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1. TOM TAT TiINH HUONG

1.1 TOm tdt lich sik phdt trién (1988-2003)

Vao nam 1888, George Eastman — nha phat minh dong thoi 12 nha doanh nghiép —
d4 tung ra thi truong mot loai may anh mai c6 thé lap trugc mot cuon phim cam
quang, danh dau sy khai dau cua nhiép anh chup nhanh va lién tuc. Cong ty Kodak
ra doi véi khau hiéu ban hang cua George “Ban chi can bam nat — Ching toi hoan
tat phan con lai” (You put the button — We do the rest).

Pau nhimg nim 1990, Kodak d3 da dang hoa vao linh vuc kinh doanh hoéa chit,
dugc pham, va di tro thanh mot gd khong 16 kénh cang véi hon 100.000 nhan
vién.

Nam 1993, George Fisher chu tich méi cia Kodak day manh nghién cau Ky thuat
sb, dong thoi thiét 1ap lién minh véi Adobe (phan mém), Hewlett Packard (k¥
thuat in phun), IBM (luu trir quang hoc) va Wang (cau tric tai liéu).

Niam 1995, Kodak gi6i thiéu nguoi tiéu ding may anh kg thuat s6 dau tién, khoi
dau cho tran ngap nhirng san pham va dich vu k¥ thuat s6 méi sau do.

Nam 2000 Daniel Carp Ién quan Ii Kodak va quyét dinh tap trung vao ky thuat sd.
Nim 2003 Kodak van quyet dinh dau tw manh cho nghién ctu ky thuat so voi
niém tin chac chan “trong vong thap ky ti, mot nira doanh thu cua Kodak la tur thi
truong k¥ thuat so”.

1.2 Diém lai xu hwéng phdt trién cong nghé mdy anh

Y tuéng s6 hoa anh bang may scan va y tudng s6 hoa tin hiéu anh dong xuét hién
trudc ¥ tudng chup anh sb.

Anh sb duoc chup dau tién vao 12/1975 bang may anh cua hdng Kodak, may ding
bo cam bién CCD, ning 3,6 Kg, tring den, d6 phan giai 10.1000 pixel va ghi vao
bang tir. Tuy nhién mdi tAm chup mat 23 giay.

Ké dén 12 mot nghién ctru cho ra may chup anh sé dau tién trong gidéng may chup
anh thuong la mdy mang tén Sony Mavica vao nam 1981, may dva trén cdng nghé
analog c6 do phan giai twong duong man hinh TV

Niam 1984 Canon RC-701 ra doi, chup anh dién tir analog. Gia thoi diém nay khé
dat 20.000$, chét lugng hinh kém hon anh film.

May anh s that sy dau tién 1a Fuji DS-1P ra doi vao nam 1988, hinh chup dugc
ghi vao thé nhé 16MB. May anh s6 dau tién dugc ban rong rai 13 Kodak DSC-100
nam 1991. N6 ¢6 d6 phan giai 1,3MP va gia la 13.0003.

May chup anh s6 dau tién c6 man hinh tinh thé long 1a Casio QV-10 nam 1995.
May chup anh s6 dau tién dung CompactFlash 1a Kodak DC-25 nam 1996.

May chup anh s loai binh dan dau tién dat dén d6 phan gian 1MP vao nim 1997.
May chup anh sé dau tién cd thé ghi anh dong 1a Ricoh RDC-1 nam 1995,
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Nam 1999, Nikon giéi thiéu Nikon D1, may chup anh DSLR déu tién véi ¢ phan
giai 2,74MP, c6 gia dudi 6.0008$ (gia chap nhan dugc ddi v6i nhiép anh gia chuyén
nghiép va gigi choi anh nhiéu tién). May ndy dung ong kinh theo chuan Nikon F-
mount gidng nhu cac may chup anh phim.

1.3 Phan tich tinh huéng (1988-2003)

Nam 1988, Kodak chiém 76% thi phan chup anh tai thi truong My.

Véi uu thé 1a ngudi di dau trong viéc phat trién céng nghé cua nganh nhiép anh
Kodak m¢ rong sang linh vuc hoéa chat va dugc pham, nam 1990 la mot ga khong
16 kénh cang vai kha nang dap tng thi truong tré nén cham chap.

Trong nhimg nam dau cua thap nién 90, sy dau tu nghién ciu phat trién ki thuat
sb cua cac ddi thu Canon, Apple, Sony va Hewlett Packard. Bing trudc su phat
trién nhanh chéng caa cudc cach mang ky thuat s6, Kodak van chan chir can nhic
giita viéc nhay vao thi truong ky thuat sé hay tiép tuc phét trién céng nghé phim
anh dya trén nén tang cua hda chat va in an.

Nam 1993, Kodak mudn giit viing vi thé cong ty hang dau thé gigi trong linh vic
phim anh va bat dau dau tu manh hon cho nghén ctiu phat trién ky thuat s déng
thoi thiét lap lién minh véi Adobe (phan mém), Hewlett Packard (ky thuat in
phun), IBM (luu trir quang hoc) va Wang (cau truc tai liéu). Tuy nhién Fisher (chu
tich tap doan) sir dung cong nghé ki thuat sé nham dé thuc day cht khdng phai la
thay thé cho san pham truyén théng phim héa chat. Tai thoi diém nay da c6 sy ra
doi cua mot sb loai may anh ky thuat sé nhu Fuji DS-1P (1984), Canon RC-701
(1988).

Nam 1995=> v6i su nd lyc dau tu cho nghién ctu phét tricn, san pham va dich vy
ky thuat so tran ngap thi truong.

Néam 2000 dudi thoi quan Ii cua Danniel Carp tap trung trong diém vao phét trien
ky thuat so.

Nam 2003, cong ty tiép tuc dau tu manh cho nghién cau ki thuat sé (dau tu 2 phan
3 s6 tién 900 triéu USD cua ngudn ngan sach Nghién cau & Phat trién cho ky
thuat s) va két qua 1a Doanh s6 may anh ky thuat sé hiéu Kodak Easyshare cua
héng Kodak d& tang 87% trong nam 2003.

