Quan tri hoc

CHUONG 6
QUAN TRI
CHIEN LUQC



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

NOi dung cua chwong:

. Khai niém
. Quy trinh hoach dinh chién lwoc
I1l. Cac cap chiéen lwoc

IV. Cac chién lwoc canh tranh co’ ban


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

Cong ty hoat dong da nganh:
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I. Khai niém:
1. Chién lwoc :

= |a chudi hoat dong dworc t6 chirc theo mot trat
tw, nham thwe hién cac muc tiéu dai han caa DN.

2. Quan tri chién lworc:

= la tap hop cac quyét dinh va hanh dong quan tri
c6 anh hwé'ng dén hoat ddng kinh doanh dai han
cua DN.

=Né bao gom tat ca cac chirc nang quan tri co’ ban:
lap ké hoach, to6 chirc, trien khai va kiem soat chien
lworc.

https://fb.com/tailieudientucntt
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Il. Quy trinh quan tri chién lwoc:

Phan tich
moi
trwong

Xac dinh
nhiém vu,
muc tiéu,
chién lwoc

Phan tich
cac nguodn
Iwc cua DN

Xac dinh
co hoi va
de doa
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Xac dinh
diém manh
diem yeu

Xay dwng
cac chién
lwoc

A 4

Trién khai
cac chien
lwoc

A\ 4

Danh gia
ket qua
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Buworc 1: Xac dinh str mang, muc tiéu,
cac chién lwoc hién tai

~ Str mang (mission): “Tai sao chung ta kinh
doanh?”

& Khach hang (customer market)

& San pham va Dich vu (Product and Service)
& Khu vwc thi trro'ng (Geographic Domain)
& Cong nghé (Technolgy)

& Triet ly (Philosophy)...
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Buwoérc 2: Phan tich maéi trwong

»~ Phan tich nganh kinh doanh
.~ Phan tich cac dieu kién vi mé
Bworc 3: Xac dinh co’ hoi va de doa

~ Co hoi (Opportunities)
~ DPe doa (Threats)
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Buwérc 4: Phan tich cac nguon lwe cia doanh
nghiéep

# Ky nang va nang lwc cua nhan vién

»~~ €Cong nghé

+~ R&D

»~ Tinh hinh tai chinh
~ Van hoa doanh nghiép

Bwérc 5: Xac dinh diém manh, diém yéu

~~ Piém manh (strengths)
~ Diém yéu (Weakness)
~ Nang lwc dac biét (Distinctitive Competence)

gan v&i cac nguon lwe (TC , NNL ky nang ...) hoac hoat déng
(cac hoat dong marketing , phan phoi...)
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Buwéc 6: Hinh thanh cac chién lwoc

~ Xay dwng cac phwong an chién lwoc

~ Panh gia va lwa chon cac chién lwoc
Bwdrc 7: Trien khai cac chien lwoc

~ Phat trién co’ cau té chirc

7 Tuyén dung, dao tao, tuyén truyen, thang tién, hoac
giam bién ché

~" Lwa chon phong cach lanh dao

Buwérc 8: Panh gia ket qua

ongThanCong.com
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Cac co hdi cua
doanh nghiép

Cac nguon lwc va

hoi tr moi trrong
cua doanh ng
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lll. Cac cap chién lwoc:

w». Chién lworc cap céng ty (Corporate - level strategy)

Doanh nghiép nén hoat déong trong nganh kinh doanh nao?

». Chién lwoc cap nganh kinh doanh

(Business-level Stategy)

Doanh nghiép nén canh tranh trong méi nganh kinh doanh
nhw thé nao?

w». Chién lworc cap chirc nang (Functional - level Strategies)

Cdc b phan chiec ndng sé hé tro’ chién lwoc cap nganh nhw
thé nao?
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1. Chien lwoc cap cong ty:

Piém manh
co gia tri

@ién lwore ting tru’()’@

Chién lwoc
on dinh

Tinh
trang
cua
doanh
nghiep

Ly
Piém yéu m

co ban

<Chién lwore suy giém>

y »

. A . Nhiéu de
Eg'ﬁgi Tinh trang méi trwéong et

doa
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1.1 Chién lwoc ting trwdng:

= Chien lworc ting trwdng tap trung
(Concentration Strategy):
A Kinh doanh trong mét nganh duy nhat.
A Bién phdp: tang doanh s6, mé rdng thi trwérng, thanh lap
cong ty m&i nhw cong ty me hoac trong chudi cung rn
phan phoi.
= Chien lwoc da dang hoa tap trung
(Related/ Concentric Diversification):

A Hoat déng trong cac phan nganh méi, lién quan dén nganh
kinh doanh chinh cua doanh nghiép.

A Bién phap: thong qua sap nhap hoac mua lai, thanh lap méi.

= Chién lwoc da dang hoa té hop

(Unrelated/Congiomerate Diversifiation)

ongThanCong.com https://fb.com/tailieudientucntt
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1.1 Chién lugc tang truong:

 HOi nhap doc:

DN gianh lay quyen kiém soat dau vao (héi nhap doc
ngwoc chiéu) va dau ra (héi nhap doc thudn chiéu) hoac
ca hai.

 HOi nhap hang ngang.

DN két hop v&i cac DN khac trong ciing mdt nganh
(phoi hop hoat déng v&i cdc doéi tha canh tranh).
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1.2 Chién lwgrc on dinh (stability strategy):

= Khoéng c6 sw thay doi dang ké.

(san pham, thi trwéng, khach hang...):
= Phu hop vé&i méi tredng 6n dinh.
= Rat it khi st dung.

