TAP CHi CONG THUONG

XAY DUNG CHIEN LUGC KINH DOANH
CUA CAC DOANH NGHIEP NHO VA VUA:
TRUGNG HOP NGHIEN CUU
TAI CONG TY CO PHAN TAP POAN
XAY DUNG BINH PHAT

® TRAN DiNH BiNH - LE TH| LAN

TOMTAT:

Céc doanh nghiép nhé va vira thudng khé khiin trong viéc lua chon chién luge kinh doanh phu
hgp. Véi trudng hgp nghién ctu 12 Cong ty ¢d phan Tap doan Xay dung Binh Phét, bai viét st
dung cong cu ma train SWOT, ma trin GREAT d€ 1am co s§ dé xuét chi€n luge phit hop vdi bdi

canh ctia doanh nghiép.

T khéa: chién luge kinh doanh, doanh nghiép nhd va vira, ma train SWOT.

1. Pit van dé

Cong ty ¢6 phan Tap doan Xay dung Binh Phat
12 doanh nghiép dugc ding ky kinh doanh I1in dau
ndm 2016 tai Thanh Héa, linh vuc hoat ddng chinh
la xay dung giao thong, thiy 1gi, din dung va ha
tang qudc gia. T mot doanh nghiép nhd d&€n nim
2022, s6 lugng CBCNV lam viéc dai han clia Cong
ty ¢4 phin Tap doan Xay dung Binh Phat 13 36
ngudi, trong d6 khoi vian phong la 55,6%; cong
nhan/lao dong truc ti€p 16 ngudi chi€m 44,4%, chi
y&u 1a k§ su va cdc nhan vién k§ thuat. Ngoai ra,
Cong ty c¢6 gan 100 lao dong thdi vu theo cong
trinh. Doanh thu ctia Cong ty ciing ¢6 sy phat trién
trong thdi gian qua. Nam 2020, doanh thu cia Céng
ty 1a 21,157 ty dong, ting gap 1,3 1n so v6i nim
2019. Nam 2021, do anh hudng bdi dich bénh, cong
tdc tham gia dAu thau céc cong trinh gip nhiéu khé
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khén, doanh thu cia Cong ty da bi gidm so v6i nam
2020, Cong ty da quan Iy chi phi tot, nén 1gi nhuan
nim 2021 dat 1,249 ty ddng, ting 1,5 l1an so vdi
nam 2020. Tuy nhién, trong b&i canh thi trudng c6
bi€n dong phiic tap, khong dim bdo mot tuong lai
bén vitng cho Cong ty. Vi vy, Cong ty cAn phai
xdy dung chién luge kinh doanh phit hgp @€ chi
dong hon trong viéc gidi quyét cic vidn dé cip
bach. Bai vié€t nay tip trung vao viéc xdc dinh
chi&n lugc kinh doanh cho mot cdng ty nhd va vira,
trusng hdp nghién ctu tai Cong ty c6 phan Tap
doan Xay dung Binh Phat.

2. Phuong phap nghién citu

Phuong phdp nghién ctu dugc st dung trong
nghién ctfu chd y&u la phuong phdp nghién citu
dinh tinh. Té4c gid st dung cdc ky thuit phan tich
ma tran SWOT, ma trdn GREAT.
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Phuong phdp chuyén gia dugc sit dung dé ddnh
gid mitc d6 quan trong cla cic y&u t& dé xuit
trong nghién ctfu bao gdm cdc y&u to bén trong va
cdc y€u td bén ngoai.

Phuong phap phén tich, tdng hop dit liéu tha
cAp tir nhitng tai liéu bdo cdo ctia Cong ty c6 phan
Téap doan Xay dung Binh Phdt, cdc bdo cdo tinh
hinh kinh t€ - x4 hoi tai dia phuong,...

3. K&t qua nghién cifu

3.1. Két qud phén tich méi truong kinh doanh
ciia Cong ty ¢ phdn Tdp doan Xdy dung Binh
Phdt

Phan tich vi md va vi md cdc yé&u td, cd hdi va
thach thic clia Cong ty c6 phdn Tap doan Xay

dung Binh Phit d€ xem xét va ddnh gid mic do
dnh hudng cla cdc nhan t6 nay dén chién lugc
kinh doanh ctia Cong ty c¢6 phin Tap doan Xay
dung Binh Phat. (Bdng 1)

3.2. Két qud phdn tich diém manh diém yéu
ctia Cong ty

Piém manh, diém y&u clia Cong ty c§ phin
Tap doan Xay dung Binh Phat dugc thé hién theo
Bing 2.