2. TRA LOI CAU HOI

2.1 CAu 1. Sw thay doi ciia yéu t6 moéi trwong da anh hwong dén Kodak nhw thé nao?

Phan tich anh hudng cua cac yéu té moi truong dén Kodak
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2.1.1  Moéi trwong bén ngoai
21.1.1  Moi truong vi md

% Yéu to cong nghé

Qua cac mébc xuét hién cia timg loai mdy anh k¥ thuét s6 ngay cang hién dai va gia thanh
cling giam dan cho thay cac hang nhu Sony, Canon, Nikon bét dau thyuc su vuot trdi trong
nhitng bude tién & linh vuc mdy anh k§y thuat s6 nay, mac d0 Kodak 12 mot trong nhiing
nha san xuat dau tién cho ra doi loai may anh dung cam bién.

M4y anh k¥ thudt s6 da mang dén cho khéach hang rat nhiéu loi diém ma may anh chup
film khong thé thuc hién duoc

e C0 thé xem lai anh sau khi chup, diéu chinh dugc do sang t6i va co thé luu trit ¢
nhiéu dang phuong tién khac nhau.

e C0 thé quan ly, sir dung ciing nhu ing dung dé dang hon hinh anh chup bang film.

e Hinh anh c6 thé duoc chinh sira dé dang théng qua hd tro ciia cac phan mém tin
hoc ing dung.

Nhing loi diém do6 1a dong luc cho cudc cach mang may anh ky thuat s6 va haa hen
mang lai nhiéu gia tri tir nhitng ndm dau cua thap nién 80. Trong khi d6 mai dén nim
1993 Kodak méi bat dau tap trung vao R&D cho cong ghé k¥ thuét sb, khi ma nhing
nim trude ho tap trung gian trai dau tu vao cac nganh truyén thong nhu: hoa cht, thiét bi
sao chup... Nhung that su n6 khong mang lai sy ting truong khi theo dudi muc tiéu nay
ctia minh.

Di cing vé6i su phat trién ctia cong nghé thong tin 1am cho thi truong may anh sang trang
méi. P6 khong phai 12 loi thé cia Kodak truée ddy vi vén chi manh trong linh vuc hoa
chat va thiét bi sao chup truyén thong. Va hau qua 1a thi truong cia film, may chup anh
bang film ciing nhu cac dich vu khac c6 lién quan ciinh anh huong. Pén thang 01 nim
2004, Kodak tuyén bé sé& khong ban cac nhdn hang lién quan dén may chup anh film nira.
Kodak budc phai thay ¢6i minh, dén nam 2003 Kodak d& chi ra 600 triéu USD dé trong
ngan sach R&D dé dau tu cho cong nghé may anh k¥ thuat s6. Nhung liéu rang Kodak co
thanh céng?

> TOm lai trong thoi ky nay c sy phat trién vugt bic ciia cong nghé thong tin,
cé su thay doi vé phwong tién luu trir thong tin, ky thuat xi ly hinh anh va la

nén tang cho cudc cach mang may anh ky thuit sé.

< Yéu to xa hoi
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Cung llc véi viée gia tang sur dung internet va email, gia ca may vi tinh va may anh ky
thuat sb that sy tro nén ré hon dan dén viée gia ting st dung sé luong hinh anh & dang ky
thuat s6. Nhiing truc tric hay hu hong trong viéc luu trir hinh anh & dang film do 4nh
sang mat trdi hay cac diéu kién luu trit khong t6t 1am anh hudng dan chat lugng cta film
hoc hinh anh s& khong con khi nguoi ta chuyén sang diing anh k¥ thuat sb.

Cong voi khuynh huéng lya chon sy wu viét vé yeu to thoi gian trong qua trinh luu
chuyén théng tin 1a thém mot yéu t6 anh hudng dén doanh thu caa may anh chup film va
nhiing dich vu lién quan dén anh film.

> Nhur vy khi x& hoi thong tin phat trién nhanh chéng, thoi quen chuyén sang
dung k¥ thuét s6 14 phé bién sé 1am cho doanh thu ciia nganh anh film giam.
POi héi can c6 mot sw chuyén bién trong sin phim cia Kodak dé mang lai
CAC gia tri cao hon cho khich hang thong nhirng sin pham k§y thuit s thay
thé cho anh film.

2.1.1.2  Moi truong nganh cong nghiép

Sy thay doi yeu t6 moi truong ¢ day chu yéu la su thay ddi cong nghé tir cong nghé phim
anh truyen thdng dua trén nén tang nguyén Iy hda hoc thanh céng nghé ky thuat sb dua
trén nén tang cong nghé thong tin, doi hoi nhiing chang loai may anh khac biét va
phuong tién luu trir thdng tin khac biét.

1. Rao can nhap nganh (Entry bariers)

Kodak 12 mot trong nhiing nha tién phong va chiém thi phén kh& cao trong nganh cong
nghiép phim anh. Mot nganh cdng nghiép doi hoi chi phi dau tu cho cong ngh¢ la kha Ion
va cang 16n hon khi xuat hon cong nghé ky thuat s6. Mot rao can c6 thé thay rd 1a chi phi
dau tu : dau tu cong nghé, dau tu cho viéc nghién ciu va phat trién R&D va dau tu doi
ngii nhan su ¢6 chuyén mdn cao. Nhin chung rao can gia nhap nganh d6i véi Kodak la
hoan toan khdng ton tai, diéu nay ciing tao cho Kodak mét co hdi tét hon dbi véi cac doi
thit dang mudn gia nhap vi Kodak dang c6 mot thé dung kha tét.

