Nadnarodni
podniky




Cile prednasky

e Seznamit se s procesem vstupu na zahranic¢ni trh a s formami
vstupu na zahranic¢ni trh

e Pochopit vyznam vhodné organizacni struktury vzhledem k
efektivni implementaci strategie.

e Seznamit se s typy organizacnich struktur vhodnymi pro
danou uroven a rozsah internacionalizace firmy




Nadnarodni podniky — proces vstupu na

zahranicéni trh
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Nalezeni konkurenc¢ni Analyza trhii a nalezeni lokalni 2

vyhody (vyhody mista)
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Vybér formy vstupu
na zahraniéni trh

Vybér optimalni
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1. ProC€ chce podnik expandovat do
zahraniCi?

e Proaktivni duvody
e uspory z rozsahu,
e prilezitost k ristu,
e piistup ke zdrojiim,
e pobidky
e Reaktivni diivody
e globalni konkurence,
e obchodni prekazky,
e legislativa a dal$i omezeni v domaci zemi,

e pozadavek zakaznika

Konkuren¢ni vyhoda podniku (monopolni vyhody, vlastnictvi ptirodnich
zdrojii, patentovych prav, technologie, znalosti, Gspory z rozsahu, znacka,
organizacni struktura, ...)




2. Kam chce podnik expandovat

Analyza prostiedi (PESTLE, STEEPLE, Porter, etc.)

ale také vzit v ivahu
e regionalni komparativni vyhody
e bariery mezi zemémi (realizace 4 svobod (EU),...)

e vztahy mezi obchodnimi bloky

ptiklad: CR




3. Jak vstoupi podnik na zahrani¢ni trh?
Formy vstupu

Bezkapitalové zpuisoby Kapitalové zpiisoby

Export «Joint ventures

* Pfimy export

* Neptfimy export

Pln¢ vlastnéné podniky

Smlouvy * Brownfield

* Licence  Greenfield

* R a D smlouvy » Akvizice

* Smluvni vyroba * Fluze

* Aliance

* Franchising

» Ostatni




4. OrganizacCni struktura




Samsung Electronics

Zasazen ekonomickou krizi
Radikalni reorganizace 2009

Vytvoteni dvou divizi

Zmeéna na postech vedoucich pracovnikti — 5 z 8

ELECTROMICS



http://www.google.com/imgres?imgurl=http://www.techgadgets.in/images/samsung-logo-nov.jpg&imgrefurl=http://www.techgadgets.in/peripherals/2007/19/samsung-trudirect-se-s204s-optical-disc-drive-ships/&h=280&w=320&sz=26&tbnid=Zxj0lVmRjTtGJM:&tbnh=103&tbnw=118&prev=/images?q=Samsung+logo&usg=__mPJVOJ_SLDftzTnwfRXL0JyVTOo=&ei=3ZsrS53HK4mXtgf2lZX-CA&sa=X&oi=image_result&resnum=4&ct=image&ved=0CA0Q9QEwAw

Alcoa

Mensi organizacni jednotky
Propojila geograficky vzdalene pobocky, ale se stejnym
zam¢cienim (Brazilie, Australia)

ALCDOA




Organizacni struktura

Organizacni
struktura

Se musi vyvijet By méla byt

spolu s zalozena na Musi doplnovat
internacionalizaci kontingencnim strategii
podniku pristupu




Kdy je treba zmeéna organizacni
struktury (nejcastéjsi duvody):

Neshody mezi
divizemi, pobockami,
manazery, etc.

Duplikace ¢innosti a
procesi

Riist (+ fuze, akvizice)

Stiznosti zakazniku

Zména v zaméreni
spole¢nosti (novi
zakaznici, projekt,
etc.)

Konflikty mezi
centralou a
zahrani¢nimi
pobockami

Nadmérna
centralizace vedouci k
produkci nadmérného

mnozstvi dat (¢asto
nevyuzivaného)

Nejasné vztahy v
oblasti reportovani

™




Jaké jsou moznosti organizovani? Model
Stopford a Wells
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ZahraniCni
oddéleni/pobocka/mezinarodni divize

Chief
Executive
Officer
| | | |
g::gg:_;::s Finance Production Marketing HRM
VP International
Operations
|

subsgz?:;es Japan Germany Mexico




Mezinarodni divize

e Organizovana dle funkci, produktu nebo geograficky

e |IBM World Trade

[

||:||:H
n

":l”n

e Pepsi Cola International h

I,
PEPSI
-
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Funkcionalni struktura

e Funk¢ni specializace (integrovana globalni struktura)
o Uspory z rozsahu

e Zamgéfeni na jeden nebo malo produktu, pocatky
internacionalizace




Vyrobkove divize (divizni struktura)

