TAP CHi CONG THUONG

XAY DUNG CHIEN LUGC KINH DOANH
CONG TY CO PHAN THIET BI Y TE MEGA
TRONG GIAI POAN 2019 - 2024

® HA NAM KHANH GIAO - QUAN VINH PHONG

TOM TAT:

Nghién citu dudc thyc hién nhim danh gid tdc dong ctia moi trudng bén ngoai, moi trudng
bén trong dén viéc kinh doanh thi€t bi y t€ cia Cong ty ¢ phdn Thiét bi y t& Mega trong giai
doan hién tai va thdi gian sip t6i. Trén co s§ d6, xdc dinh chi€n lugc kinh doanh ctia Cong ty va
dé xud't cdc gidi phap thuc hién chi€n luge kinh doanh thiét bi y t& phit hgp véi ning luc ciia Cong
ty va tinh hinh phét tri€n cla thi trudng thi€t bi y t& trong giai doan 2019-2024.

K&t qua cho thay, d& trién khai thanh cong cic chié€n lugc nay, Cong ty cd phan Thiét bi y t&
Mega cin c6 cdc gidi phdp hd trg vé phdt trién ngudn nhan lyc, marketing, tai chinh va xay

dung phat trién thuong hiéu.

Tt khéa: Chién luge kinh doanh, thi€t bi y t&, Cong ty ¢ phan Thiét bi y t&€ Mega.

1. Gigi thiéu

Theo s8 liéu nghién citu cia Espicom Business
Intelligence (cong ty con clia Business Monitor),
gid tri thi€t bi y t€ trong nim 2017 ctia Viét Nam
dat khoang 837 triéu USD, ting lén mtc 1 ty USD
vao nim 2018 va du ki€n can mdc 1,095 ty USD
vao nim 2019, mic ting trudng 1én tGi hon
10%/mim. Bén canh tiém ning ting trudng cia
nganh hap dén, thi rti ro ciing rit cao, han 90%
thi€t bi y t& nhap khdu nén nhitng i ro tir nha cung
cAp, tir cong nghé thay ddi, tir ti gid va cdc rii ro vé
hoat dong nhu 1a cic thay ddi vé chinh sach va quy
dinh phdp luét ctia nganh, budc doanh nghiép phai
fim ra cdc gidi phdp d6i pho céc rii ro nay d€ tao
cho minh 1¢i th€ canh tranh.

Cong ty c6 phan Thiét bi y t€ Mega (Cong ty
Mega) 1a mdt don vi da tham gia hoat dong trong
linh vyc kinh doanh thi€t bi y t& tir nim 2013, sau
hon 05 ndm tham gia thi trudng cong ty van chua
x4y dung cho minh mdt chién luge kinh doanh thiét
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bi y t&€ dai han ma chii y&u thyc hién theo k& hoach
hang nim. Do d6, né€u nganh kinh doanh thiét bi y
t&€ gidp kho khin s& dnh hudng 16n d&n tinh hinh
hoat dong kinh doanh ctia cdng ty. Chinh vi vay,
viéc xay dung va Iwa chon mdt chién luge kinh
doanh hgp 1y rit c6 y nghia.

2.Cos6 1y luan

2.1. Vé chién lugc kinh doanh ciia doanh nghigp

Smith va ctg (1989) cung cap nhitng ki&n thic
can thiét, tir khdi niém chién lugc, sich ludc kinh
doanh dén phan tich moi trudng kinh doanh & cédc
tap doan kinh t€ 16n va & cip doanh nghiép thanh
vién, t6 chic thyc hién, ki€m tra danh gia viéc thyc
hién chi€n ludc, sich luge kinh doanh. Trong do,
nghién cttu chd trong dén viéc dao tao cian bd quin
tri kinh doanh & cap doanh nghiép c¢6 quy md 16n,
nho va & cip cong ty.

David (2015) cho riing cAn tao tinh chli dong va
su khdc biét trong canh tranh; biing cdc hoat dong
x4c dinh muc tiéu phtt hgp véi khé ning hién cé va
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tri€n vong phat trién. Pdng thdi, doanh nghiép
cling c¢6 thé hoan toan chii dong diéu chinh chién
lugc kinh doanh ctia minh d€ ddm bio cho né ludn
ludn phlt hdp v6i nhitng bi€n dong khong ngiing
clia moi trudng kinh doanh trong nudc va quoc té.