3.3. DBé xudt chién lugc kinh doanh ciia Cong
ty ¢6 phin Tdp doan Xdy dung Binh Phdt trong
thoi gian toi

Thong qua ma trin phan tich SWOT cta Cong
ty c6 phdn Tap doan XAy dung Binh Phat (So db 1)

Bdng 1. Tdng hop co hdi va thach thiic clia Cong ty ¢6 phdn Tap dodn Xdy dung Binh Phét

CO HOI

THACH THUC

doanh phét trién bén viing.
- D1a phuong c6 téc do tang trudng kinh t€ cao.

- M6i trudng chinh tri n dinh tao ¢a hdi cho hoat déng san xuét - kinh

- Méi trudng phap ly trong nuéc chua co6 co hoi
phét trién bén viing hoan thién; méi trudng
chinh sach c6 hoat déng san xut - kinh doanh.

- Chinh quyén dia phuang tao diéu kién cho cac DN phét trién kinh &,
nhi€u co hdi dau tu cho cdng nghiép, nang lugng va cd sd ha tang.

- Co hdi tiép can véi khoa hoc cong nghé hién dai gilp doanh nghiép
c6 nhiéu phuang an va lya chon trong viéc thiét ké, thi cong...

- Nhu c&u xay dung cac cdng trinh giao thong, thiy loi va ha tang néng
thon tang 1én hang nam.

da thay déi.

- Su bién déng clia nén kinh té& thé gidi do anh
hudng bdi dich Covid-19, lam phat dan dén chi
phi dau tu xay dung tang cao.

- Nhiéu d6i thi canh tranh I6n trén thy trudng

- Ngudn nhan lyc chat lugng cao khan hiém, chi
phi nhan luc tang

Nguobn: Téng hop cila tdc gid

Bdng 2. Bang phan tich di€m manh, di€ém yéu clia Cong ty ¢8 phdn Tép dodn Xdy dung Binh Phat

DIEM MANH

DIEMYEU

1. S&n pham clia Céng ty ludn dat chat lugng, tién
dd thi cong dap ing nhu cau clia khach hang.
2.Cobng ty c6 bd may lanh dao nang dong.

I6n hon.

1. Thi phén con thap, can mad rong thi phan, chiém [inh cong trinh

2. Cong tac nghién clu, Ung dung cong nghé théng tin trong cong

3. Cong ty da xay dung dugc ngudn nhan lyc da
dang, k¥ thuét vién lanh nghé, giau kinh nghiém,
c6 trach nhiém cao trong cdng viéc.

4 Tinh hinh quan ly va tai chinh an toan thanh
khoan, st dung vén hiéu qua

5. Xay dung nén tdng van hda doanh nghiép tét

tac quan ly, diéu hanh chua dugc dong bd, kip thai.

3. Nang luc may maoc thiét bi con han ché, chua co may mac thiét b
d6ng b, hién dai.

4. Cong ty chua xay dung dugc thuong hiéu manh trén thy trudng

5. Chua c6 mang ludi tiép thi pht hop d& quéng ba hinh anh thuang
hiéu cong ty nham thu hit khach hang.

6. Cac quy dinh, quy trinh giam séat, quan ly con mot s6 bat cap

Nguén: Téng hop cila tdc gid
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dé tim ra nhitng 10i th€ cia Cong ty, nhim xay
dung chién luge phit hgp cu thé cic phuong 4n
chién luge cho Cong ty c6 phan Tap doan Xay
dung Binh Phét nhu sau:

Chién ludc 1: Chi€n ludc khdc biét hda sdn
phdm. Chié€n lugc nay dugc thuc hién chd trong
dén chat lugng san phadm, Gng dung cic gidi phap
cong nghé, may moéc thi€t bi cing véi chii dong
ngudn nhan luc chit lugng va quy trinh thyc hién
ddng bd. Cong ty ludn thi cdng vugt tién do, an
toan, chat lugng hiéu qud cao.

Chié&n lugc 2: Chién lugc tip trung khai thdc thi
phin hién c6. Dya trén nhitng 16i thé, uy tin, su
sdn c6 va 1ong tin cla cdc ddi tdc truyén thong.
C4i ti€n sdn phdm d€ ddp tng nhu cau clia cic ddi
tdc truyén thong, ddi tic quen thudc, chién lugc
ctia Cong ty.

