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ABSTRACT

The research is focused on analyzing the business situation of Minh Phu
Hau Giang Seafood Joint Stock Company from 2013 to 2015. It first was
an analysis of the company’s inside and outside environments in order to
find out its strengths (S) and weaknesses (W) and to identify opportunities
(O) and threats (T) affecting its business operations. The primary and
secondary data together with the analytical method of SWOTwere used to
form strategic groups SO, ST, WO, and WT. Through the quantitative
strategic planning matrix (QSPM), some strategies toward 2020 were
formulated for Minh Phu Hau Giang to reach the aims of expansion,
development and becoming proactive in the market with increasingly
severe competitions.

TOM TAT

Noi dung nghién ciru tdp trung phdn tich thuc trang hoat dong kinh doanh
ciia Cong ty C6 phan Thuy san Minh Phi Hau Giang tiw nam 2013 dén
2015. Trén co s do, dé tai tap trung phén tich méi triwong bén trong, bén
ngodi cong ty tim ra nhing diém manh, diém yéu bén trong céng ty va xdc
dinh cdc co hgi, thach thirc tac dong dén hoat dong kinh doanh cua cong
ty. Tir cdc s6 liéu so cdp va thi cap két hop véi kj thudt phén tich diém
manh, diém yéu, co héi va thach thirc (SWOT) dé hinh thanh cdc nhém
chién luge SO, ST, WO, WT. Thong qua ma trdn hoach dinh chién luge cé
thé dinh lwong (OSPM) dd hinh thanh nhitng chién lwoc can thic hién cho
Minh Phii Hau Giang dén nam 2020, nham muc dich mé rong, phdt trién
va tao thé chii déng trén thi truong ngay cang canh tranh khoc liét nh
hién nay.

Trich din: Lé Bao Toan va Bui Van Trinh, 2016. Van dung ma tran SWOT va QSPM dé xay dung va lua
chon chién lugc kinh doanh: Truong hop chién lugc kinh doanh dén nam 2020 cho cong ty co
phan thily san Minh Pha Hau Giang. Tap chi Khoa hoc Truong Pai hoc Can Tho. 46d: 40-50.

1 GIOI THIEU

sau rong hon vao hai nén kinh t& 16n nhét thé gisi
la Hoa Ky va Nhat Ban. Gia nhap TPP s€ mo ra co

Trong qua trinh hdi nhap va phat trién, dic biét
1a Hiép dinh Pdi tac Kinh té chién luoc xuyén Thai
Binh Duong (TPP) ¢6 hiéu lyc, Viét Nam c6 nhiéu
co hdi va thuan loi trong viéc mo rong thi truong
xudt khdu nong san, thiy san, c6 co hoi tiép can
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hoéi thu hat dau tu, hop tac vai cac nuede nham hién
dai hoa san xuat, nang cao chat lugng san pham.

Hién nay, thué nhap khﬁu ¢ thi truong My dang
0 mirc trung binh 0,3% d6i véi thiy san song, 4,7%
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cho thuy san di qua ché bién. Tai thi truong Nhat
Ban, mic di Viét Nam di ky két FTA nhung thué
sudt van ¢ muc cao (trung binh khoang 3,5% véi
thity san séng va 7,3% véi thuy san ché bién). TPP
s& cho phép nganh thury san Viét Nam tiép can thué
quan uvu dai 0%, dic biét My va Nhat Ban 1a hai thi
truong xuat khau chu Iyc chiém khoang 36% tong
kim ngach xuét khau ctia nganh thuy san Viét Nam
va chiém 56% tong kim ngach xuat khiu thuy san
ciia Cong ty C phan Thuy san Minh Phu Hau
Giang nam 2015. Nhu vay, thuy san Viét Nam s&
c6 loi vé thué sudt. Cac nu6c thanh vién TPP sé
duogc giam 90% cac loai thué xuit nhap khau hang
hoa va cit giam bang 0% nim 2018 (Trdn Vin
Phu, 2016). Day la tin hiéu tich cuc cho cac doanh
nghiép xuat khau thity san.

Dbi véi cac doanh nghiép thity san xuat khau sir
dung nguyén liéu nhap khau tir cic nudc TPP s&
han ché hoic khong ndp thué nhép khau, khong
phai 1am thu tuc hoan thué, diy ciing c6 thé xem 1a
moét loi ich cho doanh nghiép. Ngoai ra, con tao
diéu kién thuan loi cho khu vuc san xuit nguyén
lidu trong nuéc phat trién nhd nhap khau thic in
chan nudi, nguyén lidu vat tu, trang thiét bi may
moc gid ré hon tir cac nude thanh vién TPP, ting

co hdi nang cao chat luong san pham, cai tién
chudi san xuat cac mat hang thuy san.

Vé nhap khau, cac loai thué quan ap dung cho
thity san nhap khau vao Viét Nam tir cic quc gia
TPP phan 16n s€ bi loai bo. Hién tai, Viét Nam
dang ap dung thué suét thué nhap khau trung binh
1a 15% vdi thily san séng va 30% vdi thily san ché
bién. Viéc thiy san nhap khiu tir cic nudc TPP
vao Viét Nam khong con phai chiu muc thué nay
s€ tao ra ap luc canh tranh 16n dbi vé6i cac doanh
nghiép thuy san ndi dia trudc hang hoa nhap khéu.

