Foundations of Management Consulting: Strategies & Tools

Specialization

Master Management Consulting Tools and Strategies. Gain essential consulting skills, master
industry-leading tools, and learn to solve complex business problems using structured frameworks and
real-world case studies.
https://www.coursera.org/specializations/foundations-of-management-consulting

Fundamentals of Business Management

Case-Based Frameworks for Mastering Management Consulting
Board Infinity

Course Description:

"Case-Based Frameworks for Mastering Management Consulting" is a dynamic course designed to
provide learners with hands-on experience in applying strategic business frameworks to solve real-world
business problems. Through this course, learners will explore various consulting and business problem
frameworks such as 3Cs, 4Ps, Porter’s 5 Forces, profitability analysis, market entry, pricing strategies,
growth strategies, mergers and acquisitions (M&A), and due diligence. This course emphasizes practical
applications by working through detailed case examples, allowing learners to enhance their
problem-solving skills and build actionable strategies for a variety of business challenges. By the end of
the course, learners will be equipped to analyze complex business situations, apply relevant frameworks,
and provide strategic recommendations for real-world scenarios.
Module 1: Case Frameworks Overview
Module 1 introduces learners to fundamental consulting frameworks and their applications in real-world
business scenarios. This module covers essential tools such as the 3Cs framework, the 4Ps of marketing,
and Porter’s 5 Forces, helping learners understand how to analyze business situations and marketing
strategies. By applying these frameworks, learners will develop the ability to evaluate complex business
challenges, identify key issues, and generate strategic insights.
Module 2: Business Problem Frameworks (Part 1)
Module 2 dives deeper into specific business problems like profitability, market entry strategies, and
pricing issues. Learners will explore different frameworks to tackle these challenges, including revenue
and cost-side analysis for profitability, target market assessment for market entry, and strategic pricing
frameworks. By working through case examples, learners will practice applying these frameworks to
real-life scenarios, providing actionable solutions to business problems.
Module 3: Business Problem Frameworks (Part 2)
Module 3 focuses on advanced business problems such as growth strategy, mergers and acquisitions
(M&A), and due diligence. In this module, learners will explore frameworks for identifying opportunities
for growth, managing the M&A lifecycle, and conducting thorough due diligence processes. Case
examples will be used to demonstrate how these frameworks can be applied in real-world business
situations to develop effective strategies and support decision-making.
Learning Objectives:

1. Define and understand the key business frameworks, such as 3Cs, 4Ps, Porter’s 5 Forces, and

profitability analysis, and their applications in various business scenarios.
2. Analyze complex business problems using relevant frameworks and derive actionable insights.
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3. Apply business problem frameworks, including market entry, pricing strategy, growth strategy,
M&A, and due diligence, to real-world case studies.
4. Evaluate and propose practical solutions to business challenges by integrating multiple
frameworks and tools.
Target Audience
This course is ideal for students, professionals, and aspiring consultants looking to master the application
of frameworks in solving real-world business problems. It is especially beneficial for individuals preparing
for consulting interviews or seeking to enhance their problem-solving capabilities in management
consulting roles.

Types of consulting frameworks

What are the different types of frameworks?

1. Khai niém Khung Tw Van Quan Ly

1.1. Khai niém Chung vé Khung (Framework)

Mot khung (framework) 1a mot cach tiép can cé cAu tric hodic mdt mo hinh ma cac nha tw van st dung
dé phan tich, hiéu va gidi quyét cac van dé kinh doanh. N6 ¢6 thé dwoc vi nhw mot "ddng co™ hodc
mOt "md hinh todn hoc" — mdt cong cu gitip chuyén dbi cac yéu t6 dau vao thanh cac két qua dau ra cé
gia tri. Tu’o’ng tw nhw viéc gidi mot phu0’ng trinh todn hoc hay quy tr|nh sa&n xut, cac khung cung cap
mot cu tric dé xt ly thong tin, chiét xuét gid tri va dwa ra gidi phap cudi cung.

1.2. Khai niém Khung Tw Van Quan Ly

Khi cac khung nay dwgrc 4 ap dung dé gidi quyét cac van dé lien quan dén chién Iwgc kinh doanh, chung
dworc goi 1a "khung tw van quan Iy" (management consultlng frameworks). Cac khung nay cling cé thé
dwoc str dung trong tw van kinh doanh tong thé va tw van chlrc nang chuyén biét.

2. TAm Quan Trong clia Khung Tw Van Quan Ly

Cac khung tw van quan ly dong vai tro quan trong vi chung gilip cac nha tw van:

e Phan tich c6 hé thdng: Gilp phan tich cac vAn dé phirc tap mdt cach cé hé thdng, ddm bao
khéng bd sét cac khia canh quan trong.

e HO tro’ ra quyét dinh: Cung cAp mot 19 trinh rd rang dé dwa ra cac quyét dinh sang subt va cé
can CU’

Cac nha tw van quan ly du’0’c dao tao dé tw duy mot cach rong md (thlnklng broad) nhLPng ddng thoi
cling di sau vao céc chi tiét phi hop (going deeper for the right things) va cAu tric van d& mot cach
logic. Day |a nhiPng k§ ndng ma nhirng ngudi lam viéc trong nganh c6 thé khdng s& hivu, va dé 1a ly do
tai sao cac cong ty tim kiém sw hd tro' ti cac nha tw van. Khd ndng cung cAp cau tric cho mot van dé
kinh doanh phtrc tap, hiéu ré van dé va dwa ra gidi phap 13 nhirng gi mot nha tw van quan Iy mang lai.
3. Cac K§ Nang Can Thiét ctia Nha Tw Van Quan Ly

MOt nha tw van quan Iy cAn c6 cac k§ ndng sau dé xay dwng va ap dung khung hiéu qua:

e Tiép can MECE (Mutually Exclusive, Collectively Exhaustive): Dam bao rdng tat ca cac yéu tb
déu dwoc xem xét (collectively exhaustive) va khong cé sw trung 13p gitra cac yéu td (mutually
exclusive).

e Tw duy rdng mé va toan dién (360-degree view): Kha ndng nhin nhan van dé tlr nhiéu géc do
khac nhau.

4. Cac Loai Khung Tw VAn Quan Ly Pho Bién
Trong chudi bai gidng nay, chin khung phd bién sé dworc thdo luan chi tiét. Day 13 nhing khung thuwdng
xuat hién trong cac budi phdng van tinh hudng (case interviews).
4.1. 4P (Marketing Mix)
e Muc dich: Chl yéu dworc st dung dé& danh gia chién lwgc marketing.
e Cacyéu to: Gia (Price), San pham (Product), Khuyén m3i (Promotion), Dia diém (Place).



4.2. 5 Lwc Lwrorng Canh Tranh cla Porter (Porter's Five Forces)
e Muc dich: Chl yéu dwoc st dung dé phan tich nganh va kha ndng sinh 1 clia nganh.
4.3. Khung L¢’i Nhuan (Profitability Framework)
e Muc dich: Gidi quyét cac van dé vé Igi nhuan, mot trong nhibng thach thirc I&n ma nhiéu cong
ty phai d6i mat.
4.4. Khung Gia Nhap Thi Trwd'ng (Market Entry)
e Muc dich: Puoc st dung khi mdt cong ty dang 1&n ké hoach gia nhap mot thj trvdng méi.
4.5. Khung Dinh Gia (Pricing)
e Muc dich: Xac dinh cach dinh gia sdn pham hodc dich vu mot cach hiéu qua.
4.6. Khung Chién Lworc Tang Tru’cvng (Growth Strategy)
e Muc dich: Phat trién cac chién lwoc dé tang trirdng kinh doanh moét cach hiru co (ndi bd).
4.7. Khung Sap Nhap va Mua Lai (Mergers and Acquisitions - M&A)
e Muc dich: Gidi quyét cac chién lwgc téng trdng khong hiru co thong qua viéc sap nhap hodc
mua lai cac doanh nghiép khac.
4.8. Khung Tham Dinh Chuyén Sau (Due Diligence)
e Muc dich: LA m6t phan nhd clia M&A, dwoc st dung dé danh gia cac cong ty muc tiéu nham
xac dinh liéu ching cé phi hop dé sap nhap hodc mua lai hay khong.
Ngoai chin khung dwoc dé cap, con cé nhiéu khung khac gidi quyét cac van dé kinh doanh da dang nhw
gi&i thiéu san phdm mdi, chién Iwgc tiép can thi trwdng (GTM), so sanh dbi thl canh tranh
(competitor benchmarking), diém sb NPS (Net Promoter Score), cai tién quy trinh va cai tién hoat dong.
Két Luan
Cac khung tw van quan Iy 1a nhu’ng cong cu khong thé thiéu dbi v&i cac nha tw van, gidp ho hé thong
hoa qua trinh phan tich va giai quyet cac van dé kinh doanh phtrc tap. Chdng khéng chi cung cAp mot
cAu tric logic ma con nang cao chat lwong cla cac quyet dinh chién lwgc. Khd ndng ap dung linh hoat
va tham chi xay dwng cac khung m&i la mét ky nang cot 18i, phan anh nang I tw duy chién lwore cla
mot nha tw van. Viéc nam viPng cac khung nay gitp ca nhan hiéu rd hon vé cac dbng lwc thi trdng va
cach thirc cidc doanh nghiép dat dwgc muc tiéu tang trwdng va IQi nhuén.
Bai Hoc Hanh Ddng (Actionable Takeaways)
1. Hochoi cau tric: Nam virng cAu truc co ban cla trng khung dé c6 thé ap dung vao cac tinh
huéng thuc té.
2. Luyén tap tw duy MECE: Thuc hanh phan tich vAn dé theo nguyén tac MECE dé dadm bao tinh
toan dién va tranh trung lap.
3. M®& rong tam nhin: Ludn cb gang nhin nhan van dé tlr nhiéu géc dd khac nhau dé cé céi nhin
360 do.
4. San sang diéu chinh: Chuan bi tinh than diéu chinh hodc xay dwng khung m&i khi dbi méat voi
cac van dé cé dac diém riéng.
5. Ung dung vao thwe té: Thir 4p dung cac khung nay vao cac van dé ban gép phai trong céng
viéc hodc cudc séng hang ngay dé ren luyén k¥ néng phan tich.
6. Nam viPng cac khung cot 16i: Tap trung vao cac khung phd bién nhw 4P, Porter's Five Forces, L
nhuén, Gia nhap thi trwwdng, Dinh gia, Tang trwdng va M&A vi ching thwdng xuyén dwoc st
dung.

How are these frameworks used in complex business problems?

1. Nguyén Tac Nén Tang: Tinh Linh Hoat va Tich Hop

Viéc ap dung cac khung tw van khong tudn theo mot cong thirc "mot kich ¢& cho tat cd". Mot van dé
kinh doanh I&n hiém khi dwoc gidi quyét triét dé chi bAng mdt khung duy nhat. Thay vao d6, phuong
phap hiéu qua nhat 13 két hop mot khung chinh (primary framework) v&i cac yéu t tir cac khung lién



k& hodc hd tro (adjacent frameworks). Cach tiép can nay doi hdi sw linh hoat va kha néing tuy chinh dé

phit hop v&i bdi cdnh cu thé cla tirng doanh nghiép.

2. Phan Tich Png Dung Két Ho'p Khung trong Cac Tinh Hubng Kinh Doanh Cu Thé

2.1. Tang Trwdng Doanh Thu (Growing Revenue)

T&ng trwdng doanh thu, con dwoc goi |a xay dwng chién lwgc téng trwdng, phan tich khodng trang thi

tred’ng (white space analysis) hodc xac dinh co’ hdi m&i, ddi hdi sw két hop clia nhiéu khung phan tich.
e Khung chinh:

o Khung Chién Lwoc Tang Trwrdng (Growth Strategy Framework): Day la khung nén tang
dé xac dinh cac hwéng tang trudng.

e Cac khung hé tro

o Khung Phan Tich Tinh Hinh Kinh Doanh (3Cs/Business Situation Framework): Trird'c
hét, cAn phai hiéu rd kich ban hién tai (as-is scenario) clia cong ty dé cé mot diém xuat
phét virng chac.

o Khung L¢’i Nhuan (Profitability Framework): Can phan tich cac yéu t6 cAu thanh doanh
thu d&c biét 13 Gia (Price) va San Iwong (Volume). San lwong lién quan truc tiép dén
s6 lwong ngu’0’| dung va khach hang, [a m6t don bay tang tridng quan trong. Gid ca
cling 13 mot yéu td then chdt, vi viéc diéu chinh gid c6 thé tac ddng ngay 1ap tirc dén
doanh thu.

o Khung Dinh Gia (Pricing Framework): Khi gia dwoc xac dinh 1a mot yéu td quan trong,
can phai str dung khung dinh gia dé danh gid xem sén pham d3 dwoc dinh gia dung
cach chwa, cé canh tranh so v&i cac dbi thu hay khéng.

o Khung 5 Lwc Lioing Canh Tranh cha Porter (Porter's Five Forces): Néu chién lwoc tang
tredng bao gdm viéc m& rdng sang cac san phAm hodc nganh hang lién k&, can phai
phan tich nganh dé dé danh gia mtrc do hap dan va kha thi.

o Khung Sap Nhap & Mua Lai (M&A): Can dwo'c xem xét néu doanh nghiép can nhac con
duwong tang tredng vd co (inorganic growth).

2.2. Cat Giam Chi Phi va Cai Thién Hoat Ddng (Cutting Costs & Improving Operations)
Muc tiéu nay, trong thuat ng kinh doanh con dworc goi 13 cai thién EBITDA hodc cac sang kién tiét kiém
chi phi, tap trung chll yéu vao khia canh chi phi clia doanh nghiép.

e Khung chinh:

o Khung Lol Nhuan (Profitability Framework): LAn nay, trong tam dwoc dét vao phia Chi
phi (Cost), bao gdm phan tich chi phi ¢ dinh va chi phi bién dbi.

e Cic khung ho tro:

o Phan Tich Chudi Gia Tri (Value Chain Analysis): Dwoc st dung dé phan tich chi tiét cac
hoat ddng va xac dinh cac diém cé thé cat gidm chi phi.

o Khung Phan Tich Tinh Hinh Kinh Doanh (3Cs/Business Situation Framework): Cac yéu
t6 cla khung nay dwoc st dung dé hiéu rd bdi cdnh hoat dong hién tai clia cong ty.

2.3. Cai Thién Lgri Nhuan (Improving Profitability)
Day 1a mot van dé bao quat, doi hdi phai xem xét ca hai phia doanh thu va chi phi.
e Khung chinh:

o Khung Lol Nhuan (Profitability Framework): Toan bd khung nay sé& dwoc 4p dung dé

phan tich ca hai thanh phén la doanh thu va chi phi.
e Cac khung hé tro:

o Khung Dinh Gia (Prlcmg Framework) Néu phan tich cho thay san pham bi dinh gia sai,
khung nay sé tr& nén can thiét va két qua phan tich cé thé tré thanh mot trong nhirng
khuyen nghi chinh.

o Khung 4P (Marketing Mix): Dwoc st dung dé danh gia cac yéu t6 San pham
(Product), Gia (Price), Dia diém (Place), va Khuyén m3i (Promotion). Vi du, tlr géc dd



lo'i nhudn, c6 thé cong ty d3 khéng Iwa chon dung co' cAu san pham (product mix) tdi
wu.

o Khung Phan Tich Tinh Hinh Kinh Doanh (3Cs/Business Situation Framework): Can thiét
cho viéc phan tich bdi cdnh tdng thé clia cong ty.

2.4. Sap Nhap & Mua Lai (M&A) va Thoai VOn (Divestitures)
Cac thwong vu M&A dodi hdi mot sw thadm dinh k§ [wdng vé nhidu mat.
e Khung chinh:

o Khung M&A (M&A Framework) va Khung Tham Dinh Chuyén Sau (Due Diligence

Framework): Day 13 hai khung c6t 16i dé d&n dat toan bd quy trinh.
e Cac khung hé tro»

o Khung Phan Tich Tinh Hinh Kinh Doanh (3Cs/Business Situation Framework): D& hiéu
ré boi cnh "hién tai" clia ca cong ty mua va cong ty muc tiéu.

o Khung L¢’i Nhuan (Profitability Framework): RAt qguan trong khi phan tich Bdo cdo Két
qua Kinh doanh (P&L) clia céng ty muc tiéu. Phan t|ch nay g|up xac dinh cac tiém nang
cOng hudng (synergies), dac biét l1a cdng hwdng vé chi phi. Néu muc tiéu la cbng
hwédng doanh thu, khia canh doanh thu cling sé dwgc xem xét.

o Khung 5 Lwc Lieo'ng Canh Tranh ctia Porter (Porter's Five Forces): Dung dé danh gia
mtrc d6 h&p dan clia nganh ma cong ty muc tiéu dang hoat ddng, tir d6 quyét dinh xem
day c6 phai 13 mot nganh dang dé dau tw hay khong.

Két Luan
Gia tri thwe sw clia cac khung tw van khdng ndm & viéc ap dung ching mdt cach riéng 1&, ma nam &
nghé thuat két ho'p va tly chinh chiing mot cach linh hoat. B4t ky van dé kinh doanh nao ciing can
dwoc tiép can bang mot khung chinh phi ho'p, nhng ddng thdi phai ludn tw duy vé viéc nhirng khung
nao khac c6 thé dworc tich hop dé 1am phong pht thém phan tich. Viéc ap dung may méc nhiéu khung
ma khoéng cé muc dich 13 khong can thiét; chi nén st dung cac khung b sung khi ching thue sw mang
lai gia tri. Cach tiép can tich hop nay d@m bao rang cac gidi phap dwa ra khdng chi cé cAu trac chat ché
ma con toan dién va phi hop vdi bdi cdnh kinh doanh ddc nhat cla ting doanh nghiép.
Bai Hoc Hanh Ddng (Actionable Takeaways)
1. Bat dau tir khung chinh: Luon xac dinh khung phii hop nhat véi van dé kinh doanh cbt 16i.
2. Tw duy tich ho'p: Suy nghi vé cac khung lién ké cé thé cung cAp thém théng tin chi tiét hodc goc
nhin khac.
3. Ludn phan tich bbi canh: Bat dau bang viéc tim hiéu tinh hinh "hién tai" (as-is) clia doanh
nghiép trwdc khi dwa ra gidi phap.
4. Tuy chinh linh hoat: Diéu chinh cic khung dé phi ho'p v&i yéu cau cu thé clia bai toan kinh
doanh, khéng dp dung mdt cach clrng nhéc.
5. Ap dung cé chon loc: Chi str dung cac khung bd sung khi thwc suy can thiét va c6 thé mang lai
gia tri cho phan tich.
6. Hiéu rd mdi lién két: Nhan thlrc rang cic van dé nhw ting trwdng, 10 nhudn, va dinh gia
thwdng lién két chat ché v&i nhau.

Read More About Consulting Frameworks: Types, Applications, and Benefits
Introduction to consulting frameworks and its different types

Companies can utilize a range of methods and tools to improve their overall performance and efficiency.
Consulting frameworks assist individuals in management positions in evaluating key elements that may
be affecting their company’s market performance. Learning about different consulting frameworks can
assist your organization in determining which one is appropriate for you to use depending on what you
want to achieve. Benefits of case interview frameworks:




e Frameworks enable you to solve absolutely every case, so make sure you understand them in
depth.
e The frameworks are useful for real-life consulting projects, not just sterile academic
case-prepping.
e You could memorize 12 or 15 or 20 frameworks, but you will not gain expertise in any if you try
to use all.
e The frameworks can be mixed and matched; a combo may in fact be the only way to solve the
case.
e Remember, these are not comprehensive tools. If you understand how to properly use the
concepts in these cases, you will be able to solve any case that is put in front of you.
Read More
How are these frameworks used in complex business problems?
Sometimes, you may face a business problem that requires more than one dimension of analysis, or that
involves multiple stakeholders, objectives, or scenarios. For example, you may need to evaluate a new
market entry opportunity, which involves assessing the industry attractiveness, the competitive
landscape, the customer needs, the value proposition, the financial feasibility, and the implementation
risks. In this case, using a single framework, such as Porter's Five Forces or SWOT, may not be sufficient
to cover all the aspects of the problem. Therefore, you may need to combine different frameworks to
create a more comprehensive and customized approach.
Read More

Company As-Is Analysis frameworks

Analyzing company business situation (3Cs and Business situation framework)
1. Gi®i Thiéu vé Khung Phan Tich Hién Trang
Cac khung phan tich hién trang 13 nhirng cong cu thiét yéu dwoce st dung dé thu thap va cAu tric thong
tin v& tinh hinh kinh doanh hién tai cla mdt céng ty. Muc tiéu clia chiing khéng phai la dé gidi quyét
van dé ngay 13p tlrc, ma 1a dé xay dwng mdt nén tang kién thirc vibng chic, tir d6 cac khung gidi quyét
van dé chuyén sau hon cé thé dwoc ap dung mot cach hiéu qud. Khung phan tich dwgc dé cap trong
bai gidng 1a "Khung 3Cs va Tinh hinh Kinh doanh," bao gdm ba yéu tb cbt 1i: Céng ty (Company), Khach
hang (Customers), va Doi thi canh tranh (Competition), ciing v&i mdt yéu td bd sung quan trong
la San pham (Product).
2. Cac Thanh T6 Chia Khung Phan Tich 3Cs va Tinh Hinh Kinh Doanh
Khung nay hoat ddng dwa trén mot danh sach cac cau hdi chién lwgc, dworc thiét ké dé khai thac thong
tin sau rdng vé tirng khia canh clia doanh nghi€p va mai trdng hoat ddng.
2.1. Phan Tich Cong Ty (Company Analysis)
Viéc phan tich ndi bd cong ty nham muc dich hiéu rd ban sac, nang Iuc va strc khde clia td chirc. Cac
cau hdi trong tam bao gébm:
e Ban sac va Sr ménh: Diéu gi dinh nghia cdng ty? TAm nhin va st ménh cbt I5i 13 gi? Gia tri ma
cong ty dang cb gang tao ra 1a gi?
e Nang lwc cot 15i (Core Competencies): Cong ty dworc biét dén vi didu gi? D6 12 sdn phdm, chat
lwong, hay cong nghé? Vi du, nang lwc cbt 16i clia Apple 13 chat lwong va cong nghé.
e Lich stv va Quy mé: Cong ty da hoat ddng dwoc bao 1au? Quy dao tang trwwdng tlr khi thanh lap
dén nay ra sao? Cong ty c6 dworc tai tro tlr cac quy dau tw khong?
e Hiéu qua Tai chinh (Financial Performance): Cac xu huwéng lich st vé Bao cdo Két qua Kinh
doanh (P&L), Bang Can ddi K& toan va Dong tién nhw thé nao? Cong ty d3 thwe hién cac khodn
dAu tw hodc thwong vu mua lai nao trong qua khir?
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D6i ngii Quan ly (Management Team): Doi ngli 13nh dao ra sao? Nén tang hoc van va kinh
nghiém (pedigree) clia ho 13 gi? Ai 13 thanh vién HOi ddng Quan tri va cac cd van? Yéu tb nay
d&c biét quan trong trong cac bdi canh nhw Sap nhap & Mua lai (M&A).

Strc manh Thworng hiéu (Brand Strength): Thwong hiéu clia cong ty manh dén dau? Day 13
moOt cau hdi dinh tinh va cé thé cAn cac phan tich chuyén sau hon hodc mot khung riéng vé
thwong hiéu dé tra Ii.

Loi thé canh tranh cho Khach hang: San phdm hodc dich vu cla cong ty mang lai gia tri gi cho
khach hang, giup ho xay dwng |Qi thé canh tranh cla riéng minh?

2.2. Phan Tich Khach Hang (Customer Analysis)
Hiéu r& khach hang |a yéu t0 sOng con do6i v&i bat ky doanh nghiép nao. Phan tich nay tép trung vao:

Nhan khdu hoc va Phan khic: Khach hang 13 ai (B2B hay B2C)? Déc diém nhan khau hoc clia ho
la g‘l (tudi tac, v.v.)? Khach hang dwoc phan khidc nhw thé nao (theo khu vire, theo loai san
pham)? Vi du, mot bénh vién cé khach hang B2C, trong khi m6t cong ty thiét bi Y té cha yeu co
khach hang B2B va céc dbi tac kénh phan ph0|

Chan dung Khach hang (Customer Personas): Ai |a ngwrdi thwe sw mua sdn pham?

Xu hwéng Tang triedng: Tdc dO tang trudng trong cac phan khic khach hang khac nhau nhw
thé nao va dw bdo trong twong lai ra sao?

Do nhay cam veé gia (Price Sensitivity): Khach hang phan (ng nhw thé nao vé&i sw thay ddi vé
gia? Diéu nay cling cung cAp thong tin v& ban chat cla sdn pham va nganh céng nghiép.

Kénh Phan phéi (Distribution Channels): Cac k&nh phan phdi va dbi tac kénh 13 ai?

2.3. Phan Tich D6i Thi Canh Tranh (Competition Analysis)
Phan tich nay gidp dinh vi cong ty trong bdi canh thi tridng rdng I&n hon.

Nhan dién D6i tha va Thi phan: Ai 13 dbi thi canh tranh trén thi trw&ng? Thi phan cla ho 13
bao nhiéu?

Quy mé Thi tre&ng va Dw dia Tang trwdng: Thi triedng I&n dén dau? Didu nay cho thay cong
ty con bao nhiéu dw dia dé phat trién.

T6c dd Tang trwdng ctia Doi tha: Ddi thi dang phat trién nhanh nhw thé nao?

San pham va Dich vu cia P6i th: Ho dang cung cap nhirng gi?

Chién Iwoc Marketing va Dinh gia: Di th( dang tiép thi va dinh gia san pham cla ho nhw thé
nao? Viéc thu thap théng tin nay c6 thé don gian (dbi véi sdn phdm B2C trwrc tuyén) hodc phirc
tap (d6i v&i sdn phdm B2B, doi hdi khdo sat thj trudng).

Lwru y: MUpe d0 chi tiét cla phén tich nay cé thé thay ddi. Trong mot budi phdng van tinh hudng (case
|nterV|ew) ngu0’| phong van c6 thé chi yeu cau théng tin & mirc do tong quan. Tuy nhién, trong mot dw
an tw van thwce t&, moi cau hoi nay cé thé doi hdi mot phan tich sau, doi khi can dén cac khung nhd

hon.

2.4. Phan Tich San Pham (Product Analysis)
Cubi cling, viéc hiéu rd chinh sédn pham 13 diéu khong thé thiéu.

Dic diém va Sw khac biét héa: San pham 13 gi? N6 khac biét nhw thé nao so v&i cac sdn phdm
khac trén thi trwdng?

Tinh D6i m&i va Bang sang ché: San pham cé tinh d&i m&i khéng? C6 bang séang ché nao dworc
dang ky khong? Déi thi c6 bdng sang ché nao khong?

Kha nang Thay thé va Ban kém: San pham cé thé bi thay thé khong? C6 thé dworc ban kem
(bundle) v&i cac san phadm khac khong?

Quy mé Thi trie&ng cho San pham: Thi trwdng cho sdn pham nay I&n dén mlrc nao?

3. Muc Dich va Vai Tré Clia Khung Phan Tich Hién Trang

Diéu quan trong can nhan manh 13 viéc trd 1&i tat ca cic cau hdi trén khdng phai 1a muc tiéu cudi cung.
Thay vao d6, né gidp xay dwng mot nén tang kién thirc toan dién va sau sac vé cdng ty, cach thirc hoat
dong, sdn pham, va mai trwdng canh tranh. Nén tang nay 13 tién dé khdng thé thiéu dé ap dung céc



khung gidi quyét van dé cu thé hon (nhw Khung 4P cho marketing, s& dwgc thdo luan sau) mot cach
chinh xac va hiéu qua.

Két Luan

Khung phan tich 3Cs va Tinh hinh Kinh doanh 1a mdt cong cu phan tich nén tang, c6 cAu truc, cho phép
cac nha tw van va nha quan Iy xdy dwng mot cai nhin 360 d6 vé& hién trang clia mot doanh nghiép. Bang
cach dat ra mot loat cac cau hoi chién Iwoc vé cong ty, khach hang, d6i thi canh tranh va san pham,
khung nay tao ra mot co s& di¥ liéu va hiéu biét sau sic. Y nghia thuwc ti€n clia né ndm & viéc cung cap
bdi cdnh can thiét dé cac phan tich chién Iwgc sau nay trd nén cé vy nghia va virng chic, d@m bao rang
cac gidi phap dwoc dé xuat dwa trén mot sw am hiéu toan dién vé thuwc té kinh doanh.

Analyzing company’s current marketing strategy (4Ps)

1. Gi&i Thiéu Khung 4P (Product, Price, Promotion, Place)

Khung 4P 1a mdt mé hinh cu tric dung dé phan tich bdn yéu tb cbt 16i trong chién lwoc tiép thi cla
moOt cdng ty: San phém (Product), Gia (Price), Xuc tién (Promotion), va Kénh phan phéi (Place).

Mac du mdt sd cau hdi trong khung nay cé vé twong déng véi cac cau hdi trong phan tich cong ty tdng
thé, muc tiéu cla viéc ap dung Khung 4P 13 thwe hién mot cudc "nhap dap" — tlre 13 di sau vao chi tiét &
cAp d6 3 hodc 4 — dé xac dinh cac chi s6 hiéu suat chinh (KPIs), cac van dé, hodc nhitng khodng trong
trong chién lwg'c marketing hién tai.

