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Chuong chin: Thyc hién chi€n luge

M4t nhiéu thdi gian hon

Khé khin khong dugc tru liéu trude

Phdi hgp thuc hién khong hiéu qua

Canh tranh va cdc r6i loan trong t& chiic lam nha quan tri khong d€ y t6i

thuc hién chién ludc

e o Nhitng khd ning nhin vién cin t6i khdng di
e o Huan luyén gido duc khong du
e o Khong kiém sodt dugc ngoai vi tic dong
e ¢ Linh dao va diéu khi€n cip bo phan khong diy dd
e o Nhitng nhiém vu, hoat dong then chdt khong thuc hién xdc dinh chi ti€'t
e o Hé thong thong tin khong thuc hién dd vai trd cia minh
Tuén thu:
e o Truyén dat cho ti't cd nhian vién ma k& hoach tdc dong, bio mat
e o Y ki€n, khdi niém phdi c6 muc dich ding, dugc thio mot cach thuyét phuc
e o Sy cam két tham du clia nhan vién phai dat dugc
e o Nha quén tri cung cip dd ngudn luc cho dy 4n
e e Qudn tri vién phdi dit ra muc tiéu thy hién k€& hoach, gitt mot hd sd thuc
hién

Doi chi€u® thi€t 1ap va thuc thi

Thiét 1p chi€n lugc dit vi tri cdc ngudn lyc trude hanh dong
Thyc thi chié€n lugc thi quan tri cidc ngudn luc trong cong viéc
Thié€t 1ap chié€n lugc nhan manh dén sy hiéu qua tai chinh

Thuyc thi chi€n lvgc nhan manh dén hiéu qua tic dung

Thié€t 1ap chién lugc co ban 1a mot qud trinh tri thifc

Thuyc thi chié€n luge 12 mot qué trinh hoat dong

Thiét 1p chi€n lugc doi hdi k§ ning vé phan tich va truc gidc tot
Thuc thi chié€n luge doi hdi k§ ning lanh dao, khuyé&n khich cé vii
Thiét 1ap chi€n lugc can sy hgp tic clia mot s& cd nhin

Thuec thi chi€n Iude thi cAn sy hop tdc clia nhiéu ngudi.

Phan mét vé quan tri

I. X4c dinh muc tiéu ngin han

Hoat dong phan tdn, chAp nhan va gidn bé giita cdc ngudi.

Co s6 cho sy phan phdi cdc ngudn luc



Hé thong thi bt muc tiéu

Co ch& chi y€u ddnh gid cdc quan tri vién
Cong cu chinh ki€m so4t ti€n trién theo mic tiéu dai han
Lap ra vu ti€n td chifc cdc bd phan va phong ban
DPugc nhin thitc k§, hd tr¢ dai han va hd trg cdc chi€n lugcthyc hién

Muc tiéu dai han:

ting gAp doi thu nhap tr 2-4 triéu USD) ‘

Bo phian mot Bo6 phian 2 B0 phan 3
Muctiéu hiing nim Muctiéu hiing nim Muctiéu hiing nim
40% 40% 50%
Nghié cifu phat San xuat Marketing Tai chinh Nhan luc
trién . Muc tiéu hiing Muc tiéu hiing Muc tiéu hiing Muc tiéu hiing
Muc ti€u hang nim nim nim nim
nam
Mua hang Quang cio Ki€m toan
Chat lugng Khuyé&n mai Hoach to4an
Ki€m soat Giao t& Pau tu
Gii hang Nghién ciru Céc khoan thu
Vén luin chuyén
Dy tinh vé thu nhip ciia cong ty
Nam 2002 2003 2004

Thu nhdp b phdn |

Thu nhdp b phan Il

Thu nhdp b phan 111

cong

I1. Xay dung cac chinh sach

Chinh sdch 1a nhitng nguyén tic chi dao, nhitng phuong phép, thi tuc, qui tic hinh
thitcva nhitng cdng viéc hanh chinh thi€t 14p hd tr¢ muc tiéu. Cong cu cho viéc thy thi

c4c chién ludc,

Chinh sach quan tri
[ ] [ ]
[ ] [ ]

