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1Sau khir hoan
thanh ludn an
ly thuy8t trd
chagi va nhan
bing tién si
. |kinh t& tai Pai
hoc Cambridge nam 1986, Adam
Brandenburger t6i giang day tai
Pai hoc Harvard. Nhitng lu@n
diém clia dng vé |y thuyét trd chai
va chién lugc kinh doanh dugc
xuat hién rdng rai trén cac tap chi
kinh t& hang ddu nhu Harvard
Business Review, Journal of
Economics... Brandenburger da
dua nhiing ly thuy8t clia minh
dén cac tap doan nhu IBM,
McKinsey & Co., Merck & Co.,
and Xerox. Hién ong la gido su
cla truong Pai hoc Harvard.

Barry J. Nalebuff la Gido su quan
tri va kinh doanh tai Phan vign T8
chiic va Quan Iy, Bai hoc Téng
hgp Yale. Ong day nhiéu khoa hoc
vé chign luge, chinh tri va [anh
dao, 6ng da ap dung cac cong cu
Tu duy chién lugc cho Chemical
Bank, Mc Kinsey & Co., va tap
doan Sawyer. Ong hoan thanh
luan an tién i tai Dai hoc Téng
hop Oxford. Ong cing Vi
Brandenburger viét cudn Co-
opetition (Tranh hop hay Ly thuygt
trd chai trong kinh doanh). Ban
ti€ng Viét clia cudn sach nay Ian
ddu tien dugc Gamibook &n
hanh tai Viét Nam nam 2004.
Lén tai ban nay, Bachvietbooks
dugc sy chap thuén ban quyén
clta Heren Rees Literary
Agency, cung hgp tac vdi
Gamibook dé xuat ban.
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PHAN I
TRO CHOI KINH DOANH



CHUONG 1
CHIEN TRANH VA HOA BINH

"Thuong trirong la chién trudng" - d6 la ngén ngit
truyén thong cia nhitng ngudi kinh doanh. Trong canh
tranh cén to ra khén ngoan hon déi thy, gianh gidt quyét
liét thj phian, khuéch truong thuong hiéu hang héa, khéng
ch& nha cung cdp, khéa chjt khach hang. Theo quan diém
a6, s& luén lubn c6 ngudi thing va keé bai trong kinh doanh.
Céch nhin v& mdt két cuc thing - bai dugc Gore Vidal vist
nhu sau: "Chi thanh ¢ong théi chua du. Phai 1am sao cho ké
khac thit bai nita.”

Tuy nhién, cén cit theo nhitmg gi ngudi ta hay néi vé
kinh doanh ngdy nay, ban s& khéng thé ti&p tuc nghi theo
ki€u nhu vdy. Ban can phai ling nghe khach hang, hop tac
v6i cdc nha cung cip, 13p ra cAc nhém mua hang va xay
dyng nhitng quan hé dé&i tac chién luge (tham chi véi ca cac
dd@i thu canh tranh). Vi 4t ca nhitng digu d6 khong hé giong
nhu trong mét cude chidn. Hodc néu khéng, ciing gin nhu
s€ khéng c6 ngudi thing néu viéc kinh doanh duge tién



Chién tranh va hoa binh

hanh giéng nhur mdt cude chién. Hiju qua thudng thiy sau
che cude canh tranh vé gid 1 sy syt giam mire lgi nhuén &
khip moi noi. Hiy thir nhin vado nganh cong nghiép hang
khéng cia M¥: thiét hai trong nhitng cude chién tranh gia ca
cic nim 1990-1993 coOn ning né hon tdng thiét hai ma
nganh nay phat ganh chiu trong sudt théi Orville va Wilbur.

Bernard Baruch - nha tai phiét ngin hang hang dau
cua thé ky XX 43 phan d6i Gore Vidal bdng nhitng 161 nhu
sau: Khong can phai théi tit anh sing cia ngudi khac dé€ minh
toa sang,

Mic di khong ndi danh bing Gore Vidal song Baruch da
ki#m dutge nhiéu tién hon rat nhidu. Vi vy, trong cudn sach nay
chiing ta sé nghe theo 11 khuyén cia Baruch nhigu hon.

Thie t& 13 hau hét cac doanh nghiép chi thanh cbng khi
nhimg ngudi khic thanh cong. Nhu cau d6i véi cae mach vi xaly
(chip) cta Intel chi ting 1&n khi Microsoft tao ra dugc nhing
phan mém manh hon. Cac phin mém coa Microsoft, nguge lai,
tré nén ¢ gia hon khi Intel san xuat ra dugce nhitng vi mach ¢6
kha ning xtt I§ nhanh hon. RS rang d6 13 sy thanh cong cho ca
d61 bén nhidu hon 14 sy canh tranh d& 1am hai 1an nhau. Tinh
hudng nay duge goi 1a "cling thing" (win-win). Chién tranh lanh
d3 két thic va két thiie ciing v&i né 13 nhimg gia dinh cii vé canh
tranh. Vay thi: “Liéu c6 phdi kinh doanh gio ddy la hoa binh?"
Pién nay trén thye t€ cling khong hoan toan ding. Ching ta vin
1iép tuc chimg kién nhitg xung d6t vai d6i thu kinh doanh dé
gianh thj phin, v&i nha cung cip d€ giam chi phi va v6i khich
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hang d€ tang gia. T vi dy trén, thanh céng cha Intel {chip) va
Microsoft (phian mém) khong hin da gitp cho cic hing may tinh
phét trién, nhu trong triing hgp cia Apple Computer. Kinh
doanh khdng phai 14 chién tranh va efing khéng phai 1a héa binh.
Véy thiné la gi?

Mot hé tu twong mai

Kinh doanh la sw hgp tac khi cén tgo ra chiée banh
nhung sé€ la canh tranh khi dén liic chia phan chiéc banh
dé. Nbi cach khae, kinh doanh 14 chiéh tranh va héa binh.
Nhung diy khéng phai 14 tAc phdm cia Tolstoi véi nhimg
vong xody chién tranh dudng nhu khéng cd diém két thie.
Chiing t6i nhic lai mét [4n nita rdng day déng thdi 1a ca
chién tranh 14n hoa binh. N6i nhw Ray Noorda, ngudi sang
lap Céng ty Phin mém ndi k&t mang Novell thi “ban phai
ciing mét lic vira canh tranh, vira hop tac", Thuc t&, sy két
hgp cta ca hai yéu 18 nay cho thiy mét m&i quan hé ning
dong hon han so v&i nét dung ma mébi tir "canh tranh” va
"hgp tac” riéng ré mang lai.

Pau 13 .nhing chi dan cho sy canh tranh - hgp tac?
Khéng phai 14 cAc bi quyét 1dnh dao cha Attila - Vua bd tde
Hun, ciing khong phai cha St. Francis, cia Assissi. Van ¢6 thé
canh tranh ma khéng cin giét chét d6i thu clia minh. Néu nhu
viée ddnh nhau iam hong chiéc banh thi ban cling s& ching
coHn gi d8 chidm ldy nita. D6 sé 1a tinh hudng "cimg thua”
(lose-lose). Cling nhu vy, ¢6 thé hgp tde ma khéng nhat thiét
phai quén di nhitng l¢i ich cha riéng minh. D sao di nita, ban
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¢d tao ra chiéc banh ma khéng chiém duge phin nao trong 46
thi d6 khéng phai 13 giai phap thong minh. Tinh huéng niy sé
13 "thua-thdng" (lose- win).

Muyc dich ctia ban la luén mang lai nhing diéu ¢é lgi
cho ban than. Péi khi d6 13 sir tra gia cua ngudi khic, nhung
cung c6 khi khong phai nhu vy, Trong cudn sach nay, chiing
ta 5¢ thao luan v& kinh doanh nhu mot cude choi (nhung
khéng gidng nhu choi thé thao, chai bai hay choi c&, khi ma
ludn phai c6 ngudi thing - ké thua); trong kinh doanh,
thanh cong cila ban khdng nhdt thiét doi héi phdi ¢é nhirng
nguoi thua cude. Dy cd thé 13 cude choi v6i nhidu ngudi
cflng thang. Xuyén suft cac chuong sich sau day co thé thiy
duge rat nhigu vi dy minh chitng cho diéu nay. Vi tinh thin
canh tranh, ching ta s€ dua ra mét s§ trudng hop. & &6
“thdng-thua” 13 cach tiép ¢in ¢6 hidu qua va nhimg rudng
hgp khic "cling thing" méi 1A cach tiép cin ding dan.
Ching ta sé xem xét nhimg tinh hudng, trong 46 € danh bai
d6i thu cua minh la giai phap t8t nhirng cling s& xem xét ca
nhitng tinh hudng ma k& hoach t6t nhat lai 1a 1am lgi cho tat
ca cac bén trong cude choi, ké ca d6i thu canh tranh.

Para canh tranh - hgp tic vao thyc tién doi hoi phai co
sit suy ngam ky ludng. Chi cam nhdn duge kha ning hop tac
va cac chign luge "cing thing” théi chua du. S€ con can phai
c6 mot khubn khé @€ suy xét cde hiu qua vé mit tién bac cua
hgp tac va canh tranh nira.
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Ly thuyél tré choi

Chiing ta quay sang nghién clru 1y thuyét tré choi dé
tim cach dua canh tranh va hgp tac lai gin nhau hon. C6 thé
néi iy thuyét tré choi ¢6 kha ndng lam bién chuyén hoan
toan cach suy nghi cua moi nguwdi vé kinh doanh tir truéc
t&i nay. D612 do cdc ¥ tudng nén tang ca ly thuyét tré choi
rit vimg chéc va cling boi vi kinh doanh tao ra rat nhiéu co
hoi d& 4p dung ching vao thyc tién.

Cing ngly ngudi ta cing cdng nhin rang ly thuyét trd
choi 1a mot cdng cu t6i can thigt d€ c6 thé higu duge the gidi
kinh doanh hién dai. Nim 1994, ba nha tién phong trong ly
thuyé&t tro choi 1a John Nash, John Harsanyi vd Reihart
Selten da duge nhan giai Nobel. Dong thdi, Uy ban Truyén
théng Lién bang ctia My ciling da ap dung 1y thuyét tré choi
dé thist k& mdt cude ban ddu gia hé thdng quang phd song
am cho cac dich vu truyén théng c4 nhan v&i tri gia 7 ty USD
(duong nhién 14 nhitng ngudi tham gia dau gia ciing sir dung
17 thuyét tro choi). Thim chi cie cong ty tw van quan 1y hang
d4u cling dang bat dau dua 1y thuyét trd choi vao thye tién
chién lugc cia minh.

Ly thuyét tro chei bat dAu hinh thanh va duge ap dung
tit nhitng ngay ddu cia Thé chign thit hai, khi cde lye lugng hai
quén Anh choi tro méo von chudt vdi cae tau chién ngdm cua
phat xit Bfe vd ho mudn nim rd hon vé trd choi d€ cb thé
thang dugce nhigu hon. Ho 44 kham phé ra rang nhitng buéc
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di dang héa ra lai khong phai 1a nhitng gi cic hoa tidu va
thuyén trugng van lam dya véo trige gide cia minh. Bing cach
ap dyng nhimng khai niém vé sau duge biét dén nhu Iy thuyét
tro choi, ngudi Anh da cé thé cai thién thanh tich bén triing
dich cuia minh 1én ding ké. Thing lgi d&i v4i cdc thu ngam ciia
dich &a cho phép ho tiép tuc ap dyng 1y thuyét tro choi vaoe cac
hoat dong khac trong chién tranh. Nhu viy, ¢6 thé néi ly
thuyét tré choi da chimg to dugc minh trong nhimg tinh
hudng sdng con trén thuyc t&€ trude khi nd duge viét ra gidy va
trd thanh mot Iy thuyét mang tinh hé thong.

Cach phat biéu ly thuyét ¢ dién ra d&éi mudn hon mét
chiit, vao ndm 1944, khi nha toan hoc thién tai John von
Neumann va nha kinh t& Oscar Morgenstern xuit ban cudn
sach cua he mang tya & Ly thuyét tro choi va hanh vi kinh
té. Cong trinh khoa hgc nay rdt xudt sdc va ngay 14p titc duge
tién doan sé trd thanh mét trong nhirng thanh tiyu khoa hoce
vt dai nhat cia thé ky. Né dan dén mét s8 lugng 16n cde edng
trinh k¥ thudt dwge viét ra trong céc linh vuye kinh t&, chinh
tri, chién luge quin sy, luit, cong nghé théng tin va tham chi
ca sinh hge. Trong méi linh wire k€ trén, ty thuyét tro choi lai
dwa ra nhimg kham phé quan trong. Ngay nay, 1y thuyét tro
choi da chuyén ca sang linh wire chién luge kinh doanh.

Ly thuyét trd choi gidp chiing ta ¢6 thé budc ra bén
ngoai nhitng y tuéng gian don vé canh tranh va hgp tic dé dat
dén tdm nhin cta canh tranh hgp tac - mét tAm nhin phi hgp
hon véi cae co hi trong thai dai cia ching ta. P6i voi nhidu
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ngudi, ddy cé thé 1a didu méi la. Hinh anh ma 1y thuyét tro
choi thudng goi ra trude hét chinh 13 kinh doanh nhu mét
cuge chién. Do 1a digu ma ngudi ta suy ngdm k& tir khi finh vie
nay ra daoi trong Thé chién th hai va 16n manh trong sust
thoi ky Chién tranh lanh. Tam ly 1A phai ¢6 ngudi thing va keé
bai - trong mét tré choi ma téng 1gi ich bang khéng, tham chi
m¢ot x4 héi bing khéng. Tuy nhién, @ mdi chi ld mét nita van
dé. Ly thuyét tro choi duong dai con duge ap dung vio cice tro
choi ¢6 téng lgi ich 1om hon khéng - hay con goi la tro choi
"cung thang". Gii trj thyc cua ly thuyét tré choi d6i voi kinh
doanh s& cé duge khi toan bé ly thuyét niy duge dit vao trong
thyc tién; khi né duge 4p dyng vio trong sy tuong tic 1in
nhau giira canh tranh va hgp tic.

Vay dau la nhimg dic tinh ciin ban, c6t yéu cta 1y
thuyét tré choi khi 4p dung vao kinh doanh? Pau la nhiing
di€m uu viét? Ly thuyét tro choi ¢6 gi khéc so v6i phin 16n
cac cdng cy quan 1y khac?

Ly thuyét tro choi mang lai diéu gi?

Ly thuyét tro choi tap trung vao vén dé gay nhidu dp
luc nhdt, do la: xdy dung cde chién hrge ditng ddn va ra cde
quyét dinh diing ddn. C6 rat nhidu cudn sach gia trj dé cip
viéc lam thé nao tgo duge mdt mdi trudng quin 1y dé c6 thé
dua ra nhitng quyét dinh ddng. Cling ¢6 rit nhidu cudn sach
gi4 trj hudng din cich lam thé nio &€ xay dymg cac t6 chite
mot cach hiéu qua nhdm thyc hién cic quyét dinh d3 dua ra.
Tuy nhién, van con ¢an phai ¢6 thém nhitng chi ddn &8 nhén
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biét dau la chién luge ding dan &€ bat ddu. Va do chinh la
diéu ma ly thuyét tré choi mang lai. Né di thing vao diém méu
chdt ciia véan dé, chi cho ban biét nhitng gi ¢dn phai lam trirde
hét trén quan di€m vé chién luge.

Ly thuyét troé choi dic biét hiéu qua trong trudng hop ¢d
nhiéu yéu & lién hé tuong tac qua lai 1an nhau va khéng mot
quyét dinh nao cé thé duge dua ra mét cach hoan toan dc lap
véi cidc quyét dinh khac. Kinh doanh ngay nay dién ra trong
mét the gidi ddy nhitng phie tap khén ludng. C6 nhitng yéu 16
ma ban khong hé nghi t&i thyc ra lai ¢6 thé quyét dinh sy
thanh bai ciia ban. Thim chi ngay ca khi ban nhén biét duge
tit cd cdc y&u 18 lién quan thi bat ky diéu gi 1am thay d6i mét
trong s d6 déu 6 nhidu kha ning giy anh hirdng dén nhiéu
y&u 10 khac nira. Giita tt ca nhitng hén tap nhu vy, ly thuyét
tré choi tach mdi cude choi ra thanh cic phin chu yéu. No
giap ban thiy duge diéu gi dang xay ra va cin phai hanh djng
nhur thé nae khi dé.

Ly thuyét tré choi la mt céng cu dic biét gia tri d&
ciing chia sé véi cde déng nghiép trong cung t6 chire ctia
ban. CAc nguyén tic rd rang, minh bach cia 1y thuyét tro
choi gitp ban dé dang giai thich cac nguyén nhan cho méi
chién luge duge dé xuidt. N6 trao cho ban va cde dbng nghiép
cia ban m¢t tiéng ndi chung khi thao lugn vé nhitng kha
nang thay th& Bing cach dat ngudi khic vao qud trinh ma
ban d3 st dung d€ dat dén cic quyét dinh chién luge, 1y
thuyét trd choi gilip tao dyng va bao dam syt nhét tri trong
toan té chire.
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Cac k¥ thuat vé chia sé suy nghi chién luge ngay cang
cin phai ¢6 & mei ting bac trong hoat djng kinh doanh. Vigée
ra quyét dinh cing ngdy cang tr& nén phirc tap va phan tan
hon. Nhitng dai thay nhanh chéng cua thi trudng va cong
nghé doi hoi phai nhanh chéng ¢ nhitng théng tin chién luge
phan hoi. Tir @6 cb thé thay s& ngudi duge lgi khi 4p dyng 1y
thuyét tro chal ngay cang ting lén theo thoi gian.

Ly thuyét trd chai 14 cich tidp cin cin tiép tuc duge
mé& rdng va ning cao hon nita. N6 khong phai 1a mot "don
thudc"” cy thé pht hgp cho mét thoi diém cy thé trong qua
trinh kinh doanh. Né ciing sé khong v6 hiéu ngay 1ap tire khi
cac didu kién méi trudng xung quanh thay ddi. Ly thuyét tro
choi 1a cach suy nghi cd thé ton tai trong tat ca cae mébi
trudng kinh doanh dang bién d6i khéng nging.

Trong nhidu trudng hgp, 1y thuyét trd choi goi ra
nhitng phuong 4n hya chon ma néu khong cé 1y thuyét do thi
nhitng phirong an d6 khong bao gi¢ duge xem xét dén méot
cdch c¢an than. Pay 13 hé qua cua syt tiép can cd hé thong
trong ly thuyét trd choi. Bing cach trinh bay mét bitc tranh
hoan chinh hon cho méi bdi canh kinh doanh, 1y thuyét tré
choi gitip nhin thdy nhimg khia canh cta tinh huéng ma
bing cach khac c6 thé da bj bo qua. Chinh trong nhitng khia
canh d& bj sao nhing ndy mi mdt s8 nhitng cd hdi t6t nhat
c6 thé duge phat hién ra.



Chién tranh va hoa binh

N§i dung chinh cua cudn sach

Ching t6i tiép cén ly thuyét trd choi chu yéu théng qua
nhiing cdu chuyén cé thye, v&i nhitng nhan vit va nhitng cdng
ty ma ban ¢6 th€ dé dang nhén ra. Day ia nhimg cau chuyén vé
cic doanh nghiép canh tranh v hgp tic, thanh cdng va thit
bai, doi khi gdp nhiing diéu hét sic bat ngd. Mot s6 ciu
chuyén vé chién tranh, mgt s§ khic vé hoa binh. Trong ca hai
trudng hgp, ching déu khéng phai la nhimg ciu chuyén
phiém. Chiing t6i sé sit dung Iy thuyét tré choi d€ giai thich
mbi thanh ¢dng vi thit bai. Méi ciu chuyén & diy déu la
nhirng bai tap tinh hudng d& tham khao vai cac phéin tich chi
tiét va day da v céc nguyén tic dugce ap dyng trong d6. Chiing
t6i dan két cac cdu chuyén véi ly thuyét va dtc két thanh cac
bai hge dudi hinh thic cac khung liét ké d€ dé dang kiém
nghiém lai. Bing cach nay, cac phén tich ciia ching téi khéng
chi don thuin 14 mb ta. N6 con ggi ¥ vé cac gial phap nita. Khi
ban hiéu duge vi sao chién luge nay thanh céng hay khéng
thanh c6ng, ban s& c6 kha néng ap dung nhitng kinh nghiém
ban hoc duge cho cac tinh huéng khac.

Ngoai ra, cic bai tip tinh hudng & day cén thare hién ca
céc chite ning khac. Ching khong chi 1a nhing céng cy nhim
trinh bay 401 tugng nghién cim mot cach sinh déng hon hay
minh hoa cho c¢4c cich thic, ma cdc khal niém cia ching t6i
duge thé hién trong thye tién. Chung chinh l4 nhitng kiém
chimg lién tye d3i véi cde Iy thuyét cia ching téi. Chiing téi 1a
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nhitng ngudi hoai nghi va ching téi cling mudn ban nhu viy.
Chung t8i khéng muén ban chéip nhin ngay l4p tirc ring tat ca
nhitg gi chiing t6i néi déu ding. Myc tiéu cua ching t6i 1a
dua cho ban &0 bang chimg qua cac bai tip tinh hudng @&
chap nhédn hojc chi trich lai nhitng két ludn chang téi. Sau khi
ban da thay Iy thuyét tro choi duge Ap dung vao rat nhiéu tinh
huéng khac nhau, ban sé& ty phét hién ra sitc manh cua né,
cam nhn cach né dugce ap dung va hoc cach ap dyng né cho
chinh ban thin minh.

Mic du dang ngay cang c6 nhiéu ngudi quan tim dén
viéc 4p dyng ly thuyét tro choi vao kinh doanh, nhamng ddy van
12 mot cach ti&p céin con rat méi mé. Hiu hét cic 1t ngit, thuit
ngit & day déu méi. Tham chi ding 14 ¢6 mét s6 thudt nglt mdi
hinh thanh trong khi chiing téi viét cudn sach niy. Ngay ca
mot s6 thuit ngir ¢6 vé quen thude cling mang nhifng ¥ nghia
khéc khi dung trong 1y thuyét troé choi. Gidng nhw bit ky mot
Iy thuy€t nao khac, khi dua ra mét tién d6 mdi, 1y thuyét tro
choi eling doi hoi ban phai ¢6 mét chit kién nhan lac ban dau.
Tuy nhién, néu nhimg giai thich cta ching t6i thanh céng thi
cic khai ni¢m méi s& nhanh chéng trd thanh mét phin trong
suy nghi c¢tia ban va ban sé c6 thé ngac nhién vi tai sao ban lai
khéng biét diéu 46 tir trude.

B& cye cua cudn sach

Phan I gom ba chuong, sé phac hea cude chgi kinh
doanh. Phin ndy gi6i thidu nhitng khai niém co ban va cho
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thay ching duge khép voi nhau nhw thé nao. Chugng ma ban
dang doc nay chi la phan dinh huéng, gibng nhw mgt 1o giai
thich ngan gon dé ban biét duge cudn sach nay sé dan dat
ban dén dau.

Chuong 11 mo ta tat ca nhitng ngudi choi va phan tich
cac y€u 16 canh tranh cling nhu hgp tac gitta nhitng ngudi choi
d6. D€ lam rd hon diéu nay, ching t6i d3 xy dung nguyén
mét s d6 cho tré choi kinh doanh. Chiing 16i goif n6 14 Mang
gid tri. Do sé la mét d6 thi toa d gitp trinh bay cude choi mot
cach rd nét hon. Mang gia trj sé dinh vj tit ca nhitng ngudi
choi mét cach turong quan v4i nhau va xac dinh sy phy thude
l1&n nhau giita ho. Dic biét né rat hitu ich khi chi ra cac cach
thirc ma chinh mdi quan hé giita nhitng nguéi choi ¢o thé két
hgp canh tranh va hgp tac véi nhau.

Chuong III giéi thiéu vé 1y thuyét tro choi. Ching t6i s&
giai thich lam th& ndo ma mét by moén khoa hoc mang tinh
han 1am nhu vy ¢d thé duge 4p dung vio thé gidi thye cia
kinh doanh. Bing cich sit dung céc vi dy chi tiét, ching tbi s&
thao ludin xem diéu gi s&€ xay ra khi trd choi duge bat dau.
Trong sudt qué trinh choi, chiing téi ¢d ging 1am cho trod choi
tré nén dé tiép ¢dn bing cach dua ra nhimg nguyén tic co ban
duge giar thich mét cach don gian va r6 rang, déng thoi khong
doi hoi nhimg kién thite cao vé todn hoc hay nhimg 1y thuyét
khoa hge tritu tugng khac.

- Trong ly thuyét tro choi cling ¢6 niAm yéu td co s¢ nhu
tat ca céc tro choi khac, d6 la: Ngudi choi, Gia tri gia téng,
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Quy tdc, Chién thudt va Pham vi, ching ta quy wic goi chung
lai 14 PARTS:. D6 chinh la nhimg van d& xuyén sudt trong
phén con lai cua cudn sich. Cing v6i Mang gia tri, chung
hop lai thanh mot hé théng khai niém trung tam dé ap dyng
1y thuy#ét tro choi vao kinh doanh.

Phén IT gom nhimg chuong ban riéng vé nim yéu t6 noi
trén. Chang ti mé ta titng y&u t& mét cach chi tiét va néu 1én
tAm quan trong cua céc y&u t§ d6 ddi vdi doanh nghigp cia
ban. Archimedes - nha khoa hoc théi Hy Lap ¢d dai da timg
nodi: Néu cho éng mot diém tya, 6ng cb thé by tung ca Tréi
d4t. Cling co thé coi day 14 ndm don bay gitp lay chuyén ca thé
gi6i kinh doanh.

Thay 461 cufe choi

DAy chinh 14 ngi ban ¢6 thé gianh duge phén thudng
cao nhat. Chiing t6i 43 néi rang kinh doanh khéng gidng céc
tré choi khac & chd nd cho phép ¢d nhiéu hon mét ngudi
thang cude. Tuy nhién, kinh doanh ¢dn khac ¢ mdt di€m hét
sitc co ban nita, d6 1a: Tro choi kinh doanh khéng bao gid
dltng yén. T4t ca cac y&u 3 trong trd choi kinh doanh déu
lién tuc thay d6i va khéng bao gid ¢d gi 14 ¢8 dinh & day ca.

1. PARTS 1a nam chif cai viét tit tén cua ndm y&u t6: Players
(Ngudi choi), Added values (Gia tri gia ting), Rules (Quy tac),
Tacties {Chién thuat), Scope (Pham vi) ndi trén theo tiéng Anh.
Ban théan tir “Parts” edn ¢6 nghia 1a cac bd phin (ND).
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Day khoéng phai 1a mét sy tinh c&. Trong khi béng d4, choi
bai hay choi ¢& déu phai c¢6 nhitng t8 chirc dimg ra didu
hanh tro choi - chiang han nhu NFL va FIFA, Hoyle va Lién
doan ¢¢ vua - tré choi kinh doanh khéng hé c6 ai disu hanh
nd ca. Tdt cd moi nguoi déu cd thé ty do thay d8i tro choi
kinh doanh sao cho ¢6 lgi nhat cho minh. Vi di nhién 1 ho
ludn tim cach 1am digu d6.

Vi sao phai thay d6i tré choi? M§t ciun ngan ngit cb
Trung Hoa d3 giai thich cho diéu ndy: néu ban tiép tuc di theo
huéng da di, ban s€ két thic ciing chinh & d6. Poi khi digu d6
t6t, ciing c6 khi 1a khong. Ban choi rat xuit siic, song ban vin
c6 theé trong tinh trang rat xdu. Pé Ia vi ban d3 choi nham tro
choi cia minh. Ban phai thay d6i né. Thim chi mét trd choi
da hay d6i v&i ban van ¢6 thé con trd nén hay hon nita. Thanh
cong lon sé dén tir sy tich cuc djnh hinh tré choi ban dang
chot, tir viée tao ra cude choi bgn mudhn, chir khong phdi choi
trd choi ma ban tim duge.

Cén phai thay d6i tré choi nhu thé ndo? Bing ban niing
nhay bén clia minh, c6 thé ban d3 va dang 1am diéu d6 réi. Tuy
nhién, 1y thuyét trd choi sé cung cdp cho ban mot phuong phap
¢6 tinh h¢ thong. D& thay d6i tro choi, ban chi ¢in thay d6i mét
trong ndm yéu té co ban - thay d6i PARTS. M6i y&u td cau
thanh chiing t6i dua ra tranh tuin déu 12 mét cong cy déc lye dé
chuyén ddi tir tro choi ndy sang tré choi khac. Chinh viée lam
thay doi tro choi la lgi thé khign 1j thuyét trd choi tim théy
nhimng co h$i l6n nhat cho minh. Dé khéng chi 14 thay d6i cdch
ban choi ma con 14 thay d6i chinh tré choi cta ban.



CHUONG I1I
CANH TRANH VA HQP TAC

Néu kinh doanh Ia mét cude choi thi ai 14 ngudi choi
trong d6 va vai trd cia hg 14 gi? T4t nhién, trude hét, d6 la
nguoi tiéu dung va nha cung cap, béi vi ban s& khéng the kinh
doanh ma thi&u hg. Vi duong nhién, & d6 sé ¢on ¢b cac d6i thu
canh tranh nita. D4 hét chra? Chua hin. O ddy con c6 mot
nhém ngudi choi khac khéng kém phan quan trong nhimng
thuong hay bi bo qua - ho 14 nhitng nha cung cip cac san
phdm, dich vu b6 trg thay vi canh tranh. Pay chinh 1a ché d¢
chling ta bét dau chuong nay. Chiing ta s& thay bing cach nao
ma cdc san phim b6 trg 1&n nhau lai cé thé tao ra sy khéc biét
hoan toan gitta thanh cdng va that bai trong kinh doanh.

1. Suy nghi b trg

M4t vi du kinh dién vé cdc san pham bd trg 1An nhau 1a
phén cltng va phin mém méy tinh. Phan cimg chay nhanh hon
khuyén khich ngudi sir dung ning cip 1&n cic phin mém
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manh hon va cac phin mém manh hon 1a dfng co thic day
ngudi str dung mua cic phin citng chay nhanh hon. Vi dy,
chugng trinh Windows g5 s€ ¢4 gid tri hon rit nhiéu khi
chiing dugce st dung trén may tinh duge cal dit Pentium thay
vi may tinh 486. Gidng nhu vy, b6 vi xir Iy Pentium sé€ c6 gia
tri sit dung cao hon nhifu ddi véi nhitng ngudi s¢ hitu
Windows 95 so v@i nhitng ngudi khong c6 no.

Mic du ¥ tudng vé san phidm bod trg cd thé thiy ro
trong linh wvize phan citng va phin mém, song né cd thé ap
dung chung cho tat ca. M6t san phdm b6 trg cho mot loqi
hang héa hay dich vu ndo do la bat cir hang héa hay dich
vy ndo khac lam cho hang héa chinh tré nén hip dén hon
ddi véi ngwdi mua. Binh mi kep x0e xich va tuong hat cai,
xe hoi va dich vy tin dung cho vay mua xe, vo tuyén va dau
video, cac chuong trinh v6 tuyén va tap chi truyén hinh, may
fax v duong day dién thoai, dudng diy dién thoai va cac
phin mém ndi mang trén dién rdng, cac cudn catalogue va
dich vu giao hang qua dém, rugu vang do va chat tdy kho,...
chi 1a mét s6 trong rat nhiéu vi dy vé cic cip hang hoa va
dich vi b6 trg.

Hiy xem xét cy th& hon vé cice san phim bé trg cho xe
hoi. Mot vi dy ré nhat 14 nhitng con dudng tral nhya, Nganh
cdng nghiép xe hoi ngay tir lac con non tre dd khéng ché dé
ngudi khac phai lam hd ho ¢6ng viée nay. Mic di khong thé
fir trai nhya duge tat ca cac con dudng, nhung chinh nganh
nay da khoéi xwdng rat nhiéu cong trinh xdy dyng cac con
dudng nhya 16n. Nam 1913, General Motors (GM), Hudson,
Packard, Willys-Overland, cing vdi nha san xuat ldp xe hoi
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Goodyear va nha san xuit dén pha xe hoi Prest-O-Lite da
thanh 14p Hiép héi Dudng cao tdc Lincoln dé€ lam chat xtc
tac cho viée phét trién tuyén dudng cao tdc dau tién ndi hai
b& bién nwde My. Hiép hoi nay da xiy dyng nhimg doan
dudng "hat gidng" dau tién cho d8 an vé mdt tuyén dudng
xuyén lyc dia. Dan ddn mei ngudi nhin ra tinh kha thi ciing
nhu gid tri cia nhimg con dudng trai nhya va ho da van
d6ng Chinh phu lam tiép cac doan dudng con lai. Nam 1916,
Nha nuée lién bang da lan dau tién cam két dau tir cho viée
xdy dung cac con dugng trai nhya va cho t6i ndm 1922 nam
tuyén dudng cao tSc xuyén lyc dia dau tién, bao gém ca
dudng cao toc Lincoln dd duge khanh thanh.

Ngay nay, mac du dd cé rit nhiéu nhimg con dudng,
nhung tién mua xe thi khéng phai ai cling cé da. Nhimg chiéc
xe hoi, die biét 13 nhiing loai sang trong thi rit dit tién, do 4o
néu nhu khach hang kho vay tién thi hg ciing kho long mua
dirge xe mdi. Vi vy, cac ngin hang va 10 chire tin dyng trg
thanh cic ngianh b§ trg cho Ford va GM. Nhung khong phai
ltic nao ngudi ta cling cé thé dé dang tiép can duge vai dich vy
thué mua tai chinh d6i vdi xe hoi. D6 1a 1y do GM da lap ra
Céng ty Chap nhdn GM (GM Acceptance Corporation) vao
nim 1919 va Ford Motors thanh 14p Céng ty Tin dung Ford
(Ford Motor Credit) vao ndm 1959. Thye t€ vin dé khong phai
al la nha cung cip tai chinh - ngin hang, Hiép hgi tin dyng
hay cAc Cong ty tin dung cua chinh cac hang san xuit xe hoi,
ma vin dé 13 & chd nhiéu tién d6 vao thj triddrng nay s€ dan dén
tinh trang giam ai suft. Viéc tiép cén tin dung dé dang hon va
14i suéit thap hon cho phép nhiéu ngudi mua duge xe hoi va
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diéu ndy s& lam lgi cho Ford vd GM. Nguge lai ciing dang nhu
vdy: Viée ban xe gitp cho Ford va GM ting duge cac khoan
cho vay. Trong thip nién vira qua, thuc t& la Ford d3 kiém
duge 1¢i nhudn tir cde khoan cho vay mua xe con nhidu hon tir
viéc san xuit xe hoi.

Bao hiém xe hoi la mét linh vire b trg cho kinh doanh
xe hai, béi vi n€u khéng ¢ bao hiém, moi ngudi cb thé sé
khéng mudn mao hiém dau tu khoing 20.000 USD hay hon
thé cho mét chiéc xe méi. Ciing nhu khi nha san xuit xe hoi
¢6 thé lam cho viéc vay tin dung mua xe trd nén dé chap
nhgn hon, ¢4 18 he cling c6 th& 1am gi d6 d€ giap cho viée bao
hi€m xe hoi tré nén dé thye hién hon. Digu nay dic biét ¢ §
nghia d6i v4i nhimg ngudi [in d4u tién mua xe, nhitng ngudi
thudng phai tra me phi bao hiém rat cao.

Céc san phdm bd trg ludn ludn ¢b tinh tuong hd. Khi bao
hi€ém xe hoi b8 trg cho nhitng chi€c xe mdi thi déng thai
nhiing chigc xe méi cling bé trg cho nganh bao hiém xe hoi.
Khéach hang mua cang nhiéu xe hoi, ho cing phai mua nhigu
bao hi€m, déc biét 1a cic loai bao hiém chéng va cham va trém
cip. Do viy, cdc cong ty bao hiém c6 thé sir dung cic kinh
nghi¢m ciing nhu anh huéng d& gitdp khach hang clia minh
mua dugce xe m&i vai gid ré hon. Ching ta sé ¢on quay lai van
d€ xe hai va bao hiém xe hoi trong phian sau ciia cudn sach.

Cac nha cung cép cta nganh cdng nghiép xe hoi ciling
khéng quén cac san phdm bé trg. Cho d&n khi ngudi san xuit
16p xe hoi chua ¢6 cach ndo d€ dua duge chiée bank xe thir
ndm vao xe hoi thi chi ¢6 mdt cach duy nhét 48 ho cé thé ting
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doanh thu ban hang, d6 1a kich thich sy hao himg khi l4i xe.
D6 1a nguyén nhan vi sao nha san xudt Idp xe ¢ t&é Michelin
ciia Phap d3 phat hianh va ban nhimg cudn sach chi dan
Michelin. Nhitng cudn chi din nay khéng chi gitp ban tim ra
nhimg con dudng ngin nhit, ching con bao dam la ban se
thay ca nhitng tuyén dudng dai ciing rét lang man nira. Sach
chi dan Michelin mét phan mang dén sy hai huge. N6 khuyén
khich ngudi ta di du lich nhiéu hon va sit dung nhitng chiéc
16p ctia Michelin trong chuyén hanh trinh cia minh. Luén
ludn cd ddu 6 mot thanh phé d&€ xem, mot vong cua tha vi &
di qua. Sach chi dan Michelin khong chi giap ban duge nhiéu
16p xe hon, ban than n6 clng 12 mét ¢dng viée kinh doanh co
1¢i nhudn. N6 chi phéi thi trudng cac sach chi dan ¢ Phap va
dang hudng ra thi trudng toan chau Au.

Thj trudng xe hoi 43 qua sir dung cling ¢6 1¢i khi ngudi
ta quan tim dén cic san phim bd trg. P& minh ching, hiy
xem tap chi La Centrale des Particuliers ciia anh em John va
Louise MacBain - tuan bao Paris chuyén quang cdo xe hoi da
qua sif dung. Heo tim ra nhiing ngudi sé cung cap cac dich vy
b6 tr¢g ma ngudi doc cia ho mudn ¢6 nhur bao hiém xe hoi,
dich vy tai chinh va bao hinh k¥ thuit. Nha MacBain da dam
phan trude mirc gid ¢b 1gi cho ddc gia cua minh bang cach
hira dua tén nhitng nha cung cp dich vy bd trg d6 vao danh
sach cdc cong ty & chd ndi bat, dé thdy nhat trong tap chi va
cho ho st dung tén hi¢u cia La Centrale. Nha MacBain thim
chi con di xa hon nita bing cach ty ban mét san pham b tro.
Ca d6c gia va ngudi quang cdo déu mudn biét cac gia tri giao
dich va thdi gian giao dich trung binh trén thi trudng cho
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mdi nhan hiéu xe, méi méu xe, mbi nim. Théng qua dich vy
trén mang Minitel clia Phap, anh em MacBain di cung cip
céc théng tin nay va thu phi. Bang viée chi ¥ dén cac san
phiAm bd trg, nha MacBain di dam bao rang khong c6 d6i
tha canh tranh cho tap chi La Centrale. Ho dwa cac ¥ tudng
cia minh 1&n dudng va 1am thay d8i ca cach thite ban xe di
qua sir dung & Canada, Hungari, Ba Lan, Thyy Di&n, Thai
Lan, M¥ va nhidu nudc khae,

Cach suy nghi theo huéng b6 trg con gitp chiing ta giai
thich tai sao m§t s& doanh nghiép lai thit bai. Alfa Romeo va
Fiat da giip réic rdi trong viée ban xe hoi ctia minh & M§¥, bai
vi khéch hang thay ring ho ¢é vin d8 véi phy ting thay thé&
va thg k¥ thuit sira xe. Ca hai déu da phai rit khéi thj
truong My. Cie may video Betamax ctia Sony, mic di vé
phuong dién k§ thuit cé mét sd khia canh hon hin cic diu
VHS théng thudng, nhung cudi ciing ciing khéng thanh cdng
do thi€u thi truong cho thué bing hinh dung cong nghé
Betamax. O nhiéu thanh phé, cic cita hang trung tam lai
chju thua céc cita hang & viing ngoai 6 do khéng ¢6 chd d6 xe
thugn tién. Néu céc doanh nghiép nay c¢dé thé tim duge
ngudn cung cap cac dich vy b trg cin thist, ho s 6 the lam
kh4 hon rat nhisu.

Van de thi€u cdc san pham b8 tr¢ cdn nghiém trong hon
gdp bdi trong trudng hgp ciia mét nén kinh t& méi. Déy 14 tinh
trang & phin 16n cdc nude the gisi thit ba va ¢ rat nhigu nude
trude day dd timg 14 cac nude xa hoi chi nghia. & 36, s6 phén
cla tét cd - khéng chi mét cong ty hay mét nganh cong nghiép
ma la ciia todn qudc gia - d8u phy thudc vio cic san phiam bé
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trg. Mgt nganh coéng nghiép ¢in nhitng nganh céng nghiép
khéac b6 tr¢ d& t6n tai va phat trién, nhung cic nganh cong
nghiép b trg ciing can nganh cong nghiép noi dén d6 dé€ tén
tai. Tinh trang con ga - qua trimg nay c6 thé thiy o bat ky noi
ndo ban d€ mit dén. Mei thit phai xay ra déng thdi, néu khong
s€ khong c6 gi xay ra hét. D4 1a nguyén nhan tai sao mdt s6
nén kinh t&€ dang phaét trién c6 thé cdt canh nhanh chdng trong
khi s8 khac vAn ddm chéan tai ché.

Suy nghi b6 trg 1a mt cach suy nghi rit méi mé va khac
biét trong kinh doanh. b6 1a tim cach lam cho chiéc banh tré&
nén to hon thay vi gianh gidt miéng banh trong chiéc banh ci
v{i cac d6i thu canh tranh. Do viy, trén cd s& nhitng gi ching
ta vira néi, hiy c6 ging lam cho chiéc banh to ra bang cach
phat trién th&m cac san phim bd tr¢g méi hay lam cho cac san
pham ba tr¢ hién ¢6 trd nén da mua hon.

Intel chic chin la mdt 461 tha canh tranh rdt manh.
Andy Grove, Téng Gidm d&c cua Intel, timg ndi ti€ng nhd
mét cu nodi bat hi: “Chi ¢é nhitng ké hoang twéng méi céd
kha ndng sdng sét." Nhung khong phai Grove chi cé trong
d4u toan cic d8i thu canh tranh, Intel ciling luén d&€ mét dén
ca cc san phim bé trg nita.

Inside Intel, ching ta dd bat dau chuong nay bing viéc
giai thich Microsoft duge lgi nhur thé ndo khi Intel phat trién
cac vi mach ¢6 t§c 46 xit Iy nhanh hon va Intel duge lgi nhu
thé& ndo khi Microsoft ddy manh phét tri€n cac san pham phén
mém. Nhung theo quan diém ctia Intel, Microsoft lam nhu vay
van con chua du. Theo Andy Grove thi: "Microsoft d3 khéng
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chia sé hét nhin thitc vé tinh cap béach cia viée ning cap cac
may tinh ca nhin. M{t may tinh ¢4 nhan thong thudng khéng
tdn dung dugc hét nhimg gi ¢d trong cac bd vi xir 1y cia ching
téi... Pon gian 1a khong dat duge dén mic ding ra phai nhw
viy va do vay khéng gitp ich duge gi thém cho khach hang cua
chiing t6i."

Néu nhu cac ing dung phin mém khéng du dé tin dung
hét cde chite ndng va gidi han cia cic bd vi xir 1y hién tai, khi
46 Grove phai di tim mdt thit khac ¢6 thé lam duge digu do.
Bing khéng, cac khach hang cua ong sé khong cam thiy cén
phai tiép tye nang cdp. Néu hg khéng ti€p tyuc ning cip, khéng
nhimg thi trudng sé trd nén bio hoa ma cic nha san xuit bd vi
xr Iy khac - AMD, Cyrix, via NexGen - sé ¢6 ¢o h{i bat kip ho.

Piay khong phai 1a van & méi ddi vai Intel; kha ning xir
ly 33 ludén dinh hudng cho cac (tng dung phan mém. Vi dy,
mic du tée 3¢ x1r I¥ 32 bit thue t& dd ¢d tir nAm 1985, song
chuong trinh xt Iy 32 bit - Windows NT cua Microsoft mai
dén nim 1993 méi xuit hién. Intel da phai ludn luén d€ mit
tim ki&m cac g dung khéc doi hoi tée 46 xir 1y cye 1on.

Mot trong nhimng ng dyng dung dén CPU* nhiéu nhéit 1a
video. Tham chi ngay ca b vi xir I Pentium ciling kh6ng thé
cho ra duge hinh anh trén toan man hinh, vai t6¢ 46 24 anh
mot gidy. Nhnmg thé hé sau ctia n6 1a Pentium Pro sé lam
diurge diéu nay. Do vay, cai ma Intel mong mudn 14 img dung

1. Bban vi x7 1§ bén trong trong may tinh (ND).
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video duge phd bién rong rii va ¢6 gia ré. D€ lam digu 4o,
Intel da d4u tu hon ico triéu USD vao ProShare, mét hé
thong phian mém hoi thao qua video cai vao trong cic may
tinh dé ban. ProShare }a mot san phim bé trg 1y tudng cho
cac b vi xtr Iy ciia Intel.

Nhung Intel ciing ¢i phai d6i dién véi mét van dé
tuong ty nhu vin d8¢ ma cac nha sin xuit may fax da gip
phai hang chuc nim trugce: didu gi s€ dén néu c6 hé thong hoi
dam qua video d€ ban nhung khéng c6 ai goi? Nhimg chiéc
may fax chi bat dau cit canh vao ndm 1986 khi gia cua nd
xudng dudi mic 500 USD. Lim cach nao Intel ¢ the dua
ProShare ra gop mit & thi trudng va giam gid xuéng ma
khéng phai chi thém 100 triéu USD nita? Chién luge cua
Intel 13 tim kiém céac cong ty khac quan tdm dén viée giai
quyét vian dé nay.

Cac cdng ty dién thoai duge coi 1a nhitng dong minh
duong nhién. ProShare bé trg cho viéc kinh doanh cua ho
bdti vi ProShare c6 thé tiép nhin va chuyén tai nhidu dir li¢u
hon so v6i cac duyng day dién thoai théng thudmg. Dé hoat
déng c6 hidu qua, ProShare doi héi phai c6 dudng diy dic
biét ¢6 tén Mang dich vy k¥ thuét s8 tich hgp, viét tat 1a
ISDN. Cac dudng diy ndy c6 ba kénh d& chuyén tai - hai cho
dit liéu va mét cho Am thanh - m&i kénh c6 dung lugng gip
nim lin mang diy dong xoin thong thudng. Céc cong ty dién
thoai ¢6 kha nang cung cdp cac dudng truyén ISDN, nhung
cho d&n khi d6 vin con qua it nhu cdu d&i véi ching. Néu
khach hang mua ProShare, ho ciing s€ phai mua ca dudng
truyén ISDN nira.
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Nhu vay, Intel da khdng phai tra toan bé cho ProShare.
Gidng nhu viée cic cbng ty dién thoai trg gia rit nhidu cho
viéc mua dién thoai di déng méi d&€ thu hut thém cac khach
hang st dung dién thoai di ddng méi, mft sO cong ty dién
thoai cling tr¢ gia cho ProShare d& khuyén khich khach hang
mua dudng truyén dan ISDN cta minh. Cac cdng ty ndy chio
ProShare cho khach hang cua minh véi gia chi ¢6 999 USD,
ré bang nua gia niém y&t 14 1.999 USD.

Trong m{t dgng thai khac &€ tao da cho ProShare, Intel
da dat duge mét thoa thudn vai Compaq, nhi san xuét may
tinh hang dau, theo d6 Compaq sé dira ProShare vao trong
tat ca cac may tinh lam viéc clia minh. Sy hdi nhip nay &3
khi€n gia ProShare cho cac khach hang cia Compaq giam
xudng chi con khoang 700 — 800 USD va ddy manh hon nifa
sy hién di¢n cia ProShare trén thj trudng.

T4t ca cac bén choi - Intel, cac cbng ty dién thoai va
Compaq - di nhdn ra m&i quan hé bé tr¢ lin nhau cta hg.
Intel mudn ting cdu cho kha ning xi ly; céng ty dién thoai
mudn ting cau cho viée chuyén tai khéi lugng lén cie dir
ligu; Compaq mudn cdc may tinh ciia minh dimg ngoai véng
canh tranh. T4t ci cic myc tiéu nay d3 duge thye hién mot
cach hoan hio cling voi hé thong hdi ddm video ¢4 nhan.

2. Mang gia tri

Cho dén bay gi¢ ching ta di ¢6 thé tra 1&i day du cho
cau hoi dau tién d3t ra: Néu nhir kinh doanh 13 mét cude choi
thi ai 12 nguoi chot va vai trd cua ho 13 gi? D6 13 khach hang,
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nha cung ¢ap va déi thia canh tranh cua san phdm chinh. Va
mét nhém khéc nita: nhitng nhi cung cdp cac san phim bd
trg. Khong ¢é mét thudt ngit ndo ngin gon hon d€ goi nhitng
nha cung cap cac san phdm béd trg, do viy ching téi dé nghi
got ho la nguwdi bd trg. Dé la nguoi dimg & vi tri ddi xing vai
ddi thit canh tranh cia san phim chinh. Viéc ching ta phai ty
tao ra tén goi nay ¢ day 12 mét minh chimg cho thay vai tro
sdng con cha cic san phim bd trg d3 timg bj bo qua trong
chién luge kinh doanh:.

Ching t6i s€ trinh bay bire tranh toan canh cia cudc
cheoi trong kinh deanh. Trong phin con lai cia chuong nay,
ching ta sé kham pha vai tro cia ca bén loai ngusi choi -
khach hang, nha cung cip, d6i tha canh tranh va ngudi b trg
- cling nhu sir phy thude 14n nhau giita hg. Chang ta sé thiy
mét ngudi choi cd the déng nhiéu vai trd cing lac. Ching ta sé
ki€m tra lai tinh sing sudt cia sy lya chon trong tro choi dé
xem ai 14 ban, ai 14 ké thit clia ban. Tir d6, chiing ta sé xac dinh
chinh xac chling ta mudn ndi gi trong khéai niém méi vé ngudi
b6 trg; thim chi sé 13 ¢é ich khi dua ra ca dinh nghia cua mét
khai niém da rit quen thupc 1a "ddi thi canh tranh”.

Diy 12 mot bai tap co sO ¢d thé giip ching ta nhin thay
rat nhiéu tha. Chi tip trung vao mét trong so cac bén choi hay

1. Tir ngudi bd trg - complementator - chua ¢6 trong tir dién
tiéng Anh théng dung (ND).
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mét trong s§ cac mdi quan hé ¢6 xu hudng sinh ra cac "diém
ma". Viéc xem xét bic tranh rng lon hon s& boc 16 ra rat
nhiéu chién luge mai co thé ap dung vio cic ca hdi cy thé.

b€ bat diu, ching t6i gidi thidu mdt mé hinh dudi
dang gian d6 dé€ gitp ban c¢6 thé nhin thiy toan bd cudc choi.
Ban d6 nay dugc goi 1d Mang gid tri, thé hién tit ca nhimg
ngudi choi véi cae moi quan hé phy thude lin nhau gitta he.
Khi ching t6i ti€p tuc trinh bay thi ban d3 cé thé bat dau
nghi xem ban c6 thé vE mang gia tri cho doanh nghiép cta
minh nhu thé ndo. Ban s€ duge tham khido Mang gid tri
chiing t6i da tyr phac hoa cho chinh cong viéc ciia ching t6i &
cudi chuong nay.

Khach hang
Toy "K"US, Wal-Mart

N

Atari, Commondore o NINTENDO — Nhﬁ'ng ngu'd‘i bd g

{phiin citng) l

Céc nha cung ciip

Ricoh, Sharp (vi xir iy}
Marvel, Disney (nhin vit)

Acclaitn, Electronic Arts
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Hai phia tryc ding cha Mang gia tri 14 khdch hang va
nha cung cdp cua cdng ty. Cac ngudn hye nh vat tu va lao
déng duge chuyén tir nha cung cdp dén cho céng ty va hang
héa - dich w dugce cdng ty giao cho khach hang clia minh.
Tién duge chuyén theo chidu nguge lai, tir khich hang dén
cdng ty va tir cong ty dén nha cung cip.

O hai phia truc ngang cta gian d5 1a dé7 thi canh tranh
va nguoi bd trg. Chang ta da thdy rit nhiéu vi dy vé nhiing
ngudi bd trg. Sau day 1a dinh nghia cia khai niém nay:

Ngudi choi sé 1a ngudi bd trg cua ban néu khach hang
danh gi4 san phim ctia ban cac hon khi hg ¢6 ¢a san pham
cua ngudi do6 so voi khi ho chi ¢6 san phdm ciia ban.

Nhur vay, Oscar Mayer va Coleman's 1a nhimg ngudi bé
trg cua nhau. Khach hang sé thich mén banh kep xtie xich (hot
dog} hon khi hg ¢6 ca mi tat vi nguge lai. Cach thire dé xac
dinh ngudi bé trg 1a hdy ddng vao vi tri ciia khach hang va hai
chinh ban thin minh: Khach hing clia t6i & mua thém cai gi
khéc nira ¢6 thé lam san ph8m cia téi tré nén gia trj hon d6i
vifi ho?

Dai thu canh tranh sé la trurdng hgp nguge lai

Ngudi choi sé 1a d6i thi eanh tranh ctia ban néu khach
hang danh gia san phdm cua ban thdp hon khi ho ¢6 ca san
pham cita ngudi d6 so vai khi ho chi ¢é san phdm caa ban.

Coca Cola va Pepsi Cola 1a mét vi dy kinh dién vé canh

tranh. Cling nhir vy, cic hang hang khéng American Airlines
va Delta Airlines ciing 13 nhitng d&i thu canh tranh. Néu ban
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di cb Coca Cola {Coke) thi ban s& danh gia Pepsi thap hon
rat nhidu khi ban cin gidi quyét con khat; Coke khéng lam
tang thém sitc sdng cho Pepsi. Gifng nhu vy, néu ban 43 cd
vé may bay ctia hing Delta thi 461 v&i ban hing American $é
c6 it y nghia hon rit nhidu.

Cach ti€p cdn truyén thdng xac dinh 461 thu canh
tranh chinh 1a cac céng ty khic trong nganh cdng nghiép
clia ban - nhitng cdng ty lam ra cac san phdm tuong ty nhu
san pham cda ban vé ca phuong dién san xudt 1an ki thudt.
Khi ngudi ta cang ngay cang nghi nhiéu hon theo hudng tim
cach giai quyét cac vin dé ctia khach hang, tri€n vong cua
nganh céng nghiép ciing sé ngay cang tré nén it lién quan
hon & day. Khach hang chi quan tAm d&n két gua cudi cing,
chir khéng quan tdm d&n viéc cdng ty cung cép cho ho cic
sadn phim ma ho mudn 13 thude nganh cbng nghiép nay hay
nganh céng nghiép khac.

Mt cach ding din dé x&c djnh d6i thi canh tranh cua
ban la, mét Tdn nita, hdy dit minh vao dja vi khach hang cua
minh d€ tim hi€u. Dinh nghia cia ching t6i c6 thé din ban
dén chd dit cau hoi: Khach hang cé thé mua nhitg gi ma sé
lam giam gié tri san phdm cua t6i d6i v&i he? Khach hang
con ¢b6 nhitng cidch nao khac dé théa man cic nhu ciu cua
minh? Cac ciu hoi dé sé dan dén mdt danh sach ddi tho
canh tranh rdt dai vd da dang. Ching han, Intel va
American Airlines suy cho cing ciing ¢é thé trd thanh 46
thu canh tranh cta nhau khi dich vg h¢i dam qua video
duge phat trién manh va din thay thé cho cac chuyén bay
cdng tac.
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Khi Microsoft va Citibank ¢4 hai déu & ging giai
quyét vin d€ vé cac giao dich trong tuong lai - 12 tién dién
twr, thé théng minh, chuy&n khoan trifc tuyén hay mét thir gi
khac tuong ty - h¢ ¢6 thé tré thanh d4i thit canh tranh. bigu
nay sé xay ra ngay ca khi hg d&n tir cic nganh céng nghiép
khic nhau theo cach xac dinh truyén théng la ngianh phin
mém va ngin hang.

Cac cong ty dién thoai va truyén hinh cap cing 1adm
viéc d€ giai quy&t mét van && 1a khéach hang sé lién lac véi
nhau va tiép can cic théng tin nhu thé nao trong tuong lai.
Mot Ian nira, cdc nganh c6ng nghiép 14 khac nhau - vién
théng va truyén hinh cap - nhang thj triedng thi ngay cang
c6 xu hudng trd thinh mt thi trudng chung. Ngay nay, cac
ngin hang & chiu Au ciing ban cac dich vy bao hiém, con
cic cong ty bao hi€m & chiu Au thi ban xe hoi duge khiu
triy thué. 6 khéng cdn 13 nganh ngin hang hay bao hiém
riéng 1é nita - 46 44 trd thanh mét thi trudng chung cho eac
dich vy tai chinh.

Cho d2n nay chiung ta mdi chi ddt minh vao vi tri cua
khach hang d€ xac dinh xem ai 1 ngudi bé trg cho ban va ai
canh tranh véi ban trong viéc thu hiit khich hang. Nhung
do mdi chi la mét naa cua cude choi.

Tir phia nha cung cip

Nira phia trén cha Mang gidg tri néi vé khach hang, con

nitra dudi ndi vé nha cung cip. VA, cing gidng nhu &6 vdi
khach hang, cufc choi v61 nha cung cip ciing c6 hal mit.
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Nhitng ngudi choi khac ¢6 thé bd trg ban hode canh tranh voi
ban trong viéc thu hit cie ngudn hye coa nha cung cap. Day la
cac dinh nghia:

Ngudi choi 14 ngudi bd trg cia ban néu nha cung cdp
th&y hép d&n hon khi ho cung cp cée ngudn lyc cho ban va
déng thdi cling mudn cung c¢dp cho ca ngudi 46 hon la chi
mudn cung cip cho minh ban.

Ngudri choi 14 d6i tha canh tranh cia ban néu nha cung
cdp thay it hap din hon khi ho cung ¢dp cie ngudn lyc cho ban
dong théi ciling cung c&p cho nguti d6 hon 1a chi mudn cung
¢Ap cho minh ban.

Canh tranh vé nha cung cip thim chi ¢6 th& xuyén qua
ranh gidi giita cic nganh cong nghiép. Nhitng ngudi cip vén
cling chinh 13 mt loai nha cung cip, va viéc canh tranh dé thu
hit cac ngudn vén cua hg thudng dién ra trén pham vi thi
trudmg todn c¢au. Ngwdi lao ddng cling ]d mét nha cung cap.
Ngudi ta thudng khéng thich nhin nhan vin dé theo hudng
nay nhung thyc t&, tat cd ho déu chay theo déng tién: Cong ty
tra tién ¢dng cho ngudi lao déng d€ ho cung ¢ip nhitng ngudn
liye ¢6 gia tri cho cong ty, cy the 1a kinh nghiém, sic lao dong
va thdi gian. Canh tranh vé lao d§ng dién ra dan chéo giita cac
nganh céng nghiép. Vi dy, cic cdng ty tir cic nganh cdng
nghiép rit khac nhau déu ¢8 ging canh tranh dé thu hat cac
thac si quan tri kinh doanh (MBA) mdi t6t nghié¢p vao lam vige
cho minh.

Rét nhidu c6ng ty vira 1 d6i tha canh tranh, vita 13 ngudi
bd trg trong méi tuong quan v&i nha cung cip cda minh. Vi
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dy, Compaq va Dell canh tranh d4€ mua mdt s6 lugng han ché&
cdc bd vi xir Iy mai nhét cua Intel. Nhing ca hai con dong thai
la nhitng ngudi bé trg cho nhau trong méi tuong quan véi
Intel. Intel d3 chi hang ty 6 la &€ phat trién cac b vi xir Iy thé
hé sau, bao gom tir chi phi phat trién san pham dén xay dyng
cic phin xudng san xudt mdi. Intel ¢6 thé chia déu cic chi phi
doé cho cic hang Compaq, Dell va cic nha san xuat phén cing
khéc didu nay cé nghia 13 titng hing s€ chi phai tra it hon dé
¢6 duge bd xir 1y Intel trong may tinh clia minh.

Cac hang American Airlines va Delta canh tranh vé bai
dé va c¢Ong ra vao may bay. Mic di ho la nhitng d&i thi canh
tranh vé cac thiét bi sin bay, song lai 1a nhimg ngudi bé trg
lan nhau trong méi tuong quan v&i hing Boeing - nha cung
cdp chinh, Khi American Airlines va Delta ciing quyét dinh dat
mua miy bay thé hé sau, s&€ ré hon rat nhiéu doi vi Boeing
khi thigt k& may bay mdi cho déng thdi ca hai hing hon 1a khi
thiét k& cho tirmg hing riéng lé. Phin 1&n céc chi phi phat trién
d8u c6 thé chia sé va nhu ciu vé san pham 1én hon ciing s&
gitip Boeing hda von nhanh hon.

Nguyén téc nhu viy ciing duge ap dung d6i v5i nhimg
chi€c may bay chién ddu, mic dit Qudc hi My cb 18 da phat
hién ra diéu niy hoi mudn. May bay chién ddu F-22 vA cic
chuong trinh quéc phong khéc bé trg 14n nhau trong viée cing
chia sé cdc chi phi phat trién chung nhw khoa hoc dién tir hang
khong va hoa tign. Chi ¢in giét chét m{t trong s6 nhing
chuong trinh b trg phia cung ndy ban ¢é thé sé v6 tinh diét
luén ca may bay F-22. William Anders, nguyén Ch1l tich kiém
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Téng Giam dbc clta Cong ty General Dynamics da giai thich
vin dé nhu sau:

May bay F-22 duge thira nhidn 1a m§t trong cic chuong
trinh phat trién vii khi thé hé sau thanh ¢6ng nhat va duge quan
1y t6t nhat higén van con dang duge vin hanh. Tuy nhién, do nhu
cau ddi véi cac chuong trinh qude phong khac cing duge tién
hanh bdi nhém F-22 nén viéc ti€p tyc giam xudng mdt phin chi
phi ¢& dinh va chi phi quan 1y ma trude day do cée chuong trinh
niy ganh giip nay 4 ty dong chuyén lai sang chirong trinh san
xuft F-22. Diéu nguy hiém ¢ diy l1a chuwong trinh rat thanh cong
nay c6 thé cudi cling sé khong thye hién duge do ganh ning chi
phi ¢ dinh va quan Iy ting lén.

Bing viéc cit bo cac chuong trinh qudc phong ma Qudc
héi cho ring hg khéng cén dén, he da v tinh gdy phuong hai
cho chinh chuong trinh ma he muén duy tri. V&i cic san
pham bd trg, 461 khi nd 14 14t cd holc 14 khéng gi hét, chix
khéng co diém nao & giita.

Khi chiing ta cang tién sdu vao nén kinh té tri thire, b6
trg phia cung s€ ngay cang trd thanh cac quy pham tiéu
chuén. D& nghién citu san xuit bat ky san phdm nao - tir b
vi xir I may tinh d€n may bay déu doéi héi vén dau tuf ban
dau (chi phi ¢ djnh) rit 14n - nhung chi phi bién thién vé
sau sé 13 tuong d6i nhé. O ddy c6 mdt don bAy rit manh,
Cang nhiéu ngudi mudn cd nhiing san phdm dya trén tri
thite thi viée cung cap ching cang dé dang hon.

Trong trudng hgp phin mém may tinh va tan duge,
gin nhu toan bd chi phi la cac chi phi dau tu ban dau d¢€



Ly thuyét trd chei trong kinh doanh

i 39

phat trién san phim, chi phi khac sau d6 1a khéng dang ké.
D3ai véi Microsoft, tat ca cac chi phi thue té& 1a chi phi cho
buéde viét chuong trinh méi, con chi phi sao chép céc dia
chirong trinh chi 1a rdt nho. Do vdy, thi trudng cang 1&n thi
cac chi phi phat trién san phdm cang dugc phan tan va chia
nho. Mot chuong trinh cho ca mét thi trudng réng 1on thi ré
va t6t hon nhiéu so v6i m{t chuong trinh ma mét ¢ nhén
dit hang cho chinh minh. Day 14 ban chét cua thj truong
san pham tri thic,

Nhén biét tinh d6i xing

Mang gid tri cho thiy hai tryc d6i ximg trong cufc
choi kinh doanh. Trén truc ding, khach hiang va nha cung
cip dong cdc vai tro d6i xitng. Ho la nhitng d8i tdc nhu nhau
trong viéc tao ra gia tri. Nhung khong phai lic ndo ngudi ta
ciing nhén ra tinh d6i ximg dé6. Trong khi quan diém cén
phai lang nghe khéich hing da tr& nén théng dung thi dén
nay nd van chua duge dp dyng voi nhd cung cdp. Chilng ta
da timg nghe thiy ngudi ta ndi véi nha cung cp cua minh:
"Anh c6 san pham. Anh khdng cdn biét san phdm &6 d& 1am
gi. Anh chi cin giao hing cho chung t6i dang hen va véi gia
thdp nhéat." Hay thir tudng tugng néu ta ddm nodi véi khach
hang nhu viy! Chi méi gin ddy ngudi ta méi bat dau thira
nhén ring lam viéc véi nha cung cdp cling quan trong ngang
vdi lang nghe khach hang.

Quan hé v&i nha cung cip cling quan trong nhu quan
hé v&i khach hang. Trong mét cufc dam phén vé lao ddng,
chung t6i d3 duge nghe trudng bé phdn nhén sy kéu 1én
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ring: "T6i bude phai lam cho nhén vién cua t6i hidu ring
khach hang phai duge uu tién s§ m$t." Viée nghién clru
mang gia trj sé gitip anh ta thay d8i suy nghi cia minh va sé
dira ra nhitng thao luén trao déi hitu ich hon rat nhiéu. Boi
vi 8t cye thi moi ngudi déu thira nhin mdt myc tiéu chung
- dé 1a lam cho ¢éi banh to hon. D€ 1am dugce diéu niy, ban
khéng thé dit ai 1én hang d4u. Néu nhu mgt khach hang
nao &6 mudn mot dich vu dic biét, vi dy giao hang nhanh,
nhung lai khong muén tra tién cho ngwdi lam viéc 46 d€ bu
lai viéc anh ta da bj mdt ngay nghi cudi tudn cing gia dinh
minh, khi dé viéc diap img cdng viéc nay 1a khéng tao ra gia
trj - thye t€ n6é con lam mét di gid tri. Khach hang khéng
phai luén ludn dung va cac nhin vién lam thué cling c6
quyén cia ho.

Tinh déi xtrng cGa Mang gia tri

Khach hang va nha cung cap déng cac vai trd dbi
xirng. D&i thi canh tranh va ngwdi bd trg déng céc vai
trd gidng nhw khi phan chiu qua guong.

Trén tryc ngang clha gidn dd c6 mt sy d6i x(rng khac.
Quay lai dinh nghia v& ngudi bg tr¢ va d6i thil canh tranh,
ban sé thiy sy khic nhau duy nhét gita ho 14 khi néi
"nhigu hon" trong dinh nghia ngudi bd trg thi s& néi "it
hon" trong dinh nghia d8i tha canh tranh. O bic khai
niém, ngusi bd trg 14 mét hinh anh phan chiéu trong
guong cua d6i tha canh tranh. Tuy nhién, khéng pbai
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ngudi nao ciing déu nhin ra sy d8i ximg d6. Clng gidng
nhir ¢in phai thay d8i quan diém vé nha cung cap dé€ bat
kip véi quan di€m vé khich hang, ban sé con rit nhiéu viée
phai lam d€ nhén biét va tim cach thu lgi tir cdc mol quan
hé v&i ngudi bé trg nira.

Ban rdt dé chi tip trung vao mét phan trong cong viéc
kinh doanh cua minh ma bo qua cic phan khac. Mang gia tri
duge thiét k& d€ tranh khuynh hwéng d6. N6 md ta ca bén loai
ngudi choi ma ban giao tigp va nhdn manh vao tinh déi xitng
gitta ho - tinh @61 xtimg giita khéch hang va nh cung c4p, giita
ddi thu eanh tranh va ngudi bé trg.

3. Ludt trén mang

Pé hiéu duge cude choi ban dang tham gia trong do,
hay bat dau bang viée di mét vong quanh Mang gia tri. Cach
tiép edn nay duge dp dung cho bit ki 10 chifc nao - di d6 la
doanh nghiép tir nhén, nha nude, hay t6 chirc phi lgi nhuan.
Pé lam vi dy, chiing téi sé dua ban di mft vong qua mot
Mang gid¢ tri ma chGng i bigt rd nhit, d6 & Mang gid tri
cua chinh ching t6i.

V& Mang gia tri cho mét trudng dai hoc gitp ching toi
higu ré hon mot s& vin dé dang thich thite cac vién nghién
clru cua chiing téi. Khi 1am c6ng viéc tu van, chiing t6i ciing
phat hién ra rang cich tét nhit d€ bat dau céng viée cua minh
la giap khach hang vé ra Mang gid tri ciia ho. Bai tdp nay la
mdt ddu vao quan trong trong qua trinh tao 1ap cace chién luge
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méi, nhir ching ta sé thiy trong phan sau cia endn séch khi
chiing t6i trinh bay m6 hinh PARTS cua minh.

Khach hiang
%inh wvidn, phy huymh,
chinh pha hén bang va

bang, cdc cdng ty, cic
nha taitrg.

Nguwoi bd trg

Cic trufng khic, h@ thing
gidgo dyc phd théng, may

o1 1 can anh tinh, nha &, hing khéng,
B5i tha h tr khach san, cac hoat dfing vin

Cac trudng dai hoe khie, cdc ofp———— Cﬁng ty ~—— hoa, nhimg nguil thud lao
khoa ty do, céng ty tif nhéin, ding treng nude, che cun
bénh vién, vién bao tang hang photucopy

Nha cung cép
Cée Lkhoa, cde ohin vién,
cac nhd qudn 1%, nhi xuit
ban (sach, tap chi, dich vy
trge tuyén}

Khach hang cua trudgng dai hoe

Ai 13 khéch hang cia trudng dai hee? Trude hét 46 14 cac
sinh vién. Nhung cé diéu la 14 cac trudng dai hoe khéng phai
Tie ndo ciing d6i xw véi sinh vién nhu nhimg khach hang cua
minh. Mt 58 ngudi néi ring d6 14 cdch ma néd cdn phai thg;
rot cuc thi céc giang vién dang ndm gilt nhimg kién thirc ma
sinh vién khong cd. Trong chimg muyc diéu nay con ding, nd
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bign sinh vién tré thanh "khach hang". Boi vi chimg nao ho
con sit dung nhimg dich vy chuyén mén do cie giang vién
cung cap, ciing gibng nhu dich vy cia bac s§ hay luat su, ho
phai tuin theo cac chi dan cla cac giang vién do. Ngugc lai,
chc giang vién cling phai chil ¥ ling nghe sinh vién bay to vé
mire 49 hai 1ong ctia minh vdi céc dich va do ho cung cAp.

Céc trutng dai hoe con cé cac khich hang khac nita. Phy
huynh 14 khach hang khi ho tra hoc phi cho con céi minh. Céc
cong ty 1a khach hing cua cdc trudng kinh doanh khi ho tra
tién hoc phi cho cc nhan vién cia minh dén hoc & cac trirdng
dé, hay khi ho tra cho trirdyng € thué t8 chite cac chuong trinh
d%c biét cho minh. Chinh phu 12 khach hang khi chinh phu tra
hoc béng. Chinh phi con 1a khach hang tit mét khia canh khac
khi chinh phu d3t cic trudng dai hoc thye hign che chuong
trinh nghién citu cho minh.

M4t nhém khach hing rat quan trong khéc 1a nhém cac
nha tai trg. Cac nha tai tr¢ ma 1i Khich hang v? Pung nhu
viy. Ho tim ki€ém sy ty thoa mdn, uy tin hay cac co hoi got
gifia th& hé twong lai theo ¥ minh d€ d6i ldy sy déng gbp vé
tién bac. Nhin nhin nhitg nha tai trg nhir khéch hang khién
cic truong can phai dimg lai d€ suy nghi. Thudng thi m#{t
chién dich huy déng tién déng goép quy cha mot trudng bét
d4u bing mét danh sach cac mye tiéu hang dau va ngudi ta cd
ging thuyét phuc cac nha i trg cap vOn d€ thye hién ching.
D6 khéng phai 12 lang nghe khach hang. Cling nhur 14t ca cac
khach hang khac, cic nha tai trg 6 thé tyf do trong viée Iyra
chon noi kinh doanh. Cé & cic trugng s& can phai quan tim
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nhigu hon téi gi ma nha tai trg mudn. Hoi cac nha tii trg xem
ho muén chi tién vao viéc gi ¢6 thé s& giap xy duyng duge moi
quan h¢ t6t hon va cé nhidu kha niing xin duge nhidu tién hon
¢4 cho hém nay l4n ngay mai.

Nha cung cép ciia trudng dai hoe

Nha cung c&p cta mét trudmg dai hoe truée hét 13 cac
nhan vién lam viée & d6, céc giang vién, cdc cin bd va nhitng
nguol quan If hanh chinh. Do cng viée etia trudng dai hoc 13
pha bién cac théng tin, ho ciing nam trong thi trudng cla cic ¥
tuong. Vi vy, cic nha xut ban sach gido khoa vi tap chi cling
nhu cic nha cung cip cic dich vy thong tin dién tir (nhu
Lexis/Nexis va WestLaw) déu duge coi I nha cung cip cho
cac trudng dai hoc.

D3i thu canh tranh cua trudng dai hoc

Céc trudng dai hoc khéng thidu cic d6i thi canh tranh:
cdc viin phong ti€p nhan hoc sinh eanh tranh v&#i nhau dé
thu hit sinh vién; cic khoa trong trudng canh tranh d& nhin
duge tién cia chinh phi va tif cde quy vién trg. Céc trudng
thim chi con phai d6i mit canh tranh véi chinh ddi ngii
giang day clia minh. Vi dy, cdc gi4o su cta khoa kinh doanh
thuéng giang thém cie chuong trinh dio tao quan ly cao cdp
bén ngoai trudng. Didu nay bién ho thanh cac d5i thu canh
tranh cia cac trudng kinh doanh trén thj tregng cung cdp
cée khéa dao tao tuong ty. Trong khi &y, chi tich cac trudng
va cdc can bd phat trién ctia minh phai canh tranh vé cac
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khoan tai trg ¢d thé. Ho canh tranh khéng nhitng véi cac
trudng khac ma con vGi cac t& chire tir thién, bao tang va cac
16 chitc phi lgi nhuén khac.

Vé phia cung, cac truéng dai hoc canh tranh véi nhau vé
nhin vién - dic biét 14 d6i ngili gido vién va ngudi diéu hanh,
D61 khi ho ciing phai canh tranh véi cac céng ty tu nhan vé cac
nhin tai. Vi duy, cac gido su tai chinh Fischer Black cia Hoc
vién Cong nghé Matsachusset (MIT) va Myron Scholé cua
trudng Stanford, nhimg ngudi da phat minh ra mé hinh dinh
gia quyén chon mang tén hg, di tir bo su nghiép giang day cta
minh d& chuyén sang lam viéc & Phd Wall.

Céng nghé cling c6 khuynh huéng lam ting canh tranh
giita cac truang dai hee. Khi dich vy héi ddm qua video trg
nén t6t hon va ré hon, cac 16p hoc 16 chite trén mang sé ngay
cang tang lén. M6t trtdng cé khba ddo tao tdt nhét vé sinh
hoc, s& 6 thé cung cip khda dé cho sinh vién & khap mot naoi.
Didu nay lam cho céc trudng it 16 thude hon vao cac ca nhan
giang day, trit nhitng ngudi day ndi tiéng nhAit.

Ngu#i ba tr¢ cua trudong dai hoc

Cac trudng, mace du canh tranh vdi nhau vé sinh vién va
d4i ngii gido vién, dong thdi ciing 13 nhimg ngudi bd trg cho
nhau trude tién trong viée tao ra thi trudng cho dao tao bac cao.
Céc hoc sinh phd thdng sé sin sang d4u tu nhiéu hon cho viéc
chuin b vae dai hoe khi ho hiét ring ¢6 nhiéu trirdng 4€ cho ho
hra chon. Nhidu sinh vién dai hoce s€ theo dudi hoc vi tién s1 hon
khi ho bidt ¢6 nhidu trudng b thé sé nhan ho vio 1am viée.



T

Danh sach nhitng ngudi bd trg cho trudmg dai hoe rit
dai. Vudn tré, trudng phoé théng co sd, trung hoce co sO va
trung hoc déu bo trg cho cac trudng dai hge, Viée gido dyuc pho
théng ctia hoc sinh cang k¥ ludng thi ho cang c6 Igi hon tir dao
tao dai hoc. Ciing gidng nhu viy, cac nganh hoc dai hoc cua
mét trudng va cac nganh hoc cao hoe clia trudng khace bé trg
cho nhau. Sinh vién cang c6 chuong trinh hoc dai hoc t6t thi
ho cang ti€p thu duge nhidu hon & béc cao hoe.

Cac san phdm b6 trg khac cho dao tao dgi hoe la may
tinh vd nha ¢. Diéu nay giai thich vi sao phan 16n cac trudng
gitp 4@ sinh vién cia minh trong viéc mua may tinh va tim
chd & ngoat ky tace x4. Do cac trudng thu hit sinh vién vé hoc
tr khip noi, hg ¢in gitp dd sinh vién trong viéc mua vé may
bay di lai - mét loai san pham bé trg khac. Khi 1dm tw vin cho
Cong ty Salie Mae chuyén cho sinh vién vay, ching tbi da c6
thé 4p dung cich nhin nhan nay vao thyc t&. Salie Mae hién
dang ginp sinh vién clia minh mua dugce cac san phim bé trg
véri gia ré hon, Cong ty ¢4 dam phan giam gia dic biét che sinh
vién trén cac chuyén bay ctia hing hang khdng Northwest, cho
cac cudc goi dién thoai qua hing MCI va cho viéc mua sich
gido khoa clia mdt s& nha xuit ban.

Dich vy khéch san dia phuong la mét san phdm b6 trg
quan trong cho cac trudng kinh doanh cung cép cée chirong
trinh déo tgo cho cde nha quan I kinh doanh. Noi ¢ di timg
la vin dé d6i véi truong quan iy Kellog do c6 qua it phong
khach san chét lugng cao & wviing Evanston, bang Illinois. Do
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vy, Kellog da x3y dung hin mgt khu nha ¢ danh riéng phuc
vy cho céc khéa hoc quan 19 cao cip.

Céc hoat dpng vén héa va nha hang lam cho trudng
dai hoc cé site hut hon dot voi sinh vién. VEé difm nay, céc
trudng ¢ New York va Bosten c6 nhiéu wu th& hon so v4i cae
trudng & Palo Alto va Princeton. Con rét nhigu nhithg ngudi
b trg khéc nita cho trusng dai hoc - nhu cifa hang photocopy
mé cita 24/24 gidf trong ngdy, quén ci phé, cita hang trén phd
ban banh pizza va kem, v.v... Cic hoat dong kinh deoanh nay
thudng duge b tri gan khu ky tic x4 sinh vién.

Nhirng ngudi su dung lao dong dia phuong ciing bb trg
cho cac trudng dgi hoe. Do viée hai vg chong ciing di lam ngay
cang trd nén phd bién nén truong Harvard ¢6 thé manh hon so
vdi trudng Yale vi cac o hdi viée lam do cac doanh nghiép &
viing Boston cung ¢ip la nhiéu hon so v61 & ving gan truong
Yale. B¢ khéc phyc duge nhuge di€m ndy, trudng Yale dang phai
rit ¢b gang d¢ giip d& v (chdng) cia hoc vién tm viéc, hay
tham chi thu nhan ho vio lam viée trong trudng.

Chéc chén 13 con rat nhigu ditu nita c6 thé néi vé Mang gia
tri clia mét trudmg dai hoc. Nhung diéu quan trong hon 14 viée vé
ra Mang gi4 trj cho doanh nghiép cta ban s€ 1a gip ban c6 mjt
bai tip hét stc bs ich. Ban c6 thé da biét r4t 6 tir trong ndi bd
doanh nghiép ctia minh. Viéc xéy dung Mang gid tri doi hoi ban
phai hidu dugc vén dé trén quan diém ciia khach hang va nha
cung cdp; didu nay c6 nghia la bgn buje phai bigt vé doanh
nghiép ciia minh ca tir bén ngodi nira.
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Trién vong da chiéu

Cho dén gio' chang ta méi chi luét trén Mang gia tri tir
mét diém xuat phat. Ban dit minh vio giita va nhin ra xung
quanh d& thay khach hang, nha cung cip, d5i thu canh tranh
va ugwdi b trg. T4t nhién day chua phai 14 toan b cude chai.
Vién con c6 khach hang ctia khéch hang ciia ban, nh cung cap
cia nha cung cdp, d6i thl canh tranh ctia d6i thi canh tranh,
ngudi b trg clia ngusi b trg va danh sach i nhu vy ma dai
ra mai. Vi du, ngudi tuyén dung dén truéng dai hoc tuyén sinh
vién méi 16t nghiép 1a khach hang cua khach hang cia tnitong
dai hoc.

Ban ¢ thé s& ¢6 vé m{t Mang gia tri m& rong dé thé
hién duge mi quan hé duge md rong nay, nhung né sé& nhanh
chong trd nén mét md bong bong. Mot cach t6t hon 13 vé
nhiéu mang. Hay vé Mang gi4 trj riéng cho timg ngudi chai:
cho khach hang, nha cung cap, d5i thi canh tranh va ngudi bé
trg caa minh, va c6 thé sé cho d6i tugng nim xa ban hon nita.
Vi dy, vé& Mang gia tri cha khach hang cua ban cé thé gifp ban
tim duge cach ting ciu cho cie san phadm ma khach hang cua
ban ban. Giip d& khach hing cta ban bing cich o cling 13
gilp chinh ban.

4. béng nhiéu vai
Ca thé'giot la mot sén khiu l6n

Tat cd nhitng ngudi dan 6ng va dan ba déu Ia ngudi cho':
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Hg lién tuc vao va ra san khéu;
Va mét ngudi déng thot cing déng nhidu vai...
- Shakespeare, As you like it

Moi nguéi déu déng nhiéu vai trong trd chai kinh
doanh. Diéu nay lam cho cuc choi tré nén phie tap hon rat
nhiéu. D6i khi ban thiy mét ngudi nio d6 dang d6ng mét vai
va quén khong hoi xem ngudi d6 eon déng nhitng vai nio nita
hay khéng. Lic khac, ban lai khong thé xac dinh duge mét
nguoi gilt mot vai tré cy thé nao cho dén khi phat hién ra rang
dé 1a boi vi ngudi dé dong hai vai hay nhigu hen clng lie.
Mang gia tri giiip ban nhin vin d& r hon trong ¢ m& bong
bong nay.

Ching ta da timg thiy nhiing vi du v viéc mét 8 ngudi
choi c6 thé dong nhitu hon mét vai trong Mang gia tri. Trén
quan diém cuia hing hang khéng American Airlines, hang hang
khong Delta vira la d6i thit canh tranh, vira 1a ngudi bé trg.
American va Delta canh tranh v& hanh khach, didm @6 va cac
clia ra vao ¢ sin bay, nhung chiing bd tr¢ cho nhau khi ciing &t
Boeing ché tao nhimg chiéc may bay méi. D6 véi American, sé
14 sai [im né&u chi nhin nhin Delta chi 14 d6i thi canh tranh hay
chi 1a ngudi bé trg - bai vi & diy Delta déng ca hai vai.

Vi¢e mot ngudi choi ludn déng nhigu vai d6ng thai trong
Mang gi& trj da trd thanh tiéu chudn. Cic chuyén gia chién
luge Gary Hamel va C K. Prahalad da dua ra vi du trong cudn
Canh tranh cho tirong lai: "Bat ky lGc nao, AT&T ciing ¢ thé
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coi Motorola nhu nha cung cip, ngudl mua, d6i thu canh
tranh, hay d8i tac cha minh.” S& khéng con ldu nita dén lac cac
cong ty dién lye sit dyng cac dudng day clia minh d€ truyén di
Am thanh vi dir liéu ciing véi dién ning. Xhi d6, ho s€ 1a cac
ddi thu canh tranh ciia cic céng ty dién thoai. Nlimg diéu do
khéng lam cho Cong ty dién thoai Southern New England va
Cong ty dién lye Northeast Utilities hét dong cdc vai trd la
nhitng ngudi b tr¢ cho nhau nhu hién nay: Ho dit cac duong
day dién thoai v duong diy dién trén cing mot hé thong cdt
va diéu nay cho phép ca hai 118t kiém duge chi phi.

Trong linh wvye phi lgi nhudn, Bio ting nghé thuit
duwong dai (MOMA) va Bao ting Guggenheim & New York
canh tranh vé khach thim quan, s& thanh vién va céc hoa si
cling nhut cde bifc v& va ngubn tai tr¢. Nhung cling nhu vay, ¢
day khéng phai chi ¢é canh tranh. Kha ning dwgce lya chon de
tham quan nhiéu bao ting trong ky nghi cudi tudn s& gitp thu
hit nhitu ngudi d&n New York. Nhu vy, Bao ting Guggenheim
vira 13 ngudi bé trg, vita 1a 461 tha canh tranh d6i v6i MOMA.
Céc bao tang con c6 thé phat hanh cic thé thim quan chung
cho khach vao dip cui tuin, mt hoat ddng duge ap dung rit
nhiéu & cac thanh phd & chau Au.

Van cdn nita. Bao tang Guggenheim ¢6 thé thué tranh ti
MOMA hay cho MOMA thug tranh cha minh d€ t6 chife cae
budi trién 1am dic biét. Tém lai Bao tang Guggeheim trg
thanh khach hang, nha cung cip cling nhu ngudi bé trg va déi
thua canh tranh clia MOMA,
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Vi tri trong Mang gia trj chi don thuan thé hién vai tro
chinh ma mét ngudi nao dé déng va cing mdt ngudi co thé giir
ddng thai nhidgu vai. Sé 1a phan tic dung néu phén vai cho mét
ngudi nio d6 chi 1a khich hang hay nha cung c¢ap hay chi la
d8i tha canh tranh hay ngudi bo trg.

Vira thién vira ac

Moi nguti qua quen vdi viée nhin nhin th& gigi kinh
doanh nhu mét cude chién ngay ca khi nhitng ngudi choi khac
déng thdi vira 1a ngudi bé trg, vira 13 do1 thu canh tranh. Ho
ludén ¢6 khuynh huéng ngay tir §au nhin nhin d6 chi 1a nhitng

d61 thu canh tranh va ¢an phai chién ddu chéng lai. Ho chi tip
trung vao mit xdu ma b qua nhilmg mt tot.

Vio dau nhitng nim 1980, khi doanh thu ban cic diu
video ting manh, cic xuéng phim da nghi ring moi ngudi c6
thé s& khéng d&n rap xem phim nifa néu ho biét rang sap téi
ho ¢é thé thué lai hay mua phim niay. Mic du cic xudng phim
vin cob thé kidm duge tién tir viée cho thué hay ban bang video,
song nganh kinh doanh nay c¢6 thé gy anh huwdéng 1én dén lgi
nhuin cta phim man anh réng (chiéu tai rap) va cudi ciing ho
s& chju thiét thdi hon so véi trude 6. Do vy, cic xudng phim
dinh gi4 cidc phim ctia minh & mitc kha cao sao cho céc cita
hang cho thué chi ¢6 kha ndng mua duge mét vai ban sao cho
méi phim. Gan nhir khéng ¢6 phim nao duge ban trye tifp cho
ngudi tiéu dung.



Canh tranh va hop tac

LT [ — ;_52

Sy lo ldng cua cac hing phim vé€ anh hudgng trén la ¢co
cd s¢. Mot s0 ngudi thue té& dd khong di xem phim & rap,
chip nhén dgi dén khi xuat hién cac bang video trén thi
trudong. Nhung ¢ &3y tic dong bd trg con manh hon rit
nhiéu. Sy thanh ¢éng cia cac phim chiéu & rap sé kich thich
moi ngudi thué hay mua bing video. Nhitng ngudi thich céac
bd phim ¢é thé ty minh mua hay thué phim dé d€ xem lai,
hodc khuyén nhitng ngusi bo 18 co hdi xem & rap tim mua
biang video dé€ xem.

Nhung r6i khi cac xudng phim d3 vio cude, ho bat diu
chao bdn rong rdi cac bang video véi gia dudi 20 USD thay vi
chi ban cho cée cira hing cho thué vdi gid 69,95 USD. Két qua
la thj trudmg chung choe ca phim ¢ rap, béng video cho thué va
bing video ban 16n hon rat nhiéu so véi trude khi ¢6 dau
video. Nim 1980, doanh thu tr phim anh & rap 14 2,1 ty USD
trong khi kinh doanh bing hinh xem tai gia dinh mang lai
thém doanh thu 280 triéu USD nita. T¢i nim 1995, doanh thu
tir phim chi@u & rap 14 4,9 ty USD, kinh doanh tit viée cho thué
va ban video tham chi con nhiéu hon va dat dén 7,3 ty USD.

Giong nhu cac xuong phim lo ngai thj trudng phim
video gia dinh, céc cira hang sich truyén thdng ban dau ciling
nhin cac nha xuit ban dién tir va Internet nhu nhitng déi thu
canh tranh. Mgt Tan nita, ho m&i chi thiy ¢6 mot nita birc
tranh. Cai ma cac ctrta hang sach khéng nhén thiy la viée ban
sach trong mét linh vige nay ¢é thé thic day cu trong linh vige
khéce. Theo Joseph L. Dione, Téng Giam d6e nh3 xuit ban
McGraw-Hill: “Trong ca chyc trudng hgp khi chiing téi dua ra
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phién ban dién tir cia mét 4n pham in... thi ciu cua chinh an
phdm in d6 lai ting 1én."

Bing céch giap cho ca thj trudng ting trudng, nhimg
ngudi ban sach qua mang Internet nhu BookZone dd khuyén
khich ca viéc ban sich theo céch truyén théng. Mic du déi
khi nguoi ta mua sich tir BookZone thay vi mua trong mét
cia hang truyén thdng, BookZone chi 1a mdt noi mua thuin
tign v& mat thdi gian (vi dy vao lac hai gig sang). Viéce ban
thém séach kiéu nay giap 1am cho chiéc banh to ra, nhung day
van chua phai 1a tit ca. Sdch duge ban edn do ngudi ta gidi
thiéu cho nhau; chi cin mét [an ban sich ¢é thé tao ra phan
ing day chuyén. N&u khich hang cia BookZone thich doc
mot cudn sach vd néi cho cdc ban cia minh vé didu dé,
nhitng ngudi ndy s&€ c6 th€ mua cudn sich dé6 & cira hang
sach. Hay moi ngudi c6 thé s& mua sach & cita hiang sau khi
ho duge xem thir sach dién tir trén mang Internet v cam
thdy quan tdm d&n nd. Cudi cing, néu nhir mang Internet
gilp ban duge nhidu sich hon, cie tac gia va cie nha xuit
ban s& san xudt nhiéu sach hon, diéu nay t6t hon cho ca
ngudi ban va ngudi mua sach.

Trong m{t bai bdo & tudn bio Nguwdi xudt ban, ba
Marry Westheimer, Chu tich BookZone da d4p lai phan g
lanh nhat ma ba nhin duge trong héi nghi cia Higp hoi nhing
nha bin sach ¢ My vao niim 1995 bing nhitng 1&i nhu sau:

Néu thay vi d4u tranh mét cach vé ich, nhimg nha ban

sdch cam thdy bj de doa ndy 6 thé nhin xuyén qua cyc kia cua
ong kinh, ho s& th&y ring cai ma ho cdm nhan 13 canh tranh
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thue sy lai 12 b8 trg... Cling nhau, chiing ta ¢6 the tao ra sy
kich thich cho thi trudng cua ching ta phéat trién... Néu tat ca
chting ta... ngudi ban sach, nha xuét ban, nguoi phan phéi, tac
gia, 1am t6t céng viée cua minh, s& cang ngay cang co nhigu
ngudi mua nhidu sach hon. Va néu chiing ta cang 1am vige cho
mét muc dich, ching ta va cac ddc gia - khach hang cia ching
ta s& hai long hon rat nhiéu.

Trong khi nhitng nha ban sach truyén thdng chi nhin
thiy canh tranh, ba Westheimer da nhdn thdy yéu t0 bd trg
trong nganh kinh doanh séch.

Vi dy vé viéc nhin nhén nhimg mit t6t thanh x&u c6 thé
tim thay & mei van phong. Khi méy tinh Tan dau tién duge
trinh lang, hau hé& moi nguoi nghi ring ho sé bo duge cic
cbng viée gidy t&. Vin ban va dit liéu duge luu trit & dang céc
xung lyc dién tir duge xem la d5i thi canh tranh 16n nhit ma
gidy phai d6i mit. Khip noi ngudi ta néi dén nhitng "van
phong khéng cn gidy t". Moi ngudi thiam chi con bét du
cam thdy luyén ti€c cic vin ban duge viét ra va in &n bing
cong nghé cii. Nhung thyre t& da dién ra mét cach khéc han.
Theo tap chi Phé’ Wall, "Mic di gia gidly va vige sif dung may
tinh déu ting, cic vin phong ude tinh van ding dén 4,3 tridu
t4n gify trong nidm 1995, so véi 2,9 tri¢u tdn nam 1989. Nam
2000, dy tinh con s& ndy sé 14 5,9 triéu tdn gidy.” Diéu ma
may tinh thye t& d lam 1a khién cho cac cbng vige gidy td trd
nén dé dang hon. Ngay nay, méy tinh déng vai trd bo trg
nhigu hon rat nhidu so véi vai tro canh tranh véi gidy.
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Ngay ca khi nguoi ta dd nhdn ra tée dung cia sy b6 trg,
mét s6 ngudi vdn coi thudng né. Citibank 13 ngan hang dau
tién giGi thigu dich vy may rit tién tir dong (ATM) vio nim
1977. Khi cic ngin hing khac lip dit cic may ATM cia minh, ho
muén Citibank gia nhép mang luéi cia he. Didu nay sé lam cho
thé ATM clia mdi ngén hang ¢6 gi tri hon nhigu. Khi cse ngin
hang chai trong mét mang chung, méi may ATM sé b3 trg cho
tat ca cAc may khac. Nhung Citibank d4 tir chéi. He khong mudn
lam bét cir diéu gi € gitp d6i thu canh tranh ciia ho. Déng thoi
khéng mudn lam didu gi c6 lgi nu viée dé cling c6 thé ¢b hai.
Quyét dinh nay mang lai thiét hai cho chinh céc khich hang ctia
Citibank. Dan dén, cac mang luéi khac tré thanh cic mang din
dau ca trong nude va qudc t&, va khach hang ciia Citibank bat
dau tir bd ngin hang clia minh. Viée tiép cin han ch€ ddi véi
ATM da lam giam thj phan cua Citibank. Citibank rét cue di
tinh ngd. Nim 1991, ngan hang da thay d6i chién huge ciia minh
va gia nhap vao cac mang lugi khac.

Tét nhién, mft ngudi choi cé thé khéi ddu la mot
nguci t6t, nhung sau dé lgi trg thanh ngudi x&u. Truyén
hinh cdp khi méi xuit hién da b6 trg cho hé théng mang ludi
cac tram truyén hinh phéat séng bing cach mé rong dén
nhitng viing phi séng y&u. Tuy nhién theo thdi gian, cic cong
ty truyén hinh phat qua c4p bit ddu phat nhidu chuong trinh
tugng tu nhu cie chuong trinh truyén hinh phat séng, trong
s6 d6 ¢6 HBO, CNN, MTV, Nickelodeon, Nashville, Home
Shopping, Network va nhiéu chuong trinh khac nita. Thaim



Canh tranh va hop tac

1 o

chi ca nhimg ngudi ndm trong viing pht séng manh ciing bit
dau ky hgp dong st dyng truyén hinh cip. Do ngudi xem
chuyén sang xem cac chuong trinh truyén hinh cap thay vi
xem cdc chuong trinh truyén hink phat séng, truyén hinh cap
dan chuyén thanh d6i thi canh tranh nhiéu hon la ngudi b
trg cho truyén hinh phat séng.

Tai sao ngudi ta lai hay ¢6 xu huéng chi nhin thiy mit
xdu ma bd qua mjt t&t? D6 chinh 13 b&i quan ni¢m coi thuong
truong nhu chién trudng, moi thir 1a canh tranh chit khéng
phai bd tr¢. Quan di€m nay dan ban dén cich nhin nhén riang
mgt khi khach hing mua san phdm cta mét ai d6 thi ho sé it
co kha nidng mua san phdm cia ban hon. Hay khi nha cung
cip da cung c4p ngubn lye cho mdt ngudi khac, ho s& ¢b it kha
ning cung cip cho ban hon, Tit ca d6 14 canh tranh.

Co thé€ quan niém nay con xuat phat tit cich nhin nhin
ring cudc sdng ludn bao gdom nhitng danh d6i. Khéng ai ¢6
thé co tat ca. V&i mot s6 tién c6 han, thoi gian c6 han va
ngudn lye cé han, ngudi ta budc phai tya chon. Khach hang
va nha cung cdp phai lya chon gilta ban va d5i thu canh
tranh ctia ban. Hode ngudi ndy, hodc ngudi kia chir khéng
thé 1a c4 hai.

biéu nay khong phai lic nio ciing ding. Quan niém danh
d6i 43 khong tinh dén cic san phim bé trg. Viée mua mot san
pham b6 trg sé khién khach hang dé mua ca san pham cua ban.
Nghia 13 ¢a hai, chit khong phai chi c4i nay hoic cai kia. Hay khi
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mét nha cung cap cung cip ngudn hye cho mdt ngudi bé trg, he
cling s& dé cung cap ca cho ban nira. M§t [An nifa 13i 1a ca hai,
chit khéng phai chi cai nay hay cai kia.

D€ gitp nhin biét duge cA cai tét va céi xdu, cin suy
nghi ¢4 bo trg chir khéng phai chi canh tranh.

Vira thién vira ac

C6 mot khuynh hwéng nhin nhan méi nguwéi choi méi nhuw
mét si de doa canh tranh.

Nhuwng co rdt nhidu ngudi chei vira bd trg cho ban lai
vira canh tranh v@&i ban.

Hay tim kiém cic co hdi bd trg cling nhw nhing thach
thire canh tranh.

Tao ra thj truedong

Viée ngudi choi ¢6 thé d6ng thai la ca d6i tha canh tranh
va ngudi bo tr¢ giai thich mdt &iéu dé bj coi 1a hanh vi bat
thuéng. Thoat nhin, ngudi ta thiy cd vé nhur rat vo 1y khi cac
doanh nghiép canh tranh thudng lai hay nadm canh nhau: hé
théng cira hang ban kim cuong doc theo phé 47 & New York;
cac cira hang tranh & SoHo; cic cita hang sach ¢6 & London;
cAc rap chi€u bong & Westwood, Los Angeles va cac dai ly ban
xe hoi trén ciung mét doan dudng. O Brussels, cac cita hang do
¢0 ndi nhau trén khip quang trudng Grand Sablon.
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Liéu cac cira hang d6 ¢0 ¢6 nén chuyén ra khoi Brussels
dén cédc viing ngoai 6 d€ mdi cita hang c6 thj trudng riéng
cua minh? Khi dy sé it ¢ canh tranh trye tiép vé gia ca hon
vi khach hang khé ¢6 th€ so sanh dugc gia ca. Nhung mit
khéc, cita hang siéu thj Wal-Mart khéng ndm gin Kmart, va
Pearle Vision khéng phu béng chia minh ién LansCrafters,
cic cia hing ca phé hay hidu gidt 14 néi chung ciing khéng
tap trung mét chd.

Nhung day la cach suy nghi chi nhin nhén cic cita hang
d6 ¢6 0 Brussels nhu nhimg d6i tha canh tranh. Bing cich b
tri cac cita hang d6 ¢é canh nhau, ching s& b8 tr¢ 1an nhau.
Thay vi lya chen chi mét cira hang dé di mua sim - ¢6 thé
chon sai - ngudi mua sim c6 thé dén Quang trudng Grand
Sablon d€ dao qua tat ca cac cira hang & &6 va Iira chon trén co
s& ¢ du théng tin. Vi didu nay thuin tién hon rat nhidu nén
moi ngudi sé thich di mua hang & Quang trudng hon. Ngudi
mua hang ciing yén tdm hon vé chit lugng hang héa vi mét
ctra hang ban d6 chit lugng thap va gid cao sé khong thé ton
tai dugre Hu néu nhu d6i thi canh tranh t6t hon ndm ngay bén
canh. Hon nira, khach hiang s& sin sing mua mdt chiéc ban
trong mot cita hang hon néu nhu ho tim thiy nhitmg céi ghé
tot phu hgp vai chiée ban d6 ngay & nhimmg cira hiang bén canh.
Viéc gitp khach hang tim thiy ché ban ghé€ gitip chiéc bian
duge ban dé& dang hon va nguge lai. Nhu viy, bing cich nim
canh nhau, cic etra hang d6 ¢6, mic di canh tranh nhau trong
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viéc chia sé thj phan, vin 14 nhimg ngudi bs trg dac lye cho
nhau trong viéc tao nén thj trudng.

Trong mét sd trudng hgp, hiéu ing co cym gitp tao ra
mdt thj trudng 1dn hon cho ca nha cung cip cling nhar ngudi
tiéu dung. Pay 1a trudng hgp cha cic bubi biéu dién nghé
thugt bén trong nha va ngoai phd Broadway, New York. Vé
phia khach hang, nhiéu chuong trinh bi€u dién d3 gitp 16i kéo
ddng hon nguol xem vae thanh phs, mic du cac budi bidu
dién canh tranh v&i nhau vé chinh s§ khéin gia d4. Viéc tap
trung céc budi biéu dién gan nhau tao ra mét dam déng lom
cling khién cho viéc thu hat nhigu nha cung cip trd nén dé
dang hon. Nhac thinh phong ¢6 thé chia sé sian kh&u véi nhac
giao hudong. Rap hat cé thé chia sé cing san nhay. Cae nhac
cong choi giao hueng 6 thé biu dién trong cic v& opera va
cic budi nhac hdi. Ngudi thigt k& phyc trang cho rap hat vira
lam viéc cho nha hat opera vira 1am cho san nhay. Ngudi thiét
k& va diéu khign 4nh sing ¢ thé€ lam viéc & ¢4 nha hat, rap
opera, cac budi hoa nhac va san nhay. Cic dao dién ¢6 thé hya
chon cae dién vién nam nit ¢ bén ngoai Broadway - thim chi
trong cac nha hang.

D 14 cira hang ban kim cuong, hay hiéu ban tranh, cira
héng sach c6, rap chiéu béng, dai 1y ban xe hgi, cira hing 46
¢d hay noi biéu dién ca nhac, khi cac hoat d9ng twong ty tip
trung cing nhau, ching s@ tao ra sy bd tr¢ 1dn nhau 4€ ciing
phét trién thj trudng, ngay ca khi doi lic didu d6 ciing cé
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nghia 1a c6 nhiéu canh tranh hon trong viée chia phian thi
fruedng do.

Céc cita hang d6 choi Toys "R" Us duding nhir di theo
chién luge nguge lai, tire 1a dya vao mua sim theo dia diém.
Cac cira hang nay théng thudmg duge bé tri & nhitng khu wize
thué mit bing ré, cach xa cic dudng 16n va khéng niim bén
canh nhitng cira hang khédc. Khach hang dén cita hang Toys
"R" Us bai vi ho chu dinh mua héng & chinh cita hang nay. Co
phai Toys "R" Us da lam diing? Chiing t6i khéng dinh dua ra
161 khuyén ring cac cira hang Toys "R" Us cin phai duge bd trf
¢ gén céc ctfa hang o choi khic, nhuimg cé 18 cira hang 4n
McDonand's hay khu vui choi Discovery (khu danh cho tré em
€6 nguoi tréng nom) trong khu vyc cifa hang c6 thé 1am céc
cuira hang Toys "R” Us tré nén hip dan hon. Khi d6, khach
hang d€n khu vui choi giai tri Discovery @8 ky niém ngay sinh
nhét gi¢ diy c6 thé di qua va ghé vao khu wiye ban d6 choi.
Thét 14 tién lgi 1am sao. Va tao sao lai khong dn mét chide
BigMac cua cifa hang McDonald's trong khi dang & d6?

