Vén dung phwong phap kich ban trong chién luge xuat khau

doi véi cac doanh nghiép rau qua Viét Nam hién nay
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Ké hoach héa bang kich ban la m¢t trong nhitng cong cu tro gitip cho qud trinh hoach dinh chién
luoc kinh doanh cua doanh nghiép. Voi nhu"ng wu viét von co, phu’ang phap nay rdt phit hop vdi diéu
kién hién nay. Moi tru"o‘ng kinh doanh ca trong nude va thé gidi van dang co nhu"ng dién bién phirc
tap khén heong. Pé c6 nhitng chién lwoc kinh doanh phii hop trong diéu kién dé, cac doanh nghiép
kinh doanh rau qua Viet Nam phai xay du"ng cho minh nhiéu kich ban khac nhau phu hop. Kich ban
xudt khdu rau quda ciia Viét Nam mong muon nam 2013 va cac nam tiép theo dat moc 1ty USD hoan
todn cé co s6 tir thue tién ciia kim ngach xudt khau nhitng nam gan day ciing nhu tiém néng va sirc
canh tranh ciia san pham rau qud trén thi truong khu viee va thé gidi.
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San pham rau qua Viét Nam dugc xac dinh la
mot trong nhirng nong san c6 loi thé canh tranh trén
thi truong khu vyc va thé gidi. Thoi gian qua, cho
du hoat dong san xudt kinh doanh da dugc cai thién
dang ké, nhung kim ngach xuat khau ciia nganh
hang chua dat myc tiéu mong mudn 14 1 ty USD vao
nam 2010. Trong bbi canh méi truong kinh doanh
ca trong nudc va ngoai nudc dang c6 nhimg tac
dong khong thuan lgi dén hoat dong xuat khau cua
nganh hang rau qud, cac doanh nghiép phai c6 mot
nhin quan chién lugc phi hop v6i nhirng blen dong
khén luong cua thi truong. Cach nhin do can duoc
phan tich va tiép can theo phuong phap kich ban.

1. Tong quan veé phwong phap kich ban
1.1.Thuc chit, muc tiéu phwong phdp kich bin

Theo nghia chung nhét, phuong phap kich ban la
su mo ta bang vin ban mot twong lai co thé xay ra.
Mot trong nhing 1y do thanh cong 1a ké hoach chién
luge cua Shell khong phai dudi dang céc chuorng
trinh phat trién 10 ndm cling nhac phtec tap va duoc
thiét ké boi nhoém cic nha chién lugc xa 101 hoat
dong thuc tién, ma 1a nhirg ké hoach gdm mot loat
cac nglr canh “néu nhu”. Tro choi nay dat ra mot sO
chuong trinh dé kham pha cau tra 101 cho van dé
“Chung ta s& 1am gi néu tinh huéng d6 xay ra”(Ngo
Kim Thanh, 2012).

Phuong phap kich ban cé nhling muc tiéu sau:

- Tao ra hang loat kha nang rong lo6n dé danh gia
va chon loc nhung chién luoc thich hop;

- Cung cép dir kién duya trén su tudng tuong vé
tuong lai;

- Hb tro trong viéc nhan dién cac dir kién dam
bao cho su phat trién cta cac ké hoach dé phong bat

trac;

- HO tro cac ca nhan trong viéc nhan biét nhiing
mo hinh tong quat, sy khai quat hoa va nhiing tac
dong qua lai gitra cac kich ban.

1.2.Lich sir va sw phdt trién

Phuong phap kich ban dén véi ching ta tir luc
luong khong quan My. Nho ky thuat nay lyc lugng
khéng quan mong mudn tudng tugng ra va doan
trudc nhitng hanh dong ciia ké thu. Thyc té, luc
lwong khong quan M di chuan bi nhing chién lugc
dan xen dé chdng lai cac cudc tin cong cia ké thu
hodc tan cong lai mot cach bét ngo.

Nhitng nam 1960, nha twong lai hoc Herman
Kahn, nguoi dugc ménh danh la “nghi dugc nhimng
didu trong tuong lai” da chon loc cac kich ban nhu
mot cong cu du doan kinh doanh. Trong nhiing nam
1970, phuong phéap nay da thiang hoa va dat t6i mot
pham vi méi thong qua cac cong trinh cuia Piere
Wack tai Royale Dutch/Shell, Truong bd phan
hoach dinh ctua Tap doan Shell tai Phap. Ong da
phat trién mo hinh nay va dy doan thanh cong cudc
khung hoang diu mé dién ra vao nam 1970 tai
Trung Poéng. Ngay nay, phuong phap kich ban
dugc vén dyng trong nhiéu linh vuc khac nhau cua
doi séng kinh té xa hoi ca ¢ tdm vi mé cling nhu vi
mo.

