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LOI GIOT THIEU

Liéu céng ty cda ban c6 san sang gidm doanh s6 cda san
pham ban chay nhat dé cho ra mat thi trudng mot san pham
chua ting dugc thi nghiém va mang day rdi ro khong? Hay
trong lic that thu van cung cap dich vu nhdm mong thiét 1ap
mot moi quan hé lau dai? Hay lién két véi doi thi dé chi phi
san xuat c6 thé thap hon nia?

Néu cau tra 10i 1a khong, hoac ban tin rang cau tra 10i 1a khong
quan trong lam, vay thi hdy lam quen v6i mot thi truong co
thanh tich kém coi, va vdi viéc lic nao cling canh tranh rao
riét. Doanh nghiép ctia ban sé khong bao gid tré thanh hang
dan dau thi truong cho dén khi ban hoc hédi dugc cac nguyén
tac kinh doanh.

Day 1a cudn sach noi vé cac nguyén tac can thiét dé trd thanh
hang dan dau thi truong va dé duy tri vi tri s6 mot d6. Cuén
sach nay can ¢t vao nam nam nghién cttu va dugc CSC Index
- hang tv van quan tri phat trién nhanh nhat trén thé gidi -
kiém chimg thuc tién. Sau khi cuén sach Tdi ldp Céng ty cia
Michael Hammer va James Champy xuat ban, mot cudc cach
mang trong kinh doanh da dién ra vao nam 1993. Cuén sach
ban chay nhat toan cau dé da dua ra cac y tudéng dé cac cong
ty c6 thé thiét ké lai viéc kinh doanh ctia minh. Va cuén sach



nay, Phuong thiic ddn dau thi truong, sé thay doi cach nghi
cda nhtiing nha kinh doanh hang dau vé nhiing viéc cong ty
ho nén lam. Tdi ldp Céng ty néi vé viéc lam thé nao dé chay
dua, con cudén sach Phuong thiic ddn ddu thi truong thi noi vé
viéc chon duong dua dé dua.

Trong moi truong kinh doanh hién nay, ban phai nghi ra
nhiing nguyén tac canh tranh méi. Nhitng cong ty quen thudc
v6i ky luc thanh cong bay lau nay nhu Wal-Mart, Hewlett-
Packard, Sony da hoc dugc cach kinh doanh dwa trén nhitng
nguyén tac mdéi. Ban sé dugc doc vé viéc nhitng cong ty do
cing nhu nhitng cong ty méi gia nhap thi truong, vi du nhw
tap doan Cott, dang trén duong tré thanh nhing hang dan dau
thi truong.

Nhitng cong ty nay, cd mdi lan cii, dang tai dinh huéng viéc
canh tranh kinh doanh trong mot thi truong sau khi da canh
tranh trong mot thi truong khac. Bang maot cach khat khe, budc
minh phdi cung cAp nhing gia tri riéng biét & nhing cap do
dac biét dé co6 thé can than lya chon nhitng nhom khach hang,
nhitng hang dan dau thi trudng nay lam cho cac cong ty khac
khong thé canh tranh trong nhitng diéu kién ci. Cudn Phuong
thitc dan ddu thi truong dong thdi ciing dé cap dén viéc nhing
cong ty nodi tiéng nhat thé gidi nhu Digital Equipment
Corporation, Eastman Kodak va International Business
Machines - that bai trong qua trinh nhin nhan ra nhimg nguyén
tdc moi nay va da thich nghi voi su that canh tranh. Nhiing
budc di sai 1am cda ho da cho ching ta nhitng bai hoc mang
tinh canh bao vé sy séng con, thit ma ching ta can phai chd y
ky hon.



Vay thi cudn sach nay sé hitu ich cho nhiing déi twong nao?
N6 cung cap mot cai nhin sang sudt vé cudc dau tranh cda cac
nhom dé vuc day IBM. N6 cung cap cho nhitng hang dan dau
thi truong nhw Home Depot, Nike, va McDonald’s cac huéng
di dé gitt vitng dugc vi tri dan dau cda minh. N6 con gitip nhiing
kinh doanh buon ban nhé - tham chi quy mo6 nhd nhu quan
ban banh vong & goc duong ¢ Anytown, My - bang cach néu
bat 1én nhiing van dé then chot ma nhd vao dé viéc lam an cé
thé thanh cong hay that bai.

Thong diép cda cubn Phuong thiic ddn ddu thi truong gii
dén tat ca cac ban doc la khong cong ty nao co thé thanh cong
bang cach c6 sdn xuat ra moi san pham cho tat cd moi nguodi.
Thay vao dé la phai tim gia tri duy nhat chi méi cong ty dé co6
thé dap ung ¢ mot thi truong da dinh san. Tai sao va lam cach
nao cé thé lam dugc viéc nay 1a hai cau héi chinh ma cuén sach
dé cap dén.

Khi chung téi dé cap dén nhiing cong ty trong cudén sach nay,
that ra chung t6i chi nham dén viéc quan 1y ctia nhitng don vi
kinh doanh. Chung t6i mudn quy doc gia hiéu rang diéu do 1a
dé don gidn héa coéng viéc cda chung t6i: gidi thiéu, dinh nghia,
va phat trién ba khai niém ma méi don vi kinh doanh sé thay
thiét yéu. Khai niém thi¢ nhat l1a nhitng dé an c6 gia tri, do la
10i hita ngam ctia cac coéng ty doi véi khach hang dé mang lai
mot su két hop riéng biét cda chudi hinh thanh nén gia tri san
pham: gia ca, chat lwong, sy thé hién, sw phan loai, tinh tién
ich, v.v... Khai niém thit hai, mo6 hinh hoat dong huéng vao gia
tri, 1a su két hop cda tién trinh hoat dong, hé théng quan 1y,
co cau kinh doanh va phuong thitc kinh doanh cho phép cong



ty c6 kha nang cung cap nhitng dé an cé gia tri cia no. Néu
nhitng dé an gi tri 1a muc dich thi mé hinh hoat dong huéng
vao gia tri la phuong tién. Va khai niém thit ba, chung to6i goi
1a cac nguyeén tac gia tri, lién quan dén ba cach pho bién ma
cac cong ty c6 thé ndi két mo hinh hoat dong véi cac dé an co
gia tri dé tré thanh nha san xuat tot nhat trén thi trudng.

Chung t6i da xac dinh ba nguyén tac gia tri phan biét vi moi
nguyén tac cho ra mot loai khach hang khac nhau. Chon mot
nguyén tac dé quan triét khong cé6 nghia la cong ty do6 phai tw
bd hai nguyén tac con lai, chi khi ndo nguyén tac dé chon loc
ra dugc mot linh vuc quan trong vé gia tri ma ta c6 thé mao
hiém dé dau tu vao danh tiéng cda thi truong do.

Nguyén tac gia tri dau tién chung t6i goi 1a hoat déng xudt
sdc. Cac cong ty theo nguyén tac nay trudc hét khong phai 1a
nhitng ngudi tién hanh doi maéi san pham hay dich vu, cing
khong phai 1a nuoi duéng mot moi quan hé tot voi ting khach
hang mot, nhiing céng ty hoat dong xuat sac cung cap nhitng
san pham binh thuong ¢ mot muic gia tot nhat nhung lai it tién
dung nhat. Nhitng cam doan ho dua ra cho khach hang rat don
gidn: mot dich vu c6 gia thanh thap va khong gay phién toai.
Wal-Mart v6i dich vu chi c6 nhitng chitc nang chui yéu dé dat
dén muc tiéu ban 1é rong khap 1a hinh anh thu nhé cia loai
cOng ty nay.

Nguyeén tac gia tri thit hai chung t6i goi 1a ddn dau sdn xuat.
Nhitng hang theo nguyén tac nay tap trung vao viéc cung cap
nhiing san pham vugt qua moi bién gi¢i. Ho cam két véi khach
hang rang sé cung cap san pham tot nhat vao khoang thoi gian
thich hop nhat. Hon nita, nhitng hang dan dau san xuat khong
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dén dugc vi tri cda ho chi véi mot s doi méi; ho tién hanh doi
méi hang nam rong ra, vong doi sadn pham nay noéi tiép vong
doi sdn pham khac. Vi du nhu Intel 1a mot hang dan dau trong
viéc sdn xuat con chip may tinh. Nike 1a hang dan dau trong
san pham giay, dép, tat thé thao. Pdi véi hai hang nay va cac
hang dan dau san xuat khac, canh tranh khong phai & phuong
dién gia cd ma ¢ phuong dién su thé hién ctia sdn pham.

Nguyén tic gia tri thit ba dugc goi 1a su gdn bé véi khdch
hang. Nhitng nguoi ting hd nguyén tac nay tap trung vao viéc
cung cap nhing gi mot doi twong khach hang cu thé mudn chi
khong phai cung cap moi thit thi truéng muén. Nhing cong ty
gan bé mat thiét voi khach hang khong theo dudi cong viéc kinh
doanh truéc day ma ho gay dung nhitng méi quan hé. Ho
chuyén moén héa vao viéc lam thdéa man nhitng nhu cau di
thuong ma thuong chi c6 ho nhan ra nhiing nhu cau d6 nho
vao mdi quan hé mat thiét va nhitng kién thiic quen thudc vé
khéach hang. Ho cam doan v6i khach hang rang: Chung t6i c6
gidi phap tot nhat danh cho ban va ching t6i cung cap tat ca
nhitng tht hd trg ban can dé dat két qua va/hoac gia tri tot
nhat t¢ nhing tht san pham ban mua. Vi du nhv hang
Airborne Express: “Toi réen sy am tuong khach hang véi thanh
cong 16n trong mot thi truong canh tranh cao do bang cach kién
dinh budc tiép dé lam hai long cac doi tugng khach hang da
xac dinh san”.

Viéc mot cong ty chon nguyén tac gia tri nao dé co thé trd
thanh hang dan dau sin xuat 1a tuy y. B6 1a két qua ctia mot
cudc diéu tra va phan tich ma rong ctia cong ty va cac thi truong
cda cong ty do6. Cudn sach Phuong thiic ddn ddu thi truong sé
chi ban cach thuc hién dugc qua trinh chon Iwa nay.
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Mot diém dang dugc nhan manh 1a: Chon dé theo dudi mot
nguyén tac gia tri khong giong nhuw chon mot muc tiéu chién
lugc. Mot nguyén tac gia tri khong thé duoc quy vao hoac duoc
hgp nhat véi phuong thitc hoat dong thong thuong clia mot
cong ty. N6 khong phai 1a mot ké hoach marketing, mot chién
lugc PR, hay 1a cach thuyét phuc cac c¢6 dong. Viéc chon mot
nguyén tac gia tri 1a viéc lJam trung tam dé dinh huéng cac ké
hoach sau nay va giip cac cong ty ra quyét dinh, t6 diém cho
toan bd cong ty, tt nang luc cho dén van héa cda coéng ty. Thuc
té thi viéc chon lya mot nguyén tac gia tri sé dinh r6 cong ty
nén lam gi va do d6 xac dinh vi thé cda cong ty trén thi truong.

Trong cudn Phuong thiic ddn ddu thi trudong, ching toi chi
ra cach cac cong ty mang dén cho khach hang ma ho da lua
chon dé phuc vy, va cac gia tri cdi tién khong ngumg. Chung
toi 1y gidi tai sao cac hang dan dau thi trudng can phai trung
thanh véi mot quy tac gia tri va bang cach nao cac cong ty tu
co cau hoa dé c6 thé thanh céng trong cudc theo dudi vi tri dan
dau nay. Bang cach nay, mot vai cong ty thanh cong nhat thé
gidi c6 thé dan dau trong linh vuc cta ho. Cuén sach nay cda
chung t6i 1a cudn sach dau tién dinh nghia, hé thong hoa va
lam sang té cac khia canh then chét ctia cac chién luge quyét
dinh di dén thanh coéng cda ho.

Chung t6i rut ra cac bai hoc dua trén kinh nghiém khi lam
viéc vdi cac cong ty that, doi mat véi cac van dé that va dua
vao cac két qua clia mot qua trinh nghién ciu toan dién kéo
dai ba nam vé hon 80 tap doan trong hon 36 thi truong. Ching
toi thu thap dit liéu tr cac cong ty dan dau thi truong cling
nhu cac cong ty gan day dat nhiéu thanh tich. Muc dich la dé
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gidi thich cho sy thanh cong cia mdt nhom nao doé hoac that
bai trong viéc dat duoc va gitt vitng vi tri dan dau cia mot
nhém khac.

Trong nhitng chuwong sau day, chung t6i phan tich ky cac
phuong phap trong yéu cda nhiing cong ty da theo dudi mot
mo hinh kinh doanh dé dat dén dinh cao. Sau d6 chung toi
trich dan nhitng vi du vé nhitng suy nghi sac canh nhat trong
kinh doanh ngay nay. Nhitng budc dot pha nao 1a bic tranh
rd nét vé cac loai cong ty nay, nhiing cong ty ma sau nay sé la
“ngdi sao sang” va cac chién luge sé giip dua cac cong ty ndy
tung canh?

Nhiéu y tuéng rut ra t& cudn Phuong thitc ddn ddu thi truong
sé lam ban ngac nhién. Bdi vi chung dudng nhu khac véi nhing
khai niém tiéu chuan hién thoi vé cach dinh nghia kha nang
c6t 16i va tai b6 tri cac phuong thitc kinh doanh ciia mot cong
ty dé dam bdo tuong lai canh tranh cda né. Sai lam trong suy
nghi nay khong bat nguon t nhitng nguyén tac va thuc tién
cda nhitng kha nang c6t 16i va tai bd tri, nhitng thit dugc xem
1a phuong phap va cong cu tuyét voi nhat. Sai lam bat ngudn
tw gia thuyét rang tat ca cac y tuéng déu la thit ma cac cong ty
dang gap truc trac vé tai chinh can. Nhung that ra khong phai
nhu vay. Du c6 gap truc trac hay khong, néu mot cong ty sap
dat dén va gitt vitng dia vi thong tri thi trude tién né phai quyét
dinh xem né nén liéu linh dau tu & dau trén thi truong va loai
gia tri ndo no co6 thé cung cap cho khach hang. Sau dé né co6
thé xac dinh dugc nhing kha nang cot 16i va tai bo tri cac
phuong phap dé c6 thé xay dung nén mot mo hinh kinh doanh
ma hoan thanh cong viéc.
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Trong cudn sach nay, chung téi sé Iy giai tai sao cac ban phai
lya chon mot nguyén tac gia tri trong moi truong canh tranh
moéi mé ngay nay; ching toi sé giup cac ban chon lya chinh
xac; va chung t6i sé dé cap chi tiét dén cac phuong tién dé thuc
hién diéu do6. Néi cach khac, ching toi sé lam moi tht nhung
sé khong chon lya giup ban.

Bdi vi do 1a viéc cua cac ban.
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CHUONG 1

THAT BAI
Neu Kaong Co GANG

Tai sao Casio ¢6 thé ban mot may tinh véi gid ré hon
Kellogg’s ban mot hop banh bot ngd nuwdng? Phai chang
ngo mac hon silicon?

Tai sao chi can mét vai phut va khong can gidy to dé lay
hodc tra lai chiéc xe ban thué tai Hertz’s #1 Club Gold,
trong khi dé ban tén gap doi thoi gian va phai dién hang
déng gidy to dé thué phong tai khach san Hilton? Phai
chang ho sg ban sé rinh mat can phong cda khach san?
Tai sao ban dugc ngudi ban hang vui vé, hoat bat, va am
twong cda L.L. Bean don tiép qua dién thoai khi diat hang
dua trén catalogue, trong khi phai kho khan 1dm ban moi
gap dugc nguoi dai dién xac nhan bao hiém ctia Aetna sau
khi trd hang dong tién cho dich vu cda ho? Phai ching
ho khong biét rang ban c6 su chon lya?

Tai sao Federal Express (FedEx) c6 thé “tuyét doi, hoan
toan” chuyén phat mot géi hang trong dém, trong khi
Delta, American, va United Airlines gap rac rdi trong viéc
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gitt hanh 1y ctia ban trén chuyén bay. Phai chang ho nghi
ban khong quan tam dén chuyén do?

Tai sao Swatch c6 thé san xuat mot cai dong hd khong
dat tién va c6 thé chay chinh xac trong nhiéu nam, trong
khi Rolex khong lam nhu vay ma tinh dat hon hang tram
l1an? Phai chang Rolex khong hiéu rang tiéu chuan cda su
tin cay vé chat lugng dong ho Thuy Si da thay doi?

Tai sao mot coc ca phé 16n dugc ban véi gia 1 dola tai
Starbucks nhung khong phai tai phi truong, noi ban nhan
hiéu ca phé lau nam Maxwell House cua General Foods?
Phai chang cong thitc ca phé ngon la mot bi mat?

Tai sao ban c6 thé mua mot chuong trinh phan mém hap
dan, thong minh dé choi game Sega, nhung sau mot thap
ky trén thi truong, Lotus 1-2-3 vé co ban van gitt nguyén
hinh dang, cdm giac va tinh nang cia phan mém d6? Phai
chang Lotus tin twéng rang ho cé thé ngl trong vong
nguyét qué mai mai?

Tai sao Lands’ End van nhé don dat hang cudi cung cia
ban va kich c& cda cac thanh vién trong gia dinh ban,
trong khi sau 10 nam lam thanh vién, ban van bi American
Express moi moc tham gia. Phai chang AmEx khong biét
ban da la khach hang cua ho?

Tai sao ban c6 thé dugc nhan vién ciia Home Depot kién
nhan giup d& khi chon Iwa mot goi dinh vit tri gia 2,70
déla, trong khi d6 ban khong nhan duoc bat cit mot 1oi tw
van nao tit IBM khi mua mot may tinh tri gia 2.700 dola?
Phai chang IBM nghi rang dich vu khach hang lam tén thoi
gian cua ho?



Tai sao c6 nhitng cong ty lam cho minh mén ho, trong khi
c6 mot s6 cong ty duong nhu khong biét lam vira long khach
hang? Phai chang nhiing nguoi di sau khong thay diéu ho dang
lam va khong lam? Ho nghi rang ho c6 thé duy tri tinh trang
nay trong bao lau?

Khong ai sang som di lam lai muon bi that bai. Nhung trén
thuc té, nhitng nha quan 1y tai cac cong ty 16n lai chon lua that
bai. Phai chang ho khong thiy rang thé gisi dang thay doi?

Ngay nay khach hang mong mué6n nhiéu hon nhitng tht ho
dang c6. Néu ho chuéng gia ré, ho mudn gia phai ré hon. Néu
ho chuéong tién ich hoac téc do khi mua mot moén hang, ho
muén né dé st dung hon va nhanh hon nita. Néu ho tim kiém
mot kiéu mau tbi tan, ho muén mon hang phai toi tan hon nita.
Néu ho can 16i khuyén chuyén mon, ho muén cong ty dem lai
cho ho 16i khuyén sau hon, va danh cho ho nhiéu thdi gian hon,
dé ho c6 cam giac minh la khach hang duy nhat.

Bat ctt diéu gi khach hang mong mudn ngay hom nay, ho lai
mong muén nhiéu hon thé nita. B6 chinh xac 1a 1y do tai sao
nhitng cong ty nhu Kellogg, Kmart, Hilton, Aetna, American,
United, Delta, Rolex, General Foods, Lotus, General Motors, va
IBM dang trén da tudt déc. Mot hoac nhiéu cong ty trong thuong
truong da nang cao gia tri dem lai cho khach hang bang cach
cai tién san pham, gidm gia thanh, hoac cing c6 dich vu. Bang
cach nang cao muc do gia tri sdn pham ma khach hang mong
muén, nhitng cong ty hang dau dang 1éo lai thi truong va ha
guc nhitng doi thd canh tranh. Nhiing céng ty khong gitt dugc
vi tri sé tudt doc.

Nhitng céng ty hang dau ngay hém nay nam ré cudc chién
ho dang tham gia. Ho biét rang ho can phai xac dinh lai gia tri
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bang cach nang cao ky vong cda khach hang & phan gia tri
ma ho chon lam néi bat. Vi du nhu Casio va Wal-Mart da dua
nhitng san pham quen thudc 1én mot tam cao mdi. Hertz lam
cho viéc muén mot chiéc xe hoi dé dang nhu dén mot chiéce
taxi. L.L. Bean chitng minh rang nguoi truc dién thoai ¢ thé
than thién v6i ban nhv mot nguoi hang xém t6t. Swatch da viét
lai khai niém vé dong ho Thuy Si. Sega bién y tuéng thanh hién
thuc. Lands’ End cho cac ca nhan thay rang ho khong chi 1a
nhiing con s6. Home Depot chiing t6 rang 16i khuyén cii nhung
b6 ich khong di theo cach ctia cac loai mua ban, kinh doanh.

Nhung hay chd da. Nhitng céng ty nay khong han tda sang
vé moi mat. Wal-Mart khong kinh doanh thdi trang cao cap.
Bean khong ban trang phuc véi gia thap nhat c6 thé. Starbucks
khong pha mot ly ca phé nhanh hon hay tién hon cac cho khac.
SG di nhing cong ty nay phat dat vi ho tdéa sang ¢ nhitng khia
canh khach hang quan tam dén nhiéu nhat. Ho da va dang mai
gitia it nhat mot thanh phan gia tri 1én dén mic do6 xuat sac
khién nhtng déi thd canh tranh phdi hd then.

Gia ca phai phu hop

Gia thanh 1a mot trong nhing thanh phan mang lai gia tri
sdn pham. Cach day khong lau, nhiéu cong ty nang gia thanh
theo phéan xa. Quy tac thong thuong: Khi chi phi leo thang, thi
phai nang gia thanh 1én dé bao vé sé du va lgi nhuan. Ngay
nay nguyén tac la: Gidm gia thanh vao buéi chiéu hom nay va
gidm thém nita vao ngay mai. Khé khan dinh diém cda nhu
cau veé gia ca la cac doanh nghiép da nam gitt duoc chi phi.
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That dang tiéc cho Mercedes Benz. Ho xay dung hinh anh
vé sdn pham chat luong cao, hoat déng tot nhung lai bi lan
It bdi nhitng cong ty nhw Lexus va Infiniti. Mercedes da
chuyén mét s6 bd phan sang Han Qudc va Mexico, va dang 1én
ké hoach tiéu mi¥a ti dola cho mét nha xudng sdn xuat xe tai
nhd Tay Ban Nha. Nhitng chuyén dong dé sé gitt cho Mercedes
Benz van ¢ trong thi truong xe hoi sang trong, nhung ho chi
mdi & vach xuat phat.

That dang tiéc cho Boeing khi da dat cuogc danh tiéng cia
ho vao thiét ké sadn pham. Cung véi viéc-Airbus dang lo lang
vé thi phan cda minh va nhitng hang hang khong dan dung
“gdy mon” da qua nghéo nan d€ sdn xuat ra nhing chiéc may
bay dinh cao, Boeing dang hgp ly hda qua trinh hoat dong
cuia minh. Ngai CEO cua Boeing, Frank Shrontz, sau khi tham
khao y kién ttt GM va IBM, da canh bao: “Piéu dé co6 thé xay
ra cho chung ta, néu ching ta khong thay doi cach hoat dong.”
Pugc sy huéng dan cia cac thanh vién day nang luc trong
ban diéu hanh, Boeing hy vong sé gidm 25% chi phi trong vong
vai nam toi.

That dang tiéc cho Coca-Cola va Nabisco. Cac déi thi c¢6 nhan
hiéu tu nhan véi gia thanh ti 30-40% thap hon, dang chiém
dan thi phan cda cdc coéng ty 16n nay. Nhan hang The
President’s Choice ctia Loblaw, chuoi siéu thi ctia Canada, dang
chiém 55% Cola ban dugc tai cac cita hang cia ho va ban hang
trong chudi cac cita hang khap nudc My nhu D’Agostino va Star
Market. Banh khoai tay soco6la cua Loblaw dang quat nga
Nabisco’s Chips Ahoy, mot nhan hiéu hang dau lau nam.
Loblaw dinh gia thap hon Nabisco va banh cda ho dugc lam
v6i bo nguyén chat va 38% socdla. Nabisco thém bo thuc vat,
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va chi ¢6 24% socola. Ahoy, Nabisco. Khach hang cida ban khong
can bang MBA dé thudng thitc su khac biét.

Qua nhiéu danh tiéng, nhan hiéu, hoac bang sang ché can
thiét da né luc dé bdo vé gia thanh. Tai nhiéu thi truong, con
duong duy nhat dé cai thién gia tri cho khach hang la giam
gia thanh. Néu ban khong bat dau suy nghi vé viéc giam gia
t6i da thi ban sé phai trd gia cho diéu d6 sau nay.

Mua thoi gian

Thoi gian 1a mot thanh phan khac mang lai gia tri sdn pham.
Mot thap ky v6i nhiing tién bo khoa hoc ki thuat da xac dinh lai
gia tri ctia thoi gian, va xay dung lai sy ky vong cda khach hang.
Khach hang ngay nay sé trimg phat nhitng nha cung cap da
phung phi thoi gian ctiia ho vi su cham tré, so suat, hay bat tién.

Su cham tré lam cho khéach hang buyc minh. Ho mét maéi vi
phai chd doi dich vu. Ho da quen phong cach song véi thic
an nhanh, 1ai xe qua man dém tw 1au. Tham chi bay gid ho thay
diéu do6 van con kha cham. Khach hang ngay nay doi héi hoat
dong kinh doanh duoc chuyén chd qua duong hang khong, dién
ra truc tuyén va nhanh chéng. “Sap c6” khong con la cau tra
16i ma khach hang mong mudn nghe khi ho héi “Khi nao?”. Ho
tinh thoi gian cda cau tra 16i nhu thudc do cda gia tri quyét dinh.
Su chi phéi ctia ho ddi véi thuong trueong: Ludén ludn riut ngan
thoi gian gitta nhu cau va khi nao ban dap tng nhu cau do.

Mot s6 nha ban 1¢ da thiic tinh qua mudn mang dé nhan ra
khach hang néng ndy chd doi tai quay thu ngan. Néu ngudi
quan 1y khong chinh don, khach hang sé tu dén nhiing noi khac

20



mua hang. Nhitng chudi siéu thi nhu Kroger, A&P, ShopRite,
va Publix dang thit nghiém phuong thitc khach hang tu tinh
tién tai quay thu ngan bang cach quét san pham qua may va
trad tién bang thé tin dung. Chac chan rang mot sé khach hang
sé nhd nhitng guwong mat ciia nhitng nhan vién thu ngan. Mot
s6 ngan ngai thuc hién cong viec mot minh. Nhung tin chéc
rang nhiéu nguoi sé st dung cach dé dé tiét kiém thoi gian.

Moi ngudi déu c6 1an sai 1am. Piéu dé c6 nghia 1a ho da ting
pham sai l1am. Nhung khach hang cang coi trong thoi gian cda
ho, ho cang khé tha thit cho sai pham. San pham va dich vu
cang trd nén it sai sot thi sy ky vong ciia khach cang cao. Khach
hang dang hai long vdi nhitng cong ty nhu Federal Express.
Dich vu ctda FedEx 1a mot vi du sdng gia cho nhiing viéc c6 thé
xay ra, va vi thé, ho cé thé doi hoi nhitng gi khach hang cam
nhan. Ho xem nhtng dich vu hoan my nhu mdt tiéu chuan,
chit khong phai su trong cho. Ho dugc nhitng cong ty nhu L.L.
Bean va Lands’ End nuong chiéu béi nhitng cong ty nay luén
huéng t6i dich vu khong khiém khuyét. Ho tin rang khong c6
Iy do nao lam hong mot don dat hang tu khach hang. Nhing
nha cung cap dang t6i nghiép khong theo kip nhitng ky vong
do6 thi khach hang cda ho sé bd di va bat ho phai trad gia cho
phong cach lam viéc cdu tha. Wal-Mart 1a mot vi du. Ho bat
nhitng nha cung cap phai bdi thuong cho chi phi cia nhing
sai pham thong thuong nhu hoa don sai, van chuyén khong
day du, va van chuyén tré hen.

Nhitng bat tién lam khach hang mat kién nhan. Néu mot
cong ty khong don gian hoéa viéc kinh doanh thi cong ty khac
sé lam. San sang bat ké ngay dém nhu rit tién tg dong cho
phép ban st dung tién cia minh vao bat ctt lic nao, bat ct
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noi ndo, § dat nudc nay hay ¢ nudc ngoai dang dat nén tang
cho téc do. Charles Schwab va AT&T kiém soat kinh doanh theo
huéng thuan 1gi nhat vé thai gian cho khach hang, chit khong
chi cho riéng cong ty.

Ngay nay, cac cong ty phai dem lai dich vu cho khach hang.
Don dat hang qua thu dang tang nhanh chong da thanh cong
trong viéc ban nhitng sdn pham cong nghé cao qua dién thoai
nhu may vi tinh. Cac co s& vé cia kinh xe hoi thay kinh chan
gi6 xe ¢ moi noi khach hang dau xe. Khong chi noi ban pizza
ma ngay ca cac nha hang déu phai giao hang dén tan noi lam
viéc hoac gia dinh cia khach hang. Cac nha quan ly cia nhitng
nganh nghé khac c6 dang theo déi dieu d6 khong? Nhitng co
s@ stta chita xe hai va thay dau nhét da san sang hanh dong
theo cac co s& cta kinh xe chwa? Néu nganh kinh doanh pizza
c6 thé giao hai chai nudc giai khat va mot banh pizza véi gia 8
dola tai nha ban thi tai sao mdt s6 chd khong thé van chuyén
hang héa dén nha ban?

Khach hang dang doi lai thdi gian ma nhitng giao dich trudce
kia da lay mat cda ho. Néu cong ty khong dé cho khach hang
cam nhan thoi gian giao dich tién 10i, néu d6 khong phai 1a mot
phan ctia nhiing gi ho dang ban, thi khach hang sé chon noi
khac nhanh hon.

Mong cho hon thé

Dich vu cao cap la mot thanh phan khac mang lai gia tri
sdn phdm. Cach day khong lau, chi nhiing khach hang dac
biét mdi dugc hudng nhitng vu dai. Nhung ngay nay, nhitng
gi dac biét trd nén binh thuong. Nhitng tht mot thoi la dich
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vu cao cap: toc do, hoan my, va nhiét tinh gid da trd nén binh
thuong. Khach hang ngay nay hy vong nhitng nha cung cap
c6 thé vuot qua mong doi ctia ho. Dich vu dac biét dang dugc
dinh nghia lai.

IBM va DEC thay rang rat nhiéu khach hang khong chi don
thuan mu6n mua trang thiét bi. Ho muén mua dich vu tit nha
cung cap: thiét ké, xay dung, 1ap dat, hoat dong, nang cap va
stta chita toan bo hé théng may tinh. P6i khi ho mudn dugc
cung tng toan bo cac gidi phap. Néu dé khong phai 1a nhiing
gi ho chon thi ho sé tim dén nhitng céng ty nhu EDS va CSC,
noi cung cap dich vu tron géi. Khi chon dich vu van chuyén,
khach hang khong chi muén gia thanh thap ma con muén su
bdo dam an toan t& dich vu. Nhitng céng ty nhu Roadway
Logistics Systems va Consolidated Freight da dap tmg nhu cau
dé. Yellow Freight dang theo dudi muc tiéu dé vi nguy co mat
di mot s6 khach hang than thiét. Vé phuong dién ban 1¢, khach
hang mong muén nhiéu hon la gia ré va hoat dong don gian,
d6 1a thé manh cia nhing nha ban 1é. Nordstrom va Home
Depot dang chiing minh rang khach hang cting coi trong nhiing
16i tv van trong viéc mua hang.

Hang hoa chua tot lam

Mot trong nhitng thanh phan mang lai gia tri cda sdn pham
1a chat lwong. Trong nhitng nam vita qua, chat lwong 1a nhing
gi ban cho thém vao san pham. Bay giod, do 1a diéu phai c6 trong
tat ca cac san pham. Chat lugng 1a tiéu chuan hang dau dé dua
san pham vao thi truong. Thiéu di chat lugng, sdn pham cia
ban sé khong dugc chap nhan vao cudc choi.



Doéi voi nhiéu ngudi, chat luong di lién véi nhiing dac tinh
mai. Pa c6 thoi gian ban cho thém mot cai chuéng hay mot cai
coi vao moén hang ci va goi do 1a su cai tién. Ngay hom nay,
néu ban khong dua san pham theo kip cong nghé mai nhat,
khong ai mu6n mua né. Trong nita dau thé ky XX, cac nha nhiép
anh chuyén nghiép va nghiép du da binh chon may anh va 6ng
kinh cda Piic mang tinh nang vugt troi va phé bién nhat. Vao
nhitng nam 1950, mot cong ty Nhat Ban bong nhién xuat hién
v6i nhitng 6ng kinh lam ti dat hiém. D6 1a cong ty Nikkon. San
pham méi cda Nikkon gay ngac nhién cho nhitng nhiép anh
gia khdp moi noi va nhanh chong lam tang san luwong ban ra
cua cong ty. Cac cong ty Nhat Ban da tién phong trong may
anh c6 don kinh phan xa, thiét bi tiéu chuan trong nghé thuat
nhiép dnh 35mm, cing nhu nhitng cai tién khac vi du nhu tw
canh tiéu diém. Vi nhiing tinh nang mai duoc tung ra thi truong
mot cach lién tuc, cac cong ty Nhat Ban nay da qua mat tat ca
déi thi canh tranh nudc ngoai khién cho sy canh tranh chi con
Xay ra gitta cac cong ty Nhat Ban vdi nhau.

Kha nang san xuat ra nhitng san pham chat lugng cao, gia
ré ma thi truong chua ting co trude dé 1a diém mau chét cho
sy phat trién cda cac tap doan Nhat Ban. Trong vong tAm nam
nay, Canon, Honda, va NEC da tang tudng mot cach ky diéu:
200-300%. Lam cach nao ho dat dugc diéu d6? Ho tao ra cho
thi truong nhiing sdn pham t6t hon so véi cac ddi thi. Cho dén
thoi diém gan day, Kodak la cong ty hang dau trén thé gioi vé
phim thi hém nay da bi Fuji dudi theo sat nit. Khong ai nghi
rang diéu do6 co thé xay ra.

Tuy nhién, mot s6 cong ty khong bao gio hiéu duoc gia tri
cda chat luong. Ho khong nhitng ti chdi cai tién sdn pham, ma
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con gidm gia tri sdn pham va dang ganh chiu nhiéu hau qua.
Kraft General Foods da lay di nhitng khach hang ctia ca phé
Maxwell House. Nhiing khach than thiét cia Maxwell House
ciing dan dan rdi bd cong ty nay.

Thé gidi méi trong canh tranh

Bé6n giad thuyét dan dén su thanh cong trong kinh doanh ngay
nay la:

Cac cong ty khong con kha niang nang gia thanh vi chi
phi tang cao. Ho can phai tim cach gidm chi phi dé tang
cao su ky vong ti khach hang.

Cac cong ty khong con khanang hudng t6i cung cap nhiing
dich vu khong gay rac roi. Cac khach hang cda ho ky vong
nhitng chitc nang ty nhién, hoan hao va nhanh chéong tw
mot nganh cong nghiép va ciing mudn diéu do6 tr nhiing
nganh khac.

Cac cong ty khong con khd nang cho rang chi can dua ra
mot dich vu co ban t6t 1a di. Khach hang ky vong dich
vu cao cap va luoén nang cao tiéu chuan cda ho.

Cac cong ty khong con khd nang thda hiép vé chat luong
va tinh nang cda san pham. Ho can phai xay dung san
pham chat lugng cao chita dung cac tién bo khoa hoc k¥
thuat méi nhat.

Trong quan hé ngudi ban - khach hang, tinh thé da dao
nguoc: nguoi ban 1a nd boc, khach hang la thuwong dé. Hay nhin
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vao nén cong nghiép may tinh lam vi du. Khi may vi tinh vita
xuat hién, thi truong tiéu thu van con nhiéu tiem nang cho cac
cong ty moi. Tuy nhién buéi tiéc chong tan khi cac khach hang
nhan thay rang da sb cac cong ty st dung cung mot cong nghé
duwoc cung cap bdi nhitng cong ty cung cap san pham hang
dau nhu Intel, Microsoft, va Seagate. Khach hang luén ky vong
nhiéu hon va luon yéu cau duoge cu xit tot hon.

Ngay nay, cac cong ty sdn xuat may vi tinh da cung cap cac
dich vu nhu duong day néng mién cudc, dich vu truc tuyén,
hé théng may fax tw dong tra 16i, phan phoi cac bd phan thay
thé su6t dém nhanh choéng. Tai sao? Béi vi du nha cung cap
ban mdt may vi tinh dé ban tri gia 2.500 dola hay mot phan
meém tri gia 25 doéla, khach hang luén ky vong nha cung cap
phai dap tng dugc nhu cau doi héi lién tuc cda ho.

Néu cong ty san xuat may vi tinh khong thé giai thich mot
cach don gian va ré rang cac tinh nang cia may vi tinh ho san
xuat, su vugt troi cia no so véi thé hé may vi tinh doi trudc,
thi cac cong ty do6 tét hon hét nén rdi bd cudce choi. Khach hang
biét r6 nhitng gi ho mudn, bao nhiéu ho cé thé trd cho mén
hang, va cau tra 16i nao ma ho mudén nghe khi c6 sy c6 xay ra.

Ngay ca ngudi khong 16 IBM ciing phai hoc bai hoc dé. Ho
da ngd quén trong chién thang va quén rang khach hang dang
thay déi tr ngay tho sang khén ngoan. Vao nam 1992, Big Blue
tr6i day. Ho trang thiét bi lai hoan toan dong may vi tinh dé
dap tng nhu cau khach hang. Ho gidm gia thanh, kéo dai thoi
gian bdo hanh, va tuyén cac nha dai dién khach hang tw IBM
sang dé khac phuc cac su c6 cho khach hang thong qua duong
day nong hoat dong 24h/ngay.
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Tuy nhién IBM van duéi kip yéu cau ngay cang tang cao cda
khach hang. Nhitng nha lanh dao thi truong nhé hon, khéo 1éo
hon da qua nuong chiéu khach hang. Dell Computer, hing may
tinh tién phong trong linh vic ban hang tryc tiép da cham diit
nbi am anh may vi tinh bang cach cung cap cho khach hang
cac ho trg mai toanh va dé sit dung. Ho khdi xudéng ho trg ky
thuat tryc tiép ti nha sdn xuat, vi du nhu van chuyén bd phan
thay thé ngay tic thi va cung cap hé trg thong qua dién thoai.
Trong lic dé thi Compaq Computer dang nuoi duéng méi quan
hé truc tiép vdi cac quan 1y cong nghé thong tin ctia cac nha
cung cap trung gian. Chuwong trinh tri thong minh nhan tao
QuickSource do Inference Corporation tao ra dugc chuyén phat
chung véi hé théng may in méi ctia Compaq da gitt lai khach
hang cho Compagq, giip hang vugt qua nhitng khé khan. Khong
thé lam gi hon thé.

Ddi v6i khach hang, canh tranh 1a mot méi 1oi cho ho. Péi
voi cac doi thd voi nhau, d6 1a 161 nhac nhd rang hang nao dang
ndm quyén trén thuong truong.

Con duong dan dén that bai

Tat ca nhiing diéu noéi § trén dan ching ta tré vé cau hdi
dau tién: Tai sao c6 mot s6 cong ty hanh déng nhu thé ho mu
quang? Tai sao ho ci cung cap cho khach hang gia tri kém?

Ly do chinh d6 la nhitng mdi de doa ho phai d6i mat thuong
qué giong nhau. Ho da phai trdi qua nhitng tinh huéng cuc ky
kho khan khién cho nhitng thay déi, thit thach, khing hodng
trd nén quen thudc. Mac du st dung nhing phuong phap ci
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ky nhung su leéo 1ai béi nhitng canh tay ving vang trudc day
da gitp ho vugt qua con giong bao. Thé thi tai sao bay gio ho
nén lo lang?

Ban c6 bao gio nghe nhing su ly gidi twong ty sau day xung

quanh cong ty cua ban?:

28

= “Dich vu ma déi thu cda ching ta dang cung cap khong
han tét 1dm, vi n6 khéng bao gdm nhitng tinh nang ma
chuing ta cung cap.” b6 la nhitng gi ma American Airlines
ndi vé Southwest Airlines vé chinh sach khong cung cap
thitc an, khong hanh 1y gii va khong c6 chuyén bay dai.
® “D6 1a mot thi truong tot, nhung khong phai 1a ddi tugng
khach hang ma chung ta nham t6i.” GM, Ford, va Chrysler
khong dé y téi Toyota bdi vi hang nay tham nhap thi
truong xe hoi ré tién it tiém nang.

® “Chac chan 1a ho sé lam phuwong hai cho chuing ta v6i
loi thé khéng cong bang cda ho. Nhung ching ta c6 thé
lam duwgc nhing gi?” D6 la cach ma nganh thép cia My
trao ca thi truong thép rong lén cia My cho cac nha san
xuat Nhat Ban.

m “Nhitng nguyén tac chung ta dua ra luon dung trudc do.”
D¢ la loi giai thich vi sao American Express tinh cac chu
nha hang va thuong gia phi mac hon nhitng nha phat
hanh thé khac trudce khi ho bi Boston Revolution quat nga.
B “Nhimg khach hang do that la mot ganh nang va khong
hé sinh 1¢i nhuan. Tot nhat 1a chung ta nén loai bd ho.”
b6 1aly do vi sao cac cong ty sdn xuat tivi cia My bd qua
thi truong tivi trang den. Va chung ta da biét phan con
lai cda cau chuyén.



Di nhién cudi cung ching ta khong thé bd qua nhiing yéu
t6 dan dén that bai. Khi tang trudng ngiing va muitc bao ching
bi co lai, khach hang sé bé di. Lgi nhuan truot doc dan dén sy
roi tu do, rdi loan trong quan ly. Dé khac phuc sy c6 va dua
hoat dong vé quy cd, hang loat diéu chinh tic thoi duge dua
ra. Mot s6 hanh déong ma chung ta déu duogc chiing kién dé 1a:

® Gidm gia c6 chon loc dé ham lai viéc kinh doanh bat dau
trugt doc.

® Dua ra quang cao, cac diéu khodn, gia ca, khuyén mai
méi dé 1am xao tron va che phi thi truong.

m Tang cuong dich vu khach hang bang cach bo sung
thém nhan vién dé gidi quyét su ¢d va doc thic néu nhu
giao hang tré. Nhung thatra do chi l1a cach lam mau me
pht 1én trén quy trinh phuc vu cd ban cho nhitng su co.
® Tri hodn dau tu von va diéu chinh ban bao céo tai chinh
dé 1am cho ban bao cao -hang quy tré nén ré rang hon.
® Gidi thiéu “san pham mdi véi cai tién mdi” & hinh dang
bén ngoai dé nang cao sttc mua.

Nhitng hanh déng quen thudc d6 ching qua la cach thic
gia do6i dé che day su tudt doc clia mot cong ty trong mat khach
hang. Nhung hanh dong d6 chi 1a cach khac phuc phan ngon
chit khong phai phan gbc cda van dé.

Hinh 1 chi ra con duong dan dén that bai ma rat nhiéu
nhiing cong ty manh da vap phai trong hon muoi ndm qua.
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Hinh 1: CON DUONG DAN DEN THAT BAI

Nhitng diéu can lam la cai t6 bo may hoat dong dé xay dung
lai vi tri cia cong ty trong mat khach hang. Doi ngi quan ly
thuong thich thu dung xem nhitng dam chay ma quén rang
can nha cda ho ciing dang chay. Ho that bai trong viéc d6i méi
dé theo kip doi thi. Thong thuong, ho khong c6 cac ki nang.
Pam chay chinh két tu ¢ nhiéu cong ty bat nguon tir khau san
xuat day cac phuong phap hoat dong kinh doanh nhung lai
c6 it kinh nghiém dé bién d6i mot phuong phap.

Diéu lam suy yéu cac doi ngd quan 1y 1a ho khong hén la
mot nhom véi nhau ma 1a mot hoi dong. Nhitng thanh vién
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trong cung mot nhom thi cung huéng téi muc tiéu chung chiém
linh thi truong. Trong khi d6 nhitng thanh vién cia mot hoi
dong thi dai dién cho nhiéu chitc nang khac nhau va cung hanh
dong dé bao vé quyen loi va vi tri cda ho. D6 1a cai ma ta goi
1a “hiéu ting 6ng khoi”. Néu doi ngi quan 1y hoat dong beén viing
thi hoi dong hoat dong hiéu qua. Nhung trong thdi ky cang
thdng va day nhing thay ddi, hoi dong c6 khuynh hudng xem
xét lai nhitng van dé c6t 16i vi cach gidi quyét nhiing van dé
d6 sé lam thay do6i su can bang cda quyén luc va tam anh
hudng. Mot vai nha quan 1y cho phép nho nhing nguoi khac
dau tranh dé git vi tri dang thém mudn cda ho trong hé thoéng
cap bac trong cong ty.

Vi vay hoi dong quén ly luén dé dang nhd dén thanh cong,
da st dung nhiing thd thuat quen thuoc dé dé lam sang lén
hoat dong ngan han. Ho st dung nhitng tdm binh phong, tro
tht thuat dé diéu chinh lgi nhuan tang lén trong mo hinh hoat
dong chi thich hop trong thi trudng luén bén viing.

Nhung & mot thi truong ma khach hang ndm quyén luc, ky
vong vé gia tri ngdy mot tang nhanh, va ké thong linh thi truong
ngdy hom nay c6 thé bi bé lai phia sau vao ngay mai, cac thi
thuat d6 ching nhing khong cé tac dung ma con lam cho tinh
thé trd nén toi té hon. Thit nhat, n6 dwa doi ngd quan Iy vao
thé gidi a0 twdng, noi ma ho tuwdng rang ho da gidi quyét xong
van dé. Chi phi cho co hoi mat di cho nhitng phu troi nay 1a
khong 16.

Thu hai, nhitng thit phu troi nay cang lam cho mo6 hinh hoat
dong kém trd nén phitc tap hon. Khi dén thdi ky chinh dén lai
mo hinh, vi tri bat dau thay doi tré nén phic tap hon nhiéu.
Van dé co ban tré nén phic tap trong mot té chiic rac roi.
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Khong biét bao nhiéu lan ching ta dugc nghe cau chuyén
vé nhitng giam ddc diéu hanh bi dudi khéi cong ty chi vi thay
doi co ché? Chuing ta nghe nhimg cau chuyén twong tw tit nhimg
cong ty nhu DEC va IBM, Kodak va Westinghouse, General
Motors va Eli Lilly, American Express and Steelcase. Tat ca cac
cong ty nay déu dung dén nhing bién phap 18 nghi cong khai
cda cac giam doc diéu hanh cap cao: Ho sa thai cac CEO cuda
minh va dang phai dau dén vi thay doi co ché. Mot s cong ty
sé lJam chuyén nay. Mot s6 khac di nhién sé khong lam nhw thé.

Diéu can lam dé dap lai cudc canh tranh mdéi 1a lam viéc tap
trung va c6 phuong phap dé tao ra nhitng gia tri vo song, xay
dung mo6 hinh hoat dong, va duy tri n6 xuyén sudt cac qua trinh
bién doi va cai tao khong ngung.
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CHUONG 2

NuONG Quy TAc M6
TRONG CANH TRANH

Lam thé nao d€ kinh doanh?

Trong chién tranh ving Vinh nam 1992, khi nguén cung cap
dau t Trung Dong tam thdi bi gian doan, gia xang dau tang
t 10 dén 15 cent mot gallon (1 gallon = 4,5 1it) tai hau hét cac
tram xang dau. Nhung c6 mot cong ty van git gia dau thap.
Tram xang dau cda céng ty dé ¢ Chicago van tinh gia thap hon
10 cent cho mdt gallon xang so vdi cac cong ty khac. Bang cach
khong tang gia, cong ty d6 thu dugc muoi triéu dola tién 1oi.

Hoac, cau chuyén nay thi sao?

Tai tang ba cua tru s& chinh mot cong ty san xuat hang dién
t, cac nha tiép thi dang hoach dinh chién lugc quang ba phung
phi cho sdn phdm may quay phim mini méi ra. Ho hy vong
san pham nay sé trd thanh san pham ban chay nhat cda cong
ty. Néu nhitng gi ho du doan 1a dung thi sdn phadm may quay
phim mini ndy sé mang lai 1¢i nhuan dang ké nhat trong lich
st cda cong ty trén mot dong san pham. Clng lic do, tai tang
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bdy, tam, chin va mudi hai, bén nhom khac dang canh tranh
v6i nhau dé ci tién may quay phim mini tot hon véi muc tiéu
tung ra mot loai may mdi tan tién hon hon.

Hay la cau chuyén nay?

Mot ngudi trong doi ngd ban hang cia mot cita hang ban
do trang tri noi that goi dién cho mot khach hang dé hdi xem
chiéc quat tran 6ng ta mua tuan trudc chay c6 tot khong. ‘Rat
t6t,” nguoi khach hang tra 10i. “That tuyét,” nguoi ban hang dap.
Sau d6 anh ta héi ngudi khach hang rang ctta hang c6 thé gitp
gi khac ntta khong. Nguoi khach hang bao cong tac dién trong
phong an khong hoat dong ntta. Ngudi ban hang dap rang trén
duong vé nha, anh ta sé¢ dem mot cadi méi dén nha 6ng va sé
huéng dan o6ng cach lap dat. Gia tong cong: 6,71 dola. Loi
nhuan cda cong ty, chua ké chi phi co hdi ciia nguoi ban hang:
con s6 khong. That ra lai la 16.

Trong cac cau chuyén ké trén liéu c6 cau chuyén nao goi cho
ban nhitng cach thong minh dé sinh 1¢i cho mot cong ty? Trén
thuc té 1a tat cad cac cau chuyén trén hudng t6i muc tiéu dé va
nhitng cong ty nhu Atlantic Richfield Company (Arco), Sony,
va Home Depot déu la nhitng cong ty hang dau thuc thu trén
thi truong. Hay nhin vao cac con s6 sau:

®m Trong nam nam trd lai day, Arco da thu lai dugc trung
binh 20% vén c6 phan, hon ba 1an von c6 phan trung binh
cda nganh cong nghiép dau khi.

® Sony vuot troi doi thu cda ho trong hau hét cac linh vuc
tai chinh. Trong nam nam vira qua, muc tang doanh thu
hang nam la 29%, so vGi 14% mitc tang doanh thu cda cac
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d6i thd. Doanh thu tit von ¢6 phan hang nam trong cung
ky cda Sony da qua mat cac cong ty san xuat hang dién
t khac.

® Trong nam nam vua qua, muc tang doanh thu hang nam
ctia Home Depot 1a 37%, xap xi gap ba trung binh cda
nganh cong nghiép do trang tri noi that. Suat sinh 1¢i trén
von co phan trong cung ky 1a 26%, hon hai 1an mic trung
binh cda nganh.

Cac cong ty trén khong chi hoat dong tot hon ddi thi mot
chut ma bd xa cac doi thi. Vi vay néu hanh dong nao do6 cda
ho c6 khac thuong véi hoc thuyét kinh té, d6 cé thé 1a mot hoc
thuyét ma ta can xem xét ti.

Bay gid chung ta hdy xem xét ngudn goc cda cac vi du dua
ra. Vi Arco san xuat dau thé tai North Slope Alaska, nén xung
dot Trung Pong khong thé nao de doa dugc viéc san xuat dau
cda cong ty. Di nhién 1a Arco ¢6 thé git duwoc cda trdi cho.
Nhung bang cach khong tang gia dau, Arco da khang dinh lai
v6i khach hang vé 16i cam két 1a cong ty dan dau ve gia thap
va ngay sau khi cong ty thong bao gia ca 6n dinh, doanh thu
da tang 20% chi trong mot dém. Hon ntta, bang cach gitt gia
thanh, Arco da tranh dugc cam do cda viéc ndi 16ng quy tac
gia thanh cia minh.

San pham may quay phim mini dau tién cda Sony da trd
thanh dong san pham thanh cong nhat trong thi truong thiét
bi dién t gia dung. Mac du san pham thanh céng nhung Sony
biét rdng mot sadn pham mdi nhd gon hon, nhe hon va dé st
dung hon sap ra doi. Cong ty khong mudn thay cac cong ty
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khac nhu Panasonic hay Canon ding ngang hang trong dong
sdn pham nay. Vi thé Sony da lam cho san pham may quay
phim mini dau tién cda hang trd nén 16i thoi trudce khi thu duoc
dong 1gi nhuan cudi cung tit sdn pham doé. Piéu dé thu dugc
hai loi ich: quang cao duoc tiéng tam cda cong ty trén thuong
truong nhu mot nha cai cach san pham va hoan thién kha nang
do6i mdi ctia cong ty.

Nhéan vién ban hang cia Home Depot goi dién thoai cho
khach hang da mua chiéc quat tran vi 6ng ta séng trong khu
dan cu sang trong vdéi nhitng ngoi nha lau doi. Cu dién thoai
d6 c6 thé mang t6i cho Home Depot nhiéu khach hang trung
thanh. Nhitng khach hang nay c6 thé mua nhiéu do noi that
va do tu sta trong vong vai nam téi. Tén that trong viéc ban
cong tac dién chi 1a cai lat vat dé thiét lap méi quan hé bén
vitng lau dai.

Ca ba cong ty trén déu rat thanh cong. Va cd ba déu dang
ban mot thw gia tri hon cai ma ching ta thay truéc mat. Do
chinh la gia tri cia khach hang. D6 khong phai la mot nguyén
tac gia tri tam thuong ma la mot gia tri cao cap. Va d6 khong
chi 1a gia tri cao cAp ma la gia tri dinh cao khong nging dugc
cai thién.

Gia tri cao cap ctia Arco nam & cam doan v6i khach hang
rang hom nay va ngay mai, ho sé khong tim dugc gia ré hon &
bat ctt chd nao khac. Ddi voi Sony, gia tri cao cap khong chi
tap trung vao mat hang may quay phim ma con cing c6 long
tin ctia khach hang rang bat ct thit gi ho mua tit Sony déu tiéu
biéu cho sy tdi tan. Ddi véi Home Depot, gia tri cao cap nam &
16i tu van httu ich va dich vu cung cap ¢ dang cap cao.
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Bang cach dem lai gia tri cao cap, mdi cong ty trén da thay
doi ky vong noi khach hang. Trong thuc té, nhiing cong ty nay
déu trd thanh cac cong ty hang dau trong thi truong. Vi tri ho
c6 duoc khong phai bang cach dap tng quan niém 16i thoi vé
gia tri, ma bang cach duwa cong ty ho kiém soat mot gia tri trong
day gia tri. Ho khong c6 gang dé trd thanh ngudi xuat sac nhat
trong moi linh vire. Ho tin vao ba chan Iy tiéu biéu cho thé gisi
canh tranh mdi:

m Khach hang thudc cac tang 16p khac nhau c6 nhitng nhu
cau khac nhau. Ban khong thé hy vong tré thanh nguoi
xuat sac nhat trong moi linh vizc nén ban can phai chon
doi tuong khach hang va thu hep trong tam gia tri.

m Khi gia tri chuan tang, ky vong cda khach hang tang nén
dé gitt vitng vi tri dan dau, ban phai tién 1én phia trudc.

m DéE san xuat ra mot gia tri riéng biét ¢ dang cap khong ai
sanh bang, chung ta can mot guong may hoat dong hiéu
qua dugc thiét ké dac biét dé phuc vu cho gia tri do.

Nhitng doi twong khach hang khac nhau
doi hoi cac loai gia tri khac nhau
Chung ta hay xac dinh gia tri khach hang mo6t cach chinh
xac hon. Xét cho cung, Arco, Sony va Home Depot dem dén gia
tri cho khach hang dudi nhiéu hinh thitc khac nhau. Gia tri
khach hang dugc tinh bang tong 1¢i ich tri cho chi phi khach
hang ganh phai khi mua mot mén hang hay dich vu. Hinh 2
thé hién ma tran don gidn minh hoa nhitng yéu to cda gia tri.
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Chi phi bao gém tién phai tra cho sdn pham va bdo dudng, va
thoi gian mat di do cham tré, sai s6t va nhing bat tién cé thé
x4y ra. Ca chi phi httu hinh va v6 hinh déu lam gidm di gia tri.
Loi nhuan thu duoc tit sdn pham da tao nén gia tri trén pham
vi sdn pham c6 nhitng tinh nang c6 thé nang cao su thé hién
hoac kinh nghiém cta khach hang.

Chi phi Loi nhuan
Sanphdm | . giaca « nhimg tinh nang duy nhét
“Thu ta ban” . ¥ . 2 e s "
o do tin cay va bén « hiéu biét vé thuong hiéu
« kha nang tin tudng duoc vao
Dich vu dich wu « tur van tr chuyén gia
“Cach ta . . S
kinh doanh” | ° tién ich o dich vu ca nhan

Hinh 2: SUDO LUONG GIA TRI KHACH HANG

Gia thanh, chat lvong sdn pham, tinh nang cda san pham,
dich vu tién ich, dich vu tin cay, tu van ti chuyén gia, va dich
vu hé trg déu c6 thé tao ra hay pha v gia tri danh cho khach
hang. Gia tri dugc thém vao hay bo ra tuy thudc vao mic do
gia tri vugt qua hay sut xudéng so véi ky vong cda khach hang.

Khi chung t6i bat dau nghién cttu 80 cong ty hang dau, chung
toi nhan thay rang khach hang cda ho c6 khuynh huéng roi
vao mot sé6 nhom. Mot s6 khach hang, bao gom khach hang
cda cong ty 3M va Nike, quan niém rang dac trung va chat

38



lugng san pham la thanh phan nong cot cda gia tri sdn pham.
Gia thanh dong mot so vai tro trong quyét dinh ctia khach hang
c6 mua san pham d6 hay khéng vi ho chi sdn long chi ra mot
mon tién nhat dinh ma théi. Tuy nhién, sdn pham van la yéu
t6 quan trong nhat.

Hau hét nhitng khach hang & nhém thit hai, bao gdm cac
khach hang cta Nordstrom va Airborne Express, danh gia san
pham dua trén dich vu dugce cad nhan hoa va nhiing 16i tu van.
Nhom nay khong hai long v6i san pham binh thudng hoac gia
thda dang. Ho mudn nhu cau ca nhan dugc dap tng. Nhitng
cong ty nay thuong hudng vao méi quan hé voi khach hang.
Ho phat trién moéi quan hé than thiét v6i nhu cau khach hang,
va dua ra 16i cam két cung cap gidi phap toan dién.

Nhom thit ba huéng t6i gia thanh sdn pham. Ho muén gia
ca ré nhat thong qua mot s6 két hop giita gia thanh va sy tin
cay san pham. Khach hang cia nhitng cong ty nhu Federal
Express, Hertz #1 Club Gold, va McDonald’s 1a vi du. Dbi vai
ho, dich vu nhanh, gon, khong rac réi la diéu quan trong nhat.
Khach hang cda nhitng cong ty nhu Southwest Airlines, Price
Costco, va Arco, ma danh gia cao gia thanh, cing thudc vao
nhom nay.

Vi vay gia tri gita khach hang thudc ba nhom cia cac cong
ty hang dau trén déu mong muén ba van dé khac nhau: san
pham t6t nhat, gidi phap toan dién tot nhat, téng chi phi tot
nhat. Cac cong ty hang dau chon lwa cung cap nhitng mic do
vuot troi cia mot gia tri riéng biét va khach hang cua cac cong
ty nay nhan ra ho vi diéu d6. Cac cong ty hang dau chon lya
cung cap mot thanh phan gia tri sdn pham & muc do vugt troi.
Piéu nay dugc thé hién & hinh 3.
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Chi phi Lgi nhuéan

Tdng chi phi tét nhét San phdm 6t nhat
U 2 Y x atr . 2 2+
San ph§m Gia ca.va chat lvong Gia co ’Fhe cao .hon nhung phai ximg
tuyét voi” dang v6i mirc gia do”
“San pham clia ho ton “Khach hang mua thong qua tén
tai mai mai” san pham”
“Cong ty khong gay P
. . Giai phap toan dién tot nhat
rac roi
Dich vu “Kién tri 12 tn It “Ho la nhiing chuyén gia trong viéc
. kinh doanh clia toi”
cua ho
“Dich vu clia ho cung cép chinh xac
thir tdi muén”

Hinh 3: KHACH HANG NOI Gi VE GIA TR

Nhitng cong ty nay da tao ra nhitng mong dgi trong suy nghi
cda khach hang va cac déi thd lic nay day phdi c6 gang hét
stc dé lam duogc diéu d6. Ho tuan theo quy tac dau tién cta
bon quy tac mdi da chi phéi hanh dong ctia cac cong ty dan
dau thi truong.

® Quy tac 1: Cung cap hang hda, dich vu tét nhat trén thi
truong bang cach vugt troéi hon trong mot linh vuc gia tri
cu thé.

Dau tién, cac cong ty hang dau phat trién mot dé an co gia
tri hap dan va wu viét. Quy tac nay khong cé nghia 1a cac cong

40



ty tap trung vao gia thanh ma c6 thé bd qua kiéu dang hoac
ky thuat tién tién, hoac su tién dung cda khach hang. Bat ké
gia tri ndo ma cong ty hang dau mudn dem tdi cho khach hang,
ho phai luén duy tri tiéu chuan hop 1y ¢ nhitng linh vuc khac.
Tuy nhién ho khong can noi troi ¢ tat cd cac thanh phan gia
tri ma chi can & mot thanh phan gia tri.

Kinh nghiém tu van ctia ching t6i cho thay rang cac khach
hang luén nhan ra sy khac biét gitta cac thanh phan gia tri, va
ho khéng doi héi tat ca cac thanh phan dé tit mot nha cung
cap. Loi tuyén bd cia Wal-Mart 1a “luénluén gia ré.” Khong ai
dén Wal-Mart ma mong muon dugc phuc vu. Khong ai mua
quan 4o thiét ké tai Bloomingdale’s ky vong vao mot san pham
c6 gia thanh thap. Khach hang hiéu rang ky vong gia tri vuot
troi tat ca cac thanh phan gia tri tt mot nha cung cap la mot
diéu vo ly.

® Quy tac 2: Duy tri-tiéu chudn hop 1y ¢ cac thanh phan
gia tri khac.

Yugo kham pha ra rang dua ra gia xe hoi ré nhat trén thi
treong 1a khong dd khi ma san pham can phai bao gom chat
luong va dich vu hop ly. Apple va Compaq nhan ra rang ky
thuat hang dau, su cai tién, hay chat lwong san pham la khong
du khi khach hang doi hoi gia ca ré hon. Va Nordstrom va Home
Depot biét rang nhitng 16i tw van nhiét tinh, dich vu ca nhan
c6 thé bi khach hang phét 16 néu cong ty thiéu di gia ca hap
dan hay dich vu tién ich co ban.

Quy tac nay c6 nghia ban khong thé tha néi qua nhiéu thanh
tich & nhitng khia canh khac dén muic c6 thé lam gidm di su
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hap dan cda gia tri vuot troi tr cong ty minh. Tuy nhién, ban
khong can phai c¢6 gang dé tré thanh nguoi dan dau trong tat
ca cac linh vire khac. Thay vao do, ban nén chuyén nang luong
vao thanh phan lam noéi bat cong ty ctia ban so véi cac déi thu
khac va hoat dong mot cach khéo léo va tuong xing G cac linh
vuce khac.

Ky vong cua khach hang
phu thuoc gia tri tiéu chuan

Cac cong ty hang dau nang cao su ky vong va tiéu chuan
cua gia tri khong chi trong nganh cong nghiép cda ho, ma con
trong noi bo cong ty. Khach hang c6 tac dong quan trong trong
quyét dinh gidm gia thanh, xuic tién dich vu, va doi méi san
pham tir nha cung cap. Cho nén nhitng cong ty hang dau nhan
ra rang vi tri vugt troi ciia ho luén bi vay ham tw hai phuong
dién: ti nhitng déi thi nham vao cting mot thanh phan gia tri
ma ho cung cap, va tir cac cong ty khac dang nang cao ky vong
cda khach hang & cac gia tri thit yéu.

Nike khong chi déi mat voi de doa tit Reebok, mot cong ty
hang dau khac vé chat lugng san pham. Ngoai ra, Nike con doi
mat véi Wal-Mart, noi dang thay d6i quan niém khach hang vé
gia thanh mét déi giay thé thao. Tiép theo, Wal-Mart khong thé
nghi ngoi khi nhitng cong ty nhu Price Costco dang xac dinh
lai nhitng tiéu chuan tién ich ma Wal-Mart da lap nén. Dé duy
tri vi tri 1anh dao trong thuwong truong, viéc cung cap san pham
t6t nhat, gia ca tot nhat, hay giai phap toan dién la khong du,
ban con phai c6 kha nang cung cap nhiing gia tri twong ty cho
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ngay mai va ngay mot. Dé giit vitng vi tri ding dau, mot cong
ty hang dau can phai chic chan rang gudng may hoat dong
cda ho tién bo nhanh hon cac d6i thd canh tranh. biéu nay
dan t6i quy tac thit ba:

® Quy tac 3: Thong tri thi truong bang cach lién tuc hoan
thién gia tri.

Néu mot cong ty co thé cung cap tat ca cac gia tri mot cach
t6t nhat, cong ty dé sé s httu thi truong. Tuy nhién, khong
mot cong ty nao co thé xuat sac G tat ca cac linh vuc. Khi mét
cong ty tap trung vao tat ca lgi thé, nang luong, va chu y dé
cung cap va cai tién mot trong nhitng thanh phan gia tri khach
hang, cong ty d6 hau nhu Iudn cung cap dich vu t6t hon cac
cong ty tap trung vao nhiéu hon mot thanh phan gia tri. Cac
cong ty hang dau trén thi truong luon hiéu diéu nay nhu mot
chan Iy trong thé gidi canh tranh méi.

San xuat gia tri vuot troi va cai tién
khong ngiung doi hoi mot mo hinh hoat dong
uu viét va day nhiét huyet

Khi nghién ctitu sau hon vé cac céng ty dan dau thi truong,
chung t6i luon thay su da dang cda cac thanh phan gia tri.
Chung t6i cling thay cac cong ty nay xay dung mé hinh kinh
doanh mét cach cu thé, r6 rang, phu hgp véi thanh phan gia
tri ma ho mudn cung cap: san pham tot nhat, tong chi phi tot
nhat, hay gidi phap toan dién nhat.
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N6i cach khac, mo hinh kinh doanh cta cac cong ty dan dau
thi truong theo dudi cing mot thanh phan gia tri ¢ nhitng nganh
cong nghiép khac nhau déu tuong tw nhau. Wal-Mart, FedEx,
Schwab, Taco Bell, Southwest Airlines, tat cd déu cung cap tong
chi phi thdp nhat va tap trung vao cung mot su két hop cia
qua trinh kinh doanh, hé thong qudn ly, két cau kinh doanh,
va van héa. Nhu vay, giam doc diéu hanh cda mot trong nhimg
cong ty nay c6 thé di chuyén mot cach dé dang ti pham vi
trong noi bo céng ty dén mot cong ty cung cap tong chi phi
thap nhat khac béi vi co ché cung cap gia tri va tao ra 1gi nhuan
cda cac cong ty nay la giéng nhau.

C6 thé xem nganh ban 1¢ xdng dau la mot vi du. N6 minh
hoa cho su lién lac chat ché gitta thanh phan gia tri va mo6 hinh
kinh doanh ma mot cong ty dan dau thi trudng can cé. Moi
ngudi déu biét rang hon mot thap ky qua, so lwong tram xang
dau da gidm, va s6 con lai dang canh tranh gay gat hon vé gia
ca va nhiing cong ty sé httu cac tram xang dau dung dd moi
cach dé tang tong thu nhap, va loi nhuan bang cach thém vao
dich vu r¥a xe, cita hang tap hoa, nha hang thic an nhanh,
ché cho thué bang video, tiém giat di. Nganh ban 1é xang dau
khong bao gio can kiét y tudng lam giau.

Hay tudng tugng ban 1a nguoi 1ap ra chién lugc 1au dai cho
doanh nghiép bao tri va stta chita xe hoi, ban sé lam gi dé dua
doanh nghiép cda ban tré nén canh tranh nhat trén thi truong?