2. Vi thé nha cung cip (Supplier Power)
Trong giai doan Kodak dan dau thi truong th| vi thé cua cac nha cung cap hoan toan phu
thudc ddi véi cong ty. Cong ty c6 du quyén luc dé yéu cau c&c nha cung cap dap ung
hoan toan yéu cau. Nhung trong bdi canh c6 sy chuyen minh céng nghé khd méi mé ma
Kodak 12 mot cong ty c6 kinh nghiém thua xa cac d6i thu Apple, Canon va Sony va trong
bdi canh kho khan vé tai chinh caa cong ty, mat dan thi phan thi vi thé cia nha cung cap
c6 thé bj ddo nguoc. Cac nha cung cap s& mat dan sy phu thugc hoan toan vao Kodak vi
s6 luong dat hang cia Kodak khong con 1on, khéng di dé ho dau tu kha nhiéu cong nghé
dap (g theo yéu cau tiéu chuan. Sy sut giam doanh thu, ¢6 phiéu mat gia va cat giam qui
mb hoat dong s& gy mat long tin cho cac nha cung cap trong viéc ky két cac hop dong
hop tac 1au dai va yéu cau cao. Piéu nay gay kho khin cho Kodak trong qua trinh phéat
trién theo hudng céng nghé méi. Ho kho c6 thé tim ra nha cung cap chién lugc dé tao cho

Trang 6



Bai tap nhém mén quan 1y chién hieoc

ho loi thé canh tranh hon cac d6i thu dang day kinh nghiém va dan dan 16n manh. Pay la
mot de doa cling kha quan trong ma Kodak can phai quan tdm trong qua trinh phat trién
cuaa minh.

3. Vi thé khach hang (Buyer Power)

Cong nghé k§ thuat s6 xuat hién lam thay doi vi thé khach hang kha rd. Ho c6 nhiéu su
Iua chon va ho wa chudng su tién loi va tinh hién dai ma céng nghé mai nay mang lai. Ho
mat dan 10ng trung thanh va sy wa chudng vao cac san pham cong nghé phim anh truyén
thdng ma Kodak cung cap lam cho doanh thu ciia Kodak bi anh huang nghiém trong va
tinh hinh tai chinh ngay cang x4u di. Khach hang ctia Kodak dang c6 vi thé kha cao cho
sur SOng con cua Kodak, moi de doa nay ngay cang lon bang chung la thi phan cua cac
san pham ky thuat s6 ting 1én va thi phan cia cac san pham phim anh truyén thdng ngay
mot thu hep lai.

4. Kha nang thay thé (Substitute Availability)

Kha ning thay thé I rat 16n khi cac san pham k§ thuat s6 c6 kha nhiéu vu diém vé cach
trang raa hinh anh, cach st dung dé dang va céng nghé luu trir kha tét va tién lgi trong
thoi dai vi tinh nhu hién nay. Nguy co cho sy ton tai san pham phim anh cua Kodak dang
hinh thanh kha ré. Su phat trién ngay cang nhiéu vé chung loai, kiéu dang cua cac san
pham phim anh k¥ thuat s6 cho thiy kha niang thay thé san pham phim anh truyén thong
ngay cang I6n. Thém mot nguy co cho sy ton tai cho cc sin pham ma Kodak chiém wu
the.

5. Canh tranh trong nganh (Competitive Rivalry)
Mot de doa cho Kodak Ia sy canh tranh trong nganh kha I6n the hién qua s6 luong doi thu
canh tranh ngay cang tang va c6 nhiéu kinh nghiém trong cong nghé ky thuat $0. Sy canh
tranh kha gay gat vi sy tang truéng nganh cong nghiép may anh k§ thuat sé dang ngay
cang phat trién kha manh.

| | | | O Canon

W Sony

M kKodak

W Samsung
O Mikan

W Clympus
B Panaszonic
O FujiFilm
W Casio
OHF

W Fentax

5.0 100 16.0 20,0 250 30.0

millions of units shipped

Canon remained the top dog in the total camera market in 2007, according to IDC.
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(Credit: CNET Networks, based on IDC data)
> Nhin chung dbi véi méi trwdmg nganh cong nghiép:
- Ra&o can gia nhap nganh khong tén tai

- Nha cung cép sw chuyén minh c6ng nghé kha méi (giam sy phu thudc
vao kodak)

- Vi thé khach hang: KH nhiéu sw lwa chon va ho wa chudng su tién loi
va tinh hi¢n dai ma céng nghé méi nay mang lai.

- Kha niing thay thé trong linh vire phim anh rat 16m.

- Su canh tranh trong nganh ngay cang gay gat
2.1.1.3 Moi truong hoat dong

% Vi thé canh tranh:

Nam 1995, tai My Kodak chiém 71% thi phan, trong khi d6 Fuji giit 12%. Nguoc
lai tai thi truong Nhat Ban Kodak chiém 10% va Fuji film ciing chiém 4o dao phan
con lai la 70%.

DPén nim 1998, theo sd liéu thong ké tir Wall Street thi phan film Kodak giam tur

70% xudng 65% so véi nam trudc, trong khi d6 Fuji dat 15% thi phan va duoc du

doan 1a tang thanh 20% thi phan vao nim sau.

- Pang dan dau trong linh vuc phim hoa hoc Sy xuét hién cua ky thuat sb de doa
vi thé ctia Kodak trong tuong lai do viéc chuyén dich tir sir dung may anh phim
sang may anh k¥ thuat so.

- Céc yéu té danh gia:

Yéu to Panh gia Yéu to Panh gia
Thi phan Dan dau phim hh | Tai chinh Ty 18 ng cao
Dong san pham Phim hh, KTS Chat lugng T6t vé phim hh
Hé théng phan phéi | Toan cau R&D gSr?gtL?\ggKgr/g
) . . A Bo may cong
Gia Tuy theo vung Nhan luc Kénh
On dinh, dang bi
Hiéu qua quang cao | - Khach hang canh tranh bai
KTS
Chua that sy chu
Thiét bi - Bang phat minh | trong dén phat
trién ky thuat so
Ning suat On dinh Cong nghé -
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| Kinh nghiém | Hon 100 nam | Uy tin -

% Dic diém khach hang:

- Vi tri dia ly: Toan cau
- Hanh vi: ¢6 su so sanh nhiéu hon nhd su bung né caa thong tin

> Nhin chung Kodak dang ¢6 vi thé din dau trong linh vic phim énh trong
thoi ky nay (linh vee phim héa hoc).