1.3. Qua trinh thwc hién phuwong phdp kich ban

Dudi goc do to chirc thyc hién, phuong phap kich
ban bao gdm cac budc sau (Marie-Claire Cloutier &
Marc Rioux, 2010):

Budc 1: Xac dinh nhitng ngudi tham gia
Budc 2: Xac dinh van dé
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Budc 3: Xac dinh cac nhan td chinh, cac xu
hudng va tinh khong chac chan

Budc 4: Thao luén cac xu hudng

Budgc 5: Phat trién mot ma trin cac kich ban

Budc 6: Xac dinh tac dong ctia mdi kich ban téi
t6 chirc

Budc 7: Thiét 1ap céc tiéu chuan dé theo doi

Budc 8: Banh gia cac kich ban.

1.4. Uu vigt va bit lgi ciia phwong phdp kich
bdn

Theo Cong ty Mc.Kinsey, hoach dinh theo kich
ban ¢6 mot s6 uvu viét sau:

- M6 rong kha nang va 16i tu duy vé tuong lai;

- Phat hi¢n nhu’ng gi khong thé tranh dugc trong
tuong lai gan va xa;

- Tranh dugc tu duy nhém loi ich;

- Hoach dinh theo kich ban ciing giup doanh
nghiép thach thuc véi cach tu duy truyén thong.

Bén canh nhirng uu vi¢t trén, phuong phip nay
c6 mot sb bat loi sau:

- Pay 1a mot phuong phap doi hoi rat nhiéu thoi
gian;

- Chi phi phat sinh 16n bang cach phat trién cac
chién luoc khac nhau dé ddi pho vai kich ban khac
nhau;

- Poi hoi mot kién thire thiu dao vé dé tai nay;

- bay 1a mot phuong phz’tp tiép can dinh tinh. Sy
lya chon cua nhung ngu’m tham gla/ chuyén gia 1a
kho khan hon béi vi n6 s€ truc tiép anh hudng dén
két qua;

- Nhitng ngudi tham gia ¢6 thé thién vi phat trién
cac kich ban cho niém tin ctia ho va sy tham gia ciia
ho trong nhom.

2. Kich ban nao cho xuit khiu rau qua Viét
Nam hién nay?

2.1. Thuc trang xuit khiu rau qua Viét Nam
giai doan 2005-2012 va 6 thang dau nam 2013

Thoi gian qua, cac doanh nghi€p kinh doanh rau
qua Viét Nam da co nhu:ng chién lugc kinh doanh
ndi chung va xuét khau noi rleng dung dan. Mot s6
chién lugc nhu xay dyng duge vung nguyén liéu tap
trung, chlen lugc san xuat theo ti€u chuén VietGaP,
thue hién t6t chién luoc lién két 4 nha (nha nong,
nha nudc, nha khoa hoc va doanh nghiép), chién

lugc duy tri va phat trién thi trudong, dic bit la
nhung thi truong kho tinh nhu Nhat Ban, My... Két
qua cua nhiing chlen luwgc d6 da duge ching to ¢ chi
tiéu kim ngach xuét khau lién tyc ting trudng cia
nganh hang rau qua giai doan 2005-2012. Tinh hinh
do dugc thé hién qua Bang 1 va Biéu dd 1. Cho du
muc tiéu xudt khau rau qua 1a 450 tri¢u USD vao
ndm 2005 va 1 ty USD vao ndm 2010 cta Chuong
trinh phat trién rau qua Viét Nam cua Chinh phu
thoi ky 1999-2910 theo Quyét dinh s
182/ 1999/QB -TTg khong dat duge, nhung du sao
nhung con s0 do cung it nhiéu ching t0 sy phat trién
cua nganh rau qua Vi¢t Nam trong b01 canh khing
hoang kinh té thé gi6i tir nam 2008 dén nay.

