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I. KHAI NIEM & TAM QUAN TRONG
1. Khal niém
Chién lwoc bao gom nhitng dinh hudng va muc tiéu dai
han co ban cda t6 chirc va dua ra phuwong an hanh dong
va su phan bo cac nguon luc can thiét dé dat duoc
nhiing dinh hudng, muc tieu do.
Qudn tri chién lwoc 13 tip hop cac quyét dinh va hanh
dong quan tri cO anh hudéng dén hoat dong kinh doanh
dal han cua moét t6 chirc. NO bao gom tat ca cac churc
nang quan tri co ban: lap ké hoach, to chirc, trién khai va
kiém soét chién lugc.
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2. Tam quan trong e

Viéc 1ap ké hoach chién lugc gilp cac nha quan tri
c6 duogc nhitng muc tiéu mot cach cu thé va gidp
cho nhan vién cd tam nhin thong nhat. Do vay,
chién luoc lién quan dén nhiéu quyét dinh ctua nha
quan tri. Hau hét cac su kién quan trong hay nhitng
thanh bai trong kinh doanh déu lién quan dén quan
tri chién lugc.
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I1. QUY TRINH QUAN TRI CHIEN LUOQC
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cac chién
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- 3. Xéc dinh
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1. Xac dinh
s mang, muyc
tiéu va chién
luge hién tai
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4. Phén tich 5. Xac dinh
cic nguon lue M diém manh va
ctia to chirc diém véu
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1 . Xéac dinh sir mang, muc tiéu va cac chién lu’0’c hién
tai ciia to chirc

Sir mang (Mmission):
v|a cau tra 101 ctia to chire vé Iy do ma nd ton tai

v'Str mang Mo ta mC)théCh ngan gon nhitng muc dich
duoc theo duoi bai to chire.

v'Nhitng cau hoi chu yéu:
> Tai sao chiing ta ton tai?
» Chlng ta hoat dong trong Iinh vuc nao, nganh nao?
» Chuing ta theo duoi nhitng muc dich nao?
» Chang ta phuc vu nhitng nhOm ngudi nao?
» Chang ta khac biét vdi cac to chitc khac nhu thé

nao?
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1 . Xéac dinh sir mang, muc tiéu va cac chién lu’0’c hién
tai ciia to chirc

Tam nhin ciia doanh nghiép (vision): dinh hudng cho
doanh nghiép phai lam gi

Muc tiéu (goal): 1a nén tang cta viéc hoach dinh. Muc
tieu ma cong ty dat ra s€ trd thanh nhirng tiéu chi do
luong hiéu qua 1am viéc cho moi nhan vién. Hiéu rd
muc tiéu hién tai cua cOng ty cling giup cac nha quan tri
nhan ra khi ndo thi muc tiéu can phai dugc diéu chinh.
Chién lwoc hién tai (current strategies): xem nhiing
cong viéc dang lam c6 hiéu qua khong dé tr doé co
nhitng thay do6i va diéu chinh cho phu hop.
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2. Phan tich moi tredng bén ngoai _—
Buéc 2 két thic khi nha quan tri hiéu ro nhimg a dang
dién ra trong méi truong bén ngoai va nhan biét dugc cac
Xu hudng quan trong c6 tac ddong dén cong ty.

3. Xac dinh co hoi va thach thirc
Co hoi (opportunity): la nhirng hudéng co tac dong tich
cuc, nhitng di€u kién thuan lo1 cho doanh nghiép.
Thach thirc/de doa (threat): la nhitng huéng co tac dong
tiéu cuc trong mol truedong bén ngoai.
Luu V: mot moi truong ¢6 thé dem dén nhitng co hdi cho
to chirc nay nhung lai la nhitng thach thirc doi véi to chirc
khac. Dieu nay phu thudc vao nang luc va kha nang quan
ly nguon luc gitra cac to chirc khac nhau.
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4. Phan tich cac nguon he ciia to chire (Phan thh MmOl
trwong bén trong) B

Tai chinh, nguon nhan luc, k§ ning, trinh do, co so
vat chat k¥ thuat, uy tin, thuong hiéu, bi quyét cong
nghé¢, cach thirc quan ly...

