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LOI GIOI THIEU

(Cho ban tiéng Viét)

Nhitrng mo hinh quan tri kinh dién la két qua hoat dong cua Berenschot
va cac chuyén gia tuw van, tap hgp 60 moé hinh quan ly dwgc st dung thudng
xuyén nhat. Berenschot la mot td chitc tw van doc 1ap v6i khoang 450 nhan
vién, von c6 truyén thong vé viéc (tng dung va phat trién cdc mo hinh quan
ly. Tap hop 60 m6 hinh dé khong chi don thuan la mot danh sach cac mé
hinh t6i wu ma con xac dinh ro sy da dang va khac biét gitta caAc mo hinh
dang dugc ap dung pho bién trén thé gidi hién nay.

Cudn sach nay mang dén cho ban doc mot tam nhin bao quat vé hoat dong
cta céac t6 chitc kinh doanh, dwgc chia thanh ba hoat dong co ban twong
tng v&i ba phan:

e Phan 1: Cac mo hinh chién lwgc. Gitp céac t6 chitc phan tich va hoach
dinh vi tri chién lwgc ctia cong ty, trd 16i cac cau héi vé chién lwgc nhu:
pham vi, dinh hwéng phat trién cia cong ty trén thwong treong; xac dinh va
danh gia th ty wu tién tang trwedng trong danh muc san pham cta cong
ty;...

* Phan 2: Cac mo hinh chién thuat. Pva ra cdc m6 hinh cé thé ap dung
vao viéc td chitc cac quy trinh, nguén lyc (bao gom ca nguon nhan lyc)
trong cong ty, gidi quyét cac cau hoi “lam thé nao” khi phan tich va thiét ké
cac to chirc xudt sac. Dya vao cac mo hinh do, cac doanh nghiép giai quyét
duwgc cac van dé co ban vé: td chitc cong ty hiéu qud, phan bo cac chi phi
hop ly,...

e Phan 3: Cac mo6 hinh san xuat. Cung cdp cac mo hinh dwoc st dung dé
thay d6i td6 chitc va gitp thyc hién cac hoat dong hiéu qua nhat, dong thoi
con toi wu héa cac quy trinh va hoat dong san xuat ctia cong ty. Ching nhan
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manh vao cac cau hoi “ai, lam gi, khi nao” khi phan tich va tang hiéu qua
hoat dong trong cac t6 chitc wu viét. Cac mo hinh dwa ra nham gidi quyét
cac van dé nhu: xac dinh muc tiéu cua cong ty dva trén sit ménh va tam
nhin ctia cong ty do, tir do6 dwa ra tam nhin dai han ctia cong ty, hodc nhan
manh vai tro bo trg 1an nhau cia mot nhom...

Nhu chinh céc tac gia cling da noi trong 10i twa cho cudn sach, caic mo6 hinh
dwgc dwa ra khong nham cung cdp “mot don thubc dac tri giip cac hé
thong quan 1y va t6é chitc tot”. Vi vay, cac mé6 hinh nay khong phai dé cac t6
chitc, cong ty sao chép nguyén dang réi ap dung vao t6 chirc hay cong ty
cua minh, ma trwdc hét, cac mo6 hinh dé chinh 1a mot thwéc do dé ho tw
danh gia vé t6 chitc. Ttr cAc mo hinh co ban dwgc dwa ra, cac cong ty, tO
chitc dé dang thdy dugc ho dang theo du6i mo6 hinh nao, c6 nhitng diém
manh, diém yéu va con khiém khuyét gi. Bén canh do, viéc dwa ra 60 mo
hinh can bén ciing gitip doanh nghiép lwa chon dwgc mo hinh t6i wu hodc
diéu chinh lai t6 chitc sao cho hiéu qua nhat.

Co thé hinh dung khi mot cong ty dang trong giai doan xac dinh chién lugc,
ho c6 thé tham khdo cdc mo hinh trong phan chién lwge dé xac dinh xem
cong ty dang thuc hién theo mo hinh nao: cong ty sé nhan dinh duvgc mo
hinh nao giong véi minh nhat hodc chinh xac la minh dang thyc hién theo
mo hinh nao. T d6, xac dinh dugc diém manh, diém yéu ctia mé hinh dé
dé khac phuc, hodc diéu chinh mé hinh dang 4p dung cho phu hgp.

Trong khi dwa ra cAc moé hinh co ban, cac tac gia cting phan tich rat chi tiét
cac wu, nhugc diém ctia mo hinh do, nhitng han ché va kho khan khi thuc
hién né. Diéu nay gilip cac doanh nghiép dwa ra quyét dinh ding dan la ap
dung mo hinh nao vao t6 chitc va khai thac téi wu dwgc moé hinh dé.

Cudn sach nay cé thé coi la mot kim chi nam cho cac doanh nghiép Viét
Nam dang trong qua trinh phat trién, con chwa cé dwgce nhitng chi dan bai
ban dé t6 chitc mot doanh nghiép hiéu qua.
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Viéc cung cap cac m6 hinh hoat dong hiéu qua nay khong chi gitp cho cac
doanh nghiép madi di vao hoat dong tim duvgc dwong di tdi dich trong thoi
gian ngan nhat, ma con giip cac doanh nghiép da va dang phat trién xac
dinh duwgc vi thé ctia minh, phan tich tinh hinh va diéu chinh t6 chitc phu
hop, dé hoat dong hiéu qua hon nita.

Va ciing giong nhv cac tac gia, bang viéc xudt ban cuén sach nay, chiing t6i
muon chuyén tai dén doc gia nhitng kién thitc hién hanh vé quaén tri va diéu
hanh doanh nghiép, cling nhw cung cap thém nhitng y twdng, tam nhin va
cac mo ta hop ly va dé hiéu vé cac mo hinh quan tri dang dugc stt dung pho
bién hién nay.

Alpha Books xin tran trong gigi thiéu cung ban doc.
Ha Noi, thang 5 nam 2011

Cong ty Co phan Sach Alpha
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LOI TUA

Cac mo6 hinh quan ly khong chi la cong cu cho cac chuyén gia va nha quan
1y ma trwdc hét, ching la phwong thitc giao tiép. Cac mo hinh quan ly khac
phuc dugc nhitng khac biét bang cach tritu twgng hoa va cung cap nhitng
hiéu biét toan dién. Berenschot da c6 truyén thong lau nam trong viéc tng
dung ciling nhw phat trién cdc mo hinh quan ly. Bat dau tiv nam 1938, thoi
diém cong ty thanh 1ap va tiép tuc phat trién qua nhiéu nam. Cac mo hinh
cho thdy sw da dang trong cac b6 moén hoc thuat khai nguén. Nhan t6 cia
nhitng ly thuyét ky thudt ban dau van con thay hién hién cling nhw anh
hwdng cua cac mon khoa hoc xa hoi.

Phién ban mdi ctia Nhitng mé hinh quan tri kinh dién nay phan anh linh
vure hoat dong ctia Berenschot va cac chuyén gia tw van cia minh. Cudn
sach cling cho thdy tam quan trong cta viéc cap nhat thwong xuyén khi co
nhitng bwdc phat trién mai.

T6i xin cam on tat ca cac chuyén gia tw van da cung cap nguon tu liéu cho
phién ban Nhitng mé hinh quan tri kinh dién nay va chia sé cam xtc ay
vOi cac tac gia cua phién ban truwdc, Frans Stevens, Wouter ten Have va
Steven ten Have. T6i hoan toan tin twéng rang ching toi sé tiép tuc duy tri
truyén thong nay trong twong lai.

Gido su — Tién sy Theo Camps
Chu tich Tap doan Berenschot.

Cac mo hinh quan ly dugc thiét ké nham gidi quyét cac van dé va thach
thitc chung trong kinh doanh. Buwgc van dung tét nhat, ching sé cung cap
mot cach nhin méi vé tinh huéng va dem lai mot thay doi tich cuye. Cac mo
hinh c6 thé dugc ap dung theo chién lwgc, chién thuat hodc trong qua trinh
tac nghiép. Mot s6 m6 hinh 1a cac cong cu gidi quyét van dé, dugc thiét ké
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nham cai thién hiéu nang va hiéu qua. Mot s6 khac dwogc thiét ké nham giai
quyét nhitng van dé dac thu, phat sinh trong nhitng tinh huéng dac thu. Rat
tiéc 1a khong mot mo6 hinh quan ly hay mét nhém m6 hinh nao cé thé bao
dam mot nha quéan ly hay mot nha tv van c6 thé xtr ly dugc van dé cuda to
chitc mot cach khach quan véi kha nang tot nhat. Ngoai ra, qua nhiéu mo
hinh khién cac nha quan ly va tw van bdi réi trong viéc lwa chon. Du vay,
cac mo hinh cling cung cdp nhitng géc nhin thau ddo va mdt cau tric phu
hop cho viéc ra quyét sach ding dan trong kinh doanh. Céac ly thuyét va mé
hinh quan ly c6 thé gitip cho cac nha quan ly va tw van cé dugc sy ranh
mach, r0 rang trong kinh doanh bang cach gidm trir nhitng phitc tap va bat
dinh co lién quan.

Phién ban dau tién ctia Nhirng mo hinh quan tri kinh dién duwgc xuat ban
nam 2003, vao thdi diém ma nhitng dong nghiép kha kinh cua chiing toi
(Steven ten Have, Wouter ten Have va Frans Stevens) thay cap thiét phai c6
mot trat ty sap xép cac mod hinh hién c6 cling nhw rit ra mot cai nhin téng
quat vé nhitng mé hinh quan ly dwgc st dung va dwgc nhac dén nhiéu nhat.
Trong phién ban méi nay, ching t6i da bién tap lai va phat trién xa hon cai
nhin tong quat tredc dé. Ching t6i da xem xét cdc mo6 hinh c6 dién va noi
tiéng trén thé gidgi, va kham pha ra rang khong phai tat cd cac mé hinh ay
déu dugc thwong xuyén st dung trong thue té kinh doanh hang ngay nhw
ching t6i titng nghi. Mot s6 mo hinh qua ly thuyét va lac hau; trong khi
mot s6 khac it duwgc biét dén hon hodc nhitng mo hinh méi lai dang dwoc st
dung pho bién hon. Vi vay, ching t6i da nang cdp phién ban cii 1én tGi 60
mo hinh quéan ly dwogc st dung thuwong xuyén nhat. Cung véi phan mo ta
tom tat moi mo6 hinh va ggi y tng dung, ching t6i c6 dwa ra mé ta cach sw
dung m6 hinh nhw thé nao. P6i véi cac doc gia mudn tim hiéu sau hon,
ching t6i cling c6 cac goi y doc thém va, khi can thiét, c6 cac cha y vé
nhitng han ché va thiéu so6t tiém an cia moi mo hinh.

Ching t6i di dén lwa chon cac mo hinh cu6i cung sau khi da tham khdo y
kién ctia cadc nha quan ly va tw van trong nhiéu chuyén nganh vé mo hinh
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ma ho dang st dung trong thuc té€ cong viéc. Vi ly do d6, ching téi dinh
nghia mot mo hinh nhw mot céng cu c6 thé ng dung (cho quy trinh hodc
cho cac muc dich phan tich) nham tang hiéu qua hoat dong kinh doanh
hang ngay bang cach cai thién phuong phap quan ly cling nhv hiéu qua
hoat dong cua t6 chic; hodc gidi quyét nhitng van dé lién quan. Tai liéu
chung toi bién soan phan anh nhitng y twdng va goc nhin nhuw nhitng “cong
nghé da dwgc kiém chitng” va phan 16n la két qua cia nghién citu thire tién
hon la ly thuyét. Do dé, tiéu chuan dé két luan khong phai la van dé mé
hinh dwgc lwa chon mang tinh khoa hoc hay mang tinh k¥ thuat thuan tay
ma la liéu mo hinh do co thuce sy dugc st dung hay khong.

Cudn sach nay khong nham muc dich dwa ra danh muc “Top 60” mé hinh
pho bién nhat hay nhitng mo hinh quan ly “siéu viét” va cling khong nham
muc dich dwa ra mot don thudce dac tri gitp cho hé théng quén ly va td chirc
tot. Nham xac dinh ro rang hon sy da dang va chitc nang ciing nhw sy khac
biét trong pham vi ctia ciia cac mo hinh, chung toi nhém chung thanh sau
loai phan biét nhing cling d6i cho ¢6 trung ldp (xin xem phan “Hwéng dan
doc sach”). Bang cach nay, chiing t6i nham t&i viéc dwa moi mo6 hinh don 1é
vao mot phoi canh riéng cling nhw vao phoi canh chung ctia cac mo hinh
quan ly. Chung t6i cling mo ta titng mo hinh va dwa ra cai nhin tong quan
vé cach thitc va thoi diém nén st dung ching, nham giam thiéu nguy co
cac nha quan ly lya chon mot mé hinh phé bién dugc coi la “siéu viét” nhw
mot gidi phap cudi cung cho nhitng han ché hién c6 trong té chitc cta ho.

Mot s6 mo hinh noi bat dwge nghién cttu khoa hoc ky lwdng, nhwng nhiéu
mo hinh chi don gian la bo nhé ho trg. Pa s6 cung cap cac phuong thitc
hitu hiéu trong viéc hoach dinh cong viéc thuc té€. Cac mo hinh dwa ra mot
ngon nglt chung dé cé thé so sanh hiéu qua va thach thitc cling nhu cach
gidi quyét van dé. Du chita dung nhitng dac diém mang cdm hitng ca nhan
nhung trén hét, ching c6 gia tri thwe tién rat 16n (va duge st dung hang
ngay) khi phan tich cac tinh huéng va xac dinh cac hanh dong c6 thé thyc
hien.
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Chung t6i thay tha vi va cé phan ty hao khi gidi thiéu tai liéu nay. Ching
toi hoan toan tin rang cac nha quan ly va tv van khi st dung cudn sach sé
c6 su treong thanh, tri tué va sy sang sudt can thiét dé dat cac mo hinh ma
ching t6i gidi thiéu vao ding hoan canh va st dung ching dé dwa ra cac
quyét sach quan ly hay c6 van hgp ly, sang tao va c6 tam nhin. Chiing t6i
khong c6 y dinh cung cap mot hiéu biét tong thé vé tat cd cac mo hinh quan
ly. Muc tiéu ctia ching t6i la truyén téi t6i doc gia nhitng kién thi¢c hién c6
bang cach cung cap thém nhitng y twdng va géc nhin cling nhw cac mo ta
hgp ly va dé hiéu vé cac mo hinh dang thue sy dugc sir dung thudng xuyén.
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HUONG DAN POC SACH

Nhitng mo6 hinh quén tri co ban mo ta 60 cong cu va phuvong phap quan ly
dwong dai cling nhw giai thich moéi cong cu dugce st dung va tng dung nhw
thé nao vao quan tri kinh doanh. Cé thé phan loai cdc mo hinh kinh doanh
bang rat nhiéu cach thitc khac nhau; ching t6i chon hai cach phan loai
chinh tp trung vao cach dung va chitc nang, bao gom viéc ra quyét dinh
quan ly (chién lwgc, van hanh, chién thuat) va chitc nang kinh doanh (vi du
nhv tai chinh hay tiép thi). Theo muc tiéu ctia cuén sach, ching t6i nhém
cac mo hinh vao ba phan, tuy theo linh virc quan ly ma ching duwoc st dung
phu hgp nhat:

* Phan 1: Chién luvgc (dinh vi/muc tiéu). Cac mo hinh nay c6 gia tri khi
phan tich va hoach dinh vi tri chién Iwgc cia cong ty va gidp tra 16i cac cau
hoi chién lwoc.

 Phan 2: Chién thuat (thiét ké/t6 chirc). Cac m6 hinh nay cé thé dugc dung
trong viéc to chitc cac quy trinh, cac nguon lyc va nhan sy trong cong ty.
Ching dwa ra cac cau hoi quan trong “lam nhu thé nao” khi phan tich va
thiét ké cac t6 chirc xuat sac.

e Phan 3: Van hanh (thuc hién/thyce thi). Cac mo6 hinh nay c6 thé dugce st
dung dé thay doi t6 chitc va gitp thuc hién thong 1€ tét nhat. Ching dat ra
cac cau hoi “ai, lam gi, khi nao” khi phan tich va tang hiéu qua thuc hién
trong cac td6 chirc xuat sac. Nhitng mo hinh gitp téi wu hiéu qud cta cac
quy trinh va hoat dong mang tinh van hanh thudc phan nay.

Cac mo6 hinh trong moi phan dwgc liét ké theo thit tw bang chit cai va duoc
ky hiéu béi mot hay nhiéu biéu twgng thé hién sau linh viee va cap do chic
nang cuda viéc ra quyét dinh quan ly:
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Ky hiéu 1: Chiéh liege vi td chire, Cac mod hinh
dwge siedung dé cong thire hoa chién luge va
thiét ké cac cau tric to chie.

Ky hiéu 2: Tai chinhi va guan ly. Cdc mé hinh
stt dung dé thiét k& co ché quan v va cic
thwoe do hiéu qua co lien quan bao gom cdc
cong cy tai-chinh.

N Ky hiéu 3: Tiép thi vq bin hang. Cac mo hinh
N “ duoce su dung dé cong thire héa cdc chinh

%ﬁl sach tiep thi va ban hang, thiét lap cac bd

phan tiép thi va ban hang, va phat trién cac

cong cu tiép thi va ban hang hig¢u qua.

Ky hiéu 4: Cic hogt ding, quan 1y chudi cung
?-, ng oA mial v, Cac mo hinh duge siv dung
dé cong thuc hoa cac heat dong, cac chinh
sach vé chudi cung tng va mai vy, va cac
phuong thire thigt k&, toi vu hoa va thyc
hién cae thong [& tot nhat déi voi cac hoat
dong, chuoi cung tng va mai vu.

Ky hiéu 5: Quan [y céng nght vi sang tinl,
Céac md hinh lién quan tdi quan Iy sang tan.
Cac mo hinh duge su dung dé cong thite

hoa ¢ac chinh sach nghién ¢itu va phat trién
(R&D) cung nhu cong nghe.

Y Ky hiéu 6: Quan ly ngudn nhin lyc, link dao vi
m thay di. Cac md hinh duge s dyng dé cong
thuc hoa cac chinh sach nguon nhan lyc va

o L
thiet ke cfing nhu thyc hién cac hoat ding va
cong ¢y quan ¥ ngudn nhan hyc. Cac mo
hinh va phuong phap lién quan toi thay doi

P g phap ] 3

quan v cling bao ham trong muc nay.

Dé stt dung cudn sach dé dang, moi bai viét sé dugc chia thanh:
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« Tong quan — tam quan trong va muc dich cta tirng mo hinh.
 Thoi diém st dung — cong dung va kha nang ap dung ctia ching.

* St dung nhw thé nao — m6t bdn m6 ta cach tng dung mé6 hinh bang cach
tiép can tirng budc.

* Két luan — gidi han cia cac mo hinh va nhitng cam bay tiém an theo cach
ching dugc str dung.

Néu c6 yéu cau thém thong tin vé mot mo hinh quan ly dac thu, xin xem
tham khdo & cu6i moéi phan. Moi phan déu bao gom mot hodc nhiéu vi du
vé cach thitc tng dung mo hinh, va & nhitng doan can thiét cé cac tinh
huong vi du dé mo ta cach st dung cac mo hinh trong tinh huéng dac thu.
O nhitng tinh huéng phu hop, ching tdi ciing dwa ra cdc mé hinh thay thé
c6 thé ap dung dé tham khao.
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PHAN MOT
CAC MO HINH CHIEN LUOC

Céc mo hinh nay gitp phan tich va hoach dinh vi tri chién lwgc ctia cong ty
cling nhu trd 10i cac cau héi chién lvgc.
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1. BANG SAN PHAM/ THI TRUONG
ANSOFF

TONG QUAN

Béang san pham/thi tredng Ansoff cung cdp mot phuwong phap 16-gic dé xac
dinh pham vi va dinh huéng phat trién chién lwgc ctia cong ty trén thuwong
treong. Viéc phat trién chién lwge ctia cong ty bao gom hai kiéu chién luwgc
lién quan: chién lwgc danh muc va chién lwgc canh tranh.

Chién lwgc danh muc xac dinh muc tiéu cho moi sw két hgp san pham/thi
treong. N6 nhan vao nhitng diéu sap xdy ra. Con chién lwgc canh tranh xac
dinh con duong tiép can cac muc tiéu ay.

Trong bang sdn pham/thi trudng Ansoff, viéc dwa ra muc tiéu (chién lugc
danh muc) dugc gi6i thiéu nhu viéc lva chon mot véc-to tdng trudng, xac
dinh pham vi twong lai co ban cua kinh doanh. Véc-tg tang trudng dugc
biéu dién thanh hai chiéu: san pham va thi treong.
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Sau do, Ansoff gigi thiéu véc-to dia tdng trudng, thay thé cho véc-to tang
tredng tir bang san pham/thi tredong. Véc-to dia tang trwdng co ba chiéu ma
cong ty co6 thé st dung dé xac dinh pham vi kinh doanh mong muén cta

minh trong twong lai:

* nhu cau thi truong (chang han nhuw nhu cau vé van chuyén ca nhan hay vé

khuéch dai tin hiéu dién).
» cong nghé san pham/dich vu (chang han nhw cong nghé mach tich hgp).

* dia thi trtong (chang han nhuw viing, mién hay cac bang).

T BEn pham ;
. Hign tai M
MhFém vu
o i Phat trién
Hign tai Thamnhap thi frucreng sdn pham
Men Phat trién hi tnroma Ba dang hoa
Hinh 1.1 Véc-to tang trudng cia Ansoff bao gdm cdc sén pham va thitrsdng
S s
=
o

Hinh 1.2 Céac chiéu cta véc-to dia tang trudng cua Ansoff: nhu cau thi
trrong, cong nghé san pham/dich vu va dia thi treong.
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Ba chiéu nay hgp thanh mét khoéi lap phwong. Ching tao ra rat nhiéu cac
két hop va hudng chién lwge cho mét cong ty. Cac lwa chon & cac dau cuc
la tiép tuc phuc vu khu vire hién tai véi cac cong nghé hién hanh dé dap
tng nhu cau truyén thong; mat khac sé tiép can khu viec mdi véi cong nghé
méi dé dap trng nhitng nhu cau méi.

SU DUNG KHI NAO

Quyét dinh m6t dinh hwéng va mot chién lwge cho sy tang triedng ctia cong
ty tuy thudc vao mot vai yéu t6, bao gom: mirc do rui ro lién quan, bd san
pham va thi trweong hién tai, va liéu t6 chitc c6 muon phat trién san pham
hodc thi truong maGi hay hién hanh khong. Pé 1ap ké hoach cho twong lai
mot cach cé hé thong, diéu t6i quan trong la cac nha quan 1y phai nam bat
dugc khoang cach gitta vi tri hién tai va vi trl ky vong cua cong ty. Bang
san pham/thi treong Ansoff va khoi 1ap phwong Ansoff c6 thé duwgc st
dung nhu mét co cdu t6 chitc dé xac dinh phwong hwéng va cac co hoi cho
sy tang trudng cua cong ty.

Ansoff gigi thiéu bon cdu thanh thé hién chién lwgc danh muc va gitp xac
dinh pham vi kinh doanh mong mu6n trong twong lai:

1. Véc-to dia tang tredng;

2. Uu th€ canh tranh;

3. Svu hiép luc;

4. Tinh linh hoat chién lugc.

Véc-to dia tang trudng c6 thé dugc xac dinh véi khéi 1ap phwong Ansoff,
bang cach két n6i pham vi kinh doanh hién tai v&i pham vi kinh doanh
mong mudn trong twong lai.
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Can t6i mot wu thé canh tranh dé tao diéu kién cho pham vi duwgc chon
cling nhw cé thé duy tri trong pham vi d6. Uu thé canh tranh nay c6 thé la
bat cit diéu gi tir mot nang lwe cot 16i hay mot mot cong nghé duwgce bao ho
nham cung cap dich vu hau mai tét hon cho khach hang so véi cac doéi thu
canh tranh.

Doi v6i cdu thanh thit ba, Ansoff dé xuat sy hiép lyc giita cac nang lwc cua
cong ty. Diéu nay khong chi tao diéu kién cho kinh té theo quy m6 ma con
tang cuwong vi thé canh tranh cta cong ty.

Cau thanh chién lwgce thit tw, va cling la cudi cung, la tinh linh hoat chién
lwge. N6 nham tGi viéc t6i thiéu hoa tdc dong cia nhitng sy kién bat thwong
va tim cach loai bé nhitng tré ngai khong can thiét.

Bon cdu thanh nay c6 s lién két 1an nhau. T6i wu mot cau thanh nay c6 thé
lam gidm hiéu qua cta cong ty ¢ cac cau thanh kia. Dac biét khi t6i da s
hiép luc sé lam gidm thiéu tinh linh hoat. Qua trinh lwa chon va can bang
cac muc tiéu chién lwgc la mét van dé phic tap.

SU DUNG NHU THE NAO

Pé st dung bang san pham/thi tredng vao thuc té, tredc hét cong ty phai
danh gia dwogc sy két hgp san pham-thi treong hién c6 va mirc do lién quan
cta wu thé canh tranh. Sau d6, pham vi kinh doanh mong mu6n trong tuwong
lai sé dwgc Iwa chon nhw mét véc-to dia tang trudng trong khoi lap phuwong
Ansoff.

Tiép theo, tinh kha thi ctia pham vi va huwéng dwgc chon can duwgce danh gia
v6i viéc phan tich sy két hgp gitta hwdng v6i s ma@ rong du tinh doi véi
tang treong va wu thé canh tranh khac biét ctia cong ty (nhitng nang luc cot
16i). Nhw vay, khong chi cé cac phuong tién tao diéu kién cho pham vi
duwgce chon ma cac phuong tién nay cling can cung cap cho cong ty mot wu
thé canh tranh bén virng.
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Sau do, cac hiép lwc phéi duwgc phat hién va/hoac dugc tao ra bang viéc st
dung nang lyc dac biét hién cé nao dé (chién lwgc hiép lyc tdn cong), hoac
bang viéc phat trién hay thau tom nang lwc can thiét (chién lwgc hiép lyc
phong ngu).

Cudi cung, phdi dat t6i tinh linh hoat chién lwgc. Co thé dat t6i tir bén ngoai
cong ty bang cach da dang héa pham vi dia ly, cac nhu cau dwoc dap tng
va cong nghé cua cong ty dé bat ci thay doi bat ngo nao trong moi khu vure
chién lugc ciing khéng gay tac dong nghiém trong tGi hiéu qua cia cong ty.
Bén canh dé, tinh linh hoat chién lwgc cling c6 thé dat t&i bang cach dat cac
hoat dong ctia cong ty trén co sé nguon lwc va kha nang chuyén giao dé
dang.

Mot cach thye hién nhanh viéc xac dinh cac muc tiéu chién lwge 1a lay
chiing ttr cac yéu cau chién lwge cia ba mau cong ty:

« Mot cong ty van hanh sé tap trung vao su hiép lwc va mot véc-to dia tang
tredng kha hep. Viéc dau tv ctia cong ty thwong khé thay doi, dai han va
thwong la vao cac hoat dong nghién citu phat trién hodc cac tai san hitu
hinh. Viéc dy doan trudc cac thay doi va gidm thiéu nhitng thay doi bdi cac
quyét dinh sai lam la hét sitc quan trong. Nhitng hiép luc thwong dugce tao
ra gitta cac nang lyc cot 16i.

» M0t cong ty da nganh sé tap trung vao tinh linh hoat. Chién lwgc ctia cong
ty sé khong co hiép luc hay véc-to dia tang trwong. Thay vao do, no sé da
linh hoat dé duwgc bao vé khoi cac yéu to6 bat ngd hodc ngat quang mang
tinh chién lwgc trong méi tredng cia mot hay nhiéu cong ty con.

« MOt quy dau tw c6 thé chi tdp trung vao tinh linh hoat. N6 sé thuc hién
nam gilt von da dang vGi pham vi rong. Nhitng t6 chitc nhw vay hiém khi
c6 dugc sy hiéu biét sdu sac vé cac nganh chuyén biét dé c6 thé tim kiém
mot wu thé canh tranh dac biét.
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Trén thyc té, nhitng cong ty “dang nguyén chat” nay khong ton tai. Khong
c6 hinh mau nao ciing khong c6 cac dac diém nhan dang. C6 nhiéu mirc do
hop tac khac nhau trong cac cong ty hiép lwc, vai cong ty phoi hgp hoat
dong trong thuc hién mot s6 nhiém vu va hiép lwc véi nhau & nhitng nhiém
vu khac, vai cong ty khong c6 hiéu biét dac biét vé mot s6 nganh chuyén
biét. Nhitng cong ty nay sé phdi xac dinh muc tiéu chién lwgc cia riéng
minh (chién lwgc danh muc).

Tiép d6, mot chién lwgc canh tranh dwoc lva chon nham xac dinh cach tiép
can khac biét dé thanh cong trong viéc dat dugc nhitng muc tiéu Iwa chon
cta chién lwgc danh muc mang tinh chién lwgc (theo hwéng twong lai).

Dva trén bang san pham/thi truong goc, cé bon chién lwge canh tranh co
ban dugc xac dinh:

» Thdm nhdp thi truong (San pham/thi treong hién c6). Ban ra nhiéu hon
van cac san pham va dich vu dé trong cac thi truong hién c6. Véc-to tang
tredng biéu thi su tang tredng thong qua sy gia tang thi phan déi véi cac thi
treong san pham hién tai.

* Phat trién thi truong (San pham hién hanh/thi trudng méi). Ban ra nhiéu
hon van cac san pham va dich vu d6 trong nhitng thi trudng mai.

* Phdt trién san phdm (San pham md&i/thi treong hién c6). Ban ra cac san
pham va dich vu méi trong thi treong hién c6. Véc-to tang trudng nay
mang y nghia tang trudng véi sy phat trién cac san pham méi dé thay thé
hodc b6 sung cho cac sdn pham hién hanh.

* Da dang héa (Sén pham mdgi/thi trudng mdi). Ban ra cac san pham va
dich vu méi trong nhitng thi treong maoi.

Va dva trén “khac biét” gitta sdn pham méi va thi trudng méi nhw thé nao,

mot loat véc-to tang trwedng cu thé hon duge xac dinh trong goc phan tw da
dang hoa:
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* Hop tdc theo chiéu doc — Mot t6 chirc thau tém hodc chuyén sang linh
vire chuyén mon ctia nha cung cap hoac khach hang dé dam béao viéc cung
cap hodc st dung chinh san pham va dich vu ctia minh.

» Da dang héa theo chiéu ngang — Nhitng san pham md&i (khong lién quan
gi vé cong nghé) dugc gidi thiéu tdi cac thi truong hién co.

» Ba dang héa dong tam — Cac san pham mai c6 lién hé mat thiét tdi nhitng
san pham hién co, dugc gidi thiéu vao thi tredng hién tai va/hodc thi trudong
maoi.

» Da dang héa két hgp — Nhitng san pham mdi hoan toan, khéng c6 lién hé
gi vé cong nghé dugc gidi thiéu vao cac thi treong mai.

Trén thuc t€, c6 nhiéu con dwong “dan tdi thanh Rome”. Cac chién lugc
canh tranh chung chi c6 thé trd 101 dugc chit it cau hoi chién lwgc canh
tranh nao c6 thé sinh lgi nhiéu nhat. Moi cong ty sé phai xac dinh nhitng
muc tiéu chién lwgc (chién lwgec danh muc) va dinh huwéng chién lwgc
(chién lwgc canh tranh) ctaa riéng minh.

KET LUAN

Du da ra doi kha lau, cong trinh cua Ansoff van c6 gia tri va dugc st dung
nhiéu trong thyc té. Bat chap viéc hau hét cac bang san pham/thi treong
dwgc dung theo dang nguyén ban, né van cung cdp mét dan y tot cho viéc
mo td cac co hoi sdn pham-thi treong va lwa chon chién lwge. N6 hinh
thanh mot co s& vitng chac doi vdi viéc khai thac va doi thoai chién lwgc

tiép theo.

Tuy nhién, sang tao la nhitng b6 sung ctia chinh Ansoff vao cong trinh ctia
minh. Vi kinh nghiém hon hai muwoi nam, 6ng da ty két luan rang bang
san pham/thi tredng noi tiéng ctia minh chwa phan anh dwgc day da thyc té
va gidi thiéu cach tiép can mai doi véi chién lwge cong ty. Xem xét lai tat
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ca cac cong trinh cia Ansoff sé thdy mdt s6 m6 hinh quan ly dugc wa
chudng nhat hién nay bat nguon tir cic mé hinh ctia 6ng.

THAM KHAO

1. Ansoff, H. 1. (1987) Corporate Strategy (tam dich: Chién lwgc cong ty),
tai ban c6 stta chita, London: Penguin Books.

2. Ansoff, H. I (1988) New Corporate Strategy (tam dich: Chién lwgc cong
ty mai), New York: John Willey and Son.

3. Ansoff, H. I (1984) Inplanting Strategic Management (tam dich: Ghi dau
quan ly chién lwgc), Englewood Cliffs: Prentice Hall.

Tai thém ebook: http://www.taisachhay.com
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2. MA TRAN BCG

TONG QUAN

Nhém tu van Boston thiét ké ma trdn BCG (Boston Consulting Group) vao
nhitng nam 1970. Pay la mot trong nhitng phwong phap hoach dinh danh
muc san pham noi tiéng nhat, dya trén khai niém vong doi san pham. N6
xem xét moi quan hé qua lai gitta thj tdng va thj phdn. Gia thiét ban dau la
mot cong ty can phéi c6 danh muc san pham bao gom céa nhitng san pham
tang tredng nhanh dé dap trng nhu cau thu hoi tién va nhitng san pham tang
tredng cham co6 thé tao thém tién du dé dam bao thanh c6ng lau dai.

Viéc st dung ma tran BCG gitup xac dinh va danh gia th tw wu tién tang
tredng trong mot danh muc san pham. Ma trdn gom hai chiéu: thi phan va
thi tdng. Cac san pham dwgc danh gia trén co s@ cac chiéu nay va sau do
duwgc phan loai vao mot hodc bon muc khac nhau: ngbi sao (star), bo sita
(cash cow), cham héi (question mark) va ché muc (dog). Tién dé co ban
cho mo6 hinh nay la dau tu vao cac co héi tang tredng (kinh t&) ma cong ty
c6 thé thu loi nhuan.
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SU DUNG KHI NAO

Ma tran BCG c6 thé duwgc dung nhw mét cong cu chién lwge nham xac dinh
lgi nhuan va tang tredng tiém nang cia moi don vi kinh doanh trong cong
ty. Bang cach xac dinh chién lwgc doi véi moi don vi kinh doanh (xac dinh
la nén “gitr lai”, “gdt hai”, “tr bé” hay “xay dung”), danh muc tong thé cua
mot to chitc c6 thé duge duy tri nhi mot hon hgp sinh 16i.

-
Bo siva Ngdi sao
Cho muc Cham hdi

Hinh 2.1 Ma tran BCG,

SU DUNG NHU THE NAO

DPau tién, xac dinh thwdc do hoac toc do thi tang ky vong d6i v4i moi san
pham va dich vu trong danh muc. Tiép theo, &p dung mdt ty 1€ phan tram
cta viéc x€ép loai vao moi san pham dé xac dinh thj phan twong doi. Cudi
cung, biéu thi moi san pham trong danh muc vao bon phan ctia hinh chir
nhat dwgc xac dinh béi hai chiéu: thi phdan twong déi va toc do thi tdng
twong d6i. Mac du cach lam nay khé tuy y do it tham chiéu, né van can
dwgc thue hién can than. Day la phan khé nhat nhwng c6 thé duwa vao s ho
trg ti* cac tiéu chi cho trwdc. Vi duy, thi phan cia mot cong ty c6 thé dugc
coi la nhé néu n6 chi bang chwa day 1/3 thi phan ctia doi tha canh tranh 16n
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nhat. Téc do tang trudng cuda thi trwong (toc do thi tang - ND) c6 thé dugc
coi la cao khi tang trudng doanh thu hang nam dat hon 10% sau khi da tinh
ty 1€ lam phéat. Biéu quan trong la phai duy tri cac tiéu chi cho trwéc va chi
thay do6i trong giai doan danh gia san pham. Mdt khéc, cac dy an va san
pham “thu cuwng” sé dwoc chuyén tdi vi tri wu tién, tir d6 lam muc tiéu cda
hoat dong bi that bai.

* Ngbi sao la nhitng san pham hwéng mot thi phan twong doi 16n trong mot
thi truong tang trwdng manh. Cac san pham nay (cé tiém nang) sinh 1gi va
c6 thé tang trudng ti€p. Vi vay, viéc lam phu hop la dau tw vao nhitng san
pham nay.

* Bo sira 1a nhitng san pham sinh 1gi cuc 16n va khong can mat thém cong
sttc hay tién bac dé duy tri n6. Mot san pham tré thanh bo sita khi thi tang
cia mot san pham gidam xuéng nhwng thi phan cta cong ty lai duy tri & mitc
cao va bén virng.

» Chdm héi la cac san pham cé thi tang cao nhung thi phan nhé, vi vay toc
do tang trwdng khong chac chan. Pau tw dé tao ra tang tredng co thé hoac
khong dem lai 1gi ich 16n trong twong lai. Lic nay nén tim hiéu ky dau tw
nhuv thé nao va khi nao.

» Ché murc 1a cac san pham nén giam bét hoac bo qua khi chiing khong sinh
10i. Néu sinh 10i, dirng dau tv vao ching ma tranh tha gia tri hién tai. Viéc
nay tham chi dong nghia véi viéc ban cac hoat dong hay/va mot thwong
hiéu san pham.

Neén lam:

 Phan tich danh muc dau tw kinh doanh hién tai dinh ky va quyét dinh
nhitng san pham doi hoi dau tu.

« Chu y t6i nhitng thay doi thi trudng va doi tha canh tranh ctia ban.
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Khong nén:

* Do dy trong viéc gidam b6t hodc bo qua nhitng san pham ché muc khong
sinh 10i.

KET LUAN

Nhiéu nguoi da dat cau hoi doi véi gia thuyét co ban ctia ma tran BCG rang
cac thi treong nhw vay duwoc dinh nghia qua rd rang; hay thi phan la mot chi
bao phu hgp cho viéc tao ra tién; va rang tang tredng nghia la can bom tién
dé thu lai phan 16n hon khi két thic. Nhiéu y kién phan bién cho thay diém
quan trong la bé tién vao mot hay mot nhom san pham khong ty nhién lam
san pham do6 tang trwdng hay tréd nén sinh 16i hon. Vi vy, ching t6i két
luadn rang ma tran BCG rét c6 ich trong viéc thic day cac quyét dinh khi
quan ly mét danh muc cac san pham nhwng né ciing khong thé dwgc st
dung nhw mot cong cu duy nhat dé xac dinh chién lwgc thi truong.

Khi xay dung ma tran, viéc st dung thi phan twong doi sé cé y nghia hon vi
thi truong khong phai lic nao ciing c6 thé xac dinh ro rang. Mot thi treong
don 1é c6 thé bao gom nhiéu yéu t6 khac nhau va nhiéu san pham thay thé.
Cac thi treong c6 thé tap trung hodc bi chia cat bdi nhiéu céng ty nhé.
Ciling dirng quén rang dac biét trong cac thi truong chwa chin mubi, con s6
tang trwdng va thi phan co thé khong dat dugc sy can bang, diéu nay minh
chitng cho viéc danh gia chinh xac tinh tich cuc hay tiéu cwc ctia ma tran
BCG.

THAM KHAO

1. Hambrick, D.C., MacMillan, I.C. va Day, D.L. (1982) Strategic
attributes and performance in the BCG matrix — A PIMS-based analysis of
industrial product businesses (tam dich: Cac thudc tinh va hiéu qua chién
lwge trong ma tran BCG — Phan tich dva trén PIMS d6i vdi kinh doanh san
pham cong nghiép). Academy of Management Journal 25 (3): 510-31.

https://thuviensach.vn



2. Henderson, B. (1969) The Product Portfolio (tam dich: Danh muc san
pham). BCG Perspectives: 66.

3. Henderson, B. (1973) The experience curve reviewed: IV. The growth
share matrix or product porfolio (tam dich: Xem xét lai duwong cong kinh
nghiém: IV. Ma tran thi tang/thi phan hay danh muc san pham). BCG
Perspective: 135.
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3. CHIEN LUQC DAI DUONG
XANH

—_—

TONG QUAN

Chién lwgc Pai duwong xanh tdp trung sy chd y vao viéc tao ra cac thi
trrong méi & giai doan phat trién san pham. Phwong phap nay dugc thiét ké
nham khuyén khich cac nha quan ly tap trung vao viéc tao ra cac thi truong
chuva dugce khai pha.

Hau hét cdc mo hinh chién lwgc tap trung vao viéc dat duwgc cac 1gi thé
canh tranh: cau hoi trong tam la cach thitc tét hon viéc canh tranh la gi. M6
hinh Chién lwgc Pai dwong xanh khong tap trung vao viéc chién thang cac
d6i tht canh tranh ma tap trung vao viéc lam cho canh tranh khéng con can
thiét bang cach tao ra nhitng co hoi “dai duwong xanh”. Nhitng dai dwong
xanh ay la nhitng thi trudng chwa dwgce khai pha ma ¢ do cac nhu cau maéi
cua khach hang duogc thoa man (theo Kim va Mauborgne, 1997). Cac “dai
dwong dé”, ngugc lai, 1a nhitng dau truong canh tranh trong do cac déi thu
ddu da lan nhau va lam cho nhau suy yéu.
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Chién luoe dai deong dd

Canh tranh trong mil thi
trremg dang ton tai:

Banh baidal tht canh franh
Hhal thac nhu cau hign cd.
Banh 4oi gia trilchi phi,
Hirdng todn bo hé théng cdc
hoat diong I:I.'.l(-':l chng ty theo
liF¥a chon chién lroe khac bidt
hda hay chi phithap

Chién lvoe dai deong xanh

# Taota mit thi frudmg rong

chira duoc khai pha
V& higu hiéa canh franh

o Taora va thiu 1bm nhu

cdu mdi

+ Loal bd sip danh doi gia trj/

chiphi.

« Hirdmyg oan bd ha thonng céc
ng ty theg sir

hoat

khac biét hba va ¢hiphi thap

Hinh 3.1, Chién l¢oc Dai duong xanh,

Mo hinh Chién lwgc DPai dwong xanh thiic day sang tan va tac dong tdi suw
tap trung vao phat trién chién lwgc. Thay vi viéc st dung doi tha canh tranh
dé so chuan, cac nha quan ly thuyc hién phat trién cac san pham va dich vu
c6 thé mé ra va thau tom mot thi truong mdi (theo Kim va Mauborgne,
2005).

SU DUNG KHI NAO

Chién lvgc Pai duwong xanh b6 sung dinh hwéng vao quy trinh quan ly
chién lwgce. Chién lwgc phat trién thwong chi tap trung vao viéc danh bai doi
tha canh tranh, khong thé tranh khoi mot kich ban dai dwong dé trong do
cac doi tha dau da va lam cho nhau suy yéu. Bé huéng sy tap trung phat
trién chién lwgc vao viéc tao ra nhitng dai duwong xanh, ban lanh dao can tra
10i bon cau héi (theo Kim va Mauborgne, 1997):

* Yéu to hién c6 nao ctia nganh can bi loai bo?
* Yéu t6 nao can dugc gidam bdt so véi tieu chuan cua thi truong?
* Yéu t6 nao can dugc tang thém so vai tiéu chuan cta thi treong?

* Yéu t6 nao chua bao gio xuat hién trong nganh can dwoc tao ra?
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Trong quy trinh nay, diéu quan trong la phai tap trung vao nhitng gi khach
hang coi trong chit khong phdi vao cac doi tha canh tranh hay vao nhitng
lgi thé canh tranh c6t 16i cua cong ty. Thay vao dé hay khdi dau tir con s6
0. Ban c6 thé tao ra nhitng phuwong phap va san pham hoan toan mdi bang
cach tra 10i nhitng cau hoi trén. Tt d6, mot dwong cong gia tri mdi sé dugc
thiét 1ap. Pwong cong nay xac dinh mot van dé mdi co gia tri, cho thiy gia
tri ctia sdn pham mai khac biét nhw thé nao vdi cac san pham hién c6 (theo
Kim va Mauborgne, 1997).

Co thé tao ra hai loai dai dwong xanh bang cach st dung quy trinh trén: tao
ra mot nganh hoan toan méi; hodc tao ra nhitng co hoi méi tr bén trong
nganh dang ton tai bang cach md& rong nhitng ranh gidi chién lwgc cha
nganh. Hau hét cac dai dwong xanh dwgc tao ra theo cach nay.

SU DUNG NHU THE NAO

Chién lwgc Pai dwong xanh khong phdi la mot ké hoach dwgce xay dung
hoan hdo dé thyc hién dé dang. Ngugc lai, né 1a mot phwong phap cé thé
dugc st dung nham tap trung phat trién chién lwgc (bang cach tra 16i bon
cau héi trén). Tuy nhién, c6 sdu nguyén tac cot 16i cia Chién lwgc DPai
dwong xanh c6 thé duwgce st dung dé tranh sau rui ro chinh thuwong thay doi
vGi chién lwge phat trién san pham mdi, do 1a: rdi ro tim kiém, rdi ro hoach
dinh, rdi ro pham vi, rdi ro vé mé6 hinh kinh doanh, rti ro t6 chitc va ri ro
quan ly (theo Kim va Mauborgne, 2005). Sau nguyén tac dai dwong xanh
c6 thé dwoc hiéu nhw nhitng “chi dan thye hién” d6i vdi viéc tao ra nhitng
thi truong trong chwa dugce khai pha.

» Nguyén tac tht nhat — tai thiét 1ap cac ranh gidi thi trwong: xac dinh
nhitng dai dwong xanh trong do rti ro tim kiém la nho nhat.

« Nguyén tac thit hai — tap trung vao birc tranh toan canh hon la nhitng con
s0: tranh rti ro hoach dinh bang cach tap trung vao thyc té hién hiru.
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« Nguyén tac thi ba — vivon ra ngoai nhu cau hién c6: tranh rai ro pham vi
khi quy tap nhu cau 16n nhat cho mot sdn pham mdi.

* Nguyén tac th tw — lva chon ding chubi chién lwgc: giam rii ro vé mo
hinh kinh doanh bang céach tap trung vao viéc xay dwng mot mo hinh lanh
manh, c6 thé dam bao lgi nhuan lau dai.

* Nguyén tac thit nam — vuegt qua nhitng rao can t6 chitc co ban: gidm rui ro
to chirc trong thue hién chién lwgc dai dwong xanh.

« Nguyén tac tht sdu — dwa thye thi vao chién lwgc: tap trung chd y vao
dong lyc lam viéc va khai thadc nang lyc ctia nhan vién dé thuc thi chién
lwge dai duong xanh, tr d6 vugt qua rui ro quan ly.

KET LUAN

Mo hinh Chién lwgc Pai duwong xanh la mot mé hinh 1y thuyét c6 thé soi
sang duong di cua rat nhiéu nha quan ly. Tuy nhién, mé hinh trueéc hét mo
ta nhitng viéc can lam (mot cach triru twgng) chit khéng chi ra phai lam nhw
thé nao. Mo hinh va nhitng y twéng xung quanh n6 mang tinh mo ta hon la
quy tac hoa. Hon nita, nhitng tinh huéng ma Kim va Mauborgne lay lam vi
du vé nhitng sang tan dai dwong xanh thanh cong, dwgc thé hién qua “lang
kinh dai dvong xanh” hon la dya trén co s6 mo hinh nay.

Mac du Kim va Mauborgne da c6 cong hién hét sitc gia tri cho ly thuyét
quan ly chién lwgce, nhung khong phai moi cong ty déu can st dung mo
hinh nay. Chién lwgc Dai dwong xanh c6 thé 1la mot chién lwgce tét cho
nhiéu coéng ty, tuy nhién véi nhitng cong ty khac, mot chién Iwgc thay doéi
nhanh, chi phi thap, khac biét héa hodc chién lwgc tap trung cé thé tao dung
duwgc thanh cong nhiéu hon (theo Porter, 1979). Kim va Mauborgne dwa ra
hiéu biét quan trong, gitp cho cong ty vira cé thé theo dudi sy khac biét hoa
vira giam chi phi.

THAM KHAO
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1. Kim, W.C. va Mauborgne, R. (1997) Value innovation: the strategic
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4. PHAN TICH CANH
TRANH: NAM THE MANH CUA
PORTER

TONG QUAN

Phan tich canh tranh ctia Porter (1998) nhan dién nam thé manh canh tranh
co ban tao nén sttc hit twong doi cia mét nganh: cong ty méi xuat hién, wu
thé dam phan cia nguwdi mua, wu thé dam phéan ctia nha cung cap, cac san
pham hay dich vu thay thé, va s canh tranh giita cac doéi tha hién c6. Phan
tich canh tranh dwa ra mot hiéu biét sau sac vé cac moéi quan hé va dong luc
ctia mot nganh ciing nhw cho phép mot cong ty dwa ra cac quyét sach chién
lwge & vi thé phong thu tét nhat va cé 1gi vé mat kinh té nhat.

SU DUNG KHI NAO
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Mo hinh nay c6 thé dugc dung nham nam bat t6t hon hién trang cia nganh
ma cong ty dang hoat dong. Chang han, mot cong ty c6 thé sit dung mo
hinh dé phan tich sitc hit cia mot nganh mdi bang cach xac dinh liéu san
pham, dich vu hay hoat dong kinh doanh md&i c6 tiém nang sinh 1gi khong.
Mo hinh ciing c6 thé duwgce dung dé danh gia vi thé chién lwgc ciia mot cong
ty trén thuwong treong bdi né xét dén cac doi tha canh tranh trén pham vi
rong vugt ra khoi nhitng gi hién nhién tredc mat. Diéu nay dan dén hiéu
biét vé diém manh ctia ca vi thé canh tranh hién tai lan vi thé ky vong cta
cong ty.

Hinh 4.1. Nam thé luc cha Porter

SU DUNG NHU THE NAO

MG hinh cta Porter ho trg danh gia ddu truong canh tranh tir tat ca cac mat
trén co s& nam thé manh. Bang cach xac dinh wu thé va hwéng ctia moi thé
manh, né cho phép danh gid nhanh diém manh cta vi thé hién tai cda t6
chttc cung vai kha nang sinh 1gi hodac duy tri kha nang sinh 1gi trong mot
nganh chuyén biét.

Hay xem cong ty ctia ban c6 sitc canh tranh thé nao do6i véi moi thé manh:

1. Cong ty mdi xudt hién:
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Liéu c6 cac rao can doi v6i nhitng doi thu méi xuat hién?
« Quy mo kinh t€ cang c6 tam quan trong, rao can cang cao.

» Kho canh tranh hon véi cac thwong hiéu da c6 va v6i sy trung thanh cua
khach hang (nhu Coca-Cola).

* Cac yéu cau ctia von mao hiém khién kho tiép can vGi cac cong ty mdi.

 Chi phi chuyén déi sdn pham cao la mdt 1gi thé 16n cia cac céng ty da
hoat dong.

« Liéu kha nang ti€p can cac kénh phan phoi c6 khé khan hay bi phéap luat
han ché hay khong?

* Liéu cac cong ty dang hoat dong c6 lgi thé vé chi phi dé doc lap véi quy
mo thi tredng hay khong? (vi du: ban quyén phat minh, gidy phép, bi quyét
doc quyeén, c6 lgi thé tiép can vdi cac ngudn nguyén vat liéu tho, tai san
von, nhan lyc day dan kinh nghiém, dwgc chinh phu bao trg).

« Mot nganh duwgc chinh phu diéu tiét c6 thé lam han ché 16i vao véi cac
yéu cau vé gidy phép hoat dong (vi du: truyén thong khong day UMTYS).

* Su coi nhe ctia cac doi thu canh tranh hién cé cling lam cho 16i vao tr&
nén dé dang hon doi v6i cong ty mai.

« Khai niém “coéng ty m@i khong ché gia ca”: 1¢gi nhuan bién cang 16n cang
c6 nhiéu cong ty mdi.

2. San pham thay thé:

San pham hay dich vu cuaa ban c6 thé bi dé dang thay thé bang mat loai san
pham hay dich vu khac t&i mitc d6 nao?
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Vi du: Xe buyt 1a mot sdn pham thay thé cta tau hoa. Porter cho rang mot
san pham thay thé 1a moi de doa dac biét khi n6 thé hién sy cdi thién dang
ké ctia phoi hgp gitra gia ca va hiéu qua.

3. Uu thé dam phéan cia ngudi mua:
Nguwdi mua cé thé dam phan dén mitc do nao?

« Khi ngudi mua dat hang khoi lwgng 16n, ho thuong yéu cau mite gia thap
hon. Vi du nhu cac cira hang ban 1é 16n trd mic gia ban budn thap hon cac
tiem tap hoa nho.

 Phan chi phi thé hién qua gid mua cang 16n, nguwdi mua hang cang kho
dam phan.

 Cac san pham khong khac biét khién cac nha cung cadp dé dang bi thay
thé.

« Chi phi chuyén d6i sdn pham tang wu thé ctia ngudi mua.
« Nhitng nguwdi mua cé lgi nhuan thap la nhitng nguwdi kho dam phan nhat.

« Tiém nang doi vai kiéu tw ché DIY hay tich hgp nha cung cédp la nhitng
don bay dam phdn manh. Ty sdn xuat mot phan hay “tich hgp hinh nén”
khong chi la m6t cong cu dam phadn manh ma con gitip nam bat dwogc chi
phi thye ctia nha cung cap!

* Hiéu qua kinh doanh ctia nguwdi mua cang it bi tac dong béi san pham, do
nhay cdm vé gia cta ho cang cao.

« Ngudi mua cang c6 nhiéu thong tin, vi thé dam phéan cia ho cang 16n.
4. Sy diéu khién ctia nha cung cap trong nganh

Cac nha cung cap c6 sttc anh hudng nhw thé nao?
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Cac nha cung cap c6 thé nhitng tac dong dang ké t6i kha nang sinh 10i va
phan phdi 1gi nhuan bién ctia mét nganh, phu thudc vao vai don bay khac
nhau. Cac thé Iyc canh tranh ti* nha cung cadp phan anh nhitng diéu sau tw
nguoi mua:

* MGt s6 it nha cung cap ban hang cho mot s6 lwgng ngwdi mua twong doi
16n hon c6 thé sé c6 wu thé dam phéan hon.

« Sy thiéu vang cac san pham thay thé lam tang wu thé cia nha cung cap khi
nguwoi mua co qua it lya chon.

» Cac nha cung cap c6 khach hang, nganh hodc kénh c6 thé thay thé, sé co
nhiéu wu thé hon.

« San pham cda nha cung cap la khong thé thiéu hodc c6 gia tri to 16n doi
v@i cong ty ban.

 Thay d6i nha cung cap tao ra chi phi cao hodc nhanh chéng lam gidm gia
tri tai san cua cong ty ban.

« Cac nha cung cap c6 thé tich hgp tuyén trén bang cach chuyén san xuat va
ban hang cho khach hang cua ban.

5. Cac doi thu canh tranh hién c6
Céc d6i tha canh tranh c6 nhitng 1gi thé gi?

Cudi cung nhung khong kém phan quan trong la sy canh tranh gitta cac doi
tha hién c6 trén thiwong trong dan téi cac chién thuat nhw chinh sach gia
va khuyén mai cédp tap, gianh giat khach hang hoac kénh ban hang va tang
mic do phuc vu. Néu nhv c6 sy leo thang trong chay dua gitra hai bén (vi
du nhw cudc chién gia ca), tat cad cac doi thu trong nganh déu co thé két
thic trong that bai. Tuy nhién, cac cudc chién quang cdo ciing c6 thé hitu
ich khi lam ro sy khac biét gitta cac cong ty va nhan hiéu. Mdc du canh
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tranh va cwong do canh tranh thay doi khi nganh mé rong pham vi tiép thi
va cong nghé, dudi day la cac chi bao vé nguy co canh tranh tir cac doi thu
hién co:

* c6 nhiéu doi thu canh tranh ngang sitrc ngang tai;

e tang trrdng cia nganh thap dan t6i tap trung vao viéc chia tach hon la mé
rong nganh;

* chi phi c0 dinh cao va dya nhiéu vao tai san khién cac doi thta canh tranh
phai quay vong von nhanh va t6i da cong sudt;

* cac san pham dugc coi nhe hang héa va luén san c6 vdi chi phi thap
khuyén khich ngwoi mua chuyén déi nha cung cdp ma khong gap rui ro gi
va viéc mua quyét dinh bang gia ca;

* sit da dang cta cac doi tha canh tranh va chién Iwgc cta ho lam cho viéc
tién liéu cac hoat dong canh tranh rat khé khan;

« tién dau tw ban dau 16n, vi du thach thic khi xay dgng mdét nén tdng khach
hang trong mang truyén thong hay ban hang qua Internet;

* cac rao can dau ra 1én bdi cac ly do kinh té, chién lwgc, tinh cAm hay phap
luat. Céc rao can dau ra chu yéu la nhitng tai san dac thu khé thanh ly, chi
phi c6 dinh khi ngitng hoat dong (vi du: hgp dong lao dong, hgp dong kinh
té...) va tam quan trong mang tinh chién lwgc ctia cac hoat dong hay cua
cac thwong hiéu déi véi cong ty hodc véi cac doi tac.

Mot cong ty duwong sat quoc gia, khach hang cia ching t6i, da vap phai
nhiéu thé lyc canh tranh dang t6n tai va tiém tang c6 thé dwgc mo ta bang
moO hinh nam thé lyc caa Porter.

Thi treong xudng cap va sw bao cap cua nha nwéc ciing giam di nhanh
chéng. Nhiéu cong ty dwong sat noi dia méi xudt hién dang lic, tap trung
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vao cac phan khc thi treong 1t hanh sinh 1gi nhat. Khach hang thuwong mai
c6 thé chuyén doi dé dang sang cac phwong tién duong bo hodc duwong thay
dé linh hoat va tra chi phi thap hon bao gio hét. Cong ty lai chiu ap luc tw
chinh pht phai tdng ty 1& hoan von dau tw ROI nham tién t&i ¢6 phan héa
trong twong lai, trong khi van phai duy tri mot s6 dich vu c6 dinh. Trinh d6
quan ly tién tién cua cac phuwong tién giao thong thay thé tir cac cong ty van
tai tw nhan dang tré thanh mot moi de doa nghiém trong doi véi khach hang
ctia ching toi. Viéc mé ctra thi treong cling khién nhiéu céng ty nwdc ngoai
xuat hién nham khai thac cac co hoi sinh 1gi cta thi trweong nodi dia. Cac
khach hang 1 hanh ca nhan ctia céng ty da va van dang bat nguén tir mot
nhom 1gi ich c¢6 quyén lyc. Vé phia nha cung cap, gia nhién liéu, nguyén
liéu van tai va chi phi nhan céng tang lén. M6 hinh nam thé lyc ctia Porter
da gitp khach hang cia ching t6i xac dinh va co cau san choi canh tranh
trong qua trinh phat trién chién lwgc ctia minh.

1 Cdng by Mol Kuit r:eni

4 Nha cung cap - . I Mgwdd mua

-5an phdm thay the

Hinh 4.2, Vi dyve mihinh nam thé luc cia Porter.

KET LUAN

Mac du van dugc coi la m6 hinh duwgc biét dén va st dung nhiéu nhat trong
phan tich chién lwgc, mé hinh hitu hiéu nay c6 mot nhwge diém 16n 1a cé xu
hwéng nhan manh cac thé Iyc bén ngoai va cach thitc mot cong ty c6 thé
xac dinh céac thé lyc d6. Stic manh thue chat bén trong va kha nang phat
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trién wu thé doc 1ap cha cac thé lwce trén c6 phan bi xem nhe. M6 hinh vi thé
c6 thé dugc xép vao loai phan tng hon la cha dong, va sé dugc st dung
hiéu qua nhat néu két hgp vai cach tiép can tir trong ra ngoai. Mo hinh nam
thé lwc cia Porter cling duwgc cho rang sé thanh cong nhat khi két hop véi ly
thuyét nguén lyc RBV (Resource-Based View) trong viéc phat trién mot
chién lvgce hop 1y hon.

THAM KHAO

1. Porter, M.E. (1980) Competitive Strategy (tam dich: Chién lwgc canh
tranh). New York: Free Press.

2. Porter, ML.E. (1990) The Competitive Advantage of Nations (tam dich:
Loi thé canh tranh cia cac quéc gia). New York: Free Press. (Tai ban vai
10i giGi thiéu mai, 1998).
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5. NANG LUC COT LOI

TONG QUAN

Nang luc cot 16i 1a yéu té c6 mot khong hai ma mdét cong ty s& hitu hodc ¢
thé thuc hién t6t theo chién lwgce (theo Prahalad & Hamel, 1990). Khai
niém nang lwc cot 10i dya trén y twdng ctia Barney cho rang cac tai san hitu
hinh va vo hinh cé gia tri va khong thé bat chwdc cia mot t6 chitc 1a nhitng
yéu t0 then chot cda 1gi thé canh tranh bén vitng (theo Barney, 1991).

