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LOTMO PAU

Giao thuong qudc té ngdy cang cé vai tro quan trong trong nén kinh té thé gioi.
N6 da mo ra nhiéu co hoi va thach thirc cho cac quéc gia hoi nhap, dic biét 1a cac
qudc gia dang phat trién. Pong vai tro quan trong trong qua trinh hoi nhap nay la cac
tap doan da qudc gia, nhitng tap doan nay da gop phan rat 16n trong viéc toan cau
hoa, thuc day giao thuong gilra cac nén kinh té va dong gop khong nho vao cac nén
kinh té cac nudc dang phat trién gop phan dua kinh té cac nudc nay di 1én. Nestlé 1a
mot trong s6 d6. Ra doi cach day hon 1 thé ky, Nestlé da va dang timg budc khang
dinh chinh minh béng cach vuon xa hon, mé rdng pham vi hoat dong trén toan thé
gidi. V&i nhitng chién lugc kinh doanh dang dén tap doan nay da thyuc su khing dinh
duoc chinh minh trén sin choi kinh té toan cAu. Bén canh d0, trong qua trinh phat
trién cla minh tap doan ciing khong khoi mat nhing sai 1Am va ciing gap khong it that
bai & mot sb thi truong. Ngay nay, v6i su nd luc khong ngung tap doan vadi nhimg
ch1en luge kinh doanh linh hoat, tip doan khong nging phat trién sang cac thi trudng
tiém ning mai gbp phan vao su thanh cong cta tip doan va phat trién kinh té thé gisi.
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GIO'I THIEU

L. GIO'I THIEU CHUNG

Nestlé S.A. hay Société des Produits Nestlé S.A.
1a cong ty thuc pham va giai khat 1on nhat thé gidi,
duoc thanh 1ap vao nam 1986 do nha sang lap
Henri Nestlé. Tru s& chinh dit tai Vevey (Thuy Si),
téng s6 nhan vién nam 2008 1a 283,000 nhan vién.
Céac san pham cua cong ty: Thirc dn tré so sinh, ca
phé, thuc pham ché bién tir sira, 46 an nhanh,banh
keo, nudc dong chai, kem,thire an vat nu6i...hién
c6 500 nha may tai 86 quoc gia trén toan thé gioi.

I LICH SUF PHAT TRIEN

1866-1905

Vao nhiing nam 1860, Dugc si Henri Nestlé da phat minh ra mot loai thirc an cho
nhing tré so sinh khong thé duoc nudi bang sita me. Thanh cong dau tién cua ong la
da ctru séng mot dra bé sinh non khong thé dugc nudi bang sita me hay nhiing thyc
pham thay thé thong thudng khac. Gia tri ctia san pham m6i nay nhanh chong duge
cong nhan ké tir sau khi cong thirc méi cta Nestlé da ctru sdng dtra bé sinh non. Tir
do, stra bot Farine Lactée Henrie Nestlé da dugc bay ban rong rai tai Chau Au.
1905-1918

Nam 1905, Nestlé hop nhit véi Cong ty san xuit sita dic Anglo-Swiss. Tir dau nhiing
nam 1900, cong ty di diéu hanh nhiéu nha may & M ¥, Anh, Ptc va Tay Ban Nha.
Thé chién thir I da tao nén ngudn nhu ciu méi cho cac san pham sita dudi hinh thirc
nhitng hop dong cta chinh phu. Cubi chién tranh, mirc san xuét ctia Nestlé dd duoc
tang hon gap doi.

1918-1938

Sau thé chién, cac hop dong véi chinh phil voi dan va nguoi tiéu dung nhanh chéng
tr& vé véi viée dung sira tuoi. Tuy nhién, d6i ngii Nestlé da c6 nhimg phan mg nhanh
chong, t6 chirc hoat dong c6 hiéu qua va giam thiéu ng. Nhitng niam 1920, Nestlé bat
dau mo& rong sang san xuat cac san pham moi va chocolat trd thanh nganh hang quan
trong dung thtr hai cua Nestlé.

1938-1944

Nestlé da ngay lap tirc nhan thiy tic dong ctia Thé chién thir 2. Loi nhuan giam tir 20
triéu dollar vao nam 1938 xuéng con 6 trigu dollar nam 1939. Cac nha may da duoc
dat tai nhitng nuéc dang phat trién, dic biét 1a Chau My La tinh. Ngac nhién thay,
chinh chién tranh di gitip Cong ty gi6i thiéu ra nhitng san phim mai, Nescafé 1a thirc
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udng chu yéu cua quan doi My. San lugng va doanh s6 ctia Nestlé ting nhanh chong
trong thoi chién.
1944-1975
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Két thuc Thé chién 1an II 13 mo dau cho mot thoi ky ning dong cta Nestlé. Nestlé
lién tuc phat trién nhanh chong va thu mua lai nhiéu cong ty. Nam 1947 tién dén sat
nhap véi hiang san xuat bot ném va sup Maggi. Dén nim 1960 1a Cross & Blackwell
va 1963 dén luot Findus, Liffy’s 1971 va Stouffer’s nam 1973. Nestlé bat dau da
dang hoa san phdm khi nam c6 phan tai L’Oréal nam 1974.

