PHAN MG PAU

1. Ly do chon dé tai

Toan cau héa va hoi nhip qudc t&€ 12 modt xu huéng tit y&u trén thé gidi
hién nay va Viét Nam ching ta cling khong th€ nim ngodi qud trinh nay.
Chiing ta did c6 cdc budc hoi nhap qudc t&€ diang chi ¥y nhu ky k&t Hiép dinh
Thuong mai Viét Nam- Hoa ky, tham gia AFTA, chuidn bi gia nhdp
WTO...Trong xu th& hdi nhap nay, Nha nudc ta dd c6 nhiéu chinh sdch nhim
khuyé&n khich phdt tri€n, tao ra nhiéu co hoi dé nang cao kha ning canh tranh
cla nganh vat liéu xay dung, va dic biét 12 linh vuc gach 6p 14t nén. Viét Nam
12 nu6c c6 ngudn tai nguyén rat phong phi, da dang 1am nguyén liéu gém st
Vvéi trit lugng rat 16n, lai c6 luc luong lao dong ddi dao, ti€p thu nhanh ki€n
thiic, khoa hoc k¥ thuat, vdi mot thi trudng rong 16n dang phat trién, dau tr xay
dung cd s& ha tang, cdc khu cong nghiép, nong thon. Cong véi chinh sdch
khuyén khich diu tu cia Nha nu6c, nén ngay cing xuat hién nhiéu doanh
nghiép hoat dong trong linh vuc sdn xuit vat liéu xay dung.

La mot cong ty trach nhiém hitu han hoat dong trong linh vyc sdn xuit va
kinh doanh cdc sdn phdm vat liéu xay duyng, Cong ty Gach Pong Tam ciing
phdi thudng xuyén duong diu véi su bi€n d6i ngdy cang nhanh clia moi trudng
va sy canh tranh ngay cang quyét liét trong nganh. Trong thdi gian qua, bén
canh nhitng nd luc rat 16n dé€ c6 thé tdn tai va phdt tri€n trong moi trudng kinh
doanh méi nhu: d6i méi cong nghé, nang cao chit lugng sdn phim, tim ki€m
thi trudng... cong ty con phai tim ra cho minh mdt chién luge phat tri€n dai han
dé€ sdn phadm clia minh ludn dugc thi trudng chap nhian. Tuy nhién thuc t& cho
thdy dén thdi diém hién nay cic k& hoach san xuit kinh doanh ctia cong ty mdi
chi dugc xay dung cho tirng nim mot, thi€u hin sy diu tw cho mot chién luge
lau dai. Piéu ndy din d&€n hiu qud 13 han ch& viéc sit dung cé hiéu qui céc
ngudn lyc clia cong ty, bd 13 cdc co hdi kinh doanh va ngay cang phdi chong dd
VAt va vdi nhitng thay ddi cla thi trudng.

Xui't phat tir thue t€ d6, c6 thé thay ring viéc hoach dinh mot chién lugc
nhiim s dung c6 hiéu qui cdc ngudn luc ciia minh d€ khai thdc cdc cd hoi, han
ché& nhitng nguy co 1a viéc 1am cip thi€t cda Cong ty Gach Pong TAm trong
giai doan hién nay.

V6i 1y do d6, tdc gid da manh dan chon dé tai: “Dinh huéng chién lugc
phat tri€én Cong ty Gach Pong TAm dén nim 2010~ d€ nghién ctu va lam dé
tai cho ludn vin cda minh.



2. Muc dich nghién cdu ctia dé tai.

Muc tiéu ctia luin vin 13 trén cd sé nghién ctu 1y thuyét vé hoach dinh
chi€n Iugc sdn xuat kinh doanh cda cong ty nhim van ding vao phan tich cdc
y&u t& moi trudng tic dong d€n Cong ty Pong TAm nhan dién cdc co hodi, nguy
cd, k&t hgp véi thuc trang cdc y&u t& bén trong Cong ty Péng Tam dé€ tim ra
nhitng di€m manh, di€m y&u nhim xdc dinh tim nhin muc tiéu va dé xuit cic
chi€n lugc phat tri€n sdn xuat kinh doanh cho cong ty trong giai doan tif nay
dén nim 2010. T d6 thi€t 1ap cdc gidi phdp nhim hoan thién cdc chién lugc
san xuat kinh doanh cho Cong ty Gach Péng Tam.

3. Déi tugng va pham vi nghién ciu.

Trong khudn khd ludn vin nay, tdc gid chd yé&u tap trung thuc hién viéc
phan tich cdc vAn dé chd y&u tdc dong d€n moi trudng hoat dong cda cong ty
va thyc trang ciia Cong ty Gach Pong TAm nhim xdy dung chi€n lugc phat
trién kha thi va hiéu qua cho hoat dong clia cong ty trong linh vuc san xuit va
kinh doanh cdc sadn pham gach 6p lat d€n nim 2010.

4. Phuong phap nghién cdu

V&i mong mudn dat duge két qud nghién cifu cao cho dé 4n nay tdc gid da
st dung cdc phuong phip: phuong phdp hé thdng, phuong phdp tdng hop,
phuong phdp dong, phucng phép suy luan logic, phan tich, so sanh, thong ké, st
ding phdn mém xi& Iy SPSS... d€ phan tich va xdc dinh m&i tuong quan giita cac
van dé, xem xét qud trinh van dong va bi€n d6i theo thdi gian va khong gian.
T d6, tim ra nhitng phuong thitc tdic dong hop 1y nhim khai thic t6i da cd hoi
va di€m manh, gidm thi€u mdi de doa va di€m y&u trén co s& dé€ xuit cdc gidi
phdp t&i wu trong qua trinh xay dung chi&€n ludc phat trién clia cong ty.

5. Noi dung luan vin gom

Ngoai phdn md diu, két luin, ndi dung ludn vin cé két cAu gdm ba
chuong nhu sau:
Chuong 1: Mot s6 van dé co ban vé dinh huéng chién lugc.
Chuong 2: Phan tich thuc trang tinh hinh hoat dong sidn xuat kinh doanh ctla
Coéng ty Gach Pong Tam.
Chuong 3: Chién lugc phat trién ctia Cong ty Gach Péng TaAm d&n nim 2010

T4c gi4d da nd lyc rat nhiéu trong viéc hoan thanh luin vin, tuy nhién do
thdi gian va trinh do con han ch€ nén chic chin luan vin khong tranh khoi c6
thi€u s6t nhat dinh. T4dc gid mong nhian dugc nhitng gép ¥ chan thanh cda Quy
Thdy, C6 va cdc anh chi hoc vién d€ luan vin dugc hoan chinh hon nhim gitp



cho Cong ty Gach Péng TAm x4y dung dudc chi€n lude sdn xuit kinh doanh
dai han, dic biét 1a giai doan tir diy cho d&én nim 2010.

CHUGONG 1: MOT SO VAN PE CO BAN VE DINH
HUONG CHIEN LUGQC

1.1  Kh4i niém chién lugc va vai tro cia chi€n luge kinh doanh.
1.1.1 Khdi niém vé chién luoc va chinh sdch kinh doanh.

Khdi niém vé€ “chi€n lugc” dd xuit hién tir rat ldu va c6 y nghia “Khoa
hoc vé hoach dinh va diéu khién cdc hoat dong” (Tir dién Webster’s New
World). Tuy nhién, lic dau khdi niém nay dugc gin lién véi linh vuc quin sy.
V& sau khi nén kinh t&€ hang héa ngay cang phat trién, khdi niém “chién lugc”
bit dau dudc van dung trong kinh doanh. Vay chién lugc kinh doanh 13 gi? Cé
nhiéu dinh nghia khic nhau vé chi€n lugc kinh doanh do xuat phét tir nhi€u
céch ti€p can nghién cifu khic nhau.

Theo Alfred Chandler (Pai hoc Harward) thi “Chién lugc bao ham viéc
4n dinh cdc muc tiéu c¢d bdn dai han clia doanh nghiép, ddng thdi chon cdch
thiic hoic qud trinh hanh dong va phian bd ngudn tai nguyén d€ thuc hién muc
tiéu do”.

Theo Fred R.David thi “Chién lugc kinh doanh 14 nhitng phuong tién dé
dat d&€n muc tiéu dai han”.

Nhin chung, nhitng dinh nghia vé chi€n lugc kinh doanh tuy c¢6 su khac
biét vé cdch dién dat nhung vin bao ham 03 ndi dung chinh sau:

4 Céc muc tiéu ma doanh nghiép mudn vucn téi.

5 Pé ra va chon lua cic gidi phap hd trg d€ dat muc tiéu.

6 Tri€n khai va phan bd cdc ngudn lyc d€ thyc hién muc tiéu dé.

Do vay chié€n lugc phdi vach ra mot tdp hgp cdc k€ hoach, so dd tic
nghiép tong quit nhim dinh huéng cho cong ty di d€n muc tiéu da dit ra.



Chi€n lugce 12 mot tAip hgp nhitng muc ti€u va cdc chinh sich ciing nhu k&
hoach chu yé&u dé dat dudc cac muc tiéu do.

Chién ludc kinh doanh ctia mot doanh nghiép 12 mot chuong trinh hanh
dong tdng quat huéng t6i viéc thuc hién nhitng muc tiéu ciia doanh nghiép.
Chién lugc khong nhim vach ra mot cach chinh xdc lam thé& nao dé€ c6 thé dat
dugc nhitng muc tiéu vi d6 13 nhiém vu clia vo s6 cdc chuong trinh hd trg, cdc
chi€n lugce chic ning khdc. Chi€n luge chi tao ra cdi khung dé huéng din tu
duy va hanh ddong ctia cic nha quan tri.

1.1.2 Vai tro cua chién lugc kinh doanh déi véi doanh nghiép.
Chién lugc sdn xudt kinh doanh déng vai trd quan trong doi vé6i tat cd
c4c doanh nghiép. Chié€n lugc san xuit kinh doanh c6 cdc vai trd sau:

4 Chién lugc kinh doanh c6 vai trd quyét dinh cho sy ton tai va phat trién clia
mot doanh nghi€p trong thoi ky kinh doanh dic biét trong giai doan kinh
doanh toan ciu vdi su canh tranh ra't khdc liét. Chién Iuge kinh doanh gitip
cho doanh nghiép thdy rd nhitng c¢d hdi va nguy cod x4y ra trong hién tai
ciing nhu tuong lai. Tir d6, dwa vao nhitng tiém Iyc cia minh doanh nghiép
dé do6i ph6 v4i nhitng tinh hudng bat tric ndy.

5 Chién lugc 12 con dudng d€ trdnh sy 1dm lac khi budc vio tuong lai, gidp
doanh nghiép thyc hién dugc muc ti€u cia minh mot cach chinh xdc va ¢6
k€&t qua hon nhd di ding muc tiéu.

6 Chién lugc kinh doanh xdy dung duwa trén sy phin tich cic y&u t& mdi
trudng kinh doanh, tir d6 gitip cho doanh nghiép hi€u bi€t va ddnh gid mot
cdch ding din, chinh xdc hon vé ddi thd hién tai ciing nhu cdc doi thi tiém
4n trong tuong lai cda doanh nghiép, bi€t dudc cic yéu td vé diéu kién ty
nhién, xa hoi, chinh tri... 4nh hudng nhu th€ nao § hién tai va tuong lai clia
doanh nghiép. Bén canh d6, chi€n ludc kinh doanh ciing gitip cdc doanh
nghiép sit dung mot cach c6 hiéu qud cdc ngudn Iyc hién cé clia minh va
phan b3 chiing mdt cich hgp 1y.

TU nhitng vai trd trén cé thé thiy ring chi€n lugc kinh doanh gitip doanh
nghiép xac dinh muc ti€u nhiém vu cia doanh nghi€p va nhd dé6 doanh nghiép
tan dung t6i da ngudn Iyc clia minh va ndm bit dudc cdc co hdi thi trudng ciing
nhu nhin bié€t cdc rdi ro nhim tao 1gi th€ canh tranh ngay cang bén vitng cho
doanh nghié€p.

1.2 Quy trinh hoach dinh chi€n lugc ctia doanh nghiép



Pé xay dung mdt chi€n lugc kinh doanh hoan hdo, ddp tng dudc muc
tiéu kinh doanh ctia doanh nghiép , nha quén tri cAn phdi hoach dinh chién lugc
cda minh. C6 nhiéu mé hinh hoach dinh chién ludc, tuy nhién, mo hinh hoach
dinh chién lugc cia Smith 124 m6 hinh dudc 4p dung nhiéu nhit. Trong khudn
khd luan 4n nay, tic gid tng dung quy trinh nay d€ hoach dinh chié€n lugc cho
cong ty gach Pong TaAm. Duéi diy tdc gid xin dudc phép trinh bay quy trinh
xdy dung chién ludgc ciia Smith. Theo Smith mdt quy trinh hoach dinh chi€n
lugc kinh doanh gém 05 budc chii y&u sau:

So d@6 1.1: Quy trinh xdy dung chién luge ctia Smith (1997)

1.2.1 Budc 1: Phdn tich moi truong

Moi trudng 1a cdc yéu t6 tdc dong d€n doanh nghiép. Moi trudng dnh
hudng tich cuc hoidc tiéu cuc d€n hoat dong sdn xuit kinh doanh, d€n chi€n
lugc kinh doanh ctia mot doanh nghiép. Mdi trudng clia doanh nghiép bao gdm:
moi trudng bén ngoai va mdi trudng bén trong.
1.2.1.1 Phén tich moi truong bén ngoai

4  Phan tich méi truong vi mo

Mbi trudng kinh doanh vi méd bao gdm cédc yé&u td nim bén ngoai doanh
nghiép, né mang dinh huéng va c6 dnh hudng dé€n cdc moi trudng vi mo, modi
trudng ndi bo, tao ra cd hdi va nguy co cia doanh nghiép. Moi trudng vi mo
bao gdm cic yéu td sau:

- C4c y&u t6 kinh té&

+ Téng san phdm qudc ndi (GDP): Mot nhan t§ cin dugc xem xét dau
tién khi tim hi€u vé nén kinh t€  mot qudc gia 1a tdng sdn phdm qudc nodi clia
qudc gia d6. TS sdn pham qudc nodi cho ching ta mdt cdi nhin tdng quan vé siic
khée clia nén kinh t&€ nuéc d6. Tdng sdn phadm qudc ndi c6 dnh hudng gidn ti€p



dé&n hoat dong kinh doanh clia cdc nganh trong nén kinh t& d6. N6 1a don biy
kinh t& gép phin thic ddy qué trinh sdn xuAt, kinh doanh ctia doanh nghiép.

+ Thu nhap binh quan diu ngudi: thu nhip binh quin dau ngudi ting 1én

s& kéo theo su ting 1én vé& nhu cdu, vé sd luong sdn pham hing héa, chat
lugng, thi hi€u..din dén ting 1én quy md thi trudng doi hdi cdc doanh
nghiép phai ddp ¢ng trong tirng thdi ky, nghia 1a tdc dong dén chi€n lugc
kinh doanh.

+ Y&u t& lam phat, tién t& ciing d4nh hudng 16n dén chién lugc kinh
doanh.

+ Chinh sdch tai chinh, tién té cda chinh phii ciing tic dong manh d&n
chié€n lugc kinh doanh cda doanh nghiép ching han chinh sich qudn 1y tién
mit, ngudn cung cap tién...

4 Y&u to chinh phu va chinh tri.

Céc y€u t6 chinh phi va chinh tri ¢6 4nh hudng ngdy cang 16n dén hoat
dong cla doanh nghiép. Doanh nghiép phdi tudn thii cdc quy dinh vé thué
mudn, thué€, cho vay, an toan va bdo vé moi trudng.

Céc chinh siach vé xuit nhiap khdu, chinh sich vé bdo vé mdi trudng
ciing tic dong dén chién lugc kinh doanh clia doanh nghiép.

Mtc @6 6n dinh cda cdc chinh sdch kinh t€ x4 hdi ciing tic dong dén
viéc soan thdo chi€n ludc kinh doanh ctia doanh nghiép.

4 Y&uto xa hoi

+ Quan di€m tiéu dung hang héa, dich vu clia din cu cdc viung, cic dia
phuong va quan di€m tiéu diing cia gidi tinh, tudi tic, nghé nghiép 4nh hudng
dén hinh thanh cdc thi trudng va tdc dong d€n ndi dung chi€n ludc kinh doanh.

+ Phong cdch sdng tic dong d&n nhu ciu hang héa dich vu bao gdm chiing
loai, chit lugng, s& lugng, hinh ddng, miu ma.

+ T6c dod ting dan s6: tdc dong tich cuc dén ndi dung chién lugc sdn xuat
kinh doanh ctia doanh nghiép.

+ Y€&u td viin héa: chi phdi hanh vi tng xif clia ngudi tiéu ding.

+ Nét vin héa viung ciing tic dong rat I6n d&€n nhu ciu thi hi€u ngudi tiéu
dung.

4 Yé&uté ty nhién

Ngay nay mdi trudng sdng ciia con ngudi dang bi 6 nhi€m, tai nguyén c6
sin trong ty nhién dang it dan, cdc nha sdn xuat kinh doanh st dung tai nguyén
kém hiéu qud, gay su lang phi trim trong, 1am thé nao d€ st dung hiéu qud cic
y€u t§ tv nhién dang dit ra va tic dong dén chi€n lugc kinh doanh clia doanh
nghiép.

4 Y&utd cong nghé



Ngay nay cdc nha doanh nghiép di thidy ring khong c6 doanh nghiép
san xuidt ndo ma khong phu thudc vao cdng nghé, cong nghé cang tinh vi thi
cang cho phép sin xudt hang héa phii hgp vdi nhu cau hién dai. Cong nghé
thudng xuyén bi€n d6i, cong nghé tién ti€n lién tuc ra ddi, tao ra cic co hoi
ciing nhu nguy cd d8i v6i doanh nghiép. Co hdi 13 tao ra sdn phdm mdi cé siic
canh tranh cao, nguy co 12 ¢6 thé 1am cho vong ddi sdn pham ctia doanh nghiép
lai bi suy thodi mot cdch gidn ti€p hay truc ti€p. N&u trong chién ludc kinh
doanh khong thé hién dugc chi€n lugc cong nghé trong tirng thdi ky dé sdn
Xud'tra cdc loai sdn pham tuong &ng v4i thi trudng sé 12 mot sai 1am 16n.

4 Phin tich méi truong vi mo

Mbi trudng vi md 1a nhitng yé&u t6 ngoai cdnh nhung cé lién quan dén
doanh nghiép. Mdi trudng vi mo 1a cdc y&u to xuat hién trong nganh sin xuit
kinh doanh, quyé&t dinh tinh chat va midc do canh tranh trong nganh kinh doanh
de.

Moi trudng vi mo ¢ 5 y€u t& cd bdn: ddi thi canh tranh, ngudi mua,
ngudi cung cip, cdc d6i thi tiém 4n va sin pham thay thé. Giita ching c6 mdi
quan hé vdi nhau nhu sau:

So @6 1.2: S¢ @6 mdi quan hé giita 5 y&u té canh tranh.

4 Cac doi tha canh tranh.



Hoat dong sdn xuit kinh doanh trong nén kinh t& thi trudng tit y&u xuat
hién canh tranh, trong canh tranh c6 doanh nghiép thing vi c6 1gi th€ so sdnh
hon doanh nghiép khac vé gid, vé san pham, vé phan phdi, vé khuyén mii... C6
doanh nghiép sé thua khdng bdn dugc hang, rii ro, sin xuit bi thu hep. Vi vay,
trong chién ludc kinh doanh phdi phan tich cdc d6i thi canh tranh hién tai va
tuong lai d€ dua ra chi€n lugc canh tranh canh tranh trong tuong lai hay dua ra
cdc bién phdp phan ng.

4 Y&uto khach hang

Sy tin nhiém ctia khiach hang ddi v6i doanh nghiép c6 thé 1a tai sdn c6
gid tri nhat ddi v4i doanh nghiép. Sv tin nhiém d6 dat dudc do cdc nha doanh
nghiép bi€t thda man t6t hon nhu cau thi hi€u khidch hang so vdi cidc doanh
nghiép khéc.

4 Y&u to dau vao clia doanh nghiép

Ngudi cung cip vat tu, thi€t bi c6 uu thé ¢ thé thu dudc 16i nhuan bing
cich ting gid, gidm chat luong sdn pham hoic gidm mitc do dich vu di kem. Vi
vay nghién cttu phin tich nha cung cip 12 cin thiét.

Ngudi cung ¢ng tai chinh 12 nhin t6 ddm bdo vOon vay ngin han va dai
han trong tirng thdi ky ctia doanh nghiép.

Ngudi lao dong ciing 12 phan chinh y&u trong moi trudng canh tranh, kha
ning thu hit va giit cdc nhan vién c6 ning lyc 13 tién dé ddm bdo thanh cong
cho doanh nghiép.

4 Doi tha tiém an

Pa&i thii mdi tham gia kinh doanh trong nganh c6 thé 13 y&u td 1am gidm
1¢i nhuin cda doanh nghiép. Viéc bdo trg vi th€ canh tranh cia doanh nghiép
bao gdm viéc duy tri hang rao hop phdp ngin chin cdc sy xAm nhdp bén ngoai.
Nhitng hang rao nay la: I¢i th€ do sidn xuat trén quy mo 16n, da dang hda sdn
phdm, sy doi hdi c6 ngudn tai chinh 16n, vu thé vé gid thainh ma ddi thi canh
tranh khong tao ra dugc....

4 San phim thay th&

Sttc ép do c6 san pham thay th€ lam han ch€ tiém ning 1gi nhuin cia
nganh do mic gid cao nhit bi khong ch&. N&u khong chi y d€n sdn phdm thay
th€ tiém 4n, doanh nghiép c6 thé tudt lai vdi thi trudng nhd bé.

1.2.1.2 Phédn tich moi truong bén trong.

Mbi trudng bén trong bao gdm cdc y&u t6 ndi tai ma doanh nghiép c6
thé ki€m sodt dugc. Cac doanh nghiép cAn phdi phin tich mot cdch cin ké cdc
yé&u td bén trong d6 nhim xdc dinh rd wu va nhudc di€m cta doanh nghiép.
Trén cd s gitip doanh nghiép gidm bét nhuge diém va phat huy vu diém d€ dat



dugc k&t qud mong mudn. Viéc phan tich cdc y&u t6 mdi trudng bén trong
doanh nghiép doi hdi phai thu thap, xit 1y nhitng thong tin v€ tai chinh, vé nhin
su, vé nghién cu va phat trién, vé marketing, tinh hinh hoat ddng sdn xuét
kinh doanh cua doanh nghiép.

1.2.2 Budc 2: Xdc dinh muc tiéu

Thuit ngit “muc tiéu” dugc dung dé chi cdc tiéu chi hoic két qua cu thé
cia doanh nghiép cin dat dugc trong tuong lai. Muc tiéu thudng phan 4nh trang
thdi mong dgi c6 thé thuc hién va can phai thyc hién tai mot thdi di€ém hoic
sau mot thdi gian nhat dinh.

Thong thudng cac doanh nghi€p chia muc ti€u thanh 2 loai 1a muc ti€u
ngin han va muc tiéu dai han. Muc tiéu ngidn han phdi hét sitc cu thé va phai
néu ra dugc k&t qua chi ti€t trong mot chu ky quyét dinh. Muc tiéu ngin han
thudng dugc thyc hién mdt nim. Muc tiéu dai han 12 k&t qud mong mudn dudc
dé ra trong mdt khodng thdi gian tuong doi dai.

