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There is a huge demand for a complete traceability system in the Vietnamese sea-
food industry. The case company- CodelT AS will take this opportunity as a spe-
cialist in this field.

The main objective of this study is to understand the market and identify the mar-
ket growth strategy by CodelT AS.

The methodology was based on qualitative research. The author acquired primary
data from semi-structured interviews with the CEO of the company and direct ob-
servations from a 3-month-long internship. Secondary data was collected from
books, articles and online sources.

The research results show the case company has a solid market position. With the
right marketing strategies, Codel T’s growth will be strong due to the rapid devel-
opment of seafood market Vietnam.
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1 INTRODUCTION

Food safety has become one of the global key problems due to recent food scandals
and incidents. The globalisation in the food supply chain has led to an increase in
the complexity of food safety management from raw material to end-users. This
often causes food safety issues and result in large recalls. This food recalls contrib-
ute to the decline in consumer confidence. Meanwhile, governments attempt to ad-
dress the food safety issues with more stringent requirements for the food industry
(Kapur and Marthu, 2017).

On the other hand, consumers have become increasingly aware of their own health
which leads to extra demands on food quality, transportation conditions, ingredi-
ents, etc. Hence, the food businesses need to take more responsibility for food safety
by providing ready access to trusted product information for customers (Kapur and
Marthu, 2017).

With intense competition in the food industry, businesses are becoming more con-
sumer-oriented and need to react quickly to handle food incidents and major recalls.
Traceability plays an important role in food safety as well as operational efficiency.
Since effective traceability systems help to identify and remove any unsafe products
from the supply chain when an incident occurs. Thus, the companies can reduce the
potential bad publicity, liabilities as well as recalls. The current food labelling sys-
tem is not assured that the food will meet customer safety and demand requirements.
For that reason, traceability is used as a risk management tool for food safety regu-

lations and to gain consumer confidence (Varzakas & Tzia, 2015).

According to Codex Alimentarius (FAO/WHO, 1997), traceability is “the ability to
follow the movement of a feed or food through specified stage(s) of production,
processing and distribution”. Furthermore, traceability is also defined as “move-
ments that can be traced one step backwards and one step forward at any point in
the supply chain” (NZFSA, 2015). For food and other process business, traceability
is the ability to trace each ingredient of products through all stages within the supply
chain from “farm to fork™ and develop food safety controls by letting business and

government verify that products satisfy the regulatory requirements.



One way to achieve this is by using an electronic traceability system. This is an
organized combination of computerized or cloud databases, barcodes, software so-
lutions, or other tools that capture and record product traceability information. Re-
cently, more and more electronic traceability systems replace paper-based docu-
mentation systems (Fishwise, 2018).

When something goes wrong, traceability systems enable the food processing busi-
ness prompt actions for identifying the fault of the product and reducing food re-
calls. Once the potential issue is identified, a good traceability system allows the
food businesses or authorities to stop or prevent products from reaching the cus-

tomer.

Establishing a complete traceability system helps businesses and trading partners
track and trace the product information through the entire the supply chain to min-
imise bad food incidents and recalls. Besides, investing in a well-functioning trace-
ability system is not “a loss”,-companies will benefit from it in a long run for low-
ering cost, limiting losses and improving consumer and trading partner’s confidence
(Kapur and Marthu, 2017).

For the seafood industry, the motive to implement a tracking system is more than
ever focused on the safety aspect since seafood is the most traded food commodity
in the world. Globalisation also influenced the industry as this has reinforced grow-
ing concerns that seafood products may have potential harm for consumers. There-
fore, a well-functioning traceability system is a solution for this growing concern.
This can improve confidence in the seafood supply chain and minimise the food

hazards caused by the sale and distribution (Nokondola, 2006).

Along with the increasing global demand in seafood products, Vietnam also partic-
ipates as a major supplier for the world. Vietnam has a long coastline over 3260
km,1 million square meters in EEZ (Exclusive Economic Zone) area and a network
with approximately 2860 rivers. Thanks to these favourable natural conditions, Vi-

etnam is capable to develop its seafood industry (DIT, 2018).