2.1.1.4  Co hoi va thach thirc doi véi Kodak
s Co hoi
Thi truong phét trién nhanh, ¢ nhiéu co hoi trong phéat trién san pham méi (may anh ky

thuat sd).
Nguoi tiéu ding dé& dang chap nhan sy ra doi cia cac san pham méi

% Théch thac

Su canh tranh gay gét doi hoi phai cai tién lién tuc.
Than trong trong viéc phan bd nguén luc
Budc phai tir bo san pham kinh doanh truyén thong.

2.1.2  MB@éi trwong bén trong

2.1.2.1  Tinh hinh hoat dong

Vao dau nhing ndm 1990, sy d6i méi va kha nang dap Ging thi truong cua Kodak cham
chap, tang trudng va lgi nhuan dang chiu suc ép cao. =>Su kénh cang nay sé tao ra mot
ap luc rat I6n dén chi phi, lam cho tinh hinh hoat dong cua Kodak 14m vao kho khan.

V& tai chinh nim 1991 dau tu khong hiéu qua. Nam 1992 ty 18 no Ién toi gan 60% ngudn
von cua Kodak. => Vao lGc nay (1992), mac di Kodak van dang thong trj thi truong
phim anh toan Cau nhung sy canh tranh dang ngdy cang tang Ién, va ty 1€ loi tuc cua
Kodak d3 khong nam trong sé cac cong ty hang dau cua nganh.

= Nhung kho khin nay budc Kodak phai cai t6 nham ting suc canh tranh, dam bao
thi phan.
Néam 1993-1988 Fisher, CEO mai ciia Kodak bét dau tap trung chuyén sau hon cho phat
tricn cong nghé phim anh tuy nhién mot so linh vuc dau tu khong hiéu qua (dau tu &
nudc ngoai).
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= Fisher budc phai thyc thi chién lugc chi phi bao gom tai cau triic toan bo h¢ thong
nham tict kiém 1 ty do

Niam 2000-2003 Kodak tap trung trong diem vao phat trién cong ngh¢ ky thuat s6 =>
hudng di bude dau mang dén nhirng tin hiéu tich cuc.

> Nhin chung, Kodak d4 vach ra nhitng hoat dong dau tu chua that sy hiu
qua, thwe thi ké hoach ludn kem theo viéc sira sai. Viéc quyet dinh dau tw tip
trung cho cong nghé ky thuat so twong doi chAm chap so véi nganh.

2.1.2.2  Phan tich ngudn lyc

% MJéi quan hé véi cac cong ty

Kodak con thuc hién thanh cong chién luoc lién minh va chién lugc tich hop theo chiéu
doc truc. Kodak dau tu von vao thj truong méi Trung Quéc, mua phan 16n ¢6 phan cong
ty Lucky Film, gitip tang thém kénh phan ph01 dong thoi tang thém 10ng trung thanh trén
thi truong. O My, doanh s tang trong san pham gidy in anh va dich vu in trang anh ky
thuat s6. Thém vao nira, Kodak thanh céng trong ky hop dong voi Cingular Wireless va
Nokia trong viéc cung cap dich vu luu trit, chia sé va in trang anh cac bac anh ky thuat s6
chup tur dién thoai.

% Thuwong hiéu

Kodak 1a mot thuong hiéu 16n, c6 mit rat nhiéu nam trén thi truong phim mau va camera.
Tuy nhién, khi nhéc dén Kodak thi s& co rat nhiéu nguoi nghi ngay tdi 1a hang chi ban
phim, day la mot yéu diém ciia Kodak so véi cac ddi thil. Khi cong ngh¢ ky thuét sO phat
trién hang can phai 1am cho toan thé giéi biét diéu nay dé gan thuong hiéu ctia minh véi
sy tién bo cong nghé.

% Hoat dong sdn xuat

Kodak tir ban dau vén 1a cong ty san xuat may anh chup bang film, film., hda chat va cac
dich vu Ve film. Khi doanh thu cua cac san pham nay giam, Kodak chuyen qua dau tu vao
ky thuat sb.

2 Kodak dung viéc kinh doanh héa chat va dugc pham khdng hiéu qua, thay doi toan bo
quy trinh san xuat cting nhu nghién cttu san pham tir may anh chup film sang may anh k¥
thuat sb.

Kodak tham chi phai thué nhiéu ngudi ¢d kinh nghiém vé ki thuat s6 hon nita, dua ho
Va0 cé4c vi tri 1anh dao trong cong ty. T4t nhién 1a diéu nay s& 1a mot ndi kinh hoang véi
ca cong ty, vi Kodak von 1a mot cong ty bao thu, ¢ thi tu trén duéi, va nhimg ngudi méi
vao phai 1am cach nao dé thay doi nén vian hoa bao thu nay.
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> Nhin chung Kodak c6 mét s6 ngudn lwe nhw sau

- M@i quan h¢ voi cac cong ty: Kodak da thue hién lién minh chién luge voi
cac cong ty phan mém va cac nha phan phéi

- Thwong hiéu: Kodak hién chi dwoc biét dén nhu 1a mét thwong hiéu manh
trong linh vec chup anh phim

- Hoat ddng san xuit: Kodak c6 lgi thé trong viéc san xuit phim héa hoc
2.1.2.3 Nang Luc

Nang luc khéc biét cia Kodak: - C6 uy tin vé thuong hiéu cao, dan dau thj truong vé
phim héa hoc duoc nhieu khach hang biét dén va tin tuong chat luong san pham

2.1.2.4  Loi thé canh tranh bén viing

Trudc khi c6 anh ky thuat sb thi cling c6 dbi thu canh tranh nhung thi phan cua Kodak
van chiém uu thé.

