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QUAN TRI CHIEN LUOC

Chién luoc 1a gi?

Chién lwoc 13 tap hop cta cac chudi hoat dong dugc thiét
ké nham tao ra loi thé canh tranh bén virng (McKinsey,
1978).

Chién lwoc 13 phuong huéng va pham vi hanh dong cta
mot t6 chirc vé dai han dé nham muc tiéu dat duoc loi thé
kinh doanh thong qua viéc xac dinh ngudn Iyc hién co thé
str dung trong moi truong kinh doanh x4c dinh dé nham
théa man nhu ciu cua thi truong va dam bao g1 ich cho
tat ca cac tac nhan lién quan.

QUAN TRI CHIEN LUOC

Quan tri chién luoc 1a gi?

Quidn tri chién lwoc 13 tip hop cac quyét dinh va hanh
dong quan tri c6 anh hudng dén hoat dong kinh doanh dai
han ctia mét t6 chuec.

Quidn tri chién lwoc 13 khoa hoc va nghé thuat vé chién
lugc nham xay dung phuong hudng va muc ti€u kinh
doanh, trién khai, thuc hién ké hoach ngan han va dai han
trén co s nguon luc hién c6 nham giip cho mai té chirc
co thé dat duoc cac muc ti€u dai han cia no
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PTrAN QUAM

QUAN TRI CHIEN LUQC

* Xac dinh rd rang muc tiéu,
hudng di

* Phan b ngué)n luc mot
cach hi¢u qua

* Gan sy phat trién ngan han
trong boi canh dai han.
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~Budcl. Xac dinh sir mang, tam
nhin, muc tiéu cua to chuic
St mang: ban tuyén bd vé muc dich ciia to chirc
Tam nhin: vi tri ma t6 chirc mong c6 duoc
Muc tiéu va céc chién lugc hién tai cla cong ty s¢€ tro

thanh nhiing tiéu chi do luong hiéu qua lam viéc cho moi
nhan vién

Budc 2. Phan tich mo1 truong

Phan tich trén ca hai loai méi truong:
M®i truong nganh (moi truong tac nghiép)
M@i truong chung

Téc dung: hiéu rd nhiing gi dang dién ra trong mdi truong
bén ngoai va nhan biét dugc cac xu hudng quan trong co6
tac dong dén to chirc.
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- Budc 3. Xac dinh cac co hoi va
thach thuc

* Co hoi 1a nhitng hudng c6 tac dong tich cuc dén hoat dong
cua cong ty.

* Thach thuc 1 nhitng hudng c6 tac dong tiéu cuc dén cong
ty tr moi truong bén ngoai

Phan tich m6i truong = co hoi va thach thirc

WSS e S Y \

~—Budc 4. Phan tich cac nguon luc

cua to churc

* Ngudn lyc bén trong to

chtrc:

- Tai san hiru hinh

- Tai san vo hinh

- Nhan luc

* Chubi gia tri

* Nang lyc cdt 16i

* Thanh qua da dat duoc
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- Budc 5. Xac dinh diém manh, diém

yéu

* Piém manh 13 bat ky hoat
dong nao ma to chirc thyc

hién t6t hodc bét ky ngudn =
luc nao co6 tinh dac biét. \\/

* Piém yéu I3 cac hoat dong
t6 chirc khong 1am t6t hodc g
nhitng ngudn luc t6 chirc can A
nhung khong co

Phan tich ngudn lyc > diém
manh, diém yeu.

o —

ﬁ + Budc 5: Ma tran SWOT

Piém manh |Diémyéu

Co hoi

Thach thuac
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" Budc 6. Xay dung chién luoc

* Sau khi x4c dinh rd nhiing
co hdi ciia t6 chirc, nha
quan tri can thiét 1ap cac
chién luoc phat trién.