2. Phan Tich Chi Tiét Cac Thanh T6 Cuia Khung 4P
2.1. Phan Tich San Pham (Product)

Phan tich s&n pham trong Khung 4P vro't ra ngoai cac cau hdi co ban.

e Nén tang co’ ban: Cac cau hdi ban dau twong tw nhw trong Khung 3Cs: S&n pham 1a gi? N6 khac
biét nhw thé nao? Mlrc dd ddi m&i, bang sang ché, kha ndng thay thé, kha ndng ban kém, va
quy md thj trvdng cho san pham.

e Phan tich chiéu sau:

o G6c dod Canh tranh: Cac tinh ndng clia san phadm dwoc dinh vi nhw thé nao khi so sanh
trwe tiép vdi cac dbi thd canh tranh?

o  Xu hwéng va Déi mé&i: C6 nhibng xu hwdng ddi mdi hodc cong nghé mai nao dang
dién ra trong phan khic sdn phdm nay? Cong ty cé thé tich hop nhibng cdng nghé nay
vao sdn pham cla minh hay khéng?

2.2. Phan Tich Gia (Price)

Phan tich gia khong chi dieng lai & con s6 ma con di sau vao chién lwoc va tam Iy khach hang.

e Chién Iwoc Dinh gia Hién tai: Cong ty dang ap dung chién lwoc nao? (Dwa trén chi phi, dwa
trén gia tri, hay dwa trén ddi thd canh tranh).

e Diém hoa von (Breakeven Point): MUrc san Iong can thiét d& doanh thu bu dap chi phi |2 bao
nhiéu?

e MUrc dd San long Chi tra (Willingness to Pay - WTP):

o Khainiém: Day 1a mot yéu td cwe ky quan trong trong dinh gia dwa trén gid tri
(value-based pricing). N6 danh gid mirc d0 ma khach hang cdm nhan dworc gia tri cla
san pham va tir d6, ho sdn sang trd bao nhiéu cho gia tri d6. Day dworc coi 13 phwong
phép Iy twéng dé dinh gia san pham.

o Phwong phap Nghién clru: Néu chwa c6 di¥ liéu, can tién hanh nghién cru khach hang
thong qua céac cudc phdng van sau. Qua trinh nay bao gdm viéc trinh bay cac tinh ndng
dy kién clia sdn phAm mai, phan loai ching thanh "tinh ndng bat budc phai c6"
(must-have) va "tinh ndng c6 thi tot" (good-to-have). Sau d6, danh gid mirc WTP cla
khach hang ddi v&i cac "tinh ndng bat budc" va theo dbi sw gia tang clia WTP khi tlrng
"tinh ndng cd thi t&t" dwoc thém vao.




e Nhan thic clia Khach hang: Khach hang d3 dwoc gido duc va nhan thire di vé san phdm

chwa? Cac hoat ddng marketing d3 dd strc "kéo" khach hang vé phia san phdm hay chwa?
2.3. Phan Tich Xuc Tién (Promotion)
Phan tich nay danh gia hiéu qua clia cac hoat ddng truyén théng va quang cao.

e Cac Chién Iwoc d3 Trién khai: Cong ty d3 thuwe hién nhibng chién lwg'c marketing (quang céo,
xuc tién) nao cho dén nay?

e Phan loai Kénh Xiic tién:

o Kénh Ky thuat s (Digital): Bao gdm cac chién dich email, t6i wu hda cong cu tim kiém
(SEO), marketing trén céng cu tim kiém (SEM), v.v.

o Kénh Ngoai tuyén (Offline): Bao gdm cac sw kién lwu dong (roadshows), bién quang
cdo (billboards), quéng cdo trén cac phwong tién truyén thdng, v.v.

e Do Iworng Hiéu qua: Chién lvoc xtc tién nao mang lai lgvi tipe trén chi tiéu marketing (Return
on Marketing Spend - ROMS) t6t nhat?

e Phan tich Canh tranh: D6i thi dang marketing san pham cla ho nhw thé nao? Ho chi bao nhiéu
cho marketing? (Lwu y: Théng tin nay rat kho thu thap trong moét budi phong van tinh huong
nhwng lai cwe ky quan trong trong mOt dw an thwc té va cé thé doi hoi phong van dbi tha).

2.4. Phan Tich Kénh Phan Phéi (Place)
Phan tich nay tap trung vao cach thirc sdn phdm dén tay ngwdi tieu dung.

e Cac Kénh dang Str dung: Cong ty dang st dung nhirng kénh phan phdi nao (trwc tuyén, ngoai
tuyén)? Ai la d6i tac kénh?

Hiéu qua Kénh: Kénh nao tiép can khach hang t6t nhat?
Chién Iwoc Da kénh (Omni-channel/Multi-channel): Trong bdi cdnh cdng nghé hién nay, chién
lwoc da kénh d3 tré thanh mot phwong tién cwe ky quan trong dé tiép can khach hang va dap
&ng nhu cAu clia ho. Can phai phan tich khia canh nay mot cach kj lwéng.
Két Luan
Khung 4P khéng phai 13 mot danh sach kiém tra bé mat, ma [a mot cdng cu phan tich chuyén sau, doi
hdi ngwdi st dung phai di vao chi tiét dé hiéu rd tirng khia canh clia chién lwg'c marketing. So v&i viéc
phan tich cong ty & mirc dO tdng quan, Khung 4P budc phadi xem xét cac chi sd hiéu suat, tim ra cac van
dé cu thé va nhibng khodng trdng trong céch tiép can thi triedng hién tai. Y nghia thwe tién cla né Ia
cung cAp mot co' s& virng chac dé dwa ra cac khuyén nghi chién Ioc cu thé, c6 thé hanh dong duorc,
nham cai thién hiéu qua marketing va dat dwgc cac muc tiéu kinh doanh.
Bai Hoc Hanh Pong (Actionable Takeaways)

1. Dao sau vao chi tiét: Khi phan tich marketing, hdy vro't ra khdi cac cau hdi tdng quan va di sau
vao ttrng yéu td clia Khung 4P.

2. So sanh san pham v&i ddi thu: Ludn dat cac tinh ndng san phdm clia minh trong béi cnh
canh tranh truwc tiép.

3. Nghién clru "Murc dd San long Chi tra" (WTP): Thwc hién nghién cru khach hang dé dinh gia
san phAm dwa trén gia tri cAm nhan, khéng chi dwa vao chi phi.

4. Do lwdng loi tirc marketing (ROMS): Phan tich va xac dinh kénh xuc tién nao mang lai hiéu qua
tai chinh cao nhét.

5. Toi wu héa kénh phan phdi: Danh gia hiéu qua cla tirng kénh va xem xét trién khai chién lwoc
da kénh (omni-channel) d& nang cao trai nghiém khach hang.

6. Xac dinh cic khoang tréng chién lwore: St dung két qua phan tich 4P dé tim ra nhikng diém
yéu va co hdi cdi tién trong chién lwoc marketing hién tai.

Industry analysis (Porter’s 5 forces)
1. Gi&i Thiéu vé Khung Nam Lwc Lwwong Canh Tranh



Khung N&m Lwc Lwong Canh Tranh (Porter's Five Forces) 13 mOt mé hinh phan tich gidp hiéu ré cac ap
lwc canh tranh trong mot nganh. Bang cach danh gia ndm Iwc lwong nay, cac nha phan tich c6 thé xac
dinh dwoc nhirng yéu td chinh dnh hwdng dén Ioi nhuan va dwa ra cac quyét dinh chién lwoc phu
hop. Nam lwc lwgng d6 bao gdm:

Mo6i De Doa tir Cac D6i Thii M&i (Threat of New Entrants)

Cwong DO Canh Tranh trong Nganh (Competitive Dynamics / Intensity)

Quyén Lwc cia Nha Cung Cap (Supplier Power)

Quyén Lwc clla Ngwoi Mua (Buyer Power)

Mo6i De Doa tir San Pham/Dich Vu Thay Thé (Threat of Substitution)

2. Phan Tich Chi Tiét Nam Lwc Lwong

2.1. M6i De Doa tir Cac D6i Thii M&i (Threat of New Entrants)

Lwc lwong nay danh gia mirc A& dé dang hay khé khan cho mot cc"mg ty m&i gia nhap vao nganh.

Pac dlem Nhirng nganh cé cong nghé don gidn va thién veé san |U’O’ng (volume-driven) thwdng
c6 mdi de doa cao. Vi du, nganh sén xuat but bi ¢ rao can gia nhap thap

Cac Rao can Gia nhap (Barriers to Entry):
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Quy dinh ctia Chinh pht: Cac nganh dwoc quan ly chat ché (highly regulated) nhw thiét
biy té& c6 rao can cao do yéu cau cic phé duyét phirc tap (vi du: FDA), lam cho mdi de
doa ttr d6i thi m&i & mirc thap.

Loi thé Kinh té theo Quy mé (Economies of Scale): Nganh nay hoat ddng theo mé hinh
san lwong cao, Igi nhudn thap hay gid tri cao, sn lwong thap?

Lovi thé vé Chi phi: Cac cong ty hién tai c6 |oi thé chi phi ndo ma ngwdi m&i khong c?
Tiép can Kénh Phan phdi: Mtrc dd khé khan trong viéc xay dwng mang lwdi phan phbi.

2.2. Cwwong DO Canh Tranh trong Nganh (Competitive Intensity)

Lwc lwgng nay do lwdng mirc dd ganh dua gilba cac cong ty hién cé trong nganh.

Dic diém: Corng d6 canh tranh cao khi cé nhiéu dbi thi véi quy mé twong dwong.
Cac Yéu t6 Anh hwdng:

o

Mcrc do Tap trung cla Thi triedng: Thi triedng |3 phan manh (fragmented) v&i nhiéu
céng ty nhd (vi du, theo nguyén ly Pareto, 80% sb cdng ty chi chiém 10% thi phan)

hay tap trung (consolidated) v&i mot vai dng I&n thdng tri?

Sw khac biét héa San pham: San pham cla cac dbi thl cé khac biét nhiéu khong?
Chién Iwoc Marketing va Dinh gia: Di th( canh tranh dang tiép thij va dinh gia san
pham clia ho nhw thé nao?

2.3. Quyén Lwc ctia Nha Cung Cap (Supplier Power)

Lwe lwong nay danh gia kha ndng clia cac nha cung cAp trong viéc tac ddng dén gia ca va chat lwong
dau vao.
DPéi twong: Nha cung cap c6 thé 13 bén cung cAp nguyén vat liéu (cho nganh san xuat) hodc
nguon nhan lwc (cho nganh dich vu).

Yéu to quyet dinh: Quyen Iwc cla nha cung cap cao khi cé it nha cung cap cho mét yeu t6 dau
vao quan trong. Khi do, ho co thé tang gia, Iam gidm lgi nhudn cla toan nganh.

Hé qua chién lworc: D& gidm thiéu rii ro, cac doanh nghiép can da dang héa nha cung cap va
tranh phu thudc vao mdt nha cung cp duy nhat hodc mot khu vwe dia Iy duy nhat.

2.4. Quyén Lwc ctia Ngw®i Mua (Buyer Power)

Lwec lwong nay do lwdng kha nang clia khach hang trong viéc gy &p lwc gidm gia hodc doi hdi chat

lo'ng cao hon.

Dic diém: Quyén lwc clia ngwdi mua cao khi ho cé nhiéu Iwa chon va chi phi chuyén ddi
(switching costs) thap.
Yéu tO then chot: "Sw Gan bé clia Khach hang" (Customer Stickiness):



o Gan b6 v&i Thwong hiéu (Brand Stickiness): Khach hang trung thanh v&i mot thuwong
hiéu cu thé (vi du, ludn mua san pham cla Apple).

o Gan b6 v&i San pham (Product Stickiness): Khach hang s& luén mua mdt loai sdn pham
nhét dinh (vi du, ddng hd théng minh) nhng cé thé chuyén ddi gitka cac thuwong hiéu.

e Hé qua: Trong cac nganh cé quyén lwc ngwdi mua cao, cac cong ty budc phai dat trai nghiém
khach hang |am wu tién hang dau va khong thé thda hiép vé chat lwong.

2.5. M6i De Doa tlr San PhAm/Dich Vu Thay Thé (Threat of Substitution)
Lwc lwong nay danh gid kha ndng san pham cla nganh bi thay thé b&i mot s&n phdm tlr nganh khac
nhwng dap tng cing mot nhu cau.

e Dic diém: Mbi de doa nay phu thudc vao cong nghé va tinh doc quyén.

e Vidu:

o Nganh Dwoc pham: Céc loai thubc dwoc cp bing séng ché c6 mbi de doa thay thé
thép. Tuy nhién, khi béng sang ché hét han, cac loai thudc generic xuat hién, lam moi
de doa tang vot.

Nganh Cong nghé cao: C6 thé c6 mdi de doa thap hon.
Nganh San xuat don gian (vi du: nhwa): May méc (nhw may ép phun) dé dang mua
duorc, vi vay bt ky ai ciing c6 thé sdn xuat san phdm twong tw, dan dén mbi de doa
thay thé cao.
3. Mdi Quan Hé Twong Quan gita cac Lwe Lworng: Phan Tich Tinh Huéng Dong H6 Théng Minh
(Smartwatch)
Cac lwc lwong nay khong hoat ddng ddc 1ap ma cé mdi lién hé chat ché véi nhau. Vi du vé nganh dong
hd théng minh cho thay ré diéu nay:

1. Cdng nghé bi sao chép dé dang: Cong nghé ban dau clia Apple hay Samsung nhanh chéng bi
sao chép (du cé s& hiru tri tué), din dén Mi de doa Thay thé cao.

2. Rao can gia nhap thap: Vi cong nghé dé sao chép, nhidu cong ty m&i cé thé gia nhap thi
trwdng bang cach 1ap rap cac linh kién, tao ra Méi de doa tir D6i thi M&i cao.

3. Canh tranh khoc liét: Nhiéu dbi tht m&i dan dén thi trwdng trd nén phan manh va c6 Cwong
dd Canh tranh cao.

4. Quyén Iwe ngw®i mua ting: Khach hang c6 nhiéu Iwa chon, do d6 Quyén Iwc ctia Ngwoi mua
cao. "Sw gan bé" trd thanh yéu td quyét dinh: khach hang trung thanh v&i thuwong hiéu (Apple)
s& & lai, trong khi nhirng ngwdi khac cé thé chuyén dbi.

5. Quyeén Iwc nha cung cap bién di: Quyén Iwc nay phu thudc vao giai doan clia nganh. Néu chi
¢6 vai nha cung cép s& hiru cong nghé sao chép, quyén Iwe clia ho sé cao. Nguwore lai, néu co
nhiéu nha cung cép, quyén Iwe clia ho sé thép.

Két Luan

Khung Nam Lwc Lwong Canh Tranh clia Porter 13 mdt cong cu phan tich ddng, cho thay céc lwc lwong
trong moOt nganh khong chi ton tai ddc 1ap ma con tong tac va anh hudng 1an nhau. Viéc hiéu rd cu
truc nay giup doanh ngh|ep xac dinh mlrc d6 hap dan cla nganh, nhan dién cac moi de doa va co hoi,
tlr d6 xay dwng cac chién lvoc bén virng. Y nghia thuwc tién cla khung nay nam & viéc nd cung cap mot
I&ng kinh toan dién dé danh gia moi tredng canh tranh, 1am co’ s& cho cac quyét dinh dau tw, gia nhap
thi triedng hay cdi thién vi thé canh tranh.

Read More About Analyzing Business Situations: Frameworks for Strategic
Insights

Analyzing company business situation



A business framework is a structured way of thinking about a business problem so that you can solve it.
The Business Situation Framework helps with analyzing a business’s current situation to improve its
performance. The 4 components of analysis in this framework are:

e Customer

e Competitors

e Product
e Company
Read More

Analyzing company’s current marketing strategy

The 4 Ps is one of the most popular marketing frameworks that businesses use. Also known as the
marketing mix, the framework identifies the four main elements that are most crucial to customer
acquisition: Product, Price, Promotion, and Place

By understanding this framework, you will be able to develop effective marketing strategies that will fuel
the growth of your business. Marketing campaigns can get complicated quickly, so this framework
effectively uses Mutually Exclusive and Collectively Exhaustive principles to organize your marketing
strategy to achieve your goals.

Read More

Industry analysis (Porter’s Five Forces)

The Five Forces Model was created by Harvard Business School professor, Michael Porter and was first
published in 1979. Since then, the model has become one of the most popular business strategy tools
that organizations use to understand more about the main competitive forces at work in their industry.
Porter's Five Forces include: Competitive Rivalry, Supplier Power, Buyer Power, Threat of Substitution,
and Threat of New Entry. The model encourages organizations to look beyond direct competitors when
assessing strategy and, instead, consider broader environmental forces.

By understanding these forces, organizations can make more informed decisions, identify areas for
improvement, and redefine their strategy to enhance and strengthen their competitive position in the
market.

Read More

What is a profitability business problem?
1. Gi®i thiéu: Vai Trd Clia Cac Khung Tw Van
1.1. Dinh nghTa "Khung" (Framework) la gi'-’
Ve ban chat, mot "khung" la mét cach tlep can hodc mé hinh cé cAu tric ma cac nha tw van st dung dé
phan tich, hiéu va gidi quyét cac van dé kinh doanh. N6 c6 thé dworc hinh dung nhw mot "dbng co™"
hodc mdt "phwong trinh todn hoc": nhan céc yéu t6 dau vao (di liéu vé tinh hinh kinh doanh), x& ly
ching mét cich co he thong dé chiét xuat gia tri, vataora két qua dau ra (gidi phap hoac khuyen nghl)
Twong tw nhw modt ¢d may trong san Xuat, cac khung nay cung cap moOt cAu truc dé bién ddi cac yeu t6
thé thanh mot san pham hoan chinh cé gia tri.
1.2. Khung Tw Van Quan Ly (Management Consultmg Framework)
Khi cac khung nay dwoc ap dung dé gidi quyét cac van dé mang tinh chién lworc, ching dwoc goi la
"khung tw van quan Iy". Tuy nhién, (’ng dung cla ching khong bi gi®i han, ma con mé rong sang ca linh
vire tw van kinh doanh tng thé va tw van chlrc ndng chuyén sau.
2. TAam Quan Trong va Ly Do St Dung
Cac td chirc tim dén nha tw van quan ly chinh vi kha ndng cung cAp mot cAu tric rd rang cho nhikng
van dé phurc tap. Cac khung tw van déng vai trd trung tam vi nhirng ly do sau:

e Phan tich c6 hé thdng: Ching cho phép phan tich cic van dé& phirc tap mot cach c6 phwong

phap, d@m bao khéng bd sét cac khia canh quan trong.



https://www.myconsultingoffer.org/case-study-interview-prep/business-situation-framework/
https://parametricpro.com/blog/2021/6/9/the-4-ps-framework
https://www.mindtools.com/at7k8my/porter-s-five-forces

e HO tro’ ra quyét dinh: Cung cAp mot 10 trinh logic dé dwa ra cac quyét dinh sang sudt va cé co
SO'.

e Cung cap k¥ ning chuyén biét: Cac nha tw van dwoc dao tao dé s& hivu nhirng k§ ndng tw duy
d&c thi ma nhan sw trong nganh cé thé khéng c6, chang han nhw kha néing "tw duy rong"
(thinking broad) nhwng ddng thoi "di sau vao ding chd" (going deeper for the right things).

3. Ky Nang Nén Tang ctia Nha Tw Van
Dé xay dung va 4p dung hiéu qua cac khung, mot nha tw van can ¢ nhitng ki ndng nén tang sau:

° T|ep can MECE (Mutually Echusnve, Collectively Exhaustive): D3y la nguyén tac dam bao rang
tAt ca cac yéu td clla moOt van dé dwoc chia thanh cac nhém riéng biét (khdng trung 13p) va bao
quat toan b6 (khéng bd sét).

e Tw duy Toan dién (360-degree view): Khd ndng nhin nhan mot van dé t& moi géc do co thé.
Trong cac budi phdng van tuyén dung, (ng vién khong chi dwore danh gid vé kha nang 4p dung mot
khung cé sdn, ma con vé nang Iwc diéu chinh hodc tw xay dwng mot khung mai khi van dé dworc thay
ddi dai chut.

4. Phan Loai Cac Khung Tw Van Quan Ly Pho Bién
Bai gidng gi®i thiéu chin loai khung tw van thwdng gdp, dac biét 13 trong cac budi phdng van tinh
huéng (case interviews):

1. Khung 4P (Marketing Mix):

o Muc dich: Danh gia chién lwoc marketing.
o Thanh phén: Gid (Price), San phém (Product), Xdc tién (Promotion), va Kénh phan phéi
(Place).
2. Khung 5 Lwc Lwoing Canh Tranh cla Porter (Porter's Five Forces):
o Muc dich: Phan tich nganh va danh gid mrc d6 h&p dan cla nganh do.

3. Khung Lgii Nhuan (Profitability Framework):

o Muc dich: Phan tich va gidi quyét cac van dé lién quan dén loi nhuan, mot trong nhirng
thach thirc I&n nhat clia doanh nghiép.

4. Khung Tham Nhap Thi Trwd'ng (Market Entry Framework):

o Muc dich: Xay dwng chién lwoc khi mot cong ty 1én ké hoach gia nhap mot thj trwdng
mai.

5. Khung Binh Gia (Pricing Framework):

o Muc dich: Xac dinh cach dinh gia s&n phadm hodc dich vu mot cach t6i wu.

6. Khung Chién Lwoc Tang Trwréng (Growth Strategy Framework):

o Muc dich: Xay dwng ké hoach ting trirdng kinh doanh mot cach hibu co (ttr ndi tai).

7. Khung Sap Nhap & Mua Lai (Mergers & Acquisitions - M&A):

o Muc dich: Xay dwng ké hoach ting trdng vé co (tlr bén ngoai) théng qua cac thwong
vu M&A.

8. Khung Tham BDinh Chuyén Sau (Due Diligence Framework):

o Muc dich: La mot tap hop con clia M&A, dwoc st dung dé danh gia mot cong ty muc

tiéu nham xac dinh xem d6 c6 phai la mot thwong vu phit hg'p hay khong.

Ngoai ra, con rat nhiéu khung khéc cho cac van dé kinh doanh chuyén biét nhw: gidi thiéu san pham
m@i (New Product Introductions), chién lwoc tiép can thitrwdng (GTMs) so sanh dbi thl canh tranh
(Competitor Benchmarkmg) chi s6 NPS, cai tién quy trinh, va cai tién hoat dong Tuy nhién, chin khung
néu trén la nhirng khung cbt 16i va pho bién nhat trong cac ky phéng van tw van.
Két Ludn
Cac khung tw van quan ly 13 nhing cong cu cAu tric khong thé thiéu, giup chuyén hoéa nhirng van dé
kinh doanh mo’ hd, phlrc tap thanh nhirng phan tich cé hé thdng va cac gidi phap cé thé hanh dong.
Chung khong chi 1a nén tang clia nganh tw vAn ma con 1a thwdc do ndng Iwc tw duy chién lwgc clia mot
ca nhan. Viéc ndm virng cac khung nay khdng chi gitip gidi quyét van dé hiéu qud ma con trang bi mot



tw duy logic, toan dién, cé gid tri trong moi linh virc. Mac du cac khung c6 sdn rat hivu ich, khd ndng
thich (rng va xdy dwng cdc mé hinh m@i khi can thiét m&i la dau hiéu clla mot nha tw van xuat sac.

Revenue side analysis framework

1. Nén Tang Phan Tich Doanh Thu

Doanh thu dwoc dinh nghia b&i cdng thirc co ban:

Doanh thu = San lwong (S6 lwong dorn vij ban ra) x Pon gia

Tuy nhién, mot phan tich hiéu qua doi hdi phai di sdu hon vao tipng thanh phan nay, ddng thdi xem xét
mot yéu td chién lwgc thi ba 1a Co’ cAu san pham (Product Mix).

2. Phan Tich Chi Tiét Cac Yéu T6 Cau Thanh Doanh Thu

2.1. Phan Tich Yéu T Gia (Price Analysis)

Gia 1a mOt don bay trwe tiép va manh mé dén doanh thu. Khi phan tich, cAn dt ra cac cau hdi dé xac
thwe cac gid dinh ban dau:

e Gia c6 xu hwdng gidm trong thdi gian gin day khéng?

e MCUrc gia hién tai dang & dau so v&i dbi tht canh tranh (cao hon, thp hon, hay twong dwong)?
Phan tich chi tiét v& gia sé dwoc dao sau trong mot Khung Dinh gia (Pricing Framework) riéng biét. Do
do, trong khudn khé phan tich 1o nhudn, bwdc nay chll yéu nham xac dinh xem gia ¢ phai 1a mot yéu
t6 can dwoc wu tién diéu tra hay khong.

2.2. Phan Tich Yéu T6 San Lwong (Volume / Number of Units Sold Analysis)

Day la yéu tb cbt 16i va phirc tap nhat, cAn dwoc xem xét tir c hai géc do: Phia Cau (Demand

Side) va Phia Cung (Supply Side).

Khi san lwgng ban ra gidm, nguyén nhan cé thé dén tlr phia thi tre&ng. Phén tich phia cau tap trung
vao hai yéu tb chinh:

e Doanh thu trén moi khach hang (Revenue per Customer):

o Van dé: Chi sb nay thAp cho thay vAn dé vé "thi phan trong vi ctia khach hang" (share
of wallet). Ttrc 13, khach hang dang chi tiéu cho cac sdn phadm/dich vu twong tw & noi
khac.

o Gidi phap: D& tang chi s6 nay, cAn 4p dung Khung Chién Iwgrc Tang trirdng (Growth
Strategy Framework) dé tim cach ban thém (upsell) hodc ban chéo (cross-sell) cho
khach hang hién tai.

e SO lwong khach hang (Number of Customers):

o Van dé: S6 lwong khach hang khong tang hodc sut giam.

o Phan tich (dwa trén 3P):

«  San pham (Product): San phdm cé con dap (ng nhu cau thi trvdng khong? C6
bi 16i thdi khéng? C6 can ra mat sdn pham m&i khong?
«  Gia (Price): S&n pham c6 dd co gidn clia cau theo gia (price elasticity) khéng?
Liéu viéc gidm gia cd giup thu hat thém khach hang méi?
«  Xdc tién (Promotion): Cac hoat ddng nang cao nhan thirc (awareness) d3 dU
hiéu qua chwa? Trai nghi@m sau ban hang (after-sales experience) c6 tdt khong?
Néu van dé khéng nam & phia cau, nguyén nhan cé thé dén tr khd nang cung ng clia chinh doanh
nghi@p. Phan tich nay doi hdi phai thwe hién phan tich nguyén nhan gbc ré (root cause analysis) dé xac
dinh chinh xac diém nghén.
e Van dé Mua hang (Procurement Issues): Doanh nghié€p c6 gdp kho khan trong viéc thu mua
nguyén vat liéu khéng? Vi du dién hinh 1a sw gian doan chudi cung (rng tlr Trung Qudc trong dai
dich COVID-19, anh hwéng dén nhiéu cong ty tai An Do.



e VAan dé San xuét (Production Issues): Nang lwc sdn xuat clla nha may cé bi han ché khong? Vi
du, céc cong ty dwoc phdm cé thé phadi tam dirng s@n xuat tai mot nha may néu khong vrot
qua duwoc cac cube kiém tra clia FDA (Cuc quan ly Thwe phém va Dwoc phém Hoa Ky).

e Van dé Phan phdi (Distribution Issues): C6 van dé gi trong khau logistics va van chuyén hang
hda dén tay ngwdi tiéu duing khong?

2.3. Phan Tich Yéu T6 Co’ Cau San Pham (Product Mix Analysis)
Day 1a mot don bay chién lwoc thudng bi bd qua. N6 khdng nhin vao tdng doanh thu, ma vao ty trong
déng gép cla tirng san phadm trong danh muc.

e  Khai niém: Phan tich xem ty trong doanh thu dén tlr cac s&n pham c6 bién I nhuan cao hay
thép.

e Vidu minh hoa:

o San pham 1: Chiém 50% tdng doanh thu, nhwng bién Igi nhudn chi 10%. (San pham
khdi lwong 16, 101 nhuan thap)

o San phém 2: Chiém 30% téng doanh thu, bién lgi nhuan 15%.

o San pham 3: Chiém 20% tdng doanh thu, nhwng bién I nhudn 1&n t&i 20%. (San pham
gia tri cao, khoi lwong thap)

e Hanh ddng chién lwoc: Trong tru&ng ho'p nay, mot muc tiéu chién lwgc [a dwa ra cac sang kién
dé tang doanh s clia SAn pham 2 va 3, nhirng sdn pham cé bién loi nhuan cao hon, nham cai
thién tng bién Igi nhuan réng cla cong ty.

Két Luan

Phan tich khia canh doanh thu trong Khung Lgi Nhuan 1a mdt quy trinh da chiéu, doi hdi sw phan tach
c6 hé thdng cac yéu t6 cAu thanh. N6 khdng chi don thudn 13 xem xét gia va san Iwo'ng, ma con phai di
s4u vao cac ddng Iwc ti phia Cung va Cau, cling nhw tdi wu héa Co’ cAu San pham.

MOt thong diép trong tam |a tinh lién két gitra cac khung tw van. Viéc gidi quyét mot van dé vé |
nhudn ttr phia doanh thu thwdng doi hdi phai "nhay" sang va tan dung céc cong cu ttr Khung Dinh

gia va Khung Chién lwore Ting trwwdng. Cach tiép can tich ho'p nay ddm bao réng tat ca cac don bay
tiém nang déu dwoc xem xét, gitip dwa ra cac gidi phap toan dién va hiéu qua nhat.

Cost side analysis framework

T|ep ndi viéc phan tich khia canh doanh thu, bai viét nay sé tap trung vao phuong phap luan dé phan
tich khia canh chi phi (cost) trong Khung Loi Nhuan. Cong cu nén tang va hiéu qua nhat cho viéc nay
la Phan tich Chudi Gia Tri (Value Chain Analysis).

