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1. KHAI NIEM VE QUAN TRI CHIEN
LUQC :

1.1. Khai niém :

* Theo Fred David : “ Chién ludc 14 khoa hoc va
nghé thuit : soan thao, thuc hién va dianh gia
ciac quyét dinh chitc ning gitip doanh nghiép dat
muc tiéu dé ra”. ( Fred R David (2001), strategic
management concept, Prentice hall, p.5)
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2. Yéu cau va vai tro cia quan tri chién luge
2.1.Yéu cau cda quan tri chién lugc

¥ Phai gitp doanh nghiép ting vi th€ canh tranh.
¥ Phai dam bdo su an toan kinh doanh.

¥ Phai xac dinh pham vi kinh doanh.

¥ Phai du bao mo6i trudng kinh doanh chinh x4c.
¥ Phai c¢6 chién lugc du phong.

¥ Phai xac dinh ding thoi co.
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1.2. Vai tro cia quan tri chién luge kinh doanh

v Xac dinh muc dich va huéng di cho doanh nghiép G
tudng lai.

¥ Pua ra quyét dinh kinh doanh phi hdp véi moi
trudng kinh doanh.

¥ Duy tri va tdng vi th€ canh tranh clia cong ty trén thi
trudng.

¥ Pem lai hi€u qua kinh doanh cao hon, ting doanh
thu va Ig1 nhuan.
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3. Qui trinh quan tri chién lugc

Hinh thanh Thtc hién Panh gié
chi€n lugc chi€n lugc chién lugc




CHUONGI
NHAP MON QUAN TRI CHIEN LUGC

3.1. Giai doan hinh thanh chié€n lugc

¥ Phan tich mdi truGng bén ngoai nhan dién cd hoi
va nguy cd.

¥ Phin tich moi tru’(jng nd1 bd cong ty nhin di€n
di€ém manh va diém yéu.

v Thi€t 1ap st mang (nhi€ém vu kinh doanh).

v Pé ra cdc muc tiéu dai han.

¥ Pua ra cdc phuong 4n chién luge va lya chon chi€n
lugc.

CHUONGI
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3.2. Giai doan thuc hién chi€n lugc

¥ Thi€t 1p c4dc muc tiéu ngdn han hang nim.

¥ Piéu chinh c¢o ciu t6 chic phit hgp vé6i chién lugc
theo dudi.

¥ Pua ra chinh sdch huéng din cdc cong viéc nhim
dat dudgc cac muc tiéu.

¥ Xay dung ngan quy d€ ki€m sodt hiéu qud tai chinh
ctia chién lugc.

¥ Piéu chinh hé thdng dong vién thic diy nhin vién
thuc hi€én muc ti€u mdi.
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3.2. Panh gid chién lugc

¥ Xem xét lai cdc yéu td0 bén ngoai va bén trong
1am cd sG cho chién lugc.

¥ Po ludng k€t qua thuc hién chién lugc cliia doanh
nghi€p va cac by phén.

¥ Thuc hién cdc hoat ddng diéu chinh.

CHUONGI
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4.Cac cap quan tri chi€n lugc . .
Cac cap quan tri chié , Chién Iuge cip

cong t
CONG TY / =Y
Chién lugc
P c?fp don vi
SBU1 SBU2 SBU3 kinh doanh
Chién
SAN TAI KINH ||NHAN| ~ lugecip
XUAT || CHINH | |DOANH || SU chifc nidng
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4.1. Chi€n lugc cap cong ty (Corporation strategy)

¥ Xdc dinh muc dich, cdc muc tiéu ctia cong ty.

¥ Xé4c dinh cdc nganh nghé cdng ty theo dudi.

¥ X4c dinh cdc nganh nghé cong ty can tip trung.

¥ Phan phdi ngudn lyc gifta cdc linh vuc kinh doanh.

CHUONGI
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4.2. Chién lugc cdp don vi kinh doanh (Business
Strategy)

¥ Luya chon sdn pham va thi trudng muc tiéu cho SBU.
v Xéc dinh SBU canh tranh bing cdch nao véi ddi thu.

¥ Chién lugc SBU hd trg cho chi€n Iudc cAp cong ty.

v Cong ty ¢6 1 SBU, chién lugc cong ty 1a chién lugc
SBU.
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4.3. Chién lugc caAp chdc ning (Functional
strategy)

¥ La chi€n ludc cla cdc phong ban chitc ning trong
cong ty nhu marketing, tai chinh, R&D, nhan su,
sdn xuat.

¥ Hb trd cho chién ludc cAp cong ty va chién lugc
cap don vi kinh doanh.

CHUONGI
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5. Cac loai chién lugc :
5.1. C4c chi€n lugc theo cap dd quan ly

* Chién lugc cong ty xac dinh nganh nghé theo duoi
va quy md hoat ddng cda cdc nganh nghé.

* Chién lugc SBU _phat huy nang lyc 161, phat trién 10i
th€ canh tranh va xac dinh huéng canh tranh cho cho
tirng nganh nghé.

" Chién lugc bd phan 1a chién lugce sdn xudt, tai chinh,
thu mua, R&D, nhin sy nhim hd trg cho chi&n lu’dc
SBU va chién lu’dc cong ty.
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5.2. C4c chié€n lugc ting trudng tip trung

* XAm nhap thi trudng : ddy manh tiéu thu cho céc
san pham hién c6 & thi trudng hién tai.

* Ph4t tri€n thi trudng : dua sdn phim hién cé vao
tiéu thu G khu vuc dia 1y mdi.

* Phdt trién sdn phidm : cdi ti€n cdc sdn phadm hién
cO vé chirc nang, ki€u dang.
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5.3. Céc chién lugc hoi nhap
* Hoi nhip thuin chiéu : ting su ki€m sodt doi véi
hoat dong phan phoi.

* Hoi nhidp ngudc : chiéu ting sy ki€m sodt ddi véi
ngudn cung cip nguyén liéu.

* Hoi nhap theo chiéu ngang : mua lai doi thii cung
nganh d€ ting trudng.




CHUONGI
NHAP MON QUAN TRI CHIEN LUGC

5.4. Cac chién lugc da dang hoa
* Pa dang dong tim : da dang thém cdc sdn phim c6
lién hé vé€ cong nghé.

* Pa dang theo chiéu ngang : da dang thém cdc sdn
pham khong c6 lién hé vé cong nghé nhung cé lién
hé vé marketing.

* Pa dang hdn hop : da dang thém cdc sin phim
khong c6 lién hé vé cong nghé 1an marketing.

CHUONGI
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5.5. C4ac chié€n lugc huéng ngoai

* Lién doanh : hai hay nhiéu ddi tdc gép von lap ra mot

cong ty mdi khai thac co hdi kinh doanh.

" Thué ngoai : thué‘)ngoe‘li cic hoat dong phu dé tip trung
nguon lyc phat trién nang luc 1061.

" M?ua lai : mua lai mot doanh nghiép G 1 linh vuc khac
dé da dang nganh nghé.

" Satnhdp : hai doanh nghi€p sat nhap v6i nhau thanh mot
cong ty duy nhat c6 nguon lyc manh hon.

* Nhudng quyén : cho phép 1 t6 chic tiéu thu sdn pham
mang thuong hi€u ctia doanh nghi€p & 1 khu vuc dia 1y.
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5.6. Cac chién suy giam

Cit gidm : thu nhd quy mo kinh doanh, loai bd bdt cédc
san phadm, tai sdn va nhan vién kém hiéu qua.

Loai bd : loai bd b6t cdc nganh nghé kinh doanh kém
hiéu qud, thu hdi von dau tu cho cdc linh vyc tiém
nang.

Thu hoach : tdp trung thu hoi tién miit, tip trung ban
hang, gidm hang ton kho, cong ng, cic tai sdn du thira.
Thanh 1y : gidi thé doanh nghiép bing cidch bidn doanh
nghiép hoic bén tai sin d€ thu hdi von.

CHUONG 11
PHAN TICH MOI TRUONG NGOAI VI

MUC TIEU CHUONG 11
¥ Hi€u moi trudng ngoai vi cda doanh nghiép.
¥ Muc ti€u cta phan tich méi trudng ngoai vi.

¥ Phuong phdp phan tich moi trudng ngoai vi.
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Khai niém moi truong ngoai vi

Kinh t&

GOm cidc luc
lugng va thé ché&
nim bén ngoai
doanh nghiép
nhung tic dong
dén hoat dong
kinh doanh cua
doanh nghiép.

Khéch hang

CHUONG II
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2. Méi truong vi mé :

* Gom 4 yé&u td cia PEST : chinh phd (politocal),
kinh t€ (economic), social (xa hoi) va cong nghé
(technology).

* Tac dong cua moi truong vi mod

¥ Tao ra cac c6 hdi hodc nguy c¢d cho doanh nghiép.
¥ Tdc dong 1én tat ca cdc doanh nghiép trong nganh.
Y Miuc do tac dong 1én cac doanh nghi€p khac nhau.

¥ Doanh nghiép it thay d6i dugc moi trudng vi md.
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3. Phan tich méi truong vi mo

3.1. Cdc yé&u té Kkinh t&

¥ Tang trudng GDP, GNP.
¥ GDP binh quin daiu
nguoi.

¥ Chinh sich tién té.

¥ Ty 1€ lam phat.

v Lai suat.

¥ Giai doan chu ky kinh
té.

v T§ gi4 héi dodi.

¥ Chinh séch thué.

¥ Mtrc do that nghiép.

v C4n can thanh todn.

A , CIIIUONG\II
PHAN TICH MOI TRUONG NGOAI VI

3.2. Cac y€u to xa hoi

¥ Quan di€m vé muc
song.

¥ Quan diém vé thAm my.
Y'Y thic bdo vé sic khde.
¥ Co c&u nghé nghiép.

¥ Phong cdch song.

¥ Phong tuc, tip quan.

¥ Trinh d6 cua dan cu.

¥ Ty 1€ lao dong nir.

¥ M0i quan tAm cua x4
ho1.

¥ Khuynh huéng
dung.

ti€u

¥ Quy md dan s, cd ciu
dan so, ty 1é sinh.

v Tubi tho.
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3.3. Cac y€u to chinh tri

¥ Qui dinh cho vay tiéu
dung.

v Qui dinh chong doc
quyeén.

v Luat 1é vé thué.

¥ Chinh sich khuyén
khich.

¥ Sy 6n dinh chinh tri.

¥ Xu hudng chinh tri va doi
ngoai.

v Luit thué muén va chiéu
thi.

v Miic dd 6n dinh chinh tri.

¥ Luat bao vé moi trudng.
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3.4. Cic yé&u td cong nghé

¥ Cac cong nghé va san
phim mdi.

¥ To6c d6 phat minh
cong nghé mdi.

v Khuyén khich R&D
ctia chinh phd.

¥ Luiat bao vé phat minh
sdng ché.

¥ Chi phi phdt trié€n cong
nghé mdi.

¥ Su chuyén giao cOng
nghé.

” Sy ty dong hoa.
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. Moi truong vi mo

Luc mac
2 ? N
ca cua nha

Ao o A A
Po6i thua tiém an

Nguy cd cia

A LN 2
j do1 tha tiém an

\N cung
ha cung cap
cap

C4c d6i thd trong
nganh

Canh tranh giira

Nguy ¢G cia
san pham thay th&

cac doanh nghiép

San pham thay thé]

Khach
hang
Luc mic
ca cua
khach hang

(M.E.Porter (1979), “How competive force shape strategy”, Havard business review, pp.137)

CHUONG II
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nghi€p.

4.2. Tac ddng cua moi trudng vi mod

¥ Tao ra cidc c¢d hdoi va nguy cd cho doanh

v Anh hudng truc ti€p d&€n nganh kinh doanh va
quyét dinh tinh chat canh tranh cta nganh.
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. Phan tich méi truong vi mo
.1. Phian tich khach hang
* Phan khiic thi trudng nhin dién tiém ning cda cac

phan khic
Ti€u chi Phan khiic

Gi61 tinh Nam; nit
Tubi 1-10 tudi, 10-20 tudi, 20-30 tudi, 30-50 tudi
Nghé nghiép | Gido vién, thé thao, vin phong
Thu nhap Duéi 3 tr.d, 3- 5 tr.d, 5-7 tr.d, 7-9 tr.d, trén 10 tr.d.
Mong dgi Di lam, & nha, di dv tiéc, di bi€u dién.
Sé& thich Jean, thun, cotton

) CIA{UGNG\II
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* Phan tich tac luc mic ca cua khiach hang, tac luc
nay tiang khi :

Lugng mua cua khach hang 16n.

