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LOI CAM GN

Winston Churchill tirng néi rang viét mot cudn sach phai
tradi qua nam giai doan. 0 giai doan dau tién, né chi la mot
thtt do choi trong tay ban. Nhung dén giai doan cudi cung,
n6 tré thanh mot tén bao chia mudn diéu khién ca cudc
doi ban. Ngay khi ban sap sta quy ngd va dau hang, ban
béng viing lén giét chét tén bao chua va dua cudn sach ctia
ban dén voi cong luan. bung 1a nhu vay! Néu khong c6
nhitng con ngudi tuyét voi giup dd chung toi trong viéc
hoan thanh cuén sach nay, tén bao chua kia da cé thé
gianh chién thang.

Ngudi ban, nguoi dong nghiép Morten Hansen cda ching
toi da dong gop to 16n cho dy an nay. La mot hoc gia
Fulbright, 6ng phdi tam thdi roi bé cong viéc § Nhom Tu
van Boston trong sau thang dé tham gia nhom nghién ciu
Stanford vdi chung toi, trong thoi gian nay 6ng dong vai tro
quan trong trong viéc chon lwya va phan tich cac cong ty so
sanh. Sau khi chia tay v6i du an, ong tiép tuc gilt lién lac
thuong xuyén, liéen tuc thuc ddy ching t6i c¢6 gang thoat
khoi rang budc ctia nhitng quan niém ct, tap trung chu y
vao nhitng bang chimg cu thé, ngay ca khi ching khong
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phu hop véi quan diém truge day cda chung toi. Morten 1a
mot trong nhitng tri thic trung thuc nhat ma chung toi
tung biét, ong khong bao gid cho phép ching toi sa nga
vao “cai bay” chd quan trong khi nghién cttu: can bénh chi
nhin thdy nhitng gi chiing ta mudn thay! Khi xay dung va
phat trién nhing y tudng sau cung, ching toi luon tu héi:
“Liéu nhitng diéu nay c6 dap tng dugc nhing ‘tiéu chuan
Morten’ hay khong?”

Darryl Roberts va Jose Vamos la trg Iy nghién cttu cda dy
an trong nhiéu nam, cung thoi gian d6 ho con lam nghién
cttu sinh tai Stanford. Darryl thyc hién cong viéc “gidi ma
co ban” dbi voi mot s6 cong ty chi chot trong danh sach
nhu Merck, Johnson & Johnson, 3M va Philip Morris, dong
vai tro quan trong trong viéc diéu tra lay y kién tw cac CEO,
1a nguoi khong thé thiéu trong viéc kiém tra cac ¥ tudng
cda chung t6i. Jose dong gép dang ké trong cac phan tich
tai chinh hé tr¢ cho cong tac nghién ciu. Chi riéng viéc
phén tich cac Bdo cdo tai chinh va Bdo cdo thu nhdp cia
cac cong ty t 1915 tré di da 1a mot viéc khong 16, ton hét
gan mot ndm tron! C4 Darryl va Jose da lam rat tot nhiém
vu cuda ho.

Chung t6i cing nhan dugc sy giup dé va cong tac vo
cung quy bau tu cac trg ly khac, da sé 1a cac nghién ctu
sinh thac si va tién si ¢ Dai hoc Stanford, tham gia vao
nhom nghién citu trong khoang thdi gian dudi mot nam.
Ching t6i xin tran trong cam on cac ban c6 tén sau day:
Tom Bennett, Chidam Chidambaram, Richard Crabb, Murali
Dharan, Yolanda Alindor, Kim Graf, Debra Isserlis, Debbie
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Knox, Arnold Lee, Kent Major, Diane Miller, Anne Robinson,
Robert Silvers, Kevin Waddell, Vincent Yan, va Bill Youstra.

Chung t6i con nhan dugc su hd trg dac luc tw cac nhan
vién thu vién Jackson tai Dai hoc Stanford: Betty Burton,
Sandra Leone, Janna Leffingwell, va Suzanne Sweeney.
Chuing t6i dac biét cam on nhén vién thu vién Paul Reist vi
nhitng ¢ gang tra ciu gitp chung téi cac tai litu lién quan
ra doi cach nay hang chuc nam! Carolyn Billheimer tw cong
ty Dialog Information Services Inc, bang tat ca kha nang da
hé trg tich cuc trong viéc sap xép va phan loai cac bai viét
vé cac cong ty hang dau. Linda Bethel, Peggy Crosby, Ellen
DiNucci, Betty Gerhadt, Ellen Kitamura, Sylvia Lorton, Mark
Shields, Karen Stock va Linda Taoka da gép phan tich cuc
vao cong viéc hanh chinh trong su6t thoi gian du an. Ellen
Kitamura sap xép hang ngan tai litu mot cach ngan nép
vao cac ho so, giup tiét kiem duoc rat nhiéu thoi gian khi
tra citu. Linda Taoka phu trach viéc 1én thoi gian biéu hop
ly nhat cho du an chung toi.

Chung t6i hét stic cdm on cac cong ty hang dau va cac
cong ty so sanh da san long cung cap nhiéu tai liéu (cd qua
khi¢ va hién tai) ve cong ty. Loi cam on dac biét xin dugc
gui toi Karen Lewis (cong ty HP) va Jeff Sturchio (cong ty
Merck). Karen da danh nhiéu ngay lam viéc véi mot trg ly
cda chung to6i dé xac dinh va gidi thich can ké hang tram
tai litu vé giai doan moi thanh lap cda céng ty HP, giip
ching t6i c6 dugc hiéu biét sau sac va day dd vé cong ty,
nhtng hiéu biét hét sttc quan trong déi véi tw duy nghién
cltu ctia chung t6i. Jeff Sturchio - nhan vién quan ly cac tai
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liéu luwu tri¥ ¢ cong ty Merck - gitip ching toi c6 dugc nhiéu
tai liéu lich si quan trong, gom ca nhiing ban viét trén giay
da cda George Merck - nhitng bai viét dau tién cda éng vé
tam nhin va hoai bdo cda cong ty.

Mot 10i cam on nita xin gui tdi cac ban da tham gia doc
va cho v kién vé ban thao cda cuén sach: Jim Adams (Pai
hoc Stanford), Les Denend (Network General), Steve Denning
(General Atlantic), Bob Haas (Levi Strauss), Bill Hannemann
(Giro Sport Design), Dave Heenan (Theo Davies), Gary
Hessenauer (General Electric), Bob Joss (Westpac Banking
Corporation), Tom Kosnik (Dai hoc Stanford), Edward Leland
(bai hoc Stanford), Arjay Miller (Pai hoc Stanford), Mads
Ovlisen (Novo Nordisk), Don Petersen (Ford), Peter Robertson
(USC), T.J.Rodgers (Cypress Semiconductor), Jim Rosse
(Freedom Communications), Ed Schein ((Pai hoc MIT), Harold
Wagner (Air Products), Dave Witherow (PC Express), Bruce
Woolpert (Granite Rock), va John Young (Hewlett-Packard).
Nhitng c6 van tin cay hang dau - cac ba vg yéu quy cta
chung t6i Joanne Ernst va Charlene Porras - da doc va gop
y ban thdo ngay tt lic mdi in ra. Ho da thyc sy giup do
ching t6i trong nhiing thang ngay dai vat va voi cong trinh
nay. Chung t6i thay minh that sy may man khi c¢6 nhing
ngudi vg tuyét voi nhu thé.

Ngudi bién tap cua HarperBusiness, ba Virginia Smith da
cung lam viéc can ké v6i ching toi, bién tap va nhan xét
ting chuong ctia cudn sach nay, cho ching t6i nhitng chi
dan quy bau dé hoan thién chat lwvong ban thao. Quan trong
hon, ba da that su tin twdéng vao dy an, luén khuyén khich,
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dong vién chung to6i trong mot thoi gian dai. Chung t6i da
c6 gang khong dé ba phai that vong vé cudn sach nay.

Cubi cung, that khé ma tim dwoc mot c6 van, mot dong
minh, mét than hitu tot hon ngudi dai dién cda ching toi:
Peter Ginsberg tw cong ty Curtis Brown Ltd,. Peter, ban da
nhan ra gia tri cda coéng trinh nay ngay ca tu trudc khi
ching to6i ¢6 ban dé nghi thyc hién né. Ban da dau tranh
vi chuing t6i, da cho ching t6i dong luc 16n lao dé theo dudi
cong trinh nay. Thyc su néu khong c6 ban thi khong thé
nao c6 cudn sach nhu hién nay. Xin mai biét on ban vi diéu
do.
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LGOI NOI DAU

Chung t6i tin tuéng rang cac CEO, nha quén ly, doanh
nhan trén thé gii déu nén doc quyén sach nay. Cac thanh
viéen Hoi dong quan tri cda cong ty, nha tw van, nha dau
tw, nha bao, sinh vién kinh té, hay bat c¢ ai quan tam dén
nhitng doanh nghiép, tap doan hang dau thé gi¢i v6i nhiing
dac tinh cda ching, cting nén doc né. Chung t6i tuyén bo
nhv vay khong phai vi ching t6i la tac gia, ma chinh bdi
vi nhing bai hoc quy bau ma nhting doanh nghiép hang
dau nay c6 thé dem lai cho chung ta.

Theo chiing t6i dugc biét, viéc nghién citu va viét ra mot
cu6én sach nhu thé nay chwa tung duoc lam trude day.
Chon ra mot nhém cac coéng ty hang dau da ding ving
qua thit thach cda thdi gian (nam thanh 1ap trung binh vao
khoang 1897), chung t6i nghién citu cac cong ty nay trong
si so sanh v6i mot nhoém cac cong ty so sanh véi “tudi doi”
tuong tu, nhung khong c6 dugc muc thanh cong nhu nhitng
cong ty hang dau ké trén. Chung t6i quan sat ho tt khi
khdi nghiép, khi dat quy moé trung binh, khi dat quy mo
16n. Ching to6i quan sat khi ho thao luan, thuwong thuyét,
ton tai qua nhing thay déi 16n cda thé gidi: dai chién thé
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gidi, cudc suy thoai, cach mang céng nghé, nhing thay doi
van hoa. Trong sudt qua trinh nghién cttu, ching toi lap di
lap lai cau hoi: “Cai gi tao nén sy khac biét cia nhitng cong
ty hang dau so v6i nhitng cong ty khac?”

Chung t6i mudn vugt qua nhitng 10i 1é khoa truong va
thoi thuong vé quan tri ngay nay. Ching t6i quyét tam tim
ra nhitng nguyén tac quan tri bat bién theo thoi gian, nhiing
nguyén tac da tao ra nhitng cong ty thanh céng vugt bac
va ryc rd. Trén con duong nghién citu chung t6i nhan ra
rang rat nhiéu nhtmg phuong phap quan tri méi mé, cai
tién hém nay thuc ra chang c6 gi méi ca. Da sé nhiing ngon
t¢ thoi thugng kiéu nhu “quyén lam chu nhan vién”, “su
trao quyen”, “phat trién lién tuc”, TQM, “tam nhin chung”,
“gid tri chia sé”, v.v... hda ra chi la nhitng khai niém dugc
cap nhat lai t¢ nhitng cai, trong mot sO truong hop, ra doi
tt thé ky XIX.

Tuy nhién nhiéu diéu chung t6i tim thay da khién chung
toi kinh ngac. Cac huyén thoai sup d6. Cac khuén mau
truyén thong ciing vay. C6 khi ching t6i cam thay lac hudng,
khi c6 nhing ching ci danh thang vao cac quan niém va
kién thic trudc day. Chung t6i phai hoc cach quén, phai
viet bd ra khuon mau ci dé xay dung nhtng khuon mau
mdi, doi khi t cdn ban! Nghién ciu tén mat sau nam.
Nhung khodng thoi gian dai d6 quad la dang gia dén tung
phut mot!

Khi nhin lai c6ng trinh cia minh, ching t6i nhan ra ré
rang hon hét diéu nay: hau nhu ai cliing c6 thé xay dung
mot doanh nghiép hang dau. Pai da s6 cac nha quan 1y &
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moi cap do co6 thé hoc va ap dung nhitng bai hoc t nhing
cong ty hang dau. Theo chung t6i, tt nay chung ta c6 thé
td bd nhitng quan niém sai lam rang “quy dao cda phat
trién” cda mot cong ty phu thudc vao viéc né duwoc dan dat
bdi mot s6 nha lanh dao c6 pham chat dac biét va siéu
hang ma nhing ngudi khac khong thé hoc hoac véi tdéi
dugc.

Chung t6i hy vong cac ban sé gat hai dugc nhiéu diéu tw
cudn sach nay. Voi hang tram vi du cu thé, chung toéi hy
vong c6 thé thuc day cac ban c6 nhitng hanh dong ngay
trong t6 chic cda minh. Chuing to6i hy vong nhing khai
niém va khuén mau cda chiing t6i sé in sau vao tri 6¢ ban,
gitp ban c6 nhitng suy nghi dung dan trong kinh doanh.
Chung t6i hy vong ban c6 thé thu duoc nhiing kién thitc bo
ich va tiép tuc truyén cho nhitng ngudi khac. Trén hét,
chung t6i mong ban c6 dugc su tw tin va cdm hung rang
nhitng bai hoc ¢ day khong chi ap dung cho nguoi khac.
Chinh ban c6 thé hoc va ap dung ching. Chinh ban c6 thé
xay dung nén mot cong ty hang dau.

JCC VA JIp
Stanford, California
3-1994
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LOI GIOI THIEU

Vao ngay 14-03-1994, chung t6i dua ban thdo sau cung
cda cuén Xdy Dung Dé Truong Ton cho nha xuat ban. Nhu
tat cd nhiing tac gid khac, chung toéi ¢6 nhitng hy vong va
uwdc mo cho cong trinh cia minh, song khong bao gid chung
toi cho phép nhing hy vong d6 trd thanh vé6 doan binh
thuong. Chung toi biét rang dé cé dugc mot quyén sach
thanh cong, phdi c6 dén 10 hay 20 cudn sach khac bang
hodc hon n6é chim dan vao quén lang! Hai nam sau, khi viét
10i gidi thiéu cho lan xuat ban nay, chung toi that su kinh
ngac trudc thanh cong ctia cudn sach: hon 40 lan xuat ban
trén toan thé gidi, duoc dich ra 13 ngdn ngt, 1a cudn sach
ban chay nhat ¢ Bic My, Nhat Ban, Nam M§ va nhiéu nudc
chau Au khac.

C6 nhiéu cach danh gia mic do thanh cong cia mot
cudn sach, song theo ching tdéi diéu quan trong nhat la
chat luong doc gid cda noé. Xuat hién trudc tién trén hang
loat to bao, tap chi, cuén sach nay mau chéng c6 duge mot
sO lwong doc gid va gay ra mot chudi phan tng day chuyén
theo kiéu truyén miéng. Va day, doc gia chinh 1a diéu quan
trong nhat. Cai gi 1a gia tri thuc sy ctia mot cudén sach?
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Hoan toan khong phai 1a gia bia cda né. b6i véi mot nguoi
ban ron, gia ca cda mot cudn sach ching 1a gi ca so voi thoi
gian can dé doc va hiéu no, nhat 1a déi v6i nhing cudn
sach hinh thanh trén nghién cttu va y twéng nhu cudén sach
cda chuing toi. Pa s moi ngudi khong doc hét cac cudn
sach ma ho mua. Do d6 ching t6i khong chi ngac nhién vé
s6 nguoi da mua, ma con vé sd nguoi da thuc suw doc no. Rat
nhiéu ngudi ban ron, tt cac CEO va cac nha quan tri cao cap
cho dén nhiing doanh nhan tham vong, lanh dao cac t6 chuc
phi loi nhuan, cac nha dau tu, nha bao, nha quan 1y tré, tat
cd déu da danh cho Xdy Dung Pé Truong Ton mot chut thoi
gian, ngudn tai nguyén quy gia nhat cda ho.

Theo chung t6i, lugng doc gia to 16n cia cudn sach nay
1a do bdn nguyén nhan co ban. Mét la, y tuéng xdy dung
mot coéng ty to I6n va truong ton thuc su dd gdy cdm hiing
cho rat nhiéu nguoi. Chiing to6i da gap nhiéu nha quan tri
trén thé gidi, ho déu khao khat tao ra mot diéu gi do to lén
hon, 1au dai hon ban than ho - d6 1a mot to chic véi nhitng
gia tri truong ton theo thoi gian, mot to chiic ton tai khong
chi d€ kiém lgi nhuan, chiu dugc thit thach cda thdi gian do
c6 kha nang lién tuc tw d6i méi t bén trong.

Khong chi ¢ cac nha lanh dao cac tap doan kinh doanh
16n, chung téi nhan thdy dong co trén & cd nhtng nha
quan ly cac doanh nghiép vita va nhd. Nhitng con nguoi
nhu David Packard, George Merck, Walt Disney, Masaru
Ibuka, Paul Galvin va William McKnight - nhitng nguoi dugc
xem nhu Thomas Jefferson va James Madison cta gi¢i doanh
nhan - that sy da dit ra mot loat cac tiéu chuan vé gia tri
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va muc do thanh cong cho rat nhiéu nguoi khac c6 gang
noi theo. RO rang la Packard va nhing “dai gia” khac khong
phai 1a nhitng “ngudi khong 16” ngay ti lic khéi dau, nguoc
lai, ho cling c6 nhitng khéi nghiép khiém ton nhu bao nguoi
khac, roi t¢ nhing doanh nghiép nhé bé ho da lap nén
dugc nhitng tap doan thanh coéng va truong ton nhat trén
thé gigi. Mot lanh dao cda mot cong ty nhdé da noi: “Nhing
diéu ho da lam va dat duoc cho chung t6i su tu tin va ca
hinh mau dé noi theo.”

Hai la, nhitng nguoi thuc su quan tdm dén kinh doanh
luon tim kiém nhitng nguyén tdc co bdn da duoc thit thdch
qua thoi gian, ho khéng mdy quan tdm dén nhitng khdi
niém, hinh mdu vé qudn tri mang tinh thoi thuong, nhat
thoi. Thé gidi dang thay doi voi mot toc do chéng mat,
nhung diéu d6 khong cé nghia l1a con nguoi khong nén tiép
tuc tim kiém nhiing gia tri co ban da dugc thi thach qua
thoi gian! Ngugc lai, hon bao gid hét nguoi ta rat can nhing
gia tri dy. Tat nhién la ching ta luén can tim kiém nhtng
y tudng va gidi phap mdi - cac kham pha va phat minh
chang phai da thic day su tién bo cla loai ngusi d6 sao?
Tuy nhién, van dé chinh d6i véi cac t0 chic ngay nay
khong phai 1a thiéu cac ¥ tudng quan tri méi (nguoc lai, c6
quéa nhiéu ¥ tuéng nhu thé!), ma chi yéu la ¢ chd thiéu hut
cac nguyén tac, gia tri co ban cling nhu sy that bai trong
viéc ap dung cac nguyén tac ay. Bang cach tré vé voi cac
nguyén tic co ban, cac nha quan ly sé dong gép duoc
nhiéu hon cho t6 chitc cda ho, hon 1a chay theo cac y tudng
thoi thuong, méi mé vé quan tri.
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Ba la, voi nhitng khdi niém trong Xay Dung Dé Trudng
Ton, cdc nha qudn ly cé thé thuc hién nhiing thay doi
trong giai doan chuyén tiép ma khéng can phd bé nén
tdng ban ddu cua céng ty (hodc trong mét so truong hop,
cdc khdi niém nay giup xdy dung cdc nén tang dé tur dau).
Trai v6i suy luan thong thudng, dé dap lai su thay doi tu
thé gidi bén ngoai, cau hdi dat ra khong phdi la “Chung ta
nén thay doi nhu thé nao?” ma phai la “Chung ta dai dién
cho céai gi, va tai sao chung ta ton tai?”. Chi diéu dé khong
nén thay doi. Con lai, c6 thé thay déi moi thit khac. N6i mot
cach khac, cac cong ty hang dau phai phan biét rat ré cac
gia tri c6t 161 va cac muc tiéu dai han (12 nhtng yéu t6
khong bao gio thay déi) v6i cac chién hwge kinh doanh va
thuc hanh hoat dong (1a nhitng yéu to can thay déi dé thich
ung v6i dieu kién bén ngoai). Piéu nay tré nén dac biét
quan trong doi véi cac to chitc khi gap nhiing thay déi 16m,
nhu cong ty vé quoc phong Rockwell trong thoi gian chién
tranh lanh két thuc, cong ty hang tiéu dung Southern
Company trong thoi ky tha néi gia ca, cong ty san xuat
thudc 14 UST trong diéu kién phong trao phan déi hut thudc
14 ngay cang tiang trén thé gidi, hay cong ty gia dinh nhu
Cargill trong thoi gian bat dau c6 nhing nha lanh dao tw
bén ngoai tham gia, nhitng cong ty v6i nhiing nha lanh dao
huyén thoai nhu Advanced Micro Devices va Microsoft can
Vuot qua cai bong cua nhing con nguoi tai ba do v.v...

Ngay cd nhing céng ty hang dau ma chung toéi néi téi
trong cudén sach nay cing can thuong xuyén phai tw nhac
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GIN GIT

Cac gia tri
va muc tiéu cot 16i

TiINH LIEN TUC
VA THAY DOI

THAY B0 TRONG ~ CAC
Thyc hanh hoat CONG TY
L § HANG DAU

dong va van hda
Chién lugc va muyc
tiéu cu the

nhd ban than vé sy phan biét 16 rang gitta nhitng diéu cot
16i va nhing diéu khong cot 16i, nhitng cai khong bao gio
thay doi duwoc va nhiing cai can thay déi. Mot vi du, cac
lanh dao cda tap doan Hewlett-Packard luén nhan manh
tam quan trong cua sy phan biét nay, giip cho moi nguoi
thdy rang moi thay d6i trong cach van hanh, cac chuin
van hoa va chién luge kinh doanh déu khéng c6 nghia la
lam mat di tinh than cda “HP Way” - “Duong 16i cda HP.”
So sanh cong ty voi con quay hoéi chuyén, bao cdo thuong
nién cda HP vao nam 1995 da nhan manh Vv nay: “Con
quay hoi chuyén duoc st dung dé giit thang bang cho tau
thiy, may bay va vé tinh sudt mot thé ky qua, bang cach
két hop sy bén vitng cda mot banh xe bén trong voi chuyén
dong tu do cda mot khung. Tuong tuw, nhitng dac tinh bén
viing cia HP dan dat, huéng dan chung ta vita dan dat thi
truong, vita thich tng dugc véi nhing thay doi trong cong
nghé va thi truong.” Johnson & Johnson si dung quan
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niém nay nhu mot thach thic véi cau tric to chitc cda ho,
nham d6i méi cac quy trinh hoat dong trong lic van giit
viing cac v tudng cot 16i, cac tu tudng cot 16i néu trong ban
Tin diéu (Credo) ctia tap doan. Con & tap doan 3M, ho c6
mot quyét dinh gdy ngac nhién 16n cho giéi kinh doanh:
ban hét cac bd phan khong c6 kha nang cai tién ctia cong
ty, qua do6 tap trung cing c6 muc dich lau dai cda ho, do6
1a gidi quyét cac van dé chua dugc gidi quyét bang nhing
cai tién. That sw néu c6 mot bi quyét ¢ nhitng cong ty vi dai
va truong ton thi dé chinh 1a kha nang quan 1y nhitng thay
doi va su lién tuc - mot diéu can phai dwoc bat buoc thuc
hién moét cach ¢o v thic, ngay ¢ nhitng céong ty hang dau
trén thé gidi.

Bon la, cdc cong ty hang dau cé thé xem cudn sdch cua
chung toi nhu la mot su kh(ﬁng dinh va cong nhdn cho cdc
phuong phdp kinh doanh cua ho. Cudn sach nay chi méi
noéi téi mot sd cong ty hang dau, trong khi thuc té cé rat
nhiéu cong ty dat tam c¢& nhv vay, thudc di moi loai 16m,
nhd, cong ty nha nudc va cong ty tw nhan, cong ty noi tiéng
va it tiéng tam v.v... C6 thé ké thém mot s6 cong ty hang
dau khong ndm trong nghién cttu cda ching téi nhu Coca-
Cola, LL.Bean, Levi Strauss, McDonald's, McKinsey va State
Farm v.v... cac cong ty nhu Nike - chua dd diéu kién vé thoi
gian - ciing c6 thé dugc xem nhu gan dd diéu kién dé lot
vao danh sach nay. Ngoai ra, con rat nhiéu cong ty it tiéng
tam hon (it nhiéu mang tinh “4n dat”, tach biét), nhung
ciing 1a nhing cong ty hang dau. Danh sach nay gom ca
nhing cong ty lau nam nhu Cargill, Edward D. Jones, Fannie
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Mae, Granite Rock, Molex va Telecare... cho dén nhitng cong
ty mé&i noi lén nhu Bonneville Intl, Cypress, GSD& M,
Landmark Communications, Manco, MBNA, Taylor
Corporation, Sunrise Medical va WL Gore v.v... Bao chi noi
chung thuong c6 khuynh huéng dan dat ching ta quan
tam dén cac cong ty néi tiéng ngay ca khi ching thanh
cong hay that bai. Tuy nhién van cé nhiing cong ty khac
chi quan tam dén cac nguyén tac co ban, tranh sw quan tam
cda du luan, am tham tao ra viéc lam, déng gop cho xa hoi.
Chuing t6i cAdm thay lac quan rang c6 nhiéu céng ty nhu vay
ma van c6 dugc cac vi tri vitng chac trén thuong truong.

XAY DUNG PE TRUONG TON
TRONG MOT MOI TRUONG TOAN CAU,
PA VAN HOA

Do muoi bdy trong s6 muoi tam cong ty hang dau dugc
nghién citu § day cé tru sd chinh dat tai My, thoat tién,
chung t6i c6 chdt ban khoan vé viéc cac khai niém co ban
dugc ban t6i & day dugc ap dung & cac qudc gia khac nhu
thé nao. Sau khi xuat ban cuén sach nay, chung téi nhan
ra rang nhitng khai niém co ban trong nghién ciu cia
ching t6i da duwoc ap dung rong rai trén thé gidi, trong cac
moi truong van hoa khac nhau. Ban than cac tac gia da di
rat nhiéu noi trén thé gidi (c6 1& chi tri... Nam Cuc!) dé
tham gia cac hoi thao, thuyét trinh cting nhu lam viéc voi
nhiéu cong ty khac nhau. Ching t6i da lam viéc & mot loat
cac quoc gia véi nén van hoéa khac nhau, c6 thé ké ra & day
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Argentina, Uc, Brazil, Chile, Colombia, Pan Mach, Phan Lan,
Duc, Ha Lan, Israel, Y, Mexico, New Zealand, Philippines,
Singapore, Nam Phi, Thuy Si, Thai Lan va Venezuela. Va
tuy chung téi chuwa c6 diéu kién di nhiéu noi ¢ chau A,
chinh & day cuén sach nay da dugc doén nhan nong nhiét,
vOi cac ban dich ra tiéng Hoa, tiéng Nhat va tiéng Han.

Mong uwdc tao nén mot cong ty 16n khong chi la cia giGi
doanh nghiép My, ma con 1a cda rat nhiéu doanh nhan trén
thé giéi. Cac nha lanh dao kinh doanh & khap noi déu hiéu
duoc tam quan trong cda cac gid tri vinh cttu va nhing
muc dich vugt ra ngoai viéc tao ra lgi nhuan thong thuong.
Ho cing cho thay su quyét tam, théi thuc phat trién nhu
nhitng nha kinh doanh M§ & cac tap doan hang dau. Chiing
t0i c6 thé ké ra ¢ day viéc ap dung BHAG & Brazil, nén van
hoa doanh nghiép mang tinh nghi thitc cao ¢ Scandinavia,
chién lwoc “thd nhiéu thit va gitt lai nhitng cai c6 gia tri” &
Israel, su c6 gang ty hoan thién lién tuc & Nam Phi. Khép
noi, nhing t6 chic thanh cong nhat déu danh sy quan tam
dac biét dén sy nhat quan va su lién két.

Viéc chung téi chon nghién ciu cac cong ty My trong
cong trinh nay don thuan chi thé hién phuong phap nghién
ctu ma thoi (chung t6i 1ap ra danh sach cac cong ty hang
dau tu viéc nghién ciu, tiép xic voi 700 CEO cda cac cong
ty trén toan nudc My). Ngoai ra, con nhiéu cong ty hang
dau day trién vong & cac qudc gia khac, ching han nhu
FEMSA G Mexico, Husky & Canada, Odebrecht ¢ Brazil, Honda
G Nhat Ban, Sun International & Anh v.v... Trong mot sang
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kién nghién cttu méi day (theo mau cda Xdy Dung Dé Truong
Ton) dé kiém tra cac v tudng mot cach c6 hé thong & chau
Au, Jerry I Porras (cung v6i OCC - mdt cong ty tw van chau
Au) da xac dinh dugc muoi tam cong ty hang dau ¢ chau Au
gom: ABB, BMW, Carrefour, Daimler Benz, Deutsch Bank,
Ericsson, Fiat, Glaxo, ING, L'Oréal, Marks & Spencer, Nestlé,
Nokia, Philips, Roche, Shell, Siemens va Unilever.

Chiing t6i cling thay rang cac khai niém nay cling duoc
ap dung trong cac cong ty da qudc gia, cong ty toan cau,
noi tap trung nhiéu nén van hoa trong mot to6 chic. Mot
cong ty hang dau sé co su phan biét giita cach van hanh
va chién lugc kinh doanh (khac nhau tt qudc gia nay sang
qudc gia khac) véi cac gia tri va muc tiéu can ban (mang
tinh chat chung va lau dai trong coéng ty, du & bat ¢ thi
truong kinh doanh thu6c qu6c gia nao). Mot tap doan hang
dau sé “xuat khau” nhing gia tri va muc dich cda né dén
cac quoc gia ma né kinh doanh, dong thoi diéu chinh cac
hoat dong va chién luwoc kinh doanh cho phu hop véi cac
chuin muc van hoa dia phuong va cac diéu kién thi truong
cu thé. Vi du, Wal-Mart sé xuat khau gia tri cot 16i “khach
hang 1a s6 mot” dén toan bo cac chi nhanh cda ho & nudc
ngoai, song khong can xuat khau nhimg khau hiéu ma cac
nhan vién § My phai ho to hang ngay (day chi la mot tap
quan van héa dé cing cb gia tri cot 16i cda cong ty tai My
ma thoi).

V6i cong viéc tu van cda minh, chung toi da gitp cac
cong ty da quoc gia tim ra va xay dung mot tu tudng cot
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16i théng nhat trong toan cong ty, mang tinh toan cau. Tai
mot cong ty hoat dong & hai muoi tdm quoc gia, hau hét
cac nha quan ly (mot nhom ngudi rat hoai nghi) khong tin
rang c6 thé tim ra mét loat cac gia tri cot 16i va mot muc
dich chung vita c6 ¥ nghia, vita mang tinh toan cau, pho
quat. Trdi qua mot qua trinh tw tim hifu va xem xét, bat
dau bang viéc timg nha quan ly suy nghi vé nhing gia tri
c6t 161 ma ho mang t6i cho cong viéc, cudi cuing nhém nay
da tim ra va chia sé mot tap hop cac gia tri cot 16i cda cong
ty. Ho ciing quyét dinh dugc cac budc trién khai cu thé
nham tao ra su lién két va dem cac gia tri nay tdi ca hai
muoi tam quoc gia ma ho dang kinh doanh mot cach nhat
quan nhat. R6 rang trong truong hop nay nhting nha lanh
dao khong dat ra nhing gia tri va muc dich mdéi, ho chi
kham pha ra nhitng diéu chung truge day khong thay dugc
do thiéu su lién két va doi thoai. “Lan dau tién trong vong
15 nam to6i ¢ day” - mot nha lanh dao ndi - “tdi méi thay
dugc chung ta c6 diém chung. That t6t dep khi biét rang
cac dong nghiép cda ban trén moi mién trai dat cung chia
sé vOi ban cac nguyén tac va y tudng co ban cia cong ty,
du phuong phap lam viéc va chién lugc kinh doanh c6 thé
rat khac nhau. Sy da dang 1a mot sttc manh that sy khi né
dugc hinh thanh trén sy cung hiéu biét r6: Chung ta dai
dién cho cai gi, tai sao chung ta ton tai. Gio day chung t6i
phai lam sao dé diéu nay lan tda khap t6 chiic cda ching
toi va truong ton theo thoi gian.”

Khi van hanh t6t nhat (khong phai diéu ndy Lic nao cling
xay ra), cac cong ty hang dau khong bao gio tt bd cac gia
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tri cot 16i va cac tiéu chuan hoan thanh cong viéc cua ho,
du ho dang kinh doanh & nén van héa nao di nita. Mot CEO
cda mot tap doan hang dau (véi lich st hon mét tram nam,
tai san 1én t6i hang ty dola) cho biét: “Chung t6i ton nhiéu
thoi gian hon dé tao lap kinh doanh ¢ mot méi truong van
héa mdi, nhat 1a khi giap kho khan trong viéc tim ra nhing
con ngudi phu hop véi hé théng cac gia tri cda chung toi
(vi du nhv & Trung Qudc va Nga, noi ma tham nhiing va
doi tra tran lan). Vi vay, ching toi sé khdi dau cham chap,
va chi ‘tang téc’ khi da tim dugc nhitng nhan su ¢6 thé gin
gi* va ing ho cac titu chuan cda tap doan. Chung toi san
sang bé qua nhing co hoi kinh doanh néu nhing co hoi
nay bat budc chung toi tt bé nhiing nguyén tac cia minh.
Chung t6i van ton tai qua hon mét tram nam, ting quy mo
gap doi c& sau moéi 6-7 nam, trong khi da sé cac doéi thd
canh tranh trong vong nam muoci nam lai day tham chi da
khong con ton tai nita. Tai sao? Bdi vi chung toi ludn git
viing nguyén tac: Khong bao gio st dung thd doan thay vi
titu chuan. Chung t6i c6 cai nhin dai han trong moi linh

viyc. Luon ludn la nhu vay

XAY DUNG DPE TRUONG TON
BEN NGOAI PHAM VI DOANH NGHIEP

Do da gi6i han viéc nghién ctu trong pham vi cac t6 chic
kinh té (hoat dong vi 1gi nhuan), chung t6i da khong luong
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trugc duoc nhitng anh huéng ctia cong trinh doi véi nhing
ngudi bén ngoai gidi doanh nhan. Sau khi xuat ban, ching
toi nhan thay tac pham nay khéng chi 1a mot cudén sach
kinh doanh, ma con la mot cudn sach veé viéc xay dung cac
t0 chic truong ton thudc bat ky loai hinh nao khac! Rat
nhiéu nguoi khong ndm trong gidi doanh nhan da tim thay
& day nhitng khai niém rat c6 gia tri. Nhitng ngudi nay bao
g6m tt cac to chitc nhu Hoi Ung thu My (American Cancer
Society) dén cac truong hoc phé théng va cao déng, dai
hoc, nha thd, cac doi nhom, cac Chinh phd, tham chi nhiéu
gia dinh va cac ca nhan.

Chéng han nhu rat nhiéu t6 chitc cham séc stc khée da
thay dugc tam quan trong cda viéc phan biét cac gia tri cot
16i v6i cac thuc hanh va chién lugc; diéu nay giup ho duy
tri duoc v thic nhiém vy mang tinh xa hoi ctia t6 chic
trong lic van c6 thé diéu chinh cho phu hop véi cac thay
déi va canh tranh tit thé gigi bén ngoai. Mot cach tuwong ty,
mot thanh vién Ho6i dong quan tri cia mot truong dai hoc
cing phan biét gia tri cot 161, bat bién cda tu do tri thitc véi
nhitng cach thyc hanh gidng day cu thé. Ong giai thich: “Su
phan biét nay 1a rat quan trong, gitip toi thuc hién nhing
thay d6i can thiét doi véi hé thong gidng day da tré nén ci
k¥ ma van gitt dugc nhiing tu twdng cot 16i cda nha truong.”

Mot khéai niém khac, khai niém “tao dong ho” (clock
building) cho cac t6 chitc c6 nén van héa mang tinh nghi
thitc cao, gitip cac t6 chic nay vuot qua su 1é thudc vao
hinh 4nh cac nha sang lap ban dau, cling da giup ich cho
nhiéu t6 chitc xa hoi khac nhau. Mot trong sé6 d6 1a City
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Year, mot chuong trinh dich vu cong dong khuyén khich
hang tram thanh nién tham gia mot nam vao cac dy an cai
thién cac thanh pho ¢ My - mot doi quan “gin gitt hoa binh”
tai dia phuong. Giéng nhu nhiéu t6 chitc xa hoi khac, City
Year c6 ngudn goc t nguoi sang lap véi nhiing dong co
phuc vu xa h6éi manh meé. Alan Khazei, m6t trong nhtng
nha sang 1ap, mong muén rang tinh than, nhiét huyét phuc
vu sé trd nén dac tinh ctia ban than t6 chiic nay, khong
phu thudc vao hinh dnh bat ctt ai, ké ca chinh éng ta. Ong
ta da chuyén tw viéc xay dung hinh dnh xa hoi sang viéc
xay dung mot t6 chic véi muc tiéu xa hoi dai han - tic 1a
chuyén ti “ngudi bao gio” (time teller) sang thanh “ngudi
tao dong ho” (clock builder). Cac to chitic mang tinh xa hoi
thuong bat dau hinh thanh dé giai quyét mot van dé nao
do, ciing nhu da s6 cac cong ty thuong bat dau tu mot
tudng kinh doanh hodc mdt co hoi thi truong nhat dinh.
Nhung, cliing giéng nhw viéc moi Vv tudng to tat dén may,
moi co hoi thi trudng cudi cung déu c6 hi 16i thoi, muc tiéu
thanh 1ap cda mot t6 chic xa hoi co thé dugc thuc hién
hoac trd nén khong con phu hgp nita. Nhu vay, viéc tim ra
mot muc dich sau sic va truong ton, vuot trén muc dich
ban dau, sé la quan trong séong con dé xay dung mot to
chitc ton tai lau dai.

Vé mat khai niém, chiing t6i khong thay c¢6 may khac biét
gitta cac doanh nghiép hang dau va cac t6 chic phi lgi
nhuan hang dau. C4 hai déu can vuot lén khéi sw phu
thudc vao mot nha lanh dao hay mot y tudng cu thé, du 1a
to 16n dén thé nao di na. C4 hai déu phu thuoc, dua vao

LGOI GIOI THIEU
27



mot bo gia tri cdt 16i, 1au dai, mot muc tiéu dai han vuot 1én
muc tiéu tim kiém loi nhuan don thuan. C4 hai déu can
thay doi trong mot thé gii dang thay déi, nhung van phai
gi® gin nhing gia tri c6t 16i va muc tiéu co ban. Ca hai déu
dugc hudng loi tt mot nén van hoa té chitc co tinh nghi
thitc cao va sy quan tam dén viéc 1ap ké hoach cho su ké
thita. C4 hai déu can c6 nhitng co ché dé phat trién: cac
muc tiéu 16n, nhing thit nghiém va ban linh doanh nghiép,
su lién tuc tu hoan thién. C4 hai déu can tao ra su lién két
nhat quan, vitng chac trong noi bé dé gin giit cac gia tri va
muc tiéu cot 16i, va dé thic ddy sy tién bd. Tt nhién, cdu
tric, chién luge, dong luc canh tranh 1a rat khac nhau gitta
hai loai t6 chiic trén. Nhung ban chat ctia viéc lam thé nao
dé xay dung nén mot to chiic, thé ché truong ton, vi dai thi
lai hoan toan khong khac nhau.

Chung t0i ciing bat dau xem xét cach thiic 4p dung nhing
khai niém trong Xdy Dung Dé Truong Ton & mic do xa hoi
/ Chinh phd. Vi du: Nhat va Israel 1a hai qudc gia da rat
c6 ¥ thic xay dung cac xa hoi két dinh véi cac y thie vé
gia tri va muc tiéu cot 16i, voi cac co ché lien két, va cac muc
tiéu to lén, tdo bao mang tam qudc gia (national BHAG). Nha
st hoc Barbara Tuchman, trong cuén sach Thuc hanh lich
s da viét: “Véi tat ca nhitng van dé ctia minh, Israel c6 mot
lgi thé: ¥ thitc vé muc tiéu. Nguoi Israel co thé khong giau co,
du gid, hay c6 mot cudc sdong ém 4, nhung ho c6 cai ma su
du gia da bop nghet, do6 la dong co.” Dong co nay khong phu
thuoc vao su hién dién cua mot lanh tu vi dai nao dé, ma no
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nam ngay trong cau tric cda xa hdi Israel, dugc ting cuong
manh mé bédi nhing co ché lién két nhu nghia vu quan sy
toan dan. Mot ky gid hang dau ngudi Israel da noi: “Khong
giébng nhu da sé cac qudc gia khac, ching t6i c6 mot muc
tiéu lau dai ma moi nguoi dan déu biét: d6 1a tao nén nai
dinh cu an toan cho moi ngudi Do Thai trén thé gidi.”

3 My, chiing ta c6 mot hé thong cac gia tri cot 16i, dugc
phat biéu ré rang va dep dé trong ban Tuyén ngon Déc ldp
va Dién vdn Gettysburg, nhung van can tim hiéu ré hon vé
nhitng muc tiéu co ban. Trong lic dai da sé cong dan Israel
c6 thé trd 15i ban tai sao Israel ton tai, chiing t6i e rang
khong thé tim thay su két dinh tuong tu ¢ xa hoi Hoa Ky
ngay nay. C6 1& da so6 dan My sé boi rdi khi phan biét gia
tri cot 16i, bat bién theo thdi gian cda dat nudc nay véi
nhing thuc hanh, cau tric va chién lugc ctia ho... Chang
han, viéc khong kiém soat sung trong dan cu la mot gia tri
cot 16i hay chi 1a mot bién phap thuwc hanh? Hanh dong
khang dinh 1a mot gia tri cot 16i hay chi 1a mét chién lugc?
J tam qudc gia, chung ta can ap dung quan niém “Git gin
céi c6t 16i, khuyén khich su tién bo” nham phan biét cac gia
tri cot 16i vdi cac thuc hanh va chién lwgc, nham tao ra
nhitng thay doi cé loi trong khi van gitt duoc cac ly tudng
quoc gia.

Cudi cung va c6 1é 1a hap dan nhat, ching toi dugc biét
rang c6 rat nhiéu nguoi cdm thay cac khai niém co ban cda
cudn sach rat hitu dung ddi véi ca nhan va gia dinh ho...
Nhiéu ngudi da ap dung cac khai niém Am-Duong trong

“Gin git cai c6t 161, khuyén khich sy tién bd” vao cac van
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dé nhan sinh co ban nhu ty dinh hinh va lam mdéi ban
than. “T6i la ai? Toi dai dién cho cai gi? Muc tiéu cda toi la
gi? Lam cach nao gitt dugc cai toi trong mot thé gidi hon
loan va khong thé duy doan ngay nay? Lam cach nao téi co
thé truyén y nghia vao cudc séng va cong viéc cda toi? Lam
cach nao dé t6i c6 thé ludén ludn déi mai, cong hién va co
cam hing?” Nhitng cau hodi ngay nay thach thitc ching ta
hon bao gid hét. Khi sy on dinh vé cong viéc 1a khong thé
dam bdo, khi thay déi lién tuc xay ra, khi thé gidi ngay
cang phtc tap, mo ho, thi nhing ai qua phu thudc vao moi
truong bén ngoai trong viéc tim kiém sy 6n dinh va lién tuc
sé gap rdi ro r6 rang, ho c6 thé trd nén bo vo, lac 1ong.
Ngudn gboc duy nhat dé cé su 6n dinh chinh la cac gia tri
c6t 16i bén trong manh mé cong v6i sy san sang thay doi
cho phu hop véi bat c diéu gi, trit nhiing cai cot 16i. Trong
mot thé gigi bat on va khong thé doan trudc, ngudi ta
khong thé biét trudc ho sé di vé dau, cudc doi sé ra sao!
Nhttng ngudi 1ap nén cac doanh nghiép hang dau da khon
ngoan hiéu dugc rang: tot hon 1a nén hiéu ré ban 1a ai hon
1a hiéu ban sé di vé dau - vi hudng di chiac chan sé thay
d6i. D6 chinh 1a mét bai hoc cho cd ca nhan chung ta cling
nhu cho cac cong ty hang dau trén thé gidi.

VIEC NGHIEN CUU VA HOC HOI TIEP THEO

T lan xuat ban nay chung téi dd hoc hdi dugc nhiéu
diéu, va ching téi con rat nhiéu diéu phadi hoc héi nita.
Chung t6i biét rang nhing “ngudi bao gid” cé thé trd thanh
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nhitng “nguoi tao dong ho”, va chung to6i hoc cach gitp ho
thuc hién sy chuyén déi dé. Chung t6i hoc dugc rang ching
toi da danh gia thap tam quan trong cta su lién két, va
ching t6i da hoc dugc rat nhiéu vé cach tao ra su lién két
trong t6 chitc. Chung to6i cliing thdy rang muc dich (khi
dugc quan niém ding dan) c6 dnh hudng rat lén lén to
chitc (bén canh sw dnh hudng cda cac gia tri cot 16i), vi thé
cac t6 chiic nén nd luc hon trong viéc xac dinh muc dich
cia ho. Chung to6i biét rang viéc sap nhap va mua lai dua
t6i nhitng van dé dac biét cho cac cong ty hang dau, chung
toi biét duoc cach giip cac té6 chic xem xét vé nhirng diéu
nay trong khuon khé Xdy Dung Bé Truong Ton. Chung toi
da hoc dugc cach ap dung cac ¥ twdng cta cudn sach vao
cac nén van hoa khac nhau va trong cac méi truong phi
doanh nghiép. Cac cong ty hang dau cda thé ky XXI can co
nhitng cau truc, chién luge va thuc hanh ctiing nhu co ché
khac biét co ban so vdi thé ky XX, nhung nhing khéi niém
co ban trong cudn sach nay van sé rat quan trong, tham
chi con quan trong hon, chung dugc xem nhu la mot khuon
mau dé thiét ké cac t6 chic cda tuwong lai.

Chung t6i c6 mot dong luc tt bén trong vé viéc day va
hoc, dong luc ay khong cham dut véi quyén sach nay, né
méi chi bat dau. Chung téi tiép tuc diéu tra, nghién ctu dé
hiéu ré6 hon, phat trién cac khai niém va y tudéng mdi, tao
ra cac coéong cu ung dung c6 thé co ich. Jim lap ra mot
phong nghién ctu & Boulder, Colorado nhdm muc dich tiép
tuc nghién citu va lam viéc vé6i cac t6 chc. Jerry tiép tuc
giang day va nghién citu tai truong Dai hoc Stanford, noi
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ong da lap ra mot khoa hoc méi vé cac cong ty hang dau.
D€ hinh thanh cac nghién ctu tiép theo, ching téi mong
nhan dugc cac thong tin tit doc gia chia sé cac kinh nghiém
va quan sat voi cudén sach nay, hoac dat cac cau hdi, cac
van dé ma ching toi sé xem xét trong tuong lai. Chung toi
rat mong nhan dugc thong tin ti cac ban.

Jim Collins

Boulder, CO

Fax: 303-545-0228
Email: JCC512@A0L.com

Jerry Porras

Stanford, CA

Fax: 415-725-7979

Email: Porras_Jerry@GSB.Stanford.edu
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CHUONG MOT
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Khi nhin lai cuéc doi lam viéc cda minh, diéu lam téi

tu hao nhat 1a viéc téi da gép phan tao nén mot cong ty
ma cac gia tri, thyc hanh va thanh céng cda né da cé

anh huwdng 16n 1én cach thitc quan tri cda cac cong ty khac
trén toan thé gidi. Toi dac biét ty hao vé viéc toi da dé lai
sau lung minh mot t6 chic c6 thé tiép tuc van hanh

nhu 1a mot hinh mau doanh nghiép,

ngay ca sau khi t6i da roi bd no.

WILLIAM R. HEWLETT,
dong sdng ldp cong ty Hewlett-Packard, 1990

Cam két ctia chiing toi 1a tiép tuc duy tri sitc séng
cda céng ty - bao gom ca su phat trién theo nghia vat chat
lan sy phat trién nhu 1a mot thé ché - sao cho coéng ty nay,

thé ché nay, tiép tuc ton tai 150 nam nita.

That suw, nhu thé né sé ton tai qua nhiéu thoi dai.

JOHN G. SMALE,
cuu CEO, Procter & Gamble, nhdn dip ky niém
150 nam thanh ldp P&G, 19867
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uyén sach nay khong noi vé nhiing nha
lanh dao hang dau, nhitng khai niém, y twdng xuat sac veé
san pham hay nhitng hiéu biét can ké vé thi truong. N6
cing khong néi vé hoai bao hay tam nhin cda doanh nghiép.

Quyén sach nay néi vé mot thit quan trong, cot yéu va
lau bén hon rat nhiéu, do 1a nhing céng ty vi dai hang
dau.

Thé nao 1a mot cong ty hang dau? Do 1a nhitng cong ty
siéu hang, xuat sc, nhitng 6ng vua trong nganh kinh doanh
cda ho, dugc cac doi thd va doi tac cong nhan va nguéng
mo mot cach rong rai, ludén tao ra va dé lai nhitng anh
hudng to 16n dén thé gidi xung quanh ho. Piém quan trong:
mot cong ty hang dau trude tién 1la mot 6 chitc, mot thé
ché. Moi nha lanh dao, du c6 thong thai, xuat sac va vi dai
dén dau di ntta, cudi cung ciing qua doi, moi san phdm va
dich vu, du thanh cong dén dau di nita, déu c6 lic tré nén
16i thoi va lac hau. Ngay ca thi trudng cting c6 thé 16i thdi
va bién mat. Nhung cac cong ty hang dau phat trién qua
mot thoi gian rat lau dai, qua nhiéu vong doi sdn pham
khac nhau, qua nhiéu thé hé lanh dao khac nhau.

Xin hay dung lai mot chut va thi lap ra mot danh sach
cac cong ty hang dau cta riéng ban, hdy suy nghi va chon
ra nam dén muoi t6 chitcc dap ung dugc nhitng tiéu chuan
duéi day:
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+ La thé ché, cong ty hang dau trong nganh kinh doanh

+ DPugc cong nhan, nguéng mo rong rai boi gidi doanh
nhan co6 uy tin

+ Tao ra &nh huéng sau dam lén thé gidi chung ta dang
song

+ Tradi qua nhiéu thé hé lanh dao

+ Trai qua nhiéu vong doi san pham - dich vu khac
nhau

+ Thanh lap trudc nam 1950 (ban cting c6 thé 1dy mdoc
1a cac cong ty c6 tuodi doi tir 50 tré 1én)

Hay xem xét danh sach cda ban. Piéu gi ¢ nhing cong
ty nay gay cho ban an tuong? C6 cai gi chung giita nhing
cong ty nay? Dau la ly do cho chat Iugng va sy thinh vugng
lau dai cda ho? Nhing cong ty nay co khac biét gi so voi
nhitng cong ty c6 cung nhitng co hdi kinh doanh song dat
dugc thanh cong it hon?

Trong du an nghién cttu kéo dai sau nam, chung t6i da
quyét tam xac dinh va nghién ctu mot cach c6 hé thong
qua trinh phat trién lich st clia cac cong ty hang dau,
nghién citu nhitng khac biét cda ching vdi cac cong ty so
sanh nhdm tim ra cac yéu t6 tao nén thanh cong cda chung.
Cuén sach nay trinh bay cac két qua nghién citu cda ching
téi va nhimg ap dung thuc té cda cac két qud do.

Xin dugc néi 16 ngay t dau: Cac “cong ty so sanh” trinh
bay trong cudén sach nay hoan toan khong phai la nhing
cong ty kém, hodc “khoéng c6 hoai bdo va tam nhin xa”.
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Thuc sy day cling 1a nhitng céng ty thanh cong, ton tai qua
thoi gian, va nhu ban sé thay, c6 vi tri rat cao trén thi
truong chung khoan. Nhung ching khong da dap tng cac
titu chuan ching t6i dat ra cho mot cong ty hang dau. Co6
thé néi mot cach hinh anh rang néu cac cong ty hang dau
Ia nhing nha v6 dich, nhitng ngudi doat huy chuwong vang,
thi nhing cong ty dugc dem ra so sanh ¢ day la nhing
nguoi vé thit hai, thtt ba, nhan huy chuong bac, huy chuong
dong...

Ching to6i da st dung thuat ngt “hang dau” (visionary)
thay vi “thanh coéng” (successful) hodc “ton tai lau dai”
(enduring) nham néu bat tinh wu viét, xuat chung cia nhing
thé ché nay. Ching khong chi don gidn 1a thanh cong va
ton tai lau dai, ma con hon thé ni¥a: day la nhing cong ty
ding vi tri thit nhat trong nhitng cong ty tot nhat, va da
duy tri dugc thanh céng dé qua nhiéu thap ky. Pa sd cac
cong ty ndy da tré thanh nhitng hinh mau, biéu tugng cho
nhiing tap quan quén tri trong gidi kinh doanh toan cau
(xem bang 1.1. Luwu y rang day khong phai 1a nhiing cong
ty hang dau duy nhat trén thé gidi, ma con nhiing cong ty
hang dau khac ntta. Ching toi sé gidi thich tai sao chiing
toi chon ra nhing cong ty nay ¢ doan sau).
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Bang 1.1
DANH SACH CAC CONG TY TRONG NGHIEN CUU

CUA CHUNG TOI

Cac cong ty hang dau

Cac cong ty so sanh

3M Norton

American Express Wells Fargo

Boeing McDonnell Douglas
Citicorp Chase Manhattan
Ford GM

General Electric Westinghouse
Hewlett-Packard Texas Instruments
IBM Burroughs
Johnson & Johnson Bristol-Myers Squibb
Marriott Howard Johnson
Merck Pfizer

Motorola Zenith

Nordstrom Melville

Philip Morris RJR Nabisco
Procter & Gamble Colgate

Sony Kenwood

Wal-Mart Ames

Walt Disney Columbia

Tuy la nhitng cong ty hang dau, cac cong ty nay khong
phai 1a hoan hdo (Thtt xem lai danh sach cac cong ty do
chinh ban chon ra, chiing téi e rang da s6, néu khong
mudn néi 1a tat cd cac cong ty dé déu da tung trdi qua
nhitng khé khin, thing tram va khing hodng khong chi
mot lan trong lich si!). Walt Disney gap van dé trong khing
hodng tién mat nam 1939 khién coéng ty phai c¢6 phan hoa,
sau do vao dau nam 1980, cong ty nay chi chut nita da
khong con ton tai nhu mét thuc thé doc 1ap do gia ¢ phiéu
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gidm khién cong ty ding trudc nguy co bi mua lai. Hing
Boeing gdap nhiing kho khan 16n vao gitta thap nién 1930,
cudi thap nién 1940 va dau thap nién 1970. Khi dé ho
phdi cho nghi viéc hon 60.000 nhan vién. 3M khéi dau la
mot cong ty khai thac mé that bai va gan nhu da pha san
hoi dau thé ky XX. Hewlett-Packard do6i mat véi su cat gidm
nghiém trong hdi ndm 1945, va vao nam 1990 c6 phiéu
cda cong ty tham chi gidm gid xu6éng thap hon ménh gia
cda chung. Sony lién tuc thua 16 trong ndm ndm dau (1945-
1950), con trong giai doan gianh quyén thong tri thi truong
san pham VCR hdi nhing nam 1970, san pham Beta cuda
cong ty bi qua mat bdi VHS. Cong ty Ford ting bi thua 10
& muic ky luc trong nén kinh doanh My (3,3 ty déla trong
vong... ba nam) trugc khi kip guwong day va hoi sinh dau
nhing nam 1980. Citicorp (thanh lap nam 1812, cing nam
Napoleon tién vao Moscow!) da trai qua nhing khiing hoang
cudi thé ky XIX, vao thai ky khiing hodng kinh té nhitng
ndm 1930, va gan day nhat 1a hoi cudi nhitng nam 1980
khi ho gdp van dé vdi cac khodn cho vay c6 pham vi toan
cau. IBM thi gan pha sdn vao 1914 va mot lan nia vao
1921, sau nay gap khé khan vao dau nhitng nam 1990.

That sy 1a tat ca nhing cong ty hang dau déu da timg gap
phdi nhing tré luc va doi khi da c6 nhing quyét dinh sai
lam trong mot vai thoi diém, tham chi mot s6 cong ty con
dang gap kho khdn khi chung t6i thyc hién cudn sach nay.
Tuy nhién, diéu quan trong la nhitng cong ty hang dau da
thé hién tinh “dan hoi” dang ké - kha nang cho phép ho phuc
hoi thanh cong trd lai sau nhitng nghich canh.
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Két qud 1a nhing cong ty hang dau c6 dugc nhing két
qua rat tot dep trong dai han. Gid st ban dau tu 1 dola vao
c6 phiéu ctia mot cong ty binh thuong, mot cong ty so sanh
va mot cong ty hang dau vao ngay 1-1-19263. Néu ban tiép
tuc dau tu lai tat cd sé tién 1ai va c6 nhing diéu chinh hop
Iy khi cac cong ty nay c6é mat trén thi truong chitng khoan,
1 dola dau tu ban dau cia ban vao mot cong ty binh
thuong sé trg thanh 415 dola vao 31-12-1990. Khong té
1dm, ding khong? Nhung néu dau tu vao mot cong ty so
sanh, 1 doéla ctiia ban sé trd thanh 955 dola, hon gap doi
so vOi mot cong ty binh thuwong! Con néu dau tv vao mot
cong ty hang dau, con sd nay sé la 6.356 dola - gap hon
sau lan mot cong ty so sanh va hon 15 lan mot cong ty
binh thuong.

(Biéu dd 1.A cho biét loi nhuan c6 phiéu tich liy trong
thoi gian 1926-1990. Biéu d6 1.B cho thiy ty 1é hon kém
cda cac cong ty hang dau so v6i cac cong ty so sanh va cac
cong ty binh thudong trén cung mot giai doan thoi gian).

Tuy nhién, nhitng cong ty hang dau khong chi don thuan
tao ra nhitng lgi nhuan tai chinh trong dai han, hon thé
nita, nhitng cong ty nay da thuc sy tham gia vao ciu truc
cda xa hoi. Hay tudng tuwong xem thé gidi nay sé khac biét
nhu thé ndo néu khéng cé cac san pham nhu san pham
Post-it cia hang 3M, xe hoi Model T va Mustang cua hang
Ford, may bay Boeing 707 va 747, bot giat Tide va xa bong
Ivory, thé tin dung va séc du lich American Express, may
ATM cua Citicorp, bong dén va thiét bi dién General Electric,
may tinh va may in Laser cia Hewlett-Packard, v.v... Hay
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So dd 1.A So do 1.B

Loi nhuan c6 phiéu tich liy ctia 1 dola dau tu Ty 1é loi nhuan c6 phiéu tich liy
1-1-1926 - 31-12-1990 so sanh véi thi truong chung
—$6,000.00 Cong ty 1600 1926-1990 Cong ty
hang dau hang déu
$6,356
/ Giai doan Con \
g ty
T $60.00 1926-1958 hang dau
=+ $5,000.00
1-$4,000.00 Cong ty
so sanh
Thi truong
chung
T $3,000.00
© ) %) ©
& § & £ )
T $2,000.00
+$1,000.00 Cong ty so
sanh $955 X
Cong ty
Thi truong so sanh
chung $415
o ” - - " = < = = " = Thi trudng chung
o
2 5 & & & & & g s & § & & 5 §F%
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nghi xem c6 biét bao tré em (va ngudi 16n) da 16n lén voi
Disneyland, chudt Mickey, vit Donald va nang Bach Tuyét.
Hay chi ra cho t6i mot dai 16 nao khong c6 bang quang cao
vé hinh chang cao boi Marlboro, hay ving néng thén Hoa
Ky nao khong c6 cac gian hang Wal-Mart! Du tot hay xau,
nhing cong ty ndy da dé lai nhitng diu 4n khong thé phai
mo 1én thé gidi xung quanh ta.

Tuy nhién, tim hiéu xem bang cach nao nhitng cong ty
nay co thé vuon lén, tach hin ra thanh mét nhom nhitng
cong ty hang dau mdi thuc sy 1a mot cong viéc thu vi. Ho
da khéi dau, vuot qua cac kho khan, vuon 1én te mot khoi
dau khiém ton thanh nhiing dai gia, tam c& thé giéi nhu thé
nao? vVa khi ho da trg thanh nhing cong ty 16n, ho da cé
nhtng dic diém nao dé trd thanh “hang dau”, vuot 1én trén
nhitng cong ty 16n khac? DE tao ra, lap nén va duy tri
nhiing cong ty nhu thé, chung ta can hoc tap nhiing gi tu
nhiing cong ty hang dau nay. Xin madi quy vi doc gid tham
gia vao mot chuyén di cung chung t6i trong phan tiép theo
cda cudn sach, dé co duge nhitng cau tra 16i cho nhing cau
héi trén.

Phan con lai cda chuong nay, ching toi xin danh dé mo
td lai qua trinh nghién cttu. T chuwong 2 trg di, chung toi
sé trinh bay cac két qud tim thay cda chung toi, trong s6
d6 c6 nhiéu kham pha gay ngac nhién va phan truc giac.
D& xem trudc cac két qua tim dugc cda chwong trinh nay,
xin liét ké dudi day 12 huyén thoai phé bién da bi dap tan
trong qua trinh nghién cifu cia chung toi.
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12 HUYEN THOAI TAN VO

Huyén thoai 1: Dé 1lap ra mot cong ty vi dai, can mét y
tudng vi dai.

Thuc té: Lap ra mot cong ty t mot “y tudng vi dai” c6 thé
la mot... y twéng kém. Hau nhu khong c6 cong ty hang
dau nao ra doi voi mot ¥ twdng vi dai cd. Trén thuc té,
mot s6 khéi dau ma khong cé ¥ twdng cu thé nao ca, mot
sO it khac tham chi da khéi dau bang nhing that bai.
Ngoai ra, cac cong ty hang dau ciing thuong khong dat
duoc thanh coéng kinh doanh budc dau bang voi cac
cong ty so sanh. Nhu trong cau chuyén ngu ngon vé rua
va thd, cac cong ty hang dau thuong c6 khéi dau cham
chap, song lai 1a nguoi thang cudc sau cung.

Huyén thoai 2: Cac cong ty hang dau doi héi c6 nhiing
nguoi 1anh dao vi dai, xuat chung, c6 stc 16i cudn.

Thuc té: Nguogc lai, diéu nay khong can thiét, ma doi khi
con 1a tré ngai cho su phat trién lau dai cda cong ty. Mot
s6 CEO quan trong nhat trong lich st cac cong ty nay
khong thudc loai cac lanh dao xuat chung, vi dai theo
khuén mau. Mot s6 ho tham chi 1ang tranh nhitng khuon
mau nhu vay. Giong nhu nhiing nguoi khai sinh ra nudéc
My & Hoi nghi Lap hién, ho tap trung cong stc hudng veé
viéc xay dung nén mot thé ché truong ton hon 1a tao ra
hinh 4nh mot vi nhan. Ho mong muén tré thanh nhing
“ngudi tao dong ho”, khong phai 1a “ngudi bao gio” don
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nao, ho da thuc su song, hanh dong theo tu tudng do
mot cach nhat quan nhu thé nao. Cac cong ty hang dau
khong héi “Chuing ta coi trong diéu gi?” ma hdi “Thuc sy
chung ta coi trong diéu gi nhat?”

thuan. Va ho thién vé khuynh huéng nay nhiéu hon, khi
so vOi cac CEO G cac cong ty so sanh khac.

Huyén thoai 3: Cac cong ty thanh cong nhat ton tai trudc
tién va trén hét vi muc tiéu toéi da hoa lgi nhuan.

Thuc té: Nguoc lai v6i nhing 1y thuyét kinh doanh, t6i da Huyén thoai 5: Mol thi ludn thay doi.

héa loi nhuan va toi da hoa tai san cho c6 dong khong Thuc té: Mot cong ty hang dau luon git vitng tu tuéng chd

phai 1a yéu t6 thic diy chi dao hay muc dich cao nhét
trong lich st cda cac cong ty hang dau. Nhitng cong ty
nay theo duoi mét loat muc tiéu, lgi nhuan chi la mot
trong s6 do va khong nhat thiét phai 1a muc tiéu s6 mot!
TAt nhién, ho tim kiém l¢i nhuan, nhung ho van duoc
dan dit véi nhing gia tri cot 16i ma muc dich vuot 1én
trén viéc tim kiém lgi nhuan thong thuong. Tuy nhién,
nghich 1y 1a ¢ chd chinh nhting céng ty hang dau nay lai
thu duogc 1gi nhuan 16n hon nhiéu so véi nhitng cong ty
so sanh hoat dong don gian chi vi muc tiéu lgi nhuén.

Huyeén thoai 4: Cac cong ty hang dau c6 chung mot sb gia

tri cot 16i.

Thuc té: Khong c6 mot “bod gia tri cdt 16i” chung cho cac

cong ty hang dau. Cac cong ty nay cé thé c6 nhing tu
tudng rat khac nhau vé cac gia tri cot 16i. Cac gia tri nay
khong nhat thiét phdi mang tinh nhan van hay khai
sang, du trong nhiéu truong hop ding la nhu vay. biéu
c6t yéu khong nam & noi dung tu tuwdng cda cong ty, ma
ndm & viéc ho tin tudng sau sac vao tu tudng do nhu thé
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dao cda né, hau nhu khong bao gio thay doi. Cac gia tri
c6t 16i 1a nén tdng vitng chic cia mot cong ty hang dau,
khong thay doi theo nhitng xu huwéng thoi thugng, trong
mot so truong hop, nhitng gia tri nay git vitng qua hon
mot tram nam. Muc tiéu co ban va Iy do ton tai cda mot
cong ty nhu ngon hdi dang dan dat cong ty trong suodt
chiéu dai lich s ctia minh. Tat nhién, cac cong ty nay
cting luon c6 dong luc phat trién, san sang thay doi va
diéu tiét nhung khong bao gio thda hiép dé thay doi tw
tudng chi dao cda ho.

Huyeén thoai 6: Cac cong ty hang dau thuong thuc dung,

tinh toan chac an.

Thuc té: Cac cong ty hang dau trong c6 vé chat ché va bao

thud trong con mat nhiing nguoi bén ngoai, nhung thuc
ra ho khong hé ngan ngai trong cac cam két tdo bao dé
dat t6i nhitng muc tiéu 16n va day thach thic (BHAG).
Nhu khi ta tréo 1én moOt ngon nui cao hay bay 1én mat
trang, cac BHAG nay c6 thé day thach thic va rii ro,
nhung ching vé cing hap dan, kich thich quyét tam,
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tao ra dong co thuc day cho su phat trién. Cac cong ty
hang dau thuong st dung ching dé day manh su tién
bo, dé vuot qua cac cong ty so sanh ¢ nhing thoi diém
mau chét, song con trong qua trinh phat trién.

ké hoach trude da phan chi 1a két qua cia viéc thuc hién
cau “Thi nhiéu cach va git lai nhiing cach c6 hiéu qua.”
Theo nghia nay, nhitng cong ty hang dau da dwong nhu
lap lai qua trinh tién hoa cda cac loai sinh vat (theo
thuyét tién héa ctia Darwin), hon 1a nhiing diéu da duoc

Huyén thoai 7: Cac céng ty hang dau 1a noi ly tudng dé trinh bay trong bat ky gido trinh nao vé ké hoach chién

lam viéc doi voi tat cd moi nguoi. lugc kinh doanh!

Thuc té: Nguoc lai, diéu do chi ding véi nhiing ai thuc sy

phil hop véi nhitng t tudng cbt 16i cing nhu chc fieu Huyeén thoai 9: Cac cong ty can thué cac CEO t& bén ngoai

chuan cda cong ty ndy ma thoi. Néu lam viéc cho nhing
cong ty ndy, hoac 1a ban phu hop va phat trién ruc ré
trong cong viéc (theo mot cach khong thé nao tot hon!),
hoac 1a ban bi ddy ra ngoai ngay lap tirc. Chi mét trong
hai kh& nang d6 ma théi! bBiéu d6 c6 gi dé nhu la thudc
vé nghi 1&, ton gido vay! Nhiing cong ty nay noi rat ré
diéu ma ho dai dién cing cing nhu diéu ho mudn dat
tdi, vi thé mot cach don gidn 1a ho sé khong c6 ché cho
bat c¢ ai khéong muoén hoac khong thé hoa hop duogc voi
cac tiéu chuan da dinh sin cda cong ty ho.

Huyén thoai 8: Cac cong ty thanh céng lén c6 nhitng budc

di t6t nhat thong qua viéc 1ap ra nhiing ké hoach mang
tinh chién lugc phitc tap va xuat sac.

Thuc té: Cac cong ty hang dau thuc hién nhitng budce di tot
nhét trong qua trinh phat trién bang kinh nghiém, phép
thtt va sai, co hoi, va doi khi bang ca ngau nhién nta.
Khi nhin lai, nhiing diéu twéng nhu 1a tién doan hodac lap
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dé thuc day nhing thay déi co ban.

Thuc té: Trong khodng thoi gian téng cong 1700 nam ton

tai cda cac cong ty hang dau trong nghién cttu nay,
chung t6i chi thay c6 bén truong hop tim kiém CEO tu
bén ngoai - va bén trwong hop nay lai xdy ra chi & hai
cong ty ma thoi. Viéc si dung doi ngld quan tri cao cap
xay dung tit ndi bd cong ty & cac cong ty hang dau duogc
thuc hién ¢ mie do cao hon nhiéu so véi cac cong ty so
sanh. Theo thoi gian, nhing cong ty hang dau da pha
bd mot quan niém rat phé bién, d6 l1a: nhimg thay doi
quan trong va nhiing y tuwdéng mdi khong thé dén tu
nhitng nguoi trong noi bd cong ty duogc.

Huyén thoai 10: Nhitng cong ty thanh cong nhat chd yéu

tap trung vao viéc danh bai cac d6i thu canh tranh.

Thuc té: Cac cong ty hang dau chi yéu tap trung vao viéc

danh bai chinh minh. Thanh cong va danh bai cac doi
thd canh tranh dén véi ho khong phai 1a muc dich cudi
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cung, ma chi 1a két qua con lai cia qua trinh lién tuc dat
cau héi: “Lam thé nao dé ngay mai chung ta c6 thé lam
t6t hon ngay hom nay?”. Ho da lap di lap lai cau hdi nay
nhu 1a mot phuong thiic ton tai - trong mot s truong
hgp, trén 150 nam qua. Cho du da gat hai dugc nhitng
két qua tot dep va vugt troi hon cac doi thi dén mic nao
di nita, nhiing cong ty nay van khong bao gio nghi rang
nhu thé da la du!

Huyeén thoai 11: Ban khong thé wita an banh wita gitt lai
duoc banh.

Thuc té: Cac cong ty hang dau khong ap dung nguyén tac
“Doc tai cda chit HOAC” (Tyranny of the OR) - quan
diém theo 1y tri thudn tiy, cho rang nguoi ta chi c6 thé
c6 A hoac B chit khong thé c6 ca hai. Ho tw chéi su lua
chon gitta 6n dinh hoac phat trién, doc tai ca nhan hoac
nén van hoa cong ty mang tinh nghi thitc, cAc nha quan
ly ti nodi bo hoac nhitng thay doi can ban chd yéu, cac
thyc hanh mang tinh bao thd hoac nhing muc tiéu 16n
mang tinh thach thitc, tao ra lgi nhuan hodac theo duoi
gia tri va muc dich. Thay vao do6, ho ap dung nguyén tac
“Su ky diéu cda chit VA” (Genius of the AND) - quan
diém cho phép ngudi ta theo dudi cd A 1an B trong cung
mot thoi gian.

Huyeén thoai 12: Cac cong ty tré thanh nhitng cong ty hang
dau chud yéu théng qua viéc ra nhitng tuyén ngodn vé tam
nhin va hoai bao cia cong ty.
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Thuc té: Cac cong ty hang dau dat dugc tam voc cda ho
khong hoan toan do nhing tuyén bd (du dung la ho
thuong ra nhing tuyén bd nhu vay). Ho ciing khong tré
nén vi dai do da viét ra nhiing tuyén ngon vé muc tiéu,
gia tri, st mang, da tré nén pho bién trong gidi quan tri
ngay nay (mic du dung 1a ho da viét ra nhing diéu dé
nhiéu hon cac cong ty khac, va viét ra nhiéu nam trude
khi diéu d6 tréd nén pho bién). Viét ra mot tuyén ngon co
thé 1a mét bude quan trong trong qua trinh xay dung
mot cong ty hang dau, song dé chi 1a mot trong sé hang
ngan budc cda mot qua trinh bat tan thé hién nhing
dac tinh chd yéu ctia cac cong ty hang dau ma ching toi
xac dinh dugc tu cong trinh nay.

DU AN NGHIEN CUU

Nguén goéc: Ai 1a nha lanh dao cé tam nhin xa tai céng
ty 3M?

Vao nam 1988, chiing t6i da tran trd véi cau héi vé “tam
nhin” doanh nghiép: thuc sy diéu nay c6 ton tai khong, va
néu co, thi chinh xac do6 1a gi, tt dau ma c6? Bao chi va
nhitng ngudi nghién ctitu quan tri da danh sy quan tam dac
biét cho van dé nady, song nhiing diéu da dugc viét ra van
chua lam cho ching t6i théa man.

Trudc hét, ban than khai niém “tdm nhin” da dé gay ra
sy nham 1an va lung tung khi st dung, n6 hoan toan khong
ré rang. Mot s6 ngudi cho rang d6 1a viéc thau hiéu thi
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truong twong lai. S6 khac nghi dén khia canh céng nghé va
san pham cda tam nhin. Mot s6 khac nita lai nhan manh
dén khia canh td chitc: cac gia tri, muc dich, muc tiéu, hinh
dnh cda mot noi lam viéc 1y twdng. N6i chung 1a rat rac roi!
Dé hiéu tai sao da s6 doanh nhan hoai nghi vé khai niém
nay, ré rang la n6 gay ling ting, thiéu thuc té.

Hon ntta, dieu lam ching t6i dau dau nhat chinh 1a viéc
hinh 4nh cda mot nha lanh dao cé tam nhin xa khong duogc
dé cap trong hau hét cac cudc tranh ludn, cac bai viét vé
tam nhin. Chung t6i tu héi, néu nhu su lanh dao cé tam
nhin xa trong rong la quyét dinh cho thanh cong cia mot
to chitc thi ai 1a nha lanh dao xudt sic va c¢6 tam nhin xa
G cong ty 3M? Chung toi khong tra 16i dugce cau hdi nay.
Ban thi sao? 3M la mdt cong ty dugc nguéng mo qua nhiéu
thap ki, thé ma it ai c6 thé ké tén CEO hién tai cda cong ty
nay, hodc nhitng CEO tién nhiém cda no.

RAt nhiéu nguoi dong y rang 3M la cong ty hang dau,
nhung duong nhuw né khong co, hoac chwa ting c6 cac nha
lanh dao hang dau, xuat ching. 3M thanh lap nam 1902,
dén 1994 da trai qua muoi thé hé CEO. R rang thanh cong
cia 3M khong chi don thuan dén tr mot sdn pham hang
dau, mot thi truong hang dau hay mot dot pha may man,
tat cd nhing diéu d6 khong dd dé lam nén gan mot thé ki
thanh co6ng cua cong ty dugc.

Chung t6i nhan ra 3M da thé hién mot diéu gi do vuot lén
trén sy lanh dao hang dau, san pham, thi truong, hay tuyén
b6 kinh doanh hang dau. Chung t6i két luan, c6 thé mo ta
3M tdt nhat bang cum t: Mot cong ty vi dai va hang dau.
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Va nhu thé chung t6i da bat dau dy an nghién ciu mdé
rong, ttt dé ra doi cudn sach ndy. Noi ngan gon, chung toi
c6 hai muc tiéu co ban cho dv an, do la:

1. Xac dinh nhitng dac tinh va dong lyc chung cia nhing
cong ty hang dau (nhing dic tinh va dong luc nay
tao ra sy khac biét gitta chung va nhitng cong ty
khac), tt do6 dua nhitng két qud tim kiém dugc vao
mot khudon mau khai niém hitu ich.

2. Dién dat mot cach hiéu qué nhitng khai niém va nhiing
két qua tim kiém duogc, nham tao dnh hudng dén viéc
thuc hanh quan tri, dong thdi gitip ich cho nhitng ai
muén 1ap ra va xay dung nén nhing coéng ty hang
dau.

Buodc 1: Chung t6i nghién cuiru nhitng cong ty nao?

Xin hdy dung lai va suy nghi mét chit. Gid si ban can
lap ra danh sach cac cong ty hang dau dé nghién ciu.
Trudc day chua c6 ai 1ap ra mot danh sach nhu thé, ngay
cd khai niém “cong ty hang dau” cling con rat méi mé. Ban
sé lam gi?

Chuing t6i da tran trd nhiéu vé van dé nay va di dén két
luan la ban than ching t6i khong nén liap ra danh sach
nay. Tai sao? Béi c6 thé chung t6i chuwa hiéu ré va day dd
veé tat ca cac cong ty, do do sé dé dang c6 thién kién khi lap
ra mot danh sach, Chéng han sé uu tién hon cho cac cong
ty & California hoac cac cong ty vé cong nghé, don gian bdi
ching t6i quen thudc, ranh ré vé nhitng cong ty nay hon.
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D& gidm thiéu nhing thién kién ca nhan c6 thé xay ra,
chuing t6i lwa chon cach sau: phéng van CEO & mot loat cac
tap doan hang dau thuodc nhiéu quy mo khac nhau, nhiéu
nganh khac nhau, nhiéu loai khac nhau, & nhiéu dia phuong
khac nhau, va nhd ho giup 1ap ra danh sach cac cong ty
hang dau. Chung t6i chon va tin tuéng vao y kién ctia ho
hon 1a v kién tu gidi hoc thuat béi cac CEO nay la nhiing
nguoi thuong xuyén va truc tiép doi mat voi thuc té va
thach thic cda viéc xdy dyng va quan tri céong ty. Chung
toi hiéu rang cac CEO hang dau chac chan sé c6 nhing
hiéu biét tot nhat vé cac céng ty trong va ngoai nganh kinh
doanh cuia ho, ngoai ra ho cling luén phai theo déi chat ché
cac cong ty ban hang va doi thd canh tranh trén thi truong.

Vao thang 8-1989, chung t6i da thyc hién nghién ctu
mau t 700 CEO thuoc cac thanh phan sau:

+ 500 cong ty cong nghiép (theo danh sach cda tap chi

Fortune)

+ 500 cong ty dich vu (theo danh sach cia tap chi
Fortune)

+ 500 cong ty tu nhan Inc.

+ 100 cOng ty cong coOng Inc.

D& ddm bao mau diéu tra c6 dai dién t¥ moi nganh kinh
doanh, ching t6i chon ra cac CEO tit ca cac cong ty cong
nghiép va dich vu trong danh sach cia Fortune (moi loai
250 cong ty). Cac cong ty Inc. (ca cong cong va tu nhan)
cho chung t6i dai dién cda cac doanh nghiép ¢d nhé hon
(200 cong ty loai nay da dugc duwa vao mau). Chung toi dé
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nghi cac CEO dugc phdng van hdy néu ra t 1-5 cong ty
ma ho nghi 1a “hang dau, siéu hang, c6 tam nhin va hoai
bao 16n”, v6i luu v rang cau tra 1oi nay phai 1a cda chinh
ban than ho, chit khong phai nha bat ky ai khac trong cong
ty tra 1oi ho.

Ching t6i da nhan dugc ti 1é tra loi la 23,5% cac CEO
duoc héi (165 phiéu dugc nop lai), voi ti 1é trung binh 1a 3,2
cong ty dugc néu tén trén moi phiéu. Ching toi thuc hién
mot phan tich théng ké nhdm ddm bao da nhan duwogc mau
trad 10i t@ moi loai ddi tugng nghién ctu. N6i cach khac,
khong c6 nhém CEO nao vuot troi vé so luwong, ching toi da
nhan dugce nhing cau tra 10i nay tt cac cong ty thudc moi
nganh kinh doanh, thudc du loai va quy moé khac nhau.

Dua theo két qua thu duoc, chung t6i lap ra danh sach
20 cong ty hang dau duoc ké tén nhiéu nhét trong cac
phiéu tra 16i néi trén. Chung téi loai bd cac cong ty thanh
lap sau nam 1950, v6i suy nghi rang cac cong ty lap ra
trudc nam 1950 da ching to ban than ching khong chi la
két qud cia mot nha lanh dao hay mot y twdng xuat sac
nao d6 ma thoéi. Bang cach nay, danh sach rit xudng con
18. Cong ty “tré nhat” trong danh sach nay thanh 1ap nam
1945, va “lao lang” nhat 1a cong ty thanh lap nam 1812.
Vao thdi gian nghién cttu nay dién ra, do tudi trung binh
cda cac cong ty hang dau trong danh sach nay la 92, thoi
diém thanh lap trung binh la nam 1897, va thoi diém thanh
lap trung binh cu thé 1a 1902 (xem bang 1.2).
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Bang 1.2
NAM THANH LAP CUA CAC CONG TY HANG DAU

1812 Citicorp
1837 Procter & Gamble
1847 Philip Morris
1850 American Express
1886 Johnson & Johnson
1891 Merck
1892 General Electric
1901 Nordstrom
Trung binh: 1902 3M
1903 Ford
1911 IBM
1915 Boeing
1923 Walt Disney
1927 Marriott
1928 Motorola
1938 Hewlett-Packard
1945 Sony
1945 Wal-Mart

Budc 2: Né tranh bay “Kham pha cac cao 6c” - Lap ra
danh sach cac cong ty so sanh

Chung toi c6 thé xép cac cong ty hang dau thanh mot
nhom va nghién cttu bang cach trd 10i cac cau hdi dai loai
nhv “DPau la nhing dac tinh chung & cac cong ty nay?”,
song duong nhu day chinh l1a khiém khuyét co ban cia
phuong phap phan tich “tim cac dac tinh chung”.

Hay cung xem cach lam nay d& & chd nao: Vi du, chung
t6i 6 thé kham pha ra rang tat ca 18 cong ty nay déu co...
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van phong va cac cao 6c, déu c6 ban ghé, hé thong thanh
toan, Hoi dong quan tri, hé thong ké toan, v.v... Ban thay
day, r6 rang phuong phap nay khong cho ban biét thém
két luan gi mdi mé va co ich ca.

Xin doc gia dung hiéu sai ¥ ciia chung t6i khi lap di lap
lai van dé nay. Chung toi phai lap di lap lai & day vi mot
diéu dang buon 1a da sd cac nghién cttu vé kinh doanh gan
day roi vao cai bay “Kham pha cac cao 6c¢” nay. Gid du ban
nghién citu mot nhom cac cong ty thanh cong va ban phat
hién ra rdng cac cong ty nay déu tap trung vao khach
hang, tang chat lugng hang héa, trao quyén cho nhan vién,
ban c6 thay rang nhing “phat hién” d6 ching qua cting chi
nhu nhitng phat hién vé nhitng toa cao 6c ma moi céng ty
thanh cong déu c6 hay khong? Ban c6 kham pha ra diéu gi
phén biét nhitng cong ty thanh céng véi nhitng cong ty
binh thuwong khong? Ban khong biét, va khong thé biét tru
phi ban c6 mdt nhém cac cong ty khac dé dem ra so sanh,
mot chuadn so sanh nhat dinh!.

Cau héi chd chot & day khong phdi la “Pau la diém
chung cda cac cong ty nay?”, ma phai la “Pau la sy khac
biét chinh & nhitng cong ty nay? Cai gi giip ta phin biét
chung voi nhitng cong ty khac?”. Chung t6i di dén két luan:
Chi c6 thé dat dén muc tiéu nghién citu néu so sanh cac
cong ty hang dau véi mot sd cong ty khac co su khéi dau
tuong ty nhw chung trong kinh doanh.

Rat kho khin, chung t6i da chon ra mot cach cé hé théng
cac cong ty so sanh cho ting cong ty hang dau (mot cong
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ty so sanh twong tng véi mot cong ty hang dau - xem bang
1.1), ap dung nhing tiéu chuan sau day:

« CO cung thoi diém ra doi: Cac cong ty so sanh dugc
lap ra trong cing mot thoi ky véi cong ty hang dau.
Cac cong ty so sanh trong nghién cttu ctiia chung toi
c6 thoi diém thanh lap trung binh vao nam 1892 (so
v6i cac cong ty hang dau la 1897).

+ C6 san phdm va thi truong tuong tu lic mdi thanh
ldp: Chung t6i chon ra cac cong ty so sanh c6 cung
cac san pham, dich vu va thi trudng twong tw nhu cac
cong ty hang dau trong thoi gian mai khéi nghiép.
Tuy nhién, sau d6 cac cong ty ndy khong nhat thiét
phai cung mot nganh kinh doanh (vi du truong hop
cong ty hang dau Motorola ngdy nay da c6 pham vi
kinh doanh vugt xa ra ngoai cac san pham dién td
tiéu dung luc dau, trong khi cong ty so sanh cda no
- Zenith - thi khong dugc nhu vay). G day ching t6i
muén tim hiéu tai sao cung mot su khéi dau lai c6 thé
c6 nhitng két qua khac nhau nhu vay.

+ Cdc cong ty so sanh cung da xudt hién (dugc nhac
t6i) trong két qua diéu tra tv cac CEO, nhung it hon
cac cong ty hang dau, nham ddm bao viéc lay thong
tin t* cing mot nguon - cac CEO.

+ Cdc cong ty so sanh hoan todn khong phdi la cdc
cong ty kém hay that bai. Viéc so sanh cac cong ty
hang dau (rat tot, tuyét hdo) véi cac cong ty so sanh
(t61), theo ching t6i, sé dem lai nhiéu gia tri va do tin
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cay cao hon 1a néu so sanh v6i cac cong ty kém hoan
toan (vi du: ban so sanh gitta mot doi bong vo dich
Olympic v6i mot doi bong cua truong dai hoc, su
khac biét 1a dé thay, song sy khac biét 4y khong noi
lén diéu gi ca. Nhung néu so sanh doi vo dich voi mot
d6i bong hang hai hodc ba va tim thay nhitng khac
biét, thi két qua so sanh cda ban that sy co gia tri va
httu ich).

Budc 3: Lich st va tién hoa

Chung t6i da dat ra mot nhiém vu nang ne: nghién ciu
cac cong ty hang dau trong toan bo lich st phat trién cda
ching. Khong chi héi “Cac cong ty nay c6 nhitng dac diém
gl hom nay?”, ching t6i chui yéu dat ra cac cau héi nhu
“Cac cong ty nay khéi nghiép nhu thé nao? Phat trién ra
sao? Da gidi quyét kho khan khi 8 quy mé nhd, thiéu von
nhu thé nao? Pa quan 1y qua trinh phat trién t budc khéi
nghiép thanh mot tap doan ra sao? Da chuyén tiép tu thé
hé sang lap vién sang cac thé hé lanh dao tiép theo nhu thé
nao? ba déi pho, thich tng véi cac bién dong lich st nhu
chién tranh va suy thoai ra sao? Da déi phé véi cudc cach
mang cong nghé nhu thé nao?”

Chuing toi theo duoi viéc phan tich theo lich s theo ba
1y do. Thit nhat, ching t6i muén thu thap cac thong tin c6
gia tri khong chi déi voi cac doc gid & cac tap doan kinh
doanh 16m, ma con déi véi ca nhitng nguoi lam viéc ¢ nhing
doanh nghiép vita va nhd. Chung t6i c¢6 nhitng kinh nghiém
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thuc té va ly thuyét vé viéc xay dung va quan tri cac doanh
nghiép nhéd cho t6i viéc 1ap ké hoach cho nhing thay doi
cac tap doan kinh doanh 16n - va ching t6i muén cung cap
cac kién thiic va cong cu hitu ich & ca hai truong hop trén.

Thtt hai, quan trong hon, chung t0i tin rang chi c6 mot
cach nhin mang tinh lich s va theo sudt qua trinh tién héa
moéi c6 thé gitip ban hiéu dugc nhitng dong luc co ban dang
sau mot cong ty hang dau. Mot cach hinh anh, ban sé
khong thé hiéu mot cach day dd vé nudc My néu khong
hiéu lich st cda no, véi hang loat su kién tiép ndi nhau, t
Chién tranh cach mang, Hoi nghi lap hién, noi chién, viéc
mé rong bo c6i vé phia Tay, suy thoai hdéi nhiing nim
1930, dnh hudng cdia nhing Jefferson, Lincoln, F.D
Roosevelt, va nhing yéu t6 lich si& khac. Theo quan diém
cda chung toi, cac cong ty 16n rat giong cac quoc gia & chd
chiing déu phdn anh su tich ldy cda cac su kién qua kha
cling nhu dnh huéng cda yéu t6 di truyén tir cac thé hé di
trudc 1én quy mo phat trién hom nay.

Lam sao ban c6 thé hiéu dugc cong ty Merck ngay hom
nay néu khong tim hiéu vé triét Iy cong ty da dugc George
Merck dé ra t@ nhitng nam 1920: “Thudc la dé cho ngudi
bénh, chit khong phdi vi 1gi nhuan. Lgi nhuan sé dén sau!”.
Lam sao ban hiéu dugc 3M ngay nay néu ban khong biét
duwoc rang ban dau ho da suyt pha san khi con 1la mot cong
ty khai thac mé? Lam sao hiéu dugc con thuyén General
Electric dudi sy cam lai cda vi thuyén truéng tai ba Jack
Welch néu khong nghién citu tim hiéu vé quy trinh tuyén
chon va phat trién doi ngd lanh dao ké thira mot cach co

XAY DUNG DE TRUONG TON
58

hé thong tai cong ty ndy voén bat dau tir dau thé ky XX? va
néu khong hiéu vé nguodn goc lich st cda ban Tin diéu
(Credo) cia Johnson & Johnson (viét ra tit nam 1943), lam
sao ta c6 thé hiéu dugc cach giai quyét cudc khing hodng
lién quan dén sdn pham Tylenol trong thap nién 1980 cda
cong ty nay? Ré rang la khong thé.

Thtt ba, ching toi tin rang viéc phan tich so sanh sé tot
hon néu nhin t khia canh lich stt. So sanh hai cong ty
hang dau va cong ty so sanh trong thoi diém hién nay
chang khac gi viéc ban xem... 30 gidy cudi cda mot cudc
dua marathon: ban cé thé biét duoc ai la nguoi thang cudc,
nhung ban khong hiéu dugc tai sao nguoi do lai thang. Dé
hiéu va thudng thic tron ven mot cudc dua dai va gian kho
nhu thé, ban can theo doi tit dau va toan bd qua trinh cda
noé, timg kilomet mot. Cing nhu vay, ching t6i muén di
ngugc thoi gian dé tim cau trd 16i cho nhing cau héi hoc
bua nhu:

+ Bang cach nao Motorola dd phat trién t mot co sé
stta chita pin rat khiém ton thanh mot tap doan kinh
doanh radio trong xe hoi, tivi, ban dan, dién thoai di
dong, trong khi hang Zenith (thanh lap cung thoi gian
vOi quy mo tuwong dwong) chua bao gio dat thanh
cOng vuot troi trén thi truong, tre mat hang tivi?

+ Bang cach nao P&G da tiép tuc phat trién thinh vuong
sau 150 nam ké ti ngay thanh lap, trong khi da s6
cong ty cdm thdy may man khi ton tai duogc 15 nam
ma théi? Va bang cach nao P&G da thong tri thi truong
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trong nganh kinh doanh cda ho du khi khédi nghiép
ho thua kém dang ké so véi do6i thi Colgate?

+ Bang cach nao ma H&P tiép tuc 6n dinh va phat trién
sau khi nhiing nguoi sang lap Bill Hewlett va Dave
Packard nghi huu, trong khi hang Texas Instruments
suy yéu han khi nguoi lanh dao Pat Haggarty ra di?

+ Tai sao hiang Walt Disney tré thanh mot biéu tuong
cho nudc My, ton tai va phat trién qua nhitng ¢ gang
mua lai t& cdc doi thd, trong khi hang Columbia
Pictures dan dan suy sup, khong thé tré thanh mot
biéu twong, cudi cung bi mua lai bdi mot cong ty cia
Nhat?

+ Bang cach nao hang Boeing (von la mot ké mo nhat
trong nganh hang khong dan dung) da trudt ngoi
McDonnell Douglas mot cach ngoan muc. Pham chat
gl Boeing da co trong nhitng nam 1950 ma McDonnell
Douglas lai thiéu?

Kham pha nhitng nguyén tac bat bién

Chi nhin vao lich st liéu chung ta c6 dua ra dugc nhitng
két luan khong? Liéu nguoi ta hoc dugc gi tt nhitng diéu
nhitng cong ty nay lam & 10, 30, 50 hay tham chi mot tram
ndm trudc day? Ro rang thé gidi dang va sé tiép tuc thay
doi. Chung t6i thita nhan rang nhing phuong phap cu thé
dugc cac cong ty nay ap dung thanh cong trong qua khu
c6 thé khong con dung trong twong lai. Nhung trong qua
trinh nghién ctu, ching toi tiép tuc quyét tdm tim ra nhing
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nguyén tac va khuén mau co ban, bat bién theo thoi gian,
c6 thé duoc ap dung qua nhiéu thoi dai nta. Vi du nhu
nhing phuong thiic cu thé ma cac céng ty hang dau ap
dung dé gitt vitng cai cot 161 va khuyén khich sy tién bo
(nguyén tac co ban dugc ban dén trong cudn sach nay) sé
con tiép tuc phat trién va thay doi, song ban than nguyén
tac noi trén thi sé khong bao gid thay déi, twv 1850 dén
1900, 1950, 2050 v.v... Muc tiéu cda ching t6i la st dung
cac nghién ciu vé lich st cong ty dé hiéu va dua ra cac
khai niém, cac cong cu httu ich cho viéc xay dung cac cong
ty hang dau trong thé ky XXI va xa hon nita.

That su ma ndi, khia canh phan biét rd nhat cudn sach cla ching
toi voi tat ca nhiing cudn sach vé quan tri trudc day 1a viéc
ching toi xem xét cac cong ty trong su6t chiéu dai lich st cla
ching, xem xét ching trong mai tuong quan so sanh truc tiép voi
cac cong ty khac. Day 1a phuong phap chl yéu nham lat lai
nhiting huyén thoai tham c&n c6 dé va nhdm thau triét cac nguyén
tac co ban da duoc ap dung rong rai qua thoi gian & moi nganh
kinh doanh khac nhau.

Buoc 4: Hang nui dit liéu, hang thang nghién cuiru va “cudc
san rua”

Khi da luya chon ra cac cong ty can nghién cttu cing nhu
quyét dinh ap dung phuong phap nghién ciu so sanh va
lich s, mot van dé nita lai ndy sinh: Chinh xac 1a ching
ta can nghién citu diéu gi trong toan bo lich st cong ty?
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Chién lugc chang? Hay co cau to chic, quan 1Iy? Van hoéa
cong ty? Gia tri? Hé thong? Day chuyén san pham? v.v...
B&i khong biét trude yéu té nao sé quyét dinh tinh “hang
dau” cda cong ty, ching toi khong thé nghién ciu trong
pham vi hep, ma can thu thap cac ching ct trén binh dién
rong hon nhiéu.

Su6t thoi gian nghién ciu, ching toéi ludon nhé dén hinh
dnh Charles Darwin su6t nam nam troi da di nghién ctu
trén con tau Beagle, kham pha quan dao Galapagos va bat
chot nhan ra nhitng con rua Ién, c6 hinh dang khac nhau
to dao nay sang dao khac. Nhitng quan sat bat chot do da
cham ngoi cho nhitng suy nghi clia 6ng trén hanh trinh vé
qué huong, cling nhuv nhitng nghién cttu sau nay tai Anh
qudc. Darwin c6 co hoi dé c6 nhitng kham pha méi do 6ng
da tinh c¢d va may man quan sat dugc mot so su kién, hinh
dnh khong ngo t6i. Ban than Darwin khong hé c6 y dinh
tim kiém nhitng bién dang cta loai rua, nhung ong lai thay
chiing & d6, trén nhiing hon dao - nhing con rua to 16n, lac
lv, c6 hinh dang ki la, khéng thé xép vao loai nao trong gid
thiét vé cac loai dugcs. Chung toi cling mong mudn dugc
gap nhting con rua c6 hinh dang ki di nhu thé, ching c6
thé khoi day nhing suy nghi c6 ich.

TAt nhién chung t6i mong lam viéc c6 hé thong hon 1a di
long vong khong c6 muc dich, cho dgi mot co may tu trén
troi roi xuéng. Pé dam bao thu thap va phan loai cac di
litu mot cach day dd va c6 hé thong, ching toi st dung
mot ky thuat c6 tén la “phan tich dong to chic” (Organization
Stream Analysis)®. Theo cach nay, nhom nghién ciru da thu
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thap va phan loai chin loai thong tin trong toan bo lich si
cia cac cong ty. (Xem bang A.1 phu luc 3). Cac loai thong
tin nay bao gom gan nhu toan bo cac khia canh cda mot
cong ty, tir to chiie, chién lugc kinh doanh, san pham - dich
vu cho dén cong nghé, quan 1y, co cau chd s& httu, van
hoa, gia tri, chinh sach va moi truong bén ngoai. Chung toi
cling nghién citu c6 hé thong cac bao céo tai chinh thuong
nién t¢ nam 1915 va loi nhuan hang thang cda co phiéu
ké tr nam 1926. Ngoai ra, ching toi ciing xem xét tong
quat lich st nudc My ndi riéng tit nam 1800 dén nam
1990, xem xét tong quat ting nganh cong nghiép ma cac
cong ty nay tham gia vao.

Dé thu thap thong tin clia 36 cong ty trong thdi gian
trung binh 1a hon 90 ndm cho mdi cong ty, chung toéi da
phai tham chiéu hon mét tram cudén sach, hon 3.000 tai
liéu ca nhan (bai bao, cac tinh hudng x 1y, tai lieu lvu tri,
cac 4n pham cong ty, bang hinh). Tinh sat sao, chung toi
da doc qua hon 60.000 trang tai liéu (con so thuc té c6 thé
lén dén 100.000 trang). Tai litu cho duw an nay chiém hét
ba ngan ti cao, bon ké sach, 20MB di litu trén may tinh
(xem bang A.2, phu luc 3 vé cac nguodn tai liéu).

Budc 5: Gat hai thanh qua lao dong

Budc tiép theo la budc kho nhat trong toan bd du an.
Chung to6i da chit loc mot khéi luwgng thong tin khong 16
(chid yéu 1a thong tin dinh tinh) thanh mot s khai niém chd
yéu, lien két v6i nhau trong mot khuoén mau, lam trung tam
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cho cac chitng minh hd tr¢ chi tiét cia coéng trinh nay.
Chung t6i tim kiém cac khuén mau lap di lap lai, xac dinh
cac khuynh hudng va dong lyc bén trong, v6i muc tiéu xac
dinh cac khai niém giai thich sy thanh cong qua thdi gian
cda cac cong ty hang dau, dong thdi c6 thé st dung nhu
1a nhting chi dan thuc té cho cac nha quan ly khi xay dung
cong ty trong thé ky XXI.

Su phan tich mang tinh so sanh la yéu t6 quyét dinh cho
nhting két quad tim dugc. Sudt qua trinh nghién cttu ching
toi 1at di 1at lai cau héi co ban: “Piéu gi da tao nén khac biét
gitta cac cong ty hang dau va cac cong ty so sanh trong
mot thoi gian dai nhu vay?” Ching t6i ciing két hop qua
trinh so sanh v6i qua trinh sang tao. Chung t6i muén pha
bd nhiing gido diéu kinh doanh va nhitng quan niém quan
tri pho bién trén bao chi cang nhiéu cang tét. Noi cu thé,
ching t6i muén kich thich nhtng suy nghi méi mé bang
nhitng y tudng thoat tréng bén ngoai khong co gi lién quan
dén kinh doanh c4, roi két hgp chung véi nhitng quan sat
c6 dugc trong qua trinh nghién ctu. Vi vay, chung t6i da
doc rat nhiéu sach khong lién quan dén kinh doanh: sinh
vat (nhat 1a hoc thuyét tién hoa), di truyén hoc, tam 1y hoc,
tam ly xa hoi, xa hdi hoc, triét hoc, khoa hoc chinh tri, lich
sit va nhan loai hoc.

Budc 6: Thuc nghiém va ap dung vao thuc té

Trong sudt thoi gian nghién citu, ching toi da lién tuc
kiém tra nhitng két qua tim dugc, nhing khai niém mdi
bang cach dwa chuing vao thuc té kinh doanh théng qua
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cac cong viéc tw van va nhing trach nhiém cda Hoi dong
quan tri. Khi viét cudn sach nay, chung to6i da ap dung
nhitng khuén mau va cac cong cu dya trén nghién citu nay
tai hon 30 t6 chic, tt nhitng céng ty mdi thanh 1ap, doanh
thu duwdi 10 triéu dola cho dén nhiing cong ty trong tap chi
Fortune 500 c¢6 doanh thu hang ty déla, ¢ nhiéu nganh
khac nhau, tv may tinh, cham soc stic khée, dugc pham,
cong nghé sinh hoc, xay dung, ban 1é v.v... Thuong lam
viéc voi bd phan quan tri cao cap, theo yéu cau truc tiép
cia CEO, chung t6i c¢6 co hdi trinh bay cac y tudng cua
minh véi bd phan nhitng nguoi cing ran, thuc té, sac sio,
khon ngoan, c6 doi héi cao nhat trong giéi doanh nhan.
Phuong phap “Ita thit vang” nay da cho chung t6i nhing
phan hoi vo cung quy gia dé tiép tuc thuc hién cac khai
niém trong thoi gian nghién ctu. Vi dy, trong mot lan lam
viéc v6i mot hang dugc pham, mot nha quan ly da héi “Cé
nhitng gia tri cot 16i ‘dung’ va ‘sai’ khong? Noéi cach khac,
nodi dung clia cac gia tri cot 16i 1a quan trong nhat, hay tinh
chan thuc va nhat quan cda cac gia tri ay (bat ké noi dung
cia nd) mdi la quan trong nhat? Co nhitng gia tri nao ph6
bién ¢ moi cong ty hang dau khong?” Chiing toi da trd lai
cac di liéu nghién cttu va tra 16i nhitng cau héi nay mot
cach c6 hé th6ng (xem chuong 3), bang cach nao do da
hoan thanh mot vong “luan chuyén” t nghién ciu dén
thuc hanh va tré lai nghién cu (xem so do 1.A). Qua trinh
luan chuyén nay xay ra rat nhiéu lan, déi véi nhiéu van dé
khac nhau trong su6t nam nam nghién cwu, that sy da
dong gop rat nhiéu cho thanh cong ctia cudén sach nay.
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VONG LUAN CHUYEN

Nghién ctru

Ap dung
trong thuc té Khai niém
va khudn mau

HAY PE CAC CHUNG CU LEN TIENG

Moi du an nghién ctu vé khoa hoc xa hoi déu c6 nhiing
kho khan va han ché nhat dinh, va cong trinh ctda chung
t6i cliing khong 1a ngoai 1é. Chung tdi chi c6 thé si dung cac
tu liéu lich st va tan dung hiéu qua nhitng thong tin nay,
chiing t6i khong c6 diéu kién 1dp di lap lai cac thi nghiém
can thiét nhu trong mot nghién citu khoa hoc. Trong phu
luc 1, chung toi da trinh bay mot s6 van dé doc gia luu tam
(nhitng cau héi co6 thé dat ra) va nhing tra 10i, gidi dap cda
cac tac gia cho nhitng van dé lién quan dén phuong phap
nghién citu cda du an nay.
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Tuy nhién, cho du c6 tat ca nhitng van dé trén, thi khoi
luong thong tin khong 16 ma chung t6i da xem xét két hop
v6i qua trinh luan chuyén ti nghién ctitu dén 1y thuyét, dén
thuc té, da cho chung toi sy ty tin rat 16n rang cac két luan
tim dugc 1a cé ly va quan trong hon ca la httu ich cho viéc
phat trién cac cong ty xuat sac. Chung toi khong huénh
hoang tuyén b6 da tim ra chan ly. Khong ai c6 thé tuyén
bd nhu vay trong khoa hoc xa hoi ca. Chung toi chi ty tin
tuyén bo rang chuong trinh nay gitp ching t6i hiéu ré hon
vé cac to chitc va tim ra cac céng cu dé lap nén nhtng cong
ty tot hon trong qua khi.

Gio day chung toi xin duge chia sé nhitng diéu chung toi
tim dugc t& chuong trinh nay. Hi vong doc gia tim ra dugc
nhiéu diéu c6 ich, vi lich s cac cong ty nay cé thé day
ching ta nhiéu diéu. Tuy nhién, ching téi ciing mong doc
gia hay ty minh suy nghi khach quan va co6 tinh phé phan
khi doc, chung t6i mong cac ban suy xét mot cach cé suy
nghi va phan bac khi can, hon 1a chidp nhan moét cach vo
diéu kién cac két luan chung t6i dua ra. Hay dé cac ching
ct tu lén tiéng. Ban sé 1a trong tai, la quan toa c6 quyén
phan xét, dung khong?
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CHUONG HAI

KHONG CHI LA “NGUOI BAO GIO”
MA PHAI “TAO RA DONG HO”

Trén tat cd moi thi la khd nang xay dung, xay dung,
xay dung khong ngung nghi, khong nhin lai phia sau,
khong bao gio két thic - xay dyng nén mot thé ché...
Sang tao vi dai nhat cda Walt Disney

chinh 1a cong ty Walt Disney.

RICHARD SCHICKEL,
The Disney Version”

To6i da cong hién toan bo stc lyc va khd nang

dé lap nén mot cong ty ban 1é tét nhat c6 thé. Chadm hét.
Con viéc lam nén mot gia san kéch xu cho ban than
chua bao gio la muc dich cida toi.

SAM WALTON,
nguoi sang ldp Wal-Mart$

ay tudng tuong ban gap mot nguoi co kha
nang nhin 1én bau trdi vao bat ky thoi diém nao trong ngay
va noi lén chinh xac thdi gian, chang han “Bay gid la
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2h30'12" sang, ngay 23-4-1401”. Ong ta la mot ngudi bao
gio xuat sic, va chung toi rat nguéng mo ong ta vé kha
nang tuyét voi do. Nhung sé 1a tuyét voi hon néu thay vi chi
don gidn bao gid, ong ta lam ra dugc mot dong ho co kha
nang bao gid mai mai, ngay ca sau khi 6ng ta qua doi.°

Nhu vay, c6 mot y tudng vi dai, hoac trd thanh mot nha
lanh dao xudt sic, c6 stc 16i cudn ngudi khac ching qua
chi 1a viéc “bao gid”, con xay dung nén mot cong ty co thé
phat trién 1au dai, khong phu thudc vao mot nha lanh dao
nao d6 mdi 1a viéc “tao ra dong ho”. Chung t6i sé cho ban
thdy nhiing nguoi sang lap ra cac cong ty hang dau ludn
c6 khuynh huéng “tao ra dong hd”, chit khong chi 1a “bao
gio” don thuan. Ho tap trung chd yéu vao viéc xay dung
mot t6 chitc - mot chiéc déong ho lau bén - hon 1a viéc chi
dua vao mot san phé{m, mot thi truong thanh cong ma thoi.
Thay vi ¢6 dat dugc hinh &nh mdt nha lanh dao xuat sac,
ho mang phong cach cda mot kién tric su, cong hién toan
b stic luc vao viéc 1ap nén mot to chie tuyét hao. Két qua
nhitng nd luc cia ho khong phai 1a viéc trién khai thanh
cong mot y tudng, thé hién mot tinh cach lanh dao vugt troi
hay la sy giau c6 cho mot ca nhan. Ngugc lai, sy sang tao
16n nhat cda ho chinh la ban than céng ty va nhitng diéu
ma cong ty do dai dién.

Chung t6i da di t6i khai niém quan trong nay dua vao
nhiing ching cit tim dugc trong qua trinh nghién ciru, nhitng
ly 1é da danh d6 hai huyén thoai, hai cach nghi pho bién
trong gidi kinh doanh trong nhiéu nam qua. b6 1a huyén
thoai vé Vv tudng vi dai va huyén thoai vé nha lanh dao vi
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dai. Mot trong nhiing két luan quan trong nhat, thu vi nhat
cia ching t6i, do la viéc xay dyng nén mot cong ty hang
dau hoan toan khong doi héi mot ¥ tudng kinh doanh vi
dai hay mdt nha lanh dao vi dai nao cad. Tham chi chung
toi con c6 nhing ching cit cho thay viéc cac nha lanh dao
tai ba vdi nhitng y tudng kinh doanh vi dai do6i khi con
khong lién quan gi dén viéc xay dung thanh cong mot cong
ty hang dau nita. Nhitng phat hién gay kinh ngac nay budc
chung t6i phai xem xét thanh co6ng trong kinh doanh tw
nhing géc do hoan toan mdi, theo nhiing quan diém hoan
toan khac biét so v6i trudce kia.

HUYEN THOAI VE “Y TUGNG Vi PAI”

Ngay 23-8-1937, hai k§ sv méi ngoai 20 tudi, vira tot
nghiép, khong hé cé kinh nghiém kinh doanh gi, gip nhau
dé ban chuyén thanh lap mot cong ty mdéi, ma khong hé c6
y tudng rd rang rang coéng ty nay sé kinh doanh cai gi cu
thé ca. Ho chi biét rang ho muén cung nhau mé mot cong
ty hoat dong trong mét linh vyc rat rong 16n vé ky thuat
dién tt. Ho da suy nghi rat nhiéu vé sadn pham dau tién
cing nhu cac cg hoi thi truong, nhung ho khong cé y tudng
chd dao nao c6 thé 1a nguén cdm himg cho coéng ty con non
tré nay ca.

Va thé 1a Bill Hewlett va Dave Packard da quyét dinh cho
ra doi mot cong ty, sau doé mdi xac dinh xem cong ty nay
sé lam gi. Ho quyét dinh ci bat dau cai da, thi nghiém bat
ci diéu gi c6 thé, mién la... dd tién thanh toan cac chi phi
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dién nudc va chi phi lién quan khac tai ga-ra nho bé noi ho
khéi nghiép. Bill ké lai:

Khi néi chuyén tai cac truong day vé kinh doanh, cac
giao su vé quan tri da rat stng sot khi toi néi rang
chung toi chang hé c6 ké hoach gi khi khéi nghiép ca,
chung t6i thuan tdy chi 1a nhing ké co hoi. Ching toi
lam bat ci diéu gi dé kiém ra tién, ting xu mot, t
nhitng dén bao (xi-nhan) trong bowling, dong ho trong
kinh vién vong, thiét bi doi nudc tw dong trong toi-let,
mday xung dién dé gidm béo... Chiing toi chi c6 vén
ven 500 dola va phdi lam bat ct diéu gi ngudi ta nghi
1a chung ti c6 thé lam dugc.!

Nhitng san pham dau tién cda ho (nhuv da noi & trén)
chang di dén dau ca, chang cé vi tri gi trén thi truong. Thuc
té 1a cong ty da vat va sudt gan mot nam trudc khi c6 don
hang 16n dau tién - ho ban duoc tam may nghiém dao dong
cho hang Walt Disney dé st dung khi lam phim Fantasia.
Tham chi sau dé, HP van tiép tuc phong cach khong tap
trung ctia minh, loay hoay véi rat nhiéu sdn pham khac
nhau, mai cho tdi khi ho c¢6 budc dot pha bung no t
nhting hgp dong trong chién tranh vao dau thap nién 1940.

Nguoc lai, cong ty Texas Instruments lai c6 khéi dau véi
mot y tudng kinh doanh rat thanh cong. Thanh lap nam
1930 v6i cai tén Geophysical Service Inc, “Cong ty dau tién
nghién cttu vé dia chan & cac ving khong c6 mé dau, voi
phong thi nghiém tai Texas san xuat ra nhitng dung cu cho
cong viéc nay.”!"! Khong giéng nhu Hewlett-Packard, nhing
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nguoi sang 1ap ra TI da 1ap ra céng ty nham khai thac mot
co hoi thi truong va cong nghé cu thé.”? TI da khéi dau
bang mot y tuwdng vi dai. HP thi khong!