1975-1981

Su phat trién cta Nestlé trong thi truong cac nude dang phat trién mot phan nao do da
gitp bu dap dugc su xudng dbc cua Cong ty trén céc thi trudng truyen thong. Nestlé
tién hanh dau co 1an tha hai bén ngoai nganh coéng nghiép thuc phdm qua viéc mua lai
Cong ty Alcon Laboratories Inc.

1981-1995

Nestlé da tir bo mot sd hoat dong kinh doanh tir nam 1980 — 1984. Vao nam 1984,
nhimg cai tién mau chét trong hoat dong ciia Nestlé d cho phép cong ty tién hanh
cac vu thu mua méi, quan trong nhat 1 viéc mua lai “ngudi khong 16 trong nganh
thuc phdm Hoa Ky Carnation.

1996-2002

Vao nira dau nhitng nam 1990 13 giai doan thuan loi cho Nestlé: cac rao can thuong
mai dugc d& bo, thi truong thé gidi phat trién thanh cac khu vuc mau dich hoi nhép.
Tu nam 1996 cong ty da thu mua lai cac cong ty nhu San Pellegrino (1997), Spillers
Petfoods (1998) va Ralston Purina (2002). Hai vu thu mua 16n nhét tai Bic My déu
dién ra vao nam 2002: thang 7, Nestlé sat nhap nganh kinh doanh kem ctia ho tai Hoa
Ky vao hang Dreyer’s, va thang 8, thong bao vu thu mua lai cong ty Chef America
voi gia 2.6 ti dollar.

2003

Nam 2003 dugc khoi dau tét dep béng viéc mua cong ty san xuat kem Movenpick,
cung ¢d vi tri dau cua Nestlé trén thé gidi trong nganh hang nay. Nam 2006, Nestlé
dau tu vao Jenny Craig va Uncle Toby’s va dén nim 2007, cac cong ty Novartis
Medical Nutrition, Gerber va Henniez ciing dugc sat nhap vao Nestlé.

I1I. NHU'NG GIA TRI VA NGUYEN TAC KINH DOANH

Nhiing nguyén tac kinh doanh ciia tap doan s& tiép tuc duoc phat trién trudc
nhimng thay d6i dang dién ra trén thé gioi, tuy vay nhimg nguyén tac nay ludn thé
hién nhiing ¥ tuéng co ban vé su cong bang, tinh trung thuc va mdi quan tim chung
danh cho moi nguoi.

Truyén thong co trach nhiém téi nguoi tieu dung, dac biét 1a tré em

“Tiép thi cac san pham thay thé sita me phu hop véi quy dinh quéc té cua T6 chirc

y t€ thé gigi (WHO Code) va cac quy dinh luat phap cua nudc so tal

Ap dung Nhimng Quyén Co Ban ciia con ngudi d6i v6i toan thé nhan vién, ddi tac
va dac bi¢t 1a bai bo viéc su dung lao dong tré em

Quan h¢ vdi nha cung

cap Bao vé moi truong

Quan Iy ngudn nudc vén duoc coi 1a ngudn tai nguyén thién nhién, chiu
anh hudng nhiéu nhit boi sy hién dai hoa cua xa hoi
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Nhiing sang kién nong nghiép bén viing va phat trién néng thon
Nhitng quy dinh ndi bé nhim bao dam viéc tuan thu tuyét ddi nhitng nguyén
tac nay
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NOI DUNG

I- KHAI NIEM

1. Chién lwoc qudc té ( The international Strategy)

San phém duoc san xuit tai thi truong ndi dia va ban ra thi trudng cac quéc
gia khac voi sy diéu chinh t6i thiéu theo yéu cdu cia dia phuong khac. Chién lugc
nay it chiu strc ¢p giam chi phi va sirc ¢p cua yéu cau dia phuong (vi hoat dong san
xuat chu yéu dlen ra trong nudc). Nhung né nhay cam cao dbi véi cac rui ro vé ty
gia va rui ro vé chinh tri

Dac trung:
- Khai thac loi thé so sanh, vi tri trong nudc dé bién thanh loi thé canh tranh

- Di vao nhirng thi truong thiéu ki ning ctia cong ty da qudc gia. Gia tri duoc
tao ra bang su chuyén dua nhitng c6t 161 canh tranh tir chinh quoc ra nudc ngoai — noi
ma doi thu canh tranh khong c6 kha nang phat trién, dap tng, duy tri

- Thuong theo mot kiéu mau gidng nhau khi mo rong thi truong nude ngoai

- Tap trung hoa nhiing chirc ning phat trién san pham nhu R&D tai chinh
quoc, san xuat san pham theo chuwnr myc nhu cau thi truong ndi dia.

- Thiét 1ap cac bd phan san xut, marketing tai nhitng khu vuc, quc gia
trong yéu, noi ho kinh doanh quoc té

- Tru s chinh kiém soat chit ch& nhiing chién luoc mark va san phém, su
thich img dia phuong thyuc hién gidi han.