Khi xuat hién anh k¥ thuat s6 thi nhiéu ddi thi dau tu vao R & D cho cong nghé tuong lai
- Kodak phai dich chuyén co cau san pham dé duy tri vu thé canh tranh (ding 2/3 trong
900triéu USD R&D hang nam dé nghién ciu vé anh k§ thuat sé).

Long tin cia khach hang vé thuong hiéu 1a 16n, khach hang théa man véi phim Kodak.
2.1.25 Piém manh va diém yéu cua Kodak
< Diém manh

Thuong hiéu tdt, c6 uy tin véi khach hang
Budc dau d4 hinh thanh lién minh chién luoc ding dan
= C6 nhiéu loi thé cho viéc phat trién cac san pham mai (san pham k¥ thuat sd)

< Diém yéu
Chién lugc Kodak thay dbi lién tuc, viéc chuyén sang xu hudéng k§ thuat sé theo xu
huang thi truong con kha cham chap.
Nhiéu hoat dong dau tu khong hiéu qua.
= Kodak gap kha nhiéu kho khin cho viéc phét trién sau nay.
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2.2 CAu 2. Chién lwoc dwoc Kodak lwa chon? Nhin xét.

2.2.1  Thoi ky 1888 — 1993 véi chién lugee don nganh va tim khoang thi truong
moi

% Chién lwoc don nganh

T ndm 1888 dén 1970, Kodak 1a g khong 16 dan dau trong linh vuc san pham tiéu ding
v6i film mau (1935) va mdy camera (1960). Nguoi tiéu dung dugc st dung cac tinh nang
khong ngung cai tién cua san pham nhu 1am cho chup anh dé& dang hon, hitu ich hon va
hap dan hon.

Kodak tap trung nguén luc cho chién lugc cua minh, d6 1a “luén tan tuy véi chét luong,
tao ra muc nhan thuc cao, nudi dudng Ic‘)ng trung thanh cua khach hang va quan trong
nhat 1a cong ty Iuon gitr viing va phét trién tinh dong nhat caa thuong hiéu mot cach
manh mé& va rd rang”. Piéu d6 gitp cho Kodak co thoi ky phét trién manh mé trong thap
nién 1970s, doanh sb tang 1én muc 5 ty $ va mac lgi nhuan cao. Trong d6 c6 hai san
pham chu luc va dem lai hau hét lgi nhuan 1a: film va camera.

% Tim khodnq thi trweong méi (chién liwoe dau tw dan trai)

Khoang cubi 1980, tap doan Fuji cua Nhat gia nhap thi truong va chia miéng béanh thi
truong cling véi Kodak trong linh vuc phim cudn. Cac nha quan Ii caa Kodak bat dau voéi
y nghi rang linh vuc chup anh khdng con 1a linh vuc kinh doanh 1au dai va quyét dinh da
dang hoa dau tu bang cach mua mot cong ty hda chat, dugc pham 16n Stering Drug. Muc
dich cua Kodak chinh 13 dau tu vao mot thi trudng méi véi hy vong suét sinh loi cua
d6ng von dem lai cao hon. Tuy nhién chi vai nim sau d6, Kodak budc phai tir bo do cong
ty nay khong sinh loi dugc dong nio ma nguoc lai kéo theo chi phi von ting 1én dang ké.
Kodak bat dau tim sang linh vuc dau tu méi 1a san xuat anh ky thuat sé dé thay thé cho
ban film tia X trong diéu tri y hoc. Va sau d6 didy manh phat trién phat minh nay sang
linh vuc quay phim k§ thuat s (digital camera).

«* Nhan xét

Nhu vay, trong khoang thoi gian nay, Kodak c¢6 dugc uu thé cia nha dan dau thi truong.
D6 1a xay dung duoc hinh anh va c6 uy thé; c6 duoc su trung thanh caa khach hang cao.
Tuy nhién Kodak ciing dé dang bi d6i thii Fuji bat chudc va tao diéu kién cho “ngudi di
sau” tan céng thi truong. Trong cudc chién véi Fuji, Kodak d& méc sai 1am ngay tir giai
doan dau. D6 1a thay vi ding nguon luc tai chinh va lgi thé cua ga khong 16 dé lan an d6i
thi, Kodak 1a 1ang phi ngudn luc ay vao dau tu linh vuc xa roi véi thé manh caa cong ty.
Piéu d6 khién Kodak tra gia khdng lau, cudi cing danh chap nhan tir bo nganh dugc
pham dé bat ¢au nghién ciu linh vuc quay phim k¥ thuat so.
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2.2.2  Thoi ky 1993 — 1998 dwéi thoi quan li ciia George Fisher véi chién luge
tan cong 1998 - 2000 Fisher thwe hién chi phi thap

Nam 1993, Fisher dugc moi vé 1am CEO nham vyc day Kodak dang trong nguy co ddi
mat véi cong nghé ky thuat sé 1am cho phat minh phim héa chét tro thanh 15i thoi. Bong
thoi, nhitng khoan dau tu vao dugc pham va céc linh vuc khac khong dem sinh loi nhiéu
d4 bién thanh nhitng khoan no 16n. Trudc tinh hinh d6, Fisher d4 thuyét phuc thanh cong
hoi dong c6 dong trién khai chién luoc tan cong, can ban dua vao thé manh caa hinh anh
thuong hiéu truyén théng.