Pua ra hoi thdo ban luin gidi han hay md rong phat trién quan tri
Tap trung hay phan tdn hoat dong hu&n luyén nhin vién
Tuyén dung thong qua co quan lao dong, bdo, dai hoc




e o Thing ti€n chic vu tr ndi bd hay thué mudn tir bén ngoai

e o Thing ti€n trén cd s§ thanh tich hay cd s& thim nién

e o Gin chi phi qudn tri v6i cdc muc tiéu dai han hay muc tiéu hing nim
e e Puaracéc lgiich cho s6 it hodc sé nhiéu cho nhan vién

e o Thuong lugng truc hay gidn ti€p v6i nghiép doan lao dong

e o Uy quyén vé6i nhitng chi phi 16n hay duy tri quyén luc & trung uong
e o Cho phép nhiéu, mot s& hay khong 1am thém

e o Thi€t lap mic dy trit an toan cao hay thap

e o Sy dung mdt hay nhiéu nha cung cap

e e Mua, thué, cho thué thi€t bi SX m&i

e o Nhin manh d&n qudn tri chi't lugng hay khong

e o Thiétlap nhiéu hay mot s6 tiéu chuan SX
e o Hoatddng mot, hai hay ba ca
e o Ngin cén viéc st dung thong tin cho muc dich cdnhan

II1. Phan bé cdc ngudn luc

Toan bd cic ngudn luc theo nghia rong, khong gi thanh cong hon khi phan bd céc
ngudn luc phit hgp muc tiéu.

1. P4nh gia nguén lyc

Panh gid d€ c6 s6 lugng va chit lugng can thiét, c6 dd ngudn luc khong?

e o Su cam ké&t ciia doi ngii nhan vién: chit lugng cao khic phuc thi€u hut
nhd. Nhin vién lam gi khi ¢4 nhan thanh c6ng thi toan cong ty thanh cdng, nha
quén tri ding nhiéu phudng sich dong cd khuyén khich dé c6 tinh thin tot

e ¢ Tinh than thyc hién: hing hdi phan dau thanh tich c4 nhin ciing 12 thanh
tich ctia t6 chitc, d& nhan dudc sing ki€n thay ddi thy hién, ban tron chi't lugng
nhu Nhat, y thic Iam viéc t6t hon chit khong phdi lam theo 1énh cia cip trén

e ¢ Diéu chinh nguén lyc: 13 viéc clia linh dao cao nhit, cdn bd quan tri,
nhan vién phong ban. Lién quan dén sd lugng va chat lugng clia ngudn luc, tay
nghé trinh d6 chuyén mon

e ¢ Dim bdo ngudn lyc: cira sd chién luge chi md ra trong thdi gian ngidn nén
phai ddm bdo thuc hién ci cira s6 dong lai.

- Phan bd ngudn von: ra sodt lai dinh huéng tdng quéat — phan tich nhu cdu vé vén —
phan tich c¢d ciu tai chinh cla doanh nghiép - ddnh gid cdc ngudn luc von khic nhau -
chon mot hoit nhiéu ngu6n von trén

- Ngan sach: quy tién mit, quy vé von, quj vé doanh sd, ton kho, du todn, chi phi
khac.

[ Ve A A?
IV. Quan tri cAc miu thuan



Ngudn lyc canh tranh tao ra mau thudn — su phu thudc cdc muc ti€u tao ra mau thuin
— mau thudn 13 sy bat ddng clia hai hay nhiéu bén v& mot van dé. Viéc dé ra muc tiéu
hiing nim c6 thé dua d&€n mau thuin vi cdc cd nhin mong nudn va nhin thitc khic
nhau, cdc chudng trinh tao ra 4p luc, tinh cdch khong tuong hgp, cAp trén va cip cd s
hi€u lam.

e o Chi trong thuc hi€n trao ddi

e o Lucchon trao ddi

e o Gidiquyé&t hiu qud roiloan d&n thanh tich clia cong ty

e e Mau thuin khong phéi lic nao cling xau, khong c6 dé bang quan, thd ¢

e o Maiu thuén gitip cic nhém canh tranh nha quan tri nhin ra phat sinh
e ¢ Lingtranh miu thudn — trung hod hay ddi dau, tuy tinh hinh cong ty

V. Gian c6 ciu véi chién luge

Thay d6i trong chi€n lugc thudng doi hdi thay ddi cd ciu trong cong ty do:
e o (Cdciurang budc cich thic cdc muc tiéu va chinh sdch sé& dugc thi€t 1ap
e o Thay d6i trong chi€n lugc doi hdi thay ddi trong cd cAu rang budc cich
thitc va ngudn nhén lyc phan chia.
Nhu vay cd ciu cong ty nén thi€t k€ tao diéu kién theo nhitng theo dudi trong chién
lugc.
M&i quan hé cd cau _ chién ludc

Chién lugc méi dugc »| Cécvin dé qudn trj »| Thanh tich cong ty sut
thi€t 1ap mdi xuit hién gidm
Thanh tich cong ty cai Mot co ciu t6 chifc
B thién B mdi dudc thiét 1ap

e o Khong c6 mdt hay cho co ciu t6 chitc t6t cho mdt chi€n ludc cu thé, hay
cho moat loai cong ty.
Mo hinh ban linh dao c6 thé chon:

1. Co cAu chifc niing
e e S dung rong rdi nhdt_theo chifc ning hay tip trung hod_don gidn it ton
kém
e o Cdc chifc ning: San xuat, di€u hanh, ti€p thi, tai chinh k€& todn, nghién citu
phét trién, hé thong thong tin
e ¢ Chuyén mon hod lao dong, hiéu qud, gidm nhu ciu hé thdng quan 1y phic
tap, dua ra quyé&t dinh nhanh chéng



e o Nhugc di€ém: gin trich nhiém cda cip trung wong, gidm co hoi phat trién
nghé& nghiép, tinh thin dao ditc thip, miu thuin cip cao vdi cd sé, uy quyén
kém, dy tri k& hoach khdng day da.

2. Cd cau b phan

e o Thic diy nhin vién, kiém sodt hoat dong, va canh tranh thanh céng &
nhitng vi tri khdc nhau. Trach nhiém rd rang, nhin vién nhan thiy rd hiu qua,
hé qua din tdi 12 dao dic tot, tao cd hdi phat trién nghé nghiép, gia ting sin
phd&m méi, moi trudng t8 chirc canh tranh tot.

e e Theo khu vyc dia 1y, sdn phdm dich vu, khdch hang, quy trinh. Pugc thy
hién § trung vong va bd phan (*)

e o (o cau bd phan ton kém bdi luong, dich vu, cdc quan tri vién c6 trinh do
cao. Khu vuc, sdn phdm, khich hang dudc ddi x{ dic biét nén khé khin duy tri
hé thdng cong ty.

e e Hiy phin tich (*) phu hgp tung trudng hop

3. Co cau theo don vi kinh doanh chién lugc

Trong cong ty c6 khdi lugng, quy mo, sy da dang ting nhanh khong phi hdp véi chién
lude theo co cau bo phan.

Nén uy quyén va trach nhiém mdi don vi cho trudng di€u hanh, bdo cdo day di 1én
trén. Thiic ddy hop tdc giita cdc bd phan.

Poi hdi mot tAn quan tri bd xung, vai trdo phé chd tich nhém khong 1o rang

4. Co cAu ma tran

Phiic tap nhat, quyén luc va thong tin theo da chiéu phic tap, chi phi quan tri cao hon
vi nhiéu vi tri trong ma trin

Lam phic tap hé thdng quyén luc khdng nhat quan chi huy, thudng phat kém, quyén
lyre bi chia sé&, hé thong bdo cdo kém,

Nhu cidu cho mot hé thdng truyén thong mé rong cé hiéu qui, muc tiéu k& hoach 16
rang, nhiéu kén truyén thong cd nodi bd, tin nhién 1in nhau cao, thdy rd k&t qui va
cham dit dé 4n dé.

Phan hai: Van Pé Marketing

Céc ban bié€t marketing quan trong nhu th€ nao? Tuy nhién & day chi néu gon
1. Phin khuc thi truong
e o Chia nho thi trudng thanh nhém ri€ng bi€t theo ngudi ti€u dung
Chié&n lugc: Phat tri€n thi trudng, sin phim, thim nhap thi trudng, da dang hod thi
trudng. Phdi phan khdc thi tudng tién bo
2. Pinh vi san phim
e e Chon lya cic tiéu chudn phan biét san phdm dich vu



e o V& biéu db dinh vi san phéfm dua trén hai khia canh c6 tiéu chuin riéng
biét nim trén mdi truc
e ¢ Dinh diu sdn pham dich vu clia cdc ddi thii canh trén 16n trén 4 géc cla
ma tran
e e Xdc dinh trén bi€u db cdc khu vuc ma cong ty c6 khad ning canh tranh, tim
ki€m cdc khodn trong
e ¢ XAy dung k& hoach marketing d€ dinh vi cho sidn phim
Kinh nghi¢ m:
e ¢ Tim ki€m 18 hdng hay chd tréng thich hgp, co hoi chi€n luge khi ma phan
khuc thi trudng chua dugc phuc vu
e o Khong phuc vu hai phan khiic bing mot chi€n lugc nhu nhau
e e kik*
Tiéu chuidn thod man: (1) phan biét cong ty vdi cdc ddi thii canh tranh (2) né khién
cho khich hang mong ddi mot lugng dich vu hdi it hon lugng ma cong ty cé thé cung
cap.