Muc tiéu phdi xdy dung mot cach ding didn vi n6 c6 y nghia quy€t dinh
trong viéc dua ra cic chién ludc kinh doanh. Thong thudng muc tiéu phai ddp
Uing cdc ti€u thic sau:

4 Tinh cu thé€ cia muc tiéu.

Tinh linh hoat cia muc tiéu.

Tinh dinh lugng ctia muc tiéu.
Tinh kh4 thi cia muc tiéu.

Tinh nhat quin clia muc tiéu.

Tinh chdp nhan dugc clia muc tiéu.

10 Tinh thoi han cia muc tiéu.

1.2.3 Buiéc 3: Phadn tich va lua chon chién lugc dé thuc hién muc tiéu.

Tir k&€t qud phan tich cdc y&u t& mdi trudng dong thdi k&t hop vdi ¥ kién
tlr cdc nha quéan 1y doanh nghiép, ngudi ti€u dung..., cic nha quan tri phdi phan
tich cdac kha ning khai thic di€ém manh, cd hdi, cdc kha ning khic phuc diém
y&u, nguy co dé tir d6 xdc dinh dugc mitc do tic dong ciia cic yé&u td, phuong
an khai thac va kha nang thuc hién.

Trén cd s phan tich, cdc nha qudn tri ti€n hanh ddnh gid mdi quan hé
clia cdc y€u to then chdt. C6 nhi€u phuong phép danh gid va trong ludn 4n nay,
tdc gid ddnh gid bing so dd xuong cd. So dd xuong cd dugc bi€u dién nhu sau:

O 0 3 O W

[ co hoi
Céc tac dong Giai phap
] Nguy cd



[] Pi€m manh
Céc tdc dong Giai phap
[ piém y&u

S¢ dd 1.3 : S¢ dd xuong ca

Qua sd d6 1.3 c6 thé thdy riing, nira trén so dd 13 nhitng y&u t6 tic dong
thudc moi trudng bén ngoai tao ra c¢d hoi hay nguy cs cho doanh nghiép. Nira
dudi clia so d6 12 nhitng y&u t6 tdc dong thudc mdi trudng bén trong thé hién
nhitng diém manh v diém y&u cia doanh nghiép. O bén trdi cia sd db 1a
nhitng yé&u t6 tdc dong clia moi trudng va & bén phdi 1 cdc bién phép khai thic
hodc han ch& cdc yé&u t§ trong mdi trudng. Nhin vao phia bén phdi clia so dd
cho chiing ta thdy nhitng gidi phdp nao dugc lip di, lip lai nhi€u l1in hoic
nhitng gidi phdp ndo dugc dua ra c6 tic dong manh, c6 y nghia ti€n quyét 1a
nhitng gidi phap né€u thuc hién ching ta s& khai thdc mot cdch c6 hiéu qud thdi
cd, di€ém manh ddng thdi khidc phuc t6t nhat nguy cd, di€m y&u. Do d6, nhitng
gidi phap nay sé& dudc lua chon dé€ thuc hién muc tiéu cta chi€n lude. Soan
thdo cdc danh muc vu tién cho cdc van dé nay va st dung 1am co sd dé hinh
thanh cdc chi€n ludc trong cdc giai doan ti€p theo. Pay chinh 12 di€m khdc biét
so v6i phuong phép lua chon chién lugce khéc.

1.2.4 Buéc 4: Trién khai cdc gidi phdp thuc hién cdc chién luoc then chét

Pay 1a qud trinh thi€t 14p cdc co ché di€u phdi chinh sich, phan phdi
ngudn ngin sich va cdc ngudn tai nguyén, néu ra cdc du 4n va cdc chinh sich
uu tién d€ dp dung cho doanh nghiép. Trén cd sé d6, gép phan khai thic mot
cdch ¢6 hiéu qud cédc ngudn luc va 1gi thé canh cla doanh nghiép tao ra sifc
manh t6ng hdp phdt huy va khai thdc thdi cd, han ché nguy cd va riii ro cho
doanh nghié€p.

1.2.5 Buéc 5: Giam sdt va danh gid thuc thi chién luoc

Trong qud trinh thuc hién chi€n lugc t8 chitc phdi ddi dau véi su thay ddi
nhanh chéng clia cdc y&u t& moi trudng bén trong va bén ngoai, dong thdi cdc
du bdo cho tuong lai khé cho mdt k&t qua chinh xdc tuyét ddi. Do d6, gidm sdt
va ddnh gid qud trinh thuc thi chi€n lugc s& cho phép doanh nghiép c6 thé thuc
hién nhitng muc tiéu da dé ra mdt cdch c¢é hiéu qua. Thuc hién diéu chinh kip
thdi n€u c6 su khac biét, n€u khong c6 sy khdc biét thi ti€p tuc thuc hién theo
huéng hién tai.



1.3 Mot sé chién luge kinh doanh trong thuc tién
1.3.1 Chién luoc ting trudng tdp trung

Chi€n ludc ting trudng tip trung 1a chién lugc ting trudng hoat dong sdn
xuat kinh doanh dit trong tAm vao viéc kinh doanh mot s6 sin ph§m dich vu
hién c6 trén co sé ting cudng hoat ddng marketing hoic cdi ti€n sdn pham hién
c6 hoic cai ti€n thi trudng hién c6 ma khong thay d6i ba't ky yé&u td nao.

D€ thyc hién chié€n lude nay, doanh nghiép phai khai thic moi co hoi c6
dugc vé sdn pham hién dang sdn xuit hoic cdc thi trudng hién dang tiéu thu
bing cdch thyc hién t6t hon cdc cong viéc ma ho dang ti€n hanh. Cé cic loai
chié€n ludc ting trudng tap trung sau:

4 Chién lugc ting trudng tap trung ddi hdi giit nguyén san pham hién dang
san xudt, thi trudng hién tai, nganh hién tai va cong nghé hién tai thong qua
cdc nd lyc manh mé trong cong tdc marketing...

5 Chién lugc ting trudng hoat dong sdn xuat kinh doanh thdong qua con
dudng ting trudng tap trung mot s& san phadm dich vu nio d6 theo th€ manh
cia doanh nghiép dya trén co s& phdt tri€n thi trudng mdi, giit sdn phdm
hién dang sdn xuat, nganh hién tai, cAp nganh hién tai va cong nghé sin
xuAt hién tai.

6 Ting trudng tAp trung mot sd san ph§m dich vy trén thi trudng hién tai,
nganh hién tai, cAp nganh hién tai, cong nghé hién tai trén co s tim céc
tinh ning méGi clia sdn pham, thé hé mdi clia sdn pham hoidc cdc sin pham
mdi dua trén san pham hién c6 ma nhd vay ting trudng dudc hoat dong sin
xuat kinh doanh.

1.3.2 Chién lugc tang truéng bang con duong hji nhdp (Lién két)

Chién lugc nay thich hgp vé6i cac doanh nghiép cdc nganh kinh t€ manh
nhung con do dy. Chién lugc nay thich hop khi ¢d hoi sin ¢é phit hgp véi muc
tiéu va cédc chién lugc dai han ma doanh nghiép dang thuc hién, cho phép cing
c6 vi th& doanh nghiép, phit huy didy dd hon khd ning k§ thuit cia doanh
nghiép. Chi€n lugc tdng trudng bing con dudng hoi nhap thuc hién bing cich
mua lai cong ty hodc cd sd kinh doanh dé€ ting th€ Ivc cho doanh nghiép. Chién
lugc ting trudng hoat ddng sin xuét kinh doanh c6 thé thuc hién dva trén céc
cédch sau:

4 Ting trudng hoat dong sdn xudt kinh doanh thdong qua con dudng lién
ké&t hoi nhdp doc theo chiéu doc vé phia sau. Pay 1a chi€n lugc ma cic
doanh nghiép tim su ting trudng biing cich nim quyén s hitu hoic ting
cudng su ki€m sodt d6i vdi ngudn cung &ng nguyén liéu. Nghia 13 tim moi
ciach d€ nim cdc nha cung tng y&u td dau vao nhu nguyén vat liéu, thiét bi,



tién von, ngudn cung ng lao dong d€ hoan toan chi dong vé so lugng, chat
lugng chiing loai, va thdi gian phuc vu cho sdn xuat kinh doanh clia doanh
nghiép.

5 Ting trudng hoat dong sin xuit kinh doanh thdng qua con dudng lién
k&t hoi nhap doc theo chiéu doc vé phia trude. Pay 1a chién lugce ti€n hanh
mua lai, nim quyén s hitu hoic ting sy ki€m sodt d6i vdi cdc nha tiéu thu
san phAm clia doanh nghiép nhu hé théng ban va phan phdi hang.

6 Ting trudng hoat dong sidn xuit kinh doanh thong qua chién ludc lién
k&t hoi nhap chiéu ngang. Pay la chi€n luge tim ki€m quyén sé hitu hoic
ki€m sodt ddi vdi cac ddi thld canh tranh clia cong ty nhu hgp nhat, mua lai
va chi€m linh quyén ki€m sodt giita cdc d6i thd canh tranh cho phép ting
hiéu qua vé pham vi va 1am ting trao ddi cdc ngudn tii nguyén, ning lyc.

1.3.3 Chién lugc ting truéng hoat dpng sdn xudt kinh doanh bing con duong
da dang hoa hoat dong.

Chién lugc da dang hod sdn pham 1a chién lugc thyc hién sdn xuit kinh
doanh nhiéu chiing loai sdn phim trén céc thi trudng khdc nhau d€ ting doanh
thu, ting 1¢i nhuin va ting trudng dugc hoat dong sin xuit kinh doanh ddm
bdo an toan trong sdn xuAt va ting vi th€ doanh nghiép. C6 thé thyc hién theo
03 phuong 4n sau:

4 Pa dang héa dong tAm: thém vao nhitng sin phdm hay dich vu méi
nhung c6 li€n hé v4i nhau, phu hgp v6i cong nghé va marketing.

5 Pa dang héa chiéu ngang: thém vao nhitng sdn phd&m hoic dich vu méi,
khong li€én hé gi v6i nhau cho nhitng khiach hang hi€n cé.

6 Pa dang héa ki€u hén hdp: thém viao nhitng sin pham, dich vu mdi,
khong 1ié€n hé gi v4i nhau. Nghia 1a hudng vao thi trudng mdi nhitng sén
phdm méi ma vé mit cong nghé khong lién quan gi d€n cdc san pham hién
dang sdn xuat kinh doanh.

TOM TAT CHUONG 1

Pé€ hoach dinh chién lugc phat trién ctia doanh nghiép, can thiét phai
thuc hi€n cac buGc sau:
4 Phéan tich moi1 trudng hoat dong
5 Xadc dinh chic ndng nhi€ém vu va muc ti€u



6 Phan tich va lya chon cdc phuong dn chi€n lugc. Trong budc nay ching
ta st dung sd d6 xuong c4 d€ danh gid cdc tic dong va mdi quan hé giita
cic y&u to va xdc dinh dugc yé&u td then chdt cho chién lugc.

7 Trong sudt qud trinh thuc hién chi€n ludce, doanh nghiép van phai thudng
xuyén cip nhat thong tin, phan tich nhim ki€m tra va ddnh gia viéc thuc
hién chién lugc.

C6 rat nhiéu chién lugc phdt trién kinh doanh trong thyc tién. Vi th&, Cong
ty c6 nhiéu phuong dn chi€n lugc kinh doanh. M3i chi€n lugc c6 thé dugc van
dung mot cdch ddc 1ap hodc két hgp vdi cdc chi€n luge khdc: sdp nhip, mua
lai, cOng ty lién doanh va céc bién phdp ting trudng bing con dudng hudéng
ngoai. Khi lya chon cdc chi€n lugc trén d€ thuc hién phadi dya trén cdc tinh
hudng dang xdy ra trong thuc t€. Tinh hudng thuc t€ sdn xuat kinh doanh vo
cuing phong phi, da dang va thay ddi thudng xuyén vi vy nha qudn tri phai
tinh tdo xem xét tinh huong d€ dwa ra mot chién lugc thich hop.



CHUONG 2

PHAN TICH THUC TRANG TINH HINH HOAT PONG
SAN XUAT KINH DOANH CUA CONG TY GACH PONG
TAM

2.1 Tong quan tinh hinh phét tri€n cta thi trudng gach 6p lat & Viét
Nam trong thoi gian qua.

2.1.1 Tinh hinh sdn xudt va tiéu thu

Trong 10 ndm qua, nganh cong nghi€p xay dung Viét Nam khong ngirng
phdt tri€n cd vé s6 lugng, chat lugng va chiing loai mit hang, dip @ng dugc
nhu ciu thi trudng trong nudc va budc dau da gidi thiéu dudc ra thi trudng
ngoai nuc. Trong nhitng nim gan day, thi trudng gach 6p 14t & Viét Nam dugc
ddnh gi4 1a phdt tri€n rat so6i dong va phong phd. Sdn phim gach &p lt dua
vao thi trudng ngay cang da dang vé mau sic, kich c¢d, chling loai nhim dip
trng t6t nhu cAu thi hi€u ngudi tiéu dung. Dudi diy 1a thong tin vé tinh hinh sdn
Xuét va tiéu thy sdn pham nay trong nhitng nim gin day:
2.1.1.1 Tinh hinh sdn xudt:

Bang 2.1: Tinh hinh sdn xuit gach d4 op lat (ceramic va granite) 1995-2003

Pon vi: triéu m*

(ceramic, granite)

Nam
1995 1996 1997 1998 1999 2000 2001 2002 2003
Gach d4 op lat
2.19 7.20 12.50 17.58 29.80 50.00 68.00 96.33 98.70

(Nguon: Bdn tin ndi bé Hiép Hoi Gom Sit Xdy Dung Viét Nam)




Bi€u dd 1: Tinh hinh san xuit gach d4 dp lit (ceramic va granite) 1995-2003
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Qua bang 2.1 va bi€u db 1 cho ta thad'y khdi lugng sdn xudt hang nim
déu ting cao, dic biét giai doan tr nim 1999-2002. Con s6 nay ting tir 29,08
triéu m2 nim 1999 1én d&n 96,33 triéu m2 nim 2002 (ting 223,25%). Nhung
dén nim 2003 thi tdc dd sdn xuit tuong doi cham lai so vdi giai doan 1999-
2002 vi bi 4nh hudng bdi nhi€u yé&u t6 khach quan nhu nganh da han ché cdc
doanh nghiép gia nhip, thi trudng gach &p 14t trong thdi gian twong doi bdo
hoa..tdc dong d€n moi trudng sdn xuit cling nhu tiéu thu trong toan nganh.
Mic du vy nhung thuc t€ cho thay riing cdc nhd mdy trén van chua khai thic
hét cong sudt. Piéu nay thé hién kh3 ning canh tranh nhiéu hon trong nhitng

nam tdi.
2.1.1.2 Tinh hinh tiéu thu:
Thi trudng gach 6p ldt dudc chia thanh 3 nhém doanh nghiép
- Nhém doanh nghiép thudc khdi qudc doanh
- Nhém doanh nghiép thudc khdi ngoai qudc doanh
- Nhém doanh nghiép thudc khdi dau tu tryc ti€p nude ngoai

Bang 2.2: Tinh hinh tiéu thu gach ceramic 2000 — 2003 DPon vi:
triéu m’
2000 2001 2002 2003
Sdn | Tylée | San | Tyle | San | Tylé | San | Tyle
lugng (%) lugng (%) lugng (%) lugng (%)
Quéc Doanh 21.41 46.64 24.87 41.48 29.10 41.93 39.00 47.56
Ngoai Quoc 9.17 | 19.97 | 19.88 | 33.16 | 2440 | 35.16 | 2580 | 31.46




Doanh
Dautwtruc i€p | 155, | 3339 | 1521 | 2536 | 1500 | 2292 | 1720 | 2098
nudc ngoai (FDI)
Tong khoilugng | 4505 | 100 | 5996 | 100 | 6940 | 100 | 8200 | 100
tiéu thu
(Nguon: Bdn tin ndi bé Hiép Hoi Gom St Xdy Dung Viét Nam)
E Biéu db 2: Tiéu thu gach Ceramic toan nganh 2000-2003
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Qua bang 2.2 va biéu d6 2 chiing ta thiy ring, lugng gach ceramic tiéu
thu trén thi trudng ting 1én qua cdc nim. Nim 2000, cdc doanh nghiép khdi
ngoai qudc doanh cé lugng gach tiéu thu chi chi€m 19.97%. Niam 2001 c6 su
gia ting dot bi€n ting 1én 33.16% & cdc Doanh nghi€p ngoai quc doanh. Nim
2002 1a 35.16% va trong nim 2003 ciing giit dugc mic 31.46%. Piéu nay
chitng t6 cdc doanh nghiép ngoai qudc doanh, trong d6 c6 Cong ty gach Pdong
Tam, di c6 budc tién ddng k€ trong thi trudng gach 6p ldt Viét Nam.
Bang 2.3 : Tinh hinh tiéu thu gach granite 2000 — 2003 DPon vi:
triéu m’
2000 2001 2002 2003
San | Ty1é | San | Ty1é | S&n | Ty1é | San | Tyl1é
lugng | (%) |lugng | (%) |lugng | (%) |lugng | (%)
Qudc Doanh - - 1.71 | 42.75 3.2 43.24 3.4 34.00
Ngoai Qudc Doanh +
PAu tu tryc ti€p nudc 1.1 100 2.29 | 57.25 4.2 56.76 6.6 66.00
ngoai (FDI)
Téng khoi lugng tié
. ‘;m IEHEY 91 | 100 | 40 | 100 | 7.4 | 100 | 100 | 100




(Nguon: Bdn tin ndi bé Hiép Hoi Gom St Xdy Dung Viét Nam)

Bi¢u @b 3: Tiéu thu gach Granite toan nganh nam 2000-2003
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Qua bdng 2.2 va 2.3 cho thdy khoi lugng sdn xuat va tiéu thu gach
Granite thdp hon so vdi gach Ceramic. Trong nim 2003, khdi lugng tiéu thu
gach granite chi dat 12.19% so véi gach ceramic. Nim 2003 khdi lugng tiéu thu
gach granite ting 1én ding k€ § cac doanh nghiép thudc khdi ngoai qudc doanh
va dau tu tryc ti€p nuc ngodi ting 57.14% so véi nim 2002, trong khi d6 con s6
nay lai c6 xu huéng gidm ddi véi cdc doanh nghiép qudc doanh. Piéu nay chitng
té cdc doanh nghiép ngoai qudc doanh c6 mdt budc ti€n dang k€ trong thi trudng
nay.

2.1.2  Tinh hinh xudt nhdp khdu.

Bang 2.4: Tinh hinh xuit nhip khau gach 6p lat 2001 — 2003 DVT: Ngan US$
Téng gia tri xudt nhap khiu
2001 2002 2003
Nhép khiu 889 800 702
Xuit khiu 3,186 2,149 1,860

(Nguoén: Téng cuc Hdi Quan)



Biéu dé 4: Tinh hinh XNK gach 6p 14t 2001-2003
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Qua bang 2.4 cho chiing ta thy ring, tdng gid tri xudt khdu va nhip
khiu gach 6p lat déu gidm trong 3 nim trd lai diy. Quan trong hon ca 1a tdng
gid tri xud't khdu cta nim 2003 di gidm 13.44% so v6i nim 2002 va gidm
41.62% so v6i nam 2001. Nguyén nhan la do cac cOng ty lién doanh hodc 100%
von nudc ngoai c6 chi tiéu xuat khiu tir 30-80% cho dén nay phan 16n van chua
xuat khau dudc.

Lién quan d&n tinh hinh nhip kh&u trong nganh, diy 132 mot tin hiéu tot
cho cdc doanh nghiép sdn xut trong nudc, Iam gidm bdt phan ndo tinh hinh
canh tranh d6i véi hang nhdp khiu véi gid thanh ré tir nu6c ngoai nhu Trung
Qudc, Malaysia... Téng gid tri nhap khdu ctia nim 2003 gidm 12.25% so vdi
nam 2002 va gidm 21.03% so vGi nam 2001. Mot trong nhitng nguyén nhan
chinh din dé&n gidm gi4 tri hang nhap khiu 13 do trong 3 nim trd lai day, da c6
thém it nhat 5 nha diu tv nuc ngoai c6 ngudn goc tir Pai Loan, Trung Qudc va
nhitng doanh nghiép nay c6 khad ning sidn xuit dugc nhitng loai nguyén liéu
can thi€t ma trudc kia phai nhap tif nu6c ngoai.

2.2 Qua trinh hinh thanh va phat trién ciia Cong ty gach Pong Tam
2.2.1 Su ra doi cua thuong hi¢u Dongtam

Thuong hi€u Dongtam dugc thanh lap ngay 25/06/1969, do 6ng Vo
Thanh Lan 13 than phu 6ng V6 Qudc Thing (hién 12 Chd tich Hoi Pong Quin
Tri cong ty) sang 1ap nén. Pdng TAm ban dau chi 14 t8 hdp sdn xui't gach bong
gia dinh, nhung sdn phaAm da tham gia vao cdc cong trinh ndi ti€ng thdi bay gid
nhu Bénh vién Chg Ry, cu x4 Thanh Pa...

2.2.2 Cdc giai doan phdt trién
Nim 1969: Thanh 14p co s& sdn xudt gach Pong TAm




Tir 1975 d&n 1978: tham gia vao hgp tdc x4 va 14y tén 1a Pong Hiép.

T 1978 dén 1984, do khé khin vé ngudn nguyén vat liéu nén cd s§ tam
ngung san xuit.

Nim 1986, thuc hién chi truong da dang héa cdc thanh phan kinh t& clia
Trung Udng Péng, 6ng Vo Qudc Thing ditng ra tdi 1dp cd s§ va ti€p tuc st
dung thuong hiéu Péng TAm truyén thdng da c6 trudc day.

Tir 1986 dén 1992, Péng TaAm phat tri€n thém mot s6 mit hing mdi
ngoai san phdm gach bong truyén thong, nhu: tole 16p nhd, van ép formica,
ngéi mau cao cap...

Nim 1993, nhim ddp @ng nhu ciu phat trién phit hgp vdi tinh hinh mdi,
ong Vo Qudc Thing ding ra thanh 1ap Cong ty TNHH SX-XD-TM Dong Tam.
Trong thdi gian nay, du dodn truSc tinh hinh phdt tri€n nhu ciu thi trudng vé
san phim gach ceramic lit nén sé& thay th& gach bong truyén théng, ong Vo
Qudc Thing dd bon ba ra nudc ngoai tim hi€u vé cong nghé 1am gach men.

Niam 1994, Cong ty Pong Tam 1ap du 4n khd thi vé xay dung nha mdy
gach ceramic tu nhan dau tién tai Viét Nam. P&n thang 03/1996, nha mdy gach
men Pong TAm (con goi 1a nha mdy Dotalia) dit tai dia chi Qudc 16 1- xa Long
Hiép-Huyén Bé&n Lic-tinh Long An, v6i cong suit 1.4 triéu m*/ndm chinh thic
di vio hoat dong va dua sin pham tham gia thi trudng. Sau mot nim hoat dong,
dé&€n nim 1997, nha mdy Dotalia m3 rong thém mot day chuyén sdn xuit va
vao cudi nim 1997 diy chuyén nay di vao hoat dong, ning tdng cong suit 1én
2.8 triéu m” gach 14t nén/ nam.

Ciing trong nim 1997, Cong ty gach Pong TAm ti€n hanh xiy dung
thém mot nha mdy gach &p tudng tai &p Thuin Pao- huyén Bé&n Lic- tinh
Long An (nay 12 Nha mdy Thing Ldi), va dén cudi nim 1998, cong suit nha
mdy gach 6p tudng Thing Lgi dat 3 triéu m*/nam.