- Hoat dong qudc té xép thir 2 sau thi truong tai chinh quéc

Han ché: ¢6 thé bé sét co hoi tai thi truong dia phuong

2 Chién lwoc xuyén qudc gia ( The Transnational Strategy )

La chién lvgc ma MNC tim cach dat hiéu qua toan clu va dap ung dia phuong,
c6 chia s¢ sit ménh chung cia M NC nhung c6 nhitng hoat dong thay doi theo yéu cau
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cua dia phuong ( chuén hoa noi c6 thé , thich ung noi bét budce ). Chon dugc mot dia
diém tbi wu khong thé dam bao chic rang chat luong va chi phi cho cac yéu td dau vao
& d6 ciing sé& toi vu. Chuyén giao kinh nghiém c6 thé 1a mot ngudn lyc cdt 16 cua
loi thé canh tranh, nhung kinh nghiém khong thé tu dong duoc chuyén giao.

=
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Dac trung:
- Loi thé canh tranh c6 thé phat trién ¢ bat ki don vi hoat dong nao cia M NC

- C6 géng dat chi phi thip dua trén kinh t& ving ,tinh kinh t& cua quy mo,
hoc tap hiéu qua ciing nhu tao san phim khac biét cho khach hang & nhing khu
vuc khac nhau, khuyén khich mo cira ¢ nhitng noi phat trién ki ning hoat dong
trong hoat dong toan cau

- Dong san pham va ki ning c6 thé chuyén dua giita cac don vi trong MNC, tap
trung thuc day phat trién cac ki nang tai cac co so hoc tap toan cau

- Gia tri tao ra bang sy d6i mdi cung ¢d va trao ddi y tuong ,san pham va quy trinh

Han ché : Thyc hién chién luge ndy c6 nhiéu kho khin vi dap ung dia phuong lam
tang chi phi. Can tranh 2 khuynh hudng- tap trung hoat dong cua cong ty qué 1on
vao mot vi tri trung tam, hodc vi mubn tang muc do thich nghi theo dia phuong ma
phan tan hoat dong cuia cong ty trén qua nhiéu dia diém khac nhau.

3 Chién lwgc toan ciu ( The Global Strategy)

Cong ty da qudc gia (MNC) mé rong thi truong nudc ngoai dwa trén sy chuan hoa
va chi phi co tlnh canh tranh; gla tri duoc tao ra dua trén viée thiét ké san pham cho
thi truong toan ciu va san xuat, marketing hiéu qua nhat. Quy mo san xut, phan
ph01 san pham duoc nang cao, thuan 101 cho viéc dau tu phat trién va giam chi phi
rat tich cuc; nhung kho dap tmg nhu ciu dia phuong.

Dac trung:

- Lién két SBU ¢ nhiéu nudc dé chia sé nguon tai nguyén gid ré, nhan manh dén
van dé dam bao qui mo loi suat kinh té.

- Chuén hoa san ph'?lm toan cau dé toi da loi nhuén vi khai thac tinh quy mo, hoc
tap kinh té ving (vi tri chién luoc)

- Khong c¢b gang dap tng dia phuong
- Thich hop cho san pham cong nghiép

- Muc tiéu chién luoc 13 theo dudi chién luoc chi phi thap trén pham vi toan cau dé hd
trg *“ chién lugc gia cong kich ” (aggressive pricing) trén thé gidi

- Phan tan vai hoat dong chu yéu va hd tro nhu san xudt ,marketing ,R&D ¢ vai vi
tri thuan lgi nhat trén pham vi toan cau (outsource)

- Quyét dinh tap trung hoa tai tru sé chinh
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Han ché: khong phi hop tai nhimg thi trudng can sy thich ing cao

4 Chién lwoc da ndi dia (The multi-domestic Strategy)

Nhitng quyét dinh chién luoc va hoat dong phan chia theo don vi kinh
doanh timg qudc gia. Chién lugc nay c6 co hoi khach hang hoa cao nhung han ché
khai thac quy mé kinh té, hoc tap va phdi hop thong tin

Ddc trung:

- Tap trung su canh tranh tai ting thi truong. Thu loi béng viéc khach hang héa san
pham dap g yéu cau thi hiéu cta nhitng thi trudng qudc gia khac nhau, dan dén gia
tdng gia tri san pham tai thi truong quoc gia dia phuong va day gia san pham lén cao

- Mtic d6 phan quyén cho dja phuong cao (gan giii vé vi tri va van hoa )

- Gia tri duoc tao ra bang viéc giao quyén cho nha QT dia phuong dé thich ting
v6i moi trudng kinh té luat phap vin hoa dia phuong

- Thich hop khi c6 nhiéu chi nhanh tai cac qudc gia va ap luc giam chi phi khong 16n
- Thich hop cho san pham tieu ding

Han ché: chi phi cao nudc sé tai, thyc hién viéc chuyén giao cac nganh cong nghé
bac cao.
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II- CHIEN LU°O’'C KINH DOANH QUOC TE CUA CONG TY NESTLE

1. Chién lw¢'c quéc té thAm nhép thi tredrng méi bang cac san pham chi lwc

Ciing gidng nhu cac cong ty da qudc gia khac & thi truong Au, My Nestlé khi
m&i thAm nhép vao thi trudng cong ty dung chién lugc qudc té cho cac san pham
duoc san xuat & nha may chinh & Thuy Si sau d6 xuat khau sang nudc khac cu thé 1a
1868 Nestle thanh 1ap chi nhanh ban hang dau tién & London (Anh), 1885 thanh lap
don vi kinh doanh & Newzeland, ngoai ra hang hoa con duoc xuat khau ra nhiéu
nuéc & chau Au khac.