In 2019, Vietnam ranked fourth in the world in the export of seafood after China,
Norway and Russia. Sea products have been exported to over 170 countries and
territories, stated by Tran Dinh Luan, deputy general director of Directorate for
Fisheries of Vietnam (The Saigon Times Daily, 2019). U.S, Japan, European Un-
ion, China and South Korea account for 75% of Vietnam’s seafood export. The
most important seafood product exported by the country are shrimp, pangasius,
tuna, squid and octopus (DIT, 2018).

According to The Vietnam Association of Seafood Exporters and Producers
(VASEP), the fishery sector is a key component of the national economy as it rep-
resents around 4-5 percent of the Gross Domestic Product (GDP) and approxi-
mately 9-10% of the domestic export revenue. Seafood industry provides jobs to
more than 4 million people throughout the country. Particularly, the processing and
seafood export sector employs around 300,000 people (VASEP, 2020).

On 12 February 2020, the European Parliament approved the EU-Vietnam free
trade agreement (EVFTA). Regarding this movement, the Vietnam National As-
sembly expected to ratify the EVFTA in May. This free trade agreement will likely
remove 99 percent of customs duties between the EU and Vietnam (Shira & Asso-
ciates, 2020). Once the deal is in place, seafood exporters from Vietnam will have
a big opportunity to accelerate their exports to Europe. The EVFTA is expected to
help Vietnam seafood sector strengthen its competitiveness in EU markets, espe-
cially shrimp and pangasius, which are two of the top seafood export products of
the region (Dao, 2020).

Nonetheless, there is a huge potential for growth as the Vietnamese seafood indus-
try has encountered many challenges from technical barriers in recent years. When
the tariff barriers are gradually removed, Vietnamese seafood processors will face
strict regulations from European importers as well as buyers from the USA and
Japan. Along with food safety and environmental practices, traceability of products
and ingredients is an obvious requirement that these markets are requiring the busi-
nesses to overcome (Hai, 2019). Consequently, the Vietnamese businesses suffer

major economic loses and losing trust from importers as well as consumers for not



meeting important requirements. The main reason is the lack of quality control dur-

ing the farming and processing (Anh, 2008).

In the past few years, a significant amount of catfish and shrimp have been returned
at US ports due to the products not complying with US environmental and food
safety regulations (Hoang, Nguyen & Chu,2014). In 2016, US authorities denied a
20 tonnes shipment of catfish from Vietnam since it tested positive for banned
chemicals (VNS, 2016). This has also been the case for exports to Europe as it was
during the period 1/1/2019 to 1/5/2019, there were 8 rejected seafood shipments
from Vietnam to the EU. Once more, the reason for this was the fact that these
shipments did not meet the required food safety and hygiene standards of the EU
(Hue,2019). According to The Southern Shrimp Alliance (SSA), in 2015. The U.S
Food and Drug Administration (FDA) refused 38 entry lines of Vietnamese shrimp
for banned antibiotics. At the same time, in another region, Japanese authorities
rejected 23 shipments of shrimp from Vietnam for several banned antibiotics (SSA,
2015).

Although Vietnamese seafood enterprises have applied food safety management
systems such as GMP (Good Manufacturing Practice), SSOP (Sanitation Standard
Operating Procedures) and HACCP (Hazard Analysis & Critical Control Points),
building a system for warning of aquatic disease environment, these management
systems still have many limitations in the implementation of the process and tracing
products (Anh, 2008).

Traceability implementation is facing difficulties in different stages of the supply
chain. According to an investigation, fish and shrimp processing companies still
record data manually. Fish and shrimp farms are lacking in data records and verifi-
cations during the feeding stage (Nghe & Vu, 2019).

In the context of increasingly demanding buyers as well as governments, the Viet-
namese face several technical barriers that need to be overcome before further
growth can be accomplished. A potential solution for this can be found by imple-

menting a complete traceability system. Therefore, the market need for CodelT’s



traceability solutions is evident. CodelT AS is a Norwegian based company and are

currently operating in Vietnam as a traceability solutions specialist.