Thang 9/1999, Péng Tam da khdi cong xdy dung mot nha mdy mdi
cong sudt 6 triéu m* gach men va 500 ngdn m” ngéi mau tai dia chi: Lo 3- khu
cong nghiép Dién Nam-Dién Ngoc, tinh Quing Nam. D&n 10/2000 nha mdy
khanh thanh va chinh thic di vao hoat dong.

2.2.3 Co cdu té chiic (xem phu luc 2)

2.3 Thyc trang qui trinh hoat dong va phit tri€n ctia Cong ty gach
Pong TAm
2.3.1 Phaén tich dic diém san phdm ciia Cong ty
San phim ctia Pong TAm da dang vé chiing loai, mdu ma, mau sic phu
hdp véi tirng tinh ning, moi trudng st dung. Pic di€m clia mot sd san phim
chi yé&u cong ty:



4 Ngéi mau 13 san phdm rat doc ddo cia Pong TAm. Sdn pham nay phi hgp
vdi nhiéu loai cong trinh. Pic biét, sdn phdm ngéi c6 nhiéu mau ddp ¥ng dugc
nhu cAu ngldy cang phong phi ciia ngudi tiéu ding.

5 Gach bong 12 mit hang truyén thdng clia Pong TAm va ciing rat dudc wa
chudng & cdc viing néng thdn, cdc cong trinh cong cdng va diac biét 1a danh cho
xud't khau.

6 Gach ceramic: ki€u diang thong dung nhit cda vién gach 13 hinh vudng va
hinh chit nhat, ngoai ra con c6 ki€u dang hinh luc gidc (6 canh), bat gidc (tdim
canh).. V6i su phong phi vé kich thuéc nhu gach kich thuéc 30x30cm,
40x40cm, 50x50cm, 60x60 cm, 25x40cm, 10x10cm... va v4i cac hoa van phong
pht, cdc tinh ning dic trung c6 thé dap ¥ng nhu ciu da dang clia khich hang.

7 Gach granite: cling tuong tv nhu gach ceramic, dd granite ciing c6 nhi€u
kich thuéc, madu ma phit hgp véi titng ndi sit dung nhu gach san vudn, gach ciu
thang...

8 Gach cit thiy lyc: day 1a loai gach dung cho cic tién sidnh 16n, c6 do bén
cao, dudng ron rat dep. Gach cit thiy luc 12 mit hang dugc san xuit nhim ddp
trng theo yéu cau cla riéng tirng khach hang.

2.3.2 Phén tich két qud hoat dong ciia Cong ty gach Pong Tam trong thoi gian

tw nam 1999-2003
Bang 2.5: K&t qua hoat dong kinh doanh ctia Cong ty Pong TAm Dvt:
Triéu Pong
Chi tiéu nim 1999 2000 2001 2002 2003
Doanh 6 476.785 | 580.915| 788.155| 900218 | 950.000
Thué€ da nop NS 35.274 40.000 42.415 45.521 49.453

(Nguon: S6'liéu ndi bo cong ty)




Bi€u d6 5: Doanh sé va ndp thué giai doan 1999-2003
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Qua bang 2.5 cho thdy k&t quad hoat dong kinh doanh trong 5 nim gin
day tinh hinh kinh doanh clia cong ty Pong TAm ludn dat & mic ting trudng
cao. Doanh s& nim 2001 12 788.155 ty dong ting 26.29% hon so véi nim 2000.
Pé&n nim 2003 doanh s& clia Pong Tam 12 950 ty dong ting 5.24% hon so vdi
nam 2002 (900.218 ty ddng). Cuing vSi két qua d6, Cong ty gach Pong TAm da
déng gép vao ngudn thu ngan sdch mot khodn thué rat 16n. Con s6 nay di ting
tr 35.275 ty dong nim 1999 1én 49.453 ty dong nim 2003 (ting 28.66%). Tuy
nhién, tdc do ting doanh thu giai doan 2001-2003 c6 xu hudng it hon, diéu nay
cho thdy cong ty bit diu ching lai. N&u Cong ty khong c6 nhitng chién lugc
dai han sé& khé phat trién trong tuong lai.

Tuy nhién, d€ dat dugc két qua trén Cong ty ciing khong ngiing dudng
dau vé6i nhi€u khé khin nhu chi phi sdn xuat va chi phi quin 1y luén ting cao,
ddi thd canh tranh trong nganh ngdy cang nhiéu, thi phan luén bi de doa. Do
viy, muc tiéu tién quyét ciia Cong ty 13 ¢d giff vitng vi tri hang dau vé thi phan
ciing nhu nhitng muc tiéu khéc c6 lién quan. Cong ty ciing dang nd luc hét sic
minh vé ddi ndi k€ cd ddi ngoai. PE dat dugc diéu nay, Cong ty phai hoach
dinh cho minh mot chi€n lugc dai han trén co sd phan tich cidc y€u t6 moi
trudng anh hudng dén sy phdt tri€n cla cong ty d€ dé ra chi€n lugc san xuit
kinh doanh hgp ly.

2.4 Phan tich cdc y€u té ctia méi trudng bén ngoai anh hudng dén sy

phat trién cia Céng Ty Gach Pong Tam.
2.4.1 Cdc yéu to vi mo.



2.4.1.1 Cdc yéu to'vé kinh te’
[] Téng san phadm qudc ndi (GDP).
Bang 2.6 : Toc dj ting trudng GDP cia Viét Nam giai doan 1995-2003.

Nam 1995 1996 1997 1998 1999 2000 2001 2002 2003

GDP (%) 9.54 9.34 8.15 5.80 4.80 6.79 6.84 7.04

(Ngudn: Ngdn hang Phdt Trién Chdu A-ADB)

Theo bing sd liéu 2.6 cda ngin hang Phdt Trién Chiu A thi t6c do ting
trudng ctia kinh t€ Viét Nam tf ndm 1995 d€n 1997 ting khd cao, binh quin
8.5%/mdm. Tuy nhién, trong hai nim 1998-1999, t6¢c do ting trudng kinh t€
Viét Nam c6 phin gidm sit do 4nh hudng khing hodng tién t&é Chau A. Tuy
nhién tir nim 2000 tr§ di thi tdc do ting trudng GDP da gia ting trd lai, riéng
ting trudng GDP nim 2002 dat 7.04%, 1a t6c do ting cao thd hai so véi céc
nudc va cdc viing lanh thd trong khu vuc Chau A-Théi Binh Dudng, chi sau
Trung Quéc (ting 7.7%). Trong nim 2003 ting truéng GDP da dat 7.24% di€u
nay thé hién nén kinh t& Viét Nam dang phdt tri€n t6t va day 12 mot nhan t&
tdc dong tich cuc tdi cdc doanh nghiép dang hoat dong trong nén kinh t& Viét
Nam néi chung va cdc cong ty sdn xudt mit hang gach &p 14t nhu Pong TAm
noi riéng.

[IThu Nhap Kha Dung

Nhan t6 nay rdt c6 y nghia d6i véi ngdnh hang vi né cho ching ta biét 1a
ngudi din sé chi tiéu bao nhiéu cho cdc san pham trong nganh hang nay. Theo
diéu tra cia Tong cuc Thong ké, né€u so véi nim 1990, hién nay c6 55.75% s&
hd gia dinh trong cd nudc c6 mitc song khd hon. Mitc thu nhap binh quin diu
ngudi ciing ¢6 khuynh huéng ting 1én trong dé miic ting ¢ ndng thon cao hon
thanh thi, tuy nhién xét vé con s6 tuyét doi thi mic ting thu nhap giita thanh thi
va ndng thon con chénh l1éch 16n. Piéu ndy chitng té ti€ém ning thi trudng ndng
thon 12 ra't I6n.

Bing 2.7 : GDP binh quian dau ngudi tir 1995-2003

Niam 1995 | 1996 | 1997 | 1998 | 1999 | 2000 | 2001 | 2002 | 2003

GDP (US$/Ngudi) 273 311 321 340 363 400 420 | 439.5 | 483.1

(Ngudn: Ngdn hang Phdt Trién Chdu A-ADB)

Qua badng 2.7 cho chiing ta tha'y GDP binh quian dau ngudi gia ting déu
qua cdc nim. Piéu nay ciling néi 1én ngudi tiéu dung ti€p tuc mua nhitng sdn
phd&m ma ho dang s dung thay vi nhitng sdn phdm thay th& cling loai.

Mic du thu nhdp kha dung c6 ting nhung mdc do gia ting khong ding
ké. Mit khic, néu so sdnh vdi cac nudc trong khu vyc thi mitc thu nhap kha



dung clia ngudi dan Viét Nam van con thdp diéu nay c6 tdc ddng truc ti€p dén
stic mua cia ngudi dan.

Tém lai, khi thu nhap kha dung cling nhu GDP binh quian diu ngudi ting
1&n thi chitng t8 mic sdng clia ngudi dan ciing ting 1én. Liic nay, bén canh céc
nhu cau thi€t y&u hang ngay, moi ngudi thudng huéng dé€n d&€n nhitng nhu ciu
cao hon, mot trong nhitng nhu cidu dé 13 nha & phai hién dai hon, sach sé&,
thodng mdt va khang trang hon. Pay 1a mot 1gi thé rat 16n doi véi cdc cong ty
trong nganh vat liéu xay dung néi chung va cong ty gach Pong TAm néi riéng.

] Lam phat
Bing 2.8 : Chi so lam phat tir 1995-2003
Nam 1995 1996 1997 1998 1999 | 2000 | 2001 | 2002 | 2003
Lam phét (%) 12.7 4.5 3.6 9.2 0.1 -0.6 0.8 4.0 3.0

(Ngudn: Ngdn hang Phdt Trién Chéu A-ADB)

Qua bang so liéu 2.8 c¢6 thé thay ring, chinh phd Viét Nam da rat thanh
cong trong viéc ki€m sodt lam phat trong 10 nim qua, hau hét cdc chi s6 lam
phdt & cdc nim déu & mic mot con s6. Piéu dé cho tha'y nén kinh t&€ Viét Nam
ti€p tuc phat trién tot, kich thich ddu tu, phat trién kinh t&.

(] Chinh séch tién té

Pi€m ndi bat cda chinh sich tién té 12 ty gid. Ty gia VND/USD ci nim
2002 chi ting 2.1%, vira thip hon t6c do ting gid tiéu dung, vira thap hon toc
do ting ty gid 3.4% cla nim 2000 va 3.8% cda nim 2001. Sy 6n dinh ctlia ty
gid dd 1am cho tAm 1y nim gitt USD gidm han, thAm chi con ¢6 su chuyén dich
tir USD sang VND & trong nudc tao diéu kién thuin 1gi cho doanh nghiép trong
viéc xuit nhap khau hang hod, nguyén vat liéu.

[] Gia nhap t& chie quéc t&

Trong thdi gian qua, Viét Nam da tham gia vio nhiéu t§ chiic qudc t&
nhu: ASEAN, ASEM, APEC va hién dang nd luc d€ tham gia t8 chitc WTO vao
nim 2005. Pdng thdi, thyc hién 16 trinh cit gidm thu€ quan trong khudn khd
Hiép dinh vé mau dich chung (AFTA) do chinh phii ta cam k&t theo 19 trinh
dugc trinh bay trong bang dudi day.

Bing 2.9: Lo trinh cit giam thué quan khi gia nhap AFTA.

Poi véi ASEAN Poi véi cac nuée khac

2002 | 2003 | 2004 | 2005 | 2006 2003 2006-2010

Thué& nhap khau d6i v6i | 40 20 15 10 5 40 30
gach dd &p lat (%)

(Nguén: Bdn tin ndi by Hiép Hoi Gém Sit Xay Dung Viét Nam)




Hién nay gid bdn mit hang gach &p 1t trén thi trudng cao hon cdc nudc
trong khu vyc, gid xui't khiu thap, theo bing 2.9, dé c6 thé canh tranh véi cdc
nudc, hoi nhap qudc t&€ theo 16 trinh gidm thué, cin phai gidm chi phi sdn xuat,
chi phi quan 1y, chi phi luu thong, chi phi ddu tu d€ gidm gid thanh sin xuit
tirng budc dua mit bing gid sdn pham gach 6p ldt cia nudc ta d€n nim 2005
twong dudng véi mit bing gid mit hang nay cla cdc nudc trong khu vuc trong
khi ch4t lugng khong gidm ma con nang cao. Pay 1a mot thach thic 16n ddi véi
nganh gém sif xAy dung néi chung va Cong ty gach Pong TAm néi riéng.
2.4.1.2 Cdc yéu to chinh tri va ludt phdp

[ 1 V& chinh tri:

Moi trudng chinh tri 6n dinh cia Viét Nam c¢6 mot y nghia quyét dinh
trong viéc phat trién kinh t&, né tao diéu kién thuin 1gi trong viéc thu hit diu
tu nudc ngodi, gidi quyét dugc lao ddng, ddy nhanh téc do ting trudng kinh t&,
c6 tdc dong manh dén ting nhu cau tiéu diing xa hdi. Piéu d6 ciing da tdc dong
16n dén viéc tao niém tin cho cdc doanh nghiép trong viéc tao lap va tri€n khai
cdc chién luge dai han.

Chinh phii Viét Nam dang m& rong mdi quan hé ngoai giao vdi cidc nuée
trén th& giGi. Pic biét, 1a sau gan 8 nim gia nhip ASEAN, Viét Nam d3 c6
dugc moi trudng kinh doanh trong khu vuc t6t hon, mdi quan hé song phucng
gitta Viét Nam va cdc nudc thanh vién dugc cdi thi€n va nang cao hon.

Bén canh d6, phai thita nhin ring midc du Viét Nam c6 tinh hinh chinh
tri 6n dinh nhung bd mdy cdn bo hanh chinh con clra quyén, tham 6, nhiing
nhi€u doanh nghiép. Cong chitc thu€ ngang nhién doi thu lao, nhan vién hdi
quan kéo dai thdi han giit nguyén liéu nhap tif nu6c ngoai dé€ dodi “lé phi”...
Tinh trang nay dd 1am 4nh hudng 16n d€n k€ hoach sin xuit kinh doanh va
muc tiéu ha thAp chi phi trong sdn xui't kinh doanh ctia doanh nghiép.

[1 Vé luat phap:

Trong xu huéng hdi nhap vao nén kinh t&€ th€ gidi va khu vuc, Qudc Hoi
dd ban hanh va ti€p tuc hoan chinh cidc Bo6 luit kinh t& nhu Luat diu tu nuSc
ngoai, Luat thuong mai, Luit doanh nghiép, Luit thu€ gid tri gia ting, Luit
thu€ thu nhiap doanh nghiép..dé ddy nhanh ti€n trinh cdi cdch kinh t€. Céc
chinh sdch kinh t& thong thodng nhim khuy&n khich sy phat trién clia cdc thanh
phan kinh t&€ ciing thong qua di tao dugc moi trudng kinh doanh thuin Igi, lanh
manh va 6n dinh.

Bén canh d6, vin con nhiéu bt cip trong viéc trién khai va chdp hanh
luat dinh, ndi dung cdc diéu luat chua that rd rang va hgp ly, thi€u sy nhat quan



va dong bd giita cdc di€u khodn, cdc quy dinh.. Nhitng han ché& nay di giy
khong it khé khin cho doanh nghiép trong qué trinh hoat dong va phat trién.
2.4.1.3 Xa hoi

Dan s& Viét Nam hién tai da hon 80 triéu ngudi, trong d6 khu vuc nong
thon chi€m 77%/t6ng dan s&. Dy bdo dén nim 2010 din s6 Viét Nam 1én dén
87.2 triéu ngudi vdi toc dod ting khodng 1.23%/nim. T s liéu trén, ching ta
thdy ti€ém ning tiéu thu cda thi trudng nodi dia con rat doi dao chua khai thdc
hét.

Bang 2.10: Tinh dan sé Viét Nam qua c4dc nim

Niam 2000 2001 2002 2003

Dan s6 (ngan ngudi) 77,635 78,685 79,727 80,665

(Nguon: Nién gidm thong ké qua cdc ndm)

Qua bang 2.10 cho ching ta thdy ring din s6 ngay cang ting qua cdc
nam. Vi thé trong thdi gian tdi nhu ciu gach 6p lat sé ti€p tuc ting cao.

Ngoai ra, ta c6 thé thay sy gia ting d6 bdi nhitng 1y do sau:

- Nhiéu dv 4n quan trong cda nha nudc sé dugc khdi cong xay dung dic
biét 1a cdc du 4n xay dung cd s§ ha ting nhu: cdc cong trinh giao thong dudng
b0, bén cdng, cdc khu cong nghiép, khu ché& xuit...

- Hé thong d6 thi cla cd nudc bao gdbm 569 dd thi vdi 15 triéu ngudi
bing 20% dan sd clia cd nudc, trong d6 c¢6: 4 thanh phd 16n thudc Trung Uong,
73 thanh phd, thi xa thudc tinh va 495 thi trin s& dudc m& rong va xay dung
dong bd ha tang co s8, hé thdng cdc cong trinh cong cong, du 4n chung cu cho
nhitng ngudi cé thu nhip thap.

- Nhu ciu xay dung clia nhan din ciing ting cao. Theo du bdo din s&
nude ta dén nim 2010 ting 21 triéu ngudi, twong dng véi 5.25 triéu hd (tinh 4
ngudi/hd). Do dé, chi tinh riéng nhu ciu gach &p lat thi con s6 nay cé thé 1én
dén 4 ty vién gach. Pong thdi nhu cau cdi tao va xdy dung mdi nha & cla nhin
dan khi ddi sdng dudc ning cao ciing doi hdi mot lugng 16n gach dp lat.

Theo thdng ké cia tap chi xay dung nim 2003 (dugc trinh bay ¢ phu
luc 3) ta thiy ring ludng vat liéu xdy dung/ngudi néi chung va gach da 6p
l4t/ngudi néi riéng thi Viét Nam hau nhu con ri't thdp hon so v6i mot s& nuée
trong khu viyc Pong Nam A va Chau Au. Pay ciing 12 vdn dé cdc doanh nghiép
san xudt vat liéu xay dung can phdi quan tAm va sém tao dung cho chinh doanh
nghiép minh mot chi€n luge 1au dai vi nhu ciu vat liéu xay dung chic chin sé
ti€p tuc phat trién trong thdi sip tdi.



Nhu vay, c6 thé thdy ring, thi trudng gach &p l4t trong giai doan hién tai
ciing nhu giai doan t6i c¢6 nhiéu 1di th€ nhu di phan tich § trén, song ciing c6
nhiéu vin dé bat cip, nhat 13 khi AFTA c6 hiéu luc thi cdc sdn phdm gach op
lat khong con dugc bao ho nira va lic nay cong ty con phdi tham gia canh tranh
trén thi trudng véi cdc d6i thd ¢ 16i thé canh tranh hon vé trinh d6 cong nghé,
budn ban qudc t€ dén cdc mdi quan hé ban hang, diy thuc sy 1a thdch thic 16n
d6i v6i cdc cong ty sdn xud't gach 6p 14t. Vi vdy, doihdi cdc cong ty phdi cé su
chudn bi tich cuc, chu ddo d€ khong thua thiét trong quan hé kinh t& d6i ngoai.
2.4.1.4 Tu nhién

L] Vi tri dia 1y:

Viét Nam 12 mot qudc gia ven Bién bong, dugc chia thanh 64 tinh thanh
theo 8 viing kinh t& niim trong khu vuc phat trién ning dong nhat thé gidi, gin
lién Chau A-Thdi Binh Duong va nhét 1a Pong Nam A; Cic nudc trong khu
vuc da va dang quan tAm nhiéu dé€n sy phdt trién cta nudc ta gin véi viec md
dudng xuyén A. Sy quan tim nay s& c6 tic dong tich cuc dé€n viéc ki€n thiét
cdc ctta vio-ra § Mién Trung va dic biét 1a dia ban kinh t€ trong di€m mién
Trung va mién Nam. Vi tri dia 1y nay 12 y€u t6 rat quan trong gitip cho nganh
san xudt gach 14t nén phat trién, tuy nhién né ciing dit ra nhiéu van dé ma
chiing ta can phdi gidi quyé&t nhu: sy canh tranh cia cdc nu6c 1an cin trong khu
vUuc...

[] Tai nguyén thién nhién:

Ngudn tai nguyén khodng sdn xét trén pham vi toan qudc rit da dang va
phong phi, tir cdc loai khodng san dugc khai thiac va s dung ngay trong nganh
vat liéu xay dung nhu: d4 cét sdi, dd ong... d€n cdc loai nguyén liéu dung cho
san xuat cdc chiing loai vat liéu xay dung thong dung nhu: xi ming, gach ngoi,
vOi x4y dung... cling nhu cdc ching loai vat liéu xay dung trang tri va hoan
thién nhu: gach ceramic, si vé sinh, gach 6p lit.. Tuy nhién, tai nguyén
khodng sdn nu6c ta cé dic trung 12 phan bd khong déu, tip trung chii y&u &
viing TAy Bic, Pong Bic, Bic Trung B6 va ving Pdng bing song Hong, k&
dén 1a vang nam Trung bd, Pong Nam B9, con ving TAy Nguyén va dic biét
12 viing Pdng bing sdong Ctru Long thi rit han ch€. Pic di€ém nay lam cho viéc
san xudt vat liéu xay dung néi chung va gach 6p 14t néi riéng § mot sd ving c6
khé khin, hoic 1a phdi van chuyén nguyén vat liéu xa hoidc 1a tip trung san
Xudt & viing c6 nguyén liéu rdi vin chuyén sin phidm di xa, du hinh thifc ndo
thi chi phi van chuyén ciing ddy gid thanh sin pham I&én cao 1am cho viéc tiéu
thu ¢6 nhiéu khé khin.

Trong 4 nha mdy san xudt gach cia Pong Tam d3 c6 dén 3 nha mdy
nim & tinh Long An, mot nha mdy nim & Mién Trung. Vi th€ mot tr§ ngai rat



16n 12 nha mdy nim cdch xa ngudén nguyén liéu. Cdc nha mdy trong Mién Nam
tan dung dudc mot phan nguyén liéu § Nam Bo nhung trit lugng cdc md & day
khong cao (dat sét gach ngéi chi chi€ém 1,233 triéu tin trong tong 3,029.40
triéu tAn trong cd nudc hay md cao lanh va sét gdm st chi chi€m 276.3 triéu
tdn trong tong s6 989.5 triéu tan). Pay 1a mot trong nhitng khé khin ma Cong
ty gach Pong TAm dang vudng phdi trong ngudn khai thic nguyén liéu dau vao
ctiia minh.

Mit di ngudn tai nguyén khodng sin lam vat liéu xdy dung mdi dugc
khai thdc & mic do chua cao nhung viéc khai thac rat thy tién, cong nghé khai
thdc con lac hau, chdp vd, nhi€u co s khong c6 thi€t k&€ md, khai thdc tiy tién
dé 1am, khé bd... cdng vdi viéc sit dung tdi nguyén khong ding muc dich gay
nén lang phi va 4nh hudng d&€n cdnh quan thién nhién, moi trudng & nhi€u khu
vuc.
2.4.1.5 Cong nghe.

Mot trong nhitng yé&u t6 d€ sdn pham c6 thé canh tranh trén thi trudng
thé€ gi6i va khu vuc 1a trinh do k§j thuat va cong nghé hién dai. Trong thdi gian
gin diy, khoa hoc va cong nghé th€ gidi dd c6 nhitng budc ti€n vudt bac va trd
thanh luc lugng sdn xuit truc ti€p quan trong thic ddy qud trinh phat tri€n san
xuat va thuong mai th€ gidi.