(Related/ Concentric Diversification)

1.3 Chlén |U’(_)’C SUy glém (Retrenchment strategy):

= Giam quy mo6 hoac muwrc dé da dang hoa cac hoat dong.
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Coéng cu phan tich chién lvoc cap cong ty:

Ma tran BCG

Cao

Toc do Stars ﬁ * Question

tang f\ Marks IVE

trurong
nganh Cash Dogs 2
cows ?
Thap
cao Thj phén twong déi Thap
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2. Chién lworec cap nganh kinh doanh:

Chien lwoc canh tranh

(Competitive Strategy)
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Co s& cua chien lwoc canh tranh:

= Pon vi co’ ban cua phan tich chién lwoc 1a nganh
kinh doanh

= Leoi nhuan ciia mét doanh nghiép 1a ket qua cua
sw twong tac gilra:

Cau truc Vi thé twong
nganh kinh doi trong
doanh nganh
Luat choi Cac nguon
hinh thanh loi

thé canh tranh

gThanCong.com https://fb.com/tailieudientucntt
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2.1 Nganh kinh doanh

Doi thu canh
tranh tiém an

Strc ép
cuia cac Canh tranh giira
nha cac doanh nghiép
cung trong nganh
cap

Céc san pham
thay the

Mo hinh 5 luc lugng canh tranh (M.Porter)
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2.2 Lwa chon loi thé canh tranh

Khac biét hoa

(Differentiation)

Loi the

canh tranh

Chi phi thap

Lower cost
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2.3 Nguon hinh thanh LTCT:
cac hoat dong

Cac
hoat
dong
hé
tro

Ha tdng quan ly cia doanh nghiép

Quan tri nguén nhan lwc

Phat trién cong nghé

Mua sam (Khéng bao gom nguyén vat liéu)

] Dich vu

H?u San Hau Marketing [sau ban Gis tri-

can xuat va can va ban Nhing gi
néi van ngoai hang 30 ahng 1o
tuyén hanh tuyén figrr‘l oo

Cac hoat déng chinh
D&y chuyén gia tri (Value-chain)
https//fb.comltM(ﬂﬁcmP O rt e r
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Nguon hinh thanh loi thé canh tranh:

Péi méi

Hiéu suat

—>

Chi phi mét san
pham thap hon

A

Gia mot san

A 4

pham cao hon

Dap (rng tot hon
yéu cau k/hang

Chat lwong
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IV. Cac chién lworc canh tranh:

= Chien lworc chi phi thap (Cost — Leadership strategy)
= Chién lwgc khac biét hoa (Differentiation strategy)
< Chien lwoc tap trung (Focus strategy)

= “Bi ket ¢ gitra” (Struck in the middle)
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1. Chién lwoc chi phi thap:

< Doanh nghiép tré& thanh san xuat c6 chi phi don vi
thap trong nganh théng qua cac chinh sach chirc nang.

= Yé&u ciu vé chit lvong:

6 ... duy tri chat lwong

< Pieu kién thj trwdng:
o San pham khéng cé sw khac biét

«% Thi trwdng twong doi dong nhat

ongThanCong.com https://fb.com/tailieudientucntt
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Chién lwoc chi phi thap:

Yéu cau vé ky nang va nguoén lwc

Tap trung vao cac hoat déng tao chi phi:
< Pau tw dai han , kha nang tiép can von

@ Cac ky nang san xuat theo quy trinh

@ Giam sat lao dong chat ché
@~ San pham dworc thiét ké dé san xuat hang loat (tiéu chuan hoa)

* Hé thong phan phoi chi phi thap

ongThanCong.com https://fb.com/tailieudientucntt
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2. Chien lwoc khac biét hoa:

< Doanh nghiép tao ra sw khac biét cho SP hoac DV cua
minh bang nhirng yéu té dwoc coi la duy nhat (trong

nganh).

< Chi phi khdng phai 1a van deé chién lwoec.

< Dijéu kién thi trwérng:
«6 San pham c6 mirc doé khac biét cao

« Thi trwdng khéng dong nhat.

ongThanCong.com https://fb.com/tailieudientucntt
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Chien lwoc khac biét hoa :
u

Yéu cau vé ky nang va nguén lwc

“ Ning lwc marketing manh (déi ngii, quy trinh, dau tw)
*~ Kha nang phat triéen san pham

“*" Kha nang nhay bén va sang tao

“" Nang lwc nghién clru cor ban

<" Uy tin cia doanh nghiép vé chat lwong va cdng nghé

< Hop tac chat ché tir hé thong phan phoi
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3. Chién lwoc tap trung:

< Khi doanh nghiép theo dudi chién lwoc chi phi thap
hoédc chién lwoc khac biét hoa hoic ca hai, nhwng tap

trung vao moét phan doan thi triro'ng hep.

< DPieu kién thi trwwdng : xem xét trén pham vi hep.

< Cac yéu cau ve nguon luc: két hop.
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Roéng

Pham
Vi
canh
tranh

Hep

©
=
>
-s.

chién lworc:

Loai lovi thé

Chi phi thap

Khac biét hoa

Chi phi thap

(Cost Leadership)

Khac biét hoa

(Differentiation)

Tap trung hoa duwa

trén chi phi

Cost — based Focus

v

Tap trung dwa
trén khac biét
hoa

Differentiation —
based Focus
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Chién lwoc

Chuo6i hanh déng

Quan hé
gilra muc
tiéu va
phwong
tién
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Tong ket

Chién lwoc
cong ty

Lwa chon va
cam ket

= Nganh thi
doanh

= Thi triwé’ng san
pham/ Dich vu

Chién lwoc
canh tranh

Poi tha va
canh tranh

M.PORTER:
= Chi phi

= Khac biét hoa

= Tap trung
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