The author of this paper had the chance to work at CodelT AS as an operational
trainee. During his internship, the writer gained understanding about company op-
eration and the industry itself. It allows him to do a research for company about
market growth opportunities in Vietnam. Besides, the author is originally from Vi-
etnam, thus understanding Vietnamese sources is an advantage in conducting this

study.

1.1 Purpose of the study

The main purpose of this thesis is to identify the most suitable growth strategy for
the case company in the Vietnamese market. This paper aims to help the company
have a better understanding of their current situation in Vietnam and assess the po-
tential opportunities and threats that could affect the company’s competitiveness in
the industry. Additionally, this paper is expected to be a useful source for the com-

pany’s plan with the fundamental supports of strategic planning tools.

1.2 Research questions

The following questions below are addressed to achieve the purpose of this re-

search:
1. What are the internal and external environments of CodelT?

2. How does CodelT identify the industry’s competition in Vietnamese mar-

ket?
3. Which direction would be suitable for CodelT’s market growth?

4. How will the company implement its strategic plan to unlock greater market

share?



2 CODEIT AS

2.1 Brief introduction of CodelT AS

CodelT AS was established in 2011 in Norway, with the intention of providing
world-class solutions for mission-critical industrial tracking and traceability and

production automation.

The company operates globally, with offices in Norway, Sweden and Vietnam and
with highly experienced staffs specialising in development, installation and opera-
tion of mission-critical software. CodelT has a certified partner network with state-
of-the-art devices and equipment to supply turnkey solutions.

Today, the company has customers in over 12 countries and offers solutions for a
wide variety of industries. Their focused industry segments are seafood processing,
food and beverages, wood and processing industries. CodelT services have been
used by many world-leading companies such as Mowi, Lantmannen, Boliden,

Cermagq, Elkem, Tine, Orkla, Arcon Sunmark, etc.

In 2013, CodelT R&D was founded in Ho Chi Minh City, Viet Nam as an initial
move of the strategic plan to gain a foothold in the Asian market as well as support-
ing CodelT engineers in Norway. After that, CodelT built a Vietnamese sales team
in 2016. Since then, the enterprise has won several contracts with large global com-

panies in Vietnam such as Sunmark, Mowi, Deneast, etc.

Company organization structure is shown as the graph below:
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Figure 1 Company organization structure
2.2 Products and solutions

CodelT AS offers top-notch solutions for industrial tracking and traceability and
production automation with cutting-edge and tailored software and hardware for

the complete supply chain.

There are two main softwares, Codelt Enterprise and CodelT eMRB, which are

well-known as custom-made software to suit specific client’s needs.

CodelT Enterprise is a truly independent and configurable software which integrate
into any system and equipment irrespective of the age, brand and technology of the
equipment. This platform connects the customer”s existing business, manufacturing

and automation.

CodelT eMRB™ is an industrial solution for MRB collection. The software allows
the businesses to safely store all the appropriate manufacturing order information

in an organized way.

CodelT offers a wide range of hardware for capturing data, scanning, printing and

labelling; such as printer, sensors, etc.

Automatic Identification and Data Capture (AIDC) is one of the technologies that
the company provides to the customer for traceability to be effective. This system
that allows tracking automatically products from raw material to end-customer. All

the stages can be seen in the graph below.



AIDC, also called Auto-ID is the technology that allows automatically identifying
objects, collecting data, and transferring data to the computer. The system is built-
in barcode, printing, scanning and Codel T Enterprise.
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Figure 2 Supply chain (CodelT, 2020)



3 THEORETICAL FRAMEWORK

This section sums up the information from scholars and researchers who have con-
ducted their study in the relevant field. This section covers areas as following:

SWOT analysis, Porter’s five forces, Ansoff matrix.
3.1 SWAOT analysis

SWOT analysis is a common and simple tool used to evaluate a current state of a
company compared to its competitors as well as the situation of the external envi-
ronment. SWOT is an acronym which stands for Strengths, Weaknesses, Opportu-
nities and Threats (Grant, 2020). “SWOT Analysis is a simple but powerful tool for
sizing up an organization’s resources capabilities and deficiencies, its market op-

portunities, and the external threats to its future” (Thompson et al., 2007).