Chién lwoc Fisher 1a sit dung cong nghé ky thuit sé6 nham dé thic day chi khong
phai 1a thay thé cho san pham truyén théng phim héa chat. Bong thoi, ong ta dau tu
phét trién nhiéu chi nhanh cong ty & ca trong va ngoai nuéc, dic biét quan tam dén thi
treong Trung Quéc va cac thi truong dang phat trién khac. Trong san pham phim
cudn truyén thong, hé théng ban hang cho san pham chét luong cao 13 Advantix duoc dau
tu phat trién manh.,

Chién lugc nay dd dem dén nhitng thanh céng nhat dinh, Kodak dan tim lai duoc hinh
anh ga khong 16 ngay xua. Tuy nhién moi viéc khéng dé dang sudn sé. Dudi sy tac dong
cta nhirng yéu té vi mo, dong do-la tang gia lai chinh 1 nguyén nhan cho nhitng khoan
dau tu ¢ nuéc ngoai khong dem lai loi nhuan cao va né trg thanh nhitng khoan chi phi
san xuat 16n. Pong thoi trong danh muc dau tu, nhitng san pham k§ thuat sé ngdn hang
tram tri¢u do-la hang nam.

Fisher bugc phai thuc thi chién lwec chi phi bao gém tai cau tric toan b hé thong
nham tiét kiém 1 ty do.

Nhu vay, Fisher d& dong gop mdt cong suc khong nho trong viéc 1eo 1ai Kodak vuot qua
giai doan kho khan thir thach. Nhiéu nha phan tich goi 6ng 13 “ngudi dan ong 2 ty d6” dé
ca ngoi vé nhiing thanh cong ong dat dugc. Tuy nhién, theo danh gia thi Fisher d& mac
phai hang loat sai 1am ké tiép trong chién lugc. Ong mua chudi cac cira hang ban ¢, trong
khi loi nhuan dem lai 12 con s6 am. Linh vuc phan mém duoc dau tu khong khong dem
lai ¢6ng von sinh lgi ndo. Cho dén tan thang 11, 1997 Fisher mai chiu thuc hién ké hoach
tai cau trc tiét kiém 1 ty do-la, trong d6 cat giam bo may nhan su cong kénh, sa thai hon
19,900 lao dong. Véi ké hoach manh tay nhu vay, Kodak co duoc khoang loi nhuan 1.4
ty do-la véi doanh thu 13.4 ty d6 trong nim 1998. Mic du vay, nhiing nha phan tich van
cho rang Fisher nén thuc hién viéc cit giam chi phi sém hon thay vi dau tw qua lang
phi va nhiéu vao san pham ky thuat so.

2.2.3  Thoi ky 2000 vé sau dwéi thoi quan i ciia Danniel Carp véi chién luge tip
trung trong diém

Tir du nam 1999, Daniel Carp dugc bau lam CEO méi thay thé cho Fisher. Trong
khoang thoi gian Carp tiep quan Kodak thi tinh hinh kinh doanh c6 ve sang sua hon. Chi
phi hoat dong giam, nhitng khoang 156 ctiia san pham ky thuat s6 trong tam kiém soat va
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doanh thu tang 5% cho quy dau nam 1999. Gia c6 phiéu Kodak ting trd lai mot cach an
twong 1én dén 80$.

Két hop cuing vai chién lugc chi phi, Carp thuc hién chién lugc tap trung trong diém. Khi
6ng nhin thdy mot vién canh chac chin rang ky thuat sé 1a twong lai cua thé gigi, dng
quyét dinh thu hat nguén tién 3 ty d6 trong 3 nim dé thuyét phuc thi truong va thé gigi
mua c4c san pham camera ky thuat so. Pé lam duogc diéu nay, Kodak budc pha cat giam
co tirc xudng 72% la 50 cent tir 1.8 d6/co tic. Theo du béo cua 6ng, doanh s s& tang tir
13 ti @6 hién tai Ién 16 ti 6 ndm 2006. Pong thoi ciing ting cudng day manh dau tu vao
thi trudng Trung Quéc, vai 100 triéu do vao xi nghiép san xuat phim anh Ién nhat nudc 1a
Lucky Film.

Ké hoach rut quy dau tu ngudn von 3 ty do d6 vao thi truong ky thuat sé da dan téi su
khung hoang niém tin; gia c6 phiéu Kodak lap tac giam 20%. Li do boi vi theo su phéat
trién chung cua thé gigi, linh vic phim hoa chat truyén théng dang c6 xu hudng sut giam.
Kodak ty ban than no cling théy rd diéu d6, khi ma doanh sb giam xudng mirc bao dong
xudng dudi 23% trong 3 quy dau. Mac di mot phan danh gid dung, nhung Kodak Van du
doan rang linh vuc phim héa chat chi giam ¢ 10 — 12% hang nam, va giam gan gap doi
rat nhanh trong thi truong Nhat Ban. Frank J. Romanno, chuyén gia trong linh vuc in 4n
ky thuat sé tai Vién Cong nghé Rochester noi rang “Néu ho khéng chiu dau tu vao k¥
thuat s, chac chan Kodak sé& c6 ngay tan”

Van dé chinh yéu ¢ day 1a Carp da c6 tm nhin dung dan — nhung ong ta da khong ding
cam cho chién luoc ctia minh ma doi cho dén phut cudi cing méi thuc day phat trién no.
Nhitng nha phan tich da dat dau hoi rang tai sao ong ta khong thwong mai hda tir nghién
ciru mao hieém linh vuc ky thudt s6 tir nhiéu nam trudc. Carp ting néi rang “chiing toi
thay rang ky thuat s6 s& dan dan thay thé san pham phim héa chat khi lan dau tién chdng
t6i phét trién duoc camera ki thuat sb tir nim 1980”

Mt khac, mét vai nha phan tich can nhic rang Kodak cé thé that bai trong nd luc xay
dung cong viéc kinh doanh k¥ thuat sé. Bai vi Kodak chi &p dung rai rac hé thong kinh
doanh k§ thuat s6. Bong thoi Kodak lai dit cugc hét moi tha tir ki-6t truc tuyén dén
phong rira hinh nho (minilab) vao cac nha ban Ié. Nguoc lai, Fuji d3 khoi diu sém hon,
c6 nhiing camera c6ng nghé tot hon va tap trung vao cac minilab, gitp tang lén hiéu tng
domino cua thi truong.