Chién ludc 3: Chién ludc tip trung vao chi phi
thap. P& xuit gidi phdp tdi wu va bién phdp, dp
dung cong nghé mdi, khoa hoc cong nghé phu hgp
vdi tiing dy 4n sdn phim, ti€t gidm chi phi gidn
ti€p, ti€t kiém ngudn lyc d€ ha gid thanh sin
phdm; ddm bao tinh canh tranh cta thi trudng.

DPé€ lua chon chi€n lugc cho Cong ty, tic gia
st dung m6 hinh phan tich GREAT, sau d6 lya
chon chié€n lugc kinh doanh t6i wu cho Cong ty.
(Bang 3)

Béng k&t qua ddnh gid phan tich cdc chién lugc

(Bang 3) cho thay: Chi&n lugc kinh doanh t6t nhat
clia Cong ty c6 phan Tap doan XAy dung Binh
Phét 12 Chié€n ludc 1 va Chién lugce 2. Diéu nay
cho thdy Cong ty c6 phian Tap doan Xay dung
Binh Phét c6 1di nhd thi cong cdc cong trinh ddm
bdo ti€n do, chat lugng, hiéu qui cao. Bén canh
dé, don vi da dudc cdc ddi tic truyén thong gitp
dd, danh gid cao.

Tu k&t qua phan tich GREAT cho thdy chién
luge 1 12 81 uu nhat trong 2 chién ludc, bdi site hiit
16n tir sdn phdm mdi, tao thé doc quyén trén thi
trudng, chi't lugng sdn phadm tdt nhi't lam thay d6i
tich cuc trong mit ddi tac, khach hang tiém ning
sé Iya chon sdn pham cho cong trinh ctia ho, gép
phin vao viéc ning cao két qud kinh doanh clia
Cong ty.

4. Giai phap trién khai thyc hién chién luge
kinh doanh ciia Cong ty cé phadn Tap doan Xay
dung Binh Phat

4.1. Nhém gidi phdp thuc hién chién lugc 1

Trong chién lugc nay, cic di€ém manh cla
Cong ty sé& dugc st dung d€ gidm thi€u cic moi
nguy hai tif bén ngoai, cu thé nhu: tip trung vao
thi trudng xay dung dudng giao thong, thiy 1di, ha
tAng phuc vu ndng thon méi. Khich hang 13 ngudi
dem lai 1¢i nhuén cho doanh nghiép, bdi vay phai
c6 cdc chinh sdch, chd truong, chi€n lugc lam
hai long va giit vitng 1ong tin ctia ho ddi véi Cong

Bdng 3. Panh gid chién lugc

Chién lugc 1 Chién lugc 2 Chién lugc 3
STT Tiéu chi Trong sO - - -
biemsd | Tichsd | Piémsd | Tichsd | Diémsé | Tichso
1 Lagiich (G) 0,3 5 1,5 5 1,5 2 0,6
2 | Riro(R) 0,15 0,45 4 0,6 3 0,45
3 Chi phi (E) 0,2 4 0,8 3 0,6 3 0,6
4 Kha thi (A) 0,25 5 1,25 4 1,0 4 1,0
5 Thai gian (T) 0,1 4 0,4 3 0,3 4 0,4
Tong s& 1,00 44 4 3,05

Nguén: Tong hop cila tdc gid

$6 26 - Thang 12/2022 319



TAP CHi CONG THUONG

ty, nhim d6i ph6é vdi su canh tranh gay git vé
chat lugng cong trinh, dich vu va quing b4 thuong
hiéu.

Cong ty c6 thé 4p dung nhiim ning cao va khac
biét héa dich vu khdach hang chinh la nhitng gidi
phdp ddi méi va nang cao dich vu chim s6c khdch
hang trude va sau khi hodn thanh cong trinh, ch&
do6 bdo tri va bdo dudng, ciing nhu thudng xuyén
khao sdat mic do théa man ctia khach hang.

4.2. Nhém gidi phdp thuc hién chién lugc 2

Cong ty ¢ phan TAp doan Xay dung Binh Phat
da gianh dugc thi phan ddng ké trong linh vyc xay
1ip cdc cong trinh phia TAy tinh Thanh Héa. P&
giit vitng va phat tri€n thi phin xay dung véi céc
ddi tdc hién c6, Cong ty ciAn ddm bido uy tin vé
cha't lugng sin phim d6i vdi khach hang. Cong ty
cAn tap trung xay dung va phat trién thuong hiéu.
Ngoai ra, phai thuong xuyén tng dung khoa hoc
cong nghé cao. Niang lyc thi cong gidm chi phi
quan 1y, tao sy canh tranh vé6i cdc doi thi.