Néu c6 mot trong so cac nguon luc hodc kha ning cua
to chtc 14 doc dao va duy nhat thi nd s& tré thanh
néing luc cot 16i cua to chitc d6. Niang luc cot 16i 13
nhitng nguodn luc, kha niang gilp tao ra gia tri chinh
cho to chirc, nd trd thanh vii khi canh tranh hiéu qua
cua doanh nghiép.
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5. Xac dinh diém manh va diém yéu _—
Piém manh: bét ky hoat dong ndo ma 6 chire thyrc hién ot
hoac bat ky nguon luc nao cé tinh dac biét.
biém yé'u:‘CéC hoat dong ‘mé to chitc khong lam tot hoic
nhirng ngudn luc t6 chirc can nhung khong co.

3 tiéu chuan nhan dién nhiing kha ning chu yéu ctia DN:

v Kha ning cO thé tao ra thém tiém ning dé mo rong thi
phan.

v Kha ning cot yéu dé co thé dem lai cho khach hang nhiéu
loi ich hon tir cac loai hang hoa hay dich vu ma ho da
mua.

v Kha niang c6 thé tao ra nhitng san pham ma cac doi thu
canh tranh khéng thé sao chép duoc.

Vian héa DN manh hay yéu ciing tac dong khac nhau dén
chién luoc cua td chire.
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6. Xay dung cac chién luge _—
Xay dung tat ca cac phuong an chién Iuoc
Panh gia va lua chon cac chién luoc phl hop. Do Ia
nhiing chién lugc ¢6 thé hod tro va bo sung 1an nhau dé
giup cong ty khai thac duoc nhitng thé manh cua minh
va tan dung duoc nhirng co hoi ciia moOi truong.

7. Trién khai cac chién lwoc

8. Panh gia két qua

ccccccccccccccccc
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TI1. CAC CAPCHIEN LUQC

Cap cong ty Cong ty da
nganh
Cap nganh kinh Don vi kinh Don vikinh Don vikinh
doanh doanh chién doanh chién doanh chién
lwoe 1 lwore 2 lwoe 3
Cap chirc ning
Nghién ctru & San xuat Marketing Nguon nhén Tai chinh
phat trién lwe

CuuDuongThanCong.com

https://fb.com/tailieudientucntt
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1. Chien lugc cap cong ty
/D{C)phém quan |y cao nhat vach ra nham xac dinh cach

thirc DN sé tién hanh hoat dong va vai tro cia moi don vi
KD trong DN trong viéc theo duoi cach thirc hoat dong do.

Piém manh —
@Lu’o’c tang trwéng > Chien lwoc
én dinh

co gia tri

Tinh
trang

cua
doanh

nghiép

iy
DPiém yéu m
cO ban

<Chién lwoc suy giém>

-
Nhiéu ’ N - Nhiéu de
ng mol trwon
cohei  |'nhitrang moitrirong g,
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1.1. Chién hrgc ting truéng =
p—

Chién luoc ting truéng: nham tim kiém nhitng cach
thire 1am tang mirc do hoat dong cua to chtc, dua trén
diém manh ctia doanh nghiép va moi trudng bén ngoa
nhiéu co hoi. Chién lugc ting trudng bao gom cac bién
phap gia taing vé mat so luwong nhu doanh s6 ban hang,
s0 lwong nhan vién va thi phan.

Tang trudng cO thé thong qua viéc md rong truc tiep
(chién luwogc tang truéng tap trung), da dang hoa, hodi
nhap doc, hay hoi nhap ngang.
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a. Chién luge ting treong tap trung (mé ) rOng
truc tiép)
Céac cong ty hoat dong trong 1 nganh duy nhat (DN
don nganh)
Bién phap: tang trudéng thong qua chinh cac hoat
dong Kinh doanh ciaa minh (Khong c6 cong ty nao bi
mua lai hay bi sap nhap)
vTang doanh so, ning luc san xuat va nguoén nhan
luc trong ndi bd cong ty, mé rong thi phan, thi
trueong. ..
vThiét 1ap cbng ty méi hay chudi cung tng/phan
phoi (M6 hinh céng ty me, cong ty con), ...