SU DUNG KHI NAO

Mo hinh nang lyc cot 16i 1a mot cong cu chién lwge xac dinh nhitng tai san
duy nhat c6 thé duwgc siv dung dé tao ra va cung cdp gia tri cho cac khach
hang. Qua trinh xac dinh nang luwc c6t 16i khuyén khich cac nha quén ly
nghi tdi cac diém manh va nang lwc khién cong ty tré nén tach biét vdi cac
doi thu canh tranh. Trong khi m6 hinh nam thé lwc ctia Porter di theo cach
tiép can t* ngoai vao trong va lay moi treong bén ngoai lam diém bat dau
cta quy trinh chién lwgc, mé hinh nang lyc cot 16i cua Prahalad va Hamel
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(1990) thyc hién diéu nguwgce lai. Mo hinh nay xay dung gia thuyét rang rot
cudc canh tranh bat nguén tir nang lyc tao ra nang lyc cot 16i cia cong ty,
san sinh ra nhitng san pham khé doan biét triéc véi chi phi thap hon va véi
toc do nhanh hon so v&i cac d6i tha canh tranh. Theo cach nay, mé hinh
nang luc cot 16i c6 thé duge dung dé tao ra wu thé canh tranh bén vitng.

nnqaa&;mqgﬂm

Bomn i [ Bonvi
nh r' 'r“r' kinh 1-::1’1?’ |k-’|'1 -j:.\aﬂh
1
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chtloi 820 pham
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Thé manh Thé manh : Thé-manh Tha manh

Hinh 5.1, Nang fyc cot ldi.
SU DUNG NHU THE NAO

Piém khai dau dé nam bat nang lwc cot 16i 1a nhan thitc dwgce rang mot
cong ty can co thit gi d6 c6 thé thue hién t6t va dam bao ba diéu kién sau:

1. Tao ra lgi ich cho khach hang.
2. Kho bat chudc.
3. C6 thé thiwe hién hiéu qua véi nhiéu san pham va thi treong.

Mot cong ty xac dinh, phat trién hay nam bat nhitng tai san c6 mdt khong
hai nham ttr d6 tao ra nhitng san pham gia tri c6 thé gay dung mot lgi thé
canh tranh lau dai. Nam 1990, Prahalad va Hamel dd duwgc nhan giai
thwéng vdi bai viét trén Havard Business Review vé nang luc c6t 16i cua
mot cong ty. Y twdng trong bai viét ndy sau d6 dwoc phat trién va xuat ban
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thanh cudn sach (1994) vé cac nganh cé thé canh tranh thé nao trong twong
lai. Cac tac gid khuyén khich cac nha quan ly dat cac cau héi co ban nhu:

+ Chting ta sé cung cap gia tri nao cho khach hang trong khodng thdi gian
10 nam chang han?

« Nhitng “thé manh” méi nao (sw két hgp gitta k§ nang va cong nghé) can
dé phat trién hodc dat dugc kha nang cung cap gia tri ay?

 Nhitng an y nao lién quan tGi viéc ching ta twong tac véi khach hang?

Cau héi co ban la sy doc nhat v6 nhi dén tir dau va duy tri né nhu thé nao.
Viéc suy nghi va ¢6 gang xac dinh nang lwc cot 16i caa cong ty cling sé
khuyén khich ban giam d6c suy nghi lai va — mot cach ly twéng - huy dong
duwgc sttc manh bén trong cua té chitc. Nhin xa trong rong la yéu to then
chét trong qua trinh nay. Twong lai sé chitng kién sy ra doi cac san pham va
dich vu con chwa kha thi. Nhiéu nganh va san pham méi nay mai sé ton tai
hién van con chwa dwge hinh dung ra. Cac nha quan ly can nhan biét tac
dong cta nhitng bat dinh do, va can nhac dau treong canh tranh sé ra sao
trong twong lai. Prahalad va Hamel (1990) cho rang qua trinh suy nghi vé
nhitng nang lywc cot 16i gitp xac dinh gidi han ma t6 chitc c6 kha nang dat
dwge mot phan cua twong lai con chwa biét do6. Pé phat trién tam nhin, cac
nha quan ly can lam hai viéc:

1. Khong xem xét cong ty nhw mot lwgng cac don vi kinh doanh ma la mot
tap hgp cac nang luc cot 16i.

2. Xac dinh thé manh doc ton cta cong ty la gi (hodc phdi la gi) bang cach
xem xét cong ty hoat dong nhw thé nao ciing nhuw hiéu qua cta cong ty lién
quan tdi cac quy trinh, sdn pham va dich vu dac thu. Chang han thay vi chi
duwgc xem nhu mot nha ché tao 6 t6, Volvo c6 thé duwgc coi nhw mot cong ty
c6 nang luc cot 16i 1a thiét ké sdn pham, an toan va bado ho lao dong cling
nhu th nghiém xe.
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Mot s6 meo xac dinh nang luc cot 16i:

« Hay viit bo khai niém hién tai cia ban vé nhitng gi cong ty cua ban dang
1a hoac c6 thé tré thanh.

* Kham pha va vugt qua ranh gigi cac hoat dong kinh doanh ctia ban.
* Birng sg noi vé diéu ma ban chua hiéu.

* Nghich ly la t6t — khuon mau la toi.

* Coi minh la khach hang.

* Tw duy theo nhu cau, khong phai theo yéu cau.

Khi cac nha quén ly da nam bat dwoc y twéng (c6 tam nhin) vé nhitng nang

lwe cot 16i ma cong ty cé hodc can cé, ho sé phai xay dung kién tric chién
lwge - khong phdi 1a mot ké hoach kinh doanh ma la mét dan y chuan bi
cho cong ty dat dwoc toi da nguon lgi (tiém nang) trong twong lai vai
nhitng co hoi méi xuat hién. Kién tric chién lwgec nham t6i cadc van dé va
chon thoi diém cho viéc tiép can co hdi rong rai:

 Thé manh nao phai phat trién?

« Nhitng nhom khach hang m@i nao phédi nam bat?
 Nhitng kénh m@i nao can theo duoi?

« Uu tién phat trién méi la gi?

KET LUAN

Trén ly thuyét, qua trinh xac dinh cac nang lyc cot 16i kich thich nha quéan
ly suy nghi vé cac diém manh va nang luc tao cho cong ty suw khac biét so
v6i cac doi tha canh tranh. Tuy nhién trong thue té, rat khé c6 thé xac dinh
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nang lwc cot 16i mot cach r6 rang, tham chi Hamel va Prahalad cling khong
thé gidi quyét dugc. Trong no lyc nhiét thanh khi dwa ra cac vi du nham c6
suy ng dung pho bién cua tw duy theo nang lyc cot 16i, ban than ho ciling
lan 10n gitta sdn pham co6t 16i va nang lwe cot 16i.

Ngay cd vGi 1gi ich cia ngwoi biét sau, viéc xac dinh nang lyc cot 16i ¢ vé
nhw khé khan, chwa ké dén viéc dua ra dugc cac dinh nghia r6é rang cho
twong lai chwa biét triudc. Hon nita, diéu hién nhién la nang lyc cot 16i
khong cé yéu t6 duy nhat va khé bat chwéc nhw cac nha quan ly mong
muon nghi tdi. Cudi cung, néu cac nang lyc cot 16i cta ban bi gidi han bén
trong bo 6c cia nhitng nguwdi roi khoi té chirc, ban c6 16 can xem xét lai
nang lyc c6t 16i ciia minh thye sw la gi.

Nang luc cot 16i gom:
* hoc tap tap thé trong t6 chirc;
* kha nang tich hgp nhiéu ky ndng va cong nghé;

* kha nang két hgp cac nguon lyc va tri thitc dé cung cdp nhitng san pham
va dich vu thuvgng hang;

* nhitng gi lam t6 chic tréd nén khac biét va c6 wu thé canh tranh;
« cau truc thyc sy cia cong ty.

Céac buéc xac dinh nang lwce cot 16i:

* D6 c6 phai la nguon lyc dang ké tao nén wu thé canh tranh?

* D6 c6 phdi la yéu t6 khién t6 chitc trd thanh c6 mot khong hai?
« N6 duoc lan rong khap t6 chic?

* N6 c6 kho bi sao chép?
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* Liéu c6 khé xac dinh rach roi khong béi né la sy két hgp ctia cong ngheé,
cac quy trinh va ”kiéu phai thé” trong t6 chic.

Vi du vé nang luc cot 16i:
« sur thu nho cac thiét bi dién tr.
» ché tao mday hiéu suat cao va xe van hanh khoe.

* tao ra cac giao dién va thiét ké giao dién may tinh than thién v&i nguoi st
dung.

« tich hgp cac co ché chinh xac, cap quang va vi dién ttr.

« chat két dinh va chat nén bén virng.

THAM KHAO

1. Barney, J.B. (1991). Firm resources and sustainable competitive
advantage (tam dich: Cac nguon luc va wu thé canh tranh bén vitng cua
cong ty). Journal of Management 17: 99 — 120.

2. Hamel, G. va Prahalad, C.K. (1994) Competing for the Future:
Breakthrough strategies for seizing control of your industry and creating
the markets of tomorrow (tam dich: Canh tranh vi twong lai: Chién lwgc dot
pha dé gianh quyén kiém soat nganh va tao ra thi truong cho ngay mai).
Boston, MA: Havard Business School Press.
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6. MO HINH TANG TRUONG CUA
GREINER

TONG QUAN

Mo hinh tang tredng cuia Greiner gitp xac dinh va nam bat can nguyén ctua
cac van dé ma mét té chirc tang trudng nhanh cé thé gap phai va cé thé du
doan dugc trwde khi ching xdy ra. M6 hinh miéu td cac giai doan mot to
chirc viegt qua khi tang triedng, du la loai hinh t6 chitc nao. Moi giai doan
duwgc biéu thi bang mét thoi ky phat trién & giai doan bat dau cho phat trién
bén vitng va tang tredng déu dan, va két thic véi thoi ky mang tinh cach
mang cho su xdo tron va thay doi trong t6 chitc. Giai phap cho moi thai ky
cach mang xac dinh liéu t6 chitc cé budc sang giai doan tang trwdng tiép
theo hay khong.

Mo hinh tang trwédng Greiner bat nguén tir nam giai doan tang trudng, dugc
biéu dién bang nam chiéu:
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i. quy mo cua t6 chic;

ii. tuoi tho cna to chic;

iii. giai doan cach mang cua t6 chic;
iv. sur tién hoa cuaa to chirc; va

v. toc do tang tredng cdia nganh.

Tuy nhién nam 1998, Greiner bo sung thém buwdc thi sau, goi la “tang
treéng qua cac lién minh”.
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Hinh fi.1. M hinh cdc gial dean tang trudng cia Greimer

SU DUNG KHI NAO

M6 hinh tang tredng cua Greiner nén dugc st dung nhw diém khdi dau suy
nghi vé tang truedng cua td chitc. N6 sé giup nam bat cac van dé xac dinh
thudc veé tirng giai doan tang trwedng dac thu ma t6 chirc dang trai qua, va vi
vay c6 thé thay truedc dugc cac van dé do dung lic. Cubi cung, mo hinh nay
cho thdy sy thay doi trong phong cach quén ly, co cau t6 chitc va co ché
phoi hop 1a hgp ly va can thiét & cac giai doan khac nhau trong sy phat
trién cia mot cong ty.
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SU DUNG NHU THE NAO

Dva trén nam chiéu dugc néu & trén, Greiner nhan dién sau giai doan cua
tang truong:

1. Giai doan 1: Sang tao. Trong giai doan nay, trong tam la viéc sang tao ra
ca san pham va thi truong. Pac diém cta thoi ky tién hoa sang tao la:

* nhitng ngwoi sang 1ap chiu trach nhiém tryce ti€p; ho c6 xu huwéng ky thuat
va/hodc doanh nhan, tap trung vao viéc lam ra va ban san pham,;

» giao tiép thwong xuyén va khong nghi thic;

* lam viéc cham chi dugc twdng thuwdng bang tién lwong khiém tén va hita
hen lgi ich tir quyén sé hitu cong ty.

Khi cong ty tang trwdng, to chirc tréd nén phirc tap hon va cac nha sang lap
tirc khac phai déi mat vGi ganh nang quan ly cong ty thay vi cho n6 hoat
dong. Mau thuan xay ra thwong xuyén hon, cac dong sy tranh cai nhau vé
san pham va thi truong mdi. Sv thiéu vang dinh huwéng mang tinh quyét
dinh sé lam cong ty roi vao khing hoang lanh dao. Lwa chon cap thiét dau
tién la tim kiém va bo nhiém mot giam doc gidi giang co thé kéo ca to chirc
lai v&i nhau.

2. Giai doan 2: Binh huéng. Cong ty ¢ vao giai doan hai da bé nhiém thanh
cong mot giam doc cé nang luc. Pdc diém cua giai doan nay la:

* c0 cdu td chic theo chitc nang;
* quan ly ké toan va von;
» dong luc, ngan sach va cdac tiéu chuan lam viéc;

* giao ti€p va phan cap nghi thitc hon;
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« quan ly theo hwdng tir trén xudng.

Phong cach quan ly dinh huwéng rot nang lwgng cho tang truéng mot cach
day hiéu qud. Tuy nhién, khi t6 chitc tang tredng t6i mitc phitc tap hon,
quan ly cap cao nhat sé khong thé thdy hét dwgc tat ca cac hoat dong, con
quan ly cap thap cam thay bi ket bén dwdi mac du ho c6 nhiéu hiéu biét hon
vé san pham va thi truong. Khung hoang ty quan lic nay dugc hinh thanh.

3. Giai doan 3: Trao quyén. Trao quyén la mot buéc tién cua viéc ap dung
thanh cong mét co cau to chirc phi tap trung hoa. N6 thé hién cac dac diém
sau:

« trdch nhiém trong van hanh va & cap do thi treong;

« trung tam lgi nhuan va dong lyc tai chinh;

* ra quyét dinh dya trén danh gia dinh ky;

» quan ly cap cao can thiép khi c6 ngoai 1€;

* giao tiép trong cong ty hiém va theo nghi thitc, b6 sung bang cac cudc
“viéng tham”.

Mot 1an nita, t6 chitc lai dan than vao mot thoi ky kha thinh viegng, cho tdi
khi lanh dao cap cao cam thay mat kiém soat. Cac nha quén ly & bén ngoai
hodc bén trong hanh déng doc 1ap hon bao gio hét, tw thwe hién cac chién
dich ctia minh. Va ty do san sinh thai do gido diéu. Chang may choc, t6
chitc roi vao khiing hodng kiém sodt. Cac nha quan ly cap cao trong no luc
danh lai quyén kiém soat thwong bi ngdp chim trong pham vi cac hoat dong
va thi trvong rong 16n. Giai phap lic nay la tim cach phéi hgp hon la kiém
soat.

4. Giai doan 4: Phoi hgp. Céac cong ty vuot qua dugc khing hodng kiém
soat nhw mot thue thé don 1é han phdi tim ra va thye hién cac ky thudt cta
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giai doan 4:

« sap nhap cac don vi dia phwong vao cac nhom san pham,;

 xem xét lai toan bo ké hoach chinh thong;

« nhan vién cong ty theo doi sy phoi hop;

« tap trung hoa cac chitc nang ho trg;

* ra soat & cap do cong ty veé chi tiéu von;

* quy trach nhiém d6i véi kha nang hoan von tai cap do nhém san pham;
* tao dong luc qua chia sé 1gi nhuan & cap thap.

Do cac nguon lyc hitu han duge st dung hiéu qua hon va ban giam déc co
thé nhin xa hon nhu cau treéc mat, cong ty lai cé thé tiép tuc tang trudng.
Giam doc cac nhém san pham da hoc duwgc cach danh gia va 1y gidi cac
quyét dinh ctia minh va dugc twéng thwdng thich hgp. Tuy nhién, theo thoi
gian, tam ly phong bi bat dau lan téa & cap do quan ly cap trung va cap
thap. Cac luat 1€ va tha tuc tré thanh muc tiéu chi khong con la phuong
tién. Cong ty bi ket trong khung hodng quan liéu. Cong ty can thiic day tinh
nhay bén thi treong va nhan vién can sy linh hoat.

5. Giai doan 5: Hop tac, con duwong tién héa méi duge biéu hién béi:
* hanh dong nhém dé giai quyét van de;
* cac nhom co6 nhiém vu chitc nang chéo;

« phi tap trung héa nhan sy ho trg thanh cac nhém tw van cé nhiém vu dac
thu;

e cau truc to chitc theo kiéu ma tran;
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« don gian hoa cac co ché kiém soat;

* cac chuong trinh dao tao hanh vi nhom;
« hé thong thong tin thoi gian thuec;

* tao dong lwc nhom.

Giai doan nay két thiic véi mot cudc khiing hodng tdng trirong bén trong,
tirc la kha nang tang tredng duy nhat cia cong ty Idc nay la hop tac vGi cac
t0 chitc bo sung.

6. Giai doan 6: Lién minh. O giai doan ndy, cic t6 chitc c¢6 ging ting
tredng thong qua cac gidi phap maé rong t6 chitc nhw sap nhap, thanh 1ap
cong ty dau tu va lam chi mang lw6i cac cong ty xung quanh t6 chiic.

M6 hinh tang tredng cua Greiner cé thé ng dung nhu sau:
1. Biét vi tri hién tai cua t6 chitc & vao giai doan nao.

2. Suy nghi xem t6 chitc dang & phan dau cua mot giai doan tang trudng
bén vitng hay dang can ké véi khting hodng.

3. Nhan biét hé qua cta sw chuyén doi sap téi khong chi cho cd nhan ma
cho cd nhém lam viéc. Piéu nay giip chuan bi tredc nhitng thay doi khong
tranh khoi.

4. Lap ké hoach va thuc hién cac budc chuan bi dé viéc chuyén doi dién ra
troi chdy nhat c6 thé.

5. Lap lai cac budc nay dinh ky, vi du cit moi 6 hodc 12 thang.

Nén lam:
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« Thuwdong xuyén tw hdi to chitc ciia minh dang & giai doan nao va dac biét la
khung hoang sé xay ra luc nao.

» Nhan biét cac lwa chon hitu han cua minh.
 Nhan biét nhitng gidi phap c6 thé gidi quyét cac van dé trong twong lai.
Khong nén:

* Cho rang khong phai tat ca céac t6 chitc déu trai qua cac cudc khung hoang
theo trat ty nay. S& dung mé6 hinh nay nhw diém khéi dau va diéu chinh né
theo tinh hinh chung cta nganh.

KET LUAN

Mac du m6 hinh co ban nay dugc cong bd tr nam 1972, mo hinh tang
trrdng ctia Larry Greiner van rat hitu dung trong viéc nam bat cac van deé
lién quan téi tang trwdng, va anh hwdng cta cac gidi phap co6 thé déi vai
mot t6 chitc. Tuy nhién, viéc phan loai cac giai doan tang trudng cuda t6
chitc téi diém ma cac giai phap tré thanh hién nhién la rat rai ro. Can hiéu
rang mo6 hinh nay chi nén dugc dung dé nam bat tinh trang cta cong ty chiy
khong quyét dinh gidi phap nao la tot nhat.

MO0 hinh nay phac hoa nhitng thach thitc ma mot nhom quan ly phai dwong
dau khi dang tang trwdng. Toc do tang truwdng, giai phap cach mang hiéu
qua va két qua hoat dong cta cong ty trong moi giai doan sé tuy thudc vao
vai tro thiét yéu cua hoat dong quan ly gidi nhw nghé thuat lanh dao, mot
chién lwgce thang 1gi, la dong lyc cho nhan vién va sy thau hiéu khach hang.

THAM KHAO

Greiner, L.E. (1998) Evolution and Revolution as Organisations Grow (tam
dich: Tién hda va cdch mang trong tang trwdng cta t6 chic). Havard
Business Review 76 (3) May / June: 55-68.
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Tai thém ebook: http://www.taisachhay.com
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7. NHUNG NANG LUC KHAC
BIET CUA KAY

TONG QUAN

Mo hinh nhitng nang lwc khac biét cia Kay la mot 1y thuyét chién lwge bo
sung cho s hiéu biét vé ban chat cda lgi thé canh tranh (bén vitng) trong
kinh doanh. Trong mot thi trwong hiéu qud, gia ca luon phan anh gia tri
thue ctia sdn pham hay dich vu. Vay tai sao c6 mot s6 cong ty c6 kha nang
dwa ra mic gia cao hon déi vdi nhitng san pham cé vé nhu twong dong?
Nhitng cong ty nay da tao ra gia tri gia tang cao hon nhw thé nao? Tai sao
mot sO cong ty lai c6 thé phuc vu hiéu qua hon nhitng cong ty khac, hay
don gian chi la nha cung cap dugc wa thich?

Ly thuyét dya trén nguon Iyc nhin nhan céng ty nhw mot tap hgp cac tai san
va nang lyc. Trong nén kinh té hién dai, hau hét cac tai san va nang luc la
vo hinh. Sy thanh cong cua cac tap doan dwa trén nang lwc khac biét. Cac
cong ty vdi nang lwc khac biét c6 nhitng thudc tinh khong thé sao chép bai
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cac cong ty khac, va vi vay cho phép cong ty tao ra lgi nhuan kinh t€ trén
trung binh. Nhitng nang lwc khac biét cho phép cong ty tao ra lgi thé canh
tranh. Khai niém kha nang sinh lgi kinh t€ la trong tam két noi lgi thé canh
tranh ctia cong ty véi cac thwdc do hiéu qua truyén thong. Chién lwgc kinh
doanh lién quan t6i viéc nhan dién nhitng nang lwc cia cong ty bang cach
tap hop cdc tai san va nang lyc bo sung lai v6i nhau va toi da héa cling nhw

bao vé kha nang sinh lgi kinh té duwgc tao ra tir nhitng nang luc ay.

1. Kién triic
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2. Danh tiéng
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Hinh 7.1, M hinh ndng luckhdc hiétcia Kay

SU DUNG KHI NAO

Mo hinh nang lyc khac biét cia Kay c6 thé dugc st dung trong qua trinh
(tdi) dinh nghia chién lwgc cia mot cong ty nham mdé rong nhan thitc vé cac
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nguon tao ra lgi thé canh tranh va tim cach duy tri ching.

Theo truyén thong, ly thuyét dva trén nguon lyc tap trung vao viéc thiét lap
lgi thé canh tranh bang diéu khién c4c tai san chién lwge. Kay b6 sung cho
ly thuyét nay bang cach xac dinh ba nang lyc lién quan c6 thé coi la nguén
tao ra 1gi thé canh tranh, va bang giai thich tai sao sy ti€p néi va 6n dinh
trong cac moi lién quan 4dy lai can thiét d6i véi phan @ng linh hoat va mang
tinh hop tac tredc s thay doi.

SU DUNG NHU THE NAO

Khong c6 phuwong phap san c6 nao trong viéc sit dung mé hinh nay. Kay sw
dung cac vi du va ly thuyét tro choi dé minh hoa cac van dé co ban. Viéc st
dung cac vi du va huan luyén trong ly thuyét tro choi la cac budc then chot
trong viéc thu hep khai niém lgi thé canh tranh trén co s cac nang luc lién
quan.

Kay xac dinh ba nang lyc khac biét co lién quan cho phép cac cong ty co
dugce 10i thé canh tranh 1a: kién tric, danh tiéng va sang tan. Ong cho ring
viéc tao ra va quan ly thanh cong cac hgp déng va cdc mdi quan hé bén
trong va xung quanh doanh nghiép tao ra gia tri gia tang c6 thé la nguon lgi
thé canh tranh.

1. Kién tric 1a mot mang lwdi cac hgp dong lién quan bén trong hodc bén
ngoai to chirc, lién quan t6i nguwoi lao dong (bén trong), nha cung cap va
khach hang (bén ngoai). Kién triac c6 thé lam gia tang gia tri vdi tri thitc va
thong 1é cta to chitrc, phan &ng linh hoat trudc thay doi cling nhw trao doi
thong tin dé dang va mang tinh mé@. Nhitng nang lyc nay cho phép:

* tao va stt dung phoi hop nhitng tri thitc cta t6 chiic;
* tao dyng nguyén tac hop tac; va

» thue hién cac thong 1€ cta t6 chitc.
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Tri thitc cta t6 chitc, theo Kay dinh nghia, 16n hon tap hgp cac chuyén mon
cta nhitng nguwdi lam viéc trong cong ty, va khéng san c6 & cac cong ty
khac. Tri thitc ay c6 thé 1a mot san pham, mot dich vu hay mot quy trinh cu
thé.

DPiéu quan trong la can phai hiéu rang cac kién tric lién quan la san pham
cta céac gia tri xa hoi va thwong mai. Cac gia tri nay phat trién qua lich st
t0 chitc va khong dé dang dugc tao ra hay bi thay doi. Cac nang luc khac
biét lién quan tGi kién tric Iwu lai trong giao két quan hé: thé hién mot moi
quan tam chung trong cac no lyc phéi hgp nham thu dwgc lgi ich cho t6
chuc.

Cac thong 1€ trong t6 chic gia tang hiéu qua va tang cwong sw phdi hop.
Tuy nhién, c6 mot nguy co c6 hitu vGi cach tiép can nay la tri thitc tit bén
ngoai to chitc cé thé bi gat bo vi “khéng duwgc tao ra & day”.

2. Danh tiéng la phuwong thitc truyén tdi thong tin manh mé nhat tGi nguoi
tieu dung trong moi quan hé kinh doanh. Khi ngwdi mua tim kiém va trai
nghiém hang héa va dich vu, ngwdi ban muon cho thdy chat lwgng va bat
dau mot chudi giao dich va tir do thiét 1ap quan hé. Mdéi quan hé bat dau
nhv thé nao? Kay cho rdang ngudi mua va nguwdi ban tién téi mot bién thé
ctia “Song dé hai ngudi tu” c6 dién, giong nhw 1y thuyét tro choi. Ban hang
héa chat lwgng cao & mitc gia cao la cong bang doi v6i ca nguwdi mua lan
ngwoi ban. Ban trén gia (ban hang chat lwgng thap vai gia cao) dan t6i trai
nghiém c6 két qua téi cho ngwdi mua nhwng lai dem lai 1gi nhuan cao cho
nguoi ban. Ban duwéi gia phuwong hai tdi 1gi nhuan bién tiém nang ctia nguoi
ban (thi truong hiéu quad) nhung lai c6 1gi cho ngwdi mua. Ban hang chat
lwgng thap vGi gia thap noi chung thuwong lam cd hai bén cam thay minh
dang phi pham thoi gian. Chi triv khi moi ngudi choi chi choi mot lan va
chién lugc tot nhat 1a t6i da 1gi ich cia minh trong lan do, con khong thi
giao dich cong bang la c6 1gi nhat cho moi quan hé 1au dai.
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Néu nguoi ban da cé danh tiéng, né sé giup dam bao chat lwgng cao véi
nguwoi mua khi viéc khong thong thao san pham hay dich vu gay kh6 khan
cho viéc dwa ra mot quyét dinh ding dan. Danh tiéng dugc thiét 1ap theo
thoi gian thong qua:

* trai nghiém cua ban than nguoi tiéu dung;
* dau hiéu chat lvong (vi du gia, khuyén mai...);
* ban thuyét minh va dung thit mién phi;

* ti* bdo dam trach nhiém doi vdi 16i san pham, thong qua bao hanh hoac
bdo dam;

* gidi thiéu truyén miéng, khuyén mai manh mé, don bay thuwong hiéu v.v..;
* két hgp vGi danh tiéng va xac nhan ctia nhitng nguoi cé thé luc;
« tang thém danh tiéng khi da dugc thiét 1ap.

« Mot danh tiéng t6t khong can nhiéu nguoén lwc dé duy tri mién la chat
lvgng nén tang khong c6 sy thoa hiép.

3. Sang tan hiém khi thanh cong trong viéc trd thanh 1gi thé canh tranh.
Khiém khuyét nay bat nguon tir ba van de:

« chi phi va tinh bat dinh cta qua trinh sang tan;

* quan ly sang tan;

« phan bo hop 1y tién thwdng.

Qua trinh sang tan ton kém va rdi ro bdi cong ty sang tan phai doi mat vdi

mot song dé. Kho chac chan dwgc rang nhu cau doi véi mot san pham sé
dugc duy tri va liéu canh tranh trén thi truong co tang 1én hay khong.
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C6 hai hinh thitc sang tan, déu la bién thé tir “Song dé hai nguoi tu”: “Tro
choi Ga” va “Tro choi tiéu chuan”.

Tro choi ga: Bat nguon tw tro choi trong do hai ngwoi 1ai xe tién lai gan
nhau va c6 thé va cham: mot ngudi phdi tranh, néu khéng cé hai cung chét
vi tai nan, nhung néu mét ngwoi tranh ma nguwoi kia khong tranh, anh ta sé
bi goi la “con ga”. Piém mau chot & day la c6 nguwdi phai tranh vi khéng da
duwong di. Néu gia st rang qua trinh sang tan sé thanh céng, két qua kha thi
ctia ca hai doi thu canh tranh sé chi tot nhat khi mot trong hai quyét dinh
dirng lai. Néu qua trinh sang tan that bai, cong ty khéng dirng lai sé bi thiét
hai. Tro choi ga rat pho bién trong nganh dugc pham.

Tro choi tiéu chudn: Tro nay dién ra trong mot thi treong ma san pham doi
héi cac sdn pham b6 trg (vi du nhuw phan citng va phan mém). San pham
nao tré thanh tiéu chuan ciing khong quan trong (vi du VHS hay Betamax).
Moi ngudi déu thua khi khong c6 tiéu chuan nao va déu thang néu co6 tiéu
chuan.

MGt chién lwgc kha di trong nhitng tro choi nay la cam két theo dudi: tuyén
bd chac chan rang cong ty sé khong lui bwdc. Tuy nhién, chién lwgc nay doi
héi cong ty phai c6 du danh tiéng khi thé hién cam két. Mot chién lwgc
khac kha don gian la tr¢ thanh nguwoi di tredce trén thi treong.

KET LUAN

St dung cau tric cta Kay dé xac dinh cac nang lwc dac biét cho phép nha
quan ly nam bat sdu sac hon vé nhitng thanh cong va that bai trong lich st
cong ty. N6 cling c6 thé gitp ich vdi viéc nam bat nhitng gia tri hién c,
khac vGi nhitng gia tri mong muon dé lam tang nang lyc canh tranh.

Han ché cua cau tric Kay la né cling tritu twgng nhw nhitng nang lwe dac
biét ma cau tric nay mé td; va nhu chinh Kay néi: néu ban c6 thé ghi chép
thi n6 c6 thé bi sao chép.
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THAM KHAO
Kay. J. (1993) Foundations of Corporate Success: How business strategies

add value (tam dich: Nhitng nén tang thanh céng ctia cong ty: Cac chién
lwge kinh doanh bo sung gia tri nhw thé nao). Oxford University Press.
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8. TO CHUC HUONG THI
TRUONG

o

TONG QUAN

Mo hinh nay thé hién qua trinh da nganh trong viéc bién chién lwgc cong ty
thanh cac chinh sach ti€ép thi - ban hang va cac hoat dong quan hé khach
hang khong thé thiéu trong qua trinh d6. Ké hoach tiép thi va ban hang ctia
mot t6 chitc can bat nguon tr chién lwge ctia cong ty. K€ hoach phai c6 thé
do lwong duwgc véi cac hoat dong va hanh vi dac thu cua tat cd cadc nhan
vién, liéu ho tap trung vao khach hang tir bén trong cua t6 chitc hay c6 xu
hwéng tir bén ngoai nhiéu hon. Thuat nglt “hwéng thi treong” nhdn manh
rang khach hang la tam diém tap trung cua to6 chitrc va moi hoat dong va hé
thong duoc thiét ké tir goc do khach hang. St dung co cau t6 chitc huéng
thi trwedong bdo dam rang moi quy trinh trong t6 chitc déu huwéng theo muc
tieu chung.
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Hinh 8.1. M0 hinh t0 chire hudng thi trugng

SU DUNG KHI NAO

Mo hinh nay kha hoan hao trong viéc danh gia hiéu qua va hiéu nang trong
tiép thi va ban hang ctia cong ty. N6 c6 thé dugc 4p dung trong hai treong
hop dac thu véi nhitng cau hoi cu thé:

* Hiéu qua hoat dong.
Xéac dinh hodc danh gia chinh sach tiép thi va ban hang bang cau héi:
* Phan dogn thi truong: Ching ta nham tGi phan doan khach hang nao?

» Chao hang khdc biét: Chung ta tiép can nhitng khach hang d6 nhu thé
nao?

* Xdc Idp muc tiéu: Chung ta phan dau dat mitc d6 doanh s6, doanh thu hay
thi phan nao?

* Hiéu nang hoat dong.

T6 chitc hodc danh gid cac hoat dong twong tac tryc ti€ép hay khong tryc
tiép vGi khach hang bang cach xem xét:
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 Gidm chi phi: Ching ta cdi thién hiéu nang cua bo phan tiép thi va ban
hang nhw thé nao?

 Xdy dung hiép luc: Chung ta cé thé lam gi dé cai thién sy hop tac gitta cac
bd phan dé tap trung hiéu qua hon vao két qua?

 Cdn bdng tiép thi/bdn hang va cdc hoat déng: Chung ta c6 thé cung cap
hang dat riéng nhu thé nao tai bd phan truc tiép phuc vu khach hang ma
khong gay anh hudng tiéu cuc t6i hiéu nang cua khu vyce hau truong?

SU DUNG NHU THE NAO

Dé 1ap ké hoach tiép thi, ban hang va cac hoat dong ho trg khac mot cach
hop 1y, can quyét dinh:

* phan doan thi treong: nhitng thi trvong cong ty phai hoat dong;

 khach hang trong tam: khach hang nao phu hgp nhat déi v6i moi thi
treong; va

* muc tiéu cda cong ty: nhitng muc tiéu nao cong ty mudn dat dugc trong
moi phan doan thi truong.

Sy hai hoa tiép thi t6i wu sé két hgp nhitng kién thitc r6 rang vé nhu cau dac
thu cia cac phan doan thi trudng dwgce chon véi nhitng hiéu biét sau sac vé
wu tién va tiéu chi anh hwdng t6i quyét dinh mua cia khach hang.

Chi s6 danh gia thyc hién cong viéc (KPI ) la thuwéc do gitp cho t6 chic
xac dinh va do luvdng qua trinh tién dan t6i muc tiéu ctia minh. St dung ba
t@i nam chi bdo KPI cho mo6i nhan t6 dé dam bao rang cac hoat dong tiép
thi va ban hang duwgc thwe hién hiéu qua va nang suat. Géi lgi ich do6i véi
nhan vién ban hang can theo céac chi bao nay, b&i phan thwéng khong chi
nén dua trén doanh s6 hay lgi nhuan. Cac chi s6 KPI dwgc nhap vao béo
cdo tiéu chuan hang thang hodc hang quy cta cong ty. Diéu quan trong la
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can dam bdo rang cac két qua dugc danh gia thwong xuyén va dau ra cua
viéc danh gia dwgc phan héi cho cong ty. Vi vay, can 4p dung mot chu ky
dang Plan-Do-Check-Act (Hoach dinh — Thyc hién — Kiém tra — Hanh
dong).

KET LUAN

M6 hinh t6 chitc hwéng thi trudng quan trong khi phan tich chinh sach tiép
thi va ban hang ciing nhu danh gia viéc thiét 1ap bo phan tiép thi va ban
hang ctia cong ty. Tac dong cda viéc stt dung mo hinh t6 chitc huéng thi
trrong c6 thé gia tang bang cach st dung cac mo hinh khac dwgc mo ta
trong cubn sach nay nhu:

* Kim ty thap cua Curry.

* 4P trong tiép thi cua Kotler.

* So chuan.

* Nam canh sao thvong hiéu.

» Bang san pham/thi trvong Ansoff.

* Chu ky Deming: plan-do-check-act.
THAM KHAO

Kotler, P (2000) Marketing Management: The milennium edition (Quan ly
tiép thi: Téi ban lan thi 10), New York: Prentice Hall.
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9. SU DUNG NGUON LUC BEN
NGOAI /NUOC NGOAI

TONG QUAN

Mo hinh nay c6 thé dwgc dung dé quyét dinh liéu cac hoat dong ctia td chitc
c6 thé va c6 nén st dung nguon luyc bén ngoai hodc nguon lwe nwéc ngoai
khong. St dung nguon luc bén ngoai la giao cac hoat dong khong trong yéu
cho mot nguon lwe bén ngoai c6 chuyén mén dac thu déi vdi hoat dong do.
Nguon lyc nwdc ngoai cling giong nhw nguén bén ngoai nhung quy trinh
hoat dong — vi du nhw sdn xuat, ché tao hay dich vu - duwgc chuyén sang
nuwdc khac. Mo hinh ra quyét dinh nay giip xac dinh liéu viéc st dung
nguon lwc nwdc ngoai cé sang suét hay khong.

SU DUNG KHI NAO

Céac cong ty thuong chon st dung nguon Iyc bén ngoai hay nwéc ngoai cho
mot phan hoat dong cta ho vi mét hay mot vai 1y do: gidm chi phi c6 dinh;
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gia tang tap trung vao nang lwc cha chot; hay dé st dung lao dong, von,
cong nghé va cac nguon lyc hiéu qua hon. Quyét dinh chuyén sang nuéc
khac 1a do c6 lgi thé vé chi phi hay vé k§ nang hodc c6 nhu cau tap trung
vao thi truong quoc té.
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Hinh 9.1. Mé hinh st dung nguén lyc nude ngoai

SU DUNG NHU THE NAO

Cac budc sau day can thiét trong viéc quyét dinh qua trinh nao nén st dung
nguon lye nwdc ngoai, va tdi nwdc nao:

1. Tai sao lgi phdi str dung nguon lyc bén ngoai? Vi du vé cac ly do c6 thé
bao gom viéc biét dwgc cac doi thu canh tranh dang dich chuyén ra nuwéc
ngoai dé thu duogc lgi thé chi phi, hodc 1gi nhuan bién dang chiu 4p Iwc do
canh tranh vé gia tang cao.

2. Téi nwdc nao va voi doi tac nao? Dé Iwa chon mdt doi tdc nwdc ngoai
can xem xét loai kinh nghiém, ky nang va van héa nao ban can ti phia nha
cung cap dé c6 thé lam viéc cung nhau thanh céng. Vi du cac yéu té can
can nhac tai t'ng nwdc tiém nang bao gom: tiém nang lao dong, chat luvgng
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san pham ky vong va lgi thé chi phi. Phat trién mot vai thay thé dé tiép tuc
danh gia trwdc khi quyét dinh.

3. Ddu la chi phi, lgi nhudn va rti ro, va nhitng qud trinh nao thich hop dé
str dung nguon lyc nuéc ngodi? Budc ba bao gom ca viéc phan tich chi phi
— lgi nhuan xuyén su6t moi kha nang thay thé khac nhau. Nhitng cau thanh
quan trong can xem xét bao gom: mic lwong bong, chi phi va tién cong
phat sinh, mitc gia ca va tac dong t6i chuodi gid tri bén trong ctia cong ty.
Phan tich phan nao cua t6 chitc c6 thé sit dung nguon lwc bén ngoai va tac
dong tdi chuoi gia tri tong thé ra sao.

4. Diéu gi xdy ra tiép theo? Cubi cung, tién hanh phan tich kha thi chi tiét
vé moi quoc gia, doi tac, quy trinh va hgp dong. Tai diém nay, van con cé
nhiéu diéu chwa chac chan. K€ hoach can dwoc xem xét ti mi trude khi ra
quyét dinh st dung hay khéng st dung. Ciing m6 hinh bon buéc nay cé thé
duwgc ap dung khi ra quyét dinh lién quan tdi viéc st dung nguon lyc bén
ngoai, nhung khong bao gom cac yéu t6 qudc té.

KET LUAN

Rui ro khi st dung mo hinh nay la nguy co bé qua mét so6 budc dé tién
ngay t&i budc thue hién. Vi du tim kiém doi tac tiém nang nwdc ngoai trueéc
khi suy nghi can trong vé tac dung chién lwgc va hau qua déi véi nhan sy
hién cé.

St dung nguon luyc nwdc ngoai van la mot van dé tranh cai gitta cac nha
kinh té hoc. Mot mat, ndé dwgc coi la dem lai 1gi ich cho ca hai qudc gia
nguon va dich, thong qua viéc tao ra cong an viéc lam va gidm chi phi san
pham va dich vu. Mat khac, n6 ciing dan t6i mat viéc lam va khién cho mitc
lwong thap di tai cac nwdc dang phat trién. Cac nha kinh té hoc khong tng
h6 viéc st dung nguon Iyc nwéc ngoai lap ludn rang nhan lyc cé trinh do
cao vGi cac cong viéc cé gia tri cao hon, nhu ké toan va ky s phan mém,
duwgc thay thé bdi nhan lwe cé trinh do cao nhwng ré tir cac nwéc nhw Trung
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Quéc hay An Dg. Hon nita, tinh gidm nhan luc trong nganh san xuét tao ra
s hoang mang trong ndi bo nhan lyc. Nhitng tranh luan chu yéu bat nguén
tir lo lang vé sw khong on dinh, vi tdc dong viéc st dung nguon luwc bén
ngoai van (chwa dwgc) chitng minh. M6 hinh nay hop ly hoéa cac lwa chon
lién quan tdi st dung nguodn luc bén trong va bén ngoai bang cach gitp cac
nha hoach dinh gidm di viéc hay thay doi.

THAM KHAO

Aron, R va Singh, J (2005 Getting off-shoring right (tam dich: S dung
nguon lyc nwdc ngoai hgp ly), Havard Business Review 83 (12) December:
135-43.
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10. SO PO HOA LO TRINH

%

TONG QUAN

So do6 hoa 16 trinh lién quan t6i viéc tao ra mot tam nhin chung. D6 1a mot
quy trinh gitp cac chuyén gia dy bao sy phat trién trong tuwong lai doi vaoi
cong nghé va thi treong, va nhan dién hé qua cta nhitng phat trién dé doi
v&i cac cong ty (don 1é). M6 hinh so do 16 trinh cung cdp mét ban mo ta
quy trinh phat trién c6 thé dwgc co cau nhw thé nao.

Quy trinh s@ d6 héa 10 trinh lam sdng té cac muc tiéu twong lai (cha yéu
dwa trén géc nhin ctia cac chuyén gia vé phat trién cong nghé), va 16 trinh
dat dwgc nhitng muc tiéu d6. Dya trén phan tich nay cé thé xac dinh mot
cong ty don 1é c6 thé déng gbép vao su phat trién ra sao va cong ty phan rng
nhu thé nao trwdc sy phat trién. Chuong nay st dung mot so do 16 trinh san
pham-cong nghé dé giai thich quy trinh.

Co6 nhiéu so do 19 trinh dugc tao ra trong nhitng thap ky gan day. Khi xem
xét cac so do 10 trinh huéng cong nghé, ngudi ta c6 thé nhan dién bon loai
so do va quy mo khac nhau:

» S0’ do6 10 trinh nganh: trong dé sw phat trién ky vong ctia toan b6 mot
nhanh thudc nganh duwgc so d6 hoa. Quy trinh so do héa 16 trinh dwa ra mot
phwong thitc trong dé rii ro d6i véi cac cong ty don 1é dwoc gidm thiéu bai
mot sO cac bén khac nhau quyét dinh cac wu tién do6i vdi sy phat trién cong
nghé trong twong lai va moi bén can dong gép nhitng (nghién cttu) gi. Mot
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so do6 10 trinh nganh ciling c6 thé duwgc st dung dé dat dwgc nguon tai chinh
(doi vé6i ca khoi t nhan va nha nuwéc).

» So' d6 10 trinh cong ty: dugce thiét ké nham gitp cac cong ty don 1é lya
chon va c6 thé dya trén so d6 16 trinh nganh. So d6 nay mé ta sw két hop
san pham-thi treong.

* SO do 16 trinh sdn pham-cong nghé: trong dé phan tich thi treong, danh
gia san pham va ra soat cong nghé két hop lai v4i nhau thanh mot ké hoach
nghién citu va phat trién (R&D) ndi tai va cac kich ban gigi thiéu san pham
t@i thi treong. Mo hinh dwgc mo té trong chwong nay la mot vi du vé so do
16 trinh sdn pham-céng nghé duoc tao ra trong viéc két hgp véi mot so do
10 trinh cong nghe.

* S0’ do 16 trinh ndng lvc-nghién ciru: tap trung vao nang lyc va nghién cttu
can thiét dé tao ra mét (hodc mot phan) cong nghé dac thu. Loai so do 16
trinh nay c6 thé dwoc soan tach biét, hodac nhw trong vi du da xem, hgp nhat
nhw mot phan trong toan thé.

SU DUNG KHI NAO

So do6 16 trinh san pham-cong nghé c6 thé dugc st dung dé tdp trung ro
rang hon cho twong lai. Sé rat hitu ich néu c6 dwgc sy thau hiéu chuyén sau
do6i vai sy phat trién thi trudng mdi, dac biét la trong cac thi truong huwéng
cong nghé. Phat trién san pham mdi la yéu té séng con trong cac thi trudng
nay va dang dan tang 1én do vong doi cua san pham rat ngan di. Vi vay, so
do héa 10 trinh 1a mét chién lwgc thiét yéu doi véi cong ty dang tiép tuc tim
kiém cac san pham mdi. So d6 hoa 16 trinh gitip quy trinh phat trién san
pham md&i bang cach tao diéu kién cho nhan dién theo cau tric do6i vdi cac
thi truong, san pham va cong nghé (méi).

So do 16 trinh thwong bao gom cac mo ta veé:

» Chuyén giao: moé ta san pham va nghién cttu can thiét.
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* Muc dich: phan tich thi trudng, san pham va céng nghé.
» Thoi gian: dwong t6i han va thoi gian chuyén giao.

* Nguon lyc: cac nguon lyc (tién, con ngwoi) va cong nghé can thiét cho
viéc tao ra cac san pham.

Uu diém cua so do hoéa 16 trinh bao gém nhitng diém sau:

* So do hda 16 trinh cung cap cho t6 chirc tham gia cac thong tin chién luwgc
co gia tri.

« Hoach dinh chién Iwgc dai han sé dwa trén viéc thu thap cac thong tin cé
cau tric chat ché, gitp cho viéc ra quyét dinh tot hon déi vdi cac san pham
va cong nghé tuwong lai.

« Cac dit liéu bén trong va bén ngoai sé dugc so do hoa, dem lai mot tam
nhin c6 cau triac chat ché vé cac yéu to thi treong, nhu cau ngudi tiéu dung,
phat trién cong nghé, yéu td6 moi trudng va thay doi nha cung cap.

« Pong huwdng chi phi nghién citu va phat trién v@i phat trién san pham tot
sé dem lai hieu qua bdi xac dinh dugce co hoi tich hgp cong nghé mai vao
san pham mai.

« So do 10 trinh c6 thé la nguon cua cac lva chon st dung lai cong nghé

(cung mot cong nghé vao cac san pham mai).

» Két qua c6 thé lam boc 16 cac diém yéu chién lwge dai han va xac dinh ké
hé va sy bat dinh ctia sdn pham va céng nghé.

« So do 16 trinh la mot cong cu manh mé trong viéc dong huwéng toan bo
doanh nghiép theo mot chién lwgce phat trién méi va phat trién san pham
méi. Cac nhéom dy an c6 thé nhanh chéng thich nghi v6i nhitng thay doéi
chién lvoc.
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 Tiém nang hiép luwc duge xac dinh gitta cac nha cung cap va ngudi mua
cling nhu gitta cac doi tha canh tranh.
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Hinh 10.1. M hinh 5 da hoa 1o trinh

SU DUNG NHU THE NAO

Mot so do 16 trinh cong nghé - thi tredng dwa trén cac két qua caa:
i) phan tich thi trvong,

ii) ra soat cong ngheé,

iii) danh gia san pham.

Phan tich thi tredng nhin tir bén ngoai la nhan dién nhu cau méi va dai han
cta khach hang. Két qua cung cap mot céi nhin téng quan vé cac nhu cau
madi va gia tri gia tang ma (cac) cong ty tao ra. Ra soat cong nghé nhin t
bén trong va xac dinh kha nang xuat hién céng nghé mdi. Panh gia san
pham ludn nhin tir bén trong ra va so sanh danh muc san pham véi cac san
pham hién c6. Ra soat cong nghé cung vGi viéc danh gia san pham cung
cap mot cdi nhin tong quan vé sy khac biét va kha nang cho sdn pham méi.
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O budc tiép theo, két qua ctia so do 16 trinh dugce tranh luan trong viéc tw
duy tap thé. Trong sudt qua trinh lam viéc, cac y twdng san pham méi dugc
danh gia bang cach xét thwdng — cac diém ban hang duy nhat (USP) va ty 1é
hoan von dau tw (ROI); rui ro (ky thuat va do san sang cua thi treong); va
cac nguon luc (dau tw) can c6. Cac san pham c6 hoan von cao nhét, rui ro
thap nhat, va doi hoi it nguon lyc nhat tat nhién duge coi la nhitng san
pham md&i cé gia tri nhat. Tt phan tich nay, mét ké hoach nghién ciu va
phat trién ndi bo cé thé dwgc xay dung trén co s@ nghién citu can cé dé san
xuat sdn pham md&i. Thém vao doé, co thé phat trién mot ké hoach tung san
pham mdi ra thi treong.

Mac du cac phan tich thi truong, danh gia san pham va ra soat cong nghé
c6 thé dugc thye hién bdi cac nhan sy cha chot trong t6 chive (gia st voi su
giip d& cia mot cong ty tw van bén ngoai), nhitng 16 trinh thanh céng nhat
duwgc xay dung bdi cac nhan sw chi chot tir nhiéu t6 chite va cac treong dai
hoc khac nhau. M6t trong nhitng nhan t6 thanh cong chinh cua cac 10 trinh
la sy tham gia cia cac “nha v6 dich”. Ho la nhitng chuyén gia néi tiéng va
duwgc né trong trong mot linh vire (cong nghé) dac thu. Khi cé nhitng nguoi
nhu vay tng trg cho mét 16 trinh, nhitng nguwai khac sé dé chap nhan hon.

Cac nhan t6 thanh cong khac bao gom:

 Cac 16 trinh can duwgc xay dung bdi cac ca nhan then chot, duwgce biét dén
nhw nhitng chuyén gia v&i nhitng kién thitc chuyén nganh dac biét.

» Cam két quan ly mot cach tron ven la yéu t6 hét sitc quan trong néu 10
trinh c6 dwgc tac dong tich cuc 1én t6 chic.

« Cac 16 trinh can dwgc cap nhat thwong xuyén dé nam bat dwgce nhitng thay
doi dang dién ra vé san pham, thi trdng va cong nghé.

* M6t nguwoi khong thién vi (nhv mot nha tw van chang han) cé thé thuc
hién cac cudc phong van va tao diéu kién cho qua trinh so do hoa 16 trinh.
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St dung cach tiép can chuan murc rat can thiét cho viéc truyén thong hiéu
qua, va co thé ho trg s lién két giira cac 10 trinh.

* Can st dung 16 trinh nhw mot cach tiép can lau dai d6i vdi viéc phat trién
chién lwgc. Tam nhin chién lwgce sé khéng phu hgp véi 16 trinh néu no
khong vuot qua thoi gian hai nam.

KET LUAN

So do héa 10 trinh la mot phwong phap gitp cho viéc xay dung mdot tam
nhin chung t&i twong lai; phat trién mot tam nhin chung ciing dwoc coi la
quan trong khong kém so v6i 19 trinh cudi cung. Vi vay, so dé hoa 16 trinh
c6 thé khong thanh cong doi véi nhitng cong ty cé tam nhin khac véi cach
nhin chung dang thong linh (& cac cong ty c6 lién quan).

Muc dich chinh ctia 16 trinh la truyén cdm hitng bang cach cung cdp cai
nhin thau dao vé cac cach thitc cai thién va doi mdi. Mac du cac hoat dong
va du an cu thé dwgc mo ta trong 10 trinh, nhung twong lai van khong thé
biét tredc va khong phai lic nao cling duy doan dwgc. Lo trinh chi 1a mot
hinh dung vé twong lai. Du dwa trén thyc tién cong nghé va thi treong, 16
trinh khong nén dugc st dung nhw mot tai lieu dy bao. Cap nhat 16 trinh
thwong xuyén rat can thiét, nham két hgp nhitng phat trién hién thoi vao
tam nhin dwgc hoach dinh cho twong lai.

THAM KHAO

Farrukh, C., Phaal, R. va Probert, D. (2003) Technology road-mapping:
linking technology resources into business planning (tam dich: So d6 héa 1o
trinh cong nghé: két noi cac nguon lyc cong nghé vao hoach dinh kinh
doanh). International Journal of Tchnology Management 26 (1): 2-19.
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11. HOACH PINH KICH BAN

TONG QUAN

Hoach dinh kich ban dat ra cac cau hoéi vé twong lai. So vGi nhiéu mo hinh
twong lai khac trén thé gigi, diy la mot cong cu danh gia chién lvgc twong
doi khac biét vé cau tric nhung khéng kém phan hop ly. Cac kich ban cung
cap mot bdi canh trong d6 cac nha quan ly c6 thé ra quyét dinh. Bang cach
xem xét nhiéu kha nang khac nhau, ngudi ra quyét dinh sé dwoc thong tin
tot hon, va muc dich dya trén nhitng kién thitc ay cé nhiéu kha nang thanh
cong hon.

Viéc hoach dinh kich ban dva trén cac nguyén tac minh bach va da dang
nham xac dinh y nghia ctia sy phat trién trong twong lai ctia cac lyc lwgng
thi truong chinh yéu.

* Minh bach — lién quan t&i qua trinh thira nhan mot cach ro rang vé moi
quan hé gitta cac lyc lvgng dinh hwéng chinh yéu.
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* Da dang — ngu y rang khong c6 mot kich ban don 1é “tot nhat” hay mot
két qua thi truong “cao” hay “thap”. Sy da dang cho thdy twong lai la bat
dinh, va phai xem xét nhiéu con duwong chién lwgc khac nhau (Ringland,
2002).

Cac muc tiéu twong phan trong viéc hoach dinh kich ban c6 thé duwgc dién
ta nhu sau (van der Heijden, 2002):

i) mot muc tiéu dac thu (mot lan, cac dy an gidi quyét van dé), twong phan
v&i mot muc tiéu co ban hon (cac dy an dai han hon nham duy tri sy song
con cuda to chirc);

ii) cac dy an duwgc thyce hién dé khai m@ mot t6 chitc dong kin trwdc cac y
twong mai, twong phan véi cac dv an nham dat dugc nhitng quyét dinh va
hanh dong trong mot t6 chivc thu dong.

Cac kich ban ¢ Y
toan cau l\,z"\

Thau higu \
Cac kich ban
\ tEp tring
| ()
Tiam n hin O K tao \\

s _ i : i Hoach dinn
chien v ot lea chign . O liga chgn

T hau hieu
v
Binhvi ¢ X
canh tranh l\_,/

Hink 17,1, M hinh hoach dinh kich bén
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Cac muc tiéu nay dan tdi bon loai hinh hoach dinh kich ban:

i) Xac dinh y nghia - viéc thuc hién kich ban m6t lan mang tinh tham do dé
thu dwgc nhitng hiéu biét sau sac doi vdi cac tinh hudng phic tap.

ii) Phat trién chién lwgc — viéc st dung cac kich ban dé kiém tra trién vong
kinh doanh trong twong lai v&i nhiéu kich ban khac nhau nhung phu hop.

\ ngh

x\ /
Hinh 11.2 Phan loai cac muc tidu kich ban

iii) Tién liéu — Kha nang nhin nhan, nhan thitc va thau hiéu cuaa t6 chitc doi

vOi nhitng gi dang dién ra trong moi tridng kinh doanh, doi hoi td chitc

phai huy dong moi nguoén luc cé thé dé quan sat, nhan thitc, trai nghiém,

xac dinh y nghia, hgp ly hdéa va quyét dinh. Muc dich tién liéu cua céac kich

ban nang cao tam quan trong clia ngwdi quan sat gioi giang trudc thé giGi
bén ngoai théng qua cac cudc doi thoai mang tinh chién lwgc.

iv) To chitc hoc tap thich nghi — Buéc tiép theo bang viéc dwa hanh dong
vao trong qua trinh. Bwdc nay c6 thé so sanh véi mo ta vé hoc tap kich ban
cta Fahey va Randall (1998), cho thdy cac kich ban can dwgc tich hgp véi
viéc ra quyét dinh. Diéu nay nhan manh rang mo hinh t6 chitc hoc tap thich
nghi chuyén tir phat trién chién lwgc mot lan thanh hoach dinh va trai
nghiém chién lwgc lién tuc. Xem hinh 11.2.
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SU DUNG KHI NAO

Royal Dutch Shell st dung cac kich ban cho nhiéu muc dich. Vé co ban,
cac kich ban gitp cong ty nam bat cac dong lwc ciia méi treong kinh doanh,
nhan biét nhitng co hoi mdi, danh gia cac lwa chon chién Iwgce va ra cac
quyét dinh dai han. Nhitng ngudi ra quyét dinh c6 thé st dung kich ban dé
suy nghi vé nhitng khia canh chwa xac dinh cta twong lai dang khién ho lo
lang nhat, hay kham pha nhitng khia canh khac ma ho can quan tam. Royal
Dutch Shell dwa ra bon ly do khién hoach dinh kich ban tré thanh cong cu
quan trong do6i véi phat trién chién lwgc:

» D6i chiéu vGi cac gia thiét — Lién quan mat thiét t6i nguyén tac cta cac
mo hinh tri tué. Bang cach khai thac cac gia thiét vé twong lai ma moi
nguwoi dua ra mot cach don 1é hay tap trung, no giup cong ty hoat dong co
hiéu qua hon theo tirng thoi diém.

« Nhan biét mitc d6 thay doi — Hoach dinh kich ban dem lai cho t6 chitc
mot phwong thite thira nhan va lam viéc véi nhitng gi ho khong biét.

* M¢& rong vién canh — Cac kich ban danh dau nhitng diém mu bang cach
thir thach cac gia thiét, mé& rong tam nhin va két hgp thong tin tir nhiéu
chuyén nganh khac nhau.

* Chi ra cac song dé va mau thuan — Cac kich ban c6 thé giip lam sang té
hodc gidi quyét cac mau thuan va song dé dang de doa khach hang cua
cong ty.

SU DUNG NHU THE NAO

Mot s6 phwong phap hoach dinh kich ban da dwgc trinh bay trong cac dé tai
nghién ciu vé quan ly (vi du: Schwartz 1991; van der Heijden 2002;
Ringland 1998, 2002), tat ca cac quy trinh hoach dinh kich ban déu bat dau
bang cach xac dinh khoang cach kién thitc va nhitng linh vic hay thay doi,
va bang cach xay dueng mot nhom hoach dinh kich ban bao gom cac nhan
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vién v6i nguwdi c6 van bén ngoai. Quy trinh dwgc cau tric tai budc nay. Sau
dé, nhitng ngudi tham gia chinh sé dwoc hoi dé khao sat hién trang (vi du:
linh vire kinh doanh dang nghién citu) thong qua mot chudi cac cudc phong
van nham th thach nhitng gid dinh hién c6 cta nhém, qué trinh nay sé
dwgc thue hién 1au dai theo mot chudi cac bu6i thao luan. Sau khi da thong
nhat vé thuc trang chung ctia mot kich ban, ngudi ta sé thu thap cac yéu to
dinh hwéng va phat trién cac kich ban. B6i v4i moi kich ban, mot cot
truyén c6 két cdu chat ché dugc phét trién nham néu bat nhitng ham y trong
twong lai. Tac dong twong doi cda moi kich ban dugc khai thac sdu va
nhitng ham y cho twong lai dwgc xem xét can than. Nhitng hiéu biét méi
mé nay sau do lai dugc kiém tra thong qua cac bén lién quan dén viéc kinh
doanh.

Van der Heijden (2002) b6 sung tw duy hé thong nhw mot buwdc thém vao
trong quy trinh hoach dinh kich ban, theo d6 nhan dién cac moi quan hé
nhan qud trong nhitng cdu chuyén. Bang cach lam theo nam buwdc nay,
nhom hoach dinh phat trién mot s6 kich ban twong lai hgp ly cho t6 chitc.
Budc cudi cung la phd bién tac dong cta kich ban tGi t6 chitc: tw duy chién
lwgc, cac chién lwgce kha thi trong twong lai va nhitng hoat dong twong @ng.
Dbiéu nay nhan manh rang hoach dinh kich ban chi cé gia tri néu cac chién
lwge hay cac quyét dinh hanh dong dwgc kiém nghiém trong cac kich ban
khac nhau.

KET LUAN

Hiéu qua cua viéc st dung hoach dinh kich ban nam & kha nang ctia nhém
hoach dinh nham thuyét phuc ban giam doc thuc hién nhitng gi dwgc cho la
tot nhat. Thay doi thé gidi quan ctia ban giam doc la nhiém vu quan trong
hon nhiéu so vdi xay dung kich ban (Wack, 1985). Hon nita, viéc st dung
mot 1an kich ban don 1é khong phai la cong cu manh doi véi viéc xay dung
chién lwgc hay hanh déng. Hoc tap va hanh dong doi hoi chiing ta phai xem
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xét hoach dinh kich ban nhv moét quy trinh kham pha va khai thac lién tuc
quay vong.
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12. HOI THOAI CHIEN LUQC

TONG QUAN

Hoi thoai chién lwgc la mot mo6 hinh bay buwéc thong nhat nham thiét 1ap va
thye hién chién lwge. M6 hinh nay do Berenschot phat trién dwa trén kinh
nghiém 70 nam tw van chién lwgc. Ba cau héi mau chét duge can nhac
trong tong thé ba giai doan va bay budc cia quy trinh chién Ivgc, tir phan
tich cho t6i thi hanh. O méi budc, cAc mé hinh khéc c6 thé dugce dung két
hop v6i m6 hinh nay dé dat dugc két qua hop ly va théa dang. Ba cau hoi
do la:

1. “San choi cua ban trong nhw thé nao?”