Sony cing nhu vay. Khi Masaru Ibuka thanh lap cong ty
ctiia 0ng vao thang 8-1945, 6ng hoan toan khong cé y tudng
cu thé gi vé san phdm ca. That su la Ibuka va bay nhan
vien dau tién da c6 nhitng budi hop (sau khi da thanh lap
cong ty!) trong d6 moi ngudi cung suy nghi va ban bac xem
sé san xuat san pham gi. Theo 10i Akio Morita, (tham gia
vao cong ty it 1au sau do) thi “Nhom chung t6i ngdi hang
tuan véi nhau, c6 suy nghi ra xem cong ty phai kinh doanh
cai gi dé c6 thé c6 tién ma hoat dong tiép.”'* Ho da suy nghi
vé rat nhiéu san pham khac nhau, t xip dau ngot dén cac
dung cu danh golf c& nhé va thudc gap.'* Khong chi nhu
vay, san pham dau tién cda Sony - ndi com dién - tham chi
da khong hoat dong dugc mot cach suon sé, va san pham
chinh dau tién (may ghi am) thi that bai trén thi truong.
Trong nhitng ngdy dau ndy, cong ty da ton tai dugc bang
cach khau cac day dién vao vai dé lam nén miéng dém tao
stc nong, tuy tho kéch song lai ban duge.’> Trong khi do,
nguoi sang lap ra hang Kenwood, duong nhu da co san
mot loat sdn pham trong dau vao thdi diém khdi nghiép.
Ong ta dat tén cho cong ty cda minh la Kasuga Wireless
Electric Firm vao nam 1946, va ké tit lic thanh lap theo
cudn Japan Electronics Almanac, thi “Kenwood luon 1a mot
hang tién phong trong cong nghé audio.”!®

Giong nhu Ibuka va Hewlett, Sam Walton cting c6 budc
dau kinh doanh ma khong c6 moét v tudng vi dai nao ca.
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Ong budc vao kinh doanh chi véi mong muén duoc tw lam
chd, va v6i mot chut kién thite (nhung rat nhiéu dam meé)
vé ban 1é. Ong ta da khong hé thiic day vao mot budi sang
va kéu lén “Eureka, toi da c6 mot y tudng vi dai va gio day
toi sé thanh 1ap mot cong ty!” Khong hé 1a nhu vay. Walton
da khéi sw nam 1945 véi duy nhat mot cita hiéu nhé ban
nhttng hang vat vanh, § mot thi tran nhd: Newport,
Arkansas. “Toi khong hé cé vién canh nao vé quy mod lic
khéi nghiép - Walton sau nay trd 16i phdéng van cia New
York Times - nhung t6i luon ludn tin rang, mot khi chung
ta lam tot cong viéc va phuc vu khach hang tot, thi sé
khéng c6 mét gidi han nao cho quy mé phat trién ctia cong
ty cal”’’. Walton da di tung budc, phat trién tv mot cda
hang nhé bé Iic dau thanh mot hé thong siéu thi voi “sang
kién vi dai” vé viéc gidm gia cho khu vuc nong thon. Duong
nhu do6 la mot qué trinh tién hoa hoan toan ty nhién vao
hai thap nién sau d6. Trong Sdn xudt tai My (Made in
America), 6ng da viét nhu sau:

Rat nhiéu nguoi c¢6 an twong rang Wal-Mart 1la mot y
tudng vi dai tw dung xuat hién & toi, va chinh y tudng
nay da bién thanh mot thanh cong ngay lap ticc. Nhung
thuc ra cta hang Wal-Mart dau tién chinh 1a két qua
clia tat ca nhitng c6 gang cda chung to6i tt ndm 1945
- moOt thi nghiém nita ma thoi. Va cing nhu moi thanh
cong khac, diéu nay tén td6i 20 nam dé co6 thé c6 duogc.'s

Trong khi d6 Ames Stores (Cong ty so sanh ctia Wal-Mart
trong nghién citu), da di truc Sam Walton bon nam trong
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viéc giam gia ban 1é ¢ khu viec néng thon. Khi 1ap ra Ames
vao nam 1958, nhing nguci sang lap la Milton va Irving
Gilman da c6 dinh huéng theo dudi y tudng vé gidm gia
ban 1é¢ cho nong thén ngay tt dau. Ho tin rang viéc giam
gia sé thanh cong § cac thi tran nhé va da dat doanh thu
1 triéu doéla ngay t@ nam dau hoat dong' (Sam Walton chi
giam gia cho khu viyc néng thén vao nam 1962, trudc do
ong chi don gidn 1a van hanh mot hé thong cac ctta hiéu
nhd, dat trén cac duong phd chinh)®. Ma cing dau chi
ritng Ames 1a c¢6 khéi dau t6t hon Walton. Theo 16i nguoi
viét tiéu st cia Walton 1a Vance Trimble thi “vao nam 1962,
da co6 rat nhiéu nha ban 1é cing lam nhu vay (gidm gi).
Chi c6 diéu Walton da lam diéu d6 tét hon bat ky ai khac.”

Nhu thé, HP, Sony va Wal-Mart di danh d6 mot huyén
thoai sai lam vé ngudn goc cda cac cong ty thanh cong -
huyén thoai miéu ta cac cong ty v6i nhiing nha sang lap co
tam nhin xa trong rong, lap ra mot coéng ty trén nhing ¥
tudng to 16n va su thau hiéu thi truong. Huyén thoai nay
cho rang cac cong ty thanh cong 16n thuong bat dau trudc
hét bdi mot ¥ twdng tot (vé san pham, cong nghé, thi truong),
sau do tiép tuc quy dao phat trién ctia minh. Tuy nhién, du
huyén thoai dé rat phé bién va nghe c6 vé hét stc thuyét
phuc, né ciing khong ching té duwgc dé 1a mot hinh mau
chung cho viéc 1ap ra cac céng ty hang dau.

That sy hau nhu khong cé cong ty hang dau nao trong
nghién ctu cda chung t6i khéi nghiép bang mot y twdng vi
dai hoac mot san phﬁm thanh cong. J. Willard Marriott Iic
dau chi c6 y tudng mudn kinh doanh, song kinh doanh
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nganh gi thi 6ng ta ciing chua ré! Cudi cing 6ng ta danh
quyét dinh khéi dau bang mot y tudng duy nhat kha thi luc
do: xin mot gidy phép nhuong quyén va mé mot clra hang
ban thic uéng khong con, c6 huong vi ré cay ¢ Washington
D.C.2t Cong ty Nordstrom dau tién chi 1a mot tiém ban giay
g Seattle, khi nguoi chd cida né - John Nordstrom, vira ti
Cuoc d6 x0 di tim vang (Gold Rush) & Alaska tré vé va
khong biét phai lam gi tiép theo.22 Merck khdi nghiép 1a mot
nha nhap khau héa chat tit Ditc.? Procter & Gamble lic
dau 1a mot trong s6 18 co s san xuat xa bong va nén §
Cincinnati hoi nam 1837.2* Motorola khéi nghiép 1a mot co
sG sta chtta pin cho radio Sears.? Philip Morris ban dau la
mot cita hiéu ban 18 thuoc 14 tai phd Bond, London.?

Hon nita, mot s6 cong ty hang dau trong nghién ciu cia
ching t6i, giobng nhu Sony, thdm chi con khéi dau bang
nhitng that bai nang né. 3M thoat tién that bai trong viéc
khai thac md corundum, khién gia tri c6 phiéu cda coéng ty
xubng toi mic “hai c6 phiéu doi lay... mot coc whiskey ré
tién”.?” Khong biét lJam gi, cong ty danh quay sang san xuat
san pham gidy nham. Khéi dau cda cong ty kém dén nuic
vi chd tich tht hai cda ho khong c6 luong trong sudt... 11
nam dau trong nhiém ky cda éng ta. Ngugc lai, Norton
Corporation (cong ty so sanh cia 3M) khéi dau rat thanh
cong v6i cac san phdm cai tién, thi truong lién tuc phat
trién, trong 15 nam dau tién ludn tao ra loi tic 6n dinh cho
c6 dong, dong thoi tang von lén ding 15 1an.2s

Chiéc may bay dau tién cda Bill Boeing da that bai ning
né, va cong ty cda o6ng ta da thuc su gap kho khan trong
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nhiing nam dau tién dén muc phai chuyén sang kinh doanh
do noi that dé tiép tuc ton tai.?® Ngugc lai Douglas Aircraft
lai c6 khéi dau hét stic thanh cong. Ho da thiét ké ra chiéc
may bay dau tién trong lich st c6 thé bay lién tuc ti bo
doéng dén bd tay cda nudc My, chd dugc mot lugng hang
hoa 16n hon trong lwgng cua chinh né. Sau do, Douglas
chuyén mau thiét ké nay thanh mét loai oanh tac co chd
ngu 16i, ban cho HAi quan véi s6 lwong 16n.3° Khac véi
Boeing, Douglas chua bao gid phai chuyén sang kinh doanh
do noi that dé git cho cong ty tiép tuc ton tai’!

Se-ri phim hoat hinh dau tién cda Walt Disney - Alice &
XU s6 thdn tién (ban da bao gid nghe tén dé chua?) that bai
thdm hai trong cac rap chiéu bong. Nguoi viét tiéu sit cda
Disney 1a Richard Schickel viét rang “néi chung la mot tac
pham sao réng, kém cdi, don gian chi 1a mot truyén tranh
vui dugc dua lén phim...”3? Khac v6i Disney, Columbia
Pictures thanh coéng ngay ti lan ra mat dau tién. B phim
Ddng thuong hai hon la khinh bi (1922) véi chi phi 20.000
dola da thu duoc 130.000 doéla, giup hang c6 mot lugng
kinh phi doi dao dé€ lam thém muoi bo phim thanh cong
nita trong vong chua dén hai ndm sau d6.%

CHO POI MOT “Y TUONG VI DAI”
cO THE LA MOT Y TUONG KEM!

Theo nghién ctu cda chung t6i, chi c6 ba cong ty hang
dau da khéi nghiép bang mot “y tuéng vi dai” - mot sin
phé{m, dich vu dau tién mang tinh d6t pha va dem lai
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thanh cong, do la Johnson & Johnson, GE va Ford. Tham
chi trong truong hop cia GE va Ford, ching t6i con nhan
thdy nhitng thiéu s6t nhd trong y tudng ctia ho. Tai cong
ty GE, v tuéng cda Edison té ra kém hon y tudng cia
Westinghouse. Trong khi Edison theo duoi hé théng dién
mét chiéu (DC), Westinghouse lai chi truong phat trién cac
hé thong dién xoay chiéu, loai sau nay da hoan toan thing
thé trén thi truong My.3* Trong truong hop cda Ford, trai
v6i nhitng diéu don dai bi an, khong phai Henry Ford da
c6 y tudng vé loai xe Model T va sau do6 thanh lap cong ty
dua trén y tudng nay. Hoan toan ngugc lai la khac! Ford chi
c6 thé thanh cong véi Model T vi da c6 cong ty trude do
nhu 1a mot budc dém roi. Vao ndm 1903, ong ta lap ra
Ford Motor Company véi tai nang vé thiét ké xe hai (day la
cong ty thw ba cda 6ng trong ba nam), sau do gidi thiéu
nam mau xe mdi (Model A, B, C, F va K) trudc khi tung ra
Model T néi tiéng vao nam 1908.% Ford chi 1a mot trong
$0... 502 cong ty xe hoi dugc 1ap ra & My trong khoang thoi
gian tt 1900 dén nam 1908 - r6 rang Chézll’lg c6 khai niém
hay y tudng kinh doanh nao méi mé ¢ day ca. Nguoc lai,
v6i cac cong ty hang dau, chung ta thay c6 11 cong ty so
sanh co6 sy khéi dau gan lién véi mot khudén mau y tuéng
vi dai nao do: Ames, Burroughs, Colgate, Kenwood,
McDonnell Douglas, Norton, Pfizer, R. J. Reynolds, Texas
Instruments, Westinghouse, va Zenith.

No6i cach khac, ching t6i nhan ra rang noi chung cac
cong ty hang dau khong thuong dugc bat dau bang mot y
twdng vi dai nhw 1a cac céng ty so sanh, hon thé nita, ho
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cing khong c6 dugc nhitng thanh cong kinh doanh ban
dau nhiéu bang cac cong ty so sanh. Trong s 18 cip cong
ty dugc dem ra so sanh & day thi chi c¢6 ba cap trong do
cong ty hang dau co6 thanh céng ban dau l6n hon cong ty
so sanh cua chung, muoi cap vdi cac cong ty so sanh co
bude khéi dau noi troi hon ro rét, nam cap con lai thi khong
phan biét dugc mic do hon kém. C6 thé néi moi twong
quan gitta thanh cong kinh doanh ban dau va trién vong
phat trién thanh mot céng ty hang dau, nhin chung la tiéu
cyc. Mot cach hinh &nh, vé l1au dai thi nhu trong cau chuyén
ngu ngon, Rua sé vé dich trudc Tho.

(Hay xem phu luc 2 dé biét chi tiét vé nguon gbc thanh
lap cda cac cap cong ty duwgc nghién ctu trong du an.
Chung t6i khuyén doc gid nén coi qua phu luc nay ngay
bay gio!)

Néu ban la mot nha kinh doanh c¢6 tiém ndng, mudn lap
nén mot cong ty thanh cong lau dai ma chwa dam khdi
dong vi chua c6 y tuwdng kinh doanh gi cu thé, thi theo
ching toi, ban nén rd bé khdi tam tri ban cai huyén thoai
sai lam vé “y tuéng vi dai” di. Thuc té ching minh rang lap
cong ty ma khong bi am anh bdi mot ¥ twéng cu thé nao
c6 khi lai tot hon. Tai sao? Bdi vi phuwong phéap dua trén y
tudng nay sé lam ban khong thdy duoc rang chinh cong ty
méi 1a sang tao sau cung va quan trong nhat.
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CHINH BAN THAN CONG TY
MOI LA SANG TAO SAU CUNG

Cac khoa hoc vé quan tri chién lugc va kinh doanh & cac
truong kinh doanh déu nhan manh tam quan trong cia
viéc khéi s kinh doanh bang mét y tudng tot va mot chién
lugc san pham / thi truong dugc xay dung can than, sau
d6 tan dung tot cac co hoi md ra trudc mat ban. That ra
nhitng nguoi 1lanh dao cac cong ty hang dau thuong khong
nghi va lam nhu vay! Trong nhiéu truéng hop, hanh dong
ctia ho trai nguoc han voi nhitng diéu dang dugc gidng day
tai cac truong hoc vé kinh doanh.

Do d6, ngay ti khi bat dau dw an nay chung t6i da tw b
cach giai thich thanh céng cia mot doanh nghiép dwa trén
chién lugc kinh doanh, va xem xét diéu nay trén mot goc
nhin mdi: chuyén doi t@ cach nhin céng ty nhu la mot
phuong tién cia san pham sang cach nhin san phdm nhu
la mot phuong tién cda cong ty. Chung t6i phdi phan biét
ré rang gitta viéc “bao gio” va viéc “tao dong ho”.

Hay so sanh hai cong ty GE va Westinghouse trong ngay
dau cta ho. George Westinghouse 1a mot nha phat minh va
lanh dao tai ba, c6 tam nhin xa trong rong, da tung lap ra
59 cong ty khac nhau ngoai Westinghouse.?* Ong ta cling
hiéu ré6 rang hé thoéng dién xoay chiéu sé dwoc st dung
rong rai hon dién mot chiéu cda Edison (diéu nay thuc té
da ching minh 6ng ta hoan toan dung!).’” Trong khi do, vi
chi tich dau tién cda GE la Charlers Coffin hoan toan khong
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phat minh ra mot san pham nao ca. Nhung ong ta da tai
trg cho viéc thanh lap ra phong thi nghiém nghién ctru GE,
dugc ménh danh la “Phong thi nghiém nghién citu cong
nghiép dau tién ¢ My”.3” George Westinghouse bao gid, trong
khi C. Coffin da lJam ra mot cai dong ho. Sang tao 16n nhat
cda G. Westinghouse 1a hé thong dién xoay chiéu, trong khi
sang tao 16n nhat cda Coffin chinh 1a cong ty General Electric.

Than may man luén mim cuoi v6i nhitng ai kién nhan,
quyét tam, diéu nay hoan toan dung véi nhting nha lanh
dao thanh cong. Nhitng nguoi sang lap ra cac cong ty hang
dau 1a nhitng ngudi song theo phuwong cham: Khong bao
gio dau hang, khong bao gid bdé cudc. Nhung ho kién tri
theo duoi diéu gi? P6 chinh 1a cong ty cda ho. Hay san
sang t bo, lam mai hay tao ra mot y twdng (ban than GE
sau nay da ti bo hé thong dién mot chiéu va chuyén sang
dién xoay chiéu), nhung khong bao gid t bd cong ty. Néu
ban danh dong thanh cong cda mot cong ty voi thanh cong
cda mot ¥ twdng cu thé nao do (rat nhiéu doanh nhan nghi
theo cach nay), thi hodc la ban sé dé dang tw bd cong ty
néu ¥ tudng kia that bai, hodc la ban sé bam viu mai vao
y tudng dé néu né thanh coéng, ngay ca khi cong ty can
chuyén huéng sang linh vuc kinh doanh khac. Nhung néu
coi cong ty 1la muc tiéu sau cung, toi thuong, chi khong
phai chi don thuan 1a viéc thuc thi méot v tuéng hay tan
dung mot co hoi thi truong, thi ban sé c6 thé kién tri dua
cong ty vuot qua moi v tudng - du tét hay xau, thanh cong
hay that bai - huéng t6i viéc 1ap nén mét thé ché to 16n va
lau bén.

XAY DUNG DE TRUONG TON
80

Mot vi du khac: cong ty HP da c6 khéi dau rat khiém ton,
gap mot loat that bai, cac san pham dau tién ctng thanh
cong hét sic han ché. Tuy nhién, hai nha sang lap Bill
Hewlett va Dave Packard van tiép tuc kién tri may mo, thi
nghiém cho dén khi tim ra cach xay dung mot cong ty thé
hién duogc cac gia tri cot 16i ctia ho, dat dugc uy tin to 16n
qua cac san pham hang dau. Vén hoc vé ki thuat, 1y ra ho
hoan toan c6 thé theo duédi muc dich cda minh nhu la
nhitng k§ su, nhung ho da khong lam nhu thé. Thay vao
do, ho chuyén tw viéc thiét ké cac san pham sang viéc thiét
ké mot t6 chiic, tao ra mot moi trudng giup cho viéc tao ra
nhiing sdn pham thanh cong. Gitta thap nién 1950, Bill
Hewlett da noi vé quan niém “tao nén dong hod” trong mot
bai phat biéu noi bo nhu sau:

Cac ky su cda chung t6i luon lam viéc on dinh. Piéu
nay khong phai ngau nhién ma co. Ky su la nhing
nguoi sang tao, do do ching t6i phai dam bao cho ho
lam viéc trong mot méi truong 6n dinh, an toan. Chuing
toi ciing dam bao cac ky su lam viéc v6i HP ¢6 co hoi
trong dai han, c6 nhing du an thich hgp dé lam viéc.
Ngoai ra, chung toi c6 gang c6 su giam sat thich hop
sao cho mdi nguoi trong s6 ho déu thodi mai va lam
viéc voi hiéu suat cao nhat. Quy trinh lam viéc nay la
mot trong nhiing san pham quan trong nhat cda ching
toi, va chung t6i sé thiét lap chuong trinh k¥ thuat tot
nhat tu trudc dén nay. Néu ban cho 1a cong ty ching
t6i da hoat dong tot roi, thi xin hay doi hai, ba nam
ntta, ban sé thay cac nhan vién thudc phong nghién
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ctu mdi thanh 1ap tao ra san phdm, cac nha quan ly
thi lam cac cong viéc quan 1y cda ho. Khi d6 cong ty
sé c6 nhitng tién bo that syl

Dave Packard ctng nhéc lai viéc dinh huéng nay vao
nam 1964, “Van dé 1a & chd lam thé nao tao ra dugc moi
truong lam viéc giup moi ngudi c6 kha nang sang tao. Toi
nghi rang ban sé phai mat rat nhiéu coéng stc dé suy nghi
vé cau truc cda td chitc nham tao ra moi trudng d6.”* Nam
1973 trong mot cudc phéng van, ngudi ta hdi Packard xem
dau 1a quyét dinh vé san pham quan trong nhat cta ong.
Cau tra 10i cda Packard khong lién quan dén mot san pham
cu thé nao cd ma hoan toan la cac quyét dinh vé t6 chic: xay
dyng mot doi nga ky sw, chinh sach ap dung ky luat vé tai
chinh, chuong trinh chia sé lgi nhuan, chinh sach quan tri
va nhan sy, triét Iy quan tri kiéu HP, v.v... Nguoi phéng van
da dat tieu de cho bai bao sau d6 1a Cdc nha ldnh dao ctia
HP xdy dung céng ty béi su thiét ké ky cang, con sdn xudt
ra mdy tinh (mét sdn phdm ciua HP) mét cdch tinh co.4°

Sang tao sau cung, trén hét cla Bill Hewlett va Dave Packard
khong phai la mot san pham cu thé nhu may nghiém dao dong
hay may tinh dién t bo tii. Do 1a cong ty Hewlett-Packard, 1a

| duong 16i HP (HP Way).

Giéng nhu vay, “san phdm” 16n nhat ctia Masaru Ibuka
khong phai la Walkman hay Trinitron, ma chinh la cong ty
Sony va nhitng diéu ma né dai dién. Sang tao lén nhat cda
Walt Disney khong phai 1a cac bo phim rat thanh cong cta
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hang, hay tham chi la cong vién Disneyland, ma d6 chinh
la hang Walt Disney va kha nang ky diéu cda no: dem lai
niém vui cho moi nguoi. Sang tao 16n nhat ciia Sam Walton
1a hé théong Wal-Mart - mét to chiic ap dung cac khai niém
vé ban 1& trén quy mod lon tot hon bat ky ai trén thé gidi.
Tai nang cda Paul Galvin khong nam & chd la mot ky su
hay m6t nha phat minh (ban than 6ng la mot nguoi tw hoc,
mot nha kinh doanh da tung gdp that bai, khong hé duogc
dao tao chinh quy vé cong nghé)!!, ma nam & viéc ong ta
da hinh thanh nén moét t6 chic ki thuat c6 khd nang luon
doi mdi ma chung ta biét t6i dudi cai tén cong ty Motorola.
Cong hién quan trong nhat cda William Procter va James
Gamble khong phai 1a mot hay rat nhiéu san pham cu thé
cda ho (tat ca chung déu sé c6 luc 16i thoi), ma la mot to
chitc c6 kha ndng thich nghi cao, véi truyén théng, “di san
vé tinh than”#, niém tin vao cac gia tri cot 16i dugc truyén
qua nhiéu thé hé con ngudi & P&G.

Chung t6i mong doc gia c6 sy thay ddi can ban trong suy
nghi & diém nay: cac ban hay nhin ban than cong ty nhu
l1a sy sang tao sau cung, trén hét. Néu ban dang hodc sé
xay dung, diéu hanh mét céng ty, thi su thay doi nay sé c6
dnh huéng 16n dén cach st dung thoi gian cia ban: ban sé
danh it thoi gian hon cho viéc suy nghi vé mot san phé{m
hay mot chién lwge thi truong cu thé, va danh nhiéu thdi
gian hon dé suy nghi va thiét ké to chic. Piéu dé cling c6
nghia la ban sé danh it thdoi gian cho cong viéc “bao gio”,
dé thoi gian va cong stc cho viéc “tao ra dong hd” cho cong
ty cua ban.
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Chung t6i khong néi rang cac cong ty hang dau khong
bao gid cé cac sdn pham hay V tuéng tuyét hdo. That su
1a ho c6, va da s6 ho coi cac san phﬁm/dich vu la nhitng
doéng gép httu ich va quan trong cho cudc sdong cia khach
hang. Cac cong ty ndy ton tai dé lam nhiing diéu c6 ich
chtt khong chi don thuan ton tai nhu 1a mot cong ty ma
thoi. Nhung ching tdi mudn néu 1én rang dong sdn phdm/
dich vu tuyét hdo twr cdc cong ty ndy coé nguon goc cdn
nguyén la tw mét to chic tuyét hdo, chit khéng phdi tw
diéu gi khdc. Hdy nhé rang mé6i san pham, dich vu, v
twéng, du thanh céong dén dau, déu sé c6 luc 16i thoi.
Nhung mot cong ty hang dau sé khong bao gio 16i thoi, no
sé truong ton bsi khd nang lién tuc thay doéi va thich tng
qua nhiéu thé hé sadn pham/dich vu ké tiép nhau. (Cach
thitc thyc hién thanh cong diéu nay sé duoc trinh bay chi
tiét trong cac chuong tiép theo).

Cing nhu vay, moi nha lanh dao va quan ly du tai ba
xuat ching dén may ciing sé dén lic qua doi. Nhung mot
cong ty hang dau sé khong bao gid chét, nhitng sttc manh
t0 chitc sé gitip n6 vuot 1én trén nhitng pham chat lanh dao
cd nhan, giip nd téon tai va phat trién qua nhiéu thé hé
lanh dao ké tiép nhau.

HUYEN THOAI
VE NGUOI LANH PAO UY TiN, VI DAI

Khi dugc hdi vé nguyén nhan chd yéu cho thanh cong

cda nhtng cong ty hang dau, rat nhiéu nha quan ly va
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nhing sinh vién theo hoc nganh kinh doanh da cung co
cau tra 1oi, d6 1a su lanh dao tai ba. Nhitng cai tén xuat
chung nhu G. W. Merck, S. Walton, W. Procter va J. Gamble,
W. E. Boeing, R. W. Johnson, P. Galvin, B. Hewlett va D.
Packard, C. Coffin, W. Disney, J. W. Marriott, J. J. Watson,
J. Nordstrom da duodc ké ra. Ly 1é dwa ra la cac nha lanh
dao nay da thé hién quyét tam rat cao, vuot qua moi trg
ngai trong kinh doanh, thu hut dugc nhan tai vé cong ty,
truyén cdm hing cho nhan vién trong viéc huéng téi muc
titu chung, va thé hién vai tro dau tau dan dat cong ty
trong nhtng thdoi khac song con trong lich st cda no.

Nhung - cac ban c6 dé y khong - cac déi thu, cac dong su
cda ho, & cac cong ty so sanh, cing déu nhu vay ca.
C. Pfizer, anh em nha Gilman, W. Colgate, D. Douglas, W. Bristol,
J. Myers, E. F. McDonald, P. Haggarty, G. Westinghouse,
H. Cohn, H. Johnson, F. Melville - tat ca ho ciing déu da thé
hién mot cach tuyét voi phéfm chat kién tri, vuot qua moi
tré ngai, déu da thu hut dugc nhan tai vé cho cong ty, déu
da dong gop vai tro dau tau trong nhitng thdi khic quyét
dinh cda cong ty v.v... Mot phan tich c6 hé thong cho biét
rang cac cong ty so sanh trong nhitng nam xay dung va
phat trién cing da c6 su lanh dao tot twong duwong véi cac
cong ty hang dau (xem bang A.3, phu luc 3)

Mot cach ngan gon, chung t6i khong tim thay nhing
chitng ci hd trg cho gid thiét rang yéu t6 lanh dao la quan
trong nhat cho nhing giai doan then chét ctia qua trinh
1ap nén cac cong ty hang dau. Vi thé, chung t6i budc phai
t¢ b6 mot huyén thoai nita, dé6 1la huyén thoai vé “kha
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nang lanh dao tai ba”, don gidn béi vi n6 khong dd dé gidi
thich cho su khac biét giita cac cong ty hang dau va cong
ty so sanh.

Phong cach lanh dao tai ba khéng hé bat buoc

Trude khi néu ra sy khac biét quan trong gitta cac nha
lanh dao, sang lap cac cong ty hang dau va cac cong ty so
sanh, chung t6i mudn noéi trede mot hé luan sau day: mot
phong cach lanh dao tai ba, 16i cuén khong hé la diéu bat
budc dé lap nén mot cong ty hang dau. Thuc té da kiém
nghiém diéu ndy qua mot s6 nha lanh dao cac cong ty
hang dau trong lich si.

Ban c6 biét William McKnight 1a ai khong? Ong ta c6 phai
la mot nha lanh dao noi tiéng khong? Ban da doc tiéu st
ong ta bao gid chua? C6 1& ciing giéng nhu nhiéu nguoi
khac, ban hau nhu khong biét gi vé con ngudi ndy cd. Nam
1993, 6ng ta khong co tén trong danh sach nhitng doanh
nhan néi tiéng cda tap chi Fortune,* cling khong c6 tén
trong cudn Hoover's Handbook, mot cudén sach veé lich si
cac cong ty.* Tham chi ngay ca ching t6i, khi bat dau cong
trinh nay, cing khong biét dén tén ong ta. Ay thé ma cong
ty do McKnight lanh dao sudt 52 nam (véi cuong vi T6ng
Giam doc tw ndm 1914 dén nam 1929, CEO t ndm 1929
dén nam 1949, va Chu tich tt ndm 1949 dén nam 1966)
lai rat noi tiéng va gianh dugc sy ngudng mo rong rai cia
gi¢i doanh nhan toan cau, do6 la cong ty Minnesota, Mining
and Manufacturing Co. (viét tat 1a 3M). 3M thi ndi tiéng, con
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McKnight thi khong. Chung tdi nghi rdng day chinh la diéu
McKnight mong muon.

McKnight bat dau di lam t@ nam 1907, da trdi qua cac
vi tri tro 1y ké toan, ké toan chi phi, giam doc kinh doanh
trude khi tré thanh Tong Giam doc. Chéng c6 chung cu
nao cho thay & 6ng ta mot phong cach lanh dao 16i cudn,
thu hut cd. Trong cudn sach lich st cong ty (do chinh 3M
xuat ban), trong s6 gan nam muoi ché néi dén McKnight,
chung t6i chi thady c6 mot lan duy nhat néi dén tinh cach
cda 6ng, theo d6 mo td 6ng ta la mot ngudi “an néi mém
méng, nhe nhang”.%> Con theo cudn tiéu sk ctia McKnight
mo6 ta thi 6ng ta 1a mot nguoi biét 1dng nghe, khiém tén,
hoi qua khiém nhuong, an n6i mém méng, lang 18, suy tw
va nghiém tuc.*

McKnight khong phai 1a nha lanh dao duy nhat t cac
cong ty hang dau khong thuoc tip cac nha lanh dao cé stic
16i cudn 16n. Nha sang lap Sony, éng Masaru Ibuka cting 1a
mot nguoi kin dao, hay suy nghi va hudéng noi.*” Bill Hewlett
dé lam nguoi ta lién tudng dén mot trang chd than thién,
thuc té, hién lanh tv mién Iowa. Cac nha sang lap Procter
& Gamble thi ¢6 vé cing nhdc, nghiém nghi, ding muc, kin
dao, tham chi qua kin dao dén muc liang 1& 1a khac.*8 Bill
Allen - CEO s6 mot trong lich st Boeing - von la mot luat
su, c6 vé bé ngoai rat hién lanh, tham chi hoi rut re, bén
Ién, v6i nhing nu cuci khong thuong xuyén trén moi.*?
George W. Merk thi hét sttc dé dat va kiém ché, nhitng tinh
cach nay tré nén dién hinh véi ong ta.®

Mot vai nha quan ly da that sy ling tung va kho chiu khi
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ho doc nhitng cudn sach, bai bao viét vé phong cach lanh
dao kinh doanh 16i cu6n, khéo léo, ho dat ra cau hédi “néu
toi khong c6 dugc phong cach lanh dao nhw thé thi sao?”.
Cau tra 10i cda chung toi la: C6 dé tao ra mot phong cach
chi phi pham thdi gian va nang lwgng ma thoi. Tinh cach
cda mot con ngudi hinh thanh qua di truyén va nhing trai
nghiém, va chang c6 gi chitng minh duogc rang khi ban  vao
vi tri quan 1y ban c6 thé tu thay doi phong cach ctia ban ca.s!
Quan trong hon ca, nghién cttu cda chung toi da chi ra rang:
Ban khong can phdi c6 mot phong cach nhu vay.

Néu ban & nha lanh dao cé phong cach 16i cudn, thu hit ngudi
khac sé rat tot. Néu khong thi cing chang sao, vi nhu thé 1a ban
sé cb cung phong cach v6i nhitng ngudi da lap nén cac cong ty
3M, P&G, Sony, Boeing, HP, va Merk. M6t nhom... khong té,
ding khong?

Xin déc gid dung hiéu sai y cua chung toi & diém nay.
Chung t6i khong noi rang nhiing nguoi lap nén nhiing cong
ty hang dau la nhitng nha lanh dao t6i. Chiing toi chi don
gidn noéi rang mot phong cach lanh dao 16i cudn, thu hut
hoan toan khong phai la diéu kién bat budc & nhiing cong
ty hang dau. (Thuc su chung téi con c6 mot s6 ching cui
cho thay mot phong cach lanh dao hét stic 16i cudn, tai ba
duong nhu... khong hop v6i viéc xay dung mot cong ty
hang dau, song d& kién vé diéu nay chua dd nhiéu va
manh dé dwa ra mot khang dinh chic chan!). Chung t6i chi
muon nhan manh - va day la ndi dung chinh cda chuong
nay - rang ca hai loai cong ty hang dau va coéng ty so sanh
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déu c6 nhitng nha lanh dao dd manh & giai doan xay dung
cong ty, va du ho c6 phong cach nao di nita thi diéu nay
cting khong thé giai thich dugc sw vugt troi vé sau cda cac
cong ty hang dau.

Chuing t6i khong phd nhan rang vao cac thoi diém quan
trong trong lich s, cac cong ty hang dau c6 nhitng ca nhan
xuat sac ¢ cac vi tri lanh dao. D6 1a mét thuc té. Hon nita,
ro rang la mot cong ty khong thé lién tuc thanh céng chi véi
nhitng nha lanh dao “thudong thuong bac trung”. Tuy nhién,
nhu sé phan tich trong cac chuong sau, chung t6i sé trinh
bay cho doc gid thay rang, so voi cac cong ty so sanh, cac
nha lanh dao & cac cong ty hang dau da lam tot hon cong
viéc phat trién va st dung tai nang quan tri t noéi bo cong
ty, vi thé nhitng cong ty nay co6 su ké thia, sy lién tuc (diéu
gl d6 gan nhu 1a di truyén) vé mitc do tuyét hdo, hang dau
cda doi ngd lanh dao trong mot thoi gian dai, qua nhiéu
thé hé. Cdc thé hé ldnh dao xudt sdc néi tiép nhau & cdc
cong ty hang dau chinh la két qud cua viéc chinh cong ty
la mot 0 chitc xudt sdc, chit khong phdi vi diéu gi khdc.

Hay xem truong hop Jack Welch, CEO xuat sic cda GE
vao nhitng nam 1980 va dau nhitng nam 1990. Khong thé
pht nhan Welch da c6 vai tro hét sic to lén trong viéc hoi
sinh cho GE, cling nhu khong thé phd nhan nang luc, dong
co to 16n va cd tinh cach lanh dao hét sic uy tin, thu hut
nguoi khac cda ong ta. Nhung qua chu v vao diéu do sé
lam ching ta quén mat mot diém co ban: Welch trudng
thanh t GE, chinh ban than 6ng ta cting 1a mot san pham
cda GE. Mot cach nao do, to chiic GE c6 kha nang thu hut,
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gin gift, phat trién va lya chon ra nha lanh dao Welch. GE
da thanh cong trudc khi c6 Welch va sé con tiép tuc thanh
cong sau khi Welch ra di. Welch khong phdi 1a CEO xuat
sac dau tién trong lich st cda GE, ma ciing khong phai la
nguoi cudi cung. Vai tro cda 6ng ta hoan toan khong nhd,
nhung 6ng ta van chi 1a mot phan cda toan bo lich st cong
ty GE. Viéc chon lya ra Welch c¢6 nguon goc t mot kién triic
cong ty tot - kiéu kién tric bat nguon t sang lap cong ty
Charles Coffin, ngudi da ap dung phuwong phap kién tric
trong viéc xay dung cong ty. (Chung tdi sé con trinh bay ky
hon vé Welch va cong ty GE trong chuong 8).

PHUONG PHAP KIEN TRUC:
NHUNG NGUOI TAO RA PONG HO

Nhu da xét trong truong hgp so sanh Charles Coffin va
George Westinghouse, nghién cttu da chi ra su khac biét
gitta hai nhom nhing ngudi sang lap, va sy khac biét nay
1a tinh té, kho nhan ra hon nhiéu so v6i mot sy khac biét
thong thuong gitta nhiing nha lanh dao “vi dai” va “khong
Vi dai”. Theo chung t6i, khac biét & day la vé tinh dinh
huéng: nhitng nguoi sang lap cac cong ty hang dau c6 dinh
huéng vé t6 chiic manh hon nhitng ngudi ¢ cac cong ty so
sanh. Chung t6i muén thay tt “lanh dao” & cac coéng ty
hang dau nay bang nhing tén goi dung dan hon, nhu “kién
tric su”, “nguoi tao dong hd” (khac biét quan trong tiép
theo 1a loai “dong ho” ma ho tao ra - day la chd dé cda
nhitng chuong tiép theo). Cac vi du cu thé sau day sé minh
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hoa r6 nét hon vé phuong phap mang tinh “kién tric” hay
“tao ra dong ho” nay.

Cac cap so sanh: Citicorp va Chase

James Stillman, Giam ddc Citicorp tt 1891 dén 1909 va
Chu tich cho dén nam 1918, tap trung vao viéc phat trién
t6 chitc nham theo duéi muc tiéu xay dung mot ngan hang
tam cd quoc gia hung manh.”> Ong da chuyén ngan hang
tt mot hang nhé hep thanh mét tdp doan hoan toan hién
dai. Ong giam sat ngan hang khi 1ap ra cac van phong mdi,
thuc hién mot cau tric t6 chite phan quyén véi nhiéu phong
ban bd phan, 1ap ra mot Ban giam doc manh mé véi cac
CEO hang dau, dé ra cac chuong trinh dao tao quan tri va
tuyén dung tw rat sém (sém hon Chase 30 nam).’* Mot
doan trich t& Citibank 1812-1970 duéi day mé ta cach
thitc ma Stillman da thiét ké, xay dung nén mot thé ché co
thé phat trién 1au dai, vuot qua khéi pham vi cudc ddi cda
chinh 6ng ta:

Stillman ¢6 ¥ dinh mudn National City [tién than cta
Citicorp] ludén gitt dugc vi tri la ngan hang 16n va
manh nhat nugc My ngay ca sau khi ong ta qua doi.
Pé lam dugc diéu d6, 6ng ta tién hanh xay dung ngan
hang v6i mot doi ngl nhing nguwoi c6 cung chung
hoai bao va tinh than kinh doanh, nhitng ngudi mong
mudn va c6 thé 1ap nén mot to chie. Khi dé, ong ta
c6 thé budc sang mot bén va dé cho ho diéu hanh
ngan hang.
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Trong mot 1a thu gii cho me, Stillman da viét vé quyét
dinh rut lui khdi vai tro Chu tich, nham lam cho ngan hang
c6 thé dé dang phat trién vuot qua ong ta nhu sau:

Trong hai nam qua, con da chuén bi dé chi con dam
nhan mot vi tri tu van tai ngan hang, dong thai rut lui
khdi cudc bau ct lai vao vi tri lanh dao chinh thuc.
Con nghi diéu do6 1a khon ngoan, n6é khong chi giai
phoéng con khdi nhing trach nhiém cu thé, ma con
tao co hoi cho nhiing phu ta ctia con tao nén tén tudi
cho riéng ho va diat nén moéng cho nhitng tiém nang
phat trién to 16n hon nita trong tuong lai.’*

Trong khi do, dong su ctia Stillman tai Chase 1a Albert
Wiggin, Giam doc tw 1911-1929, lai khong hé mudn dy
thac diéu gi cho ai cd. Quyét doan, day tham vong, khong
hé c6 6c hai hudc, moi quan tdm hang dau cda Wiggin
duong nhu la nang cao dia vi va uy tin cda minh. Tham gia
vao Hoi dong quan tri cda... 50 cong ty khac nhau, 6ng ta
diéu hanh Chase v6i mot ban tay sat, cuc ky tap quyen,
dén muc tap chi Business Week da phdi viét “Ngan hang
Chase la Wiggin, va Wiggin chinh la Chase”.>

Wal-Mart va Ames

Khong ai nghi ngd vé viéc Sam Walton 1a mot nha lanh
dao c6 sic hut va uy tin lén doi voi nhan vien. Khong ai
khong an tugng trudc hinh dnh 6ng ta nhay mua trén phd
Wall Street vdi cac vii cong nao nhiét, hay khi o6ng ta dung
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trén quay hang va cung hang tram nhan vién ho vang cac
khau hiéu cda cong ty. Qua thuc Sam Walton c6 mot ca
tinh doc nhat vo nhi, mot phong cach lanh dao tuyét voi.
Tuy nhién, co hang ngan nguoi khdc cting co tinh cdch
tuong tw ma lai chdng thé ndo tao nén duoc mot tdp doan
thanh cong nhu Wal-Mart.

biéu khac biét co ban gitta S. Walton va cac nha lanh dao
cong ty Ames nam & chd ong ta mang phong cach kiéu
“kién tric su” nhiéu hon, déng vai tro “tao ra dong ho”
nhiéu hon. Ngay khi méi ngoai 20 tudi, Walton da khong
chu y nhiéu dén phong cach ca nhan, 6ng ta tap trung
phan 1én doi minh cho viéc xay dung va phat trién t6 chic
Wal-Mart.’6 Chinh Walton da thwta nhan diéu nay trong tac
pham Sdn xudt tai My

Diéu it ai nhan ra [ké cd mot s6 giam dbc ctia cong ty
vao thoi diém do] chinh 1a viéc ngay tw dau chung toi
da luon c6 gang trd thanh nhitng nguoi van hanh tot
nhat, nhitng nha quén ly chuyén nghiép nhat! Ré
rang 1a t6i c6 tinh cach va pham chat cda mot nha to
chitc. Nhung bén canh phéfm chat do, toi ludn co6 tam
hon cda mot ké thita hanh, mot ngudi thuc hién, ludn
mudn lam cho cong viéc tot hon, tot hon nita, tot nhat
trong ching muyc c6 thé... Téi khong bao gid chi quan
tam dén muc tiéu trudc mat, téi luon mudn xay dung
nén mot tap doan ban 1& tot nhat ma toéi c6 thé.s?

Vi du, Walton luén danh gid cao nhing thay déi, thi
nghiém, va nhiing tién bo lién tuc. Khong chi don thuan la
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rao gidng nhiing gia tri ndy, 6ng ta da tao ra mot co ché to
chitc cuc ky vitng chac dé thuc day, truyén cam hing cho
nhitng thay déi va tién bo. St dung quan diém “Ctta hang
bén trong ctta hang”, Walton da cho cac nha quan ly cia
hang cda tap doan tham quyén can thiét va sy tw do dé ho
diéu khién cac cia hang nhu 1a cda riéng ban than ho.®
Ong ta trao nhing phan thudng bang tién va tuyén duong
cong khai dbi v6i nhitng ai c6 sang kién, bién phap cat
giam chi phi va nang cao dich vu co thé ap dung tai nhitng
ctta hang khac nhau. Ong ta t6 chic cac cudc thi khuyén
khich moi nguoi, tang tinh sang tao, ting doanh so ban
hang. Ong cling c6 ¥ tuwdng t6 chitc cac budi hop dinh ky
dé ban viéc ap dung cac cai tién méi trong ban hang, hay
cac buéi hop vao sang thi bay hang tuan, trong d6 ludn
néu ra va tuyén duong mot nhan vién c6 thanh tich tot
nhét. Viéc chia sé 1gi nhuan va ban c6 phan cho nhan vién
da thuc sy tao ra dong luc cho nhan vién tim kiém cac y
tudng mdi, tr d6 lam 1gi cho toan coéng ty. Cac y kién, y
twdng cda nhan vién déu dugc dang tai trong tap chi noi bo
cda Wal-Mart. Tham chi ho con dau tu xay dung cd mot hé
thong “truyén thanh qua vé tinh” nhdm “néi 1én tat ca moi
diéu vé cong ty cang sém cang tot”. Nam 1985, nha phan
tich chitng khoan A. G. Edwards da mo ta sy van hanh cia
“chiéc dong hd” Wal-Mart nhu sau:

Nhan vién lam viéc trong mot moéi truong noi ma su
thay ddi dwoc khuyén khich. Vi du, néu mét nhan
vién thudoc mot cta hang nao do c6 nhing dé nghi
lién quan dén viéc ban hang hodac tiét kiém chi phi,
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nhitng y tudng do6 sé mau chong dugc phat tan. Voi
hon 750 clta hang va trén 80.000 nhan vién c6 tiém
nang duwa ra nhing y tudng nhu vay, thi viéc tang
doanh s6 lién tuc, gidm chi phi va ting nang suat la
nhitng diéu hoan toan c6 thé hiéu duoc.>

Trong luc Walton tap trung vao viéc xay dung mot to
chitc ¢6 thé tw minh thay déi va phat trién thi cac nha lanh
dao tai cong ty Ames lai thyc hién tat ca nhiing thay dei tw
bén trén, quy dinh ré nhing diéu mot quan 1y cia hang
can lam, khong tao diéu kién cho cac sang kién dugc phat
sinh.® Trong khi Walton da dao tao va chuan bi cho minh
mot nguoi ké thwa xiing dang la David Glass thi anh em
nha Gilman lai khéng lam dugc diéu dd, cudi cung dé cong
ty roi vao tay ngudi ngoai, khong cung triét ly kinh doanh
v6i ho.®! Trong khi Walton da chuyén giao tron ven dinh
huéng “tao dong ho” cho nhitng ngudi ké nhiém thi cac thé
hé CEO tiép theo cda Ames lai voi va va liéu linh trong viéc
mua lai cac cong ty khac, don thuan tim kiém su ting
trudng thuan tiy ve quy moé (mua lai 388 cita hang cda
Zayre cung mot Iic). David Glass néi vé bi quyét chu yéu
cho mot thanh cong cia Wal-Mart bang cau tuyén ngon
“Cac nhan vién cda chuing toi sé tim ra cach giai quyét” va
“Cac nhan vién cda ching t6i khong bao gid dau hang”.s
Cung luc d6, cac CEO cda Ames tuyén bo: “Cau trd 10i thuc
sy va van dé duy nhat chinh 1a thi phan”.s3

Va mot két cuc budn da dén trong mot bai bao trén tap
chi Forbes vao nam 1990: “Dong sang lap ra Ames, Herbert
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Gilman da thay cong trinh sang tao ctia 6ng bi hdy hoai”.t4
Cung lic do, Sam Walton qua doi voi mot niém tin rang
sang tao cua doi 6ng, tap doan Wal-Mart van tiép tuc phat
trién truong ton, manh mé hon bao gid hét. Biét rang minh
kho c6 thé song t6i nam 2000, nhung khong bao lau trudce
khi qua doi nam 1992, 6ng da xac dinh nhitng muc tiéu
cht chét cho cong ty, cho tdi nam 2000! Piéu nay cho thay
ong ta da tin twéng nhu thé nao vao kha nang ton tai va
phat trién doc 1ap cda cong ty trong twong lai, ngay ca khi
ong khong con ntta.

Motorola va Zenith

Nguoi sang lap Motorola - Paul Galvin luon luén mo wéc
vé viéc xay dung dugc mot cong ty vi dai va truong ton.ss
Nguoi kién tric su cda mot trong nhiing cong ty cong nghé
thanh cong nhat trong lich st nay von khong hé 1a dan ky
thuat nhung ong ta da tuyén dung dugc nhimg ky su gidi
nhat. Ong khuyén khich tranh luan, bat dong, danh cho
nhan vién sy tu do trong cac hanh dong cda minh. Ong
dwa ra cac thach thic, trao trach nhiém 1én cho moi nhan
vién, khuyén khich t6 chitc va cac thanh vién ctia né hoc
héi va tién bo tt nhitng sai 1Jdam. Nguoi viét tiéu st cda
Galvin da viét: “Ong khong phai 1a nha phat minh ma la
mot nha xay dung ma thiét ké cda ong la nhitng con nguoi”.
Con con trai cia 6ng, Robert W. Galvin noéi: “Cha to6i luén
thic giuc tim dén con nguoi véi nhitng dong gép sang tao
vé lanh dao cda ho... Ong da suy nghi vé viéc ké thwa trong
quan 1y tr rat s6m. Diéu hai hudc 1la & chd ong khong hé
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lo lang rang minh sé mat quyén lyc. M6i quan tam duy
nhat cda 6ng la cong ty [chung t6i nhan manh]”.%

Nguoc lai, nguoi sang lap Zenith, Commander Eugene F.
McDonald (con), khong hé c6 mdt ké hoach nao cho su ké
thua, do do, cong ty lam vao khing hoang ngudi lanh dao
sau cai chét bat ngd cda 6ng ta nam 1958. McDonald
thuc sy la mot nha lanh dao tai ba, chd yéu dan dat va
diéu khién cong ty bang ca tinh doc dao cda ong ta. Ong
ta thuc sy la bd ndo cda Zenith, mot nguoi vo cung ty tin
vao cac quyét dinh va phan xét cia minh,% yéu cau tat ca
moi nguoi (trd nhitng ngudi ban than nhat) goi minh la
“Commander”. La mdt nguoi ham mé thit nghiém véi cac y
twdng va phat minh ctia chinh minh, thai do cing ran cda
McDonald suyt nita da khién Zenith mat di co hdi doi voi san
pham tivi.* Sau day 1a mot doan viét vé lich si cong ty:

Tinh cach khoa truong cua McDonald dugc thé hién
ngay trong phong cach quang cao cda cong ty. Phong
cach nay két hgp voi mot tai nang vé cai tién va kha
nang nam bat dwgc nhiing thay doi trong sé thich
cda khach hang khién cho trong sudt ba thap ky, doi
vGi cong luan thi McDonald chinh 1a Zenith.”

Hai ndm rudi sau cai chét cia McDonald, tap chi Fortune
binh luan: “[Zenith] van dang phat trién va gat hai 1gi nhuan
t¥ nhitng anh hudng va dong luc cda nha lanh dao da qua
co - hinh anh ctia McDonald van la mot cai bong qua 16n doi
vGi cong ty. Tuy nhién, tuong lai ctia Zenith sé tuy thudc vao
kha ning thich tng ctia cong ty trong nhing diéu kién méi
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- nhiing diéu kién ma McDonald chua biét t6i bao gio”. Con
day 1a 10i cia mot doi thd canh tranh: “Theo thoi gian, Zenith
sé con phadi nhd dén McDonald nhiéu hon nita”.

Galvin va McDonald chét cach nhau 18 thang (11-1959
va 5-1958). Nhung sau dé, Motorola tiép tuc tién budc thanh
cong vao nhitng ky nguyén mdi cia cong ty. Con Zenith
suy sup t6i mitc dén nam 1993, cong ty khong bao gid co
thé 1ay lai dugc nang luong va ngon lta sang tao tumg co
trong thoi ky McDonald.

Walt Disney & Columbia Pictures

Hay thi dung lai va suy nghi that nhanh vé Disney. Piéu
gl sé xuat hién trong dau ban? Ban cé thé nghi vé mot hinh
anh hoac mot nhom hinh &nh gan véi Disney hay khong?
Gio hay lam diéu tuong tu v6i Columbia Pictures - hinh dnh
gl xuat hién trong dau ban? Pa s6 moi ngudi déu cé thé
nghi ngay ra hang loat hinh anh lién quan dén Disney,
nhung 16 rang diéu tuong tu 1a khong thé véi Columbia
Pictures.

Walt Disney da dé lai dau 4n ca nhan to l6n tai cong ty:
Chinh 6ng 1a cha dé cda rat nhidu san pham xuat sac nhat
cua Disney nhu Nang Bach Tuyét (bd phim hoat hinh dai
dau tién trén thé gidi), chuot Mickey, cau lac bo chuot Mickey,
Disneyland va Trung tam EPCOT. Ong r6 rang la mot nguoi
bao gid xuat sac. Nhung du nhu vay di chang nita thi khi
so sanh v6i ngudi dong sy tai Columbia Pictures - Harry
Cohn - Walt van l1a mot ngudi tao dong ho hoan hdo hon.
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Cohn “xdy dyng hinh dnh ban than nhu la mot bao chua,
luon dé sdn mot cai roi ngya noi ban lam viéc, thuong
xuyén cam va bé cong cai roi dé nhin manh diéu gi do.
Thanh cong ctiia Columbia chd yéu la do nhing phuong
phap cda Cohn”.”! Mot nha quan sat 1é tang cda ong ta
ndm 1958 da binh luan rang 1.300 nguwoi c6 mat “khong
phai dén dé tw biét Cohn ma chi dé chac chén réng... ong
ta da chét”. Chung toi khong thay c6 bang chitng nao vé su
quan tam dén nhan vién cda Cohn. Ong ta cting khong bao
gio lam gi dé phat trién kha niang dai han hoac xay dung
hinh 4nh cda Columbia Pictures nhu la mot thé ché that su.

R6 rang Cohn quan tam trudc hét dén viéc tré thanh mot
ong trum dién dnh & Hollywood (6ng la ngudi dau tién &
Hollywood ddm nhan hai chiic vu chd tich va nha sdn xuat
cung mot Iic), hau nhu khong quan tam dén chat luong va
danh tiéng cda Columbia Pictures Company.”? Pong co ca
nhan cda Cohn cé thé dwa Columbia Pictures phat trién
trong nhiéu nam, nhung khong thé nao dan dat va truyén
cam hung cho cong ty sau khi 6ng ta qua doi. Khi Cohn
chét, cong ty mau chong lac 16i, duge ciu thoat ndm 1973,
va sau cung bi ban cho Coca-Cola.

Ngugc lai, Walt Elias Disney, ngay trong ngay cudi doi
trén giwong bénh, van tiép tuc nghi cach dé phat trién
Disney World & Florida.” Walt c6 thé chét, nhung kha nang
dem lai niém vui, nu cudi va cd nhiing giot nuwdc mat cho
tré em va moi ngudi ciia Disney sé khong bao gio chét.
Trong sudt cuoc doi minh, Walt Disney danh su quan tam
dén viéc phat trién cong ty va nhimg kha nang cda né hon
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nhiéu so voi Cohn tai Columbia. Cudi nhitng nam 1920,
ong ta tra lwong cho cac nhan vién nhiéu hon chinh ban
than minh.”* Pau nhitng nam 1930, 6ng ma cac 16p hoc vé
nghé thuat cho cac hoa si phim hoat hinh, mé mot vuon
thui nhé ngay tai noi lam viéc dé gitip cac hoa si cai thién
k¥ nang vé dong vat, lién tuc dau tw va phat trién nhing
cong nghé lam phim hoat hinh méi nhat. Cudi nhitng nam
1930, 6ng la nguoi dau tién trong nganh cong bd ché do
khen thuéng hip dan dé thu hut cac tai nang vé cong ty.
Trong thap nién 1950, 6ng md chuong trinh dao tao cho
nhan vién mang tén “Ban la Nguoi Tao ra Niém vui”. Trong
thap nién 1960, 6ng thanh lap Disney University nham muc
dich dao tao, dinh huéng va truyén ba cac tu tudng ctia cong
ty. Nhitng diéu nay thi Harry Cohn khong bao gid lam.
Tat nhién, Walt khong “tao dong ho” nhu cac nha lanh dao
khac trong nghién citu cda chung t6i. Su that la cong ty da
suy yéu trong gan 15 nam sau cai chét ctia 6ng ta, khi cac
thanh vién cong ty chay t6i chay lui hoi nhau: “Trong truong
hop nay, Walt sé lam gi?”.”> Nhung cac bang chiing cho thay
rang khong giong Cohn, Walt da tao ra mot thé ché to lén
hon chinh ban than minh, mét thé ché c6 thé tiép tuc phat
trién nhiéu nam sau khi 6ng ta qua doi. Cung thoi gian
Columbia khong con ton tai nhw mét thuce thé doc lap, Walt
Disney Company da c6 mot cudc chién dau thanh céng trudc
mot ké hoach mua lai. Cac nha quan 1y va cac thanh vién gia
dinh Disney c6 thé dé dang kiém dugc hang triéu dola loi
nhuan c6 phiéu néu viéc mua lai d6 thanh céng. Nhung véi
ho Disney phai duogc ton tai nhw mét thuc thé doc lap. Trong
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10i gi6i thiéu cho cudn sach Tan phd vuong quoc than thoai
(miéu ta chi tiét vé vu viéc nay), John Taylor viét:

Viéc chap nhan 16i dé nghi mua lai 1a diéu gi d6 khong
thé tudng tuwgng noi. Walt Disney Corporation khong
phdi 1a mot cong ty binh thudng lap ra chi dé tim
kiém 1gi nhuan téi da cho cac c6 dong. Disney cling
khong don thuan la mét thuong hiéu... Cac nha lanh
dao cong ty coi Disney la mot lyc lwong gop phan tao
nén thé gidi twdng tuong cda tré em toan cau. T6 chic
nay da tré thanh mot phan cda van héa My. Ho da tin
tudng va thyc hién mot st mang quan trong khong
kém viéc tim kiém 1¢i nhuén, do 1a st mang ton vinh
cac gia tri M¥.

Nhu thé, Disney tiép tuc vitng budc tién 1én trong thap
nién 1980 va 1990, mot lan nita thap sang ngon lita truyén
thong cda Walt may chuc nam vé trudc. Nguogc lai, cong ty
clia Cohn chang c6 gi dé ma gin gi, bdo ton ca. Chang co
ai cAm thay Columbia phai luén dugc duy tri nhu 1la mot
thé ché riéng biét. Néu cac co dong cé thé thu dugc nhiéu
tien hon néu ban cong ty nay di, thi chac ho cling da lam
diéu do roi.

THONG DIEP CHO CAC CEO,

CAC NHA QUAN LY, CAC NHA KINH DOANH

Mot trong nhitng budc quan trong nhat ban can lam dé
xay dung duoc mot cong ty truong ton chinh 1a su thay doi
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vé cach nhin, chit khong phai la mot hanh dong cu thé nao
cd. O nhitng chuong tiép theo ching t6i sé tiép tuc trinh
bay nhitng phat hién méi lién quan dén cac hanh dong, cac
budc di cu thé. Tuy nhién, dé cé thé tan dung tdi da nhiing
diéu nay, ban can phdi ¢c6 mot khuynh huéng suy nghi
dung dan. Va d6 chinh 1a diéu ma chuong 2 nay muén gui
dén cac ban. Chung tdi chi yéu cau, doi héi cac ban c6 su
thay doi triet dé, sy thay doi mang tinh cach mang trong
suy nghi.

Trudc cudc cach mang khoa hoc cia Newton, ngudi ta
gidi thich thé gidi xung quanh mot cach don gidn rang
Thugng dé tao ra moi thtt, Chda la mot thé luc toan nang.
Nhung vao thé ky XVII, ngudi ta da noi: “Khong, khong
phai vay. biéu Thuong dé lam chi la dat vao mot thé gioi
vOi nhitng nguyén tac, va chung ta phai kham pha ra nhiing
nguyén tic ay. Thugng dé khong tao ra moi quyét dinh.
Ngai chi tao ra nhitng qua trinh va nhiing nguyén tac”.”
T thoi diém d6, con nguoi bat dau tim kiém nhitng dong
luc co ban, nhitng nguyén tac cho toan hé thong. 6 chinh
la cudc cach mang cia Newton.

Mot cach twong tu, cudc cach mang cia Darwin cing cho
ching ta mot sw thay doi to 16n trong suy nghi vé cac loai
sinh vat va lich st tu nhién - su thay déi nay cling dem lai
nhitng két qua twong tw nhu nhing diéu ta thay & cac cong
ty hang dau. Trudc thoi Darwin, ngudi ta cho rang Thugng
dé tao ra cac loai sinh vat riéng biét, mdi loai c6 mot vai tro
riéng trong thé gidi: gau Bac cuc c6 mau trang, meéo kéu
glr...gu.., chim c6 dé c6 nguc mau dé vi Thuong dé da tao
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ra nhu vay. Con ngudi ¢6 nhu cau gidi thich thé gi6i xung
quanh bang cac gid dinh c6 ai d6 da sap xép moi viéc cho
phu hop véi hé thoéng sinh thai cda chung ta. Nhung theo
cac nha sinh vat hoc thi moi viéc khong dién ra nhu vay.
Thay vi ké 6 ra rang loai chim c6 dd c6 cai ¢c6 mau dé (néi
gio - time telling), ching ta suy nghi vé mdt qua trinh tién
hoa (gen di truyén, DNA, khac biét va dot bién gen, chon
loc tu nhién) cudi cung da tao nén loai chim c6 dé véi hinh
dang nhu trén dé thich nghi hoan toan véi hé sinh thai bén
ngoai.”” Vé dep va cac chiic ning cuda thé gidi tw nhién bat
ngudn t mot qua trinh tiém an, mot co ché tinh té va phic
tap cda mot cai “dong ho” hoan hao nhat.

Tuong tu nhu vay, chung t6i mong cac ban thay dugc
thanh cong cla cac cong ty hang dau - it nhat 1a mot phan
- Xuat phat ti cac qua trinh tiém an va cac doéng co cot 16i
bén trong cac t6 chic, khong hé 1a két qua ctia mot y tudng
vi dai hay mo6t nha lanh dao véi nhitng quyét dinh vi dai
nao hét. Néu ban muén xay dung va quan ly mot cong ty,
ching t6i mong ban nghi vé viéc xay dung méot san pham
hang dau, tim kiém nhitng pham chat lanh dao hang dau
it di, va hay nghi nhiéu hon vé viéc hinh thanh mét t8 chic
hang dau cling nhu cac dac tinh can thiét cda né.

That sy ching t6i yéu cau ¢ ban mot su thay déi can ban
trong suy nghi, twong tw nhu nhing thay déi can thiét dé...
lap ra nuéc My vao hoi thé ky XVIIL Trudc khi c6 nhing
thay d6i mang tinh cach mang trong tu duy chinh tri § thé
ky XVII va XVIII, nguoi ta cho rang sy phon thinh cda mot
quoc gia chau Au phu thudc phan lén vao vi quan vuong
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cda qudc gia d6. Néu vi quan vuong do vi dai, 1a mot nha
lanh dao khon ngoan thi qudc gia d6 sé truong thinh.

Bay gio chung ta sé so sanh khuén mau néi trén véi
phuwong phap dugc st dung khi 1ap ra nudc My. Cau hoi
quan trong nhat ¢ Hoi nghi Lap hién 1787 khong phai la
“Ai sé la Tong thong? Ai sé lanh dao? Ai la ngudi khon
ngoan nhat?”. Ngugc lai, nhitng ngudi sang 1ap ra nuéc My
tap trung vao cac cau héi nhu sau: “Can c6 nhing qua
trinh nhv thé ndo dé€ c6 nhing Tong théng tot sau khi tat
ca chung ta ¢ day déu da qua doi? Chung ta mudn xay
dung mot dat nudc lau dai nhu thé nao? Qudc gia nay dua
trén nguyén tac nao dé van hanh? Can xay dung nhiing
huéng dan va co ché nao dé xay dung dugc dat nudc ma
chung ta mong udc?”.

Thomas Jefferson, James Madison va John Adams déu
khong phai 1a nhing nha lanh dao hang dau theo phong
cach: “Tat cd phu thuoc vao toi”!” Ngugc lai ho tao ra mot
ban Hién phap, theo dé ho va tat cd nhitng ngudi lanh dao
trong twong lai phai phu thudc vao né. Ho tap trung vao
viéc xay dung mot dat nudc, tt bé hinh mau vé mot quan
vuwong! Ho theo phuwong phap kién tric, thuc su la nhitng
nguoi “tao ra dong ho”.

Nhung xin luwu y, day khong phai 1a mot cai dong ho theo
co ché lanh lung theo kiéu Newton hay Darwin, ma chiéc
dong ho nay dugc lap nén trén y tudng va gia tri cda con
nguwoi, dugc 1ap nén trén nhu cau va cdm hing cda con
ngudi. D6 1a cai dong hd voi mot tinh than cu thé.
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Va diéu d6 dan chung toéi dén cot tru thit hai trong cac
két qud tim kiém dugc: khong chi don thuan lam nén mot
cai dong ho bat ky, can tao ra mot loai dong ho riéng biét.
Mac du kich cé, kiéu dang, co ché va nhiéu thudc tinh khac
cda nhitng chiéc dong ho nay cé thé khac nhau ¢ mdi cong
ty hang dau, ching t6i van c6 thé nhan thdy ching déu
chia sé mot s6 dac diém chung nhat dinh. Chung t6i sé lan
luot miéu ta nhing dac diém do6 trong cac chuong tiép theo
cda cudn sach nay. Lic nady, diéu quan trong ban can nhd
la: mot khi ban da thay doi quan diém ty “bao gid” sang
“tao dong ho”, thi hau hét nhing diéu can thiét dé tao nén
mot cong ty hang dau déu co thé hoc dugc. Chang can ngdi
chd co hoi hay mot y twdng vi dai nao ca. Cling khong can
tin vao quan diém sai 1am rang can c¢6 mot nha lanh dao
vi dai dé c6 dugc mot cong ty thanh céng. Khong co gi 1a
bi mat & day ca. That ra, mot khi ban va nhiing ngudi cong
tac voi ban da hoc va nam dugc nhting diéu co ban, thi
hoan toan ban c6 thé bt dau cong viéc tao nén mot cong
ty hang dau.
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NOI KHONG VOI CHU “HOAC”
(NOI CO VOI CHU “VA”)

an c6 thé thiy rang ching toi sé thuong
xuyén st dung biéu twong am-duong trong triét hoc Trung
Quoc trong phan con lai cda cuén sach nay. Ching tdi co
chid y st dung biéu twong nay nham phan anh mét dac tinh
quan trong cuda cac cong ty hang dau: Ho khong bao gio
dong v voi chit HOAC - mot quan diém duy ly khong chap
nhan cac nghich 1y, khéng chap nhan hai yéu t6 hay y tudng
trai nguoc cung dong thoi ton tai. Quan diém nay bat nguoi
ta tin rang mot vat phai 1a A hoac B, chit khong thé 1a ca hai.
C6 thé thay quan diém nay trong nhing cau sau:

+ Ban c6 thé thay déi HOAC 6n dinh.

+ Ban c6 thé bao thi HOAC tao bao.

+ Ban c6 thé chon chi phi thip HOAC chét luong cao.

+ Ban c6 thé cho phép nhan vién ty quan va sang tao,
HOAC c6 dugc sy nhat quan va quan ly.

+ Ban c6 thé dau tu cho tuong lai HOAC phat trién trong
ngan han.
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+ Ban c6 thé ap dung ké hoach HOAC mo mam tim co
hoi.

+ Ban c6 thé dem lai 1gi nhuan cho cac c6 déong HOAC
tao ra cac phuc lgi cho xa hoi.

+ Ban c6 thé mang pham chat 1y tudng (thic day béi
cac gia tri) HOAC thuc dung (thuc ddy bdéi loi nhuan).

Thay vi chiu anh hudng bdi quan niém nay, cac cong ty
hang dau ludén ap dung chi VA - mot quan niém cho phép
nguoi ta c6 duoc ca hai cuc do6i lap cung mot ic. Thay vi
phai chon lwa A hoac B, ho sé tim cach dé c6 duoc ca A va
B. Khi chung ta di vao chi tiét & cac chuwong tiép theo, cac
ban, giong nhu ching t6i, cling sé gap phai hang loat nghich
ly, mau thuan trong cac cong ty hang dau, vi du nhu:

Mot mat: Tuy nhién, mat khac:
¢6 nhitng muc tiéu vugt ra ngoai VA van theo duéi 1¢i nhuan
1oi nhuan
6 tu tudng c6t 16i cd dinh VA van c6 nhitng thay déi
va chuyén dong dang ké
béo thi déi voi tu tudng cot 16i VA  tao bao, chip nhan rdi ro
¢6 hoai bao, dinh huwéng va tam VA mo mam, thi nghiém tim
nhin xa co hoi
¢6 hé théng cac muc tiéu VA qua trinh phat trién tién héa,
tham vong ting budc
chon cac nha quén 1y cha trong VA  chon cac nha quan Iy tim kiém
dén cac gia tri cot 16i sy thay déi
kiém soat theo tu tudng VA 6 sy ty chi trong van hanh
van hoa cong ty chat ché VA ¢6 kha ning thay doi
(nhu mot tén giao) va thich nghi
dau tu vao dai han VA  doi héi nhimg két qua tot
trong ngan han
mang tinh triét 1y, gan véi tam VA sy van hanh hang ngay

nhin va hoai bao trong tuong lai hoan hdo dén timg chi tiét
t6 chuic gan lién véi mot tw twéng VA t6 chuic thich nghi véi
cot 16i moéi truong
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0 day, chung to6i khong chi néi vé su can bang. “Can
bang” ham y thoa hiép, 50-50. Thuc ra, mot cong ty hang
dau khong tim kiém su can bang gitta ngan han va dai han,
gitta ly twéng va lgi nhuén, gitta nhitng tw tudng cot 16i va
nhiing thay déi. Ngugc lai, né6 tim cach van hanh hoan
hdo cd trong ngan han va dai han, via mang tinh ly
twdng, vita ¢6 1gi nhuan cao nhat, viva gitt duoc cac gia tri
cot 16i, vira c6 nhiing thay doi triet dé dé thich nghi. N6i
ngin gon, mot cong ty hang dau khong muén tron 1an am
va duong thanh mot vong tron kho phan biét cai nao
nhiéu hon, ma né mudn dat dugc am va duong ré rang,
cung mot lic, va moi luc.

Nghe c6 vé phi ly va kho thuc hién? bung la nhu vay.
Nhung, nhu F. Scott Fitzgerald da nodi: “Mot dau 6c thong
minh siéu viét phdi c6 khd ndng ndm gi® hai y tuéng trai
nguoc cung mot lic, ma van c6 thé phan tich chung”.” P6
chinh 1a diéu ma cac cong ty hang dau c6 thé lam duoc.
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CHUONG BA

HON CA LGOI NHUAN

Nhttng nguyén tic co badn cda ching téi van khong hé thay
doi tir khi nhitng nguoi sang lap coéng ty tao ra chiing. Ching
toi phan biét r6 cac gia tri cot 161 va cac thuyc hanh. Cac gia
tri c6t 161 khong bao gio thay déi, trong khi cac thuc hanh c6
thé thay d6i. Chung to6i luén y thiic ré rang loi nhuan du c6
quan trong bao nhiéu ntta, van khong phai 1la nguyén nhéan
cho sy ton tai cda cong ty Hewlett-Packard, ngugc lai, cong ty
nay ton tai vi nhiéu nguyén nhan co ban khac nita.

JOHN YOUNG, nguyén CEO, Hewlett-Packard, 1992%

Cong viéc kinh doanh ctia chiing téi la nham bdo ton, gin gii
va phat trién doi séng ctia con ngudi. TAt cd cac hanh dong
cda chung téi déu phai dwoc danh gia qua viéc dat dugc
nhi*fng muc tiéu trén.

MERCK & COMPANY, Hudng ddn qudn tri noi bo, 19895

biéu ky diéu & cong ty Ford la viéc dat lgi nhuan dz"mg sau
con ngudi va san pham.

DON PETERSEN, nguyén CEO, Ford, 1994%
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rong dip ky niém mot tram nam thanh lap,
Merck & Company cho xuat ban mot cudn sach véi tua deé
Cdc gid tri va hoai bdo: Mot thé ky Merck. Ban dé y thay
gl ¢ day? Tua dé cudn sach khong dé cap dén nhing diéu
cong ty Merck da lam. Cong ty c6 thé dat tén sach la: Tur
hoéa chdt dén duoc phdm - mot thé ky Merck hay Mot trdm
nam kinh doanh thanh cong ctia Merck, nhung nguoi ta da
khong lam nhu thé. Thay vao dé, twa dé cuon sach nham
nhin manh rdng coéng ty da duwgc hudng dan va truyén
cdm hing béi mot sé 1y twdéng va chuan muc nhat dinh.
Nam 1935 (hang thap ky trudc khi nhitng “tuyén ngoén vé
gia tri” trd nén pho bién), George Merck II da dién ta cu thé
nhitng tiéu chuan do6 khi tuyén bé: “[Ching toi] 1a nhing
nguoi hoat dong trong mot nganh cong nghiép, that su bi
thoi thuc béi nhitng 1y tudng vé tién bo trong y hoc va phuc
vu con nguoi”®. Nam 1991 - tic la sau do6 56 nam, tuong
duwong véi ba thé hé lanh dao, giam doc diéu hanh cda
Merck, 6ng P. Roy Vagelos cling c6 tuyén b tuong tu: “Trén
tat ca moi thtt, hay ghi nhd rang thanh cong trong kinh
doanh cta chiing t6i ciing dong nghia véi viéc chién thang
bénh tat va viéc giup d6 cho loai nguoi”.8
Véi nhing 1y tudng do, co6 gi la ngac nhién khi Merck
phat trién va phat mién phi Mectizan - mét loai duoc pham
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chita tri chitng mu loa cho hon mot triéu ngudi t cac nudc
thudc thé gisi thit ba (bénh do mot loai vi khuan ky sinh
trén cac mo co thé, dan dan chui vao mét va gay chiing mu
loa). Mot triéu khach hang that su la mot thi truong rong
16n, trit mot diéu la nhitng khach hang nay khong dud tién
dé mua sdn pham. Hiéu dugc rang du an nay c6 thé khong
dem lai nhiéu loi nhuan nhin ti giac do “dau tu” nhung
cong ty van quyét dinh sdn xuat v6i hy vong cac co quan
Chinh phd hodc mot bén thit ba sé mua va phan phoi loai
thudc nay. Tuy nhién, diéu d6 khong xdy ra, va Merck
quyét dinh sé phat mién phi loai thudc nay cho nhing ai
can né.» Merck cliing tham gia truc tiép vao nhitng né luc
phan phéi thudc (bang chi phi cda chinh céng ty) nham
dam bdo rang loai dugc pham nay that sy dén tay hon mot
trieu bénh nhan dang rat can cé né.

Khi dugc héi vé nguyén nhan dé c6 nhitng quyét dinh
trén, Vagelos noi rang viéc tir bé khong theo dudi san pham
nay c6 thé sé lJam nan long cac nha khoa hoc trong céng ty
- nhitng ngudi dang lam viéc cho mdt cong ty tung tuyén
bbd mot cach hét stc r6 rang vé muc tiéu kinh doanh nham
“gin git va phat trién doi séng con nguoi”. Ong ta cling
binh luéan:

Khi t6i dén Nhat lan dau tién 15 nam vé trudc, cac
doanh nhan Nhat Ban da néi vé6i toi rang cong ty
Merck da mang thudc Streptomycin tdi dat nudc ho
sau Chién tranh thé gi¢i tht hai dé tan diét can bénh
lao Iic d6 dang hoanh hanh d& d6i ¢ Nhat Ban. Pung
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1a ching t6i da lam diéu do, va khong hé kiém dugc
mot xu 1gi nhuan nao. Nhung r6 rang vi vay ma ngay
nay Merck da 1a cong ty dugc pham My 16n nhat trén
thi truong Nhat Ban. Két qua dat duoc trong dai han
cia nhing hanh dong twong tu khong phai lic nao
cling ré rang, song, bang cach nao dé, t6i nghi rang
diéu d6 luén mang lai nhiing két qua xing dang cho
ban.

CHU NGHIA LY TUONG THUC DUNG
(NOI KHONG VOI CHU “HOAC”)

C6 phai nhitng 1y tudng tao nén hinh anh cida cong ty
Merck tit nhitng nam 1920 da thuc day viéc dua ra quyét
dinh vé sdn pham Mectizan? Hay Merck chi don thuan lam
diéu d6 theo mot cach tinh toan thuc dung - tiép thi va kinh
doanh tdt hon trong dai han? Cau tra 1oi & day la: cd hai.
R6 rang la nhitng Iy tudng cia Merck da dong vai tro quan
trong trong quyét dinh nay va cong ty van sé tiép tuc lam
nhv vay cho du co dat duoc nhitng loi ich dai han trong
kinh doanh hay khong nita. Nhung mat khac, chung ta
cting c6 thé thay Merck hanh dong duwa trén gid dinh rang
hanh dong thién chi nhu vay “bang cach nao do6 sé dem lai
két qua kinh doanh t6t”. Day 1a mot vi du kinh dién vé viéc
cht VA chiém wu thé so véi chit “HOAC”. Trong lich st 1au
dai cda cong ty nay, Merck da luon thé hién cung hic ca
tinh ly twdng va tinh thyc dung. Vao nam 1950, George
Merck II da giai thich nghich 1y nay nhu sau:
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T6i mudn trinh bay cac nguyén tac ma coéng ty ching
t6i c6 gang theo dudi va thuc hién... Tém lai 1a thé
nay: Ching t6i luon ghi nhé rang thudc la dé cho
bénh nhan, chit khong phai la vi 1gi nhuan. Lgi nhuan
sé dén sau, va sé luon dén néu ta ghi nhg diéu do.
Chung ta cang khac sau quan diém trén ching nao
thi 1gi nhuan cang 16n chung do.8

Thuc su, Merck 1a hinh 4nh mau muc tiéu biéu cho chi
nghia 1y twéng thuc dung ctia cac cong ty hang dau. Nghién
ciu cda chung t6i cho thay: yéu td co ban trong bd may
cda mot cong ty hang dau la mot tu twdng cot 16i (core
ideology) - cac gia tri cot 16i va y thiic vé muc tiéu vuot lén
trén muc tiéu lgi nhuan thong thuong - tat cd nhing diéu
nay dan dat, truyén cdm hing cho moi ngudi trong coéng ty
va co6 tinh chat bat bién trong mot thdi gian dai. Trong
chuong nay, ching téi sé miéu ta, minh hoa va chitng minh
rang yéu td co ban néi trén cung ton tai mot cach day
nghich 1y véi viéc cac cong ty hang dau ciing 1a nhing cong
ty tao ra lgi nhuan tot nhat.

Cac ban c6 thé phan bac: “Tat nhién mot cong ty nhu
Merck ma tuyén b6 theo dudi cac ly twéng thi ciing khong
c6 gi kho khan, vi thye sy ho san xuat ra dugc phé{m chia
bénh, gidm nhe dau dén va cu nguoi”. Ly 1é cla ban rat
hay! Nhung trong moéi so sanh véi Pfizer - mot cong ty cung
trong nganh dugc pham, cung c6 cac san pham tuong tu
- chuing t6i thay Merck thé hién dong co mang tinh 1y tuéng
cao hon.
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Trong khi Merck dat tén cho lich s cong ty la Gid tri va
hoai bdo, Pfizer chi don gidn 1a Pfizer... Lich st tom tdt cua
cong ty. Trong khi Merck tuyén bd mot cach ré rang va
khong khoan nhuwong vé nhitng ly tudng cda cong ty qua
nhiéu thé hé, mai dén cudi nhitng nam 1980 ta mdoi thay
nhting phat biéu twong tu & Pfizer. Va ciing khong ai thay
Pfizer c6 nhitng hanh dong twong ty nhu cach Merck da
lam d6i v6i cac san pham Mectizan va Streptomycin.

Trong khi G. Merck II dwa ra mot quan diém day nghich
ly (“thudc 1a dé cho ngudi bénh, lgi nhuan sé dén sau”),
John McKeen - chu tich cua Pfizer, cung thoi gian do, lai
dua ra mot cai nhin c6 phan khéng can xing: “Chung toi
chid trwong tim kiém loi nhuan trong moi hoat dong, véi tat
ca kha nang cda minh”.% Theo mot bai bao trén tap chi
Forbes, McKeen tin rang “tién nhan réi 1a mot tai san khong
sinh 15i mot cach rat dang trach”. Trong luc Merck tap
trung tién bac dau tu vao cac nghién cttu va cac nd luc
phat trién san pham thudc chita bénh, McKeen tién hanh
mot chién dich dién cudng mua lai 14 cong ty trong bon
nam, da dang héa san phdm & nhién linh vyc khac nhau,
t san pham noéng trai, san pham vé sinh cho phu nt, san
pham dao cao rau, va ca chat tao mau son nita. Ly do? Dé
tao ra nhiéu loi nhuan hon, bat ké 1a kinh doanh mat hang
gl. “Toi muodn kiém dugc 5% 1gi nhuan trén mot ty dola dau
tw vao ban hang hon la kiém dugc 10% loi nhuan trén viéc
dau tuw 300 triéu ddla vao cac san pham thudc chtta bénh”,
McKeen néi vay. Chung toi khong c6 v tranh luan vé chién
lwoc & day (gitta hai loai chién luge: da dang hoa san pham
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thong qua mua lai - sap nhap va tap trung cai tién thong
qua R&D). Chung t6i chi mudn néu lén rang trong thdi gian
nay cong ty Pfizer da co dinh hudéng kinh doanh chay theo
1¢i nhuan mot cach thuc dung nhiéu hon 1a cong ty Merck.

TAat nhién, mot cong ty & tam cd cia Merck c6 thé chap
nhan dugc viéc theo duéi cac ly twdng cao cd. Vao nam
1925, khi G. Merck II tiép nhan cong ty tit ngudi cha, cong
ty nay da c6 mot loat cac thanh cong vé kinh doanh dugc ghi
nhan, véi mot stic manh va quy mo6 dang ké vé tai chinh.
Nhu vay, phai chang theo duéi mot 1y twdng chi 1a mot th
gl do xa hoa ma chi nhitng cong ty thanh cong nhuw Merck
méi c6 thé kham ndi? Cau trd 10i la khéng. Nghién ctu cta
ching t6i cho thdy rang nhitng 1y tudng cao ca, nhitng tu
tudng cot 161 thong thuong hinh thanh va ton tai & nhiing
cong ty hang dau ngay t khi ho con dang phai vat 1on,
tranh dau vat va dé ton tai trén thi truong. Hay xem xét hai
vi du: Sony trong giai doan mdi thanh lap cong ty va Ford
trong khing hodng mang tinh quyét dinh héi nam 1983.

Khi Masaru Ibuka khéi nghiép Sony trong boi cdnh dat
nuwée Nhat Ban that bai va bi tan phd ning né sau Chién
tranh thé gi6i 1an thit hai, 6ng ta phdi thué mot cin phong
tong dai dién thoai khong ai dung dén trong mot dong dat
do nat cda mot cita hang bi bom va chay & Tokyo, noi dé,
vOi von ven bay nhan vién va 1.600 dola tién tiét kiém ca
nhan, 6ng ta bat dau lam viéc. Dau 1a vu tién dau tién cda
ong? Can lam gi trudc hét: Tim ngudn tién mat, xac dinh
loai hinh kinh doanh, tung ra san phdm méi hay phat trién
khach hang?
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Thuc su 1a Tbuka c6 tap trung vao tat cd nhing viéc do.
Nhung 6ng ta con lam thém mot viéc khac rat dang luu y
do6i voi mot cong ty dang hang ngay phai vat 1on véi nhing
kho6 khan dé ton tai: Ong ta 1ap ra mot tu tudng cho cong ty
m6i thanh 1ap cia minh. Ngay 7-5-1946, chua dén 10 thang
sau khi t6i Tokyo - va rat lau trudc khi huy dong dugc mot
luong tién mat dang ké - 6ng da soan ra mot td quang cao
dai cho cong ty, trong do6 co doan sau (lwgc dich):

Néu c6 thé thiét 1ap cac diéu kién theo d6 con ngudi
c6 thé gan két véi tinh than lam viéc theo nhéom va
thé hién tdi da kha nang k¥ thuat cta ho... thi mot to
chitc nhu vay c6 thé dem lai niém vui va hanh phuc
16m lao... Nhitng ai c6 suy nghi nhu thé sé tap hop véi
nhau mot cach hoan toan ty nhién dé thuc hién cac
ly tudng nay...

MUC TIEU CUA CONG TY

+ Thiét 1ap mot noi lam viéc ¢ dé cac ky su c6 thé cam
thdy niém vui cda cai tién céng nghé, v thic dugc
nhiém vu do6i véi xa hoi va lam viéc cho dén khi ban
than cdm thay hai long.

+ Theo duoi cac hoat dong nang dong trong cong nghé
va sdn xuat nham tai thiét Nhat Ban ciing nhu nang
cao nén van héa cda dat nudc.

+ Ap dung cong nghé cao vao ddi song dai ching cta
xa hoi.
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HUGNG DAN VE QUAN LY

+ Chung to0i sé loai bé hoan toan bat ctt sy theo duéi loi
nhuan bat céng nao, nhan manh viéc doi héi cong
viéc thuc chat, va khong chi theo dudi viéc tang truéng
don thuan.

+ Chung t6i chap nhan cac kho khan vé ky thuat, tap
trung vao cac san pham voi ky thuat cao, httu dung
do6i voi xa hoi, du s6 lugng it hay nhiéu di nita.

+ Chung t6i cam két huéng vé khad nang, mitc do hoan
thanh cong viéc cling nhw nhing tinh cach ca nhan
nhdm tao diéu kién dé méi c4 nhan thé hién t6i da
kha nang va ky nang cda minh.

Hay dung lai va suy nghi doi diéu vé viéc nay. Ban biét
c6 bao nhiéu coéng ty thé hién tinh than Iy twéng & budc
khéi nghiép nhu vay? C6 may nha sang 1ap nghi dén nhing
gia tri c6t 16i va c6 ¥ thic vé muc tiéu ré rang nhu vay ngay
t khi con phai c¢6 gang kiém dd luong tién mat dé doanh
nghiép c6 thé ton tai. C6 bao nhiéu cong ty ngay ti lic
chua xac dinh dugc sé sdn xuat ra san pham gi ma da co
thé xac dinh r6 rang tv tuéng chd dao trong kinh doanh
nhu vay? Néu ban dang & nhitng budc dau cta viéc xay
dung va phat trién cong ty va van con vy dinh tri hoan viéc
xac dinh ré tu tudng cda cong ty cho dén khi dat duogc
nhitng thanh cong dau tién, thi ban nén thay déi quan
niém dé khi xem xét truong hgp cda cong ty Sony. Ching
toi cho rang tu tudng ctia cong ty ma Ibuka da 1ap ra tu rat
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sém goép phan quan trong vao sy phat trién ctia cong ty
Sony sau nay.

Nam 1976, trong cudn sach Tdm nhin Sony (Sony Vision),
Nick Lyons da nhan xét: “nhing 1y tudng dua ra trong to
quang cao noéi trén da dan dat cong ty trong suodt 30 nam
qua, chi duge diéu chinh mot chut khi Sony phat trién véi
mot tdc do dang kinh ngac”. 40 ndm sau khi Ibuka dat but
viét nhitng dong quang cao trén, CEO Akio Morita lap lai
tudng d6 trong mot tuyén bo ngan gon, thanh nha véi tiéu
dé Tinh thdn tién phong Sony (Sony Pioneer Spirit) nhu sau:

Sony la ngudi tién phong va khong bao gio chiu di
sau ngudi khac. Trong qua trinh phat trién, Sony muén
phuc vu ca thé gigi nay. Sony luoén tim kiém nhtng
gia tri mdi mé va chua dugc kham pha... Sony cé
nguyén tac ton trong va khuyén khich khd ning ca
nhan... luén ¢ gang khai thac t6i da kha nang cta
moi ngudi. P6 1a luc lwong chd chét ctia Sony.

Hay xem cong ty Kenwood, cong ty so sanh cdia Sony
trong nghién citu cia chung téi. Chung t6i da cd thu thap
truc tiép ti Kenwood bat ct tai liéu nao lién quan dén triét
ly, gia tri, hoai bao va ly twdng cua cong ty. Cau tra 1oi t
Kenwood 1a ho khong hé c¢6 mot tai litu nhu vay, va ho chi
don gidn dua cho chung t6i mot sd bdo cdo thuong nién
gan day nhat. Chung tdi cling c6 tim nhing tai liéu twong
ty t cac ngudn bén ngoai cong ty, nhung cliing khong co.
Cling khong c6 ching ctt gi cho thay Kenwood c6 mdt tu
tudng nhat quan, néi troi 1ap ra t giai doan khéi nghiép
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nhu Sony. Trong khi ching t6i c6 thé tim dugc rat nhiéu
sach vé, bai viét, tai litu - t ca nhitng ngudn bén trong va
bén ngoai - vé tu tuéng kinh doanh ctia Sony, thi ching toi
hau nhu khong tim thay nhiing th twong tw vé Kenwood.

Hon nita, ching to6i c6 nhing ching ci chi yéu cho
thay su chuyén hoéa truc tiép cac tu tudng ctia Sony thanh
cac dac tinh va thyc hanh hitu hinh, chdng han nhu nén
van hoa mang tinh ca nhan cao do, va mot cau tric phan
quyen (mot cach twong ddi so véi nhitng cong ty Nhat Ban
khac), va nhing cach thuc hanh phat trién san pham
hoan toan xa la so vdi nhitng nghién ciu thi truong theo
phong cach truyén thong. “Ké hoach ctia ching t6i 1a dan
dat thi truong bang cac san pham mdi chi khong phai la
tim hiéu xem thi truong can san pham gi... Thay vi nghién
ciu thi truong, chung téi.. trau chudt san pham... va co
tao ra thi truong cho no thong qua viéc giao duc va giao
tiép v6i cong chung”. Nhitng phong cach duoc thic ddy béi
nhitng tv tuéng cot 16i nay da dua téi mot loat cac quyét
dinh tung ra cac san pham von khong c6 nhu cau ré rang,
ch:flng han nhu may ghi am tw tinh dau tién & Nhat (1950),
dai ban dan dau tién (1955), radio bd tii dau tién (1957),
may quay video st dung tai nha dau tién (1964), va may
Sony Walkman (1979).88

R6 rang Sony mong mudn cé nhitng san pham thanh
cong, ho khong muén di tién phong dé... pha san! Ly tudng
vé “tinh than tién phong” nay c6 nguon gbc tit nhitng ngay
dau cta cong ty, rat lau trudc khi cong ty c6 loi nhuan va
van giit nguyén gia tri nhu la mot kim chi nam cho céng ty
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sudt gan nta thé ky qua. Pung la Sony da ting san xuat
cac miéng dém nong tho so va ca xup dau ngot dé cong ty
c6 thé ton tai (chu nghia thuc dung), nhung cong ty nay da
lubn mo uwéc va huéng moi nd luc vao viéc tao ra nhitng
cong hién mang tinh tién phong (cht nghia Iy tudng).

Bay gio ta hdy xem xét mot trwong hgp khac - mot cong
ty khong 16 dang bén bo vuc ctiia khiing hodng. Pau nhitng
nam 1980, Ford Motor Co. dang gap phai sy canh tranh
khoc liét t cac doi thi Nhat Ban. Thit hinh dung ban & vao
vi tri cda nhitng nha quan 1y cap cao tai Ford vao thoi diém
dé: ho dang lanh dao mot cong ty 16 3,3 ty dola (43% tri gia
tai san) trong ba nam. Ho phai lam gi? Dau la uvu tién hang
dau trong lic nay?

Mot cach tu nhién, cac nha quan ly ¢ Ford ngay lap tuc
thuc hién cac bién phap khan cdp dé giit cho cong ty ton
tai. Nhung ho con lam mot diéu nita, mot diéu rat la lung
xét trong tinh hinh khung hoang nghiém trong cia cong ty,
d6 1a: ho dung lai dé xac dinh ré nguyén tac chd dao, dan
duong cho cong ty. Theo Robert Schook (tac gia da nghién
ciu va viét mot cudn sach vé bude ngoat lich st cda Ford
vao thap nién 1980): “Muc tiéu 1la nham dwa ra duoc mot
tuyén ngon trong dé néi cu thé cong ty Ford Motor ton tai
vi diéu gl, dai dién cho cai gi. D6i khi nhitng cudc tranh
luan vé dé tai nay nghe c6 vé giéong nhu trong mot 16p hoc
triét hon 1a trong mot budi hop vé kinh doanh”.® (Ching
t6i khong tim ra nhiing bang chitng cho thay cong ty General
Motors - khi gap nhiing khé khan twong tu vé kinh doanh
va bi thua 16 - dung lai va tranh luan vé cac tu tuéng co
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ban cda cong ty nhu Ford da lam). Qua trinh trén dem lai
MVGP (Mission, Values, Guiding Principles) (st ménh - gia
tri - cac nguyén tac chd dao) ctia cong ty Ford. Nguyén CEO
cia cong ty, Don Petersen da nhan xeét:

Chung t6i da tranh luan rat nhiéu vé thi tu trong 3P
(con ngudi, san pham, 1oi nhuan). Két luan cudi cung:
Con ngudi phdi dugc vu tién trude hét, [sau dé 1a san
pham, cudi cung moi dén loi nhuan.

Ban c6 thé hoai nghi vé thit tw trén néu ban biét r6 vé lich
st cong ty Ford, nhung xin dung hiéu sai y ching toi ¢ day.
Chuing t6i khong c¢6 ¥ ndi rang Ford 1a mot hinh mau vé
quan hé gitta nguoi lao dong va chat lwong san pham.
Nguac lai, lich st Ford da c6 vai vét hoen 6 trong linh vuc
nay: vu xung dot dim mau véi cong nhan trong thap nién
1930, vu né Ford Pinto trong nhitng nam 1970, v.v... Tuy
nhién, chung toi cho rang nhiing c6 gang ctia cac nha lanh
dao Ford vé 3P nhu da nédi & trén 1la mot hanh dong kip thoi
nham thttc tinh lai nhing tw twéng do Henry Ford khdi
xudng ti nhitng ngay khdi nghiép cong ty. Cac nha lanh
dao cong ty trong thoi diém noi trén khong hoan toan tao
ra nhitng y twdng madi, nhung ho thuc sy da thoi mot lu6ng
gi6 va dem lai sinh khi cho nhing y tuéng da bi bé quén
lau nay. Trong nhing ngay mdi thanh lap cong ty, nam
1916, Henry Ford da néi vé moi quan hé gitta 3P nhu sau:

Toi khong tin rang chung ta nén kiém 16i nhiéu nhu
vay khi kinh doanh xe hoi. Tot hon 1a c6 mot mic 1oi
nhuan vira phai, quan trong 1a c6 s6 lwong xe hoi ban
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ra cao la dugc. S§ di vay la do t6i mudn c6 nhiéu
khach hang c6 thé mua va st dung nhing tién ich
cda xe hoi, ciing nhu muén nhiéu ngudi lao dong co6
viéc 1am v6i mitc luwong tot hon tai cong ty. Pay chinh
la hai muc tiéu ctia cudc doi t6i.%

Phéi chang day chi 1a nhing 10i tuyén bd on ao dé lam
vita 1ong du luan? C6 thé. Nhung xin hdy nhd rang, Ford
da gop phan lam thay d6i cach song ctia 15 triéu gia dinh
ngudi My voi viéc tung ra kiéu xe hoi binh dan Model T
(“kiéu xe cda moi nguoi”), da so gidm gia dén 58% tir 1908
dén 1916. Vao thoi gian do, cong ty nhan dugc nhiéu don
hang hon mic ho c6 thé cung cap, va ho hoan toan c6 thé
tang gia san pham. Nhung Ford van tiép tuc ha gia, ngay
cd khi phai déi mat véi mot don kién cda c6 doéng trudc
hanh dong nay.’ Cung thdi gian nay, Ford manh dan ap
dung muc lwong 5 doéla/ngay cho cong nhan - gan gap hai
lan so v6i muic luong trung binh cda nganh. Biéu nay thuc
sy da gay soc va phan nd trong gidi sdn xuat va kinh
doanh xe hoi thoi d6.Trong cudn sach Ford, Robert Lacey
da ké lai:

Tap chi Wall Street Journal cao budc Henry Ford vé
viéc pham ‘mhitng sai 1am ngd ngan vé kinh té, néu
khong néi la toi ac’, diéu nay sém muon sé ‘lam ton
hai dén chinh 6ng ta, nganh kinh doanh xe hoi va ca
xa hoi na’. Theo t¢ bao nay thi Henry Ford - vai
mong udc ngay tho vé phat trién xa hoi - da tiém
nhiém nhitng nguyén tac tinh than vao mot linh vuc
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ma tinh than khong nén dinh vao. N6 qua la mot tdi
ac to 16n, nhiing nha sdn xuat hang dau déu lén an
va coi day 1a ‘hanh vi ngu ngdc nhat tr trudc téi nay
trong thé gidi cong nghiép’.

That thu vi khi biét rdang Henry Ford quyét dinh nhu vay
mot phan do dnh hudng cda triét gia theo chd nghia ly
tudng Ralph Waldo Emerson, cu thé 1a bai tiéu luan Pén bu
(Compensation) cia 6ng ta. Tuy nhién, la ngudi “néi khong
v6i chit HOAC”, Ford theo dudi chién lugc trén v6i nhan
thitc 6 rang rang tra luong cao cho cong nhan cong véi gia
ban xe ha sé gitip 6ng ta ban duwogc rat nhiéu xe hoi Model
T. Thyc dung hay 1y twéng? Ca hai!

Mot lan ntta, chung tdi xin nhéc lai khong hé xem Ford
ngang bang véi Merck va Sony vé mit nay, nhung ré rang
1a khi so sanh véi GM, Ford thé hién viéc dugce dan dat béi
mot tu tudng cot 16i trong kinh doanh nhiéu hon. GM 1a mot
vi du cho thay viéc chi don thuan c6 dinh huéng “lap dong
ho” thi van la chua dd. Alfred P. Sloan - vi kién triuc su
trudng cua cong ty nay la mot ngudi mang dinh huéng do
rat ro nét, song cai “dong ho” ma ong ta tao ra lai lanh léo,
khoéng mang tinh nhan van, thuan tdy kinh doanh va thuc
dung. Peter F. Drucker, nguoi nghién ctu rat ky vé GM va
Alfred P. Sloan trong cudén sach quan trong Khdi niém vé
cong ty (Concept of the Corporation) da tém tat nhu sau:

That bai cda G.M nhu 1a mot thé ché phan 16n 1a do
thai do ‘ky tri’, thé hién ré nhat trong cudn hdi ky cda
Alfred P. Sloan Nhiing ndm thdng véi GM. Cudn sach
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ndy chd yéu néi vé cac chinh sach, cac quyét dinh
kinh doanh, cau tric... C6 1& day la cudn hoi ky lanh
lung vo cdm mot cach c6 chd y nhat ti trude dén nay.
Sloan chi noéi vé mot diéu duy nhat: Piéu hanh mot
doanh nghiép sao cho doanh nghiép d6 c6 thé san
xuat hiéu qua, tao ra cong an viéc lam, thi truong va
ban hang, va tao ra lgi nhuan. Ngoai ra, doanh nghiép
trong cong dong, doanh nghiép nhuw cudc song, nhu
mot trung tam quyeén luc... tat cd nhing diéu d6 déu
thiéu vang trong thé gidi cda Sloan.®

Trong cuén sach Qudn tri: Nhiém vu, trdch nhiém, thuc
hanh, Drucker cho biét thém: “GM da ton tai va thita huéng
di san cda Sloan. Theo tiéu chuan cta Sloan, GM da thanh
cong mot cach dang kham phuc. Nhung né ciing da that
bai nang né”.%

TU TUOGNG COT LOLI:
KHAM PHA HUYEN THOAI VE LOI NHUAN

Merck, Sony va Ford déu da cho chung ta thay su ton tai
cda mot tu tudng cot 16i 1a mot yéu td can ban trong lich
st phat trién cda cac cong ty hang dau. Cling giéng nhu 1y
twdéng cda mot qudc gia, mot nha thdy, mot truong hoc, tu
tudng cot 16i cda mot cong ty 1a mot bd nhitng cham ngon,
nguyén tac co ban: “Chung toi 1a ai, chung toi ton tai va dai
dién cho cai gi”. Theo cach cda nhing nguyén tac dan
duong trong Tuyén ngon DPdc ldp cia nuwdc My (“Chung toi
coi nhitng sv that sau day la hién nhién dung...”), duagc
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nhéc lai 87 ndm sau trong ban Gettysburg Address (“... mot
quodc gia dugc hinh thanh trén co sé Tu do, ludn cong hién
cho nguyén tic moi ngudi sinh ra déu binh dang...”), nhiing
tu twdng nay la toi quan trong doi voi mot cong ty, va hau
nhu khéng bao gid thay déi.

V6i Sony, tu tudng nay xuat hién tir lic méi thanh 1ap. Véi
Merck, né bat nguon tit thé hé lanh dao thi¢ hai. Con trong
truong hop cda Ford, tu twdng nay cé thé bi lang quén trong
mot thoi gian dai va chi trd lai trong nhitng nam sau do.
Nhung trong da s truong hop, chung t6i thay rang nhiing
tw tudng cot 16i khong chi 1a 11 tuyén bd don thuan, ma la
mot luc lwong chi dao, gép phan tao nén dién mao cda cong
ty. Chung toi sé trinh bay k¥ ludng vé sac thai cda nhing
tw twdng cot 16i ciing nhu hai thanh t6 ctia né: cac gia tri cot
16i va cac muc tiéu, nhung trude hét xin hay tré lai véi mot
trong nhiing phat hién hap dan nhat sau day.

Nguogc lai v6i quan diém cda cac truong kinh doanh,
ching t6i khong hé thay “t6i da héa lgi nhuan va loi tic
cho ¢6 déng” 1a yéu t6 thuc day co ban hay muc tiéu chinh
trong sudt lich sit cia cac cong ty hang dau. Ho theo duéi
mot loat muc tiéu, trong do kiém lgi nhuan chi 1a mot muc
titu, va khong can thiét 1a muc tiéu s6 mot. Ddi véi cac
cong ty nay, kinh doanh khong don thuan la moét hoat
dong kinh té, mot phuong tién kiém tién. Tuw tudng cot 16i
cia ching vugt 1én trén nhing tinh toan va xem xét kinh
té thong thuong. Va day 1a mau chot clia van dé: cac cong
ty hang dau c6 tu tudng cot 16i & mic do cao hon so véi cac
cong ty so sanh trong nghién cttu cda chung toi.
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Phan tich va so sanh tung cap cong ty mot cho ta thay
noéi chung cac cong ty hang dau dugc thic day béi tu tudng
nhiéu hon, it bi thic day béi loi nhuan hon néu so véi cac
cong ty so sanh (17 cap so sanh trén téng sé 18 cap cho
két qua nhu vay - xem bang A.4, Phu luc 3). Pay chinh la
mot trong nhitng khac biét ré rét nhat gitta hai nhém cong
ty nay.

Tat nhién, ching t6i khong hé noi rang cac cong ty hang
dau khong quan tam dén 1oi nhuan va c6 dong. Chung toi
néi cac cong ty nay “hon 1a” cac thé ché kinh té thong
thuong, chtt khong noéi “khoéng phai 1a”. Ho theo dudi loi
nhuan, nhung ho ciing theo dudi nhing ly tudng to dep,
nhiéu y nghia hon. T6i da hda lgi nhuan khong la muc tiéu
sO6 mot cda ho, nguoc lai ho theo duéi cac muc tiéu dé ra
mot cach c6 loi nhat vé kinh té. Cac cong ty hang dau vira
theo duéi cac 1y tuwdng, vira tao ra loi nhuan.

Kha nang sinh 16i 13 diéu kién can thiét cho mot cong ty ton tai,
la phuong tién dé dat duoc nhiing két quad quan trong hon, nhung
né khong phai la muc dich sau clung & nhiéu cong ty hang dau.
Loi nhuén ciling nhu khong khi, thirc &n, nuéc udng, va mau cla
co thé. Chiing khong phai 1a muc dich clia cudc song, nhung thiéu
chiing thi cudc song khong thé ton tai duoc.

Sau day la mot vai vi du cho thay cac cong ty hang dau
da két hop ca tu tudng va loi nhuan & mic do cao hon,
thanh cong hon so vdi cac cong ty so sanh trong nghién
cifu cda chung toi.
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Hewlett-Packard va Texas Instruments

Hay hinh dung ban & vi tri cia David Packard vao ngay
8-3-1960. Ba nam trudc, lan dau tién cong ty ban ban co
phiéu ra thi truong. Cudc cach mang dién tt da dem lai su
phat trién bung né cho cong ty. Da tung vat 16n véi rat
nhiéu thach thic cda su tang trudng, song ban quan tam
dac biét tdi viéc xay dung mot doi ngi quan tri tai nang tw
noi bo cong ty, vi ban tin twdng chinh sach dé bat t noi
bo 1a mot phan cot 16i trong co ché cong ty. Vi vay, ban dé
xuat mot chuong trinh phat trién quan tri cia cong ty HP
v6i quan diém day sé 1a yéu to quyét dinh cho su phat trién
trong dai han. Ban chudn bi mot bai noéi chuyén khai mac
vGi nhitng ngudi chiu trach nhiém thuc hién chuwong trinh
nay, trong dé ban muo6n dua ra mot thong diép mang tinh
chi dao cho ho trong viéc dao tao cac thé hé quan ly &
cong ty. Ban sé nobi gi?

Sau vai loi phi 16, Packard da noéi nhu sau:

T6i muodn trinh bay xem tai sao [6ng ta nhan manh]
cong ty chung ta ton tai, tai sao chung ta c6 mait &
day? Theo t6i, nhiéu nguoi da sai lam khi cho ring
mot cong ty lap ra chi 1a dé kiém tién. That ra d6 chi
la mot két quad quan trong cda sy ton tai cda cong ty,
va ta can di sau tim hiéu 1y do chinh yéu cda sy ton
tai nay. Khi xem xét diém do, ching ta khong thé
khong di dén két luan rang: mot nhém ngudi tap hop
nhau lai va hinh thanh mot thé ché (ma nguoi ta goi
la cong ty) nhdm gidp ho lam dugc diéu ma ting
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ngudi khong thé ty minh lam véi tu cach ca nhan
dugc - do la déng goép cho xa hoi - mot cum tx ¢o 1é
1a nghe rat nham chan, nhung thuc sy la mot diéu hét
sttc c¢d ban, chd yéu. Khi nhin xung quanh, cac ban
van c6 thé thay nhing nguoi chi quan tam dén loi
nhuan, ngoai ra khong con thit gi khac, nhung nhin
chung nhitng dong co thiuc ddy tiém an da s6 bat
ngudn t¥ mong muodn lam mot diéu gi d6 - mot san
pham, mot dich vu, néi chung 1a tao ra mét gia tri. Va
vGi suy nghi do, ching ta hdy ban bac xem tai sao
cong ty HP ton tai... Ly do that suw cda sy ton tai nay
1a viéc chung ta c6 thé cung cAp mot cai gi do hét stic
doc dao [day chinh la sy dong gop].*

Nhitng nguoi da lam viéc vdi David Packard mo ta phong
cach quan ly cda 6ng ta mang tinh thuc té, luén di kéem voi
thai do “xan tay ao 1én va bat tay lam viéc”. O trudng, ong
ta hoc dé trd thanh mot ky su chit khong phai dé lam mét
gido su triét hoc. Thé ma éng ta da tran tré suy nghi veé ly
do ton tai cda cong ty, mot van dé mang tinh triét ly phi
kinh té. Theo Packard “lgi nhuan khong phai 1la muc tiéu
ding dan cda qudn tri, n6 chi 1a phuong tién giup cho cac
muc tiéu dugc thyc hién ma thoi.”?

David Packard tiéu biéu cho viéc ap dung quan diém vé
“su ky diéu cda chi Va”, két hgp hai hoa lgi nhuan va
nhitng muc tiéu bén ngoai 1¢i nhuan, hon ca lgi nhuan. Mot
mat, ong ta xac dinh ro rang rang cong ty phdi duoc quan
ly “trudc hét dé dong gop cho xa hoi”, rang “nhiém vu
chinh cda cong ty la thiét ké, phat trién, san xuat nhing
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thiét bi dién t tot nhat cho su phat trién khoa hoc va phuc
loi cda con nguoi”.” Mat khac, éng ta cting tuyén bé cu thé
rang, vi loi nhuan giip cong ty theo dudi cac muc tiéu noi
trén, “bat ct ai khong chap nhan lgi nhuan nhu la mot
trong nhitng muc tiéu quan trong nhat cda cong ty déu
khong thé va khong bao gid c6 vi tri trong doi ngi quan ly
cia cong ty”.””

Hon thé nita, 6ng ta dd thé ché hdéa quan diém nay,
truyén lai cho John Young (Gidm déc diéu hanh ti 1976-
1992), nguoi da trd 10i phéng van cda ching téi nhu sau:

T6i da héa loi titic cho c6 dong khong bao gid la wu
tién hang dau cta coéng ty. Pung 1a loi nhuan la nén
tang cua cong viéc, la thude do cho su dong gop cua
ching t6i va ciing 1a phuong tién dé phat trién, nhung
n6 khong bao gio 1a diéu chd chdt ca. Piéu chd chot
l1a chién thang, diéu ndy dugc danh gid bdi khach
hang va béi viéc lam dugc nhing diéu ma ta c6 thé
tw hao vé chung. Vé logic, c6 mdt su can ddi va hai
hoa & day: néu chung tdi cung cap dugc su théa man
va hai long that sy cho khach hang that su - chung
toi sé c6 kha nang sinh lgi nhuan.

D& so sanh Texas Instruments va HP, chung t6i da tim
hiéu hon 40 bai viét va bai tap tinh huéng, ma cting khong
thé tim thay bat ky tuyén b6 nao néi rang TI ton tai vi 1y
do bén ngoai viéc sinh 16i. Thay vao do6, TI mong muon tré
nén vugt troi ve quy mo, mic do tang trudng va lgi nhuan,
hau nhu khong dé ¥ dén cai ma D. Packard goi 1a “ly do cda
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kinh doanh”. Vao nam 1949, chu tich TI, Pat Haggarty da dé
ra cau cham ngon cho TI: “HOm nay chung ta la mot cong
ty nho va thanh cong. Chung ta phai trg thanh mot cong ty
16n va thanh cong”.”® Quan niém thién vé quy mo va tang
trudng nay da chiém uu thé trong sudt chiéu dai lich st cda
TL Chang han, ching t6i thdy rang khac véi HP, tit ca cac
muc tiéu cda TI déu huéng vé ting trudng tai chinh.

+ Doanh s6 ban hang dat 200 triéu déla

(Muc tiéu nam 1949)%
+ Doanh sb ban hang dat 1 ty déla

(Muc tiéu nam 1961)!%
+ Doanh sb ban hang dat 3 ty dola

(Muc tiéu nam 1966)'!
+ Doanh sb ban hang dat 10 ty dola

(Muc tiéu nam 1973)10?
+ Doanh sb ban hang dat 15 ty dola

(Muc tiéu nam 1980)'°

Cong bang ma noéi, ching to6i cliing da thiy nhitng muc
tiéu tai chinh twong tw § mot s6 cong ty hang dau, cu thé
la Wal-Mart. Nhung khac véi da s6 cac cong ty hang dau,
nhat 1a HP, TI, r6 rang da dit muc tiéu doanh sé ban hang
thanh yéu t6 thuc ddy chd dao, it quan tam dén 1y do ton
tai cda cong ty. V6i TI, quy mo cang 16n thi cang tot, du sdn
pham c6 chat luong thap hay khong c6 dong gop gi vé ky
thuat. Con doi véi HP, quy mé 16n chi dugc coi 1a tot khi
cong ty c6 dong gop duoc gi do cho xa hoi.'** Vi du dién
hinh 1a khi TI sdn xuat may tinh bé tui va dong ho dién
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gia ré 10 dola vao thap nién 1970 (mot hanh dong dién
hinh cho chién lugc “cang nhiéu cang tot”), trong khi HP
kién quyét khong di theo dong san pham chat luong thap
nay vi né khong tao co hdi cho nhitng dong gop vé ky thuat
cda cong ty.

Johnson & Johnson va Bristol-Myers

Tuong tu HP, J&J trudc tién tuyén bd rat ré rang vé nhitng
muc tiéu ly twdng vugt 1én trén lgi nhuan thong thudng,
dong thoi nhan manh tam quan trong cda lgi nhuan trong
pham vi nhitng ly tudng d6. Khi thanh lap cong ty nam
1886, nguoi sang lap Robert W. Johnson dua ra muc tiéu
ly twéng “Gidm nhe ndi dau va bénh tat”.1>> Dau nam 1908,
ong phat trién ly tuéng dé thanh tv tudng kinh doanh,
trong d6 dich vu khach hang va nhting quan tam dén ngudi
lao dong dugc dat 1én trén lgi titc cia co dong. Fred Kilmer,
mot trong nhiing nha quan ly vé nghién ctu dau tién cda
cong ty da giai thich (vao dau thé ky XX) vé cach ma triét
ly trén anh huwéng dén chitc nang cda phong nghién ctu.

Phong nghién ctu khong hoat dong theo mot tinh
than thuong mai hep hoi nao... khong chay theo muc
tiéu tang trudng co tic hay vi loi ich riéng cda cong
ty. N6 hoat dong trén quan diém hé tro qua trinh
phat trién viéc gidm nhe ndi dau con nguoi.