SWOT analysis was originally created by Albert Humphrey in the 60s at Stanford
University after analysing the data of the 500 biggest companies reported by For-
tune magazine. Since its inception, this method has been used widely in formulating

strategies by most of the business owners and marketers (Schooley, 2019).

One of the main purposes of conducting a SWOT analysis is to assist companies to
improve to a full consciousness of all the aspects regarding business into future

decision-making.

SWOT analysis helps to understand the internal and external environments of the
company by analysing and identifying strengths, weaknesses, opportunities and
threats. Particularly, strengths and weaknesses are internal factors which are related
to company’s resources and capabilities. Internal factor can be changed and con-
trolled by the company therefore the company is able to exploit existing strengths
and minimising existing weaknesses in order to achieve strategic goals. Common
examples of internal factors include human resources, financial resources, product
line, technical resources and capabilities, etc. Whereas opportunities and threats are
external factors which are influenced by factors outside of the company. A business

is fully able to seize the opportunities, but also needs to pay attention to threats



which can come anytime. Even though the organisation may be able to influence or
participate in these factors, it may not fully control them. Common examples of
external factors include government policies and legislation, economic trends, tech-
nology innovations and changes, competition, social trends, legal judgements, etc.
Additionally, strengths and opportunities are favourable elements that enable a
company to achieve its goals and exploit its advantages, while weaknesses and
threats are unfavourable elements that obstruct the company’s performance. (Kolter

2013)

SWOT analysis is usually presented as a square with four quadrants, with one quad-
rant contains information of one of four elements of SWOT analysis. Figure 1 be-
low indicates a sample of SWOT analysis.

HELPFUL HARMFUL
FOR ACHIEVING OBJECTIVES TO ACHIEVING OBJECTIVES

Strengths Weaknesses

ATTRIBUTES OF THE ORGANISATION

INTERNAL FACTORS

Opportunities Threats

ATTRIBUTES OF THE ENVIRONMENT

EXTERNAL FACTORS



Figure 3 SWOT analysis (Humphrey, 1960)

3.2 Porter’s five forces

Porter’s five forces is a simple but powerful framework that assesses five competi-
tive elements which form every industry and assists in identifying an industry’s

strengths and weaknesses (Chappelow, 2020)

The framework was introduced by Michael Porter in the March 1979 article titled
Harvard Business Review. According to Porter, "Understanding the competitive
forces, and their underlying causes, reveals the roots of an industry's current profit-
ability while providing a framework for anticipating and influencing competition
(and profitability) over time", and he states that “A healthy industry structure should
be as much a competitive concern to strategists as their company’s own position.”
(Porter, 2008). In other words, the framework helps determine the competitive po-
sition in the industry as well as improve company attractiveness and profitability
(Transit Protocol, 2019)

In Porter’s framework, there are five forces that shape industry competition: rivalry
among existing competitors, the threat of new entrants, threats of substitute of prod-
ucts or services, bargaining power of suppliers and bargaining power of buyers. The

framework is illustrated in the graph below.
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Figure 4 Porter’s five forces (Porter, 1979)

3.2.1 Threat of new entrants

BARGAINING

POWER OF
BUYERS

This force evaluates how easy or difficult it is for new competitors to enter the

market. Once an industry has low barriers to enter and once it is profitable, the

competition in this industry soon would be intense that lead to profit decrease

(Jurevicius, 2013).
The six common barriers to entry which are:
e Cost advantages

e Brand loyalty



e Investment cost

e Economies of scale

e Access to inputs

e Regulatory and legal restrictions
3.2.2 Bargaining power of suppliers

This force shows how much supplier power could affect the buyer competitive en-
vironment. With strong bargaining power, suppliers can pressure customers by in-
creasing prices and lowering product quality. Therefore, paying more for materials

have a direct negative effect on the company’s profit (Ovidijus, 2013).
The factors which determine buyer power are:

e Number and size of suppliers

e Uniqueness of products

e Cost of switching to another supplier

e Buyer’s industry is not important
3.2.3 Bargaining power of buyer

This force determines how much power buyers have over the sellers. Strong bar-
gaining power allows buyers to demand a lower price or better quality for the same

price from the seller, and hence reduce the profits in an industry (Ovidijus, 2013).
Sources of buyer power include:

e Number of customers

e The volume of purchase

e The cost of switching



e The threat of integrating backwards
e Number of companies offering the product
3.2.4 Threat of substitute product or service

A substitute product or service is one from a different industry that satisfies the
same needs. The threat of substitute products happens when the customers are will-
ing to switch to substitute products with lower price and better quality (Bragg,
2018). For instance, the customer could switch from car to bicycle because both
serve the same purpose of travelling but bicycle costs less.