Cau tra 10i cho cau héi nay hé m@ ctra s6 chién lwgce cho té6 chirc cta ban.
N6 chita dung nhitng wéc mo va tdm nhin cta t6 chitc cling nhu xac dinh
loai hoat dong (kinh doanh) nao t6 chitc sé thiwe hién ltic nay va trong tuong

lai. Tra 10i cau hoéi nay xac dinh dugc t6 chic sé trd thanh thit gi trong
twong lai (gan).
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« Cau héi nay duwgc dat ra trong Giai doan 1: Giai doan chién lwgc (Buéc
1).

2. ”Ban muon choi (nhitng) tro choi nao?”

Tra 101 cho cau hoi nay chi ra loai (nhitng) tro choi ma t6 chitc sé choi trén
san da chon. Vi du, mot té6 chitc xac dinh san choi bang tuyén b6 “ching ta
thudc nganh tw van”. Tuyén bd nay c6 thé tra 16i cho cau héi tiép theo bang
xac dinh cac san pham va dich vu (tw van) ma t6 chitc sé cung cap va thi
trrong (theo nganh va/hodc theo vi tri dia ly) ma t6 chitc sé hoat dong. Can
mot phan tich tong thé vé cac tro choi hién thoi (s két hgp san pham - thi
treong) dugc choi trén cac san hién cé dé nhan dién cac yéu té thanh céng
can thiét ma san pham va dich vu cuaa t6 chitc phai cé. Vi phan tich nay,
viéc két hop gilta cac kha nang bén trong va bén ngoai c6 thé duwgc danh
gia, ddm bao rang nhu cau cua (cac) thi tredng (dwoc chon) sé phu hop véi
san pham va dich vu (dwgc chon) cung cap. Tré 16i cau hoi nay sé cho thay
t0 chitc sé choi tot (nhitng) tro choi nao va (nhitng) tro choi nao t6 chirc sé
duwgc yéu cau chaoi trén san.

 Cau hoi nay dugce dat ra tai ti'ng bwdc cta Giai doan 2: Trong sudt qua
trinh phan tich, téng hgp va xac dinh lwa chon chién lwgc (Bwdc 2, 3, 4 va
5).
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Hinhr 12,7, M@ hinh ddi thoai chign lige

3. ”Ban choi mét tro choi thanh cong nhu thé nao?”

Tra 161 cho cau hoi nay chi ra cach thitc té6 chitc dinh choi (nhitng) tro choi
da chon. N6 bao gom viéc huy dong va diéu hoa moi nguon lyc can thiét
trong to chitc dé dam bao khong chi san pham va thi treong dwoc cung cap
ma ca cach thitc cung cdp cling phu hgp v6i nhu cau ctia (nhitng) thi treong
(da chon). Biéu nay sé duwgc xac dinh khi két hgp nhitng kha nang bén
ngoai va@i tiém nang bén trong, dan t6i viéc huy dong va hoach dinh cac
nguon luc cha riéng t6 chitc. Cau héi nay xac dinh chiéu huwéng va chién
thudt ma to chitc can str dung doi véi (nhitng) tro choi da chon dé choi trén
san.

 Cau hoi nay dugc dat ra tai ca hai bwéc ctia Giai doan 3: Trong qua trinh
soan thdo va hoach dinh (Buwdc 6), va thuc thi (Budc 7).

Moi t6 chitc déu duwge hwdng loi khi tién trién qua cac buwdce trén. Quy trinh
c6 thé dugc thuwe hién triét dé, nhwng trong mot so trieong hgp van cé thé st
dung hiéu qua cach tiép can nhanh va co ban hon. Su khac biét cia mé hinh
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nay la né bao ham sy tham gia & mic d6 cao ctia nhan vién, dugc ho trg
b&i sy truyén thong triét dé; ndé gom phan tich sau va rong; kha nang sang
tao dot pha; va dua ra cac lwa chon chién lugc.

Hoi thoai chién lugc cho rang chién lwgc la két qua cta cong thic:

huy dong x cong thirc hoa x thyc hién

Huy dong = sang tao, phan tich, lwa chon, cam két, tham gia.

Cong thitc hoa = hoach dinh chién lwgc, Iyva chon, kién dinh.

Thyc hién = ké hoach hanh dong, thuc thi, danh dau cac moc, theo doi.

Dva trén nguyén tac nay, chién lwgc ctia to chitc sé dwgc coi la mot con
dwong dugce chia sé va ké thtra dé td chic dat t6i sy thinh viegng va gia tang
nang suat.

SU DUNG KHI NAO

Mo hinh hoi thoai chién lwge dwge phat trién bat nguén tr mot phwong
thitc tirng budc viegt qua cac bay thuong gap khi 1ap chién lwge. Cac bay
nay lién quan t6i ba khia canh cua qua trinh céng thitc héa chién lugc:

 pham vi cua qua trinh;

» thyc thi qua trinh; va

* cac lya chon hinh thanh trong su6t qua trinh.

Cac khia canh nay dugc mo ta dudi day cung mat so bay:

Hoi thoai chién Iwgc 1a mot phwong thire ti€p can cé hé thong t6i viéc cong
thitc hda chién lwge, duge st dung trong cac tinh huéng ma & do ca viéc
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cong thitc héa va thi hanh m6t ké hoach chién lwgc thye té dwoc ho trg la
hoan toan can thiét.

Fham trd

Pham vi

Thirc thi

Biy

Toiclng the”

"Co ludn xanh hon”

“Su thaltap thé”

*Ching 151 van ludn lam
nhix vay”

Mot -hoat ding tinh Wy"

Khéng cd thin gian
ban lugn®

Nguwoikiem soat1a
chign lrge gia”

‘Té ligt do phén tich’

CH géng lam tal cd déu
vui vé

Mo ta

Theo dudl canh tranh mit
caAch'mi guang

Khao khal chinh phye thi
triedg méi bang moi gia

Dira oud nhiduvae thm nhin
cia tap the trong khi phan
tich gua it

Gitr chat lay nhirng gi da biét

Chilign guan den ban giam dac

Danh qud it thid gian cho quy
trinh

Thé hién sw dieu chinh ngan
sach nhw midt chien luo'e mai

Phan tich khéng ngirng

Chién lrocla mdt i théa higp

Lwa chon

"Chie v déng két qua”
Higu rng gay khic
khén cau’

"Chi ¢o mjt nguedi |a
SEp...T

Mot ke hoach tat khac
{cho ho so)”

Sir chi phoi cla cdc yéu tb
14 chinh

Thyc té trong ngdn han va
aC quan trong dai han
Quén Iy cao nhat quyet dinh
moi th

Khéng bién la chon thanh
hanh déng

SU DUNG NHU THE NAO

Hoi thoai chién lwgc bao gom mot qua trinh bay buwéc duwge thuce thi mot
phan theo thit tiy va mot phan song song vGi nhau. Moi budc dé duwge ho trg
bd&i mot cau héi chién lwge (xem phan trén) va cac mo hinh bo sung khac
nhau. Tién trinh phan tich va thi hanh can dwgc thye hién béi mét nhom da
nganh gom cac nhan vién va quan trj vién. Mo ta vé by budc va cac mo
hinh b6 sung nhw dwgi day. Cac mé hinh bé sung khong quan trong nhw

nhau trong tat ca cac treong hop. (DBé c6 dugc cai nhin rd rang hon veé viéc

st dung mo6 hinh nao va khi nao, xin xem phan cudi cta chwong nay.)
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Budc 1: Cira so chién lwgc. Thiét 1ap qua trinh cong thic héa chién lugc.
DPay la buwdc khai thac dau tién vé sit ménh, tam nhin va tham vong. Cac mé
hinh khéc c6 thé st dung & budc nay la:

» Cac loai hinh gia tri (xem Chuong 18).
» M0 hinh tang trudng ctia Greiner (xem Chuong 6).
Budc 2 va 3 khong thé bat dau trwde khi Budce 1 két thic.

Budc 2: Phan tich bén ngoai. Xem xét sy phat trién trong kinh té vi mo,
va trong kinh t€ vi mo: thi trwong, doi tha canh tranh va khach hang. Cac
mo6 hinh khac cé thé dugc st dung & budce nay la:

« Phan tich canh tranh: nam thé Iyc cua Porter (xem Chuong 4).
 Kim tw phap Curry (xem Chuwong 27).

* 4P cua Kotler vé tiép thi (xem Chuong 34).

Budc 2 co thé dién ra song song vdi Budce 3.

Budc 3: Phan tich bén trong. Xem xét sy phat trién dac thu va cong nghé,
trong cac linh vic nhu tiép thi, nguoén nhan luc, tai chinh va kiém soat,
CNTT, va qua trinh san xuat. Cac mé hinh khac cé dugc thé st dung &
budc nay:

* Chuoi gia tri (xem Chuong 16).
* M0 hinh 7-S (xem Chuong 19).
* Phan tich DuPont (xem Chuong 28).

Budc 3 co thé dién ra song song vdi Budce 2.

https://thuviensach.vn



Budc 4: Tong hop va lwa chon. Chuyén cac phan tich bén trong va bén
ngoai thanh cac lya chon chién lwgc (kich ban). Kiém tra hai chiéu vé tam
nhin, st ménh va tham vong da phat sinh ¢ buwdc nay. Nhitng mo hinh khac
c6 thé str dung két hgp bao gom:

 Phan tich SWOT (xem Chuong 15).

* Bang san pham/thi treong Ansoff (xem Chwong 1).

* Ma tran BCG (xem Chuong 2).

* St dung ngu6n lyc bén ngoai/nudc ngoai (xem Chwong 9).
Budc 4 chi bat dau khi da hoan thanh budc 2 va budce 3.

Buéc 5: Panh gia va Iwa chon chién lwgc. Banh gia rai ro va tinh kha thi,
két qua la dwa ra mot chién lwge cé wu thé hon. Nhitng mo hinh khac c6 thé
dugc st dung & budc nay gom:

 Phan tich MABA (xem Chuong 38).

* Phan tich rui ro va thanh qua (xem Chuong 56).
* Hoach dinh kich ban (xem Chuong 11).

Budc 5 chi bat dau khi da hoan thanh budc 4.

Buéc 6: Chuan bi va lap ké hoach. Chuyén chién lvge c6 wu thé thanh tap
hop cac thuéc do va muc tiéu. Cac mé6 hinh khac c6 thé dwgce st dung tai
budc nay:

* M6 hinh chién lvgc HRM (xem Chuong 13).

» Mo hinh lién két chién lwgc Hendersen va Venkatraman (xem Chuong
30).
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* M6 hinh lvong thuwdng cua Milkovich (xem Chuong 39).
Buwdc 6 chi bat dau khi da hoan thanh buéc 5.

Budc 7: Thue hién va giam sat. Thue hién chién lwgec méi va gidm sat qua
trinh va hiéu qua cta tap hgp muc tiéu. Cac mo hinh khac c6 thé duoc st
dung & budc nay bao gom:

 Bang diém can bang (BSC) (xem Chwong 49).
* M6 hinh wu viet EFQM (xem Chuong 46).

Buwdc 7 chi bat dau khi da hoan thanh tat ca cac buéc trén va da dong hoéa
cac cau tra 161 doi vGi ba cau hoi mau chot.

TRUYEN THONG

Trong sudt qua trinh bay budc trén, si tham gia cua truyén thong cling nhw
ctia cac nhan vién la hét sitc can thiét dé gia tang chat lwong cua ké hoach
va khién moi nguwoi cam thay sy gan bé. Pay la budc quan trong dé dat
dugc quy trinh thyc hién thanh cong.

KET LUAN

Thiét 1ap dwgc mot chién lwge thanh cong tuy thudc vao chat lwgng noi
dung va phuong thic thyc hién. Tuy nhién, quan trong khong kém la
phwong thitc quy trinh dwgc t6 chite va cach truyeén tai két qua téi tat ca cac
bén. Mot t6 chitc nang sudt va hoi thoai hiéu qua sé gia tang dang ké thanh
cong cua giai doan thyc hién. Ngay trwdc khi xay dung quy trinh, can thiét
c6 san nhiéu yéu td dé cé thé t6i wu hoa nhitng co hdi mang lai thanh cong
cho khach hang.

1. Xéac dinh ngwoi lién quan, va ho ¢6 vai tro nhw thé nao trong qua trinh
xay dung chién lugc.
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2. Quyét dinh xem t6 chitc thé nao vdi long nhiét thanh va sy duy tri cho
chién lvgce véi phan con lai cuaa té chite. Mot ké hoach khong c6 sw cam két
theo dudi tir nhitng ngudi dy tinh thiye hién sé khé thanh cong.

3. Banh gia chat lvgng dau vao déi véi thanh vién nhom tir ca phan tich lan
tam nhin. Xem xét mi¥c d san sang trong tw duy vé twong lai ctia ho theo
cach thitc c6 co sd va cé hé thong.

4. Quyét dinh mé6 hinh va cong cu nao khac sé c6 gia tri d6i v6i quy trinh.

5. Quyét dinh giao tiép nhu thé nao véi nhitng ngudi khong tham gia quy
trinh va trong qua trinh thue hién. Biéu nay cang quan trong khi két qua da
tr@ nén ro rang.

6. Tinh t&i cac quy trinh dé dam bao theo sat moi thu tuc da dwoc thong
nhat b&i nhitng ngwdi lién quan, dac biét trong giai doan thuc hién.

THAM KHAO

1. Berenschot (2002) Het strategieboek, I, Nieuweizijds, Amsterdam. [The
strategy book I.] (tam dich: Sach vé chién lugc - Quyén I)

2. Berenschot (2006) Het strategieboek, II: nieuwe speelvelden, SDU, Den
Haag. [The strategy book II: new playing fields.] (tam dich: Sach vé chién
lwge — Quyén II: san choi mai)
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13. MO HINH QUAN LY CHIEN
LUQC NGUON NHAN LUC

0
I\

TONG QUAN
Mo hinh cung cap mdt cach tiép can c6 co cau doi véi viéc phat trién chién
lvge nguodn nhan lyc va mét ké hoach hanh dong twong ng. Tién dé cta

mo hinh nay la viéc hoach dinh chién lwgc nguéon nhan lyc tir trén xuéng
dan tGi cac két qua dugc ho trg mang tinh hitu hinh va dinh lwgng dugc.

SU DUNG KHI NAO
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e Hé so 6 chie Hé so 16 chirc
Bude 1 < >
hign fai i l ky vong

| Van gé chinh vé
Buoc 2 ngudn nhan lye

; oy

/ \
*
Budcd | Con ngudi | Gy trink Cau trde l Cong nghé
— Ke hoach
e hanh déng

Burds 5 | Thuec:-hién |

Hinf 13.1. Mo hinh guan |y chién |woc nguon nhan lue

Co6 nhiéu cau héi da dang vé chitc nang quan ly nguon nhan lyc (HRM) can
tra 101, tot nhat 1a theo cach co6 hé thong. Trwdc hét, cé bao nhiéu nguwdi lam
viéc cho t6 chitc va bao nhiéu ngwdi con lai vao nam tGi? Coé thé phan loai
nhan sy theo tiéu chi nao? Ho can c6 kha nang gi? Lam thé nao ching ta cé
thé thanh cong khi mua lai mot cong ty vdi sy hop nhat tuyét voi? Két qua
cta chién luwgc st dung nguon lyc bén ngoai ra sao? Khi nao thi sy khan
hiém lao dong sé anh hwdng t6i chiing ta? Lam thé nao ching ta thic day
van hoa t6 chitc trong lanh dao va hgp tac? M6 hinh quén 1y chién lwgc
nguon nhan lyc dwa ra cach tiép can cé hé thong doi véi viéc phat trién ké
hoach nguon nhan lyc cé ciu tric. M6 hinh nay cé thé dugc ap dung cho
bat c loai hinh t6 chitc nao, ké ca nhitng t6 chitc khong c6 chitc nang
nguo6n nhan lyc.

SU DUNG NHU THE NAO

Quan ly chién Iwgc ngudén nhan lyc khong phai la thi c6 thé ddm nhan song
song cung véi chitc nang nghé nghiép khac. M6 hinh nay mo6 ta cach tiép
can ly twdng, trong dé nhitng nguwoi lién quan cam két theo dudi va lam
viéc v6i nhau mot cach hiéu qua. Hon nita, trong tinh huéng ly twéng, cac
phuong tién dugc cung cap day du dé thuc thi ké hoach. Thwdong phitc tap
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hon thue té€ nhwng cach tiép can c6 hé thong gitip moi viéc di ding hwéng,
ké ca trong thé gidi thuc.

Cac budc khac nhau cia mo hinh gom:

e Bu6c 0: Chuan bi.

» Budc 1: Phan tich hé so to chitc hién tai va trong twong lai.

* Buéc 2: Xac dinh cac van dé chinh vé quan ly nguon nhan lyc (HRM).
» Budc 3: To chitc quan ly nguén nhan lyc.

* Buwdc 4: Xay dung ké hoach hanh dong.

* Buw6ce 5: Thue hién.

Budc 0: Chuan bi

Viéc tiép can bat dau bang khau chuan bi. Can chu y t6i sy tham gia cua
ban giam doc va sy san sang ciing nhr kha nang thay doi cta té chirc.
Thém vao do, can thanh 1dp mot nhém cé trach nhiém xay dung ké hoach
chién lwgc nguén von nhan lyc. Cac phan tich b6 sung ciing cé thé duoc
tién hanh theo hoat dong hién tai dé ho trg cac budc tiép theo véi cac dir
liéu va sy kién. Budc 1 téi 3 c6 thé dwge xem nhw chién Iwge nguén nhan
lyc:

Buwdc 1: Phan tich ho so t6 chitc hién tai va trong twong lai

Trong budc 1, ho so hién tai va ho so ky vong ctia cong ty duwgce xac dinh
bang viéc st dung cac mo hinh t6 chitc; vi du m6 hinh wu viét EFQM (xem
Chuong 46) hay cau truc 7-S (xem Chuong 19). Sau day la cac yéu t6 dugc
ggi y dwa vao phan tich ho so: méi truong, chinh sach, ciu tric, cac quy
trinh lam viéc, van hoa, quan ly nha nwéc, quan tri va nguén von nhan luc.
Cac ddc diém hién tai va ky vong ctia moi yéu t6 duge xac dinh va so sanh,
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dé nhan dién cac yéu té quan trong doi vdi thanh cong. Néu c6 ky nang hay
ddc diém nao do con thiéu, sé can mot ké hoach dé thay doi.

Budc 2: Xac dinh cac van dé then chot vé quan 1y nguon nhan lyc (HRM).

Céc nhan t6 thanh cong chu chét, va quan trong nhat la nhitng khac biét
gitta ho so t6 chirc hién tai va ho so ky vong dwgc can nhac va phan loai
thanh cac van dé then chét d6i vGi quan ly nguén nhan lyc. Nhitng van de
nay két noi chién lwgc cta t6 chitc vGi ké hoach hanh dong cho bé phan
nguon nhan lyc. Thuong 1a cac yéu t6 nhu thay doi van hoa, gidm nguon
von nhan lye, st dung nguon lyc (bén ngoai) va trinh do lanh dao. Can
sang suot dé tranh mac 16i trong stt dung cac cong cu quan ly nguon nhan
lyc nhu tuyén dung hay quan ly nang luc & giai doan dau cua budc nay.

Budc 3: T chitc quan ly nguon nhan lyc

T6 chitc quan 1y nguon nhan luc cé thé dwgce thie hién mot khi cac van de
then chét da dugc xac dinh. M6 hinh nay tao ra mét sy khac biét gitta :

1. Quy trinh — nhw tuyén dung va chon loc, dao tao, lwong bong va lgi ich.

2. T chitc — tap trung so v6i phan cap, quan tri nguén va quan ly nguoén
nhan lyc so vdi trach nhiém cta nhan vién nguoén nhan Iyc, nhan lwc bén
ngoai.

3. Cong nghé — mirc do tw dong can thiét va tdc dong cia moé hinh giao
nhan dich vu dugc chon trong bo phan cong nghé thong tin.

4. Con nguwoi — vai tro cua nhitng nguoi tham gia khac nhau trong viéc thuc
thi quan ly nguon nhan lwc: nhan vién, ban gidam doc va cac chuyén gia
nhan su.

Chién lwgc duwgc xac dinh bang cach quan sat tir bon goéc do trén; muc tiéu
hanh dong duwgc xac dinh cudi cung bang két qua.
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Budc 4: Xay dung ké hoach hanh dong

Cac két qua cta budc 3 doi hoi hanh dong. Nhitng hanh dong can thiét bién
buwdc 3 thanh hién thye dugce 1ap thanh mot ké hoach hanh dong. Ké hoach
nay khong chi theo doi nhitng nguoi sé hoan thanh cac khia canh khac nhau
va khi nao ho can phai hoan tit, ma con danh gia cac cam két va mitc san
sang theo dudi cua ban giam doc va chuyén gia nhan sy trong viéc wu tién
cac hanh dong can thiét.

Buwdce 5: Thuce hién

Mot so chi tiét bo sung phat sinh trong qua trinh thyc hién, thu dwgc nhitng
két qua 16n hon, va ké hoach duwgc danh gia va cé thé dwgc hiéu chinh. Dac
biét, tranh viéc quan ly chién lwgc nguén nhan lyc thanh “thd tiéu khién”
cua bo phan nhan su.

KET LUAN

Mo hinh hang dau nay da gat hai duwgc nhiéu thanh cong tai Ha Lan va Bi,
duwgc gidng day trong bo mén nhan s tai cac truong dai hoc tir dau nhitng
nam 1990. Nam 2005, m6 hinh dwgc cap nhat va stra doi cac vi du. Khi so
sanh v&i nhiéu mo hinh quéan 1y chién lwge nguén nhan lyc khac, m6 hinh
cta Ha Lan chat ché va phat trién t6t hon trong thuc té.

M6 hinh nay rat dang tin cay béi né dwa trén nhan thitc chung. Tuy nhién,
khong phdi lic nao tiém nang cia no cling dwoc st dung toi da trong thuc
té. Ung dung va gié tri cia mo hinh 1é thudc rat 16n vao nhitng ngudi ditng
dau b6 phan quan ly nhan sy chiu trach nhiém thyc hién va méi quan hé
cta ho v6i ban giam doc. Diéu nay thwong la nhan t6 can tré viéc thuc
hién. V1 du, sai léch gitta nhitng wu tién cta ban lanh dao v&i ctia bo phan
quan 1y nguon nhan lyc c6 thé ndy sinh béi hoat dong kinh doanh va quan
Iy nhan sy khong phdi Itic nao ciing an khdp. Cé thé giai thich theo cach
khac rang cac chuyén gia nhan sy thuwdng tap trung vao cac céng cu nhan
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s (nhu dao tao va quan ly hiéu qua), ho bi tach biét khoi quy trinh chinh
yéu cua to chirc, hodac ho khong biét cach do lwong nhitng dong gép cta
viéc quan ly nguén nhan lyc. Rac réi nita la xu hwéng manh mé cua thi
treong tién tGi sy dong hoa, mot va thoi trang. Cac chién lwgc nhan sy
dwgc sao chép va thich nghi hon la dugce phat trién. Nhitng van dé nay c6
thé thach thitc moi quan hé gitta chién Iwgc td chirc, chién lwgc nhan sy va
viéc thyc hién cac hoat dong phu hgp.

Diém manh cta m6 hinh nay gia tang khi nguoi stt dung bo sung cac dir
liéu ctrng va cac két qua cé thé lwgng hoa vao cac budce, vi du nhw cac con
sO tang truedng ky vong, co cau thue té, phan tich d6 tudi, tinh da dang, viéc
duy tri va cac xu huwdng cua thi truong lao dong. Vi vay, nén xay dung cac
buéc trong ké hoach va chu ky kiém soat cua t6 chitc.

THAM KHAO

Kouwenhoven, C.P.M., Hooft, P.L.R.M van va Hoeksema, L..H. (2005) De
pratijk van strategisch personeelsmanagement. Kluwer, Alphen aan den
Rijn [The pratice of strategic HR management| tam dich: Thyc hanh quan
ly chién lwgc nguon nhan lyc]
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14. HOACH PDINH CHIEN
LUQC NGUON VON NHAN LUC

0
I\

TONG QUAN

”Nguon von nhan lyc” cé thé duge dinh nghia 1a mé6t tap hop duy nhat cac
chuyén mon, ky nang va kién thitc ham chita trong lwc lwgng lao dong cua
mot t6 chitc. M6 hinh nay dugc st dung dé phéan tich nhitng yéu t6 quan
trong nhat trong viéc hoach dinh nguén von nhan lwc, dan téi viéc phat
trién mot ké hoach hanh dong tich hgp nham quan ly nguén von nhan lyc
hién tai va twong lai. M6 hinh nay cé dinh hwéng hanh dong va thyc hanh,
cau thanh béi:

« phan tich ngu6n von nhan lyc san co;
+ phan tich nhitng phat trién nhan khau hoc kha thi caa lyc lvgng lao dong

hién tai;

https://thuviensach.vn



* phat trién kich ban cho nhitng thay déi c6 thé tién liéu trong to6 chitc, thi
treong va thi truong lao dong.

St dung so d6 10 trinh nguén von nhan lwc cho phép cac t6 chirc trd nén
linh hoat va phan chia nhitng yéu cau cua cac t6 chicc cho phu hgp véi
nhitng thach thirc trong twong lai.

SU DUNG KHI NAO

Khi cac t6 chitc doi hoi kiém soat nhiéu hon véi nguon vén nhan lwc nhw
mot nguon luc chinh cda 1gi thé canh tranh, so d6 16 trinh nguén von nhan
lyc dwa ra nhitng yéu t6 khac cho viéc phan tich. Cac t6 chitc nham téi viéc
toi wu phan bo nguon von nhan lyc va tang cwong tinh linh hoat, c6 thé st
dung mo hinh nay dé xac dinh cac kich ban vé nguén nhan lyc cho mot
twong lai bat dinh. Trén thuc t€, so do 16 trinh nguén von nhan lyc cho phép
cac t6 chitc hoat dong tinh gon trong mot thi truong (lao dong) 6n dinh,
trong khi cac t6 chitc trong moi treong nang dong co thé to chirc luc lwong
lao dong san sang trwdc nhitng thay doi co6 thé xdy ra trong moi truong
nang dong ay.

=
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Hink 14.1. Md hinh hHoach dinh chién fuoc nqudn vén nhan L

SU DUNG NHU THE NAO

M6 hinh bao gom hai giai doan chinh cung nhiéu buéc khac nhau trong
ting giai doan:
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Giai doan 1: Phan tich (so do):
1. Xac dinh ho so t6 chitc hién tai va twong lai

Ho so to6 chirc hién tai duwgc tao ra bang viéc danh gia cac nhan t6 anh
hwéng tédi nguén von nhan lywc, bao gom: ki nang lanh dao, chién lwge kinh
doanh, co cau t6 chitc, van héa cong ty, quy trinh va hé thong lam viéc. H6
so t0 chirc twong lai c6 thé dwogc tao ra bang cach tinh thém lich trinh chién
lwge va nhitng phat trién thi treong. H6 so to chitc hién tai va twong lai
cung thiét 1ap nén so do ho so to chic.

2. Xac dinh kha nang va nang lwc nguén von nhan lwe hién tai

Xéac dinh nang lyc twong doi cua lyc lvong lao dong hién tai dé tao ra cac
két qua c6 thé dinh lwong dwgc doi hoi hiéu biét vé nhitng khac biét giira
cac cong viéec va chic nang cua nhitng cong viec do. Sy khac biét cong viec
dwa trén gia tri chién lwgc ciia mot cong viéc va tinh duy nhat ctia n6. Khac
biét dwa trén cong viéc hoan toan khéng dong nghia vGi khac biét dwa trén
nguoi lao dong! Budc nay c6 két qua trong viéc tao ra sd do ADN nguon
von nhan luc.

3. Phan tich nhitng phat trién phan khic va thi truong lao dong

Thi treong lao dong la mot yéu t6 quyét dinh trong viéc phat trién nguon
von nhan lyc. N6 cho phép hodac han ché mot t6 chic thu hit va duy tri
nguon von nhan lyc. Nhitng nhu cau von nhan sy dat dwogc bang cach phan
tich thi trudng hay phan khic thich hgp. Cac thong so thich hgp d6i véi cac
kich ban ngu6n von nhéan sy cé thé dugc xac dinh thong qua cac phan tich
nay.

4. Phat trién kich ban ngu6n von nhan lyc
Céc dit liéu dau vao cho céac kich ban nguon von nhan sy dwa trén nhitng

két qua cua buéce 1, 2 va 3: phan tich ho so t6 chitc, thi truong lao dong va
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phat trién phan khic thi truong. Ham y cta cac kich ban khac nhau veé
nguon von nhan lyc duwgc xac dinh bang cach xét tdi nhitng thay doi vé
nhan khau hoc cta Iyc Iwgng nhan sy hién c6.

Giai doan 2: Hanh dong (duong di):
5. Thuc hién phan tich khoang cach

Cac phan tich vé khoang cach c6 thé gitp doanh nghiép danh gia su khac
nhau gitra vi tri hién tai va vi tri ky vong cua minh trén thi truong. Khoang
cach dwgc xac dinh bang cach st dung tat ca cac dit liéu thu thap dugc
trong Giai doan 1, lién quan t6i kha nang va nang luc cua lgc lvgng nhan
s, va gitp hiéu duwgc nhu cau nguon von nhan sy hién tai va twong lai.

6. Nhan dién cac van dé chinh yéu

Phan tich khoang cach cling nhuw cac phan tich vé h6 so t6 chitc, vé phan
khiic va vé thi trudng lao dong tao ra cac van dé chu yéu doanh nghiép phai
gidi quyét. Cac van dé nay cé thé lién quan tGi sy chuyén doéi céng viéc
kinh doanh, sy phat trién cac nang lyc va van héa cta t6 chitc.

7. Phét trién ké hoach hanh dong nguon von nhan lyc

Pé bién cac van dé chinh yéu thanh hanh dong, ching ta stt dung don bay
cua quan ly lyc lvgng lao dong:

i) thi trvong lao dong;
ii) to chitc va cac quy trinh;
iii) trinh do chuyén mon; va

iv) co cau.
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Cac don bay nay tao ra diém khéi dau cho mot lich trinh chién lwgc cua
nhitng hoat dong lién quan t&i cac van dé nguon nhan lyc cht chot nhw
quan tri, tao nguon, luan chuyén, lanh dao, lwong bong va quan ly thong
tin.

KET LUAN

Co6 hai quan sat c6 thé lam gia tang gia tri ctia viéc st dung cach tiép can
nay doi vai viéc hoach dinh chién Iwgc nguén von nhan lyc. Thit nhat, 1gi
ich ctia m6 hinh gia tang khi cdp do khac biét gifta cac vai tro gia tang.
Khéc biét vé cong viéc cho phép ké hoach nguon nhan lyc tuy bién theo
nhu cau cua tirng loai. Th hai, phan tich khodng cach cung vdi viéc xay
dwng va phan tich kich ban c6 thé duwgc ho trg bdi phan mém thwong mai
c6 san. Chu y rang két qua c6 gia tri nhat cia mo hinh khéng nam trong tw
than cac phan tich, ma bdi n6 dwa ra mot phuwong phap tu duy sang tao va
ngau nhién vé nguén von nhan lyc va hwéng né vao hoat dong kinh doanh.
Bwdc dau tién cia mo hinh dya trén mo hinh quan ly chién lwgc nguon
nhan lyc da dugc dé cap dén trong Chwong 13.
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15. PHAN TICH SWOT

TONG QUAN

Bat ct cong ty nao khi hoach dinh chién lwgc cling phai thye hién it nhiéu
viéc danh gia difm manh va diém yéu ctia minh. Két hgp v6i danh muc cac

co hoi va nguy co t* moi treong bén trong va bén ngoai cong ty, viéc danh
gia do tao thanh mot phép phan tich SWOT : thiét 1ap vi tri hién tai cua

cong ty vdi Biém manh (Strengths), Biém yéu (Weaknesses), Co hoi

Phantich
tirth hiddig

Fhan tich Phan tich
hén trang hén ngoal
* [y
Biém manh Bidm yéu Co hii Myguy co |

Hinh 15.1. Phan tich tinh hudng
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SU DUNG KHI NAO

Phan tich SWOT duwa ra cac thong tin hitu ich nham diéu chinh cac nguén
lyc va nang lwc cho phu hgp v6i moi trudng canh tranh ma té chitc hoat
dong. Co thé st dung mo6 hinh nay nhw mot céng cu thiét 1ap va lwa chon
chién lwgc, va cling c6 thé 4p dung twong tw vao bat ¢ tinh huéng ra quyét
dinh nao, cung cap muc tiéu ky vong da dugc xac dinh rd rang.

SU DUNG NHU THE NAO

Buwdc dau tién khi thue hién phan tich SWOT la nhan dién diém manh va
diém yéu, co hdi va nguy co cua céng ty. Vi vay, viéc ra soat méi treong
bén trong va bén ngoai la mot phan quan trong cta quy trinh. Diém manh
va diém yéu la cac nhan t6 bén trong, gom cac ky nang hay tai san cé hodc
thiéu tir noi tai cong ty, lam gia tang hoac lam suy gidm gia tri cia cong ty,
lién quan t6i cac thé lyc canh tranh. Tuy nhién, co hoi va nguy co la cac
nhan t6 bén ngoai: khong do cong ty tao ra ma ndy sinh tt cac hoat dong
cta d6i thu canh tranh va sy thay doi trong cac dong luc cua thi truong.

Diem manh (§) Biem yeu (W)
Chign hege S0 Chign lwge WO
Co héi (0) "‘J diing dhem n!_;:-.ﬂl'- Fan dung oF !1.-:3_: hr!:ﬁ.:l: cach
de tan dyng cothii virol qua diem yeu hodc diey

chinh ching troe nén thich hop

Chign Wrge ST Chién lwoc WT
Nguy co s g :
(T} S0 dung digm manh | Gidm thigu digm yéu va tranh
de tranfinguy co Ny GO

Hinh 15.2. Méhinh phan tich SWOT

» Diém manh: Diéu gi cong ty lam t6t? Chang han, cong ty cé hwdng 1gi tw
doi ngti ban hang day dan kinh nghiém hay kha nang tiép can dé dang
ngudn cung cap nguyén vat liéu thd khong? San pham ctia cong ty dugc
mua (moét phan) bdi thwong hiéu hay danh tiéng? Chu y: mot thi treong
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dang tang trwdng hay cac thi trudng maéi khong duwgce coi la diém manh ma
la co hoi.

* Diém yéu: Co nhiéu diém ma cong ty con thiéu hodac lam khong to6t. Mac
du nhitng diém yéu thwong dwgc coi la “nghich dao” hgp ly cia nhitng
nguy co ma cong ty phai déi mat, sy thiéu vang sitc manh ctia cong ty &
mot chuyén moén hay thi trong nao dé khong nhat thiét 1a mot yéu diém,
mién la doi tha (tiém nang) cling khong c6 diém manh twong ng.

Piém manh va diém yéu c6 thé dugc do lvong bang kiém tra cac yéu to bén
trong hodc bén ngoai, vi du thong qua so chuan (xem Chwong 22). Co hoi
va nguy co xay ra béi cac thé lvc méi treong vi mo bén ngoai nhw cac dong
lvc nhan khau hoc, kinh té, cong nghé, chinh tri, phap luat, xa hoi va van
héa; cling nhu cac thé Iwc méi treong chuyén nganh bén ngoai nhw khach
hang, doi thu canh tranh, cac kénh phan phéi va nha cung cap.

« Co hoi: Cong ty c6 thé hudng lgi tir bat ct sy phat trién cong nghé hodc
thay d6i nhan khau hoc nao, hay liéu nhu cau vé san pham va dich vu ctua
cong ty tang 1én do két qua cua cac moi quan hé hop tac thanh cong khong
? CAc tai san c6 thé dugce st dung theo nhitng cach khac khong? Chang han
san pham hién tai c6 thé dwoc chao béan tai cac thi trrong mdi hoac hoat
dong nghién citu va phat trién c6 thé lam ra tién bang cach cap phép cho
cac thiét ké hay cong nghé, hodc la ban ban quyén. C6 rat nhiéu co hdi hién
hitu va chung co6 thanh hién thye hay khong tuy thugc vao pham vi va mic
do cu thé trong phan tich thi truong.

« Nguy co: Nguy co ctia mot cong ty cling c6 thé la nguy co cta cong ty
khac. Sy thay doi vé luat 18, cong nghé thay thé va cac thé lyc khac trong
linh vure canh tranh cé thé tao ra nhitng nguy co nghiém trong; chang han
lam cho doanh s6 thap, chi phi hoat dong va chi phi vén cao, khéng cé kha
nang dat nguwong hoa von, 1gi nhudn bién hay kha nang sinh lgi gidm va ty
sudt thu héi von roi xuéng duwdi ngudng ky vong cua thi truong.
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Co hoi va nguy co déu c6 thé phan loai theo tdc dong tiém tang va kha
nang sinh 1gi thue sy cua ching, nhw minh hoa trong hinh 15.3.

Co hdiva nguy co

+« Suy thoal e Dich Chuyéﬁ
sang Internet

e

« Cong nghé moi

« Chi phi tiep can
thap

Tac dong tiem tang

« Gia nhién ligu ting

|
Kha nang sinh lgi

Hinh 15.3 Phan tich tac dong va kha nang sinh lai

Sau khi phan tich bén trong va bén ngoai, két qua cé thé dugc dat trong ma
trdn doi chiéu. Trong ma tran nay, difm manh, diém yéu, co hdi va nguy co
c6 thé duoc liét ké va két hop. Sau d6, moi két hgp sé dugce tinh diém: cang
quan trong thi diém cang cao. Bang doi chiéu nay dan tdi viéc nhan dién
cac van dé chién lwgce co ban, va thwong la khan cap, cta t6 chiic.
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Hinki 15.4 Ma tran ddichidy

Budc ké tiép la danh gia nhitng hanh dong ctia cong ty phai thuc hién trén
co s& phan tich SWOT. Cong ty cé nén tap trung vao diém manh ctia minh
dé sinh lgi tir co hdi, hay tao ra difm manh méi dé nam bat co hoi khong?
Hon nita, cong ty c6 nén nod lic hét sitc dé giam thiéu diém yéu va tranh
cac nguy co hay khong?

Chién lwge “SO” va “WT” rat ro6 rang. Mot cong ty can lam nhitng gi minh
gidi khi co hoi xuat hién va tranh nhitng linh vic kinh doanh khong co
nang lyc. It rd rang va nhiéu rai ro hon 1a cac chién lwge “WO”. Khi cong
ty quyét dinh nam lay co hoi mac du khong c6 diém manh can thiét, cong
ty phai:

* phat trién diém manh can c6; hoac

» mua lai hodc vay mugn diém manh can cé; hoac

* khon khéo hon trong canh tranh.

Vé ban chat, nhitng cong ty st dung chién lwgc “ST” sé “mua lai hodc pha
san” phuwong thitc thoat khoi rac roi. Piéu nay xdy ra khi cac doéi tha 16n
canh tranh vGi cac céng ty nho bang nhitng cudc chién gia ca tén kém, bang
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ngan sach tiép thi khong 16 hay bang vo van kénh khuyén mai. Nhiéu cong
ty st dung hoach dinh kich ban (xem Chwong 11) dé dy doan va tiv dé
chuan bi cho nhitng nguy co nhv vay trong twong lai.

Céac budc trong quy trinh phan tich SWOT ba giai doan thuwong dugc sw
dung gom:

Giai doan 1: Do tim nhitng van dé chién lwgc

1. Nhan dién cac van dé bén ngoai lién quan t6i vi tri chién lwge cia cong
ty trong nganh va moi trweong chung trén co sé nhan thitc rang co hoi va
nguy co la nhitng nhan t6 ma hoat dong quan ly khong thé tdc dong truc
tiép.

2. Nhan dién cac van dé bén trong lién quan téi vi tri chién lwgc cia cong
ty.

3. Phan tich va xép loai cac van dé bén ngoai theo xac sudt va tac dong.

4. Liét ké cac van dé chién lwge va nhan t6 chinh yéu bén trong va bén
ngoai to chitc c6 tac dong ro rét tGi vi thé canh tranh dai han trong ma tran
SWOT.

Giai doan 2: Xac dinh chién luwgc

5. Nhan dién chién lvge phu hgp cia cong ty véi nang lyc bén trong va moi
treong bén ngoai.

6. Thiét 1ap cac chién luwgc thay thé dé giai quyét nhitng van dé chinh yéu.

7. Dat cac chién lwgc thay thé vao mot trong bon 6 phan tw cia ma tran
SWOT:

» SO: diém manh bén trong két hop co hdi bén ngoai, 1a sw két hop hoan
hao nhung doi hoi nam bat dwgc diém manh bén trong c6 thé ho trg nhw thé
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nao doi véi diém yéu & khu vure khac;

« WO: diém yéu bén trong két hgp vGi co hdi phéi dwgc danh gia trén hiéu
qua dau tv dé xac dinh két qua c6 xing dang vdi cong sitc bo ra dé mua
hay phat trién cac nang luc bén trong khong;

« ST: diém manh bén trong két hgp nguy co bén ngoai doi héi nam bat
dwgc cai gia caa viéc diéu chinh t6 chitc nham bién nguy co thanh co hdi;

* WT: diém yéu bén trong két hgp nguy co tao nén mot kich ban x4u nhat,
doi hoi nhitng thay déi can ban nhu loai bo.

8. Phét trién cac chién luge bo sung cho bat cit "diém mu” nao con ton tai
trong ma tran SWOT.

9. Lya chon chién lwge phu hop.

Giai doan 3: Thuc hién va giam sat chién luwgc

10. Phat trién mot ké hoach hanh dong thuc hién chién lvgc SWOT.
11. Phan b6 trach nhiém va ngan sach.

12. Giam sat qua trinh.

13. Khéi dong qua trinh danh gia lai ngay tw dau.

KET LUAN

Phan tich SWOT la mot cong cu ty danh gia c6 gia tri vdi nha quan ly. Cac
yéu t6 — diém manh, diém yéu, co hdi va nguy co — xuat hién c6 vé don
gian nhung trén thyc té€ viéc quyét dinh dau la diém manh, diém yéu cia
cong ty cling nhu viéc danh gia tac dong va xac sudt cta co hoi va nguy co
¢ moi trvong bén ngoai phitc tap hon rat nhiéu so v@i cai nhin ban dau.
Hon nita, ngoai viéc phan loai cac yéu t6 SWOT, mé6 hinh khong c6 ho trg
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nao khac trong viéc bién cac thong tin tim dwgc thanh nhitng lwa chon
chién luwgc. Rui ro ¢6 hitu cta viéc két luan sai khi danh gia cac yéu t6
SWOT thwong lam cho cac nha quan ly lwong ly gitta cac lwa chon chién
lwgc khac nhau, thwong gay ra cham tré khong can thiét.

THAM KHAO

1. Amstrong, J.S. (1982 The value of formal planning for strategic
decisions (tam dich : Gia tri cua hoach dinh ding cach doi véGi cac quyét
dinh chién lwgc). Strategic Management Journal 3: 197-211.

2. Hill, T. va Westbrook, R. (1997 SWOT Analysis: It’s time for a product
recall (tam dich: Phan tich SWOT: Da t6i lic lam song lai mot san pham),
Long Range Planning 30 (1): 46-52.

3. Menon, A, Bharadwaj, S.G., Adidam, P.T. va Edison, S.W. (1999
Antecedents and consequences of marketing strategy making. A model and
a test (tam dich: Tién dé va hé qua cta xdy dung chién luvgc tiép thi. Mo
hinh va thi nghiém). Journal of Marketing 63 (2): 18-40.
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16. CHUOI GIA TRI

TONG QUAN

Theo Porter (1985), chi cé thé nam bat duwgc 1gi thé canh tranh néu xem xét
cong ty trén binh dién tong thé. Loi thé vé chi phi va khac biét héa thanh
cong sé c6 dwge khi can nhac chudi hoat dong ma cong ty thuc hién dé
chuyén giao gia tri t6i khach hang.
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Hinh 16.1 Phan tich chuoi gid tri

MG hinh chuoi gia tri chia cac hoat dong gia tang gia tri chung cua td chitc
thanh cac hoat dong so cap va thit cap. M6t wu diém hay nhwge diém co thé
xdy ra trong bat cit hoat dong nao thudc nam hoat dong so cdp hodc bon
hoat dong thit cap. Cac hoat dong nay tao nén chudi gia tri cia bat ky cong
ty nao.

SU DUNG KHI NAO

Mo hinh c6 thé duge sit dung dé kiém tra sy phat trién cta lgi thé canh
tranh. Bang cach nhan dién gia tri tiém nang doéi vdi tap hop cac hoat dong
riéng ré, cong ty co thé tim dwogc cach t6i da hoa viéc tao ra gia tri trong khi
giam thiéu chi phi, va ttr d6 tao ra lgi thé canh tranh.

Chuoi gia tri ciing c6 ich doi vdi cac quyét dinh st dung nguon lwc bén
ngoai hay nwdc ngoai (xem Chwong 9). Viéc nam bat t6t hon moi lién két
gitta cac hoat dong co6 thé dan t6i cac quyét dinh mua-hay-lam thi tot hon,
tir d6 dem lai 1gi thé vé chi phi hodac khac biét hda.

SU DUNG NHU THE NAO
Dé phan tich lgi thé canh tranh (hodc sy thiéu vang lgi thé canh tranh),

Porter ggi y stt dung chuoi gia tri dé tach biét cac hoat dong ctia cong ty
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trong chuoi gia tri thanh cac hoat dong riéng ré cu thé. Hiéu qua kéo theo
ctia cong ty c6 thé duwge xac dinh khi cac hoat dong ctia cong ty dwoc chia
tach thanh cac mirc do du chi tiét.

Porter da xac dinh mot tap hop cac hoat dong chung. Cac hoat dong so cap
bao gom giao van ndi dia, van hanh, giao van qudc t€, tiép thi va ban hang,
dich vu. Cac hoat dong ho trg bao gom mua sam co ban, phat trién cong
nghé, quan ly nguon nhan lwc va ha tang co s@ cua cong ty. Moi hoat dong
can dugc phan tich vé gia tri tang thém cta né. Tong gia tri két hop cua tat
ca cac hoat dong nay khi xem xét trong moi quan hé véi chi phi cung cap
san pham hay dich vu ciing can dwoc phan tich bdi né sé quyét dinh mic
do6 (hodc su thiéu hut) ctia bién lgi nhuan.

* Giao van noi dia — cac hoat dong bao gom nhan, lvu trit, kiém ké va phan
nhom cac vat liéu dau vao cho t6i san pham. Hoat dong nay ciing bao gom
ca viéc nhan, Ivu kho, quan 1y tén kho, lich trinh van chuyén va quan ly nha
cung cap.

« Van hanh — bao gobm chay mady, déng géi, lap rap, bao tri thiét bi, kiém tra
va quan ly van hanh.

 Giao van qudc té — lién quan téi cac hoat dong nhw xtr Iy don hang, lvu
kho, lich trinh van chuyén va quén ly phan phoi.

« Tiép thi va ban hang — bao gom cac hoat dong thuyét phuc hoac lam cho
khach hang mua sén pham cta céng ty: quang cdo, khuyén mai, ban hang,
bdo gi4, lva chon kénh phan phoi va quan ly ban 1é.

* Dich vu — lién quan t6i viéc bdo tri san pham sau khi ban hang, titc 1a bao
dam chat lwgng va/hodc gia tri tang thém theo cach khac nhw lap dat, dao
tao, phuc vy, cung cap linh kién va nang cap san pham. Dich vu tang cuwong
gia tri ctia sdn pham va cho phép twong tac (thwong mai) véi ngwdi mua sau
ban hang.
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* Mua sdm co ban — dwogc Porter coi la mot hoat dong thi cap, mac du
nhiéu chuyén gia trong linh vic nay cé thé tranh ludn rang day (it nhat phan
nao do) la mot hoat dong so cap. Hoat dong nay bao gom mua nguyén vat
liéu tho, dich vy, nguén cung tng, dam phan hgp dong véi nha cung cap,
bao dam viéc thué nha xwong, va cac hoat dong twong tu.

« Phat trién cong nghé — Porter dé cap t6i cac hoat dong nhw nghién ctitu
phat trién, cai tién san pham va/hodc quy trinh, (tai) thiét ké va phat trién
cac dich vu méi.

 Quan ly ngu6n nhan lyc — bao gom tuyén dung va dao tao cling nhu Iwong
bong, gitt chan nhan vién va cac phwong tién khac dé tao ra tién tir nguon
nhan luc.

 Ha tang co s& — nhw quan ly chung, tha tuc hoach dinh, tai chinh, ké toan,
quan hé cong ching va quan ly chat lwgng, co thé tao ra sy khac biét gitta
thanh cong va that bai.

KET LUAN

T khi Porter gi¢i thiéu mo6 hinh chu6i gia tri vao gitta nhitng nam 1980,
cac nha hoach dinh va c6 van chién lwgc da st dung n6 kha thuong xuyén
dé so do hoa diém manh va diém han ché cia cong ty. Khi phan tich cac
lién minh chién lwgc va cac dam phan sap nhap - mua lai (M&A), chuoi gia
tri cling thwong dwgce dung dé cé ngay cai nhin tong thé vé nhitng hop tac
c6 kha nang. Vi du néu mot cong ty manh vé giao van, va mot cong ty khac
manh vé ban hang va dich vu, ho c6 thé cung nhau tao thanh mot déi thu
canh tranh nhanh nhay va manh mé.

Con c6 mot han ché 1a kho do lwong hay xép loai cac thé manh canh tranh
mot cach c6 muc dich. Dac biét 1a khi ¢6 gang so do hoa toan bo chuodi gia
tri va ap dung cac cong cu do lwong hodc x€p loai, nhiéu céng ty phai st
dung nhiéu nha phan tich, hoach dinh va c6 van chién lwoc.
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Gan day, nguoi ta dwa ra thém thuat ngit [wdi gid tri. Thuat nglt nay lam noi
bat mot thue té€ 1a canh tranh trong chuo6i gia tri da dwoc dich chuyén so vé6i
quan diém nghiém khac ctia m6 hinh chu6i gia tri truyén théng (Pil va
Holweg, 2006).

Chung ta co thé thav cdc nha cd van da sir dung chuoi
) o P £

gid tri voi nhigu cach thuc.: Hay hua chon cach cua ban

trong cac cach duoi dav.

Hinl dung vé mot cong ty hay mot do1 thu cqnh tranh

———\

% Congty

Nlin dién nhanh va tidu cuwe o€ cde Hid manh (hedc vé s
Hiiéi vang the mgni)

—

.+ hé thong giagvan trgc liep
+lc lwgng ban hang hétlbng, viv..

Sosiank cae Hé manh canh tranh
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Hinh 16.2 Chudi gia tri m ot cong cy linh hoat cho cdonha tu vin

THAM KHAO

1. Pil, F.K. va Holweg (2006 Evolving from value chain to value grid (tam
dich: Tién hoa tir chuoi gia tri téi lwdi gia tri). MIT Sloan Management
Review 47(4): 72-9.

2. Porter, M.E. (1985 Competitive Advantage: Creating and sustaining
superior performance (tam dich: Lgi thé canh tranh: tao ra va duy tri hiéu
qua cao). New York: Free Press.
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17. QUAN LY DUA TREN GIA TRI

TONG QUAN

Quan ly dva trén gia tri (Value-based management -VBM) la mot cong cu
toi da hda gia tri cia cong ty. VBM st dung k¥ thuat danh gia trong quan ly
hiéu qud, kiém soat kinh doanh va ra quyét dinh. Gia tri ctia cong ty dugc
xac dinh theo cac dong tién chiét khau twong lai. Gia tri duwgc tao ra khi
cong ty dau tw von dé thu vé hon chi phi vén. Tat cd cac chién lwge va
quyét dinh dwgc kiém tra vGi viéc tao ra gia tri tifm nang. Co6 nhiéu cach st
dung VBM. Cach don gian nhat la st dung trong bao cédo tai chinh, lgi
nhuan sé phai chiu mét mic chi phi vén (gia tri gia tang kinh té). VBM
cling c6 thé dugc dung dé 1ap ngan sach von va phan tich dau tw. Tat ca cac
khoan dau tv déu dugc kiém tra v6i mirc chi phi von can thiét. St dung
ding cach, mo hinh nay sé gitip dong huwéng tat ca cac hoat dong va quyét
dinh duoc ra trén cac yéu to6 dinh huwéng cha chot caa gia tri.

SU DUNG KHI NAO
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Quan ly dva trén gia tri dugc st dung dé xac lap muc tiéu, danh gia hiéu
qud, xac dinh lgi titc va giao tiép v6i cac nha dau tu, cling nhuw dé 1ap va
danh gia ngan sach von. Cac hé thong ké toan truyén thong xac dinh gia tri
cta cac to chitc dya trén cac thudc do hiéu qua nhw thu nhap trén moi co
phan hay ty suét lgi nhuan trén von c6 phan. Tuy nhién, chiing khong xét
t@i hiéu qua khai thac va st dung cac nguon luc, tic 1a chi phi co hoi doi
véi von dau tw. Vi vay, nhiéu cong ty trén gidy t0 cé sinh 16i nhung trén
thue té lai khong phai vay.

Pé ap dung thanh cong can chu y t6i bon van de:

1. Panh gia;

2. Quan ly;

3. bong luc;

4. He tv duy.
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Muc tiéu tong quat :
Gia tang gia tri cd déng
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Nhan dién cac muc tiéu
dac thu cta to chirc
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~ Phat trién cac
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Nhan dién cac
dinh huéng gia tri

Phat trién ké hoach
hanh dong, Iwa chon
bién phap va xac dinh

muc tieu

'

Banh gia hiéu qua

Hinh 17.1 Khuon kho ké todn quan |y dya trén gid tri

Co6 ba budc can thyc hién lién quan téi danh gia. Trwdc hét, xac 1ap cac quy
tac chuyén doi 1gi nhuan ké todn thanh lgi nhuan kinh té (tic la diéu chinh
thu nhap théng thuong dé loai triv nhitng bat thwong ké toan tac dong tdi
két qua kinh té). Tiép theo, nhan dién cac trong tam VBM trong t6 chitc: cé
thé 16n hoac nhé nhung phai cho két qua dang tin cdy. Cudi cung, két noi
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cac trong tdm nay nham hoa hgp cac quyét dinh trong t6 chitc. Biéu nay
cho phép theo doi VBM & tung don vi trén cg s& hang thang.

Po lwong gia tri 1a mot chuyén, stt dung két qua lai 1a chuyén khac. Quan ly
va gia tri vi vay phdi dugc két noi chat ché. Ky thuat 1ap ngan sach va
hoach dinh phéi dwgc diéu chinh dé hop nhat khai niém va mot lién két
phai dwgc thiét 1ap giita cac don bay hoat dong va chién lwgc.

Bang cach dva chinh sach lwong bong vao gia tang gia tri, cadc nha quan ly
c6 thé dugc khich 1é tw duy va hanh dong nhw nhitng nguwdi cha bdi ho
duwoc tra nhw nguwoi chu - tai san cua ca nhan ho sé tang khi tai san cta cac
c6 dong tang. B&i vay, phan thudng va cac khich 1é khac phai dwoc gan két
v&i hiéu qua doi 1ap cta ngan sach, cho phép cac nha quan ly tap trung vao
viéc t6i da hoa tai sdn hon la chi dat dwoc nhitng ky vong ctia cong ty. Tat
nhién, sé c6 mot mic do rui ro nhat dinh bao gom cd mic phat néu hiéu
qua kém. Mot 1gi thé khac nita 1a viéc chuyén tir thwong lwgng lién tuc vé
cac muc tiéu tai chinh thanh viéc thiét 1ap mot lan cac tham so thuwéng lam
don gian héa phan 16n qua trinh hoach dinh.

SU DUNG NHU THE NAO
Khi st dung m6 hinh quén ly dya trén gia tri, can xét dén cac van dé sau:

» Tap trung vao cac quyét dinh van hanh tét hon thay vi tinh todn cac gia tri
cu thé. Gia tri dich thwe cia VBM la twong tac giira cac van dé kinh doanh
va cac dinh hudng gia tri.

* Tranh sy phitc tap vé mat ké toan tdi tirng chi tiét nhé nhat nhat.
* Gia tri tuyét doi khong quan trong ma tao ra gia tri méi quan trong.

* Khong st dung VBM nhv mot cong cu riéng 1é ma tich hgp no6 vao hoach
dinh chién lwgc ciing nhw vao chu ky hoach dinh va kiém soat.
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« Cam két theo du6i va ho trg tich cuyre tir phia lanh dao cdp cao la vo cling
can thiét.

KET LUAN

Maic du degc mo td nhw mét thwde do hiéu qua tai chinh, hon thé con la
thuwéc do c6 thé tinh toan dwgc trén ly thuyét, nhung can nhé rang VBM
khong phai dé tao ra cac con so cu thé giéng tang treédng von néi chung.
Thye hién VBM c6 thé phitc tap. Dac biét can dén thong tin vé dong tién
twong lai. VBM c6 thé nhan manh vao gia tri c6 dong va tap trung viéc tao
ra tién trong ngan han. Nhin chung, chiing ta khong nén di qua sau vao chi
tiét hodc stt dung cac phwong phap phtic tap.

THAM KHAO

1. Ittner, C.D. va Larcker, D.F. (2001 Assessing empirical research in
managerial accounting: A value-based management perspective (tam dich :
Panh giad nghién ctu thyc nghiém trong ké todn quan tri: Mt hinh thic
quan ly dya trén gia tri). Journal of Accounting and Economics 32: 349-
410.

2. Rappaport, A (1986 Creating Shareholder Value: A guide for managers
and investors (tam dich: Tao ra gia tri c6 dong: Chi dan cho cac nha quan
ly va nha dau tw). New York: Simon & Schuster.

3. Stewart, G.B. (1990) The Quest for Value (tam dich: i tim gia tri). New
York: HarperCollins.

Tai thém ebook: http://www.taisachhay.com
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18. CAC QUY TAC GIA TRI CUA
TREACY VA WIERSEMA

TONG QUAN

Y twdng co ban cia mé hinh ndy 1a khong mot cong ty nao c6 thé 1am moi
thit cho tat cd moi nguwoi. Nhitng van dé chinh yéu ma mot cong ty sé thanh
cong hay that bai trong viéc cung cap gia tri duy nhat cho khach hang bang
cach théa man nhu cau cua ho, cé thé duwgc xac dinh va thao luan véi mo
hinh quy tac gia tri. Bat ky hoat dong kinh doanh t6t nao déu can mot muc
tieu gia tri, mot mo hinh hoat dong va mot loai hinh gia tri.

Treacy va Wiersema (1995) cho rang c6 ba quy tac gia tri chung gitp cho
mot td chitc chuyén giao gia tri t&i khach hang:

* Van hoa tac nghiép xuat sac - theo dudi chi phi hoat dong t6i wu;
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« Dan dau vé san pham - cung cdp san pham t6t nhat (vé ky thudt, va s
dung c6ng nghé méi nhat); va hon hét, 1a nguwdi tién phong trong linh vuc;

* Quan hé mat thiét véi khach hang - cung cdp giai phap tong thé tot nhat,
bang cach tré nén dang tin cdy nhat va hoi dap nhanh nhat trwedc nhu cau
cua khach hang.

Nhitng nguwoi dan dau vé van héa tac nghiép xuat sac cung cap cac sin
pham cé chat lwgng twong d6i cao v6i mitc gia twong doi thap. Tuy nhién,
cac t6 chitc nay khong cung cap nhitng san pham hay dich vu méi nhat.
Thay vao dé, nhw nhitng bac thay, ho quan sat dinh hwéng cua thi treong va
thye hién nhitng hoat dong dugc coi nhw nhitng nhan té thanh cong quan
trong. Trong tam cua ho la hiéu nang, hgp ly hdéa cac quy trinh, tich hop
chudi cung ng, giam thiéu tén kho, triét tiéu rvdm ra, va nang dong trong
quan ly s6 lvgng. Tiéu chuan héa (mot phan) cac san pham va cac quy trinh
chinh la yéu t6 then chét.

Dan dau vé san pham la nhitng nha phat minh va tiép thi nhan hiéu. Cac t6
chitc nay thi nghiém lién tuc vdi cac san pham, dich vu va trai nghiém mdi.
Thi trong caa ho hodc la vo danh hodc la vo cung nang dong. Lgi nhuan
bién c6 thé siéu cao, don gian chi vi cé do i ro cao di kém. Vi vay trong
tam phdi la nghién cttu va phat trién, thiét ké va thoi gian chao ban ra thi
trrong nhanh nham ghi nhitng ban thang 16n, g& lai nhitng that bai v6 s6
tredc do. Sang tan cong nghé va quan ly vong doi san pham la nhitng yéu
t0 then chot.

Cac t0 chitc dan dau vé quan hé mat thiét v6i khach hang sé lam bat c
diéu gi dé thoa man (m6t nhém nhod) khach hang mién la ho cho rang khach
hang dang dugc nhw vay. Cac t6 chitc nay khong tin vao cac giao dich mot
lan. Ho dau tw thoi gian va tién bac va cac mdéi quan hé lau dai véi mot so it
khach hang. Ho mu6n biét moi thit vé khach hang va lam viéc gan giii vGi
ho. Trong tam la vuot qua sy mong dgi, gitt chan khach hang, gia tri suot
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doi, tin cdy va “ludon doi xw t té”. Quan ly quan hé khach hang (Customer
Relationship Management -CRM) la yéu t6 then chét.

