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CHUC NANG HOACH BINH
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il HOACH PINH

Hoach dinh 1a qua trinh
an dinh nhifng muc tiéu
ma té chiic (cong ty)
phai hoan thanh trong
tuong lai trén co S0
tién liéu nhifng su viéc
co thé xay ra va xac
dinh bién phap tot nhat
dé thuc hién nhiing
muc tiéu do.

NGUYEN VAN THUY, MBA 2/34
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= "Uiéc hoach dinh 12 mdt tién trinh (khong nén lan
lon vdi ké hoach, 1a mat cam keét chinh thic de tién
hanh mat sd hanh dong chuyén higt) bat ddu bang
viéc trinh bay muc tiéu va dinh rd chién hige,
chinh sdch va cdc ké hoach chi tiét de dat dugc
muc tiéu; No cho phép hinh thanh va thuc hién cac
quyét dinh; N6 con bao gom mot chu ky mdi dé dé
ra muc tiéu va xac dinh chién hige, chu ky nay tién

hanh tuy theo thanh qua dat dugc"

NGUYEN VAN THUY, MBA
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Tai sao cac NQT phai
ti€n hanh cong viéc
hoach dinh cho DN ?

NGUYEN VAN THUY, MBA

4/34
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SU CAN THIET CUA @
HOACH DINH

NGUYEN VAN THUY, MBA 5/34

CAC LOAI HOACH DINH @

‘Hoqch dinh chién lugc ‘Hoqch dinh tdac nghiép

«<+Phan tich méi trudny
«<»Xac dinh sii ménh va muc tiéu

++Phan tich va xay dung chién lug¢ A .
Thuc hign chién iy <« - —Thong tin
«<»Banh gia va kiém tra |

v

«+Phan tich moi trudny

+<»Xac dinh si ménh va muc tiéu
+»Phan tich va xay dung chién lug¢
+<Thuc hién chién lugc
«<Danh gia va kiém tra

NGUYEN VAN THUY, MBA 6/34
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QUI TRINH @
OACH DINH CHIEN LUQC

Phan tich
moi —
trudng
hén ngoai
'y A 4 A\ 4
Xac dinh Xac dinh Xay Thuc Kiém
sif menh,, > sif ménh, Ny dung va hién trava
muc tieu muc tiéu lya chon T chién T danh
hién tai tuong lai cac CL lvge gia
Phan tich I I
hoan canh |~ I I
ndi ho
——————— > < >
Giai doan 1: Phan tich va xay dung chién lugc I 6D 2: I , 69 3:,
¢ Thuc hign ; Danh gia
CL CL
NGUYEN VAN THUY, MBA 7134

IATI DOAN 1: PHAN TICH VA XAY ‘Q
])U’NG CHIEN LUQC

1. Budc 1: Xac dinh si ménh, muc tiéu cia td
chiic
$if ménh va muc tiéu ciia td chic duge xac dinh qua viéc tré
|6i cac cau hoi nh sau:
« Ching ta (DN) 12 ai ?
< Ching ta mudn trd thanh mot to chic nhu thé nao ?
% Cdc muc tieu dinh hiing ciia chiing ta 1a gi ?

NGUYEN VAN THUY, MBA 8/34
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Buée 1: Xae dinh st ménh, mue tié@i
cua t6 chiie
= Sif ménh ciia DN 1a gi ?

< Disney World: “/am cho moi nguoi hanh phic"

<67 Mart: “ xay dung he théng phan plml sa 1 Viet
Nam, gop phan dua hang viét Nam ra toan cau"

= Ga phé Trung Nguyen: “fao dung thuong hieu hang dau
qua viec many ﬂen cho nguoi thuong thic ca phé
nguén cam hing sing tao"

<Coop-mark: “frd thamh siéu thi sa 1 Viet nam"

@""T@WP -",-'I‘/’- _ SAIGON ED.DF'_
S7Mart | ABD
ﬁ’/ = 150 9001: 2000

NGUYEN VAN THUY, MBA 9/34

sU MiiNH CUA Té cHUC *@

> Sii ménh cia tll chifc 1a mot
— - loi tuyen ho \IB muc ﬂl(:ll hay
Iy do khién td chiic do ton tai.