Hda binh va chién tranh

Cac cdng ty: _ _
* B4 trey 13n nhau trong viéc tao ra thi tnrding.
* Canh tranh 8n nhau khi phan chia thi tneéng,
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Cho d&n day thi tit ca déu la nhitng ngudi b trg lan
nhau. Nhung vain dé dai v4i cita hang Toys "R" Us la khi bd
me¢ dé€ lai con em minh & khu vui chgi Discovery hay & cita
hang McDonald's, hg it bj con em minh nii mua thém &6
choi hon. Do vdy, khu vui choi giai tri Discovery va cua
hang McDonald's 1a ngudi bd trg khi déng vai tro thu hat
khach hang d@én véi cita hang, nhung trg thanh ddi thi canh
tranh khi khach hang quy&t dinh mua gi. Ching t6i khdng
biét hiéu Uing nio cac hon, nhung véi hon ndm trim cira
hang dang hoat ddng, chic hian Toys "R" Us c6 thé da rat ra
nhiéu kinh nghiém cho minh. Thitc t€, Toys "R" Us con cé
kha ning hoc hoi duge tir chinh hoat déng ¢ia minh & nuée
ngoai. Vi du & Nhat Ban, "R" Us d3 hgp sltc cung véi
McDonald's va Blockbuster Video d€ xay dyng cac khu phé
buén ban danh riéng cho cac gia dinh di mua sdm.

M{t ngudi choi khong tranh khoi

Mot vi dy dic biét v@ mét ngudi chai déng nhidu hon
mdt vai trd trong Mang gid tri 1a chinh phu, k& ca chinh pha
lién bang va chinh quyén bang (chinh phu dia phuong). Tay
vAo viéc ban xem xét chinh phu theo khia canh nao, ho ¢6 thé
xuft hién vdi tat ca céc vai tro tit ngudi tidu ding, nha cung
cp, d&i thu canh tranh dén ngudi bo trg. Ngoai ra chinh phu
cOn ¢6 mot vai tro ngam rit quan trong.

Khi chinh pht mua hang héa va dich vy, chinh phu la
ngudi tiéu dung gidéng nhu nhitng ngudi tiéu dung khac va
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1é6n hon nhigu. Trong vai tro 14 ngudi tiéu ding, chinh phu
dit lam dudng x4, lam ciu pha, nhd & va co quan céng
quyén; mua cic dich vy y t&€ va gido duc; mua khi tai quan sy
vii s& lugng 1on. Chinh phi cling c¢on 1 nha cung cap khi
chinh pht bdn quyén khai thac dau khi va tai nguyén, quyén
khai thac gb ¢ rimg va quyén sir dyung dai phat song ciing nhir
nhiéu thir khic nira.

Khi ngwédi din dong thué, ho sé e¢on it tién hon 48
mua hang héa va dich vy. Bing ciach d6, chinh pht “canh
tranh” v&i cic doanh nghiép tu nhin d€ thu tidn cua dén.
Phai thira nhén ring, "viéc canh tranh” chi 13 mét chidu b&i
vi vige tra thu& 13 nghia vy cua ngudi dan. Tuong ty nhu
vy, khi chinh pha vay vén, chinh pht canh tranh véi céc
cdng ty trong vige thu hat v&n. Cc trudng céng canh tranh
v&i cac trudng tu. Dich vy Buu chinh cia My canh tranh véi
Dich vy Chuyén phat nhanh Lién bang (Federal Express).
La ngudi sit dyng ngudn nhin lyc i6n nhat qudc gia, chinh
ph1 con canh tranh véi cic ¢dng ty tu nhin trong viée thué
nhén cong.

Trong khi d6, chinh pht phye vy cho méi doanh
nghiép nhy m{t ngudi bé trg bang cich cung cdp ha ting co
s¢ va dit hang dan dyng. Va cling hién nhién ring mo6i mot
doanh nghiép phy thudc vao chinh pht d€ ¢é duge nhiing
thit nhu an ninh va bao hi€m tai san, hé théng giao théng
van tai, toa &n dan sy, sy 6n dinh cua ddng tign, v.v... Thifu
nhitng thr d6, khing ai ¢6 thé kinh doanh duge.



Ly thuyét trd chei trong kinh doanh 63

V@i cac vai tro nhy ngudi tiéu dung, nha cung cip, 4oi
thu canh tranh va ngudi bé trg, chinh phil ¢d6 quyén lam
luat va dua ra cac quy dinh 4€ diéu hanh cac giao djch giita
nhitng ngudi chgi. Chiing t6i s& ndi nhidu vé vai tro ngim
ctia chinh phu nhu mt ngudi lam luat & trong chwong vé
Quy tdc.

5. Ban hay thu

Michael Corleone: Héay giir nhitng ngudi bgn cua anh

gén bén minh, nhurng hdy gitr ké thit cia anh cén giin hon nita.

- B& gia, Phiin I

Trong cude choi kinh doanh, ai 14 ban va ai 1a thu? biéu

nay tudng nhuir la mét cau hoi don gidn, Ban ¢6 ba nhém ban

v mét nhom thi, ¢6 dang vay khéng? Khach hiang, nha cung

cap, va ngudi bé trg la nhimg ngudi ban trong khi déi thu
canh tranh rd rang 1 khong phai.

Trén thye t&, ching t6i biét ring digu ndy ¢d thé khéng
hoan toan ding. Theo trye gidc, moi ngudi déu hiéu ring doc
theo chiéu dimg cia Mang gia trj ¢6 mét sy pha trén giira
canh tranh va hgp tac. La hgp tac khi nha cung cap, cic ¢ng
ty va khach hang ciing nhau tao ra gia trj. Nhung khi céi
banh c¢in phai chia nho thi khich hang gy ap lyc d€ giam gia
va nhi cung cip ciing doi phin cta minh. Do viy sé 13 canh
tranh khi dé&n loc phai chia banh. Trong cac bai tip tinh
hudng duge xem xét trong cudn sach ndy, ban sé thiy dong



thot ca nhitng véu t6 canh tranh va hgp tac. Tranh hgp 1 tur
md ta ding din nhat quan hé cua ban véi khach hang va nha
cung cip cia ban.

Thé€ con theo phuong ndm ngang? Ai la ban va ai la thu
cia ban & day? Ban s& vui mimg khi ngudi bd trg vao choi, va
néi chung ban sé& vui hon néu dai thi canh tranh dimg ngoai.
Nhur vay, ¢6 phai ngudi b trg 14 ban va ddi thu canh tranh 1a
thu? Néi chung 1a ding. Nhung, mét [dn nita, ddy chua phai la
birc tranh toan canh.

Khi ngudi bo trg tham gia cufe choi, chidc banh sé 16n
1én. D6 1a sy cung thang. Nhung khi &y s€ ¢6 cuge kéo co giita
ban vGi ngu¢i bé trg cia ban vé chuyén ai la ngudi duge lgi
nhigu hon. Néu ngudi bé trg duge nhén it hon tir chiée banh,
ban s& duge nhin nhigu hon, va nguge lai.

Cudc chién cam go gilra nhitng ngudi bd trg nay da
duge minh ching trong nganh kinh doanh may tinh. Cac
nha sin xuit phin cling bé tr¢g cho Microsoft, viéc Compaq
vi Dell tham gia vao thi trudng may tinh ¢4 nhén tuong
thich v&i may IBM da mang lai lgi ich cho cong ty nay.
Nhung Microsoft thim chi ¢on duge lgi nhiéu hon méi khi
Compaq va Dell bat ddu cudc chién vé gid. Khi gia phan
ciing giam xudng, nhidu ngudi s€ mua may tinh hon, diéu
nay din d&n phin mém cing ban chay hon. Va thé la
Microsoft chién thing. Tham chi nhitng nguéi dang 1€ mua
may tinh v&i gid cfi dit hon, bay gi¢ clng tiét kiém duge
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nhigdu tién hon d& mua phin mém. Microsoft lai mgt nira
chi&n thing. Ngudi bé trg ¢6 thé 13 ban caa ban, nhung ban
s& khong phan d8i n&u ho bi thiét hai chit it. Sy thua thiét
cua ho 1a 1gi ich cita ban.

Trong thye t&, nhiing ngudi b trg cua ban qud thanh
cOng co thé ching bat lai cho ban la bao, néu ¢d, trong chiée
banh. Di v&i cac dich vy trire tuyén, san phim bd tr¢ quan
trong la dich vu dién thoai dia phuong. N&u cudc dién thoai
dat, dich vy tryc tuyén bude phai bu dip bang mirc gia thap
hon, ¢6 thé véi gia thap d&n mitc ma cac dich vy tryce tuyén
hiu nhu khéng con lgi nhuin cho minh. Pay la nguyén
nhén chinh tai sao cac dich vy fru‘c tuyén khéng phat tri€én
manh mé& ¢ Nhat Ban noi tdp doan NTT thong tri ca thj
truérng dién thoai va tinh phi cao d8i v4i cac cube goi noi
hat. Ngugce lai, & phin 1én cic viing nuGc M¥, cic cude goi
ndi hat khong tinh theo thdi gian, va diéu nay duge coi nhu
tiép thém nhién liéu cho American Online, CompuServe va
vd s0 cac nha cung cap truy cip Internet d& bing nd tang
trudng. Nhu viy, thi cie sdn phim bd trg ré mdi chinh 1a
ban ctia ban.

Thé& con d6i thi canh tranh thi sao? Chéc chén it nhit
14 quan hé da rd rang & day. Nguoi thich img nhat duge vai
hoan canh s& 1 ngudi séng sét. D6 14 chién tranh. Phén sau
¢na cubn sach ching ta sé thiy Nintendo di lam thé nao dé€
chinh phuc tat ca cac d61 thu va trd thanh ngudi khong 16
trong trong nganh kinh doanh tré choi dién tir trén video.
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Chung ta ciling sé thidy NutraSweet di chai m6t cude chién nhir
th& nao & chau Au @€ x4c 1ap nén mot tién 18 rat co gia tri. Tuy
nhién, néu chi cho rang 34y luén ludn 1 cude chifn véi cac d6i
thi canh tranh thi chiing ta d3 qua don gidn héa vin ds. Péi
khi c¢éch tiép cin thang - thua dan d&n mgt chién thing phai
tra gid qua dat. Thang - thua cudi cing sé trd thanh cling thua.
Mot vi duy 8 dign 13 vige cit giam gid A€ gianh chiém thj phan.
Cac d6i thii canh tranh s& giam gia theo dé€ canh tranh v&i ban
va két qua 1a tat cac bén déu c6 mitc 1gi nhuén thip hon.

Mot van d€ khac trong cude chién v§i d6i tha canh tranh
la khéng dé tiéu diét ho. Théng thudng ban chi thanh ebng
trong viéc lam ho bi thuong, va con thi nguy hi€ém nhét 14 con
tha bj thuong. Béy gi¢ ban da bi giam lgi nhufin, d6i thu canh
tranh cia ban con rit it € mat va mdi nguyén nhédn déu khién
cho cudce chién tré nén quyét liét hon.

Céch thirc tot nhét Id im ra cac co héi ciing thdng véi
d67 thi canh tranh.

Co héi cung thang véi d6i thi canh tranh lidu cé phai 13
thye t&€ khong? Moi ngudi déu néi vé sy hgp tac tfong ndi bd
cong ty nhu lam viéc theo nhom va chia sé théng tin. Nhung khi
budre ra bén ngoai, ¢ vé s€ 12 qua ngay tho khi cho phép d6i thi
"chign thang". Nhung vin dé khéng phai 14 ngudi khac cé thing
hay khoéng - thye t& cho thay 1a ho ddi khi ciing ¢in phai thing -
ma 1a & chd chinh ban ¢6 phai la ngudt thing hay khéng.
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Mic di khé ma quen duge vdi ¥ nghl nay, ban van
phai céng nhin ring d6i khi cach tat nhét la dé cho ca
ngudri khic ciing cing c6 lgi, k€ ca ddi tha canh tranh cua
minh. Chiing ta 33 thiy nhitng vi du khi cac cong ty lac dau
duge xem 1a 461 thu canh tranh, vé sau cho théy ho con la
ngudi b trg nita. Mot khi cac cong ty ndy con thanh céng
véri vai tro b6 trg lan nhau, ho rd rang con mang lai 101 ich
cho nhau.

Nhung céing ¢6 nhiing lac chign luge t6t nhét 1 d€ 461
tha canh tranh théng trong chinh vai tro la do6i thi canh
tranh. Trong phin con lai cia cudn sich, ching ta sé thay
nhidu trudng hop khi viéc mét cong ty giam gia d€ loai bo
d5i tha canh tranh cé thé dé din dén thigt hai cho chinh
cong ty d6. Chang toi s& gidi thidu cich d€ dat duge hidu
qua ciing thing béing viéc tranh cac cudc canh tranh hoay
diét 1an nhau. Chung tbi s& chi ra ring vigc tham gia canh
tranh d#u gi4 c6 thé quay lai 1am hai chinh ban, va goi ¥ cho
ban mot céch thite t6t han &€ canh tranh. Ching ta sé thay
cie chuong trinh danh cho khéch hang trung thanh da giap
cac bén tranh roi vaoe bay cia cudc chién gid ca nhu thé nao.
Ching ta s& xem xét bing cach nao cée quy téc nhu cac didu
khoan "khdp theo gia canh tranh" 1am thay d8i ban chét caa
canh tranh. Ching ta s€ xem xét xem béng céch nao cb the
tao ra duge anh hudng tic dong 18n sy cam nhin d€ diéu
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chinh céc phan img canh tranh sao cho tit ca moi nguvi
ciing ¢ lgi. Chang ta tham chi s& con phat hién ra nhirng
tinh huéng khi can d& cho d6i thu canh tranh tré nén phat
dat, thim chi ngay ca khi digéu d6 c6 nghia 1a chdp nhén lgi
nhuin cia minh thdp hon, Mt truéng hgp loai nay 1a khi
m@t d6i thu mdi gia nhap thi trudng d& cho cic cong ty 16n
phén banh du to sao cho c4c cdng ty kia nghi ring d& ké méi
d&n sdng con t6t hon 13 gy chign véi né. Mot doT thi canh
tranh dang phat dat thucng it nguy hiém hon méot déi thu
tuyét vong.

Julius Caesar da noéi:
Hay cho nhitng ngudi din éng béo di theo ta.

- Shakespeare, Julius Caesar

Mic du vy, chon giai phap quay lung lai d€ mic d6i tha
van khéng phai 14 mét ¢ tudng t6t. Ching ta biét rd ring tit ca
cic dbi thu canh tranh cia ban sé rat hai 1éng ding bita trua
cua ban néu ban d¢ cho ho lam didu d6. Phuong phap cho
chién hrge cna ching ta khdng phai 14 ting cac 6i thu canh
tranh mdt bita trua khong mat tién - bira trita clia ban. Ching
tdi cling khong dé xuat rang ban to ra nhudng nhin va hy vong
ring nhitng ngudi khic cling s& d4p lai nhu viy. D6 thudmg 14
cdng thifc cho tinh huéng thua - thing. Chiing ta con cé nhitng
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cach thife théng minh hon d& canh tranh ma khéng can dya
vao 1ong tét cua ké khac.

Quan hé cia ban v&i cde @61 thi canh tranh thoat nhin 1A
quan hé canh tranh hay quan hé théing - thua. Ban sé thiét khi
hg tham gia vao cude chai. Nhung ban sé khéng phai thiét
nhiéu nhu vdy néu ban nhan ra ring mét khi d&i tha canh
tranh tham gia vio cuée choi, ban hoan toan c6 thé cing
thing v&i ho. Khéng phai chi ¢6 chién tranh v&i cae d6i tha
canh tranh. J d4y ¢6 ca chién tranh va hoa binh.

biéu nay ding cho ca bdn phia trong gian 6 Mang gia
tri, du d6 1a khach hang, nha cung cdp, ngudi bd trg, hay doi
thi canh tranh, khéng ai c6 thé chi déng mét vai ban hay tha. &
day luén c6 tinh hai mang trong méi méi quan hé - do 1a cac
thanh 1§ dong thi ciia hgp tic va canh tranh. Chién tranh va
hoa binh. Tranh hgp.

Ban va tha

Ludn tdn tai c& hai yéu té ciing thing va thing - thua
trong cac méi quan hé véi:

Khach hang

Nha cung cap

Nguweéi bo tror

D6i thit canh tranh

Hay suy nghi theo hwéng tranh hop

L et e e L
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Tai thoi diém nay, ching ta ¢6 mét gian d6 (Mang gia
tri} va mét cach tu duy (tranh hgp) @€ suy nghi vé cudc choi
trong kinh doanh. Chéng ta da thiy mét s6 vi du v8 mét s§
cbng ty 44 1am thay d8i cuée choi nhy Ford véi Ford Tin
dyng, Intel v&i ProShare, cling nhu rdt nhigu cic vi dy khac
nia trong cac ciu chuyén vé sau. Nhung ching ta van chua
cb mét phuong phap mang tinh hé théng nio d€¢ lam thay d6i
cugc choi. D€ phét trién mét phuong phap nhu véy, ching ta
s& quay sang 1y thuyé&t tro choi. P6 chinh 1a ndi dung cua
chuong sau diy.



CHUONG III
LY THUYET TRO CHOT1

Cube ddi la mét tro choi bdt bube.
- Edwin Robinson

Ban hy vong cd thé ki€m duge baoc nhiéu trong tré choi
kinh doanh? Nhir chiing ta thiy, ciu tra 1&i khong phuy thude
vao kich thudc ctia chi€e banh thi trudng, hay dya trén quan
diém vé tinh cong bing. N6 ciing khéng phu thude vao viée
ban choi 16t nhu thé ndo. Ma viéc ban nhin duge bao nhiéu
phu thuge vao tuong quan quyén Ie clia ban trong trd choi va
quyén lyc cua nhitg ngudi khac ciing d6i chia chi&c banh d6.
Quyén lye - du cua ban hay cia nhitng ngudi khac - déu duge
xéc dinh béi ¢ ciu ena trd choi. Ly thuyét trd choi cho biét
cach lam thé nao d€ lugng hoa duge cac quyén e 6.

Ly thuyét tro choi khai dau 13 mot nhanh coa nganh
toan hoc Ung dung. Ciing cé thé goi d6 1a khoa hoc vé chién
Iuge. N6 phin tich cic tinh hudng trong &6 vin may cta tit ca
moi ngudi déu phy thude 1an nhau. Ly thuyét tré choi dwa ra
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mot cach thite ¢6 hé thing dé phat trién cac chién lugce khi s6
phan cua ngudi nay phy thude vio nhimg gi ngudi khac lam.

C6 vé nhu Iy thuyét tro choi hoan toan thich hgp dé
phan tich chién lugce kinh doanh. Tuy nhién, trong lich su da
tung ¢ mot tré ngai ngdn can thé gidi kinh doanh nam lay 1y
thuyét nay. Van dé la & chd cic nha hoe thujt va cac nha kinh
doanh ¢6 hai ngdn ngif khic nhau: mét bén néi vé cac ding
thite, bén kia chi néi dén kinh nghiém. Nhiéu nha kinh doanh
da timg nghe noi tdi 1y thuyét tro choi nhung nghi nge khong
biét @6 ¢6 thye 1a mét cdng cu dic lyc tiém tang hay khéng.
Tuy nhién, chinh cde¢ k¥ ning toan hoc phitc tap 43 can tré
viée dura Iy thuy8t vio thyc tién. Dong thdi cac tic gid cua ly
thuyét tro choi cing thudng khéng hiéu bist nhidu lam vé thye
tién kinh doanh, vi viy mét s6 di€m trong 1y thuyét cia ho
khéng nam bat duge cic thire tién trong d6. Cac kinh nghiém
cta ching t6i trong linh vye giang day, nghién citu va tu van
cho thay ddi thoai giita cic thé gidi cua Iy thuyét tro choi va
thitc tién kinh doanh 14 hoan toan c6 thé va rat c¢é ich. Cuén
sach nay, do vy dugc viét chinh 14 nhdm muyc tién mang 1§
thuyét va thye tién dén vdi nhau.

Trong chuong nay ching tdi s& giai thich nhig § tudng
nén ting cua Iy thuyét trd choi. Trong cic phin con lai cia
cudn sach, chling t6i sé tip trung vio ng dung Iy thuyét tre
choi trong chién luge kinh doanh. O day, ching t6i dang ¢&
gang dét nén mdng va khoi ggi mdt cach suy nghi méi. D€ lam
duge didu nay, ching t8i sit dung mét s8 trd choi duge don
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gian héa va cach diéu héa mét cach co chu ¥ d€ minh hoa cho
nhitng khai niém mang tinh co s& cta 1y thuyét tro choi. Mic
du chiing t6i khdng sit dung todn hgc nhung viéc giai trinh van
doi hoi phai chil ¥ dén khia canh todn+hoc ¢ diy. N&u cic ban
doc kinh mén cua tdi danh thoi gian nghién ciu k¥ chuong
nay, ching t6i cam doan riang ban sé dugc dén bu xitng dang
trong cic chuong ti€p theo, béi trong &6 chiing téi ap dung
cdc khai niém nay 4€ phén tich va phat trién rit nhiéu loai
chién luge kinh doanh khéic nhau.

Tat c& déu ndm trong cac quan bai. D€ thay Iy thuyét
trd choi vin hanh nhu the nao, chiing ta hiy bat dau tir mét
tro choi trong qua c6 vé kha don gian. P6 1a vio mét ngay
nghi rdi rdi ¢ truong Harvard. Thly gido Adam va 26 sinh
vién cao hoe quan tri kinh doanh (MBA) cua minh cling chai
bai v&i nhau. Adam giit 26 quin bai mdau den va phat cha
mbi sinh vién mgt quan bai mau d6. Thiy Adam cam thay
rit himg khéi va 6ng hao phéng dit ra mot phin thudng 1a
2.600 USD. Ong d8 nghj bat ki ai, k& ca éng, néu dua ra
duge mét cap hai quin bai trung - mdt den, mét @6 thi sé
duge thuéng 100 USD.

Tré choi 14 nhy vay, Dé 13 sy thuong lugng du6i hinh
thire ty do gitta Adam va cac sinh vién. Chi ¢6 mét quy dinh
1a cac sinh vién khéng duge tdp hgp v8i nhau &€ mic ca
chung nhir mét nhém véi thiy Adam. Ho phai mic ca riéng
ré theo tirng c& nhin. Theo ban, cudc thwong hrgng sé dimg
lai & ddu?
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Hay hinh dung ban 1a mét trong cc sinh vién va thay
Adam @€ nghj ban bén lai cho 6ng quéan bai d6 véi gia 20 USD.
Ban c6 chip nhin khong?

Ching t6i &3 choi trd ndy rit nhidu Ian véi cac sinh
vién, cac nha quan 1y, cic chuyén gia thj trudng, nhiing
nguoi chuyén thuong higng vé lao ddng va cde luit su. Cace
phan img d4u tién cua ho gan nhu ludn luén gidng nhau:
Adam & vj tri manh hon. Trén quan diém cta méi sinh vién
thi Adam r& rang 13 giit tt ca moi quan bai. N&u ho muén
trao ddi, ho can phai d&n chd Adam. Ong c¢6 d6c quyen vai
cc quan bai den. Nhu vy thi Adam chic chin sé rat ¢t lgi
khi thye hién mic ca.

Béy gio thi ban ¢6 sin sing 14y 20 USD ma Adam dé
nghj khéng?

bing quyét dinh nhanh qui nhu vay. Vi th& coa ban
manh hon 12 ban tudng lic ban du, do vy hiy manh dan Ién
va tit chdi dé nghj 20 USD cua Adam. C6 1é ban nén dé nghj lai
mot mic gia khéc, ching han 90 USD. Bimg lo néu Adam i
chéi d€ nghj nguge lai cua ban. Dimg nhugng b 6ng y. Ngay
ca khi ban va thay khéng théa thuin dwye véi nhau vé vu mua
ban nay thi tré choi cling vin con chua két thie,

Adam da ¢dm phén thanh cong véi timg sinh vién trong
8 25 ngudi con lai. Didu gl s& xay ra ti€p theo d6? Adam van
con lai m{t quan bai den vi vin con mdt quin bai dé chua 14t
ra. 6 1a quan bai cua ban. D€ ¢6 duge thuong vy cudi clng
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ndy, Adam ¢an ¢é ban ciing dling bing v&i ban cdn 6ng ta. Bay
gi¢ hai ngudi & vao hai vj tri d6i xing nhau hoén tean, khéng
al ¢6 lgi th& hon ngudi kia trong cudce mic ¢i tay d6i. VA 50/50
sé 13 két qua chia cudi cing,.

Bing cach ch¢ dgi, ban c6 thé& nhan duge 50 USD cho
quén bai cia ban. Bdi vi rt cyc thi mic ca cling dimg lai o ty
1é chia 50/50 nén rat c¢6 thé Adam va ban sé thoa thuin luén
nhu viy ngay tir $iu. Vi bat ky sinh vién nao ciing c6 thé ap
dung chién luge cia ban nén két qua 50/50 rit ¢6 thé sé l1a
k&t qua chung clia tit ca cic cudc mic ca tay 46i. Khi 46 tro
choi s& chuyén thanh 26 cudc thuong hrgng tay d6i riéng ré.
D€ két thic méi cude thuong lugng nhur vy, Adam déu phai
cin dén ngudi sinh vién kia khdng kém gl ngudi nay cin dén
ong ta.

Thay Barry khi &6 quyét dinh sé thir chei chinh trd chai
d6 @ New Haven. Tuy nhién, khi éng dimg truée 1dp, cd thé
thay rd 14 6ng khéng cd du cie quan bai. C6 ba quin den bj
mét. C6 vé nhu d6 1a mét sy ¢8 khéng may. Barry van choi voi
23 quéin bai den va chia 26 quan bai d6 cho 26 sinh vién.
Ciing nhir tru@e. Cit méi quin bai den va do cung cdp dang
gid 100 USD. Liéu [in nay cic cudc thuong lugng gilta Barry
va cic sinh vién s& dimg lai ¢ dau? V&i mét chiéc banh nho
hon, liéu Barry véi cic sinh vién cia minh ¢6 nhian duge it
hon so v&i Adam va céc sinh vién cua éng hay khéng?

Mot Tan nira, hdy &4t ban vio dia vi mét ngudi trong
18p hge. Barry cling & nghj tra cho ban 20 USD d€ ban dua
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cho 6ng ta quan bai ciia ban. Ban s€ nhan hay sé€ gilt nd lai 4€
suy nghi thém?

Néu ban lai 4p dung chién luge trude thi ban sé thay
ngac nhién. Lin nay, gilt lai &€ chd xem 1a mt § tuong khong
hay chiit ndo. B&i vi Adam ¢6 26 quan bai, 6ng cin ca 26 sinh
vién d€ khép tat ca cAc quan bai vdi nhau. Néu ban tu chdi dé
nghi ban d4u cua Adam, ban ¢on ¢6 thé nghi ring 6ng ta sé
quay lai. Tuy nhién, chi v&i 23 quan bai, Barry dang choi mét
tro chai v6i nhimg chifc ghé nhac va sé ¢d 3 sinh vién bj bo
lai. Néu ban khéng chdp nhin 20 USD va lai con doi dén 9o
USD, Barry c6 thé s€ bo di va khong bao gid quay lai miic ca
v@i ban nita. Ban sé két thiic v6i quin bai do van con va
khéng c6 d6ng nio trong tay ca.

Cai gi ditng véi ban thi ciing sé dung véi ed nhitng
ngudi khac. Bat ky sinh vién no ciing ¢6 kha ning roi vao
vi tri bj bo lai néu khéng chdp nhin dé nghj cia Barry. Nhur
vay, tit ca s€ cung nhin nhugng. 23 sinh vién "may mén" sé
nhin duge 20 USD va ba ngudi sé khéng nhin duge gi ca.
Vi viy, néu Barry dé nghj tra 20 USD cho ban, hay nhan
ngay 1ay!

Thyec ra, Barry ¢6 thé dé nghi mite 4n chia 90/10. C6 ba
sinh vién ¢6 kha ning khong nhin duge déng nao. Ho sdn
sang chip nhin mire thip hon so v&1 nhitng ngudi dot 20 USD
cho quan bai. Dit sao thi nhiin duge 10 USD ciing con hon 13
khéng nhin duge gi. D&l vai Barry, 90% cia 2.300 USD van
nhiéu hon so v&i mt nira cia 2.600 USD véi Adam.
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Thigu ba quéin bai khéng phai 14 mét sy c6. Barry 44 ¢é
mét chiit tha doan khén ngoan ¢ day. Ping la dng ta 44 khién
cho chiéc banh bé di nhung 6ng ta hifu rit rd viée bo di ba
quin bai sé& lam thay d8i viéc chia banh nhu th& nio. Ong ta
cling biet ring viéc chi€ém duge migng to hon thira sie d€ bu
dip thiét hal do ca chiéc banh bj bé lai.

Chéang 1& day chi 1 trd choi vdi cic quin bai thdi u?
Khéng dau, chién luge nay 43 duge dp dung bdi hang kinh
doanh tré choi video khéng 16 Nintendo, mot cach tinh c& ban
dau cling 13 m§t nha san xut bai 14 d€ giai tri. Vao nhitng nim
1988-1989, cac may chol video clia Nintendo khéng du dé
ban. Nintendo da chon cach choi eha Barry chir khéng chgn
clla Adam, v@i m¢t di€m khac biét rat 16n: Hing d3 thu vé
khoan l¢i nhudn 1on gdp nhiéu Tan so v&i ci Barry 1an Adam.
Ciu chuyén cia Nintendo s€ duge ndéi d&n ki hon trong
chwong vé Gid tr] gia tdng.

Loai cac thanh ph¥

Lién doan béng da quéc gia (NFL) da ghi duge diém
rat cao bang cich chai theo kigu cua Barry trong tro choi véi
cie quén bai. Bing cach ¢6 tinh han ch€ 8 cic d6i béng tham
gia vio giai Lién doan, NFL 42 bao dam ring s§ thanh pho
tmudn c¢d ddi béng ludn lé¢n hon 58 4di béng hién c6. Nim
1988, dbi Catdinals cia thanh phd St. Louis da chuyén sang
Phoenix, bo lai St. Louis v&i mét san bong da lén ma khéng
¢ d61 bong ndo, Trong nd hye cb 16i kéo vE minh mét doi
bong thay thé, St. Louis &3 phai thwong lugng vai In véi céc
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d6i béng khac nhung khéng dat duge két qua. Tat ca nhitng
gl xay ra sau dé 13 cac thanh phd bi budc phai dua ra nhitng
&8 nghi mdt cAch hao phéng hon @6 véi cac d6i béng cia he.
Cudi cing, nim 1995, St. Louis da thuy&t phyc dugc dji
Rams chuyén tit Anaheim vé v&i ho. By gid thi Los Angeles
¢6 d&n hai sin vin déng trong khéng do ho da d€ mat ddi
béng Raiders vé tay Oakland. Khi d6i Colts cila Baltimore vé
véi Indianapolis, Baltimore da s6i syc d€ tim kiém d¢i thay
th€. Ho cho xAy mot sin vin ddng mdi tri gid 200 trigu USD
tir tién huy d6ng trong dan cu cang véi 161 hita vé khoan tién
tra trudce 75 triéu USD cho ddi Browns cta Cleveland trude
khi d%i niy quyét dinh 14y nhiing tham co xanh cla
Baltimore 1dm ngdi nhd méi caa minh. Cén Cleveland thi
sao? T4t nhién 14 & lai véi mot sin vin dfng tréng tron.

Ngay cang ¢d nhidu d6i bong thich xit sy nhu nhitng
don vj ty do. Véi sy quyén rii cia mét san vin dong hién dai
trj gi4 300 triéu USD va 28 tridu phf chuyén dja diém,
Oilers dang muén tir bé Huston d€ v vdi Nashville, Khi d6 -
ban doan dugc 13 gi ¥6i - sin vin dng cia Huston ciing sé
tréng réng. Pong thdi Bears cia Chicago dang tinh toén d¢
chuyén sang Gary, trong khi Bucaneers ctia Tampa Bay c6
thé s& di Orlando. Seahawks cia Seattle dang xem xét viée
bo di, v cudi ciing dén lugt Cardinals ctia Phoenix lai cling
mudn ra di thém mdjt [an nita.

C6 mdt s 16n cac thinh phd theo dudi mdt s it hon
cic d61 bong. D613 1y do vi sao cac d9i bong cb thé mic ca
hét strc d& dang vdi chinh quyén céc thanh phd vé viée st
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dung céic sén vin déng. Céc ddi béng cbd tat ca quyén lyc
trong tay, cac thanh phé muén cé ddi bong ching cé chit
quyén lgc ndo. K& qua 1a ngay ca cac thanh phé hién dang
c6 d¢i bong cling khéng hoan toan ¢d lgi trong chuyén nay.
Nim 1992, ngudi ta d3 ang ching tdng trg cdp cua cac
chinh quyén bang va dia phuong cho chu cic déi béng 1én
dén 500 triéu USD méi nim. P6 chi méi 1 sy bit dau cua
cugc canh tranh vi cic ddi bong.

Bing cich choi theo ki€u cua Barry trong trd choi
Quén bai, NFL da ki€m duvgc nhigu tién hon, tuy nhién ho
cling phai tra gia. Bdi vi cac di béng trd nén it trung thanh
hon véi tinh nha, cic ¢§ déng vién cling it trung thanh véi
ddi bong cia he hon. Vé lau dai, dieu nay s& bat lgi cho
NFL. Ching ta s& thao ludn thém vé cdc 1y 1 xiy va chéng
ddi véi thi trudng thi€u cung trong chuong vé Gia tri gia
ting ¢ phian sau.

Ban hay nh& d&n tré choi Quén bai mdi khi mudn hiéu
xem ai 1a ngudi 6 quyeén lyre trong cude choi. Chiing toi s& con
nhdc d€n tro choi ndy vai lan nita trong cic chuong tiép sau.

1. Gia trj gia ting

Trong tro choi Quén bai, ching tHi 3 c6 thé giai thich
cach 1am etia minh théng qua cac 1ap luidn xem ai nhan duge
gl. Ly thuyét tro choi dua ra mét nguyén ly co ban dé Iy giai
al nhin dugce gi trong bat ky tinh hudng nao, tit tro choi
Quén bai dé&n trd choi kinh doanh va cuéi ciing 1a troé choi
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cude déi. Chia khéa dé hidu dugc ai la ngudi thie sy ndm
quyén luc trong bit kij tro choi nao dwge goi la khai nigm
"gid tri gia tdng".

Gia tri gia ting do ludng cai ma méi ngudi choi mang
d&n cho trd choi. DAy 14 cach dinh nghia d& hinh dung hon:
Hay 14y kich thuéc ctia chiéc banh khi ban va tit ca nhimg
nguoi khae dang trong cube choi; sau d6 hiy xem xét néu
khong c6 ban thi nhitmg ngudi con lai sé€ ¢6 thé tao ra chide
banh to bao nhiéu. Chénh éch gifra kich thuéc cia hai chiée
banh sé€ la gia trj gia tdng chda chinh ban.

{Kich thwéc chiée banh khi ban tham
= gia trong tré choi) - (Kich thuwedrc chiée
banh khi ban dirng hgodi trd choi)

Gia tri gia
téng cla ban

Ban rat khé cd thé nhin duge tir tro choi nhigu hon gia
trj gia ting cua ban. Béng trye gide, ban hidu réng cdi bgn
¢6 thé mang ra khoi tro choi bf hgn ché boi cdi ban mang
vao, ma déy lgi chinh la gia tr] gia tdng cia ban. Néu bgn
doi phiin 16n hon, phin con lai d€ chia giita nhirng ngwdi
khac sé nho hon chiée banh hg ¢é thé tqo ra ma khéng c6
ban. Chang c6 ¢& gi ho lai phai d6ng y nhu vay. Ho cé thé
nhén dugc nhiéu hon bing cach git lai tré choi gitta ho vai
nhau vi bé ban ra ngoai cue. Chinh vi vy, dimg hy vong
ring ban s& nhin duge nhigu hon gia trj gia ting cha ban.

Hiay quay tr& lai tro choi Quin bai va xem xét né dudi
ling kinh cua gia trj gia ting. Truéc hét, hiy xem trd choi
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cua Adam v&i 26 quin bai den. Néu khéng ¢4 Adam va cac
quén bai chia ong thi ciing khéng ¢ tré choi. Nhr viy, gid
tri gia ting cita Adam chinh 1a toan b$ gia tri cia trd choi -
2.600 USD. Méi sinh vién s& ¢4 gia tri gia ting 14 100 USD
b&i vi néu khéng c6 quin bai trén tay mdi ngudi thi sé cb
mét cip bai khéng thé khép duge va do viy s€ mit 100
USD. Do d6, tong gia tri gia ting la 5.200 USD - véi 2.600
USD tir Adam va oo USD tir méi sinh vién trong s6 26
ngudi dé. Do 461 ximg nén mdi ngudi sé ¢6 kha ning nhin
vé mdt nira gia tri gia ting clla minh: Adam s& mua méoi
quén bai do véi gid 50 USD va sé€ ban mbi quén bai den coa
minh cling v&i gid nhu véy.

Trong tinh huéng cua Barry, gia trj gia ting cho thiy
mét ciu chuyén khic hin. Béi vi bay gidr chang ta chi ¢con 23
quan bai den nén chiéc banh da bé hon, chi con 2.300 USD.
(Gia trj gia ting cua Barry ciing chinh 1& 2.300 USD. Tuy
nhién, tac déng hé qua lom hon d61 vdi céc sinh vién 14 gio
day ho @3 khéng con gia trj gia ting. Khdng sinh vién nao c6
gia trj gia tAng bdi vi s€ ¢é ba sinh vién khdng tim dugc quéin
bai khdp vai quin ciia minh. Do viy, khong mét sinh vién
nao la quan trong 48i vdi tro choi. Tong gia trj cta tro choi
khi ¢6 26 sinh vién la 2.300 USD va van la ngan d6 khi chi
con 25 sinh vién. Barry 1a ngudi duy nhit c6 quyén d6i chiée
banh. Tin hay khéng tiy ban, nhimg thyc ra éng ta da kha
hio phéng réi khi d8 nghj cc sinh vién miic gia 10 USD hay
20 USD cho méi quén bai ctia he.
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C6 mot sd sai [dm dé méc phai khi ban muén thir danh
gi4 gia tri gia ting ctia minh. Khi chiéing 61 d& nghj meoi ngudi
chai tro choi Quan bai, ching t8i nhin thiy day Ia nhitng 16i
ngudi ta rt hay méic phai. L5i thi nhét la chi quan sat cé
mét nira ding thire. Moi ngudi du tp trung vao sy viée 1a
néu thi€u Adam thi tré choi sé khéng con. Ho cam nhén
dugc chd y&u cia viée lya chon rit lui cia minh nhung lai
bé qua lya chon rat lui cia Adam. Ho thudng nhanh chéng
dong ¥ ban quéin bai, thudng 14 khéng nhiéu hon 20 USD va
van nghi ring ho 1a ngu¢i may méin. Nhung néu chi dit cau
hoi ban sé thiét m4t bao nhiéu khi thi€u Adam thi chua du.
Ban con c¢in phai ty héi xem Adam sé thiét mét bao nhiéu
néu thi€u ban nira. N&u khéng c6 ban, Adam s& mat khéng
100 USD. Do vy, lya chon rat lui ciia Adam thiye t€ ciing
khéng kha gi hon so v4i ban. K&t qua 12 Adam c6 thé tra bat
ky s6 tién nao (nho hon 100 USD) @& 14y quéan bai cua ban.
Do chinh 14 gia trj gia ting cua ban. Vige suy nghi dya trén
co s¢ gia tri gia tdng sé gitip ban nhin thiy thé manh
trong vj tri hién tqi ctia ban.

bé tinh toan gid tri gia ting cha ban, hdy ty hoi: Néu
t6i tham gia vao tro choi nay, t6i s8 mang thém duge vao d6
bao nhiéu gia trj? Thay vi tap trung vio mic t6i thifu ma
ban sin long chdp nhén, hiy chic chéan ring ban con tinh
dén ca viéc nhimg ngudi khac sin long tra cho ban bao
nhiéu d& cé ban trong cude choi.

Lbi thir hai thudng thdy la 1n pn giita gid tri gia
tdng cua cg nhan ban véi gid tri gia tdng lon hon cia mét
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nhém nhirng ngudi cé cung vi tri gidng nhu ban. Chung
t6i nhéan thay 16i nay khi chuyén sang tinh hudng cua Barry
trong tré choi Quéan bai. Cac sinh vién di cuong diéu hoa
ban thin. Hg cho ring hg ciing ¢6 mét gia trj gia ting nao
d6 bai vi khdng cd cac sinh vién, Barry ciing khéng nhan
dugce gi tir tro choi. Dang 13 t6ng gia trj gia ting cua tat ca
cac sinh vién béng nguyén chiéc banh, tic la 2.300 USD.
Tuy nhién, diéu d6 hoan toan khong cé6 nghia 14 mai sinh
vién sé c¢6 th€ nhin duge miéng banh to hon. biu nay chi
¢d thé xay ra né&u tdt ci cac sinh vién cing déng long thay
d6i tré choi bang cach lién két vdi nhau va hanh djng nhu
médt nguFi choi duy nhit. Lam nhw viy chic chin la vi
quyén lgi chung cta ho. (D6 s€ 1a chién lugce thay d8i nguai
choi - 481 tugng cua chuong vé Ngudi chai & phin sau cubn
sach nay.) Chitng ndo ho con choi véi tu cach riéng ré thi sé
cd mot cudc canh tranh gitva ho v4i nhau 48 duge lam viée
v{i Barry. Trong trudng h¢p nay mice gid ho nhin duge sé
13 gia trj gia ting cua tirng sinh vién riéng 1é va gia tri nay la
bing khéng. 6 chinh 1a ¥ do vi sao nhiing sinh vién nhén
20 USD trong tinh hudng vdi Barry trong tré choi Quéan bai
qua thyc 1a da gip may.

Hay tho van dung v tudng cudi ciing nay vao cude song,.
Gia tri gia ting cua nhitg chiéc xe hoi 1a rat 1on: Ching ta
khéng th€ ndo hinh dung dugc cude séng néu thidu ching,
Tuy nhién, liéu ¢6 phai hang Ford ciing ¢6 mét gia trj gia ting
16n ngang nhi viy? Khong phai. Néu bo Ford ra, chiing ta vin
cdn GM, Chrysler, Toyota, Nissan va nhiéu hang san xuit xe
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hoi khac. Cai ma ching ta sé khéng cé nita 1a nhan hiéu Ford
Explorer hay Ford Mustang. Cam nhin vé gi trj gia ting cla
Ford do vay 13 han ch& hon nhiéw - va gi4 tri gia tang toa nod
cling han ché nhir vy.

Gia tri gia ting cua ban 1a bao nhiéu?

Ngudi ta Tudn ludn thich tim cach 4p dung ngay nhimg
ly thuy€t m&i vao cude sdng hang ngdy. Chang han bay gi¥
ban ¢6 thé ty hoi: Cai gi lam nén gid trj gia ting cua chinh
minh? Tuy nhién, hdy biét rang giai tri véi clu hoi nay sé
khéng dé chiju 1am. Ban phai thiy duwge truge thé gisi sé ra
sao khi thiéu ban. Diéu ndy con t& hon 14 doc cdo pho cho
chinh ban than minh. N6 giéng nhu doc mot t& bio sau khi

ban qua ddi mét niim va nhin xem thé gi&i da xoayv x& ra sao
khi khéng c6 ban.

Trén thyre t&, nhigu ngudi di rdt ¢8 ging gidu gia tri
gia ting cua minh. Ching ta déu biét ¢6 nhidu ngwdi tir chai
khéng chiu dimg cong viéc va di nghi phép. Ho ty néi vai
chinh ban than - va v6i bt ky ai nghe ho - ring dudng nhu
néu ho bo di thi Trai dat sé& ngimg quay ngay 1ap tirc. Néu
qua thyte nhur vy thi c6 nghia 13 gia tri gia ting cna he rit
16n. Tuy nhién, th& giéi s& van ludn ludn quay. D& chimg
minh duge ring thyc sy nhitng ngudi nay khong phai 1a
nhitng ngudi khong thé thay thé c6 thé sé 13 rat mao hiém.
Do vy, h¢ van cir tiép tyc 1am viée.
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Nhin lai va xem gia tri gia ting cia ban 44 1a bao nhi€u
trong mdt sd tinh hudng da xay ra ciling 1a vo ich. biéu nay
cling giéng nhu hinh dung xem thé gidi s€ ra sao khi ban hoan
toan khéng ton tai. Dé chinh 1a nhitng gi Jimmy Stewart da
lam trong b§ phim Mgt cufc doi tuyét dep.

Trong ciu chuyén ciia nim 1946 do Frank Capra lam
dao dién, Jimmy Stewart déng vai George Bailey, chi ngan
hang, mét ngudi chdéng va mot ngudi cha. Anh da 18y ngudi
yéu cung hgc dai hoe v8i minh (Donna Reed) va vé séng &
thi trdn qué huong 14 Bedford Falls dé diéu hanh cdng vige
kinh doanh tién do cha anh 4€ lai. George mo u&c duge di
chu du khap thé& gisi nhung anh cam thidy nhw bi méac bay,
bj tréi bude trong thé gidi nhod hep cia minh. Vao mét ngay
g4n 12 Noel, 6ng ciu ding tri cua George mang mét s0 tién
dén ngan hang d€ gii nhung di ddnh mét trude khi dén
duge quiy thu ngin. Potter, nhdn vt phan dién (Lionel
Barrymore), mét e ddng cua ngin hang tim thay chd tién
nhung khéng tra lai cho George. Mt sach ti€n nong, George
s¢ ring bay gi¢ Potter s& ¢6 dugce co hdi ma han da cho dgi
tr tau 13 chi®fm 18y ca ngAn hang va cung véi nd la ca thi
trin. George cam thiy vé cling thit vong va quyét dinh ty
tir. Tuy nhién, Clarence, mt “thién thén cdp hai" dang trén
dudng di ki€m cho minh ddi canh 44 tir trén trdi bay xudng
d& cttu George. Clarence cho anh thay thé gi¢i s€ ra sao khi
khoéng ¢6 anh. George d3 nhin thidy mét cudc sdng am dam
" hon nhiéu trén thé giéi va higu rdng anh c6 mgt gia trj gia
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ting rat 1on. Tir 46, George da bo ¥ dinh chét va két euc clua
bé phim 1a rat ed hiu.

Chiing ta s& con lam lai thir nghiém cta George Bailey
rat nhiéu Tan trong cudn sich nay, theo ca hai hudng vé qua
khir va tuong lai. Ching ta s€ hoi xem s& phin cua nhimg
nguoi choi con lai ¢6 khac di khéng néu mét trong s6 ho
khéng choi. D6 1a thir nghiém di nguge lai thi gian. Ching
ta cling s€ xem ca nhitng thit nghiém di trudc téi twong lai:
vAn may trong tuong lai ctia nhitng ngudi choi ¢én lai sé ra
sao ho#c tro choi sé bj anh hudng thé€ ndc khi mét nguoi
trong s ho bd cuge.

George Bailey con nghi ng¢ vé gia tri gia ting cGa
minh. Tuy nhién, gia trj gia ting cua Stewart thi da chac
chan. Néu nhu anh khoéng tham gia déng phim thi di nhién
b¢ phim da tr& nén rit khac.

Cac ngoi sao dign anh duge cdng nhan cé mot gia trj gia
ting rat 16n. D6 14 mt vin d8 461 v6i cac trudng quay da
kiém duge cac khoan I¢gi nhuin Khéng 16 tir cAc bd phim
khoéng ¢4 ngdi sao nhung vin cyc ky an khach nhu Rocky, O
nha mdt minh, Cudc phidu luu nguy hiém, Tham tir ché va
Téc df. Tuy nhién, vin may khong hay lip lai. Nhitng dién
vién vé danh truée diy nhu Sylvester Stallone, Macaulay
Culkin, Jim Carey, Sandra Bullock - bt chgt trg thanh
nhifng siéu sao. bén lin sau, hg s& phai duge tra thi lao
tuong ximg vdi gid tri gia ting mai tim thiy cia he.
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Khi Culkin duge chon vao vai trong bd phim O nha mét
minh, cdu mai chi 1a m¢t trong s nhitng dién vién nhi dang
khao khat duge dong phim. Céu ¢6 rat it gia trj gia tdng va da
rit vui vé déng phim v&i mic thu lao chi khoang 100.000
USD. O nhd mét minh di tro thinh b phim cé doanh thu
cao thit sau trong lich sir dién anh va hiing phim 20t Century-
Fox d3 thu duge khoan Igi nhuin 14 286 triéu USD chi riéng ¢
nuwde My. Tit nhién sé c6 cac phén tiép theo ctia by phim
duge dyng. Nhung Tan nay Macaulay da c6 gia trj gia tang
cia minh. D6i véi khin gia xem phim, ciu bé Macaulay
Culkin chinh 14 Kevin McCallister. Trudng quay khoéng thé
chon mét guong mit mdi, thim chi cling khéng thé tim mot
ngdi sao nhi khac. Vi vay, trong phim ¢ nhd mét minh phin
2 c6 tén Bj lgc & New York, Macaulay d4 nhén thi lao 5 triéu
USD, cdng thém 5% doanh thu trong nuée cua bd phim.
Phin 2 ctia bd phim ¢3 thu vE 174 trigu USD va lam ting gia
trj tAm séc danh cho Macaulay thém 8,7 triéu USD nita. Diéu
ndy da gitp ciu trd thinh ngudi tré nhat trong s6 40 dién
vién ¢é thu nhép cao nhat cia Hollywood.

Hang phim Disney 6 mét ciy dila thin &€ tao ra nhitng
ngdi sao khéng 13y thi lao. Cac b§ phim hoat hinh m&i nhat
nhw Ndng tién cd, Ngudi dep vd Quai vdt, Aladin, Vua su tir
va Poncahotas 13 mdt vai trong s8 cac phim 13i nhét tir trude
dén nay. Khéng ¢ ngdi sao nao doéng vai & diy, chi c6 nhirng
hoa si vé tranh hoat hinh. Céc hoa si nay khong thé€ do6i hoi
phién 1ém hon cua chife banh béi vi méi ngudi riéng ré trong
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s& ho khong thé mang lai nhiéu gia trj gia ting. Ludn ¢b
nhidu hoa si ciing lam viéc véi mébi nhén vat va kKhong ai 1a
khéng thé thay thé. Vi vay, Disney da giir chi€e banh lai cho
minh. Ngay nay, tré choi phim hoat hinh da thay d6i mot
cach chéng mjt. Gi4 tri gia ting cua cac hoa si vé tranh hoat
hinh dang ting 1én bai vi hang Dreamworks SKG v&i nhitng
tén tudi nhu Steven Spielberg, Jeff Katzenberrg, David Geffen
dang canh tranh trén thj truong hogt hinh cing voi Disney.
Tuy vy, thanh c6ng bat ngd gin diy nhat cua Disney la b
phim Céu chuyén d6 choi da thay thé cic hoa si vé nhén vit
bing k¥ thuit do hoa trén méy vi tinh.

2, Cac quy tiac

Trong troé choi Quén bai, khéng cé mét co ciu ey thé
nao cho cace cude thuong lugng. Adam cd thé chio mua quén
bai tir bat k¥ sinh vién nio, theo bét k¥ th ty nio va céce sinh
vién ciling ¢6 thé chio mua nguge lai bat ky khi ndo hg cho la
ding lic. Néu Adam va mét sinh vién khéng thoa thuin duge
ngay lap titc thi sinh vién d6 van c6 th€ hy vong Adam sé&
quay lai 8 dam phén ti€p. Khéng c¢é6 mét thdi han nao cho
cac cufc thuong lugng.

MGt s6 cude thuong lugng 1a ty¢ do khong theo mét
hinh thie nao, tuy nhién mot s6 khac lai c6 cac quy tic.
Trong kinh doanh, ban ¢6 thé phai dit ciing mft mirc gia cho
moi khach hang. Néu nhu vay, d6 c6 thé coi 1a mgt quy tic,
Hodc ban ¢6 thé ¢6 mét didu khoan dy phéng vé "quyén xem
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xét lai Ian cudi” cho phép ban lya chon gitt lai khach hang clia
ban v6i diéu kién ban dap tmg duge theo mitc cia bat ky gia
bé thau canh tranh nao. Day ¢é thé 1a mét quy tic khac cla
tro choi. Khi cac siéu thj dinh gi4d vao hang héa cta minh,
diéu d6 c6 nghia la ho d3 d€ khich hang ty quyét dinh 14y-
hay-bo-di ma khong cin mic ca. D6 lai 13 mét quy tac nira.
Thyte t&, day la quy téc cua tit ca cic doanh nghiép ban e,
Khéng nhitng ngudi ban céng bé gia ban, déi khi ngudi mua
cliing lam nhu vay. Khi mét ngudi siv dung lao dong dy dinh
mua dich vy tir ai 6 (ngudi lam cbng), ho thudgng xac dinh rdé
cac diéu kién va mite luong cho edng viéc va hiu nhar khéng
thé dam phén lai d€ thay déi cc diéu kién d6.

Cé rét nhiéu quy tac 4€ digu tiét cic cude thuong lugng
trong kinh doanh. Céc quy tac nay c6 thé 13y tr théng 1&, hgp
ddng hay cac digu ludt. Ciing gidng nhu gia trj gia ting, cac
quy tic 1a mQt y&u t6 quan trong c6 thé gidp mang lai quyén
Iyre trong cufc choi.

D& thay cac quy téc c6 thé Iam thay d8i tro choi nhy thé
ndo, ching ta hily quay lai v&i tré choi Quén bai va thém viaoe
dé mét quy tdc don gian: Chi ¢é Adam dugc quyén ra gia.
Ciing nhu truGe, mot quén bai den va mt quén bai do ciing
cdp tri gia 100 USD. Adam c6 26 quin bai den, con 26 sinh
vién, méi ngudi c6 mét quin bai d6. Nhung bay gid, diy sé 1a
cufc thuong lugng an ngay - ki€u: 1dy-ho#c-bo - hay trd choi
"téi hdu thu" néu ban muén goi nhu viy. Néu ban 14 mét
trong s6 céc sinh vién, ban ¢ thé chdp nhéan hay tit chéi dé
nghi cia Adam. Né&u chip nhén, v mua ban nhu vay 13 84
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xong. Néu tir chdi, tro choi sé€ két thiic ngay. Ban khong thé
dua ra mifc gid cua ban, ciing nhu Adam sé khéng quay lai
chao mife gid t6t hon, Hodc viéc mua ban duge thye hién,
hodc ban s& mit hin co h$i d6. Adam chi ¢ mét eo hoi d6i
vé&i mdi sinh vién v3 nguge lai.

T4t ca déu ndm trong cac quén bai - mét vy giao dich
madi. Lan nay, hdy hinh dung ban & vj trf cla Adam. Ban sé
chao mirc gia bao nhiéu d€ mua quén bai cia cac sinh vién?
Ban ¢6 chia banh thanh hai miéng bang nhau khéng? Hay ban
nghi ¢6 thé 14y duge nhidu hon? Néi cach khae, liéu ban cé
may méin khdng néu 1am nhu vay?

Khi chiing t6i choi trd "t6i hiu thu" néi trén trong 16p,
cac két qua déu nhat quan mt cich rd rét. Ching ti dé nghj
mét ngudi dong vai Adam. Trong cufe thuong lugng diu tién,
ngudi déng Adam da chdo ngay mirc gia phé bién 1a 50 USD
va gid 6 dugce chip nhin. Hai bén chia nhau 100 USD vi cuéde
thuong hegng thi nhat két thic.

K&t qua nay khéng ¢6 gi ngac nhién. Tap quin xi hdi vé
chia déu tdm banh la rit manh. Bét k¥ cich nao khic ciing sé
12 khdng ¢dng bing. Chio mifc it hon 50 USD s€ 14 khong cong
bing d6i véi ngudi sinh vién, con n&u dua nhiéu hon 50 USD
thi s€ lai 14 khéng cong bang d5i véi Adam.

C6 mét sy cln nhic khac nita & ddy. Néu Adam chao gia
thap hon 50 USD, 6ng ta ¢6 thé bj tir chdi va ching nhéin duge
gl cd. Nhu vy ngudi sinh vién cb quyén d ché anh/chj ta sé
quyét dinh xem cé d€ cho Adam nhén bat ky s6 tién nao hay
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khéng. V&1 mét sinh vién ¢ vj thé manh nhu vy, sé 1a ngu
ngdc d6i vdi Adam néu 6ng ta doi qua nhiéu tir chi€c banh.

Tuy nhién, &6 m&i chi 14 mdt nira blre tranh. Ngudi sinh
vién ciing s& khéng nhin duge gl néu tur chdi 1di chao mua cua
Adam. Di€u nay cé vé sé dit ngudi sinh vién vao mét vi tri yéu
hon. Viy thi cudi cling s€ 13 thé ndo? Vi thé cia ngudi sinh
vién 14 manh hay y&u? Quyén s& nim trong tay ngudi chao gia
hay ngudi chap nhén hodc tir chi?

D& tim higu didu ndy, chiing t6i ¢4 dé nghj nghi mot
chiit sau khi cudc thuong lugng thir nhat két thic va phong
van nhitng ngudi chai. D& gitip nguoi choi trong vai Adam biét
duge trién vong cia bén ddi tic, ching t6i cho phép anh ta
duge ban bac véi ngudi sinh vién thir nhit ma anh ta vira cing
mic ca trude khi chio gid vi ngudi sinh vién thit hai.

bigu thudng thiy 14 ngudi sinh vién thi nhit &6 sé
khuyén Adam nén 1o ra chit ché hon. Ngudi sinh vién d6 thye
ra di sin sang chip nhin mic gia thip hon 50 USD, cb 1€
thdm chi thdp d&n mic 5 USD. Do viy, trong cue thuong
lugng thir hai, Adam da dé nghj chia 90/10, véi phan 9o USD
thuc vé Adam. Ding 13 néu ngudi sinh vién ndi khong, Adam
sé chang dugce ti 1¢i ndo, va ngudi sinh vién kia cling vay. Néu
ngudi sinh vién chi trong vao tién, khi d6 anh/chj ta sé chon
10 USD vi nhu vy con t&t hon khéng gi ¢4, con Adam thi duge
90 USD trong Tan nay. Viéc 14y ¥ kién bing cach gid tay da cho
thdy phén 16n moi ngudi - d&n 95% s& ngudi duge hoi déu sé
chdp nhin me gid 10 USD. Vi 95% ciia 9o USD di nhién la
nhigu hon 50 USD ¢6 bao dam.
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D& phan tich tro choi nay, hay suy nghi trén quan diém
cua ngudi sinh vién. Ban c6 thé thiy ring ngudi sinh vién sé
chap nhin bat ki mdc giad chao nao mién sac ho nhin duge
mét s& tién nao d6. Quy tic ldy-hay-bo-di da trao toan bé
quyén cho ngudi chio gia va khéng @€ lai mdt chat quyén nao
cho ngudi chdp nhan hay tir chdi dé nghj d6. & vi tri cia
Adam, ban cé thé nhan dugc nhigu hon 50 USD cho méi quan
bai néu ban biét choi ddng.

Tat nhién, ding ddy sy may mén cia ban di qua xa.
Néu ban chi chio gia 1 xu, hay thim chi 1 USD, ngudi sinh
vién kia c6 th& sé tir chdi vi si dién. Ban cin phai chao mot
mifc gid ma ban cho ring d3i phuong sé suy nghl va quyét
dinh réng nhu vay cén t8t hon 1a khéng c6 gi. Kinh nghiém
cho thiy néu chiéc banh 14 100 USD thi d8 nghj mirc 80/20
la rat an toan, thim chi 90/10 ciing la hgp 1y. Tuy nhién,
khong nén dé nghi d&n mitc 99/1.

Trong van "t6i hiu thu” cla trd choi Quén bai, ching ta
lai mgt Tan nita ¢6 thé bién h$ cho cAch 1Am cia minh théng
qua viée xét xem ai nhin duge bao nhiéu. Nguyén tic chung 13
d61 véi mbi mét hanh déng déu kéo theo mdt phan ing d6i vi
hanh dong d6. Trong vt 1§ hoc, 6 chinh 14 dinh luat chuyén
dong thir ba clia Newton. Piéu nay ciing diing vai tro choi -
tuy nhién c¢6 mét sy khic biét 16n. Theo dinh luit thir ha cua
Newton thi phan lyc s& diing bang lye tac dung; con trong trd
choi thi diéu nay khdéng nhat thidt nhu vidy. Cic phan {mg
khéng duge 1ap trinh tir trude.
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b€ doan trige cac phan g ctia nhitng ngwdi chai khac
d&i v6i ddng thai cua ban, ban phai &%t minh vao vi tri cua ho
dé hinh dung xem ho s& c¢6 thé choi nhw thé nao. Ban hay di
truge tro choi va sau d6 quay nguge lai &€ tim nguyén nhan
xemn dgng thai ban dau nao 43 dan dit ban d&n chd ban mudn
két thiic. Nguyén tic ndy ap dung cho mei trd choi véi mot
day cy thé cac dong thai va cic phan mg c6 thé cé ciia ching.

Péy chinh 14 nhitng gi ching ta 1am trong vin bai t&i hau
thu cua tro choi Quén bai. Cac quy tie rat don gian: Adam
chao gi4, cdce sinh vién hojc chip nhin, hojc bo di. Nhu vay la
s€ chi ¢6 mdt phan tng xay ra: hodc @6 14 chdp nhin, hoic sé
13 bo di (tir chdi). Mic du nhu viy nhimg céc 3n ¥ trong quy
tic ndy van chwa thit rd rang, minh bach. Véi nhitng quy tic
phite tap hon thi cic 4n ¥ c¢dn khé g& ra hon nita. Trong
chuong vé Quy tic, chiing ta s& phan tich cic tic dong caa
nhiéu quy tic phé bién trong kinh doanh - ching han nhu t&i
hué khéch, khép gia theo canh tranh, cac hgp déng mua-hodic-
tra-tién, va nhi€u quy tic khac - d¢€ thiy cic quy tic nay co thé
lam thay d8i cuc dién can bang vé quyén lyc trong tro choi
nhur thé nao.

3. Cam nhén

Nhifng nguti khic nhau nhin nhin thé giéi theo cic
cach khac nhau. Ciing nhy gia tri gia ting va céc quy téc, cam
nhén cta ngudi choi 14 mot y&u t6 quan trong trong tré chai.
Cach ma ngudi choi cAm nhan vé trd choi anh huéng rat
manh dén cac déng thai cua he.
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Nhu viy, bat k¥ mo ta ndo vé tro choi cling phai ¢
cam nhan cua ngudi chol vé trd choi - thim chi la cam nhén
vé cam nbén cta nhitng ngudi khac, hay cam nhén cta ngudi
khic vé cam nhin cta ban vé tro choi. Khong bao gig co
chuyén troé chai lai tch rdi khoi cich ma nguoi choi cam
nhin vé no.

Céc cam nhén dic biét quan trong trong cdc cude thuong
lugng. Chiing ta sé ciing xem xét mot vin dé thuong lugng d€
chia chiéc banh thudc loai kinh dién sau day.

Diu sting kiéu Texas

Khi hai d6i tic thanh l4p mét doanh nghiép hay mét
céng ty lién doanh, ho thudng phai dwva ra mét quy dinh néu
1o s& phai 1am gi ndu mét trong hai bén mudn két thic quan
hé v&i nhan. Co mot quy tic chung cho trudng hgp nay duge
goi 14 Diu sting kiéu Texas. Bén nao khong hai long s€ dua ra
mitc gid. Bén kia khi d6 hofc s& mua lai phén cua bén thi
nhét, hodc ban phian cta minh v§i cling mire gid noi trén. Néu
nhu ban thach diu, diu 14 cai gia ban chon?

Hau h&t moi ngudi déu nghi ring tdt nhat 1a dua ra mitc
giad ma mua lai hay ban lai déu cam théy hai long nhu nhau.
Né&u ban dinh gia lién doanh ctia minh 13 100 triéu USD, khi
&6 ban sé dua ra mitc gia 50 triéu USD. Ban khéng biét bén
kia s& lam gi nhung bang cich niy ban bao dadm rang lac nac
ban cling nhan duge mt nita chiée banh.

Thire t€ 13 ban ¢6 th& nhan duge nhidu hon thé, DE xem
didu d6 c6 thé thyre hién duge nhur the nao, chiing ta hiy cing



di duérng vong d€ nghién cliru mét trd choi cé tén "T6i cit, ban
chon” - cling 14 mét ki€u "d4u sung" nhung 1a tré choi cia tré
con. Hai dira tré mudn chia mét chiéc banh tritng duong vai
chanh va dita ndo cling muén phan hon. Quy tic ¢d dién ¢ day
14 d€ mot dita cit chi€c banh va dita kia thi chon 14y mot trong
hai miéng 43 cat.

Dira tré thir hai la dra chon banh, phai cam thiy hai long
vOi miéng banh nd chon it nhit 14 bing dita cét banh, bdi vi né
duge quyén lya chon. Dda thir nhat ¢t banh, biét nhur vay va
né hiéu ring né khong thé 14y miéng to hon mét nira chide
banh. N&u né chia chiéc banh theo ty 1& 60/40, dua thit hai s&
13y ngay miéng to hon va d€ lai cho né miéng bé. Do viy, tot
nhét la dira thir nhat cit déu chiéc banh 1am dbi.

Tuy nhién, cich phén tich nhr vy qua don gian. Né 33
gia dinh ter trugce rdng cdch hai dita tré nhin nhin chi€e banh
14 giong nhau. Gia sit theo cich khac, rang dita thit hai thich
dn phan xung quanh banh hon 13 phan & gilta, va dtra th nhat
biét nhu vgy. N&u diy 13 triréng hgp nay thi liéu &&ta thir nhat
sé chia binh nhu thé ndo? Né ¢6 thé cit mdt nhat chinh gitta,
nhi bén trai hinh v& dudi. Tuy nhién, né sé& duge nhidu hon
néu né cit theo hinh bén phai. Miéng banh nim trén sé to
hon, tuy nhién mi&ng nim dudi lai c6 nhiéu phan riém banh
hon va do vy s€ 16i kéo dtta thir hai chon né va d€ lai miéng to
hon cho dda thir nhét.

Béy gio hdy ap dung bai hoe nay vio quy tic D&u sing
kiéu Texas. Digu quan trong khdng phai 13 ban danh gia lién
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doanh nhu th& nao ma 1a dai tic bén kia danh gia n6 nhu thé
nao. Mot chién lurge dung dan sé dya trén danh gid mang tinh
cam nhén cta ban v& danh gid mang tinh cam nhén cia d6i
tac bén kia vé chiéc banh.

Gia st réing ban danh gii lién doanh cia minh ia 100
triéu USD va ban biét ring d6i tiac cua ban chi danh gia nd
biang 60 triéu USD. Khi d6 chién luge ding din sé 14 tim
xemn dau 1a mic gia ma d6i tac cna ban sé hai long nhu nhau
khi mua ciing nhw khi ban va cho anh ta mét chit dgng co
dé lya chon theo cach ma ban mudn. Néu ban dua ra mifre
gia 50 triéu USD thi ddi v6i ban, anh ta mua hay bin ciing
nhi nhau. Nhung d8i véi anh ta thi anh ta s& mudn ban cho
ban theo mie gid d6 hon rdt nhigu so vdi viée tra thém 50
triéu USD d€ nhin duge mét co ngei theo anh ta chi dang
gia 60 trién. Do vy, t6t nhit 12 ban dua ra mire gia 31 triéu.
Lic nay thi anh ta $& khong qua vui mirng nhung ciing vira
du d&€ lya chon ban cho ban chir khéng mua lai. Khi dé, ban
sé mua dugc lién doanh vdi mie gid chi 31 triéu thay vi 50
triéu. Néu ban mudn &6i tac cia ban quyét dinh nhanh hon
thi hdy dit mire gid 35 trigu USD - du sao thi ban ciing van
con 141 chan.
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Liéu ¢6 phai hgp 1y khong néu dit gia thiét 1a ban biét
duge gia tri caa lién doanh d6i véi 61 tac cia minh? Di nhién
ban khé ¢6 thé biét chinh x4c, tuy nhién thuéng thi ban ¢6 thé
cd mét ¥ tudng kha gin véi thyce t€. Hay nhé ring ban va dé6i
tac ciia ban da tung 1am viée v&i nhau, vi viy ban ¢6 co hi
hiéu duge dé6i tac cha ban dinh gia vé lién doanh nhar thé nao.
Thém chi ban va d6i tac d4 c6 thé tranh luin vé gia trj clia lién
doanh mét lac ndo dé. Trong trudng hgp khi ching tdi gilip
mot cong ty bing quy tic Ddu sing kigu Texas, nguyén nhan
dén dén sy d6 v& chinh la bat dong vé gia tri cha doanh
nghiép. Khach hang cua chiing t6i mudn diu tu thém nhung
ddi tac caa he it lac quan hon vé tuong lai cia doanh nghiép
va khéng mudn bo thém tign vio d5. Chiing tdi tin tudng vio
danh gia clia minh vé gia trj ma d6i tac kia nhin nhan doanh
nghigp vi 4a lya chon gia tuong (g dé "ddu sing”.

VAy néu ban & trong tinh huéng Ddu siing kiéu Texas v
ban khéng c6 duge ¥ tudng nao hgp 1y vé gia trj cam nhéin cua
d61 tac ctia ban vé doanh nghiép thi sao? Trong trudng hgp
nay thire €14 ban khing thé dodn trude duge di tac cia minh
s& 1Am gi. Ban ¢ thé quay trd lai cach tiép cdn ban dau: néu
ban danh gid doanh nghiép cila minh 13 100 triéu USD, hay
dat mGe gia 50 tri€éu va bao dam rang lic nao ban ciing nhan
duge s6 tien d6 bat ké d6i tac caa ban mua hay ban. Tuy nhién
¢6 mét sy lya chon khac d€ ban ¢én nhic. Hay khuyén khich
d6i tie cua ban "bén" trudce. Bing cach nay ban sé duge guyén
Iita chgn mua hofic ban. Néu d6i tac cia ban dua mirc gia dudi
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50 triéu, ban sé mua; cao hon thi ban. Cach nao di nita thi ban
cing duge lgi. Néu doi tac cha ban dua ra mire gia dang 50
trigu thi ban ciing khong thiét hon so véi khi chinh ban dit gia
& mirc gia d6. Nhu viy trong truéng hgp néu ban khong chic
chén vdo nhén djnh clia minh vé danh gia cha d6i tic cila ban
thi hay c6 gang d€ 1a ngudi "ban" sau. Ban sé khong thiét hon
ma chi ¢6 kha ning c6 lgi hon. Trong quy tic Pdu sitng kiéy
Texas chién huge ding hoan toan phy thudce vao danh gia theo
cam nhén cia ban. Diéu nay ding trong moi trd choi. Cam
nhin luén 1a mét phian trong bic tranh téng thé. Poéi khi
chiing con déng vai trod chinh yéu.

Bat dong trong nghé thuit

Trong khi dang quay mét bd phim hanh déng kinh di
vii mét ngin sach rit Ion, dao dién va ngdi sao dién anh
nhiéu tri¢u d6 la d3 "bat déng véi nhau vé nghé thudt". Nha
dao dién bo di, xudng phim phéai tim ngudi thay thé. Khong
cd mot ing cir vién ndo kha di con rdi rai va do ké hoach san
xudt bj dinh tré, xudng phim tré nén hoan toan that vong.
Ho sin sang tra bit ¢t gia nao d& thué duge dao dién méi.

Trong khi dé nha viét kich ban & nghj dugc nhin cong
vigc cha nha dao dién. Anh ta chua bao gi¢r dao dién mt phim
1n ndo truGe day nhung da timg dao dién mot s& tiéu pham
trén tivi. Didu quan trong nhat 14 ngbi sao dién vién cb6 vé thich
anh ta. Xudng phim quyét dinh nhin nha viét kich ban lam dao
dién. Trén thie t€ ho ciing ching con hyra chon nao khic.
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Nha viét kich ban khéng biét réang xudng phim da rat
c0 ging d€ thué bat cir dao dién nao tuong déi cé tén tudi.
Anh ta dang rat mudn duge chuyén sang lam dao dién. Anh
ta chi dao ngudi dai dién ciia minh ¢6 thoa thuan duge mirc
gia tét nhit t¢ phia xuéng phim nhung khoéng thé d€ mit
cdng viéc nay chi vi mire thil lao. Né&u bi ép qu4, nha viét kich
ban sdn sang lam viéc khéng céng.

Ngudi dai dién da ra bai trude. Anh ta néi ring khich
hang cita minh mudn céng viée d6 véi gid 300.000 USD.
Luat sir cia xiréng phim duge chi dao dua ra mire gia ban
d4u 14 750.000 USD vi dugce phép ning lén dén 2 triéu
USD. Anh ta &3 rit ngac nhién khi ngu'di dai dién kia dua ra
mire gid qué thdp nhw vy nhung van khong d¢€ 1§ quén bai
cua minh. Mic di huét su c6 thé d3 rdt vui mimg d6ng y
ngay v4i mic gia 300.000 USD nhung anh ta khéng mudn
ngudi dai dién kia nhén ra rdng 44 doi qua thip va vi thé
méit vui. Do vdy, anh ta bat dau milc ca v6&i gid 200.000
USD va sau vai ldn thém qua bét lai, hai bén da déng ¥ véi
mife gid 250.000 USD.

Ngudi dai dién rit hai long vi di gianh duge céng viéc
dao dién cho khach hing clia minh véi mire thil lao tuong
ddi gan véi mite dira ra ban ddu. Anh ta khéng ¢é ¥ niém gi
v8 s6 tien anh ta 43 A€ lai trén ban choi. Con luit su cua
«udng phim théng bao ring anh ta di tiét kiém cho thén
2ha duge mira triéu 46 la. Nhu vy cd phat 13 t8t cd moi
aguoi déu hai 1ong? '
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Khéng han. Ong Giam déc xueng phim cam thay hai
long vi b¢ phim lai durge ti&p tue quay nhung khi ngudgi ta noi
véi 6ng ta vé mie tha lao it 61 ma nha viét kich ban sé nhin
duge thi 6ng ta cam thay khé chiu. Ong ta bigt raing mét khi
dién vién ngdi sao phat hién ra ring ong ta tra luong thap cho
ngudi dao dién thay thé, dién vién d6 s€ phan dng lai vi cho
rang c6 ta phai lam viée v4i nhitng tai ndng hang hai. Vi thé,
ong ta da ra lénh tang thi lao cho dao dién lén 750.000 USD
va dng ta cing quyét dinh rang ludt su sé khing duge phép
thuong thio nhimg vy viée kidu nhur viy trong tuong lai. Khi
ngudi viét kich ban biét vé mirc thi lae méi cia minh dugng
nhién anh ta cam thiy rat vui suéng; tuy nhién anh ta cling
quyét dinh sa thai ngudi dai dién cua minh vi cho ring anh ta
thiéu niing lye.

Cau chuyén cd6 mit két cuc tot dep ddi voi didn vién
ngdi sao, vi nha san xudt va nha viét kich ban. Con déi vai
ngudi dai dién va vi luét su thi khéng.

Vay thi ngudi dai dién va vi luat su kia d3 sai & chd
nao? Nguoi dai dién da khong nhin nhén trd choi theo quan
diém cia xudng phim, Anh ta chi dya vao vi thé cia khach
hang cta minh d€ ra gid va khdng xét xem vé phia xudng
phim h¢ mong muén ¢é duge dao dién mbi dén chimg nio.
Anh ta c6 thé kha hon néu d€ luit su cua xudng phim ra gia
trude. Con ngudi lut su kia da lam diang & mét s6 diém, tuy
nhién &6 chi la di€m nho. Anh ta d3 d€ cho ngudi dai dién
cam thiy rang ngudi d6 da lam hét kha ning dé€ thuong
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liegng. Sai IAm cua ludt sir la anh ta khong nhin biét duge
cudc cheoi 1on hon, Anh ta chi nghi rang day 13 trd chol gitva
xudng phim va nha viét kich ban. Anh ta di quén mat ngoi
sao dién anh va khéng hiéu duge ¢d ta s& cam thiy nhu thé
nao khi ¢c6 mét dao dién "ha gid" nhur viy.

Trong chwong vé Chién thudt, chiong ta s€ cdon ndi
nhiéu hon nira vé vai trd cua sy cam nhéan. Chiing ta sé biét
t& bdo New York Post cua Rupert Murdoch ¢ lam thé nao
dé thay d6i cam nhin sai [am cia d6i thu va ngin chin duge
mét cude chién tranh gia ca. Chung toi cling sé giai thich
chiéc dudi cdng cod y nghia gi v&i nhimg cam nhin va bai hoe
rit ra cho chién luge kinh doanh.

Chu chuyén vé bat dong trong nghé thuit dua ching ta
dén v&i mang 16n nhét trong blc tranh vé cic trd choi ma
chiing ta dang dan dan khap lai: d6 1a pham vi cua tro choi.
B4 chinh 14 diéu ma vi luft su cta xuéng phim da quén mat.

Cac ranh gigi

Cho dén gi¢r ching 147 da giéi thiéu cac khai ni¢m vé
gid tri gia ting, vé quy tic va vé sy cam nhin. Vin ¢on mot
y€u 10 nita trong moi trd choi: d6 1a pham vi cua cude choi.

V& nguyén tic, cic tro choi khdng ¢é mét ranh gidi nao
ca. Ludn ¢6 mdt cude choi 16n xuyén qua toan bd khdng gian,
thdi gian, qua cac thé€ hé khac nhau. Tuy nhién, d6 chi la vé
nguyén tac. Mot tro choi khong ¢6 gigi han nao thi viée phan
tich s€ cyre ky phite tap. Trén thuye t& ngudi ta ty vé ra nhimg
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gidi han trong 6c d€ giGp ho phan tich th& gigi. Ho tuéng
tugng ring & dé ¢d rat nhidu cude choi riéng ré.

C& 1a mot vi du dién hinh & ddy. Khdng ai ¢6 th€ hinh
dung ra nd mdt cach toin bd, vi vay ngudi ta thudng tuong
tuegng ring choi ¢ bao gom bit dau choi, dang trong cude
choi va hét ¢d. Kinh doanh khéng kém phin phire tap se véi
e, vi vAy trong kinh doanh cling c6 nhimng hu cdu. Ngudi ta
van thudng hay néi dén nén kinh t& qudc dan hay nganh
cdng nghi¢p nhu thé dé di 14 nhimg bie tranh t6ng thé hoan
chinh. T4t nhién ai ciing biét d6 chi 1a sy bu ciu. Trén thire
t&, cAc nén kinh t& trén thé gidi phy thude vao nhau rit nhidn
vaA cang ngdy cang ting 1én. Vi, nhu ching ta di thdo ludn
trong chuong trude vé Canh tranh hgp tac, ranh gidi cua cac
nganh ciing phan nhiéu 1a wéc 1é.

Viéc phén tich cac tro choi riéng 1& mt cach déc 1ap vai
nhau s& 13 khéng déng tin ciy. Ban ¢6 thé nhim lan véi céi
chi 12 mét phin trong tré choi téng thé. Méi tré choi déu cd
m#&i lién hé véi nhitng tro choi khac: tré choi & noi nay tae
dong d&n trd choi & noi khac, trd choi ngdy hém nay anh
hudng 1én tré choi ngay mai. VAn & ndm ¢ chd cc ranh gigi
trong ¥ nghi khéng phai la ranh gidi thye,

Viéc hing Epson tham gia vao thj trudng may in laser
13 mét minh hoa cho théy cai gi ¢6 thé trd thanh sai khi ban
lam ding trong mét trd choi nho nhung lai quén mat tro
choi 16n hon.
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Mit lién hé¢

Vio nam 1989 thi trudng My chia ra ba dong mdy in dé
ban. May in kim nam & thj trudng cip thdp, may in laser 1a
dong cao cdp, con may in phun muc ndm & phén giita. Cac
may in kim chiém t&i 80% t6ng s6 may in d€ ban bén ra,
trong khi may laser chi€m 15%, con may in phun chi chiém
5%. Gid ban 1& phd bién dd1 v&i may in kim 14 550 USD, may
in phun 14 650 USD trong khi may in laser cé gia dén 2.200
USD. Vao thgi gian @6, Epson dang thong tri thi trudng may
in kim trong khi HP (Hewlett Packard) dan dau thi trudgng
danh cho may laser va may in phun.

Khi xem xét ting thi trudng riéng 1& mdt cach doc lip
v&i nhau, Epson cho ring he d3 di sai huéng. Boi vi may in
laser ¢é gia cao nhit va ty 1é 1gi nhudn ciing 14 cao nhit, déng
thdi thi trudng ciia nd lai dang tang trudng nhanh chéng. Vi
vdy, thang 8 nim 1989, Epson da tung ra thi trudng mot loai
may in laser md1i véi gid hét sire cgnh tranh 1a EPL-6000. San
phim nay khong cé gi ndi trdi va lai khéng mang nhan higu
HP. Sau d6 chi m6t tudn, HP cling dira ra thj trudng chiée
méy in tuong duong la LaserJet IIP nhung cé gia thip hon
nhiéu so véi EPL-6000. Epson phan ‘mg lai bang cdch giam
gia ciia EPL-6000 va cudi cling da chiém duge 5% thi phén
nganh kinh doanh may in laser tinh dén thang 12 ndm 1989.

Do canh tranh gia ca trong thi trudng may in laser hét
sttec khoe liét nén cac d&i thu khéic trong cude choi nhu
Toshiba ciing bude phai giam gid cic san phdm cta minh.
Piéu nay di khién 1¢i nhuin cha Epson bj chitng lai. Canh
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tranh gi4 ciing khién cho HP bi anh hutng ning trong viéc
ban may in phun. HP bit ddu chuong trinh xic tién ban san
phim mdy in phun mdt cich réo riét nhdm ngin chin st
chgnh 1&ch vé gia giita may in phun va mdy in laser dang ngay
cang hep lai.

Epson khi d6 m&i nhén ra ring hing niy da danh mat
doanh s6 ban may in kim b&i vi gid cla may in phun bay gid
da giam xudng gan bang véi may in kim. Gi4 lai tiép tuc giam
trong thi truong may'in kim nhung ciing khéng giam duge
bac nhiéu. K&t qua 12 mang kinh doanh ¢6t 16i cia Epson da
bi thu hep chi con mét nira.

Sai ldm ctia Epson 14 gi? Epson d3 hiéu sai vé pham vi
cua tro choi may in. Do xem xét thi trugng may in laser ma
khong tinh dén thi trudng may in kim nén Epson d3 khéng
nhdn thdy ring viéc tham gia thj trud'ng may in laser bang
g1a thip ¢6 thé giy nguy hifm cho hoat déng kinh doanh
chinh cua minh 14 may in kim. Cé I& Epson d3 cho ring thj
trudng cao c¢dp cua may in laser khéng bao gidf ¢é thé in vao
doanh s3 cta cdc loai may in kim ré tién. Epson di quén
mét m&i lién hé giGa thi trudng may in laser véi thi truémg
mdy in phun va giita thj truong may in phun vi thj trudng
may in kim.

Cau chuyén ena hing Epson cho thiy m{t dong thai
trong mét tro choi cd the tic déng dén vin may cia ban
trong cac tro choi khie. Cac moi lién hé giita cac tré choi ¢
th& gy tadc ding ting dgt va Epson di khéng thay trude duge
phan (g diy chuyén ma chinh hg 1a ngudi khéi xudng. Néu
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xét trong mét pham vi hep thi hanh déng cua Epson co thé
coi 1a hgp 1¥, tuy nhién néu nhin réng hon thi khoéng phai.
Epson dd khong nhin ra duge troé choi 16n hon. Epson cling
khéng thay truée duge phan (ng cua cic doi thu canh tranh
trede nhitng hanh ddng cia ho. N&u nhu Epson sang sudt
hon, ¢6 18 ho da chon ngdi yén ma khong 1am gi ca.

Trong chuong v& Pham vi, ching ta s& con quay lai véi
mdt @61 tugng quan trong & diy 14 mdi lién hé gitta cic tro choi.

Hgp lyvavoly

Ngudi ta thudng hinh dung rang 1§ thuyét trd choi doi
héi tat ca nhitg ngudi choi déu phai hanh dong mat cach co
1y tri. T4t ca déu mudn t6i da hoéa lgi nhudn thu durge. Tat ca
déu hifu ré vé tro choi. Khong bao gid ¢6 nhitng cam nhén
sai. Nhitng cadm xiic nhu tyy hdo, cong bing, ghen ti, tite gidn,
cim thi, vi tha, khoan dung khong bac gi¢ xay ra. Tat ca
nhitng cii dé déu rat hay, tuy nhién d6 khéng phai la mét thé
gidgi thare. D&l voi 1y thuyét tro choi cling vay.

Trong nhifu truong hgp, ngudi ta dang, hode da tung
dong. Hién nhién, cic cudn sich gido khoa dang trinh bay
mét cAch nhin vé "con ngudi hanh ddng c6 1y tri” ma kho ¢b
thé ap dung vao th& gidi thye pha tron phire tap cta kinh
doanh. Tuy nhién, d6 12 vin d& cua sach gido khoa. Céc
nghién cfru 1y thuyét kinh doanh ban dau ciing khéng néi
nhigu d&n tinh hgp 1y va v6 Iy, nhung cic nghién ciru hién
nay thi @3 c¢6. Cac cuén sach gido khoa chi don thuan la
khéng duge cdp nhat day du.
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Céc nha nghién ctu 1y thuyét trd choi ban d4u ¢6 1y do
d€ khéng quan tim nhiéu dén sy v6 1y, Ly thuyét tro choi
bit dau tur viéc phén tich mét tré6 chai ma t6ng lgi ich 1a
bang khéng, gidng nhir choi bai poker hay danh ¢d. Trong
nhiing trdo choi nhu thé nay, néu ban khong nghi d&n kha
ning la doi tha cia ban s& @i nhing nudce cd khoéng hop 1y
(v 1y) thi ciing khdng sao. Néu gia sir ¢6 nhu thé di ching
nita thi thdm chi d6 ¢én 14 mot tin t6t cho ban. Bat ky digu
gl khién cho d6i thu cta ban bj thiét hai cling s& lam cho
ban c6 lgi hon, chinh béi vi téng lgi ich trong céc tro choi
ndy 1a bang khoéng.

Tuy nhién, trd choi trong kinh doanh rdt hi€m khi c6
tong lgi ich ddng bang khéng nhar viy. Piéu nay cé nghia la
ban va cac d6i thu cliia minh c¢é thé cing thing hodc cing
thua, Khi mgt ngudi choi khic thua cé thé kéo ban thua theo
thi ban sé€ phai quan tdm dé&n tinh h¢p 1y ctia ngudi choi d6.
Hiy nhd lai tré choi Quin bai. Cach Adam va cic sinh vién
chia nhau 100 USD chinh 14 trd choi ¢é t8ng lgi ich bing
khong: c6 nghia 13 néu Adam nhén dugc nhiéu hon thi ngudi
sinh vién s& nhin dugce it hon va nguge lai. Tuy nhién, thie
té'1a ca Adam va céc sinh vién sé khdng nhin duge gi ca néu
nhu hg khéng thé théa thudn duge viée chia tién s& khién cho
trd choi khong con ¢6 tong lgi ich bang khoéng nita. Bit ky
ngudi choi nao, lam thiét cho chinh minh ciing sé lam thiét
cho ca ngudi choi khac nita. Chinh vi vy, méi ngudi déu phai
quan tadm dén tinh hgp 1§ cia ngudi kia.
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Thé nao 14 hgp 1y va thé nao la v6 1y?

R4t d& b&i r&i khi tim hiéu tinh hgp 1§ thie sy cd
nghia 14 gi. P&i v&i ching tdi, ndé ¢6 nghia nhu sau: mét
ngudi ¢d 1y tri (hanh ddng mot cach hgp 1y) néu anh ta s&
lam nhitng gi t6t nhat co thé, theo ding chch anh ta cam
nhin v& tro choi (ho#c cam nhin vé cam nhin cha ngudi
khac) va cach anh ta danh gid cac k&t qua khac nhau c6 thé
c6 d6i v&i mét tro choi.

Hai ngudi choi ¢é th€ cing 14 nhimg ngudi ¢ 1y tri
nhung d6ng thdi vin ¢4 nhimg cam nhén hoan toan khic
nhau. Mot ngudi ching han ¢ thé c¢d théng tin nhigu hon
ngudi kia. Tuy viy, vide ngudi thir hai khéng biét ngudi thi
nhat biét nhitng gi khong c6 nghia 1a anh ta d3 hanh d¢ng
mét cach khong hgp 1y khi nhin nhén vin dé khac di so véi
ngudi thir nhat. Sy khac nhau trong théng tin dan dén sy
khac nhau trong cam nhan, thAm chi din dén sai [am trong
cam nhan. Ngudi ta cd thé doan sai, nhung vén 1a nguai e 1y
tri. Bon thuin bai vi ho van lam hé&t kha ning ¢6 thé voi
nhitng gi ho biét.

Ciing nhu vay, hai ngudi c6 th€ cung 1a nhitng ngudi 1y
tri nhung lai danh gia cling mét két qua theo cach hoan toan
khac nhau. B&i vi con ngudi ta khéng phai chi luén nhin vao
s6 tién. Ho dugc thic ddy béi nhidu ddng co khice nhau -
1dng tu hio, sy cong bing, tinh ghen ty, sy tic gidn, long
cim thu va tinh vi tha cing nhu rit nhidu ddéng co khac.
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Chang ta c6 thé thiy digu nay trong van "t61 hiu thu" cna tro
choi Quén bai. Mgt ngudi khéng nhit thiét 142 v 1y néu anh
ta tir chdi mdt s& tién nho va néu ban 1a ngudi chao gia, ban
phai nhin ra diéu nay. Gio hai tay 1én tréi va ty hoi "Tai sao
anh ta lai tir chdi mét xu nhi?" s€ ching giai quyét duge gi.

Ngudi ta thudng rit nhanh chéng cho ring nhiing
ngudi khac 1a v6 1y khi ho nhin thdy ngudi kia lam nhitng
chuyén ma ho cho 1a "dién ro". Trong mét trudng hop ma
ching téi da gdp, mét nha quan Iy 1au ndm d3 sin sang sa
thai mdt nhan vién ban hang "v6 Iy". Anh ta 6 suy nghi
khéng gidng ai trong viéc ¢§ ging lam ting doanh s& bing
cach gidm gia thip d&n mitc khing con lgi nhudn dé lai. Ty
anh ta tao ra mt cudc chién gia ca.

Tuy nhién, nhén vién ban hang d6 khéng phai 1a khéng
c6 1y khi lam nhw viy. Anh ta rit hidu céi gi xac dinh tién
thudng cua minh. Trong khi, trén Iy thuyét, anh ta dugc
nhén thil lao trén co s& ca doanh s6 1an mite ldi chénh 1éch,
anh ta cling biét rang khi hoan canh xé ddy, viéc gir cho xi
nghigép san xuat hét cong sudt méi 13 ditu dang néi nhat.
Trén thite t&, tién thudng cia anh ta biy gio phy thuge vio
vi¢c anh ta ¢6 dat hay vugt mic doanh s8 chi tiéu hay khéng
chit khong phai mirc 1ai chénh 1éch 1a bao nhiéu. Thay vi sa
thai nhan vién nay, nha quan ¥ dd nhén thay vin dé tir quan
diém cfia anh ta. Va hé théng tién thudng da duge thay d6i,
c6n ngudi nhin vién ban hang tré thinh mét ngudi hoan
toan khac.
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Né&u chi don thuin sa thai médt ai 6 vi ho da hanh déng
"v6 1¥" s& 1a khéng sang sudt. Tt hon hét 14 ¢d gang dé€ nhin
thé& giéi theo con mét clhia ca nhimg ngudi khac. Day 1a mot
bai tap rén luyén &€ md rng suy nghi. Viéc ¢§ ging tim hiéu
xem diéu gi 13 @dng co thie diy nhitng ngudi khac, digu gi da
din dat ho lam viéc ¢é thé gitp ban biét duge ho s x1r sy nhu
thé& nao trong tuong lai hodc phan (ng lai nhwu thé ndo trude
nhiing gi ban lam.

Tom lai: Thye t& 14 nhitng ngudi khéc ¢6 thé nhin thé
gigi theo cac chch khac cich cia ban khong khién ho trg
thanh "vé 1y". Ding ra, néu ban ¢§ 4p dit tinh hgp 1y cua
minh 1én ngudi khac thi ai méi thye sy la ngudi vé 1y & day?

b&i véi chiing téi, van dé liéu ngudi nay hay ngudi khac
14 c6 1y hay vé 1¥ khong phai 14 diéu quan treng. Quan trong
hon & day 13 nhé ring ban phai nhin trd choi tit nhigu goc 49
kh4c nhau, cta chinh ban va cua timg ngudi choi khac. ¥
tudng dirge noi ra mot cach rat don gian nay thye ra cd 18 1a
didu ¢6t 16i nhit cua 1y thuyét tro choi.

Chu nghia trong tim hét thay

Khi t6i chuén bi d& sén sang d&u lj véi mét ngudi, t6i
thudong bo ra mot phin ba thdi gian d€ nghi vé bén than va
nhitng gi t6i dinh néi, véi hai phiin ba thoi gian con lgi la nght
vé ngwdi kia va nhitng gi anh ta dinh néi.

- Abraham Lincoln
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C6 nhiéu ngudi nhin nhén trd choi theo cach vi kyv: ho
chi tdp trung vao vi thé€ cua chinh minh. Diéu c&t 16i trong 1y
thuyét kinh doanh 13 tim quan trgng cua viée chti ¥ dén ca
nhitng ngudi khac - cai ma ching tbi goi 1 chi nghia trong
tim hét thay {allocentrism). Nguyén tic nay 1a nén ting cho
tdt ca nhitng gi chang ta &4 ndi vé gia trj gia ting, quy tic va
cam nhén. P& dinh gi4 gia tri gia tAng cta ban, ban ¢in dimg
vao vi tri cua nhitng nguoi choi khée va ty hoéi ban mang lai gi
cho ho. D& higu duge mét quy tic ¢ thé tic dfng dén cyc dién
cuge choi nhu thé nao, ban lai can phai ding vio vi tri cua
nhimg ngudi khac &€ biét trude ho sé phan (mg lai ddng thai
ctia ban nhir thé ndo. D€ dya vao nhitng cAm nhén khac nhau,
ban mot [An nita can d4t minh vao vi tri ngudi choi khae dé
xemn ho nhin nhin tré choi dudi con mét nhut th& nao.

Nguyén tic nén ting ¢ day 1a nhu nhau: Ban luén phai
d4t minh vao vi tri cia ngudi khac. Ban ¢an phai 13 ngudi theo
chu nghia trgng tim hét thay. Digu ndy khéng cd nghia i ban
bo qua vi tr cia chinh minh. Ky ning ¢ diy nim trong viée
liéu ban ¢6 kha ning dong thdi dit minh vao ca hai vj tri dé
hiéu duge ca hai quan diém vj ky (trong tim 13 bén than) va
trong tam hét thay hay khong.

bit minh vao vi tri cha ngudi choi khac khéng ¢é nghia
1a ban xem minh s€ phén tich trd choi theo cich nhin ciia ho
nhu the ndo. N6 c6 nghia 13 ban phai xem ngudi khdc sé phin
tich trd choi nhu thé nao theo cach nhin etia chinh ho. Pidu
nay cé nghia 1a khong nhimmg ban phai ditng vao vi tri ciia ho
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ma con phai suy nghi theo cach nghi ctia ho nita'. Co nghia la
ban phai chdp nhan thé gidi quan cia ngudi khac. Mot phin
trong bai tip nay ban ¢an thyc hi¢n 14 hinh dung xem hg cam
nhan thé& gigi quan cua ban nhu thé nao. Ho cing tim cach
chui vao ¥ nghi clia ban ra sao?

Chui nghia trong tam hét thay

Gia tri gia ting: Dt minh vao vi tri ngudi khac dé
danh gia xem ban gia tri dén murc ndo dbdi voi ho.

Quy tic: D3t minh vao vi trf ngudi khac d& biét
phan tng clia ho treée nhirng dong théi clia ban.

Cam nhén: Bat minh vao vi tri ngudi khac dé hidu
ho nhin nhan tro choi ra sao.

Hote cu the hon, ban nghi ho s& lam gi? Va d6 van chua
k&t thiic. Ban con can hinh dung xem nhitng ngudi choi khac
hinh dung nhur thé ndo v& cam nhan cia ban vé cam nhén cla
ho. Ho nghi ban s& ¢8 gang doan duge ¥ nghi cla ho nhu thé
nio? Cu thé hon, theo ban thi ho nghi ban s& lam gi? Khéng c6
cAu tra 1&4i nao 12 dé dang & day.

1. Nguyén van: x6 chian minh vao gidy ngudi khac dong thoi chui
dau vao mii ngudi khie (ND).
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Khi ban ddt minh vao vi tri ngudi khéc, ban s& nhén thay
ngay rang ho hét thay déu khac nhau. Tit nhién khdng phai
tat ca ho déu phi hgp véi cach nhin cia ban va cho phép c6
nhitg khéic bigt nhur viy that khéng dé dang. Tin vao cach
nhin nhén, quan diém vé th& gidi cua mét ai d6 c6 thé sé
khong lam ban thoai mai. Khuynh huéng ty nhién & day ludn
la ¢6 &p dét cach nhin nhén, quan diém ciia ban cho ngui
khéc. Trong cudn sich P& néi loi dong i (Getting to Yes) cac
chuyén gia hang dau vé& dam phan Roger Fisher va Wiiliam
Ury dd dua ra vai 161 khuyén d€ khic phye duge khuynh
huéng nay:

Kh néng nhin nhén tinh hudng theo cich d6i phuong
nhin thdy, mic du 13 diéu rit khé nhung lai 14 mt trong
nhiing k§ ning quan trong nhit ma moét ngudi thuong
lugng phai cd. Chi biét riing ho nhin si viée theo cich khac
théi thi chua do. Néu ban mudn gy dnh huong 481 véi ho,
ban con c¢in phai hiéu sitc manh trong quan diém cta ho vai
sy dong cam, ddng théi cam thay duge cam lye ma vi d6 ho
tin vao minh. S€ 13 chira ¢4 néu ban chi xem xét giéng nhu
nghién clfu bé ngoai mt con c¢dn tring dudi kinh hién vi;
Ban cin phai bi&t duge cam gidc cua chinh con ¢én triing
d6. D€ thite hién duge nhiém vy nay ban cin chuin bj d&
kiém ch#& dua ra céc nhin dinh trong khi "thi" khoéc 1én
minh quan diém cua d6i phuong. P&i phuong cia ban cé
thé tin chéc ring quan diém cua hg 1a ding khéng kém gi
ban tin vao sy ding dén trong quan diém cua ban. Ciing
ging nhu khi khat, ban ¢6 thé chi nhin thay chiéc céc thay
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tinh dyng mét nira nirée mat. Nhung vg (chong) ban lai ¢
thé nhin thay chiéc ¢6c bdn 3 udng hét mét nira khi bira in
gan két thic.

Tham chi ¢ day con c6 mot thich thicc mang tinh nén
tang hon nita khi ban &4t minh vao dia vi cia ngudi khae. D6
13: Ban biét qua nhiéu. Né gidng nhu khi ban ¢§ ging choi c&
v¢i chinh minh. Ban biét chién luge ciia ban 13 gi, nhung bay
gid ban lai ¢dn phai gid v nhir khdng biét gi vé né d€ c6 thé
dttng dugc vao vi tri ctia ngudi khac. Tat nhién viéc nay kho
dén muc gan nhw 13 khong thé,

Cling s& nay sinh vin dé nhu vay khi ban ¢& ging nhén
bi&t mét ai dé s& cdm nhdn ding hay khong dling vé cAm nhan
cua ban ddi véi thé gidi xung quanh. Khi ]Jam diéu d6 ban phai
chju mét ganh ning bdi mdt sy thye ring ban da bidt cam
nhén cta chinh minh. M§t [in nifa lam thé nao ban cé thé gia
v nhit ban khéng biét diéu ma ban biét?

Mot giai phap vé cach dit minh vao dia vi ngudi choi
khéac ]a nhd mét ai d6 gitp d6 ban thay vi ¢6 géng 1am viée dé
m@t minh. Hay dé nghj m$t ddng nghiép cliing déng vai bang
cach dit minh vao dia vj ngudi choi d6. Hay choei tro choi va
xem modl ngudi trong cic ban lam gi, sau d6 tdm tét lai cho
nhau biét ting ngudi c6 nhitng quan diém nhu thé nao. Dau la
cac cam nhan ding, cam nhin sai? Trao d6i vai cho nhau va
choi lai tré choi d6. Viée thire hién béai tip nay mét cach hinh
thite hon c6 th€ mang lai rat nhiéu ¥ tuong. Mt céng ty ldp ra
hai nhom, nhém thir nhit choi véi chién luge cia cbng ty, con
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nhém thit hai chgi trong vai trd cia d8i tha canh tranh. Nhém
thir hai khong duge biét truéce vé chién luge dé xuit cla cong
ty. Nhom chi duge biét v chién luge d6 khi né duge md ra va
sau d6 phai phan (g lai. Rat thudng xuyén cau tra 16i khdng
phai 13 cii ma ngudi ta chd dgi. N&u ban lam bai tap nay véi
khach hang, chiing ta ¢6 the gitp ho tranh duge bat ngd trong
trd choi thyc. Hau hét cac trudng hgp, dit minh vao dia vi
ngudi khic sé€ gilip dua ban d€n duge noi ban muén. Hau hét,
nhung khéng phai bao gid cling 1a nhr vay.

Ngudi lai xe dién ro

Piay 12 mdt chu chuyén ¢6 thye nhung khéng 13y gi
lam hay ho v& mét trong cic tdc gia ciia cudn sich nay
trong mét chuyén taxi dém ¢ thanh phé Jerusalem. Cach
d8y vii nam, Barry va dong nghiép cua minh 14 John
Geanakoplos 1én mét chiéc taxi & Israel va dwa cho ngudi
14i xe cac chi dan v& dudng dén khich san cua hg. Ngudi 1ai
xe né may chay nhung khong bit dong hd do cdy s6. Khi ho
hoi thi anh ta tra 1di ring anh ta rdt yéu quy nhitmg ngudi
M¥ nén mudén danh cho ho mét mite gia dic biét. Dlng la
rit ddc biét, phai khong?

Trong lic Barry va John ngdi & hang ghé sau, ho bit
dau phan tich that nhanh véi 1§ thuyét trd choi cua minh.
Ho nhin ra ring néu ho mic ca chiit ché bay gi¢ va cuge
mic ca khong thanh thi ho ¢6 thé s€ phai tim mét chiéc taxi
khac va diéu ndy qua thyc khong dé. Tuy nhién, ho ly ludn
rang vi thé cua h¢ sé kha hon néu ho chd cho dén khi ho
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dé&n dugce khach san. Khi d4, ngudi 1ai xe s& phai chap nhin
mirc gid hg dé nghi.

Ho d3 dén noi. Ngudi 1ai xe dua ra mite gia 2.500 shekel!
(1 shekel tuwong duong 2,75 USD). Ai ma biét duge nhu vay cd
cHng bang khéng? Néi chung & Israel ngudi ta vin hay mic ¢4,
do vay nhirng d6ng nghiép nay 4 mic ca xudng 2.200 shekel.
Ngudi 1ai xe cam thay bi xc pham. Mgt Tan nita anh ta doi
diang 2.500 shekel va mét [in nira nhimg ngudi di xe lai khong
chin. Trude khi cufe thitong lugng ¢d the Lép tuc, ngudi 14i xe
40t ngdt dong tét ca cac canh cira tr ddng va quay xe lai con
dudng vira di v@i mét toc d¢ khing khiép, khong thém dém
xia dén dén giao théng ciing nhar nhitng ngudi qua dudng. CO
phai ho d8 bj bt céce sang Beirut khong? Khong. Ngudi lai xe
dua ho tré vé ding vj tri cii, hing hd diy nhimg ngirgi khich
ra khoi xe va Tdim bam: "Cho chiing may biét 2.200 shekel c6
thé dua ching may dén dau.”

