QUAN LY CHIEN LUOC
CO BAN va QUAN LY DICH VU



Phan 1. Quan Iy chién lwoc

Muc tiéu cua chwong

Giai thich dwoc ban chat cla quan ly chién lwoc

Lén danh muc va gidi thich cac thanh phan chinh cta qua trinh
quén ly chién lwoc

Minh chirng hiéu biét vé tuyén bd sl mang va muc dich

Giai thich sw khac biét gilra muc dich (goal) va muc tiéu (objective)
Piéu khién mét phan tich SWOT

Xac dinh va giai thich dwoc cac chién lwgc khac nhau san sang
cho mét té chirc

Phac thao duwgc nhirng noi dung tham gia vao thi hanh chién lwoc
va gidi thich tdm quan trong cda no

Giai thich cach thirc danh gia va diéu khién gan v&i hinh thirc hoa
ké hoach chién lwoc



Quan ly chién lwgc: Cac chi dé

« Khai niém quan ly chién lwoc
 Qua trinh 1ap ké hoach
« Gan két muc dich v&i ké hoach

» Vai tro cua phan tich canh tranh trong xay
dwng chién lwoc

« Thi hanh chién lwvoc va danh gia
 Quan ly chién Iwgc trong bdi canh ngay nay



Khai niém 1ap ké hoach

Mot qua trinh bao gobm viéc thiét |1ap céc muc dich (qoals)
va ké hoach phéat trién nhdm dat duwoc muc dich déat ra,
va cudi cung, vi hiéu suat (efficiency) va hiéu qua
(effectiveness) cua tb chirc.

Néu khdng 1ap ké hoach, t6 chirc sé& chiu sy dinh huwdng b&i cac con
séng/gid cla sw thay déi méi trwdng, khéng st dung duoc tai
nguyén va xu thé hién cé dé chon hwéng di riéng. Nhw vay, chirc
nang quan ly cda lap ké hoach la thiét 1ap muc dich va quyét dinh
cach to6t nhat dé dat dwoc muc dich 1a c6 tinh séng con cla tb chirc.




Khai niém muc dich (goal)

The goal is a sentence-long phrase describing an image of a
possible future that can be worked towards. The goal need not
mention specific dates or activities. It should not be changed during
the project, since changing the goal would involve drastic changes to
the project as a whole.

Muc dich la mét cum dai cadu mé ta hinh anh twong lai
cua td chirc can phan dau dé dat dwoc. Muc dich khdng
dé cap t&i thoi diém hay hoat dong cu thé. Muc dich
khéng nén thay ddi, vi thay d6i muc dich sé& bao gdm cac
thay d6i manh mé toan bo té churc.



Khai niém muc dich va muc tiéu

Muc dich (Goal) va Muc tiéu (Objective)

Muc dich (goal ) la két qua cudi cung dwoc mong doi; 14 Ii do tai sao
m’c}t tQ chirc tc“)p tai; dieu mong mudn dwoc néu ra mot cach ro rang
dé cudi cung can dat duoc

Muc tiéu (objective): mét dich cu thé nham vao va phan dau dat
dwoc trong khoang th&i gian nhat dinh.

Muc dich la rong hon, tbng quat hon <= Muc tiéu (Objective) thi hep
hon, cu thé hon.

Muc dich la y dinh chung <=> Muc tiéu thi ro rang.

Muc dich khéng do lwvong dwoc <= Muc tiéu do lwong dworc.

Muc dich mang tinh triru twong <= Muc tiéu thi twdng minh.

Muc dich c6 thé c6 mdt hodc hai y <2 Muc tiéu co thé cé nhiéu muc

— dwa trén cac hanh déng dai dién.
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Vai trd clia quan ly ké hoach

Lap ké hoach nham cung cap chu trwong dinh
hwéng cho moi thanh vién trong tb chirc

Lap ké hoach hd tro viéc dwong dau vai tinh bat
dinh bang cach budc ngudi quan ly “nhin xa tréng
réng” (nhin vé phia trwdc), lwdng trwdc cac bién
dong, quan tdm t&i Anh hwédng cla sw thay déi va
dwa ra cac hanh déng phu hop.

Lap ké hoach thiét 1ap cac muc dich hodc céac
chuan dwoc dung trong kiém soat.



Qua trinh 1ap ké hoach

Cac muc Ciic Pat dwoc
Sw dich | muc dich
mang : (Cac muc = hokaech = (Hiéu suét va

hiéu qua

tiéu) -
cua to churc)




Khai niém quan ly chién lwoc

« M6t chién luwoc (strategy) 1a mét ké hoach hanh ddong ma
mét td chire (cdng ty) can nam bat dé dat dwoc mét/nhiéu
muc dich cua no.

« Quan ly chién lroc 1a mot qua trinh xay dwng, thi hanh va
danh gia cac quyét dinh lién chirc ndng cho phép mét to
chirc di t&i cac muc tiéu cua nod
Fred R. David, Forest R. David (2014). Strategic Management:

Concepts and Cases, 15th Edition. Prentice Hall, Pearson Education
International, 2014. Father-Son team




Cac dac trweng quan trong cua quan ly
chién lwoc

« L& qua trinh tich hop quan ly, tiép thi, tai chinh/ké todn,
san xuat/diéu hanh, nghién clru va phat trién va cac hé
thong théng tin may tinh tré thanh mét ké hoach hanh
ddng tdng thé hodc chién lwgc nham dat muc tiéu cua tb
churc.

» Ngoai viéc thiet 1ap va thi hanh, qua trinh quan ly chién
lwgre cling bao gom viéc danh gia lién tuc hiéu nang cua
td6 churc.
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Tinh quan trong cua QLCL

Vé lgi thé canh tranh

DPinh hwéng cac thanh vién cla td chire dung vi tri
phi hop véi nd luc cua ho

Trinh bay nhu cau ddi mai (cach tan), dwa ra mot
tiép can c6 td chirec dé khuyén khich céac y twéng
mai vé chién lwoc.

Qua trinh QLCL lién quan té&i nhiéu cap dé trong
ké hoach, lam cho ké hoach dwoc cac nha quan ly
thau hiéu va cam két t6t hon.
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Cac dac trweng cua QLCL

Pwoc Iap va thi hanh dai han.
Tap trung vao hiéu suat va hiéu qua cua to churc.