Cac rao can ky thudt thuvong mai, kiém tra du
luong khang sinh, cac doi hoi vé nhan hiéu hang
hoa, truy xuat ngudn gbc, trach nhiém xa hoi, cac
quy tic xudt xtr cua hang hoéa... ciia cac nudc thanh
vién TPP s& duoc kiém soat chit ché hon. Cac
thach thire lién quan dén van dé trach nhiém xa hoi
va méi truong lién quan truc tiép dén cac hoat
ddng san xudt kinh doanh thay san, cac thach thic
lién quan dén van dé bao ho ban quyén s& c6 rii ro
rat 16n déi véi cac co s& san xuét kinh doanh thuy
san sit dung cong nghé, st dung phin mém may
tinh khong rd ngudn gbc, hoic khong cé ban
quyén... Vi vdy, hang thuy san cua Viét Nam s€ bi
han ché rat nhiéu khi tiép can thi trudng cac nude
thanh vién TPP (VASEP, 2016).
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Muc tiéu cta bai viét nhim van dung ma tran
c6 thé dinh lugng QSPM dé ¢o can ctr Iva chon
chién luge kinh doanh cho Céng ty C6 phan Thiy
san Minh Pha Hau Giang dén nam 2020. Véi xu
hudng hdi nhap nhu hién nay, cong ty dang ding
trude nhitng co hoi to 16n nhung dong thoi ciing
phai d6i mit v6i nhimg thach thirc moi. Vi thé, dé
ton tai va phat trién, cong ty can phai co nhiing
chién lugc kinh doanh ding din, xdy dung va to
chtre thue hién dugc cac chién luge phu hop nhim
gianh dugc céc loi thé canh tranh dé dam bao cho
viéc phat trién lién tuc, bén vimg. Do do, viéc van
dung phan tich SWOT va QSPM dé xay dung va
lwa chon chién Iugce kinh doanh cho Céng ty Ch
phan Thuy san Minh Phit Hau Giang dén nim 2020
1a cén thiét.

2 PHUONG PHAP NGHIEN CUU

2.1 Quy trinh hoach dinh mjt chién lwoc
kinh doanh

Theo Nguyén Thi Lién Diép va Pham Vin Nam
(2010), Quy trinh lya chon chién luge gdbm bén
budc 1a: (1) nhan biét chién lugc hién thoi cua
cong ty, (2) tién hanh phan tich danh myc vén dau
tu, (3) lva chon chién lugc cong ty va (4) danh gia
cac chién luoc da lya chon. Viée phén tich cac yéu
t6 chu quan va khach quan 1a can thiét trong sudt
qua trinh noi trén.

Theo Lé Nguyén Poan Khéi (2015), “Hoach
dinh chién lugc” 1a qua trinh chu thé doanh nghiép
su dung cdc phuong phap, cac cong cu, cac ky
thut thich hop nhim xé4c dinh chién luoc doanh
nghiép va tirng bo phén cua doanh nghiép trong
thoi ky chién lugc.

Theo Poan Thi H6ng Van va Kim Ngoc Dat
(2011), Quan tri chién luoc 1a mot khoa hoc, déng
thoi 1a mot nghé thuat vé hoach dinh, t6 chirc thyuc
hién va danh gia cac chién luge. Hodc quan tri
chién lugc 1a qué trinh hoach dinh/ xay dung thuc
hién va danh gia chién luoc.

Nhimng cong cu hay ky thuat dé hoach dinh
chién lugc kinh doanh s& duge hop nhét thanh mot
quy trinh hoach dinh chién luoc kinh doanh. Quy
trinh hoach dinh chién lugc kinh doanh gé)m 3 giai
doan: giai doan nhap vao, giai doan Kkét hop va giai
doan quyét dinh.

Cac cong cu dugc trinh bay trong mo hinh bén
dudi ¢ thé ing dung duoc cho tt ca cac to chirc
v6i qui mo va loai hinh khac nhau, va c6 thé giup
cho cac chién luge gia xac dinh, danh gia va lya
chon chién luoc.
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Bang 1: M6 hinh phén tich xdy dung chién lwgc
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GIAI POAN 1: GIAI POAN PAU VAO

o Ma tran
yéu to bén ngoai (EFE)

Ma tran
hinh anh canh tranh (CPM)

o Ma tran
yéu to bén trong (IFE)

GIAI POAN 2: GIAI POAN KET HOP

Ma trén diém manh, Ma tran vi thé chién Ma tran Tap Ma tran yéu tbbén  Ma tran chién
diém yeéu, co hoi, lugc va danh gia doan tu van trong — bén ngoai Iuoc chinh
thach thirc (SWOT) hoat dong (SPACE) Boston (BCG) (IE) (GS)

GIAI DOAN 3: GIAI DPOAN QUYET PINH
Ma trén hoach dinh chién lugc trén co s& dinh lwong (QSPM)

Nguén: Fred R. David, Qudn tri chién lwoc Khdi lugn va cdc tinh hudng, tr.196

2.2 Phuwong phap thu thép s6 liéu

S6 liéu thir cép dugc thu thap thong qua cac
béo céo tai chinh cua Cong ty nhu: Bang can dbi ké
toan, bao céo két qua hoat dong kinh doanh, va cac
b4o cdo khac trong 3 nam (giai doan 2013 dén
2015). Ngoai ra, sd liéu thir cap con dugce thu thap
tir bao céo xuat khau thuy san Viét Nam nim 2015
ctia Hiép hoi Ché bién va Xuét khau Thuy san Viét
Nam.

S lidu so cap dugc thu thap tir viéc khao sat y
kién cua 17 chuyén gia. Chuyén gia dugc Iya chon
dua trén ti€u chi 1a nhitng can b 1anh dao c6 kinh
nghiém lam vié€c 1au ndm tai cong ty va cac cong ty
trong nganh thuy san, hodc cac chuyén gia ngoai
nganh thity san nhung c6 hiéu biét nhiéu vé cong ty
va linh vuc cong ty dang kinh doanh nhu ngan
hang, kiém toan.

Viée tiép can véi cac chuyén gia thong qua
hinh thirc 13 bang phong van két hop véi thao luan
tryc tiép cung cac chuyén gia tai cong ty va trao
d6i qua email hodc dién thoai voi cac chuyén gia
khéc. Ngoai ra, tac gia bai viét con tham khao cac

tai liéu cua Tap chi Nghién ciru kinh té va Phat
trién kinh t€ v€ viéc van dung ma trgfm QSPM va
hoach dinh chién lugc kinh doanh dé lam can cur
cho viéc thyc hién bai viét nay.

