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Trfli qua 36 nam ra difi vi phat wicn
Wwmdt ¢ sé sian xuit nhd thinh [ip nim
1968, d&n nay Cong ty ¢d phin bao bi
Bién Hoa (SOVID) di wd thanh mdt
rong nhitmg nhi cung ¢ip bao bi carton
hing diu cla khu vue phia Nam.
Thudng hi¢u SOVI da udf nén quen
thude khong chi vai khich hiing trong
nude ma con quen thude vdi cde cong ly
1¢n ctia nuGe ngoii nhu : UNILEVER,
COCA-COLA ,DUTCH LADY . All-
NOMOTO....

Trong nén kinh (& thi trutsng, cong
ty phii canh tranh vdi nhiu d3i thi
hi¢n ¢ v widng lai . trong dd e 3 cong
ly sitn xuit bao bi carton nude ngodi ¢d
nhidu I¢i the v& cong nghg, chilt lugng
hiing diu ctia Pai Loan, Malaysia di
dang diu w vao khu vie Pdng Nai,
Binh Dudng vdi nhiéu sin phiim bao bi
khdc nhau vdi chilt iiing cao. Trong
khi do, do mdi chuyén sang cd ¢hg thi
truding, nén nang lye doi ngl nhin vicn,
¢dn b quin i cong ty chuta theo kip
mdi triding canh tranh gay gdtnhuhi¢n
nay.

Mat khic chi phi nguyén viitlicu
chinh, phu. phue vu cho sin xudit kinh
doanh cta cong Ly ting lién we, dic
hict 13 gidy di tic dong xiu den sin
xudl kinh doanh (SXKD) ctia ¢Ong Ly.
Viy lam th& nivo d€ dimg vimg trén thi
trutng. Cong ty hao bt Bién Hod
(SOVI) da khéo I¢o trong vice soan
thdo v 1 chie thue hién hicu qua
chicn Iude chuyén hig¢t hod (Ling ruding
tap trung) SXKD.

Ngodi ra, d¢ thanh cOng trong
kinh doanh, cong ty con xiy dung va
thue hién chién Iuge canh tranh hi¢u
quét, khai thic the manh v¢& thudng hicu
3 16n tai 36 niam wén thi truing bao b
carton, sin soc hicu qui khich hing
[Gn, thite hi¢n hiju mai...

Nhi$ ¢ cic chicn luge rén, nén
¢ong ty da phit rién vi dig vimg
trong boi cénh canh tranh nhitg nim.
Cong ty bao hi Bién Hoa duge xCp 1
mdt trong 5 doanh nghi¢p SXKD hicu
qué ciia tinh Pdng Nai. HE 0 i ro rilt
thap. Tir nim 1990 d&n nay e do ting
trucing doanh thu binh quin dat 200/
nam, trong do i @ng 25%/ nim.

Thue (& SXKD ctia cong ty cho
thily, trong nén kinh (& thi truting, xudl
phdt titnhiing cd hoi — nguy cd, manh -
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Kinh nghiém rut ra tu
hoat dong san xuat kinh doanh
6 Cong ty bao bi Bién Hoa

y&u cha cong ty khic nhau, nén chicn
luie kinh doanh trong mdi thesi ky khic
nhau. Song do mdi truting canh tranh
nhu hién nay, chién luge chuyén bict
hod SXKD vin thé hi¢n due mit tich

cue ciia nd. Do 1A cho phép cong kién

dinh diiu w an bd ngudn e cho
SXKD nhitm mang lai k& qui cao.
Piéu ndy due th hién trong hing [Gng
hop k&Lgui hoat dong SXKD ctia cong
tv SOVI nhur sau :

KS. LE QUOC TUYEN

mdi trudfng kinh doanh thutng xuyn
thay ddi, nhat 1 trong thifi dai todn ciu
hod, hoi nhap kinh (& qudc (& hién nay,
cho nén cic ed hdi — nguy ¢d ; manh -
y&u cling thubng xuyén thay doi va
chuy@n hod nhanh, néu cong ty khong
nhanh ch6ng nhin dang d€ dua ra cdc
chién luge thich nghi thi s¢ mi ro. Mt
khdc chinh si thay déi clia moi truding
kinh doanh s& dan 16 manh — y&u ctia
mbi cong ty s¢ rit khac nhau, vi vty