Treacy va Wiersema ly luan rang nhitng cong ty dan dau trén thi treong dat
duwgc thanh cong béi vi ho khéng theo dudi cung Iic tat ca cac loai hinh gia
tri. Mac du khong phai la khéng thé két hgp duwgc ca ba quy tac gia tri trén,
nhung chiing c6 thé lam nady sinh mau thuan, nham lan va khong hiéu qua.
Vi vay, Treacy va Wiersema cho rang bat budc phai lwa chon gitra cac gia
tri. Thém vao do, ho cho rang quy tac gia tri, néu dwoc lya chon than trong
va dugc thyc hién triét dé, cé thé tao ra gia tri dang ké cho t6 chic.

2 53N prigm

Mg g0 hidl quacia Nirs 85 hidu quatsi thigu
ahirng ngu i dam dau ktang ngank

troding

Hinh 18.1 Céc quy tac gidtri

SU DUNG KHI NAO

Céc t6 chirc khong ngirng dat cau hoi vé nhu cau caa khach hang va gia tri
thye ctia nhitng gi ho cung cap. Mo hinh cac quy tac gia tri giap tra 1oi
nhitng cau héi dé. St dung mo6 hinh nay thwong dwa ra hiéu biét sau sac,
dac biét khi mot t6 chitc suy ngam veé ly do minh ton tai va té6 chitc (mudn)
phuc vu khach hang (ky vong) ctia minh nhu thé nao.

SU DUNG NHU THE NAO
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Lwra chon mot muc tiéu gia tri dac thu tuy thudc vao viéc két néi nhitng kha
nang cua té chitc véi nhitng yéu cau can thiét dé thoa man nhu cau khach
hang. Thwong can da ba vong thao luan dé dat duwgc hiéu biét can ké vé tinh
hudng. O mdi vong, ban gidm déc s& suy ngdm vé tinh huéng hién tai, xem
xét cac y twdng va lwa chon, danh gia cac lwa chon do, va cudi cung la chon
mot muc tiéu gia tri cu thé dé canh tranh.

O vong dau tién, cac nha quan 1y cap cao cling tra 10i cac cau héi sau:
* Loai gia tri nao c6é y nghia nhat doi véi khach hang?
* C6 bao nhiéu khach hang tap trung vao moi loai gia tri?

» Tiéu chuan ctia nganh nghé la gi? Cé doi thu canh tranh nao lam t6t hon
so vdi tiéu chuan ay khong?

« Tai sao chuing ta t6t hon hay kém hon doi tht canh tranh?

Vong thit hai doi hoi cac nha quén 1y cdp cao xac dinh ba quy tac gia tri c6
y nghia thé nao doi v4i hoat dong kinh doanh ctia minh, bao gom bat cit sy
thay doi dang ké nao. Két qua la c6 vai lwra chon dé can nhac.

O vong thit ba, tiing lwa chon duwoc loc ra. Thuwong thi cdc cd nhan xuat sic
tham gia vao vong nay, khong chi dé lam diu di cang thang trong lich thuc
hién ma con dam bao s ho trg ctia ho bang cach tao cho ho (cam giac) cé
anh hwéng t6i toan bo cac hoat dong trong twong lai cua cong ty. Cudi
cung, moi lwa chon phéi duwgc chi tiét héa thé hién dwgc lam thé nao t6
chitc c6 thé dong hwéng phu hgp vdi quy tac gia tri dwgc lya chon (méi).
DPiéu nay c6 nghia 1a m6 td cdc mo hinh hoat dong cua to chitc, cac quy
trinh kinh doanh, cdu tric, van hoa, hé thong quén tri va cong nghé thong
tin cling nhu cac dinh huwéng gia tri twong ng duwgc ap dung khi lwa chon
cac quy tac gia tri. Thém vao dd, phai xac dinh dwgc nhitng wdc tinh (so
bd) vé mirc kha thi tai chinh, thu nhap tiém nang, cac nhan t6 thanh céng
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chinh yéu va nhi*ng rti ro tiém an. Sau vong ba, cac nha quan ly cap cao sé
ra quyét dinh lya chon nao phu hgp cho t6 chirc.

KET LUAN

Mo hinh quy tac gia tri cia Treacy va Wiersema thu hit duwgc sy chi y va
dwgc chdp nhan rong rdi. Tuy nhién, mo hinh nay thwdng bi st dung nham,
chang han khi cac nha tv van va quan ly buéc mét t6 chitc phdi lva chon va
tré nén xuat sac chi v4i mot muc tiéu gia tri duy nhat. Theo do, nhitng mo
hinh dan dau thic day dwoc viéc ra quyét dinh. Mo6i mot Iywa chon mot
chiéu sé tap trung can ké v&i muc tiéu gia tri don nhat. Nhitng ngudi dan
dau thi treong thue sy khong chi xudt sac @ mot quy tac gia tri (cho trude),
ma con canh tranh & tat ca cac quy tac gia tri hay tham chi tao ra nhitng quy
tac gia tri mGi nhw do bén vitng. Hon nita, nhitng ngwdi dan dau thi truong
cling c6 gang lap nén cac tiéu chuan ctia nganh.

Mot cau hoi c6 thé dugc dat ra 1a liéu cac cong ty cé lwa chon khong.
Chang han bat ky mdt nha cung cdp dich vu B2B ciing déu di dén van hoa
tac nghiép xudt sac, cac nha ban buon ciling vay. Cac cong ty cong nghé cao
c6 xu hwéng tré thanh nguwoi dan dau vé san pham néu khong ho sé phai ra
khoi cudc choi. Ciing vay, viéc thay d6i mot cong ty toan cau nhiéu ty do-la
khong tap trung vao hiéu qué khi thi treong chitng khoan bi nhan chim
dwong nhu 1a khong thé. Ba quy tac gia tri khong bao ham dwgc hét cac lya
chon chién Iwgc kha thi. Vi du: mo hinh khong bao gom cac quyét sach
chién lwgc cua cong ty, nhw “thanh 1ap hay mua lai”, nhan hiéu céng ty vdi
nhan hiéu san pham. Vi vay, ching t6i goi y st dung két hgp mo hinh nay
v0i cac m6 hinh chién lwgce khac.

Ngoai ra, m6 hinh quy tac gia tri tdp trung vao gia tri cho khach hang, va
nhan manh xu hwéng tw nhién cta cac t6 chitc song hanh véi thay doi cac
nhu cau cta khach hang va nhitng phat trién cuda thi tredng, tim moi cach
tranh dé mat khach hang. Qua tap trung vao nhu cau ctia khach hang cudi
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cung sé lam cho t6 chic it chti y hon t6i nang lyc va kha nang caa minh. Vi
vay, khong nén sit dung mo hinh nay qua cttng nhac va don Ié.

THAM KHAO

Treacy, M. Va Wiersama, F. (1995) The Discipline of Market Leaders:
Choose your customers, narrow your focus, dominate your market (tam
dich: Quy tac cua ngudi dan dau thi treong: Lwa chon khach hang, thu hep
trong tam, thong linh thi treong). London: HarperCollins.
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PHAN HAI

CAC MO HINH CHIEN THUAT

Céac m6 hinh nay gitp t6 chitc cac quy trinh, nguén lyc va con ngudi cia
mot cong ty. Ching dwa ra cac cau hoi ”lam thé nao” quan trong khi phan
tich va thiét ké nhitng t6 chitc wu viét.
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19. CAU TRUC 7-S

TONG QUAN

Cau truc 7-S la mot mo hinh chan doan dwoc st dung cho t6 chirc cé hiéu
qua tong thé. N6 duwgc phat trién nham khuyén khich tw duy rong hon veé
cach thitc t6 chirc cong ty hiéu qua. Viéc thyc hién chién lvge can xem xét
that ky lwdng cach thitc mét chién lwgc c6 thé van hanh, lién quan t6i bay
yéu td chinh yéu: chién lwgc, co cau, hé thong, k§ nang, nhan vién, phong
cach va cac gia tri chia sé. Tién dé cia mo6 hinh la bay yéu t6 nay phdi dong
hwéng béi ching cliing ¢6 lan nhau.

Bay yéu t6 t6 chitc phu thude lan nhau nay c6 thé dwgc phan loai thanh loai
“cttng” va “mém”. Céac yéu td6 cing (ly tri, hitu hinh) la chién lwgc
(Strategy), co cau (Structure) va hé thong (Systems). Cac yéu t6 mém
(thudc vé cam xuc) la gia tri chia sé (Shared values), phong cach (Style),
nhan vién (Staff) va ky nang (Skills). Bay chir “S” trén tao thanh cdu tric
7-S nhu sau:
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* Chién lwgc — lién quan t6i cac muc tiéu caa t6 chivc va nhitng Ia chon da
dwgce can nhac ky ludng dé dat dugc cac muc tiéu d6. Chang han nhv wu
tién mot s6 san pham va thi trudng hay phan bé cac nguon lyc.

« Co cau — lién quan t@i cau trac t6 chitc, hé thong thit bac va sy diéu phoi,
bao gom sy phan chia lao dong va két hgp cac nhiém vu cling nhu cac hoat
dong.

« Hé thong — la cac quy trinh so cap va thit cap ma t6 chitc st dung dé moi
viéc hoat dong, chang han nhu hé théng san xuat, hoach dinh nguén cung
ung, va quy trinh nhan don dat hang.

* Gia tri chia sé — la cac gia tri lam ré nét muc dich ton tai thuc sy cha to
chitc. Vi vay, ching duwgc dat ¢ trung tam cua cau truc. Cac gia tri chia sé
bao gom niém tin va ky vong cot 16i ma ngudi lao dong c6 doi véi cong ty
cua ho.

» Phong cach — lién quan téi nhitng bang chitng hitu hinh chwa dwoc van
ban héa vé cach cac nha quan ly thue sy thiét 1ap wu tién va st dung thoi
gian nhw thé nao. Hanh vi twong trung va cach nha quéan ly quan hé véi
nhan vién ctia minh la cac chi bao vé phong cach cta t6 chirc.

« Nhan vién — bao gom nhitng ngwoi trong t6 chirc, dac biét la si c6 mat tap
thé cna ho.

* K¥ ndng — la nhitng kha ndng dac thu ctia doi ngii nhan sy va cta té chic
noi chung cling nhwv cua t'ng ca nhan noi riéng.
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Hinh 19.1 Cau tric 7-5

SU DUNG KHI NAO

Cau truc 7-S la mot danh muc hgp ly dé xac dinh va phan tich cac yéu to

quan trong nhat cia mot to6 chirc. Cau tric nay gitp cho ngudi st dung no

lam viéc véi tinh ky ludt cao va cung lic cho phép nhin nhan nhitng trién
vong “mém” va “cing” trong td6 chitc. M6 hinh c6 thé duwgc st dung dé

phan tich t6 chitc hién tai hodc mot tinh huéng trong twong lai, va c6 thé

gitp nhan dién nhitng khac biét va mau thuan giita ching. M6 hinh ciing
duwgc st dung dé danh gia tinh kha thi cia ké hoach chién lwgc tr trién
vong vé kha nang ctia t6 chitc t6i thanh cong vdi chién lwgc dé xuat. Trong

treong hgp nay, cau tric 7-S giong nhw maot chiéc la ban, cho biét liéu cac

yéu td t0 chitc c6 cung chi vé mdt huwéng khong.

SU DUNG NHU THE NAO
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Cau tric 7-S ¢6 thé dwgc dung nhw mot ma tran hodc bang biéu dé danh gia
tdc dong cua chién lwgc dé xuat cta td6 chitc. Xay dung mot ma tran trong
do liét ké cac mau thuan va giai phap cling nhw nhitng két hgp kha thi cta
7-S, dé tir d6 quyét dinh hodc diéu chinh chién lwgc nhw thé nao, hoac thay
doi t6 chitc cho phu hgp vdi chién lwgc. Néu phuwong phap nay duoc thyc
hién véi tinh ky ludt cao, cdu tric 7-S sé tao ra mot chién lwgc mang tinh
tong thé hon hau hét cac chién lwgce tirng cé.

Vi du: Chuoi siéu thi cia Sammy. Sammy dang chuyén do6i tir mo6 hinh ban
1é doc duong truyén thong sang mdt bach héa cap cao day du dich vy, sach
sé, tién 1gi, va mot khu chg sach. Quyét dinh ban dau thué cac chuyén gia
c6 thé c6 hé qua vuot xa pham vi cta chién lwge dé xuat.

Chd y rang nhitng nguwdi phat minh ra cdu tric 7-S dinh st dung n6 v&i mot
cach thitc phitc tap hon nhiéu: nguwdi ta cho rang sy thanh cong ctia mot
cong ty tuy thudc vao viéc quan ly thanh cong cac véc to luan diém (cac
thai cuc doi 1ap) cua céac yéu té hodc cac chiéu trong 7-S. Nhitng cong ty
khon ngoan nhét bién mau thuan thanh 1gi thé.
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Hinh 19.3 Chigu hudng (véc ta) cac ludn diem

KET LUAN

Cau truc 7-S la mot mo hinh chan doéan ro rang va thiét thyc. Tuy nhién,
cac yéu td “mém” cua cdu tric nay la mot thach thire khi stir dung béi chiing
rat kho lwgng hoa. Vi vay, cau tric 7-S thwong dugce dung theo cach tach
biét: liét ké cac van dé dwa vao mot danh muc. Viéc st dung nguyén cdu
tric, bao gom viéc phan tich méi quan hé gitta bay chit S hay phan tich cac
mau thuan t6 chitc trong bay chit S, thwong bi bé sét. Néu dwgc st dung
nhw vay, mé6 hinh sé khong dwa ra dugc nhitng dé xuat cai thién. Sau cung,
viéc phat trién nhitng kha nang mdi cia t6 chitc doi héi nhiéu hon viéc chi
nam bat dugc vi sao nhitng kha nang hién cé chwa hiéu qua. Tuy nhién, c6
rat nhiéu mo hinh b6 sung hoat dong & cap do tirng chit S riéng biét c6 thé
kham pha nhitng tiém nang chwa dwgc tinh dén.

THAM KHAO

1. Pascale, R.T. (1990) Managing on the Edge: How successful companies
use conflict to stay ahead (tam dich : Quan ly lic nguy nan: Cac cong ty
thanh cong da s dung mau thuan dé tién lén nhw thé nao). New York:
Simon & Schuster.

2. Pascale, R.T. va Athos, A. (1981) The Art of Japanese Management:
Applications for American executives (tam dich: Nghé thuat quan ly Nhat
Ban: Ung dung ddi véi nha quan 1y M§). New York: Simon & Schuster.
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20. TINH PHI DUA TREN HOAT
PONG

TONG QUAN

Tinh phi dva trén hoat dong 1a mot mo6 hinh ké toan chi phi. N6 dwgc sw
dung dé phan bo cac chi phi dya trén thoi gian danh cho cac hoat dong lién
quan tGi san pham va dich vu cung cap cho khach hang. Cac mé hinh ké
toan chi phi truyén théng phan bo (tong) cac chi phi gian tiép dwa trén s6
lwgng. Vi vay, cac chi phi doi véi nhitng san pham c6 s6 lwgng 16n bi danh
gia qua cao trong khi chi phi doi véi nhitng san pham cé so lwong it lai bi
danh gia qua thap. Ngugc lai véi cach phuwong thitc ké todn chi phi truyén
thong, mo hinh tinh phi dva trén hoat dong (Activity-based costing — ABC)
tinh todn cac chi phi “thyc” cia san pham, khach hang hay dich vu bang
cach quy cac chi phi gian tiép khong theo s6 lwgng ma theo cac hoat dong
duwgc yéu cau hoac da thue hién.
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Thay cho viéc st dung ty 1é phan tram tuy y dé phan bo cac chi phi, ABC
xac dinh cdc moi quan hé nhan - qua dé chia chi phi mot cach khach quan.
Khi chi phi cua cac hoat dong da dugc xac dinh, chi phi cta tirng hoat dong
dwgc quy vé moi san pham trong pham vi ma san pham st dung hoat dong
d6. Theo cach nay, ABC thuong xac dinh cac khu vue ¢6 tong chi phi don
vi cao va c6 thé huwéng chu y vao viéc tim cach gidm chi phi hoac tang gia
ban d6i vGi cac sdn pham c6 chi phi cao hon.

Mot gia dinh co ban can phéai nhan manh khi sitr dung mé6 hinh ABC la cac
chi phi khong phéi dwgc tao ra tir chinh cac san pham hay khach hang ma
b&i cac hoat dong can cé dé tao ra san pham hay dé phuc vu khach hang.
Cac san pham khac nhau doi hoi cac hoat dong khac nhau, méi hoat dong
stt dung cac mitc nguon lwc khac nhau, va viéc phan bo cac chi phi can c6
ty trong twong wng.

Khi ra cac quyét dinh kinh doanh, nhitng hiéu biét vé cac chi phi thuc c6
thé gitp:

« thiét 1ap cac diém hoa von;

« xac dinh cac yéu to “sinh 1gi” va “gay 16” (titc la danh gia “gia tri khach
hang”;

 danh dau cac co hoi cai tién;

¢ so sanh cac lwa chon dau tu.
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Hinh 20.1 Tinh phiduatren hoat dong

SU DUNG KHI NAO

Tinh phi dwa trén hoat dong cé thé hitu dung néu téng chi phi cao va cac
san pham/khach hang rat da dang theo d6 phttc tap va cac chi phi mua ban.
Tinh phi dva trén hoat dong chuyén chi phi gian tiép thanh chi phi tryc tiép.
La mot hé thong quan ly chi phi chinh x4c hon ké toan chi phi truyén
thong, ABC xac dinh cac co hoi cai thién hiéu qua va hiéu nang cta cac
quy trinh kinh doanh bang cach xac dinh chi phi “thyc” cia mot san pham
hay dich vu.

Nhitng mo hinh khac twong ty nhw ABC la Tong phi sé& hitu (total cost of
ownership - TCO) va chi phi vong doi (life cycle costs - LCC). TCO la tinh
toan phan anh tong chi phi dau tw bao gom cac khoan mua mét lan, chi phi
phat sinh va chi phi van hanh. Khai niém TCO dugc stt dung nhiéu trong
cac hoat dong cong nghé thong tin, khi lgi nhuan kho lwgng héa dugc va
tap trung vao viéc gidm thiéu chi phi dw an. Phan tich chi phi vong doi tinh
toan chi phi ciia mét hé thong hay san pham trong suét chu ky séng ctia no.
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SU DUNG NHU THE NAO
C6 nam budc thue hién mot phan tich ABC don gian:

1. Pinh nghia doi twong phi, cac hoat dong gian ti€p va nguon lyc duoc s
dung cho cac hoat dong gian tiép;

2. Xac dinh céc chi phi trén moi hoat dong gian tiép;
3. Nhan dang céac dinh hwéng chi phi d6i véi moi nguon luc;
4. Tinh toan téng chi phi san pham gian tiép theo loai doi twgng phi;

5. Phan chia tong chi phi theo s6 Iwgng do6i vai chi phi gian tiép trén moi
doi twong chi phi don 1é.

Céc doi twgng phi la cac san pham, khach hang, dich vu hay bat ct thit gi 1a
do6i twong cua ké toan chi phi. Cac hoat dong c6 thé la bat c viéc gi cong
ty lam dé van hanh kinh doanh: thu nhan, boc d&, dong goi, mua ban, kéu
goi, giai thich, ban hang, mua hang, khuyén mai, tinh toan, x& ly don
hang... Cac hoat dong gian tiép khong thé quy tryc tiép vé doi twong phi.
Céac nguon lyc 1a may moc, may tinh, con ngwdi va bat ct nang luc hay tai
san nao c6 thé phan b6 (mo6t phan) vao mot hoat dong.

KET LUAN

ABC tao diéu kién cho viéc phan doan dwa trén kha nang sinh lgi thwe va
giup xac dinh gia tri khach hang chinh xac hon. Vi vay, day la buéc dau
tién tién téi quan ly dva trén hoat dong (ABM). ABC khong danh gia hiéu
nang hay san lwvgng cua cac hoat dong mac du no vo cung quan trong cho
viéc cai tién. Thém vao d6, ABC gia dinh rang c6 thé xac dinh cac doi
twgng phi, hoat dong va nguon Iyc duy nhat. Cudi cung, két qua dau ra cta
mot phan tich ABC chi chinh xac nhw dau vao.
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THAM KHAO

Kaplan, R.S. va Cooper, R. (1998) Cost and Effect: Using integrated cost
systems to drive profitability and performance (tam dich: Chi phi va Hiéu
qua: St dung hé thong chi phi tich hgp dé dat 1gi nhudn va hiéu qua).
Cambridge, MA: Havard Business School Press.
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21. BEFR VA NOHRIA - LY
THUYETE VA O

TONG QUAN

Beer va Nohria da st dung hai cach ti€p can khac nhau véi sy thay doéi cua
t0 chic trong thé gidi ngay nay theo cac quan sat, nghién ciu va trai
nghiém cua minh. Ho goi hai cach tiép can nay la Ly thuyét E va Ly thuyét
O veé thay doi.

* Ly thuyét E (Economic). Muc dich cta ly thuyét E la sy tao thanh gia tri
kinh té, thuong dwoc thé hién & gia tri c6 dong. N6 tap trung vao cac hé
thong va co cau chinh thitc. N6 dwoc dinh huwdng tir trén xuong bdi si ho
trg bao quat ctia cac nha tu van va cac dong co tai chinh. Sy thay déi dugc
hoach dinh va 1ap trinh héa.
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* Ly thuyét O (Organizational). Muc tiéu cta ly thuyét O la phat trién nang
lwrc nhan sw cia mot t6 chite dé thue hién chién lwge, va nam bat dwoc hiéu
qua cta nhitng thay doi dwoc tao ra khi hanh dong. Ly thuyét nay tap trung
vao sy phat trién mot van héa cam két theo dudi mot cdch manh mé. Y
nghia cia n6 bao ham sy toan tam toan y cao do ma dwa vao dé cac nha tw
van va cac dong co cé thé dem lai sy thay doi. Thay doi khi dé sé hién ra
chit khong dugc ké hoach hay lap trinh héa.

Ca hai cach tiép can déu phai dwgc thue hién dong thoi dé tao ra thay doi
bén vitng trong t6 chitc. Vi tat ca cac hoat dong quan ly, hai cach tiép can
nay dugc dan dat béi cac gia dinh khac nhau cta cac nha lanh dao doanh
nghiép tuy theo muc tiéu va cach thitc thay doi. Trén thyc t€, hai cach tiép
can doi véi sy thay doi cua té chitc dai dién cho nhitng ly thuyét dugc st
dung bai cac nha lanh dao cap cao cling nhu cac nha tw van va hoc gia dang
c0 van cho ho.
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Chigu Ly thuyet E . Ly thuyet O Ly thuyet Eva 0
thay dai ket hop
Muc tigu Tdida haa Phat fidn cdc Ném bt nig hjch by
gid b nang lyccia gilra gia rj kinh t& va
co déng 15 ehire nmang lye cda 1o ehiFe
Lanh dao | Qudnly thay | Khoyen khich Binh hrgng U frén
doi e sir tham gia ¢ ¥ubng valoi cuen
tfrén xugng dirgn len nham fre fur g
Tap trung | Nhdn manh | Xay dung vén Tap trung ddng thii
vao cautric | hoa-congty: vao phan cing (cay
va hé thong | hanh vi va tric va hi thong)
thai dd cua ciing nhiz phan mém
fhan vién (wdn hoacdngty)
Quy trinh: | Lap va Thi nghigm va Ké hoach tir phat tnén
xay ding phat frien
chirerng trinh
He théng | Tao dbéng lue | Tao ding e Str dung cac dong cor
khen bai cacddng | boisy cam kit de thuc day chir
thiréng cor far chinh theo dudi - trap | khong dink hwrong
dbicing bang | thay dbi
qua lirong bong
Sir dung: | Nhatr vén Mha tir vén hi Nha te vin 14 nguédn
tur van pi_'lé-] n I;i{;h wornhd guanly | choyéngia ting
van dé va trong vigc hinh crong cho nhdn wién
hinh thanh thanh gisi phap
gidi phap
Hinh 21.1 Ly thuyétEva 0
SU DUNG KHI NAO

Sy khac nhau gitta hai ly thuyét dwgc giai thich ¢ hinh 21.1 qua so sanh sau
chiéu hwéng thay do6i. Thém vao dé la ggi y két hgp ca hai cach tiép can

theo cac tac gia, cho thiy cach thitc tao ra diém t6t nhat cta ca hai bén.

SU DUNG NHU THE NAO

Ly thuyét c6 thé dugc st dung & cac cong ty muon xac dinh mot chién lwoc
thay doi. Thay vi viéc st dung chi mot ly thuyét hodc lan lwgt tirng ly

thuyét, cong ty nén cung ltic thuc hién ca ly thuyét E va ly thuyét O. Viéc

stt dung dong thai hai 1y thuyét c6 thé 1a ngudn tao ra lgi thé canh tranh bén

vitng. Cong ty can déi mat tryc dién véi ap lyc gitta cac muc tiéu E va O
cling nhv tan dung nghich ly gitta hai ly thuyét.
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Cong ty can dugc dan dat bdi mot nha lanh dao cao cap nhat, thiét 1ap va to
chitc ranh mach nhitng thay do6i cia céng ty. Bong thoi, nha lanh dao nay
cling can lang nghe va tim kiém dé xudt tir cac cap bac thap hon cia cong
ty bang cach dich chuyén quyén cha dong ttr tru s cong ty tdi diém cong
ty dang thuc hién kinh doanh.

Cong ty can tap trung dong thdi vao nhitng thay doi “citng” va nhitng thay
d6i “mém”. Nhitng thay do6i ctrng nhu co cau va hé thdng ctia cong ty can
duwgce tién hanh trong khi thyc hién cac thay déi “mém” doi véi dong luc
cda noi lam viéc va van héa cong ty. Muc tiéu la lam cho c6ng ty hap dan
veé tai chinh va la noi lam viéc ly twéng.

Cong ty can tim kiém cach ty phat trién. Thay vi phdi theo du6i mét hinh
mau citng nhac cha viéc tai t6 chitc hay mot chinh sach thir nghiém, cong ty
can tim cach hoc héi. Ban gidm doc can dugce khuyén khich hoc tap véi bat
cl? gia nao. Tuy nhién, nhitng ngwoi khong hoac khong thé hoc héi can phai
thay thé. Ly twéng la cong ty st dung nhitng gi minh hoc duwgc dé thao bé
ganh ndng.

Cong ty can st dung nhitng dong lwc khac nhau dé khuyén khich cac cong
viéc dugce thye hién tot trong co cau cong ty. Thay vi viéc chi trd cho ban
giam doc khi ho dat dugc cadc muc tiéu tai chinh, cong ty cling phai tra cho
ho khi dat dwgc nhitng muc tiéu hiéu qua lién quan. Nhan vién ciling can
dwgc thwdng khi dat dwge muc tiéu hiéu qua cé lién quan. Cong ty can tao
ra nhitng dong lwc phu hgp nham khuyén khich cac nha quan ly va nhan
vién lam viéc mdt cach tét nhat c6 thé, chit khong chi dya vao cac khuyén
khich cho mét van dé don 1é phat sinh.

Cudi cung, cac nha tw van can khuyén khich cac nha quan ly khong chi tw
duy va hanh dong mu quang theo nhitng tha tuc san c6. Sy hién dién cua
nha tv van thwong lam cac nha quéan 1y mat di vai tro lanh dao; thay vao do,
nha tw van can giup do nha quén ly tr¢ thanh nhitng nha lanh dao xuat sac
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hon. Cac nha quan ly can dwgc khuyén khich st dung tw van chi don thuan
la mot cong cu.

KET LUAN

Cau héi co ban ma mo hinh nay muon trd 10i la: “Nén tap trung vao t6i da
héa va hiéu qua kinh té (ly thuyét E) hay vao van hoa va sy bén vitng cta
doanh nghiép (ly thuyét O)?” Theo truyén thong, cac t6 chitc c6 xu huwéng
tap trung vao mot khia canh nhiéu hon la vao cac khia canh khac. Tuy
nhién, cach tiép can theo ly thuyét E cé thé that bai, vGi ly thuyét O cling
vay. Va ngugc lai, moi ly thuyét déu c6 thé thanh cong. Nhitng no luc két
hop ching c6 thé thanh c6ng nhung doi hoi y chi va k§ nang xuat sac dé
dat dwgc nhitng két qua vién man. Cac cong ty khong dugce chun budc
tredce thi thach nay.

THAM KHAO

Beer, M. va Nohria, N. (2000) Breaking the Code of Change (tam dich:
Gidi ma su thay doi). Cambridge, MA. Havard Business School Press.
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22. SO CHUAN

TONG QUAN

So chuan la sy so sanh cé hé thong cac quy trinh va hiéu qua cua t6 chitc
dwa trén cac chi bao cho trwédc. Muc tiéu cua so chuan la tim ra khodng
cach gitta nhitng thong 1€ t6t nhat va hiéu qua hién tai cua td6 chitc nham tao
ra cac chuan myc mdi va/hodc céi thién cac quy trinh.

C6 bon cach so chuan co ban:

1. So chuan ndi b — viéc so sanh hiéu qua va hoat dong giita cac b6 phan
cta t6 chirc, vi du giita cac don vi kinh doanh véi nhau.

2. So chuan canh tranh — viéc so sanh cac chi bdo va hiéu qua ctia mot to
chitc va cac doi thu canh tranh tryc tiép.

3. So chuan chitc nang — viéc so sanh cac chi bao va hiéu qua ctia mét to
chitc va mot so t6 chite trong pham vi nganh rong hon.
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4. So chuan chung — viéc so sanh cac chi bao va hiéu qua ctia mot t6 chirc
v6i cac to6 chitc thudc cac nganh khéng lién quan nham tim ra nhitng hoat
dong tot nhat.

Tat ca cac cach so chuan déu hitu ich: ching cung cap hiéu biét sau sac vé
diém manh va diém yéu cta t6 chitc; chiing mang tinh khach quan; ching
lam sang té nhitng khiém khuyét va chi ra nhitng cai tién kha thi; va ching
dwa ra nhitng chuan muc, nhitng hwéng dan mgi va nhitng y twéng cach tan
dé cai thién hiéu qua cia mot to chirc.

Cac phuong phap so chuan khac nhau bién doi trong pham vi bao ham cac
ddc diém tinh huéng va/hodc cac nhan t6 ly gidi nham giai thich nhitng
khac biét gitta cac t6 chitc. Hon nita, mot s6 phuwong phap so chuan gom
cac xu hwéng twong lai va viéc phat trién cac hoat dong t6t nhat, hodc cac
van dé thuc tién khac c6 thé phat sinh trong mot nganh.

-

H|¢u_qua i Cac chi bao
cuacongty  [* \
e
l A

Tochweva guan |y : i
O edu td ehion S0 sanh cac chi

Quan Iy B& xugt cdithign | W90 CUa LAt cong

s e ty wiFi cac dac
Trach nhiém | diémtuong tng
Hoagch dinh va |

dinh hurong

Cac chic ning dic
thii coa cdng ty :

- B§ phiGe lap cda
san pham

B
- Quy ma céng ty Cac nhan td \.
- B0 phirc tap cla Iy giai -t
to chirg s =
Hinh 22,1 S0:chuan
SU DUNG KHI NAO
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Viéc st dung so chuan tuy thudc vao muc tiéu. Ghi nhg sy khac biét gitra y
dinh va hanh déng, ching ta cé thé xac dinh muc dich cia so chuan nhw
mot dy bao trd 10i cho bat ky cau hoi nao sau day:

« Chting ta dang lam t6t nhw thé nao?
« Chting ta c6 lam t6t nhw nhitng nguwdi khac hay khong?
« Chuing ta c6 thé lam t6t hon nhu thé nao?

Pham vi cia mot dy an so chuan dwgc xac dinh bai tac dong c6 thé ctia no
tGi t6 chirc; t¢i mirc do tw do truyén thong cia cac két qua, nham tang ty 1é
thanh cong ctia cac dy an cai thién lién quan; va tdéi cac no luc can c6 dé dat
dwgc cac két qua c6 gia tri trong thure tién.

SU DUNG NHU THE NAO

Mot cach ly tuwdng, cac t6 chitc (hay nhém twong dong) dang dugce st dung
dé so chuan can thé hién tot hon hay it nhat la c6 hiéu qua nhw t6 chitc (hay
nhom twong dong) muc tiéu. Vé co ban, nhém twong dong dugce xac dinh
thong qua cac chuyén gia va cac an pham trong nganh. Tuy nhién, nhitng
khac biét vé san pham, quy trinh, co cau hay phong cach lanh dao va quéan
ly gy kho khan trong viéc so sanh truc tiép giita cac to chiic.

Co6 thé vugt qua nhitng kho khan trén bang phuong thitc thuc t€. Nghién
cttu chi ra rang c6 thé so sanh cac t6 chic tai giao thoa ctia mot s6 chi bao,
dya trén cac nhan t6 ly gidi. Hoat dong chuyén giao hiéu qua cia mot san
pham, cu thé dva trén do phitc tap ctia sdn pham. Vi vay, m6t nhém cong ty
c6 mitc do phitc tap san pham twong twong sé c6 cac chi bao twong tw, va sé
la mot nhom twong dong phu hgp cho viéc so chuan chuyén giao hiéu qua.
Xem hinh dudi day:
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Hinh 22.2a Vi du vé so chudn: Iva chon mét nhom tuong dong

) Biém trung binh

Hiéu qué chuyén giao

g

Hoat ddng totnhat
Hinh 22.2b Vi du vé so chuan: tim ra hoat ddng tot nhit

Céac gia dinh vé hiéu qua cua céng ty muc tiéu c6 thé chinh xac hon bang
cach so chuan cac chi bao (vi du: hiéu qua chuyén giao) theo médt sé cac
nhan t6 1y giai.

So chuan bao gom cac buéc (d6i khi trung lap) sau:
1. Xac dinh pham vi duv an.

2. Lwra chon (cac) doi twgng so chuan.
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3. Xac dinh thuvéc do, don vi, cac chi bao va phwong phap thu thap di liéu.
4. Thu thap dit liéu.

5. Phan tich sy khéng thong nhat — tim ra thuye té dang sau nhitng con so.
6. Trinh bay phéan tich va thao luan vé sy lién hé véi nhitng muc tiéu (m&i).
7. Xay dung mot ké hoach va/hoac cac tha tuc hoat dong.

8. Qua trinh kiém soat bang cach so chuan lién tuc.

KET LUAN

So chuan khong qua phtc tap. Cé rat nhiéu nha quan ly hodc tw van thuc
hién so chuan ma khong dung téi cac thudc do c6 san hay cac cong cu phu
hgp véi viéc phan tich va trinh bay chi tiét. Chang dang ngac nhién khi c6
nhiéu dy an so chuan két thiic mét cach dang that vong, nhw viéc di “so
sanh trai tao vai trai 16”. Ngay ca khi dwgc thue hién mot cach c6 hé thong,
héi chitng “ching ta khac ho” ngan can viéc so chuan giip thay doi theo
chiéu hwdng tét hon. Hon nita, si nhay cam trong canh tranh cé thé che day
cac luong thong tin tw do, tham chi ngay trong ndi bo cong ty.

Bang cach st dung cac nhan t6 1y gidi, so chuan cé thé cung cap khong chi
cac dit liéu so sanh c6 thé goi y cho nha quéan 1y cach cai thién hiéu qua
(thyc thé 1a n6 lam ndi bat cac co hdi cai thién), ma con chi ra cac giai phap
can ban nhung da dwgc thira nhan doi véi cac van dé khé khan. Vi vay,
ching t6i cho rang can khuyén khich sy khac biét giita cac céng ty trong
nhom twong dong hon la ¢6 gang loai bé cac cong ty duwoc cho la cé séan
pham hay quy trinh “kh6ng thé so sanh”.

THAM KHAO
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Watson, G. H. (1993) Strategic Bench-marking: How to rate your
company’s performance against the world’s best (tam dich: So chuan chién
lwge: Xép hang cong ty ctia ban nhw thé nao tridc nhitng cong ty hang dau
thé gigi). New York: John Wiley & Sons.

Tai them ebook: http://www.taisachhay.com
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23. TAI THIET KE QUY TRINH
KINH DOANH

TONG QUAN

Hammer va Champy (1993) dinh nghia tai thiét ké quy trinh kinh doanh
(Business Process Redesign - BPR) la viéc xem xét va thiét ké lai co ban
cac quy trinh cta t6 chitc nham dat dugc sy cai thién dang ké hiéu qua vé
chi phi, chat lvgng, dich vu va téc d6. Tao ra gia tri cho khach hang la nhan
to dinh hwdng cho viéc tai thiét ké quy trinh, trong dé cong nghé thong tin
thuwong dong mot vai tro quan trong.
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Hinh 23.1 Tai thiét ké quy trinhkinh-doanh

SU DUNG KHI NAO

BPR hitu dung trong nhitng treong hgp sau:
 Nhiéu mau thuan trong (mot phan) t6 chic;
* Tan suat hop hanh cao;

* Qua nhiéu cac hoat dong giao tiép phi cau tric (nhw cac ban ghi nhg,
email va thong bao).

Céac dy 4n BPR thanh céng do cac nha tw van cua Berenschot thurc hién thu
duwgc nhitng két qua dang ké nhu:

* Giam 70% thoi gian giao nhan;

* Giam 60% mttc ton kho trung binh;

» Tang 25% doanh thu;

» Gidm 50% lao dong gian tiép;

 Tang hiéu qua giao nhan tir 70% len 98%.
SU DUNG NHU THE NAO

C6 bon nguyén tac quan trong d6i véi bat cit dy &n BPR nao:
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1. Xac dinh chién luwgce triede khi tai thiét ké.

2. Téi thiét ké tirng qua trinh so cap trudc (tiéc la tap hgp nhitng bién doi
nhan t6 dau vao c6 trong san pham véi nhitng dac tinh riéng) roi sau dé téi
ru hda cac quy trinh thi cap (titc la cac quy trinh ho trg viéc thye hién tot
quy trinh so cap).

3. T6i wu viéc st dung cong nghé thong tin.

4. Co cau td chitc va cac mo hinh quén ly phai twong thich véi quy trinh so

cap.

Hon nita, d& BPR thanh cong can c6 mot diéu kién co ban la ban giam doc
va nhan vién phai cung tham gia. Thuong thi quyét dinh tai thiét ké doi héoi
phai lam lai tir dau. Bé khuyén khich nhitng cach nhin mgi vé viéc thiét ké
t0 chitc, can phai coi co cau t6 chitc va cac quy trinh nhw thé “khong ton
tai”, hodc khong thich hgp trong viéc tai thiét ké.

Khi da hinh thanh nhu cau téi thiét ké, budc tiép theo trong quy trinh BPR
la tai thiét k€ (md6t phan) t6 chitc theo cac yéu cau chién lwgc. Nhitng cau
hoi sau sé duoc dat ra:

« Trong tdm chiing ta no Iyc thye hién la gi (hday nghi vé cac san pham, dich
vu va khach hang muc tieu)?

 Nhitng nhan t6 thanh cong quan trong nhat la gi?

» Lam thé nao dé dat duwgc hiéu qua t6i da trén co s@ mitc do dau ra yéu
cau?

Budc thit ba 1a xac dinh cac hoat dong quan ly can thiét cta t6 chitc méi
dugc tai thiét ké. Cac cau hoi dac thu ¢ day la:

* Lam thé nao dé dam bao cac quy trinh hoat dong nhw dy tinh?
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« Lam thé nao dé do lwvong két qua?
« Lam thé nao diéu chinh dé cai thién khi can thiét?
« Lam thé nao dé thyc hién lwong bong hodc phat thuwéng?

Buwdc cudi cung bao gom viéc ap dung co cau to chitc mdi, cai dat hé thong
quan ly va tha tuc cung véi viéc tich hgp cac phwong thitc lam viéc cta to
chitc vao moi treong cua no.

KET LUAN

BPR la m6t khai niém kho khi dwa vao thue tién. Viéc thiéu quan ly du an
thich hgp, han ché trong ho trg quan ly va “phé thac” cac duv an BPR cho
bo phan cong nghé thong tin (IT) thuong la "tai hoa". Pay cling la ba
nguyén nhan chinh khién BPR that bai trong thuc t€. M6t van dé nita cia
BPR la mdc du c6 vé thién vé mat chitc nang “phan citng” nhuwng mat
“phan mém” la con ngudi lai khé dw doan (vi du nhw khién nhan sy lam
viéc trong mot co cau mébi vGi nhitng quy dinh méi). Rat nhiéu dw an BPR
sa lay tir khau thiét ké.

Viéc tai thiét ké co cau va quy trinh cta t6 chitc cling nhw viéc ap dung
nhitng cong nghé mdi nhu mot phan cta dy an BPR sé khong tw dong bu
dap tat ca nhitng sai sot trong t6 chitc ma cung cap mot giai phap lau dai va
bén vitng. D6 1a ly do chinh giai thich tai sao ngwdi lao dong, ban giam doc
va van hoa t6é chitc dugce goi la nhitng "yéu té cha chét" cia BPR.

THAM KHAO

Hammer, M. Va Champy, J. (1993) Reengineering the Corporation: A
manifesto for businesss revolution (tam dich: Tai co cau cong ty: Ban tuyén
ngon cho cach mang kinh doanh). New York: Harper Business.
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24. GIA TRI CANH TRANH CUA
HIEU QUA TO CHUC

0
I\

TONG QUAN

Co cau gia tri canh tranh 1a mot mo6 hinh danh gia hiéu qua cta cac to6 chirc
(Quinn va Rohrbaugh, 1983), nhung no ciling c6 thé dugc st dung dé danh
gia va xac dinh cac chwong trinh gidm sat va phat trién quan ly. Nghién cttu
ctia Quinn va Rohrbaugh (1983) la nhitng c6 gang nham dat dugc nhitng
hiéu biét sau hon vé cac tiéu chi hiéu qua t6 chitc, da hinh thanh m6t mé
hinh c6 quy mé hodc khong gian da chiéu vdi ba chiéu:

* trong tam bén trong doi lap vdi trong tam bén ngoai cta td chic;

« tinh linh hoat déi lap véi tinh 6n dinh cuia t6 chitc; va
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* dinh hwéng quy trinh dé6i 1ap véi dinh hwéng muc tiéu (cac phwong thire

dat t&i diém cudi).

SU DUNG KHI NAO

Trong pham vi t6 chitc, m6 hinh nay c6 thé dwgc dung theo bén céach:
* phét trién cac chwong trinh giam sat va phat trién quan ly;

» nam bat cac chirc nang va quy trinh té chitc khac nhau;

» kiém tra cac 16 hong t6 chic;

* tim hiéu van hoéa t6 chiic.

SU DUNG NHU THE NAO

Céc chiéu ctia m6 hinh phan anh nhitng song dé vé t6 chitc néi tiéng. Chiéu
dau tién: trong tam bén trong doi lap vdi trong tdm bén ngoai cua t6 chirc
thé hién mot song dé t6 chitc co ban trong d6 ¢ mot thai cuc, td chitc dwoc
xem nhw mot thye thé mang tinh xa hoi - k¥ thuat, va & thai cuc kia dugc
xem nhuw mot cong cu thiét ké hgp 1y cho viéc hoan thanh cac muc tiéu kinh
doanh.

Tinm linkh hoat

ME hinh guan hé & 15 hinh
nbdn hec md cac he thong me

fArg Fadag
Thdu 1o
ripucn hre

R nh heat

B %20 SAng

v

BN ngod

Hide gird
S xudl

Hinh 24.7 Gid teycanh tranh
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Tinh linh hoat d6i 1ap vdi tinh 6n dinh la mét song dé t6 chitc co ban khac.
Ménh lénh va kiém soat khong két hop tot v4i sang tan va thay doi. Nhiéu
ly thuyét gia xa hoi da thuyét phuc (thanh cong) vé tham quyeén, cdu tric va
phoi hgp, trong khi nhitng nguwdi khac lai thdy bang chitng vé nhitng nang
lyc ca nhan va kha nang thich nghi cta t6 chiec.

Cudi cung, nghién cttu vé hiéu qua cua td6 chitc khéng thé hoan thién néu
khong co sy quan sat khuynh hwéng cta cac phvong tién, phwong phap, thu
tuc va quy tac dang ti phat vé mat chitc nang, tirc la chung ty tré thanh
muc tiéu cua chinh minh.

S tich hgp cua cac chiéu dem lai b6n mo6 hinh co ban vé hiéu qua té6 chitc
nhu sau:

1. M6 hinh quy trinh néi bd - dwa trén hé thong thi bac, nhan manh vao
phuong phap, tai lieu va quan ly thong tin. Nhitng quy trinh nay dem lai sy
on dinh va kiém soat. Cac hé thong thit bac c6 vé hoat dong tot nhat khi
hiéu r6 nhiém vu dugc phan cong va khi thoi gian khong phai 1a mét yéu t6
quan trong.

2. Mo hinh cac hé thong m@ - dya trén mot hé thong hitu co, nhan manh
vao kha nang thich nghi, do san sang, tang trwdng, thau tém nguon lyc va
ho trg bén ngoai. Cac quy trinh nay dem lai cach tan va sang tao. Moi
nguoi khong bi kiém soat ma dwgc truyén cdm hing.

3. M6 hinh muc tiéu hgp 1y — dya trén 1gi nhuan, nhan manh vao hanh dong
hop ly. N6 gia dinh rang hoach dinh va thiét 1ap muc tiéu dem lai nang suat
va hiéu qua. Cac nhiém vu dwgc lam r6, nhitng muc tiéu dwoc thiét 1ap va
hanh dong dugc thuc thi.

4. M6 hinh quan hé nhan lyc — dya trén sy gan bo va tinh than, nhan manh
vao nguon nhan lyc va dao tao. Con ngwoi khong dugce xem nhw nhitng ca
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thé biét 1ap ma la nhitng thanh vién hgp tdc cia mot hé thong xa hoi chung
c6 quyeén lgi chung déi véi nhitng gi dién ra.

Mac du cac mo hinh cé vé nhu 1a bon tinh huéng hay pham tru khac biét
hoan toan, thyc té ching c6 thé dwgc xem la c6 quan hé chat ché va gan bé
lan nhau. Chiing la b6n pham tru nhé trong mét cau tric 16n hon: hiéu qua
t0 chitc va quan ly. Bon m6 hinh trong cdu tric nay thé hién cac gia tri
chwa biét dén ma vi ching con ngwdi, cac chwong trinh, chinh sach va to
chitc sinh ra va mat di.

KET LUAN

Tranh cai xung quanh mo hinh nay miéu ta cac t6 chitrc va nhitng van dé ma
cac t0 chirc ay phai giai quyét van dang tiép dién. Trong khi no lwc tim ra
cau tric cho phan tich t6 chitc, Quinn va Rohrbaugh tiép can rat nhiéu nha
nghién cttu va chuyén gia vé té6 chitrc dé xac dinh cac chiéu co ban doi vai
nhitng van dé cda t6 chitc. Trén thyc té, ba chiéu ctia m6 hinh mo ta rat
chinh x4c ba Iinh viec cha yéu con tranh cai, va nghién ctu chi ra rang cac
tac gia da rat thanh cong khi c6 gang cung cdp mot cau tric cho hiéu qua
cta to chic.

Trudc nhitng chi trich, Quinn and Rohrbaugh théng nhat rang mo hinh
khong gian la mot dang ctia phép nghich hgp: mot két hgp ctia nhitng khai
niém don gidn va c6 vé nhe mau thuan. Tuy nhién, nhitng nghich ly trén ly
thuyét khong nhat thiét phai doi nghich trong trai nghiém. Ho cho rang mot
t0 chirc c6 thé vira gan bo vira hiéu qua hay vira 6n dinh vira linh hoat. Liéu
tinh don gian o rang cia n6 c6 han ché pham vi cia mé hinh? Quinn va
Rohrbaugh cé vé mudn tranh luan diéu nguwgc lai khi cho rang ban than qua
trinh tao ra m6 hinh nay da nang sudt r6i. Cac tac gia trinh bay mot s6
phuwong thitc thay thé do6i vdi viéc so sanh va mo td mé hinh, chang han
viéc st dung mo6 hinh chitc nang tién quyét cia Parson, trong dé trinh bay
cac gia tri cot 16i, cac co ché phdi hgp va co cau t6 chic.
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THAM KHAO

1. O’Neil, R.M va Quinn, R.E. (1993) Editor’s Note: Applications of the
competing values framework (tam dich : Loi nha xuat ban: Cac @ng dung
cta cu trac gia tri canh tranh). Human Resource Management 32 (1): 1-7.

2. Quinn, R.E. (1988) Beyond Rational Management: Mastering the
paradoxes and copeting demands of high performance (tam dich : Vugt
qua quan trj duy ly: Lam chua cac nghich 1y va nhu cau canh tranh vé hiéu
qua cao). San Francisco, CA: Jossey-Bass.

3. Quinn, R.E. va Rohrbaugh, J. (1983) Towards a copeting values
approach to organizational analysis (tam dich : M6 hinh khong gian vé cac
tiéu chi hiéu qua: Huwéng tGi cach tiép can gia tri canh tranh déi véi phan
tich vé t6 chitc). Management Science 29: 363-77.
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25. BON GOC PHAN TU COT L.O1

0
I\

TONG QUAN

Bét c ai cling c6 nhitng pham chat c6t 16i nhat dinh mé ta thyc sy vé ban
than nguwoi d6. Mot pham chat cot 16i lan téa moi mat trong doi song ca
nhan nhw ngdn ngit, cam gidc, hanh vi va cac gia tri. G& bo tat ca rao chan
bao vé va nguyén tac bén ngoai c6 y thitc va vo thitc ctia cudc song hang
ngay, pham chat c6t 16i mo td con ngwdi that cia ban. Vay pham chat c6t
16i cta ban la gi? M6 hinh bon goc cot 16i cia Ofman (2001) c6 thé giup
ban xac dinh, md ta va nhan biét pham chat c6t 16i ctia minh.

SU DUNG KHI NAO

Bon gbc phan tw cot 16i c6 thé duge dung dé tim ra diém manh va diém yéu
cta ban cling nhw nhitng an e, thach thitc va 4c cdm. Khi biét dwgc nhitng
dac diém do, ban ciing sé c6 thé dé dang nhan ra ching & ngudi khac. Hon
nita, n6 ciing khién ban hiéu ré6 hon phan &ng ctia minh véi nhitng ngwoi
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khac. Khi nam bat rd hon nhitng pham chat ciia minh, ban cé thé thau hiéu
sau sac hon nhitng van dé duy ly cia nguoi khac va tang kha nang tw nhan
thirc.
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Hinh 25.1 Bén e phin tu et 1
SU DUNG NHU THE NAO

Dt kho c6 thé chi ra chinh xac pham chat c6t 16i cta ban la gi, nhing sé dé
dang hon néu ban nhin né ttr cac tinh huoéng khac nhau:

* nhitng dn vc chinh 1a gi? (Qua nhiéu do6i v4i pham chat cot 16i).
* nhitng thdch thirc 16n nhat 1a gi? (P6i 1ap véi an ).

* nhitng dc cdm do6i véi pham chat cot 16i cia ngwoi khac la gi? (Doi 1ap
ctia pham chat c6t 16i — va qua nhiéu doi véi thach thire).

Bo6n gbc phan tw c6t 16i thé hién nhitng goc do khac nhau nhwng phu thudc
lan nhau vé pham chat cot 16i cta ban. Viéc nam bat va xem xét tich cuyc

cac pham chat cot 16i, an &c, thach thitc va 4c cam lam gia tang manh mé
hiéu qua va hiéu nang twong tac con nguoi.

Sttc manh ctia m6 hinh nay trén thuwe té la tao ra bon goc do vé mét “pham
chat cot 16i”. Tuy vay, van c6 nhitng khac biét tinh vi. Cing mot pham chat
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cot 16i c6 thé c6 nhitng an @c, thach thic va dc cam twong doi khac nhau.
Vi vay, rat can chi rd cac goc phan tw chi tiét cho moi ca nhan.

Ofman goi y bé sung thém ba géc dé vao bon yéu to, tir dé cé thé két hgp
dé tao thanh mot “siéu goc phan tu” ca thé héa:

 nhitng gi ban sé noi, cam nhan, thich thad, tha thi, wéc mong, nhé hodc
ghét ¢ ban than minh;

* nhitng gi ban sé noi, cam nhan, thich thu, tha tht, vGc mong, nhG hoac
ghét & nguoi khac;

* nhitng gi nguoi khac sé noi, cAm nhan, thich thu, tha thi, w6c mong, nhd
hodc ghét vé ban.

Siéu gbc phan tw sé kham pha mdt cach khong ty nhién: sy khong nhat
quan gitta ba vién canh “siéu goc phan tu” la mot chi bao kha chéc chan
rang ban dang khong phai la ngudi va/hodc cach ma ban mudn tré thanh.
Thye té€ 1a ban dang c6 gidu di cdm gidc thyc ctia minh, tranh di an &c va
kiém ché phan ng triréc nhitng ac cam. No6i cach khac, ban dang "dién".

biéu v6 ly @ mot géc phan tw cot 16i c6 thé 1a mot chi bao rang ban dang c6
nhitng dau hiéu xdu hodc bi anh hwéng cia mot an c nao d6. Chang han
pham chat “nhiét tinh” c6 thé dan téi cuong tin mot cach cyc doan, dan tdi
phan hoi tiéu cuc, 1am that vong, gdy chun buwéc hay tham chi 1a ich ky.
Tuy vay, tinh ich ky tv than n6 khong phdi la an tc.

Bo6n goc phan tw cot 16i cé thé duwge dung dé chuan bi trede khi hoi hop vai
nhitng ngwoi cé cac pham chat doi 1ap. Thay vi d6i dau, cac bén can dé cao

(hon nita) sw ton trong va c6 gang hoc hoi tir phia bén kia.

KET LUAN
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Bo6n gbc phan tw cot 16i da chitng to 1gi ich trong viéc tang cwong su thau
hiéu va ton trong lan nhau giita nhitng ngudi c6 cac pham chat cot 16i doi
1ap. Tuy nhién, van ton tai mot nguy co co hitu trong viéc “phan loai” ban
than hay ai khac mot cach thiéu chinh xac. Rat can sy tham gia ctia nhitng
nguoi khac trong cac tinh hudng dé.

Cudi cung, viéc duy tri thwong xuyén nhan thitc vé pham chat co6t 16i cia
minh, cho du khé khan, cé 1é la wéc lwgng gan ding nhat dé thanh thuc véi
ban than va thanh cong trong cudc song.

THAM KHAO

Ofman, D.D. (2001) Inspiration and quality in organizations (tam dich:
Tinh than va pham chat trong cac té chitc). 12th edition. Antwerp: Kosmos-
Z&K.
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26. BAY THOI QUEN CUA NGUOI
THANH PAT CUA COVEY

0
I\

TONG QUAN

Rat noi tiéng vao nhitng nam 1990 va dau thé ky 21, Stephen Covey (1989)
da thay doi dién mao cua rat nhiéu nha quéan ly day hoai bao. Covey cho
rang nhitng ngwoi thanh dat c6 bdy thoi quen khién ho thanh céng trong
cudc song va cong viéc:

1. Lu6n chu dong.
2. Bat dau v6i muc tiéu cé san.
3. Viéc quan trong lam trudc.

4. Tu duy doi bén cung thang.
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5. Hiéu dé roi dwgce hiéu.
6. Bong tam hiép lyc.
7. Ren gilia ban than.

Thém vao d6, Covey cho rang cac nha quan ly thanh dat thwc hién chinh
xac nhitng gi ho cam thdy ding va quan trong, va thuc hién c6 chu y.

7 Phu thudc lan nhau

Phu thudc lan nhau

B Bang tam

CHIEN THANG ™ hiép huc

{HUNG

4 Tef duy dié bén
cing thing

Doc lap

3\ quan trong
Jam tridc

CHIEN THANG
iiIE!{E b, E,_;| i,’-.i-.l Wil

VAL CEEE € 5an

1 Ludn chu-ddng

Phu thuoc

Hinh 26.1 Bay thoi quen cda Covey

SU DUNG KHI NAO

Mo hinh bay thoi quen la mot 1y thuyét nham tGi sy thiu hiéu tai sao nhitng
nguoi thanh dat lai thanh cong trong ca cong viéc va cudc song ca nhan. N6
rat hiéu qua khi 4p dung cho cac nha lanh dao va quan ly. M6 hinh dwa ra
mot chuwong trinh rén luyén ban than dwa trén cach ti€ép can tir trong ra
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ngoai. Theo Covey, cac mo hinh ca nhan cua con nguoi chung ta anh hveng
t0i sy twong tac cua chung ta v6i nhitng nguoi khac, tac dong tdi cach
nhitng ngwoi khac twong tac vGi ching ta. Vi vay, cdi thién twong tac bat
dau tir viéc nam bat ky lwdng mo hinh va dong co ctia chinh minh. Dé
thanh c6ng, moi nguwdi can kiém tra xem minh hanh dong va twong tac hiéu
qua nhu thé nao.

SU DUNG NHU THE NAO

Theo Covey, dau tién moi nguwoi can thoat khéi sy phu thudc vao nguoi
khac. Moi ngudi c6 thé doc lap bang cach lam theo ba théi quen dau tién:

Luon chu dong. Ké tit nay, ban phai chiu trach nhiém vé hanh vi caa chinh
minh. Ban khong dwgc do 16i cho hoan canh, diéu kién hay quan trong nhat
la khong d6 16i cho viéc tao diéu kién cho hanh vi cia minh. Ban chu dong
lya chon cach phédn hoi véi bat ¢t tinh huéng nao hay véi bat cit ai. Ban
phai chuan bi dé phan hoi theo cach khién cho ban ty hao. Néu diéu nay doi
héi thém nhiéu cong sttc hodc khién ban khong thoai mai, hdy chap nhan
no.

Bat dau véi muc tiéu 6 san. Khi nao va bat cit diéu gi ban thiyec hién, ban
phai hinh dung két qua hodc twong lai minh muén dat dwgc. Ban phai cé
mot cai nhin rd rang vé noi ban sé dén hodc la ban khong nén dén dé. Ban
phai biét chinh xac viéc ban mudn hoan thanh hodc la ban khong hoan
thanh viéc gi cd. Ban séng cudc song cua minh va ra cac quyét dinh dva
vao nhitng niém tin sau sac, nhitng nguyén tac va nhitng su that cot 16i cta
minh.

Viéc quan trong lam trwdc. Bang cach hoan toan kiém soat va duy tri ky
luat, ban c6 thé tdp trung vao nhitng hoat dong quan trong nhat, nhung
khong nhat thiét 1a khan cap nhat. Danh muc ctia Covey vé cac hoat dong
quan trong nhw vay bao gom: xdy dung cadc mdi quan hé, viét ban danh
sach hanh dong ca nhan, lap ké hoach dai han, luyén tap va chuan bi cho
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buobi thuyét trinh tuan t6i. Lam tat ca nhitng viéc do bay gio néu khong ban
sé bi don ép vao phut cudi, bi cham tré hay tham chi huy bé. Ching sé gitip
ban loai bé nhitng hoat dong khan cap dang ditng dau trong danh muc céng
viéc qua tai nhung khong thue sy quan trong tdi muc do. Gio ban da dat t6i
diém doc lap va dang st dung thoi gian dé theo dudi nhitng muc tiéu quan
trong nhat trong cudc doi mot cach hiéu qua, ban phai thic day hiéu qua
vOi nhitng ngudi xung quanh.

Tuw duy doi bén cung thang. Ban phdi tin vao “sy doi dao”: c6 rat nhiéu
cho tat cd moi nguwdi. Thanh céng ctia nguwoi nay khong nhat thiét doi hoi
that bai ctia nguwoi kia. Ban tim kiém cac gidi phap dé tat ca cac bén c6 lién
quan (ké ca ban) déu cé 1gi.

Hiéu dé roi dugc hiéu. Bang cach nay, ban c6 thé khién nhitng nguoi
quanh minh cdm thdy nhw nhitng ngwdi thang cudc. Ban cé thé thue sy hoc
héi dwoc it nhiéu tir ho khi thye hién, va ban quyét dinh im Idng va ldng
nghe. Trén thyc t€, ban phai lang nghe v&i muc dich tim hiéu nguoi khac
mot cach sau sac va tron ven @ mirc do hiéu biét, phan tich va vGi cam xtic
nhat dinh. Covey cho rang, hay chan doan truéc khi ké don.

Pong tam hiép lwc. Cudi cung, tri 6c ctia ban can dwgc mé mang dé don
nhan nhitng y twéng mdi mé va sang tao. Ban trd thanh mot chuyén gia vé
sang tan, mot nguwdi tién phong, mot nha tham hiém. Ban dwgc thuyét phuc
rang cai toan thé 16n hon téng cac bd phan cia né. Ban coi trong nhitng
khac biét gitta moi nguwdi va c6 gang xay dung chong lai nhitng khac biét
ay (xem phan tham khdo va Chwong 50). Ban suy nghi theo chiéu hudng
sang tao dé gidi quyét mau thuan.

Reén giiia ban than. Gio da tdi giai doan phu thudc lan nhau. Ban la nguai
thanh dat va dugc gia dinh, ban bé va dong nghiép né phuc. Mac du vay,
ban khdéng bao gio dwgc cho phép minh nga quén trong vong nguyét qué.
Ban phai khong ngung cai thién ban than va duy tri manh mé long say mé
hoc hoi va kham pha.

https://thuviensach.vn



KET LUAN

Cau hoi la diéu gi khién moi ngwoi lam viéc ho dang lam, va lam thé nao
ho lai hanh phuc khi lam viéc d6? Covey kéu goi cac nha quan tri kinh
doanh va tat ca nhitng nguoi dang lam viéc khac thuc s coi trong ban than
cung twu chung vé mot khai niém: sy thanh dat. Diéu gi da xdy ra vai
chuyén du lich thé giéi ma ban ti'ng mo 20 nam trwéc? Thanh dat, va da
thoi gian dé lam tat ca nhitng viéc quan trong gitp chiing ta yéu thém cudc
song va khién ngudi khac quy mén chung ta, 1a gidc mo 16n nhat ctia ngwoi
quan ly ban ron.

