~ ePHAN ‘
‘NHUNG KIEN THU'C CO BAN VE QUAN TRI

CHUONG 1.
DAl CUONG VE QUAN TRI
VA QUAN TRI HOC

TS. Tran Duc Thic




NoI dung nghién ciu chwong I:

1. Cac khai niém quan tri.
T6 chirc; Muc dich cac HD quan tri;
Cac khai niém QT; Cac chirc nang quan tri.
2. Y nghia cta hoat ddng quan tri.
3. Tinh pho bién cla quan tri.
4. Quan tri hoc: Khoa hoc va Nghé thuat
qguan tri



‘ 1.1. TO,CHUC ‘

Muc tieu Cau truc Con ngooi
Goals . B Structure ”Peopvle
v - e
A - . - §

(T6 chirc dwogc hinh thanh dé thuc
hién mot nhiém vu (muc tiéu) nao do)

v'Muc dich cac HD QT => bat muc tiéu
v'C6 nhiéu cach dé dat muc tiéu.
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1.2. Khai niém quan tri

(C6 réat nhiéu Khai niém vé quan trj)

+ Mary Parker Follet: “QT la nghé¢ thuat khién cho cong viéc
duoc thuc hién thong qua nguoi khac”.

+ Robert Albnese: “QT la mot qua trinh k¥ thuat va x& hoi nham
str dung cac nguon, tac dong toi hoat dong cua con ngu’0’| va
tao dieu kién thay doi dé dat duoc muc tiéu cua to chuc”.

+ Harold Kootz & Cyril O Donnell: “QT la viec thiét 1ap va duy
tri mot moi truong noi, ma cac ca nhan lam viéc véi nhau
trong tirng nhom cé thé hoat dong hitu hiéu va co két qua,
nham dat cAc muc tiéu caa nhém”.

+ Rober Kreitner: “QT la tién trinh lam viéc véi va thong qua
nguol kKhac dé dat cac muc tiéu cha té chic trong mét moi
treong thay doi. Trong tam cua tién trinh quan tri la vigc S
dung c6 hiéu qua nhirng nguon tai nguyén c6 han caa té chiéic.”
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1.3. CAC CHOC NANG CUA QUAN TR0

The Organization

7
HOACH NONH TO CHOC
(Planning) (Organizing)

CEICCHIGICNENG

o[Ufzlp) Ef

, LANH NAO
KIEM TRA N
(Leading)

(Controlling)




Hoach dinh: xac lap muc tieu hoat dong cho td chirc,
xay dung cac gidi phap chién lwoc tdng thé va céac ké
hoach tac nghiép cu the nham hoan thanh cac muc tiéu
cua to churc.

To6 chirc: xay dwng mot co cau cua td chirc, phan cong
nhiém vu, thiét 1ap thAm quyén va phan ph0| ngan sach
can thiét dé thwe hién ké hoach. NO sé tra 1o cac cau
héi: Ai lam gi? Khi ndo? O dau?

Pieu khién: (Lanh dao) nham gay anh hwdng, thic day,
huwdng dan nhan vién (cap dwdi) thwc hién cac muc tiéu
cua to churc.

Kiém tra: Nham phat hién ra nhirng sai léch so voi ké
hoach dat ra va tim cac giai phap diéu chinh cac hoat
dong cua t6 chirc nham hwéng dén hoan thanh cac muc
tiéu cda tb chirc.



2. Y nghia hoat déng QT la hiéu qua:

- Giam thiéu chi phi dau vao nhung van gitr nguyén san
lwong dau ra, hoac;

- Giit nguyén cac chi phi dau vao nhung ting san luong
dau ra, hoac;

- Vira giam chi phi dau vao vira tang san luong dau ra.

Ly do ton tai cia hoat déng quan tri 1a vi muon co hiéu qud;
va chi khi ndo nguwoi ta quan tam dén hiéu qud thi nguoi ta

guan tam dén hoat dong qudan tri.
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3. Tinh pho bién cta quan tri

 Trong bat ky mot t6 chac ndo ciing can co cac hoat
dong QT va cac nha QT.
. Khong 6 su khac nhau trong chuc nang QT cua nha

QT cap cao va cap thap, va gitta nha QT cua to chuc
nay vai to chuc khac.

. Cang lén cap cao, thi cdng viéc cua cac nha quan tri
cang c6 nhicu diém chung. Do d6 cac nha quan tri o
cap cao dé dang thuyén chuyén cong tac.



Hinh 1.1 Quan hé gilra quan tri va kha
nang chyén mon

QUAN TR| CAO

CAP KHA KHA NANG
QUAN TRICAP |NANG QUAN

GIUA CHUYEN TRI
QUAN TR| CAP MON

THAP




4. Quan tri hoc la Khoa hoc va la Nghé thuat:

e Quan trilakhoa hoc:

— Khoa hoc QT cé moi dac tinh co ban cua moi khoa hoc:
c6 thé hoc va 4p dung trong thuc té; da dwoc tich luy qua
nhiéu nam; téng hop thira hwdng két qua ttr cac nganh
khoa hoc khac nhw toan hoc, kinh té hoc, diéu khién
hoc....

— Cung cap cho nha QT mét co s& Iy luan, modt cach suy
nghi c6 hé thdng trwdc cac van dé phat sinh; nhirng
phwong phap khoa hoc gidi quyét cac van dé trong thuc
tién lam viéc.

e Quan trila mét nghé thuat:

— Quan tri khéng thé hoc thudc long hay ap dung theo céng
thec. NO la mot nghé thuat van dung sang tao cac ly
thuyét QT vao trng tinh hudng cu thé.
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, PHAN I: ‘
NHOUNG KIEN THU’C CO BAN VE QUAN TRI

CHUONG 2:
NHA QUAN TRI
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o Ok whE

~

NoI dung nghién ciru chwong 11:

Pinh nghia Nha quan tri.

Céac cap bac cta Nha quan tri.

Vai tro cua Nha quan tri.

Cac ky nang cua nha quan tri.

Pac diém ca nhan cta Nha quan tri.

Sw khac nhau gi(ra Nha quan tri va
Doanh nhan.

Nhirng thach do trong thoi dai hién nay
doi véi cac Nha quan tri.
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1. NHA QUAN TRI

NHAN DIEN NHA QUAN TR:

v La thanh vién caa to chirc

v' La ngd0i phu trach cho to choc.

v Phan phoi cac nguon tai nguyen
cua to chdc.

v Cht huy, giam sat cac hoat fiong
cua ngooi khac.

. Rat nhiéu ngudi dong vai tro thiét yéu doi véi viéc hoan thanh cac muyc tiéu cua to
chtrc thong qua cac hoat dong ctia minh nhu cac cong nhan hay nhan vién, nhung ho
khdng phai la cac quan tri vién. 12



2. Cac cap bac quan tri trong mét to chirc (3 cap)

1. Nha quan tri cap co s& (first-line manager) (t6
trwdng, doc cong V.V...)

2. Nha quan tri cap gitva (middle manager)
(trwo’ng phong, trwo’ng ban, ctra hang trwdng,
quan doc phan xwéng, trwvdng khoa v.v...)

3. Nha quan tri cap cao (giam doc, téng giam
doc, giam doc diéu hanh, chu tich hdi dong
guan tri v.v...)
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3. Val tro cua nha quan tro

e Thay mat to choc

o Nai dien Nhding hoat fiong co tinh chat nghi le trong to choc
Quan he
.« Ngo0ai lanh fao Nong vien nhan vien
con ngooil e Lien lac Phoi hop, kiem tra cac h/fiong cua nh/vien dodi quyen
e Thu thap va tiep Xem xet, phan tich moi troong
_ nhan cac thong tin
Thong tin  « Pho bien thong tin Pho bien thong tin lien he fien nhding ngddi lien quan

C/cap thong tin cho cac bo phan trong va ngoai fidn .

Quyet fonh

e Doanh nhan

e Giai quyet xao tron

e Phan tai
nguyen

e Nha th66ng thuyet

phoi

Tim cach cai tien hoat fiong cua to choc

Noi pho véi nhéng bien co bat ngd nham fidva to choc
som trd lai on fionh.

Q/ionh phan phoi tai nguyen cho ai va nho the nao?

Tim ra s6 thoa thuan, fiam phan cho to choc.
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4. Cac ky nang co ban caa cac nha QT
Management Skills

Top

Managers

[

Middle
Managers

First-line
Managers

TO duy Nhan so Ky thuat
Conceptual Human Technical




5. Pic diem nha QT

Co uy tin.

Co trinh @6 chuyén mon

Diém tinh.

Trung thuc vai thudc cap
Quyét doan khi can thiét
Nhiét tinh va guong mau

Tung tdm doan két cua to chuc
Trong chir tin
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6. Sw khac nhau gilrka Nha quan tri va Doanh
nhan:

— D Nhan: sang lap doanh nghiép, lam chu so&
hiru va quan ly hoat ddng KD cua DN.

— Nha QT: lam cbng tac quan ly trong DN, |a
ngwol lam cong an lwong.
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5. NHO’NG THACH THU'C NHA QT PHAI
POl MAT

Lwc lwong lao dong
(van hoa, sac toc.. ..

Toan cau
hoa



- Chuong 3.
TONG QUAN VE CAC
LY THUYET QUAN TRI
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3.
4.
D.

N¢I dung nghién ciru chwong I11:

Ly thuyét quan trj trwdc phong trao quan tri
Khoa hoc.
Ly thuyét cb dién vé quan tri.
2.1. Ly thuyét Quan tri Khoa hoc.
2.2. Ly thuyét Quan tri Hanh chanh.
Ly thuyét Tam ly-x& hoi vé Quan tri.
Ly thuyét Dinh lwong vé Quan tri.

Nhirng phét trién mai trong ly thuyét quan tri.
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1. Ly thuyét quan tri trwéc phong
trao quan tri khoa hoc.

Nam 1494, Paciolo da dé xuat PP ké toan kép.
Pén TK 18, cach mang céng nghiép bung nd =>
SX chuyén tr GD dén nha may.

Phét trién SX=> yéu cau von I&n => cty cb phan
=> sy phan biét chu s& hiru va nguwdi QT => cac
nha nghién ctru tap trung va cac hoat dong QT.
Tiéu biéu Robert Owen (1771-1858), da cai
thién diéu kién l1am viéc CN tai 1 nha may dét &
To Cach Lan.
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2. Ly thuyét quan tri co dién

2.1. Ly thuyét quan tri khoa hoc:

v
v
v

~rederick Winslow Taylor.
~rank & Lillian Gilbreth.

Henry Gantt ...

2.2. Ly thuyét quan tri hanh chanh:
v Henri Fayol.
v’ Max Weber.
v Chester Barnard.
v Herbert Simon
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2.1. Ly thuyét quan tri khoa hoc
(Scienttific management)
»Frederick Taylor (1856 — 1915)

« NSLN kem la do:
v Ngbdi CN khong biet phéong phap lam viec.§
v Ng6di CN l/viec thieu nhiet tinh va hang hai.
=> Trach nhiém & nha QT.

e GIAl PHAP => QUAN TR0 MOT CACH KHOA HOC

v'Cac nha QT danh nhieu thdi gian lam ké hoach,t6
chirc h/ddng va kiém tra h/déng cta céng nhan.

v"Cac nha QT phai suy nghi tim ra PP lam viec khoa
hoc, sau d6 hwéng dan cho CN.

v"Phan chia trach/nh va C/viéc gitra nha QT.
v'Cac nha QT sd dung bien phap k/te fie kich thich CN.