Bang 1: K& quéd sdn xudt kinh doanh 5 niim (1999 — 2003)
ctia Cong ty ¢i phin bao bi Bién Hoa

Ciic chi ticu 1994 2000 2001 2002 2003 2004

Gid tri TSI (Tricu ddng) | 146,094 S1.338| 52.079| 66.039| 73.700| 77.700
(GCD 94 3.8 Tricuhing

Doanh thu ( Tricu ddng) 91.680] 101.228] 108969 118.699] 137.000{ 145.000
Siin phim cha véu (Tin) 12.130] 13.510] 13.705] 14.605] 16.000] 23.500
Nop nedn sdeh (Tricu dong) 7.5000 - 8473] 7.133] 6.580] 5.379] S5.628
i nhudn (Tricu déng) 64610 73000 4198] 4628 3324 3410
Thu nhiip BQ (1.000 d ) 1948 23000 2300 2.300[ 2.094] 2.355
Pau wr (Tricu ddng) 7.6201  1.500 5000 14350 55.000
Pong e6p quy xi hoi 01612 2838 2032] 66.942] 36.680

Tir thire t& hoat dong thanh ¢ong
trong SXKD ctia Cong ty hao bi Bicn
hodt (SOVI) ¢6 the rit ra kinh nghiém
siu diy:

1. Trong SXKD. ¢in phii thuting
xuvén phin tich du bio mai trudng Kinh
doanh quoc &, khu vie. rong nuisc,
phén tich doi tha canh tranh viu ndi bo
ctia cong ty d€ phit hién cdc ed hi -
nguy ¢d ; manh — yCu utn cd s do
phiin tich Iyt chon mot chién luge thich
nghi, rong do dge biét quan tim dén
chin Iwde ting rung 1p trung mot
linh vire SXKD ma ¢ong ty ¢6 Ii thd
trén thi truding, thong qua do ¢ ting
truding v phit tricn.

Trong nén kinh & thi truding, do

chién Iuie kinh doanh s€ khéc nhau.
Tuy vily trong di¢u kién cdc doanh
nghi¢p VN do nhi¢u diém y&u cd bin
gidng nhau nhu: ngudn von thilp, thicu
kinh nghi¢m trong kinh doanh, trang
thict bi. cong ngh¢ chua hién dai.
marketing y&u ..thi It chon chich luge
tang truding p trung mot finh vie kinh
doanh ¢6 i the vin 1a s chon Iuta hdp
I. Thite 1& Cong ty bao bi Bién hod
(SOVI), cling nhu nhi¢u cong ty thanh
dat trong kinh doanh cho thily, néu
quan tm diu w vio mdt finh vie kinh
doanh ¢ 1di the nhu: thuung hicu. kinh
nehiém, trang thi€t bi cdng nght
chuyén dung, ¢6 gid canh tranh khi
ning sin séc khich hing 181 ... thi khi
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nang thanh cdng cao. Ching han,
nhimg nam qua, Cong Ly ¢ phin bao bi
Bi¢n Hoa da phin tich du bio moi
truding trong nganh bao bi | xuilt phat (i
di€m manh - y&u cia cong ty , nén da
quy€t dinh 1ap trung ngudn luc SXKD
mdt 8 sin phim ¢6 th& manh nhu:
carton, offset, trén cd sG niing cao chit
lugng sin phim, thue hién (01 sin soc
khdch hing, @p trung vio mot s6 phin
khiic ctia thi truding ndi dia .. cling di dé
thanh ¢ong trong kinh doanh..

