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i (G161 thi€u mon hoc

= Muc dich

= Phuong phap thuc hién
= Thoit gian

= Danh gia

= Tai liéu tham khao
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i Muc dich

= Trang bi cho nguoi hoc nhiing kién thirc co ban vé vai
tro, vi tri va noi dung cua cong tac quan Iy chién lugc
trong mét doanh nghiép.

= GIUp nguoi hoc lam chua dugc cac cong cu va ky thuat
hoach dinh va trién khai thyc hién chién lugc kinh
doanh, biét 4p dung mot cach thich hop vao tung
truong hop thuc té.
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i Phuong phap thuc hién

= Thuyét trinh

= Thao luém

= Bai tip tinh huong

= Bai tap nhom
= Nghién ctru vé mot nganh kinh doanh cu thé
= Bao cao nhom
= Thuyét trinh
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i Phuong phap danh gia

= Tham gia trén 16p (10%)
= Bai tap nhoém (20%)
= Thi hét hoc phan (70%)
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i Ta1 licu tham khao

s Gi4o trinh Chién luogc kinh doanh
= Gi4o trinh Quan tri chién luoc

= Chién lugc doanh nghiép

m ++
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i NO1 dung

= Chuong I : Tong quan vé CLKD

= Chuong II : Tam nhin, st mang va muc ti€u chién
luoc

= Chuong I1I : Phan tich chién lugc
s Chuong IV : Chién luoc canh tranh
= Chuong V : Chién lugc cap cong ty

= Chuong VI :T6 churc thuc hién chién lugc

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>> Ch1r0’ng7\/l> ‘




i Chuong I : Tong quan vé CLKD

= Khai quat chung vé CLKD
= Cac cap chién lugc trong DN
= Qui trinh chién lugc trong DN

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Ch1r0’ng8\/I> ‘




i I. Khai quat chung vé CLKD

= Su can thiét hoach dinh chién luoc KD

= Lich sir hinh thanh va phat trién cia CLKD

s Cic khai niém vé CLKD

m Chwong Il >> Chwong II> Chwong IV >> Chwong V>> Chu’0'n99\/I> ‘




Su can thiét hoach dinh chién lwoc

Doanh nghiép

Quan tri doanh nghiép

Mbi trwong

’ CLKD > Chwong | >> Chwong 11 >> Chuwong II> Chwong IV>> Chwong V>> Chuvngl‘@l>




Lich st CLKD

= CLKD c6 ngudn goc quan su
= 1911: MOn hoc duoc giang day tai Truong dai hoc Harvard

= Cudi nhitng nam 60: Giai doan khoi dau Ké hoach hoa chién lugc- dua
ra cac Xu huéng phat trien dua vao viéc phan tich quéa kh.

= 1970-1980: Hoach dinh chién lugc - chi trong dén van dé lam thé nao
deé chién thang doi thu canh tranh. Ly thuyét chién lugc canh tranh cua
M.Porter.

= Gitta nhitng ndam 80: Quan tri chién lugc - cing véi hoach dinh chd
trong ca dén trién khai va kiém soat chién luoc.

’ CLKD > Chwong | >> Chwong 11 >> Chuwong II> Chwong IV>> Chwong V>> Chuvngl\ll>




Cac khai niém vé CLKD

= CL xac dinh nhiing muc tiéu co badn, dai han cia DN, lya chon phuong
thirc hoac tien trinh hanh dong va phan bo cac nguon luc can thiét dé
dat duwoc cac muc tieu @6 — Alfred Chandler

= Chién lugce xac dinh viéc phan bd cac ngudn luc san cO véi muc dich
lam thay do6i thé can bang canh tranh va gianh loi thé canh tranh vé
phia minh. Boston Consulting Group (BCG)

= CL dé duong dau véi canh tranh 1a su két hop giita muc tiéu can dat
deén va cac phuong tién ma DN can tim dé thuc hién duoc cac muc tiéu
do — M.Porter.

= Chién luoc 1a tong thé cac quyér dinh, cac hanh déng lién quan dén
viéc lya chon cac phuwong tién va phan bd nguon lvc nham dat duoc
mot muc tIeu nhat dinh

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chuvngl\ZI>




i I1. Cac cap chién lugc trong DN

= Chién lugc cap cong ty (corporate level strategy)
= Chién lugc phat trién cac linh vuc KD
= Chién lugc KD quoc té

s Chién luoc cap don vi KD (Business level strategy)
= Khai niém don vi kinh doanh chién lugc (SBU)
= Chién luoc canh tranh

= Chién luoc cap chtc niang (Functional level strategy).

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>> Chlrangl\'BI>




I1. Cac cap chién lugc trong DN

Cap cong ty Cong ty da
Corporate strategy nganh
| |
Cép don vi kinh doanh Don vi !(inh Don vi kinh Don vi kinh
Business strategy doanh chién lugc doanh chién lugc| | doanh chién lugc
1 2 3

Cap chuc nang Nghién ctru : :
Functional & phét trién San xuat Marketing Nguon Tai
strategy nhan lyc chinh

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>> Chlranglw>




i [1I. Qui trinh chién luogc trong doanh nghiép

s X4c dinh tAm nhin, st mang, muc tiu chién luoc
= Phan tich chién lugc

s Lua chon chién luoc
= Canh tranh
= Phat trién

s T0 chuc thuc hién chién luoc

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>> Ch1r0’ngl‘5l> ‘




III. Qui trinh chién lugce trong doanh nghi¢p

Kétqua 1

» Mong muon

Duw bao

>
Hién tai Twong lai Thgi gian

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>> Chlrangl‘6|>




Chuong IT : Tam nhin,muc tiéu chién lugc

= Tam nhin chién luoc
= SU mang

= Muc t1€u chién luoc

] CLKD > Chwongl __>> Chuengll >> Chueng Ill_>> Chuong IV S>> ChuongV. > Chuongl?l >




[. Tam nhin chién luoc

s Khai niém tam nhin chién luoc
= Gidc mo vé tuong lai, vién canh cta doanh nghiép
= Chung ta s€ tr¢o thanh car gi?

= Vi du:
= Pepsi Cola

Chuing ta sé& tré thanh mot hang danh tiéng nhd su vuot troi
trong thoa man nhitng mong doi ciia khach hang bang kha nang
cuia moi ngudi va dugce dinh hudng bdi cac gia tri chung

] CLKD > Chwongl __>> Chuengll >> Chueng Ill_>> Chuong IV S>> ChuongV. > Chuonglél >




[. Tam nhin chién luoc

= NO1 dung cua tam nhin chién lugc

vien canh tworng |

- Muc tigu td 10 —320 nam
- Matasinh ddng

H&tw tw dng odt 15

- Gidtri odt B
- Muec dich cdt 15

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chlrangl\9I>




i [. TAm nhin chién luoc

= Yéu cau tam nhin chién lugc
= Ngan gon, dé nhé
= Tham vong,
= Bao quat, khong qua cu thé, khong qua mo ho
= Go1 cam xUcC
= Xay dung tam nhin chién lugc
= Tam nhin trude tién

= Su tham gia cua lanh dao

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuong2l >




i [. TAam nhin chién luoc

s M6t s6 vi du khac:

s FPT mong mudn tr& thanh mot to chive kiéu
mdi, giau manh bang no luc lao dong sang tao
trong khoa hoc ky thuat va cong nghé, lam
khach hang hai long, gép phan hung thinh
qudc gia, dem lai cho moi thanh vién clia minh
diéu kién phat trién tai nang tot nhat va mot
cudc song day du vé vat chat, phong phu vé
tinh than. (FPT)

’ CLKD > Chwong | >> Chwong 11 >> Chuwong II> Chwong IV>> Chwong V>> Ch1r0’ng2\1I>




i [. TAm nhin chién luoc

s Mot s6 Vi du khac:
= D&n nam 2020, Truong Pai hoc Kinh té TP. HO
Chi Minh sé tré thanh mot trung tam dao tao,
nghién cl*u va tw van vé khoa hoc kinh té -
quan tri kinh doanh cé uy tin ngang tam vdi
cac co so dao tao dai hoc trong khu vuc chau
A.

(DPai hoc Kinh té TP H6 Chi Minh)

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV S>> Chuong22l > ‘




IT. Str mang chién luoc

= Khai niém sir mang chién lugc
= Y¢Eu cau sir mang chién lugc
= Tuyén bd sir mang chién lugc

= Vi dl}l

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuongd®l >




IT. Str mang chién luoc

= Khai niém sir mang chién lugc
= Phan anh tam nhin ctia lanh dao : doanh nghiép muén lam gi
va tr¢ thanh cai gi?
= Cung cap mdt cai nhin rd nét vé : doanh nghiép lam gi cho
khach hang cua minh?