Ban c6 thé tu dong hoa cac may bom. Ban c6 thé khuyén
mai bang cach ting cac moén hang tién ich nhu stta hay dau
may. Ban c6 thé chap nhan thé tin dung cda cac cong ty khac.
Ban c6 thé dua ra nhitng khuyén mai dac biét trong vai ngay
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trong tuan. Ban c6 thé tang nudc udng, ly, hodc vé xem phim.
Ban c6 thé cung cap nhting ban do trén may tinh. Ban c6 thé
cho dat thém tiém tap hoa hay tiém ria xe. Trong mdt tuan
suy nghi vé cac chién lugc, ai cting c6 thé dwa ra hang tram v
twdng dé tang doanh thu. Tuy nhién, cac do6i thd canh tranh
ciing c6 thé dua ra nhiing y tudng tuwong tg, hay tham chi con
tot hon. Thuec té 1a cac ddi thud cing chang can phai suy nghi
vé diéu dé. Néu y tudng cda ban hay, ho sé sao chép no. Néu
y twdng cda ban khong hay, cac déi thd sé cho ban mot bai
hoc sau khi ban tiéu ton -hang dong tién nhung that bai.

N6i cach khac, néu ban muon, ban cé thé dudi theo ting
nude cd cia doi thd va dat cuge mot ty. Diéu nay khong nhiing
ting dung trong nganh ban 1é xang dau ma con cho cac nganh
khac. D6 1a chién lugc ma rat nhiéu cong ty di theo: “dua doi”.
Tuy nhién cudi cung, nhiing gi ban cung cap khong hon doéi
thd va duong nhién cong viéc 1am an cia ban ciing chang kham
kha hon.

Mat khac, ban c6 thé quyét dinh thuc hién mot cong viéc
t6t hon tat cd moi ngudi, vi du nhu chi tap trung vao gia thanh.
Sau do6 ban c6 thé hudng tat cd nang luc sang tao dé ban ra
xang dau ré nhat trén thi truong. D6 1a nhitng gi Arco da lam.

Arco xay dung mot hé théng tich hop bat dau véi dau tho
tai North Slope va nha may loc dau hoat dong v6i nang suat
cao dé tinh ché cac 16p dau tho. Arco doi hé théng phan phoi
cda minh dén mién Tay va Trung Tay dé gan cac nha may loc
dau hon. Két qud 1a hién tai Arco da thong tri tai thi truong
California véi wu thé gia cd dugc khach hang cong nhan. Ngoai
ra, Arco hoat dong kha tot ¢ nhitng mat khac dé tranh lam phién
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long khach hang, nhung ho khéng can c¢6 gang “dua doi”. Ho
tap trung, chuyén moén hoa vao muc tiéu. Chi khi mot y tudng
gitip Arco ha thap chi phi xuéng va bang cach d6 nang cao
chat lugng cia cac thanh phan gia tri thi cong ty sé theo duoi
y tudng nay.

Nhiing cong ty khac c6 thé canh tranh véi Arco duoc khong?
- Di nhién 1a c6, nhung ho sé gap nhiéu khoé khan trong viéc
canh tranh vé gia thanh véi Arco. Arco luén xac dinh dung loi
thé vé gia ca. Mot s6 cong ty khac co6 thé quyét dinh tré thanh
nha ban 1é xang dau nhanh nhat. Méi khach hang sé duoc phuc
vy, trad tién, va khéi hanh trong vong 60 gidy. Cac cong ty do
c6 thé xay dung mo hinh kinh doanh xoay quanh muc tiéu trén.
Gia thanh cda ho c6 thé mac hon Arco chut dinh, nhung khong
qua mac dén néi ma noé c6 thé lam phién nhitng khach hang
quy trong thoi gian.

Lam thé ndo mot cong ty c6 thé lam diéu do? N6 co thé dat
tram xang dau tai noi thuan tién. N6 c6 thé dau tu tién nghién
ciu va phat trién cho ky thuat bom xang nhanh. N6 c6 thé st
dung hé thong tinh tién théng qua thé tin dung.

Néu muc tiéu ban muén cung cap cho khach hang la toc do
thi cac ¥ twdng sé xoay quanh viéc lam thé nao dé tao ra hé
thong kinh doanh thich hop. Gia tri riéng biét ma ban quyét
dinh cung cap dnh hudng dén viéc xac dinh ré suy nghi clda
ban vé viéc kinh doanh, va dén dinh huéng chinh xac mo hinh
hoat dong ctia cong ty. Nhu chung ta da thdy, gia thanh thap
dinh r6 cai tén Arco c6 y nghia gi va Arco lam nhing gi. Mot
khi ho quyét dinh tré thanh nha dan dau vé gia ca trén thi
truong, v twdng lap dat hé thong ban do thong qua may vi tinh
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hodc nhting chiéu tiép thi khac 1a khong thich hgp. Cong ty nay
chi say mé mot gia tri ma ho chon dé cung cap cho khach hang.
Hoat dong cuia Arco phu hgp voi quy tac thit tw danh cho cac
cong ty dan dau thi truong:

® Quy tac 4: Xay dung mo hinh kinh doanh thich hop va
chuyén dung dé cung cap gia tri vuot troi.

Trong thi truong canh tranh, nang cao gia tri khach hang la
ménh 1énh cho cac cong ty dan dau thi truong. Mo hinh kinh
doanh la chia khoa dé nang cao va dat lai su ky vong cda khach
hang. Cai thién diéu dé 6 thé lam cho cac doi thd canh tranh
tré nén kém hap dan hon, tham chi ¢6 thé pha vé vi tri cla
déi thd canh tranh bang cach 1am cho cac thanh phan gia tri
cda ho trd nén 16i thai. Cac cong ty hang dau s dung mo
hinh kinh doanh nhu thit vii khi co ban trong cudc thon tinh
thi truong.

Pau la su khac biét?

Do6i voi mot s6 doc gid, nhitng quy tac mdéi clia cac cong ty
dan dau thi truong kha hap dan. Pdi voi mot sd khac, ho sé
duwa ra mot s6 cau héi khé. Lam thé nao mot cong ty céd thé
cung cap cac thanh phan gia tri nhat trén thi truong, va van
c6 thé kiém tién? Lam thé ndo mot cong ty c6 thé cung cap gia
tri khach hang tot hon qua méi nam, va van kiém duoc 1gi
nhuan vé lau dai? Néu cong ty ban khong bao gio théa man
v6i nhitng gi ban cung cap, néu tham vong ctiia ban ngay mot
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nhiéu, ban sé khong bat nhan vién cda minh lam viéc dén kiét
stic chi? Liéu cung cap gia tri cho khach hang tiém nang c6
mau thuan v6i cung cap gia tri cho cac c¢6 dong?

Chung toi nghi 1a khong. Thuc té, & tat cd cac cong ty hang
dau trén thi truong ma chung to6i quan sat, nhu Wal-Mart,
Southwest Airlines, FedEx, Glaxo, Airbone hay Intel, cac gia tri
khach hang, tai san cda c6 déng, va su hai long cia nhan vién
déu hai hoa v6i nhau. Nhitng cong ty ndy nhin nhan rang gia
tri khach hang 1a yéu t6 khong thé thiéu duoc cho ca gia tri
cda c6 dong va su hai long cia nhan vién. Néu khong co gia
tri khach hang thi khong c6 kinh doanh bén vitng.

Chién lugc dé dat dugc siéu loi nhuan va gia tri cda cac co
déng khac nhau do6i voi méi loai gia tri cia hang dan dau. Cac
cong ty nhu Wal-Mart, Southwest Airlines va FedEx, nhitng hang
dan dau trong viéc cung cap gia thanh tét nhat, sinh ra loi
nhuan thu vé nhiéu hon bang cach dat dugc vi tri hang dua ra
gia thanh san pham hoac dich vu hd tro thap. Nhitng hang dan
dau vé gia tri ti san pham tot nhat nhu Glaxo va Intel, xay dung
nhiing san pham tot hon nita ma khach hang phai trd mot cai
gia cao hon. Airborne, hang dan dau gia tri cung cap gidi phap
toan dién t6t nhat, da dat duoc kha nang sinh loi bang cach
gidi quyét tat ca cac van dé mé rong ctia khach hang va chia
loi nhuan ra. Piéu nay dwoc minh hoa & hinh 4.

Mot s doc gia sé hdi diéu gi méi mé va khac biét trong quan
diém cda chung t6i. N6 lién quan thé nao dén nhing kién thic
chuan ma kién thic vé cac to chirc, su trung thanh cda khach
hang va cac kha nang cot 16i 1a dé xac dinh mot vai y tuéng
pho bién ngay nay; bao gébm cac cau trd 16i cho néi thong kho
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Chi phi Lgi nhuéan

Tdng chi phi t6t nhét S4n phdm t6t nhét
Sin Xay dung mot san pham tét hon
pham ma khach hang s& phai tra mot

Pat duoc vi tri la hang co6 cac muc gia cao hon

san phdm va dich vu hd tro co

chi phi thép Gidi phap toan dién t6t nhat
Dich . s
vu Giai quyét nhimg van dé md rong

clia khach hang va chia déu
loi nhuan

Hinh 4: GIA TR VA LOI NHUAN
CUA NHONG HANG DAN PAU

cda cac cong ty? Két luan cda chiing toi la khong mot khai niém
nao di dén trong tam cda cai duy tri sy thanh cong trong mot
thi trudng canh tranh. Trong diéu kién t6t nhat, ho cung cap
ting phan ctia giai phap. Su quan trong cda ho tiy thudc hoan
toan vao viéc lam thé nao va dén mitc nao cong ty cda ban c6
thé chuyén déng xung quanh nhitng van dé nong c6t dé tang
cao gia tri khach hang t nam nay qua nam khac.

Vi du nhu khai niém vé nang luc cot 16i cia mot cong ty
thanh cong trén yéu té cung cap gia tri mang thé manh cda
ho. Nang luc cot 16i cda Honda 1a san xuat dong co loai nhd.
Honda da ap dung kha nang do6 vao nhiéu thi truong, tir xe
gan may va xe hoi dén may xén cé va may phat dién. Nhung
Briggs va Stratton ciing mang cung thé manh vé dong co loai
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nho. Tai sao ho khong thanh cong? Cau tra 10i khong nam &
viéc khdo sat nang luc nong co6t cda hai cong ty nay ma & viéc
hiéu rang ho nham vao muc tiéu gia tri khac. Honda tan tuy
vOi muc tiéu gia tri sdn xuat san pham tot nhat da xay dung
mo hinh hoat dong lam don bay cho kha nang san xuat cac
déng co loai nhd ing dung trong nhiéu thi truong. Briggs va
Stratton huwéng muc tiéu vao toéng chi phi thap nhat, da xay
dung mo hinh hoat déng xoay vao san xuat dong co loai nhé
xung quanh viéc lam cho cac dong co d6 ngay cang ré hon.

Nang luc c6t 16i c6 thé 1a mot phan cia mé hinh hoat dong,
nhung chi bay nhiéu thi khéng dd. Gidng nhu mé hinh hoat
dong, n6 khong gitup cho cac nha quan 1y can bang sy quan ly
van dé trong tam, cac tién trinh tht yéu, két cau va van hda
cong ty. 3M da co thé phat trién cong nghé dét kim nhu 1a nang
luc c6t 16i ctia hang nhung diéu d6 van chua dd dé bién hang
tré thanh cong ty dan dau san xuat trong dong san pham dai
bang va miéng 16t xa bong. Twong tg, viéc cho rang thanh cong
cda Wal-Mart chi bat nguon ti¥ nang luc hau can, hoac 1a Intel
chi c6 kha nang san xuat bo vi xit 1y, da day khai niém vé nang
luc cot 16i di qua xa. Sw thanh cong thi rat da dang.

Tuong tu nhu thé, viéc theo dudi sy hai long va 1ong trung
thanh cda khach hang, ban than n6 khong thé tao ra gia tri.
Gia tri bat nguon tw viéc chon lya déi twong khach hang, giGi
han lai pham vi hoat dong chi tap trung vao viéc phuc vu nhitng
déi tuong khach hang d6 mot cach tét nhat. Sy hai long va long
trung thanh ctia khach hang don gidn 1a sdn pham phu cia
viéc phan phéi mot dé an cé gia tri thuyét phuc, chit khong
phai la ngudi chi dao sau lung.
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Nhitng céng ty hy vong tré thanh nhitng hang san xuat hang
dau trong thi truong phai bat dau tr viéc buoc chat sy an toan
vOi gia tri do, titc 1a dé an gia tri. Pé an d6 phai nhan manh
vao mot loai gia tri riéng biét ma khach hang muén. Nhitng nha
lanh dao sé khong theo duoi nhiing chién lwgc kinh doanh mo
ho, nhung phdi luén ludn tap trung vao viéc 1éo lai viéc kinh
doanh dé cho ra nhiing gia tri dac biét ma ho c6 thé cung cap
t6t hon bat ky nhitng déi thi nao.
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CHUONG 3

CHoN Lua
CUA Nguor THANG Cubdc

Nguoi ban hang cia Federal Express khong con phai go ctta
National Parts Depot (NPD) ntta. Vi Airborne Express, cong ty
phat chuyén nhanh théng qua duong hang khong tri gia 1,5 ti
dola dat tru s& & Seattle, da gianh duoc hop dong cida NPD tir
tay FedEx bang cach cung cap dich vu t6t hon. Ciing bang cach
tuong tu, Airbone da gianh hop dong tit cac doi thd canh tranh
dé cung cap dich vu cho Xerox, va Luxottica, nha phan phéi
gong mat kinh dat tai Long Island.

Nho vao cac thé manh nhd, Airbone da thanh cong trong viéc
gianh duoc hgp dong ti tay cac do6i thd canh tranh. Nhung ly
do quan trong 1a vi quyét dinh cung cap gia tri khac véi FedEx.
Trong khi Federal Express tao ra gia tri khach hang thong qua
su thé hién xuat sac thi Airbone tao ra gia tri khach hang thong
qua né luc xuat sac trong dich vu cham s6c khach hang.

Vi tri noi bat ctia FedEx va Airbone da gay an tugng manh
cho chung t6i trong cudc nghién ciu vé 80 cong ty dan dau
thi truong: Bang cach tuong tu khi gop khach hang lai thanh
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ba déi twong khac nhau nhu da dé cap & chuong vira roi, cac
cong ty dugc nhom lai thanh nhiing cong ty c6 cac “nguyén
tac gia tri riéng biét”. Nhiing nguyén tac nay khong dua vao
nganh kinh doanh, ma vao gia tri ma céng ty theo dudi dé cung
cap cho khach hang: tong chi phi tot nhat, san pham t6t nhat,
hay giai phap toan dién tot nhat. Véi méi ddi twong khach hang
khéac nhau, ching t6i dat cho ba nguyén tac trén ba tén goi
rieng biét: hoat dong xuat sac, dan dau san xuat, va gan bo
v6i khach hang.

Hoat dong xuat sac nghia la cung cap cho khach hang san
pham hoac dich vu dang tin cay véi gia ca canh tranh, chuyén
phat it rac r6i. Dan dau sdn xuat nghia la cung cap san pham
tién tién nhat. Va gan b6 voi khach hang nghia 1a cung cap giai
phap toan dién cho khach hang, chit khong chi don thuan la
sadn pham hay dich vu.

FedEx thuoc vao nhém hoat dong xuat sac nhat, Airbone
thudoc nhom gan bo véi khach hang. Nhitng cong ty nhu 3M,
Nike, Motorola, va Sony thudc vao nhém sadn pham hang dau.
Nhitng cong ty nay gianh duogc vi tri dan dau bang cach thu
hep muc tiéu kinh doanh, chit khong phai bang cach md rong
muc tiéu. Trong nhitng quy tac chung t6i nhac t6i ¢ chuong
vita r0i, ho da chon mét gia tri phu hop dé néu bat mot thé
manh tiéu biéu. Véi muc tiéu gia tri dé, ho phat trién mé hinh
hoat déng phu hop dé cung cap gia tri. Va ho ty khép minh
vao va lién tuc cai tién moi quan hé gitta muc tiéu gia tri va
mo hinh hoat dong. Pong thdi, ho ciing phai tranh viéc mé rong
pham vi muc tiéu. Mot khi mot cong ty chon va theo dudi mot
trong nhiing phuong phap gia tri, ho c6 thé tranh viéc trong
twong tw nhu cac do6i thd canh tranh khac.
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MO hinh hoat dong

Lua chon phuong phap gia tri dinh huéng ké hoach va quyét
dinh cda cong ty, ton 1én gia tri cong ty, t van hoa dén lap
truong cong khai. Bé chon lya phuong huéng gia tri, co sé cho
mo hinh hoat dong, ta phai xac dinh ban chat ctia cong ty. Biéu
khac biét gitta cac cong ty hang dau voi nhing do6i thi canh
tranh khong chut thanh tich gi la sy phtc tap va chat ché trong
mo hinh hoat dong.

M6 hinh hoat dong 1a tong thé bao gdm quy trinh hoat dong,
cau truc kinh doanh, hé thong quan ly, va van hoa két hop véi
nhau dé tao ra mot gia tri dac thu. Trung tam cda mo hinh hoat
dong 1a tap hop ctia nhitng phuong phap cot 16i tao nén hay
chia nhé kha nang tao nén gia tri khéng sanh dugc ¢ phan loi
nhuan cda mot cong ty.

Cac phuong phap gia tri khac nhau doi hdi nhing quy trinh
hoat dong khac nhau. Vi du nhu néu khach hang ctia ban
chuong tinh chac chén, toc do trong viéc chuyén phat gia tri
xtng dang véi dong tien bd ra, nhu trong truong hop cia nhom
hoat dong xuat sadc McDonald’s, ban nén dwa quy trinh chinh
yéu cda viéc cung cap san pham, dinh huéng nhu cau tré nén
xuat sac. Trong cung luc d6, ban nén thu gon cau tric dé trao
quyén cho nhiing ngudi cé thé tao nén su khac biét trong gia
tri sdn pham. Ban sé thiét ké hé thong quan 1y xung quanh viéc
danh gia tan thudng nhiing gi dugc xem la quan trong nhat.
Va ban phai chac chan rang cac nhan vién cia minh thim
nhuan dinh nghia cda ban vé thanh cong.
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D6i voi hai phwong phap gia tri con lai, mo hinh hoat dong
tap trung vao cac quy trinh chinh yéu khac. Néu ban 1a mot
nha dan dau vé san pham, nhu Sony hay Johnson & Johnson,
phuong phap then chét ndm & sy sang tao, phat trién san
pham, va khai thac thi truong. Néu ban 1a cong ty gan bo véi
khach hang, nhw Home Depot, hay tap doan dién thoai Cable
& Wireless, ban sé biéu hién kha nang hang dau thong qua dich
vu tu van va quan hé khon khéo voi khach hang.

Nhitng cong ty vuot troi trong cung mot nguyén tac gia tri
thuong s& hitu nhitng mé hinh hoat dong giéng nhau. Vi du
nhu Arco va McDonald’s déu rat giong nhau vi ho déu theo dudi
muc tiéu hoat dong xuat sac. Cling nhu vay, hé théng quan ly,
cau truc kinh doanh, va van héa cda nhiing cong ty theo dudi
muc tiéu tré thanh hdng dan dau sdn xuat nhu Sony va
Johnson & Johnson déu giéng nhau. Nhung gitta hai nguyén
tac gia tri khac nhau thi khong ton tai moéi twong quan. Néu
gl nguoi t Arco qua Sony, ho sé nghi la ho dang § mot hanh
tinh xa la. Ngay ca trong cung mot nganh cong nghiép, nhing
nha lanh dao thi truong theo dudéi nhitng muc tiéu gia tri khac
nhau, nhu Wal-Mart va Nordstrom thi hoan toan khac nhau.
Hon ntta, tinh dong nhat chi xuat hién gitta nhiing nha lanh
dao theo duoi cting mot phuong phap gia tri. Ngoai ra, cac hoat
dong tam thuong trong cac nganh céng nghiép thong thuong
1a giéng nhau.

Chung ta hiy xem xét moi nguyén tac gia tri néu trén.
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Hoat dong xuat sac

Cong ty huéng dén muc tiéu hoat dong xuat sic cung cap
mot tong thé gom chat lwong, gia thanh, va mua hang dé dang
ma khong ai trong thi truong cé thé cung cap. Ho khong phai
nha cai cach san pham hay dich vu, ho cting khéng nuoi duong
moéi quan hé mot kém mot véi khach hang. Ho luén hoat dong
rat tot xung quanh cam két vé gia ca phai chang va dich vu
tién ich, khong gay rac roi.

Price Costco, cong ty c6 co sd tai Kirkland, Washington, va
San Diego khong cho khach hang Iya chon nhiéu loai hang hoa.
Ho chi ¢6 3.500 mén hang so véi con s6 50.000 cda cac doi
thti. Nhung that sy thi khach hang khong tén nhiéu thoi gian
can nhac nén chon nhan hiéu ca phé, hay do6 gia dung nao.
Price Costco gitip ban tranh khéi su rac r6i bang cach lua chon
dum ban. Nhiing phdn anh ctia ngudi tiéu dung da dan dén
su danh gia gat gao vé nhitng nhan hiéu hang dau va viéc tiéu
thu chi mot nhan hiéu gia tri nhat trong méi loai mat hang. bé
tang thém su hing thu khi di mua hang, nghia la thu hut khach
hang quay trd lai nhiéu lan, nguoi ta phan loai hang hoa thanh
nhiéu loai méi dé tao nén ky vong va an tuong “Gia tri cia tuan”
mac du cta hiéu banh mi thi chi phang phat mui huong tuyét
diéu cda banh mi tuoi va banh ngot.

Trong hau truong thi Price Costco theo mo hinh hoat dong
1a mua hang véi s6 luong 16n va thuong luong gia thanh tot
hon dé cung cap cho khach hang. Ho chi kinh doanh nhting
san pham c6 stc mua cao. Hé thong théng tin ctia cong ty luon
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theo déi bién dong hang héa dé dap tng kip thdi nhu cau cda
khach hang. Cac dit liéu nay chi phéi dén quyét dinh trit hang
ma c6 thé st dung khoang san trong hiéu qua nhat. Va khoang
trong da duoc tan dung. Hoat dong nay van hanh tron tru nhu
c6 may vira dugc boi dau nhdt va khach hang cdm thay rat
hai long.

Dell Computer la mdt chuyén gia khac trong linh vuc hoat
dong xuat sac. Dell chitng minh cho cac khach hang thay rang
ho khong can phai hy sinh chat lwong hay tién bd ki thuat dé
mua dugc mot may vi-tinh- mot cach - dé dang véi gia phai chang.
Vao gitta thap nién 1980, trong khi Compagq tap trung ché tao
may vi tinh ré hon va chay nhanh hon hang IBM, thi cau sinh
vién dai hoc Michael Dell thdy duoc tiém nang dé qua mat hai
cong ty trén 1a ¢ hé thong phan phdi ch khong phai chu y
vao san pham. Tai mot can phong trong ky tic xa ¢ Austin,
Texas, Dell xuat hién véi y tuéng hoan toan khac la va hiéu
qua hon mo6 hinh hoat dong xuat sac.

Dell nhan thay rang cau ta c6 thé kinh doanh may vi tinh
t6t hon bang cach loai bé hoan toan nhing ngudi ban trung
gian ra khéi qua trinh phan phéi. Bang cach ban hang truc tiép
cho khach hang, xay dung nai tiép nhan don dat hang hon 1a
kho bai, két hop dich vy hau can ctia cong ty véi nha cung cap,
va tao ra mot nén van héa cé ky luat va chi phi cuc ky thap,
Dell da ban ré hon Compaq va cac doi thi trong khi van cung
cap san pham va dich vu chat luong cao.

Mot vi du khac ctdia mé hinh hoat déng xuat sic 1a cong ty
san xuat do gia dung GE. Ho tap trung vao hoat dong xuat sac
bang cach phuc vu thi truong rong 16n thong qua nhiing nguoi
ban 1é doc lap.
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Vao cudi thap nién 1980, cong ty thiét bi GE bat dau chuyén
thanh nha cung cap hang gia ré va tién loi cho nhitng ngudi
buodn ban. Ho thiét ké chuong trinh “Két ndi truc tiép” dé theo
duoi ké hoach. Két noi truc tiép doi hdi GE phai xay dung lai
mot s6 quy trinh hoat dong, thiét ké lai hé théng thong tin, dinh
hinh lai hé théng quan 1y, va tao ra thai d6 mdi cho nhan vién.
Két qua 1a cong ty da gitip cac nha phan phdi gidm chi phi rong
cho cac thiét bi, va don gidn hoa giao dich.

Trong lich stt, nganh cong nghiép thiét bi ing ho gid thuyét
rang mot nha kinh doanh giau c6 1a mot nha kinh doanh trung
thanh. Néu nha kho cda nha phan phéi chat day nhing san
pham ctia nha san xuat thi c6 nghia l1a ho tan tam véi dong
sdn pham cda cong ty dé vi ho khong con chd chita san pham
cda cac cong ty khac. Ké hoach va viéc dinh gia thanh cda nha
san xuat ludn xay dung xung quanh y tudng dua ra gia thanh
t6t nhat khi ho mua hang s6 lwong 16én va cung cap vi tri trung
bay t6t nhat.

Nhung nhitng thay déi trong cong viéc ban 1é khién cho GE
phai dat cau héi vé gid dinh trén. Trude hét, khéai niém vé nha
kinh doanh giau c6 rat quy gia déi véi nhitng nha phan phdi
tw do. Su s6ng con cda cac nha phan phdi tv do nay dang bi
de doa béi gia thanh ré va nhiéu mat hang cda cac chudi cong
ty nhu Circuit City. Nhing cita hang d6 kho c6 du kha nang
dé dap ung yéu cau kho bai 16n cho cac mat hang. Hon nita,
nhitng chudi cong ty do co thé gay ap luc vé gia thanh cho nha
sdn xuat, lam cho mitc bdo ching thi trudng co lai.

Dé c6 thé cung cap sdn pham chat lwong cao véi gia canh
tranh, it rac réi, General Electric tt bé khai niém vé nha kinh
doanh giau c6 va tai thiét 1ap mé hinh hoat dong: cach lam,
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ban va phan phdi thiét bi. Nho vao Két ndi truc tiép, nhing
nha ban 1é khong con phai duy tri nha kho cda ho cho cac mat
hang chi yéu. Ho dya vao “kho hang 40” cda General Electric.
D6 1a hé thong vi tinh cho phép cac cita hang hoat dong nhu
thé ho chita hang tram tu lanh trong kho, trong khi ho khong
hé c6 gi ca.

V6i Két néi truc tiép, nhitng nha ban 1é truy cap vao hé thong
dat hang truc tuyén 24 gio/ngay ctia GE. Ho c6 thé st dung hé
thong dé kiém tra s6 lugng moén hang va dat hang cho ngay
hém sau. Cac nha phan phoi luén gianh duoc gia ca tot nhat
tt GE khong ké sb luong didt hang 1a bao nhiéu. Ngoai nhiing
loi ich trén, nhitng nha phan phéi stt dung Két ndi truc tiép
con duogc dac quyen hiét trude lich giao hang so voi nhitng nguoi
ban hang khac, cap von cho nguoi tiéu dung théng qua chuwong
trinh tin dung GE véi 90 ngdy dau tién khong tinh 1ai. Déi lai,
nhitng ngudi ban hang thong qua Két noi truc tiép phai thuc
hién mot s6 cam két v6i GE: ban chin mat hang chd yéu cda
GE va chi trt nhitng mat hang mua mang vé lién, nhw 10 vi ba
hay may lanh; bdo dam rang san pham cda GE chiém 50%
doanh thu va dong v dua so sach dé kiém tra; va tra tién cho
GE vao ngay 25 moi thang sau khi mua hang.

Thong qua Két ndi truc tiép, ngudi ban hang sé mat di mot
s6 tu do nhu thdi gian chi trd ciing nhac, khéng con kho chita
hang, va tv do chon nguon cung cap. Nhung nguoc lai, ho sé
dugc gia ca tot nhat ti GE, loai ra sy rac roéi va chi phi duy tri
kho bai, va tap hop nguon hang 16n. Két qua 1a doanh thu trén
sdn pham cda GE tang vot.

Kho hang 4o trd nén tién lgi hon kho hang that cho ca ngudi
ban 1an khach hang. Mot nguoi ban hang da phat biéu rang:
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“Thay vi noi v6i khach hang rang trong kho t6i con hai mon
ma quy vi dat, thi bay gio toi c6 thé néi rang ching t6i c6 2.500
mon hang trong kho. Toi con cé thé noi cho khach hang biét
khi nao sdn phdm mdi sé dugc sdn xuat va dugc chuyén toi.
Néu ké hoach khong tién cho khach hang, GE sé dua ra nhitng
mau c6 san va so sanh tinh ndng cda né véi nhitng mau cda
déi thu.”

Trong lic dé, GE nam trong tay nita phan kinh doanh cta
nhting nguoi kinh doanh tw do va tiét kiem khoadng 12% chi phi
phan phéi va tiép thi. Va ké ti khi nhitng ngudi ban 18 nay st
dung hé thong két ndi, GE tiét kitm duoc thdi gian va nhan cong
cho viéc huong dan va dat hang. That ra, Két ndi truc tiép 1a
mot hé thong giao dich. Biéu quan trong nhat 1a GE da thu duoc
mot thit rat quy gia ti cAc ngudi ban 1é: thong tin tiéu thu san
pham. Pa s6 nhiing nha san xuat khong cé kha nang luu lai
thong tin tiéu thu sdn pham trén thi trudéng vi ho khong biét
rang nhiing ngudi ban 18 dit hang dé tich trit hay cho nhu cau
mua hang t nguoi tiéu dung. Véi Két ndi truc tiép, GE biét duoc
ngudi ban dat hang 1a dé ban cho ngudi mua.

GE két ndi hé théng dat hang véi nhitng hé thong khac phuc
vu cho viéc du bao nhu cau va ké hoach san xuat, phan phoi.
Trén thuc té, hién tai, GE san xuat dua trén nhu cau ctia khach
hang hon 1a dé du tr¢. Ho da gidm thiéu va don gian hoa hé
thong kho bai phtic tap va téon kém xudng con 10 kho hang &
nhitng vi tri chién lugc ma hang hoa cé thé dugc phan phdi
dén 90% moi nai trén toan qudc trong vong 24 gid dong ho.

Nhiing cong ty thwong mai huéng dén muc tiéu hoat dong
xuat sac nhu Price Costco, Dell Computer, va GE Appliances déu
xay dung mo hinh hoat dong dua trén bén dac diém phan biét:
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m Cac tién trinh dé c6 ngudn cung cap san pham hoan thién
va dich vu co ban ma nhitng tién trinh nay duoc tan dung
triét dé dé t6i thiéu hoa chi phi va nhiing réc roi.

m Hoat dong dugc tiéu chuan hoa, don gidn hoa, quan ly
gat gao va dugc 1én ké hoach ding vao trong tam dé giam
thiéu nhing rac rdéi do ngudi lao déng phé théng tu lam
theo y minh.

m Hé thong quan ly tap trung vao giao dich dugc két hop
chat ché, dang tin, nhanh gon va tuan theo nhitng tiéu
chuan.

m Van hoa cong ty ghét su lang phi va tan thudng nhing
hiéu qua.

Dan dau san xuat

Mot cong ty theo dudivi tri dan dau san xuat khong nging
lam cho nhing sadn pham cda minh tré nén mdi la va dang them
muodn. Viéc sdn xuat cda ho huwéng vao cung cap cho khach
hang san pham hodc dich vu vugt qua khdi ranh gi¢i cia san
pham hién tai. Phuong cham cda cong ty dan dau san xuat la
cung cap san pham tot nhat.

Mot cong ty dan dau san xuat luén phan dau dé cung cap
cho thi truong sadn pham tdi tan, hoac nhing tng dung tién loi
m&i cho san pham hoéc dich vu hién cé. Bé dat dugc muc dich
d6, ho can phai vuot qua ba thit thach. Pau tién 1a sang tao.
Sang tao nghia la cong nhan nhitng y tudng sang tao ti ndi bo
hay bén ngoai cong ty. Thit hai la phai thuong mai hoéa nhing
y twéng d6 mot cach nhanh chong. Bé lam dugc diéu do, viéc
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kinh doanh va quan ly can duogc xay dung trén co sé tap trung
vao toc do. Thu ba, va 1a diéu quan trong nhat, do6 1a ho cb
gang khong ngung dé vugt qua sdn pham hoac dich vu méi
nhat ctia minh. Néu mot cong ty nao do6 cé thé lam cho san
pham cda ho trd nén 16i thoi bang cach cho ra san pham méi
tan tién hon, thi tha rang chinh ho sé lam diéu dé. Cac nha
dan dau san xuat khong dung lai dé tw khen nggi ban than, vi
ho luon ban ron dé nang cao chat luong san pham.

Johnson & Johnson vugt qua ca ba thi thach trén. Ho dua
ra y twdéng mdi, phat trién n6 nhanh chong, va sau d6 tim cach
dé cai tién n6. Vao nam 1983, chu tich cong ty J&J’s Vistakon,
Inc., nha chuyén mén vé kinh sat trong, nghe vé viéc bac si
nhan khoa & Copenhagen dang ap 4 ¥ tudng san xuat kinh sat
trong ré tién dung mot lan rdi bé. Vao luc dé, Vistakon chi thu
dugc 20 triéu dola doanh thu hang nam, chd yéu dua vao
doanh thu dong san pham kinh sat trong cho ngudi bi loan thi.

Chu tich cda Vistakon nhan dugc loi khuyén qua mot cu dién
thoai cia mot nhan vién § J&J, ngudi da ting lam cho cong ty
dugc cua Bi Janssen Pharmaceutical. Thay vi gat qua y tudng
cda ngudi bac si nhan khoa do, hai giam doc diéu hanh lién
mua ban quyeén ky thuat, tap hop doi ngd quan Iy dé giam sat
su phat trién, va xay dung xudng toi tan tai Florida dé san xuat
kinh sat trong dung mét lan roi b véi tén goi Acuvue.

Vao mua hé nam 1987, Acuvue da san sang dé duwa ra thi
nghiém. Trong vong khong t6i mot nam, Vistakon gidi thiéu san
pham khép nudc My véi chién dich quang cao ram ro. Vistakon
va cong ty me J&J san sang ganh chiu chi phi san xuat va tich
trit cao trudc khi dong sdn pham nay dugc ban ra. Kha nang
sdn xuat toc do cao cda Vistakon da dem lai cho cong ty lgi
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nhuan ngay tt dau vugt qua nhing doéi thd canh tranh tiém
niang nhu Bausch & Lomb va Ciba-Geigy. Tuy nhién, cac doi
thd canh tranh d6 sé khong bao gio duoi kip. Vistakon cé dugc
loi thé twr sy phan quyén: tw quan, toc do, linh hoat, ma khong
t bd cac nguodn tai nguyén, tai chinh. Né6i cach khac, dé la cach
lam ma chi nhitng tap doan khong 16 méi c6 thé thuc hién.

Vao nam 1991, doanh thu cda Vistakon trén toan thé giGi
lén dén dinh diém la 225 triéu dola, chiém 25% téng doanh thu
cda nuwéc My trén mat hang kinh sat trong. Mot phan cida su
thanh cong la két qua cda hoat dong tiép thi nham vao cac
chuyén gia cham s6¢ mat dé 1y gidi loi ich ho thu duwoc khi ké
toa cho mot cap kinh méi. N6i cach khac, Vistakon khong chi
tiép thi t¢i khach hang. Diéu d6 c6 nghia la tao ra mot san pham
mdi 1a chua di, ma ban phai tim ra mot huéng méi dé tiép can
thi truong.

Cling giong nhu cac nha san xuat hang dau khac, J&J lam
viéc cham chi dé phat trién kha nang tiép thu nhitng y tuéng
mdi. Vistakon tiép tuc nghién ciu nhitng vat liéu méi c6 kha
nang kéo dai thoi han st dung kinh sat trong, va nhing ky
thuat mdi cé thé lam mat kinh tré nén 16i thdi. Cac nha san
xuat hang dau tao ra va duy tri moét méi truong lam viéc
khuyén khich nhan vién dua ra y tudng mdéi cho cong ty, va
dong thoi luon lang nghe va xem xét y tudéng cia ho mac du
nhiing ¥ twdng do6 cé vé ngugc ddi. G noi ma cac cong ty khac
thay ké hoach tiép thi hay dong san pham cda ho c6 van dé,
thi cac cong ty san xuat hang dau lai tim thay co hoi va nhanh
chong tan dung no.

Cac coéng ty sdn xuat hang dau bang moi cach luén tranh
hoat dong quan liéu béi vi né sé lam cham di sy thuwong mai
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héa ¥ tudng cda ho. Vi vay, trong mot cong ty san xuat hang
dau, cac nha quan ly quyét dinh rat nhanh. Ho tha quyét dinh
sai lam rdi stta chita con hon quyét dinh qua tré. b6 la Iy do vi
sao nhitng cong ty nay chuan bi quyét dinh ngay hom nay, sau
d6 bo sung vao hom sau. Ngoai ra, ho luén tim kiém nhiing
con duong méi dé rut ngan chu ky lam viéc, vi du nhu st dung
tién bd khoa hoc ky thuat ngay nay vao san xuat. Cac cong ty
Nhét Ban la mot vi du. Nhitng cong ty nay thanh cong trong
viéc cdi tién xe hai vi ho st dung cac phuong phap tién tién
hién hanh dé giam di thoi gian tung sdn pham ra thi truong.
Ho khong phai huéng t6i chuyén lam tot hon déi thi dé dat duoc
nhiéu thanh qua trong muc tiéu cda minh vi khi ho tién lai gan
muc tiéu hon thi ho c6 thé dat dugc nhiéu thanh céng hon.

Nhiing cong ty vuot troi vé kha nang dan dau san xuat khong
1én ké hoach cho timg su kién c6 thé xdy ra, ho cting khong
ton nhiéu thoi gian vao phan tich ting khia canh. Sttc manh
cda ho nam & phan ung v6i hoan canh xay ra. Phan ung nhanh
1a mot 1oi thé khi gidi quyét nhitng van dé mdi la. Nhitng nha
quan 1y cda Vistakon da nhanh chéng thay déi chién dich
quang ba Acuvue khi thi truong thit nghiém khong thanh cong
nhu ho mong mudn. Ho phan tng nhanh khi cac doéi thd nghi
ngd do an toan cuda loai kinh nay. Thong qua Federal Express,
ho da gii thong tin chong lai sy tan cong ctia cac déi thd cho
khoéng 17.000 chuyén gia cham soc mat. Phan tng nhanh cta
Vistakon dem lai su tin nhiém trong thi truong.

Cac cong ty san xuat hang dau cé quyen dugc bio vé méi
truong kinh doanh ho tao ra. Diéu dé cé nghia 1a ho duogc
quyeén mudn, tuyén dung, va dao tao nhan vién theo cach riéng
cda ho. Vi du nhu khi Vistakon tuyén nhan vién ban hang, nha
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tuyén dung sé khong tim kiém nhtng ngudi c6 kinh nghiém
ban kinh sat trong, ma ho tim nhing ngudi phu hgp vdi van
héa cong ty. Piéu do6 nghia l1a cau héi dau tién ho hdi ngudi
xin viéc khong phai la kinh nghiém lam viéc trong linh vuc lién
quan, ma la nhing cau hédi twong tw nhu “Ban c6 thé lam viéc
nhom hiéu qua khong?” hay “Ban c6 san sang tiép thu phé
binh khoéng?”

D6i thd 16n nhat cda cac cong ty san xuat hang dau ludn 1a
chinh minh. Ngay sau khi ho virot qua mot cot moc, ho 1ap tic
tim ra phuong phap dé vugt qua cot moc tiép theo. Ho phai
luén tim cach lam cho san pham hay dich vu ho wvita tao ra tré
nén 16i thoi. Ho nhan thay rang néu ho khong phat trién san
pham t6t hon, cong ty khac sé lam diéu dé. J&J va cac nha cai
tién khac luén cé tam nhin xa vé kha nang sinh loi. Ho nhan
ra rang thu duoc tron ven loi nhuan tiém nang tt mot sdn pham
hay dich vu dang ton tai khong quan trong bang viéc duy tri
vi tri dan dau san xuat va sy thic day san xuat. Cac cong ty
d6 khong bao gid ngl quén trong chién thang.

M6 hinh hoat dong cda cac cong ty san xuat hang dau rat
khac véi cac cong ty hoat dong xuat sic. Diéu do chang co gi
1a bat ngo. Nhing chitc nang chinh trong mé hinh hoat dong
cda cong ty san xuat hang dau bao gom:

m Tap trung vao cac phuong phap cot 16i trong viéc phat
minh, phat trién san pham va khai thac thi truong.

® Cau truc kinh doanh 18ng 1éo, theo mot muc dich duy nhat
va thay déi dé thich hgp véi cac y twéng kinh doanh va
nhiing phuong hwong thé hién ré dac diém cda viéc lam
trong mot linh viyc moi.
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m Hé thong quan 1y hudng vao két qua, xem xét va thudng
cho nhitng nhan vién c6 cong tao nén thanh cong cda san
pham va khong khién trach néu c6 nhing thit nghiém that
bai.

® Mot nén van hoa khuyén khich tri tudng tuong, thanh qua,
nhitng suy nghi khong theo quy ct va thai do ham muén
tao nén tuong lai ciia moéi ca nhan.

Gan bo véi khach hang

Mot cong ty cung cap gia tri thong qua viéc gan bé véi khach
hang luon xay dung mdi quan hé tot véi khach hang nhu nhing
ngudi hang x6m t6t cda nhau. Nhitng cong ty nay khong cung
cap nhtng gi thi truong mudn, ma 1a nhu cau cda mot khach
hang cu thé. Nhitng cong ty nay kinh doanh dya trén hiéu biét
vé nhitng khach hang ho ban san pham va dich vu. Ho luén
lam cho sdn pham hay dich vu phu hgp véi khach hang &
mot mic gid phai chang. Ldi tuyén bd cda ho la: “Chung toi
quan tam dén ban va nhitng gi ban can”, hay “Chung t6i dua
ra nhitng gidi phap t6t nhat cho ban.” Tai sdn quy gia nhat
ctiia nhitng cong ty gan bo véi khach hang 1a sy tin cay cda
khach hang.

Khach hang khong phai mua mot mon hang véi gia dat do
vi chi phi quang cao va khuyén mai cao. Nhitng cong ty gan
bo vai khach hang khong chay theo giao dich, ma ho nuoi duéng
moéi quan hé voi khach hang. Ho thanh thao viéc cung cap cho
khach hang vuot qua nhimg gi khach hang mong dgi. Bang
cach khong nging nang cao gia tri cung cap, cac cong ty nay
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lu6n lam tang su ky vong ciia khach hang ma chinh ho da tao
ra n6. Home Depot la mét vi du dién hinh ctia mét cong ty xuat
sac trong xay dung quan hé khach hang. Hanh dong nay dugc
dén dap bang viéc cac khach hang trung thanh hay quay tré
lai day mua hang.

Tuy nhién, cong ty duoc danh gia cao nhat trong viéc gan
bo v6i khach hang c¢6 1€ 1a IBM trong thap nhién 1960 va 1970.
Khach hang khong bao gid mong doi ¢ IBM mot san pham méi
nhat. Thuc té, cau trd 10i cda IBM danh cho khach hang doi
héi k¥ thuat tién tién nhat luon la “Hay c6-gang cho trong vong
18 thang ntta, roi ching t6i s& ¢6 nd.” biéu dé khong c6 nghia
1a IBM khong dau tw cho viéc cdi tién san pham. Ho hiéu rang
cai tién san pham khong phai la gia tri chi yéu dé gan bé khach
hang véi cong ty. Gia ca tét mhat ciing khong phai 1a nhing gi
cong ty cung cap. Nhitng tht d6 nén danh cho nhiing nha san
xuat phan cting c6 thé twong thich v4i moi may tinh ma cac
cong ty khac san xuat, nhw la Amdahl.

Néu quan diém ctia IBM khong phdi cung cap gia thanh t6t
nhat hay ky thuat tién tién nhat, vay quan diém ho la gi? IBM
1a mOt niém an i, mot nguoi ban. Nhan vién cda IBM diéu luyén
trong viéc xi 1y dit liéu, hiéu biét nhiing van dé ctia khach hang,
va biét lJam thé nao dé giup ho gidi quyét n6 va lam cho ong
chu hai long. IBM gitp khach hang lap ké hoach cho chuong
trinh tng dung va xay dung cau truc ky thuat. biéu dé giup
cho khach hang xin dugce ngan quy, va thong qua chuong trinh
tap huan cho giam d6c diéu hanh, gitip cho cac 6ng chd hiéu
r6 gia tri cia khoa hoc ky thuat. Gia tri trung tam ma IBM cung
cap chinh 1a gidi phap toan dién theo xu huéng gan bo véi
khach hang.
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Cac cong ty gan bo vai khach hang ludén can nhéc gia tri lau
dai cua khach hang, chit khong chi 1gi nhuan va thiét hai trong
mot so giao dich. Nhan vién cda cac cong ty nay phai chac chan
rang moéi khach hang déu nhan dugc chinh xac nhing gi ho
muodn. Nhitng cong ty nay thiét ké mo hinh hoat déng cho phép
ho sdn xuat va ho tro § mic do sau rong hon. Ho lam cho su
hoa hop cda dich vu hay san pham theo yéu cau khach hang
thich ting vdi nhitng dich vu hay hang hoa ttt ngudi thit ba hay
ngudi dong cung cap, mac du diéu dé cé nghia la hanh déng
nhut mot nha moi gidi.

Cong ty Cable & Wireless Communications, tru sd tai Vienna,
Virgina, da né lyc trong nhiéu ndm dé tré thanh coéng ty gan
b6 véi khach hang. D6 1a cong ty truyén thong duong dai 16n
nhat thé gi¢i da cong hién hoan toan cho nhiing nguoi lam an
kinh doanh. Cable & Wireless cho rang 20% ti 1é tang trudng
hang nam cta cong ty vé sb lugng khach goi duong dai 1a do
né luc khong ngimg dé phuc vu khach hang tot hon nhitng doi
thu 16n cda noé vi du nhu MCI.

Cac giam doc diéu hanh cda Cable & Wireless ti 1au da biét
rang hoat dong duong dai cda ho sé khong thé canh tranh gia
ca véi 3 “ong 16n” AT&T, MCI, va Sprint, nén ho tim kiém su
khac biét bang cach cung cap dich vu hé trg tot nhat cho khach
hang trong nganh coéng nghiép nay. Song song doé, ho tw van
truc tiép cho khach hang, dem lai cho viéc kinh doanh cda
khach hang nhing kién thitc sau sac vé diéu gi lam nén thanh
cong. Két qua 1a Cable & Wireless da bién minh tit mét doanh
nghiép tam thuong chuyén cung cap dich vu truyén théng
duwong dai tré thanh nha vién thong day kinh nghiém, nguoi
ban dong hanh cta khach hang. Liéu khach hang c6 can dich
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vu 800 c6 thé chuyén cudc goi, ngan cudc goi hay la nam bét
dit litu? Cable & Wireless cung cap v kién chuyén moén va hé
thong dw liéu. “Y twdng san pham da dugc hinh thanh ti van
phong lam viéc ctia khach hang,” chi tich va giam doc san
xuat Gabriel Battista noi.

Cable & Wireless gan su thanh cong ctia ho véi lua chon déi
twong khach hang ma ho c6 thé phuc vu tét nhat. b6 la cac
doanh nghiép vita va nhé véi héa don hang thang tir 500 dén
15.000 dola. Trong viéc kinh doanh nhé nhw vay, 500 nhan
vién ban hang tai My cia Cable & Wireless lam viéc trong 36
van phong dia phuong c6 thé hoat dong nhu nhiing ngudi quan
ly vién thong. Nhitng tap doan qua nhé dé thué nhitng nhan
vién cb van vién thong danh gia cao 10i tit van va y kién chuyén
mon t nhan vién cda Cable & Wireless.

Sau do, Cable & Wireless tiép tuc chia thi truong ctia cac doanh
nghiép vira va nhé theo-chiéu-doc. Bang cach xac dinh lai cac
nhom thi truong, cong ty c6 thé hap dan timg nhom khach hang
cu thé véi nhitng dich vu dac biét ma khong mét cong ty nao
khac c6 thé cung cap. Mot trong nhitng nhom thi trudng cda
ho 1a cac cong ty luat. Cable & Wireless phat trién cac dac trung
va chiic nang cé sttc hip dan manh liét déi véi cac luat sw nhu
cai tién phuong phap dé theo déi va quang cao qua dién thoai
dén nhing tai khoan cuda cac khach hang cu thé. “Chung toi
muodn ban nhitng san pham vira khit véi cong viéc ctia cac cong
ty luat,” Battista noi.

Sau do, Cable & Wireless di budc tiép theo va diéu chinh khéo
1éo nhting dich vu cho ting khach hang. Néu khach hang can
lam nhing viéc don gidn nhu in héa don trén hai mat giay,
Cable & Wireless cting san sang giup d&. Cong ty mudn khach
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hang cdm thay rang ho duoc gitip dd khong chi trong viéc thic
day kinh doanh ma con cho ca cong ty.

Cable & Wireless trao quyén cho tat cd nhan vién lam viéc
v6i khach hang dé tao ra nhiing quyét dinh sang sudt mot cach
tot nhat. Trudc kia, gia thanh thudc vé quyét dinh cda tap doan.
Nhung ngay nay thi diéu d6 khong con ton tai nita. Moi quan
tri vién cda 50 chi nhanh cé quyén quyét dinh nguon tai chinh.
Tuong ty, ho duogc tu quyét dinh ngan sach cho chién dich tiép
thi, quang cao. Tap doan trung tdm khong cat xén ngan sach
va dua ra chi thi. Nhitng ngudi quan 1y cac chi nhanh chi tién
cho nhting gi ho thay thich hop. Ho chuan bi ngan sach va gui
né6 cho cap cao hon.

Liéu hoat dong cuia Cable & Wireless c¢6 bi rdi tung 1én voi
qua nhiéu quyén hanh trong tay nhitng nguoi quan ly? Cac
giam doc diéu hanh ctia Cable & Wireless thita nhan diéu do
c6 thé xay ra. Tuy nhién, ho suy nghi rang tinh trang 16n x6n
thinh thodng ciing dang gia. Gidm d6c diéu hanh déu kiém tra
tat cd nhitng quyét dinh va hoat dong dé tim ra nhiing sai lam
ngd ngan va giup cho cac don vi hoc héi tir no.

TAat cd nhing hoat dong dé gitip cho nhan vién cia Cable &
Wireless xay dung mdi quan hé chit ché véi khach hang. Két
qua 1a cong ty sé duy tri dugc ty 1é khach hang rat cao. Hang
thang, Cable & Wireless chi mat 2% khach hang st dung dich
vu vién thong, so sanh véi ty 1é chuan 3-5% trong nganh.

Di nhién, cong ty chi cé thé tiép tuc dau tu vao viéc hd tro
cap cao khi duy tri dugc ty 1é khach hang cao. Toan bd phong
kinh doanh tan tam véi hai muc tiéu: cung cap trg giip cho
cac khach hang hién tai va 16i kéo khach hang mdi. Ddi véi
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nhing khach hang 16n thi cong ty cling sé phan cong nhiing
nguoi hd tro dai dién mang tinh chién lugc. Khach hang c6 thé
nhan duoc su trg giup ti nhitng ngudi dai dién nay bat ké vao
thoi diém nao. Cable & Wireless con c6 ngay “Ngay ki niém” dé
cac nhan vién ban hang ngoi lai ban bac tung khia canh cda
dich vu.

Cong ty dua ra nguon dong vién 16n lao dé giit cho nhan vién
tap trung vao duy tri khach hang. Sy thanh c6ng cua kinh doanh
la dya vao thai gian khach hang gan bo voi cong ty. Khéac véi
cac d6i thu thuong tra luong cho nhan vién ban hang dua trén
s6 lugng tai khodn dat dugc va doanh thu hang thang, Cable
& Wireless tra luong thong qua kha nang duy tri tai khodn cq,
nén nhitng nhan vién ban hang clia ho khong ngan ngai dé
xuat khach hang chuyén sang dich vu thich hop hon, mac du
dich vu méi c6 thé dem lai lgi nhuan it hon. Mot 1an nira, két
qua lai la: khach hang hai long hon va trung thanh hon.

Pé hanh dong nhanh hon nham dap tng cho nhu cau khach
hang, Cable & Wireless duy tri cac chwong trinh tién tién nhat,
dung cho ca dich vu khach hang nhu héa don, va cho thiét ké
va tap hop cac thay doi. Cong ty cting diéu khién mot hé thong
thong tin tich hop dé chi véi mot vai phim trén ban phim, bat
ky ai cting c6 thé dua ra tat ca thong tin thich hgp tir mot khach
hang, tt don dat hang t6i hoa don. Cable & Wireless lam viéc
cham chi trong nhitng nam gan day dé xay dung lai quy trinh
hoat dong nham dam bdo sy gan b6 vdi khach hang cao hon
cac doi thu canh tranh c6 thé cung cap. “N6i mot cach don gian
thi chting t6i nhin nhan han ché cda cac d6i thu nhu co hoi dé
thé hién kha niang chi y dén nhu cau cda khach hang va tao
ra sdn pham va dich vu theo yéu cau cda ho dé n6 hoan toan
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lam ho hai long, gidm thiéu chi phi hoat dong, nang cao vi tri
canh tranh hay dat dugc nang suat cao hon,” Battista noi.
Mot lan nita ching t6i muén cac ban nhé rang, moé hinh hoat
déng cuia cong ty gan bo vai khach hang rat khac véi mo hinh
kinh doanh cda nhitng cong ty theo dudi nhitng muc tiéu gia
tri khac. Nhitng dac diém cda né bao gom:
® Niém dam mé véi nhiing quy trinh chinh yéu cda phat
trién giai phap (nghia la giip cho khach hang hiéu ré
nhitng gi ho can), ciia két qua quan 1y (nghia la dam bao
cho giai phap duoc thuc thi dung dan), va quan 1y cac moi
quan hé.
® Cau truc kinh doanh dy thac quyén quyét dinh cho cac
nhan vién c¢6 quan hé mat thiét véi khach hang.
m Heé thong quan 1y phuc vu xung quanh viéc tao ra thanh
qua ti viéc Iya chon va cham séc khach hang ky luéng.
m Nén van hoa theo huéng cu thé hon 1a dua ra giai phap
chung chung va phat trién méi quan hé sau sic va dai
lau véi khach hang.

Ly do cua su lwa chon

Chon lwa mét nguyén tac gia tri 1a mot quyét dinh quan
trong khong chi dinh huéng céng ty dén con dudng duy nhat
dé dat dugc thanh qua vi dai, ma con dua cong ty dén chon
lua vai tro thi yéu trong nhitng nguyén tic gia tri khac. Diéu
do 1a béi vi moi phwong phap doi hdi cong ty tap trung vao
nhiing quy trinh khac nhau dé tao ra cac cau tric kinh doanh
khac nhau va huéng hé théng quan 1y theo nhitng huéng khac
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nhau. Vi du nhu trong cau truc kinh doanh, cong ty san xuat
hang dau sé phat trién mot ciu tric mang tinh tinh thé va dé
thay doi dé thic day phat minh va cho phép ngudn vén dugc
bb tri lai mot cach nhanh chong. Mat khac, nhitng cong ty hoat
dong xuat sac hoat dong tot nhat & mo hinh véi nhitng chuyén
gia chi yéu cho ra nhiéu sang kién méi & nhitng dia diém trung
tam. O nhitng ndi nay, cac phuong phap hoat dong chuin duoc
phat trién va dwa ra quyét dinh vé viéc ndm bat va st dung
nhitng vu thé vé von. Cau tric t6 chitc tw nhién cda cong ty
gan bo véi khach hang 1a chuyén trach nhiém quyét dinh ra
ngoai pham vi cong ty dén gan khach hang hon.

Bat chap c6 suw chuyén mén hda doi héi & cac nha dan dau
thi truong, chung t6i cing thwong gap phai nhitng nha quan
ly khong ap dung phuong phap thu hep muc tiéu hoat dong.
Ho néi rang: “Nhiing gi cac ban néi vé khé khan trong chon
lya cac nguyén tac gia tri khong ap dung cho truong hop cta
chung t6i. Chung t6i thanh thao & ca ba phuong phap.”

Song, khi chung t6i tim hiéu cong viéc kinh doanh cia ho,
chung t6i phat hién ra nhitng cong ty nay khong vuot troi ve
mat nao, don thuan ho chi tam thuong & cd ba phuong phap
gia tri. Vi sw mao hiém ngay cang cao trong thi truong, nhiing
cong ty nay cai thién cau truc chi phi va quan tam nhiéu hon
dén khach hang. Ho luén luén bé sung thém nhitng san pham
méi va mé rong dong san pham. Ho nang cao muc ti suat dé
c6 thé ton tai trong cuodc choi. Nhitng gi ho chua lam duoc 1a
tao ra budc dot pha ¢ méi khia canh dé dat dén tam cao thanh
tich méi. Ho khong vuot qua nhiing nang luc cii dé véi toi hoat
dong xuat sac, phan tng ci déi voi khach hang dé gan b hon
vGi khach hang, hodc xa hon ntta 1a tao nén khac biét trong
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sdn pham dé dat duoc vi tri dan dau san xuat (xem hinh 5).
Chung t6i n6i véi cac nha quan ly trén rang néu ban quyét dinh
choi mot tro choi thong thudng, nhung tay vao tat cd moi linh
vuc, thi ding mong chd tré thanh nha dan dau thi truong.

Do do6, Iwra chon mot phuong phap gia tri la Iya chon cia
nguoi chién thang.

“San pham t6t nhat”

DAN DAU SAN XUAT

San phdm
khac biét

Nang Iuc
hoat dong

Phan (mg
v6i khach hang

o o
HOAT DONG XUAT SAC r GAN BO VO KHACH HANG
“Téng chi phi t6t nhat” “Giai phap toan dién tét nhat”

Hinh 5: NGUONG VA V| TRi DAN AU
TRONG GIA TRI KHACH HANG
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Khong lya chon nghia 1a ban sé két thuc véi tinh trang 1on
x0n. N6 c6 nghia la nhitng m6 hinh hoat dong duoc lai tao khong
giéng ai va cudi cung gay ra su rdi loan, ap luc cang thang, va
mat di nhiéu niang lugng. N6 c6 nghia 1a 1éo 1ai mot con tau
khong c6 banh lai voi phuong huéng map mo dé giai quyét
nhitng bat dong hay dé dat ra nhitng wu tién. Khong chon lya
nghia 1a tw lam cho cac déi thd vuot qua minh. Cac déi thd dé
cam két dua ra nhiing gia tri v song va tap trung vao viéc lam
thé nao dé dat dugc né. Khong lua chon nghia 1a dé cho hoan
canh chi phéi van ménh cda ban. Khong lwa chon nghia la tao
ra ban quan tri rac r6i ma két qua la ban kinh doanh véi ban
than minh hon 1a véi khach hang. Va d6 chinh xac la nhitng gi
sé 1am cho ban tréi 1énh dénh trong bién canh tranh day phong
ba bao tap.
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CHUONG 4

NGuYEN TAC cUA
CHAT LuonG HoAT DoONG

Henry Ford biét r6 vé chat lwong hoat dong vi gan nhw chinh
ong 1a ngudi phat minh ra né. Ong trum tu ban trong nganh
sdn xuat xe hoi da thiét 1ap nén triéu dai san xuat cia minh
chi v6i mot § tuéng duy nhat. Po6 1a quy trinh sdn xuat hiéu
qua, va ong da thanh cong khi ap dung y tudng do rong khap
cong ty cia minh.

Ngay nay nguoi ta goi Cong ty san xuat xe hoi Ford nguyén
thiy 1a tam guong sang cho chat luong hoat dong vi ngudi sang
lap cda coéng ty da diéu chinh sao cho phu hop v6i mot muc
dich duy nhat: cung cap sadn pham c6 thé chap nhan dugc véi
muic gia thap nhat c6 thé. Khi chi phi cda Ford gidm xuéng,
gia ban 1é cda chiéc Model T cting giam tir 850 dola xuéng con
290 dola.

Trong tam dat dugc hiéu qua cia Henry Ford ciing tuong ty
nhu V tudng cda nhitng nha san xuat ding dau thi truong dang
hoat déng xuat sic nhu hién nay ap dung. Nhitng cong ty nhu
Wal-Mart va Southwest Airlines treo cao nhitng biéu ngtt bat
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mat ¢ nhitng noi déong duc ngoai thi truong: 10i hita cho ra
nhiing sdn pham c6 tong chi phi thap nhat.

Tong chi phi thdp nhat? N6 cé thé 1a gia thanh thap nhat,
nhung khong phai lic nao ciing vay. N6 c6 nghia 1a khi tat ca
cac chi phi - vi du nhv gia ca, thdi gian tiéu ton ¢ quay dich
vy, sy bat tién dich vu bao tri khong dén kip thoi - nham lam
cho lugng khach hang sé hitu va st dung san pham hoac dich
vu ctia cong ty tang 1én va khong mot hang nao khac c6 thé
lam duoc tot hon nita.

Vai cong ty hoat dong hiéu qua thoinay co thé chi cho Henry
Ford mdt hoac hai diéu. D6 1a vi trong khi Henry Ford chu trong
viéc tré thanh hang doc quyén ban hang hoa gia thap nhat thi
nhiéu cong ty hoat dong xuat sic ngay nay lai tap trung vao
chi phi v6 hinh va chi phi hitu hinh da dang. Phai thita nhan
rang gia thanh van la diéu dang luu tam cta cac cong ty hoat
dong san xuat, gia thanh-quéa thap dén ndi khach hang doi khi
cling phai tw hoi rang: “Sao ho lam duge nhu vay?”. Vi du nhu
Wal-Mart va Price Costco lién tuc lam khach hang ngac nhién
v6i nhitng mitc gia ma cac déi thd cda ho c6 mo cliing khong
dam dua ra. Tuong ty nhiing coéng ty cung cap dich vu nhu
Southwest Air va AT&T Universal Card Services cling lam
khach hang phai ty héi rang: “Tai sao ho khong giit it tién cho
riéng minh ma lai dua cho chung ta?”.

Khi nhiing cong ty hoat dong xuat sac dé cap dén gia thanh
thap hoac thap nhat thi ¥ ho muén noéi 1a gia thanh lic nao
ciing phai thap ca. Bat ky ai cting c6 thé té chitc mot budi ban
hang thanh 1y d6 dung mua thu, mét budi khuyén mai nhan
dip ki niém cda céng ty hodc 1a mot buéi biéu dién nhan dip
Ngay Tong thong [Ngay Tong thong chinh thic dugc biét dén
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nhuv ngay sinh nhat cda ngai Washington, 1a mot ngay qudc 1é
cda My duoc t6 chiic vao ngay thit hai tuan thit ba cda thang
Hai. D6 1a su két hgp cda hai ngay 18 trudc dé, sinh nhat cia
Lincoln (12/2) va ngay sinh nhat cia Washington (22/2)].
Nhitng cong ty hoat dong xuat sac cong bo mic gia ré cda ho
moi ngay, ci thé trong 365 ngay cia mot nam.

Tuy nhién, khi nhiing céng ty hoat dong xuat sac khoac lac
rang tong chi phi cda ho 1a thap nhat, c6 1é ho dang nhan manh
dén mmic do tin cay va cac diém manh cda san pham, diéu do
lam giam chi phi cho cac khach hang tuong lai khi mua san
pham. Vi du nhu cac quang cao ctiia Toyota cho thay nhing
sdn pham ctia ho van tiép tuc lan banh trén nhing quang
duong dai dén 200.000 dam, 300.000 dam, va c6 thé nhiéu
hon thé ntta. Maytag quang cdo anh tho sda chita Rip Van
Winkle, nguoi c6 thé dén stta chita nhitng thi hv héng dum
ban bat ctt khi ndo ban muén. Timex timg khodac lac rang dong
hd cda hang c6 thé “mac cho moi va cham nhung van chay
t6t”. Khach hang cda nhiing céng ty nay tran trong nhiing nd
luc dé mang lai cho ho nhitng s&n pham, dich vu c6 gia thanh
thap. Cang ngay, mic gia thanh ma ho phai trd cang thap dan.

Mot nhan t6 nita ctia chi phi ma cac céng ty hoat dong xuat
sac nhan manh 1a sy tién loi - sy vang mat cda cac chi phi vo
hinh hay hitu hinh bat ngudn ti nhing diéu lam khach hang
buc boi, khé chiu. Thé manh cda cac cong ty nay 1la do ho cé
thé cung cap mét dich vu nhanh chéng va dang tin cay; chang
han nhu nhitng dich vu ma ban nhan dugc ¢ 800-Flowers: cong
ty nay chap nhan dat hang qua dién thoai ttt moi noi va chuyén
hoa dén bat ky noi dau. Khong thé nao don gidn hon hoac téon
it tong chi phi hon dugc nita.
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Tai tap doan Saturn, y tudng vé mot cong ty kinh doanh xe
hoi cda ho gan giéng véi y tuwdng ctia Henry Ford hon 1a cda
cong ty Ford hién nay. Ho da dua y tudng vé tong chi phi thap
nhat vao phong trung bay cda minh bang cach cat gidm mot
trong nhing chi phi chd yéu khi mua mét chiéc 6t6 mdi: tranh
cdi voi nhan vién ban hang. Hon nita, hé thong phan phoéi dich
vu cda Saturn lam cho khach hang dén véi cong ty thodi mai
nhu la s@ thich cuda ho.

Nhting giao dich dé dang, than thién, nhanh chéng va chinh
xac la muc dich huéng dén cia nhitng cong ty dich vu hoat
dong xuat sac hang dau thi truong nhu Charles Schwab va
AT&T Universal Card Services. Cac cong ty nay dang nghi ra
cac phuong tién dé dat duge muc dich ay. Di nhién la déi khi
SO suat cling xay ra, nhung nhing hang dan dau thi truong
hoat dong xuat sac dam bao rang nhing so suat sé hiém khi
xay ra va khach hang sé khong thé nhan ra dugc. Va khi 16
nhu c6 sai st thi hau hét nhitng sai so6t nay sé duoc khac phuc
mot cach ngoan muc dén ndi khach hang sé an tugng hon so
voi khi khong xuat hién nhitng sai sot nay.

Nhung cho du cach thite két hop gia ca, dich vu dang tin cay
va khong gay phién toai dé cung cap tong chi phi thap nhat
cda ho c6 1a gi di chang nita thi nhitng cong ty hoat dong xuat
sac cling trién khai moét moé hinh hoat dong dwa trén cac
nguyén tac duoc thiét ké san ké thira cac nguyén tac cia Henry
Ford. Viéc kinh doanh cda Ford dugc t6 chitc, phwong phap
hoa va tuan theo quy tac mot cach cao do. Chi c6 moéi mot cach
- cach hiéu qua - dé€ 1am moi thit. Cong viéc phiic tap duoc chia
nhd ra thanh nhtng cong viéc dugce lap di 1ap lai nhiéu lan,
duwoc phdi hop véi mot qua trinh tong hop thong qua day
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chuyén lap rap. Két qua: hiéu qua cda nd lyc va hiéu qua ctia
su hop tac. Nhitng ¥ nghi hién thdi vé viéc tai bd tri kinh doanh
da no Ford mot mén ng. Ong xay dung nhitng nha xuéng co
chi phi thap va khong kiéu cach. Ong kién quyét theo dudi viéc
ty dong hoa dé gidm thiéu lao dong va gidm b6t nhitng chi phi
phat sinh. Két qua 1a 6ng da c6 thé thiét ké nhing tién trinh
sdn xuat va cac phuong phap lam viéc dé c6 thé pha vo chi
phi va thanh tich chuan truéc kia.

Ngay nay, nhiing loi ich dugc tiéu chuan hoa va cac phuong
phap hoat dong hiéu qud 1a tru cot cda moi cong ty hoat dong
xuat sac. Khong phai ngau nhién ma cac cida hang cia Wal-
Mart déu c6 vé giéong nhau. Khong phai ngau nhién ma tat ca
nhiing chiéc may bay phan lyc ciia Southwest Airlines déu duoc
thiét ké tuwong ty nhu nhiing chiéc 737. Khong phai ngau nhién
ma nhiing chiéc xe tai chuyén ché duong dai cda J.B Hunt déu
giong nhau. Va cting khong phai ngau nhién ma cac nha hang
cda Taco Bell déu giéng nhau ¢ moén banh thit chién gion cda
ho. M6i cong ty hoat dong xuat sac ma hoat déng rong rai &
nhiéu viung dia 1y da va dang xay dung mot mang ludi cac wu
diém dugc tiéu chuan héa cé thé tao ra nén tang cho cac
phuong phap hoat dong hiéu qua.