Chinh vi th&, nha nuéc khuyén khich cdc doanh nghiép si dung cong
nghé hién dai bing chinh sach thu€ vu dai. Bén canh d6 nha nudc ciing khuyén
khich cdc c6ng trinh nghién cdu khoa hoc trong nugc giip ha gid thanh san
phdm. C6 rit nhi€u cong trinh nghién citu thanh cong mang lai mot s6 1gi ich
rat 16n cho nganh sdn xuat gach 6p ldt nhu Frit duc tif cdc hgp chit thién nhién
dung 1am men cho gach 6p l4t.. Mit khdc, nganh cong nghé héa chit di tao
nhiéu chat liéu 8t hon tao diéu kién thuin 1gi cho nganh sdn xuit gach lat nén,
da dang héa san phAm nhim thda min t&t hon nhu ciu cla ngudi tiéu ding va
bdo vé siic khde ciing nhu moi trudng.

Bén canh d6, cong nghé vé bao bi, in 4n va vat liéu bao bi clia Viét
Nam phdt tri€n manh. Sy ra d5i va phdt tri€n cla cdc cong ty marketing
chuyén nghiép trong nuc cho phép cic doanh nghiép trong nganh ha thap chi
phi sdn xuit, ti€p thi.

Tuy nhién, khoa hoc cdng nghé & cdc nuSc phat tri€n da budc vao cudc
cdach mang khoa hoc k¥ thuat 1an tht 3, cdc cong ty ndi ti€ng trén th€ gigi da
tung ra nhiéu diy chuyén cong nghé dong bo tién ti€n va thi€t bi hién dai cho
san xuat gach &p lat.. Vira qua tip doan SACMI vira tung ra cdc san pham nhu:
ddy may ép chiu luc cao cho sdn xuat gach granite, bo thiét bi cap liéu truyén



din cho sdn xuAt gach granite.... Trong diéu kién 4y, Viét Nam phadi c6 mot sur
nd lyc rat 16n mdi c6 thé theo kip cdc nudc trong khu viyc va trén thé gidi.

2.4.2 Cdc yéu té' vi mo

2.4.2.1 Khdch hang

Khdch hang 1uon 1a y&u t6 quan trong hang dau va khong thé tich rdi
doi vdi bat ky cong ty nao. Muc tiéu kinh doanh dit ra thanh cdng hay khong
mdt phan 13 do ngudi tiéu diung cdm nhdn va quyét dinh. Sy tin nhiém cia
khach hang 12 tai sdn 16n nhat vd dnh hudng dén sy thanh cong cia Pong Tam.
Ngay nay, mic song clia ngudi dan phan nao da cdi thién, nhu cau ngly cang
cao nén khach hang ngay cang khé tinh hon. Vi thé€ khich hang 1a mot trong
nhitng y€u t6 chi€m vai trd quan trong trong hoat dong san xuit kinh doanh cia
cong ty.

Cong ty gach Pong TaAm ludn quan tAm va coi trong cdc dé xuit cla
khdch hang trong viéc tao dung cic mo hinh trung bay miu tai cta hang, dé
clra hang c6 thé gidi thiéu v6i ngudi tiéu diing nhitng moé tuyp ki€n tric phdi
hop giita mau sic v6i khong gian tring bay mot cdch trang trong hai hoa. Bén
canh d6, nhitng sdn phdm mdi clia gach Pong TAm ra ddi déu xuat phat tir
nhitng ¥ tuéng, nhitng dong gép chan thanh cia khich hang trong qué trinh st
dung san pham ctia Gach Péng Tam.

2.4.2.2 Déi thii canh tranh

Trude nim 1995 thi trudng gach 6p 14t tai Viét Nam con rat han hep cd
vé 6 lugng va chdt lugng. San phdm sin xuit trong nudc chi't lugng chua cao,
miu mi chua phong phi, chua ddp tng dugc nhu cdu ngudi tiéu dung. Sin
phd&m ngoai nhap thi chit lugng t6t, mau mi dep nhung gid ci tuong ddi cao.
Sau ndm 1996, mot s6 cong ty trong nudc sdn xudt gach 6p ldt hinh thanh két
hdp véi sy ddu tu truc ti€p tif cdc nude 1an cin 1am cho thi trudng gach &p 14t
tré nén sdi dong hon véi sy tham gia cda cdc thuong hiéu nhu Pdng Tam,
White Horse, American Home, Veglacera, Thanh Thanh, Y My. Cdc doi tha
canh tranh ctia Cong ty Gach Pdng Tam c6 thé chia 1am 3 nhém sau:
(I Cdc doi thii canh tranh thudc phdn khiic thi truong san phdm cé chdt luong
cao nhu White Horse, Taicera, American Home, My Diic (Nhom 1)

Qua bdng 2.11(trang bén), ta thdy ring tdng sin lugng san xudt cda
Cong ty Péng Tadm niam 2002 1a 11,125m” ting 47.06% so véi nim 2001.
Trong giai doan nay nha mdy Péng TAm mién trung bit dau hoat dong kéo
theo sin lugng tiéu thu ting 54.14% tuong duong 9,825m’. Nam 2003 sin
lugng tiéu thy ting 11,96% tuong dudng 11,000m? so v6i nam 2002. Ty trong



clia POng tim so v6i nhitng d6i thd khdc cing nhém thi Pong TAm hién dang
din diu thi trudng v€ sdn lugng sdn xuit cling nhu sdn lugng tiéu thy.
Bang 2.12: Nhitng di€ém manh va di€m yé&u ciia nhém canh tranh chat

lugng cao
Tiéu chi Taicera My bic American White horse | Pong TAm
Home
Mau sic | Pa dang Pa dang Pa dang Chua da dang | Pa dang
b4 cing, | Theo ti€u Theo tiéu Theo tiéu Theo tiéu Theo ti€u
phing chuin chuin chuin chuin chuin
Gid cd Trung binh Tuong ddi cao | Tuong d6i cao | Twong d6i cao | Cao
Phan Hé thong dai | Kénh phin Phan phdi Phan phdi Phan phdi
phoi 1y capl, cAp 2 | phoi 01 c&p, |rongkhdpcd |rongkhipcd |rongkhip ca
tap trung TP | nuGc nudc nudc
16n
Khuyén | Hau nhu Thudng trén | Ap dung Gidm truc Thudng trén
mai khong c6 doanh s6 bdn | chinh sdch ti€p vao don | doanh s6 bdn.
khuyé&n mai gid, néu tra
chocdcclta | biing tién mit
hang cong tdc | hodc mua s6
lugng 16n
Hau mai | Tra hang de Gidi quyét Chinh sach Chinh sach Chinh siach
dang nhanh chéng | hau maii ot h3u mai trung | hdu mai trung
khi€u nai, binh binh-kha
thic mic cla
khach hang.
Khach Thu nhap Thu nhdp cao | Thu nhdp Thu nhap Thu nhap
hang trung binh trung binh trung binh trung binh va
muc ti€u cao

[ICdc doi thii canh tranh thudc phéan khiic thi truong san phdm cé chét
lugng trung binh nhu Viglacera, Hoang Gia, Y My, Thanh Thanh (Nhém 2)

Qua bing 2.13 (trang bén), ta thdy ring trong 4 nhin hiéu din diu thi
trudng vé nhém sdn phadm cé chit lugng trung binh hau nhu khong chénh 1éch
nhau nhi€u vé sin lugng sdn xuat va tiéu thu. Tuy nhién, trong nim 2003 din
dau 1a Viglacera, thit 2 1a Thanh Thanh, thit 3 12 Hoang Gia va thit 4 1a Y My.
Bang 2.14: Nhitng di€ém manh va di€m yé&u cia nhém canh tranh chat

lugng TB
Tiéu chi YMy Hoang Gia Thanh Thanh Viglacera
Mau sic Pa dang Chua da dang Chua da dang Chua da dang
Do cung, Theo tiéu chudn | Trung binh Trung binh Trung binh




phing

Gid cé Thap Thap Thap Thap

Phian phdi | Kénh phdn phdi | Phdn phdirong | Phdn phdirdng | Phan phdirong
tap trung TP khip cd nuéc khip cd nudc khip cd nudc

Khuyén HAu nhu khdng | Thudng trén Thudng trén HAu nhu khong

mii c doanh s& bdn doanh s bdn c6

Héau mai Giao hang nhanh | Giao hang nhanh | Trung binh Trung bing

Khach Thu nhép cao, Thu nhép trung Thu nhép trung Thu nhdp trung

hang muc | trung binh binh va thap binh va thap binh va thap

ti€u

DP6i v6i nhém ddi thd canh tranh ¢é chit lugng trung binh ta nhin thay
ning lyc sdn xudt va tiéu thu cling chi€ém mot phan tuong ddi cao. Cdc sidn
phdm ctia nhém ddi thd nay khong da dang vé miu mi, mau sic, 46 bén chua
cao... Vi viy cdc san phAm tip trung trén phan khic thi trudng c6 thu nhap thap,
ving ndng thdn, ngoai thanh.. Mot trong nhitng thé canh tranh manh clia nhém
san phdm nay gid cd tuong ddi thap phi hdp vdi tii tién cla tAng 16p cé thu
nhap thdp. Tuy nhién, diém yé&u clia cic nhém ddi thi nay 1a sin phdm chat
lugng khong cao, cdc chinh sdch quing cdo khuy&n mai, tuyén truyén chua dd
manh.

[ICdc doi thii canh tranh ngoai nudc.

Bén canh cdc d6i thii canh tranh trong nudc, cong ty Gach Pong Tam
cling rat quan tAm d€n cdc d6i tha canh tranh & nuc ngoai. Ngoai dp luc khi
gia nhidp AFTA, thi trudng gach 6p lat trong nudc con chiu stc ép tit Trung
Qudc- ddi thi canh tranh clia Cong ty Gach Pong TAm ddi v6i mit hang gach
men cAp binh din va siic ép tif cdc nuéc EU- doi thd canh tranh clia Cong ty
Gach Pong TAm d6i v6i mit hang gach men cao cAp. Mic di chua duge hudng
thu€ vu dai nhu hang clia cac nu6c ASEAN nhung gach Trung Qudc hién van
chi€m thi phan khong nhé nhd gid ré. Bén canh d6, cic mit hang gach men c6
Xuat xi& tr Chdu Au nhv Y, Pic, Phép, B6 Pao Nha.. méi day cling dugc Bo
Tai chinh ra quyét dinh bdi bd 4p dung gid tinh thu& nhap khiu t&i thi€u, do
vay lugng hang nhap khau tir Chdu Au hién ciing dang gia ting trén thi trudng
véi mic gid mém hon. Diéu nay chinh 12 khé khin thich thic ddi véi cdc
doanh nghiép sidn xudt gach &p ldt Viét Nam khi canh tranh trong thdi ky hoi
nhap.

Mit khic, hang ngoai con c¢6 uu th€ hon hang noi vé “thdi vu™: ldc trdi
vu nhu ciu tiéu thu gidm, cdc don vi xudt nhap khau khong nhap hang vé ma
chi nhip vao mua x4y dung, trong khi d6 cdc doanh nghiép sidn xuit phai sdn



Xui't quanh nim ciing chi nhim vao mia x4y dung d€ ban hang, nén chiu sy
canh tranh gdy git ciia hang ngoai.
2.4.2.3 Do thii tiem dn.

Theo B6 Xay Dung, nganh xiy dung ti€p tuc xem xét cic du dn dau tu
16n trong nhitng ndm sdp t6i. Thém vao do, sy ra ddi cda Luat Doanh Nghiép
cling vdi chinh sdch thu hiit ddu tu nudc ngoai, cd phan héa ciac doanh nghiép
nha nuéc nhim ting stfc manh tai chinh cho cdc doanh nghiép nha nudc sé lam
xuit hién doi thi méi gia nhap vao nganh trong tuong lai.
2.4.2.4 Nha cung cép.

Ngudn nguyén liéu ding cho sdn xuit gach 6p lat clda cong ty cé thé
chia 1am 2 loai. C4c nguyén liéu dé€ sdn xud't xuong gach nhu dit sét, cao lanh,
trudng thach, thach anh, d4 voi, dd6lomit..chli y€u dudc cung cip bdi cidc nha
cung cip trong nudc. Cdc nguyén liéu vé men mau va frit, hod chat cdc loai
phdi nhip khiu véi lugng khic 16n. Hién nay, cdc nha mdy sin xuit gach
ceramic va granite déu sdn xudt véi cong sudt 16n , cdng nghé tién ti€n da va
dang doi hdi nguyén liéu dau vao phdi mang tinh cong nghiép: sd ludng 16n,
ddng nhat, ddm bio yéu cau k¥ thuit va 6n dinh chi't lugng. Trong khi d6, cic
co s& khai thdc ch€ bi€n nguyén liéu hau nhu chua dau tw cdng nghé va thi€t bi
phl hgp, viéc khai thdc hét sitc thi cong. Tir d6 din dén mat can d6i vé cung
ciu, cic cd sd khai thiac nguyén liéu tiéu thu chdm sidn pham ctia minh, trong
khi @6 cdc cong ty sdn xud't gach phai nhap khiau nguyén liéu tif nu6c ngoai.

Trong thdi gian gin day, chinh phi di c¢é nhitng chinh sdch, bién phdp
trong viéc diu tu hién dai héa cong nghé khai thac, ch& bi€n, tuyén chon cédc
nguyén liéu khoang sdn d€ c6 kha ning lam giau, lam sach, dong nhat va ché&
bi€n hop 1y cdc nguyén liéu 1am xuong, men. Chinh phi d3 buSc dau nghién
citu diu tu xay dung mdt s6 co s ché bién tai cdc ving nguyén liéu nhu Phd
Tho, Quing Binh, LAm Pdng, Binh Duong... cho cdc loai nguyén liéu chinh: dat
sét, cao lanh, trudng thach, thach anh. Bé€n canh d6, chinh phl ciing uu tién
phdt tri€n frit, men, mau d€ nguyén liéu tinh sau ché& bié€n cé thi trudng tiéu thuy
thuan 1gi va gép phan tich cuc trong viéc ha gid thanh.
2.4.2.5 Sdn phdm thay thé méi

D3&i véi loai sdn pham 12 gach &p 14t thi sdn phadm thay th€ clia né chinh
1a san biing gd, bing thim, bing ximing, biing dat.. O nhitng tda nha twong dSi
cao cip trd 1én thong thudng ho thich trang tri biing san gd hay thim. Hay & cdc
nha mdy sdn xuat thi ho lai ding san ximing. Anh hudng clia nhitng sidn phim
thay th& nay da tdc dong khong nhé dén sin lugng tiéu thu gach 6p 1t Pong
Tam noi1 ri€ng va toan nganh né chung.



2.5 Phan tich cdc y&€u té ciia moi trudng bén trong anh huéng dén sy phat
trién cia Cong ty gach Pong Tam

2.5.1 Ngudn nhén luc

[IVé trinh d6 lao dong

Bang 2.15: Tinh hinh lao dong nim 2003

Can bd ky thuat Trinh d¢ Cong nhian Trinh d¢
Téng s6 (ngudi) 102 | Tong sd (ngudi) 1,200
Cao ding (%) 36.27 | Cap 1 (%) 18.58
bai hoc (%) 60.78 | Cap II (%) 61.42
Trén dai hoc (%) 2.95 | Cap II (%) 20.00

N (%) 15.42
Nam (%) 84.58

(Nguon: SO liéu ndi b cong ty ndm 2003)

Qua bang 2.15 cho thdy, doi ngii can bd ky thuat khd hang hau, véi
60.78% c6 trinh do dai hoc 12 ngudén nhan luc quy bdu dua cong ty di 1én, ti€p
nhan mdt cich nhanh nhay nhitng thong tin khoa hoc k§ thuit trong linh vuc
san xuat, thi€t k€ mau ma sidn phdm, 12 ngudi ddm nhan van dé chi't luong sin
phdm clia cong ty.

Luc lugng cdng nhan khd nhi€u, véi trinh do vin héa cap III chi€m 20%
ciing kh4 thuin 1di trong viéc dao tao 1y thuyét ciing nhu thyc hanh. Tuy nhién,
ty 1& cong nhan c6 trinh dd cAp I va cdp II chi€m trén 80% la mot bat 1gi 16n.
Trong thdi dai ma cong nghé phdt trién nhu vii bdo hién nay, cong ty nén dong
vién sO lugng cong nhan nay bd tic vin héa d€ c6 thé gidi quyét cong viée clia
cong ty dudc t6t hon.

] Nang cao trinh do lao dong
Bang 2.16: Caic hinh thitc ning cao trinh dj lao dong.

Cac hinh thic ning cao trinh do lao dong Muc do

-1 Ct can bd ra nudc ngoai tham quan, hoc hdi.

-2 Thué chuyén gia huéng dan st dung thiét bi

-3 T4 chitc cong nhan cii kém cong nhan méi

-4 B& sung luc lugng ky su tré

-5 M@ céc 16p dao tao cho lao dong tai cong ty

-6 Ctt nhan vién tham du cdc 16p bd sung ning cao ki€n thic.

Hang nam
Theo yéu ciu
Thudng xuyén
Thudng xuyén
Thudng xuyén
Thudng xuyén

Po6i ngii k§ su phu trach k§ thuat dugc tuyén chon ky ludng va dodi hdi
phdi cap nhat ki€n thitc k§ thuat. Hing nim, cdng ty Pong TAm dua nhitng k§



su ra nudc ngoai tham quan, hoc héi va cip nhip nhitng ki€n thic vé cong
nghé.

Poi ngii cong nhan tryc ti€p san xudt phan 16n dudce dio tao tay nghé tai
cong ty, theo mdt k§ thuit sdn xudt va phong cdch chung. Bén canh dé, céic
cong nhan mdi déu dugc t6 chiic kém cAp bdi nhitng cong nhan cii.

Nhitng ki€n tric sw, nhan vién kinh doanh dugc thudng xuyén tap huan,
dugc tham gia cdc hoi chg qudc t&€ chuyén nganh tai Chau Au dé ddi mdi tu
duy hon trong vdn dé nhan thitc vé thiét k&, trung bay va cung cdch ban hang,
cung cach phuc vu khdach hang cua cdc cong ty chuyén dung

Doi ngii co6ng nhdn vién tré trung ning déng, dic biét ddoi ngl ban hang
c6 mot phong cich ning dong, dugc tuyén chon va dio tao rat k§ ludng. Cong
ty dang c6 chinh sich b3 sung niang cao ki€n thiic cho tit cd cdc nhin vién
trong cdc bo phan bing cdch ct di hoc cdc khdéa dao tao nhitng kj ning lién
quan dén linh vyc ma minh cong téc.

[ 1 V& tinh hinh quén 1y
Bang 2.17: Ty 1¢ lao dong quan 1y trong cong ty qua cic nim.

Nam 1999 2000 2001 2002 2003
T6ng s0 lao dong (ngudi) 936 968 1,332 1,816 1,972
Lao ddng quan 1y(%) 19.23 22.31 22.50 22.65 23.00

(Nguon: S6'liéu ndi bo cong ty)

Qua bdng 2.17 cho thiy ty 1& lao dong quin 1y qua cdc nim ludn ting,
nam 2003 chi€m 23% s6 lao dong. Poi ngil cdn bd quén 1y nay dugc bo tri theo
niang lyc thuc thu va chuyén mon cia tirng cd nhan. Ngoai ra, ddi ngl nay lién
tuc ¢6 k&€ hoach dao tao va nang cao trinh do quin Iy.

Tuy nhién, mic du cong ty d3 md rong quy md nhung vin con mang
phong cich quan ly gia dinh, mot s& nha qudn 1y con han ché vé kinh nghiém
di€éu hanh va qudn tri, mdt s6 van chua thit nhiét tinh... do tdc dong nhu chinh
sach tién luong, su phin chia cong viéc nén da lam han ch€ tinh sidng tao va
ning dong cda nhin vién. Pdy 12 mot bt cAp ma cong ty can phdi c6 hudng
thay ddi trong thdi gian tdi.

Thu nhip cua ngudi lao djong
Bang 2.18: Thu nhap binh quin ctia ngudi lao dong qua cidc nim

Nam 1999 2000 2001 2002 2003

Thu nhip binh quian (VND) | 1,039,191 | 1,327,150 | 1,341,355 | 1,390,000

(Nguodn: S6 liéu ndi bo cong ty)

Theo bdng 2.18 ta thay ring thu nhap binh quin cla ngudi lao dong qua
cdc nidm c6 ting 1én, nhung mdc ting nay khong cao lim, trong khi tinh hinh
gid ci thi trudng ting mot cach dang k€. Pay 12 mot trong nhitng van dé hét

1,415,250



sitc quan trong ma linh dao cong ty cAn xem xét va ¢c6 mot huéng thich hop dé
khuyén khich cdn bo cong nhin vién ning cao tinh than lam viéc gép phan
ning cao ning luc sdn xuit cla cong ty.

2.5.2 Chién luoc Marketing

Trong bdi cdnh thi trudng ngay cang gay git, Gach Pong TAm ludn
khing dinh vai trd cin thi€t clia cdc chi€n lugc Marketing trong chi€n ludc phat
trién ctia minh. Du6i ddy 13 cdc chi€n lugc marketing cia cong ty:
2.5.2.1 Chién lugc san phdm.

Chat lugng sidn phdm va dich vu khdch hang 12 nhitng y&u t& quan tim
hang dau cla gach Pong TaAm. Cong ty ludn cip nhat nhitng tri thitc khoa hoc
tién ti€n vao cdc hoat dong sdn xuit nhim nang cao chat lugng, ddp ng dugc
yéu cau clia ngudi st dung trong nuéc ciing nhur ngoai nuéc.

Cong ty Pong TAm ciing da thyc hién thanh cong hé théng quin 1y chit
lugng theo tiéu chuin qudc t&€ ISO 9001, tiéu chuidn cao nhit trong bd ISO
9000. Péng TAm ciing 12 don vi dau tién clia nganh VLXD Viét Nam 4p dung
tiéu chuén nay.

Chinh vi vdy, mic du mang thudng hiéu Viét Nam va chi mdéi ra doi tir
nim 1998, nhung cdc sin phim ciia cong ty di nhanh chéng dudc ngudi tiéu
dung chidp nhian va dugc ngudi tiéu diung binh chon 1a hang Viét Nam chat
lugng cao lién tuc tir nim 1999 dé&n nay. Va gan diy nhat, Cong ty Gach Pdong
TAm dudc binh chon ditng hang diu trong nganh VLXD vdi nhitng sdn phim da
dang vé mau sic, kich ¢& va cong dung (duge trinh bay ¢ phu luc so 4).

V6i phuong cham: “ludn tao wu thé tuyét doi cho sdn phdm vé tinh ndng
ciing nhu chiing loai va ki€u ddng”, Cong ty Péng Tam cho ra ddi mot loat cdc
san pham gach &p 14t c6 cac thudc tinh riéng biét phit hgp vdi titng khong gian,
tung dia di€m. Cu thé:

Gach 14t nén 30x30cm, 40x40cm mAu md, nhdm thich hgp cho méi
trudng cong cong nhu bénh vién, trudng hoc... V4i tinh ning nay, han ché dugc
van dé vé sinh, ddm bdo dd an toan, tranh tron trugt cho ngudi di chuyén...