Phat trien cac nguyen tac quan tri theo khoa hcg'é:



2.2. Frank Gilbreth (1868 — 1924) va Lillian
Gilbreth (1878 — 1972)

La nhirng nguol tien phong trong
viec nghién cwu thol gian - dong
tac.

Hal dng ba phat trién mot hé thong
thao tdc dé hoan thanh mot cong
viec, dwa ra mot he thong xép loai

bao gom cac dong tac nhw: cach
mam do vat, cach di chuyén...

Loai bd nhirng ddng tac duv thwa,
chu tam vao nhirng dong tac thich
hop lam giam sy mét moi va tang
nang suat lao dong.




2.3. Henry Gantt

« Ong phat trién SO do Gantt mo ta
dong cdng viéc can dé hoan thanh
mot nhiém vu, vach ra nhirng gial
doan cua cong viec theo ké hoach,
ghi ca thdi gian hoach dinh va thoi
glan thwc sw.

 Ngay nay, phwong phap Gantt la mo6t
cong cu guan trong trong quan tri tac
nghiép.

o Gantt cung dwa ra mot hé thong chi
tieu cong viéec va hé thong khen
thwéng cho cong nhan va quan tri
vién dat va vwot chi tiéu. 27




2.4. Nhirng han ché caa ly
thuyét QT khoa hoc

* Qua de cao ban chat kinh té va duy Iy caa con nguoi,
van dé nhan ban it dugc quan tam.

e Chi &p dung tot trong trudng hop mal truong on dinh.
Ap dung nhu:ng nguyen tac quan tri phd quat cho moi
hoan canh ma khéng thay tinh dic thu ctaa moi
trueong.

e Qua chu trong téi1 khia canh k¥ thuat caa quan tri.
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2.2. Ly thuyét quan tri hanh chanh

(Administration Management)

v'Henri Fayol;
v'Max Weber:;
v'Chester Barnard:
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» Henry Fayol (1841-1925)

—NSLN cua con ngodi lam viec trong
tap the tuy thuoc vao sd sap xep, to
choc cua nha quan tr.

=> Trach nhiém & nha QT

« GIAl PHAP => CAC NHA QT NEN TUAN THU:
« 14 NGUYEN TAC + 6 PHAN TRU CV + 5 CN
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N =

S o1k W

~

14 nguyén tac quan tri Fayol:

Phan chia cong viéc

Quyen hanh va trach 8. Tap trung va phan tan

nhiém .. <

Ky kuat 9. Chudl quyén hanh
Thong nhat chi huy 10.Trat tu

Théng nhét didu khién 11.Céng bang

Loi ich c& nhan phu 12.Su 6n dinh nhan vién
thuoc loi ich chung va cong Viéc

Thu lao xtrng dang 13.S4ng tao

14.Doan két
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Theo Henri Fayol:

6 pham tru cv:

1. K§ thuat ché
tao san pham

2. Thuong mal
3. Tai chinh
4. An ninh

5. Ké toan

6. Quan tr

Hé thong 5 CN:

Hoach dinh
T6 chuc
Chi huy
Phéi hop
Kiém tra

gk~ Wbk
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2.2. Nhirng diém chinh caa tw twéng
Max Weber

e Moi hoat d6ng cta to chic cin
ctr vao van ban quy dinh truéc.

e Chico nhtng nguol ¢ chuc vy
duoc giao mai ¢ quyén quyét
dinh.

e Chi ¢6 nhitng nguoi ¢6 nang luc
ma&1 duoc glao chuc vu.

«  Moi quyét dinh trong t6 chiic
phai mang tinh khach quan.
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2.3. Chester Barnard
(1886 — 1961)

Ong cho réng mot to chic 13 mot he théng hop
phap caa nhiéu nguoi vl 3 yéu to co ban:

— Su san sang hop tac;

— C0 muc tiéu chung;

— C0 su thong dat.

34



Barnard: nguén goc cua quyén hanh

khong xuat phat tir ngudi ra Iénh ma xuat

phét tlr sw chap nhan clta cap dudi:

— Cap duwoi hiéu rd ménh Iénh;

— No&i dung ra ménh Iénh phai phu hop véi muc
tiéu cua to churc;

— NO&i dung ra ménh Iénh phai phu hop véi loi
ich cua ca nhan ho;

— Ho ¢06 kha nang thwc hién ménh Iénh do.

35



2.6. Nhirng dong gop cua Ly thuyét quan
tri hanh chanh:

« P&t nén tang cho nhiéu ly thuyét quan tri sau
nay.

» D6ng gop rat nhiéu trong Iy luén cling nhw thuc

hanh quan tri, nhiéu nguyén tac guan tri cua tw

twdng nay van con ap dung dén ngay nay.

e GOp E)hén chinh don viéc quan tri ludm thudm tai

cac to chure, cong ty.
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2.7. Nhitng han ché caa Ly thuyét quan
tri co dien :
Xem con nguoi thuan 1y kinh té bo qua khia canh tam
ly — xa hol.
Cac tu tuéng duoc thiét 1ap trong mét to chac on
dinh, it thay doi,

Quan diem quan tri cting ran, it chd y dén con nguol
va x& hoi nén dé dan téi viéc xa roi thuc té.

Nhleu nguyen tac quan tri khéng phu hop vai cac yéu
cau thuc té.
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3. TRUONG PHAI TAM LY-XA HOI
TRONG QUAN TRI

. Ly,thuyé't tam ly xa hoi trong quan trj nh&n manh
dén vai tro cua yéu té tam ly, tinh cam, quan hé

+ Hi
O
C

n

xa hoi cua nguwoi lao d‘éng
iéu qua cua té chdrc do nang suat lao déng

uyet dinh, nhwng nang suat lao dong khong
0 cac yeu to vat chat quyét dinh ma do sw

thod mén cac nhu cdu tam ly xa héi cua con

guon.
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Cac dai dién cua trworng phai tam ly
Xa hoi:

« Robert Owen(1771 — 1858);

3.1. Hugo Munsterberg(1863 — 1916);

3.2. Mary Parker Follett(1863 — 1933);

3.3. Elton Mayo(1880 — 1949);

3.4. Doulas Mc Gregor(1906 — 1964);

3.5. Chris Argyris(born July 16, 1923)

3.6. Abraham Maslow(1908 — 1970);
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3.1. Hugo Munsterberg(1863 — 1916)

TAc gia cda tac pham:
“Tam ly hoc va hiéu qua trong cong nghiép”:

e COng viéc phai phu hop véi ky nang va

tam |y cta nhan vién => dung cac bai trac
nghiém tam ly dé tuyén chon nhan vién.
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3.2. Mary Parker Follett

Tt nhirng nam 20 cua TK trwvdc ba dachay dén
yéu to tam ly va xa hoéi trong quan tri; ba co
nhiéu dong gop co gia tr| vé nhom lao dong va
quan he xa hoi trong guan tri.

Ba cho rang nhém la co ché duy nhat_goi Ia
cOng dong ma trong do, nguoi ta co thé phoi
hop v&i nhau dé phuc vu mot lgi ich cao dep
hon cla td chirc.

Nha QT va nhan vién séng hoa hop véi nhau

Sw tw kiém soéat clia nhom tac dong qua lai voi
nhau, dong thoi bi anh hwdng clda cac ap lwc
MOl trwo’ng lam viéc.

41



3.3. Elton Mayo

Nghién ctru tal nha may Hawthornes thudc cong ty

dién mién tay:

« KL: “y&0 to x&a hdi” lam tdng nang suat lao
dong.

e T d6 mé ra mdt ky nguyén mdéi trong QT:
“Phong trao quan hé con ngwo1” — cac nha
guan tri tim cach tang sw thoa man tam ly va
tinh than cua nhan vién.
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_ Hawthorne Studies

e

Tinh than anh hédng fien nang suat lao fnong
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Elton Mayo (1880 — 1949)

e TAP TRUNG => Quan fiiem quan he gida CN

« Moi t60ng quan mat thiet gida NSLN voi s
thoa man cac nhu cau tam ly va quan he con
ngooi trong lao nong.

* GIAl PHAP =>
« Nha quan tro nen thay fioi quan niem ve ngdoi
cong nhan va cai thien mol quan he con
ngddi trong to chdc (Quan tam fien chan gia
tro cua ca nhan)
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3.4. Doulas Mc Gregor

« Chiu anh huwéng cua Mayo va Maslow,
ong phat trién ly thuyét tac phong trong
QT, Mc Gregor cho rang cac nha quan tri
trwdc day da tién hanh céac cach thirc QT
trén nhirng gia thiét sai lam vé tac phong
con ngwdi (thuyét X), ong dé ra mot giad
thiét khac (thuyét Y)
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Doulas Mc Gregor (it)

Thuyét X:
e Phan déng moi nguwoi

Thuyét Y:
e Con ngwoi sé thich thu

déu khéng thich lam
viéc, thich dwoc chi
huy hon la chiu trach
nhiém, va hau hét moi
ngwoi lam viéc vi lgi
ich vat chat do vay,

Nha QT xay dwng bo
may quyén hanh tap
trung dat ra nhieu quy
tac tha tuc

véi cong viéc néu co
dworc nhirng thuan lo
va ho cé thé dong gop
nhiéu diéu hon cho t6
chirc do vay:

Nha QT nén quan tam
dén sw phoi hop hoat
déng hon 1a dén co ché
kiém tra.
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3.5. Chris Argyris

o Suw thai quéa trong viéc KS => thu dong, |é thudc,
né tranh trach nhiém va bat binh => thai do tiéu
CLrC.

« Ban chat con ngwdi ludbn mudn 1a ngudi trwdng
thanh, sw doc lap, sw phong phu trong hanh
dong sy da dang trong moi quan tam va kha
nang tw chu.

» => Nha quan tri nén biét tao diéu kién cho nhan
vién rng X nhw nhirng ngudi trwang thanh, va
diéu do co loi cho to churc.
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3.6. Abraham Maslow

e Ly thuyét “Béc thang nhu cau” (5 bac)

e Sw quan tri hi€u qua phai can cr vao nhu
cau dang can dwoc thod man clda nhan
vién, Iy thuyét nay dwoc tng dung réng réai
trong quan tri tr gitka thé ky 20 dén nay.

(sé nghién ciu & ly thuyét doéng vién)
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3.7. Nhan xét vé trwérng phai tac phong
(tam ly) trong QT

o Tuw tuo’ng cua trudng phal tac phong nhan manh dén
nhu cau xa hoéi, dwoc quy trong va tw thé hién minh cla
ngwol cong nhan.

e LT nay bd sung cho LT co dién: nang suat khéng chi phu
thudc vao cac van dé vé ky thuat, ma con la phu thudc
vao tam ly nguwdi lao déng, no tao nén mdt “phong trao
guan tri con ngudi” trong thap nién 50.

e LT nay dong gop lon trong ly luan va thwe hanh quan tri.
Nho n6 ma ngay nay cac nha QT hiéu rd hon vé sy
ddng vién cda con ngwdi, vé dnh hwdng cla tap thé voi
tac phong cling nhw tam ly quan tri.
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Nhan xét veé

trueo'ng phai tac phong

(tam ly) trong QT (tt)....