Nhung dé dat dugc va duy tri thanh tich hoat dong xuat sic
doi héi phai c6 nhiéu lgi thé siéu hiéu qua dugc nhan rong hon
nita. Ngay nay, nhu ky nguyén cda Ford, su da dang da lan at
hoan toan hiéu qua. Ford van duy tri mot dong san pham rat
hep. Ong da khong gi6i thiéu san pham thay thé cho chiéc Model
T dén khi hang triéu bo phan cta chiéc xe mau nguyén thiy
da san xuat xong. Do mau sac rat da dang nén 6ng da dé lai
cho hau thé cau nhan xét noéi tiéng: “Bat ky mau nao ban thich
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mién no6 1a mau den”. Nhiing cong ty hoat dong hiéu qua khong
mang dén sy da dang vi n6 sé lam tang chi phi. Ho san xuat
nhiing san pham chi mang nhing tinh ning co ban cho nhiing
thi truong noi c6 mutc cau 16n va khach hang quan tam dén
chi phi hon la chon lya.

Mat khac, nhitng cong ty nay hoat dong khong theo nguyén
tac dé cho san pham va dich vu cda ho phat trién manh. Ho
san xuat ra san pham thay thé dé dap tng cho mot doi twong
khach hang hoac nhu cau hoat dong cda coéng ty, sau dé ho
san xuat ra mot san pham khac dé gidi thiéu & mot noi thich
hop khac.

Vi khong thé san xuat tat ca nhiing san pham moi doi tugng
khach hang muén nén nhing cong ty hoat déong xuat sac tap
trung vao dinh huéng ky vong cda khach hang. Néu gia ca 1a
thé manh thi né sé 1a cai ma ho nhan manh, va ho sé tao nén
hiéu qué tir nhitng han ché bé ngoai cdia chinh ho. Vi du nhu
Schwab huénh hoang vé viéc hang hang khong chi tién tui cho
nhiing nghién cttu dé kéu goi dau tw va nhiing dich vu tiy chon.
Cat gidm nhing nghién cttu rudm ra va cho phan tién tiét kiém
vao tui, dé 1a diéu Schwab da bado véi khach hang ctia hang.
Su lya chon san xuat cda Price Costco rat it 8i thé nhung gia
thanh cda né trong nhém nhiing hang dan dau thi thip khong
thé ngo dugc. Southwest Airlines khong cung cap thic an, gitt
hanh Iy va dit cho trudc nhung no6 van du do duge nhitng doanh
nhan di cong tac ngan ngay vi bang gid gidc khéi hanh ctia no6
luén duoc cap nhat thuong xuyén va gia thanh thi cuc thap.

Henry Ford van kién dinh, hop nhat stic manh khi cong viéc
kinh doanh ctia 6ng phat trién 16én manh vi 6ng xac dinh rang
phai nam bat dugc 1gi ich tt cac tién trinh va quy mé cac nén
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kinh té. Hé thong qudn 1y ctia 6ng can c vao sb lwong chi tiét
cda mobi yéu té trong co ché hoat déong cia minh. Ford ban
khoan vé nhiing chi tiét nay va chinh hé thdng quan 1y ctia 6ng
phan anh diéu do.

Ngay nay, nhitng nguyén tac hoat dong chat luvong cda Ford
dugc ap dung vao cac nganh cong nghiép da dang nhw ban 1é,
mai gidi, van tai, thé tin dung, va khong thé thiéu nganh san
xuat dugc. Vi du, Wal-Mart, Charles Schwab, Southwest Airlines,
FedEx, Taco Bell va AT&T - tat ca nhiing biéu tugng cia nhing
cong ty hoat dong xuat sac - biét cac chi phi bat nguon t hoat
dong va kha nang sinh lgi trong viéc kinh doanh cia minh. Cac
nguyén tac cda ho hién hién trong nhitng ké hoach c6 gia tri
danh cho khach hang va trong m6 hinh hoat dong cua ho, dugc
minh hoa & hinh 6.

Van hoéa
o Lam viéc nhéom cé ky luat
o Phuong phép tap trung
o Nguyén tac “mot kich ¢
phu hop tat ca”

Hé thong qudn ly
e Quyén luc va quan Iy
o Thudng phat gén VG

chi phi va chat lugng

Phuong phap cét 16i
T8 chirc « Phan phéi san pham va

« Hop nhét cac chire nang 4 chuoi dich vu can thiét

o Ky thuat cao la cét 16

o Xay duyng trén loi ich tiéu

chudn va cac tinh ning
co ban co dinh

o Theo sat kha nang sinh
lgi clia viéc kinh doanh

Cong nghé thong tin
Hé thong kinh doanh hop
nhat, chi phi thap

Cong nghé di dong va tr xa

/

Hinh 6: NGUYEN TAC CUA CHAT LUONG HOAT DONG
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Néu nhv Henry Ford c¢6 ¥ dinh diéu hanh mot cong ty hoat
dong xuat sic trong thoi dai ngay nay thi 6ng hdn da phai cap
nhat nhiing nguyén tac cda minh chut it. Ddi véi nhiing 10i thé
trong mo6 hinh hoat dong ctia minh thi gio day 6ng da phai luvu
tam dén nhing nhan vién tién bo, viéc kinh doanh hiéu qua,
cong nghé thong tin va cong viéc dich vu mé rong. Hay lan luot
xem xét nhiing khia canh nay.

Quan ly nguon nhan luc

Nhitng cong ty hoat dong xuat sac tu van hanh nhu tap doan
thiy quan luc chién: Chi chu ¥ dén d6i nhom chit khong chu y
dén ca nhan. Tat cd moi nguoi déu biét dén ké hoach va luat 1é
1a gi, vay nén khi c6 tin hiéu phét ra thi ho déu biét chinh xac
minh phai lam gi.

Nhtng quan quan cda cac cong ty loai nay la nhing ngudi
thich nghi tot véi mo6 hinh hoat dong trén; cting 1a nhiing nguoi
khong nging phan dau di 1én. Ho rat dang tin cay, nhu ngudi
tai xé cda FedEx, 6ng ay chuyén mdot goi hang dén bién gidi
Denver trudc 10 gic sang mac du bao tuyét lam may bay chéch
khéi duong bang va xe tai bi théi bay. Ddi véi nhitng cong ty
hoat dong xuat sac thi 16i hita van chi 1a 161 hita. Déi voi nhitng
nhan vién cda cong ty thi sw cong hién 1a yéu t6 quan trong nhat.

Nhitng cong ty nay khong tim kiém nhing nhan vién c6 tu
twdng tw do. Ho muén c6 nhitng ngudi ¢ thé huan luyén dugc.
Ho sé tuyén dung nhitng nguoi nay va day ho cach kinh doanh
cda Wal-Mart, hay FedEx, UPS, Southwest. 3 McDonald’s, quan
ly ctta hang biét va rat tw hao vé sy that rang ngai chu tich
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cda cong ty nhd qua trinh phan dau lau dai méi c6 dugc dia vi
nhu ngay hom nay. Ciing nhu vi quan 1y, ngai chd tich bat dau
bang coéng viéc lam banh burger va xuc xich, thit chién. §
McDonald’s ciing nhu ¢ hau hét cac céng ty hoat dong xuat
sac khac thi diéu quan trong khong phai ban 1a ai, ma la cong
ty sé lam cho ban tré nén nhv thé nao.

Thé con nhan vién xut sac cia nam? D6 sé 1a thanh vién
giéi nhat cda doi, nguoi sé dugc néu tén trong bang danh du,
dugc gan ¢ phong an cda nhan vién. Sy cong nhan ngang hang
1a phan thuéng quy gia nhat ma mot nguoi c6 thé dat dugc
va chinh phan thuéng nay - khong dat tién, ham chita y nghia
va cong khai - tugng trung cho van hoéa cida coéng ty. Tranh
lang phi 1a tat cd nhing gi cac céng ty hoat dong xuat sac
déu huéng dén.

Khi Michael Dell tham quan tru s& chinh ctia Compaq, d6i
thd canh tranh chinh trong thi truong san xudt may tinh ca
nhan, 6ng di quanh va nhin nhitng hanh lang dang duogc lat
da hoa va nhiéu ndi that dat tién. Sau do6 ong vé cong ty va noi
v6i cac nhan vién ctia minh rang: “Chung ta c6 thé danh bai
nhing ga nay”. Mot khi ban nhin vao tru sg chinh cta Dell thi
ban sé thay rang coéng ty khong hé lang phi mot chit von nao
cho viéc trang hoang co quan. Tuong tu thé, thép Nucor tw hao
vi da dat tru s§ chinh & mot ctta hang nho ¢ Charlotte, Bac
Carolina.

Mot diém nita 1a nhitng nguoi trong cac cong ty hoat dong
xuat sac khong cam thay bat tién khi khong dung btta & nhing
nha hang c6 tam trdi ban bang vai lanh trang. Ho khong phung
phi tién dé & mot dém tai khach san Ritz ma ho chi & trong
Motel 6. Ho khong muén phung phi, khoe khoang. D6 1a 1y do
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tai sao cac cong ty hoat dong xuat sac khong thudng cho nhan
vién ho nhttng mon tién 16n hay trao quyén diéu hanh ma cha
v dén ho bang cach thudng hién vat tugng trung voi mot tam
hinh dan vao. Mot cu vd nhe vao lung cing c6 thé thic day
mot nhan vién khién ho cham chi lam viéc cong hién cho nhiing
dé an co gia tri cda cong ty hon.

Giao dich hiéu qua

Sau thdi dai cda Henry Ford, cong nghé c6 sic anh hudng
rat l6n. Vi du nhu cong nghé thong tin, da tw dong hoa cac cong
viéc thong thuong va phdi hop hoat dong thong qua cac phuong
tién lién lac t6t hon. Sy anh hwéng dén nang suat san xuat con
dang kinh ngac hon - trong nhiéu nganh c¢éng nghiép chi phi
giao dich, chi phi quan tri, va téng chi phi hoat dong da lam
cho chi phi sdn xuat gidm xudng. Va két qua 1a, mdi cong ty
hoat dong hiéu qud déu cé gang cho chi phi hoat dong thap,
nhung hiéu qud, cac qua trinh kinh doanh dugc sap xép lai.
Mot su cai tién trong giao dich hiéu qua da dién ra trong tat ca
cac doanh nghiép. biéu nay da dan dén su xem xét lai mot
trong nhitng nguyén tac huéng dan cia Henry Ford.

Nguoi sang 1ap Ford da tin tudng sau sac vao viéc xay dung
cac qua trinh lién két chat ché véi nhau trong viéc san xuat 6
t0. Ong ta lién két viéc 1ap rap 6 to vdi viéc san xuat ting cum
lap rap, ma viéc nay lién quan dén viéc san xuat bd phan, va
viéc sdn xuat bd phan lai lién quan dén sdn xuat nguyén vat
liéu. Cudi cung, su suy luan dé da giup Ford gan nhu hoan
thanh viéc hgp nhat theo chiéu doc - cac nha may thép, cac
nha may thdy tinh, va tham chi ca nhitng don dién cao su &
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Brazil - tat ca dé tao ra mot qua trinh san xuat day chuyén.
Ford st dung viéc quan 1y theo cap bac dé diéu phdi tat ca hoat
déng, va diéu nay tinh cd gitp lam gidm chi phi hoat déng.

Tuy nhién, gan day, cac cong ty da tim ra cach gitp dat duoc
hiéu qua 16n hon, khong phai hop nhat theo chiéu doc ma la
hgp nhat hoan toan. Ngay nay, cac cong ty hoat dong hiéu qua
khoéng xem ho va cac nha cung cap, nha phan phdi la cac thuc
thé riéng ré, dong minh, ma la cac thanh vién cia mot doi san
xuat cung cap. To chic tot viéc lién két gita cac thanh vién
trong nhom sé giip loai bd viéc sao chép 2 lan, sy cham tré va
tham chi 1a s phtic tap trong thanh toan dén t viéc giao dich
qua trung gian. Cac khach hang héi cac nha cung cap: Tai sao
chung ta kiém tra chat luong san pham - khi ra khéi nha may
cda ban va khi dén nha may chung t6i? Tai sao ké toan tra tién
bén t6i va ké toan nhan tién bén ban sao lai cong viéc cda nhau?
Tai sao t6i phai ton nhiéu chi phi cho cac trung tdm phan phoi,
xe tai, van chuyén, kho bai, khi ma ban déu c6 tat ca? Chung ta
khong thé cat gidm mot nita nhimg chi phi ay sao? Tai sao chiing
ta khong tim ra mot cach dé san pham tu do chuyén dong, véi
hiéu qua cao nhat, ttt cong ty ban dén chung t6i?

Nha cung cap Procter & Gamble va nha ban 1é Wal-Mart da
ting héi nhau nhing cau héi trén, va sau dé ho chuyén sang
cach mua ban va cung cap truyén thong. Ngay nay cac san
pham di tt P&G dén Wal-Mart troi chdy hon ca gitta cac bd phan
trong nhiéu cong ty. Su thda thuan gitta P&G va Wal-Mart da
tao nén cac tiéu chuan mdi cho viéc sap xép van chuyén cia
cac nha ban 1& véi nha cung cap cda no.

Giéng nhu Wal-Mart, cac cong ty hoat dong hiéu qua khac
ciing thiét ké lai qua trinh giao dich gitta ho véi cac nha cung
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cap. Cac giady phép mua ban, cac don hang mua ban, cac don
hang dat truéc sé khong con nita trong cac chu trinh mdi,
khong nging dugc bé sung. Van don, khai bao héa don, bang
ké khai hang hoa van chuyén, nhitng diéu tao ra cac chi phi
khong can thiét cho viéc van chuyén hang hoa giita cac cong
ty, sé bién mat cung voi cac gidy thanh toan va cac nhan vién
thu ki xit Iy chung.

Y tudng khong nging bo sung nay la: cac nha cung cap sé
chiu trach nhiém quan ly ton kho cda khach hang, viéc nay
gitp ho van chuyén hang héa dé dang va gidm chi phi. Méi
bén déu c6 1gi. Cong ty hoat dong hiéu qua mua cac san pham
c6 chi phi thap va loai bd b6t cac cong viéc khong can thiét.

Wal-Mart, nha tién phong trong viéc tao ra mdi quan hé cat
gidm chi phi nay, ngay nay st dung hé thdng trao doi dit litu
tw dong dé gui cac dit litu doanh s6 ban hang ngay cho cac
nha cung cap. May tinh-cda cac nha cung cap, vi du, sé két
hgp nhiing di liéu dé voi thong tin vé ton kho, va doanh s6
du bao dé cho ra mot don hang mdi, néu can thiét.

Cach sap xép mai nay khong phai cat gidm gidy to va qua
trinh x¢ Iy ching, ma 1a cat gidm chi phi phan phdi va van
chuyén. Muc tiéu cda két hop van chuyén, theo nghia rong cia
y tudng nay, la giip sdn pham di t nha san xuat dén nguoi
st dung chi bang mot budc don gidn. N6 xem hé thong van
chuyén ra nudc ngoai clia cac nha cung cap va hé thong van
chuyén trong nudc ctia khach hang 1a mot hé thong don gian,
thong nhat. Khong lang phi thoi gian, cong stic va ca tién bac
vao viéc van chuyén hang hoéa ra, vao cac nha kho trung gian.
Nguyeén 1y: San pham khong dugc van chuyén thi khéng duoc
phan phoi.
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Mot lan ntta, Wal-Mart lai dua ra mot vi du dang ca ngoi. N6
phat trién mot hé thong kiém soat viéc ra vao, noi ma c6 hai
loai xe tai - mot loai dén tit nha may ctia nha cung cap va mot
loai di dén cac ctta hang - dén cing mot lic tai mot cong ty
van chuyén hang héa. Cac cong nhan van chuyén hang héa
ti loai xe tai thi nhat sang thi hai, tranh viéc trit hang qua
lau tai nha kho. Cac san pham sau d6 duoc duwa dén dia diém
cudi cung ma khong c6 bat ci¢ chi phi nao phat sinh. Y tuéng
nay duoc xem la su chdy qua hoac van chuyén mot lan.

Tupperware Home Parties ciing da thay déi twong tu hoat
dong van chuyén ctia no, loai bd viéc cac nha phan phdi trit
hang cho cac dai ly, ngudi ma sau do dat hang va mang hang
dén cho cac nha ban hang théng qua trung bay tai Typperware,
sau do ho sé thyc hién cac don hang cia khach hang da dugc
dat trudc do nhiéu tuan. Véi hé théng van chuyén két hop ngay
nay, cac dai ly dat don hang bang cach goi vao may tinh trung
uong & Typperware thong qua cac may tinh ca nhan cé trang
bi thiét bi két ndi. Cac nha may théng qua UPS sé van chuyén
hang hoéa truc tiép dén dai 1y, cac nha ban hang thong qua
trung bay, hoac khach hang.

BudGc cudi cung trong qua trinh mua ban gita khach hang
va nha cung cap la van don va thanh toan. Hién nay cac cong
ty hoat dong hiéu qua dang nghién ctu mot khai niém mdi:
thanh toan khong hdéa don. Ndi cach khac, ho cat bé hoa don.

Mot 1an nita, nhin vao Wal-Mart. Khi mot ngudi mua hang
tai cta hiéu ctia n6, nhan vién tinh tién c6 thé ghi lai doanh s6
va stt dung thong tin d6 dé nhan duoc sy cho no tit phia nha
cung cap. Khong can dén cac budc trung gian.
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Ford cling stt dung chu trinh twong tir. Khi hang hoa cia nha
cung cap dén nha may lap rap cuia Ford, khong ai tai bén ra
vao kiém tra xem hang hoa c6 phu hop véi hda don hay khong,
bdi vi khong c6 hdéa don nao ca. Thay vao do, mot thu ki nhan
hang tai bén ra vao sé kiém tra trén may tinh di liéu vé cac
don dat hang cda Ford. Néu hang héa phu hgp véi don hang,
nguoi thu ki sé chap nhan hang héa dé va xac nhan trén dit
liéu. May tinh sé tw dong cat phan kiém soat va gui cho nha
cung cap. Viéc thanh toan dién ra tai bén ra vao, khong phai
tai phong thanh toan. Va két qua 13, Ford c6 thé giam 20% s6
lvgng thu ki tai bd phan thanh toan.

Néu nhin lai 5 nam truéc thi nhitng thanh tuu nay that dang
ghi nhan, cac nha dan dau vé hoat dong hiéu qua da di xa hon
cd viéc chi cat gidm chi phi giao dich. Vi du, tuéng tuong ban
dang kinh doanh ngi cdc, ban nhan duwgc mot cudc goi tir mot
nha 1& 16n toan quoc: “Vé san pham ngi coc clda anh, ching
toi c6 vai diéu thac méac. Chung toi da kiém tra cai hop va thuc
hién phan tich chi phi vé ham lugng. Dudng nhu ching toi
dang trd 3 USD cho nhing san pham chi tri gia 20-30 cent.
Bao bi c6 1é 1am tang chi phi, va téng cong 1a 40 cent. Chung
to6i dang phan van vé sy chénh léch 2,6 USD. Chung t6i khong
hiéu. Do d6 ching t6i mudn ngdi xuéng ban bac véi anh dé
tim ra nhing diéu bat 6n gay ton kém qua nhiéu tién trong hoat
dong cda anh.”

Hinh thitc thio luan dé dang dién ra rong khap trong thé
gidi kinh doanh. Cac khach hang cong ty hoat dong hiéu qua
dang xam chiém vao pham vi cda cac nha cung cap cta no.
Trong s6 d6, McDonald’s, Ford, va Wal-Mart van quyét tam dat
duwoc hiéu qud thong qua quy trinh cung cap sadn pham toan
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ven - tham chi khi diéu d6 c6 nghia la ting budc tham nhap
vao linh vuc cda nguoi khac. Néu ban hop tac voi mot trong
nhing cong ty nay, ban sé dat dugc sy hoat dong hiéu qua
trong chinh cong ty cua ban vdi sy giup dd cda ho. Hoac ban
sé khong hgp tac v6i ho.

Su canh tranh méi lam cho viéc hoat dong hiéu qua 1a can
thiét. Sy canh tranh m&i nay dua trén cac hé théng va mang
lu6i méi vé thong tin cong ty, cai nay gitt vai tro quan trong
trong viéc tao ra cac qua trinh hoat dong hiéu qua. Cac cong
ty khai thac chi phi thap, cong nghé cao ngay nay dé gia tang
su diéu phdi va kiém soat toan bod hé thong cting nhu xuc tién,
sap xép hop 1y cac cong viéc cho timg ca nhan. Cac hé thong
thong tin dang trd nén khong chi 1a hé thoéng than kinh ma con
la tru cOt trong hoat dong cda cac cong ty.

Cong nghé thong tin

Cong nghé rat quan trong trong cac céong ty hoat dong hiéu
qud, do d6 moi nguoi thuwong nhin vao hé thong may tinh dé
hiéu duoc cac qua trinh kinh doanh chu yéu cda cong ty. Cac
hé thong - lién quan dén cac dit litu va tng dung dugc ty dong
héa cao nén ho khong phai theo sat qua trinh, ho chi can sé
hitu n6 va st dung né. Vi du, tai FedEx, bat ki ai lién quan dén
van chuyén hang hoa nhw 1a tai xé, ngudi phan loai, nhan vién
dich vu khach hang sé st dung cung mot loai hinh ghi chép
dé diéu phdi cong viéc. Tai Hertz, nhan vién dich vu tai quay
thu tién & san bay, nhan vién ki thuat lo vé viéc chuan bi san
mot chiéc 6 té cho thué, va nhan vién kiém tra viéc chiéc xe da
vé bai déu nhap va xuat dw liéu t¥ cung mot hé thong.
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Sttc manh cda céng nghé thong tin 1a hién nhién trong cac
nganh nhu moi gisi ching khoan. Charles Schwab da mang dén
cho viéc kinh doanh nay m6t mo hinh hoat dong hoan toan
khac, xay dung dua trén co sé phic tap cda nhitng hé thong
thong tin. Va két qua 13, co cau chi phi cda Schwab thap hon
ca Merrill Lynch va Smith Barney, va diéu nay giup né tao ra
nhiéu 1¢i nhuan trong khi chi tinh phi thap hon phan nia cho
cac giao dich chitng khoan. Ngoai ra, hé thong cta né truc tiép
dua cac 1énh mua, ban dén san giao dich chitng khoan, ho c6
thé thuce hién giao dich va xac nhan gia ca ngay khi dang noi
chuyén véi khach hang qua dién thoai. Cac nha moi gidi truyén
thong c6 1é van dang viét 1énh ctia ban vao cac manh giay nhd.
Ho sé phai tré vé véi ban.

Khong phai Merrill Lynch va Smith Barney khong muén cé
dugc hé thong nhw Charles Schwab. Khong ai biét 1a ho da chi
nhiéu tién dé cd gang xay dung no. Nhung cac cong ty nay
khéng thich tng tdt véi cac yéu cau t6 chite ma cong nghé thong
tin tao ra. Néu khong c6 phuong phap to chitc, hoac cau truc
chuén, tap trung, khuon kho thi mot hé thong may tinh tot cling
khong giup cong ty thanh cong.

Thong tin trong cac hé théng may tinh két hop la rat hitu
ich khong chi trong cac qua trinh hoat dong chu yéu. Cac cong
ty hoat dong hiéu qua rat nong nhiét véi viéc do lwong va quan
ly dé ddm bao chat lwong nghiém ngat va kiém soat chi phi.
Ho cho ra cac dt liéu chi tiét dé giup dua ra cac quyét dinh vé
quan ly.

Cac cong ty hoat dong hiéu qua rat hang hai theo dudi cac
cong nghé di dong dé mé rong viéc kiém soat ctia ho va cai
thién dich vu khach hang. Viéc cac nhan vién ciua Hertz, FedEx,
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va UPS st dung may tinh xach tay la nhing vi du. Cac cong ty
nhu L.L. Bean va Lands’ End nang cap muc do tinh vi cda cong
nghé dich vu truyén hinh. Hiéu qud hoat déng va quan 1y tot
hon 1a diéu ma cac céng ty nhan thay tai vi tri ding dau ve
cong nghé.

Dich vu khach hang

Nhitng cong ty hoat dong xuat sic ngay nay da cach mang
hoa viéc kinh doanh cia ho sang mét khia canh khac ma Henry
Ford khong bao gid twdng tuwong noi. Do 1a dich vu khach hang.
Dich vu tdi c6 thé bi tinh vao téng chi phi ctia khach hang thong
qua lang phi thoi gian va 16i thuwong gap. Nhitng cong ty hoat
dong xuat sac dén bu lai thiét hai thoi gian cho khach hang.

DPa s cong ty mua lai tit cac cong ty khac van duy tri luc
lwong nhan vién coi séc cac tai khodn phai trd. biéu dé khong
phai vi ho khong thé thiét ké lai quy trinh chi trad tw dong. Ban
chat cda diéu nay 1a dé dam bdo cho ho khdi nhitng sai sot
trong héa don cda nguoi cung cap. Cing nhu vay, khach hang
van duy tri théi quen bd ra mot sé thoi gian trong cudc song
ban biu ctia ho dé sita chita sai Jam ctia ngudi khac. Quy téc
cho cong ty hoat dong xuat sac la: néu ban that sw muén dua
ra gia ca ré nhat, ban phai chic chin rang dich vu ban cung
cap phai dé st dung, hoan my, va titc thoi.

Dé lam duoc diéu dé, cong ty hoat dong xuat sac da thiét ké
lai chu trinh dich vu khach hang, sdp xép hgp 1y héa qua trinh
chon lya, dat hang, nhan hang, thanh toan, va duy tri mat hang.
Hay nghi t6i qua trinh dé thué mot chiéc xe hoi ngay hém nay
dé dang hon rat nhiéu so véi vai ndm trude. Nhitng thanh vién
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cda Hertz #1 Club Gold chi can dién thong tin vé s thich loai
xe khi thué duy nhat mot lan. Khi ho thué xe, thong qua Hertz
hay véi bat ctt dai 1y du lich ndo, tat cd nhiing thong tin can
thiét da dugc Hertz biét. Thanh vién ctia Hertz khong bao gio
phai chd doi, xép hang dai hay bi tré chuyén bay. Ho duoc ché
bang xe buyt va dua dén ngay tan chd dé xe hoi cda ho. Hertz
tw dong gii héa don dén cho ho sau khi thdi han thué két thuc.
Khong rac réi, khong phién nhiéu. D6 1a tiéu chuan cda dich
vu co ban trong mot cong ty hoat dong xuat sic.

Mot trong nhitng diém then chot dé dat duoc hoat dong xuat
sac trong dich vu khach hang ciing tuong tu nhu trong san xuat:
Thuc hién mot va chi mot cach. Sy da dang sé 1an luwdt hiéu
qua.

Mot diém then chot khéc 1a 1am cho khéch hang thich nghi
v6i phong cach kinh doanh cda cong ty hoat dong xuat sac.
McDonald’s dua ra cho chung ta mot vi du kinh dién. Me cda
ban khong thé bat ban don dep chén bat, nhung McDonald’s
lam dugc. Khi ban da vao Mai Vom Mau Vang (biéu tuong cia
McDonald’s 1a mau vang - ngudi dich), ban phai theo mét s6
quy dinh ngam: tv phuc vu. Ban phai xép hang dé dat mon
an. Ban can biét phai kéu nhitng mon an gi truéc khi xép hang.
Pung doi héi ngudi thu ngan cam khay thitc an dén cho ban,
ban phai tw 1ay. McDonald’s da xay dung toan bd hé thong ctia
cac quy pham xa hoi ma khach hang san sang tuan theo. Di
nhién mot diéu rang khach hang tuan theo chi vi déi lai, ho
dugc gia ré va hiéu qua.

Cling nhu vay, Southwest Airlines tao nén nét dac biét khi
khong cung cap thiic an, khong hanh 1y gti va khong c6 chuyén
bay dai. Hang giai thich rang nhing thtt rudm ra nhu thé sé
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khién gia thanh cao hon va che 1ap moét dich vu dang tin cay.
Khach hang chap nhan thong diép do va tu thich nghi cach cu
xt cho phu hgp. Chuan bi di du lich? Hay xép do gon nhe vi
ban sé phai mang no, Southwest noi. D6i? Hay an trudc khi 1én
may bay. Vira dén san bay? Xép hang dé lay vé 1én may bay.

Tai sao nhiing cong ty hoat dong xuat sac cé nang luc di
thuong dé cung cap dich vu can thiét cao cap? Béi vi ho dugc
hudng ba loi thé. Loi thé thit nhat 1a tap trung, khién cho dich
vu nén tang khéng mang rac roi tré thanh bo phan then chot
cda dé an gia tri quan trong nhat. Thit hai, mé hinh hoat dong
dem lai dich vu hiéu qua khong khiém khuyét. Nhiing hoat dong
cda cac cong ty hoat dong xuat sac la mot phan cda quy luat
dé co dich vu khong khiém khuyét. Thit ba, ho khai thac rat
hiéu qua cong nghé thong tin dé thiét ké lai nhiém vu cda dich
vu co ban. Céng nghé thong tin lam cho dich vu c6 thé dung
dugc ¢ moi noi, moi luc. 6 1a chat xuc tac cho cach mang trong
dich vu.

Kham pha gia tri ctia loi thé dan dau

Chung ta biét rang cac cong ty hoat dong xuat sic tao ra dé
an gia tri dac biét vé tong chi phi tot nhat. Vay thi cau hdi dat
ra la: Ho duoc loi gi? Cau trd 16i duy nhat do 1a tang trudng.
Cac nha dan dau thi truong khac cé thé tang gia thanh dé khai
thac 1gi thé san pham. Tuy nhién phuong thic d6 di nguoc véi
chién lugc cda cac cong ty hoat dong xuat sac.

Di nhién Wal-Mart c6 thé tang gia lén thém du chi 1 cent vao
ngay mai trong no lyc gia tang 800 triéu dola cho 1gi nhuan
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rong. Nhung ho khong lam nhu vay. Néu ho tang gia dé khai
thac 1oi thé hién tai, ho c6 thé danh mat di thanh cong trong
twong lai. Gia thanh cao hon dong nghia véi vi tri dan dau thap
hon. Vi tri dan dau thap hon dan téi tang truéng thap hon, va
cudi cung 1a 1gi nhuan bi co lai.

Nhiing cong ty hoat dong xuat sic gianh duogc su tang truéng
bang cach két hgp ba phuong phap. Ho hoat dong dé ddm bao
cho khéi lwong cong viéc kinh doanh dugc vitng chic dé gitt
cho loi nhuan cong ty tiép tuc tang. Ho tim kiém nhtmg phuong
an mdi dé st dung nhitng nguon kha nang san cé. Va ho tai
tao cac ké hoach st dung cho nhtng thi truong khac. Chung
ta hay nghién cttu ting nhan t6 khéi xuéng cho ting trudng.

Cac cong ty hoat dong xuat sac da dau tw rat nhiéu vao kho
hang, nha may, may bay, va mot s6 tai san khac. Cho nén ho
biét rang dé nang cao loi nhuan va phan von thu vé, ho can
phai st dung nhing 1¢i thé dé cang nhiéu thoi gian cang tot.
Ho cting hiéu rang ho phai nhanh nhay véi dao dong thi truong
dé tranh lang phi. Do dé, ho phan dau san xuat duoc san pham
v6i s6 luwong 16n va phu hop lién tuc. Diém tdi da va tdi thiéu
cda nhu cau quan 1y tré thanh van dé san xuat can dugc quan
ly béi khong gi thui chot hiéu suat va dnh huéng dén gia thanh
nhanh bang mot hé théng van hanh 18ng 1éo. May moc da sap
hdng, cong nhan thi ditng chd mai goi. N6i tom lai, chi phi cb
dinh ct ngay mot tang 1én trong khi d6 san pham khong sinh
ra dugc 10i nhuan dé trang trai cho nhiing chi phi trén.

Tuy nhién c6 hai diém han ché can tré viéc quan Iy nhu cau
nham vao viéc duy tri mic st dung nang lyc cao va déu dan.
Cong nghiép hang khong minh hoa mot diém han ché. Viéc
quan 1y tong loi nhuan da mang lai nhiéu diéu phic tap dén
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n6i ma né c6 thé lam tang chi phi chit khong phai l1a gidm chi
phi. Cac hang hang khong ty sat phat nhau bang cach st dung
nhiéu loai may bay cho nhitng huéng bay khac nhau va dua
ra nhiéu loai gia vé cho timg déi tugng khach hang riéng biét.
Hay nhd rang sy da dang, tham chi 1a da dang gia thanh, cing
triét tiéu hiéu qua. Piém han ché thi hai 1a viéc st dung gia ca
va khuyén mai dé tac dong 1én nhu cau c6 thé khién cho khach
hang tri hoan viéc mua hang dé chd nhiing dgt khuyén mai va
gidm gia. Néu diéu d6 xay ra thi mirc cau that sy sé co lai. Wal-
Mart khac phuc diém han ché nay bang cach t chéi chi cho
hoat dong khuyén mai va ing ho gia thanh thap thuong ngay.
Khuyén mai, quang cao va san lugng hang héa ban duoc 1a
dita con tinh than ctia nhitng nha tiép thi san pham. Ho khong
hiéu duoc nhing wu thé ma ho cé thé mang lai cho hoat dong
ban 1é. Chang c6 gi thac mac khi nhitng cong ty nhu Kellogg,
General Mills va General Foods dugc xép thit hang thap trong
danh sach nhitng cong ty hoat déng xuat sac. Nhiing hoat dong
cua ho da lam thui chét hiéu qua.

Cach thtt hai dé nhimg cong ty hoat dong xuat sac ddy manh
tang trudng la tham nhap vao nhing thi truong khac nhau véi
nhitng 1gi thé sdn c6 cia minh.

Nhéc lai cach McDonald’s tao ra thi thuong thiic dn diém
tam. Biét dugc rang phuc vu diém tam sé mang lai kha nang
sinh 16i cao hon khi phuc vu bita trua hay bita chiéu. Thé nén
McDonald’s da tung ra mot chién dich dé thay doi nhitng nguoi
thich an hamburger sang nhiing ngudi sanh an diém tam. Y
twdng 1a lam cho khach hang tw dong ghé vao cia hang moi
sang dé uéng mot tach ca phé va mot cai hamburger Egg
McMuffin. Vi thanh cong ctia chién dich, McDonald’s da nang
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muic do st dung nhiing tai san c6 dinh, bao gdm cac nha hang
va thiét bi, tv 6 hay 8 1én 10 gid dong ho. Su lap di lap lai nay
da cat gidm cac chi phi b phan va téng chi phi, dong thoi ciing
gitp 1oi nhuan rong tang lén dang ké.

FedEx ciing ap dung phuwong phap khac dé tang mmic cau
trong khi cat gidm thoi gian nhan réi cda cac tai san c6 dinh.
Trudc day hau hét may bay cida hang hoan toan bay vao ban
dém va khong dugc st dung vao ban ngay. FedEx lién hé vai
L.L Bean. Hang nay trong thoi diém d6 dang van chuyén quan
4o va cac vat dung cam trai bang moi phuwong tién van chuyén
san c6. FedEx dé xuat la sé& 1o moi viéc van chuyén hang cia
L.L Bean. Nhitng chuyén giao hang khan cap van phai tuan theo
lich trinh bay ban dém, nhung nhitng chuyén hang con lai sé
dung may bay nhan réi van chuyén vao ban ngay. FedEx chi
r6 v6i L.L Bean rang s sap xép nay sé giip ca hai hang tan
dung nhitng loi thé riéng cia minh va cung cap mot dich vu
nhanh hon cho nhitng nha ban 18 cia minh. Bean dong ¥ va
mot quan hé déi tac dugc hinh thanh.

Cach khac dé cac cong ty hoat dong xuat sac phat trién 1a
thong qua tai san xuat, mang hiéu qua va dich vu dugc chuan
hoéa dén mot dia phuong mdi. Wal-Mart, FedEx, va Southwest
Airlines déu c6 cach thic riéng. Va cac cong ty da hgp nhat
cac cong thic nay vdi thuong hiéu cia ho. Vay nén mot khi
cong thire d6 da duoc xac dinh, cai tién va dugc moi nguoi biét
dén thi mot doanh nghiép c6 thé khéi dong guong may hoat
dong cia minh. Khi cong ty md mot dai ly mdi, cong ty khong
phai ton thém mat bude hoc lai nhimg ki nang va kién thic co
bén, chi can lap lai nhitng gi minh da lam. Thanh céng c6 thé
lap lai con nhitng thit khac thi khong.
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Mo6i nam McDonald’s mé khoang hon 1.000 nha hang. Bi
quyét mé nhitng nha hang méi trén khap thé gidi cda cong
ty dong gop khong it vao thanh cong dang ghi nhan cda hang.
Hang triéu nguoi ¢ nhitng nudc nhu Trung Qudc, Nga, biét
dén va yéu thich cong thitc Big Mac, trong khi c6 thdi, hau
hét dan ching & cac nudc nay nghi rang hamburger 1a cda
mot ngudi nao d6 dén tv mot thanh phd ¢ Bic. Hon 9.000
nha hang My hién gio da dugc b6 sung hon 5.000 Mai Vom
Vang trén toan cau.

Lap lai cong thitc hoat dong khong chi thé hién t6t vai tro
trong khau dich vu ma ca trong khau san xuat san pham. Vi
du nhw cong ty thép thanh cong vang doi Nucor da lap lai cach
b tri nhitng nha may mini ¢ khap noi trong ca nudc theo cach
sap dat va phuong phap tuwong tw nhau. Toyota va Honda hau
nhu st dung nhitng thiét ké twong tw nhau va hai hiang nay
da mang cac phuong phap hiéu qua do, tham chi ca phong cach
quan ly caa ho tt Nhat Ban sang Kentucky. Mac du cac nhan
vién la nguoi My, nhung cong xuéng hoat dong theo mo hinh
bén Nhat va dudng nhu ching c6 gi that thoat trong qua trinh
chuyén doi nay.

Phuong phap! Phuong phap! Phuong phap!

Vay thi diéu gi gitip phan biét hoat dong xuat sac voi nang
luc hoat dong? Nhing lwa chon khé: sdn pham kém da dang;
c6 gan khong lam hai 1ong moéi khach hang; sao chép lai toan
bd cong ty, khong chi sdn xuat va phan phéi ma can phai sao
chép ca phuong thiic trong tam riéng biét nhat. Cac cong ty c6
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nang luc hoat dong sé lang tranh nhitng doi hdi kho khan nay
- va phai tra gia.

Hinh thanh nhiing bi quyét vugt troi, ing dung céong nghé
va quan 1y chat ché la nhitng gi lam nén nhitng hang hoat dong
xuat sac dan dau thi truong. Bi quyét thanh cong cda nguyén
tac gia tri tdom gon trong mot tw riéng ré sau: phuong phap.
Phuong phap thuong mang ham y tiéu cuc. Nhung doi véi
nhitng cong ty hoat dong xuat sac thi né la co sé dé xay dung
nén mot cong viéc lam an nang dong va thanh cong vang doi.
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CHUONG 5

Kina NGHIEM
cvA MOT CONG Ty
— THE ToAN CAU cUA AT&T

Paul Kahn, vi chd tich dau tién cia AT&T Universal Card
Services kién quyét can c vao hiéu qua dén ndi ma trudc ngay
viéc kinh doanh cia 6ng duge dua vao hoat dong vao thang 3
nam 1990, cAc may tinh cda AT&T da kiém tra hau hét dan s6
cda nudc My dé xem c6 bao nhiéu ngudi cé6 dd kha nang tai
chinh dé sit dung thé tin dung. Diéu dé c6 nghia la nhing
nhan vién truc dién thoai cda AT&T sé ludn chap nhan tat ca
nhitng ngudi goi phu hgp véi co sé dit liéu dé tién hanh lam
thé cho ho. Ong ay néi rang: “Ching toi chang can thém thong
tin nao nta”.

Vao ngay dau tién, hang loat cu dién thoai 6 at goi dén van
phong dai dién cia AT&T dat tai Jacksonville, Florida dé dang
ky 1am thé. Va co sé dit litu phu hop véi hau hét cac cudc goi.
Kahn cho biét: “Thé dugc phat hanh vao ngay tiép theo. Ching
t6i ban thé ra va nhtiing khach hang dang tin cdy mua hét trong
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vong mot tuan”. Cac déi thd thuong phai tén mot thang hoac
lau hon nita dé phat hanh ra mot chiéc thé.

Kahn da tam thai thay doi cac nguyén tic canh tranh trong
nganh kinh doanh thé tin dung véi cach hoat dong xuat sac
nhu thé. Y twéng cda 6ng la cho van hanh giao dich véi chi
phi giao dich thap hon nhung van cung cap mot dich vu tuyét
héo ma tit trude dén gio chua hé thy trong nganh cong nghiép
thé tin dung. Y tudng nay néi thi dé nhung rat kho thuc hién.

Cau chuyén vé Universal Card (thé toan cau) ma chung toi
ké dudi day, voi su trg gitp cda nhing v kién tir hoi nghi ban
tron gita ngai Kahn va nhiéu nhan vién hién thoi cda cong ty,
da cho thay ro sttc manh cda nguyén tac gia tri: hoat dong xuat
sac. Bang mot huong kinh doanh méi dua vao nguyén tac trén,
Universal Card da gidi quyét dugc nhitng van dé sau hang thang
troi tran tré dé tré thanh hang dan dau thi truong. M6 hinh
hoat dong méi cda cong ty qua hiéu qua dén noi da thuc day
su canh tranh trong nganh ngay cang gay gat. Canh tranh qua
lai da lam cho 1gi nhuan giam sut va thuc day cac cong ty sap
nhap v6i nhau. Tép 10 nha phat hanh thé ndm 1986 c6 33%
thi phan (tinh bang sb lugng thé) va dén trudc nam 1993 thi
phan cda ho da tang lén 40%.

Diéu gi da khién AT&T nghi rang cong ty c6 thé nhay bo vao
thi truong va kinh doanh thanh coéng? Mot phan c6 1é do loi
nhuan béo bd. Cac ngan hang ban 18 thoi d6 hau hét hoat dong
trén linh vuc thé tin dung va thé tin dung 1a san pham mang
lai loi nhuan cao nhat cho cac ngan hang, mang vé dén 5% tai
san so vdi 1% tai san thu dugce tit cac danh muc cho vay. Kahn
nhat quyét phai can dugc vao miéng banh ngon lanh nay.
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Nhiing thay doi ky thuat ciing kéo AT&T vao cudc canh tranh
nady. Nhitng déi thi méi khong phai 1a ngan hang lap dat cac
chuong trinh may tinh ré, va hoan chinh. Vé co ban, hoat dong
giong nhu Wal-Mart ctia nganh cong nghiép thé tin dung, dua
ra gia hoan toan ré hon so véi nhitng nha cung cap truyén
thong.

AT&T cling danh cuoc rang cong ty c6 thé kinh doanh bang
cach thu loi nhuan triét dé t thwong hiéu ciia minh, mot viéc
lam kho ma ton tai trong nganh cong nghiép thé tin dung. Phan
nita nhiing nguoi st dung thé tin dung khong biét rang mot
trong 6.000 cong ty da phat hanh ra thé caa ho. Véi ho, ching
chi don thuan la nhitng MasterCard hay Visa ma thoi. AT&T
da dua ra mot cai tén dang ton kinh.

C6 1é diéu quan trong nhat 1a AT&T c6 thé thay dugc khach
hang khong hai long vdi loai thé ma ho dang st dung. Nhing
nguoi dung thé khong thich phi giao dich thwdong nién cao, va
c6 maot hay hai truong hop ngoai 1€ 1a ho khong thich dich vu
xoang xinh ma ho dang si dung. Nhiéu nguoi da thang thin
bay t4 su tiic gian vé nhitng nhan vién truc dién thoai cau kinh,
nhitng ngudi ton hang tuan dé diéu chinh mét thay doéi nho
nhé nhu s6 nha chiang han, hodc néu ban bi mat thé thi ban
sé phai goi nhiéu cu dién thoai, phai dién vao hang déng giay
t0 16n xon mdi ¢6 thé dugc cap lai thé. AT&T cho khach hang
thay rang coéng ty c6 thé cung cap mot dich vu tét hon nhiéu.

Du c6 hay khong sy xuat hién cta nhitng doi thd méi thi sy
bién dong ctia thé gidi vao nam 1989 ciing da gay thiét hai dén
nhitng nha phat hanh thé truyén théng. Nén tang hiéu biét veé
khach hang cda ho cé han va san pham cda ho thi khé ban
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chay dugc nita. Chang c6 gi dang ngac nhién, nhitng nha phat
hanh thé khong thé nao doi héi mét muc phi cao khi dich vu
cda ho lai kém. Khach hang cda ho mong c6 mot dich vu tot
hon va AT&T da dap tng diéu do.

AT&T da dung khi dat cugc. AT&T Universal Card Services
da dat 1oi nhuan trong 27 thang, vugt ngoai dy kién. Hién nay
thi cong ty 1a nha cung cap thé ngan hang 16n thit hai trong
nganh. Hon 20 triéu ngudi sé httu thé, twong ng véi muc tién
ng hon 11,1 ti d6la, sit dung n6 nhu thé goi dién thoai duong
dai va thé tin dung néi chung. Ho ¢6 1oi hon so véi khi st dung
cac thé tin dung khac vi khong ton phi giao dich thudng nién,
lai suat thap va duoc gidm gia khi thuc hién cac cudc goi
duong dai.

Ngai Paul Kahn, chu tich dau tién cia UCS, da tuong thuat
lai tuong tan cau chuyén ctia cong ty minh, cau chuyén chi
méi bat dau t hon bén nam trudc véi mot doi y twéng gom
35 ngudi. Gig day thi Paul Kahn da la chid tich va CEO cuia
SafeCard Services. Dong hanh véi Kahn 1a bén nhan vién hién
thoi: Jim Kutsch, Phé Cha tich phu trach Mang va May tinh;
Linda Plummer, quan 1y cap cao cda phong Quan hé khach
hang; Daniel Patterson, thanh vién ddi truc dién thoai song ngt;
va Bridgette Waters, thanh vién Phong bao vé ngudi tiéu dung.

Ké hoach hoat dong xuat sac

Khi AT&T ra mat san pham Universal Card, cong ty da dua
ra nhitng ké hoach dé cé thé thanh céng gap doéi. Véi nhitng
khach hang mdi, cong ty dua ra gia thap hon so véi bat ki cac
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loai thé nao c6 mat trén thi truong - hoan toan mién phi va
muic 1ai suat thap giup nhitng nguoi st dung thé thudng xuyén
c6 thé tiét kiem hang tram dola mdi nam. Khach hang nhay
qua mua loai thé hap dan nay dé nhét vao vi cda ho. AT&T da
theo sat khach hang bang dich vu phan ung nhanh, khong lam
cho khach hang cam thay phién toai, nhd vay khach hang st
dung thé thuong xuyén hon, thé nén ngay cang it cac loai thé
c6 thé canh tranh véi thé cda AT&T. Bang cach lam cho khach
hang biét dén, ti d6 st dung thé thuong xuyén, AT&T da dat
dugc muc tiéu chinh cda minh 1a ndm gitt dugc s6 ¢d phan 16n
trong mon ng tin dung ton dong. AT&T da ndi 16ng cach thiic
canh tranh dé lam lung lay cong viéc kinh doanh cda hau hét
cac doi thu va dé cac déi thd c6 thé nhan ra diéu do thi c6 1é
phai ton vai nam.

Paul Kahn: D¢ t6i ké ré cau chuyén cda Universal Card.
Khi ching téi tung thé ra thi truong, chung t6i chuyén
tai dén khach hang mot thong diép rat ré rang va don
gian. Chang phai t6n bat ki muc phi nao. Tat ca déu mién
phi. Ldi tuyén b6 cda ching téi rat hiéu qua day nhé.
Chung t6i két hop mot cai thé goi dién thoai vdi mot cai
thé tin dung, nho vay ma khach hang khong phai nhét
hai cai thé vao vi nita, thay vao dé chi can mot thé thoi.
Chung t6i don gidn hoa cudc séng. Nhung ching t6i ciing
lam tang gia tri; moi khi khach hang goi dién thoai duong
dai thi ho sé dugc giam gia.

Toi nghi nguyén nhan chinh dan dén thanh coéng cda
AT&T 1a do chung téi lay chat lwong, dich vu, gia tri va
cu xtt lich thiép d6i véi khach hang 1am dau, ma diéu do
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thi cac ddi thi cda ching t6i chang thé cé duoc. D6 1a loi
thé canh tranh cda ching t6i. Tri khi ban c6 mot san
pham mdi, trit khi ban c6 mot vi thé méi thi ban méi phai
lo 1am sao dé cé dugc 1oi thé canh tranh. Chung t6i lam
diéu do6 bang cach van hanh mot mo hinh hoat dong suat
sac va lam khach hang hai long bang dich vu tuyét voi.
Thai gian tréi qua, vi chung toi c6 mot muc 1ai suat linh
hoat nén lai suat cda chung t6i gidm xuéng so véi 1ai suat
ban dau. Lai suat cia ching t6i gidm xuéng nam lan trong
vong hai nam rudi trong khi lai suat c6 dinh cda cac doi
tht canh tranh cda chung t6i van nhw thé. Méi khi 1ai suat
cda chung toi gidm xuéng, chung to6i déu thong bao cho
khach hang. Chung t6i sé bao nhitng khach hang tuong
lai chuyén s6 du ctia ho tir dich vu ctda cac ddi thd sang
dich vu cda chting t6i dé tiét kiém tién. Chung t6i c6 gitt
hinh anh cong ty nhw la mot cong ty coi trong gia tri,
chat luong, dich vu va la mot cong ty ban cé thé dat tron
niém tin.

Chung t6i cung cap dich vu tuyét hao bang cach lam moi
thit tré nén t6t hon d€ dén véi v6i khach hang. Nghia 1a
chuing t6i huan luyén cac nhan vién gidi quyét nhirng van
dé ma khach hang gap phai qua dién thoai, chit khong
yéu cau ho dién vo nhitng mau don dai 1é thé. biéu do
c6 nghia 1a chung t6i cat gidm di nhitng thit gidy to khong
can thiét. Nghia 1a chung t6i sép xép hop ly hoa lai viéc
phan phodi thé. Tham chi nghia 1a ching t6i phai lam
nhitng thit nhat nhéo nhu chinh sta lai 16i tuyén thé.
Chung t6i nghi ra 16i tuyén thé va chinh sita lai n6 sao
cho dé nghe hon va dé dua vao phuong thitc thanh toan
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hon. Méi khi ching t6i phat hién ra van dé gi, chung toi
lién stta chita né. Chung t6i luén tap trung vao viéc sia
chtta nhing thit héng hoc.

Dé dat duogc chat lugng hoan hdo ma khong c6 mot sai
s6t nao la dieu khong nhitng kha thi ma né con 1la mot
chién lwgc canh tranh quy gia. Vi du, méi thang chung
t6i thu dugc tam triéu lugt thanh toan. Néu chung toi chi
sai sOt 1% t 1é trong so tam triéu thanh toan do, c6 nghia
1a méi thang sé c6 80.000 khach hang that vong vé dich
vu cta ching téi. Ho that vong vi thanh toan khong duogc
khau tri trong thé cda ho, hoac 1la ho nhan duoc cudc
phi thanh todn muon, cing cé thé do ho bi tinh thém
cudc phi phu troi nao do. b6 1a mot con s6 khong thé chap
nhan dugc. 80.000 nhan v6i 12 thang bang 1 triéu khach
hang that vong chi vi mot trong s6 nhing tién trinh cia
chuing t6i. Chung t6i bat dau voi khoang 99,8% dén 99,9%
qua trinh thanh toan khong co 16i.

Khau dich vu cda chung t6i cting duoc thiét ké nhanh hon
so v6i cda cac doi thd. Vi du nhé, chung t6i chi can ba
ngay dé md tai khodn mot thé tin dung ké tw khi khach
hang goi dién yéu cau, va chi bdy ngay sau thé da dén
tay khach hang, tinh theo thoi gian giao hang trung binh
cua buu dién. Chung t6i dat dugc muc tiéu chi tri vai
thang dau vi s6 lugng thé phat hanh ra qua nhiéu.
Chuing t6i dy dinh sé thiét ké mot hé thong lam khach
hang thich tha chi¥ khong phai lam khach hang hai long.
Néu khach hang gap truc trac gi khi st dung thé cia
chung t6i hodc néu khach hang thay déi dia chi, ching
toi sé thay doi dia chi cho khach hang truc tuyén thay vi



t6n hai thang nhu trude kia. Cac cong ty canh tranh nhat
& My hién nay huéng dén viéc 1Jam hai long khach hang.
Ho van chua hoc héi duoc 10i thé canh tranh to 16n bang
cach lam khach hang thich thu.

Nhitng doi thu:
Phan wng cham chap

Lich st da chitng minh dugc rang ngay tit dau, phwong phap
cua AT&T Universal Card Services da thanh cong. Khach hang
1a nguoi dau tién nhan ra diéu d6 con nhiing déi thd canh tranh
thi phai 1au sau mdi nhan ra. Vai thang sau khi thé dugc tung
ra thi truong, nhing nha phat hanh thé khac nhan dugc thong
diép tiép thi déu déu ta UCS va ho cting nghe nhitng bao cao
déu déu tu dich vy xuat sac cda Universal Card. Thé nhung
ho van ludng lu va chua hanh dong. Dudng nhu tht ma ho
chua nghe thay 1a UCS dang ban ron phat trién viéc kinh doanh
cda minh dé thay thé cho nhiing hoat dong kinh doanh 16i thoi
cua ho.

biéu cudi cung lam cac ddi thd thic tinh 1a thi phan da 6
at chay vao tui cia UCS. Mac du cac nha phat hanh thé khac
da thu lai duoc khodng 15 dén 20% ti chién dich quang cao
truc tiép, thé nhung theo Kahn thi ki la thay, UCS van nam
gitt 40%. Sau vai thang thi thi phan cda cac déi thu da bi UCS
chiém tron.

Paul Kahn: Chung t6i khién nhiing ngudi tiéu dung My
chuyén sang st dung dich vu ctia chung t6i. Phai dén hai
nam thi cac déi thd canh tranh cda ching t6i méi phan
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tng kip. Thé nén trong hai nam, chung t6i da chiém gan
hét thi phan. Nhitng d6i thud cda chung toi sé khong thé
nao lay lai dugc nhitng thit da mat. Ho nghi rang ching
t6i khong thé gitt vitng thanh cong. Ho nghi chung toi chi
1a ngudi ndi tiéng nhat thoi. Nhung chung toi khong chi
chiém thi phan ma chung t6i con lay di nhiing khach hang
t6t nhat ctia ho, va gio thi ho méi nhan ra rang khuynh
huéng nay sé danh bai ho. Ho van kiém nhitng khach
hang c6 ridi ro cao con chung toi thi van kiém nhitng
khach hang dang tin cay. Ho khong biét rang cach thay
d6i cda chung t6i 1a chuan muc.

Qua trinh hoat dong:
Cot 16i ctia kinh doanh

Thanh cong cda nhiing cong ty hoat dong xuat sac nhu AT&T
Universal Card Services phu thudc vao cac qua trinh cung cap
dich vu dang tin cay voi mot mie gia thap. Cac qua trinh c6
thé bao gdm phat hanh thé, déi lai dia chi cho khach hang, hoac
stta lai cac hoa don sai. Cac phuong phap hoat dong chuan
duoc tap luyén nhiéu lan va dugc kiém dinh khat khe dé co
1ap nhitng hdng hac, gitt chi phi cda moi phwong phap lic nao
ciing thap. Hay chu ¥ rang nhitng cong ty nhu AT&T Universal
Card Services khong yéu cau nhan vién phai tao ra nhing quy
tac moi khi ho tan thanh viéc cung cap mot dich vu tuyét voi.
Ho yéu cau nhan vién lic nao cling phai tuan theo cac qua
trinh da dugc dinh ra ma cac qua trinh 4y mang lai mot dich
vu tot dén bat ngd va khong lam cho khach hang cdm thay
phién toai.
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Paul Kahn: Piém trong tam trong viéc gidm gia thanh cda
chung t6i 1a cat gidm hao phi va sai sét. Theo thong ké
thi 15 dén 20% chi phi sdn xuat cia bat ky nganh coéng
nghiép nao cting déu bat ngudn ti nhitng sai sét, chi phi
dé khoi phuc sai sot va stta chita 16i sai. Vi thé chung toi
quyét dinh cho du c6 lang phi thi ching t6i ciing cé tim
moi cach dé cat gidm chi phi.

Chung t6i khong dinh tai bé tri nhu nhitng cong ty khac
dang thyc hién v6i viéc chi sa thai mot tép nguoi. Chung
toi sap loai bd nhitng thiéu s6t cling nhw nhitng khuyét
diém cda minh. b6 12 cach thic chung toi dinh lam dé
gidm cac chi phi. Sau d6 ching toi chuyén phan tién tiét
kiém tw viéc cat gidm chi phi vao tui cia khach hang hoac
dem né vao 1¢i nhuan rong cia chung t6i. Va, néi mot
cach thang than thi chiing t6i 1am ca hai! D6 1a 1y do tai
sao chung tdi ¢6 thé dua ra loai thé ma khéng can phai
ton mot muc phi thuong nién nao, giam lai suat ma van
thu duoc 1oi nhuan ngang bang véi cac doi thd khac trong
nganh.

Chung t6i ciing khong hé muén mat khach hang. Nhu
moi ngudi da biét thi dé git duoc khach hang con khé
hon 1a dé c6 khach hang méi. Trong cong viéc kinh doanh
cda chung t6i, can phai tén mot nam rudi dé kiém dugc
lgi nhuan twr phia khach hang. Theo d6, néu ban gii
duoc khach hang cang lau thi ban cang kiém dugc nhiéu
lgi nhuan. That ra, modi khach hang dong gop 35 dola
trong lgi nhuan hang nam cda cong ty. Vi thé chung toi
muén git t 1é tiéu hao tw nguyén ¢ mic thap nhat. Va
thuc té thi ti 1é tiéu hao méi nam cda ching toi thap hon
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2%. Ti 1é cua Citibank la 15%, vi thé ma ho mat di khach
hang da gin b6 véi minh sau, bdy nam. Con qua sém dé
két luan diéu gi nhung chac chan rang AT&T hy vong
minh sé & vi thé nay lau hon nita.

Ti 1é tiéu hao cda ching t6i médt phan do cach chung téi
xt ly nhing 16i phan nan cda khach hang. Vi ching t6i
huéng dén viéc 1am khach hang vui 1ong nén méi thang
ching t6i nhan duwgc 200 16i than phién trong khi c6 dén
2.000 10i khen tang tw phia khach hang danh cho chung
toi. D6 1a mot thanh tich kha tt béi vi ngudi tiéu dung
My khong thich viét nhitng 14 thu tay dé khen nggi. Chi
khi nao bic bach 1am ho méi viét thu tay.

Daniel Patterson: Toi c6 gang dem dén cho moi ngudi mot
muc dich vu nhu nhau, t6i chang thién vi cung cap cho
ai mot dich vu t6t hon ca. Nhitng diéu phi thuong that
su 1a nhitng diéu binh thuong quanh ta. Téi dugc nhan
mot phan thudng khi t6i cham s6c mot cap vg chong khi
ho bay dén Mexico. Ngudi vo bi nga ngua, gay xuong
chau va can phai phau thuat. Bac si § Mexico khong chap
nhan thé tin dung hay bat ky cac loai bdo hiém tai nan
nao khi c6 ay dang & Mexico, thé nén doi vo chong nay
roi vao tinh trang tién thoai luéng nan. Véi su gitp do
cua mot nguoi cong su, chuing toi néi chuyén vai cac bac
si rang chung toi sé chuyén tién mat ngay trong truong
hop can thiét. Sau khi chung téi fax vai thong tin sang
Mexico, ho chap nhan thé tin dung. Sau ca phau thuat,
moi tht déu t6t dep ca. Chung t6i giup doi vg chong tré
vé nha an toan. D6 that la mot cdm giac tuyét voi. Nhitng



viéc 1am diing cAm 1a mot phan cong viéc hang ngay cia
ching toi.

Kahn: Dé to6i dua ra mot vi du khac nita. Vao mot ngay
chd nhat thang 9, thdi diém tuu truong, hé thong may
tinh cda chung t6i gap su co. Su cd bat ngudn tir mot trong
nhitng nha cung cp cla chung t6i. Két qua la 40.000
khach hang cta chung t6i khong thé sit dung thé dé giao
dich dugc nita. D6 khong phai la mot trai nghiém hay ho,
dac biét khi ban dang & trong nha hang va c6 gang gay
an tuong voi nhitng nguwoi ban va ngudi chi nha hang
thong bao rang: “Rat tiée, thé ctia quy khach khong st
dung duoc”. Con diéu gi té hon khi nhiing chi cita hang,
khodng 200 ngudi, hd héi lay thé ra khdi tay khach hang
va noi: “Toi rat tiée khi phai thu hoi thé ctia ban”. Nhing
ngudi chi cia hang dwoc phan thudng 50 déla néu ho
phat hién ra thé gian 1an va mét vai ngudi quyét dinh kiém
tién bang cach do.

Vi thé c6 rat nhiéu khach hang khong hai long véi dich
vu cta ching t6i. Chung t6i da khong biét gi vé diéu té
hai d6 cho dén khi khach hang goi dién than phién vao
ding 12 gid trua thit bdy. Nhung chung toi da phat trién
co sé ha tang dé khac phuc van dé nay. Véi hé thong truc
tuyén ctia chung téi thi ching toi ¢ thé phat hién ra mot
cach nhanh chéng rang c6 mot van dé dang ndy sinh. Thé
chung t6i da lam gi v6i van dé nay? Toi tim dén nha cung
cap, dé nghi 6ng ta xem xét van dé va mat khoang bon
gi dong ho dé sita chita. Chung toi soan mot tin nhan
truc tuyén dén nhing nhan vién dai dién cta ching toi
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dé huéng dan ho, méi khi c6 khach hang goi dén nhanh
(1) thi xin 16i khach hang vé su ¢d do, nhanh (2) dé tim
ra noi xay ra sy cd. Néu khach hang dang & cita hang thi
cac nhan vién dai dién cda chung toi sé goi dién thoai dén
ctta hang d6 va hop thitc hoa giao dich. Néu khach hang
khong phai dang @ ctta hang thi chung t6i sé xin tén cia
cia hang dé. Nhan vién cua chung t6i thong bao véi
khach hang rang ching toi sé goi dén cita hang, thay mat
ho va ca ching t6i xin 16i ctta hang va noéi ré véi ho veé
rac roi dang xay ra.

Vao ngay thit ba tiép theo, ban diéu hanh ching toi bat
dau hanh dong. To6i gli dén 40.000 nguoi thu c6 kém chi
ki cda toi. Toi gidi thich diéu gi da xdy ra va néi rang do
1a 16i cia hé thong may tinh, rang chung toi thanh that
xin 16i vi da 1am ho cadm thay bat tién, rang chung t6i cam
doan diéu do sé khong xay ra mot lan nita va & day 1a
phiéu mua qua tri gia 10 dola, khach hang c6 thé st dung
tiy V. Thang sau chung t6i nhan duoc nhiéu 16i khen ngoi
hon bao gio hét. Ngudi ta chua ai ting dugc doéi xi nhu
cach chung toi doi xi véi ho. Nhung chung toi da lam
cho minh tré nén khac biét va cach ching téi cu xi thé
hién rang chung t6i sé lam theo nhting gi chung to6i cam
doan. Piéu d6 da that sy cing c6 mdi quan hé giita cong
ty chung t6i va khach hang.

Vuot tréi nho phuong phap cot 16i

Nhitng cong ty thanh cong tit cach hoat dong hiéu qua soéng
hay chét déu phu thuoc vao qua trinh cai tién, nhin chung la
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bi nhiing nguyén tac cia quan Iy chat lugng toan dién chi phdi.
AT&T cling nam trong gudng quay do. Cong ty khong ngung
danh bong phuong thitc hoat dong chuan ctia minh dé cat giam
chi phi cho cong ty va dé giam thiéu phién toai cho khach hang.

Paul Kahn: Chung t6i phat trién mot qua trinh duogc goi
1a cai tién khong nging. Trén thuc té, no trd thanh gia tri
c6t 16i cda cong ty chung toi, nhitng gi chung t6i dang
lJam hém nay thi ngay mai chung toi déu cé thé lam tot
hon. Trong ndi bo cong ty, xuat hién tran lan nhimg phan
tng chi trich tiéu cyc. Dién hinh nhu ban chi trich nguoi
khéc vi ho méc 16i. Thay vao dé ban nén noi “Ban da lam
sai diéu gi do trén tinh than khong nging cai tién - lam
cach nao dé lan sau ching ta c6 thé 1Jam tét hon?”. Chung
toi ludn c6 gang nghi mat cach tién bo va luén hoi rang
“Lam cach nao dé chung ta c6 thé tot hon?”

Chung t6i tién hanh qua trinh cai tién chat luong mot cach
rat thu vi. That ra thi ching téi “chom” y tudng cda FBI
va lap ra “danh sach den” gom 10 thiéu sot vé chat luong.
Trén twong moi phong ban ctia UCS déu c6 mot “danh
sach den”. Cac nhém dugce giao trach nhiém lam viéc lién
quan dén moi muc trong danh sach dé, va khi ho stza chita
mot trong nhimg khuyét diém do, ching to6i déu c6 nhiing
buéi hop véi ting nhan vién va chung t6i sé tan thudng
cac doi do va tang ho bang danh du. Tai m6i thoi diém
da dinh, chung t6i c6 khoang 125 dé an cai tién chat
lugng, tat ca déu cé cac nhéom chiu trach nhiém. M6i khi
hoan tat mot dé an nao thi dé an tiép theo lai dugc liét ké
vao danh sach. b6 la m6t qua trinh lién tuc.
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Néu nhu ban da tirng cdm thay ty man va nghi rang ban
da dat dugc chat lwong cao nhat, khi dé ban dang & diém
cudi cda hanh trinh chat lugng. Mot trong nhing diéu toi
da lam 1a tao ra mot méi truong co6 thé ép moi ngudi trong
cong ty gan gii khach hang hon ntta. Méi truéng phong
trong cong ty moi thang budc phai lang nghe nhitng cudc
goi ctia khach hang trong khoang hai gio dong ho. Khong
ai trong chung to6i c6 di kha nang lam khach hang vui
long nhung it ra chuing t6i ciing phai lang nghe ho va hiéu
nhiing gi ho mudn.

To6i phai ké cho cac ban nghe théi, vao thang 6 nam 1990,
ba thang sau khi chung t6i ra mat thi truong, chung toi
nghi la chung t6i kha tuyét voi. Chung t6i chi vira giai
quyét nhitng sy c6 may tinh va chung t6i ram rd san xuat
thé nhu dién vay. Nhung chung t6i da ghi diém trén thang
diém chuan Baldrige, va chung to6i nhan thay rang ching
toi chi ghi duoc 150 diém so voi tong s6 1000 diém cia
Baldrige. D6 that sy 1a mot trai nghiém kinh hoang déi
vGi chung toi.

Khi chung t6i thang giai thuéng Baldrige vao nam 1992,
chung t6i da ghi khodng 700 dén 750 diém, mic diém
s6 ma ban c6 thé thang giai Baldrige. Va thé 1a trong ba
nam, chiing t6i da tién lén mot cach day y nghia.

Hung manh bédi cong nghé thong tin

Chinh c6ng nghé thong tin da giip AT&T thanh cong. Cha
c6 gi 1a ngac nhién ca. Téc do va sy hoi nhap cda may vi tinh
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va co sG dit litu da gép phan tao nén dich vu nhanh chéng va
khong gay phién toai cho thé gi¢i hdm nay. Tuy nhién, khong
chi c6 AT&T dugc ty dong hoa hét miic. Hé thong may tinh vé
ban chat da vach ré cong viéc cho con ngudi - ching lén
phuong phap moi cong viéc. Mot cach hiéu qua ma noi thi hé
thong chi phdi phuwong phap.

