CHUONG 5

Chién lugc to
chirc
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i Chién lugc td chirc

= Muc dich ctia chién Iugc td chirc: gilp
cong ty thuc hién ké hoach chién lugc da
dé ra

= CO nhiéu loai cd cdu to chiic khac nhau
(cac cong ty thudng cod thiét ké riéng va
si’ dung két hagp dong thai cac cau truc
khac nhau)


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

i Muc tiéu cua chucng

= 1- Xem Xét cd cdu to chiic cla cac hdang mdi
bat dau thuc hien cac hoat dong kinh doanh
quoc te

= 2- MO ta cac cau truc to chic dugc cac hang
su dung tudng ung vai viec gia tang su' hien
dien quoc te cua no

= 3- Phan tich nhirng bién so cau truc then chot
anh huadng den viec thiet ke cg cau to chutc
Cua cac hang

= 4- Xem xét vai tro cua cac qua trinh to chuc
dam bao tinh hieu qua va hieu luc cua cc cau
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Nghién cuu tinh hudng: cac nha thiét
ké to chirc — Gruppo GFT
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Nghién cutu tinh hudng: cac nha
:Wié't ké to chuc — Gruppo GFT

= Donato Levi e Figli thanh lap nam 1887, SX quan
ao nam

= 1925 gia dinh Rivetti mua lai va thanh lap GFT
(Grupgo Finanziario Tessile, or Textile Financial
Group

= 1994 Giovanni Agnelli's Gemina mua lai. Holding di
Partecipazioni Industriali (HDI) 1997, la cong ty me.
Thiét ke, SX cac loai quan ao may san cao cap.

Cac nhan SP: Abboud, Armani, Dior, Fezza,
Montana, Ungaro VaIentino CeIine Gucci, Pucci

= 1993, GFT co 46 con? ty trén toan cau, 18 nha may
san suat va 10.000 lao dong
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Nghién clu tinh huong: cac nha e

:“chié't ké to chiic — Gruppo GFT

o LICh SU:
= Nam 1980 hang nho, sx cho thi truGng noi
dia
= Cudi 1980s: muc doanh so ban >1ty USD
vGi 60% tu thi truGng nudc ngoai
= Thi truong My: trong thap ky 1980 muc
ban tang tu 7 triéu lén 304 trieu USD

=> su tang trudng vuct bac cua KDQT doi
hoi xem xeét lai chién ludc chung
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Nghién ctu tinh huong: cac nha =~

:wwié't k& t& chic — Gruppo GFT

= Lich SU”:

= Khai dau KDQT: toan bd qua trinh phat trién SP
thuc hién ¢ Turin sau do XK ra toan thé gidi

= Cuoi thap ky 1980: thi hi€u va nhu cau tai cac
nudc, khu vuc la rat khac biét. NguGi tieu dung
ngay cang co doi hoi cao vé chat lugng bén canh
yéu cau gia ha

= Nhan dinh cua 1 nha quan tri cua GFT: “Cong ty
co thé la toan cau nhung nguGi ti€éu dung thi
khong”
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Nghién ctu tinh hudng: cac nha =~

:Wwié't k& t& chic — Gruppo GFT

= Nhirng thay doéi cia cdng ty:

= Diéu chinh co cdu tb chirc

= Tiép can gan han vGi khach hang

= Trao nhiéu quyeén tu tri han cho cac hang,
chi nhanh, cong ty con tai cac thi truong
then chot trén toan thé gidi => tang su' tu
diéu chinh va thich ng vGi dac thu cua cac
thi truong khu vuc
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Nghién ctu tinh huong: cac nha =~

:Wwié't k& t& chic — Gruppo GFT

= Nhirng thay doi ctia cong ty (diéu chinh co
ciu to churc)
GFT la cong ty me cé cau tric td chic 6
phong hoat dong tu tri
= Phong Bac My (US, Canada, Mexico)
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= Phong Vién Déng

N vai
N quan ao ham
N quan ao nir

h quan o thé thao


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

Nghién ciu tinh hudng: cac nha
hiét ké to chuc — Gruppo GFT

= Nhifng thay doi clia cong ty (diéu chinh cd cau to

chuc) - GFT USA 1971 cong ty thudc Phong Bac

My - la cong ty dong vai tro dan dau

= Pap Ung muc tiéu Igi nhuan hang nam

= TU do diéu hanh hoat dong sxkd

= CO cdu to chiic tap trung cao, gdbm 6 cong ty con: 4
dua trén dong SP, 1 sx, 1 phan phoi => cho phep
phan Ung nhanh trudc nhirng thay doi dac thu cua thi
trudng My.