2.3 Phwong phép phan tich s6 liéu

Str dung cac ma tran danh gia cac yéu t6 bén
trong (IFE), ma tran danh gia cac yéu t6 bén ngoai
(EFE) d phén tich méi trudong kinh doanh cua
cong ty két hop vé6i cong cu phan tich ma tran diém
manh - diém yéu, co héi - thach thirc (SWOT), va
ma tran hoach dinh chién Iugc c6 thé dinh luong
(QSPM) dé tir 6 xdy dung cac chién luoc, lwa
chon chién lwoc mot cach phu hop.

3 KET QUA VA THAO LUAN

DPé c6 mot cach nhin khai quat vé hoat dong
cua cong ty. Dya vao so liéu thir cap thu thap duoc,
tac gia tong hop mot s6 thong tin chung v€ tai san,
ngudn von, san luong, doanh s6 va loi nhuan gop
cia Cong ty C6 phan Thuy san Minh Phu Hau
Giang trong giai doan tir nam 2013 dén nam 2015
nhu bang bén dudi.

Bang 2: Mot s6 thong tin chung ciia Cong ty C6 phan Thity san Minh Phii Hiu Giang

Chi tiéu vt 2015 2014 2013
Tai san ngan han tridu dong 2,121,494 3,254,101 1,961,253
Tai san dai han tridu dong 1,082,576 1,017,552 1,044,295
Téng cong tai san tri¢u dong 3,204,070 4,271,654 3,005,547
No phai tra triéu déng 2,165,572 3,076,708 1,819,450
Vén chi s6 hiru_ tridu dong 1,038,498 1,194,946 1,186,097
Tong cong nguon von triéu dﬁng 3,204,070 4,271,654 3,005,547
San lugng san xuét tAn 20,341 23,706 15,346
San luong xuit khau tan 17,704 16,127 9,478
Kim ngach xuit khau triéu USD 193.8 230.3 126.6
Doanh thu thudn triéu dong 6,214,310 8,063,477 5,303,087
Loi nhuén gop triéu dong 119,432 739,947 386,791

Nguén: Tac gia tong hop, 2016.
3.1 Co so dé phat trién ma tran SWOT

Qua phan tich thyuc trang tinh hinh hoat déng
kinh doanh cua cong ty tir nam 2013 dén 2015. Keét
hop vai phéan tich méi trudng ndi bo vé tinh trang
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hoat dong cua cac bo phan chic nang, qua trinh
phan tich n6i by da cho thdy nhitng diém manh va
cac dlem yéu trong céc linh vyc hoat dong quan tri,
ngudn nhan Iyc, tiép thi, tai chinh, san xuat, nghién
clru va phat trién, quan ly chit luong, thong tin va
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van hoa doanh nghiép. Tiép theo 1a phan tich moi
truong bén ngoai bao gdm viéc phan tich moi
treong vi md, moi truong vi mo, va cac anh hudng
tac dong ciia moi truong nay dén chién luge kinh
doanh cta Cong ty C6 phan Thuy san Minh Pha
Héau Giang.

Két qua ciia qua trinh phén tich, két hop véi
trao doi va thao luan véi cac chuyén gia, da xac
dinh 7 diém manh va 9 diém yéu cong ty dang co,
dé 1am co s¢ xdy dung ma tran danh gia cac yéu tb
bén trong (IFE). Cac diém manh chu yeu 1a hién tai
cong ty dang tan dung ngudn tai chinh, linh dao co
ning lyc va kha ning chu dong vé ngudn nguyén
liéu dé mo rong quy mo san XUét. Bén canh do,
cong ty cuing c6 mét s6 nhirg diém yeu nhu: Hé
théng phan ph01 nudc ngodi con yéu, hé thong
thong tin, hé thong kiém soat ndi bo chua chit chg,
hoat dong nghién ciru ciing chua cao... can dugc
quan tam khac phuyc trong thoi gian t6i.
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Sau day la nhitng co hoi va thach thirc ma cong
ty c6 thé tan dung hodc ddi mat dé lam co sé xay
dung ma tran danh gia cac yéu t6 bén ngoai (EFE)
nhu: Tiém ning ciia cac thi truong xuit khau con
16n, hoi nhép kinh té ngdy cang dugc mo rong va
chinh trj 6n dinh, kinh té ting truong hodc céc rao
can thuong mai ngdy cang_ nhiéu, ngay cang khat
khe; canh tranh gay gat vé gia trong xuat khau;
ngudn nguyén liéu chwa 6n dinh hay ap lyc tir phia
khach hang trong viéc giam gid, nang cao chat
luong san pham. Cac yeu t6 dAu vao nay lam co s&
cho viéc xay dung chién lugc & giai doan két hop
cu thé 12 ma tran SWOT.

3.2 Ma tran SWOT

Thong qua viéc phan tich cac yéu té bén trong,
bén ngoai va cac anh hudng ciia mdi trudng vi mo,
moi truong vi md, két hop véi cic y kién cua
chuyén gia, tac gia xay dyng ma tran SWOT cho
Cong ty C6 phan Thuy san Minh Phii Hau Giang
nhu sau:

Bang 3: Bang phan tich SWOT ciia Cong ty C6 phan Thity san Minh Phii Hiu Giang

Cic diém manh (S)

Cic diém yéu (W)

1. Hoat dong marketing can
duoc chu trong hon nita

2. Hé théng chudi cung tmg chua

1.
2.
3.

swoT

(o)}

Kha ning tai chinh t6t

Lanh dao c6 nang lyc, kinh nghiém

Kha nang chu dong vé ngudn nguyén
liéu

. Doi ngii lao dong co tay nghé
. Chat luong san pham d4p g tot

nhu cau

. M4y moc thiét bi san xuét tién tién
. Chinh séach gia ca thich hop, c6 tinh

canh tranh cao

hoan chinh

3. H¢ théng kho bai chua day du

4. H¢ thong thong tin con mot sd
diém yéu

5. Cong suat san xudt chua sir

dung hét

6. Quan tri chat lugng san phém
can duoc cai tién hon nira

7. Hé thong kiém soat ndi bo
can phat huy hon nira

8. Nghién ctru va phat trién san
phim méi chua di manh

9. Kénh phén phdi con han ché

Cac co hdi (0)

1. Nha nudc c6 chinh sach
khuyén khich

2. Chinh trj 6n dinh, kinh
té ting trudng

3. Hoi nhép kinh té ngay
cang dugc mé rong

4. Tiém ning cua cac thi
trudng xuét khau con
16n

5. Khoa hoc cong nghé
ngdy cang phat trién

Chién lugc S-O
- Kéthop S1, 2, 84, 85, 87, 01, 03,

04 hinh thanh Chién lwgc thim
nhdp thi trwong. Thong qua viéc
tang nang suat, a"cfy manh hogt dong
Makerting dé ning cao thi phan.