Giai doan dau cac chi nhanh ndy c¢6 nhiém vu nhap khau va ban cac san pham
stra san xuét tu nha may ¢ Thuy Si. Dinh hudng cua chi nhanh trong giai doan nay,
duoc quyét dinh chi tir mot ngudn duy nhét 1a cong ty me cua Nestle tai Thuy ST,
theo do chi nhanh chi kinh doanh nhing san pham dugc san xudt tir cong ty me &
Thuy Si, Hinh anh cua chi nhanh duoc gin chit mat thiét v6i hinh anh cia cong ty
me, thtra hudng, st dung va phu thudc hoan toan vao hinh anh ctua cong ty
me.Trong giai doan thuc hién chién lugc nay, Nestlé chu yéu san xuat san pham tir
nha may trong nuéc tai Thuy Si rdi xuét khéu sang cac qudc gia khac- nhirng noi ma
hién tai cong ty khong c6 nang lyc san xudt. Nguyén nhan c6 thé vi luc nay Nestle
hién khong c6 nha may san xuat tai nudc ngoai hay don gian 1a vi chua thé chuyén
giao dugc cong nghé san xudt ra khoi bién gidi... Ké hoach kinh doanh, dinh gia san
pham, chién lugc Marketing, ban hang, chiéu thi,... cia cc nhin hang & thi truong
nude ngoai déu sao chép nhu nguyén mau tir thi trudng Thuy Si.

Trong giai doan dau, chién luoc nay dem lai mot sb thanh cong nhét dinh trude
day san xuat tir dudi 1000 hop/ngay tang 1én dén 2000 hop mdi ngay, nhu cau vuot qua
kha ning san xuat ciia nha may din dén nhiéu don hang bi bo 16, 1905 cham dit giai
doan quéc té hoa Nestlé sap nhap voi Anglo Swiss Condensed Milk, ddy 1a cong ty c6
san pham chinh 1a sita dat va c6 nha may san xuat & Chippenham (Anh) tir 1987.

Nestlé dung chién luoc nay c6 thé khi xAm nhdp vao thi truong méi co thé,
Nestlé khong c6 di ngudn lyc dé phat trién da dang nhiing san pham ciia minh nén viéc
Iira chon chi mot vai san pham 13 thé manh dé kinh doanh. Giai doan ban dau khi san
pham chi vira dén tay nguoi tiéu dung 1a rat quan trong, Nestlé phai kiém soat duoc chat
lwong san pham, 6n dinh vé hinh anh cong ty, bao ching dugc thuong hiéu ctia minh
trong mat nguoi tiéu dung nudce ngoai. Cong ty khong thé d& dang trong viéc dat nha
may san xuat hay chuyén giao cong nghé khi chua quen thudc véi thi truong méi. Diéu
nay tao ra rat nhiéu rui ro. S& an toan hon cho Nestlé khi sir dung lai nhitng phuong thirc
kinh doanh, dinh gi4, Marketing, quang cdo,... da ting gat hai thanh cong
& Thuy Si hon 1a phat trién va xay dung lai tir ddu. C6 thé xem day 1a nhimg bao ching
cho doanh thu, loi nhuan ban dau ctia san pham trén dat khach. Bén canh do, viéce sir
dung lai ciing gitip Nestlé tiét kiém duoc phan nao chi phi, tir 46 kha ning hoan vén
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duogc nang cao rd rét. Trong tim li mot bo phan khach hang da hinh thanh nhiing “chuan
muc” v€ Nestlé, ho tim kiém san pham vi nhu cau dugc st dung hang hoa co
——_—“——M—M—m—_=—==—_—_—_—_,—_. .—_,—_—————_—_——
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“chat lugng” tr Thuy ST nén it quan tam vé gia cd ma cha trong hon vao nguon
goc cua san pham, nhitng “dac san”, nhirng thong di€p, nhitng quang céo da tao
nén thuong hi¢u cua Nestlé.

2. Chién lwoc xuyén quéc gia dé t6i wu hoa viéc phat trién san pham truyén
thdong vao cac thi tredng méi

Nam 1905 cong ty sap nhap voi Anglo Swiss Condensed M ilk dé mo rong
dong san pham va cong ty bét dau theo dudi chién luge xuyén quoc gia. Nhung
chién luge xuyén quoc gia ndy dua trén viéc san Xuét cac san pham truyén thong cua
Nestl¢ 1a cac san pham sita dé dap ng nhu cau dia phuong. Nestle xay dung cac nha
may san Xudt tai My va Anh vao cu6i thé ky 19, tai Ut, Nam M §, Chau Phi va chau
A vao 3 thap ky dau cia thé ky 20. Nham t6i wu hoa chi phi sir dung ngudn nguyén
lidu, chi phi van chuyén phan phdi, nhan cong, thué nhép khau... Nam1906 Nestlé
mua lai cong ty stra dac Cressbrook ¢ Brisbane, doanh s6 san Xudt trong vai nim sau
d6 tiép tuc gia ting cung voi doanh sé ban hang khi cong ty bét dau thay thé cac dai
1y ban hang va cac cong ty con, dic biét & thi trudng chiu A phat trién nhanh chong.