Kha ning chuyén ddi mua hang cda khach hang dé.
S6 lugng khach hang it.

Kha ning hdi nhap ngudc chi€u clia khiach hang dé.

AN N N RN

Cha't lugng sdn phdm cla doanh nghiép khong cé su
khac biét.
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2. Phan tich doi thu canh tranh

Phan tich vé muc tiéu va chién luge cliia cac déi thu
canh tranh chu yéu

Thong tin Mo ta Danh gia

Muc tiéu ctia doi thi trong

tuong lai
Nhan dinh ctia doi thi vé
nganh kinh doanh

Chién lugc clia doi thu
dang theo duoi
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PHAN TICH MOI TRUONG NGOAI VI

* Phan tich hoat djng cua cac doi thu canh tranh chu
g A A °*A o A N o A g
yéu dé nhan dién diém manh va diém yéu

Hoat dong Mbo ta Danh gia

Marketing

San xuat

Nghién ctfu va phdt trién

Tai chinh va k€ todan

Ngudn nhan luc
T6 chic

Quan hé xa hodi
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Tac lyc canh tranh cua nganh ting Khi

S6 lugng cdc doanh nghiép trong nganh nhiéu.

To6c dd ting trudng ciia nganh thip.

Cé4c doanh nghiép trong nganh c6 quy m6 dong déu

v4i nhau.

Sdn phim gifta cdc doanh nghiép trong nganh

khong c6 su khac biét.

¥ Ning luc sdn xuit cla cidc doanh nghiép trong
nganh 16n.

¥ Rao can rat lui khoi nganh cao.

D N N N

<
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5.3. Tac luc mic ca cia nha cung cip ting khi
¥ S0 lugng cic nha cung cép it.

v Kh3 ning chuyén d6i nha cung cAp clia cong ty thap.

¥ S6 luong mua cda doanh nghiép chi€m trong tong
luong bdn cia nha cung cap thap.

¥ Chit lugng san pham clia nha cung cip dnh hudng
dé&n chat luong sadn pham cda doanh nghiép.

¥ Kh3 ning hoi nhip thuin chi€u clia nha cung cip
cao.

¥ Khd ning hdi nhip ngugc chiéu clia cla cong ty
thap.
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5.4. Tac Iuc cia déi tha tiém an ting khi

v Cac doanh nghiép khong c6 1di thé theo qui mo.

v Su khdc biét sdn phidm ctia cdc doanh nghiép it.

¥ Yéu cau vé von khi nhap nganh thap.

¥ Chi phi chuyén d6i ngudi ban cda khach hang thap.
¥ Kénh tiéu thu cda cdc doanh nghiép khong 6n dinh.

¥ Céc doanh nghiép khong c6 uu thé vé gid thanh.
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5.5. Phan tich tac luc ciia san pham thay thé
¥ S8 luong cdc sdn pham thay thé hién tai.

¥ Gi4 ban cla cdc sadn pham thay thé.

¥ Xu huéng tiéu thu sdn phim thay thé cla ngudi
ti€u dung.

¥ Khuynh huéng phdt trién sdn pham thay thé trong
tuong lai.
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. Ma tran danh gia cac yéu to ngoai vi -EFE

Lap mot bang g6m 10-20 y&u t6 cd hdi va nguy cd.
Xdc dinh he¢ sO quan trong cho tu’ng yeu t0 tr 0 dén 1.
Téng hé s6 quan trong cua cac yeu t0 bang 1.

¥ Xéc dinh trong s6 cho tirng yéu to t 1 d€n 4 ( 4 phan
tng trén trung binh, 3 phan Ung trung binh, 2 phan Gng
dudi trung binh va 1 phéin ung kém ).

¥ Nhin tim quan trong cua ting yeu t0 v4i trong sO va
cong lai d€ x4c dinh diém ma tran.

v Tong s6 di€m clia ma trdn trong khodng tur 1 dén 4,
muc trung binh la 2,5 diém.

CHUONG II
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Cédc yéu to TAm quan | Trong | DPi€m
trong S5 sO
Chinh phu ban hanh quy dinh han ch&| 0,25 3 0,75
khai thac gb trong nudc
Nhi€u ho gia dinh st dung ban gh&| 0,25 2 0,5
lam tir nhya, nhém va inox.
S6 lugng ddi tha canh tranh ting 1é€n 0,2 2 0,4
25 doanh nghiép.
T6c @6 do thi héa va xay dung nha & 0,15 3 0,45
tang
Gia nguyén liéu gb trén thi trudng| 0,15 4 0,6
tang
Tong s6 2.7
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. Ma tran hinh anh canh tranh
Lap 1 bdng gdm 5-10 y&u t& dnh hudng dé€n ning luc
canh tranh cua cac doanh nghiép trong nge‘lnh

Xac dinh hé s0 quan trong cho tirng yeu t0 tir 0 dén
1. Téng hé s6 quan trong cua cac yeu t0 bang 1.

v Xac dinh trong so cho tirng yeu t0 tw 1 dén4 (4 diém
manh 16n, 3 diém manh nhd, 2 di€m y&u nhd va 1
di€m yeu ldn)

¥ Nhin tam quan trong cua ting yéu to v4i trong s va
cong lai d€ xdc dinh di€m clda ma trin.

¥ So sanh nang luc canh tranh chung cia cdac doanh
nghiép dua trén tong diém cla ma tran.
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Cicyéutd | Tam | Hoang |ThanhTai| Nam
quan Minh Phong
trong, 1S | PS | TS | PS | TS | BS

Thi phan 0,2 3 0,6 2 04 | 4 |08
Gia ca 0,1 1 0,1 4 04 | 1 |0,
Chat lugng 0,4 2 0,8 1 04 | 2 |08
Tai chinh 0,1 4 0,4 3 03] 3 (0,3
Thuong hiéu | 0,2 3 0,6 3 06 | 3 |06

Tong 2,5 2,1 2,6
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MUC TIEU CHUGONG 111
¥ Hi€u moi trudng ndi bd clia doanh nghiép.
¥ Biét tam quan trong clia phan tich moi trudng noi
bo.

¥ Phuong phap phan tich mdi trudng ndi bd.

A ) CHIAJ'ONG I o
PHAN TICH MOI TRUONG NOI BO

1. TAm quan trong cia phan tich moi trudng néi
b0

Biét dugc cdc di€ém manh cida doanh nghiép.

Biét dugc cdc di€ém yé&u cia doanh nghiép.

¥ Chon di€m manh dé phat tri€n 1gi th€ canh
tranh.
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2. Niing luc, ning lu'c ¢6t 10i va ning luc khac biét

¥ Ning luc (compentence) : 1a hoat dong thuc hién
t0t trong doanh nghiép.

¥ Ning luc cot 16i (core compentence) : 1a hoat
ddong nodi trdi so v6i cdc hoat dong khic trong
doanh nghiép.

¥ Ning luc khac biét (distinct compentence) : la
hoat dong ma doanh nghiép thuc hién t6t hon cdc
do1 tha canh tranh.

CHUONG II1
PHAN TICH MOI TRUONG NOI BO

3. Phuong phap phan tich méi truong ndi b

So sdanh cdc hoat dong va yé&u t6 can phan tich
ciia doanh nghiép véi :

Cac thdi ky truGe day cua doanh nghiép.

Céc chi tiéu k& hoach cua doanh nghiép.

Miic trung binh cua nganh.

Cdc doi thi canh tranh chi yéu.

AN N N RN

~ A 7 N A
Chuan muc, nguyén tac va cam keét.
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3. Phan tich moi truong ndi bd theo hoat dong chic
ning

3.1. Phan tich hoat djng Marketing

¥ Hiéu qua phan khic thi truOng ?

¥ Dinh vi sdn phdm so v6i 6i thl ?

Thi phan va tang truGng thi phan ?

Kénh phan phdi va chi phi phan phoi ?

Nghién cUu thi truOng va xu 1y thong tin thi trudng?

Cd cAu sdn pham va kh3 ning md rong ?

Chu ky séng clia cdc sdn pham chi yé&u ?

Hiéu qu t6 chic ban hang ?

D N N N N NN

A , CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

¥ Chat luong, su ndi ti€ng clia sdn pham?

¥ Uy tin nhan hi€u, sy trung thanh ctia khach hang ?

¥ Hiéu quad khuyén maii, quing cdo, va quan hé cong
chung ?

¥ Chién ludc gid va su linh hoat dinh gid sdn pham ?

¥ Ph4t tri€n sdn pham va thi trudng mdéi ?

¥ Dich vu khidch hang, huéng din st dung va bdo
hanh ?

¥ Hiéu qud cta k& hoach va ngan sidch marketing ?
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3.2. Phan tich hoat djng tai chinh, k& todn

¥ Kha ning huy ddng von ngin han ?

¥ Kha ning huy dong von dai han ?

v Céc ty sO ng va ty 1& ng ?

¥ Kha niang thanh toan ?

¥ Quan hé véi chii sé hitu, nha dau tu va c6 dong ?
¥ Quy md vén va ngudn von ?

¥ Chi phi st dung von ?

v Céc van dé vé thué ?

A ) CHIAJ'ONG I
PHAN TICH MOI TRUONG NOI BO

Cédc ty s hoat dong ?

Kha nang sinh 161 ?

Su hgp 1y ctia chinh sdch phan chia c6 tic ?
Kha ning ki€m sodt gid thanh va ha gid thanh ?
Hiéu qua cua hé thong ké todn ?

Hiéu qud 1ap k€ hoach gid thanh va tai chinh ?

SN N N S N

Hiéu qua cua ngin sach tai chinh ?
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3.3. Phan tich hoat dong san xuat

v
v

Chi phi mua nguyén vat li€u ?

C6 dd thanh phim va nguyén liéu sdn xuAt
khong ?

Hiéu qud cda chinh sidch va thud tuc quédn 1y ton
kho ?
Su bo tri cdc phuong tién sdn xut ?

v Ldi th€ do sdn xuit v4i qui mo 16n ?

Hiéu qua st dung cac don vi gia cong ?

A ) CHUAGNG Il o
PHAN TICH MOI TRUONG NOI BO

Kha nang hdi nhdp doc va gia tri gia ting ?

Tinh trang cia mdy méc va cac phuong ti€n san
Xuat ?

Hiéu suit st dung mdy méc va phuong tién k¥
thuat ?

Hiéu qud clia chinh sdch va thd tuc ki€ém sodat
chat lugng ?

Ning luc k§ thuat, sdng ki€n cai ti€n ?
Bing sdng ch&, ding ky nhan hi€u ?




, CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

3.4. Phan tich hoat dong quin tri nguon nhan luc

¥ Trinh do, k§ ning, tinh than lAm viéc cda nhin
vién?

v Hé thong thu lao va khen thudng cta doanh
nghi€p ?

¥ Hiéu qud cda cdc hoat ddong tuyén dung, dio tao,
danh gia hi€u qua lam viéc ?

, CHIAJ'ONG I o
PHAN TiCH MOI TRUONG NOI BO

¥ Hiéu qua ddng vién nhin vién lam viéc ?

¥ Dy bdo nhu cau nhan lyc va khd ning cin doi
nhan luc ?

¥ Ning suit lao dong va ty 1€ ving mit ?

¥ Cac ky ning dac biét cia nhan sy ?

¥ Kinh nghiém lam viéc ctia nhan sy ?




A ) CHIAJ'GNG I
PHAN TICH MOI TRUONG NOI BO

3.5. Phan tich hoat dong R&D

¥ MUc 0 dau tu cho hoat dong R&D ?

¥ Kha nang va chi phi sit dung hoat dong R&D bén
ngoai.

¥ Ning luc cia nhan su phong R&D ?

¥ Thong tin quin 1y va mdy tinh ho tr¢ R&D ?

¥ Kha ndang canh tranh v€ tinh ning cua cac san
A
pham ?