= Chi r0 y dinh theo dudi mét vi thé trong mot nganh kinh
doanh?

= SU mang chién luoc néu rd ly do ton tai cua
doanh nghi¢p

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuongddl >




IT. Str mang chién luoc

= Ycu céu
= Khong qué cu thé
= Tuong thich vol chiéu luva chon chién luoc
= Tao cam hing, khuyén khich hanh dong

= Tiéu chi lua chon chién lugc
= Tuyén bo sit mang

o Ngé’m gon

= Vidu

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuong28l >




IT. Str mang chién luoc

s VD1 : Panasonic

Vi trach nhiém cua mot nha cdng nghiép, ching ta hién dang
Cho su tién bo va phat trién ctuia Xa hoi va cho hanh phuc cua

moi ngudi bang cac hoat dong kinh doanh, qua dé nang cao
chat lvong cudc song trén toan thé gioi

s VD2 : Canon

Sy ting trudng va phat trién cua cong ty dong hanh véi viéc gop

phan vao su phon thinh ctia thé gidi va hanh phuc cho loai nguoi

’ CLKD > Chwong | >,> Chuwong II> Chwong IV>> Chwong V>> Ch1r0’n926|>




IT. Str mang chién luoc

= VD1 : Trung Nguyén

= K&t ndi va phat trién nhitng nguwoi dam mé ca phé
trén toan thé gioi |

s VD2 : Truong Pai hoc Kinh té TP HCM

= Trwong Pai hoc Kinh té TP. H6 Chi Minh la noi cung cap cho
nguwoi hoc cac chwong trinh dao tao chat lwgng cao vé khoa
hoc kinh té - quan tri kinh doanh; déng thdi chuyén giao
nhitng két qua nghién ctru khoa hoc vao thuc tién, gép phan
phat trién ngudn nhan luc phuc vu cho céng cudc cdng nghiép
hda, hién dai hda dat nwdc trong boi canh hdi nhap kinh té
toan cau.

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuong2?l >




I11. Muc tiéu chién luoc

= Khai niém muc ti1€u chién luoc
= Cac loa1 muc tiéu chién luoc

= Vi dl}l

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV S>> Chuong2@l >




i [11. Muc tiéu chién luoc

x Khai niém muc tiéu chién hroc

= Su cam két thuc hién nhiing chi tiéu két qua cu thé &
cO thé do luong duogc trong mot thoi han nao dé

= Cu thé hod nhiém vu chién luoc thanh céac chi tiéu
KET QUA

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuong2@l > ‘




i [11. Muc tiéu chién luoc
= Hai loai muc tiéu chién luoc

= Muc tieu tai chinh : nhiing mong doi lién quan dén
viéc cai thién két qua tai chinh cua doanh nghiép

= Muc tiéu chién lwoc : nhu:ng mong doi vé mot kha
nang canh tranh 16n hon va mot vi thé thi truong
manh hon trong dai han.

’ CLKD > Chwong! __>> Chuengll >> Chuong lll_>> Chueng IV S>> ChuongV > Chuongdl >




I11. Muc tiéu chién luoc

s Vi d1.l
= Muc tiéu tai chinh :
= Doanh thu
= Lo1 nhuan
= Gia tri thi truong

= Muc tiéu chién lwoc :
= Thi phan
« Thuong hi¢u
= Xép hang, w

] CLKD > Chwong! __>> Chuengll >> Chuwong lll_>> Chueng IV S>> ChuongV S>> Chuongdll >




i Chuong III : Phan tich chién lugc

= Phuong phap phan tich chién luoc
= Phan tich moi trudong bén ngoai
= Phan tich nd1 by doanh nghi¢p

= Xay dung bang phan tich chién lugc

’ CLKD > Chwong! > Chueng Il _>> Chuong Il > Chueng IV S>> ChuongV S>> Chuongd2l > ‘




i Phuong phap phan tich chién luoc

= Cac mo hinh phan tich chién lugc
= PEST (Political, Economic, Social, Tecno.)
= PIMS (Profit Impact Marketing Strategy)

= SWOT (Strengths, Weaknesses, Opportunities,
Threats)

m VV.

= MO hinh SWOT.
= So do tong quat

’ CLKD > Chwong!l > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV S>> Chuongd®l > ‘




i Phuong phap phan tich chién luoc
= MO hinh SWOT

PHAN TicH|  Piem manh
NOI BO

Ndang luc

Diém yéu riéng biet

CHIEN LUQC

Chia khoa

Co hoi thanh céng

P/TICHMT
BEN NGOAI

Thach thirc

’ CLKD > Chwongl > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV > Chuongddl >




i |. Phan tich moi truong bén ngoai

= Muc dich
= Phan tich moi truong vi mo
= Phan tich mol truéng nganh

= Xac dinh chia khoa thanh cong

’ CLKD > Chwong! > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV > Chuongd8l > ‘




i Muc dich

s X&c dinh va hiéu ré dugc cac yéu to cua moi
truong Kinh doanh, tdc dong cta chling dén hoat
dong cua DN tir d0 xac dinh cac co hoi va thach
thirc (de doa) ma doanh nghiép s€ gap phai.

= Cau hoi quan trong : doanh nghiép can phai lam
gl dé thanh cong

’ CLKD > Chwong! > Chueng Il _>> Chuong Il > Chueng IV S>> ChuongV > Chuongd6l >




i M1 truong bén ngoai
@ nhiD G(inh D

MOI truong nganh

Chinh tr1/
Doi thu hap luat

canh tranh

—

. . Van hoa
Céng ngh
Qﬂg ngb Xa hoi

’ CLKD > Chwong | >> Chwong Il >,> Chwong IV>> Chwong V>> Ch1r0'ng3\7l>




|.1. Phan tich moi truong vi mo

s Kinh té

. T@nh trang kinh té: Tang truong, suy thoai, khung hoang...tac dong dép cac
van dé nhu 1ai suat, dau tu, thu nhap, lam phat.-> co hoi, thach thirc doi voi
DN

= ty 1€ lam phat:

+ DN: Ty 1€ lam phat cao -> chi phi tang -> DN, LN giam -> nguy co
+ Nguoi tiéu dung: lam phét cao -> strc mua giam ->nhu cau tiéu dung giam
-> nguy co
= tylélai suat: Tac dong dén mirc cau doi véi san phém, dén chi phi von

= Ty gia hoi doai: gia tri ciia dong tién trong nudc giam -> Tang co hoi XK

’ CLKD > Chwongl > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV S>> Chuongd@l >




|.1. Phan tich moi truong vi mo

m Chinh tr1/ phap luat
= Cac qui dinh chinh sach cua nha nudc
= Puong 16i chinh sach ctia Pang, chién luoc va chinh sach phat trién kinh té
xa hoi
= MO0i trudng chinh tri trong nudc va quoc té

= Van hoa-xa hoi
= Quan niém vé dao dirc, tham my, 16 séng, nghé nghiép
= Phong tuc, tip quan truyén thong
= Trinh d6i nhan thire, hoe van chung cua XH

] CLKD > Chwong! > Chueng Il _>> Chuong Il > Chueng IV S>> ChuongV > Chuongd@l >




|.1. Phan tich moi truong vi mo

s Cong ngh¢
= san phﬁm mo1, quy trinh ma1, vat lieu méi
-> Té’ng uu thé canh tranh cta san pham thay thé, de doa san pham truyén
thong
->San pham duoc san xuat véi chat luong t6t hon, nhiéu tinh nang hon>
= Tao thi truong méi cho SP/DV cua DN

s Tu nhién:
= Diéu kién ty nhién nhu vi tri dia 1y, khi hau, nguén tai nguyén...
->TK va str dung tai nguyén, str dung vat liéu nhan tao, bao vé moi1 truong, xur
1y chat thai...

’ CLKD > Chwong! > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV > Chuonghl >>




|.2. Phan tich moI trudéng nganh

Nganh KD: Cac DN cung cung cap cac SP/DV c6 thé thay thé duoc
cho nhau nham thoa man mot nhu cau nao do cua nguoi tiéu dung.