= Xu thé thoi trang thuéng dudc khai nguon tu My roi
lan toa ra thé gidi => GFT USA la phong thi nghiém
cac sang ché sau do dugc su dung trén toan thé gidi
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Nghién cuau tinh hudng: cac nha = "’
:Ehié't ké to chir'c — Gruppo GFT

= Cau tric mdi la phu hdp va giup cong ty
gillr dudc su ndi tiéng toan thé gidi

= Binh luan: “Cac nha quan tri cap cao sé
phai trd thanh “cac nha thiét ké to
chic”, ngudi ludn ludn phai phat minh
va tai phat minh cong ty dap i'ng moi
yéu cau thay doi trong kinh doanh”
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Nghien cuu tinh huong: cac nha -

‘-Nwié't k& t6 chirc — Gruppo GFT

= Bai tap: vé so d6 co cau to chic cua
Gruppo GFT
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i Nghién clru tinh hudng:Nestle’

Thanh lap nam 1866-Henri Nestle tai
Vevey, Thuy si
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Nestle

Good Food, Good Life

‘Nghlen ctru tinh hudng:Nestle’

. Nes:tle - cong ty hang dau trén thé gidi vé Thuc
pham va Do udng, v8i mang ludi san xuat va
kinh doanh rong khap trén toan cau.

= Nestlé dieu hanh gan 500 nha may tai 86 nuGc
trén toan the gidi,

= Tuyén dung hon 280.000 nhan vién

= Tiép thij 8.500 thuang hiéu v4i 30.000 san pham

= Doanh s6 ban nam 2010 dat 110 ty CHF (128 ty
USD); Lgi nhuan rong 34 ty CHF (39,4 ty USD)
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Nestle

oooooooo . Good Life

%ghién cUu tinh hudng:Nestle’

= Mang san xuat toan cau

= http://www.nestle.com/AboutUs/Global
Presence/Pages/GlobalPresence.aspx
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o B o
Nghien cuu tinh huong:Nestle..==..
i Nestle Viet Nam

Nha may Nestlé Viét Nam tai bong Nai
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Nghién ctu tinh hudng:Nestle’ r==_

Nestleé Viet Nam

Cac hoat dong tai Viet Nam

Van phong kinh doanh dau tién cua Nestlé tai Sai Gc‘gn dugc thanh lap tUr nam
1916. DuGi day la nhitng cot moc ghi lai su phat trién nhanh chdng cua cong
ty tai Viét Nam:

1992: Cong ty La Vie, mot lién doanh gilra Perrier Vittel thudc Nestlé va mot
cong ty thuang mai Long An dudc thanh Iap.

1993: Nestlé chinh thirc trd lai Viet Nam va md van phong dai dién tai
TP.HCM.

1995: Nestlé Viét Nam ra ddi. Chinh thdc khdi cong xay dung nha may
Pong Nai.

2002: Dua vao hoat dong nha may th( hai ctia La Vie tai Hung Yén.

2007: Lua chon Dielthem Ia nha phan phdi chinh thirc cho cac san phdm sb
co la va banh keo.

2008: Thanh Iap Bo phan Dinh duGng Dac biét.
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Nestle

ooooooo , Good Life

%}hién clu tinh hudng:Nestle’

= Cho dén dau thap ky 1990, ap dung cd cau to
chire phi tap trung

= Quan niém: khong co6 nguai ti€u dung toan
cau trong linh vuc kinh doanh thuc pham va
do giai khat

= D& cung Ung ra thj truGng san pham phu hgp
vGi sa@ thich thi hiéu dia phudng

=> Can thiét xay dung cac cong ty con vdi tinh

tu' chu cao tai cac thi trudng nudc ngoai
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Nestle

Good Food, Good Life

%ghién cUu tinh huong:Nestle’

= Su thay do6i trong mdi trudng kinh doanh tur thap
ky 1990
= Giam rao can thuong mai
= Phat trién manh lién két khu vuc va hinh thanh thi

truéng toan cau

= Gia tang canh tranh tu’ cac doi thu (?)