¥ T&c dd va chi phi phét trién sdn phAm mdi ?

A , CHIAJ'GNG I
PHAN TICH MOI TRUONG NOI BO

3.6. Phan tich hé thong quan 1y thong tin

¥ Cdc nha quén tri ¢ s dung hé thong thong tin dé
ra quy€t dinh ?

C6 bo phan hodc cd nhin chuyén trach quan ly
thOng tin ?

Y Dit liéu trong hé thong thong tin c¢6 dudc cip nhat
dinh ky ?

Hé thong thong tin quan 1y ¢6 dugc quan tim nang
cip khong ?

Cdc nha qudn ly bo phdn c6 dong gép thong tin
dau vao cho hé thdng thong tin ?

v




v

D N NN

SRR NN

, CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

3.7. Phan tich hoat ddng quan tri tdng quat.

Mitc d6 quan tAim d€n chién lugc ?

Su hgp 1y clia cd cau td chifc ?

Uy tin va hinh anh cua cong ty ?

Hiéu qud cua cdc k&€ hoach va mdc dd hoan thanh
cac muc tiéu ?

Ning luc va k§ ning ctia cdc nha qudn tri cdp cao ?
Kh3 ning t6 chic hé thong thong tin lién lac ?

Phan quyén va Uy quyén ?

Biu khong khi clia td chic, vin héa clia to chic ?

4.

, CHIAJ'ONG I o
PHAN TiCH MOI TRUONG NOI BO

Phan tich méi trud'ng ndi by theo chudi day
chuyén gi4 tri

Quén tri tong quat

Quan tri nhén sy

Hoat dong
dau vao | hanh | Paura

Ph4t trién cong nghé
Lagi
nhuin

vu

(M.

E.Porter (1985), "Competive advantage”, New York: The free Press )




A ) CHIAJ'GNG I
PHAN TICH MOI TRUONG NOI BO

4.1. Phan tich cdc hoat dong chu yéu

v Hoat dong dau vao : Cac hoat dong, cac chi phi
va cdc tai san li€n quan dén giao nhan, nhap kho,
ton trit, ki€m tra va quin ly ton kho vat tu.

v Van hanh : Cic hoat dong, cac chi phi va cac tai
san lién quan dén mdy moc thlet bi, bao tri may
mo¢ thlet bi, quy trinh san Xuat dong gbdi san
phim, ki€m tra chit luong sdn pham

” Cac hoat dong dau ra : Cic hoat dong, cdc chi
phi va cdc tai san lién quan dén ton kho san
pham, Xu’ ly cac don hang, vin chuyén va giao
nhin sdn pham.

A , CHIAJ'GNG I
PHAN TICH MOI TRUONG NOI BO

¥ Marketing : Ciac hoat dong, cic chi phi va cdc tai
san lién quan d€n nghién ctu thi trudng, phan phoi,
khuy€&n mai, quang céo, hd trd cic dai ly, nha bdn 18
va luc lugng ban hang.

¥ Dich vu : Cic hoat ddng, cic chi phi va cdc tai san
lién quan dé€n huéng dan k¥ thuat, gidi ddp thic mic
va khi€u nai cia khach hang, 13p dit, cung cip linh
kién thay thé€, stra chita va bao tri.




A , CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

4.2. Phan tich cdc hoat dong hé trg

¥ Quan tri tong quat : Cic hoat ddng, chi phi va
tdi sdn lién quan d€n k& todn va tai chinh, hé
thong cidc quy dinh, an toan va an ninh, quén tri
hé thong thong tin va cd ciu td chifc clia cong ty.

¥ Quan tri nhan sy : Cdc hoat dong, cdc chi phi va
tai sdn lién quan dé€n tuyén dung, ddo tao, phit
trién nhan sy, danh gid ning lyc 1am viéc va thu
lao.

A , CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

v Phéat trién cong nghé : Cic hoat dong, chi phi va
tai sdn lién quan d&n nghién cfu va phat tri€n sdn
phim, qui trinh sdn xuat, thi€t k&€ mdy mdc, phan
mém vi tinh, hé thdng thong tin lién lac.

¥ Thu mua : Cdc hoat d0ng, chi phi va tai san lién

/\/ A N /\/ Pal Pal A /?

quan dén viéc mua va cung cap nguyén vat li€u dé
hd trg cho viéc sdn xuit kinh doanh ctia cong ty.




A , CHIAJ'GNG I -
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4.3. Phan tich cdc ty so tai chinh
* Céc ty so6 kha ning thanh todn
¥ Kha ning thanh todn hién thdi

¥ Kha niang thanh toan nhanh

* Céac ty s n¢
v Ty s6 ng so v4i tong tai sdn
v Ty s0 ngd so véi von chu s& hitu.

¥ Ty s0 kha ning thanh todn Ii vay.

A , CHIAJ'GNG I -
PHAN TICH MOI TRUONG NOI BO

* Céc ty s6 vé hiéu qua hoat dong
¥ S6 vong quay hang tdon kho

¥ Hiéu qud hoat dong cla tai sdn cd dinh

v Hiéu qui hoat ddng clia tong tai sdn

¥ Ky thu ti€n binh quan.

* Céc ty sé vé kha ning sinh Igi

v Ty sudt1ai gdp

v Ty suat 13i rong

¥ Kha ning sinh 151 cta tai san (ROA)

¥ Kha ning sinh 13i ctia von chu sd& hitu (ROE).




A , CHIAJ'GNG I -
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* Céc ty sé6 vé mifc ting truéng
¥ Doanh thu thuin
v Loi nhuian

. A ~ N
¥ Lginhuin cO phan

* A ~ ~ N
¥ Tién lai cd phan

A o , A M A ~ A
¥ Chi s0 gid trén 1gi nhuan cd phan.

A ) CHIAJ'ONG I -
PHAN TICH MOI TRUONG NOI BO

5. Ma tran cic y€u to noi bo IFE
5.1. Y nghia ctia ma tran :

* Ma trin IFE tdng hgp nhitng di€ém manh va diém yé&u
quan trong ciia doanh nghiép, xdc dinh cac niang luc
cot 16i dé phat trién 1i th€ canh tranh cho doanh
nghié€p.




A ) CHIAJ'GNG I
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5.2. Xay dung ma tran cac yéu té ndi bd
v Chon tir 10-20 diém manh va diém y&u quan trong.

¥ X4c dinh hé sd quan trong cho tirng y€u to tir 0 dén
1. Tong hé sO quan trong cta cdc yéu to bang 1.

¥ X4c dinh di€m sd cho tirng y&u to tir 1 dén 4 (4 di€m
manh 16n, 3 di€ém manh nhd, 2 di€ém yéu nho va 1
di€m y€u 16n).

¥ Nhin tAm quan trong cia tiing yéu to vSi diém sd va
cOng lai dé xac dinh di€ém ma tran.

¥ Tong s6 di€m clia ma tran khodng tir 1 dén 4 di€m,
muc trung binh 2,5 di€ém.

CHUONG 111
PHAN TICH MOI TRUONG NOI BQ
Cac yéu to Tam quan | Trong | Piém
trong Sé i
Ty sd no/tong tai san thap hon 22%. 0,2 4 0,8
Quy mo sian xuat 16n trén 500.000 0,2 4 0,8
bo/thang.
Ning luc thi€t k&€ han ché&, sdn pham 0,25 2 0,5
cham d6i méi.
Chi phi mua nguyén liéu tdng trong 5 0,1 2 0,2
nam.
Hé thdng phan phdi sin pham I6n véi 0,25 3 0,75
65 nha phan phoi.
Tong s 3,05




~_ CHUONGIV
HEE THONG THONG TIN QUAN TRI

MUC TIEU CHUONG IV

¥ Biét cdc loai thong tin can cho qudn tri chién
lugc.

¥ Bi€t c4dc ngudn cung ciAp thong tin cho quin tri
chién lugc.

¥ Phuong phdp phan loai cdc thong tin sau khi thu
thap.

~_ CHUONGIV
HE THONG THONG TIN QUAN TRI

. Hé thong théng tin quan tri
Mo hinh hé thong thong tin quan tri

Xac dinh | | X4y dung| | Du bao

Thiet1ap Xdcdinh | | o nguodn | | hé thong | | thay doi

nhu cAu [~|ngudn thong[™ . . <. [ " Y
thone tin | |tin téne quat thong tin thu thap cua mo1
& &4 cu thé thOong tin truéng
v
Cap nhat A Phan tich 2
'Ap o Dé€ ra < Tong hgp
hé thong | o «— manh, yéu, NI
. . chi€n lugc 2. moi truéng
thOng tin . co hoi, :
2 . . phan tng kinh doanh
quan tri nguy co

Nguyén Tan Phudc (1997) , Chi€n ludc va va chinh sdch kinh doanh, NXB Thong Ké.




~_ CHUONGIV
HEE THONG THONG TIN QUAN TRI

2. X4c dinh nhu cau théng tin

¥ Thong tin vé tinh hinh kinh t€, chinh sdch ctia nha
nudc, khuynh huéng thay d6i cdc y&u td xa hoi.

¥ Thong tin vé khdch hang, d6i thl, d6i thi tiém 4n,
nha cung cap.

¥ Thong tin vé hoat dong marketing, sin xuit, tai
chinh, thu mua, R&D.

~_ CHUONGIV
HE THONG THONG TIN QUAN TRI

3. X4c dinh ngudn thong tin tong quat
¥ Nguodn thong tin thi cAp ndi bd

¥ Ngudn thong tin thit cAp bén ngoai

¥ Ngudn thong tin sd cAp noi bd

¥ Nguon thdng tin sd cAp bén ngoai




. CHUONGIV
HEE THONG THONG TIN QUAN TRI

4. Xay dyng hé thong thu thap thong tin

4.1. M6 hinh thu thip thong tin khong thuong
xuyén

¥ Thu thap thong tin khong thudng xuyén.

¥ Thu thap céc su kién dic biét khi ¢6 sy ¢d.
¥ Thong tin lién quan dén qué kh.

¥ Phuc vu cho cdc quyét dinh ngdn han.

¥ Chu yé€u do cOng ty thuc hién.

_ CHUONGIV
HE THONG THONG TIN QUAN TRI

4.2. M6 hinh thu thiap thong tin dinh ky
¥ Thu thap thdong tin dinh ky.

¥ Thu thap cdc sy kién chon loc phuc vu cho quyét
dinh.

¥ Thong tin lién quan dén hién tai va qua khi.
¥ Phuc vu cho cdc quyét dinh ngin han.
¥ Chu y€u do cong ty thuc hién.




_ CHUONGIV
HEE THONG THONG TIN QUAN TRI

4.3. M6 hinh thu thap thong tin thuong xuyén
¥ Thu thap thong tin thudng xuyén li€n tuc.

¥ Thu thap tit cd cdc thdng tin cin thi€t t mdi trudng.
¥ Thong tin lién quan dén du bdo vé tudng lai.
¥ Phuc vu cho cdc quyét dinh dai han.

¥ Chi yé&u do céc to chiic nghién citu thi trudng va tu
van thyc hién.

_ CHUONGIV
HE THONG THONG TIN QUAN TRI

5. Dy bao mdi truong kinh doanh
¥ Phuong phap chuyén gia.

¥ Phép ngoai suy xu huéng.

v Xu huéng lién hé.

¥ M6 hinh kinh t€ ludng.

¥ Phuong phap thuc nghiém.

¥ Phuong phap dau vao va dau ra.
v Kich ban nhiéu lan.




~_ CHUONGIV
HEE THONG THONG TIN QUAN TRI

6. Tap hgp cac thong tin thu thap
" Tap hdp va phin chia thong tin thu thap dugc
theo cdc nhom nhu sau :

¥ Thong tin v€ cd hdi bén ngoai.
¥ Thong tin v€ nguy co bén ngoai.
¥ Thong tin vé di€m manh bén trong.

¥ Thong tin vé di€m yé&u bén trong.

~_ CHUONGIV
HE THONG THONG TIN QUAN TRI

. Phan loai cac thong tin thu thip

* Ddnh gid va phan loai tam quan trong ctia cd hoi,
nguy cd, di€ém manh va di€m yé&u theo thang di€m :

¥ 5 diém : Rat quan trong.

