CHUONG VII
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MUC TIEU CHUONG VII

v Hié€u y nghia clia chién lugc cip cong ty.
v Biét cdc chién lugc cip cong ty thong dung.

v Bié€t cdch 4p dung cdc chién lugc cap cong ty.
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CHUONG VII

CHIEN LUGC CAP CONG TY

1. Y nghia cia

chién lugc cap cong ty

- Chién lugc cap cOng ty gitip nha qudn tri xdc dinh :

+ Nganh kinh ¢
» Nganh kinh ¢

loanh nao can ti€p tuc.

loanh nao can loai bo.

» Nganh kinh ¢

loanh nao nén tham gia.
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2.

_ CHUONG VII
CHIEN LUQC CAP CONG TY

Céc chién luge tang trudng tap trung

2.1. Chié€n luge xAm nhap thi trudng
- Pic diém

v

Tang thi phan cho_cdc san pham hién cé & trudng
h1en tai bing cdc nd luc vé marketing.

- Bién phap

Mua lai d6i thii canh tranh clng nganh d€ ting
truéng.

Ting sO luong nhan vién ban hang, cac hoat dong
khuyé&n mii, quang cdo va quan hé cong chung

Khuyén khich khach hang su dung san pham nhiéu
hon hay thay th& sdn pham khi dén han.
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_ CHUONG VI
CHIEN LUQC CAP CONG TY

Ap dung khi

Thi trudng con nhiéu tiém ning, nhu cau tiéu thu 16n.
C6 thé ting mifc do st dung clia khich hang hién tai.
Doanh thu cla cdc doi thi canh tranh chd yéu gidm
nhung doanh thu toan nganh van tang.

Doanh s6 ty 1& véi chi phi khuyén mai va quang c4o.

v Hiéu qud kinh t€ theo quy md dem lai 1gi thé canh

tranh.
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_ CHUONG VI
CHIEN LUQC CAP CONG TY

2.2. Chién luge phat trién thi truong

- Pic diém

v Pua cdc sdn phAm hién c6 vao tiéu thu & cdc khu vuc
dia Iy méi.

- Bién phap

v St dung nha phan phdi dai dién ¢ khu vuc méi.

v Tu x4y dung hé thong phan phoi si va 1& 3 khu vuc
mdi.
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~ CHUONG VII
CHIEN LUQC CAP CONG TY

Ap dung khi

C4c kénh phan phoi mdi nhiéu, tin cdy, chi phi thap.
Ton tai cdc thi trudng mdi nhi€u ti€m ning, chua
dugc khai théc.

Ning luc sdn xudt ctia doanh nghiép du thira.

Doanh nghiép thanh cong va cé vi th€ manh & thi
truong hién tai.

Doanh nghiép c6 ngudn lyc tai chinh va nhan luc dé
md rong hoat dong.

Nganh kinh doanh hdi nhdp véi thé gidi, m§ rong
pham vi toan cau.
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. CHUONG VII
CHIEN LUQC CAP CONG TY

2.3. Chién lugc phat trién san pham
- Pic di€m

v C4i tién cdc sdn pham hién c6 d€ ban & thi trudng
hién tai nham ting doanh thu.

- Bién phap

v Thay doi ki€u d4dng, mau sic clia sadn pham.

v B0 sung tinh ning, cdng dung cho sdn pham.
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. CHUONG VII
CHIEN LUQC CAP CONG TY

« Ap dung Khi
v Hoat dong R&D cua doanh nghi€p manh.

v Doanh nghiép kinh doanh trong nganh cé t6c dd ph4t
trién cong nghé nhanh.

v Céc sdn pham tirng dudc khiach hang wa chong & giai
doan bao hoa.

v Doanh nghi€p kinh doanh trong nganh ting trudng
nhanh.

v C4c doi thd canh tranh chd y&u dua ra cdc sdn phadm
t0t hon vdi gid canh tranh.
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_ CHUONG VI
CHIEN LUQC CAP CONG TY

3. Cac chién lvge hoi nhap

3.1. Hoi nhap vé phia truéc ( Forward integration)
- Pic di€m

v Tién t6i sG hitu hoic ting cudng ki€m sodt cdc nha
phan phoi hodc bén 18.

- Bién phap

v Chuyén sang tu phan phoi san pham, x6a bd su 1&
thudc vao nha phan phoi.

v Mua lai nha phin phoi cla cong ty.
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~ CHUONG VII
CHIEN LUQC CAP CONG TY

= Ap dung Kkhi

v Nha phan phoi doi hoi chi phi cao hay ning luyc cla
nha phan phoi yéu.

v S0 lugng cdc nha phan phoi c6 ning luc trén thi
trudng han ché.

v Céc nha phan phoi hién tai dat 16i nhuan cao.

v Nganh dang ting trudng va ti€p tuc ting trudng.

v Doanh nghiép c6 di nguodn luc vé tai chinh va nhin
lyc d€ hoi nhap.
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CHUONG VII
CHIEN LUGC CAP CONG TY

3.2. Hoi nhap vé phia sau ( Backward integration)
- Pic di€m

v Tién t6i sG hitu hoic ting cudng ki€m sodt cdc nha
cung cip cliia doanh nghiép.

