CI-IU’gNG 7: _
HOACH DINH CHIEN LUGC TOAN CAU

1. Tién trinh hoach dinh chién lugdc

2. Hoach dinh chién lugc kinh doanh quac té
3. Thuc hién chién lugc kinh doanh quéc té
4. Kiém tra va danh gia



1.1. Tién trinh hoach dinh chién lugc
1.2. Triét ly quan tri chién lugc
1.3. Co s6 hoach dinh chién lugc



1.1. TIEN TRINH HOACH BINH CHIEN LUGC

Moi trU6ng bén ngodi MNC
banh gia cac yéu 6: chinh tri,
kinh té , vén héa va nhUng
khuynh hUdng thay doi cOa
cac yéeu t6 nay

Moi 1rUdng bén trong MNC:
Panh gla FSA, tiém ndng cud
FSA, san pham, ngudn lyc,
bon linh vyc chic ndng

Hoach dinh chién lugc toan cau

banh gia canh tranh, thi truéng
Phat trién chién lugc canh tranh
Rdo can ra vao

T6 chiic thuc huen chlen lidc canh tranh todn cau
Co cdu 16 chiic coa MNC
Thai d6 quan ftri
B6n linh vuc chic ndng




1.2. TRIET LY QUAN TRI CHIEN LUGC

Dan toc (Ethnocentic philosophy)
» Dya vao gia tri va quyén Igi cia cong ty me

= Quan ly hoat dong nudc ngoai nhu md hinh trong
nuGc
= Kiém sodt chat chi phi tU trung tém

Da chung (Polycentric philosophy)
» Chién lugc pht hop dia phuong
» Phan quyén vé dia phuong

= Loi nhudn dé lai dia phuong

= Nhan luc dia phuong




1.2. TRIET LY QUAN TRI CHIEN LUGC (t1)

Khu vuc (Regioncentric Philosophy)
» Sy két hdp cua huéng dan toc va da ching
= C6 cdu, nhan luc, san pham theo ving

» Lgi nhuan phan phéi trong viing

Todn cau (Geocentric Philosophy)

» HU6ng hoat dong todn cau

= San pham todn cdu c6 bién déi theo dia phucng
= Nhén lyc todn cau

» Lgi nhudn phan phéi todn cau



1.3. CO S6 HOACH BINH CHIEN LUGC

1.3.1. Phan tich, danh gia méi truéng bén ngoai
1.3.2. Phan tich, danh gia méi truéng bén trong



1.3.1. PHAN TICH, DANH GIA MOI TRUGNG BEN NGOAI

= Muc dich - giop nha quan tri nhan ro:
» NhGing ddc trung kinh té quan trong
cua ngdanh
= NhUng 7Itjc luong tac dong co thé lam
thay doéi nganh
= Nhung hudéng canh tranh trong nganh

» NhGing yéu 16 thanh cong then chét
(KSFs)



1.3.1. PHAN TICH, PANH GIA MOI TRUGNG BEN NGOAI (tt)

= Phuong phap
= Chuyén gia
=Dy doan khuynh huéng nganh
dua vao lich su

= Chuyén gia bén trong
=SU dung may finh
= Thu thap thong tin



1.3.1. PHAN TICH, DPANH GIA MOI TRUGNG BEN NGOAI (t)

hing ngudi du dinh xam nhap

Nhing nha

canh tranh

trong nganh

San pham thay thé



1.3.1. PHAN TICH, PANH GIA MOI TRUGNG BEN NGOAI (tt)

= Phan fich théng tin

Kha ndng mdc ca cua ngudi mua - xem xét kha nang duy tri
khach hang
Kha ndng mdc cd cua nha cung cép - on dinh, gia thép
NhGng ngudi méi tham nhdap - git gia thap, van dong Cphu
Sy de doa cla san pham thay thé - gia thap, dua ra san
pham tuong ty, tang dich vu khach hang
Sy canh tranh - chién lugc phé bién duy tri hodc gia tang sic
mua