Paul Kahn: Chung t6i da st dung cong nghé rat nhiéu nhu
mot thit vi khi chién dau. Diéu chuing t6i muén 1a mot
moi truong ky thuat cao va cé kha nang tuong tac cao.
Chung t6i bat dau véi mot co. s dit liéu cda tat ca cac
khach hang & My d€ khi cac ban goi dién dén, chung toi
biét s6 dién thoai cda ban - va bum! - ching téi c6 thé
biét dugc cac thong tin vé ban tit co s6 dit liéu va nhing
thong tin so lwgc cia ban da dugc bd phan truc dién thoai
ctiia chung t6i nam ré trude khi tréd 16i dién thoai.

Ti 1é trd 10i dién thoai ctiia chung toi la ctt mdi hai, ba hay
bén gidy. Bang cach cat gidm thoi gian lang phi d6, chung
toi mdi c6 thé cung cap cho khach hang nhiéu dich vu
hon ntta.

Jim Kutsch: Man hinh may tinh & UCS dugc thiét 1ap twong
tw nhw nhitng chiéc may bay phan luc hién dai, nghia 1a
nhitng chitc nang it st dung dugc tw dong hoa dé ngudi
phi cong c6 thé tap trung vao cong viéc chinh cda minh.
Chung t6i muén lam nhitng diéu tuong tw nhau, chd tam
dén nhitng chuyén vat vanh ¢ hau truong, cung cap
nhiing thiét bi va phuong tién chinh xac dé b phan truc
dién thoai cta chung t6i c6 thé toan tam toan y phuc vu
khach hang.
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Kahn: Moi thuong vu dat dugc, moi khi chung toi giao dich
v6i khach hang, chung t6i déu c¢6 gang tim moi cach dé
c6 thé lam tot hon va nhanh hon ntta. Vi du nhu ching
toi dung cac hé théng chuyén mon dé cho ngay ca nhitng
nguoi chuwa ting gii tién vao ngan hang ciing cé thé lam
tang lwong tién gii ngan hang lén. Chung t6i don gian
héa né. Pay la lan thwt tv chung t6i lap lai “tram lam viéc”
(workstation - workstation 1a mot hé théng cac may tinh
két n6i voi nhau bang mot may) dé ban tréd thanh ngudi
thugng co vi phan cing va phan mém ct thay déi xoanh
xoach méi mot nam, cting cé khi 1a méi gio dong ho, dé
ban biét rang chung t6i da c6 gang nhu thé nao dé gii
loi thé canh tranh ctia minh.

Kutsch: Thit ching t6i da va dang phat trién chinh 1a
tram lam viéc U-WIN - kénh phan phéi dich vu khach
hang cda chung toi. Hé théng PBX (mang dién thoai dia
phuong), hé thong x Iy cudce goi, 800 dich vu va mang
lu6i da tré thanh 1gi thé cda chung t6i. Ching t6i nghi
qua trinh phan tich co sd d liéu cda minh that la hiéu
qua. Chung t6i da thu thap dit litu ké tw khi tung san
pham ra thi trudng va khi biét chi tiét vé cac vu giao dich.
bieu dé da giup ching t6i c¢6 duoc 1gi thé to 16n dé xem
xét lai va cai tién hoat dong cia minh.

Nguon nhan luc

Loi thé to 16n khac nita cia AT&T Universal Card Services la
mot doi ngi nhan vién tich cuc, tan tuy lam viéc. Cong ty da
c6 gang dat duoc nhiing gi ma chi mot so it cac cong ty khac
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6 thé 1am dugc: cong ty da kich thich thai do 1am viéc hang
say dé nhan vién c6 thé hoan thanh tot nhing viéc da dugc
giao pho. Cach lam cia cong ty la thué nhing nguoi ham hd
lam viéc v6i nhiéu tiém nang to 16n, dao tao ho dé ho c6 théi
quen cung cap nhitng dich vu xuat sac, va tap trung ho vao
nhitng doi nhom gidi quyét nhitng van dé, huéng cong ty dén
sy cai tién khong nging.

Hiéu qua cda UCS gidéng nhu nhing cong ty hoat dong xuat
sac déu bat nguodn ti vai tro to 16n cda chuyén moén hoa va su
két hop rong khap déi ngd nhan vién. Két qua 1a nhing cong
sy nhu nhiing cong su trong doi dién thoai song ngtt cé thé
gidi quyét hoac tim nhitng nguoi co lién quan dé giai quyét hau
hét cac van de.

Cach thitc UCS quan 1y con nguoi da tao nén sttc manh vé
mat t6 chitc khién hau hét cac déi thi canh tranh khong thé
nao danh bai néi. Viéc dao tao gitp con ngudi tré tai, tré thanh
tich, nang gia tri ban than 1én, y thiic vé gia tri cda ban than
va xay dung long trung thanh ctia nhan vién doi véi doi cda
minh va déi véi khach hang. Loi ich cda viéc ty phat trién nay
dugc thé hién & nét mat han hoan ctia cac nhan vién va khuynh
huéng thiét thuc cda s6 liéu thong ké 1gi nhuan.

Linda Plummer: Mot trong nhitng triét 1y ¢ UCS la néu
chung ta c6 nhitng cong sy hai long va thich thu thi chung
ta sé co nhitng khach hang théda man va thich thu. Tat
ca chung t6i déu trong cung mot doi. Pong luc ctia ching
toi 1a tré thanh ngudi chud t6t nhat trong nganh dé cung
cap cho cac cong su cda minh mot moéi truong lam viéc
khién ho yéu thich.
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Jim Kutsch: Chung t6i c6 mét luc luong lao dong rat tai
nang. Mong mudn cda ching toi thi rat ré rang; cac muc
tiéu cda chung toi khong hé mo ho hay kho hiéu; va ching
toi cting khong dat nang tu twdng chi - t6. G day ching
toi c6 day long tu hao va nhiét huyét va dé cting 1a nhan
t6 lam doéng luc thuc ddy cho méi ca nhan.

Bridgette Waters: Cong ty lam ban c6 cam giac nhu ban
c6 thé noi chuyén voi ho va chinh sach mé cita nay that
su c6 hiéu qua. Ban khong phai goi chu tich cda chung
to6i 1a Ong Hunt nita, ban chi viéc goi 6ng la David thoi.
Mot ngay kia 6ng dung lai ¢ ban lam viéc cua t6i, hoi rang
dao nay t6i thé nao roi. Ong rat rat than thién va diéu do
da tao nén su khac biét.  day, ban khéng c6 cam giac
rang c6 ai do tai nang hon ban hay ban yéu thé hon ho.

Kutsch: Chung t6i cung nhau lam viéc dé phat trién va
chung t6i c6 rat nhiéu doi da chitc nang dé hoan thanh
t6t moi chuyén. Trong mot vai truong hop, mot doéi da chic
nang c6 thé chi dugc lap ra dé nghién citu mot van deé
vé viéc cdi tién chat lwong can c¢ vao 120 chi tiéu chat
lugng hang ngay ma chung t6i liéu chung. Cac doi hoat
déng dua vao mot nhu cau cu thé ma chung toéi da nhan
thay dugc trong cong ty. Toéi nghi phuong phap gidi quyét
da chic nang da xay dung duoc v thiic doan két trong
cong ty.

Daniel Patterson: Ngoai cac nhém da chitc nang, UCS t0
chtc cac nhan vién thanh nhing doi nhém c6 chirc nang
chuyén mon, vi du nhw doi song ngtt. Nhém téi bao gom
15 dén 40 cong su; nhitng nhém chuyén mon hoa khac



c6 thé nhé hon. Trong méi trudng lam viéc cda ching toi,
ban c6 thé nghe nhitng thanh vién cta doi khac dang noi
gi. Néu mot ai dé gap van dé voi mot vi khach hang dang
quat nat hay mot thid tuc rac réi, chung t6i déu hang hai
bat tay vao viéc va ¢ gang giup do nguoi ay.

Plummer: Chung t6i c6 nhitng ngudi tai mot phan béi
vi ¢ day chuing toi c6 phuong phap tuyén dung rong rai.
Viéc lam d6 ton kém nhung chung toi da thay dugc rang
nhitng nhan vién ching t6i thué déu rat xuat chung. Ho
rat c6 chi tién thid, sang da va sau khi ho hoan thanh
toan bd qua trinh, ho cam thay nhw thé ho da that su
lam diéu do.

Chung t6i bat dau v6i mot bai kiém tra ty luan vé ki nang
gidi quyét van dé, bai kiém tra nay khong phai danh riéng
cho bat ctt trinh do6 hoc van nao, ban sé khong vuot qua
dugc bai kiém tra ndy néu nhu ban chua hoc cao dang.
Nhitng ngudi da dau bai kiém tra nay sé c6 mot tinh
huéng nhap vai: Chung t6i dua ra thong tin vé mot cong
ty 40 va mot ngudi nao do dén gan dién thoai, gid vo 1a
mot khach hang. Chung t6i 1dng nghe cudc doi thoai nay
va danh gia nguwoi d6 dua trén su linh hoat, nhiig ky
nang ca nhan va cach tiép xuc chung déi véi khach hang.
Nhitng ngudi du tiéu chuan sé dugc moi dén mot cudc
phéng van tuyén dung trang trong va tai cudc phéng van
d6 chung t6i tim kiém nhitng thw nhu 1a sy tan tuy doi
VOi cong viéc trude kia, ho so viéc lam day dd, v.v... Va
tiép theo d6 c6 mot cudc phéng van khac véi trudng
phong diéu hanh. Chung t6i dan cac thi sinh dén trung
tam hoat dong chinh gitip ho c6 chut cAm nhan vé méi
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truong ¢ day. Chung toi cling kiém tra chat kich thich va
lam mot vai kiém tra dé tham khao. Vi thé do6 1a mot qua
trinh kha ti mi; chung t6i chi thué 10 nguoi trong s6 100
ngudi da tham gia lam bai kiém tra ty ludn. Vai nam trudc,
toi la trudng phong tuyén dung & day va toi nghi chung
toi da kiém tra 13.000 nguoi vao nam dé.

Patterson: Theo t6i thi viéc tuyén dung 1la mot qua trinh
dai dang dang. Lan dau tién t6i ndop don xin viéc § day
la khoang ba nam ruéi trudc, khi dé6 UCS dang c6 dot
tuyén dung 6 at. Céng ty lic dé phai thué mot trung tam
hoi nghi va sat hach 200 dén 300 ngudi cing mot lic. Toi
lam bai sat hach, roi lam bai sat hach véi dién thoai dé
nhiing nha tuyén dung thay t6i giao tiép v6i nhimg chi
thé t6t nhu thé nao. Sau d6 t6i c6 mot cudc phéng van.
Dé dugc tuyén dung thi phai ton mét khodng thoi gian
nhung d6 that sy la mot kinh nghiém tuyét voi. Co rat
nhiéu tng vién va diéu lam t6i an tuong 1a tat ca moi nguoi
déu c6 trinh do. Cudc canh tranh dé c6 duogc viéc lam rat
khac nghiét. N6 khién ban manh mé hon va giéi hon.

Plummer: Khi ngudi ta dugc tuyén vao thi ho phai trai qua
modt khoa dao tao kéo dai nam, sau tuan; sau do ho duagc
thtt viéc trong khodng hai tuan. Chung téi c6 nhiing thay
gido va nhiing ngudi huan luyén du tiéu chuan, méi nguoi
huan luyén chiu trach nhiém ba nguoi. Hoc vién lang
nghe cac dong nghiép nhan dién thoai va tw nhan dién
thoai dudi su gidm sat ctia mot dong nghiép.

Mot trong nhitng thit toi thich vé viéc dao tao 1la mot
chuong trinh c6 tén “nguoi hung” - vi du vé nhing con



nguoi ¢ UCS da thang giai thudng khi tién phong gitup do
khach hang. N6 khién moi ngudi phai nghi vé viéc ching
toi phai ¢ gang nhu thé nao dé cung cap cho khach hang
mot dich vu tuyét voi nhat va cac cong su cda chung toi
da duoc trao quyen nhu thé nao dé co thé quyét dinh trong
nhing tinh huéng thi thach. Chung toi rat tu hao vi
chuong trinh dao tao cda chung t6i dugc truong cao dang
cong dong dia phuong danh gia cao va néu nhu sinh vién
hoan tat khoa hoc nay thi ho c6 ba tin chi.

Patterson: Khi ban dala thanh vién ciia mot nhom thi sé
c6 mot chuong trinh dao tao lién tuc véi nhitng phuong
phap mdi, nhitng qua trinh va nhitng cai tién trong hé
thong. Néu nhw ban khong phai truc dién thoai thi ban
c6 nhiing ké hoach méi hoac 1a phai theo nhitng khéa dao
tao. Viéc dao tao thi rat rong.

Waters: Néu ban thanh cong trong tat ca nhing viéc ban
lam thi nhiing ¥ tudng ctia ban duoc dung dé gitip mot
nguoi khac. Néu nhu mot ngudi nao dé cé su khéi dau
khong t6t nhu t6i thi t6i sé dén héi han xem ho dang lam
gi hodc ho c6 thé dén va quan sat xem cach toi gidi quyét
mot tinh huéng. D6 c6 thé 1a mot sy diéu chinh don gian
khién cho ho tao nén su khac biét trong cach biéu hién
va tham chi 1a 4nh huéng dén bang cham coéng thuong
nién cda ho. Khi ban c6 thé giip ai dé thi ban sé cam
thay rat vui, va nguoi ta cing cé thé sé giup lai ban.
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Danh gia va khen thuong

Dé dat dén dinh cao trong qua trinh hoat déong ctia minh thi
cac cong ty phai lam viéc rat vat va va xem trong moi tiéu tiét.
Ho phai ddm bdo rang khong chi chién lwgc ma sy thé hién
cda ho phai gan nhw hoan hao - d6 1a nhiém vu muén thud.

Cach duy nhat dé hoan thanh mét nhiém vu nhé va can thiét
la déi theo no, vugt qua né va theo dé khen thudng nhitng nguoi
c6 lién quan. Universal Card Services can cit vao nhing so liéu
thong ké dé theo déi thanh tich ctiia cong ty va méi nhan vién
duwoc mot phan thudng khuyén khich vi da git vitng vi tri dan
dau cda cong ty trén thi truong. Thém vao phan thudng khuyén
khich d6 1a mot bo day du cac chuong trinh ddm bao rang cong
ty sé khong bé qua bat ky mét viéc lam tot nao.

Paul Kahn: Gio day khi moi viéc da dugc hoan thanh, dé
cung cap chat lugng dinh cao, ban phai danh gia dugc
tam quan trong va anh huéng ctia né. Ban phai danh gia
dugc tam quan trong va dnh huéng cda moi thit trong
cong ty minh. Va chung t6i lam diéu d6 mot cach chinh
xac. Chung t6i c6 khodng 350 chi tiéu khac nhau va
chung t6i déu danh gia tot méi chi tiéu dé6. Khoang 120
chi tiéu dugc danh gia 1a cap thiét va chung t6i budc moi
nguoi trong cong ty phdi dat duwgc nhitng muc tiéu chat
lugng d6 moi ngay. Khong phai hang thang, khong phai
hang tuan ma la hang ngay. Chung t6i phai dat dugc 96%
nhitng chi tiéu chat lwong dé va néu chung téi lam dugc
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diéu do6 thi méi ca nhan trong cong ty, ti ban than toi
cho dén bo phan bao vé déu dugc thém tién thudng.

Jim Kutsch: 120 chi tiéu nay cho chung t6i biét ngay ngay
chung t6i dang 1am viéc dé cung cap mot dich vu khach
hang mang dang cap toan cau va uvu viét hon han. Cac
chi tiéu dugc sdp xép theo khodn thdi gian tiéu ton dé
chiing t6i trd 16i dién thoai dén héa don tinh tién da duoc
gti dén khach hang dung lic hay chua. Chung toi ciing
c6 nhtng chi tiéu cho cac hé thong noi vi: Hé thong may
tinh cda chung t6i c6 dung dugc hay khong? Thai gian
trd 10i khach hang nhw thé da phu hgp hay chua? Co
thanh phan ndo cda hé thong vién thong bi héng hay
khong? Chi trong doi cong nghé thong tin cia chung toi
thoi cliing da co 50 chi tiéu phdi hoan thanh moi ngay,
hau hét 1a vé viéc san xuat hang ngay, trg giup, va cach
van hanh hé thong mét cach chi tiét. Nhiing chi tiéu khac
bao gom tac phong nha nhan, chuyén nghiép khi tra 1oi
dién thoai, dap tng nhu cau cda khach hang kip thdi, v.v...

Kahn: Chung t6i bat dau dé ra chi tiéu chat lugng hang
ngdy ¢ UCS ké tir khi mdi di vao hoat dong. Nhitng chi
tiéu cu thé thay déi thuong xuyén dé phu hgp voi nhitng
thay déi vé phuong phap trong toan céng ty. Chung toi
dong thai ciing khong ngumg nang diém khéi dau 1én dua
vao nhing khi ching t6i thanh cong hay that bai mot chi
tiéu cu thé nao, vi thé dé dat duoc chi titu hom nay kho
hon 1a dat duwgc n6 ba nam trudec.

Bang cach lang nghe khach hang, chung t6i biét chinh
xac tam diéu khach hang muén & mot thé tin dung.
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Chung t6i can nhac ting diéu nay va chung téi biét dugc
mic dd quan trong cuia tung diéu: gia ca, dich vu, mua
thé don gian, sy tin nhiém cda cong ty, va v.v...

Méi thang chung toi déu goi cho khach hang va héi ho
rang chung t6i dua ra murc 1di suat nhu thé da thich hop
chua. Ching t6i ciing hdi xem cac d6i thd chinh, vi du
nhu American Express, Discover, Citibank va nhitng hang
khac, dua ra muc 1ai suat ra sao. Vi thé trong mot thai
gian nhat dinh, chung t6i biét duoc diéu quan trong nhat
khach hang muén 1a gi, chung t6i dang lam viéc nhu thé
nao va cac doéi thi cia chung t6i dang lam viéc ra sao.
That vui khi ching t6i vuot tréi hon cac déi thd cia minh
sau, bay loai hang va d6i khi thi 1la tam loai, nhung quan
trong hon hét 1a méi khi ching t6i nhan ra khoadng cach
gitta minh va cac doi thd, chung toi cé thé quay tré lai
va noi: “Coé gi ho lam dugc ma chung ta khong lam dugc?
Va chung ta c6 thé cai tién nhitng gi?”.

Cudi cung thi chung t6i da khon ra. That sy ching toi c6
thé phdng ching s6 lugng khach hang tang thém la bao
nhiéu néu ching toi tang tr 8 diéu lén 10 diéu lam ho
hai long. Diéu d6 gitp chung toi chd tdm vao nhitng thit
chti yéu ma khach hang muén va cho ching toi kha nang
lam minh khéc biét so véi cac dbi tha khéc.

Linda Plummer: Co rat nhiéu cach dé cong nhan nhan vién
cda UCS - ¢6 khoang 40 chuong trinh. Chung t6i co
“Nguoi cong sy cua thang”, chuong trinh nay trao thudng
cho nhitng nhan vién c6 thanh tich xuat sic trong cong
ty hay trong cong dong; chung t6i c6 gidi thudng “Dich



vu xuat sac” dé trao nhiing ca nhan nao cé thé cung cap
mot dich vu khach hang tuyét hao; va chung t6i c6 giai
“Chu tich” duoc trao cho nhitng ai c6 thanh tich xuat sac
dé cong ty chung t6i 1lay lam guwong. C6 khodng 3% cac
cong sy nhan dugc giai thudng “Chu tich” va giai thudng
nay do ngai chu tich hay cac thanh vién trong doi cua
nguoi ay quyét dinh.

Giai thudng “Sttc manh ca nhan” la mot trong nhing giai
thudng c6 ¥ nghia nhat ctiia cong ty ching toi. Ban c6 thé
dé ctt bat ¢t ngudi nao hoan thanh tot cong viéc ciia minh.
Nhitng tng cd vién dugc gidu tén va phai dén chd cda
nhan vién diéu hanh cao nhat, va phé chu tich. Ho bé
phiéu va sau dé ho di vong quanh ban ctia cac cong su
vOi mot cai coi hoi dé thong bao gidi thudng va trao thudng
bang mot tam séc. biéu dé that tuyeét.

Kutsch: Trong cong ty ctia chung toi, nhitng no6 lyc phi
thuwong la chuyén xay ra nhw com bita. N6 khong phai la
nhing cau chuyén thinh thoang va rai rac. C6 nhiing
khach hang ket thé trong may ATM, hay ho bi mat vi va
d6 1a nhitng tinh hudng dé cac nhan vién cda chung toi
“ra tay nghia hiép”. Nhung chung t6i khong nhin nhan
d6 1a nhitng viéc quan trong. Chung t6i mudn dich vu
khach hang ctia chung t6i 1a vu viét va mang dang cap
toan cau; chung t6i mong muén nhiéu hon nita; va nhu
chung t6i khong ngiing nhan manh & day, chung t6i muon
lam hai long khach hang. Va ching t6i mudn né tré thanh
thoi quen cua chung toi.
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Gia tri ctia nguyén tac trong hoat dong

Ngay nay, AT&T c6 khoang 300.000 tai khoan mdi duge ma
moi thang va sy gia tang cda sb lwong chu thé khong phai xuat
phat t nhitng 16i chao moi nhw trude kia nita. N6 bat nguon
tt mot qua trinh hoat dong dugc phdi hgp nhip nhang, tinh vi
-t k¥ thuat véi toc do cao va nhiing ngudi dai dién truc dién
thoai voi nhitng cong cu hang dau; tir nhilng phuong thitc khong
ngung cai tién dé cat gidam chi phi va nhiing lang phi ra khéi
cac tién trinh cda cong ty; t nhitng bo chuong trinh ré rang
cho phép cac trudng phong quan sat thanh tich va so sanh véi
thanh tich ctia cac déi thi; t mot tap toan dién cac chuong
trinh bdo dam cho cac truéng phong va nhitng nhan vién biét
nhiing gi khach hang mudn; va tu lyc lugng lao dong dugc
tuyén dung, dao tao va khen thudng néu lam viéc xuat sic va
c6 nhiéu nd luc.

AT&T Universal Card Services da tuyén dung 2.800 nguoi va
nhiing ngudi nay phai trd 16i hon mot triéu cu dién thoai moi
thang. Nhu mot minh chitng hung hon cho viéc lam ding dan
ndy, vao nam 1992, cong ty da thang gidi thudng chat luong
quoc gia Malcolm Baldrige vi da c6 thanh tich xuat sac trong
dich vu khach hang. AT&T dat dugc giai thudng do chi sau ba
nam hoat dong!
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CHUONG 6

NGUYEN TAc cUA NHONG
NHA SAN XUAT HANG DAU

V6i 1300 phat minh va 1100 bang sang ché tuong xing voi
danh tiéng ctia minh, Thomas Alva Edison 1a dién hinh ctia mot
nha phat minh don doc. Tuy nhién, diéu ma rat it nguoi c6 thé
nhan ra la 6ng da ban tang cho nhan loai mdt mon qua tuyét
voi hon bat ky mot phat minh don 16 nao, dé 1a phwong phap
lam nén tang cho viéc tré¢ thanh hang dan dau trong viéc san
xuat san pham.

Vao nam 1879, Edison la ngudi tién phong nghi ra cach phat
huy nhtng sang kién mdi va tng dung nhitng phat minh nay
vao thuc té, vao nhitng sdn phdm mang tinh thwong mai. D6
c6 thé 1a qua trinh phat trién san pham hiéu qua dau tién cda
mot thé gidi cong nghiép héa. Phong thi nghiém Menlo Park &
New Jersey cua 0ng, noi 6ng va nguoi cong sy tai nang cung
nhau hgp tac, da tré thanh phong thi nghiém mau muc cda
nhitng nha san xuat hang dau ngay nay nhw Microsoft va Sony.

Qua trinh phat trién san pham cta Edison duoc rat nhiéu
cong ty st dung va tran trong nhu bau vat. At hén Edison sé
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hai long khi biét duoc nhitng nha san xuat hang dau hién nay
c6 mot khdi lugng dau vao to 16n. Ong sé khich 1é nd luc dé
tao ra cac san pham khuyén khich nhitng phan hoi tot ti phia
khéach hang. Edison 1a ngudi khong nging may mo véi no luc
ty vuon 1én, nén 6ng sé ca tung nhitng nhan vién dam mé tim
toi nhiing diéu mai la va nhitng ngudi pha vé cac quy tac mang
tinh 1y thuyét suoéng. Va ong cting sé kham phuc quyét dinh
sang tao, lam viéc khong ngoi tay cting nhu su c6 gang dé bién
phat minh thanh sadn pham ctia ho. Sau cung chinh éng da c6
cau noi bat hd: “Thién tai gom 1% tri thong minh va 99% stc
lao dong”. Ciing chinh 6ng, sau khi d6 bao md héi, 1am vo s6
cac thi nghiém dé phat trién mot thiét bi trit dién nhung déu
that bai, da néi rang 6ng biét 50.000 diéu ma 6ng khong thé
lam duoc.

Nhung néu Edison & cung thoi diém véi chung ta thi c6 1é
ong da bi soc trudc tinh trang phat trién san pham toi té trong
cac cong ty ngay nay. Cac cong ty, xi nghiép rat hay bd qua
khau phat huy sang kién vé cdi tién sdn pham, thay déi bao
bi, hodc cai to lai bo may cong ty.

Nhiéu sdn pham ngay nay khong hé qua khau nghién ctu
va phat trién, thé ma dugc gan mac la “mdi” va “da cai tién”,
va di nhién 1a ching khong xiing dang dé duoc gan hai cai mac
dy. Chung khong phai 1a hang mdi, ma la nhiing hang hoa
thudc dang “do6 ¢6”. Mac du cac moén hang ay c6 vai diém khac
biét nho nhé, nhung dé khong thé goi 1a cai tién dugc. Cho nén
thay vi lam cho khach hang cam thay hiing thu, cac mat hang
d6 1am cho khach hang cdm thay chan ngan.

Thé con san pham danh cho nhtng nguoi an vat thi sao?
Nabisco md rong dong banh quy Oreo bang cach cho lén ké
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tat ca nhitng san pham banh Oreo nho, banh kep hai 16p Oreo,
nhitng goi banh Oreo nhd va to, va nhitng goi banh Oreo theo
mua. Két qua 1a nhitng ngudi chuéng an ngot tré nén choang
ngop va doanh thu cda Nabisco chang tang lén la bao. Ford
va GM (General Motor) cho ra mau xe mdéi nhung nhin van y
duic cac san pham cda hang trudc day. Pé thay thé cho chiéc
Escort, Ford san xuat ra... chiéc Escort chang c6 ti cai tién r6
rét ndo cad. Thé nhiing nguoi mua xe phan tng nhu thé nao?
Ho chuyén huéng sang nhiing nha sdn xuat xe hoi hang dau
chau Au mong tim kiém mot kiéu dang méi. PepsiCo rén rén
budc vao thi truong voi nhitng “sw déi moi” nhu dong mot cai
mac tuoi méi vao nhitng lon soda, va Coca-cola c¢6 gang khoi
goi su luyén tiéc ctia khach hang bang cach tai san xuat nhitng
chai nudc ngot vé bang nhya va c6 hinh dang nhiing duong
cong. Nguoi mua Cola chuyén huéng sang Snapple.

Chang c6 gi ngac nhién khi khach hang phat ngay trudc
nhitng su cai tién san pham dai loai nhw thé. Nhitng cong ty
nay da cho khach hang dugc diéu gi? Tinh nang khong duoc
khai thac hét. Nghi ra nhiéu thit ma chang dugc dong 16i nao.
Kiéu cach ma khong co gia tri thuc. Nhitng thay doi 16n sé duoc
nhin nhan k¥ luéng. Khach hang rat khon ngoan nén ho khong
bi sup bay trudc nhitng cé gang roi rac kiéu choi ngéng nhu
thé nay.

biéu lam khach hang thitc tinh, va ciing lam ngai Edison vui
long, chinh 1a nhiing cong ty hang dau trong viéc san xuat san
pham. Nhitng cong ty do6 thé hién kha nang va quyét tam lam
cho sdn pham cda ho dugc khach hang céng nhan 1a nhiing
san pham uu viét, san pham c6 thé dem lai loi nhuan thuc va
thanh tich ngay cang tang. Pay 1a mot bai hoc kha “khoé nuét”
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va nhiéu cong ty chi c6 thé hoc duogc sau khi that bai vi khach
hang tho o trudc nhitng sdn pham chan ngay cda ho. Nabisco
la mot vi du, vi cong ty da trd lai cudc dua mot cach ngoan
muc khi banh quy SnackWell ctia cong ty la loai banh ban dat
nhat trong cd nudc. Ford da thang 16n véi dong san pham dot
pha Taurus va hy vong cong ty sé ghi diém mot lan nta véi
san pham xe tai nho Windstar va chiéc xe mang dang cap toan
cau - Mondeo.

Ford, Nabisco va nhiéu cong ty da hiéu ra thong diép: Khach
hang khong bao gi® an twong vdi nhitng déi méi theo suy nghi
16i thoi, theo d6 1a hang loat vo s6 ké nhitng tht dugc goi 1a
cai tién. D¢ tré thanh mot nha san xuat hang dau, cac cong ty
phai khong nging cho ra nhitng san pham xuat sac dé cé thé
dap ting duoc mong doi cia khach hang. Cac san pham do6 phai
lam khach hang ngoai dau lai nhin va lam cho con tim ho thuc
giuc: Hay mua no di!

Vi du nhu Microsoft san xuat ra phan mém Microsoft Office,
mot bo phan mém cho phép tw dong nhap dit liéu vao ca ba
tng dung (bang tinh Microsoft Excel, Word dung dé danh van
ban va Powerpoint dung dé thuyét trinh) trong khi chi can thao
tac trén mot ung dung.

Cong ty Thermo Fibertek da gidi thiéu phuong phap chiét xuat
muc may in ti gidy da qua sit dung, viéc lam d6 da gitp nhing
nha san xuat gidy thu duoc nhitng to giay trang, sach va giay
tai ché khong bi viet di mot cach hoang phi nita.

Thiét bi ndi soi cda Johnson & Johnson da lam mua lam gié
trong vai nam. Sy ra doi ctia chi khau vét thuong Ethicon da
gidm luong cau vé chinh no trong khi chinh hang da tién phong
trong ky thuat gidi phau it gady nhiém trung.
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Di nhién mot tram nam trude nhing muc tiéu cua Edison cu
thé hon ctia nhitng nha phat minh duong dai. Ong chi chu trong
dén nhing loi ich thiét thyc cda cac sdn pham ma thoéi. SG thich
cda Edison ctling giéng nhu cda Rubbermaid, hang gan day da
giGi thiéu ra thi truong cay lau nha bang nhua c6 kha nang
han ché sy sinh s6i cda vi trung va mot hop thu théng minh,
moéi khi c6 thu méi, né tw dong xuat hién mét 1a cd bao cho
chti nha biét, gitp chd nha khong ton thoi gian vo ich khi phai
di ra tan noi dé xem hop thu cda minh.

Nhitng nguoi ding dau trong viéc san xuat san pham nhan
ra rang khach hang da doi héi nhiéu hon ¢ mot san pham. Ho
mué6n nhimg san pham c6 loi ich thiét thuc va da dugc kiém
ching. Ho mong doi su ra doi cia mot san pham dot pha dé
ho c6 thé thay d6i nhitng ham thich cdm tinh cting nhu nhiing
ham thich ly tinh cta ho. Vi du, Harley-Davidson da nhan dugc
hang loat don dat hang chiéc xe ky niém phién ban tht 100
du hang sé khong ban chiéc xe d6 tan dén nam 2003. C6
200.000 thanh vién trong nhém sé& hitu nhitng chiéc Harley
(H.0.G), nhom da tai trg cho cac cudc dua xe lién két, noi cac
thanh vién c6 thé thi dau trong cac cuoc chai cda H.O.G. Nhing
khach hang cda Harley khong chi mua mdt chiéc xe, ho mua
ca mot phong cach song.

That ra, d6i véi mot vai san pham thi nhiing an tugng vé mat
cadm tinh hay Iy tinh 1a mot pham vi chii yéu dé do thanh tich.

® San pham Nike, Reebok va Swatch chiéu theo wéc muén
cta khach hang. Khach hang mudn ho dugc nam trong
hang ngt nhitng nguoi hung thé thao, nhitng ngudi giau
c6 va noi tiéng, hoac 1a gidi quy téc bang viéc st dung
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nhitng sdn pham cda cac hang trén. Chién lugc cda
Revlon ciing vay. Hang khong chi don thuan ban mi pham
ma ban hy vong dé cac quy ba, quy c¢é c6 mot lan da dep.

m Cac tro choi vi tinh cda Maxis bién con ngudi thanh ba
chu vii try, cho phép ho diéu hanh mét thd phu, chi huy
mot luc lwong quan doi, phat hanh mot td bao hang dau,
hoac 1a bién ho thanh mét con kién chua.

® MTV, Walt Disney va nhiing dao dién nhu Steven Spielberg
khong chi néu Ién nhitng khai niém méi vé sdn pham, ma
con mang lai nhitng trai nghiém mang tinh khich 1é rat
cao; ho da thuc su thay doi cd nén van héa cda chiing ta.

M6 hinh hoat dong cua cac
cong ty dan dau san xuat

Du cho cach thitc hoat dong ctia ho c¢6 &nh hudng dén thanh
tich va bé day kinh nghiém di chang ntta thi nhiing cong ty
ding dau trong viéc san xuat san pham van trién khai mot mo
hinh hoat dong dya vao nhitng nguyén tac giéng nhau dugc
ngai Thomas Edison phat trién, dugc minh hoa & hinh 7.

Edison béat dau bang viéc tao ra nhitng quan diém day cam
himg vé méi sdn pham mdi trude khi tién hanh phat trién no.
Ong tin rang 6ng can phai thuc day t6 chic cia minh dén véi
udc mo dat dugc nhitng thanh tyu khé tin nhat. Cing giong
nhu nhiing ngudi ding dau san xuat ngay nay, Edison nhin
nhan nhing sdn pham dot pha nhw 1a ngudn séng dé to chic
cda Ong tiép tuc ton tai. Tao ra mot luong sdn pham ro rang la
t6t hon va kha thi hon so véi viéc truyén cdm hiing vao cac
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Van hda
o Khai niém, hudng di tuong lai
o Thi nghiém, nhitng suy nghi
ma réng
« Tan cong, tién hanh va
gianh chién thang

T8 chirc
« Dot xuat, co 6 chirc,
cu thé
o Ky nang cao trong moét
cau tric 1dng 1éo

Quy trinh cot 16i
« Phat minh, thuong mai
hoa
« Khai thac thi truong
« Pha v nhing thi tuc
san xuat

Hé thdng quén ly
« Quyét doan, liéu linh
o Thudng cho nhiing ca
nhan co6 6c sang tao
« Kha nang sinh loi cla
vong doi san pham

Cong nghé thong tin

« Hé thong thong tin truc
dién

o Cac k¥ thuat cho phép

hop tac va x Iy kién thirc

Hinh 7: NGUYEN TAC CUA
CONG TY DAN DAU SAN XUAT

coéng ty san xuat hang dau va gi ho lic nao ciing tinh tao va
song sot trén thuong truong.

Edison duy tri mot t6 chitc luon thay doi, nghia la 6ng hay
tai té chic, tai trién khai nguoén nhan sy dé thuc hién nhiing
dy an nhiéu hita hen nhat.

Cong viéc cda 6ng khong tuan thd theo bat ky nguyén tac
nao, 6ng chi theo nhing tai nang kiét xuat cda mot vai ca nhan
chui choét trong t6 chiic, nhitng ngudi da phat trién va tiép thi
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hang loat cac phat minh dot pha. Méi bude di déu tap trung
vao viéc tim ra nhitng cach nhin mdi. Edison da hinh thanh nén
co cau viéc lJam ctia cac nhan vién dua theo viéc san xuat ra san
pham chit khong dua theo bat ky mot nhiém vu cu thé nao.

Edison biét rang ong sé khong thanh céng néu khong cod
nhing ngudi cong sy tuyét voi, c6 ky luat cao va hang hai lam
viéc dé dat dugc nhitng muc tiéu twéng ching nhu khong thé.
Ong “cam ré” trong phong thi nghiém & Menlo Park, dao tao ra
nhitng hoc tro c6 6c sang tao va lam viéc hiéu qua. Nhitng nguoi
dan dau sdn pham ngdy nay ciing da nhan ra rang nhing
nguoi thong minh kiét xuat 1a nhiing ngudi day tham vong va
suy nghi rat ki ludng, can ké. Khong phai ngau nhién ma nhiing
nha san xuat hang dau nhu Microsoft, Disney, Fidelity va Glaxo
1a Iya chon hang dau ctia nhiéu sinh vién khi tot nghiép.

Cung v6i nhitng cach nhin dot pha, Edison giéng nhu nhitng
nha san xuat hang dau hién nay, da khai thac ngudn déng co
dé thuc day nhan vién cda ho dat dugc nhiing muc tiéu day
tham vong. Edison khong phai la nguoi dau tién phat minh ra
thiét bi chiéu sang, rat nhiéu nhitng nguoi cung thoi voi 6ng
phat minh ra nhitng chiéc may khac thuong c6 thé chiéu sang
mot khodng thoi gian ngan. Nhung muc tiéu cia Edison khong
phai 1a mot cai bong dén, 6ng mudn tim ra cach dé thap sang
ca mot toa nha hay tham chi 1a ca thi tran. Muc tiéu cao quy
dé6 1a dong luc dé ong sang tao. Sau dé 6ng nhin lai muc tiéu
cda minh dé tim ra cac budc can thiét sao cho dat dugc muc
titu d6. Lam viéc c6 trinh ty 1a dac diém chung ctia nhimg nha
sdn xuat hang dau. Ho khong lam nhtng viéc khong c6 muc
dich va dac biét ho khong mo mong hao huyén.
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Vi du nhu & hang Sony, nhitng nguoi phat trién sdn pham
theo mot cong thiic don gian la: “Bién ¥ twdng thanh muc tiéu
thiét thuc”. Hay noi cach khac, Sony khong hé hao, bat nhiing
nhan vién phat trién sdn pham nghi ra y twéng vé mot san
pham di dong, c6 thé mang theo. Khi tong giam ddc ctia Sony
tung ra du an Walkman, hang yéu cau ho hinh thanh moét san
pham c6 kich thudc va khéi lwong gidong nhu mot cudn sach
bia thuong. D6 1a Iy do vi sao Sony dat dugc thang 1¢i toan dién
vé mat 1gi nhuan, doanh thu cting nhu vé phuong phap tién
hanh. Véi cach tuong tw nhu thé, nhitng cong ty dugc pham
hang dau nhu Pfizer va Glaxo huéng muc tiéu cda ho vao san
xuat thudc tri bénh ma nhing bénh nay truéc kia chua cé thudce
dac tri.

Nhiing nha san xuat san pham ki thuat cao hang dau thudong
huéng khau nghién citu va phat trién (R&D) vao viéc phat trién
cac thiét bi nho hon, nhanh hon, nhe hon, kiéu dang dep hon
va ré hon - nhitng mat dé danh gia thanh tich cia mot san
pham - so v6i nhitng sdn pham hién c6 trén thi truong. Ho vach
ra muc tiéu mot cach don gian vi ho tran trong quan diém cda
moéi ca nhan. Ho lam viéc dé dat duoc nhitng muc tiéu cu thé
va nhitng nhan vién trong cong ty chia sé kinh nghiém vdi nhau.

Mot khi doanh nghiép dua ra y kién méi vé mot san pham
dot pha, viéc ban mot san pham gio day khong con 1a mot viéc
don thuan nhu trudc nita. Edison biét rang nhitng v tuwéng dot
pha thuong cho ra doi nhitng san phdm ma ban dau, nhu cau
vé nhitng sdn pham nay khong nhiéu 1dm. Cudi cung néu nhu
san pham c6 thé chitng minh duge n6 mang lai 1oi ich thiét thuc
cho ngudi tiéu dung thi chac chan ho s& mua nd. Vi thé ma su
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md& rong thi truong phai gan lién véi viéc phat trién nhiing san
pham mang tinh dot pha.

Nhitng nha sdn xuat san pham hang dau phai hiéu ré6 thi
truong va lam cho khach hang tiém nang chap nhan nhiing
san pham chua hé ton tai trude dé. Tuy nhién, nhimg san pham
mdi thuong ton mot thoi gian kha dai dé duoc thi truong chap
nhan. Vi du nhu cong ty dang canh tranh Remington phat trién
may danh chit cia n6 vao nam 1874. Mac du Mark Twain da
mua mot cai ngay tic thi, tham chi 6ng con dau tu vao cong
ty nhung mai dén 12 ndm sau, cai thit may xa la nay méi duogc
thi truong wa chuodng. Percy Spencer, nguoi ding trudc mot cai
ra-da dién ti¥ va nhan thay rang thanh keo trong tdi cia minh
bi chay ra, da bat ngd ndy ra y twdng vé mot cai 1o vi séng vao
nam 1946. Mai dén nam 1967 moi ngudi mai bat dau mua 1o
vi s6ng va dén tan nhitng nam 1980, 10 vi séng mai tré thanh
vat dung khong thé thiéu trong bép ctia nguoi My.

Mobi san pham mang tinh dot pha lam tang nhu cau mua hang
theo mot ti 1é tuy nhién. Cac giao su am chi n6 nhu ti 1é cac sang
kién pho bién va né c6 dang duong cong hinh chit S. Ban dau
tang cham, sau d6 nhanh dan va cudi cing can bang. Thi
thach cho nhitng nha san xuat hang dau la day ti 1é nay lén,
nho vay cau sé tang nhanh hon va dé dang hon. Day 1la mot
cach tu nhién va pho bién dé kich cau. Nhing buoi gisi thiéu
sdn pham hoanh trang, nhiing chwong trinh mua lai cac sang
kién mdi va nhirng budi giao duc nang cao trinh dé marketing
1a tat ca nhiing viéc ma cac nha san xuat hang dau thuong lam.
(Xem hinh 8).

V6i mo hinh hoat dong mau day sang tao, Edison da dat duoc
ki luc kinh ngac vé nghién cttu va nang suat phat trién. Nhitng
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S6 luong

san phdm moi
gia nhap

thi truong

anh huéng
cua khai thac
thi truong

\ Tilé tang
/ - / tu nhién cla
(.
Y

/ san phdm moi

Hinh 8: ANH HUONG CUA SU KHAI THAC THI TRUONG
CO HIEU QUA

Y

suy nghi hién tai vé cai duoc goi 1a nhitng déi nhom c6 thanh
tich tét va cac cong ty hoc tap da hoc héi rat nhiéu tt phuong
phap cai tién cda Edison.

Tuy nhién dé van hanh mot qua trinh phat trién ra nhing
sadn pham wu viét nhu hién nay, cac cong ty da phai duong dau
v6i nhiéu thach thitc hon so véi thdi dai ctia Edison. Cac cong
ty hién nay c6 gang kéu goi dau tu nhiéu hon nitta. Nhiing
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doanh nghiép nhé, 1é ¢ thé chang can phai kéu goi dau tu,
nhung nhitng nha san xuat hang dau la nhitng cong ty 16n, ho
dua ra nhitng cam két chic chan va dau tw nhitng khoang kéch
xu dé c6 thé dua san phdm mai tham nhap thi truong - ngay
ca nhing thi truong nhé. Vi du nhu Johnson & Johnson dau
tu hang tram triéu dola dé phat trién sdn pham kinh sat trong
dung mot lan Vistakon. Cong thém vao chi phi ctia qua trinh
phat trién sdn pham ngay nay la kho khan trong viéc duy tri
doi ngid nhan vién thiét yéu, c6 nhiéu kinh nghiém chuyén mon
vi qua trinh phat trién san pham lién quan dén nhiing k¥ thuat
tién tién phic tap. Cong thém vao rdi ro trong qua trinh tién
hanh 1a khéi luong kién thiic co s to 16n va dugc mé rong khong
ngung, nhing kién thitc ndy mé ra nhiéu co hoi dé cai tién va
khoi ngudn nhiéu ¥ tudng dé cong ty co thé chién thang trong
cudc canh tranh.

Nhitng nha san xuat hang dau lam cach nao dé gitt vitng vi
tri cda minh khi chi phi sdn xuat va nhiing rui ro rinh rap, de
doa thanh cong ma ho dang nam trong tay? Ho diéu khién mot
danh muc géom cac hoat dong phat trién san pham, ho nghi ra
phuwong phap va cach thite tién hanh, va ho hoc cach quan ly
nhan vién cdia minh.

Chi dao cac hoat dong

Dé c6 thé di dau trong viéc sdn xuat san pham doi héi cac
cong ty phai chap nhan danh cugc, cd von 16n 1an von nhé.
Quyét dinh khi nao nén dat cugc cling 1a mot thi thach. Ban
nén dé tri thong minh cda minh ¢ dau? Ta nén thuc hién nhitng
dé an nao? Ta nén cho phép céng ty minh chi ra bao nhiéu
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tién? Mot luong 16n cac v tudng gianh nhau lay mot khoan tién
dau tu han ché, trong khi chua chac cé ai dam danh cugc vao.
Mbi doi ké hoach kéu la dé dugc chd ¥ dén va tao ra nhing
tinh thé bitc bach, nhung khéng mét céng ty nao co thé hd tro
cho moi y tudng - hoac tham chi 1a hé trg cho moi dé an ma
noé cam két.

Nhitng nha dan dau san xuat thanh céng nhat tim moi cach
dé thu hep nganh hang cda minh. Nhiing ngudi dan dau san
xuat t thoi cda Edison da tap trung vao nguon co hoi it 6i
nhung day tiem nang dé thang 16n. Ho nam bat co hoi giong
nhu cach Peter Lynch - cgu gidm doc cta quy tuong ho Fidelity
Investment - mua lai cd phan cda cac cong ty. Lynch dat ra
diéu kién dau tu “10-baggers”;loai hinh dau tu c6 thé sinh loi
gap 10 lan tw tién von dau tw ban dau. Méi mot diéu kién dau
tw 10-baggers c6 thé bu dap ton that cho nhitng ngudi hanh
dong sau hoac nhiing ngudi thua cudc khi dau tw hoac khi phat
trién sadn pham. b6 la mot két qua ngoan muc, dat mot diém
sang trong danh muc dau tu.

Glaxo tap trung bd may phat trién san pham vao mot gidi
han gom khoang bén liéu phap chita bénh véi mot thi truong
16m trong thé gidi phat trién nhw hién nay. Thudc chong 16 loét
va thudc ho hap 1a hai trong s6 dé. Cong ty ludn luon tim cach
thu hep linh virc hoat dong ctia minh va wu tién cho co hoi nao
6 trién vong béi vi, nhu Richard Sykes, CEO cda Glaxo da noi:
“S6 lugng 16n chi tao ra chi phi cao chit khong tao ra su bao
dam vé loi nhuan”. Néu Glaxo thanh céng thi do sé 1a mot thanh
cong to lon.

Nhitng nha san xuat hang dau khong chi theo nhiing suy
nghi cdm tinh. Ho lam tat cd moi diéu dé khién cho hoat dong
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clia minh minh bach. Tuy nhién, khi moi viéc da hoan tat, viéc
lam d6 da 1y gidi quan diém, suw sang sudt va cach danh gia
cda mot vai nguoi trong ban lanh dao vé viéc thiét lap, hoac
tai 1ap hudng phat trién cda cong ty.

Vai tro cda cau tric va phuong phap

Nhiéu bai viét da néi vé cach bién déi qua trinh phat trién
san pham day nhtng rdi ro khong thé tranh khéi thanh nhing
chuéi hoat dong co6 sap xép haop 1y, r6 rang, va to chic tot. Loi
khuyén goi y mot cach tong quat rang néu ban vizt nhirng thi
hén don ra khéi hé thong va loai ra nhimg thit bi suy giam chic
nang thi c6 thé ban sé thanh céng chi khi ban ddm bao rang
moi ngudi tuan theo phuwong phap hgp 1y nay va tuan thud
nghiém ngat nhitng budc di bat budc.

D6 1a nhitng gi cac giam doc ndi. Nhitng nguoi tham gia cudc
choi nay biét diéu d6 khong phai la nhu thé, nhing thd tuc
kinh doanh chung va nhitng phwong phap c6 cau tric khong
thé sdn xuat ra nhiing san pham thanh cong tru khi chiing ta
lam dugc nhitng gi ching ta muén. Hai trong s6 nhing tac
déng quan trong nay la khao khat mudn c6 dugc k¥ nang giai
quyét van dé va su chan ghét bo may quan liéu.

Phai chang diéu do6 c6 nghia 1a cau tric va phuong phap cé
vai tro khiém tén, tham chi 1a khong déng vai tro gi trong qua
trinh phat trién sdn phdm? Hau nhw la khong. Nhitng nguoi
dan dau san xuat tao ra mot cau truc linh hoat, ¢6 t0 chitc va
mot phuong phap thiét thuc. Ho cho phép nhiing ngudn tai
nguyén chuyén sang nhiing co hoi hita hen nhat trong sudt qua
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trinh phat trién va trong suét vong ddi san pham. Ho lién tuc
chuyén nguon tai nguyén vao nhitng dy an hoac thi truong
dang duoc dau tw. “Tan dung moi thoi co” 1a quan diém phd
bién cda cac cong ty nay.

Nhitng phuong phap thiét thuc cho phép ta thay doi cach
nghi cting nhw hanh dong ma khong hé c6 bat ky sw d6 vé nao.
Chung gitp ta két hgp mot cach hiéu qua dé diéu tiét 6c sang
tao va ky luat. Nhitng nha san xuat hang dau ma chung ta quan
sat dua ra nhiéu nguyén tic nhung dugc thong nhat nhu sau:

Nguyeén tac 1: Theo déi nhan vién bang cach té chiic mot
phan xudng c6 mot loat nhing thit thach ting budc mot, moi
thit thach phai c6 yéu cau dugc vach ra ré rang va thoi han
gap rut dé hoan thanh cong viéc. Nhitng co6t moc trung gian
va nhing co hoi ho tao ra dé an mung thang lgi tam thoi da
kich thich tai nang ctia con ngudi phat trién manh.

Nguyeén tac 2: Thiét 1ap mot két cau kinh doanh khong go
b6. Nhitng cong ty 16n van c6 tan dung 1¢i thé cda cac cong ty
nhé hon bang cach chia nhé cac nhan vién thanh nhiing nhom,
nhitng bd phan. Hodc la ho dat nhitng phong thi nghiém nghién
ciu trong rung, tranh xa nhitng van phong trung tam day xo
bo. Thermo Electron, dat tai Waltham, Massachusetts, 1la mot
cong ty ky thuat cao, da chuyén 8 bd phan trong tong coéng ty
thanh cac cong ty c6 phan hoat déng doc 1ap. Ho ban moi thit
t cao dan c6 huwong thom dén dung cu do mic dé 6 nhiém va
thiét bi phat hién khéi u & nguc. Mac du Thermo nam gii da
s6 O phan cda nhing cong ty trén, nhitng vi CEO cda cong ty
cu xt nhu nhitng doanh nhan thuc thu cht khéng phai nhw
nhiing tong quan ly ctia cadc bd phan ban dau. 7 dén 12% co
phan trong mdi mot cong ty méi dugc xem nhu s6 c6 phan duoc
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mua ban tv do ctia ban diéu hanh céng ty. Ban diéu hanh chinh
cda Thermo khong thé ap dat cach 1am lén bat ¢t cong ty nao
trong dai gia dinh Thermo dugc. Cong ty ky vong sé chuyén
tiép 10 b phan nita thanh cac cong ty doc lap vao thap ky
tiép theo.

Nguyén tac 3: Tap trung kinh doanh ¢ nhitng noi dem lai 6
tic cao nhat. Hau hét cac thd tuc rang budc 1a nhing thd tuc
quan trong trong sudt chang cudi cda nd luc phat trién san
pham. Han dinh va nhiing 16i cam két lam cho cong viéc trd
nén cang thang. Hang tan céng viéc thic ép ban. Cac doéi nhom
dét tién va nang luong voi mot tdc do chéng mat. Nhiing vi giam
déc duong nhu thay doi tinh khi xoanh xoach va dé dang cau
ban. Mdi su chénh mang hay sai 1am trong qua khit déu co thé
“quay lai” va lam cham tién trinh phat trién. D6 1a thdi gian
duoc an c, nga ve khong.

Nhitng nha san xuat hang dau da hiéu rang ho c6 thé tranh
nhiing tinh huéng lam ho nao ning khi muén mang phat hién
ra nhitng thiét ké cia bo phan ky thuat khong thé dua vao san
xuat, hoac san pham khong thé dugc bao tri, hodac d6 khong
phai 1a nhitng thtt khach hang muén. Gidi phap cda ho 1a lam
viéc lién nganh va chu y nhiéu hon nita dén qua trinh phat trién
sau nay. Nho vay ma ho cé thé hiéu ré can co van dé. Ho vach
ra phuong phap va xem lai van dé dé nhan biét diéu gi da can
tré ho va diéu gi da lam ho di chéch huong. Ho khuyén ban
phai di t nguon goc cda van dé, t do, sy can cu sé giip ban
gidi quyét moi chuyén.

Trong nhiéu truong hop, ngudn luc duong nhu van con la
cac “tan tich” cda hé thong cti - khau nghién citu chuyén cong
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trinh cda né dén khau thiét ké, khau thiét ké lai chuyén qua
khau tiép thi, roi tir khau tiép thi chuyén qua khau lén ké hoach
san xuat. Nhitng hé théng lang nhang, phic tap dé 1a tan tich
cda qua khit. Nhitng nha san xuat hang dau da hiéu dugc rang
néu ho cat gidm vong thdi gian phat trién san pham di mot nita
thi ho c6 thé dat dugc muc tiéu gap déi. Nhu Ed McCracken, CEO
cda Silicon Graphics, giai thich: néu cong ty bat dau nhitng du
an phat trién cang mudn thi cong ty sé cang thu duoc nhiéu loi
nhuan t¥ nhitng khach hang méi va nhitng ky thuat méi nhat.

Tai nang: Tiem luc hang dau
cua cac nha dan dau san xuat

Nhitng nha dan dau san xuat khong bao gid quén cac diéu
co ban nhung quan trong hon bao gid hét rang nhitng nguoi
tai nang la nhiing tac nhan chd yéu trong thanh cong cda mot
cong ty va nhitng dot pha rét cudc ciing do ca nhan nghi ra.
D6 la 1y do vi sao Paul Cook, nha sang lap va la cha tich hoi
dong quan tri cia Raychem, néi rang phan 16n thoi gian cia
ong va cuda ban quan tri (khoang 20%) la danh cho cong tac
tuyén dung, phdng van va dao tao nhan vién. Pé cting chinh
1a 1y do khién Ed McCracken cida cong ty Silicon Graphics phat
biéu: “Chung t6i tao bao dit cugc vao nhitng con nguoi ching
toi thué, va cho ho tu do, nhung thyc chat 1a thuc ép ho cling
phai tdo bao dat cugc nhu ching t6i”.

Quan 1y ngudn nhan lyc bao gom tim kiém, khich 1é, phat
trién, huéng dan va gin git nhitng tai nang do. Nhitng nha san
xuat hang dau phai tap hop duoc nhiéu nguoi c6 tai nang khac
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nhau dé suy nghi ra nhiing y tuéng “dién r6”, nhu cach vi von
cua Steve Jobs, nguoi sang 1lap Apple Computer. Nguoi hung
cda nhitng céng ty dan dau san xuat chinh la con ngudi, hoac
md& rong nita 1a nhitng nhém ngudi, ho ¢ thé lJam nhing viéc
twéng ching nhu khong thé.

Nhiéu lan, dang sau vé trang lé ctia nhiimg san pham dot pha
chinh 1a tén tudi cda nhitng “siéu sao” c6 cong dua san pham
vao thi truong. Fidelity Investments, mot cong ty dan dau trong
linh viic quy tuwong hé cing giong nhu Peter Lynch va Jeff
Vinik, ca hai déu la tam guong sang cho nhitng ngudi dau co
ching khoan. To New York Times va t6 Washington Post da c6
nhitng nha bao doat giai Pulitzer nhd viét nhiing bai phong su
vé hai nhan vat nay. Céng ty san xuat thudc Glaxo c6 mo hinh
mot doi nghién citu gom hai ngudi, néu mot ngudi that bai thi
nguoi khac tiép tuc nghién citu phat trién sdn pham Zantac,
thit thu6c dugce ban rong rai nhat trén thé gigi. Doi khi nhiing
cau chuyén con vuong chut tinh than thoai va nhitng anh hung
nhu thé lai dugc thdi phong. Chung trd thanh dién hinh cia
mot t6 chitc dugc xay dung va nudi dudng can than.

Tim nhitng con ngudi doc dao, xuat sac nhat va thong minh
nhat gan dong nghia v6i viéc phai ing ho nhing ké pha binh,
nhiing nguoi chi biét Iy thuyét suong, nhirng ngudi khong theo
khuon phép cia xa hoi, nhing ké lam trai véi thoi thudng va
nhitng ngudi 1ap di. Tai Sony, nhitng nguoi tuyén dung luén
lung suc & nhiing trudng trung hoc hoac dai hoc ky thuat dé
tim kiém tai nang. Nhung thay vi tuyén dung nhiing ngudi c6
thanh tich suat xac nhat 16p, Sony tuyén nhiing sinh vién la
neyaka, nghia 1a nhitng ngudi c6 day dd cac pham chat nhuw
khiém nhuong, sang tao va thao vat. Cach Sony nhin nhan
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nhitng ngudi ky su gidi, d6 phai la nhitng nguoi ¢ kha nang
lam viéc trong bat ky duw an nao, tham chi d6 la nhitng duv an
khong thuoc linh vie cda ho, va phai c6 kha nang gidi quyét
moi tinh huéng ma ho khong duoc hoc trong sach vé.

Nhitng cong ty dan dau sdn xuat phat trién tiém nang cia
nhan vién bang cach dua ho vao mot méi truong thit thach khac
nghiét va khuyén khich nhiing dong nghiép ganh dua véi nhau.
Nhitng dong nghiép tuyét voi luén lam noéi bat phan tai nang
nhat cia méi ngudi. Nguoi ta giip nhau phat trién trinh do va
bang thanh tich. Nhitng nha dan dau san xuat luén thuc ép
nhan vién ganh vac nhitng nhiém vu trong yéu ma ho da dugc
giao pho, bang cach ay, ho c¢6 thé phat trién cong viéc ctia minh.
Nhitng nha lanh dao san xuat bat chap moi tht nham kich
thich kha nang sang tao cua nhan vién. Phai chang nhitng nhan
vién c6 6c sang tao muoén nhiing van phong dugc trang bi ky
thuat hién dai, phong tap.thé duc thé hinh hay 1a nhiing quan
ca pheé kiéu Y noi ho c6 thé gap g& va tan gau? Ho sé c6 dugc
nhitng diéu dé néu nhu ho xiing dang dugc nhan.

Hinh thic cong nhan cao nhat 1a khi ho dugc chon cho nhiém
vu tiép theo, tham chi la nhiém vu thi thach hon nita, dé la
phan thudng ma nhimg ngudi tai nang dang duoc nhan. Nhimg
cau thd gidi luon hao hitc muodn biét cai gi § dang sau duong
chan trdi kia. Chac chan roi, quyén mua ban c6 phan khién ho
lam viéc cham chi hon va cé nhiéu thoi gian hon dé suy nghi
ra nhiing v tuéng doéc dao, cing co long trung thanh cia ho
déi vai su nghiép cda cong ty nhung ho sé vui hon nita khi
duoc gidi quyét mot chudi tran ngap cac van dé vi dieu do
lam ho cam thay nhu tai ndng cda minh dugc boc 16 mot cach
ro rét nhat.
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Su that d6 da tao ra thach thitc cho viéc quan ly. Phai chac
chan rang nhiing nguoi tai nang, c6 tw chat c6 thé lam viéc hai
hoa trong doi da chitc nang, do 1a diéu kién tién quyét dé san
xuat ra mot san pham va tiép thi no6 ra thi truong.

Khai thac nhiing wu thé quy gia
cuda vi tri dan dau

Nhin chung, nhiing ngudi thg vung, nhitng ky su, nhitng nha
khoa hoc va nhitng nghé si tuwdng tugng ra nhitng khai niém
vé cac san pham moi nhung ho khong biét cach tiép thi va ban
sdn pham cda ho - chung toi goi 1a khai thac nhing wu thé
quy gia.

Vé phuong dién nay thi cac nha san xuat hang dau la chuyén
gia. Chang hién lanh va cling chang nhun nhudng, ho biét cach
khién khach hang phai tra gia cao hon cho nhitng san pham
c6 gia tri cao. Va ho biét khi nao nén tung sadn pham ra thi
truong dé cac doi thd khong chiém mat phan loi nhuan.

Khach hang sé khong trd tién cao hon gia tri thuc cta san
pham tru khi ho nhan thiy san pham d6 that sy dang gia nhu
thé, diéu do6 c6 nghia rang cac nha san xuat hang dau khong
thé nao ban mot mic gia tao bao, ho ciing khong thé chi dua
vao thuong hiéu ma théi. Pdi véi khach hang, thuong hiéu
chang 1a gi ngoai 16i hita an chita trong do - 16i hita cung cap
nhitng san pham cé gia tri vuot troi khong cong ty nao sanh
kip. Néu gia thanh sdn pham cao hon gia tri ctiia 16i nta ay thi
chédc chan rang cong ty sé khong con & vi tri dinh cao nita.

Dé diéu chinh gia thanh can ci vao vong doi cda san pham,
cong ty phai chdp nhan rang bat ctt tht gi méi mé, duy nhat
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cling sé s6m mat dan anh hao quang. Do d6, khach hang sé
khong con chap nhan cai gia cao ngat nguéng do. Vi thé cac
cong ty phai ha gia thanh xuéng nhung dong thdi ciing tinh
toan thoi gian dé ha gia thanh nhidm duy tri 1¢i nhuén lau dai.

Nhitng nha sdn xuat hang dau cting 1a nhing chuyén gia
trong viéc tung san pham ra thi truong vi ho hiéu rang thanh
cong khong phai 1a su trung hop ngau nhién. Mot khai niém
mdi sé khong duoc chap nhan néu nhw n6 khong ré rang, duoc
gidi thich can ké va dugc quang ba than trong. Va cong ty cing
phai tiép nhan nhing dé xuat quy gia khac ctia khach hang
moi ngay. Nhitng nha dan dau san xuat 1d lugt dua ra nhiing
tang pham. Ho t6 chitc nhing su kién tam c& gidi thiéu san
pham mdi dé dap tng sw mong doi clia khach hang.

Nhéan hang Vistakon cia Johnson & Johnson t6 chitc mot budi
gi¢i thiéu sdn pham hoanh trang dé tung ra thi trudng san
pham kinh sat trong dung métlan mac du thi truong chua biét
gl vé sdn pham ay. Liéu ban dui gan da dé giao phé doi mat
cda minh cho mét san pham sé bi quang di sau vai ngay?
Vistakon phai thay déi nhan thitc cda khach hang. Can phai
tao dung va pho bién thong diép cam doan khong chi véi nhimg
khach hang tuong lai ma con dén nhtng bac si nhan khoa va
nhiing chuyén gia cham s6c mét. Buoi gidi thiéu san pham cda
Vistakon c6 18 t6n gap ba lan gia thanh trung binh ctia mot
budi gidi thiéu san pham trén thi truong. Cong ty da vung tay
qué tran chang? C6 1é vay. Thé nhung chi phi phu tréi d6 van
con it so v6i chi phi danh cho khau nghién cttu va phat trién
va gitp cho sdn pham c6 mot khai dau vitng chac.

Disney 1a bac thay trong viéc dinh huéng sé thich cia khach
hang. Nhing budi gidi thiéu sdn phdm hoanh trang dac biét
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c6 dnh huéng dén thdi trang, sach, phim va nhing tac pham
vang bong mat thdi, gitip moi nguoi hiéu rang cong ty da thanh
cong, con néu nhu moi nguoi van chwa nhan thic duge diéu
dé6 thi d6 van la chuyén duong nhién. Nhitng budi ra mat nhu
thé nay truyén dat thong diép rang nhitng ngudi khong biét
mao hiém sé khong thé thanh cong. Vi du nhuw bo phim Vua
su tif ra mat khan giad mot cach ram ro. Vé cong chiéu duogc
ban trudc hai thang. Disney chiéu bo phim cho nhtiing nha mua
phim dé ho dat trudc cho nhing rap chiéu tét nhat. Phan luong
hang tiéu dung cda Disney gép phan vao thang loi bang mot
chién dich kinh doanh 6 at, nhimg buéi chiéu & cac rap 16n,
quang ba nhitng san pham an theo, va nhiéu hoat dong khac
nita. Y twdng trén giup tao nén tai tien doan vé kha nang thanh
cong. Diéu doé ro rang 1a cé tac dung. S6 lwong vé ban trong
tuan dau tién da lap ki luc cho Disney va Vua su tif tré thanh
b6 phim c6 doanh thu rong cao thit ba trong lich st.

Nhitng nha sdn xuat hang dau c6 xu huéng tu hao, bao vé
va hét long tai trg cho dita con tinh than ctia minh, nghia la
ho ghét phai rit lai gia sao cho phu hop v6i quy mo cda budi
ra mat san pham. Mac du doéi khi ho ciing phai lam diéu do.
Khach hang khong hoan toan tran trong gia tri that cia san
pham mac du nhiing budi gidi thiéu sdn pham cé ram ro dén
dau. Trong nhiing trudng hop nhu thé thi cac nha san xuat hang
dau khong e ngai dwa ra mic gia thap hon nhiéu so véi gia tri
thuc cda san pham. Khi long tin cda khach hang déi voi san
pham ting 1én thi khach hang san sang chi ra nhiéu hon cho
sdn pham do6. Mercedes-Benz tuan theo nguyén tac nay khi
hang tung ra chiéc xe Baby Benz tai My véi gia chua t6i 20.000
dola. Mercedes ldp lai diéu d6 khi an dinh gia chiéc C-Class la
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30.000 déla. Lexus ciing giéng vay khi lan dau tién tiép thi
nhiing chiéc xe dinh cao véi mot mic gia dang ngac nhién 1a
35.000 dola. Mot khi sdn pham da tham nhap vao thi truong
va khach hang c6 thé nhan ra gia tri dich thuc cda no, nhitng
nha san xuat hang dau cé thé nang gia lén.

Nhitng nha san xuat hang dau sé khong lan mat tam sau
khi tung ra san pham. Vi néu nhu vay thi cac cong ty nay kho
long ma phat trién khi cac déi thd xuat hién ngay cang nhiéu.
Trong y nghi cia nhing nha lanh dao, thi truong la cia ho,
ho tao ra thi truong va lam sao ma nhitng “ké mai phat” nay
dam xam pham? Nhitng nha sin xuat hang dau nay séng theo
cau cham ngon “Khong dé doi thi nao soéng sét”. Du nguon
song cta ho la nhitng san pham dot pha, nhung nhiing nha
san xuat hang dau khong ngai phat trién san pham vi nhiéu
loai sdn pham khac nhau sé kich dugc cau, va tham nhap dugc
nhitng phan khuc khach hang méi véi chit nhu cau da dang.
Nhitng nha lanh dao tim kiém nhi¥ng thi truong nhé nhung ho
khong phat trién sdn pham chi vi khong cho ddi thd canh tranh
chen chan vao thi truong. Nhitng phién ban hay nhitng mui vi
méi ho thém vao sdn pham nham vao muc dich tiang gia tri
cong thém cho san pham hudng dén mot ddi twong khach hang
nhat dinh va cac phan khuc thi truong ma ho xac dinh bang
cac nd luc tiép thi. Ngay tir dau, gia lam cho ngudi tiéu dung
hai long lic nao ciing cao hon so véi mitc gia cua cac nha san
xuat hang dau.

Vai d6i thd canh tranh lam le pha héng nhitng y tuéng dot
pha ctia cac nha lanh dao san xuat 1a mot diéu khong thé tranh
khdéi. Tuy nhién, tt trudc khi diéu nay xay ra thi cac nha lanh
dao sdn xuat da khai thac mé hinh hoat dong mau lam ting
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gia tri sdn pham bang cach cho nhing san pham ctia minh “vé
huwu non”. That ra, ngay khi mot sdn pham mdéi lJam mua lam
gi6 trén thi truong thi cac nha lanh dao sdn xuat da nghi dén
viéc 1am thé nao dé bién n6 thanh “do c6”. Ho dong thdi mudn
lam quan quan va ddi thud cia chinh minh, doi héi ho phai tao
ra mot san pham khac hap dan hon nita dén néi ma né cé thé
dwa sdn pham hién tai “vé vuon”.