Nam 1935, R. W. Johnson (con) tiép tuc nhac lai tinh
than trén, néu ré “phuc vu cho khach hang trude hét, sau
do 1a phuc vu cho nhéan vién va déi ngd quan ly, sau cung
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mdi 1a phuc vu cho c6 dong”.'% Sau do6, vao nam 1943, 6ng
ta thém viéc phuc vu cho cong dong vao danh sach trén,
va diéu nay dugc dat trude viéc phuc vu cho cac co dong.
Cubi cung, ong ta cu thé héa tu twéng cda J&J trong ban
Tin diéu cua chung téi (Our Credo), in trén gidy da va trinh
bay dung kiéu cach nhuw ban Tuyén ngon Poc ldp clia nudc
My. “Khi tat ca nhitng diéu nay dugc thuc hién - ong ta viét
- thi cac c¢6 dong sé dugc nhan phan cd tic xting dang”.
Mac du cong ty theo dinh ky c6 xem xét lai va sta doéi doi
chtit ban tin diéu ndy, nhung tinh than tu tudng cot 16i cda
nod - trat ty cao thap trong cac trach nhiém ctia cong ty, va
su nhan manh vé viéc tim kiém mot lgi nhuan vira phai
thay vi loi nhuan tdi da - thi van luon luén nhat quan trong
sudt chiéu dai lich s cda cong ty.lo

TIN PIEU CUA CHUNG TOI

Chﬂng toi tin tudng rang trach nhiém dau tién cla chang toi
I3 trach nhiém doi voi cac bac si, y ta, cac ba me va tat ca
nhifng ai st dung san phdm cla chang toi. San phdm cla
chang t6i phai lubn dat chat lwong tot nhat. ching toi phai lién
tuc ¢4 géng dé gidm chi phi clia san phdm. Cac don hang
phai duoc thuc hién nhanh chong va chinh xac. Cac nha
kinh doanh cla cong ty phai kiém l6i & mac do vira phai.
Trach nhiém thit hai cla ching t6i 13 doi voi nhiing nguoi
dang cung lam viéc - nhitng nguoi lao dong & cac nha may
va van phong clia cong ty - ho phai duoc dam bao an toan lao
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dong, co ché do luong hop ly, ché dd quan Iy cong bang,
gi® 1am viéc hop 1y, diéu kién lam viéc an toan va trat tu.
Nguoi lao dong phdi duoc quyén dua ra dé nghi va noi ra
cac diéu chua duoc hai long. Cac nha quéan ly, cac trudng
phong ban phai cé trinh do va cong bang. Phai co co hoi
thang tién cho nhiing ai di diéu kién, va mdi nguoi phai
duoc xem xét dua trén nhan phdm va nang luc cla ho.

Trach nhiém thir ba danh cho doi ngl quan ly cla cong ty.
Ho phai 1a nhitng ngudi co tai, co giao duc, cd kinh nghiém
va kha nang. Ho phai I3 nhiing ngudi hiu biét va cu xtr
theo nhitng 1€ phai thong thuong.

Trach nhiém thtr tu 13 trach nhiém voi cong dong. Cong ty
phai dong vai tro mot cong dan guong mau, dong gop viéc
lam va tr thién cling nhu nop thué day dd. Chang toi phai
gin gir cac tai san duoc quyén sir dung, phai tham gia vao
cac co gang cai thién doi séng dan su, suc khde, gido duc,
xay dyng mot Chinh quyén tot, cling nhu lam cho cong dong
quen thudc véi cac hoat dong cla cong ty.

Trach nhiem cudi cing - trach nhiém thi nam 1a déi véi cac
cb dong. Viec kinh doanh phai dem lai loi nhuan 6n dinh,
bén viing, phai chudn bi cac khoan du phong, tién hanh cac
nghién ctru, bu dap cho cac 16i 1am, thiéu sot. Phai xay dung
cac nha may moi, tung ra cac san pham méi, co cac ké
hoach kinh doanh méi. Khi tat ca nhiing diéu nay duoc thuc
hién, cac c¢6 dong sé nhan dugc loi tirc tuong xing.
Chang t6i quyét tdm hoan thanh tat ca nhiing trach nhiém
trén v6i tat ca kha nang cla minh.
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Trén day la nguyén van ban tin diéu do R. W. Johnson
(con) soan thdo vao nam 1943. Pau nhitng nam 1980,
Giam d6c diéu hanh Jim Burke (ngudi thia nhan da danh
dén 40% thoi gian trong cong viéc giam dbc diéu hanh dé
truyen ba cac tin diéu nay trong ndi bd cong ty)' miéu ta
sy lién hé gita tin diéu va lgi nhuan nhv sau:

Toan bo doi ngd qudn ly déu huéng vé viéc tao ra
lgi nhudn hang ngay. D6 la mot phan cda cOng viéc
kinh doanh. Thong thuong nguci ta c6 suy nghi
‘ching ta phai lam diéu nay vi loi ich dat dugc trong
ngin han’. Ban tin diéu cda ching t6i, nguoc lai, cho
phép ngudi ta noi rang ‘Xin chd mot chut. Toéi khong
can phdi lam diéu d¢’. Cac nha quan tri cong ty da
yéu cau toi lam viéc dua theo nhitng nguyén tac néu
ra trong ban tin diéu, do do6 t6i sé khong chay theo
loi nhuan ngan han.!®

So véi J&J, cong ty so sanh Bristol-Myers to ra it c6 dinh
huéng vé tu twdng hon nhiéu. Trong khi J&J dua ra cac tin
diéu tit dau nhiing ndm 1940 va c6 nhing y thic ré rang
vé diéu do ti dau thé ky XX thi mai dén 1987 Bristol-
Myers md&i co thé lam diéu tuong ty khi dua ra ban Cam
két Bristol-Myers v6i hinh thitc rat giong ban tin diéu cia
J&J. Chung t6i ciing khong thdy anh hudng trdi rong cia
nhitng tu tudng cot 16i ¢ cong ty ndy. Nhan vién cia J&J
c6 thé noi ré sy lién hé gitta tin diéu va cac quyét dinh
quan trong cuia cong ty, nhung nhan vién cua Bristol-
Myers thi hoan toan khong.
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Truong kinh doanh Harvard da danh han mét nghién
ciu vé viéc cong ty J&J da dua cac tin diéu cda ho vao
hanh dong nhu thé nao - xét trong cau truc to chic, viéc
lap ké hoach néi b, cac quyét dinh kinh doanh chién luoc,
va ca anh hudng trong thoi gian khing hoang nta. Mot vi
du: Cong ty da ap dung cac tin diéu trén vao cudc khing
hoang 1982, khi ma c6 bay ngudi chét & Chicago do ai dé
(khong hé 1a nhan vién cda J&J) da pha tron thém chat doc
Xyanua vao cac chai Tylenol - mot san pham cda cong ty.
Ngay lap tic, J&J rit toan bo san pham Tylenol ra khéi thi
truong nudc My, du vu viéc trén chi xay ra ¢ Chicago. Cong
ty da phai huy dong 2.500 nguoi dé gidi quyét van dé nay,
thong bao cac canh bao cho du luan, chi phi lén t6i 100
triéu dola. Bao Washington Post da viét vé cudc khing hoang
nay nhu sau: “J&J da thanh cong trong viéc xay dung hinh
dnh mot cong ty ludén sdn sang lam bat cit diéu gi ding
dan, hop 1y, bat chap chi phi cao bao nhiéu di nita”.

Trong cung thdi gian do, Bristol-Myers cling gap phai
van dé tuong tw. San pham thudc Excedrin cua ho bi lam
gia tai khu vuc Denver. Thay vi lam nhu J&J, cong ty nay
chi rit sdn phdm nay ra khédi viing Colodaro, va khong hé
c6 mot chién dich cadnh bao cho du luan nao. Chu tich cda
Bristol-Myers, Richard Gelb, ngudi ti miéu ta ban than nhu
“mot nha quan 1y can trong” mau chong nhan manh véi
bao chi rang vu viéc nay c6 anh hudng khong dang ké t6i
doanh thu cia cong ty.''° Nhu vay, J&J da thyc su ap dung
hé thong tu tuwdng cot 16i cia cong ty dé phan tng trong cac
cudc khing hodng, va ho ludn gitt vitng tinh than doé, trong
khi Bristol-Myers thiéu hidn mét kim chi nam tuwong tu.
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Boeing va McDonnell Douglas

So v6i McDonnell Douglas, Boeing ¢4 nhing quyét dinh
chién luwoc trong lich st dua trén quan diém 1y tuéng dé
khang dinh hinh dnh ban than, vugt ra khéi nhiing nguyén
tac thuyc dung thong thuong. Thuc té, Boeing da cé nhing
quyét dinh thuc dung dem lai loi nhuan 16n lao, nhu trong
truong hop chap nhan rdi ro khi sdn xuat cac may bay lén
va hién dai. Nhung c6 nhiing chiing ¢t cho thay Boeing vé
can ban va trong dai han khong chi don thuan chay theo
loi nhuan.'"! Boeing luén huéng dén vi tri tién phong trong
nganh hang khong, mong mudn sdn xuat ra nhiing may
bay to hon, nhanh hon, hién dai hon, theo duoi nhing
thach thitc, tim kiém sy tién bo ky thuat va doéng gop cho
x4 hoi. DI nhién cong ty khong thé theo duéi nhitng muc
tiéu ay néu khong c6 loi nhuan, song lgi nhuan khong phai
1a 1y do co ban. Bill Allen - Gidm doc diéu hanh tt nam
1945-1968 binh luan vé muc tiéu hoat dong cua Boeing:

Boeing ludn c6 gang vuon t6i ngay mai, diéu nay chi
c6 thé dat dugc boi nhitng ngudi séng chét voi wéc
mo do. [T6i] duge cong tac v6i mot doi ngd nhing
[con ngudi] day tai nang va tam huyét céng hién toan
bo thoi gian va suc luc cho nganh hang khong. Muc
tiéu cia con nguwoi phai nham huéng t6i nhitng co hoi
phat trién va tang trudng chat luong dich vu to lén
hon ntta. Niém hanh phtc 16n lao nhat cta cuoc doi
chinh 1a niém vui, su théa man cé6 dugc tir viec tham
gia vao mot c6 gang, mot nhiém vu day kho khan va
mang tinh cong hién nhu vay.!2
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Hay lay quyét dinh sdn xuat may bay 747 lam vi du. Khi
quyét dinh sdn xuat loai may bay nay, Boeing c6 nhitng
dong co phi kinh té bén canh nhitng 1y do kinh té don
thuan. Ho san xuat loai may bay nay khong chi dé kiém loi
ma con vi mudn khing dinh hinh anh cda coéng ty, nhu la
nguoi dan dau trong nganh van tai hang khong. Tai sao lai
la may bay 747? “Vi chung t6i 1a Boeing”. Khi Giam doc
Boeing, 6ng Crawford Greenwalt hdi mot thanh vién quan
tri cao cap ve loi ich du tinh tr viéc dau tu vao loai may bay
ndy, nha quan tri do trd 10i rang ho da thuc hién mot sb
nghién citu song chua tinh ra dugc két qua. Khi do6, theo
cudn Huyén thoai va Di sdn (Robert Serling) thi “Greenwalt
da guc dau 1én ban va 1am bam: Oi Chuda oi, nhitng nguoi
nay tham chi con khong biét 10i ich c6 thé gat hai duoc tw
nhitng khodn dau tw nhw vay la gi hay sao?” 113

Motorola va Zenith

Nguoi sang lap ra Motorola, Paul Galvin coi kha nang
sinh 16i khong phai la muc dich toi hau ma chi 1a mot
phuong tién can thiét dé dat dugc cac muc tiéu ctia cong ty.
bung la 6ng ta thuc day viéc gidm chi phi san xuat, nang
cao chién lugc san pham dé tao ra loi nhuan, éng ta dong
y rang mot nha kinh doanh trudc hét phai né luc kiém lgi
td sdn pham cda minh. Nhung khong bao gio éng ta cho
l¢i nhuan 1a muc tiéu co ban va bao trium cda bat ky cong
ty nao.!** Trong cudc dai khing hodng kinh té nam 1930,
khi con la mot céng ty nhé méi thanh lap, Motorola da
chong lai tdp quan cda nganh vé viéc bao cdo khong trung
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thuc tinh hinh tai chinh va lgi nhuan cho cac nha phan
phoi. Paul Galvin tuyén bd 6ng ta bat chap nhtng 1é 16i nhu
vay, rang “c no6i hét sy that, trude hét vi dieu do 1a ding
dan, sau nita la bang cach nao d6 ho - nhiing nha phan
phoi - sdm mudn cling sé biét ma thoi!”. Cau trd 1oi nady mot
lan ntta ching minh ban chat hai mat (vira 1y tudng, vira
thuc dung) cia da sd cac cong ty hang dau trong nghién
clitu cua chung toi.

Cac cong ty hang dau nhu Motorola khong coi viéc theo dudi cac
ly tudng va tinh thuc dung 18 mot su lva chon, trai lai vei ho diéu
thach thirc 1a viéc tim ra cac giai phap thuc dung va lubn giit

| gin cac gia tri c6t 16i cla cong ty.

Hon thé nita, Paul Galvin thé ché héa quan diém nghe c6
vé nghich 1y nay tai Motorola, lap ra mot duong 161 huéng
dan cho cac thé hé quan tri tuong lai cda céong ty. Nam
1991, con trai va cling la nguoi ké vi cda 6ng, Robert W.
Galvin da viét mot loat bai géi cho cac nhan vién ctia cong
ty, no6i vé dé tai “Chung ta la ai? Tai sao chung ta ton tai?”
Trong tong cong 31 bai viét, 6ng ban vé tdm quan trong
cda su sang tao, cai tién, thda man nhu cau khach hang,
chat lwgng san phé{m, dao duc kinh doanh v.v... hoan toan
khong c6 lan nao 6ng ta noéi dén viéc toéi da hoa 1gi nhuan
nhu 1a moét muc tiéu ctia cong ty.!'> Tuyén bod chinh thic vé
muc tiéu cua cong ty (dugc in trong mot an phé{m noi bo
voi tén goi “Ly do ton tai cda ching ta - tuyén ngdén vé muc
tiéu, nguyén tac va dao dic”) ciing gan két loi nhuan voi
cac muc tiéu rong 1én hon, theo do6 viéc tim kiém lgi nhuan
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vira phai (chtt khong phdi 1a toi da) chi dong vai tro mang
tinh chat hd trg nhu sau:

Muc tiéu ctia Motorola 1a phuc vu céong dong bang
cach cung cip cac san pham va dich vu dat chat
lwong cao, vGi mitc gia vita phdi cho khach hang.
Chung t6i lam diéu d6 dé tim kiém mot lgi nhuan vira
phai can thiét cho cong ty phat trién, dong thoi dé
dem lai nhitng co hoi cho nhan vién va co dong dat
dugc nhitng muc tiéu ca nhan hgp ly, vita phai cida
ho [ching t6i nhan manh].!!

Nguoc lai, tai cong ty Zenith, nguoi sang lap Eugene F.
McDonald khéong hé truyén lai mét tu tudng lau dai nao cho
cong ty. Trong Ky nguyén ctia McDonald, muc tiéu cua
Zenith duong nhu chd yéu la.. mot moén do choi va bé
phong cho nguoi sang lap ra no. Sau khi McDonald qua
doi, cong ty suy sup do khong cé suw huwéng dan va truyén
cam hung trong quan ly va tré vé v6i quan diém kinh
doanh vi loi nhuan thuan tdy. Khi xem xét cac bai viét vé
hai cong ty nay, ching t6i thdy cac bai viét vé Motorola lién
tuc nhan manh dén cac khia canh “v6 hinh” cda cong ty -
st ci md, binh dang, sy thic didy mang tinh cong nghé,
tinh than lac quan... Trong khi dé cac bai viét vé Zenith,
nhat 1a sau cai chét cia McDonald, nhan manh hon vé cac
diéu kién tai chinh, thi phan, ciing nhv cac tiéu chi tai
chinh khac. N6i ngan gon, sau khi McDonald qua doi ndm
1958, khong c6 bang chiing nao cho thiy Zenith theo dudi
bat ky mot tu tudng nao khac ngoai viéc chay theo tang
trudng thi phan va toi da hoa loi nhuan.
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Marriott va Howard Johnson

Twong ty Motorola va HP, Marriott Corporation theo duoi
ca 1y tudng va thuc dung mot cach hét sic ré rang. Khi
dugc héi vé viéc thanh 1ap ra cong ty nay dé kiém tién hay
dé xay dung nén mot “vuong quéc”, J. Willard Marriott
(cha), da tra 10i nhu sau:

T6i chi c6 ba y tudng chung chung, quan trong ngang
nhau trong dau. Mot 13, cung cap dich vu than thién
cho cac khach hang. Hai 13, cung cap thic an chat
luong cao véi gia ca phdi chang. Ba la 1am viéc tdi da,
ca ngay lan dém dé tao ra loi nhuan... Khi phat trién
cong ty t6i mong udc c6 dugc nhitng két qud sau: tao
ra nhiéu viéc lam hon cho nguoi lao dong, kiém ra
nhiéu tién dé lo cho gia dinh téi va dong goép cho
nhitng muc dich tot dep khac!'... Nganh kinh doanh
dich vu luén hita hen dong goép cho xa hoi. Mot bita
an ngon, mot chd ngu tot, sy tiép don nong hau... tat
cd khién cho nhting du khach xa nha cam thay hanh
phic va dugc hoan nghénh nhu la dang séng gitta
nhitng ngudi ban that suy.

Va cling nhu trong nhiing vi du trudc day, Marriott cing
thé ché héa quan niém nay nham lam cho no tiép tuc ton tai
trong cac thé hé tiép theo. Ong ta dua ra nhiing quy trinh rat
tinh vi nham truyén ba tu twéng ctia cong ty cho cac nhan
vién, theo d6, nhan vién dugc quan tam hang dau, khach
hang la nhitng nguoi khach trong gia dinh that su. Ong ta
cling 1ap ra cac chuong trinh dao tao vé quan tri nham dam
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bdo tinh than va phong cach truyén thu néi trén. Con trai va
1a nguoi ké vi 6ng ta, J. Willard Marriott (con), duoc dao tao
k¥ luong dé khong chi ndm dugc chi tiét cu thé cda viéc diéu
hanh t6 chttc ma con tiép tuc gin gi, duy tri duoc cac gia
tri co ban cda né. Mot bai bao vao nam 1991 nhan dinh:
“Cac nha quan ly ¢ Marriott luén tudn thu nghiém ngat ban
Huoéng ddn vé Qudn ly ma J. Willard da dé ra trong mot bic
thu gii cho con nam 1964 khi nguoi con trg thanh Pho Giam
doc diéu hanh cong ty”.!'® Ching to6i may man doc dugc 14
thu kha dai do, va c6 thé thdy duoc su twong dong hét stic
ré rang gita nhitng huéng dan trong thu véi nhimg diéu ma

con trai 6ng ta phat trién 20 nam sau do:

1964
J. Willard Marriott (cha)''?

1984
J. willard Marriott (con)'?°

Con nguoi 1a yéu té6 hang dau: su
phat trién ca nhén, long trung thanh,
lgi ich, tinh than ddng doi. Phat trién
con ngudi la nhiém vu chinh cia
con. Hay nhin ra cac pham chat tot
dep ctia ho va hiy c6 gang phat trién
nhting pham chat do.

Chung ta dang kinh doanh con
nguoi... gido duc, giup dé va quan
tam dén ho. Hay dem lai 1oi ich cong
bang cho ho, dao tao cac ky nang,
giup ho thanh cong va tim ra nhitng
ngudi chién thang trong s6 ho.

Giao nhiém vu cho nhan vién, bat ho
chiu trach nhiém vé két qua cong
viéc. Néu mot nhan vién khong co
kha nang hoan thanh cong viéc, tim
viéc khac cho anh ta hodc cat hgp
déng ngay lap titc, khong tri hoan.

Tim ra nhan sy thich hgp va hy vong
ho hoan thanh céng viéc. Néu sy lya
chon nhan sy sai 1am, két thuic hgp
déng mot cach cong bang va nhanh
chéng.

Quaén ly thoi gian, tan dung ting
phtt trong cong viéc. Gi thoi quen
hai huéc, tao niém vui trong céng
viéc cho béan than va nguoi khac

Lam viéc hét stic, nhung vui vé. Lam
viéc va hoan thanh cong viéc la mo6t
niém vui 16n. Quan trong 1a phai duy
tri dugce niém vui do.
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Kién dinh theo duéi nhiing nguyén tac dan duong do
nguoi cha truyén lai, Marriott (con), binh luan rang dong co
cda cong ty khong phdi 1a tién bac, ma la ¥ thitc ty hao vé
viéc hoan thanh xuat sic cong viéc dugc giao. Ong ta chi
ré rang voi viéc quan tam t6i da dén nhan vién va cung cap
dich vu tuyét hdo cho khach hang, thi két qua rat ty nhién
sé 1a loi titc “hap dan” (cht khong phai “t6i da”) cho cac co
dong.'?!

Ddi véi cong ty Howard Johnson, tuy nguoi sang lap co
dé ra tu tudng cot 16i (nhdn manh dén tinh nhat quan va
chat lugng dich vu), song khong c6 bang chiing cho thiy
ong ta da truyén dat lai cho nhitng nguoi ké nhiém tham
nhuan tu tuéng nay. Khong c6 gi ghi lai viéc gido duc vé tu
tudng ti thé hé quan 1y trudc sang thé hé sau, cing nhu
qua trinh truyén ba nhitng tu twéng dé trong nhan vién
nhu ¢ cong ty Marriott. Vao gitta nhitng nam 1970, Howard
Johnson (con), thuyc chat da diéu hanh cong ty mot cach
phién dién, thién vé khia canh tai chinh (tdng truéng ban
hang va lgi nhuan) hau nhu khong dé y dén khach hang va
nhan vién. Theo ba bai bao (hai bai trén Business Week va
mot bai trén tap chi Forbes), Howard Johnson da bat chet
cac khach hang trén duong cao toc voi gid ca rat cao trong
khi cung cap chat luong btta dn, chd & déu kém, tinh than
phuc vu cham chap va thiéu niém né.'?2 Cudi cung ong ta
phai ban céng ty cho mot nha dau tw ngudi Anh.'2
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Philip Morris va R. J. Reynolds

G cong ty Philip Morris, ching t6i ciing tim thay nhing
bang ching cho thay cong ty da hoat dong theo mot khung
tu tudng hon 1a chi theo dudi lgi nhuan don thuan. Ross
Millhiser, Phé chu tich cong ty vao nam 1979, noi:

Toi rat yéu thude 14, dé 1a mot trong nhiing thit lJam
cudc doi nay tré nén dang song hon. Thudc la dem lai
mong udc, cliing nhu mot khia canh nao do trong su
can bang cda con ngudi. Sy can bang clia con nguoi
1a luon c6 gang dé tu can bang chinh né, va thudc la
gép mot phan trong qua trinh do.'2

Mot tu tudng hay chi 1a mot do giac? Hay chi 1a 1oi tiép
thi tai ba? Kho ma trd 16i dugc. Nhung chung t6i thay 6
Philip Morris mot tinh than dong doéi, mot y thic vé nhiém
vu chung, tat cd nhing cai dé6 khong c6 & R. J. Reynolds
suot 30 nam trd lai day. Cac nha lanh dao cda Philip Morris
td ra dam mé san pham thudc 14 cia ho hon cac dong
nghiép & R. J. Reynolds. Philip Morris theo dudi quyét liét
chd trwong dng ho viéc hut thudc 14 ctia ho, trong khi R. J.
Reynolds ké ti nhing nam 1960 duong nhu khéng quan
tam mAay dén ban than sdn pham, don gidn chi coi day la
mot phuong tién kiém tién ctia ho. Theo 1di cda chd tich R.
J. Reynolds vao nam 1971, néu cong ty tt bé nganh san
xuat thuodc 14 ma kiém dugc nhiéu tién hon thi ho san sang
lam nhu vay!'?

Ngugc lai, cac nha lanh dao Philip Morris that su “chién
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dau” cho diéu thudc cda ho, v6i tuyén bod: Chung ta co
quyén hut thudc, dé 1a mot chon lua tw do khong ai c6 thé
cha dap lén dugc! Trong cac bai bao vé Philip Morris, chung
toi thay rat nhiéu buc dnh cac nha lanh dao cong ty trong
tu thé day... khiéu khich va néi loan: Piéu thudc trong tay,
anh mat day thach thic nhv mudn néi “Diung bao gio c6
y nghi bat toi phai roi bd diéu thudc 14 nay!”. Mot bai bao
trong tap chi Fortune viét:

Mot nén van hoa hit thudc day thach thie lan tran
khip cong ty, noi d6 nguoi ta kéo manh bao thudc ra
khéi tii, chAm lta hut, réi quiang manh bao thudc
xudng mat ban cho tat cd déu trong thay.'2

Hanh dong trén cho thay ho tu coi minh 1a nhiing chang
cao boi ngang tang, tu do trong cac bién quang cao Marlboro
cua cong ty. Mot nit nhan vién ting lam viéc cho cong ty
da miéu ta moi treong lam viéc tai day nhu c6 mot ton giao
hut thubc dang ngu tri, khi ma cong ty bat budc co ta va
cac dong nghiép dem nhitng bao thudc vé nha cung véi séc
thanh toan luong cia ho. Mot thanh vién quan tri cda Philip
Morris néi véi chung t6i (v6i diéu thude trén tay) nhu sau:
“Toi that sy yéu thich cong ty, day dung la mdt cong ty vi
dai. Cong ty da dai dién cho diéu gi d6 khién ban c6 thé
thuc sy tw hao vé nd”.'>” Mot bai bao trén tap chi Forbes noi
vé chd tich ctia cong ty vao nam 1971, Joseph Cullman,
nhu sau:

Rat nhiéu ngudi cam ghét ong ta do thai do bao vé rat

hung hing cda 6ng doi véi viec hut thude. Thay vi xin
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16i vé dieu do (hut thudc), 6ng ta tham chi noi dén ich
loi cia viéc hut thudc doi véi stic khde tinh than cda
con nguoi.'?s

Chung t6i ¢ day khong c6 y noi rang Philip Morris hoat
dong vi loi ich con nguoi. Tu tudng ctiia ho trudc hét lién
quan t6i quyen tw do ca nhan, lam viéc hing say, nhing
co hoi, thang loi va hoan thién ban than, tim kiém niém tu
hao ti¥ viéc kinh doanh xuat sic vi lgi ich ctia chinh né.
Giam ddbc diéu hanh cong ty nam 1991, Michael Miles, ngudi
duoc tap chi Fortune mo ta 1a “thuc dung, tan nhan, lanh
lung...'? luén suy nghi vé cong viéc kinh doanh ting phut
mot”, 13 binh luan: “To6i khong thay cé gi sai trai vé dao diic
do6i voi cong viec kinh doanh nady ca. Toi van khong thay co
gl sai trai trong viéc ban cho con ngudi san pham ma ho
can mua.'*! Day khong phdi la gia tri ‘mém’ hay mang tinh
nhan van. Va néi cho cung, thudc 1a ciing dau gay ra bénh
mu loa.”

Nhung diéu dang ngac nhién 1a & Philip Morris, nhu Merck,
cling ¢6 mot tinh than dong doi, gdn véi nhing tu tudng
cOt 16i clia cong ty. Tat nhién tw twdng cta Philip Morris rat
khac biét so véi Merck, nhung ca hai cong ty déu vugt troi
SO VOi cac cong ty so sanh cda ching néu xét vé phuong
dién duoc dan dat béi mot tw twdng cot 16i. Theo tiéu chuan
nay, thuc sy Philip Morris va Merck rat gan gui voi nhau.!32
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cO TON TAI MOT TU TUONG
PUNG DAN KHONG?

Viéc Merck va Philip Morris - hai céng ty cung cap hai
loai san phﬁm hoan toan trai ngugc nhau cho khach hang
- nhung cung 1a nhiing cong ty hang dau, hoat dong theo
tu twéng manh mé va rat khac biét, da dat ra nhiéu van dé
thu vi. C6 ton tai mot tu twdng cot 16i dung din, ap dung
cho moi cong ty hang dau khong? Noi dung cda tu tudng
quan trong dén mic nao? Pau la nhitng diém chung, nhing
khuén mau ctia cac tu tuéng cot 16i § cac cong ty nay?

Chung t6i liet ké cac tu twdng cot 16i clia tat ca cac cong
ty hang dau trong nghién cttu cia ching toi (bdng 3.1) va
nhan thay: mic du ton tai vai diém chung (vi du nhu su
dong gop, lién két, ton trong va quan tam dén ngudi lao
dong, dich vu cho khach hang, sang tao va dan dat thi
truong, trach nhiém v6i cong dong v.v...), hoan toan khong
c6 mot diém ndo trong tu tudng cot 16i xudt hién moét cdch
lién tuc & tdt cda nhiing céng ty nay.

+ Mot sb cong ty (Johnson&Johnson, Wal-Mart) coi khach
hang 1a trung tam, trong khi mot sé khac (Ford, Sony)
thi khong.

+ Mot so cong ty (HP va Marriott) coi s¢ quan tam doi
vGi nhan vién la trung tam, trong khi cac cong ty nhu
Nordstrom va Disney thi khong.
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« Mot s6 cong ty nhu Ford va Disney coi trong san
pham va dich vu hon c4, trong khi cac cong ty nhu
IBM va Citicorp lai khong dong y vé diéu do.

+ Céac cong ty nhu Sony va Boeing chu truong chap
nhan rdi ro, nhung cac céong ty nhu HP va Nordstrom
lai khong theo duoi diéu nay.

+ Cac cong ty nhu Motorola va 3M dé cao vai tro cai
tién trong tu twdng cuia ho, song cac cong ty nhu P&G
va American Express thi khong nhu vay.

N6i tém lai, chung toi khong tim thdy bét ci ndi dung cu thé nao
la chinh yéu trong tu tudng clia cac cong ty hang dau. Nghién
ctru cho thdy su ton tai that su cla tu tudng cot 16i va mac do
gan két nhat quan clia cong ty doi voi tu tudng cot 16i quan trong
hon ndi dung tu tudng do.

No6i mot cach khac, viéc ban c6 dong v hay phan doéi tu
tudng cda Philip Morris, Merck, Marriott v.v... khong quan
trong. Két luan cda chuing toi l1a: Diéu cot yéu la mot cong
ty hang dau phai c6 mot tu tudng cdt 16i (dung dan hay
dugc ua chuong hay khong cing khong quan trong), va tu
twdng do dan dat, truyén cam himg cho moi ngudi & trong
cong ty do!
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Bang 3.1

Tu tudng cot 16i cda cac cong ty hang dau

3M133

American

Express!3

Boeing!'?®

Citicorp'3¢

Ford'37

Cai tién: “Ban khong nén chéi bd mot y tudng san pham méi”
Tuyét déi trung thuc

Tén trong sang kién ca nhan va sy phat trién con ngudi
Chép nhan cac sai lam

San pham c6 chét luong va do tin cay

“Giai quyét cac van dé la viéc chinh cta ching t6i”

Dich vu khach hang tuyét hao
Déam béo dé tin cay cda dich vu trén toan thé gici

Khuyén khich cac sang kién ctia ca nhan

bi tién phong trong nganh hang khong

Chap nhan nhing thach thiic va rdi ro 16m lao
San phﬁm c6 chat luong va do an toan cao
Kinh doanh trung thuc va dao dic

“An, ngy, hit thé cung nganh hang khong”

Mé réong quy mo kinh doanh va dich vu
Luén di dau vé moi mit (quy md, sang kién, loi nhuan)
Ty chy, phan quyén

Tu tin, nang né

Con ngudi 1a coi nguodn clia sttc manh cong ty

San pham (xe hoi) 1a két qua cudi cung cda cac nd luc

Loi nhuan 1a phuong tién can thiét, 1a thudce do thanh cong
Trung thuc, chinh truc trong kinh doanh

(Luu y: Dady la thit tu trong MVGP cua Ford vao nhitng ndm
1850. Thit tw nay thay déi theo thoi gian trong lich su clia
Ford)
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General -
Electric's®

Hewlett -
-Packard'® -

IBM!40 -

Johnson -

& Johnson'#! -

Marriott'#> -

Nang cao chat lwong cudc séng théng qua cai tién va cong
nghé

Can bang va phu thudc 1an nhau gitta cac trach nhiém déi
vdi khach hang, nhan vién, xa hoi va c6 dong (khong c6 mot
tht ty ré rang)

Trach nhiém va co hoi cho mébi ca nhan

Trung thuc va chinh truc

Poéng gop veé ky thuat cho linh vigc ma cong ty tham gia
Ton trong, tao co hoi cho nhan vién tham gia vao thanh cong
trong cong ty
Doéng goép va trach nhiém déi véi cong dong
Chat luong chap nhan duogc déi véi khach hang
Loi nhuan va tang trudng nhu 1a phuong tién dé dat cac muc
tiéu va gia tri khac
Quan tam day dd dén moi nhan vién
Danh nhiéu thoi gian dem lai niém vui cho khach hang

Di dén cung trong moi cam két, luén & vi tri dan dau

Cong ty ton tai dé “giam nhe noi dau va bénh tat”

Thit ty cac trach nhiém: Khach hang, nhan vién, xa hoi, o
dong

Co héi cho cac ca nhan, khen thudng dwa trén cong trang
Phi tap trung héa bang sang tao va kha nang san xuat

Dich vu than thién véi gia tri cao, coi khach hang nhw nhiing
ngudi khach cia gia dinh that su

Con nguoi 1a quan trong nhat

Lam viéc hét sitc nhung van gitt dugc niém vui trong cong
viéc

Lién tuc ty cai tién

Vuot 1én nghich canh dé xay dung tinh cach ctia cong ty
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Merck!43

Motorola'#

Nordstrom'+-

Philip
Morris'46

“Cong viéc kinh doanh ctia chung toi la gin git va nang cao
cudc song con ngudsi. Moi hanh déng ctia ching t6i phai
dugc danh gia bang thanh cong trong viéc dat dugc muc
tiéu trén.”

Trung thuc va chinh truc

Trach nhiém déi vé6i xa hdi cda cong ty

Cai tién dua trén khoa hoc, khéng bat chudc

Tim kiém sy hoan hao trong moi mat cda coéng ty

Tim loi nhuan tir cac hoat dong dem lai 1¢i ich cho con nguoi

Phuc vu cong ddng bang viéc cung cip san pham va dich vu
c6 chat luong cao, gia cd phai chang

Lu6n ty lam maéi minh

Khai thac kha nang sang tao tiém an ti ndi bo cong ty
Lién tuc tién bd vé moi mat: y tudng, chat lugng, dich vu
khach hang

Doi xt v6i nhan vién nhu 1a mot ca nhan cé pham gia
Trung thuc, chinh truc, dao dic trong moi phwong dién kinh
doanh

Dich vu khach hang 1a trén hét

Lao dong hét minh véi nang sut cao
Khéng bao gid bang long, lién tuc cb gang
Tao danh tiéng cho cong ty

Quyeén ty do ca nhan (quyén hut thude, duge mua bat ky
san pham gi ban mudn) dang duoc bao vé

Chién thang, luén la ngudi s6 mot

Khuyén khich cac sang kién cd nhan

Tao co hoi thang tién cho nhan vién duya trén thanh tich céng
hién, bat ké gidi tinh, ching toc, giai cAp

Lao dong hét minh va luén tu cai thién
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Procter -
& Gamble!” -

Sony148 -

Wal-Mart!4 -

Walt -

Disney!>° -

San pham hoan héao
Lién tuc ty cai thién
Trung thuc, cong bang

Tén trong va quan tam dén ca nhan

Mong dat dugc niém vui c6 dugce do phat trién, cai tién va
ap dung cong nghé vi loi ich cda cong dong

Nang cao doi séng van héa cia Nhat Ban

Luon 1a nguoi dan dau

Tén trong va khuyén khich kha nang va sang tao cia nhan
vién

Cung cap gia tri cho khach hang - 1am cho cudc séng tot
dep hon véi gia ca ha va nhiéu lya chon

Boi ngugc dong, thach thic cac 1y thuyét truyén thong
Cung hoi cung thuyén véi nhan vién

Lao dong vaGi nhiét tinh, dam mé va trach nhiém

Theo dudi cac muc tiéu cao ca

Khéng chap nhan sy hoai nghi, yéu thé

Chu y dén tinh nhat quan va chi tiét

Lién tuc phat trién théng qua kha nang sang tao, tudng tuong
Quan ly va gin gitt hinh anh ky diéu cda Disney

DPem niém vui dén cho moi ngudi. Nuoi duéng, bdo téon cac
gié tri kiéu My

* Bang trén day thé hién cac tu tudng cot 16i mang tinh nhat quan trong
sudt chiéu dai lich st ctia cac cong ty hang dau trong nghién ctiu ctia ching
toi. Chiing t6i khong don thuan lap lai nhitng tuyén bd vé muc tiéu, gia tri,
hoai bao, nhiém vu... mdi nhét cda ho, ching t6i ciing khong chi dua vao
mot nguodn tai liéu nao. Nguoc lai, chiing téi tim kiém sw nhat quan mang
tinh lich s trai qua nhiéu thé hé quan Iy cda cac cong ty nay.
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Loi noi hay hanh dong?

Lam sao c6 thé biét chic cac tu tudng cot 16i cda cac cong
ty trén khong chi don thuan la nhing tuyén bo, nhitng 16i
nodi tot dep? Co hai cau trd 10i cho cau héi nay. Mot 13, cac
nghién cttu tam 1y xa hoi chi ra rang khi con ngudi tuyén
bd cong khai trudc du luan vé viéc tan thanh mot quan
difm nao do, thi ho c6 khuynh huéng hanh dong, ing xit
nhat quan véi quan diém d6, ngay ca khi trudc kia ho
khong hé c6 quan diém nay.'*' Noi cach khac, ty than hanh
dong tuyén bd vé nhitng tu tudng nay (diéu ma cac cong ty
hang dau lam & muic do 16n hon rat nhiéu so véi cac cong
ty so sanh) da c6 anh hudng dén su kién dinh theo duoi tu
tudng do.

Hai 13, diéu nay quan trong hon, khong chi tuyén bd, cac
cong ty nay tién hanh cac budc, cac bién phap nham lam
cho tinh than, tu twéng d6 thdm nhudn, lan téa khap t0
chite, khién cho no vuot lén trén bat ct ca nhan lanh dao
nao. Trong cac chuong ké tiép, chung toi sé lan luot miéu ta:

+ Cac cong ty hang dau truyén ba tu tuwéng cho nhan
vién cda ho t6t hon cac céng ty so sanh, ho tao ra nén
van hoa cong ty rat manh mé, do6i khi mang mau séc
ton gido va nghi thitc cao xung quanh nhitng tu tudng
nay.

+ Cac cong ty hang dau hét sttc than trong trong viéc
dao tao va tuyén chon doi ngi quan tri cap cao sao
cho phu hop t6i da vé6i hé thong tu tuéng ctia ho, hon
la cac cong ty so sanh.
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+ Cac cong ty hang dau thé hién suv kién dinh cao hon
trong viéc gan két tu twdng cot 16i véi cac mat khac
nhu muc tiéu, chién lugc, chién thuat, thiét ké t6 chuc...
khi so vdi cac cong ty so sanh.

Di nhién, dé lam dugc nhitng diéu nay khong phai 1a dé
dang. Jack Welch (cong ty GE) da ting noi lén nhitng kho
khan khi phai hoat dong trong su cang thang, gidng co
gitta ly tudng va thyc dung (theo cach noi cua 6ng la giita
nhitng con s6 va nhing gia tri).

Nhting con s6 va nhitng gia tri. Ching t6i khong c6
cau tra 1oi sau cung - it ra la t6i khong c6 cau tra loi
nhu vay. Nhitng nguoi dat dugc doanh s6 va chia sé
cac gia tri v6i chung t6i duong nhién dugc thing tién.
Nhitng nguoi khong dat duoc doanh s6 song van chia
sé cac gia tri o vi tri thit hai. Nhitng ai khong tao ra
doanh s6 va khéng co gia tri - rat dé giai quyét. Van
dé 1a ¢ nhitng nguoi tao ra doanh sd6 nhung khong
chia sé cac gia tri: Chung to6i thuyét phuc ho, chung
toi gap rat nhiéu khé khan véi ho.'s2

Trong thuc té, khong phai Iic nao mdt cong ty hang dau
cling tiéu biéu cho cac tuw twdng ctia ho. Vi du, GE da cé vai
vi pham vé dao dic va luat phap vao nhitng nam 1950 va
1960, trong d6 c6 vu tai tiéng khi thoéng dong véi mot s6
cong ty sdn xuat vao nam 1955. Vao nam 1991, cong ty
P&G tirng ngam ngam tim cach c6 dugc cac doan bang ghi
am dién thoai ¢ Cincinnati nham diéu tra va trieng phat
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nhitng nguodn tin nodi bo da 16 ra cho td bao Wall Street
Journal.*>® Hanh dong trén r6 rang la sy pha vo gia tri lau
doi cia cong ty trong viéc ton trong cac ca nhan. Ngay ca
J&]J cling phai c¢6 gang rat vat va dé gin gitt va theo dudi cac
tin diéu noi tiéng ay. Vao nam 1979, tirc 1a 36 nam sau khi
ban tin diéu néi tiéng cia Robert W. Johnson ra doi, cong
ty J&J tién hanh mét qua trinh tim kiém lai nhitng tinh than
cda ban tin diéu do trén mot quy moé rong lén. Giam doc
diéu hanh lic bay gio, Jim Burke noi:

Nhttng ngudi tién nhiém tuyét déi tin twéng vao ban
tin diéu, song cac nha quan ly va diéu hanh hién tai
khong that su hét cong theo dudi nhitng cam két doé...
Do dé, toi tap hop 20 nha quan ly hang dau cda cong
ty lai va tuyén bé: ‘Day 1a ban tin diéu cda cong ty.
Hodac 1a ching ta phdi theo dung nhitng cam két da
ghi trong do, hoac la xé bo no di’... Cubi buoi hop, cac
nha quan 1y ciia cong ty da c6 hiéu biét sau sic hon
cling nhu nhiét tinh va tin tuéng hon vao ban tin diéu
nay. Tiép theo, ching t6i tiép tuc gap g& ting nhom
nhé cac nha quén 1y cda coéng ty trén toan thé gidi
cling v6i dé tai nay.'™

Cac cong ty hang dau khong phai lic nao ciing hoan
hao. Nhung qua cac truong hgp trén cua J&J va GE, chung
ta c6 thé thdy nhin chung ho déu da nhan manh vao viéc
phai c6 mot tw twéng cot 16i, cling nhw né lyc rat 16n dé duy
tri noé. Va diéu chd yéu la ho lam nhtng diéu nay tot hon
so V(i cac cong ty so sanh trong nghién cttu cia chung toi.
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CAC HUONG DAN DANH CHO CAC CEO,
CAC NHA QUAN LY, CAC NHA KINH DOANH

Mot buéc vO cung quan trong trong viéc xay dung mot
cong ty hang dau la viéc xac dinh ré tu tudng cot 16i cda
cong ty. Dua trén nhitng két qua nghién citu ching toi dua
ra mot dinh nghia vé tu tuéng cot 16i gom hai phan nhu
sau:

Tuwtwébng = Cac gia tri cot 16i
- +
cot 16i R
Muc tiéu

Cac gia tri c6t16i = Cac nguyén ly chud chét va lau dai cia t6 chic, cac
nguyén tac hudng dan chung nhat. Khéng nén nham
1an chung véi cac thuc hanh vé van héa hay van hanh
cong ty. Cac nguyén ly nay phai dugc gitt vitng, khog
duge dem ra danh doi 1ay nhing loi ich tai chinh hay
dong co ngan han.

Muc tiéu = Ly do ton tai chu yéu cda t6 chiic, vuot 1én trén viée
tim kiém lgi nhuan théng thuong. Pay 1a mot muc tiéu
huéng dao, xin ding nham 1an voi cac muc tiéu kinh
doanh hay cac chién lwge kinh doanh cu thé.

Cac gia tri cot 16i

bay la nhiing nguyén 1y chd chot, ton tai lau dai, khong
dugc dem ra thdéa hiép dé doi lay loi ich tai chinh hay dé
thuc hién nhiing dong co ngan han. Trong cu6én sach nhé
Kinh doanh va niém tin, Thomas J. Watson (con), cuu Giam
doc diéu hanh IBM da binh luan vé vai tro cda cac gia tri
cOt 16i (6ng ta goi 1a cac niém tin) nhu sau:
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Toi tin rang sy khac biét gitta thanh cong va that bai
cda mot t6 chic thuong lién quan dén viéc t6 chic
khai thac va tan dung nang lyc va tai nang cua con
ngudi dén mitc nao. T6 chic da lam gi dé moi thanh
vién déu c6 cung chung mot sy nghiép voi nhau?...
Lam thé ndo d€ duy tri tinh than d6, cung véi ¥ thiic
dinh huéng trai qua cac thay doi t thé hé nay qua
thé hé khac? Theo t6i, cau tra 10i ndm trong sic manh
cda cai ma chung ta goi la niém tin, cing nhu su thoi
thic cda niém tin ay doi v6i moi nguoi. Toi tin tudng
sau sac rang dé ton tai va gat hai thanh cong, mot to
chitc can phai xay dung dugc mot hé thong cac tin
diéu, trén co sé dé xay dung cac chinh sach va hanh
dong cu thé. Tiép do, toi tin rang, yéu to quan trong
hang dau trong thanh cong cda doanh nghiép 1a su
gan b6 chat ché va trung thanh voi nhitng niém tin
dé. Niém tin phai luon di truée chinh sach, thuc hanh
va muc tiéu. Nhitng yéu t6 nay phdi duoc diéu chinh
néu chuing vi pham céac niém tin co ban, chdi chot
[chung t6i nhan manh].'

Trong da so cac truong hop, mot gia tri cot 16i phai duogc
dién t4 mét cach don gidn nhat: 0 Wal-Mart, Sam Walton
da noi vé gia tri hang dau nhu sau: “Chung toi dat khach
hang 1én trén hét. Néu ban khong phuc vu khach hang
hoac hd trg cho nhiing ai phuc vu khach hang, thi ban
khong phai 1a ngudi ching t6i can”.!’¢ James Gamble phat
biéu don gidn va tao nha vé gia tri cot 16i - Chat luong san
pham va kinh doanh trung thyc - ctia cong ty P&G nhu sau:
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“Néu ban khéng lam ra dugc mot sdn pham cé chat luong
tot, hay lam lai sdn pham d6 du vat va dén thé nao di
nita”.’’ John Young, cuu Giam doc diéu hanh HP tuyén bd
“Puong 16i ciia HP - HP Way” - 1a sy ton trong va quan tam
dén cac ca nhan, v6i phuwong cham “lam cho nguoi khac
nhitng diéu ban muén ngudi ta lam cho minh, d6 1a tat
ca”.1s8 Nhu vay, gia tri cot 16i c6 thé dugc thé hién bang
nhiéu cach, song chung luon don gian, ré rang, thﬁmg than
va day sic manh.

Cac cong ty hang dau nhin chung chi cé vai gia tri cot 16i,
thuong 1a ti ba dén sau gia tri ma thoi. R6 rang 1a sb luong
nay khong thé nhiéu hon duoc, vi day 1a nhing gia tri hét
sttc co ban va it khi thay déi.

Xac dinh duogc cac gia tri cot 16i cda to chic co v nghia
vd cung quan trong. Néu néu ra qua nhiéu gia tri, ban sé
khong r6 dau 1a gia tri cot 16i that sy. Néu ban chuan bi xay
dung mot tuyén bd vé gia tri cot 161, xin hay thit trd 16i cau
héi sau: “Gia tri nao 1a gia tri ma ta sé theo dudi, séng chét
v6i n6 du hoan canh bén ngoai c6 thay déi, tham chi tao
ra nhtng bat loi cho ching ta? Nguoc lai, nhitng gia tri nao
ching ta san long thay doi hay vitt b néu méi truong bén
ngoai khong thuan 1¢i?” Cac cau hoi nay sé giup ban xac
dinh duwoc dau la gia tri c6t 16i that su.

Mot luu ¥ quan trong: Xin dimg nham 1an khi coi cac gia
tri c6t 161 clia cac cong ty hang dau la ngudn dé xac dinh
cac gia tri cot 161 cho cong ty, t6 chiic ctia ban. Cac tu tuwdng
c6t 16i khong bao gid dén tir viec bat chudc tu tudng cda
nguoi khac - ngay cd ti cac cong ty hang dau cing vay,
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cling khong hinh thanh tw ménh lénh bén ngoai, tw cac ly
thuyét quan tri trong sach vé, hay tit su tinh toan don thuan
xem gia tri nao thuc dung, pho bién va c6 co hoi nhat.
Khong, khong phai nhu vay. Diéu quan trong nhat 1a phai
nam bét dugc ban that sy tin tudéng diéu gi, chit khong phai
nhing diéu ma cac cong ty hang dau hay bat ¢t ai tin tudng.

Can hiéu rang, tv tudng cot 16i ton tai nhu mot yéu t6 noi
tai, doc lap v6éi moi truong bén ngoai. Theo mot cach twong
ty, nhiing nguoi sang lap ra nudc My khong néu ra tu
tudng vé tu do va cong bang bédi vi moi trudng bén ngoai
doi héi diéu dé. Ho cting khong bao gid mong nhan dan My
dé bd nhitng tv tudng d6 do anh hudng cia moi truong
bén ngoai. Trai lai, ho coi tu do va céng bang la nhing ly
tuéng hién nhién, bat diét, nhitng 1y tudng sé soi sang va
dan duong cho cac thé hé nguoi My trong tuwong lai. Diéu
nay cling xdy ra doi v6i cac cong ty hang dau.

o) mot cong ty hang dau, cac gia tri cot I6i tu than ching khong
can su giai thich suy Iy hay bén ngoai nao. Chiing khong lung lay
va thay ddi theo thoi gian. Ching cling khong thay ddi khi diéu
kién thi truong thay déi.

Robert W. Johnson (con), khong viét ban tin diéu cda J&]J
vi chung lién két véi 1oi nhuan hoac vi o6ng ta da doc dugc
nhiing diéu nay trong sach vé. Ong ta viét ra ban tin diéu
bdi vi cong ty hién than cho nhiing niém tin sau sic ma
ong ta muédn gin git. George Merck II tin tuéng sau sac
rang thu6c chta bénh la danh cho ngudi bénh, 6ng ta
mong mudén moi nhan vién coéng ty cung chia sé niém tin
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d6. Thomas J. Watson (con) miéu td cac gia tri cot 16i cda
IBM 1a niém tin tuyét doi cda cha ong: “Doi voi cha toi, cac
gia tri d6 thong tri cd cudc doi, chung phai dugc bao ton
bang moi gia, ching phai duoc truyén dat cho moi nguoi,
phai dugc tuan thd trong sudt cudc doi kinh doanh.”!s
David Packard va Bill Hewlett khong tao ra “phong cach
HP” hay “nguyén nhan ton tai cda HP”, ho chi c6 mot niém
tin to 16n vé cach ma mot doanh nghiép duoc xay dung, sau
d6 ho thuyc hién cac budc dé néu ra va pho bién nhing niém
tin d6 sao cho chung dugc gin gitt va noi theo. Ho theo dudi
cac niém tin d6 bat chap nhiing quan niém quan tri dang
thinh hanh lic do6. Khi nghién cttu cac van ban lvu tri¢ tai
cong ty, ching toi bat gap phat biéu sau ctia David Packard:

[Vao nam 1949] t6i c6 tham duy mot cudc hop cua cac
nha lanh dao kinh doanh, tai dé toi de nghi cac nha
quan tri nén c6 nhitng trach nhiém cao hon ngoai
viéc dem lai loi titc don thudn cho cac c6 dong. Toi
néi rang chung ta c6 trach nhiém déi véi nhan vién
trong viéc thita nhan nhan pham cda ho, va dam bao
cho ho quyén dugc chia sé cac thanh cong trong cong
viéc. Téi cling chi r6 rang chung ta c6 trach nhiém déi
v6i khach hang, véi cong dong. Toi rat ngac nhién la
khong ai trong cudc hop dong y voi cac quan diém
cda to6i cad. Du ho van gitt thai do nhad nhan, lich su
khi khéng dong y véi toi, 16 rang ho da tin rang toi
khong phai 1a mot nguoi trong sd ho, rang toi khong
dd pham chat dé diéu hanh mot cong ty 16m.'%
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Hewlett, Packard, Merck, Johnson, Watson khong chi dua
ra nhitng cau héi nhu “Gia tri kinh doanh nao sé toi da hoa
loi nhuan?”, “Triét Iy nao 1a dep mat?” hay “Niém tin nao
sé lam hai long cong dong tai chinh?”. Khong! Ho tim hiéu
va da xac dinh ré nhitng diéu mau chot bén trong cac van
dé nay mot cach hét sudc ty nhién. Van dé & day khong chi
1a niém tin, ma 1a mitc dé cua niém tin va tinh nhat quan
d6i voi nhimg 1y twdng cda cac t6 chic cda ho. Mot 1an nita,
chiéc chia khéa vang 1a tinh chdn thuc, tinh chan thuc
tuyét doi cda nhting niém tin do.

Muc tiéu

Muc tiéu 1a mot nhém 1y do co ban cho su ton tai cda
cong ty bén ngoai viéc tim kiém loi nhuin. Muc tiéu duogc
xac dinh bdi viéc tra 16i cac cau hdi cia David Packard da
trinh bay & phan trudc cia chuong ndy. (“T6i mudn trinh
bay xem tai sao [6ng ta nhan manh] céng ty ching ta ton
tai, tai sao chung ta c6 mat ¢ day? Theo t6i, nhiéu nguoi da
sai 1am khi cho rang mot cong ty lap ra chi 1a dé kiém tién.
That ra d6 chi 1a mot két qud quan trong cda su ton tai ctia
cong ty, va ta can di sau tim hiéu Iy do chinh yéu cda su
ton tai nay”).

Muc tiéu khong nhat thiét phadi mang tinh doc nhat, chuyén
biét. Hai cong ty c6 thé c6 cung muc tiéu, cing nhu chuing
c6 thé cung chia sé niém tin vao mot gia tri nao do. Vai tro
trudc tién cda muc tiéu la dé huwéng dan va truyén cam
hitng, chit khong can thiét phai tao nén su khac biét. Vi du,
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c6 thé c6 nhiéu cong ty c¢6 cung muc tiéu véi HP vé viec
dong gop cho xa hoi qua cac san pham dién t¥ nham dem
lai tién bo trong khoa hoc va phuc loi cho con ngudi. Van
dé 1a & ché litu cac cong ty nay c6 kha nang theo dudi cac
muc tiéu d6 mot cach kién dinh, nhat quan nhuw HP hay
khong? Ciing giéng nhu cac gia tri c6t 16i, van dé & day la
tinh xac thyc cda muc tiéu, chit khong phai la sy khac biét
don thuan.

Khi da dugc hinh thanh mot cach ding dan, muc tiéu co
thé rong 16n va lau dai, dan dat t6 chic trong mot thoi gian
rat dai. Roy Vagelos, khi nhin vé twong lai mét tram ndam
toi, da mo ta vai tro lau dai cda muc tiéu & cong ty Merck
nhu sau:

Hay tudng tuong tat cd chung ta béng nhién & vao
nam 2091. Rat nhiéu chién lugc va phuong phap kinh
doanh sé phai thay déi do nhitng su phat trién chung
ta khong luong trudc duoc. Nhung du c6 thay doi gi
trong cong ty di nita, thi van c6 mot diéu quan trong
nhat khong thay déi - d6 1a tinh than ctiia con nguoi
§ cong ty Merck. Toi tin rang dén Lic ay tinh than
dong doi cda chung ta van nhuw ngay hom nay... Toi
tin tudng diéu dé vi quyét tam cla cong ty trong viéc
chién dau véi bénh tat, gidm nhe ndi dau va gitp dé
con ngudi sé 1a nguon cdm hing cho nhing gidc mo
vi dai nhat. D6 1a mot sy nghiép bat diét, dan dét
ching ta - nhitng thanh vién cda Merck - dén nhing
thanh cong to 16n hon nita trong tuong lai.'®
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That sy mot cong ty hang dau lién tuc theo dudi cac muc
tiéu cda n6 nhung khong bao gio hoan toan dat dwgc hay
hoan thanh cac muc tiéu d6, nhu thé ching ta dang c6 di
t6i duong chan troi hay duéi theo mot vi sao. Walt Disney
thau hiéu duoc ban chat trudng ton, khong bao gio két thuc
ciia muc tiéu khi 6ng noi:

Disneyland sé khong bao gic hoan thanh chung nao
ma sy tudng tuong con ton tai trén thé gidi nay.!s

Twong tu, HP ciing khong bao gid c6 thé néi “Chung t6i
khong thé céng hién dugc gi hon nita”. GE cling sé khong
bao gid hoan thanh nhiém vu nang cao chat luong doi song
con ngudi thong qua cai tién va cong nghé.

Marriott c6 thé phat trién qua nhiéu giai doan, c6 thé dua
ra nhitng san pham méi chua ai hinh dung dugc trong thé
ky XXI, song ho sé khong bao gio hoan thanh tron ven
nhiém vu “khién cho nhting du khach xa nha cdm thay ho
dang that sy dugc chao don gitta nhitng nguci ban”.

Motorola c6 thé phat trién qua cac san phdm radio st
dung tai nha, radio st dung trong xe hoi, tivi, ban dan, vi
mach, dién thoai di dong, hé th6ng vé tinh v.v... nhung sé
khong bao giod vugt qua dugc thach thic “phuc vu cong
dong bang cach dem lai nhing san pham, dich vu chat
lugng cao, gia thanh ha”.

Disney ciing vay, ho c6 thé san xuat ra rat nhiéu phim
hoat hinh, roi Disneyland, Furo Disney, va nhiéu san pham
khac nita chua ai biét dugc, song ho khong bao gid c6 thé
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vuot qua nhiém vy can ban cda cong ty: “dem lai hanh
phuc cho triéu triéu con nguoi”.

Doi véi cong ty Sony, du ho c6 cung cap bao nhiéu sdn
pham hién dai va da dang di nta, thach thic van & phia
trudc, nam ngay trong muc tiéu co ban cda cong ty “tim
niém vui trong viéc ap dung cac cai tién cong nghé nham
dem lai hanh phuc va lgi ich... va nang cao nén van hoéa
Nhat Ban”.

N6i ngan gon, mot cong ty hang dau c6 thé va luén luoén
phat trién nhitng cong viéc kinh doanh mdi mé, song van
luén dugc dan duong béi cac muc tiéu can ban cda no.

V6i ngu ¥ ndy, néu ban dang suy nghi vé muc tiéu cho
cong ty cda ban, xin dung chi viét ra mot cau mé ta cu thé
vé san pham hay khach hang (“cong ty ching t6i ton tai dé
cung cap san pham X cho khach hang Y”). Vi du, déi véi
Disney thi tuyén bd “Chung téi ton tai dé san xuat phim
hoat hinh cho tré em” khong thé coi 1a mot tuyén bo vé muc
titu dung déan, c6 kha ning ton tai lau dai. Trong khi do,
“Sit dung 6c tudng tugng dé dem lai hanh phic cho con
nguoi” ¢6 thé dé dang tré thanh muc dich ctia cong ty nay
trong sudt ca tram nam. Van dé quan trong la tim ra duogc
nhitng nguyén nhan sau xa hon, can ban hon cho su ton
tai cda mot cong ty, mot t6 chitc. Muon xac dinh muc tiéu,
hay dat ra cau hdi “Tai sao chung ta khong dong cita cong
ty va chia tai sdn cho cac co doéng?”. Sau do, hay c6 tim
kiém mot cau tra 1oi ding dan cho cau hdi trén, khong phai
chi vao thoi diém hién tai ma ca trong twong lai xa hon nita.
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Chiing t6i mudn ndi ré6 & day rang chung toi khong hé
tim thdy mot tuyén b6 chinh thitc va ré rang nao vé muc
tiéu trong tat ca cac cong ty hang dau ma chung toi nghién
ciu. Nguoc lai, doi khi chung téi thdy cac muc tiéu duoc
trinh bay mot cach ngu vy va khong chinh thitc. Tuy nhién,
muc tiéu va gia tri cot 16i c6 nhiing khac biét co ban vé vai
tro va tinh chat, va c¢6 dén 13 trong 18 cong ty hang dau
trong nghién cttu cda ching t6i - vao mot thdi diém nao do
trong lich st - da c6 nhitng tuyén b6 (r6é rang hoac ngu v,
chinh thitc hoac khong chinh thitc) nhu la vé cac muc tiéu
cda ho. Chinh vi nhting 1& d6, can thiét phai coi muc tiéu
1a mot thanh phan cu thé, riéng biét cia mot tw tudng cot
161.1% Chuing t6i thdy rang hau hét cac cong ty déu huéng
lgi tu viec xac dinh ro6 ca “gia tri cot 16i” va “muc tiéu” trong
tu tudng cong ty, chinh vi vay chung toi khuyén khich cac
ban ciing lam nhu vay.

Luu y dac biét cho nhitng nguoi khong phai la CEO

Mac du chuwong nay dugc viét trén gbc nhin cia mot to
chiic, theo chuing t6i, nhitng quan diém nay van cé thé ap
dung & moi cap do quan 1y trong t6 chic. Khong co 1y do
gl ngan can ching ta xay dung mot tu twdng cot 16i cho
nhém lam viéc hay phong ban cda minh ca. Néu cong ty da
c6 mot tu tudng cot 16, ré rang tu twdng do sé han ché va
anh huéng lén tv twdng cliia phong ban - nhat 1a vé khia
canh cac gia tri c6t 16i. Tuy thé, ban van c6 thé cé nhing
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muc tiéu cho phong ban, nhém cda ban than, xay dung
mot tuw tudng véi nhitng tiéu chuan riéng biét. Chang han,
trd 10i cac cau héi “Ly do ton tai cia phong/ban nay la gi?
Néu n6 khong ton tai thi c¢6 thiét hai gi?”

Con néu nhu cong ty khong ¢6 mot tu tudng cot 16i thi
ban van c6 thé - tham chi con tu do hon - lap ra tu tudng
dé & cac muic do phong ban cda ban. Bang cach do, tham
chi ban c6 thé tré thanh ngudi di dau trong viéc thuc day
st hinh thanh mot tu tudng c6t 161 trén pham vi toan cong
ty. ba c6 nhing vi du cho thay mot s6 nhém, phong ban
thanh céng trong cong viéc gay stc ép lén tong cong ty
bang viéc tao ra nhing khuoén mau ti bén trong.

Luu y danh riéng cho cac nha kinh doanh va quan ly
doanh nghiép nho

Khoéng phai tat ca, ma chi mot s6 it cac cong ty hang dau
khdi nghiép véi mot tu tudng ré rang. Do la truong hop cda
J&]J va Sony, hinh thanh nhitng tu tudng cot 16i t giai doan
dau tién. Con nhing cong ty nhu HP va Motorola chi hinh
thanh tu tudng cia minh sau khi da trai qua giai doan phat
trién dau tién, thuong la khodng mot thap ky sau khi thanh
lap (nhung trude khi ho trg thanh nhing cong ty 16n). Trong
nhitng budc di chap ching dau tién, hau hét déu c6 gang
on dinh dé cat canh, cac tw tudng chi tré nén ré rang sau
khi cong ty da c6 su tién bo vuot bac. Do d6 néu ban dang
& budc khéi nghiép va van chua thé dinh hinh duge mot tw
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tudng c6t 16i cho cong ty thi cting khong sao. Song ban nén
lam diéu d6 cang s6m cang tot. Va thuc sy ma noi, néu ban
da c6 thoi gian doc cuon sach nay, chung t6i manh dan
khuyén khich ban danh thoi gian dé xac lap tu tudng cot
16i cho cong ty ban ngay bay gio.

XAY DUNG DE TRUONG TON
166

CHUONG BON

GIN GIU CAI COT LOI -
THUC DAY SU TIEN BO

Gin gitt
cai cot I6i

Thuc diy

su tién bo

Paul Galvin thic ddy chung téi tién vé phia trudc, luén luon
van dong... Ong thuc dfiy s lam mdi lién tuc, sy thay dai.
Nhung diéu d6 phai c6 gi6i han: luén luén phdi ap 4 nhing
nguyén tic co bdn da dugc xac dinh.

ROBERT W. GALVIN,
cuu Gidm dbéc diéu hanh, Motorola, 199164

St nhat quan cia nguyén tic dd dinh huéng ching toi -
nhitng nguyén tic da tré thanh dic tinh riéng biét cia P&G ti
hoi cong ty thanh lap nam 1837. Trong khi dugc dinh huéng
dén tién bo va tang trudng, diéu cot yéu la moi nhan vién déu
hiéu dugc rang cong ty khong chi quan tam dén két qua ma
con quan tam dén cach dat dugc nhitng két qua do.

ED HARNESS,
Cuwu chu tich P&G, 19716
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rong chuong 3, chung toi da trinh bay vé tu
tudng cot 16i nhu 1a mot thanh phan chd chdt ciia mot cong
ty hang dau. Nhung chi c6 tu twéng théi thi chua thé tao
nén mot coéong ty thanh cong duge. Néu co tu twéng ma chi
ngdi yén va tr chdi thay déi, ban sé bi thé gidi qua mat lap
tic. Sam Walton déa chi ro: “Ban khong thé chi gitt lai nhing
gi da thanh cong trudc day, vi moi tht xung quanh deéu
thay d6i. D& thanh coéng, ban can phai vugt lén trén nhing
thay do6i do”.166 Tuong tu nhu thé, Thomas J. Watson (con)
da bao trudc trong cudn sach méng Kinh doanh va niéem
tin nhu sau:

Néu mot t6 chitc phai déi mat véi nhitng thach thitc
t¢ mot thé gidi luon thay doi, té chiic dé phdi sdn
sang thay doi moi thit ngoai trit nhitng niém tin co
bdn nhdt... Piéu quan trong nhdt trong mot té chuc
phdi la triét ly kinh doanh co bdn cua né. [ching t6i
nhan manh]'¢’

Theo chung t6i, IBM bat dau danh mat vi tri hang dau tw
cudi nhitng nam 1980, dau nhitng nam 1990 mot phan la
do cong ty da bd quén 10i canh bao tham thia cda Watson
noéi trén. RO rang trong ba “niém tin co ban” ctia cong ty
(quan tdm dén nhan vién, lam khach hang hai long, luén
c6 gang lam moi viéc tré nén dung din, chinh xac), ching
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ta khong hé thay nhiing chi tiét nhu dong phuc, chinh sach
cu thé, quy trinh cu thé, trat ty trong t6 chiic, hay cac may
vi tinh v.v... B6 khong phai 1a nhing gia tri cot 16i. IBM 1é
ra nén thay déi tat cd nhing diéu dé cho phu hgp véi méi
truong, ngoai tri nhiing gia tri cdt 16i nhat. Thay vao dé, ho
duong nhw da bam viu qua lau vao phuwong cach thyc hanh
va nhiing thé hién van hoa cda cac gia tri do. Chung t6i thay
rang néu lam lan gitta tu tudng cot 16i va nhing thuc hanh
cu thé thi cac cong ty sé gap phdi nhitng rac rbi. Cong ty
khong thé duy tri qua lau nhing thit dang ra phai thay déi
dé thich nghi v6i hoan cdnh mdéi. Mot két luan quan trong
dugc rut ra ¢ day: Mot cong ty hang dau luén gin gitt va bao
vé tu tuwdng cot 16i, song moi biéu hién cu thé cla tu tudng
ay can luén san sang thay doéi dé phat trién. Vi du:

+ “Ton trong va quan tam dén méi nhan vién” la phan
bat bién va truong ton trong tu tudng cda cong ty HP,
con viéc “phuc vu banh keo va trai cay cho nhan vién
vao 10 gio sang hang ngay” chi la mot bién phap
thuc hanh ¢6 thé thay doi dugc.

« “Vugt trén sy mong doi cda khach hang” la ton chi
cda Wal-Mart, trong khi viéc sap xép cho nhan vién
dung don khach ngay tai cita chinh cda cac gian hang
chi 1a mot bién phap c6 thé thay déi khi can thiét.

+ V6i Boeing, tu tuwdng c6t 16i 1a “luén la ngudi tién
phong trong nganh hang khong”, tw tuéng nay la bat
bién. Viéc theo dudi san xuat may bay ché khach cé
16n chf 1a mot chién lugc don thuan, c6 thé thay doi.
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+ “Ton trong sang kién ca nhan” la tu tudng cda 3M,
con quy dinh cho phép cac nhan vién ky thuat tuy y
st dung 15% thoi gian ctda cac du an chi la mot bién
phap cu thé.

+ “Phuc vu khach hang trén hét” 1a phuong cham vinh
ciu cda Nordstrom, con nhitng cach thitc nhu tap
trung vao tung khu vuc dia 1y, bo tri nguoi choi piano
ngay tién sanh, quan ly hang ton kho v.v... 1a nhing
cai c6 thé thay doi theo thoi gian va hoan canh.

+ Tu tudng bat bién cda Merck 1a “gin git va nang cao
doi séng con ngudi”, con nhitng cam két nghién cttu
tim ra thudc chita can bénh cu thé chi la mot chién
lugc nhat dinh, trong mot thoi gian nhat dinh.

biéu quan trong nhat la khong dwgc nham lan gitta tu
tudng cot 16i véi nhitng yéu khac nhu van hoa, chién lugc,
bién phap, van hanh, chinh sach va nhitng thyc hanh khong
quan trong khac. Theo thoi gian, moi thi noi trén déu sé
phai thay doi, chi trt mot thi, d6 1a tu tudng cot 16i. D6 1a
diéu ta can lvu ¥ néu mudén xay dung mot cong ty thanh
cong va truong ton.

Va diéu nay chinh 1a khai niém trong tam ctia cuén sach:
dong co tiém an cua viéc “gin gitt cai cot 161 va thuc day su
tién bo” chinh 1a ban chat ciia mot cong ty hang dau. Chuong
nay sé dong vai tro nhw mot 16i gi6i thiéu ngan gon cho rat
nhiéu cau chuyén chi tiét cda cac céong ty hang dau nham
minh hoa cho quan diém trén & cac chwong con lai.
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PONG CO CUA SU TIEN BO

Tu twdng cot 16i cda mot cong ty hang dau c6 lién hé chat
ché v6i mot suw quyét tam, thoi thuc, khao khat tién bo, thuc
day cac thay doi va chuyén dich vé phia trude trong moi bo
phan khong mang tinh “cot 16i”. Ham mudn nay mang tinh
chat rat “ngudi” - ham muon kham pha, sang tao, chiém
linh, thay d6i va tién bo. Long khat khao tién bo khong chi
don thuan la nhi*tng khau hiéu, no phéi la mét khao khat
sau tham t bén trong to chiic.

Chinh do6 la diéu da khién Sam Walton trong nhiing ngay
cudi doi van tiép tuc ban bac vé doanh sé ban hang véi
mot nhan vién quan 1y cta hang dén tham o6ng ta trong
bénh vién. Do cling la nhitng thoi thuc doi voi J. Willard
Marriott, nguoi luén song theo phuong cham “luén luon
lam viéc va cong hién, dén tan khi lia doi... 1am sao cho méi
ngay déu c6 y nghia”. 168

Niém khat khao tién bd d6 cing théi thuc Citicorp dat
muc tiéu tr¢ thanh mot t6 chirc tai chinh hang dau thé gidi
ngay tit nhitng ngay dau, khi ho con rat nhd bé, dén muc
chi mot muc tiéu tdo bao cling c6 thé dugc xem la ngd
ngan, néu khéng mudn noi la ngu ngdc. Pieu dé cing da
thoi thuc Walt Disney dat cugc danh tiéng cua cong ty vao
Disneyland - mét san phdm hoan toan khéng c6 mot di
kién nao vé nhu cau thi truong trudc do. Ford cling vay. Voi
nhitng thoi thuc twong ty, ho hudng t6i twong lai véi muc
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titu day tham vong “dan chd héa xe hoi”, tt d6 da dé lai
mot dau 4n khong thé phai md trén thé gidi. b6 ciing 1a 1y
do Motorola theo dudi phuong cham “luon chuyén dong vi
lgi ich cda chinh su chuyén dong do”, theo dé ho lién tuc
dwa ra hang loat sdn pham, theo dudi tiéu chuan chat
lwong t6i wu “sau sigma” (3-4 phé pham trén 1.000.000
san pham). Robert Galvin da dung tw “d6i moi, lam maoi” dé
néi vé niéem khat khao tién bo cia Motorola nhu sau:

DP6i méi 1a lyc day bén trong cda coéng ty. Ngay t
ngay dau thanh lap céng ty, vdi san pham dau tién
nam 1928, cha t6i da bat dau nghién cttu mot san
pham thay thé vi sdn pham hién tai dugc du doan
sé 161 thoi vao nam 1930. Ong khong bao gid ngung
doi moi, va ching toi ciing vay... Chi nhing ai tran
trd voi nhitng v twéng mdi, di mo nhat va kho nam
bét, chi nhiing ai sdn sang, chidp nhan ca rdi ro va
hita hen cda nhitng v tudng do, ngudi d6 méi cd thé
thanh cong.'®

Niém khao khat tién bo da thoi thuc 3M lién tuc thi
nghiém va gidi quyét cac van dé ngay ca nhitng viéc ma cac
cong ty khac chua coi 1a “van dé”. Két qua la cong ty da
thanh coéng voi nhitng cai tién rong khap, nhitmg san pham
nhu gidy nham khong tham nudc, bang Scotch, hay miéng
ghi chép Post-it. N6 cling théi thic P&G chap nhan nguyén
tac phan chia lgi nhuan va ¢6 phan héa ti nhitng nam
1880, nghia la rat lau truéc khi nhitng diéu nay tré nén
thinh hanh, pho bién; théi thic Sony tung ra cac san pham
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ban dan dau nhtng nam 1950, khi ma khong cé cong ty
nao dam lam diéu twong tw. Do nhtng thoéi thuc ay ma
Boeing da lao vao nhimg canh bac mao hiém nhat trong
lich st kinh doanh, nhu quyét dinh sdn xuat Boeing 747,
du chua chac chan vé nhu cau thi truong, nhitng thoi thiic
dugc William E. Boeing xac dinh r6 ngay tt nhitng ngay
dau thanh lap cong ty:

Khong ai nén néi vé mot y tudng rang dieu do khong
thé thuc hién duoc. Cong viéc ctia ching toi 1a lién tuc
nghién ctitu, tht nghiém va dua cac két qua tt phong
thi nghiém vao san xuat chimg nao c6 thé, véi quyét
tam khong dé vuot mat bat ct tién bo nao trong nganh
hang khong”.'”?

Thuc su ma néi véi long khat khao tién bo, nguoi ta sé
khong bao gico bang long vé6i hién tai, du hién tai dé co tot
dep thé nao di nita. Giong nhu mot cai gi dé6 am i, nhic
nhoéi, chay bong, niém khao khat nay khong bao gid duoc
théa man hay cham dit, ngay ca khi da dat dugc nhing
thanh cong to 16n, véi quan niém: “Ludn c6 thé lam tot hon,
di xa hon, tim ra nhing kha nang mdi hon”. Nhu Henry
Ford da noi, “Ban phai luén lam viéc va tién ve phia trude”.17!

N6i khat khao tix bén trong

Cling gidbng nhu tu twdng cot 16i, sy khao khat tién bo la
mot lyc lugng ndi tai, n6 khong cho doi thé gidgi bén ngoai
v6i nhiing cau néi nhv “Pa dén lic phai thay doi, phai cai
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tién, hay phat minh ra diéu gi d6”. Khong, khong phai nhu
vay. biéu nay c6 vé tuong tu nhu nhing dong luc, cdm
hing bén trong mot nha nghé si, mot nha phat minh, no
théi thic ho tién vé phia trudc. Ban khong thé tao nén
Disneyland, san xuat may bay 747, c6 phan héa vao nhing
ndm 1880, hay tiép tuc ban cong viéc kinh doanh ngay khi
sap tw gid c6i doi v.v... chi vi hoan canh bén ngoai doi hdi
diéu d6. Ban phdi c6 nhing thoi thuc tit chinh bén trong
ban than ban.  mot cong ty hang dau, nhu cau, khat vong
di xa hon, lam tot hon, kham pha nhting kha ning méi mé
hon hoan toan khéng can nhitng ly do ngoai lai ndo.
Do nhitng khat vong d6 ma mot cong ty hang dau luon
thé hién sy ty tin va kha nang tu phé phan rat cao. Su tu
tin cho phép ho dat ra nhitng muc tiéu 16n lao, c6 nhitng
hanh dong quyét liét, doi khi lieu linh, coi thuong nhing
kién thitc kinh doanh théng thuong va truyén thong, nham
dat t6i nhing két qud hoan hdo, phi thuong nhat. Mat
khac, kha nang tuw phé phan sau sac va triét dé cho phép
ho c6 nhing thay déi, cai tién d6. N6i ngan gon, khat vong
tién bo tt bén trong sé thoi thuc, doi hdi nhitng thay doi,
nhtng chuyén dong vé phia trudc & moi khia canh, moi van
dé, mién 1a khong thuodc vé tu twdng cot 16i cda cong ty.
Hay tht nhin sy tw danh gia vo cung nghiém khac cda
Bruce Nordstrom khi ong ta nhan dugc nhiig 16i khen ngagi
vé chat luong dich vu khach hang cda cong ty: “Chung toi
khong muén noi vé dich vu cda chung toi. Chuing t6i thuc sy
khong lam tét nhu danh tiéng nguoi ta don dai. Danh tiéng
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do chi 1a diéu gi d6 rat mong manh. Pon gian 1a ban phai
thuc hién tot cong viéc cia minh moi lic, moi noi”.'”? Va
hay cung lang nghe niém khat khao dat dugc sy hoan thién
cda mot nha qudn 1y tiép thi cia HP khi 6ng ta khong bao
gio cho phép nhan vién ngd quén trén chién thang:

Chung t6i tv hao va chuc mung nhitng thanh cong
dat dugc. Nhung su hdo hitc that sy nam & viéc ban
bac, suy nghi xem lam thé nao dé lam tét hon trong
tuong lai. P6 1a mot qua trinh khong c6 diém ding,
khong bao gid c6 thé néi ‘Chuing ta da dén dich’. Toi
khéng muodn ching ta théa man véi thanh cong, vi do
chinh 1a Iic chung ta bat dau di xudng.'”®

GIN GIU CAI CcOT LOI
VA THUC DAY SU TIEN BO
Hay chu y dén su tuong hd qua lai gita tu twdng cot 16i

va dong luc thic day dat duoc nhing tién bd trong bang
sau:

Tu tudng cot 16i Khat khao tién bo
Tao diéu kién cho su 6n dinh va Thuc ddy nhitng thay déilién tuc
lién tuc. vé dinh huéng, phuong phap,

chién luoc v.v...

C6 gbc ré bén vitng, nhat quan. Lién tuc chuyén déng vé phia
trudc.
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Tu tudng cot 16i

Khat khao tién bo

Han ché nhitng kha nang va dinh
huéng méi cho céng ty (néu qua
trung thanh mot cach ciing
nhéc v6i tu tudng).

C6 noi dung ro rang cu thé: day
la tu twdng cot 16i va chung ta
sé khong pha bé no.

Xay dung mot tuw tudng cot 16, vé
ban chat, 1a mot hanh dong bdo
thu.

MG rong va phat trién cac kha
nang cda cong ty.

C6 thé mang ndi dung khong 16
rang: moi su tién bo déu tot,
mién 1a ching nhat quan véi tw
twdng cot 16i.

Khao khat tién bo sé dan t6i
nhtng thay d6i cap tién, triét
dé, mang tinh cdch mang.

Mo6i twong quan gitta hai yéu to trén la mot trong nhiing
phat hién quan trong trong cong trinh ctia chung t6i. Theo
dung tinh than “su ky diéu cda chit VA”, mot cong ty hang
dau khong chi can bang giita cai cot 16i va sy tién bo, ma
luoén tim cach dat dugc ca hai cung mot luc, va trong moi
ldc. C6 thé noi day giéng nhw hai mat Am va Duong, mbi
bén déu tao diéu kién, b6 sung va lam manh 1an nhau:

+ Tu tudng cot 16i tao diéu kién cho tién bo bang viéc
tao ra mot cd s¢ mang tinh lién tuc, trén nén tang do
mot cong ty c6 thé thit nghiém, thay doi va phat trién.
Mot khi da xac dinh ré diéu gi 1a can ban, chd chét,
cong ty sé co diéu kién dé dang hon dé thuc hién
nhtng thay doi va chd déng & nhiing diéu con lai.
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+ Ngugc lai, su khao khat tién bo ciing c6 dnh hudng
tot dén tu tudng cot 16i, béi néu khong lién tuc thay
déi va thich nghi, cong ty sé bi tut hau, tham chi
khong ton tai nita.

Mac dua nhitng diéu nay thuong do ca nhan dwua ra, mot
cong ty hang dau luén thé ché hoéa chung, bién chiing
thanh nhitng yéu t6, thanh phan cda t6 chic. Tu tudng cot
16i va khat vong tién b6 khong chi ton tai nhw mot hé thong
tin diéu don thuan. Mot cong ty thanh cong khong chi dua
ra mot tu tudng va thé hién mot khat vong, ma con phai co
nhitng co ché cu thé, hitu hiéu dé gin git tu tudng va
khuyén khich nhtng tién bd do.

Theo tinh than d6, Walt Disney da lap ra truong Pai hoc
Disney va yéu cau moi nhan vién phai tham gia nhing
khoa hoc vé “Truyén thong Disney”. Hewlett-Packard khong
chi no6i vé Puong 16i HP, ma lap ra mot chinh sach vé
“thang tién t@ noi bo cong ty”, cu thé hoa bang cac tiéu
chuan danh gia va thang chic cho ho, khién cho bat ky
nhan vién nao muén tré thanh nhing vi tri quan ly cao cap
déu phai tuan thu chat ché phong cach HP. Marriott khong
chi néi vé cac gia tri cot 16i ma con lap ra nhing co ché
kiém tra nhan vién ky ludng, cac quy trinh tuyén truyén tu
tudng cong ty, va cac co ché dé tiép nhan nhing phan anh
cda khach hang. Doi v6i cong ty Nordstrom, ho khong chi
thuyét gido sudng vé dich vu khach hang, ngugc lai, ho duwa
tinh than phuc vu lén hang dau bang nhiing bién phap
thuéng phat cu thé. Nordies (nhan vién Nordstrom) nao
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phuc vu khach hang tot duge xem nhu nhitng “nguoi hung”
cua cong ty véi muc lwong hau hinh, con nhitng ai lam viéc
nay khong dat yéu cau sé bi sa thai ngay lap tic.

Motorola khong chi thuyét giang vé chat luong san pham,
ho theo du6i muc tiéu rat cao vé viéc gidm ty 1é san pham
kém chat luong, c6 gang dat Gidi thudng Baldrige vé Chat
luong. General Electrics khong chi vach ra tam quan trong
cda cac cai tién lién tuc vé cong nghé, ho con lap ra mot
trong nhitng phong thi nghiém R&D dau tién trén thé gidi.
Boeing khong chi mo wdc dan dau nganh hang khong toan
cau, ma con kién quyét theo dudi nhing du an day thut
thach nhv sdn xuat Boeing 747 - mot du an néu khong
thanh cong sé thyc sy chon vui cong ty. Procter & Gamble
khong chi coi su tién bo, ty hoan thién la y tudng tot, ho
cu thé hoa diéu d6 bang viéc 1ap ra mot co ché thic ddy su
canh tranh trong noi bd cong ty, gitta nhing day chuyén
san pham khac nhau, s¢ dung su canh tranh nay nhu la
mot dong luc dé tién bd. 3M khong chi hita suoéng khi
khuyén khich cac sang kién va cdi tién cda ca nhan, ho phi
tap trung hoa quan ly, danh cho cac nha nghién citu 15%
thoi gian tw do theo duodi cac dy an ma ho wa thich, xay
dung cac quy noi bo cong ty cho cac y twédng mai, tham chi
ap dung mat luat 1é theo d6 25% doanh sO ban hang hang
nam phai bat ngudn tr cadc san phidm duoc tung ra nam
nam trugce do.

Hitu hinh. Vimg chac. Cu thé. Kién dinh. Quan sat mot
cong ty hang dau, ban sé thay né giéng nhu mot chiéc
dong ho dang chay déu dan, tich tac... Ban sé thay tu tudng
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c6t 16i va nhitng khat vong tién bo cda cong ty biéu hién &
khap moi noi.

Cac v dinh luon ludn t6t va dang dén... Nhung chi co su chuyén
hoa cac ¥ dinh d6 thanh nhiing co ché, hanh dong cu thé va hiu
hiéu méi co thé tao nén su khac biét gitta mot cong ty hang dau
va mot cong ty binh thuong ma thoi.

Chung toi thiy rdng c6 nhiéu t6 chiic c6 nhitng v dinh va
hoai bdo to 16n, song ho khong thuc hién cac budc chuyén
hoa nhttng ¥ dinh, hoai bao d6 thanh nhitng diéu cu thé.
Do6i khi, moi viéc con té hon khi ho chap nhan ca nhi*tng
dac tinh, chién luge cda t6 chic von khong an khép véi
nhting ¥ dinh cao cé& noi trén, va diéu nay sé gay ra nhing
hoai nghi va ling ting. Noi dung va co ché hoat dong cda
chiéc “dong ho-cong ty” luén phdi dn khdp voéi nhau, hoat
dong trong mdi lién két gitta viéc kién dinh cac tu tudng cot
16i va viéc thuc défy su tién bo. Nhitng ngudi lap nén cac
cong ty hang dau tim kiém su lién két trong moi linh vuc,
ti chién lugc, chién thuat, hé thong t6 chirc, dén cau tric,
hé théng bén ngoai, md ta cong viéc v.v...

CAC KHAI NIEM CHU YEU
DANH CHO CAC CEO, CAC NHA QUAN LY,
CAC NHA KINH DOANH

Trong qua trinh nghién ciu, dugc lam viéc véi rat nhiéu
nha quan 1y cao cap, chung t6i thdy rang can thiét phai
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thau tém cac y twéng chinh ma ching t6i tim kiém dugc
vao mot khung mau, theo d6 cac nha quan 1y c6 thé si
dung nhv 1a mdt huéng dan vé khai niém, gitip ho thiét ké
va diéu hanh 6 chic t6t hon.

Khuon mau cda chung toi (so do 4.A) gdm c6 hai 16p. Lop
trén gom nhitng kham pha da dugc trinh bay trong cac
chuong trugc: dinh huéng “tao dong ho” (chwong 2), biéu
twong am-duwong (n6i khong véi chit HOAC), tu tudng cot 16i
(chuong 3), va khat vong tién bo (chuwong 4). C6 thé coi 16p
nay nhu la nhing kim chi nam vo hinh cho mot cong ty
hang dau. Tuy nhién, du la nhing yéu td6 vd cing quan
trong, van la chua di dé xay dung mot cong ty hang dau.
Viéc nay doi héi mot qua trinh chuyén hoa, dién giai nhing
tu tudng vo hinh do, thé hién & 16p thit hai trong so do. Pay
chinh 1a buéc ma hau hét cac cong ty da that bai khi thuc
hién.

Néu nhu ban dang xay dung va hinh thanh mdt 6 chic, diéu quan
trong nhét ban co thé rat ra tir cudn sach nay la tam quan trong
l6n lao clia viéc xay dung cac co ché hiu hinh gan két véi viec
“gin gil cai cGt 16i va thic ddy su tién bd”. Day chinh 1a ban chat
chd yéu cla viéc “tao dong hd”...

So do 4.A
Khung mau khai niém
(xem trang bén)
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DPinh huéng “tao dong hd”

Tu tudng
cot 16i

Khat vong

tién bo

Cac co ché hitu hinh

Gin gir
o cai cot 16i
LIEN KET véi
Thic ddy su

Cong ty
hang dau

Cong ty
hang dau

- Mot thé ché ngoai hang

- bugc thwta nhan va ngudéng mo

- DE lai nhitng d4u 4n kho phai mo trén
memmmnlp  thé gici

- (€6 lich st hon 50 nam

- Trai qua nhiéu thé hé lanh dao

- Trai qua nhiéu vong ddi san pham/dich vu
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That sv néu chung t6i muén téom gon két qud ctia qua
trinh nghién ctu su6t sau ndm chi trong mot khai niém lam
thé nao dé 1ap nén mot cong ty hang dau, ching toi sé dua
ra biéu tugng sau day:

Gin gitt
cai cot I6i

Thic diy

sy tién bod

Trong cac chuong ké tiép, chiing t6i sé lan lugt trinh bay
cac bién phap ma cac cong ty hang dau da ap dung dé gin
git, kién dinh cac gia tri cot 16i dong thoi van thic day
dugc sy phat trién, tién bd cda cong ty. C6 nam loai riéng
biét dudi day:

+ Cdc muc tiéu l6n va ddy tham vong (BHAG): Cam két,
quyét tam thuc hién cac muc tiéu khé khan, tham
vong, va thuong l1a day rui ro (thic ddy su tién bo).

+ Nén van héa cong ty mang tinh nghi thiic cao: Cong
ty sé la noi lam viéc Iy twdng cho nhitng ai quan triét
va chia sé tu tudng cot 16i cia cong ty, con nhing ai
khong phu hgp vdi tv tudng dé sé bi dao thai tic
khac (gin gitt cai cot 16i).

« Thit nghiém nhiéu cdch va git lai nhitng gi phu hop:

Cac cong ty nay quyét tam theo dudi cac hanh dong
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va thtt nghiém, khong theo ké hoach dinh san, nhdm
huéng t6i nhitng su tién bo va thanh cong bat ngo
trong kinh doanh (¢ khia canh nay, cac cong ty hang
dau duong nhu da bat chudc su tién hoa cda cac loai
theo thuyét cda Darwin) (thic day su tién bo).

« Doi ngi qudn ly duoc phdt trién trt noi bé céng ty:
Cac nha quan ly cao cap bat budc duoc chon lwa tir
nhitng nguwoi da cong hién lau dai, thAm nhuan tu
tudng ctia cong ty (git gin cai cot 16i).

+ Khéng bao gio tw bang long: Mot qua trinh lién tuc,
khong nging cac c6 gdng nhdm tu hoan thién va
vuon téi su hoan hao trong tuong lai (thuc défy sy tién
ba).

Chung to6i sé dua ra nhing vi du, ké nhing giai thoai,
dua ra nhitng chimg ct mang tinh hé théng dé€ minh hoa
va giai thich ting bién phap trén. Ching t6i khuyén cac
ban nén st dung nhitng khuén mau tong quat chung toi da
dua ra nhu la mot huéng dan dé “dinh bénh va chan doan”
cho t0 chitc cia ban.

+ To6 chiic cda ban da thay doi quan niém tw viéc “bao
gio” sang “tao dong ho” chua?

+ Dba tt b chit “HOAC” va van dung “su ky diéu cda chit
VA” chua?

+ C6 hay khong & t0 chitc cda ban mot tu twdng cot 16
v0i cac gia tri cot 16i va cac muc tiéu vuagt 1én trén viec
tim kiém lgi nhuan thong thuong?
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+ C6 hay khong & t6 chiic cda ban méot dong co khao
khat cho sy tién bo - luon san sang thay doi va tién
1én trén moi phuong dién khong phai 1a nhing cai cot
16i ctia t6 chic?

« To chic c6 that sy kién tri gin git® cai cot 16i va thuc
day su tién bo, véi viec ap dung cac bién phap cu thé
nhu cac muc tiéu 16n, phat trién doi ngi quan ly tu
noi bo, va nhing bién phap khac dugc mo ta trong
phan con lai cda cudn sach nay hay khong?

+ Trong to chiic c6 that sw co su lién két cho phép tat
cd moi ngudi c6 cung mot phong cach tng xi dé tuan
thl cac tw twdng cot 16i va dat dugc nhitng két qua
mong wdc hay khong?

Khi doc xong sau chuong tiép theo cia cudn sach nay,
ban sé co6 trong dau mot danh sach cu thé nhitng cong viéc,
nhing bién phap c6 thé ap dung vao té chitc clia ban dé
khién né tré nén thanh céng hon. Du ban la CEO, nha quan
ly, nha kinh doanh hay chi la m6t ca nhan binh thudng
trong t6 chitc, ban van c6 thé dua nhing y tudng nay vao
hanh doéng va thuc té.
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CHUONG NAM

CAC MUC TIEU PAY THAM VONG
VA THACH THUC (BHAG)

Gin gitf
7. ¢ -~
cai cot loi

Thic diy

sy tién bo

To6t hon hét 1a hdy chap nhan nhtng thich thic 16n lao

dé c6 dugc nhing thang lgi huy hoang, ngay ca khi phai trd
gia bang nhitng that bai. Piéu d6 con hon la nhap bon véi
nhitng nguoi nghéo nan va yéu dudi vé tinh than, nhing
nguoi khong biét dén cd chién thang cting nhu that bai.

THEODORE ROOSEVELT, 1899'*

Ching t6i lam viéc dién cudng (d€ dat t6i cac muc tiéu dé ra).
B&i chung t6i khong hé s¢ hai, ching téi c6 thé
1am dugc mot didu gi d6 dic biét.

MASARU IBUKA,
nguoi sdang ldp Sony, 19917

Diéu quan trong nhat trong tat ca nhing viéc toi da lam
1a két hop dugc tai nang cla tat cd nhing ai lam viéc
cho cong ty va huéng ho dén mot muc tiéu nhat dinh

WALT ELIAS DISNEY,
nguoi sang ldp Walt Disney, 1954176
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ay thit hinh dung ban dang § trong doi
ngd quan ly ctiia cong ty Boeing vao nam 1952. Cac ky su
cong ty c6 ¥ tudng ché tao mot loai may bay phan luc cd
Ién cho thi truong hang khong dan dung. Hién tai cong ty
Boeing van chua c6 thi phan & thi trudng nay, nhing cb
gang trudc do déu that bai. Cong ty chd yéu sdn xuat may
bay quan sy (Phao dai bay B-17, siéu phao dai B-29, oanh
tac co B-52) va dén 88% doanh s ctia cong ty la tiv mot
khach hang: Khong quan.'”” Hon ntta, cac bao cao vé ban
hang déu cho thay cac hang hang khong & My va chau Au
hau nhv khong quan tam dén y twéng mua may bay phan
luc dan dung cda Boeing. Nguwoc lai, nhin chung ho deéu
khong may thién cam v6i Boeing: d6 la mot hang may bay
ném bom, chdm hét! Cac cong ty sadn xudt may bay khac
ciing khong cho rang thi truong cé nhu cau veé loai may bay
phan luc danh cho hang khong dan dung. Doi thd canh
tranh, cong ty Douglas, tham chi con tin rang loai may bay
tryc thang van con tiép tuc thong tri trong nganh hang
khong dan dung. Cong ty Boeing van chua quén kinh nghiém
dau thuong vé viéc phai sa thai hang loat nhan vién (ti
51.000 nguoi xudng con 7.500 nguoi sau Thé chién thw
hai).'”® Va dé két luan, udc tinh so bo cho thay cong ty sé
phai tén mot khodn chi phi twong duong ba lan téng sb loi
nhuan sau thué cia ndm ndm gan day nhat - hodc la mot
phan tu tong gia tri tai sdn cda cong ty - dé thiét ké mot
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mau may bay loai ndy.'” (May mén 1a van c6 thé chao ban
loai may bay phan luc nay cho quan doi dé ho si dung
nhu 1a may bay cung cap nguyén liéu, song noi gi thi néi,
van phai dat rui ro vao 15 triéu doéla cho dy an nay).

Theo ban, nén lam gi?

Nhitng nha lanh dao Boeing da liéu linh bat chap cac rii
ro va quan tam theo duéi muc tiéu day tham vong: tré
thanh ngudi dan dau trong nganh coéng nghiép sdn xuat
may bay dan dung. Ho san xuat loai may bay phan luc trén
va goi nd la may bay 707. Va ho thyc sy da dua nganh
hang khong budc vao ky nguyén cia may bay phan lyc.

Nguoc lai, cong ty Douglas (sau nay tré thanh McDonnell
- Douglas, cong ty so sanh cda cong ty Boeing trong nghién
ciu cta ching toi) lai quyét dinh tiép tuc gan bd véi cac
san pham may bay van hanh bang piston, dong thdi can
than ap dung quan diém “chd doi va nghe ngong” doéi véi
cac san pham may bay phan luc.'® Ho ct chd, chd mai, va
dé Boeing qua mat, chiém dai da s6 thi phan may bay dan
dung. Ngay ca vao thoi diém cudi nam 1957, khi ma theo
Business Week, cac hang hang khong “d6 x6 di mua may
bay phan luc dé thay thé may bay van hanh bang piston”,!s!
thi hang Douglas van chua san xuat ra dugc mdt may bay
phan lyc nao. Mai dén nam 1958, Douglas mdi tung ra
dugc san pham may bay phan luc DC-8, song khong bao
gid c6 thé dudi kip Boeing nwa.

C6 thé ai do sé phan tng: “Co thé Boeing chi an may thi
sao? Nhin lai thi dé dang, song r6 rang ho cting da c6 thé
sai lam!” Ly 1é nay rat chinh xac, va chung toi cting sé dong
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y voi ban, trit mot diéu: that su, Boeing da c6 mot qua trinh
lich si lau dai trong dé cong ty kién dinh theo dudi cac
muc tiéu day thach thic va tham vong. Nhin lai trudc do,
ngay to¢ dau nhing nam 1930, chung ta c6 thé nhan ra
phong cach kién quyét d6 khi Boeing dat muc tiéu trd
thanh céng ty hang dau trong nganh san xuat may bay
quan sy, voi viéc dat cuge vao cac lgi may bay P-26 va
“phdo dai bay B-177.1%

Truyén théng va phong cach noéi trén cting khong hé
cham dut véi loai may bay 707 nay. Trong thoi gian phat
trién sdn pham may bay 727 dau nhitng nam 1960, Boeing
da bién nhu cau cda moét khach hang tiém nang (hing
hang khong Eastern) thanh mot thach thic duong nhu la
bat kha thi cho cac k¥ su cda ho: sdn xuat ra mot loai may
bay phan luc c6 thé ha canh xuéng duong bdng 4-22 tai
san bay La Guardia (mot dudng bang chi c6 4.860 b0, qua
ngan, khong dd cho bat ct loai phdn luc nao ha canh
dugc), dong thoi cé thé bay thang t New York dén Miami,
dd rong - sau hang ghé, chd dugc 131 hanh khach va van
dap wng dugc cac titu chuan vé do bén cia may bay Boeing.
Cac ky su Boeing da lam duwgc mot diéu gan nhu la khong
thé (sdn pham may bay 727) don gian chi vi ho khdng con
lva chon nao khdc.

Trong khi do6, cong ty Douglas to ra cham chap trong cac
phan ng twong ty, mai hai nam sau doé méi dua ra dugc
mot loai may bay DC-9, va cang ngay cang thua xa Boeing
trén thi truong may bay dan dung. Cung lic do6, Boeing tiép
tuc hoan thién san phdm may bay phan luc tdm ngan cida
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cong ty v6i viéc dua ra may bay 737. Vé 1y thuyét, Douglas
hoan toan c6 thé dap lai nhitng thach thic ké trén nhanh
chéng nhu Boeing, song van dé 1a & chd ho da khong lam
nhu vay. (Mot luu v ngoai 1é: Boeing da du tinh thi truong
cho 727 khoadng 300 chiéc, nhung rot cudc ho da ban duoc
hon 1.800 chiéc, va 727 thuc su tré thanh loai may bay
tam ngan chd yéu trong nganh hang khong toan cau).

Nam 1965, Boeing thyc hién mot trong nhing budc di
can ddm nhat trong lich s kinh doanh: quyét dinh san
xuat may bay phdn luc ¢& 16n 747, mot quyét dinh gan
nhu da “giét chét” cong ty. Trong cudc hop Hoi dong Quan
tri, mot thanh vién dua ra binh luan “néu duv an nay [747]
khong tién trién tot, ching ta van luén cé thé rut lui”. Khi
do6, chud tich William Allen da tra 1di mot cach cuwong quyét,
“Rut lui? Khong. Néu cong ty Boeing da noi l1a sé sdn xuat
loai may bay nay, chiing ta sé sadn xuat né ngay ca khi diéu
do doi héi tiéu ton toan bo tai sdn coéng ty di nita!”

Va cling nhu déi véi cac san pham trudc do P-26, B-17,
707 va 727, Boeing da cuong quyét tap trung toan bo tai
luc, nhan lyc va nd lyc vao 747. Trong thoi gian nay, khi
tham cong ty, mot nguoi da noi, “Nay ong Allen, may bay
747 sé chd rat nhiéu hanh khach. Ong sé lam gi néu n6
no6 tung ngay trong chuyén bay dau tién?” Sau mot khoang
im lang kéo dai, Chu tich cia Boeing tra 15i, “C6 1é nén noi
vé diéu gi vui vé hon - mot cudc chién tranh hat nhan
ch:flng han!”.

Mot lan nita, d6i thd ctia ho, McDonnell Douglas, lai té ra
cham chan hon trong du an sdn xuat may bay phan luc cd
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16n. Loai may bay DC-10 - sy tra 10i cia McDonnell Douglas
- khong bao gi¢ c6 dugc thanh cong trén thi truong nhu
747 cua Boeing.

CAC MUC TIEU LON, PAY THAM VONG
VA THACH THUC - MOT CO CHE HIEU QUA
PE THUC DAY SU TIEN BO

Boeing Corporation c6 thé xem la mot vi du dién hinh
cho viéc cac cong ty hang dau thuong st dung cac muc tiéu
to 16n va tham vong (BHAG) nhu mot co ché hiéu qua dé
thic ddy su tién bo cda cong ty. Tat nhién khong phai tat
ca cac cong ty hang dau déu ap dung bién phap nay, vai
cong ty nhu 3M va HP chi yéu st dung nhitng co ché khac
ma ching t6i sé trinh bay ky hon & nhing chuong sau. Tuy
nhién, c6 nhiing bang chiing cho thay cac cong ty hang
dau ap dung thuong xuyén hon, thanh cong hon cac cao ché
nay so vdi cac cong ty so sanh (diéu nay c6 thé chitng minh
& 14/18 cac cap so sanh cda nghién cttu). Trong bon cap
con lai, c6 ba cdp hau nhu ngang nhau khi xét vé BHAG,
va chi c6 mot cap & do cong ty so sanh lam diéu nay tot
hon ma thoi (Bang A.5, Phu luc 3).

Moi cong ty déu c6 nhiing muc tiéu, tuy vay, chi dat ra
muc tiéu va kién quyét theo dudi nhiing thach thic to 16m,
day rdi ro trong cac muc tiéu dé la hai viéc rat khac nhau.
Hay nhd¢ lai truong hgp dua nguoi 1én mat trang cia nudc
My vao nhitng nam 1960. Tong thong Kennedy va cac cong
su c6 thé chi t6 chic cac cudc hop va dua ra cac tuyén bo
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chung chung kiéu “Hay ddy manh chuong trinh vii tru cda
chung ta”. That su thi danh gia khoa hoc lac quan nhat vé
kha nang thanh cong trong viéc dua ngudi 1én mat trang
vao nam 1961 ciing chi § ti 1é 50-50, va hau hét cac chuyén
gia déu té y hoai nghi vé diéu d6.'®® Tuy nhién, Quoc hoi
van pheé chuan ngan sach 549 triéu doéla ngay lap tic (va
hang ty dola trong nam nam sau d6), thé hién sv Uing ho
tuyét doi vdi tuyén bo cia téong théong Kennedy vao ngay
25-5-1961: “Dat nudc chung ta phai quan tam dat dugc
muc titu dua ngudi 1én mat trang va tré vé trai dat an
toan trong thap ky nay”. Quyét tam nay vao lic do qud
1a hét suc liéu linh. Nhung d6 chinh la mot phan cda co
ché giip cho nudc My, van con suy yéu va lao dao tu
nhing nam 1950 vao thdi ky Tong théng Fisenhower,
vitng budc tién manh vé phia trudc.

Muc tiéu phdi ré rang va c6 tinh chat bat buodc

Mot BHAG that sy phdi ré6 rang va mang tinh chat bat
budc, ménh lénh, c6 tac dung nhu la diém tap trung moi nod
luc, tao nén tinh than dong doi cao nhat. Muc tiéu nay can
c6 thoi han 16 rang, dé to chic c6 thé xac dinh duoc khi
nao ho da dat dugc nd, va moi nguwoi noi chung déu co
khuynh huéng c6 gang chay dua dén dich nhu vay.

Mot BHAG thic giuc tat ca moi ngudi, nd hitu hinh, tap trung va
bung nd. Moi ngudi phai déu cé thé hiéu duoc muc tiéu do ngay
lap ttrc, hau nhu khong can gidi thich dai dong!
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Vi du, nhiém vu dua nguoi lén mat trang ching can dén
mot Uy ban chuyén né thanh mot 15i “tuyén b6 vé muc
titu” dai dong, trang trong, rac roi va khé nhé. Khong, tu
ban than muc tiéu day thach thic dé da rat dé nam bat,
t¥ n6 da la mot ménh lénh duoc moi ngudi hiéu ré6 du dién
giai bang cach nao di nita. Khi mot doan tham hiém quyét
dinh chinh phuc dinh Everest - n6c nha cda thé gidi, ho
chang can bat ¢ tai litu dai dong nao dién ta dinh ndi do
la gi cd!l Hay nhin lai t0 chic clia ban, liéu né c6 dua ra
nhting tuyén b6 muc tiéu dai dong, song lai thiéu tinh thuc
day, truyén cam hing nhu nhimg muc tiéu trinh bay & trén
hay khong? Co6 rat nhiéu cong ty dua ra nhitng tuyén bod
muc tiéu khong hé c6 kha nang khoi goi, thuc giuc moi
ngudi, du nhitng muc tiéu dé gép phan gin gitt tw twéng chi
yéu ctia cong ty. Dé thic day su tién bo cda cong ty, cac ban
nén loai bd cac tuyén bd muc tiéu mang tinh chat truyén
théng, hay ap dung mot co ché hitu hiéu cia mot BHAG.

Khi hoi twdng lai cac thach thitc ma General Electric phai
dé6i dién, CEO Jack Welch néi rang budc dau tién 1a cong ty
phdi xac dinh r6 dich dén béi mot thong diép mang y nghia
rong 16n, song van don gian ré rang va dé hiéu.'s* Cu thé,
GE duwa ra muc tiéu: “Phan dau dat vi tri s6 mot hoac so hai
& moi thi truong, cai to cong ty nham dat dugc sy linh hoat,
uyén chuyén, nang déng nhuw mot doanh nghiép nhd”.!ss
Va nhu vay, moi nhan vién cda GE déu dé dang nam bat
va ghi nhd muc tiéu nay. Bay gio, hay thit so sanh BHAG
cda GE véi “tuyén bd muc tiéu” cuc ky kho hiéu, kho nhé
ma cong ty Westinghouse dua ra nam 1989:
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General Electric Westinghouse!#¢
Phéan dau dat vi tri sé mot hoac sé hai Chat luong hang dau
& moi noi ma cong ty tham gia, cai to Dan dau thi truong
coéng ty nhdm dat duogc sy linh hoat, Thuc dﬁy bédi cong viéc
uyén chuyén, nang dong nhu mot Mang pham chat toan cau
doanh nghiép nho. Tang trudng tap trung
Da dang

Van dé & day khong phai la ¢ chd muc tiéu nao la dung,
muc tiéu nao 1a sai. Van dé la muc tiéu ctia GE rat ré rang,
mang tinh ménh lénh va c¢6 khuynh huéng thuc ddy moi
nguoi phan dau, nhu muc tiéu dwa nguoi 1én mat trang cda
nudc My vay. Mot BHAG c6 dung dan hay khong, c6 dinh
hudéng ding din dugc moi nguwdi hay khong ching hé 1a
van dé c6t yéu. That sy ban chat cia BHAG nam & cac cau
héi sau day: “N6 c6 kich thich tién bd khong? C6 tao ra
dong luc khong? C6 khién moi ngudi phan dau khong? Co
khién nhan vién cam thay hing thd, phiéu luu dé ho cong
hién toan bd tai ndng va nang lugng vao do khong?” (Chu
y: MOt cong ty hang dau khong theo dudi mét BHAG mot
cach ngau nhién, mot van dé khong kém phan quan trong
1a viéc xac dinh xem BHAG d6 c6 phu hop voi tu tudng coi
16i cda cong ty hay khong. Chung toi sé néi k§ hon van dé
nay vao cudi chuong).

Hay xem xét truong hgp cuda Philip Morris va R. J.
Reynolds. Vao nam 1961, cong ty R. J. Reynolds la cong ty
16n nhat vé thi phan (gan 35%) va muc loi nhuan trong
nganh cong nghiép san xuat thudc 14, trong lic Philip Morris
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chi 1a mot coéng ty thuong thuong bac trung, xép thi sau
vOi chua toi 10% thi phan.'” Nhung Philip Morris c¢6 hai
diéu ma R. J. Reynolds khong cé. Thi nhat, ho vira thanh
cong trong viéc bién Marlboro, mot loai thudc 1a danh cho
phu nt it nguoi biét, trd thanh mot nhan hiéu duoc wa
chudng véi biéu tugng chang cao boi trén vé bao. Thit hai,
Philip Morris ¢6 mot muc tiéu dé phan dau.

Tw mot vi tri khiém ton, Philip Morris ddt ra mot muc tiéu
day tham vong: tré thanh mot General Motors cia nganh
sdn xuat thudc 14'% (vao nhitng nam 1960, muc tiéu nay
cling dong nghia v6i viéc trd thanh nha sdn xuat thudc la
hang dau thé gigi). Cong ty quyét tam dat dén muc tiéu
ndy, ti t vuon lén tt hang sau, dan dan qua mat ca R. J.
Reynolds & vi tri s6 mot. Trong cung thdi dé, R. J. Reynolds
td ra u li, cham chap, khong c6 mot muc tiéu ré rang va
nang dong nao ngoai viéc ¢ dem lai lgi nhuan cao hon cho
cac c6 dong ma thoi.

Di nhién Philip Morris cé nhiéu dong luc hon doi thd ctia
ho, vi ho nhu David dang c6 duong dau véi Goliath! Lat do,
danh bai dugc mot ngudi khong 16 ré rang 1a thu vi va hap
dan hon nhiéu so v6i viéc chi c¢6 duy tri vi tri hang dau!
Nhung c6 sy that khong thé chdi cai la trong tong cong
nam cong ty san xuat thuodc 14 ngang hang véi Philip Morris
hoi dé, chi c¢6 ho 1a dd ty tin dat ra va dat dugc muc tiéu
ha noc ao doi thd sd6 mot va trd thanh ké dan dau thi
truong ma thoi. Tw vi tri th sau ma dat ra muc tiéu tuong
ty ro rang 1a thiéu khon ngoan, néu khong mudn noéi 1a ngu
ngdc, néu xét theo nhing suy luan vé ké hoach chién luoc
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thong thuong. Chung toi thuong dung truong hgp cia Philip
Morris (di nhién 1a giau tén that cda cong ty) dua ra cho cac
hoc vién MBA trong mon lap ké hoach chién luge. Hau nhu
khong c6 hoc vién nao cho rang cong ty nay nén theo dudi
mot muc tiéu nhu vay, trai lai cong ty nén cd git vitng thi
phan cda ho thi hon. Ré rang 1a Philip Morris c6 thé da sai
lam khi theo duoi muc tiéu do, ho c6 thé da roi vao quén
lang va khong xuat hién trong cudén sach nay. Song clng
chic chan khong kém rang néu cong ty Philip Morris e dé
va bang long vé6i thi phan nhé bé cda minh, khong dam
thach thic cac do6i thd hang dau, thi chuing t6i cing da
khong viét vé ho trong cuén sach cda ching toi.

Trong truong hop cla Philip Morris, BHAG hét strc liéu finh va
day tham vong. Khi lya chon mot muc tiéu nhu vay, Iy tri va
nhitng suy luan thong thuong cé thé noi “Didu dé la khong thé
duoc”, nhung khat vong thanh cong sé thdi thic ban “Chlng ta
tin tudng ching ta sé lam duoc diéu do”. Mat Ian nira xin nhan
manh: day khong phai [a mdt muc tiéu don thuan, ma 1& mot muc
tiéu to lon, tham vong, day khé khan va thach thic.

