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Ch V: . en L LA
Hone I. Khai niém va tam quan trong

QUAN TRI CHIEN LUQC 2. Tam quan trong ciia QTCL

= gillp cac nha quan tri c6 dugc nhiing muyc
tiéu mét cach cu the va giup cho nhan vién
€0 tam nhin thong nhat.

Gidng vién: Vii Thi Huong Giang = c4c cong ty c6 hé thdng quan tri. chién lugc
B6 mon Quan tri Nhan sy chit ché co th¢ dat lgi nhuén tai chinh cao
Tel: 0904749588 hon han so véi nhitng cdng ty khdong c6 hé

T thong nay.
Email: giangvth@ftu.edu.vn

I1. Quy trinh Quan trj chién lwgc I1. Quy trinh Quan trij chién lwgc
1. X&c dinh sir mang, muc tiéu, chién lrgc hién tai
20tanieh |y 3thdmh . Su mang: mo ta mot céch ngdn gon nhing muc dich
miitng. | | ma to chirc theo dudi
;;I ;‘;C i“f: + Tam nhin: dinh huéng cho doanh nghiép phai lam
v i 6 Xiydmg | | 7. Trnktai | | 8 i gi gi
luge hién i ddin M cedin ¥ Lagi * Muc tiéu: s€ tré thanh nhimng tiéu chi do luong hiéu
ciath chie luoe foe : 1am vie PP
qua lam viéc cho moi nhan vién
4.Phintich | | 5. Xiodinh + Chién lwgc hién tai: xem nhitng cong viéc dang
ciengutn ye M e nanh vi lam c6 hleu qua khong dé tir d6 6 nhimg thay dbi
diaichin | | Ginva va diéu chinh cho phi hop
II. Quy trinh Quan trj chién luge II. Quy trinh Quan trj chién lugc

2. Phéan tich moi trwong bén ngoai P PO .
+ Cac dbi thu ciia minh dang hoat dong nhu thé nao, 3. Xac dinh co hdi va thach thire
cac van ban luat sap duoc ban hanh s& c6 tic dong » Co hdi (opportunity) la nhitng hudng c6 tac

nhu thé ndo dén tinh hinh cua t6 chie va dic diém A ‘ ~ A 1A A -
cua thi truong lao dong tai noi to chirc dang hoat dong tich .C}IC’ nhimg dieu kién thuan loi cho
dong doanh nghiép.

* Budc 2 két thic khi nha quan tri hiéu rd nhimg gi . ThA , A o1~ . .
dang dién ra trong moi truong bén ngoai va nhan Thach thuc/ de doa (threat) la nhimg huéng co

biét dugc cac xu hudng quan trong o tac dong dén tdc dong tiéu cuc trong mdi truong bén ngoai.
cong ty
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IL. Quy trinh Quan tri chién lwoc

4. Phan tich cac ngudn lyc ciia té chire

+ Cung cap nhiing théng tin_quan trong vé nhiing

nguon luc va kha nang ma t6 chirc do co.
+ Cac nguon lyc cua t6 chirc nhu nguon luc ve tai

chinh, ngudn nhén luc, k¥ nang, trinh d6, cqg s& vt
chat ky thuat, uy tin, thuong hi¢u, bi quyét cong

nghé, cach thuc quanly...

* Nang luyc cor 16i 1a nhitng nguon lyc, kha ndng

giup fao ra gia #i chinh cho 6 chiic, n6 tr¢ thanh
vii kKhi canh tranh hiéu qua cuia doanh nghiép.

II. Quy trinh Quan tri chién lwoc

5. Xac dinh diém manh va diém yéu
+ 3 tiéu chuén nhan dién nhimg kha ning chu yéu cia
DN:
v’Kha ning c6 thé tao ra thém tiém ning dé mé rong
thi phan.
v'’Khé nang cot yéu dé c6 thé dem lai cho khach hang
nhiéu lg1 ich hon tir cac loai hang hda hay dich vu
ma ho da mua. ‘
v'Kha ning ¢6 thé tao ra nhiing san pham ma céc déi
thu canh tranh khong thé sao chép duoc.

+ Vin h6a DN manh hay yéu ciing tac dong khéc nhau
dén chién lugce cta td chic.

II. Quy trinh Quan tri chién lwoc

7. Trién khai céc chién lwoc
Mot ch1en lugc tot con | phu thugc vao cach ma n6

duogc trién khai. B4t ké t8 chtrc d6 da hoach dinh

chién luge hiéu qua nhu thé nao nhung vigc trién
khai chién lugce lai khdng phu hop thi chién lugc
d6 ciing khong thé thanh cong.