> Sif ménh cua tn chiic 12 khau
hiéu hay cu thé la né dién ta
nhifng 1y tudéng va hoai hao
ma DN hudng dén.

> Sif ménh thé hién muc tiéu
tony quat va co thoi han
khong xac dinh

NGUYEN VAN THUY, MBA 10/34
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@MUC TIEU CUA TO CHUC ‘@

> Muc tiéu ciia cty nhwa Chg Lén 1a ha gia
thanh SX, it nhat Ia 10% trong nam 2008;

> Gty gidy tan Mai, chi€m 19% thi phan giay
viét va 22% thi phan cac loai giay khac trén
thi trudng trong nudc trong nam 2008;

» Ca phe Trung Nguyén tang doanh thu Ién
gap doi (4 tiéu USD) trony vony 2 nam tdi

NGUYEN VAN THUY, MBA 11/34

@MUC TIEU CUA TO CHUC *@

> "Muc tiéu ciia td chiic 1a nhiing két qua
ky vong hay nhiing thanh qua ma nha
gua tri mudn td chic dat dugc trony
tuong lai"

> Theo d6 muc tiéu cia DN co thé la
doanh thu, Igi nhuan, thi phan, chi phi .

NGUYEN VAN THUY, MBA 12/34
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‘@MUC TIEU CUA TO CHUC ‘@

< Cac yéu cau cua muc tiéu
<= Pam hao tinh lién ll_Il: va ké thiia (lmkage)

= Muc tiéu dé cép dén két qué cén phai hoan thanh nhiém vy
(What)

< Muc tiéu phdi mang tinh dinh higng (Measurahle)
< Nac dinh rd thai gian thic hién (When)
< Thiic ddy $u cam két (Motivating)

< Gac loai muc tiéu
< Muc tiéu chung (muc tiéu dai han )
= Mug tiéu tac nghiep (muc tiéu ngan han)

NGUYEN VAN THUY, MBA 13/34

uwoe 1: Xae dinh su? menh ‘@

= Mot diéu luu y trong budc 112 qua trinh xac
dinh si mang va muc tiéu khong dugc tién hanh
1 cach co lap, hiét 1ap ma si mang va cac muc
tiéu dugc phat trién trong sudt qua trinh phan
tich nhifng thuan loi va kho khdn cua moi
truidny bén ngoai, ciing nhu viéc danh gia nhifng
diém manh diém yéu ciia td chiic.

NGUYEN VAN THUY, MBA 14/34
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S BUGC 2: PHAN TICH MO1 @

V TRUGNG NOI B CUA DN

< Danh gia nhifng diém manh (Strenghts) va

diém yéu (Weaknesses) ciia td chiic

< Su danh gia nay bao trum Ién toan ho cac
linh vuic nhu: nhan sy (human resource), tiép
thi (marketing), cong nghé (technology), tai
chinh (Financial), nguyén vat liéu (material)
va td chiic quan Iy (management style).
Thong tin co duoc lay tii phan tich moi
trudng ndi ho.

X/
0‘0

NGUYEN VAN THUY, MBA 15/34

ﬁnn’(’ic 3: PHAN TiCH M1 @

v RUGNG NGOAI VI CUA DN

< Nhan dién nhiing co hdi (Opportunities) va nguy
co (Threats) ciia to chiic

< Thong tin co duoc 1ay ti phan tich mdi trudng
hén nyoai
v Mi tmiting vi mo: sii dung cong cu phan tich PEST

v'Mdi tmigng vi md : sii dung mé hinh 5 lic ciia Michael
Porter

NGUYEN VAN THUY, MBA 16/34
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\W) BUGC 4: XAY DUNG VA LUA @
V CHON CHIEN LUGC

= Xéy dung chién luige: sii dung cdng cu ma trédn SWOT:

= Ma trdn SWOT dugc xay dung dua trén nén tang ciia
vigc két hgp nhirng co hoi va de doa tr méi trudny hén
ngoai véi nhiing diém manh, diém yéu cia DN, Ui d6 xdc
dinh nhiing CL co thé si duny. Trong do:

< Diém manh (Strengths); Biém yéu (Weaknesses) rit ra
tii moi truiing ndi b

G0 hoi (Opportunities); Be doa (Threats) rut ra tii moi
trwang bén ngodi( moi trwdng vi md va vi mo)

NGUYEN VAN THUY, MBA 17/34

@ QUI TRINH PHAN TiCH SWOT wi

<Budc 1: Xac dinh nhiing co hdi, nouy co, diém
manh, diém yéu co tinh guyét dimh ma DN
dang hodc sé ddi mat.