Aaker (2007) nhan dinh mudn qudn tri thanh
cong modt doanh nghiép, nhat thi€t phai c6 chién
ludc kinh doanh. VAan dé then chot 13 dit ra mot he
théng quén tri sao cho nha quan tri: C6 dugc mot
tAm nhin o nét vé cong viéc clia minh; ¢ thé bao
quat va hiéu dugc moi trudng ning dong clia kinh
doanh; tr d6 chon ra nhitng gidi phdp chi€n lugc
phit hgp mot cich sdng tao va khon ngoan; dé c6
mot sach lugc canh tranh dua trén 1di thé ctia minh.

Nghién cttu ctia Truong Vin Diing (2007) vé
xay dung chién lugc kinh doanh nganh hang thi€t bi
y t& clia cdng ty REXCO da van dung cic 1y thuyét
chién lugc d€ xay dung cdc ma tran ddnh gid cic
y&u t6 bén ngoai (EFE), ma trin d4nh gid cic yéu
t0 bén trong (IFE), ma trAn hinh 4nh canh tranh
(CPM) dung phan tich va so sanh cac thach thic, co
hoi, cic diém manh, dém y&u clia cong ty véi cic
ddi thd canh tranh trong nganh thiét bi y t€ va dé
xuadt xay dung ma train SWOT dé x4c dinh cic
chié€n lugc muc tiéu trong cho giai doan phét trién
daihan cta cong ty.

Nghién cifu cda Tran Vin Thudng (2016) vé
xay dung chi€n lugc kinh doanh cho nganh sdn xuat
dugc phdm , da dé xuat ma tran SWOT va st dung
ma tran hoach dinh chi&€n lugc c6 dinh lugng SQPM
dé dé xuat cic chién ludc kinh doanh hiéu qua.
Nghién cifu nay chi ra ring, dé xay dung chié&n ludc
kinh doanh hiéu qud, cong ty phdi md rong phat
trién thi trudng, cling ¢ hé thong phan phdi tao ra
mot hé khung xuong d€ céc chinh sich khic thuc

hién hiéu qua hon nhu chinh sich marketing, gia
san pham, tao dung thuong hiéu...

Lé Béo Toan (2016) da van dung phuong phap
phan tich cdc ma tran vi th& chi€n lugce va dénh gid
hoat dong (SPACE) trong giai doan k&t hop, dua
trén thong tin tlr cdc s6 liéu sd cAp va thit cAp nhim
xay dung céc chié€n lugc kha thi, két qua thong qua
ma trin hoach dinh chién lugc c6 thé dinh lugng
(QSPM) @& quyét dinh nhitng chi€n lugc t6t nhit vu
tién thuc hién cho cong ty.

3. Phuong phap nghién ciu

Nghién cttu nay dudc trién khai trén co sd
phuong phip chuyén gia véi sy hd trg clia phuong
phdp thong ké phan tich. Phuong phap chuyén gia
dugc st dung d€: (i) X4c dinh cic y&u t& bén trong
va bén ngoai 4nh hudng d&€n hoat dong kinh doanh
thi€t bi y &€ clia cong ty Mega; (ii) Xdc dinh tAm
quan trong clia cic yéu td moi trudng bén trong va
bén ngoai ddi vé6i kinh doanh thiét bi y t€; (iii) Xdc
dinh khé ning phan Gng cla cong ty Mega trudc tac
dong clia cdc nhin t6 moi trudng trong hoat dong
kinh doanh thiét bi y t€&; (iv) Xdc dinh mifc do
nguodn luc clia Cong ty Mega cho kinh doanh thiét
biy t&; va (v) Pdnh gi4 sy hdp din clia cdc phuong
4n chién lugce dugce dé xuit cho Cong ty Mega trong
giai doan 2019-2024.