THAM KHAO

1. Covey, S.R. (1989) The seven habits of highly effective people (Bdy théi
quen cua ngwoi thanh dat). New York: Simon & Schuster.

2. Covey, S.R. (2004) The 8th habit: From effectiveness to greatness (Thoi
quen thir 8: Tw hiéu qua tdi vi dai). New York: Free Press.
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27. KIM TU THAP CURRY: QUAN
LY TIEP THI VA QUAN HE
KHACH HANG

O

TONG QUAN

Néu ban c6 thé xac dinh thanh cong nhitng khach hang c6 gia tri nhat, hay
danh 1ay ho, gitt chan ho va tang lwgng mua hang cua ho, ban sé tao ra gia
tri dang ké hon 1la mét cach tiép can chung cho moi quy mo. Hé thuyét kim
tw thap khach hang cung cap cho cong ty mot co ché phan doan co s@
khach hang va, cung vd&i viéc phan doan, quan sat va phan tich hanh vi, sy
trung thanh va gia tri cia khach hang trong moéi phan doan ay. Jay va Adam
Curry (2000) da khoi lai khai niém kim ty thap khach hang.

SU DUNG KHI NAO

https://thuviensach.vn



Quan ly quan hé khach hang (Customer Relationship Management - CRM)
c6 1€ 1a cha dé vé kinh doanh "n6ng" nhat hién nay, con hon ca mot xu thé
cong nghé. Trén thyc t€, tranh luan vé CRM da kéo dai trong hon ba thap
ky nay. Kim ty thap cia Curry cung cap mot chi dan cho t6 chitc qua viéc
thie hién CRM. N6 thic day t6 chitc phan doan khach hang theo tiéu chi
tao doanh thu, cho thdy mitc d6 quan trong cia khach hang do. Khach hang
dwgc phuc vu khac nhau trong tirng phan doan cua kim ty thap. Cac nguon
lyce tiép thi va ban hang dwgc phan b6 khac nhau trong tirng phan doan
khach hang. Thém vao do, kim ty thap ctia Curry cung cdp mot hiéu biét
sau sac ve cac co hdi ban kem hay co hoi ban hang cao hon.

% Khach hang
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SU DUNG NHU THE NAO

Khéch hang cé thé dugc phan doan trong kim tu thap khach hang dwa trén
cac nhan t6 dac thu cda cong ty. Cac nhan t6 nay thwong bao gom, nhung
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khong gidi han, doanh thu va sinh lgi trén mo6i khach hang. Viéc phan doan
phdn 4nh mot t6 chitc xem xét va phuc vu mét khach hang, phan doan
khach hang va toan bo co s& khach hang tiém nang (twong lai) nhw thé nao.
Quy tac 80/20 thuwong dwoc st dung & day. Quy tac phd bién nay néi rang
20% khach hang tao ra 80% lgi nhuan, va 80% khach hang con lai chi tao
ra 20% lgi nhuan. Trén thuce té, cac ty 1€ c6 khac nhau; y twdng mau chot
dang sau quy tac nay la khong phai tat ca cac khach hang déu sinh 1gi — mot
s6 tham chi con lam ban mat tién!

Khi mot cong ty da biét dugce khach hang (tiém nang) c6 gia tri nhat cia
minh la ai, ho phai thuc hién cac buéce sau:

1. Thu thap thong tin lién quan dén khach hang (tiém nang) cang nhiéu
cang tot, dac biét la cac khach hang hang dau va khach hang 16n.

2. Phéan tich nhitng théng tin nay va néu can, tai thiét ké nhitng yéu cau vé
thong tin.

3. Thiét 1ap muc tiéu ban muén khach hang ctia minh nhan thitc vé ban nhw
thé nao vGi vai tro mot nha cung cap san pham, dich vu va/hodc trai
nghiém.

4. Lya chon cac phuong tién, hé thong va noi dung truyén thong va twong
tac voi khach hang.

5. Phat trién cac quy tac tiép can va “cac goéi” cung cap cho tirng phan doan
khach hang.

6. Ap dung van héa 1ay khach hang 1am trung tam trong cong ty.
7. Phat trién cac hé thong quan ly khach hang ma ban biét.

KET LUAN

https://thuviensach.vn



C6 thira cac mo hinh va cong cu ho trg cho ban giam doc va cac nha phan
tich kinh doanh trong viéc quan ly quan hé va tiép thi khach hang. Mot
trong nhitng nguy co tiém an la xu hwéng tap trung vao phan mém CRM
dwgc cai dat (c6 san) ma khong danh thai gian xem xét pham vi ctia khach
hang tiém nang.

Thanh cong ctia mot t6 chitc trong viéc xac dinh khach hang muc tiéu,
gianh 1ay va duy tri khach hang r6 rang chiu anh hwéng béi rat nhiéu yéu td
cht khong chi 1a quan ly quan hé khach hang. Viéc dinh gia va gia tri thuc
chat ctia sdn pham hay dich vu chi 1a hai vi du vé cac nhan t6 ma nguoi
ding dau vé tiép thi cia cong ty duong nhién phdai nghi tdi. Ngoai ra con
ton tai nhiéu van dé chung nhu sy thiéu hut mot chién lwgc tiép thi chat
ché, hay su ung ho tong thé cho van hoa tiép can tap trung vao khach hang.

THAM KHAO

Curry, J. va Curry, A. (2000) Customer Marketing Method: How to
implement and profit from Customer Relationship Management (tam dich:
Phuong thitc tiép thi khach hang: Thuc hién va Sinh lgi tir hé thong Quan
ly Quan hé Khach hang nhuv thé nao). New York: Free Press.

Tai them ebook: http://www.taisachhay.com
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28. PHAN TICH DUPONT

TONG QUAN

Phan tich DuPont c6 thé dugc dung dé minh hoa cac nhan t6 khac nhau co
anh hwéng nhu thé nao téi cac chi so tai chinh quan trong nhuv ty suat lgi
nhuan rong trén von st dung (ROCE), ty suat 1gi nhuan rong trén tai san
(ROA), hay ty suat lgi nhuan rong trén von cha sé hitu (ROE). Trong khi
cac ty sudt nay co thé dugc tinh todn bang cac cong thitc don gidn, mé hinh
gitp hiéu biét sau sac hon vé cac yéu td co s@ tao nén cac ty suat nay. Diéu
nay c6 vé giong nhu viéc phan tich do nhay & khia canh mo hinh cho phép
duw bao cac anh hwéng khi cé bién déi ctia mot hay nhiéu bién sé dau vao.
Cong cu nay dugc biét dén nhiéu trong quan ly mua hang vi cho thdy tac
dong cua hiéu qua mua hang lén kha nang sinh lgi.

SU DUNG KHI NAO
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Mo hinh c6 thé dwoc st dung bang nhiéu cach. Dau tién, né c6 thé dwoc
dung lam co s@ so chuan (xem Chuwong 22), tic l1a so sanh cac cong ty khac
nhau trong cung mot nganh dé tra 10i cau hoi tai sao mot s6 cong ty tao ra
siéu lgi nhuan so véi cac cong ty twong tw. Tiép theo, né cé thé dwgc dung
dé dv bao tac dong caa cac hoat dong quan ly c6 thé duwgc thiwe hién.

Hinh 281 Phan tich DuPont

Phan tich DuPont sé cho thdy sy khac biét 16n gitta cac nganh. Néu nhin
vao ty suat lgi nhuan rong trén von chu s@ hitu (ROE), ty sudt 16n c6 thé do
“hiéu qua hoat dong” hodc do “hiéu qua nguon vén”. Cac nganh quay vong
nhanh (vi du nganh ban 1é) thwong gdp lgi nhuan bién thap, hé s6 quay
vong tai san cao va hé s6 tang von trung binh. Cac nganh khac, nhu thoi
trang, phu thudc vao lgi nhuan bién cao. Trong khu vic cac nganh tai
chinh, ROE cha yéu duwgce xac dinh bdi don bay cao: thu dugc lgi nhuan
cao v0i tai san co gia tri twong doi thap. Viéc lwa chon can than doi tugng
so sanh la rat can thiét khi phan tich cach thitc cai thién kha nang sinh lgi
cuia mot cong ty ddc thu.
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ROE = Lgl nhadn i

Vha ohd ab By

Hinh 28.2 Loi nhudn rang teén von CSH =hiéu qua trén hoat dong
yatrén ngudn ven
SU DUNG NHU THE NAO

Trong phan tich DuPont can thiyc hién cac buéc sau:

1. Nhap thong tin co ban vao mo hinh. Pac biét, xac dinh thong tin veé
doanh thu, ng khong 1ai, tong chi phi, von cht s& hitu, cac tai san lvu dong
va khong lwu dong.

2. Tinh toan cac tham s6 khac bang cach st dung cac cong thic trong hinh
trén. Viéc nay gitp ban c6 mot cai nhin co ban vé kha nang sinh lgi hién
tai.

3. Xéc dinh nhitng kha nang cai thién c6 thé duwgc thye hién va anh hwéng
cua cua chung tdi chi phi, doanh thu va tai san. Tac dong cta mot bién
phap (nhitng cai thién tiém nang) c6 thé dwoc tinh toan va st dung lam dau
vao ctia mo hinh trong khi mé hinh thé hién tac dong tGi ROCE, ROA va
ROE.

4. So sanh cac hanh dong khac nhau c6 tiém nang cai thién hiéu qua trén co
s@ chi y nguon dau tw can thiét (thoi gian, tién bac va ap lyc 1én t6 chirc)
va tac dong cua chung tdi kha nang sinh 1gi.

Neén:

* Phan tich cac doi twogng twong dong dé xac dinh ho tao ra ROCE, ROA va
ROE nhuw thé nao. Tinh toan nay sé cho thay phan nao can dwoc céi thién.
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* Phan tich cac tham s6 nao can thiét cho viéc cai thién kha nang sinh lgi.
Khong nén:

« Bay khong phdi la cong cu gitip ra quyét dinh. Viéc so sanh tac dong cta
mot hanh dong cai thién chi 1a bwdc dau tién. Thuwong sé can thém mot
phan tich chi tiét dé danh gia két qua kha thi ctia cac hanh dong cai thién.

« Khong xem nhe cac van dé phi tai chinh m6 hinh khéng deé cap.
KET LUAN

Phan tich DuPont gitp x4c dinh cac nhan t6 anh hwdng 16n nhat téi kha
nang sinh 1gi. Tuy nhién, xac dinh nhitng nhan t6 nay chi la mot phan cta
cau chuyén. Budc tiép theo la tim ra nhitng hanh dong phu hgp sé cdi thién
khad nang sinh lgi. Quan ly hoat dong cai thién nay trong thyc té la mot
nhiém vu day thach thitc. Phan tich can nguyén/Phan tich Pareto (xem
Chuong 57) c6 thé gitup xac dinh hanh déng nao phu hgp. Thé diém can
bang (bao gom cac chi bao hiéu qua chinh yéu) ciing cé thé duwgc st dung
dé do lwong sy tién bd ctia mot cong ty theo cac tham sé quan trong (xem
Chwong 49). Tuy nhién, phan tich DuPont chi tap trung vao cac bién so tai
chinh, khong bao gom cac nhéan t6 quan trong khac nhw dong luc ctia nhan
vién chang han, trong khi cac nhan t6 phi tai chinh nay thuwdng lai rat quan
trong.

THAM KHAO

1. Bodie, Z., Kane A. va Marcus, A. J. (2004) Essentials of Investments
(tam dich: Kién thitc co ban vé Pau tw), 5th edition: 458-9. New York:
Irwin/McGraw-Hill.

2. Groppelli, A. A. va Nikbakht, E. (2000) Finance (Tai chinh), 4th edition:
444. New York: Barron’s Education Series.
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29. PINH GIA TAI CONG NHA
MAY

- N\
= (=

TONG QUAN

Dinh gia tai cong nha may (FGP) la mot phuwong phap b6 sung kho hang
hién dai nham loai bé cac chi phi van chuyén khong can thiét va cai thién
hiéu qua cta chuoi cung ttng. N6 doi hdi nha ban 1é yéu cau cac nha cung
cap san pham & “gia giao tai cong nha may”, titc 1a chi phi san pham khong
bao gom chi phi giao nhan t&i tay nha ban 1é. Nha ban 1é sau dé chiu trach
nhiém hodc kiém soat viéc tai bo sung kho hang va nhan san pham ttr nha
cung cap khi can. O phuwong thtic tai bd sung nay, nha ban 1é khong con
phai trd phi van chuyén cho nha cung cap (hoac cho mét nha cung cap dich
vu giao van thi ba nao do), vi hang héa dwgc mua ngay “tai cong nha
may”.

FGP cho phép hai kha nang tiét kiém chi phi trong chu6i cung tng. Thw
nhat, nha ban 1é tiép can dwgc vdi toan bo san pham tir nhiéu nha cung cap
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khac nhau, ma chi phi van chuyén va lwu kho la phan bu dap cho lgi thé cta
viéc giao van két hogp. Nha ban 1é c6 thé 1én ké hoach trwdc dé nhan hang
tai titng diém va chuyén vé, do do téi wu dwgc chi phi va cong nang cuda
phurong tién van chuyén khi t6i nhan hang tai cac nha cung cadp khac nhau.
Thit hai, viéc két hgp van chuyén phan phéi cap mot va cap hai trén cling
tuyén duong (titc 1a chuyén hang), gitp giam chi phi. Hoat dong phan phoi
cap mot chi viéc t¢i nhan hang tir nha cung cap, trong khi hoat dong phan
phoi cap hai chi viéc phan phoi hang t6i nhiéu dau ra cia nha ban 1é.

Doanh nghiép sé tranh dwgc nhitng di chuyén khéng kinh té ctia phuong
tién van tai bang viéc tdi nhan hang tr cic nguon khac nhau trong cung mot
chuyén di, va ddm bdo rang tat cd cac phuwong tién van tdi déu duwgc chat
day khi Ién duong.

Gia san pham = Gia tai cong nha may + Gia van chuyén
Hinh 29.1 Gia giao tai cong nha may
SU DUNG KHI NAO

FGP dac biét phu hgp khi s6 lwgng cac nha cung cap trong chudi cung tng
16n hon nhiéu s6 Iwgng cac nha ban 1é. Diéu quan trong can cha y ¢ day la
ty 1€ gitra s6 diém lén hang (vi tri cia nha cung cap) va so diém xudng hang
(vi tri chia nha bén 1é). Lgi thé quan trong & day la hiép lyc gitta sw don gidn
trong cung cap vGi toc do giao nhan. Cac nha cung cap cé vi tri cang gan
nhau thi hiéu qua cua quy trinh cang cao va 1gi thé cho nha ban 1é cang 16n.

Van dé quan trong can xem xét trong quy trinh FGP la gia tri thwe chat cta
viéc van chuyén tuy thudc vao ca s6 lwgng hang moi 16 va gia tri trén moi
16 hang. S6 lwgng 16n lam xe chat day, vi vay chi phi van chuyén dwgc xac
1ap kha tot du bat ké bén nao chiu trach nhiém. Tuy nhién, viéc giao nhan
sO lwvgng nhé vdi tan suat 16n co6 thé dé dang dan téi viéc chat day xe va twr
dé6 c6 thé t6i wu cac chuyén di va viéc boc dd, dac biét 1a khi 16 hang c6 gia
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tri cao. Néu nhuw gia tri moi 16 hang nho, khong can phai danh doi chi phi
van chuyén véi chi phi lvu hang trong kho. Nguoc lai, khi gia tri moi 16
hang cao, c6 thé bu dap chi phi van chuyén cho chi phi lvu kho.

Cac diéu kién tién quyét khac doi vdi viéc ttng dung FGP la kha nang giao
van cua cac nha ban Ié va ho san sang nhw thé nao trong viéc chia sé 1gi ich
cong bang vGi cac nha cung cdp. Thém vao dé, sv thiéu tin twéng c6 thé
gay tré ngai cho viéc quyét dinh st dung FGP. Tuy nhién, nhitng rao can
nay ciing sé thach thirc bat cit phwong thitc bo sung kho hang hgp tac nao
khac.

Loi ich caa FGP:

* Van chuyén hiéu qua — cai thién hiéu qua van chuyén bang cach nam bat
dwgc cac chi phi thye. Vi dy, cac nha cung cap cé ky nang va hiéu qua vé
mat chi phi trong viéc cung cap cac gidi phap van chuyén sé tiép tuc cung
cap dich vu nay cho cac nha ban 1é. Tuy nhién, FGP tao co hoi cho cac nha
cung cap - von khong coi van chuyén la thé manh ctia minh hodc khong
hoat dong hiéu qua trong co hoi nay - chuyén trach nhiém dé cho nha ban
1é hodc nha cung cép dich vu giao van.

* Cai thién lwvong hang c6 san — gia tang hop tac giita nha ban 1é va nha
cung cap co tac dung tich cyc trong toan bd chudi cung &wng. FGP nham tdi
viéc dam bdo luon c6 san hang dé ban cho ngwai tiéu dung.

* Gia thap hon khi dén tay ngudi tiéu dung — giam chi phi van chuyén dan
t¢i mic gia thap hon sé c6 1gi cho ngudi tiéu dung.

 Than thién mo6i trwdng — phwong tién van tai chat nhiéu hang héa hon cé
nghia la it chuyén di hon, cung véi cac hé thong hoach dinh tuyén duwong
dang ngay mot phitc tap hon, sé lam gidm bat khi thai doc hai.

SU DUNG NHU THE NAO
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Cac cong ty c6 kha nang quan tam tdi viéc sit dung FGP can dat cau haéi:
i) liéu c6 kha nang giam tan suat giao nhan hay khong, va

ii) liéu chuyén trach nhiém van chuyén c6 tao ra lgi thé vé chi phi hay cai
thién veé dich vu hay khong,

vi d6 1a nhitng van dé xac dinh cha yéu lgi ich c6 thé dem lai cia FGP. Mot
sO cac diéu kién khac ciing kha quan trong, bao gom:

i) do linh hoat vé van chuyén ctia nha ban 1é (titc 1a d6 linh hoat vé cac giao
dich vd&i cac nha cung cap dich vu giao van, hay sw c6 mat cia mot doi van
chuyén dugc trang bi day du), va

ii) cac dac diém cua san pham (vi du do twoi song, kich thwéc va khoi
lwgng), xac dinh kha nang két hgp van chuyén cac san pham khac nhau trén
cung mot phwong tién van chuyén.

Hon nita, cling phai ké dén thdi gian giao nhan cting nhw mitc dé cong khai
ctia phwong thitc dinh gia ma nha cung cap ap dung.

Vi FGP, cac nha cung cadp khong con chiu trach nhiém vé viéc van chuyén
san pham cta minh nita. Tuy nhién, kha nang boc xép cua nha cung cap
phai tot hon, chang han nhw viéc nhan hang va xép hang tai cac trung tam
phan phdi ctia cac nha cung cap sé thay doi dang ké. Mat khac, cac hoat
dong hanh chinh sé giam do viéc giam cac hoat dong va trach nhiém van
chuyén.

Cac nha ban 1é thwong gap phdi viéc gia tang can thiét vé van chuyén va
kha nang boc xép, va viéc gia tang cac hoat dong hanh chinh. Trén thuc té,
chién lwgc mua hang cta cac nha ban 1é phdi tinh t6i viéc tach biét san
pham véi dich vu van chuyén lién quan. Nhin chung, cadc nha cung cap phai
giam gia.
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KET LUAN

Pong luwc khién mot nha ban 1é st dung FGP la vi thé dam phan mua hang
tang lén va c6 nhiéu lgi ich kinh t€ quy mo. Mat khac, cac nha cung cap
thurong khong hai long v@i s phat trién nay va mién cuwdng tham gia FGP
vi ho cho rang viéc gia tang cong khai (vé gia) lién quan lam yéu di vi thé
dam phan cda ho. Sy thiéu vang mot co ché phan bo cac 1gi thé hiép luc
mot cach cong bang gay trd ngai cho viéc ttng dung FGP vi n6 han ché viéc
tao dung long tin.

C6 thé thay thé cho FGP la m6 hinh quan ly t6n kho b&i nha cung cap VMI
(xem Chuong 48), mo hinh 1ap ké hoach, dy bao va bo sung kho hang hop
tac CPRF (Collaborative Planning, Forecasting and Replenishment) va mo
hinh 18p ké hoach bd sung kho hang lién tuc CRP (Continous
Replenishment Planning). CRP la mot chién lwgc kha don gian trong dé cac
thanh vién ctia chudi cung ng lién tuc (cu thé la nha cung cap va nha ban
1é) trao do6i thong tin vé nhu cau thure té, mitc d6 ton kho va giao nhan thuc.
Cac thanh vién chudi cung tng bo sung kho hang véi su ho trg cua dir liéu
diém ban thay cho viéc b6 sung tirng lan, dwa trén cac mo hinh quan ly ton
kho don gidn va s6 lwgng dat hang theo kinh té truyén thong. Theo cach
tiép can nay, cac thanh vién chuoi cung &ng hgp tac & bwdc phéi hgp trong
do6 thong tin thé chd cho hang ton kho. CRP cho phép giao nhan lién tuc so
lwgng hang it trén co s& st dung thue té (titc 1a tao ra cau kéo). Sy giong
nhau gitta VMI va FGP la ca hai cong thitc déu chuyén da phan cac quyét
dinh va trach nhiém cta chu6i cung tng vé mitc ton kho t6i mot thanh vién
ctia chu6i nham gidm chi phi va tang gia tri khach hang.

THAM KHAO

Assen, M.F. van, Hezewijk, A.P. van va Velde, S.L. van de (2005)
Reconfigurations of Chain and Networks (tam dich: Téai dinh dang Chuoi
va Mang lv6i). Amsterdam: Elsevier Business Publishers.
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30. MO HINH LIEN KET CHIEN
LUQC CUA HENDERSON VA
VENKATRAMAN

- =

TONG QUAN

Mo hinh lién két chién lwgc cia Henderson va Venkatraman so do héa cac
moi quan hé gitta chién lwgc cua céng ty v6i cong nghé thong tin
(Infomation Technology - IT), va giita cac hoat dong vé6i ha tang IT. N6
giip danh gia sy lién két cua chién lwgc IT véi chién lwge kinh doanh. Mo
hinh phan biét hai chiéu:

« D6 phu hgp chién lwgc — mitc do hoa hgp cia ha tang va cac quy trinh noi
bd t6 chitc véi chién lwge bén ngoai.

* Tich hgp chitc nang — mic do lién két cia ké hoach cong nghé lién quan
t6i IT vai ké hoach kinh doanh.

Mo hinh st dung thuat ngit “dd phu hgp chién lwgc” doéi véi mic do phu
hop vé cong nghé gitta bon géc phan tw chién lwgc dwa trén hai chiéu (nhw
trong Hinh 30.1); va lam rd hai van de:

1. Sy ho trg hiéu qua cta IT cho chién lwgc

kinh doanh.
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2. Ha tang IT phu hgp véi cac quy trinh hoat dong la két qua cua cac lwa
chon chién lwoc.

Linh warc Kinh doanh Linbiwwes T
Chién lvge T Chigr o T
kinh doanh
Bén ngodi
3 ! 1' L
B6 phis hop
ciiien lworc T |-
¥ v
Bén rong ) Ha tang va Gac quy
Ha tang va cac quy trint trinh ciia haé thong
cia th.chire = thého tin
Hinh 30:1 M hinh (20 két chign hige

Mo hinh néu bat thuc té chién lwge IT c6 thé khéng bao gio dwge xem xét
hay thay do6i néu khong lién két vdi chién lwge kinh doanh. Pay la diéu
khong thé qua coi trong. Cac chitc nang ctia mo hinh la céng cu dé hoan
thién sy lién két can thiét nay.

Mo hinh can dwogc stt dung nhw mot cdu tric dé so do héa moi quan hé gitta
chién lwgc kinh doanh v&i chién lwgce IT, va gitta cac hoat dong véi ha tang
IT, trong céac treong hgp ma IT vo cung can thiét dé thyc hién chién lwgc
kinh doanh da chon. M6 hinh dwa ra hiéu biét sau sac vé ba phuwong thic:

1. Xac dinh lién két gitta chién lwgc kinh doanh va chién luwgce IT.

2. Nhan dang gia tri (mang tinh chién lwgc) cua chién lwgce IT va hé thong
tw dong héa ma n6 ho trg, va dinh hudng kha thi chién lwge kinh doanh.

3. T6i da hoa tiem nang st dung cua IT trong doanh nghiép.

SU DUNG NHU THE NAO
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Céach nhin cua Henderson va Venkatraman dan dén bon boi canh chién luoc
vuot troi duge lién két theo nhw minh hoa béi cac mii tén khac nhau nhw
trong Hinh 30.1:

Phat trién chién lwgc (miii tén nguwgc chiéu kim déng ho tw trén xudng qua
trai)

Trong quan diém qudn ly chién lwgc truyén théng nay, c6 mot moi quan hé
thit bac gitra chién lwgc ctia cong ty vdi ha tang va cac quy trinh cta hé
thong thong tin. (Ban) giam doc xac dinh chién lwge. Chién lwge nay sau
d6é dwgc chuyén hoéa thanh ha tang IT. Chién lwgc kinh doanh duwgc xem
nhw yéu t6 dan dwong cho ca ha tang t6 chitc (co cau theo sau chién lwgc)
va tinh hop ly cta ha tang IT.

Tiém nang cong nghé (mii tén thuan chiéu kim dong ho tir trén xudng qua
trai)

Chién lwgc kinh doanh la diém khéi dau cho chién lwgc va ha tang IT.
Quan diém cta ban giam d6c vé cong nghé nhw dwgc xac dinh trong chién
lwge kinh doanh sé dinh huwéng cho lwa chon chién Iwge IT. Chién lwge IT
sau d6 dugc chuyén hoa thanh ha tang IT twong (ng. Tiém nang cong nghé
khac v6i boi canh chién lwgc (& trén) vi né doi héi chién lwgce IT dugce thiét
1ap lién két vGi chién lwge kinh doanh. Chién lwge IT cling can ho trg dac
tinh ctia ha tang va cac quy trinh IT (ndi bd). Ha tang khi dwgc thyc hién,
phai phu hgp v6i chién luge IT (bén ngoai).

Tiém nang canh tranh (mdi tén nguwgc chiéu kim dong ho tir trén xuéng qua
phai)

Tiém nang canh tranh trong béi canh khac vgi bdi canh chién lwgce trudc
doé, bdi né gia dinh rang chién lwgc kinh doanh c6 thé thay doi lién két véi
nang lyc IT. Khai thac cac nang lyc IT c6 thé anh hwdng tdi sy phat trién
cta cac san pham va dich vu méi, t6i cac phwong thitc mdi trong viéc tao
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va lam chd cac moi quan hé, va t6i cac yéu t6 mdi cua chién lwgc kinh
doanh. Trong boi canh nay, (ban) giam doc chi ho trg chién lwgc kinh
doanh khi n6 dy tinh nang lwc IT vwot troi nhw thé nao va cac phuwong thitc
quan ly méGi sé anh huwdng tdi chién lwge kinh doanh. Giam doc IT can
chuyén hoa sy phat trién va xu hwéng trong moi treong IT thanh nhitng co
héi va thach thitc cho (ban) giam doc.

Mitc do dich vu (miii tén thuan chiéu kim déng ho ti trén xudng qua phai)

Twr b6i canh mitc do dich vy, chién lwgce kinh doanh la gian tiép va chi xuat
hién vira da. Ha tang t6 chitc dya trén ha tang IT — két qua duy nhat cta
chién lwgc IT. Nguy co ton tai la to6 chitc duge xay dung theo cach nay doi
héi dau tw 16n vao cac quy trinh, mua sam thiét bi va giay phép IT. Vi vay,
ban gidm doc can dong vai tro trong viéc phan bé nguén luc.

KET LUAN

M6 hinh cho rang céa chién luwge kinh doanh va chién lwge IT déu la trach
nhiém ctia cac nha quan ly cap cao. Trén thuc té, cac dy an IT gap truc trac
vi cac nha quan 1y cap cao xem cac dv an nay trong boi canh chién lwgc IT
don thuan. Nhu vay, thwe ra ho da “chuyén” chién lwgc IT vao tay céac
“chuyén gia cong nghé”. M6 hinh nay chi ra dugc sy can thiét cta lién két
nhung n6 khéng cung cap cac giai phap cho xung dot thuwong gap nay.

THAM KHAO

1. Henderson, J.C. va Venkatraman, N. (1991) Understanding strategic
alignment (tam dich: Hiéu biét vé lién két chién Iwgc). Business Quarterly
55 (3): 72.

2. Henderson, J.C. va Venkatraman, N. (1993) Strategic alignment:
leveraging IT for transforming organisations (tam dich: Lién két chién
lwge: don bay IT d6i v6i cac t6 chitc dang chuyén déi). IBM Systems
Journal 32 (1): 4-16.
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31. CAC CHIEU VAN HOA CUA
HOFSTEDE

TONG QUAN

Céac chiéu van héa cta Hofstede cé thé dwgc sit dung nham phat trién mot
chién lwgc hiéu qua dé hop tac véi nhitng nguwdi ¢ nhiéu nwdc khac nhau.
Bang viéc nghién citu cac dir liéu khao sat vé cac gia tri nhan vién cia IBM
tai hon 50 quoc gia, Hofstede da két luan rang c6 nhiéu khac biét 16n trong
cac gia tri vin héa nay. O nhiéu nuwéc, thach thitc va ric réi xung quanh cac
gia tri van héa nay c6 vé giong nhau, nhung cach giai thich va giai phap sau
do lai khac xa nhau & moi nwéc. M6 hinh cua Hofstede gitip twong tac hiéu
qua hon v6i moi nguoi ¢ cac nwdc khac. Cac loai gia tri (khac nhau) dwoc
xac dinh trong nghién cu thé hién bon chiéu cia van hoa:

1. Khoang cach quyén luc;
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2. Chu nghia ca nhan/chu nghia tap thé;
3. Nam gidi/ntt gidi;
4. Tam ly né tranh.

Tuy nhién, trén co s& sy khac nhau giita cac nwéc phuwong Pong va phuong
Tay, chiéu thit nam da dwoc bo sung la:

5. Pinh hvdng dai han.

Nam bat sy khac biét trong van hoa cta cac qudc gia giup hiéu dugc cac
hanh vi dac thu. C6 thé nhan thitc va nhan biét nhitng khac biét nay la buéc
dau tién dé twong tac hiéu qua hon trong cac méi treong da van hoa.

SU DUNG KHI NAO

Hau hét ching ta déu cé co hoi giao dich kinh doanh vé&i nhitng ngudi dén
tlr cac nén van hoa khac nhau moi ngay. Quoc té héa dan dén nhiéu khach
hang, d6i tac, nha cung cdp quoc té hon, va c6 thé dwa dén viéc thué mudn
lao dong tr khap noi trén thé gidi. Xu huéng nay gia tang rui ro trong hiéu
lam va cu xw sai léch vé van héa. Mo hinh cac chiéu van héa cia Hofstede
va pham vi cta cac quoc gia lién quan do6i vdi nhitng chiéu nay c6 thé giup
ngan chan nhitng xung dot va c6 mot khéi dau tot dep vai khach hang va
doi tac tiém nang.
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Hirih 31,1, Chcchiiéu van hia cda Hofstede

SU DUNG NHU THE NAO

M6 hinh cac chiéu van héa cia Hofstede khong phai 1a mot chi dan cho su
twong tac nguwdi véi nguwdi; né chi gitp hiéu rd vé mot hanh vi nhat dinh.

Chi s0 khodng cach quyén Iyc (Power Distance Index - PDI) la pham vi ma
cac thanh vién it quyén lyc hon trong t6 chitc chap nhan va ky vong quyén
lvc dwge phan bé khong ngang bang giita cac ca nhan. Néu so sanh mot
giam doc tiép thi ngwdi Ao va mot giam déc tiép thi ngudi Malaysia lam
viéc ¢ cung cap bac trong mot to6 chic, sé thay ro sy khac biét vé PDI.
Giam doc nguoi Malaysia (c6 PDI cao) c6 it trach nhiém va quyén lyc hon
so v&i gidm ddc ngudi Ao (c6 PDI thap). Trong mot t6 chiic ctia Malaysia,
quyeén lyc dugc tap trung nhiéu vao cap cao hon.

Cha nghia ca nhan (Individualism - IDV) va cha nghia tap thé, mo td moi
quan hé giita ca nhan va tap thé phd bién trong mot quoc gia. Cha nghia ca
nhan gan lién vdi nhitng xa hoi trong do6 sy rang budc giira cac ca nhan hét
sttc 1ong 1éo. Moi nguwdi déu chi mong cham lo cho ban than va gia dinh
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minh. Chua nghia tap thé gan lién v4i nhitng xa hoi trong d6 moi nguoi két
hgp trong nhitng nhém 1gi ich gan b6 chdt ché. Cac nhém 1gi ich nay bao
vé khong ngirng cac thanh vién trong nhém sudt cudc doi ho dé doi lay
1ong trung thanh tuyét déi. So véi cac cong ty chau A, trong cc cong ty
ctia My hién nay, ngudi ta c6 vé quan tam nhiéu tGi 1gi ich ban than hon la
sur toan dién cua ca nhom.

Nam giGi (Masculinity - MAS) do6i lap véi nit gi6i. Nhitng d6i twgng nay
chi nhitng khac biét giita cac gidi tinh. Trong van héa nam tinh, quyét doan
la tinh cach noi troi nhat chit khdng phai muc dich va théa mdn cd nhdan.
Tai Nhat Ban, c6é nhiéu hoai bao, cé sitc canh tranh, tich gép ctia cai va sé
hitu vat chat dugc danh gia cao, trong khi & Thuy Dién, cac moi quan hé va
chat lvgng cudc song lai quan trong hon.

Chi s0 tdm ly né tranh (Uncertainty Avoidance Index - UAI) cho biét cac
tinh huéng khong ro rang lam nhitng nguwdi thudc tirng nén van hdéa cam
thdy nguy co tdi mitc nao. Cac nén van hoéa né tranh rai ro co6 gang giam
thiéu kha nang xdy ra cac tinh huéng nhw vay bang phap luat va quy dinh
nghiém ngat cung vdi cac bién phap an ninh va an toan. Thém vao do, cac
nén van hoéa nay dugc dac trung bdi viéc sit dung nhan vién lau dai. Cac
nén van héa khac c6 UAI thap c6 xu hudng twong déi san sang chdp nhan
rdi ro.

DPinh hwéng dai han (Long-term Orientaton - LTO) doi 1ap véi dinh hwdng
ngan han. Cac gia tri gan lién véi dinh hwéng dai han la tiét kiém va kién
tri; cac gia tri gan lién vGi dinh hwdng ngan han la tén trong truyén thong,
thiee hién nghia vu xa hdi va giit “thé dién”. Cac nudc chau A nhv Trung
Quoc, Viét Nam va Nhat Ban cé chi s6 LTO kha cao, trong khi cac nuwéc
phuong Tay nhw Uc, Piic va Na Uy c¢6 chi s6 khé thap.

Neén:
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 Nhan thitc dugc rang hanh dong va phan tng ctia nhitng ngwoi & cac nwdéc
khac nhau cé thé hoan toan khac véi nhitng gi ban quen thudc.

Khong nén:

* Nhan thitc rdng nhitng khac biét c6 thé khong bao ddm cho bat c& twong
tac hiéu qua nao badi chang c6 hai ca thé nao giong hét nhau.

KET LUAN

Mo hinh céac chiéu van héa ctia Hofstede hitu ich trong viéc gitip nhan thitc
nhitng khac biét cia nhiéu nén van héa hién hitu khi cong ty bat dau vwon
ra quoc té. Tuy nhién, trong vai thap ky gan day, khodng cach da giam dan,
cac nén van hoa da hoa trén va nhitng khac biét khong con ro6 rét. Thém vao
d6, nguoi ta c6 thé dat dau cham héi vé viéc xép loai mot s6 nwdc con tuy
thudc vao tat cd cdc nhém van hoa cia nwdc dé cé hién dién hay khong.
Néu cau tra 10i la khong, sy xép loai trong cac chiéu van hoéa c6 thé khac
biét gitta nhitng nhom dan cw trong chinh quoc gia dé. Cudi cung, chang cé
hai ca thé nao giong hét nhau, va vi vay ngudi ta phai nhan thay rang hiéu
lam van c6 thé xay ra.

THAM KHAO

1. Hofstede, G. (2001) Culture’s Consequences: Comparing values,
behaviours, institutions, and organisations across nations (tam dich: He
qua cua van hoa: So sanh cac gia tri, hanh vi, dinh ché va cac t6 chirc giita
cac quoc gia). Thousand Oaks, CA: Sage Publications.

2. Hofstede, G. (1991) Culture and Organisations: Software of the mind
(tam dich: Van hoa va T6 chitc: Phan mém cta tw duy). London: McGraw-
Hill.
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32. THAP THU MUA VA CUNG
UNG
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= (=

TONG QUAN

Théap thu mua va cung ng la cau tric dugc A.T. Kearney phat trién. N6 c6
thé duwoc st dung dé hoach dinh, danh gia va gidm sat cac hoat dong lanh
dao trong thu mua bang cach lam theo kinh nghiém ctia cac cong ty thanh
cong. Cau tric nay la két qua nghién cttu “Thyc té lanh dao trong hoat
dong thu mua” cta A.T. Kearney nam 1996. 77 cong ty c6 hiéu qua kinh
doanh cao trong nhiéu nganh tai Bic My va chau Au da tham gia. C4u triic
bao gom ba cdp do co ban: cdc quy trinh thiét Idp truc tiép; cdc quy trinh
thu mua cot 16i; va cdc quy trinh ho trg; va tdm chiéu goi la “khoang” bao
gom hon 100 muc chi tiét phan biét cac nha lanh dao véi nhitng ngudi tut
hau:

Céac quy trinh thiét lap truc tiép:
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 Chién lugc thu mua. Tan dung cac co hdi thi trrong cung cdp nhw mot
phan tich hgp trong chién lwgc kinh doanh dan téi tao thanh gia tri thong
qua sang tan, chi phi thap, tao thi trudng va tao doanh thu.

* Lién két trong to chifc. Gan lién cac ky nang va kién thitc thu mua véi cac
quy trinh kinh doanh chinh yéu ctia t6 chiic.

Céc quy trinh thu mua cét 16i:

« Dung ngudn. Ap dung cac k§y thudt tién tién 1am don bdy cho toan bd gia
tri tiém nang trén co s@ tong chi tiéu, tir d6 gitp cho cong ty nam bat dugc
nhitng wu thé cot 16i cia minh.

* Quadn ly quan hé véi nha cung cdp: Quan ly hiéu qua sttc cang gitta kha
nang tao ra gia tri v4i nhitng rai ro cua titng moi quan hé.

* Qudn ly quy trinh van hanh. Ty dong héa cac quy trinh van hanh qua viéc
stt dung cac cong nghé kinh doanh dién tir (e-business) sang tao va quyét
liet.

Cac quy trinh ho trg:

* Qudn ly hiéu quad: Lién két cac con s6 vé hoat dong thu mua véGi két qua
va muc tiéu chién lwgc cua cong ty bang cach lam rd nhitng déng gop cta
hoat dong thu mua véi két qua chung.

* Qudn ly théng tin va tri thirc: Lién tuc nam bat va chia sé tri thitc qua cac
quy trinh, khu vuc, cac don vi kinh doanh va quan hé bén ngoai.

* Qudn ly nguon nhan Ilyc: Tao ra nhitng chuyén gia thu mua théng qua dao
tao, khich 1é va luan phién cac chuyén gia c6 tiém nang mét cach linh hoat
trong toan bo td chic.
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Théap thu mua va cung tng la mot cdu tric phu hop cho viéc phan tich va
diéu chinh bat ct chitc nang thu mua nao cda td6 chitc dé lam né hiéu qua
hon. Cau tric nay gitp nhan dién nhitng co hoi cai tién, v4i cac dit liéu so
chuan lién quan téi chitc nang thu mua, va tit d6 thic day tinh chuyén
nghiép.

SU DUNG NHU THE NAO

Béng cau héi nghién citu “Panh gid sw xuat sac trong hoat dong thu mua”
duge cung cap mién phi trén Internet. Ngwdi tra 10i nhan dugc mot bao cao
phan hoi tuy bién chita dung cac két qua cta ho so vGi cac td chic khac, va
tham chi d6i véi nha lanh dao tam thé gidi. Vi vay, viéc danh gia nay c6 thé
thic day tinh chuyén nghiép bang cach nhan dién nhanh chéng cac thé
manh cung véi co hoi, va biéu do hoa qua trinh hanh dong dé chuan bi cho
twong lai. Cling vi vdy ma nhiéu cong ty stt dung danh gia nay dinh ky dé
giam sat sy tién bo ctia minh.

KET LUAN
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Théap thu mua va cung ng la mot trong nhitng cdu tric dwoc st dung nham
mo ta pham vi ctia chitc nang thu mua, va ciling xac dinh m@c do chuyén
nghiép cta chitc nang nay. Theo cac dir liéu so chuan san c6, cdu tric nay
c6 thé dugc sit dung nhiéu lan, dac biét la trong cac t6 chitc qudc té 1on.

Nghién citu da thiét 1ap nén nén tang cda cau trac nay duge bat dau tr 50
nguoi tra 10i va phat trién thanh mot nghién cttu véi hon 600 ngudi. Vi vay,
cdu truc da trd thanh phuong tién giao tiép gitta nhiéu t6 chitc. Tuy nhién,
nhwgc diém 16n 1a viéc so chuan rat ton thoi gian va han ché s6 lwgng cac
an pham hoac cac thong tin lién quan khac.

THAM KHAO

A.T. Kearney (2000). The new procurement mandate: growing within
tomorrow’s supply webs (tam dich: Yéu cau mdi vé hoat dong thu mua:
tang tredng trong mang lwdi cung cap ctia ngay mai). White paper, c6 thé
tai ve tir: http://www.atkps.com/news/mandate.pdf.

Tai thém ebook: http://www.taisachhay.com
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33. CHU KY SANG TAN

%

TONG QUAN

Chu ky sang tan la mot mo hinh danh cho viéc phan tich mot cach hiéu qua
va quan ly thanh cong lién tuc vong doi caa mot hoat dong sang tan maoi.
Sang tan — & day la tao ra san pham, quy trinh hay dich vu méi — 1a mot qua
trinh thiét yéu nham tao ra mot 1gi thé canh tranh (1au dai). Tuy nhién, cac
quy trinh sang tan thvong phitc tap va khong dé kiém soat. Mo hinh nay da
xac dinh giai doan nao la giai doan quan trong nhat va can dwgc nha quan
ly tap trung quan tdm nhat trong chu ky séng ctia mét hoat dong sang tan.

Viéc tao ra san pham, quy trinh hay dich vu méi la thach thiéc cha yéu doi
v6i nha quan ly. Chu ky sang tan xac dinh ba giai doan chinh can thiét dé
quan ly chu ky sang tan thanh cong: khéi tao, thurc hién va von hoa.

1. Giai doan khéi tao. “Hat giong” ctia sdn pham, quy trinh hay dich vu
md&i duwgc kham pha va sap xép trong giai doan khdi tao. Giai doan nay bao
gom ba budc: ghi nhdn yéu to6 kich thich, khoi tao y twéng va quy trinh khdi
tao chirc nang (Function Creation Process - FCP):

 Ghi nhan yéu t0 kich thich - & buwdc nay, cac yéu to kich thich bén ngoai
khai xwdng qua trinh sang tan dwgc phan biét va lam 1. Vi du vé cac yéu
t0 nay: tang trwdng bi thuyén gidm, thuwong hiéu bi suy yéu, do théa man
cta khach hang suy gidm hay su phat trién ctia cac cong nghé méi (hoac
cua nhitng linh vuec tri thirc khac).
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« Khdi tao y twdng - & bwdc nay, viéc xuat hién cac y twéng la trong tam.
Céc yéu t0 kich thich khéi xwéng cho viéc tao ra y twdng (san pham) mdi.
Khéi tao y twdng cé thé dwgce kich thich & mot moi tredng sang tao trong
do sy da dang va kham pha dirng @ vi tri trung tam cung vGi sy 1o0n x0n va
nang lwgng la nhitng yéu t6 dinh huéng chinh. Vi dy, cac budi van dung tri
nao kich thich cach tw duy vugt gidi han “bén ngoai chiéc hop” cé thé dem
lai (nhiéu) nhitng y twéng méi. Nhitng y twédng mdi tot nhat sé dugc lywa
chon va chuyén sang buéc tiép theo. Trong su6t qua trinh nay, can hwdng
sw tap trung vao nhu cau cta khach hang. Tao ra gia tri (m&i) cho khéach
hang la muc tiéu cudi cung. C6 thé nhan ra gia tri khach hang bang cach
xac dinh phan thwéng, rai ro (cong nghé va thi tredng) va nguon lyc (dau
) .

* Quy trinh khai tao chitc nang (FCP) - & buéc nay, cac y twéng duwgc bién
doi thanh cac chitc nang c6 thé thyc hién. Thém vao do, rai ro dwgc nhan
dién, vi vay c6 thé duoc kiém soat. Cac chirc nang da rd rang la lic chuyén
sang giai doan tiép theo.

2. Giai doan thyc hién. Trong giai doan nay, san pham, quy trinh hay dich
vu mdi dwge phat trién sau hon. Viéc ra mat thi treong dwgc chuan bi va
thue hién. Giai doan nay chia lam hai bwdc: quy trinh khdi tao sdn phdm
(Product Creation Process - PCP) va ra mat thi truong.

* Quy trinh khéi tao san pham (PCP) — trong quy trinh PCP, sdn pham
va/hodc dich vu méi dugc phat trién tir cac dac tinh da dwoc tao ra trong
giai doan FCP. O buéc ndy, san phdm dwgc kiém nghiém, vi du nhv viéc
phat trién mot san pham mau va cho hoat dong thtr.

« Ra mat thi trwdng - ¢ buwdc nay, tat ca cac van dé lién quan t6i viéc ra mat
thi truong dugc kiém soat. N6 cling bao ham cé viéc chuan bi cho giai doan
tiép theo (ORP).
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3. Giai doan von héa. Trong giai doan cudi nay, viéc thwong mai hoa san
pham, quy trinh hay dich vu méi dwgc quéan ly. Giai doan nay gidi quyét
viéc lam thé nao dé tao ra gia tri (tién) cho cong ty tit (nhitng) sang tan mai
thue hién. N6 duwgce chia lam ba buéc trong dé van hda tac nghiép xuat sac
1a yéu t6 then choét: quy trinh nhdn biét ddt hang (Order Realisation Process
- ORP), quy trinh nhdn biét dich vu (Service Realisation Process - SRP) va
str dung.

* Quy trinh nhan biét dat hang (ORP) - & bwdc nay, viéc quan ly lvu lwgng
giao nhan san pham lién tuc va tuan hoan dwogc thuc thi. Quy trinh lién
quan téi viéc quan ly giao van va san xudt san pham mdi. Tich hgp vGi hé
thong giao van va san xudt ctia cac san pham hién c6 la yéu té quyét dinh
trong viéc tao ra sy hiép lwc va lgi thé quy mo.

* Quy trinh nhan biét dich vu (SRP) - & buéc nay, viéc quan ly cung cap céac
dich vu (b6 sung) dugc thyc hién. Cac dich vu méi phdi dugc tich hgp vao
quy trinh dich vu hién co.

* St dung — buwdc cudi cung cua chu ky sang tan lién quan tdi viéc quan 1y
nguon thu tir san pham m@&i. N6 bao gom viéc duy tri lién tuc 1gi nhuan
bién ctia sdn pham. Gidm chi phi sdn xuat va diéu chinh nho vé san pham la
cac cach duy tri lgi nhuan bién. Giai doan nay két thdc khi vong doi cua
san pham két thic.
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Hinh 33.1 Chu ky sang tan
SU DUNG KHI NAO

Chu ky sang tan cé thé dugc st dung dé quan ly cac vong doi cia nhiéu
loai hinh sang tan khac nhau ma khong bo qua nhitng khia canh phu hgp
cia qua trinh sang tan. Vi qua trinh sang tan dwoc chia thanh nhiéu giai
doan lién tiép, nha quan ly c6 thé dé dang hudng sy chd y vao ding doi
twgng trong sudt vong doi cia hoat dong sang tan.

SU DUNG NHU THE NAO

Ba giai doan cia chu ky sang tan — khéi tao, thuc hién va von héa — can
dwgc quan ly khac nhau. Trong giai doan khéi tao, viéc tim kiém y twéng
méi déng vai tro chi dao. O giai doan ndy, quan 1y huéng vé quan 1y sang
tao nhwng khong giong nhw cach quan ly chuwong trinh hay quan ly dw an vi
cac quy trinh tim kiém khong dugc dinh hwéng bdi mot muc tiéu rd rang.
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(Cac muc tiéu ro rang la diéu kién tién quyét trong quan ly chwong trinh va
dy an). Di nhién la giai doan nay c6 thé dwgc quan ly bang cach thuc hién
cac nghién cttu song song dé tim ra cac giai phap khac nhau. Qua trinh lap
di lap lai nay két thic khi c6 mot mirc do chac chan nhat dinh tim ra dwoc
giai phap hop ly nhat.

Giai doan thyc hién c6é thé quan ly chdt ché hon. Muc tiéu cta giai doan
nay ro rang ngay tir dau va bao gom nhitng chirc nang khac nhau cua san
pham, quy trinh hay dich vu. Cac nguon luc can thiét (cha yéu la thoi gian
va tién bac), vi thé ma phan nao cé thé dinh trwéc va kiém soat dugc. Giai
doan nay cé thé quan ly tot bang quan ly dy an.

O giai doan von héa, san pham, quy trinh hay dich vu méi dugc tich hop
vao cac hoat dong dang dién ra va phu hgp véi cac chwong trinh phat trién
van héa tac nghiép xuat sac.

KET LUAN

Chu ky sang tan la mot cong cu phan tich cho viéc quan ly qua trinh sang
tan, cung cap mot cau trac giip giam sat tinh phitc tap von cé cia no. Vai
thap ky tré lai day, da c6é nhiéu cong cu phan tich khach nhau dwgc phat
trién cho viéc quan ly sdn pham md@i. Céng cu dugce biét dén nhiéu nhat c6
1& 1a mo hinh phat trién sdn pham méi Stage Gate (Cooper, 1986). M6 hinh
Stage Gate va chu ky sang tan la hai mo hinh c6 thé twong xitng vi déu
cung cap cach tiép can trong viéc quan ly cac giai doan khac nhau ctia qua
trinh sang tan. Tuy nhién, chu ky sang tan khac v&i mo hinh Stage Gate @
hai diém. Thit nhat, chu ky sang tan hwéng nhiéu sy chi y hon vao giai
doan von hoa. Nhv vay, nha quan ly khong chi tap trung vao viéc tao ra san
pham mdi ma con vao viéc tao ra san pham mai nao c¢6 1gi ich thwong mai
va c6 thé tich hgp dugc vao ha tang hoat dong hién c6. Thit hai, chu ky
sang tan khac biét bai dang thitc ctiia nd. Chu ky thé hién mot qua trinh lién
tuc, nhan manh rang sang tan khong thé két thic vao cubi vong doi san
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pham. Sy két thic cia mot san pham c6 thé kich thich manh mé cho cac y
twong san pham mai.

THAM KHAO

Cooper, R.C. (1986) Winning at new products (tam dich: Thang lgi v&i san
pham mdi). Reading, MA: Addison-Wesley.
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34. 4P TRONG TIEP THI CUA
KOTLER

O

TONG QUAN

Thwong duoc biét dén vai cai tén “4P”, tiép thi hon hgp mo ta vi thé chién
lwge cuia mot sdn pham trén thi trweong. Tién dé cia mo hinh la viéc cac
quyét dinh ti€p thi thuwdng roi vao bon pham tru c6 thé kiém soat dugc:

* Product | Sdn pham (dac diém);

* Price | Gia ca;

* Place | bia diém (phan phoi);

* Promotion | Khuyén mai .
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Khi dwgc nhém thanh bon muc, cac quyét dinh tiép thi cé thé duwoc diéu
chinh va Iwa chon can than, c6 tinh dén cac tac dong cé chu y. Cong thitc
nay dugc Kotler va Dubois pho bién nam 1994 va sau dé6 la Kotler va
Keller nam 2000.

SU DUNG KHI NAO

Th lye
cong nghd

Hinh 34.1 Hon hop tiép thi; 4P cba Kotler

Tiép thi hon hgp la mot bo cong cu chién thudt ma mot td6 chirc cé thé s
dung nht mot phan tich hop trong chién lwgc tiép thi dé tao thanh chién
lwge kinh doanh. Vi mot t6 chiic cé thé diéu chinh cac muc “4P” thudong
xuyén nén no co thé theo kip sy thay doéi vé nhu cau ctia khach hang trong
mot phan doan thi treong dac thu va cta nhitng thanh phan lién quan khac
trong tong thé thi truong.

SU DUNG NHU THE NAO
Co ba buéce co ban:
1. Buéc 1: Nghién citu. Bé phat trién tiép thi hon hgp phu hgp chinh xac

v6i nhu cau khach hang trong thi trudng muc tiéu, mot td chire truede hét
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phai thu thap thong tin.

Quyet dinh
san pham

Thirong higu

Tago dang
chirs nang

Chat lugng

Quyét dinh
gia ca

Chign lrgre
fis 28

ihot vang va
tham nhap)

Quyet dinh

phan phoi

(dia diem)

Keénh phan phod

Eg phua thi
trergrng (phan
phidi from goi

Quyet dinh
khuyén mai

Chién lroc
khuyen mai
iday hods kéo)

CHidng cao

lra chom va

(34 ban é i !
de quyen)

& nuat

Ban hang
canhanva

B an toan

Bong goi

CHidt khdu thea Thanh viEn kénh e lurgng
Sira chiva va s luemg va g phén pho bar hang
hd trey bém budn dde tha Khuyen mai
Bao hanh Chidt khdu thea Cuan iy ton kho giam gid
Fhig kign va thanh to&n tién L kha Chran hé cdng
dich vy miat va thanh Trung tam ching va
toan sem phan pr':él guang cao
ENnh gid i Iy dat hang Tiep 1

theo mda : o b ki
Wan chuyen fgan sach

Eéng bd I truyen thng
I o Glan van ngirsc
Linh hoat ve gia

Khac bigt ve gia

2. Buwdc 2: Phan tich cac bién s6 va xac dinh hon hgp t6i wu nhat. Tiép thi
toi wu phdi dugc xac dinh, cho phép t6 chitc can bang gitta viéc théa man
khach hang véi viéc t6i da hoa kha nang sinh 10i ctia minh. Diéu nay c6
nghia la viéc ra cac quyét dinh lién quan t6i cac van dé trong moi muc dugc
minh hoa trong bang trén.

* Product | Sdn pham — Ban c6 dang thyc sy san xudt nhitng gi khach hang
can? Cac quyét dinh va hoat dong kha thi lién quan t6i san pham bao gém:
phat trién sdn phdm mdi; sita doi san pham hién c6; va loai bd san pham
khong con hdp dan hoac khéng con sinh lgi. Cling c6 thé xem xét nhiéu
hoat déng khac lién quan tGi san pham nhwv phat trién thwong hiéu, dong
g0i, bdo hanh va gidi quyét khiéu nai.

* Place | Dia diém (phan ph6i) — Liéu san pham c6 san cua ban c6 ding so6
lwgng, ding noi va dang lic hay khong? Ban c6 thé dat dugc diéu nay
trong khi van giir dugc chi phi ton kho, van chuyén va lvu kho & mitc thap
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nhat c6 thé? Phan tich va so sanh cac kha nang phan phoi khac nhau va sau
dé lya chon phwong an hgp ly nhat. Mot lan nita, lai cé nhiéu hoat dong
lién quan t&i muc nay nhu: lya chon va thic day trung gian; kiém soat ton
kho va quan ly van chuyén; va sap xép viéc lru kho hiéu qua nhat.

* Promotion | Khuyén mai — Ban lam thé nao dé truyén tdi théng tin vé
doanh nghiép va san pham ctia minh t&i cac nhém khach hang? Co6 thé can
t¢i nhiéu loai hoat dong khuyén mai khac nhau, tuy thudc vao cach doanh
nghiép muon ra mat sdn pham mdi, dé tang nhan biét vé cac chitrc nang dac
biét ctia mot sdn pham da c6 hay la dé gianh dwgc sw quan tam vao mot san
pham da xuat hién dwéi cing mot dang thire tir 1au. Vi vay, cac quyét dinh
phdi dwoc thyc hién nham dat dwgc phwong thitc truyén tai thong diép
mong muon tdi nhém muc tiéu hiéu qua nhat.

* Price | Gid ca - Khach hang cua ban san sang trd bao nhiéu tién? Gia tri
thu dwoc trong mot cudc trao doi rat quan trong doi véi khach hang, nhat la
gia ca thuong duwoc st dung nhw mot cong cu canh tranh, khong chi trong
cac cudc chién gia ca ma trong ca viéc cing c6 hinh anh. Vi vay, cac quyét
dinh vé gia thuwong rat nhay cam.

3. Budc 3: Kiém tra. Giam sat va kiém sodat lién tuc rat quan trong trong
viéc dam bao hiéu qua cta hon hgp tiép thi da chon cling nhw dam béo viéc
thue hién dién ra that tot.

KET LUAN

Mot trong cac van dé caa “4P” la mo hinh nay cé xu hwéng tang vé s6
lwgng chit “P”, hinh thanh cau hoéi “Tiép thi dirng lai & dau?” So véi cac lya
chon khac, nhan t6 “people | con ngwoi” chac chan la chit “P” thit nam
dwgc chap nhan rong rai nhat. Sau hét, con ngudi van dung hon hop tiép thi
vOi tw cach nha tiép thi; ho lam cho san pham/dich vu san c6 trén thi tredng
vOi tw cach nhitng nguwdi trung gian; ho tao ra nhu cau cho tiép thi vGi tu
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cach nguoi tieu dung/ngwdi mua hang; ho déng vai tro quan trong tai cap
do dich vy, tuyén dung, dao tao, duy tri va nhiéu hoat dong khac.

Co thé dé dang cho rang cac bién s6 caa hon hgp tiép thi co thé kiém soat
dwgc nhung xin ghi nhé rang cé nhitng gidi han: gia ca thay doi c6 thé bi
gidi han bai cac diéu kién kinh té hodc quy dinh cua chinh pha; thay doi vé
thiét ké va khuyén mai thuwong ton kém va khong thé co6 tac dung ngay;
tuyén dung va dao tao nhan sy cling t6n kém. Ciing dirng quén dé mat tGi
nhitng gi dang xay ra & thé gigi bén ngoai vi nhiéu s kién c6 tac dong 16n
hon ban twéng rat nhiéu.

Sau cung, tiép thi thanh cong la két qua cua cdm gidc va hanh dong theo
trirc giac. Mac du hon hgp tiép thi 1a mot cong cu hitu dung khi can phan
tich va diéu hanh, nhung can xem xét trén tap hop cac quyét dinh tiép thi.

THAM KHAO

1. Kotler, P. va Dubois, B. (1994) Marketing Management: Analysis,
Planning, Implementation and Control (tam dich: Quan ly tiép thi: phan
tich, hoach dinh, thwc hién va kiém soat). Upper Saddle River, NJ:
Prentice-Hall.

2. Kotler, P. va Keller, K.L. (2000) A Framework for Marketing
Management (tam dich: Cau tric cho Quan ly Tiép thi). 3rd edition. Upper
Saddle River, NJ: Prentice-Hall.
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35. TAM BUOC THAY DOI CUA
KOTTER

0
I\

TONG QUAN

Tam budc thay doi cia Kotter 1a mot cach ti€p can cé hé thong dé dat dugc
thay doi thanh cong va bén vitng thong qua viéc chia qua trinh thay doéi
thanh tdm budc. Mo hinh nay dwa trén nghién cttu hon 100 cong ty da trai
qua qua trinh thay doi. Kotter (1990, 1995) nhan ra rang nhitng sai lam
thwong gdp trong qua trinh thay doi la: cho phép tw bang long qua nhiéu;
khong tao dwoc lién minh bén vitng; danh gia thap sy can thiét ctia mot s
ménh rd rang; khong truyén tdi ré rang si ménh; chadp nhan rao can; khong
tao dwgc nhitng thang lgi ngan han; tuyén bd thanh céng qua sém; va
khong gan lién thay do6i v&i van hoa cong ty. Kotter cho rang nhitng sai sot
nay co thé tranh dwgc néu hiéu ro vi sao t6 chirc thay doi va cac budc can
c6 dé tao ra thay doi do.
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SU DUNG KHI NAO

Trong thé gidi kinh doanh nang dong ngay nay, kha nang dan dat thay doi
da tré thanh mot doi héi cap thiét trong viéc sang tao va duy tri thanh cong
trong moi t0 chitc. Kotter da phan biét ro giita dan dat va quan ly thay doi.
Ong cho ring quan 1y bao gom mét tdp hop cac quy trinh giit cho mot hé
thong phitc hgp con ngudi va cong nghé hoat dong tron tru. Mat khac, lanh
dao dinh hinh twong lai, hwéng moi nguwdi vé sit ménh dé va truyén cam
hitng dé moi ngudi theo dudi nd. Cach tiép can theo tdm bwdc thay doi
cung cap mot cong cu c6 hé thong nham dan dat quy trinh néi trén, cho
phép con ngudi tao ra nhitng thay doi 1au dai bén trong t6 chirc va tranh
duwgc nhitng sai 1am tai hai (c6 thé xdy ra).