Qua chu trong dén yéu td xa hdi khién tré nén

thién |éch.

Khai nién “con ngwoi x& héi” chi co thé bd sung
cho “con nguoi kinh té&” chw khong thé thay thé.
Khong phai bao gio nhirng “con nguwoi thoa
man” déu lao dong v&i ndng suat cao.

Khéng thuc té
trong hé thong k

khi xem con ngudi 1a phan to
néep kin.

Ly thuyet nay quan tam t&i con ngwoi tuc la

huvong vé quan

diém: QT la hoan thanh cong

viéc bang va thong qua nguoi khac.
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4. TRUONG PHAI PINH LUQNG TRONG
QUAN TRI

e “QT la ra quyét dinh”, QT hiéu qua khi ra Qb dlng
dan. Bé c6 thé ra Qb ding nha QT can phai c6 quan
diém hé thong khi tac nghiép va su dung su trg gilp
cua toan thong ké va mé hinh toan kinh té cong véi
Su tro giup caa may tinh dién tu.

e TAat ca c4c van dé déu co thé duoc giai quyét bang cac
moO hinh toan.
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Pic diém cia trueong phai dinh lweng:

Nhan manh dén pp khoa hoc trong viéc giai quyét cac
van dé QT.

. Ap dung phuong thirc tiép can hé thong dé thu thap
thong tin.

Dung cac md hinh toan hoc dé giai quyét van deé.

Dbinh Iuong hoa cac yeu t6 c6 lién quan va ap dung cac
cach thic toan hoc va thong ke.

Quan tam tai cac yéu to kinh té va k¥ thuat trong QT
hon 14 cac yéu to tam Iy x& hoi.

Dung may tinh 1a cong cu co ban trong viéc giai quyét
cac mo hinh va cac bai toan quan tri.
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Panh gia ly thuyét thudc truwéng
phai dinh lwong trong QT

+ Clng glong Taylo, trwéng phai nay nhan manh
dén tinh than khoa hoc khi phan tich cac van dé
trong Qt.

. Trwo’ng phal nay dwgc ap dung manh tw thap
nién 50 cua TK 20 glup gidi quyét nhiéu van dé
trong td chire nhw: ngan sach tai chinh; quan tri
tién mat; phat trién chién lwoc sX; hoach dinh s
dung cac nguén lwc; quan tri ton kho..

« Han ché: Chwa quan tam dén khia canh con
nguwoi trong QT. Ky thuat thwe hién kha phire
tap.
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5. Quan diém QT qua trinh.

QT la mét qua trinh lién tuc cua cac churc
nang quan tri do la: hoach dinh, t6 churc,
dieu khién va kiém soat.
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6. Quan diém QT hé théng .

v' Hé thong nao = nhiéu hé thong con, giira ching c6
moli quan hé tac dong co htru vl nhau.

v Néu quan tri hitu hiéu thi két qua cla toan hé
thong s€ lon hon tong nhirng c6 gang doc lap, tac
la 1+1>2.

v Tb chac khdng phai ton tai doc 1ap ma no phai dua
vao mol truong hoat dong. Nha quan tri phai hiéu
trach nhiém cta minh doi véi moi truong va nhirng
han ché ma moi truong da ap dat 1én to6 churec.
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7. Quan diém QT ngau nhién.

Ky thuat quan trj thich hgp cho mét hoan canh
nhat dinh tuy thudc vao ban chat va diéu kién
cda hoan canh dé, nén khé co thé cé nhirng
nguyén ly chung ap dung mét cach khai quat.

56



8. Quan diém QT chat lwong.

Nghién clru dai cﬁ_én:
QUAN LY CHAT LUONG DONG BO (TQM)

Pinh nghia TOM:
TQM la cach quan ly mot to chic tap trung vao chat
luong, dua vao su tham gia cua tat ca cac thanh vién
cta no, nham dat duoc sy thanh cong lau dai, nho
viéc thoa man khach hang va dem lai loi ich cho cac
thanh vién cua to chac d6 va cho xa hoi” (TCVN
ISO 8402).
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- Cac nguyeén tac caa hé thong quan ly
chat lwong (TQM)

Pinh huwdng vao khach hang.

Sv lanh dao.

Sw tham gia cua moi thanh vién.

Chu trong quan ly theo qua trinh.

Tinh hé thong.

Nguyén tac kiém tra.

Quyét dinh dwa trén sy kién, di liéu thuc té.
Cai tién lién tuc.

Phat trién hop tac cung co loii.

Nguyén tac phap Iy.
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9. Quan diém QT sang tao.

 TO chire hoc tap,

 Hoat dong dinh hwédng cong nghé
(Internet): E- business; E- commerce.
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PHAN I1: CAC CHUC NANG QUAN TRI

Chuong 4.
HOACH DINH
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ok~ Wbk

N@I dung nghién cwu cia chwong 4.

Khai niém; tac dung; phan loai HD.
0.

Muc tiéu - nén tan cua hoach din
Tién trinh Hoach dinh:

Quan tri theo muc tieu (MBO).
Nhitng cong cu HD chién luoc.
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1.1. Khai niém:

v" Hoach dinh la qua trinh xac lap cac muc tiéu va
xac dinh bién phap tot nhat dé thuc hién nhiing
muc tiéu do.

1.2. Tac dung caa hoach dinh:
v Nhan dién cac thoi co kinh doanh trong tuong lai.

v Du kién trudc va tranh khoi nhitng nguy co, kho
khan.

v Trién khai kip thoi cac chuong trinh hanh dong.
v La co sé cho 3 chuc nang con lai caa nha QT
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1.3. Cac loal hoach dinh:

a. Hoach dinh chién lwogc: xac dinh muc tiéu cua
to chirc va cac bién phap co ban dé dat dugc muc
tiéu trén co so nguon luc hién cé cling nhu
nhitng nguon luc cd kha niang huy dong.

Hoach dinh chién lugc thuong mang tinh téng thé,
dai han, do C&c quan tri cap cao xay dwng.

b. Hoach dinh tac nghiép: Cu thé hoa Ké hoach
chién lwoc, nang cao hiéu qua cac hoat dong o
cac don Vi co s&, mang tinh chi tiét, ngan han va
cu thé.
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Hinh... Cac loai hoach dinh

Muc tiéu
Ké hoach chién Ivoc

Ké hoach tac nghiép

Ké hoach don dung Ké hoach thuong truc

Chuwong trinh Chinh sach

—
—




2. MUC TIEU - NEN TANG CUA HOACH PINH

2.1. Khai niém:
v' Muc tiéu quan tri - nhu:ng trang thai mong doi ¢ mot thoi
diém tuong lai cua cac nha quan tri cho to chic minh.

2.2. Vai tro:

v/ Mat tinh tai: xac dinh cu thé cac muc tiéu ma to chirc theo
duoi, dit ching lam nén tang cua hoach dinh, nhim xay
dung hé thong quan tri.

v’ Mat dong: cac myc tiéu cua quan tri khong phai Ia bat dinh,
ma l1a linh hoat phat trien véi két qua mong doi ngay cang
cao. Vi tinh cach dong nay cac muc tiéu gitr vai tro hét Suc
guan trong d6i véi cac tién trinh quan tri, anh hudng dén
toan bo qua trinh nay.
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2.3. CAc yéu cau ctiia muc tiéu.

Pam bao tinh lién tuc va ké thura.

Phai ro rang va mang tinh dinh luong.

Phai tién tién dé thé hién su phan dau caa céc
thanh vién.

Xac dinh ro thot gian thuc hién.

Két qua mong doi phai cu thé bang céc chi tiéu
cu thé.
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3. TIEN TRINH CO BAN CUA HOACH PINH

3.1. Tién trinh co ban cta hoach dinh chién
lworc.

3.2. Hoach dinh tac nghiép.
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3.1. Qua trinh co ban cia hoach dinh chién lwoc.

Cu’é’c 1. Xac dinh st» ménh vé>
cac muc tiéu cuato chirc

/ ™\

Bwéc 2. Phan tich cac de doa Bwdc 3. danh gia cac diém manh
va co hoi thi treong va diem yéu cua to chirc

v

Buwdc 4. Xay dwng cac ké hoach chién lwoc

v

Buwéc 5a. Trién khai ké hoach chién lwoc

v

Budc 5b. Trién khai cac ké hoach tac nghiép

v

Budc 6. Kiém tra va danh gia két qua
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Buwéc 1. Xac dinh sit ménh va cac muc tiéu cua to
chirc:

— Chung ta la a1?
— Chung ta muon tré thanh mot to chic nhu thé nao?
— Cac muc tiéu dinh hudéng caa chung ta la gi?

69



Bwéc 2. Phan tich nhirng de doa va co hoi caa
MOl trwong: (Opprturities threat)
CO rat nhiéu ap luc anh huéng dén doanh
nghi¢p do la: moi trrong vi mo va moi trudng
VI mO.
Muc dich: 1a dé nhan ra nhitng co hoi va de
doa cua mol truong dol vol to churc.
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Cac yeu té cta MT vi mo

Moi de doa ciia cac
doli t/an

Voo

Kha nang thwong C,angjr?]rlh glua £ Kha nang thwong
lwgng cha cac nha cac dol t\ uhtrong lwgng ctia cac
cung cap S B ngan D khach hang

||

Moi de doa vé
san pham hay
dich vu thay thé

CO CAU 5 TAC PONG CUA PORTER i



Bwédc 3. danh gia cac diém manh va diém yéu cia té
chirc (Strengths and Weaknesses)

> Giup cho nha quan tri hiéu rd nhirng kha nang
chu yéu cua té churc.

» CO ba tieu chuan dé nhan dién kha nang chu
yéu cua doanh nghiép la:

v'Kha nang c6 thé tao ra thém tiém nang dé mé rong
thi trrdng;

v'Kha nang co6 thé dem lai cho khach hang nhiéu lgi ich
hon tir cac loai hang hoa hay dich vu ma ho da mua
tlr cong ty.

v'Kha nang c6 thé tao ra_nhirng sdn phdm ma cac doi
thG canh tranh khéng thé sao chép duorc.

> Moi nguwdi déu co6 khuynh hwéong danh gia
nhirng diém manh cao hon nhirng diém yéu,
nhirng diém yéu néu khong dwoc nhan biét day
du sé tré thanh nguyén nhan cda that bai.
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Bwéc 4. Xay dwng cac chién lworc deé lwa chon

(Chién luoc cép cong ty - corporate strategy)
Tap trung tra lo1 cac cau hoi sau:
— Phan bo nguén tai nguyén nhu thé nao?

~/

— Linh vuc nao nén phat trién?

~/

— Linh vuc nao nén duy tri?

— Linh vuc nao nén tham gia?
— Linh vuc nao nén loai bo.?