Tuy nhién, khi chién tranh thé gio1 tha nhét nd ra vao nam 1914, Nestlé hoat
dong, dac biét 1a ¢ cac nudc dang chién tranh nhu Anh va Ptc, da bi anh huong
nghiém trong. Mic du san xuét van tiép tuc duy tri tt trong nhiing thang dau cua
cudc chién tranh, nhung kinh doanh sém tréd nén kho khan hon. Nam 1916 tinh trang
thiéu sita tuoi, dic biét 1a ¢ Thuy Si, cdc nha may ctia Nestlé thuong dugc ban gﬁn
nhu tit ca sira ctia minh dé dap ing nhu cau ciia cac thi truong dia phuong. Tro ngai
van chuyén, tang san xuét va chi phi hoat dong, va cac han ché vé viéc st dung cac
co s& san xuét thém nhiing kho khan trong thoi chién ctia Nestlé, dd giam hon nita
luong sira tuoi cung cip do sy thiéu hyt cua gia sic.

Dé dbi pho voi van dé nay va dap img nhu ciu gia ting cho san phim cia
minh, Nestlé quyét dinh mo rdng & cac nudc it bi dnh hudng boi chién tranh va bit
dau mua céac nha may hién co, dac biét 1a & Hoa Ky, noi n6 dugc thanh lap lién két
vai1 cac cong ty hién c6. Nam 1917, Nestlé da c6 40 nha may, va vao nam 1918, san
luong thé gidi cia n6 12 hon gap ddi vao nam 1914. Nestlé theo dudi cting mot chién
lugc tai Uc, nam 1920 hang da mua lai quyén kiém soat trong ba cong ty d6. Cling
nam d6, Nestlé di bat ddu san xuit & My Latinh khi n6 thanh 1ap mot nha may o
Araras, Brazil, 12 ngudi dau tién trong mot loat cac nha may My Latinh. Dén nam
1921, cong ty da c6 80 nha méay va 12 cong ty con va cong ty lién két. N6 ciing gidi
thiéu mot san phém maoi nam sita bot dugce goi 1a Lactogen.

Két qua ctia viéc xuyén qudc gia giai doan nay 1a Nestlé va Anglo-Swiss bao céo
thua 16 1an dau tién nam 1921. Cong ty giai thich vé sy thua 16 100 triéu Franc Thuy si
la nguyén nhan do tang gia cua cac nguyén li€éu nhu duong va than dé, va su suy thoai
thuong mai d3 gay ra stirc mua ching lai ciia nguoi tiéu dung, cting véi ty gia hbi doai
giam sau chién tranh, budc cong ty ting gia. Cong ty di tién hanh cai to, dong ctia mot
s6 nha may hoat dong khong hiéu qua & mat s6 nudc Hoa Ky, Anh, Uc, Na Uy, va
Thuy Si. Pén nim 1923, ddu hiéu cai thién da hién rd, nhu vay vén ngan hang cta
Nestl¢ da giam tir 293 tri¢u Franc Thuy S7vao nam 1921 dén 54,5 triéu Franc
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Thuy S vdo nam 1923. Trong khi d0, tai Phap, Bi, Y, Purc, va Nam Phi, cic co s&
san xuat da dugc md rong. Bang cach cung co cac hoat dong nhat dinh va moé rong
hon, Nestlé cling c6 th¢ mo rong cac san pham truyén thong.

3. Chién lwoc da néi dia d€ phat trién danh muc san phim dia phwong

V6i chién luge da néi dia cong ty mo rong danh muc san pham théng qua viéc
mua lai cac cong ty dia phwong va tiép tuc phat trién san pham dap ing nhu cau dja
phuong, tan dung thé manh nguyén liu, thi hiéu tiéu dung, chi phi van chuyen, kénh
phan phéi. ..Nam 1929, Nestlé budc vao linh vuc kinh doanh s6cdla khi mua lai mot
cong ty san xut socola ctia Thuy Si. Diéu nay da din dén sy phat trién cua san pham
mang tinh cich mang nhét ciia Nestlé vao nam 1938, Nescafe, thirc udng ca phé hoa tan
dau tién trén thé gidi. Sau Thé chién th hai, Nestlé tiép tuc md rong sang nhing linh
vuc kinh doanh thuc phém khac, chu yéu thong qua viéc mua lai Maggi (1947), Nestlé
hop nhat véi Alimentana SA, nha san xuét cia gia vi Maggi, nudc dung, va bot sup, va
cong ty doi tén thanh Cong ty Nestlé Alimentana va rat thanh cong. Nhung khong phai
lac nao cling dat dugc thanh cong ma Nestlé da gip that bai khi mua lai Cross &
Blackwell (1960), mot cong ty bao ton va thuc pham dong hop. Nestlé hy vong 24 triéu
d6 la dau tu s& dung cong ty nhu mot cira hang tiép thi cho cac san pham Maggi, nhung
ké hoach khong dem lai nhiéu thanh cong, boi vi Crosse va Blackwell khong thé canh
tranh & Vuong qudc Anh véi Cong ty HJ Heinz. That bai tuong tu xay ra vao nim 1963,
khi Nestlé mua lai Findus thyc pham dong lanh & Scandinavia v6i 32 triéu USD. Mic du
cong ty thuc hién tét & Thuy Dién, nhung n6 gip phai kho khan trong thi truong khéc,
noi ngudi khong 10 Unilever Anh-Ha Lan tri vi.