- Két hop S1, S2, S4, S5, S6, S7, 02,

03, O5 hinh thanh Chién lwgc phit
trién sin pham Tang cuong nghién
ciu va phat trién nham cdi tién
nhitng san pham hién tai va tao ra
nhitng san pham méi dap vmg nhu
cdu.

Chién lwgc W-O

-Kéthop W1, W2, W3, W9, Ol,
02 03, 04 hinh thanh Chién
lwoc ting trwéng bang con
dwong lién két doc. Kiém soat
nguon nguyén liéu chit ché
hoan thién chudi cung vmg.

- Két hop W2, W3, W5, W9, Ol,
02, 04 hinh thanh Chién lwoc
ting trwéng tip trung. Nham
cdi thién nhitng san pham va
thi truong hién c6 ma khong
thay doi yéu té nao.

43



Tap chi Khoa hoc Truong Dai hoc Can Tho

Cac thach thie (T)

1. Ngudn nguyén liéu
chua 6n dinh

2. Canh tranh gay gat vé
gi4 trong xuét khau

3. Céac rao can thuong mai
ngdy cang nhiéu, ngay
cang khat khe

4. Ap lyc tir phia khach
hang trong viéc gidm
gi4, nang cao chat
lwong san pham

5. Nhiéu déi thu canh
tranh mai gia nhap
nganh

6. Strc ép tir san pham
thay thé

Chién lrgc S-T

co.

cdu gia tang.

-Kéthop S1, S2, S4, S5, S7, T2, T4,
T5 hinh thanh Chién lwec phit trién
thi trwong. Gia nhdp nhiing thi
trieong méi véi nhitng san pham hién

- Két hop S1, S2, S4, S5, S6, T2, T4,
T5, T6 hinh thanh Chién lwgc phdt
trién sin pham Tang cuong nghién
ciu va phdt trién nham cdi tién
nhitng san pham hién tai va tao ra
nhitng san phdm méi déap vmg nhu
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Chién lrgec W-T

-Kéthop W1, W9, T5 hinh
thanh Chién lwgc hdi nhip vé
phia truwoc. Mo rong mang
lwe6i phin phoi san pham.

-Két hop W1, W2, W3, W4,
W5, W6, W7, W8, W9, T1,
T2,T4, TS hinh thanh Chién
lwoc tdi cdu tric cong ty. La
chién heoc phong thi nham
giam di nhitng diém yéu bén
trong thich nghi voi nhitng
thach thiec tir bén ngoai.

Nguon: Tdc gid tong hop tiv y kién chuyén gia, 2016

Hinh thanh chién lwgc tir ma trin SWOT

— Nhom chién lwoc SO: St dung cac diém
manh bén trong cong ty nhu ngudn tai chinh tdt,
linh dao c6 ning luc va kinh nghiém nhiéu ndm
trong nganh thuy san va kha nang chu dong vé
nguoén tom nguyén liéu, va tan dung loi thé cua cac
co hoi bén ngoai nhu tiém ning cua cac thi trudng
xuat khau con lén ddc biét la thi truong My va
Nhat, hoi nhap kinh té ngay cang dugc md rong.
Hinh thanh nén Chién lugc thim nhdp thi truong
va Chién lugc phat trién san pham.

— Nhém chién lwoc ST: Str dung nhitng thé
manh cta cong ty dé ngan chan hodc giam thiéu tac
dong cua nhiing thach thirc bén ngoai nhu: cac rao
can thuong mai ngay cang nhiéu nhu: Kiém tra du
luong khang sinh, cac d()1 héi vé nhdn hiéu hang
hoa, truy xuat nguon goc trach nhiém xa hoi, va
canh tranh gay gat vé gia trong xudt khau. Hinh
thanh nén Chién lugc phat trién thi truong va
Chién lugc phat trién san pham.

— Nhém chién lwgc WO: Nhim cai thién
nhitng diém yéu bén trong nhu: Hé thong phan
phdi nude ngoai con yéu, hé théng thong tin, hé
théng kiém soat ndi bo chua chit chg, hoat dong
nghién ctru ciing chua cao bing cach tan dung
nhitng co hoi bén ngoai. Hinh thanh nén Chién
luge tang truong bang con dudng lién két doc
nhim kiém soat toan bd qua trinh tr cung cap
nguyén liéu dén san xuit va cung cip san phim
cho thi truong va Chién luoc ting truong tap trung.

— Nhém chién lwoc WT: La chién luoc phong
thi theo huéng giam diém yéu bén trong va tranh
cac nguy co bén ngoai. Hinh thanh nén Chién luoc
hoi nhap vé phia trude va Chién luoc tai cu tric
cong ty.
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Theo Lé Nguyén Poan Khéi (2015), Cong ty
can lua chon cac chién luoc phu hop véi sy tang
truong va phét trién dai han ciia Cong ty. Chién
lugc cip cong ty thuong chi trong dén cac chién
lugc ting truong nhu: chién lugc phat trién san
pham, chién lugc phat trién thi truong, va cac chién
lwoc san xuat san pham. T d6, hinh thanh nén cac
ké hoach hanh dong & cac bd phan chiic nang cla
cong ty.