Tir diy, nhém tic gid d& xud't quy trinh xay dung
chi&n lugc ctia David (2015) véi cic giai doan sau:
(i) Giai doan diu vao: ma trin EFE, ma trin CPM
va ma tran IFE, (i) Giai doan k&t hgp: ma trin
SWOT, (iii) Giai doan quyét dinh: ma trAn hoach
dinh chi&n lugc c6 thé dinh lugng dugc QSPM.

4. K&t qua nghién ciiu

Béng 1 cho thdy két qud hoat dong kinh doanh
ctia Cong ty Mega giai doan 2013-2017.

BAng 1. Két qud hoat déng kinh doanh ctiia Céng ty Mega giai doan 2013-1017

Chi tiéu 2013 2014 2015 2016 2017
Doanh thu chua VAT (dong) | 1.257.755.166 | 1.986.174.720 | 7.730.700.025 | 4.173.724.683 | 3.850.706.096
Loi nhuan trudc thué (dong) 4.614.005 6.771.983 16.844.473 8.254.169 8.091.388
Lgi nhuén sau thué (déng) 3.575.854 4.028.398 12.580.389 6.510.809 6.319.889
Lgi nhuén sau thué/Doanh thu 0,028 0,020 0,016 0,015 0,016
Von Ch s6 hiiu (d6ng) 1.003.575.854 | 1.007.604.252 | 1.020.630.375 | 1.026.346.989 | 1.032.666.878
LN sau thué/ Von CSH 0,0035 0,0035 0,0123 0,0063 0,0061

Nguén: Cong ty Mega, 2013-2017
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Viéc phan tich tinh hinh mdi trudng bén ngoai cé thé tom tit trong Bang 2.

Bdng 2. Ma trdn céc yéu té bén ngodi clia Céng ty Mega

Cac yéu to bén ngoai Trgil’g l?ié'm : 2L Io?,i
sO phan loai theo trong so
Cac co hoi
1. | Céc chinh sach nha nuéc khuyén khich phét trién nganh y t& 0,07 2 0,21
2. | Toc do phét trién kinh t& 6n dinh 0,06 3 0,18
3. | Ngudidan ngay cang quan tam dén stic khde clia minh 0,07 4 0,32
4. | Thunhap binh quan dau ngudi tang 0,07 3 0,21
5. | Suxuét hién ngay cang nhiéu bénh vién méi 0,06 3 0,21
6. | Congnghé diéu tr ki thuat cao ngay cang phat trién 0,08 2 0,14
7. | Nang cap cac tuyén y t& co sé dat chuén 0,05 2 0,10
8. | Quy md th truong thiét b1 y t€ ngay cang phat trién 0,08 4 0,28
Cac thach thic
9. | Dadang vé ching loai va chat lugng 0,06 2 0,12
10. | Suquan ly chdng chéo clia co quan truc thudc b y té 0,06 2 0,12
11. | Sucanh tranh gay g4t clia cac cong ty 0,07 4 0,28
12. | Suhiéu biét clia ngudi tiéu dung ngay cang nhiéu 0,06 2 0,12
13, Z?rényé(t:?;gi/?‘;r;lh;? van phong dai dién cla cac tap doan thiét by y t& 0.06 ’ 0.12
14. | Cacsan pham thay thé 0,05 0,15
15. | Ngudn von tin dung tlr ngan hang 0,05 0,15
16. | Tigiadong ngoai té tang 0,05 0,15
Téng cong 1,00 2,86

Viéc phan tich moi trudng nganh cho thiy cdc
doi thl canh tranh tryc ti€p 12 Cong ty Lién doanh
Y hoc Viét - Han Vikomed, Cong ty TNHH Thuong
mai - Dich vu An Thinh Health, ttr d6 hinh thanh
ma trdn hinh dnh canh tranh (CPM) cia Cong ty
Mega nhu trong Bang 3.

Bén canh dod, viéc phan tich moéi truGng ndi bo
cdng ty ciing gitip xdy dung ma trin cdc y&u td bén
trong Cong ty Mega nhu trong Bing 4.