Tuy nhién khéng vi nhitng that bai d6 ma Nestlé tir b6 chién lugc ciia minh,
Nestlé tiép tuc mua lai cac cong ty khac nhu Findus (1962), Libby’s (1970),
Stouffer’s (1973), Carnation (1985), Rowntree (1988), va Perrier (1992) tiép tuc
moé rong danh muc san pham kinh doanh ctia minh.

Song song véi chién da nodi dia Nestlé ap dung chién lugc qubc té hoa khi san
phém da c6 vi thé viing chic ¢ thi truong ndi dia. Cac san phérn nay duogc gioi thiéu
sang thi truong cac nudc lan can dé tham nhap mo rong thi truong ti€u thu va lan toa
trén trén toan thé gidi va trd thanh san pham chu luc trong dong san pham qudc té cua
minh nhu cac san pham ca phé hoa tan Nescafe, nudc chim Maggi, bot gia vi Maggi. ..

Két qua dat dugc cho chién lugc da noi dia va qudc té hoa 1a cudi thap nién
1990, Nestlé so httu 500 nha may tai 76 qudc gia va san pham duoc ban tai 193
qudc gia, hau nhu c6 mit tai khip cac nudc trén thé gidi. Nam 1998, doanh thu
cong ty dat gan 72 ty SWF (51 ty USD), trong d6 qué nha Thuy Si chi gop 1%.
Tuong tu, chi ¢6 3% trong s0 210.000 nhan vién lam viée tai Thuy Si. Nestle la nha
san xudt 16n nhat thé giéi vé san pham sita bot cho tré em, sira ddc, sdcdla, ca phé
hoa tan, sup, va nudc khoang. Cong ty ding thir hai vé c4c san pham kem, ngili coc
diém tam, va thuc pham cho tht nudi. Doanh sb kinh doanh thyc phdm tai chau Au
chiém 38%, tai M § v chiém 32%, tai chau Phi va chau A chiém 20%
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4. Chién lwoc xuyén qudc gia dwo'c két hop véi chién lwoc da ndi dia va chién
lworc quéc té dwoc ap dung hién nay vao cac thi treong méi noi

Mic cho nhiing thanh céng khong thé chdi cdi, vao dau thap nién 1990 Nestlé
d6i dién véi nhimg thach thirc nghlem trong trong vi€c duy tri ti 1¢ tang trudng cua
cong ty. Nhimg thi truong to 16n Tay Au va Bic My di bio hoa. Tai mot s6 nudc, tde
d6 tang dan sé da chimg lai kéo theo su sut giam nhe nhu cau tiéu thy thuc pham.
Moi truong ban lé tai cdc nude phuong Tay cang tré nén thach thirc hon, va can can
quyén lyc di dich chuyen tir cac nha san xuat thuc pham va 46 uong tén tudi quy mod
16n sang nhitng chudi cra hang giam gid va siéu thi trén toan quoc. Ngiy cang co
nhiéu hon cic nha ban 1& tan dung vi€c canh tranh gitta nhimg nha san xuat thyc
pham c6 thuong hiéu v6i nhau dé thuong luong doi giam gia. Pic biét ¢ chau Au,
khuynh hudng nay gia tang boi viéc gioi thiéu thanh cong cac san pham mang nhan
hiéu riéng cua mot so chu01 siéu thi hang dau chau Au. Két qua dan dén su gia tang
canh tranh vé gia tai mot sd phan khic chinh cua thi truong thuc phdm va d6 udng
nhu ngii cdc, ca phé, va nude ngot.

Nestlé bt ddu chuyén su chu y dén cac thi truong méi ndi tai Pong Au, chau A
va My Latinh. Logic don gian va rd rang: mot sy két hop giira ting trudng dan sb va ting
truong kinh té, di ciing véi nhitng chinh sach kinh té thi truong mé rong cta chinh phu
tai cac nu6c dang phat trién, tao nén nhiing co hoi kinh doanh hap din. Nhiéu quéc gia
trong s dé van con tuong ddi ngheo, nhung nén kinh té dang tang trudng nhanh chong.
Vi dy, néu nhitng du bao tang trudng kinh té hién tai xay ra thi dén nam 2010 s& c6 700
triéu nguoi & Trung Qudc va An Do dat mirc thu nhap tuong duong véi mirc thu nhép tai
Tay Ban Nha vao gifra thap nién 1990. Khi mirc thu nhép tang Ién thi nguoi tiéu dung tai
cac nudc nay s€ bat dau chuyén sang su dung nhiing thuc phém c6 thuong hiéu, tao ra
mot co hoi thi truong 16n cho cac cong ty dién hinh nhu Nestlé.

Bang chién lugc xuyén qudc gia thanh cong ciia minh trudc day nhin chung,
chién Iuge cua cong ty 1a thim nhap nhimg thi truong méi ndi tir nhitng ngay dau
trudc nhitng ddi thu canh tranh, va xay dung mot vi tri viing chic b'fmg viéc ban
nhiing thyc phdm co ban nham thu hut s6 dong dan ching dia phuong nhu la stra bot
cho tré em, stra dac, mi va dau hu. Budc dau bang cach thu hep thi trudng, chi tap
trung vao mot s6 nhan hiéu chién lugc, Nestlé khang dinh cong ty co thé don gian
hoa cudc sdng, giam thleu rui ro va tap trung nguon luc tlep thi ciia minh va nhitng
nd lyc quan 1y tai mot s6 thi truong dia phuong trong yéu.