= => Nestle’ diéu chinh cdu tric to chic: vira duy tri
viéc dap U'ng yéu cau cua dia phuong vua tiét kiém
chi phi qua cat giam cac hoat dong trung lap.
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Nestle

Good Food, Good Life

%ghién cuu tinh huong:Nestle’

= Nestle’ xay dung cac don vi kinh doanh toan cau

(global business units) giam sat chién lugdc doi

v@i cac dong san pham chinh

= Dat Igi ich kinh t€ nhd ti€t kiém chi phi bang cach tap
trung hoa cac chic nang chu yéu nhu mua hang, san
xuat, R&D tai cac dia ban thuan Igi

= Phi tap trung hoa hoat dong ban hang va marketing
(duy tri phan quyén tu’ chu manh) cho cac cong ty
con tai cac dia phuong.
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Chién lugc to chirc

L

= “CO cdu td chic”: /a phuong tién dé cdc nha
quan tri co thé phéi hop cdc hoat dong giiia
nhing chuc nang hay cac bo phan khac
nhau nham khai thac day du cac ky nang va
nang luc cua ho.

= Chién lugc to chirc: thiét k&€ mot co cau to
chirc phu hgp nham thuc thi chién lugc kinh
doanh

ccccccccccccccccc
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Chién lugc to chirc

i (Cac co cau to chirc ban dau)

= Khi mdi budc ra thi truGng thé gidi:

= Hoat dong ma rong tu hoat dong trong nuGc

= Trong tam chu yéu: thi truGng goc-dia phuong,
KDQT la thd yéu

. 'rl]'hu;‘mg su’ dung khong lién tuc (theo trucng

op

. Khong dua hoat dong quoc t€ vao mot bo phan
tach biét

_ XK chi la bd sung cho thu nhap tUr hoat dong
trén thi truGng goc
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Chién lugc to chirc

i (Cac c@ cau to chirc ban dau)

= Khi hoat dong quoc t€ gia tang

= XD phong Marketing dieu hanh ban hang quoc
t€ (phat trién cac chuyen gia Marketing, tim
hiéu nhu cau dac thu tai cac thi truéng va ky
thuat Marketing dé phuc vu viéc ban hang trén
thi trudng nudc ngoai)

= XD phong xuat khau

= XD chi nhanh & nuGc ngoai
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Chién lugc td chirc

CG cau to chlc ban dau: cd cdu phong XK

[

I Giam dbc diéu hanh

PGD SX

PGD Marketing PGD nhan sy

PGD tai chinh

b a

Giam doc XK

Nhan vién Mar XK

Hanh chinh

Phan phoi

Pai dién & nudc ngoai



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

Chién lugc td chirc
Ca cau td chuc ban dau: cd cau phong XK

= Thiét k& bo sung chlc nang
= CO cau to chic nhu kinh doanh néi dia
= Cac bo phan chuc nang dam trach thém phan cac hop
dong kinh doanh quoc té
= B phan xuat khau
= Giam sat va xt ly don hang quoc té
= Marketing quoc té
= Quan hé vadi cac nha phan phoi nudc ngoai
= Huy déng vén cho hoat ddéng xuét khau
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Chién Iugc to chirc
Co ciu to chlrc ban dau: cd cau chi nhanh

b
ﬁﬁ—h

Céc chi nhanh hai ngoai Cac cbdng ty con & nwdc ngoai

— — — —
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Chién lugc td churc
Cd cau to chuc ban dau: cg cau phong QT

Giam dbc diéu hénrj

PGD SX l l PGD Marketing I \ PGD nhan sy

\

PGD tai chinh I

Cac phong nghiép vu (cac phan bd kinh doanh)

Kinh doanh néi dial Kinh doanh néi diaL
Phan bé may méc Phan bo thiét bi

Kinh doanh nai dial
Phan bd dién tor

Kinh doanh noi dial
Phan b may tinh

iam dbc thi treon
Khu vwce
quoc té

Han Quéc

Dulrc

Tay Ban Nha

SX MAR

CuuDuongThanCong.com

NS TC

https://fb.com/tailieudientucntt
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Chién lugc td chirc