ccccccccccccccccc
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b. Pa dang hoa tap trung _—
Cﬁrﬁ/ hoat dong trong cac phan nganh méi ¢ lign
quan dén nganh kinh doanh chinh ctia minh
Bién phap: thong qua sap nhap hoac mua lai, thanh
1ap mon.

c. Pa dang hoa to hop

Cong ty mé rong hoat dong sang phan nganh maoi
nhung khong lién quan dén phan nganh cii (khong
phai doanh nghiép don nganh). Do vay, chién luoc
nay mang do rui ro cao nhat.

Bién phap: thanh lap ma1, mua lai.

ccccccccccccccccc
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d. Hoi nhap doc _—=
lano luc cua doanh nghiép dé gianh lay quyén kiém
soat dau vao (hoi nhdp doc nguoc chiéu) hoac quyén
kiém soat dau ra (hoi nhdap doc thuan chiéu) hoac ca
hal.

Trong chién luoc hoi nhap doc nguoc chiéu, to chirc
cO gang gianh lay quyén kiém soat dau vao bang
cach tr¢ thanh nha cung tng chinh.

Trong chién lugc hdi nhap doc thuan chiéuy, t6 chirc
tim cach tang trudng bang cach mua lai, ndim quyén
s¢ hiru hodc tang su kiém soat doi vai cac kénh chire
ning tiéu thu gan véi thi truong dich nhu hé thong
ban va phan phoi hang.
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e. Hoi nhap ngang =
doanh nghiép két hop véi cac doanh nghiép khac
trong cung nganh dé 1am cho minh manh hon. Piéu
ndy dong nghia voi viée doanh nghiép phoi hop hoat
doéng véi cac doi thi canh tranh.

Tuy nhién, phap luat canh tranh va chong doc quyén
trong nén kinh té thi truong c6 xu hudng han ché
loai chién lugc nay.

— Chién lugc ndo cd do rui ro cao nhat/thap nhat?
>Chién lugc da dang hoa to hop 1a rai ro nhat.

>Chién lugc tang trudng tap trung tao ra it rai ro
nhat.

ccccccccccccccccc
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1.2. Chién lrge 6n dinh —

cong ty khong cé su thay doi dang ké (san pham, thi
truong, khach hang...)

Phu hop véi moi trudong 6n dinh.
Céac doanh nghiép rat it khi str dung chién luoc nay.

Thuong pho bién trong cac céng ty quy moé vira va nhd
hay cac cong ty gia dinh quan ly.

ccccccccccccccccc
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1.3. Chién lwge suy giam —

Khi moi truong nhiéu de doa ma doanh nghlep lai
c6 nhiéu diém yéu

Thu hep quy mO thi truong hodc gidm muc do da
dang hoa cac hoat dong (D¢ thi truong tang trong 1
phan nganh s& gilp giam 10)
T6 churc theo duoi chién luoce suy giam khi
vsu canh tranh gay gat trén pham Vi toan cau va
vviéc bai bo cac qui dinh anh hudng dén hoat dong
cua ho hoac budc ho tot hon nén tap trung vao
mot sO hoat dong chinh.

ccccccccccccccccc
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1.4. COng cu phan tich chién lwoc cap cong ty-
BCG (Boston Consulting Group)

Toc do tang trudng cua thi truong (co hoi) do bang: toc
dd tang trrong doanh so6 va nhu cau

Thi phan DN dang xem xét

Thi phd‘n twong A0 = e

Thi phan DN 16n nhat trong nganh

MO0 hinh BCG gia dinh:
v Thi phan tuong d6i 1én = thu nhiéu loi nhuin

v Thi phan tuong d6i nho = thu dugc it loi nhuin
Nhung khong phai trudng hop nao cling ding.

Thi phan >1:
<1l:
=1..