M6t vi du nita. Vao nam 1907, nha kinh doanh xe hoi
Henry Ford (khi d6 43 tudi) da thuc giuc cong ty tién veé
phia trudc véi muc tiéu “Dan chd héa xe hoi”. Ford tuyén
bo:

Phéi san xuat ra loai xe hoi cho dai chung... Gia cta
loai xe hoi nay phai di thdp dé bat ky ai v6i dong
luong vita phai cling du tién mua va st dung né cung
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v6i gia dinh. Ai cting c6 thé c6 mot xe hai nhu thé. Va
trén cac xa 16 cda chung ta, xe ngua sé bién mat,
nhuong ché cho xe hoi...!s?

Vao thoi diém nay, thi truong xe hoi con la mot thi truong
méi mé chua cé cong ty nao néi lén nhw 1a s6 mot, va véi
15% thi phan, Ford chi 1a mot trong s6 hon 30 cong ty dang
phdi canh tranh quyét liét dé gianh dugc chd ding cia
minh. Tham vong to 16n da khién toan bd doi thiét ké cla
Ford lam viéc dién cudng, hau nhu hom nao cling lam viéc
téi 10-11 gio dém.!® Charles Sorenson, mdt thanh vién cia
doi thiét ké, nhd lai: “C6 nhitng lic éng Ford va toi lam viéc
lién tuc 42 tiéng dong ho khong nghi”.

Cung thoi gian do, General Motors (cong ty so sanh véi
Ford trong nghién ctu nay) khong phan tng gi ré rét khi
thi phan gidm ti 20% xudng con 10%, con Ford mau chong
leo 1én vi tri hang dau trong nganh xe hoi.

Tuy nhién, diéu khoi hai sau dé 1a khi Ford da dat duoc
muc tiéu dé ra (dan chd hoa xe hai), ho lai trd nén ty man,
khong dat cac muc tiéu mdi, vi vdy ma chi nhin doi thd
(General Motors) dat ra va cling dat dugc muc tiéu tham
vong khong kém: vugt qua Ford. Chung toi nhan manh:
BHAG chi ¢6 tac dung ddi véi t6 chitc mot khi né chwa dat
dugc BHAG do. Ford da phdi ganh chiu hau qua tu thai do
ty bang long véi cac thanh qua dat dugc khi da hoan thanh
BHAG ma chua duwa ra BHAG mdi. (Néu t6 chitc cda ban
dang phan dau theo dudi mét BHAG nao do, ban cling nén
danh thoi gian suy nghi vé nhitng BHAG ké tiép mot khi da
dat duoc BHAG trong hién tai. Tuong ty nhu vay, néu thay
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to chitc c6 dau hiéu “mdi mét”, can dat cau héi: Phai chang
t6 chiic da dat BHAG va chua deé ra nhitng muc tiéu, nhiém
vu moi thay thé muc tiéu ci?)

Hay xem xét mot vi du khéac vé sy lieu linh ctia mot cong
ty nhé, mdi thanh lap. Cudi nhitng nam 1950, Tokyo Tsushin
Kogyo - mot cong ty nhé va khong may ai biét t6i ngoai
Nhat Ban - thuc hién mot bude di mang tinh dot pha: Doi
tén thanh Sony Corporation. Ngan hang cia cong ty da
phan déi: “Cac ong da mat mudi nam dé tao tén tudi cda
Tokyo Tsushin Kogyo trong nganh nay, nay sao lai thuc
hién mot thay déi ngd ngan nhu vay?” Akio Morita - ngudi
lanh dao Sony - da trd 1oi mot cach don giadn rang cai tén
moi sé giip cong ty phat trién ra toan cau, trong khi tén cd
rat kho doc déi véi nguoi nude ngoai.'!

C6 thé ban nghi rang su thay doi nay Chéng co gl to tat
va liéu linh, sém muodn cac cong ty vira va nhé déu huéng
toi thi truong nudc ngoai, va suy cho cung day ciing chi la
viéc d6i mot cai tén ma thoi. Nhung hay lang nghe 1y giai
cda Akio Morita, qua d6 ban sé thay tiém an méot muc tiéu
vO cung to 16n:

Du cong ty chung t6i van con nhd bé, va chung toi
coi Nhat Ban 1a mot thi truong rong 16n va day tiém
nang... mot diéu ré rang 1a néu ching toi khong dat
ra muc tiéu huéng dén cac thi truong ngoai nudc,
cong ty sé khong phat trién dén mic ma Ibuka va toi
mong doi. Ching t6i muén thay doi hinh dnh nghéo
nan vé chat lugng cac san pham Nhat Ban trong con
mat toan thé giGi.l®
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Vao thap nién 1950, cum t “sdn xuat tai Nhat Ban”
(Made in Japan) c6 nghia la “ré, chat luong kém”. Cac tai
litu tim thay tai Sony cho phép chung t6i két luan rang
cong ty Sony khong chi tim kiém thanh céng cta chinh ho
ma con mudn tré thanh mot cong ty duwoc biét tdi nhiéu
nhat do viéc lam thay do6i hinh dnh vé chat luong nghéo
nan cda cac san pham hang tiéu dung Nhat Ban. Véi mot
cong ty cO chua td¢i 1.000 nhan cong va hoan toan chua
hién dién tai thi truong nudc ngoai, day khong hé 1a mot
tham vong tam thuong chut nao!

Day khong phai 1a vi du dau tién vé BHAG trong lich stt
Sony. Vi duy, hoi 1952, ho da st dung doi ngi nhan vién
k¥ thuat it i cia cong ty vao viéc theo duoi mot “nhiém vu
bat kha thi”: tim cach san xuat radio bé tui, véi kich ¢& nhd
dd bd trong tii 4o so-mi. Ngay nay chung ta c6 thé coi
radio bd tdi 1a mot diéu gi do rat binh thuong, song vao
thoi gian d6 radio con hoat dong phu thudc vao cac 6ng
chan khong, chinh vi 1&8 dé san xuat mot loai radio ¢& nhé
doi héi rat nhiéu no6 lwe, thi nghiém va nhitng cai tién to
16n. Luc d6 cong nghé ban dan hay con chua dugc ap dung
trong sdn xuat radio trén toan thé gioi.

“Hay nghién citu vé viéc ing dung ban dan vao radio, du
c6 kho khan dén dau di nita - Masaru Ibuka tuyén b - Toi
tin chic 1a chung ta sé sdn xuat dugc radio ban dan”.

Khi Ibuka dem y tudng can dam do6 hoi mot chuyén gia,
nguoi kia da tréd 10i, “Radio ban dan u, 6ng c6 chac khong?
Ngay cd & My nguoi ta ciing chi mdéi st dung ban dan cho
cac muc tiéu quoc phong, noi ma tién bac khong 1a van de.
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Ngay ca néu nhu 6ng c6 thé san xuat ra mot san pham tiéu
dung v6i ban dan, thi liéu ai ¢6 dd tién dé mua no?”

“P6 1a ditu moi ngudi déu nghi”, Ibuka tra 10i. “Nguoi ta
cho rang ban dan khong thé ton tai dugc trong thuong
mai... dieu dé khién coéng viéc cda chung toi ngdy cang trd
nén thu vi hon”. That su ra, cac ky su Sony rat hao hiing
vOi v twdng lam mot diéu gi do lidu linh va dai dot, tham
chi khong tuwdng trong con mat nhiing ngudi bén ngoai
cong ty.

Va cudi cung, Sony da hoan thanh muc tiéu do, bién
radio bd tdi thanh médt sdn pham tran ngap thi truong thé
gi¢i. N6 luc do cliing dem lai gidi Nobel cho mdt nha khoa
hoc ctia Sony véi nhiing céng hién mang tinh dot pha trong
cong nghé ban dan.

Wal-Mart ciing c6 nhiimg BHAG tuong tg, bat dau ti nhitng
gian hang dau tién ctia Sam Walton hoi 1945, khi ma muc
dich ldc d6 cda o6ng ta chi la “lam cho cita hang nho nay
tr¢ thanh cta hang t6t nhat, c6 loi nhuan cao nhat trong
khu vuc Arkansas trong vong nam nam t6i”.' Muc tiéu
nay doi héi phai ting doanh s6 ban hang hon ba lan, t
72.000 dola/nam lén 250.000 doéla/nam. Muc tiéu do Sam
Walton da dat dugc, va cac cita hang cda 6ng da trg thanh
cac cta hang 16n nhat, c6 1di nhat khong chi trong wving
Arkansas ma con trong cd nam tiéu bang lan can nta.

Walton tiép tuc dé ra cac muc tiéu day thach thic, tuong
ty cho cong ty, tit thap ky nay qua thap ky sau. Vao nam
1977, muc tiéu dat ra la trd thanh mot cong ty tri gia 1 ty
dola sau bon nam (nghia 1a tang truéng hon gap doi vé quy
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mo so voi hién tai).!* Khong diung lai ¢ do, Wal-Mart tiép
tuc di lén, chinh phuc nhitng dinh cao méi. Nam 1990,
tang doanh s ban hang 60% cho méi foot vudéng vao nim
2000. Sau khi chung t6i dwa nhing thong tin nay vao mot
bai viét hoi d6, ching t6i nhan dugc 14 thu sau to mot giam
dbc cda Wal-Mart:

10-1-1992

Cac ong da dang khi viét rdng Sam Walton da dé ra nhiing
muc tiéu tang gap doi luong clra hang va tang doanh s6 ban
hang 1én 60% trén mdi foot vudng vao nam tai chinh 2000.

Diéu quan trong hon - ma lai bi bé quén - 1a viéc ong ta da
dat ra muc tiéu cu thé 125 ty dola. Luc do, cong ty ban 18
hang dau thé gi¢i dat doanh s6 30 ty ddla. Cudi thang 1-
1991, Wal-Mart dat 32,6 ty dola va tré thanh nha ban Ié
hang dau & My va toan thé gidi. Tap doan duy nhat trén thé
gioi co thé dat doanh s6 125 ty dola la General Motors.

Toi 1a mot trong nhing giam doc cla Wal-Mart tir 1980 va
hoan toan tin rang muc tiéu ma Sam Walton dé ra sé duoc
hoan thanh. Néu ai d6 nghi muc tiéu hdi ndm 1977 1a qué
lidu finh, thi ngudi do sé thuc su khiép so trudc muc tiéu
hién tai cta ching toi.
Tran trong,

Robert Kahn

Tu van quan tri va giam déc Wal-Mart”

Do, d6 chinh la BHAG!

XAY DUNG DE TRUONG TON
200

Cam két va rii ro

Khong chi c6 sy hién dién cua muc tiéu ma con can ¢o
muc do cam két thuc hién muc tiéu dé, thi méi c6 tac dung
thic day su tién bo. Khong thé coi mot muc tiéu nao do 1a
BHAG néu cong ty khong c6 muic do cam két rat cao doi véi
muc tiéu dé. Vi du, san xuat may bay 747 c6 thé da la mot
muc tiéu to 16n va thach thitc. Nhung chinh cam két “san
xuat loai may bay ndy du phdi s dung toan bo nguon luc
cda cong ty” mdi bién n6 thanh mot BHAG that suw. Thuc té
la dau nhing ndm 1970, khi doanh sé ban cia may bay
747 thap hon du doan, Boeing da gdp kh6 khin nghiém
trong. Trong ba nam 1969-1971, Boeing sa thai 86.000
cong nhan, titc 1a 60% tong sb lao dong cda ho.!” Trong
nhitng ngay vo van kho khan do, ai d6 da dyng mot bang
dién gan Interstate 5 & Seattle trén d6 ghi dong chi:

Ngudi cudi cung roi khoi Seattle,
xin vui long tat den!

Bay gio thi ai ciing dong y rang 747 1a loai may bay phan
luc ¢& 16n ding hang dau trong nganh hang khong, nhung
vao nhitng nam 1960 thi diéu d6 khong han la nhu vay.
Tuy nhién, Boeing sdn sang chap nhan rdi ro, va ca nhing
mat mat. Néu chi muén diéu gi d6 dé dang, thi cong ty sé
khong bao gid c¢6 thé phat trién duoc.

Mot vi du khac c6 thé xem xét 1a cong ty Walt Disney,
mot cong ty luén hudng dén nhitng muc tiéu cuc ky thach
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thic, liéu linh nham tao ra su tién bo vuot bac. Vao 1934,
Walt Disney huéng dén mdt viéc chua ai lam trong gidi dién
dnh luc bay gio: sdn xuat thanh cong mot bo phim hoat
hinh dai. Véi viéc lam phim Bach Tuyét va bdy chu lun,
Walt Disney da tap trung moi nguon luc cda cong ty, bat
chap nhitng canh bao clia cac dong nghiép trong nganh
kinh doanh nay. Va 6ng ta da thanh céng. Hai thap ky sau,
sau hang loat phim hoat hinh dai nta nhw Pinocchio,
Fantasia va Bambi, Disney tiép tuc theo dudi mot cam két
rat liéu linh: xay dung mot loai cong vién gidi tri hoan toan
méi mé, ma sau nay ching ta déu biét 1a Disneyland. Dén
nhitng ndm 1960, Disney lap lai diéu d6 mot lan nita trong
gidc mo cudi doi cda ong ta: xay dung trung tam EPCOT &
Florida.'¢ Nguoi em ctia Walt Disney, Roy, tiép tuc theo
duéi nhimg cam két ay, theo 16i 6ng Michael Eisner nhu
sau:

Ong ta thuc su danh ca cudc doi dé thyc hién wdc mo
tao ra mot thé gidi Disney cda ngudi anh. Ong ta
khong nghi huwu, 6ng ta truyén cdm hing cho cong
vién bang chat lwong Disney, theo déi dw an cho dén
khi hoan tat, tw minh cét bang khanh thanh. Ong da
qua doi hai thang sau su kién long trong do.'?”

Ngugc lai, hang Columbia Pictures hau nhu khong c6
nhitng quyét dinh c6 tam nhin xa, manh mé va chap nhan
rdi ro. Vao nhitng nam 1950 va 1960, ho c6 lam dugc vai
phim kha, song ré rang la cong ty khong hé sén sang cho
nhitng cam két hudng tdi twong lai. Trong lic Disney dan
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than vao EPCOT, Columbia dugc diéu hanh béi nhitng ngudi
ludn ty coi minh 1a nhitng nha dau tu thuan tdy, chit khong
phai 1a nhitng nha quan 1y.'9 Cudi cung, vao dau thap ky
1980, Columbia da bi mua lai. Con Disney, sau khi danh
bai cac dbi thd canh tranh thu dich, cong ty ndy da phat
trién trd lai, tiép tuc theo dudi cac cam két méi, nhu Japan
Disney va Euro Disney.

Giong nhu Disney, cong ty IBM cling vuot troi so véi doi
thud Burroughs ¢ nhitng budc ngoat kho khan trong lich si
vOi nhitng cam két ré6 rang, doi khi lieu linh, huéng toi
nhitng muc tiéu day thach thitc. Dé dat dwgc BHAG da deé
ra, IBM da theo dudi mot vu dau tu “dugc an ca, nga vé
khong”. Khi sadn xuat mot loai may vi tinh méi mang tén goi
IBM 360. Vao thdi diém do, du an nay l1a dv an dau tu l6n
nhat cda tw nhan, n6é doi hoi s6 von bo ra nhiéu hon ca du
an Manhattan nghién citu san xuat bom nguyén t cda Hoa
Ky. Tap chi Fortune coi ddy la canh bac 5 ty dola cia IBM
- mot canh bac 16n nhat trong giéi kinh doanh trong thoi
gian vita qua. Trong giai doan gidi thiéu san pham nay,
danh sach chi phi cho cac cong viéc dang lam cua IBM da
Ién t6i 600 triéu dola, va cong ty da gén nhu phai vién t6i
cac khodn vay no nong dé c6 thé tra lwong cho nhan vién.
Hon nita, chinh sdn pham 360 nay sé khién hau hét cac
day chuyén san pham hién tai cda cong ty trd nén 16i thoi.
Khi thong bao réng rai cho du luan vé san pham mdi, nhu
cau ctia khach hang déi véi cac san pham hién tai cda IBM
lap titc khong con nita, va nhu thé cong ty da thuyc sy...
khong c6 duong lui! Cing theo tap chi Fortune “diéu nay
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tuong ty nhu viéc hiang General Motors loai bé hoan toan
cac kiéu xe ctia ho va dwa ra mot loat mau ma méi véi dong
cd va nhién liéu hoan toan mai”.'® Tom Watson (con), viét:

Khong c6 nhiéu co hoi cho nhtng sai lam. Pay la
quyét dinh l6n nhat, rdi ro nhat ma téi timg gap, va
toi da phdi vat vd suy nghi vé né hang tuan lién.
Nhung tu trong sau tham long minh, t6i tin rang khong
c6 gi IBM khong thé lam dugc.2°

C6 diéu khoi hai 1a Burroughs (cong ty so sanh véGi IBM)
von c6 loi thé vé cong nghé hon so véi IBM trong linh vuc
ndy. Tuy nhién, vao Iic can dua ra quyét dinh chién luoc,
Burroughs lai chon phong cach bao thd, tap trung vao cac
day chuyén san xuat may tinh danh cho ké toan. Va thé la
Burroughs da bi IBM qua mat, chiém hét thi phan. Khi
nhdac lai thoi gian nay, Chu tich cda Burroughs lic do, Ray
MacDonald, da noi, “Trong khoang thoi gian 1964-1966,
chung t6i tap trung cac nd lyc vao viéc tang loi nhuan. Sy
rang budc doi vaGi cac chuong trinh may tinh chi la tam
thoi, va nguyén nhan chi 1a béi chung tdi can tang thu
nhap ngay lap tic”.2%!

Mot lan nita, nhu da trinh bay vé tu tuéng cot 16i, & day
ching ta lai thay ré tam nhin xa, hoai bao cia mot cong ty
thé hién & viéc coi lgi nhuan khong phai 1a muc tiéu trén
hét cda kinh doanh. IBM phan dau san xuat san pham may
vi tinh 360 khong phai chi 1a dé kiém lgi nhuan, ma béi vi...
d6 chinh l1a IBM. Tuy nhién, diéu d6 khong phai luoén ludn
la nhu vay.
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Hay quay vé nam 1924, khi d6 cong ty CTR (Computing
Tabulating Recording Company) m&i chi 1a mot trong so
hang tram céng ty cd vita, dang vat 1on trén thi truong dé
tim kiém thi phan. Ba nam trugc dé, cong ty da gan nhu
pha san néu khong c6 nhitng khodn vay lén va kip thoi.2o?
Coéng ty lic d6 chd yéu kinh doanh cac san pham déng ho
va can, v6i von ven 52 nhan vién kinh doanh.2® Nhung
Thomas J. Watson (cha), khong hé thich thu véi vién canh
mot cong ty CTR ¢ muic do tam tam nhu vay, éng ta mudn
cong ty phat trién nhiéu hon nita, dat mitc d6 méot cong ty
toan cau, va do do6 ong quyét dinh déi tén cong ty. Ngay
nay, nguoi ta khong nghi nhiéu vé cai tén day dud
International Business Machines ctia IBM nhung vao nam
1924, cai tén d6 c6 vé ngd ngan va 16 bich. Thomas J.
Watson (con) hoi tudng lai:

Cha toi di lam vé, 6m me tdi va tuw hao théng bao ké
tw bay gio CTR sé mang cai tén IBM. Luc do t6i dung
& ctta phong khach va tham nghi ‘Mot cong ty nhd thé
nay ma.... Chac han cha da phai hinh dung trong
dau hinh anh cda mot IBM trong twong lai, ch con
hién tai thi cong ty ma 6ng dang diéu hanh chi gom
toan nhitng ngudi ban cac loai may xay ca-phé va can
d cia hang thit!

Ty than viéc doi tén thi khong c6 gi la tao bao. Nhung
tuyén bd 1a mot cong ty qudc té san xuat cac loai may kinh
doanh - International Business Machines Corporation vao
nam 1924 maot cach that sy thi r6 rang la tao bao, tham
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vong va liéu linh. (Xin lvu y, mai dén nam 1953 Burroughs
van con mang tén “Burroughs Adding Machine Company”,
va chung toi c6 1y do dé nghi ngd rang cai tén nay cé anh
huéng dén suy nghi cda nhan vién ctia Burroughs vé tuwong
lai cong ty ciing nhu cai cach ma cai tén IBM anh hudng lén
nhitng ngudi lam viéc & do).

Ngay cd mot cong ty c6 tiéng la bao thd - P&G - ciing
dinh ky st dung cac BHAG. Vi duy, nam 1919, P&G dat muc
tiéu tao viéc lam 6n dinh cho nhan vién bang viéc thay déi
hoan toan hé thong phan phdi, bé qua cac nha ban si, va
tiép xuc truc tiép véi nhing ngudi ban 1é (cac nha ban
budn thuong dat hang véi so lwong 16n, sau d6 - nhuw mot
con ran tiéu hoa con moi cda no - ho nam im hang thang
trdi, vi thé luon dit P&G vao tinh trang bap bénh: khi thi c6
don hang va phai thué thém nhan cong, lic thi é 4m va phai
sa thai bt nguoi lao dong). Oscar Schisgall, trong cuén
sach Huong toi ngay mai: Sw phdt trién & P&G da ké lai
cudc tranh luan trong noi bd cong ty vé muc tiéu nhu sau:

“Néu lam vay, s6 tai khodn cda chuing ta sé tiang tu
20.000 lén 400.000 - cdc nhan vién ké toan phan
nan - cac ong co6 biét chi phi ké toan sé doi lén bao
nhiéu khong?”

“Ching ta phadi md thém hang tram cia hang trén
khap dat nudc - dé 1a v kién cda bén phan phdi -
chung ta sé phai thué cac cong ty xe tai trén toan
quoc dé chd san phadm dén cac cita hang ban 18”.
Mot s6 nha quan 1y néu y kién, “Liéu cac nha ban
budn bi tudc mat viéc kinh doanh véi P&G c6 trd nén
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gian di va quyét dinh tay chay khong buén ban véi
nhitng ngudi ban 18 nao truc tiép lam an véi cong ty
hay khong? Néu vay, cong ty sé bi thiét”.

“Bang cach nao ching ta c6 thé xay dung dugc mot
doi ngd nhéan vién kinh doanh du 16n dé c6 thé tiép
can moi ca hang trén toan quoc? boi ngd nhan vién
kinh doanh khi d6 c6 khi con dong hon ca... quan luc
Hoa Ky” - d6 1a v kién cda Phong kinh doanh.

Chu tich P&G lic do, Richard Deupree tin tudng vao kha
nang vugt qua khé khin cda cong ty, dong thoi 6ng ta cho
rang muc tiéu tao ra cong an viéc lam 6n dinh hoan toan
xing dang dé cong ty chap nhan rdi ro va thach thuc.
(Niém tin ndy phan nao dwa trén mot thit nghiém thanh
cong cuda cong ty khi tién hanh phan phdi truc tiép cho nguoi
ban 1é tai New England). P&G theo dudi Vv tudng trén va suy
nghi ra cach bién n6 thanh hién thuc. Bén nam 1923, muc
titu dat ra da hoan thanh. Mot bai bao luc do viét:

Vao ngay 1-8-1923, cong ty P&G dua ra mot thong
bao gdy ra mot su quan tam dac biét doi voi gidi lao
dong va gidi cong nghiép. D6 1a 16i ddm bao vé cong
an viéc lam 6n dinh cho cac nhan vién tai cac van
phong va nha may cda céng ty tai 30 thanh phd cia
nuéc My. Lan dau tién trong lich st cong nghiép My,
hang ngan coéng nhan & mot trong nhing tip doan
hang dau dat nudc duoc dam bao cé céng an viéc lam
6n dinh sudt cd nam, bat ké nhing suy thoai thoi vu
cia kinh doanh.
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Duepree da gidi thich va mo td cam két nay nhu sau:

Chung t6i muén bién cai khong thé, khong thuc té
thanh cai c6 thé, cai thuc té - mién 1a diéu do thuc su
dung din. Hay lam diéu gi ban cam thay la ding, va
néu cé gap khé khan, hay chap nhan mao hiém dé ‘di
tGi cung’.

Colgate, ngugc lai, trong sudt lich st cda minh luén té ra
it sang kién, it quan tam theo duoi cac du an mdi mé va
thach thic hon so v6i P&G. Con riéng déi voi viéc phan
phéi sdn pham truc tiép cho cac nha ban 1&, duong nhu
Colgate ludn di sau P&G mot budc, phan tng cua ho la theo
kiéu an theo, titc 1a luon bi dan dat béi ngudi lanh dao thi
truong. (Chung toi sé phan tich ré hon vé moi tuong phan
gitta hai cong ty nay & chuong sau).

Phim chit “dam vuét rau hum”

Mot thanh vién cia nhom nghién citu cda ching t6i nhan
thay rang cac coéng ty hang dau cé su tu tin rat cao, doi khi
duong nhu thai qua - mot vé tu tin kha ngao man va thach
thitc tat ca. Chung t6i coi day la mot phdm chat rat riéng
cda nhoém coéng ty ndy, c6 thé néi mot cach hinh anh 1a
phdm chat “dam vudt rau hum”.

Dat ra mot BHAG ré rang doéi héi mot su tu tin dén mic
vo 1y, hay vuot qua nhing suy ly thong thuong. Cam két
theo dudi viéc san xuat Boeing 707 va 747 ré rang la khong
hop 1y néu suy nghi mot cach thong thuwong. Mot cong ty
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khiém t6n, v6i nhitng san pham khiém tén nhu CTR ré
rang 1a hét stc... thiéu khiém t6n khi tuyén bd doi thanh
International Business Machines Corporation. Twong ty nhu
vay, viéc xay dung Disneyland 1a thiéu can trong, viéc tuyén
bd “dan chi hoa xe hoi” 1a ngdng cudng, quyét tam soan
ngdi ctiia R. J. Reynolds cta Philip Morris thiéu thuc té, va
trong con mat cuda thé gigi duong nhu la 16 bich v.v... Nhu
vay, ro rang ¢ day c6 mot nghich 1y dién rd ton tai bén
trong cac coéong ty hang dau.

Cac BHAG trong co vé tao bao trong con mat ngudi ngoai cudc
hon 1& d6i voi nhitng ngudi bén trong cong ty. Khi quyét dinh
“yudt rau hum”, cac cong ty hang dau khong hé thdy hanh dong
do 1a liéu finh hay qua dang. Chi don gian la ho quyét tam lam
béng duoc nhiing gi ho da dé ra.

Hay thi lién tudng t6i cong viéc leo nui. Ban hay nhin
mot nha leo nui dang chénh vénh trén mot nui da khong
c6 day an toan - néu tudt day, anh ta sé roi xudng va cé
thé chét. Déi voi nhing ai quan sat canh nay, con ngudi kia
c6 vé liéu linh, tim kiém su rdi ro mot cach dai dot. Nhung
ban nghi thé nao néu nguoi leo nui biét rang anh ta dang
lam mot viéc “kha thi”, anh ta tin twdéng rang voi su tap
luyén va tap trung thich hgp, anh ta sé leo dugc ngon nui
d6. RO rang 1a viéc biét rang néu tudt tay la chét da kich
thich sy quan tam cua anh ta, song anh ra rat tu tin vao
kha nang cia minh. Khi 1ap ra cac BHAG, cac cong ty cing
c6 nhitng suy nghi rat giong ngudi leo nui trong vi du trén.
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MUC TIEU,
CHU KHONG PHAI NGUOI LANH PAO
(TAO RA PONG HO, CHU KHONG CHi BAO GIO)

Chiing t6i muén nhan manh rang co ché chd choét & day
hoan toan khong phai la mot sy lanh dao tai ba. Trong vi
du vé viéc cd duwa nguoi 1én mat trang, khong ai phd nhan
vai tro lanh dao xuat sdc, ciing nhu nhitng y tuwdng tao bao
va quyét doan clia Tong thong Kennedy. Ong rat xdng
dang dugc ca ngoi vi tat ca nhitng diéu d6. Tuy nhién, yéu
t6 lanh dao d6 khong phai 1a yéu t6 chi dao dé thuc day
sy tién bd. Sau khi Kennedy chét nam 1963, phai chiang
nhiém vu nédi trén tré nén kém hap dan, bi tri hoan, khong
con gay dugc sy quan tam nta? Hoan toan khong! Chinh
vé dep cda sit ménh cao cd nay cé kha nang kich thich tat
cd moi ngudi cong hién cho no, di Tong théng nudc My co
1a ai di nita. Chinh ban than muc tiéu 1a co ché mang tinh
thuc day, la dong luc 16n nhat.

Hoac, hay trg lai vdi 1a thue ma Robert Kahn (mot giam
dbc cda Wal-Mart) gti cho ching toi. Khi 6ng ta viét 1a thu
nay (10-1-1992) Sam Walton dang & trong ngay cudi cung
cda doi minh (6ng ta chét ngay 5-4-1992 vi ung thu xuong).
Nhu cac ban c6 thé thay, du sttc khée Sam Walton dang
suy sup, R. Kahn van bay té “su tin tuéng tuyét dbi” vao
khd ning hoan thanh muc tiéu cda Wal-Mart. Diéu ré rang
g day la ngay ca khi Sam Walton khong con nita, muc tiéu
day tham vong cda cong ty van tiép tuc thic day, cuén hut
nod luc cda moi ngudi - nhu mot thanh nam cham hut sat
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- tién 1én hoan thanh muc tiéu dé. Véi viec dé ra mot BHAG,
Walton da dé lai sau lung ong ta mot co ché that suw htu
hiéu nham thic dé{y sy tién bo. Ty than muc tiéu dé da
vugt 1én trén bat ky nguoi lanh dao nao.

Truong hop Boeing ciing dua tdi nhitng két qud tuong tu.
R6 rang William Allen ¢6 vai tro chd chdt trong cam két cda
cong ty san xuat loai may bay 747, song chinh muc tiéu to
16n mdi 1a dong luc, 1a ngudn cam hitng cho moi sy c6 gang
sau do, chit khong phai 1a William Allen. Ngudi ké nhiém T.
A. Wilson, Chu tich va Tong giam d6c cong ty ti 1968, khi
ma du an 747 con dang thuc hién, dong thoi cong ty dang
gap kho khan nghiém trong do doanh sO ban loai may bay
nay la kha thap trong giai doan dau. Tuy nhién, Boeing da
khong hé suy yéu sau khi Allen vé huu. Hay nhd lai, cong
ty nay da ap dung nhing co ché dé thuic ddy su tang
trudng trude thoi ky cda Allen (vi du: cac loai may bay P-
26, B-17, v.v...) va sau d6 (viéc hoan tat 747, sau do la 757,
va 767). Cac cam két lap di lap lai doi véi viec hoan thanh
cac BHAG chinh 1a co ché quan trong hang dau, 1a mot bo
phan cda chiéc “dong hd” Boeing, von da trdi qua sau thé
hé lanh dao tinh dén ngay hom nay.

Trong khi do, viéc McDonnell Douglas cham chan hon
Boeing phan 16n lién quan dén phong cach lanh dao cda
James McDonnell. Mot bai bao trén Business Week vé
McDonnell Douglas hoi 1978 c6 tua dé Noi phong cdch
qudn ly quyét dinh chién luoc da chi ré phong cach cta
“Ngai Mac” - than trong va bao thu - da hinh thanh nén cac
chién lwoc kinh doanh ma khong hé dwa ra thao luan nhu
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thé nao.2* ( Boeing, du vdi bat ky nha lanh dao nao thi
viéc cam két theo dudi nhing dy an to 16n, thach thic van
la dac diém cda cong ty. Con & McDonnell Douglas, phong
cach bdo thd, khong chap nhan ridi ro chi don thuan 1a tinh
cach lanh dao cong ty luc do. R6 rang, ¢ Boeing la “tao ra
dong ho”, con & McDonnell Douglas 1a “bao gi6” ma thoi.

Sony cting bién cac BHAG thanh mot diéu gi d6 dugc thé
ché hoa - mot phong cach song cda cong ty. Nick Lyons,
ngudi bé cong nghién citu ti mi hoat dong quan ly tai Sony,
khi viét cudn sach Tdm nhin Sony da viét “Muc tiéu. b6 la
tu toi nghe lap di lap lai - bang tiéng Anh - & cong ty nay”.
Tién si Makato Kikuchi, giam doc nghién cttu cda Sony vao
gitta thap nién 1970, noi véi Lyons vé tam quan trong ctia
qua trinh d6 nhu sau:

Nhiéu nguoi don rang Sony da danh mot phan 16n
hon trong doanh s6 dé dau tu vao nghién cttu so voi
cac cong ty khac, song khong don gian chi la nhu
vay... Sy khac biét gitta Sony véi cac cong ty Nhat Ban
khac khong nam 6 trinh do cong nghé, nang luc cda
cac k¥ su, hay so ngan sach danh cho viéc nghién
ciu va phat trién (vao khoang 5% doanh sé). Khong,
su khac biét nam & su thiét 1lap cac cong tac nghién
cau c6 dinh huéng muc tiéu, cung vGi nhitng muc
tiéu thich hop. Rat nhiéu cong ty dé cac nha nghién
citu cua ho hoan toan ty do. Sony khong lam nhuw
vay. Chung t6i xac 1ap cac muc tiéu ré rang va cu thé,
sau do 1ap ra cac nhom cong tac dé hoan thanh cong
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viec do. Ibuka da day chung t6i rang mot khi da co
nhitng cam két hudng t6i muc tiéu thi khong bao gio
dugc bd cudc, dau hang. Tinh than dé dnh huéng dén
moi cong tac nghién ciu - phat trién tai Sony.

BHAG va tinh trang tri tré sau khi nguoi lanh dao ra di

RAt nhiéu t6 chitc gap kho khan trong viéc tiép tuc duy
tri dong luc phan dau sau giai doan cda nhitng ngudi lanh
dao tai nang va nhiét huyét (thong thuong la ngudi sang
lap). Rat nhiéu cong ty so sanh ma chung to6i nghién ctu
xuat hién tinh trang nay: Burroughs (sau thoi ky Boyer),
Chase Manhattan (sau Rockefeller), Columbia (sau Cohn),
Howard Johnson [sau Johnson (cha)], Melville (sau Melville),
TI (sau Haggarty), Westinghouse (sau George Westinghouse)
va Zenith (sau MacDonald). Trong khi do, & da s6 cac cong
ty hang dau, diéu nay khong xay ra, trt hai truong hop cda
Walt Disney (thoi ky sau Walt Disney) va Ford Motors [thoi
ky sau Henry Ford (cha)]. Cac cong ty hang dau dua ra
mot gidi phap nhu sau: tao ra cac BHAG vdi doi séng
riéng cda ching, bang cach do trd thanh déng luc dé cong
ty phan dau qua nhiéu thé hé lanh dao ké nhau. (Néu ban
1a mot CEO sap nghi huwu, hdy suy nghi vé van dé nay mot
cach that sy nghiém tuc. Hay tra 10i cac cau hoi: Cong ty
da c6 cac muc tiéu dé phan dau sau khi ban roi khéi cong
ty hay chwa? Va quan trong hon, liéu muc tiéu (BHAG) do
co khd ndng lién tuc tao ra muc tiéu mdi trong tuong lai
hay khong?)
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Vi duy, khi nghién cttu Citicorp, ching t6i thdy cong ty
nay lién tuc dé ra cac muc tiéu 16n, nhiéu tham vong, nham
duwa cong ty tién 1én, trdi qua nhiéu thé hé lanh dao ndi tiép
nhau. Vao nhitng nam 1890, Citicorp (luc d6 con mang tén
City Bank) chi 1a mot ngan hang dia phuong khong may
tiéng tdm, voi voén ven mot chd tich, mot thd quy va vai
nhan vién. Thé ma Chu tich Jones Stillman da dé ra mot
muc tiéu rat “ngoéng cuong” (song ré rang la day khich 1é):
“Tré thanh mot ngan hang 16n mang tam c& quéc gia”.2%
Mot nha bao tai chinh dd viét nhu sau vao nam 1891:

[Ong ta] mo udc xay dung City Bank trd thanh mot
ngan hang 16n, dat tam c& quoc gia. D6 1a diéu ong
ta c6 thuc hién, d6 1a diéu luén tran ngap tam tri va
thic ddy moi hanh dong ctia 6ng. Ong diéu hanh
ngan hang nay khong huéng t6i 1oi nhuan cho cac c6
dong, ma hudng téi mot ly twdng... lam cho noé trg nén
Vi dai trong gidi tai chinh trong nuéc va quoc té - dé
chinh la mo udc cda Stillman.2%

Mac du c6 thé dé dang nhan thay rang Stillman da dé ra
BHAG ndy, tuy nhién ty than BHAG d6 c6 doi song riéng
cda no, thuc day cong ty tién lén trong nhing thé hé tuwong
lai. Nam 1915 (mot phan tu thé ky sau gidc mo cta Stillman,
va sau nam sau khi Stillman da sang Paris nghi huu), nguci
ké nhiém o6ng ta & vi tri chui tich, Frank Vanderlip, da viét:

T6i hoan toan tin rang co hoi da mé ra cho chung t6i,
dé tré thanh mot thé ché tai chinh hing manh nhat,
c6 dich vu tét nhat, c6 quy mé rong 16n nhat trén thé
gidi t trudc dén nay.?”
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Qua la mot muc tiéu to lén, nhat 1a doi véi mot ngan
hang ma mdéi mot nam trudc day chi cé “tam phoé cha tich,
mudi chuyén vién, gan ndm trdm nhan vién... tai duy nhat
mot dia diém & phd Wall”. Roi trong thé hé tiép theo, Charles
Mitchell tiép tuc lap lai phuong cham “tién vé phia trudc”
nhu nguoi tién nhiém, trong mo6t bai phat biéu trudc nhan
vién vao nam 1922 nhu sau: “Chung ta dang trén duong
tién t6i su to 1on, vi dai hon nita. Twong lai cda National
City Bank sé sang stia hon bao gid hét. Hom nay chiing ta
da san sang lao vé phia trudc véi mot toc do cao nhat”.208
V6i “toc do toi da” do, City Bank da tang tong tai san tu
352 triéu dola nam 1914 lén 2,6 ty dola vao nam 1929,
nghia la trung binh tang hon 35%/nam.

Cling nhu da s6 cac ngan hang khac, City Bank phai vat
vd tradi qua nhting nam khuing hodng hoi 1930, tiép tuc
phat trién sau Thé chién tht hai v6i nam thé hé lanh dao
sau do6, va van tiép tuc theo duoi khat vong cua Stillman va
Vanderlip “trd thanh mot thé ché tai chinh c6 quy mo rong
16n nhat”. Chd tich t 1959 -1967, George Moore da néi hét
nhu nhitng ngudi tién nhiém:

Vao khodng 1960, [chung t6i quyét dinh] sé phan
dau cung cap cac dich vu tai chinh httu ich & moi noi
trén thé gidi.

Cac ban hay luu v dén tinh nhat quan trong muc tiéu trai
qua nhiéu thé hé lanh dao. Pung la méi thé hé c6 mot CEO
va y tudng dau tién vé muc tiéu thudc vé nguoi sang lap
cong ty. Nhung tu than muc tiéu to 16n ay da vugt 1én trén
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cha dé ctia no, va quyét tam theo dudi muc titu d6 da an
sau vao t6 chic clia cong ty.

Chase Manhattan (cong ty so sanh cua Citicorp) cling co
nhting muc tiéu va tham vong tuong tg, va hai t6 chic nay
da canh tranh véi nhau hét stic gay gat. Su6t thé ky XX,
Citicorp va Chase thuong xuyén ¢ vi tri ngang nhau. Trong
nhitng nam 1960, hai ngan hang nay lién tuc tranh dua
dat vi tri sO mot ve tai san, va thuc té 1a tv 1954-1969, két
quéa cda ho la gan nhu ngang bang nhau! Mai dén 1968,
Citicorp mdi bt pha lén duoc, cudi cung da dat dugc quy
moé gap doi so véi Chase. Pung la Citicorp hoi gap kho
khan cuéi nhitng ndm 1980, dau nhitng nam 1990, nhung
Chase va nhiéu ngan hang khac ciing trai qua nhing kho
khan twong tu vao thoi ky do.

Du c6 rat nhiéu diém twong doéng, van c6 nhitng khac
biét trong cac chién lwge va phong cach thuc hién cda hai
tap doan nay trong viéc huéng tdi cac muc tiéu cia ho - sy
khac biét c6 1é phan nao giai thich dugc quy dao khac biét
cda hai tap doan ké tw sau 1968. David Rockefeller tré
thanh chd tich ciia Chase t 1960, va ké tt d6 danh bai
Citibank dudong nhu la muc tiéu cia Rockefeller hon la cua
Chase.

Cac nha lanh dao Citicorp khong nhu vay, vé co ban ho
st dung cac chién lwoc mang tinh t6 chic (phong cach “tao
dong ho”) trong viéc léo lai con thuyén Citicorp huéng dén
nhitng muc tiéu cda né. Stillman rat quan tam dén tinh ké
thtra trong quan 1y ciing nhu co cau t6 chitc. Vanderlip coi
han ché ma ong ta c6 thé nhan ra la & chat lugng quan tri,
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va ong ta danh da s6 nd luc cho viéc thiét ké mot to chirc
va khéi xuwéng mot chwong trinh phat trién ky nang quan
ly. George Moore tap trung trugc hét va trén hét vao viéc
bién Citicorp thanh mét thé ché tai chinh xay dung trén
nén mong la cac quy trinh vé tim kiém, dao tao va thing
tién nhan sy. Ong ta viét “khong c6 nhiing nhan sy xuat
sac dugc co ché nay tao nén thi sé khong c6 muc tiéu nao
duoc hoan tat!”. Nguoc lai, Chase lai chd yéu tap trung vao
thi trudng va cac chién luge san phadm: nghia 1a cac chién
luge “bao gid”, hon 1a “tao dong ho”.

Tuong tu Boeing va Citicorp, Motorola 1a mot vi du dién
hinh vé viéc stt dung BHAG nhu 1a mét phan cda co ché to
chitc trdi qua nhiéu thé hé. Nguoi sang lap Paul Galvin
thuong st dung cac BHAG dé thuc ddy cac ky su cia ong
ta bién nhitng diéu khong thé thanh c6 thé. Chang han, khi
Motorola buéc vao thi truong tivi cudéi nhitng nam 1940,
Galvin da duwa ra mot BHAG cho cong ty nhu sau: phan dau
ban dugc 100.000 tivi ¢ muc gia 179,25 dola trong nam
dau tién.

“Cac nha may cda cong ty chuwa di khd nang sdn xuat &
mic d6” - mot nha quan ly cia cong ty kéu lén nhu vay.
“Chuwa bao gid chung ta dat dugc doanh s6 & mic do -
ding thi ba hodc thtt bén trén thi truong! Vi tri tét nhat
cda chung ta d6i véi san phdm radio chi 1a thi bay hoac
thtt tim” - d6 la y kién cda mot nguoi khac.

“Ngay ca voi muic gia 200 dola/cai, chung ta cling chua
chac hoan von” - mot ki su sdn xuat noi.

“Ching ta sé lam nhu vay” - Galvin tra loi. “T6i khong
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mudn thay mot ban phan tich chi phi ndo nita ching nao
cac anh tim ra dugc cach kiém duwoc loi nhuan ¢ muc gia
do, voi doanh sé do. Chung ta sé c6 gang lam diéu do”.2

Va thuc sy Motorola da leo 1én vi tri thit bon trong nganh
kinh doanh tivi ngay trong nam do6. Nhung quan trong
hon, Galvin da lam cho t6 chitc thAm nhuan khat vong
vuon lén, to d6 dem lai viéc lién tuc dua ra nhing BHAG
moi trong cong ty. Khi dao tao cho ngudi con dé ké vi vai
tro CEO, 6ng ta ludén nhan manh tam quan trong cta viéc
“lam cho cong ty lién tuc chuyén dong, di chuyén”, va rang
“viec di chuyén vé bat ky huéng nao ciing luon tot hon la
ding yén mot chd” - dng ta noi vay.2L0

Hang chuc nam sau khi Galvin qua doi vao nam 1959,
Motorola van lién tuc dua ra nhitng BHAG mdi, chazlng han
nhu tim kiém vi tri hang dau trong cong nghé dién td cao
cap, tim kiém chat lwong hang dau (tieu chuan sdu sigma),
phan dau gianh gidi thuwéng Malcolm Baldrige Quality. Con
trai va nhitng nguoi ké nhiém Galvin st dung tit “déi méi”
dé noéi vé nhing thay doi lién tuc dat duoc qua nhitng cam
két theo dudi nhitng du an 16n lao. Bob Galvin truyén lai
cho cac thé hé tiép theo mdt ménh lénh “Chung ta phai
luon hanh dong voi niém tin rang nhing gi khéng thé chirng
minh dugc van c6 thé lam duoc”.

Chinh Motorola - cong ty nhd bé da khoi nghiép bang cac
san pham nhuv db sia chita cho radio Sears va cac loai
radio so sai dung trong xe hoi - da tién vé phia trudc qua
cac muc tiéu to l6n, dwa cong ty tiép tuc trudng ton, ngay
cad khi nha sang lap khong con nita. Motorola da tién xa
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hon cac sdn pham radio va tivi, cudéi cung da san xuat
dugc mach vi xit Iy M68000 dugc cong ty may tinh Apple
st dung nhu 1a bo ndo cda chiéc may vi tinh Macintosh!
Va khi chung t6i viét nhitng dong nay, Motorola dang lao
vao BHAG 16n nhat trong lich st cda ho: dv an Iridium,
mot canh bac 3,4 ty doéla lién doanh véi mot cong ty khac
trong viéc tao ra mot hé théng vé tinh toan cau, cho phép
thuc hién cudc goi dién thoai gitta bat ky hai diém nao
trén thé gioi.2!!

Cling nhu Motorola, Zenith ciing da ddt ra moét so BHAG
trong giai doan dau tién: Bién radio EM thanh mot san
pham dugc chap nhan rong rai, cam két theo dudi viéc tré
thanh mot nha san xuat tivi hang dau, ciing nhu liéu linh
chap nhan rui ro trong dy an tivi trd phi. Nhung van dé la
& chd Zenith da khong thé hién dugc khuynh huéng mang
tinh t8 chic trong viéc xay dung cac BHAG sau cai chét cia
nguoi sang lap cong ty vao nam 1958. Pau nhing nim
1970, su can than qua dang duong nhu tran ngap cong ty
Zenith, nhu 16i mot kiém soat vién cong ty vao nam 1974:

That kho gidi thich tai sao nguoi ta lai quyét dinh
khong lam diéu gi dé. Co6 rat nhiéu ly do. Pang sau
mot quyét dinh nhu vay, trong dé ca su can than cb
httu. Mot mat chung t6i ludn bang long va gan chat
vdi cac thi truong hién tai, nhitng thi truong dem lai
két qua cao nhat va 1a noi ching t6i hiu ré nhat...
Chung t6i cdm thay kho canh tranh trong nhing thi
truong mdi tri khi chiu t bé mot phan lgi nhuan, va
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chiing t6i da khong san sang lam nhu thé. Nguyén la
mot cong ty My, ching t6i mudn cong ty van ci la
nhu vay.?!?

Giam doc diéu hanh cta Zenith, John Nevin ciing lip lai
quan diém trén khi néi vé sw cham chap cda céng ty doi véi
nhing san pham cong nghé mdi (vi du: san pham dién t&
ban dan): “Cac ban c6 quyén néi Zenith can than va bao thd
hon so véi cac doi thd canh tranh trong viéc dem nhitng cai
tién mdi (vé cong nghé) vao thi truong. Chiing t6i dang nd luc
dua sdn pham mdi (dién t& ban dan) vao thi truong, song toi
cing con dang nghi ngd kha nang thanh céng cua chung”.

Nguoi sang lap Zenith, Commander McDonald, da khong
thanh céng trong viéc dé lai cho cong ty kha nang lién tuc
kham pha va d6i mé6i ban than bang viéc dua ra cac muc
titu moi. Ong ta 1a mot nha lanh dao vi dai - mot nguoi
“bao gio” vi dai - nhung 6ng ta da qua doi tw lau. Trong khi
d6 cong ty Motorola ctia Paul Galvin lai ton tai va phat trién
ryc ré 35 nam sau khi ong ta qua doi. Galvin da thanh
cong trong viéc “tao dong ho”.

HUONG DAN CHO CEO,
NHA QUAN LY, NHA KINH DOANH

Mic du chuwong nay dugc viét trén goc nhin t mot cong
ty, thuc ra BHAG c6 thé dugc ap dung dé kich thich sy phat
trién & bat ky cap do nao cia t6 chitc. Cac nha quén ly day
chuyén sdn xuat & P&G thuong duwa ra nhing BHAG cho

XAY DUNG DE TRUONG TON
220

tung nhan hang cu thé. Cong ty Nordstrom thiét 1ap BHAG
mot cach c6 hé thong tu trén xudéng dudi, & moi cap do-
khu vie, cita hang, gian hang, ting nhan vién kinh doanh.
S6 lwong BHAG ctia mot to chic 1a tuy y, khéng can phai
han ché chi c6 mot BHAG vao mot thdi diém. Chang han,
Sony va Boeing thuong xuyén theo dudi nhidu BHAG cung
mot lic, tai nhiéu cap doé khac nhau trong to chiic cda ho.

BHAG dac biét thich hop cho cac cong ty nhd. Hay nhd
lai quyét tam cda Sam Walton “bién cita hiéu nhé bé dau
tién thanh cda hang thanh cong nhat trong ving Arkansas
trong nam nam”, cda Sony trong nhitng nam dau “San xuat
thanh cong radio bd tdi”, ciia Tom Watson (cha) “bién cong
ty nhd bé thanh International Business Machines
Corporation”... That ra ma noéi, da s6 cac nha kinh doanh
m6i khéi nghiép déu c6 san mot BHAG, dé 1a “cat canh khai
mat dat”, va dat dén vi tri nhat dinh giiup ho khong con
phai lo ldng gi vé kha nang ton tai cda cong ty nita.

Chung t6i da trinh bay qua da s6 nhitng luan diém chinh
vé BHAG trong chuong nay. Sau day la vai diém can luu v
khi xem xét hinh thanh BHAG cho c6ng ty ban:

+ Mot BHAG phai r6 rang, dé hiéu, mang tinh ménh
lénh, hau nhu khong can phai gidi thich. b6 1a mot
muc tiéu, khong phai 1a mot tuyén bo. Néu khong
truyen duoc nhiét tinh, khat vong cho moi nguoi, thi
do khong phai la mot BHAG.

« Mot BHAG phai liéu linh, thach thic, day tham vong,
moi ngudi phai c6 1y do dé tin rang c6 thé dat duoc
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muc tiéu, song né ciing doi héi nd lyc tdi da va doi
khi 1a mot chut may man - nhu truong hop cia IBM
360 va Boeing 707.

+ Mot BHAG phai tao bao va hap dan, c6 kha nang tiép
tuc kich thich c¢6 gang cda moi nguoi ngay cd néu nhu
nguoi lanh dao roi khoi t6 chite trude khi muc tiéu do
dugc hoan thanh - nhv truong hop cida Citibank va
Wal-Mart.

+ Mot BHAG c¢6 nguy co cd hitu, rang mot khi da dat
duoc no thi té chiic 6 thé roi vao trang thai tw mén,
mat di sy ning dong va dong luc, nhw da xay ra &
cong ty Ford nhimg nam 1920. Céng ty can chuan bi
d6i pho bang cach dua ra BHAG tiép ngay sau do.
BHAG cling can dugc sy hé trg bdi nhitng bién phap
c6 tinh chét thuc day sy tién bo khac nita.

+ Cudi cung, quan trong hon cd 1la BHAG phai mang
tinh nhat quan vdi tu twéng cot 16i cda cong ty.

Gin giit cai cot 16i - Thic diy su tién bo

BHAG khéng thé mot minh né tao ra mot céng ty thanh
cong duge. Ty ban than sy phat trién (du duwogc thuc day
bédi co ché nao di nita) ciing khong tao ra mot cong ty hang
dau. Trong qud trinh theo dudéi BHAG, mot cong ty luén
can nhd bdo vé va gin giit tu tudng cot 16i ciia né.

Vi du, viéc san xudt may bay 747 1a mot du an vo cung
liéu linh va rdi ro, song khi lam diéu dé, cong ty Boeing
luon tuan thu cac gia tri c¢dt 16i cda ho vé do an toan ¢ mic
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do cao nhat, cac bién phap phan tich va chay tht & muc
ky luong nhat doi véi mot may bay dan dung. Du stc ép
vé tai chinh c6 16n bao nhiéu di nita, hang Walt Disney van
Iuén trung thanh véi phong cach quan tam dac biét tdi
tung chi tiét nhé nhat khi lam phim hoat hinh, Disneyland
va Disney World. Merck, trung thanh véi gia tri cot 161 vé
khd nang tudng tuong va sang kién, ludn tim kiém sy vuot
troi, viec dua ra nhiing cdi tién mang tinh dot pha, cha
khong phdi cac san pham bat chudc, an theo. Jack Welch
& GE tuyén bd ré rang rang dat duoc vi tri s6 mot hay sd
hai trén thi truong mot cach thiéu chinh truc sé khong bao
gio duoc chap nhan ca. Citicorp luon duy tri niém tin vitng
chiac vao viéc tan dung nhan tai va thang tién t noi bo
trong khi theo dudi cac muc tiéu cda tap doan. Motorola
khong bao gio tit bé hay lang quén niém tin va su ton trong
cda coéng ty vao cad nhan trong sudt thdi gian theo dudi
nhitng thach thitc, nhithg muc tiéu 16n lao cda ho.

Ngoai ra, mot cong ty hang dau khong mu quang chay
theo bat cit BHAG nao. Ho chi nham t6i nhitng muc tiéu
lam ting stc manh cho tu tuéng co6t 16i, nhitng muc tiéu
phdn anh quan niém vé ban than cda cong ty. Sau day la
sy lién hé gitta BHAG va tu tudng cot 16i:

Tu tudng cot 16i . BHAG (dé thiic day
(Phai gin git, bao vé) tién bo va phat trién)

Tré thanh ngudi dan dau Boeing béanh cugce vao cac sdn
nganh hang khong, ngudi tién > pham B-17, 707, 747.
phong, chap nhan rti ro.
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Tw tudng cot 16i
(Phai gin git, bao vé)

Tim kiém su vuot troi trong
moi linh vuc. Dem lai niém vui
cho khach hang.

San xuat xe hoi cho moi nguoi,
nhat 1a nhing ngudi c6 thu
nhap trung binh.

Tan dung stc sang tao tiém
an trong néi b cong ty, lién
tuc tu déi mai va phat trién,
phuc vu céng dong bang cac
san pham tot.

Gianh vi tri dan dau, chién
thdng moi ddi thi. Quyén ty
do lua chon dang dwgc bao
A

Pem niém vui cho hang triéu
ngudi, quan tam dén ting chi
tiét; sang tao, tudng tuong.

Nang cao van héa va gia tri
Nhat Béan; tré thanh nguoi
tién phong, bién nhitng diéu
khéng thé thanh c6 thé.

Gin git* va nang cao ddi song
con nguoi; thude 1a dé cho
nguoi bénh chit khéng phai
dé kiém 10i; cac cai tién va
sang tao.

Merck

BHAG (dé thiic diy
tién bd va phat trién)

Pau tu 5 ty dola vao san
phdm 360, dap tng nhing
nhu cau khan thiét cda khach
hang.

“Dan chd hoa xe hoi”.

Tim ra cach ban 100.000 tivi
d muc gia 179,95 dola, tim
kiém chét lugng tuyét hao
(tiéu chan sau sigma), gianh
gidi thwdng Baldridge, tung ra
du an Iridium.

Ha guc ngudi khéng 16 va
chiém vi tri s6 mot trong
nganh thudc 14, bat chap
nhtmg phan dbi hut thudc ti
xa hoi.

Xay dung Disneyland - theo
tiéu chudn thong thudng cia
nganh giai tri.

Thay d6i hinh anh cac san
pham Nhat Ban trén toan thé
gidi; tao ra radio ban dan bé

Tré thanh nha san xuat thudc
chtta bénh hang dau thé gidi,
nghién ciu d€ san xuat cac
san pham thudc chtta bénh
mai.
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Cach mang hoa nganh kinh doanh duong sét c6 thé la
BHAG ctda cong ty Ford vao nam 1909, song néi dén Ford
khong phai 1a néi vé duong sit, ma la xe hoi. San xuat ra
loai radio ré tién nhat trong lich s c6 thé la BHAG cda
Sony hoi 1950, song diéu dé khong phu hgp véi hinh dnh
ma Sony quan tam dat duoc: di dau trong cong nghé, di
dau trong cong cudc lam thay doi quan niém vé san pham
san xuat tai Nhat trong con mat khach hang quéc té. Chuyén
huong hoan toan ra khéi nganh thudc 14 sau su kién ban
bao cao y hoc cda cac nha gidi phau cé thé 1a BHAG cia
Philip Morris nhitng nam 1960, nhung lam sao diéu do c6
thé phu hop véi hinh dnh cda cong ty - hinh anh chang cao
boi Marlboro dang tu do, thach thitc... R6 rang 1a khong!

Mot BHAG luén hap dan va kich thich su thay doi, su
dich chuyén cda cong ty. Song mot BHAG cting phai con 1a
mot tuyén bd vitng chai vé tu tuéng cda cong ty. Thuc su
ma noéi, BHAG con c6 thé giip cho sy hoat dong cua “van
héa cong ty mang tinh nghi thiic” - mot trong cac co ché
nham gitp cho viéc bdo vé cac gia tri cot 16i. Viéc thach
thitc moi khé khan, huéng tdi nhitng muc tiéu to 16n nhat
- dac biét néu nhiing diéu nay c6 nguodn gboc tt mot tu
tudng cot 16i - chic chan sé khién moi nguoi trong cong ty
cam thay ho thudc vé mét té chic dac biét hon, tot dep hon
binh thuong.

Xin trd lai v6i mot diém can ban clia mot céng ty hang
dau, do 1a su lién hé qua lai gitta tu tudng cot 16i va khat
vong phat trién, tién bo. Hai yéu té nay bé sung nhau, tang
stic manh cho nhau. Tu tudng cot 16i tao nén moéng cho su
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lién tuc va ké thira, t d6 tao diéu kién cho nhitng nd luc
tién bo. Ngugc lai, su tién bo ciing hd trg cho tu tudng cot
16i, bdi néu khong cé thay doi va chuyén déng vé phia
trugc thi cong ty sé khong ton tai duge. Hai yéu to nay két
hop chit ché, tinh vi v6i nhau, cung tao diéu kién cho loi
ich sau cung cda to chic. Hiy nghe doan hung bién s6i néi
cda mot nhan vién GE vé sy lién hé ky diéu do6 khi c6 binh
luan vé BHAG cda cong ty “dat vi tri s6 mot hay so hai
trong moi thi truong, dong thoi thay déi triet dé cong ty sao
cho c6 dugc sy nang dong va linh hoat nhu mdt doanh
nghiép nho”:

GE... Chung t6i dem nhitng diéu tot dep dén cho cudc
doi nay”. Moi ngudi ¢ GE déu cam thay xuc dong khi
nghe nhtng 10i trén, vi né dién td cdm xic cda ho vé
cong ty. b6 1a cong viéc, 1a tang trudng cho nén kinh
té, 1a chat lugng va dich vu cho khach hang, 1a lgi ich
va dao tao cho nhan vién, la cac thach thic va su
théa madn cho moi ca nhan. Piéu d6 cing c6 nghia la
su chinh truc, long trung thanh & moi cap do. Va néu
khong co hang loat gid tri va cam két do, Welch dd
khong thé thanh céng trong cudc cdch mang cua
minh [c0 ta nhdn manh].
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CHUONG SAU

NEN VAN HOA CONG TY
MANG TINH NGHI THUC CAO

Gin gitf
cai cot I6i

Thic diy

sy tién bo

Bay gi®, yéu cau cac ban gio tay phai 1én - hdy nhd rang
tai Wal-Mart, chung ta phdi luon gitt 16i hita - hay lap lai
theo toéi: T& hom nay tré di, toi long trong tuyén bd va
cam két rang moéi khi c6 khach hang dén voi t6i,

toi sé mim cudi va chao don ho nhiét tinh.

SAM WALTON,

khi noi chuyén trudc hon 100.000 nhdn vién

Wal-Mart trong mot chuong trinh truyén hinh truc tiép
qua V¢ tinh gitta thdp nién 1980°13

IBM that sy thanh cong trong viéc tao ra dong luc cho

cac nhan vién cda ho. Téi c6 thé thiy diéu d6 qua Anne,

vo toi. Thuc sy c6 ay da bi “tdy nao”, song viéc tdy ndo nay

la mot diéu tét. Ho thuc suw da lam cho long trung thanh va
khat vong lao dong duwgc thdm nhuan trong nhan vién cong ty.

Loi cua héon phu cua mot nit nhdn vién IBM, 198524
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ai sao anh muo6n lam viéc cho Nordstrom?”-
ngudi phéng van héi.

“BGi vi Laura ban toi noéi rang day 1a noi t6t nhat ma co
ay da tung lam viéc - Robert?!® tra 16i - Co ta that sy hanh
dién véi viec dugc lam viéc voi nhiing ngudi gidi nhat va tré
thanh mot ngudi trong s6 ho. C6 ta gidng nhu mot nha
truyén giao khi gi6i thiéu vé cong ty cda cac 6ng, hét stic
tu hao dugc la mot nhan vién cda cong ty. Hon nita c6 ta
da duoc trd cong xing dang: Khéi dau tdm nam trudc &
phong mua hang, nay & tuoi 29, c¢6 ta da 1a quan 1y cda
mot cta hang. Co6 ta néi véi to6i rang cac nhan vién kinh
doanh & day kiém duogc nhiéu hon & cac cong ty khac,
nhitng nguoi gidi nhat c6 thé kiém dugc hon 80.000 dola
mot nam”.2'6

“Pung 1a tai day nhan vién c6 thé kiém dugc nhiéu tién
hon so véi tai cac cong ty khac, thuong 1a gap doi so véi
muc thu nhap trung binh cia mot nhan vién ban 1é, c6 khi
hon nita. Nhung anh can biét 1a khong phai ai cing c¢6 dd
diéu kién va phdm chat dé trd thanh mot thanh vién trong
gia dinh Nordstrom” - nguoi phéng van gidi thich. “Chung
toi rat chon loc, va nhiéu nguoi khong dat yéu cau. Anh phai
phan dau qua moi cap bac, néu khong anh sé phai ra di”.

“Toi biét. Toéi c6 nghe noéi la 50% nhan vién mdi phai roi
bd cong ty chi sau mot nam”.
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“Pung vay. Nhing ai khong thich sitc ép trong cong viéc,
nhitng ai khong phu hop v6i hé théng va gia tri cda cong
ty sé phai ra di. Nhung anh sé thanh cong tai day néu anh
c6 dong luc, cé sang kién va khat vong trong cong viéc, va
diéu trén hét 1a anh c6 kha nang kiém ra va phuc vu khach
hang. Van dé & day chi don gidn 1a Nordstrom c6 phu hop
v6i anh hay khong ma thoi. Néu khong phu hgp, anh sé
cdm thay chan nan mau chong, that bai va phai roi khéi
cong ty”.

“Toi c6 thé xin vao vi tri nao trong cong ty?”.

“Giong nhu moi nhan vién mdi khac, anh bat dau tu
nhitng vi tri thap nhat - coi kho hang va lam & bd phan ban
hang tai quay”.

“Nhung t6i da c6 bang cd nhan, la thanh vién cta hoi Phi
Beta Kappa, do Pai hoc Washington cap. Nhitng cong ty
khéac san sang nhan t6i ¢ vi tri quan tri vién tap su’.

“Khong, & day thi khong nhu vay. Ai ciing phdi bat dau
t vi tri thap nhat. Ba chu tich cda cong ty hién nay - ong
Bruce, 6ng Jim va 6ng John - cing khong phai la ngoai 1é.
Ong Bruce ludn nhac cho ching t6i nhé hinh anh ong va
nhitng nguoi dong su da bat dau cong viéc ¢ cong ty bang
viéc ngoi ¢ cac quay ban gidy cho khach hang nhu thé nao.
Anh sé dugc tu do trong cong viéc, khong ai ra 1énh cho
anh dén tung chi tiét cu thé, va anh chi bi han ché béi
chinh kha nang cda anh ma thoi (trong khuén khé phong
cach cda Nordstrom, duong nhién). Nhung néu anh khong
san long lam bat c@ diéu gi dé khach hang hai long, vi du
nhu giao tan tay khach hang mot bo do, cii xudng sia giay
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cho khach hang, luén luén twoi cuoi ngay ca khi gap mot
khach hang rat kho chiu, thi anh sé khong con 1a nguoi ctia
Nordstrom ntta, chAim hét. Khong ai bat budc anh phai
phuc vu khach hang mot cach mau muc, nguoi ta chi ky
vong ma thoi”.?"”

Robert chdp nhan lam viéc & Nordstrom, rat hing tha
trudc vién cadnh duoc tham gia vao mot diéu gi dé that dac
biét, rat vui vé c6 mat & chd lam. Anh ra cting rat hanh dién
khi dugc phat mot tam danh thiép trong rat chuyén nghiép,
cht khong phdi la mot bang tén deo trudc nguc thong
thuong. Ban thong bao hinh kim ty thap 16n ngugc, mo ta
“Cau tric cong ty Nordstrom” khién anh ta cdm thay tam
quan trong cua minh cao hon ntta.2'’

Khach hang

Anh ta cling dugc phat mot cudén so tay danh cho nhan
vién cong ty, that ra chi la mot manh bia nho véi noi dung
von ven nhu sau:?!8
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CHAO MUNG BAN DEN VOI NORDSTROM
Chuing t6i vui mumg chao dén ban dén lam viéc tai cong ty chuing téi.
Muc tiéu s6 mot ctia chuing t6i 1a cung cap dich vu khach hang
tuyét hdo. Hay dat ra nhiimg muc tiéu ca nhan va nghé nghiép
that cao cho ban. Chuing tdi rat tin twéng rang ban
c6 thé dat duge diéu do.

QUY TAC CUA NORDSTROM
Quy tac so 1: St dung kha ning xét doan ciia ban
trong moi tinh hudng.
Ngoai ra khéng con quy tac nao khac nita.

Xin dimng ngan ngai khi héi v kién trudng phong, cita hang trudéng,
giam doc cac b phan vé bat it van dé gi, bat cit Iic nao.

Trong nhitng thang dau tién, Robert chim dam trong mot
thé gigi cda cac “Nordie” (Nhitng ngudi cda Nordstrom tu
goi nhau bang cai tén nhu vay).2 Anh danh rat nhiéu thoi
gian tai cta hang, cac budi hop cia cong ty, hoac trao doi
vOi cac Nordie khac - ho tré thanh mot nhom hoé tr¢ cho
anh.? Anh dugc nghe rat nhidu cau chuyén ké vé nhiing
tam guong phuc vu khach hang cia nhan vién: chuyén mot
Nordie i mot chiéc 40 so-mi méi mua cho mot khach hang
can st dung ngay trong mot cudc hop chiéu cing ngay,
chuyén mot Nordie khac vui vé goi qua cho khach mua tw
tiém Macy's, r0i mot Nordie tw dong lam néng cho xe hoi
cda khach hang khi khach hang di mua sdm (trong thoi
gian mua dong), mot Nordie khac tu tay dan cho mot khach
hang 16n tudi mot chiéc khan quang c6 c6 chiéu dai dac
biét tranh khéi bi vieéng vao banh chiéc xe lan cda ba ta
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V.v... Anh cling dugc biét vé cac phiéu bay t6 16i khen gitta
cac nhan vién kinh doanh, cac thu cdm on gitta khach hang
va nhan vién - tat cd dugc st dung dé xét xem cta hang
nao sé nhan dugc phan thuéng hang thang cda coéng ty do
c6 su phuc vu tét nhat.

Nguoi quan 1y cda Robert néi cho anh biét vé tam quan
trong dac biét cda nhing la thv tt khach hang: “Thu tw
khach hang hét sic quan trong ¢ day. Puong nhién khong
ai mu6n nhan dugc mot 14 thu than phién cda khach hang:
do6 thuc sw 1a mot tham hoa. Con néu ban nhan dugc nhing
la thu nggi khen tt khach hang, ban sé nhan dugc giai
thudng ‘nhéan vién phuc vu khach hang xuat sac’, va doé la
mot diéu gi do that dac biét: ban sé dugc chinh mot trong
cac Chu tich cda cong ty bat tay, anh cda ban sé dugc treo
trén tuong, ban sé dugc nhan nhitng phan thudng va mutc
chiét khau cao hon. Con néu ban dat duoc két qua tét hon
trong cong viéc, ban sé tréd thanh mot Pacesetter, voi danh
hiéu d6 dugc ghi ré trén danh thiép, va ti 1é chiét khau 33%.
Chi nhitng ngudi gidéi nhat mdi c¢6 vinh dy dat dugc danh
hiéu nay”.

“Lam thé nao dé€ t6i c6 thé tré thanh mot Pacesetter?” -
Robert hoi.

“Rat don gidn, hay dat ra cac muc tiéu vé doanh s6 ban
hang that cao, va vugt qua ching - ngudi quan ly giai thich
va lién do6 héi tiép - Tién day, xin duoc hdi muc tiéu doanh
s6 cda anh hién nay la bao nhiéu?”

Muc tiéu ban hang. Nang suat. Thanh qua. Robert dé v
dén nhitng khau hiéu “nhac nhd” dan trén tudng trong
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phong cda nhan vién “Hay liét ké cac viéc can lam trong
ngay”, “Xép dat cac muc tiéu theo thi ty uu tién”, hodc
“Dung dé cong ty that vong vé ban!”, “Tién lén! Phan dau
trd thanh Pacesetter”.

Robert nhanh chéng nam dugc cach tinh chi s6 SPH (Sales
Per Hour - doanh sd ban hang theo gi®). “Néu vugt mitc
SPH quy dinh, ban sé dugc thudng 10% hoa hong trén
doanh s6. Néu khong, ban chi nhan dwgc mic lwong co
ban. Hon nita, néu SPH cda ban cao, ban sé dugc lam &
nhitng gid lam viéc hdp dan hon, va c6 co hoi thang tién
hon. Ban c6 thé theo déi SPH ctia ban dugc in ra t& may vi
tinh hang ngay, sap xép theo thit tw cao thdp d€ ban dé
dang nhan ra vi tri ciia ban than ma phan dau. SPH cing
sé& dugc ghi trén cac phiéu chi lwong cho nhan vién”.

Khi dén ky trd luong, moi nhan vién vay quanh bang
thong bao ndi bo, trong dé sap xép thit hang cda ho theo
chi s6 SPH néi trén, nhiing nguoi c6 két qua kém sé dugc
phan ré trong danh sach bang mot duong ké do. Robert 1ap
tic hiéu rang anh phai c6 nd luc hét sttc dé khdi phai tut
lai sau trong danh sach nay. C6 dém anh ta choang tinh
trong mot con ac mong, mo thdy minh budc vao phong va
thdy tén minh &... cudi danh sach!

Chazlng bao lau sau ky linh luong, Robert dé y thay mét
dong nghiép trong nhém ban hang di vé sém hon thuong
1é. Anh voi hdi, “John dau ro6i?”

“A, anh ta da bi buoc vé nha sdm, mot hinh thitc ky luat
cho viéc anh ta da noi néng véi mot khach hang” - d6 1a
giai thich cuda Bill, mot nhan vién kinh doanh cung phong,
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nguoi viva méi gianh duoc phan thudng trong cuodc thi “Nu
cuoi cho khach hang” - “dai loai giéng nhu viéc ban bi dudi
vé phong va khéng duoc an tdi vay. Ngay mai John sé quay
lai lam viéc, song nguoi ta sé theo doi sat sao anh ta trong
vai tuan 1& t6i”.

0 tubi 26, Bill da lIa mot “cuu binh” & Nordstrom vGi nam
nam kinh nghiém, da la mot Pacesetter, gianh danh hiéu All
Star. R6 rang Bill c6 day du nhing phdm chat dé c6 thé
thanh c6ng ¢ Nordstrom. Anh ta giai thich “Khi mot khach
hang dén mua sam tai Nordstrom, khach hang dé xing
dang dugc don tiép voi thai do tran trong nhat. Toi ludn
ludn tuoi cudi voi bat ky khach hang nao”. Bill con doat giai
trong cudc thi trang phuc cia Nordstrom nam ngoai (cudc
thi xem ai an mac mang phong cach Nordstrom nhat). Bill
con c6 co hoi nhan duge nhiing 16i tan duong hét sic ti
dong nghiép khi mot ngay sép cda anh doc to mot 1a thu
ngoi khen t khach hang cho tat cd moi nhan vién trong
phong cung nghe!

Bill that long yéu thich cong viéc tai Nordstrom, anh noi
6, “Cé noi nao khac ma t6i cé thé cé ty chi trong cong viéc
va nhan dugc mic luwong cao nhu ¢ day khong? Nordstrom
khién t6i yéu thich thuc sy, t6i tin rang minh dang thudc
vé mot dieu gi d6 ddc biét! Dung 1a t6i phai lam viéc nhiéu,
song t6i thich nhu vay. Khong ai cam tay chi bao cho toi
1a t6i can phai lam gi, va toi cdm thay c6 thé cong hién hét
khd ning cda minh. Téi cdm thady minh nhu la mdt nha
kinh doanh thyc sy (chit khong phai la mot nguoi lam
thue).”
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Trude day Bill tung cung vGi hon mot tram nhan vién
khac duoc diéu dong tir cac cita hang Nordstrom & b Tay
nudc My sang cac cita hang mdéi md ¢ bd Dong - “Cong ty
khong muén nhan vién mdi khai truong mot ctta hang mdi,
va cac nhan vién ci sé dugc diéu dong cho du khoang cach
la xa bao nhiéu di nita” - anh giai thich. Nh¢ lai buéi khai
truong ctta hang mdi, Bill xic dong: “Cac nhéan vién dung
va vo tay hoan ho. Cac khach hang budc vao va ho ciing
vO tay... Khong khi that 1a s6i dong va hao hing, khién ban
cam thay that su ban dang thudc vé mot to chic that dac
biét”.

Bill chinh 14 hinh mAu ctia mot Nordie tiéu biéu ma Robert
phdi hoc héi. Bill ké cho Robert vé mot hoi thdo ctia cong
ty, noi d6 anh hoc dugc cach viét nhitng “quyét tam” cu
thé, nhiing diéu anh sé lap di 1ap lai v6i ban than minh.
“T6i ty hao la mot Pacesetter”. V&i muc tiéu trd thanh quan
Iy mot civa hang, Bill lap di lap lai trong dau anh diép khuc:
“T6i yéu thich cong viéc cia mot nha quan ly cita hang tai
Nordstrom... T6i yéu thich céng viéc cia mot nha quan ly
ctta hang tai Nordstrom...”

Theo Bill, tré thanh mot nha quan 1y tai Nordstrom la rat
kho khan, v6i nhiéu doi héi khac nghiét. Anh mé ta lai viéc
cac quan ly cia hang phai céng khai muc tiéu ban hang
cda ho trong cac cudc hop hang quy. “Ong John do6i khi
cling dén du, mac chiéc 4o len vdi cht N to trudc nguc va
khuay dong bau khong khi trong cudc hop. Sau dé ai do sé
tiét 16 muc tiéu ké hoach ban hang cho timg ctta hang - ké
hoach nay, do mdt iy ban mat quyét dinh. Téi nghe noi
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rang nhing vién quan ly nao dua ra mot ké hoach thap
hon ké hoach do dy ban dua ra sé bi la 6 va ché giéu.
Ngugce lai, nhitng ai dua ra ké hoach cao hon muc do uy
ban dua ra sé dugc hoan ho nhiét liet”.

Bill ciing 1a mdt ngudn cung cap thong tin va huéng dan
vé phong cach ctia Nordstrom. Anh khuyén Robert, “Hay
can than khi noi chuyén véi ngudi ngoai. Cong ty rat nhay
cam vé van dé bdo mat, ho muén quan ly chat cac ngudn
thong tin dua ra bén ngoai. D6 1a 1énh tit trén xudng. Cach
thic ching ta lam viéc & day khong dinh dang tdi bat ky
ai § ngoai cong ty”.

“A, tién day - Bill noi khi ho chudn bi ra vé vao mot buéi
t0i - anh c6 biét 1a da c6 mot ‘khach hang bi mat’ dén day
khong?”

“Mot khach hang... gi cg?”

“Khach hang bi mat, Robert a. D6 chinh 1a m6t nhan vién
cong ty bi mat gid lam mot khach hang dé kiém tra cach
phuc vu va thai d6 cda cac nhan vién kinh doanh. Hom
nay ba ta dd kifm tra anh day. Téi nghi anh da lam tét,
song can chui y dén cai chau may cia anh! Anh c6 théi
quen hay cau may khi c6 nhiéu viéc. Hay nhé la anh can
tuoi cwoi chi khong phai 1a cau may. P6 cé thé gay ra
nhitng nhan xét khong t6t khi ngudi ta danh gia cong viéc
cia anh”.

“Quy tac tht 2 - Robert thdm nghi - khong duoc cau
may, phai luén luén vui vé”.

Sau hon sau thang, cang ngay Robert cang cdm thay
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khong thoai mai & Nordstrom. Hang sang vao hic 7 gid, khi
c6 mat trong cac budi hop phong, nghe cac Nordie ho vang
“Chuing ta la s6 mot”, “Chuing ta mudn coéng hién cho
Nordstrom”, Robert thuong nghi vé mot bai viét vé cong ty
nay trong cudn sach Mot tram céng ty tot nhat dé lam viéc
tai My nhu sau: “Néu ban khong thich lam viéc ¢ noi ma
moi nguoi duoc kich thich lao dong hét sic, hét kha ning,
thi don gidn d6 khong phdi 1a chd cia ban”. Robert thay
minh c6 thanh tich lam viéc § mic do trung binh, khong
bao gig bi tut hau trong danh sach, song cing khong co gi
no6i bat. Anh chua bao gid dugc han hanh bat tay ong Jim,
ong John hay 6ng Bruce, nhitng ngudi lanh dao cia cong
ty. Anh cing khong dat danh hiéu All Star hay trd thanh
mot Pacesetter. Anh lo ngai rang ngay nao dé anh lai phai
cau may trudc mot “khach hang bi mat” hoac nhan dugc
mot 14 thu than phién t khach hang. Té nhat 1a anh trg
nén kém cdi hon so véi nhitng nhan vién thé hién “pham
chat Nordstrom” nhiéu hon. Don gian vi ho c¢6 nhitng pham
chat do, con Robert thi khong - anh ta da khong phu hop.

Robert tit b cong viéc ¢ Nordstrom sau 11 thang ké tu
ngay bat dau. Tuy nhién mot ndm sau anh da thanh cong
trong cuong vi quan ly cia hang ¢ mot cong ty khac.
“Nordstrom qua la mot trai nghiém tuyét voi, nhung cong
ty nay khong thich hgp véi t6i” - anh giai thich. “T6i c6 mot
sO ban bé thuc su yéu mén coéng ty va hanh phuc véi cong
viéc ¢ do. Khong con nghi ngd gi nita, Nordstrom la mot
cong ty vi dai. Nhung t6i thich hgp vai cong viéc hién tai
d day hon”.

NEN VAN HOA CONG TY MANG TINH NGHI THUC CAO
237



“BI DAY RA NHU MOT LOAI VIRUS!

Khi bat dau nghién citu, ching t6i da dy doan rang sé co
bang ching ching minh duoc cac cong ty hang dau la
nhitng chd lam viéc 1y twdng, tét nhat, chi it 1a cing tot hon
cac cong ty so sanh. Tuy nhién hoa ra diéu dé khong phai
1a nhu vay - it nhat 1a do6i v6i tat cd moi nguoi. Hay nhd lai
xem Bill va Laura da phu hgp va thanh cong ¢ Nordstrom
nhu thé nao, ré rang day la mot noi lam viéc 1y twdng cho
ho. Song dbi véi Robert thi ré rang la.. khong phai nhu
vay. Tom lai, Nordstrom chi la noi lam viéc ly tudng cho
nhing ai thuc su cong hién cho cong ty, thuc sw phu hop
véi phong cach cia Nordstrom.

Diéu tuwong tu cling xay ra ¢ da so cac cong ty hang dau
ma chung t6i nghién cttu. Néu nhu ban khong sén sang va
nhiét tinh di theo phong cach HP thi ban sé khong thudc vé
HP. Néu ban khong dong tinh véi su tan tuy toi da dbi véi
khach hang cia Wal-Mart, thi ban khong phai va khong thé
1a mot thanh vién cda Wal-Mart. Néu ban khong chap nhan
bi “Procter h6a”, ban sé khong thudc vé P&G. Néu ban
khong muén tham gia vao cudc truong chinh tim kiém chat
lwogng tuyét hdo ¢ Motorola, thi ban sé khong bao gio la mot
Motorolan - mot ngudi thudc cong ty Motorola!?*! Néu ban
con hoai nghi vé quyén tu do cia mdi cad nhan dugc chon
mua va st dung bat cit cai gi minh thich (& day 1a thudc 1a!)
thi ban khong thé tham gia vao Philip Morris dugc. Néu
khong thay thoadi mai voi khong khi sach sé, tan tuy trong
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dich vu tai Marriott, thi tot hon hét 1a hdy tt bd cong ty
nay. Néu khong nam duogc y tudng vé “su lanh manh”, “su
ky diéu” va cac cau chuyén than tién, ciing nhu hét stc
nhiét tinh theo dudi cong viéc, thi ban sé dé dang chan ghét
cong viéc tai Disneyland.??

Chuing t6i suy ra rang ban khéng can phdi c6 mot moi
truong mém déo va thodi mai dé xay dung mot cong ty
hang dau. Cac cong ty hang dau nhin chung c6 doi héi cao
hon déi v6i nhan vién ctiia ho so véi cac cong ty khac, ca
vé mat hoan thanh cong viéc 1an viéc phu hop véi cac tu
tudng cda cong ty.

Cac cong ty hang dau khong mém déo va thiéu kY luat. Nguoc
lai 1a khac. B&i cac cong ty nay rét rd rang vé nhiing viéc nhu:
Ho 12 ai? Ho lam gi? Ho cd dat duoc diéu gi? Ho co khuynh huéng
khong danh nhiéu co hoi cho ai khdng sén 1ong hodc khong phu
hop véi cac tiéu chudn bt budc clia ho.

Trong mot budi hop cda doi nghién citu chung t6i, mot
trg ly da dua ra nhan xét: “Tham gia vao nhitng cong ty
nay khién téi lién tuéng dén viéc tham gia vao mot nhom
ngudi, mot to chitc véi nhitng quy dinh va gan két vo cung
chdt ché. Néu ban khong phu hop, tot nhat 1a khong nén
tham gia. Néu ban that su tin twéng va mudn cong hién cho
nhitng gia tri cia cong ty thi ban sé c6 sy thoa méan cao
trong cong viéc, sé lam viéc voi hiéu suat tdi da - 6 1é ban
khong thé nao hanh phtic véi cong viéc hon thé. Tuy nhién,
néu khong thi, ban sé bi loai ra nhu mot loai virus. Pay 1a
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sy ton tai cda mot va chi mot trong hai kha nang: é bén
trong hay & bén ngoai cong ty, duong nhu khong cé6 mot
kha nang dung hoa nao khac. Diéu dé6 mang tinh nghi thic
gan nhu 1a ton gido”.

Nhédn xét trén qua la chinh xac! Chung t6i sau do da
quyét dinh nghién cu cac tai lieu vé nhitng nghi thic,
nhing su sung bai dé tim hiéu xem liéu cac cong ty hang
dau co mang nhing dac tinh twong tu nhu vay hon la
nhitng cong ty so sanh hay khong. Thuc ra khong c6 dinh
nghia nao dugc chap nhan tuyét doi, néi chung nguoi ta coi
nhtng nghi 18, nghi thic thwong xuat hién ¢& mot nhom
nguoi voi dac diém 1a sy cong hién, tan tuy rat cao doi véi
mot ngudi nao do, mot diéu gi do, mot y tudng nao do (dac
diém nay xuét hién ¢ nhiéu cong ty hang dau). Ciing khong
c6 cach phan biét cu thé gita nhitng nghi thitc, nghi 1& va
nhiing cai khong phai nghi thitc, nghi 1é. Tuy nhién, chung
toi thay c6 bon dac diém cda nghi thic (su sung bai) dugc
cac cong ty hang dau thé hién ré rét hon han so vdi cac
cong ty so sanh, do la:?»

+ Mot tu tudng dugc theo dudi v6i mot nhiét tinh cao
nhat (diéu nay da trinh bay trong chuwong noéi vé tu
tudng cot 16i cda cong ty)

+ Sy truyén ba tu tuéng cot 16i

+ Tiéu chuan khéat khe cho viéc phu hop véi tu tudng
cot 16i

+ Long tin vao tinh chat wu viét cda té chic

Hiy quan sat truong hop cda Nordstrom so véi Melville.
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Cac ban c6 thé thay su truyén ba tu tuéng cong ty &
Nordstrom dugc thyc hién nhw la mot qua trinh lién tuc,
khéi dau ngay trong noi dung cudc phéng van tuyén dung
va dugc tiép ndi bang cac cau chuyén vé guong phuc vu
khach hang, cac cau nhic nhd cda nhéan vién dan trén
twong, roi cac quan tam dugc nhic di nhéac lai, su hoan ho
va ché giéu v.v... (can nhd: mot tap quan pho bién cda cac
nhém sung béai nghi thitc, ton gido v.v... 1a viéc khuyén
khich cac thanh vién tich cuyc “chiéu mo” thém nhitng thanh
vién mdi cung tham gia). Hiy chd y dén cach thic cong ty
Nordstrom tuyén dung nhitng nhan vién tré, ngay t dau
da u6n nan ho theo phong cach lam viéc cia cong ty, va
chi tao diéu kién thang tién cho nhitng ngudi nao hiéu ré
nhat, thé hién tét nhat tinh than cda cong ty ma théi. Hay
chi y cach thic ma Nordstrom dé ra cac tiéu chuan vo
cung chat ché cho nhan vién cda ho: Cac nhan vién phu
hogp véi phong cach cong ty sé nhan dugc nhitng hinh thirc
dong vién xung dang (luong, thudng, khen ngoi), ngugc lai,
nhing ai khong phu hgp sé bi phat, sé bi néu tén v.v...
Cong ty cing phan dinh rach roi gitta bén ngoai va bén
trong cong ty (nhw su phan biét ré “ta” va “dich”), lam cho
nhan vién cdm nhan va tin tuéng rang ho dang thuoc vé
mot diéu gi do dac biét (day lai cing la mot dac diém
thuong gap & cac nhém sung bai!). Thim chi ngay ca tén
goi Nordie cting bao ham mot y twdng sung bai cong ty nhu
vay. Con & cong ty Melville chiing toi khong hé thay nhing
bang ching cho thay ho duy tri va ap dung nhiing bién
phap tuwong tuw trong sudt lich sd cong ty.

Nordstrom 1a mot vi du dién hinh cho cai ma chung t6i
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goi l1a “su sung bai cong ty” - bao gom mot loat cac bién
phap, cac tap quan hinh thanh trong moi truéng mang tinh
nghi thitc rat cao, tat ca déu cing co tu twdng cot 161 § mot
cong ty hang dau. Cac tap quan nay cé xu huéng dao thai
ngay lap titc nhitng ai khong phu hgp vdi tu tudng cua
cong ty (loai bo ngay khi tuyén dung hoac chi sau mét thoi
gian ngan lam viéc). Chung cling lam tang thém long trung
thanh cda nhan vién, gdy dnh huéng to 16n dén hanh vi
cda moi nguoi trong cong ty, khién ho phai luén luén “dong
dang” véi tu twdng cot 16i, ludn nhat quan va nhiét tinh
trong hanh dong.

Xin dimg hiéu sai y cda ching toi & day. Chung t6i khong
hé noi nhing cong ty hang dau la nhing t6 chic sung bai
hay 1ap di, hay tuyét doi trong moi nghi thiic cda né. That
sy ho chi gan nhu thé. Nhing khai niém vé “sung bai”,
“nghi thiic” dé gay ra nhitng hiéu 1dm mang tinh tiéu cuc,
vi chiing ham ¥ manh hon 1a “van hoéa céng ty”. Nhung néu
chi néi nhitng cong ty hang dau c6 mot nén van hoéa cong
ty thi diéu d6 that la vo nghia, béi moi cong ty déu cé nén
van héa coéng ty cia ho! G cac cong ty hang dau, ching toi
thdy duoc mot diéu gi d6 manh mé hon 1a “van héa cong
ty”. Cac thuat ngit “sung bai”, “nghi thicc” & day chi yéu
mang tinh chat mé t4, hoan toan khong c6 am chi gi du t6t
hay xau, ngugc lai chi dung dé trinh bay mot loat cac tap
quan pho bién hon & cac cong ty hang dau so véi nhing
cong ty khac ma thoi. Chung t6i c6 thé nhan dinh rang
nhitng dac difm nay dd gép phan 16n vao viéc gin giw
nhing tu twdng cot 16i clia cong ty.
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Mot phan tich vé cac cong ty hang dau va cac cong ty so
sanh cho két quad nhu sau (xem bang A.6, phu luc 3):

+ Trong 11/18 cap so sanh, cac céng ty hang dau cho
thay ho c6 su truyén ba tu tudng cot 16i trong cong ty
manh hon so vdi cac cong ty so sanh.

+ Trong 13/18 cap so sanh, tai cac cong ty hang dau
c6 nhting tiéu chuin phu hop khat khe va chat ché
hon (nhan vién hoac la phu hgp v6i cong ty va tw
tudng cda no, hoac la hoan toan khoéng phu hap).

+ Trong 13/18 cap so sanh, tai cac cong ty hang dau
nguoi ta c6 cam giac, y thite thudc vé mot t6 chiic dac
biét, siéu hang. Y thiic nay dugc thé hién manh hon
so vOi @ cac cong ty so sanh.

+ Két hop ca ba yéu t6 trén, c6 thé két luan 14/18 cap
so sanh, cac cong ty hang dau thé hién tinh nghi thic
dac thu cao hon so véi cac cong ty so sanh (bon cap
con lai thi khong thé phan biét hon kém duac).

Chung t6i cliing nhan thay rang cac coéong ty hang dau
quan tam dén viéc dao tao nhan vién noi chung, khong chi
nhitng gi thudc vé dinh huwéng tu tudng, ma con la cac dao
tao phat trién k¥ nang nghé nghiép. Chung t6i sé tré lai van
dé nay trong chuong sau.

Cac vi du sau day vé IBM, Disney va P&G sé cho ta thay
nhtng thé hién cda cac dac tinh néi trén trong qua trinh
hinh thanh mét cong ty hang dau.
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IBM VOI TOI PINH CAO

Cyu Giam doc diéu hanh cda IBM, Thomas J. Watson
(con), miéu ta bau khong khi tai cong ty trong thoi gian ho
vuon 1én tam cd quoc gia nita dau thé ky XX nhu la mot
diéu gi do6 rat dic biét, mang tinh nghi thic cao.?”* Diéu
nay thuc ra c¢6 ti hoi 1914, khi cha cia Watson [Thomas
J. Watson (cha)] 1a Giam doc diéu hanh cia mot cong ty nhd
song rat c6 y thic hinh thanh mot t6 chitc gdm nhing ca
nhan céng hién hét minh mét cach cudng tin nhat. Watson
cho son lén tuong nhing khau hiéu nhw “Thoi gian bi mat
sé khong bao gid trg lai” “Khéng co gi té hon la ding yén
mot chd”, “Khong bao gid ti hai long”, “Chung t6i ban dich
vu”, “Cong ty duoc biét dén nhd cac nhan vién”. Ong dé ra
nhitng quy tac xi¢ su cho cd nhan hét sic chat ché: Cac
nhan vién ban hang phai an mac lich sy trong bo do vest,
khuyén khich cac nhan vién lap gia dinh (6ng tin rang
nhi*tng ngudoi co gia dinh lam viéc hang hai hon, trung
thanh hon vi ho can chu cap cho gia dinh ho), khong khuyén
khich hut thudc va cam udng rugu. Ong to chiic cac chuwong
trinh ddo tao dé tuyén truyén mot cach c6 hé théng cho
nhan vién méi cac triét 1y cda cong ty, tim kiém nhtng
nhan vién tré trung, gay an tugng, luon trung thanh véi
nguyén tac “thang tién va dé bat ti bén trong”. Roi 6ng con
lap ra nhitng hoi, nhing cau lac bd cho nhan vién IBM
nhdm huéng nhan vién giao tiép v6i nhau trudc, sau do
moi giao tiép véi thé gidi bén ngoai.2?s
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Giéng nhu Nordstrom, IBM cling néu guong lam viéc cda
cac nhan vién xuat sac, nhitng nguoi da minh hoa cho tinh
than cda cong ty - bang cach ké lai nhitng cau chuyén vé
ho, dang anh ho trong cac an phﬁm ndi bg. Tham chi nguoi
ta con c6 nhiing bai hat sang tac danh tang cho mot s it
nhan vién xuat sic nhatl?6 vVa cing nhu Nordstrom, IBM
luén dé cao tdm quan trong cda nd luc va sang kién ca
nhan trong mot noé luc chung cda tap thé.

Vao nhttng nam 1930, IBM da hoan toan dinh hinh dugc
mot quy trinh truyén ba tu tudng clda cong ty, dong thoi
lap nén duwgc mot moi truong trong cong ty, noi do6 nguoi
ta dao tao ra cac vién chuc twong lai cho IBM. Trong Cha,
con va cong ty, Watson (con), viét:

Moi tht & ngdi truong nay déu nham dé khoi goi long
trung thanh, nhiét tinh, nhing y tudng tao bao, nhing
diéu ma IBM coi la phuong cach dé dat thanh cong.
Ngay ctta chinh 1a logo “THINK” (tu duy) viét bang
chit to, in hoa. Ngay bén trong 1a mot cau thang bang
da granite, tao cam hung khao khat hoc tap cho hoc
vién khi ho budc vao 16p.?%”

Cac nhan vién ky cuu cda IBM, trong trang phuc truyén
thong cla cong ty sé 1la nhing gidng vién, ho sé gidng vé
cac gia tri cia IBM. M6i sang, trong khung canh 16p hoc
day cac khau hiéu va phuong cham cda cong ty, cac hoc
vien dung day va cung hat vang cac bai hat trong cuén
“Bai hat IBM” trong d6 bao gom Qudc ca My va & trang dau
chinh 1a bai hat chinh cda IBM “Luén luén tién bude”,?28 véi
nhitng 1oi hat:
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Tién lén IBM
Tay trong tay ta cung lam viéc

Nhitng con nguoi diing cam sé vitng budc di Ién
bén moi mién trdi dat.??°

Du IBM khong thé chi phat trién bang nhitng bai hat,
cong ty van ludn duy tri quy trinh dao tao mang tinh dinh
huéng rat cao ndy. Cac nhan vién mdi dén phai hoc thudc
“ba niém tin co ban” (da trinh bay trong chuong trudc)
dong thoi du cac 16p hoc trong do triét 1y cong ty va ky
nang lam viéc dugc trinh bay véi su nhan manh ngang
nhau. Ho con duwge hoc ngén ngt st dung trong noi bo
cong ty, va luon dugc ky vong thé hién pham chat chuyén
nghiép cda nhan vién IBM. Nam 1979 cong ty xdy dung
mot trung tam phat trién quan ly rong 26 mau (Anh), mot
noi “yén tinh nhu mot tu vién, trt khi ban tham gia vao
mot 16p hoc s6i néi ¢ do”.23

An phidm Mot trdm cong ty tét nhat dé lam viéc tai My
vao 1985 mo ta IBM nhw sau: “Cong ty da thé ché hoa cac
tin diéu nhu mdt nha tho... Két qua 1a cong ty nhu 1a mot
tap thé ctia cac tin dd hét sic nhiét tinh... Ai d6 da so sanh
viéc tham gia vao IBM nhu 1a tham gia vao mdt t6 chirc ton
giao, hodac quan doi.. 0 day cling giéng nhu trong hai
quan, noi ma néu mudn ton tai ban phai hy sinh mot vai
yéu td cad nhan cda minh”. Mot bai bao trong tap chi Wall
Street Journal nam 1982 viét vé nén van hda cong ty tai
IBM la “lan tda kha'ip moi noi”, nhv mdt nhan vién ky cygu
da noi, “roi khéi cong ty nay cling giong nhu di cu ra nudc
ngoai vay”.
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IBM c6 nhtng tiéu chuan phu hop hét siic chat ché trong
sudt lich st cda cong ty. Cuu pho Chu tich tiép thi cda cong
ty, 6ng Buck Rodgers da gidi thich nhu sau trong cudn sach
cia 6ng ta Phong cdch IBM:

IBM lam cho nhan vién thdm nhuan triét Iy cong ty
ngay t buoi phéng van dau tién, tic 1a tw trude khi
nhan vién vao cong ty lam viéc. C6 thé ai do sé nghi
day 1a su tdy nao, song theo toi khong cé gi xau trong
nhitng hanh dong nay cda cong ty ca. Cu thé, nguoi
ta sé ndi ré6 vdi nhitng ai mudn lam viéc véi IBM nhu
sau: ‘Ban hay xem, day la cach kinh doanh cua ching
toi... Chung t6i c6 nhing y tudng rat cu thé vé diéu
do6 - va néu ban muén lam cho chung téi, cong ty sé
chi cho ban cach déi xt v6i khach hang nhu thé nao.
Néu quan niém vé viéc doi x& voi khach hang va dich
vu ctia ching téi va cda ban la khong giéng nhau,
ching ta sé chia tay cang sém cang tot’.2s!

Su tin tudng rang minh thuc sy la mot diéu gl do that dac
biét cling ton tai trong sudt lich st cda cong ty. Ngay tu
nam 1914, rat lau trude khi cong ty dat t6i tam cd quoc gia,
Watson (cha) da c6 y thic truyén ba trong cong ty mot
quan diém rang day la mot noi tuyét voi dé lam viéc. Ong
ta ho hdo: “Ban khong thé thanh cong trong bat cu viéc gi
néu thiéu niém tin rang d6 la cong ty tot nhat trén thé
gi¢i”?32 (va hay nhd lai trong chuong trinh bay vé BHAG,
chung toi da ké lai viéc ong ta da lam tang su ty tin bang
cach doi tén cong ty tir Computer Tabulating Recording Co.
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- mQt cai tén dai l1é thé va dang chan - sang IBM -
International Business Machines Corporation nhu thé nao).
Nam 1989, nghia 1a ba phan tu thé ky sau khi Watson (cha)
khéi xuwéng ¥ thic ty hao vé cong ty, ngudi con Watson Jr,
duwong nhu da 1ap lai nguyén xi tinh than ay trong mot bai
viét trong dip ki niém 75 nam thanh 1ap IBM (dn phdm nay
c6 tya dé IBM - Mot cong ty ddc biét):

Néu chung téi tin rang chuing toi chi lam viéc cho mot
cong ty binh thuwong, thi cong ty chung t6i cing chi
nhu bay nhiéu cong ty khac. Phai c6 mot y niém rang
IBM la mot diéu gi d6 that dic biét. Mot khi ban da
c6 ¥ niém do6, ban sé dé dang c6 dd dong luc dé lam
viéc va phan dau dé€ bién diéu do thanh su that.

Ban c6 thé thac mac liéu nén van hoa céng ty mang tinh
nghi thitc cao va sy gan chit véi cac tin diéu co ban cla
IBM c6 anh hudng gi trong nhitng khé khan ma cong ty gap
phai hoi dau thap nién 1990 hay khong. Phai chiang do la
nhitng nguyén nhan chd yéu khién cong ty gap kho khin
trong viéc thich nghi v6i nhitng thay déi chéng mat trong
nganh cong nghiép may tinh? Tuy nhién, sau nhitng phan
tich ky cang, 1ap luan trén da khong thé ding vimg. IBM
luon duy tri mot nén van hoa cong ty mang tinh nghi thiic
cao, nhung vao nhitng nam 1920, céng ty van c6 thé thich
nghi véi viéc chuyén déi qua quy trinh ké toan tu dong, vao
nhitng nam 1930 van diéu chinh dé khong phai sa thai
nhan vién bat chip tac dong cda cuodc dai khing hodng.
Trong nhitng nam 1950 va 1960, nén van hoa cong ty van
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duoc duy theo phong cach cii, song coéng ty van c6 thé
thich nghi véi su thay doi c6 1é 1a to 16n nhat trong lich si
cda minh: d6 1a su ra ddi va phat trién cda may vi tinh. Roi
dén dau thap nién 1980, khac v6i nhiing cong ty may tinh
khac, IBM mau chéng thich nghi véi cudc cach mang vé
may vi tinh cd nhan, xac dinh vi tri dan dau trong thi
truong nay. R6 rang nén van hoa cong ty mang tinh nghi
thitc cao ndy, von nham dé gin gitt cac gia tri cot 16, sé chi
c6 khuynh huéng giam sut khi cong ty gap kho khan ma
thoi.

IBM g3t hai duoc thanh cong to 16n, thé hién kha nang thich nghi cao
trude nhiing thay déi clia moi truong bén ngoai, va ciing luc do cong
ty van duy tri duoc nén van hoa cong ty mang tinh nghi thirc cao.

Dé 16 thém, xin dugc néi la Burroughs (cong ty so sanh
v6i IBM) hau nhv khong thé hién dwoc nén van héa cong
ty ¢ mitc do nghi thitc va sung bai nhuw IBM. O day khong
ton tai cac trung tam dé truyén ba cac tu tudng, gia tri cot
161 cho nhan vién cong ty. Khong cé diéu gi cho thay
Burroughs that chdt cac tiéu chuan phu hop déi voi tu
tudng coéng ty, cling nhu Burroughs chwa bao gio tu coi
minh 1a mot céng ty My dic biét va xuat sac nhat. IBM
luon ty xac dinh dugc hinh anh cia minh, du cé vé mang
mau sic tu sung bai, con Burroughs thi khong. Cudi cung,
IBM ludon vugt qua Burroughs tai nhitng budc ngoat quan
trong trong lich s kinh doanh, du Burroughs da cé khai
dau tot hon.
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SU KY DIEU CUA WALT DISNEY

Cling giong nhu IBM va Nordstrom, Cong ty Walt Disney
cling st dung cac quy trinh truyén ba tu tudng, cac tiéu
chuan phu hgp rat chat ché, ciing nhu y thic tw hao vé
cong ty nhu 1a nhing bién phap chid yéu dé bdo vé tu
tudng cot 16i.

Disney yéu cau moi nhan vién méi (¢ bat ci@ cuong vi
nao) phai dén dy mot budi hoc vé dinh huéng nhan vién
(con mang tén khac 1a Truyén thdng Disney) do truong Dai
hoc Disney, mot truong hoc noi bo cong ty, giang day.
Khoa hoc dugc thiét ké sao cho “cac thanh vién mdi cla
cong ty Disney c6 thé duoc gidi thiéu vé cac truyén thong
cda cong ty, triét 1y kinh doanh, t6 chitc va phuong phap
kinh doanh”.?%

Disney rat quan tam dén viéc kiém tra ky luong cac nhan
vién, lam cho ho hoa nhap véi cong viéc giai tri cua cong
ty. Nhitng ngudi lao dong duwoc tuyén dung (tham chi 1a
nhing lao dong gian don nhat nhu lau san nha) déu phai
trdi qua it nhat 1a hai nguoi phéng van.2* (Vao nhiing nam
1960, Disney tham chi con yéu cau moi ¢ng vién phai lam
mot bai kiém tra vé tinh cach ca nhan).?** Nam gi¢i dé rau,
phu ntt trang diém qua 1oe loet déu khong duoc chap nhan,
ong ta doi hoi nhan vién mot phong cach an mac lich sy,
chin chu va sach sé. (Nam 1991, mot s6 nhan vién &
Disneyland dinh cong dé phan déi diéu nay, ngay lap tic,
nguoi lanh dao dinh cong bi sa thai va nhing luat 1é dugc
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gitt nguyén nhu cid).2® Ngay tit hoéi nhitng nam 1960,
Disneyland da c6 nhitng tiéu chuan rat chat ché khi tuyén
dung, diéu nay c6 thé thay trong mé ta cda Richard Schickel
vé cac nhan vién & coéng vién trong cudn sach Phién bdn
Disney (1967):

[Ho] c6 mot vé bén ngoai kha ‘chuan’. Cac co gai
thuong 1a téc vang, mat xanh, trong khiém nhuong,
trong giong nhu vira budc ra khoi mot trang quang
cdo trang phuc thé thao California.. Cac chang trai
déu c6 vé nang no, hoat bat theo kiéu My, tat ca ho
déu vui vé, dé chiu, kiéu nguoi ma cha me cda ban rat
muoén ban bat chudc theo.?s7

Moi nhan vién méi & Disneyland déu phai trdi qua mot
khoa huan luyén kéo dai nhiéu ngay, noi dé6 ho dugc hoc
mot ngon ngt maoi:

Nhan vién la “thanh vién, dién vién dugc phan vai”
Khach hang la “khach”

Mot dam dong la “khan gid”

Mot ca lam viéc 1a mot “budi dién”

Mot cong viéc 1a mot “vai dién”

M6 ta cong viéc la “kich ban”

bong phuc 1a “phuc trang”

Phong nhan sy la noi “phan vai”

Pang truc la “trén san dién”

Nghi khong phai truc la “d sau canh ga’
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Ngon nglt nhu trén da lam tang cuwong hinh dnh vé cong
ty trong tri 6c nguoi lao dong. Bén canh do, cac hoi thao co
noi dung dugc soan thao ky luwdng, mang tinh dinh hudng
cao, dugc giang bdi nhitng nhan vién ky cuu ciing sé lién
tuc giup cac nhan vién mdi hiéu thém vé dac diém, lich st
va nhitng huyén thoai cong ty, ciing nhu c6 y thic cao vé
tu tudng cot 16i ciia cong ty. Cac cau héi thuong dugc dat
ra nhu sau:

Giang vién: Chung ta dang kinh doanh loai hang hoa gi?
Ai cling biét hang McDonald’s sdn xuat Hamburger?
Con cong ty chung ta thi sao?

Hoc vién (nhan vién mdi): Cong ty Disney lam cho moi
nguoi vui vé va hanh phuc.

Gidng vién: bung 1a nhu vay. Cong ty dem niém vui dén
cho moi ngudi, tat cad moi nguoi, khong phan biét mau
da, nghé nghiép, ngoén ngit, qué huong xit sé. Ching
t6i khong thué ai t6i day dé lam mot cong viéc thong
thuong cd. Moi ngudi dén véi cong ty sé dugc phan
mot vai dién trong man trinh dién cda ching t6i.2

Cac buéi hoc dién ra trong nhiing can phong dugc thiét
ké dac biét, trén tuong treo day hinh ngudi sang lap Walt
Disney va nhiing nhan vat noi tiéng ctia 6ng (Chuot Mickey,
nang Bach Tuyét va bdy chd lin). Theo 16i thuyét minh
trong mot video cda Tom Peters Group, “cong ty muodn tao
ra cam giac 1a Walt Disney van luon hién dién trong phong,
chao mung cac nhan vién méi gia nhap cong ty. Muc tiéu
1a khién cho moi ngudi déu cdm thay minh 1a nhitng doi tac
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cia nha sang lap nay”. Trong cac sach giao khoa cua cong
ty, cac nhan vién c6 thé doc dugc nhing doan nhu: “Tai
Disneyland ching t6i c6 thé mét maéi, song khong bao gid
chan ndn, va luén vui vé ngay trong nhitng ngay vat va
nhat. Ban phai luon twoi cudi, va nu cudi dé phai that su
xuat phat tit trong long ban. Hay nhé rang cong ty cling tra
Iwong cho ban vi nu cuwoi do”.2®

Sau nhitng budi hoc mang tinh dinh huwéng, cac thanh
vién m6i sé dugc phan thanh ting cap vdéi nhan vién c,
nhiéu kinh nghiém, nhting ngudi nay sé tiép tuc huéng dan
ho lam quen véi cac sac thai cia cong viéc cu thé. Cong ty
quy dinh cho nhan vién cac cach hanh xit chat ché, yéu
cau moi thanh vién 1ap tic t bé nhitng pham chat ca nhan
nao khong phu hop vdi yéu cau cong viéc.2* Tap chi
Training nhan xét: “0 Disney, duong nhu khong c6 khoang
thdi gian nao 1a chuwa dugc 1ap ké hoach déi véi cac nhan
vién mdi. Ngay sau khoa dao tao dinh hudng, nhan vién
phai hoc vé quy dinh ddng phuc, tap dién thi vai tro cda
minh, gap g& cac dong nghiép. Va tat ca cac budi tap déu
dugc t0 chitc va quan tam y nhu nhitng buoi trinh dién
that sy danh cho khan gia”.2*

Viéc bdo ton hinh anh va tu tuéng cia cong ty Disney
duge thé hién ré nhat & Disneyland, nhung khong chi c6
vay. Moi nhan vién trong cong ty déu phai duv mot hoi thdo
vé truyén thong Disney. Mot thac si quan tri kinh doanh
cda truong Stanford - nguoi da danh mot mua hé tai cong
ty dé phan tich tai chinh, lap ké hoach chién lugc v.v... da
miéu ta nhu sau:
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Ngay ti ngay dau tién c6 mat tai cong ty téi da nhan
ra su ky diéu cda hinh dnh nguoi sang lap - Walt
Disney. O Pai hoc Disney, trong cac cudn video quay
theo kiéu co tich, Walt chia sé v6i moi ngudi nhing
udc mo ctia 6ng ta va nhing diéu ky diéu cta ‘thé gisi
Disney’. Cac tai liéu luu tr cling dem dén cho nhan
vién nhitng hiéu biét can ké vé cudc doi ong ta. Sau
budi dinh hudng, khi ding & nga tu Mickey Avenue -
Dopey Drive t6i nhu cdm thay tat ca: su ky diéu, cdm
xuc va lich st cong ty. Toi bat dau tin twéng vao
nhitng giac mo cda Walt va chia sé nhitng niém tin ay
v6i cac thanh vién khac trong t6 chirc.2+

Khong mot nhan vién nao ngdm ngam hay cong khai té
v hoai nghi tinh trang “sung man” cda céng ty ma con co
thé ton tai trong cong ty dugc!*# Cac an phadm cda cong ty
thuong xuyén, lién tuc nhan manh rang Disney la mot diéu
gi do that “ddc biét”, “khac thuong”, “doc nhat” va “ky
diéu”. Ngay ca cac bao cao thuong nién gii dén cac co
dong cing dugc phid day bang nhing ti ng® nhu “giac
mo”, “niém vui”, “sy nao nhiét”, “tri twéng twong”, hay noi
rang “sy ky diéu la ban chat cia Disney”.2#

Cac cong viéc bén trong cong ty luon ludén dugc che phu
bdi mot biic man bi mat, diéu nay cang lam tang tinh “ky
bi”, va “ddc nhat” cia Disney. Chi nhiing nguoi bén trong
cong ty ¢ mot mic dé nao do6 méi co thé c6 duoc tam nhin
ra phia sau “tdm man san khau” dé thay dugc co ché cla
“su ky diéu” ma théi. Vi du, ngoai trit dién vién dac biét
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(nhttng nguoi nay da thé sé git bi mat), khong ai dugc
quan sat qua trinh dao tao cac nhan vat tai Disneyland.
Cac phong vién viét bai vé cong ty thuong gip phai nhing
rao can, nhitng ngudi gac céong thuc sy khi ho muén tim
hiéu nhtng bi mat cda vuong quoc ky diéu nay. “Disney la
mot cong ty la thuong - mot tac gid viét - duong nhu cong
ty c6 mot chimg hoang tuwéng vé kiém tra kiém soat toi
chua ting gap & bat ky mot cong ty My nao khac”.2#

Voi viéc kiém tra kifm soat va truyén ba tu tudng cho
nhan vién, v6i viéc that chat quan 1y va ché do bdo mat, va
cung v6i viéc xay dung hinh dnh dic biét cia cong ty doi
vGi tré em trén toan cau, cong ty Disney da tao dugc mot
khong khi hét sttc khac biét, doi khi mang tinh chat sung
bai khong chi trong cong ty ma con vuon ra t6i khach hang
nita. C6 lan mot khach hang trung thanh cda cong ty trong
thdy mot con bup bé ¢ mot cita hang (lam theo mau mot
nhan vat trong phim cda Disney) hoi bi phai mau, ong ta
lién néi gian: “Néu 6ng Walt thdy diéu nay, ong ta sé xau
ho 14m”.246

That sy ma noi, khi nghién ctu céng ty Disney, rat kho
phan biét day 1a mot cong ty hay 1a mot t6 chitc xa hoi hay
ton gido. Trong cudn sach Hodng t cia vuong quoc ky
diéu, Joe Fowler viét:

Day khong phai la lich s& mot cong ty. Day la lich s
cda nhitng c6 gang vi dai cda con ngudi v6i nhing ¥
tudng, gia tri va hy vong, theo d6 moi nguoi san sang
cong hién hét sitc minh. Nhiing gia tri d6 c6 thé khong
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quan trong véi mot sd nguwoi, nhung lai rat quan trong
déi véi mot s6 nguoi khac - nhitng ngudi cong hién cd
cudc doi minh dé bién chung thanh sy that, titc gian
khi chung bi xdm pham, luén nhiét tinh bao vé chung.
D6 chinh 1a diéu an twong nhat vé ‘Disney’: Khong ai
c6 thé c6 thai do trung dung dbi vdi cai tén do. Walt
Disney sé la mot thién tai hoac chi 1a mot ké ba hoa,
mot nha dao ditc gid hodc 1a mot tdm guong sang,
mot nha bu6n binh thuong hoac la mot nguwoi cha
dang yéu cho nhiéu thé hé tré em.>

Nén van héa cong ty v6i nhitng dac diém trén c6 ngudn
goc ti Walt Disney - nguoi luon coi quan hé gitta ban than
6ng ta voi cac nhan vién nhu la moi quan hé cha con.?*
Ong ta mong muén va doi hdi su cong hién va trung thanh
t6i da do6i v6i cong ty va nhitng gia tri cda né. Mot nhan
vién tan tuy va trung thanh co6 thé pham sai lam va dugc
cho mat, hai hay nhiéu co hoi dé sia chita.’** Nhung néu
anh ta pham phai diéu kiéng ky thiéng liéng - khong trung
thanh, anh ta sé bi tring phat va sa thai lap titc. Theo Marc
Eliot trong cudn tiéu sit cda Walt Disney, “Bat ctt ai khi c6
mat Walt ma dung nhting 10i 1& tho tuc chd dong nguoi thi
ngudi dé sé bi sa thai ngay titc khic, du diéu d6 c6 anh
huéng dén cong viéc thé nao di nita”. Khi nhitng ngudi lam
phim hoat hinh trong céng ty dinh cong vao nam 1941,
Walt cdm thiy 6ng ta nhu bi ho phan boéi, va duong nhu
cong doan khong phai 1a mot thé luc kinh té ma chi 1a mot
cai gl d6 xen ngang vo 16i vao dai gia dinh cac Disneyites
trung thanh cda 6ng ma thoi”.
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Walt luén doi héi trat ty va su quan ly tét, ong da dién
gidi nhitng diéu d6 thanh nhitng tap quan cu thé trong
cong ty dé luon gin gitt dugc ban chat cot 16i ciia Disney.
Tu tac phong nghiém tic lich sy, quy trinh tuyén dung va
dao tao, dén viéc quan tam dén nhitng chi tiét nhd nhat
nhat trong vé bé ngoai, roi quy tac bdo mat, nhiing quy tic
bdo vé tinh tich cyc va sy thanh thién ctia moi nhan vat
Disney - tat ca nhitng diéu nay déu c6 nguon goc la mong
udc cia Walt muon gin git cong ty trong pham vi tu tudng
c6t 16i cda nd. Walt md td ngudn goc cda cac quy trinh &
Disney nhu sau:

Nam dau tién toi quyét dinh cho thué lai khu vuce dau
xe va thué nhing nhan vién bdao vé binh thuong.
Nhung t6i s6m nhan ra minh da sai lam, béi nhu vay
s& gap kho khan trong viéc thé hién tinh hiéu khach
clia cong vién. Chung toi can tuyén dung va dao tao
moi nhan vién cia minh. Chéng han, t6i néi véi cac
nhan vién an ninh rang ding bao gid nghi minh la
canh sat, ngugc lai, hay nghi ‘ching t6i c6 mat & day
dée giup d6 moi nguoi’... Mot khi da xac dinh dugc
chinh sach, moi viéc c¢ thé ma phat trién.?

biéu d6 da dién ra dung nhu vay. Du sau khi Walt qua
doi, cong ty c6 suy yéu doi chut, song né khong bao gio
danh mat ban sdc, tu tudng va gia tri cot 16i, phan 16n do
tac dung cda nhing quy trinh dugc dat ra khi Walt con
song. Ma khi Michael Eisner va doi ngi quan ly méi cda
Disney bat dau nham chitc vao nam 1984, chinh nhitng cai
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cot 16i da duwoc cong phu gin gitt d6 da tao nén mong cho
su hoi sinh cda Disney trong thap ky tiép theo.