*Cd cau td chdc ban dau: co cdu phong QT

e Giam ganh

nang CEO phai chi dao truc

ti€p chi nhanh hai ngoai va trong nuGc

e Dé cao vj t
SO VOI cac

N€ cua cac hoat dong hai ngoai
b0 phan trong nudc ?

e Dé dang phdi hgp toan bd hoat ddng kinh
doanh quoc té

e Phat trién chuyén moén va ky nang qudc té
e Phat trién tu duy quéc té
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Chién Iugc to chirc
* co cau to chuc ban dau: cd cau phong QT

Han ché

« MAu thuan va khé phdi hgp gilta cdc hoat dong kinh
doanh noi dia va quoc té trong viéc:
e Pua ra san pham mdi trén pham vi toan ciu
e Chuyén giao nang luc gilra cac hoat dong kinh doanh

noi dia va quoc té

e Tan dung Igi thé dia diém va quy md

e Ap luc Ién dai ban doanh phai tu duy toan cau va phan
bo Iuc lugng trén cd s@ cd hdi thi trudng chung => kho
cho viéc quan ly ma van hudng trong tam vao thi trudng
trong nudc va ban hang chu yéu trén thi truong trong
nudc (US TNCs)

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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Chién lugc to chirc
‘L Ca ciu to chirc toan cau

= Khi thu nhap nhiéu han tu’ hai ngoai, cac chién
ludc cua cac TNCs, MNCs hudng tdi trong tam
toan cau nhiéu hon
=> thay doi co cau to chirc
= 5 loai co cau to chirc toan cau
= SP
» Khu vuc
= Chutc nang
= Hon hgp
« Ma tran
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Chién lugc to chirc
Cd cau to chlc toan cau theo san pham

Khai niém: la sap xep vé cau truc theo do cac phong ndi dia co
trach nhiém toan cau vé nhdm san pham, theo dé mdi phong
san pham ban san pham ra toan cau

Péc diém

e Cd cau dua trén quan diém " ‘trung tam Igi nhuan”. MOi san pham can dat tdi
mot ROI dinh trudc va két qua hoat dong clia moi dong san pham dugc do
trén cd sd Igi nhuan.

e MAi dong san pham hoat dong doc Iap, lanh dao phong co quyen luc I16n trong
hoat ddng kinh doanh, it bi kiém soat tir dai ban doanh, trir van dé ngan quy

e Cac hoat dong SX, MR, NS, TC lién quan dén SP déu dudi quyén cua lanh dao
phong SP cu thé
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Phong s&n pham Phong s&n pham Phong s&n pham Phong sén pham Phong san phdm

Bac My Chau Au Vién Dong

SX MAR NS TC
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Chién lugc td churic
O cau to chuc toan cau theo san pham

NEu SX nhiéu
SP - cho
phép quan ly
tap trung

Tao va duy tri
moi quan hé
can thiét gilra
nguGi phat trién
san pham va
ngudi tiéu dung

Tap trung
vao nhu cau
dac thu cta

nguai tiéu
dung cu thé

Thuc hién Phat trién cac
Marketing nha lanh dao
theo nhu cau c6 kinh nghiém,

dac thu hiéu biét ro vé

dong san pham

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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Chién lugc td chirc

i Co cdu td chlrc toan cau theo san pham

e Trling |8p vé phuadng tién va can bd moi phong

e Cac san pham ban chay doi hdi chi phi khuyé&ch trugng => maét
I0i nhuan vé lau dai

e DOi hoi nha lanh dao phai c6 kinh nghlem V€ cau toan cau doi
vGi san phdm => phai dao tao 1 doi ngli quan Iy cn thiét

e Kho khan trong viéc phdi hdp gitra cac phong ban

e Thiéu su hgp tac gilra cac san pham khac nhau => thiét hai
trong ban hang trong khi cac phong c6 cac thong tin htu ich
cho nhau
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Chién lugc to chirc
| Cao cau to chuc toan cau theo khu vuc

Khai niém: cac trach nhiém churc nang KD dudgc chia cho
cac nha quan ly khu vuc, moi ngudi chiu trach nhiém vé 1
khu vuc dia ly (cau trdc cTa chung)

