CHUONG IX
THUC HIEN CHIEN LUQC

MUC TIEU CHUONG IX
v Biét cdch tri€én khai muc tiéu dai han thanh ngin

han.
v Biét cdch xay dung cdc chinh sdch hod trg muc tiéu.
v Biét cich 4p dung md hinh cd ciu td chitc ph hop.

v Biét ciach xay dung ngan sdch tai chinh.
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CHUONG IX
THUC HIEN CHIEN LUQC

1. Thiét 1ap muc tiéu hang nam

» Muc tiéu hang ndm chi dan hoat dong ctia cdc cd
nhan va bo phan trong doanh nghiép.

- Tri€n khai muc tiéu dai han thinh muc tiéu hang
nam.

v Thiét 14p muc tiéu hang nim cta cdc SBU dé thuc
hi€n muc ti€u coOng ty.

v Thiét 1ap muc tiéu hang nim phong ban dva trén
muc tiéu SBU.
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CHUONG IX
THUC HIEN CHIEN LUQC

Cong ty
Hién tai1 : Ldi nhuan 2 triéu USD/nam.
2 nam t61 : Ld1 nhudn 3,5 triéu USD/nam.
Chién lugc : Phét trién thi trudng.

|
SBU1 SBU2
Hién tai : Lol nhuan 1,5 triéu USD | | Hi€n tai : L1 nhuan 0,5 triéu USD
Muc ti€u tang 0,5 trieu USD/nam | | Muc ti€u ting 0,25 triéu USD/nam

R&D San xuat Marketing Tai chinh
Ph4t trién 2 Tang sdn Chi 0,25 triéu Ting von

mau ma mdéi.| | lugng 20%. quing cédo 0,5 triéu.
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CHUONG IX
THUC HIEN CHIEN LUQC

2. Xay dung chinh sach ho trg thuc hién muc tiéu

2.1. Chinh sach

« Khai niém

v LA nhitng huéng din va quy dinh vé cong viéc cho
nhan vién.

« Tac dung

v Khuyén khich dat dugc muc tiéu chién lugc.

v Pua ra cdc quy dinh vé thudng va phat trong cong
viéc.

v Hudéng dan cong viéc cho nhan vién va gidm thdi gian
can thi€p cua nha quan tri.
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CHUONG IX
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2.1. Chinh sidch cap cong ty

« Muc ti€u cong ty

v Sau 2 nim ting 1gi nhuin 1én 3,5 ty/nam.

- Chinh sach ho trg

v Tu thang 1 ndm nay,OSBUl va SBI?J2 tap trung thuc
hi€n chién lugc phat tri€n thi trudng d€ tang 1g1 nhuan.

v Tu’ thang 1 nam nay, SBUI va SBU2 tdp trung phat
trién thi trudng & chiu A.

v T¥ thdng 1 nim nay, ting von cho SBU1 va SBU2
hang nim dé€ thyc hién chién lugc phat tri€n thi trudng.


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

CHUONG IX

THUC HIEN CHIEN LUGC
2.2. Chinh sidch cap SBU
- Muc tiéu cap SBU

v Phdt tri€n thi trudng ting 10i nhudn 0,5 triéu
USD/nam.

. Chinh sach ho trg

v~ Tu thang 1 nam nay, ting s6 lan quing cdo & thi
trudng chiu A 1én 5 1an/nim.

v Tu thang 1 ndm nay, danh it nhit 65% san lugng sdn
xudt cho thi trudng chau A.

v Tir thang 1 nim nay, tuyén dung cho thi trudng chau A
5 nhan vién/nadm va dam bao nhin vién dugc dao tao 1
lan/nam.
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CHUONG IX
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2.2. Chinh sach cua cac by phin chic ning

 Muc tiéu b phan san xuat

v Tang sdn lugng san xudt 20%/mnim.

« Chinh sach hé trg¢

v Tl thdng 1 nim nay, to sdn xuit nao vugt chi tiéu sé&
duoc thudng 2 $/sdn pham vuct chi tidu.

v Tir thdng 1 nim nay, cong nhian ndo khong ving mit
mot ngay trong nimsé dudge thudng 150 $.

<~ TU thidng 1 nim nay, moi nhan vién phdi ting ca it
nhat 3 l1an/thang.
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THUC HIEN CHIEN LUQC

3. Piéu chinh ¢ ciu tdo chidc
3.1. M6 hinh co ciu té chifc chifc ning
. So do

Gi1am doc

Marketing Nhan su S3n xuit Tai1 chinh
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* Pic diém
v Chia cac hoat dong thanh cac phong ban chitc nang.

v
v

AN

Uu diém

Ph4t trién su chuyén mon héa trong cdng viéc.
Dé tuyén dung va dao tao nhan su.