Yéu cau mét tri thire rdng Ién va toan dién cla td chire va
moi trwdng cua no.

Nha quan ly cao cap duoc tw van tw nhiéu ngwoi khac
trong viéc tao ra cac quyét dinh chién lwoc cot 16i.

Xay ra & cac cap do khac nhau cia té chirc.
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Qua trinh QLCL
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chién lwoc
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X3ay dwng chién lwoc

— Phat trién tam nhin va sir mang

—Nhan biét th&i co' va nguy co’ (Phan tich bén ngoai:
Opportunities va Threats)

— Xdc dinh diém manh va diém yéu (Phan tich noi tai:
Sirengins va VWeaknesses)

— Thiét |ap muc dich va muc tiéu dai han

— Tao cac chién lwoc lwa chon

| Chon lwa chién lwoc

- -
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St mang cua td chirc

‘Vé ban chat, ké hoach xay dwng dua trén s
mang cla to chire, cha dich cla té chirc hodc ly
do ton tai nén tang cla to chirc
mot tuyén bo rong rai dé phén biét té chirc voi céc to
chL’fc CL‘Ing, loai ttr chu dich va pham vi hoat doéng don
nhat cua to chtrc.
vi du, dé tra i cho cac cau hai:
- Kinh doanh cua chung ta la gi?
- Pao tao cua chung ta la gi?

- Van déng quan chung clia chung ta la gi?
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St mang cla té chirc
Phat biéu sir mang cé thé:

» Dinh vi khach hang, san pham / dich vu, dia ban,
cdng nghé&, mdi quan tdm sbéng con; triét ly, ban
sac riéng (self-concept), mdi quan tdm t&i hinh
anh céng cdng, mOi quan tam t&i nhan vién
(David n3m 1989)

16



Vi du vé phat biéu str mang

S mang cua Truwong Cao dang Hang hai Uc (Australian
Maritime College) la cung cap giao duc, dao tao va tw
van chat lwong cao nhat, va tlen hanh cac nghlen ctru

ung dung tao sy doc dao quoc té, dé dap rng nhu
cau cua nganh hang hai.

S&* mang cua Cong ty TNHH PSA (PSA corporatlon
lelted) dat mure xuat sac loai hang dau thé gIO’I trong
viec cung Cap cac dich vu cang bién va hau can voi
gia tri tot nhat cho khach hang.
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Vi du vé phat biéu s& mang
S MANG CUA DAl HOC QUOC GIA HA NOI

- Trung tdm dao tao dai hoc, sau dai hoc va nghién ctru, ng dung,
chuyén giao khoa hoc — c6ng nghé da nganh, da Ilinh vwc, chat
lwong cao, ngang tam cac dai hoc tién tién trong khu vuec, tién toi
dat trinh dd qudc té.

- Pao tao ngudn nhan Iwc chat lwong cao va trinh dd cao, bdi dwdng
nhan tai cho dat nwéc.

- Nghién ctru phat trién khoa hoc — cdng ngh&, gop phan giai quyét cac
van dé thwce tién do kinh té — xa héi dat ra; tham gia tw van hoach
dinh chién lwgc, chinh sach va cac gidi phap phat trién gido duc-
dao tao, khoa hoc — cdng nghé va kinh té — xa hoi.

- Béng vai trd nong cot trong hé théng gido duc dai hoc, hd tro chuyén
mén cho cac trwdrng dai hoc, cao dang trong ca nuéc.

- L& trung tdm giao lwu qudc té vé van hoa, khoa hoc, gido duc cua ca
nwocC. http://www.vnu.edu.vn/
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Vi du vé phat biéu str mang

 S* mang Treong BDHCN, BPHQGHN

— mot trung tdm dao tao dai hoc, sau dai hoc chat
lwong cao, boi dwdng nhan tai, nghién clru phat trién
va rng dung cac linh viwc khoa hoc - cong nghé tién
tién:

— mot dia chi sang tao tri thirc va cébng nghé mai;

— mot trwdng dai hoc tiéu biéu cho hé thong gido duc
dai hoc cta Viét Nam trong nén kinh té tri thic.
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Vi du vé phat biéu s&* mang BESETOHA

« "Peking University has become a center for teaching and
research and a university of a new type, embracing
diverse branches of learning such as basic and applied
sciences, social sciences and the humanities, and
sciences of medicine, management, and education. Its
aim is to rank among the world's best universities in the
future”. http://english.pku.edu.cn/AboutPKU/

« moét trung tdm giang day va nghién cru, mét tredng dai
hoc kiéu mai, da nganh vé khoa hoc co ban va tng
dung, khoa hoc xa hoi va nhan van, va khoa hoc ve Yy
hoc, quan ly, va gidao duc. Chu dich cua PKU la mét
trwdng dai hoc tot nhat thé gi¢i trong twong lai
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Vi du vé phat biéu s&* mang BESETOHA

* The mission of Seoul National University in the twenty-first century is
to create a vibrant intellectual community where students and
scholars join together in building the future. As Korea's leading
research university, Seoul National University is committed to
diversifying its student body and faculty, fostering global exchange,
and promoting path-breaking research in all fields of knowledge.
http://www.useoul.edu/about/ab0101.jsp

« X8y dung moét céng dong tri tué day khi luc, gbm hoc
sinh va hoc gia cung xay dung twong lai. La dai hoc
nghién ctru hang dau cta Han Quoc, Pai hoc Qubc gia
Seoul cam két da dang héa sinh vién va giang vién, nudi
dudng trao déi toan cau, va thic day nghién ctu mé
duwong moi mo duong (path-breakingO linh viee tri thuee”.
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Vi du vé phat biéu s&* mang BESETOHA

The University of Tokyo, as a national umversity corporation supported by the Japanese people,
15 committed to fulfilling 1ts public responsihility through academic research and by fostering new
talent, thus providing a reliable compass to the future. It goes without saying that the problems
we face today and in our daily lives exist within the context of our mutual relations with other
countries. The education and research activities of the University of Tokyo cannot he sustained
without the involvement of the rest of the world, and we hope that the henefits of that research
will be widely enjoyed hy humanity at large.

Junichi HAMADA 2009
President, The University of Tokyo
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St mang (mission) va tam nhin (vision)

« M6t str mang hiéu qua dwoc phat trién tot hon véi dau
vao b&i moi thanh vién cda to chire.