5.Pé xuit xay dung chién lugc

5.1. St ménh va tam nhin ciia Cong ty Mega

St ménh: Cong ty Mega dugc hinh thanh v&i
mong mudn mang d&€n cdng ddng nhirng k§ thuaty
t€ tién ti€n bic nhat thé gidi. Ngdy cang nhiéu
ngudi dan c6 cd hdi dudc chim séc stic khde chat
lugng & miic chi phi hgp 1y.
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Nguén: Két qud khdo sdt va tinh todn ciia nhom tdc gid

TAm nhin: Trd thinh mot trong nhitng cdng ty
s§ hitu chudi cung ng tdt nhat trong linh vuc
thi€tbiy t&.

5.2. Chién lugc tong thé giai doan 2019-2024 va
tam nhin nam 2030 ciia Mega

Chién lugc tong thé

- Muc tiéu tdng quat

Doanh s6 ting 10%/nim.

Mic 1gi nhudn dat 7 - 10%/nam.

- Céc dinh huéng chi€n ludc

Giit vitng va nang cao thi phan ban trang thiét bi
y t& trén thi trudng y t& va trén cd nuc. Gép phan
binh &n thi trudng trang thi€t bi y t& tai TP. HCM.

P4y manh hoat dong kinh doanh thi€t bi y t&,
khai thic ddu vao biing viéc van dong trd thanh nha
phin phdi doc quyén cho mdt s6 nha san xuat 16n
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Bdng 3. Ma trdn hinh dnh canh tranh ctia Céng ty Mega

Mega Vikomed AnThinh
T Céc yéu 3 tzo loi thé canh tranh T’fgg Phan | Biémtheo | Phan | Didmtheo | Phan | Biém theo
loai | trongs6 | loai | trongsd | loai | trongsd
1 | Chétlugng san phdm 0,10 3 0,30 3 0,30 2 0,20
2 | Sanphamdadang 0,09 3 0,27 3 0,27 2 0,18
3 | Khanang canh tranh vé gia 0,10 3 0,30 3 0,30 3 0,30
4 | Khanang tai chinh 0,10 3 0,30 4 0,40 2 0,20
5 | Thiphan 0,09 2 0,18 3 0,27 3 0,27
6 | Trinhdo vakinh nghiém clia nguon nhanlyc | 0,09 3 0,27 3 0,27 3 0,27
7 | Dich vy khach hang 0,10 3 0,30 2 0,20 3 0,30
8 | Daotao huén luyén 0,08 3 0,24 2 0,16 2 0,16
9 | Quanlydiéu hanh 0,09 2 0,18 3 0,27 2 0,18
10 | Sutrung thanh clia khach hang 0,09 2 0,18 2 0,18 3 0,27
11 | Marketing 0,09 2 0,18 3 0,27 2 0,18
Tong cdng 1,00 2,70 2,89 2,51
Nguén: Két qud khdo sdt va tinh todn ciia nhém tdc gid
Bdng 4. Ma trdn céc yéu té bén trong cia Céng ty Mega
e nra Tron Diém Diém phan loai
eEarED sz iy, éé’g phanloai | theo frong 36-’
Cac diém manh
1. | Couy tin véi cac bénh vién, phong khdm va dai ly phan phéi 0,08 3 0,24
2. | Couy tin véi cac nha cung cap nudc ngoai 0,08 3 0,24
3. | Doingdi quan try cd kinh nghiém kinh doanh thiét b y t& 0,07 4 0,28
4. | Tiém lyc taichinh 0,08 3 0,24
5. | M&iquan hé véi cac t6 chiic tin dung 0,08 3 0,24
6. | Giaphuhgp 0,07 3 0,21
7. | Thyphan mua ban thiét b y t€16n 0,07 3 0,21
8. | Binh huéng kinh doanh 0,07 2 0,14
Céc diém yéu
Chua c6 phuong phap marketing t6t, chua c6 ngugi dl trinh do
1. trong hoat dong marketing 0,06 2 012
2. | Uytinvadanh tiéng thuong hiéu chua cao 0,06 2 0,12
3. | Pham vikénh phan phoi chua rong 0,06 2 0,12
4. | Nang luc nghién ctu th; trudng khong manh 0,05 2 0,10
5. DC)j ngGlbén r)éng c\:hua dugc dao tao tot vé k§ nang ban hang, 0.06 9 0.12
cham sé6c khach hang
6. | Cong tac quan Iy ngudn nhan luc con y&u 0,06 2 0,12
7. | Cocdutdchic 0,05 2 0,10
Tong cdng 1,00 2,60

Nguén: Két qud khdo sdt va tinh todn ciia nhém tdc gid
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va c6 uy tin trén th€ gi6i vi md rong thi phan cung
cAp cho cdc don vi y t& trong nudc.