Nguac lai véi Disney, Columbia Pictures khong co tu tudng
cot 16i va ciing khong c6 co ché duy tri bat ky mot gia tri
cot 16i nao sau khi Cohn qua doi vao nam 1958. Walt
khong tao nén mot “chiéc dong ho” hoan hdo, nhung 6ng
ta qud that da c6 nhitng tu tudng cot 16i va mot co ché theo
kiéu “tao dong ho” (du mang tinh chat sung bai, nghi thitc)
nhdm bao ton tu tudng do. Cohn da khong lam duogc diéu
d6. ROt cudc sau cai chét ctia Walt, cudi cung Disney van
c6 thé hoi sinh nhe mot thé ché doc lap xay dung trén di
sdn cda 6ng, con Columbia Pictures thi cudi cung da khong
thé ton tai nhu mot cong ty doc lap dugc nia.

SU PONG NHAT TUYET DOI
TAI CONG TY PROCTER & GAMBLE

Trong sudt lich st cda minh, P&G ludn gin git tu tudng
c6t 16i thong qua hang loat bién phap nhu truyén ba sau
rong cac tu tudng, dua ra cac tiéu chuan phu hgp chat ché,
va tang cuong long ty hao vé t6 chic.

Cong ty co truyén thdéng lau doi vé viéc tuyén dung nhan
vién ky cang, dua cac nhan vién tré vao nhitng cong viéc
t thap dén cao, uén nan ho suy nghi va cu xit theo phong
cach Procter & Gamble, loai bé ngay nhitng ai khong phu
hop, chi tao co hdi thang tién cho nhitng nhan vién trung
thanh, cong hién tan tuy cho coéng ty. Cudén sach Mot trdm
cong ty tot nhat dé lam viéc tai My da viét:
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Sy canh tranh khi tuyén dung vao P&G la rat quyét
liét. Nhitng nguoi méi duoc tuyén dung déu cam thay
ho vita dugc gia nhap vao mot thé ché hon 1a vao mét
cong ty... Khong ai c6 thé leo 1én cac vi tri quan 1y
trung va cao cap & day chi bang nhing kinh nghiém
tich ldy dugc t nhing cong ty khac. bitu d6 don
gian 1a khong dugc chap nhan & P&G. Nguoc lai, ai
cling phai doc sttc vuon 1én qua cac cap bac t thap
dén cao.?5! Cong ty c6 mdt phong cach lam viéc riéng
biét, va néu nhu ban khong nam virng hay it nhat la
hai long v6i phong cach nay, thi chac chan ban sé
khong cam thay thoai mai ¢ day, chtt chwa néi dén
viéc thanh cong hay khong niia.

Qua trinh truyén ba tu tuwdng trong coéng ty duoc tién
hanh cd bang nhiing cach chinh thitc va khong chinh thc.
Khi P&G nhan cac nhan vién méi vao lam, ho t6 chic cac
budi ddo tao va dinh hudng, dong thdi yéu cau nhan vién
doc cudn tiéu si cong ty Hudng vé tuong lai, trong d6 miéu
td cong ty nhu la “mot phan cda lich st dat nudc”, véi
nhtng “di sdn vé tinh than” va “nhitng dic diém bat bién”...
luén dugc cing cd viing chac dya trén nhitng nguyén tac,
dao ly vach ra bdi nhing nha sang lap va ti lau da trg
thanh mét di sdn bén vitng.22 Cac 4n pham noi bd, nhing
bai noi chuyén cta cac nha lanh dao cliing nhu nhing bai
viét mang tinh dinh huéng, tat cd déu nhan manh vé lich
s, gia tri va truyén thoéng cda coéng ty. Nhan vién ai ciing
trong thay tuwong dai Ivorydale (nhin xudong nha may
Ivorydale), noi d6 c6 mdt biuc tugng cam thach véi kich c@

NEN VAN HOA CONG TY MANG TINH NGHI THUC CAO
259



nhu nguodi that cda William Cooper Procter (chau ndi cia
nha dong sang lap cong ty - William Procter) dang sai budc
vé phia trudc, voi nhitng dong cht dugc khac nhu sau:
“Ong da song mot cudc doi don gidn va cao thugng, luon
tin vao nhting pham chat dang tran trong cia dong nghiép”.

Cac nhan vién méi - nhat 1a nhing ai lam vé quan ly
nhan hiéu (mot bd phan quan trong cuda cong ty) - sé lap
tic thay rang da phan thoi gian cda ho sé dung dé lam viéc
va giao tiép v6i nhiing dong nghiép trong gia dinh P&G,
nhting ngudi nay sé gitip ho hoc héi va hiéu biét vé nhing
gia tri, tdp quan cua cong ty. Ngay ca vi tri dia ly kha tach
biét cda cong ty ¢ thanh phd Cincinnati cing dudng nhu
g6p phan lam tang ¥ thiic vé sw coéng hién hét minh, su
chim dam vao cong viéc tai céng ty. Mot nhan vién da mo
ta: “Ban di dén mot thi tran la, lam viéc ca ngay, viét memo
ca dém, chi gap gd nhau vao moéi cudi tuan”. Cac nhan vién
dugc ky vong giao tiép trudc hét véi cac dong nghiép, tham
gia cung mot cau lac bo, tham chi dén cung mot nha tho
va sdng cung mot khu vuc dia 1y.

Dbong thdi, ti lau P&G da noi tiéng v6i phong cach gia
dinh va nhitng chuong trinh lwong bong, phuc 1gi cho nhan
vién - tat cd déu nham gan chat nhan vién voi cong ty.2s

+ Nam 1887, 1a cong ty dau tién & My dua ra chuong
trinh chia sé 1gi nhuan cho cong nhan.

+ Nam 1892, P&G tiép tuc 1la mdt trong nhing cong ty
dau tién dua ra ké hoach cho phép nhan vién mua co
phan cda cong ty.
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+ Nam 1915, P&G ciling la mdt trong nhitng cong ty dau
tién dua ra mot ké hoach téng hop va chi tiét vé bao
hiém, 6m dau, thuong tat, nhan tho cho nhan vién.

Trién khai nhing chuong trinh néi trén, cong ty khong
chi nham muc dich khen thuéng nhan vién, ma con coi day
la mot co ché dé diéu chinh hanh vi nhan vién, gia tang
cam két ctia nhan vién doi voi cong ty, va that chit nhiing
titu chuan phu hop. Mot 4n pham cda P&G da mo td nhu
sau vé ké hoach chia sé loi nhuan trong nhing ngay dau
thuc hién:

[William Cooper Procter] két luan rang nhan vién nao
té ra tho o va thiéu quan tam dén nhing né Iyc trong
cong viéc phai bi tuwdc quyen 1gi trong viéc chia sé loi
nhuan - phan cida ho sé duoge chuyén cho nhitng nhan
vién thé hién sv quan tdm dén nhitng diéu trén. Ong
phan nhan vién thanh bén loai theo mitc dd hop tac
trong cong viéc, viée sap xép nay do cac cap quan ly
trong cong ty quyét dinh. Biéu nay giip cho moi nhan
vién [co thai do dung din hon khi lam viéc].?

V6i viec khuyén khich nhan vién mua c6 phan, cong ty
qua do c6 dugc sy cam két vé tam 1y cao hon tit phia nguoi
lao dong. Noi gi di nita, day 1a cach tét nhat dé nhan vién
thuc su tham gia vao cong ty, hoa hop vdi cac gia tri cia
cong ty. Nam 1903, dé day manh diéu nay hon nita, P&G
tiép tuc gidi han chwong trinh chia sé 1gi nhudn cho nhitng
ai cam két mua c6 phan cda cong ty:
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Viéc chia sé 1¢i nhuan phai dugc gan chat véi s hiu
c6 phan ctia nhan vién. Mu6n duoc chia sé loi nhuan,
mot nhan vién phadi mua c6 phiéu véi gid tri ngang
bdang luong ciia anh ta [chung t6i nhan manh], c6 thé
trd cham, méi 1an thanh toan t6i thiéu bang 4% luwong
hang nam. Cung thoi gian do6, cong ty danh 12% luong
hang nam cda nhan vién cho viéc mua c6 phiéu.?

Dén nam 1915, 61% nhan vién da tham gia vao chuong
trinh mua co phiéu, bang cach dé, ho da la nhing thanh
vién, nhitng chd s& hitu thuc sy cda cong ty. Trong sudt
lich st cia minh, P&G da ap dung vé sé co ché dé diéu
chinh hanh vi cda nhan vién, bao gom tit nhitng quy dinh
vé trang phuc va vé ngoai cho dén quy tic néi tiéng “Memo
mot trang” (cac memo déu phdi géi gon trong mot trang
gidy), nhtng diéu nay thé hién sy nhat quan bat budc
trong phong cach giao tiép & cong ty.

Cac tiéu chuan phu hgp chat ché ctia P&G duoc ap dung
trén pham vi toan cong ty, tai moi van phong, moi quoc
gia, du thudc bat ky nén van héa nao. Mot nguoi da ting
lam cho P&G & cac van phong tai chau A va chau Au da
nhan xét: “Van hoa cong ty c6 mat khap cac van phong cda
ho trén thé gidi. Khi ra nuwdc ngoai cong tac, toi hiéu ré rang
minh phai thich nghi truéc hét véi van héa cong ty, sau do
md&i 1a van hda ciia quoc gia s& tai. Lam viéc tai day cing
gibng nhu ban dang thudc vé mot quodc gia that sy.”25

Trong mot budi hop cong ty nam 1986, Giam doc diéu
hanh John Smale cling noi 1én diéu twong ty:
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Nhan vién P&G khdp moi noi trén thé gi6i déu chia sé
nhtng diém chung nhat dinh, chung t6i c6 cing mot
ngdn ngt, du cé nhitng khac biét vé van hoa va ca
nhan. Khi gdp bat ctt nhan vién nao, du thudc bod
phan kinh doanh & Boston, bd phan phat trién san
phdm & trung tam ky thuat Ivorydale, hay thudc ban
kiém soat tai Rome, t6i déu cam thay nhu dang gap
va noi chuyén vdi cung mot loai ngudi. D6 la nhitng
ngudi toi quen biét va tin tudng - nhitng nguodi P&G.257

Giébng nhu Nordstrom, IBM va Disney, P&G cling c¢6 xu
huéng bao mat va kiém soat thong tin. Cac nha quan ly
thuong phé binh, tham chi phat nhan vién néu ho lam viéc
khi dang di may bay va st dung thé ID cho hanh Iy dé 10
ra ho 1a nhan vién cda cong ty, hodc néu ho noi vé cong
viéc ctia cong ty ¢ nhitng noi cong cong. Ké hoach vé quan
ly quyén chon cd phan nam 1991 da quy dinh ré: Néu
nguoi nhan quyén chon tiét 16 thong tin vé cong ty cho bén
ngoai, quyén chon doé sé bi tudc.2ss

Phong cach bdo mat lam tang tinh than tw hao vé sy uu
viét ctia cong ty trong sudt chiéu dai lich st cda né. Moi
nhan vién déu ty hao dugc thudc vé, dugc la thanh vién
cda mot to chire “dac biét”, “vi dai”, “tuyét voi”, “dao 1y”, “tu
ky luat”, gbm toan nhing ngudi giéi nhat, “mot thé ché doc
nhat vo nhi trong sé cac t6 chiic trén toan thé gidi”.* Khi
noéi vé mot du an dac biét kho khan, mot nha quan 1y P&G
da binh luan: “Néu c¢6 mot dic tinh dugc tat cd moi ngudi
trong dy 4an nay thé hién, thi dé la long ty hao duoc 1a
nhitng ngudi gidi nhat.”26
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Su twong phan gitta P&G va Colgate khong ro rang, dé
thay nhu gitta Disney va Columbia. Trudc hét, mai dén
nhting ndm dau thé ky XX, Colgate van duy tri mot nén van
hoa cong ty mang dam tinh gia dinh.?%! Tuy nhién, c6 mot
su khac biét, nhat 1a trong vong 60 nam trd lai day. Chung
t6i khong tim thay mot bang ching nao cho thiy Colgate
da danh su quan tam dén viéc kiém tra va dua ra cac tiéu
chudn phu hop chat ché d6i véi cac nhan vién méi tuyén
dung, cing nhu viéc truyén ba cac tu tudng cong ty do
nhitng nguci sang lap dat ra. Trong khi P&G ludn ty xac
dinh tén tuoi bang nhitng gia tri cot 16i va nhitng di sdn cda
cong ty truyen ti thé hé nay sang thé hé khac, luén ludn
dé cao long tu hao doi v6i cong ty, thi Colgate lai c6 khuynh
huéng xac dinh tén tudi cda ho trong méi lién hé, twong
quan voi P&G. P&G ludn tw dé cao va huéng t6i vi tri s6
mot, con Colgate lai tw xac dinh minh 1a ¢ vi tri s6 hai, sau
P&G, luon luon cd gang dé tré thanh... mot P&G thi hai.26

THONG DPIEP GUI CAC CEO,
CAC NHA QUAN LY VA KINH DOANH

C6 thé ban khong cdm thiy théa man lam v6i nhiing
thong tin trinh bay trong chuong nay. Chung toi xin chia
sé nhitng suy nghi dé, va muodn noi ré rang chung toi
khong hé mé tad hay c6 vi cho nhing quan diém “cuc
doan” & day. biéu quan trong chung t6i nhan manh la:
khac véi nhing t6 chic ton gido, nhitng phong trao xa hoi
cuc doan nao do6, luon 1ay su sung bai ca nhan lam goc, cac
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cong ty hang dau cé xu huong sung bai tu twéng cot 161 ma
thoi. Chéng han, Nordstrom thé hién sy tran trong, ton
sung nhing tam guong vé phuc vu khach hang, chit hoan
toan khong yéu cau nhan vién sung bai doi véi bat ky mot
nha lanh dao ca nhan nao. O cong ty Disney, viéc duy tri
mot gia tri cot 16i tiép tuc nguyén ven ngay ca khi ngudi
sang lap Walt Disney qua doi. P&G Iuon trung thanh véi
cac nguyén tac cda cong ty sudt hon 150 ndm, tradi qua
chin thé hé lanh dao. Viéc sung bai ca nhan chi la viéc “bao
gid”, con viéc tao ra mot moi truong tao diéu kién cho viéc
gin gi* va phat huy mot tw twéng cot 16i mdoi dich thuc la
viéc “tao ra dong ho”.

Muc tiéu clia chuong nay khong phai la khuyén khich ban tao ra
st sting bai ca nhan. Do chi la viéc cudi cling ban nén lam.

Nguoc lai, diéu chi yéu ¢ day la phai xay dung mot to
chiic c6 thé duy tri tu twéng cot 16i cda né bang nhitng cach
cu thé va httu hiéu. Cac cong ty hang dau co thé chuyén tai
nhitng tu tudng cia ho thanh nhiing co ché hitu hinh, voi
nhitng dic tinh nhat quan dé nhan ra. Ho truyén ba tu
tudng cong ty cho cac thanh vién, dé ra nhiing tiéu chuin
phu hop hét stic chat ché, phat trién mot y thic tw hao,
nhiéu khi ty ton vé t6 chic. Cac bién phép cu thé nhu sau:

+ To6 chic cac chuong trinh dao tao vita mang tinh
chuyén mén, vita mang tinh dinh huéng vé tu tudng,
trong do6 giang day vé cac gia tri, hinh mau, lich st va
truyén thong.
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Hinh thanh cac trung tam dao tao trong ndi bo cong
ty.

Gan bo cac thanh vién véi nhau, cung voi su kiém
soat t cap trén.

Theo dudi cac chinh sach “thang tién ti thdp dén
cao” nhitng nhan vién tré, udén nan ho theo phong
cach cong ty, thang tién t& noi bo cong ty.

Xay dung nhitng hinh dnh, nhing tam guong tiéu
biéu trong céng ty dé moi nguoi noi theo.

St dung ngon ngit, thuat ngt dac biét trong noi bo
cong ty (vi du: Nordie, Motorolan, v.v...) dé tao y thic
thudc vé mot t6 chitc ddc biét, uu t.

Tang cuong nhing cam két tam ly cia nhan vién
thong qua nhitng bai hat cong ty, nhing 16i nggi khen,
hoan ho, khen thudng v.v...

Quy trinh kiém tra va sang loc nhan vién chat ché
ngay khi tuyén dung va sudt nhiing nam dau tién.
Thuc hién cac bién phap khich 1, dong vién nhan
vién huéng tdi tu tudng cot 16i cia cong ty.

C6 bién phap thudng phat nghiém minh va cu thé déi
voi ai duy tri/vi pham tu tuéng c6t 16i. Chap nhan va
tao co hoi cho nhing 16i 1am khong vi pham tu tuéng
cot 161, con nhitng ai pham 16i 1am dnh huéng dén tu
tudng cot 16i sé bi loai ra khdi cong ty ngay lap tic.
Tao co ché cho moi nguoi thuc su tham gia vao cong
ty (ca vé tai chinh va thdi gian).
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+ V& bé ngoai cda mdt nha may, van phong cting phai
thé hién sao cho lam néi bat 1y twdéng va hinh mau
cda t6 chiec.

+ Lién tuc nhan manh bang 16i ndi, bang van ban vé gia
tri t6 chic, vé truyen thong, vé y thic tw hao déi véi
to chuc.

Gin giit cai cot 161 VA thuic day su phat trién

Bay gid ban c6 thé néu cau hdi: Liéu mdt nén van hoa
cong ty chat ché va mang phong cach nghi thitc nhu vay
c6 ham chuta rdi ro khong? C6 dan tdi su tri tré, loai bd
nguoi ta khong? C6 bop nghet 0c sang tao va tinh da dang
khong? C6 han ché thay d6i khong?

Cau tra 10i cda ching t6i 1a c6, mot nén van hoa cong ty
nhu vay c6 thé nguy hiém va han ché, néu no khong git
duoc su can bang theo hinh tugng am duong. Nén vdn héa
von duoc sit dung dé gin giit cdi cot 16i, phdi duoc bo sung
bdang moét tinh than thiic ddy su tién by ddng ké. Trong mot
cong ty hang dau, hai yéu t6 nay ludén cung di véi nhau,
“tay trong tay” mdi yéu to déu lam tang cuong yéu to kia.

Nén van hoa cong ty mang tinh nghi thic cao sé gitip
cong ty c6 kha nang theo dudi cac BHAG, do nén van hoa
d6 tao ra ¥ thic tw hao vé cong ty, mot cong ty hoan hdo
c6 thé thuc hién moi muc tiéu dé ra. Chinh nén vin hda
mang tinh nghi thitc cda IBM da gép phan quan trong
trong viéc khién cong ty quyét dinh dat cuoc vao san pham
IBM 360. Long tin cua Disney vao vai tro dac biét cia cong
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ty giup cong ty dua ra cac BHAG nhu Disneyland va trung
tam EPCOT. Tuong tu nhu vay, néu khong c6 tinh than hai
long vi cong viéc va theo dudi nhitng gia tri ciia ban than,
Boeing da khong thé thanh cong trong cac duw an sin xuat
may bay 707, 747. Néu Sony khong c6 niém tin tuyét doi
vé vai tro dac biét cda ho trén thé gidi, ho sé khong thé theo
dudi nhitng quyét dinh quan trong vé san pham nhu san
pham ban dan hoi nhing nam 1950. Merck luon trung
thanh véi tu tudng cdt 16i, khién cho nhan vién céng ty cdm
thay ho thuoc vé mot diéu gi do to 16n hon la mot to chic
kinh doanh théng thuong, tt d6 ho méi c6 thé né luc tot
bac dé dua cong ty nay thanh mét cong ty dwugc pham
hang dau thé gidi.

Hon nita, cac ban can hiéu rang cong ty c6 thé c6 mot
nén vian héa mang tinh nghi thiic cao vé cac khia canh: stic
sang tao, khad nang canh tranh, hay sv thay déi. Tham chi
doi khi nén van hoéa cong ty con cé thé mang nhitng nét ky
di, nguge doi 1a khac. Ch:flng han nhu khi cac nha quan ly
cong ty Wal-Mart huéng dan hang ngan nhan vién hé to:
“W-A-L-M-A-R-T!D6la gi? Wal-Mart! bo6 la gi? Wal-
Mart! Ai 1a s6 mot? Khach hang!”26

Su chat ché va su da dang c6 thé cung ton tai trong nén
van héa cong ty. Mot s6 cong ty hang dau noi tiéng nhu 1a
noi lam viéc tot nhat cho phu nit va nhitng nguoi thuoc dan
toc thiéu so. Vi du, cong ty Merck dugc nhiéu nguoi biét téi
do nhting chuong trinh tao diéu kién cong bang trong cong
viéc gitta nguoi lao dong nam va nt. 0 Merck, sy da dang
1a mot phan cda su tién bd, hé trg hitu hiéu cho gia tri cot
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16i cia coéng ty. Du ban thudc chung tdc, gidgi tinh hay
ngudn goc nao di nita, ban van c6 thé thanh cong tai Merck,
mién 1a ban tin vao cac gia tri cot 16i cua cong ty!

KIEM SOAT VE TU TUONG
TU CHU TRONG HOAT DPONG

Mot vi du dién hinh cho viéc lwa chon chit VA thay vi chi
HOAC 1a khi mét cong ty hang dau vira c6 thé kiém soat
chét ché tu twdng, vira tao ra sy ty chu nhat dinh trong van
hanh, tt d6 tao diéu kién cho nhing sang kién ca nhan.

Trong cac chuong tiép theo, ban sé thay cac céng ty nay
c6 xu hudng tap trung hoa va cé6 nhing ty chu trong van
hanh nhiéu hon cac cong ty so sanh, mic du van hdéa cong
ty cda ho mang tinh nghi thiic cao hon.’®* Kiém soat vé tu
tudng cé tac dung bao vé cai cot 16i trong khi do su tu quan
trong qua trinh lam viéc sé c6 tac dung thuc défy su tién bo.

Gin gir
cai cot 16i

Kiém soat
tu tudng

Tu chd

Thuc d4
e uc day

van hanh su tién bo
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Cac ban hay nhd¢ lai vi du vé cudn so tay chi gom mot
trang danh cho nhan vién cda cong ty Nordstrom & dau
chuong nay. Mot mat, cong ty da gidi han moi hanh vi cda
nhan vién sao cho phu hop véi tén chi va tu twéng cia
Nordstrom. Nhung mot mat khac, qua d6 ta cing thay
cong ty tao diéu kién cho su ty do hanh dong cua moi nhan
vién. Trong chuyén tham Truong Kinh doanh Stanford, khi
duwoc héi vé cach xi Iy cda mot nhan vién néu nhu mot
khach hang yéu cau tra lai chiéc vay ré rang 1la da dugc si
dung roi, Jim Nordstrom tra 1oi:

Toi khong biét, that long 1a nhu thé. Nhung toi tin
rang mot vu viéc nhu vay sé dudc gidi quyét sao cho
khach hang cam thady ho dugc quan tam, tran trong
va phuc vu t6t. Viéc c6 dong ¥ lay lai chiéc vay dé hay
khoéng phu thudc vao ting truong hop cu thé, va chung
t6i cho cac nhan vién ban hang cda minh quyén tu
quyét rat 16n khi gidi quyét mot van dé nhu vay.
Chung t6i coi ho la nhitng nhan vién ban hang chuyén
nghiép. Ho can nhiing huéng dan co ban, chit khong
can nhting quy tic chat ché va ti mi. O Nordstrom,
ban c6 thé lam bat ky diéu gi dé hoan thanh cong
viéc, mién 1a ban luén séng va lam viéc theo nhitng
gia tri va tiéu chudn co ban clia cong ty.2

Nordstrom khién chung téi lién tuéng dén Hai quan My
- rat chat ché va ky luat, khong cho phép ai khong tuan thu
nhitng tu tudng cua cong ty. Nhung mat khac, nhing ai
khong c6 nhitng sang kién ca nhan va ban nang kinh doanh
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sé van that bai tai cong ty nay. O cac cong ty hang dau nhu
3M, J&J, Merck, HP va Wal-Mart, diéu twong ty cling xay ra.

Nhitng két luan nay cé y nghia thuc tién sau sac. Nhitng
cong ty ndo muodn tao ra mot moi truong lam viéc ty quan,
phi tap trung trudc hét phdi c6 va gin git dugc mot tu
tudng cot 16i, truyén tu twdng do cho tat cd moi nguoi trong
cong ty, loai bé ngay nhitng ai khong phu hop, dong thai
nang cao v thitc trach nhiém va long tu hao vé cong ty cho
nhitng thanh vién con lai. Co thé néi mot cach hinh anh:
chon lya dung dién vién va giao ding vai dién, sau d6 dé
cho ho tv do tng tac trén san dién. Noi mot cach ngan gon,
su chat ché mang tinh nghi thitc xung quanh mot tu tudng
cOt 16i sé tao diéu kién cho cong ty cho phép su tu do, chd
dong doi véi moi nhan vién trong viéc thtt nghiém, diéu
chinh, va trén hét la trong hanh dong cua ho.
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CHUONG BAY

THU NHIEU CACH
VA GIU LAI NHUNG GI PHU HGP

Gin gir
cai cot 16i

Thuc diy

su tién bo

Theo tri tudng twgng cda toi, khong nén coi [cac loai sinh vat
c6 khd nang thich nghi cao] la do ty nhién hay ban nang ma
c6, ma thuc sy phai coi dé la két qud cda mot quy luat chung
dnh hudéng dén sy phat trién cda moi sinh vat - d6 la sy dau
tranh sinh ton: chi ¢6 nhitng loai manh nhat méi song sot,
nhitng loai yéu nhat sé khong ton tai nita.

CHARLES DARWIN - Nguon géc cdc loai, 185976

Thuc sy ma nodi, cong ty cia chung toi doi khi da tinh co
phat trién dwge mét s san phfim madi. Nhung xin nhd rfmg
diéu d6 chi c6 thé xdy ra néu ban luén luén chuyén dong.

RICHARD P. CARLTON,
Nguyén CEO, 3M Corporation, 1950°%7

That bai la sdn pham quan trong nhat ctia ching toi.

R. W. JOHNSON (con),
Nguyén CEO, Johnson & Johnson, 1954°%%
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hi xem xét lich st cda cac cong ty hang
dau, diéu gay an tugng manh cho chung téi 1a viéc doi khi
nhitng budc di, quyét dinh thanh céng nhat cda ho lai
khong duogc thuc hién do viéc lap ké hoach chién lugc chi
tiét, ma lai do viéc thit nghiém, ap dung phép thi va sai,
do co hdi va ngay ca do tinh cd, ngau nhién nita. Cac chién
lugc kinh doanh xut siac c6 thé chi 1a két qua cla cac thi
nghiém mang tinh co hoi hodc nhitng su kién ngau nhién
(song c6 chu y tu trude). Chung ta hay xem xét cac vi du
3 J&J, Marriott va American Express.

Budc chuyén ddi ngiu nhién dén cac san pham hang tiéu
dung & cong ty Johnson & Johnson

Vao nam 1890, cong ty Johnson & Johnson - luc d6 con
1a mot nha cung cap san pham gac khi trung dung trong
y té - nhan duogc mot la thu t mot bac si than phién rang
mot s6 bénh nhan cdm thay kho chiu trén da khi st dung
thach cao y té. Giam d6c nghién ciu ctia cong ty lic do
Fred Kilmer - trd 10i bang viéc cho gui t6i mot gbi bot tan
Italy c6 tac dung xoa diu, dung dé boi 1én da. Sau d6 ong
ta tim cach thuyét phuc cong ty tt dé vé sau ludn gii kém
mot go6i bot ndy véi mot s6 san pham nhat dinh. Piéu ngac
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nhién 1a cac khach hang lai yéu cau mua truc tiép chi loai
bot xoa nay ma thoi. P& dap tng nhu cau do, cong ty tao
ra san pham co6 tén la “Phan J&J dung cho Tré em”, san
pham nay sau d6 da tré thanh mot san pham ndi tiéng trén
toan cau. Theo nhing tai liéu chinh thitc cda cong ty thi
“J&]J dén v6i san pham phan tré em hoan toan ngau nhién”.
0 day, ta c6 thé thay ré: Mot bude di rat nhé bé va khong
duoc chd ¥ luc dau cudi cung da bién thanh mot thay doi
mang tam chién lwgc hudng téi cac san phadm tiéu dung -
mot sw ngau nhién cudi cung da tré thanh nguodn tao ra
44% thu nhap cho coéng ty - nghia la c¢6 tAm quan trong
tuong duong véi cic sdn pham dugc phdm va y té.269

Sau nay, J&J con tinh cd xay dung dugc mot san phé{m
noi tiéng nita. Nam 1920, mot nhan vién cong ty trén Earle
Dickson sang ché ra san pham bang ca nhan lam bang mot
miéng bang dung trong phau thuat véi cac miéng gac nhd
va mot 16p bao dac biét bén ngoai giup khong dinh chat
vao da. Anh ta tao ra san pham nay dé cho vo anh ta -
nguoi rat hay bi cat vao tay khi dung dao lic nau an. Khi
cac nhan vién tiép thi dugc thong bao vé san pham méi
nay, ho quyét dinh th tung né ra thi truong. Va that bat
ngo, sau mot khdi dau cham chap va nhing c6 gang cai
tién lién tuc sdn pham nay (c6 tén la Band-Aid), tré thanh
san pham ban chay nhat trong lich st céng ty! Nhing vi
du trén mot lan nita khang dinh nhimg chuyén bién chién
lwoc ma day ngau nhién cda J&J hudng vé cac san pham
tiéu dung.’°
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Budc di day co hoi cia Marriott huéng
vé dich vu san bay

Ndm 1937 - muoi nam sau khi mé quay ban bia dau tién
- J. Willard Marriott da xay dung dugc mot heé théng chin
nha hang, gdbm 200 nhan vién lam viéc day nhiét tinh theo
nhitng tiéu chuan cia coéng ty vé phuc vu khach hang. R6
rang ong ta dang c6 mot hé thong van hanh tot. Véi ké
hoach tdng gap doéi sd6 nha hang trong ba nam t6i, vién
canh cong ty dang xan lan hon bao gid hét. J. Willard va
doi ngd quan ly chac chan sé gat hai dugc nhing thanh
cong to 16n néu tiép tuc tap trung vao ké hoach nay.

Nhung phai gidi quyét sao day vdi tinh huéng phat trién
mot cach bat thuong tai cita hang Marriott s6 8? Toa lac
gan san bay Hoover, Washington D.C, ctta hang nay c6 mot
doi ngi khach hang khac han véi nhing noi khac - do la
nhitng khach hang trén duong ra san bay, ho ding lai mua
dod an nhanh, banh trai, nhét day cac tdi xach, tii giay dem
theo. “Hay thit nghi vé diéu ndy xem - Marriott ndi trong
mot lan dén tham cia hang - khach hang dén day mua do
dn dé an trén may bay!”"!

“M6i ngay khach hang loai nay lai t6i day dong hon” -
vién quan ly cta hang trinh bay thém.

Cudn sach Marriott cda Robert O'Brian ké lai: “Marriott
da tram ngam suy nghi vé diéu nay sudt cad dém. Ngay hom
sau, ong ta dén cong ty van tai san bay Eastern Air Transport
va ky mot thda thuan kinh doanh, theo dé ctta hang s6 8
sé giao cac hop dung cac suat an trwa dong goi dén tan
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duwong bang san bay, viéc chd hang dugc thuc hién bang
cac xe tai mau cam véi logo cong ty va cac dong chit bén
hong xe. Chi sau vai thang, dich vu nay da phat trién dén
hang American Airlines, phuc vu cho 22 chuyén bay mot
ngay. Marriott mau chéng ctt ra mot gidm doc phu trach
mang kinh doanh méi nay, véi nhiém vu phat trién t6i da
dich vu & san bay Hoover, sau d6 phat trién sang cac san
bay khac. Cudi cung, dich vu san bay, von c6 ngudn goc t
mot co hdi khong hé dugc mong doi, da trd thanh mot
nganh kinh doanh chinh & Marriott Corporation, phat trién
vuon téi hon mot tram san bay khac nhau.

Lé ra, nhu thuong 1é Marriott da phai vat va trai qua
nhting cudc hop dai va nhitng phan tich ky luéng vé chién
lugc trude khi quyét dinh lam mot diéu gi d6. Trong truong
hop nay, lugng khach hang bat thuong & cia hang s6 8
da dwa ra cho 6ng ta mot cach thic bién thé khac so véi
nhiing di kién vé khach hang théng thuong. Cong ty da
c6 thé bd qua diéu nay song ho da khong lam nhu thé. Ho
chon cach thd nghiém dé xem liéu “bién thé la” nay c6 thé
tré thanh mot “bién thé c6 ich” khong. Marriott da thuc
hién mot bién chuyén trong chién luwgc cong ty bang mot
hanh dong mau le dya trén mot yéu t6 may man khong
duoc ky vong trudc do6. Budc di nay néu nhin lai thi that
l1a sang sudt, song trong thuc té don gidn diéu dé chi la
két qud cda mot tht nghiém day co hdoi, tinh cd cho két
qua tot.
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Suw phat trién khong nam trong du tinh cia American
Express vao cac dich vu tai chinh va du lich

Thanh 1ap nam 1850, lic dau American Express la mot
doanh nghiép kinh doanh dich vu chuyén phat nhanh trong
khu wvuc (giéng nhu cong ty United Parcel Service). Nam
1882, cong ty thuc hién mot budc chuyén doi nhé song
cudi cung da dan t6i mot thay doi to 16n vé chién lugc.
Coéng ty nhan thdy nhu cau cho dich vu van chuyén tién
mat c6 xu huong giam do sy phat trién cda cac lénh chuyén
tien bang thu. Trudc tinh hinh d6, American Express lién
tung ra dich vu chuyén tién ctia riéng cong ty. Va thé 1a san
phdm “lénh chuyén tién nhanh” da thanh cong ngoai stc
mong doi - 11.959 lénh dugc ban trong vong sau tuan 1é
dau tién. Cong ty lap tic chdp lay co héi nay va bat dau
trién khai viéc ban hang khong chi ¢ cac van phong cda
cong ty ma con ¢ cac nha ga, cia hang... va nhu vay da vo
tinh bién thanh mdt céng ty cung cap dich vu tai chinh.?

Mot thap ky sau, vao nam 1892, chud tich American
Express, J. C. Fargo, trong mot chuyén di nghi & chau Au,
da gap kho khan trong viéc chiét khau cac thu tin dung dé
lanh tién mat. Van dé nay da tao co hoi cho cong ty tim
kiém mot thay doi xa hon trong quy dao phat trién cda
minh. Trong quyén sach American Express 1850-1950,
Alden Hatch da viét:

Khi tré vé, [Fargo] sdi budc qua cac hanh lang toa nha
65 Broadway vdi vé suy tu hon thuong lé. Ong budc
qua phong lam viéc cda minh, t6i thing phong cta
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nhan vién Berry [Marcellus]. ‘Berry - 6ng ndi, bo qua
15i chao héi, va di thing vao van dé - T6i gap rat
nhiéu rac roi trong viéc chuyén cac thu tin dung thanh
tien mat. Khi t6i ¢ mot noi biét 1ap, xa xo6i, chung
chang khac gi nhing td gidy 1on! Néu nhu chinh chud
tich cda American Express cling gdp nhtng rac roi
nhu vay, thi thit nghi xem mot khach hang binh thuong
sé con phdi gap rac réi nhu thé nao ntta. Can phai
lam mot diéu gi do’.2

Va Berry da lam mot “diéu gl d6” that. Ong dua ra mot
gidi phap tinh té, theo d6 khach hang duwoc yéu cau ky tén
khi mua va tiép ky khi duoc tra tién, sdn pham nay sau nay
noi tiéng trén toan thé gidi véi tén goi “Séc du lich American
Express”. Co ché thanh toan cuda séc du lich tham chi con
dem lai cho cong ty mdt mdi i ngoai du doan nita, do la
do cac séc bi mat va bi tré han, cong ty co thé ban duogc
nhiéu séc hon 1a séc ho phai chi trd méi thang, két qua la
c6 luong tién mat déi ra. Theo Jon Friedman va John Meehan,
trong cudn Nha cua thé thi:

Mot cach hoan toan khong c6 chu y, chinh Amex da
phat minh ra ‘tién noi’ (xay ra trong khoang thoi gian
cham thanh toan). Khodn tién nay luc dau chi 1a 750
dola, sau do da lén tdi 4 ty dola vao nam 1990, dem
lai thu nhap 200 triéu dola. Cong ty da vo tinh ma
thuc su tao ra mot loai tien té moi.2

Vé6i khéi dau chi 1a mot budc tién dé dat, tim kiém co hoi,

cudi cung séc du lich da dan American Express tién vao thi
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truong cac dich vu tai chinh, mot linh vigc ma cong ty
khong hé c6 y dinh va ké hoach thuc hién.

San pham séc du lich ciing gép phan vo tinh dua cong
ty tré thanh mot cong ty dich vu du lich. Thuc té ma ndi,
Chd tich J. C. Fargo da duwa ra mot tuyén bo ré rang, khong
up m4 rang American Express sé khong tham gia kinh doanh
van chuyén, du lich: “Ching t6i mudn xac dinh ré rang vao
bat ky lic nao, & bat ky dau, du bang bat cit phuong tién
gl, cong ty nay ciing khong phdi va khong co y dinh tham
gia vao, trd thanh mot cong ty du lich (dich vu vdn chuyén)”
[ching t6i nhan manh].?

Du Fargo tuyén bd nhu vay, nhung thuc chat diéu ma
Amex lam lai hoan toan khac. Cong ty ludén hanh dong theo
mot khuén mau, dé 1a gidi quyét nhing van dé cda khach
hang va nhanh chéng tan dung moi co hoi, diéu nay dugc
huéng dan chinh bdi tu twdéng cot 16i vé phuc vu khach
hang. Khuén mau trén ré rang 1la khong thé bi gat qua mot
cach dé dang, du chinh CEO mudn ciing vay. Chi it 1au sau
khi mé& van phong séc du lich dau tién tai chau Au & Paris
nam 1895, mot nhan vién tén 1a William Dalliba da bat dau
mé rong hoat dong cda cong ty nham dap tng cac nhu cau
ngay cang tang cua du khach My: ho ludn phai chen chuc
trong van phong cong ty & Paris dé ddi séc du lich, thuc
hién cac dich vu buu chinh, lich di lai, vé van Chuyén, o
van, v.v... Tat nhién, khi mé rong cac hoat dong theo huéng
trén, thoat tién Dalliba rat than trong va kin dao dé tranh
con thinh no cé thé xay ra ti J. C. Fargo. Dalliba ci tién
hanh ting budc, ting budc, trude hét thit md mot vai quay
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ban vé chdé nam trén tau thdy. V6i thanh cong do, o6ng
thuyét phuc cong ty mé mot “phong du lich” va bat dau
ban vé tau hita, cac tour du lich tron goi va nhiéu dich vu
van chuyén khac.?”® Pén 1912, American Express da “thuc
sy tré thanh mot t6 chic van chuyén lén manh, du cong ty
van khong thita nhdn diéu ndy [chung t6i nhan manh|”?77.
bau nhitng nam 1920, nhitng thi nghiém ctia Dalliba da
bién cac dich vu lién quan dén du lich van chuyén tré
thanh mang kinh doanh quan trong tht hai cda cong ty,
sau cac dich vu tai chinh.

Nhu vay, sau mot loat budc di ma da phan la co hoi va
noéi chung khong thudc vao mot ké hoach chung nao ca,
American Express da phat trién theo mot huéng hoan toan
khac biét v6i quan niém cia nha sang lap ban dau (mot
cong ty chuyén phat nhanh).

CONG TY NHU CAC LOAI SINH VAT
TRONG QUA TRINH TIEN HOA

Chiing t6i da tim dugc nhing két luan gi t cac truong
hgp cda J&J, Marriott va American Express? Co thé dé dang
bd qua va coi do6 chi 1a nhitng hién tugng ngau nhién, song
van deé lai 1a & chd do6 khong phai 1a nhitng truong hop duy
nhat. Bill Hewlett néi v6i chiing toi rang cong ty HP “chua
bao gio lap ké hoach cho quang thoi gian trén hai hoac ba
nam” trong giai doan cuc ky quan trong thap nién 1960.?78
Tham chi khi quyét dinh tham gia vao thi trudng may vi
tinh (mot quyét dinh thay doi mang tdm chién lugc) cong
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ty cling khong hé theo mot ké hoach 16n nao c6 san. Nguogc
lai 1a khac: ndm 1965, HP thiét ké chiéc may vi tinh dau
tién cda cong ty chi don gidn 1a bé sung thém sic manh
cho day chuyén sadn phdm coéng cu cda coéng ty.>”® Hay
nghe cyu CEO John Young giai thich:

Lic dau d6 chi ma mot san phadm phu. Tham chi
chung t6i khong goi do6 la mot may vi tinh ma chi goi
1a ‘may diéu khién cong cu’. Mac du biét may vi tinh
sé vO cung quan trong trong tuong lai, ching t6i van
muén gitt danh tiéng ctia cong ty nhu 1la mot cong ty
cong cy, cht khong phai la mot cong ty vi tinh.2s0

Tuwong ty, Motorola thoat tién buwdc vao linh vic hang
dién t¢ cong nghé cao (ban dan, chat ban dan, vi mach) chi
don thuan nhu 1a hé qud ty nhién cda phong thi nghiém
Phoenix (phong thi nghiém nay thanh lap nam 1949 vdéi
muc dich nghién citu phat trien mot sé vat litu dién td
dung cho tivi va radio).?! Chi sau nay, vao nam 1955,
Motorola méi c6 v thic lwa chon chién lwoc chuyén sang
kinh doanh hang dién tt - va lic do cing chi don gian la
do cong ty sé khong du kinh phi xdy dyng mot nha may
cao cap néu khong chap nhan ban mot sd san pham mdéi
nghién ctu dugc ra thi truong.

Cac van dé twong tu ciing c6 thé dugc tim thay & Citicorp,
Philip Morris, GE, Sony va nhiéu céng ty khac. Xin ding
hiéu sai y ching t6i & day. Chuing t6i khong ndéi rang cac
cong ty trén khong bao gio 1ap ké hoach. Chung t6i chi
ngac nhién khi thdy rang rat nhiéu quyét dinh, budc di
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quan trong cda cac céong ty hang dau la do két qua cda
nhiing qua trinh khéc, khéng phai la do trong qua trinh lap
ké hoach. Va day ciing khong han 1a may man ngau nhién.

Nhittng vi du hdp dan noi trén da dua chung toi dén két
luan vé mot sy tién bo ¢ mitc do cao hon clia cac cong ty
hang dau so véi nhitng cong ty so sanh: do 1a sy phat trién
mang tinh chat tién héa. Chiing toi st dung t “tién hoa”
dé mo td qua trinh phat trién nay béi né rat giéong qua
trinh cac loai sinh vat tién héa bang cach thich nghi véi
moi truong tw nhién bén ngoai. Qua trinh phat trién tién
hoa c6 hai khac biét chinh khi so sanh v&i qua trinh phat
trién dua vao cac BHAG. Mot 13, BHAG luon ro rang, khong
up md (“ching ta sé leo 1én ngon nui kia”) trong khi qua
trinh tién hoa c6 vé mo ho (“bang cach thit nhiéu phuong
phap khac nhau, chung ta chac chin sé chon dugc cach
thich hop, chi ¢ diéu ta khong biét trugc sé ton bao nhiéu
thoi gian ma tho6i”). Hai 1a, BHAG bao gdm nhiing budc
nhdy 16n, khong lién tuc, con qua trinh phat trién tién héa
thuong bat dau bang nhing budc di dan dan, nhitng bién
chuyén t ton, viéc nam bat va khai thac nhing co héi, sau
d6 méi chuyén thanh nhing thay déi lon vé chién lugc,
thuong 1a khong hé duoc dinh trudc.

Quad trinh phét trién tién héa 1a mot qué trinh phat trién
khong theo ké hoach. Néu nhin cac loai sinh vat trong thé
gi¢i tw nhién qua lang kinh cta ké hoach chién lugc, chiing
ta sé dé dang di t6i két luan rang chung la két qud cda
nhitng ké hoach hoan hao: chiing thich nghi v6i méi truong,
chung hén phai duoc tao ra trong mot ké hoach tuyét voi
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nhat. Nhung néu nhin t quan diém cda sinh vat hoc hién
dai thi két luan trén hoan toan sai lam. T sau phat hién
cda Darwin, cac nha sinh vat hiéu ra rang cac loai sinh vat
tién hoa chit khong phai duoc tao ra theo mot cach dinh
san. Khong chi cé vay, cach thie sinh vat tién hoa c6 nhiéu
nét twong dong voi cach ma cac coéng ty hang dau thich
nghi v6i moi truong!

Hoc thuyét tién hoa cda Darwin ap dung & cac cong ty
hang dau

Phan cdt 16i cia hoc thuyét tién héa cia Darwin 1a viéc
cho rang cac loai sinh vat tién hoa thong qua mot qua trinh
cda cac bién thé ngau nhién (bién chuyén gen ngau nhién)
va chon loc ty nhién. Khi méi truong thay doi, nhing bién
thé gen nao phu hop nhat véi méi truong sé c6 xu huwong
dugc “lva chon” (c6 nghia la nhitng bién thé nao thich nghi
cao nhat sé séng sot, nhing bién thé c6 kha nang thich
nghi kém sé khong tén tai dugc). Cac bién thé dugc luya
chon (ton tai) nhu thé sé chiém da s6 vé gen va loai sinh vat
sé phat trién theo huéng cac bién thé d6. Darwin néi: “Cac
loai sinh vat sinh s6i ndy né, bién doi, nhitng con manh
nhat séng sot va nhiing con yéu nhat chét di”.

Gio chung ta hdy coi Amex nhu 1a mdt loai sinh vat. Pau
thé ky XX, Amex cdm thay sdn pham kinh doanh chuyén
phat nhanh truyén thdéng cda cong ty gap kho khan. Vi tri
doc quyen cda cong ty bi cac co quan Chinh phd de doa
va vao nam 1913, Buu dién Hoa Ky da tré thanh mot doi
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thd canh tranh dang ké. Loi nhuan cda coéng ty gidm 50%.
Pén 1918, Chinh phi qudc hitu héa toan bo cac coéng ty
chuyén phat nhanh, gay ra mot thay doi vé cung to lén
trong nganh nady. Da s cac cong ty cung nganh déu chim
dut hoat dong do nguyén nhan trén. Song nhiing thit nghiém
& cac linh vuc dich vu van chuyén va tai chinh (sé noi ro
hon & phan sau) da khién American Express (du khong
dinh trudc) trd thanh mot bién thé thich hop hon véi moi
truong mdi. “Bién thé” nay da dugc lya chon, va cong ty da
tién hoa, vuot qua con duong kinh doanh truyén théng ban
dau nay da 16i thoi, huong t6i su thinh viong va phon vinh
cia tuong lai.

Chang t6i md t& qué trinh tién hoa bang tén goi “phan nhanh va
tia canh”. Y tudng & day rat don gian: Néu ban thém dd nhanh
cho céy (cac bién thé, bién dang) va thuc hién t6t viéc tia canh
hdng (chon loc), thi ban sé c6 mot cai cdy véi cac canh khoe
khodn, c6 thé phat trién manh mé trong mot méi truong luon luon
thay doi.

Ngdy nay, cong ty Johnson & Johnson van lién tuc co y
thitc khuyén khich phwong phap “phan nhanh va tia canh”
noéi trén. Cong ty luon thit nghiém rat nhiéu phuwong phap
mdi, gitt lai nhing gi thich hgp va loai bo ngay nhitng thit
nghiém that bai. Piéu nay duoc thuc hién théong qua mot
moi truong lam viéc phi tap trung hoa, noi do6 ca nhan dugc
khuyén khich dwa ra sang kién va thi nghiém nhtng y
tudng mdi mé. Cung lic dé, cong ty dé ra nhing tiéu chuan
chon loc rat khat khe: chi nhitng thit nghiém nao ching t6
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dem lai loi nhuan va phu hgp véi tu twdng cot 16i cda J&J
méi c6 thé dugc tiép tuc dua vao kinh doanh ma thoi.
V6i cham ngon “That bai 1a san pham 16n nhét ctia ching
t6i”, R. W. Johnson (con), hiéu r6 rang cong ty ludn coi cac
thtt nghiém that bai 1a mot phan cla qua trinh phat trién,
tién hoa. Va thuc té 1a cong ty da co rat nhiéu that bai trong
lich s, bao gom t viéc nhay vao san xuat san pham chat
kich thich céla (lam t ruou sherry va chiét xuat hat cola),
dén nhing khuén mau cho tré em. Ngay gan day, ho ciing
gap hang loat that bai déi véi cac san pham van tim, dung
cu loc than, may gidm dau ibuprofen. Nhing that bai nay
la cai gia phai trd cho viéc tao ra mot “cay” khoe manh,
trong bdi cdnh cda mot tu twdng cot 16i clia cong ty. Ngay
ca khi gap nhitng that bai nhu thé, cong ty cling chua bao
gio bi thua 16 trong sudt lich st 107 ndm qua. Thanh cong
vé tai chinh ctia J&) dé khién cho ngudi ngoai nghi rang
day 1la mot thién tai vé chién lugc. Nhung trong thuc té, lich
st cda J&J day nhting bién c¢o bat ngd, nhitng phép thit va
sai, nhing that bai dinh ky. Nhu CEO Ralph Larsen da tom
tat vao nam 1992 “Tang trudng la mot canh bac 16n”.

Tuong ty nhu vay, thanh cong mang tinh hién twgng cia
Wal-Mart vao nhiing nam 1970, 1980 c6 thé duwoc hiéu
bang quan diém tién héa hon 1a mot quan diém vé sang
tao. Thuyc tinh ma néi, cac thanh vién Wal-Mart déu cam
thay doi chdt budn cudi trudc cach gidi thich vé thanh cong
cia cong ty (cach giai thich nay thuong dugc day trong cac
sach gido khoa vé kinh té vi mo va cac khéa MBA vé ké
hoach chién lugc). Jim Walton néi cu thé hon:
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Chung t6i déu cudi khady nhitng tac gid coi cha toi
[Sam Walton] 1a mét nha chién luge dai tai, co thé xay
dung nhitng ké hoach phtc tap bang truc giac va tu
minh thuc hién chinh xac nhitng ké hoach dé. Khong
dung nhu vay. Cha t6i thanh cong dua trén nhing
thay doi, va chezlng c6 quyét dinh kinh doanh nao cda
ong la ky bi, than bi ca.

C6 thé néi rang cac cong cu dugc day trong hau hét cac
khéa hoc vé chién lugc cong ty déu khong thé gidi thich
dugc tai sao mot cong ty c¢d dugc lgi thé canh tranh vé
chién lugc, Chéng han tai sao Wal-Mart c6 dugc mot hé
thong xuat sac hang dau nhu vay. Hé théng Wal-Mart dugc
hinh thanh khong phai do nhitng ké hoach chién lugc tao
ra béi nhing thién tai kinh té, ma chid yéu la do qua trinh
tién hoa cda bién dang va chon loc. “Pa dang hoa, tao ra
cac bién thé, va thit nghiém t6t nhat sé ton tai, nhing thi
nghiém that bai sé bi dao thai”.?®> D6 chinh 1a “tho6i quen”
cda cong ty ké tr khi né duwoc Sam Walton thanh 1ap vao
nam 1945. Wal-Mart trong c6 vé nhu da c6 tam nhin xa, tién
tri moi viéc trong kinh doanh, cling nhw cac loai sinh vat
duwong nhu da dugc tao ra mot cach hoan hao nhat. Mot nha
quan ly & Wal-Mart néi: “Chuing t6i séng theo phuong cham
‘Lam, thit va stta néu sai’. Ban hay thd, néu tot thi giit lai.
Néu khong tot, hay diéu chinh lai hoac thi cach khac”.2s

Ch:fmg han, nhing nhan vién chao don khach tai Wal-
Mart khong hé 1a san pham cda mot ké hoach hoac chién
luge nao. Thuc ra cau chuyén nhu sau: mot vién quan ly
cta hang & Crowley, Louisiana gap kha nhiéu rac rdi véi
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bon an trom vt trong cida hang. Ong ta bén tht ap dung
mot cach, do 1a sap xép sao cho médt nhan vién ding tudi,
than thién ding & ngay ctta chinh dé chao dén khach khi
ho budc vao va di ra khoi ctta hang. Nguoi nay sé khién
nhitng khach hang luong thién cdm thay hai long bang
nhitng cau chao nhu “Xin chao! Quy khach c6 khde khong
a? Xin vui long phuc vu 6ng/ba tai ctta hang ching toi. Néu
c6 van dé gi, xin cho t6i biét”. Va cung luc dé, éng ta cing
ngam gdi mot “thong diép” dén cho bon an trom vat rang
sé co ngudi theo doi, quan sat chung & cda ra vao. Ching
c6 ai § Wal-Mart - ngay ca Sam Walton - c6 y tudng nay
trudc do. Thé ma thit nghiém do6 da td ra rat hiéu qua, cudi
cung trg thanh mot tap quan quy dinh trén toan cong ty va
tao ra mot lgi thé canh tranh cho Wal-Mart.

Khi xem xét Wal-Mart, dén day chung ta co thé trich lai
doan vdn ctia Darwin (da trich dan dau chuong nay) véi
mot s thay doi nhu sau:

Khong nén xem cac cong ty hang dau, c6 khd ning
thich ng cao don thuan chi l1a két qua ctia tam nhin
xa va viéc 1ap ké hoach vé chién luoc, ma da so do
la két qud cia mot qua trinh cdn ban: thuc hién
nhiéu thtt nghiém, ndm bét co hoéi, gitt lai nhitng thd
nghiém thanh cong (mién la phu hgp véi tu twéng
cot 16i), sta chita hoac loai bé nhitng cai that bai
hoac khong phu hogp.

TAt nhién, no6i chung phai rat can trong khi lam mot

phép lién twdng, so sanh gitta sinh vat hoc va kinh doanh.
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Chung t6i ciing khong cho rang moi sy thich nghi va phat
trién & cac cong ty hang dau cé ngudn goc tir qua trinh tién
héa khong c6 dinh huéng. Sé la khong chinh xac néu nhin
cac t6 chuc kinh doanh bang con mat nhu khi nhin cac loai
sinh vat!

Trudc hét, khac véi moi loai sinh vat, cong ty co kha
ning dat ra muc tiéu va ké hoach. Cac cong ty hang dau
déu dwa ra muc tiéu va ké hoach, ngay cd Wal-Mart, luén
dong thoi theo dudi cd cac BHAG va qua trinh phat trién
mang tinh chat tién hoa (thit va sai) trong sudt lich sd cta
minh. C6 thé néi mdt cach hinh anh: Cong ty si dung
BHAG dé xac dinh ré ngon nui ndo can leo, va dung su tién
hoa dé suy nghi ra con duong 1én téi dinh nui do. Jack Welch
(CEO cda GE) da tom tat ban chat nghich 1y, két hop muc tiéu
va tién hoa, thanh mot ¥ twdng quan tri mang tén goi “co hoi
mot cach cé ké hoach, tinh toan”, dugc trinh bay trong cuén
sach Hdy kiém sodt sé6 phdn cua ban, néu khéng mudn
nguoi khdc lam diéu dé cda Tichy va Sherman nhu sau:

Thay vi diéu hanh doanh nghiép theo mdt ké hoach
chién lugc chi tiét, Welch chon cach chi xac 1ap mot
s it cac muc tiéu co ban, to 16n nhat ma théi. Sau do,
theo mét co ché phi thé thic, nhan vién duoc tu do
nam bat bat ¢t co hdi ndo dé dat dugc muc tiéu dé
ra. Chd nghia co hoi c6 tinh toan da hién hién trong
dau o6ng ta sau khi 6ng ta doc tac phﬁm cda Johannes
Von Moltke (mot twéng Pho hoi thé ky XIX, chiu anh
hudéng cia ly thuyét gia quan su Karl Von Clausewitz),
trong do tac gid 1y luan rang cac ké hoach chi tiét
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thuong that bai do hoan canh luon luon bién déi khong
ngung.?8

Mat khac, qua trinh hinh thanh cac bién thé va thuc hién
cac luya chon dién ra trong cac t6 chitc cia con nguoi khac
xa vOi qua trinh ma Darwin nghién ciu trong thé gidi tu
nhién. Qua trinh chon loc ma Darwin nghién cttu la qua
trinh chon loc ty nhién, mang tinh v6 thic, theo d6 nhitng
bién thé phu hgp nhat voi moéi trudng sé séng sot, nhiing
bién thé yéu sé bi diét vong. Néi cach khac, cac loai trong
thé giéi ty nhién khong c6 ¥ thic chon lya bién thé phu
hgp, viéc chon lya 1la do moi truong thyce hién. Trong khi
do, cac to chic cda con nguoi c6 thé tw thuce hién cac chon
lwa mdt cach co6 y thitc. Hon nita, tién hoa trong thé gidi tu
nhién khong cé6 muc dich, tu twdng nao ngoai muc dich
sinh ton thuan tdy. Con & cac cong ty hang dau, ngugc lai,
thic day qua trinh tién hoa huéng t6éi mot muc dich cu thé
nam trong khuon kho cda gia tri cot 16i - mot qua trinh ma
chung toi goi 1a tién héa c6 muc dich.

TAt nhién, moi cong ty déu tién héa & mic do nao do.
Diéu nay xay ra du chung ta c6 thic ddy hay khong di
chiang nita. Thé gidi nay day ray nhiing sy kién, nhing co
hoi anh huéng dén quy dao ctia doi séng, diéu nay xdy ra
v6i ca nhan, to chitc va cd hé thong kinh té. Nhung van dé
mau chot & day 1a cac cong ty hang dau c6 khd nang ché
ngu va khai thac t6i da sttc manh cda qua trinh tién hoa.
biéu d6 dwa chung t6i dén két luan chd yéu cda chuong
nay nhu sau:
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Néu duoc hiéu ré va diéu chinh mot cach co ¥ thic, qua trinh
tién hoa c6 thé trd thanh mot phuong cach hitu hiéu dé thuc day
su tién bo. Va do chinh 1a diéu cac cac cong ty hang dau lam
tot hon so voi cac cong ty so sanh.

TAt nhién, “tién héa c6 muc dich” khong phdi la cach
thitc duy nhat mot cong ty hang dau dung dé thuc day su
phat trién, ciing nhu khéng phai moi cong ty déu ap dung
rong rai cach thic nay. Vai cong ty nhu Boeing, IBM va
Disney c6 khuynh huéng dwa nhiéu hon vao cac BHAG (noi
chung thi that kh6 ma lam ra mot chiéc Boeing 747 néu chi
dwa vao phuong phap “tién hoéa” théng thuong!). Mot sb
cong ty khac nhuw Merck, Nordstrom, va Philip Morris lai
dua vao viéc ty hoan thién lién tuc, nhu sé dugc trinh bay
trong chwong sau. Tuy nhién, cé thé tong két rang cac cong
ty hang dau tan dung tot hon tac dung cda qua trinh tién
hoa, & 15/18 cap so sanh (xem bang A.7 trong Phu luc 3).

3M: “CHIEC MAY BIEN POI TU MINNESOTA”
VA CACH THUC DPANH BAI NORTON

Khi phdéng van Bill Hewlett ctia HP, ching toi héi xem c6
cong ty nao ma oOng that sy nguéng mo va coi do la mot
hinh mau hay khong. Hewlett trd 10i khong chiit do du: “Pé
la 3M (tén chinh thi@c la Minnesota Mining and
Manufacturing Company)! Khong con nghi ngd gi nita. Ban
sé khong bao gid biét duoc san pham tiép theo, budc di ké
tiép cda ho. Va that su chinh ho cting khong biét diéu do!
Nhung du khong thé du doan trudc mot cach chic chan
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cong ty sé lam gi, ban van biét rang ho sé tiép tuc thanh
cong”. Chung téi dong v vdi Hewlett. Va néu nhu phai dat
cugc vao thanh cong va kha nang thich tng v6i mot cong
ty trong vong nam muoi dén mot trdm nam tdi, thi suw lua
chon cida ching t6i sé la 3M.

biéu hai hude 1a & chd 3M da khéi nghiép voi nhing that
bai 16n. Bi giang m6t don chi tt khi y tudng kinh doanh
ban dau (khai thic mé corrundum) that bai (xem Phu luc
2), cong ty lic d6 da mat hang thang troi tim kiém mot
huéng kinh doanh méi, bat ky hwéng nao, mién la dé cong
ty ton tai. Theo Virgina Tuck trong cudn sach Nhdn hiéu
Tartan - cdu chuyén vé 3M:

Trong thang 11 lanh gia nam 1904, Hoi dong quan tri
cla cong ty gap mat moi tuan dé tim kiém gidi phap.
Cac nha sang lap quyét dinh sé khong t bo cudc choi,
va rat may la cac nhan vién cling c6 cung quyét tam
va quan diém d6. Moi nguoi déu san sang hy sinh diéu
gl do (Chéng han lam khong cong trong mot thoi gian
nhat dinh) dé gitt cho céng ty c6 thé ton tai.

Cubi cung, Hoi dong quan tri dong ¥ v6i dé nghi cia mot
nha dau tu trong s6 ho rang 3M nén tit béd huong kinh
doanh vé khai thac md, chuyén sang san xuat gidy nham
va may xay (ho con c6 thé lam gi hon thé déi voi mot dong
da mat vo dung, chat lugng thap lay ra tw viéc khai thac
mo vira qua?). Va thé 1a do tinh canh tuyét vong hon 1a do
ké hoach, 3M tt bd viéc khai thac md, chuyén sang san
xuat cac chat dung dé mai va danh béng mat phang.
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William McKnight xuat hién

T 1907-1914, cong ty vat 16n véi hang loat van dé nhu
chat luong, loi nhuan, hang ton kho va dong tién mat.
Nhung duéi sy lanh dao tham ling nhung cuwong quyét cta
William McKnight (nguyén la mot nhan vién ké toan lén lam
giam doc ban hang), cong ty bat dau cai tién va thi nghiém
cac san pham cda minh.

Nam 1914, cong ty bé nhiém McKnight, lic d6 méi ngoai
20 tudi, 1én lam Tong giam d6c. La mot nha lanh dao theo
phong cach “tao dong hd” bam sinh, McKnight mau chéng
lap ra phong thi nghiém dau tién cda cong ty véi 500 dola
dau tu ban dau va mot phong nhd trong goc (5x11 feet).
Sau nhiéu thang thi nghiém vd&i cac khoang vat nhan tao,
3M tung ra san phdm méi va thanh coéng: chat danh béng
“3-M-Ite” - sdn pham dau tién tao lgi nhuan cho cong ty va
van tiép tuc c6 mat trong danh muc hang hoa cia cong ty
sudt 75 nam sau do.

V6i vé ngoai rut ré, mém moéng nhung McKnight 1a mot
nguoi c6 long ham hiéu biét va quan tam vo6 bd bén. Ong
thuong lam viéc lién tuc 7 ngay/tudn vi su nghiép cta 3M,
ludn tim kiém cac co hdi méi cho cong ty. Vi dy, vao thang
1-1920 6ng ta nhan dugc mot buc thu c¢6 ndéi dung nhu
sau:

Xin hay gui tat cd cdc mau da mat thudc moi kich cd
ma cong ty da st dung dé san xuat gidly nham dén:
Francis G. Okie, nha sdn xuat muc in, bot dong, muc
vang, Philadelphia.?®
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3M khong phdi la mot cong ty ban cac nguyén vat liéu
tho, do d6 day khong hé 1a mot giao dich cong ty phai quan
tam. Tuy nhién, bi tinh t0 mo khéu goi va do luén tim kiém
nhing ¥ twdéng mdi cho viéc phat trién coéng ty, McKnight
dat ra mot cau héi don gidn: “Tai sao 6ng Okie lai can
nhitng mau nay?”

Va chinh vi thé, 3M da ngau nhién c6 dugc mot trong
nhitng sdn phdm quan trong nhat cda ho, bdi Okie vita
phat minh ra mot loai gidy nham khoéng tham nudc, rat
httu dung cho cac nha sdn xuat xe hoi va cac tiém son lai
khap thé gi¢i. (Xin mé ngodc: Okie da xin mau ti rat nhiéu
nha sdn xuat gidy nham, song chi c6 3M chiu quan tam héi
xem 1y do tai sao ong ta lai yéu cau nhu thé!). 3M mau
chéng dang ky quyén s3 hitu cong nghé va bat dau ban
gidy nham nhan hiéu Wetodry.

Nhung d6 khong phai 1a tat cd nhing diéu cong ty dat
dugc, san pham Wetodry khong phai 1a phan quan trong
nhit cda thuong vu nay. McKnight - mot ngudi “tao dong
ho” va luén quan tam dén viéc xay dung to chic - khong
chi ky mot hop dong véi Okie va cam on 6ng ta. Khong, con
hon thé, McKnight thué Okie vé 1am cho 3M. Okie déng cita
hang & Philadelphia, chuyén dén St. Paul va tré thanh mot
thanh vién nong c6t trong viéc phat trién cac phat minh &
cong ty cho dén khi 6ng ta vé hwu 19 nam sau do.

“PHAN NHANH VA TiA CANH” O 3M
Nhing ngay dau vo van khé khan, gan nhu da sup do

cda 3M c6 mot anh huwdng rat manh 1én McKnight. Vi thé,
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ong ta mudn coéng ty co su linh hoat véi nhimg “bién thé”
dé ty bao vé minh:

Luc dau tat ca trimg cda chung t6i déu dé trong mot
gid... [y noi viéc khai thac mé that bail... Véi viéc da
dang hoa san phé{m, mot cudc canh tranh thwong mai
sé khong c6 kha nidng lam pha san tat cd moi thy, it
nhat 1a mot phan kinh doanh ctda chung tdi van tiép
tuc co 1oi.286

Nhung, nhu truong hop tuyén dung cda Okie da cho
thay: McKnight hoan toan khéng mudn viéc phat trién cda
cong ty chi phu thudc vao mot minh 6ng ta. Ong muon tao
ra mot t6 chic c6 kha nang tu than bién d6i, luon tién vé
phia trudc véi cac sang kién va sy phan dau ctiia moi nhan
vién. Phuong phap cda McKnight c6 thé dugc téom gon trong
nhitng cau sau, nhitng cau ma nhing nguoi lam viéc ¢ 3M
thuong xuyén nhac di nhac lai trong su6t lich si cong ty:

“Hay ludn lang nghe y kién ban dau cda bat ky ai, du
cho V kién d6 c6 ky di dén dau di nira.”

“Hay khuyén khich, dong vién, ding xoi mdi, phé
phan vun vat. Hay dé moi ngudi theo duoi cac ¥ tudng
cda chinh ho”.

“Tuyén dung cac nhan vién tét va dé cho ho yén (dé
cho ho c¢6 ty do trong hoat dong)”.

“Néu ban dua ra nhitng rao can cho nhan vién, ban
sé duoc mot dan ciu. Hay dé cho nhan vién co su tu
chd can thiét”.
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“Khuyén khich cac thit nghiém”.
“Hay thit - va hay thi nhanh”.

McKnight hiéu r6 rang viéc khuyén khich cac ¥ tudng va
sang kién ca nhan sé tao diéu kién cho qua trinh phat trién
tién hoa - d6 1a cac bién thé khong dinh huéng. Nhung ong
ta cting biét rang khong phai moi bién thé déu thanh cong:

L6i lam c6 thé xay ra [néu cho phép va khuyén khich
nhan vién hoat dong mot cach tu chul. Song, vée dai
han, nhitng 16i d6 sé khong nghiém trong bang nhitng
16i ma bd phan quén 1y sé mac phai néu ho doc doan
va muon ra lénh cu thé cho nhan vién vé cach thic
hoan thanh cong viéc. Phuong phap quan tri nhu thé
sé giét chét moi sang kién, ma chung ta rat can nhiing
ngudi c6 sang kién néu mudn cong ty phat trién.s

Trong thuc té, c6 gang dau tién cda cong ty trong viéc
thay doi sdn phadm gidy nham - quyét dinh lao vao kinh
doanh chat danh béng xe hoi ndm 1924 da la mot 16i 1lam
phai trd gia dat, khién cudi cung cong ty phai hdy bé du
an nay.

Tuy nhién, bién thé thi hai lai thanh cong vang doi. Lam
viéc trong mot moi truong luén chap nhan va doi héi nhiing
thit nghiém, mot nhan vién tré cda 3M tén la Dick Drew dén
tham mot cita hang son ty dong cda khach hang, tinh co
nghe thay mot tiéng hét gian d trong phong. Vao thoi gian
nay viéc tw dong son hai tong mau da kha phd bién, tuy
nhién cac loai ho va bang dinh dung dé tach hai mau
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khong két hop dugc tot thanh ra dé lai nhitng vét loang 16
xau xi va nhing duong nét gap ghénh.

“Liéu c6 ai d6 gidi quyét vu nay giip téi duogc khong?” -
mot thg son chan nan va gian d@ hét 1én.

“C6 thé chi - vi khach t 3M trd 10i - t6i danh cudc rang
ching t6i c6 thé nghién cttu va san xuat ra loai bang dinh
dung trong khi son véi chat luong cao”.

Lic nay 3M chang c6 san pham nao nhu vay ca. Nhung,

nhuv mot nhan vién 3M “chinh hiéu”, anh ta da phat minh
ra mot sdn pham mdi: bang dinh dung trong khi son cta
3M. Trudc mot co hoi tiém an dudi dang mot van dé, 3M da
tan dung va c6é6 mot budc chuyén huéng trong san Xuat.
Nam ndm sau, ddp Ung yéu cau ctia mot khach hang tim
mua béang keo g6i hang chéng tham nudc, Drew tiép tuc ap
dung cong nghé san xuat bang dinh dung khi son va phat
minh ra mot san pham mdi, sau dé6 ndi tiéng toan thé gidi:
bang cellophane Scotch.

Bang Scotch nay hoan toan khong dugc lap ké hoach tu
trude. Vao nam 1920, chang c6 ai & cong ty 3M nghi riang
cong ty sé kinh doanh san pham bang dinh, va cling chang
c6 ai biét duwgc day sé la day chuyén san pham quan
trong nhat cda cong ty vao gitta thap nién 1930. N6 duong
nhu 1a két qud tu nhién cda mot khong khi t6 chic do
McKnight tao dung, hon la két qud cia mot ké hoach
chién lugc xuat sac.

Quan trong hon, céng ty 3M da thé ché héa qua trinh
tién héa noi trén. Richard P. Carlton, Giam d6c nghién ctru
va sau nay la Chu tich cong ty da tom tat chién lugc “bién
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thé va chon loc” cda cong ty trong quyén sach huéng dan
k¥ thuat nam 1925 nhu sau:

[Chuing t6i] phdi vita dwa ra y tudng, vita kiém tra
ching. Moi y tudéng déu c6 co hoi chitng minh tinh
dung dan cda chung, do hai Iy do: 1) néu y tudng do
ding, ching toi can no; 2) néu y tudng do sai, khong
tot; nhu vay chung t6i da c6 dugc mot su bao hiém
va yén tam rang da chimg minh dwoc san pham doé
khéng thuc té.2s8

Carlton cfing néu ra hai tiéu chuan chu yéu dé danh gia
va lya chon y tudng - nhing tiéu chuan nay duoc lap ra
trén co s& clia tu tuwéng cot 16i cda cong ty. Mot 1a, ¥ twéng
d6 vé can ban la mdi, cong ty chi quan tdm dén nhing v
tudng moi mé va cap tién ma thoi. Hai 1a, n6 phai dap tng
dugc mot nhu cau cda con nguoi - ¢ day 1a giai quyét mot
van dé. Cac cach tan “khong bién thanh nhing san pham
hay qua trinh cu thé, c6 ich cho ai d6” sé khong bao gio
dwgc quan tam & 3M”.289

Mot diéu can chu v 1a cong ty khong xem xét cac cach tan
theo quy mo thi trwong. VGi nhing khau hiéu nhu “san
xuat it, ban it” va “di nhitng budc nhé”?®, 3M thau hiéu
rang nhing diéu to lén phai bat nguon ti nhing cai nhé
nhat, va béi ching ta khong thé biét trudc dugc nhing cai
nhd nhat nao sé bién thanh viéc 16n, chuing ta phai thi
hang loat nhiing viéc nhé do, roi tién hanh chon loc, git lai
nhitng cai thich hgp, loai bé nhitng cai khong phu hop.
Van hanh theo mot nguyén tac co ban rang “Khong co thi
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truong nao, khong cé san pham nao la nhd bé va dang bi
coi thuong”, 3M theo dudi mot chinh sach cho phép moi
nguoi dugc ty do wom nhitng canh con khi do6i mat véi
nhitng van dé va y tuwdng. Pa s6 nhitng “canh con” nay cé
thé sé tan lui. Nhung bat ky ic nao mot canh con ching
t6 duogc trién vong phat trién cda no, 3M sé cho phép no
phat trién thanh mot nhanh, mot canh cay thuc thy, tham
chi thanh mét cay day dd. Phuong phap “phan nhanh” nay
duoc 3M theo dudi va ap dung mot cach co6 y thic, t6i muc
doi khi cong ty mo ta cac san pham ctia ho bang mot hinh
vé theo so do hinh cay (xem sg do 7.A).

Vé dep cuia 3M la ¢ ché ngay tt nhiing ngay mdéi thanh
lap cong ty da vuot 1én moi ca nhan du ho xuat sac bao
nhiéu di ntta, du dé la McKnight, Okie, Drew, hay Carlton.
Ho da tao ra mot cong ty - mot c6 may c6 khad ning bién
doi ti noi tai - va ludn tiép tuc phat trién mot cach doc lap,
du véi bat ky nguoi lanh dao nao. Du nhitng nha lanh dao
cong ty khong bao gid biét trudc cong ty sé di vé dau trong
twong lai, ho van luén hoan toan tin rang cong ty sé tién rat
xa. 3M da tré thanh mot chiéc dong ho hoan hdo véi vo sd
co ché lién két chat ché dé thuc ddy qua trinh phat trién
tién hoa lién tuc cda né. Vi du:

Dugce thuc déy bdi nhitng co ché da dang noi trén, 3M da
thuc su “phan nhanh” véi hon 60.000 san phé{m va hon 40
phong ban sdn phdm vao nim 1990. Cic san pham vo
cung phong phu vé chung loai, tit vat liéu lam mai nha,
bang bao hiéu phan quang trén xa 19, dén bang video, hé
thong dén chiéu, dia vi tinh, roi gidy dinh Post-it.
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Hinh 7.A
Cay tién héa va phan nhanh tai cong ty 3M

Front Projecton
Photography

Security Films

& “Datagard” J

Laser Fusion
Targets Microspheres

Retrospective

“Controltac” Identification

Adhesive

Remote Sensing
Patchwood for Plywood Railroad Car Identification
Warehouse
Conveyor Systems

“Scotchrok” Reflective

Runway and Pavement Plywood Inspection

Reflective Fabrics

Reflective Tire
Sheeting

3M Porous Structures

“Codit” Brand Reflective
Liquids

“Scotchcal”
Films

“Nextel” Paints “Greenlite” Powder

“Centerlite” Paint

“Stamark” Pliable
Markings for Pavements

Tympan Paper for Printing
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Cac co ché thic diy su tién bo & cong ty 3M

Cac co ché thic diy su tién bo & cong ty 3M

Quy tac néi tiéng “15%”:
khuyén khich cac nhan vién
ky thuat st dung t6i 15% quy
thai gian trong dy an tuy theo
lua chon va sang kién cda ho.

“Quy tdc 25%”: Cac phong
ban dugc yéu cau dat 25%
doanh sb ban hang hang nam
t cac san pham va dich vu
mdi gidi thiéu trong vong nam
nam trd lai day. Hai mic nay
dugce thay bang 30% va bon
nam, ap dung tt nam 1993).
Phan thudng “budc tién vang”
danh cho nhting ca nhan
thanh céng trong nhiing hoat
dong kinh doanh méi trong
pham vi cong ty.

“Quy sang lap” - mot quy noi
bd danh nhitng khodn tién
lén téi 50.000 dola cho cac
nha nghién cttu cac mau san
pham méi, cac thit nghiém thi
truong.

Cac phan thuéng chia sé cong
nghé, danh cho cac ca nhan
phat trién dugc mot cong
nghé mdéi va thanh céng trong
viéc chia sé, ap dung & cac
phong ban khac.

Vi v

Vi ¥

Vi

Pé thic day nhung thu
nghiém khéng lap ké hoach
trudc, khuyén khich cac bién
thé c6 kha nang trd thanh
nhitng cai tién thanh cong.
Nham thiic ddy phat trién lién
tuc cac san pham méi (vi du,
nam 1988, 32% doanh s6
106 ty dola caa cong ty la tu
cac san pham méi gidi thiéu
trong vong nam nam trudc
do).

Nham khuyén khich nang huc
kinh doanh va kha nang mao
hiém bén trong cong ty.

D€ hé trg nang luc kinh
doanh va phat trién y tuéng
mdi cho cong ty.

Nham thuc day su trao déi v
tudng va céng nghé trong
pham vi co quan.

“Hoi Carlton” - mot hoi danh
dv vé ky thuat, thanh vién
duogc chon 1a dé cong nhan
nhitng déng goép xuat sic vé
ky thuat cda ho déi véi 3M.

“Co hoi kinh doanh cua riéng
ban” - cac nhan vién cong ty
thanh cong trong viéc dua ra
mot san pham méi c6 co hoi
diéu hanh san pham d6 nhu
13 cda riéng minh (& cap du
an hay phong ban, tuy vao
doanh s6 ctia san pham).

Hé théng “thang déi” cho
phép cac nhan vién gidi ca vé
ky thuat 1an kinh doanh c6
thé thang tién ma van st dung
duoc ca hai sG truong cda ho.

Cac dién dan vé san pham
mdi, noi cac phong ban chia
sé thong tin vé cac san pham
mdi cda ho.

Dién dan ky thuat, noi cac
thanh vién 3M dua ra cac tai
liéu k¥ thuat, trao déi cac y
tudng va nhitng phat minh
moi.

vis ¥

S 2

2 2

P& khuyén khich sy phat
trién céng nghé méi va nhiing
Cai tién.

Dé& khuyén khich khd ning
kinh doanh ctia nhan vién.

Khuyén khich nhing ci tién
bang viéc cho phép cac nhan
vién ky thuat va chuyén
nghiép tiép tuc thang tién ma
khong phai chuyén qua cac
chirc danh quan ly.

Thic ddy y tudng méi gitta cac
phong ban.

Thuic ddy su h tro qua lai vé
¥ tudng, cong nghé va cai tién.
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Cac co ché thic diy su tién bo & cong ty 3M

“Poi gidi quyét van dé” - cac
nhém nhé dugc diéu dén tan
noi & cda khach hang dé giai
quyét cac van dé cu thé.

“Chuong trinh san pham c6
anh hudéng cao” - modi phong
ban chon ra mdt dén ba san
pham wu tién dé tham nhap
thi truong trong thdoi gian
dinh san.

T chitc cong ty thanh cac
nhom, cac don vi nho, tu chu
- 42 nhém san phdm vao nam
1990 (trung binh dat doanh
$6 200 triéu déla hang nam
cho mot nhém). Cac nha may
@ trung binh véi khoang 115
nhan vién dugc sap dat & 40
tiéu bang, chu yéu dat tai cac
thi tran nho.

S6m ap dung cac chinh sach
chia sé 1i nhuan (dau tién voi
cac nhan vién chid chét nam
1916, sau md réng ra cho
hau hét nhan vién nam 1937).

Vi

vid o N

Vi

Thic ddy nhitng cai tién c6 thé
hinh thanh t& nhing co hoi
do cac van dé cda khach
hang dem lai (vi du nhu
truong hop coéng ty bat ngd
phat trién san phdm bang
dinh dung khi son nam 1920).

P4y manh t6c do phat trién
san pham va viéc gidi thiéu
san phdm trén thi truong,
bang cach nay ddy manh
vong “bién thé va chon loc”.

Thuc ddy kha nang sang tao
ca nhan bang cach tao ra cam
giac “mot cong ty nho trong
mot tong cong ty”.

Tao ra ¥ thiic vé su dau tw cho
canhan trong béi canh thanh
cong chung vé tai chinh &
cong ty, tu d6 thic day cac
nd luc va sang kién ca nhan.
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San pham noi tiéng Post-it mot 1an nita chiing minh hung
hon triét Iy cda 3M rang ban chi c6 thé tinh cd gap duoc
mot san phdm thanh cong néu ban luon chi déng, ludn
tim kiém co hoi. Nha dong phat minh ra sdn pham nay Art
Fry ké lai:

MOt ngay vao nam 1974, khi dang hat trong ca doan
& nha tho, tinh co t6i kham pha ra mot diéu gl do.
Trudc do toi thuong danh dau nhing bai hat can tim
bang nhitng mau gidy nho, song ching dé bi roi ra
ngoai va khién t6i rat buc minh. T6i nghi: “Cha, néu
ta c6 chut xiu keo dinh & day thi hay biét may!”, va
thé 1a toi quyét dinh tim dén chat keo dinh cda Spence
Silver.?9!

Ap dung quy tac “15%” va theo duéi nhing thi nghiém
bat chgt, Spence Silver trugc d6 da phat minh ra chat két
dinh mot cach ngau nhién trong mot phong thi nghiém -
ong ta don gidn chi pha ché va tron 1an mot sé hoat chat
dé “xem diéu gi sé xay ra”. Ong gidi thich:

Chia khoéa ctia san pham két dinh Post-it 1a viéc thuc
hién cac thi nghiém. Néu t6i suy tinh vé diéu do6, hoac
chi doc sach vd va tai liéu, t6i sé khong thé lam duoc
mot thi nghiém nao, vi § do day ray nhitng vi du néi
rang ban khong thé lam diéu d6.2?

Khi hoi tuéng vé qua trinh nay, Giam doc 3M Geoffrey
Nicholson chi ré “rat nhiéu thi dan dén viéc hinh thanh
san phﬁm Post-it 1a do ngau nhién”. Nhung thuc su néu Art
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Fry khong & trong mdt moi trudng lam viéc véi cac ky su
c6 thé thoai mai st dung 15% thoi gian du an cda ho, ong
ta sé khong bao gid phat minh ra san pham d6 dwogc. Hon
thé ntta, néu Fry va Silver lam viéc trong mot moi truong
khong khuyén khich sy kién tri, quan tam - titc 1a néu cong
ty 3M cam ho tiép tuc nghién ctu y tudng dién r6o dé mot
khi nhting nghién cttu so khéi vé thi truong chi ra rang doé
la mot sdn pham that bai - thi sdn pham Post-it ¢ thé sé
chang bao gid xuat hién. Va do6 chinh la chia khéa ctia 3M:

viec 3M tao ra mot moi truong lam viéc dé hinh thanh nhiing san

Mac du viec phat minh ra san pham Postit cd v& ngau nhién,
pham nhu vay lai hoan toan khéng mang tinh ngau nhién gi ca.

Su tuwong phan ré rét tai cong ty Norton

Cong ty Norton dugc thanh lap trén nhiing y tudng rat
tot dep. Khac v6i 3M, cong ty ndy gat hai loi nhuan ngay
td budc khéi dau, va sau 15 nam thanh lap, cong ty da
tang s6 von dau tu 1én dung 15 lan (xem Phu luc 2). Trong
luc 3M phai vat 1on dé ton tai trong giai doan 1902-1914,
Norton tré thanh nguoi dan dau nganh voi san pham chat
danh bong co két dinh. Lgi nhuan tai chinh cia cong ty lién
tuc tang qua cac nam.2* Nam 1914, Norton c6 quy mo gap
10 lan va lgi nhuan cao hon nhiéu so véi 3M.

Mac du c6 mot khéi dau tot nhu vay, Norton dan dan da
that bai trong cudc dua véi “cd may” 3M.2% 3M da to tu
qua mat va vugt xa Norton cd vé quy mé va loi nhuan:
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4 5 Ty 1é
s motn L | v | R
1914 264 2.734 0.10
1929 5.500 20.300 0,27
1943 47.200 131.300 0,36
1956 330.807 165.200 2,00
1966 1.152.630 310.472 3,71
1976 3.514.259 749.655 4,69
1986 8.602.000 1.107.100 7,77
1990 13.021.00 Bi mua lai Bi mua lai
So sénh vé kha nang sinh 16 3M Norton Tl\s:olftsr

Loi nhuan trén tong tai san (ROA)
1962-1986 34,36% 17,72% 1,94

Loi nhuan trén vén ¢ phan (ROE)
1962-1986 23,22% | 11,25% 2,06

Loi nhuan trén doanh sé ban hang
(ROS) 1962-1986 20,27% 9,42% 2,15

Hay cung phan tich xem tai sao diéu do lai xay ra? Tai
sao Norton da danh mat vu thé duong nhu khong thé vuot
qua vé tay 3M - mot cong ty khai thac md that bai tu
Minesota?

Khéi dau ctia su suy gidm ctia Norton so véi 3M la giai
doan 1914-1945. Trong khi 3M thyc hanh nhitng bién phap
quan tri khuyén khich cac sang kién va thd nghiém ca
nhan, Norton khong hé cé co ché va bién phap nao dé thuc
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day cac thi nghiém va sang tao. Trong khi 3M hanh dong
theo nhitng dong co thic ddy sy tién bd va nhing cai tién
(khau hiéu “Hay thi, va lam diéu d6 nhanh 1én!”), Norton
lai 1a mot cong ty tap trung va quan liéu cao do,>> voi
nhitng dac tinh va xu huéng lam cho moi viéc tré nén dinh
tré va lap di lap lai theo thoi quen. Trong Iic 3M nhanh
chéng chup lay nhtng co hoi vé san pham méi nhu gidy
nham khong thAm nudc va bang dinh Scotch, Norton lai ¢
mot chinh sach ré rang vé viéc khong khuyén khich nhing
sdn pham m&i bén ngoai nhitng sdn pham truyén théng
cda cong ty. Nam 1928, 85% doanh s6 ban hang va 90% loi
nhuan ctia Norton dén tir sdn pham banh xe mai cda Charles
Norton - mot san pham da duoc tung ra thi trudng tu... mot
phan tu thé ky trudc do. Mot nha nghién ciu cda cong ty
Norton viét:

Du ching t6i c6 y tudng nghién ciu cic san pham
md6i, song hau nhu tat cd déu huong t6i viéc... hoan
thién san pham banh xe mai sao cho tét hon... Ban cé
thé lam bat cit nghién ciu san phdm gi ban muon,
mién la sdn phdm do... tron va cé mét cdi 10 & bén
trong” [chung t6i nhan manh]

Cudi nhitng nam 1940 va vao nhting nam 1950, 3M tiép
tuc tién lén. Trong khi 3M tién hanh phan quyén va ap
dung nhing co ché dé thic ddy nhing tién bé mang tinh
cach mang hon nita, Norton van la mot cong ty tap trung
héa cao do, dong thoi moi nd luc déu huéng téi viec cit
giam chi phi va nang cao hiéu qua san xuat. Nam 1948,
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3M md rong thanh bay phong san xuat riéng biét, do dé chi
con chua t6i 30% loi nhuan c6 ngudn goc tr san pham chat
danh bong. Con ddi véi Norton, ho tiép tuc dya vao cac san
pham truyén théng nay: Gan 100% thu nhap cda cong ty
1a ti sdn pham chat danh béng. Trong lic nhém sdn pham
Scotch cda 3M tao ra dugc lgi nhuan cao, dung dé tai trg
cho viéc phat trién cac cong nghé méi nhu cac tAm phan
quang Scotchlite va may fax-copy Thermo thi san pham
truyén thong cda Norton doi mat véi nguy co thi truong
bdo hoa: tang truéng cham, gia ha, lgi nhuan giam v.v...

Cudi nhitng nam 1950, Norton c6 nhitng cd gang yéu 6t
nham da dang héa san pham, song da s6 déu bi de doa béi
thiéu nguon luc va thiéu ca sw khuyén khich thich dang tw
to chitc. Mot chi tiét thu vi: Norton c6 lic da theo guong 3M
huéng vé cac san pham két dinh, giéi thiéu loai san pham
bang Cellophane nam 1957 (tirc 1a 27 nam sau khi 3M lam
dieu do). Nhung nhan hiéu Scotch ctia 3M da bat ré qua
sau trén thi truong, va theo 16i mot giam ddc kinh doanh
cda Norton thi “chwa bao gid chung t6i phdi canh tranh vat
vd nhu thé!”

Nam 1962, 3M da c6 muc thu nhap gap ba va loi nhuan
gan gap hai lan Norton. 3M c6 hang loat huéng kinh doanh
hap dan - tr cac san pham két dinh dem lai ngudn thu 6n
dinh, dén san phdm chat bdo vé vai Scotchguard va bang
ghi am t¥ tinh déu c6 toc do phat trién rat cao, va ca nhing
thi truong san phé{m mdi day hita hen nhu Microfilm va
fax. Con Norton thi sao? Hon 75% doanh thu cda ho van
l1a t¥ cac sdn pham danh béng truyén théng. Quan trong
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hon, c¢6 may 3M dang hoat dong hét cong suat trong viéc
da dang héa cac san pham va co hoi kinh doanh, huéng t6i
twong lai rat xa. Ngugc lai, Norton cho thdy nhing dau
hiéu cda su dinh tré ré rét (doanh sd tang 2%, lgi nhuan
khong ting), dong thoi khong cho thdy nhing dong luc
phat trién hay nhitng co ché cu thé dé thuc ddy su phat
trién do6. Trong nghién ciu chi tiét vé Norton, Charles W.
Cheape viét:

Vao nhitng ndm 1960, viéc quan 1y & Norton chd yéu
la quan tam lam sao git dugc muc lgi nhuan khiém
ton va kha nang [d€ ban chinh cong ty nay ma thoi].

Cudi cung, dé d6i phé véi tinh trang gia c6 phiéu sut
gidm so voi 3M va Carborundum, Norton quyét dinh cd
gang da dang hoéa va phat trién san phdm - nhu 3M. Tuy
nhién, khac véi 3M, ho muoén dat duoc nhitng muc tiéu trén
thong qua viéc 1lap ké hoach chién lugc va tién hanh da
dang hoa bang cach mua lai cac cong ty khéc, thay vi phat
trién t bén trong. Norton tré thanh than chd va ciing la
mot hoc tro trung thanh cda Bolton Consulting Group (BCG)
v6i ky thuat “Quan tri theo danh muc” (Portfolio management
techniques: mot phuong phap phan chia cac don vi kinh
doanh trong cong ty theo mot ma tran gom cash cows - bo
stra, stars - ngdi sao, question marks - dau héi, va dogs -
ché; dua theo thi phan va kha nang phat trién, ti viéc phan
loai ndy ma cong ty thuc hién cac quyét dinh dau tw, mua
lai v.v...). Nhu thé, thay vi tao ra va ap dung nhiing co ché
dé thuc day su tién bd t bén trong, Norton chi don gian
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1a di mua sy tién bo do. Nhu tap chi Forbes da nhan dinh:
“Norton van hanh kinh doanh theo dung cai cach ma cac
nha dau tv quan 1y danh muc vén dau tu cda ho”.2%
biéu thu vi va hai hudc 1a & chd 3M luon ludn cd6 mot
“danh muc” cac hoat dong kinh doanh khién cho bat ci
cong ty tu van vé lap ké hoach chién lwgc nao ciing phai
ghen ti. Danh muc do trong c6 vé nhu dugc 1ap theo mot
ké hoach hoan hao (nhu cac loai sinh vat trong duong nhu
dugc tao ra mot cach hoan hao). Nhung thuc ra, nhu ching
ta da biét, thuc té 1a diéu d6 duoc hinh thanh chd yéu tw
mot qua trinh da dang héa va tién hanh chon loc, mot qua
trinh tién héa khong theo ké hoach nao ca. 3M 1a mot vi du
dién hinh cho viéc mét quan diém 1ap ké hoach chién lugc
day sang tao c6 thé gay lung ting nhw thé nao cho nhing
nguoi chi thich dat cau hdi “tai sao?” va “bang cach nao?”.

Néu chang ta dat danh muc kinh doanh cta 3M 1én mot ma tran
ké hoach chién Iuoc, sé dé nhan thay tai sao cong ty thanh cong
nhu vay (Hay nhin vao cac phan “bo sita” va “ngdi sao”), tuy
nhién ma tran trén sé khong giai thich duoc Iy do tai sao danh
muc clia 3M lai ¢ thé hinh thanh.

Trong nhing nam 1970 va 1980, 3M tiép tuc phat trién
vao nhiing linh vizc hoan toan méi mé do viéc ludn khuyén
khich nhting sang kién ca nhan. Ngugc lai, Norton chi yéu
dwa vao viéc nghién cttu va 1ap ra cac ké hoach theo 16i
khuyén ctia cac nha tv van. Trong khi 3M tiép tuc thic day
su tién bd bang viéc cho phép va khuyén khich nhiing
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nguoi nhu Spence Silver kham pha ra nhitng thi truéng mai
chu yéu bang co hoi va tan dung co hoi, thi & Norton, chd
tich cong ty tuyén b “lap ké hoach phai 1a mot cach song
(cda cong ty)”. Trong Iic 3M khuyén khich su “vui choi mot
cach khoa hoc”, & Norton phuong phap chién lugc lai 1a “tat
ca bat dau tu viéc 1ap ké hoach theo kiéu quan su”. 3M da
dang héa chd yéu bang viéc chon ra nhitng co hdi kinh
doanh tot nhat hinh thanh tt nhiing né lyc nghién ciu
dugc khuyén khich trong cong ty. Norton nhan manh va
quan tam dén viéc mua lai, “bdi vi cong nghé va nghién
ciu trong noi bo it khi dem lai nhing co hdi that su”.?”

Cudi cung, vao nam 1990, 3M dat doanh sb ban hang 13
ty dola, voi hang tram san pham moi. Trong khi d6 Norton
tré thanh muc tiéu bi mua lai va khéng con ton tai nhu mot
cong ty doc lap ntta.

CAC BAI HOC CHO CEO, NHA QUAN LY
VA NHA KINH DOANH

Vi vi du 1a cong ty 3M - mot dién hinh cho sy phat trién
mang tinh chat tién hoa cda coéng ty, ching toi rit ra nam
két luan co ban cho viéc thic day qua trinh tién hoa ¢ mot
cong ty hang dau nhu sau:

1. “Hay thu - va thu nhanh!”. Phong cach lam viéc cda
3M la: Khi con nghi ngd, hdy thay doi, hdy th nhiéu
cach khac nhau dé gidi quyét van dé, nam bat co hoi,
thit nhing phuong phap mdi (di nhién la phai phu
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hop véi tu tudng cot 16i) - ngay ca khi khong tién litu
trugc két qud cda nhitng bién phap nay. Hiy hanh
dong! Néu that bai, sta chita va chon mot cach khac.
Luon hanh dong va di chuyén, khong dimg yén mot
chd. Chinh nhing hanh dong, nhat la dé trd 10i cho
nhiing co hdi khong biét trude hay nhiing van dé nao
do6 cia khach hang - sé tao ra sy da dang. Hay nghi
xem - néu McKnight khong héi tai sao Okie lai yéu
cau cong ty cung cap nhing mau da mat, néu Dick
Drew khong tu dung hita sé gidi quyét van dé vé son,
hoac néu Spence Silver khong thuc hién nhing thi
nghiém khong theo sach v4 v.v... - va hang ngan nhing
cai “néu” nhu vay - thi 3M da khong thé thanh coéng
nhu hién tai.

. “Chdp nhdn sai lam”. Do khong ai c6 thé néi trudc

bién thé nao sé thanh céng, ban buodc phai chip nhan
nhing sai s6t, 161 lam néu cd, coi d6 1a mot phan tat
yéu clia qua trinh tién hoéa. Néu 3M trung phat, dudi
viéc Okie va Drew vi that bai trong san pham sap boi
xe hoi, thi cong ty da khong thé phat minh ra san
phé{m bang Scotch. Hay nhd¢ lai 16i Darwin: “Da dang
héa, tao bién thé, cai ndo manh nhat sé song sot”. Dé
c6 dugc mot qua trinh tién hoéa thanh cong, ban phai
thuc hién dd cac thit nghiém thudc cac loai khac nhau,
gi® lai nhiing gi thich hgp va loai bé nhiing cai that
bai, khong phu hgp. N6i cach khac, ban khong thé co
mot hé thong linh hoat, nang dong nhu 3M néu khong
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trai qua vo sb that bai va 16i lam. Cuu Giam doc diéu
hanh 3M, Lewis Lehr noéi: “Néu c6 bi mat, thi d6 chinh
1a viéc vitt bd ngay nhitng thit nghiém that bai, khi
vita phat hién ra ching... Nhung chinh nhiing that
bai ciing c6 gia tri cia chung... Ban c¢6 thé hoc héi tw
mot thanh céng, song phai mat cong sic dé lam diéu
do. Hoc héi tt mot that bai 1a mot viéc dé hon nhiéu”.
Hay ghi nhé quan diém cé vé nghich 1y cda J&J da
dugc noi t6i dau chuong nay, do la: that bai va sai
lam 1a cai gia can phai trd dé co6 thé c6 dugc mot cong
ty khong hé thua 16 trong sudt 107 ndm qua. Va cling
xin nhac lai bai hoc t¥ chwong trudc (chwong noéi veé
van hoa cong ty): mot cong ty hang dau chip nhan
sai lam, song khong dung thtt cho nhitng “toi 16i” -
tic 1a nhing vi pham, pha vé tu tudng cot 16i cda
cong ty.

. “Pi ting budc nhé”. Tat nhién, ta sé dé dang chap
nhan nhitng tht nghiém that bai khi dé chi 1a nhiing
thtt nghiém - khong phai 1a mot that bai & tam voc
cong ty. Hay nhd rang timg budc thay déi nhd co thé
tao nén tdng cho nhitng chuyén bién l6n vé chién
lugc. Cau trd 10i cda McKnight cho Okie dau tién dan
dén san phdm gidy nham khong thim nudc, dem dén
mot co hoi thi truong 1én trong nganh xe hoi, roi tiép
tuc dan t6i san pham bang dinh dung trong khi son
cda Dick Drew, tiép theo 1a bang cellophane Scotch,
bang ghi am v.v... Néu mudn tao ra mot thay doi lon
vé chién lugc & cong ty, hay khéi dau bang mot cudc
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cach mang nho, t¢ dé st dung anh hudng ctia nhing
thanh céng ban dau, dé nhan ra nay dé tac dong lén
chién luge toan thé. That sy ma noéi néu ban muodn
lam mot diéu gi d6 mang tinh “cach mang”, trudc hét
hay xin dugc phép thuc hién mot “thd nghiém” cai
da! Hay xem lai nhitng budc di nhd, tir tit cia American
Express khi budc vao dich vu tai chinh, dich vu ngay
nay da tré thanh mot cot tru chién luge ctia cong ty,
hoac cach thitc ma William Dalliba thuc hién nhitng
thi nghiém nhé dé t tw huéng cong ty vé cac dich vu
du lich - mot thay déi mang tinh cach mang! Cac ban
hay nhé hinh dnh day an tugng vé “nhanh” va “canh
cay”, hoac hinh anh “hat va qud”, ma Masaru Ibuka
& cong ty Sony da st dung dé chuyén tai quan niém
vé nhitng van dé nhd, dac trung nhu 1a diém khéi dau
cia nhitng co hoi vé cung to l6n.

. “Tao su thodi mdi cdn thiét cho moi nguoi”. 3M da

tao cho nhan vién sy ty chu trong hanh dong, véi mot
co ché phan quyén hon hin Norton - diéu nay tao
diéu kién cho nhing th nghiém va bién thé mdéi. Khi
ban cho nhan vién sy ty do hanh dong nhat dinh,
ban sé khong biét trudc duge ho sé lam gi - va do la
mot diéu tét. Cong ty 3M hoan toan khong thé biét
Silver, Fry va Nicholson sé st dung 15% thai gian cho
phép vao viéc gi. Trong 18 cap so sanh, co tdi 12 cap
trong do6 cac cong ty hang dau c6 co ché phi tap trung
hoa cao hon, cung cap su tu chd trong hanh dong cao
hon so véi cac cong ty so sanh (nam cap so sanh khac
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c6 két qud ngang bang). Va chung t6i di dén mot hé
qua: Hay cho phép cac nhan vién cda ban dugc phép
kién tri theo dudi cac thit nghiém. Du nhitng ngudi
nghién citu san pham Post-it dd gap khé khan trong
viéc thuyét phuc nhitng dong suv cda ho vé san pham
nay, song khong hé c6 ai khuyén ho nén dimg cac thi
nghiém nay.

. “Tao co ché”. Vé dep ctia cau chuyén ¢ 3M ndm & cho:
McKnight, Carlton va nhiéu ngudi khac da chuyén
bén yéu to trén thanh nhitng co ché htitu hinh dé thuc
day qua trinh tién hoa tai céng ty - diéu ma Norton
khong hé lam dugc. Ho da rat kién quyét va dua ra
nhtng bién phap hét sic cing ran. Mot giam doc cda
mot nganh hang phai dam bao dat ty 1é 30% doanh
thu tt san phdm méi. Néu ban mudn tré thanh mét
tam guong vé k¥ thuat, ban phai chia sé cong nghé
cho toan cong ty. Néu mudén nhan duwoc cac danh
hiéu va phan thudng, ban phai c6 cac san pham mdi,
théa man nhu cau khach hang, tao ra loi nhuan tu
ban hang. Chi c6 nhing y dinh tot dep van chua du.
Cong ty khong hé quang mot nhém ngudi tai gidi vao
mot cai noi va chd doi diéu gi d6 xdy ra. Khong,
nguoc lai, 3M cham Ita dudi day noi va khuay “chung”
l1én mo6t cach manh mé!

Chung toi thay rang nhiéu nha quan ly thuong coi
nhe két luan tht nam nay va duong nhu khong thanh
cong trong viéc chuyén cac y dinh cda ho thanh cac
co ché cu thé. Ho suy nghi mot cach sai 1am rang mot
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khi ho da dwa ra nhitng luan diém lanh dao dung dan
thi moi nguoi sé bat dau lao vao cac v tudéng va thui
nghiém. Khong phdi nhu vay! biéu nay doi héi cac
nha quén 1y phai xay dung mot co ché lién tuc thuc
day, dong vién nhitng hanh vi mang tinh “tién hoa”
va “phat trién”.

Nhing diéu khong duoc lam

Chung tdi cung ghi nhan mot s6 truong hop & cac cong
ty so sanh, noi d6 qua trinh phat trién tién héa vao mot
s6 thoi diém nhat dinh bi can trd - day la diéu khong nén
Xay ra.

Chase Manhattan: Pugc diéu hanh béi nha lanh dao
mang phong cach doc tai David Rockefeller trong nhing
nam 1960 va 1970, Chase Manhattan (dugc biét dén nhu
la “Ngan hang cda David”) trd thanh mot moi truong lam
viéc trong do lo lang va s¢ hai bao trum, noi ma cac nha
quéan 1y danh da s6 thdi gian cho cac cudc hop, chit khong
phéi dé€ cho viéc ra quyét dinh va hanh dong. Cac nha
quan 1y & day song véi ¥ nghi hang ngay nhu sau: “Cha!
Lai mot ngay nita tréi qua ma minh van binh yén!” Ngay
cd cudi nhitng nam 1980, nhiing nha quan ly cap cao &
ngan hang van khong dam nghi dén nhiing v tudng mdi
béi “David c6 thé sé khong thich diéu d6”.2% Cung thoi gian
do, Citibank 1a “mot t6 chitc ¢é cau truc 16ng 1éo, day tinh
sang tao, noi dén ctia nhing tai nang duoc twdng thudng
xung dang vi nhing y tudng madi”.2%
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Burroughs: Trong thoi gian dau cia nganh cong nghiép
may tinh, chd tich R. W. MacDonald bop nghet nhitng sang
kién cd nhan & cong ty. Ong ta sa thai tat cd nhitng nhan
vién tai nang c6 ham muon th nghiém nhing y twdéng maoi
mé. Ong ta cong khai phé phan nhtng nha qudn ly gap
phdi nhing sai lam va that bai. Ld mot nguoi luon mudn
chiing té minh 1a 6ng chd, MacDonald tap trung moi quyén
hanh va quyét dinh vao tay minh, bién cac giam doc san
xuat chi don thuan la nhitng canh tay néi dai cda Vian
phong chu tich coéng ty. Thay vi coi cac van dé cda khach
hang 1a co hoi dé phat trién (nhu 3M déa 1am), MacDonald
ty hao voi quan diém “khién cho khach hang buén ba song
khéng néi loan”. Du dau thap nién 1960 Burroughs cé loi
thé ky thuat so voi IBM, MacDonald van ngan cdn cac nha
quén ly cda 6ng ta nam lay mot trong nhitng co hoi kinh
doanh 16n nhat cda thé ky nay.3®

Texas Instruments: Trong nhiing nam 1950 va 1960, day
la mot cong ty rat nang dong, dudi su lanh dao cda Patrick
Haggerty, ngudi tao ra mot moi truong lam viéc trong do
cac y tudng, sang kién dugc dua ra tit nhitng cap bac thap
nhat trong cong ty.*! Tuy nhién, nhiing ngudi ké nhiém
Haggerty la Mark Shepard va Fred Bucy da dao ngugc hoan
toan phuong phap nay, dua vao mot phong cach quan tri
ménh 1énh, déc doan, xéa bé hin nén vin hoa cda TI trudc
d6. Khi nghe thay diéu gi khong via ¥, ho lién cit ngang
va nodi: “Po 1a nhitng diéu nhdm nhi. Ching t6i khong mudn
nghe nhitng diéu d6 ntta”. Ho la 6, dap ban, quing do dac
trong phong! Mot cyu gidam doc TI nhan xét: “Ho [Shepard
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va Bucy] khong c6 niém tin ¢ con nguoi... Cac nha quén ly
cap dudi mat hét tham quyén, tat cd quyeén hanh déu tap
trung tai hoi s§ cong ty. Cac san pham dua ra dugc quyét
dinh chi & Hoi s& ma thoi. Cudi cung, ho dwa cho ban mot
san pham va bao ban dua san pham doé vao thi truong nao
d6”. Cudi nhing nam 1970 va vao thap nién 1980, TI
danh mat vi tri nhu 1a mot trong nhiing cong ty dugc kinh
trong nhat & My va lién tuc thua 16, trong khi HP cang ngay
cang dugc coi trong va c6 1oi nhuan cao hon.

GIU CHAT LAY PO DAN?
GIU CHAT LAY TU TUGNG COT LOI!

Trong cudn sach Pi tim su tuyét hdo (1982), Peters va
Waterman khuyén cac nha kinh doanh “gitt chat lay do
dan”, theo ¥ ho, nghia la “cac cong ty nén gan bé chat véi
nganh kinh doanh ma minh biét r6, duong nhu diéu do sé
dam bao cho kinh doanh thanh cong”. Quan diém nay, trén
bé mat, khong phu hop véi quan diém vé tién hoa cda
ching t6i da trinh bay trong chuong nay. Néu cong ty 3M
coi viéc khai thdc mé hay san xuat gidy nham la “do dan”
cia ho, sé khong c6 mot 3M thanh cong nhu hién nay,
ciing nhu khong c6 nhing san pham nhu gidy dinh Post-
it ma cac tac gid dang st dung khi viét ra cudén sach nay.
Theo quan diém cda chung t6i, that may la 3M da khong
git chat lay “dd dan” ctia ho! Norton mdi 1a cong ty lam
diéu dé, va két qud ra sao thi moi ngudi déu da biét. Cling
nhu thé, Zenith bao thi véi cac san pham tivi va radio hon
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so vGi Motorola, va Zenith da di xudéng. J&J chang c6 kinh
nghiém gi vé cac sdn pham hang tiéu dung khi ho bt dau
ban san pham bot xoa cho tré em. Marriott ciing khong cé
kinh nghiém gi khi buéc vao nganh kinh doanh khach san.
HP khong c6 kinh nghiém gi vé may vi tinh trong thap nén
1960 khi tung ra san pham dau tién. Disney ciing vay doi
v6i sdn pham cong vién gidi tri. IBM tham chi khong c6 can
ban gi vé kinh doanh hang dién t& khi chuyén sang kinh
doanh may vi tinh. Boeing cling khong c6 kinh nghiém gi
vé sdn xuat may bay dan dung khi san xuat loai 707. Va
néu American Express trung thanh véi dich vu ban dau cta
cong ty (chuyén phat nhanh), c6 1& ngay nay céng ty nay
da khong con ton tail.