San phdm gach 6p l4t gid gd nhu mau GO Daklak, G& Dalat... phii hgp
cho nhitng ngdi nha theo phong cdch ¢d. LAy cdm xiic tir thién nhién, k&t hgp
vdi su sdng tao doc ddo Pong TAm cho ra ddi bd suu tip san pham Dau an
thoi gian gdm P4 Phi Qudc, P4 Nha Trang.. mang hdi thd cia bién. Pay la
loai gach Granite phii men c6 dd nhdm, gd ghé, chiu dugc mai mon, dic biét 1a
han ch& dudc tron trugt.

Nén va tudng clia phong tim thudng ti€p xic vdi héa chit va chit bin
nhu cdc sdn pham dung cho vé sinh c4 nhian, my phdm, nudc hoa, bot giit. V4i



tinh ning nay, Pdng TAm cho ra ddi sdn phaAm gach &p nén va 14t nén c6 tinh
niing chong dudc héa chat dic biét 1a acid va alkaline.

Gach nén § cdc khu vuc nha mdy sé& chiu mot trong t3i rat 16n clia may
mdc, thi€t bi sdn xuit va cdc hda chit in mon..c6 cdc loai gach phi hop vdéi
ddc tinh nay.

V6i dic tinh wu viét 12 chéng dugc nAim moc, khong déng réu, cdch am,
céch nhiét tot, chiu dugc mua ning, ngéi cement mau 1a loai vat liéu 1dp dudc
wa chudng nhat trén th€ gii. Pay 1a sdn phim ddc ddo cia Cong ty Pdng TAm
va sdn pham nay chi€m mot vi tri khd 16n trong thi trudng ngdi cement mau &
Viét Nam. Ngoai su da dang phong pht vé mau sic trong trang tri, ngéi mau
con tao nén nét dic trung clia tirng ngdi nha, nhat 1a cdc nha biét thy cao cip
theo phong cach mdi.

Theo bdng 2.19 (trang bén), tir s6 liéu diu tra thyc hién vao thing 03/2004
cho thdy, hon 50% khdch hang quan tdm vé céc y€u t6 nhu Po citng, Do bén,
MAiu mi da dang va dong y riing cdc yé&u t6 nay c6 chit lugng cao hon cédc sdn
phdm clng loai khdc. C6 47.10% khach hang quan tAm va ddng y tuyét doi vé
yé&u t6 Po phing clia gach Pdng TAm so vdi sdn phdm clung loai. Nhu vay, chat
lugng sdn phim Pdng TAm 13 cao so vdi cdc thuong hiéu khdc trong nganh

gach 6p l4t.
2.5.2.2 Chién lugc gid

Ngay nay, trén thi trudng th€ gidi, canh tranh vé chat lugng sdn phim,
dich vu, thdi gian va diéu kién giao hang dugc dit 1én vi tri hang dau. Nhung
gid cd van c6 vai trd nht dinh, thAm chi con dién ra gay git. Gid cd van con la
quan tda xdc dinh 1gi ich kinh t& giita ngudi ban va ngudi mua.

Khi xdy dung chi€n lugc gid cd Cong ty Gach Pdng Tam thudng dya
vao 4 y&u td sau:

- Dya trén chi phi sdn xuét va gid thinh don vi sdn phim trong du todn.

- Dya trén co s§ u6c lugng dugce tong cau vé sidn pham hang héa, dich

vu.

- Phai phit hdp vdi dic diém thi trudng canh tranh va cdc diéu kién vé

thdi gian va khong gian cu thé.

- Cédn ¢t vao ludt phdap va vin ban dudi luit c6 lién quan.

Trén co s& d6, Cong ty Gach Pong Tam xay dung chié€n ludc gid theo
quan di€m cta Philip Kotler. Cu thé chié€n lugc gid ci cic san phdm clia Cong
ty Gach Pong Tam 13 chi€n lugc “hot phan ngon” hodc 1a “chi€n luge bam
chic thi trudng”. V6i muc tiéu ndy, Cong ty gach Pong TAm ludn dit chat
lugng sin pham 13 yé&u td hang dau.



Gid gach Pong TAm so v§i ddi thi canh tranh (dugc trinh bay ¢ phu luc 5) cho
thay ring:

- Gi4 c4 gach men Pdng TAm cao hon so vé6i cdc sdn phaAm cling loai clia

cidc cong ty khdc ngoai trtr Cong ty American Home. Con so véi cédc

cong ty khac gach Pong TAm c6 chit lugng t6t hon nhung gid bdn ciing
cao hon.

- Pdi v6i gach granite: gid ban clia gach Pong TAm déu cao hon gid ban

cla cdc d6i thii canh tranh, mitc chénh 1éch gid & mic twong d6i cao, ¢

loai cao hon dén 80%.

Xu hudéng hi€n nay, cidc cong ty 16n truGc diy dinh gid cao nhu
Whitehorse, American Home... , khi tung ra sin phaAm mdi trén thi trudng lai
dinh gia thdp 1am cho mit bing gid trén thi trudng xudng thdp tao ra sy canh
tranh gay git vé gid. PAy 1a mot trong nhitng van dé can chd trong trong chién
luge gid 1au dai cho gach Péng Tam.

Bén canh d6 cdc sdn phaAm gach granite clia Thach Ban, Tién Son,
Trung D6, Docera,... thi lai ¢c6 nhitng mic gid rat thAp ngang bing vé6i gid gach
men lam 4nh hudng d&€n mit bing gid gach granite trén thi trudng.

Nhu vay, vin dé dit ra & ddy 1a mifc gid cao nhu vy khdch hang c6
chap nhan gach Pong TAm hay khong? Trong cudc di€u tra 140 ngudi tiéu
dung dudc thuc hién vao thing 3/2004 ta thu dudc k&t qua sau:

Bang 2.20: K&t qua khido sat mifc do déng ¥ vé gia ca ctia Pong Tam so véi
cac san pham cung loai khic

Miic d@d 1 Miic do 2 Miic do 3 Mic 36 4 Miic dd 5 Téng cong
Tuong | Tuyét | Tuong | Tuyét | Tuong | Tuyét | Tudng | Tuyét | Tuong | Tuyét | Tuong | Tuyét
doi do6i doi aoi doi doi doi aoi aoi doi do6i doi
Gia cao - - 2 1.4 14 10.0 20 14.3 104 74.3 140 100
Khd - ning 10 7.1 20| 143 76 | 543 34| 243 140 | 100
chiap nhian

(Theo Phu luc 1)

Qua bang 2.20 cho thdy ring, 74.30% khach hang hoan toan dong y gid
ctia Pong TAm hién tai cao hon so v6i sin phdm ciing loai va khong khich
hang nao dong ¥y ring gid clia gach Pdng Tam la ré. Lién quan dén y&u to
“kha ning chdp nhin gid ” thi khong khdch hang nao hoan toan dong y va chip
nhan gid cda gach Pong Tam. Trong khi d6, 54.30% khdch hang chap nhin gid
cia gach Pong TAm & mic dd 3 — Trung binh. Tém lai, chinh sich gid cla
Pong Tam dang 4p dung 12 cao hon so v6i sadn phdm ciing loai.
2.5.2.3 Chién lugc phdan phéi




Qua kinh nghiém hoat dong cia minh, gach Péng TAm di chon phuong
thitc mua ddt ban doan thong qua cdc chi nhdnh, nha phan phoi, cita hang cong
tdc va ngudi tiéu dung. Vi phuong thiic phadn phdi nay ddm bdo dudc viéc
phan phdi nhanh chéng va trdch nhiém d6i vdi khdch hang nhim tao mdt niém
tin trong long khach hang.

Tinh dé&n thang 7 nim 2003, Pdng TAm da c6 hon 8 chi nhdnh, v6i gan
hon 20 nha phan phdi va trén 5.000 ctta hang cOng tdc trén cdc tinh thanh trong
c4 nudc. Tuy nhién, mang ludi tiéu thu ciia gach Pong TAm chua bao trim hét
t4't cd cdc tinh thanh trong cd nudc va nhat 1a khu vuc viing siu, viing xa.

Bén canh dé, Pong TAm con ¢6 cdc Showroom & cdc nude nhu Phdp,
My, Campuchia, va cdc nudc chiu M latinh.. Tuy nhién, ty 1& xudt khiu
chi€m mot lugng ra't nhd, khodng 2% trén tdng doanh sd clia cd hé thdng Cong
ty Pong TAm.

Hé thong kénh phan phdi ctia Cong ty gach Pong Tam (dugc trinh bay
¢ phu luc s 6) c6 vu di€m 1a phian phdi rong khip toan ldnh thd, ddp tng
nhanh chéng nhu ciu ctiia khdch hang. Mang 1u6i cita hang cong tdc clia cong
ty ngay cang dugc md rong nhd vao chinh sdch chi€t khiu, cdc chinh sich
thudng trén doanh s6, giao hang tin noi cho khiach hang. Bén canh dé, cong ty
con 4p dung hinh thitc trd chim cho cdc nha phin phdi, cdc clra hang cong tic
c6 uy tin, doanh s cao. Py la mot 1gi thé rdt 16n ma cdng ty Pong TAm dang
c6 so vdi cdc doi thli canh tranh.

Bdng 2.21: K&t qua khdo sit vé mang lugi phan phdi clia gach Pong TAm

Frequency | Percent Valid Cumulative
Percent Percent
Valid 3 8 5.7 5.7 5.7
4 26 18.6 18.6 24.3
Hoan toan dong y 106 75.7 75.7 100.0
Total 140 100.0 100.0
(Theo Phu Luc 1)

Qua bang 2.21 cho thay, 75.70% khach hang hoan toan dong ¥ sdn phdm
clia Pong TAm c6 mang 1uSi rong khip va c¢é thé mua & bat ky noi nao. Ngugc
lai, khong c6 sy dong tinh ndo vé su han ché trong hé thdng phan phdi cla

gach Pong TAm.
2.5.2.4

2.5.2.4.1 Qudng cdo.

Chién luoc khuyén mai

Bang 2.22: Chi phi quang cdo qua cdc nim.




bVT: Triéu

dong
Nam 2000 2001 2002 2003
Chi phi quang cdo 1.180 780 1.248 4.030

(Nguodn: S6'liéu ndi bo cong ty)

Qua bdng s6 liéu 2.22 cho chiing ta thdy ring hang nim cong ty chi trén
dudi 1 ty ddng cho hoat dong quing cdo. Riéng nim 2003 cdng ty chi hon 4 ty
ddng cho hoat dong nay, 13 do trong nim 2003 d€ thuyét phuc khach hang biét
va st dung sidn phAm ctia minh nhi€u hon, Pong Tam di xdy dung chi€n lugc
quang cdo linh dong giy an tugng, thu hit su' chid ¥ ctia khach hang. Pong TAm
st dung phuong thitc quang cdo chii yéu la bdo va tap chi (Thdi bdo kinh t& Sai
Gon...), truyén hinh (cdc kénh HTV7, VTV3, HTVO9..), bing quing cdo trong
cdc di€ém bdn hang, ndi cong cdng; cdc sin phdm khuyén mii (P.O.P).. Tuy
nhién, theo quy ch€ ctia Bo Tai Chinh, chi phi dung cho quing cdo, khuyén mai
khong dudc vugt qua 10% tong chi phi nén hoat dong nay ciing phai dudc cong
ty cAn nhidc va nhiéu ldc cong ty cling gdp khé khin.

Theo bing s& liéu 2.23 (trang bén) cho thdy, c6 85.70% khich hang
hoan toan ddng y ring thuong hiéu Pdng Tam c6 thé dé dang nhan biét dugc
thong qua cdc phuong tién quang b4, ti€p thi va thAm chi khong ai khong biét
dén thuong hiéu gach Pong TAm.Va c6 dén 52.90% khach hang c6 thé phan
biét dugc gach Pong TAm so v6i nhitng thuong hiéu canh tranh cling loai khdc
va 74.30% khach hang hoan toan déng y ring khi néi dé€n Pdng Tam la néi
dé&n gach &p 14t. Piéu nay, chiing té hiéu qud cda quing cdo, ti€p thi va uy tin
cda thuong hiéu Pong Tam Ia rat cao.
2.5.2.4.2 Hoat dong xiic ti€n ban hang

La cong cu ti€p thi ma Pdng Tam di st dung d€ ddy manh bin hang.
Hoat dong nay bao gdm: chi€t khiu theo s& lugng hang mua, chi€t khau theo
phuong thitc thanh todn, thudng cho ngudi ban 1é (cita hang) khi dat doanh s&
cao, chuong trinh du lich cing Pong TAm.

Bén canh d6, Pong Tam con thyc hién hoat ddng xic ti€n tiéu thu sdn
phdm biing hinh thifc tw van thi€t k&€ mién phi cho khdch hang c¢6 nhu ciu. Hién
tai véi cdc Showroom trung bay gidi thiéu, tu van va thi€t k&€ 16n nhu Trung
Tam thuong mai CMC, Viin Phong 236A Nguyén Vin Ludng... dd tao dugc su
tin tudng va thu hit mot lugng khach hang dang k€. Pay 12 mot hoat dong xic
ti€n bdn hang dic thu va di dau cia Pong TaAm, gép phan gidp thuong hiéu
Poéng TAm dé€n nhiéu vdi cong chiing.



Ngoai ra, Pong TAm ciing thudng xuyén thuc hién chi€n dich phiat miu
cho ngudi ban 1€, cdc cong trinh, cung cAp cdc ké miu trung bay cho ngudi ban
18, huéng din viéc trung bay hang nhim tao mdt 4n tugng khé quén trong 1ong
khach hang.

Chi phi cho hoat ddng xic ti€n ban hiang clda gach Pong TAm nim 2002
chi€m 10.5% doanh s6 tiéu thuy.

Qua bdng sd liéu 2.24 (trang bén) dugc dicu tra thuc t€ vao thing
03/2004, ta thdy c6 25,7% cho ring Cong ty Péng Tam da thuc hién céc
chuong trinh khuy&n mai cda minh § mdc Trung binh va 28.6% hoan toan dong
y la Cong ty Pong TAm da thyc hién ding cdc chuong trinh khuyén mii clia
minh, va c6 t6i 7.1% hoan toan khong ddng y. Nhu vay, chinh siach khuyé&n mai
clia cong ty c6 thé khong dén vdi ngudi tiéu ding, cdc nhin vién vién kinh
doanh chua thyc sy huéng din thong tin vé chinh sidch khuyén mii dén véi
ngudi ti€u dung.

Céc chuong trinh khuy&n maii cia Cong ty Gach Péng Tam thyc su chua
hap din ddi véi ngudi tiéu dung. Qua khio sit ngudi tiéu ding thi 40% ngudi
tiéu ding déng y & mic trung binh va 11.4% hoan toan dong y 13 cdc chuong
trinh khuuyén maii ciia Pong TAm hap din hon so vé6i cdc cong ty khdc cling
loai.

Chuong trinh h8 trg van chuyén cia Cong ty Pdng Tam dugc thuc hién
twong d6i so véi cdc cong ty khdc. Theo s6 liéu khdo sdt thi c6 37.1% hoan
thoan déng ¥ véi y ki€n trén.

Qua bing 2.25 (trang bén) tir s6 liéu diéu tra thuc t& thuc hién thing
03/2004 cho thdy, phong c4dch phuc vu clia Cong ty Pong Tam d6i v6i khach
hang t6t, hon 50% khdch hang hoan toan dong y ring Cong ty Pong Tam “gidi
quyét thda diang yéu ciu cda khiach hang”, “phong cdch phuc vu lich su” va
“khdch hang hai ldng véi chat lugng sdn phdm ciing nhu dich vu hd trg”.
2.5.2.4.3 Hoat dong tai tro ddc biét

Pong TaAm thudng xuyén td chifc cdc gian hang tri€n 1dm sidn pham tai
cdc hdi chg hang Viét Nam chit lugng cao, cdc trién lim chuyén nganh
(VietBuild). Pdng TAm ciing dua cdc sdn phdm tham gia tri€n 1am tai Chau
Au, tai Valencia-TAy Ban Nha, xif s§ clia nganh gach men chat lugng cao trén
th& gi6i. Nét dic trung clia Pong TAm 12 mang dé€n cho khich hang thé gidi
nhitng gid tri vin héa truyén thdng dudc chuyén tdi vio khong gian sinh tdn
theo phong cich A Pong va Au Chau hién dai.

Bén canh d6, Pong Tam con tham gia tich cuc cdc hoat dong xa hoi:
ting qua cho ddng bao ngheo, gdi thiép chic xuin va qua véi tinh than 14 lanh
dum 14 rdch va dao nghia 4n siu nghia ning trong mdi con ngudi Viét Nam



dé&n véi dong bao ngheo, cd cyc (tr nim 1993 dén nay, cong ty gach Pong
Tam da hé trg, gidp dd hon 70.000 ho gia dinh khé khin trén toan qudc)

Péng Tam ciing quan tim dén hoat dong vé gido duc, di d&€n va dong
vién 2.000 em hoc tro gidi, hi€u thdo trén 64 tinh thanh trén toan qudc. Ngoai
ra, cong ty con tham gia xdy dyng nha tinh nghia, phung dudng sudt ddi me
Viét Nam anh huing tai huyén Binh Chanh. Hang nim, Pong TAm con phdi hgp
v6i thainh doan TP.HCM t8 chifc ngdy hdi cho cdc em c¢6 hoan cdnh lang thang
co nhd & cdc ngdi nha md, cdc trai md co6i nhan ngdy Qudc t& Thi€u nhi 1-6

Bén canh d6, Pong TAm con tai trg cho gidi Béng d4 sinh vién hoc sinh
chuyén nghiép TPHCM ciip “Gach Pdng TAm” nhim tao sin chdi thé thao
lanh manh bd ich cho cdc ban hoc sinh, sinh vién, ddng thdi tao mot phong trao
rén luyén than thé trong cdc nha trudng. Nim 2001 cong ty Pong Tam ti€p
nhin doi béng d4 thanh nién Long An, 12 A quin trong gidi hang nha't Qudc gia
muia béng 2002-2003 va hién 13 hang 3 trong gidi hang nhit Qudc gia mla
bong 2003-2004.

C4c hoat dong trén da thu dugc mot két qua t6t dep va gép phian ning
cao y thifc gido duc vé tinh thin doan két, tinh thin thé thao va da gép phin
tao nén bd mit “sang ngdi” cho Pong TAm.

2.5.3  Thiphdn
Cong ty Gach Péng TAm dang diy manh chli y€u vao hai loai sin phdm gach
Ceramic va Granite.



Biéu dd 5: Thi phan gach ceramic nim 2003

American-home Taicera
2.96% My buc 5.76%

2.43% Bach Ma
2.70%

Y My
5.64%

Péng TAm
13.60%

Nhap Khiu
0.13%

Thanh Thanh
6.81%

Khac
59.97%

(Nguén: B4n tin ndi bd Hiép H6i G6m St X4y Dung Viét Nam)

Biéu db 6: Thi phan gach granite nim 2003

Khac
. 13.73% N
Nhap khdu ’ Thach Ban
0.55% 21.86%
Taicera
13.78%
Tién Son
17.39%
Bach Ma
17.69%
Dong TAm
15.00%

(Nguén: B4n tin ndi bd Hiép H6i GGm Stt X4y Dung Viét Nam)

Qua bi€u dd 5, 6 ta thdy ring thi phdn cla gach Pong Tam Ia tudng ddi cao so
vdi cdc doi thi khdc trong nganh. V&i mot thi phan nhu vay, cong ty c6 mdt wu
thé€ ra't 16n. Nhung trong moi trudng canh tranh khdc liét nay doi hdi cong ty
phdi nd luc hét minh, ning cao chit lugng sdn pham, thyc hién cic chinh sich



khuy&n mai quing cdo hdp din..., k€t hgp ddng bo cdc chinh sich d€ giit vitng
thi trudng nay trong hié€n tai va md rong trong tuong lai.

Thi trudng muc tiéu trong nudc clia Cong ty Pong Tam 13 cdc thanh phd
16n nhu TP.HCM, Ha Nbi, Pa Ndng, Can Tho. Thi truSng muc tiéu nudc ngoai
d6 12 nhitng nudc c6 nhu ciu st dung gach cao, c6 chi phi van chuyén thap. P6
12 nhitng nudc Asean nhu Campuchia, Lao, Mién Dién, Indonesia, Singapore.
Ngoai ra con céc thi trudng tiém ning dang chuin bi khai thac nhu thi trudng
My, cdc nudc ving bién Caribe.

2.5.4
Bang 2.26: Mot s6 chi so tai chinh cia cong ty qua cdc nim.

Tai chinh va ké todn.

Chi tiéu Niam 2001 | Niam 2002 | Niam 2003
Tai sdn c6 dinh/Tong tai sdn (%) 18.55 18.27 23.22
Tai sdn lvu dong/Tong tai sdn (%) 81.45 81.73 76.78
Ng phai trd/Téng ngudn von (%) 74.27 74.27 66.56
Ngudn von chi sd hitu /Téng ngudn von (%) 25.73 25.73 33.44
Kha ning thanh toin ng ngidn han (1an) 2.13 2.17 2.50
Kha ning thanh todn nhanh (1an) 1.17 1.15 1.18
Ty suat 1gi nhuan rong/ Doanh thu (%) 4.23 5.08 5.01
Ty suat 1¢i nhuan rong/ Téng tai sin (%) 7.35 8.61 8.65
Ty suat 1gi nhudn rong/ Ngudn von chii sé hitu (%) 19.42 21.50 21.58

(Nguon: S6'liéu ndi bo cong ty)

Qua bdng s6 liéu 2.26, ta thdy tinh hinh tai chinh clia cong ty tuong d6i
lanh manh, cdc ty s6 vé thanh todn déu vudt trén cdc ty s6 an toan cho phép.
Qua cédc nim, ta nhan thdy ty s6 thanh todn n¢ ngdn han nay ddm bdo ngudng
an toan 12 2 1in va ngudng an toan cla ty s6 thanh todn nhanh 13 1 1an. Bén
canh d6, ty suit sinh Idi trén tong tai sdn va ty suit sinh 1gi trén von chd s& hitu
déu ting qua cdc nim, dic biét 13 ty suit sinh 1gi trén tong tai sin trong
khodng tir 7.35% dén 8.65% trong khi dé ty suit sinh 1¢i trén vén chd sé hitu
trong khodng tir 19.42% dé&n 21.58% diéu nay cho thidy cong ty da st dung von
vay c¢6 hiéu qui nén da khuyén dai dudc ty sudt sinh 1gi trén von ¢ phan cao
hon ty sudt sinh 1¢i trén tdng tai sdn.

