién dai.
S2: Thuong hi€u manh.
S$3: C6 kinh nghiém QL.
S4: Kénh phan phdi rong.
S5: Tai chinh 6n dinh, an toan.

Piém yéu (W)

W1: Ning luc quan 1y chua tét.
W2: Nhan luc yéu

W3: R & D yéu.

W4. Chua phat trién dong bo thi
trudng.

O1: Chét luong, trir lugng
nguon nudc tot.

02: Nhu ciu thi truong ngay
cang tang.

03: Duogc sy ung ho cua dia
phuong va nha nudec.

O4: Piéu kién ty nhién va co s¢
ha tang thuén lgi.

05: C6 ngudn nhan cong ddi
dao, gia ré.

S2, S7, 02, 03: CL phat trién
thi truong

S2, S4, S6, S7, 02, 03: CL
tham thap thi truong

SWOT
S6: C6 lugng khach hang WS5: Chinh sach dao tao lao dong
truyén théng. chua mang tinh chién lugc.
S7: Chat lugng san pham tét. | W6: Tai chinh con yéu.
S8: Gi4 ban canh tranh. WT: Phan {ing chdm vdi thi
' trudng.
Co hdi (0) Kéthop S - O Két hop W -0

W2, W4, W6, W7, 02, 03, O4:
CL thi truong ngach.

W3, W5, 02, O3: CL dao tao
nhan sy

W6, 02, O3: CL huy dong thém

von

De doa (T)
T1: C6 nhidu di thit méi.
T2: Chiu anh hudng 16n cua moi
truong tu nhién.
T3: Su canh tranh cua cac doi
thi ngay cang manh.
T4: Yéu ciu vé san phim cua
NTD ngay cang cao.
T5: Sy hiéu biét va quan tAm
cua KH v¢é SP thap.

KéthopS-T
S2, S6, S7, T3, T5: CL day
manh cong tac marketing.
S1,82, 83,57, TL,T3, T4: CL
khac biét hoa san pham.
S2, 54, 57,58, T1, T3: CL chi
phi thap.

Kéthop W-T
T;, T3, W4, W6: CL huy dong
von
T1, T3, T4, W3, W4, W6, WT:
CL cat giam (cho nhitng bd phan
kém phat trién)

Nguon: Két qua diéu tra chuyén gia va phdn tich cia tdc gid

3.1.5. Két qua phan tich ma tran SPACE

Két qua danh gia tong hop cia cic chuyén
gia cho thay vi tri clia cong ty trén ma trin Space
nam & vi tri géc phan tu thir IV (hinh 3.1). Piéu
nay cho thiy cong ty dang canh tranh kha tot

trong mot nganh khong duge 6n dinh 1im. Cac

chién lugc phu hop cho cong ty & vi tri nay la
cac chién lugc canh tranh nhu chién lugc phat
trién thi truong, phat trién san pham, chién luoc
vé gia, chién luoc hoi nhép vé phia trudc, chién
lwoc hoi nhap vé phia sau.
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Hinh 2. Ma trin Space

Nguén: Két qua diéu tra chuyén gia va tinh todn ciia tdc gid

3.1.6. Két qua phan tich ma trdn BCG

Mirc thi phan tuong ddi cia cong ty so véi
dbi thu manh nhat 1a Lavie nim 2011 dén nay la
khoang 24%, va muc ting doanh thu binh quan
mdi nim tir 2011 dén nay dat trén 20%. Nhu vay
vi tri ctia cong ty nay trén ma tran BCG 1a nim &

0 question marks. Véi vi tri nay cong ty nén theo
dudi cac chién luge tap trung nhu thdm nhap thi
truong, phat trién thi truong, phét trién san phim
hodc thanh 1y, loai bo b6t nhitng bo phan yéu
kém.