73



Bwéc 4 . LA CHON NHIPNG CL CAP CONG TY (7loai)

1. Nhirng chién lworc tang trwéng tap trung
v' Tham nhap thi trwvdng.
v Phat trién thj trwdng.
v Phét trién san pham.
2. C4c chiéen lwoc phéat trien hdi nhap:
v Két hop doc thuan chiéu (forward)
v Két hop doc nguoc chiéu (backward)
v Két hop ngang

3. Cac CL tang trwéng bang da dang hoa

v' Pa dang hoa ddng tam.
v' Pa dang hoé theo chiéu ngang.
v’ Pa dang hoa két khoi.
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4. Cac chién lwoc suy giam.
v Thu hep hoat déng:
v/ Cat bd bét hop dong:
v  Thanh ly:

5. Chién lwerc hon hop

v/ Cung ltc két hop nhiéu chién lwoc.

6. Cac chién lwoc hwéng ngoai

v'CL mua lali,

v'CL sat nhap,

v'CL lién doanh.
7. Cac CL ap dung khi KQ hoat dong
cua Cty dat dwéi tiem nang

v'Diéu chinh tac nghiép.

v'Diél chinh vé CL.
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Bw&c 5a. Trién khai ké hoach chién lwoc

 Sau khi phan tich va Iwa chon cac chién Iwgc thich hop,
td chirc sé trién khai cac chién Iwoc dé. Chién lwoc nay
can phai chi rd: Nhirng hoat déng sé tién hanh dé dat
dwoc cac muc tiéu da dé: loai cong nghé; bién phéap
marketing; ngudn tai chinh; nhan lwc; cac loai thiét bi; co
cau té chirc; k§ nang quan tri sé dwoc &p dung.

Bw&c 5b. Trién khai cac ké hoach tac nghiép

« Muc dich cia ké hoach tac nghlep |a dé thuc hién cac
chién Iwgc, cac nha quan tri cap trung gian, cap co s&
va nhan vién tac nghiép thuo’ng trién khai ke hoach tac
nghiép cta ho dwa trén céc chién lwoc cla td chire
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Bwé&c 6a. Kiém tra va danh gia két qua

« CAac hoat dong kiém tra phai dwoc tién hanh déng thdi
v@i qua trinh hoach dinh chién lwoc va hoach dinh tac
nghlep Néu ké hoach khong dem lai két qua mong
muon, thi phai xem xét lai qua trinh hoach dinh. Neu
phat hién ra nhung khiém khuyet thi co thé lap lai tién
trinh hoach dinh v&i nhirng diéu chinh can thiét.

Bwéc 6b. Lap lai tién trinh hoach dinh

« DPiéu kién moi trwdng hoat doéng cua doanh nghiép
thuwong ludn bién déng, c6 nhiéu yéeu td thay déi twr tlr va
CO nhiéu yéu to ‘thay doi bat ngo khong dy kién trudc
dwoc, do vay cac nha quan tri luén phai san sang doi
pho véi cac thay dbi va diéu chinh lai cac chién lwoc
bang sw Iap lai qua trinh hoach dinh.

« Do d0, can phai coi hoach dinh 1& mot qua trinh lién tuc
va ludn 1a phuwong tién ch& khdng phai 1a muc dich.
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3.2. Hoach dinh tac nghiép.

1. Khai niém: (xem ¢ trudc)
2. CO thé hieu HPTN la qua trinh xac dinh:

a. Ké hoach cho nhitng hoat dong chi sir dung mot
lan (chuong trinh, du an, ngan sach)

b. K& hoach thwong xuyén (chinh sach, thu tuc,
quy dinh).
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a. Ké hoach chi sit dung mét lan

* Chwong trinh:

— Xa&c dinh nhitng buéc chinh dé dat muc tiéu.
— A\, bo phan nao chiu trach cho méi budéc.
— Thu tu va thoi gian danh cho méi budc.

e Dw an: La mot phan cia chuong trinh, dugc gisi han nghiém
ngat vé cac nguon luc va thoi gian.

* Ngan sach: La mot ké hoach cy thé phan bo cac nguon tai
chinh cho nhirng hoat dong cu the, da dinh, trong mét thoi gian
da cho.

Ngan sach la thanh té6 quan trong cua chirong trinh va dir an,
la cong cu kiem soat hiéu qua hoat dong cua to chuc.
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b. Ké hoach thwdng xuyén

KHTX thuwong dwoc st dung cho cac hoat dong lap lai,
gip nha QT nhanh chéng tim ra mét quyét dinh pha
hop.

Chinh sach: La nhirng dwdng 16i chi dao tbng quét dé
lam quyét dinh.

~ Chinh sach dwoc cac nha quan trj cap cao can trong thiét 1ap.

— Chinh sach déi khi dworc ngam hiéu khi sy viéc 1ap di [&p lai ma
nha QT khong phan doi.

— Chinh séach ciing c6 thé tré thanh dbi sach, khi bi ap lwc tlr bén
ngoai.

Tha tuc: LA nhirng hwéng dan chi tiét dé thwc hién

chinh sach trong mdt hoan canh cu thé.

Quy dinh: La nhirng tuyén bd vé mét so viéc dwoc phép
hay khong dwoc phép.
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4. QT bang muc tiéu (Management by Objectives MBO;
dugc XD gitra thap nién 50 b&i Peter F.Ducker va
Mc Gregor):

» MBO la cdc muc tiéu cu thé can phai hoan thanh
dwoc nha QT cap trén va cap duwéi cung nhau
xac dinh; sau d6 nha QT cap trén sé dinh ky
kiém tra tién dd hoan thanh muc tiéu va quyét
dinh viéc thwdng phat can c trén tién do do.

L X 4
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L X 4

Bén yéu té cdin ban ciia MBO:

Su cam két caa QT vién cap cao (1anh dao) véi hé
thong MBO. Pay la yéu t6 co ban, thiéu n6 MBO
khong thé trién khai dugc.

Su hop tac ctia cac thanh vién trong to chic dé xay
dung cac muc tiéu chung.

Su tu giac voi tinh than ty quan cua cac thanh vién
trong thi hanh ké hoach chung.

T6 chiic kiém soat dinh Ky viéc thuc hién ké hoach
va thuc hién cac hoat dong diéu chinh thich hop.
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“*Qua trinh MBO ( 4 buwor):

v Dat muc tiéu.

v"Hoach dinh hanh dong
v Tu kiém soét

v Xét duyét dinh ky
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Un diém ciia MBO:

v' Véi nhitng muc tiéu khé khan MBO dem lai két qué tot hon
muc tieu de.

v' Gilp chon lya nhitng muc tiéu uu tién thyc hi¢n trong thoi
gian nhat dinh.

v' X4ac dinh rd nhiém vu, trach nhiém, va quyén hanh doi véi moi
thanh vién.

v LOi kéo moi thanh vién tham gia vao qua trinh xay dung muc
tiéu cua to churec.

v" Gilp cho viéc kiém tra trong doanh nghi¢p dugc thuc hién dé
dang va thuan loi.

v’ Tao diéu Kkién va co hoi cho su thang tien, phat huy nang luc
cua moi thanh vién.

v" Gilp céc thanh vién va nha quan tri hiéu nhau hon.

v' C0 kha nang nang cao chat lugng cong tac quan tri va ket qua
hoat dong cuaa doanh nghiép.
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Nhizng khuyét diém ciza MBO:

v' Thoi gian xay dyng cac muc tiéu thuong bi
kéo dai do phal hop, ban, trao doi y kién.

v/ Trong mot so trueong hop, mot s6 doanh
nghiép viéc tu dé ra muc tiéu cua ca nhan khé
thyc hién vi thiéu su hudng dan, gial thich cu
thé cuia nha quan tri cap cao trong to chiec.

v Moi nguol hay tap trung vao cac cong viéc
hoac cac van de truGe mat, ngan han va tali
cho. Nhitng van dé dai han va chién luoc it
duogc quan tam dang mic.
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5. NHUNG CONG CU HP CHIEN LUQC TRONG NHUNG
DN LON

Ma tran SWOT

Ma tran BCG (Boston Consulting Group)
Nhirng khuén mau chu ky doi séng.
Nhirng chién lwoc tong loai.

> w e
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1. Ma tran SWOT

O: Nhirng co hoi

1.

2.

Liét ké nhirng co hoi

T: Nhirng nguy co
1.
2

Liét ké nhirng nguy co’

S: Nhirng diém manh
1.

2.

Liét ké nhirng diém
manh

Cac chién lvgc SO

1.

2.

S& dung nhirng diém
manh dé tan dung co’ hoi

CAac chién lwoc ST

1.

2.

Vwot qua nhirng bat tréc
bang tan dung cac diém
manh

W: Nhirng diém yéu
1.
2

Liét ké nhirng diém yéu

Cac chién lwvgc WO

1.

2.

Han ché nhirng mat yéu
dé tan dung co hoi

Cac chién lwvgc WT
1.
2.
Téi thiéu hoa nhirng
diém yéu
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| 8 buwdc lap ma tran SWOT |

abhwbhPE

o

Liét ké cac diém manh chud yéu bén trong céng ty:

Liét ké nhirng diém yéu bén trong cong ty;

Liét ké cac co héi I&én bén ngoai cong ty;

Liét ké cac moi de doa quan trong bén ngoai cong ty;
Két hop diém manh bén trong véi co hdi bén ngoai dé
hinh thanh cac phwong an hanh déng chién lwgc SO;

Két hop WO hinh thanh cac phwong an chlen lwoc
nham khai thac cac co hdi dé khac phuc cac yéu diém
va ghi két qua vao 06 twong rng;

Két hop ST: Hinh thanh cac phwong an chién lwoc st
dung cac diém manh bén trong dé tranh dwoc moi
nguy co tr bén ngoai, ghi két qua vao 6 twong &ng;

Két hop WT: Xay dung cac phuo’ng an phong thu
nham toi thiéu hod cac diém yéu bén trong va tranh

khdi nhirng nguy co bén ngoai. Ghi vao 6 WT -




Phan tich cac yéu té bén trong va bén ngoai

Céc yéu to6 bén ngoai
v'Khach hang

v'Khang cuw vé gia
v'Déi thli canh tranh
v'Phan phdi

v'Cong nghé

v'Kinh té vi mé

vLuat 1é

v'Phong cach lam viéc
v'Nhirng rai ro cha yéu
v'Nha cung trng

v'Doi tac tiém nang

Céac moi de doa va co
hoi

Muc tiéu cu thé

v

A

v

Hinh thanh
chién lwgc

Céc yéu té bén trong
v'Nang lwc hién tai
v'Strc manh thwong
hiéu
v'Co cau chi phi
v'Danh muc dau tw
v'Nghién ctru va phét
trien
v'MUrc thanh thao vé ky
thuat
v'Cac ky nang cua
nhan vién
v'Van hoa cong ty
V...

Céac diém manh va

diem yeu
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Ma tran SWOT (tt)

e Wu diém:
— La cong cu tbng hop cac yéu té anh hwdng quan

trong, dé chon Iywa hanh déng chién lwoc dé tao ra loi
thé cho minh.

— Giup cac nha chlen lwgc dwa ra nhiéu phwong an
kha thi ttr thwe té chl khéng phai tr nhirng mong
wdc chu quan.

— Gilp dé dang kiém tra lai va phat hién cac nguy co
nao bi bo qua chwa c6 phwong an phong thd; con co
héi quan trong nao chwa tim cach tan dung.