Khi Barry va John tim duge mét chiée taxi khéae, ngudi
lai xe bat d6ng hd do va ho vé dén nha ding lae d6ng hod chi
2.200 shekel. T4t nhién 13 300 shekel khéng dang d&€ mat
thém nhiéu thdi gian nhy vdy. Tuy nhién, cudi cling thi
chuy€n di cling rat dang nhd. Sau hét d6 12 mét ciu chuyén
rat tuyét d€ rat kinh nghig¢m.

1. 1 shekel tuong duong 2,75 USD (ND).
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Cai gi la sail & ddy? Coé 1€ diy 12 m{t trudng hgp cua
long ty i bi thuong ton. Nghi lai, Barry va John c¢6 18 nén
chl ¥ hon dén chi tiét rdng ¢6 ban gdi cia anh lai xe ngodi
ngay bén canh anh ta trén ghé trude. Hodce cling cd thé don
gian 14 anh ta bi dién. Du thé nao di nita, Barry va John cling
khong day cac phén tich ciia minh di xa hon va dimg & két luan:
Ian sau, ho sé ra khéi taxi triede khi nga gid.

Cac yeu t¢ ciia tro choi

bén nay, ching t6i da gidi thiéu vdi ban tit ca cic vién
gach dung d& xiy nén Iy thuyét tro chol. Tuy nhién, liéu d6 da
phai 1 tat ca hay chua? Cau tra 161 14 vita rdi, vita chua. Cace khai
niém cta ly thuyét tré choi rat don gian, nhung dé chi la sy
danh lita cuia cam nhén. Néu chi biét dén cac khai niém d6 thbi
thi chura dd. Piém miu chét & day 1a phai 1am thé nao ap dyng
cac khai niém mdt cach sing tao vao vé s§ nhitng tinh hudng
trong thé gigi thye. DE lam duge digu nay, chiing ta s& ¢in phai
dung ching € phan tich nhitng tré choi phic tap hon rit nhigu
s0 v&i nhitng gi ching ta di thdy trong chuong nay. Stre manh
thye sy cua Iy thuyét tré choi chinh 13 ndm & bude tiép theo nay.

Tuy nhien trire hét, ¢ 1€ chiing ta nén tom tat lai cac vin
dé da ndi. Trong chuong mé dau, chiing 16i da chi ra vi sao kinh
doanh khéng phai tuyét d6i 12 mft cube chién, cling khong hoan
toan 1a hoa binh. Sau d6, chiing t6i @4 mé ta cach ly thuyét tro
choi kinh doanh ¢6 thé gitip ching ta budc ra khoi nhitng quan
diém, nhimg cach nhin da bj don gian hoa qua mitc. Ly thuyét
trd choi kinh doanh chi cho chitng ta mét 161 suy nghi méi va
mét di€m xuft phat cho 14t ca nhitmg gi sé n6i dén vé sau.
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Chuong ¢6 tén goi Canh tranh hgp tde nhan dang yéu t6
dau tién va nén tang nhat trong trd choi kinh doanh: dé la
Nguot choi. Ching ta da sit dung Mang gid tri d&8 m6 ta mot
nhom ngudi choi va biu dién bing d6 thi cac quan hé giita ho
vGi nhau. Mét danh séch hoan chinh nhitng nguéi chai bao gom
khich hang, nha cung cap, d6i tha canh tranh va ngudi bé trg.
Chiing ta cling da nhgn théy viéc vé ra Mang gia tri 61 v4i mai
hoat déng kinh doanh d& nhan biét tit ¢a nhitmg ngudi choi va
quan h¢ gita ho v&i nhau trong hoat dong d6 14 hét sirc hiru ich.

Chuong nay da gi6i thiéu vai ban khéi niém vé Gid trf gia
tang. Khai niém nay do luong nhing gi ma méi ngudi choi
mang dén dong gép vao trd choi bing viée tham gia vao d6. Gia
tri gia ting méi nghe co vé rét tritu tugng, nhung ban sé nhanh
chong hét cam thay diu ndy. Gia trj gia ting xac dinh ai 13
ngudi ¢d quyén lue thire trong mét tro chdi va ngudi nido sé duge
nhdn phan thugng lén nhat.

Sau gié trj gia tdng, chiing ta tiép tuc thao luén vé cac Quy
tde. Céc quy tdc x&y dyng nén cch thitc d& choi trd choi. Trong
kinh doanh ching ta khéng c¢6 mét tip hgp chung cac quy téc;
ching ¢6 the rit ra tir théng 18, tir cic hop dong giao két hay tir
cac diéu luat. D6t khi nhitng quy tic quan trong nhat lai 1a
nhitmg cai ma ngudi ta thudng hay coi 13 hién nhién. Ching téi
dd dién giai rit ro ring vé viéc dt ra thém mét quy tic mdi cb
thé 1am thay d6i rat nhigu trong cAch ma trd choi duge choi.

Tiép d6, ching ta d& ndi vé cic cam nhan. Ching t6i chn
thdy bét ky tro choi nao cling chiju téc d§ng rit 16n bdi nhimg
cach khic nhau ma nhitng ngudi choi khae nhau cam nhan vé
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tro choi. Nhitng cam nhin khac nhau nay khéng chi giy ra
nhitng anh hudng tinh t&€ 1én cich thic ma trd choi dién ra.
Ching con }a mét bd phdn hét sic co ban cna chinh trd choi.
Quan trong khong kém & diy nita la cam nhén vé& cam nhin,
cam nhan vé cam nhin d6i v&i cam nhan, va o nhy the mai.
Béng cach thay d6i cam nhin clia nhitng ngudi choi ban c6 thé
thay ddi cée ddng thai he thyc hién. Cong cy d€ dinh hinh cae
cam nhéin duge ching t6i goi 1a cic chién thugt.

Céc thao ludn cua chiing ta v& cdm nhén d4 dan dit chang
ta d&n nhimg tranh ludn vé ranh gi&i hay pham vi cha trd choi.
Vin dé ¢ day 14 cac gidi han ma ngudi ta ngdm dit vao tro choi
khi ho dinh nghia v& n6. Mic du ngudi ta rat hay phan tich cac
tré choi mét cach tach biét, song méi trd choi ludén ludn cbd mai
lién hé khing khit d&n ce trd choi khie, D& hifu dfeu gi dang
Xay ra, ban can phai chic chén 1a ban da xem xét hét cic méi
lién hé 6.

Tat ca ndm y&u t§ néu trén deu 12 cic yéu td co ban trong
mdi trd choi: Ngudi choi, Gid tri gia tédng, Quy tde, Chiéh thudgt
va Phgm vi. Chang ta hay viét tit lai ca nim y&u t8 nay 13
PARTS (Players, Added value, Rules, Tactics, Scope). Diéu quan
trong 1 hiéu duge ring chiing 14 nhiing cdu thanh ciia mét khi
don nhat vi téng thé. D61 khi ban cam thay cac y&u td nay tring
13p véi nhau, bdi vi chiing phy thudc hét site chit chd vio nhau.
Tuy nhién, chiing ta vin ¢in phai xem xét titng yéu t& riéng 1é
d¢ chic chin rang khoéng ¢ gi bj bé qua. Nim yé&u t& PARTS
. 14 cach 4¢€ hiéu dugce didu gi dang dién ra trong mdi trd choi.



PHANII
CAC YEU TO CHIEN LUQC



Thay ddi cude choi nhy thé nao?
Cée nha triét hoe mai chi tim cach ly gidi thé gioi.
Tuy nhién diéu quan trong Igi ld lam thay d6i né.
- Karl Marx

Ching t6i ¢6 thé€ manh bao ndi ring thanh ¢béng cia ban
chinh 1& nho ban da biét cach choi ding tro choi ciua ban.
Nhimg co hdi 16n nhit va nhitng khoan 1gi nhuén 16n nhat
khong bao gi¢ dén néu ban tim cach choi khac di. Nhung
ching sé dén khi ban thay d6i chinh trd chei. Néu ban choi
khong dang tro choi clia minh, hiy tim cach thay déi tro choi
d6. Thiam chi néu d6 di 14 mot tro choi ¢6 lgi cho ban, hay
nghi xem liéu ban c¢6 thé bién né trd thanh ¢é igi hon nira
dugce hay khéng. Thay ddi cude choi do vdy chinh 14 ban chit
ciia chién luge kinh doanh.

Karl Marx dé cé Lyj. Hanh dong chinh tir viéc lam thay
dot cude choli,

Khi noi dén thay ddi tro choi, mei ngudi thudng nghi
ring can phai thay d6i cic quy tic choi. Dé tit nhién 1a mot
cach dé€ thay d6i troé choi. Tuy nhién, vin ¢én ¢6 nhiéu cach
khéc nira.

Trén thyc 1€, moéi mat véu 16 cia trd choi déu o6 thé trd
thanh mét don bay dé thay d6i. D€ lam thay d6i trd chei, ban
can thay déi mgt hodc nhiéu hon cae yéu t§ trong d6. Didu nay
cd nghia 14 nim yéu t§ - Nguwdi chot, Gia tri gia tdng, Quy



tiic, Sach hirge va Pham vi (vigt tat 12 PARTS) - déu cé thé ginp
ban chuyén d6i tir tro choi hién tai sang mét tré choi hoan
toan mdi, Thay d8i mot trong niim y&u 13 PARTS va ban s8 cb
moi thi thay déi.

Dé gitp ban hié’u‘ sdu hon nita v& cach 1dm thé ndo thay
doi tro chai, chiing t6i xiy ding nam chuong & day dé dua ra
nam cach lam didu dé6. Trude hét, ching ta sé xem xét viéc
thay ddi nhém ngudi choi: 1am nhu thé nao va két qua sé ra
sao. Sau d6, trong bén chuong con lai, chiing ta sé€ tim hiéu
xem thay d&i bén yé&u td con lai trong trd choi sé mang lai didu
g1, Mt khi ban di thanh thao véi cac don bay chién hrge, ban
s¢ dugce trang bi t6t hon d€ co thé dé dang thay d&i trd choi
cho minh.

Khi ban tim kifm chién luge theo kiéu hofic-tring-
hode-trugt, ban c6 thé dé 16 cac co hdi t6t nhit cho doanh
nghiép cua minh. PARTS khing b qua bat cif dicu gi. N&u
ban di qua mét lugt tat ca cac véu t6 PARTS m{t cich cé chi
dinh, ban ¢6 thé tin tudng ring ban da xem xét qua hét tat ca
cac kha ning. Cac chién luge ma PARTS dé xuét c6 thé khong
phai luén luén méi, mic du phan lon trong s6 dé ding l1a
nhu viy. Tuy nhién, cdi luén m&i & ddy 1a né giip tao ra cac
chidn luge moét cach cé hé thong,

PARTS lam duge nhidu hon 1a ddng vién ban tim duong

thoat khoi b& tée, Chiang thuc sif trao cho ban mét e6ng cy hitu
ich d€ lam dugce diéu do.



CHUONG IV
NGUOI CHOI

Cui bono?
Al dirng d6 hwong loi?
- Cicero

Ban ¢d mudn tré thanh ngudi choi hay khong? R rang
day la ciu hoi ludn duge dit ra mbi khi ban can nhie tham gia
vao mot tro chai nao d6. Tuy nhién, ciu tra 1&i hiém khi duge
ré rang nhu viy. Rit dé nham lan trong khi nhin dinh liéu ban
cd thure sir thich choi hay khong,

Ly do & day 14 méi [in ban tham gia vao trd choi ban sé
déu lam thay d6i n6. Ban khéng cb sy hya chon nao khac. Day
sé 13 mdt trd chol mdi bdi 6 thém ban 1a thanh vién méi
trong s6 nhimg ngusi dang choi. Nguoi ta thudng rit hay
quén mat diéu nay. Ho khéng suy nghi chin chan vé viéc sy
tham gia cta ho sé& 1am thay d6i cyc dién tro choi d6 nhur thé
ndo. Ho van cho ring cai gi ho nhin thiy chinh 1a cai ho sé
nhin duge.
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Khéng phai nhir vay. Tré choi sau khi ban tham gia vio
da khong con 14 tro choi ma ban nhin thay ban dau nira. Trong
vat 1y, tac dong nay duge biét dén vl tén goi "nguyén tic
Heisenberg®, d6 14 khéong thé tuong tac véi mét hé théng ma
khéng lam thay d6i né. Va kinh doanh ciing ¢6 nguyén téc
Heisenberg ciia minh: d6 1a cach ban lam thay d6t cudc choi
khi tham gia vao dé. Pay chinh la diém bat dau cta cac Iy luan
trong chuong nay.

bé cho thay ditu nay ¢6 tac dong nhu thé nio trong thue
tién, chiing ta s& xem xét ba ciu chuyén khic nhau vé viée tro
thanh ngudi choi. Hai trong s§ d6 bi thua dadm trong khi
ngudi thir ba lai ki€m duge rit nhiéu tién. D6 chinh 13 ngudi
hiéu sy c6 mat cila anh ta trong tro chai sé 1am thay déi trd
chai dé nhir thé nao. Chang tdi sé rat ra nhimg bai hee chung
tir cie cdu chuyén nay. Véi nhitng bai hoc d6, ban sé bidt cach
lam thé ndo d&€ quyét dinh tré thinh ngudi chai s& mang lai
1gi nhuan cho ban.

1. Tré thanh ngudi choi

Noi chung, néu ban muén choi, ban phai tra tign. Cai gia
cho viée trg thanh ngudi choi sé ré, néu ching han, né twong
ty nhu bao gid qua dién thoai. Sé 14 dat hon néu ban ¢an dén
mét cbng ty quang cdo hay chuong trinh tiép thi. 8¢ con dit
hon nira néu ban thué chuyén gia tir viin, luit su va rha bing
dé gianh duge géi thau. S 13 rat dit ndu ban cin phai xiy
dyng nguyén cd mét nha may san xuat diic chung. D6 chinh 1a
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truong hgp cha cong ty san xuit chit lam ngot Ha Lan khi ho
xay dung mdt nha may tri gid 50 tri¢u USD vao giira nhimg
nam 1980 d€ san xuit chit aspartame.

Ngot ngao cay ding

Aspartame 13 mét loai chit ngot dam dic it calo, nd nédi
ti€ng nhat voi nhin hiéu NutraSweet cua hdng Monsanto. Day
13 chia khéa cho thianh eéng vang déi cua cde nhan hidu d6
udng ciia Pepsi via Cocd” Cola danh cho nhitng ngudi muén
giam cin trong thap ky 80 ctia thé ky XX. D&i véi nhitng ngudi
dang tim cdch giam bét lugng calo hang ngdy thi day qua la
mét thit thin duge:

Nguyén Iy cua van héa phuong Tay néi ring: “Khéng ¢
s mdn nguyén nao ma khéng phai tra gid.”

Con chiing t6i néi rang ban van c6 thé cé nhitng bira dn
théa thich.
- Bob Shapire. Téng Giam d6c NutraSweet
Bifa an ma Bob Shapiro néi dén & diy Ia bita &n khéng
c6 thém calo - ddy 14 ¥ nghia thye ctia ki quang cdo "in thoa
thich™. Chtt con vé tién thi NutraSweet d3 1ai dén trén ntra
triéu d6 la vao ném 1985. Doanh nghiép niy ¢6 mirc lgi nhuin
gdp 1én dén 70%. Mic l¢i nhuin hip dan nhwr vy dé khuyén
khich cdc cbng ty khic tham gia vio thj truong, tuy nhién
NutraSweet dugce bio vé bGi bdn quyén ding ky. Chuyén gi sé
xay ra khi théi han ena ban quyén nay két thiie?
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Chat ngot dam déc da ¢6 mot lich s dai day thang tram.
Vao thai € quoc La M3, nudce buagi ép duge dun sdi trong cic
chao chi dé€ san xuft ra mgt loai san phim cé tén 1 sapa, mot
chat ngot dung & mgei chd, ti¥ lam gia vj trong thirc in dén thude
udng tranh thai. Rit khong may la chi trong sapa da bién né
thanh mét chit dje, thim chi gy chét ngusi. Chét cyclamate
duge phat minh ra vio nhitng nim 1960 nhung sau 46, dén
nam 1970 di bj FDA (Uy ban Quan 1§ Thyc phdm vi Duge
pham) cdm bdi vi cac nghién citu cho thiy chat ndy ¢6 lién quan
dén bénh ung thw. O My, chit duy nhét ¢ thé ding tuong ty
nhu aspartame 14 dudng saccharin, mdt din xuit tir ddu mo
duge tim ra tir ndm 1879. Nam 1977, FDA d3 dinh cam
saccharin vi cho rang né cling gy ra ung thu. Tuy nhién, digu
ndy 43 giy ra sy phan 81 manh mé tir phia nhitng ngudi dan
dén ndi Quoc hdi phai can thiép va cudi ciing saccharin van tén
tal trén thi trudng. Nhimg ngoai vin dé v& an toan thyc pham,
mét s0 ngudi cho ring saccharin ném c6 vi kim loai hoi déng
trong miéng.

Aspartame duge tim ra mdt cach tinh cd. Nam 1965,
mgt nha nghién ¢ty khoa hoc tén 14 James Schlatter thude
cong ty G.D.Searle&Co, tim cach phat trién mét loai thudc
chira loét da day. Trong khi Yam thi nghiém v6i cdce chit acid
L-aspartic va L-phenylalanine, Schlatter da nhén thiy c¢6 vj
ngot khi tinh ¢& liém phai ngdn tay. Chinh Ong 1a ngudi da dat
tén cho chat nay vé sau la aspartame, 14 k&t hgp cta cac acid
amin néi trén. Chat nay ¢6 lugng calo ding bing dudng cling
khoi lugng nhung lai ngoet gdp 180 lan so v&i dudng.
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Ndm 1970, cbng ty Searle da ndp don lén FDA dé€ ding
ky ban quyén cho aspartame nhir mét chat phuy gia thyc pham.
Thang 7 nam 1981, khi FDA chédp thuan vi cdp phép cho viée
su dung aspartame dang kho, Searle dd nhanh chéng tung ra
thi truong san pham cd aspartame diu tién 14 cic vién ngot
dang thuéc nhan hi¢u Equal. Viéc sir dung chit nay trong
nude giai khat mai dén thang 7 nim 1983 mdi duge chap
thujn. Sau nhiéu Tan bj tri hofn, Searle cudi cing d3 thanh
cong trong viéc gia han ban quyén ctia minh cho dén nim
1987 & chau Au va d&n nim 1992 & MF.

Dén ndm 1985, Monsanto mua lai Searle va cling v&i dé
la sG hitu dgc quydn dbi véi aspartame. Monsanto da di theo
mot con dudng vong dé€ dén vai chit nay. Ngay nay, Monsanto
14 nha san xuat ldn vé e¢dc san phdm ndng nghiép va duge
phim, tuy nhién ban dau, ngay tir nim 1901, céng ty nay da
dat ra nhiém vy cho minh 14 thach thice sy dée quyén cia Dic
trén thi trudng saccharin.

Cai gi di dudrng vong thi ciling trd vé bing dudng vong.
Nam 1986, cong ty san xult chit lam ngot Ha Lan Holland
Swetener bat dau xay dyng mét nha may san xuit aspartame
0 Geleen, Ha Lan d€ canh tranh v&i Monsanta trén thij
trudng chit lam ngot nay. Holland Swetener 13 lién doanh
gilta hai cong ty hoa chit 13 céng ty Tosoh cua Nhit Ban va
cong ty trong nudc Dutch State Mines. Myc tidu cna lién
doanh ngay tir ddu da 13 thach thire thi trudng aspartame véi
sut djc quyén cua Monsanto. Quy trinh lam aspartame kha
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phirc tap, cho nén Holland Swetener khéng nghi ring sau
khi thai han ban quyén cta Monsantoe két thic s€ ¢6 nhiéu
ddi thu méi tran vaoe thi trudng nay.

Khach hang
Coke, Pepsi

/ F 3 \
HOLLAND

SWEETENER

y NutraSweet > Nhirng nguoi
% bé tro

B4ai thii canh tranh

Cac nha cung cép

Thoi han ban quyén ctia NutraSweet & chau Au két thue
vao ndm 1987 va ngay sau d6 Holland Sweetener d3 nhay vao
tan cong thi trudng nay. Monsanto dap tra bing viéc ha gia.
Trude khi Holland Sweetener tham gia vao thj trudng nay, gia
cua aspartame la 70 USD m@t pound. Sau khi Holland
Sweetener gop mit, gia ¢2 giam xuéng chi con 22-30 USD mét
pound. Holland Sweetener chiu 16 ning né. D& ¢im cy,
Holland Sweetener da khai kién Monsanto ban pha gia 18n toa
an chiu Au va d3 thing.



Ly thuyét tré choi trong kinh doanh 129

May mén song sét qua cudc chiéh tranh gia cd & chau
Au, Holland Swetener gi¢' ddy sin sang duong ddu véi thir
thach 16n hon nita. Ken Dooley, Pho Téng Gidm déc Holland
Swetener phuy trich kinh doanh tiép thi, d3 noéi: "Chiing t6i
dang rdt néng long dua cude chién sang thi trudng M§." Hang
cua ong da dugc cie cong ty san xuft dd udng khéng con & My
chao d6én nhiét tinh. "Bdi vi" - 6ng néi tiép - "nha san xudt nao
cing déu mudn c6 it nhét hai ngudn cung cap".

Tuy nhién, cudc chién ctia Dooley d3 két thiac trude
khi né duge bat ddu. Ngay trude khi théi han ban quyén tai
My két thic, ca Coca Cola v Pepsi d8u k¥ lai cac hgp déng
dai han md&i v6i Monsanto. Cuéi clung, khi d4 c6 co hdi
trong tay d€ tao ra sy canh tranh giita cac nha cung cip thi
dudng nhu Coke va Pepsi lai € tut mat né. Hay 1a ho 43 ¢6
1¥ cda minh? '

Ca Coke ldn Pepsi déu khéng h& mudn chuyén mét
cich @6t ngot sang st dyng céc loai aspartame vé danh
(khong c6 nhan hig¢u). N&u ching ta con nhé két qua khéng
may man cia viéc thay d6i cbng thire nuéc udng Coke nim
1985 thi ro rang 13 khéng mét cdng ty ndo mudn g& boé nhan
hi¢u cia NutraSweet ra khoi chiéc lon clia minh truére &€ tao
ra n tugng 13 ho lai dang 1am mét didu dai dot vai cong
thite d6. N&u nhu chi cé mot cong t)" chuyén i thi cong ty
kia chic chin s& cb l¢i diém vai viée sy dung ddc ton nhin
hi¢u clia NutraSweet. D sao thi trén hét, NutraSweet ciing
da xay dyng dugce cho minh mdt uy tin vé an toan thye pham
va chit lugng t8t - diéu nay hoan toan khéng phai 13 tinh ¢&
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ma c6. Searle va sau d6 la Monsanto da dau tw rat nhiéu vao
viéc tao dyng thuong hiéu cho minh. Ho d3 chiét khiu cho
cac nha san xuat dén 40% néu cac nha san xuit nay déng ¥
chi sir dung san pham cla ho va trung biéu tugng dic sic
hinh cudn xody v6i hai mau do6 va trang cia NutraSweet trén
cic san phdm cia minh. Ngoai ra, hang con té chitc chuong
trinh quang c4o tiéu ditng rit manh d€ cung ¢8 vi th& thuong
hiéu ciia minh. Cho dén niim 1986, 98% nhitng ngudi udng
nude ga giam can cd chira chat 1am ngot nhan tao déu nhan
biét duge nhan hiéu vong cudn xody. Ngay ca khi aspartame
cac noi khic san xuit ¢6 mui vi khéng khac gi thi hau hét
ngudi tiéu diung van cam thiy xa la v&i cac san pham khong
¢6 nhan hi€u cua NutraSweet va coi d6 1a nhitng san phdm
kém chat lugng,

Mot 1y do khac cho viée khéng chuyén d8i nhin hidu 12
do Monsanto dang ¢6 mét l¢gi the lon dang ké vé chi phi.
Trong sudt mgt thap ky trudce, hing di ¢f gang giam duge dén
70% chi phi ban d4u - trong khi Holland Swetener van con
dang & gin trén dinh dudng cong chi phi. V&i sy dau te manh
vao thuong hiéu, quang cio va né lirc giam chi phi, Monsanto
da 1am theo dung nhy Kinh thanh di khuyén: ding bay nim
du thua dé€ chudn bj cho bay nim mat maa.

Nhir viy, nhimg gi Coke vi Pepsi cling muén la vin
nhan hiéu cil NutraSweet c¢dng thém mitc gia thip hon hin.
Va ho da ¢ duge ditu ho mudn. Cac hgp dong méi da gitp
cho ca hai cong ty nay tiét kiém t0ng céng mdi nim 200
triéu USD.



Ly thuyét tré choi trong kinh doanh 131

bé 1a mét két qua ¢6 thé dy doan trude. Hay so sanh
vi th& trong thuong lugng cia Monsanto truéc v sau khi
Holland Swetener tham gia trd choi. Trudc ¢6, Monsanto &
mét vi the cye ky manh. C4 Coke va Pepsi déu khong cé sy
lyra chon nao khac f}:goéi NutraSweet. Khi eyclamate bj cdm
va sacchairin cﬁng dang & trong tinh trang phdp phong
chua ré vé s§ phan-ctia minh thi NutraSweet &3 khién cho
cac loai nudce udng it calo, mii vi thom ngon va an toan cho
sic khoé van tiép tyc dwgce ton tai. Gia trj gia ting cua
NutraSweet nhu vay la rat 1on. Khi Holland Swetener gia
nhip thj trudng, gia trj ndy &3 bi giam sat dang k&, Hién
gid, gia tri gia ting cua NutraSweet diyfa trén tuong quan
cua noé vgi cic loai san pham tir aspartame khéc chir khéng
phai v4i saccharin. Tuy nhién, céi cén lai & day 13 gi4 trj cua
thuong hiéu NutraSweet va 1gi thé vé chi phi san xuit.

Vay thi vj th€& cua Holland Swetener 13 & dau? Viée
hang nay gia nhép thj truong da khién cho gia trj gia ting
ctia NutraSweet giam déng k& va digu nay 43 cé lgi rat
nhiéu cho Coke va Pepsi. Nhu vy, dang 1& s& 1a hgp Iy néu
Holland Sweetener, trugc khi tham gia tré chot, d6i duge
nhin mét khoan bu dip, ching han dudi hinh thic mot
khoan tién tra ¢§ dinh hay mét hgp ddong duge dam bao
chéc chin cho viée gia nhip thj trudng cia minh. Cén néu
Holland Sweetener mudn ki€m lgi nhuin bing chinh viée
choi thye sy trong trd choi d6 thi sé eye ky khé khin, San
phdm cta hing chira ¢é uy tin thuong hiéu va chi phi san
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xudt cao hon so v&i NutraSweet. Holland Sweetener khéng
cb bat ky gi4 tri gia ting ndo. Chiéc banh s& khong bj bé lai
né&u khong cé6 Helland Sweetener, chi cé viée chia banh sé
khae di ma théi. Dooley dd ndi diing khi cho ring bat ky nha
san xuit nio cing mudn ¢6 thém nha cung cAp thi hai.
Nhung van dé lai ¢ chd cdc nha sin xuat khong nhat thist sé
mudn lam &n nhiéu hon v&i nha cung cap thi hai dé.

Coke va Pepsi da hanh déng ding khi thay d6i trd choi
béng cich khuy&n khich sy tham gia clia nhiing ngudi choi
m&i va nhd 36 giam bét sy phy thude ciia minh vio
NutraSweet. Monsanto da lam d&ing khi xdy dyng uy tin
thuong hiéu va tao ra l¢gi thé trong chi phi, bing cich d6 dd
giam thidu tac dfng bat lgi cha sy gop mit cic nhin hidu vo
danh khic.

Con d6i voi Holland Sweetener, ¢ 18 ho da qua voi
vang khi muén trd thanh ngudéi choi. Haing ndy c¢6 thé tiét
kiém cho Coke va Pepsi 200 triéu USD méi nim; vdy hai
cdng ty 16n nay c6 the 1am gi A€ dap lai? Holland Sweetener
da & thé rat y&u khi ho kinh doanh aspartame - ho kh8ng h#
¢b gia tri gia tdng. Nhung néu n6i dén sy canh tranh trong

~kinh doanh thi hang lai c6 mét the manh dang ké vi ho dang
- déc¢ quygn sy canh tranh d6: Holland Sweetener khi d6 1a
hing duy nhat ma Coke va Pepsi c6 th€ sit dyng &2 cai thién
vi th& trong thuong lugng véi NutraSweet. Tuy nhién, sai
Iam & day 1a ho da bo qua didu ndy. C6 1& Coke vi Pepsi sé
déng ¥ tra tién cho dich vy hét site dang gia nay, tuy nhién
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Holland Sweetener phai la ngudi ra gia trude. Trong phin
sau c6 nhan d& Trd ti€én dé choi ching téi s& ggi ¥ nhigu
cach khac nhau d€ ban cé thé duge tra tién cho viéc tham
gia troé choi.

Tiép theo clu chuyén nay, chiing tdi musn ban danh
gid chién luge cua Norfolk Southern trong cufe thuong
lwgng véi Gainesville Regional Utility (GRU).

Mt ngudi ché than khac

O thanh ph§ Gainesville, bang Florida. GRU la c6ng ty
thugc s& hitu cia thanh phd chuyén cung cip toan bé dién
va nude sinh hoat cho din cu. Tuy nhién, & diy ¢6 mjt vin
dé ddi vé&i eong ty tién ich ndy. D6 13 ho bj phy thude vao
cong ty dudng sit CSX dé vin chuyén toan b than ddt d&n
cho ho. Nam 1990, gid than 13 20,13 USD mot t&n nhit ban
c6 thé doan duge, CSX da rat c6 lgi khi bén than cho
Gainesville. Vi vy, vao thang 7 nim d6, Gainesville da dim
phan v&i mét cong ty dwdng sit khae 14 Norfolk Southern dé
cung cdp than cho he chi vai gii 13,68 USD méi tdn thi dé
¢6 thé coi gan nhu mét cude dao chinh.

Vin dé& duy nhat con lal 13 Norfolk Southern thyc t&
khéng thé van chuyén than d&n tin nai boi vi tuyén dudng
sit gih nhdt cia ho ciing cich Gainesville t&i 21 dim.
Chuy€n tuy&n duding ndy dén gin hon khéng phe’u 1a m#t
giai phap tét.



Nouotchol e 134

Khiéch hing
Gainesville

NORFOLK T \
SOUTHERN

Nhirmg ngudi
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Céac nha cung ciip

Gainesville 8¢ nghj CSX cho phép Norfolk Southern
duge sir dyng dudng ray cia ho. DT nhién ]1a CSX tir chéi.
THi gi ho phai tiy bo ddc quyén cha minh? Nhung ddy méi
chi 14 d6ng thii md dau cua Gainesville. V&i kha ning duge
cung cip than véi giad ré hon hin, thanh phé d3 quyét dinh
didu nay ding d€ xdy dyng thém mot tuyén dudng sit
nhéanh dai 21 dim, thim chi ngay ca khi chi phi dy kién 1én
dén 28 triéu USD.

Tai thoi diém nay thi bdi canh ¢6 vé 14 rit hita hen 6i
vdi Norfolk Southern. Ho d3 dit Gainesville viao guéng, hay
nhu ngudi ta ndi 13 khién cho Gainesville bj théi thice béi tinh
thé& d€ quyét dinh bo tién ra xdy dyng con dudng, ddng thdi ho
cling 43 c6 sin mét hgp dong cung cip than trong trudng hgp
tuyén dudng xay xong. Nhu viy, ho s€ chi ¢é 1gi ma khéng bao
gid thiét.
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Norfolk Southern thiyc ra cling phai chi mét sé tién
dugc goi 14 chi phi 16t tay cho chinh tri. B&i vi con dudng sit
dy dinh x4y s& di qua mgt ving dam iy nhay cam vé méi
trirdng nén Norfolk Southern va Gainesville phai duge T8
chitc bao v¢ méi trudng & day théng qua dy 4n. Ngoai ra, ho
con phai giai trinh trude Uy ban Thuong mai lién viing quan
1y vé dudng sit.

CSX khéng chju d€ yén. Thang 10 ndm 1991, CSX dap lai
dong thai cia Norfolk Southern bing vige & nghi gidm gia
2,25 USD cho méi tin than. Sau d6 CSX cho thdy néu
Gainesville ti€p tuc hgp tdc véi Norfolk Southern thi tuyén
dudng hién cb ctia CSX sé khdng ¢6 ¥ nghia vé mit kinh t& va
do vdy CSX s€ budc phai d& bo néd. Pidu nay s& khién
Gainesville lai trd thanh con tin trong tay Norfolk Southern.
Donna Rohrer, Phé Chi tich CSX phy trach truyén théng &3
canh bio vé didu nay.

Théng 11 ndm 1992, khi Gainesville gin nhu d3 sip nhin
dugc gidy phép d€ xdy dyng tuyén dudng moi, CSX quyét dinh
ha gia thém 2,5 USD nita cho méi tin than. Tai théi diém nay
thi vige xdy dyng thém mét tuyén duong nhanh méi 1a thye sy
khong con ¥ nghia gi vé mit kinh t& nita. CSX gianh duge mot
h¢p ddng mdi cho d&n tin niim 202d vA Gainesville ti&t kiém
duge 34 triéu USD (tinh theo gid trj chiét khau hién tai) trong
sudt ddn hgp dong méi.

K&t qua nay khong phai 1a mét tai hoa gi ghé gom d6i
véi Norfolk Southern. Mic du khéng gianh duge hgp dong voi
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Gainesville, ho cling gin nhu khéng mat gi ca. Tuy nhién,
Norfolk Southern hoan toan cé thé két thiic kha hon nhu vay.

Sai [am & day 1a Norfolk Southern d3 bigu khéng sy
canh tranh. Néu khéng cd Norfolk Southern thi Gainesville
ciing ching c6 ¢6 gl de doa vj th& cha CSX. V6i sir gop mit cla
Norfolk Southern, Gainesville da cé thé va thye sy 13 d3 1am
duge nhu viy. D6 1a toan bd tro chai. Anthony Hatch, nha
phén tich ciia PaineWebber d3 giai thich digu niy nhu sau:
"Vige xay dyng dudng st 1a mét cude phiéu luu rat t6n kém...
D6i khi chi cin de doa lam phur vay théi 43 1d qua d0." O day,
chi loi de doa duge dua ra dd dang gia 34 trigu USD.

D€ bao dim ¢6 duge miéng banh cho minh, Norfolk
Southern ¢in phai doi mot khoan tién phi, ¢6 the 13 dya
trén chi phi ma Gainesville ¢6 kha nang tigt kiém duge,
trong trudng hgp tuyén dudng nhanh khéng durge xay dung,.
Khi d6 Norfolk Southern sé& khéng bao gi thua cude: Néu
tLiSfé“n dudmg duge xiy thi chic chdn Norfolk Southern s&
gidnh duge hgp ddng; n&u khéng thi he cfing duge bt d4p
phin o béi tign phf trén co s¢ chi phi tigt kiém duge ddi
v&i Gainesville,

Mac di khéng dén ndéi bj nhin til nhung Norfolk
Southern van phai chju mét s6 chi phi ngdm. Ho da phai chi
mt s& tin "chinh tri" d€ vin déng cho viée xdy dyng tuyén
dudng nthanh chéng duge thong qua. Hon nita, viée 1am cia
ho ¢6 th€ s& 1am thiét hai cho CSX 34 trigu USD - didu nay rat
nguy hi€m vi CSX cb kha niing tra dfia. Trén toin nuée My khi



d6 chi ¢6 khoang 20 tram nédng lugng 14 ¢6 nhiéu hon mét
dudng ray d& cung cip nhién lidu, Cling giéng CSX sd hitu
dudng ray duy nhit dén Gainesville, ¢é rdt nhiéu ving khac
ma Norfolk Southern 14 nha cung cip d¢6c quvén va CSX rat cd
thé sé choi tro pha hoai tuong ty & nhimg noi dé.

Norfolk Southern dang 18 phai hiéu rdé hon diéu nay.
Trude &6 d& co hai [An céng ty nay phai bd cufe choi. Cho dén
nim 1991, Norfolk Southern vAn dang 1a djc quyén vé cung
cip nhién liéu cho Céng ty Mién Nam, mét cong ty tién ich
(cung cip dién nudce) cia Atlanta. D6 1 trude khi cong ty nay
xdy dyng tuyén duong dai 7 dim ndi nhd may gin
Birmingham, bang Alabama vé&i mét tuyén chinh thugce s hiru
cia CSX. bay 1a [in dau tién cbng ty nay xdy dung tuyén
dudng riéng cho minh d€ tiép ciin dudng st nhim muyc dich
tao ra canh tranh. Tuong ty, ¢ Evansville, bang Indiana, PSI
Energy da de dea xay dyng mét tuyén dwéng sit nhanh dai 10
dam 4€ n&i nha may cua ho vai tuyén dudng sit chinh caa
CSX. M6t Ian nira, Norfolk Southern dang ¢ vj thé déc quyén
¢ d6 &3 bj bude phai cho phép CSX tiép cén vdi cie dudng ray
cna minh v bing cach dé &3 ty tae ra d3i thu canh tranh cho
minh. Sau d6, PSI da quy8t dinh ring ho khong ¢in thiét phai
xdy dyng thém dudng nhanh nia.

Cé 1& nhimg gi Norfolk Southern lam & Gainesville 1a
m¢t tinh hudng dn miéng tra miéng rat dién hinh: sau khi
CSX pha hong vj thé doc quyén caa Norfolk Southern vaoi
céng ty Mién Nam va PSI Energy, Norfolk Southern di tra
diia bang cich pha hong trd choi cia C8X ¢ Gainesville. Tuy
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nhién, diy van chwa phai 14 hdi k&t. C6 mét rui ro rat 16n 1a
CSX sé lai tra diia. Pai v8i Gainesville thi kiéu gi ho cling
chi duge ma khéng mat. Nhung d8i véi Norfolk Southern
thi thanh ph6 Lgi (Gainesville) da tr¢ thanh thanh phd
Thiét (Loseville).

Nhu hai cdu chuyén ciia Holland Sweetener va Norfolk
Southern d3 minh hoa, d6i khi dich vy rat c6 gid tri ma ban
¢6 th& cung cdp lai chinh 14 tao ra sy canh tranh, do vay
dimg bo qua digu dé. Dic biét didu nay ding khi ban tao ra
mot sy canh tranh dit gia: Holland phai x4y thém mdt nha
may ton hang triéu do la, con Norfolk Southern thi bi de
doa tra dda. Canh tranh 1a thir qua gia tri va ciing qué ton
kém ¢ cé thé boé qua. Ban can phai duge tra tign d& choi. ¥
tu'()'ﬂg nay duge nhitng ngudi choi hifu rat rd trong tro choi
mua lai sau day.

Tra 101 cude goi. Nganh kinh doanh dién thoai di ddng
d3 trai qua mét qué trinh h¢'p nhit nhanh chong ké tir thang 6
niam 1989, khi Craig McCaw - 39 tudi — d€ nghj mua lai LIN
Broadcasting Corporation. Nim n3m trudc, Uy ban Truyén
théng Qudc gia da chia nude My ra lam 306 thi trudng riéng
ré va chi phin bé cho méi thi trudng hai gidy phép kinh doanh
~ trong nganh dién thoai di déng ma théi. Mt gidy phép duge
danh cho cong ty dién thoai dia phuong, con gidy phép kia
duge cAp thong qua bét thim. McCaw di di dudng vong va tim
cach mua dugce cac gify phép tir nhimg ngudi thing trong céce
cude bat thim. Cho dén nay cic giy phép caa McCaw da cho
phép phit séng duge 50 triéu khach hang tiém ndng (cac POP -
theo cich goi trong nganh).
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Mie du d3 1a cong ty dimg dau nganh, McCaw con mudn
dimg dau qudbc gia. Viée mua lai 18 triéu POP cta LIN 14 co hoi
t6t nhat, thm chi c6 1€ 14 duy nhét d€ c¢6 duge dic quyén kinh
doanh ¢ céc thanh phd lén, nhé d6 tao ra duge tiéng tim trén
todn qude. Piéu ndy c6 nghia la McCaw phai gianh duge LIN,
cong ty hién dang c6 gidy phép hoat ddng & cic thanh phd
New York, Los Angeles, Philadenphia, Houston va Dallas. Lic
dé McCaw méi chi ¢6 trong tay 9,5% ¢8 phiéu caa LIN. Va anh
ta mudn ¢6 not phan con lai.

McCaw ¢6 cach nhin riéng ciia minh trong van dé néy va
cho thay ring anh ta sén sang choi tré may rai. Anh ta d3 vay
rat nhiéu tién d€ mua bang dugc tit ca cac gidy phép. Piang 1
cho d&n gilta nim 1989 chi ¢6 250.000 khach hang trong s6
50 triéu POP ciia anh ta thue sy 14 khach hang dang tra tién -
chi®m m¢gt nira phan traim. Nhung McCaw lai nhin thay chiée
cBc nhir th€ ndé gan day thay vi nguge lai 1a gin nhu réng
khéng: bai vi theo anh ta thi lgi nhuln tiém ning & day 14 con
rit 1ém.

McCaw da dura ra mite gia 120 USD tién mit cho méi cé
phiéu cha LIN, v6i s6 tién tong cong s& duge tra 1a 5,85 ty
USD. Biu nay 44 khién ¢ phidu ctia LIN ting vot 1én tir 103,5
USD dén 129,5 USD. RS rang thi truong dang tréng d¢i nhitng
d%ng théi ti€p theo. Tuy nhién, dé nghj tra gid cia McCaw sé
chi cé hiéu lyc véi diéu kién LIN phai d& bd cac "vién thude
ddc” nhdm ty vé chong bj mua lai. LIN tir chdi lam diéu dé.
Donald Pels, Téng Giam ddc caa LIN, tir 1au 44 c6 méi dc cam
cd nhan véi McCaw va McCaw ciling vdy. N&u McCaw thanh
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cong thi ca hoi gitt fai chi€e gh& Téng Giam ddc d6i v&i Pels sé
rat mong manh, thim chi ¢é thé néi 1a khong thé. Phai 46i mat
v@i phan img thi dich va thude ddc, MecCaw da ha mife gia cua
minh xudng chi ¢cén 110 USD.

LIN bat dau tim kiém nhitng d6i tha thay thé. Co tin doén
13 mét sb cdng ty con ctia Bells cling quan tdm dén vy nay. Bell
mién Nam v&i ngudn tai chinh khong 16 va dang c6 mét chién
luge mua lai trong linh vye dién thoai di djng c6 vé nhu ¢b
nhiéu kha ning s& dap tmg duge sir tim kiém 46 nhat. Cac dai
ly dfic quyén ciia LIN ¢ Los Angeles va Houston sé b8 sung
cho thi phin eta Bell mign Nam tai nhitng thanh phd d6. Téng
thi phin cta ca hai edng ty cdng lai 1a 46 triéu POP, chi it hon
4 tridu so véi McCaw (khong hdn d3 & cdp quoc gia nhung
thye sy 14 méi de doa nghiém trong 461 vai vi tri dan dau cla
McCaw).

P61 vdi Bell mign Nam, ¢o héi d¢€ thing McCaw 14 rat
thap. McCaw d3 dy tinh ring cho d&n ndm 2000, 15% dén sd
My s& ding dién thoai di dng vd mdi POP khi d6 sé dang gia
420 USD mét niim. T4t ca cic cng ty con ciia Bells d8u dong
tinh v&i con s6 diy bao chi ¢6 10%. Didu nay din dén mbi
POP d6i vai ho chi mang lai gia trj bang 280 USD. Trong
cude tranh dua gitta McCaw va Bell mién Nam thi McCaw 43
tiéu tién cho mét tham vong 16n hon.

McCaw ¢6 dgng co riéng d¢ tra gia cao. Gia thj trudng

ciua mdi POP ting 1én khién cho 50 triéu khach hang tiém
ning cua McCaw cang trd nén cé gia tri hon. Con do6i véi
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Bell mién Nam, cai gia dé tham gia tro choi 1a kha cao: riéng
phi ludt su va ngan hang dau tur 43 la 20 triéu USD, déng
théi cac nha quan 1y ¢dp cao trong céng ty sé& bi mat théi
glan va khong tap trung vio cong viée chinh cta ho 14 diéu
hanh cac hoat ddng hién ¢6. Hon nita, néu thua cude, ma
diéu nay rit dé xay ra, thi Bell mién Nam sé danh mét ca,uy
tin nhu modt nha daun tLr kién dinh vao tugng lai. Long tu
trong sé bi thuong tén, ™ -

Du sao di nira thi Bell mién Nam ciing vin san sang fﬁi_i—,a
LIN néu mifc gia 1a phai ching. Van dé di nhién 1a & chd bang
viéc nhay vao cugc, cong ty nay sé cham ngoi cho mét cude
chién vé gia va khi d6 LIN sé khong th€ duge ban véi mire gia
phai ching nita. Bell mién Nam biét ring cudc dau sé chi ¢o
mét ngudi thing va ho muén duge bl dap mot thi gi do cho
nhimg thiét thdi cta minh trong trudng hgp McCaw thing. Do
vay, Bell mién Nam d3 nhan duge 161 hita tir LIN rhu mot didu
kién d&€ tham gia d4u gi4 12 phin thuong hgp nhit 54 tridu
USD cing vai 15 triéu USD dé€ bu dip thiét hai chi phi bo ra
néu thua cudec. Puge tra tién &€ choi, Bell mién Nam da dwa ra
mitc gia duge cac nha phén tich thi trudng cho 14 tuvong ducng
105-112 USD cho méi ¢d phiéu cua LIN.

Nhir da dy doan truge, McCaw khong chiu bo cude. Anh
ta da cd loai Bell mién Nam vé&i mite gid méi 112-118 USD cho
mdi cd phiéu. LIN dén gdp Bell mién Nam va dé nghi ning gia
tiép. D€ d6i lai Bell mién Nam sé lai dugre tra thém tién. Phin
bu dap cho chi phi duge ting 1én 25 triéu USD vi Bell mién
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Nam lai ti#p tuc ddu gid véi mitc mdi 14 115-125 USD cho méi
¢6 phiéu.

MeCaw néng gid cia minh 1én 124-138 USD va sau d6
digu chinh thém mot vai d6 la nita d€ gidnh phan thang. Dong
theri anh ta tra cho Bell mign Nam 22,5 triéu USD @€ ho ty
nguyén rat ra khot cude choi. Véi mite gid cudi cing, LIN duge
dinh gia tit 6,3 dén 6,7 tv USD. Tai théi di€ém ndy, Bell nhan
thay quyén chen ¢ phiéu ciia minh d8 duge 1gi thém 100 triéu
USD va vy mua ban véi McCaw - nay di tré nén than thién
hon - dugce hoan tat.

Vay thi nhimg ngudi chai trong cube duge lgi gi va bj
mit gi? Trude ngay Bell mién Nam cong bd mire bd gid ddu
tién, ¢6 phiéu cta LIN trén thi trudng duge mua ban véi gia
105,5 USD. Khi Bell mién Nam rdi bo cude choi, mic gid nay
da tng 1én 122,5 USD. Véi 16,75 USD ting thém trén méi c6
phiéu, téng gia tri cua LIN d3 ting gén 1 ty USD. Do d6 LIN da
thu duge thém 1 ty USD, 1o rang day la mét mén hai néu so
sanh véi s tien chi co 54 tridu USD cdng véi phan bi dap chi
phi @& tra cho Bell mién Nam. McCaw c6 duge digu anh ta
muén 13 s¢ hitu mang ludi dién thoai di ddng trén todn qudc
va sau d6 43 ban lai né cho AT&T d€ tr¢ thanh ty pha. Con
Bell mign Nam dugc tra tign d&€ choi ¢b vé nhu nhin duge it
nhit véi téng cong 76,5 triéu USD va phin tién bu dap chi phi
b6 ra. Bell mién Nam hiéu rit rd rdng ngay ca khi ho khong
thé choi d€ ki®m tién bang cich thdng thudng, ho vin ¢ thé
duge tra tién d€ 1am thay 46i tro choi d6.
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V6i nhian thite ro rang nhu vay, sau khi tro choi két
thie, mét s6 cau hoi chéc chan sé duge dat ra trong dau ban.
Vi sao Bell mién Nam khong do6i han 1 tv thay vi 54 triéu
USD? C0 1€ néu Bell mi&n Nam t6 ra chic 1ép qui thi LIN sé
quay sang mét cong ty con khéc ctia Bell. Thyte ra LIN thim
chi ¢6 th& dong ¥ v&i mie phin thudng hgp nhit cao hon
nhung diéu nay sé 13 rat rii ro. LIN ¢ thé s& trd thanh qua
dat dén mitc khéng ai mua lai duge, khi d6 tod an cd thé
tuyén v6 hiéu héa mite phi bi coi 14 "cdm cira” va trong
trudong hgp nay Bell mién Nam sé khéng duge nhin bat ky
mét déng nao.

Vi sao McCaw lai tra tién @€ Bell mién Nam rat khoi
cudc choi? McCaw khong thé chic chin ring Bell mién Nam
s€ tyr rat lui va néu ¢d thi cling khong thé biét sém hay muén.
Di nhién d6i véi McCaw thi cang sdm sé 1a cang t6t. McCaw
cling khong muén kéo dai d€ c6 thém nhitng ngudi tra gia mbi
- nhitng d6i tha khéng mong dgi.

Viée McCaw tra tién dé Bell mién Nam bd cude cod thé 1a
syt kign khong binh thuéng nhung hoan toan hgp phap. Luéat
chong ddc quyén ctta My néi chung cAm nhitng ngudi tham gia
d4u gi4 tra tién &€ ngudi khic bé cude. Tuy nhidn, vy mua lai
ddi v&i mét cbng ty ¢é phin s& hitu cdng dong (publicly
traded corporation) thi lai ndm trong pham vi ctia luét chimg
khoén va tda 4n cho ring luit chimg khoan ¢é quyén wu tién
trude so vdi ludt chéng dde quyén. Ludt chitng khodn khéng
quy dinh cdm d6i v&i viée tra phi d€ ngudi khac rit khoi dau
gi4d ma chi dd1 héi cong khai mire phi. Y tudng & day 1a trién
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vong nhan duge mdt khoan phi nao d6 sé khuyén khich nhitng
ngudi choi yéu hon tham gia vao diu gia tir dau va nhd dé lam
tAng gid cd phigu. Mgt khi d3 c6 vai ngudi tham gia dau gia,
che c8 déng cna cong ty duge chao ban tat nhién s& mudn ngan
can viéc cd ngudi tra phi d€ ai d6 rat lui. Tuy nhién, ca hai
cach déu nham &€ c6 duge gid cao hon.

Vi sao LIN khdng doi hoi phai c6 mét diéu khoan khéng
cho phép 4p dung phi rat lui trong hgp déng k¥ v6i Bell mién
Nam? C6 1& 13 LIN khéng nghi dén diéu d6. Tuy nhién, diéu
nay ciing giy nén sir higu ky. N&u LIN da nghi dén viéc khuyén
khich Bell mién Nam tham gia dau gia bang cich tra tién thi
ho dang 1€ cling phai xem xét dén trudng hop s€ 6 al 46 tra
tién dé Bell mién Nam rut khoi cude ddu gia, Khi d6, hg c6 1€
da c¢6 thé tim cach ngin can viéc nay.

Nhrr vy, chiing ta da xem xét xong ba ciu chuyén vé viée
tr¢ thanh ngudi choi trong cude. Holland Sweetener va Norfolk
Southern déu phai tra gid. Nhitng ngudi choi khac hudng lgi tr
chi phi cta ho. Bell mién Nam da lam t6t hon nhigu. Ly do hg ¢6
thé kim dugc tién 1a vi hg nhén bigt duge ai ditng 46 hadng lgi
tir viée ho tham gia vao cufe choi. Biét duge diéu nay, ho da cd
thé thuong lugng d€ cd duge mét phéan trong l¢i ich do.

Mét ngudi mudn choi trude hét can ty hoi cidu hoéi coa
Cicero: Cui bono? Ai ditng d6 hudng l¢i? Holland Sweetener
va Norfolk Southern da khong lam diéu d6. Nhung Bell mién
Nam thi co.

Chiing ta hiy cung ap dyng cac cau chuyén nay vao mét
tinh huéng rit phé bién trong kinh doanh thuéng nhit.
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Tra tién dé toi choi

Chudng dién thoai reo. Mgt khach hang tiém ning giai
thich ring anh ta khong hai long vi nha cung cip hign tai cua
minh va muén ban &t gia dé thay chin nha cung cap d6. D6
la mét khiach hang 16n cia mét trong s6 cdc doi thu cua ban.
Vi bay gig, ddy sé 1a co héi cia ban.

Ban sé lam gi? Trude hét ban ndi véi ngudi gei dau day
bén kia ring ban s& goi lai &€ néi chuyén v&i ho sau. Sau do,
ban hoi ngudi khach hang mét s chi tiét d€ gitp ban ra gia.
Khi ban rdi khoi may dién thoal, ban tip hgp nhém lam vigc
lai va tich cyc chudn bi cho viée ddu gid. Méc da ci dién thoai
c6 vé than thién, ban biét ring d6 14 mot phat dan ti xa va
bude ban phai 1am viée céing thing hon mot chit va quyét biét
hon mét chit vé gia ca.

Ding sau nhitng suy nghi ciia ban 1a mét sy ho nghy,
rang khach hang c¢6 thé dang dang ban chi d€ doi mde gia re
hon tit nha cung cAp hién tai cia anh ta. Nhung dé chinh la
cach ma tro choi dugce bay ra. Néu ban khong ra gia thi ban
ching c6 co hdi nio d¢ gianh duge mdi lam An ndy. Hon the
nifa, ban ¢6 thé giy ra mot &n tugng thi dich tir phia ngudi
khach hang kia va s& hét hy vong lam &n v&i anh ta trong
tirong lai. Lim thé nao d@ giai thich véi cdp trén cla ban rang
ban d3 bo 16 co hai nay, nhat 1a néu khach hang d6 qua thye
cudi cuing da d6i nha cung cap?

Do viy, ban nhiét tinh ra gia. C6 vé nhu néu ban khong
ra gi4 thi ban sé khong cé 1¢i hon va chi ¢6 kha néng thiét di,
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trong khi néu ra gia thi ban chi c6 thé ¢é 1gi chir khong bao gid
thiét. Khach hang cam on ban va hita s& quay lai. Nhung anh
ta da khong quay lai nita.

Ban ¢6 th€ lam the nado khic? Ban c6 thé djt gia thap
hon nhimg chéng c6 gi bao dam 13 nhu vy s& t6t hon. D6
khong phéi 1a mét giai phap thuc té.

Vén dé doi véi chién luge ¢on co ban hon thé. Vide ban
ddt gia thap s& gitp cho khéach hing dat duge gia thap hon tir
ngudi khac. D6 14 két cye nhiéu kha ning xay ra. Khach hing
s€ duge Igi sau d6, trong khi ban ching ¢6 gi d€ khoe ca.

Cé vé nhu ¢6 mét sy thie gine ty nhién d€ canh tranh
duge dua ra chao mién phi. Sau hét thi d6 chinh 13 digu ma
ngudi ta cho ring cac doanh nghiép déu phai lam. Anh
muén diu gia u? T6i sé cho anh dau. CAc nha thiu, kién
trGe su, nhitng ke giét thué - tit ca déu cho ban diu gia.
Holland Sweetener va Norfolk Southern ciing 1am nhu viy.
Nhung Bell mién Nam thi khdng, it nhat 14 cling khong lam
diéu d6 mién phi.

Céu héi daung ¢ day can dit ra 1a: Didu ndy quan trong
dén mire ndo doi voi khdach hang ma bgn mudn tra ¢iG?
Néu viéc ban diu gi4 1a quan trong ddi v&i ho thi ban phai
duge thi lao cho viée ban choi trd choi d6. Néu nhu né
khéng that quan trong thi ban sé rdt it kha niing cé diwge méi
lam &n d6 va tham chi con it kha niing kiém tién duge tir mai
lam &n d6 hon nita. Khi d6, ban s& mudn suy xét lai viéc din
gi4 cia minh.
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Digu nay vé 1y thuyét thi duge nhung liéu né cb thé ap
dung vio thie tién nhu thé nio? Ai ciing mudn duge nhu Bell
mién Nam d& duge tra 76,5 triéu USD cho viéc choi thua. Tuy
nhién, trudng hgp nhu viy rat hiém. Hau hét khach hang sé
cudi vao miii ban, thim chi con ndi nhirng idi khiém nhi véi
ban n&u ban thir tim cach doi ho tra tién cho viée dau gia.

St canh tranh 1a rat co gia trj
Birng bd qua nd
Hay doi dwoc tra tign dé choi

Sé 13 hoi thé thifn néu ban doi tra tién mit, va 4o ciing
khéng phai 14 cAch théng minh. May mén 1a c¢6 nhiéu cach
khac @8 ban c6 thé duge tra tién khi choi. Ban ¢6 th€ dé€ nghj
hd trg cac chi phi d€ chuin bj dau thiu néu c6. Ban ciing ¢6
thé &8 nghj tra trude phin chi phi vé v&n, ching han nhu chi
phi d& xay dyng nha mdy. Ban c6 th& d& nghi truéec mét hgp
dong mua ban duge dam bao. Diéu khoan cho phép ban xem
xét 1ai TAn cudi cfing rat cd gid tri: Ban sé c6 duge mdi lam an
néu nhu ban khép duge gia ciia ban theo mic gia canh tranh
nhat trén thi trudhg.

P& d8i lai viée ban ra dau gia, ban c6 thé dé nghj duge
ti€p cén véi cdc théng tin vE doanh nghiép. Biéu ndy co6 thé
gitp ban ¢6 cd hdi thing cudc 16n hon. N6 sé& bién ban tir
ngudi ngodi cude trd thinh ngudi trong cuge. Diy s& la bude
d4u tién d€ ban hinh thanh m&i quan hé v&i khach hang.
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Hodc dé€ d6i lay viée ban diu gia moét phin ciia doanh nghiép,
dé nghj cho dugc tim hifu ca cac phin khic cia doanh
nghiép nira.

Cudi cing, ban c6 thé thir 1t nguge vin dé. Thay vi dua
ra gid ciia minh cho khich hing, hay dé nghi ho tif néu ra mite
g4 ma ho sn sang trac doanh nghiép cia ho cho ban, D& nghj
ho dira ban mét ban hgp dong hoan chinh ¢6 ca gia da xuat va
ban sé quyét dinh ky hay khéng ky. Néu ban ky, khach hang sé
phai chuyén sang lam &n v&i ban. Bing cich nay, ban bao dam
rang khich hang khéng choi xdu vdi ban, Cac dai Iy xe hoi
hiéu rit rd diéu nay. Thay vi ra gia trudc, ho thudng hoi khich
hang ¢6 thé trd bao nhiéu. Sau khi nghe khach hiang néi ra
mire gia, ho s& khén khéo nédi: "Té6i rit mudn ban cho éng véi
mire gid d6 nhung t6i phat xin ¥ kién cua giam déc d3." Tuy
nhién, tride hét, ho d& nghi khach hang ky vao hgp déng véi
mirc gia dd néu ra. Nhitng ngui ban xe khi dé di biét ring
néu ho dong ¥ vdi mirc gid cua khach hing, ho sé& ban dugce
ngay va khdng cin phai thuong lwgng lai [An nita.
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Bay cach dé dworc tra tién khi choi

1. DPoi hoi duge hé trg chi phi tham gia d&u gia, chi
phi v6n dau tu ban d&u va t4t ca cac chi phi khac dé
tham gia cudc choi.

2. Yéu cau ky hgp déng mua ban cé bao dam.

3. Yéu ciu digu khoan vé quyén duge xem xét lai [an
cudi.

4. De nghj duge tidp cdn véi thong tin t6t hon.

5. D8 nghj lam viée vi ai d6 sé danh gid cao cai ma
ban s& mang dén cude choi.

6. P& nghi duge diu gia trén cac mang khac clia
doanh nghiép, ngoai hgp déng hién co.

7. D& nghj khich hang dua ra mite gid ma tai d6 ho ¢
th€ ban doanh nghiép cliia minh cho ban.

Di nhién tién mdt ciing rat t6t, song khéng nhdt
thiét.

T4t nhién v&i ca mot kho cac chién luge nhy vy, ban
vin cd thé khéng duge tra tién d& choi, trong trudng hgp
ndy ban c6 thé quyét dinh khéng choi nita. Két cyc nay
khong quéa té nhi ban tudng. Cic tinh toan vé higu qua chi
phi khién ban dau ban mudn tr¢ thanh ngudi choi ¢b thé sé
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khéng con dbng. Don gian 1a khéng nén nghi rang chi diu
gia thi khong bao gig bi thiét.

Tam chi phi ngam trong diu gia
Cé nhimg chi phi ngim lién quan dén diu gia canh tranh.

1. Ban luén cé6 nhimmg cach khac dé s dung
thoi gian mbt cach hitu ich hon

Tham gia ddu gid thudng tén nhiéu thoi gian va nd
lyc hon 1a viéc chi ngdi doc cac con s6 trén bang gid. Thai
gian va nd lye d6 thudng lai duge chiém vi tri wa tién hon so
v céng viée phyc vy khach hang ctia ban. Theo chiing t6i,
giit cae khdach hang hién tai cia ban la khén ngoan hon so
vai sén tim khdch hang cua nhirng nguoi khde.

2. Khi ban gianh duge céng viéc, ban sé mdt tién

Khi ban thing va gianh duge mot mdi kinh doanh, ban
cin phai ty nghi ngd d6i chat. Cé thye ban muén ¢6 nhitng
khéch hang d&n v&i ban chi vi gia cua ban ré hon hay khéng?
Khong phai. Khach hang ban gianh duge chi vi gia ré sé ndi
cho ban biét ring anh ta khong trung thinh. Néu ban nghi
ring gianh duge khich hang nay sé tao co hdi cho ban kiém
lgi nhuin vé sau bang cach iéng gia thi hiy nghi lai: bang
cach quay sang v4i ban, khach hang d6 da tiét 1§ cho ban biét
anh ta 14 ngudi sdn sang thay nha cung cdp chi d€ c6 duge
mitc gid ré hon. Tét hon ci 13 hdy chdc chdn rdng ban vén
co thé ca lgi tai chinh mire gia ma ban dang chao dé thu hut
khéch hang.
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Héy hoi chinh ban thin minh: vi sao ngudi trude ban lai
d# cho khich hang &6 bd di? C6 thé 14 khach hang d6 da
khoéng thanh todn du tién. Hodc cling ¢6 thé anh ta 13 mét
ngudi hét sire doi hoi. Néu nhu d6 la mét khach hang 6t that
sy thi chie déi tha cua ban da b ging gir lai réi. Thyc 1€ cho
thdy viéc ban da ¢4 thé danh cip duge khach hang dé khién
ban phai suy nghi cén trong hon.

D&i khi ciing ¢6 nhimg giai thich hgp Iy d&€ thu hit
khach hang. C6 1€ thyuc sy d6i thu cua ban lam idn khong
dang hoang khi€n khach hang phai bo di. Tuy nhién, trong
truedng hgp nay ban khong can phai dang gid ré d¢ 161 kéo
khiach hang d6.

Nhin chung, rdt khé 161 kéo duge khich hang & noi
khac bing gia ré hon va sau do van tiép tue cd 13i véi chinh
mitc gia d6. Chi khi nao ban thyc sy ¢6 mét co ciu chi phi
thap hon cho phép ban giam gia so vai d6i thu thi ban mdéi
tiép tue ¢ 1ai duge.

3. Dot thu cua ban ¢6 thé tra diia

Dimg cho ring ban gianh dugce khach hang tir tay d6i
tha xong 1a tro choi két thie. Néu d6 thye sy 14 mdt khach
hang 16t thi thang lgi cua ban 14 sy thua thiét cua ngudi khac
(conm néu 46 13 khach hang xiu thi ban di 1am mft viée sai
[Am). Nha cung cap trude cua khach hang 46 sé rit dé tim cach
tra dtia. Anh ta co thé theo dudi mt trong sa cac khach hang
cia ban. Anh ta ¢é th€ khéng gianh duge khiach hang cua ban
nhung budc ban phai gidm gid. Néu anh ta thanh cdng trong



viéc mac khach hang khée clia ban thi ca ban lan anh ta déu da
bién hai khach hang cia minh tir sinh lgi cac thanh sinh lgi
thap. Va ban thi déi khach hang da ¢6 mdi quan hé sén c6 dé
ldy mét khach hang ma quan hé bay gir méi bat dau duge
thiét 1ap. Tham chi néu 46i tha cia ban that bai [An d4u trong
viéc 161 kéo khach hang cua ban, anh ta ¢6 thé tiép tye thir
nhiéu [an nita cho dén khi thanh céng. Hau qua cudi cling 1a
ca hai bén cling thua.

4. Cac khach hang hién tai cua bagn mudn coé loi
nhiéu hon

Muc gid ban chao d€ c6 thém khach hang mdéi sé kho
dugce gilt bi mit. Néu céde khach hang hién tai ciia ban biét
rang ban san sang ha gid 3¢ c6 thém khach hang méi, ho chac
chin s€ yéu cau ban cho hg hudng mite gia it nhit 1a bing nhur
vay. Ho thdm chi ¢6 thé doi nhiing diéu khoan dy phong trong
hgp déng d¢ bao dam cho he ludn cé duge mire gid t6t nhat
ma ban chao cho tit ca nhimg ngudi khac. Hiu qua cua viée
ban theo dudi khach hang méi, du ban ¢6 gianh dwge hay
khéng thi ciing 14 cc khich hang hién tai cua ban sé ¢6 mét Iy
do dé doi ban cho ho muie gia thdp hon. Dai voi ban diy ¢6 the
s& 14 mét chi phi rat 16n. '

5. Cac khach hang méi sé sir dung mike gia thap
nhuw thuwée do moc

Tién 1€ xdu sé con di xa han nita, khéng phat chi déi véai
cie khdch hang hién taj cliia ban. Hay nghi dén l4n tiép theo,



mét khach hang hoan toan méi, chua hé qua bat kv nha cung
cp nao, dén gb cwa clia ban. Mic gia thdp ban chao [4An nay sé
tr¢ thanh mdc so sanh trong tit ca nhimg Tan tra gia sau véi
cac khach hang méi.

6. Cac d61 tha ciing sir dung mirc gia thap nhw
thuéc do moe

Thém chi ngay ca khi ban sdn sang chiu rui ro lin nay 48
hy vong ting gia lai trong tuong lai thi cac d5i thu cia ban
cling c6 thé nghi ring mitc gia thip dé thye sy 14 mite gia cua
ban va ha gia tuong {mg.

Tém lai, ca cac khach hang hién tai, cac khich hang
tuong lai cling nhu cac déi tha canh tranh sé déu sit dung
mitc gia thip cda ban nhit mét mde diém d€ dinh gis trong
tuong lai.

7. 8€ khong cdi thi¢n duge tinh hinh néu cho d61
thi canh tranh cua céic khach hang cua minh mét lgt
thé'vé gia

Tuong lai ciia ban va cc khach hing ctia ban 6 mt méi
rang bufe tyr ihidn. N&u tuong lai cfia ban gin vai tugng lal
ctia Coke, ban 5& khong mudn giip Pepsi c6 dugc mire gid thp
hon. Trir khi ban ¢é nhitng 1§ do rét chinh d4ng d¢ tin tudng
réng ban vita gianh dugc Pepsi, lai vita glir duge Coke, con néu
khéng viée dau gid d€ e6 duge Pepsi s2 phai tra gia &it. Ban
gitp d& khach hang cia d6i thii edia minh va vi thé 1am tén hai
&t chinh ban than.
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8. Ditng pha cac ngédi nha kinh cua d6i thu

Lam gidm lgi nhuin cta d6i thi khéng phai lGe nao
cting la khén ngoan. Ban ¢6 thé lo ling khi d&i thi cua ban
kiém duge qua nhiéu tiént. Tuy nhién, diéu d6 khéng c6 nghia
la ban cin phai dt myc tiéu lam giam lgi nhuédn coa d6i thu -
cling gidng nhu ngudi dua thu cha FedEx khong nén chge
thang 18p xe tai cha UPS. Biéu niay chic chin 14 mjt ¥ tuéng
rit do,

Quan diém cho ring ban sé thang khi d6i tha cta ban
thua 1a qua don gian héa vin dé va tiém tang mdt méi nguy
hi€m. Hiy nghi d&n canh tranh hgp tic. Néu ban lam giam l¢i
nhuin cua d6i thi, anh ta sé cd it hon &6 mat va cd tit ca cac
ly do € tré nén canh tranh quyét 1iét hon. Anh ta c6 thé theo
dudi cac khach hang clia ban mét céch bit cin. Nguge lai, khi
d61 thu clia ban ki€m duge nhidu tién hon, anh ta 58 co kha
ning bi mit nhigu hon néu lao vao cudc chién tranh gia ca.
Anh ta s& con ném &4 vao nha ban trir khi chinh anh ta cfing
sdng trong mt ng6i nha kinh. Vi viy, hiy giip d&i thu cua
ban xdy mét ngdi nha kinh d€ anh ta phai dé ching ban -
nhung nhé 14 mét ngéi nha kinh, chit khéng phai mét phéo
dai kién cd.

Khi ¢6 ngudi méi ban tham gia d4u gia, ban sé rat da bj
quyén ri ma lao vao cufc. Nhmg bay gi¢ ban di c6é mét s6 Iy

1. Nguyén vin: phdai sém hom diyrng tién (ND).
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do d€ xem xét trude khi quyét dinh nhay vao, hoic khong nhay
vio nita. Con néu ¢dp trén caa ban ¢6 hoi vi sao ban khong
mudn choi mt tro choi mién phi thi ban ¢6 thé giai thich cho
ong ta vé tam chi phi ngdm khi dau gia.

Miit kia ctia viéc ban tham gia vao mét trd choi khéc 1a
s€ ¢ mot ai A6 khac tham gia vio chinh tré choi cua ban. Ban

“s& 1am gi khi 36?

Goi cho tdt ca nhimg ngudi choi. Chudng dién thoai lai
reo 1én. Mét Tan nita, 46 lai 13 mét khach hang goi dén d€ nébi
ring anh ta khong hai 1ong v4i nha cung cip hién tai cua
minh. Tuy nhién, [in nay nha cung cp d6 chinh la ban. Ban
hoi anh ta 1§ do khéng hai 1ong va anh ta néi v&#i ban rang c6
mdt ngudi khic dén chao anh ta cing mdt dich vy véi gia chi
bang m§t nira. Va anh ta hoi ban sé€ giai quyét chuyén nay
nhu thé nio.

b6 12 mét ciu hoi t6t. Ban thd mét hoi thit sdu. Tiép 4o,
ban tyy hoi xem khéch hang kia ¢6 noi that vai ban khong.



Tam chi phi ngam khi d4u gia

1. Ban khé ¢6 khd ndng thanh céng. Cé nhitng cach khac
d& str dung thdi gian ctia ban tht hon 13 13m didu 6.

2. Khi ban thang mét méi tam an, thureng |3 ban théng do
gi4 th&p va do vay ban sé& bj mét tidn,

3. Ngudi co méi lam &n @6 trwdc ban cb kha néng sé tra
dda - cudi cling ban s& thdy ring minh 43 d3i khach
hang sinh lgi cao & 14y khéch hang sinh Ipi thép.

4. Théng hay thua thi ban ciing d3 14p ra mét mire gia thp
hon - cac khach hang hién tai cia ban s& ddi ban phéi
wu dai ko hon nira.

5. Ban dua ra mot tién 18 x4u - cAc khach hang méi sé chi
ding gi& cda ban [dm méc,

6. Céc ddi thi canh tranh cling dya theo méc gi& thép ma
ban gép phin tao ra.

7. 8& khong co fgi hon néu ban trao Igi thé vé gia cho @i
thi canh tranh clia chinh khach hang ban.

8. Hay suy nght kidu canh tranh hop tac: dirng dap v& ngdi
nha kinh clia d8i thG cla ban - néu chinh ho d& bj tén
thong thi ho sé khéng tim cach khidu khich ban niva,

... 156
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Khéng phai 1a khdng ¢6 nhitmg trudng hgp ngudi ta ty
tao ra mdt cufe ddu gid d€ khién nhitng nha cung cip hién
tai phai dwa ra mitc gia ¢6 lgi hon cho minh. Pé 14 mot meo
ré tién. N6 khéng hay ho gi v& mat dao due va vé lau dai
ciing chang mang lai hiéu qua. N6 dat cic nha cung cdp vio
tinh huéng cung thua. Dap Gng yéu c¢au cua khiach hang dé
la mét tién, nhung tit chdi thing thimg ciing khong tét hon.
Mot khi khach hang da ty cho thay ho 1a ngudi néi déi, thye
sy gn nhu nha cung cip va khich hang @3 khdng thé 1am
viéc eung nhau dugc nira, nhw cach ngudi ta hay noi "béi vi
meo da chui ra khoi bj” (xem thém trong chuong vé Chién )
thudt). Con goi dién cho d8i thu d€ kiém tra xem théng tin
d6 c6 that hay khong thi sao? It nhat & My, digu nay bj coi
14 bat hgp phép.

Thoi duge, ban cir gia st ring khich hing cia ban 43
noi sy thit. Ban phai lam gi bay gig? Chdp nhén va ha gia?
Cé thé khoéng nhit thiét phai 1am nhu vay. Trude hét, c¢an
nhéc nhd khach hang vé cae Igi thé cua ban, di nhién vi gia
dinh rang khach hang coa ban 12 ngudi t6t. Nhdn manh d€
ho thdy rdng d6i nha cung cip 12 tir bé m&i quan hé t6t dep
da dugce cong nhin d€ chuyén sang noi ho chua hé biét dén.
Ngay ca khi v6i mifc gia thap hon, ho cling ¢é thé s& héi hin
vé quyé€t dinh ciia minh. N&u khach hang thye sy coi trong

L

1. Nguyén vin: nhay vio cho té1 (ND),
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quan hé thi ban rit c¢6 thé van sé gilr dugec moi lam &n nay
ma khong cin phai giam gii. Clng ¢6 thé ban ¢in phai dwa
ra thém mdt chit wu dai vé gia nita nhung khéng nhat thiét
phai lam tat ca nhitng gi khach hang doi hoi.

Con néu diéu nay khong mang lai két qua, vin chua cd
nghia 14 ban sé€ phai nhugng bd va giam gia. C6 18 t6t hon
hét 14 ot d€ khach hang ra di. Giam gid theo khach hang c6
thé s& rat thiét cho ban, bédi vi cac khach hang khac cling ¢6
thé nghe duge vé viée ndy va yéu ciu ban cling giam gié
tuong ty cho ca ho nita. Thim chi ¢6 thé ban cén bj rang
budc bai hgp ddng véi he vé viée phai cho hg hudng cung
mifc gia thip nhat.

Dé cho khach hang ra di cing khé khin nhir nudt vién
thude ding, nhung c6 thé ban sé chi phai lam nhir vy mét [an
duy nhat. Co thé co trudng hgp déi tha cia ban thita mét it
ning lye san xuit khéng dung d&n - nhy thita m¢t vién dan
trong khiiu siing ciia anh ta - va sé tim kiém myc tiéu cho vién
dan d6 cho dén khi bat gip. Néu ban diu tranh va giir duge
khach hang nidy thi khich hang khic cia ban c6 thé lai tra
thanh diém ngam va c& nhu viy. Ban ¢ thé rit kién dinh d&
gifr duge tat ca cdc khach hang cta minh khoi tay d6i thu
nhimg khi dé s€ dén lugt lgi nhudn cba ban ra di. M§t chién
thing chang 13y gi lam hanh dién.

C4 18 ban o nén d&€ d6i tha bin vién dan ra va chiém
duge khich hing cua ban. Tuy nhién, néu nhudng fan nay sé
khién 451 tha cua ban tiép tuc 4n t0i d6i voi cac khach hang



Ly thuyét tré choi trong kinh doanh 150

khéc nita ctia ban thi ban s€ phai tim cach git ho, mic du phai
chiu mdt phan thiét hai. D€ quyét dinh cén lam gi, ban nén tyr
héi d6i thd cua ban sé lam gi néu gianh duge hodc khong
gianh dugc khach hang.

Cho dé&n nay chiing ta ¢4 xem x¢ét viée bat dau tham gia
vao mgt tro choi va ¢dn phai phan img nhu thé ndo khi mét ai
d6 - khéng duge chio dén - nhay vao chai tré chot cia ban.
Bay gio chiing ta sé chuyén sang chién luge dua nhitng ngudi
choi khace vao cude choi.

2. Dua nhirng ngu&i chei khace vao cude

Nhifng ngudi choi trong mét tro chai thudng mudn mé
rong s6 ngudi cung tham gia. Chang ta da timg thay mot so vi
dy vé diéu nay. LIN dua Bell mién Nam vao d& lam ngudi bo
gid thir hai trong cudc diu gid, con Gainesville dira Norfolk
Southern vao d€ trd thanh nha cung ¢ap thi hai.

Ching ta sé& bat dau phin nay bing viéc dura thém khach
hang vao cufe choi. Sau d6, chiing ta sé chuyén sang cic nha
cung cap. Va ching ta sé tiép tyc khdm pha phin con lai cua
Mang gi trj. Ban di nhién con muén dua thém vao nhimg
ngudi bo trg, va trong mot s trudng hep, dua thém vao ddi
thu canh tranh cling c6 thé trd thanh c¢6 lgi cho ban.

Dwa khach hang vao cuje

bPhra thém khach hang vao cude 1 mét y tudng hay. Mot
lgri ich nhin t#€n 13 chide banh sé trd nén to hon. Nhiéu khach
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hang hon ¢ nghia la doanh thu nhiéu hgn va diéu nay dan
d&n lgi nhuin cling 1&n hon. Con cd mot 1gi ich khac. Cé thém
nhiéu khdch hang hon thi sé khong c6 khéach hang nae 1a hét
stre quan trong. Bua thém khach hang vao cude sé lam gidm
gia rj gia ting cuaa tat ca cic khach hang hién c6. Piéu nay dit
ngudi ban vao vi the thuong lugng cao hon so vdi cac khach
hang. Nhu vay, d6i vai nguegi ban, diy 14 mét thang lgi kép:
chi€c banh to ra va anh ta ¢6 dugc phan lon hon.

Hay nhé lai tro choi Quin bai. Barry d3 rit co lgi khi
lam mit di ba quén bai. Phdn banh cia Barry to hon méc da
ca chiéc bénh thi nhé lai. S& con tét hon nita néu Barry
khéng danh mit quin bai den nhung tim duge thém ba quan
bai dd thira nita va dua cho cac sinh vién. Khi dé, thay vi
choi bai voi 23 quin den va 26 quin do, Barry s& choi mdt
trd choi méi véi 26 quin den va 29 quin do. Mot [An nita,
khong sinh vién nao dimg riéng ré ¢6 duge gia tri gia ting.
Tuy nhién, trong trudng hgp nay, chiée banh to ra thay vi
nho di. Va Barry con thing ddm hon nita véi phian to hon
trong chiéc banh ciing to hon.

biéu nay sé rat tot néu nhu ban gil toan bd mdt phia cia
thi trudng cho ban thén, nhu truong hgp cia Barry. Con khi
ban phai d6i mit véi canh tranh thi sao? Ban dua thém khach
hang vdo cudc, nhung chua chic hg déu thude vé ban. Chi phi
dé€ phat trién thj trudng va kich thich nhu ciu 14 rat dit, tat sao
ban lai phai lam nhir viy trong khi d6i thu cua ban cling 6 thé
ciung hudng lgi?
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Cac ¢in ciu bat hoa

Céng ty Harnischfeger Industries 14 mét cong ty co khi
& Milwaukee san xuft cic ¢in cdu di ddng. Thé nao la cén
cdu di déng? Cac cdng ty san xuit do gb nhu Georgia-Pacific,
International Paper vd Weyerhaeuser thudng chuyén céc
khic gd tir noi nay sang noi khéc trong khu san xuit bing cac
xe chd gd co dfng - d6 la nhirng chiéc xe chay dién diesel
kiéu xe ning loai rat 1on ¢6 cac thanh nang hinh chiée dia ¢
phia dau. Vio gitta nhitng ndm 1970, nhitg chiée cin cau
chuyén dung di déng véi nhitng ham quip rat 16n d&€ nhic
bong céc khic gd 1én trudce khi chuyén di da dan thay thé cho
cac xe ning hang ning.

Nhiing chiéc cdn cdu nay cho phép di chuyén cac khdi gb
xung guanh khu san xuit mét cach higu qua hon. Vé 1y thuyét,
néu c¢dng ty Harnischfeger ¢6 thé thu l¢gi trén toan b{ phin chi
phi tiét ki¢ém duge nhd d6 thi cir véi moi chiée cén cdu, cong ty
¢6 thé thu lgi 5 triéu USD. Tuy nhién, ndm 1987 Harnischfeger
cd thém mot ddi thi canh tranh 14 Krano, mét céng ty nhoé san
xudt cin cdu do chinh mdt s§ nha didu hanh cil cia
Harnischfeger lp ra. Do vy, khéng ngac nhién 13 san phim
cda Krano v mife chi phi khéng khac nhiéu 1dm so véi cua
Harnischfeger.

Do lugng khéach hang dén mua thua thét, hi€m khi ¢6
hon mét khach hang cing d&n hoi mua mot lac nén méai khach
hang déu cé thé khin hai ¢dng ty phai canh tranh tryc tiép.
Bing cich d&u thiu, khich hing cé thé chiém toan b§ phan lgi
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nhuin 5 tridu USD d6i vai mdi cin cau. Do chinh 14 van dé ma
Harnischfeger phai 61 mit.

Liéu Harnischfeger c6 nhiing phuong 4n hya chon nao
dé& thay d4i tro choi? Mgt kha néng 14 cach tiép cén thang -
thua ¢6 dién: Krano 1 mét cdng ty mdi hoat dfng chu yéu
bing tién di vay va h¢ dang trong tinh trang thiéu tién mit
trong khi Harnischfeger ludn ¢6 tién day tai. M{t cude
chién gia ca kéo dai cé thé ddy Krano dén chd chét. Tuy
nhién, dong thdi ditu 46 cling lam tén hai d&n tai tién coa
Harnischfeger nita. Vi vay, c6 mt cach t6t hon d€ thay d6i
tro choi: @6 1a tim thém ngudi mua.

Thay vi canh tranh giita mgt nhém nhé cée khach hang
hién tai, Harnischfeger dang 1€ cé thé tim céch tao ra thém
nhiéu khach hang nira. Viée tiét ki¢m chi phi chi ¢6 duge khi
sit dyng cin cdu di ddng & khu vire san xuit duge bd tri theo
cich cé thé xut Iy nguyén c¢ac cay gd dai. Tuy nhién, phin lon
cac xudng san xuit gb déu duge thiét k& by trude khi cong
nghé xir Iy gd dai ra d&i: Do viy, ho thudng sit dung cac khie
g0 ngin va can ciu di ddng khong gitp ho tiét kiém duge chi
phi. Harnischfeger dang 1& co thé mad rong thj truéng bing
cach gidi thiéu cho cic xuwong nay nhimg diém wu viét cua
cbng nghé mai vé xir iy nguyén cac cay go dai.

Nhung néu nhimg ngudi mua méi @6 lai chon mua cua
Krano thi sao? Khi @6 Krano sé thing lén. Ligu ddy ¢6 phai la
van dé khong? Di nhién 12 khéng. Diy sé 1a mét cude choi v6i
két cyc cung thing. Ban thin Krano ¢é nhiéu khach hang dén
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v@i ho hon sé 4@ rao riét theo dudi céc khach hang dén vai
Harnischfeger hon. Va nhimg ngudi mua thi khéng thé choi
tré ddy hai ngudi ban d61 d4u nhau d€ huéng lgi. Nhu viy, vai
moi khach hang, ca Harnischfeger va Krano, déu ¢6 thé€ nhén
duge m{t phan nhiéu hon trong s§ 5 triéu USD néi trén.,

Khong cin thém mét cude chién tranh gid ca nao ca.
Krano khéng cin phai thua d€ Harnischfeger dugce thing.
Hay nhé d€n canh tranh hgp the, khéng phai chi don thuin
canh tranh.

Trén thye t&, cling thing & day sé la thing lgi 16n d6i voi
Harnischfeger bai vi Krano chi ¢6 niing lue han ché& vé ché tao
can ciu. Ho khéng thé kham néi ddng thdi nhigu khach hang.
bay la mét trong cic tinh hudng khi d6i thu con rit it dan
trong stng. Khi cae vién dan nay da bén di thi Krano sé khéng
thé lam gi hai d&n Harnischfeger nita.

Viy diéu gi thye sy dd xay ra? Harnischfeger da chon
cach ti€p tyc chi€n tranh gid ca - mjt cach tiép cidn kiu thing
thua nhung cudi cing két eyc lai 14 cung thua. Krano budc
phai xin pha san nhung cdng ty ndy khéng bién méat hin. Mot
cOng ty co khi ché tao hang dau cia Phin Lan - céng ty Kone -
da mua lai Krano va bay gi¢ thi Harnischfeger dang phai doi
mait vai m{t d6i thi sing s6 hon nhigu.

Cac chi tiét trong cau chuyén cia Harnischfeger cé thé
tim thay trong ciu chuyén cha rit nhidu doanh nghiép khac.
Hay lay cdc hing san xuflt may bay lam vi dy. Cac don dit
hing mua méy bay thudng cd gid tri rat lén nhung khéng
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thurdng xuyén, vi vy cac cdng ty sin xuit may bay nhu Airbus
va Boeing d8u nghi ring ho budc phai thing. Cac hang hang
khong thuong mai ¢6 kha niing choi tré ddy hai cdng ty nay
vao th& 461 dau trye tiép. Néu mét trong hai cdng ty nay cd thé
lam céch nao @6 161 kéo thém mdot vai khich hing nita thi s€ c6
thé tao ra mét sy khae biét rat 1on. Khi dé, thim chi néu céc
khach hang méi déu dén v61 Airbus thi clng ching c6 van dé
gi d&i v6i Boeing. Ly do ¢ diy 14 ning lyc san xudt han ché.
Né&u Airbus thing lién tyc vai don dit hang thi ho sé roi vao
tinh trang qua tai, phai kéo dai thdi han giao hang. Khi do
Boeing c6 thé hita giao hang nhanh hon va sé cd co héi rat tét
d€ gianh duge cic hgp dong ti€p theo. Nhung néu chi cd it
khach hang, khéng da dé tao ra tinh trang qua tai thi Boeing
khong thé dé cho Airbus thing bat k¥ [An ndo. Méi hgp dong
bi mait s& &it mot ap lyc 1gn hon 1én chi phi quan 1y cua
Boeing. Canh tranh s& ngdy cang néng 1én mét khi ca hai déu
khéng kifm duge do tién. Chi ¢in mdt sy dich chuyén nho
trong sd khach hang it 6i, cich nay hay cach khac, déu co thé
lam thay d6i dang k€ tuong quan lyge Iugng coa hai bén trén
thuong trugng. Day mot [in niva lai 14 trd choi Quin bai. Chi
mét thay d6i nho trong s6 quén bai den hojc do 1a du dé€ thay
d61 hoan toan tuong quan lye lugng trong tro choi.

Dua thém khach hang vao cude 1a diéu c6 lgi. Biéu nay
ding ngay ca khi ban nidm ddc quyén trong tay va s€ quan
trong hon khi ban phai canh tranh. Vé cich lam thé ndo dé
dua thém khach hang vao cufe, ching ta 43 khao sat mt s&
kha ning lyra chon. M6t trong s& dé 1a dao tao thi trudng, nhuw
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Harnischfeger da c¢é thé 1am v&i cong nghé xu Iy g6 cay. Mot
cach khac la tra tién 4€ ho choi, ¥ tudng niy chiing téi ¢3 phan
tich trong phén dau cua chuong.

D61 khi tra tién dé khach hang choi tro choi cing ban,
d¥c biét trong giai doan moi thit van con méi mé d6i vai ho 1la
rat cin thiét. Ban can phai ty lin qua béng trude d€ 1ay da.
Mot vi du cb dign 13 ban cic dich vy vé mang. Cang nhiéu
khach hidng st dyng American Online thi né lai cang duge
danh gia cao hon bdi vi nhitng ngudi dung né sé lién lac trige
tuyén duge vdi nhiéu ngudi khac hon. Cing nhu vdy, cang
nhigu nguéi ¢6 ProShare - hé théng héi nghj cau truyén hinh
cua Intel ma ching t6i da nhic dén trong chvong Canh tranh
hgp tac - thi gia trj cta n6é d8i véi ting ngudi cling s€ cang
tang 1én. Sé ¢6 nhidu ngudi goi cho ban hon va ban cling goi
duge cho nhidu ngudi hon.

American Online da hiéu ring h¢ ¢an phai chju 16 ban
dau - thyc t€ 1a tra tién d€ mei ngudi duge choi - nham xay
dymg cho minh mét co s¢ khich hing truéce. Ciing nhir vay.
Intel &4 phai tr¢ gid cho ProShare. May mén 1 ho khéng phai
tra tién cho tdt c moi ngudi d€ chei, bai vi mot khi d3 cd6 mot
lwgng dang k& khach hang tham gia vao mang thi nhitg ngudi
ti€p theo s€ tir nguyén gia nhép.

T4 chite mt cude vui cling khéng khac 1dm so véi bit
dau x3y dyng mdt mang lién lac. Khéng ai mudn d€én mét
quin dém ving khach, do vy cic quan nay thudng bit diu
béng viée cho vao cifa mién phi va thim chi @6 udng mién phi
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vao diu budi chiéu dé khdi ddng va thu hat khach mai. Cac
guin dém tra tién cho mdt s& ngudi choi d& d6i lai nhitng
ngudi con lai s& tra tién cho ho.

Cac bao va tap chi ciing thudng bao cdp cho mdt s6
khach hang cia minh. D6 13 vi ho ¢6 hai loai khich hang:
nhimg ngudi doc va nhitng ngudi quang cdo. S§ ngudi doc
cang 1dn thi cic nha quang cao cang sin long tra cao hon, Dé
khuyén khich ting &n ban béo chi, cdc nha xuit ban thudng
ban chiing v&i gia thap hon ca chi phi san xuit. Doanh thu
ting tr hoat déng quang cio thira da d€ bu dap cho chi phi
bao cidp ngudi dge. Nhiéu nha xudt ban thim chi sin sang
phat khéng cac t& bio cia minh hodc cho ho thém tién, mién
sao ho ¢b doe t& biao d5. Vin dé 1a & ché néu gia xudng qua
thadp thi viéc ddt bao khong chitng té bat ¢t sy ham thich hay
quan tdm nao va nhimg ngudi quang cao lo ngai ring cic dn
phdm s& bj vitt di ma khong duge doc dén,

C6 mgt cach khac nira dé dwa khach hang vao cude 13
nhén biét va khuyén khich cic san phim bg trg. Viéc phat
trién cdc san pham bé trg s8 161 kéo thém khach hang d€n véi
trd choi mt cach ty nhién. Chiang téi da gidi thiéu ¥ tudng
nay d chuong Canh tranh hgp tac va chiing t6i sé con noi
dén no nita dudi day, trong phan vé “dua thém ngudi bé trg
vao cufc”.

Cudi ciing, hay thir tre thanh khach hing cta chinh minh.
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Sau Thé chién th nhit, cidc nha san xuit may bay cua
My 12 Boeing va Douglas déu gip kho khidn. He khéng con
nhin dugc ciac don dat hang vE may bay quén sy, trong khi
nganh hang khéng dan dung chira kip "cit canh". Co hdi t&t
nhit khi dé 1a vu dau thau may bay cta Coéng ty Buu chinh My
d& chuy&n thu dudng khéng. Liéu ngudi thing thiu s€ mua
may bay cta Boeing hay Douglas? Boeing khéng chd vin may.
Céng ty ndy tryc tiép tham gia d&u thdu hgp dong vai buu
dién va da thang cude. Boeing da ché tao cac may bay va dyng
nén chinh hang hang khéng United Airlines vé sau nay 4é su
dung nhiing chi€c may bay d6 chuyén thu. Nham bao dam thi
trudng cho nhitng chiéec méay bay cua minh, Boeing da tyr tao ra
khach hang riéng cho minh.

Ciling nhur vy, khéng phai ngdu nhién ma cic hing san
xuit 6 td lai dong thoi tam dai 1y cho thué 6 t6. Ford s hitu
Hertz vd mét phin cua Budget. Chrysler s& httu Dollar va
Thrifty, déng thdi diu tu vao Avis vdi diéu kién 20% so xe
trong doan xe cho thué cta Avis phai duge mua tir Chrysler.
GM ciing ¢ 25% ¢d phan trong Avis, dé d6i lai 60% xe cla
Avis s& duge mua tir GM. Trong vong 7 ndm, GM con sd hitu
mét phén ctia National. Mic di GM d3 bén doanh nghiép nay
thang 4 ndm 1995, cic chu m&i cia National vin déng y mua
dai han cac xe cua GM. Cudi cling, Mitsubishi ciing mua ¢6
phiin cua Value Rent-a-Car.

Viée phat trién hoat d$ng cho thué 6 t6 gitp cac nha sin
xuat ban duge nhidu san phim ciia minh hon. N6 c¢on cho
phép nhimg nha san xuit nay kiém sodt cic loai xe ma dai ly
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cho thué xe sir dyng. Péy la m6t cich rat hitu hiéu cho khach
hang dugc lai thir trén nhimg chiéc xe nhin hién méi.

Tré thanh khach hang ciia chinh minh 1 mét cach thire
&5t @€ phat trién thj trudng, dam bao ¢6 nhu ciu va dat duge
doanh thu cao,

Pwa khach hang vao cudc
1. Gido duyc thj trwdrng.

2. Tra tién dé& khach hang déng vai tré cua hg trong
cude choi.

3. Bao cip mét 86 khach hang diu tién va cac khach
hang sau s& tra tién,

4. Hay ty tré& thanh khach hang ca minh 48 phéat
tridn thi trwdng, bac dam c¢é nhu cdu va dat dwee
quy md doanh thu,

DPua nha cung cip vao cufc

Ciing gidng nhw dua khich hang vao tré choi, dua nha
cung cip vao cudc cling [a mét ¥ twong hay. V&i s nha cung
cip nhifu hon trén thj trudng, khong ngudi nao sé cb vi thé
quan trong tuyét d6i va didu nay dit ngudi mua vao vj thé
t6t hon khi thuong lugng. Lam thé nao ban ¢6 thé dua dugce
cac nha cung ¢4p vao cudc? Cling nhw d8i v&i khiach hang,
mt trong céc cich 1A tra tién cho hg choi. Con cé6 mft céch
nira: 1dp ra cac lién minh mua hang.
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bing mua Bao hiém y t& ma thigu chiang téi. Thang 5
nidm 1995, American Express, IBM, ITT, Marriott, Merril
Lynch, Nabisco, Pfizer va Sears cung v&i hai cong ty lon
khae khong mudn néu tén ¢ day da ldp ra mot lién minh
mua hang d& mua san pham bao hi€m y t€ cho nhin vién
cia minh. K&t qua cudi cing 14 600.000 nhan vién va céic
thanh vién gia dinh cia ho d3 cling mua bao hiém y t&€ &
mdt ngi v4i tong trj gid 1én dén trén 1 ty USD.

American Express d4 chimg to ring lién minh mua
hang 1a rat c6 lgi. Ndm 1994, cing v&i sy tham gia cua
Merril Lynch va Macy's, American Express da thir nghiém y
tudng nay tai California, Florida, Texas, New York City va
Atlanta, Két qui 14 ho 4a giam dugce 7% t6ng chi phi ¢€ mua
bao hi€m. Ngugce lai cic cOng ty ngoai lién minh phai chju
mife phi bao hi€m y t&€ con ting thém 7%.

Tham gia vao lién minh mua hang mang lai mét 1gi ich
hién nhién it quy mé. Nhitng ngudi ban bdo hiém y t&€ hiéu
riang ho khong thé cho phép minh dinh mat c¢o héi Ion 1a 1am
viéc véi ca lién minh, do vy ho rit ndng nd trong déu gia.

Tuy nhién, 6 chua phai da hét. Con c6 mot ngudn sitc
manh thit hai - tham chi con quan trong hon nita. American
Express va cac ddi tac trong lién minh da thu hit duge t&i
trén 100 nha cung cdp tham gia vao tro choi. Két qua la
khéng ¢6 m{t nha cung cip nado cd gia tri gia ting dang ké
va didu nay 43 dit lién minh vio mdt vi tri hét site ¢b 1gi.
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Con s0 trén 100 nha cung cdp tham gia d4u gia la rat
nhidu, nhiéu hon bit ky mdt thanh vién riéng ré nao trong
lién minh ¢6 thé thu hit, American Express ¢6 thé kéo duge
5, thAm chi 10 nha cung c&p bao hi€ém y t& - nhung con xa
méi d€n duge 100. Quy méd cia American Express khéng du
d¢ bu d4p lai chi phi vé& thoi gian va nhitng né lyc bo ra d&
thal;g*gia dau giad. Co hoi dé thérié don gian 13 qud nho.

‘Nhimng dé gianh duge 1 ty USD tr hgp dong v6ilién minh thi
mot co hoi rét nho ciing da la qué du. Do chinh 1a iy do ca
trim ¢6ng ty déu thay dang d€ tham gia vao tro choi nay,

Ngay ca khi American Express ¢ th€ thu hat duge
hang tridm cdng ty tham gia ddu gia cho minh, ho ciing
khéng th€ danh gid duye mét cach cdng bang tit ca cac chao
gia don gian bai vi viée nay qua ton kém. Con 1ién minh thi
c6 the€ cung chia sé chi phi d€ danh gia ca trim bd hd so
khéc nhau. Vong lya chon cudi ciing sé€ la vong hét sitc t6ng
hgp. Mgt ban giam khao sé phong vin tit ca cac dai dién
trén céc ké hoach duge trinh 1én vé cac tha tyc trong nhimg
trudng hop khod giai quyét trong v t€. Mdi g vién phai
cung cip 25 sa dd vé thu tuc cho cac trudng hgp phire tap,
ching han nhu nhip vién lai v&i cting tinh trang hay chét
dot ngot.

Lién minh mua hang cua American Express tiép tyc
mé& rong thém véi nhitng cdi tén khac nita. Mudi thanh vién
chinh théc da gdp mudi thanh vién trién vong d€ thao Iudn
vé cac sang kifn mua sim khdc. Téng thé cd nhém - cd quy
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md lén gdp 6 lan vGi trén 3,5 triéu ngudi duge bao hiém -
hién dang tiép tyc dam phan vé bao hiém bénh tadm thin,
duge phdm va cic quyén lgi bao hiém y t& khic nita.

Cac lién minh mua hang phé bién hon nhiéu ngudi
van nghi. Cac cau lac by mua hang nhu Price/Costco va
Sam's chinh 13 mdt dang lién minh mua hang. Thay vi moi
ngudi ty di ra cac siéu thi gan nha va quyét dinh xem mua
loai thufc dinh ring hay bo lac nhan hiéu ndo, ho d€ cho
nhimg nguwdi mua hang chuyén nghiép cia Price/Costco
quyét dinh hd. Cie ciu lac bd nay thudng khodng cd hang
héa phong phit d€ chao, nhung d86i lai, gia ca sé rat mém.

Lap ra cic lién minh mua hang 1a mét chién luge rat
hitu hiéu d& 16i kéo nhigu nha cung cidp hon dén v4i minh.
Chung tdi tin ring ngay cang c6 nhiéu cong ty - it nhét c6
th& néu tén ba nhém 13 cae hiéu sach riéng le, cée thu vién
trudng dai hoc va cac bénh vién - co thé sé co lgi rat nhiéu
néu ap dung cach tiép cn nay vio viéc mua hang.

Luit chéng ddc quyén ciia My khong han ché& viée
thanh 13p cic lién minh mua hang. Cac thanh vién trong
lién minh cfing khéng bj buge phai mua cung v&i cac thanh
vién khac quyét dinh mua cudi cing phai 13 ty nguyén. Tat
nhién méi thanh vién lubén chju nhitng ap hyc vé tai chinh va
tit phia cac thanh vién khic d€ hanh dféng theo lién minh.
Vi mot lién minh cling khéng duge phép nam “"quyén lye
thao ting thj trudmg” ma theo dinh nghia la ki€ém soat trén
30% thi phin.
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Pwa cac nha cung cip vao cudc

1. Tra tién dé ho choi.

2. L&p ra lién minh mua hang dé tr& thanh mdt
ngudi mua manh hon.

3. Hay tv lam didu nay: tré thanh nha cung cap cla
chinh ban d& bao @am ngudn cung va tao ra canh
tranh.

Pua khach hang va nha cung cip vao cude 13 y tudng
hay. Chién luge dwa nhitng ngudi san xuit céing cic san
phém bé trg vao cudc cling vay. Didu nay lam ting gia trj gia
tdng cta ban. V&i cang nhidu san pham bé trg, sin phdm cua
ban cang ¢ gia trj d6i véi khach hang. Tham chi s€ con t6t
hon nita ndu cic san phAm nay khéng dit tién. Nhir vy ban
s& mudn c6 cang nhiéu san phdm bé trg cang tdt tham gia
vio trd choi @& chiing canh tranh véi nhau. Cang nhiéu, ban
$é cang ¢ob g,

Lam th€ nio d¢ dua thém ngudi bd trg vao cude? Y
tudng v& mét lién minh mua hang chinh la 14i ggi §. Néu ban
manh hon cdc khach hang cia minh, ban ¢ thé gitdp ho ¢6 Igi
hon khi mua clia nhitg ngudi sian xuit san phim bé trg hién
tai. Ciing giong nhu lién minh mua hang coa American
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Express d4 161 kéo duge nhigu nha cung ¢ip hon tham gia vao
tro choi, quy md 1én hon cda ban sé 16i kéo thém durge nhitng
ngudi bd trg va ¢6 co héi duge giam gia vé sau.

Chung ta 48 thay mft vi dy trong chuong Canh tranh
hgp tdc vé MacBains va tap chi hang tuan chuyén vé xe hoi
da qua sir dyng, t& La Centrale cia hg. MacBains hira voi ddc
gia cia minh sé givp ho ¢6 duge nhitng dich vy bé trg véi gia
thip nhit nhu bao hi€ém xe, dich vy tai chinh vi bao hanh.
Ho d4 tao ra mét lién minh mua hang higu qua cho céc ddc
gia va béng cach d6 c6 th€ ¢am phan véi nhiéu nha cung cép
dich vy bé trg hon 1a cic ddc gia cua ho ty minh lam diéu dé.
K&t qua 1a ddc gia ctia La Centrale da tigt kiém dugc tién khi
mua cac dich vy b trg.

Chiing t6i cfing 43 nhdc dén kha ning cac cong ty bao
hi€m xe hoi cling ¢ mét chién Iuge tuong ty. Ho ¢6 thé dam
phéan véi cde dai ly @€ gitp khach hang cita minh mua dich
v bé trg cho xe méi mdt cich ¢6 1gi hon. Mot s8 nha bao
hiém nhu USAA, mét s6 Lién doan Tin dung va AAA (Hiép
hoi O t6 M¥) &3 lam nhu vdy, it nhit 13 & mét chimg muyc
han ch&. Chiing tbi cho ring chién luge ndy nén duge nhan
rdng ra nita.

Céc c¢bng ty bao hiém lén di nhién c6 thé dam phan
duge mice gia t6t hon so vdi cac khach hang thong thuong.
Trong khi mét c4 nhan chi ¢6 thé€ dén khao gid va xem & vai
ba dai 1y khic nhau, mét cong ty bao hiém c6 thé thu hit
durge tit ca cac dai Iy trén toan qubc dén diu gia canh tranh
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dé gianh hgp dong vai ho. M6t cong ty bao hiém cé thé tiép
cén tat ca cac dai I¥ cua Ford trong nudc va néi ring hg sé
chuyén tit ca cic khich hang ctia minh d&n dai Iy nao cb
duge mitc chao gida hip dian nhat. Mjt khi hg d3 dam phén
duge trong mot khu vire nhdt dinh, cdng ty nay sé biét duge
mite gid bao nhiéu 13 ¢6 thé duge va sit dung thong tin d6 d€
tiép tuc dam phan & cac khu vye khac.