Ung dung thanh tyu khoa hoc k¥ thuit nghién
ctfu sdn xuAt thém nhitng san phaAm mdi c6 hiéu
qué thi€t thuc phuc vu cho ngudi tiéu diing va trién
khai sdn xuat vdi quy mo 16n d€ cung cip cdc mién
datnude.

Tam nhin dén ndm 2030: Tré thAnh mot trong
nhitng cong ty phan phdi doc quyén mot so thi€t bi
y t€ ctia mdt s6 nha sdn xudt I6n c6 uy tin trén thé
gi6i. Mang dén cho cdng ddng nhitng phuong phip
chim séc sitc khde dat chat lugng trén dién rong.

5.3. Ma trgn SWOT va y tudng dé xudt chién
lugc

Thong qua cdc ma trin EFE, CPM va IFE, két
hgp véi cdc dinh huéng, muc tiéu phét trién clia
Mega, ma train SWOT dugc hinh thanh nhu trong
Bang 5.

Nhu vay, ma tran SWOT da chora 9 ggi y chién
Iuge nhu sau:

1) Chién lugc thAm nhap thi trudng: Tan dung
nhitng th€ manh sin c6 két hdp v6i cd hdi modi
trudng, ting thi phan tai thi trudng hién tai.

2) Chién lugc phét trién thi trudng: Gia ting thi
phin thong qua tin cong vao céc thi trudng tiém
nang.

3) Chién lugc phat trién sian phdm: Phat trién
sdn phAm m&i vao thi trudng hién tai.

4) Chién lugc phat trién san phdm: Tan dung
nhitng th& manh von c¢6 dé diu tu cung cip cic san
pham méi cho thi trudng.

5) Chié&n lugc k&t hop doc vé phia trude: Gidm
ap luc canh tranh tir thi trudng thong qua viéc lién
két vdi cac phong kham, dai 1y phan phSi nhim t&
chiic phan phdi tot san pham.

6) Chién lugc két hdp doc vé phia sau: Tim
ki€m va Iwa chon nha cung cip c6 gid tot, chat
lugng ddm bio nhim gidm chi phi dau vao.

7) Chién lugc marketing: P4y manh hoan thién
cong tdc marketing, ban hang dé tin dung co hoi thi
trudng.

8) Chién lugc hoan thién co cAu va phat trién
ngudn nhan luc: TS chic lai co cAu nhan sy va
ddy manh cong tic dao tao va phat trién ngudn
nhan lyc.

9) Chié&n lugc lién doanh, lién két: Trude nhitng
han ch&€ vé ngudn luc ndi tai, cong ty nén ting
cudng lién k&t va hgdp tdc véi doi tac.
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5.4. Ma trgn QSPM lua chon chién lugc cho
Cong ty Mega

Viéc tri€n khai cliing lic 9 chién lugc trén la
khong thé vi khong dd ngudn lyc va khong cin
thi€t, vi ¢6 nhiéu chié€n lugc c6 thé thay thé 13n
nhau. Nghién cttu nay st dung phuong phép
chuyén gia va cong cu ma trin QSPM dé Iya chon
chi€n Iuge cho cdng ty Mega. Cudc khido sit
chuyén gia trong nganh thi€t bi y t€ da dugc thuc
hién dudi hinh thitc bing hdi, trong d6 cdc chi€n
lugc trong cing mdt nhém s€ dugc dit trong mot
bang dé cdc chuyén gia dé& so sdnh. K&t qua thu
dugc 12 co s¢ d€ xay dung cac ma tran QSPM.