. Canhtranh

’ CLKD > Chwong | >> Chwong Il >,> Chwong IV>> Chwong V>> Chu’(rng451I>




MO hinh 5 ap luc canh tranh (M. Porter)

Poi thu tiém nang

Pe doa tix doi thu tiem ndng

Quyén luc dam phdn voi ‘ Quyén luc dam phdn voi
nguoi cung cdp Canh tranh noéi bo khach hang
nganh 3 .
Nguoi cung cap —— < —— thlch lAlang §z
(Giita cac doanh nghiép Nha phan phoi
hién dang co mat)

$

Pe doa tir cdc sdn
phdm thay thé

o A 2 A
Tiéu chudn, thué,
bdo héo, quan hé
ngoai giao, vv

Nha nuéc San pham thay thé

’ CLKD > Chwong! > Chuengll _>> Chuong Il > Chueng IV S>> ChuongV S>> Chuongh2l >




Phan tich ap luc tu phia khach hang

= Danh gia quyén luc dam phan cua khach hang :

Khach hang ¢6 thé ~ Khach hang co tap trung khong ? ’ ’
Nganh hoat dong c6 1a nguo1 cung cap chu yéu cua
khach hang ?

Kha ning tim san pham thay thé ?

Switching cost co cao khong ?

Quy md twong dbi ctia khach hang va cac doanh
nghi€p cua nganh ?

<\

2dy sirc ép ve gia
ci, chat lwong san
pham, diéu kién
giao hang, diéu
kién thanh toan,
VvV

<\

<\

<\

» Khach hang c6 nhiéu thong tin khong ?

v

-> Khi nao ap luc tur phia khach hang cao?

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chuang4x3l>




Phan tich 4p luc tir phia nha cung cap

= Danh gid quyén luc dam phan cia ngudi cung cap :

Ngu’m cung cap cé  Ngudi cung cap c6 tap trung khong ?
Nganh hoat dong c6 1a khach hang chinh cua cac nha

thé gay swc ép ve cung cap nay khong ?

gia ca, chat lwong Kha ning tim san pham thay thé ?

san phﬁm, diéu Kién Switching cost ¢6 cao khong ?

- ) Ay en Céc san pham cua cac nha cung cap c6 khac nhau
giao hang, diéu kién khong ?

thanh toan, vv

\

\

\

\

Kha ning hoi nhap doc ngugce chiéu ?

\

-> Khi nao ap luc tur phia nguo1 cung cap cao?

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> ChuwrngéMI>




Phan tich su de doa cua san phém thay thé

» Dinh ¢id SP thay thé :

San pham thoa
marn cung nhu cau San pham véi gia ca va gia trj st dung tot
s€ lam giam kha hon san pham hién tai

nang canhtranh
clia san pham
hién tai Pe doa tir san pham thay thé rat kho danh
gia va rat nguy hiém ==> can thuong
Xuyén theo doi

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chmrng4‘5l>




Phan tich su de doa cua do1 thu t1iém an

Poi thu tiém an
de doa lam tang
cuong do canh
tranh trong noi bo
mot nganh

= Panh gia doi thu tiém an :

Rao can nhap nganh

Kha nang phan trng cua cac
doanh nghi¢p trong nganh

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chuang4‘6|>




Rao can nhap nganh

s Khal niém
= LA nhitng yéu t6 ngan tré cac doanh nghiép tham gia vao mot
nganh / chi phi toi thieu ma mot DN phai bé ra dé tham gia hoat
dong trong mdt nganh nao do
= MOt sO rao can
e 130 can thuong mai: kha nang tiép can kénh phan phoi
e 130 can ky thuat: cdng nghé stir dung, su khac biét hoa san pham...
e 130 can tai chinh: doi hoi vé von, loi thé qui md...
e 130 can nguodn luc: ban quyén, ngudn nguyén liéu, nhan luc chat
lwong cao, chinh sach cua chinh phu...

’ CLKD > Chuong | >> Chuong 11 >,> Chuong |v>> Chuong v>> Ch1r0'ng4\7l>




Phan tich ap luc canh tranh nd1 bo nganh

* Panh gid cuong d canh tranh ndi ba :

Canh tranh gitra
cac doanh nghiép , , ,
cung hoat dong Co cau nganh (quy mo va so lwong doi thii)
trong mot ngay
ludn gay gat va can
dugc theo doi Cau ctia nganh: nhu cau cao -> tao co hoi
thuong xuyén

Rao can rut lui

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chuvng4‘8l>




Rao can rut lui

= Khal niém
s LA nhitng yéu t0 ngan tré cac doanh nghiép rat lui khoi mot
nganh
= Mot sb rao can
e CONQ cu san xuat dic thi
o Cam ket véi nguoi lao dong
e Rang budc xa hoi
e Rang budc chién luge ciia doanh nghiép
o \/V.

’ CLKD > Chuong | >> Chuong 11 >,> Chuong |v>> Chuong v>> Ch1r0'ng4\9I>




Xac dinh chia khoéa thanh cong

= Khai niém
= Cac ning luc, ngudn lyc ma mot doanh nghiép can phai co dé
co thé thanh cdng trong mot nganh nhat dinh
= MOt so chia khoa thanh cong
= Vi thé trén thi truong co thé thé hién qua thi phan, hodc ting
trueong
= Vi tri ciia doanh nghiép vé mit chi phi (cung tng, san xuat,
thuong mai, vv.)
= Hinh anh cua san pham
= Nang luyc cong nghé va kha nang lam cha cong nghé
= Kha nang tai chinh.

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chuang‘aml>




i II. Phan tich no1 bd doanh nghiép

= Muc dich

= Phuong phap phan tich

= Phan tich chudi gia tr

= Phan tich cac hoat dong chirc nang

= X4c dinh diém manh, diém yeu

’ CLKD > Chwong! > Chuengll _>> Chuong Il 3> Chueng IV S>> ChuongV S>> Chuongdll > ‘




i II. Phan tich no1 bd doanh nghiép

MOI truong bén ngoai
MOI truong vi mo

MOi treong nganh !

o

MOI truong ndi bd
Nguon luc
Nang luc

Doanh nghi¢p

\ccf‘zn lam gl

Lot the-"
~canh tranh

\_

~ bén ving

J

Doanh nghi€p
co the lam g
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i Muc dich cua phan tich nd1 bo doanh nghiép

= Muc dich

= Phan tich cac nguon luc cua doanh nghiép

= Tim ra nhirng diém manh, diém yéu cua doanh nghi€p
trong canh tranh do1 vo1 mét nganh kinh doanh nhat
dinh

= Xac dinh nhting nang luc ri€ng biét cua doanh nghiép
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Phan tich n1 bo doanh nghi¢p

Kha nang

Két hop cac
@ nguon luc

. Nang luc
Nguon lyc rieng bigt
* Hiru hinh Nguon ctia lgi thé
* V0 hinh canh tranh
Loi thé Q
canh tranh

bén viing
Nho nang luc
rieng biét
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Phan tich n1 bo doanh nghi¢p

Nguon luc

DN c6 thé lam gi véi:

CAc tai sdan ciia minh, ké ca con Nguoi va gia tri cla tén,
nhan hiéu

Nguon luc bao gobm cac dau vao cua qua trinh san xuat va
kinh doanh cua doanh nghiép...

Nhu 14 thiét bi, tay nghé ctia nguoi lao dong, nhan hiéu, tai chinh
cling nhu kha nang lanh dao
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i Phan tich n1 bo doanh nghi¢p

Kha ning phoi hop cac nguon luc cua doanh nghiép dé
dat dugc muc ti€u mong muodn.

Ning luc trd nén quan trong khi chung duoc phdi hop
dé tao ra nhirng nang luc dac thu nham tao ra gia tr1
chién luoc.
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Phan tich n1 bo doanh nghi¢p

C6 gia tri Nang luc rieng biét

Nang luc cho phép DN khai thac cac co hdi tao ra gia tri cho khach hang
hoac doi pho vo1 nhitng de doa cua moi truong

Hiém

Niang luc ma it doi thi ¢ hoic s& cd

Kho bat chuoc

Ning luc ma DN khac khong thé khai thac mot cach dé dang

Khong thay thé dugc
Niang luc khong c6 giai phap tuong tu (bi quyét, quan hé, ...)
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i Phan tich chudi gia tri

= Khai niém “chuodi gia tri”
= Tong hop céc hoat dong cua doanh nghiép tham gia
vao qua trinh tao ra gia tr1 cho khach hang

= Phuong phap phan tich
= So d6 tong quat

= Phan tich cac hoat dong tao ra gia tri
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So do chudi gia tr

Cho phép DN xac dinh nguon nao c6 thé tao ra gia tri chién lugc

( \
Co s& ha tang cua doanh nghiép
Hoat dong bo tr¢ Quan tri nhan luc
Staft), gitp cac hoat , -
( R a D’, stup C? ¢ .0 ¢ Nghién ctru va phat trién (R&D)
dong tac nghiép gia P
tang gia tri ( Mua sam
Inputs C , C , Marketing
I[n] > Hngsmg San xudt | o8 NE T s Dich vu
noi bo bénngoai | ,, . ' '
ban hang
outputs
J
— —