Tir s6 liéu ¢ Bang 1 va Biéu d6 1 ta thiy kim
ngach xuat khau lién tuc tang truong, dac bigt
nhitng nam gin day khi kinh té kho khin ¢ cac nude
nhap khau mit hang rau qua cua Viét Nam nhu My,
cac nu6c EU, Nhat Ban... nhung kim ngach xuat
khau nganh hang nay van ting tmong cao. Cu thé
kim ngach xuat khau niam 2011 so véi 2010 tang
truéng 35%, tuong tu nhu vdy nam 2012 so véi
2011 ty 1€ nay 1a 33%.

Theo Vinanet, Bo Cong thu’ong, 6 thang dau nam
2013, xuat khiu rau qua sang cac thi truong déu
tang. Su g1a tang kim ngach xuit khau c6 tinh lién
tuc qua cac ndm va dat quy mo6 kha. Nam 2011 so
voi nam 2005 kim ngach xuit khiu d3 cao gip 3.5
lan, binh quan mt nam tang 19,7%, twong duong
v6i toe do ting truong tong kim ngach xuat khau
cua ca nudc trong thoi gian tuong (mg. 6 thang dau
nam 2013, kim ngach xuét khiu rau qua ca nudc dat

Biéu d6 1. Kim ngach xuit khiu rau qua
Viét Nam giai doan 2005-2012
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475,95 triéu USD, tang 31,‘,13% S0 VOi cung lg)‘/, cao
gap doi so voi toc d tang tong kim ngach xuat khau
ca nude (16, 1%) Mot s6 thi truong ti€u biéu nhu
Trung Quoc Vi ty trong 32,35% tong kim ngach
xuét khau, ting 70,14% so cung ky. Thi truong Nhat
Ban cling tang 26,31%, thi truong Hoa Ky tang
32,51%. Thap hon d6 1a thi truong Nga, cling tang
11.87%. Kim ngach xuat khau sang thi truong
Malaysia tdng truéng manh nhit, dat 114%. Day la
tin hi€u tot cho nganh hang rau qua Viét Nam. Mot
s6 thi truong khu vire ¢6 te do ting trudng cao nhu
Thai Lan 1a 63,9%, Campuchia la 62, 37% (Bo
Cong thuong, 2013 va Hi¢p hoi rau qua, 2012).

2.2. Kich bén xudt khiu rau qud nim 2013 va
nhitng ndam tiép theo

Nam 2013, thé gi6i trong d6 c6 Viét Nam van dbi
mat voi nhleu thach thirc. Nhirng thach thie 16n anh
huong dén san xuit kinh doanh cua cac doanh
nghiép rau qua Viét Nam nhu: i) Ton tai cua khung
hoang kinh té thé gi6i; ii) Toan cau hoa nén kinh té
the gioi; iii) Ty do hoa thuong mai; iv) Noi lon
k1em soat mot s6 linh vyc nhét dinh; vi) Thay déi 16i
song clia nguoi tidu dung. ..

Hon nita, ciing xuat phét tir ba kich ban ctia toan
bd nén kinh té ctia Viét Nam nam 2013 (Bo Ké
hoach va Pau tu, 201 3), s€ b nhiéu kich ban lam co
s& cho chién lugc xuat khau cta cac doanh nghi¢p
rau qua Vi¢t Nam. Ngoa1 ra, cting phai tinh dén xu
huéng dugce du bdo vé san pham rau qua ¢ goc do
cung va cau. Theo dy bao cua To chtic Nong luong
thé gigi (FAO), toc d tang cua cau la 3,6% van luén
cao hon toc do tang cua cung la 2,8%.

Xét vé ly thuyét s& ¢ rat nhiéu kich ban voi
nhu’ng tinh huéng hay nhiing gla dinh khac nhau vé
moi truong kinh doanh bén ngoai anh huong dbi vei
cac doanh nghi€p kinh doanh xuat khau rau qua Viét
Nam, nhung dé don gian hoa chung toi lya chon 2
bién s6 dai dién cho truc hoanh va truc tung dé goi
¥ mot vai kich ban tiéu biéu. Bién s6 dugc chon cho
moi trudng bén ngoai 1a thi truong xuat khau cua
cac doanh nghiép rau qué Viét Nam dugc phan biét
la thuan 1gi va khong thuén 1oi.