5.5. Ma tr¢n QSPM nhém chién lugc S-O

Chién lugc phat trién thi trudng c6 tong sd di€m
hap din 1 253 diém, cao hon téng s& di€m hap din
clia chié€n lugc thaim nhap thi trudng 1a 231 diém va
chi&n lugc phat trién san phim la 235 di€ém. Do do,
Chién lugc vu tién lua chon thuc hién 13 “Chién
lugc phat trién thi trudng” d€ md rong thi trudng va
cling ¢d vi tri thuong hiéu cong ty. Sau khi thyc hién
xong chién lugc da lua chon, ti€p tuc thuc hién 2
chi&€n lugc con lai.

5.6. Ma tran QSPM nhém chién lugc S-T

Chi&n lugc phdt trién sin phim c6 tdng s&
diém hap din 12 235 diém, cao hon tdng s6 di€m
hap din cda chié€n luge két hgp doc vé phia sau 1a
230 di€m va chién lugc chién luge k&t hop doc vé
phia tru6e 1a 224 di€m. Do d6, Chién ludc vu tién
lra chon thyc hién 1a “Chién lugc phat trién san
phdm”, phat trién da dang sidn phim d€ tin dung
nhitng c¢d hdi thi trudng. Sau khi thyc hién xong
chi€n lugc da lya chon, ti€p tuc thuc hién hai
chié€n lugc con lai.

5.7. Ma trgn QSPM nhém chién lugc W-O

Chién lugc marketing c6 tdng sd diém hap din
la 217 diém, cao hon tdng s6 diém hap dan clia
chién lugc hoan thién cd cdu va phét trién ngudn
nhan luc 1a 205 diém. Do d6, Chién lugc uu tién lva
chon thyc hién 12 “Chién ludc marketing”, titng
budc hoan thién hoat ddng marketing tai Cong ty.
Sau khi thuc hién xong chién lugc da lua chon, ti€p
tuc thuc hién chién ludc con lai.

5.8. Ma trgn QSPM nhém chién lugc W-T

Chién lugc lién doanh, lién két ¢6 tdng s di€m
hip din 1a 157 diém va chi€n ludc nay 1a chién
lugc lya chon clia cong ty.
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Bdng 5. Ma tradn SWOT dé xudt céc y tudng chién lugc cho Céng ty Mega

SWOT

COHOQI-0

O1: Céac chinh sach nha nuéc khuyén
khich phat trién nganh Y t&

O2: T8¢ do phat trién kinh t& 6n dinh

03: Ngudi dan ngay cang quan tam dén
stic khde clia minh.

Oa4: Thu nhap binh quan dau ngudi tang

Os: Su xuét hién ngay cang nhiéu bénh
vién méi

Os: Cong nghé diéu tr ky thuat cao
ngay cang phat trién

Or: Nang cép cac tuyén co sé y té dat
chuén

0s: Quy mo thi trudng thiét by y té ngay
cang phat trién

DEDOA-T

T1: Da dang vé chlng loai va chét
lugng

T2: Su quan Iy chdng chéo clia co quan
truc thudc BO Y t€

Ts: Su canh tranh gay gét clia cac cong
ty

Ts: Su hiéu biét clia ngudi tiéu dung
ngay cang nhi€u

Ts: Ngay cang ¢d nhiéu van phong dai
dién cla cac tap doan thiét by y t&
c6 mat tai Vit Nam

Te: Cac san pham thay thé

T7: Nguon vén tin dung ti ngan hang

Ts: Ti gid dong ngoai té tang

PIEMMANH - S

S1: C6 uy tin véi cac bénh vién, phong
kham va dai ly phan phdi

S2: Co uy tin v6i cac nha cung cap nudc
ngoai

S3: Doi ngli quan tri cd kinh nghiém
kinh doanh thiét by y t&

S4: Tiém lyc tai chinh

Ss: M6i quan hé véi céc t6 chic tin
dung

Se: Gia phu hop

S7: Thi phdn mua ban thiét by y t&€16n

Ss: Dinh hudng kinh doanh

S-0
S1, S5, S6 + 02, O3, O4: Tan dung
nhiing th& manh san c6 két hgp véi co
hoéi moi truong, tang thi phan tai th
truong hién tai: Chién lugc tham nhap
th) trudng