8. Panh gia két qua
Kiém tra, danh gia lai xem li¢u chién lugc cuta t6
chure ¢d hiéu qua khong?
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IL. Quy trinh Quan tri chién lwoc

5. X4c dinh diém manh va diém yéu

* biém manh: bat ky hoat déng nao ma to
chirc thyc hién tot hodc bat ky nguon luc
nao c0 tinh dac biét.

. Diém,yéu: céc hoat dong ma t6 chirc khong
lam t6t hoac nhiing nguon lyc t6 chic can
nhung khong cé.

II. Quy trinh Quan tri chién lwoc

6. Xay dung cac chién lrgc

+ Xay dung tat ca cac phuong an chién luoc

* Danh gia va lya chon cac chién luge phu ho‘p
nhét. D6 12 nhirng chién lugce ¢6 thé hd tro va bd
sung 1an nhau

* Budc 6 ket thic khi nha quan tri thiét 1ap duoc
mot chién lugc tot gitp cho té chirc minh c6
duogc nhitng loi thé vuot troi so voi cac dbi tha
canh tranh

II1. Céc cip chién lwge ciia cong ty

Chp cong ty Congty da
nganh

|
[ I 1

Cap nganh kinh Bon vi kinh Bon vi kinh Bon vi kinh

doanh doanh chién doanh chién doanh chién

Iroc 1 Iroc 2 lroc 3

Cép chirc nang [ I % T |

Nghién ciu & San xuat Marketing Nguon nhan Tai chinh
phat trién lwe
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1. Chién lwogc cip cong ty

Do bo phan quan Iy cao nhit vach ra nham
xac dinh nhitng Iinh vue kinh doanh ma doanh
nghiép nén tham gia hodc muon tham gia vao.

Xac dinh cach thirc ma doanh nghiép sé tién
hanh hoat dong va vai tro cia mdi don vi kinh
doanh trong doanh nghiép trong viéc theo
dudi cach thie hoat dong do.

1. Chién lwge cap cong ty
a. Chién lwgc on dinh
* Cong ty khdng c0 nhitng thay dbi dang ké vé san
pham, dich vy, thi truong, khach hang...
Phd bién trong cac cong ty quy mo vira va nhé hay
cac cong ty do gia dinh quan ly
* Theo dudi chién luoc 6n dinh khi:
v'hoat dong ciia cong ty la thoa dang va mdi truong
¢6 vé on dinh va khong thay doi
v'cam thiy rat e dé khi chuyén sang hoat dong
nhitng linh vuc khac va s& tiép tuc nhitng linh vuc
dang lam.

1. Chién lwge cap cong ty
b. Chién lwgc tang truong

“ting trwedong tip trung (mé rong tap trung)

= Cong ty hoat dong trong mét nganh duy nhét

» Bién phap:Tang truéng thdng qua chinh céc hoat
doéng kinh doanh cta minh

/Téng doanh sé ban hang, ning lyc san xuét va
ngl‘lén nhan lyc trong ndi bo cdng ty, mé rong thi
phan, thi truong.

v'Thiét 1p cong ty moi hay chudi cung tmg/ phan
phoi (md hinh cdng ty me, cong ty con).
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1. Chién lwgc cap cong ty

Piém manh —
cé gia tri CLworc tang truwéng
Tinh :
cua
doanh e
3 a2
ks ;%Q
e
Piém yéu m
Nhiéu ; a: N Nhiéu de
5 hoi Tinh trang méi trurong doa

4 /4

1. Chién lugc cap cong ty
b. Chién lwgc tang truong

* nhdm tim kiém nhiing cach thirc dé lam ting mirc do
hoat dong cua t0 chuc dya trén diém manh cua
doanh nghiép va mdi truong bén ngoai nhiéu co hoi

* bao gém viéc tang cudng nhiing bién phép gia ting
vé mit s6 lugng nhu doanh s6 ban hang, s6 lugng
nhén vién va thi phan

= Tang trudong cO thé dat dugc thong qua viéc mo
rong truc ti€p, hdi nhdp doc, hdi nhap ngang hodc da
dang hoa.

1. Chién lwoge cap cong ty
b. Chién lugc tang truong

+H¢i nhap doc

= N& luc danh 1iy quyén kiém soat dau vao (hoi nhap doc
nguoc chiéu) va dau ra (hoi nhap doc thuan chiéu) hodc
ca hai

= Trong héi nhap doc nguge chiéu, td chirc ¢b ging gianh
lay quyén kiém soat dau vao bang céch trd thanh nha
cung tng chinh.