D6i véi nhitng ngudi mua xe hoi, diéu nay sé ¢ nghia la
ho khéng con phai mic ca vdi dai Iy, Khi mt ngudi mudn
mua xe mdi, hg chi ¢an goi dién cho d&ai Iy bic hiém cliia minh,
néi tén hing san sudt va nhin hiéu xe ngudi d6 mudn mua.
Ngudi dai 1y bao hiém kia s€ n6i cho ho bigt mitc gid ré nhat
ciing nhu tén cua dai Iy ban xe gin nhit sin sang ban véi mic
gid d6. Viéc mua xe mdi khi d6 sé ré hon, nhanh hon va dé
dang hon. Ngudi ta s&€ mudn mua xe nhiéu hon va di nhién
céng ty bao hi€m s€ ¢6 nhiéu khach hang hon.

Néu céc cong ty bao hi€m kh6éng muén ty minh dinh vao
viée mua xe thi sao? H¢ van ¢6 thé thyc hién chién luge nay
béng cich lién két véi mot trong s6 cac cong ty chuyén cung
cip céc dich vy mua xe hién ¢4, nhu CUC hay Mass Buying
Power 4 hai vi duy cu thé.

Bang cach nay hay cach khac, cic cdng ty bao hiém sé
thay lgi ich thiét thyc vé sau cua chién luge d6. N6i mdt cich
nhe nhang thi céc cdng ty bao hiém van thutng khong gay
dugc nhidu cam tinh. Ngudi ta tra tién cho he chi d€ ddi lay
mot 1&i hira. Trong hdu hét cic trudng hgp, ngudi ta khong
thé nhén lai duge thit gi mang tinh vét chdt hon. Khi ho
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nhin duge chit gi d6 thi do chi 1a vi ¢6 mét chuyén khéng
may di xay ra v4i hg, do viy dé cling chiang hon gi mét moén
qua théng cam d&€ chia budn. Nhung néu cic cong ty nay
ginp khich hang cia minh mua xe, hg chic chan sé dugc
cAm on nhiéu hon.

Pua thém nhimg ngudi choi 1a ngusi bé trg vao cude
nhin chung la t6t hon, tuy nhién déi khi cling c6 nhimg van
dé: d6 1a khi tat ca cac san phdm b6 trg déu mat di cung mot
ltic. Nhitng nha san xudt tré choi dién tir da nhiéu Ian phai
dai mit voi vin dé nay. Cic cong nghé thé hé sau cua hg
thudng khéng tuong thich véi cai cli, do vy ngudi tiéu dung
thudng khéng mua cac may phan citng ddi méi cho dén khi
cic phan mém tuong thich tré nén nhiéu hon trén thi
trudng. Trong khi d6, nhitg nguoi viét phin mém se khong
dua ra cac trd choi méi cho cac hé théng méi trir khi ¢d mét
lugng dang k& may choi tuong (ng duge ban ra lam co sd
cho cac tré choi dé. Tém lai, ban can phai ¢6 dong thoi "ca
trimg lan ga".

San pham bd trg re tién

Céng ty 3DO duge biét dén nhu ngudi di tién phong
trong cong nghé tro choi dién tir 32 bit. Puge tung ra thij
trudng vao nim 1993, cong nghé nay da giup cho cac tro choi
dién tir trong hién thye hon va séng dong hon. Nhitmg ngudi
phét trién phan mém gi¢ ddy da co thé tao ra cac tro choi vai
hinh anh chét lugng cao, am thanh ngang véi CD va dd hea
trén méy tinh rit giy an tugng.
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Chién luge cha 3DO 13 kinh doanh gidy phép st dyng ban
quyén cho cac hing chuyén san xuit phan mém san xuit tré choi
va chi thu phi 3 USD - chinh vi viy ma c6 tén ¢6ng ty 3DO. bé
khuyén khich cie cong ty san xuit phin cing, 3DO cling cip
phép cho hg sit dung ¢6ng nghé phin citmg clla minh mién phi.

3DO duge thanh 1ap bai Trip Hawkins. La cyu sinh vién
cia trudng Dai hoe Harvard, anh d3 ty thist ké ra mén hoc
chinh cho minh 14 mén Chién liege va Iy thuyét tro choi. Nim
1082, Hawkins, khi d6 28 tudi, va 14 cyu nhén vién Apple
Computer da thanh c¢fng vdi viéc thanh lap ra cong ty phin
mém riéng cho minh 14 Electronic Arts. Cong ty nay 44 trd nén
rit ndi tiéng vdi tén cha cic trd choi dién td trén video va trén
may vi tinh. Nim 1991, Hawkins nhudng lai quyén ki€m sodt
Electronic Arts cho ngudi khic va cdng hién toan bd site Iye
cua minh vao c6ng ty méi ciaa anh, cbng ty 3DO.

Hawkins nhén thiy mét thj trudng tiém nang khong 16
trong linh vyc giai tri gia dinh. Arh quan sat thdy ngudi M§
chi 5 ty USD méi nim dé& di xem phim & rap trong khi tiéu
dén 14 ty USD d€ mua ho#c thué bang video v& nha xem. Chi
cin cic tinh toan s6 hoc don gian cling c6 thé d& dang
chuyén con s8 7 ty¥ USD mébi nim duge tiéu vao cac tro chai
dién ftir trén cac may choi noi cdng cfng thinh mot thi
trudng 20 ty USD cho céc tré choi dién tir gia dinh. Thye t&
la thi trudng nay khi 6 méi chi ¢6 3 ty USD. K& hoach cua
Hawkins 13 sé sira lai sy mit cAn d6i nay va chi€m 14y phén
17 ty USD con thi&u d6.
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Thang 5 nam 1993, 3D0 ban ¢d phin ra thi trudng tiy do
vdi gia 15 USD mét ¢§ phiéu, va chi dén thiang 10 cung ndm dé
gia trén thi trudng chitng khoén clia cong ty 44 ting lén 48 USD
mét ¢ phifu, nang gia trj clia todn céng ty 1én gén 1 ty USD.
Hawkins da c6 mot sy khdi dau tuyét digu. Céc nha dau tu rd
rang la t6 ra sot sing, nhung liéu sy nhiét tinh d6 c6 lan sang ca
ngudi tiéu dung nita hay khéng?

Thang 10 ndm 1993, chi€c may 3DO didu tién duge
tung ra thj trugng. Puge san xuit boi Matsushita va ban
dudi thuong hiéu Panasonic véi gid 700 USD, chiéc may
nay di kém v&i mot tro choi dudi bat téc 4o cao ba chidu ¢é
tén goi Crash'N Burn. C6 rit it cic tro choi khac ¢d thé choi
trén may nay va néu c6 thi ching déu kha dit, khoang 75
USD cho méi trd choi. Tinh dén thang 1 nam 1994, Matsushita
mdi chi ban ra duge khoang 30.000 chiéc may. Doanh s&
dang thit vong nay di khién gid c¢6 phiéu cua 3DO rét
xudng chi con 20 USD.

Tinh kinh t& cua cac phin mém dya trén cdng nghé
CD-ROM khién cho viée tao da cho ndé rit kho khint. Chi
phi d€ phat trién phin mém cho méi tré choi trén CD-ROM
cd thé 1én dén 2 triéu USD - do d6 hoa va &m thanh phic
tap - so v&i chl nira triéu USD ddi vai tro choi ¢ong nghé 16
bit. Tuy nhlen chi phi sdn xudt CD-ROM lai thip hon dang

1. Nguyén van: khé ddy qua bong lin di (ND).
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ké - chi khoang 2 d&n 4 USD méi dia so vdi gan 10 USD cho
mdi béing tro choi trén video. VAn dé kinh t& nhir vay doéi hoi
phai ¢6 mgt thi trudng hét site rfng 1én. Mbt co s¢ phin
citng v&i chi 30 nghin may choi khéng thé duge coi la du
rong lén, do vy cic cong ty chuyén viét phin mém khéng
mgn ma v§i viée viét cdc chuong trinh cho tro choi trén may
cua 3DO,

Hawkins nhan ra rang anh phai phi v& cai vong luén
quin chia con g - qua tritng. Trudce hét 1a phan cimg. No
qua dat. Nhan thay rang chi md&i chido moi ngudi choi thoi
thi chira du, Hawkins quy@t dinh trag ti¢n cho nhimg ngudi
choi. Thang 3 ndm 1994, 3D0O da hita v&i cac hing san xuat
phén cling rang céng ty sé ting he 2 ¢d phiéu cua 3DO cho
mdi chife may choi ban ra vdi gid ré hon. Matsushita 43
dap lai bang cich ha gia may Multiplayer xufing c¢én 500
USD, con Toshiba, GoldStar va Samsung déu céng bd ring
h¢ dang ¢6 dy dinh sé san x1j|fi't miy 3DO.

Ti&p d6n 12 phin mém. Don gian 1 & day khong da trd
choi. Cong ty cii clla Hawkins, Electronic Arts 43 cam két
phat trién san xuit 25 tén tro choi méi méi ndm. Tuy nhién,
Hawkins van quyét dinh rdng chinh minh s€ ty phai nhay
vao linh wvife ndy. Gidm d6c sin phdm Amy Guggenheim d&
giai thich nhu sau:

Néu nhin lai, ¢é thé thdy viéc ty minh phét trién cic
phan mém trd choi méi khong phai 14 dy dinh ban diu clia
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chiing £6i, Chang t61 chi muén lam mét ¢ong ty chuyén kinh
doanh gidy phép. Tuy nhién, sau khi chang t6i tung ra hé
théng ciia minh thi ré rang la 3DO chi c6 thé dya vao chinh
3D0O ma théi. Vi vy, viée ching téi ty phat trién phin mém
cho minh 13 rat ¢6 ¥ nghia. Bang viéc dua ra thi trudng mét
s0 tro choi rat duge uva thich, chang t6i da 1dm Igi cho tat ca:
khach hang, cac nha san xuit phdn mém duge cap phép ciing
nhu cac nha san xudt phin cing duge cdp phép. T nay
chiing t6i sé phai kiém soat sd phén cua chinh minh.

Quay trg lai v&i phin cimg. Van cdn qui dit. Thing 10
nam 1994, Hawkins néi vdi cidc nha san xuit phin cltng ring
ho sé& phai chju 16 khoang 200 triéu USD trong vong 15 thang
ti€p theo d€ ban cic may 3DO vdi gid canh tranh, Khi ho ngin
ngai trude trién vong khéng miy sang sua nay, Hawkins di
quay sang cic nha san xuit phdn mém va don phuong thay
&4i lai mitc phi phian mém. K& tir gid, 3D0 yéu ciu cae cong ty
phin mém tra thém 3 USD nifa cho médi dia ban ra, ngoai 3
USD hg van dang trd. S§ tién thu thém nay sé dung d€ lap mét
quy c6 tén la "Quy phat trién thj trudng”. Mot phin trong quy
sé dugce sir dyng d€ quang cao va xac tién ban cac may 3D0O,
phin cdn lai 14 &€ danh cho cde nha san xuit phidn cimg nham
khuyén khich hg giam gia hon nita. Hawkins di nhin dinh:
"N&u t61 khéng ¢ cac cong ty phan mém thi 6 mai chi 1a mt
vin dé. biéu nay chua nghiém trong bang néu t6i khong cb
durge cdc cong ty phin citng,”
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Cho dén gilta ndm 1995, gid cla cdc may chu 3DO da
giam xudng chi con 400 USD (cung v6i 150 USD tir cdc cOng
ty phan mém rét vao). Téng cHng doanh sd ban cho dén lic
d6 1a trén nira triéu chiée. D6 chic chin 1a mgt tién bé vugt
bic, tuy nhién d&n dau niim 1996, s& phan ciua 3DO vin con
rat long dong. Ho d3 khéng thé giit cic tro choi 32 bit cho
riéng minh duge nita. Sega dwa nhitng chi& may cha Saturn
32 bit ctta minh vao cude véi gid 400 USD. Sony ciing tung
ra PlayStation 32 bit v&i gid 3oo USD. Cudi cang la
Nintendo, tim cich vugt qua tat cd véi chiéc may Ultra 64
bit v&i gia chi cd 250 USD.

Ké hé trong chién luge cia Hawkins 1a dya qua nhigu
vao nhitng ngudi choi khic, nhitng ngudi khéng eing chia
sé ¥ tudng cua 3DO. Pigu nidy da din dén cic viAn dé nay
sinh trén cd hai m#t trdn vdi cic nha san xuit phin cimg
cling nhw phan mém. Phin cing cliia 3DO chira bao gi¢ du
ré d& hip dan ngudi mua. Nim 1986, Nintendo giéi thidu
troé choi 8 bit ciua minh véi gid khai diém chi ¢ 100 USD,
mét 5& tién ma nhiéu ngudi vin cho 1 thdp hon ca gia
thanh cta chiéc miy. Nam 1992, Nintendo va Sega ban cic
mdy choi 16 bit cling vdi gid 100 USD, Vi sao cac méy clia
3DO vao ndm 1995 lai khéng thé ban véi cing mie gia ré
nhuir vay? Nintendo va Sega c6 thé ban phin ciing chi véi gid
100 USD bdi ho tinh xa hon dén thu lgi nhuin théng qua
viéc bian phin mém trong tuong lai. Trong khi 45
Matsushita va cdc nha san xu&t phin cing khac khéng cb
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cach nao d€ lay lai tién cila minh ngay ca vé sau nay. bé la
ly do ho khéng sdn sang ha gid xuéng @&n 100 USD.

Sai lam &6 chinh 14 & chd ho da tach biét s& hiu
ngudn thu nhip trén phan mém va viée san xuat phin cirng.
Hawkins da ¢ gang sira chiva sai lam nay bang cach chia
mot phin s& hiu cua minh cho méi chiée may ban ra, tuy
nhién khi d6 da qua mudn. Sang kién thir hai ciia Hawkins
la md& Quy phat trién thi trudng cling tuong ty nhu viée 13y
cua Peter dé tra cho Paul, trong khi chinh Peter ciing con
chua nhén duge tién.

Ciing gitng nhu viy, phin mém cua 3DO khéng du cho
thi trudng, dic biét 1 giai doan dau. Cic trd choi duge san
xuft trong sy trong dgi vao cic may cht van chwa duge ban ra.
Nhimg ngudi khac khéng 6 nhidu dong co nhu 3DO d€ danh
bac kidu nhir vy, Hawkins d3 c8 sira sai bang cach phat trién
phidn mém ngay bén trong hé thong 0 chlc cia minh nhung
ciing nhur truGe, diéu nay da duge lam qua mudn.

Ty b6 trg cho minh. Bai hoc rit ra tir ciu chuyén cia
3DO la: dimg dya ddm vio ngudi khac. D€ phat trién ca hai
thi trudng bd trg cho nhau d6ng thoi cling mét lae, tét nhat
ban nén ty lam 13y. B6 14 1y do vi sao Nintendo va Sega da
ta san xudt ca phin cing lan phén mém cho minh. b6 ciing
la 1y do vi sao Intel tao ra ProShare. Vi d6 cling chinh la
nguyén nhan din dén 3DO 43 lam khd gdp d6i cho minh
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bang cach c¢d ging d€ lai cac cong viée vé phat trién ca phian
citng lin phin mém cho nhitng ngusi khac.

D61 khi moi ngudi phan d6i viée tir nhay vio céc hoat
déng kinh doanh bé tr¢g cho minh. Ho néi: "Chiing ta sé
khéng ¢4 kha ning kiém duge lgi nhuin & d6." Tuy nhién
ho da bo s6t mét chi tiét. Ban khdng thé xem xét mot cach
tach biét hai hoat déng kinh doanh bé tr¢ lin nhau va doi
héi rang méi hoat dgng kinh doanh d6 phai dat duge mét ty
1¢ 1gi nhuan myc tiéu nao d6. Néu nhu cac quy tic k&€ toan
cho thdy ban s¢ khéng c¢é nhiéu lgi nhuén trén thi truédng
hang héa bd trg thi ciing khong sao. Ban chi ¢dn hinh dung
nhir thé tay phai cia ban tra tién cho tay trai cua ban dé
chai trd choi véi cdc san phim bd trg. Van dé thye sy cod §
nghia & day la vé téng th& ban sé& kiém dugce bao nhiéu tién.

P6i khi mei ngudi phan d6i viée ty minh choi tré choi
cua kinh doanh bé trg vi mét ly do khéc. Ho néi: "Dé khéng
phai 1a viéc cua chiing t6i. Chung téi ¢an phai tap trung vao
cong vige chinh.” Nhung néu nhur céng viée chinh d6 caa
ban 13 dan thi thit héi ban ¢dm kim dan d€ lam gi néu nhu
khéng cé sgi d& dan. C6 1€ t6t hon 14 ban hay rdi khoi chiée
gh&ban dang ngdi d€ di kigm sgi dan trude da.
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Pwa cac hoat dong kinh doanh bé trg vao cudc

1. Thay mat cho khach hang cla ban @& 1ap ra cac lién
minh mua hang.

2. Tra tién cho nhirng nguoi bd tre & ho choi.

3. Hay tw 1am ldy: tw lam ra sén pham bd trg cho chinh
minh, dirng dwa vao ngwdi khac lam diéu @6 dé ho ép
gia ban.

Dwa ddi thu canh tranh vao cuge?

Néu ban thue s khing c6 nhitng doi thi cgnh tranh
dang gudm - ban nén ty tgo ra it nhit mét ngudi... béi vi
canh tranh ciing la mét cach dé séng.

- Bill Smithburg, Tong Giam dée Quaker Oats

Bill Smithburg khong thi€u dbi thu canh tranh thye
sy. Trong cac loai d0 udng danh cho thé thao, san phim
Gatorate ctia 6ng dang canh tranh v&i Coke va Pepsi. Trén
thi trudng nudc ché mat udng lién, nhian hiéu mdi mua lai
Snapple cling dang canh tranh v&i Fruitopia cia Coke va
Lipton ctia Pepsi. Quan diém cua Smithburg 14 chinh canh
tranh s& thiic ddy ban hoan thién cd nhan minh. Hau hét
nhitng ngudi chay thi déu mudn duge tdp chay cing voi
nhitng dai thu thye sy chi khéng phai v&i chige dong ho.
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Tom Peter, linh ty tinh thin cua khoa hge quan ly d3
k& ciu chuyén cua Quad/Graphics, mt cong ty d3 dua triét
Iy nay vao thye tién: "Céng ty d& cdp phép cho cic ddi tha
canh tranh cha y&u cia minh d€ ho duge sit dung nhimg
cong nghé hién dai nhit cua cong ty chi nhadm mdt myc tiéu
r6 rang la dé ludn c6 lua dét nong duéi chan ho (va nha vay
ho sé 6 duge nhiing budc nhay cao hon).”

T4t nhién ban khéng muén lam quid mdc cin thiét.
Mot cach 1y tudng, ban sé muén nhin duge nhitng lgi ich
tir canh tranh ma khong phai nhutng ca cita hang cta
minh cho d&i thu. Cac céng ty 161 ty cho phép minh xa xi
béng cach tao ra cde d6i thu canh tranh ngay bén duéi mai
che cda minh. P&G ndi tiéng vi dd khuyén khich cac giam
d6c san pham riéng ré ciia minh canh tranh véi nhau. Cac
nhan hiéu diu gbi ddu Head&Shoulder, Pantene, Pert,
Prell va Vidan Sassoon d€u 1a cac nhan hiéu cua P&G trén
cung mot thi trwdng. Cling nhu vay ddi v6i xa phong gidt
Tide va Bold, hay x& phéong banh Ivory va Safeguard. Moi
mét nhin hidu déu duge quan 1y riéng ré nhir mét doanh
nghiép riéng lé vdi cac chuong trinh quang cao, dinh gia va
chién luge hodn toan ddc 1ip. Chinh canh tranh trong ndi
b gilta cac nhan hiéu da khién cho tit ca déu trg nén rat
ning dong.

Thim chi néu ban khéng nghi rang ban ¢in ¢6 nhirng
lgi ich tir canh tranh thi khdch hang cia ban cling c6 thé
nghi khac. D6i khi hg khéng muén lam viée v6i ban cho
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d&n khi ban ¢6 mét d8i tho canh tranh, trong trudng hop
nay thi t8t nhat 14 ban hiy tim céch dua thém dai tha dd
vao cudc.

Vi mach mdéi tach ra tir may chu ci

Sau khi Intel phat trién bd vi xit 1y 8086 nim 1978, ho
d3 c3p phép cho IBM, AMD (Advance Micro Devices} va
khoang 10 nha san xuft nuéc ngoai khic, ching han nhu
NEC. Thye t& 14 ho di-tir bo ddc quyen d8i v6i cong nghé
mdi cia minh. Vi sao Intel lai lam nhw viy?

Khéach hang dau tidn coa Intel 13 IBM rat lo ngai vé
viée d4u tu vio phat trién phan cimg dya qué nhidu vio cac
vi mach cua Intel bdi vi nhur viy ho sé chi ¢ mdt nha cung
c4p duy nh&t. Mt vin &8 khéc nita la sy dang tin ciy trong
san xuit cua Intel. Vao théi diém d6 Intel chita ¢6 nhitng
thanh tich duge ghi nhan nhu ngay nay, do vay IBM da doi
phai dugc phép s dung ma sd vi mach cta Intel d€ ty san
xuit ra cac vi mach dung cho ndi by cua IBM.

Mot vin dé khac nita 12 mitc gid ma Intel s& dit ra
trong twong lai. Nhitng nguwdi mua lo ling vé cuge choi
trong tuong lai ciing khéng kém cude choi ngdy hém nay.
Ho du yéu cau Intel phai cdp phép cho cic cong ty sin xudt
bic hai. Tham chi ngay ca khi IBM d3 dugc bao h$ boi
quyén duge ty san xuat, ho viin mudn c6 thém mot sy bao
hé dy phong nita. Bing cach dong ¥ cdp phép rong rai cho
sit dyng cac mi s& vi mach cua minh, Intel 43 dam bao cho
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nhitng nha san xudt phin cifng mét thi trudng canh tranh
cho vi mach dién tr va ring hg s& khong trd thanh nhimmg
con tin trong tay Intel, V&1 sy bao dam do, nhitng ngudi
mua s&n sing cam két di cing ciéng nghé cua Intel. Thi
trudng cho bd vi xir Iy 8086 thuye sir da rit canh tranh; cho
dén ndm 1987, Intel chi con chiém dudi 30% thi phin déi
v{#i san phdm nay.

Tuy nhién, nhitng ngudi mua khéng nhéin ra ring mét
khi ho da budce chan 1én con dudng cia Intel, ho & kho long
c6 thé quay trd lai. Cam két cia Intel sé€ cdp phép rdng rai
cho ¢éng nghé vi xir Iy ciia minh khéng duge mé rng sang
cdc d&i cdng nghé sau la 286, 386, 486, Pentium hay
Pentium Pro. Chi ¢6 ndm c6ng ty dugc cdp phép d6i véi b
xtr Iy 286. Thyc té€ 1a chi ¢6 IBM duge cap phép san xuit b
vi xtr ¥ cho 386 va cac ddi cHng nghé sau d6 va ciing chi han
ché& dé sir dung trong ndi béd cia IBM ma thoi.

Vi sao IBM va cac cong ty khac khdng thé nhin xa hon
va d6i Intel phai [Aam hgp dong cip phép cho tat ca cac ddi
cong nghé vi xir }¥? Thire t€ 12 Intel da co6 nhitng hgp d6ng
dai han cho viéce cip phép sir dung ban quyén céng nghé vai
IBM va AMD. Tuy nhién, rit kho lap cac hgp dong dai han,
dic biét trong bdi canh céng nghé ludén thay ddi hét sirc
nhanh chéng. Khong ngac nhién 14 di ¢é nhitng miu thuin
phap 1y nay sinh xung quanh viéc dién giai cidc hgp dong
gitra Intel v&i IBM va AMD. AMD cudi cing da mat quyén
trd thanh nha san xuft bac hai cho cac b vi xir I 386 va cic
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ddi sau d6. Nim 1994, IBM di giai quyét bat dong clla minh
bing cach ban lai hgp d6ng cdp phép cta minh cho chinh
Inte]l v8i mot s6 tién khong duge cbng bs. Dl véi cac b vi
xir Iy 1 Pentium trég di, Intel khong con cé6 nghia vy phai
chia sé cbng nghé ciia minh véi ngudi khac nia.

IBM cho ring néu Intel khéng tao ra cach tranh cho
minh nira thi chinh ho s& phai tao ra d6i tha canh tranh cho
Intel. Cung véi d6i tac Apple va Motorola, IBM da ti tao ra
b vi x1t 1y ctia minh - Power PC, d€ canh tranh v4i Intel.

Brra dbi thi canh tranh vao cudc
1. Cép phép sl dung ban quyén cong nghé dé vira co loi
nhuén, vira tranh phién phic hay bi chi trich.
2. Tao ra nhirng ngudn san xudt bac hai §é& khuyén khich
khach hang chap nhan cdng nghé cla ban.

3.Ty lam lay: xdc tién canh tranh trong ndi bd xuyén subt
toan té chirc clda ban.

Pua ddi tha canh tranh vao cude nhu vy 14 da. Hau nhr
rat hidm khi cac c6ng ty kéu ca vi ho ¢ qua it 4&i thu canh tranh.
Thudmng thi hg déu cho ring minh phai d6i mit voi qua nhigu
canh tranh.
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Chuyé&n hudng canh tranh. Nha st hoe Stephen Goddard
ké vé ciu chuyén xe hoi da thay thé cac xe dién chay trén dudng
ray nhu th& ndo. Trong giai doan ban dau coa xe hoi, vao nhiing
ndm 1920 va 1930, Detroit! d3 rat khé khin khi mudn nhay vao
thi truéng @6 thi. O cac ving ngoai 6 va nong thén, xe con va xe
bus da chiém uu the nhung trong trung tim thanh phé thi xe
digén chay dudng ray van la mft déi tha canh tranh hiéu qua véi
xe hai. Trude hét, di xe dién ré hon va rét tién lgi. Hon nita, tiu
dién thudng d6 & nhing ché 13 dudng cia xe hoi va cic dudng
ray ciia tau di¢n thudng ndm chinh gifta dudng xe hoi, do vy can
trg hoat dong cua xe hoi.

GM ciing v&i Firestone, Mack Trucks, Phillips Petroleum
va Standard Oil d3 quyét dinh phai gianh duge quyén kidm
soat. Ho quay sang d8 nghi Roy Fitzgerald va bon anh em khac
cua dng lap ra mdt cong ty ldy tén 1a Range Rapid Transit Co.
Nhi¢ém vy cla cOng ty nay 1a di khip dat nuée d€ mua lai
quyén diéu hanh cc tau dién dia phuong roi déng cira chiing.
Di nhién viéc nay duge thyc hién mét cach t& nhj hon 13 noi
ra. O mét loat cic thanh phé k& tif Montgomery, Alabama d&n
Los Angeles, anh em Fitzgerald déu mua lai cic dai 1y d3c
quyén kinh doanh xe dién, g& cic dudng day tai dién, bée cac
dudng ray, lam lai mit dudng va dén déng cée toa tiu dién.
Fitzgerald thoa thudn v§i céc thanh phé 13 ho s& thay th& cac

1, Trung tAm san xudt c6ng nghiép ¢ My khi @6 (ND).
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tau dién bang xe bus, T4t nhién ddy madi chi la bude trung gian
dé dua ngudi dan dén gan vai xe hot hon ma théi.

Mic du rat c6 hiéu qua nhung chién luge nay 1a bat hop
phap mét cach nghiém trong. D6 14 sy vi pham trang trgn digu
khoan Sherman. Tod an da tuyén phat GM va cic cong ty tong
pham, mdi cong ty 5.000 USD. Con Roy Fitzgerald bj phat tugng
trumg 1 USD.

Hinh phat dé1 v&i cae cong ty vi pham ludt xem ra ching 13
gi d61 vdi ho. Ngay nay, cac toa an cia My da nghiém khic hon
rdt nhiéu v4i nhimg vy vi pham luit chong ddec quyén. Tuy
nhién, ¢6 mét s6 tinh hudng, ching han nhir d6i v&i mét nganh
dang xudng doc thi viéc mua lai d6i thil canh tranh la ding din
va hgp phap d€ nhdm lam hgp Iy héa ndng lye trong nganh d6.

Khi william Anders nhin chiic vy Tdng Giam dtc General
Dynamics, mdt nha thau qudc phong vao nim 1991, 6ng nhéin
th&y nhiém vy ciia minh phai 1a tim cach @& hgp Iy héa cic hoat
ddng kinh doanh eua ¢éng ty trong béi canh chi phi cho quéc
phong bi cit gidm sau khi chién tranh lanh két thiic. Ban than da
timg 14 phi cong [4i may bay chién dau trong quin di My va phi
cong vi tru trén tau Apollo 8, Anders coi chuong trinh may bay
phan lyc F-16 ctia céng ty nhu vin dé xitong mau cia minh.
Nhung Lockheed ciing dang hoat déng trong linh vigc may bay
chién ddu va chi mét cong tv canh tranh nhur viy da la qué nhidu.
Anders da thir nhiéu [An mua lai chuong trinh méay bay phan lyc
F-22 cia Lockheed va dua viao quy dao ki®m sodt cia minh
nhung Lockheed nhét dinh khong chiu ban.
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Anders hiéu rang néu 6ng khéng thé mua lai d8i tha
canh tranh thi éng sé phai dé& cho d&i tha canh tranh mua
lai chinh minh. B&i vi mét trong hai sé phai ra di. Néu
Lockheed khéng chiu ban, ¢6 1€ hg s&€ mudn mua. Mic du
Anders mudn mua lai Lockheed hon 14 thidy Lockheed mua
lai General Dynamics cua minh nhung ng van danh phai
ngam ding &% ban lai F-16 cho Lockheed.

3. Thay 461 ngudi choi

Trudre khi tham gia vao tro choi, hdy danh gia gia trj gia
ting cia ban. Néu ban c6 gia tri gia ting 16n, ban sé cd thé
kieém duge tién trong tro choi; khi dé6 hdy nhay vao choi.
Nhumng néu ban ¢é rat it gid trj gia ting, ban sé khéng thé kiém
dugc nhiéu tién. Khi d6 ban sé lam gi?

Ngay ca khi ban khéng thé kiém duge tién trong mét trd
choi, ban van cé thé kiém ra tién bang cich thay d6i tro choi
d6. Hay dat ciu hoi cua Cicero cho minh: Cui bono? Tim ra
ngudi choi nao s& dugce lgi ti viée ban tham gia vao trd choi.
Nhitg ngudi choi 6 c6 thé sé sin sang tra tién cho ban choi.

Holland Sweetener khéng hé ¢6 gia tri gia ting, nhung
vige cong ty ndy tham gia vao tré choi da khién gia trj gia
ting cha NutraSweet giam di, digu nay da giap cho Coke va
Pepsi. Holland vi vy ddng ra phai ddi duge tra tién cho
nhimg gi ho da lam lgi cho Coke va Pepsi. Norfolk Southern
cling khdng co6 gid tri gia tdng nhitng viée céng ty nhay vao
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cudc s€ lam giam gia tri gia ting ctia CSX va lam lgi cho
Gainesviile. Dang 1& Norfolk Southern khéng nén choi n&u
khéng dugc tra tién d¢€ lam diéu dé. Bell mién Nam ciing ¢6
rat it gia trj gia ting trong tro choi gianh quyén kiém soat
LIN, nhung sy ¢6 mit cua cong ty lam giam gia tri gia ting
cua McCaw va diéu ndy s€ ¢d 1gi cho LIN. Bell mién Nam d3
biét diéu nay va doi duge dam bao réng ho sé phai duge tra
tién - mdt s6 tién dang ké - d€ choi.

Né&u ban khéng th& duge tra tign 48 choi, ban ¢6 chic
la ban van sé choi khéng? Ngbi chiiu ria ¢6 18 s& 13 chién Iuge
t6t nhat trong trudng hgp nay. Chi phi &€ choi ¢6 thé nhigu
hon ngudi ta van tudng. Ding bo qua Tdm chi phi ngdm
trong ddu gia.

Mot khi ban da & trong tré choi, ban cé thé thir thay
doi nhitng ngudi choi trong d6. Hiy di mét vong quanh
Mang gia tri vd cin nhic viée dua thém khich hang, nha
cung cap, ngudi b trg va thim chi ca d6i tha canh tranh vao
cuge. Hay nh¢ rang nhimg ngudi nay, cling nhu ban, ¢6 thé
ti do quyét dinh choi hay khéng. Ban khéng thé budc ho
choi, do viy nén nghi cach tao ra cac dong co phi hgp cho
ho ty nguyén tham gia.

Thudng thi viéc d6 13 hoan toan e6 thé thyc hién duge va
rdt higu qua. Chién luge 14p ra lién minh mua hang cua
American Express 1a mét vi dy hoan hao, cong ty d3 thu hat
duge rat nhiéu nha cung cdp tham gia tro choi bang cach tao
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d6ng co manh hon cho méi ngudi d€ kifm tim 1¢i nhuén, Vai
nhiéu ngudi chao gia hon trong trd chei, gia tri gia ting cua
timg ngudi sé it di va diéu nay sé dit lién minh mua hang vao
mdt vi th€ manh hon khi thugng hwgng. Tuy nhién, ¢é6 mdt s8
vai tro ma ban khdng nén d€ ngudi khac choi thay ban. Mt vi
du 14 phat trién mét hoat ddng kinh doanh bé trg ¢ tAm quan
trong déc biét &€ ban c6 duge gia tri gia tang. Khi ban dat cuge
qua nhiéu vio mét chd, ban sé phai dya vao ké khac, Ngudi tot
nhit ¢6 thé choi & dé chinh 14 ban. Pé 14 bai hoc rit ra tit ciu
chuyén cua 3DO.

Bat ky lic ndo cd sy thay d6i trong hang ngid nhiing
ngudi choi, gia trj gia ting ciling thay d§i theo. Tuy nhién, gig
trj gia ting cling co thé thay d6i mot cach tryc tigp, didéu ndy
ching ta s€ thdy ngay trong chugng tiép theo day.



CHUONG YV
GIA TRI GIA TANG

Khéng c¢6 gi hitu ich bdng nuée; nhung né hdu nhu
ching th€ dimg d€ mua duge gi; va géin nhur thir gi ciing ¢
thé dimg dé mua né. Ngwee Igi, kim cirong co rdt it gia tri st
dung; nhung d& déi duge né thi phdi ¢6 mét sd hegng rét ion
cac hang héa khac.

- Adam Smith. Ciia edi cuia cac dén tic, 1776

Hai trim ndm trufc, Adam Smith da trinh bay mét
nghich 1y lién quan &&n nude va kim cuong: Nudce 14 thir thidt
y&u cua cude sbng, trong khi kim cwong thi khéng. Mic du
viy, nuéc chu yéu gan nhu 1a cho khdng, trong khi kim cugng
thi, trdi a, chéc chén 13 con ldu mai nhu viy.

Gi4 nhu Adam Smith sdng ¢ thip ky 9o cia thé ky XX,
¢0 18 6ng ta s€ cOn so sanh v6 tuyén va xe hoi vi cac trd choi
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dién t trén video nita. V6 tuyén v xe hgi ciing giéng nhu
nuge, gan nhu da tré thanh khong thé thidu trong cude séng
hién nay cua chiing ta. Trong khi cic trd choi video 13 "kim
cudng hign dai”. Ching la nhitng ngudi ban t5t nhit caa tré
nho, nhung chi ¢6 viy théi. Vay thi ban thich kinh doanh
trong linh vyc ndo hon: dd dién tir gia dung, xe hoi, hay tro
choi dién tir trén video?

Hay so sanh ba cong ty néi tiéng ctia Nhat Ban, méi cong
ty hoat dfng trong moét linh V\rc'ké' trén: d6 14 Sony, Nissan va
Nintendo. Sony sin xuit may thu hinh, Nissan san xuit xe
hoi, ¢con Nintendo 1am ra nhiing trd choi video, dic biét 13 tro
choi ¢6 anh thg &ng nudce tén 1A Mario. Trong théi gian tir
thang 7 ndm 1990 dén thing 6 nim 1991, gia trj trung binh
trén thj trudng cua ba céng ty nay nhu sau:

Nissan 2.000 ty yén
Sony 2.200 ty yén
Nintend 2.400 ty yén

bang la it nhit cling ¢6 mét s§ théi di€m ma gia tri
cua Nintendo cao hon ¢ Sony va Nissan. Nintendo d3 lam
nhu thé niao d€ duge nhu vay? Lim sao Nintendo cé thé
mon men lai gdn Sony va Nissan chit chua néi dén 1am thé
nao d€ virgt 18n ca cie hing d6? CAu tra 16 ndm & khai niém
gi tri gia tang.
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Gia trj gia tang cua sy dfc quyén
Mot cdng ty manh, con lgi déu yéu.
- Hireshi Yamauchi. Chi tich Nintendo

Tro choi trén video (con goi 1a tro choi dién tir) bat dau
xuat hién tr ndm 1972 cling vGi sy thanh lap cua tdp doan
Atari. Miic du Atari 12 tip doan ctia M¥ nhung lai ldy tén theo
tiéng Nhit cia mét tro choi Nhit Ban 1 Go. Y nghia cua né
cling gifng nhu "chifu tuéng” trong choi cf - d6 14 1oi tuyén
b3 rang lanh thd cia d6i tha dang bj tin cong. Pang nhu 15
canh bao, Atari d3 chi®m linh thj trudng v6i trd choi bong ban
trén video ¢6 tén 14 Pong.

Thanh cdng ciia Atari 12 rdt &n tugng nhung ngin
ngtii. Chi trong 10 nam, thi trudng tro choi dign tir gia dinh
cia My da ting trudng tir con s khong 1én 3 ty USD tong
gi tri ban 1&. Nhung thi truong khi d6 tran ngip cic phin
mém chit hegng kém d3 din dén sy chét yéu cua no. Nim
1985, doanh thu giam xuéng chi con dudi 100 triéu USD va
tro choi dién ti tai gia 44 bj giai tin nhu mot thir mat hét
thoi. Atari d4 mat khi giai thé dang bing v&i nhitng gi tap
doan nay nhin duge khi dang phéat trién. Va ngui ta da xo6a
s6 nganh cong nghiép nay.

Chinh vi vy ma khong ai d€ y d&n Nintendo khi hing
ndy budc 1én vii dai. Nintendo 1a céng ty Nhat Ban c6 tudi doi
mét th& ky va d4 md réng hoat déng ciia minh tir san xudt cac
quin bai 14 sang san xuit d6 chai va cudi cung la cac trd choi
dién tir trén may choi cdng cong. Nintendo khdng he o6 tiéng
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tdm gi bén ngoai nudc Nhit. Nhung ching méy chc digu nay
da thay dai.

Sirc manh cua Nintendo. Néu dich thoang, tir Nintendo
¢6 nghia 1a "Lam viéc vdt vd nhirng cudi ciing thi ciing ném
trong tay Chia.” Thyre t& 1a tir khi chuy&n sang san xuét tro
choi dién t¥ gia dinh, Nintendo di khéong lam gi médt cich
thi€u suy nghi. T4t ca nhitmg gi ho lam déu diing. Ho da dyng
nén mdét chu trinh hoan hao.

Trudc hét, phin cimg da 1a mot mén hi lén. Nintendo
da tim ra cch lam séng lai cAm gidc cta cac trd choi trén may
chai cdng cdng trong nhitng chiée may dién tir gia dinh ré tign.
Két qua la sy ra doi mot hé thong tro choi dién tir méi ¢6 tén
goi Famicom (c6 nghia 14 May tinh trong gia dinh). Nintendo
tung Famicom ra thj trudng ¢ Nhit Ban nim 1983 va dua
chi€c may khi d6 di duge d3t lai tén 13 H¢ thong giai tri
Nintendo sang M¥ nim 1986.

Sy thit 1a Famicom khéng phai 1a mét chiée may tinh
thye thy. Tat ca moi thit trong d6 déu chi diing vao muc dich
duy nhit 1a choi tro choi, PE giam chi phi, Nintendo d% cha y
ding lai cde chip di¢n tr cfi - mt b vi xir by vén ven 8 bit san
xudt tir thdi nhitng nim 1970. Cic may tinh c4 nhan khi dé
nhur IBM AT hay Machintosh ctia Apple dutge ban véi gia tit
2.500 USD dén 4.000 USD. Chifc may cua Nintendo chi ¢
gi4 24.000 yén, tuong duong 100 USD. Gii cua Famicom di
han ché t3i da canh tranh va mic gia nay thdp dén nédi nhiéu
ngudi tuong rang né con thap hon ca chi phi.
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Cung v6i mén hdi trong phin cimg cua minh,
Nintende con ¢6 nhitng tré choi hét site tuyét vai. Diéu nay
khong phai tinh ¢&. Nintendo da sir dyng kinh nghiém ciia
minh trong cic trd choi trén may céng cHng @& phat trién sy
hdo hitmg trong tré choi dién tir gia dinh 1én mét bic méi;
nha thiét k€ ciia ho, Sigeru Miyamoto 1a mét k¥ sur thién tai,
ngudi da sang ché ra nhimg tro choi nhu Dunkey Kong, tro
chai Super Mario Bros va Truyén thuyét Zelda.

Véi phidn citng khong dit va nhigu tré choi hap dén,
ngudi tiéu dung bat ddu mua may va tré choi ciia Nintendo
voi s8 lugng rit 1on va nganh cdng nghiép trdé choi dién tur
gia dinh ciing da bit dau quay trd lai.

Mgt vong tron hoan hdo. Mét khi doanh s& ban hang
da ting manh, Nintendo khéng c¢n phai nhing tay vao moi
thit. Cac cdng ty phiin mém x&p hang dai @€ xin viét phan
meém trd choi cho hé théng cua Nintendo, ho khoéng thé ty
lam didu @6 néu khéng duge phép ciia hiang. Lo ngai vé syt d6
v& ctta nganh cong nghidp trude d6, Nintendo da dva vio
phin citng cua minh mjt vi mach bao mit € bao dam rang
chi ¢é nhitng bing dia dugc Nintendo chip thuin mdéi ¢6 thé
chay trén hé théng niy. ¥ dinh & d4y 1a ngin can viée sao
chép tran lan d3d dan d&n sy diét vong trudc diy cia nganh
cdng nghiép ndy. Cic céng ty phian mém chi c¢6 thé viét
chuong trinh cho hé théng cua Nintendo néu hing nay cho
phép. Két qua: Nintendo gidnh duge sy kidm soat tuyét ddi.
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Cac chuong trinh phin mém dugre Nintendo cdp phép
phai tuln thi mét s§ diéu kién. Mbi gidy phép bj han ché chi
duge dura ra ndm san phim mét ndm. Bang cich nay, nhimg
ngudi phat trién phan mém phai chi trong hon vio chit lugng
so vdi $0 Iugng, tat ca cac tré choi déu phai thoa mén mét b
ti€u chufn, trong d6 ¢6 ca viéc cAm nhiing hinh anh mang tinh
bao Iyc, kich déng tinh duc qui mtte. Nintendo bao toan b
viéc sdn xuit cac trd choi da duge cdp phép va hing thu duge
m¢t khoan lgi nhudn 16n bing viéc danh phi cc cong ty phin
mém duge cAp phép rén mdi bing trd choi duge in ra. Trén tat
ca nhiing cai d6 13 mét didu khoan vé d§c quyén trong 46 cdm
nhiing ngudi duge cip phép duge sir dung cling mét tén goi
cho nhiing tro choi dién tir 4€ dling trén nhiing hé théng khic
trong vong hai nim. Két qua 14 mdt vong trén hodn hio. Phin
cing ré tién va nhitng trod choi duge yéu thich ciia Nintendo da
bat dau vong tron d6. B&i ngudi tiéu ding ngay cing mua
nhiéu phan cimg hon, Nintendo d3 ¢6 kha ning giam bét chi
phi ciia minh. Véi s8 lugng may ban ra ngly ting, Nintendo &3
thu hit duge nhign hon nhitng ngudi viét phin mém cho tré
choi tir bén ngoadi. Bidu nay d4 tao ra mdt vong tron kin véi
nhitng trd choi ngdy cdng nhiéu va hay hon. Ngudi tiéu ding
$& cidng mua nhitu may hon ciia Nintendo din dén mét co s¢
1&n hon cho sy phat trién cia hé thdng véi mét chi phi con
thap hon nita, va lai nhiéu trd choi hon nira, V&i nhiga trod choi
hon nifa, phin cimg Nintendo s& lai tré nén ¢6 gia trj hon, din
dén doanh s3 lai tiép tyc ting 1&n. T4t ca nhimg cii d6 duge goi
14 Héi chirng Nintendo.
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Tham chi ngay ca khi nhu ciu dang ting 1én, Nintendo
van rit than trong vdi sy bao hoa cia thi trudng. Hang ki€m
soat chit ché s6 lugng ban sao tro choi duge san xuit va
loai bé nhitng tré choi cia minh ra khoi thi trudng ngay khi
cam thay ngudi ta khéng con himg th voi né nira. Trén mot
nira danh mue troé choi ciia Nintendo 14 khéng hoat déng.
b6i khi xay ra nhitng dgt khan hifm nghiém trong, nhat la
vao nam 1988, khi cac ciza hang ban 1é dit hang 110 triéu
bang trd choi va c6 1€ khoang 45 tridu d3 c¢6 thé ban ngay
duge. Tuy nhién, lugng cung chi ¢6 33 triéu ma théi. Sy
khan hiém tré¢ nén dic biét nghiém trong vao thdi diém
truGe mua 18 Gidng sinh.

Mic du ¢6 vé nghich 1y nhung sy khan hiém c¢6 thé da
gilp tao ra mitc ciu tiu ding cdn 16n hon nita. it nhat ¢6
ba tac ddng c6 thé ké dén: Thi nhit, sy khan higm khién
cho céc bang trd choi dién tir ¢ vé nhu duge yéu thich hon
trong mat ngudi tiéu ding va nhd vAy.ma thue t8 d3 1Am
ting nhu ciu d3i véi ching. Cac nhd hang thite thdi cling
dung choi trd nay @€ 161 kéo khach hang. Chang han dong
ngudi ding x€p hang dai bén ngoai cira hang K-Paul ¢ New
Orleans lam cho né gdy duge sy chil y va khién dong ngudi
d¢é cang vé sau cang dai mai ra. Vi sao ngudi ta khong tang
gia va giam bét s& ngudi xép hang? Bai vi didu nay cé thé
lam giam &n tugng vé san phim va ciu c6 thé sé mat di mot
cach dang ké.

Thir hai, sy khan hi€m tao ra nhitng hang tit trén
phuong tién théng tin dai chiing ma viée dap tng da nhu cau
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khéng lam duge. Ching han ban c6 hinh dung dau dé bai béo
Ia "Tin ndi bat t6i nay: Nintendo da ban béng tré choi cho tat
cd nhitng ai mudn c6. Chi tiét xem trang 11." Chung tdi thi
khéng nghi nhar vay. Sy khan hi€m tao ra sy n6i tiéng khong
mat tién cho Nintendo, hiing von ¢6 tiéng 1a bun xin trong
quang cao (chi chi c6 2% t8ng doanh thu).

Thir ba, syt khan hiém nhur viy gitip cho nhimg cira
hang ban lé ¢6 th&€ thanh todn nhanh hon nhitng tro choi
ban chidm ctia Nintendo, bdi vi cac phy huynh thudng chidp
nhén mua tré choi kém hip din hon mét chit khi tré choi
con h¢ mudn choi da bj ban hét. T4t nhién diy chi la giai
phap tam thdi, chang t61 goi 46 1a tac dyng "bing bé". Pira
tré chi cd thé€ choi tro choi thay thé tir 1& Giang sinh dén
nim mdi, tuy nhién né thu‘b’ng. nhé rit dai va phu huynh
cua né lai phai quay lai mua th tré choi bj ban hét Iin_
trude ngay khi dgt méi duge nhip v, Két qua 1a nhé vay
Nintendo d3 ban dugc hat san pham.

Pay thye sy 1a tinh hudng c6 thé goi 14 "cang it cang nhiéu".

b€ tiép tuc kich thich sy quan tAm d8i véi cic trd choi,
Nintendo tao ra mét tap chi riéng ra hang thing d& xép
hang tré choi, dua ra nhitng meo choi va diém trude cic tro
chot mé&i sdp phat hanh, Khéng ¢6 mdt cdu quang cdo nio
trong dé hé&t. Nintendo ban tap chi nay vdi gia rat ré - chi da
dé hoa vOn phat hanh. Cho d&n nidm 1990, tap chi Sire
manh ctta Nintendo u§c tinh da c6 dén 6 tridu djc gia va co
sG &n ban phat hanh 16n nhit trong s6 tit ca cic tap chi
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danh cho tré em & M§. Td tap chi thye sy 83 13 sy b sung ¥
tudng cho cac tré choi cia Nintendo.

K&t qui la: Pén cudi nhimg nim 1990, Nintendo dd
dua cac tro choi dién tir gia dinh thanh mét hoat ddng kinh
doanh todn céu co trj gia 5 ty USD. Hang da chifm dugc
mot thi phan khé tin la trén go% 44i voi cac tré choi dién tir
8 bit & My va Nhit Ban. Clr ba gia dinh M¥ hodc Nhit Ban
thi ¢6 mét s¢ hitu may choi Nintendo. Gan ba phén tu céc
gia dinh ¢ M¥ ¢6 con & 4§ tudi thiéu nién d&u choi trd choi
dién tr. Cac san phdm cia Nintendo chiém trén 20% thi
trudng d6 choi néi chung & My, chi riéng tré choi Super
Mario Bros d4 ban ra dén 40 tridu ban. Mario thim chi ¢on
ndi tiéng hon ca Mickey Mouse d8i v6i tré em & My.

Thach thirc dit ra 1a liéu ai ¢6 thé pha v& vong trén
hodn hao coa Nintendo? Khéng thé, mt khi vong tron da
lan. Piing nhic d&n nhimg lya chon thay th€ khac nhu
chuong trinh v6 tuyén, sich hay thé thao. P&i véi tré em,
khong c6 gi thay thé duge trd choi dién tir. M&i de doa duy
nhit chi d&n tir cac loai trd chai dién tit khie. & day, nhu
ching ta luén thdy, phin mém chinh 14 chia khéa. Vi sao
ngudi ta lai phai mua nhitng trd choi khic trong khi
Nintendo ¢d ¢4 mdt thy vién khéng 16 cac tén tro choi coa
Nintendo d€ tha hé lya chon? Cé6 1€ ké thach thirc s& tim
cdch mang tro choi clia Nintendo dit vao cac nén (cic hé
théng méy choi) riéng cua minh rdi sau d6 méi dua ra thu
vién riéng cia minh. Tuy nhién, diéu kién vé dfc quyén d4a
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giét chét ¥ dinh dé. Khéng mét tréd chai nao ¢b thé choi trén
hé thdng nén khéc trong vong hai ndm bdi cho dén lac d6
thudng cae trd choi da trd thanh lac hiu. Ké thach thie di
nhién cling ¢6 thé€ bat dau tir con s6 khdng. Trong khi mic
Igi nhuin cao va syt khan hi€m hang trén thj trudng théng
thuérng s& khuy&n khich cic d6i tha tham gia thj trugng thi
vong tron hoan hao cua Nintendo da khién nhimng hy vong
¢é thé canh tranh véi ho tiéu tan. Chi ¢6 mét cach duy nhéit
dé nhay qua d4u Nintendo la di cing v4i cong nghé mdi. D6
la diéu ma Sega cudi ciing da 1am, nhu chiing ta s€ thiy rd
hon trong chuong vé Pham vi.

Troé choi sitc manh

B&i vi Nintendo chiém ddc quyén trong thi trudng
méy chai video 8 bit, gi tr} gia ting cia ho bing toan b
chi&c banh trd choi dién tir gia dinh. Khdng cé mdi de doa
nao tir cac d5i tha. Khéng mot nha san xuit phin cimg nao,
k& ca Atari ciing nhu bat ky ai khac, ¢é duge di chi chit it
gié tri gia ting & diy.

Tuy nhién, di c6 nhimg ngudi choi khéc ciing doi
phén chiéec banh cho minh. Hay di mét vong quanh Mang
gi4 tri. O &4y c6 kénh béan 1é - cac khach hing gin giii nhat
ctia Nintendo - nhit cic sidu thj ban 1é Toys "R" U va Wal-
Mart. O day con c¢é nhitng ngudi bé trg cho Nintendo - cac
nhad viét phan mém tro. choi bén ngoai nhu Acclaim va
Electronic Arts. Vi con ¢6 ca cAc nha cung cdp ciia Nintendo
nira, bao gom cic nha may san xuét chip dién tir nhur Ricoh
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va Sharp va nhiing chd nhén caa cie nhén vat hoat hinh va
tranh hai hude nhar Disney (Mickey Mouse) va Marvel (Ngudgi
nhén) sir dyng trong cac tro chdi ciia Nintendo.

Khach hang
Tay "R"US, Wal-Mart

Déi tha canh tranh / I \Nhfmg ngwdi bd tror

Atari, Commondore «—— NINTENDO—* Acclaim,
{phan cieng) Electonic Arts

|

C4c nha cung cép

Chién hrge clia Nintendo di co tac dong d€n viée han
ché gia trj gia ting clla méi ngudi trong s6 nhimg ngudi choi
khéc trong ca cudfic choi nay.

Hay b4t dau véi cac khach hang cua Nintendo. Nintendo
da chdng lai quyén.duc ctia ngudi mua tir phia Toy "R” US va
Wal-Mart nhu th& nado? Chinh sich quan 1y hang tén kho cta
Nintendo &3 déng vai trd then chét ¢ diy. Cac bang trd choi
thudng xuyén trong tinh trang khan hiém. Nintendo ¢d thé
m#t mdt phin doanh thu, tuy nhién tdc d§ng 16n hon la mét
58 cong ty ban 1é s& khdng ¢6 hang ban. Vj thé cua nhimg
cOng ty nay ciing khdng khéc gi cac sinh vién trong van bai
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cuia Barry trong tro choi Quéan bai. Né giéng nhu c6 26 nha
bén lé - trén thye t& ¢on nhidu hon thé - theo dudi 23 quén
bai den cha Nintendo. Cing gidng nhu cac sinh vién cua
Barry, nhitng nha ban 1é ndy c6 rat it gia tri gia ting. Ngay ca
ngudi khdng 16 Toy "R" US ciing & thé yéu. Khi xay ra héi
chitng Nintendo, khich hang dimg xép hang dai bén ngoai
cac cira hang khién cac nha ban ié phai khidn nai cung cép
thém hang nita. Vi tré choi thidu cung, Nintendo da danh
guc quyén lyc cia ngudi mua.

Vil dai tiép theo cla cac cufc thuong lugng la cac nha
san xuit phin mém. bDiéu gi 44 dién ra & day? Trudc hét, 1t
nhién 14 Nintendo ciing dang hoat ddng & trong linh viye nay
va kha thanh céng. Tiép d6, chip bao mét d3 cho phép
Nintendo thiét 14p mdt chwong trinh cdp phép duge quan 1y
hét sire chit ché. Han ché chi nAm tén trd choi mai trong
mét ndim da giit cho nhimg ngudi san xuit phin mém g vj
th& teong d6i ngang nhau: khéng ngudi ndo ¢d thé trd nén
quid manh. Do Nintendo ciing ty phét trién cac trd choi
trong ndi b nén ho khoéng bi phy thude dang ké vao bat ki
mot nha san xuit phin mém ndo. Tac ddng tong hgp 14 han
ché& gt gao gia trj gia ting ctia nhitmg ngudi viét phin mém
duge cdp phép.

Nhitng nha cung ¢dp ciia Nintendo cling ¢d rat it gid tri
gia ting. Cac chip dién tir dung trong may choi chi la loai hang
héa théng dung. Vé cdc nhan vat tré choi thi Nintendo da
tring ddc dic véi viée phat trién nhin vit Mario. Sau khi
Mario trg thanh ngdbi sao, gia tri gia ting cia cAc nhan vit
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khac nhu Mickey Mouse, Ngudi nhén d8u giam hin. Trén
thye t&€, Nintendo da dao nguge hoan toan tinh thé va tham
chi doi tra tién ban quyén cho viéc dwa nhin vit nay cia
minh vao céc truyén tranh hai huéc va phim hoat hinh, trén
cie hép dyng ngii c6e cling nhu cac trd choi khae.

Tén cua td tap chi hang thang - Sirc manh cia Nintendo
- da ndi 1én tat ca diéu d6 mét cach rat rd rang.

Chién Itfge coa Nintendo d4 mang lai gia tri gia ting cao
cho chinh ban thén hing vi ngugc lai, gi4 trj gia ting rat thip
cho tt ca nhitng ngudi con lai. Bang cich nay Nintendo d3 c6
thé chi€m duge miéng banh khdng 16 trong mét chigc banh cd
trung binh. Ngugc lai, Sony va Nissan hoat ddng trong cac linh
vite canh tranh cao d¢ - méi cong ty déu cé rat nhidu doi tha.
bimg nhdm an gia trj gia tdng cia Sony véi gia tri gia ting 16n
hon rat nhiéu cia méy thu hinh néi chung, hofic gia tri gia
tAng cua Nissan v&i gia trj gia ting cua xe hoi. Ban vin cé thé
xem vo tuyén ma khong c6 Sony, mic du khéng phai 13 cac
nhén higu Watchman hoic Trinitron, va ban vin ¢é thé 13i xe
ma khéng c¢An dén Nissan, mic di khong phai Jai trén chide
Maxima hay Infinity. P&i v6i Nintendo, b&i vi ho chiém vi tri
ddc quyén nén gi4 trj gia ting clia hing chi®ém gin hét gia trj
gia tdng cha cic tro choi dién tif trén video. Khong co
Nintendo, ban khéng ¢é trd chai dién tir. P chinh 14 chia
khéa gitip Nintendo ¢6 thé virgt qua Sony va Nisan vé gia tri
trén thj trudng,.
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Thach thirc chong ddc quyén

Trong bdi canh quan hé cing thdng gitta Mi va Nhat
Ban, mdt s& ngudi di dit can hoi voi céac hoat ddng cia
Nintendo. Cu&i nim 1989 - vio dling ngdy ky ni¢m trin
chidn Tran Chau cang - nghi si Dennis Eckart {bang D-
Ohio), Cha tich Tiéu ban chdng déc quyén trong Ha nghj
vién, &4 t6 chitc hop bao d€ yéu ciu Ban Tu phép diéu tra cac
khi#u nai vé viéc Nintendo d3 ng#n can canh tranh mét cach
khéng cong bang.

i Bifc thir cua Eckart gii B§ Tu phap da 1iét ké ra maot
vai diém dang quan tam, Trudc hét 1a viée sir dyng che chip
bao mét v&i dung ¥ dudng nhuw d€ ngin can canh tranh. Thix
hai 13 cac théa thuin cip phép cho nhitng nha san xudt
phin mem, nhitng ngudi ma theo 15i 1€ trong thw thi "tro
nén hiu nhu phy thude hoan toan vao sy chip thuin cia
Nintendo d&i véi cic tro choi ctia ho ciing nhu phan bé han
ngach san xudt". Tiép theo, birc th to ¥ nghi ngd rang sy
khan hiém vio 1& Gidng sinh nim 1988 ching qua la k& dé
ting gi4 va ting nhu ciu tiéu ding nhim cing c8 don bay
thij truéng cua Nintendo. Cudi cing, t:éu ban két toi Nintendo
&1 lgi dung qué mitc sttc manh quyén lyc cia minh trén thi
trudng bang cach de doa cic nha bén 1¢, tham chi cat dat
hgp déng vai he néu nhu 61 thu caa Nintendo c6 chd trong
céc siéu thi ciia ho. Eckart dd khang dinh ring chinh do cic
hanh vi d6 ma "két qua rong 12 chi ¢6 mot trd choi duy nhat

el

trong thanh phd™.
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Nhan xét vé vu kién chéng déc quyen clia chinh phq, t&
bac kinh doanh ra hang tuéin Barron da viét:

Rat db6ng céc ludt su chdng dc quyén da cb thé lam
duge nhitmg viée ¢d ich hon nhiéu k€ ci choi thir tro choi
Super Mario Brother 3 thay vi 16i vy viéc kigu nay ra toa...
Trong cudc didu tra d€ tim ra nhifng ké lira dao... ching ta
mong ring ho sé thanh cng. Nhung ho lai truy kich Nintendo
va nhitng doanh nghiép thanh dat khac, vdi nhitng thanh ¢dng
thye sy, nhitng ti€n bd cbng nghé thye sy vd nhimg phén
thudng thire su.

M6t nim sau dé, chinh pha da ngiing viéc didu tra doi
v§i Nintendo.

Lgi nhuén caa dfc quyén
Ludn luén dé cho ho doi héi nhiéu hon.
- L&i mdt vo hai kich ¢

C6 duge sy ddc quyén nghia 1a gi? La néu khong c6 ban
thi cling khéng con trod choi. Vi vy, gia tri gia ting cua ban
ding bing toan bd chiée banh - mét didu dang thém mudn.
Tuy nhién, viéc ban ¢6 lgi d8n mic nao khéng nhitng phu
thude vao gia tri gia ting ciia ban ma con cua tit ca nhifng
ngudi khic cling mudn c6 phan trong chiée banh d6 nita. Day
chinh 12 ché vai tro cua sy thidu hyt duge the hién.

Trong tro choi Quin bai, ca Adam va Barry déu c6 sy
ddc quyén. Ca hai déu gif¥ tit ca cic quin bai den, tuy nhién
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Barry da lam 8t hon Adam rat nhigu. Bing cach bo di ba
quin bai, Barry thye sy d3 tao ra sy thigu hut, K&t qua la gia
tri gia ting cua cic sinh vién trong van bai cua Barry it hon
nhiéu so v&i1 van bai cua Adam. Do vy, trong khi Adam chia
déu chiéc banh v&i cic sinh vién cia minh thi Barry chi€m
hdn mét phan ién. Chinh d6 ciing 1a 1 do vi sao Nintendo
lai thanh c6ng d€n vay: Trong khi dic quyén, ban thian né
dd la 6 lgi cho minh thi djc quyén ciing vdi sy thiéu hut sé
con mang lai lgi ich gdp d6i nhu thé.

Chu chuyén cua Nintendo cho thdy cac tic dong tiém
ting cua viéc thidu hang hba cung cip cho khach hang. Chién
luge nay ¢6 mot ban déi ximg bdi vi Mang gia tri 1a dong déu
va cin ximg. Chién luge d6i xitng v&i thigu cung sé 14 thigu cau
61 vl ngudn e, mt chign luge cling ¢b sitc manh tiém ting
khéng kém gi chién luge thidu cung.

Lién doan bbong da quodc gia (NFL) 43 ap dung ca hai
chién luge, Trong chwong Ly thuyét trd choi, chiing ta d3 thiy
NFL han ché s6 lugng cac dji bong ra sao. Lién doan nay déng
thai con han ch& vé s lugng ciu tha. Bang cach giif s6 cac doi
béng & s§ it va han ché luén ci quy md méi.ddi bong, NFL da
bao dim ring s€ ¢4 nhidu ciu tha mudn choi bong &4 chuyén
nghiép hon 14 s6 ngudi 6 thé ¢6 eo héi lam diéu d6. Pidu nay
lAm gidm gia trj gia ting cia méi ciu thil va khién mic lugng
cua hg cliing giam. Néu nhu NFL néi 1ong cich han ché thi
chét lugng cac trdn ddu cd thé€ bi giam xudng, nhung luong
cla cac ciu thi sé ting 1én.
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Ky nguyén cua kim cwrong

Hay cling quay trd lai diém bit dau caa chuong nay: Dé
1a nghjch I¥ v& nude va kim cuong eiia Adam Smith, Hai trim
nim trude, kim cuong mdéi chi duge tim thiy dui cic long
song cita An D6 va trong cac rimg rim Brazil. Nhu vay 14 cung
- ciu da giai thich vé gia tuong ddi giita nuweée va kim cuong.
Nuée luén luén déi dao va do vy né rit ré. Trong khi 36 kim
cugng hiém hon nhidu va vi th€ cling d3t hon rit nhidu. Vay
thi phai ching day da khdng con 13 nghich 1y nita? Chira hin
nhu vay.

Diéu kho hiéu chinh 1a & chd vi sao kim cuong cho dén
tdn bay gidr vin dat nhyr viy? Gia kim cwong rat cao da khién
nhigu ngudi d4 di tim kifm nhitng nguén kim cueng méi, va
ho 43 tim ra chiing. Vao nhitng ndm 1870, cic mo kim cuong
16n duge phét hién ra & viing Transvaal thu¢c Nam Phi. Trit
lugng kim cwong 16n ciing duge tim thiy & Angola, Australia,
Botswana, Namibia v& nudc cfng hoéa Zaive. Vio nhimng
ndmi960, nudc Nga da tim duge cich mang 1én khoi mét dat
mét phidn trit lwgng kim cuong khong 16 & duwéi nhitng ting
dat bj déng bing vinh ciu cia ving Siberi. Hién nay diy 1a
qudc gia san xuit d4 quy chat lugng cao hang dau thé gidi,
Trong khoang théi gian tir nim 1950 d&n 1985, tdng san lurgng
kim cuong trén todn thé gidi da ting tir 15 triéu dén 40 trigu
cara mdi ndm. Tiép d6, tir niim 1985 d&n 1996, con s nay da
ting hon gip 461, tGi trén 100 tridu cara. C thé néi ngiy nay
kim cuong 44 khéng con 13 ei1a hiém.
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Ching ta dd néi d&8n mét phia cda ding thitc - phia cung.
Vé phia cdu, nhu ¢iu ddi véi kim cwong cling 43 tr¢ nén 6n
dinh hon nhiu so v&i trude. N6 chi y&u chju anh hudng tir
chc y&u t8 v& dan s8, ching han nhw s8 ngudi két hoén hang
nim. V&i cung ngiy cang ting trong khi ¢iu vin tuong d6i én
dinh, vi sao gid kim cuong lai vin cao dén vay? C6 vé nhu
nghijch 1y nude - kim cudng con trd nén nghich d&i hon nira
trong thdi dai ngay nay so v6i thdi clia Adam Smith.

Chi ¢6 mdt 161 giai thich: dé 14 DeBeers. Cong ty Nam
Phi nay chiém vj th& déc quyén trén thi trudng kim cuong thé
gidi. Gan nhur tit ca kim cuong trén thé gidi déu duge ban qua
hé théng phan phdi clta DeBeers, duge biét dén vai tén goi T
chite Trung tdm Ban san phim. Thim chi cad Nga ciing cam két
ban 95% kim cuong ciia minh qua DeBeers.

Con nhidu diéu dang néi hon nita. DeBeers giit ngudn
cung. Hay nhé lai trudng hgp cua Nintendo khi hang nay cé
tinh khéng d4ap (tng du cic don dit hang cua cic nha ban 1é
vio nim 1988. V&i DeBeers thi nim nao ciing vay. Tap doan
nay chi té chic ban kim cwong 10 fin mdi ndm - 10 [an "ra
méat" theo cach ndi trong linh vire ndy - va chi chon ra 150
nha budn kim cuong d&€ mdi tham gia. DeBeers tir quyét dinh
mite cung c¢dp ma ho cho 14 phi hgp. Méi ngudi duge mai khi
&6 s& nhit 14y nhitmg vién d4 cudi trong mét chide hép dyng
giay binh thudng mau nu. Chi ¢ hojc 14y hofic bo vé, va cac
dai Iy kim cuong thudng déu nhit 1dy. Nhitng dai 1y ndo muu
tinh gay hai cho DeBeers bing céch tich trii, ddu co, hay

[}
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tham gia vao thi trugng chui s&€ khong bao gid hy vong duge
m&i d&n vao cac lan ra mit sau. Khong bao gid c6 chuyén
thi€u nhimg dai Iy mong muén cé duge mot chd cho minh
trong caAc budi ra mit do.

Cing véi viée kiém soat cung, DeBeers cling quan ly ca
c¢au. Ngudi ta danh gia kim cwrong rit cao boi vi ho cho ring
chiing rat khan hiém. Thye t€ thi chiing khong hi€m, nhung
ditu d6 khong c6 ¥ nghia gi ca. Digu quan trong 1a cic cam
nhén cho ring ching hi§m. Cam nhén vé sy him hoi da khién
cho kim cuong trd thanh sy lya chon Iy tugng cho nhan cudi,
di nhién 1 ¢6 mét chit hé trg thém tix cic chuong trinh quang
cho dai hoi cila DeBeers. Thyc t€1a nhin cu6i bang kim cuong
d3 tré thanh mdt "truyén thdng” méi & Nhat Ban. Nam 1967,
chi c6 mot trong s& 20 cip méi cudi trao nhan kim cuong. Bay
gi¢r diéu nay gan nhu la phd bién & nude nay.

DeBeers con sit dyng quang cio d€ nhdo ndn tro chol
theo cac cach khac nita. Ho muén nhimg ngudi mua Kim
curong sé giir chiing mai mai. Pidu nay ngin can sy canh tranh
tir thi trudng thit cAp. DE ngudi ta khong ban kim cuong di,
DeBeers d3 dira ra mot chién dich van dong c6 tiéu dé "Kim
cwrong vinh citu”. D€ phan ing lai vige nude Nga gia ting xuit
khiu kim cuong hang trung binh, DeBeers dé tung ra "Chiéc
nhan vinh citu” d€ ting trong cic ngay 18 ¢6 gin nhimg hat
kim cuong bac trung do.

Tuy nhién, bat k& nhitng nd lyc cia minh, DeBeers van
khéng thé giit cho nhu cau ludn ludn di trudc ngudn cung



Gia tri gia tang

dang ting 1én nhanh chdng, Vi vay, 4€ gilt cho kim cuong tiép
tuc khan hiém, DeBeer di phai tich trit ngady cang nhiéu da
quy trong cic kho clia minh. Trong khi DeBeer d3 ban ra mét
lugng kim cuong véi gia tri ky lue 14 2,5 ty USD chi trong nira
dau ndm 1994 thi cho dén thang 6 nim 36, tén kho cna tip
doan nay da 1én tdi 4 ty USD, gip d6i mitc cua trude 36 mét
thép ky.

Ngin khé nwéc Nga cling tich trit mét lugng 16n kim
cuong, udc chiing trj gia it nhit khoang 4 ty USD nita. Do sy
mét én dinh vé chinh tri cta Nga trong giai doan vira qua,
lirgng kim cuong trong kho nay tré thanh miéng moi ngon va
nhitmg vién da quy da bj tudn ra thj truéng mét cach bat hgp
phép. D€ dap lai DeBeer di phai cat giam lugng cung cua
minh hon nira chi € gii cho gia khéng d6i. Day khong phai la
Ian déu tién trong lich sir DeBeer phai 461 mat v&i mét thach
thite nghiém trong nhir vay.,

DeBeer va ngudi Nga ¢6 ciung chung lgi ich trong viée
ki€m soit ngudn cung. Mic di [dn nay ho ¢6 thé thanh cong
nhung chic chin s& ngay cing khé khin hon d€ giit cho kim
cuong ti€p tyc khan hiém trong béi canh ngudn tai nguyén
thién nhién duge khai thac ngay cing nhigu hon. Kim cuong
c6 thé 1a vinh citu, nhung nghich 1y cuia Adam Smith c6 thé
dimg vitng duge bao 1du nira?

Viée giai thich nghjch Iy nudc - kim cuong hién dai da
wvirgt Ta ngoai gigi han cung va c¢iu. Dd 1a clu chuyén vé mjt
ngudi chu s¢ hitu ngudn cung va ¢6 kha nang kiém soat ng. Dé
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thay dugce tAm quan trong cia quyén s& hitu va kha nang kiém
s0at, hay hinh dung ra mét lic nao d6 tit ca nudc trén the gidi
ndy déu dugc sd¢ hitu va ki€m soat bdi mot ngudi, mot
DeBeers - nude. Bén canh né khi d6, DeBeers - kim citong sé
khéng khac gi mét giot nude trong bién ca.

Han ch€ cung?

Chung ta hdy 4p dung bai hoc ciia Nintendo, NFL va
DeBeers vao m{t tinh huéng kinh doanh kha quen thuéde.
Ban phai d8i mit v&i nhu cdu ngay cang tdng 1én ddi vdi san
phdm cta ban. RG rang 1a ban phai cin thém ning lyc d€ san
xudt, nhung thém bao nhiéu 13 vita? Cac cudn sach gido khoa
vé khoa hoc quan Iy dé6ng khung van d8 nay nhu mét vin dé
vEé s cin bing: md ring qua it ban sé ¢6 thé méit doanh thu;
md rong qua nhidu va rit cude ban s8 phai tra tién cho phin
ning liye san xuit khdng ding dén. Viéc mé rong mot cich
81 vu s& giam thiéu cic chi phi ¢ thé thiy trude clia hai sai
TAm nay.

Céc phan tich v& m¢& rfng nang lye san xuat trong sach
gido khoa gia dinh ring lgi nhufdn tir deanh thu 1a khéng d6i,
bat k& ¢6 sir thigu hyt hay dur thira. Day 1a mét gia dinh t6i. C6
mdt sy mit can d6i ldn gita hai tinh hudng. Thiéu mét it ning
lure san xudt v moéi khéach hang sé chi ¢6 rat it gid tri gia ting.
Thita mdt it nang lye va mdi khach hing s trd nén manh
khong kém gi ban. Lgi nhufn ctia ban s& 1on hon néu nhur ¢6
sy thigu hyt thay vi dur thira. M6t Tan nita d6 lai 13 trd choi
Quén bai. Chi cdn m¢t thay d6i nho, 1én hay xudng, trong s6



Gia tri gia téng 214

cac quan bai den 1a s& gay ra mét chénh léch 16n trong sd tién
ma Barry méc ca v&i cic sinh vién.

Suy nghi trén quan diém gi4 tri gia ting g¢i ¥ mdt sy cin
bing thién vé it hon thay vi nhiéu hon. Tha ring ban cé thé sai
Jam néu thém qua it nang lyc san xudt. Ning lyc du thira
mang theo mot chi phi rit Ion - theo nghia danh maét sirc
manh trong thuong lugng - ditu thudng hay bi bo qua.

Sy mét can d6i ddng ngac nhién gilra thiéu hyt va du
thira gitp giai thich nhimg chu kv lip di lip lai trong cac
nganh ¢bng nghiép 1 ché bién gidy dén hoéa chét, khach san,
san xudt vi mach, bat déng san va bao hi€m rii ro. Mt ngudi
md rong san xudt va bat chgt 1gi nhuén cua tat ca moi ngudi
déu dong loat syt giam. Chi ¢in thira mdt chdat ning lyc san
xudt ¢6 thé kéo lgi nhuin xudng dang k€. Sy sut giam lgi
nhuin din dén tinh trang tam ngimg md& rfng san xuit. Dong
thdi, nhu ciu van tiép tuc ting Ién, khién cho dan din ning
hte san xuft 1ai trd thanh khéng du. Thé manh quay trd lai vai
cic nha san xudt va ho lai bét dau c6 1ai. Mot ai d6 cam thiy
lac quan va lai m& réng qua mitc cin thiét, va ngay khi chi qua
thém mgt chiit it théi 14 chu ki trén lai bt ddu lp lai.

Cho dén nay, théng diép 1a: Hay than trong véi thira
cung. Tuy nhién, cling khdng nén than trong qua mirc. C6 mdt
s0 chi phi ngadm cua viéc thi€u cung ma ban phai tinh dén
trong ding thic ¢ia minh. B&i vi viée méat doanh thu hdém nay
¢6 thé din dén mait quan hé¢ va mét ca ngudn doanh thu trong
tugng lai nita. Sy thidu hyt c6 thé giy ra nhitng ddng co khong
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t5t. Khach hang khéng mua duge san phdm he mudn chic
chén sé khong hai long va nhitng ngudi mua duge cling sé byc
minh vi phai tra gid cao. Di nhién tac d§ng tang uy tin cna san
phim c6 thé b dap phan nao cho tic ddng tiéu cyc noi trén
nhu trugng hop clia Nintendo va cac vién kim cugng, nhung
khong nén cho ring tic dong nay 1a duong nhién.

Noéi mot cach ngin gon, viéc han ch€ cung tao ra mot 15
héng trén thi truéng va lim khach hang bat binh. D6 con la
141 mdi d& nhimg ké khac bude vao. Tham chi ngay ca cac
khach hang ban dang ban cho hg ciing sdn sang d6i d6i tac va
cho ban mot bai hoc. P6 13 1§ do vi sao trong dai han, ban
nén choi van bai clia Adam chir khdng phai cia Barry. Ban hy
sinh mét phian l¢i nhuin ngdy hom nay, nhung ban van git
duge cho cude choi tiép tyc. '
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Han ¢hé cung
Ly le xay
1. Giap ban gianh dwoc miéng banh to hon.
Cé thé tam téng gié tri clia ban.
Cé thé quang cao khdng mét tign cho ban.

2w N

Co6 thé khién khach hang budc phai mua nhirng
mat hang ban cham kbac cla ban cho dén khi
m3t hang khan hiém co trd lai.

Ly Ié chéng
1. Lam nhé chiéc banh lai, gidm doanh thu hién tai

cla ban.

2. C6 thé lam ban mét cac quan hé va anh hwdng
tiéu cyre dén doanh thu trong twong lai.

3. Tao ra nhirng ddng co khdng tét.

4. D& héng thj truémg, khuyén khich ngudi ngodi
nhay vao cudc.

Cho dén nay, chung ta vin gia dinh ring ban ¢6 mét gia
tri gia ting nao d6. Trong tAm nghién cttu & dy 13 1am thé nao
d€ han ché gia trj gia ting cha nhimg ngudi choi khac trong
trd chot Tét nhién ban khéng thé cho ring vide ban ¢é gia tri
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gia ting 13 duong nhién. Phin tiép sau diy s& xem xét cic cach
d& tao ra gia tri gia ting.

Gia trj gia tiing trong m{t th& gidi canh tranh

Trong mdt the gidi canh tranh, ban phat lam viéc cét
lite & ed duge gia tri gia ting. Lam viée cit lye 13 didu co
ban trong kinh deanh. Ban tim cich lam thé€ nao co duge
nhiimg san pham 6t hon, va ban xem xét xem 1am thé nao sw
duyng ngudn lyc mot cach hiéu qua hon. Ban ling nghe
khach hang cia minh d€ hoc cach lam cho san pham cua ban
hap din hon d6i véi ho. Ban thio luin véi cidc nha cung cidp
dé phat hién ra nhiing cach diéu hanh doanh nghiép hiéu
qua hon khéng nhitng cho ban ma cho ca h¢ nita. Ban dimg
vao vj tri cla khach hang va nha cung cip d&€ hifu duge
nhiing gi ho dang k¥ vong.

Tuy nhién, cufe d¢i khong don gian nhu viy. Ban cai
tién san pham va chi phi cua ban sé ting 1én. Nguge lai, néu
ban giam chi phi, ban sé lam anh hudng dén san phim cta
minh. Cé mét sy danh d5i giita chi phi va chit lugng. Ban ¢é
thé dat duge mite chi phi thap, hodc san pham chat lugng cao,
nhung khdng thé 14 ca hai thir d6.

Sy danh do6i

Mot cach @€ cai thién duge gid trj gia ting 13 thyc hién
viéc danh d6i (trade-off) m{t cach théng minh. Bi quyét ¢ day
la lam sao d€ chi ra thém chi 1 USD nhung khién khach hang
danh gia chat lugng duge cai tién nhd do 1 2 USD, Khi d6 ban
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¢b thé ting gia thém 1,5 USD va ca hai ngudi - ban va khéch
hang - sé cing thiang. Nguge lai, 1am thé nao d€ ban tigt kigm
duge 2 USD ma khéch hang lai nghi riing gia trj san phdm cia
ban chi bét di 1 USD so véi trude. Bing cich nay, ban ¢é thé
giam gia 1,5 USD va lai m¢t [4n nita tao ra tinh huéng cing
thing. Trong ca hai trudng hgp, ban da tao ra thém 1 USD gia
tri gia ting va chia d61 nd cung v8i khach hang cia ban.

D€ tim ra sy danh d6i nay, ban lai phai rdi khoi doanh
nghiép ctia minh nhu mei khi. Ban ¢dn phai théch thite nhitng
gia thiét cil vé cach thite ban dang hoat ddng kinh doanh hay
nhv trong trudng hgp cia TWA dudi day thi 1a nhitng gia thiét
cll va rit khoéng dé chiu.

Bay tién nghi va Cozzi'

Nim 1993, TWA bj budc phai cai t6. Hang hang khéng
nay dang trong tinh trang c6 thé so sdnh v&i syt bd nhao cha
may bay. Khach hang tir bo hing. TWA dimg & dudi ciung
trong bang x&p hang tiéu dung bdi mic lgi nhuédn rat déng lo
ngai. Tinh thin cia nhén vién gin nhy khong c6. Va hdng chi
con véu ven 10 triéu USD tién mit trong két.

Bob Cozzi, Phé Tong Gidm ddc phy trach marketing da
nhin thdy 161 thoat. Ong d& nghj bo bét tir 10 dén 40 ghé trén

1. Tac gia chdi chit vi Cozzi 14 tén nhin vat chinh ctia ciu chuyén,
dong thdi phat Am gin gidng v&i cozy ti€ng Anh c6 nghia 14 sy
tién lgi (ND).
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midi chi€c may bay va din cac hang ghé& cdn lai cho khach hing
c6 thé dudi chin mét cich thoai méai hon. Theo Cozzi: "Chiing
161 s€ mao hiém chi 1 triéu USD trong két dé bé bat cic ghé,
codn g triéu con lai 14 &€ xic tign viée d6." P6 14 mot van choi
"dugce dn ci ngid vé khong".

Cozzi da x0c ti€n quang cdo vé cic chd ngdi thuin tién,
duge goi 14 Hang ghé Tién nghi vi dong théng diép "WA -
dudrng bay thoai mai nhit". Cic gh& Hang Tién nghi cho phép
dudi chan thém 3 inch nita, mét sy ting ding ké so vdi khoang
cich tiéu chuan gilta cac hang ghé& 14 tir 30 dén 32 inch. Trong
khi t&t ca cac hang hang khéng khic chi d€ khoang cach dudi
chén 1on hon cho cic gh& hang nhit va hang doanh nhén, duy
nhit TWA ting khoang cidch dudi chin cho cic hang gh& hanh
khich hang thudmg. Mice di vy vin con nhiéu ngudi 1o ra
hoai nghi. Nhitng ngu&i quan sat thiéu thién cam va dge dja
cdn s0 sanh sang kién nay vGi viée sip x&p lai nhitng chiéc gh€&
d&u trén con tau Titanic.

Su hoai nghi nay thuc ra 3 khong c6 co s&. Sy hai 1ong
cua khach hang ting lén va tinh thén cta nhan vién ciling viy.
Chi trong vong 6 thang, TWA di viron 1én tir vj tri cudi ciing
1én vj tri hang dau, tit ca chi nhé viée kéo dai khoang cach
dudi chin giita cic gh& ngdi. TWA da timg bj xép hang dudi
trung binh trong sau tiéu chi (trén téng cdng bay tiéu chi danh
gia), d6 la: dang gid, ndi thit may bay, tién nghi trén chuyén
bay, thai gian biéu, thai d§ phuc vy, thi tyc tai ¢ong vao va
dich vy sau bay. Tuy nhién, thanh tich ciia hing trong tiéu chi
cudi cling - tiéu chi vé sy thoai méai khi ngdi trén may bay thi
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vugt troi hin so véi cac hing hang khong khace. Cong ty nghién
ctu thi trudmg J.D. Power d3 duwa TWA lén vij tri 13 hdang vén
tai hang dau cho cac chuyén bay ndi dia va hang thir hai cho
cac chuyén bay ngan.

Tat ca nhitng cai dé da gitp 1ap ddy chd trén cdc may bay
ctia TWA. Cozzi tinh todn réing mdi chd hang kinh t& (hang
thudmng) trén méy bay bay gid dang gia 8o triéu USD mdi ndm.
Quan trong khong kém 1 ngay cang c6 nhiéu khach hang bay
trén cic chuyén bay cia TWA. Néu céng ty khong cho phép
nthan vién cta minh di hang doanh nhin thi hang tién nghi
ctla TWA la sy Iya chon t8t nhat tiép sau dd. Dén cudi nam
1993, lgi nhuan thu vé trung binh trén méi ghé€ cia TWA da
ting 30% - gdp d6i con 5§ clia toan nganh.

Hang ghé& Tién nghi 12 mt cich khén ngean va c6 hidu qua
vé& miit chi phi d&i v TWA d€ ting chit hugng dich vy ciia minh,
Chi phi thyc t& cvia viée bd di mét s§ ghé 1a phan doanh thu bi
mét 1Y cac hanh khach ¢6 thé mua cac chd d6. Nhnmg néu may
bay khéng kin ché thi chi phi bd bét mdt vai chd ngdi 1a rat nho
trong khi ¢6 the tao ra sy thoai mai 1én cho khach hang,

Trong tinh hudng nay TWA 43 thang va khach hang
ctia ho cling thing. V&i chit lugng dich vy tdt hon, TWA da
dtmg trén cic dBi tha canh tranh. Liéu diéu nay cé nghia la
cic hing hang khdng khéc s bj 16 hay khong? Khong nhat
thi€t. Néu & khia canh TWA di 161 kéo duge hanh khich tir
cac hing khac sang phia minh thi dfing, tuy nhién & day

L

con ¢ mGt yéu td "cung thing” khac. TWA khéng cé ¥ dinh



Ly thuyét trd choi trong kinh doanh 001

bit ddu mgt cude canh tranh vé gia. Vi sé ghé ngdi it hon
va s8 ghé troéng cling it hon, ching ¢d gi khién TWA phai
giam gid. Trén thye t&€, bai vi khach hang sin sang tra tién
nhiéu hon @€ c¢6 duge dich vy t6t hon caa TWA, hiang nay
tham chi con ¢6 co héi d€ tdng gia. Cic hing hang khéng
khac duge 1gi vi TWA gid d4y khéng con bi 4p le d€ canh
tranh bing gia nira.

Digu gi s& xay ra néu céc hing khic ciing bit churge ap
dung chién luge nady? Liéu didu d6 cé6 1am vé hiéu hoa
nhimg nd lye cia TWA hay khong? Khong. Néu cac hing
khac di theo TWA, niang suit déi du sé bj loai bo han khoi
nganh céng nghiép hang khéng vén dang phién mudn bai
thira nang sudt. Hanh khéch s& ¢6 ché d& dudi chin thoai
méi, con cac hang sé 6 it chd tréng trén may bay hon va
khong ai cin phai khoi ngoi cde cudc chién tranh gia ca.
Cozzi da tim duge cach d€ dua ca nganh c6ng nghiép hang
khong ra khoi cac cufe chién gid ca nhim ty vé van luén
dién ra mdi khi cic hang hing khéng ¢6 ging lap diy cac
khoang hinh khach. C6 thé néi day 1a chién luge kinh
doanh mang lai hiéu qua Ién nhat.

Tuy nhién, thye t&€ cho thdy héa ra 1a hau hét cic hang
hang khéng khac déu khdng hoc theo sing kién caa TWA. Ho
quan tam dén cai goi 1 "hiéu ‘g chiéu th{ Sdu”. Vao cac thdi
glan cao diém, dic biét 14 cac budi chiéu thir Su, cic may bay
déu chat nich. Vao nhiing thdi diém nhir vy, hiing ndo bé ghé
héang d6 sé phai chiu chi phi. C4c hiang hang khéng khac
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quyét dinh giit nguyén sé ghé& ngoi, mic du vao thoi gian con
lai trong tuan chiing déu tréng, 4 c6 thé sir dung chang vao
lGc cao diém. Digu ma céc hing nay bo qua i viée bo bt ghe
ngdi da lam thay d8i trd choi subt thai gian con lai trong
taan. Mot hing hang khéng cé it gh€ tréng hon, mic du 46 1a
do mét s6 gh& da bj d& bé di ciing ¢ it dfng co d€ giam gia
hon. Lgi ich tir mét mirc gia cao ¢6 thé hon rat nhiéu so voi
doanh thu tir mot vai chd ngdi chi vao chiéu ngay thir Sau. RS
rang cde hing hang khéng khac d3 khong nhin thdy duge
diéu niy theo cach d6.

Thute t& TWA da quén mit logic ciia chinh minh va gén
nhu sugt bo Hang gh€ Tién nghi di sau do. Chién luge da hét
sttc thanh c6ng trong viée 1dp day cie méy bay, dé€n ndi cac
chd danh d€ dubi chén lai bat dau cd vé 1a mot sy xa xi. NAm
1994, ban quan 1§ m&i nham chite da quyét dinh réng viéc
ting thém tinh ti¢n nghi khong thé bign minh cho chi phi va
quén mit ring do ddu ma hién gi¢ cAc may bay lai duge 1ap
day nhr thé. Nhu Cozzi d3 md ta: "Hang Tién nghi qua thanh
cdng d&n mite ban ldnh dao m&i dd quyét dinh giét chét n6.”
Céc nhén vién d3 phan d6i quyét liét d€ bao vé cho Hang gh&
Tién nghi. Trén 300 ban fax 43 dugc gii d&n hang d€ d8 nghj
giir lai hang nay.

Cozzi xin théi viée vi bat ddng v&i cac k& hoach clia ban
quéan 1y m&i. Cubi cung thi ban lanh dao d3 phai rat lui vao
thang 4 nim 1994, Hang ghé Tién nghi lai dugc st dyng trd lai
thay vi loai b6 nd. Chi cé cac may bay ding riéng cho céc dip
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nghi he d& dap Umg nhu ciu ting nhanh giai dogn nay méi
dit trd lai cdc gh& ngdi. Mia thu nidm 1994, Hang ghé Tién
nghi ¢4 hoan todn quay trd lai trén cic chuyén bay néi dia
ctta TWA. Vin con 1a chuta mudn d€ cic hing khac dua ra céc
phuong an tién nghi riéng clia minh.

Hang gh& Tién nghi khong phai 12 mét sy ddnh d6i
ngang ngira. D6 1a mft sang kién tuyét diéu. Dich vy chat
hrgng cao duge dinh d6i v6i chi phi ting khong dang ké.
Théng thudmg, tang chit lugng 13 t6n kém. Vi sau d6 14 ban
khéng th€ chic chan ring moi ngudi déu sin long tra gia cao
hon du d& bu dip cho cée chi phi ting 1én. Nhitng ngudi khac
nhau ¢6 thé danh gia rat khac nhau vé chat lugng. Khéng thé
tranh khoi mét s& ngudi s& danh gia viéc cai thién chat lugng
khéng béng chi phi ting 1én do d6. Mt s& khdc lai sin sang
tra cac hon hén cho nhimg cai thién nho trong chét lugng,
Ban chi ra 1 USD dg cat thién chat lugng san phdm. Mot s6
nguoi sé san sang trd thém 10 USD, mét s6 khac chi 14 2 USD,
va cling ¢6 nhiing ngudi chi sin long tra thém 50 cent. Digu
nay khién cho viéc dinh d6i tré nén phirc tap hon cho viée
quan ly. Co thé goi dy 14 trd choi véi cac con s6.

Tét cd moi ngudi déu cdng nhin ring di may bay siéu
thanh Concorde thi t6t hon. Tﬁy nhién, chi phi d€ vin hanh
no la rat cao, trude hét bdi cong sudt clia né 1a rat han ché.
Khdng nhigu nguoi cdm thiy viée tigt kidm thém ba gi¢
dbng hd bay c6 th€ bién minh cho mite gid cao. Méi chide
Concorde chi c6 100 chd ngdi va ngay ca nhu viy thi ciing
rdt it khi kin ché. Tuy nhién, dieu d6 hoan toan khéng cé



Gia tri gia tdng

224

nghia rang bay may bay Concorde ia khéng cé ¥ nghia vé
mit kinh t& M6t chiéc may bay siéu thanh 16n hon, véi chi
phi thadp hon va nhd d6 gia vé cling ré hon, sé 161 cuén duge
khéach hang va c6 thé ¢6 14i. Nguge vé nhitng nim 1960 khi
ngudi ta thiét ké ra Concorde, mét chi€c may bay siéu thanh
1én hon vé mit k¥ thuét 12 khéng thé 1am duge. Nhung ngay
nay, digu nay 14 hoan toan cé thé.

M3t bén kia cua ting chit lwgng sé 1a ti€t kiém chi phi.
Khi ban cd ging tiét kiém chi phi, cdc phan dng c6 thé s& rat
khac nhau. Nhidu ngudi sé khong phan ddi néu chat lugng cé
thdp di chat it. Tuy nhién, nhitng ngudi khac ¢ thé s& danh
gia san phim clia ban thap di dang k& - d&i vdi ho, viée tigt
kiém chi phi 12 khong thé bu dip duge sy syt gidm vé chat
lwgng. Mot Tan nifa day lai 13 tro choi véi cac con s6.

Taco Bell va cong ty ban 1& quin 4o cia Anh
Marks&Spencer di choi dling trong trd choi vdi cae con s6 nay.
Ban c6 thé mua duge thye pham Mexico chét lugng t6t hon thye
phdm cua Taco Bell va c6 thé mua duge quan 4o chit hegng cao
hon quin 4o cia Marks&Spencer. Tuy nhién, chat lugng cao
hon di kém v§i gid cao hon ma hau hét moi ngudi déu khong
mudn. Taco Bell va Marks&Spencer dd bo qua mét sd khach
hang nhung bu lai ¢6 duge rat nhiéu khach hang khac. Trén thye
t&, Taco Bell va Marks&Spencer dd ban nhimg hang hda dang
gia hon dong tién bo ra va khach hang sin long mua nhiing
hang héa d6.

Cdc vi dy vé Hang ghé& Tién nghi, v& Taco Bell va
Marks&Spencer déu cho thady mét sy danh ddi 16i thigu. Vai
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moét chi phi t6i thigu, TWA dia tao ra mét chat lugng tét hon
han. Nguge lai, chi v&i chat lugng thap hon chat it, Taco Bell
va Marks&Spencer di tiét kiém duge rat nhigu chi phi. Ly
tudng nhit 1a danh d6i cang it cing tt. Va trudng hgp it nhit
la chéng phai danh d6i gi ca.

Lgi ich kép

Trong khi sy ddnh d6i 12 mét cach d€ tao ra gia tri gia
tdng, s€ 1a to6t hon nita néu ban c6 thé vira ting chat lugng,
vira tiét kiém dugc chi phi. Két qua nhu vay duge goi 1a "1gi
ich kép" (trade-on). Liéu c6 ton tai cAc trudng hgp nhur vay
hay khéng? Di nhién 12 ¢6. Hiy nghi dén cudc cich mang
chat lugng. Ngudi ta hoe duge ring thiét k& lai cac quy
trinh san xuat - thay vi lam lai cac san pham héng - sé& cai
thi¢n duge chat lugng va tiét kiém chi phi déng thoi clng
mét lde. Nhu viy, ngudi ta nhin thiy ring chat lugng cao
chinh la chi phi thap.

Thiét lap vong tron khép kin hoan hao 13 mét con
dudng khic dan dén céc lgi ich kép. Ban san xudt ra mdt
san phdm t6t hon, ban d4u, chi phi cia ban ting nhanh hon
sy cam nhin cia moi ngudi vé chat lugng duge cai thién.
Tuy nhién, néu ban ¢ thé tiép tuc duy tri san xuit thi sé
cang ngay cang nhiéu khich hang tim d&n ban. Véi san
lugng 1dn hon, ban ¢6 thé hoat ddng hiéu qua hon. Sy danh
da6i giita chdt lugng va chi phi dan dan tré nén cé lgi hon
cho ban. Béy gid ban ¢6 thé kifm duge nhiéu tidgn hon so vai
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ldc ban d4u. Ban c6é thé dau tu thém nita d€ cai tién san
phim, giam gia, hodc lam ca hai diéu nay. Ban s& tiép tuc ¢d
thém nhiéu khach hang v sé& ¢6 ning sudt cao hon. Chiée
vong hoan hao dang lin di. V&i quy mé da 16n, chi phi cia
ban lai ¢6 thé gidam hon nita. Khi @6 ban da@ chuyén sy danh
d6i (trade-off) thanh mt 1gi ich kép.

Trong nhitng cudc tranh cii hién nay v& vin dé bao vé
mdi trudng, ngudi ta thudng cho ring c6 mjt sy danh ddi
khéng thé tranh khoi. C6 thé c¢6 nhimg sin phdm sach hon,
xanh hon, song d€ d4i lai ¢dn phai chip nhin chat lugng kém
hon va chi phi cao hon. Thyc ra khong han nhu vdy. Gido su
Michael Porter cna truéng Kinh doanh Harvard va dong sy
ctia &ng 13 Claas van de Linde, Gido su quan Iy trudng Téng
hgp Galen (Thyy Si) da dan chimg bang tu liéu ring c6 thé ed
duge 1gi ich kép trong bae v& méi truvng. He da chi ra truong
hgp ciia nganh cdng nghiép tréng hoa tai HA Lan. D€ gidm sy
nhiém ddc trong d4t v cac mach nude ngdm, ngudi Ha Lan da
chuyén tir trong hoa ngodi tréi sang tréng trong céc Idng kinh
hién dai, & d6 thudc trir siu bénh va phin hda hoe chi phan
tan trong mdt hé théng dong kin. Méi trudng duge ki€ém soat
nhv vay cling gidm rii ro hea bj nhiém bénh va gitp ngudi
trong hoa cé thé tiét kiém thude trir sdu cling nhu phin bén
héa hoc. Bang cach chuyén hoa vio trong trong nha kinh, ho
da tim ra mét cach méi d& trong hoa véi chi phi thip hon. Sau
hét, nha kinh c6 thé gitp giam bot nhivng bién dfng trong
diéu kién sinh truéng va nhd dé ting chit lugng san pham.
Nhitng ngudi trong hoa Ha Lan nhur vy da vira bao vé mbi
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frudng, lai vira cai thién duge gia tri gia ting clia minh déng
thdi cling mét lae.

Phat hién ra cac co héi d€ ¢6 duge 1gi ich kép khong chi
don thuin 14 c¢éng viée k¥ thuit. Co hdi ¢6 & khip moi noi néu
ban chiu khé ra ngoai tim ki€m chiing. La nhimg tac gia hét
long véi cdng viée, ching t6i hiéu rat r sy cin thiét cla
nghién cttu tai thiye dia, va diéu nay din ching ta d&n vai Club
Med trong phin tiép theo day.

Ngu cung khach hang

Mic da khong ai than phién nhung qua thiyte cong vige &
Club Med 14 rit nidng nhoc. Mt ngiy cta hg bit ddun tir bita
sang vao lac 7his va thudng kéo dai tdi qui nira dém &€ choi
nhitng van béng chuyén, phyc vy & quiy rugu, nhim lai
nhiing bai tho hay mau chuyén khéi hai dé€ biéu dién vao chiéu
hém sau. Cic nhin vién ¢ diy déu phai ndi dugce vai thir tiéng
va lam viéc sau ngiy mdi tudn. Mic du vay, ciu lac bd ndy tra
luong cho nhan vién cua minh - cac gentils organisateurs® -
thép hon nhiéu so v&i mic trung binh trén thi trudng 461 vii
nhitng ngudi t6t nghiép dai hoe va biét nhiéu ngoai ngir. Chi
phi cho lao d¢ng chi bing 10% doanh thu, thdp hon me trung
binh trong nganh kinh doanh khach san.

1. Khimng nha t6 chire lich sy (ND).
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Cé phai la Club Med da tuyén dyng toan ciac nhan vién
hang bét? Khéng heé. Doanh s¢ va mic ting truéng & day da
tao ra khoang 2.000 viéc lam mdi ndm, trong khi c6 dén
35.000 hé so xin viéc. Club Med thu hit nhitng ngudi ma
ddi v&i ho tién khong quan trong. Chi ¢é nhimg ngudi thye
sy yéu thich cdu lac b6 ndy mdi xin vao diy lam vide. Club
Med tham chi con tuyén nhin vién trong s6 cac khach hang
cia minh va vi viy ma nhén vién clia hg thire sy vé nhiéu
mit cling khéng khéc gi cdc khach hang. Va moi ngudi déu
cam thiy hai long,.

Béng céch tiét kiém chi phi lao dfng, Club Med da dat
duge mye dich 14 eling ¢d sy 161 cuén cia minh d6i vai khach
hang. D6 1a mét lgi ich kép.

Club Med con giam dugc chi phi bing cach t6 chite giai
tri cho cic khach coa minh ngay bén trong khudn vién clia
khu nghi mat. Cé rat nhiéu hoat d¢ng giai tri lién tuc dién
ra: cac 1gp day tip th€ thao trén xa treo, ludt van budm, cac
budi trinh dién hang chidu bdi cac gentils arganisateurs -
khach hang chiing c6 1y do gi d&€ bo di kham pha cac noi khac
trén ddo. Cic chuyén di thdm quan thye dja néu c6 thudng
rat dit. Mgt phin trong cic chuong trinh cia ciu lac b§ nay
la danh thai gian d€ khach hang giai tri ciing nhau, Néu nhu
c6 mdt vai ngudi di ra ngoai thdm dao thi nhitng ngudi con
lai s€ kém vui hon.

Viée hudng cac hoat d¢ng vao bén trong khudn vién
ciing gitp lam ting tén tudi cia ciu lac bd. An tugng ré nét
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nhit chi phdi & diy 14 nhitng ngudi d&i nghi & Club Med déu
dén thing véi Club Med chi khéng phai chi ré qua trén
dudng di Martinique hay dao Thién Dudng. Tt ca nhitng gi
1a trai nghiém & Club Med déu chi & xung quanh chinh cu
lac b$ nay chir khéng phai 13 ca hon ddo noi dit can lac bé.

Cac co s& tign nghi ¢ Club Med kha don gian. Phong
nghi thye hién chite ning ciia né mét cach hodn hao - mot sé
ngudi ¢é the ndi 1a thanh dam, s& khéace c6 thé néi la xa hoa. O
day khéng cb dién thoal, ddng hd, may thu hinh, bdo chi, thim
chi khong cé ca gidy viét. Kién tric duge thiét k& dat muc dich
dé kéo ngudi nghi héa vao cung nhitng khoang khéng gian
chung bén ngoedi. Bidu nay thic diy cic trai nghiém mang tinh
cong ddng. Mot [An nia, Club Med ¢4 giam chi phi ma van lam
tang sy 16i cudn clia minh.

Club Med di thué hau hét tit ca co ngoi cia minh. Tuy
nhién, v&i uy tin va co sd tién nghi don gian thi viée k¥ lai hgp
dong thué khi hét han khéng ¢6 gi dang ngai. Club Med luén
¢0 th& chuyén sang mdt ché khac ma vAn khdéng méat khach
hang hay phai thanh 1§ mét lugng 1én tai san. Gi4 tr} gia ting
hoadn toan thudc v& Club Med chir khéng phai ngudi chi dat
cho thué.

Club Med chinh la m{t vi dy cua trudng hgp "cang it
cang nhiéu". Chién Iugc chi phi thip d3 mang dén cho khich
hang sy hai long hon. LAm cho mei thit don gidn c6 nghia 12
tao ra mét san phim tét hon.
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Vay, ditu nguge lai ¢d the tao ra duge lgi ich kép hay
khéng? Liéu lam cho khach hang tré nén hai léng hon ¢6 dan
dén giam chi phi hay khéng? Chéc chin 14 ¢b. Sau day ia mot
ciu chuyén dé& dan chirng cho diéu d6.

Thi truwdng cho nha ti

Co quan lip phip bang Tenessee da két ludn rang viéc
d€ cho Céng ty tu nhin CCA (Céng ty Phuc h6i nhan phim
M%) digu hanh nha tit vira hiéu gqua hon lai vira ré hon so voi
nhitng nha ti do chinh co quan ndy digu hanh théng qua Uy
ban phuc h6i nhin pham cta bang,

Thuyre t€'1a ¢6 the diéu hanh mgt nha ti v&i chi phi ré hon
khong ¢ gi dang ngac nhién. Norval Morris, Gido su danh dy
vé luat va t6i pham hoc cta trudng Téng hgp Chicago da ndi:
"Ro rang 1& cic anh ¢ thé dé dang xiy dyng cac nguc i va
ném céc ti nhan vao 46, sau d6 ném thirc in vao cho ho va
nhitng diéu d6 ching tdn may tién. Van dé & dédy la cac anh
phuc vy ho nhir thé nao?”