 Tam nhin: tra 1&i cau héi “mong mudn tré thanh cai gi?”.
Loi ban: Nhw mét phan cua st mang song bao gom mot
sé6 ndi dung cu thé hon.
— Buwéc dau tién cta lap ké hoach chién lwoc
— Thwong goi gon trong mot cau
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Vai tro cua phan tich canh tranh trong
xay dwng chién lwgc

Phan tich SWOT (Strengths - Weaknesses,
Opportunities - Threats), dwa vao:
* Panh gia moi treong
— Cac nhan t6 cla méi trwong tbng thé (Mega
environment) va moéi tredng bai toan (task environment)

— M6 hinh 5 ngudn canh tranh (Porter’s five competitive
forces model)

. Panh gia té chirc
— Cac nguon lwc va nang lwc cla td chire
— Néng lvc déc biét: hiem va khé md phéng tai nguyén cua
mot to chure.
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M hinh 5 ngudn canh tranh

 Phan tich ban chat va cwong do canh tranh
theo 5 lwc lwong chinh

— Su canh tranh von cé

— Quyén lwc mac ca cua khach hang
— Quyén Iwc méac ca clia nha cung cap
— MAi de doa tir luc lwong moi

— Mbi de doa tr san pham hodac dich vu
thay thé
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Phan tich canh tranh:

M6 hinh 5 ngudn canh tranh

Phat trien triem ﬂsllg
san pham thay thé

|

Quyén mac ca
cua nha cung cap

Canh tranh gitra uyen mac ca
(@==> caccongty [*™® cua khach hang

[

Tham nhap tiem nang
cac doi thu mai
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Vi du: Canh tranh cang Tanjung Priok

* Vi du: Phan tich canh tranh cang
container Tanjung Priok cua Indonesia
dung mo hinh 5 lwc lwvong

Nguon: Coltof, H. 2000, t6 chirc va quan Iy cang
& cac nwdc dang phat trién (phién ban qudc té)
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Vi du: Canh tranh cang Tanjung Priok

Nguy co tw canh tranh
moi

Cac bién

Phan tich

Tinh kinh té vé quy mo

Vao can nhap canh

PAu tv cao

Cung cap duoc trang, thiét bj can dau tw
cao. Bén do container phai duoc ho tro boi
mang Iw¢i giao thdng ndi dia bao gom bo
bién.

Khac biét san pham

Chét lwong cha khuyén khich nhu cau dich
vu

Kénh phan phdi

Vi tri dia ly la quan trong cling nhw co s¢
ha tang nhw dwdng bd, tau xe, dich vu
dwdng nhanh va bd bién. Gia van chuyén
toan bd dwoc xac dinh tir cac yéu to trén

Két luan: Moi de doa tr “doi thi” méi la nhé
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Vi du: Canh tranh cang Tanjung Priok

Strc manh mac ca cua ngudi mua

Cac bién

Phan tich

Chua s& hiru hang
hoa

Do sw tang trwdng cua van tai da phwong
thtre (intermodal), chu s& hiru hang héa
cé vi thé nhé dé dwoc van chuyén dwdng
bd, dwdng ven, vi vay nhu cau hai cang
bat budc.

Chu tau

Chu tau la ngudi chuyén chd chinh
va co vi thé I&n trong xac dinh cang
bat budc phai can dén.

Két luan: Strc manh méac cacla ngwdi mua, dac biét 1a cha tau,
la rat I&n; ho xac dinh cang nao can dén.
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Vi du: Canh tranh cang Tanjung Priok

Strc manh mac ca ctia nha cung cap

Lwc lwong lao dong: Indonesia va Malaysia van co han ché
vé lyc lvong lao dong

Nhién liéu: dé tim duorc.

Nha thau xay dwng ha tang cang va cung cap trang thiét bi:
ton tai mot sd6 nha thau

Két ludn: mot cach tong thé, strc manh mac ca cua nha cung
cap la yéu.

Nguy co thay thé dich vu la yéu
« Thay thé van tai container ?
 Thay thé bén dd container ?
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Vi du: Canh tranh cang Tanjung Priok

Canh tranh tir cac doi tha hién cé

Trong nuwéc (IndoneS|a) ton tai cac cang container nhuw
Tg Perak va Belawan, nhung voi nang lwc tong thé,
cang Janjung Priok van la cang hang dau. Trong Péng
Nam A, cang Singapore 1a hang dau, cang Kelang twong
dbiso v&i Tanjung Priok

e Két luan:

Canh tranh glwa cac doi tha trong nuwoc thap, nhwng
canh tranh cac doi thi & Bong Nam A 1a manh mé.

Lien hé
Phan tich canh tranh cua mét tredng dai hoc Viét Nam
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Ban chat cac muc dich cla td chirc

* Loiich cia muc dich
— Tang cwong nang lwc
— RO rang ky vong
— Phwong tién diéu khién (giam sat)
— Tang cuwong dong lwc
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Cac cap dé clia muc dich

* Quan ly cao cap (dinh ) Muc dich Ké hoach
Phoi canh toan to6 chirc chién lugc chién lwgc

* Quan ly cap trung binh Muc dich K& hoach
Phéi canh thanh phan chién thujt chién thuat

* Quanly cap 1 ? Muc dich Ké hoach
Phoi canh té bao/ca thé tac nghigp tac nghiép
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N&i dung cua muc dich
V| du:

Muc dich cua Westpac (htip://www.westpac.com.au/) la
“ngén hang la s lwa chon dau tién cua khach hang trong
moi thi trwdng va kinh doanh trong diém cla ching t6i”

» Mot myc dich tai chinh cua tap doan cang Sydney la “quan
ly tai san hiéu qua - effective asset management”

- Chu dich cua tap doan cang Melbourne la: ‘dong gop vao
suw phat trién kinh té va xa hoi bén virng cua bang Victoria
b&i cung cap cang két ndi tét nhat va thanh céng nhat tai

Australia”.