VP

Hink 35.1 Tam budc thay dicda Xotter

SU DUNG NHU THE NAO
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Kotter nhan manh tam quan trong cda viéc trdi qua ca tam bwdc nhw mo ta
chi tiét trén day. Tuy nhién, néu mot t6 chitc dang thyc hién nhiéu dy an
thay doi cung lic, ho sé thady ban than trong khong chi mot buwéc cia mo
hinh vao bat ctt thoi diém nao. Cac budc bao gom:

1. Tao nén tinh cdp bach. Khi phai déi phé véi s tv man, can loai bo
nhitng dau hiéu an toan gid tao. Nha quan ly can dam bédo rang nhirng
nguoi thich hgp nhay cam truedce tinh trang khan cap do khing hoang (tiém
tang) va ho dong y rang thwc hién cong viéc nhw thuwong 1€ khong con la
lwa chon hop ly nita.

2. Thanh 1ap nhém dan dwong. Mot lién minh dan dwdng manh can thiét
cho viéc tao ra thay doi trong t6 chitc. Cac thanh vién trong nhoém nay can
nhan ra gia tri cta thay doi dugc dinh trwde, va phdi chia sé long tin va cam
két. Hon thé, ho phai cé tin nhiém, ky nang, quan hé, danh tiéng va quyén
han chinh thitc dé dan dat thay doi.

3. Phat trién tam nhin va chién lwgc. Tam nhin la mot cau thanh trong tam
trong viéc dan dat thay doi. N6 la cau ndi gitra tinh trang hién tai va twong
lai, tao ra nhan thitc vé dinh hwéng va cac no luc diéu chinh dong huwéng.
Nhitng tam nhin tot nhat 1a c6 thé cdm nhan, ré rang, don gian, gdy phan
chéan va phu hgp tinh huéng.

4. Truyén dat tam nhin thay d6i. Truyén dat tam nhin t6&i bat cit ai c6 lién
quan rat quan trong néu moi ngwoi déu phai nam bat va cam két theo duoi
su thay doi. Truyén dat tam nhin khong phu hgp, va thong diép khong nhat
quan la hai cam bay chinh ngan can thay déi thanh cong.

5. Trao quyén cho nhan vién. Lién minh dan dudng can loai bé moi rao can
c6 thé gan chat trong cac quy trinh va co cau cda t6 chitc hodc ton tai trong
nhan thitc ctia nhan vién. Piéu nay cho phép moi nguwdi déu tham gia vao
no luce thay doi.
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6. Tao ra nhitng thang 1gi ngan han. Thay doi c6 thé can thoi gian va cong
sttc dang ké. Vi vay, moi nguwdi can dugc dong vién va hau thuan bang cach
tao ra nhitng thang lgi trong ngan han. Nhitng thang lgi nay can ro rang,
dwgc nhiéu ngwoi biét tGi va lién quan mat thiét t&i cac noé lwc thay doi.

7. Cling c0 1gi nhuan va tao ra nhiéu thay d6i hon. Xay dwng dong lyc bang
cach cung c6 cac thanh tuu, st dung ching nhw nhitng vién gach lat duwong
tGi thang 1gi to 16n hon, va cho phép moi ngwoi tao thém cac hoat dong mai
lién quan tdi st ménh dang dan dat thay doi.

8. Gan lién cach tiép can mdi vGi van hda cong ty. Sau khi tao ra thay doéi
hiéu qud, nhitng ngwdi lanh dao phai lam cho thay déi tré thanh cé dinh va
ngan khong dé moi viéc lai trd lai nhw cli. Kotter cho rang chia khoéa thuc
sy dé bao toan thay doi nam trong ty than viéc thay déi van hoéa cong ty,
thong qua sw nhat quan trong hanh déng thanh cong qua mét giai doan chin
muoi.

KET LUAN

Kotter khong tranh né sy phitc tap cua thay doi trong td6 chirc bang cach
dwa ra cach tiép can don gian. Ong nhan ra ring c6 nhiéu cach méic sai Iam
trong khi c6 gang thay do6i. Trén thuc té, ngay ca nhitng no luwc thay doi
thanh cong cling 16n x6n va day bat ngd. Tuy nhién, bat ct ai cd gang thay
do6i trong mot thiét 1ap c6 té chitc can xem xét k§ lwdng moé hinh ctia Kotter
nham tranh mac phai nhitng “sai lam thwong gap” va cé thé dwong dau vai
nhitng thach thitc dac thu doi véi nhitng thay doi cu thé dang thiye hién.

THAM KHAO

1. Kotter, J.P. (1990) Force for Change: How Leadership Differs from
Management (tam dich: Sttc manh dé thay doi: Lanh dao khéac biét véi
quan ly nhu thé nao). New York: Free Press.
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2. Kotter, J.P (1996) Leading Change (Dan dat sy thay do6i — Cong ty Sach
Alpha xuat ban nam 2010). Cambridge, MA: Havard Business School
Press.

3. Kotter, J.P (2002) The Heart of Change: Real-life stories of how people
change their organisations (Linh hon sy thay d6i — Cong ty Sach Alpha
xuat ban nam 2010). Cambridge, MA: Havard Business School Press.
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36. MO HINH THU MUA CUA
KRALJIC

- N\
= (=

TONG QUAN

Mo hinh thu mua cta Kraljic (1983) dwoc st dung dé xac dinh mot chién
lvgc mua hang thich hgp cho méi san pham (hay dich vu) nham t6i wu sy
trao doi gitta chi phi va rai ro. Tir m6 hinh nay c6 thé cé nhiéu chi dan thich
hop cho viéc quéan ly cac méi quan hé véi nhitng nha cung cap khac nhau,
bang cach phéan loai cac hang muc cung cdp trong mdt ma tran hai-hai.
Kraljic phat trién mo hinh nay nhv mét céng cu néi b6 cho BASF. Tuy
nhién, m6 hinh tré nén noi tiéng sau khi xuat hién trén Havard Business
Review ndm 1983. Y twdng cha dao ctia md hinh 1a “gidam thiéu nhwgc
diém trong cung cap va toi da nang lyc mua tiém nang”.

Mo hinh phan loai cac san pham trén co s@ hai chiéu: tac dong tai chinh va
rdi ro nguon cung, thé hién trong bén géc phan tw, moi goéc doi hoi mot
chién lrgc mua hang khac nhau:
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« Hang muc chién lwgc — c6 rdi ro nguon cung va tac dong tai chinh cao.
No6i chung, cac hang muc nay hiém, c6 gia tri vat chat cao nhu kim loai
hiém hay hgp chét cé gia tri cao. Tuy thudc vao vi thé nang luc twong doi
ctia cac bén lién quan, chién lwgc mua hang déi véi cac hang muc chién
lwge nham tdi sy hgp tac hay phéi hop.

« Hang muc don bay — la cadc hang muc c6 rii ro nguon cung thap nhung
tdc dong tai chinh cao. Du nguon cung cap doi dao nhwng nhitng hang muc
nay rat quan trong doi vai t6 chitc. Bong co dién va dau la nhitng vi du vé
hang muc don bay. Cac hang muc nay doi héi chién lwgc mua hang dva
trén dau gia hoac dau thau.

« Hang muc tré ngai — c6 it tdc dong tGi 1gi nhuan nhwng lai c6 rdi ro nguon
cung cao. Pa phan rai ro nguén cung nay la do sy khan hiém vé san xuat va
chu yéu la cac nha cung cdp mdi v6i cong nghé mdi. Vi du vé cac hang
muc tré ngai la linh kién dién t& va dich vu ben ngoai. Chinh sach mua
hang doi véi cac hang muc nay la nham bao dam duy tri nguén cung. Hon
nita, phai phat trién thém cac san pham va nha cung cdp thay thé nham
giam sy phu thudc vao nha cung cap.

« Hang muc khong quan trong — c6 rdi ro nguon cung va tac dong tai chinh
thap. Nguon cung dv thira va hang muc chi don gian la can dam bao ding
hiéu qua chitc nang. Vi du vé hang muc nay la cac loai hang h6a nhw thép
thanh, than da hay van phong pham. Do viéc giao nhan cac hang muc nay
thwong ton kém hon chinh gia tri cia cac san pham, nén chiing doi hoi mot
chién lwvgc mua hang nham téi viéc gidm thiéu phitc tap trong hanh chinh
va giao van.
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& Vhed quan treng ngai
Thap Cao

Rui ro nguon cung

Hinh 36.1Ban gdc phan tu cda mo hinh thu mua Kraljic

SU DUNG KHI NAO

Mo hinh Kraljic dwgc st dung dé xac dinh cac chién lwgec mua hang khac
nhau cho moi san pham (hay dich vu) cho phép doanh nghiép phat trién cac
chién lwgc khac nhau d6i véi moi nha cung cap, dé quan tam t6i moi nha
cung cap mot cach phu hgp. M6 hinh nay la mot cong cu hiéu qua ho trg
cho viéc thdo luan, nhan biét va minh hoa cac kha nang chién lwgc mua
hang va nguon cung khac biét. M6 hinh cho phép mét t6 chitc thuc hién
chitc nang mua hang véi hiéu qua va hiéu nang cao hon theo cach tiép can
c6 co cdu va cé tinh hé théng.

SU DUNG NHU THE NAO

Pé dién vao ma tran hai-hai sau d6 xac dinh chién lwgc thich hgp, tat ca cac
san pham (va dich vu) trwéc hét phai duwge phan doan. Mot nguyén tac hitu
hiéu trong viéc nhém cac san pham la danh gia liéu c6é thé mua cac san
pham tai mot hay nhiéu nha cung cdp mot cach hop ly hay khong.

Thtt hai, tdc dong tai chinh va rdi ro nguén cung dwgc xac dinh cho tirng
phan doan san pham:
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« Tac dong tai chinh — lién quan t6i viéc m6t hang muc cung cap tac dong
1én lgi nhuan, dugc do lwong bang cac tiéu chi nhw: lwgng mua, ty trong
trén tong chi phi mua hang va tang trwedng kinh doanh. S6 lwgng mua hodc
tong tién lién quan cang 16n, tac dong tai chinh cang cao.

* Rui ro nguén cung — lién quan t&i do phitc tap ctia nguén cung, duwgc danh
gia theo cac tiéu chi nhu: do san c6, so6 lwgng nha cung cap, nhu cau canh
tranh, co hoi ty thyc hién hay mua ngoai, rui ro lwu kho, va cac kha nang
thay thé. Nguon cung cho mot san pham chi tir mot nha cung cdp ma khong
c6 nguon thay thé thuwong la dau hiéu cta rai ro nguén cung cao.

Cudi cung, can xac dinh ranh gidi gitta bon géc phan tw béi nhitng gi phan
biét chinh xac mic d6 cao hay thap do6i vdi ca rai ro nguén cung va tac
dong tai chinh déu it nhiéu thay doi. Biéu nay dan tGi viéc so do hoa cac
phan doan trong ma tran va ggi y vé chién lwgc mua hang nén thiwe hién.

Tuy nhién can chu y rang chién lwgc mua hang phu hgp khéng chi don
thuan duwgc xac dinh hgp ly béi viéc phan loai san pham ma con béi cac lya
chon chién lwge cda té6 chitc. Nhitng khia canh cdm xtc va twong quan
cling quan trong trong viéc lya chon va duy tri cac nha cung cap.

KET LUAN

Mo hinh Kraljic cung cdp cach tiép can quan ly danh muc toan dién dau
tién d6i vai hoat dong quan ly thu mua va nguon cung. Nhitng y twéng va
cong thitc chu dao cia Kraljic da tré thanh cach tiép can vuot trdi trong
linh viec. Ma tran Kraljic da tré thanh tiéu chuan déi v6i cac mo hinh danh
muc mua hang. Thuat ngi¥ ctia n6 néi chung da dugc chap nhan va da tré
thanh tiéu chuan cho ca cac nha khoa hoc va giéi kinh doanh.

THAM KHAO

1. Kraljic, P. (1983) Purchasing must become supply management (tam
dich: Thu mua phai tré thanh quén ly nguén cung). Havard Business
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Review 61 (5) September / October: 109-17.

2. Weele, A.J. van (2002) Purchasing and Supply Chain Management:
Analysis, planning and practice (tam dich: Quan ly thu mua va chu6i cung
tng: Phan tich, 1ap ké hoach va thyc hién). London: Thomson Learning.
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37. TU DUY TINH GON/ SAN XUAT
TUC THOI

- N\
= (=

TONG QUAN

Tw duy tinh gon con duwgce biét dén nhw san xuat tinh gon hay triét ly
Toyota. Tuw duy tinh gon tap trung vao viéc loai bo muda (lang phi va
khong hiéu qud) dwoc dinh nghia 1a bat c thit gi khong can thiét cho san
xudt mot san pham hay dich vu. Trong tw duy tinh gon, ton kho dwgc xem
nhw can nguyén ctia moi rac réi. Ton kho 16n che phu tat ca nhitng van dé
thue su chia t0 chirc va can trd to chirc linh hoat va hiéu qua hon. Néu ton
kho gidm di trén co s@ c6 cau tric, nhitng truc trac thyc s sé ro rang va twe
dé6 ching c6 thé dugc giai quyét hop ly.

Tuw duy tinh gon va ddc biét l1a chién lwgc hoat dong tirc thoi (Just-in-time -
JIT) la mot triét 1y quan ly cta ngwoi Nhat do Taiichi Ohno phat trién cho
cac nha may ché tao ctia Toyota. Tw duy tinh gon doi hoi cac cong ty lién
tuc nhan dién va loai bé nhitng nguon lang phi theo bay s6 khong:
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Hinh 37.1Tus duy tinh gan
1. Khong khiém khuyét;
2. Khong nhiéu khoi lwgng 16 (qua mic);
3. Khong thiét 1ap;
4. Khong hong hoc;
5. Khong van chuyén (qua miic);
6. Khong thoi gian chét;
7. Khong dao dong.

Theo bay so khong, tw duy tinh gon chu trieong san xuat theo luéng chua
trong vao giao hang tic thoi.

SU DUNG KHI NAO

Mac du tw duy tinh gon cho thdy né rat hiéu qua trong cac hoat dong lap di
1dp lai véi khoi lwgng 16n, né c6 thé duge ap dung trong bat ky td chitc nao

https://thuviensach.vn



mién la nha quan ly chap nhan nhitng gia thiét dang sau tw duy tinh gon:
« Moi ngudi coi trong tac dong rd rang ctia nguon.
« Lang phi la han ché 16n nhat do6i v6i kha nang sinh 1gi.

« Nhiéu cai tién nho dién ra lién tuc c6 1gi hon bat ky nghién cttu phan tich
nao.

» Tac dong ctua qua trinh twong tac sé dugc gidi quyét qua viéc sang loc
chuoi gia tri.

SU DUNG NHU THE NAO
C6 nam buédc chinh yéu trong tu duy tinh gon:

1. Nhan dién cac yéu t6 dinh hwéng tao ra gia tri - (nhan dién gia tri va
kham phé nhu cau khach hang). Viéc danh gia cac yéu té dinh huéng gia tri
phéi dugc thuc hién tir goc do khach hang bén trong va bén ngoai. Gia tri
dwgc thé hién & ché mot san pham hay dich vu théa man nhu cau ctia khach
hang nhu thé nao véi mot mitc gia nhat dinh va tai mot thoi diém nhat dinh.

2. Nhéan dién chuoi gia tri - (chuoi hanh dong gia tang gia tri cho san pham
hay dich vu). Cac hoat dong dong gop cho gia tri duwgc nhan dién véi sy ho
trg’ ctia so do chuoi gia tri, trong doé tat ca cac hoat dong dwgc danh gia tuy
theo viéc liéu ching cé gia tang gia tri cho san pham hay dich vu khong.
Cudi cung, cac hoat dong khong gia tang gia tri bi loai bo khi c6 thé.

3. Tao lap luong hoat dong — (ddm bdo san xuat dang luong: tao lap cac
luong san pham va dich vu qua cac quy trinh). Nhitng no lwc cai tién bo
sung dugc hwdng tGi viéc tao ra cac hoat dong trong luong chubi gia tri.
Luong la sy chuyén dong khong ngirng ctia mot san pham hay dich vu
thong qua hé thong t6i khach hang. Nhitng han ché chinh cua luéng la lam
viéc theo th tw, xt¢ ly theo 16 va van chuyén. Nhitng vung dém nay lam
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cham tién trinh ti* khau khdi xwdéng san pham hay dich vu t6i khau giao
nhan. Vung dém ciing lam ket dong tién cé thé dugc dung hiéu qua hon cho
viéc khac trong t6 chitc va che phu tac dong cua cac 16i hé thong clung cac
loai lang phi khac.

4. Bé cho khach hang kéo san pham hay dich vu thong qua quy trinh —
(kiém soat san xudt kéo). Pong bo hoa san xuat v4i nhu cau thyc sy cua
khach hang. San pham phai dugc kéo khéi hé théng dua trén nhu cau thuc
si cua khach hang. Chuoi gia tri phai c6 kha nang phan hoi khi cung cap
san pham va dich vu khi khach hang can — chit khéng phai trwdc hay la sau
do.

5. T6i wu hé thong lién tuc — tim kiém sw hoan hdo bang cach lién tuc cai
tién cac quy trinh vai sy gitp do tir cac sw kién Kaizen (xem Chuong 54),
viéc loai bo lang phi va hoat dong quan ly hitu hiéu.

KET LUAN

Thyce hién tinh gon c6 vé rat dé dang! Tuy nhién, dé thyc hién tinh gon
thanh cong phai xem xét t6i nhiéu van dé va yéu t6 khac nhau (theo thi tw
dwéi day):

 Chung ta thuc sw can két qua thé nao tw JIT? C6 dang thuc hién khi xét vé
chi phi va tr@ ngai trong thuwc hién? Thuyc hién viéc ra soat nhanh vé chi phi
va lgi ich, bao gom ca mot du an kha thi.

Sy lién tuc cua viéc thyc hién JIT vo cung quan trong. Gidm ton kho
trirde khi tao ra sy linh hoat trong san xuat cé thé dan tgi viéc giao nhan roi
loan. Nhin chung, viéc thyc hién thanh cong nhat khi né bat dau ¢ cudi quy
trinh san xudt va dan chuyén ngugc 1én dau quy trinh. Tuy nhién, thit ty
thue hién t6t nhat phu thudc tirng tinh huéng cu thé. Can xem xét viéc tang
ton kho tam thoi nham dam bdo hiéu qua giao nhan trong qua trinh thuc
hién.
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« Tuyét doi khong bat dau bang viéc budc nha cung cap ap dung JIT cho
dén khi viéc thuc hién da tron tru hodc da hoan thanh.

* Liéu thiét ké san pham cé phu hgp vdi san xuat hay giao nhan JIT? Liéu
c6 can tGi cac thay doi?

« Tiép theo, tai thiét ké quy trinh sdn xudt cho phép JIT cé thé thyc hién.
Thuwong thi nhitng cdi tién va nang sudt dang ké cé thé dugc tao ra trong
giai doan nay.

« Diéu chinh hé thong tin nham théa man yéu cau cia quy trinh so cap.

« Tim céch cdi thién vdi nha cung cap va khach hang. Biéu nay sé dem lai
két qua cudbi cung, nhitng két qua dang ké cua JIT.

» Muc tiéu co ban cua tw duy tinh gon la gidm thiéu lang phi (dac biét la ton
kho qua mitc). Hon thé, khong thé loai bo cac loai ton kho cung mot lic vi
tat ca cac hé thong cung cap doi héi ton kho khi dang san xuat dé thu dugc
dau ra. Do bién thién trong hé thong cang 16n (vi du cac kiéu dat hang khac
nhau, cac loai cong nghé khac nhau) cang can nhiéu viung dém dé ngan
cach sy bién thién. Vi vay, dé mot hé thong san xuat tinh gon thanh cong,
diéu quan trong khong chi la c6 mot hé thong san xuat kiém soat kéo, kich
thwdc cac 16 nho va giam thoi gian thiét 1ap, ma con can cé nhu cau 6n dinh
va tin cdy cung vOi hoat dong twong tng. Trong nhitng moi treong kinh
doanh nang dong, cac cach tiép can khac nhw ly thuyét cdc mat han ché
(xem Chuong 47) hay san xuat dap &ng nhanh (xem Chuwong 43) sé phu
hop hon.

* DBirng ky vong c6 thé chi loai bo lang phi.
 DBirng tin rang kiém soat chi vé cac chi bado dau ra va quy trinh.

 Birng danh gia thap sitc manh ctia Gemba (xem Chuong 54).
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« Ditng danh gia thap khia canh van hoa va quan ly cia tw duy tinh gon.
Nhitng khia canh nay cling quan trong nhw, hay tham chi con hon, cac ky
thudt va cong cu cta san xuat tinh gon. Co6 rat nhiéu vi du vé cac dv an tinh
gon that bai do hiéu sai tac dong cta tinh gon 1én doanh nghiép.

THAM KHAO

Ohno, T. (1988) Toyota Production System: Beyond large-scale production
(tam dich: Hé thong san xuat Toyota: Pang sau ctia san xuat quy mo lén).
New York: Productivity Press.
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38. PHAN TiCH MABA

TONG QUAN

MGt phan tich MABA so sanh d6 hap dan thi truong (Market Attractiveness
— MA) twong do6i ctia mot hoat dong kinh doanh hay sy két hgp san pham —
thi trrong v4i do hap dan kinh doanh (Business Attractiveness - BA) dwgc
xac dinh béi kha nang hoat dong trong mot sy két hgp san pham — thi
trrong dac thu. Ma tran MABA 1a mot cong cu hitu ich cho viéc ra quyét
dinh lién quan t6i danh muc kinh doanh. D6 hdp dan thi truong dwgc xac
dinh béi cac chi bao bén ngoai nhu: 1gi nhuan bién, do 16n thi triong, tang
tredng thi treong (ky vong), mic do tap trung, mic do bén virng va mirc do
canh tranh. Phan tich nam thé lyc cia Porter (xem Chuwong 4) va ma tran
BCG (xem Chuong 2) la cac m6 hinh phu hgp dé danh gia nhitng chi bao
nay.

SU DUNG KHI NAO
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Phan tich MABA dugc stt dung dac biét trong phan tich va chi bao cac co
hoi kinh doanh m@i. Bo hap dan kinh doanh dwgc xac dinh cha yéu bang
cac chi bao lién quan t6i cong ty nhw pham vi trong d6 cé su két hgp san
pham — thi truong, phan doan thi tredng hay hoat dong kinh doanh la sy két
hop 16-gic vdi san pham, dich vy, hoat dong hay nang lwc hién tai ctia cong
ty. Vi thé cua cong ty trong chuoi gia tri hay trong mang Iw6i cac nha cung
cap va khach hang ciing rat quan trong. Liéu cong ty c6 kha nang huéng 1oi
ti kinh té theo quy md hay cac tac dong hgp luwc khac bang cach dam nhan
mot sy két hop san pham — thi treong thay thé nhat dinh?

» [hap dan . Biccan ahurng MA thap

B hap dan kinh doanh

Hinh 38.1 Phan tich MABA

Ghi chui: Viéc st dung hinh bong béng thay vi cdc chdm den c6 thé giup
cho biét kich thudc (tuwong déi) cua thi truong. Thém nira, mét ldat cdt cua
chiéc banh cé thé cho biét thi phan ctia cong ty.

SU DUNG NHU THE NAO

Budc dau tién trong phan tich MABA 1a quyét dinh chi bao nao dwgc cho
la quan trong trong viéc xac dinh hai chiéu ctia d6 hap dan, va mitc d6 quan
trong twong doi cta ching nhu thé nao (trong s6). RO rang la mot bo céac
chi bao va trong s6 doc lap sé dan tGi cac két qua khach quan hon. Buéc
th hai l1a xac dinh nhitng két hogp san pham — thi trwudng, nhitng co héi va
phan doan hay hoat dong c6 thé la doi twgng ctia phan tich MABA. Mac du
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nhitng yéu cau nay khong can loai trir lan nhau, mot nhan t6 quan trong can
tinh t6i 1a pham vi ma mot co héi tac dong téi do hap dan cua mét co hoi
khac.

Cac nha quan ly va tw van thay rat hitu ich khi dat cac co hoi kinh doanh
hap dan nhat vao goc trén bén trai hoac goc trén bén phai ciia ma tran. Mot
so nha phan tich tao ra ma tran vdi cac goc phan tw hay tham chi nhiéu khoi
hon trong ma tran. Mot cach khac dé nhan manh cac co hoi hap dan nhat
hodc dwa nhitng thit t6t hon ra khéi nhitng thit toi hon la st dung cac dwong
cong hodc duwong chéo lam duwong phan cach hodc cac ngwdng. Doi khi cac
chdm trong ma trdn MABA duwoc thay thé bang cac hinh bong béng cho
thay kich thuwéc cua thi trvong quy ra don vi hodc tién, va mot phan doan
hinh chiéc banh cho thay thi phan thyc sy ctia cong ty.

r. --|
» Cae :;-.a\llr'.éng in nhe knac

I".. * Chublcira hking An nbank

4
[ i » Hingdndocdudng
; B hap dan thi trurceng . = o
[ 4 A thag o R
v Sanohdm phi heo o » AR trER iy bay
Ea s bal rona k& nh
I 1 e
| & ee tr phys Vi
A A + Mk |
s Khach
MBEd R 1
nara 1&n g
Khach san I g
oG A & L Ly
>
Bé hag k
= Tang
o Klek

Hinh 38.2 Vi du vé phan tich MABA @di vai cdng ty ché bién thuc pham.

Mot cong ty ché bién thie pham 16n mudn thyc hién giai doan hai trong
viéc phat trién bo phan thyc pham chuyén nghiép cia minh. M6t phan tich
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MABA duoc thuce hién v6i rat nhiéu co hoi va mot t6 chite con kha non tré
cho thi trvong nay.

Phan tich MABA thyc da dwgc thyc hién v6i nhiéu giai doan. Ba phan
quan trong nhat gom:

* ty 1€ tang tredng trung binh hang nam doi lai véi hoat dong twong doi
trong két hgp san pham — thi truong — kénh phan phéi véi cac hinh bong
boéng cho biét kich thwdc thi treong;

« phan tich ca thé & cap d6 san pham véi sy tham nhdp cua san pham vao
cac kénh phan phéi doi lai véi tam quan trong twong doi ctia mot san pham
trong cac kénh, dua trén doanh thu binh quan moi ctta hang lién quan t&i
moi san pham,;

* sy tang trwdng twong doi cuia cong ty trong tat ca cac thi treong phu hgp
doi lai véi tang tredng trung binh hang nam cda céc thi treong nay (twong
ng v&i ma tran tang tredng — thi phan cia BCG) vdi cac hinh cac bong
bong dang lat banh.

Phan tich MABA gitp khach hang cua ching ta xac dinh ba co hoi chinh,
trong khi quy trinh nhan dién sy két hgp giita san pham — thi trudng dan tdi
mot co cau to chitc mai.

Cha y: Nhu trong da phan cac truong hgp, thuc té dugc chitng minh phitc
tap hon nhitng gi dugc tom lai qua phan tich MABA. Cac phan tich cg s&
cho viéc danh gia thi treong va do hap dan kinh doanh c6 pham vi rong hon
da dwoc mo6 ta tom tat.

KET LUAN

Phan tich MABA la m6t m6 hinh manh mé gitip cac cong ty sap xép wu
tién cac co hoi. Pac biét trong nhitng tinh hudong khan hiém nguén quy
hoac thdi gian quéan ly, mo hinh nay rat hitu ich trong viéc ho trg ra quyét
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dinh. Ghi nhé rang day la mét mo hinh cho phan tich chién lwgc giong nhw
ma tran BCG.

Phan tich MABA it hiéu qua hon khi ban tGi cac hoat dong kinh doanh da
c6. Cac nha quan ly va tu van thuong sé phai doi pho vdi cac dit kién va chi
bao chi tiét khién mo hinh mat di pham chét co ban ctia n6: dé don gian héa
tinh hudng phtc tap.

DPiém yéu caa bat ct phan tich MABA nao nam & viéc lwya chon va tinh ty
trong cac chi bao. Cac chi bao va trong s6 khac nhau c6 thé dan tgi nhitng
két qua khac nhau. Pay ciing la mdt rai ro trong viéc tao ra cam giac khach
quan gia tao khi cac chi bao dugc lwgng héa, cu thé la viéc lwgng hoa chi
cai thién tinh chinh xac trong mot quy mo chu quan cho trude.

Phan tich MABA dugc gidi han trong hai (hodc ba) chiéu két hgp mdot cach
khién cuong. Nhiéu phan tich MABA c6 pham vi rong hon phai dugc thuc
hién v6i viéc stt dung cac chi bao khac nhau dé bu dap cho diém yéu nay.

THAM KHAO

Kaotler, P. (2000) Marketing Management (tam dich: Quan ly tiép thi). The
millenium edition, 10th edition. New York: Prentice-Hall.

Tai them ebook: http://www.taisachhay.com

https://thuviensach.vn


http://www.taisachhay.com/

39. MO HINH LUONG
THUONG CUA MILKOVICH

0
I\

TONG QUAN

Mo hinh lwong thwéng la mot cau tric khai niém cho viéc thiét k€, thuc
hién va danh gid mot chién lwgc lwong thwéng trong doanh nghiép. No
duwgce bat ngudn ti thiét ké ctia Milkovich va Newman (2007) nham xac
dinh cac Iwa chon chién lwgc trong viéc quan ly moi khia canh cta thu lao
lao dong. M6 hinh mo ta ba chiéu:

1. Chinh sach — khac hoa nén tdng cua hé thong.
2. Ky thuat — lién két chinh sach va muc tiéu lwong thuwéng.
3. Muc tiéu — cta hé thong lwong thuwéng.

SU DUNG KHI NAO
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GAMH TRANH Binh nghia Lo oo Déng chir
i i &ng SAeh
P A " M t
BONG GAP Duatrén Dpaban

Hinh 39.1 Ba chigu trong mé hinh fegng thidng cia Milkovich

M6 hinh lvong thudng cung cap mot cdu tric kiém tra cac hé thong thu lao
lao dong hién tai. N6 ciing déng vai tro trung tam trong viéc kién tao va
thue hién chién lwgc lwong thwéng cua to chic.

SU DUNG NHU THE NAO

1. Muc tiéu — la lyc lwgng trung tdm cta hé thong. Cac hé thong lwong
thwdng duoc thiét ké dé dat dwoc nhitng muc tiéu nhat dinh. Phan bén phai
ctia mo6 hinh (xem hinh 39.1) cho thdy cac muc tiéu co ban cta hé thong thu
lao lao dong: hiéu suat, c6ng bang va tuan thu. Hiéu sudt c6 thé dwogc mo ta
nhw kiém soat chi phi lao dong trong khi cai thién hiéu qua va chat luvgng
nham thoa man khach hang va cac bén hwéng lgi. Céng bdng dé cap tdi
viéc d6i xtr v&i nhan vién cong bang qua viéc ghi nhan nhitng dong goép va
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nhu cau cta ho. Tudn tht 1a thyc hién ding theo phap luat va quy dinh vé
lvong thudng.

2. Chinh sach — dugc coi nhw chi dan cho viéc quan ly lwvong thwéng nham
hoan thanh muc tiéu ctia hé thong. Nguoi st dung lao dong phai chu y tGi
tat ca cac quyét dinh chinh sach dwgc trinh bay & cot bén trai cia mé hinh.
Khai niém lién két noi bo dé cap tdi cac quan hé thu lao lao dong bén trong
t0 chirc va tinh 16-gic dang sau cac moi quan hé d6. Pham vi ma t6 chitc
san sang tra lwong thwdng so sanh vai thi trieong cha t6 chitc (canh tranh
bén ngoai) vo cung quan trong. Pong gop cua nhdn vién lién quan tdoi sw
khac nhau vé thu lao giita cac ca nhan trén co s& két qua dau ra, nang lyc,
thoi gian lam viéc va tham nién. Chinh sach quan trong cu6i cting trong mé
hinh lién quan téi viéc qudn ly hé thong thu lao lao dong. Du la hé thong
thu lao lao dong t6t nhat thé gidi cling sé v6 dung néu khong cé su thda
thudn r6 rang ai chiu trach nhiém cho viéc &ng dung, duy tri va ra quyeét
dinh.

3. KJ thuat — tao nén hé thong thu lao lao dong. Ky thuat vé thu lao lao
dong bién doi tir phan tich cong viéc tdi khdo sat va cac nguyén tac thwdng
cong, va phan anh phuwong thic lién két cac muc tiéu hé théng véi cac
chinh sach lwong thwédng mot cach chat ché. Chang han so chuan la mot
phwong phap dugc st dung dé so do héa canh tranh bén ngoai. Lién két noi
b6 c6 thé duwgc xac dinh qua danh gia va phan céng cong viéc. Khi st dung
mo hinh lwong thwdng, can xac dinh rd rang trong sudt qua trinh la liéu mo
hinh c6 déng goép cho viéc dat duwge muc tiéu cta t6 chitc hay khong. Thém
vao do, vi hiém khi cé cach tiép can don 1é dé sir dung mo hinh nay, can cé
s tai danh gia lién tuc véi cach tiép can hién thoi cia mo hinh.

KET LUAN

Khi thiét ké, kiém tra va thwc hién hé thong lwong thuwéng, can phai xét tGi
van hoa cong ty va giai doan cta t6 chitc. Diéu nay tredc hét xac dinh cong
cu nao dugc ap dung ciing nhve mirc do phuc tap cua trng dung ra sao.
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THAM KHAO

Milkovich, G.T. va Newman, J.M. (2007) Compensation (tam dich: Lwong
thuwong). New York: McGraw-Hill.
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40. CAU HINH CUA MINTZBERG

TONG QUAN

Cau truc cac cau hinh t6 chitc cia Mintzberg mo ta sau hinh thé t6 chic.
Céc hinh thé t6 chitc nay gitip nam bat diéu gi diéu khién cac quyét dinh va
hoat dong trong mat t6 chivc. Diéu cot 16i la ¢6 mot s6 hitu han cac hinh thé
c6 thé gitp gidi thich nhiéu cho viéc quan sat thiy trong nhiéu té chitc. Cac
hinh thé co ban gitip nhan dién cac t6 chitc va nhitng van dé cot 16i (dac
thu) cia ho. Viéc st dung cac hinh thé co ban c6 thé gitp tranh nhitng lwa
chon va thiét ké cdu tric t6 chicc “sai” va phoi hop cac hoat dong khong
hiéu qua.

SU DUNG KHI NAO

Céach tiép can cac cau hinh ctia Mintzberg c6 thé dugc st dung dé kham
pha cac cau tric va quy trinh t6 chirc lién quan t6i titng chién lwgc cua to
chitc. Cac nha quan 1y c6 thé xac dinh khong chi t6 chitc ctia minh thudc
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loai nao ma ca nhitng thay doi can thiét dé lam cho t6 chic vitng chac tw
bén trong cling nhu c6 thé gidi quyét cac van dé con tén tai trong phoi hop
hanh dong.

Liyre kéo lanh dao

Binh
chien oo

Luckeo
phanchia
quyen e

Lirc kéo
ho'p 1y hda

fuan ly
cap trung

Hat nhan
van-hanh

Lo kéo
chuyen nghiép hoa

¥ thirc hé Lire kéo nhap

Chinh tri Lire kéotach

Hinh 40.1 5au khoi thiét 1ap sa cap c0a cactd chiic

SU DUNG NHU THE NAO

Khi st dung mo6 hinh cac cau hinh ctia Mintzberg (1990) dé phan tich va tai
thiét ké€ (mot phan cia) mot to chirc, can bat dau ti viéc nhan dién cac khoi
thiét 1ap co ban cta t6 chitc ay. Theo Mintzberg, moi t6 chitc bao ham sau
khoi thiét 1ap so cap:

1. hat nhan van hanh,;

2. quan ly chién lwgc céap cao;
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3. quén ly cap trung;
4. ha tang cong nghé;
5. nhan vién ho trg; va
6. hé tw twéng.

DPac biét, ba khoi thiét 1ap dau tién duge két noi bdi mot chudi tham quyén
chinh thitc don 1é. Trong hinh vé&, cdc phan nay dwgc minh hoa nhu cac
khoi don 1é. Ha tang cong nghé va nhan vién ho trg & ca hai bén anh hudng
trie tiép t6i hat nhan, trong khi y thitc hé thé hién cac chuan va gia tri (“van
héa dam ban sac”) bao trum nhwng thdm dam vao tirng két cau cua t6 chic.
Sau khoi thiét 1ap t6 chitc nay la nhitng yéu td bén trong quyét dinh mét t6
chitc sé phat trién nhw thé nao. Thém vao dé, cé nhiéu thé lwc bén ngoai
nhw cac c6 dong, nha cung cdp va khach hang, tat ca déu co tac dong t6i td
chuc.

Sau khi nhan dién va cau hinh cho cac khoi thiét 1ap t6 chitc, doanh nghiép
phai phan tich va thiét ké cac co ché diéu phoi phu hgp. Lao dong, quan tri
va kiém soét c6 thé dugce phan bo khac nhau gitta cac khoi thiép 1ap cuda to
chitc. Vi vay, viéc st dung cac co ché phoi hgp khac nhau xac dinh cau tric
cudi cung cua t6 chitc. Hon thé, khi t6 chitc thiéu sy diéu phoi phu hop, ho
c6 thé chinh tri héa bdi cac bo phan khac nhau cda t6 chitrc sé doi choi dé
gianh khoang trong quyén lwc. Mintzberg phan biét sau co ché phoi hgp
nhu trong hinh 40.2:
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Hinh 40.2 Md hinh cau hinh cia Mintzberg

Tiép theo, Mintzberg cho rang phan khong thé thiéu trong thiét ké t6 chic
la sy van dung cac tham soO thiét ké nhu: chuyén mén hoa cong viéc,
chuyén moén héa hanh vi, dao tao, tuyén truyén, nhém don vi, kich thwdéc
don vi, cac hé thong hoach dinh va kiém soat, va cac phuwong thitc két néi
(chang han cac vi tri, ban cong tac, cac giam doc tich hgp va cau tric ma
tran). Tuy nhién, tham s6 quan trong nhat trong mo hinh cdu hinh t6 chitc
ctia Mintzberg la cach thitc quyén lyc dwgce phan bo trong té chitc. Sy phan
phoi quyeén lyc lién quan t6i kiéu phan quyén va thay déi & moi cau hinh to
chitc nhu trinh bay trong bang tren.

Cudi cung, viéc lya chon cac tham s6 thiét ké cling dwgc xac dinh bdi cac
nhan t6 béi cdnh nam ngoai sy kiém soat ctia cac nha quan ly (chang han
nhw do tudi, kich thuwdc, hé thong k¥ thuat va cac yéu to trong moi treong
nhu cac bén hwéng 1gi khac nhau).

KET LUAN
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Theo ban chat thiye ctia cac cdu hinh co ban Mintzberg, sé ton tai ruai ro khi
stt dung cac cau hinh nay nhu nhitng ké hoach thwc hién. Tuy nhién, sé vo
cung kho khan cho cac t6 chitc trong viéc khdp hodc so sanh cac cau hinh
nay bdi so6 lwgng hitu han cac tiéu chi dinh nghia cac cdu hinh t6 chic,
nhung cling béi vi c6 nhiéu s pha tap hay két hgp da cau hinh trong thuc
té. Theo quan diém cua chung t6i, viéc mot to6 chitc c6 thé phan loai chinh
x4c la to chitc sang tan hay doanh nghiép la khéng thich dang. Ban chat cia
mo hinh Mintzberg la gitip nam bat mo6i quan hé gitta ban chat ciia mot t6
chitc v6i cac co ché phoi hgp ctia né. Nhw Mintzberg tirng noéi, khong c6
cach thitc chinh xac don 1é nao dé quan ly mot t6 chirc: cai 4p dung tdt cho
General Motor thuong hoan toan that bai vdi Joe’s Body Shop.

THAM KHAO

1. Mintzberg, H. (1983), 1990) Structure in Five: designing effective
organisations. (tam dich: Nam yéu t0 cau trac: thiét ké cac t6 chitc hiéu
qua). New York: Prentice Hall.

2. Mintzberg, H. (1989) Mintzberg on Management (tam dich: Quan ly cua
Mintzberg), New York: Free Press.
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41. MO HINH THU MUA CUA
MONCZKA

- N\
= (=

TONG QUAN

Mo hinh thu mua ctia Monczka (con duge goi la mo hinh thu mua cua Pai
hoc Michigan - MSU) la m6 hinh mua hang dwgc st dung dé danh gia mirc
hoan thién cta bo phan mua hang trong mot td6 chitc, né con dé xuat cac
chwong trinh cai tién nham nang cao chat lwgng hoat dong theo 10 trinh.
Monczka da cho ra doi Sang kién So chuan chu6i cung ng va thu mua
toan cau (Global Procurement and Supply Chain Benchmarking Initiative -
GPSCBI) nam 1993. C6 t&i 150 cong ty da quoc gia da chia sé ca hiéu biét
lan cac dit liéu dinh lwgng vé quy trinh hoat dong chudi cung ng cua ho.
Phan tich cac quy trinh thanh c6ng nhat da cho ra doi mo6 hinh mua hang
MSU, d6 la mot 16 trinh huéng dén mua hang hoan thién.

M6 hinh nay gobm tam quy trinh mua hang va sau thic day chién lwge. Cac
quy trinh mua hang chién lwgc nham cai thién hiéu qua hoat dong bang
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cach quan ly cac nha cung ng hitu hiéu hon. Con cac quy trinh thic day
nham tao diéu kién va phuong tién dé cac quy trinh chién lwgc dugc thyc
hién chuyén nghiép. Moi quy trinh néi trén déu c6 san cac hudng dan hoc
tap.

Tam quy trinh mua hang chién lwgc:

* nguon lyc ndi b / Thué ngoai ;

* phat trién san pham/ chién lwgc phan nhém san pham;

» thiét 1ap va tao Iyc day cho nén tang cung tng dang cap thé gidi;
* phat trién va quan ly cdc mdi quan hé vdi nha cung @ng;

* tich hgp nha cung &ng véi san pham mdai/ thwe hién cac quy trinh phat
trién;

» tich hgp nha cung ng vé&i quy trinh thyc hién dat hang;
« phat trién cac nha cung tng va quan ly chat lvgng; va

« quan ly cac chi phi chién lwgc.

Sau quy trinh thic day chién lwgc:

« thiét 1ap cac chién luwgc va ké hoach chu6i cung &ng va lién két thu mua
hop nhat toan cau;

* phat trién cong ty cling nhu chién lwgc nhém,;
e trién khai toan cau hoa;

» phat trién cac phwong thitc thu mua va chu6i cung @ng;
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« phat trién va thwc hién cac hé thong cong nghé thong tin va truyén thong
€O hiéu qua;

* quan ly ngu6n nhan lyc
SU DUNG KHI NAO

Céc cong ty st dung mo hinh nay dé do mitc do hoan thién cta bé phan
mua hang. Tuy vay, m6 hinh khéng chi 1a mot tiéu chuan so sanh ma con la
mot 10 trinh. N6 cho phép cac cong ty xac dinh dugc ca tinh hinh hién tai
cling nhv ky vong trong twong lai. Hon nita, cdc so chuan ctia m6 hinh
cling thiic day viéc trao doi nhitng kinh nghiém t6t nhat trong pham vi cong
ty cling nhuv gitta cac cong ty vGi nhau.

SU DUNG NHU THE NAO

Mo hinh nay bao gom cac quy trinh ty danh gid dé do mirc do hoan thién
ctia mot cong ty. Cac tiéu chuan danh gia dwoc phat trién cho mot trong 14
quy trinh dé xép hang mitc do hoan thién trén thang diém 10. Nhitng cap do
thap nhat twong ng vGi cac tiéu chuan van hanh, trong khi nhitng cip do
cao hon twong &ng vdi tiéu chuan vé chién lwge. Qua trinh ty danh gia tuan
tha phwong phap tiép can chat ché tirng budc mot, theo do cong ty tuan thu
tat ca cac tiéu chuan ¢ mot mirc do nhat dinh trwde khi cac tiéu chuan & cap
do tiép theo dugc ap dung. Theo do, mot cong ty can phat trién va thue thi
cac dv an dwgc dwa ra nham cdi thién va chuyén nghiép héa bé phan mua
hang, dva trén két qua danh gia mirc do hoan thién, va dwa cong ty 1én mitc
hoan thién cao hon. Tuy nhién, can Ivu y rang cac cap do chuyén nghiép do
duwgc khong phaéi 1a mot diém s6 chinh thite. Viéc quyét dinh cap do chuyén
nghiép nao la phu hgp va ky vong phu thudc vao chinh céng ty. Doi vdi
mot vai cong ty diém sé phu hgp co thé 1a tam, nhung vGi nhitng cong ty
khac diém nam da la du r6i. Quyét dinh nay dya trén loai hinh cong ty,
nganh nghé kinh doanh ma cong ty d6 hoat dong.
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Hirth 411, Méhinh thy mua coa Monczka

Ca cac quy trinh chién lwgc cling nhu thic day déu phai duge thwe hién
méi cé thé dat dwgc hiéu qua bén vitng. Khi chi c6 cac quy trinh chién
lwgc, cong ty sé thiéu tinh dong nhat hoac ha tang thong tin. Con chi cé cac
quy trinh thic day sé dan dén dau tw thiéu sot hodc khong hiéu qua.

KET LUAN

Mo hinh thu mua MSU dé xuat cac khia canh cua quy trinh mua hang rong
hon so vé&i bat ky mé hinh mua hang thong dung nao khac. Viéc st dung
mo hinh nay cho thay sy hgp nhat giita hoat dong ctia cong ty va cac nha
cung tng. Tuy nhién, diéu con gay tranh cai la liéu tit cad cac quy trinh cua
mo hinh nay cé nén dwgc trién khai qua tirng bo phan hay phan doan
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khong, va liéu c6 nén thyc hién ching trong mét s6 hoan canh nhat dinh
hay khong. Du gi di nita, mo hinh nay tao diéu kién thuan lgi dé chuyén
nghiép hoat dong mua hang.

THAM KHAO

Trent, R.J va Monczka, R.M (1998) Puchasing and supply management:
Trends and changes throughout the 1990s (tam dich: Quan ly thu mua va
cung tng: Xu huwdng va thay doi trong nhitng nam 1990), Journal of Supply
Chain Management 34 (2): 2-11.
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42 . PHAN TICH GIA TRI PHU
TROI

TONG QUAN

Phan tich gia tri phu troi (Overhead Value Analysis - OVA) la mot ky thuat
dung dé tim kiém cac co hdi nham gidm thiéu cac chi phi gian tiép. Mo
hinh tap trung vao cat gidm va toi wu héa cac hoat dong va dich vu gian tiép
trong cac cong ty. OVA thyc hién cac kha nang cai thién ré rang cling nhu
so sanh céac chi phi hoat dong gian tiép v6i cong sudt cta cac hoat dong co
ban, st dung mo hinh chudi gia tri cia Porter (xem Chuwong 16).
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Hinh 42.1, M3 ta phutrdi trong chudigia tri

OVA c6 thé dugc st dung dé tai t6 chirc va triét tiéu cac hoat dong gian tiép
du thira. Tuy nhién, trong thyc t€ nha quan ly con dung né vira nhu mot
bién phap phong ngtra vira la bién phap cudi cung. Muc tiéu cta ho khong
chi gi6i han trong viéc gidm chi phi; rat nhiéu cong ty con mu6n nang cao
nhan thitc vé cac nhu cau dich vu gitta cac khach hang (n6i bd). R6 rang
phan tich gia tri gian tiép c6 anh hwéng dang ké dén hoat dong cia nhitng
nguoi lien quan.

Céac két qua tai chinh ngay cang xdu di cong vai sy thiéu linh hoat trong t6
chitc 1a nhitng dau hiéu sém cho thay khach hang, mot nha san xuat thiét bi
quan sy va cong nghé diéu khién tir xa tién tién, dang can danh gia lai cac
hoat dong gian ti€p cua t6 chirc. Mot doi OVA dwoc thanh 1ap dé xac dinh
cac hoat dong gian tiép va lap mot danh sach theo thit ti ban dau cac hoat
dong va chi phi. Tiép do, cong ty quyét dinh thyc hién mot dy an phan tich
tong thé gia tri gian tiép nham co cau lai cong ty va gidm dang ké so lugng
cac bo phan gian tiép. Két qua la sy chuyén doi tr mot td6 chitc chitc nang
thanh mét cau tric don vi kinh doanh theo dinh hwéng thi treong: cac
phong ban déu dem lai gia tri cho cac khach hang noi bd cia minh, cac hoat
dong truedc day dugce phan chia thanh bd phan chinh yéu va phu trg thi nay
duwgc chia vé cac bé phan. Quy trinh thay d6i nay nhan dwoc sy ting hd

https://thuviensach.vn



rong rai trong trong cong ty, cac bo phan lién quan déu cam thay ho dang
tham gia vao viéc "tai tao” lai chinh minh.

SU DUNG NHU THE NAO
Mot phan tich gia tri phu troi bao gom sau budc co ban:

1. Buwéc dau tién la tgo Idp mét nén tdng bao géom viéc xac dinh cong suat
can dat dén, cac hoat dong can thiét va danh gia san pham cudi cung.

2. Buéc thit hai la I1én danh sdch sdp xép theo thi? tw cdc hoat déng va chi
phi. Buéc nay bao gobm wdc tinh chi phi dau vao/cac nguoén luc, cac chi phi
hoat dong va phan b6 cac chi phi nay vao san pham, chu yéu dugc ho trg
bang tinh phi dya trén hoat dong (xem Chuong 20 - ABC).

3. Buwéc ba can dén ddnh gid ctia khdch hang vé san pham va dich vu.
Nhitng khia canh thich hgp la: tinh can thiét (cu thé la: sy can thiét, sy
mong mudn, hodc tinh tién dung), chat lwgng, s6 lwong va chi phi. Khach
hang sé dwoc yéu cau dwa ra danh gia vé san pham hién tai va chi bao cai
tién can thiét. Ca hai hinh thitc phéong van va bang cau héi déu dugc s
dung khi 14y danh gia ctia khach hang.

4. Trong budc bon, doi OVA phai xac dinh cac co hdi tiét kiém chi phi dwa
trén viéc xac dinh nhitng cai tién kha thi. Biéu nay thiuc day cac cong ty
dwa ra cac wu tién cho san pham va cac hoat dong can thiét.

5. Bwéc nam la sap xép wu tién dya trén bon yéu té da duwgc st dung trong
danh gia khach hang:

* Tinh can thiét: gia tri c6 dugc gia tang hay khong?
* Chat lwgng san pham c6 dap ng khong?

* SO lwgng san pham cé da khong?
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* C6 thé dugc lam véi chi phi hgp 1y hon khong?

Viéc xac dinh va sap dat wu tién cac co hoi cling chinh la tra 10i cau héi liéu
c6 nén cat giam, thay doi, hgp nhat, t dong va/hodc thué lam bén ngoai
mot sO hoat dong hay khong. Day chinh 1la mot qua trinh thuye té dwgc thuce
hién bé&i lanh dao céng ty két hop vdi cac chuyén gia va nha quén ly cua
cac phong ban gian tiép.

6. Giong nhu mét dy an, buwdc cudi cung la thye hién cac thay doi da dugc
thdo luan va quyét dinh & nam bwdc trén.

Nhitng yéu t6 tao nén thanh cong ctia mot dv an OVA la:

* Muc tiéu cua doanh nghiép dugc xac dinh ro rang

» Cong ty 6 cau tric to chire phu hop

» Pham vi cua OVA da duoc xac dinh

* Khong c0 cac dv an khac lién quan, hodc lam gian doan OVA
* Co su ung ho day du trong toan thé cong ty

KET LUAN

Trong khi két qua cia OVA thuong duwgc biéu hién bang con s6 thong ké thi
trai lai phan 16n cac dit liéu thu thap dwgc lai mang tinh dinh tinh. Do
nhitng di liéu can c6 doi khi dwoc thu thap ti nhitng nhan vién ma chinh
cong viéc caa ho cé thé 1a hoat dong khong can thiét, sé rat hitu ich néu sw
dung so chuan dé danh gia di¥ liéu dugc cung cdp. Nhitng tré ngai tiém tang
khac cia OVA con la:

« Thiéu thong tin va dit liéu;

« Thiéu ho trg cho cac két qua va 1ap luan;
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* Thiéu ho tro thyc hién.

Ca cac nha quan 1y lan phéan tich can lam cho qua trinh thye hién cang de
dang cho nhitng nguwdi tham gia (nhan vién) cang t6t. Lam cho moi nguoi
tham gia sdu dén mitc ho cho rang cac ké hoach do ho ty vach ra sé la mot
déng gop quan trong doi vdi thanh cong cia OVA. OVA thuong dugc st
dung két hgp vGi cong cu tinh phi dya trén hoat dong (xem Chuong 20).

THAM KHAO

1. Davis, M.E va Falcon, W.D (1964) Value Analysis, Value Engineering:
The implications for managers (tam dich: Phan tich gia tri, Xay dung gia
tri: Sy lién hé mat thiét tGi quan ly), New York: American Management
Association.

2. Mowen, M.M va Hanson, D.R (2006) Management Accounting: The
cornerstone for management decisions (tam dich: K& todn quén tri: nén
tang ctia cac quyét dinh quan ly). Mason, OH: Thomson South-Western.
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43. SAN XUAT PAP UNG NHANH

~

p
-

TONG QUAN

San xuat dap tng nhanh (Quick Response Manufacturing - QRM) dugc
Rayan Suri phat trién nam 1998. QRM c6 nghia la dap @ng cac nhu cau cua
khach hang nhanh chéng bang cach thiét ké va sdn xuat sdn pham theo cac
nhu cau d6. QRM tap trung vao cat giam thdi gian thyc hién tat ca cac hoat
dong trong mdot cong ty ma két qua la nang cao chat lwong, gidam chi phi va
dap wng nhanh.

Toe 40

[ Chat lwing

Chi phi

Quy md

»*
Thai gian

Hinh 43.3 Md hinh san xudt dip tng nhanh
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SU DUNG KHI NAO

QRM bat nguon tir mot chién lwgc cé tén la canh tranh vé thoi gian (Time-
Based Competition - TBC) dugc George Stalk va Thomas Hout dwa ra nam
1990. TBC vé co ban stt dung toc do dé gianh lgi thé canh tranh: mot cong
ty st dung chién Iwgc TBC sé chuyén hang héa va dich vu téi khach hang
nhanh chéng hon cac déi tha canh tranh. Chién lwgec TBC c6 thé ap dung
v&i bat cit hinh thitc kinh doanh nao, ké cad ngan hang, bao hiém, bénh vién.
QRM chinh la viéc 4p dung TBC vao cac cong ty san xudt. VGi viéc tap
trung vao cac cong ty san xuat, QRM lam sau sac hon cdc nguyén tac cua
TBC va bo sung cac khia canh mdi.

SU DUNG NHU THE NAO

QRM la mot chién Iwge mang tinh thure té, bao gom cac khai niém vé giam
thiéu thoi gian, cac nguyén tac quan ly cu thé, cac phwong phap san xuat,
cac cong cu va ky thuat phan tich va mét phwong phap mang tinh hé thong
nham dat dugc sy cat giam thoi gian ky vong. N6 dua trén quan diém rang
ca cong nhan lan ngwoi quan ly can hiéu mot vai dong lwc co ban caa hé
thong san xudt. Pac biét 1a ho can hiéu viéc 1én ké hoach vé cong suit, st
dung nguon lyc va cac chinh sach “chia 16 san pham” twong tac véi nhau ra
sao va c6 anh hudng thé nao dén thoi gian san xuat.

Céac cong ty can ap dung cac chinh sach QRM tai tat cd cac b6 phan. N6
lién quan t6i viéc suy tinh lai xem cong ty sé hoat dong nhw thé nao trong
titng bd phan, chit khong chi & nhitng khau mau chét nhu sadn xuat hay
quan ly cung tng, ma ca nhitng khau nhe van chuyén, mua thiét bi, tuyén
nhan cong, ké toan, danh gia hiéu qud. Tat ca cac chinh sach nay can dugc
dong bd hoa véi tap trung vao san xudt phan &ng nhanh. Hon nita, chwong
trinh QRM can dugc thye hién ca ¢ khu vire san xuat lan van phong. Chiing
toi nhan ra rang chinh hoat déng cua khoi van phong dong gép dang ké vao
tong thoi gian lam ra sdn pham, vi vy ma day thwong duwgc coi la noi c6
nhiéu co hoi cat gidam thdi gian san xuat.
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KET LUAN

Su khac nhau giita san xuat dap ng nhanh va san xuat tinh gon (xem
Chwong 37) 1a & chd muc tiéu cta san xuat tinh gon la cat gidam nhitng lang
phi khong mang lai gia tri gia tang (tao ra bdi cac ké hoach nang cap lién
tuc), ngugc lai, san xuat dap ng nhanh tap trung lién tuc vao cat giam thoi
gian san xuat thong qua nang cao chat lwgng, tang cuwdng tinh hgp ly cua
cac quy trinh va gidm lang phi. Khong thé thyc hién viéc cat giam thoi gian
san xudt nhw kiéu mot dv an chién Iwge. QRM phai 1a mot chién lwgce cua
t0 chitc do quan ly cap cao dan dat. Bé c6 dugce tac dong can thiét 1én thoi
gian san xuat, cac cong ty can thay doi cach thitc hoat dong truyén théng va
co cau lai t6 chitc cia minh. Nhitng thay d6i nay khong thé thyc hién néu
khong c6 sy dong thuan cua lanh dao cdp cao. Vi vay, buéc dau tién trong
mot chwong trinh QRM phai 1a hwéng dan nhitng nha quan 1y cap trén vé
chién lwge nay va khién ho tham gia vao 16 trinh thuc hién.

Van dé mau choét khi tiép can QRM la phai gidm thdi gian san xuat. Mot so
cac phuong phap quan ly sdn xuat pho bién la tdp hgp cia nhitng y twdng
khong thong nhat; ca nha quan ly lan nguwoi lao dong déu phai nhé mot
danh sdch cac nguyén tac nhuw nguyén tac 5S trong phwong phap cua
Kaizen (xem Chuong 54). Ngugc lai, toan b cadc nguyén tac cta chién
lvgc QRM déu xuat phat tit mot nguyén tac co ban, bdi vay ndé da manh dé
lan ra toan bd cong ty, tir xwdng san xuat téi khoi van phong, tir khau nhan
dat hang cho dén ké toan, ti* mua nguyén liéu cho dén ban sdn pham.
Phwong phap nay dé duwgc ngwoi quan ly chdp nhan hon la tap hop nhitng
khai niém riéng 1é b&i né cho phép ho gtri thong diép nhat quan t6i toan bo
cong ty.

THAM KHAO

1. Stalk, G. Jr va Hout, T.M (1990) Competing Against Time: How time-
based competition is reshaping global markets (tam dich: Canh tranh véi
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thoi gian; canh tranh dwa trén thoi gian dang thay doi thi trudng thé gidi
nhu thé nao). Boston, MA: Business Harvard.

2. Suri, R. (1998) Quick Response Manufacturing (tam dich: San xuat dap
tng nhanh). New York Productivity.

Tai thém ebook: http://www.taisachhay.com
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44. QUY TAC THU NAM CUA
SENGE

TONG QUAN

Nguyén ly thi nam la mé hinh dugc Senge phat trién nam 1990. N6 mo ta
nam nguyén ly can thiét dé tao ra mot td6 chitc hoc tap: lam cha béan than,
tam thitc, tam nhin dwgc chia sé, hoc tap theo nhém va tw duy cé hé thong.
Trong so do, tw duy hé thong két hgp duwgc ca nam nguyén ly véi nhau. Mot
“quy luat” la tdp hop nhitng nguyén tac va hoat dong thuc té ching ta
nghién citu, thye hanh va ap dung vao doi séng. Nam quy ludt néu trén can
duwgc xem xét trén ba cap do khac biét:

1. Thyec tién: Nhitng gi ban lam.

2. Quy luat: Hréng dan cac quan niém va hiéu biét bén trong.
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3. Ban chat: Trang thai ton tai véi kha nang lam chu cao cac quy tac.

Moi nguyén ly déu dua ra nhitng phuwong dién séng con ma mot t6 chitc can
hoc hoi.

SU DUNG KHI NAO

Nguyén ly thit nam la m6t mo hinh dwoc str dung dé tao ra mot té6 chitc hoc
tap. D6 1a mot t6 chitc ma trong d6 moi nguwdi khong ngirng phat trién nang
lyc ctia minh dé dat dugc két qua thye sy mong mudn, noi cach nghi mai
va cdi md duwgce nudi duwdng, noi nhitng mong mudn cuia tap thé dwoc tu do
phat trién va moi ngwoi khong ngirng hoc héi 1an nhau.

1 Lam chi ban thin 2 Tiom s
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Hinh 44,1 Mo hinh nam nguyén |y cla Senge

SU DUNG NHU THE NAO
Nam nguyén tac can thiét dé tao ra mot té6 chitc hoc tap la:

1. Tw duy hé théng. Tw duy hé thong la mau chét cia mot to chive hoc tap.
Nguyén ly nay tap hop toan bd cac nguyén ly con lai vao mot t6 chitc hoc
tap va gan két tat ca cac nguyén ly khac vao mét thé théng nhat vé ca ly
thuyét va thue tién.