- Bién phap

v Chuyén sang tu cung cip vat tu, x6a bd su 1& thudc
vao nha cung cap.

v Mua lai nha cung cp clia cOng ty.
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CHUONG VII
CHIEN LUQC CAP CONG TY

- Ap dung Kkhi

Nha cung cidp khong di ning luc hoidc ¢6 chi phi cung
ung vat tu cao.
Cdc nha cung c4p hién tai dat 1¢1 nhuan cao.

Doanh nghi€p c6 du nguon luc vé tai chinh va nhin
lyc d€ hoi nhap.

Doanh nghiép hoat dong trong nganh ting trudng
nhanh.

So lugng cac nha cung cap trén thi trudng it.

On dinh chi phi sdn xuat dem lai 1gi th€ cho doanh
nghiép.
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CHUONG VII
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3.3. Hoi nhap theo chiéu ngang (Horizontal
integration)

- Pic di€m

v Tim cdch s hitu hoic ting cudng ki€ém sodt doi thd
canh tranh d€ ting trudng.

« Ap dung khi

v Doanh nghiép c6 vi th€ canh tranh tot.

v Nganh kinh doanh ting trudng nhanh.

v Doanh nghi€p c6 nang luc tai chinh va nhan luc.

v Lgi thé theo quy mo6 dem lai 19i thé canh tranh.
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CHUONG VII
CHIEN LUGC CAP CONG TY

4. Cac chién lugc da dang
4.1. Chién lugc da dang héa dong tAm
- Pic di€m

P N A s », ° A A A A

v Phat tri€n san pham mdi c6 lién hé vé cong
A /e * / /(7 A /

nghé véi cac san pham hién cé.
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CHUONG VII
CHIEN LUGC CAP CONG TY

. Ap dung Kkhi

v Nganh kinh doanh ting trudng thap.

v C4c sdn phim hién c6 dang & cudi vong ddi sdn
pham.

v B0 sung thém cdc sdn phAm mdi gitp cong ty ting
doanh thu.

v C4c san phAm mdi c6 thé chio bdn véi gid cao.

v C4c sdn phdm mdi khic phuc tinh thdi vu, cin
bing doanh s6 cho doanh nghiép.


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

CHUONG VII
CHIEN LUGC CAP CONG TY

4.2. Chién lugce da dang héa theo chiéu ngang

- Pic diém

v Ph4t tri€n sdn phadm méi khong ¢ lién hé vé
cong nghé vdi cic sdn pham hién c6é cho khich
hang hién tai.
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CHUONG VII
CHIEN LUGC CAP CONG TY

= Ap dung khi
v Doanh nghi€p hoat dong trong nganh canh tranh
gay git hodc ting trudng thap.

v Dung kénh phan ph6i hién c6 dé€ gi6i thiéu sdn
pham mdi t6i khach hang hién tai.

v Doanh thu cda cdc sadn pham hién tai ting bdi bod
sung cic san phAm mdi.
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CHUONG VII
CHIEN LUGC CAP CONG TY

4.3. Chién lugc da dang héa hon hgp

- Pic di€m

v PhétNtrié’n san phAm mdi khong cé lién hé vé cong
nghé 1an thi trudng vdi cdc san pham hién co.
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CHUONG VII
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: Ap dung Kkhi

v Doanh s6 va 1¢i nhudn hang nim cua nganh kinh
doanh giam.

v Doanh nghiép c6 ning luc tai chinh va quin 1y dé canh
tranh thanh cOng trong nganh mdai.

v Doanh nghiép c6 thé mua mot cdng ty trong nganh
mdi.

v Khi nganh bao hoda va ¢6 cdc nganh mdi c6 ty suit 1di
nhuin cao.
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CHUONG VII
CHIEN LUGC CAP CONG TY

5. Cac chi€n luge huéng ngoai
5.1. Chié€n lugc sat nhap va mua lai

- Sat nhap ( Merge) : Hai hay nhiéu cong ty két hop véi
nhau tao thinh mot cong ty duy nhit ¢ t6 chiic mdi.

= Mua lai (Acquisition) : Khi cong ty mua lai mot doanh
nghiép khdc nhim bo sung thém Iinh vuc hoat ddng cho
cong ty.