Mot &i€m thi vi 14 CCA d3 thanh c¢Ong trong viée giam chi
phi, d6ng thdi van ¢6 thé diéu hanh nha th t6t hon. CCA chi d6i
bang Tenessee tra 35,18 USD mét ngay cho méi tti nhan trong
khi & céc nha ti cia nha nuée chi phi 1a 35,76 USD. C6 thé d6
khéng phai 14 chénh 1&ch 16n nhung hdy nhé ring CCA con thu
duge lgi nhuan kha cao ngay trén mirc gia thip nhu viy. Ndm
1994, lgi nhuan so v&i doanh thu cta CCA trung binh 14 7,2%
461 véi tat ca 45 nha th do céng ty didu hanh. Nbi vé chit lugng,
Uy ban djc biét clla ¢¢ quan 13p phap bang Tenessee dd danh
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gi4 c4c nha ti ciia CCA hon hén cic nhi 1 cila nha nude. O cic
nha ta caa CCA co rit it nguoi bo trén cling nhu ti nhén tin
cong ngudi khae, dong thdi dich vu y 1€ t6t hon, cic chirong
trinh gido duc va viée lam ciing duge danh gia cao hon.

Ngay ca cdc nhin xét trong ndi b cling rit tich cye.
Phillips, 25 tudi, bj til 10 nim vi téi trdm cAp cé vii khi danh
gia nha tl cua CCA 14 nhd td tot nhat trong s6 sdu nha til ma
anh ta timg ¢: "0 day sach s& hon, ¢6 thé chon nhigu mén in
han, cac cai ngyc kién nhan hon va s&n sang danh théi gian
cho ching t6i." Mgt ti nhén khéc, laments Samuel Mitchell,
21 tudi, di t vi t§i dn trém, da ting & nha ta cua CCA va da
xin chuy&n sang mdt trong cic nha ti do nha nuéde quan ly dé
duge gin anh trai minh, cfing tiéc ré néi: "Dang 1€ tdi khéng
bao gi& nén bo di khoi nei d6.”

CCA da lam dugc diéu d6 nhu thé nao? Chi phi Ién
nhit d& diéu hanh nha ti chinh 12 luong cho cic cai ngue. O
cac nha ta do nha nuée guan Iy, 25% téng ngan sach chi tiéu
cua nha tii 13 d€ tra cho viéc phai iam thém ngoai gid. Bac si
Crants, nguoi sang l4p va 1a Chu tich CCA da giai thich digu
ndy nhu sau: néu nhw nha t 14 noi khdng an toan va gay e
ché, cac cai ngyc sé& khéng mudn di lam va ho s& 18y ¢é xin
nghi 8m. Nhitng cai nguc khac phai lam thém gi¢ va chinh
diéu ndy lam ting chi phi nhan c6ng. Theo Crants: "Tat c4
chi 13 1am th&€ nao cho nhiing cin b$ phyc hdi nhin phim
nghi rang hg dang dén lam viéc ¢ mt noi dé chju. Hon nira,
khong cin phai ¢é qua nhiéu ngusi canh chimg ti nhéan,
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thay vao dd, hiy té chic cho ti nhin thém nhigu chuong
trinh d€ khién ho luén bén rén voi ¢dng viéc. Ddng thoi
cling nén sgn cac birc tudng va tréong nhidu c¢d xanh € tao
ra mdt mbi trudng dep mat."

Sau hét, rd rang ld phuong phip giam giir ti nhin vao
nguyc t61 khong phai 1a phuong phap ré tién nhat.

Céc nha ti tu nhan dang la mét hién tugng ngay cang
phé bign. Ching t6i ngd rang rit nhidu cdc hoat déng cbng
cdng khac ciing ¢6 thé mang lai chét lugng cao hon trong khi
van tiét kiém duge chi phi. Bat ky linh vife ndo clia nén kinh t&
ma trude day cac lye lugng thi trudng chira t6n tai déu c6 thé
14 nhitng ngi € tim ki€m nhimg lgi ich kép.

Tao ra gia tri gia ting
Panh doi
1. Tang sb tidn khich hang sin 1dng tra [én cao hon
chi phi bd thém vao dé c6 dwoce sy ting gid ds.
2. Gidm chi phi nhing khdng 1am gidm sy sbt séng
cla khach hang trd ciing mét sé tién nhu trwdc.
L¢i ich kép
1. Gidm chi phi theo cach c6 thé giip ban ¢6 san
phém tét hon.

2. Cung cép nhiing san phdm tét hon theo cach cb thd
gitip ban giam chi phi.
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Gia trj gia tang cua quan hé

Ban dang c¢& ging hét sitc 88 tim cach cung ¢ip nhitng sdn
ph&m chit lugng cao hon véi chi phi thip hon. Cac d6i thu cua
ban ciing 1am nhu viy. D6 la ban chét fy nhién cua canh tranh.
Néu nhu c6 nhiéu ngudi khac cling lam duge nhitng gi ban lam
thi ban s& khéng thé c6 gia trj gia tAng dang ké.

Mét khi ban ¢6 it gia tri gia ting, ban khong thé duy {ri
duge mire 1ai cao trén chi phi bd ra. Ban khong kiém duge
nhiéu tién. Tham chi con t& hon néu ban ¢6 ty 1€ chi phi c6
dinh cao va chi phi bién thién thap. Khi d6, ban khé c6 thé bt
dap duge cho cAc chi phi ¢& dinh va trong truéng h¢p nay ban
cd thé bj 16 ning.

Cic vi dy v& nhitng nganh kinh doanh ¢6 chi phi ¢6 dinh
cao co thé d& dang ké ra & day: 46 1a céc hiing hang khéng, cac
dai 1y cho thué xe hai, cic ciu lac bd siic khoe, khach san va
nha hang. Nhiéu nganh san xuit hang héa - nhom, héa chat,
loc diu, gidy va nhiéu nganh khic nita - ciing déu c¢d nhimmg
triét 1y kinh doanh gin giéng nhau. Mau s¢ chung cia tat ca
doanh nghiép nay 14 hg déu phai vin hanh cic hoat ddng
kinh doanh cta minh khéng phy thudc phidu vao sé lugng
khach hang dén vdi he.

Diéu nay ban thin né khéng phai 1a vin dé. Mot s
doanh nghiép trong cic nganh k€& trén 1am &n kha hi¢u qua.
Chang han khach san Bén Mia trén dao Nevis chao mdi
nhitng chuyén nghi mét & viing bién Caribbean ddc dao, khich
san nay co gia trj gia ting rat cao. Tuy nhién, cac khach san
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trong thanh phd nhu Hilton, Hyatt, Marriott va Sheraton c¢é
thé tim th&y ¢ hidu hét cic thanh phé lén trén thé gidi lai c6
rét it thit € phan biét ho véi cic khach san cling loai khac.
Diéu nay dit ho vao mét vi thé y&u hon. Mdi khach san
trong s nay sé ¢d gia trj gia ting 16n khi thj trudng trd nén
chét chéi. Nhung khi thi trudng mé rdng va nhu ciu giam
xudng thi lgi nhuin syt hin.

Con cac hiang hang khéng, ho thudng & vao vi tri rat -
nhay cam. T4t nhién ciing ¢6 nhimg tuyén dudng bay ma dem
lai cho mét hing hang khéng riéng 1é gia trj gia ting rit 1on.
Chang han, néu ban muén bay thing d&n Minneapolis, ban
can phai di hing hang khéng Northwest. Gan nhu ban khéng
¢6 lya chon nao khac. Tuy nhién, hiu hét cic tuyén bay khac
déu c6 mot vai hing c6 thé thay thé nhau va sir khac biét vé
chat lugng 13 khong 16n. Thém vao d6, cong suit trong nganh
da vugt mic cdu mt cach déng k&, vai hdu hét chi phi 14 chi
phi ¢& dinh. T4t ca nhitng cai d6 giai thich rat rd tai sao cac
hang hing khong dang phai ddi mit véi mét thach thire lgi
nhuin 16n d&n mite nio.

Khi phai d8i mit véi thach thic lon, cic hang hing
khéng tré nén rit ning déng, sang tao trong viée tim ki€m giai
phap. Ho déu d3 hiéu tir lau ring sitc manh tir viée tao dyng
mdi quan hé vdi khach hang 14 mét trong nhimg cach tao ra
gid trj gia ting trong mot thj trudng day canh tranh. D6 chinh
14 diéu ma cac chuong trinh danh cho khéch bay thudng xuyén
nhdm d&n, nhir chiing ta s& thiy ngay sau day.
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Tao dyng long trung thanh

Mot cdu hoi tr] gisd 64.000 USD 13 1lam thé& nao d€ phiat
trién mdt moi quan hé t6t dep. Trong mot chitng myc nao 4
cac quan hé duge thiét 13p mot cach ty ddng. Sau khi hanh
khach mua vé ctia ban Iin diu, duong nhién nhimg [4n sau ho
s€ ¢ ddng co mua vé cla ban thay vi mua ciia d6i tha canh
tranh v@i ban. Diy chi don thuin 14 quan tinh. Sy quen biét
nudi du@ng sir hai long. Diéu nay sé tao cho ban mét gia trj gia
ting nao d6, tuy nhién &6 c6 thé vin la chua du.

Ban cé thé lam t6t hon thé, Ban c6 thé thic diy moi
quan hé khéng khit cia ban véi khach hang mét cach tich cye,
va tat nhién 14 v&i ca cac nha cung ¢dp clia ban nita. Tham chi
néu d6 khoéng phai 1a tinh yéu tir cai nhin diu tién thi ban vin
cd thé bién [an gip gd dau tién véi khich hang hay nha cung
c4p thanh ciu chuyén dai nhiéu tip.

Nhitng ngwdi duge bay mién phi

Nim 1981, nganh ¢éng nghiép hang khéng M¥ phai chju
mt sy x4o trén 1dn. Thi trudng van con dang duge didu chinh
g€ thich nghit v&i ty do héa. Lan séng nhitng d6i tha méi, cha
yéu 1a khong c6 gi ndi bit - nhur People Express - lam ting
thém c6ng suit clia toan nganh. Nhiing hang hiang khoéng da
¢d chd dimg tir ldu trép thi trudng nay phai canh tranh rit
quyét ligt d€ gianh khéich. Gii vé gidm manh. Cac hang hang
khéng phat hién ra ring cac khach hang to ra khéng trung
thanh vi ho ludn theo dudi mirc gia thap.
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it nhat trd chgi &3 13 nhir viy cho dén ngay 1 thang 5
nim 46, khi American Airlines tung ra mot chuong trinh danh
riéng cho cac hanh khach bay thudng xuyén véi hang c6 tén
goi 1a AAdvantage. Chuong trinh nay cho phép hanh khach ghi
diém trén mbi dam bay véi American, sau d6 d6i nhitng di€m
nay iy cic chuyén bay khéng mat tién dén Hawaii hodc mot
noi khée. Khoang cich bay cang 16n thi phin thudng cang
nhiéu, mo6i chuyén bay clia American Airlines di tao ra dfng
co 16n hon @61 hanh khach & tiép tuc bay v&i hing trong cac
chuyén bay sau. Khach hang cua American Airlines do véy da
tr¢ nén trung thanh véi hing. Cing véi sy hd trg cia cic tim
thé thanh vién, m{t chuong trinh may tinh 4€ theo dai quang
duong va mot vai chd ghé tréng, American Airlines da tao ra
long trung thanh trén mét bau tréi chit hep. Hon thé, chuong
trinh AAdvantage c6 gid tri nhat d6i véi nhitng khach hang
mang lai lgi nhudn nhiéu nhét cho hing, do 14 cac thuong gia
thudng xuyén phai di lai bing may bay.

AAdvantage d3a tao dung long trung thanh bing cach
dua ra giai thudng, day 1a mét ¥ tuong hay, boi vi né khong
qui ton kém. Chuong trinh danh cho nhitng khach bay
thudng xuyén rat hiéu qud vé miit chi phi. Bau la chi phi dot
v#i American Airlines khi ho ting khéng cic chuyén bay
mién phi? Chi mét it d6 trang miéng va mét chit nhién liéu -
téng cdng khoang 20 USD. Ciing nhv Hang gh€ Tién nghi,
TWA bét gh& d€ danh chd rfng hon cho hanh khach dudi
chin, American Airlines sit dyng cac gh# ding I¢ cling sé
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trong néu khodng ¢bd chuong trinh nay d& ting khoéng cho céac
khach hang trung thanh.

Di nhién, ciing ¢6 nhitng truedng hgp khdng sudn sé.
Trong s6 nhitng ngudi nhin duge chuyén di Hawaii mién
phi, m6t s& dang 18 sé tra tién dé€ di vi ho thife sir cin dén
d6. Trong cic trudng hgp nay, chi phi co héi clia American
Airlines s 14 1.000 USD chir khéng phai chi 20 USD. Hanh
khach tiét kiéem duge 1,000 USD 18 ra ho da tra, con
American Airlines thi mit t.o00 USD i& ra ho di thu duge.
Nhung ngay cd & day thi AAdvantage cling 43 mua duye sy
trung thanh - thye t& 13 1ong trung thanh dang gia dén
1.000 USD - tat nhién chi phi nay cting xtrng dang véi long
trung thanh ¢é dige,

Trén thyc t&, dai da s6 cic trudng hgp 1a khdng phéal nhu
v@y. Cic phian thudng duge trao cho nhitng ngudi tat 1hién la
rat vai khi duge mdt chuyén bay di Hawail mién phi nhung
néu phai bd ra 1.000 USD thi ho sé tha khong di nita. Ching
ta 1dp ludn nhw sau: Gia sir ngudi hanh khach d6 danh gia
chuy&n bay chi ¢6 500 USD, khi 46 American Airlines mua sy
trung thanh trj gia 500 USD v{i gid chi ¢6 20 USD - qua thyc
14 rat hiéu qua vé mit chi phi.

Tuy nhién, ¢6 hai diéu c¢in canh bao ¢ day. Trudc hét,
American Airlines cdn phai bdo ddm rang cac hanh khach di
mién phi khéng tranh ché cia nhitng hanh khach khac -
nhitng ngudi tra tién toan b cho chuyén bay. Néu cac vé
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mién phi khién cho nhiing ngudi sin long tra tién mua vé
khéng con chd ngdi béi vi may bay da day hanh khach thi
American Airlines s& lai mat 1.000 USD, Chinh vi vdy, hdng
phai han ché cac chuy&n mién phi bing cich han ché s6 chd
ngéi mién phi duge ting trén moi chuyén bay va dua ra
nhitng ngay khéng ap dung ch& d§ mién phi. Thir hai,
American Airlines cidn phai ngin chin viéc ban lai phén
thuéng. N&u khéng cidc vé mién phi sé roi vao tay nhiing
ngudi ding 1€ da san long tra tién d€ mua vé cua hang. Va
mdt [An nita thigt hai cia American Airlines sé ddng béng
1.000 USD.

Tat nhién khéich hang sé thich hon khi ¢é nhitng chuong
trinh wu dii che hanh khich bay thudng xuyén ma khéng ¢d
nhimg han ché& ké trén. Tal sao American Airlines khéng ling
nghe khach hang clia minh? Bdi vi khi d6 chi phi s& gin véi
1.000 USD hon 14 20 USD va sé khéng ¢ lgi khi t6 chite céc
chuong trinh nhir viy. Cac han ché d6 thyc sy khéng phai dit
ra d€ 1am cho khach hang mét vui, ching cédn thiét &€ chuong
trinh ¢ thé duge tiép tuc thyre hién.

Mot 8 nhd kinh t& tranh lnuén rang chuong trinh wu
dai khach bay thudng xuyén nhu viy khéng mang lai thém
gia tri gia ting. Paul Klemperer, Gido su trudng Dai hoc
Téng hgp Oxfort va Ivan Png, Gido su trudng UCLA 43
khing dinh trong bai bdo cta hg in trén t& Los Angeles
Times nhu sau: "Sy trung thanh cua khach héang dugce tao
dirng nén boi cdae chuweong trinh che khach bay thuong
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xuyén khbng... dvea trén sy hai long duge cling e& doi voi
nhitng gi khach hang thwe sy muén, khdc véi viée phat
trién cdc logi x& phong trung tinh hay chiée xe hoi thé thao
tiet kigm nang lwrgng hon."”

Ching t6i khong déng tinh v6i quan d¢iém d6. American
Airlines da tim thiy nhimg ngudn lyc khong duge sit dung hét
cong suit nhimg chiéc ghé tréng trén may bay va quyét dinh
str dung chiing theo cich hiéu qua han. Moi ngudi d&n Hawaii
dé nghi, néu khong cé chuong trinh ca American Airlines thi
ho s€ ching bao gid di dén d6. Bing cach nay, American
Airlines da 1am cho chiéc banh tré nén to hon va ting gia tri
gia ting ciia minh.

Lgi thé thude vé American Airlines. Tuy nhién, khong
¢0 cdi gi ¢ day ma cac hang hang khéng khéc lai khéng thé
bit chude.

Chia sé sy trung thanh

Chi sau hai tuin ké tir khi American Airlines gi&i thiéu
AAdvantage, United Airlines cfing tung ra mt chirong trinh
tugng tyr ¢o tén 1a Mileage Plus. Chi trong vong ba thing, tdt
ca cac hang hang khong khac déu ddng loat tung ra cac
chuong trinh riéng ctia minh, M3c di viy American Airlines
van tiép tyc din ddu vdi trén mot triéu thanh vién duge ghi
tén tinh dén cudi nim 1981.

Khéng phai ai cling c6 th€ bat chudc AAdvantage va
ciing thanh ¢6ng nhu vdy. American Airlines d3 &1 trudce



trong viée sit dung chuong trinh trén may tinh va diéu nay
tao ra mét lgi th€ canh tranh ldn khi van hanh chuong
trinh e¢tua minh. Céc hing hang khong nhé khéng cé kha
nang ty dong hoa sé€ thdy quan 1y chuong trinh kiu nay cyc
ky phite tap. D€ @€m céac ching bay, ho phai di thu thip cée
tdm thé duge chia ra cho nhin vién ddng & c6ng trudc khi
lén may bay.

Céc chuong trinh danh cho khich bay thudng xuyén da
ginp cic hiang hang khong 1on ¢6 duge mot igi the trude cac
hang dia phuong va cac hing méi thanh 13p. Véi cac chuyén
bay dat tién hon hg ¢ kha nidng ting mién phi cic chuyén bay
dén Hawaii, viing bién Caribbe hay cdc dja di€ém hap dan khac.
Céac hang dia phuong cd gang bl dap lai bing cach dira ra
nhitng phan thudng hiao phong han. Bén lugt minh, cac hang
16m ti8p tye cing ¢ tinh hip din trong cac chuong trinh cia
minh béng cich lap ra lién minh vdi cac hing quée t&.

Viéc AAdvantage bj sao chép nhanh nhw viy cé anh
hudng th€ nio d8n American Airlines? Dang la viée b4t chudc
d6 da 1am giam kha ning gidnh thém thj phin clla American
Airlines bdi hing nay khéng con 1i hing duy nhit dua ra
chugng trinh loai nay. T4t ca cic hdng hang khéng bay gis déu
dira ra nhitng san pham chéit lugng cao hon, vi viy sin choi d3
it nhidu trd lai can bing.

Tuy nhién, diéu nay khong c6 nghia la syt trung thanh sé
bi mit thdm chi ngay ¢ khi ¢6 rit nhiéu chuong trinh danh
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cho khach bay thuérmg xuyén khéc, bdi vi chi cdn khach hang
di mdt vai dim trén may bay ctia American Airlines, anh ta 43
c6 dong co A€ tiép tuc d&n v6i hing nay trong céc [an sau. Do
14 digu thye sy ky diéu cha cac chuong trinh danh cho khéch
bay thuéng xuyén. Thim chi ngay ca khi da bj sao chép, chiing
van ti&p tuc tao ra dong co cho syt trung thanh.

Bay gi¢ thi cac hang khic ciing ¢6 khach hang trung
thanh riéng cia minh gidng nhy American Airlines. Mt khi
mdi hang hang khéng d8u ¢4 mdt co s¢ hianh khach trung
thinh nhu vdy, viée gidnh thj phin bang gid thdp trd nén
kém hip din. Gia sit United Airlines giam gid d€ cd ging
gianh thém thj phan. LAm nhu vay sé it c6 hiéu qua bédi vi rat
khd cb thé 16i kéo duge cac khich bay thuong xuyén cua
American Airlines. Tugng ty néu United Airlines ting gia,
hing nay ciing khong mit di nhidu hanh khach, béi khach
cia ho khéng mudn bo phi nhimg ching bay da di véi
United Airlines.

Vé tong thé, gidm gia s€ it hiéu qua hon trong khi ting
gi4 lai it rii ro hon, Pidu nay dang v4i tat ¢ cac hing hang
khong. Giam gia chi thu hit thém rét it khach hang, trong khi
ting gia cting khéng 1am mat ding k& cic khach hang hién tai.
anh hudng cua long trung thanh dic biét rat manh trén thj
trudng cua cic chuyén bay cbng tic noi ¢6 nhiéu hanh khach
bay thudng xuyén nhit. B6 1a Iy do tai sao gia vé hang thudng
khong han ch& va hang doanh nhin luén &n dinh.
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Tuy vay, cac chugng trinh cho khach bay thudng xuyén
ciing c6 nhitng khi€m khuyét. Khich bay ¢d thé tham gia vao
nhiéu hon mét chutgng trinh. Diéu nay lam lodng hiéu qua cua
sy trung thanh. Mac du vay, vian c6 d¢ng co d€ tip trung s6
ddm bay chi v61 m¢t vai hang hang khong. Mgt phan thudng
cho khach di 40.000 ddm nhiéu hon hai phan thuéng cho
khich bay 20.000 dim, vi viy sé khéng c6 1gi néu rai déu
khoang cach bay v&i qua nhiéu hiing hang khdng. Mot yéu
di€m nita ¢ day 12 khi s§ ddm bay 43 dugc chuyén thanh phan
thudng, 1ong trung thanh cé the sé mét.

Ca hai diém y&u nay déu da duge sita chita biing viée cic
hing hang khong gidi thiéu cic chirong trinh thé Vang va Bach
kim cia minh. Cae chugng trinh khuyén méi th& hé thit hai
nay dua ra nhimg dic quyén VIP cho cic khach hang t6t nhat
cua hing. D€ ¢ duge thé Vang véi American Airlines ¢in phai
bay 25.000 dim médt ndm, thé Bach kim doi hoi phai bay
50.000 dim m@t ndm. United Airlines ¢6 hang dac biét 1-K
flier danh cho nhitng ngudi di trén 100.000 dim trong nim
vOi hang. B&i vi cae mirc néi trén 14 rat cao nén rat hiém khi c¢6
ngudi trd thanh thanh vién cda ci hai chuong trinh thé Vang
hay thé Bach kim. Nh& viy, anh hudng ciua sy trung thanh
khéng bi phat tan.

Mot khi cic khach hang di bay vugt cic miic ndi trén, ho
sé duge huong ddc cach 1én hang nhat khéng han ché, cic djch
vy dat chd ddc bi€t, ndng hang cho mjt ngudi di ciing va con
nhigu wu dai khac trong 12 thing tiép theo. Dy khéng phai 14
phan thudng mt [in, cho nén 1ong trung thanh khéng bj mai
mot. D€ sir dyung triét d€ cac lgi ich nay va @& duy tri sir s¢ hitu
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d6i v&i thé Vang hay Bach kim, cic hanh khach ¢4 moi Iy do
dé ti€ép tyc bay v4i cing mét hdng. Cac chuong trinh thé Vang
va Bach kim quan trong b&i ching 16i kéo nhitng khéach hang
gia tr] nhit dén v4i cac hing hang khéng: D6 1& nhimg ngudi
mua vé tra tién va thudng xuyén phai bay.

Ai thiang ai thua?

Cac chuwong trinh danh cho khach bay thudng xuyén tao
ra cic khach hang trung thanh va din dén tinh hudng ciing
thang d6i v4i cac hang hang khong. Cac chuong trinh nay 13
tinh hudng ¢4 di€n trong canh tranh hgp tac. bé 1a vi du minh
hoa cho diéu chiing té6i mudn ndi dén, ring d6i khi cach t6t
nhéat d& thanh c6ng la d€ cho nhitng ngudi khic cling thanh
cbng, k€& ca d8i tha canh tranh cua ban,

Con d6i véi khéch hang thi sao? Ho duge hudng chuyén
bay mién phi d&n Hawaii (d€ nghi ngoi), nhung phai tra thém
tién cho tat ca cic chuyén bay cdng vy dén Phildenphia. Nhu
viy, ¢ day 6 hai anh hwéng nguge chiéu. Nhitng ngudi di cic
chuyén bay vi myc dich céng vy cho rang ho c6 lgi bai vi sép
cua ho tra tién vé trong khi hg duge hudng s6 dim bay. Vay
lidu cd phai cac s&p 1a nhiing ngudi bi thiét? Khong nhit thigt
nhu vdy. Cac dim danh cho khich bay thudng xuyén 1a mét
cach rat t6t d€ cong ty co thé dén bil cho nhitng nhén vién
thudng xuyén phai di ¢ong tdc cia minh ma khéng phai chju
thém tién thué.

Thye ra, két cyc cing thing d6i v&i cic hang hang
khéng c6 vé 1a mau thuin d6i véi mét s§ ngudi. Ching han,
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Gido sy Max Bazerman ciia truong Quan ly Kellogg khang
dinh ring cic chuong trinh danh cho khach bay thudng xuyén
1a mét vi dy cua tro choi leo thang pha hoai lan nhau. C)ng chi
ra nhimg tinh tiét canh tranh khoc liét trong cude chién "gap
ba chiing dudng” nam 1987, khi American Airlines, tiép 46 1a
Delta va cufi ciing la tit ca cac hang hang khong déu tung ra
chuong trinh ting thém ba dim cho mdi ddm bay thyc t&.
Bazerrman quan sat thdy hiu qua la cac hanh khach c6 thé
tich u¥ tdi trén 1.000 ty ddm bay - mgt khoan ng tiém tang
khdéng 16 dGi vdi cdc hang hang khéng, Két ludn cua éng ¢ day
14: cac chuong trinh nay chi 14 trd choi ma két eyc 14 cling thua
d6i véi cac hing hang khéng ma théi.

Chiang t61 d6ng ¥ ring 1.000 ty dim bay qua thyc 14 rat
1én. Cac tinh toan dng chimg cho thiy ring d€ ting hét danh
sdch thi phai ¢dn c6 100.000 chuyén bay kh(t hoi kin chd trén
chiéc Boeing 747. Chi phi di nhién khéng thé so sanh v&i vai
mon trang miéng mién phi.

Tuy nhién, quan diém &6 thyc ra di qua phdéng dai chi
phi thyte. D€ tranh 14y mit chd cha cac khach hang mua vé,
cac hang hang khéng déu ¢é nhitng han ché&. Két qua la cb rit
nhidu dim bay khéng bao gid dung t&i. Tiép 46, cic hing nay
thay d6i mot s6 digu kién d¢€ ap dung chuong trinh: Cac dim
bay s€ mit gia tri néu khong dugce sir dung trong mdt khoang
thd&i gian nhat dinh; s6 ddm bay can thiét d€ gianh phén thudng
chuyén bay mién phi ciing ting dan. Thye t& 14 cic hing ndy cd
kha nhigu quyén d€ tyt do giam bot trach nhiém cia minh dén
mite ho ¢6 the quan Iy duge.
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Pung la cac chuong trinh danh cho khach bay thudng
xuyén tao ra mdt sy canh tranh giita cic hdng hang khéng
trong viée két nap thanh vién mdi. Cudce chién “ba dam” ndi
trén 12 mot vi dy. Pau tu ngay hdm nay dé tao ra sy trung
thanh ngdy mai 12 ximg dang, tuy nhién chi nén dén gi6i han
nao d6. S& 1a thidu khén ngoan néu mét hing cb ging bay
thit nhiéu A8 kiém thém nhiéu thanh vién hdn cho chuong
trinh ciia minh. Hing d6 nén d& cho cic hang khéc cling cb
khach hang trung thanh cia hg. Néu khéng, cic d6i thu canh
tranh s& con qué it d& mat, do vy ho s& c6 mei 1y do d€ giam
gia nham 16i kéo khach hang trg lai. Hay nhd dén hiéu Ong
nha kinh ma ching ta d3 mb ta trong chuong truge, dugi tiéu

‘& "Tam chi phi ngam ctia d&u gi4”. Quan trong la cic d6i thu
¢an phai c6 cai gi 6 4¢ mat néu nhu hg c6 ¥ dinh gay ra cufe
chién vé gid. Mét Mn nita hdy suy nghi trén tinh thén cta
canh tranh hgp tac.

Mic dit c6 nhitng nhuge diém nhung cac chfong trinh
danh cho khach bay thudng xuyén 1a mét y tudng rit doc dao.
Ching 1a nhimg chiéu tuyét voi d€ lam ting kich thudce chiéc
banh va dong thai tao ra cac khach hang trung thanh. Sy thye ia
d6i khi canh tranh dé gianh khach hang thanh vién c6 thé leo
thang ra ngoai tim kim soat. Tuy nhién, vé tong thé, chung t0i
cho rdng d6 1 trd choi cung thang - d6i voi cd American
Airlines, cac hiing hang khong khac ciing nhu hanh khéch, chua
néi d&&n nganh du lich caa Hawaii.

Cac chuong trinh danh cho khich bay thudng xuyén
con gilp vé ¥ tudng cho cac cong ty trong cac nganh kinh
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doanh khac vé xiy dung long trung thanh cua khiach hang
cho minh. Céc dai Iy cho thué xe hoi, nhitng céng ty phat
hanh thé tin dyng, khach san, c¢éng ty dién thoai duong dai
va nhiéu cong ty khac di xay dyng cac chuong trinh hgp tac
cung vdi cac hang hang khéng va ciing ting cho cac khich
hang cua minh mét s§ dim bay nao dé. Ching han nhu sy
hgp tac gitta Citibank vd American Airlines, gifta First
Chicago va United Airlines. Mdi dong tra phi trén thé tin
dung déu duge ting mét ddm bay. Céng ty dién thoai dudng
dai MCI ting ndm dim bay cho méi d6 la tién tra cho cude
g0i, ding ky vdi Sprint sé dirge ndm diim bay trén TWA. Cac
ddi tac trong chuong trinh d3 tra cho cic hing hiang khéng
mét khoan phi d€ ¢6 duge dic quyén nay, khodng 1 penny
cho méi djm. Cac héng hang khéng kiém duge khoang 2 ty
USD hang ndm tir tién phi cho cac chuong trinh hgp tac kidu
nay. Cac chuong trinh d6 16n d&€n ndi hién nay trén moét nira
s6 dim bay trong cic chuong trinh danh cho khach bay
thudng xuyén thyc ra 1a nhan duge duéi mit dat.

No6i 141 cam on

Cac chuong trinh danh cho khach bay thuong xuyén
dua ra mdt bai hoc quan trong d61 véi tit ca cac doanh
nghig¢p. Ban mudn néi 16i cam on vGi cae khdch hang trung
thanh ctua minh. Pdy 1a bufre ¢An thiét d€ x&y dyng mé&i quan
hé tdt dep. Ching téi nghi ridng chinh viéc noét 1o cdm on la
mét phin khong thé thi€u trong tao dung gia trj gia ting trén
mot thi trudng canh tranh.
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Hay ndi l&i cam on.
Tao ra s trung thanh béng cach ban thwdng cho didu d6.

Céc chuong trinh hgp tic nhu trén ciing 14 mdt cich dé
noi i cam on vai khach hang eta ban. Tuy nhién, ¢ thé ban
vin thich ¢6 m{t chuong trinh danh cho nhitng khach hang
trung thanh cia minh. Cac chudi khach san van thudng ting
cac khach hang thudng xuyén quyén duge dit ché dam bao,
quyén duge nang cip 1én cic phong sang trong han ¢ling nhu
nhiéu vu d3i khac. Cac dai Iy cho thué xe hoi, dudng sat, cic
séng bac va nhiéu doanh nghiép khac nita cling cd6 nhifng
chuong trinh tuwong ty. Quan di#m cua ching t6i cho ring trén
thye t€, bt kv doanh nghiép nio ciling nén xiy dyng cho minh
mét chuong trinh nhir vay.

Tat nhién, cidch nodi cam on véi khach hing 13 mt
nghé thugt. Kinh nghiém cila ching téi khi 1am vige v§i cac
doanh nghiép @& phat trién cic chuong trinh danh cho long
trung thanh cda khach hang d6i v&i ho 44 giap ching t6i cb
thé dwa ra mdt s8 chi dan vé cach néi cam on sao cho ¢d
hiéu qué nhAit.

1. N6i cam on bang hién vt chir khéng phai bang tién.
Cach cam on mang lai hiéu qua chi phi t&t nhit 14 thudng cho
khich hang bing hién vit chif khong phai bang tién. Hay hinh
dung néu hing hang khéng hita cho hianh khach mét phiéu
giam gia 500 USD d€ thuéng cho viéc anh ta da bay 40.000
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dém. Cic khich hang sé danh gia mén qui dé ding biang gia
{ri ma hang phai bo ra 3@ mua nd. D6 14 mét 131 cam an rit gia
tri, tuy nhién nd dat tién - mbi do la cim on s& khién hing
phai chi ra dang mdt d6 la. Mot cach khac @€ khién viée eam
on c0 hiéu qua vé mit chi phi 1a ting cho khach hang mét thit
ma anh ta danh gid ngang v&i 500 USD nhung lai tén it hon vé
phia hing d€ ting no. Cic hang hang khéng thye hién diéu
nay bang cich ding cic ghé trdng dé€ ting khéng cho cic
chuy@n bay mién phi.

Khi ban dung chinh sian phim clia minh d€ ting, né sé
ré hon so v6i gia tri cia né d6i vai khach hang. bHigu nay dic
bigt dlng trong trudng hgp ban dang thira céng suit. Ngay ca
khi ban khéng cho khong céc san phdm d6 ma ban véi gia wu
dai thi ciling van 1a mdt cich hi¢u qua dé n6i cam on bing hién
vit chir khong phai bing tién. Néu ban 1am ddng, viéc néi 11
cam on sé chang ton kém nhidu d6i vdi ban.,

Moi ngudi thudng hifu nguyén tac "hién vit thay vi
tién” nay rit rd trong mdt s§ trudng hgp, nhung lai quén
trong cac truong hgp khac. Ching han, mét céng ty bao hiém
thudng bdi thudng cho cac d6 vat bi mit bing chinh db vat
tuong ty chir khéng phai bang tién. Day 1a mét cich rat hiéu
qua. V4&i kinh nghiém va lgi thé riéng cua minh, cic cong ty
bao hiém thutdng thay th& cic d5 vat hong hoic bj mat bing
che do vit khac véi gia ré hon so véi gia c6 thé phai tra khach
hang. D&i véi chiing t6i, diéu nay ggi ¥ rdng cac cong ty bao
hiém cén phai ludn gilp cic khach hing ctia minh mua céc
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san phim m&i. D6 sé 1la mét cach hiéu qua 48 ting thudng
cho sir trung thanh. Ching han nhu céng ty bao hiém xe hoi
can gitp khach hang cia minh trong viéc mua céc xe hoi
mdi, mét chién luwge ma chang 161 d3 néi dén tir mét gbe nhin
khac trong chuong trude.

Ciing ¥ tudng do duge 4p dung trong cAc mdi quan hé
gitta cac doanh nghiép. Ban ¢4 thé ndi 161 cam on vdi khach
hang ctia minh bing céch gitip hp mua cac nguyén vit liéu véi
gia ré hon. Ban sir dung l¢i thé riéng hoic cac mdi quan hé cia
minh d€ giap lai cic khach hang cia ban. Du céc khach hang
cia ban 1a ngudi tiéu dung hay doanh nghiép, hiy tim cich d&
cam on ho bang hién vit.

2. Danh 1&i cdm on cao nhat cho cic khich hang trung
thanh. Nhiéu céng ty chio mdi nhitng wu dii t6t nhat danh
cho cac khach hang mdi. Khéng nén nhu viy. Ban ¢in d6i xur
theo each t6t nhat véi cic khach hang trung thanh.

56 hrgng khach hang mdi 1 nhitng con s8 chua ré rang.
Ban khong biét hg ¢6 thé mang lai bac nhiéu lgi nhuin cho
ban. Nhung ban biét vé cac khach hang hién tai ecua minh. Hay
chi ra diu 14 cic khach hang tét nhit va ¢f ging dimg bao gi&
d€ mat ho. Hay thudng cho hg d€ bao dam nhin duge long
trung thanh tir ho. Piéu nay gidng nhu viéc nhé g ting hoa
cho ngudi phy nir cia minh ngay ca sau khi ban d3 chuyén
tinh y&u thanh hén nhén.
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Cac hing dién thoai di dong cin phai thufe long thong
diép nay. Hién nay ning lye thira trong nganh nay 14 ddng ké
va cd the duge sit dung d€ tao ra that nhién khach hang trung
thanh hon. Ching han, hang c6 thé ting cic khach hang nay
nhimg budi t&i goi dién mién phi vao cac ngdy nghi, hay
nhitng cuc goi d€n mién phi theo ty 1¢ thuédn véi thdi gian sir
dung trong cac cudc goi di.

Mot s8 hang dién thoai di déng qua that c6 tdng mién
phi cic cude goi vio ngay nghi hay budi tdi nhung chi ting cho
cac khach hiang méi. Mt s khac lai giam gia d6i voi cac may
di dong k¥ thut s6 d&i mdi nhung ciing lai chi cho cie khach
hang m&i. Day 1 cich tiép cén rdt sai [am. Diéu nay chi
khuyén khich khich hang thay déi nhigu ian gifta cic hing
khéc nhau d€ ldy phin thudng kKhuyén mai va thye sy 1dm x6i
mon 1dng trung thanh, thay vi tao dyng nd.

Mot Tdn nifa, cic chuong trinh danh cho khach bay
thudng xuyén - dic biét 1a thé Vang va Bach kim da lam
ding. Cac khich hang t6t nhit ludén cin duge d6i xir theo
cich t6t nhét,

3. Hiy néi cam on theo céch ¢6 Igi cho hogt ddng kinh
doanh cua ban. Thudng thi cac doanh nghiép hay cho céc
khach hang tiém ning ctia minh ding thir san phdm. D6 1a
mot chién luge t&t 38 ting doanh thu. Nhung con t8t hon néu
ban ting cho cic khach hang trung thanh cac thé khach mdi
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mién phi va khuyén khich hg dua thém nhitng ngudi khac dén.
Cac cau lac bg sie khade thudng 1am diéu d6.

Ban ciing c6 thé thudng cho céc khach hang trung thanh
nhitng san phim cé thé khuyén khich chinh ho tiép tuc dén
mua hang coa ban. Chang han cac céng ty dién thoai dudng
dai c6 thé tang cac khach hang trung thanh dich vy thu kém
tin nhan v4i gia rdt ré. Vi cac thu nay thi khéng mét cude goi
nao 1a khéng duge thye hién. Nhar vy, céng ty s& khong bi méat
cg hoi ki€m tién chi vi ai d6 khéng & nha d& nhdc may. Tham
chi con hon thé, mdt ngudi nao dé sé phai quay dién thoai d€
nhan tin nhin vi co 1€ s€ gol mot ¢t dién thoai khac dé tra 161
hodc it nhat cling gii lai tin nhin tra 16i. Cing nhu thu kém
tin nhin giai quyét vAn dé khi khdng ¢ ngudi tra 161 cude goi,
djch vu ch& cuje goi giai quyét vin dé khi dién thoai goi d&n bj
ban. Cing nhiéu ¢d goi duge thyc hién thi cang nhiéu lgi
nhuén thu vé. Ching t6i nghi ring néu ban ting mién phi cho
cac khach hang trung thanh ba cach goi trén ban sé khuyén
khich h¢ sit dung dién thoai nhiéu hon.

4. bimg ndéi cdm on qua vdi nhung cing ding qua
mudn. Néu ban néi cAm on véi khach hang truée khi ban ¢d
di thdi gian &€ x4y dyng méi quan hé véi ngudi db thi sé
gidng nhu tra tién khuyén mai trude khi mua hang. Tuong ty,
néu ban d€ qua lau réi méi cam on thi ¥ nghia coa 1&1 cam on
s€ giam di rit nhiéu,
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5. Hay néi ring ban s& cam on. Mt chi tiét dugce thiét
k& rit khéo trong céc chuong trinh danh cho khach bay
thudng xuyén l1a chiing ndi v&i ban ngay tir ddu ring ban ¢6
thé tréng dgi mot 161 cam on gia tri d&n mite ndo. Ban cang
di nhiéu, ban s& cang nhin duge 1¢i cam on 1dn hon. Mot so
chuwong trinh khac thi 1&i cam on lai 1a sy bdt nga tha vi.
Chang han American Express mdi diy da gii cho mt ngudi
trong ching t6i mot phin thudng vi da 1a thanh vién cta ho
sudt trong muwdi nim lién. R4t dé chju, nhimg 13 digu bit
ngd. Ching t6i cling khéng biét ti€p theo liéu c6 nhimg
phan thuwong danh cho cac thanh vién 15 ndm hay 20 ndm
nita khéng.

Néu ban dy dinh néi cAm on, ban hiy théng bao digu do
cho khach hang @€ ho luén & bén canh ban chg dgi digu d6.
Ban khéng cin phai 1am dm 1 nhu ki€u t6 chitc mgt bita tiée
sinh nhét bat ngd cho khich hang. Ban c6 thé sé lai chinh 13
ngudi bi bit ngd néu nhu khich hang ciia ban khong dén dy
bita tiéc d6. Chi ¢an ndi v&#i ho ring ban ¢6 mdt mdn qua danh
cho hg v& sau, ditu nay khéng lam hong thién cam cua khach
hang d6i vai ban.

6. Hiy biét ring ban ¢6 thé phai canh tranh d€ gianh 1dy
sy trung thanh. N6i 161 cdm on véi kbach hang chinh 13 cach
khién hg trung thanh véi ban. T4t nhién ban ¢é thé phai canh
tranh v&i nhitng ngudi khac eling muén khach hang d6 trung
thanh véi ho.
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Mgt trong nhimg cich @€ canh tranh 13 giam gi4 thit
nhiéu nham thu hit cic khach hang méi. Van d& caa chién
luge nay 1a d6i thu canh tranh cing s& bi budc phai 1am nhur
vay, va mot s§ khach hang hién tai cna ban c¢é thé sé bo di
trude khi ban ¢é duge cac khich hang méi d8n. Két qua la thi
phin khéng thay d6i la may, ma chi don thuan 1a sy hoan d6i
khach hang cho nhau mét cach tén kém va danh mat long
trung thanh & moi nai.

Mot céch t6t hon d€ canh gianh 14y khach hang 13 xay
dyng cic chuong trinh duy tri 1ong trung thanh sao cho hap
dan hgn nifa. K&t qua ctia cich nay s€ 1a 10ng trung thanh ting
1&én chir khéng gidm xudng. Tuy nhién, ciing dimg qui lam
dung chung, d6 1a didu chiing t6i muén ndi ngay sau day.

7. D€ cho c4c d8i tha cia ban cling ¢6 cic khach hang
trung thanh. Cling nhu ban dugc lgi vi ¢6 cic khach hang
trung thanh, dimg ghen ti vdi nhitng ngudi khace khi ho cling
co co hdi d6. Do khéng chi don thuan 14 mét ety chi lich sy,
dé 1a cach suy nghi ki€u canh tranh hgp tic. Hay nghi dé&n
tinh hudng khic c6 thé xay ra. Néu d6i thi cua ban khdéng cé
khich hang trung thanh, di nhién hg s€ ¢6 ddng co d€ giam
gid. Sur thye 13, dt bj 16 mét chat, ho cling dé tim cich giam
gia d€ 16i cudn cac khach hang trung thanh cda ban. Vi vy,
s& ¢ 1gi cho ban hon khi d6i thu cua ban cling ¢6 mét co s&
cac khach hang trung thanh ciia minh. Nhu ching ta d3 néi,
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cac d6i thi s6ng trong nha kinh sé khéng bao gié ném da vao
nha nguwdi khac.

8. Dimg quén ndi cdm on ngay ¢a khi ban nam trong tay
sy dge quvén, Ban cb the ddec quyén hom nay nhung van ludén
tiém &n kha nfing cic d&i thi méi sé nhay vao véi cac cbng
nghé madi ngay mai. C6 duge cac khach bang trung thanh sé
dat ban vao vi thé ¢6 1gi hon trong cuc choi tuong lai. Thim
chi diéu nay con c6 th€ lam nan long nhitng ngudi khac dinh
nhay vao tré choi ctia ban. Théi di€m t6t nhit 48 giy dung
long trung thanh chinh 1a khi ban dang ¢ th€ d6c quyén. Ban
khong can phai canh tranh d€ gianh khach hang. Tat ca ho déu
14 ci1a ban.

Cac cbng ty truyén hinh c¢ap rd rang 44 bo 1& co hii nay.
Hg ¢6 kha ning cung cdp cho cac khach hang trung thanh caa
minh cac djch vu hing ddu ma hién tai van chu yéu d& trong.
Rat hi€fm ngudi ding ky xem cing mét lie ¢4 ba chitong trinh
HBO, Showtime vi Cinemax. Moi ngudi déu mudn cd thém
kénh thir hai hay thi ba nhung do cac chuong trinh ¢6 phin
chdng chéo, d3t mitc phi cao sé 1a khéng hgp 1y. Tuy nhién, nd
cling dang gid & mdt chitng mye ndo 6. Ching han, khi mét
ngudi di ding k¥ xem HBO trong mot nim, c¢dng ty truyén
hinh eap ¢6 thé ting thém cho ho chuong trinh Cinemax véi gia
téng cdng chi dit hon vai d6 la. Hodc sau khi khach hang di
tra tién &€ xem 10 b4 phim thi ¢6 thé cho ho lya chon xem
thém mot vai phim mién phi nira.
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Vi sao cac cong ty truyén hinh cap khéng lam nhu vay?
Ba&i vi ho mang tu tudng doc quyén trong dau. Ho khéng cam
thiy can phai gdy dyng 16ng trung thanh. D6 14 mét sai Fam
1&n. Thi trugng cua ho dang bi mé ra. Hé6m nay ho phai d6i
mat v&i sy ra di cia truyén hinh vé tinh va cip vé tuyén.
Ngay mai ho sé thay héi tiéc vi khong dau tu nhiéu hon @8
xAy dyng long trung thanh ciia kbach hang. Cac céng ty dién
thogi dia phuong, gidng nhw cic cbng ty truyén hinh cép,
cling phai d61 mit v6i qua trinh ty do hoa trong linh vyre ctia
minh. Va ho da sai ldm giéng nhau: khéng gdy dywng duge
Iong trung thanh cua khach hang khi ho con dang ndm
quyén chi déng trong tro choi.

9. Noi 1 cam on ¢ v&i cac nha cung cip nita. Hay nhé
lai tinh d6i xitng cua Mang gia tri: Méi mét chidn luge nhim
dén khach hang déu c6 mét chién luge d6i xitg nhim vao céc
nha cung cip. Cing nhu ban ¢in phai thudng cho khach hang
trung thanh, ban ciing cin phai thwdng cho ca cac nha cung
cap trung thanh nixa.

biéu nay c6 thit can thiét khéng? Ban 14 khach hang cua
cac nha cung cdp ctia ban. Ho ¢6 cam thy nghia vu cia ho 13
dua ra cac chuong trinh &8 thudng cho syt trung thianh cua ban
hay khdng? Vi sao ban cfing ¢in ¢6 cae chuong trinh nhw vay
cho ho? Ciu tra 161 & ddy 13 cic chuong trinh d6 ¢in phai xuit
phét tir ca hai phia. Ban mudn nha cung ¢ip cua ban trung
thanh vé&i minh thi ban phai ¢6 chuong trinh danh cho long
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trung thanh cia hg. Cac nha cung cip cia ban cling mudn ban
trung thanh v&i ho, va d6 1A 1§ do ho ¢dn ¢b chuong trinh dé
clng ¢d 1ong trung thanh do.

Céc cong ty hi€u rd ¥ nghia cia viée noi i cam on vai
cac nha cung cip khi hg dp dung diéu nay d6i v4i cac nhan
vién ctia minh. Ho thudng ting hodc ban vdi gia dac biét ré
céc san phdm cua chinh ¢dng ty cho nhéan vién cua minh. Tuy
nhién, cic cbng ty can phai nhin xa hon ra ngoai va ting
thuéng cho ca nhitng nha cung cip khac ctia ho nita. Néu ban
giam gia cho cic nhén vién etta minh khi mua san pham cua
cbng ty ban, hiy nghi dén viée m& rng lgi ich nay cho cic nhi
cung cap khac cua ban (va ca ¢ic nhan vién cta cac nha cung
cip d6 nira). Hofic ban hay ¢6 gifip cic nha cung cip cua minh,
béng cac lgi thé chi minh ban ¢, d€ ho ¢6 thé€ mua duge
nguyén vit liéu vdi gia tét hon. D6 13 hai trong s6 cac cach dé
néi cam on vai cac nha cung cip cia ban.

Mdi cdng ty déu nén c¢b6 m{t chuong trinh danh cho
khéch hang thudng xuyén va mét chuong trinh khae danh cho
nha cung cdp thudng xuyén. b6 1a cach d€ tao dyng long trung
thanh tir ca phia trén va duéi trong Mang gia trj.
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Chin 1&i khuyén dé néi I&i cam on
1. N6i cdm on béing hién vat chir khéng bang tién.

2. N6i 1&i ¢cadm on cao nhét vé&i cac khach hang tét
nhét cta ban.

3. N6i cam on theo cach cb lgi hon cho doanh
nghiép cla ban.

4. Dlrng néi cdm on qua sém cling nhw qua mudn.
5. Hay ndi ring ban dang chuén bi cam on.

6. Hay hidu ring ban co thé phai canh tranh dé
gianh dwgc long trung thanh.

7. Hay suy nghi theo kiéu canh tranh hgp tac va dé
cho cac dbi thi ciia ban ¢ling ¢é khach hang trung thanh
cua minh.

8. birng quén ndi cam on ngay ca khi ban dang
nam déc quyén,

9. Néi cdm on khdng nhitng véi khach hang ma ca
cac nha cung cap nira.
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Sy mé6 phong

AAdvantage cia Héng hang khéng My 14 mét vi du kigu
mau vé cach giy dyng long trung thanh cua khach hang.
Ching ta 43 thay AAdvantage dem lai két qua nhwy thé nio va
nd van tiép tye ¢b hidu qua ra sao ngay ca khi cac hang hang
khéng khac bat chudc theo nd. Ngiy nay, hiang hang khéng
ndo ciing ¢6 chuong trinh danh cho cac khach hang quen
thudc cia minh. Cac chuong trinh nhu vy vin tiép tyc 1a mét
chién luge hiéu qua. Chang 1€ lai c6 chién luge van higu qua
ngay ca khi n6 bi d&i thi sao chép? Diéu nay ¢é vé nhu vugt ra
ngoai nhitng suy luan théng thudng.

Theo & thudng thi viéc sao chép 13 t6i kj trong chién
Iuge kinh doanh. Ban phéat tri€n mét chién luge méi. Chién
luge ndy da to ra cd hiéu qua. Thye t&1a nd hiéu qua d&n ndi
tat ca nhitng ngudi khac déu tim cich md phong theo. Khi d6
chién lugc cua ban sé méit hiéu qua. Ban s€ budc phai nghi ra
mét cai gi khac mdi hon.

Piay 1a quan di€m thudng thiy trong cac cudn sach gido
khoa vé chién luge kinh doanh. Gido su Sharon Oster cua
trudng Quan Iy Yale da viét: "Néu ai ciling c6 thé lam duge nhu
ban thi ban sé khéng thé kiém tién bing cich d6.” Bruce
Henderson, thanh vién sang 1ap cia Tap doan Tu vAn Boston
da so sanh cic tac dong cua vige bit chude trong kinh doanh
vdi m{t hién tugng sinh hoc duge goi 1a Nguyén ly cua Gauge
vé canh tranh loai trir: "Khéng c¢6 hai loai ndo ¢é thé cing tén
tai né&u chiing cing kiém sdng theo cach gidng hét nhau... va
kinh doanh cling khong hon gi ty nhién trong van dé nay.”
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DPuing la khi mét ai d6 sao chép y hét cic san phdm hay
quy trinh cia ban, diéu nay sé lam x6i mon gia tri gia ting cla
ban. Nhur hing hang khéng America v&i chuyén bay khai hanh
lic 10h t8i tir Los Angeles di New York s€ bj mat mét it gia trj
gia ting khi hang United dua ra chuyén bay cing dudng nhung
khdi hanh lic ghss tdi. Bay gior thi America ching con gi 1a dic
biét trén bau trdi ca.

Mgt s§ ngudi con dua cic tac ddng tiéu cyc cla vide
bat chude di xa hon. H¢ cho rdng khéng thé€ cé mdt cdng
thirc nao dé€ khai thac cae chién luge kinh doanh thanh céng
trong mét thai gian dai. Vi sao vay? Béi vi néu ai 46 phat
hi€n ra céng thire ndy, ching bao lau nd s& khéng coén gi 13
bi mat nira. Khi d6 bt ky chi€n hrge ndo duge xdy dyng dira
trén cdng thitc dé ¢6 thé va chic chan s& bj sao chép, mé
phong theo. Ai ciing chi ¢d thé kigm lgi tam thdi. Néu dang
nhu viy thi 1dp ludn nay ham ¥ ring: ¢6 mdt théi han sir
dung han ch& d6i v&i moi cong thire trong kinh doanh.

Tuy nhién, 13p lugn nay khéng ding. Hiy 14y chuong
trinh danh cho khéch bay thudng xuyén lam vi dy: ai ciing cd
thé 1am nhu v3y, ai ciing kigm dwgc tién nhé the va ai ciing
c6 thé ti€p tyc ki€m tién theo cich d6. Lgi ich thu v& khéng
phai 13 tam théi. Digu nay khéng chi dung v&i cace chuong
trinh nay. C6 cac chién lrge khac, nhy cac diéu khoan vé
"khé&p theo gid canh tranh” va cac chuong trinh tich diém
gidm gid déu ti€p tyc phéat huy hiéu qua ngay ca sau khi bj
sao chép. (Chlng ta s& phan tich cic chién lugce niy trong
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chuong vé Quy tdc.) Vay thi dau 13 sai [dm trong 1& thudng
tinh cia sy m6 phong, bt chuge?

Sy md phéng lanh manh
Sy mo phong s€ 1a t6i kj trong chién luge kinh doanh

néu nhu muc dich }a bao vé "lgi thé canh tranh" - tac 1a dé
virgt lén trén nhitmg ngudi khic. Mé phéng hay bat chude ¢o
nghia 1a ai ciing ¢6 thé lam mét viée xac dinh nao d6. Khi d6,
ban sé khéng thé lam t6t hon ngudi khic vi ho ¢6 thé 1am
gidng hét ban. Diéu nay cing gin nhi ham y rdng ban khong
thé ¢d duge mot lgi thé so sanh bén vitng,

Sy md phong, bit chudce s 1a ¢4 hai méi khi ban suy
nghi theo kiéu thing - thua. Ban phat hién ra mg¢t chién lugc
thang - thua, Ban budc lén duge hai budc, trong khi déi thu
ciia ban phai lii lai m§t buée, Néu ddi thu ciaa ban ¢d the bit
chudce ban, chién luwge nay sé dio chd va tr¢g thanh thua -
thing. Bdi thu cua ban budce 18n hai bude, con ban thi phai lui
xudng mgt budc. Trong trudng hgp nay, sy bat chude 13 ¢b
hai: N6 1am giam bat lgi nhudn ban dAu cia ban.

b6 1a néu ban gdp may. Sy viée ¢6 thé con 1€ hon nhu
thé. D6i khi thing - thua ¢6 nghia 1 ban bude 1én trude mot
bude trong khi d&i thu lui lai hai bude. Vi dy ¢§ dién cua
truong hgp nay la canh tranh bang gia ca. Ban theo duéi
khach hang cia d6i tha canh tranh thoéng qua gid thap. Khi
ban lam nhur viy, cai ban dwge it hon cai d&i tha cua ban mét,
b&i ban ¢6 duege khach hang véi mite gid mdi, thap hon, trong
khi d6i thit ctia ban bi mat khach hang dang tra theo mirc gia
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cli, gia cao hon. Khi do s€ la mét budée vé phia trude cho ban
va hai bude vé phia sau cho d6i thit ctia ban. Ban s& vugt 1én
trén, nhung chi dén khi dai tha caa ban phan cong va eling 16
kéo duge mét khach hang clia ban. Bay gid s& 13 hai bude vé
sau cho ban va mét bude 1én truge cho doi tha cua ban. Két
qua cudi cling 14 ¢a ban va d6i tha caa ban déu bude i mot
bude. Gia giam xudng, trong khi thi phin lai quay tre lai nhu
ban dau. Bay gig thi viéc mé phong khéng nhitng chi ¢6 hai,
nod eon 1a sy nguy hiém chét ngudi nita:

thing - thua + thua - thing -——* CUNG THUA

Nhu v3y, cic chién luge thing - thua ¢ thé b dao ngugce
lai mdt cich quyét liét bai sirbit chude.

Di¢m sai [im 1a bé qua kha ning ap dung cac chién luge
cung thing. Diéu ndy khéng déng ngac nhién bai hé tu tugng
thong thudng van 13 thuong trudng nhu chién trudng, kinh
doanh nhu chién tranh. Vi chién luge cing thing, vidée mo
phong s& 14 lanh manh. Biy gi& s& 12 mdt budc 1én phia trudce
cho ban va mét bude khac 1én phia trude cho @i thu. Khi dsi
thd mé phéng chién luge ctia ban, mét Tan nita, ho sé bude 1én
trude mot bude v cd ban cling vy, Viéc mé phong do vy
th&m chi con lam ting hon nita igi nhuén coa ca hai bén.

Cung thing + Cung thing ——» — CUNG THANG

Mot lan nita, hdy nhin lai cde chuong trinh danh cho
khich bay thudng xuyén. America d3 ¢é lgi thé tir chuong
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trinh AAdvantage. Chudng trinh nay 43 gitip America 16i kéo
durge thém mét s6 khach hang tir cac hang hang khéng khéc.
Cho dén lic nay, tré choi dang 1a thing - thua. M§t bude 1én
cho America va mét budc lai cho United. Khi AAdvantage bi
b#t chu'de, America cfing mét co hdi chiém thém thj phin.
Mot bude 1én cho United va mdt buée lui cho America. Thé
13 hoa.

Tuy nhién, ¢6 mé{t y&u td cling thing ma AAdvantage
da mang lai. V&i nhiéu khich hang trung thanh hon,
America khong cé ¥ dinh m& cude chién tranh gia ca. Trén
thyte t€, hiing nay c6 thé ting gii. Diéu nay sé khién cac hang
khdc cling ¢o thé ting gid theo. Cing v&i yéu td thing thua &
ché thi phin bj chuyén djch, yéu td cing thing ¢ diy chinh
1a gif ca.

Viée md phong lai AAdvantage da loai bo yéu td thang -
thua va cung ¢8 tac dong cling thing. Ching ta da thiy khi tat
ca cAc hang hang khéng déu cé chuong trinh riéng danh cho
khach bay thudng xuyén, cac khach hang s€ déu trd nén trung
thanh hon. Giam gia s€ it hiéu qua hon trong khi ting gid lai
dd rii ro hon. Hau nhu khong ¢6 déng co nao d€ canh tranh
vé gid. K&t qua & day 14 gia 6n dinh hon, dic biét & mang thj
trudng cia nhitng ngudi thudng xuyén di céng tac,

Vé téng thé, sy md phong mdt chién luge ciing thing la
lanh manh chit khéng ¢é hai. Do vy, néu ban c6 mét chién
luge cting thang nhu vdy, ban khéng cin phai gitf bi mat. S&
khéng c6 van dé gi néu chién luge cua ban duge biét dén rjng



Ly thuyét tro choi trong kinh do§f1_h e 263

rai va duge mé phong khidp noi. Trén thyc t8, t4t ca nhiing cai
do déu co l¢i cho ban. Cang nhiéu d6i thu 4p dung chién luge
cua ban thi ban eing ¢6 lgi nhiéu hon.

Vi IE dy, bang viéc viét ra 1y thuyét vé chuong trinh danh
cho long trung thanh trong cudn sach nay, chiing tdi d3 khéng
danh gia thap hiéu qu& cua ching. Nguge lai, ching t6i hy
vong ring nhirng gi ching t6i viét & diy sé khuyén khich nhiéu
doanh nghiép hon bit tay vao xiy dung cic chuong trinh d6
cho minh, va cang nhiéu ngudi lam thi lgi ich s& cang nhiéu.

Sy mé phong khiéng lanh manh

Khéng phai bét clr diéu gi cling ¢6 1¢i cho tit cd. Ban van
can phai chuin bj tinh thin cho kha ning ¢6 sy mé phong hay
bit chuwde thigu lanh manh. Ban ¢6 thé lam gi néu lgi nhuin
chi 13 tarn thdi? Ban sé€ phai tao ra mot loat cic 1gi ich tam thai
nhu vay trong théi gian dai.

Bi quyét ¢ diy l1a chay cang nhanh cang t6t. Ban lam ra
mdt sin phim t6t hon, Nhimg ngudi khac sé sao chép ena
ban. Nhung khi hgo lam duge nhir ban thi ban d3 lai ¢ mot
buée phia trude nita réi. Ban 44 lai cdi tién san phdm cua
minh mét [an nifa.

Tro choi ¢ ddy khong phai 1a san pham cta ban t6t d&n
mic nao; ma la ban c6 thé lién tyc cai tién san phim cta ban
dén dau. b6 khong phai 1a ban dang dimg & ché nao, ma 1a
ban dang chay nhanh dé&n ddu. b6 khéng phai la i tri. M2 d6
la t&c 3. Ban khéng bao gio dimg yén, ban 13 mdt myc tiéu
di dong.
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Biéu gi sé xay ra néu ngudi khac sao chép quy trinh cai
ti€n cua ban? Hg sé ngang bang ban trong qua trinh cai tién
san phém. Diu gi tiép theo d6? Ban da lai cai tién quy trinh
cai tién cua ban mét [An nira. By gid thi trd choi khéng phai
14 san phim cua ban 16t dén mic nao, tham chi khéng phai 13
ban cdi tién san ph@m cua ban thanh cong dén diu. Pay la
chuyén ban cdi tiéh gquy trinh cdi tién cia ban thanh céng dén
mirc njo, Khong phai viéc ban ¢ diu hay ban chuyén ddng
nhanh nhu thé nao 13 digu dang néi. Quan trong 1a ban ¢6 thé
ting t6c nhanh dén mirc nio. P6 khong phai 1 vin dé v tri
hay tdc d¢ nita. D6 1a vin dé gia toc.

Va vé nguyén tac, sé con cd van dé vé cai tién cich ban
cdi tién quy trinh cai tié€n va clr Hép tuc nhu viy, Ban nghila
diéu ndy rdt hiém xay ra u? it nhat 13 khéng dsi véi
Individual Inc.

biéu gi khién Individual Inc. tré thanh dée nhat?
Individual Inc. cung cip cac dich vy cong nghé cao vé thu thip
théng tin d& gitip moi ngudi c6 thé dé dang xoay s véi sy,
bung nd thong iin hién nay. Cac khach hang cua Individual
Inc.chi cdn dua ra cac chu dé théng tin hg quan tim. Céng ty
nay sau dé sé st dyng ¢dng cy tim kiém trong may tinh dé
tim tit ¢a cic bai bao ¢6 théng tin lién guan, x€p loai chung
va gui cho khéach hang clia minh qua fax, thir dién tir, bat ky
cach nao theo yéu ciu ciia khach hiang. Cac khach hang nhin
cac bai bao nguyén ven, cac ban tom tit hodc ddu 48 cua cac
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bai bao, theo thit ty wu tién cia chung. Két qua gidng nhu
ban nhan duge mt 1& bao danh riéng cho minh viy.

Vin dé cna Individual Inc. 12 1am thé& ndo d€ bao toan gia
tri gia tAng cia minh. Ligu diéu gi ¢6 thé ngin can cac cong ty
khaec sao chép dich vy ciia ho? Mice du chuoeng trinh ¢é tén
SMART (Hé théng thao tic va phuyc hbi tai liéu doc) 14 s¢ hitu
cia Individual Inc. nhung khai niém lam co s6 cho chuong
trinh &6 thi lai khéng. Tuy nhién, Individual inc. 43 di mét
buéic xa hon tiép theo dd. Cong ty thudng xuyén d& nghi khach
hing danh gi timg gbi théng tin theo chu d8 ma cdng ty gui di
theo cac mitc &§ "khong phu hgp”, "phi hgp mét phan” cho
dén "rat phu hgp". Cic phan hoi vé tinh pha hgp sau dé duge
nap vao trong SMART va dugc st dung d& cai thién viée lia
chon théng tin gii d&n cho tiing khach hing. SMART c¢dn hoc
héi tir viée xem xét nhitng gi khach hang doc chir khéng chi tir
ling nghe nhiimg gi ho néi. Méi [An khich hang 18y ra cac bai
bio nguyén ven tir cac ban tém tit hodc cic d8 mye, SMART
déu ghi nhd lai va cip nhét cac ho so ngudi sit dung ciia minh
mdt cach tuong ing.

Mot khach hang dién hinh ¢6 thé bat dau bing danh gia
50% cac thong tin nhin dirge 1a "rat phu hgp". Individual Inec.
co thé cai thién két qua dinh gia d&n 90% rit phi hgp chi sau
mét thang. Khach hiang cha hg khéng chi nhin duge cac san
pham chét lugng t6t hon, ho con ¢6 thé thay duge mot thude do
cu thé cho sy cai tién chat hrgng. D6 1a mét ¢ nhédc nhd hitu
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ich @5i v&i khach hang cda Individual Ine. ring nén hg chuyén
sang nha cung cip khic, he s& quay ted lai muie chit higng 50%.

Tham chi néu mét cong ty khic ¢6 mt cach tim hidu
riéng cho minh thi cling phai mat mdt théi gian nhit djnh
d€ mirc danh gii cua khach hang ting dén 90% - thudng la
lau hon mét thang. D6 1a bai vi Individual Inc. khéng
nhitmg cai thién chit luvgng san phdm ciia minh ma con cai
thién ca tdc d¢ cai tién nira. Individual Inc. dd phat trién
duge mot kha nang d€ 1y giai va phan tich cac phan hoi mét
cach 6t hon. Kinh nghiém 34 cho phép cong ty xir 1y tot
hon cac théng s6 rat tir thuit todn xit 1§ riéng cha minh va
do viy, cong ty nam vé cac khach hang nhanh hon nhiéu so
vGi lac ban dau. M§t ddi thu canh tranh méi khéng thé lam
nhanh duge hon Individual Ine.vi hg cén phai tich lu§ bing
ay kinh nghiém tir trude.

Bing cach tim higu dé biét duge sy chon lya cia khach
hing va hgc cich d€ tim higu diéu d6 nhanh hon nita,
Individual Inc.d4 cd thé duy tri duge gia trj gia ting clia minh.

Chién lugc ctia Individual Inc. ¢ the ap dung cho cic hiéu
sach, cic cita hiang ban tap chi va cho thué bing hinh, thim chi
ca dich vy tim ban - thye t& 1& tat ca nhimg hoat déng kinh
doanh ma manh khde chi 14 [am thé& nao khép mot danh mye
Iya chon 1t réng v4i nhitng yéu céu hét sitc da dang cia khéc
hang. Khi mt hiéu sich dua cho khach hang mét 11 khuyén, d6
s€ 13 co hoi d& tim hidu vi phét hién xem vi sao cudn sach duge
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ua thich hay khéng duge wa thich. Bing cach nay, hiéu sach co
thé dura ra nhiing 141 khuyén t6t hon cho Tin sau. Mot hiéu sach
canh tranh cling ¢6 the ban eling mét cudn sach nhir vy nhung
ho khéng ¢6 duge phan héi cua khach hang ma hiéu sach th
nhat ¢6, vi vay ho khdng thé cd nhiéu 1 khuyén hivu ich cho
khach hang. It nhat ho s& khong thé cho dén khi ho cling hoc
duge cich tim hiéu vé khach hang. Néu khach hang d3 cam thay
hai 1ong v&i hiéu sach thiz nhat thi hiéu sach thithai khé long ¢d
¢0 hdi cd dugic khach hang [in nita.

Tap chi Harvard Business Review di dé nghj cic ban
doc cia minh danh gid titng bai bdo trong doé. Tap chi nay da
sit dyng cac thong tin phan hdi dé€ cai thién viéc lya chon
thong tin cho nhitng 56 sau. Két qua 1a tap chi da duge cai tién
cho phu hgp hon voi ngudi doc va nhitng ngudi nay, d& dap
lai, da trd nén trung thanh vdi t& tap chi. Ching téi, nhitng
ngudi lam cudn sach ma cac ban dang doc cling muén c6 duge
nhitng d¢c gia trung thanh. Vi vy, ching t6i rat hy vong cac
ban sé cho chiing t6i nhimg nhén xét phan hoi 461 v&i cudn
sach nay.

Viéc nhanh chéng cai tién san pham 43 mang lai hiéu
qua cho Individual Inc. N6 cling ¢6 thé mang lai hiéu qua cho
cac hiéu sach hofic quiy ban tap chi. VA né cling ¢6 hiéu qua
d6i véi Intel, mét cong ty ludn di dau trong linh vyrc san xuit
vi mach dién tir truée khi cac @i thu cia hg khai thac xong
th& hé vi mach hién tai. Tuy nhién, day khéng phai 1a phucong
thu&e dé chira bach bénh. Cé nhitng san phdm ma ban khéng
thé lién tyc cai tién ching,.
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Lay vi dy nhar xa phong. Ban sé gip may néu ban c6 mét
sang ché& mdi. Co6 rit it cach d€ cai tién xa phong va ban kho
long b dugce nhitng cai tién lién tuc ¢ day. D6 da timg 14 vin
dé thyc sy d6i v6i Minnetonka, mét cong ty nho ving
Minnesota khi hdng nay tim dugc mét loai xa phong méi. Lam
thé ndo Minnetonka da ¢d thé ngin cin cic cong ty trong
nganh nhir Procter&Gamble va Lever Brother khoi sao chép y
tuéng cia minh?

Chiée bom lgi nhuin

Nam 1964, nha doanh nghiép Robert Taylor da rit
3.000 USD tir s8 tiét ki€ém cha minh 4€ thanh ldp Minnetolka.
Qua hai thip ky, Taylor ¢4 dua céng ty ctia minh tir vi tri mot
nhi san xuit chuyén siu vé cac vat dung tdm rira trd thanh
mot cong ty chuyén vé sang ché mdi trén thi trudng trong
linh vye xa phong, thudc danh réng va nudc hoa. Trong sd
cdc san pham ndi ti€ng cta cong ty c¢6 xa phong dang long
Softsoap, thudc danh rang Check-Up, nutGe hoa Obsession va
Eternity hiéu Calvin Klein.

Taylor khéng s¢ thi nghiém. Di c¢6 Ian chi trong mét
mua xuin ma Minnetonka di dua ra thi trugng dén 78 san
phdm mé&i. D6 1a chién huge ¢b6 tén goi "thir nghiém kiéu
spaghetti”. Ban ném cac vat vao tudng va xem xem cai gi dinh
lai. Tom Peter goi chién lugce nay 1a "chdng chién hrge": dé 13
dimng nén phan tich gi ca, chi quan sit xem cai gi ¢6 hiéu qua
va tAng cudng san xudt cai do. Taylor di thw nghiém tiép thi ca
mét loat cac san pham cing cong dung € tim ra san phim
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thanh ebng nhét va dua nd ra thj trugng tiéu dung dai ching,
Va ong da tim ra nd.

Nim 1977, san phim c6 tén “Chi€c miy xa phéng ky
di¢u” duge dua ra thj truéng. San phidm ndy bom xi phong
dang long tir mét chiée 1o ¢6 bom bang nhita. Chi&e may nhanh
chéng trg thanh san phim ban chay nhat cia Minnetonka.
Minnetonka da giai quyét duge mot van dé quan trong, chiée
may di loai bé duge nhiing miéng xa phong nhd bi tan chay
lam ban cic nha vé sinh trén khip nuéc M¥. Pay 13 mét co hoi
rit 16t dé€ thAm nhip vio thi trudng dai ching ctia xa phong.

Chi&c may xa phong ky diéu v& sau duge d6i tén thanh
Softsoap va doanh thu bat d4u ting vot. Trén cic thj trudng
thit nghi¢m, Softsoap chi®€m tit 5-9% thi phin cia tat ca céc
loai x& phong. Softsoap d3 sin sang dugc tung ra trén toan
qudc va ndm 1980, Minnetonka di bit diu mjt chién dich
quang cao trj gia 7 tri¢u USD. D€ so sinh, hiy biét ring
ngin sach quang cio clia Armour-Dial cho san phim xi
phong Dial, x4 phong hang dau trén thj trudmg bay gi¢ chi
14 8,5 triéu USD.

Softsoap da Lip lai thanh ¢6ng trén cic thj trudng thi
dim cua minh va dat 39 triéu USD doanh thu ngay trong
nam ddu tién. Taylor tin ring thj trudng danh cho xa phéng
nugc sé dat dén 400 triéu USD méi nim. Tuy nhién, liéu 6ng
cé thé& gitf dugc bao nhiéu phin trim thj phin khi cic nha
san xudt xa phong banh hang dau cling nhay vao thi truong
v@i nhitng san phdm tuong ty nhu cia minh?
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M3i de doa bi m6 phong 14 hoan toan cé thyc. Softsoap
khéng phai 13 mdt séng ché cd6 th€ duge cip ban quyén.
Nhitng chi&c bom cé tir thdi Acsimet. Nhan hiéu ¢6 th€ cd6 ¥
nghia dang ké nhung trén thi trudng c6 nhiéu cic nhin hiéu
khic con ndi ti€ng hon trong nganh xi phdng. Ching han
nhin hiéu Ivory (Nga voi) la nhin hiéu di cé tif trén 100
nam trudec.

Taylor dd ting cd kinh nghiém véi nhitng vin d€ do ¢d
sy mé phong trude day. Ong da c8 dua céc loai dau goi dau cd
tinh chit hoa qua ra thj truéng dai ching: "T6i van con nhé
khi nhin thdy nhin hidu Clairol d4 ddy bit nhin hiéu cha
chang t6i ra khoi thj trudng nhu thé nao... Ching téi sng ché,
con hg mang no ra thj trugng... Khi ho dua cac san pham cua
hg vao cac cira hang thye phim va duge phdm thi ddy hang
cua chiing t6i don gian 1a danh chiu chét.” Viy éng co thé 1am
gl d€ bao toan gid tri gia ting cia minh khi cic tén tudi nhu
Armour-Dial, P&G, Lever Brothers va Colgate-Palmolive nhay
vio canh tranh va dya vao cic nhin hiéu 43 ndi tiéng cua ho
cling nhu mang luéi phian phoi hiéu qua?

Taylor da c6 mét giai doan dugce goi la cira s6 c¢o hi. Cac
héng 16n da lua chon dimg quan sat mét thdi gian trude khi
nhay vao. Xa phong nude con chua duge cong nhin ring rai
nén hg mudn d€ Softsoap lam vit thi nghiém trudc. Mot khi
Softsoap thanh ¢6ng, ho s€ quyét dinh lam céc thi nghiém
ti&p thi riéng cho minh. Vi diéu bat ngd da chd he.

Mét phan quan trong cia san phdm xa phong nudce la
chi€c bom nhé lam bang nhya va Taylor nhin thiy trén thj
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trudng chi ¢d hai nha cung ¢ip chi tiét nay. Trong mjt ddng
thai dé cho chac chén, éng da khoéa ca hai hing cung cip do
béi mot don dat hiang 100 triéu chiéc bom nho médi nim,
nghia l1a bang toan bd ning lyc san xuit cia ci hai nha cung
cdp d6. Tham chi chi véi 12 cent mét chi€e bom nhu vay thi
hgp ddng 100 triéu chifc di 14 12 triéu USD - cOn nhigu hon
cd vOn s¢ hitu cia Minnetonka. Chiém duge toan by ngudn
cung nhitng chi€c bom nhé da cho Taylor cé thém tir 18-24
thang nita d€ d6i phd. Softsoap d3 mua duge thém thdi gian
dé xay dyng long trung thanh d6i v6i thuong hiéu va tao ra gia
tri gia ting cho minh.

Khi P&G cudi cung ciing thir dira ra thj trudng san phim
xa phong nirde ena minh, hg da chon nhan hidu Rejoice vi s¢
lam anh hwéng dén nhin hiéu Ivory. K&t qua cia cude thir
nghiém khong kha quan nén P&G lai chén chir. Bing ca sy can
dam va may mién, Taylor di ¢6 dugc ba niim ranh tay. Mai dén
nam 1983, P&G mai gidgi thiéu san phdm xa phong nuéc nhian
hiéa Ivory ra thj truGng va nhanh chong gianh duge 30% thi
phin xa phong nu@c. Xa phong nudce Jergens clia American
Brands ding thir ba, cich 46 mét khoang 16n. Cho d&n nim
1985 thi trudng cia xd phong nude di ting dén 100 trién
USD. Softsoap van giit dugce vi tri ddu bang véi thi phin ddng
né l1a 36%. Hai nim sau, Colgate-Palmolive bé 1§ co hdi lac
ddu da quyét dinh dudi kip bing cich mua lai Softscap véi
gia 61 triéu USD,

Minnetonka khong thé cé ban quyén & bat ky chi tiét
ndo cia san phdm. Nhung thdm chi ca ban quyén ciing khéng
thé giap ho tyr bao v trudc méi de doa tit sy md phéng khong
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tanh manh. Ban van phai chuin bi cho ngay ma ban quyén
cua ban hét higu Iyc hodc ¢6 ai d6 dua ra duge cc giai phap
thay thé€. Trong tinh hudng cia NutraSweet - Holland
Sweetener ma ching ta 43 nhac dén trong chuong vé& Ngudi
choi, chiing ta 3 thiy NutraSweet sir dung thoi gian bao hd
ban quyén d€ chuidn bi d5i pho v&i sy mé phdng sao chép clia
d6i thu trong tuong lai ra sao. Ho da dau tu rat nhidu vio xay
dyng thuong hi¢u va giam chi phi. Khi théi han ban quyét
chdm dut, Holland Sweetener vAn khong thé virgt duge
NutraSweet vé& thuong hiéu cling nhir chi phi. NutraSweet
con khién Holland Sweetener vit va hon nita khi ¢ dudi kip
ho. Bing cich ngin can Holland xam nhéap thj truémg chau
Au mét cach quyét liét, NutraSweet di lam giam san lugng
ctia Holland va 1dm chiam qu4 trinh cai tién cit giam chi phi
cua cong ty ndy.

Giai phap d6i v&i st mé phang khéng lanh manh

1. Thu thap cac phén hdi cla khach hang d& didu chinh san
phdm cla ban cho phit hop hon - cac déi thit khdng thé sae
chép ban trong trwdng hep nay vi ho khdng cb thdng tin.

2. Tao ra thuwong hidu.
3. Tang s lwong d& giam chi phi.

4. Canh tranh quyét ligt v& sb lrong dé cac dbi thi khong
thé bét chude theo ban ¢t gidm chi phi.



Ly thuyét trd choi trong kinh doanh

Individual Inc., Minnetonka va NutraSweet di d6i mit
v&i mdi de doa rat 6 tir st md phong sao chép khdng lanh
manh, va ho d3 Ap dung cac chié&n luge hiéu qua dé bao toan
gia tri gia ting cho minh. Tuy nhién, d6i khi moi de dea vé sy
mo phong khdng lanh manh khong thit ré rang nhw vdy va cac
cbng ty ¢ thé€ Ap dung céc chién luge khong than trong khign
cho ho tr¢ nén dé bj tén thuong hon. Ching t6i s€ dua ra hai
vi dy. Trong vi dy dau tién, chiing t6i dugce yéu ciu gidu tén
thit ctia nhitng ngudi choi, vi vy cdc tén & day ia ty dat.

Bi bd lai ngoai hdp. Andy da c6 mot ngay dgt pha. Tix
nhiéu nim, nha may cua éng di cung cip cac thiing cac téng
chuyén dung cho Polymatic - khach hang cha y&u caa Andy -
d€ dyng cac san phim gia dung. Tuy nhién, d6 1a mdt cach
kinh deanh dién ré. Polimatic ¢6 b&n bd phan, moi b$ phin ¢6
cac quy dinh tiéu chuin k¥ thuit dic thu riéng va méi b phin
ciing thite hién viée mua sim cia minh mét cach riéng ré. Két
qua 13 Andy budc phai phat trién cic dong san pham riéng biét
va d4p Gng rat nhidu cac don @it hing riéng ré, didu niy din
dén chi phi ban d4u cao va kha ning khai thic ngin han.

Thye sy 1a khéng cin dén nhiu loai thing gidy khac
nhau nhwr viy. Néu mét s b phan cliia Polymatic dong ¥ su
dung cac tiéu chuin k¥ thuat cia cac bd phin khac thi chat
lugng ciing ching hé bj anh huéng. Cach 1am ¢ day dang 1a
nhu sau: méi b§ phén dit hang theo s lugng va vao théi diém
ma t6én kho ciia ho con it hon mét mite nhat dinh. T4t ca déu
duge lam boi mét hé thdng may tinh duge thiét k& d€ giam
thi€u chi phi cia Polymatic, nhung khoéng tinh d&€n chi phi cia
Andy. Chuong trinh dugc thiét k& nhu vay ciing khéng quan
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tam dén kha ning giam chi phi hon nita néu Polymatic dat
nhitng khéi lugng hang 1on han cing mét ldc va trir nhiéu hon
trong kho bai vi Andy khi d6 sin sang giam gia.

Né&u nhur Polymatic tiéu chuin hoa cic yéu cau ky thuit
clla minh, diéu tiét viéc dit hang va ting thém hang tén kho,
Andy s€ san xuit it loai hép hon va cice diy chuyén san xudt sé
duge dung hét cong suat. Ong tinh to4n chi phi tiét kigm duge,
trir di ca chi phi ting do Polymatic dy trit nhiéu hang hon
trong kho 1a 10 cent cho méi foot vuéng, s& tién thu vé cd thé
1én dén hang trdm nghin 46 la.

Tét nhién diéu nay cling dan d&€n mdt tinh trang khé xir.
Andy c¢6 thé tiét kiém 2 cent cho minh theo cich ma Polymatic
khong th€ thdy duge. Tuy nhién, dé tiét kiém duge 10 cent,
6ng cin phai khién cho cic b§ phan khic nhau trong
Polymatic tién hinh tiéu chuin hoda, két hgp v&i nhau va thay
d6i chinh sach hang t6n kho. Diéu nay din dén viéc phai chia
sé cdc phan tich cia 6ng v6i Polymatic va ca mét phén chi phi
tiét kiém duge nia.

Andy quyét dinh di theo hudng c6 thé mang lai tiét kiém
nhiéu hon. Ong d&n gip Polymatic, giai thich cich tiép can
mé&i va 88 nghi chia s6 tién tiét kiém duge. Ong chi ra rang day
14 mét 1gi ich rét 1on d6i vai Polymatic d€ thay ddi cach kinh
deanh ciia minh. Polymatic sé ¢anh gia cao s tién tiét kiém
duge mét cach bat ngd, va didu nay ¢ thé sé gilp cho viée
dam phan hgp d6ng ndm sau trd nén hitu hao hon va né ciing
cho thay thién chi ciing nhu chitng minh cho thiy khuynh
huéng "d6i tac” cua Ong.
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Polymatic 33 danh gid cao séng kién ciia Andy. Chi con
sau thang nira 1a hét han hgp dong hién tai va Polymatic da rét
vui mimg vi tiét kiém duge mt khoan tién. Dudng nha moi
thir déu cho thiy mét tinh hudng cing thang.

Dau hiéu diu tién cta sy truc trac chinh 12 vao e ky lai
hgp dong. Polymatic gui dé nghj ddu thiu va nhan dugc don
xin d4u thiu cua bén cong ty mdi. Trude diy, chua bao gio
¢bng ty nay c6 nhigu hon mét nha cung cdp. Cong ty cua Andy
14 cbng ty duy nhat dap (mg duge cic yéu cau vé cung cip chc
thing céc tong chuyén dyng va san xuat trong thdi gian ngan
véi mét mie gia hgp 1y. Mic di ban than viée san xuft kiéu
nay vén khéng thyuc sy hiéu qua nhing thye ra Andy da la mét
nha san xuit tiy bién rat hiéu qua.

bigu gi da thay d6i? Theo dai Iy mua sim ctua Andy thi
bay gi¢t cac yéu cau ky thudt da chuin hoéa, cc quy trinh san
xudt da dai hoi hon nén cic ¢dng ty 16n trong nganh bao bi,
lan d4u tién, d3 t6 ra chi ¥ d&n khach hang Polymatic. Andy
d4 simg s& khi Polymatic quay lai néi ring mét trong s& céc
nha san xuit bao bi lén dé chao gid thip hon 20 cent cho mdi

foot vudng so véi mite gid nim trude. Nguwdi phy trach mua
sim cta Polymatic noéi ring anh ta rit cam on sy giap d& cua
Andy trong viéc tiét kiém chi phi va néu Andy d6ng y vdi mite
gia m&i thi he vin c6 thé tiép tyc 1lam vige cing nhau.

Andy khéng ¢dn lya chen ndo khae. D sao thi mire 1ai
ciing d0 16n, déng d€ 1am tiép. Tuy nhién, Andy vin cadm thay
khéng hiéu vi sao dng dy tinh giam chi phi di 10 cent trén mét
foot vudng roi rot cyc lai phai giam gia di thém nhimng 20 cent.
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M6t cach vo tinh, Andy 34 lam giam gia tri gia ting cta
minh. Pdng 1a 6ng di giam chi phi cung cip cho Polymatic
nhung phuong phap méi khign 6ng dé dang bi mé phong bat
chudce. So véi cac cong ty khong dy dinh san xudt theo kidu iy
bién, Andy da thanh cong trong vigéc gidm chi phi d€ cung ¢ap
hang cho Polymatic d&n néi cac céng ty khic cling bat dau
thay c6 1gi khi tham gia vao tro choi. Két qui 1a mét chién
thang 16n d6i v&i Polymatic, va khong hoan toan hai long ddi
vGi Andy.

Viay Andy dang l& nén lam nhu th& nio? Cé 1€ 6ng nén ky
két cac hgp déng dai han. Tuy nhién, cudi cing thi d6 cling sé
khéng phai 14 mét chién thang 1du dai d6i v&i 6ng. Van dé thire
chit ¢ day 1a Andy cb gia trj gia ting chinh vi 6ng 14 nha sin
xuat tity bi€n cho thj trudng ddc thii. Tauy nhién, bing cich giam
chi phi cung cdp cho Polymatic, 6ng &3 lam cho cong viée cia
minh trd nén rit dé bj bit chube. Bit k& d6 1a vi 1gi ich echa
khach hang hay khéng thi cling khéng phai 1a 1¢i ich d6i voi
Angdy khi khach hang thay d6i cich diéu hanh kinh dganh. R4t
0 thé sy thay d6i d6 sé tyr xay ra mét liie ndo d6 trong tuong lai
nhung chang c6 1y gi @& phai vji vang thye hién sy thay d6i d6.

Andy d3 tim hiéu duge khich hang mudn gi, da chia sé
kién thitc va sau do phai ding nhin khach hang cia minh st
dung chinh nhimng kién thitc d6 d& tao ra canh tranh. Ong da
lam cho chiéc banh to hon nhung lai d€ cho nhimg ngrdi khac
an mat. b6 13 mét sai im ma ngay ca cdc cong ty 1on néi tiéng
nhat cing di ting mac phai. Ching t6i tin ring diy cling
chinh Ia sai [Aam ma IBM @3 lam khi butée chin vao thj truéng
may tinh cA nhén.
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Nhigu nguoi d3 viét vé nhimng khé khan ma IBM gip
phai vao cufi nhitng nim 1980 va d4u nhimg nim 1990. Dic
biét he déu néi vé thit bai cia IBM khi ¢6 gang chuyén tit vj tri
hang diu d3 titng nidm giit trong linh vite may tinh c& 16m,
sang mot vi tri manh trong linh virc may tinh ca nhan. Mot s6
ngudi lo ngai ring may tinh ¢4 nhén s nudt chimg hoat ddng
kinh doanh méy tinh ¢& 1&n. Mot s8 khac dwa IBM thanh vi dy
dién hinh trong sach gi4do khoa d€ minh chimg cho nhiing khé
khidn ma céc té chire 16n thudng gip khi ¢f ging thie hién
nhitng thay ddi 14n trong chién lugce kinh doanh. Chiing ta hay
cung nghién citu ciu chuyén cua IBM duéi goc @6 cia sy mod
phong khéng lanh manh.

Panh mit quyén lue

Khi IBM tham gia vao thi trudng may tinh ca nhan nim
1981, Apple Computer di di trirde va IBM phai dudi theo. Tde
d4 do @5 1a didu quan trong hon ca. Vao thdi diém d6, IBM
can thiét lAp mét co sd lap rap cho cic may tinh e¢iia minh, va
phai lam diu d6 thit nhanh. IBM muén chuyén tit buéc thist
k& sang budc tung san phim thj trudng chi trong vong 12
thang, D€ dat duge didu nay, IBM d3 bé qua truyén théng B
phat trién bén trong ndi bd. Thay vi tiy lam digu @6, ho da da
nghi Intel va Microsoft cung cap cic bd vi xit Iy vi cdng nghé
diéu hanh hé théng cho cic may tinh ¢4 nhin clia minh. IBM
da thanh ¢bng vi dng thai sang tao do.

Lgi ich mang lai tir quyét dinh thué ngoai ciia IBM chinh
14 nhanh chéng tao ra mdy tinh thitgng hiéun IBM va khién né
duge chdp nhin rdng rdi trén thi trudng. Ban dau chiéc banh
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duge lam to ra. Cai giad phai tra cho quyt dinh thué ngoai la
IBM gid day phai chia sé chiéc banh cho ca Intel va Micresoft,
D€ don gian, gia si ring IBM, Intel va Microsoft mdi bén déu
chifm mdt phan ba chiée banh I6n hon 46, P61 véi IBM, ¢ 16
nhir vay con t6t hon la nhdn duge mgt miéng to hon trong
chi&c banh bé hon rat nhién néu he ot giwr tat ca moi thit 48
san xudt bén trong cong ty. Ddi vdi Intel va Microsoft, di nhién
viéc cung chia sé mét chi€e banh to chang ¢6 gi phai phan nan.

Thué ngoai 14 mét nita chién luge cia IBM trong linh
vue may tinh ca nhan. Mgt nira kia la chinh sach cg cdu ma.
Ly do co ban 1a dé gitp cho nhitng ngudi lap trinh viét ra cic
phin mém cho may tinh ca nhan cia IBM. Mt hau qua khéng
dy tinh truge d diy la nhitng ngudi chol khae bat dau nhay
vao canh tranh v&i phin climg cua IBM. Ho nhanh chdng giai
quyét duge cac vin dé vé phin mém khong tugng thich. First
Osborn, Leading Edge va Hewlett-Packard, sau d6 12 Compagq,
Dell ciing v&i hang tram cbng ty khac in lugt tham gia vio thj
trudng kinh doanh phin citng, va déu bat chwdc IBM sit dung
b vi xtr 1y ctia Intel va phin mém diéu hanh ciia Microsoft.

Bay gi¢ thi Intel va Microsoft d4 tr¢ nén manh hon bao
gig hét. Microsoft chi€m dje quyén cung cadp mdt ddu vao chu
chét trong kinh doanh san xudt cac may tinh ci nhan tuong
thich v4i IBM la linh wvire dang ting trudng hét sie nhanh
chong, Mic dit Intel bi buge phai cdp phép san xut b vi xirly
8086 dau tién cua minh cho ngudi ngoai, céng ty nay da tro
thanh nhi cung cdp dGc quyén voi tit ca cic thé hé vi xit 1y
ti€p theo. Chiéc banh cang to thi Intel va Microsoft cang duge
lgi. Tuy nhién, d6i v&i IBM thi khac. Nhitng chiéc may cia
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Compaq t6t khong kém gi so v¢i may clia IBM. Gi¢ day, khong
con 1 nha cung cdp phan cirng duy nhét trén thi trudng nita,
gia tri gia tAng cia IBM 43 giam xudng mot cach dang ké.

Sai TAm thye t& clia IBM 14 theo dudi dong thai viée thué
ngoai va cdc chinh sach co cdu ma. Néu IBM ngiung dua Intel
v Microsoft vao trd choi, déng théi khéng bo di quyén kiém
soat trong kinh doanh phan cting thi rat ¢6 thé da duy tri duge
mot vi the manh. Gia nhu IBM tiép tuc kiém soat viée san xu#t
chc vi mach dién tr va cde cong nghé digu hanh hé théng thi
ngay ca khi phén cimg bi sao chép, ho van giir lai duge mot v
th& kha hon nhiéu. Mot trong ca hai cach ti€p cin trén déu co
thé mang lai hiéu qua. Viéc dong thdéi thué ngoai va ap dung
chinh sach co cdu m& d3 1la mot sai [dm. Pay 1a tinh huéng khi
hai cai ding hgp lai thanh mot cdi sai,

Tham chi viéc dua Intel va Microsoft vao cude, dong thai
v co cdu md cling c6 thé khdng qua té d6i vai IBM néu nhu
ho khién Intel vd Microsoft phai tra tién d€ choi. IBM c6 thé
dé nghi ¢6 ¢6 phan trong Intel va Microsoft d& déi lai viéc hg
dua cac cong ty nay vio cudce choi. Vao dau nhirmg ndm 1980,

IBM da timg c¢6 co hdi d€ dinh hinh cude choi theo cach d6.
Tuy nhién, ho da d¢1& mat chiing.

Nhén ra sai Jam ctia minh, nim 1987, IBM ¢6 ging gianh
lai quyén kiém soéat bang cich tung ra déng may tinh ca nhén
PS/2, trong d6 c6 hé ditu hanh OS/2 déng ché tao véi
Microsoft. Tuy nhién, hic ¢6 d3 14 quA mudn. Microsoft khéng
can d&n IBM nita. Nim 1990, Microsoft tung ra hé diéu hanh
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Window va da lam tén thdt nghiém trong cho tuong lai caa
0OS/2 trong hy vong tré thanh hé digu hanh phé bién.

Né&u nhur ban phai hy sinh phéin 1én chic banh cho mdt
cong ty khac, ¢6 1& chién luge khén ngoan nhét 13 s& hiru mét
phan trong cong ty d6. Ban dau, IBM cd ngudn tai chinh dbi
dao di d€ chiém mdt vi trl ¢4 dong dang ké trong ca Intel va
Microsoft. Thytc ra IBM d3 timg d4u tir vao Intel nim 1982,
gianh 20% c6 phin céng ty va dy dinh sé mua thém 10% nia.
Tuy nhién trd tréu 14 IBM da ban toan bd ¢6 phin & d6 vao cac
nidm 1986 va 1987 véi gia 625 triéu USD. Chi mudi nim sawn,
20% ¢ phan d6 d3 cé gia tri 18 ty USD. D&t v&i Microsoft,
IBM c6 co héi mua 30% c8 phan cta Microsoft vai gia dudi
300 tri¢u USD vao giita niim 1986. Cho d&n cusi nim 1995, s&
¢4 phén 300 triéu USD khi d6 ¢4 dang gia thém 18 ty USD
nita, Gid nhu IBM mua lai va gilt mét ty 18 ¢ phin 16n cua
Intel vd Microsoft thi ching ti tin ring moi ngudi ngay nay sé
luén néi vé cic thanh cbng lién ép cua ho chir khong phai 1a
that bai.

Cac cu chuyén dau tién vi cubi cung cia chiing téi
trong chuong nay nam & hai thai cyc dai 1ap. Nintendo kifm
soat cyc ky chit ché nganh kinh doanh tré choi dién tir. Gia
nhu Nintendo 4p dung chién luge co cdu m¢ va khéng dua vao
chige vi mach bdo mét, ¢ 18 chiéc banh téng cfng da 1én hon
nhiéu. Ma ciing ¢ thé 1a khéng, Rat co thé thi trudng sé lai
ngép tran boi cdc san phim chét lugng thap va sé c6 mét sy
sup d06 gidng nhu dd xay ra v6i Atari. Cich nay hay cach khac,
hanh dng cia Nintendo di bao dam ring gia tri gia ting cha
né tudn luén bang kich thuéce cha chige banh du chige banh d6
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to hay nhé, trong khi gia tri gia ting cua tét ca nhitng nguyvi
choi khac déu 1a khong dang ké. Nguge lai viée IBM thué
ngodi va Ap dung chinh sach cg ciu ma da phai tra gii bing
viée danh mit syt ki€ém soat trong nganh kinh deanh may tinh
cA nhin. Bang viéc tao diéu kién thuin l¢i cho viéc cac nén
may tinh ci nhin cia IBM duge sir dung va cong nhén rfng
rii, IBM d3 1am ting kich thude chiéc banh. Tuy nhién, bang
cach bo di gia trj gia ting cia chinh minh, IBM da han ché
dang k& kha ning gianh phan trong chiée banh cua minh.

Mt [an nira, sy khac nhau giita gia tri gia tng cia mét
cOng ty vi m{t san pham la rat quan trong. Cing giong nhu
gia tri gia ting cia Sony it hon nhidu so v&i cia vo tuyén
truyén hinh hay gié tri gia ting cua Nissan it hon nhiéu so véi
cua xe hoi, gia tri gia ting chia IBM ngay nay ciing it hon nhiéu
so véi gia tri gia ting cla tong thj truéng may tinh cd nhin.
Déng 1é IBM da khéng bj roi vio tinh huéng nhur viy.

Thay ddi gia trj gia ting

Né&u ban c¢o rit it 461 thu canh tranh, gia tri gia ting cua
ban s& duge bao dam. Khi d6 van dé chién luge 1a 1am thé nao
dé& han ch€ gia trj gia tAng cua nhimg ngudi choi khac trong
tré choi. Chiing ta da thiy diéu ndy duge Nintendo sit dung
nhir th& nao. Nintendo da thiét lip m{t vong tron hoan hao 4€
gianh duge ddc quyén dGi v cic trd choi dién tir 8 bit. Trong
sudt mét giai doan dai, gan nhu khong c6 méi de doa nao thye
sy nguy hi€ém ti phia cac d8i tha canh tranh. Mic dd nhimg
ngudi chai khac trong Mang gia trj cua Nintendo - khach
hang, nha cung cip va d6i tugng bd trg - van ti€p tyc doi phin
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tir chigc banh nhung chién luge cua Nintendo d3 han ché duge
gia tr] gia ting cua tat ca nhitng nguoi choi do.

Thye t&€, ban hiu nhu luén ludn c6 day ddi thu canh
tranh. Trong trudng hgp nay, thich thie khéng phai 14 lam
th& ndc @& han ché gia tri gia ting cta nhitng ngudi choi khic
ma la lam thé& ndo d€ c6 gié tri gia ting cho chinh minh. Tao
dung gia tri gia ting 1a m{t céng viée rat khé khin trong kinh
doanh néi chung. Ban tim céach cai thién chit lugng vdi chi phi
tdng 1&én khong nhiéu, nhu TWA da lam v6i hang ghé tién
nghi, hodc giam chi phi nhung khéng lam anh hudng qua
nhiéu dén chét lugng. Thaim chi néu khén ngoan ban ¢6 thé
tim ra ¢o h$i ma ching ta goi 14 "lgi ich kép” - & wira cai thién
chit lugng vira giam chi phi dong thdi.

Cac 361 thu ciing chai nhit ban. He ciing tim cach d€ c¢6
duge syt danh ddi va lgi ich kép mét cach théng minh. Sy ning
déng nay sé khién cho gii tri gia ting bi x6i mon. D€ bao vé
gia tri gia ting cua minh, ban ¢in tao ra cac mdi quan hé vii
cac khach hang va nha cung c¢ip. Khoéng c6 mdi quan hé do,
ban chi ¢6 thé ban hang hoa théng thudng. Cing véi méi quan
hé, chic chin ban dang bin mot san phim ddc nhit, va mjt
phin trong san phdm tron gbi d6 chinh 14 ban. Quan hé sé
giup ban ting gia tri gia tAng ciia minh. Trong b&i canh canh
tranh hién nay, diy thudng chinh 1a chia khba d€ c6 thé kigm
dugc tién.

Chuong trinh danh cho khach bay thudng xuyén
AAdvantage cia Hang hang khéng America 1a mdt vi du dién
hinh vé giay dyng m&i quan hé. AAdvantage d3 tao ra long



Ly thuyét trd choi trong kinh doanh . .. 283

trung thanh bang cich trao thudng cho nd. Chung t6i khuyén
nghi rang cic c¢dng ty d8u nén cd cic chuong trinh danh cho
khéch hang trung thanh cta minh vai d3a dua ra chin 15i
khuyén noi loi cam on va&i cde khiach hang cia ban mét cach
hidu qua.

Chuong trinh danh cho khach hang trung thianh la mét vi
dy vé chién luge cd thé ti€p tuc c6 hidu qua ngay ca khi bj mé
phong, sao chép. Ngugc lai vai Iy 1€ thudng tinh, d6i khi viée mé
phéng sao chép lai c6 1¢i nhiéu hon ¢6 hai. Ly do ¢ day 13 néu
cac chién luge cd thanh t& "cung thing”, thanh & nay sé duge
khuéch dai béi sy md phong sac chép. S& con nhidu vi dy vé sy
mé phong lanh manh duge néi dén nira sau day.

Gia tri gia tdng la co so ddu tién cua sitc mgnh trong
tro chot, tuy nhién do khéng phdi la co sé duy nhét. Cac quy
tic choi e6 thé 1am thay d6i tuong quan lye lugng gitta nhitng
ngudi choi. Day chinh la chu dé trong chuong tiép theo cia
ching ta.



CHUONG VI
CAC QUY TAC

Khi cdc quy tdc choi khéng phit hgp d& chién thing thi
cac ngdi quy toc murde Anh thay dot ching.

- Harold Laski

Khi chiing t6i noi dén thay ddi cude choi, digu dau tién
moi ngudi thudng nghi dén 1a thay déi cac quy tic. Nhung néu
chlng t6i hoi ban céd thé thay ddi cic quy tac ndo va ban dinh
lam th& nao dé thay d6i chiing thi moi ngudi thudng to ra béi
réi. Boi vi hdu hét cac quy tic ma cac doanh nghiép cin phai
tuén thui chinh 14 cic digu khoan phap luét va cic thong 1é da
duge thigt lip mot cach vitng chic, Ching duge lap ra dé bao
dam ring thuong mai di&n ra mét cach binh déng trén thyc té
vl thi truong vin hanh lién tyc v3 cdc hgp déng dirge tén
trong. Budc ra ngoai cac quy tic nay, ban sé co thé bj phat tién
do pham luit hodc bi loai hin ra khoi thi trudrng.
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Tuy nhién, cén c6 nhirng quy tie khic cta tréd choi ¢é
th& c6 y nghia khi thay d6i. Nhiéu quy tic trong s6 nay c6 thé
tim thdy trong cic hgp dong giao két. Cac hgp dong cua ban
véi khach hang vA nha cung ¢dp dinh hinh cho cac giao dich
v(ii nhitng ngudi choi d6 theo nhimg cach thire ¢6 thé gay anh
huéng xa hon trong tuong lai. Chi mit diéu khoan thay doi
cling c¢6 thé lam nghiéng can cén lyc hrgng vé phia ban hodc
nguge lai. Bang cach dinh hinh cac quan hé ctia ban véi khach
hang va nha cung cap, cling chinh cic hgp déng nay s€ dinh
hinh luén ca cac quan hé cia ban v&i d6i tha canh tranh. D€
chéc chén ring ban choi mit tro choi ma ¢ d6 ban s€ kidm ra
tién, ban ¢dn phai chéice chan ring ban ¢6 nhimg quy tic phu
hgp trong cic hgp d6ng ctiia ban.

Piéu ma tat ca cic quy tic co thé dé thvong lugng hon
nay ¢d chung chinh Ia & ché ching bao gém cac chi tiét. So véi
viée thay doi ngudi choi hay gia trj gia ting thi nhiing thay 46i
c6 thé ¢6 dudng nhu chi la chuyén nhé. Chinh difu nay khién
chiing thudng dé bi bo qua, khéng duge chi v dén:

Téi chi mudn biét Chila troi nghi gi.
Tdt ca con lgi déu la chuyén nho.
- Albert Einstein
Tuy nhién ¢6 mdt cach nhin sy viéc khac:
Chita troi chinh 1d ¢ trong céce chi tiét nho.