¥ 4 diém : Kh4 quan trong.

¥ 3 di€m : Trung binh

v 2 diém : It quan trong.

¥ 1 di€m : Khong quan trong.




CHUONG V A
XAC PINH SUMANG VA MUC TIEU

MUC TIEU CHUONG V

v Hiéu vé st mang va muc tiéu cia doanh nghiép.
¥ Biét cach xay dung biang st mang doanh nghiép.

¥ Biét cach dé ra cac muc tiéu cho doanh nghiép.

(,ZHU'GNG \A X
XA C PINH SUMANG VA MUC TIEU

1. Xdc dinh sit mang cua doanh nghiép

1.1. Khai niém

¥ Ban st mang tuyén b6 y nghia va 1y do ton tai
cua doanh nghiép.

¥ Phan 4nh cdc quan di€m, nguyén tic, triét Iy kinh
doanh cua doanh nghi€p thong qua xac dinh : thi
trudng, san pham, khiach hang, cong nghé cla
doanh nghiép.

(PGS.TS. Nguyén Thi Lién Diép, Th.S Pham Vin Nam, (2006) Chi€n lugc va
chinh sdch kinh doanh, NXB Thong K& ).




, g:HUGNG \A A
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1.2. yéu cau cua si¥ mang (nhiém vu) :

¥ Pidm bdo sy dong tAm nhAt tri trong ndi bd doanh
nghiép.

¥ Tao cd sG dé huy ddng cic ngudn luc ciia doanh
nghi€p.

¥ Pé ra tiéu chuian d€ phin bd cic ngudn luc cla
cong ty.

v Hinh thanh bau khong khi kinh doanh thuan 1g1.

) (,IHU'GNG \A X
XA C PINH SUMANG VA MUC TIEU

¥ La co s8 dé moi ngudi dong tinh véi muc
dich cua doanh nghiép.

¥ Tao diéu kién chuyén héa muc dich thanh
cac muc ti€u thich hgp.

v Tao diéu kién chuyén héa muc tiéu thanh
cdc chi€n lugc va cdc hoat dong cu thé.




, (;HUGNG \A A
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1.3. Qui trinh xdy dung mét ban si mang

¥ Chon mot vai bdn st mang miu d€ tham khio.

¥ Yéu cdc nha qudn tri nghién ctfu vé ndi dung.

¥ Mdi nha qudn tri phdi soan ra mot ban s mang.

¥ Cé4c nha quin tri cAp cao tdng hop thanh ban st
mang.

¥ Pua ban si mang phac thao cho ciac nha quan tri
bo sung.

v T6 chitc mot cudc hop dé thong nhat badn st mang

, CHUONG V.
XAC PINH SUMANG VA MUC TIEU

1.4. Noi dung cd ban cua s mang ( nhiém vu )
¥ Khach hang : Ai la ngudi tié€u thu cua cong ty ?

¥ San pham heiic dich vu : Dich vu hay sdn phim
chinh cua cong ty la gi ?

¥ Thi trudéng : Cong ty canh tranh ¢ dau ?

v Cong nghé : Cong nghé ¢4 12 mdi quan tAm hang
dau clia cong ty hay khong ?

v Su quan tAm d6i v6i van dé song con, phat trién
va kha ning sinh 1¢i : Cong ty c6 rang budc véi cdc
muc tiéu kinh t€ hay khong?




, (,ZHUGNG \A A
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¥ Tri€t 1y : Pau 1a niém tin c¢d bdn, gid tri, nguyén
vong va cdc uu tién triét Iy cla cong ty .

¥ Ty danh gid vé minh : Ning luc dic biét hoic uu
thé canh tranh chi yéu la gi ?

¥ M6i quan tim déi v6i hinh anh cong dong : Cong
ty quan tAim nhu thé nio dén cdng dong va phat tri€n
hinh 4nh cong dong ?

¥ Moi quan tAm d01 v6i nhan vién : Thai do ctia cong
ty doi véi nhan vién nhu thé nao?

) (,IHUONG \A A
XAC PINH SUMANG VA MUC TIEU

2. Xac dinh muc tiéu

2.1. Khai niém :

Muc tiéu la nhing ké&t qud cu thé ma doanh nghiép
muon dat dugc trong mot khoang thdi gian xac dinh.
2.2. Vai tro cua muc tiéu

v La phuong tién d€ thuc hién st mang.

¥ LA cd s& d€ phan bd cidc ngudn luc.

¥ La co s8 d€ kiém tra hiéu qud thuc hién chién
lugc.

v La cong cu dé hap din c6 ddng va cdc nha dau tu.




(;HU’GNG \A A
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2.3. Cac nguyén tic dé ra muc tiéu

* Khi dé ra muc tiéu phdi tudn thd cdc nguyén tic
cia SMART:

v Specific (cu thé)

¥ Measurable (C6 thé do ludng dudc)
v Agreed (chdp nhan)

v Realistic ( ¢6 tinh kha thi)

¥ Time-related ( c6 thoi gian xac dinh)

(,IHU'UNG \A A
XA C PINH SU MANG VA MUC TIEU

2.4. Hé thong muc tiéu cia doanh nghiép
¥ Muc tiéu ton tai va ting trudng

¥ Muc ti€u 1di nhuin

¥ Phan bd ngudn luc va rii ro

¥ Ning suit

¥ Vi thé canh tranh

¥ Ph4t trién nguodn nhan lyc

¥ Ph4t tri€n cong nghé.

¥ Trach nhiém xa hoi




, (;HU’GNG \A A
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2.5. Phan loai muc tiéu

* Phéan loai theo thoi gian
¥ Muc tiéu dai han

¥ Muc tiéu trung han

¥ Muc tiéu ngin han

* Phén loai theo hinh thic
¥ Muc ti€u dinh tinh

¥ Muc tiéu dinh lugng

) (,IHU'UNG \A A
XA C PINH SU MANG VA MUC TIEU

* Phan loai theo cap do

¥ Muc tiéu cip cong ty.

¥ Muc tiéu cip don vi kinh doanh.

¥ Muc ti€u cap bd phan chirc ning.

* Phéan loai theo toc d) ting trudng
¥ Muc ti€u ting truéng nhanh.

¥ Muc tiéu ting trudng dn dinh.

¥ Muc tiéu suy giam.




) (;HU'UNG vV A
XA C PINH SU MANG VA MUC TIEU

2.6. Quan tri theo muc tiéu ( MBO)
2.6.1. Qui trinh thyc hién

¥ Pé ra muc tiéu cia doanh nghiép.
¥ PE ra muc tiéu clia cdc bd phan.

v P& ra muc tiéu cho cdc nhan vién.
¥ Thuc hién muc tiéu.

¥ Kiém tra va di€u chinh

v Toéng k&t va ddnh gi4.

) (,IHU'UNG \A A
XA C PINH SU MANG VA MUC TIEU

.A‘) N\ .A‘?
2.6.2. Uu diém va nhugc diém cia MBO
o A
* Uudiém
v Xéc dinh r6 nhiém vu cua cua nhén vién.

¥ Khuyé&n khich nhidn vién tham gia xiy dung
muc tiéu.

¥ Gitip cho viéc ki€m tra ddnh gid thuin 1gi.
* Nhugc di€m
¥ T6n kém thdi gian thi€t 14p cdc muc tiéu.

¥ Khi moi trudng thay ddi phdi diéu chinh muc
ti€u.
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2.7. Nhitng yé&u t6 anh hudéng dé€n muc tiéu
* Cac y€u td bén trong

¥ C4c ngudn luc ciia doanh nghiép.

¥ Quan di€m cda cic nha quin tri cAp cao.
¥ Thanh tich cia cOng ty trong qua khit

¥ Nhitng ngudi chu sd hitu doanh nghiép.

¥ Nhin vién va cong nhan cia doanh nghiép.

) (,IHU'GNG \A A
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* Céac y&u to bén ngoai

¥ Céc diéu kién clia moi trudng bén ngoai.
¥ Khach hang

v Pai thd canh tranh.

v X hoi




CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

MUC TIEU CHUONG VI

¥ Ndm dudc qui trinh d€ xay dung chién ludc.
¥ Hié€u va biét cdch st dung cdc cdng cu ma tran.

¥ Biét cdach lya chon chién lugc cho doanh nghiép.

CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

1. Qui trinh d€ xay dung mét chién lugc

Giai doan Céc cong viéc phai thuc hién
¥ Phan tich mdéi trudng bén ngoai, liét ké
cac cd hd1 va nguy cd.
Chudnbi |7 X&y dung ma trdn EFE va ma trdn hinh
dit liéu anh canh tranh.

¥ Phan tich mdi trudng ndi bd clia cong
ty, liét ké cdc di€ém manh va di€ém yé&u
¥ Xéy dung ma trdn IFE.




CHUONG VI

XAY DUNG VA LUA CHON CHIEN

LUQC
Giai doan Céc cong viéc phai thuc hién
Pua ra cdc | ¥ K&t hop dit liéu d€ dua ra cdc phuong

phudng an
chié&n lugc

4n chié€n lugc.

¥ St dung cac cong cu ma tran SWOT,
BCG, SPACE, GE, IE.. d& két hgp dit
liéu.

CHUONG VI
XAY DUNG VA LUA CHON CHIEN
LUQC
Giai doan Cac cong viéc phai thyc hién
Lva chon |¥ Luwa chon chién ludc phu hogp cho

chién lugc

doanh nghié€p.
¥ St dung ma tran QSPM va cac phuong
phép phan tich khdc dé Iya chon.




A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN
LUQC

2. Cac cong cu ma tran dé dua ra cac chién luge
2.1. Ma tran SWOT

v Liét ké cdc cd hdi (O), nguy co (T), di€ém manh (S)
va cdc diém y&u (W) quan trong vao cdc 6 thich hgp
cua ma trin SWOT.

¥ K&t hgp di€m manh vé6i co hoi dua ra cdc phuong 4n
chi€n lugc(SO), di€m yéu vdi co hoi dua ra cic
phuong 4n chi€n luge (WO ), diém manh véi de doa
dua ra cdc phuong 4n chi€n luge (SO), di€m yé&u véi
de doa dua ra cdc phuong 4n chi€n luge (WT).

A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

(0) (T)
SWOT 01,02,03... T1,T2,T3...
(S) (SO) (ST)
S1,S2,83.. St dung cidc di€m | St dung cic di€m
manh d€ khai thic | manh dé d6i phé
cac co hoi. cac nguy co.
(W) (WO) (WT)
W1, W2, W3.. | Hanch€ cdc di€m | Han ché céc diém
yé&u dé khai thic | y&u d€ ddi pho cic
cac cd hoi. nguy cd




CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

SWOT

(0)
O1. Phan khuc
dau gdi dau Nam
16n, it ¢6 doi tha.

(T)
T1. Phan khic diu
gdi dau Nt cb
nhiéu ddi th.

(S)
S1. Manh vé kha
nang R&D

(SO)

S101. Ph4t tri€n
dau gdi cho Nam.

(ST)
S1T1. Phit trién
dau gdi cho Nam.

(W)
W1. Doanh thu
dau goi dau Nt
giam

(WO)

W101. Phit trién
dau gdi cho Nam.

(WT)

WI1T1. Phit trién
dau gdi cho Nam.

CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

ditng dau nganh.

dirng nhi nganh.

2.2. Ma tran BCG :
* Truc hoanh thé hién thi phan tuong doi cia SBU
( RMS: Relative Market Share).

* N€u SBU khong ditng dau nganh vé doanh so
¥ RMS = Doanh s ctia SBU/ doanh s6 cta doi thu

* N€u SBU ditng dau nganh vé doanh so
v RMS = Doanh s0 ctia SBU/ Doanh s6 cua do6i thu




CHUONG VI ,
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* Truc tung thé hién mic ting trudng hing nim cia
nganh ( MGR : Market Growth Rate).

* MGR = (Doanh sd nganh nim sau — Doanh s& nganh
nim trudc) / Doanh s6 nganh nim trude.

* Néu SBU c6 MGR trén 10% dudc xem mitc MGR
cao.

* Bi€u dién SBU Ién ma trin BCG bing vong tron,
tam clia vong tron 12 giao di€m gitta RMS va MGR.

