CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

MUC TIEU CHUONG VI

v Ndm dudc qui trinh d€ xay dung chién lugc.
v Hié€u va biét cdch st dung cic cdng cu ma tran.

v Bié€t cdch lya chon chién lude cho doanh nghiép.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

1. Qui trinh d€ xay dung mdt chién lugc

Giai doan Céac cong viéc phai thyc hién

v Phan tich mo1 truéng bén ngoai, liét ké

cac cd hd1 va nguy co.

Chuén bi dir | ¥ Xay dung ma tran EFE va ma tran hinh
liéu anh canh tranh.

v Phan tich moi trudng ndi bd cua cong ty,

liét ké cdc di€ém manh va diém yéu

v Xay dung ma tran IFE.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN

LUQC

Giai doan

Cac cong viéc phai thuc hién

Pua ra cac
phuong an
chién lugc

v K&t hop dit liéu d€ dua ra cdc phuong 4n

chién lugc.

v St dung cac cong cu ma train SWOT,

BCG, SPACE, GE,

... d€ két hgp dir liéu.
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN

LUQC

Giai doan

Cac cong viéc phai thuc hién

Lua chon
chién lugc

v Lwa chon chién lugc phu hgp cho doanh
nghiép.

v St dung ma trdn QSPM va cac phuong
phép phan tich khic d€ lua chon.
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A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN
LUQC

2. Cac cong cu ma tran dé dua ra cac chién lugc
2.1. Ma tran SWOT

v Liét ké cdc cd hoi (O), nguy cd (T), di€ém manh (S)
va cdc di€m yé&u (W) quan trong vao cdc 6 thich hgp
cua ma trin SWOT.

v K&t hgp di€ém manh véi cd hoi dua ra cdc phuong 4n
chién lugc(SO), diém yé&u véi co hoi dua ra cédc
phuong 4n chién luge (WO ), di€ém manh véi de doa
dua ra cdc phuong 4n chi€n luge (SO), di€ém yéu véi
de doa dua ra cdc phuong 4n chi€n lugc (WT).
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

(0) (T)
SWOT 01,02,03... T1,T2,T3..
(S) (SO) (ST)
S1, S2, S3... St dung cdc di€m | S dung cdc diém
manh d€ khai thdc | manh dé d6i phé
cac co hou. c4c nguy cd.
(W) (WO) (WT)
W1, W2, W3.. | Hanchécdc di€m | Han ché€ céc di€m

yé&u dé khai thic
cac cd hoi.

yé&u dé doi pho cdc
nguy cd
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

(0) (T)

SWOT O1. Phin khuc T1. Phan khic dau
dau gdi dau Nam |[gdoi dau Nt c6
16n, it ¢6 do6i thd. | nhi€u doi thi.

(S) (S0) (ST)
S1. Manh vé khd |S101. Phat trién |S1T1. Phéat trién
ning R&D dau gdi cho Nam. |dau goi cho Nam.
(W) (WO) (WT)
W1.Doanh thu | W101. Phét trién |W1T1. Phét tri€én

dau gdi dau N
giam

dau gdi cho Nam.

dau gdi cho Nam.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

2.2. Ma tran BCG :

» Truc hoanh thé hién thi phin tuong d6i ctia SBU
( RMS: Relative Market Share).

- Néu SBU khong ditng dau nganh vé doanh sd

v RMS = Doanh s6 ctia SBU/ doanh s cua doi thu ding
dau nganh.

- Néu SBU ditng dau nganh vé doanh so

v RMS = Doanh s0 cia SBU/ Doanh s6 ctia doi thd
ding nhi nganh.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

- Tryc tung thé hién mic ting trudng hang nim cla
nganh ( MGR : Market Growth Rate).

» MGR = (Doanh s6 nganh nim sau — Doanh s6 nganh
nim trudc) / Doanh s6 nganh nim trudc.

- Néu SBU c¢6 MGR trén 10% dudc xem mitc MGR
cao.

- Bi€u dién SBU 1én ma tran BCG bing vong tron, tAm
clia vong tron 13 giao diém gita RMS va MGR.

- Do 16n clia vong tron thé hién doanh s& ctia SBU
chi€m trong tong doanh s ctia doanh nghiép.
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

Stars Question marks?
Cash cows DOQS

ORRORO

1,514 131211 109 08 06 05 0,4 0,3
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

v Question marks : thin trong khi dua ra quyét dinh
dau tu cho SBU1, SBU2, SBU3.

v Stars : SBU4, SBU5 ¢6 su canh tranh gay git nén
cong ty van phai dau tu von cao.

v Cash Cows : SBU (6) 12 nguén cung cap tai chinh
cho doanh nghi€p nén go1 la Cash Cows.

v Dogs : doanh nghiép can cin nhic hoic diu tu hoic
git hdi ngay hoic gidi thé cdc SBU7, SBUS.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

2.3. Ma tran GE :

v Chiéu doc thé hién sy hip din clia nganh kinh
doanh.

v Chiéu ngang thé hién vi thé€ canh tranh ctia SBU.