Chting t6i khong c6 ¥ néi rang qua trinh phat trién tién
héa dong nghia voi viec da dang hoéa bia bai, hay néi rang
viéc 1ap chién lwoc kinh doanh 1a khong tot, khong can thiét
- chéng han Wal-Mart da luén luon tap trung vao chi mot
nganh kinh doanh ban 1&¢ ma van thanh céng (dong thoi
luén thic day qua trinh tién héa trong pham vi do). Chung
toi cling khong néi rang quan niém “gitt 1dy do dan” 1a vo
nghia. Cau héi thuc ra phai la: Cai gi 1a “d6 dan” & mot
cong ty hang dau? Cau tra 10i cia chung toi: do chinh 1a tu
tudng cot 16i.

Gitt gin cai cot 16i/Thic diy su tién bo
Chung t6i can phai thém vao day mot két luan thu 6:

ding bao gid quén viéc gin git cai cot 16i trong khi thiic
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day su tién bd mang tinh chat tién héa. Hay nhd rang su
tién hoa bao gom hai yéu to: da dang (bién thé) va chon loc.
J mot cong ty hang dau, vi du cong ty 3M, viéc chon loc
gdm hai cau héi 16n. Cau héi mot rat thuc té: Giai phap
(bién thé) nay c6 hiéu qua khong? Nhung cau héi hai khong
kém phan quan trong: Liéu n6 c6 phu hop véi tu tuwdng cot
16i cia cong ty hay khong?

Tw thoi cda William McKnight, cong ty 3M da luén tim
kiém nhitng gidi phap tién bd cho nhitng van dé mang tinh
nhan ban that su - d6 méi chinh l1a 3M. Cac san pham da
dang cda 3M phai md&i mé, hitu dung va cé do tin cay cao
(d6 1a nhing thanh t6 co ban cda tu twdéng cot 16i cliia cong
ty) néu muén duoc lya chon. Tat nhién khong ai ¢ 3M ngan
Spence Silver stt dung 15% thoi gian danh cho viéc thi nghiém
cia 6ng ta cho mot san pham keo dan ky quic ma lai...
khong dinh. Nhung quan trong khong kém, 3M khong chap
nhan san pham chat két dinh la lung d6 cho dén khi Silver
lien két no véi van dé cia ca doan nha tho ctia Art Fry,
dong thoi chitng minh cho cac thanh vién cda coéng ty thay
san pham Post-it ky quac nay 1a hitu ich, va cling ching
minh dugc san pham nay c6 thé duoc sdn xuat véi chat
luong va do tin cay theo tiéu chuan cda 3M! Ban sé khong
1a thanh vién cda hoi Carlton néu khong c6 mot déng gop
vé k¥ thuat. Ban sé mat chiic quan 1y nganh hang néu san
pham cta ban dugc khach hang xem la thiéu do tin cay.
3M luén thic day su tién bd, dong thoi van gitt dugc nhiing
gia tri va tu tudng co6t 16i cia cong ty.
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Mot cach tuong tu, néu mot thtt nghiém clia Wal-Mart
khong mang lai gia tri cho khach hang, n6 sé khong dugc
cong ty lwa chon va chip nhan. Néu mdt nhan hiéu nao do
cda J&J di nguoc lai véi nhimg tin diéu cda cong ty, nd sé
bi loai ra ngay lap titc. Va néu nhu mot giam déc ban hang
cua HP tht tung ra mot hudng kinh doanh mdi ma khong
c6 dong gop gi veé mat ky thuat, ngudi do sé hau nhu khong
duoc ing ho va hé tro. Néu c6 mot co hoi kinh doanh khién
cong ty Marriott di chéch muc tiéu can ban la “lam cho moi
du khach xa nha cam thay ho dugc chao doén giita nhing
ngudi ban that su”, cong ty sé khong chap nhan va danh
tim kiém nhitng huéng kinh doanh khac. G cong ty Sony,
néu mot “hat giéng” chi hita hen nhitng “qua” c6 chat luong
thap hodc tam thuong vé mat ki thuat, cong ty sé loai bd
né va trong nhitng hat giong khac.

Nhu vay, tu tudng cot 16i c6 vai tro nhuw mét luc luong
dan dat, mot chat két dinh, gdn két mot cong ty hang dau
mot cach vitng chac trong qua trinh bién déi va tién hoa.
Du cong ty luon bién doi, da dang hoa, ching t6i luon thay
c6 mot sy gan két dang ké ¢ 3M. Cac thanh vién luén cong
hién hét minh cho cong ty, giéng nhu nhiing diéu chung toi
quan sat dugc & P&G, Disney va Nordstrom. Diéu twong tu
cting x4y ra ¢ HP, Motorola va Wal-Mart - ba cong ty c6 thé
so sanh duoc véi 3M vé tinh nang dong, luén bién dong va
tién hoa nhung van trung thanh tuyét doi voi cac tu tuéng
c6t 16i cda chung.

Cling giong nhu cac gen di truyén trong thé gidi ty nhién,
tu tuwdng cot 16i ¢ cac cong ty hang dau la bat bién. Hon
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ntta, sw ¢c6 mat cda nhing tu tudng dan duong nay tao cho
cac cong ty hang dau nhitng pham chat ma cac loai trong
thé gidi ty nhién khong c6: dé 1a muc dich va tinh than.
Hay nghe William McKnight hoi twéng vé thoi gian ong ta
gan b6 65 nam vo6i 3M va nhitng ly twdng cia cong ty:

Can nhan manh dén viéc chung t6i da hoan toan dua
vao nhau, cung nhau chia sé cac gia tri chung nhu
thé nao. Thach thic cda cong ty ndm & viéc cung lic
nhan manh tam quan trong cda bai hoc vé nhan ban
va luén duy tri sy ton trong thich dang doi voi ca
nhan. D& tiép tuc phat trién va cung cap dich vu cho
nuéc My va thé gidi, chung to6i can danh gia cao va
tran trong nhitng ai lam viéc xuat sac, khuyén khich
tinh sang tao, lam giau cho cudc song bang nhitng y
tudng va san pham mai mé. Cong viéc nang né nhat,
tot dep nhat chi 6 thé dwgc thuc hién véi tinh than
san sang chap nhan phiéu lvu va thach thiec.
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CHUONG TAM

PHAT TRIEN DOI NGU QUAN LY
TU NOI BO

Gin gir
cai cot I6i

Thic diy

sy tién bo

Ké tw bay gid tré di, viéc chon ra nguoi ké thwa sé la quyét
dinh quan trong nhat cda toi. Piéu d6 sé khién t6i phai suy
nghi dang ké moi ngay.

JACK WELCH,

CEO, General Electric, noi vé ké hoach
ké thita nam 1991 - chin ndm trudc khi ong ta vé huu’®

Chuing t6i coi trdch nhiém sau day la rat quan trong: do6 la
viec ddm bao su lién tuc ctiia doi ngi lanh dao cao cap cia
cong ty. Chiing t6i luén c6 gang dé luoén c6 mot doi ngd cac

ung ct vién c6 khd nang, cung cap cho ho nhing chuong
trinh dao tao tét nhat, va luén luén coéong khai vé nhing ké
hoach lién quan dén van dé ké thwa.. Chung t6i tin rdng tinh
lién tuc noi trén la cuc ky cé gia tri ddi voi cong ty.

ROBERT W. GALVIN,

Nguyén thanh vién Ban Gidm doc diéu hanh,

Motorola Corporation, 199139
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ao nam 1981, Jack Welch trg thanh Giam
doc diéu hanh cda General Electric Company. Mot thap ky
sau, ong ta da tré thanh mot huyeén thoai trong chinh thai
dai cia minh, theo tap chi Fortune thi 6ng “dugc thita nhan
rong rai nhu 1la mot bac thay vé quan ly nhing thay doi
cia doanh nghiép trong thoi dai cia chung ta”.3** Khi doc
hing ha sa s6 nhitng bai bao ca ngoi cudc cach mang cda
Welch, chung ta dé cdm thdy 6ng ta nhu mot “dang citu
thé” t dau hién ra dé cu vdt cho mot cong ty duong nhu
khoéng c6 thay doi gi dang ké ké tir luc phat minh ra dién!
Néu khong biét 16 vé qua trinh lam viéc cda Welch, cing
nhu lich st cda GE, nguoi ta dé twdng rang ong ta nhu la
mot dong mau mdi, duge cong ty dem vao tit bén ngoai dé
dem lai nhitng thay ddi tich cuc nhat. Chang co gi sai su
that hon nhing diéu suy doan do!

Trudc hét, Welch chinh 1a mot “san pham” thuan tiy cia
GE, nguoi da gia nhap cong ty ti khi mdi tot nghiép dai
hoc, khi... chua tron 25 tudi. D6 1a cong viéc toan thai gian
dau tién ctia ong ta, va 6ng da lam viéc & day lién tuc 20
nam trudc khi tré thanh CEO.3% Giéng nhu tat ca nhiing
nguoi tién nhiém, Welch xuat than chinh tt ndi bo cong ty.

Sau ntta, Welch cting khong hé dugc thira ké mot cong ty
duoc quan 1y kém! Nguoc lai 1a khac. Nguoi tién nhiém gan
nhat cta ong ta, Reginald Jones, dugc coi la “nha lanh dao
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kinh doanh dugc ngudng mo nhat ¢ My”.36 Mot cudc tham
do cac dong nhiém védi éng ta do US News and World Report
thuc hién cho thady Jones la “ngudi c6 dnh hudng nhat
trong gidi kinh doanh ngay nay” - khong chi mot lan, ma
hai lan vao nam 1979 va 1980. Cac cudc tham do y kién
tuong ty cda Wall Street Journal va Fortune cling xép Jones
& vi tri hang dau, con cuoc tham do do vién Gallup t6 chic
da bau Jones 1a “CEO ctia nam” vao nam 1980.37 Vé nhing
chi s6 tai chinh nhu tang trudng loi nhuan, loi tic trén von
co phan, loi titc trén ban hang, loi titc trén tong tai san, thi
tam nam dudi sy 1anh dao cda Jones va tam nam dau tién
dudi “tritu dai” cda Welch c6 nhing két qud tuwong ty.30s
Hon nita, Welch cting khong hé 1a nha lanh dao v6i nhitng
thay do6i cap tién dau tién trong danh sach cac giam doc
diéu hanh ctda GE. Dudi thoi cda Gerard Swope (1922-1939),
GE da c6 mot budc chuyén quan trong sang cac san pham
gia dung. Swope cling gi6i thiéu mot y tudng rat méi vé
quan ly, v6i nhiing trach nhiém can bang cia nha quan ly
voi nhan vién, c¢6 dong va khach hang. Dudi sw lanh dao
cua Ralph Cordiner (1950-1963) va khau hiéu “Tién 1én”
cuia ong ta, GE da md rong thi truong kinh doanh cia minh
mot cach manh mé, sé6 phan khuc thi truong cda coéng ty
tang 1én 20 lan. Cordiner tai cau tric va phan quyén trong
quan ly cong ty, ap dung phong cach quan tri theo muc
tiéu (1a mot trong nhitng cong ty Hoa Ky dau tién ap dung
phong cach nay), 1lap ra trung tam dao tao vé quan ly va
truyén ba tu tuwdng Crotonville, va viét cuén sach néi tiéng
Bién gioi mdi cho cdc nha qudn ly chuyén nghiép. Nhiém
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ky cda Fred Borch (1964-1972) noi bat véi yéu t6 sang tao
va st chap nhan cac khodn dau tu liéu linh, rdi ro cao nhu
sdn xuat dong co may bay va may vi tinh. Reginald Jones
(1973-1980) 1a nha lanh dao tai ba trong viéc thay doi moi
quan hé gitta doanh nghiép va Chinh phu.

Thyc st ma noéi, Welch xuat than t mot truyén thong lau
doi ciia GE vé nhiing nha qudn tri cao cap tai ba. Xét trén
ROE (lgi tic trudc thué trén von c¢6 phan - mot tiéu chi tai
chinh can ban), thi nhitng nha tién nhiém ctia Welch ké tw
1915 va thap ky dau tién cdia Welch c6 mic do kha ngang
nhau (28,29% so vdi 26,29%). Néu thi xép hang theo mtic
ti 1é loi tic nay dodi voi cac Giam doc diéu hanh cda GE, thi
Welch chi ding tht 5/7. (Luu y: moi CEO ctia GE, ké ca
Welch, déu c6 thanh tich t6t hon nhitng nguoi dong nhiém
cia ho & cong ty Westinghouse trong nhiém ky cia minh).
Tuy nhién, chi s6 ROE sé khong xét dén nhtng bién dong
cia nganh, cac anh hudng cia canh tranh, suy thoai v.v...
Vi vay toi cling sap xép cac CEO cuda GE theo tiéu chi lgi titc
c6 phiéu tich Iy hang nam, so voi thi truong va so véi
Westinghouse. Theo nhitng cach nay thi Welch xép thit hai
va th nam so v4i nhitng nguoi tién nhiém. R6 rang két qua
nay la tot, song khong hé l1a s6 mot trong lich st GE (xem
bang A.9, Phu luc 3).

Chuing t6i khong hé c6 § danh gia thip nhing thanh tyu
dat dugc ciia Welch, 6ng ré rang la mot trong nhing CEO
giéi nhat trong lich st kinh doanh Hoa Ky. Nhung diéu
quan trong ¢ day la: nhiing ngudi tién nhiém cda 6ng & GE
cting lam dugc nhu thé. Welch thay doi GE, qua mat cac déi
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thd tai Westinghouse, trg thanh mot CEO dugc nguéng mo
rong rai, tao nén nhing nén tang vitng chac cho suv thanh
cong trong tuong lai cda GE. Nhitng nguoi tién nhiém cda
ong ta ciing déu lam dugc nhing diéu d6. Chung toi rat
ngudng mo thanh tich ca nhan cda Welch, tuy nhién sy
ngudng mo to 1én hon duge danh cho cong ty GE védi truyén
théong dao tao ra cac nha quan tri cap cao thanh cong lién
tuc sudt hon mot tram nam.

That 1a 4n tuong khi co mot CEO c& Jack Welch. Diéu 4n tuong
hon chinh 1a c6 hang loat cac CEO cé tam c& nhu Welch duoc dao
tao tr ndi bo cong ty sudt mot thé ky. Do chinh 1a mot trong nhimg
ly do quan trong nhat dé GE tré thanh mot tap doan hang dau.

Qua trinh chon lya ra gidam doc diéu hanh Welch 1a mot
qué trinh mang tinh truyén théng cia GE. Welch vira 1a su
phan anh di san truyén théng cda GE, vira 1a nhan t6 thay
doi cho tuong lai cong ty. Nha tu van lau doi Noel Tichy va
bién tap vién tap chi Fortune, Stratford Sherman da viét
trong cudn Ndm gitt s6 phdn cua ban néu khong muon
nguoi khdc lam diéu dé nhu sau:

Qua trinh ké thira vé quan 1y voi két qud dat cong ty
GE vao tay J. Welch 1a vi du tiéu biéu cho nhtng khia
canh tot nhat, sinh dong nhat cda van hoa cong ty
GE. Gidam d6c diéu hanh Reginald Jones da mat rat
nhiéu nam dé lya chon ra Welch tt mét nhém cac
Ung ctt vién hang dau, ngudi nao ciing c6 khad ning
lanh dao mot tap doan kinh doanh I6n... Jones da
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thuc hién mot quy trinh chon lwa kién nhan, bén bi,
chinh xac, trong do xem xét danh gia ky Iuéng tung
ng ci vien mot va chi don thuan dwa vao Iy tri de
chon ra nguoi ximg dang nhat. Két qua dat dugc la
mot trong nhiing vi du tot nhat vé viéc 1ap ké hoach
ké thwra trong toan bo lich st cong ty.30?

Budc dau tién Jones thuc hién 1a dwa ra mot tai liéu mang
twa dé Chi tiét vé viéc ké thua nhiém vu CEO vao nam
1974, nghia la bdy nam trudc khi Welch trg thanh CEO.
Sau khi lam viéc v6i giam d6c phu trach nhan su, ong ta
danh hai nam dé lap ra mot danh sach chin mwoi sau
nguoi c6 kha ning (tat cd déu t ndi bd cong ty), sau do rut
dan xudéng con mudi hai, r6i con sau ¢ng c vién sang gia
nhét, trong d6 c6 Welch. P& quan sat va kiém tra cac wng
ci vién, Jones bo nhiém cd sau ngudi lam giam doc bo
phan, bao cao tryc tiép 1én van phong giam doc diéu hanh.
Trong vong ba nam sau dé, 6ng ta dan dan thu hep danh
sach, yéu cau cac @ng cd vién phai trdi qua nhing thi
thach cam go, cac cudc phdéng van, cac bai thi va danh gia.
Mot phan quan trong va thu vi cda qua trinh nay la cac
cudc “phdéng van trén may bay”, trong dé Jones dit ra cau
hdi cho ting ung c vién: “T6i va anh dang cung bay trén
chiéc may bay ctda cong ty. My bay roi va ca hai chung ta
déu chét. Khi d6 ai sé 1a ngudi lanh dao GE?” (Jones hoc
dugc “ky thuat” nay t@ nguoi tién nhiém cida ong ta, Fred
Borch). Sau mo6t cudc dua dai va cang thezlng, Welch la nguoi
chién thang va trd thanh CEO cta GE, nhitng nguoi con lai
trd thanh chu tich hoac CEO cda nhing cong ty nhu GTE,
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Rubbermaid, Apollo Computer va RCA. Mot chi tiét thu vi:
Cac giam doc diéu hanh xuat than tt GE chiém s6 lugng
nhiéu nhat trong sé cac giam doc diéu hanh cda toan bo
cac cong ty Hoa Ky.

Nguogc lai, Westinghouse thuong xuyén bi chao dao do sy
hén loan va thiéu lién tuc trong doi ngd quan tri cap cao.
Cong ty nay c6 s6 CEO trong lich st nhiéu gan gap doi GE,
mot sd ngudi trong so6 d6 c6 nhiém ky chuwa tdi hai nam.
Tinh trung binh, mot CEO tai day tai vi dugc tam nam
(trong lic & GE, con s6 nay la 14 nam). Hon nua,
Westinghouse dinh ky tim kiém cac CEO tit bén ngoai hon
la trong cay vao cac tai nang tw bén trong cong ty, trong
khi GE luén luén theo dudi chinh sach thang tién tw bén
trong. Nam 1908, George Westinghouse bi hat vang ra khdi
cong ty va dugc thay thé bdi hai ngudi tit bén ngoai (ho déu
1a nhitng nha ngan hang) trong mot cudc tai to chic cong
ty. Nam 1946, mot lan nita cong ty lai thué mot ngudi hoat
dong trong linh vitc ngan hang vé lam CEO. Gan day nhat,
nam 1993, Westinghouse tiép tuc tim kiém mét CEO tit bén
ngoai. Lan nay ho duwa vé mot cyu Giam doc clia coéng ty
Pepsi, nham cttu vdn cong ty thoat khdi nhing thua 16
hang ti dola trong nhing nam 1991 va 1992.

Ching t6i hau nhu khong tim ra nhing tai liéu viét vé
qua trinh ké thita & Westinghousse, ké ca trong nhing an
pham xuat ban noi bo hay ngoai cong ty. Diéu do6 cing la
mot diém kha thu vi: GE da thuc su quan tam dén tinh lién
tuc va ké thua cda doi ngi 1anh dao dén mitc ca bén ngoai
cong ty déu dé cap va binh luan nhitng chinh sach do.
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Trong khi do6, Westinghouse it cO sy quan tam dung muc
dén ca viéc phat trién quan 1y va lap ké hoach cho doi ngi
ké thua.

THANG TIEN TU NOI BO
PE GIN GIU GIA TRI COT LOI

Trong toan bd cudn sach nay, duong nhu ching toi da
khong danh gia cao vai tro cda nguoi lanh dao trong cong
ty hang dau. Tuy nhién sé la sai lam néu ndi rang cac nha
quan 1y cap cao hoan toan khong quan trong gi ca. That
ngay tho néu nghi rang bat ky ai cting c¢6 thé trd thanh CEO
va cong ty van van hanh t6t dep. Cac nha quan Iy cap cao
sé c6 anh huéng, khong nhitng thé, méot dnh huéng dang
ké 1én mot t6 chite. VAn dé & ché: Anh huéng d6 c6 ding
dan hay khong? Noi cach khac, v6i &nh hudng do cac nha
lanh dao c6 gin git, trung thanh véi nhitng tu tudng cot 16i
cda t6 chic hay khong?

So v6i cac cong ty so sanh, cac cong ty hang dau thuc
hién cac viéc phat trién, dé bat, chon lya ra cac tai nang
quan tri t& bén trong cong ty voi mot mic do cao hon. Ddi
v6i ho day ciing 1a mot budc cot yéu dé bao vé cai cot 16i
cia cong ty. Trong khoang thai gian tt 1806-1992, chung
toi thay chi c6 hai cong ty hang dau (chiém ti 1 11,1%) da
tung tuyén dung CEO tit bén ngoai, so véi 13 cong ty so
sanh (72,2%) da tung lam diéu nay. Trong s6 113 CEO cda
cac cong ty hang dau, chi c6 3,5% dén ti bén ngoai cong
ty; trong khi nhitng con sd tuong tu ¢ cac céng ty so sanh
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1a 22,1% trong tong s6 140 CEO. Noi cach khac, cac cong
ty hang dau c6 ty 1, mic do dé bat CEO t noi bd cong ty
gap séau lan so véi cac cong ty so sanh (xem bang 8.1 trang
bén va bang A.8, Phu luc 3).

Trong chiéu dai lich st téng cong 1700 nam cla cac cong ty
hang dau, chi co bén trudng hop ngudi tr bén ngoai budc vao
vi tri giam doc diéu hanh cla cong ty.

Mot cach ngan gon, diéu tao ra su khac biét gitta cac
cong ty hang dau va cac cong ty so sanh khong phai la
chat lugng lanh dao, ma la su lién tuc cda chat lwong lanh
dao. C4 hai nhom cong ty déu da tung c6 nhitng nha quan
ly xuat sac, tai ba vao nhitng thoi diém nhat dinh trong lich
stt. Song cac cong ty hang dau ré rang da c6 sy phat trién
quan tri va viéc lap ké hoach ké thwa to6t hon - day la
nhiing van dé then ch6t trong mot bd may van hanh hoan
hao. Trong 15/18 cap so sanh, cic cong ty hang dau thé
hién sy lién tuc vé chat lwong cda doi ngd lanh dao cao hon
so v(i cac cong ty so sanh. (Xem bang A.8, Phu luc 3)

Ban c6 thé hinh dung day nhu la mot qua trinh lién tuc
cia su tang cuong kha nang lanh dao:

Phat trién Cac tng Tinh lién Gin gitt

quan tri ctt vién day tuc clia cai cot 16
valap | tiem nang | nang luc

k]f‘ }}((})l?Ich tw noi bo l?)r}h dao tw Thuic dy
e a cong ty. én trong s tién bo

t
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Bang 8.1

DANH SACH CAC CONG TY THUE _
GIAM POC PIEU HANH TU BEN NGOAI

1806-1992310

Cac cong ty hang dau

Cac cong ty so sanh

Philip Morris Ames

Walt Disney Burroughs
Chase Manhattan
Colgate
Columbia

General Motors
Howard Johnson
Kenwood
Norton

R. J Reynolds
Wells Fargo
Westinghouse
Zenith

IBM thué mdt CEO tir bén ngoai (Louis Gerstner) vao nam 1993,
sau khi ching toi da tong két s6 liéu cho chuong trinh nghién
citu nay. Chung t6i ciing khong tinh Willam Allen nhu la mot
“ngudi ngoai” tai Boeing do 6ng da thyc sy tham gia vao
nhiing quyét dinh quan tri quan trong (nhu tai t6 chitc, dau
tu vao nghién ciu va phat trién, cau tric tai chinh, chién lugc
kinh doanh) trong sudt 20 nam trén cwong vi luat su cda cong
ty va 14 nam trén cwong vi mot thanh vién Hoi dong quan tri
trude khi tré thanh Giam déc diéu hanh - mot vi tri ma Allen
gitt sudt 23 nam. Cac tac gid xin cam on Morten Hansen vi
nhitng phan tich can ban cho bang nay.
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Nhin vao so do trén, cé thé thay su thiéu vang bat ky mot
yéu t6 nao ciing c6 thé dan dén sy mat lién tuc trong quan
tri, khién cong ty phai tim kiém mot gidm doc diéu hanh ti
bén ngoai, va diéu nay co6 thé khién cong ty roi xa tu tudng
c6t 16i ban dau. Pong thoi, tinh khong lién tuc d6 ciing co6
thé cadn tré qua trinh phat trién cda cong ty, do nhimg bat
on & cac cap quan 1y cao nhat. C6 thé tém tat bang mot mo
hinh sau, tam goi tén la “khoang tréng lanh dao va héi
chitng nguoi ciu vot”:

A Khodan
Phat trién Thleu cac trong s
quéan 1y kém ung cu vien lanh dao
Thiéu ké |y fl(fnkhf - g?n% ty
hoach ké e o Thiic ddy
thita 01 bC im Kiem su tién bo
cong ty nguoi ciru \
VOt

Hay cung xem xét cac vi du sau: Colgate so vGi P&G,
Zenith so vGi Motorola.

Sy thiéu tinh ké thira & Colgate va su da dang vé tai nang
quan ly & P&G

Cho dén nhitng nam dau thé ky XX, Colgate van la mot
cong ty thanh cong ryc ré. Thanh 1ap nam 1806, cong ty
da trdi qua gan mot thé ky tang trudng vitng chac, va co
quy mo6 ngang voi P&G. Trong cac cong ty so sanh trong
nghién ciu cda chung t6i, Colgate som dua ra dugc tuyén
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bd vitng chai vé tu tudng cot 16i, bao gom nhitng gia tri cot
16i va cac muc tiéu dai han so Sidney Colgate 1ap nén. Thé
ma dén nhitng ndm 1940, Colgate chi con bang mot nita vé
quy mo va chwa dén mot phan tu lgi nhuan so voi P&G,
nhitng ty 1é nay, dang budn thay, tiép tuc nhu vay trong
4 thap ky sau d6. Hon ntta, Colgate cling dan dan xa roi
tw tudng cot 16i lic dau va tré thanh mot cong ty c6 kha
nang khéng dinh hinh 4nh va thuwong hiéu kém hon nhiéu
so vOi P&G.

Diéu gi da xdy ra? Cau tra 16i mot phan nam & viéc that
bai trong viéc 1ap ké hoach cho cong tac ké thwa, tit do6 dan
dén sw mat lién tuc trong doi ng quan 1y cda cong ty.
Trong bon thé hé quan 1y cao cAp dau tién, Colgate hoan
toan dugc dan dat boi “ngudi nha” - cac thanh vién cia gia
dinh Colgate. Tuy nhién, dau thé ky XX ho da khong thanh
cong trong viéc xay dung, phat trién doi ngi quan tri cing
nhu xay dung ké hoach cho déi ngi ké thira. Cudi nhitng
nam 1920, do thiéu nhitng nguoi ké thia c6 nang luc, cong
ty phdi chap nhan hop nhat véi Palmolive - Peet, diéu d6 da
mé duong cho nhitng phong cach quén ly la 1am & cong ty.
Mot bai bao trén tap chi Fortune nam 1936 viét:

Anh em nha Colgate déu da gia. Chu tich Gilbert da
70 tudi, con Sidney da 66 tudi. Russell, luc d6 maoi 55
tudi, lai khong tham gia nhiéu vao céng tac quan ly...
Con trai cda Sidney 1a Bayard Colgate lai chi vira tot
nghiép & Yale dugc vén ven sau nam - nhu thé la
chua dd gia dan theo quan diém cta cong ty. Vi thé
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nhitng thanh vién gia dinh Colgate cham chu quan
tam dén dé nghi sap nhap Colgate va Palmolive - Peet
do Charles Pearce dua ra... [Sau vu sap nhap do], ho
thue sy rut lui khéi nhitng nhiém vu quan ly.”

Ngudi sau dé trd thanh Giam doc diéu hanh cda cong ty,
Pearce, qua la... mot tham hoa cho cong ty Colgate. La mot
ngudi dién cudng theo dudi chinh sach banh truéng trong
kinh doanh, Pearce nd luc tap trung vao mot cd gang bat
thanh trong viéc hop nhat Colgate vao mot tap doan khong
10 v6i Standard Brands, Hershey va Kraft. Do chi quan tam
dén quy mo thuan tdy, Pearce phét 19 nhitng nguyén tac
can ban cda cong ty nay. Tham chi 6ng ta con chuyén tru
s@ cong ty ti Jersey City, New Jersey (noi cong ty da gan bo
V6 viéc sdn xuat xa phong su6t 81 nam) dén Chicago. Trong
thoi ky Pearce lanh dao (1928-1933), lgi titc trung binh trén
doanh sb ctia Colgate gidm hon 50% (tit 9% con 4%). Trong
cung thoi gian do, du co6 cudc dai khing hoang, 1gi titc trén
doanh s6 cda P&G van tang nhe (tw 11,6% dén 12%).

Pearce da pha vd truyén thong tu tudng cia Colgate,
nhat 1a trong viéc dbi xit khong cong bang voi cac nha ban
18, khach hang va nhan vién. Ong ta mac ca khat khe va rat
rdo riét voi cac dai ly ban 1é khién nhtiing ngudi nay budc
phai “noi loan™:

Cac ctta hang duwoc pham néi gian that su: tw lau ho
da quen vdi cac thuong lwong truyén thong cia
Colgate. Cach quan 1y cda Pearce lam cho ho rat mich
long. Do lgi nhuan cda coéng ty phu thuoc chd yéu
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vao cac san phdm vé sinh, sy quay lung cda nhiing
ctta hang nay that sy da giang cho coéng ty mot don
chi t@.3!

Cubi cung, theo tap chi Fortune, gia dinh Colgate gan
nhv bi dung ca day khi thay nhitng viéc Pearce da gay ra.
Bayard Colgate, khi d6 36 tudi, thay thé Pearce & cuong vi
CEO, doi tru s& cong ty vé lai New Jersey, c6 phuc hoi va
phat trién cong ty ciing nhu nhitng gia tri ciia né trd lai.
Tuy nhién, cong viéc nay duong nhu qua sttc doi véi ong
ta, von con tré tudi lai chua duge chudn bi dao tao dé ganh
vac mot cong viéc nhu thé. Bayard chi tai vi nam nam, sau
d6 chuyén giao cho Giam d6c kinh doanh quéc té Edward
Little. Colgate sau d6 khong bao gio dudi kip P&G dugc
nita. Trong mot thap ky sau thoi ky cia Pearce, P&G tang
truéng gap doi va dat loi nhuan cao gap bon lan Colgate.

V6i tién 1é thdm hai cda Pearce, Colgate bat dau mot
truyen thong khong may tot dep trong viéc lap ké hoach ké
thia. Giam doc diéu hanh tw 1938-1960, Edward Little,
quan 1y cong ty theo kiu gan nhu la doc tai, hoan toan
khong dat ra mot ké hoach nao cho qua trinh ké thwa. Cudi
cung, 6ng ta vé huu ¢ tudi 79, va khi dé cong ty budc phai
tritu hoi mot trong nhiing phé chd tich phu trach mang
qubc té vé lam CEO dé xdc lai mang kinh doanh noéi dia
dang xudng doc tram trong.

DPén nam 1979, mot lan nita cong ty lai gap khing hodng
nhan su khi David Foster bi Hoi dong Quan tri phé truat
khéi chitc vu Giam doc diéu hanh. Gidng nhu nhing ngudi
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tien nhiém, Foster tiép tuc truyén thong lanh dao ca nhan
tai Colgate, va diéu nay thuc té da gay can trd cho viéc lap
ké hoach cho doi ngd ké thwa. Tap chi Fortune viét:

David Foster 1am moi cach dé han ché téi da quyen
Iyc va tam nhin ctiia nguoi ké vi 6ng ta. Ong ta tim
cach dé Hoi dong quan tri khong thé ban dén van dé
ké thira. Cong ty Colgate von c6 mot luat 1é bat thanh
van rang cac nha quan 1y cao cap phai vé nghi & lita
tudi 60. Lic dé Foster da 55 tudi va ong ta tuyén bo
sé chap hanh chinh sach do, nhung doé chi la mot
tuyén bd, bdi khi nguoi dugc coi la sé ké thia 6ng ta
nhan dugc dé nghi lam chd tich mot cong ty khac,
ong ta lai tiép tuc nam gitt vi tri d6.312

Chinh 1a do sy bat on trong doi ngd lanh dao, ma trong
thap ky sau su thai hoi Foster, Colgate tiép tuc tut hau va
tham chi bi P&G bd xa hon: cd vé doanh so va lgi nhuan
ho chi con dat mot phan tu so voi P&G. Tat nhién c6 nhing
yéu té khac, chang han nhu cong tac R&D, quy md ban
hang v.v... cling gop phan vao su phat trién vuot troi clia
P&G. Nhung diém mau chét 1a & chd: Colgate da danh mat
co hoi canh tranh véi P&G tir thdi ky cda Pearce, va tiép tuc
dinh tré & nhing thoi diém chuyén tiép quan trong khac.

Tuy cing gap phai nhing kho khan va thach thic trong
viéc vugt qua dnh hudng ctia phong cach diéu hanh cong
ty theo kiéu gia dinh mét cach tuong tu Colgate, vao cung
mot thoi diém, song P&G da ding vimng, ludn c6 sy 6n dinh
vé quan tri. Trong nhitng nam 1920, khi ma anh em Colgate
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bd qua viéc phat trién doi ngd ké thia, Cooper Procter da
hét strc can than trong viéc chuan bi cho Richard Deupree
(nguoi gia nhap P&G tt ndm 1909) trd thanh Giam doc diéu
hanh céng ty. Dudi su chi dan va theo déi sat sao cia
Cooper Procter, Deupree dan dan dugc giao nhing trong
trach 16n hon, sau cung tré thanh Giam doc nghiép vu
(Chief operating officer) vao nam 1928, cung v4i nam
Colgate “dem nhing phong cach quan ly la 1am vao cong
ty”. Vao nam 1930, Deupree da thanh cong trong cuong vi
CEO - ngudi dau tién khong thudc gia dinh tré thanh CEO
trong lich s cong ty. Sau do, cing nhu Procter, Deupree
tiép tuc cong viéc ddm bao su lién tuc va tinh ké thuwa trong
doi ngd lanh dao, nhu John Smale (CEO 1981-1989) ké lai:

Deupree doéng vai tro tru cot trong viéc tiép nhan, gin
git va chuyén tiép cac tinh cach truyén thong cida
cong ty. Ong ta hoc hdi chi tit hai CEO tién nhiém cia
P&G - moOt cong ty dugc thanh lap tw... 1890. Va 6ng
ta cling biét va huéng dan bdén nguoi sau do sé lan
luot ké nhiém 6ng. Toi la mot trong s6 boén ngudi do
- t6i 1a CEO thit bay trong su6t gan mot tram nam lich
st cda cong ty.!3

P&G hiéu ré tam quan trong cua viéc lién tuc lanh dao va
phat trién cac tai nang quan tri, tt¢ d6 gitip cong ty khong
bao gid giap phdi nhitng khodng tréng vé quan ly va ké
thira & bat ky cap do nao, dong thdi luon gi vitng dugc hé
tu tudng cot 16i cda né. Dun’s Review da binh luan “Chuong
trinh phat trién cac nha quan 1y & P&G nhat quan va trai
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rong dén mic cong ty duong nhu c6 thira thai cac tai nang
quan 1y ¢ moi céng viéc, moi cap do”. Cong ty ludén cd gang
c6 dugc hai dén ba ngudi c6 nang luc tuong duong nhau
dé san sang dam nhan cac trach nhiém & mic do cao hon.
Nguoi ké nhiém Deupree, Neil McElroy gidi thich: “Viéc phat
trién va chuan bi nhan sy cho cong tac quan 1y dugc thuc
hién ¢ cong ty t¢ nam nay qua nam khac, du tinh hinh
kinh doanh t6t hay xdu. Néu khong lam diéu dé thi sém
muodn clng sé c6 mot 16 h6ng trong nhan sy quan ly, va
diéu do la diéu chung to6i khong chdp nhan”.?!

Khoang tréng lanh dao tai Zenith so véi Motorola

“Tudéng” Engene F. McDonald (con), b6 6c va la nha sang
l1ap Zenith Corporation hau nhu khong dao tao va chuan bi
bat ky mot nguoi ké vi nao khi 6ng ta qua doi vao 1958.
Nguoi phu ta than can nhat cda 6ng ta, Hugh Robertson,
luc d6 da ngoai 70 tudi, tiép nhan cwong vi Giam doc diéu
hanh. Tap chi Fortune binh luan vao nam 1960: “Zenith
chd yéu van hanh theo da tao ra bdi cac nha lanh dao tai
ba thudc vé qua khit chit khong phai tuong lai”.3's Robertson
nam gitt cuong vi nay trong hai nam roi giao lai cho nha tu
van néi tiéng bao thd Joseph Wright, ngudi da dé cho cong
ty xa roi gid tri c6t 16i vé viéc chd trong toi da dén chat
lwgng san phﬁm. Sam Kaplan, cling la m6t ngudi t¢ noi bo
cong ty, tré thanh Giam doc diéu hanh nam 1968, song bat
chot qua doi ndm 1970. Khi d6, mot khodng trong vé lanh
dao cap cao lai xay ra, va Zenith thay can tuyén dung mot
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nha quan tri cao cap t bén ngoai dé ciu cong ty. Sau mot
cudc tim kiém vat va, cong ty chon dugc John Nevin tu
cong ty Ford. Nhiém ky cda Nevin khong may thanh cong,
cong ty tiép tuc xa roi nhiing gia tri cdn ban ban dau. Nam
1979 Nevin tit nhiém, khién cyu chd tich Wright budc phai
tré lai cong ty & cai tudi 68, cd gang “dua cong ty trd lai
quy dao cua né”. Wright dua Revone Kluckman lén lam
Giam doc diéu hanh, song ciing nhu Kaplan, 6ng nay cing
dot ngoét qua doi hai nam sau do, va cong ty lai lam vao
mot cudc khung hoang lanh dao mdi.

Nguoc lai, cong ty Motorola khong hé gdp phai nhing rac
roi twong tu. Motorola 1a mét hinh mau tiéu biéu cho tinh
lién tuc va ké thwa trong quan tri, giip ho luén bdo ton
duoc cac gia tri cot 16i. Nguoi sang lap cong ty Paul Galvin
da bat dau dao tao cho nguoi con (Bob Galvin) nhiéu nam
trugc khi cudc chuyén giao quyen luc chinh thic dién ra.
Bob Galvin khdi su lam viéc & Motorola tit 1940, khi anh ta
con dang hoc trung hoc, 16 nam trudge khi tré thanh Chu
tich va 19 ndm trudc khi trd thanh Gidam doc diéu hanh
cong ty. Paul Galvin muon con trai phai that su duoc dao
tao, phat trién va trudng thanh ngay tu trong long cong ty,
va Bob da phai khéi dau bang mot vi tri rat khiém tén, voi
nhtng quyén loi téi thiéu: nhan vién phu trach kho hang.
Khi chang thanh nién Bob dén xin mot cong viéc lam thém
trong hé tai cong ty, mot nhan vién quan ly dé nghi duogc
dan anh ta t6i gdp truc tiép vién giam dbc nhan suw. Galvin
khong dong y! Anh ta muén tw minh trdi qua moi quy trinh
trong cong viéc, moi vi tri t thap dén cao, nhu moi nhan
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vién Motorola binh thuong khac. Bob Galvin ci thé trai qua
cac cong viéc trong cong ty, sau cung la cing dam nhiém
chitc vu Chu tich véi nguoi cha trong vong ba nam trudc
khi Paul qua doi. “Trong thoi gian nay, cha toéi tuyén bd
rang chung t6i sé cung hanh dong nhu la mot! Mdi ngudi
déu c6 thé ra quyét dinh va hanh dong trong bat ky van dé
nao, va nguoi kia sé ting ho”. Theo ngudi viét tiéu st cla
Paul Galvin thi viéc chuyén giao kinh nghiém ti thé hé nay
sang thé hé khac 1a mot qua trinh dién ra hang ngay, va
kéo dai t ndm nay qua ndm khac. Ngay sau cai chét cta
Paul nam 1959, Bob Galvin bat dau suy nghi vé viéc phat
trién d6i ngii quan tri va lap ké hoach ké thwra cho thé hé
tiép theo, tic 1a ong ta suy nghi vé nhiing diéu nay mot
phan tu thé ky trude khi thuc suw chuyén giao quyén luc.

Nham tang cuong quan niém vé su lién tuc trong quan
tri t& noi bo cong ty, Bob gat bd quan niém truyén thong
vé mot giam doc diéu hanh, thay vao dé, ong ta st dung
mot Ban gidm déc diéu hanh, gdom mot sb thanh vién, thuong
la ba nguoi, véi muc dich dam bédo ludn c6 nhitng ngudi co
khd nidng ddm nhiém trach nhiém lanh dao vao bat ky luc
nao. “Tuy nhién luén c6 moét sw hiéu ngdm vé thi tw ké
thira” - Galvin viét - “Chung t6i luén san sang cho nhing
thay doi khong dinh trudc trong sudét mot phan tu thé ky
[thoi gian to6i tham gia vao ban Giam doc diéu hanh do]”.

Khong chi & miic quan 1y cdp cao nhu da néi & trén,
Motorola con ap dung quan niém nay & cac muc quan ly
thap hon so v6i nhiing ban quan ly gom hai dén ba ngudi,
coi day la mot co ché chi dao cho viéc phat trién quan tri
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va dam bdo tinh lién tuc trong lanh dao § toan cong ty.
Nhan thic 16 rang diéu nay cé6 thé gay tranh cai ¢ cac nha
tu tudng vé quan tri (do6i khi bi coi 1a 1ap di, ky quai), Galvin
l1ap luan rang loi ich cda phuwong phap nay sé vugt troi so
voi chi phi bd ra, nhu 6ng ta viét nam 1991:

Dé Ban giam doc diéu hanh dat thanh céng, can c6
nhitng Gng ctt vién da ting cé kinh nghiém véi mo
hinh nay truéc dé. Kinh nghiém ndy can phai duoc
hinh thanh t nhitng nhiém vu twong tw § moi cap do
quan ly. Tuy nhién mo6 hinh nay cling c6 nhitng bat
loi. Mot s6 thanh vién don gian la khong thich no...
Poi khi nhitng thong tin 1an 16n c6 thé ndy sinh. Két
qua la mot sd ‘ban giam doc’ déi khi khong hiéu qua.
Tuy nhién néi chung la ho hoat dong tot. Chung lu6n
dem lai nhiing cau trd 1oi tot nhat cho viéc ké thia
trong quan ly, cung cap nguodn cho cac tng cit vién
giam dbc diéu hanh.3

Trong lich stt 65 nam, Motorola khong hé gap phai khing
hoang nhan sy lanh dao nhu Zenith. Du c6ng ty luoén ludn
doi méi cac san pham cda minh (ti sia chita pin cho radio
Sears dén san phadm ban dan, dén hé thong thong tin vé
tinh...), doi ngd lanh dao luén git duoc tinh lién tuc va ké
thtra, luén trung thanh véi cac gia tri cot 16i, ngay ca khi
cong ty bat chot mat di nhiing tai ning quan 1y cao nhat.
Vi du, vao nam 1993, George Fisher - mot thanh vién nong
cot clia Ban giam déc didu hanh - rdi bé Motorola dé qua
lam Giam doc diéu hanh cong ty Kodak. Néu nhu & cac
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cong ty khac, mot sy viéc twong tu c6 thé dan dén hon loan
va khodng tréng vé quan ly (Zenith da ting gip phai dieu
nay khi vai CEO cda ho qua ddi dot ngdt). Motorola khong
nhu vay. Hai thanh vién con lai cda Ban giam doc (Gary
Tooker - 54 tudi, Christopher Galvin - 43 tuéi) chi don gian
chia sé thém mot so trach nhiém mdi. Cung luc do, cong ty
bat dau mot cudc tim kiém mot thanh vién thit ba (thay thé
Fisher) ti noi bo cong ty tt mot danh sach rat nhiéu cac
Ung ctt vien day tiém nang. Trong mot bai bao tya dé
Motorola sé vdn on, cdm on!, t& New York Times két luan:
“Ong Fisher thuc ra khong can gitt bi mat viéc chuyén doi
cong ty cda minh néu biét rang Motorola da dugc chuan bi
t6t nhat dé doi pho véi mot diéu gay ngac nhién nhw thé” 37

Su hén loan trong quan ly va su suy yéu ciia cong ty

Westinghouse, Colgate va Zenith khong la nhitng vi du
duy nhat vé nhting hén loan, thiéu lién tuc trong quan 1y.
Chung toi tim thay hang loat truong hop twong tw & nhing
cong ty so sanh khac.

Vao nhing nam 1950, § Melville Corporation, Ward
Melville chot nhan ra rang 6ng ta chua hé chuan bi cho mot
nguoi nao ké vi minh cd. Do mong muén vé huu sém, 6ng
ta muén chuyén giao cho bat ky mét ai do, va da chon ra
mot giam doc sdn xuat - mot ngudi hoan toan khong duoc
chuan bi va cling khong mudn nhan nhiém vu nay. Cong
ty xudng doc lién sau d6. “Toi kinh ngac khi nhan ra cac
con s6 (vé doanh thu, tai chinh...) c6 thé gidam nhanh nhu
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thé nao khi ta chon lam ngudi” - Melville binh luan sau do.
Thé 1a 6ng ta suét mot nam tim kiém CEO tt bén ngoai dé
phuc hoi cong ty. May mén 1a sau d6 Melville da dd khon
ngoan dé ti bé cuodc tim kiém nay va quay sang chon va
dao tao mot nha quan ly tré t& ndi bo cong ty (nguosi nay
sau nay qua nhién da la mot CEO tai ba).

Cudi nam 1950, tai Douglas Aircraft, nguoi sang lap
Donald Douglas trao quyén quan ly cong ty cho nguoi con
Donald Douglas Jr, vén dugc chuan bi rat toi cho diéu nay.
“Douglas (con), don gian la khong vugt qua duge cai bong
cda ngudi cha - mot doan tiu sit viét - Ong ta coi da s6
nhitng ngudi trong doi ngd quan ly cia ngudi cha la ké thu
va tim moi cach trd dda ho... thay thé hang loat nguoi co
kinh nghiém bang nhiing ngudi an canh vdi ong ta”. Va khi
Douglas (con) duwa ban be vao nhitng vi tri then chot, nhiing
nha quan ly tai ndng lién roi bé cong ty gita luc cong ty
dang can ho nhat dé déi pho voi nhing cudc tan cong t
hang Boeing. Dau nhitng nam 1960, do khong c6 nhiing tai
nang quan tri ma Douglas da that bai trong viéc c6 dudi
kip Boeing. Sau mot cudc khing hoang 1966, Douglas (con)
danh phdi tim kiém sy gidi thoat bang mot cudc sap nhap
vGi hang McDonnell Aircraft.

Diéu tuong tu cling xay ra tai cong ty R. J. Reynolds vao
nhitng nam 1970. Giam d6c J. Paul Stitch - cyu Chu tich
cda Federated Department Stores - “da pha héng mot ké
hoach ké thtra (theo d6, mot ngudi ké nhiém vi tri chu tich
da dugc dinh trudc), va xoay x4 dé duwa chinh o6ng ta lén
lam chi tich” - theo Business Week. Stitch ddm nhan vi tri
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CEO va duwa hau hét 1a nguoi ngoai vao cac vi tri quén ly.
Sau d6, mot trong nhing “thdm hoa” to 16n nhat vé quan
ly trong lich st kinh doanh da xay ra khi Ross Johnson
(mot nguoi hoan toan xa la voi nhiing truyén thong cda
cong ty) trd thanh CEO sau khi RJR mua lai nhdn hiéu
Nabisco vao ndm 1985. Trong cudn sach day ap nhitng tai
liéu cua Bryan Burroughs va John Helyar, Ké thu trudc cia
- su sup do cia RJR Nabisco, ky nguyén ctiia Johnson cham
dit bang viéc cong ty bi cong ty tai chinh Kohlberg Kravis
Roberts & Co. mua lai (cong ty nay sau do lai dua vao mot
CEO moi).

Diéu tuong ty ciing xdy ra ¢ Ames, khi gia dinh sang lap
cong ty phai chiing kién céng stc cda minh bi tan pha béi
nhitng ngudi ngoai, dugc dua vao nhitng vi tri quan 1y do
cong ty thiéu mot doi ngd ké thwra c6 kha niang. Con & cong
ty Burroughs, do “nhitng nha quan ly méi khéng duge phat
trién trong nhing nam dudi sy ‘doc tai’ cia Ray W.
McDonald”, cong ty gap phai “mot 16 hong 16n trong cau
tric quan ly”, khién céng ty phdi “nhap khau” W. Michael
Blumenthal twr Bendix. Va nhitng truong hgp tuwong ty cling
duwoc nhan thay ¢ Chase Manhattan, Howard Johnson va
Comlumbia Pictures.

Va diéu dang ngac nhién 1a ngay ca hai cong ty hang dau
xuat sdc - Disney va IBM - ciing giap nhtng truong hop
twong tu.

0 Disney, Walt Disney khong hé dao tao nén mot nguoi
ké nhiém c6 khad nang nao, khién vao nhitng nam 1970,
cong ty that sy lung tung khi cac nha quan ly quay qua
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quay lai héi nhau: “Trong trudng hgp nay thi Walt xi ly
nhu thé nao?”. Pé vuc day cong ty, Hoi dong quan tri thué
hai “ngwoi ngoai”: Michael Eisner va Frank Wells vao nam
1984. Tuy nhién, chung t6i muén néi ré & day la cong ty
da c6 v thic toi da dé ddm bao su lién tuc vé tu tuwdng cda
cong ty ngay ca khi phai thué CEO tit bén ngoai. Ray Watson,
nguoi phu trach cudc tuyén dung CEO, chon Eisner khong
phai vi nhitng thanh tich xuat sic ctia 6ng ta trong nganh,
ma con vi Fisner hiéu ré, danh gid cao, va ung ho nhiét
thanh cac gia tri cia Disney. Mot nhéan vién Disney da noi
ngan gon: “Rot cudc Eisner con té ra mang dam chat Walt
Disney hon ca chinh Walt nita”.

Truong hop cda Walt Disney cho thay mot diém quan
trong: néu mot t6 chic can tim mot CEO t bén ngoai, hay
tim ngudi nao phu hop véi tw tudng cdt 16i ctia nod. Ho co thé
c6 phong cach quan ly khac biét, song ho phai chia sé cac
gia tri co ban ctia cong ty & nhiing miic do cidn ban nhat.

Vay c6 thé gidi thich ra sao vé quyét dinh cia IBM nam
1993, thay mot CEO duwoc dao tao tt cong ty bang mot
nguoi ngoai (Louis V. Gerstner tt R. J. Reynolds), hoan toan
khong c6 kinh nghiém gi trong nganh? R6 rang vi du nay
khong phu hgp v6i nhing gi chung téi da thay & nhing
cong ty hang dau khac. Quyét dinh cda IBM don gidn khong
c6 v nghia v6i ching toi - it nhat 1a trong pham vi chiéu dai
lich s tong cong 1.700 nam cda cac cong ty hang dau ma
chung to6i nghién ciu.

C6 1é Hoi dong quan tri IBM da hanh dong dua trén gid
dinh rang mot sv thay doi 16n can dugc thuc hién béi mot
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nguoi ngoai. Cau tra 10i cda chung toi cho gid dinh do rat
don gian: Jack Welch. Con ngudi dugc ménh danh la “bac
thay vé nghé thuat quan ly thay ddi trong cong ty trong
thoi dai cia chuing ta” da danh toan bo su nghiép phuc vu
cho cong ty da dua ong ta lén vi tri CEO. IBM thuyc chat da
c6 mot chuong trinh phat trién quan tri vao loai tot nhat
trén thé giGi. Cong ty da co tiéng tam vé viéc tuyén dung
nhitng con nguwoi dac biét tai nang. Chung toi khong tin
rang IBM khong thé ¢ duogc it nhat mot tai nang vé quan tri
thay d6i ¢d Welch trong coéng ty ctia ho. Nguoc lai, ching téi
s& rat ngac nhién néu IBM khong c¢ it nhat 1a mot ta ung cw
vién tw ndi bd cong ty, v6i trinh d6 va kha niang ngang bang
v6i bat ky ai cong ty c6 thé tuyén dung ttt bén ngoai.

Nhu da thdy & cac cong ty hang dau nhu GE, Motorola, P&G,
Boeing, Nordstrom, 3M, HP, mot cong ty hang dau khong can
phai tuyén dung cac nha quan tri cdp cao tir bén ngoai cong ty
dé nhdm toi nhiing thay déi va nhiing ¥ tudng moi. |
Hoi dong quan tri va Gy ban tim kiém tai nang quan tri

cda IBM muén c6 nhing thay doi va tién bo triét dé. Véi

Gerstner, c6 thé cong ty sé dat duoc diéu gi d6. Nhung, van

dé cot yéu dat ra cho IBM trong mot thap ky t6i day sé la:

“Liéu Gerstner c6 kha ndng gin gitt dugc tw twéng cot 16i

cda IBM cung lic v6i viec dem lai nhitng thay doi hay

khong? Liéu 6ng ta c¢6 lam dugc nhing diéu nhu Eisner da
lam cho Disney hay khong? Néu duogc, IBM mdéi c6 thé gianh
lai dugc mot vi tri danh gia trong doi ngd cong ty hang dau
cda thé gidi.
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THONG PIEP GUI TOI CAC CEO,
CAC NHA QUAN LY VA KINH DOANH

N6i don gian, két qua nghién ciu cho thay viéc thué doi
ngid quan tri cap cao tit bén ngoai sé rat kho gitip mot cong
ty trd thanh va gitt duoc vi tri hang dau cda minh. Quan
trong khong kém, r6 rang 1a cé sy nhat quan gitta viéc dé
bat tit ndi bd cong ty véi viec thuc day su thay doi.

Néu ban la giam ddc diéu hanh hoac thanh vién Hoéi
dong quan tri cda mot cong ty 16n, ban cé thé ap dung truc
tiép nhiing diéu da hoc trong chuong nay. Cong ty ctia ban
nén c6 nhitng qua trinh phat trién quan tri va 1lap ké hoach
ké thwra trong dai han nham dam bdo viéc chuyén tiép tw
thé hé quan 1y nay sang thé hé khac mot cach tdt dep.

Chung t6i mong cac ban nhd rang ngay ca cong ty Disney
- mot biéu twong cda nudc My, ting gap kho khan nghiém
trong khi Walt Disney bo qua nhitng cong viéc nay. Chung
t6i mong cac ban khong lap lai 16i 1am nhu Colgate, Zenith,
Melville, R. J. Reynolds, va Burroughs. Xin dung lam tudng
rang cach duy nhat dé dem lai nhitng thay doi va tién bo
1a viéc dua vao t0 chitc nhiing “ngudi ngoai” - nhitng ngudi
nay c6 thé sé lam chéch huong hoac pha héng tu tudng cot
16i cda t6 chitc. “Chiéce chia khoa vang” & day 1a dao tao va
dé bat nhitng ca nhan xuat sac t ndi bé céong ty lén nhing
vi tri quan 1y cap cao, vi chi c6 ho méi vira c6 thé thic day
thay doi va phat trién, vita gin gitt duoc nhitng gia tri cot
16i cda cong ty.
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Néu ban 1a nha quan 1y, chuong nay van c6 thé dem lai
nhing thong tin httu ich. Néu muén xay dyng mot phong,
ban, hoac nhém lam viéc xuat sic trong mot cong ty 16n,
ban van c6 thé nghi dén viéc phat trién quan Iy va lap ké
hoach cho do6i ngd ké thia, di nhién la ¢ quy m6é nhé hon.
Gi4 st ban bi tai nan, ai sé thay thé ban diéu hanh phong,
ban d6? Phdi lam gi dé dao tao nhiing nguoi sé ké nhiém
ban? Ban da lap ké hoach gi cho viéc chuyén giao tron tru
va “trong trat ty” nhitng trach nhiém va cong viéc, mot khi
ban dugc thang tién 1én nhing cap quan 1y cao hon? (Ban
c6 thé hédi ¥ kién va kinh nghiém vé cac budc thuc hién ti
nhitng cap quan 1y cao hon!). Cudi cing, néu cong ty that
s phu hgp v6i ban, nén ¢6 géng rén luyén va phan dau
trong chinh cong ty dé hon la doi cong viéc lién mién, hét
t noi nay sang noi khac.

Con ddi voi cac doanh nghiép nhd thi sao? R6é rang mot
cong ty quy mo nhd khong thé co quy trinh chon lya ra
mot nguoi ké nhiém ttt mot danh sach chin muoi sau nguoi
nhv G cong ty GE dugc. Tuy nhién, cac cong ty vira va nho
van c6 thé dao tao cac nha quén 1y va lap ké hoach cho viéc
ké thua trong cong ty. Hay luu y: Motorola van con & quy mo
nhé khi Paul Galvin bat dau dao tao ngudi con trai tré thanh
Giam dbc diéu hanh. biéu tuong tu cling xdy ra trong cac
cuoc chuyén giao mang tinh chat gia dinh trong nhitng ngay
dau & cong ty Merck, P&G, J&J, Nordstrom va Marriott. Sam
Walton bat dau suy nghi vé viéc qudn ly cong ty trong
tuong lai khi 6ng ta méi chi c6 50 cita hang. Bill Hewlett va
David Packard bit dau cac chuong trinh phat trién quan 1y
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va nhitng ké hoach sau sac cho doi ngli ké can ti nhing
nam 1950, khi HP md&i c6 500 nhan vién ma thoi.

Diéu thu vi 1a ¢ chd da s6 cac “kién tric su”, cac nha
sang lap cda cac cong ty hang dau déu tai vi trong mot thai
gian twong doi lau (trung binh 32,4 ndm), nho vay hau nhu
khong c6 cong ty nao trong danh sach nay phai doi mat véi
nhitng van dé vé ké thwa khi cong ty dang con non tré! Tuy
nhién, rat nhiéu nha sang lap noi trén da lap ké hoach cho
viéc chuyén giao cho thé hé quan 1y ké tiép thuc sy dién ra.
biéu d6 doi héi mot tam nhin xa, mot quan diém mang tinh
dai han. Nhitng nha kinh doanh mudn xay dyng mot cong
ty xung quanh mot y tudng vi dai, phat trién nhanh, dat loi
nhuan cao, roi chuyén giao cong ty cho nhiing nha quan ly
chuyén nghiép tit bén ngoai, nhitng nha kinh doanh nhu
vay sé kho c6 kha nang tao dugc nhitng cong ty c¢d nhu HP,
Motorola, GE hay Merck.

Trén quan diém xay dung mot cong ty truong ton, van dé
khong don gian chi la theo doi, quan sat hanh dong hién
tai cda cong ty, dudi sw dieu hanh cda thé hé quan ly hién
tai. VAn dé cot yéu 1a & chd: liéu cong ty sé van hanh nhu
thé nao & nhitng thé hé quan 1y sau d6? Moi nha lanh dao,
du tai ba dén may, roi ciing sé qua doi. Nhung mot cong
ty that sy thanh cong, mo6t cong ty co tam nhin xa sé van
hanh t6t qua nhiéu thé ky, lién tuc theo duéi cac muc tiéu
dé ra, luon thé hién nhing gia tri cot yéu cda no6 du & dudi
su lanh dao cda bat ky ca nhan quan 1y nao.
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CHUONG CHIN

KHONG BAO GIG HAI LONG
vOI THANH QUA DPAT PUQGC

Gin gitf
cai cot I6i

Thic diy

sy tién bo

bung chi quan tam dén viéc c6 vuot qua nhitng ngudi cung
thoi hay nhitng nguoi di trugc. Hay c6 vugt qua chinh ban
than ban - vuot 1én chinh minh.

WILLIAM FAULKNER3!8

Nguoi ta thuong noi voi cha toi: “Ong da lam rat tot.
Gio dén luc ong c6 thé nghi ngoi dugc roéi”.

Cha t6i tra 1di: “O khong! Toi phai tiép tuc lam viéc,
va lam viéc t6t hon nita.”

J. WILLARD MARRIOTT (con),
Chu tich Marriott, 1987319
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au hoi dat ra d mot cong ty hang dau khong
phdi 1a “Chung ta da lam t6ét dén dau?” “Chung ta c6 thé
lam t6t nhu thé nao?”, hay “Chung ta can lam t6t dén muc
nao dé cé thé canh tranh thanh cong?”; ma phai la “Lam
thé nao dé ngay mai ching ta lam tot hon hom nay?”. Hon
thé ntta, cac cong ty hang dau da coi cau héi trén nhu mot
phong cach suy nghi va hanh dong. Nhiing thanh qua xuat
sac khong phai 1a muc dich cudi cung, ma chi 1a két qua cda
mot qua trinh lién tyc ty cai tién dé tién bo mai mai, va dau
tu cho twong lai. 3 mot cong ty nhu vay, khong cé dich dén
cu6i cung, khong bao gid c6 thé coi 1a da hoan thanh st
ménh, dung lai va tdn hudng cac thanh qua dat dugc.
Chiing to6i phat hién ra rang cac cong ty hang dau thé
gidi dat dugc vi tri cia ho trén thi truong khong phai boi
nhitng bi quyét kinh doanh hay mot kha nang siéu viét nao
ma chu yéu la do mot diéu rat don gidn: Ho luén ddt ra
nhitng yéu cdu rdt cao cho bdn thdn. Viéc dat duoc va git
ving vi tri hang dau doi héi rat nhiéu yéu té6 nhu ky luat,
lam viéc cat lyc va ludén c6 xu hudng chéng lai mot cach
kién quyét su ty man trong cong viéc. Nhu J. Willard Marriott
(cha), da tong két khi hoi twéng vé nhing thanh cong cida
cong ty:

Ky luat 1a diéu quan trong nhat. Khong c6 ky luat sé

khong c6 tinh cach. Khong c6 tinh cach sé khong co
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tién bo... Nghich canh tao co hdi cho chung tdi phat
trién. Chung t6i luon dat duoc nhing diéu chung toi
phan dau. Néu gip van dé va vuot qua dugc nhing
van dé do, chung toéi sé trudng thanh hon vé tinh
cach va nhitng pham chat mang t6i thanh cong.2°

Trong thap ky 1980, “tién bo khong ngung” tré thanh
mé6t khau hiéu trong quan tri. Nhung dobi véi cac cong ty
hang dau, khau hiéu nay khong cé gi 1a méi, tham chi tinh
than noéi trén da dwoc duy tri hang thap ky qua. Chang
han, tinh than “tién bd khong nging va lién tuc” da duoc
William Procter va James Gamble thyc hién t¢ nhitng nam
1850. Tai cong ty 3M, Willam McKnight ap dung diéu dé tu
nhing nam 1910. J. Willard Marriott ap dung ngay tw khi
méi mG quay ban bia dau tién vao nam 1927. David Packard
lam diéu tuong ty t nhing nam 1940.

Céac két qua nghién ciu cda ching toi cing ¢ quan niém
“tién bd khong ngung”, song day khong phai 1a mot chuong
trinh hay khai niém thoi thugng vé quan tri. G mot cong ty
hang dau, d6 phai la mot phong cach séng, mot tap quan
dugc thé ché hoa va an sau vao cau tric cda to chie, duge
cing c6 béi nhitng co ché hitu hinh khién ngudi ta khong
bao gio hai long vai thuc tai. Hon nita, cac cong ty nay ap
dung khai niém “tuy hoan thién” theo mot nghia rong hon
nhiéu: dau tv dai han cho tuong lai, dau tu phat trién
ngudn nhan luc, van dung sang kién va cong nghé méi. Noi
mot cach ngén gon, diéu d6 c6 nghia 1a lam moi cach dé
ngdy mai céng ty manh hon, tot hon ngay hom nay.
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CO CHE “KHONG BANG LONG”

C6 1& ban da c6 an tugng rang cac cong ty hang dau
khong hé 1a mot noi lam viéc dé dang, thodi mai cho moi
ngudi. An twgng d6 chinh 1a diéu ban cAn c6 khi lam viéc
0 nhitng coéng ty nay.

Su thodi mai khong phai la muc tiéu clla mot cong ty hang dau.
Cac cong ty nay ap dung nhiing co ché nghiém ngat dé loai bd
hoan toan su tv man, bang 1dong véi nhiing thanh qua dat duoc
— tr do tao didu kién cho viéc thic ddy nhing thay di va tién
bd trudc khi moi truong bén ngoai doi hoi.

Giéng nhu nhitng nghé si hay nhting nha phat minh vi
dai, thanh cong cda cdc cong ty hang dau chinh 1a do
khoéng bao gid ho hai 1ong véi chinh minh. Ho hiéu rang su
théa man dé dua t6i ty man, kiéu ngao, tw do tat yéu dua
t6i suy gidm va that bai. Van dé & day la lam thé nao dé
tranh ty man, tiép tuc duy tri ky luat va tinh than ngay khi
cong ty da dat dugc nhitng thanh cong nhat dinh va da leo
lén vi tri hang dau trong linh vuc ctia minh. Lam cach nao
dé mot céng ty co thé duy tri mai mai ngon hta nhiét tinh
trong toan bd nhan vién, ngon hita thuc de”{y ho luén khong
hai long v6i két qua dat dugc, ludn tién vé phia trude, im
kiém nhtng dinh cao mdi?

Richard Deupree & cong ty P&G da ban khoan véi chinh
nhitng cau hdi nay, luon lo lang rang nhing thanh cong
cda cong ty hoi dau thé ky XX sé lam cho cong ty trd nén
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ty man, kém nang dong. Phai lam gi bay gio? Ong ta c6 thé
doc nhiing bai dién van hung hon kéu goi moi nguoi tiép
tuc nang cao tinh than va ky luat trong cong viéc. Ong ta
cling c6 thé dwa ra nhimg canh bao vé nguy co ty man.
Hodc hon nita, c6 thé gap riéng cac nha quan ly trong cong
ty de truyen dat cho ho nhitng gia tri cda su ty hoan thién
va su thay doi. Nhung Deupree hiéu rang dé tiép tuc phat
trién, cong ty can mot diéu gi d6 hon 1a nhiing ¥ dinh tot
dep don thuan ma thoi. Ong ta muén c6 mot phuwong phap
hitu hiéu dé lién tuc thuc day su phat trién t bén trong
cong ty.

Vi vay, Richard Deupree hét siic ing ho mot dé nghi cda
giam dbc tiép thi, Neil McElroy vao nam 1931. Day la mot
dé nghi rat tao bao va cap tién, dé xuat hinh thanh moét co
ché quan ly nhan hiéu, theo d6, cac nhan hiéu hang hoa
khac nhau ctia P&G sé truc tiép canh tranh véi nhau nhu
thé ching duogc nhitng cong ty khac biét san xuat ra. Cong
ty P&G von da c6 nhan lyc hang dau, san pham hang dau,
tiép thi hang dau; vay tai sao lai khong dé cho nhitng thi
“hang dau” d6 canh tranh truc tiép voi nhau? Néu dong luc
canh tranh t thi truong la chwa dd manh, tai sao chung
ta khong tao ra mot hé théng canh tranh noi bd khién cho
khong phong ban nao, khéng nhan hang nao cé thé tw hai
long va ngd quén trén chién thang? Pugc ap dung ti dau
nhting ndm 1930, co ché canh tranh gitta cac nhan hiéu
no6i trén da tré nén vo cung hiéu qua trong viéc thic day
nhing thay déi va tién bo t noi bd cong ty. Co ché nay t4
ra thanh cong dén mic hau nhu moi cong ty san xuat hang
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titu dung & My, ké cd Colgate, déu hoc theo va ap dung
bang cach nay hay cach khac, chi c6 diéu la gan ba thap
ky sau d6 ma thoi.’

Van dé ¢ day khong phai 1a viec mot cong ty can tao ra
co ché canh tranh noi bd dé lién tuc phat trién. Van dé 1a
& chd cong ty can tao ra nhitng co ché “khong bang long”
dé dau tranh v6i tiém nang tw man - mot can bénh kho
tranh khéi & cac cong ty, cac té chirc kinh doanh thanh dat.
Canh tranh néi bo chi la mot trong nhing co ché c6 thé ap
dung ma théi. Ngoai ra, ching téi con quan sat thay nhiéu
co ché khac cling dugc ap dung & nhitng cong ty hang dau.

Trong nhitng nam 1950, céng ty Merck ap dung chién
luge chi dong chap nhan t bd thi phan doi véi cac sdn
phé{m khong dem lai 1¢i nhuan cao; bang cach do, tu budc
minh phai duwa ra nhing cai tién dé tiép tuc tang trudng.
Tuong tu nhu vay, Motorola theo phwong cham “doi méi
hay 1a chét”, san sang loai bd cac san pham tuy c6 doanh
s6 cao song thi truong da té ra bdo hoa va khong con kha
nang phat trién; bang cach d6 budc phdi tim cach phat
trién cac san phadm mdi. (Chud tich Robert Galvin da git lai
mot chiéc radio (loai stt dung trong xe hoi) cudi cung san
xuat tai cac nha may ctia cong ty tai My nhu 1a dé ky niém
va nhac nhd rang “Motorola la ngudi di tién phong trong
linh vuc cong nghé cao”). Cong ty Motorola da bu dap phan
thiéu hut néi trén bang co ché “ban dd céong nghé” - mot
dung cu httu hiéu cho phép danh gia nhing tién bo vé
cong nghé so véi cac doi thu canh tranh, dong thoi du bao
nhu cau thi trudng trong muoi ndm toi.
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General Electric cling thé ché héa mot chinh sach tuong
ty bang mot quy trinh cu thé. Tung nhém nhan vién gap
gd va tranh luan vé nhing co hoi dé phat trién, sau dé dua
ra nhing kién nghi. Cac nha quan 1y khong duoc phép
tham du vao nhing cudc tranh luan, song ho budc phai ra
nhitng két luan va quyét dinh vé nhing kién nghi trén ngay
lap tic, truGc mat tat cd nhom nhan vién - nguoi quan ly
khong thé tréon tranh, chan chi trong nhing tinh hudng
nay duagc.

V6i cong ty Boeing, tinh than khong bao gid hai long
duoc thé hién qua mot quy trinh 1ap ké hoach dugc ching
toi goi bang tén “mat ké thu”. Quy trinh nay doi héi cac nha
qudn 1y 1ap ra cac chién lugc... tAn cong va tiéu diét Boeing
nhu thé ho dang lam viéc cho mot doi thd canh tranh vay.
Diém yéu nao cé thé loi dung? Piém manh nao cé thé phat
huy? Thi truong nao dé dang tham nhap? Dua trén nhitng
diéu do6, Boeing sé dap tra nhu thé nao?

Trong nhiing nam dau tién ctia Wal-Mart, Sam Walton da
st dung cac sO cai véi titu dé “vuot qua ngay hom qua”
(cac cudén s6 nay theo déi va so sanh doanh s ban hang
hang ngay vdi cung mot ngay cia nam trude do). Bién
phap nay dugc ap dung dé thuc day su phat trién lién tuc
cua cong ty.

Cong ty Nordstrom lai tao ra mot moi truong lam viéc bat
budc moi nhan vién phdi phan dau khong ngung. Chi sb
SPH (doanh s6 ban hang theo gid) do luong mic do hoan
thanh coéng viéc cda moi nhan vién so voi nhiing dong
nghiép ctia ho; vi thé khong bao gid mot nhan vién dugc
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phép bang long va “nghi ngoi”. Cong ty cling quan tam dén
nhitng phan hoi tt khach hang, dong thoi tao ra nhiing lién
két gitta ché do thudng phat v6i nhitng phan hoi do. Hay
nghe Bruce Nordstrom giai thich:

Néu thuyc su ldng nghe khach hang, ban sé thdy ho
khong bao gid hoan toan hai long. Ho sé cho ban biét
ban lam diéu gi chua tot, va diéu nay budc ban phai
c6 gang lam t6t hon. Toi nghi chung ta da dugc bao
chi ca ngoi qua nhiéu vé chat lugng dich vu, dén mic
chung ta tin rang chung ta quan trong hon khach
hang. P6 chinh 1a Iic ching ta sup do!

Hewlett-Packard cling c6 truyén théng danh gia va xép
hang nhéan vién trong mdi twong quan so sanh vdi cac
nhan vién khac. Trong cac bubi hop xép hang cac nhom,
cac nha quan ly sé tranh cai v6i nhau, ai cting mudn nhan
vién cda minh duoc xép hang cao nhat. Qua trinh tranh
luan sé tiép tuc cho dén khi moi nha quan ly dong y vdéi
nhau vé moét thtt tv danh gia tr cao xuéng thap. R rang
do la mot qua trinh cang thél’lg va khac nghiét, khong cho
phép ai duoc théa man véi thanh tich hién tai néu muodn
con duoc tiép tuc xép hang cao.323

HP cling ap dung mot co ché mang tén “trd tién ngay”
nham han ché cac khoan vay no dai han cda cong ty. C6
vé nhu diéu nay di nguoc lai v6i cdc khuén mau vé tai
chinh - mot cong ty nhuw HP can cé cac khodn vay dé toi da
hoa gia tri cda n6. Nhung mot khuén mau nhu vay sé
khong thé dem lai tac dung noéi tai nhu chinh sach “khong
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vay ng”: do 1a viéc nang cao ky luat. Véi viéc t choi cac
khodn cho vay dai han, cong ty budc phai ty tim cach tai
tro cho ti 1é tang trudéng trung binh hdng nam lén t6i trén
20% (d6 1a chua ké dén viéc dau tu 10% doanh s6 vao R&D).
Mot co ché nhu vay cé thé bi coi la bat hop 1y song né tao
diéu kién cho viéc xay dung mot doi ngd cac nha quan ly
c6 ky luat cao, c6 thé hoan thanh coéng viéc hiéu qua trong
nhiing diéu kién rat han ché nhu & cac cong ty nhd va thiéu
von vay. Mot pho chu tich HP da miéu ta:

Triét 1y nay [‘trd tién ngay’] tao ra mot ky luat to lén
trong cong ty. Néu ban mudn cai tién, ban phai tu
than van dong. Piéu d6 c¢6 anh huéng manh mé nhat
trén toan b cong ty”.’3*

Con céac cong ty so sanh thi sao? Chung to6i khong thay
c6 nhitng bang ching cho thdy ho ap dung nhiing co ché
“khong bang long véi nhitng thanh qud dat dugc” & muc do
ngang véi cac cong ty hang dau. Y thic vé ty ky luat khong
dugc thé hién mot cach nhat quan trong sudt lich st cda
nhiing cong ty nay. Chung t6i con thady mot s6 cong ty so
sanh tham chi chon nhitng con duong dé dang, nham téi
nhitng muc tiéu ngan han ma bd qua nhitng muc tiéu dai
han - dieu khong bao gi®d xdy ra ¢ cac cong ty hang dau.
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XAY DUNG CHO TUONG LAI
(VA HOAT DPONG TOT TRONG HIEN TAI)

Hay hinh dung ban dang & vi tri cda Bill Hewlett va
David Packard vao nam 1946. Ban c6 mot cong ty nho,
chua t6i muoi ndm tudi. Thu nhap cda cong ty méi giam
50% do mat cac hgp dong véi gidi quan su khi Thé chién
thtt hai két thuc. Ban gip kho khan nghiém trong vé luong
tien mat, khong cé trién vong nao trén thi truong dé giai
quyét ngay van dé nay. David Packard miéu ta tinh trang
cu thé nhu sau:

Chiing t6i vui mung vi chién tranh da di qua, song
cling nhan ra rang cong ty phai doi mat véi nhiing
van dé hét sic nghiém trong. Doanh s6 gidm mot nita
vao nam 1946, va ching t6i da rat lo lang, khong biét
liéu cong ty c6 thé cam cy va ton tai tiép hay khong
nia?3?°

Néu 1a ban, ban sé lam gi? Va ban nghi ho sé lam gi?
Trude hét ho cat gidm 20% nhan su khi cac hop dong véi
Chinh phd khéng con. Sau d6 ho quyét tam khong bao gio
dé cong ty phdi qua phu thuoc vao cac hop déng kinh
doanh vé6i Chinh phd, von rat bap bénh, lic c6 hic khong.
Hewlett va Packard khong chi ding lai & d6. Ho quyét
dinh mot bién phap tao bao, kién quyét va c6 tdm nhin xa
d6i véi mot cong ty nhd, vira bi sut giam 40% doanh so.
Bién phap do6 la gi? Nhan ra rang da s cac t6 chic dugc

KHONG BAO GIO HAI LONG VOI THANH QUA DAT BUGC
359



tai tr¢ bdi Bd quoc phong déu dang gdp kho khan, HP
quyét dinh tan dung co hoi, tim kiém va tuyén mo nhing
nha khoa hoc, k¥ su tai ndng dang lam viéc cho cac phong
thi nghiém - nghién ciu do Chinh phd tai tr¢ trong chién
tranh. Ho cling quyét dinh git lai nhing tai ning xuat sac
trong cong ty, khong cat gidm nhan su doi véi nhitng ngudi
nay dé huéng tdi nhiing muc tiéu trong twong lai. Packard
giai thich:

Du kinh doanh dang di xudéng, cong ty van quyét
dinh tuyén dung nhitng k¥ su tré va cé tai. Chung toi
da tuyén dung Ralph Lee, Bruce Wholey, Art Fong va
Horace Overacker va nhitng nguwoi tai khac ngay Iuc
do vi ching toi tin rang d6 1a thoi diém thich hop dé
cong ty c6 dugc nhitng ngudi gidi thuc sy vé chuyén
mon va ky thuat.’2¢

Diéu dang noi trong quyét dinh nay la viéc chinh Hewlett
va Packard ctiing khéng dam chic liéu viéc kinh doanh
trong thoi gian dau sau chién tranh cta céng ty c6 du dé
trang trai chi phi cho cac nhan vién tai nang cda ho hay
khong. That sy day la mot canh bac 16n! Cong ty da phai
vat 1on dé ton tai trong thdi gian do, va chi dén nam 1950
moéi c6 thé tang trudng véi toc do cao. Nhung chinh quyét
dinh dau tv v6i tam nhin xa t&¢ nam 1946 da dem lai
nhing két qua vo cung toét dep trong hai thap ky sau, khi
ma doi ngd ky su cia HP lién tuc gidi thiéu hang loat san
phdm mdi, tat ca déu mang tinh cai tién k¥ thuat va déu co
kha nang tao ra lgi nhuan cao.
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Khi cong ty phat trién, Bill Hewlett va David Packard van
thuong xuyén nhan manh tam quan trong cuia viéc khong
bao gi¢ tt bd nhitng nguyén tac vé muc tiéu va loi ich dai
han dé doi lay nhing thanh cong va lgi nhuan trong ngan
han. Vi du, vao nam 1976, David Packard da tuyén b6 bat
ct khi nao phat hién ra mot nhan vién vi pham nhitng
nguyén tac dao dic cda cong ty chi dé nham tang nhanh
loi nhuan ngdn han cda mot phong, ban nao do, ca nhan
do6 sé lap tic bi sa thai, du trong bat ky hoan canh nao, du
phong ban d6 phai chiu bat ky hau qua nao! Theo quan
diém cuda Packard, uy tin ciia cong ty HP can duoc bao vé
trong moi hoan canh. Tuy nhién, Hewlett va Packard ciing
khong bao gid quan niém sai lam vé nhing muc tiéu dai
han, coi do6 la 1y do bién minh cho viéc tranh né sic ép va
tha 16ng trong ngan han. P& minh hoa cho diéu nay, xin
dugc trich lai dudi day hai cau néi cda Packard vdi cac
Giam doc cda HP vao thap nién 1970.

David Packard
Trén quan diém 50 nim

David Packard
Trén quan diém mét nim

“Néu chung ta tiép tuc theo dudi cac
nguyén tac da dem lai thanh cong
cho cong ty suét 50 nam qua, diéu
chac chan 1a chung ta sé lai tiép tuc
thanh cong trong 50 nam t6i. Nhan
danh Bill va nhan danh ca nhan t6i,
ching t6i muén noéi rang ching toi
hét strc ty hao vé nhitng viéc cac ban
da va dang lam; va chung t6i hi vong
cac ban sé lam t6t hon nita trong
tuong lai.”??”

“Tao ra 1gi nhuan hom nay ciing dé
dang nhu tao ra lgi nhuin ngay mai.
Nhitng hanh déng dan téi viéc gidm
loi nhuan trong ngan han véi hi vong
tang 1oi nhuan trong dai han thuong
hiém khi thanh céng. Nhitng hanh
dong nhu thé thudng chi 1a két qua
cda nhitng wéc mudn binh thudng,
va hau hét 1a khong gitup dat duoc
két qud cao nhat trong kinh
doanh.”32¢
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Cong bang ma ndi, Patrick Haggarty (dong su voi Packard
& cong ty Texas Instruments) ciing diéu hanh cong ty véi
tam nhin xa, huéng vé cac muc tiéu dai han. Va ong ta
cling da tién hanh tuyén dung nhing nha khoa hoc hang
dau t cac phong nghién cttu vao nam 1946 - du ding la
TI khong gap phai nhitng khé khan tai chinh ¢& nhu HP.

Tuy nhién, sau khi Haggarty qua doi, TI da khong thé
theo duoi nhiing thach thitc to 16n tw HP, d6 la viéc vira
huéng t¢i muc tiéu dai han (cai nhin Vé... nAm muoi nam
tdi), vita hoat dong hiéu qua trong ngan han. Khac HP, vao
nhting nam 1970, cong ty TI bat dau tung ra nhing san
pham hang tiéu dung gia ré, tién hanh cac chién dich gidm
gia manh (gay anh hudng 16n t6i cac dai ly, cac nha phan
phdi) nham nang cao thi phan. Theo 16i mot nha buén nam
1979 thi “TI ¢ gang gidm gia toi da dén mmic doi khi gidm
ca chat lwong hang héa xudng!”. Chién lugc nay that bai,
gay cho TI nhing khodn thua 16 16n va ca lam anh huéng
xau dén uy tin va tén tudi cong ty. Trong lic HP luén giit
vitng dugc cac muc tiéu ngan han va dai han, thi sy dién
cuong theo dudi mot cach quy mé va tang trudng trong
ngan han cda TI da lam x6i mon nén tang va tén tudi cong
ty nhu la mot trong nhing hing da sang tao ra cac san
pham c6 cai tién ky thuat véi chat lugng cao, tt do gay tac
hai nghiém trong dén vién cdnh tuong lai cda cong ty.

Sy tuwong phan gitta HP va TI thé hién mét trong nhing
khac biét co ban gitta mot cong ty hang dau va mot cong
ty so sanh. Cac cong ty hang dau luén dau tu, xay dung va
quan ly huéng vé dai han & mot mic do cao hon so véi cac
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cong ty so sanh. Khai niém “dai han” ¢ day khong chi la
nam nam hay mudi nam ma phai la hang chuc nam - nam
muoi ndm hodc hon thé ntta. Cung véi cac wu tién va chién
luge dai han, cac cong ty hang dau van khong bao gid sao
nhang viéc dat két qua kinh doanh that tot trong ngan han.

O cac cong ty hang dau, cac nha quén Iy khong chdp nhan viéc
phai chon lua gita két qua trong ngan han va thanh cong trong
dai han. Trén hét, ho hudéng su phat trién clia cong ty vé dai han;
cung lic d6, ho van tuan thd nhiing yéu cau rat cao ddi véi cac
muc tiéu ngan han.

Mot 1an nita, chung toi xin nhac lai: Sy thodi mai, tu hai
long khong bao gic 1a muc tiéu cda mot cong ty hang dau.

Pau tu nhiéu hon cho dai han & cac céng ty hang dau

Khi quan sat mot cach c6 hé thdng tat cd cac cong ty
trong pham vi nghién citu, ching t6i nhan thay cac cong ty
hang dau dau tu cho twong lai & mic do6 cao hon so véi
nhing cong ty so sanh. Phan tich cac bao cao tai chinh
thuong nién ké tir nam 1915, chuing to6i phat hién ra rang
cac cong ty hang dau dau tu vao tai san mdi, nha may, vat
tu thiét bi (tinh theo ti 1é % trén doanh s6 ban hang hang
nam) nhiéu hon cac cong ty so sanh (13/15 cdp so sanh).
Cac cong ty hang dau gitt lai 1oi nhuan dé dau tu nhiéu
hon, trd co tic it hon (12/15 cap so sanh, va mot cap so
sanh ntta cho két qua gan tuwong duong) (xem bang A.10,
Phu luc 3).

KHONG BAO GIO HAI LONG VOI THANH QUA DAT BUGC
363



RAt it cdc cong ty hang dau tinh chi phi Nghién cttu va
Phat trién (R & D) thanh mét khoan chi phi riéng, va mot
sO cong ty (nhu Wal-Mart va Marriott) tham chi con khong
hé c6 loai chi phi nay. Tuy nhién, trong cac cap so sanh ma
ching t6i c6 thong tin, cac cong ty hang dau luon dau tu
vao cobng tac nghién cttu va phat trién ¢ mot mitc do cao
hon (8/8 cap so sanh, tinh trén ty 1é dau tu vao R&D trén
doanh sé ban hang). Trong nganh duoc pham, noi ma cac
nghién ctu 1a yéu té6 quan trong nhat cho thanh céng cda
mot cong ty trong dai han, so véi cac cong ty so sanh, cac
cong ty hang dau dau tu vao R&D nhiéu hon han: hon
30% doanh s6 ban hang. Vi du, cong ty Merck ludén cé ty
1é dau tu vao cac nghién cttu cao hon Pfizer ti thap nién
1940, va cao hon bat ky mot cong ty nao khac trong
nganh dugc phdm ti cudi nhitng ndm 1960 - diéu nay
gidi thich tai sao Merck chiém duoc vi tri hang dau trén thi
truong vao nam 1980.

Cac cong ty hang dau ciing tich cyc dau tu vao ngudn
nhan lyc, théng qua chinh sach tuyén dung, dao tao, cac
chuong trinh phat trién chuyén nghiép khac. Merck, 3M,
P&G, Motorola, GE, Disney, Marriott va IBM déu c6 nhing
dau tu rat lén vao cac “truong dai hoc” va “trung tam dao
tao” trong noi bo cong ty. (Cac cong ty so sanh cling dau
tw vao linh viyc nay, song... it hon va mu6n hon). M6t vi du:
Cong ty Motorola hudng tdi viéc dao tao cho moi nhan vién
40h/mo6t tuan hang nam, yéu cau moi phong ban danh
1,5% quy luong vao viéc dao tao. Tat ca cac nha quan ly &
Merck phai tham dy mot khéa dao tao ba ngay vé cac ky
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thuat tuyén dung va phéng van, trong dé Giam doc diéu
hanh Roy Vagelos thuong bat dau véi cau héi: “Gan day
ban da tuyén dung ai?” N6i chung, ching t6i quan sat thay
cac cong ty hang dau ap dung cac quy trinh tuyén dung va
phéng van chuyén nghiép hon, ki luéng hon cac cong ty so
sanh, diéu nay doi héi mot sy dau tw vé thoi gian mang
tinh chuyén nghiép va quan 1y cao. Chang han, tai HP, cac
tng ct vién thuong dugc phdéng van bdi tam nguoi khac
nhau tai phong ban noi anh ta sé dugc nhan vao lam viéc.

Cudi cung, cac cong ty hang dau dau tu sém hon, manh
hon trong céac linh vic nhu cong nghé mdi, bi quyét ki
thuat, phwong phap quan tri, cac thyc hanh mang tinh cai
tién, m&i mé. Thay vi doi thi truong va nhitng yéu to bén
ngoai doi hoi phai thay doi, cac cong ty hang dau thuong
di dau trong viéc ap dung nhitng cai tién, hon 1a cac cong
ty so sanh. Trong sudt lich st cia minh, cong ty GE ludn
ap dung nhtng phuong phap quan tri tién tién - quan tri
theo muc tiéu, phi tap trung hoda, trao quyén cho nhan
vién, sém hon 1a déi thi Westinghouse. GE thuc su 1a cong
ty tién phong trong linh vyc nay. Nam 1956, GE cho xuat
ban va phat cho tat cd cac nha quan 1y tai cong ty mot
cudn sach hai tap c6 tya dé: Mét s6 dong gop co bdn cho
qudn tri chuyén nghiép. Cuén sach gom 36 bai viét vé
nhitng tv twdéng quan tri quan trong nhat hién nay, nham
giip cho viéc phé bién thanh cong nhing ¥ twdng quan tri
cho moi thanh phan cda GE.

Merck 1a mot trong nhing cong ty My dau tién ap dung
quy trinh TOM (quan 1y chat luong toan dién) “khong c6
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khiém khuyét” t& nam 1965. Merck ciing la cong ty dau
tién ap dung k¥ thuat phan tich tai chinh “State-of-the-Art”
(mo6t k¥ thuat dya theo hé th6ng may vi tinh Monte Carlo,
cho phép lap cac quyét dinh chién lugc cho mot tuong lai
rat xa). Philip Morris da ap dung cong nghé “State-of-the-
Art” nhanh hon déi thd R. J. Reynolds trong thoi ky quyét
dinh vao khoang 1960-1985. Motorola luén ap dung nhtng
cong nghé mdi, c6 khd nang quan trong trong tuong lai,
con Zenith ngugc lai, luén tranh né diéu do6 va chi ap dung
khi thi truong bat budc! Walt Disney c6 “théi quen” dau tu
vao cong nghé madi trong nganh san xuat phim, mau chéng
nam bat co hoi, trong khi cac ddi thi cda ho luon qua lo lang
khi xem xét nhitng tré ngai c6 thé xay ra. Citibank luén dau
tu vao nhing phuong phap quan tri méi sém hon nhiéu so
vGi Chase Manhattan (doi khi sém hon dén... 30 nam).

Nhitng bién phap dugc Citibank ap dung s6m hon so vdi Zenith

- Bao cao ké hoach kinh doanh theo timg bod phan

- Tra luwong theo thanh tich

- Cac chuong trinh dao tao quan tri

- Cac chuong trinh tuyén dung ti cac truong dai hoc

- T6 chic theo nganh (khong phai theo khu vuce dia 1y)
- DPiéu 1é theo qudc gia

- May rut tién tw dong (ATM)

- Thé tin dung (Credit Card)

- Chi nhanh ban 1é

- Chi nhanh & nudc ngoai
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Cac cong ty so sanh khong chi chdm hon, ngan ngai hon,
ma trong mot sd truong hop cac céng ty ndy con né tranh
viéc dau tu cho twong lai, hay bon rut céng ty vao nhing
thoi diém quyét dinh trong lich s@. Vi du, trong nhiing nam
1970 va 1980, trong khi Philip Morris lam moi cach dé dat
vi tri s6 mot (xem chuwong néi vé BHAG), nhitng nguoi diéu
hanh cong ty R. J. Reynolds lai sit dung cong ty nhu mot
bé phong dé nang cao dia vi va lam giau cho ban than ho.
Ho mua ca mot phi déi (dugc biét dén voi cai tén RJR Air
Force), xay nhimg chd dé may bay that ton kém, xay dung
cac van phong khong can thiét véi chi phi cao, dugc trang
hoang bdi nhitng dd dac kiéu c6 dat tién, nhiing tac pham
nghé thuat tinh xdo (“la cong ty duy nhat khong c6 du tru
ngan sach ma t6i biét”, theo 1di mdt nha cung cap), tai trg
cho cac su kién thé thao it c6 gia tri vé mat tiép thi v.v... Khi
duoc hoi vé chi phi tén kém ndy, CEO F. Ross Johnson chi
trd 10i mot cach don gidn “vai trieu dola mat di trong cat
bui thoi gian ma tho6i”.

McDonnell Douglas lai c6 nhitng quyét dinh kém sang
sudt va khon ngoan, chi chd ¥ t6i ngan han, nhiéu khi can
tré nhitng budc nhdy vot trong twong lai (vi du: ngan ngai
trong viéc sdn xuat may bay cd 16n). Dén nhiing nam 1970,
su bao thi da tré nén mot diéu gi d6 phd bién & cong ty
nay. Mot bai bao trén Business Week nam 1978 mo ta
McDonnell Douglas véi “s& thich dé sén, tiét kiém”, phan
tich r6 phong cach bdo thd, ngdn han da dan téi quyét
dinh khong phat trién cac san phdm may bay chd khach
m6i nhu thé nao: “Noi tiéng vdi phong cach tiét kiém va deé
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dat, McDonnell Douglas chd yéu tap trung vao cac san
pham phai sinh hon la cac chwong trinh phat trién san
phdm méi ton nhiéu chi phi”. Su twong phan gitta “vuon téi
ngay mai” ¢ Boeing va “bao thi, de sén” d McDonnell Douglas
duoc thé hién rat ré qua hang loat quyét dinh quan trong
& hai cong ty nay sudt nia thé ky qua.

Trong hang chuc nam, Colgate khong chui y dén viéc
phat trién sdn pham mdi, cac chwong trinh tiép thi, cling
nhu hién dai héa nha may. Sau day la nhitng nhan xét vé
Colgate theo thoi gian trén cac tap chi Forbes va Fortune:

1966: “Tung ra thanh cong mot san pham mai doi héi mot
c6 may tiép thi hoat dong hiéu qua, dong bo. Colgate
hoan toan khong lam dugc diéu d6 trong sudt 22
nim dudi sy lanh dao cda Little (1938-1960). Dén
Iugt Lesch, ong ta dua ra mot chuong trinh tho so,
mong ngay lap tic c¢6 dugc nhitng gi dbi thi P&G
phdi ton 30 nam mdi hoan thanh va thuc hién
duogc” .3

1969: “Cong ty khong sdn xuat duoc mot san phadm moi
quan trong nao trong nhiéu nidm lién. Cting khong
c6 san pham nao dang dugc nghién ciu! Trong thdi
gian 1956-1960 doanh s6 ban hang noi dia cda
Colgate thuc sy giam sut”.33°

1979: “Trong nhitng cd gang tuyét vong dé tang thu nhap
cho cong ty, Foster cat gidm chi phi quang cao, chi
phi R&D - nhing thanh phan t6i quan trong § bat
ky cong ty nao. N6i ngan gon, dng ta da vay mugn
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tu twong lai, hy vong sau nay nén kinh té sé tot hon
va ciu cong ty thoat khoi nhitng kho khan”.33!

1982: “Thuc su Colgate 1a cong ty sdn xuat hang tiéu dung
duy nhat 8 My ma khoéng c6 mot chuong trinh sdn
phidm mdi nao!"3

1987: “Loi nhuan tu cac cong viéc kinh doanh da hd trg
cho cac quyét dinh mua lai cda Foster. Chinh diéu
nay da vat kiét tai chinh va han ché nhtng viéc
quan trong khac nhu phat trién san phadm mdéi va
hién dai hdéa nha may san xuat”.’»

1991: “Viéc phat trién cac san phdm méi thanh cong can
rat nhiéu chi phi. Nhung mot ngudi chuyén cat gidm
chi phi nhu Mark sé khong san long chap nhan mtic
chi phi nhu & cac cong ty khac. Colgate danh ra
chua téi 2% thu nhap cho nghién cttu va phat trién.
Con s6 nay & P&G la gan 3%.733

MARRIOTT VA HOWARD JOHNSON:
SU SUY GIAM C}’JA MOT CONG TY
NHUONG QUYEN LON CUA MY

Nam 1960, Howard Johnson (cha) dot ngo6t vé huuy, giao
cong ty ma oOng ta gay dyng nén cho nguwoi con, Howard
(con) “Tdi chua ting thay diéu gi twong tu” - mot phu ta lau
nam cda ong ta nhan xét - “Nguoi ta néi chung khong dé
dang gi ttt bé mot sw nghiép ma minh da tén bao cong stic
xay dung nén. Con 6ng ta chi don gian bo di, vay thoi!”. Co
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nghiép ma ong ta dé lai la mot trong nhitng doanh nghiép
noi tiéng nhat tai My, v6i 700 nha hang va khach san trén
khip cac xa 16 ctia dat nudc, tat cd déu duoc dic trung béi
mai nha mau cam rat bat mat, dugc gidi trung lwu My rat
ua thich.

J. Willard Marriott (con) lic d6 da binh luan rang 6ng ta
chi hy vong cong ty cda minh ngay nao do sé thanh cong
nhu Howard Johnson. Bén 1985, Marriott khong chi thanh
cong nhuv Howard Johnson ma con vugt xa déi thu nay.

biéu gi da xdy ra? Cau trd 10i chd yéu nam & viéc cong
ty Marriott lién tuc c¢6 gang dé phat trién véi tinh than tu
ky luat rat cao, trong khi Howard Johnson sém tu thda man
vOi nhing thanh qua cia minh. Howard Johnson (con),
trong mot cudc phéng van vao nam 1975, da néi: “Ching
toi la mot cong ty ‘phan ¢ng’. Chung t6i khong co tién doan
tuong lai. Trong nganh kinh doanh nay, ban khong thé du
doan duge tuong lai xa, co thé chi hai nam ma thoi”. Khac
vOi Marriott, Howard Johnson khong dau tw vao nha hang
va khach san theo nhtng phan khuc thi truong cu thé, va
cudi cung ho da that bai. Trong lic Marriott tiép tuc dau tu
cho cac muc tiéu twong lai ngay ca trong thoi diém kho
khan, Howard Johnson lai qua chu trong dén nhiing yéu to
nhu cat gidm chi phi, tinh hiéu qud va nhiing muc tiéu tai
chinh ngan han. Trong lic Marriott lién tuc c6 gang phat
trién chat lwong dich vu, Howard Johnson lai cung cap dich
vu kém, gia cao v.v... MOt nha quan ly ¢ Howard Johnson
binh luan, “Howard Johnson lu6én cé nhitng y tuéng mdai vé
viéc nang cap cac nha hang va khach san cda ho, song ho
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khong bao gio chiu chi tién cho nhitng du an d6 cad”. Mot
nha quan ly cda Imperial Group (tap doan da mua Howard
Johnson nam 1979) giai thich tai sao ho da phai ban cong
ty ndy sau nam sau dé vdi gia chi bang mot nita gia khi
mua:

Loi nhudn cao mot cach gid tao. Viéc tai dau tu khong
dugc quan tam. Nguoi ta cat gidm tung xu nhé twr cac
chi phi danh cho nhan vién, thitc an cho khach va ca
chi phi danh cho viéc d6i méi san pham. Viéc khong
tai dau tu da vat kiét cong ty.3

Cung luc do, Howard (con) lai Chuyéfn van phong lam
viéc 1én khu Rockefeller Center ¢ New York (trong khi toan
bd dodi ngli quan 1y van & Boston). Tai New York, ong ta st
dung phan 16n thoi gian dé giao du véi gidi thugng luu! Mot
d6i thu canh tranh da nhan xét:

Lan nao gap, Howard Johnson cling néi vGi toi cach
ong ta sé gidm chi phi nhu thé nao. T6i nghi 6ng ta
da khong danh du thoi gian cho... nha hang cia 6ng
ta. Néu ong ta an & d6 nhiéu hon 1a di an trua tai 21
[mot nha hang noi tiéng & New York], c6 1é ong ta sé
hoc duwoc diéu gi d6 hay hon.”336

Nguoc lai, Marriott (con), c6 mot phong cach séng khiém
nhuong va don gian (dwge 6ng ta goi tén la “dao dic lam
viéc Mormon” - 70 gid/tuan), theo d6 ong ta ty dén tham
200 diém kinh doanh khac nhau cta céng ty hang nam, va
cling yéu cau cac nha quan 1y cap cao lam thé.

KHONG BAO GIO HAI LONG VOI THANH QUA DAT BUGC
371



Quan trong hon, Marriott (con), da thanh cong trong viéc
dua dong luc tién bo clia cA nhan minh vao co ché cia to
chitc. Sau day la mot danh sach cac co ché dung dé thuc
day tién bo duwoc Marriott ap dung (con Howard Johnson
thi khong) trong thoi gian nay:

« Chi s6 phuc vu khach hang (GSI): dugce tinh dya vao
cac phiéu nhan xét cia khach hang va cac két qua
tham do khach hang mot cach ngau nhién. Cac nha
quan 1y theo déi GSI trén hé thong may vi tinh, va cé
thé c6 nhitng diéu chinh néu can. Cac bao cao GSI sé
c6 dnh hudng dén viéc khen thuéng va co hoi thiang
tién.ss7

+ Xem xét mic do hoan thanh cong viéc cda titng nhan
viéen hdng nam.33

+ Cac khoadn trg cap, khen thuéng cho moi nguoi dua
trén dich vu, chat lugng, vé sinh, kha nang gidm chi
phi...339

+ Chuong trinh chia sé lgi nhuidn ap dung cho toan bo
nhan vién, theo d6 ho c6 thé dau tu dén mitc 10%
lwong theo mot khé wdc cu thé, tr d6 tao ra méi lién két
httu hinh, chat ché gitta ca nhan va cong ty.3*

+ Pau tu vao viéc tim kiém nhan vién gidi: cac khach san
méi cda cong ty thuong phéng van mot nghin ngudi
cho mot tram vi tri lam viéc.34!

+ Cac chuong trinh phat trién quan tri va nhan sw: dau
nhiing nam 1970, cong ty da danh ra 5% lgi nhuan
trudc thué vao nhimg chuong trinh phat trién quan tri.3#
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+ Pau tr vao mot trung tam dao tao lén cda cong ty (xay
duyng nam 1970), trang bi véi cong nghé gidng day
tuyét hao. Mot bai trén tap chi Forbes nam 1971 da
viét: “Hang ndm nha qudn ly cda Marriott tham du vao
cac khoa dao tao, cac nhan vién mdi cling dugc dao
tao rat ky luong vé cach phuc vu khach hang.”34

+ “Khach hang bi mat”: Cac kiém soat vién gid lam khach
hang dé kiém tra chat lugng phuc vu. Néu dich vu tét,
vi “khach hang” d6 sé trung ra thé ID cda ho va trao
tang nhan vién phuc vu d6 mot tam thé véi to 10 dola
kep phia sau dé khen thudng. Néu chat luwong phuc vu
cda nhan vién d6 khong tét, sé khong c6 10 dola, thay
vao d6 1la mot tam thé ghi “Oops!”. Nhan vién nao
nhan dugc “Oops!” sé dugc gii di dao tao lai, va ho chi
c6 t6i da ba co hoi cho viéc nay ma thoi.#

THONG DIEP CHO CAC CEO,
CAC NHA QUAN LY VA KINH DOANH

Sy tut hau cia Howard Johnson so véi Marriott c6 thé coi
la mot vi du dién hinh cho moi diéu chung téi trinh bay
trong chwong nay. Va con nhiéu thi du khac nita. Ames
lu6n tut hau so v6i Wal-Mart trong viéc ap dung nhitng cai
tién vé ban 1¢, tri hodan dau tu vao cong nghé mdi. Norton,
vat kiét mot sé6 phong ban dén muic cac canh ctta s6 & do
nhiéu thang khong duoc lau rita, béi ai cing nghi phong/
ban do sap bi déng cita dén noi! Con nita, Zenith da bd qua
viéc dau tuw vao cac san pham dién t ban dan (day la cong
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ty cudi cung chuyén sang cadc mach ban dan vao nhiing
nam 1950), sdn pham tivi mau, gidm chi phi R&D dé ting
loi nhuan, va hdy hoai danh tiéng vé chat luwong cda cong
ty - trong khi Motorola va cac cong ty Nhat lién tuc phat
trién vé nhimg mat nay. Va con nhiéu vi du khac nta.

That sy ma noi, kha nang ty ky luat va ty hoan thién la
mot trong nhitng khac biét ré rét nhat gita cac cong ty
hang dau va cac cong ty so sanh. Néu xét vé co ché “khong
bang long” va nhiing dau tu dai han cho tuong lai, ching
to6i nhan thiy cac cong ty hang dau thé hién dong luc tu
hoan thién cao hon cac cong ty so sanh ¢ 16/18 cap so
sanh (xem bang A.10, Phu luc 3).

Néu ban dang xay dung hodc quan ly mot cong ty, chung
toi khuyén ban hay xem xét nhitng cau hoi dudi day:

+ Ban c6 thé tao ra co ché “khong bang long” nao dé loai
trit sv tu man, dem lai nhitng thay déi va tién bo tir noi
bd cong ty; ma van phu hop véi tu tudng cot 16i cda
cong ty? Bang cach nao khién cho nhing co ché doé trd
nén hiéu qua that su?

+ Ban lam gi dé vita dau tu cho twong lai, vita c6 két qua
kinh doanh tdt trong hién tai? Cong ty cta ban c6 ap
dung nhitng phuong phap cai tién, nhing cong nghé
méi trudc cac dbi thd cung nganh hay khong?

+ Ban ddi pho v6i nhitng suy thoai nhu thé nao? Cong ty
c6 tiép tuc dau tu cho tuong lai ngay ca khi nhitng thoi
diém hién tai khé khin hay khong?
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+ Cac thanh vién cda coéng ty c6 hiéu rang “su thodi mai
khong phai 1a muc tiéu”, rang cong viéc ¢ mot cong ty
hang dau sé khong bao gio dé dang hay khong? Cong
ty cia ban c6 duy tri tinh than ky luat trong cong viéc,
luén nd lyc dé ngay mai t6t hon hom nay hay khong?

Chung t6i thay cd nhitng tin tot va tin xau & chuong nay.
Tin tot 1a viéc mot trong nhing bi quyét co ban dé xay
dyng mot cong ty hang dau héa ra vo cung don gidn: Co
gang va no luc trong cong viéc, lién tuc tw hoan thién,
huéng vé tuong lai va dai han. Pay 1a nhing diéu dé hiéu,
trong tam tay cda moi nha quan ly. Tin xau la viéc tat ca
nhitng phuong phap trén phdi duoc thuc hién lién tuc, bén
bi vGi cuong do cao. Thanh cong khong bao gid la muc tiéu
cudi cung, nguoc lai ban phai luén san sang cho cac cudc
dua dai hoi va khdc nghiét sip tdi. b6 la diéu ma Howard
Johnson chuwa bao gio hoc dugec.

TRUYEN RAN DAY VE CHIEC DAI DPEN

Hay hinh dung mot vo si dang quy trudc mat su phu
trong buoi 1& nhan chiéc dai den. Sau mét qua trinh ren
luyén gian kho, nguoi nay da dat duoc mot thanh qua nhat
dinh trong mon hoc.

“Trudc khi trao dai den, con can vuot qua mot bai kiém
tra nita,” su phu noi

“Thua su phu, con san sang,” v sinh tra 10i, chd dgi mot
tran dau tap nita.
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“Con hay tra 1oi cau hdi cua ta: Pau la y nghia thuc thu
cda chiéc dai den?”

“P6 1a dich dén, la phan thudng xing dang cho nhing
nod lyc cda con,” vo sinh trd 1oi.

Nguoi thay khong mong doi va khong hai long véi mot
cau trd 10i nhu vay. Ong ta noi, “Con chua sdn sang cho
chiéc dai den. Mot ndm sau con hdy quay lai”.

MOt nam sau, vO sinh lai quy trudc mat su phu.

“Pau 1a v nghia thyc thu cda chiéc dai den?”

“Pp6 1a bifu tugng cda dang cap, la dinh cao cia mén
phéi ta,” vo sinh tra 1oi.

Nguoi thay im lang hoi 1au, chd dgi. R6 rang 6ng khong
hai long. Va 6ng lai ndi, “Con chua san sang cho chiéc dai
den. MOt nam sau con hay quay lai”.

Mot nam sau do, canh tugng trén lai lap lai. Va cau hoi
cda ngudi thay van nhu ci, “Dau 1a ¥ nghia thuc thu cda
chiéc dai den?”

“Chiéc dai den biéu hién su bat dau cia méot con duong
phan dau khong bao gid c6 diém ding - con duong cia ky
luat, lao dong va theo duéi nhing chuan muc méi lic mot
cao” - lan nay vé sinh trd 15i nhu vay.

“Pung vay. Gio con da xing dang nhan chiéc dai den va
hay bit dau coéng viéc cda con”.
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CHUONG MUOI

KET THUC CUA KHOI PAU

Gin gitr
cai cot I6i

Thic diy

sy tién bod

Pay khéng phai l1a két thuc.

Cing khong phdi 1a su bat dau cda két thuc.
C6 16, phii néi 1a su két thic

cia nhing khéi dau.

WINSTON S. CHURCHILL3#

rong nhitng thap ky gan day, viéc cac cong
ty danh nhiéu thoi gian, cong sic va tién bac dé soan ra
nhitng tuyén b6 vé tam nhin, gia tri, nhiém vu, muc tiéu,
V.v... da tré nén kha phd bién. Nhitng tuyén ngon nhu vay
déu tot va hitu dung, song chung khong phai 1a nhing yéu
t6 can ban cda mot cong ty thanh cong. Hay nhd rang mot
tuyén bo vé tam nhin, gia tri v.v... don thuan khong hé ddm
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bdo cho thanh cong cia mot cong ty! Viéc 1ap ra nhing
tuyén bd va phuwong chdm nhu trén chi 1a mot budc khéi
dau ma thoi.

Bi quyét thanh cong cda mot cong ty hang dau, trai lai,
ndm & viéc dua ra tu tudng cot 16i va nhitng dong luc thiic
day su tién bo vao trong toan bd co cau cla to chic do, cu
thé do6 la cac yéu té: muc tiéu, chién lugc, chién thuat,
chinh sach, quy trinh, van héa céng ty, phong cach quan
tri, xay dung bé mat cong ty, hé théng luong, hé théng ké
toan, mo ta cong viéc - tirc 1a tat cd moi viéc xay ra & mot
to chitc. Mot cong ty hang dau tao ra moi truong lam viéc
bao trum lén toan bd nhan vién, lién tiép dua ra nhitng
thong diép hét stc nhat quan, khién khong ai c6 thé hiéu
sai tv twdng va tham vong cda cong ty!

Trong cac chuong trude, ching téi da nhiéu lan nhac di
nhic lai y ndy bang nhiéu cach khac nhau. Tuy nhién, do
day 1a diém quan trong nhat doc gid c6 thé rit ra t¥ cudn
sach nay, cac tac gid sé danh chwong nay dé tong két lai
nhitng két qua nghién citu bang viéc dua ra mot khai niém
c6t 161 vé tinh lién két. Khi noi vé su lién két, gan két, ching
t6i mudn néu ré viec moi thanh phan, yéu té cda cong ty
phai cung hoat dong an khdp véi nhau, theo mot tu tudng
c6t 16i va kiéu tién bo ma coéng ty hudng téi (c6 thé goi la
tam nhin cda coéng ty). Ching toi coi “tam nhin” va “hoai
bdo” cda cong ty nhu la sw két hop gitta tu tudng cot 16i va
mot vién canh tuwong lai. Chiing ta hdy xem xét cac vi du
vé tinh lién két dudi day.
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SUC MANH CUA SU KIEN KET O CAC CONG TY
FORD, MERCK VA HEWLETT-PACKARD

Ford

Trong mot chuwong trude chuing téi da ké vé viéc cac nha
lanh dao & Ford Motor Company da viét ra tuyén bd vé “sit
ménh, gia tri va nhitng nguyén tac dan duong” (MVGP) -
mot thanh phan co ban cho sy phat trién mang tinh budc
ngoat cua cong ty trong nhing nam 1980. Ban MVGP nay
dat con nguoi va san phé{m trude loi nhuan, nhan manh
tam quan trong cuia phat trién chat luong, sy tham gia cda
nhan vién va sy thdéa man cac nhu cau cia khach hang.
Nhung chi c6 MVGP thi khong thé dem lai budc ngoat trong
phat trién cda cong ty Ford dugc. Néu cong ty khong dua
ra MVGP vao thyc té, khong lién két cac hoat dong, chién
thuat, chién luwoc cda cong ty sao cho phu hop, nhat quan
v6i MVGP thi cong ty da khong thé thanh cong.