2. Lam cha ban than. M6t t6 chite chi cé thé hoc héi théng qua sy hoc héi
cta cac ca nhan. Ca nhan hoc héi khong dam bao cho mot t6 chitc hoc hai.
Tuy nhién sé khong c6 td chitc hoc hoi néu khong c6 ca nhan hoc hoi. Lam
chu ban than 1a khong ngirng xac dinh va lam sdu sac thém tam nhin cta ca
nhan, tap trung nang lyc, nang cao long kién tri va nhin nhan thyc té mot

cach khach quan.
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3. Tiém thitc. La nhitng hinh anh, quan niém va téng két da an sau vao tri
6c, c6 tac dong tdi viéc con ngudi ta hiéu thé gidi ra sao va hanh dong nhw
thé nao. Nguyén ly nay bat dau vGi sy nhin nhan tit bén trong, tim hiéu xem
hinh anh vé thé gid¢i trong moi con ngwdi nhw thé nao va dwa ching ra xem
xét k§ cang. N6 con la kha nang thwc hién nhitng doi thoai mang tinh hoc
héi nham can bang gitta k§j nang chit van va ky nang thuyét phuc, noi
nguoi ta c6 kha nang dién dat suy nghi hiéu qua va biét lang nghe céi mé&
tranh luan cta nguoi khac.

4. Xay dung tam nhin chung. Senge cho rang kha nang xay dung va chia sé
twong lai rat quan trong véi nguwdoi lanh dao trong viéc khuyén khich cap
duwdi cia minh hoc hoi. C6 dwge tam nhin nhw vay sé 1a sttc manh khuyén
khich nhitng tht nghiém va sang tao mdi. Diéu nay ciing dong thoi tang
cuong y thitc vé sy gan bo 1au dai, diéu co ban trong “nguyén ly thit ndm”
nay.

5. Hoc tap theo nhém. Pugc xem la “qua trinh phoi hgp va phat trién kha
nang ctia mot nhom dé tao ra két qua ma ting thanh vién trong dé thuc sy
mong muon (Senge 1990:236). N6 dugc xay dwng dua trén sy lam cha ban
than va chia sé tam nhin ctia cdc cd nhan. Tuy nhién, nhitng yéu t6 nay
chwa da. Cac ca nhan can biét cach cing nhau hanh dong. Senge cho rang
cd nhom cung hoc hoi sé khéng chi mang lai két qua tét cho toan bo t6
chitc d6 ma tirng thanh vién cling hoc hoi nhanh hon khi ho lam viéc riéng
ré.

KET LUAN

Senge viét cuon The fifth Discipline (Nguyén ly thit nam) danh cho cac nha
quan ly va lanh dao nham xac dinh nhitng dong thai va cach thitc thuc hién
ching nham bién mat td chirc thanh “t6 chitc hoc hoi”, trong d6 Senge dac
biét chu y tGi tinh dac thu va tinh cgi mé.
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Cau héi dat ra la liéu tdm nhin cia Senge vé t6 chitc hoc tap va nhitng
nguyéen ly twong wng co dong gop vao viéc tao ra nhitng hanh xit mang tinh
hiéu biét va c6 nguyén tac hon trong hoat dong ctia cac t6 chitc khong. Mac
du con mot so6 van dé trong cac khai niém cua Senge, né van khién con
ngwoi thanh cong hon. Viéc nhan manh xay dyng tam nhin chung, lam viéc
theo nhom, lam chd ban than va phat trién nhitng mé hinh tiém thi¢c chi tiét
hon. Cach Senge xay dung khai niém vé doéi thoai thong qua nhitng khai
niém nay co6 thé tao ra mot méi tredng lam viéc thodi mai va sang tao hon.
Céach stt dung tw duy hé thong dé két hgp nhitng khia canh khac nhau cua
ndm nguyén ly ciing cho chting ta nhitng hiéu biét mang tinh ly ludn hon vé
hoat dong cua t6 chic.

THAM KHAO

1. Flood, R.L. (1998) Fifth Discipline: review and discussion (Nguyén ly
thit nam: tim hiéu va tranh luan) Systemic Practice and Action Research, 11
(3):259-73.

2. Senge, P.M (1990) The Fifth Discipline: The art and practice of the
learning organisation (Nguyén ly tht nam: Ly thuyét va thyc tién cta to6
chttc hoc tap). New York: Currency.

3. Senge, P.M (1990) The Dance of Change: the challenges of sustaining
momentum in learning organizations (tam dich: Vi diéu cta sy thay doi:
Théch thiéc trong duy tri dong lwc cua cac t6 chiéc hoc tap). New York:
Currency/ Doubleday.
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45 . SAU SIGMA
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TONG QUAN

Khéi niém sau Sigma bat nguén ti* mot thuat nglt thong ké. Sigma la ky
hiéu todn hoc ctia d6 1éch chuan. Sau Sigma la phuwong phéap do s6 lwgng
t6i da nhitng sai s6t cho phép trong mot hé théng. O mitc do cta sau Sigma,
99,999998% cac san pham phdi cé chat lwgng tot tirc 1a phdi roi vao cac
gidi han dung sai cho phép. Diéu nay c6 nghia trong mét triéu san pham chi
c6 khong qua 3,4 16i. Mttc do nay c6 thé dat dwgce thong qua giam thay doi
trong qua trinh san xuat va kiém soat ching. D€ dat dugc yéu cau nay, cac
quy trinh sdn xudt can dugc cai tién. Tuy nhién, cai tién quy trinh va chat
lvgng khong phai 1a muc tiéu cubi cung ma cdi thién tai chinh méi 1a muc
tiéu can dat toi.

Sau Sigma xuat hién dau tién tai Motorola. Dé duwong dau vé6i s canh tranh
manh mé ctia Nhat Ban, nam 1987, Motorola bat dau tap trung vao cai tién
chat lwgng. Cac ky sw ¢ day da quyét dinh rang cach tinh ty 1€ sai sét trén
mot nghin san pham nhuw ho dang st dung khong con hgp ly nita. Vi vay,
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ho dwa ra phwong phéap tinh trén mdt triéu san pham. Allied Signal va
General Electric da hoan thién phwong phap nay. Nhitng doanh nghiép
nhan ra 1gi ich 16n lao bang viéc tiét kiém hang ty d6 la qua viéc tang do
thoa man cua khach hang. Ngay nay, cac du an sau Sigma khong chi dugc
stt dung trong linh virc sdn xuat ma ca trong linh vye dich vu.

Mo hinh sdu Sigma cho thdy viéc tdp trung vao giam bién thién sé giai
quyét dugc cac van dé quy trinh va kinh doanh. Bang viéc stt dung mdt bo
cong cu thong ké dé nam dwgc su thay doi ctia m6t quy trinh, nha quan ly
c6 thé bat dau tién lwong két qud mong muon cta quy trinh. Néu két qua
khong dap tng duwoc nhitng cong cu thong ké khac c6 thé dugc st dung dé
hiéu r6 hon nhitng yéu té6 anh hwéng dén quy trinh.

Giod han
cao han

Gigi ham

thap hon

i..\

(]

&
:

Hinh 45.1. M0 hinh sdu Sigm a

SU DUNG KHI NAO

Sau Sigma duwgc dung dé cai tién hiéu qua hoat dong cua mot cong ty thong
qua viéc xac dinh va gidi quyét nhitng sai sét va thiéu hut ctia né. Dy an
sdu Sigma gitp dat dugc cac két qua tai chinh t6t hon qua nang cao chat
lvgng va si 6n dinh trong quy trinh san xuat. Moi dy 4n sau Sigma déu tap
trung vao cdi thién tai chinh va tiét kiém chi phi. Ly thuyét sau Sigma cho
rang quan ly cdp cao khong nén cho phép thuc hién mot dy an khong dat
dwoc muc tiéu tiét kiém chi phi @ mic it nhat 1a 175.000 do-la.

https://thuviensach.vn



Sau Sigma la phwong phap duwgc 4p dung tir trén xudng, theo d6 cac nha
quan ly trao d6i vé muc tiéu cta tirng du an va kiém soat chiing. Nhan vién
tién hanh cac dy 4n theo mot phuwong thitc c6 co cau chat ché... Ho dong
mot trong s6 cac vai tro sau:

» Lanh dao ditng dau: Giam doc diéu hanh hodc nhitng thanh vién thudc
nhom cac nha quan ly cha chét cé hiéu biét rd rang vé cac dy an sdu Sigma.

« Chuyén gia cao cap: Cac nha tw van ndi bo, déng vai tro dao tao cac
chuyén gia chinh va ho trg cac dy an sau Sigma.

» Chuyén gia chinh: Nhitng nguoi ditng dau du an, thuc hién viéc quan ly
toan bo du an.

 Chuyén gia: Nhitng ngudi lanh dao quén ly mot phan cta dy an, ho chinh
la nhitng nguoi thyc hién.

* Thanh vién dy an: Moéi chuyén gia c6 mot nhém thanh vién. Nhitng nhan
vién nay dugc dao tao cac ky nang cta sau Sigma.

Cau tric ctia mot dv an sdu Sigma la riéng biét doi véi ting to6 chic. Tuy
nhién, nhitng yéu cau chung dé dam bao viéc thyc hién thanh cong dv an
duoc xac dinh nhw sau:

« Hiéu biét diing cac cong cu va ky thuat thong ké;

« Danh da nguon luc cho giai doan xac lap dy an;

 Danh da nguon luc cho giai doan thye hién;

 Quan ly hiéu qua va cam két ro rang;

« Tién hanh nhitng thay do6i vé van hoa trudc khi thue hién;

« Lén ké hoach thong tin hiéu qua;
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* Dao tao day da cac nhom cai tién;
« C6 cac chuyén gia chinh c6 kha nang ho trg thuc hién.
SU DUNG NHU THE NAO

M6 hinh sdu Sigma gom nam budc: xac dinh (Define), do lwong (Measure),
phan tich (Analyse), cai tién (Improve) va kiém soat (Control), thudng
duoc goi la DMAIC.

1. Xéc dinh — trwdc tién, can lya chon cac quy trinh can phai cai tién va cac
muc tiéu can cai thién (SMART).

2. Po lwong — sau buéc xac dinh, cac dit liéu can dwgc thu thap nham danh
gia hiéu qua cua quy trinh hién tai dé so sanh véi twong lai.

3. Phan tich — budc nay xac dinh sy khac biét giita tinh trang hién thoi va
tinh trang mong muon.

4. Cai tién — Quy trinh dugc t6i wu héa dya trén cac phan tich trén.

5. Kiém soat — Nhitng quy trinh m@i da dugc cdi tién can dugc kiém soét va
dwa vao chinh thic.

KET LUAN

M6 hinh sdu Sigma bao gom cd k§ nang citng va mém. Nhitng ky nang
ctirng gom cach tiép can cé cau triac va theo huwéng nham gidi quyét van de,
cac cong cu kiém soat quy trinh thong ké (ap dung khi st dung phuong
phap DMAIC) va céac k§ nang quan ly dy an. Nhitng k§ nang mém bao
gom quan ly con ngudi, thic day sy sang tao va nang cao trinh do.

Phwong phap so chuan dugc st dung trong cac dy an sdu Sigma. Cac dac
tinh quan trong cta san pham, khach hang, quy trinh ndi tai va hé thdng san
xuat dwgc so sanh v@i cac san pham va quy trinh cta d6i thu canh tranh.
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Diéu nay rat hitu ich doi véi quan ly thién vé tai chinh, béi so sanh & cap do
quy trinh sé khién viéc st dung cac ky nang sau Sigma kha thi hon.
Trong cac duy an sdu Sigma, diéu quan trong la can cé tam nhin va nhiét

huyét. Nhung yéu cau cho thanh cong ctia dy an la can cé ha tang r6 rang
trong dao tao, ho trg va phoi hop duy an.

THAM KHAO

Breyfogle III, F.W (2003) Implementing Six Sigma: Smarter solutions using
statistical methods (tam dich: Thyc hién sau Sigma: Gidi phap thong minh
hon khi st dung cac phuwong phap thong ké). Hoboken, NJ: John Wiley &
Sons.
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46. MO HINH UU VIET EFQM

TONG QUAN

Mo hinh wu viét ctia Lién doan quan 1y chat lwong chdu Au (EFQM) gitip
thiét 1ap mot co cdu td chic thich hgp va mot hé thong quan ly twong ng
v6i co cdu dé dé xay dung mot té chirc wu viét. M6 hinh wu viét cia EFQM
duwgce dya trén gia thuyét rang cac két qua hoan hdo vé hiéu sudt, khach
hang, con ngudi va xa hoi dat dugc thong qua sw hgp tac, cac nguon luc va
cac quy trinh. Pay la két qua mang tinh dinh hwéng va tap trung manh mé
vao khach hang.

MG hinh giai thich nhitng 16 hong vé hiéu suat va xac dinh phwong huwéng
cai thién. D6 1a md hinh khéng theo quy tac, dugc cing cd béi cac yéu to
dwgc goi 1a “yéu t6 nén tang” la:

» Kha nang lanh dao va kién tri theo dudi muc dich;
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* Quan ly bang quy trinh va thuc té;

* Sy phat trién va tién bo ctia nhan vién;

* Su hoc hoi, sang tan va tién bd khong ngirng;
* Phat trién hgp tac;

* Trach nhiém chung.

| NELd ] CO K HA NANG >| KET QA

SANG TAN VA HOG HOJ

L

Hinh 46.1: Ma hinh wu viet cia Lign doan qudn I chat luong chiu Au

(199%9-2003 EFOM)

SU DUNG KHI NAO

Mo hinh wu viét EFQM la mo hinh chung dé danh gia va thiét ké co ciu
cong ty theo nhitng kinh nghiém t6t nhat. Diéu nay dugc dwa trén nhitng
yéu td vé van hoa va cau tric khac nhau vGi y dinh phat trién mot t6 chirc
wu viét. M6 hinh nay c6 thé duogc st dung bdi cac nha quan ly cta bat ky t6
chitc nao mudn thyc hién chién luwgc, tai thiét ké va phat trién quy trinh
cung co cau to chic.

SU DUNG NHU THE NAO

Mo hinh phan biét nam khu viye t6 chite (nhitng ngudi c6 kha nang) va bon
khu vye thue hién (két qud). Khu vie t6 chite 1a nhitng nhan t6 chinh dé
quan ly hiéu qua mot t6 chic: kha nang lanh dao, chinh sach va chién lwgc,
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con nguoi, sy hgp tac va cac nguon luc, va cac quy trinh. Két qua chinh cua
viéc thyc hién khong chi phan anh t6 chitc d6 dang hoat dong tot nhu thé
nao ma con la thudc do sic khoe cta cong ty tw nhitng goc nhin khac nhau:
két qua tir khach hang, két qua tir con nguoi, két qua tir xa hoi va két qua
thue hién cha yéu.

Khd ndng lanh dgo — yéu cau nha quan ly phai:
« Phat trién nhiém vy, tam nhin va gia tri;
« L4 hinh mau cho van héa wu viét;

« Dich than quan tdm dén sy phat trién, thuc hién va céi thién hé thong quan
ly cua cong ty;

* Quan tam dén khach hang, déi tdc va nhitng dai dién xa hoi;
» Khuyén khich, ho trg va thira nhan con ngwai trong to chirc.

Chinh sdch va chién lugc — nhitng tiéu chuan sau duwgc st dung nhu co s&
nén tang dé xac dinh tinh wu viét:

« Nhu cau va mong doi hién tai va twong lai ctia cac c6 dong;

« Thong tin cho viéc do lwong hiéu suat, nghién cttu, hoc hoi va nhitng hoat
dong mang tinh sang tao;

* Sy phat trién, xem xét va cap nhat lién tuc;

* Trién khai thyc hién thong qua mét mo hinh nhitng quy trinh chu dao;
* Truyén thong va thurc hién.

Con nguoi — dong vai tro chinh. Theo nhv EFQM:

» Nguon nhan lyc can duge hoach dinh, quan ly va cai thién can trong;
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 Tai nang va kién thitrc cia con ngwoi nén dwgc nhan dién, phat trién va
duy tri;

 Con nguoi phai don hét tam tri lam viéc va can dugc trao quyeén luc;

 Can c6 nhitng cudc doi thoai gitta nhitng nguwdi & cac cdp bac khac nhau
trong t6 chic;

« Con ngudi can duwgc khen thwdng, cong nhan va quan tam.
Sw hop tdc va nguon luc — tinh wu viét yéu cau sy quan ly ve:
» Hop tac tir bén ngoai;

 Tai chinh;

« Cac toa nha, thiét bi, nguyén liéu;

 Cong nghe;

« Thong tin va kién thic.

Quy trinh — nhitng quy trinh wu viét:

« Dugc thiét ké va quan 1y c6 hé thong;

« Durgc cai thién c6 tinh chat do6i méi dé dap ¢ng nhu cau khach hang va gia
tang gia tri;

* Tao ra nhitng san pham ciing nhw dich vu dwoc thiét ké va phat trién tot
nhat c6 thé dap tng dugc nhu cau va mong dgi cua khach hang;

« San xuat, phan phéi va phuc vu san pham va dich vu;

* La nhitng quy trinh quan ly va ciing c6 méi quan hé vdi khach hang.
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Trong EFQM, két qua tir khach hang, két qua tir con ngudi va két qua tw xa
hoi dugc do lwong trong cac pham vi nhan thic va chi bao hiéu qua.

Nhitng két qud ma to6 chitc dang dat dugc lién quan dén hiéu suit theo ké
hoach dwgc goi chung la két qua hiéu suat chu dao bao gom hiéu qua dau ra
va chi bao hiéu qua chu chét.

Puong day phan hoi tir khu vie thie hién tao ra nhitng muc tiéu trong khu
vure to chire 1a can thiét dé thiét 1ap hiéu qua hoc tap c6 to6 chirc. Chi bao
hiéu qua hién c6 dugc phat trién dé do lwong két qua ctia nhitng cai thién.

KET LUAN

Mo hinh wu viét cia EFQM la mot cong cu dwge cong nhan dé cai thién
hiéu qua va trinh do nghiép vu ctia chu ky kiém soat va hoach dinh cua
cong ty. Mo hinh EFQM ciing dwgc phat trién bdi nhitng nha quéan ly hang
dau cac cong ty & chau Au nhw Renault, Philips va Ciba Geigy. M6 hinh
nay cung cap nhitng yéu to then chét cho viéc phan tich, danh gia, co cau,
cadi thién va quan ly hiéu qua mot t6 chitc. Trang web cia EFQM
(www.efgm.org) la nguon thong tin quy gid cho viéc st dung mo hinh
EFQM uwu viét vao viéc ti danh gia cling nhw cung cap mé hinh tham khao.

M6 hinh EFQM wu viét thuong dwgc miéu td nhw mot moé hinh ho trg cho
viéc ra quyét dinh chién lwge. Tuy nhién, d6 khong phdi la mot m6 hinh
theo quy tac dugc thiét ké dé trg gitup cac phan tich quan ly.

THAM KHAO

1. The EFQM Excellence Model for self-appraisal (1992) (tam dich: Mo
hinh wu viét EFQM dé ty danh gia) EFQM: Brussels, Belgium

2. Oakland, J. (2000) Total Quality Management: Text with cases (tam dich:
Quan ly chat lwvgng tuyét doi: Ly thuyét vGi cac tinh hudng), 2nd edition.
Oxford. Butterworth Heinemann.
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47 . LY THUYET CAC DPIEM HAN
CHE

- N\
= (=

TONG QUAN

Baén chat cua ly thuyét cac diém han ché (Theory of Constrainst — TOC) la
& cho cong suat cta bat cit day chuyén san xuat nao ciing bi quyét dinh bai
mat xich yéu nhat trong day chuyén d6. Moi hé thong déu cé nhitng diém
han ché ngan can cac cong ty hoan thanh muc tiéu sau cung ctia minh: Lgi
nhuan. Ly thuyét cac diém han ché cho rang bang viéc x6a bo han ché 16n
nhat (diém han ché), cong suat ctia toan bo hé théng sé duwgc tang 1én. Va
bang viéc x6a bé diém han ché mdi tao ra tir hoat dong trudc dé, san luvgng
c6 thé tang thém nita. TOC tim kiém diém han ché trong hé thong va loai
trir né. Diéu nay dat dugc bdi moi day chuyén san xudt khong thé chay
nhanh hon khau chdm nhat trong dé. Néu cd, hang tén kho sé chat dong.
N6 st dung nguyén ly céi trong — vat dém — sgi day dé kiém soat nhip do
ctia day chuyén san xuat. Biém han ché déng vai tro nhu céi trong (quyét
dinh nhip do), vGi cac phuong thirc ctuia sgi day cac cong doan tho duogc
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hoach dinh thé nao, con vat dém sé lam cho diém han ché hoat dong tron
tru.

Trong cudn The Goal (tam dich: Muc tiéu), Goldratt va Cox (1984) da mdo
td nguyén ly nay bang hinh dnh mét doan hwéng dao sinh, ho khong thé di
déu véi toc do nhanh hon ngwoi di chdm nhat (diém han ch€). Néu ho c6
lam vay, hang 16i sé kéo dai bdi moi nguwdi déu vugt 1én trwde (giong nhw
lru kho). Poan ngudi cé thé di déu lién nhau hon néu ho di véi toc d6 cua
ngwoi di cham nhat. Ca doan sé di nhanh hon néu nguwdi cham nhat dé c6
thé di nhanh hon.

Hinh 47.1 M6 ta ly thuyét diém han ché
SU DUNG KHI NAO

TOC dugc stt dung dé t6i da hda cong suat cia mot day chuyén san xuat.
Muc tiéu cudi cung la tao ra lgi nhuan. Goldratt va Cox tdp trung vao
nhitng chi bao khac nhau vé san xuat va tai chinh dé dat dwoc muc tiéu nay:

« COng suat (nguyén liéu dau vao) — sw khac biét giita dong tién vao va
dong tién ra.

» Ton kho — tat cad cac cong cu tai chinh dugc dau tw vao hé thong dé co
duoc tai san.

« Chi phi hoat dong — tat ca cac chi phi can dé bién hang tén kho thanh san
pham cho ngudi tiéu dung (vi du: chi phi lao dong, nguyén liéu thd, khau
hao).

https://thuviensach.vn



Goldratt va Cox cho rang dé tao ra nhiéu lgi nhuan nhat c6 thé, cong suat
ctia hé thong can dugc toi da hoa. Sy tap trung vao hoat dong san xuat sé
gop phan cai thién thoi gian va nhip do cong viéc chit khong chi cat giam
chi phi. Néu dugc ap dung ding, TOC c6 thé gitp tranh duge nhitng 16i
thwong gdp gdy ra bdi chinh tw duy hiéu qua: thay vi téi da héa cong suat
ctia nhitng may moc dat tién nhat trong day chuyén dé giam gia toi da san
pham, sé hiéu qua hon néu tang cwdng cong suat ctia nhitng may moc cii da
hét khau hao (diém han ché).

SU DUNG NHU THE NAO

TOC tap trung vao cai tién day chuyén. Mot day chuyén dugc dinh nghia la
mot chuodi nhitng quy trinh phu thudc lan nhau. M6i lién hé trong mot hé
thong la mot chudi cac mat xich cung hoat dong huwéng dén muc tiéu cudi
cung. Diém han ché chinh la mat xich yéu. Hoat dong ctia ca chuoi bi gidi
han bé&i hiéu qua ctia mat xich yéu nhat. Trong cac quy trinh san xuat, TOC
tap trung vao mat xich lam cham hiéu suét cua ca quy trinh.

C6 nam buéc trong 1y thuyét cac diém han ché:
1. Xac dinh cac diém han ché trong hé thong (xac dinh diém han ché).

Cac diém han ché dwgc xac dinh bang cac phwong phap khac nhau. SO
lwgng cong viéc dang nam cho trong mot quy trinh hoat dong chinh la chi
bao vé diém han ché. Mot vi du khac 1a khi san pham dwgc san xuat theo
16.

2. Xac dinh c,ach (cac) diém han ché c6 thé mac phai (Khac phuc diém han
ché).

Khi diém han ché da dwoc xac dinh, quy trinh sé dwgc cai tién hodc ho trg
nham dat dugc cong sudt tdi wu ma khong can stra chita hay nang cap dang
ké nao. No6i cach khac, diém han ché dwoc khai thac toi da.
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3. Gan két tat ca cac van dé phu thudc vao quyét dinh thwc hién & buée 2
(rang budc cac quy trinh khac vao diém han ché).

Khi quy trinh mang diém han ché hoat dong v&i cong suét t6i da, toc do cua
cac quy trinh phu thudc khac sé duwgc cai thién theo téc do hodc cong suat
cta diém han ché. Can hy sinh hiéu qua ctia mot s6 quy trinh riéng biét cho
lgi ich cta ca hé thong. Trong chuoi gia tri, nhitng quy trinh phu thudc
thuong nam tredc diém han ché. Nhitng quy trinh nam sau diém han ché
thwong khong lién quan nhiéu lam — c6 thé da hoat dong duwéi nang suat cta
ca hé thong do phai cho dgi cac cong viéc tai quy trinh c6 diém han ché.

4. Tang cwong hodc pha v (cac) diém han ché trong hé théng (tang nang
sudt ctia cac diém han ché).

Néu cong suat cia toan hé théng van chwa dat yéu cau, can cé nhitng cai
tién hon nita. Cong ty cé thé ap dung nhitng thay déi dang ké véi diém han
ché. Thay doi c6 thé c6 lién quan dén tang cudng von, tai co cdu hodc dau
tw 16n vé thoi gian hay tién bac. Buéc nay dwoc goi la nang cap diém han
ché hodc thue hién bat ky hanh dong can thiét nao dé x6a bé han ché do.

5. Ngay khi diém han ché da dugc khac phuc, quay tré lai buée 1 (lap lai
quy trinh).

Khéng dugce dé sy tri tré tao ra diém han ché mdi trong hé thong. Ngay khi
diém han ché dau tién bi loai bd, nhitng phan khac trong hé thong hoac
chudi quy trinh lai sé tré thanh diém han ché méi. D6 chinh la Idc 1ap lai
quy trinh cai tién. Hoat dong cua toan bo hé thong dwgc danh gia lai bang
viéc tim kiém diém han ché méi, khac phuc, gan két cac quy trinh phu
thudc va md réng cong suat. Bang viéc tap trung vao cac diém han ché,
phwong phap nay tao ra hiéu qua tich cyc doi vGi thoi gian sdn xuat hoac
phuc vu cia mot hé théng. Cat gidam lang phi bang cach tang dau vao va rit
ngan thoi gian. Khi diém han ché duwgc khac phuc, dung sai gidm va chat
lwgng tang. Tap trung vao diém han ché khong doi hoi hiéu biét chi tiét vé
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phan tich dit liéu, hoac nhiéu ngwdi hiéu dugce cac yéu to trong hé thong ma
chi can mot s6 it ngwoi c6 da quyeén lyc dé thay doi hiéu nhitng yéu to dé.
NO Iire c6 thé dwgce tap trung voi su tham gia t6i thiéu nhan luc trong cong
ty.

Khi thye hién nhitng bwdc trén can lwu y rang cé hai loai diém han ché:

» Han ché ndi bo: nhitng han ché trong gidi han cta hé thong va t6 chirc,
ngan can né dat muc dich. Vi du: khong da cong suat hodc nhitng han ché
vé quan ly va hanh vi.

* Han ché tir bén ngoai: nhitng han ché nam ngoai giéi han ctia hé thong
ngan can n6 dat muc dich. Vi du: gidm cau, dv thita san pham va canh
tranh.

Goldratt thwong xuyén st dung phwong phap cay thuc té (Current Reality
Tree - CRT) véi hiéu ttng khong mong dgi (Undesired Effect - UDE) dé tim
ra diém han ché va huéng giai quyét t6i wu. Nhitng k¥ thudt nay dugc trinh
bay trong cudén sich Not Lucky (tam dich: Khong phédi van may) cua
Goldratt. Twong tw nhw cac phwong phap dugce st dung trong phan tich can
nguyén (xem Chuong 57).

KET LUAN

Tim kiém va xac dinh cac diém han ché la mdt trong nhitng yéu t6 quyét
dinh trong ly thuyét cac diém han ché. Bang cach nay, hang ton kho, sai sét
va ngung tré san xudt dwgc phan tich. Tuy nhién, khong nén chi xem xét
khia canh logic va ky thudt cia cac diém han ché. Nhitng yéu t6 t6 chitc va
thong tin cling kha quan trong.

Phwong phap TOC hoat dong dwva trén mot vai gia thuyét sau:
* Trong san xuat tinh gon (xem Chwong 37), gia tri ctia cac cong ty chinh la

toc do0 ma san pham va dich vu chay trén hé théng. Téc do va san lwong
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chinh l1a yéu t6 quyét dinh thanh cong.

« Nhitng quy trinh hién thoi déu can thiét dé san xuat sdn pham mong
muon.

* Thiét ké ctia cac san pham va dich vu 6n dinh

Nhitng nguwoi cong nhan tryc tiép lam gia tang gia tri khong can phai hiéu
sau phuong phap cdi tién nay. Nhitng dé nghi ho dwa ra khong phai 1a yéu
t0 song con dé thue hién thanh céng ly thuyét diém han ché. Nhitng cong ty
c6 co cdu to chie kiéu tap quyeén va chi huy thwong danh gia cao phuwong
phap nay.

Nhwge diém chinh cia TOC la ¢ cho cac diém han ché cé thé thay doi, vi
mot day chuyén c6 thé san xudt rat nhiéu loai san pham khac nhau. Tuy
thudc vao thoi gian san xuat, diém han ché c6 thé khac nhau doi véi nhitng
san pham khac nhau. Hon nita, nhiéu loai sdn pham cho thay cé sy bién
thién thoi gian, cong suat va lwgng hang ton kho. TOC chi xem xét yéu td
cong suat. Tuy nhién, néu sy bién thién bi bé qua, viéc gia tang s6 lugng
ban thanh pham cé thé xudt hién (va thoi gian sdn xuat cling sé gia tang), va
diéu nay hoan toan mau thuan véi muc tiéu.

THAM KHAO

1. Goldratt, EZM va Cox, J. (1984) The Goal: A process of ongoing
improvement (tam dich: Muc tiéu: Qua trinh cai tién lién tuc). Great
Barrington, MA: Red River.

2. Goldratt, E.-M (1994) It’s Not Luck (tam dich: Khéng phdi may man),
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48. QUAN LY TON KHO BOI NHA
CUNG CAP

- N\
= (=

TONG QUAN

Quaén ly ton kho béi nha cung cidp (Vendor Managed Inventory - VMI) la
phuong thitc t6i wu héa hoat dong cua chuoi cung ng trong d6 nha cung
cap chiu trach nhiém vé mitc d6 lvu kho cua nha ban 1é. Nha cung cap dugc
tiép can vGi cac dit liéu vé hang hoa trong kho ctia nha ban 1é va chiu trach
nhiém diéu phoi cac don dat hang.

Khi cac cong ty trong chudi cung tng quyét dinh hgp tac véi nhau, két qua
cta sw hop tac nay thuwong la sy trao doi thong tin tot hon, cac quy trinh va
hoat dong phéi hop cling dwgce cai tién (trén co s ho trg lan nhau). Mot vi
du cho sy hgp tac nay la mé hinh VMI, trong d6 bén mua cho phép nha
cung wng (tic 1a nguwdi ban hang) quan ly toan bo quy trinh b6 sung hang
héa, va chiu trach nhiém kiém soat lwgng hang ton kho ctia nha ban 1é. Mot
cach don gian, nha cung cidp dugc trao nhiém vu gitt lwgng hang ton kho
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trong kho nha ban 1é d6i v6i nhitng san pham ctia minh, dé ho cé thé giai
quyét van dé quan trong hon la lam thé nao ban hang hiéu qua nhat dén
nguoi tieu dung. Vai thay doi nay, cac nha cung cap chuyén moi quan tam
ctia minh tr viéc lam céac nha ban 1é mua nhiéu hang héa hon sang gitp ho
ban duwgc nhiéu hon.

DPé dat dugc diéu nay, nha ban 1é cho phép nha cung cap tiép can kho hang
cung vGi cac thong tin vé lwgng cau (mot cach co hoc hodc thong qua hé
thong tin nhan dién t& tw dong) roi xac 1lap cac muc tiéu cho nhitng mat
hang san c6. Nha cung cap sé thuwong xuyén dua ra quyét dinh mai vé
lwgng dat hang, cach thitrc va thdi gian van chuyén. Két qua la thay vi cho
nha ban 1é dat hang, nha cung cap ty diéu tiét cac giao dich cung ng. VMI
la hoat dong cung ng hiéu qua giip nha cung cap dap @ng nhu cau ma
khong bi can trd bdi cac quyét dinh mua hang trong chuoi ban 1é (hiéu tng
chiéc roi da — the bullwhip effect). Hon nita, VMI dugc xay dung nham x6a
bé hodc it nhét cling giam thiéu sy thiéu hut trong cung ¢ng hang, cling nhw
cat giam chi phi cho tat ca cac thanh vién trong chuoi cung tng. Theo do,
thuwéc do hiéu qua cta nha cung cdp khong phai 1a thoi gian giao hang ma
la lwgng hang hoéa san c6 va mirc d6 quay vong cta chiing.
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Hinh 48.7. Mo hinh Nha cung cap quan 1y hang tan kho

SU DUNG KHI NAO

Mot s6 nha nghién cttu cho rang VMI dac biét phu hgp vGi nhitng moi
treong c6 tinh 6n dinh twong doi, véi it thay doi vé nhu cau, va s6 lwong
cac san pham tiéu chuan 16n. Tuy nhién, cd nghién cttu thuc t€ va mo
phong déu cho thdy VMI ciling hiéu qua hon phuwong thitc b6 sung hang
truyén thong doi véi cac san pham cé s6 lwgng ban ra it véi nhu cau thay
do6i 16n, mac du st dung phwong phap VMI trong méi treong nay ton kha
nhiéu nhan cong.

VMI la co héi tot cho cac nha cung cap vi n6 cho phép ho cat gidam cong
sudt thtra va dat hiéu qua san xuat cao hon ma khéng can tang lwgng hang
ton kho va gidm muc tiéu dap ng cac don dat hang. Hon nita, véi cac
nguon lwc han ché, phwong phap nay rat hitu ich trong xac dinh nhitng don
hang nao cé thé tri hoan ma khong gay ton that cho nha ban 1é.

SU DUNG NHU THE NAO
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Chung t6i xac dinh y nghia chung va cu thé cia VMI d6i véi ca nha ban 1é
va nha cung cap. Tat ca cac cong ty déu nhan ra rang viéc thuc hién mot
VMI thanh cong phu thudc rat nhiéu vao cac moéi quan hé gitra cac cong ty
v6&i nhau. Néu VMI chi duge xem nhw mét gidi phap ky thuat don thuan,
khong tinh dén cac khia canh con nguwdi va xa hoi lién quan thi sé rat khé
dem lai thanh c6ng. VMI thuc sy can nhitng nhém lam viéc cé hiéu qua va
cac thanh vién cé cam két thudc tat ca cac cong ty lién quan. VMI sé that
bai néu khong c6 nhitng moéi quan hé can thiét, chuodi cung ng va cau tric
to chirc hop ly.

T géc d6 cua nguwoi ban 1é, quyét dinh c6 ap dung VMI hay khéng khong
lién quan t6éi quan hé cta nha cung cap vdi cac khach hang khac. Thém vao
d6, cac nha ban 1é c6 thé khong mudn bé qua cac hoat dong mua hang, vi
ching gan nhv la mot nang lwc c6t 16i ctia ho (xem Chuong 5). Theo do,
dong luc ctia cac cong ty phdi dong nhat véi cac muc tiéu cia VMI. Vi du,
thwdng trén doanh thu ban hang thwong gan vGi cac muc tiéu ban hang
ngan han, diéu nay la khéng phu hgp véi VMI. Thém nita, cac nha ban 1é
nén kiém soat hoat dong ctia cadc nha cung cap thong qua mic dé phuc vu
cta chinh ho véi khach hang, béi day la muc tiéu co ban cda viéc bo sung
hang vao kho hiéu qua. Tuy nhién, VMI gidi quyét cdc mau thuan gitra
nhitng do tinh hiéu qua & ca hang ton kho va mitc do phuc vu khach hang.

DPoi v6i nha cung ng, thuan 1gi co ban la VMI giam bét sy bap bénh cta
nhu cau, cho phép nhitng budc dém nho hon vé nang lyc va lwgng ton kho.
Nha cung @ng c6 co hdi thuan lgi hon dé diéu phoi viéc van chuyén hang
dén cac khach hang khac nhau, va 1én thoi gian biéu cho viéc chuyén hang
— nhanh hodc chdm hon — tuy theo lich sdn xuat, tinh trang ton kho cua
khach hang va nang lyc van chuyén. Sy théng sudt cta viéc chuyén hang
thwong dwgc cai thién néu thye hién VMI

Diéu phoi viéc dat va giao hang bo sung thong qua nhiéu nha ban 1é gép
phan céi thién dich vu. Mot yéu cau giao hang cho mot nha ban 1é khong
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qua cap thiét sé duwgc hoan lai mot dén hai ngay nham tao diéu kién dé giao
hang cho mot nha ban 1é khac can kip hon. Twong tw, mot don hang bo
sung nho hon tr mot nha ban lé sé phai wu tiéen cho mot don hang 16n hon
ctia mOt nha ban 1é khac dang rit can dén né. Véi kha nang can bang nhu
cau cua tat ca cac doi tac, nha cung tng c6 thé nang cao hiéu qua caa hé
thong ma khong lam ton hai 1gi ich cia bat ct nha ban 1é nao. Cac nha ban
1é hwong 1gi tir sy bdo dam cho nhitng yéu cau cap thiét nhat la sé nhan
dwge sy quan tam hiéu qua nhat. Khong c6 VMI, nha cung @ng sé gap
nhiéu khé khan trong viéc sap xép wu tién cho van chuyén hang mot cach
hiéu qua.

Mot hiéu tng thu vi cia VMI la dich vu chuyén hang ciling duwgc cai thién
cho cac nha ban 1é khac khong tham gia VMI nhung mua hang tir nha cung
tng tham gia VMI v@i cac nha ban 1é khac. Pay la két qua tiv kha nang cta
nha cung ng trong viéc lén ké hoach san xudt hiéu qua hon, do vay nang
cao dich vu chuyén hang n6i chung. Thém vao dé, viéc ban hang tang thém
nhw mot két qua cua viéc cai thién mitc do dich vy, xuat phat tir sdn pham
c6 san nhiéu hon. Nhu vay, kha nang sinh lgi déu tang 1én cho tat ca cac
doanh nghiép trong day chuyén.

Loi ich caa VMI rét nhiéu cho ca nha cung ng va nha ban 1é.
Loi ich chung:

* LOi truy cap dit liéu giam dua trén két néi may tinh t6i may tinh. T6c do
xt ly cting nhanh hon

 Ca hai phia déu quan tam dén viéc cung cap dich vu to6t hon cho nguoi
tiéu dung. Gilt lvgng hang ton kho chinh xac theo nhu cau cta khach hang
sé c6 1gi cho tat ca cac bén lién quan.

* M6t quan hé doi tac thuce sw dugc thiép 1ap gitta nha cung ng va nha ban
1é. Ho lam viéc cung nhau va that chat lién két.
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St 6n dinh vé mat thoi gian cta cac don hang (xudt phat ti* nén tang xac
dinh truwdc trong thye t€).

Loi ich cua nha ban 1é:

* Muc tiéu la dat dwgc sy céi thién trong ty 1€ cung cdp tir nha cung &ng va
dén nguoi tieu dung, giam thiéu kha nang chay hang va giam thiéu mitc ton
kho.

* Chi phi 1ap ké hoach va dat hang giam xuong vi trach nhiém dwgc chuyén
sang phia nha cung tng.

« Mitc do chi phi chung dwoc cai thién do viéc c6 san mat hang can thiét
vao dung thoi diém.

» Nha cung ng sé tap trung hon bao gio hét trong viéc cung cap dich vu téi
uu.

Loi ich cta nha cung ¢ng:

 Nhin thay dit liéu ban hang ctia cac nha ban 1é lam cho viéc dy bao dé
dang hon.

* Cac hinh thitc khuyén mai dugc dwa vao trong ké hoach lwu kho dé dang
hon.

 Giam thiéu 16i dat hang tir nha ban 1é ( diéu trudc day xay ra nhw mot hé
qua).

 Nhin thady mitc tén kho gitip xac dinh cac wu tién (cung ng thém dé du
trit hodc hét hang). Trudc khi st dung VMI, nha cung &ng khoéng c6 cai
nhin tong quat vé so lwgng hodc cac san pham dwgc dat hang. Vé&i VMI,
nha cung tng c6 thé nhin thay nhu cau tiém nang véi mét san pham trude
khi n6 dugc dat hang.

https://thuviensach.vn



KET LUAN

Mac du da tré nén pho bién vGi Wal Mart va Procter & Gamble cudi nhitng
nam 1980 nhung dén gan diay VMI mdi nhan dwgc nhiéu sy chd y vi sy
xuat hién cac cong nghé thong tin lién lac tinh vi cho phép chuyén dit liéu
gan nhu ngay lap tic. Trén thuce t€, sau khi dugc 4p dung vao cac doanh
nghiép noi trén, VMI da trd nén pho bién trong nhiéu nganh khac nhau va
gianh dugc sy quan tdm cda nhiéu céng ty nhw Kmart, Dillard Department
Stores, JCPenny, Campbell Soup, Johnson & Johnson, Berila.

Viéc trao doi thong tin dién tir gitta nha cung tng va nha ban 1é la phan
quan trong nhat trong tng dung VMI. Qua thyc, viéc ng dung thanh cong
VMI thwong phu thudc vao cac hé thong théng tin tich hgp, bao gém céc t6
hop mady tinh, cong nghé lién lac, nhan dang san pham va hé thong theo doi
giam sat. Do do6, cac tha tuc bat thwong va cach danh s6 san pham khong
thong dung sé can trg viéc ing dung VMI.

THAM KHAO

Paquette, L. (2003) The Sourcing Solution: A step-by-step guide to creating
a successful purchasing program (tam dich: Giai phap nguén: Huéng dan
ti'ng budc dé tao ra mot chwong trinh mua hang thanh cong). New York,
AMACON
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N
PHAN BA
CAC MO HINH SAN XUAT

Nhitng m6 hinh nay tao ra sy thay déi cac t6 chitc va thyc hién cac hoat
dong hitu hiéu nhat. Thém vao do, viéc phan loai cac mé hinh nay gidp t6i
wu hda cac quy trinh va hoat dong sdn xuat cia cac cong ty. Khi phan tich
va tao dung mot t6 chirc wu viét, nhitng mo hinh nay nhan manh vao céc
cau hoi dang “ai, cai gi, va khi nao”.

) "\ ; ee
Il 2 VA%
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49. THE PIEM CAN BANG

TONG QUAN

Thé diém can bang (Balanced Scorecard - BSC) duwgc Kaplan va Norton
phat trién vao nam 1992 thay thé cho phwong phap danh gia hoat dong
truyén théng chi tdp trung vao cac chi so tai chinh, va don thuan dwa trén
hoat dong trong qua khitr cia mot cong ty. Thé diém can bang la phuong
phap tr trén xuéng dwdi nham xac dinh muc tiéu ctia mét cong ty. Nhitng
yéu t6 dinh hwéng chinh yéu trong tirng khia canh déu dya trén st ménh va
tam nhin cda cong ty do, cho thdy tdm nhin dai han cia cong ty. Vi vay,
mot to chitc c6 thé kiém soat dugc muc dich, chién lwgc va muc tiéu cua
minh, va dwa ra bat ky giai phap can thiét nhanh chéng nao.

SU DUNG KHI NAO

BSC c6 thé dugc st dung thay thé cho cac phwong phap ké toan tai chinh
truyén thong da khong con phu hgp vGi hoat dong cua cong ty nita. Thé
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diém can bang danh gia hoat dong cia mot cong ty qua bon khia canh: tai

chinh; cac quy trinh kinh doanh néi bo; hoc tap va phat trién; khach hang.
Céac danh gia tai chinh dwgc thye hién bang cach danh gia phi tai chinh

hwéng dén thanh cong lau dai, va dat ra cac cau hai:

» Biéu gi la quan trong doi vdi cac c6 dong?

» Khach hang hiéu vé cong ty nhu thé nao?

 Nhitng quy trinh ndi bo nao cé thé lam gia tang gia tri?

 Chung ta c6 sang tao va san sang cho twong lai khong?

Thé diém can bang dugc st dung dé kiém soat hoat dong mot cach cong
khai va thong qua nhiéu cach danh gia. N6 cho phép cac nha quén ly c6
nhitng hanh dong phu hop khi can thiét, diéu chac chan sé dan t&i nhitng

cai tién lau dai va bén virng.

Fairchinh
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SU DUNG NHU THE NAO

Dé lap mot thé diém can bang, mot cong ty can xac dinh trdc tién tam
nhin va s ménh cta minh cing nhw xac dinh nhitng yéu td6 quyét dinh
thanh cong va céac chi bao hoat dong chinh yéu tir bon khia canh khac nhau:

Khia canh tai chinh: Cac nha quan ly ludn can céc dit liéu tai chinh chinh
xac va dung thoi diém dé quan ly hoat dong kinh doanh. Nhitng chi bao
quan trong bao gom: ty 1é hoan von dau tw (ROI) va gia tri kinh té gia tang.
Tuy nhién, nhitng danh gia khac cling c6 thé dwgc thém vao tuy thudc tinh
chat ctia cong ty va nganh nghé hoat dong ctia cong ty do.

Khia canh khach hang: Dich vu khach hang va d6 hai long dwgc xem la van
dé quan trong v6i moi cong ty, bai dich vu khach hang yéu kém sé dan dén
st di xuéng cua mot cong ty — nhitng khach hang khéng hai long sé tim dén
nha cung cap khac dé théa man nhu cau cta ho! Panh gia mirc do hai long,
st trung thanh v&i san pham, thi tredng va c6 phiéu cung cap hiéu biét sau
sac vé viéc khach hang nhan thitc vé cong ty nhw thé nao. Nhitng chi bao
c6 thé dugc st dung bao gom: 1gi ich khach hang, chinh sach trd hang, xw
ly cac cudc goi dich vy, thi phan trong phan doan thi tredng muc tiéu, giai
quyét phan nan va thac mac cua khéach hang.

Quy trinh ndi bd: Cac chi bao trong phan nay cho cac nha quén ly hiéu biét
sau sac hon hiéu qua hoat dong ctia cong ty minh, bao gom: chat lwgng,
quay vong va thoi gian dap &ng khach hang, chi phi, phat trién san pham
mdi, thoi gian dua ra thi truong, va cd thoi gian hoan vén, doanh s6 ban san
pham mdi trén tong doanh so.

Hoc héi va phat trién: Céac chi bao nay cho thay hoat dong quéan ly nguon
nhan lyc, kién thitc va quan ly sang tan thanh cong nhu thé nao. Nhitng chi
bao c6 thé sit dung gom mitc do hai long va trung thanh ctia nhan vién, gia
tri gia tang trén moi nhan vién, sy san c6 cac ky nang nghé nghiép mang
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tinh chién lwgc, s6 lwgng y twdng mdi ctia moi nhan vién, mitc do san co
cta thong tin lién quan t6i nhu cau.

Neén:

* St dung thé diém can bang dé xac dinh rd hon chién lwgc, thong tin vé
chién lwgce va gitip thong nhat cac ca nhan, cac sang kién trong toan cong ty
cling nhu gitra cac phong ban vGi nhau nham dat muc tiéu chung.

* Stra do6i thé diém can bang thuwong xuyén theo yéu cau dé cé thé tap trung
va kiém soat cac muc tiéu ding dan.

Khong nén:

« Thé diém can bang khong phai la cong cu dé kiém soat hanh vi hay danh
gia hiéu qua hoat dong trong qua khu.

KET LUAN

Khong c6 gi ma@i mé trong viéc st dung cac chi bao phi tai chinh, nhung
Kaplan va Norton (1992) dugc danh gia cao khi gigi thiéu tac dong cua cac
danh gia can bang tit nhitng khia canh khac nhau. M6t CEO thuwong thién
vé cac phuwong phép tai chinh, mdc du ngay nay, viéc quan ly cong ty chi
dwa trén cac chi bao nay la khong di. Mo hinh thé diém can bang budc cac
cong ty tap trung vao cac chi bao hoat dong chinh yéu duwgc thira nhan
trong ca cong ty va chac chan dan t6i céi tién hoat dong lau dai va bén
virng.

Tuy nhién, tim ra chudi cac chi bao hoat dong can bang va ding dan khong
phai la nhiém vu dé dang. Can luu y rang s6 lwgng hop ly cac chi s6 trong
thé diém can bang la khoang tir 12 dén 16 néu c6 sy dong thuan cta céac
nha quén ly vé cac chi s6 nay. Thém vao dé, cac chi bao chinh can dugc
phan chia thanh cac chi bdo thanh phan c6 thé hoat dong trong pham vi
quan ly cap thap va cap trung. Néu khong, sé cé rii ro khi cac nhan vién
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chi tap trung vao mdt vai muc tiéu chung chung trén thé diém can bang.
Cudi cung, thé diém can bang phdi dwgc cap nhat hang ngay, dya trén cac
loai hinh kinh doanh, nham tranh nhitng phwong phap danh gia sai 1éch.

THAM KHAO

1. Kaplan, R. and Norton, D. (1992) The Balanced Scorecard: Mearsures
that drive performance (tam dich: Thé diém can bang: cach danh gia quyét
dinh két qud). Havard Business Review January/February 1992 Vol.70
issue 1pp. 77-80.

2. Kaplan, R. and Norton, D. (1996) The Balanced Scorecard: Translating
strategy into action (tam dich: Thé diém can bang: Chuyén tw chién lwgc
thanh hanh dong) Cambridge, MA: Harvard Business School Press.

Tai them ebook: http://www.taisachhay.com
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50. VAI TRO NHOM CUA BELBIN

0
I\

TONG QUAN

Belbin (1985) nhdn ra chin vai tro b6 tr¢g lan nhau cua mot nhém kinh
doanh thanh céng, cé thé chia thanh cac nhém nhu sau:

Vai tro dwa vao Vaitrd dwra vao trioc  Vai tro duwa trén

con nguwdi hanh déng

1. Ngudi didu phai 1. Nguwvi sang tao 1. Ngueéri dinh hinh

2 Thanh vién nhdm 2, Nguwdi giam sat 2. Mgudi tign hanh

3:Nguoi khat thac 3 Chuyén gia 3. Ngudvi ket thic
nguon rc

Hinh 50.1 Mang lv6i cdc vai tro phu trg cho nhau ctua Beblin

1. Nguoi diéu phdi la nguwdi chin chan va ty tin. Ho c¢6 thé dem lai nhitng
kinh nghiém nhu mot chu toa, mot ngwoi ditng dau & mot so linh vuce dé
gilt vai tro diéu hanh. Nguoi nay vach ra muc tiéu, khuyén khich cac quyét
dinh va phan chia céng viéc. Tuy nhién, ho c6 thé thao ting hodc chuyén
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quyeén, nhat l1a khi ho khién nhitng ngwoi khac lam nhitng viéc ho c6 thé va
nén lam.

2. Thanh vién nhém nhe nhang, cw x& khon khéo, ho san sang hop tac va
lang nghe. N6i ngan gon, ho la ban cua tat cd moi ngwdi. Thanh vién nhém
biét l1ang nghe, xay dung, can bang va xéa di nhitng cang thang, nhung ban
chat do dy cta ho thé hién trong nhitng tinh huoéng khé khan. Nhitng nguoi
hanh dong trong nhém thuwdng nghi rang nhitng ngwdi nay ndi qua nhiéu.

3. Nguoi khai thac nguon lyc 1a nguwoi huwdng ngoai, nhiét tinh va hoat
ngon. Ho tim kiém nhitng co hoi va day manh nhitng maéi lién hé c6 thé
dem lai lgi ich cho ho & mét s6 giai doan. Mdc du la ngudi co hoi va lac
quan, ngwoi khai thac nguon lyc thwong chi c6 moéi quan tdm ngan ngui va
nhanh chéng lang quén mo6i quan tam khac.

4. Nguoi sang tao dugce Belbin goi la “nguoi gieo hat” co kha nang sang tao
va twéng twong, thuwong thong minh dot xuat. Cach suy nghi dot pha cia ho
gilp gidi quyét nhitng van dé gai géc. Nguoi nay bé qua nhitng van dé nho
nhadt va qué chd tam vao truyén dat y twdng cia ho that hiéu qua. Van dé la
con nguoi ty nhan thitc dugc tai nang cta minh nay thwong gay roi nhitng
thanh vién khac trong nhom.

5. Nguwoi giam sat danh gia cac hanh dong va suy nghi vé chién lvgc. Ho
ludn tinh tdo va tinh twong, theo sat tién do cong viéc. Ho tham dinh va
danh gia chinh xac tat ca cac phwong an, nhuwng lai thiéu dong lwc cling nhw
kha nang truyén cdm hitng cho moi nguoi.

6. Chuyeén gia la con nguwoi cham chi, c6 kha nang ty hoan thanh cong viéc.
Ho cung cap nhitng kién thitc va ky nang chuyén biét, vi vdy ma dong gop
cta ho chi c6 gigi han. Chuyén gia thich di sdu vao chuyén mon nén ho can
duwgc nhac nhé vé muc tiéu chinh yéu.
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7. Ngudi dinh hinh rat cttng c6i, nang n6 va chiu ap luc tét. Ho cé da dong
lyc va dong co dé vuot chuwédng ngai vat, khong diéu gi toi té ngan duoc ho.
Nhitng ngudi nay doi khi lam ngwdi khac khé chiu vi nhiét huyét cta ho.

8. Nguoi tién hanh 1a con ngudi caa ky luat, dang tin cdy, kién dinh va hiéu
qua. Day chinh la ngudi bién y twdng thanh hanh dong thye tién. Khi lam
viéc, ho sé hoat dong khong ngirng va ludn theo sat ké hoach. Nguoi nay
doi khi hoi citng nhac va it chiu tim céach tiép can hay 10i giai khac.

9. Nguoi két thac ti mi, ding gio, can than, coi trong viéc két thic that
hoan hdo cac cong viéc. Nguoi két thic luén hoan thanh ding gid nhung
doi khi lai lo 1ang thai qua. Ho ghét phai chuyén giao cong viéc, bdi vdi ho
dwong nhw khong con ai hiéu rang moi thit phai that hoan hao.

SU DUNG KHI NAO

Phan tich (cac) vai tro caa thanh vién nhém st dung mo hinh Belbin dac
biét hitu dung trong cac treong hgp can lap nhém dé thyc hién mot nhiém
vu doi hoi mot lwgng nhat dinh cac k¥ nang va két hgp gitta cac thanh vién,
hodc t6i wu héa sy phéi hgp trong mot nhém da thanh 14p.

Pé st dung md hinh, dau tién cac thanh vién trong nhém dinh 1ap can xac
dinh 1o vai tro ho c6 thé va mudén ddm nhiém. Mo6i thanh vién can duwoc
danh gia mirc d6 hoan thanh mot hay nhiéu vai tro trong chin vai tro néi
trén.

Viéc danh gia ban than n6 da c6 1gi vi n6 khich 1é moi thanh vién thay dwgc
rd hon diém manh va diém yéu ctia minh ciing nhu ctia nhitng nguoi khac,

va sy phéi hgp trong nhom. Biéu nay cé thé khai thac diém manh va khac
phuc diém yéu sé giip nhém thém linh hoat, nhip nhang va manh mé hon.

SU DUNG NHU THE NAO

Viéc danh gia c6 thé duogc thye hién bang rat nhiéu cach:
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« t danh gia (cho diém, xép hang, phan chia ty 1€) c6 thé dugc kiém soat
bé&i bén thit ba.

* danh gia theo nhom (dé nhém cung thyc hién mot nhiém vu hodc mot tro
choi, sau do6 dé cac thanh vién cho diém lan nhau).

 danh gia bdi mot ca nhan khach quan, nhw nguwdi hwéng dan, ciru thanh
vién, hodc c6 thé la ngwoi cung lam hay ngudi giam sat.

Mot ban thong tin vé kha nang ctia moi thanh vién dam nhan mot hay nhiéu
vai tro c6 thé gitp phat hién nhirng tiém nang manh va yéu cta moi vai tro
trong nhom. Néu can, ngwoi quan ly cé thé dya vao thong tin nay dé quan
tdm hon t6i mot s6 vai tro nhat dinh khi thuwc hién cac nhiém vu cia nhom,
va cling dé sap xép cac thanh vién lam viéc cung nhau.

Céach Belbin quan sat cAc nhém va vai tro ctia cac thanh vién nhom gia thiét
rang cac thanh vién duwgc danh gia khach quan, nhung diéu nay khong chac
chan. Mdc du vay danh gia mot nhém bang vai tro nhém cta Belbin van la
mot phuong thire hitu dung.

Moi nguoi sé nhan ra chinh ban than minh va dong lyc nhém trong mo
hinh nay. Trong khi cac vai tro khac nhau cé gia tri bo trg, sé rat nguy hiém
néu trong nhém c6 qua nhiéu dai dién cia mdt vai tro: qua nhiéu nguoi
diéu hanh sé dan dén xung dot, hay c6 hai ngudi quan sat sé lam dinh tré
tién trinh bdi ho chd doi nhau xem ai hanh dong trudc.

Mo hinh nay khong dé ciap dén tam quan trong ctia moi quan hé giita cac
thanh vién trong nhém. Rat nhiéu nhém c6 vé manh trén gidy t0 nhung
thure té lai that bai khi hoat dong bai ho thiéu sy hoa hgp. Hodc ngwoc lai,
c6 nhitng nguwdi chwa tirng la nguwdi diéu hanh nhwng lai ¢6 thé dam nhan va
hoan thanh t6t nhiém vu doé.

THAM KHAO
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Belbin, R.M. (1985) Management Teams: Why they succeed or fail (tam
dich: Quan ly nhom: Tai sao hg thanh hay bai). London: Heinemann.
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51. NAM CANH SAO THUONG
HIEU

O

TONG QUAN

Nam canh sao thwong hiéu 1a mé hinh gitip chuyén chién lwgc ctia cong ty
thanh chinh sach quang ba thwong hiéu bang cach khang dinh cac nguyén
tac quang ba thuong hiéu, tao dung thwong hiéu, lwa chon vi tri mong muon
va chuyén quang ba thwong viéc thanh cac hanh déng thuwong ngay.

SU DUNG KHI NAO

Mo hinh nam céanh sao thwong hiéu hitu ich cho nhitng céng ty mong muon
phat trién hay thic day viéc quang ba thwong hiéu. Mo hinh nay nhuv mét
co s@ dé tao dung thwong hiéu va chién lwgc thwong hiéu.
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« Ai la doi twgng ctia sdn pham hay dich vu?
« San pham hay dich vu lam dugc diéu gi?
« San pham hay dich vu nay c6 ich nhw thé nao déi vdi khach hang?

Mot thwong hiéu 1a mot tdp hgp hoan chinh cac dau hiéu ctia mot san
pham, dich vu hay cong ty. Quang ba thwong hiéu la qua trinh quéan ly
nhitng dau hiéu nay mot cach c6 hé thong va 6n dinh. Nam canh sao
thuwong hiéu la mo hinh dé danh gia va lam ré nam yéu t6 co ban dnh hudng
dén chién lwgc quang ba thwong hiéu. Ngbi sao c6 nam dinh lién két vdi
nhau bao gom:

1. Cac nguyén tac quang ba thuwong hiéu;

2. Binh vi thvong hiéu;

3. Su thong nhat trong viéc truyeén tai thwong hiéu;
4. Khac sau thwong hiéu; va

5. Chu ky hoach dinh va kiém soat.

Néu bao quat dugc cd ndm yéu td nay, mot td chitc khong nhitng xac dinh
duwgc nhitng thwong hiéu va chinh sach quang ba thwong hiéu ma con két
hgp dugce cac hoat dong lién quan vao thie tién hang ngay cia minh.
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Cac nguyén tac
quang ba thuong hidu

Su thong nhat
Dinh vi trong viée truyen
thirong higu tai thurong higu
Khac sau Chu ky hoach
thuong higy dinh

vakiem soat

Hinh 51.1. Ndm canh sao thuong hiéu (Ve lai hinh, cho mau dam hon)

SU DUNG NHU THE NAO

Nam dinh cua ngobi sao dugc lam ro thong qua cac khia canh theo thit ty

nhu sau:
1. Cac nguyén tac quang ba thuwong hiéu:

Céac nguyén tac quang ba thwong hiéu bao gom:

» St ménh ctia thwong hiéu: Nhitng muc tiéu cudi cung nao mudn dat dugc

v0i thuvong hiéu nay?

» Nhan thitc mong muon vé thwong hiéu: Pau la nhitng gia tri cot 16i cua

thwong hiéu?

 Cau tric cta thwong hiéu: Pau la Iwa chon trong danh muc cta thwong

hiéu?

2. Binh vi thuvong hiéu:
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Viéc dinh vi thwong hiéu c6 thé lwa chon dya vao:
 Phan doan thi trudng: Cac tiéu chuan phan doan nao dugc st dung?

« Nhém muc tiéu: Cac nhém doi twgng muc tiéu nao thwong hiéu nham dén
(khach hang hay nguoi st dung san pham?)

* Vi tri: Bang cach nao thwong hiéu tao ra sy khac biét so v6i (nhitng yéu t6
thanh cong chu yéu cta) cac doi thu? Piéu nay can dugc danh gia thong
qua ca san pham cung cap (dé xuat cho khach hang) va hiéu qua hoat dong
cta to chitc (cdm nhan cua khach hang).

3. Sy thong nhat trong truyén tai thwong hiéu:

Dé t6i da hoa anh huwdng ctia thwong hiéu, phai c6 su thong nhat trong viéc
truyén tai thwong hiéu. N6 c6 thé dugc tao dung bang sy théng nhat trong
cach truyén tai thwong hiéu doi véi tirng san pham va dich vu ctia cong ty,
va bang cach thwong hiéu dwgc truyén tai bdi nhan vién cua tdé chitc hay
cta bén trung gian. Sy thong nhat hon nita c6 thé dwgc dam béao théng qua
cac phuong tién khac nhau t6 chitc str dung dé truyén tai thong tin.