Thanh 14p Nhém Gidi phdp Marketing nhim
quing bd hinh 4nh, vi th€ va uy tin clia Cong ty
cd phian Tap doan Xay dyng Binh Phit véi céc
doi tac.

Cong ty c¢6 thé k&t hop véi cac nha phan phdi

TAILIEU THAM KHAO:

nguyén vat liéu dé trién khai cdc hoat dong tao
dung thuong hiéu, dua hinh 4nh Cong ty téi nhicu
ddi tugng khdch hang & cdc hinh thifc cong trinh
xay dung.

Thanh 14p cdc bd phin chuyén trach dé thuc
hién cong tic sta chita, bio dudng cong trinh. B
phan nay sé tich cuc trién khai cong viéc clia
minh, d€ gitp khach hang cdm thiy thodi mdi va
ludn c6 tac phong thodi mdi la quy trinh, cach thyc
hién chuyén nghiép va hi€u qua.

Hoan thién quy trinh quan 1y, diéu hanh va
ki€m sodt tit ci cdc khau trong qu4 trinh thi cong;
giadm thi€u chi phi quan 1y, ning cao chat lugng thi
trudng, rit ngin ti€n dd, ddm bdo hiéu qua cho
khéch hang.

5.Kétluan

Viéc nghién citu chi€n luge kinh doanh chi giGi
han trong linh vyc xay dung va lya chon xay dung
thi cong cdc cong trinh giao thdng, thiy 1gi, cdc
cong trinh ha ting cu thé tai Cong ty ¢d phan Tap
doan Xay dung Binh Phat. Trong gidi han nghién
citu, tic gid da phan tich moi trudng vat chit clia
Cong ty ¢6 phan Tap doan Xay dung Binh Phit,
dé ra chién ludc, gidi phdp thuc hién chién lugc
trong giai doan 2023 -2025 =

1. Cong ty c¢6 phan Tap doan Xay dung Binh Phét. Bdo cdo tinh hinh kinh doanh ciia cdc nam 2019, 2020, 2021.

2. Nguyén Vin Binh (2009). Xdy dung chién ligc kinh doanh ciia Cong ty c6 phan 32 dén ndm 2020. Luan vin thac

s1, Trudng Pai hoc Kinh t&€ TP. H5 Chi Minh.

3. Ha Nam Khdnh Giao va céc cong su (2018). Gido trinh cao hoc Quan tri chién liugc - cdp nhat BSC. Ha Noi:

NXB Tai chinh.

4. Michael E. Porter (2009). Chién lugc canh tranh (Bdn dich). Ha Noi: NXB Tré.

5.Ng6 Kim Thanh (2014). Gido trinh qudn tri chién lugc. Ha Noi: NXB Kinh t€ Qudc dan.

Ngay nhan bai: 19/10/2022

Ngay phan bién dinh gia va sita chira: 19/11/2022

Ngay chap nhan diing bai: 29/11/2022
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Thong tin tdc gia:

1. TRAN DINH BINH

Giam doc Cong ty C6 phan Tap doan Xay dung Binh Phat
2.TS.LE THI LAN

Giang vién, Khoa Kinh t& - Quan tri kinh doanh

Trudng Pai hoc Hong Pic

DEVELOPING APPROPRIATE BUSINESS STRATEGIES
FOR SMALL AND MEDIUM-SIZED ENTERPRISES:
A CASE STUDY OF BINH PHAT CONSTRUCTION
GROUP JOINT STOCK COMPANY

@ TRAN DINH BINH!
® Ph.D LE THI LAN?
'Director, Binh Phat Construction Group Joint Stock Company
2Lecturer, Faculty of Economics - Business Management,
Hong Duc University

ABSTRACT:

Small and medium-sized enterprises often face difficulties in choosing appropriate
business strategies. This study uses the SWOT matrix and GREAT matrix methods to analyze
Binh Phat Construction Group Joint Stock Company in order to find out suitable business
strategies for the company.

Keywords: business strategy, small and medium-sized enterprises, SWOT matrix.
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