Trung Qudc 1a mot vi du tha vi khac vé viée thich nghi dia phuong va tap trung
phat trién dai han. Sau 13 nim thuwong thuyét, Nestlé duoc chinh thirc moi vao Trung
Quéc vao ndm 1987 bai chinh quyén tinh Hic Long Giang. Nestlé dd md mot nha may
san xuat sita didc va sita bot cho tré em tai 6 vao nam 1990, nhung cong ty nhanh chéng
nhan ra co so ha ting dudng sa va xe lra dia phuong khong pht hop va lam han ché viéc
thu gom stia cﬁng nhu van chuyén thanh phém Thay vi thay d6i co s¢ ha tang dia
phu’orng, Nestlé bat tay vao mot ké hoach ddy tham vong 1 thanh 1ap mang ludi phan
phéi riéng, véi tén goi “nhiing dai 16 sita”, giita 27 lang qué trong khu vyc va cac diém
thu gom sita tai nha may. Nhitng nong dan thu’ong chd sita bang xe dap hodc xe
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thd dén trung tam dé duoc can do va kiém tra. Khac vé6i chinh quyen Nestlé tra tién
tai chd cho ngudi nong dan, va diéu nay da day manh vi€c san xudt sita ctia nong dan.
Nhiéu nguoi da tdu thém con bo th hai, 1am ting sb lugng bo trong khu vye tir 3.000
1én 9.000 trong vong 18 thang. Nhirng nha quan ly khu vyc sau do da t6 chirc mot hé
thng van chuyen su dung nhimg xe tai gon nhe dé van chuyen stra den nha may cua
Nestl¢. co so ha tang da san sang tai Trung Quéc, Nestlé bat dau tién hanh viéc san
xuat. Nam 1990, 316 tin sita dic va sita bot cho tré em da duoc san xuét. Tinh dén
nam 1994, san lugng dau ra vuot qua 10.000 tan, va cong ty quyet dinh tang nang luc
san xudt 1én gap ba lan. Dya trén kinh nghiém nay, Nestle quyét dinh xay dung thém
hai nha may stta bt khac tai Trung Quoc vo1 muc tiéu tao ra 700 triéu USD doanh
thu vao ndm 2000.

Nestlé dang mao hiém theo dudi mot chién lugce dai han twong tu tai Trung
Poéng, khu vuc hién cé rat it cac cong ty da qudc gia chuyén vé thuc phadm. Thi
truong Trung Pong rat nho, chi chiém 2% tong doanh thu toan cu ciia Nestlé. Tuy
nhién, chién lugc dai han cta Nestlé dya trén gia dinh réng su tranh chép gifra cac
nude trong khu vuc s& ngudi dan va giao thuong trong khu vuc s& mé rong khi cac
rao can thuong mai giita cac nuéc dan duge g& bo. Mot khi diéu nay xay ra, cac nha
may cua Nestle s€ tan dung duoc hi€u qua kinh té theo quy mo trong khu vuc. Thay
trude duge sy phat trién nay, Nestlé da cho xdy dung mot mang ludi cac nha may tai
nim qudc gia voi hi vong mot ngay khong xa, mdi nha may s€ cung cap nhu’ng san
pham khac nhau cho toan khu vuc. Cong ty hién dang san xut kem tai Dubali, sip va
ngl cdc tai A Rap Xé Ut, sita chua va nudc ham tai Ai Cap, socdla tai Thé Nhi Ky,
tuong ca va mi 4n lién tai Syria.

Con hién tai, Nestlé duy tri hoat dong tai cac th1 truorng méi ndi trén thong qua
chién lugc da noi dia. Dan ching 1a mic du cong ty ndi tiéng khap thé giéi véi mot s6
nhan hi€u quen thudc nhu 1a Nescafe, Nestea, Maggi... cong ty van st dung cac nhan
hiéu dia phuong tai nhiéu thi trudng. Cong ty sé hiru 8.500 nhén hiéu, nhung chi co
750 trong s6 d6 duoc dang ki kinh doanh trén hon mot qudc gia va chi c6 80 nhan hiéu
dugc dang ki kinh doanh trén hon 10 qudc gia. Trong khi cong ty sir dung “nhimng nhén
hi¢u toan cau” gidng nhau tai hau hét cac qudc gia phat trién, tai cac nudc dang phat
trién cong ty tap trung nd lyc toi wru hoa cac thanh phan va cong nghé ché bién theo
nhing diéu kién dia phuong va sau d6 sir dung mot nhin hiéu mang 4m huéng dia
phuong. Vi dy, nha may tai Syria phu thudc vao cac san pham sir dung ca chua, mot
néng san chu yeu clia nuGe ndy. Syria ciing trong nhiéu lta mach, nguyén liéu chinh de
san xudt mi 4n lién. Du cho céc rao can thuong mai khong sém dugc do bo, Nestlé van
s€ duy tri cam két ctia n6 v6i khu vue. Mic du thi trudng nho, nhung nho biét tan dung
dau vao san co tai dia phuong va tap trung dap tng nhu cau ngudi tiéu dung dia phuong,
cong ty da gt hai khong it lgi nhuan & khu vuc nay. Cong ty ciing theo dudi chién luge
nay khi tham nhap vao Ba Lan nam 1994 béng viéc mua lai Goplana, nha san Xuét
socdla 16n thir hai tai nude nay. Véi su sup db cua chu nghia cong san va viéc mo cua thi
truong clia Ba Lan, muc thu nhap bat dau ting 1én qua d6 nhu cau tiéu thy sécola cling
phat trién. Pa tl‘rng 12 mot san pham it thong dung, thi truong da dat mire tang truong
8%/nam trong sudt thap nién 1990. Nestlé dd ndm bat co hdi nay dé lam mot cude bt
pha. Cong ty bd nhiém ngudi dia phuong vao cac vi tri quan 1y cao cap
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va can than diéu chinh dong san pham Goplana dé phu hop hon véi nhu cau dia
phuong. Cung lac nay, Nestlé tung tién cho viéc tiép thi san phadm Goplana nhim
tranh gianh thi phﬁn véi mot sO nha san xudt sdcola khac tai day. Cudc canh tranh
xay ra kha quyét liét. Tam cong ty, bao gdm mdt s6 cong ty nudc ngoai, dién hinh 1a
PepsiCo, dang dan dau thi truong véi san pham Wedel, da tién hanh giam gia va ha
thap loi nhuan bién nham tranh gianh thi phan du cho san lugng kinh doanh cta cong
ty dang ting truong manh.Nho theo dudi chién luge nhu vay, Nestlé da chiém duoc
80% thi phan ca phé hoa tan tai Mexico, 66% thi phan sita dic tai Philippin, va 70%
thi phan sup tai Chile.