Trong nganh cong nghiép ki thuat cao cé rat nhiéu vi du vé
nhitng nha lanh dao sdn xuat tuan thi nhing nguyén tac nay
nhu 1a Tandem, Hewlett-Packard va Intel. Intel da thuyc hanh
nguyén tac trén bang ky nang tuyét voi trong nganh cong
nghiép san xuat bo vi xit 1y. “Nang cao gap doi kha nang hoat
dong cua tat cd cac san pham may tinh méi nam” 1a cham ngoén
cda ngai Andy Grove, CEO ctia cong ty. Pang sau moi phién
ban méi cia Intel la cd mot é-kip lam viéc khong mét moi. Khi
con chip 486, “ndo bd” cda nhiéu may tinh ca nhan, vita méi
16 mat trén thi truong vao mua xuan nam 1989, mot nhém maoi
da chuan bi san sang dé phat trién con chip thé hé thit nam
Pentium. Mot nhom nita san sang lam viéc dé tao ra vi chip
thé hé thit bay P-7.

Trong khi tay trai cia mot cong ty kéo dai vong doi cda san
pham v6i nhitng phién ban va thiét bi hd trg va nhiing tinh
nang lam tang gia tri sdn pham, thi tay phai lai dang phat trién
thé hé san pham tiép theo. Liéu diéu nay co6 tao nén stc ép doi
v6i nhitng cong ty san xuat hang dau khong? Ban hay dat cugc
di! Khéng con cach nao khac, stc ép nay da tac dong it nhiéu
dén hoat dong cuda cac cong ty. N6 khién ho ban ron véi viéc
tim cach can bang viéc bao vé nhitng san pham hién c6 trén
thi truong va sy ra mat nhitng san pham mdi, gitta 6¢ sang tao
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phong phti va tinh trang tai chinh thuc té, gitta tao ra sdn pham
ding dan va ban dugc sadn pham ra thi truong; gitta dat cugc
vao mot vai ¥ tudng lén va ém ap mong hio vé mot chudi nhiing
diéu chuwa chac xay ra. Chinh stic ép nay gitp ta xac dinh dau
1a nhitng cong ty dan dau san xuat.
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CHUONG 7

King Ngaiim Coa Mot
ConG Ty - TAp DoAN INTEL

Cac con chip vi xi ly Tap doan Intel san xuat rat noi tiéng
vOi sy may man trudc cac tinh hudéng rii ro, gibng nhu “mot
con meéo c6 t6i 9 dau”, Intel da tuyén b6 nhu thé trong nhiing
quang cao gan day cda ho. Trong mot budi trung bay, show
quang cao da chi ra con chip 386 thé hé thit 3 cda Intel la loai
“da mat hét 9 dau”, tic 1a da “gan nhu kiét sic”; chi ra loai
chip vi xtt 1y Intel 486 “con 2 dau”, tic 1a ciing dang & trong
giai doan suy thoai ctia no; trong khi chi c6 Pentium, b vi xt&
ly méi nhat véi toc do nhanh nhat cia Intel 1a van con nguyén
“9 dau”, san sang duong dau véi moi thach thitc. Bitu ma mau
quang cao bd sot 1a dé cap dén nhitng ngudi ki su cta Intel,
nhitng ngudi da tan tuy lam viéc mot thoi gian rat dai trude
khi con chip Pentium duogc tung ra thi truong dé thiét ké ra
nhitng con chip ké thita va tham chi 1a ha bé nhiing con chip
hién tai.

Intel hiéu rang néu nhu hang khong tuy chiing té minh vuot
troi trong nganh sdn xuat bo vi xi ly, thi mot hang khac sé
lam diéu do.
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John Crawford, nguoi da lo viéc thiét ké bo xi& Iy Pentium
noéi: “Nhu cau vé mat hang cda chuing t6i ciing nhu cda hau
hét cac doi thu cu tang 1én gap d6i méi 18 thang. Ban sé roi ra
khéi quy dao do6 va khéi dong lai tw dau! DE trd lai vi tri cd,
ngang bang véi cac doi thi khac, ban phai lién tuc xong pha
vao tat ca cac mat tran”.

Intel xac dinh nguyén tac cia nhiing nha san xuat hang dau.
biéu lam cho cong ty tré thanh mot vi du dién hinh 1a diéu
chinh viéc kinh doanh dé c6 thé canh tranh trong mot thi truong
canh tranh khéc liét. nhw thé nay. Mac du Intel hién nay cung
cap bo vi xtt Iy cho ba trén bén may tinh ca nhan dugc ban ra
nhung viéc chiém 75% thi phan cda Intel van chua dugc dam
bdo. Nhitng déi thd canh tranh dang gom san xuat 90% cac
bd vi xtt Iy con lai dugc ban ra trén thé giti. Gan mot nita thi
phan con lai cda thi truong may tinh ca nhan thuoc vé cac hang
chinh khac nhu NEC, Motorola, Toshiba, Hitachi va Texas
Instruments.

Ngoai cac d6i thd canh tranh trong thi trudng san xuat bo
vi x1t 1y, Intel con duong dau véi cac doi thd & cac thi truong
nhd vi cac cong ty 16n, khi tiép thi, thuong khong chu trong
dén cac thi truong nhd, tao co hoi cho cac cong ty nhé xam
nhap vao thi truong. Mot vai trong s6 dé thuc hién nhitng chién
lugc tuong tu nhu cta Intel. Motorola, hang sdn xuat con chip
cho dong sdn phadm may tinh cad nhan Apple Macintosh, da gia
nhap vao lién hiép cac cong ty véi IBM va Apple dé san xuat
ra con chip PowerPC sé thay thé cho cac san pham riéng cda
ting hang. Vi cuwong vi 1a mot nha san xuat hang dau, ban
than Motorola cting muén cham tay vao thi phan cta Intel.

Hon ntta, mdt cudc canh tranh khac bat ngudn tir nhiing nha
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sdn xuat con chip xuat sic ma san pham cda ho cé cac tinh
nang tuong ty nhu chip cua Intel. Vi du nhu Cyrix va Advanced
Micro Devices nham vao viéc ban san pham 486 nhai cia ho
vOi gia thap nhat. AMD da ki hop dong véi mot trong nhitng
khach hang 16n cua Intel, Compaq Computer, cho mat hang
con chip tich hgp cda Intel. Gan day Cyrix lién két véi IBM dé
sdn xuat con chip tich hgp Intel trong nha may cda IBM. Tham
chi Microsoft cting tham gia vao cudc canh tranh bang viéc dua
ra duong 16i chi dao, cho phép cac nha san xuat con chip khac
san xuat bo vi xit Iy chay cac chuong trinh ctia Microsoft, trong
khi chinh cac sdn phdm cda Microsoft da kich thich nhu cau
vé con chip cda Intel.

Intel danh bai cac déi thi gom nhitng nha san xuat hang
dau khac 1an nhing cong ty hoat dong xuat sac, khong chi véi
viéc thiét ké ra nhiing con chip c6 nhiéu tinh nang ma con bang
viéc cdi tién ky thuat sdn xuat. Intel da thuc ddy nhiing nha
thiét ké tai ba sang tao ra nhitng miéng silicon nhé hon nta.
DPong thoi Intel ciing dd mé rong san xuat nhitng con chip cé
dung luong 16m va hiéu suat tot hon bao gid hét (s6 luong con
chip san xuat t dia silicon). Nhitng con chip Pentium ban dau
duogc sdn xuat ra 1a nho Intel cai tién ky thuat, néi nhu Gerry
Parker, ngudi chiu trach nhiém san xuat chinh, 1a “trén ca su
dot pha”.

Nhiing viéc Intel lJam dugc con nhiéu hon sdn pham hang
dau Pentium. Dong san pham cda Intel con bao gdom cac linh
kién may tinh khac, cac bd phan cda thiét bi dién tu dong, mot
dong thiét bi cong nghiép va vién thong, cac thiét bi hd tro cho
may tinh ca nhan, cac sdn pham mang va cac may tinh hién
dai hon nita. Trong méi truong hop, Intel da cai tién ky thuat
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trong sadn pham 1an qua trinh sdn xuat. D6 1a cach chi yéu va
chién lugc trong viéc duy tri vi tri dau nganh cda Intel. Cong
ty da tiéu ton rat nhiéu cho viéc nghién cttu va phat trién (chiém
42% thu nhap rong ctiia cong ty nam 1993) dé duy tri vi tri dan
dau trong moi thi truong. Bang cach mé rong san xuat nhu da
lam, Intel da thu dugc mot phan lgi nhuan 16n ti thi truong
chat ban dan véi doanh thu hang nam dat dén 100 triéu dola
trén toan thé gidi va tang 20% moi nam.

Tiép tuc cudc noéi chuyén, nhitng nguoi cé vi tri cao & Intel
dwa ra mo6 hinh hoat dong cia ho, va cling dua ra nhitng
phuong phap quan Iy ma ho s dung va phat trién ké ti khi
Intel dugc thanh 1ap véi vai tro la mét nha san xuat chip nhé
ban dan. Cudc ndi chuyén ciing chi ra rang Intel tin 1a cac ky
thuat khac cung vdi sy sang tao cua nhitng ky su ky thuat cao
da duy tri duoc vi tri dan dau cda Intel trong thi truong. Cing
v6i viéc xac dinh chinh xac do6i twong khach hang, lam cho
khach hang hiéu ré nhitng san pham phitc tap ho dang st dung
bang mot thong diép day nhiét huyét, chuyén y kién phan hoi
cda khach hang dén doi ngti nhan vién tiép thi va cac nha thiét
ké, hoat dong dudi hinh thitc 1a mot t6 chiic tap thé c6 kha
nang bién héa nhanh, luon luon cb ging dé san xuat ra nhing
san pham tét hon cac doi thd khac va rén luyén sy sang tao
cda doi ngd nhan vién dé co thé dap tng duoc nhu cau cda
cac thi truong mdi. Cudc thao luan giup ta ly giai dugce ly do
Intel 1am nén lich st bang viéc sdn xuat ra bo vi xit Iy dau tién
cda thé gidi vao nam 1971, va trd thanh nha san xuat chat ban
dan 16n nhat trén thé gi¢i vao nam 1992.

Doéng gop vao su thanh cong cua Intel la Dennis Carter, pho
giam d6c cong ty va giam doc tiép thi cda Nhom Tiép thi Cong
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ty; pho giam dbc phu trach Nhém san pham vi xt Iy - Albert
Yu; Intel Fellow - John Crawford - nguoi quan 1y viéc thiét ké
bo xit 1y Pentium (“Fellow” 1a mét chitc danh dung dé chi nac
thang cao nhat cia nac thang nghé nghiép trong khau k¥ thuat
cuda Intel); Gerry Parker - phé giam doc, tong quan 1y cda nhom
k¥ thuat va sdn xuat, nhém nay ddm nhan viéc san xuat toan
b6 linh kién va cai tién ky thuat; va Kirby Dyess, pho giam doc
va la truéng phong nhan su.

Gianh chién théng

Sang tao dé san xuat ra nhitng san pham dot pha tré thanh
viéc 1Jam cap thiét, gan nhu 1a khong thé kiém soat dugc & Intel.
Cong ty da chi khoang 1,1 ti dola vao khau nghién cttu va phat
trién vao nam 1994 va khoang 2,4 ti dola trong tong von dé
ngai CEO Andy Grove gitt dung 10i ltta 1a san xuat ra “con chip
c6 téc do nhanh nhat trong ng dung mai nhat”. Cong ty chap
nhan mao hiém dé dat duogc loi nhuan cao nhat. Khi mot nhom
k¥ su thanh coéng, mot nhém khac sé bat dau san xuat ra san
pham tét hon nita. San xuat ra sdn pham va hdy noé di, doi
mai san pham va vitt b nhiing san pham “16i thoi” 1a mot phan
cong viéc thuong nhat ¢ Intel.

John Crawford: N6 lyc sang tao khong ngung & Intel la
két qua t su két hop ctia sw ham hiéu biét k§ thuat trong
bo phan chung téi, sy dong vién khich 1é cda cap trén va
tac dong cda thi truong. Mot nhan t6 ki thuat khac 1a su
thuc day khong nging dé san xuat ra nhiing thiét bi nho,
nhanh, ngay cang c6 nhiéu béng ban dan trén médi con
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chip va téc do xt 1y cao hon (tdc dd xt 1y ctia chip 1a
megahertz). Diéu dé nghe that hip dan. Ban dang trong
vong quay thi truong. Ban phai sang tao néu khong muén
bi phé sdn. Néu chung t6i ham néng lai dong san pham
486 thay vi Intel, ching t6i c6 1é sé con tot hon bay gio,
nhung chi trong mot hoac hai nam nta théi thi san pham
sé bat dau trg thanh “do co”.

Albert Yu: That thu vi khi biét rang ban 1a nguoi khoi
nguon cho nhitng xu huéng mdi trong khi nhitng ngudi
khac khong thé 1am dugc diéu d6. Xu huéng mdi c6 thé
1a mot thé hé méi cia mot san pham nao dé va con chip
Pentium l1a mét lan séng vira mdi khoi ngudn. C6 1é chung
toi sé san xuat ra thé hé con chip tiép theo trudc nam
1995 hay 1996. Chung t6i chua bao gio cam thay hai long
vdi thanh qua chidng toi dat duge va ching toi ludn ty
phé binh nhitng khuyét diém ctia minh dé c6 thé cai thién
ngay mot tét hon. Chung t6i Iuén nd luc khong ngimg va
su tw man khong hé cé trong tu tudng cda chung toi.

Gerry Parker: Con chip Pentium 1a con chip khé san xuat
nhat trong s6 nhitng con chip ching t6i ting san xuat.
Qua trinh san xut ra n6 cho thay Intel da cai tién ky thuat
nhv thé nao. N6 1a mot con chip tuyét voi trong gidi han
vat Iy cda cac cong cu dung dé in da [cac cong cu in da
dung dé giit cac bong ban dan va cac day ndi trén miéng
silicon]. Do kich thudc caa con chip va nhitng tinh nang
cda n6 nén chung toi phai cai tién k¥ thuat khong ngung.
Diéu nay chang c6 gi 1a méi mé. Khi chuing toi bat dau
san xuat con chip 386, chung téi nghi kha nang cia
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chung t6i chi c6 thé san xuat ra nhitng con chip tot nhu
thé nay théi, va khi ching t6i tung ra con chip 486, n6
duong nhu chang tét hon con chip 386 1a bao. May thay,
sau khi ném mui that bai, ching t6i da c6 thé san xuat
ra Pentium va chuing t6i da thu dugc nhiéu lgi nhuan tw
san pham nay.

Quan ly cac danh muc

Dé gitt vitng dugc vi tri dan dau, bao gid ban cting phai ném
trai vai lan that bai, béi vi ngay khi ban diéu hanh cam thay
mot danh muc cho nhing du an phat trién c6 vé kha thi, thi
thi truong va cong nghé da co xu hudng phat trién nhanh hon,
cham lai hoac chuyén gap sang mot hudng khac. Danh muc
cac ké hoach 1a mét tap hop cac y tudng khon ngoan va hop ly
khi n6 duoc xay dung va thuc thi. Tiép theo, trong mot budi
hop danh gia lai, cac trudng phong dwa nhing du an hién hitu
ra dé “do sttc” voi nhau, ciing nhu “do stic” véi nhitng dy an
mdi ngoai cong ty dé xay dung nén mot danh muc méi.

Dennis Carter: Nhitng uy vién ban quan tri chd trong
nhiéu dén dau vao & thi truong ngoai. Chung t6i lang nghe
y kién ttt moi ngudi 1am viéc trong cung linh vire va tham
thap vao thuc té dé tan muc sé thi nhitng gi dang that
su dién ra. Chung toi tiép thu moi v kién va thio luan
vGi moi nguoi trong nhém véi muc dich vach ra nhiing
huéng di mai cho cong ty.

Gerry Parker: Kho khan hién tai cda chung t6i la trong
khi ching t6i nam gi* mot thi phan 16n trong phan khc
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@ thi truong CPU (central processing unit: b xit 1y trung
tdm) va may tinh dé ban, xu huéng cia thé gisi duong
nhu dang chuyén theo mot huéng khac - thiét bi thong
tin. Liéu tivi c6 tré thanh thé hé may tinh gia dinh tiép
theo hay khong? Chung t6i thi khong hé nghi vay.

Albert Yu: Intel rat linh hoat trong viéc vach ra nhing
huéng di méi. Vi du nhu chung t6i da gia nhap vao thi
truong bo vi xit ly t nhing nam 1970, nhung gid day
n6é khong con la sdn pham chi yéu cta ching toi. Ngai
CEO cuda cong ty, Andy Grove, da quyét dinh san pham
twong lai ctia cong ty sélabo vi xi ly. Chung téi chuyén
chién lwgc sdn xuat tir bd nhd sang bo vi xit Iy vao nam
1985. Va hién tai, tam nhin ctia Andy huéng ching t6i
dén hé thdéng thong tin. Chung t6i dang phat trién kha
nang san xuat thiét bi thong tin va t6i doan rang chi trong
5 nam, tham chi chwa dén 5 nam, chung t6i sé tré thanh
chti lyc trong nganh san xuat may vi tinh va thiét bi thong
tin. Andy luén c6 nang lyc tuyét voi khi dua ra nhitng
quyét dinh trong tinh huéng cap bach va diéu dé da giup
chung t6i rat nhiéu.

Toi thinh thodng xem xét lai cach ching t6i da phan phoi
nguon luc, bao nhiéu phan tram ngudn lyc cda ching toi
dugc st dung dung. Toi e rang chung t6i luon khong chia
dd nguon lyc vao nhing linh viic mdi, ¥ t6i muén néi rang
phéi chuyén nhitng nguodn luc hién cé sang nhiing linh
vuc méi chit khong phai thém vao nhiing ngudn luc khac.
J trong trang thai hién tai, tuan thi nhitng phuwong phap
hep, lic nao cling dé hon. Bé c6 dugc mot budc ngoat
dung dan thi phai kha vat va.
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Nghi nguoc lai

bac diém dé phan biét nhiing cong ty dimg dau san xut
v6i hau hét cac cong ty khac hién nay chinh 1a nhitng nha san
xuat hang dau khong bao gid tiép nhan v kién cda khach hang
mot cach mu quang. Khach hang khong thé xac dinh cho ho
sdn pham dot pha tiép theo la gi va nhitng nhan vién khao sat
thi truong ciing khong thé lam duoc diéu d6. Mac du nhiing
nha sdn xuat hang dau nhu Intel nam rat ving thi truong
nhung ho chi 1dng nghe nhiing gop v sac sdo tu phia khach
hang, nhd d6 ho cé thé phat trién kha nang tw nhan xét, danh
gia trong twong lai. Khach hang c6 thé giup ho tir nhing diéu
vun vat nhat.

J Intel, dinh r6 san pham la budc dau tién trong qua trinh
phat trién cta hang. Muc tiéu c6 thé la phia trudc, hoac tham
chi khong thé dat dugc nhung nhitng nguoi ky su biét hudng
kha nang sang tao cda ho vao dau. Do la y nghia cia cum ti
“Nghi nguoc lai” - bat dau bang mot khai niém nhin xa trong
rong ctia nhitng nha tu twdng lanh dao, va sau do huéng dan
con nguoi khoi ngudn tri tuéng tugng thang vao muc tiéu chi
khong di loanh quanh.

Gerry Parker: Ké ti khi ching t6i chiém vi tri dan dau
trong nganh, bao gidi thuong noi vé ching téi nhu nhitng
ngudi tién hanh doi méi. Piéu dé dung nhung can phai
c6 mot dinh nghia chinh xac vé sy doi méi & Intel. Khi
moi nguoi noéi vé s doi mai co dién, t6i luon nghi vé 3M.
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Nhitng ngudi ¢ 3M ludn san sang phat minh ra nhitng
thtt dién rd khac sau khi mot thi dién ré nao dé dugc
phat minh ra. § Intel, thit thach khac biét so vdi & cac
hang khac. Ching t6i cling c¢é nhiéu nhan vién thong
minh, tai nang, ho luén muén déi mdi sang mot huéng
hoan toan khac biét. Nhung ho khong biét dugc rang
chuing t6i da t6 chitc mot khoa hoc dé gitt viing vi tri dan
dau cda chung t6i trong cong nghiép san xuat may vi tinh
va thiét bi cong nghé théng tin. Chung t6i can phai doi
méi dé gidi quyét nhitng van dé riéng biét, khong phai
nhiing van dé chung chung. Chung tdi khong phai 1a mot
c6 may doi mdi. Chung téi chi dang sdn xuat ma thoi.
Dé chuyén tai y tuéng vao mot san pham, ban phai c6
twdng tuong xem bude ké tiép trong cd qua trinh la g,
nhung phai hgp 1y. Thi trtong mudn nhing tinh nang gi
va ban c6 thé san xuat ra nhitng sdn pham c6 cong dung
gi? Cong nghé cho phép ban lam nhiing gi? Bang cach
tra 16i nhiing cau héi nhv thé, ban da dinh dang dugc
mot san pham.

D& ddm bao rang san xuat l1a dé cho tuong lai, ching toi
luon xem xét san pham va khong ngiing cai tién né. Ching
toi chi tap trung vao viéc tuong lai sé nhu nhiing gi chung
to6i nghi. Hién tai chung t6i dang c6 gang phat trién mau
may tinh ca nhan trong twong lai va n6 can nhtng linh
kién gi. Nhan t6 quyét dinh 1a c6 gang du liéu nhu cau
cda thi truong trong vong 5 nam vé may tinh ca nhan
dé6i v6i hang cting nhu déi v6i nhitng hang khac.
Chung t6i can sy d6i mdi nhung 1a mot sy doi méi truc
tiép, c6 hé théng nham vao viéc gidi quyét nhiing van dé
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chuyén biét. Ngay ca véi cudc doi maéi bo vi xiz 1y dau tién,
Ted Hoff da c6 tim ra cach t6t hon dé san xuat mot may
tinh c6 thé lap trinh dugc. 6 chinh la sy d6i mdéi dé gii
quyét mot van dé chuyén biét ma ching t6i da gap phai.

Albert Yu: C6 doan trudc thi truong can gi trude khi chiing
toi phat trién san pham ké thita cho bo xit 1y Pentium 1a
mot qua trinh thd vi. Puong nhién 1a ching ai biét trudc
diéu gi. Chung t6i ban nhiing cau hdi dé véi nhiéu ngudi
trong nganh san xuat phan mém, khach hang, nhiing
ngudi st dung cudi cung, v.v... Nho vao dé ma chung toi
c6 nhiing v tudng hay dé san xuat con chip tiép theo.

Toi phai chu thich rang mot khi chung t6i hoan thanh bo
Xt Iy Pentium, chung t6i xac dinh lai cac khach hang cia
chung t6i. Theo truyén théng thi khach hang cda ching
toi 1a nhitng nha san xuat thiét bi gdc (con goi 1a OEM).
D6 qud that la mot tam nhin han hep. Bay gio thi nguon
khach hang ctia ching t6i dd m& rong roi. Khach hang
that sy cda chung toi 1a nhitng ngudi st dung cudi cung.
Theo d6, chung toi thiét 1ap mot mac xich that chat ché
vOi cac khach hang cia khach hang chung t6i. biéu dé
gitip chung t6i tiép xtc truc tiép véi nhitng ngudi st dung
cubi cung, cling nhu nhing khach hang OEM truyén
thong cda chung t6i. Chinh sach dé da giip chung toi c6
nhiing y tudng mdi tt bén ngoai. Nhitng khach hang
truyen thong da cho ching téi nhiéu v tudng to 16n vé
hinh dang thiét ké cda san pham. Nhitng ngudi st dung
cudi cung da cho chung t6i nhiéu ¥ tudng dé thiét ké nén
mot sdn pham mang dang cap toan cau ma ho mudn co.



Dennis Carter: Thong tin tit nhitng ngudi st dung cudi
cung da 1y gidi vi sao chuing téi c6 nhiéu cai tién san pham
dén nhv vay mac du nhiing thong tin dé hiém khi dé cap
dén nhiing van dé chinh hay nhiing van dé vé hé thong.
Chung t6i biét hinh dang thiét ké ctia thé hé bo vi xit Iy
tiép theo tréng sé ra sao, nhung hon hét, ching t6i muon
khach hang thay dugc sdn pham cda chung t6i hitu ich
nhu thé nao. Nhitng phan hoi tr phia khach hang sé gitp
chung t6i duwa ra nhiéu lya chon hon dé cé nhitng thay
do6i nho ma nhiing thay do6i ay sé gitp ching toi san xuat
ra dugc nhiéu san pham t6t hon nita.

Moi nguoi duwa ra y kién vé nhiéu linh vuc dén néi ma
nhitng nhan vién trong ¢éng ty ton kha nhiéu thdi gian
dé danh gia tat ca cac y kién ay. Do d6, chung t6i thanh
lap mot ban dé duwa ra nhing 10i khuyén vé cong nghé
thong tin. Ban d6 gdm 12 trudng phong ctia phong cong
nghé thong tin tt 500 cong ty dugc liét ké trén tap chi
Fortune va ho thuong hop hai dén ba lan trong mot nam.
Chung t6i trinh bay nhitng phuong an kinh doanh cia
minh mot cach chi tiét rdi sau dé lang nghe y kién phan
hdi ctiia ho. biéu dé giup chung t6i c6 nhitng thong tin
trong tam ma day thuong la nhing thong tin mat.

Nho d6 ching t6i cling gitip nhiing ngudi hoach dinh ké
hoach kinh doanh, c6 thé 1a nhan vién tiép thi hoac k¥
su, hodc ca hai, gap tryc tiép khach hang va nghe y kién
phan hoi vé ké hoach cda chung t6i. D6 1a cach tot nhat
dé phoi hop nhing v kién tir khach hang, danh gia cta
nhitng chuyén gia, va quan diém cda cong ty chung toi.
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Gerry Parker: Moi thtt bat dau phu hop véi cong nghé thong
tin, chuing t6i c6 cdm giac nhu ching t6i dang di véi toc
do6 kinh hoang dé tiép tuc chinh phuc thit thach méi. Pua
ra nhitng y twdng vé cac san pham sé thanh cong trong
cac linh vic méi dugce goi 1a su cai tién. Piéu do 1a 1é di
nhién nhung dé khong phai la sy déi mdi thong thuong
ma doé 1a sy déi moi theo dinh huéng thi truong. Nhiéu
cudc thit nghiém va ca nhiing sai sot 1a mot phan cong
viéc ctia chung toi cting nhu 1a mot phan cda viéc cai tién
sdn pham. Cai tién c6 xu huwdéng phu thudc vao nhiing gi
khach hang mudén va diéu dé da giip chiéc may vi tinh
trd nén hitu ich hon.

Trén duong dua

Mot diéu khong thé chdi cii 1a nhitng nha dan dau san xuat
ludn 1ay cong nghé lam trong tam. Thé nén cong nghé cang
phat trién nhanh thi nhitng nha lanh dao ciing phai c6 nhitng
budc d6i mdi kip thdi. Nhitng nha sdn xuat hang dau nhuw Intel
da t6i rén chinh minh trong chudi bao vay cda sw d6i méi hang
nam. Ho tu quen vdi viéc doi khi thi suén sé va doéi khi thi tut
d6c nhanh chéng, né cho ngudi ta co hoi lay lai nhip thé trong
cudc chay dua nay, tuy nhién ho cing tu chuan bi cho minh
mot chién luoc 1én doc 1au dai va mot cd bt pha cudi cung dé
lao vé dich. D6 1a cach sinh ton trong cudc dau tranh khong
ngung dé gianh 1ay vi tri dan dau.

Dennis Carter: Sy thay doi nhanh chéng trong cong nghé
cda chung toi da cheéo lai duoc toc do phat trién. Chung
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toi c6 xu hudng ludén van dong va ludn canh giac trude
toc do ctiia nhitng cong ty khac. Nhitng san pham dugc
san xuat ra, qua vong doi cda minh thi tré nén 16i thoi
va sé duoc thay thé bdi nhiing san pham da va dang nhen
nhtim phat trién moi lic. Vong doi ¢ day dién ra rat nhanh.

Albert Yu: Néu ta c6 mot y tudng xuat sac vé mot san
pham mdi, ta c6 thé c6 mot sy thay doi nhd. Ta c6 thé
tung mot sdn pham mdi ra thi truong dé thit nghiém trong
vong ba thang vi ching ta dang trong thuong truong.
Nhung chuyén dé khéng phdi Iic nao ciing chong vanh
vi chiing ta phai trdi qua cac thd tuc ruom ra dé ddm bao
mot quy trinh ding tién do va tuan thd nghiém ngat cac
nguyén tac, tuy nhién ta van c6 thé dot giai doan khi can
thiét. Su phat trién ctia bd vi xit ly IntelDX2 - mot thanh
vién trong gia dinh Intel486 - 1a mot vi du kinh dién trong
viéc day nhanh tién do du an.

John Crawford: That thu vi va day th thach khi lam viéc
trong moi truong nay, dac biét 1a véi thach thic gap doi
thanh tich méi 18 thang ma chuing t6i phdi doi mat. Néu
chung t6i c6 tién do tuong ty trong mot nén cong nghiép
tw dong héa, chung t6i sé dat téi toc do 11.000 dam/gio,
nhanh hon nam 1982, va sé bay tit Los Angeles dén New
York chi trong sau giay thay vi sau gio dong ho. Guong
quay thanh tich nay doi khi sé khién ban cing thang, nén
mot kho khan nita 1a gitt sao cho minh khéi bi bung né.
Mot dong lye giup cac nhan vién ¢ Intel giai toa cang
thang 1a khi biét rang hang triéu ngudi thich san pham
cda ban, biét r6 sdn pham cda ban va sdn sang mua san
pham cda ban.
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Albert Yu: Gitt moi ngudi tap trung vao su phat trién lau
dai ctia bo x1¥ Iy Pentium 1a mét thach thiic 16n. N6 giong
nhu ban dang chay marathon, dén gitta duong thi nhan
ra rang minh da qua mét méi. Diéu ki la & day 1a thoi
diém kho khan nhat khong phai 1a sudt qua trinh ma 1a
sau day, khi ma ty nhién ban cdm thay minh that tréng
rong. Toi nghi rang sy kich thich trong sudt qua trinh
phat trién 1a rat 16n, 16n dén néi tat cd moi nguoi trong
chiing ta déu mét mai vé thé xac nhung van hiing khéi
veé tinh than. Moi nguoi nhin thay tu tay ho lam nén lich
s, va do 1a sy that. Moi thanh vién cia doi dang gop
stic viét tiép nén trang st cong nghé. Phan gay go la khi
moi viéc khong tién trién t6t dep. Nhing lic d6, chung
toi phai dwng lai nghi ngoi va sé quay trd lai cong viéc
khi da san sang.

John Crawford: Mot trong nhitng vi tri lanh dao toi ting
gitt 1a vao giai doan sau cda qua trinh thiét ké Pentium.
Cai dién ra trong sau thang cudi chinh 1a cu thuc chot dé
hoan tat moi viéc, tham chi d6 1a khi nhitng nguoi khac
da ban veé thé hé tiép theo. Chung t6i ra mat mot nhém &
Oregon dé ché tao mot bd vi xit 1y cai tién, ho da dua ra
nhiéu ¥ tudng vé viéc cé thé lam gi véi nguon béng ban
dan. Ho dang vuon t6i mot budce nhay khac vé tinh thiét
thuc va su thé hién ctda san pham do, va rat nhiéu nghién
ctitu mdi dang két trai cho thé hé ké tiép. Bo xit Iy Pentium
da bat dau lu mo so voi nhitng thé hé sap t6i trong mat
cac k¥ su. Vi thé toi phai gitt cho nhém minh tap trung
trong viéc duwa Pentium xam nhap thi truong.



Albert Yu: Thiét ké chip that sy la phan don gidn hon
trong viéc tao ra mot bd vi xtt Iy méi, phan kho khan 1a
phai dam bao né c6 thé tuong thich v6i phan mém dang
chay bo xtt 1y thé hé trudc, va viéc kiém tra tinh tuong
thich xem ra 1a nhiém vu nang né hon ca nd luc thiét ké.
Thach thiic vé chuyén mon la rat 16n. Cong tac kiém tra
dé dam bao khong con sai s6t nao 1a diém dang luu tam
nhat trong san xuat phan mém, twong tw nhu trong phat
trién phan mém, trong d6 ma hoa chi 1a mot phan rat nho.
John Crawford: Trong kinh doanh, ban mudn tinh toan
rdi ro dé c6 su can bang khon ngoan gitta mic do rii ro
va loi ich dat dugc. Néu mao hiém trong tat ca cac mat,
ban sé khong thé ton tai dugc. O dia vi t6i, ching t6i mao
hiém dé c6 thé lam dwoc nhiéu hon nita ti nguén bong
ban dan, hay dé rut ngan thoi gian tham nhap thi truong.
St mao hiém cang lén thuong bién thanh nd luc thiét ké
cang 16n.

Doi khi mao hiém ciing 1a mot diéu tot. Vi du nhw ching
ta c6 thé nam bat co hoi dbt giai doan di vao thi truong.
Mot trong nhiéu quyét dinh mao hiém quan trong cda
chung t6i bao gom viéc st dung ki thuat tin hoc méi hita
hen dat thém thanh tich. Bang cach d6, chung t6i c6 thé
dat duoc loi ich cang nhiéu cang tot, néu chung t6i thanh
cong, no sé cai thién trén 15% thanh tich caa cac ing dung
nay. Nhung sé c6 nhitng chi phi sau: kich thuéc con chip
sé 16n hon 20%, n6 sé chiém nhiéu thoi gian thiét ké hon,
va vi thé sé mat nhiéu thi gio hon dé hoan tat chuong
trinh. Diéu dé c6 nghia 1a toc dd xam nhap thi truong sé
bi kéo cham lai. Vay n6 c6 dang khong?
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Dennis Carter: Theo kinh nghiém ban than, t6i cam thay
dugc khuyén khich khi mao hiém. Téi khong bao gio cho
rang minh sé bi phat néu toi that bai, don gian vi t6i da
tinh toan ki trugc khi ndm bat mdt co hdi nao dé. Néu co
hoi d6 khé ma nam bat thi dé lai 1a mot chuyén khac,
sau do toi sé phai thira nhan 16i cao budc. Chién dich Intel
Inside 1a cyc ki mao hiém. Chuing t6i da chi rat nhiéu tién
va san sang don nhan nhitng phan tng tiéu cuc c6 thé
c6. Chuyén tir in an quang cao - viéc chung t6i van lam
trong nhiéu nam qua, sang quang cao trén tivi - 1a viéc
chua timg lam va day mao hiém. Chon lya gitta mot hang
quang cao nho Salt Lake City véi han ché vé kinh nghiém
quang cao trén tivi ciing 1a mot viéc lam day mao hiém
nita - va mot vai nguoi da cho toi biét diéu nay.

Doi c6 thanh tich cao
vuot qua moi ranh gici

Viéc mao hiém & Intel ngay cang lan rong. N6i nhu thé khong
c6 nghia la khoéng c6 ai phai chiu trach nhiém. Va diéu nguagc
lai 1a that. M6i ca nhan trong sy da dang ciia nhom da chiic
nang gép phan lam nén thanh cong cda dv an. Intel da huan
luyén dac biét nham phat trién cac déi nhém 16n - nhu mot
cach can thiét dé chi ra lam thé nao dé xép hang triéu thiét bi
ban dan vira vao mot khoang tréng nhd. Nhitng doi hédi sip
xép phtic tap cda mot loai hinh chua ting ¢é nhu thé 1a mot
trong nhiing yéu cau l6n nhat dat 1én vai mot san pham dan
dau nhu Intel.
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Albert Yu: Bi quyét 1a phai hop nhat moi khau - xem xét
san pham, san xuat, xic tién, ban hang va quang cao -
thanh mét khéi thong nhat. Hay so sanh n6é nhu mot dan
nhac dugc tao nén bdi nhiéu loai nhac cu khac nhau
nhung tat cd déu cung nhau trinh dién mot ban nhac. Méi
nguoi choi c6 mot vai tro riéng. Néu ta bi trat ra khéi sy
dong bo do thi ta dang gap rac roi day.

Gerry Parker: C6 rat nhiéu doi nhéom da nang & Intel,
chung t6i nhan thay rang néu dé cac déi nhom lam viéc
theo kiéu do6 thi cong viéc sé tién trién t6t hon. Ho sé hoc
hoi 1an nhau va danh gia cao viéc chia sé hoc tap.

Dennis Carter: Nhiéu diéu ching ta da lam duwoc 1a nho
vao nhitng doi nhém dac biét. Nhitng b6 phan khac nhau
clda cong ty doi mat v6i nhitng thi thach khac nhau.
Nhom ky thuat, ciing nht nhitng nhom nam trong dy an
phat trién dai han nhw bo x1¥ 1y Pentium, tat nhién sé khac
v6i nhitng nhém nam trong chién lugce tiép thi. Pon ci
veé linh vuc tiép thi, t6i c6 thé noi rang moi nguoi déu thay
chinh tinh than dong doi da tiép thém sttc manh cho ho.
NO la mot moi truong nang dong, noi ma chuwong trinh
c6 thé bi thay doi tit tuan nay sang tuan khac. Nguoi cia
chung t6i thich dugc tham gia va ¢ vé ho da dugc ném
nhitng thit thach bat ngd. Su thanh 1ap nhém (va sau do
tan rd) khong phai 1a van dé vi luén luén c6 nhiing muc
tiéu m&i dé huong dén.

Albert Yu: Téi timg 1a Tong giam doc trong nganh sin
xuat bo vi xit Iy vao thoi diém ma bo xit Iy Pentium dang
duoc phat trién. Chung t6i 1Jam viéc trong mot nhém don
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18, tat ca cung & mot chd. biéu trd ngai 1a quan Iy mot
nhom 100 ngudi that sw 1a mot van dé hét sic kho khan.
Viéc doi méi dé quan 1y su phat trién cia nhém mot cach
troi chay chiém thdi gian gan nhu bang véi viéc sang ché
ra ky thuat.

Ngay tur luc bat dau chung toi da thay rang nhitng nhém
nhé cé khuynh huéng hoat dong tét hon va nhiing nhém
16n hoat dong khong dugc tot vi van dé lién lac. DE giai
quyét chuyén nay, chung t6i da chia con chip ra thanh
nhiéu phan, méi phan nhém git mdt phan. Trong nhém
nhé do, viéc lién lac tréd nén tot hon. Kho khan nay sinh
khi viéc lién lac gitta caic nhom 1a khong thé tranh khdi,
va vi thé chung t6i c6 dua ra cac chi dao ré rang lién quan
t6i viéc cac nhom noi chuyén véi nhém khac nhu thé nao.
Chung t6i phai linh hoat trong phuong phap nhém, vi
thé néu c6 mot nhom bi tuot lai phia sau, ching toi sé
h6 tro ho nhiéu hon. Mgt hoi nghi thanh phé vé co ban
da hoan tat muc tiéu dé. Chung t6i phai b6 tri lai va phan
moi ngudi lam cac cong viéc khac dé bdo dam moi bo
phan cda co cau sé theo kip v6i nguoi khac. Chung toi
ra nhitng quyét dinh nhu thé hang tuan, va hang ngay,
néu can thiét.

John Crawford: Nhitng gi ching toi da cé, vé co ban, 1a
mot tap hop nhitng doi nhom lam viéc an y véi nhau. Moi
ca nhan lam viéc trong dv an thuc su thuoc vé mot cap
hai doi khac nhau. Kh6 khan ctia viéc t6 chitc 1a phai lam
sao cho phu hop véi cau tric tw nhién cda méi doi du
cho ban chat tu nhién cda cac doi trai nguoc han véi ranh



gidi t0 chitc tiéu chuan. Vi du nhu trong nhém thiét ké
chip, chung t6i c6 chuyén vién thiét ké logic va chuyén
vién thiét ké mach. Nhiing nguoi logic 1am viéc theo mot
cap do triu twong hon, trong khi nhitng ngudi mach lai
quan tam hon dén cac hat electron. Nhém gom cac
chuyén vién logic va mach sé hoan thanh mot bd phan
nhat dinh cda con chip, va ca hai lam viéc ¢ cung mot
khu vuec.

Vi nhitng ngudi logic va mach c6 chuyén mon khac nhau,
khuynh hudng quan liéu sé tach ho ra, trong hai phong
ban khac nhau. Nhung diéu ndy sé tao ra mot rao can
t6 chuc doi véi doi nhom ty nhién. Vi vay dé khuyén khich
cac doi nhom khéng khit than mat chung t6i phai c6 mot
co cau phdi hgp quan Iy véi nguoi quan Iy mach, ngudi
quan ly logic va nhém cac chuyén vién bao cao cho ho.
Néu c6 bat ki phan d6i ndo vé co cau nay thi ho dac biét
nhan manh dén cac doi nhom gan két vé mat vi tri. N6 gay
tré ngai cho viéc phat trién hé phuong phap luan cia chiing
toi. Chuing t6i cling gap mot chut rac roi ve 16i thiét ké phai
gidi quyét. Bi quyét 1a phai gitt cho duoc su thang bang.

Gerry Parker: Chung t6i ciing c6 nhitng doi nhom dugc
b6 nhiém vao dy an cai tién phuong phap. Chang han
nhu ching t6i ¢6 cac nhom ¢ cac nha may nudc ngoai
dang cai thién chu ki. Mot trong nhitng rac rdi chung toi
gap phai la sy cham tré cta viéc niém phong hang khi
van chuyén duong bién t Israel dén Manila roi dén Hoa
Ki, va sau d6 dén mot nha kho hay dén tay khach hang.
Chu ki d6 thuong mat 13 ngay. Trong mdi nha may do
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chung t6i c6 mot nhém tim hiéu nguyén nhan vi sao lai
lau nhu thé, va ho gidm xuéng con bon ngay. Trong ndm
ngoai moi ngay chuing téi tiét kiem dugc mot khoan twong
duwong vdi viéec hon 75.000 con chip Intel 486 dugc san
xuat - 1a san lugng hang ngay cda chung toéi. Tai mot
khau khac trong san xuat, chung toi phai két ndi nhitng
nhom k¥ su lai véi muc tiéu cai thién dau ra cda thiét bi
va lam tang lgi nhuan.

Co cau to chiic linh hoat

Vi trén hét, con ngudi cung cap nén tang cho su thanh cong
cda san pham dan dau. Intel chd y khong gay khé khan cho
nhitng ngudi c6 nang luc du trong hoan canh nao. Thay vao
dé, nguoi quan 1y sé di chuyén nhitng nguoi c6 ich quanh coéng
ty dé gidi quyét nhitng kho khan, diéu dé hita hen sé dat dugc
hiéu qua gia tri nhat. Cac nha quan tri Intel thita nhan nhiing
nha quan ly 1a nhitng nguoi bi di chuyén khic nghiét nhat, thé
nhung ho van tiép tuc cho dén khi Intel chi con lai toan nhan
tai. Tam voc va vai tro cda mot con nguoi phu thuoc vao gia
tri cda sy cong hién bdo dam thanh céng cho cong ty.
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Dennis Carter: Cong ty dugc thiét ké cho su thay doi
nhanh chéng. Chung téi thuong xuyén t6 chic lai bod may
va moi nguoi phai doi vi tri rat nhiéu. Nhing t6 chitc noi
bo duoc thanh lap, phat trién, va sau dé thi chia cat. Moi
nguoi da quen véi diéu do, vi thé ho khong xay dung su
nhat quan lau dai véi bat ki nhom nao, sw nhat quan hoan
toan chi vaéi Intel.



Kirby Dyess: Nhiing thay doi trong kinh doanh dan dén
thay doi trong b6 tri ngudn nhan lyc. Chung t6i lién tuc
chuyén nhitng nguon c6 gia ti nhiing noi thap hon dén
nhitng noi cao hon véi trach nhiém cung cap nhtng gia
tri t6t hon dén khach hang.

B6n nam trudc, khi chung t6i bat dau tai bo tri chinh thic,
chung t6i nhan ra rang mot trong nhitng nhom chiu sy
tai bo tri nhiéu nhat chinh 1a cac quan ly. Ho da quen
v6i t6 chite cda ho, quen v6i co cau ma ho diéu hanh.
Trudc day khi mot nha quan 1y bi bd. tri lai thi c6 80-100
nguoi bao cao cho anh ta. Sy can thiét vé chitc nang cda
anh ta bién mat khi mé hinh kinh doanh thay déi. Theo
cach dé, t0 chiic cda anh ta khong lam tang thém gia tri
ma tang chi phi. Két qua la nhan vién bi b tri lai vao
nhitng vi tri khac & Intel. Nguoi duwoc b tri lai cudi cung
1a quan 1y - ngwoi da tich cuc giup dé viéc bo tri chd cho
nhén vién cda anh ta.

Chung t6i khong phét 16 vi quan 1y nay. Anh ta da lam
viéc xuat sac & vi tri trudc do, va bay gio c6 mot ké hoach
hiéu qud va thi hanh viéc dd bé chinh t6 chitc va cong
viéc cda anh ta. Anh ta dugc cho mot co hoi dé khéi dong
mot t6 chitc mdi vdi mot nhiém vu khac, mot thit thach
16n hon, va anh ta da thanh cong.

Albert Yu: Chinh sach di chuyén moi ngudi tit noi nay dén
noi khac 1a mot chinh sach tét, vi khi con ngudi dat duoc
mot s6 thanh cong nao dé trong nhiém vu méi, ho sé tu
tin hon. Quy trinh chuyén déi lién tuc tré nén dé dang
hon chung t6i tuéng tuong luc dau. C6 mot van dé tam
ly khi di chuyén tit cdm gidc hai 1ong cia mot du an duoc
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hoan tat dén cam giac khong chan chan ciia mot cai mdéi.
Nhung néu ngudi ta thuc su tin twdéng vao tuong lai, ho
sé co thé budc tiép vé phia trudc.

Dennis Carter: Biéu bat 1gi 1a c6 mot s6 nguoi xem moi
truong nay nhu mot thit hén dén, khong c6 cau tric vimg
chic dé ho c6 thé dya vao. Ho c6 thé thich nhing gi ho
lam trén thuc té, nhung ho khong hiéu vai tro ciia minh
trong cd hé thong, va chuyén nay tham chi ciing xay ra
vOi mot vai nha quan ly. Tt nhién vai tro 1a mot cai gi
do6 khong ré rang, nhung chung ta c6 cam giac la dinh
nghia mot cach ré rang vai tro sé dan dén mot t6 chic
cing nhac va khong linh dong. Mot sé nguoi thodi mai
voi dieu d6 va mot sé thi khong. Nhung nguoc lai nhiém
vu thi khong thé map mo duoc. Ban biét chinh xac muc
tiéu cda chuong trinh hay dy an dugc giao la gi. Nhitng
ngudi c6 thé séng chung véi viec khong chac chan vé mot
diéu gi d6 va khong bao gic nghi ngd vé muc tiéu sau
cung ctia minh thi rat phu hop & Intel.

Kirby Dyess: Chung t6i khong chéng lai viéc giang chic
& Intel. Rat nhiéu lan nhitng quan 1y hay nhan vién roi
vao nhiing tinh thé cyc ki kho khan. Chung toi phai doi
mat vdi viéc hoat dong kém hiéu qua. Loi thong bao khong
phai 1la “Dugc, moi anh ra ngoai.”. Thay vao dé chung toi
quyét dinh rang, néu mot nguoi quan 1y da thé hién tot &
mot vi tri khac nhung lai khong lam t6t trong vi tri méi
thi chung t6i sé ha mot bac cda anh ta. Va nhu vay co
nghia la anh ta sé phai bao cao cho nguoi da tung bao
cao cho anh ta.



Nhitng quan 1y dé sé phai kiém ché long ty trong cda minh
trong nhitng tinh hudéng nhu thé. Chung t6i da tung
chuyén mot s6 quan ly téi nhimg vai tro khac, va doi khi
bi Iui lai mot, hai, hay ba bac. Mot khi ho dat dén thanh
cong, ho thuong quay vé véi to chic, kinh nghiém tré
thanh mot thi c6 gia tri. Toan bo t6 chitc chap nhan su
giang chitc va thay doi. Téi nghi 1y do 1a vi é Intel ching
toi khong tap trung vao cap bac va danh hiéu.

Reén luyén tri thitc trong toan cong ty

Lam thé nao dé Intel khong nhing luu chuyén con ngudi ma
ca chat xam trong toan céng ty? Do rén luyén la chinh.

Kirby Dyess: Khi ngudi ta chuyén dén mot vi tri mdi,
chung t6i thay rang viée huan luyén 1a rat c6 ich. Toi 1a
mot vi du dién hinh. To6i dang lam mot s6 viéc khdi dong
trude khi dén véi cong viéc nay, véi khodng nhiéu 1a 50
nguoi va it 1a hai hay ba nguai. Trong vi tri nay thi t6i c6
mot nhém 16n.

DE phuc vu cho viéc huan luyén, téi dugc phép “sit dung”
nguoi tién nhiém, sép va hai nguoi trong nhom.

Viéc huan luyén dién ra trong toan cong ty. Mot trong
nhitng cach cong ty lam 1a théng qua viéc cap dudi danh
gia cac vi quan 1y cda minh. Chung t6i héi cap dudi nhing
cau héi dai loai nhu: Quan ly cda anh c6 vé ra gia tri cia
Intel khong? Anh ta c6 lam tang gia tri cho anh va ca nhom
khong? Day chinh la nhitng déng gop vo gia cho cac nha
quan ly.
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Chung t6i cling yéu cau nhan vién huan luyén nha quan
ly trén nhiing dy an phat trién chuyén nghiép, va thuc
su danh gia thuc té nha quan ly trén nhing du an do.
Ngudi quan 1y can phai ding trude cap dudi cia anh ta
va thtra nhan nhitng gi cac nhan vién cdm nhan la diém
manh, diém yéu va nhitng ché can stta doi. Trong mot
cudc khao sat gan day, 50% cac nha quan 1y véi nhiing
du an phat trién cé sy tham gia ctia nhitng cap dudi cia
anh ta. Cap dudi 1a mot phan trong boé may huan luyén
lam cho nha quan ly va t6 chitc hoat dong hiéu qua hon.
Ngay nay c6 nhiéu thoi gian va su quan tam duoc dat
vao quy trinh chon lya & Intel. C6 nhiéu ngudi hon trong
hoi dong phéng van, gom ca nhitng ngudi ngang hang,
thanh vién nhom va ca cap dudi.

Trudc day nhitng nha quan 1y di thué ngudi tim kiém
nhitng ki nang dac biét. Con bay gig, ngoai viéc co ki nang
thi chung ta can nguoi co thé giao thiép t6t vi ho hau nhu
sé lam viéc cung doi nhém. Chung t6i cling can nguoi
c6 thé 16n 1én trong méi truong Intel lién tuc di chuyén
nguon luc.

Chung t6i tung dinh nghia mot cong viéc § khia canh tinh
than trach nhiém, nhitng nam kinh nghiém, va bang cap
c6 duoc. Bay gio chung t6i bao gom ca su cong hién cia
anh ta trong 12 thang dau. Bang cach nay chung t6i ¢
thé nhan dang t6t hon va wu tién nhitng ki nang, kinh
nghiém ma tng vién phai c6 dé dat két qua quy dinh. Khi
ban bat dau chi véi mé ta cong viéc theo cach co dién,
trong nhiéu truong hop ban sé thué phai mot ngudi thuc
su khong thé dap ung duoc nhiing két qua mong doi.



Tan dung loi thé san pham

Ngay ca nhitng nguoi dan dau thi truong sé khong ban san
pham ctia minh néu moi ngudi khong hiéu vé chung. Trong dot
ra mat bo vi xit ly thé hé thit ba - Intel 386, cong ty nhan thay
rang moi ngudi con do dy khi thay doi 286. Khach hang tiém
nang khong thay duogc nhiing gi con chip duoc ké thia 1a mdi.
Vi vay cong ty da dem san pham xuéng duong quang ba cho
khach hang. Va ho cling nhan thay rang n6 chi 16i cuén dugc
nhing ngudi mua truc tiép - nhiing nha san xuat may tinh
ca nhan, va nhu thé thi chua dd, ho phai néi chuyén truc tiép
v6i ngudi mua cudi cung. Ngay nay Intel van noéi chuyén véi
nguoi tiéu dung. N6 nham t6i nhing déi twong khac nhau véi
cac thong diép khac nhau. Va két qua 1a san pham dugc ban
rat chay.

Dennis Carter: Chuing t6i 1a ngudi dan dau san pham, vi
vay chién lugc tiép thi ctia ching t6i doi héi hai diéu kién:
Thtt nhét, ching t6i phai tao ra mot sy am hiéu vé ki thuat
va lam thé nao dé n6 hoan toan phu hop véi thi truong.
Chung t6i phai lam cho khach hang hiéu ré nhiing 10i ich
cua ky thuat méi so vdi cai ci. Thit hai la ching t6i phai
gidng gidi cho moi nguoi biét Intel 1a ai va chung toi dai
dién cho cai gi. Véi thanh cong da dat duge, chung to6i
khong bao gid phu long tin cia khach hang.

Nhin chung, chung t6i c6 gang xay dung nhitng chuong
trinh tiép thi véi tam nhin 1au dai. Mot vi du dién hinh
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nhat 1a chién dich tiép thi cho Intel Inside da dinh nghia
nhitng nén tang lau dai: “ai”, “cai gi” cho cong ty. Chién
lugc co ban ctia Intel 1a xay dyng mot nhan thic vé Intel
va vé vai tro ctia chung toi.

Chung t6i quang cao nhiéu hon ntta dén ngudi tiéu dung
cudi cung tr khi chung t6i cho ra ddi 386. Va vao khoang
thoi gian ma thi truong thay doi sang 386, chung toi da
phai bat dau ban 486. Moi viéc tré nén phic tap khi
chung t6i nhan ra rang minh can phai truyén dat diéu
ma Intel dai dién vé ban sic cda chung toi, chtt khong
chi sdn pham chung t6i dang ban lic dé6. Ti d6 chung
toi bat dau thuc hién nhitng ¥ twéng ma sau nay tré thanh
chuwong trinh hoat dong cua Intel Inside.

Bat ctt khi nao dwa ra mot san pham mdi chung to6i déu
phai thuyét minh loi ich ctia n6 dé nhitng nguoi tiéu dung
cudi cung hiéu vé cau truc, thudc tinh, va dac tinh vugt
troi cda noé. Tuy nhién, trong chién thuat nay, tiép thi
ngan han phai khép va cting ¢ cho muc tiéu dai han cda
viéc tang cuong nhan thitc thwong hiéu Intel.

BO phan khach hang 16n nhat cia chung téi 1a nhitng
ngudi mua may tinh ca nhan, chi yéu dé st dung trong
nha. Ho quan tam veé k¥ thuat § mot cap do khac. Ho lay
duoc nhiéu théng tin tir nhitng cita hang ban 1é noi ho
mua san pham, vi vay viéc c6 thé ban duoc véi nhitng
thong tin day dd ngay luc dé la rat quan trong. Mot vai
luc lwong ban hang cuda ching t6i da duwoc bo tri lai dé
moi nhitng ngudi dem ban lai dén va cung cap cho ho
nhitng thong tin can thiét. Chung t6i thay déi mic do
chap nhan théng tin cda khach hang va chung toi da



thanh cong trong viéc phat trién kha nang lang nghe va
chu y cua ho.

Trén hét, thong diép cda chung t6i 1a chuing t6i sdn xuat
ra nhitng san pham t6t nhat va méi nhat. Ngay nay chung
toi trd thanh ngudi dan dau hoan toan trong linh vuc san
pham ctia minh.

Nhitng nguyén tac
ciia mot san pham hang dau

Nhu mét nhan vién ki cuu cda Intel cho biét, cong ty da khong
theo mot phuong phap don gian nao dé cé thé dat duoc vi tri
dan dau vé san pham. Nhitng kha ning canh tranh da dang,
su mdé rong thiét ké vugt troi va san xuat san pham néi bat da
g6p phan vao su tim kiém nhting vi tri xuat sac trong nén cong
nghiép cua no.

Cai gi da giup Intel nhiéu nhat trong viéc chéo lai qua dong
nudc xoay ctia nén cong nghiép do6? Cong nhan, quan ly va thuc
vay toan thé con nguoi trong to chitc san sang thay déi trong
tam va phuong hudéng trong nhay mat. Trong céng ty, nhiing
ngudi c6 thé xit tri cong viéc theo kiéu da nguyén tic thuong
lam viéc voi nguoi la trong nhitng nhom tam thoi. Mot hé thong
ty hiéu chinh trong d6 moi nhan vién déu nhiét tinh thu thap
y kién phan hoi vé su thé hién ca bén trong 1an bén ngoai cda
cong ty. Nhiing nha thiét ké c6 thé duy tri su tap trung cda ho
vao nhu cau thi truong chinh xac. Va nhém tiép thi va kinh
doanh luén hiéu rang khach hang can phai dugc nhic nhé lién
tuc vé gia tri cda viéc mua mot chiéc may mang chat lugng Intel.
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Nhu Albert Yu da néi, d6 gidng nhuw mot ban nhac giao hudng.
Khong c6 gi la khi Intel tré thanh dan dau trong viéc phat trién
cong nghé bo vi x1t ly may tinh ca nhan. Va cing khong c6 gi
dang ngac nhién rang no tao nén kién tric cho twong lai - va
mai sau nita - cda nén cong nghiép may tinh.

Gerry Parker: Khi chung t6i c6 mét chién lugc tiép thi néi
bat, chung toi da phat trién chung 1én tiép thanh chuong
trinh Intel Inside. Khi chung t6i phai nghién cttu lam cach
nao dé phat trién san xuat nhing bo vi xi¢ 1y tot hon,
chung toi di suét véi né. Ban sé diéu chinh ngudn luc c6
san dé sdn xuat ra nhing thtt théa man nhu cau thi
truong. Nguoi luon di dau va kip phan wng véi su thay
doi trude khi né xay ra sé 1a ngudi thanh céng, khac véi
mot cong ty, mot cong ty thi chi can rat t6t ¢ nhiing gi
ho dang lam.
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CHUONG 8

BA1 Hoc THAN THIEN
vO1 KHACH HANG

Rat nhiéu ngudi kinh doanh may tinh trong nhiing thap nién
1970, 1980 danh mat nhiéu thuwong vu ban hang vao tay hang
IBM néi tiéng thuong dua ra 1oi bao chta: “Chua c6 ai bi dudi
viéc vi da mua hang cia hang IBM”. Tap doan America, duong
nhu hoan toan tin chic vao vu thé vé ky thuat hién dai cda
IBM nén cac gidm doc kinh doanh - do s¢ phdi chiu trach
nhiém trudc cap trén néu c6 chuyén khong hay xay ra - da
khong dam mua hang tr bat ki mot cong ty ndo ma tiéng tam
khong bang IBM.

Tuy nhién, nhitng ngudi kinh doanh bi IBM qua mat da co
mot 16i suy nghi sai lam. Pang 1& ra ho phai hiéu rang cac
sép kinh doanh may tinh vi ho hoan toan hai long va tin tuéng
vao chat luong cac dich vu ctia IBM, va chi IBM, phan phdi,
chit khong phai vi s¢ hdi mot sy tra diia nao do (ma da khong
dam mua hang hang khac ngoai IBM).

Thomas Watson, CEO cua IBM, va con trai 6ng, ngudi ma sau
nay ctng la CEO, da xay dung nén tiéng tam ling 1ay cho IBM
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bang cach huéng moi muc tiéu cda nhan vién cda minh vao
mot doi tugng duy nhat: khach hang. Thanh cong khong gi so
sanh dugc cia Thomas Watson trong viéc lam cho IBM trd
thanh mot nguon chuyén dua ra nhiing 16i khuyén chuyén mén
veé viéc stt dung may tinh trong kinh doanh da lam cac déi thu
cda IBM phai “diéu ditng” nhiéu nam lién. Mac du cong ty cda
Thomas gia nhap nganh cong nghiép may tinh tré hon nhiéu
cong ty khac, nhung né da sém dat duoc vi tri thong linh trén
thi truong phat trién nhanh nhat toan thé gidi nay.

Hay nghi dén IBM khi né dang & vi tri dan dau trén thi truong
vao nhitng nam 1970. Luc do6, IBM thuc sy dai dién cho cai gi?
Nhitng san pham hién dai nhat w? Khong phdi ai cting nghi
nhv thé! Du san pham ctia IBM hoat déng rat t6t, thé nhung
chung thuwong khong di kem véi nhitng 1gi ich t¥ nhing sang
kién méi. Véi su lwa chon thit hai, cac khach hang cda IBM sé
tim dén cac doéi thd ctia né, von la nhing cong ty tién phong
trong cac mat: ing dung hé thong hoat dong on-line (trén mang
Internet), bo nhd do, may tinh c¢d nhd (minicomputers), va ung
dung hau hét cac dot pha khac. IBM cing ting bude st dung
cac sang kién mdi, nhung khong phai 1a nguoi di dau trong viéc
nay. IBM da dua ra gia cd hop 1y nhat hay chua? Thua la chua!
IBM “nhuong” viéc dinh gia d6 cho cac cong ty nao danh bat
duogc cdc mau thiét ké cda ho. Gia tri chua ai dich noi cia IBM
khong phai & sdn pham hay gia ca, ma la  trinh do “siéu t6t”
cda dich vu cung cap, huéng dan cho khach hang, su tinh thong
vé chuyén moén, ciing nhu sy gitp d6, gidi dap nhiét tinh cho
khach hang trudc nhitng bién déi chéng mat cda cong nghé
thong tin.
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D6i véi cac “sép” chuyén vé xit Iy di liéu tai cac cong ty thi
IBM 1a mot lua chon t6i wu. IBM cung cap nhitng phuong phap
dé 1ap ké hoach cho nhitng ting dung doanh nghiép mdi, dé
dao tao phat trién nhan vién, va dé quan ly di litu. N6 giup
cho cac sép nay giai thich véi nhitng nguoi quan 1y cap cao vé
nhu cau ngan quy ngay cang tang. Chuong trinh cda IBM bat
dau hoat dong khi mot hé thong c6 van dé, chuong trinh sé
phan tich cac van dé t d6 dua cong viéc trd lai theo dung ké
hoach. IBM con quan tam dén van dé hoach dinh nhitng may
moéc mdi nao sé can tdi, nhirng loai ndo can dugc nang cap, va
lam cach nao dé két hop duge nhiéu cong nghé mai. IBM lai
con mai nhitng khach hang cia ho dén tham gia cac khoa hoc
ngan han dé tang cuong kién thitc ve k¥ thuat ciing nhu mé
rong cac ki nang quan ly cia ho. Trong thap nién 70, ban
hoan toan cé thé néi rang cong viéc xit ly dit liéu cda cac sép
gan nhu khong thé thuc hién duoc néu khong cé sy trg giup
cua IBM.

Thanh cong cia Thomas Watson da dugc xay dung dua trén
viéc cung cap cac giai phap “bat kha chién bai” trén thuong
truong, viéc phan phdi thong qua mé hinh hoat dong duoc diéu
chinh hoan toan phuc vu cho muc dich dé. Viéc coi trong su
than thiét voi khach hang cting nhu su cong hién ctia Thomas
da dugc rat nhiéu nhiimg nha lanh dao ngay nay noi theo. Cang
vé sau nay thi IBM c6 vé nhu cang di sai duong. IBM da gay
mot an tuong xau doi véi khach hang khi mot s6 nguoi cho rang
IBM da lam dung cac mdi quan hé lau dai cda né véi khach
hang. IBM da chuyén huéng mot cach qua than trong déi véi
nhitng khai niém mdi hon vé may tinh, mét phan 1a do né da
khong duy tri su can bang trudce cac sang kién mdi. Pang 1é
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phai dao sau nhing tiém nang san c6 thi IBM lai ¢t c6 khai
thac nhing giai phap ct cho nhiing van dé ci cling nhu méi
phat sinh cia khach hang. Pay thuc sy khong phai 1a co s dé
c6 thé duy trl méi quan hé tét dep vdi khach hang. Pa ting
viing chai nhu “nhitng hon da tang cuda Gibraltar” (Rock of
Gibraltar) IBM gid day c6 1é chi con la nhitng vién diép thach
(shale) nhé bé dé vé. Lich st vinh quang va su tut doc thé tham
cda IBM 1a mot bai hoc vo cing quan trong trong viéc “lam thé
nao” va “khéng nén lam thé nao” dé mot cong ty “than thién
v6i khach hang” c6 thé thanh cong dugc.

Khi dé cap dén nhiing cong ty chuyén cung cap gidi phap
toan dién t6t nhat, ching t6i muén néi rang mac du cac cong
ty d6 khong hin sé dua ra gia thap nhat hay nhing dac tinh
sdn pham méi nhat, nhung ho van sé cung cap mot két qua
tong thé tot hon cho nhitng khach hang cda ho hon bat ct ai
khac. Ho thuc hién diéu dé bang cach lang nghe rong rai tat
ca nhimg nhu cau tt khach hang ctia ho. Gia thip nhat hay
sdn pham t6t nhat khong c6 nghia 1a mang lai gia tri tot nhat
néu khach hang khong biét 1am sao dé st dung san pham mot
cach hiéu qud, hoac thiéu cac ki nang dé dat duoc két qua toi
uu, hodc khong thé xit 1y nhiing “hw hdng” trong qua trinh quan
ly. Cac cong ty “than thién voi khach hang” c6 thé manh khong
cong ty nao sanh dugc vi ho chu v ki dén nhing bat loi cda
khach hang dé cai tién san pham tot hon cho phu hgp véi ho.

Cac cong ty nay biét rang khach hang ctia ho c6 nhiing nhu
cau phan cap khac nhau vugt xa nhiing doi héi co ban cho mét
sdn pham (xem Hinh 9). Gan lién v6i méi san pham 1a dich vu
co ban ma cac khach hang van coi d6 nhu mot phan di kem
khi mua san pham. Trong khi nhiéu cong ty hoat dong thanh
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cong va nhiéu hang kinh doanh ding dau khong bao gid nhin
xa hon nhu cau ctiia khach hang vé sadn pham va cac dich vu
phai c6, thi cac hang than thién v6i khach hang hiéu rang méi
khach hang khi can dén mot sdn pham déu c6 nhitng nhu cau
rong hon, an sau ma ho can phai dap ung.

Khach hang
dat duoc

Cac nhu cau
~ N 2
réong hon tiém an

Dich vu co ban

San phdm

Hinh 9: PHAN CAP CAC NHU CAU CUA KHACH HANG

Mot hang than thién véi khach hang c6 cac ki nang thay doi
cach ma khach hang gidi quyét cac van dé tiém an cta ho.
Khach hang la mot tap doan chuyén mua céac dich vu tai khoan
ngan hang thuong quan tdm hon dén viéc quan 1y hé thong
thanh toan. Mot ctta hang mua may tinh dé ban hoac cac thiét
bi y té thi lai thuong rat quan tam dén van dé bao tri, huan
luyén cho nguoi st dung, va cach quan ly tai san. Va ngudoi
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mua cac dich vu van tai sé dac biét chu trong dén viéc quan 1y
hau can, kho bai.

Mot hang than thién véi khach hang st dung ki nang, chuyén
mon ctia minh ddi véi nhiing van dé tiém an cda khach hang
dé thay d6i cach ma cac khach hang do6 lam viéc. Ho sé chiu
trach nhiém moi két qua va diéu chinh dich vu ctia minh sao
cho dap tng duwoc moi nhu cau cda khach hang.

bac diém thuong thay nhat cda cac cong ty than thién véi
khach hang 1a ho dua ra nhing dich vu cao cap rat da dang,
doc dao, ti viec gido duc dén cac dich vu hé tro thiét thuc, ti
d6 khach hang c6 thé thu dugc 1gi ich t6i da tir sdn pham ctia
cac cong ty nay. Lay vi du coéng ty ban hang gia dung Home
Depot va hang quan 4o Nordstrom, ho da khong nging lam
cho khach hang di ti ngac nhién nay dén ngac nhién khac véi
doi ng nhan vién ban hang hiéu biét, quan tam dén khach
hang va rat dé chiu; hon nita, doi ngl nay con dua ra nhiéu
16i khuyén hitu ich vé san pham cting nhu tng dung cda no,
du do6 1a viéc thay chiéc cong tac dén bi hw hay viéc lap rap
chiéc td quan 4o. Loi thé canh tranh ctda ho chinh 1a t doi ngi
nhan vién, nhitng nguoi da khién cho khach hang phai ty hoi:
“Tai sao cac ctta hang ban 1é khac khong thé c6 thai do quan
tam y nhu thé déi voi khach hang?”