2. Thue hi¢n hi¢u qua chién luge
Marketing.

BE 16 chic thue hién hidu qud
chién Iuge kinh doanh, cong ty da ticn
hiinh soan thdo vi thuc hién 10t chin
luge Marketing, vi thong qua hoat dong
marketing d¢ Iyta chon ding thi truding
mue ticu, lua chon ding nhém khich
hing ma c¢ong ty phai cung tng, lam
cin ¢l xdc dinh chinh xic cic ching
loai sdn phim theo y&u ¢iu ctia khich
hang, wrdo lua chon vitwr, nguyén vt
li¢u chinh phu widng tng, lua chon
trang thict bi ¢ong ngh¢ va cdch thite
ti€n hanh sin xuat kinh doanh, kiém tra
¢hit wgng sin phiim v bidn hang cling
nhir sin soc khich hing.

V& sin phim: Cong ty ¢iin dinh
dang nhém san phiim chit lute ¢tia minh
s€ sitn xullt cung tng trong g thasi k¥,
hodc trong timg don hing trén ed s nhu
ciu clia khdch hang mi cong ty da xic
dinh cung ting. Chéing han Cong ty bao
bi Bi¢n Hoa di xidc dinh thi truting muc
li¢u 12 cdc e¢ong Ly sin xudl cdc sin
phéin hitu hinh dang ¢6 nhu ciu vé bao
bi Carton bio quin hiang hod d¢ vin
chuyén,cic cong ty sin xuit sin phim
¢an ¢6 bao bi OFFSET vira dip tng
chiic ning thuong phim vita ddp ting
chife niing viin chuyén. Suxdc dinh nhu
teén I hoan toan hgp 1y, vi hién nay cic
cOng 1y san xudt cdc sin phim, mudn
bdn dutic hang hod ctia minh thi phai ¢6
thitng hi¢u, phii ¢d bao bi viin chuyén
va thudng phiam dep, trang nha, bén ¢6
kha niing giy suchu ¥ ctia khidch hing.
Tat ¢ didu ndy lam cho nhu ciu bao bi
ting theo, tao ra nhitng co hoi 16n cho
cde cong ty SXKD bao bi . Vdi thi
trudsng rong 1dn va diy iém niing nay,
vi¢e xdc dinh diing sin phim ch lue s¢
ddng nghia vdi khi ndng phdt trién thi
phn, khd nang gianh thiing 16i ong
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kinh doanh .

V¢ gid ci: Bil k¥ nhém khdch
hang ndo, thi gid ¢i vin la mGi quan
1am, vi vay nCu st dung chi¢n luge gid
linh hoat, thi kha ning 16i cudn khdch
hang 5t hon . Thuc (& cho thay, néu
cong ty thue hién 10t cde ndi dung sau
day, thi chién luge gid s¢ thanh cong:

- Chinh sdch dam phdn gid gioi
khi mua cdc nguyén li¢u diu vao.

- Tan dung cdc tién bd khoa hoc
ky thudt trong nuGc d¢ sin xuit ra céc
nguycn viil liéu chinh, thi kha niing ndi
dia hoa sin phiim cao, cho phép tidt
ki¢m chi phi, ha gid thinh, ning cao
hi¢u qua kinh doanh.

- St dung ngudn nguyén vit licu
¢d siin trong nude dé san xudtra cde sin
phim ¢6 chit lugng ma khich hang
trong nudc ¢6 thé chap nhin dudc.

- Dy dodn dude nhu ciu clia ngudi
ticu diing, ban hang gioi nén gidm chi
phi bin hang nhu chi phi di¢n thoai
chiw mdsi, chi phi quing cio, khuycn
mii v.v.. ‘

- Thofi gian tdn kho thap hay con
20i 12 hé thdng dn kho diing lc (just in
time) gitp Gt kiém chi phi, k&t qua gid
thanh sén phim gidm di mot khodn chi
phi ddng ké.