* CO suy nghi g vé cac phat biéu muc dich nay? Phai chang
chung da gidi thiéu day du y nghia cho té chirc ?
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N&i dung cua muc dich

NOi dung muc dich:

* Thach thire (Challenging)

« Kha thi (Attainable)

* RO rang (Specific) va do duwoc (measurable)

» Han dinh vé thoi gian (Time-limited)

« Xac dang (Relevant)

Thém nira, muc dich chién lwgc nén THONG MINH

Vi du:
0 Pat dwoc thi hoé 15% von dau tw cla moi cd déng
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Tiép can thiét 1ap muc dich

» Thiét 1ap muc dich truyén thong
— Tl trén xuong (top-down) thiét lap cac muc dich &
cap toan to chirc va sau dé phan tach ching thanh
cac muc dich con tai moi cap doé trong t chirc.
» Quan ly bang muc tiéu - Management by
objectives (MBO)

0 Sy khac biét gitra MBO va tiép can thiét |ap
muc dich truyén thong la thay vi dung muc dich
dé giam sat, MBO st dung chung dé tao déng

muc cho nhan vién . .



Chiing ta can ting cudng
hiéu nang cyacong ty
Muc tiéu cua quan
Iy dinh (cao cap)

T6i mudn ting
dang ké lg ich

cua b phan nay

Tang lgi nhuan
khong phu
thudc vao

Muc tiéu cua
quan ly thanh phan

Dung quan
tam t6i chat

luong; chi can
lam nhanh

Muc ti€u cua quan ly bo phan

Muc t1€u cua ca nhan nhan vién

Thiét 1ap muc dich truyén thong  nguodn: Robbins va cong su (20Q3)



MBO

 Qua trinh ma théng qua nd, muc dich cu thé dwoc thiét
lap mot cach két hop gitra toan b td chirc va cac don vi
trong nd; muc dich sau dé dwoc dung lam co so& dé lap
ké hoach, dé quan ly cac hoat ddng cla td6 chirc va dé
danh gia va khen thuwong déng gop.

- MBO (Management by objectives): Quan ly bang muc
tiéu
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MBO

Cac buédc cua qua trinh MBO:

« Phat trién cac muc dich td chirc

» Thiét 1dp muc tiéu dich cta phong, ban
« Xay dwng ké hoach hanh déng

* Thi hanh va duy trinh ‘tw-giam sat’
 Panh gia tién dé dinh ky

* Danh gia hiéu nang
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Xay dwng cac murc chién lwoc khac nhau

« Murc tap doan: cac chién lwoc tim kiém xac dinh kiéu
kinh doanh nao ma céng ty nén va muén tham nhap in.
Céc chién lwoc bao gom:

— Tang trwdng

— On dinh

— Pb6i mai: Chién lwoc xac dinh cac diém yéu cia tb
chirc lam gidm hiéu suat. Vi du nhw cac chién lwoc
giam chi, thay déi hoan toan

— Cobng ty phan tich danh muc dau tw, vi du ma tran
BCG (cash cows, starts, question marks, dogs)
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Ma tran BCG (cash cows, starts, question
marks, dogs)

& www  valuebasedmanagement.net

CAAAABAN SAAAA SAA

i t o
i duoc chonm Bijloai bo
Murc

tang
trurong
Kinh
doanh

thap

cao /\ Mot sé it '? Sé con lai

cagQ thap
vi thé tuong déi (thi phan)
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Ma tran BCG (cash cows, starts, question
marks, dogs)

« *dogs - co thi phan thap va tang trwdng vai toc dd thap
va do doé khéng tao ra cling khdng phai tiéu thu mot
lwong I&n tién mat. Tuy nhién, “dogs” 1a bay tién mat vi
tién gan doanh nghiép it tiém nang. Cac doanh nghiép
nhw vay 1a nhirng &ng vién bi gat bd. THANH LY — THOI
KINH DOANH
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Ma tran BCG (cash cows, starts, question
marks, dogs)

. * question marks - dang phat trién nhanh chéng va do do
tiéu thu moét lwong I&n tién mat, nhwng vi ho 6 thi phan
thap nén khong tao ra nhiéu tién mat. Két qua 1a mot
lwdi I&n tiéu thu tién mat. Question marks (con dwoc goi
la “dlra tré van dé") cé tiém nang dé dat dwoc thi phan
va tré thanh Starts, va cudi cung cash cows khi thi
trwdng tang trwdng cham. Néu question marks khong
thanh cbéng trong viéc tré thanh nha lanh dao thi trwdng,
sau do c6 |1& nam sau khi tiéu thu tién mat, nod sé suy
bién thanh dogs khi thj trwdng tang trwdng gidm.
Question marks phai dwoc phan tich can than dé xac
dinh xem liéu ho c6 gia tri dau tw can thiét dé phat trién
thi phan.
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Ma tran BCG (cash cows, starts, question
marks, dogs)

« * Starts - tao ra mét lwgng I&n tien mat do thi trwong
twong doi manh chia sé clia ho, nhwng ciing tiéu thu mét
lwong I&n tién mat vi toc dd tang trwdng cao cla ho, do
vay tién mat trong méi hwéng khodng Iwdi ra ngoai. Néu
Starts c6 thé duy tri thi phan I&n cda nd, nd sé tré thanh
mot cash cows khi thi trwedng giam ty 1€ tang truong.
Céac danh muc dau tw cia mét cdng ty da dang, nén luén
ludn co Starts sé trd thanh cash cows thé hé tiép theo va
bdo dam tién mat trong twong lai.
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Ma tran BCG (cash cows, starts, question
marks, dogs)

« * cash cows - lanh dao mét thi trwvdng trwedng thanh,
“cash cows” thé hién mét lgi nhuan trén tai sdn ma Ién
hon tdc dé tang trwdng thi trwérng, va do do tao tién mat
nhiéu hon la tiéu thu. don vi kinh doanh nhw vay can
phai "vat sra", trich lgi nhuan va dau tw nhw tién mat it
cang tot. cash cows cung cap tién mat can thiét dé bién
thanh dau héi l1anh dao thj trwérng, dé trang trai cac chi
phi hanh chinh cla cdng ty, dé tai tro cho nghién ctvu va
phat trién, v&i dich vu no ctia cong ty, va dé tra cd tirc
cho c6 déng. B&i vi cash cows tao ra mét dong tién mat
twong doi 6n dinh, gia tri cla nd co thé dwoc xac dinh
v&i dd chinh xac hop ly bang cach tinh toan gia tri hién
tai cha dong tién mat cla né bang cach str dung mét
phan tich dong tién chiét khau. 45



Xay dwng cac mircchién lvoc khac nhau

» Mwrc kinh doanh: chién lwgc tim t&i xac dinh cach
thtrc ma mét to chirc nén canh tranh trong méi mang
kinh doanh cua né