- Ludwig Mies van der Rohe
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Nhar chiing t6i sé chi ra trong chuong nay, cie thay d6i
nhd trong cac quy tic kinh doanh ¢6 thé tao ra nhimg thay d6i
rat 16n trong két qua thu duge. Noi cach khac, chi tiét 1 t4t ca
trong bt ky diéu gi lién quan dén cac quy tac kinh doanh.

Dé minh hea, chiing ta sé [in higt nghién citu mét s8 cic
quy tdc khic nhau va phin tich d& xem méi quy tac dé anh
hudéng dén tro choi nhu thé nao. Diéu nay ddi hoi ban hinh
dung riang da c6 mét quy tic cho truée dang duge thyc hién,
sau 46 dit minh vao vi tri cia ngudi khac va thit choi trd choi
tir tat ca cac phia khac nhau. Khi d4 hiéu rd hon vé hau qua
ma mdi quy tic dem lai, ban c¢6 thé quyét dinh xem ban cé
mudn ap dung quy tic d6 hay khéng va néu quy tic 6 dang ¢é
hiéu lige thi ban ¢6 muén thay 46i n6 khéng,

o day khéng ¢6 co ché cling nhir thuit todn nao 4é tao
ra cac quy tic. Day 1 hanh vi sdng tao. Mic di viy, ban van
cd thé ¢d duge cac ¥ tudng cho cac quy tic mdéi tir nhiéu
ngudn khic nhau. C6 mét cich toét 12 tim mdt quy tac da cho
thdy n6 cé hién qua trong mgt bdi canh cy thé€ nao 46 va
xem xem li¢u né ¢d hiéu qua trong mét bsi canh khac hay
khong. Chang han, 14y quy tic ap dung v&i khach hang
trong dam phadn d€ mang sang ap dung v4i nha cung cip.
Hoidc 14y quy téc ban cho 1a 3 phat huy tic dyng t6t trong
mét doanh nghiép khic va Ap dyng vao doanh nghiép cua
minh. Cac quy tic duge thio ludn dudi day sé gilp ban b
thém nhiéu ¥ tuéng hon nira.
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Hgp dong véi khach hang

Ban va khach hang cua ban 1a cac d8i tic cua nhau
trong vige tao ra gia tri, tuy nhién dé khéng hoan toan chi 1a
hgp tac. Chic chén s& dién ra mét cude tranh gianh khi phai
chia chiée banh. Khi khach hang cna ban doi ban ¢6 nhimg
nhugng bd vé gid, d6 sé 1a canh tranh chir khéng phai hgp
tac. Con tong thé tro choi s€ 1a ddng thdi vira canh tranh vira
hgp tac.

Trong chugng vé Ngwoi choi, chiing ta da néi dén viée
dua thém khach hang vio cudc nhu mot cach &€ dich chuyén
can can lye hugng nghiéng vé phia ban. Ban tham chi ¢6 thé
mudn trd tién d&€ ngudi khac choi, nhu LIN Broadcasting da
tam v&i Bell mién Nam. Trong chuong vé Gia tri gia tdng,
chiing ta cfing d& thdy han ché cung s& c6 tac dyng lam han
ch& gia tri gia ting cia khach hang. D6 la 1y do vi sao
Nintendo va DeBeers lai thanh c6ng d&n vay.

Trong phin nay, ching ta s€ xét xem lam thé ndo sir
dung cac quy tic dé thay ddi tro choi véi cac khach hang cia
minh. Bdgi vi clc quy tie lam thay d6i can cin lyc lugng nén
ban ¢6 th€ sir dung chiing d€ co cfu lai cae cudc thuwong lugng
sao cho ¢6 lgi hon cho ban. T4t nhién 14 khach hang cia ban
cling <6 gang thay d6i cic quy tic d€ ho c6 thé dirng vao mot vi
theé manh hon. Cude ddu d€ thidt 14p cic quy tic 13 tign dau.
Cu hoi quy tac cia ai chiém vu the sé duge ching t6i quay tra
lai trong phin cudi chuong ndy. Tuy nhién, myc dich trude hét
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& day 1a 1am rd d& thau hidu cich thire ma cac quy téc c6 the
1am thay d6i tr6 choi.

Chiing t6i sé bat dau vai mét digu khoan cb tén "t61 hué
khach" (khach hang duge vu dai nhét). Diéu khoan nay duge
sit dung kha réng rai nhung nhiig anh huong cla né chua
dirge nhiéu ngust danh gia cao.

Céac diéu khoan tdi hué khach

Mot diéu khoan vé 61 hué khdch (khach hang duge wu
dai nhat - MFC) 1a mot thoa thuén trén hgp dong giita mét cong
ty va mot khéch hang, trong d6 bao dam rang khach hang nay
ludn ludn duge hudng mite gid t6t nhit ma cbng ty dang danh
cho bét ky khach hing nao khic. MFC ngéin can mét cong ty doi
xit vdi cac khach hang khice nhau theo céce cach khéc nhau trong
dam phan. Cac t&n goi phé bién khac ctia quy tc nay 12 "t6i hué
qudc” va "didu khoan vé gi tot nhat".

MFC rét phé bién trong cic hgp déng song phuong
gitra hai doanh nghiép. Ching ta ¢é thé thay ching trong du
cdc nganh nghé kinh doanh tir san xudt vé hdp lon nhom, cac
b6 phén cia xe hai dén cip quang va thiét bi kiém tra trong
xay dyng. Cac khach hang thuéng mudn c¢6 mét diéu khoan
bao dam cho ho vé gia ca. Voi MFC, cic khach hang sé dugc
chic chan rang he khong bao gid bj rgi vao thé bat lgi vé gia
trudge bat ky d6i thu canh tranh ndo khi mua hang tr cung
mét nha cung cép.

Cac didu khoan MFC co vé nhu rdt ¢o lgi d6i véi
khach hang ciia ban, con ddi vai ban thi sao? D€ tim hiéu
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diéu nay, hdy cung xem lai tro choi Quan bai di néi trong
chuong vé Ly thuyét tro chol.

Ti€p tuc trd choi Quan bai

Adam va 26 sinh vién cao hoc cia minh lai ti€p tue tro
choi v8i cac quén bai. Cling nhu Ian trude, Adam git 26 guin
bai den va médi sinh vién gilt mét quan bai d6. Mot Tan niva
day 1a tro choi thuong lugng giita Adam va cac sinh vién,
giong nhu van diu tién trong tré choi Quén bai ma chdng ta
da biét trong chuong Ly thuyét tro choi.

Lan nay, tuy nhién, ¢6 mét y&u t& méi. Ngay trude khi
tré choi bat ddau, mét sinh vién tén 1a Tarun tuyén bd anh ta
khéng chai duge vi phai di phong van dé xin viée. Khéng sao
cad. Adam da hita v&i Tarun ring anh ta sé duge nhan sé tién
dang bang ngudi choi va nhin duge nhiéu nhét trong s8 cc
sinh vién khéac - not cach khac, Adam hita danh cho Tarin
diéu khoan MFC. Tarun hiéu ring bay gi¢ anh ta di duge bao
dam sé€ nhan dugce bang ngudi nhan duge nhiéu nhit ma
chéang phai t6n cng site gi. Vi viy, anh ta da vui vé ra di.

Ngay ca khi Tarun nhin duge &Gng bing ngudi sinh vién
nhan dwge nhiéu nhit trong tré choi, anh ta van ¢6 thé sé rat
ngac nhién vdi két cyc caa trd choi. Hop dong cha Adam véi
Tarun da khién Adam tr¢ thanh ngudi mic ca chit ché hon
voi timg sinh vién trong s6 con lai. Ching ta hiy ciing xem
cudc thuong hrgng dau tién. Néu ngudi sinh vién diu tién doi
thém duge 1 USD thi Adam sé mat 1 USD ngay lac d6. Nhung
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sy wu dai d6i voi Tarun ciing lam Adam s€ mat thém ddng 1
USD nira, boi vi Adam di hira sé€ cho Tarun huéng cling mie
gii d¢6. Nghia 14 bat ki lde nao Adam nhan nhugng 1 USD thi
ong ta sé€ mat di 2 USD. Do vay, viéc mic ca 1a khéng con can
ximg nita. Adam sé tr¢ nén quyét liét hon, bat chép hon. Két
qua c6 thé dy doan 14 Adam sé gianh duge nhigu hon mbt
nira cla s6 tién 100 USD trong lan thuong lugng nay.

Diu nay it nhiéu ciing sé gidng nhu viy vdi cac cufe
thuong lugng con lai cua Adam. Ngay ca khi Tarun khéng ¢6
trong phong, sy hién di¢n clia anh ta van ¢6 thé cam nhén thiy
trong méi cude thitong lugng. Tat ca cic sinh vién sé€ déu nhén
duge it hon (k€ ¢ Tarun). Khi anh ta quay tr¢ vé tir budi
phong vén, anh ta s& rit thit vong khi nhin thdy tré choi Quén
bai d3 duge choi nhu thé nao.

Cac tac dong cia MFC 1a phan tryc gide. Ngudi ta dé
dang cho ring, mét cich ty nhién, khich hang sé dwge ki hon
véi syt bao dam cla MFC. Va sé 1A nhu viy, n&n nhy MFC
khéng lam thay ddi cufe choi. Ma trong thyc t& thi ching
dting 14 43 lam thay d6i cuée chot that.

Néu ban ngac nhién v&i két qua niy, ban cling khing
phai 14 ngudi duy nhit. Pa hon mét Tan, Qudc hdi M¥ chon
déng vai tré ctia Tarun. Heo dé€ viée thuong lugng cho nhiimg
ngudi khae va hai long nhan 14y m¢t phan bing phén cia
ngudi duge lgi nhat. Liéu chinh phit My ¢6 lam quge gi kha
hon Tarun trong tré choi Quin bai hay khong? Ching ta hiy
cung xem vi dy sau.
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Uu dai cho Nghi vién

M4t trong s& nhiu lgi ich ngoai I&8 m& cic thanh vién
Qudc hoi duge hudng 13 ho ¢ quyén dua ra quy tic. Nhimg
ngudi khac phai choi theo ho. Khéng ¢in phai néi chiing ta
ciing c6 thé€ doan duge ring nhimg quy tic tAm dac nhat 46i
v&i Qudg hoi chinh 13 cic quy tac lién quan d&n cac cube biu
cit, nhat 1a chi phi vin déng bau et

K& tir ndm 1971, cac thanh vién Quéc héi di nhan thay
réng ho c6 thé tiét kiém thdi gian huy ddng tai chinh néu ho
tim ra cach gidm bét chi phi cho van dong tranh cir. Ma myc
ddc biét t6n kém trong chi€n dich tranh cir chinh 13 truyén
hinh trye tigp. Do vy, Qudc hoi da théng qua Luat Van dong
tranh cir lién bang, trong d6 yéu ciu cic cong ty truyén hinh
chi ldy phi clia cic ing cir vién ra tranh cit bing véi mite thap
nhit ma he 13y clia cic cdng ty thuong mai. Céc chinh trj gia
da vy bo phiéu d€ gianh duge quy ché€ MFC cho chinh minh
trong viée mua thdi gian phat séng.

Ludt trén da khéng gay duge anh hudng nhu mong
dgi. Bigt duge ditu d6 nén trong cic ndm bau cif, cac chinh tri
gia mua rét nhidu thdi lugng phét séng va cic dai truyén hinh
thi muén thu duge cang nhitu cang t3t tir cac cude van dong
tranh cir trge ti€p d6. Do vay, khi gin dén ky biau ctr, dai
truyén hinh s€ lam nhtr thé nao néu mét céng ty thuong mai,
ching han nhu Procter&Gamble d&n d& dim phan vé mitc phi
cho quang cio trén truyén hinh? Dai truyén hinh s& trg nén
tdt ciimg ran vé gid cd. N&u ho nhugng bo vé gia cho P&G,
thdm chi chi la d& 14p day phén théi lugng con trong thi ciing
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12 rat ton kém, badi vi bt ki mét wu dai gia nao duge trao cho
P&G ciing kéo theo viée cac chinh tri gia kXhac sé duge hudng
cing mirc wu dai dd cho cac buéi truyén hinh ciia minh. Khi
d6, dai truyén hinh sé thiét hon bdi vi mite gia chung cho cac
chinh trj gia thdp di khong thé duge bu dip du bdi mét hgp
d6ng thém viao cua P&G. Két qua la: P&G sé khéng nhan duge
bét ky uu ddi nao vé gia.

Mot két qua cua ludt nay 14 cic mang truyén théng rét
cye dd kifm duge nhiéu tién hon ca trude kia. Ho d3 lgi dung
thye t€ 14 cc chinh tri gia dugc hudng quy ché MFC dé tir chéi
khong wu dai vé gia cho tit ca cidc khdch hang khac. Con d6i
v&i cac khach hang nay - nhu P&G va cic cong ty khic - thi
luit nay chinh 14 mét loai thué ngdm. Trén thye t€, cac chinh
trj gia da danh thué vao chinh ban than minh. Tham chi ngay
ca khi hg ¢6 durgie mite gia t6t nhat thi digu kién vé gia t6t nhat
cing d3 din d&n két qua 13 cdc mang hudi truyén théng danh
phi cac hon d8i véi tit ca nhitng ngudi khac. Nhu viy, gia tét
nhat khi dé cé thé con cao hon mite gia dang 1€ ho sé phai tra
néu nhi khéng cé diéu khoan ndi trén. Viée thong qua luat
thye t& da 1am thiét hai nhiéu hon cho chinh céc chinh tri gia
théng qua no.

bay khéng phai 1 Tin duy nhit Qudc hi My di ty ban
vao chin minh nhu viy. Nam 1990, Qubc héi 44 cai 10 lai viée
tra tién bao hi€m y t€ (do Medicaid thu‘c' hién} 14 mgt phan
trong bd tudt cin d6i ngidn sach nhidu myc. D& tim cach kiém
soat gia thude, Quéc héi da khéng hai long khi thiy nhiéu t6
chitc bao hiém y t&€16n duge hudng mire gia thude thip hon so
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vdi chinh phu. Vi vy, Qudc hoi da thay d6i trd choi. Ho thong
qua mét dy luat dua ra nhitng quy tic md&i vé viée Medicaid tra
tién cho tit cd céc nhian thude mdi, theo d6 Medicaid chi
thanh toan hodc theo 88% gid ban buén trung binh, hojc theo
bat ky muc gia t6t nhit ndo di danh cho nhitng ngudi khac
trong nganh ban lé duge pham, ty theo mitc nae thap hon thi
chon mire d6.

Chinh pha da nhan duge gi trong trd choi méi? Khong
nhi¢u nhu dy tinh. Ching ta hiy eling nhin tro choi tir phia
ntha san xuat duge phdm. Véi luit méi, s& khong ddng d€ ban
chao mét ai d6 mire gia thap hon 88% so véi mie trung binh.
Néu ban lam digu d6 thi ban s& phai m& réng mic gia thap d6
sang cho ca chinh phu va diéu ndy chic chin 1am ban thiét hai
nhiéu hon ngay ca khi e6 thém duge mot moi lam in méi.

Dale Kramer, Gidam ddc phu trach mua thude cho Kaiser
Permanente da mo ta diéu nay nhu sau: "Truéc ddy, chiing téi
da timg d€ nghj nha san xual (thudc) mie 90%, ¢ thé vao
khoang 10 triéu USD trong méi thuong viu méi, va nhan duge
mire gid kha wu dai. Con bay gio, khéng ai mudn giam gi4 thap
hon mic san ciia Medicaid.”

b6 chua phai 1a tat ca. Boi vi khéng ai nhén duge mite gia
thip hon 88% so véi mite trung binh nén chinh mitc trung binh
ciing khéng con dimg & chd cd. Vi che mite gia thip méat dan di
nén inirc gia trung binh ting 1én. Bay gi¢r thi nha san xuit thude
s€& khong mudn chéo bat ky al mite gia thap hon 88% clia mite
gla trung binh méi d4 cao hon mite trude. Ly do ciing van thé,
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K&t qua 12 gia trung binh lai tiép tuc ting. RAt kho néi khi ndo thi
k&t thie, tuy nhién hoan toAn c6 kha ning 88% mitc gid méi cudi
chng con cao hon ca 100% mite gia lae ban dau.

P&i véti chinh phi, viée d61 hoi chi trd 88% mitc gia
trung binh 13 ¢é thé hiéu duge. Sai lim & ddy 14 chinh phu da
dong thdi cho minh hudng thém quy ch& MFC. Diéu ndy tao ra
déng co cho cac nha sin xudt ting gid va lam cho mifc gia
trung binh cling ting theo. Chinh phu cudi cung phai tra muc
gia cao hon, cling nhu tit ca nhitng ngudi khic. Diéu chinh
phu dang 1& phai 1dm 12 tim cich tao ra dong cd d€ cac nha san
xuét thudc giam gia, chir khong phai ting gia. Khi d6, mic gia
trung binh ciing s& giam xudng va chinh phu thim chi s€ c6
thé& giam chi phi vé thudc nhiéu hon nira.

Fiona Scott Morton, Gido su truéng Kinh doanh
Stanford, da danh gia tac ddng cua viée thay ddi quy tic ddi
véi gia thudc nim 1990. Ba dua ra két luan ring gia da ting
trung binh 9% d5i v6i cac nhan thufc ¢6 ban quyén va 5% ddi
vri thude khong ¢6 ban quyén. Thim chi gia cdc thudc thong
dung ciing ting mic du thude niy khéng nim trong danh
muc cac loai thude huéng digu khoan vé gia t8t nhét. Gia cua
nhitng thude ndy ting trung binh 2%, mitc thap nhat trong s§
cac nhéin thude.

Cach ma trd choi mdi duge choi cé thé d4 1am cho chinh
phil ngac nhién, nhung cic nha san xudt thudc thi khéng. Ho
A3 luén ludn lam ding. Thyc ra cic nha san xuét nay khong
phan d6i viée danh cho chinh phit mitc gia t6t nhat. Roy
Vagelos, Tong Giam d6c Merck, da giai thich: "Quan di€ém cua
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ching toi v& gia tot nhit cho Medicaid - gio diy d3 duge dua
vao luit lién bang - duge cing ¢8 bdi chinh sich 1au dai cua
ching t6i vé tranh giam gid qua nhigu."

Bang viéc cho chinh minh huéng quy ch& MFC, Chinh
phu da gitp cho mang Iudi cic dai truyén hinh va cic nha san
xudt thude duge 1gi véi cal gid phai tra 12 chi phi cta cac nha
quang cdo va cac cong ty ban 1¢é thudc tu nhéin ting lén. Va
Chinh phu ciing ching lam duge gi nhidu hon cho chinh ban
than minh.

MFC da lam thay d8i tro choi. Khi khach hang clia ban
dugce hudng quy ch& MFC, ban s& ¢é6 kha ning chju dyng
dugce 4p Iyre giam gia tot hon. Cé mét nghi thirc chung trong
cac cugc dam phan véi khach hang vé giad. Ban néi véi khich
hang: "T6i cling mudn gidm gid cho anh 14m, nhung téi
khong thé." Khéch hang cua ban s€ dap lai: "Anh ciing khéng
thé khong lam nhu viy. B&i vi néu khéng, t6i s& khéng mua
ctia anh nira.” Thudng thi ban chju thua véi Iy 18 nay. Nhung
néu cic khach hang khic cua ban 43 c¢6 MFC, cac 1y 1€ cla
ban s& trd nén thuyét phyc hon. Ban cd th€ chi ra ring viée

nhugng b§ gid cho mét ngudi s dian d&n bat budc phai
nhugng by dbi véi tat ca nhimg ngudi khic. D6 thye sy la
diéu ma ban khéng thé ¢ du sitc d€ 1am. Ban chi ¢é thé don
gian noi khong.

MFC 1a mét vi dy cua céi goi 14 "sy cling nhiic cha chién
luge™. Mol ngu¢i thudng nghi ring tinh linh hoat néi chung 14
tat. Khéng phai nhu viy. P61 khi ban lai ¢6 sitc manh 16n hon
vii d6i tay bj tréi.
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Dy la chién luge da duge ap dung boi Hernan Cortés,
mét ngudi Tady Ban Nha di xAm luge Trung va Nam M§ khi
ong ta dat chan 1én d4t Mexico. Pdi quan cia dng ta da bj ton
that kha nhigu sau chuyén di dai. Vi s¢ thua trén nén rit nhiéu
ngudi mudn quay tré vE. D€ cling ¢f tinh than quyét tdm cla
quén linh, sau khi cip bén, Cortés 33 cho phi tan cic con
thuyén. Khéng thé quay tré lai, quén linh chi con mét lya
chon 13 tién vao dat lign. Trude khi ho d8n, thu 46 Aztec,
Mozetuma & d6 da sdn sang dau hang ma khdng cin phai
danh nhau. Chién luge ctia Cortés do vay mic du lam giam bét
co hoi Ita chon ena dng nhung lai cung ¢d thém sirc manh cia
quén déi do 6ng chi huy.

Viéc trao quy ch& MFC cho khach hang ciing ¢6 tac dung
twong ty. Ban giam bét co hdi lya chon cua minh bdi vi bay
gid ban budc phai danh cho khach hang mitc gid bing mirc gia
t6t nhit ma ban da danh cho bit ky at khic. Tinh citng nhéc
trong chién luge nay chinh 13 cai ban mudn, boi vi nd rang
bude ban trong khi dam phan va gitp ban dimg virng trude céc
khach hang cta minh,

Né&u nhu MFC chi gilip cho ngudi ban c6 thé gianh phin
I6n hon cua chiée banh thi vi sao cic khach hang lai van tiép
tue mudn ¢b nd, va thim chi gy ap lyc 4€ cd nd? Mot trong
cac 1y do 14 c6 mdt s& khach hang khéng hiéu duge vin d€ nhu
vay. Ho khéng nhin thy ring chinh MFC d3 lam thay 44i tré
choi. Diéu nay khéng ¢ gi ngac nhién, bdi cich MFC giy anh
huong 14 rdt tinh vi, khéng dé nhén thay, thdm chi phan tryc
giac. Mot 1y do khac la mot s6 khach hang nhan thay ho chila
nhimg d8i tic nho bé, hode cing 1dm 14 trung binh khi dam
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phan. Cac khach hang nay s€ rit vui 1ong nhin mirc gia thap
nhit ma ngudi khic dam phéan duge, ngay ca khi MFC dua dén
mot mife gid chung cao hon. Thit ba, khong phai bao gic MFC
ciing dwra dén mire gia cao hon cho khach hang. Lubn ludn 6
kha ning c6 mot khach hang nio dé tré nén rit cimg rin va
néu ngudi ban bi bude phai cho khach hang nay nhitng diéu
kién rat hao phéng dé€ cé dugc mdi lam 4n nay thi ngudi ban
dd cfing phai danh &ling nhiing diéu kién nhr vay cho tat ca
cac khach hang dang huong quy ch& MFC. Khi d6, cac khach
hang khic nay sé c6 thé ¢6 duge mie gia t6t hon ma ban thin
ho khéong c6 kha ning ty thuong lugng cho minh.

Cac khach hang 14 cac cong ty con c¢6 mdt Iy do khac dé
chdp nhin, thim chi ddi hoi ¢6 duge quy ch& MFC. M¢t
khach hang doanh nghiép 6 thé it lo 1ang v& mirc gia tuyét
d51 hon 13 viée ho s& & vao vi the bat lgi v& chi phi so vai cac
d&i thu canh tranh. Néu ding nhu viy thi ¢6 duge MFC sé
mang mot y nghia rat 16n. N6 cling gidng nhu mét hgp déng
bao hiém, biao dam cho khach hang luén ¢é dugc sy ngang
bing vé gia vai bat ky ai khac mua tit cing m$t nha cung
cdp. Phi bao hi€m trong trudng hgp nay chinh 1a mirc gia
chung bj ting lén.

Cac nhan vién phy trach mua sim cia khach hang
thudng 13 nhitng ngudri sot sing nhit vGi MFC. Diéu ho khong
mudn nhit 12 nhan vién mua sdm cia d6i tha cgnh tranh co
thé ddi duge mitc gia tét hon. Digu niy sé tao ra &n tugng la
ngudi nhan vién d6 1am viéc kém hidu qua va rt cé the s€ trg
thanh 1y do &€ anh ta bj dudi viéc. Quy ch& MFC s@ gidi quyét
duge van dé nay cho ngudi phy trich mua sim. Nhitng ngudi
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nay co thé don thuin khdng nhén thiy ring MFC c6 thé dan
d€n lam ting mirc gia chung, ma tham chi néu cé thi ciing
khéng quan tdm nhidu l4m mét khi ho vaAn c¢é duge mire gia t6t
nhat trén thi trudng. Con ngudt phai tra gia cho digu 46 sé 1y
mét ngudi khic. Tinh hudng ndy ggi cho chiing ta nhé dén
nhimmg vén tho clia Tom Lehrer:

“Mot khi tén hra & trén trat, ai cdn quan tém dén ching
sé roi vao ddu? Di sao thi ciing khéng phdi la chd cua t61.”

- Wernher von Braun.

Béy gio thi ching ta d4 thdy MFC ¢6 lgi cho ngudi ban
nhw thé ndo va vi sao cic khach hang mic di viy vin muén c6
nd. Nhu vy 1a chi con phai xem xét mot khia canh nita: Mgt
khi d3 c6 MFC, né s€ 1am thay d8i cich thirc ddm phan nhy
thé& nao?

MFC 1am giam ddng co dam phéan ciia khach hang.
Chiing ta da thdy chinh phu ty bidu quyst d€ trao cho minh
quy ch& MFC, sau d6 ngdi yén d€ nhimmg ngudi khac lam tat ca
c4c cOng viéc v8 dam phéan. Hau hét cic khach hang c¢6 MFC
déu 16 ra tich cyc hon nhu viy. Ho khéng bo qua co hdi ddm
phan cho chinh minh. Nhung tham chi ngay ca khi d6, théng
thudng khach hang ¢6 MFC ciing khéng quyét liét 1am trong
thuong lugng v&i ngudi ban. Diéu nay c6 ¥ nghia cia né. Di
nhién khach hang ciing ¢6 thé d€ cho nhimg ngudi khic lam
cong viée khé khin d6 biét ring ho s& ¢6 lgi trong bat ky mirc
gi4 vu dai nao ma nhitng ngudi khac gidnh duge tir ngudi ban,
Nhung néu tit ca déu ¥ lai vio ngudi khic 1Am cdng viée
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thuang lugng khé khin 6 h$ minh thi cong vige dd sé khong
bao gi¢ duge thye hién c6 két qua.

Sy kém nhiét tinh ndy dic biét thay rd néu nhitng gi
khach hang quan tdm chi 12 vi th& ngang bang vé chi phi so véi
d6i thu canh tranh. Vi MFC, khach hang yén tAm ring khong
ai ¢6 thé c6 duge mire gia t6t hon minh ngay cé khi ho chi ngéi
xem ma khong hé lam gi d€ thuong lugng. Liéu khich hang ¢6
nén ¢ gang d€ thugng lugng mirc gia thap hon tir phia ngudi
ban hay khdng néu ho hy vong gidnh dugc l¢i thé vé chi phi so
v&i @81 thi canh tranh? C6 1€ 12 khéng. C6 nhitu kha nang 461
thi canh tranh cua h¢ cling d3 duge hudng quy ché MFC tir
ngudi ban. Néu khach hing nay c¢6 duge mifc gia thap hon thi
tat ca nhitng ngudi khic cling s duge nhu vay. Vay thi tai sao
phai ban khoan?

Tém lai, MFC d3 bign ngudi ban trg thanh cac con hé va
céc khich hang trg thanh nhimg chtt méo. Theo ban ai sé la
ngudi gianh dugc miéng banh to hon?

bigu rét cuc di khi€n MFC thay d6i cufe choi mot
cach hiéu qua chinh 13 sy tinh vi khé nhén thdy trong cach
noé cho phép nhimg nguei ban gidnnh quyén kiém soér, gan
nhu theo kigu "cita hau". Bing cach trac quy ch& MFC cho
mét khach hang, ban da 1am thay d6i cude choi d6i voi tat ca
mei ngudi, D6 1a b vi khi ban dam phan véi mot ai d6, vige
liéu khach hiang @6 ¢6 MFC hay khéng khong quan trong
bang liéu cdc kKhach hang khdc ciia ban ¢6 MFC hay khéng -
@4 chinh 14 digu bién ban tré thanh con hé. Ngudi khach
hang kia ¢6 thé khéng thich thye t& nay nhung anh ta khong
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th€ 1am gi dé thay doi tinh thé. Anh ta khéng kiém soat dugc
viéc ban c6 cho cac khach hing khic quy ch& MFC hay
khéng, tit ca nhimmg gi anh ta c¢6 thé ki€m soat duge 14 MFC
cia chinh minh. Néu cic khach hang khic cling ¢c¢ MFC,
diéu nay s€ dit anh ta vao vi thé yéu hon, anh ta cd 1€ cling
sé& danh chip nhin MFC d& ¢6 duge sy dam bao vé giad nhu
nhiing ngudi khéc. Khi anh ta lam nhu vy, d6 sé 1a ddng co
manh hon d&i v&i nhitng ngudi khac nita d€ chap nhin diéu
khoan MFC cho ho.

Nhu vy, mic dit MFC mang lai nhitng lgi thé rit lon,
nhitng ngudi ban khing nén coi d6 1a mdt thir thian duge chita
bach bénh. Mgt nhuge diém khi trao MFC cho khach hang la
lam nhur vy sé khién ban khé gilt duge khach hang d6 hon.
Gia sir nhu @6i tha canh tranh ciia ban mudn danh cép khach
hang &6 tir tay ban va chao mitc gia thap hon cia ban. Dé gitt
khach hang, ban sé phai ha gii cta minh cho bing mite gia cia
d6i thu canh tranh. Tuy nhién, digu nay s& tao ra tién 1é cho
cac khach hang khic cia ban, nhitng ngudi cling co thé teéng
dgi duge hudng mite gia thap do. Néu nhu ho déu c6 MFC thi
khéng nhiing hg chi tréng d&¢i, ho chic chin s€ nhin duge
mitc gia d6. Trong tinh hudng d6, vigc ¢ gir lai khach hing
diu tién c6 thé sé bat ban phai tra gis rat dit. Ban sé 1anh
phai dé cho anh ta di.

Do ¢6 thé chinh 14 nhitng gi ma d6i thu canh tranh cha
ban dang tinh toan. Biét ring cic khich hang cua ban ¢ MFC,
d6i thi do s€ rao riét theo dudi khach hang cfia ban hon trong
Ian dédu tién. Do viy, néu ban lo ling vé vigéc cé thé d& mit
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khich hang vio tay d6i tha canh tranh thi cho ho hudng quy
ché& MFC ¢6 thé 1a m6t ¥ tuong ¢é hai.

Nhuge diém thir hai & diy 1a ban s& t8n kém hon khi ban
mudn theo dusi khach hing cha d6i thu canh tranh bing gia
ca. Ban sé budc phai chao mitc gid d6 cho tit ca cic khach
hang hién tai cua ban va cé thé khach hang mdi khéng dang
maot sy hy sinh 1én nhu thé,

T4t nhién ciing chinh i hai Iy do nay ma ban sé& ¢6 thé
¢0 lgi khi d6i thi canh tranh cua ban trao quy ché& MFC cho
khach hang ctia hg. Tuy nhién, didu nay khéng nim trong
tam kiém soét ctia ban. '

Piéu khoan téi hué khach (MFC)
trén quan diém ngudi ban

Lovi
1. Khién ban tr& thanh nha thuong lwong cing ran hon.

2. Giam ddng co mac ¢a gia cia khach hang.

Hai
1. Khién cho dbi thd canh tranh cla ban d& dang I5i kéo
khach hang clia ban.

2. Khién ban kho I6i kéo khach hang clia d6i thi cgnh franh.
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Biéu khoan ti hug khach (MFC)
trén quan didm khach hang

Lol

- Cho phép ban dwoc hudng lgi tir bat ky mirc gia
ndo r& hon chao cho cac khach hang khac sau dé.

- Bao dam rdng ban khéng bao gi& bj bt Ipi vé& chi
phl so vé&i dbi thii canh tranh.

- Logi bd kha nZng ban bj danh gia 13 kém néu khéach
hang khac ¢é dugc mirc gia tét hion.

Hai

- Khi rihirng ngurdri khdc ¢b MFC, ban sé rit kho dam
phén d& co duge mie gid wu d4i dic biét.

Ching ta di vira thdy ring tic ddng chu y&u cua MFC
481 v&éi méi quan hé ngudi ban - khich hang 13 1am djch
chuy&n cin cén lyc Iugng nghiéng v& phia ngudi ban.
Chiing ta cdn th&y ring viée cho khach hang cia minh
hudng quy ché MFC khéng phai 1a khéng ¢ i ro, bai vi
IAm nhu vy s& khién ban tr¢ nén nhay cdm hon trude sy
tanh tranh cla che d&i thi. N&u vige mat khach hang 1A
diu chd y&u ban lo 1ang, c6 18 ban nén tim mét quy tac
khac d€ lam thay d6i tro choi.
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Piéu khoan vé khép gia canh tranh

Mot d6i thi canh tranh dang theo dudi d€ gianh khach
hang ctia ban. Ban ¢6 thé 1am dugce gi? Mgt trong cac cach ¢d
thé& 1am cho d6i tha canh tranh khé danh cap khach hang caa
ban 12 4p dung diéu khoan khép gia canh tranh (MCC). MCC
la mét théa thudn trén hgp dbng giira ¢dng ty va khach
hang cho phép céng ty cé thé hyra chon dé giit lai duge
khach hang blng cach dép trng cho khach hang theo mirce
gia diing bdng mirc gid chdo cua d6i thu cgnh tranh. Tt
nhién, MCC khéng budc ban phai chay theo mirc gia déi tha
canh tranh dua ra. N6 chi don thuén 13 phin thudong cho ban,
néu ban ldm nhu vy, ban duge dam bao sé tiép tyc lam viéc
v&i khach hang ciia minh.

C6 nhimg cach goi khic nhau cho diéu khoan nay, doéi
khi n6é duge goi 14 "diéu khodn xem lai [an cudi”, lGce khac nd
lai duge goi 1a "khép hodc tha”. D6 chi 1a cac tén goi khac
nhau ctia MCC ma théi. DU v&i tén goi nao thi MCC ciing rit
phd bién cac nganh kinh doanh hang héa théng dung.

To6i da khép theo gia canh tranh va...

P& hidu MCC cé nhitng tac ddng nhu th& nao, hay dat
ban vao vi tri ctia mot nha san xuit hang héa dién hinh. Ban
khéng c¢é nhigdu lgi thé trong thuong lugng va ban vin
thuong bi ép gia thdp xudng. Diéu nay thit tré tréu badi vi
hang héa cia ban 14 mdt ddu vao quan trong cho san xuit.
Vin dé & day, tat nhién, bdi vi ban khéng phai la nha san
xuit duy nhit.
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C6 mdt s8 lgi di#m c6 thé ettu ban. Gia van chuyén hang
héa cia ban la rit dit, diéu nay giap ban c6 mét gia trj gia
tdng 461 v6i khach hang vi ban ¢ dia diém t6t nhat d€ cung cdp
hang cho hg. Ban ¢on c6 thém gia tri gia ting tit uy tin, dich vy
va cong nghé ma ban c6. Nhung dd sao thi gi tr] gia tang cha
ban vAn rit nhé néu so sinh tuong quan v&i ca chiéc banh. b6
gin nhu 1a khai niém v& mot doanh nghiép kinh doanh hang
héa théng dyng. Ciu hoi & diy 1a: Lam thé nao ban c6 thé cai
thigén duge vi thé thuong lugng cia minh?

C6 duge MCC véi khich hang ctia minh c6 thé giup ban
gilr dugce mife gia cao hon. Théng thudng gia tdng sé 1a 1¢i mai
chio ¢ie d6i thi canh tranh cia ban tim cach loai bé ban. Tuy
nhién néu ban di ¢6 MCC thi d§i thit canh tranh s& khéng dé
dang loai bé ban bing cich nhay vao vi dua ra milc gia thip
hon d¢ gianh khiach hing cua ban. Néu d8i tha canh tranh cia
ban lam nhu viy thi ban ¢6 thé sé quay lai d€ chao theo mitc
gia thip hon d6 va van gitt duge mdi lam in. C& qua lai nhy
vay vAi [an thi gia sé giam xuéng ¢&n mirc gn bang vdi chi phi
bién t:.18n, nhung d&n day thi l¢i ich thu vé s& khéng bé so vdi
nhiyr 3 lyc ciia d8i tha canh tranh bé ra d€ gianh gist khach
hdr.  .a ban. Nguoi duy nhit duge lgi chinh 1a kbhach hang
cus van, ngudi ma rét cyc sé€ gidnh duge phan banh to hon.,

Ban c6 thé thiy dirgge th€ manh ciia minh bing cich
dimg vao chd coa d6i tha canh tranh ctia ban. Anh ta sé
mao hiém bit ky lic nao anh ta ¢6 ¢ dinh giam gia d€ 14y
mdsi 1lam dn cua ban. Hay nhé lai Tdém chi phi ngdm ctia
ddu gia da liét ké & chuong vé Nguwai choi. Ching t6i dua
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lai chiing dudi day bdi vi chung ¢é thé ap dyng vao trudng
hgp d6i thu canh tranh cia ban ddu gia d& gianh khach
hang clia ban:

Tam chi phi ngam khi dau gia

Ban kho ¢ kha nang thanh céng. C6 nhirng cach khac
dé st dung thoi gian clia ban t6t hon [a lam digu dd.

Khi ban thang mét méi lam &n, thuong la ban thing
do gia thap va do vay ban s& bi mét tidn.

Nguwéri cd mbi lam &n dé trerde ban cd kha nang sé trd
diia - cudi ciing ban s& th&y ring minh da dbi khach hang
sinh loi cao d& 14y khach hang sinh lgi thép.

Théng hay thua thi ban cling da [ap ra mét mec gid
thap hon - cac khach hang hién tai ciia ban s& doi ban
phai wu dai ho hon niva.

Ban dwa.ra mot tién 1& xAu - cac khach hang moi sé
chi ding gia clia ban lam méc.

Céac dbi thli canh tranh ciing dya theo mée gia thap
ma ban gop phan tao ra.

Sé& khéng c6 lgi hon néu ban trao lgi thé vé gia cho
dbi tht canh tranh cla chinh khach hang ban.

Héy suy nghi kiéu canh tranh hop tac: dieng dép v&

ng6i nha kinh ciia dbi thii cha ban - néu chinh ho dé& bj
tdn thurong thi ho sé khéng tim cach khiéu khich ban nita.
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Mic dui 43 eb cac 1y do duge liét ké trén day dé doi tha
canh tranh khéng theo dudi khach hang cia ban, seng anh ta
cé thé van mudn thir vi hy vong cé thém cic mbi lam dn méi.
Tuy nhién, mét khi ban d& ¢c6 MCC trong tay thi hy vong nay
s€ mong manh hon nhiéu. Theo dudi khach hang eha ban sé
cd tit ca nhitng cai hai trong khi ¢6 it cai lgi hon. Tét hon 1a
d8i thu canh tranh ciia ban guay vé va tim cach lam hai long
cac khach hang hién tai cia anh ta.

bt MCC vao cude choi sé lam thay d6i cyc dién theo
cach hoan toan cé Igi cho ban. Vi 61 tha canh tranh, trong
khi ding li ho s& ¢6 it kha ning d€ gianh thj phan tir tay ban
hon, diéu con dang ngac nhién hon nia 1a ¢6 m§t yéu 18 cing
thing ¢ day. Mifc gid cao hon cua ban s€ 1ap ra mét tién 1€ cb
lgi: Chiing gitp cho cac d6i thil canh tranh ctia ban ¢6 khoang
trong dé ting gid d&i véi cac khach hang cta chinh ho. Hon
th€& nira, ban néi chung s& khdng min ma véi vig¢e theo dudi
khach hang cua ho bdi vi vai mire lgi nhudn cua ban da kha
cao, ban 4a c6 nhidu hon d€ ¢6 thé liéw mang danh mét. Pay
mdt [An niva lai la tac déng hiéu Gng nha kinh dwge 4p dyng, ‘

Con d61 v6i khach hang, vi sao hg chdp nhan MCC? Cé
thé d6 14 thong 1€ trong nganh. Thim chi khi khong ¢6 MCC
chinh thitc thi ndi chung ngudi ta ciing déu chip nhin ring
cac khach hang khéng bo nha cung cip hién tai cuia minh ma
khéng cho ho co hdi cudi cling d& dit gid. Trong mét s0 truong
hgp, @6 6 thé€ 1a do nhan vién phy trich mua sim cha khach
hang muén kiém 1&i trong ngén han. D& nhdn duge mic gia
thdp hém nay, ho sin long danh d6i vu thé trong thuong
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luvgng ngay mai. Trong cac trudng hgp khae, d6 don thuin 13
do cac khach hang khéng hiéu ré duge nhitng hiu qua cia quy
tic nay.

Dt 14 vé&i Iy do ndo thi MCC ciing mang lai mét s& lgi ich
cho khéch hang. D6 1a bdi vi MCC bao dam cho mdi quan hé
1an bén gilta khach hang v nha sin xuit, thim chi khéng can
phai giao két bing cac hgp dong dai han. Vi sy bao dam nay,
cac nha san xudt sé€ sin long dau tw nhiéu hon d€ phye vy
khach hang cua minh mét cich t6t hon va dé dang chia sé cac
¥ tudng ciing nhir ¢éng nghé ciia minh cho khach hang hon.
Khuynh huéng h¢gp tic nay c6 thé sé dem lai chién thing vé
1au dai cho khach hang,

Né&u ban 13 ngudi ban, hiy nhd rang d6i héi duge
hudng MCC chinh 13 cach d&€ duge tra tign khi choi. Néu
khach hang mudn ban ra gid nhung lai khéng tra tién mit dé
ban choi thi hay doi 18y MCC. N&u mét trong cic khéch hang
cua ban nhan duge nhitng 161 chdo mdai gia thip khién ban
phai giam gia theo, Tan ky hgp dong tiép theo, hiay d8 nghj
dua MCC vao. Khach hang cua ban c6 thé cho dé chi 14 mét
nhin nhugng nho d€ d6i 1dy sy nhédn nhugng vé gid ma ban
vira cho ho. Bdi vi viée ban ¢é duge MCC s€ gifip ban khai
can phai phong doan khi d3it gia trong tuwong lai, ban sé
khdng can phai di truéce trong viée gidm gid. Néu mot ngudi
ban khac @it gid thdp hon cua ban, ban sé ¢é co héi &8 dap
lai. V& nhu chiing ta da chi ra tir truée, nhimg ngudi khac sé
¢é rit it dng co d€ dat gia thip hon nhu viy.
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Su mé phéng lanh manh

Néu ban ¢6 MCC, khong nhimg ban khéng bj thit hai
do dai thi sao chép mé phéng chién luge cia ban ma nguge
lai ¢6 sy md phong d6 con lam cho vi thé cua ban duge cai
thién hon. Mot nha san xuit riéng lé sé don phuong huwang lgi
tir viée dua digu khoan MCC vao cac hgp dong ky két véi ngudi
mua. Lgi ich gia ting s€ c6 khi cac nha san xuit khic cling dua
MCC vao cac hgp dong cia minh. MCC khién ho c6 thé tang
gia 1&én thém va do viy c6 nhiBu hon d€ s¢ mdt néu nhu ho
khei xudng chién tranh vé gid ca. Bai vi MCC trd nén phd bién
rong rai trong nganh nén moi ngudi déu c6 it trién vong gianh
thém thi phin hon. Mt khi dd ¢6 nhigu hon d€ khong thé
mao hifm cho di va it hon d€ c6 thé thu vé, cic nha san xuat sé
han ché theo dudi khach hing cua d6i thu. Bay gi& thi ai ciing
chi mudn yén 6n trong ngdi nha kinh ciia minh.

Né&u khong ¢6 nhiing diu khoan nhu MCC thi canh
tranh trén thi trudng c6 thé coi 1a tro choi ty do 4di voi tat ca
mei ngudi. Mot ngudi ban nay cb thé nhay vao va ¢b ging 16i
kéo khach hang cua ngudi ban khac. Trong tré choi nhu vay
ching hg c¢6 modt quy tic giao udc nao cd. Khich hang khong
¢an phai dén chd nha cung cip hién tai d€ cho anh ta co hi
diéu chinh lai gia cha minh cho khép véi gia cua d6i tha canh
tranh. Tham chi néu nha cung cip hién tai ¢é duge ca héi do,
khich hang van c¢d thé khéng néi ra con sO can phai khap.
Trong trudng hgp nay rit c6 thé 1a cudi cing nhi cung cip 46
sé ha gia thap hon so v&i mite cin thiét viva da dé giit méi 1am
in v6i khach hang d6.
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biéu khoan MCC lam thay d6i tro chei bang cach tao ra
cic quy tic vé giao keéo. Dai tha canh tranh van c6 thé dat gia
nhirmng ngudi ban hién tai ¢6 quyén di nude cubi cing. Khach
hang khéng thé tir chuyén déi nha cung cip ma khong tiét 1o
viéc dit gia cua di tha canh tranh véi nha cung cép hién tai
va cho hg co h{i @€ diéu chinh gia. Néu nhu nha cung cdp ¢
thé diéu chinh gia cho khép véi mire gid cua d6i thu canh
tranh dua ra, ho sé gilt duge khach hang. Biét duge diéu nay
nén cic d8i thi canh tranh thudng cé rat it dong co &€ di nudc
dau tién trong tro choi. D6 1a 1y do vi sao MCC @it ngudi ban
hién tai vao mdt vj the rit manh.

Ciing giong nhu cac diéu khoan tét hué khach, cac didu
khoan vé kh&p gid canh tranh khéng phai 1a phuong thude
chita bach bénh ddi v&i ngudi ban. Ching sé€ 1lam cho ban dé by
t6n thuong hon trong trudng hgp d6i tha canh tranh eia ban
diat myc tiéu 1a 1am hai ban chir khéng phai lam diéu tot cho
ban than minh. N&u ban ¢6 MCC, d6i thn canh tranh ctia ban
s€ dua ra mirc gia rat thap va chd ban ha gi, con anh ta sé
ching thiét hai gi vi khéng bi bit bude phai thyec hién theo
mic gia chdo cilia minh. Anh ta c6 thé giam lgi nhuin cta ban
ma khéng cin phai nhiy hin vao. Chiing t6i khong nghi ring
chién luge nay sé ¢ lgi cho d6i thu canh tranh cioa ban nhung
ban ciing khéng nén cho rang cac d6i thi canh tranh clia ban
ludn luén nhin thay lgi ich clia minh theo eich nhin cta ban.
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Piéu khoan khé&p gia canh tranh

Lo
- Giam bét ddng co du gid cha déi thi canh tranh.
- Khéong cén phai phéng doan vé gia - ban da biét gia
nao can phai dua ra.

- Cho phép ban quyét dinh ¢c6 nén gilr lai khach hang
hay khong.

Hai

- D& cho dbi thd canh tranh cda ban c6 thé dau gia ma
khéng can giao hang thyc theo mikc gia dé.

Mot cach d6i xirng, khi ¢6 MCC cho ngudi ban thi ciing
cd MCC cho ngudi mua. Mgt ngudi mua mudn cd duge sy
bao dam ring ngudi ban sé ban cho anh ta néu anh ta khép
dugc theo mitc gia cao nhit ¢4t cho ngudi ban. Quy tic duge
ap dyng theo cich nay thudng duge goi 13 quyén tir chéi
triude. Tuy nhién, vé ban chét thi ndé cling gidng hét nhu
MCC 46i vai ngudi ban. Ca hai déu cho phép ngudi huong
nd duge di nude cudi cing. Do 1a di€m then chét. Vi vai
nhitmg gi ban vira duge biét vé MCC thi ban ciing sé khong
ngac nhién rang quyén dugce tit chéi trude sé dit ngudi mua
vao mt vi thé gdy anh hudng rat manh.
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bau gia theo nhém. Thang 1 ndm 1994, d6i bong da
Miami Dolphins duge ban cho H. Wayne Huizenga, ngudi
sang 1ap ra Blockbuster Video vi gid 138 triéu USD. Mt mic
gia rdt hai. Trong khi d6 d§i Patriots cia New England duge
ban véi gia 160 triéu USD vao gin nhu cling m§t théi di€m.
Mirc gia ma dgi Dolphins ban duge tham chi con thip hon
muc phi ma Lién doan béng da qudc gia thu khi mét déi bong
méi duge thanh lip (chua hé ¢é thanh tich, chua ¢é ca huin
luyén vién). Trong khi &6, d¢i Dolphins di timg c¢6 ndm giai
America Conference, hai thang lgi gidi Super Bowl, 1a d4i c6
két qua t&t nhit trong lang bong d4 nha nghé ké tir nam 1970
va mét hufn luyén vién huyén thoai 1a Don Shula,

Vi sao mirc gid chuyén nhugng lai thap d€n nhw vay?
M6t phin thi do 1a mot vg mua ban dang budn. Doi
Dolphins da timg choi rat xuat sie dwéi thoi 6ng chi cii la
Joe Robbie sudt mét thdi gian dai. Tuy nhién, khi Robbie
chét ndm 1990, ddi béng duye chuyén sang chin ngudi con
cta 6ng. Sy bat hoa giita nhitng dita con, cdng thém véi 30
trigu USD tién thu€ phai trd trén tai sin thira k& da day 46i
béng d&n chd by ban di. Nhung ngay ca khi bi budc phai ban
di thi diéu dé cling chua giai thich duge vi sao moi ngudi lai
khong min ma v4i viée mua no.

Chia khda @€ giai thich chinh 14 ban hgp déng ma nhimg
ngudi con cia Robbie di ki két voi Huizenga triede day, Sau cai
chét cua ngudi cha, anh em nha Robbie da ban cho Huizenga
15% ¢6 phan coa ddi bong va ciing cho 6ng quyén duge lya chon
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mua hay tix ch&i trirge bat ky mét vy mua ban nao khac cua déi
héng. Nhu vay 13 cic con cua Robbie khong thé ban Dolphins
ma khong cho Huizenga co héi trade d6 48 chao bang mirc gia
cao nhit ngudi khac dit ra.

Hiy dit minh vio dia vi caa mét ngudi ddu gid co
trién vong mua lai ddi Dolphins. Ban phai dau tu thdi gian,
stre lire v tign bac 8 chudn bj vé tii chinh, thué ngin hang
dAu tir 1am cac danh gia kha thi. Liéu ban ¢6 dua kha ning
thing duge Huizenga khéng? Khdng chac. Néu viée gianh
dwge Dolphins tai mét mirc gia ndo d6 14 c6 ¥ nghia dai voi
ban thi né cling cé thé ¢6 ¥ nghia nhw vay d8i v6i Huizenga.
Vi éng ta lai ¢6 quyén dugce ra gia sau cing d€ mua duge
d61 bong. D6 13 kich ban cho tinh hudng kha quan nhét.
Con tinh huéng xdu nhat 1 ban thing trong cudc déau gia.
Néu Huizenga khong chiu dwa mic gia cia 6ng ta [én bing
ban thi @6 chinh 12 bing chirng manh nhat cho thiy ban da
tra hd.

Thyc t& 14 ngudi tra gia con ¢ mét vi thé yéu hon nhu
thé nita. Huizenga s& hiru mdt nita sin vin dfng noi
Dolphins choi béng va con s hitu ca d¢i béng chuyén
Marlins & Florida cling chia nhau choi chung sén véi
Dolphins. Véi tit ca cic y&u td hd trg nhu viy, that kho
hinh dung ra c6 ai lai danh gii cao viéc mua lai Dolphins
hon 1a Huizenga. Va ngudi nao d6 mua duge Dolphins cling
sé phai dam phén v&i Huizenga mét lan nita ¢€ sir dung s@n
van dong cia 6ng. Diéu mau chdt ¢ day la: Vife tham gia
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diu gia Dolphins sé mang lai thiét hai nhiéu hon cho bat cir
ai trir Huizenga.

Pidu xay ra la d3 cd rat it ngudi thue sy nghidm tac
xem xét viéc mua lai Dolphins. Chi c¢6 hai ngusi tra gia &
bén ngoai. Mt trong hai ngudi dé6 dua ra nhigu diéu kién
kém theo dén mitc anh em nha Robbie ngay 1ap tire tir chdi
ma khong cin phai hoi dén Huizenga. Ngudi thit hai dua ra
mue gia 138 tridu USD, chinh la mic gid Huizenga d4 tra
khi 6éng gianh quyén mua lai d6i bong. Té tap chi Wall
Street da dan 101 caa mét nha ddu tu ngin hiang vé vu mua
ban nay nhu sau: "Néu ban dé ai khac kiém soat qua trinh ¢
bén mua, ban sé khéng thé€ hy vong gi tir nhitng ngudi dau
gia khéc bén ngoai.”

Viy cac con nha Robbie dang 1& phai lam nhur thé ndo?
Ho khéng nén cho di diéu khoan vé quygn tir chéi trude,
hodc it nhit cling khéng nén cho khéng ma cin doi duge tra
tién cho viée 6. Thim chi ngay ca sau khi Huizenga 43 ¢6
duge didu khoan nay thi ho cling van c6 thé cé cich lam t6t
hon. Chiing ta da thay giai phap trong chugng vé Ngudt
choi. LIN Broadcasting 3 ¢ mdt vj thé rat y8u sau khi Craig
MceCaw dua ra mire gia voi thai d6 rat thiu dich d€ mua lai
cOng ty nay. b4 la 1y do LIN 44 tra cho Bell mién Nam 54
triéu USD dé nhay vao diu giad. Pang 1€ anh em nha Robbie
cting nén tra tién, véi mét s6 tién nho hon nhiéu, cho nhimg
ngudi khac & he tham gia d8u gia cho hg. Tuy nhién, ho &3
khoéng lam nhuw vay.
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Hgp dong véi cac nha cung cip

Ban vi nha cung cdp cua ban, cling giong nhu ban va
khach hang cua ban la nhitng d6i tac trong viéc tao ra gia
tri. Tuy nhién ngay ca & day ciling khéng hoan toan chi la
quan hé hgp tic. Khi cAc nha cung cdp cua ban tim cach
tang gia, dd s€ 1a sy canh tranh. No6i cach khie, chiing ta lai
¢6 d6ng thdi canh tranh v hgp tic & day.

Trong chuong vé Ngudi choi, ching ta da ndi vé viée
dua thém nha cung cidp vao cudc chinh 1a mét cach d€ dich
chuyén can cin lye lugng nghiéng vé phia ban. Coéng ty dich
vu cOng chng khu vye & Gainesville d3 dwa cong ty dudng
sit Norfolk Southern vdo cudc nhw mot cach d€ dé6i trong
v@i nha cung cip hién tai cua ho la CSX. American Express
lap ra lién minh mua hang d€ dua thém vao cude choi nhidgu
nha cung cip bao hi€ém y 1€ hon. Trong chuong vé Gid trj
gia tdng, ching ta di nhic d&n cau chuyén NFL han ché& s8
d¢i béng va quy mé cua titmg d6i nhu mot cach A€ han ché
gia tri gia ting cua c;’tc cau thu.

O day, chiing ta s& xem xét xem céc quy téc c6 thé
dugce stt dung d& thay d8i tro choi vdi cie nha cung cép cua
ban nhu thé ndo. Mang gia tri ggi ¥ ring o mbi quy tic d6i
v&i khach hang thi s& ¢6 mt quy tic d5i ximg cho nha cung
cdp. Cho dén nay chtng ta d& xem xét hai quy tic d6i vai
khach hang: d6 13 quy tdc MFC (quy tic t8i hué khach -
danh cho khach hang dugc wu dii nhat) vd MCC (quy tac
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khép theo gid canh tranh). M&i quy tic nay by gid c6 thé
quay lai @€ ap dung cho nha cung cép.

Diéu khoan v& phia nha cung cap tuong ty nhu MFC la
ban dam bao cho mét nha cung cip ring ban sé tra cho ho it
nh#t bang v&i mitc gid ma ban s€ tra cho bit ky nha cung
cip ndo khic cho cing mét loai hang héa. Co thé goi day 1a
digu khoan 61 hué cung. Diéu khoan nhu viy d6i khi - du la
cong khai hay ngim ¥ - ¢6 thé théy trong cac hgp dong vé
mirc tha lao/lwong lao ddng. Hira tra cho mét ngudi nao 46
khéng it hon tra cho nhitng ngudi khic ¢6 vé 1a mét de nghj
rat hao phéng. Thyc t& tic dong chu yéu & ddy 1a dit ban
vio vj thé ¢6 1gi hon d€ duy tri mitc lwong chung. Tac dfng
nay tuong ty nhu cia MFC.

Mot MCC d6i véi nha cung cdp vé ban chét ciing la
mot hgp ddng gidng nhu d6i véi khach hang: né cho ban
quyén duge xem xét lai Fin cudi trude khi phai quyét dinh.
Diéu khic nhau duy nhit ¢ day la Ian nay ban ¢4 quyén mua
thay vi quyén bin. Mt cach hinh thie, mét MCC cho nha
cung cidp la mdt théa thugn trong hgp dong giita mdt cong
ty vi nha cung cdp, yéu ciu nha cung cdp tié€p tyc giao hang
cho cdng ty védi diéu kién céng ty tra theo ding mirc gia tot
nhit ma bit ky ai khic d8& nghj v6i nha cung cdp cho cling
mot loai hang héa nguyén vit liéu. Ciing giong nhu khiach
hang thudng tra nhifu hon trong trudng hgp ho duge
hudng MCC, nha cung cip thudng cling bj tra it hon khi he
c6 MCC.
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Trong mét s6 mén thé thao chuyén nghiép - dic biét la
béng rd va khiic ¢on cau - cace dng chui ddi thi dau thudng cé
MCC trong cic hgp dbng vai cac vn dfng vién. Diéu nay
dam bao cho hg khéng bj mit di nhitng véin ddng vién chu
chét bdi vi ho ¢6 co hi tra theo miGe gid canh tranh cla
ngudi khac. T4t nhién khi biét ring 6ng chi hién tai ¢b
nhiéu kha ning s€ c6 gang khdp theo moi gia, cac d6i mudn
canh tranh sé cé it ddng co hon d€ di trudce tra gia cho mét
vin déng vién nao d6. Tac dfng & day la giam sy canh tranh
trong viéc 161 kéo vin dfng vién ma néu khéng c6 MCC thi
s€ 14 rat quyst liét.

Vé nguyén tic, cac tro chol v6i nha cung cip can phai
tugng ximg tuyét déi véi cae trd choi vdi khach hang. Tuy
nhién, trén thyc t&, cac quy tac trong cac trd choi nay déi khi
ciling khac nhau. Cac diéu khoan d6i v&i khach hang néi chung
théng dung hon nhiéu so vdi phia nha cung cdp. Quy tic tiép
theo cia ching téi: Hgp dong vé "4y hodc tra tign" thugng chi
thay dp dyng & phia cac nha cung cip ma thot.

Cac hgp dong 13y hodc tra tién

Hgp dbng ldy hodc tra tién 12 mét quy tic d€ co ciu
cac cudc thuong lugng gilta cice cdng ty va cac nha cung cip
cua ho. V&i loai hgp d6ng nay, hoic ban nhén san phim ctia
nha cung cdp, hodc ban tra tién phat. Bdi v&i bat ky san
pham nao ban 1dy, ban d6ng y tra cho nha cung cap theo
mgt mirc gia nhit dinh, ching han 50 USD mét tdn hang,.
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Tiép 46, cho d&€n mgt mite tran ma ban 3 dong ¥ mua, néu
ban khdéng muén 1iy nita, ban van sé phai tra tién cho nha
cung cidp. Puong nhién la mic phat nay thap hon gia néi
trén, ching han 13 40 USD m{t tdn. Nhu viy, néu mitc trin
ld 1.000 tin ma ban chi mua 900 tdn, ban sé tra 50 USD
cho méi tin trong s6 goo tin d6 va 40 USD cho méi tan
trong s§ 100 tdn con lai ma ban khéng mudn mua,

Cac hgp d6ng 1y hofic tra tién thudng thiy trong céc
théa thuin mua hiang héa 1 nguyén vat 1iéu, dién, tham chi
la churong trinh truyén hinh cap. Cic nha cung cép trong
nhitng nganh niy phai chju mg¢t mic chi phi ¢ dinh 14n so
vé ty 1€ v&i chi phi bién thién. Trong mot vai trudng hgp,
viéc trit hang héa trong kho 1a hoan toan khong thé d8i vai
nha cung cip. Li ngudi mua, khi dé ban sé ¢d quyén lye
dang k€ d€ dim gia. D€ ty v€, nha cung cdp tim dén cic hgp
d6ng 14y hodc tra tién, di nhién voi s6 lugng cang 1on cang
t6t. Nhung tat nhién 1ad ban nhin thiy ngay tinh thé& cua
minh néu k¥ cac hgp dong nay va ban sé khoéng dong v 14y
nhidu hon mi¥c ma ban dy tinh s& cin d&€n. D6 15 1v do vi sao
cac hgp dong loai nay thudng c6 s6 lugng quy dinh rit gin
v¥i nhu ciu dy tinh.

Bing viéc d6ng v v&i hgp d6ng 18y hodc tra tién, ro
rang 1a ban d3 gitp nha cung cip cha minh. Hgp déng nay
cho phép nha cung cip lip ké hoach san xuit tét hon. Né
cling gitp cho nha cung ¢ap it bj t6n thuong hon néu vé sau
ban dinh ding ho 1Am con tin. D& ddi lai viée ban dd trao
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cho ho sy vén tim d6, nha cung cip cua ban chic chin sé
cho ban hudng mite gid thdp hon.

Tuy nhién, ddy khong phai 1a lgi ich duy nhit ban
nhin duge néu giao k&t mét hgp ddng 14y hodc tra tién vai
nha cung cdp cda ban. Cac hgp déng nay con cd thé lam
thay d6i cuc dién cude chai. Chiing ¢ thé tac déng vao tinh
linh dong cua gia ca trong nganh bing viéc giam bét ddng
c¢ d6i véi doi thi canh tranh dang tim cach theo duéi, 16i
kéo cac khach hang cua ban.

Né&u d6i tha canh tranh tim cich theo dudi mot trong
s& cac khach hang cua ban, anh ta s€ mao hiém v&i kha
ning bi tra dia - 46 13 m{t trong tAm chi phi ngdm trong
d4du gid. Néu ban d4 c6 hgp déng 14y hodc tra tién v&i nha
cung cip cha ban, sy tra diia d6 gian nhu 13 didu chic chén.
Dé hiéu dugce vi sao nhu vy, hiiy hinh dung réng ban dy
tinh stt dyng 1.000 tin nguyén liéu va c6 hgp dong 14y holc
tra tién cho dang khéi lugng 6. Néu 461 thu canh tranh
danh edp mat modt khach hang cita ban, biy gid ban s€ ¢in it
nguyén ligu hon tir nha cung cdp. Gia sir ring thay vi 1.000
tAn ban dau, gi¢ diy ban chi ¢in c6 900 tdn. Bdi vi ban vin
phai tra tién cho 100 tan déi ra @8, nén chic chin ban sé ¢8
ging tim kiém mét khich hang khac thay thé cho méi lam
in bi mat. Chi phi bién thién ctia ban biy gid 1a 10 USD - 14
mic chénh léch gitra 50 USD "lay" va 40 USD "tra tién
phat”. V&i mite chi phi nay, ban khé ¢6 thé cho phép minh
bo qua ma khong tim khach hang mdéi thay thé va di nhién
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cac khach hang ctia d8i thi canh tranh cua ban chinh 1a chd
ban nham d&n trwde hat.

Vi hgp dong 14y hodc tra tién, ban dang tra truéc mot
phén chi phi d4u vao cua ban. Nhu viy, ban di chuyén mot
phén chi phi bién thién thanh chi phi ¢& dinh. Néu d6i thi
canh tranh 16i kéo duge mgt khach hang cua ban, tinh kinh
t& chac chan sé khién ban cling phai tim cach Hy lai khach
hang cta d&i thu canh tranh. Nhu vdy, cic hgp déng 1ay
hodic tra tién s& gy ra tdc déng lam nan long d&i phuong.
Cac ddi thu canh tranh khén ngoan sé nhin ra duge kha
néng tra diia 14 rat cao va s& khéng tim cach di trude trong
vige theo qudi khach hang cua ban.

Cac hgp dong lay hodc tra tién cé thé gitp 6n dinh thj
phan trong nganh ciia ban. D6 sé 14 mot tin t6t lanh cho nha
cung cdp cua ban. Néu ban khéng cin phai lo nghi vé diu
tranh d€ gianh giit ting khach hang, ban s& ¢é nhiéu co hdi
ki€m lgi nhudn hon, Va mét khi ban kh& hon vé tii chinh thi
ban ciling s it ky kéo v& gia ca véi nha cung cap cia ban hon.

Can phai canh bao ring vin ludn ¢6 kha ning mét d6i
thu canh tranh ndo d6 hanh déng mét cach thidu suy nghi
va ¢d gang gianh thi phdn cua ban, ngay i khi ban da cé
hgp ddng 14y hodc tra tién. Ban sé bi budc phai tra dda lai,
va néu cff an miéng tra miéng nhir vay thi rot cyuc sé 1a mét
cuge chién tranh gia ca. Cudc chién niy cb thé dic biét khéc
1iét b&i vi mot phidn chi phi cta ban da phai tra truée. Hidu
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{ng 1am nan long cua hgp déng lay holic tra tién ciing gidng
nhur chuong trinh hat nhan: Ban hy vong né sé lam nén
chuyén, béi vi néu khéng thi chi phi s& vé cing 1én.

Hop déng lay hodc tré tién
Leyi
- Giam rdi ro dbi v&i nha cung cdp cla ban, nhé vay
ban cb thé duoc giam gia.
- Giam bét ddng co cla dbi thi canh tranh khi mudn
161 kéo khach hang c(ia ban bdi vi viéc tra dia gan nhu sé
la chic chan.
Hai

- Tang mc 30 quyét liét ctia chién tranh gia ca néu
hiéu (rng lam nan ldng khéng co tac dyng.

Cac quy tic trén thj truong dai chiing

Cho dén nay, chiing ta 43 xem xét cic quy tic trong
quan hé giita cic doanh nghiép v&i nhau. Khi cac doanh
nghiép lam viéc véi nhau, nhimg ngudi ban va mua khéng
chi thuong lugng vé gid ca ma con vé quy tic choi nita,
Chéng han, ban ¢6 thé muén ¢é quy tic MCC nhung khich
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hang cia ban co thé con do dy. Bai vi ban khéng ¢6 du st
manh d€ dan phuong ap dit quy tic nén viée quy tic nao duge
ap dung ciing sé tro thanh dé tai trong céc cude thuong lugng.

Thi trugng tiéu ding dai ching lai khac. Nhimg ngui
ban néi chung khéng thuong lugng. Vi vdy, nhitng ngudri mua
ciing khéng thé thuong lugng. Néu ban 13 ngudi ban, ban 6
quyén don phuong dit ra mét s§ quy tac cho tré choi, Mot quy
tac trong 56 d6 1a ban niém yét gia trén hang hoa ban ban. Néu
khach hang muén mua san phdm ctia ban, anh ta phai tra theo
gia d6. b6 chinh 12 quy tic dung treng cic sidu thi, cdc tram
bom ga, cdc nha hang, cia hang bach héa - thye t&13 gan nhu
tat ca cac hoat ddng kinh doanh ban lé.

Quy téc kinh doanh kiu nay duge nhigu ngudi cho 13
duong nhién. Nhung s& rat tha vi néu dit cdu hoi tai sao nhr
v@y. Mot [an nifa, troé choi quin bai & 1am sang to didu nay.

Hay hinh dung Adam c6 d&n 100 b bai va chai dong
théi v 2.600 sinh vién. Ciing tuong ty nhu nhitng phéan tich
trong van bai dau tién cua tro choi, ban sé néi rang Adam va
cic sinh vién sé chia déu phin thuéng 100 USD. Khong ¢6 gi
thye sy thay déi ¢ day ca.

Nhung ¢6 thédt vdy khong? S§ ngudi choi 1én nhu vay
hoan toan ¢6 kha ning tao ra mét sy khac biét rat 1on. Adam
6 the tir chsi khong thwong lugng véi timg ca nhan véi Iy do
hoan toan chinh dang 134 khéng c6 thdi gian. Thay vao o,
Adam chi dita ra mite gi4 va d€ cac sinh vién tiy lva chon nhin
13y hodc khéng.



Cac quy tac""'.'."':".i_ m I Tl 322

86 lugng 16n thye t& da bién tinh hudng ban dau tré
thanh van bai "t6i hdu thu" trong tro choi Quan bai. Nhu
chéing ta di thay trong chuong Ly thuyét tro choi, diéu nay dit
Adam vao mét vi thé rat manh. Ong ta chi can chon mire gia.
Ong ta ¢ thé dit gia 1a 10 USD cho méi quén bai do va cho
doi ¢6 sinh vién dén chap nhin miec gia d6. Va cc sinh vién se
lam nhu vy béi vi ho bigt ring he khong con ¢o hoi d€ ra gid
nguge lai.

N&u ban ban hang trén mét thi trudng rat réng 16n thi
ciing giong nhu Adam, ban ¢6 thé tir chdi thuong lugng. Thay
vao d6 ban sé tyr @it gid. Liéu ¢dn nhifng quy tic nao ban
mudn ap dit nia & §ay?

Trude hét, c6 vé nhu didu khoan t8i hué khach khong
¢ §¥ nghia gi trén c4c thi truong tiéu ding lén nhu viy. Néu
ban ¢6 quyén dit gia thi s& khong c6 vin dé khich hang tim
dén a8 doi duge ddi xr dic biét. Tuy nhién, thyue t&€ 1a van cd
th& xem xét ap dung MFC ¢ diy. Mic du khach hang khéng
thé thuwong lugng nhung he lai ¢6 thé ngin nglr khéng mua
ngay. Ho 1lam nhi vy vi ho khéng tin ring ban s& giif gia.
Trong khi d6 khach hang cang tri hoén 1au thi ap lue d€ giam
gid lén ban cing tang. Sy tin tudng cia khach hang rang ban
sé ha gia cudi cing s& trd thanh sy thye. Nhung néu ban cho
khéach hang huéng didu khoan MFC thi no sé gitp ban thoat
khéi cai bay nay.



Ly thuyét trd choi trong kinh doanh
y thuy g Kinh doanh ... 323

Ban hiang dau nam

Ni@m 1990, hdng xe hoi Chrysler d3 4p dung mét quy tic
ki€u MFC d€ lam thay d&i trd choi ban xe. Cach ma nhitng
ngudi mua xe thudng choi trong tré choi nay la ho chy dén
dip cudi ndm mdi di mua xe, cic dai ly do viy phai giit mot
lugng hang ton kho rat 1én va sy chd dgi nay tao ra ap lyc
bufc nha san xuét phai ha gia.

Chrysler mudn thuy&t phyc khach hang ring sé khéng
¢ lgi cho ho néu ché dgi nhu viy. Nhung chi 161 néi sudng
thi khong dang tin cdy. Didu ma Chrysler dd 1am, nhu c6 thé
thiy trén bang quang cdo cla hing dudi day 1a hira v6i
nhimg khach hang mua xe vio thing 1 ring néu nhu c6 ha
gl vao dip cudi ndm thi hang s& hoan tra lai s8 tién chénh
léch cho khach hang.

Syt bao dam cia Chrysler d3 c¢6 hai tac dyng. Khach
hang bay gi&é khéng con ddng co @€ chd dgi nhu trude, vi vay
hang t6n kho cudi nim di giam hin. Ciing chinh vi viy ma
viéc giam gid vao cudi nim la khéng con ¢in thigt. Hon thé
nifa, Chrysler cling khéng mudn giam gia d€ thanh 1y s& hang
tén kho con lal, béi vi nhu vay se con tdén kém hon do ho sé
phai quay tr& lai d€ tra tién cho cic khach hang mua xe dau
nam nhu da hia.

Nhiéu cita hang ban 1é dua ra bao dam gia hang héa
khong dd6i trong vong 30 hodc 60 ngdy. Pdng tic nay ciing
tuong tyf nhu cia Chrysler. Cic chinh sach "gia thap mdi ngay"
(every-day-low-price) 1a mét quy tic khac ma nhitng nha ban
le¢ thudng str dung d€ thuyét phuc khach hang khang dgi giam
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gi4 va chinh cach nay d3 gitip ho khong bi ap lye phai giam gia
thite sy vao mét lie nao 6.

Con didu khoan MCC trén thj trugng tiéu ding dai
chiing s& duge sit dung nhir thé ndo? Ban c6 thé cho khach
hang hudng MCC nhung ban vdn khong thé ép ho phai mua
hing cia ban. Néi chung rit hi€ém khi ban ¢ nhifng giao kéo
thudng xuyén v&i khich hang. D ban ¢6 lam nhu vay thi ban
ciing khéng thé ding né d& troi bude khach hang cua minh.
Hay thit hinh dung ra kha ning mft ngudi mua xe hoi tiém
ning k¥ mot hgp ddng véi Chrysler d€ cho phép hang nay co
quyén Iya chon khép theo gid ma hang Ford chao. Rat kho xay
ra. Vi sao ai 46 lai phai ky m6t hgp déng nhu vay?

Nhu vay 13 trén thj trudng dai ching, ban khéng hin la
¢4 thé dit ra bat ky quy tic nao ban mubn. Ban chi ¢é thé dwa
ra cdc quy tdc lién quan dén nhirng gi ban lam chit khéng
phdi khéch hang lam. Néu ban khong thé ¢6 MCC, ligu ban cb
thé dat duge cing mot két qua néu ban céng bd ¥ dinh cua
minh sé ludn khép gia theo mire gia t6t nhat trén thi trudng
hay khéng? Khong hin, Mot 1o hita bao dam s& khé'p theo bit
k¥ mic gid ndo clia d8i thii canh tranh khéng hoan toan gidng
nhur MCC. Nhitng ngudi tidu dung khong can phai d€ cho ban
lita chon & day.

Mot 86 nha ban 1é ¢4 thé sir dung 1&1 bao dam vé mic gia
t&t nhat tuong d6i hiéu qua. Hing ban 1é Anh 13 John Lewis
d3 ¢6 khau hiéu "Khéng bao gios bist dén gia thap hon.” Hang
nhanh chéng giam gi4 néu biét duge cing mét san phdm 4o ¢



Ly thuyét tro choi trong kinh doanh

ngi khac ban gia thip hon va vi thé duge tiéng 12 ludn ¢b mite
gia thap nhat. Két qua 1a ho 6 mdt ¢ s& khach hang rit trung
thanh v&i minh.

Bao dam cho mufc gia t6t nhit s& khéng cé hidu qua
trong trudng hgp hang hoa cia ban 1a loai dic chung hoie c6
phong cach riéng. Gia st ring Chrysler c¢é géng dua ra bao
dam nhi viy cho loai xe nhan hidéu Neon cita minh. Nhirng
chiéc xe nao cua Ford, GM, Toyota hay Huyndai 1a tuong img
v Neon? Néu bio dam duge dua ra thi vdi nhin hiéu nao
trong s6 d6? Con néu dua ra mét bao dam khung bao toan b
cac nhin hi¢u twong duong cia cac hing khic thi Chrysler s&
phai ganh mot mi ro ddng ké. Vi mét Iy do nao d6, ching han
nhur do ty gid hoi doi dao déng ma gia clia chiée xe duge coi la
tuong duong gidm xudng, Chrysler s& bi bude phai giam gia
theo va vi th& ¢6 thé s& bi 14 ning.

M{t khi ban khéng thé c6 MCC va viée dua ra dam bao
vé mifc gi4 t5t nhdt néi chung khéng phai luén ludn 12 sing
sudt va thye t€, ban phai 1am thé& nao @& giit duge khach hang
trén thj trudng tiéu ding dai ching? Lubn ¢é mét lya chon ¢&
khién khach hang ctia ban hai 16ng, d6 13 cho ho mite gia thap.
C6 hai van d€ s& ngay ldp titc nay sinh & day. Thit nhét, lam
nhu vy la ban da ty giam lgi nhuén cia minh. Thit hai, lap
ra mot mitc gid thap 12 mot ddng thai vira tdn cdng, vira
phéng vé. Gi4 thdp cua ban s& 16i kéo duge mdt s& khach
hing cua d&i tha canh tranh va khi d6 d8i thu canh tranh cta
ban s& bude phai phan (ing lai bang cich ha gi4 clia ho xudng
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nhiam bao todn cg s6 khach hiang ciia minh. Ban sé lai quay
trd lai ché lac dau, chi ¢ mitc gia chung bay gid da thap hon.

Nhu vay, didu ban thye sy mudn 1am dugce 14 14y gia re
véi khach hang ciia minh nhimg ddng thdi khéng de doa co s¢
khéch hang cta déi thi canh tranh. Néu ban c6 thé lam nhu
véy thi d6i thi canh tranh cia ban s& khéng can phan ng.
Day qua thire 13 mot ¥ tudng rit la ling. Vi nhitng quy téc cho
trude trong méi quan hé gifta doanh nghiép va ngudi tiéu
ding, didu nay nghe chimg Ja khéng thé. Tuy nhién, GM da
kham ph4 ra mdt cich dé thay d6i cic quy tic. Ching ta sé
cling nghién cfru ciu chuyén sau vé chuong trinh thé khach
hang cla GM.

GM di ddu vé gia

Nhu c¢iu chitng lai va canh tranh tir cdc nha san xudt xe
hoi nuGe ngodi dd khign giai doan ddu nhitng ndm 1990 tré
thanh mét giai doan khé khan d6i vdi ba dai gia trong lang xe
hoi My - General Motors, Ford va Chrysler. Nim 1992, GM ghi
vio trong s0 s6 tién 16 cA nim 16n nhit trong lich sit kinh
doanh nuée My la khoang 4,5 ty USD.

Mot phin trong cdc giai phdp cua GM ddi véi van dé
trén 1A tim cach san xuit ra cac loai xe t6t hon va hidu qua
hon. GM hy vong ring Cong ty Saturn, mét don vj déc lap do
chinh ho thanh 14p nén tir gifta nhitmg nim 1980 d€ san xuét
nhitng chiéc xe loai nhé, sé& lam chét xic tic cho nhitng cai
tién xuyén sudt toan tip doan GM. M4t ddu hi¢u day hita hen
khaec 13 vio cudi nim 1992, ban lanh dao GM dimg dau la
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John Smale, Gidm ddc GM va nguyén Cha tich cla
Procter&Gamble, 43 lam mét digu téo bao din dén mét cude
€ai td 1on trong bé may quan Iy ctia GM.

Nhung viéc xe hoi duge ban nhu thé nie van con 13
vin dé phai ban. D¢ duong diu vai sy chitng lai clla nhu ciu
trong khi cgnh tranh gia ting, méi cdng ty trong nhém Ba
6ng lon (Big Three) cua lang xe hoi M§ déu phai dya chu
y€u vao nhiing 1&1 quang c4o hira hen tra lai tién, chiét khau
cao cho dai Iy, ban gidm gid cudi nim va cac chuong trinh
khuy&n mai khac.

Théng 9 ndm 1992, GM di lam thay i tro choi. Ho lién
két v&i Household Bank (Ngan hang H¢ gia dinh), mét t8 chirc
chuyén phat hanh c4c thé tin dung d6ng thwong hiéu va clng
nhau phat hanh ra Thé GM (GM Card) duéi sy bao trg cia
MasterCard. Cac chu thé ndy s& dwge ting 5% gid tri mua
hang, s3 tién nay c6 thé duge diing &€ mua hay thué mua bat
ky mét chiéc xe con hay xe tai nao khéc ciia GM. Theo céc quy
tdc cia chuong trinh nay thi khoan tign 5% sé duge 4p dyng
sau khi khach hang d3 dim phan xong v& mire gia t6t nhat d6i
v@i chiée xe ho mudn mua. Téng s6 tién nay c6 thé trd nén hét
stte dang k& han mrc 14 500 USD mét nim véi mitc tran 1a
3.500 USD trong vong 7 nimn.

biéu ndy khéng giy duge 4n tugng d8i véi Robert
Heller, Chu tich va T8ng Giam d6c Visa USA. Tai hoi nghj vé
thé ngén hang cia Hiép héi ngin hing M¥ nim 1992, éng ta
dé néi vui réing ching mdy chéc cac cira b-ang ban pizza ngoai
phd s& theo chin AT&T va GM d¢ pbat hanh cic thé tin dung
ciia minh. Chi trong vong mt nim, Heller d4 bi ddy ra khoi vi
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tri ctia minh va ngudi ta bat dau noéi vé kha nang c6 thé tin
dung ctia McDonald.

Syt xudt hién Tan du tién cia GM Card duge hd tr¢ bai
mét chuong trinh tiép thi 6 at va chép nhoéng bao gém 30
triéu thu gii trygc tiép dén cac khich hang muyc tiéu, 7 triéu
cude tiép xtc qua dién thoai vd m{t chuong trinh quang cao
hét sitc ram ro trén truyén hinh cling nhu trén bao chi. GM da
chi 120 triéu USD cho toan bd chuong trinh vin d¢ng 1én nay.
Mic dl so vdi téng chi phi tiép thi ctia GM thi d6 1a con 56 nho
nhung né la chua timg ¢b tr truée dén nay trong linh wyre thé
tin dyung.

Viée gi6i thiéu GM Card d3 mang lai thanh c6ng chua
ting thay trong nganh kinh doanh thé tin dung. Chi sau 28
ngay da ¢ mot triéu khach hang d&n ding ki thé. Ky lyc trude
d6 cua AT&T Universal Card 13 78 ngay d€ dat dugc con sb
mdt triéu khach hang. Chi trong vong chua day hai thang, GM
Card d3 cé trén hai tridu khach hing va s6 du trén cac thé nay
dat d€n 500 triéu USD. Vio ngdy ky niém mét ndm cua GM
Card, s& khach hang 43 1én d&n 5 triéu vé&i tOng sG du trén céc
thé 13 3,3 ty USD. Sau hai niim, ho &3 c6 9 triéu khich hang,
va cac con sb trong chirong trinh nay van ngdy cang ting cao.

Trong nim d4u tién cua chuong trinh, GM da thyc hién
thanh to4n giam gia trén 55.000 thé. Cho dén thang 2 ndm
1994 43 c6 tOng cOng 123.000 thé duge hudng thanh todn
giam gia vai tong s8 tien tra di 12 40 trigu USD (trung binh
325 USD trén méi d4u xe). Cic dy bao tinh todn rang cho dén
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khi chuong trinh két thic, khoang 25% doanh s xe ban le ¢
Bac My sé & ban cho nhifng ngudi s& hitu thé GM Card.

. Giam gia c¢6 muc tiéu nhu GM Card ré rang 1a mét thanh
cOng 1én, tuy nhién nd &3 lam thay d6i cude chai ban xe nhu
thé nao? DE thdy dugc tic dong clia chuong trinh ndy, ching
ta hdy xem xét mot vi du vi cac con s§ duge lam don gian héa
dé thdy chuong trinh ndy da lam thay d&i gia ca nhu thé nao.
Gia str ring ban dau ca GM va Ford d8u ban xe ciia minh véi
gia 20.000 USD. Bdi vi gia Ia nhu nhau nén thj trudrng sé chia
d6i cho hai loai xe trén cd s¢ sif ua thich ty nhién cha cic ca
nhin d&i v4i cac nhén hiéu xe.

Bay gid¥, gia sit GM mudn ha gia cho cac khach hang rudt
cta minh 1.000 USD méi xe v ting mtc gid cho nhitng nguoi
khac 1&n 1.000 USD. Tai théi di€m nay, thyc t&'1a GM da dit
ra hai mic gia: 19.000 USD cho khach hang cua minh va
21.000 USD cho céac khéch hing dang thich xe Ford hon, Hay
ditng vao vj tri cua Ford. Ho ¢6 thé phan ing bing cach ha gid
xudng du&i mitc 19.000 USD d& danh cip mét vai khach hang
ciia GM. Hoic ho ciing ¢6 thé nang gia 1én dau d6 gan véi mite
21.000 USD ma vin khéng ddnh mét khich hang cia minh vé
tay GM. Ford 6 nhigu kha niing sé nhén thay lya chon thir hai
12 hip dan hon. N&u Ford thye sy lam nhu vy, tic 1a ting gia
1én gin 21.000 USD thi diéu nay s¢ gitp GM cé thém cho dé
thd. Bay gi&r thi GM c6 thé ting gi4 cho khich ngoai 1én dau dé
khoang gin 23.000 USD - trong khi mife gia rong cho khach
hang ¢6 thé giam gia cia ho sé x4p xi 21.000 USD - ma van
khong s¢ mit di cAc khach hiang rudt cia minh. Tai thoi diém
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ndy ca GM va Ford déu d3 nam trén cic mie gia cii. Ford c6
thé s€ lai mudn ting gia ti€p, GM s& lai theo chan giong nhu
trén, va ¢t ti€p tye nhu thé mai.

Chuong trinh giam gi4 da tao ra mot tinh huéng cling
thing vé gia ca gilta GM va Ford. Qu4 trinh nay cé thé di xa
dén dau? Trén thyc t& 13 cling chi dén th&, Mt mit 13 vi trén
thj trudng van con cac nha san xuit xe hoi khic cé thé khéng
chiu ting gid. P&n mét mic ndo d6, khach hing sé chuyén
sang mua xe cua ho. Trong bat ky tinh huéng nao thi 1gi ich
chu y&u d6i vdi GM 1a Ford va cic nhi san xuit xe hai khac la
s€ it c¢6 kha néing ai d6 s€ khoi xuéng mét cude chién tranh gia
ca trong bdi canh nhu vay.

Chia khéa cho tinh hiéu qua cta chugng trinh giam
g14 nay & chd sy giam gid 13 ¢6 muc tiéu. N6 chi cé tac dyng
néu nhitng ngudi duge quyén nhan giam gia trén cac xe caa
GM trudc hét 1a cac khich hang tri€n vong ctia GM va
khong phai 1a khach hing trién vong cia Ford. Do viy,
- théch thitc thire t& 1én nhét khi tién hanh chitong trinh nay
la trao quyén huong giam gia cho cang nhigu khich hing
tri€én vong cia ban cang t6t ma khong @€ ho cudi cing lai
trd thanh khéach hang trién vong cda d6i tha canh tranh.

GM Card da giai quyét vin dé nay mot cach xuit sic. Dé
dang nhén thdy ring d€ tim tit ca cic khach hing trién vong
cta minh 13 rat khé khin, GM @3 quay nguge lai van dé. N&éu
nhit ban khé tim duge khach hang ciia minh thi hiy dé ho ty
tim dé€n ban. Nhiing ngudi sin long mua GM Card 88 hudgng
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giam gia chic chan 1a nhitng ngudi dang dy dinh mua xe cua
GM. Nhitng ngudi dy dinh mua xe Ford sé ft mong mudn 6
GM Card hon nhitng khach hang trung thanh coa GM. D6 la
chch mét chuwong trinh thé tin dung ¢6 thé gilip ban giai quyét
vAn dé v& dat myc tiéu giam gia vao ding co s khach hang ty
nhién ctia ban.

Mo phong lanh manh 11

N&u nhy GM Card 14 mdt ¥ tudng t6t thi chic chin né sé
bi sao chép. Va qua la ding la nhu vay.

Thang 2 nim 1993, chi ndm thang sau khi GM Card
duge tung ra, Ford d3 hgp lyc cing Citibank, nha phat hanh
thé tin dung l&n nhit, d& chio loai thé mang tién Ford-
Citibank duéi ca hai chiée 6 cia MasterCard va Visa. Chuong
trinh nay cho phép cac chii thé tich luf t&i 700 USD giam gia
moi ndm vi mite cac nhat cho phép 1a 3.500 USD trong véng
5 nam.

Ford-Citibank Card dugc tung ra thj truong bing viée
gui thur trye tiép d&n 30 trigu khach hang ding the hi¢n tai cua
Citibank cfing nhw nhitng ngudi dang 14 chi s¢ hitu xe Ford.
Céc tai liéu khuyén mai va don xin cap thé duge dit tai 5.000
dai 1y clia Ford. Chi trong ¢ thang d4u ciia ndm 1993, tdng s&
tign 4,6 trigéu USD da duge chi cho quang cdo Ford-Citibank
Card. Cho d&n thang 4 nim 1994 cic nha phan tich da dy tinh
rat khac nhau vé sb ngudi s& hitu Ford-Citibank Card tur 1,3
dén 5 triéu ngudi. Khoang 20.000 ngudi trong s6 d6 da dugc
hudng giam gia ngay trong ndm dau tién.
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GM Card con dugce sao chép mét Tan nira vao thang 6
ndm 1994, khi Volkswagen of America lién két véi MBNA
Corporation, nha phat hanh thé danh tiéng, d€ ciing thye hién
mét chugng trinh the giam gia (déng noi la Chrysler da khéng
tham gia vao chuyén nay, it nhat 13 cho d&n ddu nim 1996).

Liéu tat cd nhitng sy m6 phong sao chép k& trén ¢4 lam
anh huong gi t&i chuong trink cua GM hay khéng? Khong
nhét thiét nhr vdy. Néu GM hy vong st dyng chuong trinh nay
de gianh thj phén tit Ford va nhitng nha san xuit xe hai khac
thi viéc mé phong nhu vy ro rang sé 14 mét tin xiu. Véi
chuong trinh cia Ford dua ra, cdc khach hang trién vong cia
Ford s& tham chi con c6 it Iy do hon trude d& 1ay thé GM Card.

Tuy nhién, thyc t& Ia sy mé phong da gitp ca GM. Cang
nhiéu chugng trinh thé xuit hién thi cic nha sian xuit xe hai
cang it c6 xu hudng giam gid thye bai vi mite gia thap bay giy
dad khéng con hiéu qua trong viée thu hit khach hang nira.
Nhiing ngudi da tich liy duge mét s6 tien nao d6 trong thé cia
m@t chuong trinh s& khéng mudn chuyén sang thé khac. Hon
th€, néu cac nha san xuft xe hai ting gia thi ho ciing khéng bj
mét nhigu khich hang nhir trudc, béi vi cac khach hang ciia ho
khéng mudn mat di 6 tién giam gid ma ho da tich Hiy duge tiy
truge. Cic nha san xuit xe hoi gi diy sé co nhiéu khach hang
trung thanh hon. V& t6ng thé, khi do, giam gia s& it hiéu qua
trong khi ting gid ciing khong phai 1a qua mao hidm. Diéu nay
khong chi diing d6i v&i cac nha san xudt xe hoi ¢ chuong
trinh tich lily giam gid ma c4 cic nha san xuit xe hoi khac
ciing thiy vi¢c giam gia 13 khéng hiéu qua. Do vay, doéng co
canh tranh bang gi4 s& giam di. K&t qua cudi cing 1a: gi4 6n
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dinh hon trong toan nganh. Tém lai, day 14 mét trueng hop
khie cua m6 phong lanh manh.

Sy md phong con ¢ mét hiéu tng tich cye khae: no
khién cho khich hang dimg hin vé phia ciae bén. Cang nhidu
nhd san xuit xe hoi ap dung chuong trinh tich lu¥ giam gia thi
ngudi mua cang nén ditng vio mot phia. Nhimg ngudi binh
thuong khong trung thanh véi bat ky nhan higu nao sé nhan
thiy ring ho s€ & vao vi thé bt lgi néu ding ngodi khodng
tham gia vao cic chrong trinh. Thim chi ¢d nhimg ngudi mua
vén rit nhay eam véi gia ciing c6 déng co dé ty rang bugc
minh v&i chi mot nha san xuit. Vi cang ¢6 nhidu khach hang
tham gia vao cac chuong trinh tich lily giam gia thi hiéu ing
6n dinh gia trong nganh sé cang 15n.

Chiéc chin sé con 6 nhiéu ngudi nita di theo cach md
phong nay. Sau khi thanh cong & My, ca GM va Ford déu tung
ra cic chuong trinh tuong ty ¢ Canada va Anh, déng thai
Toyota cling ¢6 mt chuong trinh giéng nhu viy cho minh ¢
Nhaét Ban.

Nhiéu ngudi thing hon

Cuing v&i tae dong lam on dinh gid trong nganh xe hoi,
chuong trinh GM Card con mang lai nhiéu 1gi ich khac nira,
Hang thiang, GM kep nhitng tii liéu quing cdo tiép thi vio cie
phiéu thanh toin thé tin dyng cua Household Bank. Cach nay
con t6t hon 1a bo buu dién. Khong giong nhu cic thu quang cdo
tap nham khéc, chi€c phong bi nay khong thé bj virt di mot cach
dé& dang bi vi bén trong nd cén ¢bd hda don ¢in thanh todn. Khi
ngudi ta md phong bi thi quang cao ciia GM sé ty bt ra.
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GM con chia sé chi phi cho gidm gia véi Household ciing
nhu cing nhau lam chudn hoa hoat déng kinh doanh thé tin
dung. Nhitng nha phat hanh thé thudng tra tién d€ ting giai
thuéng khuyén mai nham lam cho thé cia ho trd nén hap dan
han. Chang han, First Chicago tra United Airlines khoang mét
penny cho méi dim bay dé€ danh ting khong cho khach hang
cua minh, nhitng ngudi chd s& hiru thé tin dyng. Ciing theo
nguyén tac nhu vay, Household da tra hé cho GM khoang 20%
chi phi cho gidm gi4, bat ké quyén giam gii c6 dugc sir dung
dén hay khéng,

bigu gi t6t cho GM thi cling t6t cho Household. Két
qua cua cude van ddng tiép thi 6 at va chdp nhoing cua GM
14 trén 8 triéu khach hing mdi sir dyng thé cita Household
da diy ngdn hang nay 1én vi tri thit 5 tir vi tri thit 10 trude &6
trong s8 cic nha phat hanh theé tin dyng. Co hdi duge giam
gia trén nhitng chiéc xe ciia GM dd lam téng thu nhap tu phi”
cua thé GM Card hang nim lén 5.200 USD, gip hai lan rudi
mirc trung binh trén toan quéc. Trén 70% cac khoan phai
thu dugce ludn chuyén trén cice thé cua GM, so v§i miic trung
binh ctta toin nganh la 66%. Ty 1é thay d6i khach hing ¢d -
GM Card va ty 1é tra mudn 1a thidp hon so véi mite trung
binh trong nganh. S§ khich hang d8i thé gidm bdi vi cin
phai cé thai gian € tich luy s8 tién duge giam gia, trong
thdi gian d6 khich hang thudng khéng mudn d6i di chd
khéc. Bong théi ty 1€ ng kéo dai ciing gidm vi s8 tién giam
gi4 tich luy trén thé s& khong duge sir dung néu nhu khach
hang chidm thanh toén.
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Tiép d6 1a céc tac dong d&i véi mite gia trong chinh
nganh kinh doanh thé tin dung. Biy gi¥, cac ngan hang nhu
Household, Citibank va MBNA da déu c6 nhiéu khich hang
trung thanh hon, s& c¢6 it nha phat hanh thé khac ¢é dong co
canh tranh vé gid hon. Két qua 14 mic gia sé 6n dinh hon
trong ca nganh kinh doanh thé tin dyng ldn nganh kinh
doanh xe hoi.

Né&u nhit nhitng nha phat hanh thé va cac nha san xuit
xe hot 1a nhiing ngudi thing cude thi phai ching nhitng ngudi
mua xe 13 nhitng ngudi thua cudc? Khoéng nhit thidt nhir viy.
Mac di ho s& phai chiu mirc gia cao hon nhung d6 chua phai
1a toan bd bire tranh. Chiing ta hay cing quay lai v8n dé ma
cic nha san xudt xe hoi phai d6i mit vao dau nhimg nam
1990. Khi mét nha san xuit xe hoi thiét ké ra mét loai xe mai,
d€ chi tién cho vigée didu chinh lai diy chuyén l4p rap va quang
cao rong rai trén todn qudc, ho s€ phai tra trudc mdt khoan chi
phi ¢6 dinh (chi phi chim) rat 16n. Néu € he roi vao gitra
nhitng nha san xuit xe hoi khac véi nhitng chiéc xe tuong tuy,
gia tuong tir va lai con thira mét it ndng lyre san xuit thi dé sé
12 mét van dé 1on. Gia sé duge ddy xuéng mitc ciia chi phi bién
thién va nha san xuit clia ching ta s& khodng cé cich nao thu
h6i lai duge vn dau tu d3 bo ra cda minh. Chinh canh tranh
d3 1am chim ludn céc chi phi nay. Van dé néi trén anh hudng
dén ca ngudi tiu ding lan nha san xuit. N&éu nhiu nha san
xudt khong thé kiém ra lgi nhudn hém nay, ho s&€ khdng mudn
d4u tu va ngudi tiéu ding ngay mai ciing khéng ¢6 hy vong cd
dirge nhitng logi xe ré hon va t6t hon. Toém lai 1a vé 1au dai, gia
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cao s€ dan dén ket cuc cing thing d6i vdi ca cac nha san xuit
xe hoi 1an cac khach hang eta ho.

Bai hoc rit ra tir nhitng chi€c'thé. Péu la cic tic dong
méiu chét trong chuong trinh GM Card va nhitng ngudi bAt
chutde theo n6? S phin cua cde nha sin xuit xe hoi phy
thuge vao rat nhicu yéu td: tinh trang chung ctia nén kinh t&,
ty gia hoi doai, viée gidi thiéu thém cic miu xe mdi, kha
ndng cua ho trong viéc dur bao nhu cau v& con nhidu yéu t&
khac nita. Do vay, rat khé tich riéng tac dong cia chuong
trinh thé tin dung v&i cic tic dong khic dong thdi. Tuy
nhién, ¢6 vé nhu cic chuong trinh nay it nhat 4 gifip cic nha
san xudt xc hoi ting gia bing cach bd bét cae chuong trinh
khuyén mai giam gia truyén théng khae. Tap chi Business
Week da n6i vé ditu nay nhur sau: "Gin nhu 15t ca cac nha
san xudt xe hoi, dic biét 1a Ba 6ng 1on trong nudc d3 timg
phai giam gia cho khach hang rt nhigu trong giai doan suy
thodi vira qua - hién nay da duge b dap lai ding k& béri vi ho
da thoi khéng phai chao khich hiang nhimg phin thudng
bang tién mit vi trg c&p thué mua nira."

Vao thoi diém 31 thing 1 nim 1995, GM théng bao ring
cic hoat dong chinh cua ho trén thj trudng xe hoi Béc My
(NAO) da Tn dau tién ¢o 13i k& tir ndm 1989. Business Week
da giai thich: "NAO da mgnh 1én bdi biét chuyén s& xe néu ban
chi ¢6 lgi nhuén thap thanh cic di xe cho thué va bing cach
giam bt cae chuong trinh khuyén mai cia mink.”

Cau chuyén vé chuong trinh GM Card d3 cho chiing ta
- mot bai hec quan trong vé dinh gia va loai quy tic ma ban



Ly thuyét tr6 choi trong kinh doanh 397

mudn ¢6 dé kiém soat duge gia. Ngudi ta vin thugng nghi
rang chién luge t6t nhit 13 ban gid cao cho cic khich hing
rugt cua minh trong khi lai ban gia thip hon cho khéach hang
cua dbi thu canh tranh. Sau hét, do 1a bdi vi trong khi céc
khach hang ruft cua ban sin sang tra tién, ¢oén cac khach hang
cua d8i thu canh tranh ¢an phai duge 161 kéo bdi cae mic gid
thip hon. Li¢u chién luge nay cd thé so sanh voi cie két qua
mang lai tor GM Card nhu thé nae?

Trudc hét va trén hét, thé cua GM sé hip dan nhirng
ngudi dang cé k& hogch mua xe ciia GM. Nhitng ngudi mua
xe Ford tiém ning s€ it mudn c¢6 duge thé ena GM. Didu gi
s€ xay ra khi GM bé bét di mét 8 chuong trinh khuyén mai
kbéc cna minh d¢ bua vao chi phi tra cho khoan giam gia
trén thé tin dung? Cau tra 1di 1a gia thye t&€ ciia xe GM - trir
di tat ca cac khoan da duge giam gia tit GM Card - s8 cao
hon do6i véi nhitng khach hang trung thanh véi Ford so véi
nhiing khach hang tiém niing ciia GM. Két qua 1a GM dit gia
cho xe ciia minh cao hon cho cac khach hang cua déi thu
canh tranh so v@i cho khach hang cia chinh minh. bicu
ndy ngugc lai so voi nhitng gl ngudi ta vAn nghi vé mot
chién huge t6t nhat.

Tuy nhién, GM da lam dung! Bing cich ting gia d6i
vOi nhitng ngudi mua xe trién vong cua Ford, GM da cho
Ford mét khoang cach d& c6 thé ting gia - va diéu nay giap
cho GM c¢6 co hdi cung & mirc gia, sau d6 lai cho Ford cé
thém chéd d¢€ ting giad thém nita va clr tiép tye nhu viy. Pay
chinh 1a tinh hudng céng thing ma chiing ta da no6i dén. Hiy
so sanh v&i nhitng gi s& xdy ra néu ban ha gia cho khach
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hang cua d6i thu canh tranh d& 181 kéo ho vé v&i ban: Ban
bube d6i thu canh tranh cia ban phai phan dng lai bang
cach giam gia, diéu nay, dén hrgt nd, s€ dit ban vdo mét tinh
th& nguy hifm cé thé danh mat khach hang cta minh vé tay
d6i thi canh tranh, do vay phan itng cia ban 14 ha gia cho
c4c khach hing ctia minh. R6t cuc, ban s& & thé yéu hon
nhiéu so vai lac ban dau.

Nguyén tic cd ban ¢ diy la: Hay ddi xir voi cac khich
hang rudt ciia ban t6t hon khach hang cia d6i thi canh tranh.
Cac cong ty c¢6 vé nhu déu hidu ditu nay trong mot s6 tinh
hudng cu thé. Ching han, nhiing nd lye cia hg nhim cai thign
san phim thudng 14 d& clng c§ mdt quan hé véi cic khach
hang hién tai cht khéng phai d& 161 kéo khach hang cia ai
khéc. Tuy nhién, khi d6 1a vin dé vé gia thi cac cong ty thudng
quén mit didu nay. Ho tim cach theo dudi khach hang cia déi
thu canh tranh bing mitc gia thdp trong khi dang 1€ cin phai
tip trung vao phyc vii cie khach hang hién tai cta minh mét
cich t6t nhat.

Pé&-ngdn chin chién tranh gid cd, bgn mudn ban gid
thép hon cho céac khach hang eva ban va chao mire gia cao
hon cho khach hang cia déi thi canh tranh, Céc chuong
trinh danh cho khéich bay thudng xuyén da lam duge chinh
diéu nay. Gia ciia mét chuyén bay tir New York dén Chicago
trén may bay cua hing American Airlines 1a nhu nhau d6i
vdi tat cd cac khach hang - bt k& ho c6 phai la thanh vién
ciia AAdvantage hay khéng. Tuy nhién, gia trj coa chuyén
bay d8i véi cic thanh vién cia AAdvantage lai 16n hon so
v&i nhitng ngudi ngoai bdi vi né6 mang ho lai gan hon véi
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chiéc vé mién phi di Hawaii. Nhu véy, bing viéc cung cap
cho khach hang cia minh mét gid trj 16n hon véi cing mét
mire gid, Hang American trén thye t& 13 d3 ban ré hon cho
khich hang cia minh chuy&n bay NewYork - Chicago. Ai 1a
ngudi phai chju mifc gia thyc t&€ cao hon? Trong s8 nhitng
ngudi ndy cé tit ca cic khach hang trung thinh cta United
Airlines, boi vi nhitng ngudi ndy khéng danh gia cao cic
d3m bay trén may bay cita American bing cic khach hang
clia American. Diéu nay c6 nghia la United da 6 chd d€ cé
thé ting gid ma khong lam mit khiach hang, din dén
American ciing c¢6 thé ting gii theo va lai gitp United ¢6
thém ché d& ting gid, c tifp tyc nhu thé mii. American va
United Airlines nhu vy ciing duge hudng thing l¢i vé gia,
gidng nhw GM va Ford.