C6 mdt co hoi rat tét cho cac doanh nghiép kinh
doanh rau qua Viét Nam la thi truong cac nuéc EU
da cap phép tro lai tir 30/6/2013 cho nhom rau qua
tuoi sau mot thoi gian bi tam nglng. Strc canh tranh
cua san pham rau qua Viét Nam cling duge chia
thanh 2 murc 1a canh tranh cao va thap.Trén co s d6
¢6 mot soO kich ban duoc goi y nhu sau:

- Kich ban lac quan nhit cho kim ngach xuét
khau dat ngudng 1 ty USD vao ndm 2013 va cac
nam tiép theo 12 hoan toan c6 thé duoc. Day la kich
ban mong mudn va ciing dugc xac dinh 1a kich ban
c6 tinh kha thi. Kich ban nay dua vao sy thuén loi
cua thi truong cac nudc nhap khau, cong vao do 1a
strc canh tranh cia san pham rau qua dugc cai thién

theo hudng tot nhét.

- Kich ban duy tri nhiing thi truong xudt khau
truyén théng ma san pham rau qua Viét Nam da c6
mat nhitng ndm qua, trong d6 c6 nhiing thi truong
16n nhu Trung Qudc, Nhat Ban, Hoa Ky, Nga, Han
Quoc Thai Lan...Véi kich ban nay thi kim ngach
xudt khau rau qua ciia Viét Nam van duy tri & mirc
nhu ndm 2012. RS rang day 1a mot kich ban khong
mong mudn ctia cac doanh nghiép rau qua Viét Nam.

- Kich ban x4u nhit 13 moi truong kinh doanh
khong thuan lgi, dic biét 1a cic nudc nhap khau
chinh san phim rau qua cua Viét Nam nhu Trung
Qudc, Nhat Ban, My... cong vao do la nhiing kho
khén trong nude ti€p tuc xau di. Trong kich ban nay,
muc tiéu xuat khau s& glam di so voinam 2012. bay
1a kich ban thut lui so voi tlem nang cua nganh hang
rau qua, nhung nd van ¢ the xay ra néu tinh hinh
kinh té thé gioi tiép tuc di xudng va stic canh tranh
cua san pham rau qua Viét Nam khong dugc cai
thién. Trong bdi canh nay cang doi hoi cac doanh
nghlep rau qua chuyen trong tam chién lugc hudng
ngoai vé thi truong ndi dia.

De kich ban lac quan va cung la kich ban mong
mudn Xuat khau mét ty USD vao nam 2013 va cac
nam tiép theo tro thanh hién thyc, doi hoi cac doanh
nghiép kinh doanh rau qua Viét Nam phai'

- Tlep tuc thuc hanh nong nghlep tot theo ti€u
chuan VietGAP. Pay 1a yéu cau can thiét neu nhu san
phdm rau qua cia Viét Nam mudn xuat khau vao
nhimg thi truong da c6 nhu Hoa Ky, EU, Nhat Ban,
Han Quoc bai Loan... Co thyc hanh san Xuét nong
nghiép tot méi dap tmg dugc yéu cau bao dam vé
sinh an toan thyc pham dbi v6i san pham rau qua, dac
bi¢t ¢ thi truong cac nudc cong nghiép phat trien.

- On dinh va bao dam vung nguyén li¢u tap trung.
Béo dam duoc nguon ngnyén liéu tap trung thi méi
dap mg dugc y€u cau vé nguyén li€u cho cac nha
may ché bién, dong lanh da dugc xay dung, qua do
g6p phan nang cao hi¢u suét ctia cac day chuyén ché
bien, gop phan ha gi4 thanh san pham va diéu d6 c6
y nghia quyet dinh cho néng lyc canh tranh cua séan
pham rau qua vé phuong dién chi phi. Mot s ving
tiéu biéu nhu sau: Di véi cdy an qua duoc tap trung
¢ vung Béng Nam B9, Dong bang Soéng Ciru Long
va Pong bang Song Hong, chu trong phat trién cac
loai cay an qua chu luc o cac Vung nay bao dam gin
gitra san xuat va ché bién; d01 vOi rau va gia vi tap
trung & Pong bang Soéng Hong, Dong bang Song
Cuu Long, phat trién manh céac vung trong rau an
toan va rau cong nghé cao phuc vu cho xuit khau
tuoi ¢ gia tri cao.