1. Phan Tich Chudi Gia Tri (Value Chain Analysis) - Cong Cu Nén Tang

Phan tich chi phi khéng chi don thuan 13 liét ké cac khodn muc chi tiéu. Mot cach tiép can chién lwoc
doi hdi phai hiéu chi phi phét sinh & dau trong toan b quy trinh hoat ddng clia doanh nghiép. Day
chinh 1 lic Phan tich Chudi Gia Tri phat huy vai trd cla minh.

1.1. Pinh nghia va Muc tiéu

e Dinh nghia: Chui gid tri 1a toan bd chudi cic sw kién hodc hoat ddng nbi tiép nhau, trong d6
mdi giai doan déu gép phan thém gia tri vao sdn phAm. N6 bao quat toan bd hanh trinh ti khi
san pham con 1a nguyén vat liéu thd cho dén khi tré thanh thanh phdm va dén tay ngudi tiéu
dung cubi cung.

e Muc tiéu phan tich: Muc tiéu clia phwong phap nay |a "béc tach" (break down) toan bo chubi
gia tri thanh cac giai doan cAu thanh. Bang cach d6, nha phan tich cé thé xem xét chi tiét cac
khia canh chi phi lién quan dén ttrng giai doan, tlr d6 xac dinh cac diém kém hiéu qua hodc cac
co hoi dé tbi wu hoa.

1.2. Tinh Linh Hoat va Tuy Chinh theo Nganh
MOt trong nhirng d3c diém quan trong nhat clia Phan tich Chudi Gia Tri 13 tinh linh hoat. Khéng c6 mot
mo hinh chui gia tri "mot kich ¢ cho tat c&". Cac giai doan (buckets) trong chudi gid tri phai dwoc xay



dwng mot cach sang tao va tuy chinh dé& phan dnh dung thuc té hoat ddng clia nganh dang dwoc phan
tich.

e Doi v&i Nganh San xuat (Product-based Industry): Mdt chubi gid tri dién hinh c6 thé bao gdm
cac giai doan nhw: Mua sdm Nguyén vat liéu (Raw Material Procurement), San xuét
(Production), Logistics DAu vao (Inbound Logistics), Logistics Dau ra (Outbound Logistics),
Marketing & Ban hang (Marketing & Sales), va Dich vu (Service).

e Doi v&i Nganh Dich vu hodc Cong nghé (Service-based or Tech Industry): Céc giai doan sé
hoan toan khac. Vi du, mot cong ty phan mém c6 thé c6 chudi gia tri bao gdm: Nghién clru &
Phat trién (R&D), Phat trién Phan mém (Software Development), Thu hut Khach hang (Customer
Ach|5|t|on) Cung cap Dich vu (Service Delivery), va HO tro' Khach hang (Customer Support).

Do d6, khi d6i m&t v&i mot van dé vé chi phi trong mot tinh hudng cu thé (case), bwdc dau tién va
quan trong nhat 13 phai tw duy mOt céch sang tao dé vé ra mot chubi gia tri phu hgp va chinh xac nhat
cho nganh dé.

2. Quy Trinh Ap Dung Phan Tich Chudi Gia Tri

Khi mot van dé dworc xac dinh 13 ndm & phia chi phi, quy trinh phan tich s& dworc trién khai nhw sau:

1. So’ d6 héa Chubi Gia Tri: Bud'c dau tién 13 vé ra toan bo cac giai doan chinh trong chubi gia tr
clia doanh nghiép, ttr dau dén cudi.

2. Phan b6 Chi phi: Gan cac loai chi phi cu thé vao tlrng giai doan twong tng trong chudi gid tri d3
ve.

3. Phan tich Chi tiét tirng Giai doan: Di sau vao tirng giai doan dé hiéu rd cac dong lwc chi phi
(cost drivers) va tim kiém céc co hdi cat gidm hodc t6i wu hoa.

Két Luan

Phan tich khia canh chi phi trong Khung Lo'i Nhuan khéng phai 13 mot bai toan ké toan don thudn, ma 1a
moOt bai tap chién Iwgc vé viéc thau hidu cAu tric hoat ddng clia doanh nghi@p. Phan tich Chudi Gid Tri
la cong cu manh mé nhat cho muc dich nay, vi né cho phép chuyén mdt con sb chi phi téng hop thanh
moOt blrc tranh chi tiét vé hiéu qua hoat ddng & tirng cong doan.

Thong diép trong tdm la tam quan trong cla viéc tuy chinh va tw duy sang tao. S thanh céng cla
phan tich phu thudc rat I&n vao kha nang xay dwng mot mé hinh chudi gia tri phdn anh ddng ban chét
clia nganh dang dwoc xem xét. Bang cach tiép can cé cAu truc nay, doanh nghiép cé thé xac dinh chinh
xac ngudn gdc clia cac van dé vé chi phi va dwa ra cac gidi phap cé muc tiéu rd rang, thay vi cac bién
phép cat gidm chung chung va kém hiéu qua.

Bai Hoc Hanh Pong (Actionable Takeaways)

1. Ludn bat dau bang viéc so d6 hoéa chubi gia tri: Khi d&i méat vé&i van dé chi phi, hy 1ap ban d6
cac hoat dong chinh cla doanh nghiép trwdec tién.

2. Tuy chinh chudi gia tri cho tirng nganh cu thé: Pirng ap dung mot mé hinh chudi gia tri chung;
hay diéu chinh né cho phtt ho'p v&i nganh san xuat, dich vu, hay cong nghé.

3. Phan tach chi phi theo tipng giai doan hoat ddng: Gan cac khoan chi phi vao tirng budc cu thé
trong chudi gia tri dé& xac dinh cac diém noéng chi phi.

4. Tw duy sang tao khi xac dinh cac giai doan gia tri: Nhan thirc rang cac hoat ddng tao ra gia tri
c6 thé rat khac nhau gitba cac nganh.

5. St dung chudi gia tri dé tim nguyén nhan gbc ré: Thay vi chi nhin vao con sb tdng, hiy dung
chudi gia tri dé diéu tra "tai sao" va "& dau" chi phi lai cao.

Case example

Chan Doan Van Dé Chi Phi trong Nganh San Xuat Bia tai An Do

Bai viét nay phan tich mot tinh hubng tw vén dién hinh, trong dé moét cong ty sén xuat bia tai An Do ddi
mat v&i cAu truc chi phi kém hiéu qua so v&i cac dbi thti qudc té. Qua trinh phan tich theo mot 10 trinh



¢6 cAu tric, tir viéc xac dinh van d& & pham vi rong dén viéc chan doan nguyén nhan gbc ré va dwa ra
cac khuyén nghi chién lwoc.
1. B6i Canh va Xac Dinh Pham Vi Van Dé
e Khach hang: MOt cong ty s@n xuat bia hoat dong tai An DO.
e Van dé: CAu truc chi phi cao hon dang ké so v&i cac tiéu chuén quéc té (international
benchmarks).
e Muc tiéu: Tim ra nguyén nhan "Tai sao?" chi phi lai cao.
Qua trinh bat dau bang viéc d&t ra cc cau hdi lam rd dé xac dinh chinh xac pham vi clia van dé:
1. VAan dé cé lién quan dén Doanh thu khéng? -> Khéng, vAn dé chi ndam & phia Chi phi.
2. Van dé chi xay ra v&i mot san pham bia cu thé? -> Khéng, van dé xay ra trén nhiéu dong san
pham cla cong ty.
3. Pay c6 phai la van dé chia toan nganh khéng? -> Khéng, cac dbi thi canh tranh chinh (chd yéu
la cac thwong hiéu bia qudc té) khong gdp phai van dé nay.
Két luan ban dau nay cuc ky quan trong: VAn dé vé chi phi 1a mot vAn dé dac thu cla riéng khach
hang, khong phai do cac yéu td thi tredng chung gay ra. Diéu nay dinh hwdng cudc phan tich tap trung
vao cac yéu t6 ndi bd clia cong ty.

2. Quy Trinh Phan Tich va Chan Poan
Dwa trén két luan ban dau, phwong phép tiép can logic nhat 1a st dung Phan tich Chudi Gia Tri dé
"bdc tach" cAu truc chi phi clia cdng ty va xac dinh diém néng.
2.1. Ap dung Khung Chu®i Gia Tri
Nha phan tich d3 dé xuat mot chudi gia tri bao gdm céc giai doan sau:
e Nghién clru & Phat trién (R&D)
Mua sam Nguyén vat liéu thd (Raw Materials Procurement)
Ché bién (Processing)
Lwu kho & Van chuyén (Storage & Transportation)
Phan phéi (Distribution)
e Marketing
Thong qua viéc loai trir, van dé duwoc thu hep vao moét giai doan duy nhat: Chi phi Ché bién
(Processing Costs).
2.2. Di sau vao Chi phi Ché bién
Dé phan tich chi phi ché bién, nha phan tich tiép tuc chia nhd giai doan nay thanh cac thanh phan chi
phi con:
e D4t dai (Land)
Chi phi dién (Electricity Expenses)
Mdy méc (Machinery)
Cong nghé (Technology)
Lao ddng (gi® lam va lwong)
Hiéu suat Str dung Cong suat (Capacity Utilization)
Ddng goi (Packaging)
Hiéu qua (Efficiency)
Van d& mot 1an nira dwoc khoanh viing vao yéu td then chdt: Hiéu suat Str dung Cong suat.

2.3. Phan tich Hiéu suat St dung Cong suat - Phat hién Mau chét



Pay la mot bwdc ngoat quan trong trong cudc phan tich.

e Cau héi: Ty 18 gilra san lvong thuc té va san lvgng tiém nang 13 bao nhiéu?

e Dir liéu: Cong suat dang dwoc st dung & mirc 100%.
D{¥ liéu nay cho thay vAn dé khong nam & viéc cong ty van hanh kém hiéu qua, ma ndm & chinh cong
suat tiém nang (potential capacity) clia ho qua thap. Cudc diéu tra chuyén hwdng sang so sanh cong
sut tiém nang v&i doi tha.

e Dir liéu Khach hang: 3 nha may, m6i nha may cé 3 may, téng cong sudt mot nha may 13 20,000

chai.

e Dir liéu D6i thi: Mi nha may clia dbi thl cé cong suat tlr 50,000 dén 80,000 chai.
Phan tich so sanh (benchmarking) d3 chi ra mot cach rd rang rang cong ty dang bi tut hau nghiém trong
vé cdng suat. Nguyén nhan dwoc xac dinh 13 do hiéu qua clia may méc ma cac cdng ty qudc té st dung
(cht yéu nhap khau ttr Trung Qudc) virot trdi hon han.

2.4. Phan tich Nguyén nhan GOc ré: Chuyén tir Yéu t6 NOi b sang Yéu td Bén ngoai
Cau hoi cudi cung 13: "Tai sao khach hang khong st dung cac loai may méc hiéu qua hon nay?"

Nha phan tich ban dau dwa ra cac gid thuyét tap trung vao cac yéu td ndi bo:

e Van dé Tién té: Chi phi vdn ban dau cao, khé khan trong viéc tai tro.

e Van dé Phi tién té: Kho tiép cAn nha cung cap, van dé logistics, thiéu lao ddng c6 tay nghé.
Tuy nhién, tit ca cac gid thuyét nay déu bj bac bd. Chi phi may m&i chi cao hon 1.5 1an, cong ty khong
gdp van dé vé dau tw, khdng yéu cau dao tao déc biét va khdng cé rao can tiép can.

Theo sw goi y, cudc phan tich chuyén sang cac yéu td bén ngoai (external reasons), st dung mot bién
thé cla khung PESTEL (Chinh tri, Kinh t&, X3 hoi, Cong ngh&, Mai trudng, Phép Iy).

e Phan tich cac yéu td bén ngoai:

o Chinh tri: Quan hé khéng 6n dinh gitra An Do va Trung Québc.

Kinh té: Ty gia hbi doai hodc I3i suat khong thuan oi.
X3 hoi: Xu hwéng "Made in India" clia ngw&i tiéu dung.
Cong nghé: Cac cong cu va linh kién trén thi tried'ng khdng twong thich.
Mai trie&ng: May méc ma&i khdng tuan thi cac quy dinh vé mai trdng.
Phap ly: Yéu ciu gidy phép nhap khau ddc biét, tiéu chudn may méc khdng phit hop véi
luat phap dia phuong.
'Nguyén nhan gdc ré cudi cung dworc xac dinh 1a sw két hop clia cac yéu tb Chinh tri va Phap
ly: Chinh pht An D6 d3 bat dau ap dat cac han ché dbi vdi viéc nhap khdu mot sb loai may mdc tir
Trung Qudc, khién cong ty khong thé chuyén doi sang cdc may moc cé cong suét cao hon.

o O O O O

3. Cac Khuyén Nghi Chién Lworc
Dwa trén nguyén nhan gdc ré, cac gidi phap dwoc dé xuét theo ba khung thdi gian:
1. Ngan han (Giai phap Tirc thoi):

o Tim kiém nha cung cap thay thé: Tim kiém cac nha cung clp tlr cac qudc gia khac co
may moc twong tw véi cong suat cao hon. Do khd ndng dau tw khong phai 1a van dé,
cdng ty c6 thé chap nhan chi phi cao hon dé gidi quyét ngay van dé quy mé san xuét.

2. Trung han (Giai phap Thich (rng):



o Van déng hanh lang v&i chinh quyén: Lam viéc v&i cac co quan chirc nang dé xin n&i
1dng cac han ché nhap khau, 1ap luan rang viéc nay sé thuc day |gi ich trong nwdre va
nang cao nang lwc canh tranh cla cong ty.

3. Dai han (Giai phap Tw chu):

o Phat trién va thiét ké may méc trong nwdre: DAu tw vao R&D dé tw chil cong nghé. Vé
lau dai, diéu nay sé cho phép cong ty m& rdng san xuat theo cac diéu kién cla riéng
minh ma khdng phu thudc vao cac yéu td chinh tri bén ngoai.

Két Luan

Tinh hudng nay 13 mdt minh chrng xuat séc cho strc manh clia phwong phap phan tich cé cu tric va
dwa trén gid thuyét. Bang cach di tir mot van dé tdng quan ("chi phi cao") va lién tuc thu hep pham vi
thong qua cac khung phan tich (Chudi Gia Tri, PESTEL) va di li@u so sanh, nha phan tich d3 xac dinh
dwoc mot nguyén nhan gbe ré phirc tap va ndm ngoai tam kiém soat trire tiép clia cong ty.

Profitability Cases

There are several common case types that occur in case interviews for management consulting roles.
Profitability cases are some of the most frequent ones. These cases require a structured approach,
analytical thinking, and a deep understanding of business fundamentals.

Read More

Market Entry Strategy
What is a market entry business problem?
Khung Tham Nhap Thi Trie&’ng va Ra Mat San Pham M&i
Bai viét nay cung cAp mdt phan tich hoc thuat vé cac van dé kinh doanh lién quan dén tham nhap thi
trdng (market entry) va ra mat sdn phAm md&i (new product launch). Bai phan tich sé& di sau vao dinh
ngha, cac cau hdi nén tang, cac bién thé cla van d&, va cach tiép can c6 cAu tric dé dwa ra cac quyét
dinh chién lvorc.
1. Dinh Nghia va Céc Loai Van Dé Tham Nhap Thi Trwdng
Van dé tham nhap thi trwdng xay ra khi mot cdng ty xem xét viéc m& rdng hoat ddng clia minh. C6 hai
loai chinh:
1. Tham nhap Thi treéng Dia ly M&i: M& rong hoat dong kinh doanh sang mdt quéc gia, khu
vire, hodc dia ban moi.
2. Ra mat San pham M&i: GiGi thi€u mot san pham hodc dich vu m&i vao mot thj trwdng (cé thé
Ia thi tredng hién tai hodc thi tredng maoi).
Ngoai ra, mot cau hdi phu thudng gp la xac dinh phwong thirc tham nhap (mode of entry) t6i wu
nhat.
Muc tiéu cot I3i clia viéc phan tich 13 dé trad |&i hai cau hdi chién luoc:
e C6 dang dé tham nhap thi trdng vao thei diém nay khéng? (Quyét dinh "Di" hay "Khong di"
- Go/No-go).
e Néu c6, dau la cich tét nhat dé tham nhap?
Cau hdi c6 thé dworce bién tAu dwdi nhiéu hinh thire khac nhau, chang han nhw danh gia mot sang kién
hodc dw an m&i, hodc tinh todn Gid tri Hién tai Rong (NPV) clia mdt khodn dau tw. Tuy nhién, vé co
ban, chiing déu xoay quanh viéc st dung Khung Tham Nhap Thi Triedng hodc Khung Ra M&t S&n Pham
M.
2. Cac Cau HOi Nén Tang Ban Dau
Trwdc khi di sdu vao phan tich, viéc d&t ra cac cau hdi lam rd ban dau 13 cwe ky quan trong dé hiéu rd
boi canh:
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e Muc tiéu cia Cong ty: Tai sao cong ty lai mudn tham nhap vao thij trwdng cu thé nay ma khéng
phai thi tredng khac?

e TOng quan vé Cong ty: Cong ty hoat ddng trong linh virc gi? San pham, dia ban hién tai cla ho
la gi?

e Lich str: Cong ty c6 kinh nghiém trong viéc ra mat sdn pham hodc tham nhap thi tredng mai
trwdc day khong? Céc 1an ra mat d6 cé thanh cong khong va ho da dbi mat véi nhikng thach
thirc nao?

e Chudi Gia Tri Hién tai: Chui gid tri hién tai clia cong ty dworc thiét 1ap nhw thé nao?

Viéc thu thap nhirng thong tin nay, cé thé st dung cac yéu td tlr Khung 3Cs va Tinh hinh Kinh doanh, sé
gitip xay dwng mot sw hiéu biét nén tang vé tinh hinh "hién tai" cla cong ty.

3. Cac Vi DU va Bién Thé clia Van Dé Tham Nhap Thi Trwdng

Cac van dé tham nhap thi tredng co thé xuat hién dwdi nhiéu hinh thirc khac nhau, ddi hdi sw didu
chinh linh hoat trong cach tiép can.

3.1. Tham nhap Thi tredng Dia ly M&i (V| du: Doanh nghiép toan cau vao An Do)

e Tinh hudng: MOt cong ty toan cdu mudn vao thj trudrng An Do va can mot quyét dinh
"Di/Khong di".

e Cach tiép can: Doi hdi mot phan tich thdm nhap thi trwdng sau rdng, tap trung vao cac khia
canh dia Iy cla thj tridng m&i. Phan tich sdn pham cling quan trong, nhng sé xoay quanh san
phém hién cé clla cong ty.

3.2. Ra mat San pham M&i tai Thi trrd’ng Hién tai (Vi du: Cong ty dwore An Do ra mat thudc mo’l)

° Tlnh hudng: MOt cong ty d3 cé mat tai thi tredng mudn ra mat mot san phdm mai (thude tri
tiéu duwong).

e Cach tiép can: Khung phan tich s& dwoc diéu chinh (tweaked).

o Trong tam: Thay vi danh gia thi trwdng dia ly, trong tdm sé chuyén sang danh gia thi
trwrong cho san phém (market assessment for the product): khach hang muc tiéu la ai,
dbi th canh tranh 13 ai, v.v.

o Chubi gia tri: Cong ty d3 cé san chudi gia tri tai thi trwd&ng nay, vi vay cau hdi sé 1a: Mirc
do tan dung chudi gid tri hién co so v&i viéc phai xay dwng cac hoat ddng m&i tlr dau 1a
bao nhiéu?

o Chién lworc Tiép can Thi tredng (Go-to-Market - GTM): Day sé 1a mot phan quan trong
cla phan tich.

3.3. M& réng Qudc té (Vi du: Céng ty game An Do ra thj trwdng quoc té)

e Tinh hudng: M&t cong ty mudn mé rong ra qudc t&, nhwng cau hdi rat mé (open-ended).

e Cach tiép can:

o Bw&rc 1: Thu hep Dia ban: Trwdc khi 4p dung Khung Tham Nhap Thi Tridng, can phai
xay dwng mot khung riéng dé thu hep cac Iwa chon dia ly ttr hon 200 qudc gia xubng
mot danh sach ngan cac thj trdng tiém ndng nhat.

o Bwérc2: Ap dung Khung Tham Nhap Thi Tru’o’ng Sau khi da xac dinh dworc cac thi
tred’ng muc tiéu, tién hanh phan tich chi tiét cho trng thi trU’O’ng dé.

3.4. Tap trung vao Phwong thirc Thdm nhap va BDinh gia (Vi du: Nha san xuat kit xét nghiém Uc vao
An Do)

e Tinh hudng: Van dé phlrc tap hon vi né két hop nhiéu yéu té:

o Quyét dinh "Di/Khéng di" d3 dwoc dwa ra: Cong ty da quyét dinh sé& vao thj trudng
An Do.

o Yéu cau: Tw van vé phwong thirc tham nhép va chién Iwoc dinh gia.

e Cach tiép can:

o Gia dinh ban dau: B4t dau v&i gia dinh rang quyét dinh tham nhap 13 dung dan.



o Trong tdm: Phan tich s& khong tap trung nhiéu vao viéc danh gia thj triedng tdng thé
(market assessment), ma s& di thdng vao viéc danh gia cac phwong thirc tham nhap va
sau d6 1a xay dwng chién lwgc dinh gia.
o Két hop Khung: Can phai st dung cd Khung Tham Nhap Thi Triedrng (dé xac dinh
phwong thirc) va Khung Pinh Gia (Pricing Framework).
Két Luan
Cac van dé vé tham nhap thj tredng va ra mat s&n phdm mai 13 nhirng thach thirc chién lwoc cdt 15i
ma moi doanh nghiép déu phai dbi mat. Mac du cé mot khung phan tich nén tang, nhwng khong cé
mot gidi phap "mot kich c& cho tat cd". Chia khda dé gidi quyét thanh cong cac van dé nay ndm & kha
nang dat cau hoi ding ngay tir dau dé xac dinh rd bdi cdnh va muc tiéu, va quan trong hon 1a kha
néng diéu chinh va két hop céc khung phén tich mot cach linh hoat dé phi hop v&i cac sac théi va yéu
cau riéng cla tlrng tinh huong MOt nha phén tich gidi phdi nhan ra rang trong tam cé thé chuyen (V]
viéc danh gia thi trrOng, sang t6i wu hda chudi gia tri, xay dwng chién lwgc GTM, hay tham chi la két
hop nhiéu khung khac nhau dé dwa ra mot gidi phép toan dién.

Target market assessment framework
Save note
Khung Déanh Gia Thi tre&ng Muc tiéu trong Quyét dinh Tham nhap Thi tredng
Bai viét nay cung cAp mot phan tich hoc thuat vé Khung Déanh gia Thi trwdng Muc tiéu (Target Market
Assessment Framework), mot cong cu nén tang va thiét yéu trong viéc dwa ra cac quyét dinh "Di/Khong
di" (Go/No-go) khi thadm nhap mot thi tredng m&i hodc ra mat mot sdn pham mdi.
1. Gi®i thiéu va Muc tiéu ctia Khung
Danh gia thi trw&ng muc tiéu 13 mOt qua trinh nghién clru toan dién nham xac dinh xem viéc dau tw
ngudn lwc (tién bac, thoi gian) vao mot thi truéng mdi c6 dang gia hay khong. Khung nay dworc cAu
tric xoay quanh ba tru cot chinh:
1. Bi canh Cau (Demand Landscape): Phan tich phia khach hang.
2. BOi canh Cung (Supply Landscape): Phan tich phia déi tht canh tranh.
3. Co hoi Thi trwdng (Market Opportunity): Danh gia quy mo va tiém nang cla thj trudng.
Mac dU mot phan tich chi tiét véi day di cac cau hdi c6 thé phi hop hon cho mot dw &n tw van thuc
té, viéc ndm virng cAu tric va cac cau hdi cbt 16i van cwe ky quan trong trong cac bubi phdng van tinh
huéng (case interview).
2. Phan Tich B6i canh Cau (Demand Landscape - The Customer)
Tru cOt nay tap trung vao viéc hiéu sau sdc khach hang muc tiéu. Cac khia canh can phan tich bao gdm:
e Chan dung va Hanh vi Khach hang (Customer Personas & Behavior):

o Khai niém: Phan loai khach hang dwa trén cac ddc diém hanh vi, vi du: khach hang tra
gia cao (high-paying), khach hang nhay cdm vé gia (value customers), hodc khach hang
tap trung vao chat lvong.

o Muc tiéu: Xac dinh cac phan khic khach hang chinh cho san pham (vi du: nwéce riva
tay).

e "Diém dau" va Nhu cAu Chwa dwoc Dap (rng (Pain Points & Unmet Needs):

o "Diém dau": Nhirng thach thlrc hodc vAn d& ma khach hang dang gdp phai.

o Nhu cau Chwa dwore Pap tpng: Cac nhu cAu tiém an (latent needs) hodc nhirng nhu
cAu ma thi tredng hién tai chwa gidi quyét triét dé. Day 13 mot ngudn co hdi quan
trong.

e Murc tiéu thu va "Thi phén trong Vi" (Volume, Value Consumption & Share of Wallet):

o "Thi phan trong Vi" (Share of Wallet): La ty |& chi tiéu ciia mdt khach hang danh cho

cong ty clia ban so v&i tdng chi tiéu clia ho cho mdt danh muc sén phdm/dich vu nhéat



dinh. Vi du, néu khach hang chi 100 ddng cho cac sdn pham lién quan va chi chi 5 ddng
cho ban, tiém néng tang "thi phan trong vi" |2 rat I&n.

e MUrc dd San long Chi tra (Wllllngness to Pay - WTP): Danh gia s6 tién tdi da ma khach hang sin
sang trd cho san pham. Day 12 mot yéu td quan trong sé dwoc thao luan sau hon trong Khung
Dinh gia dwa trén Gia tri (Value-based Pricing).

e Hanh trinh Mua hang (Purchase Journey):

o Phan tich cac diém tiép xuc (touchpoints), cac bén lién quan, cac kénh mua hang
(online/offline).

o Xac dinh cac tiéu chi mua hang (purchase criteria) va cac don bay khac biét héa (levers
of differentiation) ma khach hang st dung dé Iwa chon.

e Sw Gan b6 ctia Khach hang (Customer Stickiness): Xac dinh xem khach hang trung thanh voi
thwong hiéu (brand-sticky) hay v&i sdn pham (product-sticky).

3. Phan Tich BOi canh Cung (Supply Landscape - The Competitors)
Tru cOt nay tap trung vao viéc hiéu rd mai trwdng canh tranh.

e So’do Canh tranh va Mlrc d6 Phan manh:

o Xac dinh tAt ca cac dbi thl canh tranh.

o Danh gia xem thi tr&ng 13 tp trung (vai 6ng I&n) hay phan manh (nhiéu ngwdi choi
nho).

o Phan tich thi phan cla tirng dbi thu.

e Thuec tién va Dich vu ctia Déi thu:

o Ho ban hang, gi® chan va thu hat khach hang nhw thé nao?

o Mtrc do thdm nhép cla ho theo dia ly va theo tirng phan khic khich hang 1a bao nhiéu?

o Dinh vi gid tri (value proposition) cla ho 13 gi?

o Phan hdi clia khach hang vé ho ra sao?

Lwru y: Trong mOt budi phdng van tinh hudng, viéc cé dworc cau tra 16 chi tiét cho tat ca cac cau hdi nay
c6 thé khé khan. Tuy nhién, cac cau hdi vé thwong hiéu, mirc dd phan manh thi triedng, va thi phan la
nhi¥ng thong tin cdt I18i cAn dworc khai thac.

4. Danh Gla Co hdi Thi trwdng (Market Opportunlty)

Tru cOt cubi cuing 1a dinh lwong quy md va tiém néng cla thi trudng.

e Quy mo Thj trwwd’ng (Market Sizing):

o Khai niém: La tdng sb khach hang tiém néng san sang mua san pham, dwoc quy ddi
thanh gia tri hodc s lwong.

o Phan khic: Quy mé thi tr&ng nén dwoc chia nhd theo cac phan khdc san pham, chan
dung khach hang va dia Iy dé cé cai nhin chi tiét hon.

o Phworng phap: Thudng st dung phwong phap wéce tinh tlr dwdi lén (bottom-up
guesstimate). Viéc nay cé thé bién mdt phan cla tinh hudng tham nhap thi trwedng
thanh mot bai toan wéc tinh (guesstimate case).

e CiacDOng lwc va Rao can (Drivers & Barriers):

o Xacdinh cac yéu t thuc day téng trwdng trong twong lai.

o Nhan dién céc rao can cé thé ngdn can sw phat trién cla thi trwdng.