* Po 16n clia vong tron thé hién doanh s& cia SBU
chi€m trong tong doanh sd ciia doanh nghiép.

CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUQC
18% Stars Question marks?
16%
14% @
12% @
10%

Cash cows Dogs

8%
6% Q
4%
2% 1514 1,312 1,1 109 0,8 0,6 0,5 0,4 0,3
0%




CHUONG VI ,
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¥ Question marks : than trong khi dua ra quyét dinh
dau tu cho SBU1, SBU2, SBU3.

v Stars : SBU4, SBU5 ¢6 su canh tranh gay git nén
cong ty van phdi dau tu von cao.

v Cash Cows : SBU (6) 12 ngudn cung cip tai chinh
cho doanh nghi€p nén goi la Cash Cows.

¥ Dogs : doanh nghiép cin cin nhic hoic dau tu hoic
git hdi ngay hoic gidi thé cdc SBU7, SBUS.

CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

2.3. Ma tran GE :

¥ Chiéu doc thé hién sy hidp din cla nganh kinh
doanh.

¥ Chiéu ngang thé hién vi th€ canh tranh cia SBU.

¥ Ma trin GE ¢6 9 6, mdi 6 ¢6 mdt chi€n lugc cu thé.




CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

Vi thé canh tranh
Cao Trung binh Thap
Cao | Piautu € |Piutu chon| Duy tri chon
ting trudng | loc & tang loc
Su truGng
hﬁ:l'p Trung | Dautu Duy tri tao | Thu hoach
dan  binh | chonloc | doanh thu toan dién
cla v€ san
nganh Du%lhéineao Thu hoach | Gidm dau tu
Thap | doanhthu | o3n dien | hay loaibo
CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

v Khu vyge 1 : gdm 3 6 & gbc trdi phia trén, cong ty
nén tap trung dau tu vao cic SBU nay.

¥ Khu vue 2 : gdm 3 6 nim trén dudng tréo, can cin
than khi quy€t dinh dau tu.

¥ Khu viie 3 : gdm 3 6 nim & géc phdi phia duéi, nén
tap trung cho chi€n Iudc thu hoach va loai bd.




CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN
LUQC

¥ Chonra 5 -10 y€u td phdn 4nh sy hap dan cla nganh.

¥ SO lugng doi tha.

¥ Qui md cua doi tha.

v Mtc d0 canh tranh.

¥ Qui mod thi trudng

¥ Tinh 6n dinh clia nhu cau
¥ Tang trudng thi trudng

¥ S6 lugng nha cung cap.
¥ S6 lugng khdch hang.

¥ Yéu cau vé von.

¥ Yéu cau vé cong nghé.

¥ S6 lugng sdn pham thay thé
v Chinh sdch thu€ va wu dai
¥ Chi phi clia y&u t6 dau vao
¥ Mic ting truéng 1gi nhuan
¥ Mic ting trudng doanh sd
¥ Ty s6 1¢i nhudn trén von

¥ Ty s6 1¢i nhudn trén doanh
sO.

CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

¥ X4y dung ma tran sy hdp dan ciia nganh kinh doanh.

Cic yéu to T4m quan | Trong | Piém
trong SO SO
Qui mo6 thi trudng 0,25 4 1,0
Tang trudng thi trudng 0,2 3 0,6
S6 lugng doi thi canh tranh 0,15 3 0,45
Ty suat Igi nhuin binh quan 0,25 5 1,25
Yéu cau vé von 0,15 3 0,45
Tong cong 1 3,75




CHUGNG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

¥ Chon 5-10 y&u td phdn 4nh vi th€ canh tranh ctia SBU.

¥ Qui md sdn xuat v Uy tin cta cong ty
¥ Cong nghé sin xuAt. ¥ Uy tin nhan hiéu.
¥ Cong sudt may moc. ¥ Thi phan.
¥ Kinh nghiém sidn xudt |¥ S4n phdm, gi4 c4, phan phdi,
¥ Phdt tri€n sdn phidm | Khuyén mii, quing cdo.
moi. ¥ Chi phi hay gi4 thanh don vi.
” Cdi ti€n chat lugng. Y Ty $6 1¢i nhuan trén von.
¥ Nang suét lao dong. ¥ Ty s6 1¢i nhuén trén doanh thu.
” Trinh d§ lao dong. ¥ Qui md tai chinh, di€m hoa
¥ Tinh than 1am viéc von.
CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

¥ X4y dung ma trin vi th€ canh tranh ctia SBU.

Céc y€u to Tam quan | Trong | Pi€m
trong SO SO
Thi phan 0,25 3 0, 75
Cha't lugng sdn phaim 0,2 2 0,4
Kha ning phan phdi sdn phAm 0,15 3 0,45
Uy tin cia nhdn hiéu 0,25 2 0,5
Gi4 thanh don vi sdn phim 0,15 3 0,45
Tong cong 1 2,55




CHUONG VI ,
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v X4c dinh vi tri SBU trén ma trin GE, m6i SBU dudgc
bi€u thi bing mot vong tron.

¥ 'Vong tron c6 tim 13 giao di€m giffa sy hap din cda
nganh v§i vi thé canh tranh.

¥ P06 16n cua vong tron phu thudc vao qui mo cua
nganh kinh doanh.

¥ Phan t6 den trong vong tron 12 thi phan cia SBU
trong nganh kinh doanh.

CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

Vi th& canh tranh
5 3,67 2,33 1

5 i ;
Swhap .
din cia ’
nganh

2,33
1




A CHUONG VI ,
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2.4. Ma tran cac yéu t6 bén ngoai -bén trong
(IE)

* Mbi SBU phdi thi€t 1ap ma trAn IFE va EFE riéng.
* Truc X th€ hién di€m ma tran IFE cia SBU.

¥ Né&u diém tir 1,0 d€n 1,99 1a yéu.

¥ Néu di€m tir 2,0 dén 2,99 12 trung binh.

v Néu diém tir 3,0 dén 4,0 12 manh.

A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

* Truc Y th€ hién di€m ma trin EFE ctia SBU.

v Né&u diém tir 1,0 dén 1,99 13 thap.

¥ Né&u di€m tir 2,0 d&€n 2,99 1a trung binh.

v N€u dié€m tir 3,0 d€n 4,0 1a cao.

* Mbi SBU dudgc bi€u thi bing 1 vong tron trén IE.

* Do 16n vong tron phu thudc vao ty 1& doanh s6 cla
SBU so vdi doanh s cua cong ty.

* P6 16n phan gach chéo trong vong tron tly thudc ty
1€ 1gi nhudn cia SBU so véi 16i nhudn cida cOng ty.
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Pi€m ma tran IFE

Manh  Trung binh Yéu

4,0-3,0 2,99 -2.0 1,99 -1,0
Pi€m Cao
mAa 4,0-3,0 I II I1I
tran Trung binh
EFE 2,99-2,0 v \Y VI
Yéu
1,0-1,99 VII VIII IX

CHUONG VI ,
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* Néu SBU nim 6 6 I, II, IV : Phdt tri€n va xay dung.

¥ Thim nhap thi trudng, phdt trién thi trudng, phat
trién sdn pham.

¥ K&t hop vé phia trudc, két hgp vé phia sau, két hop
theo chi€éu ngang.

* Néu SBU ndm & 6 IILV, VII : Ndm giit va duy tri.

¥ Tham nhap thi trudng, phat trién sdn pham.

* Néu SBU nim 6 6 VL VIIL, IX : Thu hoach hoic loai
bo.
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xudng.

2.5. Ma tran chi€n lugc chinh

¥ Truc tung thé hién mic ting trudng clia nganh.

¥ Truc hoanh thé hién vi th€ canh tranh ctia SBU.

¥ Ma tran dudc chia thanh 4 6 vudng khac nhau.

¥ SBU nén 4p dung céc chi€n ludc uu tién tr trén

CHUONG VI ,
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L, Gocll

Phat tri€n thi tru’(ing

* Thaim nhap thi trudng

" Phat tri€n sin pham

* K&t hop theo chiéu ngang
" Loai b6t

* Thanh Iy

L, Gocl
" Phat tri€n thi tru’Ong
* Thim nhap thi trudng
" Phat trién san pham
" K&t hgp v€ phia trude
" K&t hgp v€ phia sau
* K&t hop theo chiéu ngang
" Pa dang hoa tip trung

Goc III
* Giam bét chi tiéu
" Pa dang hoa tap trung.
" Da dang hoa lién két

" Loai b6t
* Thanh ly

" Pa dang hoa theo chi€u ngang.

Goc IV
" Pa dang hoa tip trung.
" Pa dang héa theo chi€u ngang.
" Da dang héa lién két
" Lién doanh




A CHUONG VI ,
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3. Dung ma tran QSPM lva chon chién luge :

¥ L&y tir EFE 10 cd hoi va nguy cd quan trong.

v LAy tir IFE 10 di€ém manh va d€m y&u quan trong.
¥ X4c dinh trong sd cho cdc y€u td bén ngoai va bén

trong.

¥ Pua cdc phuong 4n chi€n luge vao ma trin QSPM.
v X4c dinh di€m hap din cla chién luge Oi v6i mdi
yéu td (1 khong hap dan, 2 it hap dan, 3 kha hap

dan, 4 hap dan).

¥ Tinh t6ng di€m hap din cho tirng phuong 4n chién

lugc.

A CHUONG VI ,
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Céc yéu tdo Trong | Céc phuong 4n chi€n lugc
s0 Mua nha Sén xuat

cung cAp | nguyén liéu

AS | TAS | AS TAS

* C4c y€u to bén trong

¥ Chi phi nguyén li€u ting. 1 4 4 4 4
¥ Kha ndng tai chinh manh. 4 4 16 4 16
¥ Ning lyc dao tao yéu. 2 3 6 2 4
¥ Hoat dong R&D yé&u 2 3 6 2 4
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Cédc yéu to Trong | C4c phuong 4n chién ludc
S0 Mua nha Sdn xudt
cung cAp | nguyén liéu
AS | TAS | AS | TAS
* C4c yéu to bén ngoai
¥ Nganh NVL ting truéng| 4 4 16 4 16
nhanh. )
¥ Nha cung cdp Alpha| 3 4 12 2 6
muon ban cong ty.
¥ Chi phi nhdp cong nghé| 3 3 9 2 6
16n.
v Céc d6i thi manh vé 2 3 6 2 4
cung 'ng nguyén li€u.
CHUONG VII

CHIEN LUJC CAP CONG TY

MUC TIEU CHUGONG VII

v Hi€u y nghia ctia chi€n lugc ciAp cong ty.

¥ Biét cdc chi€n ludc cAp cong ty thong dung.

¥ Biét cach d4p dung cédc chi€n ludc cap coOng ty.




CHUONG VII
CHIEN LUGC CAP CONG TY

1. Y nghia ctia chi€n lugc cap cong ty

* Chi€n ludc cip cOng ty giip nha qudn tri xdc dinh :
¥ Nganh kinh doanh ndo can tiép tuc.

¥ Nganh kinh doanh nao can loai bd.

¥ Nganh kinh doanh nao nén tham gia.

, CHUONG VI
CHIEN LUQC CAP CONG TY

2. C4c chi€n lugc ting trudng tap trung

2.1. Chi€n luge xaAm nhap thi trudng

* Pic diém

¥ Téang thi phan cho cdc sdn pham hién c6 & trudng
hlen tai bang cdc nd luc vé marketing.

" Bién phap

v Mua lai doi thd canh tranh cing nganh dé ting
truong.

v Tang sO lugng nhan vién ban hang, cac hoat dong
khuy&n mii, quing cdo va quan hé cong chung

¥ Khuyén khich khach hang st dung san pham nhiéu
hon hay thay th&€ sdn pham khi d€n han.
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* Ap dung khi

¥ Thi trudng con nhi€u tiém ning, nhu cau tiéu thu 16n.

v Cé thé ting mic dd st dung clia khach hang hién tai.

¥ Doanh thu cta cdc ddi thd canh tranh chd yéu gidm
nhung doanh thu toan nganh van ting.

¥ Doanh s0 ty 1& véi chi phi khuy€n mii va quang céo.

¥ Hiéu qud kinh t€ theo quy md dem lai Igi th€ canh
tranh.