Khi murc thu nhdp tang cao, cong ty tich cuc chuyen tur chlen lugc da noi dia
sang chién luoc qudc té bang viée gidi thidu nhiing san pham cao cap hon nhu nudc
khoang, socola, banh quy, va thuc pham ché bién sin dén thi _truong dia phuong
hién tai hién tai. Ngoai ra Nestl¢ con xem xet kha nang phat trién san pham cua dia
phuong d6 gi6i thiéu ra cac nudc 1an cin néu né phu hop véi thi hiéu tiéu dung,
khong bi céc rao can.

5. Ciu tric to chirc ciia Nestlé dé thwc hién chién lwo'c hon hop hién nay

Nestlé duge quan ly theo kiéu phan quyen cac chi nhanh tai dia phuong tu
chiu trach nhiém vé hoat dong cta minh, tu quyét dinh vé chién lugc gia, phan phéi,
tiép thi, nhan sy... Cung luc nay, cong ty thanh lap bay don vi kinh doanh chién luoc
toan cau (SBU) chiu trach nhiém phat trién kinh doanh va dwa ra cac quyet dinh chién
lugc cip cao. Vi du, mot don vi kinh doanh chién lugc tap trung phat trién san pham
ca phé va nude giai khat. M 6t don vi khac tap trung phat trién san pham banh keo va
kem. Nhitng SBU nay tuan thu sy phat trién chién lugc chung, bao gom chién lugc
tham nhép thi truong va mua lai. Trong nhitng nim gan day, 2/3 viéc ting trudng cia
Nestlé nhd vao viéc mua lai cac cong ty, vi vay day 1a mot chirc ning rat quan trong.
Song song v&i cau tric nay 1a viéc quan 1y theo khu vyec, thi trudong thé gidi dugc chia
lam nam khu vuc dia ly chéng han chau Au, Bic M ¥ va chau A. Céac khu vuc hd trg
cho qua trinh phat trién chién lugc chung va chiu trach nhiém phat trién nhitng chién
lugce tai khu vuc (vi du nhu truong hop chién lugc cia Nestlé tai Trung Pong duoc
néu ¢ phan trude). Tuy nhién, cac nha quan Iy SBU va khu vuc khong can thiép vao
cac quyét dinh chién lugc hay hoat dong tai dia phuong ngoai trir nhitng truong hop
dac bict.
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KET LUAN

Nestlé ciing nhu bao cong ty da qubc gia khac dé tham nhap, phat trién san
pham, phat trién thi trudng cia minh thi cong ty phai xay dung cho minh cac chién
lugc kinh doanh qudc té phu hop. Tuy nhién, bén canh d6 ludn ton tai nhitng chién
lugc khong thanh cong gy ra thit bai, thua 15 cho cong ty. D6 1a mot quy luat tat
yéu trong qua trinh hinh thanh, hoat dong va phat trién.

Qua viéc tim hiéu vé chién lugc kinh doanh qudc té ctia cong ty Nestlé da
cung cap ching ta mot s6 kién thirc vé co cu t6 chuc , triét Iy kinh doanh ...ctua mot
tap doan, mét cong ty da quéc gia tiéu biéu cho nhiing “ga khong 16” trén thé gi6i
v61 nhiing thanh cong nhat dinh. Dé c6 duoc thanh cong do, Nestlé da phai trai qua
nhitng that bai do chién lugc kinh doanh qudc té khoéng phu hop voi van hoa, phong
tuc mot s6 noi. .. Nqsth da nhanh chong nhan ra sai lAam trong viéc lua chgn chién
lugc kinh doanh quoc té va dong thoi cling dua ra nhitng chién lugce tinh t€ hon, phu
hop hon véi diéu kién kinh té thé gi6i hién tai, gop phan dem lai thanh céng nhiéu
hon nita cho cong ty.
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