« Nhwoc diém:

— Khong cho thay mdrc dé wu tién cla cac phuo’ng an,
vi thé sau khi ding ma trdn SWOT can phai xac lap

thr tw wu tién cho cac phwong an. %0



2. Ma tran BCG (Boston Consulting Group)

Cao [

DAu hoi Ngdi sao

Question mark Stars Q
«O
7))
=
: O
©
= :
S Chu cho Bo sinh tién
= Dog Cash cows
2
::'(E
O O @
5
=

0,1x 1,0x 10x

Thap

Thi phan twong dbi Gao



« Ma tran BCG gilp gidi quyét cac van dé:

oat ddng ndo nén dau tw phat trién;
oat dong nao nén duy tri;
oat ddng nao nén thu hep/loai bo;

_Tinh vwc nao nén tham gia.

« Muc tiéu chinh cia nhém tw van Boston la
giup nha quan tri chién lwgc nhan ra
nh*ng nhu cau vé ngan quy tién mat khac
nhau ctia moi bd phén trong DN.
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Céac bwéc dé lap ma tran BCG:

— Phan chia cac hoat dong cua DN thanh cac bd phan
theo cac loai san pham/dich vu, theo nganh kinh
doanh.

— Tinh toan thj phan twong doi cia méi bd phan so voi
doi tha canh tranh manh nhat trén thj trwdng va maec
tang trwdng doanh sb cla trng nganh kinh doanh.

— Xac dinh vi tri cia moéi bd phan trén ma trdn can cw
theo hai truc. M6i vong tron dai dién cho mot bo phan.
Poi I&én cha vong tron twong dwong v&i phan thu
nhap cua bb phan kinh doanh do.

— Hinh thanh chién lwoc doi véi tirng bd phan/linh vc
kinh doanh.
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O dau hoi (Question marks): hoat dong kinh doanh _trong thi
trrong CO MUC tang truong cao nhung ban than no lai cé thanh
phan tham gia thi trugng thap. Céc don vi nam trong 6 nay doi
hoi rat nhiéu von vi can phai dau tu phat trien cho phil hop voi
doi hoi cuia su phat trién.

O ngol sao (star): don vi dan dau trong mot thi truong phat trien
cao va canh tranh gay gat. Céng ty phal tap trung dau tu dé duy
tri va chong lai su canh tranh cua cac doi thi. Néu dung viing
trong gial doan nay, s& ¢ nguon thu Ian.

O bo sinh tién (Cash cow) khi suat tang truong cua thi truong
giam xudng dudi 10% thi cac don vi & 6 Star s& tré thanh céc
Cash cow néu né van con duy tri duoc thanh phan tham gia thi
truong cao. Cac don vi nam trong 6 nay san sinh rat nhiéu tién
cho cdng ty, no duoc coi la nguon tai trg chinh dé cong ty dau tu
vao cac lanh vuc mai trong kinh doanh.

O con chd (dogs) cac don vi 6 nay co thi phan thap va & trong
mot thi trudng cO muc tang trudng yéu. Noi chung cac don vi
nay dang gap kho khan nhu thua 16 hay loi nhuan thap. Can phai
xem xét o nén hd trg dé duy tri va phat trién hay 1a thanh Iy don
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2. Nhirng khuén mau chu ky déi séng.

Hang tw van Arthur D.Little Inc d& dwa ra nhirng khuén
mau bao gém 4 giai doan chu ky d&i sdng cho viéc
hoach dinh:

> Phoi thai: (T6c dd phat trién cao, tham gia thi trrong
thap). Tinh trang thi tryong canh tranh cao, moi phan
tham gla nhé vi c6 nhiéu nguwdi tham gia.

> Phét trién: (Phat trién cao, tham gia thi trwong thap). Chi
con lai mot s6 san pham nén phan tham gia thi trwong
tang |én va nganh san Xuat nay co ve 6n dinh. thi trwdng
van tiép tuc co tiém nang phét trién.

» Trwong thanh: (Phat trién cao, tham gia thi trirong cao).
Mot s6 twong doi nho nhirng san pham doc chiém thi
trwo'ng. Nhwng sy phat trién cda thi trwdng da suy giam.

> Suy thodi: (Phat ttrién thap tham gia thij trwong thap)
Khong con hodc con rat it tiém nang phat trién, mac dau
phan tham gia thi treong rat I¥n nhwng san pham co rat

it trién vong phat trién. o



Hinh ... Chu ky d&i sdng san pham

, Phoithai  Phattrien  Truwdng Suy thoal
thanh

c

“Q

% o

< C

S & TN
© 35

o =

O «O

~<o c

— X

[
»

Thoi gian



« Chu ky 4 giai doan nay twong ng vé&i 4 yéu to trong ma
tran BCG, néu ta thay bon tr “Dau héi”, “Ngdi sao”, “B0”,
“Ché” bang 4 giai doan thi ta cling cé thé lam nhirng
quyét dinh chién lwoc gidng v&i nhikng quyét dinh cla
ma tran.
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3. Nhitng chién lugc tong loai.

 Giao su M. Porter cua Pal hoc Harvard dua ra mot
phuong phap co thé thay thé cho ma tran phat trien
tham gia thi truong. Phuong phap nay cO thé cat
nghia nhitng két qua ma ma tran khong 1am duoc, vi
du nhu nhirng cong ty tham gia thi truong voi thi
phan rat thap 3%-6% ma lai c6 chu ky thu nhap rat
cao. Ong dua ra 3 chién luoc tong loai dé ap dung cho
mot s6 truong hop:
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3 Chién lwoc tdng loai ctia GS. M. Porter

v' Dan dau ha gia:
 Lam ra nhirng san pham kha chuan va ha gia hon tat
ca nhirng ngwdi canh tranh khac.
v/ Chién lwoc vuot troi:

* Lam nhirng san pham ma khach hang col nhw doc
nhat - chat lwong cao, thiét ké mai, tén san pham
mai, hay uy tin dich vu, né cho phép nha quan tri ban
V@i gia cao hon binh thudong.

v Tap trung:

e Tap trung vao mét loai khach hang riéng biét, thi
truo’ng dia ly, mach phan phdi, hay mét phan riéng
biét cua mat hang.
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PHAN I1: CAC CHUC NANG QUAN TRI

Chwong 5
TO CHUC
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NOI dung nghién cru chuong 5.

1. Khai niém vé chlrc nang td chirc trong quan tri.
2. Nhirng van dé co ban cua tb churc.

v Tam han quan tri.

v Quyén hanh trong quan tri.

v Phan cap quan tri.
3. Xay dwng bd may tb churc.

v Co sé dé xay dwng bé may td churc.

v Cac phwong phap thanh l1ap don vi nhé trong té
churc.

v Céc mé hinh khac nhau cta bé may té chirc.
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. KHAI NIEM VA NGUYEN TAC XAY DUNG CO
CAU TO CHUC CUA DOANH NGHIEP

l. Khai niém

To chuc - La hoat dong thanh Iap nén cac bo phan trong to
chic bao gom cac khau (cac bo phan chuc nang) va cac cap
(cao, trung va co $6) tuc la quan hé hang doc dé dam nhan
nhirng hoat dong can thiét, xac 1ap cac moi quan hé vé nhiém
vy, quyén han, trach nhiém va phan bd nguén lwc gitta cac
bo phan do.

Muc dich

Tao nén moi trudng noi bo thuan lgi cho moi ca nhan, moi bo
phan phat huy duoc nang luc va nhiét tinh caa minh, dong gop
tot nhat vao viéc hoan thanh muc tiéu chung cua to chuc.
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2. MOT SO VAN BE KHOA HQC TRONG
CONG TAC TO CHUC

v Tam han quan tri
v Quyén hanh trong quan tri
v Phan cap quan tri
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1. Tam han quan tri

« Tam han quan tri - s6 lweng nhan vién cap dwéi
ma mot nha quan tri co the “dieu khién mot cach
tot dep”.

Quan hé: Tam han quan tri - Tang nac trung gian
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Cap fo cua to choc

Tam han quan tro (Span of Management)

Thanh vien cua maoi cap

A A

1 1 1
2 AR
3 16 64
4
$ 256 4,096
6
/ 4,096
T —

Nhan vien = 4,096 Nhan vien = 4,096
Nha quan tri (cap 1-6) = 1,365 Nha quan tro (cap 1-4) = 585



2. Quyen hanh trong quan tri

Theo Max Weber, quyen hanh cﬁg nha quan tri
chi co day du khi co du 3 yeu to:

— Sw hop phap khi dam nhan chice vu;

— Cap dwai thira nhan quyén hanh dé 1a chinh
dang;

— Ban than nha quan tri co kha nang va cac duc
tinh khién cap dwdi tin twdng.
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3. Phan cap quan tri

 Khai niém phan cap quan tri:

— Sw phan chia hay uy thac b&t quyén hanh cda
nha quan tri cap trén cho cac nha quan tri cap
dwol.

 Muc dich:

— Giup cho té chirc dap tng kip thdi va nhanh
chéng trwdc nhirng yéu cau cua thuc té.

— Gidm bét ap lwe cong viéc cho cap trén.
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Céc cap bac quan ly chinh trong té chirc va
nhirng chirc nang co ban caa chung.

 C0 thé chia tat ca can bo, nhan vién quan ly trong to
chrc thanh 3 cap chinh:

— Cap bac I: Nhiing nguotl quan ly cap cao, phu trach
cong tac chi dao duong 16i chién lugc, hanh chinh
tong quat cua toan bo to churc.

— Cap bac 1l: Nhitng nha quan tri trung gian, dang
dau cac nganh chuy&n mon cua to chic.

— Cap bac I11: Nhitng nha quan tri cap co s&, quan Iy
chi dao thuc hién cac cong viéc cu thé trong cac
nganh chuyén mén cua to chuc.
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3. XAY DUNG CO CAU TO CHUTC

3.1. Khai niém

3.2. Co sé dé xay dung by may to chirc.

3.3. Cac phwong phap thanh Iap don vi nhé trong to
chirc.

3.4. Cac mé hinh khac nhau cia b may té chic.
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3.1. Khai niém co cau to chirc

“Sw sap xép cac bdé phan, cac don vi, trong
moét té chirc thanh mot thé thong nhat, vé
quan hé vé nhiém vu va quyén han rd rang.”

 Muc dich:

— nham tao nén mét modi trwdng ndi bd thuan lo
cho sy lam viéc cia moi cAd nhan, moi bd
phan, huvdng t&l hoan thanh muc tieu chung.
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3.2. Co sé dé xay dwng bg may to chic.

e Muc tiéu va chién luoc cia DN.

e MOI trrong Vi mo va vi mo cua DN.
e CONng nghé¢ hoac k¥ thuat.

e Cac nguon luc cua DN.
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3.3. Cac phwong phap thanh lap don vi
nhé trong to chc.

neo s6 luong.
neo thot gian lam viéc.
neo cac chic nang hay nhiém vu chu yéu cua to

chuc.

