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" S
Danh ngon

m “Without a strategy the organization is like a ship
without a rudder, going around in circles.”

Joel Ross and Michael Kami

m “Mét td chirc / doanh nghiép khéng cé chién
lwoe rb rang gidong nhw mét con tau khdng co
banh lai, chi quay mong mong tai cho.”

Joel Ross and Michael Kami
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= B
Tai lieu hoc tap
m Gido trinh QUAN TRI CHIEN LUPOC — PGS.TS

Ngé Kim Thanh, PGS.TS Lé Van Tam — NXB BH
KTOD — Ha Na&i — 2009.

m Chién lwoc canh tranh — Michael Porter

m Chién lwoc dai dwong xanh — W.Chan Kim,
Renée Mauborgne — XNB Tri thire — 2007

m Tir tot dén vi dai — Jim Collins — NXB Tré — 2007

m Xay dwng dé trwérng ton — Jim Collins, Jerry
|.Porras, XNB Tré — 2007
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"
KET CAU MON HOC

m Chuwong 1 — Tdng quan vé quan tri chién lwoc
m Chuwong 2 — Nhiém vu va muc tiéu chién lwoc

Thao luan 1

m Chwong 3 — Phan tich méi trwong kinh doanh
m Chuong 4 — Phan tich méi trweong ndi bo

m C
m C
m C

Thao luan 2
nwong 5 — Céc loai chién lwgce trong kinh doanh

nwong 6 — Lwa chon va td chire thwe hién chién luoc

hwong 7 — Panh gia va diéu chinh chién lwoc
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[

TONG QUAN VE
QUAN TRI CHIEN LUOC

ThS. Lwong Thu Ha

Ha Néi, 2011
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" A
NoOi dung

m TAng quan vé chién lwoc
m Ban chat va néi dung co ban clia QTCL
m Nha quan tri va cap QTCL

m Ra quyét dinh chién lwoc va hé thong théng tin
trong quan tri
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" A
l. TONG QUAN VE CHIEN LUOC
m Nguon goc chién luoc
m Chién Ivoc kinh doanh
m D3c trwng cla chién Iwoc kinh doanh

m Vai trd chién lwoc kinh doanh
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" A
1.1. Nguon goc chién lwoc

= Nguodn goc:
“Strategos” Tiéng Hy Lap

Chién lvoc la nghé thuat chi huy cac phuong tién dé
gianh chién thang

m T 1960s:
U’'ng dung vao trong kinh doanh
Xuat hién thuat ngl» “Chién lwoc kinh doanh”
Phat trién thanh nhiéu cach tiép can khac nhau
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" A
1.2. Chién lwoc kinh doanh

m Chandler — 1962

“Viéc xac dinh cac muc tiéu, muc~d|'c:h co ban dai han
cua DN va viéc ap dung mét chgéi cac r]énh QQng
clng nhw viéc phan bo cac nguodn lwc can thiét de
thwe hién muc tiéu nay”

m Quinn — 1980
“Chién lwoc la mg“) thirc hay ké hoach tich rlo’p cac
muc tieu chinh yeu, cac chinh sach va chu6i hanh
déng vao mot tong thé dwoc co két mot cach chat
ché’
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Chién lwoc kinh doanh

m Johnson va Scholes — 1999

“Chién lwoc 1a dinh hwéng va pham vi ctia mot to
chirc vé dai han nham gianh lgi thé canh tranh cho t6
chirc thdng qua viéc dinh dang cac nguén lwc cda nd
trong méi trworng thay déi, dé dap ng nhu cau thi
trrdng va théa man mong doi cua cac bén hiru quan”

m Michael Porter

“Chién lwoc canh tranh lién quan dén sy khac biét.
Do 1a viéc Iwa chon can than mét chudi hoat ddng
khac biét dé tao ra mot tap hop gia tri ddc dao”

10
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Cac quan diém co ban vé CLKD

m CLKD la mét dang ké hoach dai han

m CLKD la nghé thuat
Nghé thuat dung mwu ké
Nghé thuat tao lgi thé canh tranh

= CLKD vira la nghé thuat, vira la khoa hoc
CLKD hay

: ' => Thanh co

Nghé thuat to chirc thue hién tot anh cong

11
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Cac quan diém co ban vé CLKD

m Trwdng phai Chién lwgc dai dwong xanh
Xac dinh khodng trong thj trwdng
Tranh déi dau truc tiép == Thanh cong

m [ruong phai Dinh vi thi trirong
DN muén gi? |
Pat muc tiéu: Pwoc / Mat gi? | == Thanh cong
Chap nhan / Ko chap nhan gia do? |

12
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" J
1.3. Pac trieng cua CLKD

m Tinh dinh huwdng: muc tiéu co ban cua DN trong
trng thot ky

m Tinh tong quat: can xac dinh cu thé theo tinh
hinh thuwc té

m Tinh lién tuc: XD CL => Thwc hién => Danh gia,
diéu chinh

m Tinh dai han va tam nhin

13
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" A
1.4. Vai tro cua CLKD

m Muc dich, hwdng di, kim chi nam moi hanh déng
m Chi déng doi pho, nam bat co hoi
m S dung hiéu qua ngudn lwc, nang cao vj thé

m Can cu lwa chon cac phwong an kinh doanh

14
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"
Il. BAN CHAT - NOI DUNG CUA QTCL

m Quan tri chién lwoc 1a gi?

m Vai trd cla quan trj chién lwoc
m M6t sO thuat nglr co ban

m M6 hinh quén tri chién lwoc

m N&i dung quan tri chién lwoc

15
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" A
2.1. Quan tri chién lwoc 1a gi?

m QTCL la qua trinh nghién ctru cac mai trweong
hién tai cing nhuw twong lai, hoach dinh cac muc
tiéu cla td chirc; dé ra, thwc hién va kiém tra
viéc thue hién cac quyét dinh nham dat dwoc
cac muc tiéu

m QTCL la nghé thuat va khoa hoc cua viéc xay
dwng, thwe hién va danh gia cac quyét dinh tdng
hop giup cho mdi td chirc co thé dat dwoc cac
muc tiéu cua no

16
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" A
2.2. Vai tro cta quan tri chien lwoc

m Nhan dang, sap xép va tan dung cac co hoi
m S dung tot nguon lwe cta DN

m T6i thiéu hoa cac rai ro

m Thay ddi thai do l1am viéc

Tham khao 14 lgi ich ttr QTCL (GT trang 17-18)

17
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" A
2.3. M6t so6 thuat ngir co’ ban

m Churc nang / nhiém vu

m Co hoéi/ thach thire

m Diém manh / diém yéu

m Muc tiéu dai han / thwdng nién / ngan han

m C
m C
m C

nién
nién

nién

woc / chinh sach / ké hoach
woc / chién thuat / tac nghiép
woc tbng thé / bd phan (chirc nang)

m Loi thé / nang lwc / khd nang / stc canh tranh

18
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2.4. M6 hinh quan tri chién lwoc — F.David

CuuDuongThanCong.com

https://fb.com/tailieudientucntt

v v v v v
Perform
External !
Audit
Implement
Develop Generate Implement Strategy
Vision Establish Evaluation Stratefy = RGN, Measure
and »—| Long-term | and > - Finance, i
. : . Accounting, Evaluate
Mision Objectives Select Management R&D ST e
Statements Strategy Issue —
MIS Issue
Perform l
Internal
Audit
i t t t t
: Figitlzgi)én : Imp?(;?;ggtion —t E?/tarllit:\an .



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

" A
M6 hinh quan tri chién

lworc — F.David

\ 4

Danh gia bén
ngoai chi ra
co hoi, thach thuwrc

Dat ra muc
tiéu dai han

Dat ra
muc tiéu
thwong nién

| ]

Nhiém vu Xem xét Do lwéng,
higntai, | | Iai : | Phan bé ||_,| danh gia

muc tieu, '[nhiém vu ; ‘Inguén luc murc do
chien lwoc cua DN thwe hién

A A

B gia be.r;' Ll'ﬂa S Chinh sach
trong chi ra diem cplen quci bé phan
manh, diém yéu de theo duoi i i

. Hoach dinh Thuwc thi Danh
' chién lwoc chién lwoc giacL

CuuDuongThanCong.com
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" A
2.5. NGi dung co ban cua QTCL

GIAI POAN HOAT DONG

: A Két hop
Hoach dinh To chirc i Pwara
chiéen lwoc nghién clru = ,t'f‘-"c glac = quyét dinh

vei phan tich

. Péera ) . Az
Thwc thi , n Chinh sach Phan bo
chién lwoc (t:z;;n:;:lz: > tirng bd phan > ngudn Iwc
Panh gia 2 ﬁ‘?t 'fi Panh gia Thue hién
chién lwoc tr%ancgnvéarr:g géi > thwe hién > cac didu chinh

21
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" B
1. NHA — CAP QUAN TRI CHIEN LUPOC

Cap Nha QTCL Nhiém vu
Coporate |Tbéng giam dbc Xac dinh si ménh, dua ra
Level Cha tich HDQT cac quyét dinh quan trong

Quan chtrc cao Cép Giam sat phén bé nguc‘A)n IU’C

Pam bao quyén lgi cla
Stake-holders

Divisional |Nha QTCL cap Chuyén chién lvgc chung

Level phong, ban, bo phan [toan DN thanh chién lwoc bo
phan

Functional | Nhan sw, marketing, | Xay dwng chién lwgc cho

Level san xuat, R&D... chinh bé phan cua minh

22
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" JA
Cac cap quan tri chien lwoc

Cap DN LANH DAO DN

Cap SBU SBU A SBUB SBUC

Cap ,bé pvhén Nhan sw Tai chinh Marketing R&D
| Chtrc nang

Cap phong ) Phan Khuyén
 Ban SP/ DV Gia ohéi .+

23
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"
IV. RA QUYET DINH VA
HE THONG THONG TIN TRONG QTCL

m Ra quyét dinh chién lwoc:
Vai trd clia ngudi ra quyét dinh
Tam quan trong cta cac quyét dinh
Hau qua cua quyét dinh sai lam

Han ché sai 1am khi ra quyét dinh

24
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" A
Hé thong thong tin trong QTCL

m Vai trd cia hé thdng thong tin
m [hong tin t moGi trweo'ng bén ngoai
m [hong tin tr mai trwong noi bo

m Chat lwong / S6 lwong / Tinh chinh xac cla
thong tin

25
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" B
TOM LUOC — CHUONG 1

m Hiéu biét vé Chién lwoc / Chién lwoc kinh doanh
m Khai niém / Mé hinh quan tri chién lwoc

m Cac nha quan tri va cac cap quan trj chién lwoc
trong doanh nghiép

m Thong tin va tdm quan trong cda thong tin dén
viéc ra quyét dinh chién lwoc

26
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- I

NHIEM VU VA MUC TIEU CHIEN

I LUPO'C CUA DOANH NGHIEP

ThS. Lwong Thu Ha

Ha Néi, 2011

ccccccccccccccccc
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" JdE
NOI DUNG

m Xac dinh nhiém vu cua doanh nghiép
m Muc tiéu chién lwgc ciia doanh nghiép

m [rach nhiém xa hoi va dao dure kinh doanh

28
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» B
l. XAC DINH NHIEM VU

m Thuc chat cla viéc xac dinh nhiém vu
m Yéu cau clia xac dinh nhiém vu

m Xac dinh nhiém vu (xac dinh linh vwec kinh doanh)

29
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1.1. Thwe chat cua xac dinh nhiém vu

m Thue chat: Xac dinh Iinh vwe kinh doanh (Ly do
DN ra doi, ton tai, phat trién?)

m Thwong dinh hwong vao khach hang => gianh
thé chu déng trén thi trwdng

m Tranh bo hep pham vi dia ly, nganh nghé kinh
doanh

30
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" A
1.2. Yéu cau cuia xac dinh nhiém vu
m Phai dwoc xac dinh rd rang, dung dan, hop ly
m Dwoc thong bao rong rai

m Thé hién Tam nhin chién Iwoc (Strategy Vision)

m [ranh chung chung, tranh bo hep

31
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Tam quan trong ctia Tam nhin chién lwoc

m Cong cu quan tri bat bugc gitip nha quan Iy nhin
xa trong rong ngay tw hdm nay va biét suy nghi
mot cach chién lwoc vé:

Tac déng cua cac cdng nghé moi
Nhu cau va mong doi clia khach hang dang thay déi ra sao
Lam thé nao dé thang dwoc cac ddi thu canh tranh

Céc co hdi thi trwdng day hiva hen ma DN nén tap trung theo
dudi

Cac nhan t0 trong va ngoai tdc dong dén hanh dong can thiét
cua DN dé chuan bi cho twong lai

32
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" N

Tam nhin chién lwvoc cla

We want Delta to be the WORLDWIDE AIRLINE OF CHOICE.

Chung t6i mudn Delta tr& thanh
HANG HANG KHONG DU'OC LUA CHON TREN TOAN CAU.