— Chién Iwoc chung (tinh lanh dao gia thanh, sy khac biét,
dich hwéng)

« M®&c chirc nang (hoat ddng cu thé cia mdi thwong
vUu)

— Chién lwgc mirc chirc nang dién dat cach cac khu
vwre chirc nang hé tro chién lwgec mire kinh doanh

chang han, boé phan R&D co the thuc day doéi moi
dé cung cap san phdm mé&i dé canh tranh
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Cac mujc c

ien lwvog

L Lo Mitrc cong ty
strategy
Business 1 Business 2 Business 3 Mirc thuong
strategy strategy strategy vu
Operations Financial/ :
Management stlr{agtLeD Accounting Msat;l;te:ng stl;lii\d Mirc chire
strategy &Y strategy &Y sy nang
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Thi hanh chién Iwoc

Muc tiéu hang nam

Chinh sach

Pong lwc nhan vién

Phan b6 nguén lwc
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Thi hanh chién lwoc

Thuwc hién ké hoach chién lwoc

Cong nghé

Nhan lwc

Hé thdng khen thwéng
Qua trinh ra quyét dinh
Cau truc

Van hoa

Trong xéy dung chién lwoc quan trong phai quéan ly chién lwgc, chién
lrgc sé khong dat tac dung dw kién, trir khi thi hanh hiéu qua Thi
hanh chién lwoc lién quan dén hoat doéng quan ly dé dwa cac chién
lwroc dung ché, thiét Iap cac giam sat chién lwoc dé diéu hanh tién do,
va cudi cung dat duwoc muc dich cua té chirc.
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Danh gia chién lworc

Xem xét noi bo (danh gia trong)
Danh gia ngoai

Do lwong hiéu suat

Hanh déng khic phuc

Lién hé danh gia trong/ngoai

- Phan mém/ chwong trinh: kiém thir trong (internal/trang: white)
va ngoai (external / den: black)

- chwong trinh dai hoc, trirdng dai hoc



Panh gia chién lwoc

Duy tri gidm sat chién lwoc

« Kiém tra méi trudng

« Panh gia anh hwédng cua hanh déng
« Giam sat két qua
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Outside-USA Strategic Planning

. y SIMPLE AND
he:‘lzc.’ei‘trnal STRAIGHTFORWARD APPROACH
Chapter 6 TO STRATEGIC PLANNING

Strategy

Types of Generation Strategy I Strategy Strategy
Strategies 3 and Implementation Execution Monitoring
Chapter 4 Selection Chapter 9 Chapter 10 Chapter 11
Chapter 8

The External
Audit
Chapter 7

Ethics/Social Responsibility/Sustainability

| Strategy | Strategy | Strategy _I
| Formulation I Implementation I Evaluation ||
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Quan ly chién lwoc trong bdi cdnh hién nay

“Luat ba thwr - The rule of three” trong kinh té: “ludn co ba doi
thu canh tranh chinh cho bat ky mdt nganh céng nghiép
trong thi trwvong tw do” (Jagdish Sheth va Rajendra Sisodia)

» Dinh hwéng méi cho chién lwoc td chire
— Chién lwoc ap dung ky thuat thwong mai dién tor
— Chlen lwge dich vu khach hang (san pham, dich wu,
truyen thdng, van hoa)

chang han: New Balance Athletic Shoes: giay nhiéu kich c@,

kinh doanh "5 star” tai Maclean, NSW thwc hién voi phuo’ng cham
chung tdi sap xep chung ta mang dén, chung téi cham séc’, cung
cap cac dich vu m¢ réng t&i khach hang
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Quan ly chién lwoc trong bdi cdnh hién nay

— Chién lwoc dél moi : phat trién san pham, cai tién quy
trinh, thdi diém déi maoi “first mover”

— First mover: hinh thirc lgi thé canh tranh ma mot cong
ty kiém dwoc bang cach dau tién dé nhap vao mot thi
trwdng cu thé hodc cac nganh céng nghiép.

Vi 1a ngwdi dau tién cho phép mot cong ty dé co duoc
cbng nhan thwong hiéu cao cap va trung thanh cua
kKhach hang.

Cong ty cling co nhiéu thoi gian hon dé hoan thién san
pham hodc dich vu ctia minh.
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Mot 1 ban veé luat ba tha kinh té

« Robert Skitol, luat sw cua Drinker, Biddle & Reath LLP & Washington lai
nghi ngd diéu nay, 6ng cho rang: “Ly luan trén c6 thé mang lai loi ich tot
nhat cho 3 dai gia canh tranh chinh trong bat ky thi tru&ng dwoc xem xét
nhwng khdng c6 nghia la loi ich dat dwoc cla 3 dai gia & mdi thi trwéng
la nhw nhau, hay noi cach khac I1a do nhu cau tiéu dung & méi thj trwdng
la khac nhau.” Ngoai ra Skitol con nghi ngd vé con s6 3 nay. Theo 6ng
cac quy dinh chéng déc quyén dwoc ap dung ngay nay la do trong hau
hét cac nganh cdng nghiép My déu cé rat nhiéu dbi tha canh tranh chinh.

« Gido sw Jagdish Sheth ciing thira nhan rang quy luat vé bd 3 cta éng co
tng dung rat han ché & moét s6 thj trwdng ngoai nwdc My, dién hinh 1a &
cac nwdc khdi EU, sy sap nhap da anh hwéng it nhiéu va gan day lai
ndy sinh mot quy luat maéi vé bd tlr. Tuy nhién gido sw Sheth cho rang
xay ra diéu khac biét nay la do cac thi trwéng rdi rac, con lai hinh thire ap
dung cac luat 1& vé chong ddc quyén khong cé anh hwédng gi nhiéu.

