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2.1. Vai tro cia chién lwoc trong thiét ke TC
La trang thai mong muon ma mdt TC nod luc dé dat duoc

MOi treong bén ngoai

Cac co hoi, de doa, su
khong chac chan, cac
nguon luc, ...

Quan tr1

cap cao

MOi treong bén trong

Piém manh, diém yéu,
nang luc khac biét,
thanh cong, ...

(CO hal logi muc tiéu co ban)

Quén tri chién | | Thiét ké
lwoc chue
.Xac Lua - Hinh thtic co
dinh su chon wa cdu td chic
menh, || mMuc | | esnnons
muc m HeUtac | | thong tin
teu 1) nghiep | | o tien két che
chinh VA e o phan
thire chién o
| - Chinh sach
uoc nhan luc...

<
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Cac két
qua hiru
hi¢u
- Nguon luc

thu duoc
- Hi¢u qua

- Nang luc
canh tranh

- Thoa man
cac bén hiru
quan




2.2. Muc tiéu cia to chic
2.2.1 Muc tieu chinh thirc (st ménh)
Muc tiéu chinh thirc (hay sir ménh): Dinh nghia chinh

thtrc vé pham vi va két qua kinh doanh ma to chtrc dang co
gang dat to1

S ménh Muc tiéu tac nghiép
Lo the canh 1. Hiéu qua chung
tr?nh . 2. Nguén Iyc
Nang lwc cot 0] 3. Thi trong
4. Phat triéen nhan nhan sw
5. na:ng suat ,
6. déi méi va thay déi
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. Néu vi du mot ngan
hang ¢ Viét Nam va xac
dinh ro muc tiéu chinh
thirc ciia nd, gom:

1. S& ménh (Nhiém vu)

2. TAm nhin (chién lugc)
3. Nang luc (cot 16i)



CH5- Muc tieu tổng quát.pptx

2.2.2. Muc tiéeu tac nghiép

Muc tiéu tac nghiép:
Vach ra cai dich can dat dén thong qua cac tién trinh hoat dong cu
the cua td chirc va giai thich nhiing gi to chirc dang c6 gang lam

Poi m&i va
thay doi
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2.2.3. Vai tré cua muc tiéu

Muc ti€u chinh thirc

- Muc dinh va cac gia tri
- Tinh hop phap

Muc ti€u tac nghi¢p

- Phwong hwéng, dong luc thic day nhan vién
- Céc,; nguyén tac dwa ra quyét dinh
- Chat lwvong cua hiéu qua hoat déng
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2.3. Chién lwoc va thiét ké td chirc

Chién lwoc la mot bdan ké hoach vé sw twong
tac trong moi tricong canh tranh dé dat cdc
muc tieu to churc

« M6t s6 md hinh chién lworc cua:
— Porter

— Miles va Snow
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2.3.1. Chién lvoc canh tranh cua
Porter

Chién lwoc khac biét: phdn biét ré hang hda va dich vu so
vdi déi thu canh tranh trong cuing thi tuong lién quan

Chién lwoc dan dau vé chi phi thap: Tang thj phan
béng duyetrl chi phi thap so véi dbi tha canh tranh

Yon,
O

Cdc t6 chirc c6 the chon tiép can tap trung vao 2 cl,wié'n
lwroc trén theo chiéu rong hoac pep trén co’ sc’r‘lg’i the c‘,anh
tranh & murc réng hoac hep dé dat dwoc nhiéu thi phan
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Khac biét hoa: Dan dau chi phi thap:

- Marketing hiéu qua _ Kidm soat chi phi chat ché

- Nghién ctru co so, Hob IV héa cac tidn trinh. ko

Séng tao - ?’p Y NOa CacC len trinn, Ky
nang

- Cac chirc nang phoi |
hop manh mé - Tang cwong giam sat nhan

- Danh tiéng hop nhat Viéf‘ , , ’

v&i chat lwong,cong - Thiét k&, cai tién san pham

nghé - Bdo céo kiém soat thuong
Xuyén, chi tiét



2 yéu t6 anh hwéng mo hinh cia Porter... (tiép)
(Loi thé canh tranh va Pham vi canh tranh)

Khéac biét Dan dau chi
hda IRUETe

Tap trung vao tinh
déc dao

Tap trung vao hié’u
qua va chi phi thap

VD: Tap trung

[ VD:Tap trung chiéu
chiéu rong Apple

rong Walmart
VD: Tap trung theo

chiéu hep c6 BDS
Edware:,Jones

VD: Tap trung hep-
ctra hang tién ich
Family Dollars

Nha quan ly chon mét trong hai md hinh dé cé chién lwgc tip trung

Source: Based on Michael E. Porter, Competitive Advantage: Creating and Sustaining Superior Performance (New York
The Free P(E'%\%n?n‘htj’)%g-s)r:uunndl|\1nh||nnnﬂnuflnn|1 comtel
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Chién lwoe canh tranh cta Porter