EXHIBIT 8-2 Global Product (Divisional) Structure

CEO
| I
Co e Area Specialists:
Functional Staff North America
Latin America
Europe
Far East
| |
Product 1 Product 2 Product 3
Division Division Division
I I
Country A Country B
|
| | l
Finance Production Marketing




Regionalni divize (geograficka struktura)

EXHIBIT 8-3 Global Geographic Structure

Board of Directors

Chair
|
CEC

| | |

VP North VP South VP VP

America America Europe Pacific

VP

Finance Coumak

F United
VP VP rance Kingdom

Plastics Agriculture |

Finance Preduction Marketing




Maticova organizacni struktura

Management ‘ ‘ citi

finance |research |
Xerox @,)
Asia | I
North America | \

Europe



http://images.google.cz/imgres?imgurl=http://www.inovacnipodnikani.cz/views/media/images/articles/1260862067_xerox%2520logo.jpg&imgrefurl=http://www.inovacnipodnikani.cz/uvod/30&usg=__X5JzEYSVF707QiIiPrXwH6C6KPY=&h=299&w=550&sz=42&hl=cs&start=1&um=1&itbs=1&tbnid=ys-rjROCS2A4oM:&tbnh=72&tbnw=133&prev=/images%3Fq%3Dxerox%26um%3D1%26hl%3Dcs%26sa%3DN%26rls%3Dcom.microsoft:cs:IE-SearchBox%26rlz%3D1I7PPBG_cs%26tbs%3Disch:1
http://images.google.cz/imgres?imgurl=http://oldskoolmark.files.wordpress.com/2008/08/ge-logo.jpg&imgrefurl=http://oldskoolmark.wordpress.com/2008/08/&usg=__69IPVN8AVQwRttIHn2jXkcjctXc=&h=473&w=474&sz=76&hl=cs&start=1&um=1&itbs=1&tbnid=stZAwipW7cw0jM:&tbnh=129&tbnw=129&prev=/images%3Fq%3DGE%26um%3D1%26hl%3Dcs%26rls%3Dcom.microsoft:cs:IE-SearchBox%26rlz%3D1I7PPBG_cs%26tbs%3Disch:1

Stopford-Wells — o ¢em jsme mluvili

------ 1------------------------
%
3
!
\
Worldwide \,
Product b _
Divisdon * Global Matrix
. ("Grid’)
Faraign N
Product ~
i Alternate Paths o ! e
B :&I’ Development
= Area
Intemational ™ Civislon
Division
T
H I

Foreign Sales o6 o Parcentage of Total Sales




Kriteria rozhodovani o organizacni

strukture
N
« Specializace na konkrétni
trhy
Diferenciace
/
~

« Koordinace podobnych trhu

Integrace

J




Priklad: Proctor & Gamble’s “Think
Globally—Act Locally”

P&G’s Global/Local .

e Global business units f;f) Think globally
e Market Development ’)
Organizations (MDO) 2 > Act locally &G

* Global Business Servicesy > Enabling P&G to win with
(GBS) customers and consumers

e Corporate functions > > Be the smartest/best

Gillette
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Jake jsou moznosti organizovani?
Bartlett-Ghoshall

Christopher A. Bartlett thinking Sumatra Ghoshal after defining
about new organizational strategies transnational organizational
strategy

Managing Across Borders: The Transnational
@ Solution (Bartlett & Ghoshal 2002)




Bartlett-Ghoshall

Crzanizational Wultmational Grlobal [ntermational Transnatinnal
charactenstics
Confimwration of assets ~ Dlecentralized and Cenfralizedand ~ Somces of care Dispersed, mterdependent,
and capahilities. natiomally self-sufficiert.  globallysealed.  competences and speciaized.
centralized, others
decentralized
Rale of oversess Sensmgand explotimg Implementmg Belaptmg and leveragmg  Differentiated contrbutions
opetations, lncal opportuies. pavent company  pavent company by national wts to
strateqes, cotpetencies, mntesrated wotldwnde
operations.
Developtent and Krowledge developed  Knowledge Knowledge developedat  Knowledge developed jomtly
diffusion of knowledge.  and metamed withineach  developed and the center and transferred  and shaved worldwade.
it tetamed at the to overseas wrts.
CERNTED.
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Lokalni odpovédnost a stupen integrace

Importance of local

res]_:mnsiveness

International

Low High
Degree of glﬂl}al integraﬁﬂn




Mezindrodni organizacni strategie (International)

SESUE S




Mezinarodni organizacni strategie

z pocatku divize €1 odd€leni, pozdéj1 pobocky v zahraniCi
centralizace ,,core competence*
vyuzivaji strategii centraly, s mirnymi Upravami

znalosti vytvareny v centrale a sméiuji k pobockam

SROVNANI S OSTATNIMI OS

nevhodné pi1 velkém mnozZstvi produktii nebo velkému objemu trzeb v
zahraniCi

lepsi vyuzivani znalosti a schopnosti matetské spolecnosti
niz§i uspory z rozsahu
méné reflektuji mistni poptavku I)&G




Globalni
organizacni
strategie




Globalni organizacni strategie (Global)

e pobocky v zahrani¢i koordinované z centraly

e implementuji strategii centraly

centralni nakup, integrace vyvoje, ...