Nguon:
http://dichvuso.vn/detail/xay-dung-thuong-hieu-yeu-to-song-con-cua-doanh-nghie
p-nho.html
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Luat ba thir — the rule of three

« Pugc st dung phd bién:
— Cong ddng ngudi - Pai tr 3 ngdi: (ching) téi — (cac)
anh — (chung) n6
— Khéu hiéu, bai phat biéu tbt co tiéu dé la danh sach ba
muc
* “Ban be, ngwoi La Ma, néng thon" - William Shakespeare trong
Caesar Julius
* “Hoc, hoc mira, hoc mai” — Lé Nin
- “Doan két, Doan két, Dai doan két — Thanh céng, Thanh cdng,
Dai thanh céng” — H6 Chi Minh. “Cua dan, do dan va vi dan”
« "Mau, moé hoi va nwdc mat" - General Patton
« “Uu tién cua chung t6i la "Giao duc, Giao duc, Giao duc" -
Tony Blair
— Trong tén giao
« “Cha, Con, va Thanh than" —

- “Niém tin, Hy vong va Nhan t&”
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Luat ba thir — the rule of three

Luat ba thir mo ta tinh ba ngdi & moi kiéu — tap bat ky ba yéu t6 co
lien quan. Hai bién thé cu thé hon cua luat ba tht la hendiatris (phép
thé ba ng6i) va tricolon (tinh déng hanh).

Hendiatris 1a hinh dang clia bai phat biéu, trong d6 dung ba tir ké
tiep nhau dé thé hién mét y twdng trong tam. Vi du:

— *"Nhanh hon, Xa hon, Cao hon" [Phwong ngén Olympic]

— *"Rwou, phu nir, va bai hat" []

Tricolon 1& mét loat cac ba yéu tb gtU’ hpéc cum twr) song song. Trong
mot trico‘lon nghiém ngat, cac yéu,tc“) cO cung d6 dai nhwng nhin
chung diéu kién nay tr¢ thanh tha yéu. Vi du

— *Bo6c lap — Tw do — Hanh phuc

Ap dung: néu chi cé ba diém ma chung ta muon dé lai
cho khan gia: dung khéng qua ba chd dé cho mbi slide.
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Phan 2. Quan ly dich vu



Lap ké hoach chién lwoc dich vu

« MOt qua trinh theo do:
— Mét cong ty phén tich cac diéu kién hién tai va cac duv
an co thé can xay ra trong twong lai
— Tl d6, cong ty tao ra quyét dinh vé viéc cai gi nén
lam trong twong lai trong boi canh muc tiéu cua cbng
ty
— Nhuw da trinh bay & trén

=

3

I)?’ ‘\
A\ :
';’

3
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Cac thanh phan ctia md hinh quan ly chién lwoc

« Tom tat cac budc thude vao viéc hinh thirc hda va ra
soat chién lwoc nhw sau:

1. “SWOT” (strengths-manh, weaknesses-yéu,
opportunities — thoi co, threats-nguy

Hinh thirc hda chién lvoc

Thi hanh chién lwoc

Panh gia két qua

a &~ 0 DN

Cung c6 lai chién lwoc
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« Chét lwong va sb6 lwong cac ngudn tai nguyén cta cdng ty; diém

Phan tich noi bo

va diém yéu; va nang luc

manh

Hé thong Chién Quan Phan doan
cung cap lwvo'c hoat niém dich thi trvong
dich vu déng vu muc tiéu
Cac tinh Cac yéu to: Két qua Chiéu
nang: < > [ -Hoat dong < > < > | cac phéan
-Con nguoi Lidu cac hé -Tai chinh o khach hang Lam thé nao doan co gi
-Coéng nghé théng dich vu | -Ta@inguyén Cf) thg cung | muon gi? quan niém chung?
-Quy trinh lien kétdén | Connguoi | capcac , duoctinhthé | .

) chién lwoc? W dich vu can Lam thé nao tuo;ng déi vé Lam thé nao
Han che ' Noi dinh thietvavan | gé nhan yéu ciu dé phan
nang lwc hwéong tap thi hanh thirc két qua khach hang doan?

) trung? mot loi ich ? va sy cung
Lam thé nao ? cAp clia ddi Nhirng nhu
de: Cac bién biéugianh | he canh cau gi ho da
-Bam bao phap? hudng den tranh? co?
chat lvong, Uu dai? thiét ké,
-Gilip phan « - - ~| phan phdi, ) | Ho da dwoc
biét, So sanh dé tiép thj? ) " | phucvu tbtra
-Tao cac rao canh tranh sao ?
can nhap? -Chi phi

-Vv
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Cac yéu td méi trwdng ngoai thich hop v&i cac dich
vu

* M04i trrong bén ngoai
— lwe lwong ma cong ty rat it quyén dé kiém soét
MOi treong tr xa
— Xa hoi
— Cong nghé
« M04i trwrong cong nghiép
— Canh tranh
* M04i trwo'ng hoat dong
— Tai nguyén cua chung ta
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Chién lwge kinh doanh chung

1. Lanh dao gia ca trong dich vu
— Lwuy cac diém sau
* Phuong tién quy mé hiéu qua (Efficient-scale facilities)
« Kiém soat chat ché chi phi (Tight cost controls)
« Pau tw vao cdng nghé cao (Investment in high-technology)
« Hy sinh vé gia c3, 16 ban dau khéi nghiép (Sacrifices in pricing, initial
start-up losses)
— Tim khéach hang v&i chi phi it hon dé phuc vy
— Chién lvoc mang lwoi
2.  Sw khac biét trong dich vu
— Tao mét dich vu ma dwgc cdm nhan dwoc duy nhat; diéu huwéng téi long
trung thanh cua khach hang qua kiém soat chi phi nghiém ngat.
3. Dinh hudng trong dich vu
— Muc dich la phuc vu cho mét phan doan thi trwong ky lwdng trong mot
cach dac biét.



Lwa chon va thi hanh mét chién luvoc

« Can bang két hop nhiéu chién lwvoc
— Sw thda hiép gilra rui ro va tang truedng
— What to in-source / out-source

 Muc tiéu hang ndm va ngan han

+ Cac d6 do t
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Co cau va van hda cua td chire
« Tao chinh sach trao quyén hanh déng

« Co cau co quan can diéu chinh dé phu hop véi chién
lwo'c

. Ba lwc lwong diéu hwdng
— Toan cau hoa
— Internet
— Toc do
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Tinh 1anh dao cla té chirc

. Boi cadnh ngay nay
— Sw bién dbi lién tuc
— Quan hé co6 s map mo

 Anh hwéng cta ngwdi Ianh dao trong van hoa cua to
churc
— VVaVan hoéa cé hiéu qua I&n trong thanh céng
— Chau A khéng c6 dat cho cac quy tac marketing ci
mon
» Xem céc bai tiéu luan vé tinh Ianh Xem cac bai tiéu luan
vé tinh lanh dao
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Van hoa
e “Cach thurc chung ta lam xung quanh noi lam viéc”
— Gia tri cdng ddng (cdng ty)
— Théch thre (khuynh hwédng) toan cau
— Diéu khién can bang va trao quyén