3.3 Co s6 hinh thanh ma tran hoach dinh
chién lwgc ¢6 thé dinh lwgng

Pé lua chon céc chién lugc kha thi co thé thay
thé, ta su dung ma tran hoach dinh chién luge ¢o
thé dinh lugng (QSPM). K¥ thuat khach quan nay
chi ra nhimg phuong an chién lugc tot nhit. Ma
tran QSPM str dung thong tin dau vao tir phan tich
¢ giai doan 1 bao gém cac ma tran IFE, EFE va ma
tran CPM, dugc két hop véi ma tran SWOT ¢ giai
doan 2. T4t ca cung cép thong tin can thiét cho viéc
xay dung ma tran QSPM (giai doan 3). Ma tran
QSPM la mét cong cu cho phép céac chién luge gia
danh gia cac phuong 4n chién lugc thay thé mot
cach khach quan dya trén cac yéu té thanh cong
quan trong tor bén trong va bén ngoai dugc xac
dinh trude d6. Gibng nhu cac cong cu phan tich
xdy dung chién luoc khéc, QSPM doi hoi phan
doan truc quan tot.

3.4 Ma tran hoach dinh chién lwgc c6 thé
dinh luwgng

Trén co s cac chién luoc duge hinh thanh tir
ma tran SWOT theo tirng nhom SO, ST, WO, WT.

Két hop thao luén véi cac chuyén gia dé cho
diém hép dan (AS). Téng diém hip dan (TAS)
dugc xac dinh 1a két qua cua nhan trong sb véi
diém hap din (AS) ¢ ting hang. Téng diém hap
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dan chi ra trong quan hap dan cua timg phuong én ke. ’T(;)ng diém hap ’da:mNcélng cao thi phuong an
chién lugc, chi xem xeét anh huong cua yeu t6 chién lugc d6 cang hap dan.
thanh cong chi yéu bén trong hodc bén ngoai lién 341 Nhém chién liroc SO

Bang 4: Ma tran QSPM ciia Cong ty C6 phin Thity san Minh Phiit Hau Giang. Nhém chién lrgc SO
Céc phwong 4n chién lwoc
Tham nhip Phat trién
thi truong san pham
Trong so AS TAS AS TAS

Cic yéu té quan trong

Pi€ém manh

1 Kha néng tai chinh tot 0.10 4 040 3 030
2 Lanh dao c6 nang lyc, kinh nghiém 0.09 4 036 3 027
3 Kha nang chii dong vé nguon nguyén li¢u 0.09 3 0.27 2 0.18
4 Poi ngii lao dong cb tay nghé 0.08 3 0.24 4 032
5 Chat luong san phim dap tmg t5t nhu ciu 008 3 024 4 032
6 May moc thiét bi san xuat tién tién 006 3 0.18 4 0.24
7 Chinh sach gia ca thich hop, c6 tinh canh tranh cao 0.06 4 024 3 0.18
Piém yéu
8 Hoat dong marketing can dugc chu trong hon nira 0.05 2 0.10 3 0.15
9 He¢ théng chudi cung Umg hoan chinh 0.06 3 0.18 4 0.24
10 He¢ thong kho bai day du va thuén tién 0.07 3 0.21 2 0.14
11 He¢ thong thong tin con mot s6 diém yéu 0.04 3 0.12 2 0.08
12 Cong suat san xuat chua sir dung hét 0.05 3 0.15 4 020
13 Quan tri chét luong san pham can duoc cai tién hon nita 0.05 3 0.15 4 0.0
14 Heé thong kiém soat ndi bd can phat huy hon nita 004 2 008 3 012
15 Nghién ciru va phat trién san phim méi chua du manh 0.04 3 0.12 4 0.16
16 Kénh phan phdi con han ché 004 3 012 4 0.6
Co héi
1 Nha nudc c6 chinh sach khuyén khich 0.07 3 0.21 2 0.14
2 Chinh trj 6n dinh, kinh té ting truéng 008 3 024 2 0.6
3 Hoi nhap kinh té ngay cang duoc mé rong 0.09 3 0.27 2 0.18
4 Tiém nang cua thi truong xuat khau con 16n 009 3 027 2 0.8
5 Khoa hoc cong nghé ngay cang phat trién 0.07 3 0.21 4 0.28
Thach thirc
6 Nguon nguyén liéu chua 6 6n dinh 0.11 4 044 3 033
7 Canh tranh gay git vé gia trong xuit khiu 0.12 4 048 3 036
8 Cac rao can thwong mai ngdy cang nhiéu, ngay cang khat khe 014 3 042 2 028
9 Hé théng véan ban phap 1y chung vé nganh thuy san chua on dinh 008 2 0.16 1 0.08
10 Ap luc tir phia khach hang trong viéc giam gia, nang cao chit
luong san pham 0.06 2 0.12 3 0.18
11 Nhiéu dbi thii canh tranh méi gia nhap nganh 0.05 3 0.15 2 0.10
12 Stic ép tir san pham thay thé 0.04 2 0.08 3 0.12
Cong 1.00 6.21 5.65

Nguon: Tdc gid tong hop tiv y kién chuyén gia, 2016
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3.4.2 Nhém chién leoc WO
Bing 5: Ma tran QSPM ciia Cong ty Co phin Thiiy sin Minh Phii Hiu Giang. Nhém chién lwrgc WO
Cic phwong an chién ligc
_Tang truéng Téang truéng
bang lién ket doc tap trung
Trongsdé AS TAS  AS TAS