* Budc 6 két thiic khi nha
quan tri lga chon dugc
mdt chién lugc tot gitp
cho t6 chitc minh c6 duoc
nhiing loi thé vuot troi so
véi cac dbi thu canh tranh

" Bude 7. Thue hién chién luwoc

e Cac phuong phap trién
khai chién luoc:

- Xay dung co cdu t6 chuc
- Tién hanh céc hoat dong
tuyén dung va quan ly

nhan su

- Nang cao hiéu qua lanh
dao va dong vién nhan
vién.
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" Budc 8. Panh gia két qua

® Chién lugc cua to chirc co

hiéu qué hay chua?

® Néu co sai sot thi & khau

nao?...

—> Dua ra stra chira, thay doi
ncu can thiét.

PZCAC LOAI CHI

CONG TY

e -
| | |
Capnganh kinh Don vikinh Don vikinh Ponvikinh
doanh doanh chién doanh chién doanh chién
Irerc 1 Irorc 2 Irorc 3
Capchirc nang I I { T |
Nghién ciru & San xuat Marketing Nguon nhin Tai chinh
phat trien Irc
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CHIEN LUQC CAP CONG TY

* Nham xac dinh nhiing
linh vuc kinh doanh ma
doanh nghiép nén tham
gia hoic mudn tham gia
vao

¢ Phan loai:

» Chién luoc 6n dinh
» Chién lugc ting trudng
» Chién lugc suy giam

r > a
Chién lwgc 6n dinh
* Chién luoc 6n dinh 13 gi?
< khong c6 nhiing thay doi dang ké
< cac nha quan tri tiép tuc nhitng linh

vuc ma ho dang lam va rat e dé

chuyén sang hoat dong & cac linh
vuc khac.

° Kh1 nao :chi nha quén tri nén theo
duoi chién lvoc on dinh?

< hoat dong ctia to chirc 1a thoa dang

< moi trudng khong thay doi

CuuDuongThanCong.com https://fb.com/tailieudientucntt 9


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

9/13/2011

" “Chién lvoc téng\tru’c’)’ng

° Chiér} luogc tang truéng 1a chién lugce vcép cdng
ty nhadm tim kiém nhiing cécﬂh thirc dé l[am tang
mirc do hoat dong ciia mdt t6 chuec.

* Céc loai chién lugc tang truong:

< Tang truong tryuc tiép (ting truong tap trung)

“ Téng truong thong qua hoi nhap doc

- Hoi nhap doc nguoc chiéu

- Hdi nhép doc xudi (thudn) chiéu

- Hoi nhap ca hai chiéu

“ Tang truong thong qua hdi nhap ngang
< Tang trudng bing cach da dang hoa

- DPadanghoa co lién quan

- Padang héa khong lién quan.

Chién lwoc suy giam

e Chién lugc suy giam 14 chién
lugc cdp cong ty nham muc dich
giam qui mo hodc muc do da
dang cac hoat dong cua cong ty.

¢ Khi cong ty gap kho khan trong
hoat dong kinh doanh, chién
luge suy giam giup cong ty 6n
dinh hoat dong, cung cd céc
ngudn luc va ning luc san xuét,
san sang dé tiép tuc canh tranh.
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“~Chién lugc phat trién dya trén ma tran
BCG va so do vong do1 san pham.

* Giai dqan“‘bb stra”: thu lo1 nhuan V‘é‘ cang nhiéu cang tdt,
he_}n ghé dau tu thém va sfr dung gguén lo1 nhuan hién c6
dé dau tu cho céac sdn pham co tiém nang.

* Giai droan “ngoi sao”‘: mo rong dr:}u tu, kha péng sinh 101
chu yéu dua vao nguon luc cua to6 chire nhi€u hay it.

* Giai doan “con ch6”: khong c6 trién vong phat trién >
ban ré hay thanh ly.

* Giai d‘oan “dau h()iq”: can nhic va dua ra quyét dinh ban ré
hay dau tu phat trién.

- Chién lvoc cdp ngan
doanh

¢ Chién lugc cip nganh kinh
doanh xac dinh cach thirc
mot cong ty canh tranh
trong ting linh vuc hoat
dong ctia minh.