5. Tong Ho'p va Ra Quyét Dinh "Di/Khéng di"
Sau khi d3 phan tich ca ba tru cdt, budc cudi cung 12 tdng ho'p tat ca cac thong tin dé dwa ra mot quyét
dinh cé co s0.

e Tiéu chiDanh gia:

1. T phia Cau: C6 t6n tai nhirng nhu cau chwa dwoc dap (ng ma sdn pham cla cong ty
c6 thé gidi quyét khong?



2. Tip phia Cung: Moi triedng canh tranh cé qua khdc liét khdng? C6 nhibng "khodng
trédng" ma cac dbi thl hién tai chwa khai thac khong?
3. T phia Co’ h6i: Quy mé thi trdng cé dl I&n va hdp dan dé bién minh cho viéc dau tw
khong?
Néu ciu tra 10 cho cd ba cau hdi trén déu 13 "C6", thi quyét dinh "Di" (Go) la hop ly. Kh| trinh bay
khuyén nghi, diéu quan trong I phai dé cap dén ca ba khia canh nay dé chirng minh rang quyét dinh
dwoc dwa ra dwa trén mot phén tich toan dién.
Két Luan
Khung Danh gia Thi trwdng Muc tiéu cung cAp mdt 16 trinh c6 cAu trdc va logic dé bién mot cau hdi
chién lwoc phlJ’c tap ("Chung ta c6 nén vao thi tru’0’ng nay khong?") thanh mot loat cac phan tich co thé
quan ly dwoc. Bang cach xem xét mot cach cé hé thong ca ba khia canh Cau, Cung, va Co hdi, khung
nay dam bao rang quyet dinh cudi cung khéng chi dwa trén cdm tinh ma con dwa trén bang chlrng va
d@ liéu virng chac. Y nghia thuwc tién cla néd |1a gidm thiéu rui ro va tdng kha ndng thanh cong khi thuwc
hién cac bwdc di chién lwoc quan trong nhw tham nhap mot thi trdng méi.
Bai Hoc Hanh Pong (Actionable Takeaways)
1. Tw duy theo ba tru cot: Ludn phan tich thj trw&ng qua ba l&ng kinh: Khach hang (Cau), Dbi thu
(Cung), va Quy mo (Co hbi).
2. Tim kiém nhu ciu chwa dworc dap tpng: Day 13 chia khéa dé xac dinh xem mdt sén phdm mai
c6 co hbi thanh cong hay khéng.
3. Hiéu rd "thj phan trong vi": Day 12 mot chi sd quan trong dé danh gia tiém nang ting truwdng
v&i khach hang hién tai va khach hang muc tiéu.
4. Dinh lwong co hdi: Ludn cd géng xac dinh quy mé thi tredng dé dadm bao rang phan thwdng
xtrng dang v&i rUi ro.
5. Chudn bi cho bai toan wérc tinh: Viéc tinh toan quy md thj tridng c6 thé yéu cau kj nang wéc
tinh (guesstlmate) hay luyén tap phUO’ng phap nay
6. Tong hop dé ra quyét dinh: Dam bao rang khuyén nghi cudi cling dworc cling ¢b bdi cac phan
tich tlr ca ba tru cOt.

“How to enter” framework
Cac Phwong Thirc Tham Nhap Thi trieéng va Cach Tiép Can
Sau khi hoan tat viéc danh gia thi trwdng muc tiéu, buwdce tiép theo trong chién lwoc tham nhap thi
triedng 13 trd 10 cau hdi "Lam thé nao dé tham nhap?" (How to Enter?). Bai viét nay s& phan tich cac
phwong thirc tham nhap thi tredng phd bién va di sau vao quy trinh thiét 1ap hoat ddng "Greenfield".
1. Cac Phwrong Thirc Tham Nhap Thi trwdng Pho Bién
C6 bdn phwong thire chinh ma mot td chire cé thé st dung dé tién vao mot thi trwdng dia ly mai:
1. Dau tw "Brownfield" (Brownfield Investment) / Mua lai (Acquisitions):
o Khai niém: Mua lai mot cong ty muc tiéu d3 co s8n trén thj trwedng.
o Khung phan tich lién quan: Yéu cau st dung Khung Sap nhap & Mua lai (M&A
Framework) dé danh gia tinh kha thi va tiém néng cla thwong vu.
2. Thiét 1ap Hoat ddng "Greenfield" (Greenfield Operations):
o Khai niém: Tw minh xdy dwng toan bd hoat ddng kinh doanh ttr d4u tai thi trwéng muc
tiéu, tlr viéc thanh 1ap phap nhan dén xay dwng nha may va hé théng phan phdi.
3. Lién doanh (Joint Venture - JV):
o Khainiém: Hop tac v&i mot cong ty dia phwong dé thanh 1ap mot phap nhan méi. Ty
1& s& hiru thwdng 13 51-49, trong d6 dbi tac dia phwong ndm gitk phan I&n cd phan dé
tan dung Igi thé am hiéu thj trwdng.



o M@ hinh hop tac: Thwdng cé s phan chia vai tro rd rang. Vi du, cong ty toan ciu cung
cAp cong nghé, trong khi cong ty dia phwong phu trach san xuat va phan phéi.

o Wu diém: Day [a mot cach tham nhap thi trwdng nhanh chéng va hiéu quad hon.

4. Thué ngoai (Outsourcing):

o Khai niém: Twong tw nhw "Greenfield", nhwng toan bd qua trinh thiét 1ap va van hanh
ban dau dwoc giao cho mot bén thtr ba (vi du: mdt cong ty tw van dia phwong).

o Quy trinh: Bén thi¥ ba sé thiét 1ap va diéu hanh doanh nghiép trong mot khodng thoi
gian nhat dinh (vi du: 6-8 thang) cho dén khi hoat ddng &n dinh, sau d6 ban giao lai cho
cong ty me.

2. Cac Yéu T6 Can Can Nhac Khi Lwra Chon Phworng Thirc
Viéc Ia chon phwong thirc tham nhap phu hop phu thudc vao hai yéu td chinh:
1. Phan tich Kinh té (Economic Analysis):

o Danh gid co hoi thj trwdng tdng thé so v&i chi phi dau tw cho m&i phwong thirc.

o Tinh toan bién Igi nhuan dw kién dé xac dinh phwong an nao mang lai hiéu qua tai
chinh tt nhéat.

2. Tinh Kha thi vé Van hanh (Operational Feasibility):

o Xem xét cac rao can vé quy dinh, phap ly khi thiét 1ap chui gia tri.

o Trong nhirng thi trirdng co rao can phap ly cao, Lién doanh (JV) thudng la Iwa chon wu
tién vi d6i tac dia phwong cé thé hd tro viro't qua cac tré ngai nay va day nhanh qua
trinh thwec thi.

3. Di sau vao Hoat ddng "Greenfield": Quy trinh Trién khai tir A dén Z
Thiét 1ap hoat ddng "Greenfield" 1 mOt quy trinh phirc tap, doi hdi mot ké hoach chi tiét va cé ciu
trdc. Quy trinh nay bao gdm céc bwdrc sau:

1. Thiét ké Ké hoach Kinh doanh (Business Case):

o Xay dwng mot ké hoach tang truwdng chi tiét trong 5 ndm, bao gdm dw bao vé san
lwong, gid ban, chi phi, k& hoach tuyén dung, va mlrc dau tw can thiét. Day la viéc tao
ra mOt "ban thiét ké&" tdng thé cho hoat ddng kinh doanh tai thj trudng mai.

2. Xac dinh Thi trwong Thi diém (Pilot City/Region):

o Chon mdt thanh phd hodc khu ve cu thé dé trién khai y twdng ban dau trwdc khi mé

rong ra toan qudc.
3. Cung cap Hd tre’ Van hanh:

o Nghién ctPu Cung-Cau: Phan tich chi tiét ddng Iwc cung va cAu tai thi tredng thi diém.

o Tuyén dung: Thwc hién tat ca cic hoat ddng tuyén dung can thiét.

o Thiét |ap Kénh Phan phéi:

= Xac dinh cac kénh ban hang (online/offline).
= Lwa chon céc dbi tac kénh, nha phan phéi.

«  Thiét 1ap cAu tric chiét khAu (margin structure) cho cac nha phan phbi.

o

Dinh gia: Xac dinh chién lwoc gid cho sdn phAm tai thi tru&ng nay.
Marketing va Nang cao Nhan thirc:

@]

«  Lén ké hoach céc sang kién marketing nhw sw kién Iwu ddng (roadshows), chién
dich xay dwng thwong hiéu.
»  Xac dinh céach thirc "ra mat" (go live) sdn pham.
o Héthéng B‘éo cao Quan tri: Thiét 1ap quy trinh bao cdo tlr ddi ngii dia phwong cho ddi
ngl toan cau.
4. M® rong quy md (Scale-up):



o Sau khi mé hinh thi diém thanh cong, 13p lai quy trinh ("playbook") nay & cac thanh phd
va khu vire khac dé xay dwng mot ké hoach mé rdng toan dién.
Lweu y: Quy trinh nay cling dwoc dp dung twong tw trong tred'ng ho'p Thué ngoai (Outsourcing), chi
khac la ngw&i thwe hién la mbt bén thir ba.
4. B6i Canh trong Phong Van Tinh Hudng (Case Interview)
Trong mAt budi phdng van tinh hudng, viéc Iwa chon phwong thirc thdm nhap can ¢ sw nhay bén:
e Céac lwa chon wa thich: Thwdng thi Lién doanh (JV) hodc Mua lai (Acquisition) |a nhirng cau tra
I&i dwo'c mong doi hon vi ching thé hién sw can nhac vé tdc dd va hiéu qua.
e Khi nao dé xuat "Greenfield": Mac du it dwo'c wa chudng hon, "Greenfield" van 1a mot Iwa
chon hop 1€ va nén dwoc néu ra.
o Khidé xuét "Greenfield", diéu quan trong 1a phai trinh bay chi tiét cac bwdc trién khai
nhw d3 néu & trén dé thé hién sw hiéu biét sau sac.
o Nguwoi phong van cé thé chi dong dinh hwdng cau trd 11 vé phia "Greenfield" néu bdi
canh cho thay cong ty khong mudn chia sé cdng nghé (loai trtr JV) hodc khéng quan
tam dén tang trwdng vé co (loai trir M&A).
Két Luan
Viéc Ia chon phwong thirc thadm nhap thi trdng 1a mot quyét dinh chién lwoc quan trong, doi hdi sw
can bang gilba phan tich kinh té va tinh kha thi v& van hanh. M&i phwong thirc - Mua lai, Greenfield,
Lién doanh, va Thué ngoai - déu cé nhirng wu va nhwoc diém riéng, phu hop véi cac bdi cdnh khéc
nhau. Trong dé, viéc tw thiét 1ap hoat ddng "Greenfield" |3 mot con dwdng phirc tap nhng mang lai
sw kiém soat toi da. Hiéu rd quy trinh chi tiét dé trién khai "Greenfield" khdng chi can thiét cho cac dw
an thue té ma con 1a mot cach dé thé hién tw duy c6 clu truc va chiéu sau trong cac budi phdng van
tinh huOng.

Case example

Chién Lwoc Tham Nhap Thi Tru’o’ng oTT cho mot Hang Phim Tollywood

Bai viét nay phan tich mét tinh huong tw van chién lworc, trong d6 mét hang san xuat phim I&n tai
Andhra Pradesh, chuyén vé phim Tollywood, dang xem xét viéc ra mat nén tang OTT (Over-the-Top) cla
riéng minh. Qua trinh phan tich di tr viéc xac dinh muc tiéu, danh gia thi tredng, dén viéc dwa ra
khuyen nghi cudi cung vé phU’O’ng thtrc tham nhép.

1. B&i Canh va Xac Pinh Van Dé Chién Lworc

1.1. Bi canh Ban dau

e Khach hang: Mot hing san xuat phim hang dau cé tru s& tai Andhra Pradesh, chuyén san xuat
phim Tollywood (tiéng Telugu).

e Van dé: Danh gia tinh kha thi clia viéc ra mat mdt nén tang OTT riéng dé Iwu tri va phat hanh
phim cla hang.

e Cau hoi cot 15i: Liéu cong ty c6 nén thue hién ddng thai nay hay khong?

1.2. Qua trinh Lam r6 Pham vi
Qué trinh phan tich dwoc bat dau bang mot loat cac cau hdi lam ré dé xac dinh chinh xac pham vi va
muc tiéu cla dv éan:

e NOi dung: Ban dau, nén tang s& tap trung vao phim Tollywood do chinh hing sdn xuat,
nhwng dé ngé kha nang Iwu trik phim va series truyén hinh tir cac hing khac dé [am phong
phd thw vién ndi dung.

e Doi twong Khan gia: Muc tiéu chinh |a cdng ddng néi tiéng Telugu & Andhra Pradesh va
Telangana. Khong cé s phan khuc cu thé theo do tudi hay thé loai; hdng phim s& hiru mot thw
vién ndi dung da dang.

e Muc tiéu Chinh (North Star Metric): Ddng Iwc chinh dang sau dw n nay la tang doanh thu.
H3ng phim nhan thay rang doanh thu dang bi that thoat do vi pham ban quyén sau khi phim



r&i rap. MOt nén tang OTT riéng dwoc xem 13 mot kénh dé tiép tuc khai thac gia tri thwong mai
cla cac b6 phim.

Dinh vi Gia: Khach hang mong mudn mot nén tang than thién v&i ngan sach

(budget-friendly) va c6 mlrc gia hdp dan, phu hop vdi thi trudng khu vire, twong tw nhw Aha
hodc JioTV thay vi phan khic cao cdp nhw Netflix.

2. Xay Dwng Khung Phan Tich
Sau khi da hi€u rd bOi cdnh, nha phan tich d3 dé xuat mot khung phan tich toan dién, bao gom ba tru
cOt chinh dé dwa ra quyét dinh "Di/Khong di":

1.

2.
3.

Strc hap dan clia Thj triwdng (Market Attractiveness): Danh gia quy mé thj trwdng, tiém néng
tang triwdng, mrc dO canh tranh va cac xu huwdng hién hanh.

Tinh Kha thi vé Tai chinh (Financial Viability): Phan tich Igi nhuan tiém nang cla dw &n.

Tinh Kha thi vé Van hanh (Operational Viability): Danh gia cac yéu té nhw quy dinh phap ly,
ngudn Iwc s@n c6 va nang lwc cdng nghé clia cong ty.

Cach tiép can nay dwoc chAp thuan, védi trong tam ban dau dwoc dat vao viéc wée tinh quy mé thi
truong.

3. Phan Tich Chuyén Sau: Danh Gia Strc Hap Dan Thi Trwd'ng

3.1. Uéc tinh Quy mé Thi trrd’ng (Market Sizing) - Phwrorng phap Top-Down

MOt phwong phap wdc tinh tlr trén xudng (top-down) d3 dwoc st dung dé xac dinh sb lwong ngwdi
dung tiém nang:

1.

5.

TOng Dan s6 Muc tiéu: Dan sb néi tiéng Telugu tai Andhra Pradesh va Telangana duorc gid dinh
Ia 15 crore (150 triéu) ngwoi.
Chuyén ddi sang Ho gia dinh: Do théi quen chia s€ tai khodn, dan sé dwoc quy dbi thanh sb hod
gia dinh. V&i gid dinh trung binh 5 ngw®i/hd gia dinh, tong s ho gia dinh 13 3 crore (30 triéu).
Phan khuc theo Thu nhap: Cac hd gia dinh dwoc phan khic theo mirc thu nhap dé xac dinh kha
nang chi tra:
o Thu nhap Thap: 40%
o Thu nh@p Trung binh: 40%
o Thunhap Cao: 20%
o =>Tbng so hd gia dinh c6 kha néng chi tra (loai bd nhém thu nhap thap) 13 2.4 crore
(24 triéu).
Ap dung Ty 1& Tham nhap: Hai yéu t6 dwoc xem xét dé xac dinh thi trudng thuc té:
o Nhan thirc (Awareness): Vi vi thé 13 mot hang phim 16, ty 18 nhan thire duoc gid
dinh 1 rat cao, & mUrc 80%.
o Tylé Chap nhan (Adoption Rate): Do thj trrdng cé tinh canh tranh cao v&i sw hién
dién cla cac d6i th nhw Aha, SonyLIV, ZEES5, Hotstar va Netflix, ty 1& chdp nhan duoc
wac tinh mot cach than trong & mirc 40%.
$6 lwong Ngwoi dung Tiém néng:
o 2.4 crore (ho gia dinh) * 80% (nhan thirc) * 40% (ch&p nhan) = 0.77 crore (77 lakh hay
7.7 triéu) tai khoan tra phi.

3.2. Phan tich va Chién lwoc Dinh gia

Phworng phap luan: Dinh gid dwa trén chi phi (cost-based) dwoc cho la khéng phu hop véi
nganh cong ngh&/OTT. Thay vao d6, dinh gia dwa trén ddi tha canh tranh
(competitor-based) va dinh gia dwa trén gia tri (value-based) dwoc Iwa chon.
Phan tich So sanh (Benchmarking):

o Phan khic cao cap: Netflix (khodng T499/thang).

o Phan khic trung cap: Disney+ Hotstar (khodng ¥150/thang).

o Truyén hinh Cap truyén thong: Khodng ¥10-320/kénh.
Ly luan Dinh gia:



o OTT mang lai sw linh hoat va trai nghiém khéng quang cdo, do dé mirc gia phai cao hon
truyén hinh cap.

o La mot ngwdi choi m&i va nhdm dén phan khic dai ching (80% 13 ho gia dinh thu nhap
thap va trung binh), mirc gid cAn phai c6 tinh canh tranh cao.

e Mupc gia Dé xuat: T50/thang. M(rc gia nay dworc coi 1a hop Iy, twong dwong khodng
Z600/ndm, nam & phan khic gia thap cla thj trwdng OTT, cao hon truyén hinh cap nhwng thap
hon dang k& so v&i cac 6ng 16n.

3.3. Téng hop Doanh thu Tiém nang
Dwa trén cac phan tich trén, doanh thu hang ndm tiém ndng dwoc tinh toan:
e Doanh thu hang ndm = 77 lakh (tai khoan) x 50 (m6i thang) x 12 (thang) = ¥462 crore.
Con s6 nay dwoc danh gia 1a rat hap dan va 1a co s& dé dwa ra quyét dinh "Di" (Go).
4. Xay Dwng LO Trinh Tham Nhap va Khuyen Nghl Cubi cung
Sau khi xac dinh thi tredng 13 hAp dan, cau hoi tiép theo 13 "Lam thé nao dé tham nhap?".
4.1. Panh gia cac Phwong thirc Tham nhap
Ba phwong thirc tham nhap d3 dwoc dé xuat:

1. Greenfield: Tw xay dwng nén tang tlr diu, dau tw manh vao ngudn lwc IT.

2. Mua lai (Acquisition): Mua lai mot nén tang OTT khu virc hién c6 (vi du: Aha).

3. Thué ngoai (Outsourcing): Hop tac v&i mdt cong ty IT uy tin dé phat trién va van hanh nén
tang.

4.2. Khuyén nghi Chién lworc
Sau khi phan tich wu va nhwoc diém cla tlrng phwong an, mot khuyén nghi cudi cing d3 dwoc dwa ra:

e Loai trir Greenfield: Nang lwc cot I6i clia khach hang 13 s@n xuat ndi dung, khdng phai céng
nghé. Viéc tw xay dwng mdt nén téng IT phlrc tap s& rat rli ro va khong cé gi d&m bao thanh
cong.

e Loai trir Outsourcing: Phwong an nay sé lam gidm quyén kiém soat cla hing phim ddi vdi nén
tang, moOt yéu td quan trong khi ho mudn trinh bay ndi dung clia minh theo mdt cach cu thé.

e Lwa chon T6i wu: Mua lai (Acquisition):

o Kiém soat: Cho phép hang phim toan quyén kiém soat nén tang.
o San cé: C6 ngay mOt nén tang d3 dwoc ngwdi dung yéu thich vé giao dién va trai

nghiém.
o TOc dd: Cho phép nhanh chéng day ndi dung clia minh 1&n mdt nén tang d3 cé san
ngwOi dung.
Khuyén nghi cudi cling 13 theo dudi chién Iwgc mua lai mdt nén tang OTT hién c6 v&i mot chi phi
hop Iy.
Két Luan

Tinh huéng nay minh hoa mot quy trinh tw van chién Iwgc toan dién, két hop gilra phan tich dinh
lvong (wdc tinh thi tried'ng, dinh gia) va phén tich dinh tinh (danh gia phu’0’ng thipc tham nhép) Quyét
dinh khdéng chi dwa trén quy mo thi trU’O’ng hap dan ma con phai xem xét dén nang lwc cot 1i cla
doanh nghiép. Mac du doanh thu tiém nang la rat I&n, viéc nhan ra rang thé manh clia khach hang
nam & ndi dung chy khong phai cong nghé la yeu t6 then chét dan dén khuyen nghi mua lai thay vi tw
xay du’ng Diéu nay cho thay mot chién lwgc tham nhép thj tredng thanh cdng doi hdi sw tw nhan thirc
sau sac vé diém manh, diém yéu clia td chirc dé Iwa chon con dwéng phit ho'p nhét.
Bai Hoc Hanh Pong (Actionable Takeaways)
1. Bat dau bang viéc lam ré muc tidu: Ludn xac dinh muc tiéu kinh doanh cbt I8 (vi du: téng
doanh thu) d& dinh hwdng toan bo phan tich.
2. Phan tach bai toan thj trwwdng: S& dung phwong phap top-down cé ciu tric dé wéc tinh quy
ma thi trwdng, bat dAu tir dan s va ap dung cac bd loc logic (hd gia dinh, thu nhap, ty 1& chap
nhan).



3. Str dung so sanh dé dinh gia: Benchmarking v&i cac dbi thl canh tranh va cac san pham thay
thé (nhw truyén hinh cap) 12 mot phwong phap hiéu qua dé xac dinh mdt khodng gia hop Iy.

4. Lién két chién lworc v&i nding Iwc cot 16i: Phirong thirc tham nhap thi trwdng phai phu hop v&i
thé manh cla cong ty; dirng cb gang xay dwng nhirng gi ban cé thé mua néu né khong phai 13
chuyén mén cla ban.

5. Danh gia toan dién cac Iwa chon: Trwdc khi dwa ra khuyén nghi cudi cling, hay trinh bay cac
phwong an khac nhau va gidi thich mot cach logic ly do tai sao cadc phwong an khac bj loai trir.

Market Entry Cases

Market entry cases are a recurring theme in the management consulting interview process. This is
because consultants will frequently deal with market entry when working on real projects — which in
turn means they are likely to base interview case studies on recent market entry work.

Releasing new products and entering new markets is fundamental to growing any business over time.
Thus, CEOs across all sectors will be consistently confronted with market-entry issues - many of which
then prove complex enough to mean bringing in the consultants!

Read More\

Pricing strategy

What is a pricing related business problem?

1. Gi®i Thiéu vé Van Pé Pinh Gia

1.1. Pinh nghia va Muc tiéu

MOt vAn dé kinh doanh vé& dinh gid (pricing case) c6 muc tiéu cbt 13i 13 xac dinh phwong phap luan
(methodology) dé dat gia cho mot sén phdm hodc dich vu. D6i twong can dinh gia c6 thé 1a mot san
pham hoan toan m&i, mang tinh séang tao ddt pha, hodc mdt san pham cl d3 tOn tai trén thi trwdng.
Quy trinh gidi quyét mot van dé dinh gia doi hdi phai:

1. Xac dinh muc tiéu clia cdng ty: Muc tiéu 13 ti da héa o7 nhuan hay chiém Iinh thj phan?

2. Hiéu rd san phadm va méi trrd’ng thj tre&ng: Phan tich cac dac tinh cla san pham va bdi canh
canh tranh, cé thé st dung cac cong cu nhw Khung 3Cs va Tinh hinh Kinh doanh.

3. Ap dung phwong phap ludn dinh gia phu hop.

1.2. B6i canh ng dung: Mot Van dé Doc 1ap hay Tich hop?
Cac van dé vé dinh gia hiém khi ton tai mot cach biét 1ap. Thwdng thi, ching 1a mot tap hop con
(subset) clia mOt van dé kinh doanh I&n hon:

e Trong Khung L¥i nhudn: Khi phan tich khia canh doanh thu (Revenue = Price x Volume), néu
"Gia" dwoc xac dinh 1a mot yéu t6 can xem xét sau hon, Khung Dinh gia sé dworc 4p dung dé
gidi quyét.

e Trong Khung Tham nhéap Thij trwwdng: Sau khi quyét dinh "Di" (Go) vao mét thj trudng mdi, cau
hdi tiép theo thwdrng 3 "Nén tham nhap & mirc gia nao?". Day chinh 13 luc Khung Dinh gia phat
huy vai tro.

Tuy nhién, trong mot s trwdng hop, ngwdi phdng van c6 thé dwa ra mot tinh hudng dinh gia doc 1ap
dé danh gia trwe tiép kha ndng phan tich cla (ng vién.

2. Cac Yéu T6 Nén Tang va Cau Hoi Ban Dau

Trwde khi ap dung bat ky phuong phap nao, can phai hidu rd cac théng s6 nén téng:

e Mupc d0 San long Chi tra (Willingness to Pay - WTP): 54 tién tdi da ma mot khach hang san
sang bd ra cho mot sén pham. Day 13 mot khai niém cbt 18i, dc biét trong phwong phap dinh
gia dwa trén gia tri.
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e Chi phi Co’ hdi (Opportunity Cost): Gia tri ma khach hang mat di néu ho khong s& hiru san
pham.
Nhirng thong sd nay khong phai ldc nao cling c6 sdn. Do d6, ngwdi phan tich cAn phai séang tao ra
cac chi s6 dai dién (proxies) dé wdc tinh ching mot cach hop Iy.
3. Phan Loai cac Van Dé Pinh Gia qua Vi Du Minh Hoa
Céc van dé dinh gia c6 thé dwgrc chia thanh hai loai chinh, dwa trén ban chat clia sdn pham:
3.1. Pinh gia cho San pham Sang tao, Dot pha (Pricing for Innovative Products)
Day 13 nhibng san phdm hoan toan ma&i, chwa tlrng c6 tién 1€ trén thi trwdng.
e Vidu 1: MOt cong ty dién tl phat minh ra mot loai bong dén cé thé chay sang trong 500 ndm
ma khéng bao gi® hdng.
e Vidu 2: Mdt cd may van chuyén cé thé dwa ngwdi dung dén bat ky dau trén thé gidi chi trong
5 phut.
e Thach thirc: Khé khan I&n nhét 13 khéng cé mot tiéu chudn tham chiéu (benchmark) nao dé so
sanh. Khong cé dbi thd canh tranh truc tiép, khong cé mirc gia thi trwdng hién hiru.
e Cach tiép can:
1. Séng tao: Doi hdi tw duy sang tao dé xac dinh gia tri ma sdn phadm mang lai.
2. Wdrc tinh (Guesstimate): SIr dung cac phwong phap wéc tinh dé dy bao san lwong
tiém nang ma thi tredng cé thé hap thu.
3. Phan tich Chi phi: Xay dwng mdt mé hinh chi phi dé san xuét va phan phdi san pham.
4. TOng hop: Két hop cac yéu tb trén dé dwa ra mot mire gid ly tuwdng.
Ma3c du c6 vé phirc tap, nhirng tinh hudng nay hoan toan cé thé gidi quyét dwoc bang cach 4p dung
mOt quy trinh phan tich cé cAu trac.
3.2. Dinh gia cho San pham Hién hiru trén Thi tredng (Pricing for Existing Products)
Day la nhi*ng san pham hodc dich vu d3 quen thudc va cé cac ddi thl canh tranh trén thi trwdng.
e Vidu 1: MOt nha mang vién thong An Do 18n ké hoach ra méat goi cwdc 5G méi.
e Vidu 2: MOt nha thiu xay dwng can xac dinh gia ban cho cac can hd trong mot khu chung cw
mai tai Kolkata.
e Théch thirc: Thach thirc & day khong phai 1a tao ra modt mirc gia tlr con s6 khong, ma 13 dinh vi
mUrc gia d6 mot cach chién lwgce trong bdi canh thi trdng hién tai.
e Cach tiép can: Qua trinh nay twong d6i dé dang hon vi c6 rat nhiéu di¥ liéu tham chiéu:
o Gia cla dbi thl canh tranh.
o Cac tiéu chuan cla nganh.
o Sw ky vong cla khach hang.
Két Luan
Binh gia khéng chi don thuan 1a viéc 4n dinh mOt con s6, ma 1a mot quy trinh chién lwgc doi hdi sy
thAu hiéu sau sic vé muc tiéu clia cdng ty, gid tri clla sdn phAm va ddng Iwc cla thi trwdng. Viéc nhan
biét dwoc sdn pham dang can dinh gia thudc loai nao - séng tao ddt pha hay hién hiru trén thj trwdng -
1a bwdc dAu tién va quan trong nhat, vi né sé quyét dinh toan bd phwong phap luan dwoc 4p dung sau
do.
Thong diép trong tam 13 dinh giad 1a mot don bay chién Iwo'c manh mé, c6 thé ton tai nhw mot phan
clia mOt bai toan kinh doanh I&n hon hodc nhw mot thach thire ddc 1ap. N&m vikng cac phwong phap
dinh gia va kha ndng ap dung linh hoat cho tirng bdi cAnh a mot k§ ndng thiét yéu dbi véi bat ky nha
tw van hay nha quan ly chién lwoc nao.

Pricing framework
Cac Phwong Phap Luan trong Khung Dinh Gia Chién Lworc



Bai viét nay cung cAp mdt phan tich hoc thuat chi tiét vé& ba phwong phap luan cbt 18i dworc st dung dé
gidi quyét cac van dé dinh gia: Dinh gia Dwa trén Gia tri, Dinh gia Chi phi Cong thém, va Dinh gia Dwa
trén Déi thd Canh tranh.

1. Gi®i Thiéu: Ba Phwrorng Phap Luan COt Lbi

Khung Dinh Gia (Pricing Framework) dwoc xdy dwng dwa trén ba phwong phép tiép can chinh, mi
phwong phép c6 mot triét ly va bdi cdnh 4p dung riéng:

1. Dinh gid Dwa trén Gia tri (Value-Based Pricing): Dat gid dwa trén gia tri cdm nhan ma san
phém mang lai cho khach hang.

2. Dinh gia Chi phi COng thém (Cost-Plus Pricing): D3t gia dwa trén tdng chi phi sdn xuat cOng v&i
mot khodn 107 nhuan mong mudn.

3. Dinh gia Dwa trén D6i thii Canh tranh (Competitor-Based Pricing): D&t gia dwa trén mirc gid
cla cac s3n pham twong tw trén thj trwdng.