33
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" A
Tam nhin chién lwvoc cla
DELTA AIRLINES

TOAN CAU Ia vi ching t6i dang va dinh sé la
mo&t doi thu canh tranh sang tao, day nhiét
huyét, tudn thd cac nguyén tac dao dirc, va la
mot doi thu thanh cdng mang lai cho toan thé
qi¢i dich vu cao cap nhat. Chang toi sé tiép tuc
khédng nglrng tim kiém cac co hdéi méi dé vuon
dén mé réng nhirng 16 trinh m&i va vwon dén
céc td chirc lién minh sang tao toan cau.

34


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

" A
Tam nhin chién lwvoc cla
DELTA AIRLINES

HANG HANG KHONG, b&i vi chang t6i dy tinh

sé tlep tuc cong viéc kinh doanh minh thong thao
nhat— do chinh 1a nganh van chuyén trén khéng va
cac dich vu lién quan. Chung tol sé khong roi xa
khoi goc ban dau trong qua trinh phat trién kinh
doanh. Chuing téi tin vao trién vong tang trwcyng lau
dai trong nganh hang khong va chung toi sé tiép tuc
tap trung thoi glan tam tri va von dau tw dé tang
cwdng vi thé ctia minh trong méi trwéng kinh doanh
ITnh vwee nay.

35
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" A
Tam nhin chién lwvoc cla
DELTA AIRLINES

DUQC LUA CHON, vi ching téi trén trong long

trung thanh va tin nhlem cua khach hang, nhan vién
va cac nha dau tw. B4i v&i cac hanh khach va khach
glri hang hoa, ching téi sé tiép tuc mang lai dich vu
va gia tri t6i wu nhat. B6i véi nhan vién cua cbéng ty,
chung t6i s€ khong ngwng tao ra va mang lai mot
moi trrong lam viec cang lic cang thach thwc
mang lai nhiéu ich lgi va chd trong vao két qua dé
cac cong hién, dong gop cua nhan vién luén dwoc
ghi nhan va twong thwdng. Doi voi cac nha dau tuv,
ching t6i mang lai loi nhuén cao va 6n dinh.

36
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"
1.3. Xac dinh linh vwc kinh doanh

m D6i véi DN don nganh: chi hoat dong trong mét
Iinh vwre kinh doanh chu chét (thwdng cé quy mé
vira va nho)

m Doi vai DN da nganh: tham gia vao nhiéu linh
vwce kinh doanh (thwong cé quy mo [on)

37
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Poi v&i doanh nghiép don nganh

Ai 1a ngwdi can
thda man?

Céi gi can phai
dap ng?

Khach hang

Nhu cau cla

XAC DPINH u cau
! khach hang

NGANH
KINH
DOANH

Nhu cau khach hang
can duoc thda man
nhw thé nao?

Cac nang luc
déc dao?

M6 hinh xac dinh nganh kinh doanh cua D.Abell

CuuDuongThanCong.com https://fb.com/tailieudientucntt
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" A
Poi v&i doanh nghiép da nganh

m Xac dinh nganh kinh doanh cot 16i: 2 cap dd
(Don vi kinh doanh va toan doanh nghiép)

m Don vi kinh doanh: M6 hinh cua D.Abell

m [oan doanh nghiép:
Xéac dinh muc tiéu tbng thé chung
Xac dinh mirc d6 dong gbép cua cac thanh vién
Chu trong viéc gia tang gia tri cho cac thanh vién

39
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" A
Il. MUC TIEU CHIEN LU’O'C CUA DN
m Thuwc chat clia xac dinh muc tiéu chién lwoc
m Phan loai muc tiéu chién lvoc
m Cach thrc xac dinh muc tiéu chién lwoc

m Yéu cau khi xac dinh muc tiéu chién lwoc

40
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" B
2.1. Thwe chat

m Chuyén tlr nhiém vu va tam nhin chién luvoc
sang cac chi tiéu hoat déng cu thé

m Xac lap thwdc do kiém tra hiéu qua hoat déng

m Thuc day cdng ty tr& nén sang tao va tap trung
vao két qua

m GiUp ngan chan sy mat dinh hwédng hay tw hai
long qua so'm

41
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2.2. Phan loai muc tiéu chién lwoc

m Theo thi bac: Muc tiéu hang dau, muc tiéu thir cap
m Theo thoi gian: Muc tiéu ngén han, trung han, dai han
m Theo cac doi twong hiru quan trong doanh nghiép

m Theo cap xay dwng chién luoc: Muc tiéu tong the,
muc tiéu cap don vi kinh doanh, cap chc nang

42
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» B
2.3. Xac dinh muc tiéu chién lwoc

m C4c nhan t6 dnh huwdng t&i viéc xac dinh muc
tieu chién lwoc:

Cac lwc lwong bén ngoai

Cac nguon lwc ndi bd

Lich st phat trién trong qua khi
Gi4 tri ciia nha lanh dao cap cao
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2.4.Yéu cau khi xac dinh muc tiéu CL

m Xac dinh muc tiéu chung va muc tiéu rieng cho
trng linh vre

m RO rang va thoi han thwc hién twong rng

m Tinh lién két twong hé nhau

m Thi tw wu tién trong hé thdng muc tiéu

44
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» BN
lIl. TRACH NHIEM XA HOI VA
PAO PUC KINH DOANH

m Trach nhiém xa hdi cua doanh nghiép

m Chién lvoc va dao dirc kinh doanh

45
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" A
3.1. Trach nhiém xa héi cua doanh nghiép

m Trach nhiém xa hoéi (Corporate Social Responsibility — CSR)

m “Trach nhiém xa héi cia doanh nghiép 1a mét cam két kinh
doanh nham cuw x& dao dirc va déng gop cho sw phéat trién

kinh t& clng v&i viéc nang cao chat lwong cudc sdng cua
nguwdi lao ddng va gia dinh cda ho cling nhw chat lwong
cudc sbng clia cdng ddng va xa hédi ndi chung” - Uy ban
kinh t& TG vé phat trién bén virng
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3.2. Chién lwoc va dao dirc kinh doanh

m Dao dlrc kinh doanh 1& hé thong cac chuan
muwc, quy tac ma doanh nghiép xay dwng dé
dinh hwéng cho cac hoat déng cua ho.

m Chién lvoc (hénh dong) ludn tac déng téi quyén
loi cua cac doi twong hiru quan
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3.2. Chién lwoc va dao dire kinh doanh

m Chu dich dao dwre kinh doanh (cua nha lanh
dao):
Cac quyét dinh chtra dwng khia canh dao dwc
Can nhac tac dong cla quyét dinh trwdc khi hanh
dong
m Méi trwdng dao dire kinh doanh cua doanh
nghiép:
Gan dao dre kinh doanh véi van hoa doanh nghiép
Cam két thwc hién trong Ban tuyén ngén st ménh
Hién thwc hda cac cam két

48
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" BN
TOM LUOC — CHUONG 2

m Xac dinh nhiém vu cua doanh nghiép: Xac dinh
linh vwwe kinh doanh

m Xac dinh muc tiéu chién lwoc ciia doanh nghiép
m [rach nhiém xa hoi va dao duwrc kinh doanh

=> Ban tuyén ngbn st* ménh
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.

PHAN TiCH MOI TRWONG KINH DOANH:
XAC DINH CO HOI VA NGUY CO’

ThS. Lwong Thu Ha

Ha Noi, 2011

ccccccccccccccccc
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" A
NoOi dung
m Vai tro cua phan tich MTKD
m Cac yéu td cau thanh MTKD

m NOi dung phan tich MTKD
Phan tich moi trwong vi mo
Phan tich mai trweong nganh
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" N
Vai tro cua phan tich MTKD

trwo'ng bén
goai cua cong

tam nhin
chién
lwoc
(Céng ty
can
wéng t&
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Cac yéu to6 cau thanh MTKD

‘ Yr
\(;\““ ((, ..o %
\K‘ Iy 2%
. op %y
Nha cung SP thay hd 9%
cap thé
CONG TY .
pTcT - @hach
1 hang
Cty méi
Wy / xam nhép \ 0~
Co, S
95 O \ﬁ‘ ,.a\\Q
9he MOI TRUONG *
NGANH
A

MOI TRUONG VI MO
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. PHAN TICH MOI TRUONG VI MO
(PEST ANALYSIS)

m MO trrong chinh tri
m Méi trwdng kinh té
m MO trrong xa hoi

m MOI trwong cong nghé
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"
1.1. MGi trirong chinh tri

m Sy 0On dinh chinh tri

m Hé thdng van ban phap luat hoan thién

m Luat canh tranh, chdng ddc quyén

m Cac chinh sach thué (Tax Policies)

m Luatlao dong

m Cac quy dinh vé an toan, bdo vé ngudi tiéu dung, bao vé
moi treong

= Quy tac trong thwong mai quoc té
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" B
1.2. Mdi trwdrng kinh té

m TOc dé tang trwdng kinh té
m Chinh sach tién té

a Ty gia héi doai

m Ty lé lam phat

m Chinh sach tai khoa

a Chu ky kinh t&
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"
1.3. Mo6i trroong xa hoi

m TOc d6 gia tdng dan so va thap tudi

m Phan phdi thu nhap

m Su di dan va nguon lao déng

m Loi sOng va nhirng quan niém vé gia tri
m Binh dang gioi

m Gido duc va quan diém vé sw nghiép
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"
1.4. Mol triro'ng cong nghé

m Chinh sach phat trién KH — CN
m \/ong d&i cua cong nghé, SP — DV
m Murc tiéu hao va chi phi str dung nang lwong

m Su phat trién cla cong nghé théng tin, lién lac
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"
II. PHAN TICH MOI TRUONG NGANH

Pac diém kinh
té chu dao cua
nganh?

Cac ap lwc
canh tranh va

cworng do cua
tweng ap lwc?

——_

Phan tich doi
thu canh tranh
(Vi thé, chién
lwoc...)?

Nhirng yéu to
quyét dinh sw
thay déi cua
nganh?

Cac nhén to Két luan: Strc
chinh quyet hap dan cua
dinh thanh nganh?
cong”?
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" A
Cau héi 1: ,
Pac diém kinh té chi dao ctia nganh?

= Quy mo va toc dd tang trwdng thi trwdng
m Cuwong do canh tranh

m SO lwong doi thu

m Su tich hop theo chudi gia tri (trwdc/sau)

m Hang rao xam nhap va rut lui
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Pac diém kinh té chi dao cta nganh?

m TOc d6 thay ddi cdng nghé

m Mirc do khac biét hod san pham va khach hang
m Hiéu rng duwong cong kinh nghiém

m Loi thé theo quy mé

m Murc lgi nhuan cua nganh
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"
Cau hoi 2:
Cac ap lwc canh tranh va cwong do?

m Muc dich xac dinh:
Khéi ngudn chinh cda cac ap lwc canh tranh
Cudng doé cua tirng ap lwc

m Cong cu phan tich chinh:

MO hinh 5 lwc lwong canh tranh (Five Forces Model
of Competition)
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Five Forces Model of Competition

Substitute Products

(of firms in
other industries)

f Rivalry

Suppliers
of (e C(')A\nzn Oer;ign
Inputs P J

Sellers J

Potential
New
Entrants

Buyers
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"
Mo hinh 5 lwc Ilwong canh tranh
San pham thay thé

(Cuda cac DN
trong nganh khéc)

. Sw canh
Nha cung o
cAolEe tranh gilra
X p,( A cac DN Khach
yéu to dau \
. trong hang
vao cot |0i

nganh J

Cac doi tha
tiem nang
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" J
Cach thirc str dung mo hinh

m Udc lwvong sirc manh cua tieng lwc lwgng trong
5 lwe lwgng canh tranh

m Ly gidi cach thirc ma tirng lwc lwvong gay ap luwc
lén doanh nghiép

m TAng hop tac ddng cla cd 5 luc lwong canh
tranh 1én doa,nh nghiép: manh liét, dir doi, manh,
trung binh, yéu
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"
Canh tranh gitra cac DN trong nganh

Nhu cau tdng cham, gidm sut va nguwdi ban cd nang lwc san xuat va
ton kho dw thira

Chi phi chuyén doi thuwong hiéu clia khach hang rat thap

S6 dodi thu canh tranh ting nhanh va céc doi tha twong doi bang
nhau vé quy mo va nang lyc canh tranh

San pham giong nhau hoac it sy khac biét

M6t hodc nhiéu doi thi khéng hai 1dng véi vi tri va thi phan hién tai,
tao ra nhirng dong thai manh liet dé thu hut khach hang

Paoi thi ¢6 chién lwoc da dang, hoat ddng tai cac nuo’p khac nhgu
Xu hwéng mua ban, sap nhap trong nganh dé ciing cd thanh dbi thu
canh tranh dang gom

=> Canh tranh thwong khoc liét hon

Nhu cau tdng nhanh, khach hang trung thanh

Chi phi chuyén déi cao

Su khac biét héa san pham Ién

Céc doanh nghiép anh hwéng 1an nhau, khdng manh liét danh thj phan
=> Canh tranh sé yéu di
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" J
Ap lwc tir khach hang