3.2.5 Rivalry among existing competitors

Rivalry among existing competitors is one of the major forces that used to measure
the profitability and the intensity of competition in an industry. High rivalry among
existing competitors results in more competition and therefore reduces profit for

existing companies (Ovidijus, 2013).
The main factors which determine the level of competitive rivalry are:
e Number of competitors
e Exist barriers
e Industry growth
e Product differentiation and brand loyalty
e The power of customers and the availability of substitutes

3.3 Ansoff Matrix

When deciding the way to grow, every organization always faces difficult choices
whether developing products or expanding business markets. It is tough for busi-

nesses to know which one is the best choice. However, the Ansoff matrix makes



decision-making easier than ever. Ansoff Matrix is a tool to help businesses to iden-

tify the right growth strategy.

The Ansoff Matrix, also called the Product-Market Matrix was devised by Igor An-
soff and was originally published in his 1957 Harvard Business Review, in an arti-
cle called “Strategies for Diversification” (Wehr, 2019).

Ansoff described the product-market matrix as “a joint statement of a product line
and the corresponding set of missions which the products are designed to fulfil”.
The Ansoff Matrix indicates four alternative growth strategies by combining be-
tween existing or new products and existing or new markets. The model also assists
companies to analyse the risks involved for each option. Specifically, each new
activity leads to new risk (Ansoff, 1957).

Ansoff matrix consists of four growth strategies as illustrated in the graph below
e Market penetration: selling existing product to current markets.
e Market development: entering new markets with existing products.
e Product development: developing and introducing new products to current
markets.

e Diversification: launching new products to new markets. (Bush, 2020)
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Figure 5 Ansoff matrix (Ansoff, 1957)

3.3.1 Market penetration

The market penetration strategy happens when the existing products are sold into
existing markets to gain higher market share. It simply means that the company
convinces the current customer or new customers in the same group to buy more
existing products. The risk involved in this strategy is low because it utilizes exist-
ing resources and capabilities without any specific product investment (Kessler,
2013). In an expanding market, merely keeping market share will lead to develop-
ment, and also there might exist chances to enhance market share if rivals get to
ability limits. Nevertheless, the market penetration has limitations, and as soon as
the marketplace comes closes to saturation another approach needs to be sought if

the company is to remain to grow (Ansoff, 1965).

The market penetration approach can be applied by providing sales, enhancing sales
pressure, boost distribution as well as promo of products, raised expense in adver-

tising and marketing activities will certainly lead to sales increase.



3.3.2 Market development

The market development strategy is the second growth strategy in the Ansoff matrix
which involves entering new markets with existing products. In this approach, ex-
panding into a new market means expanding to new geographical regions, new cus-
tomer segment segments, etc. There are several ways in which a development strat-
egy can be achieved, including new geographical markets, new distribution chan-
nels, new product dimensions or packaging, creating a new market segment by dif-
ferent pricing policies. Market development strategy carries more risk than the mar-
ket penetration strategy because the corporation is expanding into a new market
(Kessler, 2013).

3.3.3 Product development

The product development strategy aims to launch new products into existing mar-
kets. In this context, this strategy requires the development of new capabilities and
requires better products to attract current market and thereby outperform the prod-
ucts of competitors. Product development strategy can be fulfilled by investment in
research and development of additional products, developing the existing product
by incremental innovation, detailed insights into customer needs as well as being
first to the market. Similar to market development strategy in terms of change, prod-
uct development strategy faces more risk than market penetration strategy (Kessler,
2013).