<Budc 2: Dua ra cac két hop trén co S6 “phit
huy diém mank, khdc phuc diém yéu, tin duny
co hoi, han ché rii ro”, Theo do co 4 két hop
nhu sau: -0, S-1; W-0, W-T

<Budc 3: Bua ra cac chién lupe du thao.

<Budc 4: Lua chon chién lupe.

NGUYEN VAN THUY, MBA 18/34
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CAU TRUC SWOT @

CO HOI(0) BE DOA(T)
1 1
SWOT 2 ?
3 3
DIEM MANH (S)
, /0 /T
, $,0,0,: Chién e 1 $,8,1.T, : Chin lige 1
3 $,0,0.: Chién hige 2
BIEM YEU(W)
1 w/o W/t
: W,W,0,0, : Chién ligc 1 W,W,T,T,T,: Chién lige 1
NGUYEN VAN THUY, MBA 19/34

v JCAC CHIEN LUGC TONG THE ‘@

Tang trudng nhanh:

Thadm nhap thi trudng (Market Penetration)
~> Mé rang thi tmiong(Market Development)
Phat trign san pham (Product Development)

Chién luoc
tang trudng

\ 4

Téng truéng on dinh
Két hgp vé phia trudc (Forward Intergration)
N Két hap vé phia sau (Backward Intergration
Két hap theo chiéu ngang (Horizontal Inte)

NGUYEN VAN THUY, MBA 20/34
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))CHIEN LUGC THAM NHAP J@
THI TRUONG

Chién luge tham nhap thi trugng /a viéc tim kiém co’
hoi phat trién trong cac thi truong ma DN dang hoat
dong vai nhing hang hoa/ dich vu hién co. DN thic hién
GL nay khi:

Khi thi truGng hién tai ##dny 4/ bdo ho véi nhiing SP/ DV nao dé
Khi 74z 4 tiéw dimg sdn phamcia ngudi tieu ding co thé Ldng ca0
Kni 74/ phin cia 467 thi camh framh chinh suf gidm, nhing doanh
$0 toan nganh danyg tang

Mdi tuong quan giiia doamh s6°va chi phi tigp thi thudn loi

Tang /o7 thé canh tramh do ting gui mé san xust lon

NGUYEN VAN THUY, MBA 21/34

CHIEN LUGC MO RONG J@
THI TRUONG

Chién lwigc md rong thi trugng la vige tim kiém

co hdi phat trién ¢ nhiing thi truong mdi cho

nhifng san pham hién cd. DN thic hién CL nay khi:

Khi g4 kémh phin phdi mdi 43 chudn bj san, chi phi 1hap,

chat lugnyg tin cdy duge

Gon thi trudng mdi, chwa bao hod

Ngudn lue vén, nhdn lue, v kihd nimg san xudt con Hhia

Yéu 16 cong nohé va /4 quyén kinh doamf cia doanh

nghiép dang phat trién

NGUYEN VAN THUY, MBA 22/34
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CHIEN LUGC PHAT J@
TRIEN SAN PHAM

= Chién lugg phat trién sin pham la viéc tim kiém ¢co' hgi
phdt trién bang cdch tao ra nhing SP.moi hay cdi tién
nhing SP hign cd bang cdch cdi tjen vé chat luong (tiny
thém tinh nang si dung, thay doi bao bi, guy cach, mau
ma). DN thiic hién CL nay khi:

= DN co nhitng sn phdm thimh cong, dany G yiai doan chin mii cia ving
447 san pham

= Doanh nghiép canh tranh trong mot nganh co nhimg pAar trién comg
nghe mhamh ching