DN chiém thi phan 16n nhat trong nganh
DN chiém thi phan nho nhat trong nganh

DN. 14 1 trong 2 DN 16n nhét trong nganh
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1.4. Cong cu phan tich chién lwgc cap con
~BCG (Boston Consulting Group

Cao\MI‘Erc Phin Chia Thj Truadomg Thip
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1.4. COng cu phan tich chién lwoc cap cong ty-
BCG (Boston Consulting Group) -
QUESTION — Déu héi/Nghi vin
v'Toc d6 tang trudng cao

v'Thi phan twong d6i thap
=c0 th¢ day la nganh chira nhiéu rai ro mao hiém. Péy la
ngénf] can nhiéu von dau tu, can theo doi tiém nang, co
hoi dé khai thac hiéu qua trong tuong lai.
—@Giai phap
v Mo rong thi phan : can flguén luc (von \{él nh‘én luc)
- Dognh nghiép cO thé di vay, hoac c6 phan hoa,
hoac két hop voi doanh nghiép khac, hoac sap nhap
vNéu khong = Rt lui khoi thi truong Vi cang co giit

ccccccccccccccc
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1.4. COng cu phan tich chién lwoc cap cong ty-
BCG (Boston Consulting Group)

STAR - Ngéi sao
v'Toc d6 tang trudng cao
v'Thi phan twong d6i cao

—Pay la nganh co murc 191 nhuan cao.

—@Giai phap: tié'p tuc d?}u tu, mc”’)’ rong thi truong va hoat
dong san Xu€1§ - nguodn V(’A)n lay tur 1o1 nhuan ttlu duoc.
Tuy nhién, dau tu truc tiép vao ngan?h péy de duy tri
mic tang trudng thi truong cao cO thé ton kém hon so
vO1 trude do.

ccccccccccccccccc
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1.4. COng cu phan tich chién lwoc cap cong ty-
BCG (Boston Consulting Group)

CASH COWS - BO sita
v'cho nhiéu sita = thi phan 16n
vnhung khong thé Iém bo to ra dugc > toc do ting
trudng cua nganh thap/bao hoa
—la nganh mang lai nhiéu lgi nhuan.
=Giai phap: nganh nay khong doi hoi phai dau tu thém de
duy tri vi tri cua noé trén thi trudong, ma khai thac noét thi
phan cao.

= CASH COWS hay con goi “Chién luogc thu hoach”: c6
bao nhiéu thu hoach bay nhiéu (vat stra cang nhi€u cang
tot)

ccccccccccccccccc
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1.4. COng cu phan tich chién lwoc cap cong ty-
BCG (Boston Consulting Group)

DOGS - Con cho/Bo di
v'Thi phan twong d6i thap
v'Toc @6 tang trudong nganh thap
=> Bién phap: c?}n duoc can nhac qdé tiép thérr] stc song
cho no hoac dan dan loai bo de thay thé bang nganh
khac (thuc hién chién luoc suy giam, rl]tq kuil khoéi nganh
kinh doanh) vi khong con co hoi phat trién

ccccccccccccccccc
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2. Chién lwge cap nganh/cap don vi kinh
doanh/cap co sé/canh tranh

Chién lugc cap nganh xac dinh cach thirc mot coéng ty
canh tranh trong tieng linh viee Kinh doanh ciia minh.
Pon vi cta chién lugc canh tranh: nganh kinh doanh/don
vi kinh doanh chién lugc (SBU — Strategic Business
Units).

Po6i véi cac cong ty nho hoat dong trong moét linh vuc
Kinh doanh hay nhiing cong ty 16n khong phan chia hoat
dong kinh doanh theo nhiéu loai san pham hay thi truong
khac nhau, thi chién luoc cap nganh triing véi chién luge
cap cong ty.

ccccccccccccccccc
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2.1. Co sé ciia chién lwge canh tranh _—=
Lotnhuan cua 1 DN Iémé cua su tuong tac giﬁa: Cau
trdc nganh KD va Vi thé tuong d6i trong nganh
Cau trdc nganh kinh doanh: manh = tao strc ép 1én KH

v'Cau trac nganh kinh doanh quyét dinh dén loi nhuan
dai han cua nganh

v'Cau tric nganh kinh doanh khac nhau cé ty suat loi
nhuan khac nhau

=> Nganh c0 ty suat lgi nhuan cao doi hoi ning luc nhan luc
va cong nghé 16n = khong phai doanh nghiép nao ciing
gia nhap nganh duoc = tré thanh rao can gia nhap nganh
Vi thé tuwong d6i trong nganh (ngudn hinh thanh lgi thé
canh tranh): Dé xac dinh sttc manh tuong doi cia DN so
v6i doi thu canh tranh can phan tich nganh kinh doanh (st
dung mo hinh 5 lugc luwong canh tranh cua M. Porter)

ccccccccccccccccc
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2.2. Vai tro cia lgi thé canh tranh —