— Khen thwéng va thang tién
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Mot khung canh

* “Tri giac va dap wng”

» Khung canh quan ly thich nghi
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Khung nhin khac
« Van hoa hiru hinh

« Thuc tién kinh doanh
— Tao nén sw twdng minh co thé anh hwéng van hoa
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Piéu khién va tao ra s tién bd

Tién dé
— Théng minh tiép thi

Canh giac dac biét
— Lwu y khi moi thtr da co sai sot

Giam sat chién luoc
— L& top 5 bién phap can quan tam

Piéu khién thi hanh
— Quan ly danh muc dau tw
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Do lvong

« CoOng viéc rat kho khan
— Qué nhiéu dir liéu, tap quyét dinh toi, dir liéu sai s6t

* “Nhan dwoc gi nhw da do”
— Lanh dao kiém tra trén nhirng gi moi ngudi lam

* Khach hang khong biét cai ma ho nghia la tot song ho
biét dwgc cai ma ho nght la xau

sales support
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Xem xét thiét ké phat trién dich vu maoi

Yéu to Xem xét

Hé thong | Nhirng gi khach hang thay, noi ma hién san
giao hang | xuat xay ra? Trong B2B c¢6 thé chung ta di
chuyén lién tuc thdng tin tr mét trong nhirng
diém x& ly dén diém tiép theo?

Thiét ké Kich thuéc, bo tri, cdm thay nhw thé nao?
phuwong Quan trong trong B2C - néu con nguwdi thay
tién kho chiu thi ho co thé sé khdng trd lai.

Lap ké DONg doi va nhu cau. Théng thudng khong
hoach én ké hoach day du ma sé nhan duoc két qua

nang lwc vb gia tri. Phailam gi v&i nang lwc duw thira?
Phai l[am gi v&i khach hang khi dé ho chd doi?
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Xem xét thiét ké phat trién dich vu mai

Yeu to Xem xet

Gap g& dich Pao tao va trao quyén cho nhan vién. Kinh nghiém cua

vu con nguw®i van héa anh huwdng t¢i nang lwc va tinh than
thién cGa ho va dan t&i anh hwédng téi quan hé khach
hang

Chat lwong Po lwérng va quan ly ky vong. Chat lwong dich vu duwoc
nhung trong mét moé dun khac.

Nang lwc va | Diéu chinh ké hoach dé phu hop véi yéu cau khach hang

nhu cau quan
ly

hodc can cé mét cach thirc dé diéu hwéng nhu cau toi
nang lwc cung cap cua cbng ty (theo cach nghi théi gian
hanh phuc).

Thong tin

Cai dé thu thap, dé bao quan, cho loi thé canh tranh. Van
dé vé su rieng tw va chu nhan riéng doéi voi div liéu? Co
chang mét dich vu ma khéng phu thuéc vao théng tin?
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Cac thanh phan thiét ké cta dich vu

DAu hiéu vat ly PCn va &ng dung, thé, hd so

Hanh dong khach hang Yéu cau IT, van dé goi ban tro giup..
Dong twong tac

“San dién”
. . . Nhan cubc goi, m¢ thé, di t&i ban nhan vién
Hanh déng nhan vién

Dong hién thi

Hau treong Chi dan toi tai liéu hwdng dan,

Hanh dong nhan vien yé&u cau tro giup tr nhom

Dong twong tac ndi bd

Qua trinh tro’ giup
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M® hinh kinh doanh thanh phan

 Thanh phan
— GOp nhém con nguoi, cdng nghé va cac tai nguyén
— Cung cap mét gia tri nao do
— C6 thé hoat dong déc lap

Y
n

* Khung nhin doanh nghiép nhw mot tap cac thaZ phan
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Pinh vi ,Chién lwoc théng qua
cau truc qua trinh

SAach cua Fitzsimmons

Qua trinh cho*phép dat vi thé
— Phtrc hop Phan ky

Péi twong qua trinh dich vu
« Hang hoa

« Trao dbi hoat ddng

Murc lién két khach hang



Thiét ké hé thong dich vu

» Tinh lién tuc clia hoat dong khach hang nhw mét dong
san xuat
— T “day chuyén san xuat’
— T&i1 “tw phuc vu”
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Quan ly nang lwc va nhu cau

« Chién lwoc quan ly nhu cau
— Phan doan khach hang
— S wu dai gia
— Cac khuyén mai khéac
— Cac dich vu bd sung

« Chién lwoc quan ly nang lwc

— Chia sé nang luc

— Pao tao cheéo

— Ban thoi gian

— Cac ca lam viéc

— Tang cuwong tham gia cua khach hang
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Chubi cung &ng dich vu
« Khung nhin hé thdng
« C06 gang sinh ra hiéu qua

« Su khac biét chudi cung trng dich vu 1a?
— Khach hang nhw nha cung cap két qua trong moi
gquan hé hon la mét chudi cac hanh dong.
— Dién hinh ctia San xuat va tiéu thu xay ra dong thoi.
— Nang Iwc dich vu 1a “sw kiém ké”.
— Khéach hang co thé cung cap dau vao kém chat lwong
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Chubi gia tri

Khung nhin qua trinh
— Hanh ddng dé
Danh muc dau tw
Thiét ké
Sinh nhu cau
Ban hang
San xuat
Cung cap hang (tan noi)
Lap hoa don
Hb tro ban hang niém yét

© N A WODh =




Tiép thi: chién lwoc, xay dwng thwong hiéu, théng tin
lién lac, gia ca, loi nhuan

« kinh nghiém cling c6 d6 anh hwdng I&n nhuw cac loai
dwoc cung cap

Kinh nghiém + Két qua
Gia tri kinh _
nghiém

Gia ca + Tién loi
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Vi thé va xay dwng thwong hieu
e Vithé
— Phan tich
« Thi trwérng — dé phan doan (thi phan)
* N&i bd — dé hwdng téi muc tiéu
« P4i thi canh tranh — dé tao sw khac biét

e Xay dwng thwong hiéu
— Pé dang ghi nhé
— Pé nhan biét
— “Dong cam-dong nghi suy”

. Tracemark



Truyén théng

« Théng bao, Thuyét phuc, Tao ra sy tin nhiém

o s~ w0
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Nam cau hoi
Ai 1a déi twong (khach hang) muc tiéu?
Chung ta mudn néi diéu gi va dat dwoc gi?
Nén noi voi ho theo cach nao?
Truyén thong di t&i dau?
Khi nao vao thwong xuyén ra sao?