Pac diém

B gheng el i e g Moy v

e Thudng dugc su’ dung bai cac MNEs khi da chin muoi trong hoat dong
kinh doanh va cé san phdm hep khdng phan hod theo khu vuc dia ly

DuongThanCong.com https://fb.com/tailieudientucntt
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Cac phong trong nwéc

|Cc'1b phong TIgimep

vu |

Bac My

Nam My

Chau AU

Uc

Vién Déng

Anh

Puc

Bi

SP A

SP C

SPD

SP E

SX
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Chién lugc to chirc

fd cau to chlrc toan cau theo khu vuc

N UU dlém

= Cho phép nha quan ly co quyén doc lap cao, co
nhifing quyét dinh nhanh, phu hgp thi hi€u, sc
thich va quy ché€ dia phudng

= Nha quan ly co nhiéu kinh nghiém trong viéc dap
ung (thoa man) thi hi€u dia phuong, xay dung
dudc kha nang canh tranh manh hon

= Cd cau nay co két qua cao ¢ nai doi hoi hiéu qua
theo quy mo

= Gilip loai bo chi phi van chuyén khong can thiét

ccccccccccccccccc
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Chién lugc to chirc
,L cG cau to chilrc toan cau theo khu vuc

= Han ché

= San pham dudc diéu chinh phu hgp nhu ciu dia
phudng, nhung néu nhan manh qua dén tinh chat dia
phuang co thé anh hudng dén san pham thong
thudng

= Chi tiéu cho cac phuang tién trung lap

= Kém hiéu qua do cac nha may nho-phu hgp nhu cau
dia phudng khong san xuat mot khoi lugng du I6n dat
chi tiéu hiéu qua

= Kho phoi hgp gilra cac phong ban trong ké hoach
chién lugc chung (bi tach biét bdi khu vuc dia ly)
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Chién lugc td churc
‘L Co cau td chic toan ciu theo khu vuc

= Han ché (tiép)

= Cac cdng ty phat trién san pham mGi dua nhiéu vao
R&D thuGng thay cac san pham nay mién cu’dng duoc
chap nhan bgi cac bd phan khu vuc, do san pham mOi
do6 phai bién doi nhiéu mdéi dap Ung nhu ciu clda ngudi
tieu dung G tung thi trudng

=> cac lanh dao phong thudng mudn ban san pham da
dudc thi trudng chap nhan, mién cuéng kinh doanh
san pham mdi. Nhiéu san pham vong d&i ngan, thai
dd nhu vay 1a nguy hiém trong dai han déi véi su
thanh cong cua cong ty.
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Sony Ericsson AB

Regional Units

APAC CEEMA WE
{Asia- {Central and Eastemn Europe. (Westem
Pacific) Middle East and Africa) Europe)

Branch Office/Sales Units

| e |

*Bangladesh, Nepal, and St Lanka are Sony Enicsson’s latest marketing ventures.
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Chién lugc to chirc
fd cau to chuc toan cau theo chic nang

= Pucc xdy dung theo nhiém vu chu yéu cda to
chirc

= Vd: doi voi cac hang SX thi 3 chuc nang SX,
Marketing va tai chinh la dac biét quan trong
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Chién lugc td chirc
| CO cau to chuc toan cau theo chuc nang
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Chién lugc to chirc
i cd cdu t6 chirc toan cau theo chirc néng

= Lanh dao phong SX co trach nhiém doi vai
toan bd hoat dong SX trong nudc va quoc té

= Lanh dao phong Marketing chiu trach nhiém
ddi vGi hoat ddng ban toan bd san pham trén
thi trudng noi dia va quoc té

= => Thuong su dung doi vaGi cac cong ty co
danh muc mat hang kinh doanh tucng doi hep
va lugng ban hang toan ciu kha on dinh va
muc cau khong phai doi mat vGi canh tranh
tan cong
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Chién lugc to chirc
Ca cau to chuc toan cau theo chic nang

e Cho phép moét nhdm nho e Kho phoi hdp linh vuc SX
cac nha quan ly duy tri sy va Marketing do chung
ki€m soat ddi véi mot to hoat dong doc lap Vo
chutc réng nhau. Tinh hinh cang

e Khdng co su trung 13p vé phu’c tap néu danh muc
phuacng tién san pham nhiéu

e Cho phép kiém soat tap e Tham quyén diéu hanh
trung, chit ché duoc khuyech tan rat it

xuong phia dudi. CEO chiu
trach nhiém chu yéu
(hoan toan) vé Igi nhuan
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Chién lugc to chirc

iCd cau t0 chiic toan cau theo chirc ning

= Kiéu cdu trdc nay pho bién ddi vdi cac cong
ty khai thac nguyén liéu tho, nganh nang
luong, vai luong dau tu ca ban I6n.