AN / AN ’X ° AN / A\ ° /\/ /()
v Ma trin GE c6 9 6, m61 6 c6 mdOt chién lugc cu theé.
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

Cao
Su
hfl’p Trung
dan  binh
cua
nganh

Thap

Vi thé canh tranh
Cao Trung binh Thap

Piu tr d& | Pau tu chon| Duy tri chon

ting trudng | loc dé tang loc
trud'ng
DPau tu Duy tri tao Thu hoach

chon loc vé | doanh thu toan dién

san pham

Duy tri tao | Thu hoach | Gidm dau tu

doanh thu | (o3n dién hay loai bo
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

v Khu vue 1 : gom 3 6 § gdc trdi phia trén, cong ty nén
tap trung dau tu vao cdc SBU nay.

v Khu vue 2 : gdm 3 6 nim trén dudng tréo, can cin
than khi quyét dinh dau tu.

v Khu vye 3 : gom 3 6 nim & géc phai phia duéi, nén
tap trung cho chién luge thu hoach va loai bd.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN
LUQC

v Chonra 5 -10 y€u t6 phdn danh sy hdp dan cua nganh.

v SO luong doi tha. v Yéu cau v€ cong nghé.

v Qui mo ctia doi thu. v SO lugng sdn pham thay thé
v Miic dd canh tranh. v Chinh sich thué va uu dai

v Qui md thi trudng v Chi phi cia yéu td dau vao

v Tinh 6n dinh cda nhu cAu |v Miec ting trudng 16i nhuin

v Tdng trudng thi trudng v Mic ting trudng doanh s6

v SO lugng nha cung cap. v Ty s6 161 nhuln trén von

v S0 lugng khach hang. v Ty s6 1¢i nhuin trén doanh
v Yéu cau vé von. SO.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

v X4y dung ma trin sy hap dan ctia nganh kinh doanh.

Cac y&u to Tam quan | Trong | Piém
trong SO SO
Qui mo thi trudng 0,25 4 1,0
Tang trudng thi trudng 0,2 3 0,6
S6 lugng doi tha canh tranh 0,15 3 0,45
Ty suat 1¢i nhuédn binh quan 0,25 5 1,25
Yéu cau vé von 0,15 3 0,45
Tong cong 1 3,75
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CHUONG VI
XAY DUNG VA LUA CHON CHIEN LUGC

v Chon 5-10 y€u t0 phan dnh vi th€ canh tranh ctia SBU.

v Qui md sdn xuit

v CoOng nghé sdn xuat.

v Codng suat mdy moc.
Kinh nghiém sdn xuit

v Phat tri€n sdn phidm
mdai.

v Cai ti€n chat lugng.

v Ning suit lao dOng.

v Trinh d6 lao dong.

v Tinh than 1am viéc

AN

Uy tin cua cdng ty

Uy tin nhan hiéu.

Thi phén.

Sdn pham, gi4 c4, phan phoi,
Khuyén mai, quang c4o.

Chi phi hay gi4 thanh don vi.
Ty s0 161 nhu4n trén von.

Ty s0 161 nhudn trén doanh thu.
A/Qui md tai chinh, di€m hoa
von.

AN NN N Y N N NN
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

v XAy dung ma trin vi th€ canh tranh ctia SBU.

Cic yéu to Tam quan | Trong | Piém
trong SO SO

Thi phan 0,25 3 0, 75
Chat lugng sdn pham 0,2 2 0,4

Kha ning phin phdi sdn pham 0,15 3 0,45
Uy tin cua nhan hiéu 0,25 2 0,5

Gi4 thanh don vi sdn phim 0,15 3 0,45

Tong cong 1 2,55
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

v X4c dinh vi tri SBU trén ma trdn GE, m6i SBU dudc
bi€u thi bing mot vong tron.

v Vong tron c¢6 tim 12 giao di€m gilta sy hdp din cla
nganh véi vi th€ canh tranh.

v D0 16n cua vong tron phu thudc vao qui md cua
nganh kinh doanh.

v Phan t6 den trong vong tron 12 thi phan cia SBU
trong nganh kinh doanh.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

Vi thé& canh tranh

5 3,67 2,33 1
5 i ;
Su hap
dincia %7
nganh
2,33
1
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A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

2.4. Ma tran cac yéu tdo bén ngoai -bén trong
(IE)

» M6i SBU phai thi€t 14p ma tran IFE va EFE riéng.
: Truc X thé hién di€m ma tran IFE cta SBU.

v Néu diém tir 1,0 dén 1,99 1a yéu.

v Néu diém tir 2,0 dén 2,99 13 trung binh.

v Néu diém tir 3,0 dén 4,0 12 manh.
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

. Truc Y thé€ hién diém ma tran EFE cia SBU.
v Néu di€ém tir 1,0 dén 1,99 1a thap.

v Néu diém tir 2,0 dén 2,99 13 trung binh.

v Néu diém tir 3,0 dén 4,0 1a cao.