RO rang & ddy ¢6 mét méi lién quan giita cac chuong
trinh tich lity gidm gia nhu GM Card va c4c chuong trinh danh
cho ngudi trung thanh nhu AAdvantage di duge thao luin
trong chuong trude. D6 13 didu ngudi ta chd dgi. Ca hai
chuong trinh nay déu 13 nhitng quy tic - chit y&u 1a nhitng giao
kéo don phuong v&i khdch hang hita bao dam cho hg mét sy
giam giad. Hon thé, cich cac chuong trinh ndy tic dong vao
dién bién gia ca trong nginh 13 nhu nhau. Chi ¢6 mét khéc biét
dang ké ¢ ddy. Mgt chuong trinh dinh cho ngudi trung thanh
nhu AAdvantage trao thuéng cho khich hang bing hién vat
chit khéng bing tién va nhd vy di 1am cho chide banh to 1én.
Ngugec lai, GM Card trao thuéng bing tién mit va do vay né
khéng 1am ting gia trj gia ting cua GM. Trong khi néi chung
t6t hon ca la trao phin thudng béng hién vat thi nhu chang ta
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thay véi ciu chuyén ctia GM Curd, trao thudng ticn mat cling
van hodn toan cd thé tét nhu viy.

Khong ¢o ¥ do nao dé nhimg doanh nghiép khae
khong theo chiin GM va thay d6i quy tac trd chai bing cach
ciing bat dau cac chuong trinh giam gia trén theé tin dung
cua chinh minh. Apple Computer di ¢6 chuong trinh giam
gia @6 cling véi sy hgp tace cua Citibank. Céc chitong trinh logi
nay dic biét thich hgp d6i vai cdc doanh nghiép ban nhitng
hiang héa tri gid 1én va khong thudng xuyén duge mua. S€ 1a
khéng kha thi déi vé&i cic doanh nghiép nay néu ho mudn ting
thuéng cho khach hang bing hién vat. Cic ngin hang khong
thé cho vay tién mua bit déng san mién phi, nhung ho ¢6 thé
giam gia phan ndo trong 1ai sudt. Tuung ty, cac nha mai gidi
bt déng san cling khong thé ting khong ngdi nha nhung ho
c6 thé giam gid mét phan trong mitc phi hoa héng tra cho he.
Thye té& 13 bat k¥ ai ban nhitng hang héa gia trj 16n cing déun
nén nghi dén mdt chuong trinh tich y giam gid ndo dé cho
riéng minh.

C6 mét digm cudi cung, kha trd tréu trong ciu chuyén
cita GM. Hoa ra ta GM d4 lam dang do mdt nguyén nhin sai.
Trong mot cude phong van, Hank Weed, Gidm déc diéu hinh
chuong trinh GM Card, da giii thich ving chie the duge thiét
ké& thire ra 14 nham giap GM gianh thi phan théng qua cude
"chinh phuc" nhimg ngudi mua tiém ning cua Ford va cie
hang khac. Chiing t8i tin ring tae dong cta cude chinh phue 14
rit khiém tén, dé 1a ndi mat cach lac quan nhit. GM Card ludn
luén hap din nhat da6i vai chinh cace khach hang rudt cta GM
va hiu nhu khong hap dan t¥ ndo doi v cac khach hang tiém
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niing cua Ford. Biéu nay con thiy o hon khi Ford cling tung
ra chuong trinh thé cua minh. Tal théi di€m nay cac khach
hing tiém nang cua Ford thye t&1a ching ¢6 1y do gi d& lay the
GM Card. Hon th¢ nira, 1am sao GM tai ¢ th€ nghi rang
chuong trinh cda ho s& khong bi mé phong theo? Tém lai tac
déng thuc t&€ cia GM Card da hoan toan khac so v§i du tinh:
NG cai thién sy doo déng gid ¢d trong nginh xe hoi. Trong
trudng hgp nay, ¢6 thé goi day la mdt thinh céng "nguge™,

Chwong trinh tich iy giam gia

Lo

1. Cho phép ban ban gia thap cho khach hang clia minh ma
khdng de doa dén co s& khach hang cla d6i thd canh tranh.

2. Khuyén khich khach hang - ngay ca nht‘kng nguwdi chi
thich mua gia ré - tr¢ nén trung thanh hon véi minh.

3. Tao ra sw phdi két hgp vdi cac déi tac thé tin dyng.

Hai

1. Bang céach trao phan thudng bang tién mit thay vi hién
vat cho long trung thanh, ban da khéng tang dwec gia tri
gia tdng cda minh.

2. Chuong trinh nay khong hiéu qua v&i cac $an pham tri gid nhd.

i. Nguyén van: thanh cong bo chay.



Céc quy tac

Cac quy dinh cua Chinh phu

Chinh phil ¢6 quyén dat ra rat nhiéu quy tic cho tro
choi. Chinh phi dua ra cac lndt thué, lujt ban quyén, luat vé
muec luong t6i thiu va rat nhiéu loai Juat khac. Cac luat nay
diéu tiét cac giao dich giita tat ca nhitng ngudi choi trong toan
bé nén kinh té.

Ngoai nhimg quy dinh tryc tiép, chinh phu con dira ra
nhimg quy dinh vé viéc nhimg ngudi chai cd thé duge dua ra
nhiing quy tac gi. Ban co thé goi d6 1a nhimg siéu quy téc trong
tro choi. Dé chinh 14 mdt vai tro cia luét chdong dbe quyén,
trong d6 ¢6 quy dinh logi hgp dong nao 1a hgp phip va loai
nio khéng. Nhu chung t6i biét thi chuta ¢6 mdt hgp dong nao
ma ching ta da thao ludn ¢ diy giy ra moéi lo ngai vé dde
quyén, Nhung luit ¢6 thé thay dGi va cdc cich dién giai cua
luat thi rat khac nhau, do vay chiing t6i khuyén cic ban nén tu
van v&i cac luat su d€ hieu roé hon loai hgp déng nao duge
phép giao két va loai hgp dong nao thi khéng.

MFC chinh 14 mét thye t& 3 phai trai qua sif cdn nhic
ki ludng cua luit chéng d6c quyén. Nim 1979, Uy ban
Thuong mai lién bang (FTC) di thach thire viée Ethyi
Corporation va Du Pont sit dyng MFC dé ban nhitng chit phy
gia cho vao xdng c6 pha chi. Cao budc ¢ day la vige sir dung
MFC c6 thé duge goi 1 mdt hanh vi tao diéu kién, hanh vi
ndy c6 thé lam giam dang k€ canh tranh va vi pham diéu 5
trong Ludt cua FTC.
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Trong vong xét xit ddu tién, Uy ban di tuyén phat bat
1gi cho Ethyl va Du Pont. Pay 1a mét quyét dinh mau thuén
va ngay ca Chu tich FTC James C. Miller III ciing khéng
dong tinh véi quyét dinh cua Uy ban. Ong d3 phat bidu: "Co
nhing thye tién dién ra la do chinh khich hang doi hei...
Thyc tién dang bj két an... da 1am giam chi phi tim kiém cho
khach hang va tao diéu kién d& ho ¢6 kha ning tim duge
mic gia t6t nhét trong s& nhimmg nha lec diu... Vi ly do d6
t6i khong déng tinh".

Vu vi¢e duge chuyén 1én Tda an lién bang & New York
dé phic thim va quyét dinh dua ra vio nim 1984 di lat
nguge lai quyét dinh eha FTC. Co s& cia quyét dinh phue
thdm 1a vige sit dung MFC da bat dau tir khi Ethyl 13 nha san
xuit duy nhét cac chat phuy gia cho ddng co xe. B&i vi khi dé
khong hé cé canh tranh nén MFC rd rang d3 duge sur dung
khéng vi myc tiéu giam bdt canh tranh giita cic nha san xuAt.

Chilng ta @i thdy cac cbéng dung khac cia MFC trong
chuong truge. Boi vi MFC lam nghiéng can cin hye lugng tir
phia ngu¢i mua sang phia ngudi ban, né d3 giap Ethyl ¢6 thé
trg nén cimg rdn hon khi thuong lugng véi khach hang. Pigu
nay ding khi Ethyl dang nam dgc quyén va van dling ngay ca
khi da xuat hién cac d4i thu canh tranh trong nganh san xuat
chét phu gia cho déng co xe. T quan di€m cila ngudi mua,
MFC rat ¢6 gia trj boi vi n6 bae dam cho ngudi mua khong bj
roi vao vi thé bt 1¢i so vGi cac dsi tha canh tranh cua minh.,
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Thim chi khi co nhithg 1¥ do khac dé& sir dung MFC thi
phan quyét cua FTC vin & vdo thé y&u. M{t mit, néu khach
hang eiia ban ¢6 MFC, ban s& it 6 kha ning mudn theo dudi
khach hang ctia d&i thu canh tranh béng gia thap. Mot khi
ban da khéng thé khép theo mic gia thip duge mot cach b
tra chon thi cang ¢é kha ning ban khong bao gi¢ khop gid
theo bat ky mite gid ndo ndi chung. Trén phuong dién nay,
canh tranh c6 thé gia ting. Tac déng rong 1a khé xac dinh.
Khi chiing t6i viét cudn sich nidy thi s& phan coa MFC van
t1€p tuc dya trén quyét dinh cta toa an tir v Ethyl-Du Pont.

Viéce sit duyng MCC don gian gidng nbu mét phiin trong
hgp dong gitta ngudi mua va ngudi ban, m¢t b phan coa
cudc thuong higng da phuong dién. Trong khi MFC v&i mét
ngudi mua cé thé anh hudng dén mic gid ma ngudi mua
khac phai tra, MCC v&i mét ngudi mua chi anh hudng d€n
mife gid ma chinh ngudi d6 tra. Hay so sanh MCC v&i mét
quyén chon tdi chinh (financial option). V& mdt quyén chon
trén thi trudng chimg khodn, cic nha du tu tra tién ngay
hém nay d& ¢6 duge quyén mua mdt thir gi d6 do6 vai mire gia
¢§ dinh ngdy mai. Mot MCC 1a mét quyén chon cho phép
ngudi ban ¢6 quyén ban mdt hang héa nao dé trong twong lai
bang cach khdp theo {dap (ng) mic giid tot nhat khi do.
Quyén chon nay, ciing gidng nhu quyén chon trén thi trudng
chimg khoan, mang dén gia trj tryc tiép va sé con cd gia trj
hon nita néu rét cye né lam ting mic gid trong tuong lai. Tt
nhién la nam duge tac ddng nay, ngudi mua dong y véi MCC
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sé& d6i duge hudng mire gis thidp hon hém nay d€ dap lai
viéc cho phép ngudi ban duge hudng quyén chon.

Mot bién minh nita cho viée stf dyung MCC tit phia luét
phdp. Pao luit Robinson-Patman cdm cac céng ty khong
duge phan biét d6i xir vé gid. Theo luat nay, cac cong ty sé
phai ban cac san pham ciia minh v&i mirc gid nhue nhau cho
tdt ca cac khach hang kinh doanh. Tuy nhién, & diy ¢ mét
ngoai 1& quan trong. Ldi bién hd ty dfng trude cio bude vé
phan biét ddi xir gia s& 12 ban ha gi4 d€ phan hoi lai m§t 161
chéo gia canh tranh: "Khong c6 gi néi dén & day co6 the can
tré ngudi ban bac bo 18i cdo budc ban diu bang cach cho
thdy mitc gia thip hon ctia minh... trong mét hy vong thién
¥ chi 1a @€ nhim khop véi mire gia thap hon cua d6i tha
canh tranh..." MCC nhu viy 12 mét cach 4€ bao vé ban thén
truée 10 cao bude vé phian biét d0i xu gia.

Nhu chiing tdi biét thi chua ¢6 mgt thach thire chéng
ddc quyén nao ddi vai cac hgp dong 1ay hodc tra tién ciing
nhu cac chuong trinh tich lu§ giam gia. Trong trudng hgp
ciia hgp dong 14y hoic tra tién , 1gi ich kinh t& tryc tiép d6i
véri nha cung cap - gitp lap k& hoach hiéu qua hon va tranh
t6n kho - thudng 1 nhitng bién giai manh nhat cho viéc ap
dung quy téc nay. Trong trudng hgp cia chuong trinh tich
liiy giam gia thi 1gi ich kinh t& tryc ti€p dén nhitng ngudi
ban chinh 13 viéc chc nha phat hanh thé cung chia sé chi phi
- viée gui thu chung cho khach hang gitp giam bét chi phi
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ti€p cdn khach hang. biéu nay mt Iin nita da giai thich cho
sy hgp Iy khi ap dung quy tie nay.

Cac diéu khoan luét chdng ddc quyén & M¥ cé thé coi
nhu m§t mé cung phite tap. Cach ma luat duge ip dung lai
thudng tach rdi véi logic an chira sau cic luat d6. FTC hoat
déng tir mét md hinh tritu tugng 6 1€ chi pha hgp véi cai
thadi 43 xa cia cac nganh ¢bng nghigp dng khoi. N6 c6 xu
huéng thach thite cac thyre tién cho phép cac céng ty ¢ thé
duy tri bén vimg mitc gia cao hon trén mire chi phi bién
thién ma ngudi ta vin hay goi 13 do hanh vi hay thye tién
tao diéu kién. Quan diém nay c6 vé nhu d3 khéng nhin thay
tinh kinh t& m&i trong nén kinh & tri thir.,

Duge phdm, phan mém mdy tinh, ddng cg phan lye va
nhiéu san phdm dyra cht y&u trén tri thitc khéc 1 hodn toan
khéng pht hgp véi mé hinh kinh t& truyén théng, Mot diém
chung cta cac linh vire kinh doanh nay 14 chi phi nghién citu
phat trién (R&D) ban dau rit 1én néu so sanh mét cach
tuong quan vdi chi phi bién thién khi san xuat ra san pham.
Néu cic cbng ty khéng duge phép ning gid cia minh cao
hon mire chi phi bién thién thi ho s& khéng cé cach nao 15y
1ai duge khoan dau tw bé ra ban ddu. Cac quy tic chinh 13
chién luge ma cic cong ty cé thé ap dung d€ gitp cho ho
duy trl mitc gia cao hon trén mic chi phi bién thién va nhd
@06 co thé thu hdi lai vén diu tu boé ra. Ching t6i khéng cam
thay thuyét phyc rang ludt chéng dde quyén cua My hién
nay c6 tinh ¢&n va danh gia dGng vé trién vong nay.
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Thay d6i cac quy téc

Ciing nhu nhém ngudi choi va gia trj gia ting cha nhitng
ngudi d6 13 nhimg thanh t§ quan trong trong trod choi, cac quy
tic cling khéng hé kém phin ¢ d6. Nhung ¢ tim quan trong
cia cic quy tic 1an cic co hi d€ thay d6i ching thudng bi
@anh gia thip hon thye t&

Ngudi ta hay suy nghi mét cach ngdy tho rang "quy tic
lu6n phai 13 quy tic”. Ho coi nhitng quy tic dudng nhur 1a bat
di bat dich va khéng mang mét ¥ nghia nao d4ng sau d6. Herb
Cohen, médt chuyén gia thurong lugng va tic gia cubn sach Bgn
cé the thwang lrong tét ca mot thit, 3 k€ cu chuyén vé vigc
éng dang 1é phai x&p hang dai trudc ban thanh toan cta khach
san ngay trudc gié tra phong 13 1 gi¢ chigu. Thay vi dimg vao
x&p hang cling moi ngudi, Cohen di goi dién va thuong lugng
duge d8 cb thé tra phong vao lae 2 gi¢ chidu. Sau d6, ong da di
ra ngoai v khoan khoai thuéng thitc mét tach ca phé. Khi 6ng
quay lai, hang ngudi 43 bién méat. Cohen rit ra két lugn: dirng
tuén theo quy tdc mot edch mi qudng.

Ban c6 thé thay ddi cic quy tic

Nhwng hay nhe ring: Nhirng ngudi khac cling cb
thé thay dai quy tic, dirng bao gi& cho réng cac quy tic
chia ban 8 chiém wu thé,



Cac quy t_éE______

Tt do thay déi cac quy téc ciing giong nhu con dao hai luii.

bimg mi quing di theo ciac quy tic cua ngudi khac;
nhirng ciing dimg tinh todn ring nhimg ngudi khic sé di theo
cac quy tic clia ban mét cidch mi quing. Néu ban ¢6 thé thay
déi chc quy tic hodc dua ra nhitng quy tdc mdi thi nhimg
ngudi khac cling c6 thé lam nhu vay.

Déy 1a mét 1y do tét € khéng ddy quy tic di qua xa.
Ching han, néu ban nghi ring viéc ban ¢6 diéu khoan vé
quyén khép gia canh tranh sé€ cho ban duge phép tiép tue
tdng gi& voi cac khach hang cia minh thi hiy nghi lai. N&éu
d6i thu canh tranh nhay vao v&i mire gia thap hon thi khach
hang cia ban sé bj rang budc bai hgp déng va cho phép ban
cd co hdi hra chon khdp gid. Nhung néu gia cua ban qua cao
va d4i tha canh tranh cua ban cd thé giam gia dang ké thi
khach hang caa ban chic sé rat khéng vui. Anh ta sé nhinra
rang anh ta phai tra thém qua nhiéu. Tai th&i di€m d6, khach
hang cua ban c6 thé quyét dinh khdng tuén theo quy tic dit
ra nifa. Anh ta c6 thé chuyén sang lam v&i ngudi khac ma
khéng cho ban c¢o héi khép gid hodc anh ta cho ban co hdi dé
nhung r6i lai vin bo sang noi khéc. Ban s& 1am gi khi d46? Ban
cé thé kién khach hang ciia minh, nhung néi chung d6 la mét
¥ tudng rat khoéng hay va di nhién d6 s& khong phai 13 mot
tiéng tAm t6t khi ngudi ta phat hién ra 1y do 43 dan ban dén
tinh trang phai khi€u kién nhu viy.
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Mét 1y do nita 14 quy téc ciia ban c6 thé sé quay nguge
va phan tac dung, khién cho ban mat mgt vi th€ tot hodc mét
ké khéc sé gianh dutge vi thé 16t hon. Trude khi Nintendo vao
cudce, quy tac trong trd choi kinh doanh d6 choi & day la céc
nha ban lé dit hang vao thang 1 va thang 2, nhan hang vao
mua hé va chd dén cudi niam, thang 12 mdi thanh toén.
Nintendo da thay déi quy tic nay. Ho yéu cdu nhitg nha ban
lé ¢4t hang, nhan hang va tra tién ngay sau dé. Nintendo ¢6
kha n#ng vidt lai quy tic bdi vi nhu chiing ta da thiy trong
chuong Gia tri gia tdng, ho ¢6 gin nhu toan b gia trj gia
tang trong tro choi.

Nim 1994, Maurice Shaatchi bi sa thai khoi vi tri Chu
tich Cong ty Saatchi&Saatchi, mét dai ly quang cdo ma éng la
ngudi déng sang lap ciing v&i ngudi anh em cta minh. Phan
{rmg cua Saatchi ngay khi d6 1a thanh 1dp mdt dai ly riéng cua
minh 14y tén 12 M&C Saatchi. Ong mang theo mét s ngudi
than tin tir Saatchi&Saatchi, nhiing ngudi ndy dang lam viée
chinh v&i khach hang 14 British Airways. British Airways phai
lya chon xem ho mudn ti€p tuc gin bd véi cong ty
Saatchi&Saatchi cfi, dd duge d5i tén thanh Cordiant, hay
theo Saatchi dén v&i cong ty méi cua 6ng.

Cordiant nhin thiy ho dang phai d8i mit v&i mt dsi
tha canh tranh mdi, vi con té hon, ho mat di mét s6 nhan
vién t8t nhit cho d6i tha canh tranh d6. Tuy nhién, Cordiant
c6 mdt quy tic gitp cho ho €d vé nhu ¢é duge mot sy bao ho.
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Badi vi nhitng ngudi ma Saatchi mang theo phai chju mét digu
khoan vé phi canh tranh trong hgp d6ng lao déng cha minh,
ho khéng duge phép lam gi d€ mang British Airways di khoi
danh sach khach hang cta Cordiant.

Do viy, khi Saatchi lam viéc v&i British Airways, Ong
da khong thé su dung nhitng ngudi cii. Khi d6, Saatchi da dén
noéi v&i British Airways ring d€ phuc vy cho hing nay mét
cach t6t nhat, 6ng cin nhitng ngudi dé ciing tam. Ong &8 xuat
dé British Airways quay lai néi v&i Cordiant va gly ap lyc
khién ho phai v6 hiéu héa diéu khoan phi canh tranh.

Cordiant bi dit vao th& khéng thé thing. N6i "khéng"
s& ¢6 thé ]am British Airways khéng hai long. Can nhé& ring
British Airways di ting ]a khach hang rat 1én cua Cordiant.
Tir chéi yéu ciu caa khach hang sé khéng phai 1a phuong
cach tot dé€ gilt lai méi lam in, nhung dong ¥ sé khién cho
cong ty Saatchi mdéi trd thanh dich tha dang godm hon nita.
Ca hai cich déu c6 thé dé dang lam mit khich hang sép
British Airways.

Trong tré chaoi nay, British Airways da ¢6 quyén lye
that sy. Saatchi d2 dung quyén lyc nay lam don by va 4a
thanh cong trong viéc thay déi quy tac choi. Ong ta d3 co
nhitng cdng sy duge ty do lam viée véi British Airways. Di
nhién 1a bang cach dé, 6ng ta dd gianh duge luén khach
hang nay.
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Thém chi khi guy tde c6 vé nhu duge 1ap ra mdt cach
rit vitng chéc thi ban vin nén nhé ring ludn luén cé thé
thuong lugng lai. Néu ban khong thé gianh quyén kiém soét
quy téc thi sé la rdt mao hi®m néu ban dya ca chién hrge cua
minh vao do.

Trén thuong truong, ngudi ¢d quyén lyc thye sy sé 1a
ngudi dua ra quy tic. Mt b tr quy gin nhu khﬁng thé danh
bai trong trd choi poker. Tuy nhién, nhu ngudi ta van néi,
ching c¢6 gi trén ddi nay 12 khong thé danh bai (Nguyén vin
ciu thanh ngir ¢d phuong Tay: Mot Smith & Wesson sé danh
bai ca tir quy).



CHUONG VII
CHIEN THUAT

Cam nhén nghia la thuc 6.
- Giam muyc Berkeley

Cac trd choi trong kinh doanh luén duge choi nhar
trong mgt man suong, ¢b thé khong phai 1a swong mu chién
tranh ctia Von Clausewitz, nhung di sao cling 1 mgt syt mép
md thye sy. D6 14 1y do vi sao cam nhin lai 14 y&u t0 co ban
trong méi tro choi.

Chinh nhitng cam nhén vé thé gidi, bat ké cé chinh
x4c hay khong, 43 dan d4it hanh vi. Mike Marn, nha tu vin
quan 1y cia McKinsey da k& lai mét trudng hgp chén dgng
nhu sau: "Mét cude chién vé gid trong nganh san xudt san
ph&im dién da b4t diu khi mdt t& tap chi thuong mai nganh
43 nham lan va ting tong doanh so trén thi trudng 1én 15%.
Ca bdn ngudi choi hang dau déu nghi rang ho da ¢€ mat thj
phian va 33 quyét dinh nhanh chéng giam gia de Iy lai cai ma
hg thye sy khéng hé mit.”
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Viéc ché ngy va d&inh hinh cac eAm nhin cia d6i tha
canh tranh 14 mét phin then chét trong chién luwge kinh
doanh. Ching han, ndm 1994, t& bao New York Post cua
Rupert Murdoch d3 ngin chin duge mdt cude chién gia ca véi
d6i thu canh tranh 13 Daily News mdt cich théng minh bing
vige tao ra cdm nhan ring chinh ho dang dy dinh phét dong
cuge chién d6. Ngay sau diy ching ta s& biét vi sao nhut vay.

b6i khi chinh la khach hang hofie nha cung cép, chir
khong phai d8i thi canh tranh cin phai duge thuyét phuc.
Federal Express ¢6 thé 1am gi d& thuy&t phuc mét cach tuyét
ddi, day thién chi vé djch vy ding tin ciy clia ho? Lam thé
nao mt Ung vién xin viéc ¢d thé thuyét phyc duge ngudi
chi tiém néng ring 6ng ta sé khoéng nhiam néu cho anh ta
mot co h$i? Lam thé ndo mét tac gia ¢ thé thuyét phuc mét
nha xudt ban sach ring anh ta dang viét mot cudn sach hay
va anh ta s€ hoan thanh né ding thdi han? Hon thé nita, s
can thiét phai thuyé&t phyc ludén dén tir ca hai phia. Lam thé
nae ngudi chil thué lao dfng c6 thé thuyét phyuc ngudi xin
viéc ring anh ta s& duge ddo tao chu dao va duge truyén
kinh nghiém? Lam th& ndo nha xuit ban c6 thé thuyét phuc
tac gid cudn sach rang ho s& dau tir d€ tiép thi cudn sach cua
anh ta? Day sé€ 1a nhitng ciu hoi ma chiing t6i dy dinh sé tra
1&1 trong chuong nay.

Cam nhdn d6éng vai trd trung tim trong thuong
luvgng. Ngudi mua va ngudi ban thudng c6 nhitng cai nhin
khac nhau v& chi€c banh; nhirng ngudi ban thudng céd
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thuyét phuc rang cai hg chao ban la c¢é gia tri trong khi
nhitng ngudi mua thudng hay hoai nghi. C6 thé d6 la nhitng
dinh gia trung thye, nhung ciing c6 thé chi la cdc manh
khée thuong lugng. Lam thé ndo d€ ngudi mua vad ngudi
bén cing di dén dugce mot dong thudn? Ho cdn phai néi
nhitng gi véi nhau? Heo khong nén ndi nhimg gi v&i nhau?
Liéu hg c6 nén thu giai quyét nhimg khac biét vé cam nhén
truée khi cd gang dat dugc thoa thuin hay khong? Ching
téi ciling s& tra 161 ¢4 cde cdu hoi nay va ggi ¥ cho cac ban
nhirng cach thueng lugng mai.

Linh vyc cua cam nhén 1a vo tin. T4t ¢ moi thir déu
co thé la d6i tugng d€ cam nhin, ngay cd chinh cac cam
nhin cling viy. D& phan anh duge mie 6 réng 16n cha chu
deé nay, chuong sich cua ching ta s& dwa ra mt sb vi du lay
tir mgt vai linh wire khac nhau trong cude séng: kinh doanh,
ca nhéin va cac van 4é hang ngay.

Thay d6i cam nhin cua mei ngudi va ban s€ lam thay
dfi ¢a trd chot. Pinh hinh cho cAm nhin 14 linh vye cha chién
thuat. O ddy ching t6i ndi dén "chién thuat” theo nghia ld cde
hanh déng ma nhitng ngudi choi thire hién dé tgo hinh cho
cam nhdn cua nhitng nguoi chot khae. Mot s8 chién thuit
nham xdéa tan man swong mu trong thuong lugng, nhimg
chién thuit khac lai nhim duy tri né va cling ¢6 nhitng chién
thut khéc nira d€ khudy dao va tao ra mgt 16p suong mu méi.
Chiing ta s& xem xét ca ba khi nang dé.
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Lam tan suong mu

Mgt s& ngudi noi ring 46 14 ritng rim, s& khac goi 46
12 virdn bach thG. Did ¢ diu thi ching ta ciing ¢é thé hoc
duge mot vai manh khoe tir cde con tha. Bé 13 1y do ching
t6i bat dau tir the gidi dfng vit trude khi chuyén sang thé
gidi kinh doanh.

Chié€c duéi cua cong

M4t trong nhitng cau 46 clia qué trinh tién héa 1a vi sao
& mot s6 loai chim, nhu chim thién dudng hay chim c¢éng,
nhimg con dyc thudng cd chiée dudi hét sire rye r&, Néu nhu
d€ sng s6t can phai ¢6 mot than hinh nhé gon thi viée ¢ mjt
chigc dudi 1on nhur viy s€ 1a rat bat lgi. Thoat nhin thi nhitng
chi€c duét qua 1a ti ng: Chiing ning né, dé vrdng vao cac buyi
ciy va thu hiit sy chil ¥ cha nhitng ké sdn mdi. Tuy nhién,
Charles Darwin di ¢6 1&i giai thich cho sy phé truong nay.
Tién si Richard Dawkins clia tritdng Téng hgp Oxford, mit
nha doéng vat hoc va tic gia cla cudn sich Loai gen ich ky, da
nhic lai 11 giai thich cta Darwin nhar sau:

Nhiing con cai d&u tuin theo mft quy tic don gian: nhin
mét lugt tat ca cac con due, sau 46 di theo con dire b chiée
dubi to nhit. Con cdi nao khéng theo quy tic dé sé bj trimg
phat, mic dd chi€c dudi dai ¢ thé 1am vuédng viu cho con duc
s& hitu nd. D6 14 bdi vi néu con cai nao khéng sinh ra duge
nhitng con dyc con dudi dai thi nd sé ¢b rit it co hdi dé ra
duge nhitng con coéng dye con ¢b sie 16i cudn dbi vai cie con
cai khae. Giéng nhu mét thd mét théi trang cta phy nif, hay
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miu thiét k& xe hoi cta My, xu hudng dudi dai hon dang cét
canh va ngay cang tao duge da cho minh.

Nhtr vay, khi dung d&n chiée dubi céng thi cdi dep hoan
toan khdng phii & trong méit cta ngudi s¢ hitu noé. Cai dep &
day duge mdt con ¢dng cai cam nhén trong mat cic con cong
cdi khac. Sy hidp dan 14 mt cAm nhén vé sy ty hoan thién.
Néu tat ca nhilmg con cong cii khdc dBu cho ring dudi dai 13
hép dan thi bat k¥ con ¢dng c4i ndo cling khong thé ¢6 sy lya
chon khae ngoai viée di theo mét con cong dye dudi dai. Bang
cach nay, nhitng chi ¢ong dyc con clia nd sé tr¢ nén hip din
ddi véi cdc con céi ciing thé hé ctia chiing. Cam nhén 14 tat ca.

Ban chit 1&i giai thich clia Darwin vé chiéc dubi cfng
la coi @6 nhu mét thir mst, mdt khi da bat dau thi ty nd s&
nuéi dudng chinh né phat trién 12n. Darwin cho ring chiéc
dudbt cta cong dire trong phd truong nhy vy chi 1a tinh ¢d.
Tuy nhién, nha d¢éng vt hoc Amotz Zahavi clia trudng téng
hgp Tel Aviv thi giai thich vé chiéec dudi dai theo mét each
khée: Chiing chitng t6 sitc manh mdt cich thuyét phuc hon.
Mét con cong dye dudi dai ndi vdi con céi ring nd 13 con
dyc thich hgp nhdt. Dawkins dd mé ta cich giai thich cua
Zahavi nhu sau:

[Zahavi] cho ring nhitng chi€c dudi chim Thién dudng
va chim cong... binh thu¢ng tréng c6 vé 1a nghich Iy bai ching
lam nhitng con chim mang né cam thiy vudng viu, thyc ra
duge danh gia cao chinh béi vi ching 14 nhitng tré ngai. Mét
con dyec v&i chie dudi dai v cong Kénh sé cho con cai thay
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rang né 1a con chim khoé dén ndi van con cb thé séng sét duge
ngay ca khi phai mang chiéc dudi niing né nhu véy.

Mot con cong khoe manh c¢é thé cho phép néd chju mii ro
khi chi®c duéi dai co thé gly syt chil y ciia nhitng ké sin mdi.
N6 cling chitng to6 minh ¢6 kha ning suc sao kiém duge nhigu
thitc in hon d€ c6 thém chit nubi ca chiée dudi to coa minh.

Chigc dudi cong la sy thé hién d&€ phin biét cic con

c6ng khoe manh v&i cic con cong khénh khang, v& vit khéc.
Bang cich chitng t6 rd rang ring minh ¢6 nhiéu wu diém, céng
dyre dudi dai da thanh cong trong viée thu hiit cdc cb cong cii.

Cude sat hach long tin

Tuong ty voi chiée dudi cdng, trong kinh doanh chinh 14
nhirng sir thé hi¢n ton kém duge dyng nén chi nhdm giy anh
hudng dén cac cam nhan vé ban 14 ai hay ban dinh lam diéu gi.
Rupert Murdoch, chtt t& New York Post, 12 ngudi bigt cach
lam diéu nay gioi hon tit ca nhitng ngudi khac.

Con hd gidy

Vio mua hé ndm 1994, New York Post cia Murdoch
thir nghiém viée giam gia béo chi cén 25 cent va d3 lam didu
nay & dao Staten {Staten Island). D& phan héi lai déng thai
nay, ddi thu canh tranh cla t& bdo 1a Daily News lai ting
gia 1én tir 40 d&n 50 cent. Day 1a diéu rit dang cht y trong
b&i canh khi d6. Nhu t& New York Times &3 binh luén,
dudng nhu: Daily News dang thach thirc Post giam gia trén
toan New York.
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Pa ¢6 nhiéu digu xay ra hon 1a nhimg gi New York
Tirnes nhin thiy. Trude khi gia giam xudng con 25 cent, Post
a3 ting ting gid cha minh 1én 50 cent. News da lgi dung co
héi nay d€ gilt nguyén mirc gia 40 cent. K&t qua 1a Post b} mét
mot s& khach hang d3t bio va cung vai d6 14 ca doanh thu tix
quang cho nira. Trong khi Post danh gi4 tinh hinh khi 46 la
khéng 6n thi News ching thiy c6 van dé gi, it nhat 1a ho to ra
nhr vAy. M6t man sugng mu rat tién 1gi. News ro rang 48 nghi
rang Post s& giit nguyén mitc chénh 1éch 10 cent - va s& khong
¢6 ¥ dinh phan ‘ing lai v&i hanh vi co hji cia News.

Post can phai 1am mét cude bidu duong hye lugng, dé
cho News thdy ring ho c6 du tdi e € 1dm nén mot cude
chi&n vé& gid néu cin thiét. Di nhién cude trinh dién thuyét
phue nhét chinh 1a bt ddu mét cude chién vé gia thye sy, tuy
nhién diéu do6 sé gin nhur 1a tiéu diét chinh minh. Myc dich &
day chi 1a thuyét phyc News ma khéng phai tén kém chi phi
nhu cho mét cude chign tranh thyte. Vay thi Post 43 lam gi?

Ho d3 bidu duong lye lugng bing cach giam gid xudng
chi ¢on 25 cent ¢ dao Staten. Doanh s6 cia Post tAng vot va
News nhan théy ring cac khach hing cla ho sin sang chuyén
sang t& Post @& ti&t kiém 15 cent. R rang 14 s& ¢6 nhimg hiu
qua rat khung khiép d6 1én dau News néu nhu Post md rdng
pham vi giam gia cia hg ra toan New York City

Ngudi ta cling thay ro ring Post thye sy dang quyét tam
1am chinh diéu nay. Hién nhién 13 Post ¢6 du ngudn lyc dé
dwa ra mét cd aon nhoé bing viée giam gia ¢ dao Staten. Tuy
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nhién, cufc trinh dién & Staten con cho thiy nhiéu hon thé
nita. Ludn luén cd mét rii ro ring viée gidm gia, ngay ca khi
chi trong m¢t pham vi han ché ciling ¢6 thé vo tinh chim ngoi
cho mét loat cdc vy dn miéng tra miéng va din dén mot cude
chién thye sy & khap noi. Cude trinh dién cha Post trén dao
Staten cho thay ho 44 san sing va c6 kha ning ganh chiju rui
ro d6. Post di cheoi troé "bén miéng ho chién tranh”. Ho 43
san sang tat ca cho trian chién.

N&u nhu ¢é mdt chit nghi ngd ndo con lai vé sy quyét
tdm ctia Post, News chi ¢dn nhin vé London, ngi mdt kich
ban giéng nhu viy d4 dién ra gitta t& Times cia Murdoch va
Daily Telegraph ciia Conrad Black. Thing 9 nim 1993, t&
Times dd giam gid tit 45 cent xudng con 30 cent, bude
Telegraph phai giam gia theo. Lgi nhuin caa Telegraph do
viy da tut han xudng.

bong thai cua Post ¢ dao Staten khéng phai 1la mét sy
lta bjp. Man suong mi & New York da tan di va News da
nhin ra 4nh sang. Do [a ¥ do vi sao ho ting gii tir 40 cent
1én 50 cent.

Chi c6 New York Times la cdn ndm trong suong mi.
Murdoch khong hé mudn giam gia clia minh xufng 25 cent.
Ong ta khéng bao gi¥ tréng dgi rang News sé gilt nguyén mire
gid 40 cent mdt khi 6ng ta giam gia t& bao cia minh xudng
muc 25 cent ¢ tit ca moi noi. Thit nghiém ¢ dao Staten chi
don thuin 13 médt chign thuit duge thigt k& dé khién cho News
phai ting gia. V&i mic gid ngang bing, Post sé khéng con bj
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mat khach hang dit bao nira va ca hai t0 bdo sé cing ¢6 1ai
nhiéu hon so véi mite gid 25 cent hay thim chi 13 40 cent. Post
da danh ca diu tién bing viéc ting gia 1én 50 cent va khi thay
News 16 ra thém mudn nhung chua di theo ngay thi Murdoch
da vén man suong mu cho News thiy vin dé. Khi News ting
gia, ho khong hé thach thite Post. Ho da citu chinh ban than
minh va Murdoch khéi mdt cude chién tranh vé gii.

Bai hoc tir c8u chuyén ndy 13 1ong tin khong phai 13
khéng mat tién ma co. Ban c¢in phai bo tién vao diing chd cin
thiét. Murdoch da bo tién ra dé khién cho dio Staten tr¢
thanh ndi bat va do viy d3 mao hiém véi tién cila minh nhigu
hon véi sit nguy hi€m vé sy leo thang gia ¢4 luén rinh rip. Ong
ta da cho thy dng ta chi muén lam kinh doanh ma théi.

Ciing mét logic nhw viy ¢é thé ap dung khi ban mudn
thuy&t phuc cac khach hang va nha cung ¢ap ring ban 13 ngirdi
diang nhur ban néi. Chién thudt 13 sy trinh dién nhitng gi ma
nhitng ké mao danh lira ddo khong thé, hoic sé khong chon d&
bét chuge. D6 1a Iy do vi sao sy trinh dién d6 mang mot §
nghia nac day va ciing 14 1y do né cé thé 1am thay ddi cam
nhén cia moi ngudi.

Chiée 16ng chim trén mi ban

Nhitmg ngudi sir dung lac déng va nhimg ngusi [im thué
tiém tang ciing gidng nhu céng dye va cbng cai khi thyte hién
nhimg 1& nghi trong budi ho hen. Lé nghi & diy bao gdm ban
tom tat 1y lich, clc cude phong van, cie cude dién thoai qua lai,
thu giéi thidu vd nhiéu th khac. Ngudi di thué mudn do
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ludng kha ndng cia timg ngudi xin viéc. Trong khi nhilmg
ngudi xin viéc mudn thuyét phuc ngudi di thué vé cic kha
ning ciia minh.

Né&u ban 14 mdt iing cif vién cho ché lam &6, cac bing
cip chitng nhin qua &io tao sé la chiée 16ng chim dep trén mi
ban. Ban hoc duge riat nhigu ¢ truwdng phd thong va dai hoc,
digu d6 lam cho ban chinh 1a ngudi phit hgp véi cong viée nay.
b6 1a mt cach nhin. Nhung & day con e6 mét cach nhin hodi
nghi hon vé ddo tao: T4t ca nhitng bing cip ban c6 khéng hin
¢6 cung gia tri v6i kién thirc gibng nhu chiéc 16ng chim trén
mii ¢b cung gié trj v&i nhimg chiée dudi cdng.

Cac chimg chi d4o tao giip cho ngudi di thué nhanh
chéng &anh gia duge xem ban 14 ngudi hiéu biét d&n mitc nao.
Tuy nhién, chua hin ban 14 nguéi higu biét vi ban duge dio
tao. Cai ban hoc & trudng 14 cdi mang lai it nhit cho kha ning
clia ban. Quan trong hon 1a cam nhin mdt thye t€ ring hoc
duge dai hge khéng phai 1a chuyén d&. Ban phai ndm vimng rat
nhigu mén khoa hoc tritu tugng. Viée ban qua duge trniedng dai
hoc méi chinh 14 sy trinh didn vé sitc manh trf tué chir khéng
phai chinh cac kién thirc ban dugce day.

Quan diém vé dao tao ndi trén 13 cia Michael Spence,
hién 13 Hiéu trudng trudng Kinh doanh Stanford. Ban cé thé
nghi ring diy la mét trudng rat khé. Thyc ra ban sé thiy
khoéng phai viy néu ban doc Nhirng birc anh chup nhanh tir
dja nguc 1a ddu @8 cha cudn sach do cir nhin Stanford 1a Peter
Robinson viét vé nhitng kinh nghiém cia anh ta trong nim
dau tién theo hoc quan tri kinh doanh & d6.
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Stanford hon thé con 14 mét trudng 18y hoe phi rit dit.
Hoc phi hang nim & diy 13 trén 20.000 USD va 46 con chua
tinh d&n chi pht co héi 14 tién luong bi mét do phai bé 1am khi
theo hge. Chinh chi phi cao cia trudng di gui cho nhiing
ngudi thué lao déng tifm ning mot tin hiéu thuyét phyc.
Nhiéu ngudi ndi ring ho rat gin bé véi syt nghiép va viée ho di
hoc & trudng kinh doanh chinh 1a mét cich d€ chitng minh
diéu do. D6 1a mot sy dau tu chi nén lam khi ban d3 c6 k&
hoach thu hoi lai v&n ddu tu d6 vé sau.

B0 thdi gian va tién bac ra d€ theo hoc 18y chitmg chi 1a
mot cich &€ g tin hiéu cho nhifng ngudi di thué lao dfng
tiém ning. Logi hgp dbng vé tha lao ban sdn sdng chip thuin
lai 1a mét cidch khac @& lam digu d6. Cudi méi cude phong vén,
dé€ tuyén nhén vién ngan hang ddu tu, ngudi ta thudng hoi img
vién xem hg muén ¢d mirc luong bao dadm 14 bao nhiéu va ho
c6 mudn tién thudng cin ci trén két qua lam viée cy thé hay
khéng. Mét (tng vién chon mite luong co ban cao thay vi tién
thudng dya trén két qua cong vige 1a 43 glti mot tin hiéu khong
tich cyc. Kha nhat thi d6 14 mét ngudi khdng thich rii ro; té
nhit, d6 1a ngudi khéng tin vao kha niing clia chinh minh.
Trén quan digm clia mét ngén hang dau tu thi ca hai kha ning
déu khoé chip nhin.

Cac g vién lya chon mitc lwong e ban thap cing vai
trién vong nhin cic khoan tién thudng rat cac cho thdy anh ta
sén léng dianh cude ban than minh. Anh ta dwra ra mét tin hidu
cho thay ring anh ta rit tir tin vao kha niing ctia minh dé lam
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lgi cho ngan hang va qua 46 1am 1¢i cho chinh ban than minh.
b6 chinh 1a digu ma ngudi sir dung lao dong mudn nghe thay.

C6 mét Iy do khic 48 ngén hang 4du tu mudn nhin img
vién lyra chon thii lao chi y&u dya theo két qua ebng viéc hon.
Né gitip giam i rii ro tai chinh trong viée thué nhin vién, bat
ké kha néing cia hg nhu thé ndo. N&€u nhu ngudi nhén vién dé
khéng lam duge viée nhu ngudi ta tréng dgi thi céng ty chi
phai tra lugng cg ban cho anh ta. Nhung néu nhv anh ta lai
kiém duge mét khoan tién thudng 1dn thi sao? Cang tét. Diéu
nay chi xay ra khi anh ta kiém dugc rét nhiéu tién cho cong ty
va khoin tién thudng 16n chinh 14 mét cach rat t6t dé khen
nggi va gilf lai nhitng ngudi 1dm viée hang hai.

Ching t6i khéng thiy ngugng ngung khi ap dung chinh
Iy thuyét cia minh vao viée di tim nha xuit ban cho cudn sach
nay. Chiing t6i ¢6 nén chd trong vao khoan tién rng trudc
khéng? Hay chiing t6i nén c& ging thuong lugng mét ty 1€ tién
nhudn biit hiao phéng han? Tién tmg trude cho tac gia la tha
lao dugre bao dam cho viée viét sach, trong khi nhuén but cling
gidng nhu tién thudng dya trén két qua cong viée. Thong
thuéng, mitc nhuin bit trén thi trudng da dugce ¢b dinh & mirc
15% doanh thu, con cic tic gia sach va nha xuit ban chi
thuong lugng véi nhau vé 6 tién ing trude ma thoi

Chiing t6i nghi ring rat ¢6 thé sé 1a mét ¥ twdng hay néu
1am khéc &i d6i chit. Chiing t6i ¢6 thé bd qua s tién (tng trude
va thay vao d6 thuong lugng mét ty 1é nhudn bit cao hon binh
thudmg. bidu nay sé 1a tin hidu d6i véi nha xudt ban ring
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chiing t6i rat ty tin voi trifn vong cia cudn sach. Piéu nay
efing gittp ching téi ki€m duge nhiéu tién hon vé tdng thé.
Béing viéc chap nhin rui ro nhiéu hon, ching i s& nhin duge
it hon néu that bai nhung sé dugc nhiéu hon néu thanh cong.

Tuy nhién, con cé6 mt cin nhéc khace nita. Cling quan
trong nhu khi truyén ty tin va lac quan cua ching t61 cho nha
xuédt ban, chiing t6i mudn ¢6 duge mét sir cam két tir phia ho.
Chting t6i can phai biét nha xuit ban sén sang 1én k& hoach &n
hanh va quang bé cudn sach cia ching téi d€n mirc nao.

Mot théa thudn chi bao gom nhuén bt 43 loai bo kha
nhidu rii ro, nhat 14 rui ro doanh s8§ thip cho nha xuit ban.
Mot nha xuit ban ddng ¥ v6i kifu hgp dong nay sé khong ndi
gl v6 mirtc 46 cam két cta ho d6i vai cudn sich. Ngwge lai, néu
nha xuit ban dong ¥ tra truidc mot s6 tién 16n thi hg dang
chitng t6 ring he rat tin tudng vao thanh cong cta cudn sach.
V4 khi ho thye sir bét tay vao ban sich thi sy ty tin cia ho sé
tré thanh hién thye.

Khoan tién tmg trude khéng chi lam thay d6i sy tin
tudng ctia nhd xuft ban, nb coén lam thay ddi ca dong co cia
h¢ nita. N&u nha xudt ban tra nhuin bit 30% nhung k.hGng
g trude thi dong co tiép thj cudn sich sé lodng di. Ngay ca
mitc nhuin bt 15% clng lAm giam ddng cd cua nha xuat
ban. Tuy nhién, néu ho (g trude, ho sé duge hudng toan bf
doanh thu sau khi d3 bu dép hét khoan tién tra trude 6. V6i
cach nady, nha xuft ban sé€ thyc sy c6 ddng co 4¢ dau tu vao
viée tiép thij sach.
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Con c6 mét 1y do khac cho thay khoan tién ang trude 16n
s€ co lgi cho tac gia. Néu nhu giao két chi ¢6 tién nhuan bt thi
nha bién tip mua lai nd s& hiu nhir khéng ¢in d¢ tam dén sy
tin nhiém ¢4 nhin trong ¢éng viéc nay. Xhi nha bién tip phai
tra mgt sé tién 1¢n &€ mua lai cudn sich, nhi bién tip sé o lgi
khi nha xuit ban xic ti€n viée ban sach mot cach nhiét tinh.
Nhu vy, cudn séch sé ¢6 nhiéu kha ning thanh céng hon va
nhi bién tip ciing khéng con ly do d€ lo ling vé viée ho 43
ding hay sai khi quyét dinh nhén v& cudn sich. Mt khoan
tién 1mg trude 1dn chinh 14 cam két ddi vé1i tac gia ring cudn
sach s€ khing that bai chi béi vi nha xust ban khong né luc véi
né. b6 1a Iy do ma chang t6i, cac tac gia, cubi cling da quyét
dinh cha trong vao tién img trudc khi ddm phan.

Nhimg cdn nhic twong ty cling phat sinh trong khi
thuong lugng v& mirc luong gilta ngudi tuyén dyng va ngudi di
xin viéc. M¢t khi Gng vién d6ng ¥ vdi thit lao dya trén két qua
céng vige, anh ta ¢6 th€ cho thdy ring anh ta sén sing dinh
cudc chinh minh, tuy nhién khi d6 ngudi tuyén dung lai khéng
phai mao hiém chat nio. Néu nguge lai, ngudi tuyén dyng
thué nhin vién v&i mitc luong co ban cao mi khdng cin digu
kién thi khi dé ngudi tuyén dung &3 thye sy cho thiy cam két
clla minh. Hon nita, néu ngudi tuyén dung con chua chiic chin
véi nhin dinh cda minh nhur vdy thi nguéi d6 sé c6 déng co d€
xem nthin vién anh ta tuy@n dung lam viéce ra sao. Bdi vi thanh
c¢Ong hay thit bai cia ngudi duge tuyén rdt c¢é thé€ sé anh
huéng nguge tré lai dén uy tin cua ngudi tuyén dung nén
ngudi nay sé ¢8 ging gitp cho nhin vién méi c6 duge kinh
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nghiém va cic co hdi 1am vide, thim chi gitp anh ta duge
thing ti€n. Khi d6 ngudi tuyén dung s& trd thanh thién thin
hé ménh cho ngudi mdi vio,

Théng diép cla tdt ca nhitng lap luan nay 13 khi danh
cudc chinh minh, ban ciling déng thdi cho thiy sy ty tin cua
minh. Do viy néu thyc sy ban ¢6 thé lam nén chuyén thi hay
d4nh cuje.

Federal Express c¢in danh cugc

Federal Express (FedEx) rdt it khi méc sai [am. Ho
chuy@n cic buu phim dGng nha 131 hira ctta minh vé "M§t thé
gidi dung hen.” Chinh xic hon, he hdu nhw luén ddng hen
(nhung di nhién ciing ¢6 lic sai hen).

Trong nhing trudng hgp hiém hoi khi FedEx khong thé
chuyén buu kién ding hen nhu da hira, ho tra lai tién cho
khach hiang. Nhung khi ban xem xét 1y do d€ ngudi ta giti buu
kién qua FedEx thi viéc chi tra lai tién phi thdi chwa c6 gi 1
bao dam. Thudmg thi chi phi cia buu kién khéng dang 13 bao
so v&i hau qua mang lai néu buu kién d6 khong d&n hogc dén
mudn. FedEx s€ dua ra duge mét bao dam thye sy néu ho sin
sing tra vai trdm d6 la cho khach hang bat ké khi nao ho
chuyén goéi hang mudn.

Gén nhu bao gid FedEx cling dGng han nén chi phi cho
viéc dua ra mét bao ddm hao phéng nhu viy la kha nho, Chi
phi thye sy d6i véi FedEx sé 14 khi ho khdng dua ra duge bao
dam nhu viy. Béi vi khi &6 ho sé bj mat di mft co hji dé



Ly thuyét trd choi trong kinh doanh

367

chitng t6 sy wu viét vugt trdi trong dich vy cua minh so véi
djch vy Express Mail caa buu dién.

Hay cluing thir mt vai phép tinh s6 hoe mang tinh g¢i §.
Gia sir Express Mail giao buu phim dfing han trong 99%
trudng hop, trong khi ty 18 ndy cua FedEx 1a 99,9%. Theo cach
so sanh nay thi sy khac biét trong két qua ¢6 vé khong lon, it
hon 1%. Tuy nhién, néu quay nguge vin d@ va xem xét ty 1é
giao buu pham khong dling han thi 99% giao buu pham ding
han ¢ nghia la 1% giao muédn, trong khi 99,9% giac dang han
¢ nghia 1a chi ¢6 0,1% giac mudn. FedEx nhu viy tranh dugce
sai sOt nhigu hon gap 10 Idn so v&i Express Mail.

Néu FedEx cam két trd cho khach hang 200 USD méi
‘khi hg giao buu phdm mudn thi didu nay c¢6 nghia 14 hg phai
chju thém trung binh 20 cent cho méi géi buu phim duge
chuyén (bdng 200 USD nhéin v&i 0,1%). Néu buu dién ciling
dua ra mot dam bao hoan tién nhar vy thi chi phi cia ho sé
g4p 10 [An FedEx, hay 2 USD cho méi buu phim.

Hién tai, FedEx dang 14y phi cao hon biru dién cho dich
vit chuyén buu phim ban d&m 14 13 USD so véi 10,75 USD la
phi ctia buu dién. Néu nhu FedEx dua ra bao dam trj gia 200
USD, buu dién sé khong thé€ cho phép minh ciing lam nhu viy.
Chi phi 2 USD thém cho méi buu phém 14 khé chap nhén. Néu
ho tim cach chuyén bdt phén chi phi thém nay sang cac khach
hang khac thi digu nay s& lam mét di lgi thé vé gid 1a lgi the
thye t& duy nhat ma buu dién dang cb.
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Vay mitc bao dam bao nhiéu s& 14 wra? FedEx c¢6 nén
dimg & mdc 200 USD hay khéng? C6 co s¢ d€ lo ngai rdng néu
mifc bao dam nay qua cao thi mdt s8 ngudi ¢6 thé tim cach hira
dao d€ 1dy tien bao dam thay vi nhin buu phidm cta minh. Vi
cling khéng phai la khéng thé hinh dung duge néu céc 1ai xe
cila FedEx s& phai chju nhi&u rai ro bj t&n céng hon. Do viy,
FedEx cin phai dua ra mic bao dam & 16n d€ thu hit sy chi
¥ va cho thiy né lyc chan thanh cia minh khi boi thuong cho
khach hang bj thiét vi dich va chdm, nhung khéng duge qua
16n &€ mét s§ ngudi sé trd nén thire sy mong mudn cic buu
phim ctia FedEx khong bao gid dén.

Né&u ban chao mét dich vy hang nhét, ban ciing nén chio
ca mot sy bao ddm hang nhit kém theo. D6 14 chién thujt d&
chitng to sy néi trdi ciia ban véi khiach hang mét cich dang tin
clly. Bdi vl ngoai viéc cdce d6i thi canh tranh cung cip cac dich
vu kém chit lugng hon sé khé c6 thé theo dugc ban trong viée
dira ra sy dam bao nhu viy, chién thuit nay sé con gitp ban
d&img hin ra bén ngoai canh tranh. Cling nhv vdy, néu ban
khéng dua ra duge mit sy dam bao thi ban s& mit co hdi ndt
vdi khach hang dich vu cia ban 5t d&n mitc nao.

Viéc dua ra nhitng dam bao nhu vdy con mang lai
nhiimg 1g¢i ich khac nita. Bao dam la mot céch hiéu qua dé t8
chifc cua ban c6 thém quyét tdm trong viée cung cdp cc dich
vy chit lugng cao. Mt khi dd dua ra léi dam bdo, ban sé
phai lam t8t hon hodc ban sé phai tra tién. Cac chuong trinh
bao dam nhuw viy con gitp canh bio ban khi nao va & dau hé
théng rita ban ¢é thé bj 8 v¥. Hau hét cac khéch hang khi
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khéng hai 1ong, thay vi mit thdi gian dé ké 1€ véi ban 1y do
ciia sy khéng hai 1ong dé, ho s& n6i x4u vé ban véi ban bé cua
hg, hojc don gian 1a bo di. Viéc bao dam bdi thudng khi djch
vy khong d4p img duge yéu ciu cia khach hang sé tao dong
¢d cho ho d&n va néi cho ban biét khi ¢6 chuyén. Didu nay cb
nghia 1a ban cé co hoi sira 16i ngay khi né dién ra va ban sé
hoc duge cach 1am t6t hon cho Iin sau. Ban ciing ¢6 ¢d hji dé
néi 15 xin 181 v&i khach hang va cho ho thdy ban that 1ong
béng cach dén bit cho hg. Cde dam bio s& cho ban biét khi
nio ban ¢in dua ra 161 xin 161.

Thi diém dic bidt quan trong A& thuyé&t phyc moi ngudi
réing ban cung c&p hang héa hay dich vy chat lugng cao 1a lic
ban tung ra mét san phdm méi. Pua ra ddm bao 14 mét cach
d& 1am diéu d6. Mot cich khac 1a dua ra mie gia gidi thigu san
pham thip hay cho thi san phm mién phi, ca hai cach nay
&eu khign moi ngudi cd thé duge thit khong tn kém va thiy
ngay dugc ho cd thich san phim d6 hay khong, Ban chitmg t6
12 ban tin tuéng ho s& thich va s& quay lai mua san phim cua
ban ngay ca khi n6 chuyén sang ban theo gia thong thudng.

M#ét cach khac 38 cho th&y sy ty tin cita ban v8 san phdm
ctia minh 13 chi that nhigu tién d€ quang cdo. Quang cao tat
nhién s& lam ban trd nén nét bat va dang tin ciy. Khong
nhitng ngudi ta phai nghe duge ban, ngudi ta con cén phai tin
ban nita. V&i viée tung ra san phdm cao riu Sensor ndm vao
1990, Gillete &3 tim ra cich d€ dat duge ca hai diéu do. Sensor
1a mot san phdm d6t pha, nhung vén dé 1a Gillete phai thuyét
phuc duge moi ngudi vé digu nay.
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Pé di tit qua man suong mu, Gillete ¢3 tung ra mdt chién
dich quang cdo chuyén nghiép va day dn tuyng. Quang cdo d3
cho thdy cong nghé tién tién cia Sensor. Tuy nhién, quan trong
han, né khi€n moi ngudi déu nghi ring: "Ho (Gillete) thuc sy
t6n rat nhifu ti¥n d€ quang c4o cho san phdm nay. Ho chic 13
rdt ty tin véi nd. CO 18 t4i nén thir mua xem sao.” Nhiing ngudi
tiéu dung 43 dang. Gillete da tiéu t8n 100 triéu USD cho quang
¢40 d€ tung san pham ra thj trudng. Ho sé khéng d&i nao 1am
vily néu ho khéng tin tudng rang mot khi khach hang da thir
Sensor, ho sé chuyén sang diing né. va Gillete cling diing: moi
ngudi déu ua chudng Sensor va doanh thu ban lu@i dao cao clia
Gillete trén toan thé gidi d3 ting thém 70%.

Khi cic nha béng, cic nha tu vin va cc cbng ty chuyén
nghiép khac bat dau hoat d9ng ctia minh ¢ cic thanh phd méi,
ho thuéng chi rat nhiéu tién d€ lam cho viin phong cia minh
tréng dep d€ va sang trong hon. Ciing nhy vy, cic sinh vién
quéan tr} kinh doanh thudng mic nhitng bé quén 4o dat tien
khi dén phong van xin viée. Trong ting trudng hgp nhr vy,
vie tiéu tén nhiéu tién 14 mét cach cho thdy sy ty tin. D 14
tiéu cho quang céo, viin phong hay mét ti quin 4o, vide “ddt
tién” 14 mét cich cho théy rit ré long tin ciia ban vio san
phdm va chinh ban thin ban.

Trugt trong cuge sat hach long tin

D 12 v6 tinh hay ¢8 ¥ thi tit ca nhitng gi ban 1am déu 14
mdt tin hiéu mang mét ¥ nghia ndo dé6 d6i véi nhimg ngudi
khéc. Va ngay ca nhimmg gi ban khéng 1am ciing vay.
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Trong ciu chuyén Anh lra bae, Sherlock Holmes duge
goi dén d€ ditu tra vy mdt tich bi mit ca mét con ngya ndi
ti€ng ngay truée khi cude dua ngya bat dau. RS rang 1 mot ke
nio d6 83 md vao chudng ngya va cubm di con ngya quy.
Nhung @6 14 ai? Va lam th€ ndo hin danh lac huéng duge con
ché gac chudng ngya?

Thanh tra Gregory: C6 diém nao anh thdy c¢an phai chi
¥ khéng?

Sherlock Holmes: C6. D6 14 sy viée rit ky la véi con chd
vio budi dém.

Thanh tra Gregory: Con chd da khong lam gi trong
dém do.

Sherlock Holmes: Chinh vi vy ma &6 13 mét sy viée ky la.

Holmes da suy doan ring t§i pham nhéit dinh khong
phai 13 ngudi xa la d6i véi con chd. Thie vay, ké trfm ngiya
chinh 14 ngu&i day ngya.

Ciing nhu Holmes, ban cling c6 thé biét duge nhieu diéu
tit mot sy viee khdng xay ra cling nhu khi né xay ra. Ban c¢an
phai hoc cach ling nghe cai ma ban khéng nghe thiy.

Chi ché khong sta

Mot cong ty san xudt 16n dang ¢d ging tim ché x4y dyng
mot nha may tai ch€ chat thai ddc hai. Ho d3 lya chon mét
thanh phd nim giita mién Ty laim dia difm va va trinh bay
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phuong 4n cia minh cho nhitng ngudi din trong ving dé.
Cong ty dua ra ba 101 hira: tao viéc lam cho cdng ddong, dau tu
vao néng cdp cac trudng hoc dia phuong va xdy dung mét nha
may tuyét déi an toan.

Tuy nhién, nhitng ngudi dan & day van chua thye sy tin
tudng. ROt cuc s€ ra sao néu nhy viée ndy trg thanh méi nguy
hiém ddi véi sitc khoe ciia ho? D6 s€ 1a mét tai hoa méi cong
thém vio nhitng vin dé hién tai clia thanh phd. Gia cua bét
ddng san sé con xudng hon nita va néu nhy ngudi ta mudn bod
di thi cling khdng ¢6 kha ning lam digu dé. Viéc chi don thuin
cam nhan rang c¢6 kha ning ¢6 m&i nguy hiém d6i vai site khoé
chinh 13 vn d8 & day. D€ don dau sy kién, ngudi ta ¢b thé ban
cac ngdi nha cua hg ngay l4p tite va didu nay sé€ din dén gi4 trj
bét d9ng san giam xudng. Rui ro gia bt déng san s& di xubng
trong titong lai c6 th€ ddy qua trinh nay di nhanh hon ngay tir
ngiy hém nay.

Cé mét giai phap rét tt & day. Néu nhitng Idi hita ctta
cong ty 1a chéc chin thi s€ khong ¢6 mdi nguy hiém nao d8i véi
_gid bat ddng san. Thye t&, didu ngugce lai ciing ding. Vi nhigu
co héi viée 1am hon va cic trudng hoe duge ning cip, gin nhu
chic chin 13 gia bat ddng san s€ ting 1én. Do vy, cu tra 131 cha
cdng ty cin phai 14 bao dam bhéi thudng cho cu din & day néu
gia bat ddng san giam. Ho c6 the thué mot ngudi danh gia dde
1ap d€ danh gi4 gia trji bat ddng san trude khi ¢6 nhd may. Sau
d0, cOng ty ¢ thé tuyén bd ring ho s€ sin sing mua lai nha cha
ngudi dan theo mifc gié ndy trong vong ndm nim.
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Niam nam la mét thoi gian du dai &8 mei nghi ngd xung
quanh van d8 an toan sitc khoe duge giai quyét. Dong thai
trong lGc d6, nhitng 1gi ich duge hira hen tir ¢ong dn viée lam
tang Ién va dau tw cho cing dong cling sé duge thiy ro. Nguoi
ta s& thiy gi4 tri tai san cia minh tdng ién chir khong giam. Sé
khéng ai mudn ban nha cho céng ty theo mirc gid ban dau va
151 bdo dam sé ching lam cdng ty t6n kém mot déng nio.

Khi chién thut nay duge dé xuit trong cong ty, ban lanh
dao @i ti¥ chsi thye hién. Ciu tra 1&i ngdm cia ho & day 1a:
“Chiing t5i khong thé lam duge digu d6. N6 s& cé thé 16y mat
ca cd nghiép cilia chiing t6i. Ai cling ¢6 thé 1gi dyng 161 hira cua
chiing t6i d€ ki€m lgi cho minh.” Tai thdi di€ém nay c6 mét
diéu rd rang 1a chinh céng ty dang c6 van dé vé long tin. Vige
ho tr chi dwa ra ldi dam bao d3 noi 18n rat nhiéu. Lam sao
ban c6 thé thuyét phuc ngudi khac néu ban khong sin long
danh cuge vai chinh minh?

Sau déy 1a nhitg tém tit vé viée ban tao dyng long tin
cho minh nhu th& nao va nhin biét ra ndé & nhitng ngudi khac
ra sao.
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Sat hach Iong tin

1. Néu ban thuc sw cé diém manh, lam ding sé la:

- Chép nhan hop ddng thi lao dwa trén két qua cong
viéc

- Pwa ra mot dam bao

- Cho dung thir s&n pham mién phi

- Quang céo.

2. Nhirng gi ban khéng lam cling gt di mét tin hiéu mang
mot y nghia nao d6 dbi véi ngudi khéc.

3. Bé nghj nhitng ngudi khéc cho thdy sw dang tin cay
cla ho bang céch: _

- P& nghi mét hop ddng trd thu lao theo két qua
cbng viéc

- Yéu ciu co6 sy dam bao

- Pé nghi cho dung thiy.

Duy tri man suong mu

Mot khi ban da thuyét phuc duge moi ngudi ring ban cé
cac uu di€m, ti€p dén ban sé 1am diéu gi? Thach thirc tiép theo
14 1dm thé€ nao d€ duy tri duge cam nhin d6. Biy gid ban sé



Ly thuyét trd choi trong kinh doanh

375

mét nhigu hon duge néu moi ngudi ¢b nhitng théng tin méi
khién ho phai xem xét lai cai nhin cta ho vé cac kha nang
ctia ban, Do viy, ban c6 ddng co d& ngiin can nhitng théng
tin mai duge ndi ra.

Gifu thong tin

Chiing ta d3 hiu chiit it vé 1y do tai sao d6i khi ngudi
ta c6 th€ mudn duy tri mdt sy mép md quanh minh. Mot
nha bién tAp khéng muén nhéin dinh ciia minh vé cudn sach
bi ngudi khéc nghi ngd. Néu anh ta ¢6 thé thuyét phue duge
nhd xuit ban chi tén d& xtic ti€n ban sich, cudn sich sé
khéng bj mit co hdi d€ thanh cdng va nha bién tap sé khong
bi ché trach 1a da nhén cudn sach d6 vé tir dau. Khong ai sé
¢6 thé biét duge dich thye cudn sich sé thanh cong hay thét
bai néu nhu khéng 6 mot nd lye d€ day nod ra thi trudng,
Nhimg ngudi tuyén dung cling c6 ddng co tuong ti d€ giap
nhitng ngudi duge he lya chon trd nén thanh cong va dé
khong ai ¢6 thé thic mic vé cic nhin dinh danh gia cta ho
khi lam cong viée tuyén dung.

Bat ky khi ndo ban djnh lam mot viée gi, ban cling sé
bi danh gia dya trén két qua thyc hién viée d6. Cling nhu
viy, néu ban néi khéng, ban ciing sé bi danh gia, tuy nhién
chi khi ¢4 mét ai khac d3 ndi eo.

E.T va ¢t dién thoai sai [am

& Hollywood, cac giam d6c phim néi tiéng nhd cde bd
phim thinh ¢éng ciia minh. Chéng han, Jeff Katzenberg ndi
tiéng vi da lam ra nhimg b phim nhu Ngudi dep va qudi
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vdt, Aladin, Vua su tir va cic phim hoat hinh Disney khéc.
Robert Newmyer va Jeff Silver xfly dyng tiéng tim cho minh
bing nhitng thude phim gay chan dong nhir Santa Clause va
Tinh duc, Nhirng [61 not déi va cubn bdng ghi hinh.

Cai khé ma d€m dugce 14 da ¢6 bao nhiéu dy 4n ¢ gia
trj ma mdt nhé 1am phim da tix chdi. Pu la cace co hoi bj bo
1&? Né6i chung, cac gidm déc ¢ Hollywood giit nhiing thong
tin nay rat kin. Ho ching dugc lgi gi ma chi thiét néu nhu dé
16 chiing ra bén ngoat.

Mot ngudi ni tiéng & Hollywood 14 Frank Price da timg
¢ rit nhigu thanh cong 16n. Tuy nhién, Ong ta s€ ludén duge
nh& dén trude hét nhir mot ngudi da ban bé phim E.T véi gia
chi ¢b 100.000 USD. La Chu tich hing Columbia Pictures khi
d6, Price ¢6 quyén s¢ hitu d6i vii ca hai b phim gia tudng la
E.T va Starman. Quan diém cia ong ta 14 s khong ¢ ché cho
ca hai bd phim gia tuémg vl try trong cling mdt ndm. Price da
nghi diing nhung 6ng ta lai quyét dinh dyng phim Starman,
con ban E.T cho hang Universal. Starman sau d6 mang lai
doanh thu gdp 1a 29 triéu USD, trong khi E.T vugt 1én hang
dau v4i doanh thu 400 triéu USD.

Thit bai cha Starman khéng phai 1a van dé. Ma van deé
gay choang vang chinh 13 d8 1& mat co héi v6i E.T. Néu nhu
E.T khong bao gi¢ duge dyng thanh phim thi eling chang ai
doan néi didu gi sé xay ra. Ngudi ta da nghi ring Price nhén
dinh dng, do vy dng ta ching cdn phai chimg minh diéu
&6, Nhung thanh cdng ngoai tuéng tugng cta E.T da ching
6 ¢l dién thoai clia Price dé ban E.T 1a sai Jam.
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Mai khi ban tir bo mét dy an, ban ¢6 Iy do d& hy vong
rang dy 4n do s€ khong bao gid tré thanh hién thye. Hién
nhién 13 néu mdt nguti khac ndm ldy dy an dé va thit bai,
quyét dinh cua ban sé dugc chirng to la dang din. Tuy nhién,
rdt hiem khi diéu dé6 mang lai cho ban thém vinh dy. Trong
khi 46, néu mdt ngudi khac nhan ldy dy an d6 va thanh cong
thi nhén dinh caa ban sé 1a sai [am. Mt khi ban quyét dinh
khéng chgi trd may rii v mdt thi gi d6, ban chang duge lgi
gl nhiéu nhung lai rat dé bi mat uy tin néu ngudi ta biét duge
vy ca cuge di co thé dang gia bao nhiéu. Tét hon déi véi ban
14 ¢& gang cit € man swong m tiép tuc bao phu nhur viy.

Di theo bay dan

Sy lo s¢ bj phat giac lam sai thudng khién ngudi ta hay
Iyra chon cach hanh ddng theo nhom. Digu nay 13 rdt quen
thudc. Ban dau, tit ca cac quy huu tri d8u mua cd phidu IBM,
sau d6 hg lai ciing ban chiing di. Ban dau c¢6 mét lan séng sap
nhép bdi ¢éng ty nao cling tranh nhau tré thanh cac tip doan
14n. Sau d6, lan séng rat di va mei ngudi chuyén sang tach
céc hoat djng kinh doanh khéng lién quan ra khoi nhau béi
vi 1an séng m&i bay gidr c6 tén 1a "tdp trung vao trong di€m".

Nhimg nha dif bao kinh t€ ¢6 vé nhu rat hay di dén
nhimg két lugn dy bao tuong ty nhau va trong hdu hét mei
trudng hgp lai déu cing sai mot cach dang ngac nhién, Mét
trong cic Iy do 1a vi hg sir dyng cing mét kiéu md hinh va
cing mét co s¢ dif liéu trong qua khit. Nhung ¢6 mét 1y do
khic nira 1a ho s¢ dimg mdt minh va bj chimg minh 14 da sai
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Tam. John Kay, Gido su truéng Kinh doanh London va 14 nha
chién luge kinh doanh hang dau, 43 giai thich hién tugng nay
nhu sau:

Ngay ca khi hg bj chimg minh 14 da sai thi cic nha dy
bao ciling van cho ring diéu quan trong hon ca 1a ho da gilr
drge sir nhat tei khi nhin vE& qua kh, Ching han cic nha bing
da khién ngudi ta tin ring khing hoang suy thoéi & Anh va
pham vi anh hudng ctia né d&n thj truudng tai san 1a khéng thé
dy doan tritdc. Gia st nhu didu nay ¢ thé dodn trude duge thi
nhitng ngudi chju trach nhiém vé viée cho vay qua mife vio
nhimg ndm 1980 di c6 thé bi quy 1a cb 16i do cdu tha ch®
khéng phai chi 14 nhimg nan nhén ctia sy kién va khéng nhén
duge sie gitp 4d... LAm sai vi nhitng I do ding cén quan trong
hon 14 sita chita c4i sai d6.

Néu ban di theo ddm déng, ban s& thanh cong va thit
bai cing vdi cd dam. Man suong mi sé€ van duge giil nguyén.
Ban sé khdng bao gi¢ tré thanh ngudi xuit ching néu ban
dung nhung ciing khéng s¢ bj nhai s6ng néu ban sai. Néu két
qua 1a ban d3 dua ra mét quyét dinh sai, ban c6 thé ndi: "Ai
ma biét trude duge? Hay nhin xem nhitng ngudi Khic ciing ra
quy€t dinh y nhu viy diy thoi. Tai thdi diém 46 moi ngudi déu
nghi ring do la vige tét nhat 4€ 1am.” May maén thay, khéng ai
58 con thic mée vé nhin dinh caa ban nita.

Mong mudn duy tri sy mip m¢ nhy vy ¢é thé din dén
nhimg hanh vi khé giai thich. La nhitng nha gido, ching t6i
nhin thiy ring ¢6 mét s§ sinh vién ¢6 tinh khéng chju hoe dé
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lam bai kiém tra khi ho da gin nhir chéce chéan s€ bj trugt. RO
rang la ho déng bj trugt nhung khi d6 ho lai ¢6 thé giai thich
v@i mei ngudi 13 he trugt chi vi khéng 6n bai. He tranh khoi
phai ty vin lugng tim minh qua nhiéu. Moi ngudi thudng hay
dit cho minh nhitng nhiém vy bat kha thi ciing chinh vi Iy do
nhu viy: khi ho thét bai, ho khéng phai ty dit cAu hoi vé néing
lyc ciia minh, Bat ky ai, k€ ca ho, déu nam nguyén trong sy
mip md do.

Tham chi ngay ca néu 90% kha nang 14 viée x6a bo bire
man suong mi sé 1am 1§ ra nhimg diéu cé lgi thi 10% kha
nidng nhimg diéu khéng ¢d lgi ciing bj 1§ ra theo ciing da 1a
mdt rii ro rat 16n. Bé chinh 1a tinh hudng cia Continental
Corporation, mdt cong ty bao hi€m tai chinh dang gip vin dé
ric roi.

CNA Insurance vira mdi tra gia € mua lai Continental
v#i mitc dwa ra cao hon hdn ngudi tra gia trude do 1a
Insurance Partners. Diéu kién CNA dit ra v&i mirc gia 46 la
dugc tham gia sfu vao viée kiém toan Continental. Néu nhu
ki€m todn khéng cho thdy van d& gi nghiém trong thi CNA sé
thyre hién viée mua lai. Né&u khdng, he sé& rit hoan toan khoi
cude ddu gid. Bat k& mirc gia dua ra ]a rat hdp dan, ban lanh
dao Continental van quyé&t dinh tir chdi CNA:

Ngay 17 thang 11 ndm 1994, Ban giam doc dd hop va
xem xét kij lwdng dé nghi cia CNA... ciing nhu nhirng rui ro
khdc nhau tiém tang trong yéu cdu phdai duwge thue hién viée
kiém todn, trong dé c6 kha ning sé cé nhitng téc djng bat



Chién thuéat

e .-— 380

loi néu CNA quyét dinh rit khoi vu diu gia (sau khi c6 két
qud cufc kiém toan) lén cde danh gid cia thi trudng va ede
t6 chitc chuyén xép hang doi véi cong ty ciing nhv dénh
hudng dén quyét tam cua Insurance Partners tiép tuc déu
gid. Ban giém déc do vdy di khéng chdp thudn dé¢ nghi cua
CNA bdi lo ngai vé chinh nhirng tdc déng bét loi tiém tang
dé (Bdo cdo tru'de cf dong, Continental Corporation, ngay
29 thdng 3 ndm 19935).

Ban gidm d6c ctia Continental da khéng san sing chap
nhan rii ro, k& ci khi rai ro d6 1 rit nho, ring CNA, sau khi
thyc hién viée ki€m toan cta minh s& tit chéi mua lai. Ho s¢
khi @6 nhimg ngugi khic sé phong doan ring CNA di phat
hign ra mét vdn d8 gi 46 nghiém trong. Insurance Partners va
nhimg ngudi dau gia tiém nang khac cb thé sé lang di. Cac
cong ty chuyén xép hang sé ha béc Continental. Khach hing c6
thé s¢ mat 16ng tin vd chuyén sang lam véi nhimg cong ty
khac. D6 sé 14 mét tai hoa thye sy,

Bing céch tir ch&i @& nghi clia CNA, Ban giam d6c
Continental da lam ting kha ning thit bai eda vy mua ban.-
Ho da lam nht viy nhim duy tri man swong ma xung quanh
minh. Nhung cudi ciing thi CNA d3 dong ¥ bo véu ciu kidm
todn cua minh va vy mua ban hoan tit. Continental d3 gip
may. CNA ciing gdp may bdi vi sau d6 hg khéng phat hién ra
van dé nghiém trong nao cia Continental.
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Gidu théng tin
Néu da tao dwoc mdt &n tuwong tot, ngudi ta thuéng
¢b géng giir nd béng cach:
- Quén di nhirng dwr &n ma ho da gat bd;
- Lam theo dam déng;
- Nghi ra ly do bién hé cho thét bai.

Chién thuit thuong lugng

Mot cuge thuong lwgng thudng dién ra trong mét man
suong mu. Ngudi ta dé ¢6 xu huéng bi lac khi tim duéng &i
qua man sugng mu dé va cic cufe thuong lugng thudng dé
bi mic ket. Mgt sai Jam & ban thudng yéu cau qua mifc cin
thiét, to ra qué cimng rin va do d6 d3 1am hong ca thirong vy
cua minh. Mgt sai lam khic 14 ¢6 ging cung ¢§ thé& manh
cia minh bang viéc tiét 16 ra m¢t s6 thir ma dang e nén gijdu
di. Sai [am thi ba 14 thic ép sy nhat trf trong khi chinh viée
gl nguyén cac bat dong ¥ kién thiyre ra c¢d thé rat hitu ich.
Trong phan ndy, ching t6i sé xem xét ca ba chigc bay trong
thuong lugng nay va ggi ¥ mot s6 giai phap dé thoat khoi
nhifng chiéc bay dé.

bé bén thit ba dan xép

Cac cude thuong lugng cd thé ddy nhitng méanh lira gat
va nhitng dfng tac gia. Ngudi ta thudng dwa ra nhimg yéu
cau qua dang d€ ¢f ging gilt cho két cuc qua lai cudi cling sé
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nghiéng vé phia ¢6 1gi cho ho. Trong bdi canh nhu viy, néu
ban ti#t 1§ ra cai ban thye sy ¢én, ban cé thé thiy théng tin d6
sé€ duge s dung ngay d€ chéng lai ban. Cé mdt djng co rit rd
rang & day d€ ban chon hanh djng mét cach cimg rin hon.
Nhung néu tit cd moi ngudi déu té ra citng rdn thi thoa thuén
sé rat kho dat duge. Cae cude thuong lugng bi roi vao bé tic,
thuong vy cia ban khong duge thye higén mace di néu nhu né
dugce thye hién thi tat ca cac bén sé déu ¢ lgi.

Ching ta hidy xem xét vin &€ & cyt ly gin hon. Ban ¢6
mdt thir mudn bin va ban ndi chuyén véi mot ngudi mua
tiém ning. Mic gia san cudi cing clia ban 1a 100 USD. Né&u
ban khong dat duge mite d6 thi ban sé bo di ngay sang chd
khac. D€ té ra biét digu va c6ng bing, ban doi mbe 120
USD. Ngudi mua kia khéng chdp nhin, Thim chi té hon,
bay gi¢ anh ta 33 biét mic yéu ciu t6i thi€u cia ban thip
hon 120 USD. Tit cd nhithg mitc gid dva ra d€ miic ca sé déu
thap hon 120 USD va ban rit ¢6é thé phai ban v4i mic gia
rat gin véi mic san 100 USD ctia ban. Digu nay vira khong
hgp 1y, lai vira khong céng bang.

Lan sau, khi lai roi vao tinh hudng tuong ty nhu vy,
ban quyét dinh d6i mitc gia cao hon nhiéu so v&i 100 USD,
Ban yéu cau 180 USD va ngudi mua milc ca xudng 140 USD.
Ban khéng chju nhugng bd vdi hy vong 14 sé duge nhidu
hon thé. Thye t& me trin cla ngudi mua la 150 USD va
mire gid 140 USD dua ra 1a da ¢4 thién ¥. Anh ta don gian la
khéng thé tra dugc bang mirc gia ban yéu ciu. Bang viée
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khéng nhin nhugng, ban d3 giét chét ludn ca cufe mua ban
ciza minh.

Doi hoi it thi ban s€ chi nhin duge it, trong khi cliing
nhic qua ban s& ching durge gi. Ca hai cach déu khong phai
1a cach tot cho ban.

Vin dé o diy khong phai la véi ngudi choi, ma 1a vdi tro
chai. Rob Gertner - Gido su trudng Kinh doanh Chicago, va
Geoffrey Miller - Gido su truding Luit NYU, da dua ra mét tro
choi hay hon d€ choi. Ho nghi ra mét s6 quy tic tai tinh cho
phép moi ngudi ¢d thé xir sy mt cdch hgp Iy hon. Ho gol
phuang phap thuong lugng ciia minh 14 "trung gian dan xép".

Diy 1a cich ma céc giao kéo trung gian dan xép duge ap
dung. Ngudi mua va ngudi ban déng ¥ dua thém vao mit
ngudi choi trung 14p thit ba d€ lam trung gian. Ngudi ban noi
cho ngudi trung gian biét mire gia ma anh ta cé thé ban. Ciing
nhu vy, ngu¢i mua s€ cho ngudi trung gian bigt mite gia anh
ta c6 thé mua. Ngudi trung gian sé kiém tra xem hai mure gia
¢é giao nhau hay khéng, nghia la gid cia ngudi mua cé cao
hon ngudi ban hay khdng. Néu ding nhu vay thi ngudi trung
gian kia s& chia ra muc gid ¢ chinh giita d€ ngudi mua va
ngudi ban thye hién giao dich theo mite gia d6. Néu hai mirc
gia khéng giao nhau thi ngudi trung gian sé khéng tiét 1§ gia
ctia bat k¥ bén nao. Anh ta chi néi réng hai murc gid khdng giao
nhau. Khéng bén nio biét gia ctia bén kia va ho co thé tiép tyc
thuong lugng ma khong cé thanh kién gi.
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Hay cung quay tro lai vi du tru@e cia ching ta. Bay gid
ngudi ban cd thé cam thay an toan hon khi dua ra mite gia 120
USD. Néu ngudi mua noéi vdi ngu¢i trung gian mire gia cao
hon 120 USD thi vy mua ban sé duge thye hién theo mire gia &
gilta hai gid. Nhu vy, nfu ngudi mua néi gia 160 USD thi anh
ta s& phai tra 140 USD. Ban cling hai long v&i mirc gid nay.
Ban dugce nhiéu hon dy tinh. Bay gi¢ khi nguéi mua biét duge
ban da ra gid 120 USD thi dd mudn va anh ta khéng thé 1am gi
duge vi tro choi da két thic. Bé chinh 14 quy tac. Vi ban duge
bao v§ v&i tu cach 1a ngudi ban.

Néu nguct mua dua ra mitc gid thdp hon 120 USD,
chiang han 110 USD thi sao? Khi d6 vy mua ban khéng thé
duge thye hién. Sy thyc 14 ban va ngwdi mua van cé thé thir
moét Tadn nita d€ di dén thoa thuan (béi vi ban con cd thé
nhugng b¢ dé€n 100 USD). Tuy nhién, néu ban dua ra yéu
ciu hgp 1y ngay tr dau, ban s& khong thé nhugng bé vi the
cua minh trong bat ky cube thuong lugng nio sau d6. T4t ca
nhing gi nguoi trung gian tiét 1§ chi 1a mitc gia khong thé
khép duge. Ngudi mua biét ring ban déi gia cao hon 110
USD nhirng d6 la tit ca nhimg gi anh ta biét duge. Anh ta
khong biét ligu ban thye sy mudn hon nhu the it hay nhigu?
B&i vi ngudi mua khong c6 thdng tin anh ta cin vé ban d&
ép ban nén ban sé lai duge bao vé mdt Ian niva.

Trung gian dan x€p cho phép ngudi ta cé thé thuong
lugng déng sau tdm man. Thudng thi khi ban dwa ra yéu
cdu, ban di d€ 1§ minh. Trung gian dan x&p gitp duy tri
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man suong mu d€ d6i thu khéng nhin roé nhau. Ban ¢6 thé
noi ra dang nhitug gl minh cin ma van khong phai tiét 1§
qua nhiéu thong tin. Khi cic bén trong thuong lugng cam
thdy an tAm d€ dua ra nhimg yéu cau hgp 1y, ho s& c¢6 rat
nhiéu kha ning dé dat duge sy dong thudn. Va co hoi 18
nhimg thugng vy thye sit ¢6 1gi cho ¢a hai bén duge thue
hién sé 1&n hon rat nhigu.

Gertner va Miller coi trung gian dan xép nhu mét sy
ho trg cho thuong lugng trube khi mét vu viée phép 1y nao
do duge dua ra xét x1r. Ban cé thé sin sang tra 100.000 USD
dé€ giai quyét mét vy viéc nao d6 nhung ban lai khéng mudn
bén kia biét diéu d6 - trir khi ho cling sin sing nhin ngin
dd. Néu khdng, viéc tiét 16 ring ban sin sang tra 100.000
USD sé 12 céi ¢d d€ bén kia ddi ra téa ngay thay vi ti€p tue
thuong lugng. Giai phap d€ ca hai bén ¢6 thé thoa thuin
dugc la sir dyng trung gian dan x&p ngay tir dau.

Y nghia ctia viéc sif dyng trung gian dan x&p rd rang
khéng chi han ché& trong linh wyc vé phap 1v. N6 ed thé duge
&p dyng vao rat nhiéu tinh hudng khac nhau trong mei linh
vite. Ban san sang tra rt nhiéu tién cho mét nhén vién phuyc
v ban, cho mét 16 &4t hay mét ban quyén nhung ban lai
khong mudn @€ 19 diéu dé. Bdi vi ¢6 thé 1a ngudi nhan vién
kia sén iong lam vige véi mie thi lao it 61, ngudi chu 16 dat
dang rdt muén ban né di, hojc nha phit minh sét sing
mudn thuong mai hda ngay y tudng ciia minh, nhung khong
ai trong s0 ho mudn d&€ 1§ didu nay. Trong tit ca cac tndng



Chién thuat

386

hgp d6, sit dung trung gian dan xép ¢b thé gitp gilr nguyén
bie man che trong cudc thuong lugng, dong thdi van cho
phép ¢4 hai bén c6 thé tién hanh thuong lugng mot cich cb
thién chi.

Trong cude thuong hugng, cai ban biét va nhimg céi
nguoi khac biét khong phai 1a nhing thir duy nhat c6 ¥
nghia. Ban cé biét diéu gi ngudi khac biét khoéng? Liéu
nhitng ngudi khac c¢6 bidt ban da biét cai gi khong? Viée ban
biét mét thit gi 6 ma ngudi khac cling biét sé gy ra nhiing
hidu qua khac di rit nhiéu khi ngudi khéc bidt ring ban da
biét dieu dé.

Cha meo trong bi

T6i dang ¢6 m{t sG chuyén khong vui trong dau. THi
ngd rang ban biét nhiing gi t6i dang nghi. Nhimg ban c6
nghi rang t6i d3 nghi ngd ban biét digu d6 réi khéng? Téi tin
1a ban c6 thé nghi nhur vy nhung t6i khong chic ehén. Ludn
c0 chd cho sy nghi ngd va ¢6 1€ cich t8t nhét 13 ¢t 48 nguyén
moi chuyén nhw viy. C6 nhitng suy nghi t6t nhét 1a khéng
nén néi ra.

Tat ca moi thir d3 thay d6i khi t3i tiét 16 nhing gi t6i
nghi trong dau. Bay gid thi ban da biét chic chén 12 t6i dang
nghi gi. Ban cling biét ring t6i da biét 12 ban biét disu d6.
Ban tham chi biét rang toi biét tat ca nhitng dfeu ban biét.
Man suwong mu dd duge xua tan di va sy that khoéng con bj
che gidu nita. Nhv ngudi ta van néi, nhu vy 1a méo da nhay
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ra khoi bi. B6 s& 13 vin dg, bai vi ban sé khong dé dang bat
lai chit méo d6 dé nhét lai vao bi.

Trong mét vy tranh chép gia dinh thi chuyén ban dang
gifdu giém! ¢b thé la msi de doa dan dén ly hoén. Ban ¢ thé
¢6 ¥ dinh ly di néu nhur mei viée khéng nhu y mudn. Ban ¢d
thé tin 14 chdng hodic vg ban cling dang nghi ngd nhu vay.
Ban tham chi ¢6 thé nghi ring chong hofic v¢ ban da cam
thdy ban tin riing anh/cé ta dang nghi ng¢. Tuy nhién, vin 14
tdt hon néu ban khéng néi ra mdi de doa d6. Du vin deé gita
v¢ chdng ban ¢6 nghiém trong dén dau thi cling ludn ¢b cd
hdi dé giai quyét 6n thoa, véi didu kién Ja ¢4 hai phai cam
két cung ¢ ging. Nhung mét khi méi de doa dan dén ly hon
da duge ndi cdng khai thi viée dua ra cam két 14 rit kho.
Nhitng nghi ngd vé nhitng gi ban nghi da bién mét. Ban da
tiét 16 ring ban c6 ma&i quan hé ngoai hdn nhdn. Lam sao
chdng hay v ban cé thé vin ¢on 1iép tyc cam keét s& ¢6 gang
duy tri quan hé vg chdng, mft khi da biét ban chén trong
chan ngoai nhu vay?

Mot khi ban de doa sé ly di néu mt s& diéu kién nhat
dinh khéng duge dap tmg thi ban s& eb kha ning nhén duge
ciu tra 16i: "0, néu anh/cd muén ly dj thi anh/c6 di 1am
duge digu d6 rdi ddy." Ban mudn gilt cube hdn nhéan, diu ¢
thé kém theo nhitng thay d6i, nhung khdng phai 1a ly hon.
Nhung d4 mudn. Sir de doa mét khi da ndi ra cong khai sé

1. Nguyén van: chii méo trong bi (ND).
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trd thanh sy thye. T6t hon 14 ban et d8 cho né duge ngam
an nhu vay.

Ching t6i da bat ddu cubn sich biang ciu hoi: "Néu
kinh doanh khong phai chién tranh, ciing ching phai hoa
binh, thi d6 la gi?" Ciu tra 141 1a n6 ddng thdi 1 ca hai: vita
chién tranh, vira hoa binh. Nhung mét [an ¢é6 mot ngudi
tham gia trong mét cude hdi thio do chiing tdi t& chirc 33 tra
1¢ri: "D 1a mét cude hén nhan.” Anh ta ¢d 1§ cta minh. Ludn
ludn cd céc yéu t8 canh tranh va hgp tic trong mai méi quan
hé, du d6 13 quan hé kinh doanh hay ci nhin. Cic kinh
nghiém cua chiing t8i ¢ linh vye nay gitip ching t6i hidu Hnh
vige kia r6 hon. Trong méi quan hé kinh doanh, ciing giéng
nhu quan hé vg chong, c6 nhiing suy nghi t6t nhat 1 khéng
nén noi ra.

Cac cuge thuong hrgng kinh doanh bao gdm ¢ nhitng
161 hlta hen 1an nhimg 161 de doa. C6 nhiing 13i de doa trong
d6 t8t nhat la chi d€ ngam hiéu. Chiing t6i @i chimg kién mdt
truong hgp, trong dé nha cung ¢&p do bye minh vi tién d§
thuong lugng d€ gia han lai hgp ddng qua chim d3 de doa sé
tir bo luén ngudi mua hang néu nhwr anh ta khong dong v vai
cac di€u kién ctia minh. Ngudi mua phai chju nhugng bd
trong thoi gian ngén vi anh ta khong c6 lya chon nao khac.
Tuy nhién, diéu nay da gay t6n thuong d€n méi quan hé.
Ngudt mua hang, nhin thiy nha cung cip da ching ngin
ngai gi khi dinh lam t8n hai dén anh ta, cam thay khong thé
ti€p tyc dugc mdi quan hé nhu truée. Anh ta 33 quyét dinh sé
khéng d€ bj roi vao tinh hudng dé bj t6n thitong nhu viy mét
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Ian nita. Anh ta tim kiém mét ngudn cung cip mai. Ngay khi
anh ta tim duge, anh ta chdm dat ludén quan hé véi nha cung
cap ban dau.

Nha cung cdp kia dang 1€ ¢in phai lam gi? Anh ta dang
1€ phai ldm cho ngudi mua ty hi€u ngim ring dicu gi s& xay
ra néu cudc thuong lugng roi vao b€ tic. N&u ngudi mua
hang tiép tuc chin chit, nha cung cdp c6 the tinh d&n chuyén
dura thém mdt ngudi trung gian vao cude. Mot ngudi trung
gian ¢ kinh nghiém biét ring céng viée ciia anh ta ¢6 mot
phén 14 gitp cho cac bén thdy dugce hdu qua s& xay ra néu
nhwr théa thuan khéng dat duge. Mét ngudi trung gian hiéu
qua cin phai ginp ngudi mua thiy duge ring néu ho ép qua,
nha cung c4p sé cd theé cdt dit quan hé véi anh ta. Ngudi mua
ding la can phai d8i mat véi thyc t€ d6 nhung khi nha cung
cip cbng khai de doa cat ditt quan hé va "tha méo ra khéi bi"
thi d6 sé la diém khdi dau cua viée két thiic quan hé. Sé tot
hon néu nhu ¢é mt bén thir ba gidp ngudi mua céd thé lige
trém vao bi va thay chit méo dang nim trong d6. Nhu vay, cé
thé 1a 43 da d¢€ khién cho ngudi mua khéng chan chir nhigu
hon nita.

Nha cung cAp va ngudi mua cin phai duy tri mét sy
map md xung quanh nhing gi c¢6 thé xay ra néu cude thirong
lugng bi d6 v, khong nhat thiét phai 13 mét man suong day
ddc, nhung chic chin phai ¢6 mot cai gi @6 khéng d€ cong
khai. Viée sit dyng mét ngudi trung gian co thé gidp duy tri
dugce mbt man sueng mi thuin tién cho ¢a hai bén.
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Khi nhirng nguéi thuong lugng khong cd kinh nghiém
cam thay that vong do tién trinh thwong lugng qua cham
chap, ho thudng bit dau néi thiang ra de doa cua minh. B6 14
mdt sai [Am. Néu ban khoéng chic chéan 14 minh c6 the kigém
ché& miéng lu@i thi hdy nghi d&n viéc dua thém mot ngudi
trung gian vao cudc.

Cac cudc thuong lugng 1d nhim dé di dén mdt thoa
thuin chung nhung digu d6 khéng nhit thist ¢6 nghia la tat ca
moi ngudi sé déu nhin sy viée theo mt cach nhw nhau. Thoa
thudn van cé thé dat duge ngay ca khi moi ngudi van gilr
nguyén quan diém riéng cia minh. Thyc t& 1 sy bat dong ¥
ki&n nhiéu khi ¢6 thé 1am cho viée dat duge thoa thuén trd nén
dé dang hon. Cau chuyén sau ddy v& mét cude thuong lugng
xung quanh mic phi gitta mét ngin hang dau tu va khach
hang cua ho sé cho thiy digu dé xay ra nhu thé nao.

Bat déng d&€ déng v

Pi tugng la mot céng ty ma nhitng ngudi cha cua nbd
dang mudn ban nd di. Ngin hang dau tu da xac dinh duge mot
ngudi cd thé mua Igi. Cho dén lic d6 ngan hang vin chi lam
méi gidi mot eich ty nguyén. Con by gi¢ 1a lae phai ky mot
thoa thuéin phi.

Ngin hang dau tu && nghj mic phi 1%. Khach hang cua
ho cho ring céng ty dang gia 500 triéu USD va s8 tién 5 trigu
USD tuong duong 1% la qua nhidu. Ho dé nghj lai mic phi la
0,625%. Ngin hang diu tu chi danh gia céng ty 14 250 triéu va
né&u ho chdp nhan mic phi do khach hang dwa ra thi thu nhip
clia ho sé giam tir 2,5 triéu USD theo dyr tinh xudng con gin
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1,5 triéu USD. Di nhién cudi cing sé c6 mdt bén dang hon
bén kia khi thj truerng dimg ra dinh gia cong ty. Tuy nhién,
vao thdi diém nay thi tit cd vin cdn ndm trong mdt man
suong che phu.

Mot cach duong nhién, ngan hang dau tur ludén cho
ring ho bigt gioi hon tat ca. Ho ¢6 thé thir thuyét phyc khach
hang ciia minh ring mite gi4 500 triéu USD 14 khong thye t& va
do vy mitc phi 5 triéu USD ciing 13 khéng c6 co s4. Vén dé vii
cich ti€p cin nay la & chd khéch hang khéng ddi ndo mudn
nghe thay mite gia thdp. Néu ho phai d6i mét véi rién vong
nhurvay thi ho c6 thé sé bo khdng 1am tiép nita va cling bo lubn
¢4 ngan hang, khi d6 thi mét déng phi cling chang con.

Sy lac quan ctia khich hang va sy bi quan ctia ngin
hang dau tu di tao ra mot co hoi d€ dat duge thoa thuin
nhigu hon 14 tranh lufn. Cudi ciing, hai bén da dong ¥y voi
muitc phi 12 0,625% v61 mite t5i thigu 1a 2,5 triéu USD. Bing
cich nay, khach hang ¢6 duge mic phi theo ty 1€ phén tram
ho mudn va khéng ¢an dé ¥ dén syr dam bao di kém. Vi mire
phi 0,625% thi bao dam ndy chi ¢6 ¥ nghia kim mirc gia
xudng dudi 400 triéu USD, trong khi khach hang d3 dy tinh
ho s& ban duge cdng ty vdi gid cao hon nhu viy nhitng 100
triéu USD. Bdi vi ngén hang dau tu da dy tinh thu vé 2,5
triéu USD trong dé xuit ban dau cia minh va bay git s6 tién
nay di duge dam bao chic chan nén ho sin long giam bot
theo ty 1€ phan tram.

Viée thuong lugng theo phén trim don thuén von di
dua d&n tinh hudng thing - thua. Néu muitc phi giam tir 1%
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xudng 0,625% thi khach hang I ngudi théng, con ngan hing
1a ke thua. Giam tir 1% xuéng 0,625% nhung quy dinh thém
mite san s 12 cling thng, chi bai vi cac bén van tiép tuc giit
nhiing toan tinh cam nhén khac nhau etia minh.

Céc cude thuong lugng gifta cdng ty d€ ban va nha tu
vdn méi chi 13 sy hAm néng cho cde cude thuong lugng
chinh thite gitta ¢éng ty va ngudi mua cudi cing. M6t Tan
nita ¢ ddy, viée ¢ nhimg nhén dinh cht quan khac nhau cho
thay kha ning cling ¢o lgi tir phia ca hai bén.

Nhimmg ngudi chi clia cdng ty cho ring hoat dong
kinh doanh cua céng ty sé c6 kha ning tiép tyc ting trudng
10% hang ndm va diéu nay giai thich cho miic gi4 500 triéu
USD ma he yéu cau. Ngudi mua, nguge lai dy tinh mite ting
truong it hon va chi trd 250 trigu USD. Ngudi mua cé thé
tim cach thuyét phuc nhiing ngudi chu cong ty ring kich ban
cua ho la khong hgp 1y, tuy nhién lam nhu vy 14 mét sai
Jam. Thay vao d6, ngudi mua d3 l¢i dung sy khée nhau trong
cam nhin cha quan d€ giap he thic ddy sy thoa thuan,
Nguoi mua d& nghj tra mét khoan tién mit ngay lap tirc va
1i€p tuc trd dan vé sau trén cd s két qua tai chinh ctia cong
ty trong tugng lai. Néu nhur cong ty phét trién chim thi miic
gi4 tdng cOng s& thdp hon, Con néu cdng ty van tiép tuc phat
trién nhw trude d6 thi ngudi ban s nhin duge mite gia ding
nhir ho doi. Lgi ich ena vige duy tri syt map mé 12 & ché méi
bén cé6 mdt cii nhin khac vé nhimg gl duge théa thuin:
Ngudi mua nghi réng ho chi phai tra ft, trong khi nhimg
ngudi chu eong ty lai nghi ring ho da nhan duge nhigu.
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Thwong lweng trong swong ma
Sai lam

1. Tiét 16 mirc thap ohat ma ban doi héi. Rii ro [a ban co
thé chi nhan duoc dung bing ngan dé ma khong thé duwoc
hon nira. Clng nhac qua cling khéng phai 1a gidi phap. RO
ro sé 1a sy bé tic.

2. Lam cho nhitng mbi de doa tré nén & hon, Tham chi
néu de doa |a ngdm an thi viéc cong khai nd sé& lam thay
dbi cac cam nhan. Khong-cd cach nao sla lai.

3. Cb gang giai quyét nhitng bét ddng ¥ kién gira ban va bén

déi tc. Didu nay rat khé va oo thé gay ra tac ddng nguoc,
Giai phap

1. Ap dung bién phap dung trung gian dan xép dé ting tinh

thién chi trong thwrong lwgng béi ca hai bén.

2. Bua thém ngudi trung gian vao dé gigp bén kia hiéu
duwgc hdu qua cla viéc khdng di dén thda thuan.

3. Nhan biét ban va dbi tac bén kia cdn phai ddng y voi
nhau diéu gi va didu gi thi khong. Hay st dung chinh cac

bat déng y kién d& tao ra nhirng giao dich ciing thing cho ca
hai bén.
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3. Khudy 1én mam swong mu
Néu ban khing thé thuyét phuc ho
thi héy lam cho ho phai ludng ly.
- Harry Truman

Su don gian d6i khi 1a chin Iy, Nhung ¢ nhitng lic ban
¢in phai lam cho moi thi tré nén phirc tap, thim chi 1a khéng
thé dy doan truede. Ban c¢én tung hoa mi. Mt trd choi don
gian sé nhanh chéng tré thanh qui ré rang va ban co thé
kh6ng muén nhitng ngudi khac ¢ thé nhin xuyén qua duge nd
d€ biét ban dang lam gi.

Trong trd choi poker, ban sé khéng th€ thing dim néu
ban chi danh cugc 16n khi ban ¢6 b{ bai dep trong tay. D6 1a
bai vi, sau mét thoi gian ngan, nhitng ngudi choi khac sé nhin
thiy ngay ban dang dinh 1am gi. Ho nhin ra ring ban djt cuge
nhiéu vi bai ban dang manh va vi vy ho &4t it di, Bigu nay cho
ban co hdi ¢6 thé danh lira ho v thing nhify ldn voi s6 tién
cuge nho. Ban cling ¢6 thé ting tién cuge ngay ca khi bai cta
ban yéu hon va khén khéo lam cho nhimg ngudi khac khéng
danh nira, nhung ban khéng mudn bj bat qua tang khi dang
danh Iira, Hay 14 ¢6? Gido s Tom Schelling, mét nha nghién
ctru 1y thuyét tro chai hang dau da chi ra ring ban sé duge
nhiéu hon néu ban danh lira va bi bit qua tang. Biy gi¢ ban da
thye sy khudy 1én mét man suong mi. Néu ban da timg bj
chdp khi ban dat thém tién cuge trong khi bai y&u thi ho sé
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sin sang thach thirc ban hon trong cic van sau, méi khi ban
ting tién cuge, vi khong nghi riang bai cia ban thire syt manh.

Néu mei ngudi biét ban dinh lam gi thi két qua ¢6 thé
13 fiy chude 18y that bai. Internal Revenue Service phai gift bi
mét vé cac cong thirc kiém toan. Néu ngudi ta biét duge didu
gl s€ din dén ki€ém todn thi nhimg ngudi ndp thué khéng
trung thyc sé tim céch tranh né dé€ khoi b phat hién. Thyc t&
1a cOng thixe kiém todn cua IRS duge gilt bi mat khién cho nd
tr¢s thanh mét céng cy bude thi hanh ¢ hiéu qua hon. Ciing
vai logic nhu vy c6 thé giai thich vi sao céc edng ty thudng
ki€m tra d6t xuit viée sir dung ma tdy trong s8 nhin vién cua
minh hojc thye hién nhimg dgt kiém toin ndi bd khéng bao
trirdre. Tinh khong thé dy doan trude ¢ day chinh la chia khda
clia hiéu qua.