S3, S4, Se, S, + 01, 03, 05, 07, 08: Gia
tang thi phan thong qua tan cong vao
cac th truong tiém nang: Chién ludc
phat trién th) trudng

S1, S2, S4, S5, S7, + 01, Os, O7, Os:
Phat trién san phdm mdi vao thj trudng
hién co: Chién lugc phat trién san
pham

S-T

S2, S3, S4, Se, S8 + T1, T3, T4: Tan dung
nhiing th& manh vén c6 dé dau tu cung
cap cac san pham méi cho thi trudng:
Chién ludc phat trién san pham

S1, S3, S4 + T3, T2, T4, Ts, Te: Giam ap
luc canh tranh tu thy trudng thdng qua
viéc lién két véi cac phong kham, dai ly
phan phéi nhdm t& chlic phan phéi tot
san pham: Chién lugc két hop doc vé
phia truéc

S2, Ss, S7, S8 + T3, T4, T7, Ts: Tim ki€ém
va lua chon nha cung cép co gia tét,
chét lugng dam bao nham gidm chi phi
dau vao: Chién lugc két hop doc vé
phiasau

PIEMYEU-W

WH1: Chua ¢ phudng phap marketing
t6t, chua cd ngudi du trinh do trong
hoat déng marketing

: Uy tin va danh tiéng thuong hiéu
chua cao

: Pham vi kénh phan phdi chua rong

: Nang lyc nghién clu thy trudng
khéng manh

: Doi ngli ban hang chua dugc dao
tao t6t vé ky nang ban hang, cham
soc khach hang

: Cong tac quan Iy ngudn nhan luc
con yéu

Wr: Co c4u té chiic

W-0
W1, W2, W3, W4, W5 + Oz, O3, 04, Os,
Os: D4y manh hoan thién cong tac
Marketing, ban hang dé tan dung co
héi thi trudng: Chién ludc marketing

W4, W5, We, W7 + O2, O3, O4, O5, Os,
Os: T6 chlic lai co c&u nhan su va day
manh cbng tac dao tao va phat trién
ngudn nhan lyc: Chién lugc hoan thién
cd cau va phat trién nguén nguén nhan
luc

W-T
W1, W2, Ws, W4 + T3, Te: Trudc nhiing
han ché& vé ngudn luc ndi tai, cong ty
nén tang cudng lién két va hop tac véi
d6i tac: Chién ludc lién doanh, lién két

Nguon: Nhém tdc gid thuc hién thdo ludn nhém chuyén gia
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6. Giai phap trié€n khai cdc chién luge kinh
doanh Cong ty Mega

6.1. Gidi phdp vé nguon nhan luc

Ti€p tuc ning cao ning luc quan 1y, diéu hanh
clia Ban Gidm doc, trudng phé phong thdong qua
viéc bdi dudng vé qudn tri va cdc k§ ning quéin 1y.
Boi dudng thém trinh do nghiép vu chuyén mon,
kién thitc chuyén nganh, ngoai ngit, quin 1y chat
luong cho nhan vién @€ dap tng nhu ciu hop tic,
diu tu véi cdc ddi tac lién doanh lién két.

Xay dung cd ché tuyén dung, bé sung thém
nhin vién chit lugng vao cdc vi tri con yéu,
ching han nhu by phin marketing. Pdng thdi,
x4y dung quy trinh, chinh sdch c6 tinh hé thong tir
tuyén chon, dio tao, dio tao lai ngudn nhin lyc
nhu x4y dung cdc bang tiéu chudn chitc danh, md
td cong viéc ro rang d€ tir &6 danh gid, phan loai
ngudn luc. Ngodi ra, dinh ky can t6 chitc ddnh gid
va xay dung k& hoach ddo tao ngin han nhim
ning cao ning luc ban hang va k§ ning can thiét
cho nhén vién.