Hoat dong chinh (Line)
Tao ra gia tri
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Phan tich cac hoat dong

= Cac hoat dOng truc tiép
= Cung tmg dau vao (Inbound Logistics)
= San xuat (Operation)
= Cung tmg dau ra (Outbound logistics)
= Marketing
= Dich vu (Service)

= Cac hoat ddng gian tiép
= Ha tang doanh nghiép (Infrastructures)
= Quan ly nhan su (Human Resources Management)
= Nghién ctru va phat trién (R&D)

= Mua sam (Procurement)
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i X4ac dinh diém manh, diém yéu

= Xay dung chan dung chién lugc
= Danh gia cac hoat dong chinh

= So sanh chan dung chién lugc
= Benchmarking

= XAac dinh cac nang luc riéng bict
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i III. Xay dung ma tran SWO'T

= Tong hop co hoi, thach thuc

= Tong hop diém manh, diém yéu

s Xay dung ma tran SWOT

= Phan tich cac phuong an chién lugc
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* III. Xay dung ma tran SWO'T

an tich no1 bo
P1ém manh

A s1 S2 .. W1 W2
A B
. lo1 i
Co ho1 02 S1+02=>P1
C D
T1
T2

’ CLKD > Chwong | >> Chwong Il >,> Chwong IV>> Chwong V>> Chu’(rn(ﬁZI>




i Chuong IV : Chién luge canh tranh

= Khai quat vé chién luoc canh tranh
= Loi thé canh tranh
= Cac dang chién luoc canh tranh
= Cac chién lugc canh tranh tong quat
= Chién luoc chi phi thap
= Chién lugc khac biét hoa
= Chién luoc trong tam
= MOoi quan hé giita cac dang chién luoc canh tranh
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i Loi thé canh tranh

= Khai niém

s La nhtrng nang luc riéng bi€t cua doanh nghi€p dugc
thi truong chap nhan va danh gia cao

= Hai dang lo1 thé canh tranh co ban

. Lam giéng nhu ddi thu canh tranh, nhung ré hon: lo1
thé vé chi phi
. Lam khac d6i thii canh tranh: loi thé vé su khéac biét
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i Cac dang chién luoc canh tranh

Loi thé canh tranh

Chi phi Sy khac biét
| Chipnt J [ Sukhacbiet

= So do tong quat

Phan doan
thi truong
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i I1. Cac chién lugc canh tranh tong quat

a Chién lugc chi phi thap (Cost leadership strategy)

s Chién lugc khac biét hoa (Differentiation strategy)

a Chién luoc trong tam (Focus strategy)
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Chién lugc chi phi thap

= NO1 dung
= St dung hiéu irng kinh nghi€ém
= Khai thac chuo1 gia tri
= Biéu hién cua chién luoc chi phi thap
= Glaca
= SO luong
» Ul diém
s Nhuoc diém
s Piéu kién ap dung
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i Chién lugc chi phi thap

a La chién luoc ma theo d6 doanh nghi¢p uu ti€én mo1
no luc cua minh dé hudng té1 mot muc tiéu hang
dau :

= Co s6 : doanh nghiép manh nhat 1a doanh nghiép
cO chi phi thap nhat

= Duong cong kinh nghiém

. Loi thé quy mo (economics of scale)
. Hi€u tng hoc hoi (learning by doing)

. Cai tién (innovation)
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Chién lugc chi phi thap

= Duong cong kinh nghiém
Chi phi div

»
»

.
>

San luong luy tién
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Chién lugc chi phi thap

Loi thé ctia cong ty con 1a kha nang san xuat mot san pham chuan vai chi phi thap hon
cac doi thu canh tranh khac. Nhu vay, cong ty s€ duoc dinh vi tot d€ canh tranh veé gia
ca

Chi phi/ dv

$10
$7
$4.9

Péi thu A
Débi thu B

DPéi thu C

100 200 400 San lugng luy ké
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:L Chién lugc chi phi thap

= Chi phi thap nho hiéu ung kinh nghiém (so luong)
. San xuat véi khoi luong 16n hon
. Tan dung chi phi bién thap
. Van dung chinh sach gia thap
. Chiém linh thj trudng va trd thanh leader

= Chi phi thap ngoai hiéu tmg kinh nghiém
. Quan ly t6t hon
. Tu dong hoa (thay thé lao dong)
. Poi mdi (san pham, quy trinh)
. San xuat & nudc NGoai
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Chién lugc chi phi thap

Hé théng thong Ké hoach hoa don gian ~ Tinh gian bo may dé giam

tin de giam chi phi chi phi quan ly

Chinh séch thich hop dé Sl il G C i
o s 2 thién nang suat va hi¢u qua lao

giam chi phi luan chuyén .

lag ddn < d(_)l’lg

Cong nghé dé st dung

Dau tu vao cong nghé cho phép giam
chi phi san xuat

Heé thong va quy trinh cho phép giam
thiéu chi phi mua sam NVL

T6 chirc phéi hop | Quy mé san xuat
hi¢u qua gitra SP | hi€u qua cho phép
ctia nha cung cap v4 giam thiéu chi phi
quy trinh san xuat | san xuét

cua DN

giita nha cung cap \|otong nghé
DN

Lich trinh giao
hang hop ly

Lya chon phuong
thirc van chuyén it
ton kém nhat

Rut ngén khoang cack’hinh sach lya chonyS0 luong van
chuyén toi uu

Panh gia thuong xuyén dé kiém soat
nang lyc cua nha cung cap

Luc lugng ban hang|Hudng dan st dung
it, dao tao k¥ ludong |va lap dat san pham

Chinh sach gia cho
phép tang khoi
lwong ban

Quang céo dién
rong
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i Chién lugc chi phi thap: biéu hién

= San pham thong dung, it khac biét

= Thi phan

= Qui mo san xuat 16n

= {t cht trong dau tu vao phat trién san pham mai
= Marketing dai chung
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i Chién lugc chi phi thap: Uu diém

= Chu dong vé chinh sach gia ma van dam bao mirc
lo1 nhuan

= CO kha niang dtmg virng trong canh tranh vé gia tot
hon cac cong ty khac vi chi phi thap hon cia minh

= Duong dau vai cac ap luc canh tranh
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Chién luge chi phi thép

Tao ra rao can nhap nganh kho khan

Péi thu hon:
R * Loi thé uy mo6 16n
tiem an e A Ky AR ks e
* Thoi gian can thiét dé co vi tri
Quyén lyc dam phén trén © duong cong kinh nghiém ’
bdi quy mod don hang \/
Pdi thu sg chién
5 .\ tranh gid ca voi Cost
Nha , Strc ép canh tranh noi Lead e%S ) .

cung cap bo Khach hang

Chi phi thap cho phép :

* PAu tu tao san pham thay thé Quyén lyc dam phan

o . ) . khoang cach chi phi c6 thé lam
* Mua lai ban quyen cua SP thay San pham cho céc dbi thu phai rat lui va
the tiém ndng thay the Nguoi mua phai quay vé voi Leader
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i Chién lugc chi phi thap: Nhuoc diém

= Cac han ché ctia chién lugc chi phi thap
. Doi héi dau trr 16n
. Kém linh horat (do phai chuan hod san pham va quy
trinh san xuat)
+ Chién tranh gia ca (khi nhieu doi thu ctng theo chién
luroc chi phi thap)
= Trong mot so truong hop, chién Iuoc chi phi thap
khong thé duoc ap dung (canh tranh ngoai gid)
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i Chién luoc chi phi thap: diéu kién ap dung

m CO thi truong 16n

m Nh}l cau vé san pham khong qua khac biét (san
pham thong dung)

= Khach hang co1 trong ti€éu chi gia ca khi mua hang

= Doanh nghiép co tiém luc vé von, MMTB

= VV.
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Chién luoc khac biét hoa

= NO1 dung
= Tao ra gia tr1 cho khach hang
= Khai thac chuo1 gia tri
= Biéu hién ctia chién luge khac biét hoa
= Glaca
= SO luong
» Ul diém
s Nhuoc diém
s Piéu kién ap dung
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i Chién luoc khac biét hoa: Khai niém

s La chién lugc ma theo d6 doanh nghiép tim cach
tao ra 1oi thé canh tranh dua trén cua
san pham cung cap, duoc thi truong thira nhan va
danh gia cao.

m Coso:
. cho phép thoat khoi canh tranh vé gia
. tao ra gia tri duy nhat ma khach hang danh gia cao
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Chién lugc khac biét hoa: chudi gia tri

Heé théng thong tin dé ndm bat Tap trung vao chat lugng
tot nhat so thich ctia khach hang

Thui lao hop 1y nham khuyén Lao dong
khich sang kién dugc dao tao
va tang NSLD tot