¢ Phan loai:

» Chién lugc chi phi thap

» Chién lugc khéc biét hoa

» Chién lugc tap trung
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Ldithé canh tranh

* Loi thé canh tranh Ia nhiing loi
the riéng bi€t Iam cho cdong ty noi
tri hon, n6 bat nguon tir kha Khac biét hoa
nang canh tranh cot 161 cua doanh
nghi€p — kha ndng doanh nghiép
¢6 thé lam duoc hodc lam tot hon
nhitng vi¢c ma cac doi thu khac
khong l1am dugc.

¢ Cac nha quan tri can phai lra
chon mot chién luge cé thé gilp -
doanh nghiép c6 dugc loi thé Chi phi thap
canh tranh.

Loi thé
canh tranh

e ndm Irelwong canh =

e tranh

Cic doanh

nhap nganh

De doa clia
cac doanh
nghiép méi

Sirc ép cla
nguéri mua

Cac ddi thii canh
tranh trong nganh

</

Cwing d6 canh
tranh

Be doacla
CAc san pham
thay thé

San pham
thay the

Ngu¥i cung
cap

Nguwéi mua

Sic ép cla
cacnha cung
P
cap

HINH 8.7 CAC LUC LUQGNG TRONG PHAN TICH NGANH
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Chién lwoc chi phi thap

* Mot cong ty dugc coi la ap dung
chién lwoc chi phi thip khi cong ty
d6 theo dudi viée san xuét véi chi
phi thdp hon ddi thu canh tranh.

* biéu kién &p dung:
» (Gia 1a yeu t6 quan trong doi véi
ngudi mua

» San pham tuong d6i dong nhat
» San xut v6i quy mo 16n

/ T——
Chién Iwgc khac biét hoa

¢ Chién lugc tao su khac biét cung cap
nhitng san pham c6 nhiing tinh ning
hodc dac diém khac bi€t va noi tro1
do1 véi nhitng san pham cua doi thu.

¢ Cho phép doanh nghiép c6 thé dinh
gia cao

* Chi phi khong phai 13 yéu t6 quan
trong.

- Nhén ra nhu cau cta khach hang va
thoa man nhing nhu cau do.
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Chién lwoc tap trung

* Chién lwgc tap trung nham vao loi
thé vé chi phi (tap trung duya trén chi
phi) hodc loi thé khac biét hoa (tap
trung dua trén khéc biét hoa) trén
nhirng phan doan thi truong hep.

* Muc tiéu: khai thac duoc hét tiém
nang cua I phan doan thi truong hep
(phan doan dya trén: s6 lwong sdn
pham, loai ngum tiéu dung cudi cing,
kénh phan phdi, hodc vi tri dia Iy cta
nguoi mua)
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Loai Igi thé
Chiphithdp  Khac biét hoa

W Chi phi thap |Khac biét hoa

(Cost Leadership) (Differentiation)

Pham
vi canh
tranh

Hep
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/ 7 e
Chién lwoc cap churc nang

Chién luoc cap chtrc ning nham thuc hién chién lugc
cap nganh kinh doanh.

Péi véi cac doanh nghiép tir lau di c6 nhitng phong
ban chirc ndng nhu san xuit, marketing, quan ly nhan
su, nghién ctru va phat trién, phong tai vu...thi nhirng
chién lugc ctia cac phong ban nay 1a nham dé thuc hién
chién lugc cap cong ty

Chién luoc R&D

Dua \{éo c‘hién lugc canh tranh cép nganh dé x4c dinh
cacvan de:

- Ngan sach cho R&D

- Nguén luc dau tu cho R&D

- Cac hoat dong R&D trong tam
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Chién luoc nhan su

Dua \{;‘10 c‘hié'n lwoc canh tranh cép nganh dé xac dinh
cac van dé:

- Tuyén dung va bd tri nhan sy

- P3o tao va phat trién nghé nghiép

- H¢ thong kiém tra danh gia nhan luc

- Chinh sach dong vién nhan vién

CuuDuongThanCong.com https://fb.com/tailieudientucntt

9/13/2011

17


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt

