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o Quan tri chién lugc

Chuong 4
Phan tich moi trueong bén trong (MTBT)
& Chan doan DN

4.1) Nhan dang MTBT ctia DN trén co so cac nguodn luc
4.2) Quan trac cac nguodn luc bén trong
4.3) Chan doan DN & Phan tich chudi gia tri
4.4) Xac dinh nang luc canh tranh
4.5) Banh gia tong hop céac tac nhan bén trong (IFAS)
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o Chuwong 4

4.1) Panh gia MTBT cua DN

4.1.1) Nhian dang MTBT ciia DN trén co s& nguon lue

¢ Phan tich & C}énh g1a céc? nhér} t6 thudc MTBT cho phép xac
dinh dugc di€m manh/diém yéu cua DN.

/

% Nhan t6 dem lai sttc manh cho DN néu n6 dem lai lgi thé canh
tranh cho DN (nhiing linh vuc ma DN d3 va dang c6 tiém
nang thuc hién t6t hon so va&i d6i tha canh tranh hién tai va
tiém ning)

> Piém manh / diém yéu cho phép xac dinh cac muc ti€u & dinh

hudng chién luoc tuong lai ctia DN.

L)
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o Chuwong 4

4.1.1) Nhan dang MTBT ciia DN trén co sé nguon lue

X Nguon lwe cia DN duogc coi nhu & “nhitng yéu to dau vao ciia
qud trinh san xudt kinh doanh”.

¢ Phan loai :
v"Nguon luc hitu hinh: Tai chinh, Vat chat, Con nguo1, To chirc

/Nguén luc vo hinh: Ky thuat, Sang tao, Danh tiéng

BM Quan tri chién luoc Dai hoc Thuong Mai 6



’WL IY " e } }

“ Nang luc (Competency): thé hién kha nang st dung cac nguén
luc, d3 duoc lién két mot cach ¢6 muc dich, nham dat duoc
muc tiéu mong muon.

¢ Nang luc cua DN dua vao su phat trién, thu thap, trao doi
thong tin va kién thirc ctia toan bd nguén nhan luc cua to chic.

mmmm)> tri thirc dugc phan anh thong qua nang luc.

Cac ky nang va kién thurc clia
nguoi lao dong

San xuét Quaing cdo va R&D Khac
Marketing

BM Quan tri chién luogc bai hoc Thuong Mai 7



o Chuwong 4

4.2) Quan tric cac nguon lwc bén trong ciia DN
Panh gia cac ngudn luc cua DN doi hoi :
v Phan tich moi quan hé giita cac linh vuc chitc ning.
v Phan tich qua trinh quan tr1 DN.
v Phan tich cac nguon lyc chirc ning.
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o Chuwong 4

% QTCL 1a qua trinh phdi hop toan dién, cao do va doi hdi phai cé
su hop tac hiéu qua gitra cac linh vuc quan tri, marketing, tai
chinh / ké toan, san xuat, R&D, h¢ thong thong tin.

% Chia khoa cho su thanh cong chinh 1a sy hiéu biét va hop tac
hi€u qua gitra cac quan tr1 vién ¢ tat ca cac bd phan KD chirc
nang.

¢ Quan h¢é gitra cac bd phan chirc nang KD cua DN duoc thé hién
ro net ¢ cau truc to chure va van hoa DN. (Chapter 9-10)
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Xem xét danh gia thue té
cong tac nhan sy

Xem xét danh gia thue té
cong tac tai chinh ke toan

Xem xét danh gia thue té
cong tac Marketing

[/

Xem xét danh gia thue té
cong tac to chirc van
hanh sian xuat

Xem xét danh gia thue té
cong taic R&D, nhin va
xtr ly thong tin

Xem xét danh gia thue té
cac cong tac khac

NN
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Chuwong 4

4.2.1) Phan tich qua trinh quén tri DN

Chirc nang

Mo ta

Quan trong nhat &
giai doan nao cua

tai chinh, ban hang, thuéng phat, hang ton kho, ...