Chi phi chuyén déi clia ngw®i mua thap
Nguwoi mua Ion, va mure do quan trong voi nguoi ban
it khach hang va khach hang co kha nang gay src ép véi ngudi ban
Nguwoi mua tao uy tin cho ngwdi ban
S6 lwong va chat lwong théng tin cho ngwdi mua tang l1én
Nguy co’ sap nhap doc vé phia trwdc va tré thanh déi thi canh tranh
dang ké
=> Thé lwc thwong lwong ciia khach hang manh Ién

Chi phi chuyén déi cao
Khach hang khdng thwérng xuyén hodc mua véi khoi lwgng nho
Lan séng nhu cau ngwdi mua tao ra thi trwdng cho ngudi ban
Thwong hiéu hoac sadn pham riéng biét ciia ngudi ban tao ra chat
lwong hoac gia tri st dung riéng biét, rat quan trong v&i khach hang
Kha nang hgp tac cung co lgi gitra DN va khach hang

=> Thé lwc thwong lwong ctia khach hang giam suat
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" J
Ap lwc tir nha cung cap

Chi phi cao khi chuyén sang nha cung cap khac

Sw khan hiém (nha cung cap c6 kha nang thiét 1ap gia)

M6t nha cung cip cé san pham khac biét hoa

Cé it nha cung cap mot sdn phdm dau vao déc ching (ddc quyén)

Nguy co’ sap nhap doc vé phia sau va co thé tré thanh dbi thd canh
tranh day tiém luc

=> Thé lwc ctia nha cunqg cap tang lén

C6 nhiéu nha cung cap ban tai mc gia cua thi trwéorng
Chi phi chuyén déi nha cung cap thap
Céc dau vao thay thé tot c6 san hay xuat hién mai
Céac DN c6 tam quan trong dbi véi sw ton tai ciia nha cung cap
Nguy co cac DN sap nhap doc vé phia trwdc, thén tinh nha cung cap
Kha nang hop tac cung cé Igi gitta DN va nha cung cap
=> Thé lwc chia nha cung cap giam di
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" A
Xu hwéng hop tac giira DN - Nha cung cap

=> Lo’ ich ctia mdi quan hé hop tac

m  Giam chi phi ton kho va hau can

m Tang tdc sw cung cap cac bd phan san pham thé hé maoi
m Tang cuwdng chat lwong cac san pham dwoc cung cap

m Tiét kiém chi phi cho ca hai bén

=> Xu hwéng hop tac

m Tao uy tin va 16i kéo nha cung cap tiém nang

m XAy dwng chinh sach phat trién nha cung cap

m Xay dwng mdi quan hé hop tac va liém minh chién lwoc
m Tién t&i quan tri nha cung cap
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" A
Nguy co tir cac doi tha tiem nang

SO lwong ng vién 1én va mot s6 cé nguodn lwe gidp ho tré thanh doi
thu dang ké

Rao can xam nhap thap hoac da bi vwot qua

Cac DN hién tai xam nhap vao cac phan khuc ma ho chwa tham gia
Nguwoi moi vao co thé kiém dwoc nhiéu loi nhuan

Nhu cau ngwdi mua tdng nhanh chong

Cdng ty trong nganh khong the (hoac khong san sang) canh tranh
manh liét v&i sy xam nhap cua nguwdi moi

=> Nquy co’ Xxam nhap manh hon

SO lwong rng ct vién xam nhap it
Rao can xdm nhap cao
Vién canh nganh rat mao hiém va khéng chac chan
Nhu cau ngwdi mua tdng cham hoac dinh tré
Cong ty hién tai chong lai manh mé cac nd lwc clia cac doi tha tiem
nang
=> Nquy co xam nhap yéu di
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" A
Nguy co’ tir cac san pham thay the

m Toc do tang trwdng cla nganh hang thay thé nhanh hon nganh
dang phan tich , ’
m Nhasan Xuat san pham tbay thé dang tang cong xuat, Igi nhuan
=> Dau hiéu san pham thay thé dangq canh tranh manh

m San pham thay thé cé san hodc ma&i ndi 1&én tét, cé chirc ndng hoat
déng twong dwong hoac tot ho’n

m San pham thay thé hip dan vé gia , ,
m Chi phi chuyén dbi cua ngudi tiéu dung cudi cung thap
=> Ap lwa canh tranh tir san pham thay thé Ién

m San pham thay thé t(‘)t,khc“mg san hodc khong ton tai ’
m C4ac san pham thay thé co gia cao hon twong rng voi chat lvgng

=  Nguwdi tiéu dung cudi cung chiu chi phi cao néu chuyén sang san
pham thay thé

=> Ap Iwa canh tranh tir san pham thay thé véu
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Y nghia cta viéc nghién ciru 5 LLCT

m M@i trwdng canh tranh sé& khéng hép dan tir khia
canh tim kiém lol nhuan khi:

ap lwec cua cac lwe lwonag thi trirong qua on

Canh tranh khoc liét
Rao can xam nhap thap va sw xam nhap dé dién ra
Canh tranh manh mé ti phia sdn pham thay thé

Nha cung cap_va khach hang cé thé Iwc thwong
lwong dang ké
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Y nghia cta viéc nghién ciru 5 LLCT

m Méi trivdng canh tranh sé ly tuong tr khia canh
tim kiém loi nhuan khi:

Canh tranh dién ra @ murc trung binh

Rao can xam nhap cao va khéng c6 céng ty nao
muon xam nhap

Khéng cé hang hoa thay thé

Nha cung cap va khach hang cdé vi thé thuwong lwong
thap
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" A
Cau h’6i 3.
Yeéu to quyét dinh sw thay doi cua nganh?

m Cac nganh kinh doanh thay dbi vi cdc déng Iwc
dang hwong nhirng ngwoi tham gia trong
nganh thay doi hanh doéng cua ho

m Nhirng dong Iwc nay Ié‘nguyén nhan chinh
cua thay doi nganh va diéu kién canh tranh
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" A
Nhirng déng lwc co’ ban nhat

S dung internet va thwong mai dién to

Xu hwéng toan cau hoa clia nganh kinh doanh

Nhirng thay dbi vé téc dd tang trwdng dai han cta nganh
Sw thay dbi vé khach hang va muc dich mua hang

DPbi m&i san pham

Thay dbi cong nghé va déi méi qua trinh san xuét

Pbi méi hoat ddng marketing

Sw xdm nhap hay roi bo thi trwedng cia cac DN Ién

Thay déi vé chi phi va hiéu qua

So thich cua nguoi tiéu dung cho cac san pham dwoc khac biét hoa
thay vi san pham dworc tiéu chuan héa (hoac nguoc lai)
Chinh sach, phap luat cua chinh phu cac nwéc

S thay dbi vé thai dd, 16i sdbng va sw quan tam cuia xa hoi
S thay dbi vé mirc dd rui ro, thiéu 6n dinh trong kinh doanh
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"
Cau hai 4.
Phan tich ky lwo'ng cac BDTCT trong nganh?

m Vithé ndo trén thj truong cac dbi tha canh tranh
dang chiem gilr?

m Dong thai chién Iwgc nao cac doi thu co thé thuc
hién?
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" A
Cac PTCT dang chiém giir vi thé nao?
m Mot ki thuat dé mé ta vi thé canh tranh khéc

nhau cla céac doi thu trong nganh 1a [dp bén dob
nhoém chién luoc

m M6t nhém chién Iwroc 1a moét tp hop cac cong ty
trong nganh co huong tiép can canh tranh va vi
thé thi tred’ng giong nhau
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" A
Lap ban do nhém chién lwoc

m Céac cong ty trong cung nhhém chién lwoc co
cung hai hay nhiéu dac diem canh tranh

C6 chudi sdn pham twong tw nhau

Cung cap san pham cuing dac tinh, & cing mét
khoang chat lwong/gia ca

Cung cap cho khach hang dich vu gidng nhau
Hoat dong cung khu vwc dia ly

Tap trung cung vao cac kénh phan phoi

S dung huwéng tiép can cdng nghé gidng nhau
Mcrc d0 hdi nhap theo chiéu doc nhw nhau
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" A
Péng thai chién lwo'c ndo cac doi tha cé
thé thwc hién?

m Dong thai chién lwgc cia DTCT c6 thé nam bat
dwoc thong qua:
Chién Iwoc hién tai
Hoat déng va théng cao bao chi gan day nhat
Piém manh va diém yéu vé nguobn luc
Céac nb lyc dwoc ap dung dé cling co vij thé

Kiéu tw duy va nang lwc 1anh dao cta déi ngl lanh
dao cao nhat
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"
Cau hoi 5: ’
Cac nhan t6 chinh quyet dinh thanh cong?

= Nhirng nhan t6 chinh quyét dinh thanh céng
chinh la nhirng nhan to tao‘nén nang lwc ganh
tranh cua doanh nghiép. Vé co ban bao gom:

Chién lwgc kinh doanh t6i wu

Nang lwc marketing

Nang lwc tai chinh

Nang lwc nghién ctru va phat trién (R&D)
Nang Iwc ngudn nhan lyc

Nang lwc san xuat
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" A
Cau hai 6:
Két luan vé strc hap dan cua nganh?

m Bao gc‘“)m,dénh gia moi trwong canh tranh va
nganh hdp dan hay khéng dé thu lgi nhuan

m Mot céng ty thich hop duy nhat trong mot
nganh khéng hap dan cé thé thu duoc loi
nhuén cao bat thwong khéng?

m Sy hap dan chi la twong doi, khéng phai tuyét doi

m K&t luan rut ra tr khia canh cia mét cdng ty cu thé
ma thoi
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.

PHAN TICH VA PANH GIA MOI

I TRUONG NOI BO DOANH NGHIEP

ThS. Lwong Thu Ha

Ha Noi, 2011
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" A
NoOi dung

m Cau hoi 1: Chién lwoc hién tai ciia DN c6 phét
huy tac dung tot khéng?

m Cau héi 2: Nhirng nguon luc ndi bg, diem
manh/yéu cua DN?

m Cau héi 3: Kha nang canh tranh cua DN so vo&i
cac doi tha canh tranh chinh?

m Cau hdi 4: Phan tich danh muc dau tw (doi voi
nhirng cong ty da nganh)?
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" A
Cau hoéi 1: Chién lwgc hién tai ciia DN cé
phat huy tac dung tot khong?

m Céc thanh phan cla chién lvoc cong ty don nganh
m Danh gia chién lwoc hién tai — Ndi dung chinh

m Danh gia chién lwoc hién tai — Chi tiéu chinh
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Céac thanh phan cua chién lwoc cdng ty don nganh

Nhirng dong thai dé vwot Ién ddi thu

NG Iwc xay
dwng loi thé
canh tranh

Chién lvoc R&D

Chién lvoc quan /Q.
tri chudi cung %
wng

Chién lwoc
kinh doanh

Chién lugc
san xuat

Chién lwoc
Marketing

Chién Iwgc Chién luoc
tai chinh

CuuDuongThanQrHﬁ n Iy N N L

Phan ﬁ’ng,tru’é’c
sw thay doi cac
dieu kién

Mdrc do )
bao phu ve
mat dia ly

Xu hwéong hop tac
va tré thanh
doi tac chién lwoc
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" A
Panh gia chién lwoc hién tai

Xem xét phwong hwdng canh tranh: canh tranh bang vi

khi nao?

M6 hinh M.Porter: dan dau chi phi, khac biét hoa, tap trung hoa
Mo hinh 4P: Product, Price, Place, Promotion

Xem xét quy mo canh tranh:
Hoat déng trén doan nao trong
chudi san xuat/phan phdi ctia nganh
Mcdrc do bao phu thi trwdng

Céac dong thai chién lwoc gan day
Xem xet cac chién lwgc chire nang

—)
| E——
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" A
Panh gia chién lwoc hién tai

Xu hudng trong doanh sé va thi phan

Xu hwéng trong lgi nhuan va ty suat loi nhuan
Tang va/hay duy tri khach hang

Swrc manh tai chinh va danh gia tin nhiém chung
Xu hwéng cla gia chirng khoan va gia tri cd dong
N6 Iwc lién tuc hoan thién va déi moi

Hinh anh va tiéng tdm véi khach hang

Vai tro lanh dao

Céng nghé, chat lwong, sang tao, thwong mai dién tir. ..
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" A
Cau héi 2: Nhirng nguon lyc ndi bo, diem
manh/yéu cua doanh nghiép?

m Nidng lwc 1a két quéa cia kinh nghiém va
hoc tap cua td chirc va thé hién sw tai gioi
that sw trong thwe hién cac hoat dong

m Nang Iwrc nong qét la hoat dOng bén trong
duwoc thwe hién tét, 1a trung tam cho kha
nang canh tranh va loi nhuan cua cong ty

m Nidng lwc vuwort trdi 1a hoat ddng ndi béat
trong canh tranh ma mot cong ty thuc hién
tot hon so voi dbi tha
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" A
Nang Iwc ndong cot — Nguon lwc gia tri

m Nédng lyc tré thanh ndng Iwe nong cot khi hoat
doéng thwc hién tot dé tré thanh trung tdm cua
kha nang canh tranh va lgi nhuan cua céng ty

m Ndng lwc ndng cot 1a két qua cua sw phoi hop
gilra cac bé6 phan khac nhau cua mét cong ty

m Vé co ban, ndng lwec ndng cot nam trong
ngudn nhan lwc cua cbéng ty, khéng phai la tai
san co6 the thé hién trén bang can doi
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" J
Nang lwc vweot tréi — Nguon lwe vwort troi

m Nang lwc vwot tréi la hoat ddng ndi bat trong
canh tranh ma cbéng ty thuc hién toét hon doéi thu
m Nang lwc vuwot troi:
Thé hién mét khé nang trong
canh tranh ma doi thu khéng co
Co tiém nang tré thanh nén tang
cua chién Iwoc

Co thé tao ra miii nhon canh tranh
trén thwong trivdng - b&i ngudn luc
manh hon so v&i doi tha

20


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

" A
B6 may toé chirc — Hoat dong quan tri
m M6 hinh co cau tb chirc cd phu hop dé thuc thi
chién lvoc khdng?

m Su phu hop gitra chién lwgc v&i nhiém vu va
muc tiéu cua DN

= Murc do tap trung / phan tan trong t6 chirc, phan
quyén - uy quyén c6 phu hop khéng?

m Hiéu Iwc ra quyét dinh, thyc thi va kiém tra?