= Cau trudc nay khong phu hop véi cac loai hinh
kinh doanh khac
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Chién lugc to chirc

:LCG cau td chic toan cau hon hop

= KN: t6 hgp cac sap xép vé cau tric nham dap
U'ng tot nhat nhu cau cua cong ty
= Hoat dong kinh doanh khac nhau vai nhirng
khac biét vé mo hinh cung, cau, canh tranh toan
cau doi hoi phai co cau truc to chuc (quan tri)
khac nhau
= DOi khi cau truc nay chi la tam thoi, cong ty sé chon
1 trong sO cac cau truc chung sau 1,2 nam
= Trong mot sO trudng hop cau triuc nay dudc duy tri
trong mot thai gian khong xac dinh, hoac mot cau
trdc hon hgp mdi sé thay thé cau tric cii
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Giam dbc diéu hanh

PGD SX PGD Marketing PGD nhan sy PGD tai chinh
I I
Gb k’hu Ve Gb SPA Gb SP B
Bac My toan cau trtr BM toan cau trir BM
+
1 |
Gb Gb GDb GD Gb Gb
cong ty cong ty cong ty cong ty cong ty cong ty
conl con 2 conl con 2 conl con 2

CuuDuongThanCong.com

https://fb.com/tailieudientucntt


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

Chién lugc to chirc
i Ca cau to chuc toan cau hon hgp

= Uu diém chu yéu: cho phép cong ty tao ra
thi€t ké cau trdc phu hgp nhat vdi nhu cau

= Han ché: cau truc qua linh hoat va khac biét
dan dén su’ kho khan khi hoat dong diéu
hanh. Van dé nay sinh doi vdi dong truyén
dat thong tin, mat xich diéu hanh ra ménh
lénh va cac nhom thu'c hién
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Chién lugc to chirc

i Co cau td chi'c ma tran 2 chiéu

= KN: sdp xép vé td chiic pha tron 2 loai

trach nhiém vé to chdc véi nhau. VD:

ciu tric chc ndng va san pham:; ciu

trdc khu vuc va san pham

= Cau truc chdc nang chu trong toi cac hoat
dong phai thuc hién

= Cau trdc san pham chd trong téi hang hoa
can san xuat
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Cau tric ma tran san pham-khu vuc

Khu vurc Nudc A NudSc B Nudc C

San pham

San pham 1

San pham 2

San pham 3
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Chién lugc to chirc
i Co cau to chudc ma tran 2 chieu

= Ba loai GD trong cau truc

= GD khu vuc: chiu trach nhiém vé KD trén thi
trudng khu vuc, vé ngan sach (da chung)

= GD san pham: chiu trach nhiém phdi hgp no luc
cac thanh vién nham thu dugc Igi nhuan doi vai
loai hinh kinh doanh hay loai san pham nhat
dinh (vi chung)

= GD ma tran: chiu trach nhiém trong ca hai linh
vuc (quan tri khu vuc va quan tri san pham)
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Chién lugc to chirc

iCd cau td chir'c ma trén da (3) chiéu

KN:

cG cau td chiic phdi hgp va quan tri hoat dong

quoc té da chiéu
GD nguon luc: cung cap nguon luc cho hoat dong
GD kinh doanh: trach nhiém tao Igi nhuan theo dong

san

pham

GD khu vuc: trach nhiém kinh doanh trén thij trucng

khu
Cac
loai
e
va k

VUC

chuyén gia chuc nang trong SX, Mar, NL cho 9
Kinh doanh

két hap cac thiét ké da phan tich: chic nang, SP
u vuc dia ly

cccccccccccccccc
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San pham

Chtrc nang

AW N

N o ol

SX
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Chién lugc to chirc

iCd cau to chiic ma trén da (3) chiéu

= 8 trung tam kinh doanh hoat dong trong 5
khu vuc dia ly khac nhau. Moi trung tam diéu
nanh bdi Hoi dong kinh doanh co trach nhiém
bao cao cho cap quan tri cao nhat
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Chién lugc to chirc
i Cd cau to chiic ma tran da (3) chiéu