qua trinh QTCL
Lap ké Khai niém hoach dinh duogc hiéu 13 viéc phac thao va hoan thién cac y Hinh thanh CL
hoach tudng kinh doanh. Cu thé : du doan, thiét 1ap muc ti€u, xay dung CL, phat
trién cac chinh sach, ...
To chirc T6 chirc bao gém tat ca cac hoat dong quan tri tao ra co cu ciua moi quan Thuc thi CL
thwc hién hé gifrua quyén han va trach nhiém. Cu thé : thiét ké cau tric t6 chuc,
chuyén mon hoa cong viéc, mo ta cong viéc, phoi hop cac bo phéan, phan
quyeén, ...
Pong vién | Thic ddy gdm nhiing nd luc dinh huéng hoat dong cta con ngudi. Cu thé : Thyc thi CL
khuyén khich | 1anh dao, lién lac, iy quyén, nang cao chat lugng cong viéc, théa man cac
nhu cau, thay doi to chirc, dong vién tinh than, ...
B3 tri nhdn | Tap trung vao quan Iy ca nhin hay ngudn nhan sy, bao gdm quan 1y tién Thuc thi CL
luc lvong, phtc lgi, phdng van, thué mudn, dudi viéc, dao tao, quan 1y, an toan
lao dong, ky luat lao dong, co hoi lam viéc cong bang, ...
Kiém soat Lién quan dén cac hoat dong quan 1y nham dam bao két qua thuc hién phu Kiém tra & Panh gia
hop, nhat quan véi1 muc tiéu dé ra. Cu thé : kiém tra chat luong, ki€ém soat CL




o Chuwong 4

4.2.2) Phan tich cac ngudn hre chirc ning

4

L)

» Marketing

Tai chinh / Ké toan (Finance)

San xuat tac nghiép

» Nghién ctru & Phat trién (R&D)

» Hé thong thong tin (Information System)

L)
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‘0

L)

e

*

NS

o

BM Quan tri chién luoc Dai hoc Thuong Mai

12



i
wr

Nguon luc Marketing: phan tich khach hang, cac hoat dong
mua-ban, cong tac ké hoach sp-dv, dinh gia, phan phdi, nghién
clu Marketing, phan tich ca hdi...

banh gia hé thong Marketing
v MUt do thong tin Marketing?
v Phuong phap du bao trong DN
v Kha nang phat hién ra nhu cau khach hang

banh gia hiéu qua Marketing
v Su can bang gilra cac chi phi Marketing va Igi ich ma né dem lai

banh gia vé Marketing bo phan
v Xac dinh danh muc sp hién tai va tudng lai
v Nhan thdc cua khach hang vé sp

BM Quan tri chién luoc Dai hoc Thuong Mai
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¢ Nguon lu'c tai chinh ké toan
- Viéc thuc hién cac nhiém vu tao chinh ké toan cé hiéu qua?

- Su ho trg clia tai chinh k& todn cho cac bd phan khac 1a nhu thé
nao?

- Panh gia qua cac chi tiéu tai chinh:
+ Chi s6 vé kha nang thanh toan

+ Chi s6 don can ng (don bay tai chinh)

- Su dam bao vé an toan tai chinh cho DN
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Nguon lu'c san xuat tac nghiép
Qua trinh san xuat
- Hiéu qua trong viéc b0 tri sap x€p trang thiét bi
« Hoat dong thiét ké cac thiét bi cé phu hop hay khong?
« Quy moO san xuat
= Chi phi san xuat
Cong suat
Hang luu kho
Luc lugng lao dong
Chat lugng
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¢ Nguon luc R&D

- R&D giup DN cung ¢ vi tri hién tai, vuaon tdi vi tri cao hon
trong nganh, dat dugc su phat trién thuc su’

- Ngan sach danh cho R&D? === Can xac dinh chi phi R&D
hiéu qua (cac tap doan I6n: 5% - 10%)

- Nhu cau vé nhan su can thiét cho R&D: chat lugng, trinh do,
chuyén mon...

- Kha nang dap Ung cua trang thiét bj hién c6?

BM Quan tri chién luoc Dai hoc Thuong Mai 16
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Nguon luc hé thong thong tin

MUrc do ap dung hé thong thong tin trong quan ly va hoat dong
san xuat.

Tinh cap nhat, khoi lugng, mdc d6 phong phu cua thong tin
Tinh chinh x&c cta cac ngudn tin (d6 tin cdy, chudn xac)

Tinh bao mat cua hé thong thong tin
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o Chuwong 4

4.3) Chan doan DN & Chubi gia tri
4.3.1) Phan tich chudi gia tri
X C}lugi gia tri (Value Chain) : tap hop mot chudi cac hoat dong
dé chuyén hoa nguon luc dau vao thanh cac san pham dau ra.
% Bao gom 2 hoat dong chinh :
v Hoat dong co ban

v Hoat dong phu tro :
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o Chuwong 4

4.3.1) Phan tich chudi gia tri

Modi mdt mat xich trong chudi gia tri trong duwong vai 1 chirc ning,

doi hoi mét tap hop cac ning luc can thiét.
% Ning luc vé kinh té : nha QT c6 thé ap dung & mdi mét trong
nhitng mat xich khac nhau cua chudi gia tr1 d€ cai thién hoat

dong cua no.

Vi du : Céng nghé, Thiét ké, San xuat, Chi phi san xuat, Chat luong,
Marketing, Phan phéi, Dich vu hau mai, ...