91
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" A
Nguon nhan lwc

m Phan tlch lwe Iwo’ng Iao dong trwc tlep va gian
tiép (3 cap: cap cao, cap trung gian, cap co so)

m VVan dé tao doéng lwc cho
ngwoi lao dong

m Chinh sach dao tao phat trién
ngudn nhan lwc ndi bo

m MO trrong lam viéc, van hoa
doanh nghiép
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" A
Nang lwc té chirc san xuat

m Thiét ké qua trinh san xuat

m Cong suat: Quy md san xuat cd hiéu qua
khong?

m Chi phi va van dé giam chi phi
m TO chire kho bai va van dé ton kho
m Chat lwgng va kiém tra chat lwong

m Md&c dd 6n dinh tir nha cung cap
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" A
Nang lwc nghién clru phat trien — R&D

= Nhan thirc vé hoat ddng R&D

m Ngan sach cho Iinh viec R&D
(5% DT hay 10% LN)

m Ngudn nhan lyc tién hanh hoat
déng R&D

m May mdc thiét bi, cong nghé
can thiét cho hoat dong R&D
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"
Nang Iwc marketing

m Danh gia hé thdng marketing:
Théng tin vé khach hang va ddi tha canh tranh
S thay déi trong nhu cau va xu hwéng tiéu dung
Phwong phap va kha nang dw bao nhu cau
Kha nang goi m¢ y twdng kinh doanh maoi

m Hiéu qua cua hoat ddng marketing?

Poi voi tivng mat héng,/ nhom khach hang / thi
trwong / kénh phan phoi

Hiéu qua trong hoat ddng marketing cua BDTCT

m Hoat dong marketing bd phan / marketing noi b6
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"
Nang lwc tai chinh

m Kha nang thanh toan dai han, ngan han, nhanh

m Ty lé no / (Téng von, Von CSH)

m C
m C
m C
m C

ni tiéu hiéu qua kinh doanh
i tiéu hiéu qua st dung von

ni tiéu tang tredng

i tiéu thi phan

=> Can phan tich ca kha nang khai thac
va huy dong
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" A
Hé thong théng tin quan ly
m Vai trd cla hé thong théng tin doi voi viéc phan
tich n61 bé DN
m Thong tin day da, kip thdi, dang tin cay
m Tro gilp nha quan tri cac cap ra quyét dinh

m Tinh cap nhat cla hé thong thdng tin
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" A
Cau hodi 3:
KNCT cua DN so vé&i cac DTCT chinh?

m Viéc so sanh tdng thé kha nang canh tranh cla
DN v&i DTCT chinh nham tra I1&i hai cau hdi sau:

DN xép hang nhw thé ndo so vOi
PTCT & tirng yéu td quan trong
quyét dinh thanh cong trén thj trworng?

Céng ty co loi thé canh tranh hay
bat Igi canh tranh riéng
so vOi BDTCT chinh?
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"
DPanh gia KNCT cua DN so véi DTCT

1. Xac dinh cac yéu td thanh cdng chinh

2. Banh gia DN va doi thu trén tirng yeu t, st dung thang
diém 1 dén 10 (1 = rat yéu; 5 = TB; va 10 = rat khoé)

3. Quyet dinh st dung hé thong do co trong sO hay khong
c6 trong s6 (MOt hé thdng co trong sb tot hon vi cac
thwée do strec manh dwoc chon thwérng khac nhau vé
muc do quan trong)

4. Tong cac diém da cho dé dwa ra mét s6 do chung vé
strc manh canh tranh cda tirng doi tha

5. Can ct vao cac sd do chung do, xac dinh vi tri canh
tranh chung cua cbéng ty
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Minh hoa ve danh gia Sl’fl’c manh canh tranh st dung trong
sO0 va khong cé trong so

A. Vi du vé danh gia strvc manh canh tranh khéng duing trong so

Thang diém: 1 = Rat yéu, 10 = Rat khoé

Tiéu chi strc manh thanh cong chinh ABC Co. DTCT 1 DTCT 2 DTCT 3 DTCT 4
Tinh n ng/Chét lwong san pham 8 5 10 1 6
Hinh anh/tén tudi 8 7 10 1 6
Nang lwc mang luéi phan phdoi 2 10 5 1
Ky nang phuc vu khach hang 10 1 3 8
Nang lwc san xuat 9 10 5 1
Nang Iwc doi mé&i san pﬂém 9 4 10 5 1
N ng luc céng nghé 5 10 7 3 1
Nguon luc tai chinh 5 10 3 1 4
Vi tri chi phi twong quan 5 7 10 1 4
Tong diém khong lay trong s6 61 58 71 25 32
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Mjnh hoa vé danh gia s’ﬁﬂc manh canh tranh st dung trong
s0 va khong cé trong so

B. Vi du vé danh gia strec manh canh tranh dung trong s6

Thang diém: 1 = Rat yéu, 10 = Rat khoé

Tiéu chi strc manh thanh céng chinh ABC Co. DTCT1 DTCT2 DTCT3 DTCT4

Trong s6 DiémTS DiémTS DiémTS DiémTS DiémTS

Tinh n ng/Chét lwong san phdm 10 8/0.80 5050 10/1.00 1/0.10 6/0.60
Hinh anh/tén tuoi 0.10 8/0.80 7/070  10/1.00 1/0.10 6/0.60
Nana Iwc mana ludi phan phoi 0.10 2/0.20  10/1.00 4/0.40  5/0.50 1/0.10
Ky nang phuc vu khach hang 0.05 10050  1/0.05  7/0.35 3045  8/0.40
Nang Iwc san xuat 0.05 9/0.45 4/020 10/0.50  5/0.25 1/0.05
Nzng Iwc d6i m&i san pham 0.05 9/0.45 4/020 10/050 5/0.25 1/0.05
N ng luc cong nghé 0.10 50.50  10/1.00 7/0.70  3/0.30 1/0.10
Naudn luc tai chinh 0.30 51.50  10/3.00 3/0.95 1/0.30 4/1.20
VYT S Pl ey gz 0.15 5075  7M.05 10150 1/0.15  4/0.60
Tong trong s6 1.00
Tong diém lay trong s6 5.95 7.70 6.85 2.10 3.70
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"
Cau hai 4. ‘ ,
Phan tich danh muc dau tw doi voéi
nhirng cong ty da nganh?

m Chién lwoc kinh doanh cuia céng ty da nganh?
m Ma tran BCG

m Ma tran Mc Kinsey
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" J
CLKD cua cong ty da nganh

Pa dang héa chirc nang hep hoac rong

Pa dang héa lién

::Iaﬁ),lcdu’hnégnpb%wgnng guan, khong lién
P quan hay hén hop?
N6 Iwc nham dat Chién lwoc Pham vi
dwoc sw twong kinh doanh hoat déng
thich giira cac (Cty da nganh) theo dia ly

linh vwrc hoat dong

Mé réng linh vuc

Tw b6 nhirng linh
kinh doanh

vwc kinh doanh

khéng hiéu qua
Gia nhép va xay dwng cho
dirng trong mét nganh méi 103


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

"
Ma tran BCG

Kha nang thu lgi nhuan cta SP / SBU / DN don nganh

S

Ngoi sao

Kha
nang
phat
trién

Dau hoi

trén
thi .
truong $

Bo sira

Con cho

CuuDuongThanCong.com
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"
Ma tran BCG

m Kha nang thu lgi nhuan cao
=S m Trién vong thi treong 16N
A m Canh tranh khoc liét

m Loi nhuan hién tai rat cao
m Khong con tiém nang phat trien

! m Vat that kiét, khong nén dau tw moi
1k
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"
Ma tran BCG

m Loi nhuan hién tai thap

? m Trién vong phat trién tot
@ m Can chinh sach ho tro va dau tw
hop ly

m Kha nang thu lgi nhuan hién tai thap
m Khdng con tiém nang phat trién
m B6 khéng danh, ban di khong thé
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"
Ma tran BCG

m Phén tich danh muc dau tw: Phan tich va dinh hwéng
chién lwoc cho tirng San phdm / SBU / Doanh nghiép
don nganh

m Liwa chon phwong an kinh doanh
m Phan bd nguén lwc: dau tw co cha dich

m Phan tich co cau:
Tranh 6 “Con cho”
Néu khéng c6 6 “Dau hoi”
Néu khéng co 6 “Bd sira”
Thé “Kiéng 3 chan”
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Kha
nang
phat
trién
trén
thi
truvong

Ma tran BCG

Kha nang thu Igi nhuan ctua SP / SBU / DN don nganh

a

Ngbi sao Dau héi
» ¢
W
BO sita Con cho

108

CuuDuongThanCong.com https://fb.com/tailieudientucntt


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

" JEE
Ma tran Mc Kinsey

Kha nang canh tranh ctia doanh nghiép

f% Manh T.binh Yéu
(@)

©

L

£ | Cao (1) (2) (6)
(@)}

5

=

e | T.binn| (3)

)

e

(&)

=
x%(©

©

Q. ~

S Thap (4)

=

(7))

109

CuuDuongThanCong.com https://fb.com/tailieudientucntt


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

- I

CAC LOAI CHIEN LUOC

I TRONG DOANH NGHIEP

ThS. Lwong Thu Ha

Ha Noi, 2011
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" A
NoOi dung

m Chién Iwgc cap doanh nghiép
m Chién Iwgc cap don vi kinh doanh (cap SBU)

m Chién lwoc cap chire nang
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" A
. CHIEN LU'O'C CAP DOANH NGHIEP

m Vai tro cla chién lwgc cap doanh nghiép
m Phan loai chién lwoc cap doanh nghiép

m C4c loai chién lvoc cap doanh nghiép
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Vai tro caa chién lwoc cap DN

m Giai quyét van dé trén hai khia canh:
Céch thirc vot qua kho khan hiéu qua nhat
S dung nguodn lwc han ché hiéu qua nhat

m Thay dbi co ciu td chirc cap toan doanh nghiép

m Chi ra cac bién phap quan tri sw thay doi

m C&i nhin toan canh vé Co hdi / Nguy co hién tai
va twong lai

m Co ché, co s6 dwong dau voi méi trwdng kinh
doanh phtrc tap va bién dong
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"
Phan loai chién lwoc cap DN
m Can cw phan loai:
Muc tiéu dai han cua doanh nghiép
Chu ky phat trién ciia nganh kinh doanh

Pac diém cta nganh kinh doanh
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" S Phan loai theo muc tiéu dai han
Chién lwoc Céach thirc Cach thirc cu thé F.David
- & - 5 ap thi truc X
Chién lugc tang Th‘?m r.lxhap t,hl tr‘u’o’ng

i ) Phét trién thi truong X

trrong tap trung Phat trién san pham X

e a lié . 5 X

Chién lvoc da Pa dang hc,)a I!(i:n guan rang buof_
Chién d he ba dang hoéa lién quan theo chuoi

ang Noa Pa dang hoa khong lién quan X

lwoc 2 5i nha fa trud X

- Chiénluge 220 ™ EE:Z e -

tang e 01 nhap
” ho1 nhap Ho1 nhap ngang X
trueong ) _ ~ |Lién doanh
Chién lugc lien k€t jgn minh chién lugc théng qua
(Lién minh hinh thirc s& hitu c6 phan
chién lugc) Lién minh ck}ién luge khong thong
qua so hiru c6 phan

Chién lll’()’C Ch%e,:n lugc ce}t giam X

. i Chién lugc ban bét X

phongtha| Dong cira doanh nghicp__ x
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CORPORATE STRATEGY