= Trong hoi nhap doc thuan chiéu, t§ chirc tim céch ting
trudng bang cdch mua lai, nam quyén s¢ hiru hoac tang
sur kiém soat dbi voi cac kénh chirc ning tiéu thu
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1. Chién hroe cap cong ty
b. Chién luwgc tang truong

+*H¢i nhap ngang

= Cong ty két hop vé6i cac cong ty khac trong
cling mot nganh dé 1am cho minh manh hon

= Tuy nhién, phap luat canh tranh va chdng
déc quyén trong nén kinh té thi trudng cd xu
hudng han ché loai chién lugc nay

1. Chién lrge cip cong ty
c. Chién lugc suy gidm

= Thu hep qui md thi truong hodc muc do da dang
cac hoat dong cua cbng ty dé thi _truong tang
trong mot phan nganh s& gidp giam 16.

= T6 chirc s& theo dudi chién luoc suy giam khi

mAi truong nhleu de doa ma doanh nghiép lai ¢
nhiéu diém yéu:

v'su canh tranh gay git trén pham vi toan cau
v'viéc bdi bo cac qui dinh anh huong dén hoat

dong cua ho hodc budgc ho t6t hon nén tap trung
vao mot s6 hoat dong chinh.

2. Chién hrge cip nganh

* X&c dinh cach thirc mot cong ty canh tranh trong
timg linh vuc hoat dong ctia minh.

« Pon vi cia chién luge canh tranh: nganh kinh
doanh/don vi kinh doanh chién lugc (SBU —
Strategic Business Units)

*+ Pbi v6i cac cong ty nho chi hoat déng trong mot
nganh kinh doanh, hay nhiing cong ty lén khong
phan chia hoat dong kinh doanh theo nhleu loai san
pham hay thi truong khac nhau, thi chién lugc cip
nganh triing voi chién lugc cip cong ty.
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1. Chién lwgc cip cong ty
b. Chién lwgc ting truong

“Pa dang hoa

= Da dang hoéa tdp trung: tang truéng thdng
gua viéc sat nhiap hoac mua lai cac cong ty
kh&c hoat dong trong cung mét nganh

* Pa dang hoa té hop: ting truong théng qua
viéc sat nhap hodc mua lai cac cong ty hoat
déng trong nhitng nganh khac nhau

1. Chién lugc cip cong ty
d. Cong cu phan tich BCG
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2. Chién lwgc cAp nganh
a. Co so cua chién lugc canh tranh

= Ciu tric nganh KD: manh -> tao stc ép lén KH
v'Cu tric nganh kinh doanh quyét dinh dén lgi
nhuén dai han cua nganh
v/Cau trac nganh kinh doanh khac nhau c6 ty
suat loi nhuan khac nhau
* Vi thé twong ddi trong nganh: Bé xac dinh stc
manh tuong d6i cia DN s0 v6i d6i thi canh tranh
can phan tich nganh kinh doanh (sir dung mé hinh
5 lugc lugng canh tranh cia M. Porter)
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2. Chién lwgc cAp nganh
b. Vai tro cua lgi thé canh tranh

= L& nhimg loi thé riéng biét 1am cho cong ty tre
nén noi trdi

= Loi thé riéng biét co duge tir kha nang canh tranh
cbt 16i cuia doanh nghiép, do 1a kha nang doanh
nghiép cO thé lam dugc hodc lam duogc tét hon
nhitng viéc ma céc doanh nghiép khac khong lam
duoc

= Nguén hinh thanh 1gi thé canh tranh; nguén luc
cua cdng ty nhu nang lyc quan tri, chat lugng san
pham...

2. Chién lwgc cAp nganh
b. Vai tro cua lgi thé canh tranh

* 5 luc lugng canh tranh sg quyét dinh strc hz‘ip dan
cling nhu kha nang thu dugc loi nhuén ctia nganh
do

* Mot loi thé canh tranh dugc tao ra tir murc chi phi
thap hon cac dbi thu trong nganh hoac tir nhiing
dlem khac biét so véi dbi thu =>chon 1 trong 3
chién lugc sau: chlen luoc chi phi thip, chién lugc
khac biét hda va chién lugc tap trung.

« Pé dat dugc lgi thé canh tranh €0 thé phan tich
SWOT hodc str dung md hinh chuoi gia tri.

2. Chién lwgc cAp nganh
b. Vai tro cva lgi thé canh tranh

Chubi gid tri ciia M.Porter

Cac Ha tang quan Iy cua doanh nghiép
hoat (aly he .ahé w, KH)
déng
hé tr

Mua sam (Khéng bao gém nguyén vat liéu)
(thiét bi, may méc, quang cao, dv tu van)

Day chuyén gld tri (Value-chain)

Cac hoat déng chinh
orer
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2. Chién hrge cAp nganh
b. Vai tro cua loi thé canh tranh