LO'I THE CANH TRANH

Chiphithap  Dich vu déc dao

RS DAN DAU CHI S KHAC BIET
ong PHi THAP (vd: Apple- Vé
PHAM (vd: Ryanair vé thiét ké, quang
V| hang khéng gia cao Iphone)
ré
CANH ’
TRANH

TAP TRUNG VAO
CHI PHi THAP
(vd: Edward Jone
Hep vé BDS)

TAP TRUNG VAO
SU KHAC BIET
(Vd: Puma vé Day
thé thao)




2.3.2 Chién lvoc cua Miles va Snows

Céc nha quén ly nén tim cach x4y dung chién luoc
phu hop véi nhu cau cua méi trirong bén ngoai, voi
val tro la:

- Nguoi tim kiém
- Ngwoi bao ve
- Nguwoi phan tich

- Ngwoi phan wng lai



Nguo1 tim kiem

- Chién lwgc:
+ Luon cai cach, sang tao
+ Tim co hoi va tang truéng

_I_

Mao hiém, chap nhan rui ro
CAu tric: Hitu co, mém
d¢o, phan quyén

MOi trwomg phu hop: Nang
dong, dang tang truong

Nguoi bao vé

- Chién lwoc:
+ Giam thiéu rui ro
+ Gilir thi phan hién tai
+ Hi¢u qua bén trong,
giam chi phi
- C;A'lu truc: Tap trung,
kiém soat chat cheé
- MOI trweong phu
hop: On dinh, doc
quyén



Nguo1 phan tich

- Chién lwoc:
+ Duy tr1 Hi€u qua va cai
cach
+ Tang truong
( két hop tim kiém va
bao v¢)
- Cau truc: Kiém soat
chat ché & mém déo
- MOI truweong phia hop:
Su thay do1 di€u hoa

Ngud1 phan irng

- Chién lwoc:
+Khong c6 st menh 10
rang
+ Luon c6 hanh dong
dap tra (Khong hoan
toan la chién luoc)
- Céu truc: Phy thudc
nhu cau cu thé
- MOI treong phu hop:
Bat ky





CH6. so sanh 2 truong phai chien luoc.pptx
CH6. so sanh 2 truong phai chien luoc.pptx
CH6. so sanh 2 truong phai chien luoc.pptx

2.3.3 Lwa chon chién Iwoc phu hop va
thiét ké t6 chirc

S
Chién lwoc tac dong dén nhirng
dac diém bén trong td chirc

Cac nha quan ly phai thiét ké
td chirc dé hoé tro chién luoc

“wwganh tranh cla cong ty

On
g @U[ / OOk

CO/TI




Cac yéu td gia dinh anh hwéng toi thiét ké té chire

MOi
trwong , Cong
nghé

Cau truc va thiét ké t6 chirc hon hop

The Right Mix of Design Characteristics Fits the Contingency Factors

LT
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2.4. Danh gia hiéu qua cla to chirc
2.4.1. Khai niém hiéu qua cua to chuc

Pé danh gia hiéu qua, xem xét mot so cac bién &
ca cap do to chirc va phong ban.

Hiéu qua lién quan dén cac hoat ddng cua cac to
chirc va so lwong ngudn lwc dwoc str dung dé tao
dau ra.

Phwong phap do hiéu qua:
1. Tiép ca&n muc tiéu
2. Tiép can nguén luc
3. Tiép céan hoat déng ndi bd
4. |ep can cac thaqp phan chién lwoc
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CH7. Chi so hieu quả - to chuc.pptx

2.1.2: Md hinh danh gia truyén thong

//—_\.

“Cac chién
lwoc tiep
can

Thij trvdng

LD

S Chinh phi

chire khac
Nha cung cap Khach hang

Nha tin dung Xa hoi
TO CHUC
Cac hoat dong
va quy trinh
van dong bén
trong

Hang hoa va >
DVdaura
A |

Tiep can
muc tiéu

Tieép can
nguonlwc .z . . Ar o a
9 . Tiep can hoat dong noi bo
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Tiép can nguon lyec:
Kha nang va marc do thu hut
nguon lyc khan hi€m tir mo1

truong (dau Ve‘lo)

- Do lwong:
* Dia vi trong thuong luong
* Kha nang nhan thirc moi1
truong
* Duy tri hoat dong cia to
chtrc
* Kha nang phan trng lai thay
doi
- Uu diém: Sir dung khi céac
do luong khac kho khan
- Han ché: Chua phan anh
viéc st dung ngudn luc

Tiép cin tién trinh bén
trong:

Tinh hiru hi€u Ia tinh trang
va hiéu qua bén trong

- Do lwong:
* Su hai long cua nhan
VIén
» Hiéu qua kinh té (ty 1¢
dau Vao/ra)
- Uu diém:
e Nhan luc la mot lo1 thé
canh tranh
* (o6 thé do luong tung
b0 phan
- Han cheé: Chi dé cap
tinh hiru hi€u bén trong



Tiép cin muc tiéu

Danh gia tinh hiru hiéu

qua mirc dé té chirc dat

dwoc cdc két qud diu ra
- Do lwong:

Muc ti€u tac nghi¢p
Loi nhuén, thi phan...