Mie thi phan twong doi trong nganh

Cao 1.0 trung binh 0.5 thip 0.0
Mukc tang Cao
trueong + 20 I |
clia Stars Question marks
doanh sé  Trung
ban hang binh
trong +10
nganh ) Il v
Thap Cash cows Dogs
-20

Hinh 3. Ma trin BCG

Nguon: Fred David, Strategic Management (concepts and cases), Pearson, 2013

3.1.7. Két qua phdn tich ma trdn chién lwoc
chinh

Ma tran chién lugc chinh cho biét nhitng
chién lugc phit hop cho cong ty khi ta xac dinh
dugc vi tri cu thé trong sb bdn vi tri cta cong ty
d6 trén ma tran. Véi toc do ting truong binh

quéan 1a 19,35% tir nam 2009 dén 2013, nganh
nudce udéng Viét Nam duge danh gia 1a phat trién
nhanh. Két qua phan tich trén ma tran hinh anh
canh tranh cho théy Vi thé canh tranh cta Cong
ty C6 phan Nudc khoang Khanh Hoa dugc danh
gia la trén muc trung binh so voi toan nganh.
Chiéu theo vi tri trén ma tran chién lugc chinh, vi
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tri ctia cong ty ndy s& nam & goc phan tu thir nhat
hodc thtr hai trén ma tran ndy déu hop 1y (vi ndim
trong nganh c6 toc do ting trudong cao, vi thé
canh tranh khong yéu, nhung ciing khong that
manh, chi dat trén mac trung binh mdt chut). Két
hop véi didu kién bén trong, bén ngoai clia cong

ty nay, cac chién lugc phii hop cho cong ty nay
la chién luwoc phat trién thi trudng, chién lugc
tham nhap thi truong, cac chién lugc tap trung va
chién lugc cit giam (cho nhitng bd phan kém
phat trién).

Thi trwong phdt trién nhanh

DA
CL phat trién thi truong

CL phat trién thi truong

<

CL tham nhap thi truong
CL tham nhap thi truong CL phat trién san phdm
CL phat trién san phim CL két hop
Vi CL két hop ngang CL da dang hoéa tap trung Vi
thé CL cét giam thé
canh > canh
tranh CL lién doanh, lién két CL lién doanh, lién két tranh
yeu CL da dang hoa chiéu ngang CL da dang héa chiéu ngang manh
CL da dang hoa tap trung CL da dang hoa tap trung
CL cat giam CL cat giam

()

@

Thi triong phdt trién chim
Hinh 4. Ma tran chién lwgc chinh

Nguon: Fred David, Strategic Management (concepts and cases), Pearson, 2013.

3.1.8. Két qua phdn tich ma tran hoach dinh
dinh heong cdc chién lwoc (QSPM)

Tir cac két qua phan tich rit ra trong giai doan
Kkét hop, ching ta da lya chon dugc cac chién luoc
duogc xem la phu hgp vdi nang luc bén trong cling
nhu cac co hoi, thach thic tir bén ngoai doanh
nghiép, gdm co: chién lugc khac biét hoa san
phém, chién luge phat trién thi truong, chién luge
tham thap thi trudong, chién lugc thi truong ngach,
chién luge dao tao nhén luc, chién luge huy dong
thém von, chién luoc cit giam, chién luge day
manh cong tic marketing, chién lugc chi phi thap.
Tuy nhién thong thuong cac DN chi chon mét sb
it trong s6 cac chién luoc dugc dua ra tir giai doan
két hop, bang cach phan tich ma train QSPM dé
chon ra nhitng chién luoc c6 mirc d6 hap dan cao
nhit. Cac chién luoc nao c6 kha ning thay thé s&
dugc dua vao mot nhém trong ma tran QSPM dé

loai bo chién lugc kém hép dan, wu tién chon ra
chién luoc hap din cao nhét.

Két qua phan tich nhém chién luge S - O

Nhom nay c6 hai chién luoc c6 kha ning thay
thé nhau 1a chién luoc phat trién thi truong va
chién Iugc tham nhép thi truong. Két qua phan
tich trong ma trin QSPM cho nhém chién lugc
nay cho thiy chién lugc phat trién thi trudong
dugc danh gia 12 183.17 diém, chién lugc thim
nhdp thi truong dwoc danh gia 1a 180.98 diém.
Nhu vay chién lugc phat trién thi truong c6 mirc
diém hap dan cao hon nén chung ta wu tién chon
chién lugc nay.