"heo lanh tho.

neo san pham.
neo khach hang.
neo quy trinh cong nghé.
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3.4. Cac mé hinh by may to chirc pho bién

Cau tric don gian

Cau truc phan nganh (Trwc tuyén)
Cau tric chic ning

M® hinh hén hop truc tuyén chic ning
Co cau to chicc ma tran

T6 chirc theo du an

o 0k wheE
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BAN GIAM BOC

A\ 4 A\ 4

BO PHAN SAN XUAT BO PHAN KINH DOANH
(PGD) (PGD)
PHAN . . CAC .
KE KE KHO KE
XUONG CUA
HOACH TOAN HANG TOAN
=X HANG
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BAN GIAM BOC

A\ 4

BO PHAN SX
(ph6 giam doc)

v

BO PHAN

KINH DOANH
(ph6 giam doc)

PHONG
KE
TOAN

PHONG
KE
HOACH

PHONG
KCS

PHONG

TO
CHUC

PHAN | PHAN | PHAN
XUONG XUONG [ XUONG[*

\ 4

CcUA

HANG

CUA

HANG

CcUA

HANG
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BAN GIAM BOC

PHONG
TO CHUC

A\ 4

PHONG

KE
HOACH

A\ 4

PHONG
KE TOAN

A\ 4

BO PHAN SAN XUAT
( PHO GIAM BOC)

PX PX PX

A

PHONG
KCS

BO PHAN KINH DOANH
( PHO GIAM BOC)

CH

CH
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BAN GIAM

D/A san
pham A

pOC
BO BO CAC
e PN PBHQAN
D SX CHUC
(PGD) (PGD) NANG
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PHAN I1: CAC CHUC NANG QUAN TRI

Chuong 6.
LANH PAO VA
PONG VIEN
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N@I dung nghién cru:

1. Lanh dao.
2.1. Khai niém Lanh dao.
2.2. Céac ly thuyét vé phong céach lanh dao.
2. Bong vien.
1. Khai niém vé sy déng vién.
2. CAac ly thuyét vé co s& va céach thire dong
vién.
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1. Lanh dao.

1.1. Khai niém cua chic nang lanh dao

Chuc nang lien quan dén céc hoat dong hudng
dan, don doc dong vién va thic day nhan
vién trong to chac nham hoan thanh voi higu
qua cao cac muc tieu va nhiém vu da dé ra
cua to chirc.
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1.2. C4c ly thuyét vé phong cach 1&anh dao:

a. Mo hinh lanh dao cua dai hoc OHIO

Cao |
S3 S2
0 ~ A , ~ A Y
ES Cong Viéc: It Cong Vviéc: nhiéu
c Con ngwdi: nhiéu Con ngwdi: nhiéu
S
0 S4 S1
o
E Cong viéc: it Cong Viéc: nhiéu
+ ., 7
§ Con nguol: it Con nguol: it
&
Thap Quan tdm dén cong viéc 122450



Quan tAm dén con nguwoi | Quan tadm dén cong viéc

*Biét lang nghe nhan vién. |*Biét phan cong céng viéc
«Than mat d& gan cu the, rd rang.

+D6i xtr cong bing. *Yéu cau tuén tha nghiém
cac nguyeén tac va quy dinh.
«Cho céc thanh vién biét vé
nhiing van dé dang mong
dol ¢ ho

CA&c té chat va ddac trung ca nhan lién quan dén
sw lanh dao hiéu qua (xem tl)
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b. M6 hinh phong cach lanh dao cia R.Blacke va J.Mouton

1 2 3 4 5 o6 7 8 9
Cao tg{1,9 9,9
3
5 | 7
5
S |6
s | 5 5.5
=
S |4
5|3
g |2
)
& |q]22 9,1
n R . 124
Thap Quan tam dén cdng viéc Cao



Lwa chon phong cach lanh dao

« Trong thuc té kho c6 thé tim thay mot phong céch
lanh dao nao chung cho moi hoan canh.

* Viec lya chon phong cach lanh dao tuy thugc vao 3
yéu t6 co ban sau:

— bic diém cua nha quan tri

— Pac diém cta nhan vién

— Tuy thudc vao dic diém va hoan canh cia cong
VIEC

 Nha lanh dao gidi trong thuc té ?
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2. Ly Thuyét Pong Vién

2.1. Khai niém bong vién: Tim ra nhitng bién
phap khoi day long hang say va nhiét tinh lam
VIEC cua con nguol?
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2.2. Mgt so ly thuyét dong vién tiéu biéu

1. Truong phai co dién

2. Truong phai tam Iy — x& hoi

3. Ly thuyét ky vong cua Victor H.VVroom
4. Céc ly thuyét vé nhu cau con nguoi.

5. Ly thuyét vé su cong bang

6. Truong phai ban chat con nguoi
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1. Truong phai co dién

» Ngi dung: Ban chat con nguoi la luoi biéng, chi
co dong vién bang loi ich kinh té.

» Cac bién phap dong \{ién: Phéq cong trach nhiém
o réng,‘ tang cuong kiém tra, kiém soat va khuyeén
khich bang lol ich vat chat.

« POng gop: Nhiéu gia tri trong thuc tién.

 Han ché: Qua chu trong nhu cau vat chat.
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2. Truong phai tam ly — xa hol

N&i dung: Thira nhan nhu cau x& hoi caa nhan vién, tao cho ho
hanh dién ve su hiru ich va quan trong caa ho trong cong viéc, tur
d6 dua ra cac bién phap dong vién:

= Cac bién phap dong vién:
v' Tao co hoi cho nguoi lao dong tham gia cac quyét dinh lién quan dén
cong viéc duoc giao;
v" Quan tdm dén cac nhdm khong chinh thirc trong to chuc;

v' Thong tin nhiéu hon cho ngudi lao dong vé cac ké hoach va hoat
dong caa xi nghiép.

=Han ché: Chi chl trong nhu cau tam 1y cho nén boé quén cac
nhu cau khac.
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3. Thuyét ky vong (Victor Vroom)

Mong doi, Mong doi, két Mong doi
sw N3 Iuc s3 qua s€ keo theo gia tri cua
nhan duoc phan thudéng phan thuong
I . X mong cho X
Kt gL .0 Bicu tri (gia
E-P o

bong
VIEN
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4. Ly thuyét nhu cau

a. Ly thuyét bac thang nhu cau ciaa (Maslow)
b. Thuyét hai nhan té6 caa F. Herzberg.
c. Ly thuyét caa Mc. Clelland
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a. Ly thuyét bac thang nhu cau cua (Maslow)

Maninglulivess

« Nhu cau tu hoan thién
 Nhu cau duoc ton trong
« Nhu cau xa hoi
 Nhu cau an toan
« Nhu cau sinh Iy

Physiological Needs: . ..
Alr, Water, Food, Shelter, Sleep, Sex
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Bién phap dong viéen:

v'"Muon dong vién, can phai hiéu rd nhu cau dang
can thoa man caa nhan vién va tao diéu kién cho
ho thoa man nhu cau do.

v'Ban chat lau dai cua qua trinh dong vién la cha
trong dén nhu cau bac cao cua con nguoi.
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Nhitng han ché caa ly thuyét Maslow

« Co6 nhiéu ngudi bac thang nhu cau duoc xac 1ap theo kinh
nghiém caa qua khir, khong theo thu tu..
e Vd: Nhiéu ngudi roi vao hoan canh khé khian nguy
hiém trong thoi glan chién tranh nhitng nam 30, sau d6

mac du rat giau co, thé nhung ca cudc doi con lai ho
ludn c6 nhu cau vé an toan.

« D¢ dong vién tat ca nhan vién, nha 1anh dao can phai tim
hleu & tirng nhan vién dang c6 nhitng nhu cau ca nhan nao
can dugc thoa man.
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b. Thuyét hai nhan t6 cia HERZBERG

Céac nhan t6 dong vién Céac nhan td duy tri
Su théch thirc cua cong viéc; « Cé&c diéu kién lam viéc:
Trach nhiém cac nhan; » Cac chinh sach va cung
Su cOng nhan cta moi nguoi; cach quan ly caa cong ty;
Su thanh dat; « Chat luong quan ly;

Trién vong nghé nghiép; e Quan hé vai dong nghiép;
 Luong bong, dia vi va su
an toan cua cong Viéc;
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Khi ap dung thuyét hai nhan t6 vao thuc té nha
quan tri can cha y diéu gi ?
v'Viéc x0a bo nhitng nguyén nhan gay ra su bat
man khong tao nén su thoa man ¢ ngudol lao dong.
v Muon dong vién nhan vién hiéu qua thi phai ap
dung cung ldc ca hai nhém nhan t6 duy tri va
dong vién, khong nén coi nhe bat cr nhém nao.
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Dbong gop?
e D& hiéu, vi chi ¢ 2 nhom yéu to.
e PP dong vién don gian: giao cho nhan vién nhirng
cong viéc co nhiéu thach thic va khuyén khich ho
tham gia tim bién phap cai tién, doi méi.
e Chi phi thap.

Han ché?
 Khong quan thm dén su khac biét vé nhu cau caa moi
nguol.
« Mot s6 nhu cau duy tri doi khi lai mang tinh chat
dong VIEN. 137



c. Ly thuyét ctia Mc Clelland

 Nha tam ly hoc Mc. Clelland duwa ra ly
thuyét vé 3 loai nhu cau cla con nguoi
trong cong VIEC:
— Thanh dat (hoan thanh).
— Giao tiép (lien ha).
— Quyeén luec.
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5. Thuyét vé su cdng bang
(J. Stacy Adam)

“Sw cong bang 1a nguon dong vién, thiéu céng
biang gay nén bat man”
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6. Thuyét ban chat con nguoi cia
Mc.Gregor
= Noi dung: Con nguoi thuoc hai nhdm ban chat
khac nhau.

Thuyét ban chat X Thuyét ban chat Y

=Bién phap dong vién: tuy thudc vao ban chat con
nguol

=Pong gop: CO nhiéu ¢ng dung vao thuc té va lam
phong phu thém cho Iy thuyét quan tri.

=Han ché: Ban chat X, Y thuc chat chi I trang thai tinh
than, va trang thai nay tuy thudc vao cach ung xt cua
nha quan tri (William Ouchi). 140



PHAN I1: CAC CHUC NANG QUAN TRI

Chwong /
KIEM TRA
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NoI dung nghién ciru:

. KHAI NIEM, MUC DICH VA TAC DUNG CUA KIEM TRA.
1. Khainiém.
2. Muc dich cta kiém tra trong quan tri.
3. TAac dung cla codng tac kiém tra.

. CAC NGUYEN TAC DE XAY DUNG CO CHE KIEM TRA.

1. QUA TRINH KIEM TRA
1. Thiét lap cac tiéu chuan.
2. Do luwdng thanh qua.
3. Diéu chinh sai léch.
IV. CAC LOAI HINH KIEM TRA CHU YEU.
. Kiém soét lwdng trudc:
V. CAC CONG CU KIEM TRA CHU YEU.
1. Kiém tra tai chinh.
2. Kiém tra hanh vi.
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. KHAI NIEM, MUC BICH VA TAC DUNG CUA
KIEM TRA.

1.Khai niém

Kiém tra 1a mot nd lwe c6 hé thdng nham thiét 1ap nhirng
tiéu chuan, nhirng hé thong phan hoi thdong tin, nham so
sanh nhirng thanh twu thwe hién véi dinh mire da dé ra,
va dé bao ddm rang nhirng nguén lwc da va dang duoc
s dung c6 hiéu qua nhat, dé dat muc tiéu cua tbé churc.

143



2. Muc dich cua kiém tra quan tri.

Bao dam két qua dat dwoc phu hop véi muc tiéu cda té chirc.
Bao dam cac nguodn lwc cua td chirc dwoc st dung mét cach hiru
hiéu.