A 4

Growth Strategy

A 4

Intensive
Strategy

A 4

A

y

Intergration
Strategy

Strategy

Diversification

A 4

Market Penetration

Market Development

Product Development

A 4

A

y

A 4

Cooperative
Strategy

Forward Intergration

Backward Intergration

Horizontal Intergration

Constrained Related
Diversification

Linked Related
Diversification

Unrelated
Diversification
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A 4

A 4

Defense Strategy

A 4

Retrenchment

Joint Venture

Equity
Strategic Alliance

Nonequity
Strategic Alliance

A

Divestiture

A 4

Liquidation

Fred R. David
Hitt-Hoskission-Ireland
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CHIEN LU'OC CAP DN

A 4

Chién lwoc ting trwéng

Chién lwoc TT Chién lwoc
Tap trung hoi nhap
Chién lwoc Chién lwoc
da dang hoéa lién ket

Tham nhap thi tredng

Hoéi nhap vé trwéc

Phat trién thj trwéng

Ho6i nhap vé sau

Phat trién san pham

Hoi nhap ngang

DDH lién quan
rang buéc

DDH lién quan
theo chuoi

DDH khéng
lién quan

CuuDuongThanCong.com

A 4

A 4

Chién lwoc phong thu

A 4

CL cat giam

Lién Doanh

Equity
Strategic Alliance

Nonequity
Strategic Alliance

CL ban bot

A

CL déng cwra

DN

Fred R. David

Hitt-Hoskission-Ireland
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" A
1.1. Chién lworc ting truwéng

m Chién lvoc tang trwdng tap trung
m Chién lwgc da dang hoa
m Chién lwoc hdi nhap

m Chién lwoc lién két (Lién minh chién lwoc)
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" A
1.1.1. Chién lworc tang trwéng tap trung

m Chién Iwgc thdm nhap thi trwéng
m Chién lwoc phat trién thi trwdng

m Chién lwoc phat trién san pham
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" A
1.1.1.1. Chién lworc tham nhap thi trwérng

= Muc tiéu: Gia tang thi phan
m Doitwong:  San pham va dich vu hién tai
m Bién phap:  Tang cudng cac nd lwc marketing

m Hiéu qua nhat khi:
Thi trirong chwa bao hoa

Thi phan ctia BTCT ¢é xu hwédng giam trong khi tri
trwrdng mé rong

Doanh so va chi phi marketing twong quan chéat ché
Loi thé kinh té nhd quy mé
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"
1.1.1.2. Chién lworc phat trién thj trweéng

m Muc tiéu: Cac khu vwc dia ly moi

m Doitwong:  San pham va dich vu hién tai

m Bién phap:  M®& rong kénh phan phoi

m Hiéu qua nhat khi:
DN c6 thé thiét 1ap kénh phan phdi méi hiéu qua
Ton tai mot doan thi trwérng chwa khai thac / bao hoa
DN lam &n cé hiéu qua va c6 da ngudn lwc dé mé rong
DN dang hoat déng dwdi nang luc
Nganh cé xu hwéng mé réng trén toan cau
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" A
1.1.1.3. Chién lwoc phat trien san pham

m Muc tiéu: Gia tang lwgng hang hoa tiéu thu
m Doi twong:  San phdm hodc dich vu hién tai
m Bién phap:  Thay ddi hoac cai tién

m Hiéu qua nhat:
San phdm thanh cong di vao giai doan bao hoa
Nganh c6 toc dd ddi mai va phat trién cdng nghé cao
Nganh co toc do tang trwdng cao
PTCT chinh dwa ra sdn pham c6 chat lwong tot hon
vOi gia ban canh tranh hon
R&D la thé manh that sw ctia DN
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" J
1.1.2. Chién lwoc da dang héa

m Da dang hoa lién quan rang budc
m Da dang hoa lién quan chuoi

m Da dang hoa khong lién quan
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Mirc d¢ va hinh thire PDH Noi dung Minh hoa
PDH | Linh vuc kinh doanh | >= 95% LN: LVKD cét I5i. O
& mirc don nhit
thAp | Linh virc kinh doanh | 70% - 95% LN: LVKD chiém uu thé @
, ] /
chiém wu thé Q
PDH & |Pa dang héa lién quan | < 70% LN: LVKD chiém wu thé
miic rang bugc Céc LVKD chia sé san pham, cong nghé éi%
trung - va kénh phan phdi.
cao | Padang héalién quan | <70% LN: LVKD chiém wu thé Q
theo chudi Céc LVKD chi ¢6 méi lién h¢ nhét dinh. | ()~
DDH & < 70% LN: LVKD chiém uu thé
mie rat | PPH khong lién quan |Khdng c6 moi lién hé nao giita cac linh O
- vuc kinh doanh. O O
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Chién lwo'c DDH lién quan

m Muc tiéu: Tao ra va tan dung loi thé kinh té nho
guy mo gilra cac Iinh vuwec kinh doanh

m Tac dung: Tiét kiém chi phi san xuat
m Bién phap:

Chia sé nguon lwe (Hiku hinh)
Chuyén giao nang lwc canh tranh cét 16i (V6 hinh)
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" A
1.1.2.1. DDH lien quan rang buoc
Related Constrained Diversification

m Muc dich: Tao ra sv lien hé trong qua trinh t6
chlrc san xuat
m Bién phap = cach chia sé cac hoat déng co ban:
Hé thdng phan phdi / giao hang
Céac hoat ddng hau can dau vao
Cac hoat dong ho tro khac

m Chi phi ¢ dinh
m S rang budc gitra cac LVKD => Kha rui ro
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" A
1.1.2.2. DDH lién quan theo chuoi
Related Linked Diversification

m Muc dich: D& chuyén giao nang lwc canh tranh
cot 16i gitra cac linh vwe => Sw lién hé & cap DN
m Nang lwc canh tranh cdt 16i: sw tbng hop ngudn
lwe va kha nang
m Loiich co ban:
Tiét kiém chi phi va ngudn lwc phat trién NLCT cbt 16i
Tao LTCT ma BTCT khd nam bat va bat chuéc
m Bién phap:
Chuyén giao cong nghé / phat minh / sang ché
Thuyén chuyén chuyén gia va nhan sw chi chot
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" A
Chién lworc DDH lién quan hiéu qua nhat khi:

m Nganh ko tang trwdng hoac tang trwdng cham

m SP m&i cé thé cai thién dang ké tinh hinh tiéu thu
SP hién tai

m SP ma&i c6 thé dinh gid & mirc gia canh tranh cao

m SP ma&i c6 DT theo mla vu l1am can bang DT
theo mua vu hién tai

m SP hién tai dang & giai doan suy thoai
m DN c6 ddi ngl quan ly tot
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"
1.1.2.3. DDH khong liéen quan

m Dau tw vao nganh co trién vong lgi nhuan, ngoai
chudi gia tri hién tai ctia DN
m Diéu kién déi véi DN dwoc lwa chon
C6 nhu cau mua ban, sap nhap
Trién vong loi nhuan
Puwoc dinh gia thap
Rac roi tai chinh, ting quan
Trién vong nhwng thiéu von dau tw
m Thach thire: Su phirc tap trong quan ly va diéu
hanh mot céng ty theo dudi CL da dang hoa
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Chien lwo'c DDH ko lién quan hiéu qua nhat khi:

m SP ma&ilam DT cua SP hién tai tang dang ké
m Lwong tiéq thu s&n pham mai va hién tai van dong
nguwoc chiéu

m Nganh canh tranh cao va/hoac khéng tang trweéng
Nganh KD co ban cua DN c6 xu hwéng suy giam hoac
thi trwong da bao hoa

DN d0 von va nang lwc van hanh

DN c6 thé tan dung k&nh phan phdi hién tai

Xuat hién co hoi tot dé dau tw

Hoat ddng chong ddc quyén dwoc thwe hién
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" A
1.1.3. Chién lwoc hdi nhap

m Chién lwoc hdi nhap vé phia trudc
(Forward Intergration)

m Chién lwoc hdi nhap vé phia sau
(Backward Intergration)

m Chién lwoc hdi nhap ngang
(Horizontal Intergration)
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1.1.3.1. Chién lwore hdi nhap veé phia trwéc

m Muyc dich: S& hiru hodc gia tdng kha nang kiém
soat dbi v&i nha phan phdi hoac ngudi ban lé

m MOt hinh thire dac thu: Franchising
m Han ché nguon Iwc khi can da dang héa
m M6t sO trwdng hop hiéu qua
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" J
CL hoi nhap ve phia trwéc hiéu qua nhat khi:

m Kénh phan phc‘)‘i hién tai chi phi cao, ko dang tin, ko
dap wng nhu cau

m K&nh phan phadi hién tai tot nhwng nang lwc han ché

m Nganh tang trwdng hodc co trién vong tang trwdng
rd rang

m DU ngudn lwe va nang lwc quan ly

m Can tang kha nang duw bao nhu cau => 6n dinh KD

m Nha phan phoi hodc ban 1& cé LN can bién cao
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1.1.3.2. Chién lwore hdi nhap vé phia sau

m Muc dich: S& hiru hoac gia tang kha nang kiém
soat doi vé&i nha cung cap

m Hai xu huwdng co ban:
Xu huwong 1: Lya Cbon nhiéu nha cung (rng va trén
pham vi toan cau dé cé muc gia canh tranh
Xu hwong 2: Lwa chon cang it nha cung wng cang
tot, thiét 1ap quan hé gan gii va dai han (Nhat Ban)

m M6t sO trwdng hop hiéu qua
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" J
CL hoi nhap ve phia sau hiéu qua nhat khi:

= Nha cung cap hién tai chi phi cao, ko dang tin, ko
dap wng nhu cau

m SO lwong NCC it, DPTCT nhiéu

m Nganh tang trwdng hodc co trién vong tang trwdng
rd rang

m DU nguodn lwc va nang lwc quan ly

m Can sw On dinh gia ca cac YTBV => LTCT

m Nha cung cap co lgi nhuan can bién cao

m DN can dwoc cung trng BV can thiét nhanh chdng
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" J
1.1.3.3. Chién lworc hdi nhap ngang

m Muc dich: Nham sé& hiru hodc gia tdng kha nang
kieém soat doi voi DTCT

m Ngay cang duoc st dung nhw 1a cdng cu dé
tang trvdng

m M6t s trwdng hop hiéu qua
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" A
CL héi nhap ngang hiéu qua nhat khi:
m DN c6 thé déc quyén kinh doanh ma ko bj de
doa tir chinh phu
m Nganh cé toc do tang trwdng cao
m Loi thé vé quy md co thé tao ra LTCT vuot troi
m DU nguodn lwc va nang lwc quan ly

m DTCT cé bién ddng bat loi tir ndi bd, ko phai do
nganh suy giam.
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" BN
1.1.4. Chién lwoc lién ket

m Chién lwoc lién két: Lién két dé cung dat dwoc
muc tiéu chung

m Cac dang chién luoc lién két:
Co ban va phd bién nhat: Lién minh chién lwoc
M&A
Dang khac ...
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Lién minh chién lwoc (Strategic Alliance)

m Lién minh chién lvoc: La mot loai chién lwoc lién
két, trong do cac DN két hop mot s6 ngudn luc
va kha nang lai v&i nhau de taora LTCT

m Nhiéu thanh vién véi mrc dé trao dbi va chia sé
nguobn lwc khac nhau

m Khuyéch dai va phat trién nguén lwc va nang lwc

m Loi thé canh tranh hop tac hay loi thé canh
tranh twong quan
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Céc loai lién minh chién lwo'c (LMCL)

m LiEn doanh
Joint venture

m LMCL théng qua hinh thirc s& hiru ¢ phan
Equity strategic alliance

m LMCL khdng théng qua sé& hiru cb phan

Nonequity strategic alliance
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"
1.1.4.1. Lién doanh

m Lién doanh la hinh thire LMCL trong d6 cac bén
tham gia lién doanh (tr hai tro Ién) cung dong
gop nguodn lwc va nang lwc ctia minh dé hinh
thanh mét chd thé kinh té ddc lap vé mat phap ly

m Hiéu qua trong cac tredng hop sau:
Trong cac moi quan hé dai han
Chuyén giao cac kién thirc phi van ban
Tao ra lgi thé canh tranh mai
Pé xam nhap vao thj trwérng mai cé tinh én dinh thap
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"
1.1.4.2. LMCL théng qua s& hiru c6 phan

m L3 hinh thirc LMCL trong dé cac bén doi tac sé
hTru mot ty 18 phan trdm nhat dinh ¢ phan cda
DN nham két hop cac ngudn lwc va nang lwc dé
taora LTCT cho DN va mang lai lgi ich cho cac
bén tham gia lien minh

= Dang pho bién: Bau tw tryc tiep nwéc ngoai tai
mot s6 nwdc Chau A
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" A
LMCL théng qua hinh thirc s& hiru c6 phan
VD1 — Citygroups Inc. tai Trung Quoc

m Citygroups Inc. da lién minh chién lvoc voi
Ngan hang Phat trién Thwong Hai — Pudong
(Shanghai Pudong Developnment Bank -
SPDB), 9th, théng qua viéc s& hiru 5% cd phan.