4

L)

» Nang luc vé quan tr1 : dugc tao ra va duy tri & mot so chirc
nang cu the.

Vi du : Tai chinh, T6 chire, Quy trinh ra quyét dinh, Kiém sodt, Théng tin,
Nhan su, ...
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o Chuwong 4

4.3.2) Chudi gia tri & Loi thé canh tranh ciia DN

Xay dung loi thé canh tranh ctia DN trén co sd cau tric chudi gia
tr1 co thé duoc dua trén 3 phuong thirc:

¢ To1 vu hoda tirng chirc nang.
\/

¢ T61 uu hoa su phoi hop gitra cac chirc nang.
% To61 uu hoa gitra phoi hop vdi bén ngoai.

wmmp FHicu qua hoat dong cua chuoi gia tri duoc cdi thién
dong thoi bang cdch cai thién tung mat xich hoac la cai thién
su lién két gitra cac mat xich.
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° Chuwong 4

4.3.3) X4y dung khung tong thé ciia loi thé canh tranh

Chat luong
tot

Nine sut e | Sy phin hoi tot
cao S B
| | -Khac bi¢t hoa |

Sw doi mai
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o Chuwong 4

4.3.3) X4y dung khung tong thé ciia loi thé canh tranh
% Ning suat, chat luong, su phan hoi tot cia khach hang ciung véi
su cai tien do1 ma1 1a cac nhan to chu yéu dé co dugc loi thé

canh tranh

“Néu nhw cdc doanh nghiép déu cé loi thé canh tranh nhw
nhau, vay thi diéu gi co thé khién mot doanh nghiép vwot lén
trén doi thu canh tranh?”

> Ning lwc canh tranh cét 16i
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o Chuwong 4

4.4) Xay dung nang lwe canh tranh

4.4.1) Khai niém, vai tro, dic diém ciia ning lwe canh tranh

\/

< Ning luc canh tranh ¢t 16i (Core Competencies / Distinctive
Compencies) : nang luc ma DN thuc hién dac biét t6t hon so
v6i cac d6i thu canh tranh. D6 1a nhitng thé manh ma cac doi
thu canh tranh khong thé dé dang thich tmg hoic sao chép.

L)

s+ Céc tiéu chuéan dic trung xac dinh nang luc canh tranh cot 13i:
v CO gia tr1
v C6 tinh khan hiém
v Kho lam gia
v Khong thé thay the
wemsl>  oi thé canh tranh bén vitng
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Chuwong 4

4.4.1) Xay dung nang luc canh tranh

Néng lyc c0 gia tri

DN trung hoa durge cdc moi de doa ciing nhur co hoi tir bén ngodi

Niing luc ¢ tinh khan hiém

Khong c0 nhigu doi thi canh tranh cling s hiru

Néng lyc kho lam gia

Xay dyng mot vin hod to chirc hay thvong higu quan trong va duy nhat;
Khong bic 16 ngun goc ciing nh cach sir dung cae ning lye cot 16t moi
quan hé gitra cac c4 nhan, s tin tudng va tinh bang hiru giira céc nha quan
tr, nha cung cap va khach hang,

Ning luc khong thé thay the

Khong t0n tai mot nang e fwong tu

BM Quan tri chién luogc
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° Chwong 2

Ning lwc canh tranh cét 16i ciia DN :

v' Cac k¥ niang dic biét san xuat cac san pham chat lugng cao.
v' Cung cap cac dich vu hau mai.

v’ Chi phi san xuat thap.

v’ Vi tri hé thong cua hang ban 1& thuan loi.

v' Cong nghé méi cho viéc phat trién san pham.

v DPoi ngli ban hang ¢6 k¥ nang chuyén mon cao.

v
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o Chuwong 4

4.4.2) Mo thire danh gia nang lyc canh tranh cua DN
a) Nang luc canh tranh phi Marketing
- Vi thé tai chinh

Nang luc quan tr1 va 1anh dao

Nguon nhan luc

Nang luc R&D

Ning luc san xuat tac nghiép

b) Nang luc canh tranh Marketing

- T6 chitc Marketing

- H¢ thong tin Marketing

- Hoach dinh chién luoc Marketing

- Céc chuong trinh Marketing hon hop
- Kiém tra Marketing

- Hiéu suét hoat dong Marketing

BM Quan tri chién luoc Dai hoc Thuong Mai
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o Chuwong 4

/

¢ Strc canh tranh tuyét d6i ctia DN

12
D scrpy :ZKiPi ZlKizl

i=1

DSCTDN - Biém danh gia nang luc canh tranh tong hop cua doanh nghiép
Pi - Biém binh quan tham s6 i cta tdp mau danh gia
Ki— Hé s6 d6 k quan trong cua tham $6 i