V¢ xdc ti€n hdn hop hay chidu thi:
Tice 1a cde chién luge khuy@n mii,
qudng cdo, chio bin truc Gép, dich vu
sau khi bdan hang (bdo i, bio hianh
v.v..). Titcd cdc diéu trén s& xay dung
hinh inh ctia cdng Ly trong tAm tri cdc
doanh nghiép. Ching han nhu Cong ty
bao hi Bién hoa (SOVI), da biét xay
dung hinh dnh vé cung cich:phuc vu 161
clia minh véi cic khach hiing 16n nhu
UNILEVER, COCA - COLA ,
DUTCH LADY, AIINOMOTO, ntn
da g6p phan thiic diy lugng hang hod
ti¢u thy ngay cang tang rén thi ruting,
lam ting thi phin ctia cong ty.

Phiin phdi: Phiin phdi ¢6 ¥ nghia
quan trong trong thinh cong clia cdng
ty, phdi tim dugc lgi thd ndo dé trong
phéin phoi thi khd niing thanh cong s&
cao, nhat 1a khi canh tranh véi cdc cong
ty nude ngodi, ¢6 thé thua ho v& chat
lugng, song lai ¢6 Igi the thi truding noi
dia, khich hang trong nude, Nén néu ¢6
chi&n lugic phiin phdi, thanh toédn thuéin
I¢fi, bi¢1 thod min khéch hiing trong moi
di¢u ki¢n thi khi niing thinh cong cao.

Cong Ly bao bi Bién hoa (SOVI) di tian
dung 15i da uu th¢ nay dé phat rién
nhanh chéng mang IuGi phan phdi cho
khich hang.

3. Ling nghe, ti€p thu hidu qui
céic gop ¥ cia khédch hang vé san phim
cong ty v& 1oan bd cdc hoat dong clia
cOng Ly, thi s gitp cong ty khic phuc
duife cie sai sot trong SXKD lam cho
khdch hang ngay cang géin b6 véi cong
ly. Mt khdc sin sang nhin sy gitp do
clia khéch hang trong viée i rd dao
tao nguon nhin luc cho cong ty, thuc
hi¢n, thuting xuyén dénh gid qui trinh
5S. Thute (& Cong ty bao bi Bién hoa
cho thily. n¢u ti&p nhin va thue hién
stfa chita nghiém wic cdc gép y clia
khach hangvé toan bd qui trinh sin xuiit
kinh doanh ctia c¢ong ty, thi s¢ tao su
giin bo mat thiét gitta khich hang véi
nha cung ¢ip, diy i cd s¢ dim bio cho
¢Ong ty phat tri€n hén vitng.

4, Thue hién hi¢u qud 1di ¢iu e
bd mdy va phat rién ngudn nhin luc.

Pa s cdce c¢ong ty VN dude thinh
lap rong diéu kién ctia nén kinh (& thi
trung hoat dong chita manh mée, vi vy
khi dp dung m6 hinh cong ty di boc 16
nhiéu han ché&, khdng thich nghi dudc
vdi kinh (€ thi trulng, vi vy i ciiu triic
lai DN dydc dil ra nhu 12 mot yéu ciu
diu tién va quan trong nhat nhiim:

(1) Sodt xét, thi€t k& lai timg quy
trinh cbng viée ddm bdo don gidn v
hi¢u qua hon. Trong d6 phii xdc dinh
cde chi tiéu dinh lugng cho tiing giai
doan nhiim dénh gid k&t qua thue hién
val ¢di ti€n quy trinh .

(2) Sodt xét thay d6i cilu tric cong
ty va tiing bo phan cho phit hgp v mdi
trudng kinh doanh ning dong va yéu
cdu canh tranh quéc & .

Xdy dung lai quy ch& Iuong,
thudng va mdi wruting lam viée ciing
nhtf thue hién cdc chudng trinh dao tao
nhiim phét trién ngudn nhin Iuc hién c6
var thu hit nhin tai

Tom lai , trong ¢d ¢h& thi truding,
dé thanh cong trong kinh doanh, céng
ly bude phii tén thi luét chdi cla thi
truting. PG 13 hly lam 181 moi khau ctia
qua trinh SXKD thi khd nidng thanh
cOng s€ rit cao, trong d6 vice xiy dung
mdt chien luge kinh doanh khé thi 1a
trung tam dé thure hién md hinh 7S ®
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