2. Phan Tich Chi Tiét Cac Phwong Phap Dinh Gia

2.1. Phwong phap Dinh gia Dwa trén Gia tri (Value-Based Pricing)

Phwong phap nay tap trung vao khach hang va gia tri ma ho nhan dworc. Day la Iwa chon wu tién cho
cac san phAm sang tao, ddt pha hodc nhirng sdn pham gidi quyét dwoc cac
nhu-cau-chwa-dwgc-dap-trng (latent needs) clia thj trwdng.

Day |a mot quy trinh 13p di 1&p lai va doi hdi nghién clbu sdu rong:

1. Nghién ctpu Khach hang: Tién hanh khdo sat dé xac dinh cac "diém dau" (pain points) va
nhu-cau-chwa-dwgc-dap-trng trén thj tredng.

2. Chuyén dbi thanh Tinh ndng: "Dich" cic nhu cAu nay thanh cac tinh ndng cu thé cla san pham.

3. Phan loai Tinh nding: Chia céc tinh ndng thanh hai nhém: "bat budc phai c6"

(must-haves) va "c6 thi t6t" (good-to-haves).

4. Khao sat Dinh gia Ban dau: Quay lai v&i khach hang va héi ho sdn sang trd bao nhiéu cho mot
san pham cé day du cac tinh nding "bat budc phai c6". Khdo sat nay can cé c¢& mau I&n va dwa
ra mOt khodng gia dé xac dinh mirc gia Iy twdng.

5. Khao sat Dinh gia Tang dan: Thém 1an Iwot tirng tinh ndng "cé thi tdt" vao san pham va khao
sat xem mlc WTP cla khach hang tang 1&n bao nhiéu cho méi tinh ndng dwgc thém vao.

Phwong phap nay dinh gia san pham duwa trén chi phi ma khach hang cé thé tranh dwoc néu ho s& hiru
san pham do.

e Vidu: Dé dinh gia mot chiéc xe hoi cho dbi twong ngwdi di lam van phong, can phan tich chi
phi trung binh hang thang ho phai tra cho céc dich vu goi xe. Dwa trén di¥ li&u nay, cé thé xay
dwng mdt mo hinh kinh doanh dé xac dinh tai thdi diém nao viéc mua xe trd nén kinh té hon
so v&i viéc tiép tuc st dung dich vu goi xe.

Phwong phap nay ap dung cac nguyén tac kinh té co ban (twong tw nhw trong 5 Lwc lwong cla Porter):

e Cung thap, Cau cao: Quyén thwong Iwong cla khach hang thap, nha cung cap cé thé dat gia
cao (premium).

e Cung cao, Cau thap: Quyén thwong lwong clia khach hang cao, gia thuwdng phai dwoc ddt &
mUrc thap hon.

2.2. Phwong phap Dinh gia Chi ph| Cong thém (Cost-Plus Pricing)
Phwong phap nay tap trung vao yéu td ndi bd clia cong ty va ddm bdo Igi nhuan.

1. Xac dinh Chi phi: S dung Phan tich Chudi Gid tri dé xac dinh chinh xac chi phi ¢b dinh va chi phi
bién dbi.

2. Cong thipc: Diém hoa vdn (tinh theo don vi) = Chi phi €6 dinh / (Gia mdi don vi - Chi phi Bién
d6i mbi don vi).

3. Png dung "Tinh toan Ngworc": Dt ra mot muc tidu (vi du: dat diém hoa vdn sau 6 thang vdi
100 don vi sén phdm bén ra) va st dung cong thirc trén dé tinh ngworc lai mirc gia can thiét dé
dat dwoc muc tiéu dé.



Day 13 mot cach tiép can chi tiét hon:

1. TOng hop Chi phi m6i Porn vi: Liét ké tt ca cac chi phi trwe tiép va gian tiép dé tao ra mot don
vi san pham (vi du: s@n xuat, marketing, logistics, G&A). Gid s tdng chi phi 13 100 ddng.

2. Thiét 1ap Loi nhuan Muc tiéu: Xac dinh mot ty sudt loi nhuén rong muc tiéu (vi du: 15%).

3. Tinh toan Gia ban: D4t gia ban & mirc tdi thiéu 13 120 ddng dé dam bao duy tri dwoc ty suat
I@i nhuan 15%.

2.3. Phwong phap Dinh gia Dwa trén Doi thti Canh tranh (Competitor-Based Pricing)
Phuwong phap nay phu ho’p nhat cho cac san pham d3 tdn tai trén thi trw&ng va cé nhiéu san pham
twong tw dé tham chiéu.

e Nguyén tac "Twong dt‘“)ng hoac Chinh xac": Yéu t6 qguan trong nhat 13 chi so sanh céc san
pham twong dong hodc chinh xac. Vi du, khi so sanh dién thoai di ddng, cAn ddm bao rang cac
thong s ky thuat phai gibng nhau it nhat 95% dé c6 mot s so sanh cong bang.

1. Xac dinh Trong s6: Gan trong sb cho gia cia mbi dbi thd dwa trén thj phan va vi thé canh
tranh clia ho. Ddi thil cé thi phan 1&n hon sé ¢ trong sb cao hon.

2. LocDoi thu: Loai bd nhirng dbi thl khéng co cling vi thé canh tranh. Vi du, néu ban dang ra
mat mot chiéc dién thoai & phan khdc tAm trung, ban nén loai bd cac thwong hiéu cao cap
nhw Apple ra khdi phan tich so sanh.

3. Mdi Quan Hé Twong Quan va B6i Canh Ap Dung
Cac phwong phéap nay khong loai trlr 1An nhau ma thuwdng dworc st dung két hop dé dwa ra mot quyét
dinh dinh gia toan dién.

e B&icanh Ap dung:

o Value-Based: TOt nhat cho cac san phdm mdi, sang tao, noii gia tri cAm nhan cao va it
c6 déi thd canh tranh.

Competitor-Based: Tt nhat cho cic sdn pham hién hiru trong mdt thi tredng b3o hoa.
Cost-Plus: Déng vai trd 13 mot "bai kiém tra tham chiéu" (reference check) co’ ban
trong moi trwvd’ng hop.

e MGiquan hé:

o Sau khixac dinh m6t khodng giad dwa trén phwong phdp Value-Based hodc
Competitor-Based, can phai d6i chiéu v&i phwong phap Cost-Plus dé dam bao rang
mUrc gid d6 van dap (rng dwore ty suat Ioi nhuan rong muc tiéu. Néu khong, can phai
diéu chinh lai mirc gia.

o Canlwu y réng trong cac khdo sat WTP, khach hang cé xu hudng mudn trd it hon. Do
d6, viéc ludn theo ddi cAu trdc chi phi (Cost-Plus) Ia rat quan trong dé khong dat gia qua
thép

4. Hu’o’ng dan Ap dung trong Phong van Tinh huong (Case Interview)
Khi d6i mat v&i mot van dé dinh gid trong phong van:

1. Trinh bay caba phu’o’ng phap: Thé hlen sw hiéu biét toan dién vé cac Iwa chon.

2. HOi ngu’o’l phoéng van: Hoi xem ho mudn tap trung vao phu0’ng phap nao

3. Yéu cau Div liéu: Néu thiéu théng tin, hdy chti dong yéu cau cac di¥ liéu can thiét dé thwc hién
phan tich.

Két Luan

Khung Dinh Gia cung cAp mot bd cdng cu manh mé va linh hoat dé xac dinh murc gia t6i wu cho sén
pham. Khéng c6 mot phwong phap nao 1a hoan hdo duy nhat; sw thanh cong ndm & viéc Iwa chon va
két hop cac phwong phap mdt cach chién lworc, dwa trén ban chat clia san phdm va bdi canh thi
trdng. Trong khi Dinh gia Dwa trén Gia tri va D4i thd Canh tranh gitp dinh vi sdn pham trén thi
trdng, thi Dinh gia Chi phi Cong thém déng vai trod 13 nén tang khong thé thiéu, d@m bao tinh bén
viPng vé mat tai chinh cho doanh nghiép.




Case example
Pinh Gia va Panh Gia Tinh Kha Thi cho Dich Vu Trwc Thang NOi Db tai Delhi
Bai viét nay phan tich mot tinh hudng tw van chién lworc, trong d6 mdt nha cung cAp dich vu trie théng
(Heli Air) dang xem xét viéc ra mat dich vu van chuyén ndi dé tai Delhi. Qué trinh phan tich tap trung
vao hai cau hoi cdt 15i: "Lam thé nao dé dinh gia dich vu?" va "Day c6 phai la m6ét mé hinh kinh doanh
kha thi hay khéng?".
1. B&i Canh va Xac Pinh van Dé
1.1. BSi canh Ban dau
e Khach hang: Heli Air, mOt nha cung cp dich vu trwc thdng cao cap, d3 c6 kinh nghiém hoat
dodng tai cac thanh phd I&n nhw London, Paris va New York.
e Dich vu Dé xuat: Dich vu van chuyén bang trwc thdng gitra san bay Delhi va cac diém cudi cla
thanh phé.
e Ly do Chon Delhi: Cong ty nhan thay tiém nang tang trwdng I&n tai An D, dac biét Ia Delhi,
do dan sb ddng, tinh trang giao thong tac ngh&n nghiém trong, va vi tri san bay xa trung tam.
1.2. Phan tich Méi trwdng va Lovi thé Canh tranh
Thong qua cac cau hdi 1am rd, bdi cdnh canh tranh va loi thé clia dich vu d3 dworc xac dinh:
e Déi tha Canh tranh:
o Truwc tiép: Khong cé dbi thl canh tranh true tiép cung cAp dich vu trie thang cao cap
twong tw (like-to-like) tai Delhi.
o Gian tiép: Cac phwong thirc van chuyén hién cé nhuw taxi cong nghé (cab) va tau dién
ngém (metro).
e Lo thé Canh tranh C6t 16i (Value Proposition):
0. Tiét kiém Thi gian: Gidm thoi gian di chuyén xubng con cha dén mot nlra so v&i cac
phwong tién dwdng bo.
1. Trai nghiém Sang trong: Cung cAp mdt trai nghiém di chuyén cao cap va doc dao.
2. Xay Dwng Khung Phan Tich Dinh Gia
Dwa trén bbi canh, nha phan tich d3 dé xuat ba phwong phap dinh gia:
1. Dinh gia Dwa trén Chi phi (Cost-Based Pricing)
2. Dinh gia Dwa trén Ddi thu Canh tranh (Competitor-Based Pricing)
3. Dinh gia Dwa trén Gia tri (Value-Based Pricing)
Do khéng c6 dbi thi canh tranh trwc tiép, phwong phap Dinh giad Dwa trén P6i thi Canh tranh duoc
cho Ia kém phl hop. Do dd, cubc phan tich dwgc dinh hwdng tap trung vao hai phwong phap con lai,
bat dau bang Pinh gia Dwa trén Chi phi & xac dinh tinh kha thi co' ban ctia mé hinh kinh doanh.
3. Phan Tich Chuyén Sau: Dinh Gia Dwa Trén Chi Phi (Cost-Based Pricing)
Day 13 phan cbt I18i clia cudc phan tich, nhdm muc dich xac dinh mirc gia t6i thiéu can thiét dé doanh
nghiép dat diém hoa von.
3.1. Phan Tich CAu Truc Chi Phi (Cost Structure Analysis)
Chi phi dworc chia thanh hai loai: chi phi ¢ dinh va chi phi bién dbi.
e Chi phi C6 dinh (Fixed Costs) - Hang thang:
o Phithué truc thang (Lease Model): ¥16 lakh
o Phisan bay: ¥2 lakh
o Lwong nhan vién (tbng hop): T4 lakh
o Cac chi phi chung khac (overheads): ¥1 lakh
o =>Tong Chi phi C6 dinh: ¥23 lakh / thang
e Chi phi Bién dbi (Variable Costs):
o Thanh phan chinh: Nhién liéu.
o Mtrc tiéu thu nhién liéu: 60 lit / gi0.



o Gia nhién liéu tai Delhi: 75 / lit.
3.2. Wéc tinh Hoat Dong va Chi Phi Bién Doi
Dé tinh toan chi phi bién ddi, cac gia dinh vé tan suat hoat dong d3 dwoc dwa ra:

e Th&i gian m6i chuyén (khtr hoi): 2.5 gid (bao gdm thoi gian bay, thl tuc va thdi gian nghi).

e SO chuyén méi ngay: 4 chuyén.

e SO ngay hoat ddng moi thang: 25 ngay (loai trir th(r Ba va th(r Tw 1a nhiPng ngay cé lwong
khach ra san bay thap).

e TOng sO gi® bay moi thang: 4 chuyén/ngéy * 2.5 gio/chuyén (khte hdi) * 25 ngay = 250 gi®*
bay. Lwru y: Phén tich trong case co sw nhém 14n nhé, tuy nhién két qua cudi cung van nhét
quan Phén tich nay sé theo logic clia case dé dam bdo tinh chinh xdc so v0’/ nguon

° Tong Chi phi Bién dbi (Nhién liéu) - Hang thang: V&i 8 gid hoat ddng m&i ngay trong 25 ngay,
téng chi phi nhién liéu dwoc wéc tinh 13 T9 lakh / thang.

3.3. Tinh Toan Diém Hoa Von va Mirc Gia T6i Thiéu

e Téng Chi phi Hang thang (Doanh thu Hda vén): 223 lakh (CS dinh) + %9 lakh (Bién dbi) = ¥32
lakh / thang.
Tong s6 chuyén moi thang: 4 chuyén/ngay * 25 ngay = 100 chuyén.
Gia dinh vé Tai trong: M6i chuyén ch® 4 hanh khach (ty |& 1ap day 100%).
Tong s lwot khach m6i thang: 100 chuyén * 4 khach/chuyén = 400 lwot khach.

e Murc gia Hoa vOn Téi thiéu (m6i khach, moi chuyén): %32,00,000 / 400 lwgt khach = ¥8,000.
4. Phan Tich Tinh Kha Thi va Kiém Tra Tham Chiéu (Sanity Check)
MUrc gid hoa von 8,000 dwgc dem ra so sanh v&i cac phwong an thay thé dé kiém tra tinh hop ly va
kha thi trén thi trwdng.

e So sanh v&i Dich vu Trwc thang khac (Vaishno Devi):

o Dich vu nay cé gia ¥1,100 cho mdt chuyén bay 5 phdt.

o Ngoai suy cho mot chuyén bay 30 phut (th&i gian bay thue t& wdc tinh), mirc gid twong
dLPO’ng s& 12 €6,600. Con sb nay ndm trong cling mot khoadng gid tri, cho thay phép tinh
hoa von 1a hop Iy.

e So sanh v&i Dich vu Taxi Cong nghé (Uber/Cab):

o Chi phi cho mdt chuyén di twong ty bang taxi cong nghé 1a khodng Z800.

o MUc gia cla dich vu triee thang cao hon glp 10 1an.

e Phan tich Phan khic Khach hang:

o V&i mirc gia 8,000, di twong khach hang duy nhat cé kha ndng chi trd 1a nhém siéu
giau (truly elite).

o Tuy nhién, nhém khach hang nay rét cé thé da s& hiru phwong tién di chuyén ca nhan
(trwe thang hodc may bay riéng), lam cho thi trdng tiém ndng trd nén cwe ky nhd.

5. Khuyén Nghi Cudi Ciing

Dwa trén phan tich chi phi va so sanh thi tredng, két luan dwoc dwa ra la:

M6 hinh kinh doanh nay khéng kha thi vé mat tai chinh.

Mac du dich vu mang lai gia tri dang ké vé thoi gian va trai nghiém, mirce gia tdi thiéu can thiét dé hoa
vOn 13 qua cao va khong thé canh tranh dworc vdi cac phwrong an thay thé hién cé. Doanh nghiép sé
khong thé thu hut di lwgng khach hang can thiét dé duy tri hoat ddng mot cach bén vivng.

Két Luan

Tinh hubng nay 1a mét minh chirng dién hinh cho viéc 4p dung phwong phap Dinh gia Dwa trén Chi
phi nhi’ mot cdng cu sang loc tinh kha thi ban dau. Mac du mdt y tuwdng kinh doanh c6 thé cé mét lgi
thé canh tranh rd rang (gidi quyét van dé tic nghén giao théng), nhwng cAu truc chi phi van hanh cé
thé khién né tré nén phi thwe té. Bai hoc quan trong rdt ra 1a mot phan tich tai chinh cé cAu tric, bat
d4u tlr chi phi va diém hoa von, 13 mot budc di khong thé thiéu trude khi diu tw vao bat ky dw an nao,
dac biét 1a cac dw an tham dung vdn nhw dich vu hang khéng.



How To Set a Pricing Strategy Framework

Setting effective prices for the products or services your organization offers requires several
considerations. Additionally, establishing a successful pricing framework is essential for supporting
revenue growth and profitability. With the right pricing strategy, you can ensure your offerings meet
customer demand, beat competing businesses and boost sales and profit. In this article, we explore what
a pricing strategy framework is, what types of pricing frameworks to consider and how to create a pricing
strategy framework that drives sales and increases profits.

A pricing strategy framework is the method or model that businesses and organizations use to set the
best prices for their products and services. An effective pricing strategy can help your organization
maximize profits, boost shareholder value and meet changing customer demands. Within a pricing
framework, companies consider several key factors that allow them to determine prices that appeal to
customers and motivate them to purchase. Several key factors to consider when establishing a pricing
strategy include competitor prices, perceived value, consumer demand and overall sales and revenue
goals.

Read More

Growth strategy

What is a growth strategy business problem?

1. Binh NghTa va Muc Tiéu Cot Loi

MOt van dé chién lvoc téng trwdng phat sinh khi mot cong ty dat muc tiéu dat duwoc mot mlrc tang
trwdng cu thé (vi du: X% vao nam Y). Vai tro clia nha tw van trong trr&ng ho'p nay bao gom ba nhiém
vu chinh:

1. Thiét |ap Muc tiéu R6 rang: Thdng nhat va |am rd cac muc tiéu tang trwdng cu thé véi khach
hang.

2. Xac dinh cac Tru cot Tang truwdng: Nhan dién cac "don bay" hodc "tru cot" (levers/pillars of
growth) chinh cé thé gitp cong ty dat dwoc muc tiéu.

3. Dé xuét Sang kién: Dwa ra cac sang kién cu thé va mot 10 trinh hanh ddng dé trién khai cac tru
cOt tang trwdng dé.

2. Cac Thuat Ngi¥ Lién Quan va Bién Thé clia Van bé
Cac van dé ting trwdng cé thé dwoc dién dat dwdi nhiéu hinh thirc khac nhau, nhng vé& ban chét,
ching déu quy vé cung mot gbce ré.

e Tang Thi phan (Increasing Market Share): Day 13 mot tlr ddng nghia phd bién. Mot cong ty
khong thé tang thi phan ma khong tang triedng (gid st quy mé thi trwedng khong déi). Do do,
khi mOt cdng ty mudn tang thi phan, ho thuc chat dang néi vé mot bai todn tang trwdng.

e Xac dinh Co’ hdi M&i (New Opportunity Identification): Thuat nglr nay dm chi viéc tim kiém
cdc tru cOt tang tru’c’yng ma&i.

e Phén tich Khoang trang (White Space Analy5|s) Day la mot dang phan tich 16 héng (gap
analysis). N6 bao gom viéc xem xét cdc san pham kénh phan ph0| khu virc dia ly, va phan khuc
khach hang hién tai dé tim ra nhirng noi cé mlrc dd tham nhap thap hodc hoat ddng kém hiéu
qud. Nhirng "khodng trang" nay chinh 13 co’ hdi dé thac day tang trwdng.

3. Phan Loai cac Hinh Thirc Tang Tre&ng
Tang trwdng c6 thé dwoc chia thanh hai loai chinh, mbi loai lai cé nhikng con dwdng riéng.
3.1. Tang trwdng Vo co’ (Inorganic Growth)
e Dinh nghia: Tang trwdng thong qua céc hoat ddng bén ngoai.
e Phwong thirc: Chli yéu thong qua Sap nhap & Mua lai (Mergers & Acquisitions - M&A).
Lwru y: PhAn nay s& dwoc thdo luln chi tiét trong cac bai hoc sau.
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3.2. Tang trwdng Hiru co’ (Organic Growth)
Day |a trong tam chinh cla cac van dé chién lwoc ting trwdng. Tang trwdng hiku co' |a viéc phat trién
tlr chinh ndi tai cla doanh nghiép.

e Cic Don bay Tang trwdng Hiku co:

o Khai thac Hé thdng Hién cé: THi u hoa cac sdn pham, khach hang, kénh phan phdi, va
dia ban hién tai.

o Xay dwng Hé thong M&i: M& rOng sang cac san phdm mai, phan khuc khach hang mdi,
kénh phan phéi m&i, hodc dia ban méi.

e Tang trrdng théng qua cac Linh v Lién ké (Adjacencies):

o Dinh nghia: M& rOng sang mot linh viwe kinh doanh hoan toan khac nhwng cé sw lién
quan nhét dinh.

o Vidu: Viéc Zomato (mdt cong ty giao dd &n) mua lai Blinkit (mdt cong ty giao hang tap
héa nhanh). Day 13 mdt bwdc di vao mot don vi kinh doanh lién k&, khong truc tiép lién
quan dén mang ct 16i ban dau.

4. Cach Tiép Can va Moi Quan Hé v&i cac Khung Khac
4.1. Cach Tiép can Ban dau
Khi d6i mat v&i mot van dé tang trLPO’ng, cac bwdc dau tién bao gdm:

1. Hiéurd Cong ty: St dung cac yeu t6 tlr Khung 3Cs va Tinh hinh Kinh doanh dé c6 mdt cai nhin
tong quan, cAp cao vé tinh hinh "hién tai" cla cong ty.

2. Thiét 1ap Muc tiéu Cu thé: Nhw d3 dé cap, viéc xac dinh cac muc tiéu rd rang |a cwe ky quan
trong. Can lam ré:

o Khung Thi gian: Téng trwdng ngan han (trong ndm), trung han (2-3 ndm), hay dai han
(5 n@m)?

o Chisd Do lwdng: Cac con sb cu thé 1a gi? (Vi du: téng t 1000 crore |én 1500 crore
trong 3 nam).

4.2. M6i quan hé vé&i Khung Loi Nhudn

e Sw Twong dong: Khung Chién lwgc Tang trudng cé nhiéu diém twong ddng véi Phan tich Khia
canh Doanh thu trong Khung Loi nhudn. Ca hai déu xem xét cac yéu t6 nhw sén pham, khach
hang, kénh phan phdi, v.v.

e Sw Khac biét: Khung Tang trwdng doi hdi mot mirc dO phan tich sdu hon va chi tiét hon (more
granularities). Cac cau hdi thdm do, phan tich va khuyén nghi sé & cap dd cao hon va doi hdi sy
sang tao nhiéu hon, d&c biét 1a khi d& xuét cac kénh hodc phan khic mdi. Do d6, khi dbi mat
v&i mot van dé "tang doanh thu", viéc st dung Khung Tang trwdng thwdng dwoc wu tién hon
vi n6 bao quat va sau sac hon.

5. Cac Vi Du Minh Hoa vé Van Dé Tang Trwdng

e Vidu1:Doi pho v&i D6i thi M&i (Nha san xuat thang may)

o Van dé: Mot dbi thtl mdi dang chiém l4y thi phan

o Ban chat: Mdc du dwgrc trinh bay nhw mot van dé vé canh tranh, cbt 16i clia n6 1a mot
van dé tang trwdng. Cong ty can phai téng trwdng dé bao vé va gianh lai thj phan.

e Vidu 2: Tang trwdng Dw&i Mirc Trung binh Nganh (Nha san xuat xe hai banh)

o Van dé: Cong ty tang trwdng 4-5% trong khi nganh tang trwdng 9-10%.

o Ban chat: Day 1a mot tredng hop kinh dién vé hiéu sudt kém. Phan tich can di sau vao
viéc so sanh hoat dong clia cdng ty v&i toan nganh dé xac dinh cac "16 hdng" va Iy do tai
sao cong ty khong bat kip dwoc da téng trwdng chung.

e Vidu 3: Chién lwoc Tang trwdng Trung han (Flipkart)

o Van dé: Xay dwng chién lwoc téng trwdng cho 3-5 ndm tdi.

o Diém nhan: Tl khoa "trung han" 13 mOt tin hiéu quan trong dé& nha phan tich phai lam
ré ngay lap tlrc vé khung thdi gian va cac muc tiéu sb cu thé.



e Vidu 4: Tang Doanh thu (Céng ty bao chi qudc gia)

o Van dé: Mot yéu cau "ting doanh thu" don gian.

o Ban chat: Nhw d3 phan tich, day 13 mot van dé cé thé dworc gidi quyét bang ca Phan
tich Doanh thu (trong Khung Lei nhuén) va Khung Tang triwdng. Tuy nhién, Khung Tang
trwdng sé cung cAp mot gidi phap toan dién va chi tiét hon.

Két Luan

Cac van dé chién lvoc ting trwdng 1a trong tdm cla tw van quan Iy, doi hdi mot sw két hop githa tw
duy phan tich c6 cAu tric va sw sang tao. Viéc nhan dién dung ban chat cla van dé, du né dworc dién
dat dwdi hinh thirc nao (tdng thi phan, d6i phd canh tranh), 1a bwdc dAu tién va quan trong nhat.
Khung Tang trwdng, v&i st tap trung vao cac don bay hibu co’ va cac linh vire lién ké, cung cap mot 16
trinh manh mé dé xac dinh cac co hdi va xay dwng mot ké hoach hanh dong cu thé. Mac du cé sw
twong ddng v&i cac khung khac, né doi hdi mot mire dd phan tich sau sdc hon, bién né thanh mot cong
cu wu viét dé gidi quyét cac thach thirc phirc tap vé tang trudng.

Growth framework (1/2)
1. Nén Tang ctia Khung: Ma Tran 4x2
BAt ky mot khung chién lwgc téng trwdng hiéu qud nao cling phai duwoc xay dung dwa trén mot ma
tran nén tang, d@m bao tinh toan dién trong phan tich. Ma tran nay bao gdm:
e BOnN Tru cOt Tang trrdng (Rows):
1. San pham (Products)
2. Khach hang (Customers)
3. Kénh phan phdi (Channels)
4. Dia ban (Geography)
e Hai Trang thai (Columns):
1. Hién hiru (Existing)
2. MO0Oi(New)
Sw két ho'p clia bdn tru cdt va hai trang thai nay tao ra mot ma tran 8 6. Muc tiéu cla viéc xay dwng
mot khung téng trdng 1a dé dam bdo rang tat cd 8 6 nay déu dwoc xem xét, gilip xac dinh tat ca cac
co’ hoi tang tridng tiém nang.
2. Cac Bién Thé ctia Khung Chién Lworc Tang Trudng
Dwa trén ma tran nén tang, c6 thé xay dwng nhiéu bién thé clia khung ting trwdng, tly thudc vao viéc
Ira chon yéu t6 nao lam "truc xoay" (pivot) chinh.
2.1. Bién Thé 1: Khung LAy Khach hang lam Truc xoay
Day 1a mot cach tiép can phd bién, bat dau tlr cdng thirc doanh thu co ban va lay khach hang lam diém
xuat phat cho toan bod phan tich.
e Cong thipc Nén tang: Tang trwdng Doanh thu = Tang (Doanh thu/Ngwdi dung) x Tang (56
lweng Nguwdi dung).
e Muc tiéu: Tang "thi phan trong vi" (share of wallet) clia khach hang hién tai.
e CicDon bay:
o Téng Doanh thu/Giao dich: Bang cach ting gia (doi hdi 4p dung Khung Dinh gia).
o Téang SO lwong Giao dich/Ngwi dung:

«  Ban chéo (Cross-selling): Ban cac san pham khac cho cung mdt khach hang.

«  Ban thém (Up-selling): Khuyén khich khach hang mua phién ban cao cip hon
clia san pham.

«  Chworng trinh Khach hang Than thiét (Loyalty Programs): Thuc day hanh vi
mua hang lap lai.



«  Giam gia va Géi san pham (Discounts & Bundling): Tao ra cac wu d3i dé ting
gia tri don hang.
e Muc tiéu: M& rong co s& khach hang.
e CicDon bay:
o Tai Thi triro’ng Hién hiru (Existing Markets):
«  V&iSan pham Hién hiru:
«  Thém céc kénh phan phdi m&i (vi du: kénh online néu tridc day chi co
offline).
= Tang cwOng nhan thirc thwong hi€u thong qua marketing.
«  V&i San pham Mé&i:
«  Xac dinh va nham dén cac phan khuc khach hang mai.