Lot thé canh tranh Ia nhitng loi thé riéng biét Iam
cho cong ty trd nén noi troi. Nguon hinh thanh 1oi
thé canh tranh ctua doanh nghiép gom cac nguodn luc
va nang luc quan tri cia doanh nghiép.
Pé xac dinh sttc manh tuong d6i cua doanh nghiép
S0 voi doi thu canh tranh can phan tich nganh kinh
doanh (st dung moO hinh 5 lugc luwgng canh tranh
cua M. Porter)

ccccccccccccccccc
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2.2. Vai tro ciia loi thé canh tranh /
__—— I —

= pOI THU MOI
TIEM AN

thi cgnh tranh mdéi
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!g POI THU (A\H TRANH

ag moy:nc ANH
: /‘
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2.2. Vai tro ciia loi thé canh tranh _—
Trongbat ki nganh nao, nam luc twong canh tranh sé chi
phoi cac nguyén tic canh tranh. Ca nim yéu to nay sé
quyét dinh strc hap dan ciing nhu kha ning thu duoc 1gi
nhuin cua nganh d6. Theo 6ng, loi thé canh tranh bat
nguon tir cach thtrc to chtrc va diéu hanh cac hoat dong
cua doanh nghiép.

Theo 6ng, mdt lgi thé canh tranh dugc tao ra tir muc chi
phi thap hon cac d6i thu trong nganh hodc tir nhiing
diém khac biét so véi doi thu. Trén co s d6, doanh
nghiép c6 thé chon 1 trong 3 chién luoc sau: chién lugc
chi phi thap, chién lugc khac biét héa va chién lugc tap
trung

Dé dat dugc loi thé canh tranh cd thé phan tich SWOT
hoic st dung m6 hinh chudi gia tri.
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a. Phan tich SWOT =

—— e

SWOT S W
O SO oW
T ST WT

SO:. léy diém manh dé tan dung co hoi1

OW: khac phuc diém yéu dé tan dung co ho1

ST: lay diém manh dé doi ph6 véi de doa

WT: ¢6 nhiéu diém yéu, lai gap phai nhiing de doa. Do
vay, muyc tiéu va chién luoc cua doanh nghiép phai giam
xuong hoac s€ bi pha san.

ccccccccccccccccc
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b. Chuoi gia tri (cia M. Porter)

Cac'| _— Ha tang quan ly cta doanh nghié;
M (qly hé théng TT,ghé dau tw, lap KH) i
déng
ho tro Quan tri nguén nhan lwc U2
(tuyén dung, dao tao, hé théng -
dai nad) n

Nghién ctru va Phat trién
cong nghé (thiet ke, thor

nahiam)

Mua sam (Khéong bao gom nguyén vat liéu)
(thiet bi, may méc, quang cao, dv tw van)

Dich vu
Hau cén sau ban
noi tuyén San Hau can Marketing hang
(mua, dy tri xuat va ngoai va ban
nguyen vat - 4 =
liéu, chuan van tu}'/en han g
bi nha hanh (dong  (ban hang, xa
Xuéng, may goi, dan | tién, quang .
lzr_loc, thl?t nhin hiéu Céo) < Il1a~ tri: .
Pt hguyen cho san wng gi
11c;u‘ cho qué ham. Tuu khach hang
trinh sén ih s san sang tra
xuat) 0] : an e
pham)

Cac hoat déng chinh

CuuDuongThanCong.com

D&y chuyén gia tri (Value-chain)

M.E.Porter

https://fb.com/tailieudientucntt
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2.3. C4c chién lwge canh tranh =
a.Chién lwge chi phi thap
Doanh nghiép c6 gang trd thanh nguoi ¢6 chi phi don vi
thap nhat trong nganh théng qua cac hoat dong chitc ning
(nhu giam chi phi nguyén vat liéu, chi phi quan ly, giam
lwong phé pham, ...)
LGc nay, hiéu suat/chi phi 1 van dé hang dau, nhung van
phai dam bao vé mit chat luong (twong duong véi san
pham/dich vu ctia d6i thu canh tranh hodc it nhat phai &
muc Ma nguodi mua co thé chap nhan duoc).