3.3.4 Diversification

The diversification strategy is the strategy of achieving growth by targeting new
customers with new markets. Diversification is one of the most high-risk of the four
development techniques because it needs both product and market growth and
might be outside the core proficiencies of the company. Some scholar described
this quadrant of the matrix as the “suicide cell”. Nevertheless, diversification might

be a reasonable option if the high threat is compensated by the opportunity of a high



reward. Other benefits of diversification consist of the possibility to obtain a foot-
hold in an appealing market as well as the decrease of total business portfolio threat
(Ansoff, 1965).



4 CODEIT AS AND VIETNAM AS A TARGET MARKET

4.1 Research and data collection methods

This section is the framework of the method that was utilized by the author to an-
swer the research problems. The methodology is presented as following, research
methods, collection data and analysis as well as limitations.

4.1.1 Research methods

According to Aliaga and Gunderson (2005), quantitative research is described as
“explaining phenomena by collecting numerical data that are analysed using math-
ematically based methods (in particular statistics).”, basically conducting a quanti-
tative research aims to exam or evaluate particular hypotheses. In this approach, the
researchers need to gather numerical data and then analysis afterwards using math-
ematical or statistical techniques. The most common methods used for collecting
quantitative information are surveys, content analysis, experiments research. In or-
der to achieve reliable outputs in quantitative research, a significant number of re-

spondents is a requirement.

On the contrary to quantitative research, the researcher conducting the qualitative
method is not concerned about numbers and statistics, but in dealing with words
and photographs. Qualitative analysis is used to understand opinions, concepts and
ideas. Additionally, this approach provides an in-depth picture by exploring all the
problems with details. The most popular qualitative data collection methods are in
depth interviews, focus groups, observation and literature review. This type of re-
search requires few participants and there is no pressure on recruiting respondents

as a quantitative approach.

In a study, depending on the ability of the researchers, it is possible to integrate both
methods to deliver the best results. Creswell and Plano Clark (2017) suggested that
“the use of quantitative and qualitative approaches in combination provides a better

understanding of research problems than either approach alone.”



The author spent three months working as an operational intern at CodelT AS from
September to November 2019. The writer worked closely with the operational man-
ager, the sales manager and in other teams. In this study, the qualitative approach
is used to gather essential details to provide growth recommendations for the busi-
ness. Thus, the information collected was used to gain an understanding of potential
growth opportunities in the Vietnamese market. A majority of the data was col-
lected via conducting a semi-structure interview with Mr. Bjgrnar as well as from
conversations with company experts. Additionally, the writer utilizes his own ob-
servation and understanding about company product and internal training sources

in this report.

4.1.2 Collection of data and analysis

There are two types of collection data, primary data and secondary data. According
to Ithaca College Library, primary data is the data collected from original and direct
evidence about event, object or person. This type of data is collected by researchers
by using methods such as interviews, surveys or direct observations (Sun, 2019).
On the other hand, secondary data is the data that created or gathered by other re-
searchers. Secondary data analyses and interprets primary data. It is a public source

that can be found in articles, reviews, and academic books (Streeferk, 2019).

For this paper, both primary and secondary data are utilized. The primary infor-
mation has been collected by carrying out semi-structured interviews with Mr
Bjernar, CEO of the case company and discussions with other managers. It was
conducted face-to-face during the author’s internship. The primary source also col-
lected from the writer’s observation. The secondary information collected from

books, articles, inner company sources.



4.1.3 Limitations

Since the writer mainly uses his own observation and understanding, the research
may not reflect objective outputs. Additionally, the only interview was conducted
with the CEO with the Norwegian perspective, so the data may not provide an ac-
curate representation of the company and industry. The last limitation was the re-
source, because of the limited time and financial condition to travel to Vietnam in
order to achieve local customer data, the author was only able to use information

from articles and company sources.
4.2 Case study: CodelT

The data collected through the interviews and from the field is used to answer the

research questions.
4.2.1 Internal and external environments

SWOT analysis is carried out to assess the internal factors which are CodelT’s

strengths and weaknesses, and external factors which are opportunities and threats.

STRENGTHS WEAKNESSES
- Completely innovative and - Low brand awareness in the
unique products. Vietnamese market.
- Skilled young R&D teams. - Small sales team.
- Strong international brand. - Low marketing investment.