Lam séang té va dé ra nhirng két qua mong mudn chinh xac hon
theo thr tw quan trong.

Xé&c dinh va dw doan nhirng chiéu huwéng chinh va nhirng thay doi

can thiét trong cac van dé nhu: thj trwdng, san pham, tai nguyén,
tién nghi, co’ sé& vat chat..

Phat hién kip thoi nhwng van dé va nhirng don vi bd phan chiju trach
nhiém dé sira sai. o ‘ ‘

Lam don gian hoa cac van dé uy quyén, chi huy, quyén hanh va
trach nhiém.

Phat thdo céc tiéu chuan twéng trinh bao cao dé loai bét nhivng gi it
quan trong hay khong can thiét.

pho bién nhirng chi ‘dan can thiét mot cach lién tuc dé cai tién sy
hoan tat cong tac tiét kiém thoi gian, cong sirc ctia moi ngudi dé gia
tdng nang suat va dem lai loi nhuan cao.
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Il. CAC NGUYEN TAC BE XAY DUNG
CO CHE KIEM TRA

e MO6i mét td chirc, mbi mot DN can cé6 mot co ché
kiem tra thich hop vé&i thwc té cong viéc cua
minh.

¢ Gido suw Koontz va GS. O Donnell cua dai hoc
California da liét ké 7 nguyén tac co ban giap
cho cac nha quan tri xay dwng co ché kiém tra
td chire cla;
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7 nguyén tac té chirc kiém tra

Co ché klem tra phai dworc thiét ké can c trén
ké hoach cua doanh nghiép.

Cong viéc kiém tra phai dwoc thiét ké theo dac
diem ca nhan cua nha quan tri.

Sw kiém tra phai dwoc kiém tra tai nhirng diém
trong yéu.

Viéc kiém tra phai khach quan.

Hé thong kiém tra phai phu hop véi bau khdng
khi clia xi nghlep

Viéc kiém tra can phai tiét kiém, va cong viec
kiém tra phai twong ang v&i chi phi cua no.

Viéc kiém tra phai dwa dén hanh déng.
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II. QUA TRINH KIEM TRA

1. Thiét lap cac tiéu chuan:

Tiéu chuan 1a co s& dé do lwdng két qua dat duoc va
duoc dlen td dwdi hai dang dinh tinh va dinh lwong.

céc yéu cau khi thiét lap cac tiéu chuan:

Chon nhirng tiéu chuan co ban nhat;

Tinh thwe té (khéng qué cao ciing khdng qua thap);
Khéng mau thuan nhau;

C6 ly gidi tinh hop Iy cha bd tiéu chuan dé ra.

dé dang cho viéc do luvdng.

2. Bo lwong thanh qua.

Bao gom 2 viéc co ban la do két qua nhirng cong viec
da ket thuc va lwdng (dw doan) két qua nhirng cong
VieCc s€ két thac so sanh v@i tiéu chuan, tr d0 nha
quan trj kip thdi c6 nhirng diéu chinh khi can thiét néu
can.

DN NI NI NI N
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3.Diéu chinh cac sai léch.

Néu két qua do lworng sai léch so véi tiéu chuan dat ra, can
phan tich r6 nguyén nhan va tim bién phap khac phuc sy sai léch

do.

Y nghia cta kién tra la giup nha quan tri hleu rd hién trang cla
doanh nghiép, nhirng van dé dang va sé rat can chu dong diéu

chinh kip thi.

Sor d6 vong phan héi cta kién soat

Do lwong [

Két qua
thwe té

o n So sanh
Pha_t t"en -— VOi cac
sai léch A 2
tiéu chuan
Phan tich Puwa ra cac
nguyén nhan » bién phap
sai léch diéu chinh

Thwc hién
viéc diéu chinh

>

Két qua
mong muon
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IV. CAC LOAI HINH KIEM TRA CHU YEU

1. Kiém soat lwong truoc:
La loai kiém tra dwoc thwe hién trwde khi hoat
dong xay ra, nham tién liéu nhirng van dé co
thé phat sinh dé tim cach ngan ngtra trwdece.

2. Kiém soat trong khi thyc hién

3. Kiém soat sau khi thyc hién (phan hoi).

LAP KE , | THUC HIEN .| KET QUA
HOACH KE HOACH DAT bUOC

Kiém tra Kiém tra Kiém tra

lwéng trong khi phan hoi

trwéc thwc hién 149



V. CAC CONG CU KIEM TRA CHU YEU

/\

oo o

Kiém tra Kiém tra
tai chinh hanh vi
Ngan sach; a. Nhirng hinh thic kiém tra

Phan tich tai chinh
Phan tich trwdng hop hoa von
Kiém toan

trwc tiép
b. Nhirng hinh thirc kiem tra
gian tiép
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PHAN I11:
KY NANG CO BAN CUA NHA QUAN TR/

Chuong 8
LAM QUYET
PINH

151
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NoI dung nghién cwu:

Khai niém.

Phan loai quyét dinh theo tién trinh.

Tién trinh lam quyét dinh.
Lam quyét dinh tap thé.
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l. Khal niém & phan loai

1. Khai niém:

“Quyét dinh quan tri la hanh vi sang tao cla nha

quan tri nham dinh ra nhitng dwdng 16i va tinh
chat hoat dong cia mét ddi twong (t6 chuic)
nham gidi quyét nhirng van dé nay sinh va da
chin mudi, trén co s& phan tich cac quy luat
khach quan dang van dong, chi phdi doi twong
va trén kha nang thwc hién cda déi twong (td
chue).”
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2. Phan loai theo phwong thirc soan thao

v Céc quyét dinh dwoc 14p trinh trwéc: ding
trong nhirng tinh huéng thwong gap.

v'Céc quyét dinh khong Idp trinh: s& dung trong
nhi¥ng tinh hudng bat thwéng.
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Ban chat cua quyét dinh

Loai | Ban chat cta quyét dinh | Ky thuat lam quyét dinh

Lap |Lap lai thwong xuyén, mot | Thoi quen, cach diéu hanh
trinh | tha tuc nhat dinh dwoc 1Aap | cdn ban, nhirng chwong

ra, nhirng quyét dinh khong |trinh x&r ly d liéu tw dong.
coi la mai.

Khén | M&i mé, khéng cau tric, két | Phan doan, trwc giac, kinh
g lap |qua bat thwdng, khong c6 | nghiém, sang tao trong lwa
trinh | phwong phap ro rang. chon va thwc hanh.
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3. Céc cap lam quyét dinh

v Céc nha quan tri cap cao thwérng phai ra cac
quyet dinh khong Iap trinh phan anh nhirng tinh
huong phirc tap, co nhiéu bat trac: nhw cac
quyet dinh chién lwoc, chinh séch, ké hoach lau
dai va dinh vi cong ty trong mOI trrong.

v Cac nha quan tri cap trung gian thuwong lam
nhwng quyét dinh chien thuat, nhirng quyét dinh
quan trj lién két t6 chirc v&i moi tredng.

v Cac nha quan tri cap thgp thwong ra cac quyét
dinh I1ap trinh, cac quyét dinh diéu hanh hang
ngay lap di lap lai, xay ra trong nhirng tinh
hudng chac chan.
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4. Chlrc nang va yéu cau cla quyét
dinh quan tri

e 4.1 Cac chlc nang cua quyét dinh QT
e Chtrc nang dinh huwdng:

nrc nang bao dam:

nGre nang phodi hop:

NrCc nang cuwong burc:

O 0O 0
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4.2 CAc yéu cau co ban cua quyét dinh QT

1.

2.

Can cw khoa hoc: Phai tuan thu cac quy luat khach
quan dang van déng va chi phoi doi twong.

Tinh thong nhat: Bado dam tinh thong nhat gitra cac bo
phén, cac muc tiéu chung va riéng cua doi twong.
Tranh nhirng mau thuan va triét tiéu Ian nhau trong
qué trinh thwe hién quyét dinh.

Tinh thAm quyén: Phai ding tham quyén cla nha
quan tri

Phai c6 dia chi ro rang: Phai co dia chi rd rang, quy
dinh va rang budc pham vi thire hién cho cac doi
twong cu thé.

Tinh thoi gian: Phai kip thdi, dang lac, co thdi gian va
han muc thwe hién.

Tinh hinh thirc: rd rang, dé hiéu, chinh xac va don
nghia.
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1. Quy trinh ra quyét dinh

1. Moi trirong lam quyét dinh:

v'Mdi trwedrng chac chan (6n dinh).

v'M0i trwdrng khdng chac chan.

v'M06i trwdng rat mo hd (mdi trwdrng rui ro)
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2. Cac buwdce ra quyét dinh QT s buso

Nhan ra va xac dinh van dé can quyét dinh

4

Tim kiém cac phuong an

!

Panh gia cac phuong an
j
Chon lua giai phap

1l

Thuc hién giai phap da chon

J

Rat Kinh nghiém phan hoi 6o




3. Céac hinh thtrc quyét dinh

e 3.1. Quyét dinh ca nhan.
e 3.2. Quyét dinh co6 tham van.
« 3.3. Quyét dinh tap thé.

161



I1l. Cac cong cu ho tro’
viéc ra quyeét dinh
1. Cac cong cu dinh lwvong:
1.1. Ma tran két qua kinh doanh

1.2. Cay quyét dinh.

2. Cac cong cu ban din
2.1. Ky thuat Delp

N lwong:
.

2.2. Ky thuat tap thé danh nghia
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1.1. Ma tran két qua kinh doanh

« Ma trAn nay mo ta gia tri c6 thé cé cua nhirng
phwong an bang cach trinh bay nhirng hau qua
va nhirng xac suat co thé xay ra. Gia trj dv liéu
(GTDL) ctia mét dwdrng 16i hanh déng 1a tdng sb
gia tri dwoc du liéu cho dwdng 16i d6 nhan voi
Xac suat xay ra cla tleng gia tri.
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Vi dul: Cong ty dvw dinh tung ra mét loai san phém
m&i, nha quan tri dw todn xac suat 0,25 cho viéc
thu vé 50000$, 0,5 cho viéc thu vé 40000$ va 0,25
cho viéc 16 25000%, ltc dé
GTDL= 0,25x50000 + 0,5x40000 + 0,25x(-25000)=
26250($).

Nha QT sé so sanh GTDL nay v&i GTDL cua
phwong an khac, sau d6 chon ra GTDL cao nhat.
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Vi du 2: Anh Tuan c6 100 triéu vnd, anh ta c6 3 cong ty dé lya
chon dau tw dé la céng ty A, B, C. Anh tuan tin rang doanh lgi sé
phu thudc vao doanh sb cla cac cong ty, va anh ta dw doan voi
Xac suat 0,4 cho viéc doanh sb6 cao va 0,6 cho viéc doanh sb
thap cho ca 3 cong ty. Sau khi tw van qua mét trung tam anh
Tuan c6 ma tran sau:

Clty | Doanh s6 | Doanh s6 GTDL
cao (Xac thap (xac
suat 0,4) | suat0,6)
Plan1l| A + 45 tr -10 tr 0,4x45tr + 0,6x(-10tr)
=12 tr
Plan2| B + 80 tr -251r 0,4x80tr + 0,6x(-25tr)
= 17tr
Plan3| C + 30 tr -51r 0,4x(+30tr) + 0,6X(-

5tr) =0tr 165




1.2. Cay quyét dinh

«Cay quyét dinh 1a hinh v& mot chdi cac
guyét dinh can thiét cho viéc xac dinh gia tri
dw liéu cua cac duwdng 161 hanh déng.