«  Trién khai cac chién dich marketing m&i cho sa&n phdm méi.
o TaiThi trwdng M&i (New Markets):
«  V&i San pham Hién hiru:
«  Tan dung cac kénh phan phdi hién cé dé dwa san phdm vao thi trwdng
mai.
«  Diéu chinh cac nd Iwc marketing cho phit ho'p v&i thj trdng méi.
«  V&i San pham Mé&i:
« M0t lan nira, nhdm dén cac phan khic khach hang m&i va trién khai
cac chién dich marketing pht hop.
Ltru y: Trong mOt bubi phdng van tinh huOng, sau khi trinh bay khung nay, nha phan tich cé thé hoi
ngr®i phong van deé loai trlr cdc nhanh khéng phu hop (vi du: cdng ty khdng muOn ra mat san pham
m@i), ttr dé thu hep pham vi va tap trung vao cac sang kién phu hop nhat.
2.2. Bién Thé 2: Khung Da Tru cdt (Ap dung cho Phong thi nghi@ém Chan doan)
Bién thé nay khéng chi tap trung vao mot truc xoay duy nhat ma xem xét dong th&i nhiéu tru cot tang
trwdng.
e BaTru cOt chinh:

1. Khéach hang Hién hiru (Existing Customers)

2. Khach hang M&i (New Customers)

3. Céc Linh virc Lién ké (Business Adjacencies)

e Cong thirc Panh gia: Phan tich dwa trén cong thirc SO Iwrong Khach hang x Chi tiéu/Nam x SO
nam.

o (SO lworng Khach hang x Chi tiéu/Nam): Phan dnh "thi phan trong vi". Tang bang cach
ban chéo, ban thém, chwong trinh khach hang than thiét.

o SO nam: Phan anh Gia tri Vong d&i Khach hang (Customer Lifetime Value - LTV). Tang
bang céch cai thién ty |€ gilr chan (retention), giam ty 1€ rOi bd (churn), va thu hat lai
cac khach hang cd.

e CacDon bay:

o M® rong BPia ban: Tham nhap céc khu vie dia ly méi.

o Khai thac K&nh phan ph6i M&i: Tim kiém cac kénh m&i dé thu hat khach hang (vi du:
trong nganh chan doén, d6 c6 thé 1a dich vu 14y mau tai nha hodc kénh online).



e Muc tiéu: M& rdng ra ngoai pham vi kinh doanh cbt 15i.
e CicDon bay:

o Lam sau Danh muc San pham (Deeper Product Portfolio): Phan tich danh muc san
pham hién c¢, xac dinh cac "khodng tréng" va bd sung cac sdn phAm mdi trong cling
mo&t nganh hang (vi du: thém cac loai banh quy m&i).

o Cac Danh muc San pham Lién ké (Adjacent Product Categories): M& rong sang mot
nganh hang hoan toan m&i nhwng cé lién quan (vi du: Zomato va Blinkit).

o Cac Mbd hinh Kinh doanh M&i (New Business Models): Thir nghiém céc cach thirc kinh
doanh hoan toan md&i (vi du: Zomato Legends, cho phép ddt mén &n ti cac thanh phd
khac).

3. Nguyén Tac Kiém Tra Tinh Toan Ven cla Khung

Bat ké bién thé nao dwoc st dung, diéu quan trong |a phai d@m bao rang né bao quat tat ca 8 6 trong
ma tran 4x2 ban dau (San pham, Khach hang, Kénh, Dia ban x Hién hiu, M0’|) Day [a mot cach "kiém
tra" nhanh dé xac nhan rang khung phan tich 13 toan dién va khéng bd sét bat ky co hdi tang trivdng
tiém ndng nao.

Két Luan

Khung Chién lwgc Tang truwdng khdng phai la mot cong thire clng nhdc ma 1a mot tap ho'p cac nguyén
tac va don bay cé thé dwoc cAu truc theo nhiéu cach khac nhau. Nén tang clia moi khung tang trudng
hiéu qua |a Ma tran 4x2, dam bao sw bao quat toan dién cac co’ hdi. DU dwoc xay dwng theo cach lay
khach hang lam trung tdm hay theo cach tiép can da tru cdt, muc tiéu cudi cung van 13 xac dinh mot
cach c6 hé thdng tat ca cac con dwdng tiém nang dé thuc day tang trwdng hiru co. Viéc ndm virng cac
bién thé nay va kha nang tly chinh ching cho tirng bdi cAnh cu thé 1a mot ki nang thiét yéu trong tw
van chién luoc.

Growth framework (2/2)
1. Nén Tang cla Khung Ma Tran 4x2
Bat ky mo&t khung chién lwoc tang trrdng hiéu quad nado cling phai duoc xay dwng dwa trén mOt ma
tran nén tang, dam bdo tinh toan dién trong phan tich. Ma trén nay bao gom
e BOnN Tru cOt Tang trrdng (Rows):
1. San pham (Products)
2. Khach hang (Customers)
3. Kénh phan phdi (Channels)
4. Dia ban (Geography)
e Hai Trang thai (Columns):
1. Hién hiru (Existing)
2. MO0&i(New)
Sw két hop clia bdn tru cOt va hai trang thai nay tao ra mot ma tran 8 6. Muc tiéu clia viéc xay dwng
mot khung téng truwdng 13 dé ddm bao rang tat ca 8 6 nay déu dwoc xem xét, gitip xac dinh tat ca cac
co hoi tang trirdng tiém nang.
2. Cac Bién Thé ctia Khung Chién Lwoc Tang Truwdng
Dwa trén ma tran nén tang, c6 thé xay dwng nhiéu bién thé cla khung ting trwdng, tly thudc vao viéc
Iwra chon yéu t6 nao lam "truc xoay" (pivot) chinh.
2.1.Bién Thé 1: Khung Lay Khach hang lam Truc xoay
Day la mot cach tiép can phd bién, bat dau tr cong thirc doanh thu co ban va Iy khach hang lam diém
xuat phét cho toan b phan tich.
e Muc tiéu: M& rong co s& khach hang.
e CicDon bay:
o Tai Thi trwrong Hién hiru (Existing Markets):




«  V&i San pham Hién hiru:
«  Thém céc kénh phan phbi m&i (vi du: kénh online néu trwdc day chi cé
offline).
= Tang cwdng nhan thirc thwong hiéu thong qua marketing.
»  V&iSan pham Mé&i:
«  Xac dinh va nhdm dén cac phan khuc khach hang mai.

«  Trién khai cac chién dich marketing m&i cho sdn phdm mai.
o TaiThi trwrdng M&i (New Markets):
«  V&i San pham Hién hivu:
«  Tan dung cac kénh phan phdi hién c6 dé dwa san pham vao thi trudng
mai.
«  Diéu chinh cac nd lwc marketing cho phit ho'p v&i thi trwdng mai.
«  V&i San pham Méi:
« MOt lan niPa, nham dén cac phan khic khach hang m&i va trién khai
cac chién dich marketing phu hop.
Ltru y: Trong mét budi phdng van tinh huéng, sau khi trinh bay khung nay, nha phén tich c6 thé hoi
ngw®i phong van dé loai trt cac nhanh khong phu hgp (V| du: cong ty khong mudn ra mat san pham
m@i), ttr dé thu hep pham vi va tap trung vao cac sang kién phu hgp nhat.
2.2. Bién Thé 2: Khung Da Tru cdt (Ap dung cho Phong thi nghiém Chan doan)
Bién thé nay khang chi tap trung vao mot truc xoay duy nhat ma xem xét déng thdi nhiéu tru cot tang
truedng.
e BaTru cft chinh:

1. Khach hang Hién hiru (Existing Customers)

2. Khach hang M&i (New Customers)

3. Céac Linh vic Lién ké (Business Adjacencies)

e Cong thirc Panh gia: Phan tich dwa trén cong thirc S6 Iwong Khach hang x Chi tiéu/Nam x S6
nam.

o (SO lwong Khach hang x Chi tiéu/Nam): Phan anh "thi phan trong vi" (share of wallet).
T&ng bang cach ban chéo (cross-selling), ban thém (up-selling), chwong trinh khach
hang than thiét.

o SO nam: Phan 4nh Gia tri Vong d&i Khach hang (Customer Lifetime Value - LTV). Tang
bang cach cai thién ty & gilr chan (retention), gidm ty 1& r&i bd (churn), va thu hat lai
cac khach hang cd.

e CéacDon bay:

o M® rong BPia ban: Thdm nhap céc khu virc dia ly m&i.

o Khai thac K&nh phan ph6i M&i: Tim kiém cac kénh m&i dé thu hat khach hang (vi duy:
trong nganh chan doén, d6 cé thé 1a dich vu 1dy mAu tai nha hodc kénh online).

Muc tiéu: M& rdng ra ngoai pham vi kinh doanh cot 13i.
Cac Pon bay:

o Lam sdu Danh muc San pham (Deeper Product Portfolio): Phan tich danh muc san
pham hién c6, xac dinh cac "khodng trong" va bd sung cac sdn phdm mdi trong cung
mo&t nganh hang (vi du: thém céc loai banh quy maoi).



o Cac Danh muc San pham Lién ké (Adjacent Product Categories): M& rong sang mot
nganh hang hoan toan m&i nhwng cé lién quan (vi du: Zomato va Blinkit).

o Cac Mbd hinh Kinh doanh M&i (New Business Models): Thir nghiém céc cach thirc kinh
doanh hoan toan m&i (vi du: Zomato Legends, cho phép d&t mén 8n ti cac thanh phd
khac).

3. Nguyén Tac Kiém Tra Tinh Toan Ven clia Khung

BAt ké bién thé nao dworc st dung, diéu quan trong 1a phai ddm bdo rang né bao quét tt ca 8 6 trong
ma tran 4x2 ban dau (San pham, Khach hang, Kénh, Dia ban x Hién hiru, M&i). Day 1a mot cach "kiém
tra" nhanh d& xac nhan réng khung phan tich 13 toan dién va khong bo sét bat ky co hdi tang trudng
tiém nang nao.

Két Luan

Khung Chién lworc Tang tFU’O’ng khéng phai la moét cong thirc clrng nhac ma 13 mot t&p hop cac nguyén
tac va don bay 6 thé dwoc cAu truc theo nhiéu cach khac nhau. Nén tang clla moi khung tang tru’0’ng
hiéu qua |a Ma tran 4x2, d@m bao s bao quat toan dién céc co’ hoi. Du dU’O’C xay dwng theo cach Iay
khach hang lam trung tam hay theo cach tlep can da tru cot, muc tiéu cudi cung van la xac dlnh mot
cach co hé thong tAt ca cac con dudng tiém nang dé thuc day tang triedng hiru co. Viée nam virng cac
bién thé nay va khé nang tuy chinh ching cho tirng bbi cdnh cu thé 1a mot ky nang thiét yeu trong tw
van chién lwoec.

Case example
Xay Dwng Chién Lwoc Tang Tru’o’ng cho mot Thu’o’ng Hiéu Jeans tai Thi trird'ng My
Bai viét nay phan tich mét tinh huong tw van chién luorc, trong dé mot céng ty sdn xuat quan Jeans tai
MY tim kiém cac gidi phap dé thuc day téng trwdng doanh thu. Qua trinh phan tich di qua nhiéu giai
doan, ttr viéc danh gia céc lwa chon tang trwdng hibu co, xay du’ng chién lwoc ra méat thwong hiéu
m&i, dén viéc xem xét kha nang tham nhap thi trwdng quoc té.
1. B&i Canh va Xac Pinh van Dé
1.1. Bi canh Ban dau
e Khach hang: Mot cong ty kinh doanh hang may méc, cu thé 13 nha sdn xuét quan jeans, ¢ tru
s@ tai My.
e Muc tiéu Cot 18i: Tang doanh thu (day Ia muc tiéu duy nhat).
1.2. Phan tich Vi thé ctia Khach hang (Product, Price, Position)
Thong qua cac cau hdi 1am rd, vi thé clia khach hang trén thj trwdrng d3 dwoc xac dinh:
e San pham & Gia (Product & Price): Nha san xuat quan jeans phan khc gia tam trung
(mid-priced), duwoc biét dén v&i chat Iwong tot & mirc gia phai ching.
e Vi thé (Position): Hoat ddng trong mdt thi treng phan manh (fragmented) v&i s canh tranh
tlr c@ phan khuc gia ré hon va cao cAp hon. Mdc di vay, khach hang van 13 mot trong top 5
ngw®i cho’i trong nganh.
2. Xay Dwng L6 Trinh Tang Trwdng Ban Dau
Dwa trén bdi cdnh thi tredng phan manh, hai con dwdng téng trwdng chinh d3 dwoc xac dinh:
1. Tang trrdng Vb co (Inorganic Growth): Thong qua mua lai (acquisition) cac di thi khac.
2. Tang trwdng Hiru co’ (Organic Growth):
o Tang Doanh thu trén mdi Khach hang (Increase Revenue per Customer): Khién khach
hang hién tai chi tiéu nhiéu hon.
o M® rong Co sé& Khach hang (Widen Customer Base): Thu hdt khach hang maoi.
Theo dinh huwéng clia tinh hudng, cudc phan tich tap trung hoan toan vao Tang trwdng Hivu co.
3. Phan Tich Chuyén Sau: Cic Don Bay Tang Trwdng Hivu Co’
3.1. Don bay 1: Tang Doanh thu trén moi Khach hang (Bi loai bd)



e Cicy twdng ban dau:
o Té&ng tan sudt mua hang bang cach gidm vong d&i sdn pham (bi loai bd ngay lap ttc vi
mau thuan v&i dinh vi "chat lwong").
o Cac chién thuat khac nhw gidm gia, chwong trinh khach hang than thiét, ban chéo
(cross-selling).
e Két qua: Cacy twdng nay khong dworc theo dudi, cho thay c6 thé ching khéng At dot pha hodc
khong pht hop v&i chién lwoc dai han. Cudc phan tich chuyén sang don bay th( hai.
3.2. Pon bay 2: Thu hit Khach hang M&i - Ra mat Thwong hiéu Hang sang
Day 13 bwdc ngodt clia cudc phan tich, dé xuat mot hwdng di tdo bao va chién lwoc.
e Y twdng COt I16i: Ra mat mot thwong hiéu con (sub-brand) m&i nhdm vao phan khic hang
sang (luxury).
e Lyluan:
o Tan dung vi thé 1a mot thwong hiéu d3 cé uy tin.
o Khai thac m6t phan khic khach hang mai, cé kha nang chi tra cao.
o Thwong hiéu m&i sé hoat ddng dwdi cling mot cong ty me dé duy tri tinh than cot 15i
(ethos) vé s tan tam va ddc ddo, tranh gdy nham 1an cho khach hang.
4. Xay Dwng Chién Lwoc Ra Mat cho Thwong Hiéu Hang Sang
4.1. Chién Iwoc Phan ph6i: Omni-channel (Pa kénh)
e Lwa chon: M6t chién lwoc da kénh dwoc dé xuét dé co thé linh hoat thtr nghiém va danh gia
hiéu qua.
e Trong tam ban dau: Tap trung vao kénh Trwc tiép dén Ngwei tiéu dung (D2C -
Direct-to-Consumer).
o Lydo:

«  Tan dung cac clra hang hién cé clia thwong hiéu tAm trung.
= Mang lai bién |gi nhuan cao hon.

«  Cho phép kiém soat chi phi t6t hon.
4.2. Cic Yéu t6 Thanh cong Then chét cho Thwong hiéu Hang sang DPa kénh
Ba tru cdt chinh dworc xac dinh dé ddm bao sw thanh cong cla viéc ra mat:
1. Théng diép Thwong hiéu (Brand Messaging):
o Tap trung vao Trai nghiém va Tinh Ddc ddo: Khach hang hang sang tim kiém trai
nghiém va sw chan thurc.
o Stpdung Ké chuyén Hiéu qua (Effective Storytelling): Chia s& cdu chuyé&n vé nhirng
ngrdi tho thi cong, hanh trinh tao ra sdn pham dé xay dwng sw két ndi cdm xuc.
2. DAau tw vao Cong nghé:
o Tan dung Dir liéu Ngwi tidu dung: Phan tich di¥ liéu tlr kénh D2C d& hiéu xu huéng,
ttr d6 diéu chinh hoat ddng san xuat va phan phéi.
o Muc tiéu: Cai thién thi gian quay vong san phdm (turnaround time), ban hang nhanh
hon va nhan dwoc phan hdi tét hon.
3. Dich vu Khach hang Xuat sac:
o Tao Trai nghiém Cao cap: Dich vu phai twong xtrng v&i dinh vi thwong hiéu.
o Tan dung cac Tiéu chudn Nganh:

«  BOPIS (Buy Online, Pick-up In Store): Mua tric tuyén, nhan tai clra hang.

= BORIS (Buy Online, Return In Store): Mua trwc tuyén, trd hang tai cra hang.

o Muc tiéu: Tang cwdng s tin twdng va thuln tién cho khach hang.
5. Phan Tich M& ROng: Tham Nhap Thi trrd’ng Trung Quoc



Cudc thao luan chuyén sang mot huéng tang trwdng khac: md rong dia ly sang Trung Qudc.
5.1. Cac Tiéu chi Danh gia Ban dau
B&n yéu td dwoc dwa ra dé danh gia tinh kha thi cla viéc tham nhap:
1. Quy mo thitrwdng.
2. Thai dd clia ngwdi tiéu dung dbi v&i quan jeans (yéu t6 van hoéa).
3. Kha nang chi tra cla khach hang.
4. MUrc d0 dé dang trong viéc thiét 1ap hé théng san xuat/phan phdi.
5.2. Cic R3o can va Thach thirc Tiém ning (Bottlenecks)
1. Phap Iy: Kho khan trong viéc xin gidy phép.
2. Canh tranh: S hién dién CCIa cac dbi thl canh tranh san xuat chi phi thap tai dia phwong.
3. Dinh gia: Do chénh léch vé strc mua twong du’omg (purchasing power parity), thuwong hiéu tam
trung clia My c6 thé bi coi la dat dé tai Trung Quéc.
4. Bién lgi nhuan: Viéc phal giam gla ban dé canh tranh cé thé anh hwdng dén Igi nhuan.
5.3. Dé xuat Chién lwoc: Chuyen San xuat sang Trung Quoc
e Y twdng: Thanh lap mOt nha méy san xuat mai tai Trung Qubc dé phuc vu thi triedng nay.
e Lo ich Chién lworc:

1. Tham nhap Thi treéng Dia phwong: Chi phi sdn xuat thap hon tai Trung Qudc cho
phép cong ty ra mat mot dong san pham ré ho'n ma van duy tri bién Igi nhuan. Diéu
nay gitp danh bai déi thu canh tranh (undercutting the competition) va dat duoc
doanh sb cao hon.

2. TOi wu hoéa Chi phi Toan ciu: Viéc chuyén mot phan san xuét sang Trung Qudc cling c6
thé gidp gidm gia thanh tai thi trwdng M hién tai, tlr d6 téng kha nang canh tranh va
lo'i nhudn trén toan cau.

Két Luan

Tinh hudng nay minh hoa mot quy trinh tw duy chién lwoc da tang, di ti viéc xac dinh cac don bay tdng
trwdng co ban dén viéc xay dwng cac ké hoach chi tiét cho cac sang kién phirc tap. Hai con dwdng tang
trwdng chinh d3 dwoc kham pha: 1am sau thi tredng hién tai bang cach ra mat thwong hiéu

m¢&i va m® rong dia ly sang mot thi trird’ng moi.

Thong diép trong tdm 13 tang trirdng khdng phai 1a m6t hanh dOng don 1€, ma 1a mot tap hop céc
quyét dinh chién Iwoc c6 lién két chat ché. Viéc ra mat mot thwong hiéu hang sang doi hdi sw dau tw
ddng bo vao thong diép, cong nghé va dich vu. Twong tw, viéc tham nhap modt thi trwdng méi nhw
Trung Qudc khdng chi 1a mot quyét dinh vé ban hang, ma con lién quan dén cac quyét dinh chién lworc
vé san xuat va dinh gid d& ddm bao thanh cong bén virng.

Growth Strategy: Definition, Example, Framework & Types
A growth strategy helps an organization plan for expansion, enter a new market, or launch a new product
portfolio. This strategy brings the organization more revenue and increases its presence in new or
existing markets. New product launches, diversification, strategic alliances, mergers, and acquisition are
a few examples of growth strategies.
According to the Ansoff Matrix, growth strategies can be classified into four categories:
Product Development Strategy
Market Development Strategy
Market Penetration Strategy
e Diversification Strategy
Read More
Read More



https://parsadi.com/growth-strategy/
https://www.hackingthecaseinterview.com/pages/growth-strategy-case-interview

Mergers & Acquisitions (M&A)
What is a M&A business problem?
Cac Van Dé Mua ban va Sap nhap (M&A) trong Chién Lworc Tang Trwdng V6 Co’
Bai viét nay cung cAp mdt phan tich hoc thuat chi tiét vé cac vAn d& Mua ban va Sap nhap (M&A), tap
trung vao dinh nghia céc loai giao dich, b6i cAnh (ng dung M&A nhw mOt phwong tién ting trwdng vo
o, va cac yéu td quan trong can xem xét trong qua trinh phan tich.
1. Téng Quan vé Cac Loai Giao Dich Doanh Nghiép
Trwdc khi di sdu vao M&A, can phan biét cac loai giao dich chinh thwdng dién ra trong thé gidi kinh
doanh:

1. Sap nhap (Merger):

o Dinh nghia: Hai cong ty hién hiru ho'p nhat dé tao thanh mdt thue thé phép Iy hoan
toan mai, thwdng 13 két qua clia sy hop tac binh dang (vi du: 50-50).

o Muc tiéu: Gianh thi phan, m& rdng sang thi trudng mdi, hop nhat cac sdn phadm bd
sung.

o Vidu: Hop nhat Time Warner va AOL (d3 xay ra tl [au).

2. Mua lai (Acquisition):

o Dinh nghia: M&t cong ty mua lai toan bd hodc mot phan (don vi kinh doanh chién lwoc
- SBU) clla mdt coéng ty khac.

o Két qua: Cong ty bi mua lai tré thanh mdt phan cla cdng ty me; thue thé phép Iy cla
cong ty me van duy tri.

o Muc tiéu: Tang thi phan, c6 dwoc cac san phadm hodc dich vu chuyén biét (niche
offerings) md&i, gia tang tai s&n kinh doanh.

o Vidu: Dell mua lai EMC vao nam 2015.

3. Chao ban C6 phiéu Lan dau ra Céng chiing (IPO - Initial Public Offering):

o Dinh nghia: M&t cong ty tw nhan |an dau tién phat hanh cb phiéu ra cong ching, tré
thanh céng ty dai chdng.

o Déac diém: Khong cé sw thay dbi vé& thure thé phép Iy hay tai san clia cong ty, chi cd sw
thay doi vé& cAu truc s& hivu cd phan.

o Vidu: Alibaba niém yét cong khai vao thang 9 ndm 2014.

4. Thoai vOn (Divestment):

o Dinh nghia: B4n mot phan kinh doanh. C6 thé 13 tach ra (carve-out) hodc cb phan héa
(spin-off).

o Vidu: Reliance Industries tach mang kinh doanh Jio Finance thanh mot thwc thé doc 1ap
va niém yét IPO. Trong mot spin-off, mdt phan cla cong ty I&n dwoce tach ra thanh mot
phdp nhan ma&i.

5. Lién doanh va Lién minh (Joint Ventures & Alliances):

o Dinh nghia: Hai cong ty hop tac chia s& ngudn lwc hodc co s& ha tang, thudng duwdi
dang mot thuc thé mai vdi ty 1& s& hiru chung (vi du: 51-49 hodc 50-50).

o Dac diém: Cac cong ty tham gia van duy tri sw tdn tai doc lap.

o Vidu: Lién doanh Wipro GE Healthcare & An D6.

Trong khudn khd bai gidng nay, trong tdm sé 1a cac giao dich Sap nhap va Mua lai (M&A).

2. M&A: Gidi Phap Tang Truréng V6 Co’

M&A I3 mdt phwong tién quan trong dé dat dwoc ting trwdng vo co’ (inorganic growth) — tire 13 tang
tridng théng qua cac hoat dOng bén ngoai thay vi tlr cac hoat dong noi tai clia doanh nghiép.

2.1. Lgi ich va Muc tiéu ciia M&A

Khi phan tich mot van dé& M&A, didu quan trong 13 phai hiéu rd i ich rong (net benefits) ma bén mua
(acquirer) ky vong sé dat dworc. Cac lgi ich nay thuwd'ng dwgc chia thanh hai loai:



e Loiich Tai chinh (Financial Benefits):
o Giatang doanh thu.
o Tiét kiém chi phi (synergy savings).
o Caithién lginhuan.
e Loviich Phi tai chinh (Non-financial Benefits):
o Tiép can cdng nghé mai.
o Tham nhép thi tre&ng maoi.
o Giatang ndng lwc cbt 15i.
2.2. Cac Loai Bén mua trong M&A
C6 hai loai bén mua chinh, mdi loai c6 ddng co khac nhau:

e Bén mua Chién Iworc (Strategic Buyers): La cac cdng ty dang tim cach tich hop cong ty muc tiéu
vao hoat ddng kinh doanh hién cé clia ho dé tao ra strc manh téng hop (synergy) va lgi thé
canh tranh.

o Vidu: Reliance mua lai Netmeds, Tata mua lai 1MG.

e Bén mua Tai chinh (Financial Buyers): Thwd'ng 13 cac cong ty cd phan tw nhan (Private Equity -
PE), mua lai cdng ty vO'i muc tiéu cai thi€én hoat dOng, tang gia tri va ban lai trong twong lai dé
thu I0’| nhuan. Trong truo’ng hO’p nay, tén cong ty va hoat déng thuwd'ng khéng thay dbi, chi co
quyen s& hiru c6 phan la thay dobi.

3. Cach Tiép Can Van Dé M&A trong Phong Van Tinh hudng

Trong cac budi phdng van tinh hubng, cach tiép can van d& M&A can cé cAu tric va tap trung vao cac
khia canh thwong mai.

3.1. Cac Cau Héi Kh&i dau

e Hiéu vé Cdng ty Khach hang: Ap dung Khung 3Cs va Tinh hinh Kinh doanh dé c6 cai nhin tdng
quan vé trang thai hién tai clia cong ty khach hang, nganh ho hoat ddng, chién lwgc ting
triedng hién co, v.v.

e Hiéu vé Nganh muc tiéu: Phan tich nganh cla cng ty muc tiéu (vi du: kha néng sinh 16i, dbi
th0 canh tranh) d& hiéu bdi cdnh ma cong ty muc tiéu dang hoat ddng.

3.2. Trong tam Phan tich (Commercial Side)
Phan I&n cac vAn d& M&A trong phdng van sé tap trung vao khia canh thwong mai (commercial side):

e Quyét dinh Mua hay Khéng Mua (Buy or Not Buy): Danh gia xem viéc mua lai c6 mang lai |0
ich chién lworc va tai chinh hay khéng.

DPau tw / Di hay Khéng di (Investments / Go-No-go): Phan tich tinh kha thi clia khodn dau tw.
Y nghia Tai chinh (Financial Sense): M(rc d0 phu hop vé mat tai chinh cla thwong vu.

Tiém nang COng hwéng (Synergy Savings): Xac dinh cac co’ hoi tiét kiém chi phi hodc tang
doanh thu ti viéc hop nhat.

e Luu y: Cac khia canh khac nhw IT, phap ly, nhan sw thuwdng it dwoc dé cap chi tiét trong phdng
van, nhwng van nén dwoc cong nhan 13 cac yéu td cAn xem xét trong thuc té.

4. Cac Vi DU Minh Hoa vé Van bé M&A

e Vidu 1: Dinh gia Mua lai Startup Al (Nén tang Thwong mai Dién tir An D)

o Van dé: MOt nén tang thwong mai dién t& mudn mua lai mot startup Al véi gia 250
crore. Can dinh gia va dwa ra quyét dinh.

o Cach tiép can: Doi héi phai hiéu vé dinh gia doanh nghiép (company valuation). Gia
yé&u cau (asking price) 13 250 crore, twong dwong v&i gia tri doanh nghiép (Enterprise
Value). Nha phan tich can tinh toan gid moi cd phiéu (price per share), thwdng bang
cach str dung phwong phap ludn dwa trén P&L (Profit & Loss).

e Vidu 2: Dau tw vao Dai IPL (Céng ty CO phan Tw nhan - PE Firm)

o Van dé: Mot cong ty PE xem xét dau tw vao mot doi IPL.

o Cach tiép can: Danh gia cac loi ich tai chinh va phi tai chinh cla khodn dau tw.



e Vidu 3: Mua lai Chudi Trung tam Mua sam (Céng ty PE Firm)

o Van dé: Cong ty PE mudn mua lai chudi trung tdm mua s@m Phoenix.

o Céach tiép can: Twong tw nhw trén, tap trung vao Igi ich tai chinh (st dung khung I
nhuén) va cac lgi ich phi tai chinh (tr khung M&A).

e Vidu 4: Dau tw vao Dw 4n Cao toc (Cong ty PE Toan cau)

o Van dé: Cong ty PE toan cau dang danh gia dé xuat dau tw vao mot dw an dwdng cao
toc.

o Cach tiép can: Xay dwng dé& xuat dau tw, tinh toan Igi nhuan dw kién (financial returns)
va danh gia cac lgi ich dinh tinh (qualitative benefits) nhw cong hwédng chi phi hoac
doanh thu.

Két Luan
M&A 13 mdt Iinh vire phlrc tap nhwng day tiém néng, 1a mot phwong tién chl yéu dé dat dwoc ting
trwdng v co'. Viéc hiéu rd cac loai giao dich, phan biét dong co gika bén mua chién lwgce va tai chinh,
va tap trung vao cac |gi ich thwong mai 13 diéu cdt yéu trong viéc phan tich cac van dé M&A.
Thong diép trong tdm 1a M&A khong chi 1a viéc mua ban mot cong ty, ma [a mot quyét dinh chién lwoc
nham tao ra gid tri m&i thong qua sw két hop clia cac thuwe thé. Khd ndng dinh gid, xac dinh stec manh
tdng hop va danh gia tinh kha thi tai chinh 13 nhing ki nang then chét trong linh v nay.
M&A lifecycle
Vong D&i Bon Giai Doan clia mot Giao Dich M&A
Bai viét nay cung cAp mdt phan tich hoc thuat cé cAu tric vé toan bd vong doi clla mot giao dich Mua
bén va Sap nhap (M&A). Viéc hiéu rd vong doi nay |a rat quan trong dé c6 thé diéu hwdng sw phirc tap
cUa cac thwong vy, tir giai doan 1én y twéng ban dau cho dén khi hién thwc héa hoan toan cac gia tri ky
vong.
1. Gi®i Thiéu: B6n Giai Poan C6t L5i
MOt giao dich M&A dién hinh trai qua bén giai doan chinh, mdi giai doan c6 muc tiéu va cac hoat dong
riéng biét:

1. Xac dinh (Identify): Giai doan hinh thanh chién lwoc va xac dinh cac muc tiéu tiém néng.

2. Dénh gia (Evaluate): Giai doan tham dinh va lwa chon muc tiéu cudi cung.

3. Thuwc thi (Execute): Giai doan Iap k& hoach chi tiét va hoan tat giao dich.

4. T6i da héa (Maximize): Giai doan hau sap nhap, tap trung vao viéc hién thwe hoa cac gid tri.
Hai giai doan dau tién (Xac dinh va Danh giad) thwdng dién ra trwwde khi ky két théa thuan (deal
signing), trong khi hai giai doan sau (Thuwc thi va Tdi da héa) dién ra sau khi ky két thda thuan.
2. Phan Tich Chi Tiét Tirng Giai Doan
2.1. Giai Poan 1: Xac dinh (Identify)
Day 13 giai doan khéi dau, tap trung vao viéc xay dwng nén tang chién Iwoc cho thuong vu.

e Muc tiéu: Xac dinh Iinh vire va cac cong ty muc tiéu tiém ndng phi hop vdi chién lwvgc téng

tridng clia bén mua.

e Cac Hoat ddng Chinh:

o Xay dwng Luan diém Nganh (Sector Thesis): Phan tich va quyét dinh nganh hodc linh
vire nao cong ty mudn dau tw.

o Lam rd Chién lworc Tang trwwdng: Xac dinh rd rang muc tiéu ma cong ty mudn dat dworc
thong qua M&A.