4. Khac sau thuong hiéu

Viéc nay bat dau bang cach dam béo sy thong nhat. Chinh sach thwong hiéu
can dwgc dong nhat v4i nhitng chitc nang va trach nhiém co ban. Trach
nhiém va quyén hanh d6i v&i quang ba thwong hiéu nén dugc giao cho
nhom cac nha quan ly hoac thanh vién hoi dong quan tri, va nén cé mot
nguoi true tiép chiu trach nhiém. Viéc quang ba thuong hiéu nén duwgc khac
sau bang cach gan chat n6 vao van hoéa cta cong ty va cach &ng xi cta
nhan vien.

5. Chu ky hoach dinh va kiém soat:
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Chu ky nay bat dau vai viéc hinh thanh cac muc tiéu SMART (Specific: chi
tiét, Measureable: dong dém duwgc, Achievable: c6 kha nang dat duoc,
Relevant: c6 lién quan, Time-specific: c6 thdi gian cu thé ) cta chién lwgc
thwong hiéu trong ca twong lai xa va gan. Tiép do, chu ky nay dugc phat
trién bang viéc xac dinh phuwong thitc danh gid. Phwong thitc nay phai c6
kha nang do lvong mirc do nhan thic va danh gia mirc do nhan thic phai
do dac dugc. Hon nita, phwong thitc nay phai diéu chinh dwgc dau vao va
dé xudt cac sira chita dya theo danh gia nay.

Quéang ba thwong hiéu t6i wu khi thyc hién thwong hiéu thyc té€ twong
dwong véGi tht nghiém thwong hiéu mong mudn. Trong treong hop nay,
viéc quang ba dem lai mot 1gi thé canh tranh 1au dai. Ngwoc lai, viéc quang
ba that bai sé c6 anh huwdng tiéu cuc dén 1gi thé canh tranh cta cong ty.

KET LUAN
Khi dé cap dén cac thwong hiéu, can chid y nhitng diéu sau:

« Cac thuwong hiéu, vi vay, viéc quang ba thwong hiéu déu dwa trén chu
quan.

* R4t nhiéu thwong hiéu tot nhat trén thé gidi la cac cong ty, chi khong phai
nhitng san pham cu thé. M6t thwong hiéu rat cé thé chi 1a mét dich vy, mot
t6 chitrc hay tham chi mét mong muon.

» Cac thwong hiéu hién hitu dwéi nhiéu hinh thitc, khéng chi 1a nhitng cai
tén, cling khong bi gidi han bai nhitng san pham hitu hinh.

Mo hinh nay khong thay thé chién lwgc quang ba thwong hiéu ciia mot cong
ty. N6 chi nht mét co s ma dya vao do mét cong ty co6 thé xay dung nén
chién lwgc cua riéng minh. Viéc st dung mé hinh nay vi thé ma chi giGi
han & cho xac dinh nhitng mat can dé tam khi lam rd mot chién thuat quang
ba thuong hiéu, chir khong phdi ndi dung cta cac mat do ra sao.
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THAM KHAO

Baker, M. and Hart, S. (1999) Product Strategy and Management (tam
dich: Chién lwgc va quan ly san pham). Harlow: Pearson Education.
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52. BON GOC THAY DPOI

0
'

TONG QUAN

Tién dé co ban cia mo hinh nay la chién lwgc thay doi thich hgp nhat dwa
trén viéc mot t6 chirc la “néng” hay “lanh”, va dong lwc dé thay doi la
“noéng” hay “lanh”. Mot td6 chitc “lanh” la noi ma cac luat 1€, quy tac, hé
thong, cau tric va tha tuc chi phoi phwong hwéng, kiém soat va phoi hgp dé
dat dugc két qua; khong c6 hodc cé rat it quyét tam dé thue hién thay doi.
Con mot td6 chitc “néng” chia sé nhitng quy chuan va gia tri cling nhw sy
hiéu biét chung vé phuwong huéng khién cho t6 chitc hoat dong.

Mot dong lyc thay doi “lanh” 1a mot phan @ng khach quan tredc mot tinh
thé khan cap, chang han khi sap pha san, khi c6 sy gidam manh thi phan,
doanh thu, 1gi nhuan hay c6 mot de doa canh tranh méi khong tranh khoi.
Ngwgc lai, mot dong Iyc thay d6i “néng” duge dan dat cha yéu bdi nhitng
tham vong ca nhan va nghé nghiép. Dya vao nhitng t6 hgp néng/lanh cua t6
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chitc va thay déi, cé6 bon chién lwgc thay doi kha thi: can thiép, thi hanh,
chuyén héa va sang tan.

SU DUNG KHI NAD

/ :. ‘H\ Ly «::_:] | E}v‘\ 3
Chenngang Chuyén hia
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| Ba thay &G
v v

Hinh 32.1; Bon goc thay d6i

Mo hinh bon géc thay doi rat hitu dung khi can dinh hinh cac yéu t6 thay
doi; nhan dang thanh vién tich cuc trong qua trinh thay doi; va thiét lap
pham vi va thdi gian thay doi, nham t6i da hoa thanh cong cta nhitng no
lwc thay doi. Mo hinh dwgc st dung dé xac dinh chién lwgce thay doi ding
dan &ng vai kiéu thay doéi va kiéu t6 chitc dugc dé xuat can thay déi. Mo
hinh b6n géc thay doéi dugce chuan bi dya trén nhitng cudc phéng van vai
nhitng nhan vat cha chét cta cong ty. Nhitng phan tich vé chat lwgng nay
dong vai tro chinh trong viéc xac dinh chién lwgc thay doi phu hgp nhat.

SU DUNG NHU THE NAO

Vi viéc phan tich ca kiéu t6 chitc va kiéu dong lyc thay doi, mot chién
lwgce thay doi thich hgp c6 thé xac dinh theo bang duégi day:
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Ta chirc “néng” san sang cho
thay ddi

Bwra vao nang lye va tham vong
dé a0 dung mot iam nhin dai
fran va hign thigc hoa no, B4ng
hrg nhdm dem fai digu mai mé
Socil mo tirdwdi 1én trén khoi

day sang tac. Muc dich cudi
cing duwogs & ngd cho thay d8i
801 MO

Ta chire “lanh” sdn sang cho
thay dai

Van dong: cd td chive 42 lAm
guyet dinh thay doi. Thue hign
b trén xudng dudi, do cde nha

quan Iy dan dat, thuyet phyc
nhan vién thing qua gquam ly
tam trung

THUC HIEN

Tochirc “nong” bi thac ép

phai thay dai

S0 dung hiéu qud ohirmg ¥
frdng san cd theo ‘muyc dich
cudi cing. Sy tham gia dira frén
nhirng dich cudi rd rang. Tham
gia woi 50 legng kon nhweng do
ap byo thivi gian nén thuwdng it
cddiplén tieng

CHUYEN HOA

To chiee “lanh™ bj thic ép phai
thay dai

Xy dng va thye hign thay dhi
{F trén xudng dwdi, Mhan vién
chi duigre hoi vé nhirng van de

llen quan dén nhirng: hé qua dai
wii hoat dong cda mdt myc 8w
cuoi cing nhat dinh.

CAN THIEP

Hinh 52.2. Bon chién o thay doi

KET LUAN

Mo hinh bon géc thay doi thuwong dugce stv dung cung véi cac mé hinh khac
va nhitng phuwong phap quan ly thay doi. Vi du nhw Tam bwéc thay doéi cua
Kotter(1990) (xem Chuong 35).

Bén canh m6 hinh nay, phong cach va cac wu tién trong quan ly can phai
duwgc phéan anh trong cac phwong thitc quan ly sy thay doi. Sy 1éch pha gitta
t0 chirc va thay déi dé xuat, cong vdi nhitng cam nhan va phong cach ca
nhan cda nha quan ly cé thé can trd qua trinh. Lwu y rang sy thay doi
“lanh” dé dang hoach dinh va truyén dat hon la thay d6i “néng”, va nhiéu
t0 chitc tin rang ho “néng” hon thuc té.

Bén canh viéc xac dinh tredc sy thay déi “néng” hay “lanh”, cac t6 chic
khong nén loai bo gidi phap “ham nong” hay “lam mat” triedc khi tién hanh
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qua trinh thay d6i, du né c6 dang & trang thai lanh hay néng.
THAM KHAO

Kotter, J.P.(1990) A Force for Change (tam dich: Sttc manh thay dé6i: Lanh
dao khac quan ly nhw thé nao). New York: Free Press.
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53. DONG TIEN CHIET KHAU

TONG QUAN

Pay la mot phuwong phap danh gia dwoc st dung dé wéc tinh mirc d6 hap
dan cta mot co hoi dau tw. Phan tich dong tién chiét khau (Discounted cash
flow analysis — DCF) la sy danh gia cac dong tién rong twong lai sinh ra
bdi m6t ké hoach tai chinh bang cach chiét khau ching vé gia tri thuc tai.
Phuong phap nay st dung nhitng dy doan vé dong tién tw do trong tuwong
lai va chiét khau ching (thwong bang cach st dung binh quan gia quyén
cta chi phi von) dé dwa vé gia tri hién tai, tir d6 gitip danh gia tiém nang
cua viéc dau tw. Néu gia tri thu dugc qua phan tich cia DCF cao hon chi
phi hién tai cta dau tw, day c6 thé sé la mot co hoi t6t. DCF tinh toan 1gi
nhuan trong twong lai theo gia tri dong tién hién tai.

SU DUNG KHI NAO
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DCF duogc st dung trong phan b6 ngan sach von hay quyét dinh dau tw
nham:

* Xac dinh nhitng dy 4n dau tw nao cong ty nén thuyc hién;
* Xac dinh tong chi phi von; va
* Xac dinh danh muc dau tw nén dwgc cdp von ra sao.

Mot chi phi lién quan la chi phi trong twong lai da dwgc lwong trede, chi
phi nay sé khac cac tinh hudng gia dinh. Phwong phap DCF la mot cach
tiép can tGi gia tri ma theo dé dong tién du kién trong twong lai dwoc chiét
khau vdi ty 1€ 1ai suat phan anh nhitng ra ro c6 thé nhan biét ctia dong tién.
Ty 1€ 1ai suat nay twong @ng vGi gia tri cua dong tién theo thoi gian (nha
dau tuw c6 thé da dau tw vao nhitng co hoi khac) va bao hiém rti ro.

SU DUNG NHU THE NAO

Dong tién chiét khau c6 thé dwoc tinh toan bang cach dy doan tat ca cac
dong tién trong twong lai va xay dyng mot gia thiét da dugc tinh toan vé gia
tri hién tai ctia dong tién twong lai xac dinh theo cong thitc sau:

H

Z Dong tien tuong lai

Ti lé chiet khau

2

Ty 1€ chiét khau c6 thé duwgc xac dinh dwa trén ty 1€ 1ai suat ngoai rui ro
cong véi ty 1€ bao hiém rui ro. Dya trén nguyén tac kinh té la dong tién sé
mat gia theo thoi gian (gia tri thoi gian cia dong tién), nghia la moi nha dau
tw thich nhan tién vao hom nay hon ngay mai, mot ty 1é bdo hiém dugc
thém vao ty 1é chiét khau dé bu dap mot khoan nhé cho viéc nhan tién trong
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twong lai chit khong phdi hién tai. Bdo hiém nay chinh la bdo hiém ngoai
rui ro.

Tiép d6, mot lwgng dén bu nho dugce thém vao dé chong lai rai ro dong tién
trong twong lai c6 thé khéng thanh hién thye, vi vay cac nha dau tw khong
nhan dwgc chut tién nao. Khoan dén bu nay dugc goi la bao hiém rui ro, né
phan anh nhitng chi phi co hoi ctia nha dau tw.

Hai khodn dén bu nay, bao gém bdo hiém ngoai rui ro va bao hiém rti ro,
cung quyét dinh ty 1€ chiét khau. Véi ty 1é chiét khdu nay, dong tién twong
lai sé dwoc chiét khau veé gia tri hién tai. Xem hinh dwdi vé vi du tinh toan:

Thevi gian t t+1 b2 te3 e
Bau tw 45000 -5.000 5000

Dang tien 2.000 4.000 4.000 5.000
Tang dong tién 5000 23000 -1.000 4.000 5.000

Ty I chigt khau = 10%

Ty I& chigt khau 0 0.91 0.83 0.75 0.68
(1 (1+10%)")
Gia tri hign tai rong 15.000- 2.727- 826- 3008 3481
(NPY)
Tong HPV 18.602

KET LUAN

Cac m6 hinh DCF day sitc manh, nhung ching cling cé nhitng diém yéu.
DCF chi la mét céng cu danh gid co hoc, két qua ctia n6 hoan toan phu
thudc vao dir liéu dau vao. Chi mot sy thay doi nho trong dé cling c6 thé
dan dén nhitng thay doi 16n gia tri ctia cong ty. Ty 1€ chiét khau rat khoé tinh
toan. Nhitng dong tién trong twong lai cting kh6 dy doan, dac biét néu phan
16n nhitng dong tién chdy vao chi nhan dwgc sau nam dén muoi nam.

THAM KHAO
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Brealey, R.A and Myers, S.C (2003) Principles of Corporate Finance (tam
dich: Cac nguyén tac tai chinh doanh nghiép), 7th edition. London:
McGraw-Hill.
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54. KAIZEN/GEMBA

“
=

p
-

TONG QUAN

Kaizen hiéu theo nghia den la thay déi (kai) dé tr& nén t6t (zen). Cac yéu to
chinh cta Kaizen bao gom: chat lwgng, no luc, su san sang thay doi va trao
do6i thong tin. Nha Gemba, nén méng ctia Kaizen c6 nam yéu t6 chinh:

* Lam viéc nhém;

* Ky luat ca nhan;

* Tinh than da duoc cai thién;
* Cac chu trinh chat lvgng; va
» GOQi y cdi tién.

Dva trén nén tang nay, Kaizen tap trung vao viéc loai bé muda (lang phi va
thiéu hiéu qud), vao khung 5-S danh cho quan ly ndi b6 va chuan héa.
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SU DUNG KHI NAO

Kaizen c6 thé dugc st dung dé gidi quyét mot s loai van dé: quy trinh
thiéu hiéu qud, van de chat lwgng, hang ton kho 16n, van dé trong giao hang
va thoi gian sdn xuat. Nguoi lao dong duwgc dong vién dé dwa ra dé xuat cho
nhitng cdi thién 16n nhé trong bubi gap mat hang tuan (nhitng bubi Kaizen).
Kaizen dé xuat loai bo muda (lang phi va thiéu hiéu qud) trwdc tién. Cac
loai lang phi bao gom:

Cathoat going S San-phim vao

QUa AnEn Wi o nguydn By

Lam vike nhom vaky Cs thi®n §iah thivn
uat ¢ nhan

Hinh 54.1: Md-hinh Kaizen! Gemba

* Nhitng sdn pham 16i. Nhitng khiém khuyét vé chat lwgng khién khach
hang khong chap nhan san pham da lam. Nhitng c6 gang bi lang phi khi tao
ra nhitng san pham 16i. Mot quy trinh quan ly lang phi méi can dwgc bo
sung nham tan dung vai gia tri cia nhitng san pham khong mong mu6n nay.

« San xuat du thira. Sy san xuat hay tiéu dung vat chat trede khi thye sy can
thiét. Pay la sy lang phi nguy hiém nhat ctia cong ty, bdi vi né che giau
nhitng van dé trong san xudt. Cac san pham du thtra phai dugce lvu trit,
quan ly va bao ve.

* Van tai. Moi khi san pham duwgc van chuyén, né phai chiu nguy co bi huy
hoai, that lac, tri hoan,... cling nhw mot chi phi khong tao ra gia tri gia tang.
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Van chuyén gop phan vao viéc bién san pham thanh thit ma khach hang san
sang mua.

» Cho dgi. Dé cap dén thoi gian cong nhan chd doi cac ngudbn lwc, viéc xép
hang cho tiéu thu hét san pham, cling nhw phan von danh cho hang héa va
dich vu chwa duwgc chuyén dén cho khach hang. Thwdng phai c6 nhitng quy
trinh quan ly sy cho doi nay.

« Duv thtra hang ton kho. Bat ké la dwéi dang nguyén liéu thd, ban thanh
pham hay thanh pham, dv thira hang tén kho twong ng vd&i chi phi von
chwa tao ra dwgc 1gi titc cho cd nguwdi san xuat va khach hang. Néu mot
trong ba yéu td trén khong duwgce xi ly tich cyc dé tao ra gia tri, nd sé trd
nén lang phi.

« Si van dong. Ngugc lai vdi van tai, van dong muon noi t6i cong nhan hay
trang thiét bi, twong ng vdi thiét hai, hao mon va an toan. N6 cling bao
gom tai san co dinh va nhitng chi phi xuat hién trong qua trinh san xuat.

« San xuat vugt qua. St dung nguon lyc dat dé va gia tri hon yéu cau cua
cong viéc, hay thém vao nhitng chi tiét thiét ké khach hang khong can. Cé
mot van dé vGi yéu té nay. Moi nguwdi cé thé can thiét thyc hién nhitng
cong viéc vugt qua tiéu chuan chat lvgng yéu cau dé dam bao nang lyc. Chi
phi dao tao nay c6 thé dugc dung dé bu dap cho sw lang phi khi san xuat
VUot qua.

Sau khi gidm thiéu sy lang phi, viéc quan ly n6i bd hiéu qua duwogc deé ra dya
trén phwong thitc 5-S bao gom:

« Seiri — sy ngan nap. Phan loai nhitng gi can cho cong viéc va nhitng gi
khong. Diéu nay lam cong viéc don gidn hon.

* Seiton — sy thit ty. C6 thé tang hiéu qua bang viéc sap xép c6 chu y vi tri
cta cac nguyén liéu, trang thiét bi, ho so, ...
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« Seiso — su sach sé. Moi nguwdi nén giup gitt moi thit sach sé, ngan nap,
gon ghé va wa nhin.

» Seiketsu — viéc don dep duwgc chuan héa. Quy tac va thé ché héa cua viéc
gitt moi thit sach sé va gon gang, nhw mot phan ctia quan ly thi gidc la mot
phuong thitc hiéu qua dé cai thién khong ngirng.

« Shitsuke — ky ludt. Trach nhiém ca nhan trong viéc lam theo bon chi¥ S
trén c6 thé tao thanh hay pha v& thanh céng cta viéc quan ly.

Phan cudi cung ctia ng6i nha Gemba la chuan héa. Sy chuan héa viéc thuc
hién va thé ché hoa nam chit S sé tao diéu kién cho moi ngudi trong to
chitc, gom ca nhitng nguwdi mai lién tuc cai thién. Quan 1y cap cao c6 vai
tro quan trong trong viéc gilt gin va hanh dong dé Kaizen, phuwong phép 5-S
va viéc chuan hoéa cong viéc dugce thye hién va phoi hgp rong khap.

Viéc thue hién chinh xac khai niém Kaizen sé dem dén:
* nang suat dugc tang thém,;

« chat lwvgng dwgc cai thién;

* an toan hon;

« chuyén hang nhanh hon;

« chi phi thap hon;

« khach hang hai long hon; va

e tinh than lam viéc ctia nhan vién dugc cai thién va tang thém thoa man
V(i cong viec.

SU DUNG NHU THE NAO
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Cac budc sau nén dugc thye hién trong cac su kién Kaizen:
« Xac dinh van dé va muc tiéu cuda sv kién.

« Phan tich thuc té.

« Dé xuat nhitng giai phap kha thi.

* Lén ké hoach cho giai phap.

 Thyc hién giai phap.

« Kiém tra va dam bdo giai phap.

Viéc giai phap duwoc kiém tra va dam bdo rat quan trong. Trong buwéc cudi
cung cta mot sy kién Kaizen, moi nguwdi bat dau tim kiém nhitng co hoi
cho cac su kién Kaizen mdi, diéu nay c6 thé ngan tr@ qua trinh dwa nhitng
tién bo nay vao hoat dong thurc tién.

KET LUAN

Triét ly Kaizen phoi hop tot vdi toc do thay doi ¢ cap do hoat dong trong to
chitc. Kha nang duy tri nhitng tién bo da dwoc dé xuat va thye hién béi moi
nguoi tai noi lam viéc c6 1€ 1a luan diém manh mé nhat ctia Kaizen. Sy don
gian tuyét doi cua né khién viéc thye hién dé dang, mac du mot vai nén van
héa khong thé tiép nhan mot mic do ky luat ca nhan cao nhw nguwoi Nhat
c6 thé lam.

Kaizen c6é nhiéu kha nang trong nhitng tinh huéng thay doi ti tir hon trong
nhitng tinh hudng thay doéi dét ngot. Mot nén van hoéa tap trung vao nhitng
thanh cong ngan han hay d6t pha khong phdi moi truong ly twéng cho
Kaizen. Sy hgp tac va ky luat lan rong ¢ moi cap cta t6 chitc 1a yéu to then
chot cho thanh coéng cta t6 chic do.

THAM KHAO
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Lmai, M.(1997) Gemba Kaizen: A commonsense, low-cost approach to
management (tam dich: Gemba Kaizen: Mot cam nhan chung, phuwong
phap quan ly cé chi phi thap). London: McGraw-Hill.
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55. NHUNG VAI TRO QUAN
LY CUA MINTZBERG

0
I\

TONG QUAN

T nhitng nam dau thé ky hai mwoi, nha tw ban cong nghiép ngwdi Phap
Henri Fayol da miéu ta nhiém vu cta cac nha quan ly nhw mét sy két hop
gitta viéc to chic, sap xép, hoach dinh, diéu chinh va chi huy. Thé nhung
Mintberg lai khong tin rang nam hoat dong nay bao trum toan bd nhitng gi
nha quan ly thwong xuyén phai thuc hién. Dya vao nhitng co s& dugc tim ra
bang nghién cttu rong, Mintzberg tao ra mot loat cac cau hoi tw nghién citu
danh cho cac nha quan ly. Bang viéc xem xét nhitng cau héi véi mai lién hé
thue té€, chit khong phdi nhitng “than thoai” vé cach cac nha quan ly dinh
lam viéc, ho dwgc khuyén khich tim ra cach dé tranh khoi nhitng van de
tiém an.
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Mintzberg nhan dang mudi vai tro cua nha quan ly, st dung quyén luc va
dia vi chinh thitc lam diém khai dau. Nhitng vai tro nay duwgc chia thanh ba
vai tro lién két ca nhan, moi vai tro lan luwgt dan dén ba vai tro thong tin,

tiép theo la bon vai tro quyét dinh, nhw dwgc biéu dién trong bang.

SU DUNG KHI NAO

Thin thogi thir nhit:

Lag nha guan ly i3 abirag ngu ol hidach

Thitn thoai thir hai:

Thén thogi thir ba:

Gae nha

thans in

Than thoal thiz

Qudn iy |& mal man k&
i oy o

foa hoc vata sl

Hinki 55.1: Cic than thogi vé quan 1y

Y twéng chinh 1a bing viéc mdt nha quan 1y thyc hién vai trd cta minh,
nhitng mat nay sé tap hgp thanh mot tong thé tich hgp dé phan anh nhitng
kha nang cua nha quan ly trong vai tro do. Nho vay, @ mot mirc do nao do
ching dwgc sit dung nhw nhitng tiéu chuan dé danh gia sy thé hién ctia nha

quan ly trong vai tro cua ho.
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Hinh 55.2; Md hinh cacvai tro.quan Iy cua Mintzberg

Co tinh lign kétcd nhin

Bl nhin

Cira irén dia vi va guydn Ty, nha quan Iy 13 by frong
oia 14 chire trong cac ahiém vy xd hoi, truyde bd, nghi
& hay ginh dén ludt phap:

Mgwdi Fanh dao

Hgl.rmlr&n lac

Mhé.quan Iy [@nh dao 16 chirc: Vai ird nay ném gilra mbi
quan hé nha quan lj - cpdudi, v& quydn lyc guan Iy
Nha fidn If dinh hinh nhitgg hoat déng. cau ric va
hodn cdnh ma cdp dudi s8 lam vids, déng vien va Ky
lual hp, dbng thii ch gdng cdn bing ahu cdu cla chp
dugiva {8 ghire 98 hoat dong hidu qua.

Mha quan & nay qidng nhi mdt trusg 1&m théng tin lién
fac, HNherng k§ nang xdy dung mang ludi quan hé &
dinh hinh va duy tri nhing-sy giao tigp ben Wong va
ngodi dé trao d&ithang tin 13 téi quan trong
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| Cotinh chat thong tin

Mguoi giam sat. | Nha quan Iy fim kiémithe thap théng fin ® nhigu nglén
dé danh g higu suit sip thinh virgng va i thé: cia td
chirc. Mai trd ndy bao gém xay dung va st dung mdt h&
thon.g thong tin thong miinh bz\ng Vi xa,l dirng cag i
quan-hé va gitp dtv cip didi dé cung cip nihieng théng
tin fign guan,

Mgudi loan tin [ ‘Mha guar: ly. mang ohing quan didm bén ngodi vao
tronig 1o chire cia ho wa day manh déng chay thoéng tin
ngl b qira e‘.‘._ﬁp diron (dira vao thue 12 hay gia ti). Vai
trd nay bao gom viec chia ge va phat tan, dong théi ben
g0l va déng hiba thang tin, Cac k§ nang lién lac — ca

| trong va ngodi 1 chive = 1 18 quan trong véi vai trd na'_..-

Mguoi dign thuyst | Nha quan Iy dai dign cho to chic dua théng tin den
nhing: ngwdd ngodi B5 chic. V& nhing ngué ngod,
nha gquan ¥ la chuyén gia trong finh wre h-:la! dhng cua
tor ghirg, Wai ted nay can nhimg ki nang clda noudi dai
dign wa kha ndng thu hit nhirng ngwéds khac trong to

| chife clia minh,

Co tinh chit quyét d|nl1

=

Chi doanh nghiép | La nguidn khdi tad hay ngledn thay -acu fifd gqudn by thi &
ké va khai tac nhiéu nhifng thay ddi co kiém soat frong
th chire. Nhing ké hé duoe phat hign fhiing churong
trinh cai tién dwgc )ca-:: dinh wd mit chudi nhitng quy&t
dinh lign quan g tiér Banh nham dat durge tide B
thirc sie. Vai tré nay doi hai viec thiét ké va phdi hop
nhikrg chuong trinh thay a8, bac gém Gy thae trach

| nhigm va frac quyen cho nhan vién

Mgurei @i Iy téc c6i | Nha quan Iy ndm quyén khi 16 chirc bat ngd “va vao
téng bding ngam”, va khong of rr'-c.t phan tng ndo dugs
lap trinh rd rang. Réc rdi b the dén tF nhan vien, cic
ngl.r{:-l'l Iy hay nhling s kign bt nger, Vai 1F{_:- riay ok

| Rl s binh finh, kha ndng danh gid va xo 1y wan dé

MNauwdi phan phti’  |"Nha quan Iy tréng nom vigc phan bo 15 ci vhc r‘guon
ngucn uc lwe {tign bac, nhan vién, danh fiéng, v.v...) wa sap Jat
cac thir ty wu tign hoat G6ng. Vai trd ndy goém o6 sép
xép thel gian, Mén chuong tinh lam vige & Uy quyén

| hoat-dang.

| Mgudi dam phdn. | Nhaguan I thay m3 1 chire chiu l.ra'uJ:h nhsem nhimg hogt
dong dam phan quan trong v nhing o chirc khac.

Hinh 55.2: M6 hinh cac vai tro quan ly cua Mintzberg
SU DUNG NHU THE NAO

Gia tri cht yéu cua mé hinh nay la cung cap cho cac nha quén ly mot co sé
nhan dinh. Can nhac céng viéc: nhitng vai tro nao hoan thanh? Lan lwgt
xem xét tirng vai tro, va tw cho diém trén thang diém mudi cho moi vai tro.
Diém so thap chi ra nhitng mat yéu, cu thé la nhitng méat can cha y nhiéu
hon.
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Nhitng vai tro quan ly ctia Mintzberg khong phai la mé6t quy tac. Ngugc lai,
ching dwgc st dung nhe mot chiéc guwong soi, cung cdp cho cac nha quan
1y hiéu biét sau sac vé cach ho st dung thoi gian nhw thé nao, cho nhitng
hoat dong nao va théng qua nhitng vai tro nao. Chu y t&i nhitng van dé tiém
an dua cac nha quan ly tién sat dén viéc gidi quyét ching. Véi viéc xua di
nhitng chuyén than thoai va nhan manh vao thuc té ctia cong viéc, cac nha
quan ly tap trung vao viéc tranh xa nhitng cam bay va lam viéc hiéu qua
hon.

KET LUAN

Mac du s6 lugng cac tredng quan ly tang theo cap s6 nhan, theo Mintzberg,
phan 16n ching tap trung vao viéc truyén dat lai kién thitc cta nhitng linh
vuce chuyén biét chang han nhu ké toan hay marketing, ma khong phai la
nhitng k¥ nang can cho quan ly: gidi quyét bat dong, tao lap mang luédi
thong tin va phat tan théng tin. M6 hinh nay khang dinh rang cac nha quan
1y can phai tré thanh nhitng nha t6 chitc cé kién thitc rong va nhitng chuyén
gia, béi vi sy thiéu hoan hdo cta hé thong va ap lywc moi treong. Do vay,
hién tai viéc cac nha quéan ly cé thé hoc ngay trong lic lam viéc chi co
trong suy nghi. Mot vai nghién citu da khang dinh hoc thuyét cda
Mintzberg, nhung ching ciling chi ra rang trong tim ctia moi vai tro quan ly
cu thé phu thudc vao cap bac cia nha quan ly.

THAM KHAO

1. Fayol, H. (1949) General and Industrial Management (tam dich: Quan ly
chung va quan ly trong nganh cong nghiép) London. Pitman Publishing
Company.

2. Mintzberg, H.(1983) Structure in Fives: Designing effective
organizations (tam dich: Nam nguyén tac ciu tric: Tao dung mot t6 chirc
hiéu qud) Englewood Cliffs, NJ: Prentice-Hall.
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3. Mintzberg. H.(1990) Mintzberg on Management: Inside our strange
world of organizations (tam dich: Quan ly cia Mintzberg: Trong thé gidi xa
la cua cdc cong ty) New York: Free Press.

Tai thém ebook: http://www.taisachhay.com
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56. PHAN TIiCH RUI RO VA THANH
QUA

TONG QUAN

Phan tich rdi ro va thanh qua thé hién thanh qua tiém nang ctia nhitng luya
chon chién lwgc khi tinh dén cac rui ro lién quan. Két qua la c6 thé danh gia
d6 hdp dan cua nhitng lwa chon chién lwgc, va dwa vao dé dé quyét dinh
viéc phan phoi nguén lyc. Phan tich rai ro va thanh qué hoat dong ctung
phuong thitc véi mot phan tich rai ro va lgi nhuan dé danh gia cac san
pham tai chinh nhw cac hgp dong hay cac lwa chon.
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Hinh 56.7: Mo hinh phin tichrdivo va thanh qui

Phan tich rii ro va thanh qua cé thé dwgc thye hién ¢ bat ci cap do cu thé
nao. CEO c6 thé thé hién né trén mat sau ctia phong bi, hodc cé thé yéu cau
doi phan tich lam cac phan tich sdu sac hon, bao gom ca nghién cttu thi
treong trén dién rong, tinh todn ROI, phat trién cac kich ban va phan tich
do nhay cam. Cac budc co ban van hoan toan nhw nhau.

Bang viéc st dung cong cu nay co6 thé so sanh nhitng dw an thudc cac loai
hinh hoan toan khéac nhau cling nhw cac dy an lién két. Viéc lién két cac du
an co6 thé dan t6i s phan b6 cac nguon lwc can bang hon va phu hgp cho
nhitng ridi ro cé thé chap nhan dugc. Tuy nhién, m6 hinh nay khong thé chi
ra dung sai ctia rti ro va thanh qua néu nhitng lwa chon chién lwgc cu thé lai
duwgc lién két trong cac mo hinh khac nhau. M6i twong quan gitra cac lva
chon chién Iwgc khong duwgc xem xét tdi.

SU DUNG THE NAO

Cac nha quan ly va/hodc cac nha phan tich nén dwa ra mot danh sach cac
lia chon chién lwgc c6 thé nhin nhan dwgc va nhitng thanh qua tiém tang.
Vi dy, céac lya chon c6 thé bao gom: phat trién thi treong qudc té; gidi thiéu
san pham mdi, chuyén nghiép héa bd phan mua hang, hodc thué lam bén
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ngoai. Cung vaGi do la cac khoan dau tw, tang tiét kiém va gidm chi phi thé
hién nhitng thanh qua tiém tang c6 thé tinh toan dwgc. Thém nita, cac lya
chon c6 thé dugce xép loai dya trén cac yéu td dinh tinh nhw hinh anh dwoc
cdi thién, sy mé rong tw do chién lwgce 1au dai hodc phat trién kha nang
trong cac linh vec mai (nhv cong nghé).

Mot phan tich k¥ lwong can dwoc thuce hién cho tirng lwa chon chién lwgc
nham danh gia cac radi ro lién quan. Nhitng yéu td6 can duwgc xem xét bao
gom mutc do dau tw, cac moi de doa trong nganh, chi phi co hoi tir cac lva
chon khac, anh huwéng tir nhitng moéi quan hé trong chudi cung tng va cac
rao can cua viéc twr bo.

Khi tat ca cac Iwa chon da dwgc thé hién trén biéu do phan tich rdi ro va
thanh qua (xem Hinh 56.1), mot qua trinh tw duy dong ndo sé hitu ich cho
viéc giam thiéu cac rui ro lién quan téi cac lwa chon c6 kha nang dat thanh
qua tiém tang cao. Twong tw, can tim ra phuwong phap nang cao thanh qua
cta cac lya chon twong doi an toan. M6 hinh phan tich rai ro va thanh qua
c6 thé dwoc mé rong sang khia canh thit ba va tré thanh phén tich rai ro va
nguon lyc tao ra thanh qua. Luwong nguon lyc can thiét sé dwoc thé hién
trong mot biéu do vai kich thwéc mé. Cac lwa chon can nhiéu nguén luc
duwgc thé hién vai kich thwdce 16n hon so véi cac lwa chon can it nguon Iyc
hon. Biéu nay cho phép cac cong ty bu trr rai ro, thanh qua va nguon luc
hoac tim ra lia chon tot nhat.

Muc tiéu co ban la can bang rii ro, thanh qua va nguoén lyc dya trén danh
muc cac rui ro dinh tredc ctia cong ty. Cac cong ty e ngai rui ro sé tap trung
vao cac quyét dinh huwéng dén sy ton tai lau dai ctia minh, vi vay sé chap
nhan thanh qua it hon. M6t cong ty cé tinh than kinh doanh va tim kiém rai
ro sé chap nhan rti ro cao va theo dudi thanh qua 16n. Tuy nhién, nén c6 s
can bang gitta hai lwa chon trén.

KET LUAN
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MGt trong nhitng diém yéu ctia quan ly chién lwge la & cho cac quyét dinh
thwong duwgc dwa ra vGi thong tin gidi han va thiéu viéc xem xét trén nhiéu
khia canh. Lac quan qua s6m hodc cac dy doan phi thyc t€ vé thanh qua
tiém tang cda cac lwa chon chién lwgce day cac phan tich rai ro vé phia sau.
Mat khac, cac rii ro wéc lwgng dwgce lai c6 chiéu hwdng bi danh gia thap.
Két qua la sy danh gia qua mic cac lya chon chién lwoc.

Nhugc diém ctia mo6 hinh nay la danh gia cac khia canh, rti ro, thanh qua,
cac nguon lyc c6 thé la két qua cua cac yéu t6 phitc tap c6 lién quan dén
nhau. D6i trong cia moi yéu t6 va moi twong quan gitta chung lai thwong bi
anh hwéng boi cam xuc.

Pé t6i wu héa tac dung cua viéc stt dung phan tich ridi ro va thanh qua, nén
so sanh réng rai cac kha nang c6 thé nham gidm thiéu s6 lwgng cac lva
chon chién lwgc. Hon nita, cac chi tiét cta rdi ro va thanh qua tiém an can
dugc phan tich day da. Sai 1am 16n nhat 1a don gian hoa thyc tién va khong
tap trung day dua vao moi twong quan ciing nhuw sy phitc tap ctia cac yéu t6.

THAM KHAO

Sperandeo, V. (1984) Trader VIC II: Principles of professional speculation
(tam dich: Trader VIC II: Quy tac phan tich chuyén nghiép). Hoboken, NJ:
John Wiley & Sons.
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57. PHAN TICH CAN
NGUYEN/ PHAN TiCH PARETO

- N\
- (-

TONG QUAN

Phan tich can nguyén (Root Cause Analysis — RCA) la mot 16p cac phuwong
phap gidi quyét van dé nham xac dinh can nguyén cta cac van dé va su
kién. N6 dya trén biéu d6 Ishikawa (biéu do xwong ca hoac biéu d6 nguyén
nhan hé qud) dugc dat tén theo tac gia Ishikawa (xem Hinh 57.1). Biéu dé
Ishikawa chi ra nguyén nhan ctia mot sy kién cu thé, lan dau tién st dung
vao nhitng nam 1960, va dwgc xem la mot trong bdy cong cu quan ly chat
lwgng co ban gom: biéu do tan suat, biéu d6 Pareto, bang kiém tra, bang
kiém soat, biéu d6 phat trién va biéu do phan bé. Quy tac nay dugc stt dung
trong phan tich can nguyén, c6 gang giai thich cac bién thién trong mot quy
trinh cu thé. Phan tich nay thwong dugc st dung trong giai doan dau cta du
an tai thiét 1ap quy trinh kinh doanh (BPR) (xem Chuwong 23) hodc trong
cac chuwong trinh quén ly chat lwgng, vi du nhv mé hinh EFQM (xem
Chuong 46). Vi vay, m6 hinh nay dwgc xép vao moé hinh hoat dong.

https://thuviensach.vn



SU DUNG KHI NAO

RCA dwgc stt dung dé gidi thich cac bién thién trong bat ky mot quy trinh
nao (hodc la két qua cta quy trinh dé). M6t lwgng nhat dinh nhitng bién
thién la binh thwong va khong nhat thiét gay ra nhitng can tré dang ké. Tuy
nhién, nhitng bién thién khong mong mudn cé thé gay ra nhitng thiét hai
hodc mat mat nang né, sy dinh tré hodc suy giam nang suat, dac biét la néu
né xady ra & nhitng quy trinh trong yéu. Budc dau tién can lam la tim ra
nguyén nhan cuia sy bién thién va xac dinh anh hwéng ctia n6. Nguyén nhan
chinh, thuong la nguyén nhan rat dé giai quyét, can dugc xem xét dau tién.
Cac ky nang dac biét co gia tri trong viéc phan tich nhitng quy trinh trong
yéu c6 thé gay ra nhitng bién thién khong mong muon.

Myguyén nhin Hi quea

Hinh 57.1a: 8itu 40 nquyén nhin hé qud
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Hinh 57.1b: Bigu do Pareto
SU DUNG NHU THE NAO

RCA thuwong bat dau bang viéc tao ra mét doi dw an, bao gom cac giam
doc, nha cung cap, khach hang va nhan vién. Tiép theo, ddi sé xac dinh van
dé va quyét dinh xem bién thién nao gay ra roi loan nghiém trong nhat
trong hé thong dang xem xét. Sau do6, doi vach ra so do quy trinh va xac
dinh nhitng van dé c6 thé gay ra bién thién trong giai doan tap hgp dit liéu
chitng ctr. Tiép dén, viéc xac dinh nhitng van dé cé thé gép phan tao ra rac
roi va tim ra can nguyén cua chiing. Tuy nhién, nguyén nhan co ban nhat cé
thé khong dugc tim thdy ngay, trong treong hop do, ky nang tw duy tap thé
rat can thiét. Theo do, cac can nguyén da dugc xac dinh (thuong co s6
lwgng 16n) sé duge minh hoa trén mot tdim bang trang dé thdo luadn va dao
sau cac phat hién. Nhitng kién nghi cho cac gidi phap can dwgc phat trién
va phai dugc ap dung vao thuec té.

Céac can nguyén co thé dugce sap xép bang viéc phan loai vao danh muc, va
phan biét gitta cAc nguyén nhan co ban va cac hé qua nho hon. Piéu nay
cung cap dit liéu can thiét cho viéc vé biéu do “Nguyén nhan va két qua”.
Biéu d6 nay cung cap mot cai nhin tong thé vé cac nguyén nhan cé thé cua
su bién thién. Can thiét phdi nghién citu can nguyén trong biéu do chi tiét
dé thdy dugc cac nguyén nhan kéo dai ctia bién thién. Biéu do6 Pareto
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thwong dugc dung dé trinh bay cac phat hién. Phan tich cac can nguyén noi
chung chi ra rang 80% cac bién thién gay ra b&i 20% cac can nguyén.

KET LUAN

Phan tich can nguyén khong phai 1a phwong phap duy nhat va xac dinh ro
rang; c6 rat nhiéu cong cu, quy trinh va nghién cttu khac nhau lién quan
dén RCA. Dé t6i da hoa hiéu qua cua viéc stt dung RCA, 16i khuyén & day
la nén bat dau vGi cac quy trinh quan trong nhat va’/hodc nhitng s bién
thién phién phitc nhat. Biéu nay dam bédo rang viéc thanh cong sé nhan 1én
rong hon viéc st dung mo hinh. Tuy nhién, can tranh viéc truy tim cac
nguyén nhan gay bién thién chi tao ra tac dong nho 1én thoi gian san xuat,
nang suat hay cac chi phi.

THAM KHAO

Blanchard, K.H, Schewe, C., Nelson, R., va Hiam, A., (1996) Exploring the
World of Business (tam dich: Kham pha thé gigi Kinh doanh). New York:
W.H Freeman.
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58. SAU CHIEC MU TU DUY CUA
DE BONO

TONG QUAN

Nhitng chié€c mi tw duy ctia de Bono thé hién sdu cach nghi vé cac chién
lwge. Eward de Bono (1985) cho rang nhan thitc va suy nghi ciia con nguoi
c6 nhiéu loai, nhiéu cach thitc ti€p can va xu hwéng. Phan 16n con nguwoi
phat trién nhitng théi quen suy nghi lam giéi han suy nghi cia minh. De
Bono tin rang bang viéc xac dinh cac cach ti€p can khac nhau, con nguoi cé
thé tré nén dé cong tac va lam viéc nang suat hon.

SU DUNG KHI NAO

M6 hinh sau chiéc mii tw duy budc chiing ta phai thoat khoi cach suy nght
thong thuong. Lam nhv vay, n6 gitp ching ta hiéu dugc day du cac khia
canh ctia mot quyét dinh va thay nhitng co hoi ma ching ta cé thé da bo 16;
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cac quyét dinh quan trong cé thé dugc xem xét dwdi nhiéu goc nhin khac

nhau. Gid thuyét ctia mo hinh la moi ngudi c6 thé ra cadc quyét dinh chinh

xac hon néu ho bi budc phdi thoat khoi cac théi quen suy nghi ctia minh.

Ky thuat nay cho phép cam xtc can thiét dwgc mang vao cac quyét dinh

dinh lwgng thuan tiy. Do vay, 16i suy nghi khong theo 16i mon, sang tao

dwgc khuyén khich. Hon nita, ky thuat nay con cho phép day nhanh qua

trinh ra quyét dinh

Mi Tieu diem Cac cau hai dien hinh

Tring e Thing tin/ thire t&8  «Chiing ta muodn ¢d thang tin gi?
= Thigu thang tin » Ching ta cén thong tin gi?
« Cacloai thdng tin « Thang tin ndo hign ¢o?

Bheo Afiay « Thang in ndo con thidu valam
the nao ching ta lay duge
chang?

B4 «Cam gids « Ching {2 cb nhibng cam xuic gi?
« Trgc giac s Chingta 66 @ntam vdi van de
khong?
« Tryc gidc chaching ta ndigi?
Ban « Khd khin o Mhirng rii ro lagi?
«Tai saono s@ o MhGng khd khin 15 gi?

Khang hoal dong o Cac van dé ém dnla gi?

o Nguy hiém ¥ kign 95 ¢o phl hop véi céch
ching talam viéc khang?
Vang eLFi thé = Nhirng wu théla gi?

e Lac quan « Nhing mat tht la gi?

s Taisaond séhoat  «Nd kha thi nhr thé naon?

dong « Nhirng co hdi tiem nang lagi?

« Tim fa cac co' i

Xanh » Cac kha nang «Co nhing khd ndang nao?
e » Téng trisding » Chiing ta cih thé thach thae tinh
oChc jlugngmei  1rang hién tai khong?

# Suy nghi sang tao

Kanh » Quan lygiao tigp s Cac diém tap frung la gi?
lam

o Tang ket va ket
ligan

«Ching ta co thé ting két khang?

« Chiing ta co thé rit ra ket luan
gi?
aChiing 13 tiep e rasao?

Hinh58.1; Sau chiéc ma tu duy cia De Bono

https://thuviensach.vn



SU DUNG NHU THE NAO

Sau chiéc mii tw duy cé thé duge st dung tai mot cudc hop, mot hoi thao
hodc mot phién dong ndo, nhung dong thoi cé thé dwgc dung bdi cac ca
nhan. Moi chiéc mii 1a m6t cach suy nghi. Néu st dung trong mot nhom,
moi ngwoi tham dw sé doi chiéc mii giong nhau trong cung mot thai diém.

De Bono phan biét cac chiéc mii suy nghi nhw sau:

» Mi trang (thuc té): Vé&i chiéc mi trang, mot nguwdi co thé tap trung vao
cac dit liéu hién c6. Phan tich thong tin va xem xét nhitng diéu c6 thé dugc
rut ra

* Mii do (cam xuc): V&i chiéc mii do, mot nguwdi cé thé xem xét van dé
bang tryc giac va cdm xtic. Co gang twdng twgng nhitng ngudi khac sé phan
trng cam tinh nhw thé nao va c6 gang hiéu nhitng phan &ng do.

» Mii den (chi trich): Vi chiéc mii den, mot ngudi c6 thé xem xét tat ca cac
nhwgce diém trong mot quyét dinh. Xem xét mot cach than trong va mang
tinh dé phong: tai sao n6 hoat dong? Chi ra cac diém yéu trong mot ké
hoach

« Mii vang (chua dong): V&i chiéc mii vang, mot ngudi c6 thé suy nghi cha
dong. Xem xét theo mot quan diém lac quan va co gang thay hét cac 1gi ich
cta quyét dinh.

« Mii xanh luc (sang tao): Vé&i chiéc mii xanh luc, mét ngudi sé suy nghi
mot cach sang tao. Tao ra cac gidi phap cho van dé theo cach suy nghi tu
do.

« Mii xanh lam (kiém soat qua trinh): Chiéc mii nay danh cho chu toa cudc
hop hay hgi thdo. Nguoi chu toa sé can thiép vao qua trinh va noi khi nao
can do6i nhitng chiéc mii.
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KET LUAN

Mo hinh nay cho phép suy nghi theo rat nhiéu cach, vi du cho phép mot
van dé dugc xem xét tit nhiéu goc dd. De Bono cho rang yéu td quan trong
nhat dé st dung thanh cong mo hinh nay la lwa chon mot tiéu diém c6 cha
dich trong su6t cudc thdo luan. Mot cach tiép can cu thé can dugc lya chon
sao cho phu hgp véi yéu cau trong tirng giai doan ctia cudc thao luan. Do
vay, mot cudc thdo luan co thé bat dau véi mét chiéc mi dé phat trién cac
muc tiéu, trong khi mét chiéc mii khac c6 thé dugce sit dung dé thu thap cac
phdn tng va quan diém. Bang viéc lwa chon mot tiéu diém c6 cha dich
trong sudt moi giai doan cta cudc thao luan, moi ngudoi sé dong thoi tap
trung vao cung mot khia canh ”cia”van dé” va do d6 tré nén dé hop tac
hon trong viéc gidi quyét va tim ra mot”giai phap”.

THAM KHAO

Bono, E. De (1985) 6 Thinking Hats (tam dich: Sau chiéc mi tu duy).
London: Little, Brown.
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59. VONG TRON DEMING: LEN KE
HOACH - THUC HIEN - KIEM
TRA - HANH PONG

r ™
=
TONG QUAN

Vong tron Deming hay vong tron Lén ké hoach - Thyc hién — Kiém tra —
Hanh dong (vong tron PDCA) c6 thé dugc stt dung nhw mot phwong phap
dé co cdu cac dv an cai tién. N6 dugc dung dé chi mot chudi logic gobm bon
budc lap di lap lai cua qua trinh hoc hoi va cai thién: hoach dinh, thyc hién,
kiém tra va hanh dong. Hoach dinh (ké hoach) cho viéc cai thién mot hanh
dong can dugc tiép noi béi viéc thye hién hanh dong dé (thyc hién) theo
nhw ké hoach. Sau d6, mét ngudi can danh gia va nghién citu (kiém tra) két
qua dat dwoc va sy cdi thién. Hanh dong sau do6 phai dwoc tién hanh (hanh
dong) theo huwéng ap dung cac muc tiéu va/ hodc su cai thién. Nhitng bai
hoc rit ra can dugc wng dung trong hoanh dinh cac hoat dong méi.
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Hinh 59.1: Vong tron Deming hay vong tron bon budc PDCA

SU DUNG KHI NAO

Vong tron PDCA cho phép mot t6 chitc quan ly cac sang kién cdi thién theo
cach cé trat ty. Khi doi dién véi mo hinh nay lan dau tién, rat nhiéu nguoi
sé nhan ra rang ho diéu hanh nhung khong thuwc sy quan ly t6 chitc caa
minh. M6 hinh c6 thé dugc dung dé co cau va sap xép quy trinh cua cai
thién lién tuc. N6i mdt cach hinh anh, quy trinh cai thién giong nhw chiing
ta lan banh xe PDCA ngugc 1én trén (xem Hinh 59.2). M6i vong quay giai
quyét van deé twong ttng véi mot vong tron PDCA.
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Hinh 59.2; S cai thign lign tuc vai vong tron POCA lién tiép

Dbiéu quan trong la day cho cac giam doc sé phai lam viéc véi phwong phap
cai thién nay cach st dung vong tron do. Bang viéc dwa ra cach st dung rod
rang cho vong tron PDCA, moi ngudi sé nhan thirc day da hon vé cai thién
va lgi ich. Diéu nay sé khuyén khich moi ngudi tiép tuc cac dv an cai thién.
Vong tron nay c6 thé ap dung vao cac muc dich khac nhau, nhw hoan thanh
mot sit ménh, cac muc tiéu, kiém soat cac van dé mau chét hodc trong dao
tao.

SU DUNG NHU THE NAO

Di qua ca bon buwdc mot cach hé thong trong khi theo dudi cai thién trong
cac hoat dong cu thé, gom:

1. Lén ké hoach.

Ké hoach phia tredc dé thay doi. Phan tich tinh hinh hién tai va cac tac
dong tiém an cua viéc chinh stra treée khi lam bat ¢t diéu gi khac. Dy doan
cac két qua khac nhau dugc trong doi, c6 hodc khéng c6 ly thuyét. Lam thé
nao dé ban danh gia tac dong? Bao gio dat dugc két qua mong mudn? Lén
ké hoach dé dwa cac bién phap danh gia két qua vao trong viéc thuc hién.
Lén mot ké hoach thuc thi véi trach nhiém r6 rang cho nhitng ngwoi tham
gia.

https://thuviensach.vn



Kinh nghiém chi ra rang nhitng cau héi sau sé hitu dung:

« Chuing ta dang c6 gang dat dugc diéu gi?

« Diéu nay duwgc gan két thé nao v6i muc dich cao hon ctia t6 chire?
* Ai/nhitng ai sé bi anh hudng?

* NO sé xay ra ¢ dau?

* NO sé xay ra bao gio?

* Thu tuc theo tirng budc la gi?

« Lam thé nao dé ching ta danh gia sy cai thién no6i chung?

2. Thuce hién.

Khi thye thi ké hoach, ban phai di theo cac buwdc nho trong nhitng diéu kién
c6 kiém soat dé co thé quy nhitng cdi thién (hodc that bai) cho nhitng thay
doi theo ké hoanh trong hanh dong.

3. Kiém tra.

Kiém tra cac két qua trong thit nghiém. C6 dat dwgc két qua mong mudn
hay khong? Néu khong thi tai sao?

4. Hanh dong.

Thue hién cac hanh dong dé quy chuan hoa quy trinh dwa dén két qua mong
muon, hodc trong trwedong hop két qua khong nhw mong doi, sit dung kinh
nghiém lam di liéu cho nhitng lan thi t6i dé cai thién.

KET LUAN
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Rat nhiéu t6 chitc khong thé vach r6 cac muc tiéu, hanh dong va két qua
mong muon, ma chi dé mdt nguwdi quan ly nhitng cai thién ctia ban than ho
mot cach hé thong va c6 dinh, c6 hodc khong theo vong tron PDCA. Thém
vao db, n6 doi hdi ky luat dé thyc hién toan bd vong tron PDCA, dé dirng
viéc chita chdy va viéc thyc hién theo kiéu 1én ké hoach — thuc hién — 1én
ké hoach — thuc hién. Vong tron PDCA cé mét vai &tng dung nhu: 1én ké
hoach c6 thé chia thanh xac dinh muc tiéu va muc dich; va xac dinh cac
phuwong phap dé dat duwgc muc dich va xac dinh cac phwong thic dé dat
dwge muc tiéu. Thuc hién cé thé chia thanh dao tao va gido duc, va tng
dung. Vong tron PDCA tao thanh mét phan quan trong cta cach suy nghi
Kaizen duwgc miéu ta trong cudn sach nay (xem Chuong 54).

THAM KHAO

Walton, M va Deming, W.E (1986) The Deming Management Method (tam
dich: Phrong phap quan ly Deming). New York, Dodd.
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60. SO PO HOA DONG GIA TRI

'8 N\
= (=

TONG QUAN

San xuat tinh gon (xem Chwong 37) tap trung vao viéc gia tang gia tri cho
khach hang va gidm thiéu cac buéc khong tao thém gia tri (Iang phi). So do
héa dong gia tri dugc stt dung trong nhitng moi tredng tinh gon dé 1ap ra va
phan tich ca cac hoat dong gia tang va khong gia tang gia tri, va cac buéc
trong nhitng dong thong tin va cac quy trinh. N6 hinh dung cac hoat dong
tang thém gia tri cho khach hang, va cac hoat dong khong tao nén diéu do.
Do céac cau triuc co dinh cta nd, moé hinh thuwong cé kha nang tim ra tiém
nang cai thién dang ké va twong ng v&i nhitng hoat dong cai thién.

SU DUNG KHI NAO

So do héa dong gia tri thwong duwgc st dung trong nhitng moi trwong tinh
gon dé xac dinh cac co hoi nham cdi thién thoi gian san xuat cling nhw xac
dinh viéc tiét kiém, lang phi nguyén liéu va cac hoat dong khong gia tang
gia tri khac. So do hda cac quy trinh lién quan dén viéc tao ra mot biéu do
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trong d6 cac qua trinh, cac luéng nguyén vat liéu va théng tin, cung tat ca
cac dit liéu quan trong khac (nhw mic ton kho, cac lan x 1y va kich thuwdc
16) dwgc minh hoa véi sw gitip do cia cac khung chwong trinh dwgce chuan
héa cung nhitng biéu twong; (xem Rother va Shook, 2003). Ban d6 nay la
diém khai dau cho viéc thiét ké mot dong gia tri mong mudn trong tuwong
lai that tinh gon.
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Hinh 60.1: Vi du su 46 d dng gid tr

SU DUNG NHU THE NAO

Giai doan dau tién ctia so do héa dong gia tri la 1ap so do6 hién trang. Phan
tich tinh trang hién tai cia cac dong nguyén liéu cho thong tin vé cac hoat
dong mang lai va khong mang lai gia tri gia tang (vi du: thoi gian van hanh
mdy, nhitng khoang trong khong can thiét, lwgng san pham phai lam lai,
thoi gian di chuyén va sy thiéu hiéu qua).

Trong giai doan hai, thong tin tir so do hién trang dugc st dung dé chuan bi
so d6 mong muon trong twong lai, trong do6 loai bo lang phi va giam thiéu
cac hoat dong khong tao ra gia tri. Nhitng cau hoi can duwgc trad 10i trong
sudt qua trinh nay la:
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 Thoi gian can thiét l1a gi? (thoi gian mong mudn giita cac don vi cta san
lwgng san xuat, khdp vdi nhu cau ctaa khach hang)?

* Co6 thé dwa ra cac dong lién tuc hay khong?

* San xuat c6 thé dwoc kiém soat bang hé thong san xuat theo don dat hang
hay khong?

Mot diéu quan trong can ghi nhé trong giai doan nay la nhu cau chinh stra
hé thong san xuat dé dap &ng nhu cau ctia khach hang, trong khi gilt cac
quy trinh linh hoat. Giai doan thi ba va quan trong nhat la tién hanh cac
hoat dong nham thay déi quy trinh san xudt tir trang thai hién tai sang gan
giong nhat vai trang thai mong mudn. Tai dé, qua trinh c6 thé bat dau lai tw
dau.

Mot ké hoach khon ngoan cé thé nhu sau:

1. Xac dinh (nh6m) san pham nao hodc (nhém) dich vu nao can dwgc phan
tich. Tao ra mot doi nhitng nguwdi quan ly cac qua trinh va nhan vién co lién
quan dén cac budc khac nhau trong ca quy trinh.

2. Phan tich hién trang va chuyén sang mot ké hoach san xuat chung.

3. Thu thap céc dir liéu ho trg cho ké hoach san xuat (vi du: lwvgng nguyén
vat liéu, thoi gian nap nguyén vat liéu, s6 nhan vién).

4. Thiét 1ap qua trinh 1y twéng dva trén nhitng nhu cau cua khach hang
(trong buwdc nay, st dung cac thong s6 nhw cong viéc tdi thiéu trong qua
trinh, cac lan cai dat ngan va danh sach nhitng cai thién can dat t6i & trang
thai ly twong trong twong lai.)

5. Xac dinh md6t ké hoach hanh dong dé nhan biét nhitng sy cai thién can
dat dugc trong twong lai. K€ hoach nay can bao gom quyén wu tién cho
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nhitng s cai thién khac nhau; cac hanh dong can dwgc nhan doi cho cac ca
nhan, mot thoi gian biéu ro rang va sy tham gia ctia cac nha tai trg.

6. Kiém soat qua trinh, va bat dau lai tr buéc 1.
KET LUAN

So d6 hoa dong gia tri khong chi l1a cat gidm sy lang phi, ma con la cat
giam sy that thwong va dinh mitc hoa viéc st dung trang thiét bi. Muc tiéu
cot 10i cia mo hinh nay la san xuét chinh xac thi khach hang can. Do do,
nhu cau va mong muon cua khach hang phai dwgc xem xét va can nhac
tredc nhat. D liéu can thiét cho phan tich dong gia tri khong phai ltic nao
cling dugc thé hién hay c6 san, c6 thé do dit liéu khong duwgc thu thap c6 hé
thong, hodc do lan dau tién qua trinh quan ly dugc phan tich theo cach nay.
Hé qua la viéc phan tich sé ton nhiéu thgi gian hon vi phai tién hanh thém
cac hoat dong thu thap di lieu.

Mot diéu kién quan trong nita la moi ngudi déu phai ton trong phwong phap
lam viéc da duwgc thong nhat, dé cho viéc thiét ké quy trinh 1y twdng tao ra
két qud mong muon. Viéc nay nghe c6 vé don gian, nhung nhitng van de
trong thirc té sé ndy sinh do moi nguwoi van cé ty do nhat dinh trong khi
thyc hién cac hoat dong ctia minh. Lya chon nay gio day duvong nhién
khong duwgc phép. Sang kién sé dugc tap hop thanh luéng khac nhau. Thay
vi cdi tién bang viéc st dung phwong phap lam viéc hién cd, mot nguoi sé
phai nghi dén viéc lam cach nao dé cac phwong phap lam viéc hién tai tiép
tuc duoc cdi thién.

Xac dinh tinh trang mong muén trong twong lai la budc khédi dau quan
trong cho nhitng cdi thién. Ké hoach hanh dong la diéu kién can dé bat dau
viéc irng dung cac cai thién. Tuy nhién, tinh trang mgi thuwong doi hoi cac
quy dinh méi, va doi khi cd cach hanh x mdi. Néu hai yéu t6 nay khong
dwge xem xét that can than trong ké hoach hanh dong (va ca trong tng
dung), sé c6 ruai ro quay trd lai tinh trang cii. Viéc tao ra cac so do hién
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trang va tinh trang trong twong lai 1a mot sy lang phi vé thoi gian trir khi
cac hanh dong can thiét tiép theo dwgc tién hanh.

THAM KHAO

Rother, M. va Shook, J. (2003) Learning to See: Value stream mapping to
add value and eliminate muda (tam dich: Hoc dé nhin nhan: So d6 héa
dong gia tri dé tang tao thém gia tri va cat giam lang phi). Cambridge, MA:
Vién Lean Enterprise.
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54. KAIZEN/GEMBA

55. NHUNG VAI TRO QUAN LY CUA MINTZBERG

56. PHAN TiCH RUI RO VA THANH QUA

57. PHAN TICH CAN NGUYEN/ PHAN TiCH PARETO

58. SAU CHIEC MU TU DUY CUA DE BONO

59. VONG TRON DEMING: LEN KE HOACH — THUC HIEN — KIEM
TRA — HANH DONG

60. SO DO HOA DONG GIA TRI
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