6.2. Gidi phdp vé marketing

Timng budc hoan thién va bd sung ddi ngii phu
trach hoat dong nghién cttu thi trudng, trén cd sd dé
gitip cong ty phat trién cac phan khic thi trudng
méi chua duge ddp Gng. Nim bit tt nhitng xu
huéng méi clia ngudi tiéu ding dé cé chién lugc
san pham phit hop. Pinh k¥ t8 chifc 14y y kién clia
ngudi tiéu diing vé chit lugng clia san phim, cling
nhu dich vu cia Cong ty.

X4y dyng khung gi4 ban sin pham phil hop trén
co s§ ddnh gi4, so sinh mic gid véi cdc ddi thi
trong nganh. Pdnh gid hiéu qua hoat dong cta cic
kénh phan phdi truyén thdng, cdc thi trudng hién
tai. Trén cd s& d6, khic phuc nhitng mit yéu kém
va cai ti€n nhim hoan thién. Nghién cttu va ddy
manh doanh s6 thong qua céc kénh ban hang hién
dai: online, telemarketing,...

P4y manh hoat dong truyén thdng, quing céo,
dic biét, st dung hinh thitc quang cdo truyén miéng

TAILIEU THAM KHAO:

(WOM - Word of Mouth). P6i ngii bdn hing cin
dugc hudn luyén thanh thao kién thic sin pham,
manh vé k§ ning, khong ngiing ning cao chit
Iugng dich vu chdm s6c khach hang. Hoan thién va
nang cAp website clia Cong ty, cung cAp cang nhiéu
thong tin v& sdn phdm va cdc chuong trinh hip din
cho ngudi tieu diing dé dang ti€p can.

6.3. Gidi phdp vé tai chinh

Xay dung k& hoach st dung von dinh ky, thuc
hién chinh sich ki€ém sodt va quan 1y chi phi hiéu
qué dé ting cudng ning luc canh tranh. K&t hop véi
chién lugc lién doanh d€ tim co hdi hdp tic lién
doanh vd&i cac cong ty.

Tién hanh dénh gid cdc khodn ng cta khach
hang va c6 gidi phap thu hdi. Han ch€ viéc khich
hang chi€m dung von clia Cong ty thong qua viéc
cong ty thuc hién chinh sach uvu dai khi thanh todn
tién mit (chi€t khau tién mit).

Thong ké danh gid hang hda ton kho clia Cong
ty va c6 k& hoach “gidi phéng” hdp 1y. Pdnh gid
nhu ciu thi trudng d€ xay dung k& hoach nhip san
pham phit hop.

6.4. Gidi phdp vé xdy dung va phdt trién thuong
hiéu

Xay dyng hinh dnh cia Cong ty Mega trén thi
trudng thi€t bi y t€ bing cach ddm bao chat lugng
san phdm tot, mic gid phit hdp. Ngoai ra, khong
ngiing hoan thién ddi ngdi nhan sy (quén 1y, ban
hang,..) d& cung cip cho khiach hang nhitng sin
pham t8t nhat va tin cay.

7. K&t ludn

K&t qua nghién cttu cho thiy: viéc van dung ma
tran EFE, CPM, IFE, SWOT d3a dé ra 9 y tudng
chi&n Iudc. Ma tran QSPM dudc stt dung dé chonra
4 chién lugc t6i wu cho Cong ty Mega la: Phét trién
thi trudng; Phat trién sian phim; Chi€n lugc
marketing; Chién lugc lién doanh, lién két. D€ trién
khai thanh cong céc chié€n lugc nay, Cong ty Mega
cAn c6 cdc gidi phap hd trg vé phat trién ngudn nhan
Iyc, marketing, tai chinh, thuong hi¢u B
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ABSTRACT:

The study was conducted to assess the impact of the external environment and the internal
environment on trading medical equipment activities of Mega Medical Equipment Corporation in
the current and upcoming periods. Based on the studys results, the study determined the business
strategy of the company and propose solutions to implement this business strategy in trading
medical equipment in accordance with the capacity of the company as well as the growth of the
medical equipment market in the period of 2019-2024. The studys results showed that the
company needs solutions for its human resource development, marketing, finance and brand
development in order to successfully implement the companys business strategy.

Keywords: Business strategy, medical equipment, Mega Medical Equipment Corporation.
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