- Tiép tuc trién khai lién két 4 nha c6 hiéu qua.
Lién két 4 nha 1a chinh sach hop 1y da gan két quyén
lgi va nghia vy cua cac bén tham gia vao mdi lién
két nay. Nhung trén thyuc té mdi quan hé lién két nay
chua dugc véan dung toan dién va cod chiéu sau nhim
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tao ra sy thay ddi can ban trong san xuat kinh doanh
nganh hang rau qua Tinh trang “duoc mua rét gia”,
loi ich cua ngu(n nong dan trong rau qua chua thoa
dang, san xuat nhiéu san pham rau qua nhung khong
biét dau ra the nao? Gia tri gia tang cua san pham
rau qua con thap so v&i cac doi tha canh tranh. . Tat
ca nhiing bét cap d6 cang doi hoi phai danh gla tong
két nghiém tic chinh sach lién két 4 nha va tiep tuc
van dung c6 hi¢u qua, trong do vai tro quyét dinh
thudc vé nha doanh nghi€p va nguoi ndng dan san
Xudt rau qua.

- Dich chuyen co cdu cac san pham xudt khau co
gia tri cao va lgi thé canh tranh, Vit Nam xut khau
rau qua chu yeu & dang ché bién, nhat 1a dong hop,
hinh thirc nay ¢6 xu huéng doi hoi muc gia thap hon
so vdi rau qua tuoi. Hoa qua xuit khau chu yéu la
dira, chudi, xoai, vai, dua hau, nhin, thanh long va
chém chom, trong do6 trai thanh long c6 vi tri quan
trong vi kim ngach cua n6 nam 2012 1a 181 tri¢u

USD, chiém hon mét nira so v6i tong kim ngach cua
nhorn trai cdy la 360 triéu USD. Rau xuét khau gébm
c6 dua chudt bao tw, khoai tdy, hanh, ca chua, dau,
stip 1o va 6t. Xuat khau rau qua tuoi con han ché.
Tuy nhién, trai voi nhiéu néng san khac, gia tri gia
tang va lgi nhudn cua thi truong rau qua tuoi co xu
hudng cao hon so vai san pham che bién, nhat 1a dd
hop. Tir d6, co cdu san phdm xudt khiu cin tip

Tai liéu tham khao:

trung cho nhém rau qua tuoi s& mang lai nhiéu lgi
nhuan hon.

Két luan

Muc dich cta bai viét nay la ap dung phuong
phap kich ban dé thir dua ra mot s6 kich ban ¢6 thé
cho chién lugc xuit khiu cua cac doanh nghiép rau
quéa Viét Nam trong nim 2013 va nhiing nim tiép
theo. Theo chiing t6i c6 2 didu chi y:

Mot la, theo nguyén tic chung, cac kich ban
khong phai la cac du bao vé tuong lai. Chuing chi la
cac cong cu phuc vu cho tu duy, trao doi, hop tac,
khic phuc 16i mon, thoat khoi cai “hgp tu duy”
quen thudc, dé mo rong tim nhin, tao dicu kién xay
dung tam nhin;

Hai la, theo cach tiép can cu thé clia bai viét nay,
kich ban con dugc xay du'ng rit tho so. Theo
phuong phap luan chung, dé co kich ban tin cay, can
mot qua trinh 1am viéc cong phu, tén kém va tén
thoi glan, dga trén phan tich dir li€u, diéu tra khao
sat, lay y kién chuyén gia, lam viéc theo nhom va
hoan thién dan qua cac vong hoi thao (Jonas 2004)
(Pham D6 Nhat T1en 2010) Vi vay, cac kich ban
dua ra trong bai viét nay chi nén xem xét nhu mot
cb ging dau tién dé gép phan hudng tim nhin cua
cac nha hoach dinh chinh sach ti chién lugc xuét
khau rau qua cua Viét Nam.(J

Bo Cong thuong (2013), Xuit khau rau qua 6 thang dau nam 2013, Trung tim Thong Cong nghiép va Thuong mai
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Applying the scenario method to exporting strategy of Vietnamese fruit and vegetables

Abstract:

Scenario method is one of useful techniques in planning process of a business. By owning the advantages,
this tool is quietly adaptable to current context. Undoubtedly, the business environment has become unpre-
dictable complicated in Vietnam and in the world as well. In that circumstances, to have the suitable strate-
gies, it is necessary for Vietnam fruit and vegetables businesses to build different scenarios. The scenario
of fruit and vegetables exporting of Vietnam targets one billion US dollar in 2013 and in the following
years. The scenario is based on the reality of exporting turn-over in recent years as well as the potentials
with competitive capacity of the industry in region and the world.
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