. CHUONG VI
CHIEN LUQC CAP CONG TY

2.2. Chién lugc phat trién thi truong
* Pic diém

¥ Pua cdc sdn pham hién cé vao tiéu thu & cdc khu
vuc dia 1y mai.

" Bién phap

¥ St dung nha phan phdi dai dién & khu vuc mdi.

v Ty xay dung hé thdng phan phdi si va 1é & khu vuc
mdai.
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" Ap dung khi

¥ Céc kénh phan phdi mdi nhi€u, tin cdy, chi phi thap.

¥ TOn tai cdc thi trudng méi nhi€u ti€ém ning, chua
dugc khai thac.

¥ Ning luyc sdn xuat clia doanh nghiép du thira.

¥ Doanh nghiép thanh cong va ¢6 vi th€ manh & thi
trudng hi€n tai.

¥ Doanh nghiép c¢6 ngudn lyc tai chinh va nhan lyc dé
md rong hoat ddng.

¥ Nganh kinh doanh hoi nhip véi th€ gidi, m§ rong
pham vi toan cau.

. CHUONG VI
CHIEN LUQC CAP CONG TY

2.3. Chién lugc phat trién san pham

* Piac di€m

¥ C4&i ti€n cdc sdn phAm hién c6 dé bdn & thi trudng
hién tai nham ting doanh thu.

" Bién phap

v Thay d6i ki€u ddng, mau sic clia sin phim.

¥ B sung tinh ning, cong dung cho sdn phim.
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* Ap dung khi
¥ Hoat dong R&D ctia doanh nghi€p manh.

¥ Doanh nghiép kinh doanh trong nganh c6 tdc dd phat
trién cong nghé nhanh.

¥ Cdc sdn phdm tirng dudgc khiach hiang wva chong &
gial doan bao hoa.

¥ Doanh nghiép kinh doanh trong nganh ting trudng
nhanh.

¥ Céc d6i thd canh tranh chd y&u dua ra cdc sdn phim
t0t hon vdi gid canh tranh.

. CHUONG VI
CHIEN LUQC CAP CONG TY

3. Céc chién lugc hoi nhap
3.1. H¢i nhap vé phia truéc ( Forward integration)

" Pic diém

¥ Tién t6i s hitu hoic ting cudng ki€m sodt cdc nha
phan phoi hoidc ban 18.

" Bién phap

¥ Chuyén sang ty phan phdi sdn phAm, x6a bd su 1&
thudc vao nha phan phoi.

¥ Mua lai nha phan phdi clia cong ty.




~ CHUONG VII
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* Ap dung khi

¥ Nha phan phoi doi hdi chi phi cao hay ning lyc cla
nha phan phdi yéu.

¥ S6 lugng cdc nha phan phoi c6 ning luc trén thi
trudng han ché.

v Cac nha phan phoi hién tai dat 1¢i nhuan cao.

¥ Nganh dang ting trudng va ti€p tuc ting trudng.

¥ Doanh nghiép ¢6 dd ngudn lyc vé tai chinh va nhan
lyc @€ hodi nhap.

CHUONG VII
CHIEN LUGC CAP CONG TY

3.2. H¢i nhap vé phia sau ( Backward integration)

* Pic diém

¥ Tié€n t6i sG hitu hoidc ting cudng ki€m sodt cdc nha
cung cip cua doanh nghiép.

" Bién phap

¥ Chuyén sang tu cung ciAp vat tu, x6a bd su 1é thudc
vao nha cung cap.

¥ Mua lai nha cung cip ctia cOng ty.




CHUONG VII
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* Ap dung khi

¥ Nha cung cap khong di ning Iuc hoic cé chi phi cung
ung vat tu cao.

¥ Cdc nha cung cip hién tai dat 1¢gi nhuan cao.

¥ Doanh nghi€p c6 du ngudn lyc v€ tai chinh va nhin
lyc @€ hoi nhap.

¥ Doanh nghiép hoat dong trong nganh ting truéng
nhanh.

v So lugng cac nha cung cap trén thi trudng it.

v On dinh chi phi sdn xudt dem lai Igi thé cho doanh
nghiép.

CHUONG VII
CHIEN LUGC CAP CONG TY

3.3. Ho6i nhap theo chiéu ngang (Horizontal
integration)

" Pic diém

¥ Tim cdch s§ hitu hoic ting cudng ki€m sodt doi thd
canh tranh d€ ting trudng.

* Ap dung Khi

¥ Doanh nghiép c6 vi thé canh tranh tot.

¥ Nganh kinh doanh ting trung nhanh.

¥ Doanh nghi€p c6 ndang luc tai chinh va nhan luc.

¥ Ldi thé€ theo quy m6 dem lai Igi th€ canh tranh.




CHUONG VII
CHIEN LUGC CAP CONG TY

4. Cac chién lugc da dang
4.1. Chién lugc da dang héa dong tam
* Pic diém

P o A /o ® /, A A A A

¥ Phat tri€n san pham mdi co6 lién hé vé cong
A Zy * / /() AN /

nghé vdi cdc san pham hié€n cé.

CHUONG VII
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" Ap dung khi

¥ Nganh kinh doanh ting trudng thap.

¥ Cdc sdn phAm hién c6 dang § cudi vong ddi sdn
pham.

¥ Bd sung thém cic sadn phaAm mdi gitp cong ty ting
doanh thu.

¥ C4c sadn phadm mdi c6 thé chio ban véi gid cao.

¥ C4c sidn phim md&i khic phuc tinh thdi vu, cin
bing doanh s6 cho doanh nghiép.




CHUONG VII
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4.2. Chién lugc da dang héa theo chiéu ngang

* Pic di€ém

¥ Phat tri€n sdn phim mdi khong c6 lién hé vé
cong nghé vdi cdc sdn phAm hién c6 cho khich
hang hién tai.

CHUONG VII
CHIEN LUGC CAP CONG TY

" Ap dung khi
¥ Doanh nghi€p hoat dong trong nganh canh tranh
gay git hodc ting trudng thap.

¥ Dung kénh phan phdi hién c6 d€ giSi thiéu sin
phAm méi t6i khach hang hién tai.

¥ Doanh thu clia cdc sdn phAm hién tai ting bdi bd
sung cdc sdn phAm méi.




CHUONG VII
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4.3. Chién lugc da dang héa hon hgp

* Pic di€m

v Phét~trié?n san phAm m&i khong cé lién hé vé cong
nghé 14n thi trudng véi cdc sdn pham hién cé.

CHUONG VII
CHIEN LUGC CAP CONG TY

= Ap dung khi
¥ Doanh s6 va 1¢i nhuidn hang nim cua nganh kinh
doanh giam.

¥ Doanh nghiép c6 nidng luc tai chinh va qudn ly dé
canh tranh thanh cong trong nganh mdi.

¥ Doanh nghiép c6 th€ mua mot cong ty trong nganh
mdéi.

¥ Khi ngadnh bdo hoa va cé cdc nganh mdi c6 ty sult 1gi
nhuan cao.




CHUONG VII
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5. Céac chién lugc huéng ngoai
5.1. Chié€n lugc sat nhap va mua lai

* Sat nhap ( Merge) : Hai hay nhi€u cong ty k€t hop vé6i
nhau tao thinh mdt cong ty duy nhit c6 t6 chifc méi.

" Mua lai (Acquisition) : Khi cong ty mua lai mdt doanh
nghiép khdc nhim bd sung thém linh vuc hoat dong cho
cOng ty.

* Sdt nhap va mua lai 13 2 chi€n lugc thich hgp dé€ dat
hiéu qua theo quy mo, ting nang luc canh tranh va md
ra con dudng khai thac co hoi thi truGng mdi.

CHUONG VII
CHIEN LUGC CAP CONG TY

5.3. Chié&n lugc lién doanh ( Joint venture)
* Pic di€ém

¥ Khi hai hay nhi€u cong ty hgp tdc v6i nhau khai thic
cd hoi kinh doanh ma mo6t cong ty khdong du ngudn luc.

v Cdc doi tac thudng thanh 14p mot doanh nghiép lién
doanh ddc 1ap véi cOng ty riéng cua ho.

* Cac hinh thitc lién doanh

¥ Lién doanh qudc t€ d€ vudt qua rao cdn vé luat1é, vin
hoa.

v Lién doanh d€ cé du tai chinh thuc hién 1 chién lugc.

¥ Lién doanh giita cdc bén ¢6 nang luc khac nhau.




CHUONG VII
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5.4. Chién lugc nhugng quyén sang ché va thuong
hiéu

* Nhugng quyén sing ché& (Licensing) : Cho phép
doanh nghiép & nudc khic sdn xudt va bdn mot sdn
pham. Doanh nghiép dudc nhugng quyén phdi trd phi
cho viéc chuyén giao cong nghé.

* Nhugng quyén thuong hiéu (Franchising) : Cho
phép doanh nghiep khac md cta hang ban 1€ mang
thu’dng hiéu ciia minh. Doanh ngh1ep dugc nhugng
quyen phai tra phi cho viéc nhu’dng quyén.

AR dung khi : thuong hi¢u ndi ti€ng nhung khong da
ngudn lyc dé dau tu vao qudc gia khdc hodc ¢ khu vuc
dia 1y m&i nhu cau chua hap din dé dau tu truc tiép.

CHUONG VII
CHIEN LUGC CAP CONG TY

5.5. Chié€n luge thué ngoai ( Outsourcing)
*Pic diém

¥ Khi doanh nghiép thué cac don vi chuyén nghi€p bén
ngoai thuc hién mot s6 hoat ddng trong chudi day
chuyén gi4 tri.

* Ly do thuc hién chi€n luge thué ngoai

¥ C4c don vi bén ngoai thyc hién 1 s6 hoat dong culia
doanh nghiép t6t hon hay chi phi thap hon.

v Doanh nghiép mudn tap trung cho cdc hoat dong phat
huy ning luc cot 16i d€ tao 19i thé canh tranh.




CHUONG VII
CHIEN LUGC CAP CONG TY

6. Cac chién lugc suy giam

* Ap dung Khi

¥ Can sip x&p lai cong ty sau khi ting trudng nhanh.
¥ Nganh khong con ting truéng dai han va c6 1di
nhuin.

¥ Cong ty ¢6 cdc co hdi kinh doanh khdc hdp dan hon.
¥ Nén kinh t& khong 6n dinh.

CHUONG VII
CHIEN LUGC CAP CONG TY

6.1. Cit giam chi phi

" Dac di€m

¥ Gidm b6t chi phi va tai sdn d€ kim him suy gidm vé
doanh thu va Igi nhuin.

" Bién phap

v Giam thué mudn, sa thdi nhin vién.

* / /3 \ / yd A A
¥ Loai bd cac san phim va may méc khong hiéu qua.




CHUONG VII
CHIEN LUGC CAP CONG TY

6.2. Chién lugc loai bo
* Dic di€m
¥ Bdn mot trong cac SBU kinh doanh kém hiéu _qud

dé tap trung nguon lyc cho cdc SBU khdc hoic dau tu
vao linh vuc mé6i hap dan hon.

" Bién phap
¥ Ban SBU kinh doanh khong hiéu qua.

¥ Ban SBU trong nganh khdng cé tri€n vong hoic
khong dva trén nang lyc 101.

CHUONG VII
CHIEN LUGC CAP CONG TY

6.3. Chién lugc thu hoach
" Piic di€ém

¥ Tim cach t61 da hod luong ti€én mit cho cong ty.
" Bién phap

¥ Giam b6t lugng cong nhin vién.

¥ Giam chi phi mua nguyén liéu.

¥ Giam gia ban.




CHUONG VII
CHIEN LUGC CAP CONG TY

6.4. Chié&n lugc giai thé

" Pic diém

¥ B4n toan bd tdi sdn cla cong ty hoic tirng phan tai
san ciia cong ty.

* Ap dung khi

¥ St dung chién lugc gidm chi phi hoic thu hdi von
khong thanh cong.

¥ Cd d6ng tranh dudc ton that khi ban tai sdn clia cong
ty.

“ Chi con phudng dn duy nhat la gidi thé, ban tai sdn
dé thu tién.

CHUONG VII
CHIEN LUGC CAP CONG TY

7. Chién luge hon hgp

* Pic di€m

¥ Doanh nghiép két hop thuc hién 2 hay nhiéu chién
luge cung luc.