Phan ba: Tai chinh k& toan

1. Tao ra dd lugng von dé thuc hién cdc chi€n luge
Céc ngudn von cong ty? Phian tich mot c6 phan cho 1gi nhuin 1di, ng...7 ...
2. Cac ban bao cdo tai chinh du toan
Phan tich — it nh4t 12 ba ndm — so sanh — tinh kha thi...
e ¢ Chuin bi bdn bdo cdo thu nhap du todn trudc ban tdng két tai san du toan.
Ué6c tinh doanh s& ban hiing sau cho that chinh x4c nhat
e o Sit dung phuong phdp phin trim doanh s& ban hang d€ udc tinh chi phi
bang hang, va cdc khodn chi phi trong ban bdo cdo thu nhap
e o Tinh thu nhap rong dv ki€n
e o Lginhuan giif lai sau khi trir 1di ¢ phan. Cdc ban bdo cdo thu nhiap va bin
t6ng két tai san déu phan dnh I¢i nhuan dugc giit lai
e o Udc tinh ciac khodn trong muc ban tdng két tai san, 1gi nhuin giit lai, du
ki€n von c§ phan, von ngin han, dai han va téng cong cic ngudn von, tong tai
san cd dinh, luu dong.
e o Liétké cdacloichu giai
3. Cac ban dy thao ngan siach tai chinh
La tai liéu md t4 chi ti€t vé von sé& dudc cung cap, chi ti€t trong mot thdi gian nhat
dinh.
B4n du thio tién mit, ngan sich hoat dong, doanh s& ban hang, 1¢i nhuin, dy thdo chi
xi nghiép, von, chi tiéu, bo phan, tinh linh hoat, va du thdo c6 dinh.
Qua4 chi i€t thi ton kém, qua cao, qud thap gy khé khin
C6 thé trd thanh vat thay thé cdc muc tiéu



C6 thé che dau tinh kém hiéu qua

Cong cu chuyén ché giy ra odn gidn, nin long, ving mit, toc dd thay ddi cong nhan
cao. C4dc nha quan tri phai ting cudng dé han ché.

4. Panh gia gia tri cia mot doanh nghiép

Cdi ma cong ty sG hitu

C4i ma cong ty ki€m dudc

C4i ma cong ty s€ mang vao thi trudng

Nhén ra va dinh gia khong phai 1a khoa hoc chinh xdc

DP4nh gia trén cdc yé&u td tai chinh

Céc y&u t6 kho quy ra tién: trung thanh khach hang, lich st, kién tung,

nhin vién, thuin tién thué, cho thué, tin dung, sing ché.

Phan bon: Cac van dé nghién citu va phat trién (R&D)

Chuyén d6i, diéu chinh quy trinh cdc cdng nghé phic tap thich nghi véi vat lidu, dia
phuong. Thay d6i sdn phdm, ngudn luc cong ty tic dong rat manh...

C4i ti€n sdn phdm quy trinh sdn xuit

Tap trung nghién cdu c¢d ban, dp dung

DAn diu hay theo sau trong hoat dong R&D

Phit trién cdc quy trinh sdn xuét diéu khién nhu thé nao
Chi tiéu

Thuc hi€én trong hay ngoai cong ty

St dung nghién cdu torng dai hoc hay tw nhan

Céc quy tdc tam thoi:

Ti€n bod k§ thuin thip, ting trudng trung binh, rao cdng 16n cho cdc cong

ty mdi tham gia thi R&D bén trong sé& ddc quyén tam thdi vé€ sdn phim

Ky thuit thay d8i nhanh, thi trudng ting trudng chim, rao cidng 16n cho cic

cong ty mdi tham gia thi R&D s& mang lai ri ro. Cong nghé 16 thdi & thi
trudng

Ky thuat thay chdm chap, thi trudng ting trudng nhanh, thi R&D khdng du

thdi gian hoat ddng trong cong ty. St dung cdc chuyén gia dd quyén

K§ thuit, thi trudng déu phat trién nhanh thi R&D hoat dong trong nganh.

Phuong phap:

Cong ty ddu tién c6 san phdm cong nghé mdi (nguy hiém)
Sdng tao tif nhitng sdn phaAm di thanh cong (gidm chi phi)
Nha sdn xuat dai tra chi phi thap (it tdn kém)

Phan nim: Van dé hé thong thong tin



Tdn tai c6 thé nhiéu nim hon, nhitng ngudi méi déng gép it cho hé thdng thong tin.

Phan cting vd mém mdy tin

T4t c4 cdc thanh phan déu c6 thé st dung dugc

TAt cd cdc bd phan phdi ty tic va phi hgp véi hé thdng

HJ trg dic luc cho két hop giita cdc chifc ning

K&t hgp lién lac bing mién va hé thong thong tin

Dif liéu phai sdn sang cung cAp khi cin, bdo mait phdi chd y.