M6 hinh 5 lwe lwgng canh tranh cia M.Porter

DPOI THU MOL
TIEM AN
‘*ﬂ' -ln oo zaks bitn cbe

’E D“';,:*;f sy
E = @ /L. E él ol
t%;**-:‘-l‘ gg‘

SAN PHAM
THAY THE

2. Chién hrge cAp nganh
b. Vai tro cua lgi thé canh tranh

«*Phéan tich SWOT

SWOT S '\
O SO ow
T ST WT

* SO: léy diém manh dé tan dung co hoi

+ OW: khic phuc diém yéu dé tan dung co hoi

+ ST: liy diém manh dé d6i phd véi de doa

« WT: ¢6 nhiéu diém yéu, lai gip phai nhitng de doa

2. Chién hrgc cAp nganh
c. Cac chién lugc canh tranh

+% Chién lwge chi phi thip

= Doanh nghiép theo dudi viéc san xudt véi chi
phi thap nhat trong nganh thdng qua cac hoat
ddng chirc nang (nhu giam chi phi nguyén vat
liéu, chi phi quan ly, giam luong phé pham, ...)

= Piéu kién thi truong:
+ San pham khdng c6 nhiéu sy khac biét
+ Thi truong rong va trong ddi dong nhét
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2. Chién luwge cap nganh
¢. Cac chién luwogc canh tranh
+ Chién lwge chi phi thip

Chi phi cAc hoat dong bi anh hudng bai 10 yéu t:

v Quy mo san xudt

v'Kinh nghiém

v/ Cong ngh¢ “cting”

v'Su lya chon chinh sach

v Céch thire khai thac ning luc san xuat

v Co cAu té chirc

v/ Cong nghé “mém”

v Mirc do lién két + su an khép cac hoat dong
v'Sy chia sé hoat dong

v Dia diém

2. Chién hrge cAp nganh
¢. Cdc chién lwoc canh tranh

<+ Chién lugc kKhéc biét hoa
= Loi thé khéc biét hoa:
v'San phdm dic biét

v'San pham hdn hop

v'Lién két voi cac hang khac
v'Cé biét hoé san pham

v'Sy phirc tap cua san pham
v'Marketing san phim

2. Chién lwgc cAp nganh
c. Cac chién lugc canh tranh

% Chién lwoc khac biét hda
» Loi thé khéc biét hoa:

v'Lién két giira c&c chirc nang (R&D, phét trién san

pham va marketing)
v'Thoi gian
v'Dia diém
v'Danh tiéng
v'Dich vy va hd tro khach hang
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2. Chién hrge cAp nganh
¢. Cdc chién lwoc canh tranh

<»Chién lwgc khac biét hoa

= COng ty cung cap nhitng san pham doc ddo duoc
déng dao khach hang danh gia cao

® Thé hién thdng qua viéc san pham O chat luong
cao hon han, hay viéc cung cap dich vu dic biét,

dua ra kigu dang moi mé, cong nghe dot pha hay
nhiing biéu tugng thuong hi¢u mdi la.

= Didu kién thj truong:
* Thi truong khéng dong nhat
* San pham c6 su khac biét

2. Chién lwge cAp nganh
¢. Cdac chién lwoc canh tranh

+%Chién hroc tap trung nhim vao:

= Loi thé vé chi phi (tap trung dwa trén chi phi
thap)

= Loi thé khéc biét hoa (tap trung dua trén khéc
biét hoa)

= Muc tiéu: khai théc dugc hét tiém niang cua 1
phan doan thi truong hep dua trén sb6 lugngsan
pham, loai nguoi tiéu dung cudi cung, kénh
phan phéi, hoac vi tri dia ly ctia ngudi mua.

2. Chién hrgc cAp nganh
c. Cac chién lugc canh tranh

+%Chién lwge tip trung

Binh vi chién luge

Chi phi thap Khac biét hoa
Réng B

Chi phi thap Khac biét hoa

(Cost Leadership) (Differentiation)
Pham

Vi . Tap trung dwa

canh Tap trung dwa || trén khac biét
tranh trén chi phi hoa

Cost — based Focus Differentiation —

based Focus

Hep
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2. Chién hrge cAp nganh
¢. Cdc chién lwoc canh tranh

% Chién luoc bi ket & giira

* Bi ket ¢ giira la khi cong ty khong co dugc loi
thé vé chi phi thap hay khéac biét héa. Do la
nhitng doanh nghiép gap kho khan trong viéc dat
duoce thanh cong dai han.

= Cac cong ty thanh cong thudng gip réc réi khi ho
vuot qua nhitng loi thé canh tranh von c6 cta
minh va cudi clng bi mac ket ¢ giira.
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3. Chién luoc cap chiic ning

= Nham thyc hién chién lugc cdp nganh kinh
doanh

= Pbi v6i cac doanh nghiép tir 1au da c6 nhing
phong ban chirc ning nhu san xuét, marketing,
quan ly nhan sy, nghién ctru va phét trién,
phong tai vu...thi nhitng chién lugc ciia cac
phong ban nay la nhim dé thuc hién chién
luoc cap cong ty
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