m Nang ty |1 s& hiru 1én 25% => NH NN 15t s& hiru
trén 20% mo6t NH ndi dia

m Bé phong dé Citygroups tan coéng thi trworng thé
tin dung cua TQ

m 2004, SPDB va Citybank da cung nhau dwa ra
chiéc thé tin dung dau tién tai TQ
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" B
LMCL théng qua hinh thirc s& hiru c6 phan
VD2 — HSBC tai Viét Nam

m 8/1995: Chi nhanh Tp H6 Chi Minh ctia HSBC
chinh thirc hoat dong

m 12/2005: HSBC mua 10% cb phan cla
Techcombank — 1 trong nhirng NHTM I&n nhat
VN xét vé von

m 7/2007: HSBC tiép tuc mua 5% cb phiéu cla
Techcombank

m 8/2008: Nang ty I1é s& hiru Techcombank tw
15% Ién 20% - NH NN 15t s& hiru 20% mot NH
trong nwoc
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" A
LMCL théng qua hinh thirc s& hiru c6 phan
VD2 — HSBC tai Viet Nam

m 9/2007: HSBC mua 10% c6 phiéu clia Tap doan
Bao Viét => Poi tdc NN duy nhat

m HSBC sé s& hiru 25% co phiéu ctia Tap doan
Bao Viét trong 5 nam

m Hién ty l1é s& hivru 1a 18%
m HSBC mong mudn nang ty 1& s& hiru 1én 25%

nhw da thoa thuan
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" J
1.1.4.3. LMCL ko théng qua sé hiru co phan

m La hinh thiee LMCL trong do cac bén tham gia
lién minh thiét 1ap va phat trién cac mdi quan hé
thdng qua cac hop dong hop tac dé chia sé cac
nguon lwc riéng biét nham tao ra LTCT.

m Dac diém:

it phd bién hon

Poi hdi sy cam két gilra cac bén it hon

Khéng hinh thanh chi thé moi hay s& hiru cd phan
=> Khong phu hgp v&i cac duw an phire tap
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" A
Xu hwéng LMCL ko sé hiru c6 phan

m Cac DN ngay cang s dung nhiéu hinh thirc
khac nhau:
Thoa thuan license
Théa thuan phan phdi san pham
Hop ddng cung tng

O Nguyen nhan la do cac nganh cong nghiép trong
xu thé toan cau:

Phirc tap
Khéng 6n dinh
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" A
1.2. Chién lworc phong thu

m Chién luvoc cat gidm
Retrenchment

m Chién lvoc ban bot
Divestiture

m Chién lvoc dong clra
Liquitdation
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" A
1.2.1. Chiéen lworc cat giam
Retrenchment

m Muc dich: Lat ngwoc qua trinh suy giam DT-LN

m Bién phap: Co cau lai doanh nghiép
m Cu thé:

Ban dat dai, bat dong san

Co cau lai cac tuyén san pham

Cat gidm nha may / LVKD

Tw dong hoa qua trinh

Cat gidm lao dong

Thiét hé thdng kiém soat chi phi
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" A
Chien lwoc cat giam ciia Samsung trong
KHTC Chau A 1996-1997

m Kién trac sw: Yun Jong Yong (Vice President, CEO)
m Chién Iwoc: cat gidm va tai cau trdc

m Bién phap:
Sai thai 1/3 lwvong céng nhan (24.000 nguwoi)
Thay %2 s6 NQT cap cao

Ban tai san thra (1.9 ty USD): 16 nha may, may bay
riéng...

Cat gidm 50% chi phi cac loai

150


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

» B
Chien lwoc cat giam hiéu qua nhat khi:

m DN c6 nang lwc dac biét nhwng khai thac that bai

m DN & vi thé canh tranh yéu

m Chiju strc ép tr cac DTHQ vi hoat déng ko hiéu qua
m DN that bai trong viéc doi mat véi SWOT

m DN tang trwedng qua nhanh, qua rdéng
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" J
1.2.2. Chién lwoc ban bét
Divestiture

m Ban 1 SBU, 1 bd phan hay 1 phan DN

m Muc dich: Huy gicf)ng tai c;hinh cho hoat dong
mua ban hay dau tw chién lwgc trong twong lai

m C6 thé la 1 phan cla CL cat gidam (TH: ko phu
hop hoac doi hdi qua nhiéu ngudn lwc)
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" J
Chién lwoc ban bét hiéu qua nhat khi:

m That bai khi theo dudi chién lwoc cat giam

m 1 LVKD c6 nhu cau I&n hon kha nang cé thé
dap wng cua DN

m 1 LVKD c6 thé 1am gidm hiéu quéa chung cia DN
m 1 LVKD khong phu hop véi dinh hwédng chung
m Can nguon tai chinh I&én, khé huy dong

m Bj de doa tr hoat ddng chdng déc quyén cua CP
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" A
1.2.3. Chién lwoc déng cira
Liguidation

m Ban toan b6 tai san cua DN can c& vao TSHH
m C6 thé 1a thtra nhan that bai / kho khan
m Dong cira cac DN méi thanh 1ap, vira va nho

m Dong ctra DN do ¢b phan hoéa
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Chien lwoc déng cira hiéu qua nhat khi:
m D3 theo dudi chién lwoc cat gidm va ban bot
nhwng that bai

m Mudn thu lai sé tién I&n nhat co thé co tir tai san
cua DN mét cach chu ddéng va co ké hoach

m BU dap thiét hai vé tai chinh cho chd sé& hiru
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" A
1.3. Mét s6 CLKD dwong dai

m Chién Ivgc dai dwong xanh
Quan diém dai dwong xanh / dai dwong dé
Sy hinh thanh cac dai dwong xanh

Nguyén tac hinh thanh va thwc hién chién lwoc dai
dwong xanh

m Chién lvoc BPO (Business-Process Outsourcing)
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" A
1.3.1. Chien lwoc dai dwong xanh

m Tac gia: W. Chan Kim va Renée Mauborgne

m Quan diém dai dwong xanh / dai dwong do:
Pai dwong dd: Nén tang la canh tranh

Pai dwong xanh: Khoang tréng thi trwrdng khong co
canh tranh (Cac nganh chwa ton tai)

m Nghién ctru 108 cong ty:
86% LVKD m&i (SP cli)  62% DT 39% LN
14% LVKD moi 38% DT 61% LN
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Sw hinh thanh cac dai dwo'ng xanh

m Cac nganh mai lién tuc hinh thanh va phat trién
m Dai dwong xanh: Co hdi I&n va cdng bang

m Co héi va rui ro trong dai dwong xanh / dai
dwong dé

158


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

" A
Nguyén tac hinh thanh CL Pai dwong xanh
m Xac dinh va hinh thanh chién luoc:
Nguyén tac xac 1ap ranh gidi thi trwdng
Nguyén tac thiét ké quy trinh chién luwoc
Nguyén tac toi da hdéa quy mé thi trwérng

Nguyén tac xac dinh mé hinh chién Iwgc, mé hinh
kinh doanh bén virng
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" A
Nguyén tac thwe hién CL Pai dwong xanh

m Vot qua nhirng rao can chinh vé td chirc:
Pong co, thai do, chinh tri
Thoi gian
Nguén luec...

m Xay dwng quy trinh thwe hién chién luvoc
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" J
1.3.2. Chién lwoc BPO

m BPO = Business-Process Outssourcing
(Thué ngoai 1/ 1 s6 khau cia QT san xuat)

m Thitrwdng BPO ngay cang tang truong: 122 ty
USD (2003) => 173 ty USD (2007)
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" A
Loi ich cua BPO

m Tiét kiém chi phi

m Tap trung nguon lwc vao LVKD cbot 16i

m Cung cap DVKH tdt hon, linh hoat hon

m Kha nang lwa chon nha cung cap DV phu hop

m Duy tri LTCT = cach tap trung vao hoat ddng cot

16i trong chuoi gia tri
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" B
Il. CHIEN LU'O'C CAP KINH DOANH (*)

m Ba chién lwoc canh tranh co ban ctiia M.Porter

m Chién lwoc kinh doanh can ct vao vi thé canh
tranh

m Chién Iwoc kinh doanh can cr vao giai doan
phat trien cua nganh

(*) Ap dung cu thé cho trng linh vwe kinh doanh va cac don vij kinh
doanh chién lwvgc (SBU — Strategic Business Unit)
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" A
2.1. Cac CLCT co ban cua M.Porter

m Chién Iwgc dan dau vé chi phi
m Chién Ivoc khac biét hda san pham

m Chién lwoc trong tdm hoa (tap trung)
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2.1.1. Chien lwoc dan dau vé chi phi

m Muc dich: hoat ddng tot hon bang cach san xuéat
& murc chi phi thap hon BTCT
m Giai phap:
Loi thé kinh t& nhd quy mé
Pdc quyén cdng nghé
Uu thé vé ngudn nguyén liéu, dich vu...
m Loi thé: strc manh déi véi nha cung ting, hang
rao gia nhap...
m Bat loi: dé dang bij bat chwée, chat lwong san
pham, nhu cau khach hang, loi nhuan...
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2.1.2. Chien lwoc khac biét héa san pham

m Muc dich: tao ra sw khac biét trong san phém
clia minh dé thu logi nhuan cao
m Giai phap:
Nang cao chat lwong
P6i méi khdng ngirng
Thich nghi v&i khach hang...
m Loi thé: 1ong trung thanh cta KH, hang rao gia
nhap d6i v&i BDTCT tiém an va Sp thay thé...
m Bat loi: co thé bj bat chwdc, chi phi san xuat, chi
phi marketing...
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2.1.3. Chién lwoc trong tam hoéa (tap trung)

m Muc dich: dinh hwéng phuc vu nhu cau ctia mét
nhom KH hoac doan thi trwong
m Giai phap:
Khac biét héa san pham
Chi phi thap
Theo dudi ddng thdi ca hai chién lwoc
m Loi thé: hiéu biét thj trwdng, 10ng trung thanh
clia KH, téc d6 déi m&i nhanh hon...
m Bat loi: tir nha cung &ng, chi phi san xuat & quy
md nhd, su bién ddng (bién mat) ciia nhu cau...
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2.1.4. Sw bé tac chien lwoc

m Su nhat quan trong chién lwoc ciia DN
m Cac diéu kién can thiét dé chién lwoc thanh coéng

m Nguyén nhan:
Méi trwdng thay doi
Mat kha nang kiém soat
Sw chuy&n mén hoa va sw phat trién cia KHCN
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" J
2.2. Chiéen lwoc KD theo vi thé canh tranh

m CLKD cua cac DN thu linh
m CLKD cla cac DN & vi thé thach thirc
m CLKD cua cac DN di sau

m CLKD cuta cac DN dang tim ch6 ding trén

thi trerong
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" A
2.2.1. Chien lwo'c KD ctia cac DN thu linh

m Muc tiéu:
M& rong quy md thi trwdng
T&ng thi phan
Bao vé thj phan

m Chién lwoc bao vé thj phan:
Chién Ivoc déi moi
Chién lwgc ciing ¢
Chién lwoc dbi dau
Chién lwoc ngwdi dan dau (Nganh suy thoai)
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" A
2.2.2. Chiéen lwoc KD cua cac DN thach thive

m DN thach thirc ?
m Muc tiéu: Tang trwdng nhanh
m Bién phap:
Gianh thj phan tir DN tha Iinh
Gianh thj phan tr BPTCT yéu hon (Marketing mix)

m Dy doan va ddi pho véi cac hanh ddng tra dida
=> Cac bién phap tw vé
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2.2.3. Chien lwoc KD ctia cac DN di sau

m Muc tiéu:
Bao vé thi phan hién c6
Tim cach co thém khach hang moi
Hop tac tranh gay phan khang

m Tranh gay phan khang:
Phat tin hiéu thi trwong
Coéng khai hoa sw thay doi
Chi rd ngudn gbc / nguyén nhan cla su thay doi
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" A
2.2.4. CLKD cua cac DN dang tim ché dirng
trén thi trerong

m Muc tiéu:
Tap trung tim kiém va khai thac thi trwéng ngach

Xac dinh phan doan TT cé cau on dinh, suy giam
cham, cau truc phu hop...

m Bién phap:
Chuy&n mon hoa (san pham, KH, dia ly, dich vu...)
Tap trung héa
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" A
2.3. CLKD theo cac giai doan phat trién
cua nganh

m Muc dich: Duy tri lgi thé canh tranh cia DN
trong nhirng moi treong KD khac nhau

m Phan loai:
CLKD trong nganh manh mun
CLKD trong nganh phdi thai va tang truvéng
CLKD trong nganh truwd'ng thanh
CLKD trong nganh chin muoi
CLKD trong nganh suy thoai

174


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

"
2.3.1. CLKD trong nganh manh mun

m Dac diém: Nhiéu DN vira va nhd
m Ly do duy tri sy manh mun:

Bat Igi do quy mé I&én

Rao can gia nhap thap

m Chién Iwgc: Chién lwoc tap trung

m Pha v& tinh manh mun:
Phat trién hé thdng kinh doanh
Nhwong quyén thwong mai
Hop nhat theo chiéu ngang
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" J
2.3.2. CLKD trong nganh phéi thai va tang trwwé'ng

m Dac diém: Sw dbi méi cta cac DN tién phong

m Muc tiéu: Khai thac sw dbi méi va thiét 1ap loi
thé canh tranh dai han

m Can c lwa chon chién lwvoc:
Tai san bd xung dé khai thac sy déi moi
Rao can doi voi cac BPTCT
Kha nang bat chwdc clia cac BPTCT
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" J
2.2.3. CLKD trong nganh treéng thanh

m Sy thong tri cha so lwong nhé cac DN Ion
m Chién Iwgc ngan can su gia nhap cia BDTCT:
Tang chlng loai (phat trién) san pham
Giam gia
Duy tri NLSX duv thwra
m Chién Iwgc quan ly mdi quan hé nganh:
Phat tin hiéu vé gia
Lanh dao gia (d6i véi DN tha finh)
Tang cwong canh tranh phi gia
Tham nhap thi trwong
Kiém soat nang lwc san xuat .
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" A
2.2.4. CLKD trong nganh chin muoi

= Muyc dich: Khong ché dau vao va nam quyen phan phoi
san pham

m Chién lvgc: Hop nhat theo chiéu doc

Hop nhat ve phia sau Hop nhat ve phia trwéc

mB3o vé thj phan mNam virng thdng tin vé KH

mNang cao chat lwong, |mDam bdo chat lwong DVBH va
giam chi phi... DV sau BH

mCung rng Kip thoi... mGiam chénh léch lgi nhuan khi
phan phoi qua nhiéu trung gian
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"
2.2.5. CLKD trong nganh suy thoai

m Tinh khoc liét cia su suy thoai:

Toc do suy thodi

Chiéu cao cla
rao can rut lui

Chi phi cb dinh

Ban chat cla
san pham

Mcdrc dd canh tranh

CuuDuongThanCong.com
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" J
CLKD trong nganh suy thoai

m Cac chién lwoc chinh:
Chién lwgc ngwdi dan dau (Nganh suy thoai)
Chién lwoc thi trworng doc tdn (Tap trung hoa)
Chién Iwoc thu hoach

Chién lwoc rut lui khéi nganh
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Lwa chon chién lwoc trong nganh suy thoai

Cao

Mdrc
do
canh
tranh
trong
nganh
suy
thoai

Rut lui khéi nganh

Thu hoach /

Rut lui khéi nganh

Thi trwro'ng déc tén /
Thu hoach

Ngwoi dan dau /
Thi trwro'ng doc tén

y 3

Piém manh cia céng ty

CuuDuongThanCong.com

v

Nhiéu
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" B
lll. CHIEN LUQOC CHU'C NANG

m Chién lvoc chirc ndng nham:
Pat hiéu qua cao nhat
Nang cao chat lwong san pham
Péi moi
Dap lai khach hang
=> Xay dwng va duy tri lgi thé canh tranh

m Chuoi gia tri
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M
a
Cac r Dich
Hau || T6 ||Hau k vu
hoat A p A
A can |chirc|| can e BH
dong A > A \
hé dau san dau t va
tro vao |(|xuat|| ra i sau
" n BH
g

Cac hoat déng chinh
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" A
3.1. (CLCN nham) DPat hiéu qua cao nhat

m Chién lwoc san xuat va tac nghiép
m Chién lwoc marketing

m Chién Iwgc quan ly nguyén vat liéu
m Chién lwoc nghién clru phat trién
m Chién lwoc tai chinh

m Chién lwoc nguén nhan lwc
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3.1.1.Chién lwoc san xuat va tac nghiép

m Th tw wu tién cho san xuat:
Chi phi san xuat thap
Phan phdi san pham
Chat lwong san phdm dich vu
Tinh linh hoat va dich vu khach hang

m Tinh kinh té& nhd quy md va hiéu ng dwdng
cong kinh nghiém
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Chien lwoc san xuat va tac nghiép

= Dinh vi hé thdng san xuat:
Thiét ké san pham: Theo dat hang / Chuan hoa
Quy trinh s&n xuat: Tap trung vao san phdm / quy trinh
S ly sédn pham: Lwu kho / Theo don hang

m Ké hoach san pham / dich vu méi
m Cong nghé va quy trinh san xuat

m Phan bd nguédn lwc cho san xuat

m Nhan t6 phu tro cho san xuat
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3.1.2. Chién lwo'c marketing

m Vai trd cla chién lwgc marketing
m Phan doan thi trwong va thi tredng muc tiéu

m Noi dung cla chién lwoc marketing:
4P: Product, Price, Place, Promotion
7P: 4P + People, Progress, Physical Evidence
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3.1.3. Chién lwoc quan ly nguyén vat liéu

m Nguyén vét liéu va van dé gidm chi phi san xuat
(chiém 50-70% tdng doanh thu)

m Quan ly NVL:
Pén noi san xuat

Trong qua trinh san xuat
Trong qua trinh phan phoi

m Hé thong quén ly JIT (Just — In — Time)
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3.1.4. Chien lwoc nghién ciru phat trién

m Nghién cu Co ban / Ung dung / Trién khai
m Nghién ctu phat trién san pham moéi

m Nghién clru céi tién quy trinh cdng nghé:
Gidm sb chi tiét, bd phan / San pham
Gidm sb bwéc trong quy trinh san xuat
Gidm so thao tac / bwdc céng viée
Gidm thoi gian ché tac
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" A
3.1.5. Chién lworc tai chinh

m Vai trd cla chién lwoc tai chinh doi véi DN

m Danh gia kha nang tai chinh cua DN:
Can doi dong tien: Kha nang thanh toan va tai tro cho
cac khoan dau tw moi
Kha nang huy déng tin dung: niém tin va s Ky vong
thu lgi nhuan trong twong lai cia nha dau tw

Su linh hoat vé tai chinh: VLD/VCD, VLB/ No ngan
han...
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3.1.6. Chién lwo'c nguon nhan luwc

m Vai trd cla nguén nhan lwc doi va chién lvoc phat
trien nguon nhan lwc

m N&i dung cua chién lwoc nguén nhan luc:
Ké hoach hoa ngudn nhan lyc
Chinh sach tuyén dung va bd tri cdng viéc
Chinh sach thu lao va tao dong lwc cho nguw¢i lao dong
Chinh sach dao tao va phat trién nguén nhan Iwc
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" A
3.2. (CLCN nham) Pat chat lwong cao

m Chat lwong san pham véi van dé thwong hiéu
va giam chi phi san xuat

m Khai niém Quan ly chat lwong déng bd (TQM —
Total Quality Management):
TQM la mét triét ly vé quan ly, né tap trung vao cai
thién chat long san pham, dich vu cta céng ty va
nhan manh rang tat ca cac hoat déng cta cbénq ty can
phai hudng téi thue hién muc tiéu chat lrong.
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" A
Thwc hién TQM

m Xay dwng cam két cla tb6 chirc vé chat lwong
m Tap trung vao khach hang: KH mudn gi?

m Tim kiém phuwong tién do lwdng chat lwong
m Thiét I1Ap cac muc tiéu va déng vién khich I&

m Thu hut sy ddong goép cua cac nhan vién
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" A
Thwe hién TQM (Tiép)

m Phat hién sai s6t va tim can nguyén

m Hé thdng cung trng tire thei (Just — In — Time)
m Moi quan hé v&i nha cung cap

m TO chive san xuat tinh gon

m Pha vO& hang rao ngan cach gitra cac bo phan
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" B
3.3. (CLCN nham) Poi méii

m D6i m&i — Suw khac biét hoa — Loi thé hon DTCT

m M&c dd rai ro trong ddi m&i sdn pham (Ty 1é
thanh cong 12 — 20%)
Tinh khéng chac chan
Kha nang thwong mai hoa
Dung lwong thi tri trirong
Thoi gian
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" A
Xay dwng nang lwc doi méi
m Khuyén khich phat trién k§ nang nghién ctru
m Két hop R&D véi marketing
m Két hop R&D v@&i san xuat
m Tang toc dd dwa sadn pham ra thj trwdng
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" A
3.4. (CLCN nham) Pap lai khach hang

m Murc d6 thda man cua khach hang va gia tri
thwong hiéu

m C4c bién phap cu thé:
Xay dwng quan diém thdng nhat toan DN
Tap trung vao nhu cau ctia khach hang
Tim hiéu nhu cau khach hang
Théa man nhu cau khach hang
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LUA CHON CHIEN LUOC VA

I TO CHU'C THUC HIEN CHIEN LUOC

ThS. Lwong Thu Ha

Ha Néi, 2011
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"
NoOi dung

m C4c ky thuat phan tich dinh hwéng chién lwoc
m Lwa chon chién lvoc

m T6 chirc thuwe hién chién lwoc
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"
. CAC KY THUAT PHAN TICH
DINH HWUONG CHIEN LUOC

m K§ thuat phan tich SWOT

m Ky thuat danh gia yéu to bén trong, bén ngoai
(Ma tran |IE)

m Ma tran hinh anh canh tranh
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"
1.1. Ky thuat phan tich SWOT

m S dung sau khi phan tich méi triwdng kinh
doanh va moi trirong ndi bo DN

m Két ndi cac nguon lwc va kha nang cia mét
cong ty voi moi trwrong ma cong ty do hoat dong

m (Ma tran / Ky thuat phan tich) SWOT: Phuong
phap phan tich:
Piém manh / Biém yéu
Co hdi / Thach thire
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" A
Str dung ma tran SWOT trong QTCL

m Budc 1: Tong hop két qué phan tich MTKD
— Co héi va nguy co
B1.1. Co hdi va xép hang co hoi
B1.2. Thach thrc va xép hang thach thirc

m Budc 2: Tong hop két qué phan tich ndi bd DN
— Diém manh va diém yéu

m Budc 3: Tong hop két qué va hinh thanh
ma tran SWOT
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=
Tong hop két qua phan tich MTKD

Bwoc 1:
bén ngoai cua DN
Muc dé Muc dé
Céac yéu to quan quan
MTKD bén | trong ciia | trong ctia | Tinh chat | Piém danh | Binh luan
ngoai yéu t6 doi | yeu té déi | tac dong gia
v&i nganh vé&i DN
(1) (2) (3) (4) (5) (6)
Ratquan | Ré&tquan
Liétké cac | trong=3 | trong=3 Pé xuat
yéu to Thuan loi (néu co)
thudc Quan trong | Quan trong (+) Cot(2)x | nham tan
MTKD =2 =2 (3)valdy | dungco
qudc té, Khong |daucuacdt| hoi, han
quéc giava| Itquan it quan | thuan loi () (4) ché tac
MT nganh | trong =1 trong = 1 dong cua
nguy co
Ko quan Ko quan
trong =0 trong =0
203

CuuDuongThanCong.com

https://fb.com/tailieudientucntt


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

Bwéc 1.1. Co hdi va xep hang co hoi

Tac dong doi ,
Céac co hoi Mirc d6 quan vé&i doanh DPiém so6
chinh trong nghiép

Phan loai mrc dd6 Phan loai mc dd
quan trong cia tac déng cua moi

Liét ké cac yéu td6 mébi yéu td déi véi  yéu tb dbi voi Nhan cot (2) voi
moi trwd'ng bén doanh nghiép doanh nghiép cot (3)
ngoai la co hdi

chinh doi voi MUrc cao = 3 Nhiéu = 3
doanh nghiép
Mirc TB = 2 Trung binh =2
Murc thap = 1 it=1

204
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" A
Bwéc 1.2. Thach thirc va xep hang thach thirc

Tac dong doi ,
Céac co hoi Mirc d6 quan vé&i doanh DPiém so6
chinh trong nghiép

Phan loai mrc dd6 Phan loai mc dd
quan trong cia tac déng cua moi

Liét ké cac yéu td6 mébi yéu td déi véi  yéu tb dbi voi Nhan cot (2) voi
moi trwd'ng bén doanh nghiép doanh nghiép cot (3)
ngoai la thach
thtee chinh doi Mcrc cao = 3 Nhiéu = 3
v@i doanh nghiép
Mirc TB = 2 Trung binh =2
Murc thap = 1 it=1
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Bwéc 2: Tong hop két qua phan tich MT
noi bé cua DN
Muc dé Muc dé
Céac yéu to quan quan
MTKD bén | trong ciia | trong ctia | Tinh chat | Piém danh | Binh luan
ngoai yéu t6 doi | yeu té déi | tac dong gia
v&i nganh vé&i DN
(1) (2) (3) (4) (5) (6)
Ratquan | Ré&tquan
trong = 3 trong = 3
Liét ké cac Thuan lgi Pé xuat
yéu to Quan trong | Quan trong (+) Cét (2) x (néu co)
thudc moi =2 =2 (3)valdy | nham tan
trwdng nodi Khong | dau cua cot| dung diém
bd doanh it quan itquan | thuén loi (-) (4) manh, khac
nghiép trong = 1 trong = 1 phuc diém
yéu
Ko quan Ko quan
trong =0 trong =0
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" A
Tong hop két qua va