N UU dlém

= Cho phép quan tri tong hop nhiéu hon 1 linh vuc. P véi
cac cong ty can can ddi san pham va cd chién lugc dinh vi
toan cau rat co Igi

= Han ché

= Tinh phutc tap ciua mo hinh thiét k€, ra ménh Iénh nhi
nguyén

= C6 thé gdy ling tung vé quy trach nhiém, bao cdo

= Qua nhiéu cudc hop, ban luan dé phdi, két hgp, doi hoi
nhiéu thoi gian hoc cach dieu hanh

ccccccccccccccccc
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Chién lugc to chirc
féc nhan to quy dinh viéc lua chon cau tric

= Cac cau hoi
= COng ty cd thé hoat ddng hiéu qua vdi co
cau to chiic nao?
= TO chi’c nén thiét k& theo md hinh nao?

= C4 thé thuc hién su két hdp sap xép can
thi€ét mot cach hiéu qua nhat nhu thé nao?
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Chién lugc to chirc
Cac nhan to quy dinh viéc lua chon cau truc

= 5 bién sO chu yéu can xem xét trong qua
trinh Iua chon cau trdc
= 1/ Tam quan trong cua hoat dong quoc t€ hién tai
va du doan 3-5 nam
= 5% Phong XK; 25% phong QT, toan cau
= 2/ Tinh dén yéu to lich su va kinh nghiém
= Mdi: don gidn, dé hiéu, dé kiém sodt; cli: phuic tap han
= 3/ Chién lugc kinh doanh va chién Iugc san pham
« It SP va khong can dap Ung dia phudng => cau tric
chl’c nang toan cau
= Sp phai dap Uing nhu cau dia phugng => cau trdc sp
toan cau
= KD qui mo rong => cau tric khu vuc

ongThanCong.com https://fb.com/tailieudientucntt
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Chién lugc to chirc
iCéc nhan t6 quy dinh viéc Iua chon ciu tric

= 5 bién soO (tiép)
= 4/ Triét ly hoat dong
= Banh trudng nhanh: chuén bj d6i phd véi rui ro tét
sé chap nhan rui ro khac véi mo rong tu' tu va
cham chap trong doi pho vai rui ro
= Trao quyén cho chi nhanh: dap Ung yéu cau dia
phuadng, tang tinh canh tranh
= 5/ Kha nang diéu chinh cua cong ty
= Khi tang muc hoat dong trén thi trudng thé gidi
=> thay doi lién tuc trong cau truc
= Khi ban hai ngoai it =>phong nodi dia chiém uu thé
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‘LChié'n lugc to chirc: Qua trinh td chirc

= DN: cach thic thong qua quyét dinh va thuc hién
cong viéc trong ndi bo cong ty
= Bao gom:
= Ra quyét dinh
= Lién hg, giao tiep (truyen dat thong tin)
= Kiém soat
= Tra IGi cau hoi:
= Ai lam gi?
= Ho sé lam nhu thé nao?

=> Qua trinh td chdc giip cd cau di vao hoat dong,
CO cau lam.viec co hieu qua
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Chién lugc td chirc: Qua trinh to chirc

= Ra quyét dinh
= KN: la qua trinh lua chon cac quyét dinh
trong sO cac kha nang
= Van dé quan trong: thdm guyén ra quyét
dinh cuoi cung thuc hién trén ca s@ nao

= Dai ban doanh nam quyén: ra quyét dinh
tap trung
= Chi nhanh: ra quyét dinh phi tap trung

ccccccccccccccccc
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Chién lugc td chirc: Qua trinh td chirc