= Cic 467 thi camh tramh dua ra mhing sin phim 161 hon vai gid cd tinh
canh tramh cao

= Nganh co 74z 4d phdt trién cao
= Doanh nghiép co bo phén #£7 manh

NGUYEN VAN THUY, MBA 23/34

CHIEN LUGC HOP NHAT
vii PHIA TRUGC ‘@

= La CL bao ham su xam nhap cla cty vao cac linh vue Kinh
doanh CL ma cac nha phan phdi cia cty dang hoat dong. DN
thuc hién CL nay khi:

= Khi céc mhd phan phdi hign 13/ cia oly qua fén kém, hodc l/m//y I/ll,' fin
ll/flly Juge, hoac khony co kha néng dap iing ﬂllﬁll!] doi hdi vé phan
phi cia cong ty

= Khi ll:lac nhd phdn phoi cd chat lugng qud /f 48 co thé co 1gi thé canh
tran
= L i tiéw fhw sdn phdm chia cho cac nha phan whdi a0

= Khi cty canh tranh trong mot zgdmh dang phat Irigm va con kha néng
phat trién trong tiang lai

= ['ﬂ 44 mgudn fue (nhén Sy, von) dé quén ly viéc phén phdi cac sp chinh
ciia cty

= G0 nhiéu thudn /g7 do dn dimh sdn xudt
= [4/ gdpcia nha phan phdi va ban I8 hién tai ca0

NGUYEN VAN THUY, MBA 24/34
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CHIEN LUGC HOP NHAT @
Y Vi PHIA SAU

= La CL bao ham sy xam nhap ciia ety vao cac linh vuc Kinh
doanh CL ma cac ‘nha cuny cap ciia cty dang hoat dong (su
hop nhat vdi cac nha cuny cap hay hang cach tao ra
nhiing don Vi KDGL mdi). DN thuc hién CL nay khi:

= Khi cac nha cung II’IIU hién tai cia cty qua ton kém, |(|IIIIIU tin titny
duge hodc khong di kha nang ‘thod man nhiing doi hdi ciia cty

Ghi phi cung ing cao

$d luigng nha cung iing it, ddi thi canh tranh nhiéu
Nyanh hoat dgny dang phdt trién manh

Co di ngudn hic (nhan su, vun) dé ty cung ing cho minh

Co nhiéu thudn 1gi do sy dn dinh ciia gid cd SP (DN co thé an dinh gia
d4u vao, két hap vdi chién lidc gia SP ddu ra)

Lai gdp cita nha cuny iing hién tai cao
= DN dang cdn Sy cung iing ngudn tai nguyén nhanh chang

NGUYEN VAN THUY, MBA 25/34

SWHIEN LUGC TAO LOI THE @
Y CANH TRANH
1. Chién hige tao su khac hiét '

hod sdn pham
(Differentiation Strategy)

2. Chién lugc dan dau vé gid

N e
ban thap (Cost leadershp U= ﬂ@%
sirategy) { ‘a} p-
3. Chign ligc tip truny l £\
(Concentration strateqy) &

NGUYEN VAN THUY, MBA 26/34
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« W) CHIEN LUGC DAN DAU J@

Y CHI PHi THAP
= La chién lugc hudng tdi muc tiéu trg thanh nha
SX l.'ﬂ chi ﬂlll ”laﬂ Illlat tronyg Ilyﬂllll voi tiéw

chuan chat lugng nhat dimh. DN thic hién CL nay
khi:

v'Kha ndng tiép can van tot dé dau ti vao thiét bi sn xuat
v'Ndng Iyc thiét ké san pham dé tang hieu qua san xuat

v/ G0 trinh d0 cao trong sén xudt

v'Cd cd hai tiép cén vdi ngudn NVL I6n co ban gid thip

v’ Gidm liige 1$d chi phi khang cdn thiét

NGUYEN VAN THUY, MBA 27134

o SWCHIEN LUGC KHAC BIET J@

Yr HOA SAN PHAM
= L4 chién luoc phit trién SPDV ciia DN sao cho SPOV
cd nhiing ddc tinh doc dao va duy nhat (hinh dang,

mau ma,chat /llﬂ’lly Sall ﬂllﬂlll thoi gian giao

hang, su nhan biét vé thuong hiéu). DN thic hign
CL nay khi:

v 0o Imé‘nﬁng nghién ciu va tiép cin cac thanh tuu khoa hoc
hang dau

v Nhom nghién ciiu va phat trién co kyj ndng va tinh sang tao cao
v DN co danh tiéng vé chat higng va kha néng doi mdi cia DN