Cac cong ty than thién véi khach hang da coi nhitng dich vu
co ban 1a trach nhiém cda ho, va tham chi con thay doi san
pham cda minh sao cho c6 thé dap tng ca nhiing nhu cau “doc
nhit v6 nhi” cda khach hang. Hang chuyén phat nhanh
Airborne Express chéng han, cling da khong ngung lam khach
hang bat ngo véi cac gidi phap thich hop ma cac déi thu cia
ho khong tai ndo sanh kip. Giao hang cuc sém, dich vu chuyén
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phat trong ngdy, van chuyén hang dac biét nhu kinh chén gi6
va cd vac-xin. Du nhitng dich vu nhu thé 1a chuyén khong nghi
tdi doi voi cac doi thd canh tranh, nhung né lai la cong viéc
thuong ngay cda Airborne Express. Tuong ty, Cable & Wireless,
cong ty vién thong tru sé tai Anh, cung cap cho khach hang
cua n6 mang ludi dac biét va cac dich vu dac trung ma cac hang
khac nhu MCI hay British Telecom (Coéng ty Vién thong Anh)
khong thé nao c6 dugc. Khach hang cda Cable & Wireless tu
héi: “Lam thé nao mdt cong ty 16n nhu thé cé thé nghi ra gidi
phap dap tng dugc nhu cau - c6 thé noéila khac thuong - cda
toi vay nhi?”. Con dé6i voi mot cong ty than thién véi khach hang,
do 1a tat ca cong viéc binh thudng ho phai lam.

Nhiéu “anh tai” trong ap dung ly thuyét than thién véi khach
hang nay tham chi con tién xa hon, bang viéc giup cai tién quy
trinh nghiép vu c6 lién quan dén viéc sit dung san pham cda
ho cho khach hang. Lay vi-du Cong ty thiét bi tw dong Johnson
Controls, tru sd tai Milwaukee, bang Wisconsin, ho tr¢ cho
nhitng khach hang can quan 1y xay dung nhtng chuyén gia
vé stt dung nang luong, va ho c6 thé thay doi thiét ké ciing nhu
cach quan ly viéc xay dung toa nha. A.G. Edwards, cong ty moi
giGi chitng khoan, da dao tao cac nhan vién méi gidi cia minh
khong duoc ép khach hang mua nhitng c6 phiéu cao gia, ma
phai lam viéc véi khach hang xac dinh ré muc tiéu trong tuwong
lai ma ho nham t6i 1a gi (cho con vao dai hoc, nudi dudng cha
me, tan hudng mot cudc séng vé huu tién nghi, thodi mai), xay
dung mot ké hoach c6 thé thuc hién, va huéng khach hang kién
tri thyc hién theo tiéu chi d6. Tap doan Cott Corp. da dat dugc
nhiing thanh céng ruc rd trong nganh san xuat nuwdc soda mang
nhan hiéu riéng, khong chi bang cach ban nuéc soda gia ré,
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ma con bang cach trd thanh ban hang than thiét véi cac siéu
thi ban 1é, dé c6 thé thay déi qua trinh x 1y co ban ma mot
sdn pham mang nhan hiéu riéng phai trai qua la quan 1y, tiép
thi va ban ra thi truong.

Mot yéu té6 khac ma cac cong ty than thién véi khach hang
tap trung vao dé 1a tinh than sdn sang ddm nhan trach nhiém
dé dat dugc két qud mong mudén. Ho san sang mao hiém dé
xuc tién thanh cong cho khach hang cda minh. Ho san sang
lanh toan bo trach nhiém tw khi bat dau hoat dong, va hita
mang lai mot két qua tot dep. Cong ty Roadway Logistics
Systems, chang han, da lanh toan bé trach nhiém lo vé hau
can trong hai xudéng lap rap cia hing Ford. Hang tram nha
cung cap cac bd phan, 14 cong ty van tai, va tat cad nha kho
da duoc Roadway Logistics quan 1y dé cé thé dat dugc viéc giao
hang kip thoi va chinh xac. Hang Ford da dat duoc két qua my
man ma khong can phai quan 1y viéc chuyén déi kho bai, 1én
ké hoach, hay chuyén ché. Tat ca moi viéc bay gio la van dé
cua Roadway Logistics.

Tuong tu, don vi cung cap thiét bi y té thuoc té chitc Qubc
té Baxter dang tiép tuc ddm nhiém viéc quan ly nguodn cung
cap cho cac khach hang ctiia né. Déi véi chi phi c¢é dinh cho
moi ngay & bénh vién, Baxter hién nay cung cap tat ca cac thiét
bi cho bénh vién va chiu trach nhiém vé viéc quan 1y hang ton
kho cting nhu lo hau can dén tan khu diéu duéng hay phong
chita do. Cong ty Baxter cting chiu trach nhiém cho ca nhiing
su c6 that thoat xay ra. Tap doan do6 hién dang 1a don vi dan
dau, va da hoat dong tai hon 400 bénh vién. Phuwong phap than
thién v6i khach hang cda Baxter hién nhién tiép tuc lam cho
nganh phan phdi cac thiét bi y té khéi sdc hon.
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Mot sb cong ty dang nay ngay cang di xa hon khi ap dung
nghé thuat “than thién véi khach hang”. Trong khi nhiéu hang
nhu IBM tap trung trong viéc giup dd khach hang st dung san
pham cda minh t6t hon, nhiéu céng ty khac lai khai thac cac
mat khac ma minh c6 wu thé nhu viéc cung cap cac giai phap
toan dién. Tap doan Cott Corp., chuyén san xuat cac loai nudc
giai khat mang nhan riéng, toa lac tai Toronto, da duoc hé thong
siéu thi Safeway nhd hé trg tiép thi dong sdn pham nudc soda
¢6 ga mang nhan hiéu cda cita hang. Cott nhan ra rang Safeway
khong chi don thuan can phuc hoi lai doanh s tri tré cda viéc
ban loai nudc gidi khat, ma né can phai cai tién qua trinh thuc
hién tat ca cac san pham nhan riéng cda né. Cott dé nghi
nhiing phuong thic thay thé cho khau thiét ké mau ma, trung
bay, quang ba, va chu y dac biét t6i qua trinh san xuat. Cott
con chi cho Safeway cach lam thé nao dé cac xudng dong chai
hoat dong chuwa hét cong suat dugc st dung dé lam ra sdn
pham cho cac khach hang khac cda Cott.

Theo dung phong cach cia mot cong ty than thién véi khach
hang, Cott c6 thé nhin xa hon mot gidi phap “nudc gidi khat”
don gidn - vuot xa tiéu chuan tdi thiéu dé lam hai long Safeway
- va thay vao dé 1a dua ra giai phap toan dién cho nhu cau
cua Safeway. Ca Safeway va Cott ti d6 sé dat dugc nhing gia
tri to 16n hon trong moi quan hé cda ho.

Gidi phap tuy bién cda hang Cott mé rong sang ca linh vurc
tiép thi. Thay vi bat chude hai 6ng khong 16 Coke va Pepsi, rot
hang tram triéu do cho viéc quang cao nhan hiéu, Cott rat can
trong trong viéc lwa chon cac chién luvoc quang ba cda minh.
N6 chi chi ra 2 triéu dola trong viéc tung ra chién dich cda
Safeway, nhung da 16i kéo dugc sy cong tac cia nhing thanh
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phan - c6 thé néi 1a hiéu qua nhat trong viéc ban san pham
nudc giai khat: do 1a cac nhan vién cta Safeway! Cott da nhac
nhd cac nhan vién rang loai nudc gidi khat mang nhan riéng
sé giup duy tri loi nhuan bién ctda Safeway - va ca cong viéc
cua ho. Loai nudc ngot Cott cho nhitng cong nhan cia Safeway
thit da thuyét phuc ho rang né rat ngon va vi thé ho san sang
gidi thiéu chung. Thyc vay, Cott da tao ra 76.000 nhan vién
ban hang mdi cho loai nudce giai khat “Safeway Select Soda” va
dat dugc thanh cong ruc ré v6i 35% thi phan trong vong 4
thang ké ti ngay gidi thiéu san pham. Tuwong tu nhw Wal-Mart,
Cott da dat duoc va gitt vitng gan 50% thi phan cho san pham
nudc giai khat “American Choice” (tam dich “Su lya chon cua
ngudi My”) cda tap doan Sam trudc cac san pham cung loai
cua hai dai gia Coke va Pepsi.

M6 hinh hoat dong cua cong ty
than thién voi khach hang

Cac cong ty than thién vdi khach hang thanh cong déu da
trd thanh nhing chuyén gia trong linh viec ma khach hang cia
ho hoat dong, va ca trong viéc dua ra nhitng giai phap toan
dién. Nhung cho du cong thiic thanh coéng ctia ho 1a do su két
hop gitp d& trong viéc sit dung san pham, dua ra 19i khuyén
chuyén déi qud trinh cdn ban, hay chiu trach nhiém dé dat
duoc két qua dé ra, thi nhiing cong ty nay trién khai mot mo
hinh hoat dong dua trén nhitng nguyén tac thiét ké rat giong
nhiing diéu Thomas Watson da lam, duoc minh hoa & hinh 10.

Doanh nghiép cia Watson hoat dong hudng vao khach hang.
Doanh nghiép nay rat thuc té, thich thay déi, va rat tw hao vi
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sy am hiéu twong tan vé cac ing dung cia san pham. IBM do
lwong thanh cong cia no6 dya trén thanh cong cda khach hang.
Nhtng giai phap phtc tap duge duwa ra va dugc hinh thanh t
cac doi nhom cham so6c khach hang chuyén nghiép, va hang
ta cac nhom hé trg dich vu va san pham chuyén dung. Két qua
1a: mot giai phap toan dién ra doi va duogc két hop béi moét nhom
cham séc khach hang tan tuy va duoc phan phéi hiéu qua qua
cac chuyén gia trong cac linh vizc dugce chon. Cac suy nghi va
ly thuyét hién nay vé quan tri theo nhom va theo ma tran qua
that da “mac ng” Thomas Watson!

Van héa
« Khach hang va linh vuc
hoat dong.
o Linh dong: “Hay lam theo
cach ctia ban”

T8 chirc
« Nhom cac khach hang
doanh nhan
« Kinang cao

Qué trinh x ly cot 16i
o Thu nhan khach hang &
phat trién
« Caitién cac giai phap
« Phuong phap lam viéc mé
va linh hoat

Cong nghé thong tin

trong va ngoai

thanh thao

« Co's6 dir liéu vé khach hang
lien két voi cac théng tin

« Kién thic xay dung trén su

Hé théng quén ly
« Loi nhuan va thi phan
« Khen thuérng dua trén
phan hoi ttr khach hang
« Gia tri clia viéc phan tich
khach hang

Hinh 10: NGUYEN TAC THAN THIEN VO KHACH HANG

191



Watson hiéu rang éng sé khong cé6 dugc co hdi nao néu
khong c6 kién thiic sau rong vé khach hang ctia minh. Ong da
xay dung dugc mot doi ngd va dich vu ban hang tinh nhué
nhat thé gigi. Ong cliing qua quyét dau tu vao nhitng phuong
phap mdi, y tudng mdi, va cach tiép can mdi téi cach ing dung
va quéan ly nhitng may moc thiét bi st dung trong doanh
nghiép. Va két qua 1a, nhiing suy nghi cda IBM vé cach dé khai
thac tdi da lgi ich tr sdn pham da di trudc khach hang cda n6
hai budc. IBM da c6 thé tim hiéu duogc tan goc ré ctia van deé
trong khi khach hang ctia n6 con dang tap trung vao quan sat
cac dau hiéu ban dau.

Ngay nay, viéc am hiéu twong tan vé khach hang cung voi
nhiing dot pha mdi vé viéc xit 1y cac van dé tiém an cda khach
hang chinh 1a xuong séng cda cac to chirc than thién véi khach
hang. Khong phai ngau nhién ma hang Cott da dau tu rat nhiéu
vao nhitng phuong thitc mdéi tiép can cach quan 1y cac siéu thi;
hay cong ty Roadway Logistics da thué va dao tao rat nhiéu
nhan tai trong linh vuc nay dé c6 thé danh bai bat ki cong ty
tw van nao; tap doan Quoc té Baxter da am hiéu hon vé cach
st dung va quan 1y cac thiét bi trong bénh vién hon bat ki khach
hang nao; hay hang Zeppelin (Dtic), nha phan phdéi thiét bi
Caterpillar (may ui dat), biét nhiéu vé cach quan 1y cac thiét bi
cong kénh hon cd mot cong ty chuyén xay dung duong cao toc.
Mobi cong ty trén déu da gay dung dugc nhiing doi ngd thanh
thao tay nghé va nhiing nhém dich vu chuyén biét 1am nén tang
dé xay dung cac moi quan hé than thién voi khach hang.

Thé nhung tré thanh mét doi ngd than thién véi khach hang
va duy tri dugc dieu dé doi hédi viéc xay dung kién thic vé
khach hang va dao tao chuyén vién c6 kha nang tai thiét qua
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trinh hoat dong cia doanh nghiép duwong nhu chua did. Watson
tin rang dé cong viéc cé hiéu qua, cai anh c6 khong phai chi 1a
dich vu. Ong duy tri mot dong san pham rat rong (da dang) dé
c6 thé dinh hinh t6i nhitng nhu cau dac biét nao dé clia mot
khach hang. Cac san pham cda Watson khong han luén la
nhiing sdn phdm mang nhiing dac tinh hién dai nhat, nhung
ong biét rang mot san pham trung binh duoc san xuat nham
phuc vu cho nhitng nhu cau hét stc dac biét cda mot khach
hang thi thuong con quan trong hon 1a mot sdn pham cao cap
hon, nhung lai kém hiéu quda. Cac céng ty nhu cong ty cda
Watson khong mu quang chay dua cho vi tri ding dau; ho chi
chap nhan nhiing sdn pham dang tin cay, da qua kiém nghiém,
c6 thé san xuat dé dap ing hoan hdo nhu cau ctia khach hang,
gidong nhu deo mot chiée gang tay vira khit. Ho mang lai nhitng
gia tri khong gi sanh dugc cho khach hang, nhitng nguoci
khong nhat thiét doi hdi nhitng san pham hién dai nhat - chi
la mong muén két qud tot nhat va dugc giup d6 trong viéc
ung dung no.

Mot khi cac t6 chitc than thién véi khach hang dat minh vao
cac nhu cau ctia khach hang, mot loat cac hoat dong khac nhau
sé tham nhap vao rat nhiéu khach hang. Piéu nay tao ra mot
“phong thi nghiém” dé phat trién hé trg tng dung tét hon, dé
kham pha nhiing cai tién trong qua trinh hoat dong, va dé kiém
nghiém nhing kiéu quan hé méi ma & do, trach nhiém chuyén
to khach hang sang nha cung cip ngay cang ting.

Watson hiéu rang mot t6 chitc c6 phan quyén ré rang sé dat
dugc nhitng méi quan hé chat ché hon véi khach hang. Ong
hiéu ré tam quan trong ctia viéc phan quyén cting nhv vai tro
cda cac sang kién ca nhan. Ong géi gon chung trong mot t -
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NGHI - va huan luyén luc lugng ban hang, hé trg va lam theo
khau hiéu d6 khi giao dich véi khach hang méi ngay.

Khi IBM phat trién - va ngdy cang phat trién - Watson da
duy trl quan diém cting ran trong viéc giam sat. Hé thong quan
1y cda Watson dua trén su do luong chi tiét vé viéc nhan thic
r6 khach hang. Ong duy tri hé thong giam sat khong phai dua
trén loi nhuan hay thi phan, nhung dua trén khoan tién khach
hang da chi trd. Moi cong ty than thién véi khach hang biét
rang muyc tiéu quan trong nhat chinh la sy quan tam tit khach
hang. Thét bai 16n nhat d6i v6i ho khong phai la dé€ mat tién
ma la dé mat khach hang. Béi véi ting khach hang mot, Thomas
Watson dat ra muc tiéu riéng biét dé nhan thiic, mé rong va
phat trién. Nhu vao ndm 1924, 6ng da thué cong ty R.L. Polk
st dung ban do6 thanh phd, nién giam dién thoai va cac nguon
dit litu khac dé kiém cho dugc nhiing khach hang tiém nang
dac biét. Polk da gitip xac dinh dac diém va tiém nang cda hon
hai triéu khach hang.

Dé mé mot hé thong kiém soat kiéu nay, céong ty can co
nhitng d liéu tich hop, dac biét chi tiét vé khach hang. Cac
cong ty hoat dong hiéu qua c6 thé sé noi cho ban biét rat nhiéu
vé nhitng nghiép vu cda ho, trong khi cac cong ty than thién
voi khach hang c6 hé thong may tinh sé c6 thé noi cho ban
nghe rat nhiéu vé khach hang cda ho. Diéu nay cuc ki ¢ ¥ nghia
cho khong chi mot ngudi, ma cd mot tap thé nhiing nguoi phuc
vu cho mdt té chic.

Trong hon 30 nam, cac déi thd ctia IBM lién tuc bi that bai
trudc thanh cong cia Watson. Rat nhiéu ngudi trong s6 ho thit
bat chudc cach cia Watson, nhung déu that bai béi ho nghi
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rang thanh céng cda IBM dén tir luc luong ban hang va dich
vu. Nhitng mong mué6n dé dan dén viéc sdn xuat va phat trién
sdn pham ct tiép tuc duoc thuc hién, trong khi linh vie ma ho
dang hoat dong doi héi kho cong rat nhiéu dé c6 thé trd nén
than thién. Va diéu d6 da khong c6 tac dung. Viéc than thién
v6i khach hang, nhu Watson da xay dung va nhiéu ngudi cing
da nhan ra, doi héi nd luc rat 16n cda toan thé cong ty. Chéc
chan, nhiing nguoi thuc hién tét nhat thong diép than thién
chinh 1a déi ngd ban hang va dich vy, thé nhung néu khong
c6 su sap xép hoan chinh cda viéc phat trién san pham, san
xuat, chiic nang quan tri va nhitng ngudi quan 1y cao cap thi
cong ty dé khong thé dat duoge mot giai phap toan dién cho
khach hang cia minh.

Hay xem xét van dé phat trién san pham chéng han. Cac céng
ty than thién véi khach hang khong ban san pham véi gia cao
nhat. Viéc kinh doanh cda ho dua trén dong chdy sdn pham
twong trung cho sy cai tién trong san pham, chit khong don
thuan la mot su thay doi mang tinh cach mang. D6 1a do ho
da chong 1én trén sdn pham cda ho hang ta nhiing dich vu dé
xtt Iy nhitng han ché cda khach hang trong qua trinh st dung
san pham. Mot s6 cac dich vu nay cho thay ré su yéu kém, tham
chi c6 dich vu “chét” hoan toan trudc nhitng dot pha cda san
pham méi. Vi vay, cac cong ty nhu IBM ua chudng nhing gi
ma cac khach hang wa chudng - nhitng cai tién san pham 6n
dinh, cham ma chéc, dugc kiém soat di doi voi ki nang thanh
thao huéng dan khach hang di qua nhiing thay doi trong cach
ung dung va quan ly cua ho.

Rat nhiéu déi thd véi nhitng sdn pham dugc cai tién nhanh
hon va hién dai hon IBM da that bai trong viéc theo dudi chién
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lwge than thién véi khach hang cida IBM. Tap doan kinh doanh
Thiét bi ky thuat s6 Digital (DEC - Digital Equipment
Corporation), trong sudt nhitng nam c6 thé luc trén thi truong,
da thué vo sb dai dién ban hang ctia IBM lam viéc cho ho véi
né luc sao chép thanh cong ctia IBM. Nhung cho du da dau tu
nhittng khoan kéch xu, Digital van phai chiu that bai. Rat nhiéu
nhan vién maéi than phién vé khé khan gap phai khi can hé tro
t bo phan dich vu va sdn pham, ma diéu nay khong phai la
biéu hién cda viéc ‘vi khach hang’. Néu khong cé sy chong dd
cia b phan con lai ctia Digital thi nhitng nhan vién ban hang
mdi c6 thé, trong tinh trang t6t nhat, chi 1a phan tng lai yéu
cau ctia khach hang, khong phai la thai do than thién. Lam viéc
cham chi, ho da c6 thé thda man sy mong dgi cda khach hang,
nhung khong thé huong dan khach hang, thay doi cach ho van
lam, ciing nhu xay dung cac mdi quan hé bén vitng ma doi bén
cung co loi.

Ngay nay, nguyén tac cia Watson vé viéc than thién voi
khach hang da duoc ap dung trong nhiéu nganh da dang nhu
kinh doanh ban 18, phan phdi, sdn xuat cong nghiép, hang tiéu
dung déng goi san, va linh vuc hau can. Roadway Logistics ¢
ché do phan quyén, huéng t¢i khach hang, va theo khuynh
huéng thay doi. Cac nhom lam viéc cla cong ty c6 ki nang rat
cao, hiéu biét vé linh virc kinh doanh cda khach hang, va nang
déng ma rong nhirmg phuwong thiic tiép can mdi véi vi tri dan
dau trong viéc quan 1y hau can. Coéng ty da xay dung qua trinh
xt 1y trung tdm cho viéc dua ra gidi phap toan dién nham hop
nhat mot bo cac dich vu da dang va sau rong dac biét tai thoi
diém tiép xuc v6i dbi twong. N6 da trd thanh kiéu mau cho
nhiing b6 phan khac cia nganh van chuyén. Roadway Logistics
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c6 nguyén tic gia tri cda viéc than thién voi khach hang. Giong
nhu Cott, Nordstrom, Airbone va Zeppelin, cong ty Roadway
Logistics hiéu ré tam quan trong ctia mdi khach hang, kha nang
sinh 1gi cda no, va hiéu gia tri 1au dai ctia timg khach hang.

Cong thite thanh cong cida cac cong ty than thién véi khach
hang thay déi dan theo thoi gian. Ngay nay cang nhiéu khach
hang chu y dén nhitng phan ctia mo6 hinh hoat dong rat quan
trong d6i voi s thanh cong cda ho. Ho dang tim kiém nhiing
déi tac, nguoi cé thé chiu trach nhiém cho qua trinh xit Iy tiép
theo, ki cac hgp dong phu va cho két qua, va dé tang su linh
dong cda cong ty. Kién thitc vé kinh doanh ngay cang mang
tinh chuyén mén cao, dan téi su tin cay cao hon vao nhing c6
van tr bén ngoai. Linh vuc hau can, tiép thi va cong nghé thong
tin chang han, 1a nhitng nganh ma sy tinh théng vé né ngay
cang sau rong, mang tinh chuyén moén cao, va luén thay doi.
Nhitng dai gia thong linh thi truong than thién véi khach hang
gan day da phai md réng va diéu chinh cac nguyén tic cda
Thomas Watson cho phu hop véi thé gi¢i hién dai ciia nhing
nhan cong véi tu tudng doi mdi, hé théng giao hang ‘réng’ va
cac m6i quan hé véi khach hang nay cang sau dam. Ta hay
xem xét lan lwot tung linh vuc:

Quan ly con nguoi

Thach thiic quan 1y mang tinh ‘séng con’ ¢ nhitng cong ty
than thién véi khach hang 1a 1am sao tap hop, két hop va git
nhitng nguoi c6 tai c6 thé § lai vi tri “tién tuyén” cda cong ty
va di dau trong tng dung nhing ki thuat méi anh huéng dén
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linh vuc kinh doanh cda khach hang. Nhan vién dugc ua
chudng nhat la nguoi c6 ki nang tuyét voi trong viéc thuc hién
nhitng thay déi bén trong to chitc khach hang.

Y twéng méi ngay nay rat ré, tham chi khong c6 gia tri trong
thé giéi ma hau hét cac hoat dong thong qua Internet, phat trién
rat nhanh va tirc thoi ctia ching ta. Cac khai niém va ting dung
xuat sac dugc pho bién véi toc do chong mat. Cac tap chi kinh
doanh ngay nay vi thé luén ding dau trude nhing phat kién
m&i, dén néi ho dua thong tin vé cac sang kién mdi nhat lén
bao kha lau trudc khi truong kinh doanh Harvard c6 thé tién
hanh viét nhitng tinh huéng nghién cttu vé ching. Cac nghién
cttu mang tinh canh tranh va dé ap dung vao thuc tién da tré
nén nhitng yéu té6 chuan muc trong nhiéu to chic.

Du vay, diéu ma hién nay van thiéu chinh la kha nang dam
thay doi, tién hanh ké hoach, lam cho moi viéc xay ra (theo ké
hoach). B¢ la gia tri ma cac cong ty than thién v6i khach hang
mang lai. Bang cach nay, ho hoat dong chud yéu dua trén cac
tw van vién vé cach quan ly, nhiing ngudi hiéu rang bang ching
cho gia tri ctia ho chi dugc tim thay trén két qua dat dugc. An
sau trong nét van hoa cia mot cong ty than thién véi khach
hang 1a suy nghi: “Néu khach hang lam an tdt, thi chiing t4 toi
da lam t6t va chung ta cing da lam tot”. Phan thuéng dugc
danh gia cao nhat d6i voi mot cong ty than thién véi khach hang
chinh la giai thudng ti khach hang, cong nhan cong ty do da
1a mot phan cong cu dan dén sy thanh cong cda khach hang.

Co6 rat nhiéu cau chuyén trong cac cong ty nay vé nhitng nhan
vién da di rat xa trong viéc thyc hién bon phan cia ho déi véi
khach hang. Mot vi du nhu chuyén vé ngudi gac clra cia Khach
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san Bon Mua (Four Seasons Hotel), 6ng da tim thay cai cap cua
mot nguoi khach da trd phong. Cho rang né chita dung nhiéu
hd so quan trong, ngudi gac cita voi va dén phi truong, don
chuyén xe buyt gan nhat, va giao chiéc cap bi bé quén cho éng
ban dang tri. Mot hanh dong anh hung? A, vang. Mic du, quan
trong hon, cau chuyén thém théat vao nhitng chuyén than thoai
dai dién cho cach ma khach san hoat dong. Nhan vién do da
tré thanh mot biéu twgng, khong phai la mot nhan vat cé 1ap
trong mot cau chuyén dién khung nao ddy. Nhung mot thong
diép cho cac nhan vién la: khach hang eda khach san Bon Mua
yéu cau cac dich vu it nhat la gady ngac nhién va sg hai.

Nhitng cau chuyén vé nhiing nhan vién anh hung cda cac
cong ty nhu B6n Mua, Home Depot, va Nordstrom thuc sy chinh
xac khong? Co6 1é la khong. Co6 1é ho chi dugc lgi tir nhitng
chuyén théu dét nén dg. Van dé la nhimg chuyén nhu vay gép
phan xay dung nét van hda viing chac cho cong ty, nhu cau
chuyén trén da mang mot thong diép cho cac nhan vién la:
“Hay lam tat cd dé lam vui long khach dén”.

Tuy nhién, riéng trong nganh tu van, két qua mang lai cho
khach hang duong nhu ngay cang kho dat duge hon. Tai sao?
La vi khach hang ngay cang trd nén phtc tap hon bao gio hét.
Va diéu d6 doi héi mot sy phan hoi cting kha phic tap. Tai
cong ty Roadway Logistics, khach hang khong giao ph6 nhiém
vu cho nhan vién ban hang. Thay vao doé, “cac giam déoc lo vé
phat trién hau can” nghién cttu cac hoat dong ctia khach hang,
danh gia cac nhu cau cda ho, va xac dinh cac gia tri ma ho c6
thé mang lai cho khach hang. Nhimg giam doc nay khong cham
dit hop dong roi bién mat! Ho & lai véi cong viéc rat lau sau
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khi nhitng cong ty hoat dong khac don dén. Mot vi du chinh 1a
3 chi nhanh tai Lordstown, bang Ohio cia hang GM, noi ma
Roadway dat & do 50 truéng phong va nhan vién kho cida minh
tuc tryc.

Mbi quan hé “cong sinh” giita Roadway va khach hang cia
né cling dién ra theo nhiéu cach khac. Mot trong nhitng khach
hang ctia Roadway, co s& sdn xuat may cat cd, John Deere tai
Horicon, bang Wisconsin, dang phai déi mat véi mot s6 luat
ha khac cta bang vé xit Iy cac tui dong géi, c6 hiéu luc tv nam
1995. Deere quyét dinh bat dau hoan trad cac container cho nha
cung cap, do dé né can mot hé théng may tinh dé kiém soat
va van chuyén tra lai cac container. Roadway da viét mot phan
meém dé dap tng nhu cau dé va dé nghi mot hé thong chuyén
quan 1y dong luan chuyén cta nguyén vat liéu, khong chi 1a
cac container. Ngay nay cong ty nay quan ly khong chi dong
lwu chuyén nguyén vat liéu va container tit cac nha cung cap
cda John Deere ma con viéc van chuyén cda Deere. N6 tham
chi lap dat mot thiét bi dé chui ria va sia chita cac container
chita may cat cé cia Deere. Nhitng doanh nghiép méi kiéu nay
ngan trd, it nhat mot phan, viec Roadway yéu cau cac nhan
vién cda minh tim ra nhitng cach mdi nham tang sy hiéu biét
vé linh vuc kinh doanh cda khach hang, mot tiéu chuan cia
hau nhuv moi céng ty than thién khach hang.

Cac cong ty than thién véi khach hang, hon nhitng cong ty
dan dau vé san pham va hon han cac cong ty hoat dong xuat
sac, c6 xu huéng giéng nhw mot tap hop da dang nhing ca
nhan, cach nao dé, c6 kha nang tng phoé tét véi mot loat cac
van dé lién quan t6i khach hang. Ban khong phai sé thay toan
nhitng nguoi nhan ban vo tinh, chi biét di lai, ni va nghi giéng
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nhau. Quan diém cda Watson vé mdt nhan vién cong ty da
duoc danh déi bang mot phong cach méi cho mét thoi ki moi.
Cac cong ty than thién véi khach hang can nhiéu k§y nang va
phuong phap sau rong dé hoan thanh cong viéc. Nhan vién cda
ho déu la nhitng ngudi c6 kha nang thich nghi cao, linh dong,
va da tai, cho phép ho thuc hién bat ci¢ yéu cau hop 1y nao -
tham chi d6i lic bat hop 1y. Piéu nay c6 nghia 1a ngudi c6 nhimg
ki nang ciing nhu kién thiic can thiét luén phai san sang hanh
dong bat cit lic nao - ngay ca khi nhitng diéu can phai lam do
chéng lién quan gi dén cong viéc cia-anh/co ay.

Cac cong ty than thién vdi khach hang thué da dang nhitng
nhan vién thoi vu va sang tao. Ho can mot chiéu sau tri tué
dugc tich Liy do nhiéu nam lam viéc trong cac linh vuc lién quan
dén khach hang, nhung cing can nhitng nguoi biét suy nghi
khac di, khong theo 16i mon, va bién hoa no, vi thé gidi dang
thay déi véi toc do chong mat. Sy pha tron gitta kinh nghiém
va su sang tao ngan cac ki nang trd nén 16i thoi hay khong con
phu hop.

Hang Home Depot dugc nhiéu ngudi biét dén voi viec st
dung nhan vién da dang. D6 1a nha ban 1& san pham xay dung
duy nhat dwa nhiing nhan vién kinh doanh giau kinh nghiém
- tho moc, tho sia 6ng nudc, thg dién - dén gitup dd khach
hang. Tap doan Cott da thué rat nhiéu nguoi tt nganh kinh
doanh siéu thi, va 1ap ho thanh nhitng nhém tré, qua quyét,
va lanh 10i.

Cac t0 chiic than thién véi khach hang cting st dung khach
hang dé gitt minh trong tu thé nghi ra nhiing y twéng moi.
Nghién cttu nhitng cong ty ndy mang lai cd mot kién thitc khong
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16. Giéng nhu nhitng van phong tu van, ho thuc hién mot dang
giéng nhuv Chud nghia binh dang clda Robin Hood: Lay cia
nhitng khach hang giau c6 thong tin va chia sé cho nhitng nguoi
ngheéo thong tin. Moi cong ty than thién véi khach hang da tao
nén nhitng ky thuat riéng cho minh trong viéc chia sé giita cac
nhom sy am hiéu vé nhitng phuong phap t6t nhat c6 dugc khi
lam viéc véi cac khach hang dac biét. Viéc chia sé nhitng kién
thitc nhw thé nay 1a chia khoa cho 1oi thé canh tranh cda ho.

Déi khi duong nhu khong rao can nao co6 thé tach roi cac cong
ty than thién v6i khiach hang ctia no6. Piéu do rat kho, tham
chi 1a khong thé, d€ mot ngudi quan sat c6 thé chi ra noi mot
cong ty bat dau céng viéc va mot cong ty khac hoan tat viéc
cda minh. Khi hang Roadway Logistics mé& rong méi quan hé
cda né v6i mot nha sdn xuat véi quan diém 1a né khong chi
cung cap dich vu quan Iy hau can, ma con thuc hién lap rap
cac bo phan lién quan, cting nhu nhan giao cac bé phan can
duwoc 1ap rap dung han cho day chuyén sin xuat cda khach
hang, vay thi dau la bién giGi ngan cach gitta mot cong ty voi
cong ty khac?

V6i rat nhiéu hoat déng nham thang tdi cac nhu cau riéng
biét ctia khach hang, ciing dé tudng tugng ra canh mot cong
ty than thién véi khach hang chia nhd ra, di theo nhiéu huéng
khac nhau ma cac khach hang cia né dang nham téi. biéu gi
1a trung tam dé gitt ho lai? Vang, d6i véi mot to chiic, co ché
chia sé am hiéu vé khach hang giita cAic nhém dam bao rang
da s6 cac nhom phai dua vao t6 chitc d6 dé c6 duoc su hidu
biét m&i tit ho. Tat cd nhan vién lam viéc trong mot nhom déu
nhan ra rang thanh céng ctia ho c6 duwgc phan 16n nha vao cac
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nhom dich vu c6 quyén luc ditng dang sau ho. Khi nhitng nguoi
dai dién cong ty dugc khach hang cia ho thué, nhu thinh
thodng ho van lam, thi hiéu qua cda ho bi gidm di dang ké. Ho
khoéng tiép can duoc nhitng nguon luc chung; ho danh mat stic
bay cia mot nguoi ditng ngoai; va ho danh mat kha nang hoc
héi ti viéc 1a thanh vién cda mot td chic giao dich v6i hang
t4, néu khong phai 1a hang trdm, tinh hudng khach hang tuong
ty nhau.

Hé thong giao hang rong

Nhiéu cong ty thén thién véi khdch hang, nhu Roadway
Logistics, dwa ra mot loai san pham va dich vu gay ngac nhién
cho khach hang. Ho lam thé bang cach nao? Ho lam thé nao
tap trung cac kha nang cia minh va lam cho chung trd nén cé
ich cho cac nhom lam viéc cia ho? Bi quyét cia mot sd cong
ty 1a “di thué” hon la s& httu nhitng nang luc dé. Rat nhiéu cong
ty than thién vdi khach hang la nhing doanh nghiép “bi
khuyét”.

Diém manh cda cac cong ty nay khong phai dua trén nhiing
cai ho c6 ma trén nhitng gi ho biét va cach ma ho phéi hop,
xép dat kién thitc chuyén mon cda minh dé cho ra nhitng giai
phap. Hang Cott la mdt vi du tiéu biéu. Cott st dung kién thitc
vé nganh nudc giai khat dé thiét ké va thuc hién chién lugc
quang cao cong phu vé nhan hiéu nudc gidi khat nhan hiéu
riéng cho nhitng khach hang nhu Wal-Mart va Safeway. Cott
ban mot luong cyc 16n nude giai khat cho nhitng nha ban 1é
nay, nhung khong chung cat ra mui vi san pham, va cting chang
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déng chai san pham. Thuc chat, Cott, mot trong nhitng cong
ty nudc gidi khat phat trién nhanh nhat trén thé gidi, khong sé
httu mo6t xi nghiép dong chai nao.

Dé dat dugc su linh hoat trong khau san xuat, Cott gid dinh
minh nhu mot nha thau, véi vai tro thiét ké mot giai phap toan
dién cho nhu cau vé san pham nhéan hiéu riéng cia mot cong
ty ban 1¢, va chiu trach nhiém thuc thi gidi phap do. N6 dua
vao hang RC Cola trong viéc tao ra mui vi va mot mang ludi
nhiéu nha déng chai cho sdn pham. Con vé phan thiét ké nhan
va bao bi, Cott sit dung Tap doan Watt, mot cong ty thiét ké
ma no6 kiém soat, nhung duy tri nhu mot don vi kinh doanh
doc lap. Cott xép dat va phdi hop nhiéu chitc nang cung véi
cac nha thau lai dé cho ra mét sdn pham ban 1& c6 nhan hiéu
va ¢6 kha nang sinh 14i, cai ma khach hang cda n6 can.

Mot yéu t6 thanh cong chinh cho cac cong ty than thién véi
khach hang 1a mot hé thong cac kha nang vé san pham va dich
vu. D6 1a mot mang lwéi duoe kiém soat 4o, nhung thuong cong
ty khong s& hitu. Cach tiép can nay c6 hai wu diém ré rang.
Thtt nhat, cong ty c6 thé md réong pham vi giai phap toan dién
ctiia ho bang cach mé rong mang ludi toi ca nhitng mang ma
cong ty d6 chua du kha nang. Thwt hai, né c6 thé tranh thud ti
minh va khach hang cac b6 phan, linh kién c6 cac dac tinh co
gia tri khac nhw chi phi sdn xuat ré nhat, hodc chat luong t6t
nhat. Vi duy, tap doan Cott c6 thé khong sdn xuat dugc nudc
soda véi chi phi thap nhat, nhung n6 cé thé hop dong diéu do
vOi mot cong ty dong chai hoat dong hiéu qua khac.

That bai cda IBM trong viéc md rong cac kha nang vuot xa
nhitng diéu n6 da tao ra va quan 1y trong nodi bo da lam cong
ty that bai. IBM tiép can khach hang bang mot thai do rang
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chi minh IBM sé& phuc vu cho ho ma théi. Bang cach dong cac
danh muc kha nang lai trudc nhitng sw phat trién bén ngoai,
IBM da cat ditt mot nguodn khong 16 cac nang luc tir bén ngoai
cho né cing nhu cho khach hang cia né. Nhu IBM da phat
hién ra, cac cong ty than thién v6i khach hang ngay nay khong
thé nao chap nhan cac van dé kiéu “chua timg c6 & day”.

Ai d6 sé ty hdi lam cach nao ma mot cong ty than thién véi
khach hang c6 thé thu dugc loi nhuan trong viéc ban lai san
pham hodc dich vu cda cac cong ty khac. N6 khong thé. Pong
g6i lai cac sdn pham ti cac nha cung cap khac mang lai rat it
loi nhuan. Nhung néu mot cong ty két hop duoc gitta cac thanh
phan duoc hop dong véi dich vu riéng cda né - nhu tu van,
thay déi co cau t6 chiic, chiu trach nhiém cho két qua xay ra -
thi rat nhiéu gia tri ton tai c6 thé dung dé dem lai loi nhuan.

Tao dung moéi quan hé sau rong

Cac cong ty than thién véi khach hang c6 tam nhin rat xa.
Do d6, cac giao dich ban dau véi khach hang khéng can phai
c6 v nghia vé mat tai chinh véi ho, mién la moéi quan hé lau
dai hita hen sé sinh 1ai. Nhiing cong ty ndy san sang trong viéc
dau tu vao cac mdi quan hé, nhung dé cé thé thu hoi von dau
tu cudi cung, ho can phdi gitt chan khach hang lai. Mot khach
hang lau dai la mo6t tai san khong bao gid can kiét; khach hang
“chi mua mot 1an” 1a mot sy dau tu that bai.

Vi thé ho tranh hodc tw chdi nhitng khach hang khong co
tiém nang tao dung dugc cac mo6i quan hé lau dai. Cho nén
mot cong ty than thién véi khach hang phai c6 kha nang phan
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biét gitta 4o va that, va né phai san sang tit ch6i nhitng doanh
nghiép chi c¢6 thé mang lai doanh thu cho ho trong ngan han.

Cac cong ty than thién véi khach hang tranh cac giao dich
thuan tdy. Cong ty sé ton that khi phuc vu cac khach hang biét
trudc ho sé mua gi, va chi mua hang vi gia (vi du nhu vé may
bay) hay cac dac tinh cda sdn phadm (mhu cac san pham giai
tri). Néu ho khong doi héi tu van va kién thitc chuyén mén, cac
khach hang giao dich sé ching thay 16i dé nghi cda céng ty
than thién v6i khéach hang dac biét hap dan & chd nao; va mot
cong ty than thién voi khach hang néu theo duéi nhitng khach
hang nhu vay sé thdy rang minh rat canh tranh - va diéu do
khong t6t chut nao - véi nhitng cong ty hoat dong xuat sac va
dan dau vé sdn pham trén dat cda ho.

Dé xiing dang véi su quan tam ctia mot cong ty than thién
voi khach hang, cac khach hang phai dap tng dugc mot sb tiéu
chi chon lwa. C6 ba tiéu chuan dugc xem xét ki. Thit nhat 1a
thai do. Khach hang tiém nang c6 xu huéng tin va danh gia co
hoi hgp tac dat dugc vai mot cong ty dang hoat dong khong?
C4 nha cung cap va khach hang déu phai nhin ra co hoi do.
Khach hang phai c¢éi mé véi mot moi quan hé ma cé thé lam
cho minh bi han ché di mot it. Néu suy nghi nay 1a qua xa la
dén mitc né vi pham mot nguyén tac can ban, thi sé co rat it
co hoi cho mot moi quan hé lau dai. Nhitng khach hang tiém
nang nhat 1a nhitng ngudi cam thay c6 diéu gi dé thiéu thiéu &
nhiing m6i quan hé trudc day véi nha cung cap, va ca cam giac
bttt riit rang cac co hoi 16n hon ton tai ¢ dau d6 xung quanh,
don gidn 1a ho chwa thé tim thay dugc.

Tiéu chuan thi hai 1a hoat déng, van hanh. Su phu hop Iy
tuwdng vé mat nay ton tai khi chuyén moén day thuyét phuc (cda
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cong ty) gap phai sy khong am tuong cuia khach hang. That
kho dé than thién véi mot khach hang biét qua nhiéu. Ly tudng
nhat 1a cac cong ty than thién véi khach hang c6 kha nang
ching minh dugc trong vai linh vige hoat dong quan trong cua
khach hang. Mttc d6 thanh thao 1a cai giup khach hang dé dang
vuot qua su chan chi trong viéc tham gia vao mot méi quan
hé phu thudc 1an nhau.

Ly tudng hoat dong la tng dung kién thitc cao hon ctia cong
ty than thién véi khach hang vao nhing qua trinh trong yéu
cda khach hang vi né tao ra gia tri té6t nhat cho ca hai bén.
Thach thitc Iic nay chinh 14 khd nang cua mot cong ty trong
qua trinh d6 dé ca hai bén tiép tuc gat hai dugc nhing 1gi ich
can xing. Nhung, tat nhién, rat it khach hang c6 1y do cho viéc
thiéu kha nang trong nhitng qud trinh trong yéu. vVa két qua
14, hau hét cac cong ty than thién véi khach hang cung cap giai
phép toan dién cho qua trinh xit ly phu ctia khach hang.

Tiéu chuan phu hgp thit bala tai chinh. Déi v6i cong ty than
thién vdi khach hang, mic do phu hgp tai chinh 1y tudng nay
sinh khi khach hang c6 tiém nang 16n, khong gi sanh duoc.
Hang Cott, chang han, nhin thay tiém nang rat 16n ctia mot
trong nhitng khach hang siéu thi dang 16 trong viéc ban nudc
soda nhan hiéu riéng. Khach hang khong nhan ra n6 dang 10
do hé thong ké toan kém cdéi. Cling nhu khong hiéu duoc viéc
c6 thé kiém duoc tién néu quan 1y san pham tot hon. Cott da
nhin ra diéu dé va xay dung mot thdéa thuan déi méi dé khai
thac tiém nang tri gia triéu do cho siéu thi dé - va hién nhién
Cott dugc dén bu hau hi.

Cong ty than thién vadi khach hang khong ngung tang thém
su 1é thudc cia khach hang vao ho. Mot cong viéc hoan thanh
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tot kéo theo mot viéc nita khi niém tin cda khach hang ngay
cang 16n. Coéng ty st dung su than thién nay dé tang su hiéu
biét cda no vé linh vire kinh doanh cda khach hang. D6 1a mot
qua trinh tu than van dong. Va cudi cung, mic do than thién
gitta nha cung cap va khach hang c6 thé thay déi moi thit tw
hoat dong doc lap, riéng ré chuyén sang hop tac, gan két chat
ché. M6i quan hé cang sau dam, co hoi dat dugc mot giai phap
toan dién cang cao.

Cac cong ty than thién véi khach hang thuong lam sau rong
nhitng linh vuc hé tro khach hang dé xuc tién cac méi quan
hé. Ban dau, ho mé rong kha nang hién tai - vi du nhu Roadway
thi cung cap dich vu van chuyén, con hang Cott thi thanh thao
trong linh viic sdn pham nhéan hiéu riéng. Cam két ban dau
cho ho tiép can va xay dung tinh hop phap. Viéc tiép can nay
cho phép ho quan sat va hiéu ré lam cach nao dé chuyén moén
cda ho c6 thé dap ting duoc nhu cau cia khach hang dau tién,
va tién trinh lién quan dén né. O diém nay, ho tim toi moi hudng
xem c6 thé mang lai thém nhiéu gia tri cho khach hang. Hang
Roadway Logistics chuyén tit quan 1y van chuyén sang quan
ly hang ton kho; hang Cott thi chuyén huéng ti cung cap nhan
hiéu riéng sang quan ly cac danh muc sadn pham; IBM thi
chuyén tir phat trién phan mém ké toan cho khach hang dén
tu van giip ho trong viéc quan 1y qua trinh ké toan. Bang cach
nay, cong ty than thién véi khach hang dat minh & tw thé luén
san sang dap wng nhitng van dé tiép theo cda khach hang -
tham chi ngay cd khi khach hang chwa nhan ra nhitng van
de do.
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Khai thac loi thé dan dau thi truong

Cac cong ty than thién vdéi khach hang tao ra cho nhitng
khach hang cda ho nhing gia tri khong gi sanh dugc tw giai
phap toan dién tot nhat. Nhung ho duoc lgi tv nhing gia tri
ma ho tao ra cho khach hang nhu thé nao? C6 hai cau tra 1oi:
sy tang trudng bén trong nhitng tai khoan khach hang va sy
tang trudéng cuda s6 luwong tai khoan (so luong khach hang).
Trong khi cac nha lanh dao thi truong c6 thé tang gia dé khai
thac 1gi thé sdn pham ctia minh hoac tang viéc sit dung tai san
dé gia tang lgi thé veé chi phi, thi cac céng ty than thién véi
khach hang coi nhitng tai khoan ctia khach hang la thanh cong
cua ho. Sy than thién vdi khach hang nhw la mot hanh trinh
dai sé chia. Vi vay, khong c6 gi ngac nhién khi nhing cong ty
nay khai thac loi thé cia ho theo cach ma khach hang cda ho
cing dugc hudng 1gi.

Nhiing cong ty than thién véi khach hang kiém tién bang cach
khai thac nhting tiém nang chua dugc nhan ra trong hoat dong
kinh doanh cda khach hang. Ho chia sé thanh cong véi khach
hang, hoac bang cach truc tiép ghi héa don cho cac dich vu
gia tri gia tang cda ho, hodc dién hinh hon, bang cach tinh phi
cac sdn pham cung cap cho khach hang nhiéu hon mot nha
cung cap hoat dong xuat sac, c6 khi hon cad mot hang dan dau
vé sdn pham tinh cho khach hang cda ho. Pap lai, ho dem lai
nhitng két qua cling tuyét vai hon nhiéu.

Qua thoi gian, khach hang st dung nhiéu chuyén mén da
ting 1a pham vi duy nhat cia mét céng ty than thién véi khach
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hang. Trong ltic dé, cac doi thi canh tranh tim ra cach sao y
gidi phap cua cac cong ty than thién véi khach hang va cung
cap v6i mot gia hap dan hon. Khi diéu nay xay ra, khach hang
bat dau mot cach hgp ly xem gidi phap nguyén ban nhu mot
mat hang, va mong dgi thanh toan tuong tng. Nhung nhitng
cong ty than thién véi khach hang khong c6 kha nang kiém
duwoc nhiéu tién t cac dich vu véi cai gia nhu cda mét mon
hang. Nhu vay, ho phai sit dung mot trong hai chién lugc: Hodc
chuyén kha nang cho khach hang, dé khach hang tu tic moi
thit, hoac ki hop dong phu v6i mot nha cung cap hiéu qua ma
c6 thé dinh gia n6 nhw mot mat hang.

MAu chét 13, sém hay mudn, 1gi nhuan bién sé co lai d6i voi
cac dich vu va sadn pham da tung mot lan duogc dinh gia cao.
Mot cong ty than thién véi khach hang c6 thé lam gi? N6 can
phai tim hiéu nhitng mang méi cda viéc cung hgp tac, nhitng
tiém nang chua khai thac trong noi bo ctia khach hang. C6 vé
kho tudng twong mot ai do co thé tiép tuc lam diéu nay, nhung
nhiing tiém nang chwa khai thac thi c¢6 ¢ khip noi. Mot ngudi/
cong ty chi can mot nhan thie r6 rang xuat phat t sw phan
tich khach hang than thiét.

Do d6 su tién bo chic chan va sy tang trudng bén trong moi
tai khodn khach hang, va trong nhitng tai khoan mdi, 1a can
thiét néu cong ty tiép tuc khai thac loi thé dan dau thi truong
cua no.

Chang han nhu khi méi quan hé cda tap doan Cott voi mot
s6 khach hang da chin muoi, cong ty bat dau tréong xa hon nhu
cau nudc soda nhan hiéu riéng cda khach hang. Hién nay ho
cung cap san pham mang nhan hiéu riéng & cac ching loai mat
hang khac, nhw banh snack man, stta chua, va thitc an cho thu
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cung. Ho ciing da dugc mot nhom khach hang yéu cau xay dung
chuyén moén cao hon trong linh vuc quan 1y, chit khong chi vé
san pham nhéan hiéu riéng, ma cda toan bo cac ching loai san
pham khac. Nhitng dau vét méi cla nhiing tiém nang chua
khai thac nay mang lai co hdi trong nhiéu nam. Bi quyét 1a tiép
tuc tim kiém tiém nang cda khach hang, nang cao chuyén mon
bang cach thuc day hoc héi thong qua nhiéu khach hang, khai
thac cac tiém nang véi mic gia c6 kha nang sinh loi, va tién
t6i nhitng co hoi mdi khi gia tri phan 16n dugc cong nhan.

Phuong phap khai thac lgi-thé dan-dau thi truong thi hai
cda cac cong ty than thién v6i khach hang 1a tim kiém cac
khach hang méi, nhitng khach hang ma coéng ty cé thé cung
cap chuyén moén va dich vu. Cac khach hang hién tai dang hai
long véi quan hé t6t dep véi cong ty chinh 1a nguon gidi thiéu
va cung cap chinh cac khach hang méi.

Giai phap! Giai phap!

Nhiéu cong ty nhay cdm véi khach hang ty hdi tai sao ho
khong thé “c6 dugc néd”. Ho than phién rang ho da lam moi thi
c6 thé dé than thién va thoai mai véi khach hang, chiéu chudng
ho bang su quan tam va cac dich vu, thé ma két qua dat duoc
van khong my man. Biéu gi phan biét ké hung manh va ngudi
yéu thé hon? Mot lan nia, that kho dé dua ra quyét dinh. Bé
mot cong ty co6 thé trd nén thuc su than thién véi khach hang,
va khong chi 1a mot nha cung cap don thuan phuc vu yéu cau
cda khach, né phai quyét dinh - tham chi phai bé moi thtt dang
sau quyét dinh do - dé mang lai cho khach hang: k¥ nang dé
thuc day hoat dong cia khach hang; san sang chia sé rui ro
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v6i ho; cac sdn pham va dich vu dugc thiét ké va thay déi rat
thuc té va c6 y nghia cho khach hang, chit khong chi 1a nhitng
dich vu “gia tri gia tang” vo dung. Va mot cong ty than thién
v6i khach hang can phai thé hién sy tu tin cda minh dé tinh
phi nhiéu hon, bdi n6 biét titng xu mot ban bd ra déu xing
dang ca.

Nhin chung, hao quang tda ra tu cac cong ty than thién véi
khach hang, diéu mang lai cho chung nhitng khach hang trung
thanh nhat, dugc phat sinh tit nhing chién lwoc than trong,
nhan su cao cap véi bi quyét vo song, ting dung nhing ki thuat
mdi nhat va tét nhat vao cac qua trinh xtt 1y quan trong cda
khach hang, va mot mang ludi mé rong cda nang lyc vé san
pham va dich vu. Thit anh sang d6 1a dau hiéu cda gidi phap.
Giai phap, giéng nhu chién lugce va tai co cau, 1a mot khai niém
thuong dugc nhac dén, nhung khong thuong duoc thuc hién. Thé
nhung trong mot cong ty than thién vdi khach hang, giai phap
1a nén tang ctia mot doanh nghiép manh va cuc ki thanh cong.
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CHUONG 9

Kina NgHiEM coaA CONG Ty
— AIRBORNE EXPRESS

Cong ty nao la hang van chuyén duong hang khong phat
trién nhanh nhat ¢ My? Néu ban doan d6 la FedEx hay UPS thi
ban da sai. N6 l1a Airborne Express. Trong suét 10 nam qua,
Airborne phat trién nhanh hon ca FedEx, mot tén tudi 16n trong
nén céong nghiép. Loi nhuan cia né ting 20%/nam ti nam
1985. Tai sao? Bdi vi Airborne cung cap mot phuong cach kinh
doanh déc nhat cho mdt lugng khach hang 16n.

Ké hoach kinh doanh cda Airborne la 1am sao dé cung cap
dich vu dat tiéu chuan cong nghiép nhu giao hang lic 10h30
sang, hoac dich vu hau can tron goéi, hodc truy tim nhitng kién
hang. Airborne tién hanh xay dyng méi quan hé déi tac véi
khach hang bang dich vu giao hang va hau can tron géi dé gitup
khach hang cai thién viéc kinh doanh.

D6 chi méi 1a ké hoach kinh doanh hap dan Xerox. Giao
nhitng linh kién cho cac ki thuat vién dung gio dé ho sita may
photo nhanh chéng, Xerox can bdo dam nhitng lan giao hang
trén khap nudc Mi tir 8 gid dén 9 gid 30 sang. Dua trén tinh
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chat s6m va dang tin cay do, dich vu giao hang mang lai thanh
cong cho Xerox.

Airborne tré lai voi 16i dé nghi sé bdo ddm cho nhiing lan
giao hang d6. N6 da cam két bdo ddm rang Xerox nhan duqgc
cac linh kién dua ra thi truong trong thoi gian sém nhat. N6
da tung cai mat ma tin nhan cda cac tai xé méi khi ho dang
chuyén mdt chuyén hang khan cap.

Phuong thic kinh doanh cia Airborne, xay dyng dya trén
dich vu thich hop, cach xit Iy dac biét, méi quan hé kinh doanh,
gitip phan biét cong ty véi nhitng nha dan dau thi truong trudc
dé, FedEx va UPS. biéu dang chu v chinh 1a bang viéc chon
mot phuwong thic kinh doanh khac biét, Airborne da tao ra mot
phan trong thi truong van chuyén hang khong, va nén tang
nhiing khach hang trung thanh, tat ca cho ban than no.

Airborne da tao nén mot cai tén c6 tinh canh tranh d& doi
trong thi truong. FedEx, 47% thi phan, va UPS v6i 22% thi phan,
chiém wu thé hon Airborne chi v6i 16% thi phan. Dé chac chén,
thiy triéu lam dang tat ca cac con thuyén 1én mot mic nao do,
giong nhu thi truong van chuyén hang khong da phat trién
nhanh chong trong hon thap ky qua nho vao cac nhan t6 nhu,
nhiing nguoi nhap hang va giao hang da ty chi mot so tién dé
viéc giao hang dwoc nhanh chéng va bdo dam, sw chap nhan
hang ton kho va hé thong san xuat dung gid, va yéu cau giao
hang nhanh chéng trong nén kinh té hién nay.

Nhung chi nhiing con thuyén kin gié mdi ton tai duwoc trong
cudc canh tranh khic nghiét. UPS thuc day cai to cda cac cong
ty van chuyén hang khong bang cach tién hanh cudc chién gia
ca kéo dai sudt niva cudi nhitng nam 1980, dwa theo mé hinh
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va gia ca dich vu giao hang thap dé bat cac cong ty khac phai
1é thudc. bBiéu dé da dua lgi nhuan trung binh cda méi chuyén
tau khan cap tut xuéng thé tham. Tuy nhién chat lwong cda
dich vu lai tang trudng nhanh chéng, véi viéc FedEx bao dam
dich vu tuyét dé6i don gidn va dung hen. Nhitng cong ty muén
tiép tuc ton tai trong thi trudng nay phai huan luyén va lam
viéc nhu cac tay dua trong America’s Cup.

FedEx va UPS da phdan tng lai bang cach cung cap mot so it
cac dich vu cho nhiéu loai khach hang. Ho da st dung phuong
thic kinh doanh: hoat d6ng hiéu qud. Ho da tranh dugc viéc
thay d6i dich vu cho phu hap, thay vao dé co gang duy tri lgi
nhuan trong sudt qua trinh nang suat cao va kém da dang.

Chéc chan rang, tat ca cac hang van chuyén da vot 1én nhu
dé cho thé gidi biét rang ho khong can phai nd luc dé lam hai
long khach hang, nhung chi cé Airborne mdi tao dugc su than
mat vdi khach hang. Airborne ¢6 dui diéu kién dé lam diéu do,
vi mot trong nhitng chién lwgc cia no la tap trung vao cac
khach hang cong ty 16n ma giip mang lai ngan sach cho no.
Vi du nhu Airborne tiét kiém chi phi bang cach lam vai chiéc
xe tai van chuyén. Sau dé né thay doi gidi phap dé lgi nhuan
va san lugng tac dong qua lai. Ddi véi viéc kinh doanh dat don
hang theo catalogue, Airbone hoat dong nhu mdt bo phan
chuyén van chuyén, cho phép khach hang dat hang tré dén tan
1h sang. Thoi gian giao hang la sang ngay hém sau.

Airborne cting c6 thé cung cap dich vu than thiét hon béi vi
nhan vién cia n6 khong bi ganh nang phai phuc vu mét lugng
Ién khach hang khong quan trong. Bén canh 1la mot bén thu
ba dé€ quan ly viéc hau can va hang ton kho, mot dich vu
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Airborne cung cap cho nhitng khach hang 16n 1a hé théng
chuyén hang tu dong LIBRA. Nhitng khach hang cai dat LIBRA
c6 thé xuat héa don, can va dinh gia mot kién hang, va duong
di cda kién hang - tat ca chi bang vai phim bam. Khong con
phai cho doi xe tai giao hang.

N6i chung, Airborne cung cap cho khach hang tron goéi bao
gom dich vu theo nhu cau khach hang, cac dich vu gia tri gia
tang, va kha nang trong tai thiét ké cong viéc hau can - tat ca
nhuv mot déi tac san sang ngodi xudng va noi ve bat o sap dat
nao dé giip khach hang thanh cong hon. Mot cach tiép can c6
nguyén tac véi nhitng thanh phan d6 da giup Airborne phat
trién trong thi truong doéng duc. Frank Steele, ph6 tong giam
déc kinh doanh da néi: “Airborne luén luén nhat quan trong
thong diép ma né dua ra cho cac nhan vién. Tat cd nhing vi
quan ly ctda ching t6i mi nam ngoi lai véi nhau mot lan va
xem lai cac thd tuc, dé nhac nhé moi ngudi vé chuong trinh
cua cong ty.”

Airborne 1a két qua ctda viéc sap nhap hai céng ty van chuyén
duwong bién nhd ¢ ving duyén hai phia Tay. N6 thay doi huéng
phat trién nam 1988 khi né ma rong vao nganh cong nghiép
mdi: van chuyén nhanh duong hang khong. N6 quan 1y mot
duwong hang khong, ABX; sG hitu mot san bay 16n & Wilmington,
Ohio; van chuyén dén 200 qudc gia trén thé gidi; va diéu hanh
mot hé théng lién lac toan cau cho phép khach hang truy cap
thong tin vé nhitng chuyén hang cda ho su6t 24 gid mot ngay.

Mot cudc trao doi véi nhitng nha quan ly cda Airborne, cing
v6i nhitng khach hang lam viéc véi ho, da cho thay lam thé
nao ma Airborne da tao ra su than mat vgi khach hang, nhiing
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nguoi da lién tuc mang lai 1gi nhuan cho cong ty. N6 da cho
biét Airborne, tit viéc ban hang, dén dich vu, hau mai, da cung
cap cho khach hang tat cd nhing gidi phap toan dién ma cac
déi thi kho ma theo kip.

B6n vi quan 1y cda Airborne va hai khach hang da néi vé
cach Airbone lam diéu dé. Nhitng vi quan ly d6 la: Ray Berry -
Ph6 giam doc diéu hanh dich vu, Mike Dari - Gidam d6c kinh
doanh khu virc Long Island ctia Airborne, New York, Joe Devore
- Giam d6c bo phan khach hang qudc gia ciia Xerox, va Frank
Steele - Phé Tong gidm d6c kinh doanh. Khach hang cida
Airborne goém c6: Ken Bram - Chu tich ctia National Parts Depot,
nha phan phéi may in va linh kién may tinh tri gia 4 triéu USD,
va Nora Phelps - Giam d6c bo phan van chuyén cho hoat dong
phan phdi phia Dong ctia Xerox.

Viéc lua chon
va nuoi duong khach hang

Cach thitc cda Airborne di nguoc lai voi viée tiép thi dai
ching. Cong ty khong tim kiém cting nhu khong thé phuc vu
t6t mot luong khach hang 16n. Airborne tim kiém nhitng khach
hang ma no6 c6 thé tao ra mdi quan hé cé 1oi cho ca hai. Khi
moi quan hé dé vitng chac, cong ty nudi duéng né hon nira vi
lgi ich cda chinh cong ty va cda khach hang. Airborne kén chon
bdi nhitng 1y do don gian sau:

Ray Berry: C6 mot 1gi thé trong viéc lua chon khach hang
dé ching t6i phuc vu va nhing dich vu ma chung to6i
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cung cap. Nhitng nhu cau cda khach hang ma chung
t6i nham dén 1a nhitng diéu ma ching toi thuc hién tot.
Vi du, néu ching toi c6 mot lwong khach hang dat hang
qua thu chi véi yéu cau giao hang tan nha, c6 1é chung
toi khong phuc vu ho tét nhu ching téi phuc vu cho IBM
hay Xerox. B&i 1é chung toi khong thé lam moi th cho
tat cd moi ngudi, ching toi rat than trong trong viéc lya
chon khach hang.

Joe Devore: Mac du chuing t6i khong c6 gdng lam tat ca
cho moi ngudi, nhung chung t6i cung cap mot dich vu
bdo hiém trong nganh van chuyén cho cac khach hang
véi gia ca vira phai, va chung t6i lam viéc vdi khach hang
dé giup dat duoc nhitng muc tiéu cda ho. Nhung chung
toi khong thuc hién giao hang tan nha cho cac cong ty
trong danh sach nhu L.L Bean.

Frank Steele: Trong no lyc kinh doanh cia chung t6i,
chung t6i khong xa xi nhw UPS va FedEx. Ho chi hang triéu
dola cho viéc quang cao trén truyen hinh trong sudt nhiéu
nam qua. FedEx, cong ty di dau trong viéc quang cao, va
1a cong ty hoat dong rat t6t, da tao lap dugc mot thuong
hiéu manh. Chung t6i khong c6 du tién dé canh tranh theo
cach d6 nén chung toi tuyét nhién khong quang cao. Két
qua 13, moi ngudi khong tu goi dén va lam an voi chung
toi, chung t6i phai ty tim khach hang cho minh.

Mac du chung t6i chwa ting c6 gang dé canh tranh vé
mat nhan dién thuwong hiéu, nhung ching t6i da phat trién
nhanh hon FedEx trong 10 nam lién tuc khong can dén
cac phuong tién thong tin dai chung. Chung t6i nhd vao



viéc ban hang truc tiép - chung toi ban truc tiép 95% san
pham cda minh, va cé 1é tham chi 98% hoac 99%.

Lam thé nao dé doi ngd 300 nhan vién ban hang cda toi
tim duoc s6 lugng khach hang 16n ma phu hgp véi hinh
thitc kinh doanh cia chung t6i? Nhitng kinh nghiém qua
nam thang da giup nhitng dai dién ban hang cia ching
toi gidi quyét van de kha tot trén thi truong. Nhung nhan
dién nhiing khach hang tiém ning cting 1a mot qua trinh
tuyén chon dang dién ra tit cac vi lanh dao dén nhan vién
dich vu khach hang; tai xé, va tat nhién l1a sy giao hang,
cung vdéi hiéu biét cda chung t6i vé nganh cong nghiép
c6 khuynh hudng sé c6 so lugng khach hang 16n.

Duy tri nhitng mdi quan hé doi héi sy thich ting cda doi ngi
ban hang véi viéc quan tam dén nhu cau cia khach hang.
Airborne da dan dan thay doi dugc cach diéu hanh dé cham
soc cac khach hang dwgc danh gia cao:

Frank Steele: Nam 1988, chung t6i da phai duong dau
vOi mot van dé nghiém trong trong viéc cung cap loai hinh
hop tac ma ching t6i mong mudn. Chi véi 300 nhan vién
ban hang va véi qui mo6 kinh doanh, chung t6i dang dat
dén dinh khi ma tat cd nhitng nhan vién ban hang tim
moi cach trong kha nang dé quan ly nhitng moi quan hé
v6i cac khach hang 16n. Nhitng khach hang 16n, dac biét
1a nhitng khach hang c6 nhiéu dia diém, luén c6 nhitng
yéu cau va nhu cau phiec tap, va that khé dé danh cho
ho su quan tam dung mic néu nhv ban khong c6 di
nguon nhan lyc. Nén ching t6i da tao ra vi tri dugc goi
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1a cac vi giam doc bo phan khach hang quéc gia. Hién
nay chung t6i c6 10 nguoi. Va trong nam tdéi chung t6i sé
O 11 nguoi.

Joe Devore: D6i v6i cac cong ty nhu Xerox va IBM, da si
dung dich vu ctia ching téi trén pham vi qudc gia, ching
toi can nguoi voi cai nhin tong quan, co thé lay duoc tat
ca thong tin vé nhimg khach hang nay. Chiic nang cuda
ngudi quan 1y ndy phai vuot qua gidi han cta sy diéu hanh.

Frank Steele: Nhitng ngudi quan ly nay hudng t6i khach
hang cu thé. Méi giam doc khach hang qudc gia chiu trach
nhiém mét vai khach hang ca nhan ma tong cong khoang
20 triéu USD viéc kinh doanh. P6 c6 thé 1a hai hodc ba
khach hang. T6i da néi binh quan mot vi giam doc lam
viéc v6i bon khach hang. Cong viéc ctia ho khong chi 1a
mot ngudi ban hang ma con la cac nha c6 van noi bo cho
khach hang. Ho phai chdc rang tat ca cac khach hang sé
c6 dugc nhitng diéu ho can ti dich vu cda chung toi. Ho
ciing phai cach ly chung t6i v6i cac cudc tan cong canh
tranh, va md rong moéi quan hé véi khach hang cong ty.
Nhitng cong ty ma quang cao thi sé dya vao nhitng khach
hang khong thuong xuyén, trong khi nén tang cong ty
chung t6i phan 16n dugc tao nén bdi nhitng khach hang
thuong xuyén. D6 1a diéu ma chung toi tap trung sy chu
y va cac giam do6c khach hang quéc gia 1a moi lién hé gan
gui gita Airborne va sy thu hut khach hang thuong
xuyeén.