. . . . Kha nang
th)i hqp R&D, phét trién san D;éu tu’;véo c?ng Eghé f:ho phép san xuat nghién ciru co
pham va marketing san pham khac biét hoa ban
Heé thong cho phép tim kiém NVL chat Mua sam phu ting thay thé chat luong
luong cao nhat tot nhat

Van chuyén NVL | Luén san xuat Quy trinh dat hang| Phoi hop tot gitta  |Djch vy hoan hao va
can than nham nhitng san pham | thu tuc giao nhan | R&D, phat trién san|c6 uy tin
giam thiéu ty 16 | hép dan chinh xac va co pham va marketing
hu hong va cai trach nhiém
thién chat I}ang
Cﬁ? _Sél‘l pham Dap Uing nhanh ) . M¢ rong quan hé
cuot cung nhét nhing yéu G"'E‘O hang nhanh | ¢4 nhan véi

cau dic thu cua chong, dang han | Kpach hang

khac hang

Gia cao
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i Chién luoc khac biét hda: Biéu hién

= San phém tot, tién tién, doc dao
= Dich vu tot

= Hinh anh noi tiéng, thuong hiéu
= Giacao

= Marketing coO trong tam

s Lién tuc cai tién

= V.
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i Chién luoc khac biét héa: Uu diém

= Cho phép dat mirc gia cao hon dang ké so vaoi mire trung
binh cua nganh.

= Ty suat loi nhuan cao hon muc trung binh ctia nganh do
khac biét vé gia

= Duong dau véi cac ap luc canh tranh
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Chién luoc khac biét hoa

Quyén luc dam phén
kha nang chap nhan gia cao (do loi
nhuan cao)

Nha
cung cap

+ Chi phi chuyén d6i nhan
hiéu cao

Do1 thu
t1Iém an

~_

Canh tranh

no1 bo

N

San pham
thay thé

* San phAm mdi can duge
khang dinh

* Hodc cung gia tri nhung
v6i gia thap hon

Danh tiéng cho

phép thoat khoi

canh tranh vé gij Khach
hang

Quyén lyc dam
phan do dd co dan cua cau s&
thap khi san pham duoc khac
biét hoa:
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i Chién luoc khac biét hoa: nguy co

+ Khac bi€t hoa qua muc : khong dugc khach hang
ghi nhan

. Tang gia qua cao : khach hang khong theo noi =>
quay la1 vo1 SP binh thuong

. Su khac biét kho nhén biét : khach hang khong
nhan bi€t dugc tinh dac thu cua san pham

- Khong danh gia dang chi phi : doanh nghiép
khong bi€t phai tra gia bao nhiéu cho KHB
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i Chién luoc khac biét hoa: diéu kién ap dung

a (CoO thi truong 16n

s Nhu cau khac biét vé cung mot loa1 san phém

= San pham c6 kha ning khac biét hoa

= Khach hang co1 trong ti€u chi gia tr1 kh1i mua hang
= Doanh nghiép c6 tiém luc vé von, cong ngh¢, R&D
n VV.
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Chién luoc trong tam

= NO1 dung
= Dap tmg nhu cau dac thu (thi truong muc tiéu)
= Tao ra gia tr1 cho khach hang
s Biéu hién cta chién luoc trong tam
= Giaca
= SO luong
= Uu diém
s Nhuoc diém
= Dicu kién ap dung
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i Chién luoc trong tAm: khai niém

s La chién lugc theo d6 doanh nghiép tim cach
tranh su d6i dau truc tiép véi cac doi thu dé kiém
soat mot

= Co sd : tranh duoc nguy co xam nhap cua doi thu

» Cung dac thu doi hoi dau tu cho cac phuong tign san
xuat dac thu

. Thi truong quy md nhé ==> khong hap dan cac doi
thi 16m
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i Chién luoc trong tAm: vu diém

= Ty bao vé tranh khoi cac doi thu canh tranh manh

= Dértao ra lo1 thei: canh tranh (tl:ong pham vi1 thi trurong
nhat dinh) va dé bao v¢ 191 thé nay

= Ty suat lgi nhuan cao

= Khong doi hoi qua nhiéu nguon luc
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i Chién luoc trong tam: nhuogc diém
= Han ché muc tiéu ting truong veé thi trudng
= Nguy co mat thi truong do thi hiéu/cong nghé thay doi

= Nguy co duong dau voi cac doi thu manh khi thi truong
tro nén hap dan
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i Chién luoc trong tAm: diéu kién ap dung

s Thi truong phan doan
s Nhu cau dic thu

= Thi trrtong moé1 no1

= Phu hop vé1 doanh nghieép ¢6 qui mo vira va nho
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i I11. M6i quan hé giita cac chién lugng canh tranh

= Chien lugc khac bigt hoa va chién lugc chi phi
thap

s Chién luoc khac biét hoa va chién luoc trong tam

= Tinh trang “ket ¢ gitra”
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i Chuong V : Chién lugc cap cong ty

= Phan tich chién lugc cap cong ty
= Danh muc cac linh vuc kinh doanh
= Cac mo hinh phan tich danh muc linh vuc kinh doanh
x Chién luoc phat trién céac hoat dong kinh doanh
= Chién lugc chuyén moén hoa
= Chién lugc da dang hoa
= Phuong thtrc chién lugce phat trién cac hoat dong kinh doanh

= Chién luoc kinh doanh quoc té
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I. Phan tich chién lugc cap cong ty

x Muc dich

= Nhén biét trién vong cua linh vuc kinh doanh
= Nhén biét vi thé cia DN trong nganh

= Phan tich danh muc cac linh vuc kinh doanh
= Qui trinh phan tich
= Cac mo hinh phan tich
= MO hinh BCG

= MG hinh ADL
= MO hinh Mc Kinsey — GE
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Phan tich danh muc cac linh vuc kinh doanh

x Su can thiét
o Sau khi da phén tich danh gia cac hoat dong (SBU), chon
cho mdi hoat ddng mot chién luge canh tranh, can phai xac
dinh cho cac hoat dong nhu thé nao.
o Trén thuc té, rat it doanh nghiép c6 thé hoi du cac nguodn
luc can thiét dé dap ung mot cach toi da nhu cau cua cac
hoat dong, vi vay phai lya chon

« DN can tranh céac ldng phi khéng can thiét (dau tu qua
nhiéu vao céc hoat dong khéng c6 trién vong) hoic bo 15 co
hoi (dau tu qua it cho cac hoat dong ¢ trién vong)
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Phan tich danh muc cac linh vuc kinh doanh

= Qui trinh phan tich
= Budc 1 : Xac dinh cac ti€u chi danh gia trién vong va vi thé
canh tranh
s Buoc 2 . Xay dung ma tran dinh vi cac SBU

= Budc 3 : Pinh vi cac SBU hién ta1 trén ma tran

= Buédc 4 : Xay dung cac phuong an phat trién cac SBU
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i Phan tich danh muc cac linh vuc kinh doanh

= Cac mo hinh phan tich danh muc linh vuc kinh doanh
= MO0 hinh BCG (Boston Consulting Group)
= M0 hinh ADL (Arthur D. Little)

= M0 hinh Mc Kinsey GE (Mc Kinsey — General
Electric)
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i MO hinh BCG

= Budce 1: Xac dinh tiéu chi danh gia
. Thi phan twong doi: Ty 1é gitta thi phan ctia DN véi thi
phan ctia d6i thi canh tranh 16n nhat.
- Lén hon 1: vi thé canh tranh manh
- Nho hon 1: vi thé canh tranh yéu
- Ty 1¢é tang trudng cua nganh: so sanh véi ty 1€ tang GDP
- Lén hon GDP: nganh tang trudng cao
. Nho hon GDP: nganh ting trudng thap
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:L Ma tran BCG

Cao hon ty STAR OUESTION MARK ?
& tang GDP

Thi trudng nam n - Thi trudng nam (n-1) ?
Thi truong nam (n-1)
\ ®
Ty I¢ ting

trudng cda
nganh CASH COW DOG

8 g2

Thap hon ty

& tang GDP
10 1 0,1
Doanh thu cta doanh nghiép Thi phdn tuong doéi _,, (D6 v6i leader) Doanh thu cda leader
Doanh thu cda leader Doanh thu cda d/n thi hai
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i MO hinh BCG

Budc 3: Dinh vi cac SBU trén ma tran

- Modi SBU la mét hinh tron, vi tri duoc xac dinh béi
thi phan twong doéi va téc do tang trudéng cua
nganh

- Kich thudc hinh tron: xac dinh dua trén phan dong
gop cua DT cua SBU do vao tong DT ctaa DN.
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MO hinh BCG

* STAR QUESTION MARK ?