Buwoéc 3:

hinh thanh ma tran SWOT

MT ndi bo
doanh nghiép

MT bén ngoai
Doanh nghiép

Cac diém manh (S)

Liét ké nhirng diém
manh quan trong nhat tw
bang tong hop MT néi bd

Cac diém yéu (W)

Liét ké nhirng diém yeu
quan trong nhat tlr bang
tong hop MT néi bo

Cac co hoi (O)

Liét ké nht"mg co hoi
quan trong nhat ttr bang
tong hop MTKD

SO

Tan dung thé manh cla
DN dé khai thac co’ hoi
tr MTKD

WO

Tan dung cé,c co’ hoi bfén
ngoai dé khac phuc diém
yéu bén trng DN

Céac nquy co (T)

Liét ké nhirng nguy co
quan trong nhat tw bang
tong hop MTKD

ST

Tan dung diém manh

bén trong DN dé giam

bét tac dong cua cac
nguy co bén ngoai

WT

“Phong thd” — Khac phuc
diém yéu dé gidm tac
dong hoac tranh nguy co
tr bén ngoai

CuuDuongThanCong.com
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"
1.2. Ma tran danh gia yeu to
bén trong va bén ngoai IE

m Ky thuat phan tich mang tinh dinh lwong
m Ngay cang duwoc str dung réng rai

m Ma tran |IE

(Internal — Extrenal Factors of Environment):
Ma tran danh gia céc yéu to bén ngoai (EFE)
Ma tran danh gia céc yéu to bén trong (IFE)
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'_

1.2.1. Ma trdn danh gia cac yéu to bén ngoai (EFE)

Céac yéu to
thuéc MTKD  Mdrc d6 quan Phan loai Piém quan

bén ngoai trong trong

(1) (2) 3) (4)
DN it phan &rng = 1

Liét ké cac Cho diém ttr 0-

nhan t6 thuéc 1 twong rng DN phan tvtng TB = 2
MTKD bén v&i murc db (4)=(2) x (3)
ngoai DN quan trong DN phan ing trén TB = 3

DN phan (ng tot = 4

Téng =1 Téng = X

209
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Ma tran danh gia cac yéu to bén ngoai (EFE)

m Ma tran EFE: Téng diém 1.0 < X < 4.0

O0<X<25 Doanh nghiép khong tan dung duwoc
co hoi, tranh né dwoc nguy co

X=25 Trung binh

2.5<X<4.0 Doanh nghiép dang phan trng tot
vOi de doa va co hQi tir moi tredong
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'_

1.2.2. Ma tran danh gia cac yéu to bén trong (IFE)

Céac yéu to
thuéc MTKD Murc do quan Phan loai DPiém quan trong

ndi b6 DN trong
(1) (2) 3) (4)

Diém yéu quan
trong nhat = 1

Liét ké cAc Cho diém tw 0-

nhan t6 thuéc 1 twong &ng DPiém yéu =2 (4) = (2) x (3)
MT ndéi b6 DN voi mure do
quan trong DPiém manh = 3

Biém manh quan
trong nhat =4

Téng = 1 Tong =Y
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Ma tran danh gia cac yéu to bén ngoai (IFE)

m Ma tran IFE: Téng diém 1.0 <Y < 4.0
0<Y<25 Doanh nghiép yéu vé ndi bd
Y=25 Trung binh

25<Y<4.0 Doanh nghiép manh vé néi bd
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"

1.2.3. Tong hop ma tran IE

MA TRAN BEN TRONG - BEN NGOAI (IE)

IFE — Yéu t6 méi trwéng bén trong

Manh T.binh Yéu

EFE
- Cao

Yéu
to
mOoi
trrong
bén
ngoai

T.binh

Thap

213
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" A
1.3. Ma tran hinh anh canh tranh

Cé&c yéu to anh

hwéng dén Tam quan trong Panh gia Piém sé
KNCT cua DN
(1) (2) (3) (4)
Buéc 1. Bu’é’c: 2: Buéc 3: Buéc 4:
Lap danh ség:h Phan loai tam quan Banh gia kha X,éc ,dinh diem
khoang 10 yéu trong tir nang cua cong ty | so doi voi ting
t6 c6 anh hudng 0.0dén 1.0 theo trng yéu to yéu to

quan trong dén
kha nang cua
mot cong ty
trong nganh

0.0 = Ko quan trong
1.0 = Rat quan trong

4 = Tot
3 =Kha

2 = Trung binh
1= Yéu

(4)=(2) x(3)

Téng=1

Bwoéce 5:
Tinh tong diém

CuuDuongThanCong.com
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" B
Il. LA CHON CHIEN LUOC
m Can c lwa chon chién lwoc

m Phwong phap danh gia cac phwong an
chién lwoc

m Xay dwng 16 trinh thwe hién chién lwoc
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2.1. Can ct lwa chon chiéen lwoc

m Chu ky phat trién cda nganh va strc manh cua
doanh nghiép

m Quan diém va nang lyc cua CEO

m Muc tiéu chién lwoc ciia doanh nghiép

m Chién lwoc hién tai va két qua phan tich ndi bd
m Thoi diém lwa chon va thye thi chién lwoc

m Loi ich va ap lwc clia cac doi twong hiru quan
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"
2.2. Phwong phap danh gia cac 7
phwong an chien lwo'c — PP cho diem

Buwdc 1: Xac dinh quan diém lwa chon chién lwoc
Budc 2: Xac dinh céc tiéu chi, xac dinh cac thang diém
Bwéc 3: Tinh diém cho tirng phwong an chién luoc
Buwadc 4: Lwa chon chién lwvoc
Chon p/a c6 tdng diém cao nhat va trén trung binh
Néu 2 p/a c6 tong diém bang nhau => Chon p/a c6 diém co trong
sO cao nhat la cao nhat
Néu p/a cao nhat cé diém thap hon trung binh => Khéng chon
=> Quay vé chwong Il va lam tr dau

m Quyét dinh chinh thirc phwong an chién lwoc va bat dau
trién khai thuc hién
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"
2.3. Xay dwng I0 trinh thwc hién

m Xac dinh cac buwdc thwe hién gan voi thdi han twong ng
m Du kién ndi dung cuia cac budc thwe hién chién lvoc
m Du kién hé thong kiém soat chién lwoc

m Du kién phwong phap danh gia va diéu chinh chién lwoc
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" BN
lIl. TO CHU’C THUC HIEN CHIEN LUOC

m Y nghia cua giai doan td chirc thuc hién chién
lwo'c

m Noi dung cac budc thwe hién chién lwoc

m Yéu cau té chirc thwe hién chién luvoc
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Khai niém to chirc thwe hién chién lwoc

T6 chirc thuc hién chién Iworc la qua trinh
nham dam b&éo cho chién lwoc dworc thuc
hién o moi khau va moi bé phan trong
doanh nghiép.

=> Pat dwoc cac muc tiéu chién lvoc da dé ra
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" A
3.1. Y nghia cua giai doan t6 chirc
thwe hién chien lwoc

m Tao ra sw phU hop vé chirc nang: Lwa chon va
thwc hién cac chinh sach phu hop

m Tao ra suw phu hop vé té chic quan tri: CCTC,
MIS...

m Tao lap va phan bd nguédn lwc: Von, nguén nhan
lwe...
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3.2. Néi dung thwc hién chién lwoc

m Thiét [Ap muc tiéu thuwdng nién

m DAm bdo ngudn lwc can thiét cho thwe hién
chién luvoc

m Xay dwng co cau tb chire

m Trién khai thuwc hién chién lwoc va cac hoat
dong diéu chinh

m Danh gia viéc thwc hién chién lwoc
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3.2.1. Thiét 1ap muc tiéu thwérng nién

m Soat xét lai cac muc tiéu chién lvoc:
Buwdc danh gia cudi cung
Sw phu hop v&i mdi trwdng tlr soan thdo — trién khai
Sw nhan thirc clia cac doi twong co lien quan

m Thiét I1Ap cac muc tiéu thuwdng nién:
Thwong lwvgng héa thong qua muc tiéu tai chinh
Y nghia dac biét quan trong

m Thiét I1Ap chinh sach huwdng dan thwe hién
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3.2.2. Pam bao nguon luc can thiet

m Danh gid nguoén Iwc: cé di nguon lwe can thiét
dé thwc hién chién lvoc khong?
m Kha nang huy déng va huy déng thém
m Lap chwong trinh hanh ddng cu thé
m Phan bd ngudn luc:
Hoat déng trung tdm trong té chirc thyc hién CL
Phan phdi va str dung c6 hiéu qua cac nguodn lwc

Tai chinh, vat chat, nhan sw, cong nghé
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" A
3.2.3. Xay dwng co’ cau to chirc

“Co cau té chirc cta DN la tong hop cac bé phan
duwoc chuyén mon hoa, co nhirng trach nhiém va
quyén han nhét dinh, c6 moi lién hé va quan hé

phu thudc 1an nhau, duwoc bé tri theo tirng cap
nham dam bao thuc hién cac chirc ndng quaén tri
va thure hién muc tiéu chung cua doanh nghiép”

m CAc loai co cau té chirc
m Luwa chon co cau td chirc phu hop véi chién lwoc
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» B
3.2.4. Trién khai thwc hién

m M6t sO van dé thwong gap khi thwe hién:
Cham tién dé
Thira/thiéu tai chinh
Sw cd phat sinh
Nhirng bién dong khéng lwdng tredc duwoc

M4t dan kha nang kiém soéat
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" A
3.2.5. Panh gia viéc thwc hién chién lwoc
m Tién hanh trong qua trinh td chirc thyc hién
m Kiém tra, danh gia cu thé
m Can thiép va diéu chinh can thiét
m Mirc dé va tan suat diéu chinh hop ly
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3.3. Yéu cau to6 chirc thwe hién chién lwoc

m Dam bao tirng bwéc thwe hién nhirtng ndi dung va muc
tiéu co ban
m Dam bado du nhirng diéu kién va ngudn Iwc can thiét

m Dam bao co ché phdi hop, hop tac, chia sé

m HTTC va CQTC phai nang dong, linh hoat va dap rng
dwoc yéu cau dat ra
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~ DANH GIA VA
PIEU CHINH CHIEN LUOC

ThS. Lwong Thu Ha
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" A
NoOi dung

m Muc dich kiém tra va danh gia
m C4c tiéu chuan kiém tra va danh gia

m Danh gia va diéu chinh chién lwoc
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l. MUC DICH CUA KIEM TRA VA PANH GIA

m Hinh thire: Khau cudi cung trong QTCL
m Ban chat: Cé mat & moi chirc nang quan ly

m Muc dich chung:
Xac dinh cac sai léch (muc tiéu, bién phap, cach thuec...)
Chiéu hwéng va mirc do cla cac sai léch

Duw kién céc bién phap diéu chinh hoat ddng hoac diéu
chinh chién lwoc

231


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

" B
Yéu cau doi vé&i kiem tra va danh gia

m Phu hop voi cac giai doan khac nhau cua QTCL (ndi dung,
tiéu chuan, phwong phap...)

m Dam bao tinh linh hoat (hinh thirc va phwong phap)

m Dam bao tinh dw phong: can c xac dinh giai phap, bién
phap diéu chinh

m Tap trung vao cac diém, ndi dung thiét yéu va quan trong
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" B
Il. TIEU CHUAN KIEM TRA VA DANH GIA

m CAac tiéu chuan dinh tinh:
Tinh nhat quan
Tinh phu hop
Tinh kha thi

m Cac tiéu chuan dinh lwong: da dang va gan voi
[inh vwe va ndi dung kiém tra

m C4c tiéu chuan khac: lién quan dén cac moi
trwdng khac ngoai méi trwérng kinh té
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Tinh chat cta cac tiéu chuan KTBG

m Tinh cu thé cua tiéu chuan
m Tiéu chuan thay thé

m Su sai léech va mwrec gidi han sai léch cho phép
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" BN
lll. DPANH GIA - BIEU CHINH CHIEN LUOC

m Qua trinh danh gia chién lwoc
m Diéu chinh chién luoc

m Tai cau tric doanh nghiép
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" J
3.2. Dieu chinh chién lwoc

m Budc 1: Xac dinh sw can thiét phai diéu chinh chién lwoc
m Buwdc 2: Xac dinh cac can tré téi sw diéu chinh chién lvoc
m Buwdc 3: Thuce hién diéu chinh chién luoc

m Budc 4: Danh gia tac déng cua diéu chinh chién lwoc
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3.3. Tai cau tric doanh nghiép

m Nguyén nhan:
Pa dang hoa qua muc
Xu hwéng sap nhap doc — ngang
Gidm quy mé bang tai co’ cau va gidm dau tw

m Noi dung tai cau truc:

Xac dinh va thwc hién cac chién lwoc rut lui: Gidm bot
dau tw, thu hoi, thanh ly

Chuyén hwéng chién lwoc
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