= Cung cGp sdn pham méi

= Tang nang suét dé giam chi phi

= Tao sy khac biét giUa san phém hién c6 va canh tranh

= Tang chat lugng san pham

» HuUéng dén thi trudng tiém nang riéng biét

10



1.3.1. PHAN TICH, PANH GIA MOI TRUGNG BEN NGOAI (tt)

» NhGng yéu 16 thanh céng chi yéu trong ngdnh
(Key Success Factors — KSFs):
» Ky thuat cai tién, chat lugng R&D
= Nganh sén pham réng, chat lugng sdn pham
» Kénh phan phoi hiéu qua
» Chiéu thj hiéu qua, gia hap dan
= Nguon tdi chinh, nguon nguyén liéu thudn Igi
= Kinh nghiém cua cong ty
» Chat lugng nguon nhan luc

Moi yéu 16 c6 tam quan trong khac nhau trong
nhung nganh khac nhau trong nhing théi diem
khac nhau

N



1.3.1. PHAN TICH, PANH GIA MOI TRUGNG BEN NGOAI (tt)

= Phan tfich canh tranh:

» Nhdn rd6 nhiing muc tiéu chién lugc co ban
cua doi tho

» Nhiing chién lugc chung dang sU dung
hodc du tinh—> xac dinh KSFs quan trong
nhat hién nay va trong tuong lai

» Nhiing chién lugc phong thi hodc tan
cong dang su dung hodc du tfinh

» Panh gia vi thé hién tai
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1.3.2. PHAN TICH, DANH GIA MOI TRUGNG BEN TRONG

= Nguon tai luc
» Nguon lyc vét chat
= Nguon nhén lyc

= Phan fich chuoi gia tri - 1d phuong hudng
ma nhiing hoat dong chinh yéu va ho trg
dugc két hdp dé cung cap san pham, gia
tang gia tri va Igi nhuan
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1.3.2. PHAN TICH, DANH GIA MOI TRUGNG BEN TRONG (tt)

= Phdn fich chuoi gid tri (i)

Cd sé ha tang (cau tric, lanh dao)

Nguon nhan luc

Nghién cGu va phat trién

Quan tri cung Ung

Pau
vao

Thuc |Paura| Marketing va
hién ban hang

Dich vu
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1.3.2. PHAN TICH, DANH GIA MOI TRUGNG BEN TRONG (tt)
» Chubi gia tri bao gom:
» Hoat déng chl yéu (Primary activities)

» Pau vdo -
» Thuyc hién san pham cubi cing -

* Pau ra -
= Marketing va ban hang -

* Dich vu -
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1.3.2. PHAN TICH, DANH GIA MOI TRUGNG BEN TRONG (tt)

» Chuoi gia tri bao gom (i)
= Hoat déng ho trg (Support activities)
» Co s6 ha tang cong ty -

» Quan ly nguon nhan luc -

= Ky thudt -
= Quan tri cung Ung -
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2. HOACH BINH CHIEN LUGC KINH DOANH QUOC TE

2.1. Xac dinh muc tiéu
2.2. Hoach dinh chién lugc
2.3. Lua chon danh muc dau tu
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2.1. XAC DINH MUC TIEU

Hai cach

= Sy thuc hién hay nhiém vu chuc nang
v Kha ndang sinh Igi

Marketing

San xuat

Tai chinh

Quan ly nguon nhan luc

= Khu vuc dia ly hay SBU (Strategic Business Unit) > nhiém
vu chic nang

— SU dung “hiéu qua thac do” (Cascading Effect) - MNC dat
muyc tiéu Igi nhudn cho toan cong ty, moi vung dia ly hay
SBU lai an dinh muyc tiéu Igi nhugn — MNC dat dugc |gi
nhudan mong muon (tuong tu vGi 4 chuc nang then choét)

N N N
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2.2. HOACH DINH CHIEN LUGC

2.2.1. Chién lugc chung (Generic Strategies)
2.2.2. Chién ludc canh tranh (Competitive Strategies)

2.2.3. Chién ludgc dau tu da quoc gia (Multinational
Diversification Strategies)
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2.2.1. CHIEN LUGC CHUNG

= Khai niém - la phudng cach co ban dé tao ra va
duy tri Igi thé canh tranh

» Lgi thé canh tranh (Competitive Advantages) - phat
sinh khi cong ty vuot troi doi thd canh tranh trong
viéc thu hot va git khach hang muc tiéu

» Theo Porter (1990) c6 2 chién lugc chung:

1) Chién lugc khac biét (Differentiation Strategy) -
cung cap gia tri vugt troi cho khach hang (chat
lugng, sén pham, dich vu )