5 O

S —
R

8 L%DD Dién tich cta cac hinh tron ty
(\%0 :% > 1é v6i phan trdm doanh thu
E %D CASH COVW DOG ctia cac SBU trong doanh thu
,§ S toan bo cua doanh nghiép
— 1 @

-

10 1 0,1

Thj phdn tuong doi
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Ma tran BCG

Budc 4: Xac dinh phuwong an chién lwge cho tirng SBU

Star

e Tap trung ciac ngudn luc cho cac linh
vuc cO trién vong

e Dau tu 6 at dé chiém vi tri dan dau

Cash Cow

e Bam tru
e Thu hoach nhanh dé dau tu chd khac

e Dy tinh thoi diém rat lui

Question mark ?
e Hodc dau tu 6 at dé chiém mét phr:fm thi
truong dang ké

e Hoac nhanh chong rut lui

Dogs
e Durng hoac ban lai hoat dong
° Chuyén nguén Iuc cho linh vuc khac
e Tranh “hy sinh” vao day nhiing nguén

luc c6 ich hon cho cac linh vuc khac
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i MO hinh ADL

= Budce 1: Xac dinh tiéu chi danh gia
- Gial doan cua chu ky nganh: 4 giai doan
. Khai dau, tang truong, bdo hoa, suy thoai

. Vi thé canh tranh cua doanh nghiép: 5 cap d6
. Thong tri, manh, thuan loi, bat loi, ngoai 1&
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Suy thodi

Ma tran ADL

Béo hoa

2

Phat trién

Phat trién

T ng trong

Lua chon

Tu nhién

Khoi ddu

Chién lugc tao sy thay doi

Giai doan

Vi thé
canh tranh
Thong tri

Manh

Thuan lgi
Bat loi

Ngoai 1
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i MO hinh ADL

s Budc 3: DPinh vi cac SBU trén ma tran
. Mbdi SBU dugc dinh vi bang 2 hinh tron, vi tri duoc
xac dinh theo giai doan cua chu ky nganh va vi thé
canh tranh
. Kich thudc cac hinh tron: xac dinh dua trén phan dong
gop vao doanh thu va loi nhuan cuaa SBU do.
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Ma tran ADL
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i MO0 hinh McKinsey-GE

= Budc 1: Xac dinh va danh gia cac SBU dua trén
2 t1eu chi:
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MO hinh McKinsey-GE

s Xac dinh
X&c dinh c4c yéu t6 thé hién tinh hap dan ctua nganh
X&c dinh trong so cho moi yéu, t6 dya tren sy dz‘flnh gia chu quan
cua doanh nghiép. Tong trong so cia Cac yeéu to bang 1
- Péanh gia va cho diém ting yéu to véi thang diém tir 1-5 (thap dén
cao)
- Tinh téqg diém (th~eo trong s0) ctia C4c yéu to va dua ra két luan
chung ve strc hap dan cua nganh:
3 diém: nganh c6 muc hap dan trung binh
>3 diém: nganh c6 mic hap dan cao
<3 diém: nganh c6 mirc hap dan thap
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MO hinh McKinsey-GE

= Vidu xac dinh

Céac yéu to Trong sb DPiém DPiém theo trong so
1. Qui mo6 cua nganh 0.05 3 0.15
2. Toc do ting trudng cia nganh 0.2 4 0.8
3. Ty suat loi nhuan 0.15 3 0.45
4. Cuong d¢ canh tranh trong 0.08 2 0.16
nganh
5. Tinh 6n dinh cta cong nghé 0.07 4 0.28
6. Qui mo von 0.2 5 0.10
7. Rang budc phap ly 0.25 1 0.25
Téong cong 1 2.19

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chuwong V>> Chuvngl‘@[>




:L MO0 hinh McKinsey-GE

s Xac dinh
- X&c dinh C4c yeu to tac dong dén vi thé canh tranh cia
DN trong nganh -> thay doi tuy theo nganh.
- Xac dinh trong so6 cho ting yéu to, danh gia va cho
diém tirng yéu to, Xac dinh tong diém:
3 diém: SBU ¢4 vi thé canh tranh trung binh,
>3 diém: SBU ¢6 vi thé canh tranh manh
<3 diém: SBU c0 vi thé canh tranh yéu
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MO hinh McKinsey-GE

= Vi du xac dinh

Céc yéu to Trong sb ié DPiém theo trong so
1. Thi phan 0.3 3 0.9
2. Gia ban 0.1 4 0.4
3. Chat lugng san pham 0.15 4 0.6
4. Cong nghé 0.1 3 0.3
5. Chi phi 0.15 3 0.45
6. Nang luc san xuat 0.1 2 0.2
7.5u da dang hoa san phém 0.05 1 0.05
8. Dich vu sau ban hang 0.05 2 0.1
Tong cong 1 3
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MO0 hinh McKinsey-GE

Vi thé canh tranh cia SBU

Trung binh Yéu
o
353
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an
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Vung hoat dong ddng quan tdm
[ ] Vung hoat dong binh thuong
Y Vung hoat dong khong dang quan tam
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:L MO0 hinh McKinsey-GE

s Budce 3: Dinh vi cac SBU trén ma tran

- M&i SBU 14 mot hinh tron, vi tri duoc xac dinh boi sb
diém dat dugc vé vi thé canh tranh va strc hap dan cua
nganh.

- Kich thudc hinh tron: xac dinh dua trén phan dong
gop DT ctia SBU d6 vao tong DT ciia DN.
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MO0 hinh McKinsey-GE

Vi thé canh tranh cia SBU

Trung binh

Cao

Stc hap dan ciia nganh

Trung binh

Yéu
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IT. Chién lugc phat trién cac linh vuc KD

= Chién lugc chuyén moén hoa
= Khai niém
= NO1 dung
= Uu diém, nhugc diém

s Chién luogc da dang hoa
= Khai niém
= Céc chién luoc da dang héa
= Hoi nhap doc
= Pa dang hoa co lién két
= Da dang hoa khong lién két
= Uu diém, nhugc diém

= Céc phuong thirc phat trién chién lugc
=  Mua lai, sap nhap
= Lién minh chién lugc
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i IT. Chién lugc phat trién cac linh vuc KD

= La chién lugc cap cong ty nham tim kiém nhiing
cach thirc dé lam tang murc Ao hoat dong cua DN.

= Phat trién c6 thé dat duoc thong qua:
= Chuyén mon hoa
s Da dang hoa.
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i II.1. Chién lugc chuyén mén hoa

= Khai niém
= La sy tip trung va ciing c6 thudng xuyén cac nguon
luc cua doanh nghi€p trén mot linh vuc kinh doanh
duy nhat nham tim kiém vi thé canh tranh thuén loi

M L),/ do:
= Nghé nghiép
o Nguén Iuc han ché
s Co hd1 mai (chu ky nganh)
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i II.1. Chién lugc chuyén mén hoa
= Chuyén mon hoa nguy hiém
= Su cling nhac vé to chuc

= Dé bi ton thuong trudc nhiing thay doi cua tinh hinh
(thuy san)

= Rui ro vé cong nghé (anh chup lay ngay)
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IT. Chién lugc phat trién cac linh vuc KD

= Budc phat trién tat yéu :

. - da phan cac doanh nghiép khai dau 1a mot
doanh nghiép nho chuyén moén hoa trén mot thi truong dia
phuong

: . m& rong thi truong

o : hé1 nhap doc

. - khi tang truong cham lai, lva chon chién lugc :

= Chiém thi phan cta di thu
= DA DANG HOA
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i I1.2. Chién lugc da dang hoa

= La chién luogc theo d6 doanh nghiép
tham gia vao cac linh vuc kinh
doanh khac nhau
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i Ly do da dang hoa

s Cothénodira ...
= Phan tan rui ro
= Tan dung nguén luc
= Tang truong
= Kiém soat mang luéi
= Vi thé thi truong
= Su cOng huong vo1 hoat dong khac

= Ngam hiéu
= Uy tin lanh dao / sy thinh vuong
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Pa dang hoa khi nao ?