Cic yéu td quan trong

Pi€ém manh

1 Kha ning tai chinh t5t 0.10 4 040 3 030
2 Lanh dao c6 nang lyc, kinh nghiém 0.09 4 036 3 027
3 Khanang chu dong vé nguon nguyén liéu 0.09 4 036 3 027
4 Doi ngii lao dong co tay nghé 0.08 3 024 4 032
5 Chat luong san pham dap ung tot nhu cu 0.08 3 024 4 032
6 May moc thiét bi san xuat tién tién 0.06 4 024 3 0.18
7  Chinh sach gia ca thich hop, cé tinh canh tranh cao 0.06 4 024 3  0.18
Piém yéu
8  Hoat dong marketing can duogc chu trong hon nita 0.05 3 0.15 4 0.20
9  Hé thong chudi cung tmg hoan chinh 0.06 4 024 3 0.18
10 Hé thong kho béi day du va thuan tién 007 4 028 3021
11 Hé thdng thong tin con mot sd diém yéu 004 2 0.8 1 0.04
12 Cong suét san xudt chua sir dung hét 0.05 4 0.20 3 015
13 Quan tri chat lugng san pham can dugc cai tién hon nita 0.05 3 015 2 0.10
14  Hg thong kiém soat noi b can phat huy hon nita 004 2 008 1 0.04
15 Nghién ctru va phat trién san pham méi chwa dii manh 004 2 008 1 0.04
16  Kénh phan phéi con han ché 004 4 0.16 3012
Co hoi
1 Nha nudc co chinh sach khuyén khich 0.07 4 028 2 0.14
2 Chinh tri 6n dinh, kinh té ting truéng 0.08 4 032 2 0.16
3 Hoi nhap kinh té ngay cang duoc mo rong 0.09 3027 2 0.18
4 Tiém nang cia thi trudng xuat khau con 16n 009 4 036 3027
5 Khoa hoc cong nghé ngay cang phit trién 0.07 4 0.28 3 021
Théch thirc
6  Nguon nguyén liéu chua 6 6n dinh 0.11 3 033 2 022
7  Canh tranh gay git vé gia trong xuét khiu 0.12 3 036 3 036
3 Céc rao can thwong mai ngay cang nhiéu, ngy cang khat
khe 0.14 3 042 2 028
9 Hé thong van ban phép 1y chung vé nganh thily san chua
on dinh 0.08 2 016 1 0.08
10 Ap luc tur phia khach hang trong viéc giam gia, nang cao
chat lwong san pham 0.06 2 0.12 3 0.18
11 Nhiéu dbi thii canh tranh méi gia nhap nganh 0.05 3 015 2 0.10
12 St ép tir san phim thay thé 004 3 0.2 2 0.08
Cong 1.00 6.67 5.18

Nguon: Tdc gida tong hop tir y kién chuyén gia, 2016
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3.4.3 Nhém chién lwpc ST
Biang 6: Ma tran QSPM ciia Cong ty Co phin Thiiy san Minh Phii Hiu Giang. Nhém chién hrgc ST
Cic phuong 4n chién hrgc
Phat trién Phat trién
thi truong san pham
Trongsd6 AS TAS AS TAS

Cic yéu t6 quan trong

Piém manh

1 Kha nang tai chinh tot 0.10 4 040 3 030
2 Lanh dao c6 nang lyc, kinh nghiém 0.09 4 036 3027
3 Kha ning chu dong vé nguon nguyén li¢u 0.09 4 036 2 0.18
4 Doingii lao dong co tay nghé 0.08 3 024 4 032
5 Chét luong san phdm dap ung tot nhu cu 0.08 3 024 4 032
6  May moc thiét bi san xuét tién tién 0.06 3 0.18 4 024
7  Chinh sach gié ca thich hop, co tinh canh tranh cao 0.06 4 024 3  0.18
Piém yéu
8  Hoat dong marketing can duoc chu trong hon nita 0.05 3 0.15 3 0.15
9  Hé théng chudi cung tng hoan chinh 0.06 4 024 4 0.24
10  Hé thong kho bai dy du va thuén tién 0.07 2 014 2 0.4
11 Hé thdng thong tin con mot s6 diém yéu 004 2 008 2 008
12 Cong suit san xuét chua sir dung hét 005 4 020 4 020
13 Quan tri chit lvgng san phim cén dwoc cai tién hon nira 0.05 4 020 4 020
14 Hé thdng kiém soat ndi bd can phat huy hon nira 0.04 1 004 3 012
15 Nghién ctru va phat trién san phim méi chura da manh 0.04 2 0.08 4 0.16
16  Kénh phan phdi con han ché 004 3 012 4 0.16
Co héi
1 Nha nudc co chinh sach khuyén khich 0.07 4 028 2 0.14
2 Chinh tri 6n dinh, kinh té ting truéng 0.08 4 032 2 016
3 Hoi nhép kinh té ngay cang dugc mé rong 0.09 4 036 2 0.18
4  Tiém ning cua thi truong xudt khau con 16n 009 4 036 2 0.8
5 Khoa hoc cong nghé ngiy cang phat trién 0.07 4 028 4 028
Théch thirc
6  Nguon nguyén liéu chua 6 6n dinh 0.11 3 033 3 033
7  Canh tranh gay git vé gi4 trong xuét khau 0.12 4 048 3 036
] 1((3}?2 rdo can thuong mai ngdy cang nhiéu, ngay cang khit 0.14 1 0.14 2 008
9 Hé thong van ban phép 1y chung vé& nganh thiy san chwa 0.08 > 016 1 008
on dinh
10 Ap luc tir phia khach hang trong viéc giam gia, nang cao 0.06 > 012 3 018
chat luong san pham
11 Nhiéu ddi thu canh tranh méi gia nhap nganh 0.05 3 015 2 0.10
12 St ép tir san pham thay thé 004 2 008 3 012
Cong 1.00 6.33 5.65

Nguon: Tdc gid tong hop tiv y kién chuyén gia, 2016
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3.4.4 Nhoém chién lwoc WT
Biang 7: Ma tran QSPM ciia Cong ty Co phan Thiiy san Minh Phii Hiu Giang. Nhém chién hrge WT
Cic phuong 4n chién lrgc
_Hoi nhap Tai cau truc
ve phia trudéc Cong ty
Trongsdé AS TAS AS TAS