Két qua phéan tich ma trin QSPM cho cac
nhém gdm cac chién luge c6 kha ning thay thé
nhu sau:

Trang 142



TAP CHi PHAT TRIEN KH & CN, TAP 19, SO Q3 - 2016

Bing 5. Ma tran QSPM cho nhém chién Irge S - O

Cic chién lwgc c6 thé thay thé
Mic | CL phéttrién TT | CL thim nhap TT
Tén yéu tb pggn Mirc d6 d.Téng; Mic ds | . 1on8
loai | hap din 1e(r1r§1u£13p hap dan dlegérlllap
AS TAS AS TAS
1. Cac yéu td bén trong

Cong nghé 3.13 3.01 9.42 3.01 9.42
Thuong hiéu 3.21 3.84 12.33 3.67 11.78
Kha nang quan ly 2.59 3.56 9.22 3.53 9.14
Heé thdng cac kénh phan phi 2.71 3.46 9.38 3.76 10.19
Tai chinh 2.30 3.76 8.65 3.54 8.14
C6 luong khach hang truyén théng 3.06 3.22 9.85 3.12 9.55
Chat lwong san pham 3.34 3.66 12.22 3.54 11.82
Nhén sy 2.14 2.45 5.24 2.46 5.26
Congtic R & D 2.15 2.88 6.19 2.57 5.53
Chinh sach dao tao lao dong 2.32 2.53 5.87 2.64 6.12
Mtc d§ phan ung véi thi truong 2.34 2.28 5.34 2.39 5.59
2. Cac yéu té bén ngoai
Chat luong, trit lugng nudc nguyén liéu 3.82 3.28 12.53 3.26 12.45
Nhu cau thi trudng 3.14 3.43 10.77 3.25 10.21
Sy ung hd cta dia phwong va nha nudc 3.52 3.32 11.69 3.16 11.12
Co s6 ha ting 3.01 3.25 9.78 3.21 9.66
Thi truong lao dong 2.86 3.11 8.89 3.11 8.89
Anh huéng cua khing hoang kinh té thé gioi | 2.31 2.14 4.94 2.15 4.97
Anh huéng ctia méi trudng ty nhién 2.53 2.34 5.92 2.35 5.95
Su canh tranh cua cac dbi thu 2.02 2.56 5.17 2.58 5.21
:;;y ii}llrl]gvfagén phim cia nguoi tiéu ding 235 3.46 8.13 3.44 8.08
ssiffﬁfﬁi Ificé;nvfhg;lan tam cuia khach hang vé 237 254 6.02 2 55 6.04
Su xuét hién cta nhiéu d6i thu méi 2.02 2.78 5.62 2.89 5.84

Tong cong 183.17 180.98

Nguon: Két qua diéu tra chuyén gia va tinh toan cia tdc gia
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Tién hanh danh gia tuong ty cho cac chién
lugc trong cac nhom ST, WO, WT, két qua nhu
sau:

Nhom WO: Chién lugc dao tao nhan su:
182,25 diém, chién lugc huy dong thém vdn
193,56 diém, chién lugc thi truong ngach 194,43
diém. Vay trong nhom chién luoc nay uu tién
chon chién lugc thi truong ngach.

Nhém WT: Chién lugc huy dong thém von:
193,56 diém, chién luoc cat giam: 188,35 diém.
Vay ching t6i uvu tién chon chién lugc huy dong
thém von.

Nhém ST: Chién lugc ddy manh cong tac
marketing: 182,35 diém, chién luoc khac biét
hoa san pham: 184,76 diém, chién luoc chi phi
thip: 185,58 diém. Vay chung t6i wu tién chon
chién lugc chi phi thap.