2.5.5 Quadn tri

Phong cdch quin tri cia Pdng TAm mang phong cich A Pong va dudc t3
chic theo mo hinh cdc phong ban. TAt cd cdc khau hoach dinh, td chirc, thuc
hién va ki€m tra déu dugc quy dinh 16 rang bing vin ban va dugc thuc hién rat
chit ché. Hé thong quén tri cia Pong TAm c6 mot s6 uu diém sau:



4 Mic du quy trinh ki€m tra dugc quy dinh cu thé biing vin ban nhung

viéc ki€m sodt hoan toan ngam dinh va tinh t€ mang lai hiéu qué cao

5 Su quan tAm d€n tit cd cdc nhin vién clia cdc cAp quin 1y cong véi

su hoa dong da kich 1é tinh thin 1am viéc clia nhan vién rdt nhi€u. Nhan

vién sin sing 1am viéc ngoai gid modt cich tw nguyén ma nha quin ly

khong can don ddc hay ra lénh.
Bén canh nhitng wu di€m trén, hé thong quin tri Péng TAm con c¢é nhitng
nhugc diém:

4 Con mang phong cich gia dinh

5 Mot vainha quén tri 4p dung qué ciing nhic nhitng quy dinh, din dén

tinh trang “tit ngh&n”, “gd bd” trong cong tidc sdn xuat hay lvu thong

hang héa
2.5.6 Sdn xudt

[] V& tinh hinh sin xua't

T mot co s& gach bong ban dau va véi nhitng du 4n 14y ngdn nudi dai
phuc vu cho sy phét trién, 1an ludt cdc nha mdy gach men Pong TAm-Dotalia
(thanh 14p nim 1995) véi cOng suit 2.8 triéu m*/nim, nha mdy Thing Ldi
(thanh 1ap nim 1997) v6i cong suit 3 triéu m*/ndm, nha mdy Pong TAm-Mién
Trung (thanh 1ap ndm 1999) véi cong suit 6 triéu m*/nim dudgc hinh thanh. Nhu
vdy, hién nay cong sudt clia cdc nha may gach Pong TAm 1a gin 40,000
m*/ngay céc loai gach men va granite

Bén canh cdc sdn phAm gach men va gach granite, Pong TAm van duy
tri sin phAm sdn phadm truyén thdng clia minh 13 gach cement (gach bong). San
phim ngdi mau cement 12 mdt thanh cong vuot troi cda Pong TAm trong nganh
VLXD. Hién nay, sdn lugng binh quan 13 30,000 vién/thing, nhung vin khong
chua d4p dng dd nhu cau tiéu thy trén thi trudng (duge trinh bay ¢ phu luc so
7).

[ V& cong tac quan Iy san xuat:

T4t c4 cdc bd phan ky thuat, ki€m tra chi't lugng sdn phdm trong cdc nha
mdy ctia Pong TAm déu do cic k§ su c6 kinh nghiém va trinh dd cao quin ly.

[1Vé may méc thiét bi:

M4y méc thi€t bi ciia Pong TaAm dd dudc mua phit hop véi tiéu chuidn va
k§ thuit cao. DAy chuyén cong nghé sin xuit cdc sin pham gach clia Pong
Tam dudc nhdp tf nudc ngoai véi chit lugng tuong doi tot, dic biét 1a day
chuyén sdn xuat gach & nha may Pong TAm-Mién Trung dudc xem 13 hién dai
nhat Viét Nam.



KET LUAN CHUONG 2

Tix nhiing phdn tich trén, chiing ta c6 thé thdy moi truong bén ngodi ciing nhu
cdc yéu to’ bén trong Cong ty Pong Taém c6 anh huéng rdt lén doi véi su phdt
trién cia Cong ty gach Pong Tam. Dé la nhiing co hji, nguy co, diem manh va
diém yéu sau:

Co hoi:

(1 Tiém ning thi trudng 16n: V§i xu th€ dd thi héa nhu hién nay thi nhu cau
xdy dung co s& ha ting, nhd &, chung cu, khu cong nghiép ngay cang
nhiéu. Dic biét, khu vuc ndng thon dang dan dugc nong thon héa. Do dé,
thi trudng gach 6p lat sé& dugc md rong trong tuong lai. BEén canh d6, nhu
cau xay dung cdc cong trinh cao cip cda lién doanh, nha nu6c, thinh phan
kinh t&€ khdc.. ciing 12 y&u t& quan trong d€ md rong thi trudng cda nganh
gach 6p l4t.

[] Nén kinh t& chinh tri 6n dinh v6i hé thong ludt phdp ngay cang hoan thién
s& tao moi trudng canh tranh binh ding gitip doanh nghiép c6 dong luc dé
phat trién.

[] Nén kinh & dang phét trién véi t5c do ting trudng cao theo hudng toan
cau héa, véi chinh sdch ddi ngoai theo chiéu hudng hgp tic da phuong
héa, da dang héa thé hién trong dudng 16i ngoai giao, dudng 18i hgp tic
vdi tit cd cdc nudc trén the gidi, dic biét 1a cdc t6 chitc ASEAN, APEC,
AFTA, WTO..sé tao thé thuin Idi trong viéc phat trién nén kinh t& cla
mdt quic gia cling nhu cdc nganh trong qudc gia dé.

[ pidu ki€n ty nhi€n, vi tri dia 1y thudn 191 cho giao thuong. Tai nguyén
thi€n nhi€n phong phu, da dang.

] Cong nghé san xudt ngay cang phdt tri€n, v6i cong nghé san xudt ngay
cang phdt tri€n, cdc ngudn nguyén liéu nhap khiu sé dudc thay thé€ bing
ngudn nguyén liéu sdn xui't trong nudc. Bén canh d6, cong nghé bao bi, in
4n va vat liéu bao bi clia Viét Nam phat tri€én manh va su ra ddi, phét trién
ctiia cdc cong ty marketing chuyén nghiép trong nuéc cho phép cac doanh
nghiép trong nganh ha thap chi phi sdn xuat, ti€p thi

Nguy co:

D Con qud nhiéu bat cip trong viéc tri€n khai va chap hanh luat dinh, noi
dung cédc diéu luat chua that rd rang va hop ly, thi€u sy nhat quan ddng bod
gifta cdc diéu khodn, cdc quy dinh.



[
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Ngudn nguyén liéu dbi dao, phan bd rong khip nuéc nhung trinh do khai
thdc con qud manh miing, lac hdu nén chua s dung triét &€ ngudn nguyén
li€u nay.

Co sd ha tang con yéu kém, giy khé khiin cho viéc vin chuyén nguyén vat
liéu ciing nhu viéc tiéu thu thanh phadm.

Su canh tranh manh mé tir cdc cla cdc doi thi 13 Bach M4, Taicera,
American Home, Vigracera, Hoang Gia, nhat 1a chi€n ludc vé gid.

Su canh tranh manh mé clia hing ngoai nhap, dic biét khi hang rao thu€
quan dugc xd6a bo.

Co ché thi trudng c6 sy quan 1y clia nha nude c6 nhiéu vu di€ém nhung bén
canh ciing c¢6 nhiéu khuyét di€m ctia né nhu: doc quyén, l1am hang gia,
tron thu€, canh tranh khong binh ding do tinh tranh budn liu, gian 1an
trong thuong mai..ching nhitng 1am mAt dong luc trong canh tranh ma con
lam méo moé thi trudng-sdn choi chung cia doanh nghi€p. Pay la nhitng
mit han ché clia cd ch€ thi trudng ma chiing ta phdi ¢6 chinh sdch, bién
phdp khic phuc

Thu nhiap kh3 dung cla ngudi tiéu ding thdp so vdi cdc nudc trong khu
vuc.

Nhiing diém manh:

4

Sdn phim cda Pdng TAm c6 chit lugng cao, da dang vé ching loai, c6 uy

tin trén thi truong.

5
6
7
8
9

10
11

Cong nghé sin xult hién dai, cong suit 16n, c6 kha ning ddp ng khi
nhu cau thi trudng ting 1én.
Thuong hiéu Péng TAm gay ti€ng vang 16n trong 1ong khach hang.
DPoi ngii nhan vién tré, ning dong, chuyén mon gidi va dudc huin luyén tot.
Chién lugc marketing manh, nhiéu tiém ning phat trién.
Kénh phin phdi tot, dua dugc sin phdm dén tay ngudi tiéu dung cudi
cung, cong tac tv van tiéu ding manh.
Thi phan tuong d6i cao so vdi cdc d6i thi canh tranh.
Tinh hinh tai chinh vitng manh

Nhiing diém yéu:

4
5
6

O o0

Chua khai thac hét cong suit cia nha mdy.

Gid cd tudng ddi cao so v§i cdc ddi thd canh tranh.
Chua c6 nhitng chuyén gia vé phan tich thi trudng, phan tich thong tin,
kinh ngi€ém kinh doanh.

Miu mi chua ddp ¢ng dugc thi trudng rong 16n & ndong thon.

Qudn 1y con mang tinh chAt gia dinh.

Trinh d6 cong nhan cap I va cap cip Il chi€m trén 80%



10 Chinh sach khuy&n mii chua hiéu qud.
Céc két luan trén 12 cin cf dé x4y dung chién ludc phat trién clia Cong ty
Gach Pdng TAm & chuong tiép theo.

CHUONG 3
CHIEN LUQGC PHAT TRIEN CUA CONG TY GACH
PONG TAM PEN NAM 2010

3.1 XAy dung muc tiéu phat trién ctia Cong ty gach Pong TAm dén nim
2010.
3.1.1 Cdc quan diém dinh huéng chién lugc phdt trién ciia cong ty.
Trén co s§ phan tich moi trudng hoat dong cia cong ty gach Pong Tam tai
chuong 2, nhan dién vé cic co hdi, nguy co d6i vdi sy phat trién va cic diém
manh, di€ém yé&u cla cong ty, xudt phat tir dic di€m cda nganh vat liéu x4y
dung va du bdo vé nhu ciu tiéu thu trong tuong lai, chiing ta c6 thé nhin thiy
xu huéng ph4t tri€n clia cong ty d€n nim 2010 dudc thé hién qua nhitng di€m
chid y&u sau:
4 Phdt tri€n cong ty trén cd s tinh hinh cu thé ctia nganh va tinh hinh thuc t&
ctia cong ty.
5 Kinh doanh nhitng nganh nghé, nhitng sdn phAm ma minh am hi€u. Am hiéu
vé cdng nghé sé& tao dudc nhitng sin phdm chat lugng cao, am hi€u vé thi
trudng d€ dua ra nhitng dich vu phuc vu t5t hon. Bdm ré vao thi trudng noi dia
va ngudi tiéu diung trong nudc nhim lién tuc cdi ti€n va hoan thién san phim
dé phuc vu khdch hang ngay mot tdt hon.
6 Di€m ndi bac clia Pong TAm 1a hién nay sdn phdm dudc ddnh gid cao bdi
ngudi tiéu dung trén cid nudc vé chat lugng sidn pham, vé dich vu phuc vu va
trach nhiém cua cong ty v6i xa hoi. Do d6, ngoai thi trudng ti€u thu ndi dia,
Cong ty Gach Pong TAm can tim ki€m thi trudng xudt khau, nhitng thi trudng
c6 tiém ning va kh3 ning xAm nhap clia sdn phdm Viét Nam, nim rd nhu ciu
thay ddi clia ngudi tiéu diing nudc ngoai d€ cé nhitng chinh sach phi hop.



7 Trong xu huéng hoi nhap khu vuc va th€ gidi, hang rao thu€ quan sé dugc
dd bd doi hdi cong ty phai cé nhitng gidi phdp nhim gidm gid thanh dé c6 thé
canh tranh dugc vdi sdn phdm clia cdc nudc trong khu vuc va trén thé gidi.

8 Xu hudng phat tri€n sadn pham st dung nguyén vt liéu trong nudc, han ché
nhap khiu, ting ty 1& ndi dia héa sé& gidp cong ty ti€t kiém dugc chi phi sdn
Xudt, gidm thu€ nhiap khiu lam cho gi4 thanh canh tranh hon dong thdi ciing

chii dong trong sdn xuat va tiéu thu san pham hon.

3.1.2 Xay dung cdc muc tiéu dinh huéng phdt trién Cong ty gach Pong
Tam dén nam 2010.
3.1.2.1 Phén tich tinh hinh thuc hién mét so chi tiéu chu yéu trong thoi gian
qua.
Bang 3.1: Miic ting truéng binh quian nganh vat liéu xay dung
Chi tiéu bVT | 2000 | 2001 | 2002 | 2003 2000-2003
Miic ting truGng binh quan | % 16 15 15.5 17 16
(Nguodn: Bdo cdo tong két nam 2003-Bé xdy dung)
Bang 3.2: San lugng san xuit va tiéu thu gach 6p lat toan nganh.
2001 2002 2003
TH 01/00 TH 02/01 TH | 03/02
San xuat T;ll‘iu 50.00 | 68.00 | 36.00 | 96.33 | 41.66|98.70 | 2.46
Tieu thy T:;"Zu 50.06 | 63.96 | 27.77 | 76.80 | 20.06 | 92.00| 19.79
Kim ngach xuidt| Ngan
L ngy , , 154.88 | 2, 3255 1, 13.
Khiy USD 1,250 | 3,186 2,149 | -32.55| 1,860 | -13.45

(Nguoén: Bdn tin ndi bo Hiép Hoi Gom Sit Xay Dung Viét Nam)
Bang 3.3: San lugng san xudt va tiéu thu gach 6p liat cong ty gach Pong

Tam.
2001 2002 2003
TH |o100] TH [02/01] TH [03/02
Sdn xudt Triéum’ | 6o5| 7.56(21.04| 11.13|47.06| 1125 1.12
Tiéu thy Triecum® | 5.11| 6.37]24.85] 9.83]54.14]| 11.00] 11.96
II;:L ngach xudt | nganUSD | |\ ool 2050 | 5133 [ 758,19 | 2025 | 935.45 | 23.38




(Nguon: SO liéu ndi bo)

(4) Mifc ting truéng binh quin toan nganh: qua Bing 3.1 cho thdy mdc ting
trudng binh quin toan nganh ¢ mic trung binh 1la 16%/nam. Theo du dodn cta
B0 xiy dung con sd nay c6 thé ting 1én miic18-20% cho cdc nam tir 2004-2010

Qua bdng 3.2 va bdng 3.3 ta nhan thay:

(4) Chi tiéu san lwgng san xuit:

4 P&i v6i nganh: tong sdn lugng sdn xuat clia nganh cé xu huéng ting qua cic
nam, v61 muc tdng binh quan la 23.37%/nam.

5 D0&i véi cong ty gach Pong Tam: tinh hinh sdn xuat cling ¢ xu huéng ting
qua cidc ndm v4&i muc ting binh quan 1a 23.07%/nam.

Nhu vay, so sanh vé tdc do ting trudng ciia chi tiéu sdn luong sdn xuat
thi Cong ty gach Pong PAm ¢é mic ting trudng tudng duong véi mifc ting
trudng ctiia nganh.

(4) Chi tiéu san lugng tiéu thu:

4 Poi v6i nganh: tdng san lugng tiéu thu ¢é xu hudng ting qua cic nim vdi
muc ti€u thu binh quén 1a 22.54%/mnam.

5 D&i véi cong ty gach Pdng TAm: tong sdn lugng tiéu thu cé xu huéng ting
qua cidc ndm v4&i muc ti€u thu binh quan 1a 30.32%/nam.

Nhu viy, so sdnh vé tdc do tiéu thu ctia chi sdn lugng tiéu thu thi Cong
ty gach Pong Pam c6 toc dd tiéu thu cao hon véi téc do tiéu thu clia nganh.

(4) Xua't khiu:

4 Pd6i véi nganh: kim ngach xuat khau bi€n dong khdng dn dinh qua cdc nim,
muc ting binh quin 13 36.29%/mam. Trong d6 chi c6 nim 2001 1a ting mot
cdch ding k€ v6i mifc ting 12 154.88% so v6i nim 2000, nhung trong nim 2002
va nim 2003 thi kim ngach xuit khau lai giam mot cach ding k€ (nim 2002
giam 32.55% so v&i nam 2001 va nam 2003 giam 13.45% so v&i nam 2002).

5 D6i véi Cong ty Gach Pong Tam: tinh hinh bi€n dong kim ngach xui't khiu
ludn c6 chiéu huéng ting qua cdc nim, v6i mic ting trudng binh quin la:
31.65%/Mmam.

Tu bang 3.2 va bing 3.3 trén ta c6 thé so sinh ty trong cda cic chi tiéu
chd y&u cta Cong ty Gach Pong TAm so v6i nganh vat liéu xay dung qua bang
3.4:

Bing 3.4: Ty trong mét so chi tiéu cia Cong ty Gach Pong Tam so véi
nganh thaoi ky 2000-2003

Chi tiéu bVT 2000 2001 2002 2003

Sdn xuit % 12.50 11.13 11.55




Tiéu thy % 10.19 9.97 12.79

11.96

Kim ngach xuat khiu %o 33.33 19.79 35.28

50.29

Qua bdng 3.4 ta nhin thdy tinh hinh bi€n dong ty trong sdn lugng sdn
xudt va tiéu thu cda Cong ty gach Pong TAm so vdi nganh vat liéu xay dung
trong thdi gian qua 13 khong dang k€. Nhung ty trong kim ngach xud't khiu clia
Cong ty gach Péng Tam so vdi nganh lai c6 xu huéng ting qua cdc nim. Pay
12 nd luc rat 16n cla cong ty gach Pong Tam trong viéc mG rong thi trudng
nhat 12 thi trudng xuit khau & nudc ngoai.
3.1.2.2. Dinh huéng phdt trién ciia nganh coéng nghiép vt liéu xdy dung dén
nam 2010.

Khong ngirng niang cao chat lugng sdn pham, da dang héa mit hang vat
liéu 6p tudng ngoai d€ ddp tng thi hi€u ngudi tiéu ding trong nudc va nudc
ngoai, dua sin phadm gach 6p ldt Viét Nam ngang tAm vdi sdn phim cdc nudc
tién tién, tao uy tin trén thi trudng trong di€m, ning cao ning luc canh tranh
san xudt hang cao c4p thay th€ hang nhip ngoai.

Tich cuc 4p dung cdong nghé mdi, k§ thuat sdn xuit hién dai, tng dung
cdc cong nghé tién ti€n, loai bd cdc thi€t bi va cong nghé da lac hau, ki€m tra
nghiém ngit chat lugng sdn phadm theo ding tiéu chuin ding ky.

Mic du da lién tuc gidm gid nhung hi€n nay gid ban trén thi trudng nudc
ta cao hon cic nudc trong khu vuc tir 10-30%. D€ c6 thé canh tranh véi cdc
nudc, thyc hién hoi nhap qudc t€ theo 16 trinh gidm thu€ cin phdi gidm chi phi
san xuat, chi phi quan 1y, chi phi Ivu thdng, chi phi dau tu, cdc khodn chi phi bat
hgp 1y d€ gidm gid thanh, tirng budc dua mit bing gid clia ta tuong dudng vdi
mit bing gid cdc nudc trong khu vuc, trong khi khong gidm chat lugng sdn
phim.

Budc vao hoi nhap qudc t€, cdc doanh nghiép can phdi ning cao ning
luc ndm bit thong tin, ti€p can, khai thac thi trudng. Cic tdng cong ty, tip doan
nén chi dong xay dung chi€n lugc thi trudng v6i muc tiéu, budc di, 16 trinh cu
thé, vitng chic. Cdc doanh nghiép khong nhitng ning cao kha ning tiéu thu
trong nudc ma con phdi xdc ti€n xuit khiau sdn phaAm clia minh. Xui't khiu Ia
mot gidi phdp bic thi€t, huéng vao cdc thi trudng 16n nhu My, Uc, Nhat, Nga,
Ukraina, cdc nu6c Bong Au, cdc nuGc Chau Phi...

Ti€p tuc chinh sich md rong quan hé giao Ivu véi cidc nuSc trong khu
vuc, tich cuc tham gia cdc hoat dong ctia hiép hdi gdm st ASEAN (CICA).
Viéc trd thanh thanh vién ctia CICA sé& tao di€u kién cho chiing ta dé dang ti€p
cin véi cdc cong ty trong khu vuc, trao ddi kinh nghiém dau tu, nim bit cong
nghé phil hop, mé rong thi trudng quéc t€. Tich cuc tham gia hdi chg d€ gidi




thiéu san phaAm clia minh dong thdi hoc tip ban, giao lvu véi ban hang qudc t&
dé tranh thii nhian dugc cdc hgp ddng xuit nhap khau md rong thi trudng.

Tap trung ddu tu khai thdc ché€ bi€n nguyén liéu caolin, feldspat, frit,
men, mau cho sdn xudt gach &p lat, gdm st d€ gidm nhap ngoai, 6n dinh sdn
XUAt.

PAau tu nang cao ning luc cd khi d€ du sitc ché tao thi€t bi, phu tiing cho
nganh vat liéu xay dung, gidm t3i thi€u lugng nhap ngoai.

Céc doanh nghiép cin coi trong cong tic dio tao ddi ngii cdn bd quan ly
kinh t&, doi ngii cdn bd, cong nhan k§ thuat lanh nghé, cdc chuyén gia gidi di
trinh do nhim bit thong tin, khoa hoc k¥ thuit th€ gidi, lam chi dudc cong
nghé hién dai, sdng tao sdng tic mdu mi mdi, mS rong miit hang ddp ng nhu
cau vat liéu viing nhiét ddi.

Véi dinh huéng phat trién trén, nganh cong nghiép vat liéu xay dung
phan ddu d&én nim 2010 dat mot s6 muc tiéu sau:

- T6c dd ting trudng binh quan nganh:

+ Thdi ky 2004-2005:18%
+ Thoi ky 2006-2010:20%

- Gidm gi4 thanh sdn xuit sidn pham, tirng budc dua mit bing gid dén
nam
2006 ngang bing vdi cdc nude trong khu vuc.

- Ting ty 1& xud't khiu ra nudc ngoai tir 5-10% so v6i nim 2003.

- V& chat lugng sdn pham doi hdi riéng biét d6i véi tirng loai san phim
trong cliing chiing loai ddp &ng moi tiéu chudn kj thuit, trudc hét 1a ddp dng
tiéu chuin Viét Nam va tiing budc 4p dung ti€n t6i dugc chitng nhan phit hgp
vdi hé thong tiéu chuian ISO-9000 d€ sdn phadm vat liéu xdy dung c6 di sic
tham gia canh tranh trén thi trudng thé gidi.

3.1.2.3  Xdy dung muc tiéu dinh huéng phdt trién ciia Céng ty gach Dong
Tam dén nam 2010.

Cin ctf @€ xay dung muc tiéu tdng quat cho Cong ty gach Péng TAm dén nim
2010 1a dya trén cédc co sG sau:

4 Toéc @6 ting trudng binh quin vé cdc muc tiéu tdng quét ciia nganh vat liéu
x4y dung va sd liéu phan tich tai phan 3.2.1.1

5 Cdc muc tiéu tong quit cda nganh vat liéu xay dung

6 K&t hgp v6i cac gidi phap thuc hién muc tiéu chién ludc sé& trinh bay tai
phin 3.2

Qua d6, ching to6i xdc dinh mot s6 chi tiéu chi yéu clia Cong ty gach Pdng
Tam nhu sau:



Bang 3.5: X4c dinh téc do ting truéng binh quin ctia Céng ty Gach Pong TAm

qua cac thdoi ky.

Chi tiéu bVT 2000-2003 2004-2005 | 2006-2010
Sdn xuat % 23.07 24.12 25.05
Ti€u thu %o 30.32 35.42 37.15
Kim ngach xuat khau % 31.65 40.65 45.25

[] Giai doan 1: ti nim 2004 dén nim 2005:

4 Pay la giai doan md rong cdc loai sdn phadm, khai thic tdi da cong suit clia
m4y méc thi€t bi, nAng cao ning lyc san xuit d€ d4p ng nhu ciu thi trudng.

5 Khéng dinh vi tri hing diu vé ci sdn phim gach ceramic, gach granite va
gianh dugc 16% thi phan cho cdc sin pham gach &p 14t trén thi trudng nodi dia.
6 Gidm gid thanh, ha gid bdn nhung vin ddm bdo chat lugng vén c6 cla
Dongtam.

7 Cai thién co ciu td chitc va phong cich quén tri doanh nghiép.

[1 Giai doan 2 ti nim 2006 d&€n niam 2010.

4 Pa dang héa san phadm, ddp tng t6t nhu cAu ngay cing ting cao clia ngudi
ti€u dung.

5 Ti€p tuc ddy manh hoat dong xuit khiu nhim md rong thi trudng va gidi
quyét tot tinh trang du thira dang va sip hinh thanh.