Phan tich Thi tru’b’ng Muc tiéu: Nghién clbu sau vé cac thj tredng tiém néng.
Lap Danh sach U’ng vién M&A: Dira trén cac phan tich trén, xac dinh mot danh sach
ngan gom cac cong ty (vi du: 5-6 cong ty) phu hop nhat dé xem xét.

2.2. Giai Poan 2: Danh gia (Evaluate)



Sau khi c6 danh sach trng vién, giai doan nay tap trung vao viéc tham dinh sdu dé Iwa chon ra muc tiéu
t6t nhét.
e Muc tiéu: Tién hanh thAm dinh toan dién dé danh gia rli ro, co’ hdi va quyét dinh cong ty nao
sé dwoc mua lai.
e Cac Hoat dong Chinh:
o Tham dinh Chuyén sau (Due Diligence - DD): Day 13 hoat ddng cdt 16i. C6 nhiéu loai
tham dinh khac nhau, bao gdm:

«  Th&m dinh Thwong mai (Commercial DD)
«  Tham dinh Tai chinh (Financial DD)
»  Tham dinh Hoat ddéng (Operational DD)

«  Tham dinh IT, Phap ly, Nhan s, v.v.
o Phan tich Strc manh Tong horp va POng Iwc Gia tri (Synergy and Value Drivers): Xac
dinh cac ngudn gid tri tiém ndng tlr viéc hop nhét.
o Phan tich Tach ra (Carve-out Analysis): Néu chi mua lai mot phan cla cong ty, cAn phan
tich sw phu thudc clia phan dé vao cdng ty me.
o Dinh gia va CAu tric Giao dich (Valuation and Structure): Xac dinh gid tri clia cong ty
muc tiéu va cAu truc tai chinh cho thuong vu.
Sau giai doan nay, mot thda thuan sé dwoc ky két vdi cong ty muc tiéu dwoc Iwa chon.
2.3. Giai Poan 3: Thwec thi (Execute)
Giai doan nay dién ra sau khi thda thuan dwoc ky két, tap trung vao viéc chun bi cho sw hgp nhét.
e Muc tiéu: Lap ké hoach chi tiét cho qua trinh tich ho'p va ddm bdo mot qué trinh chuyén ddi
sudn sé vao "Ngay Mot" (Day One).
e "Ngay MOt" (Day One): La ngay ma hai cong ty chinh thirc ho'p nhat va bat dau hoat ddng nhw
moOt thwe thé duy nhat.
e Cac Hoat ddng Chinh:
o Lap ké hoach cho "Ngay Mot": Chudn bi moi tht can thiét d& dam bado hoat dong
khong bi gian doan (vi du: ho'p nhat van phong, hé théng IT).
o Quan ly Chwong trinh (Program Management): Thanh [ap mdt van phong quan ly dw
an dé diéu phdi toan bd qud trinh tich hop.
o Tham dinh Xac nhan (Confirmatory DD): Tién hanh cac cudc thadm dinh chi tiét hon dé
xac nhan lai cac gia dinh d3 dwa ra trong giai doan Déanh gia.
o Lap ké hoach Truyén thong (Communication Planning): Xay dwng ké hoach truyén
thong cho cac bén lién quan (nhan vién, khach hang, nha dau tw).
o Quan tri va CAu tric Nhém Dw an (Governance and Project Team Structure): Thiét 1ap
mOt co’ cAu quan tri rd rang cho qua trinh tich hop.
2.4. Giai Doan 4: T6i da héa (Maximize)
Day 13 giai doan dai han sau sap nhap, tap trung vao viéc hién thuc héa day du cac loi ich d3 dwoe xac
dinh.
e Muc tiéu: Tich hop sau rong va thuc hién cac sang kién dé thu dworc toan bd gia tri tir strc
manh téng hop.
Khoang th&i gian: Thudng kéo dai tlr "Ngay MoOt" dén "Ngay 100" va xa hon niva.
Cac Hoat dong Chinh:
o Hoda hop T chibc va Van héa (Org and Cultural Alignment): Day [ mdt trong nhirng
thach thirc 1&n nhat, doi hdi sw nd Iwec dé dung hoa van héa cla hai cong ty.



o Hop Iy héa Co s& Vat chat (Facility Rationalization): Quyét dinh gitr lai hay loai bd céc
co s& vat chat (vdn phong, nha may) trung 13p dé tiét kiém chi phi.
o Tich ho'p Mua hang Chién Iworc (Strategic Sourcing Integration): Hop nhét cac nha
cung cap, dam phan lai hop ddng dé gidm chi phi.
o Tich hop Khach hang (Customer Integration): Dam bdo mot théng diép nhat quén va
trdi nghiém li&n mach cho cac khach hang chung.
o Quan ly cic Thda thuan Dich vu Chuyén tiép (Transition Service Agreements -
TSAs): Trong cac thwong vu carve-out, cong ty me ban ddu cé thé tiép tuc cung cap mot
s6 dich vu (nhw IT, nhan sw) cho don vi d3 dwoc ban trong mot khodng thdi gian nhat
dinh. Viéc quan Iy cac thda thuan nay 13 rat quan trong.
3. BOi Canh trong Phong Van Tinh hudng (Case Interview)
Mac du viéc hiéu toan bd vong ddi M&A 13 rat hibu ich, trong cac bubi phdng van tinh hubng, trong tam
thwdng bi thu hep:
e Trong tdm Chinh: Thwdng tap trung vao Giai doan 2: Danh gia, dic biét 1a khia canh Tham
dinh Thwong mai (Commercial Due Diligence).
e Muc dich: Ngwdi phdng vAn mudn danh gia kha néng phan tich chién lwoc va thwong mai clia
(Png vién, thay vi cac chi tiét van hanh phlrc tap cla qud trinh tich hO’p
e Giatricua Klen thirc Tong quan: Méac du khéng dwoc hoi trire tlep, viéc c6 mot sw hiéu biét
tong guan vé toan bd vong doi sé giup rng vién dat cdc cdu hdi théng minh honn, hiéu rd bdi
canh cla van dé va thé hién sw am hiéu sau sac vé linh viec M&A, diéu nay rat cé gia tri trong
moi tredng tw van thuec té.
Két Luan
Vong ddi M&A 13 mot quy trinh phirc tap va cé cau tric, doi hdi sw 1ap ké hoach va thuc thi cAn than &
mdi giai doan. T viéc xac dinh muc tiéu chién lvgc, thdm dinh k¥ lwdng, thuc thi mot cach sudn sé,
cho dén viéc tdi da hda gia tri trong dai han, mbi budc déu déng mot vai trd quan trong trong sw thanh
céng clia mot thwong vu. Méc di cac phdng van tinh hudng thwdng chi tap trung vao mot phan nhd
cla vong ddi nay, viéc trang bi mot kién thirc toan dién s& mang lai mot Igi thé canh tranh dang ké,
gilip cac nha tw van twong lai khéng chi gidi quyét cac van dé trdc mat ma con nhin thay birc tranh
I&n hon.
M&A framework
Khung Phan Tich Toan Dién cho mt Giao Dich M&A
Bai viét nay cung cAp mot phan tich hoc thuat chi tiét vé Khung Phan tich Mua ban va Sap nhap (M&A
Framework). Khung nay duwgrc thiét ké dé danh gid mot cach c6 hé thdng va toan dién cac khia canh tai
chinh va phi tai chinh clia mot thwong vu, giup dwa ra quyét dinh dau tw sang subt.
1. Nén Tang ctia Khung: Hai Tru cot Phan tich
BAt ky mot phan tich M&A nao cling phai duwoc xay dwng dwa trén hai tru cot chinh:
1. Cac Khia canh Tai chinh (Financial Aspects): Danh gia cac yéu td dinh lwong, tap trung vao viéc
tao ra gid tri kinh té.
2. Cac Khia canh Phi tai chinh (Non-financial Aspects): Danh gia cac yéu td dinh tinh, tap trung
vao sw phi ho'p chién lwgec va cac rdi ro bén ngoai.
2. Tru ¢t 1: Phan Tich cac Khia canh Tai chinh
Phan tich tai chinh |a mot phép tinh can bang gilra Gia tri Thu dworc (Value Addition) va Chi phi B6 ra
(Costs).
2.1. Phan tich Gia tri Thu dworc (Value Addition)
Gia tri ma mOt thwong vu M&A mang lai dén ttr hai ngudn chinh:
e Muc tiéu: Xac dinh gid tri n6i tai clla cdng ty muc tiéu.



e Phwong phap: Phwong phap phd bién 1a Chiét khau Dong tién (Discounted Cash Flow - DCF).
Qua trinh nay bao gdm viéc dw phéng cac dong I nhuan trong twong lai ma cong ty muc tiéu
c6 thé tao ra, sau d6 chiét khau ching vé gia tri hién tai dé xac dinh Gia tri Doanh nghiép
(Enterprise Value).

Day la nhitng |oi ich gia tAng dworc tao ra khi hai cdng ty ho'p nhét.

e Strc manh Téng hop Hoat ddng (Operational Synergies):

o C€Ong hwdng Doanh thu (Revenue Synergy):

«  Ban chéo: Ban san pham clia cong ty mua cho co s& khach hang clia cong ty
muc tiéu va nguwoc lai, gitp tang "thi phan trong vi" (share of wallet).
«  M& rong Khach hang: Tiép can cac phan khic khach hang m&i ma trwde day

mot trong hai cong ty chwa co.
o €ong hwdng Chi phi (Cost Synergy):
«  Kinh té theo Quy mé (Economies of Scale): Ho'p nhat cac nha may, kho b3i,
hodc cac hoat ddng san xuat dé gidm chi phi trén moi don vi san pham.
»  T6i wu héa Hoat ddng: Hop Iy hda cac hoat ddng triing I&p (vi du: déng clra
cac kho hang & cling mot dia diém).
e Silrc manh Tong ho’p Tai chinh (Financial Synergies):
o Tiét kiém Thué (Potential Tax Savings): HOp nhat cac khodn 16 clia cong ty muc tiéu vao
béo céo tai chinh clia cong ty me dé gidm nghia vu thué.
o Cai thién Kha ndng Vay no: Mot t chlrc I&n hon sau sap nhap thwdng cé kha nang
tiép can cac khodn vay v&i diéu kién tdt hon.
2.2. Phan tich Chi phi B0 ra (Costs)
Chi phi clla mot thuwong vu khdng chi dirng lai & gid mua.

e Dinh nghia: La sb tién ma cong ty mua phai trd cho cong ty muc tiéu.

e Trong Phdng van Tinh hudng: Thuwdng thi mirc gid nay s& dwoc ngwdi phdng van cung cap, va
nhiém vu clia tng vién 13 danh gia xem mrc gia do c6 hop Iy (dat hay ré) so v&i gid tri ndi tai va
strc manh téng hop tiém nang hay khong.

e Dinh nghia: La cac chi phi phat sinh trong qua trinh hau sap nhap dé hop nhat hai td chirc.

e Cac Hang muc Chi phi:

o Tich hop hé thdng IT, quy trinh van hanh, va co ciu td chirc.
o Phi Chuyén nghiép (Professional Fees): Chi phi tra cho cac cong ty tw van, ludt sw, ngan
hang dau tw hd tro thwong vu.
o Chi phi nhan sw cho d6i ngli chuyén trach viéc tich hop.
3. Tru cOt 2: Phan Tich cac Khia canh Phi tai chinh
Phan tich phi tai chinh tap trung vao cac yéu td dinh tinh c6 thé quyét dinh sw thanh céng lau dai cla
thwong vu.
3.1. Sw Phu hoep clia Bén mua (Acquirer Fit)
e Muc tiéu: Danh gid mrc d6 twong thich gitra hai tb chirc.
e CacYéuto:
o SwPhu hop vé Van héa (Cultural Fit):



«  Xem xét sw khac biét vé quy tac lam viéc, van héa qudc gia, gi® giac lam viéc,
va phong cach quan ly (vi du: mot cong ty ndng nd mua lai mot cong ty cé van
hdéa 6n hoa hon).

o Sw Phu hop vé T6 chirc (Organizational Fit):

«  Daénh gia s twong dbng va bd sung vé k§ ndng. Néu hai cong ty c6 bd ki nang

hoan toan gidng nhau, gi tri cdng thém cé thé khong cao.
o  Sw Phu hop vé Chién Iworc (Strategy Fit):

«  Cau hoi cbt 18i: Viéc mua lai nay cé thwe s phuc vu cho chién Iworc dai han cla

cdng ty hay khdng? Cac thwong vu M&A thanh céng thuwdng 1a mot phan cla
mot tAm nhin chién lwoc dai han, khdng phai la cac quyét dinh ngan han.
3.2. R0i ro ttr Méi trirdng Bén ngoai (External Risks)

e Muc tiéu: Danh gia cac rli ro dén tir mdi trwdng kinh doanh clia cong ty muc tiéu, déc biét khi
cong ty nay hoat ddng trong mot nganh khac.

e Cong cu Phan tich: Khung PESTEL (Chinh tri, Kinh t&, X3 hdi, Cong ngh&, M6i triedng, Phép Iy) la
mot cdng cu hi€u qua dé phan tich mot cach c6 hé thdng céc rdi ro t& mai tredng vi mo clia
nganh muc tiéu.

4. Tinh Linh Hoat ctiia Khung

Diéu quan trong can nhan manh 13 Khung M&A khdng phai 13 mot cong thirc clrng nhac. Méi thwong
vu c6 nhitng d&c diém riéng. Do d6, nha phan tich cAn phai sang tao va linh hoat, xay dwng mot khung
tly chinh dwa trén hai tru cdt cbt Ii 13 Tai chinh va Phi tai chinh dé& phu hop v&i bdi cdnh cu thé cla
tleng van dé.

Két Luan

Khung Phan tich M&A cung cap mot cach tiép can toan dién va cé cAu trac dé "gidi phau" mot thuwong
vu phUrc tap. Bang cach can bang gilra viéc dinh lwong cac Igi ich va chi phi tai chinh v&i viéc danh gia
cac yéu td dinh tinh vé sw pht hop va rdi ro, khung nay gitp cac nha lanh dao dwa ra quyét dinh M&A
mot cach c6 co s& va gidm thiéu cac sai 1am tén kém.

Case example
Danh Gia Thwong Vu Mua Lai Startup Al ciia mot Nén Tang Thwong Mai Dién Tl
Bai viét nay phan tich mot tinh hubng tw van Mua ban va Sap nhap (M&A) dién hinh, trong d6 mot nén
tang thwong mai dién tl I&n tai An DO dang xem xét viéc mua lai mot startup tré trong linh vwe Tri tué
Nhan tao (Al). Qua trinh phan tich di qua ba giai doan cbt 16i: danh gia tinh kha thi vé tai chinh, phan
tich rQi ro va lQi ich, va xem xét sw phu hop vé van hoa.
1. B6i Canh va Xac Pinh vVan Dé
1.1. Bi canh Ban dau
e Bén Mua (Acquirer): MOt nén tang thwong mai dién t&r hoat dOng trén toan An Do, chuyén vé
cac san pham lam dep va chdm séc ca nhan.
o Quy md: Doanh thu hang nam 5,000 crore.
o Thi triedng Muc tiéu: Tang |&p trung Itu va thwong Iwu, ddc biét 13 phu nib.
e Bén Ban (Target): MOt startup tré trong linh vire Al.
o M& hinh Kinh doanh: Cung cap dich vu (service model) - phan mé&m Al tao ra cc thong
tin chi tiét cé gid tri cho cac cong ty dwa trén twong tac khach hang cla ho.
o Quy md: Doanh thu hang nam 5 crore.



e Diéu khoan Giao dich:
o Gia Yéu cau (Asking Price): 250 crore.
o Cau h6i Cot I6i: Danh gia thwong vu va quyét dinh cé nén tién hanh mua lai hay khong.
1.2. Lam ré POng co’ va Muc tiéu Chién lworc
e Muc tiéu Mua lai: Hoan toan la chién Iworc (strategic).

o Bé&n mua mudn cai thién cong nghé backend, d&c biét 1a d& nang cao hiéu qua cla
quan hé khach hang va dich vu hé tro.

o Ho tin rang cong nghé va chuyén mén cla startup Al sé gidp ho dat dwo'c muc tiéu nay.

e SO phan clia Céng ty Muc tiéu: Sau khi mua lai, startup s& ngtpng hoat déng ban dich vu ra
bén ngoai va tap trung hoan toan vao viéc tich hop va phét trién cong nghé cho céng ty me.
e Rang budc Dinh gia: Khéng c6 rang budc nao tr cac vong goi von trudec do.
2. Xay Dwng Khung Phan Tich
Nha phan tich d3 dé xuat mot khung phan tich toan dién, bao gdm ba tru cdt chinh dé dwa ra quyét
dinh:
1. Tinh Kha thi vé Tai chinh (Financial Feasibility)
2. Ruiro va Lgvi ich (Risks and Benefits)
3. SwPhu hop vé Vian héa (Cultural Fit)
Cach tiép can nay duwoc chap thuan, véi trong tdm ban dau dwoc dat vao viéc phan tich tai chinh.
3. Phan Tich Chuyén Sau
3.1. Phan tich Tinh Kha thi vé Tai chinh: Dinh gia Dwa trén Dong tién Tang thém
Do cdng ty muc tiéu s& nglrng md hinh kinh doanh hién tai, phwong phap dinh gia truyén thdng khéng
con phi hop. Thay vao d6, modt phwong phap dinh gid dwa trén dong tién tang thém (incremental cash
flow) ma céng nghé Al sé tao ra cho bén mua da dwoc 4p dung.
Dong tién tang thém dén tr hai ngudn chinh:
1. Tang Doanh thu: Cai thién trai nghi@ém khach hang s& dan dén ty 1& mua hang 13p lai (repeat
purchases) cao hon.
2. Giam Chi phi: T6i wu hoa dich vu ban hang sé gitip giam chi phi hoat dong (overhead costs).
e Cong thipc Dong tién Tang thém:
o Dong tién Tang thém = EBIT * (1 - Thué suat) * Ty |& Tang trwdng Doanh thu
e Cac Tham sb:

o Doanh thu hién tai clia bén mua: 5,000 crore

o Bién EBIT: 10%

o Thué suat Doanh nghiép: 20%

o Ty lé Tang trwdng Doanh thu wéc tinh (nh® cdng nghé Al): 5%

e Tinh toan Dong tién Tang thém Hang nam:

o 5,000 crore * 10% * (1 - 20%) * 5% = 20 crore. Lwru y: C6 s khdc biét nhd trong tinh todn
cUa case (15 crore) va tinh todn theo céng thtre (20 crore). Phdn tich nay sé theo két qua
cla case dé dam bdo tinh nhat qudn.

o Dong tién tang thém hang ndm dwoc xac dinh 13 15 crore.

e Tinh toan Gia trj Hién tai Rong (NPV):

o Giad dinh Ty |& Chiét khAu (Hurdle Rate): 20%

o Giadinh Tdc dd Tang trwdng Vinh vién (Growth Rate): 15%

o NPV (str dung cdng thirc Gordon Growth Model):

» NPV = Dong tién ndm 1/ (Ty |& Chiét khau - Téc d6 Tang trwdng)



= NPV =15crore/(20% - 15%) = 15 crore / 5% = 300 crore.
Gia tri hién tai rong clia dong tién tang thém (300 crore) cao hon so v&i gid yéu cau (250 crore). V& mat
tai chinh, thwong vu nay cé vé kha thi.
3.2. Phén tich RUi ro va Lgii ich (Dinh tinh)

1. Phét trién Tinh ndng M&i: Ddi ngii Al c6 thé gidp phét trién cac tinh ndng m&i dwa trén Al cho
ng dung clia bén mua, tiép tuc cai thién trdi nghiém va gia tri vong ddi khach hang (LTV).

2. Tang cwdng Nang Iwc Linh dao: Cac nha sang 1ap cla startup c6 thé tham gia vao ddi ngli san
pham cp cao, gitp két nbi tAm nhin clia ban 13nh dao v&i cac cdng nghé Al/ML m&i ndi.

Giam Chi phi Céng nghé: Gidm chi phi can thiét dé gidi quyét cac van dé dich vu sau ban hang.
Chay mau Chat xam (Attrition of Developers): RUi ro I&n nhat. Cac nha phat trién tai ndng c6
thé r&vi di do sw thay ddi trong dinh huwdng cdng viéc (tlr xay dwng san phdm dich vu sang hd
tro' ndi bd) va van hda lam viéc. Diéu nay sé& lam gidm hiéu qua clia md hinh Al tly chinh.

2. Cong nghé L6i thi (Leapfrogging of Technologies): S d6i m&i nhanh chdng trong linh vrc Al
c6 thé khién cong nghé dwoc mua lai trd nén 16i thdi, 1am cho khodn dau tw trd nén vé ich.

3.3. Phan tich Sw Phiu ho'p vé Vian héa (Cultural Fit)

e SwKhac biét:

o Startup: Méi tri&ng lam viéc nhd, linh hoat, than thién ("tat cd déu |a ban be").
o Tap doan L&n: Mdi trwdng cé cAu tric, quy trinh rd rang hon.

e Thach thirc Tiém tang: Sw khac biét vé hé thdng phan clp va co ché d3i ngd c6 thé gay ra xung
dot.

e Yéu td Giam nhe: Ca hai cong ty d&u c6 chung van héa kh&i nghiép va ting trwwdng nhanh.
Soi day chung nay cé thé gitip cac nhan vién cla startup hoa nhap vao t6 chlirc moi.

e Két ludn: Rui ro vé van hda 13 c6, nhwng khéng da I&n dé can tré toan bd thuwong vu.

4. Téng Hop va Khuyén Nghi Cudi Cung
Dwa trén viéc tdng hop cd ba tru cdt phan tich, mdt khuyén nghi cudi cung d3 dwoc dwa ra:

e Tai chinh: Thwong vu cé y nghia vé mat tai chinh (NPV 300 crore > Gia yéu cau 250 crore).

e RUiro & Lovi ich: Cac rli ro (d3c biét 13 chdy mau chat xdm) |a dang k&, nhwng cac loi ich tiém
nang (tich ho'p Al vao hoat ddng kinh doanh cot 1i) cling rat I&'n va cé thé can bang dwoc rdi
ro.

e Vin héa: Sw phu hop vé& van hda khdng phai la mot van dé qua 16n.

Do d6, khuyén nghi cudi cing 1a NEN TIEN HANH thwong vu mua lai nay.

Két Luan

Tinh hudng nay 1a mdt minh chirng xuat séc cho viéc ap dung Khung Phan tich M&A toan dién, k&t hop
giba dinh Iwong tai chinh va danh gia dinh tinh. Diém mau chét cla phan tich ndm & viéc Iwa chon mot
phwong phép dinh gia sang tao (dwa trén dong tién ting thém) khi cac phwong phép truyén thdng
khong con phu hop.

Bai hoc quan trong rut ra 13 mot quyét dinh M&A khéng bao gid chi dwa trén cac con sd. Viéc can nhac
mot cach can trong gilba cac 107 ich chién Iworc, rli ro tiém an va sw phi hop v& van héa 1a didu kién
tién quyét dé dam bao sw thanh cdng lau dai clia mot thwong vu, déc biét 13 khi mua lai mot cong ty vi
con ngwOi va cong nghé cla ho.




Read more about M&A strategy
Merger & Acquisition Case Interview: Step-by-Step Guid

A merger is a business transaction that unites two companies into a new and single entity. Typically, the
two companies merging are roughly the same size. After the merger, the two companies are no longer
separately owned and operated. They are owned by a single entity.

An acquisition is a business transaction in which one company purchases full control of another
company. Following the acquisition, the company being purchased will dissolve and cease to exist. The
new owner of the company will absorb all of the acquired company’s assets and liabilities.

There are two types of M&A cases you'll see in consulting case interviews:
e A company acquiring or merging with another company
e A private equity firm acquiring a company, also called a private equity case interview

R Mor:

Due diligence

1. Dinh Nghia va Muc Tiéu Cot L5i

1.1. Pinh nghia "Due Diligence"

V& ban chat, Due Diligence cé nghia Ia diéu tra (investigation). Day 1a mot quy trinh diéu tra va danh
gia toan dién ma bén mua (acquirer) thwe hién dbi v&i cong ty muc tiéu triwde khi hoan tat mot thwong
vU mua lai. Qué trinh nay cé thé dwoc vi nhw qué trinh "tim hiéu" trudc khi tién dén mot "cudc hon
nhan" kinh doanh, noi ca hai bén déu can hiéu ré vé nhau d& dam bao sw hoa hop va thanh cong lau
dai.

1.2. Muc tiéu ctia Due Diligence

Muc tiéu chinh cla DD la gitdp bén mua:

e Danh gia mot cach Théng minh (Intelligent Evaluation): Hiéu rd gia tri thuc sw clia cong ty muc
tiéu.

e Xac dinh Tiém néng Tang tredng: Nhan dién cac co hdi téng trwdng dinh lwong dwoc
(quantifiable upside potential).

e Danh gia RUi ro va Canh bao: Phat hién bat ky rdi ro cu thé hodc cac "c& dd" (red flags) nao cé
thé anh hwdng dén thwong vu.

e Hiéu vé Van héa va Sw 6n dinh Tai chinh: Danh gia sw twong thich vé van hda va strc khde tai
chinh clla cong ty muc tiéu.

2. Dic Piém va TAm Quan Trong clia Due Diligence

2.1. TAm quan trong cla Tinh Chinh xac

Chat lwong cla cac sdn phdm ban giao (client deliverables) trong qua trinh DD phai & mUrc rat cao. Ly
do 13 vi cac bén lién quan (thwdng 13 cac cong ty cd phan tw nhan hodc cac tap doan I&n) dang dwa ra
cac quyét dinh tri gid hang triéu, thAm chi hang ty db la.

e Tac ddng L&n tip Sai s6t nhd: MOt sai sét nhd trong viéc dw phdng Bao cdo Két qua Kinh doanh
(P&L) hodc dong tién twong lai clia cdng ty muc tiéu c6 thé dan dén sw chénh 1&ch rat 1&n
trong viéc dinh gia cudi cling clia céng ty. Do d6, s ti mi va chinh xac 13 yéu cAu bat budc.

2.2. Cac Déc diém khac

e Khung Th&i gian: Qua trinh DD thwdng dién ra trong mOt khodng thdi gian ngan, tlr 1 dén 4

tuan.


https://www.hackingthecaseinterview.com/pages/merger-acquisition-case-interview

e Tinh Hai chiéu: DD khéng chi dién ra mot chiéu.
Bén Mua (Buy-side): Bén mua thadm dinh cong ty muc tiéu.
Bén Ban (Sell-side): B&n ban cling c6 thé thadm dinh bén mua, d&c biét khi ho ban di
mot don vi kinh doanh va mudn dam bao "dta con" clia minh dworc giao vao tay mot
"ngwdi chl" tot. Didu nay twong tw nhw viéc gia dinh c6 dau tim hiéu vé cha ré.
e Muc tiéu Doi lap:
o Bén Ban: Mong mudn cé dworc gid tri tot nhat (best value).
o Bén Mua: Mong mudn cé dwo'c mirc gia canh tranh nhét (most competitive price).
3. Tai sao Khach hang can Hé tro’ Tham dinh?
Khach hang tim dén cac nha tw van dé dworc hd tro trong nhiéu khia canh clia qua trinh DD:

e Tim kiém Muc tiéu Tiém néng (Scouting): HO trQ’ trong giai doan "Xac dinh" (Identify) clia vong
ddi M&A dé tim ra cac cong ty phu hop.

e Tham dinh chi tiét trwréc khi Ky két: Ca bén ban va cac bén cho vay cling cn thdm dinh bén
mua trwde khi ky hop ddng.

e Giai quyét cac Van dé Phirc tap:

o Phan tich Tach ra (Carve-out Analysis): Danh gia cac thach thirc khi tach mot don vi
kinh doanh ra khéi céng ty me.
o Danh gia Tiét kiém do Strc manh Tong hop (Synergy Savings): Liro'ng hdéa cac lgi ich
tiém néng tlr viéc hop nhat.
o Xem xét Tich ho’p (Integration Considerations): LAp k& hoach cho qud trinh hau sap
nhap.
4. Céc Vi DU va Bién Thé clia Van Dé Due Diligence
4.1. Due Diligence trong B6i canh M&A

e Vidu: M&t cong ty cb phan tw nhan mudn dau tw vao mot startup giao hang tap hoa trc
tuyén tai An Do va yéu cau hd tro vé Tham dinh Thwwong mai (Commercial Due Diligence -
CDD).

e Dac diém: Day 13 mot yéu cau rat dién hinh va thang than. Trong cac budi phéng van tinh
hudng, néu ngwdi phdng van chi néi "due diligence", (rng vién can phai hdi rd dé xac dinh xem
ho mudn tap trung vao loai thdm dinh nao (thwdng 1a CDD).