= DPa dang hoa chi can thiét khi cong ty bat dau con it co hoi ting
trudng tai nganh kinh doanh chinh

= Khi ndo nén bit dau da dang hoa ?
Vi thé canh tranh

Manh Yéu
on
£ €
S & | Chuaphai Chua phai
= S| thoi diém thoi diém
= da dang hoa | da dang hoa
on
°§ <§. Pa dang hoa | Nén quan
5 5 | lauutién tam dén
%’ hang dau da dang hoa
|_
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*Da dang hoa dé ting truéng va mo rong

_
-‘
e
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* Chién luoc hoi nhap doc

= Ho1 nhap doc 1a mé rOng pham vi canh tranh trong cung mot nganh
doc (don v1 kinh doanh mat)

= NGUQC CHIEU vé phia nha cung cap
= XUOI CHIEU vé phia khach hang

Ll >
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Chién lugc hoi nhap doc

= Loi thé cua hdi nhap doc
» Kiém soat cong nghé bo tro
= Loi thé qui md
= Tiét kiém chi phi giao dich

= Bat loi ctia hoi nhap doc
= Doi hoi 16m vé tai chinh
s Phu thudc chat ché vao nganh =» rui ro suy thoai nganh

= Gi1am su linh hoat trong san Xuat
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Khi nao can ho1 nhap nguogc chiéu

= Tiét kiém chi phi chi khi khoi lugng can thiét du 16n dé c6 hiéu qua

= Tiém nang tiét kiém chi phi 16n nhat khi
= Nha cung cap co ty 1& 13i gdp cao
= B0 phan can cung cap co ty trong chi phi cao
= Ning luc k¥ thuat can thiét dé kiém soat

= Su khac bi€t trén co s 1o1 thé canh tranh tang khi doanh nghi€ép hoi1
nhap véi chat luong tot hon

0 Ngué)n nguyén li¢u chinh cua doanh nghi€p b1 phu thudc vao nha
cung cap
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Khi nao hd1 nhap xuo1 chiéu

= Doanh nghiép c6 loi khi ty x4y dung cho minh mang lu6i ban si - ban
1€ néu
= Céac kénh phan phdi doc 1ap

= Hoi nhap vao hé,théng phan phdi ban 1é c6 thé ré hon la théng qua
cac nha phan pho1 doc lap

s CO thé cho phép tao ra sy khac bi€t 1o6n hon, nho do thoat khoi canh
tranh vé gi1a

o Déri v6i nha san xuat, cho phép tiép can tot hon véi nguoi tiéu dung
cuol cung
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i Chién lugc da dang hod lién két

Pa dang hoa lién két 1a khi doanh nghiép cé nhiéu
nganh kinh doanh khac nhau nhung co cung mot
sO twrong dong chién luoc
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Chién lugc da dang hod lién két

= Su tuong déng chién luoc ¢6 thé dua trén :

s Chia s¢ cong ngh¢

s Chung k¥ nang lao dong

= Chung kénh phén phdi

= Chung ngudn nguyén liéu & nha cung cap
= Phuong phap san xuat tuong tu

= Cach thtrc quan 1y tuong tu

= Kha nang chi s¢ luc luong ban hang

= Chia sé co ho1
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Cach thtrc da dang hoa lién ket

= Tham gia nganh kinh doanh c6 thé chia sé luc lugng ban hang, quang
cao & hoat dong phan phoi

» Khai thac cong nghé co6 lién quan
= Chia sé phuong tién san xuat

= Chuyén giao bi quyét & kinh nghiém tir nganh kinh doanh nay sang
nganh khac

s Chuyén giao tén nhan hi¢u & su no1 tieéng cho san pham mai

= Tham gia nganh maé1 d€ cung c6 nganh hién tai
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Khi ndo da dang hoa lién két

= Cho phép doanh nghiép duy tri sy thong nhat trong hoat dong kinh
doanh & tim ki€m lg1 ich v€ chuyén giao k¥ nang hay chia s¢€ chi phi
Khi

= Phan tan rai ro trén mot pham vi rong hon

= Khai thac nhitng gi doanh nghiép lam t6t nhat & cho phép chuyén
giao nang luc co ban tir mot nganh kinh doanh sang nganh khac

= Thuc hién loi thé qui mé
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Khi ndo da dang hoa lién két (tiép.)

= Tuong dong chién lugc gitra cac nganh kinh doanh c¢ lién két tao ra
tiém nang lo1 thé canh tranh vé

= Chi phi thap hon thong qua chia s¢ nguodn luc chung va phoi hop
cac hoat dong co lién két

= Chuyén giao c6 hiéu qua
= K§ ning chu yéu & ning luc co so
= Cong nghé
= Bi quyét quan 1y

= St dung chung tén nhan hiéu
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Chién lugc da dang hoa khong lién két

= Pa dang hoa khong lién két
= Khong c6 méi lién hé chung vé twong dong chién lugc gitra cac
nganh kinh doanh cua cong ty da dang hoa
= Nhitng quan hé giita cac chudi gia tri khong cé ¥ nghia

= Tiép can chién lugc cong ty
= Tham gia «bat ctt nganh nao» c6 thé dem lai lgi nhuan

= Doanh nghiép theo dudi chién lugc da dang hoa khong lién két duogc
xem nhu mot tap doan
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¥ nghia ctia da dang hoa khong lién két

= Rui ro kinh doanh duoc phan tan trén nhiéu nganh khac nhau

= Ngudn yén dﬁu tu cho cac nganh nay cho phép ky vong lo1
nhuan tot nhat

= [o1nhuan f)n dinh : thoi diém kho khin & nganh nay dugc bu lai
bo1 thot di€m thuan lg1 & nganh khac

= Nang cao gia tri ctia ¢d dong
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i XU hudng da dang hoa

= Mirc 40 da dang hoa da ting rat nhanh trong
nhirng nam thé ky 20

= Trudc tién 1a ho1 nhap doc, sau do la da dang
hoa theo chi€éu ngang va thanh lap tap doan
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IT1. Chién lugc kinh doanh quéc té

x Su can thiét
= Co h61
s Suc ép

= Céc chién lugc kinh doanh quoc té
= Chién lugc da quoc gia
= Chién luogc toan cau
= Chién lugc xuyén quoc gia

= Phuong thitc phat trién quoc té
= So do tong quat
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Phat trién quoc té : 1y do

= Loi thé qui mo
= Mo rong pham vi thi trudng glup doanh nghiép dat duoc loi thé qui mo trong
san xuat, marketing, R&D va phan phoi

= Loi thé vi tr

o Tiép can dé dang hon : nguyén liéu, nhan luc, nha cung cép, khach hang, tai
nguyén thién nhién,

= Nang cao thi phan

= Thi tI'lIO’l’lg ndi dia co thé khong du qui md dé tan dung c6 hiéu qua qui mo
thiét bi san xuat

s ROI

= Nhiing khoan dau tu 16n (R&D) doi hoi thi truong toan cau dé khau hao
nhanh
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‘L Chién luoc kinh doanh qudc té

Chién lugce da quoc gia

Ba ,
chién lwoc Chién lugce toan cau

quoc té

Chién lugce xuyén quoc gia
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Chién lugc da quoc gia

s Cac quyét dinh c}}ién lugce va tac nghi€p dugc giao cho cac chi
nhanh ta1 mo1 quoc gia

= San pham va dich vu dugc thich tmg vai thi trudng dia phuong
= Pon vi kinh doanh tai mdi quéc gia doc lap véi nhau

= Thi trudng tai moi qudc gia la khac nhau

= Tap trung canh tranh tai mdi thi trudng

s KSF : gia tr1 cho khach hang
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Chién luoc toan cau

= San pham trén cac thi truong dugc chuan hoa

s Cac quyét dinh chién luoc duoc tap trung tai cong ty me
= Tap trung vao loi thé qui mo

= Thuong thiéu quan tim tdi timg thi trudng dia phuong

= Doi hoi chia sé chi phi va phoi hop giita cac quoc gia
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i Chién lugc xuyén quoc gia

s Tim kiém ca hiéu qua toan cau va chu trong thi
truong dia phuong

= D01 hdi déng thoi s kiém soét tap trung va su
pho1 hop dé co hiéu qua va su phi tap trung dé
thich trng thi truong dia phuong
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Lwua chon chién luoc nao ?

=San pham thong dung

=Thoa mén nhu cau toan cau

=Nganh du thira niang luc san xuat

=Quyén lyc khach hang 16n va chi phi chuyén doi thap

=Thi hiéu cua khach hang khac nhau

=Cach thirc sir dung khac nhau

=K énh tiéu thu khac nhau

=Yéu cau ctia chinh phil cac nude tiép nhan
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Chién luoc nao ?