2) Chién lugc chi phi thap (Low-cost Strategy) - tim
phuong cach san xuat, phan phoi hiéu qua hon
canh tranh
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2.2.2. CHIEN LUGC CANH TRANH (COMPETITIVE STRATEGIES)

» Chién lugdc tan cong (Offensive
Strategies) - Hudng truc tiep vao doi
thO ma MNC muon gidnh thi phan

» TGn cong truc dién (Direct Attacks) -

» TGn cong sudn (End-run Offensives) -
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2.2.2. CHIEN LUGC CANH TRANH (COMPETITIVE STRATEGIES) (tt)

» Canh tranh phU dau (Preemtive
Competitive Strategies) -

» Chién ludc gianh gidt
(Acquisitions) -
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2.2.2. CHléN LUQC CANH TRANH (COMPETITIVE STRATEGIES) (it)
» Chién lugc phong thi (Defensive
Strategies) — day lui hodc can tré
chién lugc tan cong coa doi tho
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2.2.2. CleEN LUQC CANH TRANH (COMPETITIVE STRATEGIES) (it)
= Chién lugc né tranh d6i dau (Counter-
parry) -

» Business-level Strategies - chién lugc
mot nganh

» Corporate-level Strategies - chién lugc
cong ty co thé Ia hén hgp nhiéu nganh
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2.2.2. CHIEN LUGC CANH TRANH (COMPETITIVE STRATEGIES) (t)
. Déq tu dan trai - MNC mdé rong hoat dong sang
nhiéu nganh. Co 2 cach:
v' Su dan trai co liéen quan (Related Diversification)
= SU dung chung lyc lugng ban, quang cao, phan
phoi
= Ky nang chuyén moén
= S&n pham tuong ty ¢ lién quan
= Sy ho tr¢ cia mot nganh khac

v' Sy dan trai khong lién quan (Unrelated
Diversification)

= Cong ty co tiém nang tdng truéng

= Tim nganh mgi trong nhing giai doan khac
nhau trong chu ky kinh té
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2.3. LUA CHON DANH MUC PAU TU
Ma tran BCG (Boston Consulting Group)

Toc do
tang

truong
nganh

(Industry
Rate)

Cao

10%

Star Question Mark
Pau tu vd mé Pau tu va mé
rong rong/ Giam dau tu
Cash Cow Dog
Duy tri/ Thu hoach| Giam dau tu

Cao 1 Thap

Thi phan tuong doi
(Relative Market Share)
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2.3. LUA CHON DANH MUC PAU TU (it

» Muc tiéu tdng trudng, dau tu - du doan
nganh c¢6 doanh thu cao > nhdn nhiéu
nguon lyc ho tro

» Muc tiéu gidm dau tu - nhiing ngdnh bi
thanh ly, ban

= Muc tiéu thu hoach - nganh truong thanh,
c6 I6i nhudn, 1d nguon tién cho nhiing dau
tu khac
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3. THUC HIEN CHIEN LUOC KINH DOANH QUOC TE

3.1. Pinh vi (Location)
3.2. Quyén sé hdu (Ownership)

3.3. Lién két lien doanh quoc té (International
Joint Ventures)

3.4. Hop tac chién lugc (Strategic Partnership)

3.5. Chién lugc chic nang (Functional
Strategies)
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3.1. BINH VI (LOCATION}

Chon dia diém kinh doanh quéc t& quan trong vi:

= Gan nguon nguyén liéu

= Ddn dia phuong thich sGn pham san xuét tai dia
phuong

» Chinh quyén dia phuong khuyén khich dau tu

» Gidm roi ro nhé dau tU nhiéu noi

= ChU y moi truéng chinh tri (xu huéng chinh tri
khéng on dinh, khd nang xdy ra cdch mang
hodc mau thuan quyén luc)
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3.2. QUYEN SG HUU (OWNERSHIP)

Hai quan diém:

= Gia tang doanh nghiép s6 hGu nuGc ngodi
lam suy yéu nén kinh té

= Muon duy tri nén kinh t& manh phai thu hot
dau tu = tao viéc lam, ndng cao ky nang
cong nhan, tao sdn pham theo yéu cdu thi
trudng thé giéi = 2 huéng thinh hanh - lién

doanh quoc té, lien két chién lugc
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3.3. LIEN KET LIEN DOANH QUOC TE (INTERNATIONAL JOINT VENTURES)
» La sy théa thuan gita 2 hay nhiéu thanh vién dé sé
hiu va kiem soat mot doanh nghiép quéc té