(Ta quy dinh méi kha ndng ma ta ra quyét dinh c6 thé lua
chon l1a mét chién lwoc, con méi két cuc |a mét bién cé va
gid thiét xac suat xay ra cac bién coé bao gi¢ ciing biét.

Hinh vudng la cac diém quyét dinh va hinh tron 1a khd ndng
lLra chon.)
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Vd: M6t cong ty san xuat xe gan may can phai chon mét
trong 3 s&n pham A, B, C dé wu tién phat trién. Cac nha
nghién ctru cho rang yéu td quan trong trong danh gia
phwong an la 1a doanh s6 ban.

P = 0,55 S = 30.000.000$

GTDL = 18.650.000%

@

P =045 S = 5.000.000%

P = 0,65 S = 20.000.000%

GTDL = 16.500.000%

P =0,75 S = 15.000.000%

P =0,35 S = 10.000.000%

GTDL = 16.250.000%

P=0.25 S =20.000.000% 167



2.1. Ky thuat Delphi

La ky thuat dwoc sir dung trong cac quyét dinh tép thé
n6 khong doi hoi sw hién dién cua ca thanh vién va
khong bao glo’ d6i mat nhau dé tranh nhirng ap lwe 1én
nhau (bao gbm 6 bud&c).

Cac thanh vién cho cac giai phap giai quyét van dé théng qua viéc
tra 1&i mot loat cac cau hoi dwoec chuan bi ki lwéng tir trede.

Céc thanh vién hoan tat bang cau hdi cia minh déc lap.

Nhirng két qua cda lan tra I&i thd nhat dwoc tap hop lai vain ra.
Danh gia va in ra, phat cho méi thanh vién mét bang danh gia két
qua.

Céc thanh vién tiép tuc dwgc yéu cau cho gidi phap mdi hay stra
chira nhirng giai phap ban dau.

Nhac lai buwdc 4 va 5 nhiéu hay it tuy theo yeu cau cho dén khi co
sw nhat tri gitra cac thanh vién theo mét gi¢i han nao do.
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2.2. Ky thuat tap thé danh nghia

* Lamét nhdm cac nha quan tri co trach nhiém ra
quyeét dinh hop lai dé tim ra giai phap trén co s&
danh gia cac phu’o’ng an cua moi ca nhan theo cac
bwéc sau:

1. Cac thanh vién hop lai, trwédc khi thao luan moi ngudi
tw ghi nhirng y kién ctia minh.

2. Sau d6 lan lwot trinh bay nhirng y kién cia minh, tat ca
cac y kién déu dwoc ghi lai day du.

3. Tap thé thdo luan cac y kién cho rd rang va danh gia
cac y kién, sau d6 danh gia chung.

4. Mbi thanh vién cho diém doc lap cacy kién, quyét dinh
sau cung la y kién c6 nhiéu diém nhat.
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PHAN I11:
KY NANG CO BAN CUA NHA QUAN TR/

Chwong 9
TRUYEN THONG VA
CONG NGHE THONG

TIN TRONG QUAN
TRI

170
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N@I dung nghién cru:

Khai niém.

Vai trd cta truyén théng trong quan tri.

Quy trinh truyén théng; cac kénh truyén thong.
Nguy co truyén thong khdng hiéu qua.

Céac céach thire gia tdng hiéu qua trong truyén
thong.

Sy phét trién clia Cong nghé thong tin va anh
hwédng dén quan tri.
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A . Chuong: .
MOI TRUONG HOAT PONG CUA

DOANH NGHIEP

Muc dich va yéu cau cua chwong:
MOI trwong la gi?

PP nghién ciru mol trwong
Phan loali mol treong

Pic diém cac loai moi trwong
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e 1. Khai niém:
Moi truong hoat ddng cia DN 14 tong hop cac
yéu to tir bén trong cling nhu tir bén ngoai
thuong xuyén tac dong anh huéng dén két qua
hoat dong cua DN.
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2. PP nghién ciu mol trwong

Trang thai tinh

MOi tredng & hai / o v’Két cau moi truong
trang thai \ Tinh chat va mirc d§ anh huong

tinh va doéng

Trang thai déng

¥ Dy doan xu huéng van doéng va bién ddj
v"MOi tac déng qua lai cua cac yéu to

v' D b4o xu huéng bién ddng

tirng khu viee va trén toan thé gioi
v'bBanh gia nhirng tac dong tich cuc va
Tiéu cwe doi véi doanh nghiép

Tinh quoc té
trong nghién =
Ctru mol trueéng
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3. Phan loai moi trwwong
3.1. Phan loai theo pham vi va cap d§ cia MT

a

© N AW

MOI TRUONG VI MO

Céc yeéu to kinh té

Céc yéu to chinh phu va

i . MOI TRUONG VI MO (tac nghiép)
ac yeu 1o xa hol 1. Céc d@6i tha canh tranh

Cac yeu to dan so6 2. Khach hang

SIS MNED 3. Nhipng nguei cung cap

CLIB TN 160 FOg Mgl 4. Céc d6i tha tiém an

CLOMIMED NS 5. Céc san pham thay thé

MOl treo’ng quoc te

MOI TRUONG NOI BO
Nguon nhan lwc
kha niing nghién ctru phat trién
San xuat
Tai chinh ké toan
Marketing
Viin hoa té chirc

20 @l g Co N [=




3.2 Phan loai moi treo’ng theo mirc dd phurc tap

va nang dong

Muc d6 bién

dong On dinh Ning dong
Muc
do phuec tap
1.Pon gian - on dinh 2.Pon gian-nang dong
b . v'Mbi truong ¢ it yéu to. v'Mbi truong ¢ it yéu to.
on glan v'CAc yéu t it thay doi v'CAc yéu té bién dong thwong
Xuyén
3. Phitc tap - 6n dinh 4.Phirc tap ning — dong
Phitc tap v'M0i truong c6 nhiéu yéuté | v"MOi trieong 6 nhiéu yéu té

v'CAc yéu t it thay doi

v'CAc yéu to bién dong thurong
Xuyén




4. Vai tro va dic diém cac loai moi truong
dol val to chwc/doanh nghiép

e M0i truong anh huéng dén hoat dong cia mot doanh
nghiép & cac mat sau:
v Két qua hoat déng
v Pham vi hoat dong
v Muc tiéu va chién liroc hoat déng
e MOi truong anh huong dén doanh nghiép theo hai
hudng:
v Thudn loi
v Kho khn
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4.1. MOI TRUONG VI MO

« Pic diém:

v Anh huéng lau dai téi doanh nghiép

v’ Cty khé ¢ thé tac dong hoidc kiém soét dugc no.

v Mtrc @6 va tinh chat tdc dong khac nhau theo ting
nganh, tham chi theo tirng doanh nghiép.

v’ Sy thay doi caa MT vi mé c6 tac dong dén MT vi md
va MT ndi bo.

v Mbi yeu t6 cua MT vi mo anh huéng dén doanh
nghiép mot cach doc 1ap hoac trong moi lien ket voi
cac yeu to khac.

178



4.1.1 Moi trwong kinh té

(Pdy 1a mét yéu to quan trong)
GDP (Gross Domestic Product).
GNP (Gross National Product).
L&i suat.
Can can mau dich.
Ty gia.
Thu nhap thuc té binh quan dau ngudi.
Lam phat.
Hé thong biéu thué hoic mirc thué.
Bién dong thi truong chiing khoan.
Chu ky kinh té
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4.1.2 MOI trwong chinh tri va phap luat

» Céc quan diem, duong 16i chinh sach cua chinh phu,
hé thong phap luat hién hanh, cac xu huéng chinh t,rj
ngoal giao doi vai cac nuoc khac, va nhu:ng dién bién
chinh tri trong nudc, trong khu vuc va trén toan thé
gioi

4.1.3 MOI treong van hoa-xa hoi

» Nhiing quan ni¢m vé dao dirc, tham my, ve 16i song,
vé nghé nghiép.

« Nhitng phong tuc tap quan va truyén thong.

« Nhirng guan tam va wu tién cua xa hol.

e Trinh do nhan thic, hoc van chung cua xa hoi. ..
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4.1.4 Mbi treong dan so

» C6 y nghia quan trong trong viéc hoach dinh chié:n
lugc san phé}m, chién luoc thi trueong, chién luoc tigp
thi, phan phdi va quang cao....

« Nhitng chi s6 vé dan so;

— Tong s6 dan, ty 1é tang dan so, tuoi tho.

— Ty 1§ tuoi téc, gigi tinh, dan toc, nghé nghip, va
phan phoi thu nhap.

— Cac xu huong dich chuyén dan sé gilta Ccac
vang....
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4.1.5 MOI trweong tw nhien

 Bao gom: vi tri dia ly, khi hau, canh quan thién nhién,
dat dai, séng ngoai, bién, cAc nguon tai nguyén khoan
san, tai nguyén rung, tai nguyén bién, moéi truong
sinh thai (k/khi, dét, mréc). ..

« Trong vai thap nién gan day, ching ta dang chtng
kién su xudéng cap nghiém trong caa cac diéu kién tu
nhién.

— Sy 6 nhiém mai truong tu nhién ngay cang ting.
— Sy mat can bang vé méi truong sinh thai.
— Sy can kiét va khan hiém cua cac nguon tai nguyén.
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4.1.6 MOI treong cong nghé
(Pady la yéu t6 rat nang dong
chira dieng nhiéu co hgi va thach thiic)

 Co hi va thach thirc cia sw xuat hién ciia cong nghé méi:

Co hol

Thach thic

v'San pham méi cé nhiéu uu
diém hon, ré hon, tot hon.

v'Mot cong nghé méi ra doi ¢o
thé anh huong tich cuc dén
nhiéu nganh khac nhau.

v'Tao ra san pham c6 nhiéu tinh
ning hon, hoic tao ra san pham
mai.

v'Bi canh tranh truc tiép.
v Ap luc doi hoi thay doi cong
nghé.
v'Cong nghé mai tao diéu kién
cho nhitng ngudil xam nhap méi
va lam tang thém ap luc de doa.
v'Vong doi san pham rat ngan
lam tang thém ap luc phai rat
ngan thot gian khau hao.
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4.1.7 Cac nhom ap lwc ?

4.1.8 Moi trueong quéc té ?
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4.2. MOl trweong Vi mo

La loal moi truong dac thu Cua ting nganh, tzzng doanh
nghiép, no tac dong truc tiep den doanh nghiép.
Cac doi tha canh tranh

Khach hang

Nhirng ngwéi cung cap

Céac doi tha tiem an

Céac san pham thay thé

%Y

X

%Y

X

%Y

®

%Y

®

e

X
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4.3. Hoan canh noi bo
(La céc yeéu to va diéu kién bén trong cia doanh nghiép)

3.1. Yéu té nhan luc.

3.2. Kha nang tai chinh.

3.3. Kha néing nghién cizu va phat trién cia doanh
nghiép.

3.4. Vin hoé cia té chirc.
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