Phuong cach kinh doanbh:
Dich vu thich hop

Vi Airborne da gay dyng mdi quan hé véi khach hang, nén
n6 khong rao ban cac mat hang giong nhu nhirng cong ty khac
da lam. N6 phuc vu theo yéu cau cda khach hang. Sy dap tng
yéu cau do bat dau bang cong viéc thau hiéu nhitng nhu cau
cu thé cda cac khach hang. Airborne tim cach loai tri viéc tri
tré khach hang, v6i cach ay da lam tang thém chu trinh phat
trién va gidm bét chi phi: Tach biét ban than minh theo cach
ndy, nhu mot mot nhan to trong thanh ¢ong cda khach hang,
da ching t4 1a mot chién lwgc thong minh trong thi truong
dong duc.

Bay gid hay 1ang nghe hai ngudi dén ttt Airbone miéu ta cach
tiép can khach hang va ca cac dich vu co ban cda no:

Frank Steele: Chting t6i diéu chinh dich vu cda chung toi
dé thich tng véi mo6 hinh hoat dong cda khach hang.
Chung t6i dong v cung cap nhiéu diéu chuyén biét ma
nhitng doi thd cda chung t6i tham chi sé khong ban luan
v6i khach hang cda ho. Chung t6i c6 gang gitip ma rong
hoat dong kinh doanh cia moéi khach hang. Bang cach
chu y dén nhitng nhu cau ctia khach hang, chung t6i da
phat trién mot loai hinh linh hoat dé thu hut khach hang
va xay dung sy trung thanh cua ho.

Mike Dari: Thé manh 16n nhat ctia chiing t6i trong cac moi
quan hé 1a sy thau hiéu cach thic cong ty khach hang
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hoat dong va nhtng chi tiét vé nhu cau cda né. Chung toi
c6 gang ddm bao cac bd phan cda chung t6i - kinh doanh,
diéu hanh, va dich vu khach hang - hiéu chinh xac nhing
diéu khach hang lam va lam nhu thé nao. DBé lam viéc diéu
do tai Luxottica, chung t6i lam viéc vdi dich vu khach hang,
MIS, giao nhan hang, su diéu hanh, va nhing b0 phan
quang cao dé hiéu nhiing gi mo6i bé phan can.

Nhitng doi thd cda chung t6i tiép can khach hang tiém
nang voi thai do: “Pay 1a chuong trinh phat trién cda
ching t6i - Tai sao ban khong di cing v6i n6?”. Cach tiép
can cta chung t6i giéng nhu: “Chung t6i mang dén cho
ban mot sy hgp tac t6t cho ca hai, nghia 1a ching to6i gitp
ban tré thanh mot t6 chiic phat trién dich vu nhanh hon”.
Chung t6i cé gang dwa ra nhitng mic do dich vu khac
nhau ma khach hang c6 thé khong nghi dén.

Bay gio lang nghe nhiing khach hang cda Airborne. Nhiing
16i nhan xét cia ho la phan anh cia nhitng ngudi trong cudc.
Nhitng dich vu ti Airborne da cai thién viéc kinh doanh cua
khach hang:
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Ken Bram: Airborne da gitp ich ching t6i rat nhiéu trong
thoi gian chung toi chuyén sang chon ho. Nguoi ctia ho
dén huéng dan cho nhan vién cda chung t6i, va ho vao
bd phan van chuyén hang héa cda chung t6i dé chac chan
rang chung t6i da hiéu hé thong may tinh méi. To6i da c6
mot van dé rat nhé véi phan mém in nhiing nhan tién
phai tra khi giao hang cda Airborne, nén ho da tra phi
dé nang cap phan mém cda chung t6i. Bay gid moi thit
sé do Airborne thyc hién trit phi khach hang yéu cau UPS.



Nora Phelps: Xerox da chon Airborne thong qua mot cudc
dau thau vao nam 1988. Vao thoi diém do, chat luong
cua nganh cong nghiép giao hang ngay hom sau la 10:30
sang, dugc tao nén béi FedEx. Chung toi c6 nhu cau khan
cap dé mang nhing linh kién dén cho cac chuyén vién
sém hon. Nhiing chuyén vién nay da bao tri may moc cua
chung t0i trong thi truong. Airborne da giai quyét diéu
nay va nhiéu nhu cau khac thuong cda chung t6i véi
nhiing gidi phap cai tién. Ho da cai thién tat ca dich vu
mot cach tuyét voi.

Nhitng nguoi bén trong Airborne lam thé nao dé tao ra dich
vu tuyét voi do? Hay 1dng nghe vi gidm ddc khach hang qudc
gia cho Xerox phat biéu:

Joe Devore: Trong qua trinh dau thau hop dong ban dau
vao nam 1988, chung t6i da c6 gang dé biét nhing diéu
Xerox can trong moéi-quan hé véi nhitng gi ma chung t6i
c6 thé mang dén cho ho. Tt lic dau, ho da giai thich cho
chung t6i biét muc dich ctia ho, va hé thong lam viéc noi
b cta ho, va loai phuwong tién van chuyén ho mong muén.
Xerox da c6 nhu cau duy nhét vé viéc giao gap nhing
linh kién may photo cho cac dai ly ki thuat cda ho. Ho
can dich vu that nhanh chéng vi cac dai ly dang cho
nhitng linh kién nay dé cung cap cho khach hang. Trén
tinh than do, chuing t6i dang dugc yéu cau bé thoi gian
dinh tré cong viéc cho khach hang Xerox cang nhanh
cang tot.

Xerox da cung cap cho chung t6i mot danh sach nhing
noi ho yéu cau giao hang nhanh nhat, va chung t6i néi
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voi Xerox thoi diém ma ching t6i hita sé giao hang tai
nhiing dia diém dé. Hiéu dugc van dé mot cach chinh xac
giup chung t6i dé dang hon trong viéc tim ra gidi phap.
Két qud 1a chung t6i giao hang nhu da hita cho moi noi
t 8h t6i 9h30 sang, tuy thuoc vao dia diém. Nhing 16i
htta d6 da dugc thuyc hién mot cach nghiém tic tai
Airborne va mot tiéu chuan c6 thé thay dugc trong cong
ty. Thuc vay thanh tich cda cac vi giam doc diéu hanh
khu vyc dugc danh gia béi tiéu chuan do hang ngay, va
thanh tich tré thanh mot phan ctia sy xem xét chat luong.
Dé dap ung nhing lan giao hang sém nhu vay, chung
toi phai diéu chinh nhing dich vu co ban ctia ching toi
cho phu hop véi nhu cau cda Xerox. Vi du, sO luwong
nhitng chuyén hang ra vao Rochester. Hién nhién ching
toi mudn cung cap thoi gian noi dia sém nhat dé dén
Webster, ngoai 6 Rochester, noi ma cong ty c6 mot chi
nhéanh 16n v6i 20 dén 30 toa nha. DE tiét kiém thoi gian,
chung t6i da tao ra mot loai mat ma phan loai cu thé cho
ving. Khi hang dén Rochester, nguoi cia chung toi tim
nhitng thung hang ma goi 1a thung hang C, danh dau dac
biét véi mat ma Xerox, lay ching mot cach nhanh chong,
phan hang lén xe tai, va tién vé Webster.

Chung t6i da chat day chuyén hang Xerox véi tat ca cac
thong tin can thiét. D& tim ra mot kién hang trong sudt
qua trinh giao hang, chung t6i da danh dau mat ma cho
tat ca tai xé trong ca nudc dé ho nhan biét Xerox khi c6
mot chuyén hang Xerox dén. Nhitng tai xé khi nhan ra
ho c6 mot chuyén hang khan cap, ho sé wu tién cho
chuyén hang d6 ¢ diém dung dau tién.



Chung t6i 1am moi thit c¢6 thé dé dich vu cda chung toi
tré nén t6t nhat. C6 nhiéu thi phai lam viéc véi Xerox.
Néu Xerox khong san long lam viéc véi ching toi, ching
toi da khong bao gid 1am duoc nhu vay. Diéu nay 1a mot
vi du tot vé su hop tac cda hai cong ty.

Phuong cach kinh doanbh:
Su mo rong loai hinh dich vu

Airborne xay dung dua trén dich vu co-ban va thich hgp bang
viéc cung cap thém nhitng dich vu ma cac doi thi khac khong
c6 va giup cho khach hang ctia né thiét ké lai cach diéu hanh.
Mot cong cu ma Airborne thuong st dung la cong nghé thong
tin, két hop nhing hé théng théng tin cda noé véi khach hang
dé cai thién viéc theo déi van chuyén hang héa va ghi héa don.
Airborne, that sy da xay dung mot co cau diéu hanh truc tiép
tiép can dén viéc kinh doanh ctia khach hang. Vai ngudi ngoai
cudc da kho hinh dung ra dugc noi ma kinh doanh cda Airborne
ngung lai va viéc kinh doanh ctia cac khach hang bt dau.

Frank Steele: Nganh dich vu hau can dang thay doi bo
mat cda viéc kinh doanh hién nay. Loai bé nhitng nha
kho nghia 1a khach hang c6 thé cit gidm nhing chi phi
bat dong san va phan phéi nhitng san pham cda ho tw
dia diém tap trung ctia chung téi - s dung nang luc
nhanh hon cda ching t6i. Bay gio phan 16n khach hang
yéu cau chung toi kiém soat luon viéc diéu hanh van
chuyén cta ho - va do dé ching téi tré nén lién quan dén
loai hinh van chuyén. Pay 1a két qua dién hinh cda qua
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trinh quan 1y khach hang quoc gia, ma hién nay bao gom
40 khach hang. Ban than chung t6i cling trai qua nhitng
thit thach ma ching t6i khong bao gio doan trudc. Nhung
néu c6 thé ching t6i sé lam diéu do.

Joe Devore: Trong s6 nhitng cong ty con khac ma hoat
dong lién két voi Airborne 1a Advanced Logistic Services
(ALS), mot bén thit ba chuyén vé dich vu hau can kho bai
dang diéu hanh mang lu6i xe tai chinh. Mot cong ty khac
1a Sky Courier, thudc s& hitu cda chuing t6i, chuyén vé
dich vu van chuyén hang héa wu tién bang duong hang
khong. Chung t6i da st dung ca hai cong ty dé dé lam
viéc cho Xerox.

Sky Courier gidi quyét cac don hang khan cip va tuan
theo mot luat 1é ctia chuyén bay tiép theo (NFO) trén cac
duong bay thuong mai. Mot trong nhitng thuan lgi dang
chu ¥ ma ching t6i cung cap cho Xerox 1a nhing téc do
bang nhau tai New York hoac Los Angeles - hoac bat ki
dia diém nao khac. Chung t6i da cung phat trién mot
chuong trinh goi 1a Trién khai nhanh chéng. Déi khi mot
dai dién ban hang cda Xerox khong thé nhan dugc linh
kién dung luc. Lic d6 mot nhan vién dudi mat dat cda
Sky Courier sé giao linh kién dén cho khach hang. Viéc
nay mat tt 1 dén 4 gid ¢ bat ky noi nao, tiy thudc vao
thi truong va yéu cau dich vu. Dich vu nay dang hoat dong
G khu vuc Los Angeles va San Francisco Bay, va chung
toi hy vong sé mé rong dén Chicago.

Nhung Airborne khéng chi vuot qua su lac hau dé giup khach
hang véi cac dich vu gia tang, ma né con huéng dén nghién
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cttu nhitng théng tin chi tiét vé viéc kinh doanh cda khach
hang, gitip ho thiét ké lai viéc kinh doanh néu c6 yéu cau:

Frank Steele: Nhitng quan ly ban hang cang gan gii véi
khach hang, ho cang thdy nhiéu hon nhu cau cda khach
hang. Va ho cang danh nhiéu thoi gian dé c6 moi lién hé
gan gii voi viéc kinh doanh cda khach hang thi ho cang
tim duoc nhiéu phwong cach dé lam hai long khach hang.
Chung t6i dua ra nhitng giai phap mdi, hiéu qua cho tat
ca cac loai van dé vé bd may diéu hanh hoac nhitng thiéu
sot ma ho co.

Joe Devore: Trong cong viéc cda chung toi vdi Xerox,
chung t6i da gitp ho tim ra tat ca cac cach dé tiét kiem
thoi gian va chi phi. Vi dy, cac chuyén vién ky thuat, nguoi
stta chita may photo, da ting phai giti cac linh kién can
thiét cho viéc sita chita vé trung tam linh kién khu vuc.
M6t nguoi nao dé da dinh kém nhitng thong tin vé né vao
trong hé thdng, va linh kién duwogc guii dén noi sita chita
dé dugc trang bi hoac b6 tri lai. Qua trinh d6 trung binh
mat gan 30 ngay. Chung t6i da sta lai chu trinh. Hién
nay chung t6i lay cac linh kién tai cac trung tam linh kién
khu vyc va chuyén ching dén Wilmington. Chung t6i dinh
kém dit liéu vao hé thong cda Xerox thong qua thiét bi
lién lac dau cudi cia ho tai co s& cda chung t6i va sau dé
chuyén cac linh kién dén cac dia diém thich hop cda
Xerox. Két qud 1a chung toi da rut ngan thoi gian cda ho
tr 30 ngay xudng con 5,6 ngay. Chung téi cting gidm chi
phi cho ho, gitip ho gidm b6t téng chi phi, gidm bét nhan
luc trong viéc dinh kém théng tin, va tang toc chu trinh
stta chita.
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Trong mot vi du khac, ching téi cdm thay rang chung
toi c6 thé phuc vu cho trung tam linh kién khu vuc hang
ngay théng qua mang ludi xe tai cua chuing toi, véi chi
phi thap hon van chuyén bang dudng hang khong. Xerox
da can nhac diéu nay nhung ho khong chac chan vao kha
nang cda né. Bé nghién citu van dé nay, chuing toi lap
mot nhém gom ba nguoi dén tt mébi cong ty. Toi cung
vOi mot ngudi nghién citu thi truong va mot giam doc
trung tam xe tai dia phwong ctia chung t6i. Vé phia Xerox,
ho dwa mot chuyén gia vé ton kho, mot quan ly giao
thong dia phuong, va mot ngudi dieu phoi giao thong dé
hop tac vaGi chung toi.

Tai Airborne Express chung toi cling co6 mot su phan chia
g0i la nhom phan tich kinh doanh. Céng viéc cia nhom
nay, nhu tén goi cia no, la xem xét chi phi va qua trinh
chung t6i kinh doanh. Chuing t6i cho trudng phong hoac
phé phong ciia nhom phan tich kinh doanh lam viéc véi
nhitng ngudi cia Xerox dé cho ho biét cach chung toi
van hanh mot vai hé thong noi bo. Xerox la mot cong ty
rat coi trong chat lugng, va dé c6 thé dén véi ho va néi
rang chung t6i c6 mot bd phan dugc dinh hudng chuyén
vé van dé nay va chung t6i mudn chia sé thong tin nay
v6i ho 1a mot cach hiéu qud dé xay dung méi quan hé
hgp tac.

Nora Phelps: Nhiéu van dé vé van chuyén ma chung toi
gap phai xuat phat tr viéc yéu cau dich vu giao hang cuc
nhanh va chinh xac. Mot trong nhiing van dé d6 da khién
ching t6i quan tam dén viéc st dung Sky Courier. Cac



chuyén vién cda ching t6i chi nhan cac don hang khan
cap cho dén 5 gid chiéu. Gi6i han ctia chung toi cho
chuyén hang dém do 1a 6 gio chiéu. Nhung méot chuyén
vién c6 thé goi dién luc 6 gid 30 chiéu, voi 1i yéu cau
van chuyén mét linh kién cho sang hom sau. D& cho linh
kién dén noi dung gid, né phai duoc van chuyén theo NFO
qua Sky Courier. Nguoi chuyén vién cudi cung sé dugc
nhan hang hoa tai san bay hoac dugc giao tan noi cho
khach hang. Phi cho NFO, tuy nhién, thong thuong cao
gap 10 lan so voi mot chuyén van chuyén thong thuong
cda Airborne. Chung t6i da ban khoan vé viéc lam dung
NFO - Airbone rat 1ay lam ngac nhién vi chi phi ching
toi cao cling mang lai loi nhuan thap cho ho. Vi thé, ching
toi c6 mot nguyén tac gidm so luong dat hang NFO.

Két qua 1a vi giam ddc khach hang cho Sky dang lam viéc
v6i nhan vién cda ching toi tai Rochester dé gidm thiéu
nhting rac rdi. Tai Virginia, ching t6i dang thuc hién mot
vai thit nghiém. Hién nay Airborne danh cho chung t6i
mot chiéc xe tai luc 7 gid 30, cho viéc chuyén ché cac don
hang khan cap tir 5 gio t6i 7 gio 30. Chiéc xe tai do di
thang dén san bay Dulles dé don chuyén bay chd ca
nhitng don hang luc 6 gid cda ching téi. Chuyén xe c6
thé chi chd mot lugng hang nhé, nhung bat ky vat nao
ma c6 thé chuyén déi tit NFO ctia Sky Courier sang chuyén
bay dém cta Airborne déu gitp tiét kiém mot khoan 1én.
Su cai tién nay la y kién cda Airborne. Thuc té chung toi
dang 1a mot déi tac cia Airborne.



Dua trén giao tiép dé thanh céng

Ngay nay tat ca cac cong ty déu khang dinh vai tro quan trong
cda viéc lang nghe khach hang. Nhung Airborne khong lang

nghe khach hang tt xa nhw nhiéu céng ty. Nhan vién ctia
Airborne ¢ xung quanh cac khach hang, két than truc tiép véi
nhitng ngudi tra hoa don. Khong chi nhiing nguoi ban hang
dai dién tiép xuc truc tiép vdi khach hang. Cac nhan vién cap
cao git vai tro quan ly phia sau phai thu hut nhitng y tudng
cua cac an nhan:
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Frank Steele: Toi can ndi ré rang viéc than thién voi khach
hang nghia 1a luén dén dugc véi khach hang. Mot ngudi
& Luxotica hay Xerox déu c6 thé dién thoai cho bat ky ai
& Airborne, vi chinh sach cda chung toi 1a tat ca cac vi
quan 1y sé tu tra 10i dién thoai cda ho. Ching toi khuyén
khich cac khach hang goi dién cho chung t6i. Chung t6i
c6 mot co cau rat ré rang, véi bon cap quan ly gitra dai
dién ban hang va chu tich.

Bat ky ngudi nao cting cé thé goi cho chu tich. Su céi mé
do giup chuing t6i lanh 1gi va phan ting nhanh chéng. Véi
cac cap quan ly c6 gidi han va st nhan manh vao viéc co
gang don gian hoa qua trinh dua ra quyét dinh, ching
toi co gang gitt cac hé thong lién lac mé.

Mike Dari: Van héa cong ty chung téi la s 1ang nghe rat
nhiéu. Va chung t6i c6 gang mang thong diép do dén véi



khach hang. Khéng giéng nhitng déi thu 16n, nhuw UPS hay
FedEx, chuing t6i c6 mdt s6 han ché hon trong cach thic
thuc hién céng viéc. Chung t6i c6 thé phan ng nhanh
hon. T6i nghi hau nhu cac khach hang cong ty hién nay
mudn nha cung cap lam viéc véi ho va cung cap mot dich
vu tét hon va vuot qua nhimg gi ho dang c6 ngay lic nay.
D6 1a 1y do tai sao moi ngudi dén véi Airborne.

Chung t6i c6 gang thuong xuyén gap g khach hang, thinh
thodng ghé tham dé dam bao moi thit that tot. Giam doc
diéu hanh cta ching t6i méi thang déu cé cudc hop véi
khach hang dé xem dién tién cia cong viéc nhu thé nao.
Chung toi tich cuc c6 gang dé nhan duoc cang nhiéu
nhiing v kién phan hoi.

Frank Steele: Nhitng phuong phap kinh doanh truc tiép
yéu cau phai cd su tin nhiém va tai ngoai giao. Chung t6i
khong bao gio ¢6 thai do nhu “khai thac cho mot viéc kinh
doanh méi”, diéu d6 sé tao nén mot moi quan hé khong
t6t. Cach tiép can cda ching toi 1a cung cap cho khach
hang nhing gidi phap ma ho mong mudn - 1¢i nhuan méi
sé dén tw diéu do.

Modi quan hé gan gii v6i khach hang c6 thé dan dén mé
rong viéc kinh doanh cho chung t6i, va khong chi lwong
khach hang 16n nhu Xerox. Khach hang thuong bét dau
hudéng 1oi ich cda dich vy hau can cda ching toi dé luwu
trit hang hoa cia ho trong nha kho chinh cda chung t6i,
hoac “trao doi hang ton kho”, cho viéc tung hang nhanh.
Hoac 1a ho st dung Sky Courier cho dich vu chuyén bay
ké tiép (NFO).



Joe Devore: Tai Xerox, pham vi lién lac cda chuing to6i
khong chi ¢ mic do giam doc khach hang qubc gia. Ho
diéu hanh trong moéi quan hé gita nhitng quan 1y hoat
dong khu vuc v6i nhiing quan 1y trung tam linh kién khu
vuc. Thuc chat chung téi cung cap su lién lac va thau hiéu
1an nhau va nhimg diéu chung t6i ¢6 gang thuc hién nhu
cac cong ty khac. biéu nay khién chung toi lam viéc véi
nhau tot hon.

Nhiing ngudi ¢ Xerox cting nghi nhu vay. Viéc chu y 1an nhau
tu Airborne da giup ho trong viéc kinh doanh:
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Nora Phelps: Airborne giao cho Joe Devore quan ly khach
hang cda chung téi, véi két qua that xuat sac. Joe rat tai
trong viéc giai quyét van dé, va toi gitt moi quan hé lau
dai véi anh 4y. Kha nang giao tiép cia chung t6i tré nén
t6t béi 10i madi tham quan hoat dong cda Airborne. Joe
nghi rang t6i nén dén va tim hiéu vé co s phan loai cda
Airborne tai Wilmington, va toéi thay né that an tuong.
Chuyén di bat dau Iic nita dém va két thiic luc 4 gio 30
sang, nhung that kinh ngac, t6i khong hé mét. Tu khi t6i
hiéu qua trinh phan loai ctia ho, t6i c6 thé hinh dung ra
dugc ho 1ap ké hoach lam viéc véi ching to6i nhu thé nao.
Joe di ra ngoai lam viéc vdi nhan vién dia phuong cua
chung t6i va dan theo nhan vién cda Airborne tai dia
phuong do6. Anh ay néi chuyén véi ngudi quan ly kho cia
chung t6i, ngudi phu trach nhitng trung tam linh kién khu
vuc. Chung t6i van con c6 mot s6 truc trac vé may mac,
va trong nhitng thang mua dong chung t6i khong thé thuc
hién viéc d6 t6t nhu nhiing 1an trudc, nhung nhan vién



thi truong cia chung t6i cdm thay c6 vai diéu khong thé
cdi thién dugc béi vi thai tiét.

Ngay nay, quan niém 1a nhan vién Airborne dang lam tat
ca moi thit dé cung cap cho chung t6i mot dich vu tot
nhat. Airborne da cho chung ta thay toan bo. Téi lam viéc
vOi trung tdm phan phéi khu vuc cia chung t6i, noi cung
cap hang cho cac trung tam linh kién khu vue. Chung toi
c6 mot dai dién Airborne ¢ dia phuong, va cong thém
nhitng ngudi ban hang dia phuwong lam viéc v6i cac nhan
vién & cac trung tam linh kién khu virc. Moi quan hé rat
thoai mai. Trong dé, Joe 1a nguon tai nguyén cda ching
toi va toi khong can néi chuyén véi nhiing cap cao hon
trong Airborne. D6 1a tat cd nhitng gi vé méi quan hé kinh
doanh.

Quan ly nhan vién dé dat duoc
su than thién voi khach hang

Diéu dac biét phan biét Airbone véi cac cong ty khac chinh
la muc tiéu cda no, khong chi don gian la giao dich, ma la khach
hang. Ban lanh dao khéng chi quan tdm dén nhitng con s6
trong s6 sach ké toan ma con quan tam dén nhan xét ctia khach
hang vé hoat dong ctia cong ty. Cong ty khéng hé nhan manh
ngan sach 1a mot co ché chinh sach dé gitt cho moi ngudi di
dung hudng.

Véi viéc coi trong quan diém cda khach hang hon 1a cda cac
vi ké toan, Airborne da st dung hinh thiic quan 1y khac trong
nhitng nam gan day, vi né da cai tién chién luge than thién véi
khach hang.
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Ray Berry: Trudc khi Airborne dugc tai cau tric vao
nhi*tng nam 80, cac vi lanh dao c6 khuynh huéng thién
vé qua trinh, dém s6 lugng cac giao dich médi ngay, huéng
vé nhting diéu dinh tinh. Ngay nay ching toi c6 gang
chuyén trong diém sang chat lugng. Do d6, ngay nay khi
c6 16i chung t6i lién hé véi khach hang dé xem phan tng
cda ho vé diéu gi 1a sai, diéu gi l1a dung.

Du6i hé thong diéu hanh ct, khi c6 sai pham chung toi
thuong bd qua va khi ¢6 sai 1am 16n va bi khach hang
phan nan, ching t6i thuong chi sia chtta sai lam ma
khong hé phan van xem van dé xdy ra nhu thé nao lic
ban dau. Chung t6i khong chd dong. Chung t6i khong
duoc khach hang danh gia vé viéc chung toi da thuc hién
tot cong viéc nhu thé nao.

Ngay nay, cac vi lanh dao khong dat tiéu diém vao viéc
bao nhiéu giao dich dugc thuc hién. Ho coi trong nhiing
diéu khach hang nhan thiic va chung t6i phai lam thé nao
dé dat dugc cac giao dich.

Vi hé thong mdi doi héi nhan vién phai thay doi, nén né
yéu cau mot loai nguoi quan 1y khac. Hau nhv chung téi
déu cb gang lua chon nhing vi quan 1y huéng dén khach
hang. Chung t6i bao ho rang: “Pung nhin vao ban than
minh va nghi ban dang lam tot nhu thé nao, hay nhin
vao khach hang cda ban va héi ho ban c6 thé lam duoc
gl thém cho ho”.

Mike Dari: Chung t6i tuyén dung nhing nguoi c6 thé
truyén dat thong diép doé dén voi khach hang. Vi du, nguoi
14i xe 1a nhan t6 quyét dinh déi v6i nhitng to6 chitc nhu



chung t6i. Cac tai xé cia chung téi hiéu duoc tam quan
trong cda khach hang ma ho dang lam viéc. Toi nghi rang
tai xé va ngudi sap xép hang hoa 1a nhiing ngudi xay dung
moi quan hé gita cac cong ty & mic do co ban. bo la ly
do chung t6i tuyén dung nhitng nhan vién c6 kha nang
giao tiép tot v6i khach hang.

Frank Steele: DOi ngii nhan vién kinh doanh cia chung
t0i can c6 nhing ki nang khac v6i mdt nhan vién kinh
doanh mau muc bdi vi ho con 1am viéc nhu nhitng ngudi
tw van vé van chuyén. Dé tim dugc nhitng con ngudi ma
chung t6i can, chung toi tuyen dung rat gat gao. That thu
vi khi chung tdi ¢4 doi ngd kinh-doanh nhé nhat trong
nganh. FedEx c6 mot déi ngd kinh doanh gap ba lan
chung t6i. Do d6 viéc tuyén dung nhitng nhan vién thuc
sy nang dong la rat quan trong doi voi chung toi.

Sy than thiét lau dai

Xay dung cac moi quan hé sau sic va bén viing véi khach
hang sé tiép tuc la phuong cach giip Airborne chiém duoc thi
phan tai nhitng noi ma déi thd ctia né tudt déc. Phuong cach
than thién véi khach hang giup Airbone khong bi mac vao cai
bay cda canh tranh vi né 1a nha cung cap duy nhat bang hinh
thitc nay. Bang cach tap trung vao phuong cach, dugc xac dinh
bédi dich vu tét nhat, nhitng thda thuan theo yéu cau cia khach
hang, cac dich vu gia tri gia tang, lién lac dé dang, hop nhat
hoat dong, phan hoi thuong xuyén, cong tac linh hoat, khach
hang sé xem Airborne 1a doc nhat, chtt khong phai 1a mét trong
mot nhém.



Frank Steele: Nhin vé tuong lai, toi chan thanh néi rang
toi khong nhin thdy mot mat nao gidm sut ca. Néu chung
toi van tiép tuc lam tot moi viéc, thi khach hang sé luén
luén mudn lam viéc véi ching toi. Ban chat cdia mot cong
ty dich vu 1a dich vu. Chung téi cang lam tot diéu do,
ching t6i sé cang phat trién nhanh va cang dat duoc nhiéu
thanh cong. Mién la ching ta khong theo duéi cac hinh
thic kinh doanh ma chung ta khong thuc sy gidi hoac
cac hinh thuc kinh doanh chi chay theo 1¢i nhuan, mién
1a chung ta tap trung vao nhing diéu ching ta lam t6t,
thi chung ta sé phat dat.

Joe Devore: biéu lam cho mdi quan hé giita Airbone va
Xerox phat trién tot 1a c& hai cong ty déu khong nham
dén ngan han. Ca hai déu nhin xa trong rong. Diéu do
thé hién trong dau thau ctia Xerox cho cac hgp dong lién
tuc voi Airborne. Lan dau thau gan day cda Xerox 1a mot
hop dong c6 ki han ba nam va cé thé kéo dai thém hai
nam ntta. Khi ban hiéu duoc rang noi nao mot coéong ty
mua ban phu hgp véi ban, ho sé khong gay kho dé trong
cudc dau thau hang nam. Mat khac, chung ta tao ra su
thuan lgi trong moi quan hé, dua trén biéu hién chw
khong phai tinh ty man.

Khach hang & Xerox va National Parts Depot danh gia viéc
khong c6 tinh ty man cda ho:
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Nora Phelps: To6i va Airborne da hop tac véi nhau tu rat
lau, nho vao thanh tich hoat déng tot lién tuc va gia ca
canh tranh. D6i Iic chung t6i dua ra gia dau thau, ching
toi dang kiém tra xem ti 1é cac nha cung cap hién tai cda



chung t6i c6 thuc té khong, nhung chung t6i khong du
dinh sé két thuc viéc hop tac tot dep chi vi tiét kiém mot
dong xu. Vi chung téi thay déi va co cau lai, toi luén co
cam giac rang Airborne khong ngiing thao luan dé co6 thé
dap tng nhimg nhu cau méi cda chung t6i. Sy hop tac
v6i Airborne that tuyét voi va téi khong c¢6 v dinh thay
doi diéu gi ca.

Ken Bram: D6 la bitc tranh toan canh tai National Parts
Depot ma t6i muén dé cap dén, chinh la chat luong dich
vu noéi chung ma chiing t6i cung cip cho khach hang.
Airborne hoan toan vugt -hon han cac hing khac ma
ching t6i da timg lam viéc, do d6 chuing toi rat hai long
vé ho. Ddi véi toi, Airborne da chimg t6 duoc gia tri cia
minh. Téi nghi rang chuing t6i $é hgp tac lau dai vaéi
Airbone. Té6i da rat tan tam véi ho, va ho cting nhw thé véi
chung t6i.



CHUONG 10

NHONG PHUONG CACH
XAc PmnH GIA Tr1 COa BaN

Cudc chién gitta cac cong ty cho vi tri dan dau thi truong 1a
khong bao gio két thuc. Ngay ca nhiing ké cham chap trén thi
truong, ludn cd gang vuon 1én, cho dén nhitng ké dang dan dau,
luon bi thach thitc béi nhitng nhan t6 méi ciing khong thé hi
vong ngung cuodc chién. Cac nha lanh dao ctia ca hai loai doanh
nghiép trén luén mat ngd hoac phai mat ngd dé cd gang tim
cau tra 1oi cho cung mot cau héi: “Chung ta sé canh tranh va
chién thang trén thi truong cda chuing ta nhu thé nao?”

Chung ta sé cam thay vo cung ngac nhién khi biét rang cac
nha lanh dao ngay nay ngan ngai, ludng Iy nhu thé nao trong
viéc dua ra cau tra 1oi. Ho cang cham dua ra cau tra 10i, cong
ty ctia ho cang it kha nang biét dugc cach canh tranh trén thi
truong.

Cau tra 10i tot nhat ma bat ki cong ty nao cling c6 thé dua
ra la cau tra loi xac dinh chinh xac gia tri dac biét ma cong ty
c6 thé mang dén cho khach hang, miéu ta r6 mo hinh hoat dong
cda cong ty dé co thé cung cap nhimg gia tri d6 dong thdi mang
lai loi ich cong bang cho cac c6 dong. M6i cong ty déu co thé
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dat dugc dieu dé, nhung dé lam duoc thi doi héi phai trai qua
mot qua trinh gom ba budc danh gia va can nhac than trong.

Trudc khi bat dau, ban lanh dao cap cao cda céng ty can
phai nhan ra rang, nhitng théi quen trong qua khit c6 thé sé
c6 thanh kién déi voi viéc tim ra nhitng quan niém méi. Gitt
dau 6c céi mé, khong nging suy tinh than trong doi héi ban
lanh dao phai luon tinh tao ddi véi cac van dé sau:

m Khuynh hwéng nha quan ly iy thac cong viéc qua nhanh
ngay sau lan vugt qua ban dau.

® Khuynh huéng chung danh gia thap doi thi c6 vé khac
biét hoac hoat dong theo mdt hudéng khac.

m Khuynh huéng theo dudinhiéu thi truong va phuong cach
kinh doanh thong qua mét don vi kinh doanh hon 1a
thong qua nhiéu don vi kinh doanh, médi don vi lai nham
dén nhing thi trudng khac nhau va mang dén nhitng loai
gia tri khac nhau cho khach hang.

m Khuynh huéng “hoa dong” tic 1a tim su dong v gitta moi
nguoi ma khong can dao sau van dé dé giai quyét cac mau
thuan.

Ba budc suy tinh than trong nham giup ban lanh dao cap
cao gidi quyét cac van dé trén, sap xép lién két cac hanh dong
va dat dugc sy danh cao hon déi voi nhiing viéc can lam.

G budc thit nhat, ban lanh dao phai hiéu ré, hién tai cong ty
dang dung & vi tri nao va tai sao. Khach hang dang quan tam
dén cac mat ndo cda gia tri? Cong ty dang dung & vi tri nao
trong moi lién hé véi cac doi thd canh tranh déi véi ting gia
tri? O dau va tai sao cong ty khong dat duoc chi tiéu? Chi bang
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cach hiéu ré tinh hinh hién tai cda céng ty, dua trén thuc té,
ban lanh dao c6 thé danh gia duoc su lwa chon cda minh.

3 bude thit hai, cong ty can phai phat trién cac phuong thic
kinh doanh va mé hinh hoat dong thay thé thuc tién. Khach
hang nhan thitc nhu thé nao 1a cac gia tri vuogt troi? Cac doi
thd canh tranh c6 thé nhanh chéng lam tét hon cac gia tri do6
khong? Loai mé hinh hoat dong nao cé thé thuc hién dung
phuong thitc kinh doanh va tao ra loi nhuan? Cong ty can phai
thuc hién nhitng su thay doi nao?

3 budc thit ba, can phai thuc hién nhitng quyét dinh kho
khan. Cong ty phai cam két trung thanh v6i mot nguyén tac
gia tri. Mo hinh hoat dong ra sao? Coéng ty can dua ra nhitng
phuong an gidi quyét, sang kién gi? Cong ty can phai co cau
lai nhu thé nao? Lam thé nao dé cong ty quan 1y duoc nhitng
thay d6i va duy tri muc dich ctia n6? Cong ty gidi quyét nhiing
rdi ro lién quan nhu thé nao?

Phuong thitc thiét 1ap chién lwgc va duong 16i méi nay cling
tuong ung vdi nhitng quy luat maéi cda canh tranh: (1) cung
cap ra ngoai thi truong nhitng diém vugt troi cia mot loai gia
tri, (2) dat duoc tiéu chuan co ban trong cac loai gia tri khac,
(3) cai tién phuong thitc kinh doanh méi nam, (4) xay dung mot
mo hinh hoat déng tot dé thuc hién nhing diéu da cam két.
Ngoai ra khong tap trung vao van dé nao khac.

Dé minh hoa cho phuong thitc nay, hdy xem xét nganh ban
1¢ do6 choi cda My ngay nay. D6 1a hinh thitc kinh doanh bao
gom hau hét cac yéu to cda su canh tranh gay gat - nhiing nha
dan dau thi truong ludén bi deo bam, nhimng ké khao khat chiém
dwoc vi tri dan dau, va sy hiing thu khong ngung gia tang clia
cac cong ty trong nganh ban 1é.
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Nganh ban 1é do choi & My

Cac nha ban 1é d6 choi ¢ My da dat duogc mic doanh s6 18
ti USD m6i nam. Nam cong ty 16n nhat chiém khodng mot nita
thi truong. Cong ty 16n nhat, thuong dugc goi 1a ké thong linh
Toys “R” Us, dang diéu hanh khodng 600 ctta hang. N6 chiém
22% thi truong, va thi phan ctia n6 da tang lén mot cach khiém
tén trong sudt ba nam qua. Cong ty l6n thw hai la Wal-Mart,
dang nhanh chéng vuon 1én vi tri dan dau va cé thé sé vuot
qua ca Toys “R” Us vao dau nam 1997. Thi phan do6 choi cia
Wal-Mart vao nam 1994 1a 16%, tang 8% so vdi bon nam trudc.

Hai vi tri tiép theo la hai nha kinh doanh 16n, Target va Kmart,
v6i thi phan cda cd hai chiém khodng 13% vao cudi nam 1994.
Kay Bee Toys, dang quan ly gan 1000 ctta hang & cac phd mua
sam chiém khodng 5% thi truong. Theo sau cac éng l6n la rat
nhiéu cac cong ty nhé hon nhung déu cung lam cho cudc canh
tranh trén thi truong 1én dén dinh diém. Disney va Warner
Brothers da nhanh chéng mé ra 300 ctta hang chuyén ban do
choi & cac phé mua ban hang dau trén khip nudc My. FAO
Schwarz, mot tén tudi 16n trong nganh do choi, ciing da mé
rong hoat dong dén cac phé mua sdm. Hang loat nhiing cong
ty md&i nhu Learningsmith va Zany Brainy cling da tham nhap
vao thi truong ban 1é do choi, tap trung vao su phat trién va
gido duc tré em. Ngoai ra con nhiéu nha ban 1é khac, ti cac
ctta hiéu may tinh cho dén cong ty Nature cting dang tim cach
dé di vao thi truong do choi.

Thi truong do choi, néi ngan gon, la mot noi day canh tranh
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va buc boi. Ai sé lam dugc diéu tot nhat? Cac cong ty da si
dung nhting nang luc c6t yéu cda minh trong viéc kinh doanh
nay. Toys “R” Us thanh cong véi viéc du doan nhu cau va xay
dung hé thong phan phdi. Wal-Mart cling twong tw nhu vay va
tham chi kha nang ctia né con tét hon cd. Con Disney va Warner
thi thanh cong trong viéc xay dung va khai thac cac hinh anh
nhugng quyén thuong mai, tt chudt Mickey va Vua Su Tt cho
dén chu thd Bugs va heo Porky. Kay Bee Toys thi lai biét cach
tim nguon hang va tiép thi tot cac sdn pham da 16i thoi. Su da
dang vé kha nang va thé manh trong thi truong do chai cling
tuong ty nhu sy da dang trong cac thi truong khac. Chinh vi
tinh da dang, do d6, lam thé nao cac cong ty st dung hiéu qua
nang luc cda minh dé thuyét phuc khach hang, tiv 3 dén 93
tudi, tin rang tién ctia ho dugc tiéu dung t6t nhat tai day?

Cac cong cu truyén théng dé phan tich cac nganh coéng
nghiép, tap trung vao luc lwong canh tranh va nhitng nang luc
cot yéu c6 thé thay duoc, c6 1é sé cho ta dugc mot vai s thau
hiéu, nhung nhitng cong cu dé hau nhu 1a chua dd. Nhing diéu
do khong giup ban lanh dao cong ty dua ra dugc nhitng nhan
t6 chi yéu dé tao ra cac gia tri vuot troi trén thi truong. Phuong
an thiét 1ap chién lwgc cda chung ta giup cac vi lanh dao cda
cOng ty tap trung vao viéc ra cac quyét dinh quan trong dé theo
duoi nguyén tic gia tri ma cong ty da chon.

Mot doi thii canh tranh
Child World, véi hé thong 130 cita hang da tuyén bd pha san
va thanh 1y tai san cach day may nam. Cai chét voi va dé da

khién cac c6 dong tra gia dat. Von co phan cda cong ty 1a 180
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triéu USD. Ngoai ra n6 con khién cho hang ngan nguoi mat viéc.
Cau chuyén vé sy suy yéu va that bai ctia Child World dang
ngay cang trd nén phé bién, nhing gia tri mang dén cho khach
hang khong c6 gi ndi bat sé dan dén tinh trang tai chinh nghéo
nan, diéu dé dan dén sy mat mat cho cac c6 déng, va cudi cung,
mat ca cong viéc.

Cau chuyén cda Child World c6 phai két thuc trong bi kich
nhu vay khong? N6 khong c6 su la chon nao dé tré thanh ngudi
dan dau thi truong sao? Chung ta sé cung tra 1di nhitng cau
hédi nay bang cach tao ramot nha ban1é-do choi hu cau, goi 1a
Kiddieville, c6 m6 hinh hoat déng kinh doanh twong tw véi Child
World.

Mot cay but cia td tap chi kinh doanh phan tich Kiddieville
da két luan suc tich vé tinh hinh cong ty nhu sau: moi thit déu
sai, nhung van tao ra 1gi nhuan. Kiddieville chwa bao gio xac
dinh nguyén tac gia tri cda-minh. N6 di theo mot chién luogc
mo phong phuong an kinh doanh cida Toys “R” Us: nhiing cita
hiéu 16n, khong c6 gia dd, & nhing noi dong duc, s6 luong 16n.
Nhung van dé 1a Kiddieville khong c6 dugc quy mod nhu Toys
“R” Us, kha nang anh huéng thi truong ciing nhu hé théng
phan phdi hiéu qua, do dé né khong thé dudi kip vé mat gia
ca. bé phat trién ma that suw 1a dé ton tai, Kiddieville can phai
thiét 1ap cac loai gia tri vugt troéi duy nhat.

Kiddieville da tht nhiéu thit khac nhau. N6 da th ban ta
16t dung mot 1an véi gia ré, nhung phai dimg lai khi n6 tréd nén
qua mac. Sau d6 n6 doi huéng khi lugng khach hang gidm
xudng. N6 thit nghiém véi vo s6 chuong trinh gia ca va khuyén
mai. Khong gi ¢6 thé phd nhan mot thyc té rang cac doi thu
canh tranh 16n nhat cda n6 déu c6 1gi thé vé gia ca. Vi vay, né
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chuyén sang cai thién méi truong cita hang, trinh bay dep mat
hon, 16i di rong rai hon, cac bang hiéu hap dan hon. Nhung
viéc nay chi lam gia tang chi phi ma khong tang dugc doanh
s6 ban. Kiddieville luén cdm thay béi rdi, khé khan trong viéc
c6 géng tim ra con duong chién lugc vitng chac.

bau la nguon gbc nhitng van dé cda Kiddieville? b6 khong
phai 1 su thiéu nang luc va kinh nghiém quan ly. Cac nha lanh
dao da sit dung thanh tyu cia nganh cong nghiép ban 1é 120
nam. Kho khan c6 ¢ moi noi. D6 chinh 1a két qua cda viéc mbi
nguoi trong ban lanh dao vach ra cac con duong khac nhau.
Thanh coéng cda nhan vién ban hang lai khong thong nhat véi
quan ly ctta hang. Va thanh cong dé cting khong théng nhat
v6i giam doc tiép thi. Chinh vi vay ho khong biét phai Iva chon
di con duong nao.

Ban lanh dao cda cong ty da thiéu su nhat tri vé nhitng diéu
noi bat cda cong ty, vé nhitng gia tri vugt troi co thé giip cong
ty thanh céng trén thi truong. Moi ngudi déu muén doanh
nghiép phat trién, nhung cac nha lanh dao van tiép tuc tranh
luan lam thé nao dé thyc hién dugc.

Mot vai nguoi trong ban lanh dao goi nhé vé nhiing ngay tot
dep trong qua khnt khi ma sy lanh dao dugc sap xép ré rang.
Khi ay, 6ng chd tich da lam nan long nhing quan diém chéng
dé6i va nhitng cau hdi bat kinh. Ong ra da ra di, tuy nhién, thoi
dai da thay doi. Liéu Kiddieville c6 thé thong nhat vé mot nguyén
tac gia tri khong? Nguyén tic d6 anh hudng gi dén mo hinh
hoat dong?
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Giai doan 1: Nam ré tinh hinh

Ban lanh dao cip cao can biét rang tat cd nhan tai sé chang
1a gi néu nhu ho khong hiéu tinh hinh cong ty theo cung mot
hudng. Cudc tranh luan van sé tiép tuc cho dén khi nao moi
ngudi tim dugc sw thong nhat chung. Cach duy nhat dé lam
dugc diéu do 1a tim cac cau tra 10i dya trén thyc té d6i véi nam
cau hoi co ban sau:

® Khach hang quan tdm dén cac mit nao cda gia tri?

® Trong moi loai mat gia tri dé, bao nhiéu khach hang coi
do 1a tiéu chudn lya chon hang dau va bao nhiéu khach
hang coi d6 1a tiéu chuan lya chon chi yéu?

m Nhitng déi thu canh tranh nao cung cap duoc gia tri tot
nhat trong moéi loai mat gia tri d6?

® Chung ta sé canh tranh nhu thé nao trong mdi loai mat
gia tri do?

® Tai sao chung ta khong dat dugc chi tiéu cda nha dan dau
vé gia tri trong mbi loai mat gia tri d6?

Mot phuong sach don gian nhung hitu dung ma ban lanh
dao Kiddieville c6 thé sit dung dé tra 1di cho cau hdi dau tién
1a xem gia tri khach hang nhu 1a sy két hgp gitta chi phi khach
hang phai trd véi loi ich ma ho nhan duwgc. Mdi nhan t6 déng
gop gia tri ap dung cho cad nhitng sdn pham Kiddieville ban
ciing nhu nhing dich vu ma né cung cap. Chi phi sdn pham
bao gom gia thanh va su tin cay san pham khong hoan hao,
day 1a cac bién sb sé anh hudng dén chi phi ban dau va sau
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dé dé duoc sé httu sdn pham. Chi phi dich vu bao géom cac sai
sOt, s cham tré va su bat tién, béi vi khach hang trd bang ca
thoi gian va tién bac cda ho.

Vé khia canh 1gi ich, gia tri bat nguon ti chinh san pham, ti
nhitng gia tri dac biét cia sdn pham mang lai nhitng két qua
tot, va t cac loai loi ich ma dich vu cung cap. Loi nhuan dugc
do bang mong doi cia khach hang, do d6, san pham va dich
vu chi thye sy mang lai 1gi nhuan khi né vugt qua duge nhitng
sdn pham va dich vu ctia cac doi thi. Su canh tranh cong bang,
sau cung, cing chi dé dap ing duoc mong doi cia khach hang.

D6i véi Kiddieville, va ciing nhu cac cong ty khac, cac mat
gia tri chinh 1a nhitng diém néi bat. Trong nganh ban 1& do choi,
dich vu t6t sé bao gom ba bd phan co ban: su phong phu vé
sdn pham, vi tri thuan tién, hiéu qua ctia nhitng kinh nghiém
trong cta hang. Mdi bé phan déu nham dap ting cac nhu cau
khac nhau cda khach hang. Vi du, kinh nghiém ban hang t6t
hon ¢6 dugc nho cac dich vu mua sam ca nhan cho khach hang,
nhiing 6ng b6 ba me can duogc tw van dé lwa chon cac san pham
phu hop véi Ita tudi va danh riéng cho tré em, dich vu 1én ké
hoach t6 chtic sinh nhat, thuyét minh vé nhing do choi ki la,
va hang loat cac sang kién khac nhdm cung cap nhitng gidi
phap toan dién dac biét cho khach hang. Nhitng dich vu nay
1a then chét dé giup khach hang phan biét duoc cac nha ban
1é, vi khach hang danh gia gia tri cua cac ctta hang dua vao
nhitng 1oi ich san pham duy nhat ma cita hang cung cap. Su
tin cay san pham khong quan trong trong nganh ban 1é do choi,
vi khach hang cho rang diéu d6 phu thudc vao cac nha san
xuat. Gia ca, hién nhién, 1a yéu t6 quyét dinh trong nganh ban
1é do choi.

246



Sau khi cac nha lanh dao Kiddieville xac dinh dugc cac mat
gia tri va xac nhan ching thong qua khao sat khach hang, ho
phai danh gia vi tri cia ting d6i thd canh tranh. Nhitng cudc
phéng van khach hang déi véi viéc danh gia nay 1a htu ich
nhung khong can thiét. Ban 1anh dao thuong cat ngan qua trinh
bang cach si dung nhiing kién thitc vé canh tranh ho thu nhat
dugce. Chi khi ndo c6 sy bat dong thi ho mdi thu thap thém
thong tin.

Nhitng cudc thao ludn gitta cac nha lanh dao Kiddieville da
dua ra dugc nhitng danh gia vé cac déi thi nhu sau:

® Wal-Mart 1a mot doi thu hoat dong rat hiéu qua, nhat 1a
vé chi phi. R6 rang né._la nha dan dau vé gia ca trong
nganh ban 1é do choi, n6 cd cac dia diém thuan loi cho
cac khach hang thuwong xuyén ghé cita hang. Wal-Mart
cung cap c6 gidi han cac san pham do choi chi luc, nhung
s& ma rong s6 lugng cho dip mua sam vao Giang sinh.

m Toys “R” Us cling la mot ddi thu hoat dong hiéu qua khac.
N6 cting 1a nha dan dau vé gia cd, nhung khong thé sanh
dugc voi Wal-Mart. Toys “R” Us luén dan dau vé su da
dang phong phu san pham. Nhitng cita hang khong c6
gia d& chiém hau hét vi tri, diéu nay bat tién cho viéc két
hop ban dd chai véi cac san pham khac. Viéc ban hang
cda Toys “R” Us la tiéu biéu cho su bat tién - cac ctta hiéu
qua 16n, nhan vién khong nhiét tinh, tinh tién cham chap
trong nhimg ltc dong khach - va khong dat tiéu chuan cong
nghiép. Toys “R” Us rat gidi trong viéc tiét kiém chi phi, do
1a nho vao hai yéu td, su da dang hang hoa va gia ca.

m Kay Bee Toys cung cap nhing dia diém thuan loi cho
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khach hang va gia ca thap ddi véi cac san pham da 16i
thoi. Nguyén tac gia tri cia n6 van khong ro rang.

m Disney, Warner Brothers, va hau hét cac cia hang do choi
tap trung vao su phat trién va giao duc tré em déu cung
cap cac san pham doc dao ma khong dé tim dugce ¢ nhing
noi khac. Ho 1a nhitng nha dan dau vé cac san pham co
dién, nho vao nhitng hinh anh coéng ty 16i cudn, hap dan.

m FAO Schwarz, khong giéng cac cta hang gia dinh khac,
cung cap giai phap toan dién va rong hon. Nguyén tac gia
tri cda no ciing khong ré rang, nhung huéng dén su than
thién v6i khach hang. FAO Schwarz nhan manh nhi*ng
kinh nghiém ban hang doc dao va mang dén mot moi
truong vui vé, nhitng nhan vién ban hang gidi, ciing nhu
cac san pham doc quyén. Nhung né gap kho khan trong
viéc dat duoc tiéu chuan vé gia ca.

V6i sy nhat tri vé canh tranh, ban lanh dao can chuyén sang
danh gia vi tri cda Kiddieville, cong ty dang ding ¢ dau va tai
sao. Pay 1a thoi diém thu thap nhing sé liéu thuc té dé b sung
cho nhitng quan diém va y kién ctia ban lanh dao, hoac néu
can thiét, dé gidi quyét nhitng khac biét vé quan diém trong
ban lanh dao.

Mot nhom phan tich bao gdm nhitng nguoi c6 hiéu biét vé
nhiéu loai kinh doanh c6 thé sé hitu ich trong thdi diém nay.
Cong viéc cta ho 1a nghién cttu cac khach hang dé tim ra cac
sdn pham va dich vu cda cong ty dugc khach hang dat ¢ mic
do gia tri nao. C6 ba loai khach hang dugc cho la quan trong:
nhitng ngudi mua san pham cua Kiddieville, nhitng ngudi dén
tham quan cac cita hang cua Kiddieville nhung it khi mua san
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pham, va nhitng nguoi mua sdm & nhitng noi khac. Muc dich
ctia cudc khao sat nay la nham tim ra nhiing méit nao cda gia
tri 1a quan trong doi véi méi loai khach hang va Kiddieville c6
vi tri nhu thé nao trong méi loai mat gia tri d6. Nhing thong
tin ndy mang dén sy danh gia ban dau déi véi phan khuc thi
truong tiém nang. Sau d6, nhoém cé thé nghién ciu hoat dong
ndi bo cla cong ty dé biét nhitng mic do gia tri dé dat duoc
nhu thé nao.

Sau khi cac nha 1anh dao Kiddieville ndm ré cach thic cong
ty canh tranh trong méi loai mat gia tri, ho c6 thé chuyén sang
tim hiéu vi sao céng ty khong dat duoc thanh tich. M6 hinh
hoat dong da suy yéu nhu thé nao? Lam thé nao Toys “R” Us
chiu dugc muic gia thap va FAO Schwarz c6 dich vu ban hang
t6t va ca hai déu tao ra dugc siéu lgi nhudn?

Cac bang chiing cho thay rang Kiddieville khong dan dau thi
truong vé mat nao cta gia tri c, va tham chi n6 dugc coi 1la ké
bat chudc Toys “R” Us. Cac nha lanh dao Kiddieville phai tim
ra noi ndo ma moi gia tri kinh doanh cia cong ty khong canh
tranh, va toan bd ban lanh dao phai dwa ra két luan chung vé
diém yéu cda cong ty.

Do6i dién véi thuc té theo cach nay doi héi sw can ddm. Tu
danh gia ban than 1a cong viéc doi héi suw ¢ gang, giai quyét
cac bat dong va cac sai pham gitta cac dong nghiép co6 thé dan
dén mat mat tinh cam. Viéc lam nay sé tré nén kho khan hon
néu nhu ban lanh dao khong c6 tinh than dong doi. Nhiéu ban
lanh dao khong phai 1a nhom ma 1a iy ban, khi ma moi thanh
vién dai dién cho quyén loi cda rieng ho. Mac du khoé khan, vat
v, nhung viéc diéu chinh lai ban lanh dao la nén lam, vi d6 1a



mot nén tang can thiét dé xay dung chién luge lam cho
Kiddieville tré thanh nha dan dau thi truong.

Giai doan 2: Nhitng Iwa chon thuc té

J giai doan hai, ban lanh dao cda Kiddieville chuyén ti viéc
thong nhat nhitng diéu hién tai sang nhing diéu céng ty co
thé dat dugc. Ho mudn dua ra nhing lya chon c6 thé xay ra
trong tuwong lai. P6i v6i méi mat cta gia tri khach hang, can
phai khao sat thém nhing cau hdi sau day:

m Trong bat ci nganh céng nghiép nao, tiéu chuan gia tri
nao dnh hudng dén mong doi cia khach hang? Lam thé
nao dé cong ty dat duogc nhiing tiéu chuan do?

® Do6i v6i cac nha dan dau trong nganh ban 1& do choi,
nhing tiéu chuan thanh tich cia ho sé nhu thé nao trong
ba nam ntta?

m M6 hinh hoat déng cia nhitng nha dan dau nay sé nhu
thé nao dé dat dugc muc thanh tich d6?

Dua vao cac cau héi trén, Kiddieville phai suy luan ra viéc
kinh doanh sé di dén dau trong vong hai, ba nam nta va nhu
thé nao 1a tiéu chuan cda nha dan dau. Kiddieville muén lam
sang té moi sw mo ho dé co thé thay duoc su thay d6i mo hinh
hoat dong sé tac dong thé nao dén kha nang canh tranh cia
cong ty voi cac nha dan dau hién tai va tuong lai.

Dé lam duoc diéu dé, ban lanh dao c6 thé giam minh trong
mot can phong va dong nao. Loai m6 hinh hoat dong nao sé
gitip Kiddieville chiém duoc vi tri dan dau trong méi mat gia
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tri? Lam thé nao Kiddieville danh bai cac nha dan dau trong
thi truong cda ho? Suy nghi nén khac thuong, doc dao, va y
tudng tot c6 thé dén tir moi noi, bao gom cd mé hinh hoat dong
cda nha dan dau trong cac nganh cong nghiép khac.

Kiddieville phai dat dugc nhitng mic gia nao dé vuot qua
Wal-Mart va Toys “R” Us vé mat gia ca? Mot vai phan tich don
gidn c6 thé xac dinh dugc nhitng muc tiéu nay. Co cau chi phi
sé nhu thé nao, vdi mic gia cd dé, van tao ra lgi nhuan?
Kiddieville sé xay dung co cau dé nhu thé nao? Vi duy, Kiddieville
can phai cung cap nhitng gi cho cac nha san xuat dé mua dugc
hang hoa vdi gia thap hon gid cda Wal-Mart? Chang han nhu
Mattel, ho c6 hing thu vdi viéc duge wu tién trung bay trong
ctta hang khong? Kiddieville c6 thé gidm chi phi hoat dong bang
cach st dung tai san va hoat déng cia cac cong ty khac dugc
khong, chang han nhu mé rong ra cac khu vuc con tréng trong
cac tuan trudc Giang sinh?

C6 1é 1a khong. C6 thé sau khi suy nghi ki, ban lanh dao phai
quyét dinh rang trong cac mat gia tri Kiddieville khong c6 cach
nao dé dat duoc vi tri dan dau.

Thé nhung sy tién 1oi lai 1a mot co hoi chua dugc khai thac.
Mot cudc khado sat khach hang cho thay sy khong hai long
cda ho ddi véi cac dich vu tai cita hang ctda Toys “R” Us va
sy khong phong phu hang héa tai Wal-Mart va cac cia hiéu
16n. Kiddieville c6 nén can nhéac cac y tudng trai voi thong
thuong nay khong? C6 nhiéu co hoi dé xac dinh lai sy thuan
tién khi mua sdm do choi hay khong? Kiddieville c6 thé khdo
sat mo hinh hoat dong ctda cac nha dan dau vé sy tién 1gi trong
cac nganh khac nhu diém khéi dau cho cac cuoc thao luan
sang tao.



Ban lanh dao can phdi tim hiéu méi mat cda gia tri khach
hang theo cach tuong tw. Kiddieville c6 thé phat trién viéc kinh
doanh nhuong quyén déi véi cac sdn pham doc dao hay khong?
N6 c6 thé xac dinh lai quan diém ban 1é do choi bang cach cung
cap giadi phap toan dién cho sinh nhat va ki nghi, hoac dap tng
nhu cau tang qua cda 6ng ba, cd, chy, va nhitng ngudi khac
duoc khong? Trong mdi mat ctia gia tri, thé nao 1a vi tri dan
dau? N6 can phai lam gi dé dat dugc diéu d6? Mo hinh hoat
déng ra sao dé mang lai két qua tot?

Viéc dong nao suy nghi do6 cé hai két qua. Thit nhat, né giup
ban lanh dao biét dugc khoang cach gitta Kiddieville va cac
déi thd dan dau thi truong 16n nhu thé nao. Pong thdi, né
cing dua ra cac y kién twr binh thuong dén ki la, tir hién nhién
dén to tac, khong tudng vé cach x6a bd khodng cach dé. Dé
lva chon dugc cac gidi phap thi can su thdo luan gitta cac
thanh vién va c6 thé la ca nhitng thong tin ti cidc nhan vién
phan tich.

Cong viéc cudi cung trong giai doan nay 1a ban 1anh dao phai
dua ra danh sach nhitng su lya chon. Méi su lya chon bao gom
xac dinh r6 rang phuong thitc kinh doanh va phac hoa m6 hinh
hoat dong dé dat dugc diéu dé. Ban lanh dao cting c6 thé can
nhéc sy lya chon ma phuwong thiic kinh doanh la tét nhat
nhung chua xac dinh r6 mé hinh hoat dong thuc té.

Giai doan thit hai doi héi suy nghi thoang va tam thoi ngung
hoai nghi dé nhing ¥ tuéng dot pha nhanh chong xuét hién.
N6 thach thiic nha lanh dao phai thoat ra khéi suy nghi vé ganh
nang va sy mu md vé chuyén mon. Cac nha lanh dao Kiddieville
can xem minh la cac chuyén gia trong linh vic ctia minh, nhung
thuc té 1a ho chi biét r6 mé hinh hoat dong trong qua khit. Do
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do6, ho can phai c6 “su khong biét hitu y”, titc 1a dau 6c cla
mot nguoi bat dau, dé giai phong suy nghi cda ho.

Két qua cuda giai doan hai nay la mot danh sach ngan nhiing
st lwa chon da qua su khao sat ki ludng cida ban lanh dao.
Nhitng Iwa chon d6 1a sy xac nhan ban dau vé vi tri dan dau
cta ban lanh dao. Nhitng diéu d6 1a chac chan va duogc vach
ra ré rang. Nhung dé dinh hinh no6, can phai qua giai doan
tha ba.

Giai doan 3:; Cac ké hoach chi tiét
va cac lua chon quan trong

Lam thé nao dé Kiddieville hodc cac cong ty gap kho khan
tuong tu chon dugc mot phuong cach tt nhitng sy lwa chon
da duogc phat trién tir giai doan hai. N6 st dung nhitng nhém
su ti. D6 la nhitng nhém nhd ¢6 thanh tich cao dugc ban lanh
dao dy nhiém dé bién nhiing sy lua chon thuc tién dé thanh
cac gidi phap thuc té. Nhitng nhém nay bao gém nhitng nguoi
tai gioi nhat ctia cong ty, nhitng ngudi mong duoc diéu hanh
cong ty trong mot ngdy. Moi nhom su ti duoc quyén can nhac
mot trong nhiing sy lya chon kha thi va can than tra 10i cac
cau héi sau:

® Mo hinh hoat dong sé nhu thé nao - nghia 13, nhiing dac

diém cda quy trinh c6t 16, hé théng quan 1y, co cau, va
cac yéu td khac cda mo hinh nhu thé nao?

® Mo hinh sé tao ra siéu gia tri nhw thé nao?

m Cac muc do gia tri tiéu chudn ma thi truong yéu cau trong

cac mat gia tri khac nhu thé nao? Lam thé nao dé dat duoc?
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m Kich thudc thi truong tiém nang va thi truong hién tai cda
phuong thitc kinh doanh nay?

® Cac tinh huéng kinh doanh, bao gom chi phi, lgi nhuan,
va rui ro dé theo dudi sy lya chon nay la gi?

® Dau la nhitng nhan td thanh cong chd yéu trong viéc tao
ra hay bac bo giai phap nay?

m Lam thé nao dé coéng ty chuyén tit mo hinh hién tai 1én
mo hinh hoat dong mdéi trong khoang hai, ba nam?

Mot nhom tuong tw, nghién cttu vé cac van dé canh tranh,
sé cho ban lanh dao thay dugc gia tri cda viéc so sanh va tuong
phan nhitng kha nang trong tuong lai. Nhém nay sé cung cap
cho cac nha lanh dao Kiddieville nhiéu Iwa chon ré rang.

Cac nha lanh dao cubi cung ciing phai dua ra quyét dinh
quan trong vé nguyén tac gia tri - cai ma coéng ty dai dién va
cach hoat dong dé git dung 16i nta. Quyét dinh lya chon mét
nguyeén tac gia tri sé vach ra cho céng ty mot con duong lau dai.

Sau khi xem xét cac lua chon, cac nha lanh dao Kiddieville
chon theo dudi su tién loi trong mua sam la gia tri néi bat cda
cong ty, sau doé ho sé dua ra cac quyét dinh dit khoat, quan
trong vé co cau t6 chiic, hé théng quan 1y, qua trinh kinh doanh,
va van hoa. Mot m6 hinh hoat dong cho dich vu tién ich vugt
troi sé dugc vach ra cung véi mo hinh hoat dong cia cong ty
ma chung ta da miéu ta. N6 tap trung vao cac qua trinh cot 16i
cua dich vu khach hang va dich vu giao hang tan noi. Nhan
vién sé duoc tap hop thanh nhom dé dugc dao tao va huéng
dan. Cac hé thong duoc st dung dé quan 1y dich vu tién ich
khong c6 khuyét diém. Vi dy, Kiddieville s& 1a mot trong nhiing
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ngudi dau tién dau tu vao cong nghé diém ban hang hién dai
néu cong nghé nay cé thé gidm dugc suw cham tré trong thanh
toan tién.

Néu ban lanh dao Kiddieville lva chon mot huéng di khac -
chéng han trd thanh nha dan dau vé dd chai cho bé chua dén
tudi di hoc va trang thiét bi - ho sé phai dua ra cac quyét dinh
hoan toan khac vé co cau cong ty, hé thong quan 1y, qua trinh,
van hoa. Muc tiéu 1a tao ra cac sdn pham doc dao dugc cho la
t6t nhat trong cung loai sdn pham. Coéng ty can phai ndm ro
khach hang danh gia thé nao vé cic sdn pham hién tai, n6 sé
lam viéc chat ché véi cac nha san xuat ve thiét ké, tham chi no6
c6 thé xay dung va kiém soat nhttng mau thiét ké riéng cho
san pham. Nhan vién kinh doanh ctia cong ty c6 muc tiéu dan
dau sdn pham, can sy rén luyén, nang luc, thdi gian dé ban
duoc nhing loi thé clia cac san pham doc dao va khac thuong.
Viéc trung bay trong ctta hang va cac 1oi giai thich san pham
ciing 1a mot phan quan trong dé tao ra siéu lgi nhuan cho san
pham dan dau. Sv quan 1y, co cau, vai tro, va ki nang, tat ca
sé thay doi theo gia tri vuot troi ma Kiddieville cam két sé cung
cap. Hoat dong trong giai doan ba nay khong thach thic su
sap xép va sang tao cda ban lanh dao. Thay vao dé, n6 thach
thitc ho phai thé hién sy can ddm chwa bao gid cé. Ban lanh
dao co6 ty tin vao nhitng phan tich cia ho va kha nang trung
thanh véi mot kiéu hoat dong hay khong?

Su can dam, mac du van con nghi ngd, 1a can thiét béi vi
lya chon mot nguyén tac gia tri khong chi 1a suw lwa chon vé
nhitng diéu can lam, ma con 1a su lwa chon vé nhitng diéu
khong lam, vé nhiing diéu va nhirg nguoi bi bé lai trong cudc
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dua dén vi tri dan dau thi truong. Sé c6 nhiing quyét dinh kho
khan, dién hinh 1a mot s6 ban lanh dao khong thich gidi han
muc tiéu cda ho. Nhung khong xac dinh duoc tiéu diém, khong
chon dugc mot nguyén tac gia tri va tap trung vao no chinh la
nhitng diéu dua cac cong ty nhu Kiddieville roi vao tinh trang
xoang xinh. Nhitng ngudi can ddm sé dua ra cac quyét dinh
dé quay lai con duong dung. Sw hén nhat, chun budc trude kho
khan sé mai mai di cung voi nhing ki tc sai lam, va sy kho
khan sé khong bao gic cham duit.
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CHUONG 11

Tao Ra Su ToN SUNG
KuAcH HANG

Mot vai cong ty cé diéu do, mot vai thi khong. Chung toi goi
do 1a sy ton sung khach hang. Ban khong thé nao khong chu
¥ dén no cho dén khi ban tim thay céng ty co su ton sung khach
hang, nhung ban khong thé ngay lap tizc dua ra dinh nghia vé
noé. Su sung bai khach hang duge thé hién qua thai do va cach
cu x¥ cia moi ngudi. 6 1a diéu giup phan biét ngudi chién
thang va ké thua cuoc trong cuoc chién cho vi tri lanh dao thi
truong. Mot vai cong ty dan dau, thuc té ma chung toi biét duoc,
khong ai dat dugc vi tri nay ma khong c6 mdt van hoa roé rang
di lién v6i nhitng cam két gia tri cho khach hang.