Cic yéu t6 quan trong

Pi€ém manh

1 Kha nang tai chinh t6t 0.10 2020 3 0.30
2 Lanh dao c6 nang lyc, kinh nghiém 0.09 2 0.18 3 027
3 Kha nang chu dong vé& ngudn nguyén liéu 0.09 3027 3027
4 Pai ngil lao dong co tay nghé 0.08 2 0.16 3 024
5 Chét lugng san pham dap ung t6t nhu cau 0.08 2 0.16 3024
6 May moc thiét bi san xuat tién tién 0.06 2012 3 0.18
7  Chinh sach gia ca thich hop, co tinh canh tranh cao 0.06 1 0.06 3 0.18
Piém yéu
8 Hoat dong marketing can duoc cha trong hon nira 0.05 2 0.10 2 0.10
9  Hé thong chudi cung tmg hoan chinh 0.06 1 0.06 2 0.12
10 Hg thong kho bdi day du va thuan tién 0.07 2 0.14 3021
11 Hé thong thong tin con mot s diém yéu 0.04 1 004 2 0.08
12 Cong suét san xut chua sir dung hét 0.05 2 0.10 3 0.5
13 Quan tri chat lugng san pham can dugc cai tién hon nita 0.05 2 0.10 3 0.5
14 Heé thong kiém soat ndi bd can phat huy hon nita 0.04 1 0.04 2 0.08
15 Nghién ctru va phat trién san phim méi chura da manh 0.04 2 0.08 3 0.12
16 Kénh phan phdi con han ché 0.04 2 0.08 3 012
Co hoi
1 Nha nudc co chinh sach khuyén khich 0.07 2 0.14 1 0.07
2 Chinh trj 6n dinh, kinh té ting truong 0.08 2 0.16 1 0.08
3 Hoi nhap kinh té ngay cang dugc mé rong 0.09 2 0.18 1 0.09
4  Tiém nang cia thi trudong xuat khau con 16n 0.09 2 0.8 3027
5 Khoa hoc cong nghé ngay cang phat trién 0.07 2 0.14 3 021
Thach thirc
6 Ngudn nguyén liéu chua 6n dinh 0.11 2 022 4 044
7  Canh tranh gay git vé gia trong xuat khau 0.12 3 036 4 048
] Céc rao can thwong mai ngay cang nhiéu, ngay cang khat 0.14 1 0.14 2 028
khe
o He théng van ban phép 1y chung v& nganh thily san chwa 0.08 1 008
on dinh
10 Ap’ lyc tir phia khach hang trong vi€c giam gid, nang cao 0.06 3 0.18 3 0.18
chat lugng san pham
11 Nhiéu dbi thu canh tranh méi gia nhap nganh 0.05 3015 3 015
12 Sirc ép tir san pham thay thé 0.04 3 0.2 3 012
Cong 1.00 3.94 5.18

Nguon: Tdc gia tong hop tir y kién chuyén gia, 2016
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3.5 Nhiing chién lwgc dwoc Ira chon

Bang téng hop két qua diém hap dan cua cac
nhém chién lugce nhu sau:

Nhom " L% Téng diém

. £ Tén chién lugc £ x
chién lwgc * hap dan
30 Tham nhép thi truong 6.21
Phét trién san pham 5.65
Tang truong bang lién 6.67

WO két doc :

Tang trudng tip trung 5.18
ST Phat trief:n thi truong 6.33
Phat trién san pham 5.65
wr  Hoinhap vé phia trudc 3.94
Tai cau tric cong ty 5.18

Nguon: Tdc gida tong hop tir y kién chuyén gia, 2016

Nhan xét: Dya vao tong s6 diém hap dan cua
cac chién luoc, theo dinh hudng phat trién va muc
tiéu dai han, Cong ty C6 phan Thuy san Minh Phu
Héu Giang can uu tién lya chon nhitng chién luoc
cho giai doan phat trién dén nam 2020 nhu sau: (1)
Chién lugc ting truong bang lién két doc, (2)
Chién luoc phat trién thi truong, (3) Chién lugce
thdm nhép thi trudng, va (4) Chién luoc phét trién
san pham.

3.6 Giai phap dé thuc hién chién lwgc duoc
lwa chon

Bén canh bdn chién luge duoc dé xuét, dga vao
phan tich SWOT nhom tdc gia cting dwa ra bon giai
phép cu thé cho tirng chién lugc nhu sau:

3.6.1 Gidiphdp dé thue hién chién luoc tang
truong bang lién ket doc

Chién luoc tang truong bang lién két doc 1a sur
lién két toan bo qua trinh tir cung cép nguyén lidu
dén san xuat va cung cép san pharn cho thi truong.
Pé thuc hién chién luge nay dong nghia véi viéc
cong ty phai t chirc duoc mot hé théng chudi cung
g bén viing dé du cung cép tom chat luong cao
cho ché bién xuit khau. Dya trén sy lién két chat
ché gitra doanh nghiép va néng dén, trong do,
doanh nghiép 1am dau mdi, hd trg toan dién vé tai
chinh, quan 1y, kiém soat cong ngh¢.. . dé phat trién
chudi khép kin, tir gidng nudi trong, thudc thuy
san, the an thuy san, ché blen dong goi, va hé
thong phén phdi ¢ thi truong quoc té cing voi cac
ctra hang thuc pham sach, chudi nha hang thuy san,
chudi cac nha hang thic an nhanh thuy san & thi
truong ndi dia ciing nhu trén quéc té.

3.6.2 Gidi phap dé thuwe hién chién luoc phat
trién thi truong

Bén canh cac thi truong My, Nhat Ban, Han

Quoc 1a cac thi truong lon cua cong ty nhiéu nam
lién. Dé phat trién thi truong hon nita cong ty cin
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tim cach thdm nhap vao cac thi truong moi nhu
Nga va Trung Qudc 1a hai thi truong 16n va day
tiém nang dé tiéu thu cac san phém hién co. Pac
biét 1a thi truong Nga, do anh hudng cia 1énh cdm
nhap khau thuc phdm tir cac nudec EU, My. Bén
canh d6, voi dan s6 200 triéu nguoi, kim ngach
nhdp khau néng thuy san khoang 10 ty USD mét
nam 1a co hoi rat 16n va hira hen 1a thi truong tiém
nang mang lai gia tri xuét khiu cao trong thoi gian
toi. Vi vy, cong ty can tan dung triét dé co hoi nay
dé diy manh phat trién thi truong bing cac mat
hang t6m dong lanh truyén thong va gia tri gia ting
¢6 loi thé ciia minh.