4.2. Due Diligence nhwy mot Van dé Diéu tra Doc 1ap
DD khéng phai ldc nao cling gan lién v&i mot giao dich M&A. N6 ¢ thé 1a mot van dé diéu tra doc lap.

e Vidu: M&t nha san xuét binh xit hoi cay nhan thay s gia tdng cac danh gid tiéu cwe trén
Amazon. HO can tim ra nguyén nhan va dé xuét hanh dong.

e Dic diém: Mac du khong phai 1a M&A, day van 13 mot van dé DD. Qua trinh gidi quyét van doi
hdi phai diéu tra cac khia canh tai chinh va phi tai chinh dé dwa ra mot quyét dinh "Di/Khéng
di" (trong tredng ho'p nay 13 v& mot chién Iwoc phdn (rng cu thé).

Két Luan

Tham dinh Chuyén sau (Due Diligence) Ia tréi tim cQa bat ky giao dich M&A nao. N6 [a mdt qua trinh
diéu tra cé hé théng, doi hdi sw chinh xac tuyét dbi va tw duy phan tich sac bén dé& kham pha gia tri
thwe sw, xac dinh rdi ro va ddm béo rang "cudc hdn nhan" kinh doanh dwo'c xay dwng trén mot nén
tang virng chac. Mc du cé nhiéu loai thAm dinh khac nhau, Thdm dinh Thwong mai thwdng 13 trong
tam trong cac budi phdng van tinh hudng. Tuy nhién, viéc hiéu rang nguyén tac "diéu tra" ctia DD cé
thé dworc ap dung cho nhiéu van dé kinh doanh khac nhau, khéng chi gidi han trong M&A, 1a mot minh
chrng cho s linh hoat va strc manh clia phwong phéap luan nay.

Types of due diligence
Bay Loai Hinh Tham dinh Chuyén sau (Due Diligence) trong Giao Dich M&A



Bai viét nay cung cép mot phan tich hoc thuat chi tiét vé cac loai hinh Tham dinh Chuyén siu (Due
Diligence - DD) khac nhau ma mdt bén mua thwdng thwe hién déi v&i cong ty muc tiéu. Viéc hiéu rd
muc tiéu va pham vi cla tleng loai hinh thAm dinh |2 rat quan trong dé& c6 mdt cai nhin toan dién vé céc
co’ hdi va rli ro clla mot thuwong vu M&A.
1. Gi®i Thiéu: Bay Tru cOt clia Tham dinh Toan dién
MOt quy trinh thAm dinh toan dién thwédng bao gdm bay Iinh vire diéu tra chinh, m&i linh vire tap trung
vao mOt khia canh khac nhau clla hoat ddng kinh doanh:
1. Tham dinh Thwwong mai (Commercial Due Diligence - CDD)
Tham dinh Hoat ddng & Chubi Cung tpng (Operations & Supply Chain DD)
Tham dinh Céng nghé Théng tin (IT DD)
Tham dinh Hanh chinh & Quan ly Chung (G&A DD)
Tham dinh Thué (Tax DD)
Tham dinh Tai chinh (Financial DD)
7. Tham dinh Phap ly (Legal DD)
Ngoai bay [inh vire nay, con cé mot khia canh quan trong khac 13 thAm dinh vé con ngwoi (people
side), lién quan dén viéc sap xép lai nhan su.
2. Phan Tich Chi Tiét Tirng Loai Hinh Tham dinh
2.1. ThAm dinh Thwong mai (Commercial Due Diligence - CDD)
Day thwong 13 loai hinh thAm dinh quan trong nhét va |a trong tdm chinh trong cac budi phdng van tinh
hudng.
e Muc tiéu: Danh gia strc hAp dan va tinh bén virng cla thj trirdng ma cong ty muc tiéu dang
hoat déng.
e Phamvi:
o Phan tich Cung-Cau: Nghién clru ddng Iwc clia cung va cau trén thj trdng.
o Phan tich Khach hang: Léy phan hoi tlr khach hang, phan tich hanh vi va sw hai long cla
ho.
o Phan tich Canh tranh: Dénh gia vi thé canh tranh clia cdng ty muc tiéu so v&i cac ddi
thu.
2.2. Tham dinh Hoat ddng & Chudi Cung (rng (Operations & Supply Chain DD)
e Muc tiéu: Danh gia cac co hdi tao ra strc manh téng hop (synergy) va tiét kiém chi phi trong
hoat déng.
e Phamvi:
o Mua hang (Procurement): C6 thé hop nhat cac nha cung cap dé tang cwdng slrc manh
dam phan hay khong?
o San xuat va Kho bii: C thé hop ly héa (rationalize) cac nha may hodc kho hang & cac vi
tri twong tw dé gidm chi phi hay khéng?
o Hop déng Mua hang: Xem xét va tdi wu hda cac hop ddng hién co.
2.3. ThAm dinh Céng nghé Théng tin (IT DD)
e Muc tiéu: Danh gia sw twong thich cla hé thdng IT va co s& ha tang gilra hai cong ty.
e Phamvi:
o Ung dung Kinh doanh va ERP: Hai cong ty dang st dung cac hé thdng ERP khac nhau (vi
du: SAP vs. Salesforce)? Viéc tich hgp ching cé phirc tap va tdn kém khdng?
Co’ s& ha tang Mang va Ho tro Ky thuat: Danh gia hé thdng mang va dich vu hé tro.
Trung tam DiF liéu (Data Centers): C6 thé hop nhat hodc tan dung cac trung tam di
li€u hién cé hay khéng?
2.4. ThAm dinh Hanh chinh & Quan ly Chung (G&A DD)
e Muc tiéu: Tim kiém co’ hdi tiét kiém chi phi trong cac hoat ddng hanh chinh.
e Pham vi:

oukwnN



o Dia diém Van phong: C6 thé hop nhét cac van phong dé gidm chi phi thué mét bang

khong?
o Dich vu Chuyén nghiép: Xem xét cac hop ddng v&i cac bén thtr ba (vi du: dich vu tw
vén).

o Chi phi Hanh chinh: Ra soat va tdi wu héa céc chi phi hanh chinh khac.
2.5. Tham dinh Thué (Tax DD)
e Muc tiéu: Danh gia tinh hinh tuan thd thué va cac nghia vu thué tiém an cla céng ty muc tiéu.
e Phamvi:
o Tudn thd Thué: Cong ty muc tiéu cé tuan thl cac quy dinh vé thué (vi du: ké khai GST)
ding han khong?
o No Thué (Tax Liabilities): Cong ty muc tiéu cé bat ky khodn no' thué gian thu hodc truc
thu nao khong?
e Tam quan trong: Viéc mua lai mot cdng ty cling ddng nghia v&i viéc ké thira cac nghia vu phap
ly va tai chinh cQa ho. Vi vay, viéc xac dinh cac khodn no thué tiém an Ia cwe ky quan trong.
2.6. ThAm dinh Tai chinh (Financial DD)
e Muc tiéu: Xadc minh tinh chinh xdc va do tin cdy cla cac bdo céo tai chinh clia cdng ty muc tiéu.
e Phamvi:
o Rasoat P&L: Phan tich cédc xu hwdng tai chinh lich str.
o Xac minh Bién Igi nhuén: Kiém tra xem cac con sb vé bién lgi nhuan ma cong ty muc
tiéu bdo cdo c6 dung sw that khdng, hay ho dang "thdi phdng" sb liéu.
o Kiém tra Toc d6 Tang trudng: Xac minh xem cac tuyén bd vé tdc do téng trwdng c6
chinh xac khong.
2.7. Tham dinh Phap Iy (Legal DD)
e Muc tiéu: Xac dinh céc rti ro phap ly tiém an lién quan dén céng ty muc tiéu.
e Pham vi:
o Thdng bao Phap ly: Cong ty d3 nhan dwoc bat ky thong bao phap ly nao trong qud khir
chwa?
Cac Vu kién dang dién ra: C6 bat ky vu kién nao dang ch® x( ly khong?
Danh gia Rui ro: Danh gid mrc d wu tién va rdi ro cla ting vu kién dé xac dinh xem
c6 "c& dd" nao can bao cdo cho bén mua hay khong.
3. Khia Canh Con Ngwi (The People Side)
Ngoai bay ITnh vire trén, viéc thdm dinh vé con ngwdi cling ddng mot vai trd quan trong, ddc biét trong
viéc tao ra stec manh tdng hop vé chi phi.
e Muc tiéu: Xac dinh cac co’ hoi tai cAu tric va tdi wu héa nhan sw.
e Vidu: Néu ca cong ty mua va cdng ty muc tiéu déu céd mot triedng phong thué, o chirc sau sap
nhap c6 thé khéng can dén hai vi tri nay.
e Hanh ddng:
o Taisap xép Vai trd (Role Realignment): Chuy&n nhan sw tlr cdng ty muc tiéu sang cac
bd phan khac.
o Tinh gian Nhan sw (Right-sizing): Cat gidm céc vi tri trung 1&p dé tiét kiém chi phi.
4. B6i Canh trong Phong Van Tinh hudng (Case Interview)
e Trong tam: Cac budi phdng van tinh hubng hau nhw chi tap trung vao Tham dinh Thwong mai
(cDD).
e Mupc do Chi tiét: Phan tich trong phdng van thudng & mlrc dd cao, tap trung vao cac khia canh
cung, cau va phan hoi khach hang, do gi¢i han vé thdi gian (khodng 30 phdt).
e Thuc té: Trong mot dw an thue t&, mbi loai hinh thAm dinh nay ¢ thé kéo dai ttr 1 dén 4 tudn
va doi hdi mét mire dd phan tich cwe ky chi tiét.
Két Luan



Tham dinh Chuyén sau |a mot quy trinh da dién, bao gdm nhiéu Iinh vire diéu tra khac nhau dé cung
cAp mot blrc tranh 360 dO vé cdng ty muc tiéu. TU strc hdp dan thwong mai, hiéu qué hoat ddng, sw
twong thich vé& IT, cho dén cac rli ro v& tai chinh, thué va phap Iy, m&i loai hinh thdm dinh déu déng
mot vai tro khong thé thiéu trong viéc dwa ra mot quyét dinh M&A séng subt. Mc du cac bubi phdng
van tinh hudng thuéng chi tap trung vao khia canh thwong mai, viéc ndm vibng toan bd cac loai hinh
tham dinh s& mang lai mot sw hiéu biét sdu sic va toan dién, gidp cac nha tw van twong lai chuan bi
t6t hon cho sw phirc tap clia cac giao dich trong thé gidi thue.

Bai Hoc Hanh Ddng (Actionable Takeaways

Commercial due diligence framework

Khung Tham dinh Thwong mai (Commercial Due Diligence)

Bai viét nay cung cAp mdt phan tich hoc thuat chi tiét v& Khung Tham dinh Thwong mai (Commerecial
Due Diligence - CDD), mOt cdng cu nén tang dé danh gia tinh kha thi thwong mai clia mot khoan dau
tw tiém nang. Khung nay déc biét quan trong ddi véi cd bén mua tai chinh (quy PE) va bén mua chién
lwoc.

1. Gi®i Thiéu: Vai Trd va B6i Canh ctia CDD

Tham dinh Thwong mai (CDD) 1a mdt cudc diéu tra sdu rdng nham danh gia cac yéu td thwong mai cla
mot cong ty muc tiéu dé xac dinh xem d6 c6 phai 1a mot khodn dau tw hap dan hay khéng.

e SwTwong dong vé&i Khung M&A: Khung CDD c6 nhiéu diém twong ddng va ddi khi cé thé st
dung thay thé cho Khung M&A, dic biét 1a & cac khia canh phan tich thi trwedng va canh tranh.

e Quy trinh Ba Giai doan: Mot quy trinh thAm dinh ddy dd bao gdm ba bwdc: Treéc Tham dinh
(Pre-diligence), ThAm dinh (Diligence), va Sau ThAm dinh (Post-diligence). Tuy nhién, trong cac
bubi phdng van tinh hudng, trong tdm hau nhw chi ndm & giai doan Tham dinh.

e Tinh Tich hop: Mot vAn dé CDD c6 thé dwo'c m& rdng dé bao gdm cd cac yéu cau vé dinh gia
(valuation) (doi hdi str dung cac yéu té tir Khung M&A) hodc chién Iwgc ting trwdng (growth
strategy) (doi hdi str dung Khung Tang trudng).

2. Giai doan Trwdc ThaAm dinh (Pre-diligence)
Trwde khi di sdu vao phan tich cdng ty muc tiéu, viéc hiéu rd vé bén mua la rat quan trong.
e Muc tiéu: Hiéu ré hd so va muc tiéu clia nha dau tw (bén mua).
e Cac Yéu to Can Phan tich:
o HO so’ Nha dau tw (Investor Profile): Ho 13 ai? (QuY PE, cong ty chién lwoc).
o Cac Khoan dau tw Hién cé: Ho d3 dau tw vao nhirng cong ty nao trwdrc day?
o Muc tiéu Dau tw (Investment Objective): Day 13 yéu tb then chdt. Viéc xac dinh rd muc
tiéu d4u tw sé |2 kim chi nam dé danh gia xem cong ty muc tiéu c6 thuwe sy phis horp
(fit) v&i chién lwgc clia nha dau tw hay khéng.
3. Giai doan Tham dinh (Diligence): BOn Tru cAt Phan tich
Day |a phan cbt 16i clia Khung CDD, tap trung vao viéc phan tich cdng ty muc tiéu va méi triedng hoat
dong cla ho qua bon I8ng kinh chinh.
3.1. Tru cOt 1: Thi trwdng (Market) - Phia Cau

e Muc tiéu: Danh gia xem thj triedng c6 A0 h&p dan dé dau tw hay khong.

e Cach tiép can: Twong tw nhw trong cac tinh hudng Tham nhap Thi trwdng.

e Céc Yéu t6 Can Phan tich:

o Quy mbd va Phan khuc Thj trwdng: U'dc tinh quy mo tdng thé va chia nhd thj trwdng
theo cac phan khic cé y nghia.

o Dong lwc va Rao can Tang trwdng: Xac dinh cac yéu tb thic day hodc can trd sw phat
trién cla thj truwdng.

o Trién vong Thj tre&ng: Thi trwdng dang téng trwdng hay suy gidm?



o Phan tich Nganh: C6 thé st dung cac yéu t6 tlr khung PESTEL dé hiéu moi trudng vi
mo.
o Phan bo Thi phan: Thi phan dwoc phan chia nhw thé nao gilra cac doi tha?
3.2. Tru cOt 2: Canh tranh (Competition) - Phia Cung
e Muc tiéu: Hiéu rd bdi cdnh canh tranh va vi thé clia cong ty muc tiéu trong dé.
e CacYéuto Can Phan tich:
o So sanh v&i Doi thi (Benchmarking):
« S0 sanh cong ty muc tiéu v&i cac ddi thd dé hiéu rd sw khac biét héa
(differentiation) va danh gia xem |oi thé canh tranh d6 cé bén virng
(sustainable) hay khong.
»  Phan tich c6 thé bao gdm viéc phdng van khach hang clia dbi tha dé hiéu vé
san pham, tinh ndng va mc dd hai long cla ho.
o Phan tich Pa chiéu:
«  Gid ca: So sanh chién lwoc gia.

«  T6 chirc: So sanh quy mé td chirc, cAu trac ddi ngll, md hinh ban hang.
o Phan tich "Con hao Kinh té" (Moat):
«  Dinh nghia: "Moat" 13 Loii thé Canh tranh Bén vitng hay USP (Unique Selling
Proposition) clla mOt doanh nghiép.
«  Phan tich: Xac dinh "moat" cla ttrng dbi th 13 gi (vi du: gid ré, chat lwong vwot
trdi, hay chudi cung (rng hi@u qua) va so sanh v&i "moat" clia cong ty muc tiéu.
3.3. Tru cOt 3: Doanh nghiép (Business) - Phan tich Ni tai
e Muc tiéu: Danh gid slrc khde va tiém nang cla chinh cong ty muc tiéu.
e CacYeéuto Can Phan tich:
o Cac Yéu to Tai chinh:
«  Mb hinh Kiém tién (Monetization): Cong ty tao ra doanh thu nhw thé nao?
«  Lich str Goi vOn (Fundraising): Ho d3 tlrng goi von chwa?

= Tang trwrdng P&L: Phan tich xu huwdng tang trwdng P&L trong qua khir va cac
ké hoach téng trwdng trong twong lai.
o Cac Yéu to Phi tai chinh:
«  D6i ngili: Chat lwong clia ddi ngdi 13nh dao va nhan vién.
= Hoat ddéng: Nang Iwrc van hanh (nha may, quy trinh).

» M0 hinh Kinh doanh va Van hanh: Céch thirc cdng ty tao ra va cung cap gia tri.
3.4. Tru cOt 4: Khach hang (Customer) - Phia Cau (Chi tiét)
e Muc tiéu: Hiéu sau séc vé co s& khach hang clia cong ty muc tiéu.
e Cac Yéu td Can Phan tich:
o Phan khic Khach hang: Phan loai khach hang theo cac tiéu chi khac nhau (nhan khau
hoc, hanh vi, tam ly hoc).
o SwGan bo chia Khach hang (Customer Stickiness): Khach hang c6 trung thanh v&i san
pham hay thwong hiéu clia cdng ty muc tiéu khéng?
o Phan hodi ctia Khach hang: Thu thap va phan tich phan hoi clia khach hang vé san
pham/dich vu.



4. Tong Hop va Pwa ra Khuyén Nghj
Qua trinh CDD la mot qua trinh danh gid, khong phai 1a mot bai todn cé cau tra |1&i "dung" hay "sai"
tuyét déi.

e Xac dinh "C& Xanh" va "Co D6": Trong subt qud trinh phan tich, nha tw van can phai nhay bén
dé nhan ra céc tin hiéu tich cwe ("cd xanh" - green flags) va céc tin hiéu tiéu cwe ("co& dd" - red
flags) tlr thong tin thu thap dworc.

e Xay dwng Khuyén nghi Can bang: Khi tém tat va dwa ra khuyén nghi cudi ciing, can phai trinh
bay ca hai khia canh:

o Liétké cac "co xanh" (nhirng diém hap dan clia cong ty muc tiéu).
o Liétké cac"co dd" (nhibng rli ro va diém yéu).

e Duwa ra Phan quyét: Dua trén viéc can nhac gitka "co xanh" va "c& dd", dwa ra mot phan quyét

cudi cling vé viéc "Di" (Go) hay "Khéng di" (No-go) v&i khodn dau tw.
Két Luan
Khung ThAm dinh Thwong mai (CDD) 1a m&t cong cu phan tich manh mé va ¢6 cAu tric, cho phép céac
nha dau tw "nhin thau" mot cong ty muc tiéu tridc khi dwa ra quyét dinh. Bang cach phan tich mot
cach c6 hé thdng ca bdn tru cot - Thi triedng, Canh tranh, Doanh nghiép, va Khach hang - khung nay
gitip bién mdt quyét dinh dau tw c6 dd rli ro cao thanh mot lwa chon chién lwoc cé co s&. Y nghia thuc
tién cla nd |a cung cp mot 10 trinh rd rang dé xac dinh cac co hdi, nhan dién céc rdi ro va cudi cung la
dwa ra mOt khuyén nghij can bang va cd tinh thuyét phuc cao.

Case example
Xay Dwng Chién Lworc Tang Trudng cho mot Thwong Hiéu Jeans tai Thi tredng My

Bai viét nay phan tich mot tinh hudng tw van chién lwgrc, trong d6 mdt cong ty san xuat quan jeans tai
MY tim kiém cac gidi phap dé thuc day téng trwdng doanh thu. Qua trinh phan tich di qua nhiéu giai
doan, tt viéc danh gia cac Iwa chon tang tredng hiku co, xay dwng chién Iwgc ra mat thwong hiéu
m®i, dén viéc xem xét kha nang tham nhap thi tredng qudc té.

1. B6i Canh va Xac Pinh vVan Dé
1.1. B6i canh Ban dau

e Khach hang: M6t cong ty kinh doanh hang may mac, cu thé 12 nha san xuat quén jeans, cé tru
sO' tai My.

e Muc tiéu COt I16i: Ting doanh thu (day 14 muc tiéu duy nhat).
1.2. Phan tich Vi thé ctia Khach hang (Product, Price, Position)
Thong qua cac cau hdi 1am rd, vi thé clia khach hang trén thi trwdrng d3 dwoc xac dinh:

e San phém & Gia (Product & Price): Nha san Xuat quén jeans phan khuc gia tam trung
(mid-priced), dwoc biét dén v&i chat lworng tot & mirc gia phai chang.

e Vi thé (Position): Hoat ddng trong mdt thi treng phan manh (fragmented) v&i s canh tranh
tlr cd phan khuc gid ré hon va cao cap hon. Mac du vay, khach hang van |a mot trong top 5
ngw®i cho’i trong nganh.

2. Xay Dwng LO Trinh Tang Trwdng Ban Dau

Dwa trén bbi cdnh thi trwdng phan manh, hai con dwdng téng trwdng chinh d3 dwoc xac dinh:



1. Tang tredng Vb co (Inorganic Growth): Thong qua mua lai (acquisition) cac di thi khac.
2. Tang trwdng Hiru co’ (Organic Growth):

o Tang Doanh thu trén moi Khach hang (Increase Revenue per Customer): Khién khach
hang hién tai chi tiéu nhiéu hon.

o M® rong Co s& Khach hang (Widen Customer Base): Thu hut khach hang moi.
Theo dinh hwéng cla tinh hudng, cudc phan tich tap trung hoan toan vao Tang trwéng Hivu co.
3. Phan Tich Chuyén Sau: Cac Don By Tang Trwéng Hivu Co’
3.1. Pon bay 1: Tang Doanh thu trén mdi Khach hang (Bi loai bo)
e Cicy twdng ban dau:

o Téang tan sudt mua hang bang cach gidm vong d&i sdn phdm (bi loai bd ngay lap ttrc vi
mau thuan véi dinh vi "chat lwong").

o Céc chién thuat khac nhw gidm gia, chwong trinh khach hang than thiét, ban chéo
(cross-selling).

e Két qua: Cacy twdng nay khong dworc theo dudi, cho thay c6 thé ching khéng dd dot pha hodc
khong pht hop v&i chién lwoc dai han. Cudc phan tich chuyén sang don bay th( hai.

3.2. Don bay 2: Thu hit Khach hang M&i - Ra mat Thwong hiéu Hang sang
Day 13 bwdc ngodt clia cudc phan tich, dé xuat mot hwdng di téo bao va chién lwoc.

e Y twdng COt 16i: Ra mat mdt thwong hiéu con (sub-brand) m&i nhdm vao phan khic hang
sang (luxury).

e Lyluan:
o Tan dung vi thé 13 mot thwong hiéu d3 cé uy tin.
o Khai thdc m6t phan khic khach hang mai, cé kha nang chi tra cao.

o Thwong hiéu m&i sé hoat ddng dwdi cling mot cong ty me dé duy tri tinh than cdt 15
(ethos) vé sw tan tdm va dbc dao, tranh gdy nham lan cho khach hang.

4. Xay Dwng Chién Lwrorc Ra Mat cho Thwong Hiéu Hang Sang
4.1. Chién Iwoc Phan ph6i: Omni-channel (Pa kénh)

e Lwa chon: Mot chién lwgc da kénh dwoc dé xuat dé co thé linh hoat thir nghiém va danh gia
hiéu qua.

e Trong tam ban dau: Tap trung vao kénh Trwc tiép dén Ngwei tiéu dung (D2C -
Direct-to-Consumer).

o Llydo:

«  Tan dung cac clra hang hién cé clia thwong hiéu tAm trung.



= Mang lai bién |gi nhuan cao hon.

«  Cho phép kiém soat chi phi tot hon.
4.2. Cac Yéu t6 Thanh céng Then chdt cho Thwong hiéu Hang sang Pa kénh
Ba tru cOt chinh dwoc xac dinh dé ddm bao sw thanh cong cla viéc ra mat:
1. Théng diép Thwong hiéu (Brand Messaging):

o Tap trung vao Trai nghiém va Tinh Ddc ddo: Khach hang hang sang tim kiém trai
nghiém va sw chan thirc.

o St dung Ké chuyén Hiéu qua (Effective Storytelling): Chia s& cau chuyé&n vé nhirng
ngr®i the thl cdng, hanh trinh tao ra sdn pham dé xay dwng sw két nOi cdm xuc.

2. DAu tw vao Cong nghé:

o Tan dung Di¥ liéu Ngwi tiéu dung: Phan tich di liéu tlr kénh D2C dé hiéu xu huéng,
tlr d6 diéu chinh hoat dong sén xuat va phan phoi.

o Muc tiéu: Cai thién thdi gian quay vong sdn phdm (turnaround time), ban hang nhanh
hon va nhéan dwoc phan hoi tot hon.

3. Dich vu Khach hang Xuat sac:
o Tao Trai nghiém Cao cap: Dich vu phai twong xtrng v&i dinh vi thwong hiéu.

o Tan dung cac Tiéu chuan Nganh:
= BOPIS (Buy Online, Pick-up In Store): Mua tric tuyén, nhan tai clra hang.

= BORIS (Buy Online, Return In Store): Mua trwc tuyén, trd hang tai clra hang.
o Muc tiéu: Tang cwdng s tin twdng va thuln tién cho khach hang.

5. Phan Tich M& ROng: Tham Nhap Thij trwdng Trung Qudc
Cudc thao luan chuyén sang mot huéng tang trwdng khac: mé rong dia ly sang Trung Qudc.
5.1. Cac Tiéu chi Danh gia Ban dau
Bn yéu td dwoc dwa ra dé danh gia tinh kha thi cla viéc tham nhap:

1. Quy md thjtrwdng.

2. Thai do cla ngwoi tieu dung ddi véi quan jeans (yéu t6 van hoéa).

3. Kha nang chi tra cla khach hang.

4. MUrc do dé dang trong viéc thiét 1ap hé thdng san xuat/phan phdi.
5.2. Cac Rao can va Thach thipc Tiém nang (Bottlenecks)

1. Phap ly: Khé khan trong viéc xin gidy phép.



2. Canh tranh: Sy hién dién cla cac dbi th( canh tranh s@n xuét chi phi thap tai dia phwong.

3. Dinh gia: Do chénh I&ch v& sirc mua twong dwong (purchasing power parity), thwong hiéu tam
trung clla My c6 thé bi coi la dat dé tai Trung Quoc.

4. Bién Igi nhudn: Viéc phai gidm gia ban dé canh tranh c6 thé anh huwédng dén I nhuan.
5.3. Dé xuat Chién Iwoc: Chuyén San xuat sang Trung Quoc

e Y twdng: Thanh Iap mdt nha may sdn xuat m&i tai Trung Qudc dé phuc vu thi trdng nay.

e Lo ich Chién lworc:

1. Tham nhap Thi tre&ng Dia phwong: Chi phi san xut thap hon tai Trung Qudc cho
phép cong ty ra mat mot dong san pham ré hon ma van duy tri bién Igi nhuan. Diéu
nay gitip danh bai doi thu canh tranh (undercutting the competition) va dat dwoc
doanh s6 cao hon.

2. T6i wu héa Chi phi Toan cdu: Viéc chuyén mdt phan san xuat sang Trung Qudc cling cé
thé gilp gidm gia thanh tai thi trird&ng My hién tai, tlr d6 tang kha nang canh tranh va
I@i nhuan trén toan cau.

Két Luan

Tinh hudng nay minh hoa mot quy trinh tw duy chién lwoc da tang, di tir viéc xac dinh cac don bay téng
trwdng co ban dén viéc xay dwng cac ké hoach chi tiét cho cac sang kién phirc tap. Hai con dwdng tang
trwdng chinh d3 dwo'c kham pha: 1am sau thi trrdng hién tai bang cach ra mat thwong hiéu

m&i va m& rong dia ly sang mot thi trwdng méii.

Théng diép trong tdm 13 tang trwdng khong phai 1a mot hanh ddng don 1€, ma 13 mot tap hop céc
quyét dinh chién lwoc co lien két chat ché. Viéc ra mat mot thwong hiéu hang sang doi héi sw dau tw
ddng bo vao thong diép, cong nghé va dich vu. Twong tw, viéc tham nhap mot thi tredng méi nhw
Trung Qudc khong chi 1a mot quyét dinh vé ban hang, ma con lién quan dén cac quyét dinh chién lvorc
vé san xuat va dinh gid d& ddm bao thanh cong bén virng.

Private equity due diligence interviews

Mergers and acquisitions (M&A) topics are one category that comes up routinely in consulting case
interviews — often couched in the format of serving a private equity (PE) fund that is conducting due
diligence on a new platform investment.

As quick background, private equity is a segment of investment firms that typically makes control
investments in companies, frequently leveraging a significant amount of debt. In practice, these
engagements most commonly involve a market-focused scope (e.g., determining market size and
growth), but the PE case interview may also involve company-level analysis (e.g., evaluating operational
excellence).

Interviewers are fond of these question formats because they provide insight into a candidate’s ability to
juggle multiple —and sometimes contradictory — data sources to ultimately distill the “so what” from the
information, and ultimately drive the interview to a specific go / no-go decision on the acquisition.

Read More



https://www.rocketblocks.me/blog/due-diligence-interviews.php
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