- Quick response from local
support.
- A wide range of world-class
suppliers.
- Over 20 years of experience in
the field.
OPPORTUNITIES THREATS




- Become a market leader in the - Violation of copyright.

seafood segment as the pioneer - Low willingness to adopt new
in the market. technology from seafood pro-
- Vietnamese market expected cesser.

to grow due to free trade
agreement with EU.

- Winning contract with a large
company like Deneast is a

springboard for growth and

gaining brand awareness.

4.2.2 Industry’s competition in Vietnamese market

Threat of new entrants

The threat of new entrants into technologies for traceability market is low, and the
possibilities of the appearance of new competitions for CodelT is negligible be-

cause:

e This type of industry requires a substantial amount of financial investment

e Customers which are manufactures require expert experience in the field,
since a tiny fault in production might lead to a big loss.

e High switching cost to another service

e Strong customer loyalty in the industry

e Unique and innovative product to meet specific customer needs.

Bargaining power of buyers
The bargaining power of CodelT clients is considered low, since:

e The clients have a limited choice of alternative options that provide ser-
vice like Codel T



e Switching cost are high
e Product with unique features that satisfy customers, there is no available

product that customers can change to another supplier.

Bargaining power of suppliers

The bargaining power of CodelT suppliers is insignificant, as Codel T works with a
wide range of suppliers that allows the firm to lower the power of suppliers. Addi-
tionally, the company built long-term relationship with key suppliers, thus their bar-
gaining power is not considered a threat to the company’s competitive position in

the market.
Threat of substitute products or services

The threat of substitute products or services is low because only track and trace
technologies can address the customer’s problem. It seems there is no alternative

products.
Rivalry among existing competitors

The competition in the market is low, there are few companies which are considered

as CodelT’s competitors but they do not offer the complete system as CodelT.

4.2.3 Strategy for CodelT’s market growth

Recently, most of the customers in Vietnam who have chosen CodelT are multina-
tional companies and they clearly understand the importance of electronic tracea-
bility systems for their businesses’ growth and for them to meet a global standard.
As both the economic and seafood business growth is huge in Vietnam, so is the
demand for the adoption of new technologies in traceability for local seafood busi-

nesses, wherein lies the challenge for CodelT.



Vietnam looks likely to be the big winner in the ongoing trade war between the
U.S.A and China. With its FTAs Vietnam is poised to take full advantage of geo-
graphical location, manufacturing, and shipping goods all over the region and the
world. Yet, Vietnam receives DFI from China and Hong Kong. Also, with its young
and educated human capital — combined with the lower wage levels in the region —

Vietnam looks like a very favorable place for investment indeed (BDS, 2019).

So, while the U.S. and China are bucking each other with tariffs, it's the third coun-
tries that come out as winners; as China and America need to source their respective
goods from someplace else rather than from one another. South American countries
like Argentina - with a 1.2 per cent increase in their GDP caused by the trade war
and the need for trade diversification — are direct beneficiaries of the ongoing dis-
pute between the two giants. But none more so than China's neighbors: Taiwan, 2.1
increase in GDP, and especially Vietnam with a whopping 7.9 per cent increase
(DW, 2019).

Already an enticing target for foreign investment, Vietnam's FDI increased by 7.2
percent from 2018 to 2019, totalling at US$38.2 billion. Undoubtedly, much of this
was a direct result of the trade war U.S. vs. China. Still, it is noteworthy to look at
how Vietnam is spending all this money: it is being invested around major industrial
poles to improve overall infrastructure, thus improving logistics and making it eas-
ier to do business. The foreign investment sector accounts for 70% of the country's
total export turnover - with a total registered capital of US$350.5 billion (Samuel,
2019).

Also, the opening of the first deep-sea port in North Vietnam can not harm export-
ing goods — saving about one week in shipments by avoiding stops to Hong Kong

and Singapore in international freight transport (Samuel, 2019).