- Mbi SBU dudc bi€u thi bing 1 vong tron trén

4
L]

- DO 16n vong tron phu thudc vao ty 1€ doanh so cla

SBU so vGi doanh so cua cOng ty.

- Do 16n phan gach chéo trong vong tron ty thudc ty
1€ 1¢i nhuan cua SBU so véi 16i nhuan cua cong ty.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

Piém ma tran IFE

4

Manh  Trung binh Yéu
4,0 -3,0 2,99-20 1,99 -1,0

Piém Cao
mAa 4,0-3,0 I I1 111
tran Trung binh
EFE T59900 | 1v v VI
Yéu
1,0-1,99 VII VIII IX
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

« Néu SBU nim & 6 I, II, IV : Ph4t trién va xay dung.

v Tham nhip thi trudng, phét tri€n thi trudng, phat trién
san pham.

v K&t hop vé phia trude, két hop vé phia sau, két hop
theo chi€u ngang.

» Néu SBU ndm & 6 III,V, VII : Niam giit va duy tri.

v ThAm nhap thi trudng, phét trién sdn pham.

- Néu SBU nim & 6 VLLVIIL, IX : Thu hoach hoic loai
bo.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

2.5. Ma tran chién luge chinh

v Truc tung thé hién mic ting trudng clia nganh.
v Truc hoanh thé hién vi thé€ canh tranh ctia SBU.
v Ma tran dugc chia thanh 4 6 vudng khac nhau.

v SBU nén 4p dung cdc chién ludc uu tién ¥ trén
xuong.
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUGC

L, Gocll

Phat trién thi tru’dng

= Tham nhap thi trudng

= Phat tri€n sdn pham

- K&t hgp theo chiéu ngang
= Loai bt

- Thanh 1y

. Gocl

= Phat trién thi tru’dng

= Tham nhap thi trudng

- Phat tri€n san pham

Ket hgp Ve phia trudc
Ket hop vé phia sau

- K&t hop theo chiéu ngang
- Pa dang hoa tip trung

Goc III
» Giam bét chi tiéu
- Pa dang hoa tip trung.

- Pa dang hoa theo chiéu ngang.

- Da dang hoa lién két
= Loai bét
- Thanh 1y

Goc IV
- Pa dang hoa tip trung.
» Pa dang hoéa theo chiéu ngang.
- Pa dang héa lién két
= Li€én doanh
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A CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

3. Dung ma tran QSPM lua chon chién lugce :

v LAy tit EFE 10 cd hoi va nguy ¢d quan trong.

v Lay tir IFE 10 di€m manh va d€m yé&u quan trong.
v X4c dinh trong s6 cho cdc yé&u td bén ngoai va bén
trong.

v Pua cdc phuong 4n chi€n ludgc vao ma tran QSPM.
v Xdc dinh di€m hﬁ:p dan cia chi/é’n lugc doi V(’ii/méi
yeuto (1 khonghap dan, 2 it hap dan, 3 kha hap
dan, 4 hap dan).

v Tinh tong di€ém hap dan cho titng phuong 4n chién
lugce.
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CHUONG VI

XAY DUNG VA LUA CHON CHIEN LUGC

Cédc yéu td Trong | C4c phuong 4n chién lugc
s0 Mua nha Sdn xuat

cung cAp | nguyén liéu

AS | TAS | AS | TAS

- C4c yéu to bén trong

v Chi phi nguyén li€u tang. 1 4 4 4 4
v Kha ning tai chinh manh. 4 4 16 4 16
v Ning luc dao tao yéu. 2 3 6 2 4
v Hoat dong R&D yéu 2 3 6 2 4
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CHUONG VI ,
XAY DUNG VA LUA CHON CHIEN LUQC

Cédc yéu td Trong | C4c phuong 4n chién lugc
SO Mua nha Sdn xuat
cung cAp | nguyén liéu
AS | TAS | AS | TAS
- C4c y€u t6 bén ngoai
v Nganh NVL ting truéng| 4 4 16 4 16
nhanh. \
vNha cung cidp Alpha| 3 4 12 2 6
muon ban cong ty.
v Chi phi nhdp cong nghé| 3 3 9 2 6
16n.
v Céc d6i thi manh v€ cung | 2 3 6 2 4
ing nguyén licu.
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