Str dung cac chuyén gia
- Uu diém:
Pau ra la mong muon
cua td chirc
Thuong sar sang dé do
lwong
- Han ché: Muyc tiéu ,
Xung dot, dinh tinh rat
kho do luong

MOI trudong bén ngoai

Cac ngudn
luc
dau vao

| |

Tiep can
nguon luc

To chirc
Cac hoat
dong bén
trong va
cac tién
trinh

| |

Cac san
pham va
dich vu
dau ra

| |

Tiép can tien  T1€p cén
trinh bén trong muc ticu




2.1.2: M hinh danh gia thé d

Kaplan va
Norton: néu
cdc t6 chirc
muon cai
thién hiéu ho
phai tich hop

viéc do lwong

cac

tai san voé
hinh vao hé
théng quan
tri cua minh

thay vi chi do

két qua tai
chinh

Khach hang

“Pé dat dugc tam
nhin, chlng ta
phai thé hién

ra sao trudc
khach hang ?”

Muc tiéu
Thudc do
Chi tiéu
Sang kién

-
iem Ca
Tgl chinh 219/l
"DE t0n tai v& tai (¥ |gIB%
chinh, ching ta |53} c
phai thé hién S [Fl0[@
ra sao trugc
cac cd dong?”
? Quy trinh
Tam nhin NOi bo
< Vi “pé thoa man cd
. dong & khach hang,
Chien lugc chiing ta phai xdc
: tién cac quy trinh

'

ndi bo nao?”

Hoc hoi va
7 V.4

Phat trien
“Dé dat dugc tam
nhin, chlng ta lam
thé nao dé duy tri
dugc kha nang
thay doi & cai tién?”

Muc tiéu
Thudc do
Chi tiéu
Sang kién

n bang

Muc tiéu
Thudc do
Chi tiéu
Sang kién




Cac thé diém (vién canh) can bang

Chi sé Tai chinh: do lvong hoat dong gop phan nang
cao hiéu qua tai chinh ngan han va dai han

(VD: lgi nhuan rong va ty 1é hoan von dau tw)

Chi sé dich vu khach hang do ludng quan diém cla
khach hang dbi véi to chire:

(VD: long trung thanh va sw hai long cua khach hang)

Chi sé quy trinh nGi bo: sO liéu thong ké tr xac dinh
nhu cau - san xuat/ cung &ng — dap rng nhu cau

VD: toc dd thwe hién hodc chi phi cho moi don hang

Tiém nang hoc tap va phat trién: sb liéu vé ngudn
nguon lwe

(VD: do lwong s hai long va gan bd cua nhan vién;
dao tao va ky nang ctia nhan vién



Vi du B6 chi so KPI - Key Performance Indicator
la chi s6 danh gia thwc hién cong viéc

\

Ti 18 gidm thdi gian cda chu
trinh san xuat

Lwgng thay doi ki thuat

St dung von

Thoti gian phan hoi don hang
Nang luc hoat dong

[ ¢ Loinhudn datdwoc

¢ Doanhthu

e \Vdn

¢ Dongtién hoat déng

e H& sd vong quay hang
ton kho

J

N

Nang luec lanh dao

e S8 ngay daotao/mébt nhan
Vién

e Nang cao chat lwvgng hoat
dong doi nhom

e Kha nangkhao sat khach
hang

e (8 phan thi trwdng

e Tilédonhangci

e Chisd thuong hidu




Tom tat van de co ban khi thiéet ke TC

. T chirc ton tai cho mdt muc dich nhat dinh

. Muc tiéu chien lwgc bao gom cac lgi thé canh
tranh va nang luwc co6t [0

. Chién luvoc cé thé bao gobm nhiéu yéu td ky thuat

. C4 nhiéu mé hinh dé ho trg trong viéc phat trién
cac chién luvoc

. Hiéu qua t6 chirc phai dwoc danh gia

. Khéng co céach tiép can phu hop cho moi td chirc
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BAI TAP THAO LUAN 1

Divide into groups of four to six members.

Select an organization to study for this exercise. It
should be an organization for which one of you has
worked, or it could be part of the university.

Using the exhibit “The Balanced Scorecard Approach
to Effectiveness™ (Exhibit 2.8), your group should list
eight potential measures that show a balanced view of
performance across the four categories. Use the follow-
ing table.

4. How will achieving these goals help the organization

to become more effective? Which goals could be given
more welght than others? Why?

Present your chart to the rest of the class. Each group
should explain why it chose those particular measures
and which they think are more important. Be prepared
to defend your position to the other groups, which are
encouraged to question your choices.

Effectiveness Goal Performance How to Source What Do You
Category or Subgoal Gauge Measure of Data Consider Effective?
Compare
percentages of 25% reduction
(Example) Equilibrium | Turnover rates workers who left HRM files in first year
Financial 1.
2.
Customers 3.
4.
Internal b.
Business
Processes 6.
Learning T.
and Growth
8.