Specifically, in the seafood industry, from 2009 to 2019, the fishery production in-
creased from 4.9 million MT to 8,1 million MT, the production yearly growth was
approximately 5%. The graph below shows that Vietnam fisheries increased their
production steadily every year over the period 1995-2019 (VASEP, 2020).
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Figure 6 Vietnam fisheries production 1995-2019

In recent years, shrimp has been the largest sector in Vietnam's seafood export value
and the nation is pushing to cement its leading position. The prime minister Nguyen
Xuan Phuc approved a national action plan to gain 8.1 billion euros in 2025, much
higher than 3.1 billion euros in 2017 (Dao, 2018).

When joining in EVFTA, Vietnam’s fisheries industry will face new obstacles such
as technical barriers, regulations of origin, quality criteria. This requires seafood
businesses to apply new technologies in their production. It means that there will

be a huge demand for traceability solutions.

As the market is growing strong, thus market penetration strategy is the right option
for CodelT.

4.2.4 Strategy implementation

The interviewee was asked what are the current market growth strategies that Co-
delT using for its products. From the responses, the company has developed some
strategies to attract the customers such as customer relation, e-brochures, engaging

customers on social media, conducting market survey.



The interview added that marketing activities were limited because marketing was
not the top priority of CodelT Vietnam. Additionally, the local sales force was also

limited.

For its nature of business, selling solutions for seafood manufacturers or processors
takes time to explain to customers what are their problems and how to solve them.

Thus, customer education plays an important part of the selling process.

The author recommends some penetration strategies for CodelT in order to expand

the market:

e Increasing the more sales force.

e Improving the website, such as providing a white paper to educate custom-
ers.

e Spending on advertising such as seafood magazines, seafood organization’s
websites.

e Attending trade shows.

e More participants on social media tools.



5 CONCLUSION

The purpose of the study was to analyse the market and identify the right growth
direction for CodelT in Vietnamese seafood market. To address this issue, the au-
thor used qualitative research by collecting primary data and secondary data to an-

swer the following questions:
1. What are the internal and external environments of CodelT?

2. How does CodelT identify the industry’s competition in Vietnamese mar-

ket?
3. Which direction would be suitable for CodelT’s market growth?

4. How will the company implement its strategic plan to unlock greater market

share?

In order to do that, a SWOT analysis was carried out that allows the company to
identify all the factors that could affect the company development plan. CodelT’s
strengths definitely include innovativeness and uniqueness of products with two
decades worth of experience in the industry. The firm has weaknesses, however,
which are low brand awareness in the Vietnamese seafood market combined with
a small sales team and a low marketing investment. The great opportunity for Co-
delT is the increasing demand from local Vietnamese businesses because of the free
trade agreement with the EU. Opportunity equals risk quite often and such is the
outlook for the company as well; violation of copyright remains a threat, as does

seafood processors unwillingness to adapt to new technologies.

CodelT is a big player in its industry where there is low competitiveness. The
threats from new competitors entering into the market and substitute products are
inconsiderable. Moreover, the bargaining power of buyers and suppliers are negli-

gible.

With the growing demand from the Vietnamese seafood industry, penetration strat-

egy is suggested for the company for their strategic plan, the firm can seize this



opportunity by improving its promotion strategy, advertising strategy and sales

forces for the purpose development.
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APPENDIX 1 INTERVIEW TRANSCRIPT

The imterviews will be separately conducted baszed on the aims of the stwdy, information for bazic
anslyvzes and the progress of the work.

Tha snewers will be racorded and written down carefinlly.
Imtarviewer: Doy Tran

Imterviewes: CEQ of Codel T Bjemar Tormmes

1.  The company has been srowing fast and the customer trust and value CodelT. So, what do
VOUr Customers appreciate the most about CodsIT? And Whest makes yvou stand owt?

=]

What are vou the most efficient at?

e

Where does Codal T lack efficiancy]

4. What sort of challangss do vou face with doing businszz in Viemam?

Lh

What are the potential threats vou might think that could affect the compary s
competitivensss in the indusry?

6. Why did vou choosze the seafood industry in Visnam as a target market?

7.  CodalT has bean in the Viemamess market for many vears and currently, soong growth is
expected n the seafood mdustry. What are vour corrent growth srategies deploved in
ismam and what are your net planned monves?