Cao 4
C “”i\\ Q) lai\:; )9
Thép

Thap Cao

,p luc hoi nhép

Ap luc thich tng thi truong

’ CLKD > Chwong | >> Chuong 11 >> Chwong II> Chuong IV>> Chwong V>> Chuvngl‘4[>




Chuong VI : T6 chirc thuc hién chién luoc

= Trién khai chién lugc
= Phan b6 nguon luc
= Trién khai thyc té
= Hai van dé 16m : Co ciu to chirc va theo doi chién lwoc

= Xay dung co cau to chiic
= Khal niém co cau t6 chirc
= Céc dang co ciu to chirc
= MOoi quan hé giita co cau to chic va chién luoc

s Theo dbi chién luoc
= Su can thiét
= Qui trinh theo doi
= He¢ thong theo ddi chién luoc
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I. Noi dung trién khai chién luoc

= Phan bo nguodn luc
s Trién khai thuc té

m Hai van dé 16n : Co cau to chuc va theo do1 chién
lwoc
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i IT. Thiét ké co cau to chirc
s Khal niém
= Xay dung Cco cau to churc
s CAc kiéu co cau to chirc

m Co cau to chuce va chién luoc
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Khai quat vé co cau td churc

= Khai niém: co cau to chtc la cach thic phan
chia va phoi hop cac hoat dong ctia doanh
nghiep
= Pic trung clia Co cau to chuc
= Tinh chuyén mon hoa: la phuong thirc va mirc do
phan chia cong viéc trong doanh nghiép
= Tinh phoi hop: cach thirc hop tac giitra cac bd phan
khac nhau, moi lién hé gitra cac bd phan nay la gi
= Tinh chinh thic :
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Khai quat vé co cau td churc

= C4c co ché phdi hop
= Tu diéu chinh (mutual adjustment)
= Chi dao truc tiép (direct supervision)
= Chuan hoé qui trinh (process standardization)
= Chuan hod dau ra (result standardization)
= Chuan hod ning luc (competences standardization)
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Xay dung co cau to chtre

= Phan chia cong viéc (division of work)

= Nhom cac cong viéc mot cach 10 gic va hiéu
qua (departmentalization)

= X&c dinh cac quan hé quyén luc (hierachy)

= Xay dung co ché phdi hop (coordination)
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i Mot s6 kiéu co cau td chire

s Co cau theo chirc nang (functional structure):
cac nhan vién dugc nhom lai trén co s& kién
thirc va kinh nghiém va phuong tién lam viéc

= Co cau theo bo phan (divisionalized structure)

= Co cau kiéu ma tran (Matrix structure)
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Co cau theo chirc ning

BAN GIAM DOC

Tai chinh San xuat Marketing Hanh chinh
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Co cau theo chirc ning

BAN GIAM POC
Tai chinh San xuat Marketing Hanh chinh
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Co cau theo chirc ning

®Diém manh
*Tao su hop tac va cong hudng trong cong viéc
*Chuyén mon hoa cao, nang cao hi¢u qua hoat dong

®Di¢m yéu
+tap trung qua nhiéu quyén luc vao Ban lanh dao
*khong linh hoat
+ trach nhiém cta ca nhan d6i véi két qua chung cua cong viéc
khong ro rang
+Khé danh gia duoc sy dong gop cua timg bd phan dén két qua
chung
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Co cau theo bo phan

TGD
Pho TG R&D Pho TGD Marketing
Pho TGP San xuat Ph6 TGP Tai chinh
Dugc pham Thiét bi y té My pham
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Co cau theo bo phan

Chu tich
Pho CT R&D Pho CT Marketing
Phé CT San xuat Phé CT Tai chinh
EU KV Bic My ASEAN
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Co cau theo bo phan

®Diém manh
+cho phép danh gia vi thé cua doanh nghiép tai moi thi truong (trén co
so cac SBU) :
+xay dung theo don vi lgi nhuan (profit center)
v'danh gia doc 1ap vé mat tai chinh va trach nhiém
¢can b phu trach da nang cho pheép :
v'xay dung chién lugc cho mdi SBU

®Diém yéu
+Khong tan dung lgi thé qui mé
v'muc tiéu téi vu hoa & cap do cac bo phan
+Kho chuyén giao nang luc cong nghé
v'cac chuyén gia bi phan tan
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Co cau ma tran

TGD
San xuat Tai chinh Marketing
— DuanA [
— DuanB
— DuanC [
Matrix form
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i Co cau ma tran

- Uu diém: linh hoat

- Nhugce diém: khé khan trong quan ly (mot
nhan vién co nhiéu thu truong truc tiép)
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Co cau to0 chuc va chién luogc

o Térchfrc doanh nghiép quyét dinh Céch thirc doanh nghiép
phoi hop cac bd phan khong dong nhat va co loi ich khac
nhau huéng té1 muc tiéu chung

= Céch thuc phoi hop quyét dinh hi¢u qua hoat dong cua doanh
nghiép va kha nang thuc hién muc tiéu chién luogc

= Thay d6i chién lugc dan dén su thay d6i trong co cau to chirc

s Co ciu to chic sé tac dong dén su lwa chon chién hroc

= Khdng c6 co cau to chirc }ét nhat cho mét chién luoc cu thé
hay mot loai cong ty cu thé.
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Ki1ém soat chién luoc

= Kiém sodat chién luge 14 qua trinh kiém tra,
danh gia va diéu chinh cac muc tiéu chién
luoc
s Kiém soat dé dam bao thuc hién duoc CAc
muc tieu chién luoc da dinh
= Cho phép cac nha lanh dao
¢ cai nhin tirc thoi vé tinh hinh hién tai va kha niang thuc
hién muc ti€u
X4c dinh sy sai léch, chiéu huéng va mirc d6 sai léch

Xac dinh nguyén nhan sai 1éch
Du kién cac bién phap dé diéu chinh hoat dong.
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Su can thiét cua kiém soat chién luoc

- Dya vao muc tiéu DN
huy dong phuong tién

Muc tiéu

- Két hop phuong tién
tao ra ket qua

- Kiém soat két qua =
kiém soat qua trinh thuc
hién chién luoc

Phuong tién Keét qua

’ CLKD > Chwong | >> Chwong Il >> Chwong II> Chwong IV>> Chwong V>i‘




Qui trinh kiém soat chién lugc

Thiét 1ap tiéu
chuan va
chi tiéu
Xay dung thwoc
do va hé thong
giam sat

So sanh thuc
té voi muc tiéu

Danh gia két
qua va diéu
chinh néu can
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i Qui trinh kiém soat chién lugc
=Thiét 14p cac tiéu chuan chi tiéu

eXay dung cac ti€u chuan va chi tiéu dua trén
chién luoc lua chon

eHai loai1 tiéu chuan chinh:

T/chuan dinh tinh: khéng do luong dugc bang so do
vat ly hoac ti€n t¢

T/chuan dinh lugng: c¢6 thé do luong, d6i chiéu dugc
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i Qui trinh kiém soat chién lugc
Thiét 1ap cac tiéu chuan chi tiéu
Vi du: chién luogc chi phi thép —> muc tieu: giam thiéu 214 thanh
Tiéu chuan:Tiét kiém chi phi
Chi ti€u: - Ty suat phi
- Chi phi bién doi, chi phi ¢6 dinh
- Ning suat lao dong

- SO lugng san pham san xuat
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i Qui trinh kiém soat chién lugc

= Xay dung cac thudc do va hé thong giam sat
e Lua chon cac thudc do phu hgp vdi ting chi tieu
- dé do ludng céc chi tiéu dinh luong :

vi du: s6 san Pham san xuat trong mot qui, doanh thu dat dugc
trong 6 thang

-kho do luwong cac chi tiéu dinh tinh:

vi du: danh gia tac dong cua R&D
e Hé thong giam sat: cung cap thong tin dé do luong cac chi
tieu

vi du: hé thong thong tin ké toan, khach hang, nhan su

’ CLKD > Chwong | >> Chwong 11 >> Chwong II> Chwong IV>> Chwong V>> Chwong V>




Qui trinh kiém soat chién lugc

550 sanh cac két qua thuc t€ vé1 muc tiéu da xay dung
- danh g14 mtrc A6 hoan thanh muc ti€u

- xem xet hoat dong cua doanh nghiép c6 d1 chéch vo1 muc ti€u
khong va sai 1éch dén mirc nao

- Néu két qua> muc ti€u: muc tiéu qua thap so vo1 nang luc =
nang cao muc tieu ky to1

- Néu két qua < muc tiéu:
- muc tiéu an dinh qua cao
- méi trudng thay doi

- hi€u qua hoat ddng cua DN thép hon nang luc cua DN
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Qui trinh kiém soat chién lugc

= Panh gia két qua va thuc hién cac diéu chinh can thiét
e Panh gid mic dd hoan thanh muc ti€u
e Diéu chinh hoat dong cua doanh nghiép di ding hudng muc
tiéu
e Néu do hiéu qua hoat dong thép khong thuc hién dugc muc
tieu: thay doi hé thong do luong, giam sat, danh gia két qua

e Néu do muc tiéu an dinh khong phu hop véi phuong tién:
dieu chinh lai muc ti€u cho phu hgp vé1 nang luc
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