\/

% Strc canh tranh tuong doi ciia doanh nghiép

D . DSCTDN

SCTSS ~—
, D SCTDS
DSCTSS — Chi so suc canh tranh twong doi cua doanh nghiép

DSCTDS — Suc canh tranh ctia DN chuan dbi sanh (d6i tha canh tranh tryc tiép
¢6 vi thé dan dao hodc thach thic trén cung thi trrong muc tiéu cua DN
nhién ctru; hodc 1a d6i thu duge danh g1d ¢6 nang luc canh tranh manh va
hoi nhap hitu hiéu trén thi trudng tong thé).
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Chuwong 4

Cac chi tiéu

Hé s0 quan trong

1. Thi phan doanh nghiép 0.05
2. Tang trong thi phan va doanh nghiép 0.1
3. Vi thé tai chinh 0.1
4. Quan ly va lanh dao 0.1
5. Chéat lwong/gia san pham dich vu 0.1
6. Trinh d6 cong nghé va hiéu suit cac qua trinh cbt 16i 0.1
7. Hinh anh va danh tiéng thuong hiéu 0.1
8. Chi phi don vi 0.05
9. Mang marketing phan phdi 0.05
10. Hiéu suét xtc tién, truyén thong kinh doanh 0.05
11. Hiéu suat R&D 0.1
12. K§ nang nhan su quan tri 0.1

BM Quan tri chién luoc Dai hoc Thuong Mai
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Chuwong 4

4.5) Panh gia tong hop cic yéu t6 médi truong ndi b ciia DN.

Mo thirc danh gia tong hop cac yéu t6 thuoc MTBT ctia DN duoc xay dung twong tu nhu
mo hinh EFAS, bao gom 5 budc:

Budc 1: Li€t ké cac diém manh/ diém y€u co ban cua DN.

J
000

J
000

Budc 2: An dinh tAm quan trong bang cach phan loai tir 0,0 (khong quan trong) dén

1,0 (quan trong nhat) cho timg yéu t6. Tam quan trong duoc 4n dinh cho mdi yéu to

cho thay tdm quan trong twong d6i chu yéu ciia yéu to d6 d6i véi su thanh cong cia

DN. Khong ké yéu t6 d6 1a diém manh hay diém yéu bén trong, thi cac yéu to duoc

xem la c6 anh hudng cang 16n dén hoat dong DN thi c6 d6 quan trong cang cao.

< Budc 3: Xép loai cho tirng nhan t6 tir 1 (thdp nhat) dén 4 (cao nhat) can ctr vao dic
diém hién tai ciia DN ddi v6i nhan td do. Viéc Xép loail & budc nay can ctr cao dac
thtl ctia DN trong khi tdim quan trong & budc 2 phai cin ¢t vao nganh hang.

% Budc 4: Nhan muc quan trong cia mdi yéu to vdi diém xép loai clia nd nham xéc
dinh diém quan trong cho tirng bién sb.

% Budc 5: Xac dinh tong s6 diém quan trong cia DN bang canh cong diém quan trong

ctia tirng bién so.

Tong sb diém quan trong ctia DN xép loai tir 1,0 cho dén 4,0; voi 2,5 1a muc trung binh
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Mo thuce IFAS : Moulinex

bo

N A Xép S6 diém . .
Nhan to bén trong quan . Giai thich
loai quan trong

trong
Piém manh
1. Van héa céng ty c6 chit luwong 0.1 4 0.4 L.a chia khéa quan trong cho su

: ) thanh céng
2. C6 nhirng nha quan tri hang diau 0.05 4 0.2 CEO R.Le Coutre
3. Théng nhit quan 1y theo chiéu doc 0.10 4 0.4 Cac nha may lam viéc ¢c6 hiéu qua
4. Thuwong hiéu 0.1 3 0.3 T6t, nhung bit diu suy giam
5. Cé6 dinh hwéng qubc té trong phat 0.15 3 0.45 Cé6 danh tiéng véi loai may pha
trién sian pham ) ) cafe chuyén dung
Piém yéu
1. Hoat dong R&D dinh hwéng theo 0.05 > 0.10 Cham dwa ra cac san phim méi
qua trinh ) )
2. HE théng kénh phian phdi 0.05 > 0.10 Tap trung vao cac cua hang 1én
- ) thay vi cAc nha ban 1é nhé

3. Vi thé tai chinh 0.15 2 0.30 Tén tai khoan no 16n
4. Vi thé trén thi trudéomng qudc té San phiAm may pha cafe con kém

0.20 2 0.40 canh tranh trén thi trudong ngoai

Fce.

5. Cac diéu kién san xuit 0.05 4 0.20 Hién méi dang duoc diu tw
Téng 1.00 2.85
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Fin of presentation

Thank you for your attention !
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