DPé 1am dugc vin dé nay, bén canh hé théng
may moc thiét bi, von va ning luc san xuit hién co
cong ty can phai t6 chirc va phat trién hé thong
kénh phan phéi cho thi truong nay ning dong va
hiéu qua hon. Dong thoi, viée xdy dung ngudn
nhén lyc phu hgp dé day manh hoat dong tai thi
truong nay 1a didu can thiét dé dap ung nhu cau cua
thi truong mai.

3.6.3 Giai phap dé thuc hién chién luoc tham
nhdp thi truong

Nam 2015, ty trong xudt khau vao thi truong
My (37%), Nhat Ban (19%) va Han Qudc (16%)
chiém ty trong 16n trong cac thi trudng xuit khiu
ctia cong ty. Vi vdy, cong ty can thuc hién chién
lugc thdm nhép thi trudng tai cac thi trudng nay.
Chién lugc nay doi hoi cong ty phai thong qua cac
nd lyc manh mé vé marketing nhu: chinh sach gia,
chinh sach phan phdi nhim ting sic mua cua
khach hang hién c6 va ting thém khach hang moi.

Chinh sdch gia, @& co chinh sach gia tt cong ty
can phai kiém soat tdt tir khdu nguyén liéu dau vao,
chu dong dugc ngudn nguyén liéu nham lam gidam
t6i da cac chi phi trung gian, ddng thoi phai cai tién
cac quy trinh san xuit, manh dan loai bo cac phan
du thira gy lang phi v6i muc dich cudi cung 1a
giam gia thanh san phdm dé san pham c6 du stc
canh tranh va thyc hién dugc chién luoc nay.

Chinh sach phan phoi, cong ty can phai phat
trién kénh phan phdi vao cac thi truong nay nhiéu
hon nita thong qua mot s6 ddi tac hién co nhu
Mseafood, Mitsui, Pinus... Déng thoi, cong ty
cling xay dyng va dam bao tot cac tiéu chi vé an
sinh x4 hoi dé dap ng duge nhu ciu mua hang ciia
cac hé théng 16n tai My nhu Costco va Walmark.
Néu san pham ctia cong ty dén duoc v6i hé thong
nay thi ddng nghia cong ty ciing tao ra hé thong
phan phdi rong 16n cho minh.

Trong cac thi trudng trong diém trén, cong ty

can didc biét quan tim dén thi truong My vi déy la
thi truong 16n nhiéu nim lién cia cong ty. Bén



Tap chi Khoa hoc Truong Dai hoc Can Tho

canh do, qua ba ky lién tuc ra soat hanh chinh POR
8, POR 9, POR 10 thi thué chdng ban pha gia cua
cong ty cudi cung 1a 0%. Diéu ndy, ddng nghia véi
viéc B Thuong mai My hudng toi viéc g& bod
hoan toan 1énh 4p thué nay ddi véi cong ty (vi ba
ndm lién tuc sau khi khéi kién déu c6 muc thué
cudi cung 1a 0%, trong khi cac doanh nghiép xuat
khau thity san trong nuée khac con bi ap thué hang
nam). Pay 1a mot co hoi rat 1on dé cong ty tham
nhap va phat trién hon nita thi trudng to 16n nay.
3.6.4 Giai phap dé thiee hién chién lwoc phat

trién san pham

Neu nhu trudc day su canh tranh trén thi truong
chu yeu hudng vao gia ca, thi ngay nay da huong
vao chat luong san pham nhiéu hon, khach hang
ngdy cang quan tim dén nhimng san phim “sach”
dam bao stc khoe nhiéu hon. Do vay, chién luoc
nay doi hoi cong ty phai ting cuong cong tac
nghién ctru va phat trién cac san phim nham ngay
cang ¢6 nhiéu san pham da dang dap tng theo nhu
cdu va xu hudng cia thi truong.

Phat trién san pham theo xu huéng gia ting nhu
cau vé san pham gi tri gia ting va thuan tién nhu
tom c6 kich c& 16n con nguyén v, tom xién que,
tom xép trong khay da dugc dong goi sin cho
nguoi tiéu ding, va tom da duoc ché bién sin cho
cac bira an, san phdm tempura va chién sin rat co
tiém nang dé mo rong thi truong. Ngudi tiéu dung
thuong mua san pham tom dugc dong goi thanh
timg phan nho va tom duoc ché bién san dé giam
b6t thoi gian nu an.

Phat trién san pham theo xu huéng ddi mdi.
Cac chu01 siéu thi 16n dang ngay cang c6 yéu cau
cao vé tom dong gbi sin hodc dugc dong gbi thanh
nhitng khau phan thirc in nhé danh cho nhiing ho
gia dinh it nguoi. Xu hudng nay c6 kha nang dan
dén gia tang khi luong tiéu thy.

4 KET LUAN

Thong qua viéc phan tich thuc trang hoat dong
kinh doanh cuia Cong ty C6 phan Thuy san Minh
Pha Hau Giang tir nam 2013 dén nam 2015. Trén
co s¢ d6, dé tai tap trung phan tich méi truong bén
trong, bén ngoai cong ty tim ra nhitng diém manh,
diém yéu bén trong cong ty va xac dinh cac co hoi,
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thach thuc tir bén ngoai tac dong dén hoat dong
kinh doanh cta cong ty. Tur cdc s ligu so cap va
thir cdp két hop voi cac thao luan ciing 17 chuyén
gia, tac gia dad xac dinh cdc nhom chién luogc SO,
ST, WO, WT. Théng qua ma tran hoach dinh chién
lugc c6 thé dinh lugng (QSPM) di hinh thanh bbn
chién lugc can thyc hién cho Céng ty CO phan
Thily san Minh Phii Hau Giang dén nam 2020.

Bén canh d6, chién lugc tai cau tric cong ty tuy
téng diém hip din khong cao bang bdn chién lugc
trén nhung cong ty ciing can xem xét vi dé thuc
hién duoc céc chién luoc trong thoi ky hdi nhap thi
cong ty can co nhimg cai tién dé don nhan nhiing
co hoi mai, déng thoi dé chuan bi tot véi nhing
nguy co va thach thitc mai.
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