Gia ca

» Gia ca dwa trén gia tri

« Gia ca dwa trén chi phi
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(4 +3)P
o 4 P twr tiép thi
— Product (san pham)
— Place (noi hudng téi)
— Promotion
— Price (Gia ca)
« 3 P trong dich vu
— People (Con nguoi)
« Mdi quan hé va long trung thanh
— Gilr virng “quyén” cia khach hang
— Khach hang hién tai tang thém loi ich ma
khong tang chi phi
— Physical evidence (Thi hanh vat ly)

T Process (Qua trinh)




C6 khéc biét trong tiép thj dich vu?

» Tiép thi hdn hop nhiéu bién hon

- Lién két chat ché gitra tiép thi va thao tac
* Giao dién khach hang

 Quan ly kiém ké

» Xac dinh chi phi
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Hoat dong (2)

5. St dung so d6 dwdi day, tién hanh mot cudc thdo luan vé
kha nang hay han ché cltia qua trinh kinh doanh gia cong
phan mém t hai quan diém - do ctia cong ty va cla
khach hang..

[T-enabled Services
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Education Design
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Technlcal
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Fabnicl Data entry d
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Tom tat

« Quan ly chién lwoc la mdt khu vue toan dién bao
gom hau hét cac khu vwc ch&c nang cua tb
chire.

N6 la mét khai niém bao trum cua quan ly ma
bao gom tat ca cac khu chirc nang nhu tiép thi,
tai chinh va tai khoan, ngudn nhan lwc, san xuat
va tac nghiép vao mot ky luat quan ly cao cap.

« Quéan ly chién lwoc cé tdm quan trong t&i su
thanh céng va that bai cia td6 chirc hon bat ky
khu vwe chire ndng cu thé.
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Tom tat
* Quan ly chién lwvoc khac véi quan ly thwdng 1€ va tac
nghiép.

— Quan ly chién lwoc gidi quyét cac van dé & cap dd td chrc va
cac van dé cap cao nhat trong khi quan ly chirc nang hodc tac
nghiép giai quyét cac khu vue cu thé cia kinh doanh.

— Quan ly chién lwgc tap trung twong doi dai han so véi quan ly
tac nghiép.

— Nguwdi quan ly cdp cao nhw Chu tich, Gidam dbc, va cac nha
hoach dinh mrc doanh nghiép lién quan nhiéu hon trong qua
trinh quan ly chién lwoc trong khi nha quén ly chirc nang va cac
nhan vién khac lién quan nhiéu hon dén cac linh vwc quan ly tac
nghiép.

— Linh vwe quén ly chién lwoc rdng hon bat ky linh viee quéan ly
chirc ndng cu thé.
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Tom tat

Quan ly chién lwoc lién quan dén thiét 1ap tdm nhin, s mang, muc
tiéu, va chién lwoc ma co thé hwdng dan dé thiét ké cac chién lwoc
chirc nang & cac khu vwe chirc nang khac. Vi vay, né 1a quan ly cap
cao nhat mé dwdng cho quan ly chirc ndng hodc quan ly tac nghiép
khac trong mot td chire.
Quan ly chién lwoc 1a khu vwe rat quan trong: xac dinh sw ludn
vwon lén, ton tai, hodc diét vong ciia mdt té chirc. Quan ly chién
lwore 14 rat quan trong bdi vi né hwéng dan tat ca cac khu vwe chire
nang cua doanh nghiép.
Céac doanh nghiép phéat trién hé thdng quan ly chién lwoc hinh thiee,
c6 mdt xac suat thanh céng cao hon so véi cac doanh nghiép khéng
lam (Lawrence R. Jauch & Willam F. Glueck, Business Policy and Strategic
Management, McGraw-Hill Pub, 1989, pp. 35.).
Quan ly chién lwgc gilp cac cong ty dw doan cac van dé va co hoi
trong twong lai.
N6 cung cap tam nhin, s mang, muc tiéu va chién lwoc rd rang
trong viéc dan dat td chirc t&i twong lai bdo dam.
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Tom tat

" Quan ly chién lwgc dwoc xac dinh nhw 1a nghé thuat va
khoa hoc vé xay dwng, thi hanh va danh gia cac quyét
dinh lién chirc ndng cho phép td chirc dat dwoc muc tiéu
cua nd" (Fred R. David, Strategic Management: Concept
and Cases, 2003, Pearson Education, Delhi, 2003, p. 5.).

 Quan ly chién lwgc khdng chi lién quan dén mét chuyén
nganh duy nhat ma bao phu lién ch&c nang hay téng thé
td churc.
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Tom tat

« Quén ly chién lwoc 1 mét dong cac quyét dinh va hanh dong
(Lawrence R. Jauch & Willam F Op. Cit.). D6 1a mét qua trinh ma cap
quan ly cao nhat quyét dinh va thi hanh cho sw thanh céng cla tb
chirc.

— NO giup dé xac dinh chién lwoc tdt nhat cé thé co dé cac td chirc gianh
chién thang trong trd choi trong méi trwédrng kinh doanh canh tranh.

— Nhuw vay, quén ly chién lwgc 1a cach ma chién lwoc gia tim thay noi mét
td chirc dang dirng va noi ma té chirc mudn tiép can. Khoang cach
gitra vi tri ky vong va vi tri co6 thé dwoc goi 1a khodng cach hiéu nang.
Trong nglr cdnh nay, qua trinh quan ly chién lwoc khdong chi xac dinh
khodng cach hiéu nang ma con cb gang dé rut gon khoang cach. Do
khi, khodng cach hiéu nang cling c6 thé 1a dwong. Trong trwdng hop
do, chién lwgc can nang cao muc tiéu cla minh va giam thiéu khoang
cach. Chién lwoc cd gang stra chiva hé thong va chién lwoc dé dat
dwoc muc tiéu dich t¢i khoang cach hiéu nang vao trwdng hon la mét
“khoang cach am’.
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