Lan dau tién trong lich st cong ty, Ford triét dé ap dung
viéc kiém soat chat luong bang thong ké, yéu cau cac giam
doc sdn xuat dong clta cac day chuyeén sdn xuat néu cé
chat lwgng kém.** Viéc nay khong chi ap dung & cac nha
may cda cong ty ma théi. Doi véi cac nha cung cap, Ford
ap dung chuong trinh “Q1”, kiém tra ho theo viéc danh gia
chat luwong va viéc cac nha cung cap ndy c6 ap dung “kiém
soat chat luong bang thong ké” hay khong. Cong ty ciling
to chic cac hoi thdo va nhtng tro giip mang tinh thuc
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hanh dé gitip cac nha cung cap dat duoc nhiing tiéu chuan
theo Q1 (nhtng tiéu chuan nay lién tuc dugc nang 1én theo
thoi gian).

Ford cting lap ra nhing chuong trinh lam tang kha nang
tham gia cia nhan vién vao cac cd gang phat trién chat
lwong. Khong chi c6 vay, cong ty con t6 chitc nhitng chuong
trinh huwéng dan cac cap quan ly cach hd tro nhan vién tich
cyc tham gia vao nhing c6 ging noéi trén. Cac ky nang
quan 1y nay duogc coi 1a mot diéu kién cho viéc thiang tién
cua cac nha quan ly, do dé cac chuong trinh cang dugc
tdng cuong tai cong ty. Nham lam cho cac nhan vién cé co
hoi tiép can thong tin va cdm thay gan b hon véi cong ty,
Ford dau tuw mot hé thong truyén hinh vé tinh, truyén di
nhing tin titc vé céng ty cho nhan vién biét trude khi ho cé
co hoi doc bao hay xem tivi. D& tao ra mot lién két truc tiép
gitta nhan vién va thanh coéng cda cong ty, lan dau tién
Ford thuong luong moét diéu khodn vé chia sé loi nhuan véi
nguoi lao dong trong hop dong véi t6 chitc cong doan United
Auto Workers (UAW). Quan hé gitta cong ty va nhan vién t6t
dén muc dau nhitng nam 1980, Cong doan trao cho Philip
Caldwell danh hiéu hoi vién danh du khi 6ng nay nghi huu
(day 1a truong hop dau tién mot CEO ¢ mot hang san xuat
xe hoi tai My dugc tham gia vao UAW).

D€ tré lai véi ngudn gdc “xe hoi”, cong ty Ford 1ap ra mot
nhém coéng tac véi muc tiéu BHAG la tao ra mot kiéu xe
hoan toan mdi, dat dang cap thé gidi, hudng vé nguoi si
dung hon bét ky kiéu xe nao khac tir thoi Model T. Chuong
trinh Taurus/Sable nay dugc cap ngan sach 3,25 ty déla,
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nhiéu nhat trong lich st cong ty. Cong ty bat dau xin y kién
vé mau xe ti cac cong nhan sdn xuat nhiéu nam trude khi
bat dau san xuat thuc su. Hiéu duoc tAm quan trong cta
su théa man khach hang, nhitng nha quan 1y cap cao cda
cong ty tham gia cac cudc gap dé truc tiép nghe v kién tu
khach hang. Sau d6, mot chuwong trinh “chat lugng - cam
két - két qua” dugc dua ra dé thu thap nhing phan hoi tw
khach hang vé chat lugng dich vu cda nhiing dai 1y ban xe.
Nhitng dai ly dugc khach hang danh gia cao nhat sé duoc
phan thuéng cao quy ti lanh dao cong ty.

Nhu thé, Ford da dwa MVGP vao thyc té va nhiing cong
viéc hang ngay bang hang trdm cach I16n nhd khac nhau.
D6 1a nguyén nhan that su cho su thanh céng cda cong ty.
Néu chi dua ra tuyén bd vé MVGP va khong duwa né vao
thuc té, thi nguoi lao dong, khach hang, co dong déu sé trd
nén hoai nghi, va sé khong c6 budc ngoat nao G cong ty
nhuv da ting xay ra.

Merck

Cudi thap nién 1920, George W. Merck bat dau dé ra
nhitng diéu co ban trong hoai bdo va tam nhin cda cong ty.
V6i cac gia tri cot 161 vé su chinh truc, dong gép cho xa hoi,
trach nhiém v6i nhan vién va khach hang ctiing nhu sy kién
quyét theo dudi chat lwong va su hoan hdo, Merck hinh
dung vé tuong lai cong ty nhu 1la mot cong ty tam cd thé
gioi, dem lai 1oi ich cho con ngudi bang nhiing déng gop
mang tinh cai tién cho dugc pham. D6 sé la mot cong ty
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khong coi loi nhuan 1a muc tiéu hang dau, ma chi 1a két
qua tat yéu cta viéc theo dudi thanh cong nhitng muc tiéu
ké trén. Trong buoi khai trwong trung tdm thi nghiém nghién
cldu cia cong ty, 6ng ta phat biéu:

Chung t6i tin rang cac nghién cttu thuc hién mot cach
kién tri, bén bi sé dem lai nhitng nét méi cho nganh
va cong viéc kinh doanh. Chung t6i tin rang v6i nhiing
cong cu do cong ty cung cap cho phong thi nghiém,
ching ta sé dat dugc nhitng tién bo vé khoa hoc, tri
thitc, giip con ngudi thoat khadi bénh tat va dau don...
Chuing toi cam két sé hé tro toi da dé trung tam xing
ddng voi niém tin cua chung téi. Hidy dé cho nhiing
nguoi tim kiém sw thdt, nhitng nguoi lao dong vat vd
Vi mét thé gidi tot dep hon, nhitng nguoi luon givong
cao ngon dudc khoa hoc va tri thitc co thém niém
can ddm va cdm thdy rdng ho luén duoc ching ta
hé tro [6ng ta nhan manh].3%

Chung t6i that su an tuong véi tuyén ngoén cua Merck -
nhat 1a khi 6ng ta noi diéu nay hon 60 nam vé trudc, tic
1a rat lau trude khi nhitng tuyén bo twong tw trd nén pho
bién. Nhung du cho nhiing 1di 1& ¢6 an twong va hung hon
dén dau di nira thi ciing khong thé bién cong ty thanh mot
tap doan hang dau thé gisi dugc. biéu tuyét voi ndm & chd
cong ty da hét sttc nhat quan va gan bé véi tu tudng cot
16i cling nhu huéng phat trién do Merck dé ra.

Chezlng han, khong chi tao ra mot phong thi nghiém cho
cong tac nghién citu va phat trién, cong ty con dé ra mot
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muc tiéu tdo bao: Xay dyng phong thi nghiém nay vdi kha
nang nghién cttu ngang bang véi bat c truong dai hoc hay
vién nghién cttu nao. Trung tam nghién cttu dugc thiét ké
sao cho mang dang vé va khong khi hoc thuat, han lam
that su; né trong giong nhu mot truong dai hoc dén miic
duwoc goi bang cai tén “Merck Campus”. Hon nita, Merck
khuyén khich cac nha nghién citu tai day dang nhitng cong
trinh cda ho trong cac tap chi khoa hoc, nho thé trung tam
tiép tuc thu hut thém nhiéu nha khoa hoc va nghién ctu t
bén ngoai. Viéc cong tac voi cac nha khoa hoc G cac vién
nghién ciu va cac truong dai hoc ciing dwoc khuyén khich,
nho d6 chat lugng cac cong trinh khoa hoc ngady mot nang
cao. Mot s6 nha khoa hoc hang dau dugc mdi vao ban giam
doc, cac co hoi thang tién danh cho nhitng nguoi lam nghién
citu 1a rat cao. Tham chi trong cac théng bao tuyén dung,
cong ty con ty hao liét ké nhiing cong trinh nghién citu
dugc xuat bdn cda cac nha nghién citu, giong nhu cac
truong dai hoc vay. Mot nha khoa hoc da t6ng két:

Merck gibng nhw MIT, Harvard hay bat cit mot vién
nghién ctu danh tiéng nao. G d6, ban can c6 sy ham
meé nghién ciu that sy.348

D& dong vién, khuyén khich nhitng thi nghiém va kham
pha, cong ty cho cac nha khoa hoc “pham vi tdi da trong
viéc theo dudi cac nghién ctu, ty do téi da theo dudi cac
kha nang hita hen, du nhitng diéu dé c6 thé khong dem lai
két qud thuc té di chang nita”. Khac véi da s cac cong ty
My, Merck tuyét doi ngan cam viéc dua tiép thi vao qua
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trinh nghién cttu thuan tiy cho dén khi san pham da thuc
su budc vao giai doan phat trién. Giam doc diéu hanh P.
Roy Vagelos da noi:

Cac nghién citu phai ¢ trong tay cac nha nghién citu
that su. Viéc tiép thi khong dugc thyc hién ching nao
san pham chua duoc thit thanh cong trén nguoi. Chung
toi khong mudn nhitng quan tdm vé tiém nang thi
truong anh huéng dén nhing thi nghiém va kham
pha khoa hoc thuan tay.}#

Nhtng cach thitc van hanh d6 nhu 1a khong déi & cong
ty sudt sau thap ky, du nhiéu khi diéu d6 di ngugc lai
nhitng quan diém kinh doanh thong thuong. Merck tham
chi con dua ra thém mét sd bién phap khac twong tw. Chang
han, Merck ditt khoat khong coi ngan sach nhu la mot cong
cu lap ké hoach hay dé kiém soat viéc nghién cttu va phat
trién. Cac nhém nghién ctu sdn pham méi khéng duac
giao mOt ngan sach nao ca. Thay vao do, cac lanh dao
nhém phdi thuyét phuc moi ngudi tt nhiéu linh vuc va
phong ban khac nhau tham gia va cung cap ngudn luc cho
dv an. Qua trinh nay la mét qua trinh “chon loc ty nhién”,
theo d6, nhitng du an t6t nhat sé c6 dugc nhitng ngudn luc,
tai trg, con nhitng dy an kém sé bi loai bd. Khac véi nhiing
d6i thd canh tranh, Merck 1a cong ty it da dang hdéa san
phé{m nhat, cong ty diat moi quan tam va nd lyc vao viéc
nghién cttu va san xuat ra nhitng loai dugc pham tot nhat.
Cong ty tu dat ra yéu cau cac san phdm mdi cda ho phai
t6t hon sdn phdm cda déi thd canh tranh, néu khéng sé
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khong dugc dua ra thi truong - mot chién luge rat tao bao
va rui ro, v6i nhiing yéu cau rat khit khe doi véi ban than
cong ty.

Trong sudt lich st cda minh, Merck da dwa ra cac BHAG
luon trong méi lién két chat ché voi tu tudng cong ty, cu thé
nhu sau:

« Ddu nhitng ndm 1930: Xay dung doi ngi nghién cttu
c6 kha nang cao, c6 thé ngang hang véi cac truong
dai hoc va cac vién nghién cuiu.’*°

«  Pdu nhitng nam 1950: Chuyén déi thanh mot cong
ty dugc pham c6 quy mé 16n, c6 thé tham gia vao
nhing thay déi co ban trong nganh dugc phadm (bang
mot quyét dinh tdo bao: mua lai cong ty duoc phé{m
khong 16 Sharp & Dohme, gitip Merck c6 mot mang
lu6i tiép thi va phan phéi hing manh).’

« Cudi nhitng ndm 1970: Quyét tam tré thanh nha san
xuat thudc tam cd thé gici trong thap nién 1980.33%

«  Cudi nhitng ndm 1980: Quyét tam trd thanh cong ty
san xuat thuéc dau tién c6 nhitng nghién ctu trong
moi loai bénh tat.*>

«  Ddu nhitng ndm 1990: Mua lai céng ty Medco (6 ty
dola) trong co gang “dinh nghia lai khuén mau cho
nganh dugc pham” nham tao ra su lién két truc tiép
hon vé6i ngudi st dung thudc cudi cung.3

Merck ciing luon thé hién tu tudng cot 16i vé trach nhiém
doanh nghiép. C6 rat nhiéu coéng ty néi vé trach nhiém doi
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v6i xa hoi, co hoi ngang bang (cho lao dong nam va nt), va
nhiéu V tudng cao xa khac. Nhung liéu c6 may cong ty duoc
nhu Merck: mot trong nhitng céng ty dau tién déng gop cho
Quy danh cho sinh vién da den nam 1944, l1a cong ty dau
tién trong nganh lap ra phong gidi quyét cac van dé danh
cho nguoi thiéu s6 (trong nhiing nam 1960). Cong ty dugc
cong nhan bsi Hoi phu nit quoc gia do c¢é “nhitng chuong
trinh hiéu qua trong viéc tuyén dung, dao tao va thang tién
cho phu n va nhitng nguoi thuéc dan téc thiéu s6”, duoc
cac hiép hoi Black Enterprise va Working Mother binh chon
1a mot trong nhitng noi lam viéc tot nhat cho phu nt va
ngudi thiu s6. Pay ciing 1a cong ty hiém hoi c6 Ké toan
trudng 1a mot phu nit. Vé dugc phadm, Merck da dem phat
khoéng thudc Streptomycin ¢ Nhat sau Thé chién th hai dé
ngin can sy bung phat cia bénh lao, sdn xuat va phat
khong thudc Mectizan dé chita chimg bénh loa.. Cong ty
cing dé ra mot BHAG cu thé vé moi truong: gidm viéc thai
ra chat doc hai cho moi truong t6i 90% cho dén nhitng nam
1995. R6 rang Merck da hét stic nhat quan trong viéc dua
tu twdng cot 16i cda cong ty vao thuc té.

Cong ty khong chi hy vong, ma thiyc sy cam két dat duoc
tién bo va hoan hao trong tuong lai. Quy trinh tuyén dung
& Merck c6 vé giong nhu ¢ mot truong dao tao sau dai hoc,
theo d6 cac tng vién dugc yéu cau xuat trinh rat nhiéu thu
gi¢i thiéu vé khad nang cda ban than. Cong ty dau tu rat
nhiéu vao tuyén dung, dao tao va gin gitt nhan vién. Cac
vi tri quan ly duge danh gia qua mutc do thanh cong trong
viéc tuyén mo va gitt duoc nhitng nhan vién tai nang. Vao
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nhitng nam 1980, ty 1é thay thé nhan vién & Merck 1a thap
nhat, chi c6 5% (mutc trung binh ¢ My 1a 20%).

Cudi cung, cong ty Merck lién tuc tdng cuong, cing cd tu
twdng cot 161 clia cong ty ngdy qua ngay, ndm qua nim,
thap ky qua thap ky; qua nhting bao cdo cho c6 dong, cac
tai litu tuyén dung, nhitng sach hudng dan coéng viéc cho
nhan vién, nhitng cudn sach dugc cong ty xuat ban, nhing
bang video tu liéu, nhitng phat biéu cda lanh dao cong ty,
nhitng hoi thao dinh hudng, nhitng bai bao trén cac tap chi
bén ngoai va bén trong cong ty.. Khi ching toi dé nghi
cong ty cung cap bat ky tai litu nao lién quan dén gia tri
va muc tiéu cua cong ty, Merck dua ra khong it hon... 85
loai khac nhau, mot s6 trong do6 c6 nién dai tu... dau thé ky
XX. Nam 1991, cong ty ky niém mot tram nam thanh lap,
cho xuat ban nhiéu loai sach, bai viét, bang video va nhitng
phan tich mang tinh lich s, tat cd déu nhan manh dén
truyén théng va gia tri cda cong ty. O cong ty Merck, tu
tudng cot 16i lan téa khap moi noi suét mot thé ky qua.
Giam doc phu trach chinh sach khoa hoc va céng nghé
Jeffrey L. Sturchio da tong két:

Truéce khi lam viéc cho Merck, t6i da tung lam viéc
cho mot tap doan 16n khac ¢ My. Su khac biét co ban
gitta hai cong ty la 16i ndi va viéc lam. Cong ty ci cia
toi ludn dung nhtng 16i hoa my vé gia tri, hoai béo,
tam nhin, v.v... Tuy nhién gitta thuc té va nhitng ngon
tw to tat do 1a mot su khac biét 16n lao. Con & Merck,
hoan toan khong c6 khoang cach hay bat ky mot su
khac biét nao tuong tw.’>
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Hewlett-Packard

Bill Hewlett va David Packard mo wéc trong tuong lai
cong ty HP sé 1a mot hinh mau cho cac cong ty khac, néi
tiéng béi nhitng thuc hanh tién bd vé nhan sy, nén van hda
cong ty mang tinh chuyén nghiép cao, cac san pham véi
nhing dong gop dang ké vé ki thuat. David Packard viét,
“Nhiém vu chinh ctia ching t6i 1a thiét ké, phat trién va san
xuat nhing dung cu dién t6t nhat vi sy tién bo cda khoa
hoc va phuc lgi cho con nguoi. Ching to6i nguyén cong hién
hét stic minh cho nhiém vu d6”. Giam doc HP Fred Terman
thuong dung cum tit “hinh mau thé ché xa hoi” dé noi vé
khat vong ctia cong ty. Sau nay, Hewlett cu thé hoa nhing
nguyén tac chi dao cda cong ty HP bang bdén chit “phai”
nhu sau: phdi dat tang truéng vé loi nhuan, phdi tao ra lgi
nhuan t nhitng déng gop vé ky thuat, phdi cong nhan va
ton trong gia tri ca nhan cia nhan vién va cho phép ho
tham gia vao thanh c6ng cia cong ty, va cong ty phdi van
hanh nhu 1a mot céng dan cé trach nhiém cda cong dong
xa hoi.

Hoai bdo cda céng ty HP rat hay va an tuong, song diéu
do cling Chéng c6 ¥ nghia gi néu khong duoc duwa vao thuc
té. Giong nhu Merck, HP luon lién két mot cach nhat quan
va toan dién véi nhing tu tudng va khat vong cida no.

Vi du, HP c6 truyén thdéng ton trong nhan vién theo nhiéu
cach cu thé. Trong nhitng nam 1940, cong ty dua ra chuong
trinh “tién thudng san xuat” (mot ké hoach chia sé loi nhuan)
vOi mutc thuéng bang nhau cho moi ngudi (ti nhan vién lao
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cong cho dén giam d6c diéu hanh); cung cip bao hiém y té
cho toan bo nhan vién - diéu rat hiém & thoi diém dé, nhat
1a d6i voi mot cong ty nhd. Khi cong ty ¢6 phan hoa vao
nhtng nam 1950, moi nhan vién vdi tham nién cong tac it
nhat 6 thang déu dugc mot co phan nhat dinh, dugc tham
gia chuong trinh “quyén chon c6 phan”. Khong bao lau
sau, cong ty tiép tuc dua ra mot chuong trinh hd trg dén
25% cho nhtng nhan vién mua c6 phiéu cda coéng ty. Dé
giam thiéu kha nang sa thai nhan vién, HP da bd qua rat
nhiéu hop dong mang tinh thoi vu, khong 6n dinh véi Chinh
phd, cho du ching c6 kha nang sinh 16i di nita. Cac phong
ban dugc khuyén khich tuyén nhan vién t noi bo cong ty
trudc khi tuyén t bén ngoai, ddm bao cho viéc 6n dinh
cong viéc lam trén pham vi toan cong ty. Khi cong ty gap
khé khan, HP yéu cau nhan vién cda ho c@ hai tuan nghi
mot ngay thitt sau va giam luong 10%, thay vi phai sa thai
10% nhan vién. HP 1a mot trong nhitng cong ty dau tién tai
My cho phép nhan vién ¢ moi cap do co6 gid lam viéc linh
hoat, tiy chon, thuong xuyén tham do ¥ kién nhan vién dé
hiéu ré tam tu, nguyén vong cda ho; ap dung chinh sach
“mé ca” cho phép nhan vién bao cdo truc tiép lén lanh
dao cap cao vé moi van dé. HP c6 ké hoach dan chd hda
cong ty, gidm thiéu tinh quan liéu trong cong viéc: phong
lam viéc cda moi nha quan ly déu khong dugc phép co cita
ra vao, mot phuong phap cé thé néi l1a rat cip tién trong
thoi gian nay. Khong c6 gi ngac nhién néu biét & HP khong
c6 10 chic Cong doan, nhv mét nhan vién & day noi:
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Clng c6 vai c¢d gang thanh lap Coéng doan, song déu
that bai. Liéu Cong doan c6 y nghia gi § mot cong ty
noi nhan vién la mdt bo phan khong thé tach rdi clda
b6 may quan ly, noi ma cac nha quan ly thuong moi
nhan vién cung chia sé nhtng tach ca phé néng hoi
vOi banh ngot trong gio giai lao?3¢

Twong tu nhu vay, HP ap dung nhiéu phong cach khac
nhau dé gia tang nhitng déng gép vé ky nghé va phat trién
moi truong lam viéc chuyén nghiép trong cong ty. Bat dau
t¢ thap nién 1950, cong ty ¢ chinh sach tuyén dung 10%
sinh vién xuat sdc mdéi tot nghiép cac truong ky thuat thay
vi tuyén dung nhtng ngudi c6 kinh nghiém hon (song lai c6
it tai nang hon) tu cac coéng ty khac (30 nam sau HP van
dugc cac truong ky thuat danh gia 1a nha tuyén dung hang
dau). Giong nhu 3M, HP theo duoi chién lwoc gidi thiéu cac
san phdm moi hon va t6t hon moi nam, coi dé 1a nguodn
chid yéu cho tang trudng, hon 1a kéo dai vong ddi san pham
va t6i da hoa doanh s cac san pham ci. Nam 1963, hon
50% doanh s6 ban hang cda cong ty la tt cac sdn pham
dugc tung ra trong nam nam gan d6é nhat. Nam 1990, con
s6 tham chi con an tuwong hon 50% doanh s6 1a ti cac san
pham dugc tung ra trong ba nam gan day. Va dé khoéng hé
1a nhitng san pham an theo ngudi khac hoac “hang nhai”
- nhitng san pham nay bi loai ngay du c6 tiém nang thi
truong dén dau di nita. “Néu ban c6 co hoi tham du bat ky
budi hop nao cda ban quan ly ching téi - Bill Hewlett giai
thich - ban sé thay rat nhiéu dy an bi tu choi chi vi ching
toi thay chung khong c6 dd nhitng doéng gop vé cong nghé
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dé co thé dua san pham ra thi truong!”. Phong cach hét stic
cing ran nay khién HP sén sang bd qua cac thi truong hia
hen doanh thu cao (Vi du: may vi tinh ca nhan twong thich
v6i IBM) cho dén khi ho tim ra nhiing sdn pham c6 dong
gop vé cong nghé. Hay nghe mot doan doi thoai gita mot
giam d6c sdn xuat tré tudi va mot quan 1y phong thi nghiém
g HP vao nam 1984:

GIAM DOC SAN XUAT: Chung ta phai dua ra san phdm may
vi tinh ca nhan tuong thich vdi IBM ngay bay gio. bo
1a thi truong, 1a doanh s6! B6 1a diéu khach hang
mong muodn.

QUAN LY PHONG THI NGHIEM: Nhung dau la déng gop vé
cong nghé cda san phdm nay? Chi khi nao chung ta
tim ra cach san xuat san pham nay véi mot loi thé
ky thuat ré rang thi ching ta mdi c6 thé dua san
pham ra thi truong duoc.

GIAM DOC SAN XUAT: Nhung néu dé khong phai 1a diéu
khach hang mong mudn thi sao? Néu ho chi muén
c6 thé chay dugc cac phan mém va khong hé quan
tam dén nhitng dong gop vé cong nghé clia ong thi
sao? Néu cho dgi c6 thé bd 16 co hoi day!

QUAN LY PHONG THI NGHIEM: Néu thé thi chung ta sé khong
kinh doanh loai sdn phdm nay. Don gidn HP la nhu
vay: khong tham gia vao cac thi truong khong biét
danh gia cao nhing dong gop vé ky thuat.

Nhu thuwong 1€, Iy 1é caa vién quan ly phong thi nghiém

da thang. Theo Bill Hewlett: “Du rat quan trong song & cong
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ty ching t6i bo phan tiép thi chi gi vai tro thit yéu trong
viéc quyét dinh vé sdn pham”. Trong nhiéu nam lién, cong
ty tranh né viéc tham gia vao mot thi truong chi vi hoi
ching “ghé tiép theo” - mot chién lugc theo do cac ki su tu
gidi quyét nhitng van dé vé ky thuat dé phan biét ré nhing
co hoi dong gop vé ky thuat va thi truong. Trong hai thap
nién 1950 va 1960, HP goi danh sach cac san pham ctda
ho 1a “déng gbép cho linh vyc thiét bi thi nghiém” [chung toi
nhin manh] - mot thong tin hét sitc thu vi va ré nét veé
chinh sach cda cong ty nay. Chinh cac ky su phat minh ra
cac sdn pham méi sé dugc ton vinh chit khéng phai nhing
ngudi da ban duoc nhiing san phdm ay. Nhitng thing tién
trong sy nghiép cliing phdn anh sy nhan manh yéu t6 ky
thuat: hon 90% giam doc & cac bo phan clia cong ty co
nhtng hoc vi cao vé ky thuat.

DE xay dung mot nén van hoa cong ty, ngay tt ban dau,
HP da ap dung phuwong phap quan tri “dwa ra muc tiéu ro
rang, cho nhan vién tu do lam viéc hudng t6i muc tiéu, tao
dong luc bang cach lam sao cho sy déng gop cda moi ca
nhan dugc cong nhan rong rai trong toan cong ty”. Khi
cong ty phat trién mé rong vao nhimg nam 1950, phuong
phap quan tri nay tré thanh mot co ché phan quyén, cac
bo phan trd nén doc lap, chi dong trong nghién ctu va
phat trién, san xuat, chién lugc, tiép thi va hoat dong nhu
nhtiing doanh nghiép nhd (tat nhién van luén trong khuodn
kho tu twdng ctia HP). Khi ¢ huéng kinh doanh méi, HP
thuong lap ra mot bé phan mdi hoan toan, cho phép bo
phan nay duoc tv do va linh hoat nhat dinh dé tim ra cach
tiép can thi truong tét nhat. Theo Hewlett:
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Chuing t6i chi n6i mot cach don gian, ‘Day la linh vuc
cong ty mudn tham gia, gid cac ban phai tu xac dinh
nhing céng viéc cu thé can lam’. Nguyén tac cta toi
1a ho sé phdi tuw thiét ké bo phan cda ho trén nhing
cong nghé tot nhat san c6 § cong ty.’>’

Cling nham tang cuwong kha ndng kinh doanh va tu chu
trong cong ty, HP bo tri cac bo phan & nhing tiéu bang
khac nhau chit khong dé tat ca ¢ gan Hoi sé. BO phan nao
c6 nhiing cai tién tot nhat sé nhan dugc nhiéu nguodn luc
va ngan sach nhat tt quy danh cho nghién cttu va phat
trién (du HP c6 phong nghién citu trung tam, trén thuc té,
dai da s6 ngan sach R&D duwoc phan bo cho cac bd phan
cda cong ty). Cac nha may san xuat chi c6 thé duoc trd
thanh nhting bo phan kinh doanh riéng biét bang cach
nghién ciu thanh cong mot san phdm mdi (bang quy cda
chinh no) va dwa san phﬁm nay ra thi truong. Khac véi da
s6 cac cong ty, HP khuyén khich cac chi nhanh & nuéc
ngoai cling phdi phat trién ky nang R&D hon la chi don
thuan thuc hién chitc nang ban hang - phan phoi.

Bén canh nhiing viéc HP lam, ta ctiing khong thé bd qua
nhitng viéc cong ty khong lam, du diéu do6 cé thé trai véi
nhitng hoc thuyét hoac phong cach quan tri dang thinh
hanh. Vi dy, hay nhd lai viéc HP lu6én tranh cac khoan ng
cho cong ty (mot diéu kha 1a... vo 1y), bdi Hewlett va Packard
tin rang diéu d6 dnh hudng dén tinh ky luat cla cong ty.
“Cling khong giong nhiéu cong ty cong nghé cao khac, HP
khong hoan nghénh cac nha dau tu bén ngoai, béi ho 6
thé budc céng ty phat trién qua nhanh, khién ban mat di
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nhiing gia tri ciia ban”. Cudi cung, khac voi hau hét cac
cong ty, HP nghiém cam phong nhan sy duoc lién quan
dén nhitng van dé vé.. nhan su:

Quan tam dén nhan vién 1a phan quan trong nhat
trong cong tac quan ly... Trong bat ky truong hop nao
phong nhan su cing khong duoc xit Iy cac van dé vé
nhin sy cda cac nha quan ly cac phong ban - do
chinh la trach nhiém ban than nha quan ly do6.3>®

Mot vi du tiéu biéu cho viéc HP khong chay theo nhiing
phong cach, xu hudéng quan tri thoi thugng xay ra vao
nhitng nam 1970 khi hoc thuyét vé chién lugc cong ty
“learning - curve/market share” tré nén cyc ky ph6 bién
trong gidi kinh doanh My. Dugc “rao giang” bdi nhing hang
tu van quan tri ¢6 uy tin, dugc gidng day & nhing truong
kinh doanh, day trd thanh mot cong cu quan tri dugc hang
ngan nha quan 1y doanh nghiép ap dung mot cach hét stic
rong rai. Theo hoc thuyét nay, thi phan ting dan dén chi
phi gidm va lgi nhuan tang; vi thé nguoi ta dua nhau giam
gia dé chiém thi phan. Trong gan mot thap ky, hoc thuyét
nay gan nhu da théng tri nhitng suy nghi vé chién lugc!
Nhung HP thi khong, ho tit chdi hoc thuyét nay va theo
dudi mot titu chuan hoan toan khac: “Néu mot san pham
khong dd tét dé tao ra lgi nhuan cao trong nam dau tién,
thi d6 khong phai 1a mot san pham c6 loi thé vé ky thuat
va cong ty HP sé khong sdn xuat nd, cham hét!”. Giai thich
cho cac nha quan ly cong ty vao nam 1974, Packard noi:
“Néu toi nghe bat cit ai néi vé thi phan hodc nhitng ¢ gang
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dé tang thi phan, ching t6i sé yéu cau ghi tén nguoi dé vao
‘s0 den’ cda cong ty”.

Cudi cung, cting nhu Ford va Merck, HP 1am moi cach dé
nhan vién ctia ho tham nhuan phong cach HP - “HP Way”.
Hewlett va Packard mdi toan bo cac nha quan 1y cong ty du
“H0i nghi Sonoma”, noi d6 ho dua tu tudng va tham vong
cda HP vao mdt van ban “giong nhu Hién phap My, tic la
mot van ban dién ta nhing 1y tudng co ban ctia cong ty, cb
thé dugc dién gidi va tu chinh tuy theo thuyc té”. Khong lau
sau, cong ty tiép tuc ap dung chinh sach “thing tién t noi
bd”, thuc hién quy trinh phéng van nhan manh dén tinh
“cd thé thich nghi va phu hop” véi HP Way. Mot chuong
trinh nham phé bién tu tudng cho cac nha quan ly cap
thap cling dugc thuc hién, béi “ho chinh 1a bé mat cda
cong ty” - David Packard giai thich!

Chung toi thay c6 khong it hon mot tram truong hop ghi
lai viéc cac nha quan ly HP néi r6 rang vé gia tri va muc
tiéu cda cong ty: trong cac cudc hop noi bo, trong cac dién
van cho bén ngoai, trong cac van ban, trong cac cudc noi
chuyén mang tinh chat ca nhan. Ho néi va lam mét cach
nhat quan qua hang thap ky qua. Chung tdéi cing gap
hang ta cau chuyén vé “Bill va Dave” duoc ké di ké lai trong
nhiéu nam, tat cd déu nham chuyén tai ban chat ctia “phong
cach HP”! Vi du: Khi Bill Hewlett phat hién thay mot phong
chita hang bi khéa bang xich trong dip cudi tuan, o6ng ta
lap titc dung kim cat kim loai cat bé day xich va dé lai soi
xich d6 trén ban ngudi quan ly v6i mot 10i nhan ngan gon
rang khoa cta nha kho khong phu hgp véi truyén thong
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ton trong nhén vién cda céng ty. Du cau chuyén do co that
hay khong, ching ta van c6 thé thidy duoc cac nha quan ly
va lanh dao HP da lam moi thit dé dua “phong cach HP”
thanh mot phong cach song va lam viéc tai day. Barney
Oliver, mot giam doc lau doi cda “trung tam thi nghiém HP”
néi vé qua trinh HP tién lén vi tri hang dau nhu sau:

“Khi toi gia nhap cong ty vao nam 1952, ngay tuc
khic t6i thdy dugc rang hau hét 400 thanh vién cda
cong ty déu hét sic nhiét tinh, trung thanh va tu hao
vé cong ty cia ho. Mot nhan vién noi: ‘“Toi c6 an tuong
rang Bill va Dave lam viéc cho toi, vi t6i hon 1a vi
nhitng ngudi xung quanh’. Ngdy nay, tinh than nay
van con nguyén nhw vay. Viéc tinh than do ton tai &
mot cong ty voi hon 17.000 nhan vién ré rang la
khong hé binh thuong, song ciing khong c6 gi 1a dang
ngac nhién ca. Nhing gi xay ra trong nhing ngay
dau ctia HP chinh la mot qua trinh gido duc vé quan
ly. Pa s6 cac nhan vién trong thdi ky nay tré thanh
canh tay noi dai cda Bill va Dave vé tinh cach cling
nhu vé triét Iy kinh doanh. Khi nhiing ngudi nay tré
thanh cac nha quan ly, ho sé ap dung nhitng triét 1y
va k¥ thuat nay & bd phan, phong ban cda ho. Tat ca
ching t6i déu tin twéng va thuc hanh nhing phuong
phap do - d6 duong nhu 1a mot phan cda phong cach
song cda chung t6i.%%
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BAI HOC VE TINH LIEN KET
DANH CHO CAC CEO, CAC NHA QUAN LY
VA CAC NHA KINH DOANH

Chung t6i hoan nghénh néu cac ban ra ngoai céng ty va
to chitc mot hoi thao vé tu tudng cong ty nhu Hewlett va
Packard da lam vao nhiing ndm 1950. Chiing t6i khuyén
khich ban dua ra nhitng muc tiéu tao bao nhu George Merck
da lam vao nam 1930. Chung tdi hy vong ban sé viét thanh
van ban nhitng hoai bao cda cong ty, nhu Ford da lam.
Nhung hdy nhé rang chi nhitng bién phap do thi khong du
lam nén thanh c6éng cia mot cong ty, ngugc lai, ban phai
lién tuc trién khai ching trén thuc té. Sau day la mot s6
huéng dan chung:

1. Vé mot buc tranh toan canh

C6 1& ban thiy choang ngop trudc nhitng thong tin chi
tiét vé cac cong ty Ford, Merck va HP. D6 chinh 1a diéu
ching t6i muén ndi t6i & day.

Cac cong ty hang dau khong bao gid 1é thudc hoan toan vao mot
chuong trinh, mot chién lugc, mot co ché, mot quy tac van hoa,
mot biéu twong hay mot bai phat biéu nao d6 clia CEQ dé gin
gilt cai cot 16i va thuc day su tién bd. Nguoc lai, do phai la mot
sy van dung tong thé rat nhidu yéu t6 khac nhau.
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That vay, diéu quan trong la tinh nhat quan va tinh toan
thé theo thoi gian! Mbi su kién vé Ford, Merck hay HP néu
ding riéng ré co thé sé chi 1a nhitng viéc nhé nhat, khong
dang ké. Song trong boi cadnh hang tram sy kién khac nhau
két hop mot cach nhat quan, tat ca sé hop thanh mot bic
tranh toan canh: dé la hang loat dau hiéu va bién phap de
gin gitt cai cot 16i va thuc day su tién bo!

Va cling 1a sai 1am néu chi 4p dung nhing két luan tw
mot chwong nao d6 trong cudn sach nay dé c6 dugc mot
cong ty hang dau. Tu tudng cot 16i, dong luc tién bo, BHAG...
tw than déu khong thé ddm bao cho thanh cong. Mot cong
ty hang dau co vé gl do nhu la mot tac phé{m nghé thuat.
Hay lién tudng t6i nhitng biic tranh minh hoa Sang Thé Ky
cda Michelangelo trén tran cda tu vién Sistine hay bic tuong
limg danh David cda 6ng ta. Hay lién twéng dén nhing kiét
tac van chuong nhu Hucklebery Finn hay T0i dc va trung
phat, nhitng ban nhac nhu ban Giao huéng s6 Chin cia
Beethoven, hay suy nghi vé nhitng kiét tac kién tric cda
Frank Lloyd Wright hay Ludwig Mies van der Rohe. Déi vé6i
nhing tac pham néi trén ban khong thé chi ra mot yéu t6
riéng 18 ndo quyét dinh vé dep clia tac pham. Nguoc lai, tat
ca cac yéu té do cong hudng véi nhau tao nén mot tac dong
tong thé dén chung ta - tac déng tao nén sy vi dai cda tac
pham d6. Mat khac, khong chi 1a cai toan thé, ma tung chi
tiét nhd nhat nhat cting lam nén vé dep nghé thuat, nhu
kién tric su vi dai Mies van der Rohe ting néi: “Thugng dé
& trong nhitng chi tiét nhé nhat”.
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2. Quan tam dén nhitng chi tiét nhé nhat

Nguoi ta khong lam viéc hang ngay trén “bic tranh toan
canh”, ho lam viéc vdi nhing chi tiét cda cong viéc kinh
doanh cua cong ty - khong c6 nghia bic tranh toan canh
la khong quan trong, nhung chinh nhing viéc nhd sé tao
nén an tuong 16n, dua ra nhitng thong diép quan trong.
Chang han, nhing tam danh thiép nhé bé cho cac nhan
vién ban hang & cong ty Nordstrom dung dé chuyén tai
thong diép: “Chuing t6i mong ban trd thanh mot ngudi ban
hang chuyén nghiép”. Lai nita, viec Wal-Mart gui bao cao
tai chinh cda phong xudéng ting nhan vién ¢ muic thap
nhat thé hién thong diép: “Ban la mot doi tac cda cong ty.
Chung t6i mong ban diéu hanh céng viéc nhu day la cong
viéc kinh doanh cia riéng ban vay!”. 0 cong ty Motorola,
viéc chd tich cong ty truc tiép tham gia vao viéc viét bao
cdo vé phat trién chat lugng, con dé lai viéc chuan bi bao
cdo tai chinh cho nhitng ngudi khac thé hién thong diép:
“Phat trién chat lugng la muc tiéu cao nhat chi khong
phéi 1a lgi nhuan”. Viéc cong ty J&J cho phép nhitng bo
phan chd chdt clia cong ty dugc dan logo riéng lén cac
san pham cda ho (va c6 thé bd di logo J&J) cho thay:
“Chung t6i mong ban hoat dong tu chd nhu mot don vi
kinh doanh riéng biét”. Viéc cong ty Philip Morris tang

nhan vién mot hop thudc 14 cung voi séc thanh toan lwong
thé hién théng diép: “Chung toi ty hdo vé san phidm cia
minh du Hiép hoi phau thuat My c6 y kién gi di nita (vé
tac hai cda viéc hut thudc 1a)”.
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Cac nghién cttu vé nhan thitc xa hoi cho thay cac ca
nhan tiép nhan moi dau hiéu va thong diép trong méi truong
lam viéc - ca 16n va nhd - nhu 1a nhing diéu huéng dan
cach cu xtt cda ho. Nguoi ta thuong chu y dén nhing diéu
tudng chung rat nhé, vi du nhw hanh dong chat dut sgi day
xich khéa ctta phong chita d6 ¢ cong ty HP. Nhan vién luon
muén tin vao hoai bao cla cong ty, song ho cling rat dé y
dén nhing chi tiét thiéu nhat quan du 1a nhd bé, nhing chi
tiét cho phép ho cuoi va noi: “Thay chua, cac ong la vay do.
T6i biét cac nha quan 1y 1a nhitng nguoi chi gidi khua méi
mua mép thoi, chw thyc sy ho dau c¢6 tin gi vao nhiing
khau hiéu ma ho thuong hay néi!”

3. Tap hop lai, khong “danh l&”

Cac cong ty hang dau khong tao ra mot co ché hay cac
quy trinh mang tinh ngau nhién; ho thuong sap xép cac
yéu td, phuong phap c6 tac dung hd trg - ting cuong lan
nhau, hop lai thanh mot sic manh téng thé. Ho tim kiém
su lién két va tong hop. Hay chu ¥ dén su tap hop & Ford:
phuong phap quan 1y chat lugng bang thong ké duogc tang
cuong stic manh bédi chuong trinh cho phép nhéan vién tham
gia vao quan ly; chuong trinh nay lai duoc day manh bang
chuong trinh dao tao quan ly mang tinh tham gia; dén luot
minh, diéu nay lai duoc thuc ddy bang nhiing tiéu chuan
cho viéc thiang tién duwa trén k§ nang quan ly theo phong
cach tham gia. Con day 1a & cong ty Merk: viéc tuyén dung
nhtiing nha khoa hoc hang dau duoc day manh bang viéc
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cho phép ho xuat ban nhitng cong trinh nghién ciu, viéc
nay dugc ciing c6 bang viéc cho phép ho cong tac véi cac
nha khoa hoc ngoai cong ty; diéu sau tiép tuc duoc cing cb
bang trung tam nghién cu Merck Campus, cudi cung la
cac co hoi song song vé sy nghiép (ca vé khoa hoc va thiang
tién).

Khoéng thé lam viéc & cong ty HP ma khong biét viéc cac
nha quan ly tung bo phan, phong ban phai lam t6t cong
tac nhan sy va viéc lgi nhuan phai duge tao ra ti nhiing
san pham dong gop vé mat ky thuat. Lam viéc tai HP giong
nhu & trong phong thu am c6 dén muoi cai loa khac nhau,
khuéch truong am thanh ctia nhau, nhung tat ca déu cung
phat ra nhiing thong diép giong nhau tt moi huéng: tit nén
nha, tran nha, trén, dudi, phai, trai v.v...

4. Hay boi theo dong chay cua riéng minh, ngay ca khi
c6 phai boi nguoc dong nuwoc di nita

Hay nhd lai viéc Merck va HP da phét 16 nhiing tap quan
kinh doanh théng thuong dé giit vitng ban sic cong ty nhu
thé nao! Su lién két chung toi hay néi dén trong cudén sach
ndy c6 nghia 1a dugc dan dat trude hét va duy nhat béi tu
tudng cda chinh minh, chit khong phai 1a nhing tiéu chuén,
tap quan, hinh mau, thuc hanh v.v... cia thé gi6i bén ngoai.
biéu d6 khong c6 nghia la ban phét 19 thuc té, ngugc lai,
tu tudng va tham vong do chinh cong ty ban lap ra sé phai
huong dan moi ing x trong cong ty déi voi thuc té. Va néu
dugc nhu vay, cong ty ban sé gay ngac nhién, tham chi gay
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“s6c” cho tat cd - ti cac doi thu, bao chi, cac gido su vé kinh
té - rang du cac chién luge va thyc hanh cta cong ty c6 la
luing dén may di nita, ching van c6 y nghia tuyét hdo &
chinh cong ty ban.

Vi duy, vao thap nién 1970, cong ty J&J Chuyén HOi s vé
ngay trung tam New Brunswick, New Jersey bdi vi diéu nay
phu hop véi tin diéu cda cong ty, chit khong phai day la
mot quyét dinh dung dan vé kinh doanh! Boeing ludén trung
thanh véi tiéu chuan an toan khi thiét ké may bay (vuot xa
cac dobi thd canh tranh) khong phai do yéu cau cda thi
truong, ma 1a do yéu cau cda tu tudng cong ty. Cong ty 3M
khong theo quy tic kinh doanh théng thuong rang mot
cong ty nhé trén da phat trién nén tap trung vao mot dong
san pham duy nhat, béi mot chién lwgc tap trung nhu thé
khong phu hgp vdi tham vong xay dung mot cong ty mang
tinh céi tién lién tuc nhw 3M. Mot vi du khac: hinh mau
vé thi phan c6 thé rdt pho bién thinh hanh trong gidi
doanh nghiép nhiing nam 1970, song n6 khong c6 y nghia
gi v6i HP!

Khong c6 nghia 1a cac céng ty hang dau c6 nhitng thuc
hanh, nhitng phuong phap dung dan, trong khi cac cong ty
khac sai lam. Khong c6 van dé dung sai ¢ day: mot bién
phap ding & HP c6 thé sai & Merck, 3M hay nhiéu cong ty
khac.

Cau hdi ding dan khong 13 “Phuong phap nay cé tot hay khong?”
ma phai la “Phuong phap nay cé phu hop voi cong ty hay khong,
c6 phu hop voi tu tudng va tham vong cla cong ty hay khong?”
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5. Loai bé nhitng lién két sai lam

Néu ngay bdy gio ban thit nhin céng ty ban, c6 1é ban co
thé chi ra dugc it nhat 1a mot ta nhitng yéu té khong lién
két véi tu tudng cot 161 hoac tham chi can trd sy phat trién
cda cong ty - nhitng thuc hanh khong phu hop bang cach
nao dé da len 18i vao bé may cda cong ty. D6 c6 thé 1a hé
théng thudng phat, cau tric cda t0 chitc, muc tiéu kinh
doanh hién tai, hay cac chinh sich ngan can nhitng déi
méi va diéu chinh, hodc chinh vé ngoai cda van phong
cong ty.

Pat dugc tinh lién két khong chi 1a mot qua trinh thém
nhitng cai mdi, ma con la mot qua trinh lién tuc, bat tan
cda viéc tim ra va diéu chinh nhing yéu t6 lién két sai lam,
gay can trd cho su phat trién hoac lam céng ty xa roi tu
tudng cot 16i hodc can tré sy phat trién déu phai thay déi
hodc loai bd, trit mot diéu duy nhat: tu tudng cot 16i cda
cong ty ma thoi.

6. Ap dung nhitng phuong phap da dugc chitng minh va
tao ra phuong phap mai

Mot cong ty phai c6 mot tu twdng cot 16i dé trd thanh mot
cong ty hang dau. Cong ty ciing phai c6 mot dong cd, mot
khao khat chay bdéng cho sy tién bd. Cudi cung, cong ty
phai dugc thiét ké sao cho trd thanh mot to chic c6 kha
nang gin git cai c6t 16i - thic ddy su tién b, véi tat ca cac
yéu t6 cau thanh to chic hoat dong lién két chat ché véi
nhau. D6 1a nhitng yéu cau chung cho mot cong ty hang
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dau, nhing yéu cau nay khong thay doi t¢ mot tram nam
trudc day va sé tiép tuc khong thay doi trong thé ky XXI,
chung t6i tin tudng la nhu vay.

Tuy nhién, nhitng phuong phap cu thé ma cac cong ty
hang dau dung dé thuc hién viéc “gin giit cai cot 16i - thuc
day sy tién bo” thi chdc chin la phéi thay déi theo thoi
gian. Cac muc tiéu 16n (BAHG), nén van héa cong ty mang
tinh nghi thitc, viéc phat trién mang tinh chat tién hoa, viéc
xay dung doi ngd quan ly t noi bo, viéc lién tuc tu hoan
thién, tat ca déu la nhing phuong phap hién dugc ap dung
dé lam diéu nay. Song d6 khong hé la nhitng phuong phap
duy nhat, va c6 thé nhiéu phuong phap moéi sé dugc tao ra.
Nhimg cong ty hang dau cla tuong lai ngay bay gio da va
dang th nghiém va tim kiém nhiing phuong phap méi hon,
tot hon cho ho. Chac chan 1a nhitng viéc ho lam c6 thé ky
di, bat thuong trong con mat cac dbi thi canh tranh, song
mot ngay nao do, chiing sé trd thanh nhiing tap quan chung.

Va do6 chinh la diéu ban nén lam néu mudn coéng ty cda
ban gia nhap vao doi ngd tinh hoa cda nhing tap doan
thanh cong hang dau trén thé gidi. Du ban 1a mot nha kinh
doanh, mot nha quan ly, CEO, thanh vién Hoi dong quan
tri, hay mot nha tu van, ban déu c6 thé suy nghi va kham
pha ra nhitng phuong phap méi vira cing cb tu tudng cot
16i cda cong ty, vita c6 kha nang thic day moi thanh vién
cda cong ty. Ban cling can tao ra nhitng co ché khién nguoi
ta bang long véi tinh trang hién tai, thuc day thay doi, cai
tién, d6i mai va phat trién, néi mét cach ngan gon, dé 1a
nhing co ché truyén cho moi ngudi tinh than tién bo va
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phat trién. Néu ban cé thé nghi ra nhiing phuwong phap dé
gin gi® cai cot 16i ma chung t6i chuwa dé cap tdi trong cudn
sach nay, hdy ap dung phuong phap d6. Néu cé thé phat
minh ra nhitng co ché thic day su tién bo, hiy thi ap dung
chung. Hay lam ca hai: ap dung nhitng phuong phap da
dugc chitng minh va tao ra nhitng phwong phap mdi.

KHONG PHAI LA KET THUC

Chung t6i da c6 gang hét sic dé kham pha va trinh bay
cho cac ban nhitng yéu td cg ban tao nén thanh cong ruc
ré cda nhitng tap doan hang dau thé gisi qua thoi gian.
Chuing t6i da dua ra mot s6 luong 16n cac chi tiét va bang
ching, va c6 1é it ai trong s6 cac ban cé thé nhd hét moi chi
tiét trong cudn sach nay. Nhung trudc khi ban doc xong
cudn sach nady, chung téi mudn ban ghi nhé (va truyén dat
cho ngudi khac) bon khai niém giip huéng dan cho suy
nghi vé quan tri cda ban trong toan bo su nghiép sap toi.
Cac khai niém do la:

1. Hay la mot “kién tric su”, mot nguoi “tao ra dong ho”

chtt khong chi 1a “nguoi bao gio” don thuan.

2. Ludn tudn thd nguyén tac “Su ky diéu cda chit VA”.

3. Gin gitt cai cot 16i / thic ddy sy tién bo.

4. Tim kiém su lién két mang tinh nhat quan.

Chung t6i cAm thay minh c6 diéu gi d6 giong nhu Dorothy
trong tac pham Wizard of Oz, ngudi sau mot chuyén di tim
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kiém thay phu thdy, kéo tAm man che va nhan ra rang dé
khong hé 1a mot thady phu thiy ma chi 1a mot con nguoi
binh thuong. Gidng nhu Dorothy, chiing t6i chot nhan ra
rang nhitng nguoi xay dung thanh céng nhing cong ty
hang dau chidng hé théng minh hon, 4n twong hon, sang
tao hon, c6 nhitng suy nghi phitc tap hon, c6 y tudng vi
dai hon - néi ngan gon, Chéng c6 gi than thanh hon chung
ta ca! Nhitng diéu ho da lam hoan toan trong tam tay cda
moi CEO, moi nha qudn 1y, kinh doanh trén thé gigi. Nhing
ngudi xay dung thanh céng cac cong ty hang dau luon co
khuynh hudng don gidn trong cac phuong phap kinh
doanh cia ho, tat nhién, don gidn & day khong hé c6
nghia 1a dé dai!

Chung t6i tin rang diéu do6 c6 ¥ nghia 16n doi véi doc gia.
biéu do co nghia 1a du ban 1a ai, ban van c6 thé trg thanh
nhan t6 chd dao trong viéc xay dyng mot cong ty hang
dau. Ban khong can phdai trong mong mot nha lanh dao tai
ba t trén troi roi xuéng, hay c6 dugc nhitng y twéng kinh
doanh vi dai, xuat than. Cting khong nén chap nhan budng
xuoi theo kiéu suy nghi: “Thoi, giam ddc diéu hanh & cong
ty chung ta khong phai la mot nha lanh dao xuat sic. Danh
chiu vay, hét hy vong ro6i!”. Xin cac ban chd lam tuéng rang
xay dyng nén mot cong ty hang dau 1la mot diéu gi d6 than
ky, chi mot sb rat it ngudi c6 thé lam duwgc ma thoi.

Va diéu nay ciing c¢6 nghia 1a tw day cudc séng cta ban
sé... kho khan hon trude. Ban can giup dé cac dong nghiép
linh héi duge nhitng bai hoc tw cudn sach nay. Mot sy that
choang ngop chgt hién ra trudc mat ban: ban cting c6 kha
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nang nhu bat ky ai trong viéc giip cho cong ty, t6 chic cida
ban thanh céng. Ngay ti hom nay ban da cé thé ap dung
nhting kién thitc da hoc dugce tir chiing t6i! Cudi cung va c6
1é 1a quan trong hon ca, tit nay ban sé lam viéc v4i mot suy
nghi tran trong vé t6 chic ctia ban, nhu 1a mot thé ché xa
hoi quan trong, doi hdi chiing ta phdi quan tam, chd y toi
da trong cong viéc. B&i chinh qua sttc manh cia cac to
chttc - tap hop cia nhitng con ngudi hanh dong vi mdt muc
tiéu, sy nghiép chung - ma nhing cong viéc tot dep va kho
khan nhat trén thé gidi nay da dugc hoan thanh.

Vi nhitng 1&é d6, day khong phai 1a diém két thuc, cang
khong phai 1a diém bat dau cda mot qua trinh két thuc.
Nguoc lai, chung téi hy vong rang day chi 1a sy két thuc
cda mot khéi dau - khéi dau cda nhiém vu day khé khan
va thach thitc, nhung hoan toan kha thi - nhiém vu xay
dung mot cong ty hang dau.
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CHUONG MUOI MOT

XAY DUNG TAM NHIN
VA HOAI BAO CUA DOANH NGHIEP

Gin gir
cai cot 16i

Thic diy

sy tién bo

“Chung ta sé khong bao gi¢ ngung kham pha
Nhitng kham pha cda ching ta sé két thic
0 chinh noi ching ta bat dau

Va lan dau tién chung ta biét dugc noi nay.”

T. S. ELIOT, Four Quartets

am nhin®° c6 1é 1a to duoc st dung nhiéu
nhat, song cing it dugc hiéu duing nhét - trong ngon ngi
cda chung ta. “Tam nhin” goi 1én rat nhiéu hinh dnh khac
nhau. D6 c6 thé 1a nhitng thanh tyu xuat sac; cac gia tri
rang budc moi nguoi trong xa hoi; nhitng muc tiéu 16n co
thé dong vién moi ngudi. Hoac dé ciing c6 thé 1a mot diéu
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gl d6 vinh cttu, 1a 1y do ton tai cda mot to chuic; 1a diéu thuc
day nhing nd luc cda ching ta tt bén trong; ma cling co
thé 1a nhitng mong wdc cda ching ta. Va van dé 1a ¢ do: ai
cling biét tam nhin quan trong nhu thé nao, song chinh xac
thi d6 1a gi?

Trong chuong nay, ching t6i sé trinh bay mot khuon
mau vé khai niém dé dinh nghia tam nhin moét cach ré
rang, tranh sw map ma lau nay doi véi khai niém nay, dong
thdi cung cap cho doc gid nhitng huéng dan cu thé cho viéc
hinh thanh mét tdm nhin chat ché, mach lac, ré rang trong
mot t6 chite. Khuén mau nay duwoc hinh thanh tw dv an
nghién cttu kéo dai sudt sdu nam cda chung toi ¢ cac cong
ty hang dau; sau d6 dugc xem xét, kiém tra va gop y bdi
cac nha quan 1y va lanh dao cac t6 chic thudc dd loai hinh
va quy mod trén toan thé gidi. Khi ching téi trinh bay vé
khuon mau nay, cé thé c6 vai y kién trung véi cac két qua
nghién ctru da trinh bay trong cac chuong trudc do. Vi vay,
duong nhu chuong nay co vé thira, song cac tac gid van
muoén trinh bay duwsi dang mot chuong doc lap. Hon nita,
chuong nay con duwa ra nhiing huéng dan hét sic cu thé vé
viéc 1lam thé nao dé ap dung nhiing V tudng néi trén, cung
vOi cac vi du minh hoa khong chi tit nhitng cong ty hang
dau ma con t nhiéu cong ty, t6 chic khac ma chung toi
da c6 dip lam viéc va tiép xuc.

Xin dugc phép nhéc lai két qua nghién ciu chd yéu cda
ching t6i: dac tinh co ban cua cac cong ty thanh cong va
truong ton 1a viéc ho ludn tuan thu tw tudng cot 16i, dong
thoi ludn thuc day, khuyén khich nhitng thay d6i va tién bo
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& bat ky thanh phan nao khong phai 1a c6t 16i. N6i cach
khac, ho c6 su phan biét r6 rang gitta nhitng cai bat bién
va nhitng cai can thay doi dé dap tra va thich nghi véi su
thay doi cia thé gidi bén ngoai, gita nhing gi la cot 16i,
thiéng liéng va nhing gi khong phai la can ban cda cong
ty. Xac dinh ré “tam nhin” bang viéc s¢ dung khuon mau
trong chuong nay sé giup cho viéc thyc hién khai niém “Gi®
gin cai c6t 16i- Thuc ddy su tién bo” trong mot té chic.

KHUON MAU VE “TAM NHIN” VA “HOAI BAQ”

Vién canh tuong lai
BHAG cho 10-30 nam

Mo ta cu thé So do 11.A
XAY DUNG “TAM NHIN” VA
Tu tudng cot 16i “HOAI BAO” CHO TO CHUC

Gia tri cot 16i

Muc tiéu cot 16i

Mot “tam nhin” gom hai phan chd yéu - mot tu tudng cot
16i va mot vién canh tuong lai. Hay chu y dén tinh doi xiing
tuong tw nhu & dong co “Giit gin cai cot 16i - Thic day su
tién bo”. Mot tam nhin xa xay dung trén su lién két gitta hai
yéu to “am” va “duong”: mot mat né xac dinh “ly do ton tai
cda chung ta” (tu tuéng cot 16i, cai bat bién), dong thoi mat
kia n6 noi vé “diéu ching ta mong dat duoc, trd thanh, tao
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ra” (cai thuc day nhitng thay doi va tién bo dé dat dugc mot
vién canh trong tuong lai).

Theo duéi tam nhin nay dong nghia véi viéc tao ra lién
két vé t0 chirc va chién luge dé wvira gin git cai cot 16i, vira
thuc ddy nhing tién bé hudng vé mot vién canh tuong lai.
Chinh s lién két d6 da dem lai stc song va hién thuc héa
tam nhin ban dau.

TU TUONG COT LOI

Nhu da trinh bay trong chuong 3, tu tuéng c6t 16i néi lén
nhtng dic tinh bat bién ciia mot t6 chitc, d6 chinh 1a yéu
t6 mang tinh nhat quan, vuot 1én trén cac vong doi san
phé{m/thi truong, cac tién bo cong nghé, cac phong cach
quan tri va cac nha lanh dao. That sy ma néi, déng gop,
cong hién 16n nhat, quan trong nhat cda nhitng ngudi “kién
tric su” cda cac cong ty hang dau thé gi6i chinh 1a tu tuwéng
c6t 16i cda cong ty. Bill Hewlett da néi vé nguoi ban than,
nguoi doi tac kinh doanh 1au nam David Packard khi Packard
qua doi nam 1996 nhu sau: “Di san to 16n nhat ong dé lai
cho ching t6i 1a mot bd cac quy tac vé dao ditc cong ty,
dugc biét dén véi cai tén “Dudng 16i HP”.36! Tu tudng cot 16
cda HP da thuc sy dan dat cong ty tu lic khdi dau nim
1938, tu tudng dé bao gom y thiic ton trong cd nhan, su
cam két vé chat lugng va do tin cay ddi véi san pham, cam
két cac trach nhiém do6i voi cong dong (Packard dé lai di
chic chuyén 4,3 ty dola co phan tai HP cda 6ng ta cho mot
t6 chite tw thién), va quan niém cong ty ton tai dé dong gop
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nhing cai tién vé k¥ thuat cho su phat trién va phuc lgi cho
con nguoi. Nhitng nha sang lap nhu David Packard, Masaru
Ibuka, George Merck, William McNight, Paul Galvin ludén
hiéu rang: biét minh 1a ai quan trong hon nhiéu so véi biét
minh sé di dau, vi huéng di sé thay doi khi thé gigi quanh
ta thay d6i. Cac nha lanh dao tai ba rdi sé qua doi, cac san
pham rdi sé 16i thoi, thi truong thay doi, cong nghé mdi
xuat hién, cac phong cach quan tri méi dén va di, nhung
riéng tu twdng cot 16i & mot cong ty hang dau ludn bat bién,
1a kim chi nam cho sy phat trién.

Tu twdng co6t 16i 1a chat két dinh trong mot t6 chic trong
su6t qua trinh phat trién cda no: tang trudng, phan quyen,
da dang hoa, mé réng ra thi truong toan cau... C6 thé coi
tu twdng cot 16i nhu nhing tin diéu cda dao Do Thai, nhing
tin diéu da rang budc va gan b6 nhitng ngudi Do Thai lai
vOi nhau hang thé ky qua, du ho 1a mot dan toc khong co
T6 quéc! Cling c6 thé lién tudng tu tudng cot 16i v6i nhing
“sy that hién nhién” trong ban Tuyén ngén Péc ldp cia
Hoa Ky, hay nhitng nguyén tac va 1y twéng phd bién cla
cong dong lam khoa hoc khap thé gidi, nhitng nguyén téc
va ly tudng da gan két cac nha khoa hoc tit moi quoc gia,
dan toc hudng t6i mot muc dich chung duy nhat: vi su phat
trién kién thitc cho con ngudi.

Bat ¢t mot “tam nhin” nao cda doanh nghiép cting phai
thé hién tuw twéng cot 16i, tw twéng nay gom hai thanh phan
chd yéu: gia tri c6t 16i va muc tiéu cot 16i.
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Gia tri cot 16i

Gia tri cot 16i 1a nhitng nguyén 1y co ban va bat bién cda
mot t6 chite. Gia tri cot 16i 1a mot nhém nhd nhitng nguyén
tac mang tinh dan duong, bat bién va khong can giai thich:
Chung c6 nhtng gia tri va tam quan trong noi tai doi véi
nhitng thanh vién t6 chic. Gia tri cot 16i clia cong ty Disney
(su twdng tugng va sy lanh manh) khong xuat phat t nhu
cau cda thi truong, ma chi don thuan xuat phat t@ mot
niém tin nodi tai rang nhitng yéu t6 can duoc phat trién va
gitt gin. William Procter va James Gamble khong chi xem
chat luong tuyét hdo don thuan la mot chién luge kinh
doanh, ma coi do6 1a mot tin diéu thiéng liéng trong hon 150
nam lich st cong ty. Phuc vu khach hang mét cach tan tuy
va hét long da tré thanh mot phong cach song & Nordstrom
t¥ nam 1901 - tic la 8 thap ky trudc khi cac chuong trinh
phuc vu khach hang tré nén phé bién trong gi6i kinh doanh.
Bill Hewlett va David Packard c6 quan diém vé ton trong ca
nhan trugc hét 1a do niém tin cda chinh ban than ho, chi
khong phai tt bat et sach vé hay hoc thuyét quan 1y nao.
Ralph Larson, Gidm d6c diéu hanh cda Johnson & Johnson
da noi: “Cac gia tri cot 16i trong ban tin diéu cda cong ty
chung to6i c6 thé 1a mot loi thé canh tranh, song do khong
phai la 1y do ching t6i hinh thanh nhing gia tri d6. Ching
toi xay dung nhtng gia tri do vi chung cho chung tdi biét
ching t6i lam viéc vi cai gi; va cong ty sé luén theo dudi,
gin gitt nhitng gia tri d6 ngay ca khi trong mot sd truong
hop chung da trd thanh nhtng bat lgi trong canh tranh
trén thi truong”.36?
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Diéu mau chot 1a mot cong ty hang dau phai tw quyét
dinh cho né nhing gia tri cot 16i, khong phu thudc vao méi
truong bén ngoai, nhitng yéu té canh tranh hay nhitng trao
lvu va phong cach quan tri hién tai. Va nhu thé hién nhién
1a khong c6 mot bo gia tri cot 16i dung dan cho tat ca moi
cong ty. Gia tri cOt 16i ¢ thé khong phai la dich vu khach
hang (nhu & Sony), hay ton trong ca nhan (nhuw & Disney),
chat lwong (nhu & Wal-Mart), phan tng nhanh véi thi truong
(nhu & HP), hay tinh than dong doi trong cong viéc (nhu &
Nordstrom). (TAt nhién nhting cong ty trén sé c6 nhing
chién luge hay thuc hanh lién quan dén nhing gia tri do,
song do khong phai la gia tri cot 16i déi voi ho!). Mot lan
nita, xin dugc phép nhan manh, diéu quan trong khong
phdi 1a ndi dung cac gia tri cot 161, ma 1a viéc mot to chic
phdi c6 cac gia tri cot 16i ctia no.

Ban can hét sic can than va trung thuc trong khi xac
dinh cac gia tri cot 16i cda t6 chic cia ban. Néu lap ra qua
nhiéu gia tri c6t 16i, c6 kha ning ban sé ling ting khong
biét dau la diéu co ban nhat, dé lam lan giita gia tri cot 16i,
bat bién véi nhitng thuc hanh, chién lwgc kinh doanh, nhing
ting x1t van hoa - 1a nhitng cai can thay déi lién tuc cho phu
hop v6i méi truong bén ngoai. Hay nhé rang cac gia tri cot
16i phai c6 kha nang ding viing theo thoi gian. Hay lap ra
mot ban nhap danh sach cac gia tri cia ban, sau do dat
cau hdi sau vdi ting gia tri mot: “Néu hoan canh thay doi
va gia tri nay gay kho khan cho cong ty, ching ta sé git
hay bé n6?” Néu ban khong thé trung thuc tra 16i “co”, thi
gia tri d6 khong phdi 1a gia tri cdt 16i va can phai loai ra
khoi danh sach.
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Vi dy, mot cong ty cong nghé cao dang suy tinh liéu c6
nén dat “chat lugng” vao danh sach cac gia tri cot 16i cta
ho hay khong. Giam doc diéu hanh héi: “Gid st mudi nam
ntta, chat lwong khong con la yéu to tao nén sy khac biét
trén thi truong, gid st khi d6 nhing yéu td quan trong chi
1a tdc do va cong suat, thi khi do liéu ching ta con muén
gitt chat lwong nhu 1a mot gia tri cot 16i nita hay khong?”
Cac thanh vién quan ly nhin nhau va cudi cung tra 10i: “Noéi
mot cach trung thuc thi khong!” Thé 1a chat lugng bi loai
ra khoi danh sach cac gia tri cot 16i, n6 chi 1a mot chién
lugc trong hién tai (tuy nhién, cac chuong trinh phat trién
chat lwong van 1a mot co ché thic ddy su tién bo cda cong
ty). Cac nha qudn 1y cong ty tiép tuc xét dén truong hop
cda yéu t6 “cadi tién k¥ thuat hang dau”. Giam doc diéu
hanh lai néu cau hdi twong tw: “Liéu ching ta cé tiép tuc
theo duéi gia tri nay du hoan cdnh bén ngoai thay doi nhu
thé nao di nita hay khong?” Lan nay nhiing nguoi con lai
dong thanh trad 1oi: “Pung, chung ta luén mong mudn trd
thanh cong ty di dau trong nhiing cai tién ky thuat. biéu
d6 da, dang va sé ludn quan trong vdi cong ty, du trong bat
ky hoan canh nao. Va néu thi truong khong chap nhan va
danh gia cao nhting cai tién ay, chung ta sé di tim nhing
thi truong khac chap nhan ching”. Va thé 1a “cai tién ky

A

thuat hang dau” dugc xem la mot gia tri cot 16i ctia cong ty,
va mai mai nhu vay. Mot céng ty khong nén thay doi gia
tri cot 16i dé phu hop véi yéu cau thi truong, nguoc lai, cong
ty nén thay doi thi truong (néu thay can thiét) dé gitt ving
nhtng gia tri c6t 16i ctia no.
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Ai sé tham gia vao viéc xay dung cac gia tri cot 16i phu
thudc vao quy moé kinh doanh, do tudi ctiia cong ty, song
noi chung chung toi de nghi cac ban/phong 1ap mo6t nhom
cong tac mang tén nhom “sao Hoa”. Cach lam nhu sau: hay
hinh dung ban duoc yéu cau lap ra mét van phong cong ty
trén mot hanh tinh khac, song chi c6 5-7 chd trén con tau
vl tru dua ngudi cda ban dén do, vay ban sé gii ai di? Do
chinh 1a nhitng ngudi hiéu ré nhat nhitng gia tri cot 16i cda
cong ty, nhitng ngudi c6 kha nang nhat, dugc tin cay nhat.
Chung t6i thuong chon ra mot nhém 5-7 ngudi wu td nhat
- nhém “sao Hoa” dé xay dung cac gia tri cot 16i cho cong
ty, béi ho chinh 1a ngudi thé hién ro nhat “gen di truyén”
cda cong ty (mhéom “sao Héa” nay cing duoc st dung dé
xay dung cac muc tiéu cot 16i).

Chiing t6i chua timg thidy mot t6 chite ndo, du c6 quy mo
rong 16n bao nhiéu di nita, lai khong thé xac dinh dugc mot
s gia tri cot 16i, dugc chia sé bdi moi thanh vién to chiic.
“Chia khoa” cho viéc nay la tién hanh tt ca nhan dén to
chitc. Nhitng nguoi chiu trach nhiém vé viéc xac dinh gia
tri c6t 16i can suy nghi tra 16i nhitng cau héi sau: Ca nhan
ban coi nhitng gia tri ndo trong coéng viéc la gia tri cot 16i
- nhiing gia tri quan trong ma ban ludon gin git va huéng
tdi ngay ca khi ban khong dugc khuyén khich va khen
thuéng vi diéu d6? Néu con cai ban hdi vé nhing gia tri
ban coi trong trong cong viéc, nhitng gia tri ban mong
mudn chung ciing hudng t6i khi ching truéng thanh va di
lam, ban sé chon ra gia tri nao? Néu ngay mai ban c6 du
tién va khong can lam viéc cho dén cudi doi ban, ban co6
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tiép tuc song theo nhing gia tri d6 hay khong? Ban c6 hinh
dung va hy vong rang mot tram nam sau, nhitng gia tri d6
van quan trong nhu hom nay khong? Ban c6 san sang gitt
nhtng gia tri d6 ngay ca khi trong mot s6 thoi diém ching
tré thanh bat lgi trong canh tranh cho céng ty ban? Néu
ban khdi sy kinh doanh trong mot nganh hoan toan khac,
gia tri cot 161 nao ban van tiép tuc theo dudi, du & bat cw
nganh kinh doanh nao? Ba cau héi cudi la hét stc quan
trong, bdi tra 16i nhitng cau hoéi nay cho phép chung ta
phan biét dugc nhitng gia tri cot 16i, bat bién v6i nhing
chién lwgc va thuc hanh kinh doanh lién tuc thay déi theo
thoi gian.

Muc tiéu cot 16i

Muc tiéu cot 16i 1a 1§ do co ban cho viéc ton tai cda mot
to chitc. Gitta muc tiéu cot 16i va gia tri cot 161, chuing toi coi
muc tiéu co6t 16i 1 quan trong hon trong viéc dan dat va
truyén cam hing cho mét sé to chic. Pay cing 1a yéu t6
kho xac dinh hon.

Mot muc tiéu hiéu qud phdi phdn anh duoc tam quan
trong nguoi ta gan cho cong viéc cda cong ty - n6 phai khai
thac dugc cac dong lyc ly twdng cia nhan vién, khong chi
don gidn 1a phdn anh sadn phdm hay khach hang muc tiéu
cda coéng ty. Muc tiéu phai thé hién duogc tinh than cta to
chitc (xem bang 11.1). Muc tiéu cua mot cong ty khong chi
1a kiém tién, nhu David Packard da néi trong mot bai phat
biéu nam 1960: “Nhiéu ngudi sai lam khi nghi rang mot
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cong ty ton tai chi 1a dé kiém tién. Loi nhuan chi 1a mot két
qud quan trong ctia sy ton tai cia cong ty ma thoi. Chung
ta phai suy nghi va tim ra Iy do that su ctia su ton tai do”.

Khong nén nham lan gitta muc tiéu cot 16i (bat bién trong
hang tram nam) véi cac muc tiéu va chién lugc kinh doanh
cu thé (thuong xuyén thay déi trong mot thdi gian dai).
Nguoi ta c6 thé dat cac muc tiéu va chién luge kinh doanh
cu thé, song muc tiéu c6t 16i thi khong bao gid hoan toan
dat dugc - n6 twa nhu mot ngodi sao & tit chan troi, dan
duong cho chung ta, song khong bao gio ta vdi t6i dugc
ngdi sao do. Can luu ¥: ban than muc tiéu cot 16i khong
thay d6i, song né lai khuyén khich, truyén cam himg cho
nhitng thay doi khac trong cong ty. Viéc khong bao gio
hoan thanh muc tiéu cot 16i ciing dong nghia véi viéc mot
t6 chitc khong bao giod dugc ngung thay doi va tién bo dé
tién gan hon, xing dang hon véi muc tiéu ay!
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Bang 11.1

Vi DU VE MUC TIEU COT LOI

3M:

Cargill:

Fannie Mae:

Hewlett-Packard:

Israel:

Lost Arrow
Corporation:

Pacific Theatres:

Mary Kay:
McKinsey:

Merck:
Nike:

Sony:

Telecare:

Wal-Mart:

Walt Disney:

Gii quyét cac van dé chua dugc gidi quyét mot cach sang
tao, cai tién

Nang cao mtc séng trén toan thé gisi

Phat trién ciu tric xa hoi bang cach lién tuc dan chd hoa
quyén sd hitu nha

Dong gop ki thuat cho sy phat trién va phiic 1gi ctia xa
hoi loai nguoi

Tim ra noi dinh cu an toan cho cong dong ngudi Do Thai
trén toan the gidi.

Tré thanh hinh mau va céng cu cho nhtng thay déi
mang tinh xa hoi

Cung cap dia diém cho con ngudi phat trién va lam viing
manh cong dong

Cung cap nhitng co hoi khong han ché cho phu nt.
Giup cdc tap doan hang dau va cac Chinh phu
thanh cong hon

Bao vé va phat trién cudc séng con nguoi.

Trai nghiém nhitng cdm xuc canh tranh, chién thang, dé
bep doi thi

Trai nghiém niém vui ctia sy phat trién va ap dung cong
nghé cho lgi ich cong dong

Gitp nhiing ngudi bi khuyét tat vé tinh than nhan ra tiém
nang cda ho

Tao co hdi cho nhitng nguoi binh thuong mua dugc nhing
hang hoa nhu nhitng nguoi giau van mua

Lam con ngudi hanh phic
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Khi xac dinh muc tiéu, mot so cong ty sai lam khi ho chi
don gidn ké ra cac san pham va khach hang hién tai. Theo
chung t6i, d6 khong phai la mot muc tiéu hitu hiéu. Chéng
han, cau sau day hoan toan chi mang tinh chat mo ta:
“Coéng ty ton tai d€ hoan thanh hop dong voi Chinh phu,
tham gia vao thi truong cam co thi cap bang cach chuyén
nhtng khoan cam c6 thanh chiing khoan dau tu”. Mot tuyén
b6 vé muc tiéu tot hon c6 thé sé la: “Phat trién cau tric xa
hoi bang cach lién tuc dan chi héa quyén s hitu nha” (&
Fannie Mae). Thi truong cam c6 thit cap c6 thé khong ton
tai lau dén mot tram nam, song phat trién cau truc xa hoi
béang cach lién tuc dan chd hoa quyeén s3 httu nha sé 1a mot
muc tiéu lau dai, du thé gi6i co thay doi thé nao di nia.
Puogc huwong dan béi muc tiéu nay, dau nhing nam 1990,
Fannie Mae tung ra mot loat bién phap tao bao, bao g6m
mot chuong trinh phat trién hé thong moi nham gidm chi
phi bdo hiém cam c¢6 t6i mic 40% trong vong nam nam, cac
chuong trinh nhdm x6a bd sy phan biét ddi xit trong qua
trinh xét cho vay, va cd mot muc tiéu 16n vé viec tai trg 1
ty dola cho 10 triéu gia dinh da bi twdc quyén sé hitu nha
(nhttng dan toc thiéu s0, nguoi nhap cu, cac nhém dan cu
c6 thu nhap thap) cho dén nam 2000.

Tuong ty nhu vay, ¢ cong ty 3M, muc tiéu khong phai la
cac san pham cu thé nao do, ma la quyét tam giai quyét
moi van dé mot cach cai tién, sang tao vé ky thuat - mot
muc tiéu dan dit cong ty dén nhitng linh vuc mdi mé. Muc
titu cda McKinsey khong phdi 1a tw van quan tri, ma la
giip cac t6 chiic va Chinh phd thanh cong hon - diéu ma
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trong mot thé ky t6i c6 thé bao gdom ca nhitng phuong phap
khac, khong chi 1a tv van nhu hién nay. HP khong ton tai
chi dé lam cac thi nghiém dién va san xuat cac dung cu do
luong, ma noé ton tai dé c6 nhitng dong gop ve ky thuat,
qua do6 lam doi song con nguoi tdt hon (muc tiéu cot 16i nay
da dua HP di rat xa so voi san pham ban dau cia cong ty
- cac thiét bi dién!). Va hay nghi xem néu Walt Disney coi viéc
sdn xuat phim hoat hinh 1a muc tiéu cda coéng ty (thay vi
“lam cho con ngudi hanh phuc”), liéu ching ta ngay nay con
c6 dip chiém ngudng va tan hudng nhing Disneyland, EPCOT
Center hay doi hockey Anaheim Mighty Ducks hay khong?

Chung t6i c6 dip lam viéc véi mot cong ty dugc phﬁm,
khi ho dang can nhéc viéc dat muc tiéu cot 16i 1a “san xuat
thu6c dé chita bénh cho con nguoi”. Chung t6i lién dat cau
héi: “Liéu mot tram nam ntta muc tiéu nay cé con phu hop
khong?”. Mot nha quan 1y nhan ra rang trong tuong lai biét
dau cong ty con c6 thé kham phd hay phat minh ra nhing
bién phap khac dé chita bénh, thay vi sdn pham thudc
truyén théng. Mot ngudi khac lai thdy rang c6 thé cong ty
sé nghién citu mot sO liéu phap chita bénh cho dong vat
trong vong vai chuc nam tgi. Nha quan ly thit ba noi, “Toi
khong chi nghién cttu cac bién phap chita bénh, ma phai
tao ra nhitng tién bd quan trong trong phuong phap chita
bénh, vuot 1én tat cd moi ngudi. Con gi khac ntta?” Cudi
cung, sau khi ban bac, cong ty thong nhat xac dinh muc
tiéu 13, “Chung toi ton tai dé€ dem lai nhing tién bo quan
trong trong viéc chita bénh”. bay la muc tiéu cOt 16i o thé
dan dat cong ty trong vong mot thé ky tiép theo.
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Mot cach dé xac dinh muc tiéu c6t 16i 1a phai tra 16i nam
cau héi “Tai sao?”. Hay bat dau bang nhing cau moé ta nhu
“Ching ta sé sdn xuat san pham X” hay “Chung ta cung
cap dich vu Y”, roi dat cau hoi “Tai sao” nay, ban sé thay
ban tién dén gan cdc muc tiéu co ban cda coéng ty hon.
Chung t6i da ap dung phuong phap nay khi lam viéc véi
mot cong ty nghién ctu thi truong. Ban lanh dao cong ty
trudc dé da gap gd, thdo luan va ra mot tuyén bd vé muc
tiéu nhu sau: “Cung cip cac dit liéu nghién cttu thi truong
t6t nhat hién c6”. Chung to6i lién dat cau hdi: “Tai sao cung
cap cac dit liéu nghién ciu thi truong tot nhat hién co lai
quan trong nhu vay?” Sau khi thao luan tiép tuc, cau tra 1oi
da phan anh sau sac hon vé muc tiéu, nhu sau: “Cung cap
céc dit liéu nghién cdu thi truong tot nhat hién c¢6 dé khach
hang c6 hiéu biét tot hon vé thi truong ctia ho”. Cac phan
tich sau do6 tiép tuc cho thay y thic vé gia tri ciia cong ty
khoéng chi dén tw viéc ban cac dit liéu nghién ciu thi truong
ma con tu viéc that sy dong gop vao thanh cong cia khach
hang. Cac cau héi lién tiép cudi cung dan dén viéc cong ty
xac dinh muc tiéu c6t 161 cia ho nhu sau: “Pong goép vao
thanh cong cda khach hang bang cach gitp ho hiéu thi
truong cua ho”. V6i muc tiéu nay, th nay modi khi dua ra
quyét dinh vé san pham, cau héi khong phai 1la “Liéu san
pham ndy c6 ban duoc khong?” ma phai 1a “Liéu san pham
nay c6 dong gop vao thanh céng cia khach hang hay khong?”

Phuong phap tra 15i nam cau héi “Tai sao?” c6 thé gitp
cac cong ty trong nhitng nganh “nhat nhéo va vo vi” khi
xac dinh muc tiéu sao cho c6 ¥ nghia nhat. Chﬁlng han, mot
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cong ty kinh doanh nhwa duong va da séi c6 thé bit dau
bang muc tiéu “Chung t6i san xuat san pham nhya duong
va da séi”. Sau vai cau hdéi “tai sao”, cong ty dé c6 thé kham
pha ra rang nhua duong va da séi quan trong bédi chat
lugng cla cac cong trinh co s ha tang rat quan trong doi
vOi an toan cda moi nguoi: 1ai xe trén nhitng con duong gap
ghénh sé rat buc minh va cé thé nguy hiém; may bay khong
thé ha canh trén nhiing duong bang c6 chat lwong bé tong
kém, cac toa nha xay dung bang vat liéu kém, chat Iugng
sé dé xuéng cap, dé sup do hon khi c6 dong dat v.v... Tu
d6 cong ty ndi trén di t6i mot dién dat mdi vé muc tiéu cot
16i: “Lam cho cudc séng con nguoi tot dep hon bang viéc
nang cao chat luong ctia cac cau triic nhan tao”. Va chinh
véi muc tiéu nay ma coéng ty Granite Rock Company &
Watsonville, California da gianh dugc giai thuéng cao quy
vé chat lwong Malcom Baldrige - mot diéu hoan toan khong
dé dang doi voi mot cong ty nhd, chuyén khai thac da va
sdn xuat nhwa duong nhu ho. Day cling 1a mot trong nhiing
cong ty nang dong va tién bo nhat ma chung t6i tung gap
trong qua trinh nghién cuu.

C6 1é ban sé dé y thay rang khong hé c6 mot muc tiéu cot
16i ndo dugc chung toi ké ra trong chuong nay mang noi
dung “t6i da héa loi titc cho ¢ dong”. Vai tro chi yéu cia
mot muc tiéu la huwéng dan va truyén cdm hirng. “T6i da
héa loi tic cho c6 dong” ré rang khong thé truyén cam
hing cho toan bd thanh vién ctia to chic, va ciing khong
dé ra nhitng huéng dan nao ca. Pay sé la muc tiéu cda
nhtng t6 chiic chwa xac dinh ra muc tiéu cot 16i thuc sy
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cda ho. Va dé chi 1a mot tu tudng thay thé khong hoan hao.
Khi nghe nhitng nguoi ¢ cac t6 chitc thanh cong néi vé
nhitng thanh qud cda ho, ban hau nhu khong nghe ho
nhac dén 1gi tic co phan. Cac thanh vién cda Motorola néi
vé nhing tién bd dang ké trong chat luong hang hoa cling
nhu dau 4n ma san pham cia cong ty dé lai trén thé gidi.
Nhitng nguoi t¢ HP ty hao ké vé nhing déng gop vé mat
ky thuat ciia san pham cong ty cho thi truong. Cac thanh
vién cda Nordstrom thi ké vé chat luwgng phuc vu khach
hang, v6i nhing tam guwong cu thé. Khi mot ky su cda
Boeing ké vé viéc cong ty dua ra san pham may bay 777
md6i, anh ta khong hé néi: “Toi doc hét tam stc vao du an
nay vi né sé lam lgi titc moéi ¢6 phiéu tang lén 37 xu”.
Mot cach dé xac dinh muc tiéu vuot 1én trén viéc toi da
hoa lgi titc cho co dong la tro choi Random Corporate
Serial Killer (Sat thi doanh nghiép). Tro choi nhu sau: gia
st ban c6 thé ban cong ty cho mot nguoi vdi gia rat hoi,
cung véi trién vong t6t dep vé ngudn tién mat cho cong ty.
Tiép tuc gid s¥ ngudi mua céng ty cda ban ddm bao viéc
lam va mtc lwong 6n dinh cho moi nhan vién, nhung khong
chéc 1a cong ty con kinh doanh nganh cd hay khong. Cudi
cung, gia st rang ngudi mua do thuc sw c6 v dinh “giét”
cong ty cda ban ngay sau khi dd mua lai: Cac san pham,
dich vu khong duwoc tiép tuc sdn xuat va cung cap, cong ty
ngung hoat dong, thwong hiéu khong con nita. Cong ty sé
vinh vién biét mat trén doi. Liéu ban c6 chap nhan mot deé
nghi nhu vay khong? Tai sao chap nhan? Tai sao khong?
Néu cong ty khong con ton tai, diéu gi sé mat di? Tai sao
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cong ty tiép tuc ton tai lai quan trong nhu vay? Chung toi
tin rang vi du nay sé rat co ich, giup cho cac nha quan ly
chi quan tam dén khia canh lgi nhuan va tai chinh cda
doanh nghiép c6 diéu kién suy nghi k§ hon vé 1y do ton tai
cda mot to chic.

Mot phuong phap khac la dat ra cho nhitng thanh vién
trong nhom “sao Héa” nhiing cau héi sau day: Néu ngay
mai ban ¢ nhiéu tién dén mmic khong bao gid can di lam
nita, chung t6i can dwa ra muc tiéu cda to chic nhu thé
nao dd dé thuyét phuc ban tiép tuc lam viéc? Y thiéc nao
vé muc titu c6 thé thuc day ban tiép tuc céng hién cho
cong ty?

Budc vao thé ky XXI cac cong ty déu van dua vao nang
Iyc sang tao va tai nang cua nhan vién. Lam thé nao dé
nhting ngudi nay tan lyc cong hién hét kha nang cda ho.
Nhu Peter Drucker da chi ré, nhitng ngudi cong hién nhiéu
nhat, t6t nhat, 1a nhitng nguoi tinh nguyén, bdi ho con co
hoi lam nhiing viéc khac trong doi ho. Xa hoi ngay cang
nang dong, con nguwoi ngay cang trd nén hoai nghi doi voi
doi séng doanh nghiép, b6 phan kinh doanh ca nhan trong
nén kinh té cang lic cang mé rong. Trong boi cdnh do, cac
cong ty hon bao gid hét can hiéu dung vé muc tiéu cot 164,
nhu thé méi c6 thé thu hut, gin gitt va dong vién nhing
nhan vién xuat sic.

Vai két luan vé tu tuéng cot 16i

Mot két luan hét stic quan trong: ban khong tao ra hay
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xac 1ap tu tudng c6t 16i ma ban “kham pha” ra né. bé lam
duoc dieu dé, ban phdi nhin vao bén trong t6 chie, chi
khong nhin ra moéi truong bén ngoai. Tu tudng do phai la
mot tu twdng that sw, khong thé gid mao. Ngoai ra, ban
khong duwoc héi “Chung ta nén gitt gia tri cot 16i nao?” ma
phai hdi “Chung ta that sy gitt gid tri c6t 16i nao?”. Gia tri
va muc tiéu cot 16i phdi dugc hét sic quan tam va bao veé.
Néu ban nghi t0 chic cia ban nén c6 mot gia tri nao do,
(ma ban chua doan chéc t6 chiic da co gia tri do), thi khong
nén dua gia tri d6 vao cac gia tri cot 16i. Lam nhu vay sé
dan t6i su hoai nghi trong t6 chitc (“Ho lam gi vay? Chung
ta déu biét d6 khong phai 1a gia tri cot 16i & day”). Nhing
diéu ban mong wdc c6 thé 1a mot phan cda vién canh tuong
lai (trinh bay & phan sau cda chuong nay) hoac ctia chién
lugc kinh doanh, chit khong phai 1a mot phan cla tu tudng
c6t 16i. (Mot so gia tri cot 16i da ting quan trong song hién
nay tré nén yéu 6t va kém quan trong van c6 thé dugc xem
1a mot thanh phan cda tu twdng cot 16i, mot khi ban xac
nhan véi t6 chiic rang ban can va sé lam rat nhiéu viéc dé
“khoi phuc” lai nhitng gia tri do.

Vai tro cda tu tudng cot 16i 1a dé hudng dan va truyén
cdm hung chit khong phéi 1a dé€ tao ra su khac biét. Vi thé
hai cong ty c6 thé cé cung cac gia tri va muc tiéu cot 16i.
Nhu ching ta déu biét c6 rat nhiéu cong ty dat muc tiéu
“tao ra nhing dong gop ve ky thuat”, song it ai nhiét thanh
theo dudi muc tiéu d6 lau dai nhu HP. Tuong ty, nhiéu
cong ty c¢6 muc tiéu “bdo vé va nang cao doi séong con
ngudi”, song it ai lam diéu dé t6t nhu Merck. Nhiéu cong ty
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dat muc tiéu rat cao vé chat lugng phuc vu khach hang,
song it ai hinh thanh mot nén van hda cong ty mang tinh
nghi thic rat cao xoay quanh gia tri d6 nhu coéng ty
Nordstrom. Nhiéu céng ty c6 muc tiéu cai tién ky thuat,
song it ai tao ra dugc co ché lién két to 16n va thanh cong
cho nhiing cai tién nhu ¢ 3M. Mot lan nita xin nhéc lai: noi
dung cda tu twdng cot 16i khong ddm bao cho thanh cong
cda cong ty. Trai lai, tinh xac thuc, ky luat va nhat quan
trong moi hanh dong cua cong ty véi tu tudng do maoi lam
nén su khac biét gitta mot cong ty hang dau véi cac cong
ty khac. Viéc ban tin vao diéu gi khong quan trong bang
viéc ban that sy tin tudng, bdo vé niém tin qua thdi gian,
bién niém tin dé thanh sy that v6i nhing lién két nhat
quan.

Tu tudng cot 16i chi can ¢é ¥ nghia va c6 tac dung thic
day déi voi cac thanh vién cda chinh t6 chitc ma théi, no
khéng can gay anh hudng gi déi voi nhitng nguoi ngoai to
chitc. Chi nhitng thanh vién cua té6 chitc mdi can bi thuc
day béi nhitng gia tri va muc tiéu cot 16i dé c6 nhing nod
luc, nhing cam két cho thanh cong trong dai han cda to
chitc d6. Anh hudng cda tu tudng cot 16i 1én nhing ngudi
ngoai t6 chitc khong quan trong bang, va cling khong phai
1a yéu td quyét dinh khi xac dinh tu twdng cot 16i. Do diéu
nay, tu tudng cot 16i déng vai tro quan trong trong viéc
phan biét r6 ai ¢ bén trong, ai § bén ngoai t6 chirc. Mot tw
tudng ro rang sé cudn hut nhitng ngudi c6 nhitng gia tri ca
nhan phu hgp vdi nhitng gia tri cia cong ty, va ngugc lai,
day ra, loai trit nhing ai c6 nhing gia tri khong phu hop.
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Ban khong thé “cai dat” cac gia tri va muc tiéu c6t 16i cho
con nguoi. Pay khong phai 1a nhitng diéu ngudi ta c6 thé
linh hoi dugc. Nguoc lai, nguoi ta can ¢é thién huéng chap
nhan chung tu trudc do. Mot sd6 nha quan ly thuong héi:
“Lam sao chung ta c6 thé bat hoac khién moi ngudi trong
cong ty chia sé tu tudng co6t 16i cda chung ta?”. Ban khong
nén va cing khong thé lam diéu d6. Thay vi vay, viéc can
lam la tim ra nhitng nguoi c6 xu hudéng chia sé nhing gia
tri va muc tiéu cda cong ty; tuyén dung va gitt ho lam
viéc; dong thoi loai nhitng ai khong phu hop véi gia tri va
muc tiéu cua cong ty ra khdi cong ty ngay lap tic. Qua
trinh hinh thanh tu tuéng cot 16i cda mot cong ty sé tu
nhién duwa t6i hé qud la mot s6 nhan vién sé rdi b cong
ty do khong phu hop - mot hé qua tat yéu, khé tranh khéi
trong giai doan nay. TAt nhién ban van c6 thé va van nén
duy tri sy da dang trong boi canh mét tu tudng cot 16i, béi
viéc cung chia sé nhing gia tri va muc tiéu chung khong
c6 nghia la moi nguwdi déu hanh dong va suy nghi hoan
toan giéng nhau.

Xin ding nham lan gitta tu tudng c6t 16i va “tuyén bd tu
tudng cot 161”. Mot cong ty cé thé cd tu tudng cot 16i rat
chic chan ma khong can dua ra bat ky mét tuyén bd nao.
Chang han, theo nhing gi ching t6i biét thi hang Nike
khong hé c6 mot tuyén bo chinh thitc ndo vé muc tiéu cta
hang. Nhung nhiing quan sat cda chung toi lai cho thay
cong ty nay duy tri mot muc tiéu cot 16i pho bién rong rai
trong toan bo t0 chitc, d6 1a: trai nghiém cam gidc canh
tranh, chién thang va deé bep cac dbi thui. Cong ty c6 mot
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khu trung bay giong van phong cong ty, noi do treo nhing
bttc anh 16n, nhitng tam dong ky niém cda cac van dong
vién noi tiéng st dung san pham cda cong ty; dat tén theo
nhttng van dong vién nhu la nha vo dich Olympic vé
marathon Joan Benoit, ngdi sao bong ré6 Michael Jordan,
tay vgt John McEnroe. Nhitng nhan vién nao khong tham
nhuan tinh than canh tranh nay kho ton tai lau dai & cong
ty. Ngay tén ctia cong ty (Nike 1a ni¥ than chién thang trong
than thoai Hy Lap) ciing cho ta thay diéu d6. Téom lai, du
cong ty khong hé c6 tuyén bd nao vé muc tiéu, that su ho
van c6 mot muc tiéu cot 16i, mot tu twdng cot 16i cu thé.
Qua thoi gian, mot cong ty c6 thé dua ra nhiéu tuyén bd
thé hién tu twéng c6t 16i cda ho. Theo tai liéu ctia HP, ching
toi quan sat thay hon ni¥a ta nhing “phién ban” cda “phong
cach HP” do David Packard soan ra trong nhitng nam gitta
1956 va 1972, tat ca déu dién dat cung mot nguyén tac,
song ti ngt thay déi tuy hoan canh va thdi gian. Tuong tu,
tu twdng cot 16i cda Sony ciing dugc dién ta theo nhiéu cach
khac nhau. Lic méi thanh lap, Masaru Ibuka ké ra hai yéu
t6 co ban trong tw tudng cda Sony: “Chung t6i chap nhan
nhting khé khan vé ky thuat, tap trung vao cac san pham
ky thuat cao dem lai loi ich cho xa hoi du véi bat ky so
lwgng nao, ching t6i sé tap trung quan tam vao kha nang,
cong viéc va nhitng phadm chat ca nhan dé tao diéu kién
cho moi nguodi déu c6 thé thé hién téi da nang luc va ky
ning ctiia ban than. Bén thap ky sau, tu tudng trén xut
hién trong Tinh thdn tién phong Sony: “Sony la mot cong
ty tién phong, khong bao gid chap nhan di sau nguoi khac.
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Sony mong mudn dugc phuc vu toan thé gidi. Sony ludn
tim kiém nhiing diéu méi mé... Sony cé nguyén tac ton
trong va khuyén khich nang Iyc ca nhan... luén c6 gang dé
moi nguoi thé hién ban than tdi da. D6 1a yéu té quan trong
song con & Sony”. Cac ban c6 thé thay: cting van la nhiing
gia tri cot 16i do6, du ngén t da thay doi.

Vi thé, ban nén chu y ndm bat dwoc ban chat that su cda
gid tri va muc tiéu c6t 16i - hon 1a viéc phan tich ting cau
tung chit trong cac tuyén bd cda mot cong ty nao do vé
nhing diéu nay. Sy khac biét nam & day: Kha nang cot 16i
1a mot khai niém vé chién lugc lién quan dén nhitng kha
nang cta to chic; trong lic tu tudng cot 16i lai néi vé 1y do
ton tai cda cong ty, vé viéc cong ty dai dién cho diéu gi. Kha
nang co6t 161 thuong lién két véi tu twdng cot 16i, c6 ngudn
gdc tu tu twdng cot 16i, song d6 khong phai 1a tu tuwdng cot
16i. Vi du, Sony c6 khd nang cot 16i vé khd nang thu nhé cac
san pham cda ho - mot kha nang c6 thé ap dung mot cach
chién luge vao rat nhiéu san phdm va thi trudng - song ro
rang kha nang nay khong hé la tw tudng cot 16i cda cong
ty Sony. Sony c6 thé sé khong theo duéi chién luge “thu
nhd san phadm” nay sudt mot tram nam, nhung dé 1la mot
cong ty hang dau, Sony luon phdi gitt vitng gia tri cot 16i
“Tinh than tién phong Sony” va Iy do ton tai cdn ban “dem
nhitng tién bo cong nghé phuc vu 1oi ich cong déng”. G mot
cong ty nhu Sony, khad nang cot 16i c6 thé thay doi qua
hang thap ky, song tu tudng cot 16i la bat bién.

Mot khi da hiéu ro vé tw tudng cot 16i, ban sé ty tin va
san sang thay doi, diu chinh bat ct diéu gi khong phai 1a
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mot bo phan cda tw tudng do. Tu nay tré di, néu ai noi
khong nén thay déi diéu gi d6 bdi vi “D6 1a mot phan cda
nén van hoéa cong ty!”, hay “Chung ta da luén lam theo
cach nay”, hodc bat ky 1y do nao khac, ban chi can nhéic
nguoi dé nhd lai mot nguyén tac vo cung don gidn: Néu do
khoéng phai 1a cai cot 161, n6 cé thé thay déi. Hoac mot cach
cing ran hon: Néu dé khong phai 1a cai cot 16i, hay thay
doi no! Tat nhién, xac dinh ré tuw tuwdng c6t 16i mdi 1a budc
khéi dau. Sau do, ching ta can quyét dinh xem cong ty can
thuc ddy su tién bod theo huwéng nao. P chinh 1a phan hai
cda khuén mau vé “tam nhin” cda mot doanh nghiép.

VIEN CANH TUONG LAI

Phan thit hai cia khuén mau vé “tam nhin” cda cong ty
- vién cadnh tuong lai - gom hai phan nhé: mot muc tiéu tao
bao, quyét doan cho thdi gian t 10 dén 30 nam (BHAG) va
mot ban miéu ta cu thé vé tinh hinh céng ty khi da dat
duwoc BHAG d6. Chung toi chon thuat ngit “vién canh tuwong
lai”, du biét thuat ngt nay ham chita mot nghich ly. Mot
mat, n6 mang v tudng vé su chac chan, song dong thuc su
- diéu gi d6 ban c6 thé cam thay, nam bat dugc. Mat khac,
né ciing vé ra mot tuong lai trong mot thdi gian bat dinh
- mot gidc mo, mot hy vong, mot hoai bao.

Muc tiéu to 16n va tao bao (BHAG)
Du mot to chic c6 thé c6 nhiéu BHAG tai nhiéu cap do

van hanh va quan 1y t thap dén cao, ¢ day chung toi
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muon néi dén BHAG & mot tam nhin xa hon - BHAG cho
toan to chiic, nham dén nhting muc tiéu trong khoang thoi
gian dai t¢ 10-30 nam. (Xin xem lai chuong 5 trinh bay cu
thé hon vé BHAG). Dat ra BHAG cho khodng thoi gian dai
nhv vay doi hoi nhing suy nghi, tinh toan vugt xa khoi
nhtng kha nang hién tai cda td chitc, nhitng khuynh huéng,
luc lugng va diéu kién méi truong hién tai. Viéc dé ra mot
muc tiéu nhu vay doi hdi doi ngi quan ly céong ty phai co
mot tdm nhin xa, hoai bao 16n, chit khong chi c6 nhiing suy
luan vé chién lugc hay chién thuat thong thuong. Mot BHAG
khong ddm bdo chac chan 100% (c6 1& khd nang 50-70%
thanh cong da la chap nhan duoo), song to chic véi nhitng
thanh vién cda né phdi that sy tin tudng rang “du sao
ching ta ciing sé lam duoc diéu d6”. N6 doi hdi nhiing nd
luc phi thuong, va doi khi 1a cd mot it may man nita.
Chuing t6i dé nghi cac ban xem xét b6n loai BHAG c6 thé
ap dung sau day khi xay dyng ¢ mic do nay, doé la: Muc
tiéu, doi thi, hinh mau va chuyén déi ti noi tai.
BHAG theo muc tiéu: co thé dinh tinh hay dinh luong.
Vi du:
+ Pat doanh sb6 125 ty dola vao nam 2000. (Wal-Mart,
1990)
+ Dan chd héa xe hoi. (Ford, dau thé ky XX)
+ Trd thanh cong ty hang dau trong viéc thay doi quan
niém vé san pham Nhat Ban la kém vé chat luong.
(Sony, dau thap nién 1950)
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+ Trd thanh thé ché tai chinh hung manh va quy mo
16n nhat, chat lwong phuc vu tot nhat trén toan thé
gi¢i. (City Bank, tién than ctia Citicorp, 1915)

+ Tré thanh nguoi dan dau thi truong may bay dan
dung, dua thé gidi vao ky nguyén may bay phan luc.
(Boeing, 1950)

BHAG theo dbi thi canh tranh: huéng vé viéc ddnh bai
mot doi thu manh hon minh rdt nhiéu trong hién tai (mét
cudc chién gitta David va Goliath). Vi du:

+ Panh bai RJR dé tré thanh céng ty thudc 1a hang dau
the gidi. (Philip Morris, nhiing nam 1950)

+ Tiéu diét Adidas. (Nike, nhitng nam 1960)

+ Yamaha wo tsubusu! (Chung ta sé de bep doi thu
Yamaha!) (Honda, thap nién 1970)

BHAG theo hinh mdu: phd bién & cdc té chiic va cong ty
dang trén da phadt trién. Vi du:

+ Trg thanh mot Nike trong nganh xe dap. (Giro Sport
Design, 1986)

+ Trong 20 nam, phan dau dé dugc coi trong nhu HP
ngay nay. (Watkins - Johnson, 1996)

+ Trd thanh mot Pai hoc Harvard cda mién Tay. (Pai
hoc Stanford, nhitng nam 1946)

BHAG chuyén doi néi tai: thuong dp dung & nhiing céng
ty 16n, cdn nhitng thay déi noi bé dé phdt trién. Vi du:
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+ Pat duoc vi tri hang dau hoac thit hai ¢ moi thi truong.
Cach mang hoa cong ty dé két hop sttc manh cda mot
cong ty 16n véi tinh nang dong, linh hoat cia mot
cong ty nhd. (General Electric, nhitng nam 1980)

« Chuyén doi cong ty tt mot nha thau cho gidi quan su
thanh mét cong ty cong nghé cao va san pham da
dang hang dau thé gidi. (Rockwell, 1995)

+ Chuyén d6i phong ban nay tit mot nha cung cap san
phé{m ndi bo it dugc coi trong thanh mot phong ban
ning dong, duoc coi trong nhat trong toan cong ty.
(M6t phong cung cap thiét bi & mot cong ty san
xudt may vi tinh, 1989)

M6 ta song dong vé twong lai

Day la thanh phan th hai cda vién cdnh twong lai, mo
td mot cach cu thé va sinh dong vién canh cda td chitc mot
khi da dat dugc BHAG da dé ra. C6 thé coi day la viéc cu
thé hoa tam nhin; t¥ 15i noi, thanh nhitng “bic tranh” cu
thé; tao ra mot hinh anh séng doéng trong tri 6c cda cac
thanh vién. Chung toi goi budc nay 1a “vé tranh bang 10i”.
Viéc “vé tranh” nay vo6 cung quan trong dé khién cac BHAG
(dai han, t 10-30 nam) tré nén mot diéu gi d6 cu thé, hitu
hinh trong suy nghi cia moi ngudi.

Vi du, hdy xem cach Henry Ford mé td vé vién canh
trong twong lai khi BHAG cda cong ty Ford (“dan chd hoa
xe hoi”) da dat duoc nhu sau: “Toi sé cung cap xe hoi cho
dai da s6 nguoi dan. Xe hoi sé c6 gia phai chang, gitp cho
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bat ¢t ai di lam déu c6 thé mua duoc, st dung thodi mai
cung voi gia dinh. Khi d6 ai ciing c6 thé c6 xe hoi. Xe ngua
sé bién mat khéi cac xa 16 cda dat nudc ching ta, xe hoi sé
dugc coi la phuong tién di lai duong nhién... (va chung t6i
sé) tao cong an viéc lam véi lwong cao cho rat nhiéu ngudi
lao dong.

Tré lai vi du & phan trén vé phong cung cap vat liéu, nha
quan ly bd phan nay da mo td mot cach song dong vé
BHAG nhu sau: “Chung tdi sé dugc dong nghiép kinh trong
va nguéng mod. Cac bd phan san xuét trong cong ty sé hoan
nghénh nhiing gidi phap cia chung t6i, nhd d6 ho c6 thé
dua ra thi truong nhiing san pham thanh cong nhat... Ching
toi sé hét stic ty hao vé ban than. Nhitng nguoi gidi va nang
dong nhat trong cong ty sé mudn dugc lam viéc trong bo
phéan cda ching t6i... Cac nhan vién sé yéu mén cong viéc,
san long lam viéc mot cach hang say nhat... Ca nhan vién
va khach hang déu cam thay su déng goép cda chung toi
vao thanh cong cua ho.”3%

Nhitng tinh cadm chan thanh, nhitng cdm xic nong nhiét,
su thuyét phuc ngudi nghe v.v... 1a nhiing thanh phan co
ban ctia bdn mo ta vé tuong lai. C6 thé mot sd nha quan
ly khong thich thé hién tinh cdm khi néi vé nhiing mo wdc
cia ho, song that sy chinh diéu do sé dé thu hut va dong
vién moi nguoi hon. Winston Churchill hiéu r6 diéu dé khi
ong ta ndi vé BHAG cda nuéc Anh nam 1940. Ong ta khong
chi n6i “Hay danh bai Hitler”, ma noi:
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Hitler biét rang han ta phai hodc la danh bai ching
ta trén ddo quoc nay, hodc 1a that bai trong toan cudc
chién tranh. Néu chung ta ding vitng, ca chau Au sé
duoc tu do, va cudc song trén toan thé gidi sé tién vé
phia trudc. Néu chung ta that bai, ca thé gidi nay (bao
gdm cd nudc My, bao gom tat cd nhing gi ching ta
biét va quan tam dén) sé rai vao vuc tham cda tham
hoa kéo dai. Vi vay, hay siét chat tay nhau dé thuc
hién nhiém vu cda chung ta, lam sao cho néu Vuong
quoéc Lién hiép Anh ton tai thém mot ngan nam niwa,
ngudi ta van con noi vé ngay hom nay nhu sau: “P6
1a thoi gian huy hoang nhat cda ho.364

Vai lvu y vé vién canh tuong lai

Mot s6 nha quan ly nham lan gitta tu tudng cot 16i va
vién canh tuwong lai, cu thé 1a gitta muc tiéu cot 16i va BHAG:
doi khi két hop ca hai yéu td lai vdi nhau, hodc khong xac
dinh r6 rang timg yéu té mot. Xin dugc néi ré: Muc tiéu 1a
ly do ton tai co ban clia to chic; gibng nhw mot ngdi sao
dan duong, khong bao gio véi téi duge. Trong khi d6 BHAG
1a mot muc tiéu cu thé, c6 thé dat duoc trong mot khodng
thoi gian nhat dinh, giong nhu mot ngon nui cao chung ta
phai chinh phuc. Xac dinh tu twéng cot 16i 1a mot quy trinh
mang tinh chat kham ph4; xac dinh vién canh twong lai lai
la mot quy trinh mang tinh chat sang tao.

Chuing t6i cling thay rang cac nha quan ly gap khé khin
d6i voi cac BHAG, ho muén phan tich cu thé con duong di
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tdi tuong lai. Trude hét, ho 6 vé ra vién canh twong lai, roi
mdi quay trd lai, xac dinh cac BHAG. Phuong phap nay sé
lién quan dén cac cau héi nhu “Chung ta c6 mat & day
trong 20 nam t6i; vay khi dé chung ta muén dat duoc dieu
gi? Ching ta sé ra sao? Nhan vién sé cdm thay gi vé cong
ty? Néu muén viét mot bai bao vé tuong lai cong ty trong
20 nam toi, sé phai viét vé nhitng gi?”. Mot cong ty cong
nghé sinh hoc gap kho khan trong viéc hinh dung ra vién
canh trong tuong lai. Mot thanh vién quan 1y noéi: “Moi khi
ban vé tuong lai chung cla cong ty, chung téi déu cdm
thay diéu gi d6 qua chung chung va nham chan, kiéu nhu
“tién bo vé cong nghé sinh hoc trén toan thé gi6i’. Khi dugc
yéu cau vé ra mot ‘birc tranh’ vé cong ty trong 20 nam tdi,
ho trinh bay dai khai nhu sau: “Pugc cac tap chi Business
Week va Fortune danh gia 1a mot trong nhing cong ty hang
dau... nhitng sinh vién kinh doanh va khoa hoc gidi nhat
muodn lam viéc ¢ day... 20 nam lién tuc tang trudng vé 1gi
nhuan... mot nén van héa cong ty hap dan, gép phan tao
ra nhiéu phong ban mdi... cac 1y thuyét gia vé qudn tri coi
cong ty la vi du dién hinh vé quan tri va tién bo..”. Tu
nhitng vién canh dd, ho 1ap ra BHAG la: tré thanh mot cong
ty cong nghé sinh hoc hang dau, duoc kinh trong nhu
Merck va J&J.”

Viéc phan tich xem mot vién canh tuong lai la dung hay
sai hoan toan khong cé y nghia gi ca. 0 day chung ta sang
tao ra tuong lai chit khong tién doan tuong lai - do do co
thé sé khong c6 cau tra 16i dung dan. Beethoven c6 sang tac
ra Bdn giao hudng sé Chin “ding dan” hay khong?
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Shakespeare c6 viét vé kich Hamlet “dung dan” hay khong?
Chung ta khong thé trd 10i nhitng cau héi dé, ching hoan
toan v nghia. Cac cau héi chinh xac vé vién canh tuong lai
phai la: “Liéu diéu d6 c6 tac dung khuyén khich va thiic
day chung ta khong? Co khién tat ca moi ngudi lam viéc va
phan dau khong?” Vién canh d6 phai day hia hen déi voi
moi thanh vién cda t0 chic, néu khong thi BHAG dat ra sé
khong tron ven.

Néu mot cong ty that bai trong nd luc hién thyc hoa cac
vién canh tuong lai thi sao? Chung toi thay cac cong ty
hang dau c6 khd nang thuc hién dugc ngay ca nhitng nhiém
vu kh6 khan nhat, nhitng muc tiéu tdo bao nhat. Philip
Morris leo t vi tri thit sau 1én vi tri s6 mot, danh bai RJR
trén pham vi toan cau. Ford thuc sy da “dan chd hoa xe
hoi”, Boeing thyc su da th6ng linh thi truong may bay dan
dung, Citicorp thuc su da trd thanh ngan hang c6 mang
lwoi 16n nhat thé gigi, Wal-Mart hoan toan c6 thé dat muc
tiéu doanh s6 125 ty dola ngay ca khi khong c6 Sam Walton.
Nguagc lai, néi chung cac cong ty so sanh thuong khong dat
dugc cac BHAG dé ra. Khong phai cac cong ty hang dau dat
ra cac BHAG nhe nhang hon (ngugc lai la khac!), cling khong
phai do ho c6 nhitng nha lanh dao vi dai hay c6 chién lugc
t6t hon cac cong ty so sanh (cac cong ty hang dau thuong
ap dung quy trinh “tht va chon” hon la lap chién luwoc). Ho
thanh cong chd yéu la do ho xay dung t6 chitc nhu 1a mét
phuong tién dé huong téi twong lai.

Cudi cung, xin ban hay than trong né tranh hoi ching ty
man, xuat hién khi t6 chic da dat dugc BHAG va khong
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dua ra nhiitng BHAG m&i. NASA da gap hoi ching nay sau
khi ho thanh cong trong viéc dwa nguoi lén mat trang.
Cong ty Apple Computer cling gap diéu twong tw sau khi
san xuat thanh céng sdn phadm may vi tinh ma ngay ca
nhtng nguoi khong thudc nganh ky thuat cting c6 thé si
dung dugc. Cac cong ty mdi nédi cling dé théa man khi dat
duoc vai thanh cong nhd ban dau. Nhu thé, mot vién canh
twong lai chi c6 tac dung tot doi véi cong ty khi né chua trd
thanh hién thuc. Khi lam viéc vGi cac cong ty, ching toi
thuong nghe cac nha quan 1y than phién “Duong nhu chiing
toi da khong con dong luc nhu trude kia!”. Thong thuong
d6 chinh 1a dau hiéu ctia mot cong ty da leo 1én dinh mot
ngon nui, ma van chua c6 dugc mot ngon nii khac dé tiép
tuc chinh phuc no.