* Ap dung khi

¥ Doanh nghiép c¢6 nhiéu SBU khéc nhau.

¥ Doanh nghiép c6 di ngudn Iyc thuc hién nhiéu
chién lugc.
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CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

MUC TIEU CHUGONG VIII

¥ Hiéu y nghia cta chién ludc cAp don vi kinh

doanh.
¥ Hiéu y nghia ctia chié€n lugc cAp bo phan chic
nang.

v Biét cdc chién lugc cap don vi kinh doanh.
v Biét cdc chién lugc cAp bd phan chitc ning.

, CHUGONG VIII \
CHIEN LUQC CAP PON VI KINH DOANH VA
BO PHAN CHUC NANG

1. Chién lugc cap don vi kinh doanh

1.1. Y nghia ciia chi€n luge cdp don vi kinh
doanh

* Chién ludc cap don vi kinh doanh xdc dinh :
¥ Lgi thé canh tranh cho cac SBU cua cOng ty.
¥ Chién ludc canh tranh cho cdc SBU clia cong ty.




) CHUGONG VIII \
CHIEN LUQC CAP PON VI KINH DOANH VA
BO PHAN CHUC NANG

. Chién lugc canh tranh cdp SBU (Michael Porter)

Nguon clia 1gi thé

Khdc biét
Réng Chi phi thap nhat Khac biét hoa

Pham

vi Ngudi cung cip
canh Chi phi tot nhAt
tranh

ran Hep Téap trung vao

chi phi thdp nhat

-— . S AV

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

1.2.1. Chién lugc chi phi thip nhat

* Dic di€m

¥ S4dn xuit sdn pham vdi chi phi thap hon ddi thi.

¥ S4n xuit qui mo 16n, dé€ khai thdc 19i thé theo qui
mo.

¥ Khong tip trung tao ra su khdc biét héa sin pham.

¥ S4n pham c6 thé ddp &ng nhiéu phan khic thi
trudng.




, CHUGNG VIII \
HIEN LUQC CAP PON VI KINH DOANH VA
BO PHAN CHUC NANG

1.2.2. Chién lugc khac biét héa sin pham
* Pic di€ém

¥ S4n xuit sdn phdm doc ddo hon so véi @i tha.

¥ Pugc khach hang dianh gid ddc ddo hon doi thi &
cac khia canh nhu ki€u dang, do bén, cong dung, su
tin cay.

¥ S&n pham phuc vu cho nhiéu phan khiic thi trudng
khéac nhau.

, CHUONG VIII \
CHIEN LUQC CAP DON VI KINH DOANH VA
BO PHAN CHUC NANG

1.2.3. Chié€n lugc tap trung dwa vao chi phi thap

* Pic di€m

¥ S4n xuit sdn pham c6 chi phi thap hon ddi thi.

¥ Tap trung phuc vu mdt vai phan khic thi trudng.

¥ S&n phAm phit hop véi nhu cAu khach hang & phin
khuc lya chon.
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CHIEN LUGC CAP PON VI KINH DOANH
VA
BQ PHAN CHUC NANG

1.2.4. Chién lugc tap trung dya vao khac biét héa
* Dic di€m

¥ Tap trung phuc vu mdt phan khic thi trudng lua
chon.

¥ Hi€u nhu ciu khidch hang va 1am ra sdn pham dic
thi d4dp tng nhu cau riéng biét clia khiach hang &
phan khuc luya chon.

¥ S&n xudt sin pham dic thu vé ki€u ddng, do bén,
cong dung.

-— S A T

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

1.2.5. Chi€n luge ngudi cung cap chi phi tot nhat

* Pic diém

v K&t hop giita chi€n lude din dau vé chi phi thdp nhat
v6i chi€n ludc khdc biét ho4.

¥ Pem d€n cho khdch hang nhi€u gia tri hon so v§i s6
tién ho bd ra mua, bing cidch cung cip sdn phim
twong nhung vdi gid thap hon doi tha.

v Tao gi4 tri vuct trdi cho khdch hang bing sdn phim
mong dgi ciia ho véi gid thap.

* Vidu : Xe mdy Yamaha, xe Suzuki, tivi Samsung.




©

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

1.3. Chién lugc dai duong xanh (W. Chan Kim, Renee
Mauborgne )

©

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

Bién phap thuc hién BOS

Sédng tao
gia tri mdi




) CHUGNG VIII \
CHIEN LUQC CAP DON VI KINH DOANH VA
BO PHAN CHUC NANG

1.4. Chié&n lugc cap SBU dva vao thi phan

1.4.1. Cac don vi din dau thi trudng

* Chién lugc ting tong nhu ciu thi trudng

¥ Tim kiém cédc khu vuc dia Iy mdi.

¥ Tim ki€m khdch hang mdi.

¥ Kham phd cong dung méi clia sdn phAm

v Khuyén khich khiach hang st dung sdn phdm nhiéu
hon.

, CHUONG VIII \
CHIEN LUQC CAP PON VI KINH DOANH VA
BO PHAN CHUC NANG

* Chién lugc phong thi bdo vé thi phan

¥ Phong thd vi tri : S4n pham c6 chit luong cao hoic
chi phi thdp hon d6i thu.

¥ Phong thd bén sudn : Bdo vé nhitng di€m yé€u cia
cOng ty.

¥ Phong thu phia trudc : TAn cong ddi thi trude khi bi
ho tdn cOng.




-— e — = T

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

¥ Phong thti phdn cdng : Phin cdng vao di€m manh
hoic di€m y&u ctia d6i tha.

¥ Phong thd di dong : Phét trién sdn phAm mdi, phat
trién thi trudng méi, da dang héa sdn phim va thi
trudng.

¥ Phong thd co cum : B3 diém yé&u bio vé di€m
manbh.

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

1.6.2. Cac don vi thach thidc thi truong

* Xadc dinh déi thd tAn cong

¥ Tan cdng ddi thi din dau.

¥ T&n cOong doi thu tuong duong hoic nhd hon.




CHIEN LUJC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

" C4c chié€n lugce tdn cong

¥ Tan cOng phia trudc : tAn cong vao di€m manh cla
Ao ?

doi thu.

¥ Tan cdng man sudn : tin cong vao diém yéu cla
Ao ?

doi thu.

¥ T4n cOng bao vay : tAn cong phia trudc, bén sudn,

phia sau.

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

¥ Tan cong dudng vong : Pa dang héa sdn phAm va thi
trudng.

¥ Tan cong du kich : gidm gid, quing cdo, khuyé&n mai
trong mot thoi1 gian.
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CHIEN LUQC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

1.6.3. Pon vi theo sau thi truong

* Bdt chudc hoan toan sin phim, phan phdi,
khuy&n maii, quing cdo clia doi thi din dau.

* Bit chudc mot s6 tir doi thi dan dau, nhung van
gitt mot sO khac biét vé bao bi, gia ca, quang cdo...

* Bat chudc sdn pham va marketing cda doi thd
dan dau, nhung cai ti€n cho thich nghi thi trudng

muc tiéu.
) CHUONG VIII
CHIEN LUQC CAP DON VI KINH DOANH VA
BO PHAN CHUC NANG

1.6.4. Pon vi 4n nau

* Theo dudi chi€n lugc chuyén modn héa nhu :
¥ Chuyén mon héa theo khu vuc ban hang.

¥ Chuyén mon héa theo cong doan sdn xuAt.
¥ Chuyén mon héa theo khach hang.

¥ Chuyén mon héa theo dic trung sdn pham.
¥ Chuyén mon hda theo s6 lugng mit hang.

¥ Chuyén mon héa theo dich vu hd trg.




CHUUNG VIl
CHIEN LUQC CAP PON VI KINH DOANH
VA
__ BOPHAN CHUCNANG

2. Chién Ivge by phan chic ning
2.1. Y nghia cta chién luge bd phan chic ning

¥ Chién lugc cla cdc phong sidn xudt, marketing,
R&D, nhan su, thu mua...

v Hd tr¢ chién luge cdp SBU va dua trén chién lugc
cap SBU.

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.2. Chién lugc Marketing

* Dya vao chién lugc canh tranh cAp SBU dé xdc dinh
c4c thanh phan sau day :

¥ Pinh vi sdn pham.
¥ S&n pham.

v Gia ca.

¥ Phan phoi.

v Khuyé&n mai.

¥ Quang cdo.
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CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.3. Chién lugc sdn xuit

* Dya vao chién lugc canh tranh cAp SBU dé€ xdc dinh
céc thanh phan sau day :

¥ Quy md sdn xuit.

¥ Chiing loai sdn pham.
¥ Thiét k& sdn xuat.

¥ Day chuyén cong nghé.
¥ Tay nghé nhin cong.

¥ C4c cong doan vu tién dau tu.

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.4. Chién lvgc mua hang

* Dya vao chién lugc canh tranh cap SBU d€ xac dinh cdc
thanh phan sau day :

¥ Tiéu chudn nha cung cap.

¥ Cha't lugng nguyén liéu.

¥ Chung loai nguyén liéu.

¥ Quy md don hang.

¥ Cach thic cung ing don hang




CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.5. Chién lugc tai chinh

* Dva vao chién lugc canh tranh cAp SBU dé x4c dinh cédc
thanh phin sau day :

¥ Ngudn von huy dong.
¥ Quy md von.

¥ Ki€m sodt gi4 thanh.
¥ Phan bo von dau tu.

¥ Mitic 15i trén sdn pham.

CHIEN LUGC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.6. Chién lugec R&D

* Dya vao chién lugc canh tranh cAp SBU dé€ xdc dinh
cic thanh phan sau day :

¥ Ngan sach cho R&D.

¥ Ngudn luc dau tu cho R&D.

¥ Cac hoat dong R&D trong tam.

¥ Dan dau hay theo sau thi trudng vé R&D.




CHIEN LUQC CAP PON VI KINH DOANH
VA
BO PHAN CHUC NANG

2.7. Chién luge ngudn nhan luc

* Dua vao chién ludgc canh tranh ctia SBU d€ xéc
dinh :

¥ Tuyén dung va bd tri nhan su.

¥ Ph4t trién nghé nghiép va huan luyén.
v Hé thong ki€m tra danh gid nhan luc.

¥ Hé thong cédc chinh sdch ddng vién.

CHUONG IX
THUC HIEN CHIEN LUQC

MUC TIEU CHUONG IX

¥ Biét cich trién khai muc tiéu dai han thanh ngin

han.
¥ Bi€t cdch xay dung cdc chinh sdch hd tr¢g muc tiéu.
¥ Biét cich 4p dung md hinh cd ciu td chic phit hop.

¥ Biét cach xdy duwng ngin sach tai chinh.




CHAU'ONG IX
THUC HIEN CHIEN LUQC

1. Thié€t 1ap muc tiéu hang nam

* Muc tiéu hang nim chi din hoat dong cua cdc cé
nhan va b0 phan trong doanh nghiép.

* Trién khai muc tiéu dai han thanh muc tiéu hang
nam.

¥ Thi€t 14p muc tiéu hang nim cla cic SBU dé thuc
hi€n muc ti€u cong ty.

¥ Thiét 1ap muc tiéu hang nim phong ban duva trén
muc tieu SBU.

CHAU'GNG IX
THUC HIEN CHIEN LUQC

Cong ty
Hién tai : LJdinhuin 2 tri€u USD/nam.
2 ndm t61 : Ldi nhuin 3,5 triéu USD/nam.
Chién ludc : Phét tri|§n thi trudng,

|
SBU1 SBU2
Hién tai : Lo1 nhuan 1,5 triéu USD | | Hi€n tai : Ldi nhudn 0,5 trie¢u USD
Muc ti€u tang 0,5 trieu USD/nam | | Muc ti€u tang 0,25 tri€éu USD/nam

R&D San xuat Marketing Tai chinh
Phit tri€én 2 || Ting sdn Chi 0,25 triéu Ting von

mau mad mdi.| | lugng 20%. quang cdo 0,5 triéu.




CHUONG IX
THUC HIEN CHIEN LUQC

2. Xay dung chinh siach hd trg¢ thyc hién muc tiéu
2.1. Chinh sach
* Khai niém

¥ La nhitng huéng din va quy dinh vé cdng viéc cho
nhan vién.