6 Nang cao chit lugng sin phAm ngang tAm vdi cdc sdn pham cdc nudc tién
ti€n nhu Italia, TAy Ban Nha, nhim md rong thi trudng xudt khdu ra nudc
ngoai.

7 Ti€p tuc dau tu chiéu sau, tich cuc nghién ctfu tng dung cong nghé tién
ti€n, k§ thuit hién dai, loai bd cong nghé, thiét bi da lac hiu, ning cao ning
suat thi€t bi, gidm tiéu hao vat chat, nhién liéu, dién ning dé€ gidm chi phi sin
XuAt.

3.2 Xay dung chién lugc cia Cong ty gach Pong Tam dén nam 2010.

Trén cd s& phan tich cdc y€u t6 mdi trudng dnh hudng dén hoat dong
clia Cong ty gach Péng TAm va nhin dang vé nhitng thdi cd, nguy cd, diém
manh, di€m y&u dugc thuc hién trong chuong 2, ching toi ti€n hanh d4nh gid
nhitng tdc dong clia tiing yéu td moi trudng dén hoat dong clia cong ty nhim
tim ra nhitng gidi phdp khai thiac hoic han ché& cdc yé&u to tic dong clia mdi
truong.



3.2.1 Phan tich cdc kha ning khai thic va khidc phuc cidc y&u to méi
trudng tic dong dén hoat dong san xuat kinh doanh ctiia Cong ty Gach

Pong Tam.

3.2.1.1 Phén tich cdc kha ndng khai thdc va khdc phuc cdc yéu td moi truong

bén ngoai.

Bing 3.6: Phan tich khd niing khai thac thdi co ctia Cong ty gach Pong

Tam.
N1 dung Mitic | Phuong 4n khai | Khd ning va di€u kién | Ti€n do
do tac | thac thuc hién
dong
Hé thong do thi | Manh | Pa dang héa sdn | Nghién ct@u, cho ra doi|Pa  va
héa, nhu clu phim nhitng miAu mi sdn phim | dang thuc
xdy dung cd s& phi hgp véi nhu ciu da | hién
ha ting, nha &, dang cua thi trudng. (chi€n
chung cu, khu Md&  rong  thi | M§ rOong mang ludi phan | luge dai
cong nghiép trudng huéng vé | phdi dén tirng ving ndng | han)
ngay cang ting nong thon thon. C6 thé nghién ctu
cao, ndng thon xdy dung mang ludi phan
héa ngay cang phdi it nhit & tiing huyén
cao. phdi cé cua hang phéan
phdi sin phAm Pdng TAm
Nghién cttu nhu | Tuyén chon, dio tao nhan | Tién
cau thi hi€u tiéu | vién nghién cttu, phin tich | hanh
ding cda  thi | thi trudng gidi, hodc cung | ngay
truéng mdi. phSi hdp vdi cdc cong ty
chuyén nghién cdu thi
truong.
Ti€n hanh diéu tra xa hoi
hoc dé€ xdc dinh ding yéu
cau thi trudng
Chinh sdch d6i|Manh | Thyc hién chién | Phan tich thi trudng nudc | Thuc




ngoai, hgp tac lugc mé rong thi | ngoai. hién

da phuong hoa, phan cho cdc sdn | Nang cao chit lugng, da | ngay

da dang héa thé phim cda Dong |dang héa sin phim phi

hi€n trong TAm trong va |hdp thi hi€u ngudi tiéu

dudng 16i ngoai ngoai nudc, dic |dung.

giao, dudng 16i biét 12 thi trudng | Tham gia hodi chd, trién

hgp tdc véi tat xuit khdu nhu: [ldm sdn phdm & nuSc | Tich cuc

ca cdc nudc trén Lao, Campuchia, | ngoai d€ gi6i thiéu sin |tham gia

thé gigi, dic cic nu6c Chau | phdm d€n ngudi tiéu ding

biét 1a cic t6 Au... Chon thi trudng xudt khiu

chitc  ASEAN, trong tam

APEC,AFTA,W

TO...cla Nha

nudc va chinh

phi sé& tao thé&

thudn Igi trong

viéc phdt trién

san phim clia

Coéng ty Gach

DPong TAm

Tai nguyén | Trung | TAn dung ngudn | Chinh phii (CP) c¢6 chinh | Chinh

thi€n nhié€n | binh nguyén liéu trong | sdch khuyén kich xdy dung | phii dang

phong phi, da nudc thay thé |cdc nhd mdy sdn xudt | trién khai

dang ngudn nguyén | nguyén liéu cho sidn xuat | thuc hién
liéu nhap khiu gach 8p 14t § cdc ving cé

trlt lugng I6n.

Cong nghé sdn | Trung | TAn dung ngudn | Chinh phli ¢6 chinh sdch | Chinh

xuit phdt tri€n, | binh | nguyén liéu trong | khuyén kich cdc chd diu tu | phi dang

thay th€ nguyén nudc (tf cdc nha | xdy dyng cdc nhi may sin | trién khai

licu nhap khiu mdy sdn  xudt | xudt nguyén liéu cho sdn | thuc

bing  nguyén nguyén liéu) thay | xudt gach 6p 14t & cdc | hién.

liéu sidn xuat th& ngudn nguyén | viing cé trit lugng 16n.

trong nudc, cdng liéu nhap khau.

nghé bao bi in Cong ty dau tu|Da diu tu day chuyén sdn

4n phat trién xdy dung day | xudt bao bi. bi va
chuyén sdn xuit dang thyc
bao bi hién




Bing 3.7: Phan tich kha niing han ché& nguy cd ciia Cong ty gach Pong

Tam.
No6i dung Mtc |Phuong 4n han|Khd ning va di€u kién | Ti€n do
do tic | ché& thuc hién
dong
Trinh d6 khai | Trung | Khai thdc c6 hiéu | CP c6 bién phdp manh ddi | Chinh
thic ngudn tai |binh |qud d€ tin dung | vdi viéc khai thdc tran lan. | phd dang
ngudén con manh ngudn liéu liéu | Pdng thdi c6 chinh sich | tri€n khai
mun, cd sG ha dia phuong. thich hdp, khuyén khich | thyc hién
tang y&éu kém xdy dung nha mdy sidn
xuit nguyén liéu tai noi ¢
ngudn nguyén liéu doi
dio. Tu d6 cung cap
nguyén liéu sdn xud't gach
cho Cong ty vdi gid ré.
Su canh tranh | Manh | Thu thap thong tin | Tuyén chon, dio tao nhan | Thuc
manh mé tr cac vé thi trudng... d€ | vién nghién citu, phan tich | hién ngay
ddi thi trong va xdc dinh vi th€ | thi trudng gidi, hodc cing
ngoai nudc canh tranh cda | phdi hgp v6i cdc cong ty
minh va lip k€ |chuyén nghién ctu thi
hoach ning cao | trudng.
ning Iyc canh | Phan tich t6t d6i thi canh
tranh. tranh d€ c6 chinh sdch hop
ly. Cu thé: Sdn pham, Gi4,
Phan phoi, Khuyé&n mai.
Thuc hién phin tich vi th&
canh tranh clia hang xuat
khiu d€ dua sdn phim
xui't khau ra nudc ngoai
Co ch&€ qudn 1y | Trung | Ti€p tuc ki€n nghi | Thong qua mdi quan hé
thi trudng c6 |binh |v6i chinh phid | cia Téng Gidm Pdc Vo

nhiéu bat cap:
doc quyén, 1am
hang gid, tron
thu€, tinh trang
budn I3u....

hodc cdc co quan
c6 thim quyén c6
chinh sdach thich
hop

Qudc Thing (Pai biéu
Quéc Hoi, Chu tich Hiép
hdi cac doanh nghiép tré)




Thu nhdp kha
dung ctia ngudi
titu dung thap
hon so v6i cac
nuGc trong khu
vuc.

Manh

Pa dang hoéa sin
phim

Ha gid thanh sén
phim, gidm gid
ban, chit Iuong
khong d6i

Pau tu, nghién ciu, thiét
k&€ miu ma méi.
Gidm chi phi sdn xuit.

Thuc
hi€n
trong thdi
gian dai

3.2.1.2 Phén tich cdc kha ndng khai thdc va khdc phuc cdc yéu td moi truong

bén trong.

Bang 3.8 : Phan tich kha niing khai thic diém manh cida Coéng ty gach

Pong Tam.

No6i dung Mitc do | Phuong 4n khai | Khd ning va di€u kién | Ti€n do
tac thac thuc hién
dong

Sin pham Pdng | Manh Giit vitng chat | Nghién citu cdng nghé sin | Thuc
Tam chat lugng lugng hién c6, | xult clia cdc nudc tién ti€n | hién ngay
cao, cO uy tin nghién citu nang | d€ ning cao chat lugng.
trén thi trudng. cao chit lugng.

Pa dang hoda | Pa dang ching loai, miu

san phim, md | ma

rong thi trudng.
Cong nghé sin | Manh Khai thdc t6i da | Tim ngudn nguyén liéu 6n | Trién
xuit hién dai, cong sudt cdc | dinh va ré. khai thuc
cong suit 16n ¢ nha may Khai thdc ngudn nguyén | hién
kha nang ddp liéu trong nudc
trng khi nhu cau
thi trudng ting
Thuong hi€éu | Manh Gilr virng thuong | Gitt virng uy tin hién c6, | Thuc
Pong Tam giy hiéu, da dang |ti€p tuc nidng cao uy tin | hién
ti€ng vang 16n héa sdn phdm |cda cong ty trén thuong |trong lau
trong 1ong khich ddp tng nhu cau | trudng. dai
hang thi trudng.
Doi ngii nhin|Manh |Dao tao lién tuc | KEt hgp dao tao & nubc | Thuc
vién tré, ndng va tan dung dodi | ngoai, dao tao tap trung va | hién ngay
dong ngii nhan vién | ddo tao tai chd, tao phong

tré, ning dong

cich viadn hoéa doanh




R o
dé trién

cOng ty.

phat

nghiép trong cong ty.

Kénh phan phoi
tot

Manh

Nghién citu tim
hi€u nhu cau thi
trudng, mG rong
kénh phan phéi,
thuc hién chién
luge khuyén
mai, hau mai
tot.

X4y dung kénh phan phdi
dén tin tay ngudi tiéu
dung (ddc biét 1a cdc khu
quy hoach vung dan cu,
tuyén din cu & cdc ving
nong thon).

Tuyén chon, dao tao nhin
vién nghién ctu, phan tich
thi trudng gidi.

Thuc
hi€n ngay

Thi phan cao

Manh

Gilt vitng, ting
budc ndng cao
thi phan.

Nang cao chit
lugng, da dang
héa san pham.

M4 rong thi phan vé ving
ndng thon.
Mé rong thi phian ra nudc
ngoai thong qua xui't khiu
san phim

Thuc
hi€n
trong thdi
gian dai

Tinh hinh tai
chinh lIanh manh

Manh

Pa dang héa sidn
phim
Mé&  rong  thi
trudng, nhit 1a
thi trudng xuat
khiu

C6 uy tin, mdi quan hé
trén thi trudng tai chinh,
huy dong ngudn von véi
14i su't thap

Pang
thuc hién

Bang 3.9 : Phan tich kha ning han ch& diém yé&u cia Cong ty gach Pong

Tam.
No6i dung Mitc d6 | Phuong 4n han | Kh3d ning va diéu kién | Ti€n do
tic ché& thuc hién
dong
Chua khai thdc | Manh Khai thdc t6i da | Tim ngudn nguyén liéu 6n | Pang
hét cdng suit cOng suat. dinh va ré. trién khai
nhd mdy Khai thic ngudn nguyén | thuc hién




li€u trong nudc

Gid cd tuong d6i | Manh | Gidm gid thanh, | Gidm cdc khodn chi phi | Thuc
cao so Vvdi cdc ha gid  bédn | dau vao, ra sodt dinh mifc | hién ngay
d6i thd canh nhung khong | ti€u hao vat tu, ndng lugng
tranh. thay d6i chat | Sdp x&p lai sdn xuat
lugng. Tan dung nguyén liéu

trong nudc

Nghién cttu vin dung suit

dau tu hop 1y

Piao tao quin 1y ngudn

nhan luc
Chua c6 chuyén | Manh Tuyén chon, dao | Phong nhin sy xic ti€n | Thuc
gia phan tich thi tao ngudn nhan | thyc hién hién ngay
truong, phin tich lyc
thong tin, kinh
nghiém kinh
doanh
Miu mi chua |Manh | XAy dung chi€n | PAu tu nghién citu thi€t k& | Thuc
dip d¢ng thi lude nghién citu, | miu ma mdi. hién ngay
trudng rong 16n thi€t k&€ miu ma | TS chic cdc chuong trinh
G n6ng thon pht hop nghién ctfu thi trudng, 13y

y ki€n khach hang

Ho1 nghi khach hang
Quédn 1y coOn | Manh Pao tao, nang | MdJi chuyén gia giang day | Thuc
mang tinh chit cao ndng lyc |hodc tham dy cac khoéa | hi€n ngay
gia dinh quan 1y. dao tao
Trinh dd c6ng | Manh bPao tao, ning TS chdc céc 16p hoc b6 | Thuc
nhin con thip cao trinh do. tic, nang cao trinh do hoc | hi€n ngay
(80% cap I+11) vAn ciing nhu tay nghé.

Tuyén dung méi.
Chinh sich | Manh Défy manh cdc | Phoi hgp v6i nghién ciu | Thuc
khuyén mai hoat dong xuc | thi trudng dua ra cdc chinh | hi€n ngay

chua hiéu qua

ti€n ban hang.

sdch khuy&n mai hip din
hon

3.2.2 Xdc dinh chién lugc then chét ciia Cong ty gach Pong Tam.
Qua bang 3.6, 3.7, 3.8,3.9 chiing ta ti€n hanh thyc hién viéc x4dc dinh cdc y&u td
then chdt cda chié€n lugc thong qua sd d6 3.1sau:




S¢ d6 3.1: Xdc dinh cdc y&u td then chdt trén co sé khai thac va khic phuc ciac
y&u t6 méi trudng ctia Cong ty Pong Tam.
Hé thong do thi hda, nhu ciu xay dyng nha & cao, - M§ rong thi trudng huéng vé nodng
thon.[3]

ndng thon héa ngay cang cao (manh) - Pa dang héa san phdm [2]
Chinh sdch ddi ngoai, hgp tdc da phuong héa, - M4 rong thi trudng, ddy manh xuat
kh&u [3] tham gia cdc t6 chitc qudc t& (Manh)

Tai nguyén thi€n nhién phong phd, da dang (TB) - St dung nguyén li€u trong nudc thay

thé

Cong nghé sin xuat phat trién, cong nghé
bi [1]

s&n xuét bao bi in 4n phat trién (Trung binh).

Trinh do khai thac ngudn nguyén liéu kém,
ngudn

o s& ha ting y€u kém (Trung binh).

Su canh tranh manh mé tif c4dc ddi thii trong
xac

va ngoai nudc (manh)

1én k&

(3]

Thu nhép kha dung ctia ngudi tiéu ding
thap (manh)

ban

San phdm Pdng TAm c6 cht lugng cao
¢6 uy tin trén thi trudng (Manh)

Cong nghé hién dai, cong suit 16n (manh)

Thuong hiéu Pong TAm giy ti€ng vang
trong 10ng khach hang (Manh)

Doi ngii nhan vién tré, ning dong (manh)
nhan

Kénh phan ph6i t6t (manh)

mai,

Thi phan cao (Manh)
phan.[3]

nguyén liéu nhap khiu.[1]
- XAy dung day chuyén sin xuit bao

- Khai thdc c6 hiéu qud tdn dung

nguyén liéu dia phuong. [1]
- Thu thap thong tin vé thi trudng dé

dinh vi th€ canh tranh cia minh va
hoach nang cao ndng lyc canh tranh.

- Pa dang héa sin phaim.[2]
- Ha gid thanh sin phdim, gidm gid
nhung van ddm bdo chat lugng.[1]
- Pa dang héa sdn phadm [2]
- M& rong thi trudng [3]
- Khai thdc t6i da cong suat.[1]

- Gitt vitng thudng hiéu.[3]
- Pa dang héa sdn phadm.[2]

- Pao tao lién tuc va tdn dung ddi ngi

vién tré, ning dong.[4]

- Nghién citu tim hi€u nhu ciu thi trudng,
md rong kénh phan phdi.[3]

- TS chitc thyc hién chi€n lugc khuyén

hau mai tot.[3]
- Gilt virng, ting budc nang cao thi

- M4 rong thi trudng xud't khiu.[3]
- Pa dang héa san pham [2]



Thi trudng tai chinh lanh manh (Manh) - ba dang héa sdn phﬁ’m [2]
- M4 rong thi trudng [3]

Chua khai thdc hét cong suat nha mdy (Manh) - Khai théc t6i da cong suat.[1]

Gi4 c3 tuong ddi cao so v6i ddi thii canh tranh (Manh) - Gidm gid thanh, ha gid ban.[1]

Chua c6 chuyén gia phan tich thi truGng (Manh) - Tuyén chon, d3o tao ngudn nhin

lyc.[4]

MAu mi chua dép ng thi trudng rong - Xay dung chién lugc nghién ciu,

thi€t

16n nong thon (Manh) k& miu ma phi hgp.[3]

Qudn 1y con mang tinh chit gia dinh (Manh) - Pao tao ning cao niang lyc quén

1y.[4]

Trinh d6 cdng nhan thip (Manh) - Pao tao ngudn nhan lyc [4]

Chinh sdch khuy&n mai chua hiéu qua - Xay dung chinh sdch khuy&n mai hap
dan [3]

Dua vao so d6 3.1, cho chiing ta thdy nhitng gidi phdp cling s6 thi tu 1a nhitng
gidi phap dugc lap di lip lai nhi€u 1an hoic nhitng gidi phdp cé tic ddong manh
nén ta c6 thé€ chon chiing nhu 1 nhitng chi€n luge then chdt cho cong ty trong
giai doan 2010 (dugc trinh bay chi ti€t tai phu luc 8). Cu thé 1a cdc chién
lugc :

(1). Ha gid thanh sidn phdm, tir 46 ha gid ban.

(4) Pa dang héa sdn pham.

(5) Nghién cifu thi trudng, md rong thi trudng hudng vé ndng thon, ddy

manh xuét khdu
(4) Tuyén chon dao tao ngudn nhan luc.

3.3 Cic giai phap thuc hién chi€n luge phat trién cong ty gach Pong Tam
dén nam 2010.

Trén cd s cac yé&u td then chdt cho chi€n lugc phat trién Cong ty Gach Pong

TAm da xdc dinh & phan 3.2.2, chiing ta xy dung cdc gidi phdp sau:

3.3.1 Nhom gidai phdp 1: Ha gid thanh, giam gid bdn

Nhin chung, gid ca vat liéu xay dung trén thi trudng cia nudc ta con cao
hon gid cdc nudc trong khu vuc. D6i véi thi trudng trong nuéc thi gid ca cla
Gach Pong Tam 1a tuong ddi cao so vdi cdc cong ty khdc cung nganh. Theo
nghién ctu thi trudng thuc hién trong thang 03/2004 thi gid cd Pong TAm la
twdng ddi cao va mic d6 chap nhin cla ngudi tiéu ding vé mifc gid d6 ciing &
muc trung binh.




Mot trong nhitng chi€n ludc canh tranh cla doanh nghiép 1a chi€n lugc
gid. Mudn gidm gid ban nhung chi't lugng khong ddi thi mot trong nhitng cich
12 ha gid thanh sdn pham, gidm chi phi luu thong.

[I Chi phi nguyén vat liéu:

Gidm chi phi diu vao bing cdch ra so4t lai dinh mifc tiéu hao vat tu, tiéu
hao ning lugng, x6a bd tinh trang nhap kho vat tw khong ding chat lugng, tdn
kho 16n, hao hut nhiéu.

T4n dung ngudn nguyén liéu, phu ting thay thé trong nudc, han ché t&i
da lugng nhap khau nhu vat liéu chiu luc, frit, men, mau...

Bén canh d6 cong ty ciing xem xét cdc van dé lién quan dén hang tdn
kho. Viéc xdy dung hé thong ton kho vira ding lic 13 mdt trong nhitng yé&u t&
quan trong gitip tiét gidm chi phi nguyén vat liéu.

[] Chi phi nhian cong:

Sidp x&p lai t& chifc sdn xuit, gidm lyc lugng gidn ti€p, luc lugng phu trg,
ning cao ning suit lao dong dé gidm ty 1& tién luong trong gia thanh vi ning
cao ty 1é tién luong trong cdn bo cdng nhan vién.

Coi trong cong tac dao tao doi ngil can bé quan ly, k§ thuit, doi ngl
cong nhin lanh nghé, dio tao chuyén gia gidi dd trinh d6 nim bit thong tin,
khoa hoc k¥ thuat.

Hiéu qua hoc hdi trong qud trinh lao dong va kinh nghiém quén 1y. Sau
qué trinh lao dong, ngudi lao dong sé tich liiy kinh nghiém c6 thé 1am gia ting
ning suit lao dong va gidm thi€u hu hdng trong qud trinh thi cdng, lam gidm
chi phi sdn phadm héng hoic chi phi bdo hianh sdn phim

[] Chi phi san xuit chung:

Gidm chi phi theo quy md sdn xuit: cang md rong quy mo san xuit thi
chi phi mdi don vi sdn phdm cang gidm thi€u vi quy mo 16n thi doanh nghiép cé
déu kién sdn xuit theo hudng phan cong, chuyén mon héa do dé s& gidm chi
phi. Vi th€, cong ty phdi khai thdc t6i da cong sudt nha mdy.

Tié€t gidm cdc khodn chi phi khdc nhv dién, nudc, cong cu dung cu.

PAau tu cong nghé, mdy méc hién dai d€ ting ning sudt lao dong va tiét
ki€ém dinh muc ti€u hao vat li€u.

(1 Cdt gi@m chi phi khéng cdn thiét

B0 phan chic ning R&D nghién cttu cdi ti€n cOng nghé va quy trinh sdn
xudt d€ ti€t kiém thdi gian sin xuit, ting ning suit lao dong, gidm chi phi.
Cong ty c¢d ging cdt gidm nhitng chi phi gidn ti€p, tinh trang du thira hoic
khong khong cé hiéu qud trong cong viéc. Vi du: cong ty c6 thé cit gidm cédc
chi phi nhu dién, nudc, dién thoai, bdo chi, chi phi vin phong pham... Cdc chi
phi d6 thudng khong ding k€ nhung doi khi lai rdt 16n, sy cit gidm hoic tiét



kiém dudc nhitng khodn nay cé thé dugc chuyén cho cdc ngudn luc ma doanh
nghiép can cho mot 1¢i th€ canh tranh bén virng.

Tinh kha thi cua giai phap:

Nha nu6c cé chinh sdch khuyén khich cdc nha diu tu nghién cttu va xay
dung cdc nha mdy ché€ nguyén liéu cho sidn xudt gach 6p 14t nhu men mau, frit...
§ nhitng ndi ¢é trit lugng khodng san 16n nhu Phd Tho, Hai Duong, Quang
Ninh, Thira Thién Hué...sé gitip Cong ty sit dung dugc ngudn nguyén liéu trong
nudc vé6i gid ré thay thé nguyén liéu nhap khau.

Hién nay cong ty di dua cdng nghé thong tin vao qudn ly, gitp cidt gidm
ciac khodn chi phi khong can thi€t. Pén thang 8/2004 cong ty di gidm céc
khodn chi phi khong cin thi€t nhu dién thoai, bdo chi, vin phong phdm dugc
khodng 20%.