Mic du c6 sy canh tranh khéc liét va gap nhiéu kho khin, nhung Kodak van ting dugc
doanh sé trong quy 3, ting 117%. Bén canh d6, Kodak con thuc hién thanh céng chién
Irrgc lien minh va chién lugc tich hgp theo chiéu dgc truéc. Kodak dau tu von vao thi
trudng moi Trung Qudc, mua phan 16n ¢6 phan cong ty Lucky Film, gitp ting thém kénh
phan phéi dong thoi tang thém long trung thanh trén thi truong. O My, doanh sb ting
trong san pham gidy in anh va dich vy in trang anh k¥ thuat s6. Thém vao nira, Kodak
thanh cong trong ky hop ddng véi Cingular Wireless va Nokia trong viéc cung cap dich
vu luu triY, chia sé va in trang anh cac buc anh ki thuat s chup tir dién thoai.
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Carp van tin tuong rang Kodak dang di dung con duong chién lugc. Gia c6 phiéu da quay
dau tro lai tir diém thap 20.4 d6 tir khi ké hoach cua ong duoc thuc hién. Tuy nhién, van
con nhiéu bién dong tir cac yéu té khach quan cua méi trudng tac dong dén. Tir nam 2005
dén nay, gié tri EPS cua Kodak ludn la con sé am...

2.3 Cau 3. Bai hoc cho doanh nghiép VN?

2.3.1 Két qua hoat dong kinh doanh ciia Kodak

Trude khi dua ra nhitng kinh nghiém &p dung cho cac céng ty Viét Nam, xin dugc gidi
thiéu mot sé két qua hoat dong kinh doanh cua Kodak trong nhitng nim gan day dé thay
rang ho da that bai hay thanh cong trong chién lugc ma Kodak d4 chon lwa dé dbi pho véi
thay d6i méi trudng kinh doanh trong tinh hudng nay:

Income Statement - 10 Year Summary (in Millions)
Total Net Tax Rate
Sales EBIT | Depreciation Income EPS (%)
2007 10,301 -256 785 -205 -0.71 0
2006 10,568 -583 1,195 -804 -2.80 0
2005 11,395 -1,208 1,291 -1,657 -5.76 0
2004 13,517 -113 1,031 69 0.24 0
2003 12,909 104 867 189 0.66 -81.73
2002 12,549 894 834 761 2.61 14.88
2001 13,229 115 933 81 0.28 29.57
2000 13,994 2,132 889 | 1,407.00 4.59 34.01
1999 14,089 2,109 918 | 1,392.00 4.33 34.00
1998 13,406 2,106 853 | 1,390.00 4.24 34.00

Nguon:http://moneycentral.msn.com/investor/invsub/results/statemnt.aspx?
Symbol=ek&IstStatement=10YearSummary&stmtView=Ann

C6 thé nhan thay tinh hinh kinh doanh ngay mét x4u di. Loi nhuan rong giam khong
phanh tir 1,4 ty USD niam 2000 giam xubng con 69 triéu nam 2004, tham chi con 156 205
triéu USD nam 2007. Vay diéu gi d4 xay ra voi Kodak khi ma chién lugc ho da chon cé
nhitng tin hiéu tich cuc trong nhitng nam dau trién khai. Theo cac chuyén gia kinh té thi
do cac nguyén nhan sau day:

- Cé&c hoat déng da dang héa qua khong hiéu qud: Pau tu qua nhiéu tién vao viéc
da dang hoa kinh doanh. Sé tién 5,1 ty USD bo ra mua lai Sterling Drug trong nim
1988 da khong bao gio mang lai loi nhuan nhu mong mubn. Céc nha phan tich
cling danh gia rang b phan may photocopy dang thua 15 va nén ban di.

- Dy béo sai vé thj truong: Tréi véi du béo cua cac nha phan tich, Kodak cho rang
murc tang trudng trong linh vuc phim anh truyen thong sé 1a 6-8%. Trén thuc te,
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2.3.2

muc ting truong ndy dat 2-4%. Co cau chi phi cia Kodak duoc xay dung trén muc
tang truong lgi nhuan ma ho khong bao gio dat duge. Pidu nay lam céc c6 dong
tirc gian va mat long tin.

Chién luoc dai han toi. K& tir nam 1982, Eastman Kodak d& thuc hién bén lan tai
cau trc riéng biét, voi hang ty d6 la duoc chi ra. Tuy nhién két qua thi khong nhu
mong doi. Pang tuan theo chinh sach xay dung mot dé ché kinh doanh chi dua
trén qui mo tong thé. Quang cang nhiéu tién vao van dé cét 16i cua Kodak — canh
tranh cho thi phan- va duong nhu khong hé c6 chién luoc giai quyét van dé.

Bo may nhan su cong kénh va quan liéu.

Bai hoc cho cac doanh nghiép Viét Nam

Tur bai hoc cua Kodak, ta c6 thé rut ra mét s kinh nghiém cho céac Viét Nam nhu sau:

Can c6 tam nhin dai han.

Xay dung h¢ thong thu thap thong tin, du bao dién bién moi truong kinh doanh:
nhimg thay doi vé chinh tri, phap 1y, kinh té, cdng nghg, canh tranh, nhu khéach
hang, nha cung cap,...

Khéng duoc chu quan truéc moi dién bién thay doi ciia mdi truong.

Vi nguén luc 12 gidi han nén lya chon chién lugc pht hop véi ngudn luc caa cong
ty va khai thac nguon luc hiéu qua.

Khong nén da dang hoa dau tu néu ngudn luc khong du.

Phan tich dé nhan ra diém manh, diém yéu caa cong ty, nhan ra nhirng thach thic,
nguy co cling nhu co hdi...tu d6 phat huy cac vu dieém, lgi the canh tranh, tranh
thi co hoi kinh doanh nham dat dugc cac muc tiéu deé ra.