NGUYEN VAN THUY, MBA 28/34
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@Clﬂﬁl\l LUQC TAP TRUNG J@

< La chién lWgc canh tranh bang cach tap trung
ngudn lwc, siic manh vao mdt san pahm, mot
phan khiic thi truong hay mot nhém khach hang
dac hiet.

< Chién lyoc tap trung huéng téi 1 mang thi
truong twong déi hep (Market Nicher
Strategy), 6 do DN cd gang gianh Igi thé canh
tranh nho chi phi thap hodc khac hiét hoa SP
ciia minh.

NGUYEN VAN THUY, MBA 29/34

SHGIAT DOAN 2: THUC HIEN J@
v CHIEN LUGC

<% K& hoach CL can chi rd nhiing hoat dong nao sé digec
tién hanh dé dat dige cic muc tiéu dé ra. Chang han ké
hoach CL phdi dy kién loai cong nghé, cdc pidi phip
marketing, ngudn tai chinh, nhan hic sé dge si dung.

«% Khi tién hanh 1ap ké hoach, trong do cén néu rd:
Chinh xdc la phai lam vigc gi ( What)

Tai sao phéi lam viéc do (Why)

Ai thuc hién ( Who)

Thc hién nhu thé nao ( How)

Bao gid thuc hién ? bao gid ket thic ? (When)

Nai thie hién ( Where)

NGUYEN VAN THUY, MBA 30/34
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o SWGIAI POAN 3: KIEM TRA J@
V A DANH GIA CHIEN LUGC

< Néu sy thuc hign khong dat dugc két qua mong dgi, thi
can |1I|a| ¢6 nhiing diéu chinh kip thdi. Chéng han nhu
thay doi muc tiéu, CL ma ho da vach ra lic d4u.
Va sau khi hoan thanh muc tiéu dé ra, thi NQT ciing
can phai danh gia Xem nhitng gi da lam dwgc, nhifng gi
khong lam dwge dé rit ra bai hoc kinh nghiém cho I1an
sall.

)
0‘0

NGUYEN VAN THUY, MBA

y?}im[ HUONG QUAN TRI *@

= C0 S0 may gia cong A c0 nang luc SX 10,000 ao
somi/ thang. Day Ia co G nho, may mac thiét bi con
trong théi gian si dung tot, tay nghé cong nhan
alilupn,?)hmh bo may quan Iy gon nhe (16D,1PGD va 1

= Tinh hinh SX ciia co so binh thuong voi nhiing hop
dong may ao somi truyen thnng phi hop véi nang
luc cua ho. Nhung dau nam co 1 khach hang dén ky
?I:m dong gia cong 150.000 ao trong théi gian 4
any.

= PGB va Qﬂ Bllll rang day la thoi co t‘t dé XN trang
hi thém may moc mo rong qul mo cia XN, va de Ilglll
6D nhan hop dong nay, dong thlﬂ tién hanh tuyén
thém cong nhan va mua may moc.

NGUYEN VAN THUY, MBA 32/34
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Cau hoi ‘@

Nhung 6D lai cho rang viéc mé rong qui mo
lic nay Ia chua can thiét va khong co hiéu
gua. Nhung ong ciing ky HB va giai quyét nhu
sau: giif Iai 1 s0 lugng gia cony phu hop voi
NLSX ctia XN, phan con lai ciia HD giao lai cho
cac co sd khac gia conyg hudng 1 khoan chénh
Iéch. Cau hoi:

1. Ban hay nhan dinh 2 y kién néu trén ?

2. Tinh hudng trén, cé thé két luan dng GB cé tam nhin
CL khong ?

3. Trong trudng hop nay, thi CL nao Ia thich hop nhat ?

NGUYEN VAN THUY, MBA 33/34
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