Znalosti vytvareny v centrale, kde také vétSinou zustavaji

SROVNANI S OSTATNIMI OS

e standardizovany globalni produkt zakazniktim na celém svété
e Uspory z rozsahu

e 1novativni

e nejsou volné zdroje ani motivace zohlednovat lokalni poptavku
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Multinacionalni organizacni strategie

‘ Presll;:lent, | ‘ Presil;:lent, ‘ ‘ Freslla':lent, | ‘ Fresl{:lent, |
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Multinacionalni organizacni strategie

decentralizované pobocky

e nezavislé pobocCky

strategie zohlednuje lokalni prosttedi a jeho prilezitosti

e znalosti vytvareny v pobockach, kde vétSinou zustavaji

SROVNANI S OSTATNIMI OS
e slaba globalni integrace

e silna lokalni odpovédnost

oo
(- y

PHILIPS © ““.ﬁ
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Multinacionalni organizacni strategie

Nestlé

e ZaloZen 1866

¢ Pobocky v Anglii, Némecku, Spanélsku, US
18 R&D, 100 IT

230 000 zaméstnanct, pouze 1600 ve Vevey

e 1998 nove vedeni

e Snaha o dosaZeni uspor z rozsahu

utive Nestlé): ,,Propojent
pro nas velmi diilezité.
fragmentovany a proto
ko k zakaznikoui, jak jen

h 2000)




Transnacionalni organizacni strategie

IA\
Urparazational Iutmational (rlohal Intermational / Transnational \
charactenstcs
Cordiowation of assets  Decentralized and Centralizedand  omroes of core Dispersed, interdependend, )
and capabilities. rationally seli-sufficent.  globally sealed.  competences and specialized \
centralized othe
decentralzed
Riole of overseas Sevsmgand explotme [plementmg Adaptme and lewarme  Differentisted contrbtions
opezations. local opportundes. patent company  parent compay by natiomal wats to
strateqies, comipetencles. Iteqrated wotldwide /
opetations.
Development and Knowledee developed — Knowledge Knowledze developedt — Knowledge developed jondly
difusion of knowledze.  and etamed withineach  developed and the center and transferred\  and shared worldwds,
. tetained ot the to overseas wats.
center.
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Transnacionalni organizacni strategie

diverzifikovana sit’ pobocek s riznou strategickou ulohou

e nezavislé pobocky, specializované

toky zbozi, znalostni a kapitalové toky v ramci celé sité

e sitova struktura

SROVNANI S OSTATNIMI OS
e vysoka vzajemna zavislost vSech subjekti
* vysoky stupen modifikace vyrobki

e vysoky stupen adaptace marketingu




Transnacionalni organizacni strategie

ABB
e vznik 1988

e 1300 pobocek, v kazdé¢ front-line operating manager
® country manager

e business area manager
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Transnacionalni organizacni strategie

Country manager

«Lidé

*Front-line
operating

. 14 14 .
manager Zakaznici

*Individualni lokalni
potieby

Business area manager

*Produkt

*Technologie




Transnacionalni organizacni strategie

e 11 Executive vice presidents (Executive comittee)

Executive Comittee

]

Busines Area manager Country manager

NI

Front line operating manager




Transnacionalni organizacni strategie

e hleda rovnovahu mezi diive zminénymi typy organizacCnich struktur

e kde je to mozné — globalni produkt (vyuziva Gspory z rozsahu jako
globalni spoleCnost)

e kde je tieba — lokalni prizpusobeni, lokalni sluzby




EXHIBIT 8-8 Organizational Alternatives and Development for Global Companies

TNC
s Globadal o e e e e —,. Horizontal organization,
5 product —— alliances and networks
5 structure =7 Global
2 - obal company Transnational
Eﬂ d structure
’

= ’ k
- = MNC :
3 ' ,
= : Matrix Structure !f

o 1 /

__2 1.‘ International ,I

= \ compan /

H A pany 7

g \ -

a \ - .
o Domestic functional - Geog rapl‘llc

with international _ ———— area
division structure
Opportunities and Need for Localization

SOURCE: Based on models by R. E. White and T. A. Poynter, “Organizing for Worldwide Advantage.”
Businesy Quarrerfy 54 (Summer 1989); John M. Stopford and Louis 'T. Wells, Jr., Managing the
Multinational Enrerprise (New York: Basic Books, 1972):; and C. A. Bartlett, “Organizing and Controlling

@C&L “ Harvard Business School Case Study, no. 9 (March 1987): 365, 375.
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