B may hoat dong tinh gon, hiéu qua.
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PHU LUC 1: BAl DICH
KODAK: TAlI TAP TRUNG VAO CONG NGHE ANH KY THUAT SO

Vao nam 1888, George Eastman — nha phat minh déng thoi 1a nha doanh nghiép — da
tung ra thi truong mot loai may anh méi c6 thé lap trudc mot cudn phim cam quang ma
6ng vira phat minh. Chiéc méy anh Kodak nay d4 danh dau sy khoi dau cua nhiép anh
chup nhanh va lién tuc tir d6 dén nay, cong ty Kodak d& dugc truyén cam hing boi khau
hiéu ban hang caa George “Ban chi can bam nat — Ching tdi hoan tat phan con lai” (You
put the button — We do the rest). Kodak d di dau trong viéc phét trién céng nghé cua
nganh nhiép anh, giéi thiéu phim mau, méay anh bo tli va may trang anh. Trén suét chang
duong phat trién, cong ty da da dang hoa vao linh vuc kinh doanh héa chat c6 lién quan,
Va tir d6 chuyén sang linh vuc dugc pham. Vao dau nhimg nam 1990, Kodak tro thanh
mot g& khong 16 kénh cang véi hon 100.000 nhan vién, sy doi mdi va kha nang dap ung
thi treong tré nén cham chap, tang truéng va loi nhuan dang chiu suc ép cao.

Cong ty dang phai doi mat vai mot cudc cach mang Kk thuat sé treo lo ling trugc mat.
Cong nghé lam phim cua Kodak dua trén nén tang nguyén ly héa hoc trong khi cong
nghé tuong lai 14 dua trén nén tang cong nghé thong tin, doi hoi nhitng ching loai may
anh khac biét va phuong tién luu trir théng tin khac biét. Cong nghé hinh anh ky thuat s6
hira hen s& tao ra mot cu hich vao hé théng gia tri trong nganh, vén di khong can thém
thudc trang phim nita. Cau hoi dit ra trudc mét cho Kodak 12 thi truong cua ho s& dugc
tham nhap dén mirc 46 nao véi cong nghé canh tranh nay. Liéu hinh anh ky thuat s6 c6 bi
giéi han & quy md thi truong may anh cho nhiép anh gia chuyén nghiép, hay ciing thanh
cbng ¢ ca phéan khuc cua nha bao anh va nhung nguoi yéu nhiép anh? Hozc tham chi nd
chi xam nhap dugc khic thi truong “Nham va chup” (chup dnh nhanh va nghiép dir) ma
phim Kodak 35 ly dang chiém wu thé? Hon nira, Kodak can phai danh gia dugc ho c6 kha
nang ty than phat trién céng nghé anh ky thuat s6 hay khong, c6 da manh dé canh tranh
vé6i nhitng cong ty day dan kinh nghiém va chuyén vé k§y thuat sé nhu Canon, Apple,
Sony va Hewlett Packard hay khdng. Kodak khdng chi can phai bat kip cong nghé méi
ma con phai thich tng vai nhiing cudc chay dua ciia ddi thi vé kha ning canh tranh va
phat trién san pham mai.

Nhu mot sy lya chon, Kodak c6 the tir b viéc phét trién thi truong méi va khong nhay
vao dau truong “chién dau tu do” (canh tranh gay gat) cua cng nghg anh ky thuat so.
Bat chap ca su xam nhap tiém nang ma cong nghé anh ky thuat s6 co thé tao ra, doanh So
phim trén toan cau van duoc dy bao 1a ting nhe cho téi nam 2000. Noi cach khac, nd van
c6 thé tim kiém nhitng céch thtc phat trién dua trén nén tang hoa chat va in an da co.

Tuy vdy, day khong phai 1a vién canh cua Kodak — ho muén gitr ving vi thé cong ty hang
dau thé gigi trong linh vuc phim anh, bat ké ning lyc va hé thong hoat d6ng can thay doi.

Do d6, cuu CEO ctia Motorola, ong George Fischer da dugc tuyén vao nam 1993 dé thiét
lap viéc bién d6i Kodak thanh mot cong ty vé ki thuat s6. Ong nging han viéc kinh
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doanh hda chét va dugc pham, dong thoi déc hau hét ngan sach Nghién ctu & Phat trién
vao cong nghé anh ky thuat so. Khi ma nhiing ki nang chii yéu con thiéu thon, mot lién
minh ngay lap tic duogc thiét 1ap voi Adobe (phan mém), Hewlett Packard (k¥ thuat in
phun), IBM (luu trir quang hoc) va Wang (cau tric tai liéu). May anh k¥ thuat s6 dau tién
cho ngudi tidu dung dugc gigi thiéu vao nam 1995, khai dau cho tran ngap nhing san
pham va dich vu k§ thuat sé méi sau d6. Vao nam 2000, nguoi ké vi cho Fischer d duoc
tim thay, Daniel Carp, mot nhan vat lau nim dic biét cia Kodak da duoc chon boi dau oc
dinh hudng thi truong cua ong.

Theo nhu Carp néi, “thé gidi ki thuat sé ¢& ma ra mot kho bau cua nhimg diéu co thé xay
ra... viéc kinh doanh thanh céng trong nganh nhiép anh truyén théng da cho chiing ta kha
nang tai trg cho chién lugc ki thuat s6 1au dai”. Vao nam 2003, cong ty da dau tu 2 phan
3 50 tién 900 trigu USD cua nguon ngan sach Nghién cau & Phat trien cho ky thuat so,
khang dinh rang trong vong thap Ky téi, mot nia doanh thu cua Kodak 1a tur thi truong ky
thuat s6. Va nhu Carp ndi, “Ching ta dang phat trién nhirng cong cu mai va phan mém
mai trén tat ca cac khia canh cua ky thuat s6. Nhitng céng cu nay sé mang dén cho khach
hang cai ching ta goi 1a “Nhiing gia tri k§ thuat sé tuyét dinh”.
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