" Tac dung

¥ Khuyén khich dat dudc muc tiéu chién lugc.

¥ Pua ra cdc quy dinh vé thudng va phat trong cong
viéc.

¥ Huéng din cong viéc cho nhin vién va gidm thdi gian
can thi€p ctia nha quan tri.

CHUONG IX
THUC HIEN CHIEN LUQC

2.1. Chinh sach cap cong ty
" Muc ti€u cong ty

¥ Sau 2 nam ting 1¢gi nhudn I€n 3,5 ty/nam.

* Chinh sach ho tr¢

¥ T thing 1 ndm nay, SBU1 va SBU2 tdp trung thuc
hién chi€n lugc phdt tri€n thi trudng dé ting 1gi nhuin.
v "1:1‘1’ thang 1 ndm nay, SBUI va SBU2 tap trung phat
tri€n thi trudng & chiau A.

¥ Tur thing 1 nim nay, ting von cho SBU1 va SBU2
hang nim d€ thyuc hién chién lugc phat trién thi trudng.




CHUONG IX

THUC HIEN CHIEN LUGC
2.2. Chinh sach cap SBU
* Muc tiéu cap SBU

¥ Phat tri€n thi trudng ting Igi nhuin 0,5 triéu
USD/nam.

* Chinh sdch hd trg

¥ Tu thdng 1 ndm nay, tang s6 1an quing cdo & thi
trudng chiau A 1én 5 lAn/nam.

¥ T thang 1 ndm nay, danh it nhit 65% san lugng san
xué't cho thi trudng chau A.

¥ Tl thiang 1 nim nay, tuyén dung cho thi trudng chiu
A 5 nhan vién/nim va ddm bdo nhan vién dugc dao tao
1 1an/nim.

CHUONG IX
THUC HIEN CHIEN LUQC

2.2. Chinh siach cua cdc by phan chic ning

* Muc tiéu bé phan san xuat

¥ Tang sdn lugng sdn xuat 20%/nam.

* Chinh sach hd trg

¥ T thang 1 nim nay, t6 sdn xudt ndo vudt chi tiéu sé&
dudc thudng 2 $/sdn pham vuat chi tiéu.

v T thdng 1 nim nay, cong nhin nao khong ving
mat mot ngay trong namsé dugc thudng 150 §.

Y Tif thing 1 ndm nay, mdi nhan vién phdi ting ca it
nhat 3 lan/thang.




CHUONG IX
THUC HIEN CHIEN LUQC

3. Piéu chinh co ciu to chifc
3.1. M6 hinh c¢ cdu to chifc chifc ning

= So do
Giam doc
Marketing Nhan sy Sin xuit Tai chinh
CHUONG IX
THUC HIEN CHIEN LUQC

" Dic diém
¥ Chia cac hoat dong thanh cdc phong ban chiic nang.
Uu diém

/ * /3 A A yd A A
¥ Phat tri€n sy chuyén mon héa trong cong viéc.

¥ DE tuyén dung va dio tao nhan su.
Nhugc diém
v Su phdi hdp gitta cdc phong ban yéu.
¥ Han ché& viéc ph4t trién cdc nha qudn tri cip cao.




CHUONG IX
THUC HIEN CHIEN LUQC

3.2. M6 hinh cd cdu td chiic theo san pham
* S¢ do

e ., ~
Tong giam doc

GDb. b6 gb GDb. M4y tinh GDb.Nudc ngot
| |
Marketing Nhan su Sdn xuat Tai chinh

CHUONG IX
THUC HIEN CHIEN LUQC

" Pic diém

¥ Chia cdc hoat dong theo cdc nhém sdn pham.

¥ Mdi nhém sidn phim giao cho mot nha quan tri.

¥ Phu hgp v6i doanh nghiép c¢6 nhiéu loai sdn pham.
* Uu di€ém

¥ Thuén tién cho viéc da dang héa sdn pham dich vu.
¥ Huéng su chd y va nd luc vao cdc nhém sdn pham.
* Nhugc diém

¥ Can nhiéu nha qudn tri cé ning luc quan 1y chung.
¥ Viéc ki€m tra clia cAp qudn tri cao nhat khé khin.




CHUONG IX
THUC HIEN CHIEN LUQC

.3. M6 hinh ¢ cdu to chic theo khu vuc
= So do

e ., ~
ToOng giam doc

GDb. Mién Bic Gb.Mién Nam Gb.Mién Trung
| |
Marketing Nhan su Sdn xuAt Tai chinh

CHUONG IX
THUC HIEN CHIEN LUQC

" Pic di€m

¥ Chia cdc hoat dong theo khu vuc dia 1y.

¥ Mbi khu vuc dia 1y giao cho mot nha quén tri.

¥ Phli hgp véi doanh nghiép c6 dia ban kinh doanh 16n.
* Uu diém

¥ Giao trach nhiém cho c4p thap hon.

v Khai thdc dudc cdc 1gi thé & cac khu vuc khic nhau.
* Nhugc di€m

¥ Can nhi€u nha qudn tri ¢6 ning Iyc quan Iy chung.

A * /\9 /\/ . /\, pd ~
¥ Viéc ki€m tra cua cap quan tri cao nhat khé khan.




CHUONG IX
THUC HIEN CHIEN LUQC

3.4. Co ciu to chic theo don vi kinh doanh chién
Iugc

T S0 do Tong gidm doc
| |
SBUI SBU2 SBU3
| | | |
San xudt | |Marketing| || Nhan sy Tai chinh

CHUONG IX
THUC HIEN CHIEN LUQC

* Pic diém
¥ Nhém cac hoat dong tuong tu nhau vao cuing SBU.
* Uu di€ém

¥ Viéc phat trién cdc nha quin tri cAp cao thuin Igi.

¥ Gitp cho viéc ra quy€t dinh nhanh hon.
* Nhugc diém
¥ Lam ting chi phi tién luong.

N o A . - P -
¥ Viéc ki€m tra cua cap quan tri cao giap khoé khan.




CHUONG IX
THUC HIEN CHIEN LUQC

3.5. M6 hinh co cau té chidc theo ma tran
* So do

Giam doc

P. Kinh P. San P.Nhan | | P. Tai
doanh Xuat Syl chinh

GDb.Duv an 1 — NVKDI — NVSXI1 — NVNSI1 — NVTCl1
| | | |

GD.Dy an 2|7 NVKD2|—+ NVSX2 |+ NVNS2 "TNVTC2

CHUONG IX
THUC HIEN CHIEN LUQC

" Pic diém
¥ Doanh nghiép tham gia vao nhiéu du 4n kh4c nhau.

¥ Mbi du 4n c¢6 nhan vién clia cdc phong ban tham
gia.

* Uu diém

¥ Viéc hinh thanh va gidi thé dé dang.

¥ Gidp doanh nghiép tham gia nhi€u du 4n khdc nhau.
* Nhugc di€m

¥ Mau thuin vdi nguyén tic thong nhit chi huy.

¥ Poi hdi nha quén tri phdi ¢6 trinh dd nhit dinh.




CHUONG IX
THUC HIEN CHIEN LUQC

4. Lap ngan sach

" Ngéan sdch 12 badn du todn thu nhip cta chi€n lugc
va nhu ciu von cho chién ludc.

" Tac dung cua ngin siach :

v' La cong cu d€ huy dong von thyc hién chién lugc.
v La cong cu ki€m sodt viéc thuc hién chién lugc.

" Cdc loai ngan siach cua chi€n lugc

v’ Ngan sach thu nhap

v’ Ngan sich ti€n mit.

CHUONG IX
THUC HIEN CHIEN LUQC

5. Piéu chinh hé théng khen thuéng

" Khuyé€n khich nhan vién thyc hién muc tiéu mdi, gidp
cong ty thuc hién chi€n lugc thanh cong.

" C4ac cong cu khen thudng :

v’ Luong, thudng, phu c4p.

v/ Cong nhan va khen thudng nhan vién c6 thanh tich.
v Thing tién.

v Giao quyén cho nhin vién trong cong viéc.

v Ting tinh hdp din cda codng viéc.




) CHUONG X
KIEM TRA CHIEN LUQC

MUC TIEU CHUONG X
¥ Biét qui trinh d€ thuc hién ki€m tra chié€n lugc.
¥ Biét cic loai hinh ki€m tra chién lugc.

g , ° A , e o N e AN
v Bié€t cac tiéu chi d€ ki€m tra chién ludc.

9 CHUONG X
KIEM TRA CHIEN LUQC

* Kiém tra chi€n ludc lién quan d&€n nhitng cdng viéc

sau :
v Ki€m tra cac diéu kién cd sd cta chi€n lugc.

¥ Po ludng k&t qud thuc hién véi tiéu chuin.

¥ Pua ra cdc diéu chinh d€ ddm b3o k&t qud thuc hién

phil hop véi chién ludc.
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1. Qui trinh d€ thuc hién viéc ki€m tra
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2. X4c dinh ndi dung kiém tra

2.1. Xem xét lai cac diéu kién co sG ctia chién lugc
¥ Xem xét lai nhitng thay ddi vé kinh t&, chinh phd,
nhu ciu, xa hoi va cong nghé dé diéu chinh lai ma
tran EFE.

¥ Xem xét lai nhitng thay ddi vé hoat ddng quin 1y,
san xuat, marketing, R&D, thu mua d€ di€u chinh lai
ma tran IFE.
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2.2. Do ludng két qua hoat dong cua doanh nghiép
va cac by phian

* Do ludong két qua hoat dong cua doanh nghiép
¥ ROI, ROE, ROS, EPS.

¥ Thi phan.

¥ Tang trudng doanh thu.

¥ Tang truGng tai san.
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* Do ludng két qua hoat dong ciia bo phan

v Kiém tra két qua : Po ludng k&t qua dat dudc cla
b0 phan.

v Kiém tra cach thyc hién : phu’dng phap thyc hién so
v6i chinh sdch, quy dinh, thd tuc va cdc yéu cau quin

Iy (ISO 9000, ISO 1400, kiém todn) .
v Kiém tra dau vao : do ludng viéc st dung cdc ngudn
luc nhu con ngudi, vat li€u, may moc.
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Balanced Scorecard Framework?*
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* Adapted Hom Eaplan & Noron 1936, The Balowed Seorecard . Harveard Business School Press: 2. Onginal from HEE Jan'Feh 19596, p. 78,
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A A A o N
3. DPé ra tiéu chuan kiém tra :

* Tiéu chudn ki€m tra thudng 13 cdc muc tiéu.

* Khi @€ ra tiéu chuin phai chd y cdc yéu cau :
¥ Tiéu chudn phai cu thé.

¥ Tiéu chuan do ludng dudc.

¥ Tiéu chuin phai kha thi.

¥ Tiéu chuin c6 gidi han sai 1éch cho phép.
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4. Do luong két qua thyc hién

" Po ludng k€t qud thuc hién clia doanh nghiép va
cac b0 phan

¥ ROI, ROE, ROS, EPS.
¥ Thi phan.
¥ Tang trudng doanh thu.

¥ Tang truéng tai san.
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5. So sanh k&t qua thu'c hién véi tiéu chuan

* X4c dinh sai léch giita k€t qua thuc hién va tiéu
chuin

¥ Né&u sai léch nim trong gidi han thi chdp nhan két
qua.

¥ N€u sai 1éch vugt gidi han phdi tim nguyén nhin
dan dén sai léch.
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6. Xac dinh nguyén nhan

* Cdc nguyén nhan c6 thé din dén sai léch giita két
qud va tiéu chudn gém :

¥ Phan tich va du bao mdi trudng khong chinh xac.

¥ Tiéu chudn va muc tiéu chua phii hop.

¥ T6 chitc khong hd trg cho thuc hién chién ludc.

¥ Thi€u hut cdc ngudn luc caAn thiét.

¥ Cac hoat ddng thuc hién chua hi€u qua.
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7. Pua ra bién phap diéu chinh

* Tuy theo nguyén nhin ti€n hanh dwa ra hoat dong
diéu chinh.

* Piéu chinh phdi ddm bio dua ra hanh dong khic
phuc va hanh dong phong ngtra trong thoi gian t4i.