Cac nhan t6 tac dong dén lua chon phuong thic ra quyét dinh

= Tap trung

Cong ty Ion

\Von du 16n

Tam quan trong tuong doi
ctia don vi KD d6i vai cong
ty me

M0Gi truGng canh tranh cao
Trinh d0 cong nghé cao

Muc da dang hoa SP thap
Cac dong SP la dong nhat

Muc phu thuéc lan nhau cao
gitra cac don vi

It nha quan tri ¢ nang luc
¢ dia phucng

Nhiéu kinh nghiém KD quoc
té

Khoang cach dia ly nhé giiia
dal ban doanh va dan vi

ongThanCong.c

= Phi tap trung

Cong ty nho

\Von nho

Kém quan trong hon
Méi truong 6n dinh
Trinh do trung binh dén
thap

Pa dang hoa thap
Khong dong nhat

Phu thudc thap

Nhiéu nha quan tri c6 nang
e

It kinh nghiém

Khoang cach I6n
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Chién lugc td chirc: Qua trinh to chirc

i Truyén dat thong tin

= KN: Qua trinh chuyen thong tin tU nguGi gui
dén ngudi nhan

= Truyén dat thong tin phu thudc chat ché vao
khung canh (pham vi=context)

= Khac biét van hoa => khac biét khung canh

= USA (low context): thong djep ro rang, ngudi noi
nai ro diéu ho mudn noi, dién ta. US TNCs: giao
ti€p truc ti€ép vdi cong ty con, chi thi dugc truyén
dat rd rang chinh xac

= Nhat Ban ( hlcﬁJh context): thong diép dugc ma hoa,
cac van dé chi ngu y dé cap dugi quyét dinh lam

gi (giao ti€p gian tiep)

ccccccccccccccccc
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Chién lugc td chirc: Qua trinh to chirc
Truyén dat thong tin

= Truyén dat thong tin
= Khong IGi (Kinesics)
= Thoéng qua cUr chi, biéu cdm nét mat
My
Trung Pong
= Khong gian vat chat (Proxemics)
= SU dung khéng gian vat chat dé truyén dat thong tin
My
~ Trung dong
= Sap x€p van phong
My: I8n, thu ky
Nhat ban: nho, di xudng co sé
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Chién lugc td chirc: Qua trinh to chirc
Truyén dat thong tin

Intimate distance 18"

Personal distance 18" to 4'
Social distance 4'to &'

Public distance 8'to 10"

—_———

Source: Adapted from Richard M. Hodgetts and Donald F. Kuratko, Management, 2nd ed.
{San Diego, CA: Harcourt Brace Jovanovich, 1991), p. 384.

Figure 7-3

Personal Space
Categories for Those in
the United States
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Chién lugc td chirc: Qua trinh to chirc

Kiém soat va khuyén khich

s KN: qud trinh ddm bdo moi viéc dién tién theo ding
k& hoach. La nhiing thudc do dung dé do ludng két
qua hoat dong cua cac don vi KD va danh gia kha
nang diéu hanh cua lanh dao cac dan vi KD nay. (Vvb:
Unilever 18y thuoc do la loi nhuan)

= 3 budc
= Lap tiéu chi
= So sanh két qua vdi tiéu chi
= Diéu chinh sai léch


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

Kiém soat va khuyén khich

i Chién lugc to chirc: Qua trinh td chirc

= Cac loai hé théng kiém soat

= Ca nhan: kiém soat qua tiép xuc truc ti€p vdi cap dudi

= Hanh chinh: kiém soat qua hé thdng cac qui dinh, cac tha
tuc hudng dan hanh dong cua cac don vi KD (kiém soat
quan trong nhat la cac quy dinh vé ngan sach va chi tiéu
von)

= K&t qua (san lugng): 1ap ra cac muc dich can dat dugc nhu
Igi nhuan, nang suat, tang truong, thi phan, chat lugng,...

= Van hda: nhan vién “buy into” hé théng cac chudn muc va
gia tri cua cong ty
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Kiém soat va khuyén khich

i Chién lugc to chirc: Qua trinh td chirc

= Hé thong khuyén khich

= Cac phuong thic, ké hoach thudng cho cac hanh vi phu
hgp

= Lién quan chat ché vdi viéc danh gia hoan thanh cong
Vviéc
= Cac nhan to anh hudng dén hé thong khuyén khich
= Tham nién va ban chat cong viéc
= SU hgp tac gilra cac quan tri vién trong dan vi
= Khac biét qudc gia vé thé ché va van hda

Hau qua cda hé thdng khuyén khich can dugc hiéu rd
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