- Sat nhdp va mua lai 1a 2 chi€n lugc thich hgp dé dat
hi€u qua theo quy mo, ting ning luc canh tranh va mdé ra
con duong khai thac cd hdi th truGng mdai.
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CHUONG VII
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5.3. Chié&n lugc lién doanh ( Joint venture)

- Pic di€m

< Khi hai hay nhi€u cong ty hop tic v6i nhau khai thic cd
hdi kinh doanh ma mot cong ty khong du ngudn luc.

v Cédc @61 tdc thudng thanh 1ap mot doanh nghiép lién
doanh doc lap véi cong ty ri€ng cua ho.

= Cac hinh thic lién doanh

v Lién doanh qudc t&€ d€ vuot qua rdo cin vé luat 1€, viin
hoa.

v Lién doanh d€ cé du tai chinh thuc hién 1 chién ludc.

v L1€én doanh gitta cac bén c6 nang luc khac nhau.
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CHUONG VII
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5.4. Chién lugc nhugng quyén sing ch& va thuong
hiéu

- Nhu'ong quyén siang ché& (Licensing) : Cho phép
doanh nghiép & nudc khdc sdn xudt va bdn mot sdn
pham. Doanh nghiép dugc nhugng quyén phdi trd phi
cho viéc chuyén giao cong nghé.

- Nhugng quyén thuong hiéu (Franchising) : Cho
phép doanh nghi€p khic md cua hang ban 1€ mang
thuong hiéu cua minh. Doanh nghiép dugc nhugng
quyén phai trd phi cho viéc nhugng quyén.

+ Ap dung khi : thuong hiéu ndi ti€ng nhung khong dd
nguon lyc d€ dau tu vao qudc gia khic hodc & khu vuc
dia 1y m&i nhu cau chua hap din d€ dau tu truc tiép.
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5.5. Chié€n lugc thué ngoai ( Outsourcing)

- Pic diém

v Khi doanh nghiép thué cac don vi chuyén nghiép bén
ngoal thyc hieén mot s6 hoat dong trong chudi day
chuyén gié tri.

- Ly do thuc hién chién luge thué ngoai

v Cac don vi b/én ngoai thuc hién/l s6 hoat dong cula
doanh nghi€p t6t hdn hay chi phi thap hon.

v Doanh nghiép mudn tip trung cho cdc hoat dong phat
huy ndng lyc c6t 101 dé€ tao 1g1 thé canh tranh.
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6. Cac chién luge suy giam

« Ap dung khi

v Can sip x€p lai cong ty sau khi ting trudng nhanh.

v Nganh khong con ting trudng dai han va cé 1di
nhuan.

v Cong ty cé cdc cd hoi kinh doanh khdc hap dan hon.
v Nén kinh t&€ khong 6n dinh.
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6.1. Cat giam chi phi
- Pic diém

v Gidm bét chi phi va tai sdn d€ kim him suy gidm vé
doanh thu va 101 nhuin.

- Bién phap

v Giam thué mudn, sa thai nhan vién.

° / /() N\ / / A * A
v Loai bo cac san pham va may méc khong hi€u qua.
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6.2. Chié&n lugc loai bo
- Pic diém
v Ban mot trong cac SBU kinh doanh kém hi€u qua dé

tap trung nguon Iuc cho cdc SBU khéc hoic dau tu vao
linh vyc méi hap dan hon.

- Bién phap
v Ban SBU kinh doanh khéng hiéu qua.

v B4n SBU trong nganh khong cé trién vong hoic
khOong dya trén nang luc 101.
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6.3. Chién luge thu hoach
- Pic di€ém

v Tim céch t6i da hod luogng tién miit cho cong ty.
- Bién phap

v Giam bét lugng cong nhan vién.
v Giam chi phi mua nguyén liéu.

v Giam gia ban.
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CHUONG VII
CHIEN LUGC CAP CONG TY

6.4. Chién lugc giai thé

- Pic di€m

v B4n toan bo tai sdn clia cong ty hodc ting phan tai
san cua cong ty.

: Ap dung Kkhi

v St dung chién ludc gidm chi phi hodc thu hdi vén
khong thanh cong.

v C6 d6ng trdnh dugc ton that khi bdn tai sdn clda cong
ty.

« Chi con phuong dn duy nhat 1a gidi th€, ban tai sin dé
thu tién.
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7. Chién Iuvgc hon hgp

- Pic di€m

v Doanh nghiép két hdp thuc hién 2 hay nhi€u chién
ludc cung luc.

. Ap dung Kkhi

v Doanh nghiép c6 nhi€u SBU khéc nhau.

v Doanh nghiép c6 dd ngudn Iyc thyc hién nhi€u
chién lugc.
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