Nhuge di€m

Su phoi hgp giita cdc phong ban yéu.

Han ché viéc phdt tri€n cdc nha quin tri cap cao.
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3.2. M6 hinh co cau td chifc theo san pham
- So do

Tong gidm doc

GDb. bo gb GDP. M4y tinh GDb.Nudc ngot

Marketing Nhan sy Sdn xuat Tai chinh
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= Pic diém

v Chia c4c hoat ddng theo cdc nhém san pham.

v Mdi nhém sdn phadm giao cho mdt nha quan tri.

v Phit hop véi doanh nghiép c6 nhiéu loai sdn pham.
. Uudiém

v Thu4n tién cho viéc da dang héa sdn pham dich vu.
v Huéng sy chd ¥ va nd luc vio cdc nhém sdn pham.
- Nhugc diém

v Can nhiéu nha qudn tri ¢6 ning lyc quan 1y chung.
v Viéc ki€m tra ctia cAp quan tri cao nhat khé khin.
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THUC HIEN CHIEN LUGC

- So do

Tong gidm doc

.3. M6 hinh co ciu td chidc theo khu vuc

GP. Mién Bic

GPb.Mién Nam

GDb.Mién Trung

Marketing

Nhan sy S4n xuat

Tai chinh
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* Pic diém

v Chia cac hoat dong theo khu vuc dia 1y.

v Moi khu vuc dia 1y giao cho mot nha quan tri.
v Phu hgp vG61 doanh nghi€p ¢6 dia ban kinh doanh 16n.
. Uudiém

v Giao trach nhiém cho cap thap hon.

v Khai thac dudc cdc 1di thé & cdc khu vuc khic nhau.
« Nhugc diém

v Can nhiéu nha qudn tri ¢6 ning lyc quéin 1y chung.
v Viéc ki€m tra ctia cAp quan tri cao nhat khé khin.
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3.4. Co cdu td chifc theo don vi kinh doanh chién
lugc

+ S do Tong gidm doc
| |
SBUI SBU2 SBU3

Sdn xudt | |Marketing | || Nhan sy Tai chinh
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= Pic diém
v Nhom cac hoat dong tuong tu nhau vao cung SBU.
. Uudiém

v Viéc ph4t trién cdc nha qudn tri cAp cao thuin 1di.

v Gitp cho viéc ra quy€t dinh nhanh hon.
» Nhugc di€m
v Lam ting chi phi ti€n luong.

e A o A2 A . v P %
v Viéc ki€m tra cua cip quan tri cao gap kho khan.


http://cuuduongthancong.com?src=pdf
https://fb.com/tailieudientucntt
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3.5. M6 hinh c6 cau té chic theo ma tran
. So do
Giam doc
P. Kinh P. San P. Nhan P. Tai
doanh Xuat su chinh
Gb.Dy an 1 NVKDI— NVSXI1 NVNSI1 NVTCI1
GDb.Duan 27 NVKD2|—+ NVSX2 |—+ NVNS2 [[TNVTC2
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* Pic diém

v Doanh nghiép tham gia vao nhi€u dv 4n kh4c nhau.
v MO0i dv 4n ¢6 nhan vién cia cdc phong ban tham gia.
- Uu diém

v Viéc hinh thanh va gidi thé dé dang.

v Gidp doanh nghiép tham gia nhiéu du 4n khac nhau.
« Nhugc diém

v MAu thuan véi nguyén tic thong nhat chi huy.

v Doi hdi nha qudn tri phai ¢6 trinh do nhat dinh.
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4. Lap ngan sach

= Ngin sdch 12 bdn du todn thu nhip cda chi€n lugc
va nhu cau von cho chién lugc.

* Tac dung cua ngan sach :

v/ La cdng cu d€ huy dong von thuc hién chién lugc.
v’ La cong cu ki€m sodt viéc thuc hién chién ludc.

= Cac loai ngan sach cua chién lugce

v Ngin sdach thu nhip

v Ngin sach ti€n mit.
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5. Piéu chinh hé thong khen thuéng

. Khuyen khich nhin vién thuc hi€n muc ti€u mdi, giup
cong ty thuc hién chién lude thanh cong.

= Cac cong cu khen thuong :

v’ Luong, thudng, phu cap.

v Cong nhin va khen thudng nhin vién c6 thanh tich.
v’ Thing tién.

v" Giao quyén cho nhan vién trong cong viéc.

v’ Tang tinh hap dan cua cong viéc.
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