Lam sao dé nhan biét né

C6 18, mot quan diém khong chinh xac khi cho rang sy sung
bai khach hang trén thuc té dién ra ¢ nhiing noi dé dang nhan
thay. Tham quan mot cong ty dan dau thi truong va héi tham
mat vai nhan vién binh thuong tai hanh lang rang: thanh cong
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c6 ¥ nghia nhu thé nao trong coéng ty ho va diéu gi khién ho tu
hao khi 1am viéc tai day. Ho c6 1é sé no6i dén sy thanh cong vé
nhiing gia tri ma ho mang dén cho khach hang. Niém ty hao
cda ho xuat phat t viéc ho c6 kha nang tiép can cac khach
hang cda minh, du truc tiép hay gian tiép, nhung diéu dé 1a c6
that. Thong qua nhiing t6 chitc ndy, ho biét dugc ho c6 thé tao
ra su khac biét cho ngudi mua va st dung cac san pham va
dich vu cua ho.

Tiép tuc noéi chuyén véi nhom cac nha dan dau thi truong,
ban sé& nghe dugc mot vai niém tin sau sic - chung toi goi 1a
cuong linh khach hang - bang cach nay hay cach khac, bao
gom hai khai niém: Thit nhat, gia tri khach hang la tiéu chuin
danh gia cudi cung khd nang lam viéc cda nhan vién. Thit hai,
phat trién gia tri va toc do phat trién 1a tiéu chuan danh gia
thanh cong cda nhan vién. Mot khi da gin két vao co cau cta
cong ty, cuong linh nay khién cac nhan vién st dung ca cai
dau, tay, va trai tim vdi mot sy tan tuy trong viéc mang dén
thém nhing gia tri cho khach hang.

Cuong linh khach hang khac nhau gitra cac cong ty theo dudi
cac nguyén tac gia tri khac nhau. Trong cac cong ty hoat dong
hiéu qua, diém néi bat 1a su céng hién cda cac nhan vién dé
duoc sy tin cay tt khach hang. Nhan vién cdm thay tu hao khi
khach hang tin tudng & ho, ho luén cb gang lam tron nhing gi
da hta. Ho muén dugc danh gia xem ho da dap tng duoc mong
doi cda khach hang nhu thé nao. Tai xé cda FedEx quyét chi
giao mot kién hang vao Iic 10g sang, bat chap con bdo tuyét,
nhiing tré ngai khoé khan, 1a tiéu biéu cho thai do do.

D6i véi cac nha dan dau vé sdn pham, suw sung bai khach
hang thé hién § nhiét huyét truyén ba cda nhan vién dé gay
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kinh ngac cho khach hang vé nhitng san pham mdi, va lam cho
khach hang danh gia cao cac gia tri cda san pham do (tinh
nang, su doc dao, su tuyét voi). Hodac né thé hién & su say mé
cua nhan vién trong viéc tao ra nhitng 1oi ich hoan toan mdéi
cho khach hang.

Trong cac cong ty than thién véi khach hang, né thé hién &
su thich thu that sy khi trd thanh nguoi ban tdm tinh va ngudi
c6 van dang tin cay ctiia khach hang. Cac nhan vién giup khach
hang cai thién kinh doanh cda ho va tao ra thém nhting gia tri
ngoai nhitng san pham, dich vu ma khach hang mua.

Tai sao no quan trong

Mot cach khon khéo, cac nha dan dau thi truong da dan két
nhing déc tinh, triét Iy ton sting khach hang vao viéc quan ly
hang ngay ctia ho. Cwong linh khach hang cta ho tao cho nhan
vién y thitc chung, su hiéu biét sau sic vé nhing diéu ho dang
lam va tai sao, va y thitc vé thanh qua. Cac nha lanh dao mudn
moi nhan vién ctia minh sé chiu trach nhiém cho nhiing gi minh
lam. Cung cap gia tri khach hang 1a moét muc tiéu ré rang va
c6 thé dugc sit dung nhu mot bai kiém tra gay go doi voi su
thanh céng cda ca nhan va tap thé: To6i (chung t6i) c6 sttc dnh
hudng hay khong? Cong viéc cua toi (chung t6i) c6 dang lam
khong? C6 con nhitng cong viéc quan trong hon ma can toi
(chung t6i) lam khong?

Néu khong tao ra muc dich chung ma su sung bai khach hang
1a hién than cda no6 thi cong ty khé c6 thé tré thanh nha dan
dau mot nguyén tac gia tri.



Su sung bai khach hang hiéu qua cé thé giup gidi quyét
nhitng 16i rén ri, than phién tiéu cuc. Cac nha dan dau thi
truong khong thé nao chiu dung dugc nhiing 16i ca than “N6
khong té u?” va nhitng 16i can nhan, “Cong ty chi toan 1a Ita
dao” hay “Gia nhu ho nghe t6i”.

Lam thé nao dé tao ra né

Dé dén duoc noi con nguodi séng cung voi cuong linh doi héi
né luc to 16n va khong ngung dé diéu khién suy nghi va hanh
vi ctia con ngudi. Dé thiét 1ap co sé, cac nha dan dau thi truong
khong doi cho dén khi tinh toan ra tat ca chi tiét cda nguyén
tac gia tri va moé hinh hoat dong. Ngay khi ho quyét dinh chon
mot nguyén tac lam trong tam cuda viéc kinh doanh, ho da bat
dau néu ra su tiép thu cuong linh khach hang méi. Trong thuc
té, ho lam cho t6 chitc hoat dong hiéu qua nho vao nguyén tac
gia tri sém dugc thyc hién.

Viéc xay dung su ton sung khach hang, cling giéng nhu
nhitng né lyc thay doi to 16n cta t6 chiic, can tuan theo nhitng
nguyén tac co ban. Doi v6i nhitng ngudi bat dau, ho can thau
hiéu cuong linh ¢ ¥ nghia nhu thé nao trong thuc tién. Cac
nha dan dau thi truong minh hoa diéu nay bang cach truyén
dat nguyén tac gia tri va ham y cda n6 vé mo hinh hoat dong
cda cong ty mot cach chinh xac, dé hiéu. Ho khong bd sot mot
co hoi nao dé 1ap lai cham ngon co ban vé diéu ma cong ty dai
dién va diéu dugc mong doi ¢ nhan vién. Cac loai thé nhé gon,
cac ap phich quang cdo c6 ¢ khap moi noi, cac vat dung ca
nhan dé ban khéng ngimg nhac nhd moi ngudi vé niém tin sau
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sac cda cong ty. Nhitng vat dung dé co thé dugc xem 1a 16i thoi
nhung doi véi cac nha dan dau thi truong chung biéu hién cho
sy quyét tam.

Budc tiép theo 1a khong chi khién cac nhan vién hiéu ma con
phai di theo cuong linh dé. Cac nha dan dau thi truong day
tham vong mong mué6n cuong linh dé sé danh vao tinh cam
sau sic nhat cda con nguoi. Ho mudn nhan vién cda ho moéi
sang thirc day véi cdm giac mot ngay that quan trong. Ho mudn
moi ngudi biét duoc nhing diéu sé lam dé tao ra gia tri khach
hang chit khéng phai 1a nhitng diéu sé 1am dé cho hét mot ngay.

Dé c6 dugc dong luc cam xic, cac nha dan dau thi truong
c6 gang tim ra cac don bay hoat dong. Vi du, ho c6 thé lam
moi thit dé thué va git lai nhitg nguoi thich thi méi truong
lam viéc dac biét cia ho. Ho sé thudng va cong nhan sy dong
g6p ca nhan nhu mat sy can thiét. Ho tao ra mot moi truong
cho moi nguoi ty do thé hién minh. VA an twong ma ho mang
dén théng qua nhiing thong diép, biéu tuong, va hanh dong
du 16n hay nhé déu nham phuc vu cho mot muc dich. Nhitng
van phong rong rai va quay ca phé ctia cac nha dan dau vé
san pham mang lai mot hinh anh khac so v6i nhiing noi lam
viéc nghéo nan, hiéu qua tai cac cong ty hoat dong c6 hiéu qua.
Cac nhan vién than thién véi khach hang thuong quan tam
nhiéu dén khong gian 1am viéc tai noi kinh doanh cda khach
hang (va ludén xuat hién trong hop thu thoai cda khach hang)
hon 1a noi lam viéc tai tru sd cua ho.

Nguyeén tac cudi cung dé lam cho cac nhan vién thuc hién
cuong linh khach hang 1a luén thic giuc hanh dong. biéu dé
c6 nghia la thao b cac kho khan gay trd ngai cho cac nhan
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vién thyc hién nhitng diéu ma ho cho 1a can thiét. Diéu dé c6
nghia la cung cap cho nhan vién nhiing cong cu va ngudn luc
ho can dé ho lam viéc c6 nang suat va hiéu qua.

Cuong linh khach hang
va phong trao chat lwong

Trong khi tao ra su ton sung khach hang, nhiéu nha dan dau
thi truong da khéo 1éo muon va xay dung dya trén phong trao
chat lugng. Nguyén 1y co ban ctiia phong trao chat luong 1a cong
viéc dugc xem nhu 1a mot qua trinh phai tuan theo hé thong
phat trién va khong ngung cai tién. C6 nhiéu nguyén tac khac
hé trg diéu nay. Mot trong s6 do 1a “tap trung vao khach hang”
(ky vong cda khach hang) dé xac dinh két qud mong muén cia
qua trinh. Mot nguyén tac khac 1a “ngan can, khong stta chita”,
day 1a 10i canh bao phai trung thanh véi cac tiéu chuan va thu
tuc cong viéc duogc kiém tra. Nhung nguyén tac “do luong moi
thit” dam bao rang nhitng s6 liéu va Iy luan duoc st dung dé
dan dét sy cdi tién qua trinh, rang cac cong nhan luoén c6 dong
co lam viéc. Tat ca nhitng nguyeén tac trén, thuong dugc thay
déi trén cac ban tin ¢ cac cong ty coi trong chat lwong, thira
nhan rang sy tham gia ctia cac nhan vién lam nhing nguoi
déng gop chinh va kiém tra qua trinh lam viéc 1a can thiét.

Cac nha dan dau thi truong biét rang nhiing 1y luan co ban
cda cac nguyén tac chat lwong nay la khong thé bac bd, nhung
cling nhan ra rang chi véi nhitng nguyén tac chat lugng nay
khong dd dua nhing ké cham chap trén thi truong tré nén kha
hon. Cac nha dan dau thi truong biét rang su thay doéi chat
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lugng khong phai 1a nhan t6 quyét dinh vi tri dimg dau thi
truong. Do d6, ho rat can trong lwa chon cach thiic 4p dung
nhting khoa hoc quan 1y vao ca ba nguyén tac gia tri. Bac biét,
suy nghi rang quan 1y chat lwong khong thé dap ting duoc nhu
cau toan dién ctia cwong linh khach hang:

m Cuong linh khach hang khong tap trung vao viéc thoa man
nhu cau khach hang, ma tap trung vao viéc cung cap cac
gia tri vugt troi - khong phai bat ct loai gia tri nao, va
cling khong phdi lam hai long bat ctt khach hang nao.
Cuong linh tap trung lam théa man nhitng loai khach
hang ma coéng ty quyét dinh phuc vu cac gia tri ma ho
mong mudn.

® Maic du nhiéu coéng ty ap dung tw duy chat lwong vao moi

qua trinh hoat déng, nhung trong thuc té no sé thanh cong
hon véi cac qua trinh duge chi dan béi nhitng mong muén
ré rang, cac két qua do lwong dugc, va bao gom co cau
cong viec.
San xuat va cac ho trg khach hang co ban la nhitng vi du.
Tu duy chat lugng sé kho ap dung trong cac cong viéc it
6 co cau 1o rang nhu tiép thi, thiét ké san pham, hé thong
thong tin. Dé dat duoc gia tri khach hang dac biét can phai
trai qua nhiéu qua trinh, mot vai qua trinh dugc két cau,
con mot vai thi khong. Quy tac chat luong dugc ap dung
cO gidi han.

m Tuong ty, trong khi viéc quan 1y chat lugng nham dat duoc
sy cai tién khong nging, cuong linh khach hang lai tap
trung vao nhitng khu vire ma su ky vong cua khach hang
duoc gia tang va gia tri dugc ddy 1én tam cao mdi, thong
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qua cac cdi tién khong ngung hoac cac dot pha dinh ky.
Viéc tap trung chinh xac hon doi hoi cac nhan vién phai
c4i m@, tam nhin huéng veé tuong lai, chit khong phai mong
muoén hién tai cia khach hang.

Nhitng diém khac biét gitta chat luong va su sung bai
khach hang khién cac nha dan dau thi truong phai tuan
theo nhitng nguyén tac khac. Nhimng thay déi trén cac ban
tin c6 thé 1a nhitng diéu sau: “Gia tang gia tri”, “Séng voi
khach hang”, “Hay la nguoi ung hé khach hang”.

Gia tang gia tri

Viéc gia tang gia tri bat dau tt chinh méi nhan vién. Y tudng
lam cho moi ngudi quan tam dén viéc ho da tao ra gia tri khach
hang t6t nhu thé nao phu hop véi nguyén tac gia tri cia cong
ty. M6i nhan vién can mot céng cu nao do - chdng han nhu
phiéu thanh tich ca nhan - dé giup ho tu danh gia ban than
minh trong bén van dé trong diém sau:
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Cong viéc cda toi tao ra gia tri cho khach hang nhu thé
nao? N6 c6 déng goép gi vao nguyén tac gia tri cda cong
ty khong? (Néu khong, hodc néu cau tra 1oi khong ré rang
hoac khong thoa dang, cac nhan vién nén ty hoi ho c6 nén
tiép tuc cong viéc khong?)

Nam nay, t6i co tao ra duoc nhiéu gia tri hon nam ngoai
hay khong? Néu c6 thi do dau, néu khong thi tai sao?
Ban than t6i c6 thé lam thém nhing gi dé dong gop thém
nhiéu gia tri cho khach hang vao nam t6i? Lam thé nao



toi 6 thé giip do cac dong nghiép tang thém su dong gop
vao gia tri khach hang nam t6i?

m Diéu gi gitip thé hién kha nang lam viéc t6t hon cida toi
trong nam t6i? Toi can phai lam gi dé vuot qua nhimg kho
khan?

Bang cach déu dan ty hoi ban than nhing cau héi trén hodc
nhiing cau tuwong ty, cac nhan vién sé c6 khai niém co ban vé
tw danh gia ban than. Nhing cau héi nhu vay sé tao nén nén
tang cho cac cuoc thado luan v6i dong nghiép cia ho, nhiing
ngudi cung dia vi, cap trén, cap dudi dé ddm bao rang ho biét
duoc diéu gi 1a quan trong, ho phai theo duéi né nhu thé nao,
va ho phai cung nhau lam viéc nhu thé nao dé dat dugc muc
tiéu chung.

Cac cong ty dan dau thi truong két hop nhitng suv tu danh
gia nay véi viéc kiém tra khach quan, ¢6 hé théng thanh tich
toan dién cda cong ty. Ho st dung nguyén tac quan 1y chat
lugng toan dién, 1ay nhitng so liéu thuc té dé nghién citu hanh
dong. Ho nhadm vao mong mudn va quan niém cda khach hang,
vao thanh tich cda nhing qua trinh hoat déng quan trong, vao
hoat dong ctia cac doi thu canh tranh va cac cong ty dan dau
trong cac nganh cong nghiép khong lién quan.

Véi cac phuong phap khach quan danh gia thanh tich cua
ca nhan va tap thé, mot cong ty co thé tang cuong phuong cham
phuc vu khach hang. Vi du, ban lanh dao c6 thé nhan ra rang
khong phai chi tién bac méi diéu khién dugc con ngudi. Su cong
nhan cda cong ching la mot dong lyc manh mé, né cho phép
cac nha dan dau thi truong khang dinh duge diéu gi la quan
trong vdi ho. Trong cac cong ty hoat dong hiéu quad, hinh thic
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cong nhan cao nhat c6 1& dua vao nhan vién gidi nhat cda nhom.
Con trong cac coéng ty dan dau vé san pham, thanh cong cia
ca nhan sé dugc cong nhan. Trong cac cong ty than thién véi
khach hang, danh du to 16n nhat thudc vé cac nhan vién ma
khach hang khong ngung ca nggi su dong gop cua ho.

Trai voi nhitng khen thudng, nhitng 16i khién trach thuong
duoc chia thanh timg phan véi su suy xét dung dan. Cac cong
ty hoat dong hiéu qua khong ngung ngai trach phat cac thanh
vién khi nhém cda ho vi pham cac tiéu chuan trong cong ty.
Cac nha dan dau vé san pham ciing khong nging ngai ha cap
cac nhan vién co6 thanh tich qua kém. Trong mot pham vi 16n
hon, van hoa ngudi hung cia mot vai cong ty dan dau vé san
pham sé khién moi nguoi tu diéu chinh hanh vi cda minh bang
cach déi xit tho o ding dung véi nhitng nguoi ¢6 thanh tich
dudi mic trung binh. Tai cac cong ty than thién véi khach
hang, nhiing nguoi c6 thanh tich kém sé nhan duoc thong bao
khi ho duoc giao lam viéc véi nhitng khach hang dé chiu nhat.

Mot dac diém dang chu y cda cac cong ty dan dau thi truong
1a cac vi lanh dao cap cao khong nging cong hién cho cuong
linh khach hang. D€ gia tang gia tri, cAc nhan vién can phai
theo déi hoat dong ciia 6ng chi. Cau chuyén vé Bernie Marcus,
ngudi ding dau cia Home Depot, da di ra nha sau cda mot
trong nhitng cita hang va nhan ra mot cai mé léch cda thg thu
cong Sears nam trong déng hang ma khach tra lai. Marcus cho
goi cac nhan vién dich vu khach hang, dua ra cai mé léch va
hdi xem ai da cho nhan lai chiéc mé léch do, vi Home Depot
khong ban mé léch nhan hiéu Sears. Mot nhan vién da thira
nhan sai sot, roi sau dé 6ng Marcus da bat cudi. Ong cho rang
day 1a mot vi du dién hinh rang ai d6 da chiu trach nhiém khi
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thuc hién nhiing diéu khong chinh théng dé 1am hai long khach
hang. Ong nhac nhd moi nguoi khong bao gid quén mang lai
thém nhiéu l¢i ich cho khach hang.

Quan ly t6t doi hdi nhitng m6 hinh vai tro tot. Hau hét cac
nha ding dau thi trudng ciing lam tuong ty nhu Bernie Marcus
- khong chi cac nha lanh dao ma toan b6 nhan vién trong
cong ty.

Song v6i khach hang

Hang ngan vi giam déc ngoi lam viéc tai hang ngan van
phong, bang long véi viéc ho c¢6 thé biét dugc moi thit vé khach
hang ma khéng can phai né Iige nhiéu. Ho nghi rang ho c6 thé
chi can khodng mot ngay méi nam dé tham quan co sé cta
khach hang. Hoac rang ho c6 thé hiéu tat ca ngudi tiéu dung
bang cach tro chuyén véi mot vai nguoi tai quay tinh tién. Mot
vai vi giam doc nghi rang ho ¢6 thé biét dugc cam giac khach
hang bang cach di cung xe tai giao hang cta cong ty, doc cac
bao cao nghién cttu thi truong, ndm rd cac cudc khao sat khach
hang, hoac tham gia vao cac nhém trong diém.

Nhung khong phai vay. D6 khong phai la cach ma cong ty
dich vu thé AT&T Universal néi 1én, thach thic cac nha phat
hanh thé khong 16. D6 ciing khong phai cach ma Southwest trd
thanh hang hang khong chu lyc trong nhing thi trudng hang
khong ban rén nhat cda qubc gia.

Hau hét cac nha lanh dao déu bi mang tiéng la thiéu trach
nhiém trong viéc diéu tra suy nghi, tam tinh ctia khach hang.
Nhitng cudc nghién ctru tinh cd va khong lién tuc duoc coi la
van chua dd. Chung lam sai léch nhiing quan diém cda cac vi
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lanh dao vé khach hang, ma cac nha khoa hoc xa hoi goi la
“dau tich giai thoai”. Néu hau hét nhiing khach hang ma ho
vO tinh nhin thdy déu vui vé thi ho sé c6 khuynh huéng két
luan rang da s6 khach hang déu vui vé. Piéu dé khong phai
luon ludén dung.

Nguoc lai, cac nha lanh dao trong cac cong ty thuc sy thanh
cong thi lai “séng véi khach hang”. Piém khac biét 1a ho khong
nging nod luc, chiu khé lam cho moi nhan vién thau hiéu dugc
khach hang, ném trai nhitng diéu khach hang da trai qua, cam
nhan theo nhu cach cia khach hang. Song cung véi khach hang
sé lam tang su nhay cam cda cac nhan vién doi véi sdn pham,
dich vu cta ho, khong chi tai thoi diém mua ban ma ngay ca
khi tinh méi la da tan bién.

Séng cung véi khach hang khong phai 1a mot su viéc nhat
thdi ma gdm nhiéu giai doan, né tré thanh mét phan quan trong
va dugc thuc hién déu dan trong ké hoach lam viéc cia méi
ngudi. Ho cho rang hiéu ré khach hang, ttr dé tinh cho dén kho
chiu, 1a mot trach nhiém. Trén thuc té, ho biét rang chinh nhimg
nguoi dén sau ludén thach thire cong ty nhiéu nhat, va lam nhu
vay sé mang lai cho cong ty thém nhing cach thiic méi dé cai
tién gia tri.

Séng cung voi khach hang 1a mot kinh nghiém gan véi thuc
té. Khi héi cac nhan vién tai cong ty dich vu thé AT&T Universal,
diéu gi khién cac vi quan 1y tai cong ty nghe cac cudc goi dich
vu khach hang hai gio moi thang. Hoac hoi cac nha quan ly
tai McDonald’s. Ho c6 thé lam bat ct diéu gi tai tru s& cling
nhu pham vi quan ly dé thu dugc nhing y kién phan hoi tw
khach hang. Ho theo déi va phan tich cac y kién, kinh nghiém
cda hang tram ngan khach hang moi nam. Va ho hanh dong
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dya trén nhiing thong tin do, gan né véi méi quyét dinh trong
viéc tim ra cach cai thién khau vi ctia khach hang.

Séng cung véi khach hang c6 nghia 1a bao gom moi ngudi
trong tiép thi, ban hang, hodc dich vu khach hang. Moi nguoi
trong cong ty, tit cong nhan cho dén lanh dao déu c6 day dd
thong tin va phan hoi vé cong viéc ctia ho dnh huéng dén danh
gia cda khach hang nhu thé nao. Mot nha san xuat xe may
hang dau st dung phuong phap hé théng ma né goi 1a quan
ly gia tri dé hé thong hoa cac kinh nghiém khac nhau ctda khach
hang vé xe may. Nhitng thong tin sau khi duoc hé thong lai sé
duoc doi ngi ki su st dung dé can bang hodc can bang lai
nhiing diéu bat budc trong thiét ké nhu trong lwong, chi phi,
tinh da dang, kiéu dang, thd&m m¥ cho phu hgp v6i mong doi
va udc mudn cda khach hang.

Du vay diéu quan trong la nhan vién van ludn tap trung. Ho
khong mudn gan bé véi moi khach hang, chi gan b6 véi nhimg
khach hang ma nguyén tic gia tri ciia cong ty nham dén.

Hay hanh dong nhu nguoi bién ho
cho khach hang

Tham chi nhitng nhan vién c6 nang lyc ciing khong dwa ra
duoc cac gidi phap dé dang cho méi van dé. Khach hang c6
thé c6 nhitng nhu cau khac la, chua ting thay. Cac nhan vién
can phai nhin ra cac co hoi dé cai tién san pham, dich vu ma
khong ai thay dugc trude dé. Can phai lam gi? Néu khong thé
tim dugc cau tra 10i trong diéu 1é cda cong ty hodc nhing viéc
lam hién tai khong phu hop dé gidi quyét tinh hudng nay, phai
lam gi sau do?



That don gidn: hdy yéu cau cac nhan vién st dung tai nang
cda ho. Hay cho ho - du & tuyén dau hay tuyén sau - ddm nhiém
vai tro la ngudi bién ho cho khach hang. bong vién va trang bi
dé ho xit Iy nhitng van dé anh hudng dén su tao thanh gia tri
mot cach hgp 1y va ré rang. Nhung phai dam bdo la ho bién
ho cho nhitng khach hang phu hgp voi nguyén tac gia tri cda
cong ty.

Nhiing diéu 1é chung ma cac nha ding dau thi truong thuong
st dung dé cho phép nhan vién cia ho hanh dong nhu nhing
nguoi bién ho cho khach hang la théng than. Ho xay dung nang
luc cho nhan vién. Ho mé ra cac hudng giao tiép gitta moi nguoi
trong céng ty ma su hop tac 1a then chot trong viéc giadi quyét
cac mong muodn cia khach hang. Ho luon san sang cung cap
thong tin, va dwa ra phan hoi nhanh chéng dé cac nhan vién
biét dwoc diéu gi 1am va diéu gi khong lam. Ho khuyén khich
nhan vién hoc tap nhiing no lyc cua ho, va duong nhién, cung
cap cho nhan vién nhitng bai hoc dao ditc, su tu tin, sy khich
1é trong cac nd lyc dé dé cai tién mat gia tri.

Su bién ho cho khach hang la hanh dong trong hién tai va
tuong lai. Cac nha dan dau thi trudng han nhién 1a c6 hing
thu dap ting hét moi nhu cau va mong muodn hién tai cda khach
hang. Va ho cling quan tam dén viéc dap tng duoc nhitng
nguyén vong, udc mo cda khach hang, titc 1a mong muén trong
twong lai vé gia tri. Lam thé nao dé cac cong ty dap ung dugc
cac mong muén trong tuong lai dua trén nguyén tac gia tri ma
cong ty theo dudi.

Cac cong ty hoat dong hiéu qua luon khuyén khich su thay
déi trong nhitng thi tuc hoat dong hon la hanh dong nhat thai
cuia chi nghia anh hung. N6 khong c6 y nghia trong viéc nhan
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vién cda ho theo dudi cac nhu cau khac thuong cda khach hang.
Hon nitta, cac cong ty quan tam dén viéc tao ra cac phuong tién
giao tiép ma gitp ho lay duoc nhitng thong tin khach hang,
nhitng thong tin nay rat hitu ich cho viéc cai thién hé thong.

Vi du, Toyota luén khuyén khich nhan vién dua ra cac y
twdng va dé xuat. Cong ty da thanh céng vuot trdi trong viéc
do (20 triéu y twdng trong 40 nam, hoac hang ta y tudng/nguoi
moi nam) va thuc hién phan 16n nhing v tudng dé. Bau 1a bi
quyét cia Toyota? Ho thiét 1ap qui trinh kiém tra truéc nhiing
¥ tudng cla nhan vién (chang han, héi ho xem nhitng v tudng
do co6 tap trung vao cuong linh ctia cong ty hay khong). Sau
do, ho sé gti nhitng ¥ twdng da qua kiém tra vao mot qui trinh
hé théng dé khai thac nhitng y tudng co gia tri.

Trong cac cong ty ditng dau vé san pham, su bién ho khach
hang c6 thé bao gdom viéc ung ho cho nhitng khai niém san
pham mdi vi 1oi ich cdakhach hang, c6 gang thuyét phuc cai
tién hoac lam noi bat nhing san pham méi chwa wu t4, lam
viéc voi khach hang dé tim ra diéu gi can phai gia tang trong
biéu hién ctia san pham. Tai Silicon Graphics, cac nha phat trién
va thiét ké san pham sé cung lam viéc v6i cac khach hang hang
dau dé dinh ra cac san pham cao cap. Tai mot cong ty hang
dau vé cac thiét bi am thanh, cac vi giam doc tiép thi thuong
di cung cac ki su vong quanh thé gi¢i dé viéng tham moi ngudi
tai tat ca cac van phong cda mot cong ty khach hang 16n da
quoc gia. Ho giup nhan vién cda khach hang - khong chi 1a
cac nhan vién & tru sé chinh - tao ra nhiing dac diém cho san
pham méi cda ho.

Cac cong ty than thién vdi khach hang thuong dugce cho la
rat coi trong viéc ing ho sé thich ctia khach hang. Nhan vién
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tai cac cong ty nay la tiéu biéu cho su bién ho khach hang, vi
cong viéc hang ngay ho 1a chim dam trong cac van dé cia
khach hang. Ddi véi ho, nhiing 16i ca ngoi vi 1oi ich khach hang
la thuwong xuyén.

Sy ton sung khach hang thuc sy khong tudn theo mot khai
niém ré rang nao ca. Nhung ban sé biét n6 khi ban thay no,
va ban sé bd 16 né khi né mat di. Su sung bai khach hang con
hon ca khai niém trivu twong. D6 1a mot phan con duong ma
cac nha dan dau thi truong di mdi ngay.
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CHUONG 12

Duy Tri Vi Tri DAN DAu

TAm hinh mot nguwoi dimg trén mot chiéc xudng trén trang
bia tap chi Fortune nam 1986 1a Kenneth Olsen, ngudi sang
1ap va sau nay la chu tich cia tap doan Digital Equipment. Ong
ta dugc lén trang bia vi da dan dat cong ty lap ki luc vé loi
nhuan va tang truéng. Nhung chi vai nam sau, Olsen bi lat do
bédi ban giam ddc, bi budc phai nghi huu. Phai chang su ca ngoi
cda Fortune 1a nu hon cda than chét?

Olsen khong phai la loai ngudi bi anh hudng béi du luan. Su
suy sup cuia ong ta, tuy nhién, da mang lai lan s6ng maéi doi
v6i su 6n dinh cda nhiing hiéu biét vé quan 1y cong ching, rang
khi ma gwong mat ctia nhitng nha lanh dao tai ba xuat hién
trén trang bia cac tap chi thwong mai hang dau thi cong ty cda
ho cting bat dau suy sup.

Hét 1an nay dén lan khac cac cong ty roi vao tinh trang tri
tré trong vai nam. Diéu nay xdy ra véi IBM, Westinghouse,
American Express, Kodak. Sy can thiép cda truyén thong tré
thanh mot 16i nguyén rda.



C6 1é khong c6 moi quan hé nguyén nhan két qua nao duoc
thiét 1ap gitta s noi danh va su suy sup, nhung nhimg du vi
ma cac cong ty phai chiu dung khi udng loai rvou nang vé danh
tiéng da qua pho bién dén néi khong thé 1am ngo. Nhiing ngoi
sao ctiia ngdy hom qua nhanh chéng trd nén hét thdi trong ngay
nay khong phai chi tai vi tai wong cda s6 phan. Chung toi tin
rang cac cong ty dugc ca ngoi va tan duong thuong roi vao tinh
trang suy tan vi ho khong gitt dugc nhitng chién lwoc da dugc
vach ra. Pat dugc vi tri dan dau thi truong, nhiéu céng ty an
mung chién cong cda ho, nguéng mo mo hinh hoat déng cia
chinh ho, khai théc 1¢i thé ctiia ho dé mang lai lgi ich cho ¢6
dong. Dbon gian la ho dang théa man vdi nhitng vinh dy dat
duoc. Vi ho ¥ vao su ca ngoi nhiét tinh nén ho khong thay dugc
ho dang vi pham nguyén tac chd dao ctia nha lanh dao thi
truong: Thong tri thi trudng bang viéc cai tién gia tri theo nam
thang.

Duy tri vi tri dan dau la mot cong viéc chiém toan thoi gian.
Néu cong ty khong huy dong moi sinh luc dé khong ngung tao
ra nhitng cai thién 16n vé mat gia tri thi né sé khong thé gitt
duogc vi tri dan dau, dac biét 1a khi cac d6i thid luén tich cuc
lam viéc dé danh bai cac nha dan dau va gianh lay vi tri d6
cho ho.

Nhung tap trung va tan tuy vao gia tri khach hang la mo6t
diéu khé. Thanh cong thuong mang dén su xao lang va cling
nhiéu su hoi tiéc vé viéc cham tré cai tién.
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Pé duy tri, ban phai luén
khong ngung cai thién

Cac cong ty mong muodn thoat khéi sé ménh da lam sup do
nhiing tap doan nhw Digital phai chdp nhan rang kinh doanh
1a mot thé gidi bat chudc mu quang. Trong kinh doanh rat kho
dé git duoc doc quyén lau dai vé san pham, quy trinh, cong
nghé, va ca chién lugc. Moi nguoi canh tranh nhau nhiing diéu
da tao nén thanh cong - néu nhw ho khong thuc sy sao chép
lai. Hau hét cac nha dan dau thi truong déu bi nhing ngudi
than phuc va déi thi sao chép su thanh cong ctia ho. Hang
hang khong Continental dang ¢ gang tai tao lai mo6 hinh hoat
dong ctia hang hang khong Southwest. Microsoft cting dang déi
choi d& doi véi cac hé-dieu hanh dé sit dung cda Apple
Computer. Va cong ty Consolidated Freightways’ Menlo Logistics
cing st dung cung phuong phap vdi Roadway Logistics
Systems dé tao dugc sy than thién voi khach hang.

Nhitng ké bat chudec mu quang lic nao ciing c6 trong tat ca
cac nganh cong nghiép. Vay lam thé nao cac nha ding dau thi
truong trong bat ki nguyén tac gia tri nao duy tri duogc vi tri
ctiia ho? Ho van duy tri nguyén tac gia tri ciia ho va canh tranh
sau sac voi thanh cong cua chinh ho. Ho khong ngumg lam viéc
va dong thoi cai tién mo hinh hoat dong, 1am cho né tré nén
16i thoi. Nhitng cong ty hoat dong hiéu qua ludn cd gang no
luc dé dat duoc nhimg tiéu chudn mdi vé gia ca va dich vu tién
ich. Nhitng cong ty than thién véi khach hang sé c6 gang lam



cho nhting gidi phap toan dién cda chinh ho trd nén 16i thoi.
Cac nha dung dau vé san pham sé c6 gang lam suy giam nhu
cau doi v6i cac san pham hién c6 bang nhitng sdn phadm md&i
dang kinh ngac. Ho nén lam nhitng diéu do6 t6t hon dé canh
tranh.

D6i v6i mobi nha dan dau thi truong, nhiing 1gi thé vé gia tri
t khach hang c6 dugc 1a do siét chat tiéu chuan thanh tich,
sap xép lai quy trinh lam viéc va nang cao nang luc.

D6i vébi cac cong ty hoat dong hiéu qud, thach thirc 16n nhat
1a su chuyén sang thé hé tiép theo ctiia nhiing tai san duoc tiéu
chuan hoéa dé dat dugc budce tién vé hiéu qud. Con cac cong ty
ding dau vé sdn pham, thach thirc 16n nhat 1a phai tim ra
nhitng cong nghé mdi, khai niém mai ma diéu ndy nam ngoai
kha nang cda ho. Péi véi cac cong ty than thién véi khach hang,
thach thuc cda ho la xa rdi cac giai phap hién tai, dua ho va
khach hang dén cac mo hinh tiép theo. Nhing diéu khac biét
vé nhitng thach thic tao ra cac gia tri tot hon dugc minh hoa
trong Hinh 11.

Hay lan lugt xem xét cac thach thic do.
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Duy tri hiéu qua hoat dong

Mot vai cong ty nhan manh viéc ap dung nhiing tai san gitp
gia tang hiéu qua dén mitc d6 ma ho dau tw qua nhiéu vao mod
hinh hién tai. Cac céng ty thinh vuong cé thé chiu duoc kinh
phi d6, do d6 ho c6 ging gia tang hiéu qua bang cach mua
cac may moc mai la. Giam doc bo phan ké hoach thuong thuyét
phuc cac giam doc tai chinh trong cac du an ma sé bi phan
d6i néu lam khéc di vi mang lai qua it 1¢i nhuan so véi chi phi.

American Express da roi vao tinh trang nay trong nhitng nam
80; chuong trinh Genesis 1 ti USD cda né la mot nd lyc day
tham vong dé nang cao hiéu qua hoat dong nhd vao cong nghé
thong tin. Theo nhu ké lai, AmEx da luu tr mot luong 16n thong
tin trén cac mau ban hang ctia cac nhan vién. N6 muén c6 dugc
nhitng cong nghé thong tin tién tién nhat. Nhung nd luc dé bi
xao lang béi nhiéu moéi lo cap bach hon, dac biét 1a suw nhay
cam cta cac khach hang thuong gia va nguoi tieu dung doi véi
viéc tang gia. Viéc dau tu lon vé hiéu qua nay cudi cung chi
lam tang thém co cau chi phi cia AmEx.

®m Nguy co: Tai san trd thanh tiéu san (ng)

Cac nha dan dau thi truong c6 thé dé dang tén qua nhiéu
thoi gian dé tim ra cach st dung tot hon cac tai san khong
con thich hgp. Tai American Express, bo phan cong nghé cao
SABRE da nghién ciu viéc t6 chitc hop 1y cac thud tuc hoat
dong, hé thdng hoa viéc dat vé, cung cap nhién liéu cho may
bay. Nhung cac tai sdn chud yéu cida American nhu la may bay,
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16i ra vao san bay, cd s ha tang quan trong thi van khong duoc
cai tién.

Cac trung tam 16n cda American dat tai Dallas/Ft. Worth va
Chicago’s O’Hare c6 chi phi cao hon so véi Southwest tai cac
san bay nhd hon tai cing thanh phé (Love Field va Midway).
Cac may bay ctia American c6 nhiéu nhan hiéu va mau ma.
Do 1a loai da dang lam tang thém su rac réi, khong dem lai hiéu
qua. Va hé thong SABRE 1a mot tai san ton nhiéu chi phi, thu
hut nhiéu dau tu 16n hing nam dé bao quan. American Airlines
da c6 nhing loai tai.san thich hgp dé thiét 1ap mé hinh hoat
dong cho viéc kinh doanh hang khong trong nudc, nhung
ching khong phai la nhitng tai san thich hgp cho mo6 hinh hoat
dong hiéu qua cao cda Southwest. Co cau lai nhiing tai san 16n,
c6 dinh nhu thé nay la mét diéu khong thé tranh khdi néu
American mudn canh tranh véi Southwest vé tinh hiéu qua.

Wal-Mart cting da loang choang khi gap phai nhing thay doi
twong tu. N6 da thuc hién kip thoi cac cong viéc nham t6 chic
hoat déng hop 1y. N6 da nhin thay dugc va thau hiéu nhing
ki nang diéu hanh ctta hang. Cung vdi Price Costco, n6 pho bién
va day hoi ban si dén gi¢i han. Nhung su chuyén doi ciia nguoi
tiéu dung sang mua sidm tai nha, chang han, c6 thé bién nhiing
tai san cia Wal-Mart nhu cta hang, trung tam phan phdi, xe
tai 16m, hé thong kho hang trd thanh tiéu san (tai sdn no). Nhimg
phuong thitc hoat dong tiéu chuan cda Wal-Mart ciing tré nén
khong thich hgp. Néu viéc chuyén sang mua sam tai nha tré
thanh hién thuc, ngudi tiéu dung gui lai don hang dén cac
mang ludi mua sam tai nha. Viéc giao hang c6 thé nhd dén UPS
hodc FedEx. Viéc thanh toan c6 thé dugc thuc hién qua thé tin
dung. Cac nha quan ly Wal-Mart, nudi tiéc nhin cham cham
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vao cac bai gitt xe trong khong, khao khat vé nhitng ngay bung
n6 luong khach hang.

Cong ty vién thong MCI c6 thé ciing gap phai nhiing rdi ro
tuong ty. Tai san chinh cia nd, mang ludi dién thoai, giip cong
ty c6 thé thyc hién gia thanh ré cho nhimg cudc goi duong dai.
Diéu gi sé xay ra khi cac cong ty truyén hinh cap cung cap dich
vu dién thoai thong qua cac dudng day dong truc hodc cac soi
quang? Diéu gi sé xdy ra khi dién thoai, may tinh, cong nghé
truyen hinh hgp nhat véi nhau? MCI c6 1é phai can thuc hién
sy thay doi 16n dé co cau lai tai sdn cda né nham gidm thiéu
rii ro va ndm bat nhing co hdi méi. Néu MCI khong thay doi,
hodc thay déi khong kip thi chac rang s6 phan ctia no sé trd
nén t6i tam bdi su tién doan cda cac cong ty nhu Microsoft,
Time-Warner and Tele-Communications, Inc., hién tai dang dau
tw vao linh vuc chwa dugc kham pha nay.

Duy tri vi tri dan dau vé san pham

Cac cong ty ding dau vé san pham, dac biét sé bi 16i cudn
béi nhitng san pham tuyét voi. Va két qua 1a, nhiing y twdng
hay, méi la hay nhitng 16i phan nan thang tinh sé khién cac
nha phat trién sdn pham voi va quay vé phong thi nghiém véi
su hot hodng ctia nhiimg ngudi theo thuyét hoan hao. Mot danh
gia xem nhig thiéu so6t do c6 lién quan hay khong bi xao lang
trong cudc trd vé voi va do.

Gan gui qua véi khach hang c6 thé 1lam chéch huéng sy tap
trung cda moi ngudi. Vi du, cac cong ty san xuat ki thuat cao
thuwong thanh 1ap mot nhom goi 1a nguwoi stt dung nham dua
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ra nhitng phé binh vé san pham. Khi cac ki s moi nhitng nguoi
st dung nhiét tinh nhat va tinh vi nhat vao mdt can phong va
yéu cau ho chia sé kinh nghiém thi két qua nhan duoc 1a tran
ngap cac 10i phan nan va dé nghi. Cac ki su khong thé nao bd
qua nhitng nhu cau uu tién, nhung ho c6 thé chap nhan ching
duoc khong? Tai nhing thdi diém nhu vay, cac nha lanh dao
san pham can phai coi trong muc tiéu.

Vi tri dan dau vitng chac vé san pham chi cé duoc t su tan
tuy sau sac dé mang lai nhitng dot pha, cai tién. Nhing ¥ tuéng
d6 thuong khong xuat hién tai cac cudc hop cda nhom nguoi
st dung, bdi vi ngudi st dung luén mudén mai gitia, danh bong
cho dep hon nhing sdn pham ho da dung. Sw phan hoi cda
khach hang la quan trong, né giup cai thién gia tri va kéo dai
tudi tho cho nhitng san pham hién c6. Néu nhu nhing dau tu
nhdm nang cao, cai thién lam can trd qua trinh dwa ra cac dot
pha thi sé c6 nhitng sai 1am nghiém trong. Cac nha dan dau
san pham phai lam cho cac san pham hién cé trd nén 16i thdi,
ho phai canh tranh véi chinh sy thanh cong ctia ho néu nhu
ho muén gi® viing vi tri dan dau cda minh.

Cac cong ty ding dau vé san pham thuong dé mac sai lam
va xtt 1y vung vé khi nhiing cong nghé co ban va nhing diéu
kién thi truong thay déi triét dé. Cac chuyén gia, nhat 1a cac
chuyén gia ki thuat, thuong dé dang roi vao nhugc diém cta
con nguoi. Vao nam 1895, dung 8 nam sau chuyén bay lich
st dau tién ctia anh em nha Wright, Lord Kevin, chu tich cda
Hoi Hoang gia Anh, t6 chitc khoa hoc ¢é uy tin nhat thé gidi,
thong bao rang nhitng dong co bay nang hon khong khi 1a
khong thé. Vao nam 1920, Robert Millikan, nguoi dong phat
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hién ra co hoc luong t, thong bao rang khong cé viéc lam nao
ma con ngudi khong sit dung nang lugng cia nguyén tx. Vao
nam 1899, Charles Duell, nguoi ditng dau van phong sang ché
Hoa Ky, quan sat thay rang moi thit c6 thé duwgc phat minh
déu da dugc phat minh. Jack Warner, ngudi dong sang lap véi
anh trai cia minh coéng ty dién anh Warner Brothers, noi da
sdn xuat thudc phim cé tiéng dau tién, hoai nghi vé phuong
tién truyén thong mdi nay. Anh ta héi méot cach khoa truong:
“Nhitng con ma nao mué6n nghe cac dién vién néi?”

m Nguy co: Nhiing diéu c6 nghia tré nén vo nghia

Khong chi tai san tang vot 1én hay gidm manh xudng khi thi
truong thay doi. Moi chuyén déu c6 thé xay ra. Nhitng chan ly
trong qua khnt cting c6 thé trd thanh nhing diéu sai lam trong
tuong lai, va mot cong ty cé thé dé dang phat trién nhing diém
lam suy yéu ki ndng cdm nhan nhitng tiém nang cong nghé va
khai niém mdi cua con nguoi.

Nhd lai General Motors trong nhiing nam 70, dau nhiing nam
80. GM khéng hiéu va khong mudn tac dong dén thi hiéu hay
thay doi cda nhiing khach hang tré tuéi. Khi ho mong muén
nhitng chiéc xe nhe hon, chay nhanh hon, diéu khién nhanh
hon véi kiéu dang chau Au, kha nang nhan thic cia GM vé
phan khuc thi truong nay 1a vo nghia: GM tiép tuc tin rang
nhiing khach hang mua Chevy sé chuyén 1én chiéc Buick 16n hon,
va cudi cung 1a chiéc Cadillac khéng 16. Nhitng chan ly cii da
thay doi, nhung GM van khong thay déi quan diém cda minh.

Ai biét dugc diéu gi sé xay dén dong 6 to tiép theo? Phong
trao xanh da thuc giuc Toyota lén ké hoach cho nhitng chiéc 6
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to than thién véi méi truong, hoan toan c6 thé tai ché dugc.
Nhiing quy tac gan day chi phéi sy tiét kiém nhién liéu, tai ché
nguyén liéu, sy dong gop cda 6 td vao viéc cat gidm khoi trong
thanh thi c6 thé thic day nganh céng nghiép 6 t6 nhiéu hon
ntta. Chung ta sé thay su bung né cda nhiing chiéc xe chay
bang ac quy? Hodc nhitng phuwong tién di chuyén dugc diéu
khién bang may tinh? Cac cong ty ding dau vé san pham trong
nganh cong nghiép 6 t6 khong tim dugc cau tra 16i cho tat ca
nhitng cau hdi trén, nhung ho phai nghién cttu chung dé cé
thé git vitng vi tri cda minh.

Thi truong thay doi dat ap luc rat 1on 1én kha nang nhan thic
cda cac nha dan dau thi truong. Vi du, trong nganh thudc cda
My, thi truong thay doi theo nhiéu hudng. Viéc thay doi dan
dén cuoc kiém tra mot vai th tue tai cac cong ty nhu SmithKline
Beecham va Merck, nhiing cong ty trude day phat trién va ban
san pham duoc bao vé béinhiing gia tri thuong hiéu riéng biét.
Mot thach thiic nita déi véi cac nha sadn xuat thudc 1a nghién
cttu vé di truyén hoc, ma tap trung vao ngan chan hon 1a chita
bénh. Vi du, vao cudi thap ki, moi ngudi mong doi cac nha
nghién cttu sé tim ra cac gen di truyén cda bon loai bénh ung
thu ma chiém da sb trong cac truong hop t& vong vi ung thu.
Nhitng kham pha dé c6 thé lam cho nhiing liéu phap thudc va
phuong phap chita tri truyén théng tré nén lac hau, khién cho
nhiing diéu c6 gia tri hdm nay tré nén vo nghia trong tuong lai.

Néu cac cong ty du dinh chéng lai sy thién can khi thi trudng
thay doi, ho phai dau tu cho viéc xay dung ki nang nhan thic
nham giip ho biét dugc thdi diém chin mudi va suy tan cda
san pham trén thi truong. Pong thoi, cac nha dan dau thi truong
phai tiép tuc gia tang d6i maéi néu ho mudn gitt vitng vi tri.
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Cac nha sdn xuat cong nghé cao nhuw Microsoft dau tw nhiéu
vao viéc thuc ddy phat minh - mdt phan théong qua méi quan
hé chat ché v6i cac cong ty mdi thanh 1ap phat trién nhanh.
Cac cong ty truyen thong nhuw MTV dang c6 gang git® vi tri dan
dau xa hoi véi mot toc do kinh ngac. Mot vai nha dan dau ve
san pham dang sap xép lai dé gia tang téc do. Cac cong ty dugc
pham dang gidm thoi gian tiép thi sdn pham cda ho bang cach
lam viéc v6i Hiép hoi thuc pham va thudc dé thiét ké lai qua
trinh chap nhan thudc. Cac nha dan dau vé san pham dang
mang nhing khai niém dén thi truong nhanh hon bang cach
thu huit nguoi tiéu dung véi cac phan mém hoac kiém tra ho
trong cac phong kham goi la “nha xanh”.

Duy tri su than thién vo6i khach hang

Cac cong ty than thién vdi khach hang dac biét nhay cam
v6i 4o tudng rang ho c6 thé hoan toan lam dugc moi viéc dé
mang dén nhitng gidi phap toan dién nhu da hira. biéu d6 dua
ho dén viéc dam nhan nhing nhiém vu ma ho nén tr ché6i hoac
chuyén cho cac nha cung cap khac. Vi du, ho cit nhat quyét
cung cap cac dich vu doc nhat, nhung theo thoi gian chung sé
bi sao chép bdi nhitng doi thd canh tranh, do dé ching tré nén
pho bién. Khi nhitng dich vu cao cap trong qua khit tré thanh
tiéu chuan co ban ngay nay thi cong ty than thién véi khach
hang can phai tim ra cach dé thoat khéi ching.

m Nguy co: Nhitng hiéu biét tré nén ngu dot

Thong thuong, diéu c6 thé danh bai duoc nhitng cong ty day
tham vong khong dén tir déi thd canh tranh c6 nang luc manh
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hon cda cung nhiing ki nang, ma dén tw déi thd duoc trang bi
nhitng ki nang ma cong ty khong c6. Tuwong tu nhu mot cau
ngan ngt co: Khong phai diéu ban biét, ma la diéu ban khong
biét, lam ban tén thuong.

Mot vi du don gidn: Vao nhitng ndm 70, IBM da nhan ra rang
co s6 khach hang trung thanh déi véi nhing hé théng théng
tin chuyén nghiép da thay déi. Cac chuyén gia ki thuat khong
con 1a nguoi yéu thich va khach hang chud yéu cda IBM nita.
IBM cam thay n6 khong hiéu gi vé nhu cau cia nhitng khach
hang mdi, nhitng giam-déc-tai-chinh va nhitng giam doc bo
phan ké hoach ngay nay truc tiép dat cac don hang. Giéng nhu
thuong gia day dan hoat dong kinh doanh & méot viung dat la,
luc lwong ban hang ctia IBM biét kinh doanh nhung lai khong
biét ngén ngi¥ ma ho nén s dung.

Tap doan Cott, nha dan thi trudng vé su than thién véi khach
hang, lo lang vé viéc s& mat-di mot so mat gia tri trong tuong
lai. Cung cap cho khach hang céng thitc va bao bi nudc soda
ma ho muén duong nhu khong dd dé gitt chan ho. Wal-Mart
c6 1& mudn Cott tiép tuc nhitng thd tuc phic tap cda né.
Safeway lai mudn né tiép tuc véi dich vu giao hang hang dau.

Diéu do c6 nghia la mang luéi cda Cott sé phai bao gom mot
nha cung cap hau can tam c6 thé gigi? Cott c6 nén nd luc lién
minh véi cac cong ty dé hinh thanh va xay dung cac kha nang
d6? Cott phai am hiéu nhu thé nao dé thda thuan thanh cong
v6i cac nha dong cung cap dich vu? Viéc tap trung vao mot
linh vuc c6 bi de doa béi su khong thong hiéu nhiing linh vuc
khac hay khong? Do la nhing loai cau hdi ma cac cong ty than
thién véi khach hang ludn suy nghi dé git vitng vi tri dan dau
cua minh.



Tinh huéng cda Cott cho thay nhitng hé thong giao hang ctia
cac cong ty than thién véi khach hang c6 thé tao ra hoac giét
chét chung. Cott cung cap giai phap toan dién hay st dung
mang ludi cda mot nha dong cung cap dich vy, du sao thi né
cling sé nhan dugc tat ca 10i khién trach hay tin nhiém.

Tai san dac biét nita cia cac cong ty than thién vdi khach
hang chinh 1a kha nang tu van cda ho. Khach hang tin tuéng
ho, nhung gia tri cia kha nang tu van giam xuéng khi khach
hang trd nén tinh théng, do dé cac cong ty than thién vdi khach
hang phai ludn di trudc khach hang hai budce. Ho phai rit dugc
kinh nghiém ti nhiéu khach hang, dat duoc nhiing quan niém
md&i bang cach thué muén nhiing ngudi mdi, tham khao y kién
cda nhiing ngudi ngoai cudc. Dé danh bai dugc déi thid, ho phai
lam cho sy tinh thong cia ho phu hop vdéi nhiing khach hang
mdi va nhitng su thay doi déi voi cac van dé co ban cda nhitng
khach hang hién c6. Thach thic 16n nhat cta ho 1a luén phai
tinh thong.

Duy tri nhiing tiéu chuan t6i thiéu
cta thanh tich

Tham chi cac nha diéng dau thi truong luén duy tri dugc vi
tri bang cach khong nging cai tién nhing nang lyc giip néd
luon dan dau, ho cting c6 thé bi bo roi lai phia sau néu ho khong
thuong xuyén cai thién cac phuong thic th yéu. Hiéu dugc
diéu nay 1a rat quan trong vi cac déi thd Iic nao cing diéu
chinh thanh tich dé dap tng ky vong ctia khach hang. Vi du,
Ford va Toyota da nang cao nhitng mong doi vé chat luong 6
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t0, ho da ngan chan viéc xam nhap vao nhitng thi truong quan
trong cda Hyundai mac du cac san pham ctia Hyundai c6 gia
ré. Hang may tinh Dell va Gateway 2000 da doi mdi sy canh
tranh trong nganh céng nghiép may tinh ca nhan bang cach
tap trung vao gia ca va su tién ich ma trudc day dugc coi la
phuong thiic thit yéu doi véi cac nha san xuat 16n, luon bi canh
tranh. Ho da phai cai thién thanh tich cia minh trong nhitng
mat gia tri do.

Mot cong ty ding dau vé san pham triét dé nang cao mong
dgi cda khach hang vé gid c& va sy tién ich chinh 1a hang may
tinh Apple. N6 da dap lai bang nhitng su cai tién dé c6 thé giam
gia san pham dén 34% va dat duogc sw gia ting vé nhu cau cta
khach hang. Apple van con cach khac dé dudi kip nhiing tiéu
chuan hoat dong tang 1én nhanh chéng trong nganh may tinh
ca nhan, nhung it ra n6 cting cho thay nd cé kha nang lam duoc
diéu do. Trai lai tdp doan Digital Equipment lai qua vung veé.

Digital 1a nha dimg dau thi truong cho dén dau nhitng nam
90 v6i danh tiéng 1a mot nha dan dau vé san pham. Nhung
cong ty da danh mat loi thé sdn pham cda minh, va sau d6 n6
rét xuéng muic bao dong khi danh gia thap nhing thiéu sot
trong thanh tich hoat dong. Vao cudi nam 1990, cong ty khong
thé nuoi néi 50.000 nhan vién, va tham chi né gan nhw khong
thé dat dugc mitc nang suat binh thuong cia IBM tinh theo
doanh s6 ctia méi nhan vién.

Tuy nhién, cac vi lanh dao cling nén than trong véi nhing
né lyc qua tich cuc trong viéc cai tién phuong thic thit yéu cda
cong ty. Qua chu trong dén viéc nay sé lam chéch di sw quan
tam doi véi cac nhiém vu quan trong hon dé cing c6 phuong
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thitc gia tri cda cong ty. Muc tiéu 1a duy tri mic do toi thidu
déi véi cac gia tri khac, nhung ding dau tu qua nhiéu. Vi du,
vao dau nhitng ndm 80, McDonald’s phan tng qua manh mé
déi voi su dot pha trong canh tranh bang cach dua vao thuc
don cda no v6i qua nhiéu mon - pizza, banh thit chién gion,
ga. Nhitng moén nay tao ra su boi roi va phitc tap trong hoat
dong ma khong lam giam b6t su de doa tu cac cia hiéu chuyén
ban pizza hay cac nha cung cap thuc phdm Mexico. Cong ty
phadi trang bi thém nha bép dé chuan bi cho nhitng mén an
m&i. N6 phai huéng dan cac nha cung cap thuyc hién cac don
hang khac nhau. Nhung té hon, 18 triéu khach hang moi ngay
& My cda né cam thay boi roi, khong biét McDonald’s chuyén
vé moén gi. Khach hang phan van, diéu gi xay ra voi Big Mac?
McDonald’s nhanh chéng nhan ra diéu dé va quay tré vé véi
muc tiéu ban dau ma n6 da dat dugc thanh cong, dé chinh la
su hoat dong hiéu qua.

General Motors ciing da di chéch huéng vao dau nhitng nam
80, nhat quyét uing ho su hoat dong hiéu qua, né da do tién
vao viéc hién dai hoa va cai tién nha may. Mot vai sy dau tu
mdi 1a can thiét, nhung sau d6 6ng chu tich Roger Smith bi sa
thai. Ong ta mong mudn, thong qua hang ti dola dau tw, xay
dung nha may cuda twong lai dé dua cong ty vugt 1én vé cong
nghé san xuat. Ong ta huéng dén viéc st dung ngudi may thay
thé cho con nguoi dé giam chi phi sadn xuat. Su qua tin tuéng
vao cong nghé va kha nang cong ty c6 thé sit dung né da day
GM vao tinh canh kho khan, vugt ra ngoai kha nang cda no.
Thuc té 1a GM da ty lam cho n6 khanh kiét.
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Thu hep trong diém béi vi sy thién can

Mac du c6 gang duy tri trong diém hoat dong, doi Iic cac
nha dan dau thi truong c6 thé danh mat n6. Tam nhin cda cac
vi lanh dao trd nén mu md, khong r6, khong cé cai nhin bao
quat ma chi tap trung vao nhing viéc trudc mat. Piéu Polaroid
dugc danh gia cao nhat va thuc hién t6t nhat 1a khao sat, nhung
thay vi phan b6 sinh lyc va ngudn luc dé khai thac cac két qua
cda cudc khdo sat, no lai tiép tuc khio sat. Khi do, no tré nén
thién can.

Pho bién hon, cac cong ty trénén thién can vi ho bi 16i cuén
bédi cac thanh tich trong ngén han. Vi du, ho nghi rang kiém
dugc nhiéu tién t cac viéc kinh doanh hién tai sé gitp tang
gia co phiéu: “Wall Street sé wa chudéng chung ta”. Mot vai cong
ty khac tin rang thuong hiéu 16n manh cda ho sé giup ho tang
gia ma van dugc ing ho hodc néu chi phi gidm, ho sé thu dugc
nhiéu loi nhuan thay vi phai chuyén cho khach hang.

Cac nha san xuat ngi céc nhu Kellogg - san pham cta ho
dat hon cd may tinh Casio - sé¢ dan danh mat thi phan cta
minh. Nguoc lai, Wal-Mart lai khang khang tang dan gia lén va
van tang trudng déu, tot.

M4 rong 1a mot hinh thitc khac cda sy thién can. Toys “R”
Us tap trung vao viéc md rong toan cau nhung danh doi bang
cac ctra hiéu hién cé. Piéu nay la co hoi tét cho Wal-Mart chiém
thém thi phan ma trudc day la cda Toys “R” Us.

C& Wal-Mart va Toys “R” Us déu la cac nha ban 1¢ hoat dong



hiéu qua theo cach c6 dién, dwa vao gia ca thap va dich vu tién
ich. Wal-Mart v6i 80 ti USD da vuon 1én vi tri dan dau vé gia
mac du gid ca cia Toys “R” Us thap hon cac nha ban 1é khac.
Toys “R” Us lai ding dau vé su phong phu sdn pham, nhung
Wal-Mart da bat dau x6a bd khodng cach ndy trong mua mua
sam chu yéu 1a Giang sinh. Khong c6 sy canh tranh vé dia diém
thuan loi: cdc cia hang cda Wal-Mart nhiéu gap bdn lan, va
nhiéu nguoi titu dung da quen véi viec mua sam tai cac cia
hiéu cia né. Vé mat kinh nghiém trong cita hang, Wal-Mart da
huéng dan nhan vién ludn than thién va c6 géng giip dd khach
hang. Cac nhan vién ctia Toys “R” Us khong duoc chi dan tot
va thuong ding dung trudc nhu cau ctia khach hang. Két qua
nhu thé nao? Wal-Mart da gan nhu tang gap doi thi phan lén
16% trong hon bon nam. Toys “R” Us tang trudng khiém tén,
khoang 22%. Toys “R” Us can phai cai thién phuong thic gia
tri néu né muén duy tri vi tri dan dau.

Vao cudi nhitng nam 80, IBM da dua ra thong bao gay thanh
kién khi n6 néi rang sé dap ing tat ca nhu cau may tinh cda
khach hang, tham chi khi thi truong bdt dau ing ho cac hé
thong nha cung cap trung lap va st dung nhiéu may ban hang
tw dong. Ngay nay, IBM dang c6 gang sta chita nhitng thuong
tich ma no6 gay ra cho thwong hiéu cia minh. Cac dai ly cua
IBM ngay nay déu nghién cttu cd cac sdn pham cda IBM va
khong phai cda IBM khi tu van cac khach hang dé dap tng tot
nhat nhu cau dac biét cda ho.

Cac nha dan dau thi truong sé tg dwa minh vao tinh trang
nguy hiém khi ho khai thac gia tri bang cac chi phi cho cai tién.
That khong thé nao hiéu néi khi Pepsi tin rang viéc ghi han
dung trén cac lon soda sé tao ra nhiéu nhu cau tit khach hang,
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va Coke tin rang viéc gidi thiéu lai loai chai nhya c6 hinh dang
cong ma da giup noé noi tiéng sé giup lam mdi thuong hiéu.
Trong khi d6, Snapple va cac cong ty khao khat vi tri dan dau
dang thuyc hién nhitng cudc thdm nhap sau sac vao thi truong
nudc gidi khat. Bi quyét cda ho: ho dang thuc hién nhitng cai
tién san xuat thuc su thay vi chi 1am qua loa véi cac thiét ké
bao bi. N6 luc ctia ho c6 thé so sanh véi noé luc ctia nha san
xuat duoc pham Glaxo, da dau tu vao hon 200 chuwong trinh
khdo sat bén ngoai, ma cé thé giup sang ché ra nhing loai
thuéc méi trong nguon hang cda no.

Nhitng cAm d6 16n nhat doi véi cac nha dan dau thi truong
chinh 1a tan huéng thanh c¢éng, chit khong phai 1a sy tién 1én
phia trudc. Cac cong ty hoat dong hiéu qud thi mudn tang
gid cao, cac nha ding dau vé san pham thi lai mudn nging
cdi tién, cac cong ty than thién véi khach hang thi giam su
phuc vu.

Su can bang la can thiét trong ca ba nguyén tac gia tri dé
dat duoc su thanh cong vitng chac. N6 sé dan dén nhiing két
qua tot dep mang lai 1gi ich cho moi nguoi: khach hang, nhan
vién va co dong. Sw mat can bang, néu khong dung, sé dua
cac cong ty vao mot cai chét theo duong xoan 6c: 1gi nhuan
cang it tang 1én, ho sé cang c6 gang khai thac thém gia tri, diéu
d6 cang lam ho nhanh chéng di xuéng.

Mbi phuong thiic gia tri déu c6 chién lugc riéng dé giup cong
ty tim ra 16i thoat khi gap nguy hiém. Diéu dé khong c6 nghia
1a cac chién lugc 1a khong thé thay doi; mot cong ty thanh cong
luon linh hoat dé gi vitng duoc vi tri. Nhung su thién can, cam
d6, s mat can bang va nhiing nguy co khac cé thé sé gay ton
hai dén chién lwgc duy tri vi tri dan dau.



PHAN KET

C6 thé nhan thic rang (va thuc sw hop Iy can ¢ vao cac
Kkhuynh huéng va mo6 hinh hién tai) cac nha lich sit kinh doanh
vao ndm 2001 sé& nhin lai thap ki cudi cung cta thé ki nay va
coi d6 1a thoi dai ctia thay déi sau sac - tham chi c6 1é 1a mot
budc ngoat lich si.

Trong sudt thap ki dinh ménh dé, cac nha lich st c6 1& két
luan rang, mot thé hé mai cac nha dan dau thi truong xuat hién.
Cac nha dan dau nay khong chi don gidn 1a nhitng ngudi tré
hon, nhitng dita con manh khde hon thé hé cd, ho khong chi
lam viéc cham chi hon dé dap wng nhu cau khoé hon cia khach
hang. Thay vao do, ho da pha bo khudon mau ci va xay dung
mdt cai mdi bang cach st dung mot trong nhitng phuong thitc
trong cudn sach nay lam co s& cho thanh céng. Ho than trong
lwa chon khach hang, bé qua nhitng khach hang khong phu
hop voi khudén mau méi c6 thé thay duoc. Ho lya chon thu hep
- chit khéng md rong - tiéu diém hoat dong ciia minh - “tat ca
moi thtt vi khach hang” bong nhién trd nén 16i thoi tya nhu
chiéc may danh ch bang tay. Va bang cach cam két sé cung
cap thém nhiéu gia tri qua nam thang, ho c6 thé duy tri vi tri
dan dau va théng linh thi trudng ctia minh.

292



Dé bién nhiing quyét tam thanh hanh dong, ho nang cap,
cai tién, va xay dung nhiimg mo hinh hoat déong maéi dé cé thé
cung cap nhiing gia tri khach hang ma trudc day chua cd, diéu
nay lam tang thém sy tin cay noi khach hang. Cac nha dan
dau méi da xac dinh lai khai niém canh tranh: sy tin cay tang
cao lam tang thém tiéu chudn ciia moéi nguoi.

Trong sudt nhitng nam 90, cac nha lich st kinh doanh ctia
ching ta nhan thay rang moé hinh hoat dong tién héa véi mot
toc do kinh ngac, trude hét 1a nam trong tay cac nha tién phong
duoc dé cap trong cudn sach nay. Lan séng cac cong ty canh
tranh s6m theo sau ho, ¢ gang lam tét hon ho. Roi nhitng nguoi
moi, cac doanh nhan, ham hd st dung nhitng mo6 hinh hoat
dong méi cai tién.

Khi cac cong ty thu hep trong diém ctia ho va hoc theo phuong
thiic cda cac nha dan dau thi truong, ho sé nhan thic dugc
nhitng diéu b6 budc ctiia co cau kinh doanh truyén théng dang
hién hitu. Nhan thiic nay sé khién cac tap doan 16n co cau lai
thanh cac don vi riéng biét va méi don vi sé thuc hién xuat sac
mot phuong thiic don 1é. Cac nguodn luc chung sé dugc git 6
muic t6i thiéu.

Cac cong ty c6 thé nho nhiing cong ty khac thiét ké va diéu
hanh nhiing phan trong mé hinh hoat dong cda ho - nhiing
phan nay can thiét nhung khong chi chét - dé tao ra gia tri.
Diéu nay, theo dé, sé dan dén su tang 1én vé nhu cau hop tac
gitta cac cong ty dudi hinh thite st dung ngudn luc bén ngoai,
lién doanh, lién minh chién luoc.

Cac nha lich s kinh doanh sé xem nhitng nam 90 la thoi
dai ma nhan luc duogc tai to chiic. Nhitng quan diém méi dat
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dugc vé viéc tao ra gia tri sé khich 1é sy cai tién trong san pham,
dich vu, va méi quan hé véi khach hang. Ho cung cap su tro
gitip hon ca nhu cau tr sy mat nang lugng va viéc gidm bién
ché gay mat tinh than, day la nhitng hanh déng tiéu biéu cta
cac cong ty trong nhitng nam dau thap ki. Nhitng nam gitta va
cudi thap nién 90 l1a khoang thoi gian cda sy lac quan va muc
tieu doi moi dbi voi cac cong ty va nhan vién cda ho.

Cac nha lich st kinh doanh sé kinh ngac rang cai thién gia
tri khach hang qua nam thang, mét y twéng don gian, lai co
nhiéu tac dung sau sac nhu vay. Con khach hang? Ho rat thich
diéu d6 (va mong mudn hon thé nita).
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