KET HOP CAC YEU TO LAI VOI NHAU

Dé minh hoa cu thé hon vé khuén mau, vé tam nhin,
hoai bao cia mot cong ty, chung t6i dua ra hai vi du: Cong
ty Merck trong thdi gian chuyén déi tt mot céong ty hda
chat thanh mét cong ty duoc pham trong nhitng nam 1930,
va cong ty Sony luc con la mot doanh nghiép nhd vao thap
nién 1950.
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Bang 11.2

Vi DU VE “TAM NHIN” VA “HOAI BAO” CUA CONG TY

Merk, nhitng nam 1930
TU TUONG COT LOI

Gia tri cot 16i .

Muc tiéu .

Trach nhiém cda céng ty déi véi xa hoi

Trinh d¢ tuyét hdo ¢ moi khia canh cda cong ty
Cai tién dya trén khoa hoc

Trung thuc, chinh truc

Lgi nhuan tao ra tt nhitng viéc dem lai lgi ich cho
con nguoi

Bao vé va nang cao ddi song con ngudi

VIEN CANH TUONG LAI

BHAG

Mo ta cu thé vé
vién canh twong lai

Chuyén déi cong ty tir mot nha san xuat hoa chat
thanh mot trong nhitg cong ty dugc pham hang
dau thé gidi, véi kha nang nghién ciu c6 thé so
sanh véi bat ky truong dai hoc 16n nao.

V6i nhitng cong cu do cong ty cung cap, khoa hoc
va tri thitc sé phat trién, ddi song con nguoi sé
duoc gidi phong hon nita khéi bénh tat va ndi dau.
Chung t6i cam két sé hé trg toi da dé trung tam
xitng dang véi niém tin cda chung t6i. Hay dé cho
nhing ngudi tim kiém sy that, nhitng ngudi lao
dong vat va vi mot thé gisi tot dep hon, nhiing
ngudi luon givong cao ngon dudc khoa hoc va tri
thiic ¢6 thém niém can ddm va cam thay rang ho
ludén dugce ching ta hd trg.
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Bang 11.3

Vi DU VE “TAM NHIN” VA “HOAI BAO” CUA CONG TY

Sony, nhitng nam 1950

TU TUONG COT LOI
Gia tri cot 16i .

*

Muc tiéu

Nang cao van hoéa va gia tri Nhat Ban

Luon di tién phong, bién nhing diéu khong thé
thanh c6 thé

Tén trong va khuyén khich nang lyc va sttc sang
tao ctia ca nhan

Trai nghiém niém hanh phtic cda su cai tién ky
thuat, sy ap dung cong nghé vi lgi ich cida cong
dong.

VIEN CANH TUONG LAI

BHAG

M6 ta cu thé vé
vién canh tuong lai

Tré thanh mét céng ty duogc biét t6i chd yéu do
viéc thay d6i hinh anh cac san phdm Nhat Ban (vén
bi coila kém vé chat luong).

Chung 16i sé tao ra nhitng san pham phé bién trén
toan thé gidi, sé 1a cong ty Nhat Ban dau tién tham
nhap va phan phéi tryc tiép trén thi truong My.
Chuing t6i sé thanh cong trong nhiing cai tién ky
thuat ma cac cong ty My da that bai nhu san phdm
radio ban dan... nim muoi nam ntta, thuong hiéu
cda cong ty sé noi tiéng, sé 1a biéu tuwong cho cai
tién va chat luwgng, ¢ thé canh tranh véi bat ky
cong ty ndo... “San xuét tai Nhat” sé dong nghia
voi chat luong cao.
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RAt nhiéu nha quan 1y vat va chuan bi nhitng “tuyén bo
vé muc tiéu”, “tuyén bd vé tam nhin doanh nghiép”, tuy
nhién két qua chi 1a mot md héon don nhing gid tri, muc
tiéu, muc dich, triét 1y, niém tin, khat vong, chién lugc, quy
tac, thuc hanh, m6 ta v.v... TAt ca chi cang trd nén roéi ram,
va it khi nhitng tuyén bd nay c6 lién hé chat ché voi nguyén
tac chd yéu & nhitng cong ty hang dau trong nghién ciu
cda ching toi, d6 1a “gin gitt cai cot 16i - thic ddy su tién
b6”. Chinh diéu nay méi la “dong co” ctia bd may cda mot
cong ty hang dau, con tdm nhin va hoai bao chi tao ra bdi
canh dé hién thuyc héa déng co d6 ma thoi. Hiéu ré hon
diéu nay, chung t6i mong cac ban ap dung triét dé nhing
khai niém trong chuong nay dé diéu chinh tdm nhin/st
ménh cda cong ty sao cho trd thanh mot boi canh c6 tac
dung dan duwong cho viéc xdy dung mot cong ty thanh
cong. Néu thuc hién dung dan budc nay, sé khong can diéu
chinh trong vong it ra 1a muwoi nam t6i, khi d6 ban c6 thé
tiép tuc chuyén sang giai doan quan trong nhat: xay dung
moi lién két,

Viéc tao dung mdi lién két - giai doan quan trong nhat
trong qua trinh xay dung mot cong ty hang dau - gom hai
quy trinh: 1) Xay dung cac lién két méi dé ddm bao gin gitt
cai cot 161 va thic day su tién b, va 2) Loai trit nhitng chd
thiéu lién két do chung lam coéng ty xa rdi tu tudng cot 16i
va can trd sy tién bd hudng tdi vién canh twong lai cda
cong ty.

Qua trinh dau tién mang tinh sang tao, doi hdi viéc hinh
thanh cac co ché, chién lugc méi dé cu thé hoa cac gia tri

XAY DUNG DE TRUONG TON
442

va muc tiéu c6t 16i va dé thic day su tién bo huéng téi vién
canh tuong lai. Vi du, & chuong 7, ching t6i da trinh bay
viéc cong ty 3M da thiét 1ap cac co ché dé bao vé tu tudng
cOt 16i cda nd. Quy trinh thit hai mang tinh chat phan tich:
nghién cttu tf mi cac quy trinh, cau tric va chién luge cda
to chitc dé tim ra nhitng khau thiéu tinh lién két can thiét,
gay ra nhitng tng xt thiéu nhat quan voi tu tudng cot 16i
hoac can tré sy phat trién cda cong ty. Rat nhiéu nha quan
1y bd qua budc nay. Néu ban coi tinh than dong doi la mot
gia tri cot 16i nhung ban lai ap dung viéc thuéng phat theo
muc do hoan thanh coéng viéc cda ca nhan, thi ré rang cau
tric thudng phat nay can phai thay doi. Néu cai tién 1a mot
gid tri cot 16i nhung thi phan van la mét muc tiéu chién
luoc, thi ban can thay doi ngay chién lwoc. Néu ban muén
khuyén khich moi nguoi thd nhiéu cach khac nhau va giit
lai nhing cai thich hgp, ban phai loai bé cac bién phap
phat d6i véi nhing 16i 1am c6 thé xay ra. Hay nhd rang day
1a mot qua trinh lién tuc dai vo tan. Khi yéu to phi lién két
xuat hién, loai bd chung cang nhanh cang tot. Hay coi do
nhu nhing té bao ung thu: ta nén cit bd trudc khi ching
phat trién lan rong ra toan co thé.

Néu ban di ra ngoai cong ty va xay dung duwoc mot tam
nhin, mot hoai bao cho cong ty, thi ban sau d6 phai quay
lai v6i it nhat vai thay doi trong t6 chic dé tang cuong su
lién két can c6. Ban can thém, bdt gi dé gin gitt cai cot 164,
thic ddy su tién bo trong t6 chitc? Néu ban lam nhing diéu
nay mot cach ding dan, ban chi phai danh mot it thoi gian
dé dinh hinh hoai bdo cda cong ty ma théi. Pa sb thdi gian
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sé dugc dung vao viéc tao lién két trong to chiic. Pung, suy
nghi vé tam nhin 1a rat quan trong, nhung diéu quan trong
hon 14 tao ra cac moi lién két trong to chitc dé gin gitt cai
cot 16i va thuc day su tién bé huéng vé mot vién canh
twong lai, hon 1a chi viét ra mot tuyén bd ma thoi. Co su
khac biét rat 16n gitta mot cong ty c6 mot tuyén bod day hoai
bao véi mot cong ty thuc sy thanh cong. Khi da co sy lién
két hoan hdo, bat ky ai, du la nguoi ngoai hanh tinh khi bat
chot dén tham t6 chic ciing c6 thé cdm thay dugc tam nhin
va hoai bdo cda né, khong can phdi doc nhitng tuyén bd,
van ban... D6 chinh la viéc mot nha lanh dao mang phong
cach “tao ra dong ho” can phai lam.
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PHAN KET

CAC CAU HOI THUGNG GAP

hi t6 chitc cac hoi thdo, cac budi néi chuyén;
ciing nhu khi tu van cho cac cong ty, ching toi thuong gap
mot s6 cau héi lién quan dén nhing két luan va y kién cda
ching t6i trong nghién citu nay. Sau day la nhitng cau hoi
thuong gap nhat, cung véi cac cau trd 10i ctia ching toi:

» Hoéi: Téi khong phdi la mot CEO. Téi cé thé hoc duoc
diéu gi tr nhitng két qud cua céng trinh nghién citu nay?

Rat nhiéu!

Trudce hét ban c6 thé ap dung hau hét cac két qua nghién
ciu cda chung t6i vao cong viéc cu thé cda ban, tat nhién
trén mot quy mo nho hon (vi du: phong, ban, nhém lam
viéc). Ban c6 thé 1a ngudi “tao ra dong hd” & moi cap do
quan 1y, béi d6 vira 1a mot phuong phap diéu hanh, via 1a
mot phong cach suy nghi. Thay vi gidi quyét mot van dé
khi n6 xay ra, trugc hét hay tra 10i cau héi: “Can ap dung
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quy trinh nao dé giai quyét van dé nay?”. Ban cting c6 thé
xay dung mot nén van héa cong ty mang tinh nghi thic
cao va mot tu tudng cot 16i ¢ bat ky cap dé quan 1y nao (du
tat nhién chuing bi han ché béi tv twéng cda to chic cda
ban!). Néu cong ty cda ban chua c6 mot tw tudng roé rang,
sé cang ¢6 1y do (va su tw do) hon dé thiét 1ap diéu dé & cap
do ctia ban. Cong ty khong c6 mét tu tudng cot 161 khong
c6 nghia la phong, ban, nhom lam viéc cda ban khong
dugc quyén c6 mot tu twdng cot 16i! Mot giam doc sdn xuat
& mot cong ty may tinh cho chung toi biét: “Toi da qua mét
moi cho doi cac nha lanh dao cong ty cung nhau hanh
dong, do do, tw téi quyét dinh xay dung tu tudng cot 16i
cung véi cac nhan vién & bd phan cda téi. O chd chung toi
c6 mot nhom gia tri cot 16i, va ching t6i dwa vao do dé
quéan ly va diéu hanh cong viéc. Nhitng gid tri nay ciing
lam cho moi thanh vién cdm thay cong viéc ctia ho c6 ¥
nghia hon. Khi tuyén dung nhan vién méi, ching t6i quan
tam trude hét dén viéc liéu nhan vién méi nay c6 phu hop
véi tv tudng cua bo phan chung t6i hay khong. Cac thanh
vién déu cam thay ho thudc vé mot nhom dac biét, véi mot
dac tinh riéng khong thé tron 1an trong cong ty.”

Ban ciing c6 thé thic ddy su tién bé ¢ moi cap do quan
ly: Theo chung t6i, cAic BHAG t4 ra hiéu qua nhat & cac cap
do quan 1y bac trung. Mot giam doc kinh doanh bat dong
san thudc mot tong cong ty yéu cau moi nhan vién va quan
ly trong nhom cda ba ta xac dinh ra mot BHAG cho ca
nhan hang nam. Pong thdi, ba ta cling 1ap ra mot BHAG
cho cd nhém. Va cting khong c6 1y do gi khién ban khong
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thé xay dung mot nén van hoa cong ty ¢ cap dé phong,
ban, khuyén khich moi ngudi thit nhiéu phuong phap khac
nhau, chon ra va gitt lai nhitng phuong phap thich hgp
nhat. Hay tht ap dung nguyén tac “15%” ctia cong ty 3M
g pham vi phong, ban cia ban xem sao. Tai sao ban lai
khong 1ap ra nhitng co ché “khong bang long véi két qua
kinh doanh dat duoc” dé lién tuc phat trién, tién bo, trudc
khi bi bat budc phai thay doi? 0 mot cong ty 16n, c6 mot
phong chuyén cung cap cac bo phan can thiét cho cac
phong, ban khac, do d6 c6 mot lwong “khach hang” 6n
dinh va khong c6 chon lwa nao khac trong van dé cung
cap. Mot ngay no, nguoi quan 1y phong cung cap do dén
gap cac phong, ban con lai va noéi: “Ké t& nay, cac ong
khong con phai bat budc nhan nhitng bo phan can thiét
cho san xuat tr phong ching to6i nita. Néu cac ong cé thé
mua duoc nhing thit d6 nhanh hon, tot hon t cac nha
cung cap ngoai cong ty, thi ditu do hoan toan dugc chap
nhan. Diéu d6 tham chi sé gay sic ép va budc chung toi
phai c6 gang lam t6t hon.”

Sau nita, ban c6 thé truyén dat lai cho nhitng déng nghiép
vé nhitng két luan cla chung t6i trong cudn sach nay. Hay
giip ho hiéu duoc tAm quan trong ctia viéc xay dung mot
t6 chic, hon 1a chi chu trong vao viéc xay dyng mot san
pham hay mot day chuyén san pham thanh cong ma théi!
Hay gitip ho hi€u khai niém “gin giit cai cot 16i - thuc day
sy tién bo”. Chi ra cho moi ngudi thay to chiic thiéu su lién
két trong khau nao, tam quan trong cda lién két ra sao.
Giup ho dut khoat doan tuyét voi chit HOAC. Vi du, chung
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toi biét mot nha quan 1y cap trung thuong giip moi ngudi
gd roi trong cac cudc hop bang cach néi: “Nay, toi nghi la
ching ta dang bi ket vdi chit HOAC ro6i doé. Hay thi suy
nghi cach ap dung chit VA é day di”. Va ho da luén lam
theo cach do.

Ban c6 thé st dung cac cong ty hang dau trong nghién
clfu cua chung t6i nhu la mot nguén thong tin co do tin cay
cao. Chang han néu mot lanh dao t chdi viéc xac dinh gia
tri va muc tiéu co6t 16i, coi nhitng phong cach nay la qua
m6i mé, ban hdy dan chitng cho 6ng ta cac vi du ctia HP,
Merck, 3M, P&G, Sony va nhiéu “dai gia” khac - ho da lam
dung nhu vay hang chuc nam vita qua. C6 1é kho nha quan
Iy nao c6 nhitng nghi ngd va tranh cai trudc nhitng thanh
cong hién nhién & nhiing cong ty ké trén. Ban c6 thé st dung
hinh mau cda nhimng cong ty d6 dé kéu goi lanh dao cong
ty ban chu y hon. C6 nha quan ly nao khong thich thu trudc
kha nang dat dugc thanh cong nhu nhing cong ty do?

» Hoi: Con co hi vong nao cho cdc cong ty ldu doi, quy mo
Ion nhung chua dat dugc thanh cong hay khong?

TAt nhién 1a c6, song ré rang viéc nay khé khan hon so
vOi viéc xay dung mot cong ty hang dau tu can ban. Trudc
hét, can thay doi hay loai bé hang loat quy trinh va thuc
hanh c6 hitu dé€ tao su lién két véi tu tudng cot 16i. Ma ban
biét day, cong ty cang lau doi va cang c6 quy mo 16n thi su
thiéu lién két, néu c6, cang tham can cd dé va kho loai tru,
thay doi.
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Tuy nhién, ching t6i van thdy c6 nhiing vi du rat kha
quan. Ngay ca trong nghién cttu cda chung t6i, cing co
mot truong hop cong ty xa roi khéi tu tudng cot 16i trong
mot thoi gian dai nhung roi lai quay trd lai duoc va tao nén
nhitng thanh céng va “hoi phuc” dang ngac nhién: do la
cong ty Ford. Cong ty Philip Morris cting khong hé cho thay
nhiing dac diém cia mot cong ty hang dau mai dén cudi
nhitng ndm 1990 - nghia 1a gan mot trdm nam sau khi né
ra doi!l Ngoai ra chung toi ciing thay cé rat nhiéu tién bo &
cac cong ty chung t6i da tung lam viéc. Vi dy, mot ngan
hang chi méi 4p dung nhitng két qua nghién citu cda chiing
toi vai nam trudc day; lan dau tién chd ¥ dén tw tudng cot
16i; dong thoi bat dau quy trinh “gin gi®t cai c6t 16i - thuc
day su tién bo”. Hay nghe mot phd chu tich cia ngan hang
nay phat biéu: “Téi da lam viéc tron doi tai day, va toi da
tuéng ching mat hy vong. Nhung ké ti Iic chung t6i hiéu
r6 nhing gia tri ma ching toi dai dién, hiéu ré6 hon 1y do
ton tai va bat dau thay doi dé phu hgp voi nhing diéu cot
16i do, thi két qua that dang kinh ngac. TAt cd moi thanh
vién déu cdm thay coéng viéc trd nén c6 y nghia hon trudc.
Gio day ngan hang da biét ré cai gi thay doi dugc va cai gi
khong thay doi dugc, tt d6 manh dan va ty tin thuc hién
nhtng thay déi can thiét. Diéu dé giéng nhw danh thitc mot
nguoi khong 16 dang ngd vay. Chung toi chua dat dugc tam
voc thanh cong nhu cac cong ty trong nghién ciu cda cac
ong, song thuc su, ching téi da tién duoc nhing budc dai
trén con duong phat trién!”.

Tré thanh mot cong ty hang dau khong phai 1a mot trang
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thai tinh, ma 1a mot qua trinh van dong lién tuc. Mot to
chitc luén luon co thé phat trién va thanh céng hon trudce
- day thuc su la mo6t qua trinh lau dai va gian khé. Chién
thang sé thudc vé nhiing ai kién tri nhat, khong bao gio
dau hang hay bé cuoc. Cac két qua tim dugc cda qua trinh
nghién ctu cia ching t6i khong phai la mot phong cach
quan tri mdi hay mot bi quyét gi ca. Cach thic duy nhat
dé xay dung mot cong ty hang dau 1la mot su cam két dai
han vé mot quy trinh xay dung t6 chitc sao cho “gin gilt cai
cot 16i - thuc day su tién bo”.

» Hoi: Poi véi mét cong ty hang dau dang trén da di
xudng (vi du: IBM), cdc 6ng cé thé dua ra nhitng 1oi khuyén
gi?

IBM la mot truong hop dac biét, bsi day co 1é 1la mot
trong nhing céng ty thanh cong nhat trong sudét 70 nam
qua. IBM cho ta thdy rang mot cong ty hang dau c6 thé
phat trién di 1én ma cling c¢6 thé tut hau. Mot cong ty thanh
cong khong co6 nghia la sé thanh cong mai mai.

IBM can hoc lai cac bai hoc tt¢ qua kht cda chinh né.
Trong hang chuc nam, cong ty da gin gitt va bao vé gia tri
cot 16i (thuong dugc goi dudi cai tén Ba niém tin co bdn);
dong thoi van 1a mot trong nhitng cong ty nang dong va
phat trién nhét trén thé gigi. Chinh ho da xac dinh nhtng
BHAG tao bao nhat trong lich s kinh doanh, dang ké nhat
1a quyét dinh dat cugc ca twong lai cong ty vao san pham
IBM 360; loai bé hau hét cac day chuyén ci cda cong ty.
biéu dé that la tuyét voi. Nhung dén thap nién 1980, IBM
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da tré nén bao thd, khong con duy tri dugc mot tinh than
nhu trong qua khu nia.

Néu c6 dip néi chuyén véi cac nha lanh dao cong ty IBM,
ching to6i sé dé nghi ho dwa ra cac BHAG tao bao nhu
quyét dinh vé IBM 360 ngay trudc, dé mot lan nita dat cuoc
cd cong ty vao thanh cong hay that bai cda BHAG dé. Ho
can c6 niém tin rang cong ty sé vuot qua dugc kho khin va
lam duwoc nhing diéu twéng nhu bat kha thi, nhw ho da
ting lam véi sdn pham 360. Ching toi cing sé dé nghi
cong ty xem xét lai cac tin diéu can ban cia ho nhu Johnson
& Johnson da tung xem xét lai ban tin diéu cda cong ty vao
nhi*tng nam 1970. Hay to chitc mot sy kién trong do mot
tram nha quéan ly va 1.000 nhan vién dugc chon lya ngau
nhién sé tham gia ky tén vao ban tin diéu; bang cach dé, tai
thé hién quyét tam trung thanh véi nhitng gia tri co ban cda
cong ty. Ban ky tén nhiéu ¥ nghia dé can dudc sao chép lai
va duoc treo & moi van phong cong ty trén toan thé gisi. Hay
yéu cau moi nhan vién cda coéng ty thé hién quyét tam ca
nhan trung thanh voi nhiing niém tin d6 bang van ban.

Cubi cung, chung toi yéu cau IBM xay dung lai cac quy
trinh lién két dé “gin giit cai cot 16i - thic day su tién bo”.
Phéi tim ra it nhat 1a 50 diém thiéu tinh lién két d6i véi ba
tin diéu co ban cda cong ty; va 50 diém thiéu tinh lién két
nita ngan can sy phat trién cda cong ty. Sau do, ching toi
yéu cau ho, khong phai thay déi ma phai loai bd hoan toan
nhing diém vita tim thay noi trén.

Chung t6i tin twéng rang IBM c6 co s& dé tim lai vi tri 1a
mot trong nhiing cong ty hang dau trén thé gigi. Mot khi
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IBM 4ap dung lai nhitng nguyén tac co ban trong viéc xay
dung mot cong ty hang dau, chung t6i tin twdéng rang cong
ty sé lai tiép tuc dat thanh cong trong 70 nam sap tdi.
Nguoc lai, néu ho khong lam nhu vay, thi du cé thanh cong
trong nhat thoi va ngan han, chung t6i van cho rang vé lau
dai cong ty sé di vao suy thoai.

Cac huéng dan cta chung t6i cho bat ky cong ty hang
dau nao trong thoi gian suy thoai nhin chung déu la nhu
vay. Chung toi yéu cau ho hoc lai nhitng bai hoc tt qua
khtt ctia chinh ho. Ho can tai xac dinh va tai cam két theo
dudi mot tu tudng cot 16i - tirc 1 trd vé véi nguodn goc can
ban cho sy thanh céng. Chiing toi yéu cau ho dé ra nhiing
quyét dinh va nhiimg muc tiéu tao bao nhat. Quan trong
hon hét, ho can c6 mét chwong trinh tai tao nhing lién két
dé gin git cai c6t 16i va thic day sy tién bo ctia cong ty.

» HOi: Nhiing két qud nghién citu co thé dp dung doi voi
cdc t6 chuc phi loi nhudn duoc khéng?

Puac, c6 thé ap dung nhiing két qua nghién cttu cho moi
t0 chitc khac nhau. Ban than cac tac gid ciing dang lam
viéc cho mot t6 chiic phi 1gi nhuan (Pai hoc Stanford), va
ching toi thay cac két qua nghién ciu c6 thé ap dung tot
tai day. Mot s6 nha quan 1y & cac t6 chitc kinh doanh con
ap dung nhing két qua nay vao cac t6 chic phi loi nhuan:
Mot CEO ¢ mot cong ty hang dau ap dung nhing y tudng
nghién cttu nay vao Nha tho ctda 6ng ta; mot nha quan ly
khac lai ap dung tai mot bénh vién noi ba ta la giam doc.
Chung t6i tham chi con cho rang nhiing ngudi sang lap ra
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nuéc My cling da ting st dung nhting khai niém veé cac
cong ty hang dau voi tam nhin xa va hoai bao lén.

» Hoi: Cudn sdch cua cdc 6ng phu hop va lién hé nhu thé
nao dén nhiing cudn sdach qudn tri khdc, chang han nhu
cuon i tim sy tuyét hdo?

Di tim sy tuyét hdo ré rang 1a mot cudén sach xuat sac vé
quan tri trong su6t hai thap ky qua, xing dang dugc tat ca
ching ta doc va nghién cttu. C6 nhiéu twong dong gitta két
qua nghién ctu cda Peters va Waterman vGi nghién ctu
cda chung toi. Tuy nhién, van c6 nhitng khac biét quan
trong. Pau tién 1a & phuong phap nghién citu: Chung toi
nghién citu va quan sat cac cong ty trong suodt chiéu dai
lich st va so sanh truc tiép véi cac cong ty so sanh. Mot
khac biét nita 1a viéc chung t6i chuyén toan bd nhing két
qua tim dugc thanh mot khudén mau véi nhitng v twéng cu
thé. N6i r6 hon, quan niém veé viéc “gin git cai c6t 16i - thic
day su tién bo” 1a khai niém bao trum 1én moi két luan cda
chung t6i. Trong s6 “tam thudc tinh” ma ho dua ra, cé vai
thuéc tinh dugc thé hién va chitng minh trong nghién cttu
cda chung téi nhw: thuc ddy béi gia tri, tw chi va kinh
doanh, thién vé hanh dong. Song mot s6 thudc tinh lai
khong tuong dong véi nghién cttu cla ching toi: “gan bo
voi do dan” va “gan gui khach hang”. Néu coi “d6 dan” la
mot tu tudng cot 16i thi dung la cac cong ty hang dau luon
gan b6 v6i “dd dan” cia ho. Nhung chimg nao ma cai cot
16i khong bi pha b thi cac thay doi déu la co thé - diéu nay
ly giai tai sao Motorola va 3M ngay nay da phat trién rat xa
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so v6i huéng kinh doanh lic dau ctia ho. Véi thudc tinh
“gan gii khach hang”, ching t6i nhan thdy mot s6 cong ty
hang dau bi thuc day bdi cong nghé nhiéu hon 1a béi khach
hang, chang han, ngay lap tic c6 thé ké ra nhitng cai tén
Sony, HP va Merck. Khong phdi ho khéng quan tam hay
khong phuc vu tot khach hang, ngugc lai lIa khac. Nhung
ca ba cong ty trén déu san sang bd qua nhu cau ctia khach
hang néu nhu cau d6 budc ho phdi ttt bé hodc xa rdi tu
tudng cot 16i (vi du: HP bd qua nhu cau ctia khach hang déi
vOi sdn pham may vi tinh twong thich véi IBM hoac san
phdm may tinh bd tui gia ré).

Chiing t6i cling thay c6 nhing tuong dong giita nghién
cttu cuda chung t6i va cac cong trinh cia Peter Drucker. That
su chung t6i rat kham phuc nhimg du bao mang tinh tién
tri ctia Drucker. Hay doc cac tac pham kinh dién cta ong
Khdi niém vé cong ty (1946), Thuc hanh qudn tri (1954) va
Qudn tri theo két qud (1964), ban sé bi sdc khi nhan ra 6ng
da di tru6c nhing tu twéng quan tri ngdy hom nay nhiéu
nhv thé nao. Trong qua trinh nghién ctu, ching to6i da bét
gap nhiéu cong ty chiu anh hudng lon lao tit cac tac pham
cua Drucker nhu HP, GE, P&G, Merck, Motorola, Ford v.v...

Cubi cung, c6 sy tuong thich gitta cong trinh cda chung
téi v6i mot sb cong trinh khac nhw: Vin héa t6 chitc va sy
ldnh dao (Edgar Schein, 1985) va Vidn hoa va hoat dong
cua cong ty (John Kotter va James Heskett, 1992). Schein
viét vé sy “lai tao van hoa”: mot sé nha quan 1y phat trién
trong moi truong van hda coéng ty van cé khad nang dem lai
thay doi ma khong lam mat di nhitng gia tri c6t 16i. Chuong
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noéi vé viéc phat trién doi ngli quan 1y t noi bo cda chung
téi hoan toan phu hgp voi nhitng két luan cda Schein, nhat
1a doan phan tich vé Jack Welch cua cong ty GE. Kotter va
Heskett nghién citu vé quan hé gitta mot nén van hoa cong
ty manh mé véi két qud hoat déng ctia té chic, diéu nay
an khép v6i két luan cda ching téi vé mot nén van hoéa
mang tinh nghi thiic cao ¢ cac t6 chiic hang dau.

» Hbi: Cdc 6ng nghién citu qud khit. Liéu nhitng két ludn
nay co tré nén 16i thoi vao thé ky XXI hay khong?

Khong. Ngugc lai, ching toi tin rdng nhing két qua tim
dugc sé dugc ap dung rong rai va hiéu qua hon trong thé
ky XXI. N6i cu thé, nhing v tudng chi chot tv nghién ctiu
cda ching t6i (khai niém “tao ra dong ho”, “su ky diéu cda
chit VA”, “gin gitt cai cot 16i - thic ddy sy tién bo”, “tinh lién
két”) sé tiép tuc la nhitng khai niém quan trong trong mot
tuong lai xa. Chung t6i khong thiy c6 vién canh ré rang
nao vé viéc chung sé trd nén 16i thoi ca.

Vi du nhu khai niém “tao dong hd”. Quan niém tap trung
xay dung nhitng dac tinh cia mot t6 chitc doi lai vai viéc
trong chd vao mot y twdng vi dai, mot nha lanh dao xuat
ching trd nén quan trong hon bao gi¢ hét. R6 rang, véi toc
do chéong mat cia nhing thay doi cong nghé, sy canh
tranh gay gat mang tinh chat toan cau, vong doi san pham
ngdy mot ngan lai; thi vong ddi cda bat ky mot v tudng cu
thé nao ciing sé gidm xuéng. Du v tudng d6 co vi dai dén
dau di nita, n6 ciing trd nén 16i thoi nhanh hon nhiéu so véi
truge day.
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Con v6i hinh mau mét nha lanh dao tai ba, c6 1é ai cling
thay thé gidi dang di chuyén theo huéng hoan toan ngugc
lai. Hay nhin lai thé ky XX: Ca thé gi6i dang tién vé nén dan
cht. Dan chd 1a mot qua trinh. Ban chat co ban cda dan
chu la tranh sy phu thudc qua dang vao mot cac nhan lanh
dao, va tap trung chd yéu vao qua trinh. Ngay ca nha lanh
dao c6 1é 1a vi dai nhat cda thé ky XX - Churchill - cting chi
1a th yéu so véi qudc gia va cac qua trinh cda quoc gia:
ong ta bi loai ra khéi vi tri cam quyén khi Thé chién thit hai
két thuc. Hitler, Mussolini, Tojo 1a nhitng nha lanh dao tai
ba song da khong hiéu dwoc rang ban than ho vé co ban
kém quan trong hon thé ché ma ho phuc vu. Va ngay ca
ban khong chap nhan su lién twéng noi trén thi hinh mau
vé mot nha lanh dao tai ba van ¢6 mot khiém khuyét khong
bao gio chita dugc, do la: moi nha lanh dao roi cling sé qua
doi. Va dé vuot lén thuc té khong thé thay doi do, su tap
trung trudc tién va trén hét phai nham tdi viéc xay dung
cac dac difm dung dan cia mot to chic.

Khai niém khu6én mau can ban cda chung toi (“gin gitt cai
c6t 16i - thic ddy su tién bo”) cling sé tré nén quan trong
hon trong thé ky XXI. Ban hdy nhin khuynh huéng cda cac
t6 chiic kinh doanh ngay nay: phan quyén, trai rong trén
nhiéu qudc gia, c6 su tw chd ca nhan trong céng viéc ngay
cang cao, c¢6 cac cong nhan lanh nghé hon, v.v... Hon bao
gid hét cac cong ty khong thé duwa vao nhing phuong phap
kiém soat xua ci nhu hé théng quan 1y theo cip bac, ngan
sach v.v... Tham chi véi nhtng tién bod vé cong nghé, nguoi
ta con c6 thé “lam viéc t¥ xa, khong can thiét phai dén van
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phong ntta”. Chat két dinh co ban trong coéng ty gid sé la
tw tudng cda cong ty. Con ngudi c6 nhitng nhu cau co ban:
ho can thudc vé mot t6 chiic nao do khién ho cam thay tu
hao, ho can nhitng gia tri va muc tiéu hwoéng dan dem lai
y nghia cho céng viéc va cudc song, ho can lién hé voi
nguoi khac, cung chia sé nhiing niém tin va khat vong
chung. Va cting hon bao gid hét, nguoi lao dong ngay nay
vira doi héi su doc 1ap ty chd trong cong viéc, vita doi hoi
to chiic cda ho phai dai dién cho mot diéu gi dé, hoat dong
vi mot ly do gi do.

Va hay nhin xu huéng thé gii ching ta dang song, do
la thé gidi cda sy phan rd, cat khic, nhitng thay déi hén
loan, suw bat khd dy doan, v.v... Chi nhitng cong ty c6 kha
nang thuic day su tién bo, vuon 1én va tg hoan thién lién tuc
moi c6 co may ton tai va phat trién. Cong ty can lién tuc tu
lam méi (chang han dat ra nhiing BHAG) dé tiép tuc la mot
noi lam viéc hap dan cho moi nguwoi. Cac cong ty muodn dat
dugc thanh coéng to 16n can lién tuc c6 v thic tu thay doi
va hoan thién trudc khi thi truong doi héi nhing diéu do.
Nhiing cong ty bat chudc qua trinh tién hoéa cda cac loai
sinh vat - tic la ap dung qua trinh thit va chon loc - sé co
co may ton tai cao hon trong mot moéi truong kinh doanh
luon thay doi khong du doan trudc dwoc nhu ngay nay.
Theo chung t6i, trong thé ky XXI cac cong ty cang can thiét
phai gin git cai cot 16i dong thoi tao su tw chd trong hoat
dong ¢ mot mic do cao hon han cho nhan vién. Va hon
bao gid hét, quy tadc am - duong vé “gin gitt cai cdt 16i - thuc
day su tién bo” sé can duoc ap dung.
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Tuy nhién, cac cong ty can ap dung linh dong, sang tao
cac két qua nghién citu cda ching téi. Chuing toi khong hé
c6 chi y viét ra mot cudn sach chi dan chi tiét twong budce
cho cac ban. Xay dung mot cong ty hang dau la mot van
dé mang tinh chat thiét ké, va nhitng nha thiét ké tai ba chi
ap dung mot s6 nguyén tac chung co ban dé sang tao, chi
khong dua vao nhing ly thuyét giao diéu cé san. Do do,
bat ky mot chi dan cy thé nao sém muodn roéi cing sé 16i
thoi. Chi c6 nhitng khai niém co ban sé tiép tuc ton tai nhu
1a nhitng nguyén tac chi duong ngay ca trong thé ky XXI
t6i. Chung t6i tin rang nhting yéu té co ban dang sau nhing
cong ty nhu Merck, Motorola, P&G va 3M sé khong may
thay doi trong vong mot thé ky t6i. Cac yéu t6 hinh thic
bén ngoai céng ty chac chan sé thay doi, song nhing cai
gi 1a co ban, c6t yéu nhat sé van duoc gitt nguyén, bat bién
theo thoi gian.
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PHU LUC 1

CAC VAN PE NGHIEN CUU

“DUA VOI LUA”
(VE CAC CONG TY HANG DAU BI PHA SAN)

Nghién cttu cda ching to6i khong bao gdom nhitng cong ty
c6 day dd cac thudc tinh cda mot cong ty hang dau nhung
lai that bai trong kinh doanh. Phai ching nhiing cong ty co
nhitng thuodc tinh “hang dau” lai dé that bai hon cac cong
ty khac? Hay gia dinh ching ta dang nghién ciu ky thuat
leo nui ciia hai nhém van doéng vién: nhom “hang dau”
thanh cong trong viéc chinh phuc dinh Everest, va nhém
“so sanh” khong thanh cong trong viéc do6. Tiép theo, lay
gia dinh 1a ching ta tim thay nhtng khac biét dang ké giita
hai nhom (chang han, vé triét ly, dao tao, chap nhan rui

au” that bai va ti vong

ro...). Viéc cac nha leo nui “hang dau
& ty 1é cao hon so véi nhitng nguoi “so sanh” 1a diéu hoan
toan c6 thé; song do chuing ta dang nghién ciu nhiing
nguoi song so6t va thanh cong, chung ta sé khong dua chi
tiét nay vao pham vi nghién cttu. Vi thé, du ching ta c6 thé
sé dua ra nhing huéng dan dé tré thanh mot nha leo nui
“hang dau”, chung ta van hoan toan c6 thé (khong cd ¥)
duwa ra nhitng huéng dan lam tang kha nang t& vong cua
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nha leo nui dé. Mot cach tuong tw, gid st rang véi nhitng
dac tinh “hang dau”, kha nang pha san cda mot cong ty la
75% (con lai 25% kha nang sé thanh cong va trd thanh
nhing thé ché tuyét voi). Trong khi d6 nhing con s nay
d6i véi mot cong ty c6 nhitng pham chat cia mot cong ty
so sanh 1a 50%-50%. Theo d6 c6 1é nhiéu nha quan ly sé tui
bd mong mudn xay dung mot céng ty hang dau dé gidm di
kha nang that bai va pha sdn cda chinh cong ty minh.
Chung t6i c6 hai trd 16i cho mdi quan tdm nay. Mot 1a,
ding 1a c6 mot s6 nha leo nui chét trong khi ¢6 leo 1én dinh
Everest, nhung ro rang chi c¢6 nhtng ai thuc sw c6 gang
quyét tam chinh phuc (du bat ky rdi ro nao), méi c6 thé 1én
t6i “noc nha thé gioi” dwgc ma thoi. Chung toéi thia nhan
rang mot so cong ty véi nhitng pham chat hang dau, voi
tam nhin xa va hoai bao 1én da that bai, da pha san. Nhung
c6 sao dau, chung t6i khong hé c6 y dinh viét vé kha nang
ton tai cda mot cong ty - do6 khong phdi 1a mot dé tai thu
vi. Chung t6i chi quan tam tim hiéu cach thitc mot so6 cong
ty da trd thanh nhiing thé ché hung manh, nhing tap doan
hang dau. Chung t6i hiéu va thita nhan rang dé dat dugc
diéu do, chung ta can chap nhan nhtng rdi ro nhat dinh.
Tuy nhién, cau tra 1oi thit hai méi la quan trong. Chung
toi tin twdng (du khong thé chimg minh) rang cac dac tinh
va pham chat cda mot céng ty hang dau vira c¢6 thé tang
khd nang thanh cong, vita ¢ thé tang xac suat ton tai cla
mot cong ty. Hay trd lai voi cach nhin mang tinh lich si:
Chuing t6i viét vé nhiing cong ty truong ton phai d6i mat
v6i nhitng thay doi 16n lao ma van thanh céng trong nhiéu
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thap ky. Néu xac dinh mot cong ty theo huéng nay la ruii
ro, thi tai sao rui ro khong xdy dén va “tiéu diét” nhing
cong ty noéi trén vao maot thoi diém nao do trong su6t lich
stt lau dai cua ho?

PHAI CHANG “TAM NHIN, HOAI BAO” LA MOT
CACH DIEN DAT KHAC CUA “THANH CONG”?

Khi thyc hién diéu tra trén cac CEO, ching toi hiéu rang
két qua diéu tra sé thién vé nhtng thanh cong tai chinh.
Liéu c6 CEO nao lai coi mot cong ty khong tao ra lgi nhuan
cao 1a mot cong ty hang dau duoc khong? Cé 1& la khong.
biéu d6 duwa t6i mot cau hoi kiéu “con ga va qua trimg”:
Liéu c6 thé gan nhan hiéu “hang dau” cho bat ky cong ty
thanh céng nao hay khong? Cau trd 16i la khong. Co rat
nhiéu coéng ty thanh coéng vé tai chinh trong xa hoi nhung
khong nam trong danh sdch cac cong ty hang dau cda
ching t6i. Chung t6i da phan tich ti mi hoat dong cia 500
cong ty trén tap chi Fortune trong sudt mot thap ky, trudc
nghién ciu cda chung toi. Két qud cho thay cac cong ty
hang dau khong phai 1a nhitng cong ty duy nhat thanh
cong trong thdi gian mot thap ky gan day nhat. Néu xét
theo lgi nhuan cho cac nha dau tw trong giai doan 1978-
1988 (titc la muoi nam trudc nghién citu cda ching toi), thi
trong s6 500 cong ty cong nghiép va 500 cong ty dich vu
theo liét ké cda Fortune, 18 cong ty dimmg dau nhu sau:
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Danh sach 18 céng ty ding dau vé loi titc cho cac nha dau tu
trong sd cac coéng ty cong nghiép va dich vu ciia tap chi Fortune,
giai doan 1978-1988
Hasbro
The Limited
Wal-Mart
Affiliated
Tele-Communications
Giant Food
Toys “R” Us
Marion Laboratories
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State Street Boston Corp
. Berkshire Hathaway
. DCNY
. Macmillan
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. Cooper Tire & Rubber
. Tyson Foods
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. Philips Industries
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(@)

. MCI Communications

—
~l

. Dillard Department Story
18. Food Lion

Cac ban hay xem, trong danh sach nay chi c6 mot cong
ty hang dau (Wal-Mart). Biéu dé cho thay cac CEO coi cong
ty hang dau khong chi don thuan la mot cong ty co loi
nhuan cao (néu vay thi danh sach 18 cong ty nay da giong
v6i danh sach 18 cong ty hang dau cda chung toi). Con
trong giai doan dai hon, tt 1920-1990, tat nhién cac cong
ty hang dau, néu cac CEO nghi vé khia canh tai chinh, ho
sé chi xem xét dén nhitng thanh cong dai han vé tai chinh
ma thoi.
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LIEU CO THE TIN VAO KET QUA PIEU TRA
TU CAC CEO?

Phuong phap diéu tra - du ddi twong 1a nhitng ngudgi co
trinh do cao nhu cac CEO - khong phai la mot phuong
phap hoan hdo. Yéu td6 chd quan va thién vi khong chéc
duoc loai tra 100%. Chezlng han, bao chi va nhitng phuong
tién thong tin dai ching khac cé thé gay anh hudng it
nhiéu dén nhing chon lwa cda cac CEO. Vi du, cong ty
American Express ngay trudc khi cudc diéu tra dién ra da
dugc bao chi ca ngoi hét 161, mot so t& bao tham chi danh
gia va goi tén cong ty nay la “thanh cong hang dau”. Diéu
do6 ro6 rang da anh hudng dén cac CEO dugc ching toi diéu
tra: khi so sanh American Express v6i nhiing cong ty hang
dau khac, ta thay cong ty nay chi cé rat it nhing dac diém
cda mot cong ty hang dau.

Dua vao két qud diéu tra ciing dong nghia v6i viéc coi
mot cong ty hang dau la mot cong ty duge nhiéu nguoi biét
dén va danh gia cao. R6 rang day la mot su thién vi doi véi
cac cong ty lon, cac cong ty co6 phan (hay chu y: tat ca cac
cong ty trong danh sach cudi cung déu la cac coéng ty da
lén san giao dich chiing khoéan). Tuy nhién, van c6 thé cé
nhiing céng ty hang dau véi quy md nho, khong duoc du
luan chd v va biét t6i nhidu. Chang han, cong ty L.L. Bean
and Granite Rock (ting doat gidi thuéng vé chat luong
Malcolm Baldrige nam 1992 - mot két qua rat an twong doi
vOi mot cong ty khai thac da) co rat nhiéu dac tinh ciia mot
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cong ty hang dau, song day chi 1a mot cong ty tu nhan, va
do d6 it dugc nguoi ta biét dén.

Du c6 nhing han ché nhat dinh, cac tac gia van tin rang
phuong phap diéu tra cac CEO la phuong phap tot nhat co
thé ap dung trong nghién ciu nay. Do khong biét trudc
nhitng dac diém ctia mot cong ty hang dau (day chinh la...
muc tiéu nghién ctu), ching t6i khong thé dua ra trudc mot
cong cu danh gia mang tinh khoa hoc dugc! Hon nia,
phuong phap nay cting c6 loi thé khi né tap hop dugc y
kién cda nhiéu nguoi khac nhau - tat cd ho déu khong bi
anh huéng bdi nhing thanh kién va phong cach riéng cia
chung toi.

Ai d6 c6 thé dat cau hoéi: lieu day co6 phai 1a viéc sao chép
cach lam cda tap chi Fortune (tap chi nay cting lap ra mot
danh sach nhing cong ty “duoc nguéng mo nhat” dua trén
két qua diéu tra t cac CEO) hay khong? Cau tra 16i 1a khong.
Chung t6i da phan tich ky luéng danh sach binh chon cia
Fortune trong nhitng nam 1983-1990, va du cac cong ty
hang dau c6 mat trong cac danh sach do, cac két qua cta
chuing t6i va Fortune khong phdi 1a tuyét doi tuong dong. Vi
du nam 1989, tat cd cac cong ty hang dau c6 mat trong ca
hai danh sach déu roi vao 30% dau tién trong danh sach ctia
Fortune, song néu so sanh Top 18 thi két qua 1a khong giéng
nhau 100% (lwu y: chi ¢6 hai cong ty so sanh lot vao 30%
dau bang cda Fortune). Tat nhién, cac cong ty hang dau
déu dugc kinh trong, song danh sach cda chung téi hoan
toan khong phai 1a sy sao chép lai két qud t danh sach
“cac cong ty dugc nguéng mod nhat” cda Fortune.
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TUONG QUAN VA NGUYEN NHAN

Chung t6i tim ra mot s6 dac diém phan biét cac cong ty
hang dau va cac cong ty so sanh. Tt d6 co thé két luan
rang c6 sy twong quan gitta su khac biét (gitta hai loai cong
ty) v6i cac cong ty hang dau. Tuy nhién khong thé néi chac
rang do6 1a mot moi lien hé nhan qua. Chung t6i khong thé
ching minh duwgc nhitng dac diém cda mot cong ty hang
dau sé chac chan dan t6i thanh cong lau dai trong moi
truong hop. Chung t6i cling khong dam noi rang cac cong
ty hang dau nay da kham pha ra mot phuwong phap kinh
doanh tuyét hdo (c6 thé c6 nhing cong ty khac chua ai
nghién cttu van thanh cong trong thdi gian lau dai hon, ma
hoan toan dua vao nhitng dong Iuc va phuong phap kinh
doanh khac!). Cac tac gid khong tuyén bo da xac dinh duoc
“nguyén nhan” va “hau qud”, don gian vi ching ta dang
noi vé thé gidi kinh doanh thuc té véi nhiéu bién dong
trong khong gian va thai gian. Mot két luan chinh xac 100%
nhu trong khoa hoc tu nhién la diéu khé c6 thé dat dugc.
Tuy nhién, ching t6i nhan manh rang: Nhing yéu t6 co
ban tao nén sy khac biét & cac cong ty hang dau da xuat
hién va ton tai rat lau trudc khi nhitng cong ty nay dat
dugc nhitng thanh cong. Pay chinh 1a 1¢i thé clia phuong
phap lich stt. Diéu nay cho phép chiing t6i tin rang chung
toi da tim dugc mot diéu gi do hon la nhiing tuwong quan
ngau nhién.
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NHUNG THOI KHAC KHO KHAN
3 CAC CONG TY HANG PAU

bau nhitng nam 1990, da so cac cong ty hang dau trong
danh sach cida ching t6i ré6 rang la nhitng tdp doan thanh
cong nhat trong linh vuc kinh doanh cda ho. Tuy nhién,
van con mot so it cong ty gap kho khan. Liéu diéu nay co
dnh hudng dén tinh xac dang clia nhitng két qua nghién
ciu hay khong? Chung t6i khong tin la nhw vay, do hai ly
do sau day:

Mot 1a, tat ca cac cong ty hang dau déu da tung trai qua
nhing thoi khic den t6i trong lich st cda ho. Khong cé
cong ty nao hoan toan mién dich doi véi nhitng khé khan
va khing hodng, tuy nhién, cac cong ty nay déu c6 kha
nang hoi phuc cao, luén dat dugce két qua tot trong dai han.

Vi du nhuv cong ty IBM. Du ho gap khé khan vao nhiing
nam 1990, xin dung quén ho da cé lich si bdy thap ky
thanh cong, trong thoi gian dé 1a hai cudc Thé chién, cudc
dai khung hodng, va viéc phat minh ra may vi tinh. Khong
c6 cong ty nao trong nganh cé thé so sanh véi IBM vé diéu
d6. Ngay ca trong nhitng ngdy den t6i nhat cda IBM, gidi
bao chi kinh doanh van nhic dén n6 nhu la mot “bau vat
quoc gia”. Khong phai ngau nhién ma mot cong ty dat duoc
diéu d6, va chung toi tin rang c6 rat nhiéu bai hoc ti lich
st cia IBM, tit ca nhitng thanh cong va kho khan cia cong
ty.
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Hai 13, trong sudt qua trinh nghién ctu ching téi ludn so
sanh madt cong ty vG6i mot cong ty khac. Khong c6 cong ty
nao la hoan hdo, song c6 mot sO cong ty vugt troi hon cac
dbi thu trong pham vi dai han. Chfmg han, khi cong ty
Burroughs suy sup va that bai, khong ai coi d6 la viéc mat
di mot “bau vat quoc gia” cd. Doi véi da s moi nguoi,
Burroughs cing chi la mét cong ty nhu bao cong ty khac
ma thoi. Tai sao IBM lai c6 thé c6 méot dia vi cao quy ma
Burroughs khoéng bao gio c6 dugc nhu vay? Du c6 nhiing
khiém khuyét nhat dinh, sy thuc la cac cong ty hang dau
da vugt troi cac cong ty so sanh va cac cong ty khac trén
thi truong trong sudét mot khodng thdi gian dai trong lich
su.

CONG TY LON VA CONG TY NHO

Liéu nghién cttu nay cé thién vé cac cong ty 16n hay
khong? Cau trd 10i 1a CO va KHONG. Co, béi vi danh sach
cac cong ty hang dau gom toan nhing tap doan lén. Khong,
bdi vi tat cd nhitng cong ty ndy déu da ting la nhing cong
ty nho. Chung t6i khong chi nghién citu ching luc dat quy
mo toan cau, ma con nghién ciu ti thoi diém ching con 1a
nhting cong ty nhd! Ching t6i muén tim dugc nhing két
qua c6 thé ap dung cho ca cac cong ty nhd, vira va 1én. Khi
tién hanh diéu tra, ching tdi cting diéu tra cac CEO cua cac
cong ty nho va vita (tit danh sach Inc. 500 va Inc. 100), cac
CEO & cac cong ty nhé mudn hoc hdi t cac cong ty 16n
hon.
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THONG TIN KHONG CAN BANG

SO lugng va chat luong cda cac dit liéu lich st & cac cong
ty khac nhau 1a khac nhau. Mot sé cong ty nhu HP va
Merck mé rong kho dit litu cho chung téi, cung cap nhiing
ngudn thong tin géc vo cung quy gia. Pa s cong ty (ké ca
cac cong ty so sanh) cong tac vo tu voi cac tac gid, du chat
lwong thong tin c6 thé khong giéng nhau. Tuy nhién, c6
nhitng truong hop cong ty tt chdi cong tac va chung toi
danh phdi dya vao cac nguon thong tin thi cap, cac thong
tin nay cing hét sic da dang va khong dong nhat. Vi du,
khong cé cudn sach nado viét rieng vé cong ty Nordstrom,
song lai c6 qua nhiéu sach vé vé nhitng cong ty nhu Ford,
IBM, Disney va GE. Chung t6i dd c6 hét sic dé xac dinh va
phan loai thong tin, da c6 thong tin chd yéu va hau nhu
moi cong ty can nghién citu, trit Kenwood. Do luong thong
tin to 16n c6 dugc, chiing toi tu tin rang cac két qua tim
duoc khong lam thay doi nhiing thong tin quan trong va
hoan hao nhat (ngugc lai, nhitng thong tin d6 sé cang duogc
cing c6 hon trude).

THIEN VI CAC CONG TY MY

Chuing t6i chi tién hanh diéu tra cac CEO & M§, va trong
cac cap so sanh chi c6 mot cap khong gom cac cong ty My:
Sony - Kenwood. Chung t6i tin rang dong luc co ban dé tré
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thanh mot cong ty thanh cong hang dau c6 thé ap dung &
cac quoc gia va cac nén van hdéa khac nhau (tat nhién, van
c6 thé c6 nhitng bién thé nhat dinh, nhing sac thai di biét
& moi nén van héa). Chung toi thita nhan diéu nay va mong
méi sé c6 nhitng nghién cttu khac trong twong lai vé nhing
khac biét lién quan dén van hoa va qudc gia & cac cong ty
hang dau.
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Phu luc 2

NGUON GOC THANH LAP
CUA CAC CONG TY HANG DAU
VA CAC CONG TY SO SANH
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American Express Wells Fargo
Nam thanh ldp: 1850 Nam thanh ldp: 1852
Nguoi sang ldp: Henry Wells, Nguoi sang ldp: Henry Wells va
William Fargo va John William Fargo
Butterfield
Dia diém: New York, NY Pia diém: San Francisco, CA

Huéng kinh doanh ban ddu: Huoéng kinh doanh ban dau:
Dé loai bd su canh tranh v6 Cung cap dich vu chuyén phat
ich gitta ba d6i thi (Wells & nhanh va dich vu ngan hang cho
ComPMhy, Livingston, Fargo & thi tN@#t®NCalifornia (dang mé

im thanh Qo_mgpanzy va  Butterfield, i@n (Ii() cuoc do xo0 di tim vang).
Nam than IW%S 88 & Company) t#Xfi‘é’” anh lap: 1885

Nguoi sdng an&acrguxg% Hﬂ%ﬂt ‘S%Ih %nhl\%?r(‘ﬁ sdng ldp: Bay nha dau

Minnesota - &n the XSQaP&th rfl%t %?/h {Iﬁptthuéc cac nganh kinh

thudc, mot Cﬁéﬁg&"/ g{)]?)lguggll’} thiyc _doanh khac nhau

pham va mo}{]é]%ac}usalliban ddu: C6 logi nhuan  Két qud ban ddu: La cong ty duy

Dia diém: CrYiud iy TS 18 120 g ity Rl cuoe Khing

ieu dé hiéu vdi mot cong ty  hoang ngan hang California hoi
Hudng kinhSeambaflOgaguxdni tromgngndmhl oankapadodhini phuc va
thac mé coRauRRYHE lam chit Mua laiue@indén nhankahome MJ rong
danh béng, ban cho nhitng nha san cda Fraik Ne@tdaOBScvgian 1855-
xuat may xay, may nghién. thi trudHmay xay dang co

xu huéng phat trién do nganh

cong nghiép san xuat cong

cu, may moc dang md rong.

Két qud ban ddu: Viéc kinh doanh Két qud ban ddu: Sém dat
2y 1 A } . a1s JPHULUC , X R R
mo that bai sau khi chi ban dugc 1 tang,{ruong va thanh cong,
tin nguyén liéu va khong c6 don lgi tic on dinh trong 14/15
hang tiép theo. Cong ty ton tai bang nam dau tién. Cung thoi gian

~ N 2 7 ~ 2 7 7 A 2 A 9
"hivroe 2397 Fhaar 42 mhan M3 ~rAaAc A viANr M1 rANMG vy o farno 10
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Citicorp

Chase Manhattan

Ndm thanh ldp: 1812

Nam thanh Idp: 1799 (Bank of
Manhattan) va 1877 (Chase
Bank)

Nguoi sang Idp: Samuel Osgood

Nguoi sdng ldp: Aaron Burr
(Bank of Manhattan) va John
Thompson (Chase Bank)

Dia diém: New York, NY

Pia diém: New York, NY

Huéng kinh doanh ban ddau:
Thoat dau la mot t6 chic tin
dung tu nhéan, tai trg cho hoat
dong cia mot sé nha buon.

Huéng kinh doanh ban ddu: Tré
thanh mot ngan hang.

Két qud ban dau: Khong c6 mot
chién luwge ré6 rang, chi 1la mot
ngan %8?1}5‘%1’ nhan trong gan 70

Két qud ban ddu: Bank of
Manhattan phat trién manh tw

%%gfﬁﬁéll&%fﬁhase Bank chi

Nam tharfi: Y§isdén thap nién 1890, nif tong 1§ gagm 1911. Hai ngan

) a0 nam

Nguoi sdn@tiaﬁlﬂﬁimtﬁﬂhéﬁig WGt NgAY ol 93Rg 1dp: Donald W.

tudi) hang tam c& quoc gia.

Douglas (28 tudi)

Pia diém: Seattle, WA

Dia diém: Los Angeles, CA

Huéng kinh doanh ban dau: Theo
mot bai viét ctia chinh cong ty: 'Tré
thanh mot cong ty san xuat tong
hop... san xuat hang héa du loai, nhat
la may bay va cac phuong tién hang
khong... mé mét trudng hang khoéng,
trd thanh nguwdi chuyén chd hanh
khach va hang hoa theo dwong hang
khong'. Nguoi sang 1ap Boeing
nguyén 1a mdt nha budn gb.

Huéng kinh doanh ban dau:
Thiét ké va san xudt may
bay cho chuyén bay thing
dau tién qua nudc My (chiéc
Cloudster). Pugc t6 chuc lai
nam 1921 thanh mot cong
ty san xuat theo cac hop
déng cho Hai quan san
phdm oanh tac co chd ngu
16i.

Két qud ban dau: Chiéc may bay dau
tién B&W that bai khi dugc Hai quan
kiém tra. Sau d6 ban dugc 50 may

Taxr Madal € ~ha T35 ~1141 oo h v

PHU LUC |, N .
Kefzyqua ban dau: Thanh

cong véi hgp dong cung cap
18 oanh tac co cho Hai

~11AT cn1t A 1A ~4A-~r h v
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GeneFQF ﬁlectric G‘Wé‘gﬁl‘MH&%‘e

Ndm thanh Idp' 1903 Ndm thanh ldp: 1908

Nynbx/amdgﬂdﬂaﬁmamidlson Nguoi sang Iap George

Biy %@}h %&MP%SOH (39 és’faea&wﬂhﬁea%{%woﬂ

ﬁﬁmdmngh&@@ Y:oﬂg N,Ysan xuat Mz HlemaPiﬁsbhrgh,rMeu nha

016 dugc thanh lap 0 My trong san xuat xe hoi nhé dé to chug

BB AT nfStshgkih ol Hidh et S

Kfin RER x%eﬁaxe'ﬂﬂfépnduﬁe&%ﬁﬂ xﬁaﬁhﬁfmo\ﬁ KOHGNEn I RhiBga
FleshicIGon (HhaRhLap nage 1448 s6ORgER meOnAu SRy a3y
ﬁ%rﬁlgfaﬁo&raew@ Bl REdnalLig? kAW nAHEN RO aRAR SR, ﬁiﬂnﬂe
%g&%éi];?&%ﬁ %ﬁn va dien | thong @0, RO thiie fH2

cua Edis omson - nfﬁiéﬁofﬂlaségu lg&y trd thanh he

ff A bagklays Kien )égr%al{ Ketspua ban dau: Trong khoang

Eﬁ{h %Qﬂﬁlté’ﬁgtﬁﬁﬁm s vGi thoi gian 1908-1910, Durant
hon 600 chiéc ban dugc hang mua lai 17 hang xe khac, trong

Ejarn% tro% na da)11 ?%Sau d coé (Eis lel Cadlll

nlaral au banh % nt1 C u1c 0 co%t0 1én
rong u gléﬁéll}%en gﬁp 1%{/1T é é? t ﬁung%; ganﬁl]%ﬁu’
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HewlgitiPackard Te)@ﬁp@ﬂgnglents

Ndam thanh ldap: 1937 R _ Nam thanh lap: 1930

{\égﬁg@& iﬁgﬂﬂqu\/ﬁ%ﬁg@ggsw ett  Nguoi sang lap: Tién si J.
(26 t6i) va David Packard (26

Huong, kinh doanh ban dau: Hugng kinh doanh ban dau:

R

Pl %mplﬁﬁﬁl Y(?ﬁ]ﬁ NPanh bak’ -ialg]l?ﬁn: St&é%ms, MO cong ty

dau mang tinh chat co hoj,trong Geophysical Seryice Inc, “cong
Faen gkl dogis DS 944 THI LN 0 U B P
S0 BHAR BtloCObRe YieRROCaBurrguehs Rl minhramay,ehl am
(AN HoR ST A TR (AR AU 59 SN A0 1am ra
HEST Rt A9 UgnRs. ARG N9V harCOng, &Y &Wpﬁ%ﬁgfﬁ%ﬁé%ﬂs%n
FRAY R KeGRodss it e MiTHBmemsiar fosk deliatgoagh
(18R e SOS nlf STk RPN Zi 2P ORE, S4B AAAL IOen. Nam 1934,
?1?1%%‘18{“&%&% %%%d“}ﬁﬁéod)o, thiét coéng ty chuyén dén Dallas,

bi,y t€, may nghiém dao dong , Texas dé cing co viing chdc vi
[i@("qua ban dau.v Khor‘lg OH %ett%uag glﬁf%‘“t‘roﬁﬁyn‘ ) e éﬁ%ﬁlh
dinh trong ba nam va Hoi con%rceraglhlygggr%ghBt Iz g}qg,xggp
doéng quén tri da ban vé viéc tuc 1(1:’1%]{11%1%(;)6.1’1- {1 clia min lg?ing san

; Cl . U ; . N ,‘\ - =1 y IJ Cl L U B VQ vV . N CLC ' Cl ;
Kot auua bardair Ton tai tronca_ Kot . ana -have -dais1Maar.chdanag -



Johnson & Johnson

Bristol-Myers

Ndm thanh Idp: 1886

Ndm thanh Idp: 1887

Nguoi sang ldp: Robert W.
Johnson (41 tudi), James
Johnson, E. Mead Johnson (cac
em cda R. W. Johnson)

Nguoi sdng ldp: William McLaren
Bristol va John Ripley Myers (déu
mdi ngoai 20 tudi)

Pia diém: New Brunswick, NJ

Pia diém: Clinton, NY

Huéng kinh doanh ban dau:

San xuat san pham y té, chd
yéu la chit khi trung trong
phau thuat va thach cao y té,
ban catalog dau tién c6 32
trang “day nhiing san pham”.

Hudng kinh doanh ban ddu: Mua
lai mot hang sin xuat thudc that
bai tén Clinton Manufac-turing
Company v@i gia 5.000 déla. Ca
Bristol va Myers déu khéong c6
kinh nghiém gi trong nganh duagc.

Két qud ban ddu: Cong ty khéi
ddu v6i 14 nhan vién nam
1886, sau d6 con sd nay tang
1én 125 vao 1888, 400 vao nam
1894. Nhitng thanh coéng dau
tién dua trén cac san pham cai
tién cao, sy xuat hién cta nhiéu
bénh vién méi va viéc tiép thi
thuong hiéu manh mé.

Két qud ban dau: Thoi gian dau
phai vat 16n dé ton tai: Nam 1889,
cong ty chi co chin nhén vién, va
trong 12 nam dau tién, cong ty
khong tao ra lgi nhuan. Mai dén
1903, céng ty mdi bat dau phat
trién manh khi gi6i thiéu mot san
pham thanh cong; Sal Hepatica
(thuéc mudi dé nhuan trang) va
Ipana (kem danh rang tay trung
dau tién trén thi truong).
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Marriott

Howard Johnson

Nam thanh ldp: 1927

Nam thanh ldp: 1925

Nguoi sang ldp: J. Willard
Marriott (26  tudi), Allie
Marriott (22 tudi)

Nguoi sang ldp: Howard Johnson (27
tubi)

Pia diém: Washington, DC

Pia diém: Wollaston, MA

Hudng kinh doanh ban ddu:
Tao mot coéng viéc kinh
doanh cho ban than, dau tién
chi 1a mét quay ban bia voi
von ven chin chd ngodi. M§
rong kinh doanh dan dan voi
sdn pham thitc an néng (chi
yéu 1a dd an Mexico), dit tén
cho nha hang la Hot Shoppe.

Huéng kinh doanh ban dau: Mua lai
mot quay ban nudc gidi khat, bat
dau sdn xuat kem theo cong thic
cia ngudi me 6ng ta, trd thanh mot
san pham duogc va thich ¢ khu vuc
New England.

Két qud ban ddau: V6i 16 gio
phuc vu mbi ngay, cita hang
tao ra lgi nhuan ngay nam
dau tién, doanh sd 16.000
dola. Nam 1929, cong ty phat

2 N N
o thanbh ha ~%» hano

Két qud ban ddau: Trong vong 6
thang, nhu Cglu ciia khach hang da
vuot quagkha nang san xuat cda
cong ty. Dén 1928, doanh s6 ban
kem da dat 240.000 déla. Pén 1933,

~ 7 i - ~ ~ ~
Ano 29 nhat trian ~r4ar nha hano han
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Procter & Gamble

Colgate

Ndm thanh ldp: 1837

Nam thanh ldp: 1806

Nguoi sang ldp: William Procter
(36 tudi) va James Gamble (34
tudi)

Nguoi sdang ldp: William Colgate
(23 tudi)

Pia diém: Cincinnati, OH

Pia diém: New York, NY

Huéng kinh doanh ban dau:
Procter - mot nguoi san xut
nén va Gamble - mdt ngudi san
xuat xa bong, déu dya trén
nguyén liéu mé dong vat. La
nhitng anh em ré, ho quyét dinh
lién két kinh doanh.

Huéng kinh doanh ban dau:
Theo 16i cia chud tich cong ty
vao nam 1956 thi: “Vao thai ky
do - 1806 - it nhat 75% séan
pham xa bong dugc san xuat tai
nha, san phdm nay rat tho so,
khong t6t cho da va hau nhu

khong ¢6 mui thom. William

Colgate quyét tdm san xuat ra

mot loai xa bong c6 mui dé chiu

vOi gia cd phai chang, mot

khach hang trung binh c6 thé
Nordstrom muaepelle

—————Kétqud ban-dau:-€ong ty thoat—Ket qud-bandau: it c6-thong tin

Nam thanfielipph@0ltrién cham, maAtNisn thdnkidp:d882 nay, khong 16

Nam mol co the vuot qua hinh _Colgate thanh cong it hay nhiéu

Nguoi sdpgqddrod kn &&%ﬁzﬁi&n PO hoddld voil ARG K hai thap
(30 tud). cing la noi san xuat va M%Vl Ry dau tién.

‘Main street, 2nd Dgqor .
Pia diém: %ﬁagtéﬁ g&/keet Tuy khone tfgngdzem. New York, NY

Huong kil OasACh &MY Tﬁ%col%ng kinh doanh ban dau:

16i John LRbrddyéh: ZOF%QOkH%‘ﬂ,Q B8Fhk Melville 1a mot nguoi

chéc chan %Yaﬁﬁ}eﬁaél th&ln!ﬁybéion%ag si gidy, mua lai ba clta

dau ban; ¢ W) hang gidy khi nhing chi cta

doanh nhﬁm;@agmwaiha Khi mét thhahg kWibag thahhkinim didedt trong
nguoi baragiayovip af aiitlaiénd stieongnéd 1orsngheodiag tp. dau tien & My
gidy nho18Tédnghyobgn sdrboddwn/hodc  san xudt xa bong dé ban.

ong... MOnhgdyQmcimgtia dé nghi

toi hgp tac va md mot cia hiéu giay

mai.

PHUTTC

Két qud ban ddu: S6m c6 lgi nhuan. Két48dd ban dau: C6 loi
Ba lan dé6i dia diém trong 15 nam nhuan tw rat sém, tw 1895 da
dau tién, nhung van chi c6 mot van  bat dau phat trién thanh mot
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PhilighyMerris

R. kdieygaalds

N AP 527

N dari J87 >

Nguot sang lap: Philip Morris
Ngu’m sdng ldp: Masaru Ibuka (37

Nguot sang lap: Kichard J.
ﬁ(g%{bi&}gg Idp: Khong dugc liét

luUl}
. R

KC <o lLlC

ﬁﬁo@% lenOﬁyg’olc\%}rlz ! ban déu:

La mot tiem ban thudc 1a &

Eﬁﬁﬁg&%%ﬁ% B

at trién va ban san pham

W I Bﬁqullgl’ La%%dﬁn ban dﬁu'

Kmamm %) 4] qaiﬁan ni&mn khenmmi
Vél:}ﬁlﬁg: Haglung Ong ngba
YA MICCIAD PRARAIRIGEH SUBE

Z) nﬂhaaoaﬂﬂ%‘%aé%n}

nga}ghe bwahodau Dat kh01
Iugng ban ra 150.000 can
Anh trong nhﬁ’ng ném dﬁu

ﬁaP ﬁ%%akl%fa&h}‘f?%% khong
senda e chenthay Wi ang
HEINSG HBAg 'glﬂr@ng@h doan
Déw. @i6ihigy $an pham HAQ
Migmgindip902ngamnhacdhausiu
Myamuhdai hbrotenhiddi PHilig
NYeRs thash¥ha uRAm San phdm

ngquscfuk}ag%cﬂo AP0
RHh 4eBnlAng. ﬁh‘ﬁ% thap k¥
38808, Real- Raynnlds dReodal
siainhedomghaiau htiong] QDS
dnlahd8eéong ty. San pham bién
thé tan sb cao (HF) la san pham
san xuat tai Nhat dau tién dap
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WalW abikteay ColumbigP§stures
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Phu luc 3

CAC BANG BIEU

Bang A.1

CAC TIEU MUC KHI NGHIEN CUU TOAN BO LICH SU CUA
CAC CONG TY HANG PAU VA CAC CONG TY SO SANH
(TU NGAY THANH LAP CONG TY DPEN 1991)

Tiéu muc 1: Sdp xép cdc to chuc; gom nhiing yéu to quyét
dinh (phan “cting”) nhu ciu tric té6 chic, chinh sach va
quy trinh, hé thdong, chinh sach thuéng va dong vién,

cau fruc sd hitu, chién lugc kinh doanh Chung va nhing
Tom lyoc ve Duoc thanh lap voi Ly nao co

ngudn goc hpain dQng Cua‘n?&%t@ﬁg(% Sy mua llﬁ& éﬁﬁli’@&&hay doi

16n trong Chlelaéggq%, Vle%é%%r%g ty dwa cO phiéu lén san
giao dich). hang dau so sanh

3M / Nortoiéu muc 2: Cdc ¥éomgé xd héidphan Comémsd sihir: van hoa

VAVr:lfsrl;z?gEXpr@&{g ty, khongkfglam vitorgac ehpaiebirgdat:, truyén

Boeing / McDomgﬁlgoﬁgﬁg ty, 89“% Iyc larg viec fo‘o?g 8/1% S%Erll%h quan ly.
Citicorp / Cl&g muc 3: BO rmdibnkén ngrsngNhitagokdiphaaaid dohel yeu
Ford /GM  thype bé mat Cuﬁ%ong tylﬁll‘iﬁgcacli:%%ﬁ’d]%ﬁ‘ig disai trf nha

GE / Westinghouse han it duoc
Hewlett-Packard )’ van phon}gﬂ v nhu’ng ﬂ’]let szl%ﬁ%?Sigeu IUC nay
1

Texas Instrum@@sn ca viéc xem Xet nhu’ng quyét dinh lién quan dén
IBM / BurrougRfac chon lua iksagvan phong vacskuingo knhphan chu

J & ] / Bristol- M}/lé)% }?ﬁla cong 0 Khéng Cong ty hang dau
Marriott / Howard Johnson Khéng Khong Khong phan biét duoc
Merck / Pfizer . Khong Cé Khong phéan biét duoc
Motorola / Zenith Khéng - Céng ty so sanh
Nordstrom / Melville Khong X3ong Cong ty so sanh
Procter & Gamble / Colgate Khong Ccé Khong phan biét dugc
Philip Morris / Khong Cé Cong ty so sanh

R T Revnolds



Tiéu muc 4: Céng nghé va cach thic cong ty sit dung cong

nghé: Cong nghé thong tin, quy trinh vé chat lugng san
pham, cac thiét bi va nhing van dé lién quan

Tiéu muc 5: Ldnh dao: su lanh dao cong ty tw lic khéi dau,

su chuyén giao quyén lyc gitta cac thé hé lanh dao,
nhiém ky cua lanh dao, thoi gian ho lam viéc & cong ty
trudc khi tr¢ thanh CEO (CEO dugc tuyén dung tw bén
ngoai hay tt noi bd cong ty), qua trinh tuyén chon lanh
dao va nhing tiéu chuan cda no.

Tiéu muc 6: San phdm va dich vu: cac san pham va dich

vu chinh trong lich si cong ty. Y twéng vé san pham,
dich vu nhu thé nao? Piéu gi huéng dan su chon lya va
phat trién mot san pham/dich vu? Cong ty c6 san pham
that bai nao khong? Cach xii ly? Cong ty thuong dua ra
cac san pham mdi hay chi di theo cac cong ty khac trén
thi truong?

Tiéu muc 7: Tam nhin va hoai bdo: Gia tri cot 16i, muc tiéu,

muc dich c6 tam nhin xa. Nhitng yéu t6 trén cé ton tai
& cong ty hay khong? Néu c6, ching dugc hinh thanh
nhu thé nao? C6 phdi cong ty chi xac dinh nhing yéu t6
d6 & mot sb thoi diém nhat dinh hay khéng? Vai tro cda
chiing nhu thé nao? Cac gia tri va muc tiéu c6 gitt nguyén
bat bién theo thoi gian hay khéng? Tai sao?

Tiéu muc 8: Phdn tich tai chinh: Phan tich theo ty 1é va theo

bang tat ca cac bao cdo vé thu nhap va tai chinh trong
tat cd cac nam ké tr khi cong ty 1én san giao dich. Cac
van dé nghién ctu: tang trudng ban hang va loi nhuan,
loi nhuan rong, loi nhuan trén t6ng tai san, loi nhuan
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trén doanh s6 ban hang, 1oi nhuan trén vén co phan, ty
1é D/E (ng/von c6 phan), dong tién mat va vén luu dong,
ty 1é thanh khoan, ty 1é loi titc c6 phan, tong tai san.
Chuing t6i cling xem xét 1oi tttc ¢ phan va tinh hinh c6
phiéu noi chung so véi thi trudng.

Ti€u muc 9: Thi truong/méi truong: Nhitng khia canh chi

yéu clia moi truong bén ngoai, nhing thay doi cta thi
truong, nhitng su kién quoc ndi va qudc té trong dai, cac
quy dinh cda cdc Chinh phd, cic van dé vé cau truc
nganh, nhitng thay doi quan trong vé céng nghé va
nhitng van dé lién quan khac.

Bang A.2

NGUON THONG TIN CHO CONG TRINH NGHIEN CUU
CUA CHUNG TOI

+ Cac tai liéu lich st do chinh cong ty cung cap: cac tai

liéu lwu tra, lich s (vi du: nhing to quang cao vao thoi
gian cong ty c6 phan hdéa), cac 4n pham ndi bo, bang
video, cac trich doan phdng van va nhitng phat biéu cta
cac lanh dao (ca con song va da qua doi), cac tai liéu veé
chinh sach ctia cong ty, cac tuyén bo vé gia tri, muc tiéu,
nhiém vu trong qua khit va hién tai, cac sach cam nang
cho nhan vién, tai lifu dao tao va nhitng tai liéu lién
quan Kkhac.

Cac sach vé nganh, vé cong ty va/hodc nhing lanh dao
cda cong ty, xuat ban béi chinh cong ty hoac bén ngoai
(chung t6i duwa nhiéu hon vao cac sach do nguoi ngoai
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cong ty viét). Chung toi tiép can cac sach theo thu muc
day dui cda cac truong Pai hoc Stanford, California,
Harvard, Yale va Oxford.

Cac bai viét vé cong ty. Chung toi tim hiéu hau hét cac
bai viét chd yéu vé tung cong ty trong toan bo lich st
cda chung. Nguon cac bai viét tir rat nhiéu tap chi nhu
Forbes, Fortune, Business Week, Wall Street Journal,
Nation's Business, New York Times, U.S. News, New
Republic, Harvard Business Review, The Economist, cung
mot sd bai chon loc tit cac tap chi chuyén nganh nhu
Discount Merchandiser, Marketing, va Hotel & Restaurant
Quarterly.

Cac bao cao thuong nién va bao cao tai chinh cda cong
ty. Trong mot sd truong hop, ching toi nghién cttu gan
mot tram bao cao tai chinh va bao cao thu nhap trong
sudt lich st mot cong ty.

Cac nghién cttu tinh huéng va cac phan tich cta hai
truong kinh doanh Harvard va Stanford. Chung t6i tiép
can tat cad cac nghién cttu tinh huéng c6 dugc vé ting
cong ty, tiing nganh trong nghién citu cua chung toi.
Cac dit liéu vé tai chinh, trong dé bao gom dit liéu chi
s6 thi truong do Trung tdm nghién citu vé gia ching
khoan cia Dai hoc Chicago (University of Chicago Center
for Research in Security Prices - CRSP) cung cap, theo dé
ching t6i biét dugc 1gi tic c6 phiéu hang thang cda tat
cd cac cong ty can nghién ciu ké tiv khi chung lén san
giao dich dén nay.

XAY DUNG DE TRUONG TON
492

+ Cac phéng van véi cac guong mat tiéu biéu, nhan vién,
cyu nhan vién va cd nhing chuyén gia bén ngoai vé
cong ty hoac nganh kinh doanh.

+ Cac tai liétu tham chiéu vé kinh doanh va nganh kinh
doanh, ching han nhu Tir dién tiéu sit cdc nha ldnh dao
kinh doanh My, Danh ba lich sit céng ty, S6 tay Hoover
Ve cdc cong ty, Su phdt trién cua cdc nganh céng nghiép
My, va Almanac nganh céng nghiép dién anh.

Bang A.3

LANH PAO CO PHAI LA MOT YEU TO TAO NEN
SU KHAC BIET TRONG GIAI POAN CONG TY
MOI THANH LAP HAY KHONG

J day chiing t6i mudn néi vé cac nha quan ly va lanh dao
cao cap & cac cong ty - nhitng nguoi da ludén kién quyét vuot
qua moi trd ngai, thu huat, dong vién va kéu goi moi nguoi
hoan thanh cac muc tiéu dé ra, dong vai tro chd chot dan
dat cong ty qua nhimg thoi diém quyét dinh trong lich st.

Chu ¥: Khi chon cac moc thoi gian, ching t6i ¢d gang bao
quat toan bo khoang thdi gian ma nha lanh dao c6 anh
huéng quan trong dén cong ty, trong mot sd truong hop, ho
dam nhan nhiéu chic vu khac nhau: chd tich, CEO, tong
giam dbc. Muc dich cda bang nay dé chi ra rang ca cong ty
hang dau va cong ty so sanh déu c6 nhiing con nguoi nhu
vay trong giai doan mdi thanh lap, va vi thé, lanh dao khong
phai 1a mot yéu td tao nén su khac biét & day.
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Cﬁﬂgal la

Merck / Pfizer George Merck Charles Pfizer kho
Cap so sanh (1895(:‘@25?’ (1849C'})ﬁ9 @; so sanh tao nén suw
hang dau PN
khac biét
Motorola / Paul Galvin Commander Eugene hakIdogg?
3rnjtNorton WiRan MeXnight MNidpoHRldifeon), Khoéng
(1914-1966) (1833-1938)
Newegeeom / FdmrNordkiem  Framky MeINEIR William Khoéng
Mglvidlde / W0an 32850 Fh383-1BHD-1860)
Wells Fargo (1850-1868)
Procter & William Procter &  William Colgate Khong
Boanhge// VainesmGBowilg 0808d 8viiglas (1920- Khong
Velgetmell (1836-1839) 1967) & James
Douglas . McDonnell (1939-1980) )
Philip Morris / Khong c6 bang R.J.Reynolds Co6 thé co
RiliResmoldhase  §hmiieg Sulthéan A1BZpt Wilin (Oh&Apg
(1891-1918) (1911-1933) ty so sanh)
Sony / &ehwood  MesayFBrdKa Klfpng B8ldang tin Kb gt
(1895-1945) (1923-1946) thong tin
Wrl/Mart / Ames  SharWelCerifin Sobrdinidiaiihsuse Khong
Westinghouse ~ (1893-1992) (1968-15HY)
Well&isheykard  WadelPisnerd & Hagey€dubDermott Khéng
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Bang A.4 R R i
BANG CHUNG VE TU TUONG COT LOI

PHUGNG PHAP: Khi danh gia vé ban chat tu tuéng cia
cong ty hang dau va cac cong ty so sanh, chiing toi xem xét
cac bang ching theo cac tiéu chi sau day:

A: Tuyén bd vé tu tudng

B: Su lién tuc mang tinh lich s cia tu tudng
C: Tu tudng vugt 1én trén loi nhuan

D: Sy nhat quan gitta tu tuéng va hanh dong

Dya trén nhiing bang chitng san ¢d, chung t6i danh gia
cac cong ty theo nhitng tiéu chi néi trén, véi s6 diém: 3 cho
“H” (cao), 2 cho “M” (trung binh), va 1 cho “L” (thap).

A: Tuyén b6 vé tu tudng

H: Co6 nhiing bang ching ré rang cho thay coéng ty co
mot tu tudng cot 16i va c6 y dinh st dung tu tudng
nhu la kim chi nam cho cong ty. C6 nhitng bang
chimg cho thay cac lanh dao cong ty ndi/viét vé tu
tudng cot 16i nhiéu lan, truyén dat tu tudng nay dén
moi thanh vién cong ty.

M: C6 mot sd bang ching cho thay cong ty c6 mot tu
tudng cot 16i va ¢6 v dinh st dung tu tudng nhu la
kim chi nam cho cong ty. C6 nhiing bang ching cho
thay cac lanh dao cong ty doi khi néi/viét vé tu tudng
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cOt 16i, truyén dat tv twdng ndy dén moi thanh vién
cong ty ¢ mic do vita phai.

C6 it hodc khong c6 bang chimng cho thay cong ty cb
gang xay dung va xac dinh mot tu tuéng cot 16i.

B: Su lién tuc mang tinh lich sit cia tu twéng

C6 bang ching ré rang cho thay tu tudng cot 16i hau
nhu khong thay déi, luén dugc duy tri sudt thoi gian
ton tai cda cong ty, ké t luc tu tudng do dugc xac
dinh.

C6 bang ching cho thay tu twdng c6 thay doi dang ké
va/hodc cong ty khong thuong xuyén gitt moi lién hé
vOi tu tudng trong toan bo lich st cida no.

Hau nhu khéng c6 bang ching vé tinh lién tuc cda tu
tudng.

C: Tu twéng vuot lén trén loi nhuan

C6 bang chitng ré rang vé viéc cong ty coi lgi nhuan
va loi tite ¢o dong chi Ia mot phan trong muc tiéu cua
cong ty, khong 1a muc tiéu quan trong hang dau. Co6
su xuat hién cac cum tu “lgi nhuan vira phai”, “vira
dd”, “loi nhuan la diéu kién can thiét cho viéc theo
dudi cac muc tiéu khac”, thay vi n6i “lgi nhuan toi
da”.

C6 bang ching cho thay loi nhuan va loi tic co dong
la cac muc tiéu kha quan trong déi véi cong ty (bang
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hoac hon so vdi cac gia tri va muc tiéu khac). Su quan
tam dén tu twdng van dugc coi 1a quan trong, song &
muc twong dbi thap hon.

C6 bang ching cho thay cong ty bi dinh hwéng béi loi
nhuan va loi titc c6 dong, viec quan tdm dén tu tuwdng
bi xem nhe. Cong ty tim kiém loi nhuan tdi da, coi d6
1a 1y do ton tai hon bat ky diéu gi khac.

D: Su nhat quan giita tu tuéng va hanh déng

C6 bang chitng r6 rang cho thay tu tuéng cda cong ty
khong chi 1a nhitng 16i ndi sudng! Trong suot lich st
cong ty, cac quyét dinh quan trong nhat vé chién lugc
va thiét ké t6 chitc dugc huéng dan béi tu tudng cot
16i va ludn nhat quan véi tu tudng ay.

C6 vai bang chitng cho thay tu tuwéng ctia cong ty
khong chi 1a nhitng 15i néi sudng. Dong thoi ciing c6
mot so bang chitng vé viéc cac quyét dinh quan trong
nhat cda cong ty duoc huéng dan béi tw twéng cot 16i.
Hau nhv khéng c6 bang chiing nao cho thay tinh
huong dan cda tu twéng doi v6i hanh dong, cling nhu
sy nhat quan gitta tw tudng va hanh dong.
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Cong ty

uBn ucll uDll SO Ché .SXO uAn uBll ucn uDll
didm  lech ~ diem
\7e

wpm

Cong ty hang dau
(VO)

so sanh
(CO)

CO)

M  Norton

11

3M

M  Wells Fargo

L
L
H

M

American Express

Boeing

M  McDonnell Doug

11

Chase Manhatta
GM
M  Westinghouse

M
M

Citicorp
Ford

10

M

L

General Electric

Texas Instrume1
Burroughs

12

Hewlett-Packard

IBM

L
M
L
M
M

10
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12
12
12
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Howard Johnsor

Pfizer

M
M
M

H

H

Johnson & Johnson

Marriott
Merck

Colgate
M  Kenwood

L
L
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M Melville
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M

7
8
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H
H
M
H

Procter & Gamble

Philip Morris
Sony

Motorola
Nordstrom
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Bang A.5

BANG CHUNG VE BHAG

Phuwong phéap: Khi danh gia mtc do st dung cac BHAG
& cac cong ty hang dau va cac cong ty so sanh, chung toi

xem Xét cac bang chitng theo cac tiéu chi sau day:

A: Viéc st dung cac BHAG
B: Mic dd tdo bao cua cac BHAG
C: Khuon mau lich st cia BHAG

Dua trén nhitng bang ching sin co, chung téi danh gia
cac cong ty theo nhing tiéu chi néi trén, véi sé diém: 3 cho
“H” (cao), 2 cho “M” (trung binh), va 1 cho “L” (thap).

H:

M:

A: Viéc st dung cac BHAG

C6 nhtng bang ching cu thé cho thay cong ty da si
dung BHAG dé thuc day su tién bo.

C6 vai bang chiing cho thay cong ty da st dung BHAG
dé thuc ddy su tién bo, song ¢ mc do it hon, kém ro
rang hon so vGi muc H.

ft hodac khong c6 bang ching cho thdy céng ty van
dung BHAG.
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B: Mic do tao bao cua BHAG

C6 bang chitng cho thiy cac BHAG dé ra déu rat tao
bao va liéu linh, kho dat, rui ro cao.

BHAG dé ra kha tdo bao, song ré rang ¢ muic do thap
hon, it rdi ro hon so véi mac “H”.

ft c6 co s& cho thdy muc tiéu dé ra 1a tao bao va liéu
linh.

C: Khuén mau lich s cia BHAG

C6é bang chimg cu thé cho thay cong ty cé nhiing
khuon mau lap di ldp lai, cdc BHAG trong lich st,
hoac dat ra cac BHAG c6 quy md vuot qua nhiéu thé
hé lanh dao.

C6 it bang ching hon cho thiy coéng ty c6 nhing
khuoén mau lap di lap lai, cac BHAG trong lich st,
hoac dat ra cac BHAG c6 quy md vuot qua nhiéu thé
hé lanh dao.

Hau nhu khong c6 bang ching vé nhitng khudén mau
noi trén.
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Bang A.6
BANG CHUNG VE TiNH NGHI THUC

CUA VAN HOA CONG TY

PHUONG PHAP: Khi danh gia tinh nghi thic trong van
héa & cac cong ty hang dau va cac cong ty so sanh, chung
toi xem xét cac bang chung theo cac tiéu chi sau day:

A: Viéc truyén ba tu tuwdng cot 16i

B: Dat ra nhing yéu cau va tiéu chuan cao cho viéc phu

hgp véi tu tudng

C: Tinh wu viét cda cong ty.

Dua trén nhitng bang chimg sén c6, chung t6i danh gia
cac cong ty theo nhiing tiéu chi néi trén, véi s6 diém: 3 cho
“H” (cao), 2 cho “M” (trung bla‘%)ﬁ va 1 cho “L” (thap).

Cong tyvléang dau “A”  “BEENCY d150 léch dso “A” “B” “C” Congty so
Vo) - o veco L, M,
3M M M : M Norton
American Express M 1 4 M L L Wells Fargo
Boeing H: Co nhun[g bang Chu‘mg ré rét cho thay comg tymludrL c6 McDonnell T
g:)tl:gorp CaCHquy g(rln}]wtruyén ba, p}lho blen? tw tﬁdngﬂcho kac gﬁase Manh
General Electric ‘[héﬁh Vién, bao gé&n: 1 7 H H L  Westinghous
Hewlett-Packard -2 8 H H M Texas Instru
IBM . Burroughs
Johnson&]ohnsoncaq\lehu,Hng if/[llnh anh hmgng Ve éla Ui‘l cac quyl{}ac Bristol-Myer
Marriott ll’l’lg—IXu’ lvuf tu’@]ng, h(Zh su VZB truyen4thong/1 cuia Lconthy Howard Joh
Merck Pfizer
Motorola - Ca(‘HChu’gng tll.ilnh dgao tao g:o noi dung mangﬂmhL U Zenith
Nordstrom tu’o%g. M M 6 0 6 M M M Melville
Philip Morris H L 7 1 6 M M M  RJR Nabisco
Procter & Gamble CacHan 1blhamMn01 b@ nhan®? cing (.ff) tw Mxo’ng4 cOtMoi. Colgate
Sony H H 4 L Kenwood
Wal-Mart H H H 9 4 5 M M L Ames
Walt Disney H H M 8 3 5 M M L Columbia
$6 1an xuat hién PHU LUC
H 13 13 5 503 4 3 0
M 5 5 9 13 12
L 0 4 1 3 12
(AN 1Q 1Q 1Q 1Q 1Q 1Q



Cac bién phap tuyén truyén cho nhan vién duoc thuc
hién bdi dong nghiép va cac nha quan 1y cap thap.
Khuyén khich nhan vién méi chi yéu giao tiép véi cac
thanh vién ci cda cong ty.

Cac bai hat, khau hiéu truyén théng ctda cong ty.
Cac tam guong vé nhitng nhan vién xuat sic.

Viéc ap dung nhiing t@ ngl® riéeng biét trong pham vi
cong ty.

Tuyén dung cac nhan vién tré, dé thAm nhuan bau
khong khi mang tu tudng cong ty, thue hién viéc thang
tién noi bo.

C6 mot s6 bang chung & mitc do thap hon vé viéc
cong ty ludn cé cac quy trinh truyén ba, phd bién tu
tudng cho cac thanh vién.

ft, hoac khong co nhitng bang ching cho thay cong
ty ¢6 cac quy trinh truyén ba, phé bién tu tudng cho
cac thanh vién.

B: Pit ra nhiing yéu cau va tiéu chuin cao
cho viéc phu hop véi tu tudng

C6 nhiing bang ching cu thé vé viéc cong ty dua ra
nhing tiéu chuan khat khe cho viéc phu hop véi tu
tudng c6t 16i: Nhan vién, hoac 1a hoan toan phu hop,
hoac la khong phu hop va bi loai ra khéi cong ty. Cac
bién phap cu thé bao gom:
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Su cong nhan va phan thuéng cho nhitng ai phu hop
vOi tu twdng cot 16i. Nhitng ngudi khong phu hop sé
c6 nhing hinh phat nhat dinh khién ho mau chéng
cdm thay minh bi béd roi lai phia sau.

Dung thtt va chdp nhan nhtng 16i lam trong cong
viéc khong vi pham dén tw tudng cong ty. Nhitng 16i
vi pham dén tv tuéng sé bi phat nang.

Quy trinh kiém tra nhan vién méi khi tuyén dung mot
cach chat ché.

Ky vong cao vao long trung thanh cida nhan vién,
nhting ai thiéu y thiic vé long trung thanh sé bi coi
nhu la nhitng ké phan boi.

Kiém soat chat ché cac quy tac tng xit trong cong ty.
C6 mot sé6 bang ching ¢ muic do thap hon vé viéc
cong ty dua ra nhing tiéu chuan khat khe cho viéc
phu hop véi tu twdng cot 16i.

ft, hodc khong c6 bang ching vé viéc cong ty dua ra
nhitng tiéu chuan khat khe cho viéc phu hop véi tu
tudng cot 16i.

C: Tinh wu viét cia cong ty

C6 nhitng bang chiing ré rang cho thay trong sudt
lich st ctia minh céng ty luén cing c6 va phat trién
cho nhan vién ¥ thiic rang ho dang thudc vé mot to
chitc dac biét va vu ti. Piéu nay c6 thé thuc hién
bang nhiéu phuong phap khac nhau nhu:
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Thuong xuyén nhan manh bang 16i ndi, van ban vé
tinh chat wu viét cda cong ty.

Quan 1y chat ché ludng thong tin ra bén ngoai cong
ty.

Dung nhitng tén goi dac biét (Motorolans, Nordies,
Proctoids, Cast - members) dé chi nhan vién, ham y
ho dang thudc vé mot dieu gi d6 that dac biét.
Nhan manh “cadm giac gia dinh”: Cac thanh vién cong
ty nhu la cac thanh vién cia mot gia dinh 16n.
Gidm thifu sy can thiét phai lién hé véi moi truong
bén ngoai cda nhan vién bang viéc tao ra mot khoang
khong riéng biét véi nhiing tién nghi day dd cho cudc
song va cong viéc cda ho.

C6 mot s6 bang chitng cho thay trong su6t lich st cda
Cong ty hang dau N e S Cll}éﬁh s? “A”  “B"  “C”  Congty SO s:
(VO) diém . diem

minh cong ty ludén cing c6 va phat trién cho nhan
vién y thic rang ho dang thudc vé mot t6 chirc dac ‘XS;

A A “ 3M M H H 8 2 6 M M M Norton
blet va g tug American Express L M M 5 0 5 L M M Wells Fargo
Khong c6 bang ching nao cho thay trong suot lich si Boeing . ’ 2 > M L M Mcdonnell D
) . R R ) PR ; 2 Citicorp M M H 7 0 7 M M H Chase Manhat
cua minh cong ty luén cung c6 va phat triéen cho Ford M M H - 0 - M M H oM
nhan vién Y thitc ré‘mg hO dang thuf)c Ve mf)t t6 chitc General Electric H M H 8 4 4 L L M Westinghouse
. . : ; Hewlett-Packard M H H 9 2 7 H M M Texas Instrun
dac biét va uu tu. IBM H H H 9 5 4 L L M Burroughs
Johnson & Johnson H M H 8 2 6 M M M Bristol-Myers
Marriott H H H 9 3 6 M M M Howard John:
Merck H H H 9 4 5 L M M Pfizer
Motorola H M M 7 3 4 L L M Zenith
Nordstrom H H H 9 4 5 L M M Melville
Philip Morris M M M 6 0 6 M M M RJR Nabisco
Procter & Gamble H H H 9 3 6 M M M Colgate
Sony H M H 8 3 5 M L M Kenwood
Wal-Mart H M H 8 4 4 L L M Ames
Walt Disney H H H 9 5 4 L M L Columbia
XAY DUNG DE TRUONG TON S0 lan xuat hién PHU LUC
506 H 12 8 15 507 1 0 2
M 5 10 3 9 12 15
L 1 0 0 8 6 1
Cong 18 18 18 18 18 18



Bang A.7

BANG CHUNG CUA QUA TRINH PHAT TRIEN
TIEN HOA CO CHU PicH

PHUGONG PHAP: Khi danh gid qua trinh phat trién tién
hoa & cac cong ty hang dau va cac cong ty so sanh, ching
toi tim kiém nhitng bang chimg cho thay qua trinh tién hoa
da thuc ddy su phat trién cda cong ty nhu thé nao. Ching
t6i xem xét cac bang chung theo cac tiéu chi sau day:

A: Su van dung mo6t cach co y thitc qua trinh phat trién
tién hoa.

B: Tu chud trong hanh dong dé khuyén khich sy da dang

C: Nhitng co ché khac khuyén khich va thic day cac bién
thé va chon loc

Dua trén nhitng bang ching sin co6, chung téi danh gia
cac cong ty theo nhing tiéu chi noéi trén, véi sé diém: 3 cho
“H” (cao), 2 cho “M” (trung binh), va 1 cho “L” (thap).

A: Sw van dung mot cach co y thaic
qua trinh phat trién tién hoa

H: C6 nhiing bang chig r6 rét cho thay cong ty c6 truyén
thong van dung quan niém tao ra su tién bo bang qua
trinh phat trién tién hoa (bién thé va chon loc)

M: C6 mot s6 bang ching vé viéc van dung quan niém
trén.

L: It hodc khong c6 bang ching vé viéc van dung quan
niém trén
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B: Tu chui trong tac nghiép
dé khuyén khich su da dang

C6 nhiing bang ching 16 rét cho thay cong ty co truyén
thong van dung su ty chu trong hanh dong tac nghiép
dé khuyén khich su da dang. Tu chi & day c6 nghia la
nhan vién c6 tu do nhat dinh trong viéc hoan thanh
cac trach nhiém thong qua mot cau tric t6 chiic phan
quyén; cong viéc cia cd nhan dugce thiét ké tao thuan
loi cho viéc ty do trong van hanh va tac nghiép

C6é mot s6 bang ching vé viéc van dung quan niém
trén

it hodc khong c6 bang chitng vé viéc van dung quan
niém trén

C: Nhitng co ché khac khuyén khich
va thic diy cac bién thé va chon loc

C6 nhitng bang chiing r6 rét cho thay cong ty ting st
dung nhiéu co ché khac nhau (ngoai viéc cho phép su
tu chd trong tac nghiép) dé thic ddy qua trinh phat
trién tién hoéa (qua cac bién thé va chon loc). Cac co
ché nay dugc thiét ké nham thuc ddy tinh sang tao,
y kién méi, viéc thit nghiém va nam bat co hoi, khen
thudng dong vién nhing y tuéng cai tién, khong phat
nang nhitng 16i sai c6 thé gap phai v.v...

C6 mot sd bang chimg vé viéc van dung quan niém
trén

ft hoac khong c6 bang chitng vé viéc van dung quan
niém trén
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Bang A.8 ‘ .
BANG CHUNG VE SU LIEN TUC TRONG QUAN LY

Phuong phap: Pé danh gia mic do lién tuc vé quan 1y &

cac cong ty hang dau va cac coéng ty so sanh, chung toi
xem xét cac bang ching theo cac tiéu chi sau day:

A: CEO duoc tuyén dung t bén ngoai hay noi bo cong
ty

B: Khong c6 khodng trong quyén lyc sau khi mot nha
lanh dao tai ba ra di, hay la “hdi chitng vé cttu tinh“

C: Cac chuong trinh va co ché phat trién quan tri

D: Lap ké hoach ké thwa va co ché tuyén dung CEO

Dya trén nhitng bang chitng san cd, chung to6i danh gia

cac cong ty theo nhitng tiéu chi néi trén, véi sé diém: 3 cho
“H” (cao), 2 cho “M” (trung blnh) Va 1 ChO “L” (thap)

Cong ty hang dau (VC) “A” lech “C” Cong ty so S
diém VC-CO) dlem
3M H H H 9 5 4 L M L Norton
American Express A G—EO ﬁfuchtuyefl dung tw ]ﬁen n¥oai M L Wells Fargo
Boeing L L L McDonnell T
Citicorp M HhaY\/Inol i)O C0§lg tY 4 M L L Chase Manh:
Ford M M M 6 0 6 M M M GM
General HifctriC nhu’Mg bl\'flng Mhufng ro rﬁt ch($ that ¢ cong tyL C( Westinghou:
Hewlett- Packard Kqul lﬁ l\f1 Texas Instru
IBM truyen ong4 cthtuyela chon3 giam, doc ieu || U gurroughs
Johnson & Johnsb b é’(’)ng I{y M 8 2 6 M M M Bristol-Myer:
Marriott M 7 3 4 M L L Howard Joht
Merck M: CO nhufng blang Mhu’ng cho thay 1&01 ch,ung HONg! ty Pfizer
Motorola L .. Zenith
Nordstrom tuYen Cﬁ,(_)l’l glamL dOC éi leu ]aanh tél’ 1’1(-)11\/11:)(-)’ II-FHI IPOt Melville
Philip Morris  hoac hall ngdyaj 1@ 5 1 4 M L L  RJR Nabisco
Procter & Gamble M Colgate

4, L L,
sony L: Cong tyaco thEIM hornshal lazn tuyén dung giam ¥OC Kenwood
L L
L L

Wal-Mart 6 3 L Ames
Walt Disney dleu haﬂh '[l? be@[ ngogll 1 4 M Columbia

S6 1an xuét hién

H 8 8 4 PHU LUC 1 2 0
M 10 9 10 511 13 7 5
L 0 1 4 4 9 13
Cong 18 18 18 18 18 18



B: Khong c6 khoang trong quyéen luc
sau khi mot nha lanh dao tai ba ra di,
hay 1a “hoi chitng vé citu tinh”

H: Khong c6 bang ching cho thay cong ty timg gap phai

van dé vé khoang tréng quyén luc (luén c6 mot sd
Ung vién tiem nang cho vi tri CEO) hoac “hoi ching
ciu tinh” (khi gap kho khan, tim kiém mot citu tinh
t bén ngoai cong ty)

C6 bang ching cho thay cong ty it nhat mot lan gap
phdi nhing van dé trén

C6 bang ching cho thay cong ty it nhat hai lan gap
phdi nhitng vin dé trén

Cac chuong trinh va co ché phat trién quan tri

C6 nhing bang chiing ré rang vé viéc cong ty co
truyén théng quan tam dén viéc phat trién quan tri
bang cac chwong trinh dao tao nodi bd, chinh sach
quay vong doi ngi quan ly, van dung kinh nghiém
trong céng viéc dé phat trién ky nang quan 1y, cho
phép nhan vién trinh bay truc tiép véi lanh dao vé
nhtng van dé ctia ho

C6é moét sd bang ching vé viéc quan tam dén phat
trién quan tri

ft hoac khong c6 bang chiing vé diém nay
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D: Lap ké hoach ké thua

va co ché tuyén dung CEO
C6 nhiing bang ching cu thé cho thiy coéng ty co
truyén théng 1ap ké hoach can than va chi tiét cho doi
ngi ké thia; c6 co ché tuyén chon CEO htu hiéu
C6 mot sd6 bang ching vé viéc cong ty lap ké hoach
ké thita va c6 co ché tuyén dung CEO
ft hoac khong c6 bang ching vé diém nay
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Dt liéu hé trg cho bang A.8
THONG KE VE CEO 1806-1992

Cong ty hang dau $6 CEO | Nhiém ky S6 CEO S6 CEO Nhiém ky S6 CEO Cong ty s
(VO) trung binh tu bén tu bén trung binh
ngoai ngoai

3M 12 7,50 0 1 8,92 12 Norton
American Express 9 15,78 0 4 9,33 15 Wells Farg
Boeing 8 9,63 0 0 14,40 5 McDonnell
Citicorp 20 9,00 0 4 11,50 10 Chase Man
Ford 5 17,80 0 2 7,00 12 GM
General Electric 7 14,29 0 3 8,15 13 Westingho
Hewlett-Packard 3 18,00 0 0 7,75 8 Texas Inst
IBM 6 13,50 0 1 10,00 10 Burroughs
Johnson & Johnson 7 15,14 0 0 21,00 5 Bristol-Myz
Marriott 2 32,50 0 3 13,40 5 Howard Jo
Merck 5 20,20 0 0 13,00 11 Pfizer
Motorola 3 21,33 0 1 11,50 6 Zenith
Nordstrom 3 30,33 0 0 20,00 5 Melville
Philip Morris 12 12,08 3 3 8,36 14 RJR Nabisc
Procter & Gamble 9 17,22 0 1 16,91 11 Colgate
Sony 2 23,50 0 1 11,50 4 Kenwood
Wal-Mart 2 23,50 0 2 8,50 4 Ames
Walt Disney 6 11,50 1 5 9,00 8 Columbia
Trung binh 6,72 1 7,38 PHU LUC| 8,77 Trung bink
Cong 121 35 31 11,68 158

S6 CEO ma ching
t0i cO ca dit kién
nodi bo va bén




Bang A.9
SAP XEP CAC CEO CUA CONG TY GENERAL ELECTRIC
THEO MUC PO THANH CONG TRONG CONG VIEC

. Ti 1é loi nhuan truéc thué / véon

Hang CEO/ giai doan c6 phan trung binh hang na'{m (%)
1 Wilson, 1940-1949 46,72
2 Cordiner, 1950-1963 40,49
3 Jones, 1973-1980 29,70
4 Borch, 1964-1972 27,52
5 Welch, 1981-1990 26,29
6 Coffin, 1915-1921 14,52
7 Swope/Young, 1922-1939 12,63

Hang | C6 tic liy tién trung binh | Hang | C6 tirc liiy tién trung binh
hang nam so voi hang nam so voi
thi truong Westinghouse
1 Swope/Young, 1922-1939 1 Cordiner, 1950-1963
2 Welch, 1981-1990 2 Jones, 1973-1980
3 Cordiner, 1950-1963 3 Swope/Young, 1922-1939
4 Borch, 1964-1972 4 Wilson, 1940-1949
5 Wilson, 1940-1949 5 Welch, 1981-1990
6 Jones, 1973-1980 6 Borch, 1964-1972
o i GE GE Thl Thl Westing- | Westing-
. Lgl e So diu kY cudi k3 truong truong house house
6 phiéu iy tién | nam o SD)V U SD)‘/ dduky | cudiky | dauky | cudiky
(USD) (USD) (USD) (USD)
Swope/Young 13 1,00 2,93 1,00 1,69 1,00 2,83
Wilson 10 2,93 4,88 1,69 4,22 2,83 5,04
Cordiner 14 4,88 50,96 4,22 31,63 5,04 17,60
Borch 9 50,96 108,23 31,63 68,18 17,60 56,39
Jones 8 108,23 99,15 68,18 89,71 56,39 38,57
Welch 10 99,15 679,25 89,71 415,18 38,57 345,94
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Bang A.10
BANG CHUNG VE KHA NANG TU HOAN THIEN

Phuong phap: Pé danh gia mic do kha nang tuy hoan
thién & cac cong ty hang dau va cac coéng ty so sanh, ching
tél xem xét cac bang ching theo cac tiéu chi sau day:

A: bau tu dai han (PP&E, R&D, Thu nhap & tai dau tw)

B: Pau tu vao nhan luc: tuyén dung, dao tao, phat trién
nghe nghiép

C: S6m ap dung cong nghé, phuwong phap, quy trinh maéi

D: Cac co ché thic ddy kha nang tu hoan thién.

Dua trén nhitng bang chimg sén c6, chung t6i danh gia

cac cong ty theo nhitng tiéu chi néi trén, véi sé diém: 3 cho
“H” (cao), 2 cho “M” (trung binh), va 1 cho “L” (thap).

A. Pau tu dai han

H: Co6 bang ching ré nét cho thay cong ty cé truyen
thong tai dau tuw loi nhuan cho tang trudéng trong
tuong lai dya trén ti 1é PP&E (tinh theo phan tram trén
doanh sbé ban hang), chi phi R&D va ti 1é chia lai co
phan.

M: Cé6 vai bang chimg cho thiy cong ty c6 truyén thong
tai dau tu loi nhuan cho tang truéng trong tuong lai.

L: Cong ty bd qua viéc dau tu dai han.

PHU LUC
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B. Pau tu vao nhan luc

C6 bang ching ré rang cho thay cong ty cé truyén
théong dau tu vao tuyén dung, dao tao va phat trién
nghé nghiép cho nhan vién, ngay ca trong nhitng giai
doan kho khan.

C6 vai bang chitng cho thay cong ty cé truyén thong
dau tu vao tuyén dung, dao tao va phat trién nghé
nghiép cho nhén vién, ngay ca trong nhing giai doan
khé khan.

ft hoac khong c6 bang ching cho thdy cong ty co
truyén théng dau tu vao tuyén dung, dao tao va phat
trién nghé nghiép cho nhan vién, ngay ca trong nhing
giai doan kho khan.

C. SOom ap dung cong nghé moi

C6 bang chitng r6 rang cho thay cong ty luén sém ap
dung cong nghé, quy trinh va nhi*tng phuwong phap
quan tri mdi.

C6 vai bang ching cho thiy coéng ty ludén sém ap
dung cong nghé, quy trinh va nhi*tng phuwong phap
quan tri mdi.

ft hoac khong c6 bang ching cho thay coéng ty ludn
som ap dung cong nghé, quy trinh va nhitng phuwong
phap quan tri mdi.
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D. Cac co ché thic diy khac

C6 bang ching roé rang cho thay cong ty ¢ truyén
thong van dung “co ché khong bang long” nham thuc
day nhiing thay doi va cai tién t bén trong trudc khi
nhitng diéu d6 dugc moi truong bén ngoai doi hai.
C6 vai bang ching cho thay cong ty c6 truyén thong
van dung “co ché khong bang long” nham thic day
nhitng thay doi va cai tién tw bén trong trudc khi
nhitng diéu d6 duoc moéi truong bén ngoai doi héi.
ft hoac khéng c6 bang chitng cho thay cong ty cé
truyén théng van dung “co ché khong bang long” nham
thuc ddy nhing thay doi va cai tién tw bén trong
trudc khi nhitng diéu d6 duoc moéi trudng bén ngoai
doi hdi.
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Dt liéu ho tro cho bang A.10

Ti LE TANG TRUONG BINH QUAN HANG NAM
CUA CHI TIEU PP&E (% DOANH SO)

Cdp so sanh Cong ty Cong ty Thoi gian
hang dau s0 sanh so sanh
3M / Norton 3,50% 1,44% 1961-1986
American Express / Wells Fargo NA NA NA
Boeing / McDonnell Douglas
Citicorp / Chase 0,70% 11,84% 1967-1986
Ford / GM NA NA NA
GE / Westinghouse 2,19% 1,80% 1950-1986
Hewlett-Packard / Texas 1,23% 1,43% 1915-1987
Instruments 4,13% 2,89% 1957-1990
IBM / Burroughs 8,03% 3,28% 1934-1988
J & ] / Bristol-Myer 2,38% 2,23% 1943-1988
Marriott / Howard Johnson 9,29% 4,20% 1960-1978
Merck / Pfizer 3,59% 3,54% 1941-1990
Motorola / Zenith 2,66% 0,72% 1942-1990
Nordstrom / Melville 5,03% 1,23% 1971-1988
Procter & Gamble / Colgate 2,32% 1,15% 1928-1988
Philip Morris / R.J.Reynolds 2’11%PHI e 1,13% 1937-1990
Sony / Kenwood NA 521 NA NA
Wal-Mart / Ames 2,53% 2,33% 1970-1989
Walt Disney / Columbia 7,00% 0,34% 1939-1980




Dt liéu hé trg cho bang A.10
Ti LE CHI TRA CO TUC TRUNG BINH HANG NAM
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CHU THICH

Phdéng van cuia tac gid, ngay 19-11-1990.

2. “Pac tinh, phdm chat ctia Procter & Gamble”, bai phat biéu cida
John G. Smale, 07-11-1986.
3. Chung téi ldy s6 liéu tv Trung tdm nghién citu cac dit liéu chi
s6 thi truong ching khoan (Center for Research in Securities
Market Index Database - CRSP). Cac “cong ty binh thuong” trén
thi truong dugc tinh bdng gia tri thi trudng trung binh ctla
moi loai chitng khoan duwgc mua ban tai NYSE to 1926, AMEX
t 1962, va NASDAQ ti 1972. Phan tich nay khéng bao gém

chpicamiso sanh Nords
cO di liéu lién quan

[T QsndI8ivi
rbing GRS
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3M /Norton rac rdi voi Texas Insi

American Expreégmﬂﬁmﬁﬁgal Rubbe¢r Comgpar

Boeing / McDonHé}fbg.&g’llg quan trong
tiep da lieu cia CRSP
Citicorp / Chase
ctu. Tuy nhién, nhan
Ford / GM

] chung toi cling thit tiy
GE / Westinghousg v gau 1953 trd di

Hewlett-Packardyabexsimisiramierdng 1
IBM / Burroughstiy dau tw cao hon s
J &/ BristolMyey 16 tra 16i cu thé
Marriott / Howatd Rpds@ac cong ty di
Merck / Pfizer tu nhan Inc. 27%; va
Motorola / Zenithhyc ra Darwin khon
Nordstrom / Mehdite khi 6ng ta lan
Philip Morris / RIREGomEINg quan sg
Procter & Gamble / Colgate
Sony / Kenwood

Wal-Mart / Ames
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