Diéu kién thi truong:
o San pham khong ¢ nhiéu su khac biét
e Thj truong rong va tuong doi dong nhat
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2.3. C4c chién lrge canh tranh =
a.Chién lwgc chi phi thap
Chi phi cac hoat dong bi anh huéng béi 10 yéu td:

v’ Quy m0 san xuat

v'Kinh nghiém

v'COng nghé “ctrng”

v'Su lwva chon chinh Ség:h: ‘chuén ’hoé chinh sach, quy

trinh hoat dong, san xuat dong nhat—> giam chi phi
v Céch thtre khai thac ning luc san xuat

v Co cau to chirc

v Cong nghé “mém”

v Mtc d6 lién két + su dn khop cac hoat dong
v'Sur chia sé hoat dong

vPia diém ... . R
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2.3. C4c chién lrge canh tranh —
b.-Chién lwgc khac biét hoa

DPoi mbi/Sang tao duoc dit 18n hang dau. LGc nay, wu tién
v€ hi€u suat/chi phi & muc thap nhat.

Doanh nghiép tao ra dugc nhitng su khac biét duy nhat
trong nganh

Viée trién khai ch@én lroc khac biét hoa thuong gan véi
viéc sir dung hé thong kiém soat de cao tinh tu chu
Diéu kién thi truong:

v Thi trudng khéng dong nhat

v'San pham c0 sy khac biét.
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2.3. CAc chién lroc canh tranh _—
b.-Chién lugc khac biét hoa
Loi thé khac biét hoa:

vPic biét san pham: chat luong, kiéu dang, tinh ning san
pham

v'San pham hon hop

v Lién két véi cac hang khac

v'Ca biét hod san pham

v Su phurc tap cia san pham

v Marketing san pham: phong cach phuc vu, trang tri cira
hang

v Lién két gitta c4c chtrc ning (R&D, phét trién san pham
va marketing)
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2.3. CAc chién lroc canh tranh _—
b.€Chién lwge khac biét hoa
Loi thé khac biét hoa:
v'Thot gian
» San pham cang lau cang cé gia tri: ruou, d6 cd, C4c
truong DH
~ San pham cang hién dai cang dat tién
» San pham cang dé lau cang mat gia
vPia diém
v'Danh tiéng
v'Dich vu va ho tro khach hang
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2.3. C4c chién lwoc canh tranh

c.-Chién luge tap trung/trong tam

v'Tap trung dua trén chi phi thap

v'Tap trung dua trén khac biét |

Véi chién luge nay, san pham cl
doan th1 truong nhat dinh chir k

truong.

hoa

hi tung ra trong 1 phan

nong tung ra toan thi

Muc tiéu ctia chién lugce tap trung la khai thac duogc hét
tiém nang cta 1 phan doan thi truong hep. Nhitng phan
doan nay duoc xét dua trén so lugng san pham, loai
ngudi tiu dung cudi cung, kénh phan phoi, hoic vi tri

dia ly cua nguoi mua.
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2.3. C4ac chién lwoe canh tranh

woc canh tre
m@p trung/trong tam

DPinh vi chién lwoc:

/

Chi phi thap Khac biét hoa
Rong
Chi phi thap Khac biét hoa
(Cost Leadership) (Differentiation)
Pham
Vi A Tap trung dwa
canh Tap trung dwa || trén khac biét
tranh trén chi phi hod
Cost — based Focus Differentiation —
based Focus

Hep
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2.3. C4c chién lwoc canh tranh
d.-Chién lugc bi ket & giira

3. Chién lugc cap chirc ning
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