Nhu vay sau khi str dung ma trén c6 kha nang
dinh Iuvgng QSPM, ching t6i da loai bdt cac
chién lugc kém hip din va chon ra dugc cac
chién luge c6 muc hip dan cao nhit 1a chién
lugc phat trién thi truong, chién lwoc chi phi
thép, chién luge huy dong thém vbn, chién luoc
thi truong ngach.

4. KET LUAN VA KIEN NGHI

4.1. Két luin

Bang viéc st dung khung phéan tich hinh
thanh chién lugc cia Fred R. David, trong giai
doan nhdp vao, ching t6i da phan tich va danh
gi4 kha toan dién vé niang lyc bén trong ciing nhu
kha niang ndm bét cAc co hdi va kha ning ddi phéd
v6i nhirng de doa tir bén ngoai cho Céng ty Co
phin nuéc khoang Khanh Hoa. Két hop nhiing
thong tin thu thap duoc trong giai doan nay dé
dua vao trong giai doan két hop va dwa ra mot sd
chién Iuge dwgc xem 1a phu hop cho cong ty,
cubi ciing cac chién luoc ndy duge dua vao ma
tran QSPM dé sang loc lai mot l4n nira va chon

ra dwoc bdn chién luge gdm chién luge phat trién
thi truong, chién luoc chi phi thép, chién lugc
huy dong thém vén, chién luge thi trudng ngach.
Pay 1a bon chién luge duge danh gia 1a co6 mirc
d6 hip din cao nhit trong sb cac chién lugc duge
hinh thanh tir giai doan két hop, d6 1a cac chién
lugc duge chung t6i xay dung cho Cong ty CH
phan nudc khoang Khanh Hoa.

4.2. KIEN NGHI

St dung khung phan tich hinh thanh chién
lugc ciia Fred R. David dé xay dung céac chién
lwgc cho doanh nghiép 1a mdt phuong phap xay
dung chién lugc truyén théng nhung ciing rat kha
thi, cho phép chung ta c¢6 thé phan tich va danh
gid doanh nghiép mot cach toan dién dé thiy
dugc nang luyc thuc sy cia doanh nghi¢p nay
cling nhu thiy dugc vi thé cua doanh nghiép
trong toan nganh, tir d6 c6 du co s& dé hinh
thanh nén cac chién lugc hop 1y cho doanh
nghi¢p. Tuy nhién, khi st dung phuong phap
nay, dé c6 dugc nhitng thong tin cho viéc 1ap ra
c4c ma tran va hinh thanh cac chién luoc, chung
ta phai s dung phuong phap chuyén gia. Két
qua ctua phuong phap nay thuong mang tinh chu
quan va anh huéng nhiéu boi tim hiéu biét cua
cac chuyén gia. Vi thé, dé két qua danh gia duoc
khach quan, cac chuyén gia dwoc chon phai co sb
lwong 16n va trén pham vi rong, bao gdm ca cac
chuyén gia phan tich va cac chuyén gia danh gia
trong nganh va lam viéc mot cach doc lap. Trong
nghién ciru nay, chuyén gia chi yéu duogc ly tir
Cong ty C6 phan nude khoang Khanh Hoa vi vay
thong tin thu thap dwoc con co6 phan han ché.
Nghién ctru tiép theo cin m¢ rong dbi tuong
khiao sat va danh gia, két hop phuong phap
chuyén gia, phuong phap diéu tra khio sat tir
phia khach hang, nha cung cip dé c6 nhing cai
nhin that sy khach quan trong viéc dua ra quyét
dinh chién luoc.
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Building business strategy for Khanh Hoa
Mineral Water Joint Stock Company

e Le Thi Xoan

Ho Chi Minh University for Natural resouces and Environment - Email: xoangtkd@gmail.com

ABSTRACT

This study presents the process of building
business strategy for enterprises with specific
tasks that need to be performed in each stage.
The process is subsequently applied to build
business strategy for Khanh Hoa Mineral Water
Joint Stock Company. There are many methods
employed to design business strategy. In this

Keywords: strategy, processes, matrix.
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