Ly do chon hinh thuc lién doanh

» Sy khuyén khich va ludt I1é cba Nha nuéc

» Kinh nghiém, kién thic, quan hé cOa thanh vién
dia phuong

= Hiéu qua cua sy hop tac

= Ddc diém - kho quan Iy va khéng on dinh (MNC
mubn kiém soat hoat dong = quyét dinh khéng 16t,
mdu thuan véi thanh vién dia phuong) = nhiéu
MNC chon lién két chién lugc
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3.4. HOP TAC CHIEN LUGC (STRATEGIC PARTNERSHIP)

» La sy théa thuan giGa 2 hay nhieu MNC
canh tranh véi muc dich phuc vu thi truéng
todn cau.

» Ddc diem
= MNC trong cung nganh
= Thoa thudn sé hdu
» Phdin chia quyén Igi cho cac bén lién
quan
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3.5. CHIEN LUGC CHUC NANG (FUNCTIONAL STRATEGIES)

. Chlen lugc marketing quoc té - thiét ké
dé nhén roé nhu cdu khach hang va
hinh thanh ké hoach hanh dong cho
viéc ban sadn pham theo theo uGc muén
nhung khach hang nay. Xay dung trén
II4PII

* Chién lugc sdn xuat quoc 1 - dugc
thiet ké pho hop vai ké hoach
markeﬂng dé dam bdo tao ra diong san
pham va phan phéi dong loc
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3.5. CHIEN LUGC CHUC NANG (FUNCTIONAL STRATEGIES)

» Chién lugc tai chinh quoc té - dudc xay
dung va kiém sodt tU van phong nuac
nha, thong qua chi tiéu hoan von, Igi
nhudn, ngan sach von, tai tr¢ khodn
nd, quan tri von luu dong,

= Chién lugc 16 chiic va quan Iy nguén
nhan luc quoc té - xem xét cac qua
trinh tuyen chon, dao tao, finh toan thu
nhap va cac moéi quan hé lao dong
trong méi trudng kinh doanh quoc té.
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4. KIEM TRA VA DANH GIA

= Muc dich

» Xac dinh phuong cach t6t nhat ma
t6 chic c6 thé thyc hién dugc

» Nhiing hoat dong can thuc hién tién
trinh nay lién quan tryc tiep dén
chién lugc chung, muc tiéu la co sé
cho su so sanh va danh gid
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4. KIEM TRA VA DANH GIA ()

v PhUdng phap

1) Ti suat hodn von dau tu (ROI) - danh gla
thu nhap thudn truGc thué so vaGi tong von.

» Uu diém

» La két qua hlen nhién don glan vi chiu
anh hudng cia nhiéu van dé xdy ra
trong kinh doanh

= Sy do lueng cach nha quan tri sU dung
vén dau tu theo yéu cau

= Cho phep so sanh ket qua giUa cac don
vi frong cung moét quoc gia nhu mot co
sé lién két
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4. KIEM TRA VA DANH GIA ()

v PhUdng phap

1) Ti suat hodn von dau ty (ROI) - danh

gia thu nhap thuan truéc thué so vGi
tong von.

» Nhugc diém
= ROI c6 thé cao gia tao

= So sanh ROI c6 thé sai léch do cac
giai doan khac nhau cua thi truéng
khac nhau

» DUNg trong ngan han
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4. KIEM TRA VA DANH GIA (i
v Phuong phap (tt)
2) Sy tang truéng cia mic ban, thi phan -
danh gia tong nhu cau.
Ly do su dung chi tiéu
» Ap dung khi MNC muén gia tdng mic
ban
» Cong ty muon duy tri, néu khdng gia
tang thi phan
3) Chi phi - duy tri kiém sodat chat ché cac
khodn chi phi: san xuat, quang cdo,
khuyén mai,...



4. KIEM TRA VA DANH GIA ()

v Phuong phép (1)

3) Su phat trién san pham mai - ap dung
trong moi truéng sy cdi tién va doi mai

sédn pham la quan trong
4) M6i quan hé gidla MNC va nudc sé tai
5) Su qu&n ly - xem xét

v’ Chat luong - méi lién hé, pham cha’r

dan dau, cach xay dUng doi ngu quan
ly, cach thuc hién chién lugc da xay

dung
v S6 lugng - thu hoi von dau tu, dong
tien té
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