DPoi ngii lao dong dudc dio tao, hudn luyén ning cao tai nghé, ty 1& sin
phdm héng gidm ddng k€, d&€n thang 08/2004 ty 1& nay di gidm 5% so v4i nim
2003.

Nim 2004, nha may Pong TAm Mién Trung di dua vao hoat dong day
chuyén sin xud't bao bi di cit gidm mot lugng chi phi ddng ké

3.3.2 Nhém gidi phdp 2: Pa dang héa san phdm.

Xay dung chién lugc da dang héa sdn pham chi ta cAn chd trong nhitng
van dé sau:
4 Piéu tra nghién ciu thi trudng: xic dinh thi hi€u ciing nhu nhu ciu cla
khdch hang bing cich giao cho phong diéu tra nghién ctu thi trudng thuc hién
cdc chuong trinh di€u tra thi trudng, 14y y ki€n khdch hang... vd st dung phan
mém SPSS dé xt 1y sd liéu.
- Pa dang tinh ning sin pham: C6 thé tao ra sin phaAm mdi bing cich
hodn cdi, bd sung thém hoic bd tri lai cdc tinh ning hoic ndi dung clia sdn
phdm cii. N6i chung nhitng thay d6i nay 12 nhim cdi ti€n sdn phdm bing cich
mé rong tinh da dang, an toan, tinh ning k¥ thudt va tién dung cia san phim
nhu tinh chiu luc cao st dung & nhitng cong trinh cao tang, khu cong nghiép;
tinh chiu nhiét cao hay khong bi tray xudc.
- Pa dang ki€u ddng: C6 thé cii ti€n hinh thic thim my cda sin phim
bing cich thay d6i, da dang mau sic, hoa vin phit hgp v6i vin héa tirng ving.
4 Thém miu mi: C6 thé phdt trién thém cdc mau mi va kich ¢d khdc nhau
nhim ddng ng nhu cau, thi hi€u da dang clia ngudi tiéu diing



5 Phat tri€n san phadm méi: nghién cttu thi trudng, ché tao thi va tirng budc
tung ra thi trudng sdn pham mdi.

Tinh kha thi cia gidi phap
4 Nhu cidu xay duyng nha & ngdy cang cao, ndng thdn héa, chinh sich ddi
ngoai tot.
5 Hang thdng déu tung ra cdic miu mi mdGi. P&n T9/2004 Cong ty da c6 tdng
cong trén 2.500 miu.

6 Dang ti€n hanh xay dung nha mdy sidn xuat thi€t bi vé sinh cao cap & Hai
Duong.

3.3.3 Nhom gidi phdp 3: Nghién citu mé rong thi truong huéng vé noéng thon,
ddy manh xudt khdu.

Noi dung giai phép:

(1) Nghién citu mé rong thi truong huéng vé nong thon:

Hién tai, cdc sidn phAm gach Poéng TAm chd yé&u tip trung vao phin
khiic khach hang c6 thu nhdp cao va trung binh. Theo phan tich & chuong 2 thi
trudng nong thon 12 mot thi trudng tiém ning rat 16n. Do d6, chi€n luge phat
trién thi trudng huéng vé noéng thoén 1a chién luge dic biét chid trong. Chién
luge nay nhim md rong thi phan, ting doanh s6 tiéu thu va tao di€u kién ti€p
can khach hang tiém niing.

Trén cd s& phan tich lywa chon cdc y&u t0 then chot clia chién lugc tai

phin 3.2.2, @€ thuc hién chi€n lugc nay mot cdch c6 hiéu qua, chiing ta cin
phdt huy cdc diém sau:

4 Nghién cifu thi trudng: can cling ¢cd va phdt trién ngay phong diéu tra
nghién citu thi trudng, phong marketing. Phong diéu tra nghién cifu thi trudng
k&t hop vdi phong marketing thuc hién cic chuong trinh nghién ctu dic diém
thi trudng, nhu cdu, thi hi€u vé sdn phdm ciing nhu thu nhap clia ngudi tiéu
dung & khu vyc ndng thon bing cdch soan thio bdng cau hdi, di phdng van va
diing cdng cu x{r Iy phan mém SPSS d€ xit 1y s6 liéu. Tir d6 c6 nhitng thdng tin
khdch quan vé thi trudng nay.

5 San phAm: Vi nhitng thong tin vé thi trudng trén, Phong thi€t k& nghién
cttu cho ra ddi cdc sdn pham c6 tinh ning, mau mi, cha't lugng phit hop véi nhu
ciu da dang cda thi trudng ndng thdon nhu : hoa vin sin pham phong phi, mau
sdc tuoi sang, sic sB....

6 Gi4a ca: Gid cd dugc xem 13 y&u t& mang tinh canh tranh tranh nhat, d€ mitc
gid dugc ngudi diing & ving nong thon chip nhan thi cong ty can c6 chinh sdch
gid hgp ly.



7 Phan phdi: Thi€t 14p mang ludi phidn phdi dén tiing ving ndng thon.
Nghién cttu xdy dung mang IuSi phan phdi it nhdt & mdi huyén déu cé cilra
hang phan phdi sin phaAm gach Pong TaAm. X4y dung chuong trinh hé tr¢ ngudi
phan phdi sdn phdm tai cdc viing ndng thon, viing sdu, viing xa thdng qua cdc
chuong trinh ddo tao, huan luyén bdn hang tai chd.
8 Khuyé&n mai:
9 DPa dang hda cdc hoat dong quing cdo thong qua vi€éc quang cdo cic
san phadm trén bdo, tap chi, truyén hinh & cdc dia phuong d€ md rong thanh
phan khich hang nhit 13 tai cdc viing ndng thdn, viing sdu viing xa.
10 Thiét k&€ cdc miu quing cdo cé chat lugng cao, ddng thdi kéo dai thdi
gian st dung phim/mau quing cdo d€ gidm chi phi.
11 Ti€p tuc phat huy cdc hoat dong giao luu véi quan ching, véi chinh
quyén dia phuong thdong qua viéc tdi trg cdc chuong trinh xd hdi, moi
trudng: xdy dung nha tinh nghia, tinh thuong, chuong trinh hoc bdng cho
tré em nghéo hi€u hoc..Tir d6, dua thuong hiéu Pong TAm dén cdc ving
sdu vlung xa.
12 Xay dung chinh sich khuy&n mii, hiu mai hip din, hS trg van chuyén,
chi€t khau hang ban. Pic biét cong ty can luu y dén bién phdp kich cau
tiéu dung bing cdc chuong trinh bdn hang trd chim.

(2) Pdy manh xudt khdu san phdm ra thi truong nudc ngoai.

Hién tai thi trudng xud't khiu ciia Cong ty gach Pong TAm con nhd hep. P&
dat muc tiéu toc do phat trién binh quan hang nim ctia kim ngach xuit khiu
trong giai doan 2006-2010 1a 45.25% cdng ty cAin md rong thi trudng xuat khiu
khong nhitng & cac nudce trong khu vuc 1an cdn Lao, Campuchia, ma con vuon
xa hon 13 Chau Au, Chau Phi. P€ c6 thé thAm nhap trén thi trudng nay, Cong
ty Pong TAm cin chid y d&n nhitng van dé sau:

4 Thuyc hién nghién citu thi trudng nudc ngoai: cdc van dé vé ton gido, phong
tuc tAp quén, thu nhap, chinh sdch kinh t€-xa hoi, théi quen tiéu ding, s6 lugng
khach hang, mic tiéu thu cao hay thdp, s& thich, nhu ciu clia khdch hang cin
phdi dugc nghién cttu ky d€ tung ra san pham phi hop.

5 San phdm: Phadi sdn xuit dudc cdc sdn phdm c6 trinh dd qudc t& vé chat
lugng va miu ma hgp vé6i thi hi€u qudc t&€. Ngudi tiéu dung Viét Nam thich
nhitng sdn phdm c6 hoa vin da dang, béng... Nhung ngudi tiéu dung qudc t& lai
thich sdn pham c6 it hoa vin, it béng vad mang tinh nghé thuit cao, cing xem
cang hap dan.

6 Trudc mit tham gia thudng xuyén cdc cudc trién 1am, hdi chd § nu6c ngoai
nhim da sin pham ti€p cin vdi khdch hang qudc. Mit khédc, thong qua quan



hé qudc t€ xdy dung cdc Showroom trung bay sdn phdm, gidi thiéu sidn phim
vG61 khach hang.

7 Ti€p tuc c6 nhitng chinh sidch wu dai d6i vdi khach hang hién tai, ddng thdi
tim ki€m thém cdc doi tdc khéc.

- Ph4i bdi dudng cho ngudi ti€p thi c¢6 trinh do ti€p thi qudc t&, thao ngoai
ngit, hi€u rd vin héa, tAp qudn sinh hoat, tip quan tiéu thu clia ho, phdi hiéu
bi€t mau dich qudc t€...

- Ung dung nhitng thanh qua cla cong nghé thong tin d€ nim bit chinh
xdc yéu cau clia khach hang cii ti€n quan 1y sdn xuit ha gid thanh sdn pham,
ddp tng va phuc vu nhanh, 1am thda man moi yéu cau ctia khach hang.

Gidi phdp nay cé tinh kha thi cao nhd vao nhitng diéu kién sau:

4 Bén canh ddi ngii nhin vién tré, ning dong hién co, cong ty dang tuyén
dung thém nhan sy dd qua dao tao vé quan tri marketing tir cdc trudng dai hoc.
5 Thong qua mdi quan hé v4i nuSc ngoai, nhit 12 cdc nudc trong khu vuc nhu
Lao, Campuchia va cdc nudc Chau Au nhu B Pao Nha, TAy Ban Nha..., Cong
ty c6 diéu kién ti€p can dugc thi trudng nudc ngoai.

6 Chii tich Hoi Pong Quin Tri — Ong V6 Qudc Thing (Pai bi€u Qudc Hoi) c6
céc co hdi cong tdc nudc ngoai cung cdc lanh dao trong nudc. Qua d6, Ong
thi€t 1ap dudc cdc mdi quan hé ngoai giao v§i doi tdc, thim nhap ddi song cla
doi tdc dé tim hiéu thi hi€u, thi trudng.

7 Tai tr¢ va ddo tao doi bong Gach Pong TAm Long An di gép phin dua
thuong hiéu Pong TAm vang xa.

Luat thu€ thu nhiap doanh nghiép dudc stta ddi, chi phi hoat dong quing cdo,
khuyé&n mai, ti€p thi ting tif 7% lén 10% trén tdng chi phi dd gép phan cho
Cong ty ting cudng bién phdp ti€p thi nhim md rong thi trudng.

3.3.4 Nhom gidi phdp 4: Gidi phdp vé nguon nhén luc.

Pé€ dat dudc muc tiéu ting trudng da dé ra va thuc hién cdc chién lugce
then chdt, gidi phdp quan trong 1a xdy dung va cing c¢d ngudn nhin lyc. Cu
thé:

Thit nhdt la sdp xép lai nhdn sy: Xdc dinh nhu ciu nhan sy & tirng bo
phin trong cong ty ddm bdo nhiém vu dudc giao. Phan loai tay nghé, chuyén
mon cua luc lugng lao dong, tir d6 sip x€p lai luc lugng lao dong nay sao cho
c6 hiéu qua nhat.



Thit hai la vé cong tdac tuyén dung: Mudn c6 doi ngii nhan sy hoat dong
c6 hiéu qua ching ta phai tuyén chon ding ngudi ding viéc. PE tuyén chon
nhan vién phi hgp v6i yéu ciu cong viéc dong thdi ddp ng cdc yéu cau khic
clia cong ty can phdi xdc dinh rd muc dich tuyén nhan vién lam viéc cho phong
ban nao. Tir d6, cong ty c6 k& hoach va chuong trinh tuyén chon thich hgp.

Can tuyén chon ngay cdc nhin vién c6é ning luc, trinh @6 chuyén mon
cao cho lyc lugng marketing, Ivc lugng nghién cttu phat tri€n thi trudng, thit
k& sdn pham. Pong thdi tuyén chon luc lugng lao dong c6 tay nghé cao va dd
trinh d thuyc hién cdc quy trinh sdn xudt hién dai, ddm bdo chat lugng sdn
pham.

C6 thé thuc hién cong tic tuyén dung qua cdc trung tim xudc ti€n viéc
lam, dang bdo, thu hdt nhin tai tir cdc trudng dai hoc...

Thit ba la cong tdc dao tao: A€ phat tri€n ngudn nhan luc, ching ta cin
phdi ¢c6 mdt chuong trinh hdi nhdp vao moi trudng lam viéc, gitip cho nhin
vién mé6i hoi nhap vao bau khong khi vin héa ctia Cong ty. Ho cin dugc dao
tao va hudn luyén d€ c6 kha ning ddm duong cong viéc mot ciach c6 hiéu qua.
Ngay c4 v6i nhdn vién cii nhu cau vé dao tao cang trd nén khan truong d€ thich
ng vdi sy phat trién clia cong ty. Do d6, cong ty cAn phii:

4 C6 k& hoach dau tu, phdt tri€n va dao tao ngudn nhan luc tiing nim theo
dinh huéng phat tri€n cia Cong ty

5 Phdi hgp véi vién, trudng td chitc cdc khda dao tao d€ bdi dudng chuyén
mon nghi€p vu cho doi ngii lao ddng hién co.

6 Hop tic qudc t€ vé ky thuat, tao diéu kién thuin 1gi &€ cdn bd khoa hoc va
cong nghé tham gia cdc hdi nghi qudc t&, ti€n hanh trao ddi hoc tdp va nghién
ctu khoa hoc ky thuat.

7 Chu trong dao tao lyc lugng marketing, lyc lugng nghi€n cttu thi trudng.

8 T& chifc cic 16p hoc bd tic vao ban dém cho lvc lugng cdng nhin c6 trinh
do vin héa tr cap II tré xudng.

- Pao tao va phét tri€n cdp quan tri rdt quan trong va 13 nhan t& quyét
dinh sy thanh bai cia Cong ty. Nang cao trinh d6 quan ly kinh doanh cta cdc
cédn bd qudn ly, ing dung vao thuc tién cdc mo hinh quén tri tai chinh, qudn tri
hang tdn kho, quén tri chit lugng..trong diéu hanh doanh nghiép.

4 Hang nim, cong ty can cé k& hoach phdi hgp véi cdc td chiic qudc t& hoic
cdc doi tdc nudc ngoai d€ clr can bd, ki thuit, chuyén gia di hoc tip nudc
ngoai.

Thit tu la vé chinh sdach lao dpng: xay dung chinh sich lao dong hop 1y,
khuyé&n khich ngudi lao dong bing nhitng don bay kinh t& va dong vién ho vé



mit tinh thin, ddm bdo diy di quyén Idi thich ddng clia ho, giip ho dn dinh
cudc song. T d6 ho sé& an tAm sinh sdng va tap trung stc luc vao qud trinh lao
dong sdn xuat. Mudn vay, cong ty can phai:

4 Thyc hién ding va ddy di cdc ché do, quyén Idi cla ngudi lao dong

5 C6 chinh sich thudng phat hdp 1y nhim kich thich ngudi lao dong hing hdi
san xuat. V4i chinh sdch ting luong dinh ky hién tai & Cong ty 1a 3nim/lan véi
muc tang 1a 10% la qué 1au, Cong ty nén 4p dung chinh sach ting luong dinh
ky 1a Inim/lAn v6i mic ting 13 5% sé& khich thich ngudi lao dong hing hii,
phan d4u hon trong cong viéc.

6 P4m bdo diéu kién 1am viéc, sinh hoat, nghi ngdi va an toan lao dong.

7 Ngoai ra, cAn t6 chifc cdc hoat dong vin nghé, thé thao d€ tao nén nhirng
yé&u t& kich 1& vé mit tinh than cho ngudi lao dong.

Tinh kha thi cia gidi phap.

Nim 2004 phong nhan sy da dugc cling ¢d va md rong.

Nam 2004 duwa hé thong cong nghé thong tin, quan 1y mang dp dung trong toan
hé thong cong ty.

K&t hop véi viéc thudng xuyén dao tao huin luyén nhan vién tf nhitng ngay
ddu m&i gia nhap cong ty bdi nhitng quy trinh, quy dinh theo tiéu chuin ISO.
Thong qua chuong trinh tai trg hoc bdng cho hoc sinh sinh vién nghéo hi€u hoc
c6 thé thu hit dugc ngudn nhin luc tré, ning dong, dudc trang bi ki€n thic ddy
du.

3.4 Mot so ki€n nghi

3.4.1 Kién nghi véi Nha nudc.

Nha nudc nén c6 chinh sich hd trg dau tu, wu dai dau tu cho nganh cong
nghiép vat liéu xay dung, ki€m sodt chit ché dau tu, khong tran lan, O at trong
mdt lic, dau tu theo quy hoach theo nhu ciu thi trudng, thim dinh chit ché cic
du 4n dau tu ddm bio tinh kha thi thuc su.

Gidm mdc thu€ gid tri gia ting cho nganh vat liéu xay dung tr 10%
xudng con 5%, tao di€u kién cho cdc doanh nghiép gidm gid ban trén thi trudng
xudng thém 5%, kich thich ngudi tiéu dung, kich cau, m& rong sdn xuit, khai
thdc hét ning sult du thira, ting khodn ndp ngan sdch bu lai khodn gidm thué,

ddng thdi ting stc canh tranh v6i hing ngoai nhap khau.
Gidm hoic mién thu€ nhip khiu cho nguyén vat liéu phuc vu cho sin
xuat cdc mit hang vat liéu xdy dung nhu bot mau, héa chit, phu ting thay thé...
M4 rong ting cudng bién phdp hd tr¢ xua't khau, tin dung xui't khiu cho
cic mdt hang vat liéu xay dung.



Tinh trang khai thdac tai nguyén khodng san lam vit liéu xay dung tran
lan, manh miin, manh ai niy lam, 1am lang phi tai nguyén, ph4 hoai moi trudng
thién nhién. Nha nu6c phai ki€m tra chan chinh, chi cAp md cho cdc don vi thuc
st ¢6 ning luc, c6 phuong 4n thiét k€ khai thdc, ch€ bién véi cong nghé, trang
thi€t bi ddng bo sdn xud't sdn phdm cha't lugng tdt theo tiéu chuin qudc gia.

Danh uu ddi vé 14i sudt va 1di vay cho cdc doanh nghiép hoat dong xuat
khAu.

3.4.2 Kién nghi véi nganh vdt liéu xdy dung.

Thanh 14p trung tim hd trg phdt tri€n nganh cong nghiép vat liéu xay
dung. Trung tAm 12 mot don vi sy nghiép cé thu, cung cap dich vu cho céc
doanh nghiép, mot phin kinh phi clia trung tAm sé& do cdc doanh nghiép déng
g6p. Trung tdm nay déng vai tro:

4 Lap cdc chi€n lugc phdt trién nganh.
5 La don vi thyc hién tur vin cho cdc doanh nghiép vé dich vu k§ thuat va tu
van cong nghé, gilip cdc doanh nghiép ti€p cin kip thdi cong nghé tién ti€n.

Bén canh viéc thanh 1ap trung tAm hd tr¢ phdt trién nganh cong nghiép
vat liéu xdy dung cin clng c6 cdc td chidc ¢6 sin nhu Hiép hoi gom st xay
dung Viét Nam lam cho hoat dong ctia hoi di vao thyc chat, phuc vu thiét thuc
cho quyén 1gi clia cdc doanh nghiép thanh vién.

Can khuyén khich cdc doanh nghiép diu tv xay dung co s& dit liu va st
dung céc phuong tién quan ly thong tin...d€ cdc doanh nghiép c6 diéu kién tiép
xuc v4i cac cd sd dir liéu hién dai.

T8 chitc cdc hdi nghi, hdi thdo nhim tuyén truyén siu rong cic thong tin
cho cdc doanh nghiép: tiéu chuin sdn xuit cla cdc nudc s tai, thi tuc hanh
chénh cin thi€t trong quan hé mua b4n...

KET LUAN CHUGONG 3

Trén co sd xu hudng phat tri€n clia nganh vat liéu xay dung va thuc
trang tinh hinh hoat dong clia Cong ty gach Pong Tam, chiing t6i da xdy dung
muc tiéu chi€n lugc phat tri€n cho cong ty gach Pong TAm dén nim 2010. Qua
phin tich cdc phuong 4n khai thdc cd hoi va di€m manh, cdc phuong dn khic
phuc nguy co va di€m yéu clia cdc y&u td mdi trudng tic dong d&€n hoat dong
cia Cong ty gach Pong Tam, ddng thsi st dung sd d6 xuong cd d€ dinh gid
mdi tdc dong va quan hé tuong tdc gitta cdc y€u td, ching to6i da xdc dinh dudc
4 nhém chién ludge then chot:

(1) Ha gia thanh san phéfm, tor do ha gid ban.
(4) Pa dang héa san pham.



(5) Nghién citu thi trudng, md rong thi truSng huéng vé ndng thon, diy
manh xudt khau.
4) Tuyén chon dao tao ngudn nhan luc.
Pé€ cédc chién lugc nay thuc hién dong bd va mang tinh kha thi, cic muc tiéu va
gidi phdap van phai ti€p tuc dudc quan tim, diéu chinh va phdt trién cho phu
hdp véi diu kién moi trudng.

KET LUAN

Viéc xdy dung chié€n lugc phdt trién sdn xuat kinh doanh 13 mot van dé
mang ¥ nghia s6ng con ddi hoat ddng cia mot cong ty. Néu chi€n luge duge
xdy dung mdt cdch ding ddn phi hgp v6i ndi lyc clia cdng ty va thich ¢ng cao
v4i nhitng tic dong clia ngoai luc bén ngoai thi cong ty s€ c¢6 mdt kim chi nam
ding ddn cho hoat dong sdn xuit kinh doanh clia cdng ty minh trong qué trinh
phat trién.

Trong bdi cdnh phdt tri€n nhu vii bdo clia khoa hoc k§ thuit ngdy nay thi
moi vin dé déu cé nhitng thay ddi nhat dinh cla né. Do d6, néu cdc cong ty



x4y dung dudc chién lugc phat tri€n 1au dai clia minh dya trén cic yéu td trong
tdm bén vitng thi cong ty sé& tin dung dudc cd hoi va han ché€ dugc nhitng de
doa va thich thic. Trén cd s cdc ndi dung phan tich chi€n lugc phét trién clia
cong ty, tic gid hy vong ring Cong ty Gach Pdng TAm sé& c6 dugc mot chién
lugc phdt trién 1au dai, bén vitng tir d6 gidp cdng ty vach ra nhitng dinh huéng
phat trién hop 1y cho tirng thdi ky, gitdp cong ty giit vitng dugc uy tin, thi phin
va s€ vuon ra dugc nhitng thi trué6ng mdi trong tuong lai.

Cé4c nhém gidi phdp dua ra dudc cong ty ti€n hanh mdt cach song song va dong
bd nhim tao chi€n lugc tdng thé, gdn k&t v6i nhau va mang tinh khoa hoc hgp
ly. Pong thdi trong qud trinh thuc hién cong ty phdi ddnh gid két qud thuc hién
mot cach khach quan, trung thuc dé cé nhitng diéu chinh kip thdi, phuc vu tt
cho hoat dong sdn xuA't kinh doanh clia cong ty.

Cudi ciing, tdc giad rit mong nhin dugc sy déng gép y ki€n ctia Quy Thay Co,
clia cdc chuyén gia quan tri Cong ty gach Pong Tam d€ ludn 4n c6 gid tri thuc
tién hon.