Trén phd Wall ¢6 mét s§ nguoi kiém sdng bing cich
tao ra sy phie tap. Ho ldy mét cdng cy tai chinh don gian,
ching han nhu vay thé chdp bat djng san vi chia né ra lam
ca chyc manh phitc tap hon dé€ c6 thé dem bén lai mét céch
riéng ré. Bing cach bién mdt thj trugng thanh Khoang nira ta
thi trudng khac, nhitng ngudi tao ra cac thi trudmg nay di
tdng quy mé thuong mai 1én mét cich dang ké. Bsi vi méi
m¢t phan nho duge mua ban riéng & nén gia ca rit dé bién
thién, Néu nhir cie phan nho tach ra bj thj trudmg d4nh gia
thap hon thi nhitng ngudi budn ban ching sé mua tt ca cae
phan nho dé va khép chiing lai d€ c6 duge ¢bng cy ban diu,
sau d6 lai ban ¢i @& thu lgi nhuén. Gido su tii chinh Steve
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Ross clia trudng Quan 1y Yale di giai thich ly do tai sao céc
nha budn lai danh gid cao sy phitc tap mot cach ngén gon
nhu sau: "Khéng phai ai ciing nhdn ra duge rdng cii, vo,
hot va nude ngot di cling nhau ¢6 the lam thanh mét qua

cant.
Tao ra sy phirc tap

Nhitmg so do dinh gid phic tap tao ra mft man suong
lam lu md di gid tri thye chit. Trén quan diém cua ngudi
ban, diéu nay ddi khi 1a co 1¢i. HE thdng giai tri ctia Nintendo
ban dau duge ban ra véi gia chi ¢6 100 USD. Mie gia do
thoat nhin thi rit ré. Tuy nhién, cic phy huynh dan nhén
thay rang mo6t khi hg da bo mét déng vao d6, ho sé phai bo
tiép 10 dong nita. Mua chiéc may méi chi 1a sy bat dau. Sau
d6 s8 13 cac bing tro chol. Trung binh mdéi gia dinh mua tir 8
dén 9 biing tro choi cho moi chi€e may, véi gid tir 50 - 60
USD mét bing. Chi phi cho ca vong doi chie may 1a vao
khoang 550 USD. Néu nhu cic phu huynh biét duge sG tién
ndy ngay tir dau, ¢6 1& ho da tim cAch ngin can con cai khi
chiang d6i mua may cia Nintendo.

Microsoft Window 95 liac ddu duge ban véi gia 85
USD. Péy c6 phai 1a mdt mon hai thye khéng? Dang nhu vay,
tuy nhién khéng qué ré nhu ngudi ta tugng. Ching may chéc
moi ngudi nhén ra ring ¢d nhimg chi phi ngdm di kém theo
déb. D& cb thé chay duge Window 95, ho phai mua thém b
nhd (360 USD), 8 &ia cimg 1én hon (200 USD) va bj vi xiz Iy
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manh hon (300 USD). Ngoai ra con chi phi mua phin mém
chua ké dén. Téng cdng 90% chi phi & day da bj "gidu nhem".

Théng thuang ngurdi mua sé cam thiy rat bat binh néu
ngudi ban tang gia khi he thiy nhu ciu khé dip fmg. b6 la ly
do tal sao doi ki ngudi ban tim cich gidu di viée ting gia
trong mét man swong mu. Trong cic thi trin ¢d trudng hoe
thudng hay xdy ra tinh trang thiéu phong khich san vao dip
cudi tudn. Thay vi ting gia, mdt s& khach san chi ban tron g6i
phong nghi 4 ngay. Cic phy huynh dén thi trdn thim con dé
xem chGng hoc hanh ra sac ¢d thé chi cin phang khach san
cho mét d8m nhung ho lai phai mua thém ba d8m nita. TAc
dong rong khéng khic gi v6i viée ting gid phong thém 300
USD nhung ré rang la cac phy huynh da khéng nghi theo cach
nhu vay, ¢6 1€ bdi vi du sac ho cling ¢6 quyén Iya chon & lai
thém vai dém nita. O Geneva, nhitng ngudi tham gia hoi nght
Telecom 95 ciling thay chuyén tuong ty dién ra theo mét thai
cyc m&i. D€ dap lai hang loat cic yéu ciu thué phong, khich
san Noah nim & mét vi tri ly tudng, dua ra mie gid tuong déi
hgp Iy cho cae phong 14 350 USD mét dém. Tuy nhién, diéu
ki¢n ]a phai thué t8i thidu 40 ngay. Thit 1a khéng thé tin dugc!
Mot chuyén gia vé thuong lugng da ké lai: "Téi da cd gang
thuong lugng va giam duge s6 ngay t6i thigu xudng chi con 26
ngay." Khong phai 1a kém, nhung thye t€ hdi nghi chi kéo dai
cd 10 ngay.

Ban c¢6 thé hinh dung ring cac khach san thye ra khong
tung qui nhiéu hod ma vdi chién thuit nay. Sau hét thi dé
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cling chi 12 ting gia trong mét s tinh huéng han hitn. Mic da
vay, dd chi chat it swong khéi cling t8t hon nhiéu la & khéng
nhu viy cho ngudi khac nhin xuyén thau tit ca. Sau sy tan phd
ctia con bdo Andrew nim 1992, Georgia-Pacific d3 ting gia
nhitng thit d6 ting ctia minh ¢ Florida. Georgia-Pacific rd rang
la da kiém lgi tir bt hanh cta nhitng nguoi khac. Két qua la
cbng ty rai vao mét con bao do chinh hg tao ra. Co nhimng 1&i
chi trich rat manh ti phia ngudi dan va thim chi c6 ca mt
cude didu tra duge tién hanh badi Vin phong Luat su Florida.
Dang 1€ Georgia-Pacific chi nén ting gia chat it va d¢€ déi lai,
tim cach c6 duge hgp déng dai han vai khach hang, kiéu nhu
t6i s& ban cho anh vao lie khan higém néu nhu anh d6ng ¥ mua
ciia t6i lice du thira. Nhu vy, ¢6 1€ sy lgi dung d€ kiém lgi sé
d& trang trgn hon.

Chc cach dinh gia phic tap khién nhitng ngudi mua rét
khé di khao gis. Pay khong chi la vin d& cita ngudi mua ma
con cta nhitng d38i thi méi dang mudn nhay vao thj trudng.
Néu nha ngudi mua khong th€ phan biét cac gia duge gdp vao
nhu thé& nao thi lam sao ho ¢ co s¢ d€ d6i sang mua cia ngudi
khéc? Bdi vi hg khong thé, cho nén trong hdu hét cac trudng
hgp, ho ciing khéng lam nhu vay.

Goi dién thoai ding cach
Ban phai trd theo gid nao cho mét phit dién theai

duong dai? Ban khéng biét chic chan w? Chang t6i ciing
nghi nhu viy. Phan 1é6n mei ngudi khéng thé nhé ndi tit ca
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nhimg mic gia khiac nhau ma he bi tinh phi. Gia tinh cuée
c6 thé 1a cho goi ban ngay, goi budi t&i, goi dudng dai trong
bang, goi dudng dai gilta cdc bang, goi qudc t&, goi qua téng
dai, va nhiéu th khac nita. D6 qua 14 mdt sy mi m& 1én.

bién thoai & Nhat Ban con phite tap hon mét bac niva.
Cac cong ty dién thoai & Nhit tinh tién ca cac cudce goi ndi hat.
Sy mip md trong cich tinh gia 1a ca m6t van dé dai véi DDI
[Dai Ni Den Den Inc., hay "Buu dién thit hai" {27 Telegraph
and Telephone)], khi ho dang ¢& ging gianh thi phan t ngudi
cung cip chu yéu 1a NTT (Nippon Telegraph and Telenphone).
Déi véi mét s8 cude goi, DDI tinh gia ré hon; vai nhitg cude
goi khac thi lai NTT ré hon. Nhung nha cung cap nao ré hon
v& tong thé? T4t ca phu thude vio théi quen goi dién thoai cia
khach hang, va diéu nay rat khé doan. Viée chuyén d8i sang
ding dich vy cia DDI khong thit ¢é sitc thuyét phuc. Néu ban
biét ring m{t cudc goi cy thé ndo dé s€ ré hon véi DDI, ban co
thé chuyén sang bing cich thém bdn s6 dang trudc, nhung
nhu vy thi kha phién phite.

DDI 43 tim ra cich d& giai quyét vin d€ nay. Hgp tic vai
Kyocera, mft ¢ dong chinh ctia minh, DDI d4 phat trién mot
bé vi mach xir 1y dé cai vao trong cic may dién thoai. Bo vi xit
1§ luu cdc gid ma DDI va NTT dang tinh cho khach hang va ty
dong chuyén mdi cudc goi sang nha cung cip ré hon. Bat ky
khi nao khi ¢6 sy thay d8i vé gia, DDI chi c¢in don gian gitt
théng tin m&i d6 théng qua dudng day tdi cée vi mach trong
dién thoai. Bay gid khach hang khéng phai lo lang gi hét vé sy
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mi m¢ trong cich tinh gia - vi mach xir Iy sé ty 1am phép so
sanh thay cho ho. Vi DDI chic chan sé gidnh duge cac cl dién
thoai bat ké khi nao gia ctia hg ré hon.

Nhitng chiée dién thoai ¢b cai dit vi mach xit Iy 14 mét
san phdm b6 try quan trong cho cng viée kinh doanh cua
DDI. Vi boi cac dién thoai nay lam tang gia tri cac dich vi do
DDI cung cip, mUc gid thap cua DDI cling 1am cho cac dién
thoal nay tro nén ¢o gia tr] hon, Pé 1a vi sao cac nha san xuit
dién tur nhu Malsushita v Sanyo rat hai 1ong khi san xuat cic
dién thoai ¢6 vi mach xirly. Ho ¢6 thé thuyét phyce khich hang
tin ring ciic may nay s€ gilp tiét kiém tién goi con nhiéu hon
ca gia tri cua chinh chiing. Nhu vy Matsushita va Sanyo da
gitup DDI d¢ dua duge nhimg chide dién thoai ¢é vi mach xir 1y
vio cdce gia dinh.

Nhin chung, cac cach thire dinh gia phtrc tap thuong
nham che day cac mite gia cao. Nhung ciing d6i khi, ngudi ban
lam cho mgi viéc trd nén phite tap hon nhim muyc dich che
gidu ca muc gia thap ch khong phai chi mitc gia cao. Ho sin
sang ban san phim cua minh véi gia rat thap, nhung ho gidu
diéu &6 dé tranh tao ra mét cam nhiin vé chat lugng thap. Cho
dén gin diy, phin mém trinh bay Powerpoint cua Microsoft
van chi chi®m vi tri thi hai, difng cich xa so v6i phin mém
Harvard Graphics, Tham chi sau khi Microsoft cai thién san
phim cua minh dén me vugt tréi dGi thu canh tranh, mei
ngudi van [an liva trong viée chuyén sang str dung no. Dé thic
ddy viée ban hang, Microsoft ¢6 thé thir giam giid phan mém
Powerpoint, nhung mei ngudi ¢6 thé sé khong tin ring mdt
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phan mém duge giam gid lai t6t hon phin mém Harvard
Graphics cb gia 290 USD. Do viy, Microseft duy tri gia cong
b6 cho Powerpoint & mifc cao, 339 USD, nhung dua phén
mém nay cling v&i cic phim mém khéac théng dyng hon la
Word vi Excel vio trong bd phin mém danh cho vin phong
Office ciia minh. Khi cic khach hang nghi réng ho c6 duge
phan mém v&i gid 339 USD nhu mdt phin thuong khuyén
maéi, ho di rdt hdo hite ding thir nd. Ngay nay, Powerpoint 1o
rang dang d6ng vai trd s6 mét trong cac phan mém trinh bay
(presentation).

Hé th&ng tinh gia phite tap cling gay ra chi phi. Khach
hang ¢6 thé bj 1an 16n va tht vong khi ¢& ging nhin rd hon
trong sttong mu vi didu ndy lm hai d&n cich nhin nhin clia
ho vé san pham. Trong truémg hop tinh gia ctia hang khéng,
viéc phat trién clia cic hé th&ng quan 1y lgi nhudn trong
thap nién 8o cha th& ky XX da dan d&n viée ra doi cia rét
nhidu loai gia khic nhau trén thj truéng. Téi dau nhitng
niam 1980 tinh phic tap d3 nidm ngoai tim kiém soat: chi
riéng hang American Airlines d3 ¢ téi nira tri¢u mitc gia.
Chi ¢6 cdc may tinh dién tir may ra ¢ thé theo déi duge
chiing, chit khéng ngudi nio - k& ca hanh khich 1an dai ly
bén vé - ¢6 thé nhd xué.

Suong mi 1én cao

Vio thing 4 nim 1992, hing hang khéng American
Airlines thir xua tan dam suong ml véi sang kién Dinh gid
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theo gid tri. Bob Crandall, Téng Gidm d&c cia American
Airlines, 3 giai thich déng thai 46 nhu sau:

Trong cugc chay dua theo l¢i nhuén khéng thanh céng
cia chung t6i, ching t6i da c6 cach dinh gia phire tap t6i mic
khach hang khéng thé hi€u néi va nghi ngd ring mie gia dé 1
khong cong bing... Bing viéc chuyén sang cach dinh gia méi,
nhin manh dén tinh don gian, hep Iy va gid tri, ching t6i hy
vong sé ldy lai duge sy mén md cua khach hang... Ching téi
£01 nd 1a Binh gid theo gid tri.

binh gi4 theo gia tri 1am don gian hda cdu trie tinh
gia. Tir lac nay, chi con bon hinh thire gia duge ip dung: gia
vé hang nhat, hang thudng, va hai hang giam gi4. Cic hang
hang khéng khéc eling phan tmg lai mét cach tich cye. Chi
trong vong 48 gid k& tir khi American Airlines lam nhu vay,
United Airlines da dua ra "Gi4 hgp Iy" - tén goi ctia mét hé
théng dinh gid don gian. Cac hiing hang khéng khic nhu
Alaska, America West, Continental, Delta, Northwest va
USAir ciing nhanh chéng di theo American va chdp nhan hé
thong dinh gia don gian. Dai dién cva hing hing khang
Alaska Airlines da kéu lén ring: "Gia nhu ching téi 14 mot
hang hang khéng 16n, dé chic chan sé 1a cai ma ching t6i sé
ty lam truée. Pay thye sy ld mot qua bom.”

Vigc mé phoéng Dinh gid theo gid tri 1a lanh manh.
Cang nhigu hing hang khdong 1am theo American Airlines,
cich dinh gi4 clia nganh hang khéng cang tré nén don gian.



Diéu nay c6 nghia 14 hang khach va dai 1y s€ it can nhén
hon, va di nhiéu dé 12 mét tin vui cho cac hang hang khong.
Pinh gi4 theo gia trj di thay d6i cufc choi theo m§t cach
khéc. Khi trd choi dinh gia duwge tién hanh trong mdt man
suong mi, mot hang hing khéng nao d6 sé bi cAm do boi
4m muu giam gid mét cich 1én hit. Hang dé co thé hy vong
giam gid va gidnh dugc mt sG thi phan trude khi cac hang
khac ¢6 thai gian d€ phat hién duge diéu gi da thye sy xay
ra va phan ng lai. Vdi dinh gia theo gia trj, cude choi da tré
nén minh bach hon rat nhigu. Kha ning chién thing nhd
viéc ban pha gia sé it di va nhu vay déng co dé thi ]Jam nhu
vay ciing giam. Céc gid don gian hoa ciing ¢6 nghia 13 mdc
gi4 6n dinh hon - iy rd rang 13 mét 1¢i ich d6i voi cac hang
hang khong.

TWA d3 14 ngudi pha ddm. Ho nhin thiy dinh gia theo
gia trj nhu mét co hdi d€ giam gid va gianh duge thj phan.
Ho nhén thiy rd ring American Airlines chi v41 bén hang vé
Iac nay cd thé sé it ¢é khia ning phan ¥ng lai. Do vy, chi ba

" ngdy sau khi American Airlines théng bao, TWA da dwua ra
mitc giad 10-20% thip hon gid cia American Airlines. D&
phan tng lai v&i bude di cia TWA, cac hing America West,
Continental, vA USAir giam giad theo TWA, va mét tuén sau
d6, American Airlines cam théy cé nghia vy phai theo cude
choi bang cach cit giam gia vé dong loat.

Vai thang sau d6, dinh gia theo gia trj d3 mét di y
nghia do cang ngay cang ¢6 nhiéu hang hang khéng dua ra
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cac chuong trinh gidm gia va khuy&n mai dic biét. Diéu nay
da 1am m#t wu th€ cha don gian héa viée dinh gia. Vi dy,
hang Northwest dua ra khuy&n mii d& khuyén khich viée di
lai cua ca gia dinh. Chuong trinh "Ngudi 16n bay mié&n phi”
cua ho da tdng khong mdt vé ngudi 16n cho nhing ngudi
trong gia dinh di kém tré em.

bén thing ¢ ndm 1992, American Airlines d3 thia
nhén réng chuong trinh Djnh gid theo gid trj 43 bi sa Ny,
khong thé phat huy duge tac dung va quyét dinh quay lai
véi tinh trang ban d4u. Vi sao dinh gi4 theo gia tri 43 bj that
bai? D6 13 vi cic hang hang khéng dang gip khé khin veé tai
chinh - d3c biét 14 TWA va Northwest - dang phai chiju ap
lye 16n vé nhu ciu tign mit trong ngin han &3 khéng thé
chdng lai néi sy cdm dé giam gid. Ho khong thé cho phép
minh ché dg¢i nhitng l¢i fch 14u dai ma djnh gi4 theo gia tri
hira hen mang lai. M6t 1y do khic nia 14 trong thdi gian
diéu hanh American Airlines, Bob Crandall da khéng phai la
ngudi dugce yéu mén trong nganh. Bit ké v tudng dinh gia
theo gia tri cé hay d€n th& nao di nita thi mdt s& nguéri da
khong di theo né chi don gian vi n6 13 con dé ciia Crandall.
bay 1a suy nghi dan dén tinh huéng cing thua va chinh 1a ly
do khién cac hing hang khong My di bj 16 dén gin 5 ty USD
trong nim d4.
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Cac so dd dinh gia phirc tap, khéng nhimg

1. Che giéu cac muirc gia cao;
2. Caitrang viéc dinh gid co hdi;

3. Che déu ca mirc gia thap d& duy tri cdm nhén vé
chat lvong;

4. Can tr& viéc so sanh gia ca;
.. macon...
1. Lam téng chi phi quan 1y,
2. Lam khach hang bj 13n 16n va thét vong;

3. Khuyén khich cac dbi thii canh tranh lén 10t
giam gia.

Pjnh hinh quan di€¢m

C6 rit nhidu cude choi cudi cing di duge quyét dinh ¢
tda an cong luan. O ddy, cac cam nhén khdng con chi 1& mét
phin cua cudc choi, n6 1a toan bg cude choi. Trong phén
nay, ching ta sé xét xem phai chai tro choi nay bang cach
nao dé khong choi né.
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CBS nhén vé con mit dent

Trong nhifng tuén cudi cung trong nhiém ky Téng théng
cua George Bush (cha), Thugng vién 43 khéng thém dém xia
dé&n quyén phit quyét cua Tong théng cho Ian dau tién va 13 Tin
duy nhét trong sudt nhiém ky tong théng ciia minh - d¢ thang
qua Ludt Bao v€ ngudi sir dung v6 tuyén truyén hinh cap 1992.
Truyén hinh cdp da duge ty do héa mét phin vao nim 1984 va
tir do phi da tang 1én gdp ba T4n so véi ty 18 lam phét. Luat
1992 dugc dua ra d& doi ki®m soat trd lai truyén hinh cap. B6
ludt ndy con chita dyng mot didu khoan it duge chi ¢ dén,
trong d6 cho phép 1.152 tram phat séng thuong mai trong
nude duge lya chon gilta quy ch& "phai truyén tai" va "dong ¢
cho phat lai".

Cac dai phat lyra chon quy ché "phai truydn tai" duge
bao dam mét ché dimg trong cdp truyén nhung khi iy ho
khong duge tinh phi d6i vi cac nha diéu hanh cap phat lai
cac chuong trinh cia minh. Cic dai phat chen "dang ¢ cho
phat lai" tir bo quyén nghidm nhién duge phat céc chuong
trinh cua minh qua cap ahumng lai ¢6 quydn 1y do dam phan
vé mite phi cho cdc chuong trinh ciia minh. Néu viéc dam
phén khong c6 két qua, dai phat ¢6 thé khéng cho phép phat
lai cic chuong trinh, va ngudi digu hanh cap dja phuong

1. DPéy 12 mét cich néi 4m chi su thiét hai va that vong clia CBS
bai vi biéu turgng cta hing nay 14 mét con mét mau tréng (ND).
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phai dirng viéc phat lat cac tin hidu ciua dai phat. Phén 14n
cac hing ABC, CBS, NBC va Fox d@u lya chen phuong an
cho phép phat lai.

Céc cHng ty truyén hinh, cic &ai phat d3 van dong saun
héu trudng d€ diéu khoan ddng ¥ cho phép phat lai duge
dua vao Ludt 1992, Khi dir thao duge théng qua, ho da rét
hai long. Larry Tisch, Chu tich cta CBS, dd khoe khoang
réng cac dai phat truyén hinh ¢6 thé s& "moi duge 1ty d6 la
hang ndm tién phi tir cac cong ty truyén hinh cap".

Cac cong ty cap quang, do Tele-Communication, Inc.,
(TCI) di tién phong, va Time Waner Cable tuyén b ring
trong mei trudng hgp ho sé khdng tra tién cac dai phat cho
cac tin hiéu cta hg. Ho ciling khong sdn sing chuyén cac chi
phi nay sang cho cac khach hang cta hg. "Ching tdi s€ ldng
nghe bit kv k& hoach ndo mang lai thém gii trj cho khach
hang. Chang t6i khéng sin sang tham gia cude choi ¢6 tong
gia tri bing khong d€ chuyén lgi ich idr khach hang cua
chang t6i cho 6ng Chu tich Larry Tisch cua CBS." - d6 13 131
dap lai ctia John Malone, Chu tich TCI,

D€ gial trinh trudmg hyp cla minh trude du ludn dai
ching, Time Waner Cable da thué cac chién lugc gia vé thong
tin 13 Shepardson Stern vi4 Kaminsky. Lenny Stern 43 giai
thich cho chiing t6i cach iam thé nao ong ta da khuay ién duge
man suong mu. Nghién ctu thi trudng clia 6ng ta cho thdy cac
khéich hang @3 ¢6 phan ing mét cich hoan toan ban nang khi
duge nghe ndi vé sit khode lae 1 ty @6 la cha Tisch. Ho hoan
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toan tin ring ca ty d6 la clia Tisch 6 s duge 18y ra thang tirvi
tién cua hg, Khi duge d& nghj danh gid mire thiét hai, mei
ngudi da s¢ rang ho s€ phai tra thém 15 USD hang thang cho
phi truyén hinh cap. Piéu nay dugc nhin nhin la khéng céng
béng: Tai sao cac thué bao truyén hinh cap phai tra cho cai mi
nhimg ngudi hang xém cua ho ding v6 tuyén dng-ten ¢ thé
nhdn duge mién phi tir khong trung?

Du khich hang da lam phép tinh cia minh ddng hay
sai, hay viéc phai tra tién cho cic mang ludi truyén théng ¢
phai la céng bang hay khong, thi cling khéng ¢in phai tranh
ludn nira. Nhu moi khi, toan b6 cude choi chi 1a cam nhén.
Béng viéc dua ra con s ca ty 46 la ma khéng c6 sy giai thich
nao, Tisch d4 d€ ring cira d8 ngudi khac nhom thing vao
tinh thé&. Time Waner Cable va Stern do viy da chiém duge
cd hoi A€ lai xung dét theo huéng cd 1gi cho cac cong ty dign
hanh mang cap: Néu cac cdng ty truyén théng dat duge mye
ti€u ctia minh, khach hang sé phai tra tién. Dudi day 1a mot
mau quang cio tiéu biéu tir chién dich vin ddng cua ho:

* S&p t&i cac chuwrong trinh yéu thich cda ban sé phai tra tién
nhidu dén mirc né khdng con gi thi vi niva

* Hay ndi v&i cac cong ty truyén théng ring ban sé khdng tra
tién cho nhirng chwong trinh truyén hinh mién phi.

* Hay 1én tiéng (ing hd truy&n hinh mién phi. Va goi dén sé 1-800.
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Tisch da co thé kha hon néu 6ng ta ndi khae di. Nbi lo
lang cua khach hang vé viée phai tra thém 15 USD hang thang la
khong cé co s6. T4t cd ¢ 60 trieu gia dinh thué bao truyén hinh
¢ap. Tinh trén co s& thué bao, mét ty d6 la ciia Tisch chuyén ra
chi thanh 35 cent téing thém cho méi thué bao hang thang trén
mdt dai phat. Pay 1a con s§ ma Tisch d4ng 1¢ phai nhin manh.
Con noi dén cong bang thi Tisch ding 1€ phai chi ra ring chinh
céc cong ty truyén théng chi phat qua ciAp nhirt CNN va ESPN
dang 1ay phi cda cic edng ty cip hang thang tir 10 d8n 40 cent
cho m¢t thué bao trén co s& tinh dai ching ctia ho. CBS 1a
mang dai chiing nhat chi phat qua cip va ¢d thé miic ca d&n
miIc 35 cent mgt thang.

Tish thim chi cé thé 14t nguge ban cd. Cho d&n thi diém
dd, bon cong ty truyén hinh dang cung cap chuong trinh mi&n
phi cho ¢ac cdng ty cAp trong khi cace ¢bng ty ndy 1dy phi tir cac
thué bao 1a 75 cent hang thang cho mot kénh. Tisch c6 thé
théach thitc cng khai cic cdng ty ¢dp trude du ludn rang 6ng ta
s€ ti€p tuc cung cdp cic chuong trinh CBS mién phi néu cong ty
truyén hinh giam gi4 cho khach hiang 75 cent mét thang. Néu
cac cong ty truyén hinh tir chdi sy thach thire d6, va chiing 16
cho réng ho s& tir chéi, khi 8y Tisch ¢6 thé lap luin ring diéu
nay chi cong bing d5i vdi CBS d€ c¢6 duge mét phin trong 75
cent 6 ma thdi.

Céc cong ty truyén hinh d3 ¢ dwa ra mot s6 14p ludn,

nhung qua mudn. Cac c¢bng ty cap di thanh céng trong viéc
t6 v€ clc cong ty truyén hinh nhu nhitng ké xan byng. Khi
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cdc cong ty cap va cong ty truyén hinh ti€n hanh dam phéan
vé mire phi, cac edng ty truyén hinh bj roi vao th& yéu. Ho sé
12 nhimg ngudi ma xa hoi c6 the bude t6i néu cac cufe dam
phan bi 38 bé.

Cudi cling, ca bén cdng ty truyén hinh da phai dong v cho
phép phat lai chuong trinh mién phi, mic du ba trong s6 hg sau
d6 & tim duge cich an ti phan nao. Fox d& hanh déng som va
1am kha nhat. Vao thing 6 nim 1993, TCI va Fox thong béo vé
théa thuin ctua ho: Fox ddng ¥ cho phép phat lai trong khi TCI
dong v tra cho Fox 25 cent cho méi thué bao trén kénh truyén
hinh méi. ABC va sau d6 1a NBC cling dat duge thoa thuin
tuong ty véi cac cong ty ¢ap, mic di khdng dat dugc mire gia
cao bing. Cac cdng ty niy dugce tra tién méi khi ho tao ra mét
kénh truyén hinh cip méi. CBS 1A ngudi diing ngoai 1au nhat va
d3 bo cude ma tuyét d6i khéng dat duge gi, b 1€ chi ngoai trix
con mét den:

Tir chéi nhén tién, va bay gid kénh truyén hinh cdp CBS
chitng t6i da thiét hai ding nhu nganh céng nghiép cdp mong
mudhn, chi con thiéi mdi syt cong nhdn ddu hang khon khd cia
chting té1.

- Larry Tisch, Chu tich CBS

N&i budn thye su?

Vio thang 10 nim 1994, Thomas Nicely, Gido su toan
trudng Cao ding Lynchburg, bang Virginia, da phat hién ra
mét 161 sai trong phép chia cua bd vi xir Iy Pentium ctia Intel.
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Intel da biét vé 16i nay 1t mia hé nhung ho tinh ring xac suat
16i 1a 1/9 ty phép tinh. M{t ngudi sir dyng trung binh phai
dgt 27.000 ndm thi mdi gip phai 161 dé. Do viy ho d3 quyét
dinh khéng cdn phai canh bao cho mgi ngudi.

Nhimg mét khi Nicely da dua théng tin nay 1én Internet
thi tit cd moi ngudi déu duge bdo ddng. Thit nhit, ho lo ngai
rang b vi xir 1y ¢é thé thiye sy méc 16i khi tinh toan. Tiép d6 ho
tham chi con nghi ring Intel d3 biét vé 16i nay nhung d4 ¢ tinh
khéng néi cho ho biét. Intel khing dinh ring moi ngudi di
phén (g lai qua mitc cin thiét, nhung ciing d& nghi s& thay cde
bd vi xir Iy Pentium cho tirmg trudng hgp ey thé.

Lan song 43 nghiéng vé& phia ¢6 lgi cho Intel khi vio
dau thang 12, ngay truede khi mila giang sinh bit dau, IBM d3
dua ra m{t théng bio bat ngd cho ring 15i & bd vi xir Iy
Pentium nghiém trong hon rit nhidu so véi didu Intel da cho
moi ngudi biét. Theo cac tinh todn cia IBM, mdt ngudi sit
dung bang tinh c6 thé gip phai 16i ¢t 24 ngay sit dyng chi
khong phai 27.000 nim. P& bao vé& khach hing ctia minh,
IBM tam dimg lai viéc ban cdec mdy tinh di duge trang bi bd
vi xt Iy Pentium cia minh.

Trong nhitng tudn va thang sau d6 di c6 nhitng cude
tranh c8i nay hirta xem ai 1a nguti dang - IBM hay Intel. Pang
théd, IBM d3 tao ra mdt sy nghi ngd cao @6 ma Intel c6 thé
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khong cach nio xdéa di néi. Mgt tuin sau tuyén bd cua IBM,
Intel da thay d&i quan di€m cliia minh v dua ra chinh sach
hoan tra v6 diéu kién.

Thoat nhin, IBM giong nhu m§t ngudi t6t byung da giap
dd khach hang. Nhung ciu chuyén lai khdong hoan toan nhu
véy. IBM dang ¢6 ging ddy manh viéc bin ra cac may tinh duge
trang bi bd vi xr Iy 486 chia minh; cic may c6 Pentium chi
chi®ém duéi 5% doanh thu cia ho, Nguge lai, phiin 16n che nha
san xuft phin cimg - Acer, AST, Dell, Gateway, Packard Bell, va
nhimg nha san xudt khac - déu xiic tién manh mé vai cic may
¢ Pentium. 8¢ 14 ¢é 1g1 hon cho IBM néu cac khach hang do lo
ngai sé quyét dinh choti theo cach an toan va tiép tyuc mua may
tinh 486. M6t sy thue khac nita 13 IBM cling dang ¢6 phat trién
bé vi xtr Iy PowerPC, mét d6i thu canh tranh cua dong Intel.
IBM di nhién sé khong phan d61 néu uy tin cta Intel bj Iu md.

Nhung IBM di lam mét phép tinh sai cho chinh minh. Y
dinh cua ho v8 tung hoa mu 43 mang dén két qui nguge lail,
Nhitng ngudi quan sit hoal nghi d3 dit cau hoi phai ching
tuyén b ctta IBM chi nhdm mue dich phye v c4 nhin ho? Va
mét khi Pentium cai tién chinh sach hoan tra cua minh, khach
hang lai chay sang v&i cac may Pentium va dé IBM tiép tuc tén
kho v&i s6 lugng 16n cac may 486 khong con duge wa thich nira.
Tdéi thoi didm d6, IBM da & vao vi thé khong thé nhay theo 1én
cliing dodn tau chién thing clia Pentium nifa.
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4. C6 phai PART di 1a tit ca?

Ban c6 th€ thay ddi cude choi bang cach thay d6i cam
nhén cua moi ngwdd. Day 13 1anh dia cha chién thuat. Trong mot
chimg muc ndo d6 thi mei thir d8u c6 thé 1a chign thuit. Moi
thit ban 1am va moi thit ban khong 1am déu giri di mét tin hiéu.
Cac tin hiéu ndy dinh hinh cam nhan ciia moi ngudri vé cude
choi. Va cai ma moi ngudi cing nhau coi 1a tro choi sé 13 tro
choi. Ban ¢in phai tinh d&n cam nhén ciia moi nguyi dé bist
dugce rang ban thyc sy dang & trong cudce choi nio va kifm soét
duge cach ban thay d8i cude chai db.

Dén gi¥ chiing ta dd xem xét bon don biy ciia chign luge:
Ngudi choi (P), Gia tri gia ting (A), Quy tic (R) va trong
chuong nay, Chién thuft (T). Da hét chua? Cé phai PART da la
tit ca chién luge?

Vé nguyén téc, ding 13 nhu vay. O cap dd nén tang chi cé
mét cude choi ma thél. Moi ngudi giao tiép véi nhitng ngudi
con lai, trige tiép hay gidn tiép, d¢ theo dudi nhimg muc tiéu
cudi cing khac nhau ciia ho. Tit ca moi thit cudi ciing sé ¢ lién
quan dén nhimg thit khic. Cude chai bao gom tat ca cic moi
lién két qua lai 1dn nhau ndy ¢6 thé 1a mot trd choi khong 15,
nhung vé 1y thuyét 46 mai chinh 13 tro choi. Vai trd cia ngudi
choi, gia tri gia ting, quy tic v cAm nhan s& mo td duge toan
b$ cude choi nay, voi mot chat bi dn. Néu nhir c6 thé giai quyét
duge tit ca moi phitc tap trong mot cude chai 1én thi khi do
PART ¢6 thé dd la mét b¢ day du vé cic don bay chién luge,
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Thire t&€ tat nhién 1a rit khac. Tri tué loai ngudi chia moi
thit ra d€ dé bé ch& ngy ching. Moi nguci tif ve ra cic ranh gidi,
tao ra cde ngin cich va thém vao ca cdc phin chia v& tinh thédn,
He biét ring nhimg ngudi khace cling déu lam nhy véy. Timg
nguoi déu xur sy nhu thé ¢ d6 ¢6 rét nhiéu cuge choi van hanh it
nhiéu déc 14p véi nhau.

bitu nay dua ra thém mét don biy nita d€ lam thay d6i
cude choi, mdt don bay cudi clng cling quan trong nhu nhimg
don bdy ma ching ta da thao ludn trudce dé: Ban c6 thé di
chuyén ranh gidi cudc choi va thay d61 pham vi ciia né. Day sé
14 chu d& trong chuong sau cua ching ta.
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Khéng ai la mot hon dao, mét minh riéng lé; mdi ngueéi
déu la m@t manh cia luc dja, mét phiin ctia edi edt yéu.
- John Donne, Sy tédn tém

Khéng cude choi nao gidng nhu mot hon dio. Mic du
vy, ngudi ta van vé ra cic ranh giéi va phéin chia thé gidi ra
thanh nhiéu cude choi tach biét rat dé bi sa vao viée phin
tich cdc cuge choi nay mft cach biét 1ap va hinh dung nhu
thé khéng tén tai nhitng cude choi 1én hon. Van da 1a cac
ranh gi¢i vé ra trong diu dé khong phai 1a cac bién gii
thye, & day khéng ton tai cic ranh gigi thye. Mbi cude choi
déu lién quan dén céc cube choi khae: Cude choi o noi nay
tac dong dén céc cude chai & noi khac cude chai hém nay;
anh hudng d&n cic cude choi ngdy mai. Tham chi chi mét
dy doan don thuin v& cufe choi ngdy mai ciing 1am anh
hudng dén cude choi hdm nay.



Hiéu dirge, chai duge va lam thay dai duge mdi 1i8n hé
rang budc gitta cice cufe choi 1d ddn bay thit nim va cling la
cudi cling trong chién luge cua chiing ta. Bude diu tién 1a
nhan bi&t duge méi lién hé gilra cac cude choi. o diy thye sy
ludén ¢b cde moi lién hé. Tham chi ngay ca khi ban khéng nhin
thdy chiing, ban vin c6 thé vip phai ching, nhu ching ta da
thiy trong chuong Ly thuyét tro choi khi ching ta xem xét ciu
chuyén cta Epson khi biat ddu tham gia thi trudng mdy in
laser. Mot khi ban thay duge cac méi lign hé, ban c6 thé sir
dung chiing d€ lam lgi cho minh. Cac méi lién h§ nay khéng
ciimg nhic: Ban ¢6 the tao ra cic mai lién hé méi gilta cac cude
choi hay ldm &t doan cac méi lién hé dang tén tai. Lam nhu
vy, ban ¢4 thé thay d6i pham vi cude chai.

1. M&i lién hé gitra cac cudce choi

Nhimg lién hé naec e thé tén tai giita cic cude choi? Rat
may la chiing ta da biét cau tra 161 cho cau hoi nay. Chiing ta
da néi rang ¢ day thye syt cd mét cude choilén - mét cude choi
md& réng xuyén sudt khéng gian, thdi gian va xuyén qua cac
th& hé. Bat ky hai cude choi nio, thjm chi ngay ca khi duge
nhin thire nhu cac cudic choi riéng ré, thue sy déu cd thé duge
coi 1a cAc b phén cdu thach trong mét cude choi lon hon.
Theo dinh nghia, cudc choi 1én bi hifm nay 12 mét cude choi
khéng c6 bién giGi, hay nhu cach chiing ta s€ goi 1a khdng ¢
pham vi xac dinh. Khi d6, chi can Ngwdi choi, Gia tri gia
téing, Quy tdc vi Chitn thu@t (PART) d3 mo ta du tit ca cic
yéu td cua cude choi 1én bi hi€ém nay roi. ‘



Ly thuyét trd choi trong kinh doanh 417

Né&u nhu PART mé ta duge toan bd cude chai, nd phai
m6 ta mdt cach cy thé duge bang cich ndo cac manh cia cuje
choi duge khép lai vdi nhau. Tire 1& né phai mé ta duge cac
moi lién hé gitra hai cude choi bat ky, bai vi bat ky hai cude
chai nio cling khéng hon 14 cic bd phén ciu thanh trong mét
cugc chai 1dn. PART do viy chinh 1a cach d€ phan loai cadc méi
lién hé gilta cac cude choi.

Bat dau bang Ngudi choi (P): Ludn ludn c¢d6 mdt ngudi
choi trong cufc choi cua ban con tham gia trong mot cude
choi khac, va hai cuge choi nay do viy ¢6 kha ning cé 1ién hé
vGi nhau. Ngudi choi néi chung ¢d thé 1a bit cit ai trong
Mang gia trj clla ban - bt ky ai trong s§ khach hang, nha
cung cap, d6i tht canh tranh, hay ngudi bé trg. T4t nhién
nguoi dé ciing c6 thé 1a chinh ban. Sy t6n tai cia mot ngudi
choi chung chi cho thay kha ning ¢6 mai-lién hé gilta hai
cude chol, D€ xic dinh hat cude choi cé thife sir 6 méi 1ién
hé qua lai hay khdng va néu c¢é thi bing cich nao ban phai
lugt qua cac phan con lai clia PART.

Cac mdi lién hé qua Gia trj gia ting (A) co thé xuat hién
bét ky ldc nao khi khach hang hay nha cung cip ctia ban tham
gia vao nhiéu hon mét thj trudng. Nhitng thio ludn cua ching
ta v& san pham bé trg trong chuong Canh tranh hep tac da
d8u ndi vé cdc moi lién hé dang nay. Vi dy, cude chai caa Intel
va Microsoft 1a ¢6 mdi lién hé qua lai. Thir nhit, ho chia sé
ciung mdt ddi tugng khich hang. Hon thé nifa, Intel 1am ting
gia tri gia ting cia Microsoft, vi nguge lai. Khi ngudi ta vay



tién mua xe thi cdc tro chai ban xe va cho vay cling cé jién hé
v&i nhau. Ford da nhin biét duge moi lién hé 46 va quyét dinh
tham gia vao tré choi cho vay tin dung. Céng ty tin dung cla
Ford Motor 1am ting gia trj gia ting cua Ford trong tro choi
ban xe. Phia bén kia cia ding thirc 1a khi, biang viée choi mét
tro choi khae, ban trd thanh déi tha canh tranh hon 13 ngudi
bé trg cho chinh ban thin minh. Ban ha thdp thay vi lam
tang gia tri gia tAng ciia minh trong tro choi ban dau. Van dé
minh tw dn thit minh nay 1a méi lién hé vé gia trj gia ting
ma chung ta sé tip trung xem xét trong chuong nay khi
chiing t61 trinh bay héi k&t cia cic cdu chuyén da ké trude
diy vé Nintendo va Softsoap.

Cac Quy tac (R) ap dat cac han ché& vé nhitng gi nguoi
choi ed thé 1am va cac han ché nay cd thé noi két cac trd choi
ma néu khéng sé 1a riéng ré. Chiung ta da dugc thay tac dfng
ndy trong chugng Quy tdc: Piéu khoan t61 hué khach ngin can
ngudi ban xem xét hai cugc dam phéan véi cic khiach hang
khac nhau nhu hai cufc choi riéng ré. Trong chuong nay,
chiing ta lai bat ddu tir quan hé giita cac doanh nghiép khi xem
xét viée néi két cac tro choi théng qua lya chon thai han hgp
déng. Sau do, ching ta s€ quay lai v&i quy tic giam gid ndi két
cac tro choi trén cae thj trudng tidu ding dai ching.

Cudi cting, hai cugc chot c6 thé ¢d méi lién hé véi nhau
khong vi Iy do nao khéac ngoai I¥ do c6 mét ngudi nao d6 cam
nhén ring chung cin phai ¢é méi lién hé d6. Khi d6, Chién
thuét (T), biang viéc lam thay d6i cam nhin, ¢ thé€ lam thay
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ddi mdi lién hé gilra cac cudc choi. Viéc dua ra nhitng de doa
cling nhur xac ldp nén nhiing tién 1& déu 1a cac chién thuit tao
ra sit lién hé gitra cic cude choi. Ching ta sé phan tich mt s6
vi du vé cdc chién thuat nay va két thac bang viéc xem xét lai
tinh hudng diu tién da néu ra trong cudn sach - tro choi giita
NutraSweet va Holland Sweetener.

Nhur viée phin loai cac méi lién hé & trén &3 ggi ¥ cho
th&y, mdi ciu chuyén trong chugng nay vé nguyén tic c6 thé
da duge nhic dén tir trudce trong cudn sach nay. Nhung trén
thyrc t&, suy nghi vé cac ciu chuyén d6 trén quan di€m mdi cua
don bay Pham vi mét cach tich biét sé 1a rat bd ich. Bai vi sé la
cife ky phite tap néu xem tét ca déu nhu mét cude choi lém. Do
viy, chiing ta cin c6 thém chuong vé Pham vi (8). Nhitng tinh
huéng ching téi da giir lai &€ trinh bay trong chuong nay nhin
manh dén céac chién luge hodc ndi két gifta cic cude choi ma
néu khéng thi mét cach ty nhién, chiing s& 14 r&i rac; hodc pha
v& cdc moi lién hé gilra cac tro choi ma néu khéng thi ching sé
clr t6n tai mii. Trong moi tinh hudng dudi diy, ching ta gia
dinh 14 cac trd choi déu cod chung mét hay nhiéu ngudi choi.

2, Moi lién hé théng qua Gia trj gia tang

Ngudi mdi tham gia vio kinh doanh ludén phai 461 mit véi
nhiéu diéu bat lgi. Ho thiéu cic sin phim d3 dugc cong nhan
trén thi trugng, thiéu thuong higu, thi€u khach hang trung
thanh, thigu ¢i kinh nghiém san xuit va cac mdi quan hé v&i nhi
cung cip. Néu ban 14 ngudi mdi va ban thach thitc trge dién vii
cic cong ty hién tai, ban sé dé bj thit bai. S& ¢4 rit it thit ban 1am
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duge ma d6i tha khong thé lam duge, chua néi dén con lam tét
hon ca ban. Néi tom lai, ban ed rit it gia tri gia tang,

Nhung ban khéng nhét thiét phai d8i d&u tryc tiép
nhu vdy. Thay vao dd, ban co thé lgi dung cic mdi lién hé
giita vigc kinh doanh ma ban nhim dén véi viée kinh doanh
cua cac doanh nghiép hién ¢é. Ban lam mot cai gi d6 ma céc
cdng ty ¢6 trude ban chua thiu tém duge va ¢6 khéng lam
anh hudng xdu dén hoat d6ng kinh doanh ctia ho. Ban tao
ra m{t tinh thé khd xir cho ce ¢dng ty trude ban. Hg mudn
(va c6 thé) canh tranh v&i ban, nhung he lai khong lam nhw
v3y. Bai vi néu hg lam viy, ho sé lam giam gia tri gia ting
cita minh trong cude choi ma ho dang tham gia déng thoi
chi phi cho diéu nay s€ la qua 1&n. Nhur vay, it nhit vao thai
di&m nay, ho sé d€ cho ban duge yén 8n,

Cheoi Judo

Nghé thudt Judo cua Nhit Ban day ngudi ta sir dung
chinh trong hrgng cda ddi tha d€ chdng lai anh ta, bién
diém manh caa ddi tha thinh di€m yé&u. Trong kinh doanh,
chi&n luge Judo khai théc cac mdi lign hé giira cac cude choi
d& bién thé manh ctia ngudi di truée thanh sy can trg. Judo
dad giai thich tai sao Sega da cb thé 14t d6 dirge dai gia
Nintendo trong lang tré choi video.

T6i khéng thich y tudng vé mdt cong ty thong tri ca
m{t nganh céng nghiép.

- Hayao Nakayama, Chu tich Cdng ty Sega
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Super Sonic

Trong chuong Gig trj gia ting ching ta da dimg lai &
ché Nintendo virgt qua ca Sony va Nissan vé gia tri trén thi
trudng va ¢6 nhin vt Mario con ndi tiéng hon ca cha chudt
Mickey. D6 la vao ndm 1990. Ba nim sau d6, Mario vin néi
ti€éng hon Mickey Mouse d6i vdi tré em My, nhimng bay gis da
xudt hi¢n thém md{t nhan vat cdn ndi tiéng hon nita: D6 14 chi
nhim Sonic. Liéu sy xuit hién nay c6é phai 13 digu bt ngy?

Chl nhim Sonic 13 san phim ciia Sega, mot ddi tha vé
san xudt tro choi video. Khong ¢6 du kha ning @3t chan vao
thi trudng trd choi 8 bit nhung Sega d3 khéng diu hang.
Thay vao d6, ho phét trién hé théng trd choi 16 bit nhanh
hon va manh mé hon. Sega di 1am cho Nintendo mat dén
hai ndm &8 d4p trd bing cidc may choi 16 bit cua chinh
minh, nhung cho dén théi di€m @6, vai sy hd trg cia Sonic,
Sega da c6 dugce vj thé vitng chic, bao dam trén thj trudmg
va dang ti€p tuc cling ¢b né.

Co phai chi l1a sy tinh ¢¢ may méin 43 mang dén cho
Sega mét giai doan dai khong phai canh tranh &€ x4c lap vi
th& cua minh trong thj trudng tro choi 16 bit? C6 phai
Nintendo don thuin d3 ngu git trén v ling trong sudt giai
doan nay? Céu tra 1&i phirc tap hon nhy vy, va ddy 12 noi
ma cac m&i lién hé giilta cac trd choi déng vai trd cia minh.
Céc trd choi 8 bit va 16 bit ¢6 mdi lién hé hét site chit ché,
Khi Sega tung ra trd chai 16 bit, tré choi 8 bit ciia Nintendo
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dang & dinh cao gid tri. Diu nay tao cho Sega mdt co hoi
mang tinh judo d€ st dyng chinh di€m manh cua Nintendo
chéng lai Nintendo.

Khai dau tir Tro choi dich vy. Céai tén Sega, méc du
nghe rat Nhat ban, thyc t&€ la chir viét tdt cna tir "Tro choi
dich vy" theo tiéng Anh (Service Games). Cong ty dugc
thanh 14p vae ndm 1951 bdi hai cyu nhan vién phuc vy
trong quin d%i chuyén nhép cic may choi céng cong dit
ngoai phé va may hat ty dong cho cic co s& quan sy cia My
¢ Nhat Ban. Sau vai nam, David Rosen, m{t cyu nhin vién
phuc vy khac cia quan ddi M¥ ciing bat ddu nhap cac may
giai tri vao Nhat Ban. Hai hoat dong d6 dugce sat nhap lai
vao nim 1965 va lip nén Sega Enterprises. Ngay sau d9,
Sega tung ra Periscope, m{t trd chai "ngir 161" vé sau da rat
thanh c¢6ng & Nhat Ban. Sega mang Periscope sang My noi
ma né 3 pha v& hang rao tro choi ré tién 4€ trd thanh tro
choi 25 cent trén may choi cong cHng diu tién. Thanh chng
cua Sega da tha hit duwge sy quan tim cua tip doan
Gulf+Western sau nay d3 mua lai ¢dng ty vio nidm 1969.

Sega &4 st dyng sy hiu biét etia minh vé cic tro choi
trén cac may cbng cdng d& tham nhiap vio thi trudng tro
chai gia dinh, gigi thiéu tro choi 8 bit 8G-1000 vao ndm
1983. Nhung $SG-1000 d4 khéng phat trién 1én dugc, chi ¢
chua &4y 2 triéu may duge ban ¢ Nhit Ban va My, Sega di
khéng thé pha v& duge vong tron kin hoan hao cia
Nintendo.
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Gulf+Western cam thay that vong vé Sega va dd ban
lai ¢6ng ty nay cho mdt nhém quan 1y chuyén mua lai vao
niam 1984. Davidd Rossen, Hayao Nakayama (Chu tich Sega
¢ Nhat Ban) va nha san xudt phin mém CSK d3a chung sire
d& mua lai Sega v&i gia 38 triéu USD.

Sy khai diu mdi: Genesis?

bén thang 10 nim 1988, céng ty Sega mdi hoéi sinh dua
ra gidi thiéu hé thong tré choi gia dinh 16 bit Mega Drive.
Dya trén cac may trd choi cdng cHng ngoai phd, Mega Drive
v(i gia chi 21.000 yén (tuong duong 165 USD My) cb rit
nhidu wu thé so véi hé 8 bit, v4i am thanh t6t hon, nhigu
mau sic hon va kha ning hién thj hinh anh da chiéu.

Sega di sira lai mét loat cie tro choi trén méy choi
céng cong cho phu hgp v4i Mega Drive nhung phat hién ra
ring ho rit kho tim duge bén thit ba d€ phat trién phin
mém tré choi cho hé thdng. Trong ndm d4u tién cua minh
trén thi truong, Mega Drive chi dat doanh s& ban ra la
200.000 don vj san phim.

Hé th&ng 16 bit cua Sega d&n thj trudng M§ thang 9

nim 1989. Pugce déi 1a Genesis, hé théng nay duge ban véi
gid 190 USD va cac tro chai duge ban véi gia tr 40 d¢&n 70

1. Genesis djch theo tiéng Anh 14 “c6i ngudn”.
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USD. Sega di cé mét s6 tro choi rit ndi tiéng nhung khéng
phai tro choi trong gia dinh. Tro Altered Beast (Quai vit bién
hinh} la mét trong cac tré choi cong chng, da nodi tiéng nhd
nhitng hinh anh bao ddng. Siéu sao nhac pop Michael
Jackson di giap Sega phat trién tro chai Moonwalker (Ngudi
di b trén cung tring), moét troé choi trong d6 Michael
Jackson d3 sir dung cae k¥ ning nhay didu nghé ciia minh dé
vugt qua nhitng ké tin céng. Sega con phdat tri€én cac kénh
phén phdi thay th&, ban hang qua chinh nhiing céng ty ban
phdan mém nhu Electronics Boutique, Babbages va Software
ETC. Tuy nhién, doanh thu ¢lia h¢ vin thap.

86 phin cia Sega bat diu phin nio khdéi sdc tir nim
1990 khi Nakayama thué Tom Kalinske, nguti da timg lam
cho Matchbox, d& digu hanh cic hoat dong kinh doanh & M¥.
Kalinske thira nhin: "Chiing t61 cin phai giam gia cia Sega
Genesis xudng thém 50 USD. Ching t5i phai tap trung véo
phan mém tro choi t6t nhat - chi nhim Sonic - va quang ba
cho thé gidi thiy ring ching 161 hon hin cac d6i thu canh
tranh.” Vao thing 6 nim 1991, Genesis cling v&i Sonic duge
dua ra ban vai gia 150 USD. Pugc quang cao véi khau higu:
"Genesis lam duge didu ma Nintendo khéng thé", hé Sega da
trd thanh mét thr mét ma ngudi ta mudn 6. Doanh thu ting
nhanh va cdc nha phat trién phan mém v6i va quay lai d& viét
phan mém tro chgi cho Sega.
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Super Nintendo

Nintendo da phat trién duge hé trd choi video 16 bit tir
cudi nhitng ndm 1980 nhung khéng v§i va trong viéc mang
chiing ra thj trudng. Trugc khi Sega nhay vao, Nintendo da
rat hai 1ong véi co s¢ khach hang cho hé 8 bit va sé 1a ca s&
khach hang tiém n#ng cho cidc may 16 bit trong tugng lai cua
minh. Suy tinh cta Nintendo la hé tré choi 8 bit hém nay sé
b6 trg cho hé 16 bit ngay mai. Bing viée chd dgi, ho ¢6 thé
ban dugc cac may hé 8 bit hém nay va 16 bit ngay mai, thay
vi chi ban cdc may 16 bit hdm nay. Nhu Gidm doc d6i ngoai
cua Nintendo, 6ng Bill White, 42 giai thich: "Lip luin cua
Nintendo la chiing t6i van chua vt hét qua chanh 8 bit."

Néu Nintendo chuyén sang trd choi hé 16 bit qui nhanh
thi i ro ¢4 thé 1a cac nha lam phin mém va ngudi ban Lé sé tr
bo ngay thj trudng tré choi 8 bit. Cac nha san xuit phan mém
c0 thé quay sang tdp trung cho céc trdé choi 16 bit va chi phat
trién rat it cac tro choi 8 bit. Cic nha ban 1é ¢6 thé giam bét
chd trong cac gian hang danh cho tré choi 8 bit va giam gia

cac tro choi 8 bit ma hg hién eon t6n dong. Thi trudmg 8 bit da
dang 14 con ngdng vang cha Nintendo, Tai sao lai phai mao
hi€m tiéu diét no?

Sau khi Sega gi4i thiéu hé 16 bit, nhitng 13p ludn nay da
bi phé phdn. Ngay lic d6 Nintendo vin chua vdi va, ho cho
rang khach hang sé dg¢i nhitmg tro choi 16 bit cua hg. Mgt ndm
sau khi Sega gi6i thigu Mega Drive, Nintendo 43 cho cac
khach hang Nhit Ban mét 1y do d€ d¢i thém mét thdi gian
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nira. Trudce d6, ho 43 ra thong bao véE hé trd chai 16 bit cia
minh c¢6 tén l1a Super Famicom vao cudi hiam 1989 nhung chi
bat ddu giac hang sau 46 mét ndm. Super Maric World, trd
chot 16 bit duge nha thiét ké xudt chiing cta Nintendo, Sigeru
Miyamoto, phat tri€n, duge tung ra cting lac. Chi trong vong 5
thang doanh thu ban cic may tré choi Super Famicom véi gia
32.000 yén (200 46 la My) da chi€m duge vi tri rit cao so véi
cic d6i tht canh tranh trong thj truéng trd choi 16 bit. Chi
tich ctia Nintendo, 6ng Hiroshi Yamauchi, d3 nhin manh ring
ong khong hé ngac nhién vé thanh ¢éng cia Super Famicom
va nhéc lai quan di€m cia minh ring "tén tudi ciia troé choi sé
chinh 14 edc tro chot”,

Nintendo ciing khong véi va nhay vao thj trudmg tro choi
16 bit & M¥. Di theo cach lam & Nhat Ban, cho dén thang g
ndm 1991, hai ndm sau khi Sega gigi thiéu Genesis, Nintendo
méi gifi thifu hé diéu hanh 16 bit cia minh trén thi trudng
My. Buge d6i tén thanh Hé siéu giai tri ciia Nintendo (Super
Nintendo Entertainment System hay Super NES), nhimg chigc
may nay duge ban véi gid 200 USD va cic tro choi duge ban
v gid 50 - 80 USD.

Cudc chién 16 bit

Khi Nintendo cudi ciing d& gia nhdp thi trudng 16 bit,
cufc canh tranh gilta Nintendo va Sega dé ban nhiing may hé
16 bit bat dau trd nén cing thing Ho canh tranh giam gia,
tung ra cac phdn mém khong mit tién, va chay dua € kéo dai
danh sach cac tro choi. Pén cudi ndm 1991, Genesis c6 125 trd
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choi, trong khi Super Famicom chi ¢6 25. Nintendo théng bao
d3 ¢6 khoang 2 triéu may Super NES dugc ban ra. Tuy nhién,
Sega cho ring 1 triéu mdy 14 con s6 dang tin hon véi Nintendo
va ring chinh Genesis méi ban dugc 2 triéu mdy. Thang 5
nam 1992, Nintendo giam gii cic may cua minh xudng chi con
150 USD, bing gia cua Sega. Nintendo tuyén bd di chiém
duge 60% thij phin cua thj trudng 16 bit, trong khi Sega cho
ring minh nim 63% thj trudng! Ciing trong thang dé cugc
canh tranh tham chi ¢oén tré nén néng béng hon khi Nintendo
va Sega cing dua ra nhitng phién ban may 16 bit v&i gia chi
con dudi 100 USD.

Lam chim cudc chi€n 16 bit 43 1a mdt Iy do rit 16t A€
Nintendo khéng véi v dua ra cic trdé choi 16 bit clia minh.
M4t khi Nintendo nhay vio tro choi nay thi sé ngay 14p tite c6
canh tranh va vi thé, gi cic may 16 bit sé giam rit manh. Diéu
ndy sé 1am nho di chi&c banh 8 bit va cing v&i né 12 gia tri gia
ting cua Nintendo trong hé tro choi 8 bit. Gia cua céc bang trd
chai 8 bit giam xudng cén dudi 20 USD, va chi ¢d 75 trd chai 8
bit mé&i duge dua ra thi trudng trong ndm 1991 - khdng bang
mét nira so véi cie nam trude d6. Chiée banh 8 bit khdng mat
hin, nhing di bj &n lem mé§t nwa.

Trong sudt khoang thdi gian Nintendo d€ cho Sega tung
hoanh mt minh véi thj trudng 16 bit, gia cac may 16 bit ludn
dugce duy tri ¢ mire cao. MiTc gia cao nay da che 13p tac djng
cia cong nghé mdi 1én gia trj gia ting cua cla cac céng nghé
cii. Bing viéc ditng ngoai con dudng ciia Sega, Nintendo da
lam mat phép tinh danh &6i: tir bo mdt phén cia chiée banh
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16 bit d& lam to hon chiéc banh 8 bit. Quyé&t dinh cia
Nintendo dé tri hodn 13 hoan todn hgp Iy, dya trén mai lién hé
gitra cac tro choi 8 hit va 16 bit.

Tuy nhién, day van 1a mét quyét dinh khé khian. Bing
vige tri hoan, Nintendo 43 trao cho Sega vj trf doc quyén trén
thi trrgng 16 bit & M¥ va khign Sega dd c6 thé ¢ duge mét Igi
thé gan gidng nhu vong tron khép kin hoan hao cia Nintendo
dang lan. Mai cho dén thang 9 nim 1994 (sau ba nim choi tré
dudi bat), Nintendo mdéi bét kip duge Sega trong thi trudng
tro choti 16 bit,

Giao sit Dorothy Leonard-Barton ctia truéng Kinh doanh
Harvard giat thich ring nhitng ning lye ¢dt 161 cia mot cong ty
trong mot th& hé cong nghé ¢6 thé try thanh "nhimg can lye
cOt 161 eltng nhéc" khi the hé cong nghé sau duge dé cap dén.
Diy 1a mot nguyén nhan lam cho nhimg ngudi choi di yén vi
th&y khé khin khi chuyén sang cac céng nghé thé hé sau va
day cing la nguyén nhén tai sao cac thay d6i trong cong nghé
thudng cho nhimg ké thach thirc ¢6 eo hdi dé qua mit cde d6i
thu di trude. Mic di vdy, ciu chuyén tai sao Sega di c6 duge
giai doan cira sG co hi & day lai hoi khac. Nintendo thyc t& da
c6 cOng nghé 16 bit hhlmg dd c§ y tri hoén tham gia vio thj
trudng nay.

Nhiéu ngui da chi trich Nintendo vi sy tri ho@n ciia ho,
ndi rang diéu nay chi c6 thé théng cam duge néu nhu khong c6
ai khac dua ra hé tro choi 16 bit. Nhung mot khi Sega di dua
ra Genesis, Nintendo ¢an phai nhanh chéng tham gia trd choi
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v&i hé 16 bit riéng cia minh. Do chdm tré, Nintendo da ti bo
d6n dién cua minh cho chi nhim d&6i thu. He 6 ring 43 quén
cAu ngan ngit nodi rdng tét nhit 1a ban &n bira trua cua minh
con hon 13 & cho ngudi khic é&n hd né cho ban. Tha rang
minh tif chén minh ¢on hon 1a dé ngudi khic in séng minh.

Chting t6i cho ring quyét dinh tri hodn khong han da 1a
m6t sai [am. Nintendo da phai d8i méat v61 mét tinh trang ¢
difn ma tham chi cic céng ty thanh cdng nhit ciing hay gip
phai. Ban @3 xu4t hién v4i mét san phdm tuyét véi va thong tri
ca thj trugng, nhung mét ke thach thire méi xuét hién véi cdng
nghé siéu ding hon. Trong khi ké thach thitc mdi con dbe
quyén vé eobng nghé méi, hg c¢6 ddng co d€ tinh gia cao cho
thuong hiéu cia minh. Piéu nay han ché toc d¢ chap nhin nd
trén thj trudng - d6 1a mot tin t6t lanh cho ban, béi vi no sé
kéo dii thém vong déi san phdm cia ban. M6t khi ban da
nhay vio cong nghé mdi, ban s& bude ké thach thirc kia phai
canh tranh trye dién v6i ban. Giid cua cdng nghé sé giam
xudng v cung vdi d6 14 sy syt giam trong gia trj gia ting cla
san pham cii cua ban. Epson d3 phai tra gia d€ hoc duoe bai
hoc nay. Nintendo thén trong hon. Mic di ban khéng thé cir
ch& dgi mii d& quyét dinh chuyén d8i, didu nay ciing khong co
nghia 14 ban phai nhay vao ngay tap ly.

Con d6i vdi Sega thi hang nay da khién cho di€ém manh
trong tro choi 8 bit clia Nintendo tré thanh diém y&u trong tré
chai 16 bit, nhung d6 chi 14 vi Sega khdng lam tén hai dén thj
trityng 8 bit. Néu nhu Sega dinh gia tro choi 16 bit ciia minh
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dé canh tranh vdi tro choi 8 bit thi Nintendo d4 khéng phai
d6i mit v&i tinh trang khé xit nhu viy. Khi dé ho sé khéng c6
gi dé mit khi quyét dinh nhanh chéng nhiy vao linh vire tré
choi 16 bit va diéu nay chic chin sé gay nhiéu khé khin hon
cho Sega. Chién lugce judo ¢6 mét y&u 8 tranh hgp: Ké thach
thuc s€ khéng c6 gi dé ldy néu nhu ngudi hién tai (bj thach
thire) khéng ¢d gi 4€ mat.

Ciu chuyén cua Sega va Nintendo vdi cac trd choi video
16 bit cho thay keé thach thire ¢ thé tao ra cita sd co hdi cho
chinh minh bdng viéc chuyén th&€ manh cta ngudi hién tai
sang thanh diém y&u. Tham chi néu nhw didu d6 12 khéng thé
thi ké thach thite cling vin luén cé thé sir dung chién luge judo
d€ it nhit lam v6 higu héa lgi thé clia ngudi hién tai.

Lo s¢ bj thit bai

Trong chuong vé Gid trf gia tdng, ching tdi d3 ké cau
chuyén v€ nha doanh nghiép Robert Taylor va san phim méi
cua Ong 1a xa phdng nude cé tén goi Softsoap. Van dé cua
Taylor 14 1am thé nao ngén chin dugc che cong ty trong nganh
nhu Procter & Gamble va Lever Brothers sao chép lai ¥ tui"mg
cia minh. Ong &3 ¢6 duge mét cira s8 co hdi khi cac cdng ty
lén nay chon giai phip chd dgi d€ can nhic.

Vi sao cac cbng ty lon kia lai chon giai phép d46? Méi
dau, thanh céng ciia san phdm xa phong nude chua thit chua
chan. Mic du c¢6 uvu di€m 1a logi bo duge nhitng méanh xi
phong miéng dinh bén trén cac tim dyng xa phong nhung day



chwa phai 1a mdt dot pha k¥ thuét. Chua cb mét 1y 1€ nao thye
sy hap dan d€ ngudi tiéu dung chuyén sang dung xa phong
nu&e thay thé cho xa phéng banh.

Sy khéng chic chin vé thanh cdng cia xa phong nuéc da
khi&n cho cdc ¢ong ty 1én thay rdng hgp Iy nhat 12 ho ti€p tuc
ngdi yén, giff tién ciia minh va ch¢ eho Taylor bj that bai. Dai
véi mot coéng ty 1é6n thi viée nhay vdo linh vye moi cla xa
phong nuée chi 14 gitp 1am cho mdt loai hang héa sdm duge
céng nhan hon ma ching mang lai duge may lgi ich cho ho.
Xa phong nuréc khé cé kha ning lam md rong thém thj trudng
x3 phong néi chung. N&u nhu thanh cong thi gan nhu chice
chén 13 x4 phong mrée s& chi€m chd cha xi phong banb.

C6 1& cac cong ty 16n da dy tinh rdng mot khi Taylor bét
d4u chidm thj phin clia x4 phong banh thi ho s& giai quyét vin
d@ nay ngay khi né nay sinh. Tai thoi di#m ndy, dang 1€ s& t6t
hon néu nhu ho tir 3n vao doanh s6 xa phong banh caa chinh
minh thay vi d& cho Taylor 1am diéu d6. b6 mét [an nita lai
khing dinh cho quan di€m tha ty &n bita tria cha minh con
hon d& ai khac &n mét. Tuy nhién, cic cong ty 16n cho ring ho
vin c6 thé ché cho d&n thgi difm xa phong banh cua ho bi
canh tranh r6i méi dua ra céc san phdm xa phong nudc cua
minh vi vin c6 kha niing 14y lai dwge thi pliin bj mat. Sau hék,
ho dang cé c4c kénh phan phéi rit manh va thuong hi¢u néi
ti€ng. Do vy, ho 44 chon cich chd va tiép tyc theo doi.
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Sau khi thanh cong caa Taylor trén cac thj trudng thi
di€m duge 13p lai v6i thi trudng toan qude, cAc cdng ty dém bt
déau cam thiy ring d3 dén lac phai tién hanh cac thir nghiém
clia riéng minh. Dén lic d6 ho méi phat hién ra sy khan higdm
cia nhitng chiéc bom nhé. Hay nhé lai ring Taylor 43 mua hét
100 trifu chi€c bom kigu nay, chinh 13 toan b lugng cung
trén thj trudng trong sudt mét nim.

Sau khi cac cong ty 16n vugt qua duge trd ngai nay, ho sé
kai phai d6i mit véi mét quyét dinh khé khin nita: Liéu ho ¢o
nén dung cdc thuong hiéu cia xa phong banh cho xa phong
nuée hay khéng? Ching han, liéu P&G ¢6 nén dura thuong hiéu
Ivory rét néi ti€ng cta minh vao san phdm x4 phong nuéc mai
hay nghi ra mt tén khac cho né? Tén tudi ctia thuong hiéu
Ivory s€ lam ting déng ké kha ning thanh cdng, tuy nhién né
cling tao ra mot méi lién hé gan hon giita céc cude choi véi xa
phong banh va x& phong nuée. Néu x3 phong nuée clia P&G
khong thanh cdng thi hoat ddng kinh doanh x4 phéng banh
dang cyc ky phat dat ctia ho ciing s& bj tn that.

Procter & Gamble c6 mét vai Iy do rat thuyét phyc délo
lang v& viéc tao ra mét méi lién hé giira hai cude chdi. Trude
hét, xa phong nudc thye chit khong hin 1a x3 phong nhw
thong thudng vén thdy. D4y 13 san pham sir dung chit ty rita
- mt céng thifc héa hoc hoin toan khac véi xa phdng bénh
thidng. Ngudi tiéu dung cé thai d§ rdt bao thu d6i véi xa
phong va trong qua khir ho d3 ting phan d&i cac banh xa
phong dung céng thire chat tdy rita. Thir hai, xa phong nudc



Ly thuyét tré choi trong kinh doanh

trude day chi chuyén dang trong cac céng sd ¢o nhu ¢iu cao vé
vé sinh. Liéu xa phong nudc c¢6 thé c¢d duge mét hinh anh
khae, cao cdp hon cho viéc sir dung trong gia dinh hay khéng?
Néu khach hang khong thich céng thirc ctia xi phong nude
Ivory, hodc néu hg gin né véi mét hinh anh cha nhitng cd
quan ddy byi ban thi thuong hiéu dang gia Ivory ciia P&G sé b
hoen &.

Chinh nhitng map m& xung quanh xa phong nuée da vé
hiéu hoéa tam thoi cac lgi thé clia nhitng ngudi choi 16n trong
cugc. Boi vi hg khéng mudn lam anh hudng dén gia tri gia
tang 16n cla thuong hidu ciia minh, ho da quyét dinh choi trod
choi cua xa phong nude mét cich dfe lap véi tro choi clia xa
phong banh. Ho tham gia vao Iinh vifc x4 phong nudc ma
khéng sir dung chung cic thuong hiéu cla xa phong banh.
Procter & Gamble dd thir tung ra thi trudng loai xa phong
nudc mang tén Rejoice. Nhung viéc thir nghiém bj that bai va
Procter&Gamble lai tri hodn thém mét lan nita. Cling nhur vy,
Armour-Dial da quyét dinh khéng mao hiém tén san phim
Dial cho mit hang mé&i xa phong nude. Sy gia nhép vao thj
trudng cia ho v6i san phim Ligua 4 c6 tén nghe giong nhu
ctra thoat x4 hon 1a xa phong, cling bj that bai trén thj truong.
Khéng nghi ngd ring néu tén san phim 13 Dial thi sy thé ¢b
thé di kha hon rat nhidu. Sau ba nim, Procter&Gamble cudi
cung ciing di tung ra san phdm xa phong ¢6 tén la Ivory vdi
gia dic biét canh tranh, vdi cic chiéu khuyén mai, ting phiéu
linh thuéng va quing cido di kém thém cho tén san phim da
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duge tin ding. Xa phong nuée Ivory sau doé da thanh cong va
chiém duge 30% thi phan.

Véi sy tri hoéin ciia cic eng ty 16n, hang Taylor da c6 du
mét khoang thoi gian ¢d hdi d€ xay dyng uy tin vitng chic cho
san phdm Softsoap. Tham chi sau khi Ivory xuit hién,
Softsoap vin duy tri dutge vi trf dén d&u cia minh,

Ciu chuyén cua Softsoap da chi ra ring, co 1€ la rit
nghich 1y nhung thite sy ban ¢6 kha ning 1am t&t hon khi san
phdm cua ban ¢ ¢o hdi that bai. V&i viée c6 qua nhiu dé€ cd
thé& m4t néu dung toan lye d€ nhay vao mét san phdm mdi ¢
nhiéu kha ning thit bai, nhitng ngudi choi da yén vj cb 18 sé
ngan ngir va tri hodn. Thét bai 1am phuong hai 8én gia trj gia
ting ctia cic san phdm khic cua ho, d3c biét }a néu san phim
mdi gidng v&i cac san phdm hién ¢d trong bat ky hinh thic
ndo. Vily do nay, ho ¢6 thé iranh sir dung nhimg thuong higu
dang c6. Ho khdéng mudn c¢é6 mdi lién hé qua gin gilta céc
cude choi di duge bigt rd va cac cube chai chua duge biét
dé&n, do vy ho van s€ phai thin trong cho dén khi san phém
mdi duge chimg minh 1a thanh cfng. Tit ca nhimg digu
khéng chic chan ndy da 1am v6 hiéu hoa nhitng thir déng ra
d3 1a 1gi th&16n cho nhitg ngudi choi 44 ¢é vi tri xac dinh va
tiéng tdm trén thuong trudng.

Syt khong chic chin c6 thé 13 ban cla nhing ké thach
thite (nhirng ngudi méi vao cude). Tat nhién khong nén cd qua
nhiéu thir khdng chic chin, nhirng cling khéng nén qua it. Sy
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khén ngoan & day 1a ¢6 mét mitc vira phai syt khéng chice chin
d d€ lam cho céc céng ty da c6 tén tudi dé chimmg, va cb gitt
mdt kheang cich nhat dinh gilta cic cufe chot.

Tém lai hai cdu truyén cha chiing ta trong chuong nay
- Sega va Softscap - 12 cé'hai-\lgé jthach thire déu st dung
chién huge Judo d€ tao ra mdt cira s6 co hdi. Sega thu duge
1gi ich tir sy chin chir ctia Nintendo khi khdéng mudn tir bo
thi trugng tro choi 8 bit, trong khi Softsoap duge lgi tir vige
Procter & Gamble khéng sdn 1ong mao hi€ém thuong hiéu
Ivory ciia minh,
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Chei kiéu Judo

Lam céach nao ma ké thach thirc méi dén co thé
@i dich véi sikc manh ctia ngudi hién tai?

Cac chién lwge

Ké thach thirc dinh gia mat hang cao cap mdi cla

minh du cao dé tranh &n véo doanh thu cda cac cong ty
hién tai trén cac san pham trudc dé.

Ké thach thirc danh cuoc vao san phdm chua
dwoc khang dinh trén thi triedng - mot san phdm van
cdn mét s6 kha nang that bai.

Tai sao céc chién lwgc nay hidgu qua
Cong ty hién tai chdn chir khéng muén 1am theo
ké thach thirc - vi c6 thé khoi mao cudc canh tranh vé
gi4 va day nhanh viéc ty &n lem vao thi tredng cho cac
s&n pham hién tai cGa minh.

Céng ty hién tai co thé bat chudc ké thach thive -
nhing sé€ khéng ap dung cac thwong hiéu da cé uy tin
do lo ngai sdn phdm méi b that bai s& 1am anh hwdng
dén céac san phdm cii da thanh cdng ciing thuong hiéu.

Trong ca hai tredng hop, cdng ty hién tai déu
phai d&i mé&t véi mét tinh trang khé xir.

ST oot R T _436
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Ci diy bat mGi?

Cau chuyén vé céc trd choi 16 bit 1a mét vi dy ¢ dién vé
cic cong ty di cb vi thé trén thj truong trl hoan dua ra san
phdm th& hé mé&i &€ han ch€ sy canh tranh v&i san pham hién
¢6. Ngay ca sau khi hg quyét dinh s& dua ra san phidm th€ h¢
mi, ho cling khéng tranh khoi ludi cdu gifing san. Ciing nhur
mé&i canh tranh v&i ¢l thi cd cling s€ canh tranh lai v6i mdéi.
San pham cii khéng bign mit mdt cach d& dang nhu viy. Do
vy, khi ban dua ra san phadm méi, mgt thach thirc 14 1am sao
ngin can duge sy thiét hai vé gid tri gia ting do viée san phim
cii canh tranh v&i san pham mai dua dén. Dé bao v§ gia tri gia
ting, hay lam gi d6 d€ c6 thé pha v& cac mdi lién hé gilta cude
choi ciia ngay hém qua va cuge choi ngay hom nay.

Hodac xét lai hodc bi diét vong

Cé the khé ma tin duge diéu nay nhung sach giao khoa
cua mot s trirgng dai hoe ding la duge thay d6éi hang ndm.
T4t nhién, cdc sach gido khoa ¢ thé bi lac hau va cén phai
1am lai nhung ¢6 1€ khdng dén mic thudng xuyén nhu vay.
Viy thi tai sao cac nha xuit ban lai thudng xuyén in lai sach
gido khoa méi?

biéu thyc sy dang ndi ¢ day 14 nhitng sach 43 qua sir
dung thyc t&€ 1a san phdm thay thé gua tot cho sich méi, dic
biét 14 @51 v&i nhitng sach ¢ gia tir 50 USD trg 1én. Céc sinh
vién nam trude cd thé sé rdt vui mimg thu hodi lai duge phin
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nio cua khoan d4u tu 50 USD trude 0 bang viée ban lai sach
da qua sir dyng cua minh cho céc sinh vién nim sau. Nhimg
sinh vién mé&i nay cling vui suéng i tiét kiém duge tién. Sinh
vién thi thing cdn cac nha xuit ban thi thiét.

Tré choi ban sach ndm nay nhu vy ¢6 mdi lién hé véi
tré choi ndm ngoai. Sach mdéi clia ndim ngoéi trd thanh sach ¢l
cla ndm nay va lam gidm gij trj gia ting ctia sich mdi ndm
nay. D€ duy tri ciu cho sach méi, cadc nha xuat ban phai tim
cich d€ loai sich cii ra khéi thi truéng. Ho mudn phé bé méi
lién hé giita tro choi ndm ngoai va tro choi nim nay.

Chién hrge cia nha xuat ban 1a lién tyc sira lai sich gido
khoa. Gido vién thich day theo sdch méi nhét hon, diéu nay
lam cho 4t ca cic phién ban trude 4o tré nén lac hiu. Sinh
vién méi by gi¥ ¢6 ddng co 1dn hon d€ mua sach méi, do vy
ma thj trudng sich ci by gidr ¢ tac ddng it hon dén gi4 trj gia
ting cua cac sach maoi.

Viéc thay déi thudng xuyén mang lai hiéu qua, nhung
chi phi ctia né 1a rat dat. Co mét so chién huge khac ma che nha
xudt ban cé thé s& thir 4p dung. Ho ¢6 thé cho thué sach déng
thai véi ban sach: vi dy, ban vdi gid 60 USD va cho thué véi
gid 30 USD. Vdi cach nay, sinh vién s& khéng mua sich trir phi
ho ¢6 ¥ dinh ding xong van tié€p tyc giit lai va van dé ban lai
sach cling c6 the giai quyét duge nhd viy. Trong tuong lai, viée
phat hanh sach dién tir thdm chi con cho phép cac nha xuat
ban kiém soat t6t hon nira vé cac san phdm cliia minh. Ho ¢6
thé "cho thué" sach bang cich cung cp sy ti€p c4n qua mang
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dén cac tai liéu trong khoang thdi gian cua khéa hoe. DBiéu
nay khong c6 nghia 14 viée thay d6i shch thudng xuyén trg
thanh qué khir. Nguge lai, nha xuit ban bay gi¥ ¢6 kha nang
dé dang d8i méi sach dién tir mot cich lién tue nhung chi dé
cip nhét ndi dung ma thoi.

Cac nha xuit ban khong phai 1a nhimg ngudi duy nhét
chai trd stra d6i. Cac nha lam phin mém méi 1a thay trim
trong chuyén nay. Cic nha thiét k&€ quin 4o, cic cong ty ghi
hinh, nha san xuit nude hoa va cac nha san xuit xe hoi eling
chot tro stra d6i. Hinh anh, 4m thanh, mui, vi va in tugng
ctia ndm nay 1am cho sam phim nidm trude trd nén lac hau.
Moi ngudi bude phai mua méi d€ theo kip trao Iuu.

Nhung ban c6 thé di tréch huéng vdi mét chién luge
lac hau. D€ xem ban c¢6 thé di sai nhu thé nao, chiing ta hay
cing quay lai cde trd choi video 16 bit.

C4c k¥ sur cia Nintendo déa phai quyét dinh c6 nén san
xuit cAc may chai 16 bit mdi ¢6 kha niing choi duge ca cac
trd choi 8 bit hién ¢6 cua Nintendo hay khong. Cudi ciing ho
da quyét dinh néi khéng véi sy tuong thich nguge vé qua
khit. Mot Iy do 14 dé giit gia thdp cho cac phan ciing mdi,
nhung & day ciing ¢6 mdt 1y do nita cho tinh khéng tuong
thich v@i qua khir. Néu cac tro choi 8 bit cd thé hoat dfng
duge trén cie may 16 bit, nd ¢ thé lam giam gia tri gia ting
cna céce trd choi 16 bit. Tinh khong tuong thich v&i nhitng
trd choi cil 1am tit i céce tro choi 8 bit ma tré em dang c6
hodc duge ban cho mugn tré nén lac hiu. Gidng nhir cac
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nha xuat ban ép sinh vién phai mua nhimg phién ban sach
md&i nhét, Nintendo ép nhimg khich hing d3 ¢6 may trd
choi 16 bit phai mua phan mém méi.

Co thé Nintendo ¢4 hoi khén ngoan thai qua. Ho d3
khéng ¢d tro choi 16 bit clia chinh minh. Nintendo thay ring
ho da & sau Sega trong cufe dua tao dyng co s& khach hang
cho tro choi 16 bit. Nhumg ho ¢6 1¢i thé tiém tang. Trong khi
Nintendo dang s& hitu thi trudng 8 bit, ho ¢on mét kho day
céc phidn mém 8 bit d€ cung cip. Tinh tuong thich véi qua
khit ¢6 thé da tr& thanh dim manh @& ting doanh thu cfia
Nintendo. Mt nha phén tich nganh da ndi: "Nintendo sé&
quay lai v&i tAm voe nhu trude ctia minh khi ho gidi thiéu hé
thOng 16 bit va s€ canh tranh ngang ngira v6i Sega.” Nhung
Nintendo da khéng san xuat nhing chiéc may 16 bit tuong
thich. Bang viéc san xudt nhimg chiéc may 16 bit khdng
tuong thich, Nintendo d3 san bing san chai 16 bit cho céc
d6i thi mét cach khdng cin thiét.

3. Mdi lién hé thong qua Quy tac

Céc quy téc 13 don by trye tiép 1am thay d6i pham vi
cuQc chol. Ching ta s& xem xét hai vi dy trong phin nay,
mét 4p dung cho quan hé giita cde doanh nghiép vA mot lién
quan dén thj trudmg tiéu dung dai ching rong 16m.

Trong cdc giao dich gitta edc doanh nghiép, ban cé thé
kiém soat duge cude chot blng thoi han hep dong ban kg véi
khach hang va ngudi cung cdp cuia ban. Cae hgp doéng cé
thot hgn mit ndm sé tao ra mét day cde cude chot mot nam,
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trong khi hgp déng ndm ndm sé chuyén ndm cudc chot mét
ndm thanh mét cude choi ndm ndm. Néu ban nédm quyén lyc,
ban cé thé€ hra chon thoi gian cho cuée choi ma bgn va
nhirng ngu i tham gia khéc sé choi.

Dai han va Ngin han

Co6 hai nha cung cip canh tranh @& duge lam viée véi
ban - mét 14 nha cung ¢dp 14u nim cua ban v ngudi kia 1a ké
thach thitc méi. Hai nha cung cdp ndy rit gidng nhau v méi
ngudi déu ¢é thé dap img dugc tit ca cac nhu ciu cua ban. Do
vay, khong ai ¢ gia trj gia ting dang k& nao vi ban 6 tat ca gia
tri gia tdng. Ban sé€ phai lam gi v6i v thé quyén e nay?

Hay bat dau bang viée ldp ra mét s6 quy tic cua cude
choi. Ban muén cude chol bao gdm canh tranh hang nim cho
cac hgp doéng mot ndm, hay ban muén canh tranh it thudng
xuyén han cho cic hgp dong dai han?

Né&u ban trao cic h¢p dong ngan han, ban cé thé sé thit
vong v&i két qua. Khi cde nha cung cip tham gia vao qui nhigu
cudc choi nhd, hg ¢ thé sé khdng canh tranh thye sy quyét
liét v&i nhau., Sau hét, phin thudng chi 14 hgp dong cho mét
nam, khéng du ldn dé 16i kéo ké thach thitc mdi bo gia canh
tranh quyét liét d€ co thé sé phai chju nhimg tic déng nguge
lai & m{t noi ndo d6 khic. Hay nhé lai vi dy vé Tam chi phi
ngam trong dau gii: rat dé xay ra 1a vai tr6 cia ngudi hién tai
va ke thach thic dao nguge nhau & mét noi nao d6 khéc nita
va ké thach thirc khéng mudn kich déng ngudi hién tai vi mot
phan thudng nho ma hg khéng cho 13 he ¢d co hdi 16n dé
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chi&n thing. P&i vai nhimg céng ty da ¢b tir trirge, vide thua
trong canh tranh khéng phai 1a mét tai hoa gi 1én. Ludn luén
¢ co hdi khace trong ndm sau, hay cae cg hdi khae & noi khac
ngay trong ndm nay. Bat ky nha cung cdp nao thing duge hgp
dbng cua ban thi ngudi kia ciling ¢6 thé ky vong thing cac hgp
déng turong tir & mdt noi ndo d6 khace nita. Cude chai ctia ban
khong du 16n dén mic d€ cac nha cung cap sén sang duge dn
ca, ngd vé khéng. Trong mdi trudng nhu viy, nhing ngudi
cung cap cb the thu xép mét thoa thuin cuing chung sdng.

Nhitng m6i lién hé ngdm dn gilta cdc cic cude choi
khéng gitp duge ban. Ban mudn nhitng nha cung cip cot viée
dam phén hgp déng hién théi nhu thé nd chi I mét cude choi
duy nhit. Ban muén ho choi hét 1ong véi cude choi cha ban,
bat k& anh hudng ra sao ddi véi cac cude choi khac ma ho cling
dang tham gia.

Ban c6 thé dat dugc két qua nay bing cach kéo dai pham
vi cua cudec choi. Hgp dong clia ban cang dai han thi cac nha
cung cip cang coi cudc choi nhur mét cude canh tranh ding
gia'. Bai vi hgp dong cua ban bay gid da 13 mét phin thudng
da lon dé 16i kéo ke thach thite ddu gia quyét liét, bat ké diéu
nay cd thé mang lai nhitng bat 1gi & chd khac. Ngudi cung cip
hién tai cua ban sé coi viéc bo 1& mot hgp dong dai han nhur
viy cling gan nhu sy két thic cia thé gidi. Boi vi cd héi canh
tranh ti&p theo sé con rat lau nita mai co.

1. Nguyén van: mét lén cho mai mdi.
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Con mét 1y do khae d€ lya chon hgp déng dai han néu
nhu ban dang & mét vi tri manh. Ché d8n nim sau, cic nha
cung cip cua ban s€ c6 thé ¢d thém gia tr] gia tdng so vai hién
tai. Do viy, ban ¢in nam lay co h$i d€ khoa chit lgi thé cia
ban mét khi ban dang ¢6 né. Vii mét hgp dong dai han, cac
cude ddm phén ctta nim sau s& dudng nhu di duge thoa thudn
ngay hom nay va ban s& dugc bao ddm t6t hon trude nhimg
thay d6i vé quyén hyc trong tuong lai.

Chiing ta biét viée chuyén sang hgp dong dai han sé cd
hiéu qua nhu th& ndo. Chiing ta dd ngdi ¢ phia bén kia ban dé
thay duge chién luge nay da duge sit dung d€ doi pho véi
khach hang ra sao. Ho s& cam thiy c¢in phai quyét liét hon khi
dam phan vé gid, Ho khong thich cac quy tic, nhung ho lai
khéng dd quyén lye dé thay d6i chang.

Né&u nhu ban nidm & phin khan hiém trén thi truong,
hdy yéu ciu cic nha cung cdp va khich hang cua ban canh
tranh d€ gianh 14y hgp dong dai han tt ban. Nguge lai, néu
ban dang & phia du thiva thi hiy tim ki€m hgp déng ngin han.
T4t nhién ban s& ¢6 nhiéu kha ning dat duge diéu ban mudn
khi ban nim & bén khan higém, b&i vi @6 la khi ban c6 duge
nhiéu gia trj gia ting hon.

Cudi ciing 1a mét 161 canh bao thin trong. Cac hgp dong
dai han rat khé viét boi vi sé ¢6 nhiéu tinh hudng bt ngd cin
phai duge dy tinh trude. Chinh vi 1y do nay ma cac hgp dong
dai han thudng khéng hoan chinh vi digu nay s€ khién ai d6
s€ ¢0 thé thir tim ¢ich dam phén lai v&i ban vé sau.
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Di theo hwérng dai han
Néu ban ¢6 quyén lye trong tay, hay st dung né
@& doi héi cac nha cung cip (hosc cac khach hang)
clia ban canh tranh dé gianh hep déng dai han tir ban.

Lap lu@n xay

B&i vi ho chi cd mét co hdi nén ho sé canh tranh
quyét liét hon.

Ban dang c6 quyén lpc - va day 14 thei diém ban
can lgi dung 8& sir dung quyén lyc ctia ban va khda né
lai (d& khong ai gianh duoc né).

Lap luin chéng

Cac hop ddng dai han thudng rat khé vidt va kho
ép thyee hién,

Sau vi dy v€ quan hé giita cac doanh nghiép &€ thiy
cac quy tic c6 thé néi két cac cude chai nhu thé nao, bay gid
ching ta s€ chuyén sang mdt vi dy trén thj trudng tiéu diing
dai ching. Chiing ta s& xem xét m{t quy tic dinh gia cyc ky
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hiéu qua duge goi 1a "giam gia tron gbi”. Mot khoan giam
gia tron goi s5€ ndi két cude choi ban mét san phdm nay véi
cudc choi bin mét san phdm khac. Chiing ta s€ xem xét mét
tinh hudng c6 thyre, véi cde con s6 duge lam don gian héa
d€ giai thich 1¥ thuyét kha t&€ nhj dang sau sy giam gia tron
g6i nay,

Gia trj chiét khiu

Warner Bros s& hitu hai bd phim 13 Ké dao tdu (The
Fugitive) va Giai phéng Willy (Free Willy). Ban ¢6 thé cho
ring ca hai by phim nay déu nédi vé cic cufc chay trén.
Nhung ngoai diéu d6 ra thi gitta ching ching cé gi 13 lién
guan cd. Viéc xem mot trong hai bg phim &6 khong lam ban
mat di himng thi, holic ¢d thém hing thil d€ xem b phim th{
hai. Hai by phim nay khong bé tr¢ ma ciing ching canh
tranh véi nhau. Tat ca nhiing gi ching chung nhau 13 tén cia
Warner Bros. Vi ciing chang ¢6 ¢ gi d€ lién hé viée ban hai
bé phim nay.

Sau khi tung hai bd phim ra mét cach day kich tinh va
qua mét vong cho thué phim diu tién, Warner Bros 43 sdn
sang ban cac bang video ctia hai by phim nay ra thi truong &ai
ching. Mic gid ndo ¢iin phai 6 cho cde bing video nay? Hay
hinh dung 1a hang 1am phim nay d3 lam mét cudc ¢iéu tra trén
400 khach mua bing video thudng xuyén va két qua thu duge
cho thay ¢6 bén phén doan thi trudng bing nhau nhu sau:

100 ngudi sdn sing tra 20 USD cho phim Ké dao tiu
nhung khéng hé quan tim dén Giai phong Willy.
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100 ngudi cd sy lia chon nguge hin lai; Ho sin sang tra
20 USD cho bing video Gidi phdng Willy va khong hé mudn
mua Ké dao tiu.

100 ngudi ndi ring ho sin sang tra 20 USD cho méi
béng video d8i vdi ca hai b phim.

Cudi cung, c6 100 ngudi ndi ring he thich ci hai phim
nhung khéng nhiét tinh lim; ho c¢6 thé tra dau d6 wr 15 USD
dén 20 USD cho méi phim, 13y trung binh {a 17,5 USD.

Chi phi cho mét don vi san phim cia Warner Bros 1a 5
USD, chia déu cho cdc khaun san xuét (vo bang, 16i va bao bi),
quang cao v vin chuyén,

Dua trén tit ca cac théng tin thu duge, Warner Bros da
quyét dinh dua ra mirc gid ban 1é 14 19,95 USD cho méi bing
video v mire gi4d ban budn 10,95 USD cho cée cita hiang ban
bing. Tai mite gi4 19,95 USD, Warner Bros s& ban duge téng
cQng 400 bing video, 200 bing cho mbi phim néi trén. P& dén
duge voi nhém phin dogn khach hang thit tit va ban thém 200
bang nita, Warner Bros sé phai ha gid xudng 17,5 USD. Liéu ¢b
dang d¢ lam diéu nay khéng? Chi phi cta viéc giam gia sé 1a
2,5 USD - chinh xic hon 14 2,45 USD trén 400 bing duge ban
ra ndi trén, tire 13 1.000 USD. Lgi nhuén thém sé chi 1a 700
USD: béng ty sudt lgi nhuan trén mdi don vi hang hoa (17,5
g4 ban - g chi phi cho ctra hang phin phdi - 5 chi phi san xuat)
= 3,5 USD nhén v6i 200 bang duge ban thém. Do viy, Warner
Bros chon ban v&i mife gia 19,95 USD cho ca hai phim va diéu
nay cé nghia la nhom thr tur khéng mua duge mét bing nio
cua hai phim nay.
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D6 sé 1a mit t6n that - ddi voi ca nhitng ngudi khong
mua duge va Warner Bros. Tuy nhién, ¢6 mét cach d€ van ban
duge cho nhém thit tu ma khong 1dm mat 1gi nhuén.

Diéu ma hang phim da lam 1a néi két hai tr6 choi vGi
mt quy tic vé gid: Mua mét bang Ké dao tdu va sé nhén
duge mét phidu giam gia 5 USD cho phim Gidi phong Willy.
Hodc ngugc lai: mua mdt bing Giai phéng Willy va nhan
phiéu giam gia 5 USD cho Ké dao tdu. Thyc t€, giao dich nay
$€ 1a nhu sau: mua ca hai bang va s& nhin duge giam gia 5
USD trén tong gia phai tra.

Viéc giam gid nay khdéng hé lam anh hudng gi dén
nhém khach hang thi nhit va th{ hai. Ho vin mua mdét
trong hai phim v(i gid 19,95 USD nhung khéng mua phim
thit hai. Nhém khach hang thit ba ¢é6 duge co hdi giam gia:
Hg¢ mua ca hai phim va tiét kiém duge 5 USD. B&i v&i nhom
thir ba thi du khdng c6 gidm gia ho cfing van mua ca hai phim
nén gidr day hg da duge lgi 5 USD, hay téng cfng 500 USD &n
vao chi phi ciia hing phim. Lgi ich cia hang phim la la ho da
161 kéo thém duge phan doan thj trudng thd tir mua theo kidu
ca gbl. Vi gia ban 1é 35 USD, hang phim nhin duge 17 USD
sau khi trir di hoa héng cho eia hang 13 18 USD cho mét cidp
phim. Chi phi cda hang phim d6i v&i 2 bang video 13 10 USD,
do viy ty sufit Igi nhudn ¢ day la 7 USD. V&i 100 lan ban,
ting lgi nhuin sé€ 1a 700 USD, K&t hgp lai thi diy Id mot
quyét dinh dang dan: Ho lgi thém 700 USD trong khi chi phi
bo thém chila 500 USD.
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Néu nhur hiang phim giam gia déu mai bing 2,5 USD, ho
sé thiét hon. Nhuimg néu giam 5 USD cho 2 bing thi ho lai
dugce lgi. Diéu nay nghe ¢6 vé nhu mdt trd do thudt. Lai giai
thich ¢ day 14 khi hang phim chiét khiu cho mjt goi hang chit
khong phai cho titng hang hoa riéng 1é thi ho sé khuyén khich
dugc thém ciing mét lugng nhu ¢du trong khi chi giam gia cho
mot s it ngudi hon. Loi ich trong viée giam gid 14 nhu nhau
rhung chi phi gi¢ chi con mjt nira.

Trong vi du nay, ¢a hai phim trong géi hang déu do mot
hang phim s& hitu. Quy tac dinh gia nhir vAy van s& ¢6 cling
hiéu qua néu nhu d6 13 hai phim do hai hing khac nhau sé
hitu. B&i vi téng lgi nhuin két hgp cta ca hai phim s& cao hon
nén s& luén c6 mot cach d€ phén b chi phi cia viée giam gia
sao cho ca hai hing phim d8u c¢6 1gi hon truée.

Nguyén tic nay 1a mét nguyén téc rat chung. Khong can
phai c6 bat ky mdi lién hé nao giita hai san phim hay hai céng
ty ban ching. Sau diy 1a mét s6 vi du vé cac cich giam gia
xuyéen cong ty ma ching téi duge biét:

Mua san phiam Rubbermaid Servin'Saver vi duge giam
20 cent khi mua dua chudt ngim hiéu Vlasie.

Mg tai khoan vgi Fleet Bank va duge giam 100 USD khi
mua vé mdy bay cua hing Delta,

Mua hang tai Stop&Shop va ban sé tiét kiém duge tir 50-
100 USD khi mua vé may bay clia NorthWest.
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Mua hang tai Stop&Shop va ban sé tiét kiém duge tir 50-
100 USD khi mua vé may bay ciia NorthWest.

Hay ding ky ndi mang véi SNET Cellular va sé duge
hudng dich vy chi dudng mién phi.

Mua may tinh xach tay AST Bravo va sé nhan duge mot
chuyén trugt tuyét tai Vail.

Hay tham gia Cau lac by Ngoc luc bao ciia Hji cho thué xe
hoi qudc gia va duge giam gia 75 USD cho thé Diners Club Card.

Chiét khau ca gbi dugc ap dung rong rai nhiéu hon ban
tuéng. Hay nhit hai san phdm bat ky va ban déu c¢6 co hdi
ki€m tién bang cach cho khach hang mot kha niing lya chon @&
mua ca hai hang héa d6 véi giad dugce chiét khau. Chiét khau ca
g6i thyc sy 1a mgt tro do thuat. M3c du né khong hiém thay,
nhung cling khéng that phé bién. Do vy chién luge nay vin
con m@t tiém ning 16n chua duge dung téi.

 Giatri chiétkhdu

Téng doanh s6 ma khong phai tr b6 nhuéu |0’I
nhuan béng céch chéo bén chiét khéu ca gél

Chi ¢6 hai diéu can luu y. Chiét khau ca gbi sé it higu qua
nhat néu nhu nhitng ngudi thich loai hang héa thit nhit ciing
chinh 13 nhitng ngudi c¢6 nhiéu kha ning thich hang héa thir
hai. Hay thay Chién tranh giira cdc vi sao (Star Wars) va P&
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ché& phan céng {The Empire Strikes Back) vio ¢hd ciia Ké dao
tdu va Giai phéng Willy. Trong trudng hgp nay, hiu hét mei
ngudi s& hodc mua ca hai phim, hofic khéng mua phim no ca.
Khi d6 chiét khiu ca gbi ciing gidng nhw giam gia ki€u thong
thudng va khong cé tic ddng gi dic biét.

Piém tht hai ¢an luu tAm & day 1A viéc ban lai. Néu cd
thj truémg mua ban céc phi€u giam gis xudt hién thi ngudi ban
s& mét khd nang dinh gia gbi hang. Thye t&, mdi hang hoa s&
lai phai dinh gi4 riéng 1é lai m§t [in nita. N&u gia trj ctia phi€u
giam gia 12 nho thi thj trudng ban lai it c6 kha ning duge md
ra, nhung néu s§ tién chiét khiu trén phiéu la 16n thi day c6
thé tré thanh méi lo ngai thye sy, C6 mot s8 cach thie khén
ngoan d€ tranh dugc vin d8 niy. Cac vé dé€ xem dé bdng cla
cac d6i trudng dai hoc thudng dwge ban giam gid. Tuy nhién,
mét s8 trudng chi cho ban ¢6 m§t co hi cho ca mua bong,
thay vi nhiéu co hdi. Néu ban bén chiée vé d6 cho mét trén
d3u cy thé nao d6, ban sé khéng con co hdi dé€ ding lai nd
trong sudt thdi gian con Iyl cia mia béng.

4. Mdi lién h¢ thong qua Chién thuat

Hai tro choi sé duge lién két véi nhan mébi khi ai 46 ¢6
cam nhdn 1a ching ¢6 1ién két. Hai trd choi tré thinh mét tro
choi 16n hon khi cé ai dé tin ring diu s& xay ra trong trd choi
thit nhit s& phy thude vio diéu xay ra trong tro chaoi thit hai.
Bing viéc tao ra holic xo4 bo nhimg cAm nhén nhu vy vé mdi
lién hé, chién thujt s& lam thay d6i ranh giéi cua cude chai.
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duge thigt ké ra nham thuyét phyc nhitng ngudi khic lam mét
diéu gi d6 - hodc khong lam mot diéu gi 46 - dya trén cach ban
ndéi 1a ban sé phan {ng lai nhu thé ndo. Ho lam mét diéu gi d6
trong mdt trd chai bai vi cdi ma ho cho réng ban s€ lam & mét
chd khéc. Bat ra mot tién 1€ 14 mét chién thudt khac duge thist
ké& d€ ndi két cic tro choi. Ban hanh dfng trong mét tro choi
ngay hém nay d€ thuyét phyc mgi ngudi vé cai ma ban sé lam
lan sau trong mét tro choi tuong ty.

Ban c¢6 thé thiét 1dp mét méi lién hé don phuong. Tat ca
thirban c¢in 1am 14 thuyét phye ngudi choi khéc ring ban nhan
thdy hai cudec choi c6 méi lién hé va cach ma ban dinh 461 xir
vGi ho cing ¢6 méi lién hé. D€ d6i phé vdi nhing hé qua,
nhitng ngudi choi khac sé phai xem xét nhiing cuge choi theo
c¢ich nhu ching ¢6 méi lién hé.

Tao ra lién hé 13 mét ¥ tudng tueng ty: Mot ngudi cd dua
vao mét van dé, va ngudi khac phan d6i. Nguyén tic lién hé
théng thudng hay gip céng khai trong cac cufc dam phéan
thuong mai. Cac vin @€ nao cé thé thio ludn cing nhau? Nhip
khiu gao va thit bd, quy ch€ t6i hué qude, quyén con ngudi,
tr¢ gitip quén sy, bao vé tde quyén, quyén danh ca? Cac lién hé
¢ thé chiit ché hay long léo: mét sy de doa hay hita hen dint
khoat sé hanh d6ng mot cach chic chin, hay mét sy 4n dy mo
hé qua mét chinh sach chung.

M4t bd phin quan trong clia méi lién hé la tinh dy
phong: Ngudi choi khac phai hiéu ring cii ma ban sé lam
trong mét cude choi phy thude vao cdi xay ra trong cude choi
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khéc. Hay ho tin rang ban tin 14 ho tin nhu vay. V&i cude choi
nhu vy tit ca déu 14 cam nhin.

Biat dong vé phat lai qua cap

Trong chuong Chién thudt, ching ta d3 [an dau xem xét
nhitmg cudc dam phan gilta nhitng cong ty truyén hinh va cong
ty cdp vé quyén phét lai qua cap. Phén 1&n cic cong ty truyén
hinh, djc biét 1a CBS d3 phai chiu thua thiét. ¢ day, ching ta
sé xem xét cuge choi & mién Nam Texas, noi ma mei chuyén
dién ra c6 chiéu huéng hot khac.

Khong giding vdi cac ¢dng ty truyén hinh & nhitng noi
khéc, cac tram phit ciia Corpus Christi khéng cho phép ngudi
ta n6i xau vé minh. Ho da di tién phong trong viéc djnh huéng
cac ¥ kién cua xi hgi. Mike McKinnon, chil s& hitu va 14 ngudi
sang lap KIII, chi nhanh dia phugng cia ABC & Corpus
Christi, da sit dung tram ctia minh &€ phat di 1&i thach thiac
sau: "Néu cac cOng ty cap giam 60 cent gia ¢ s& cho mbi thué
bao, ching t4i sé cho phép ho duge sir dung tit ci cae chuong
trinh cua chiing t6i ma khéng phai tra tién. Nghia 13 hoan toan
mién phi.” TCI, cong ty difu hanh cap dia phuong, dang tinh
gid 10,23 USD cho mét thué bao mét thing - 60 cent mét
kénh. Ho tit nhién khéng muén phai tra bat eft xu nio cho dai
truyén hinh. Néu KIII khéng dinh nhén tién thi TCI ciing
khéng nhin duge gi ca.

Cé nhitu chuyén duge lam it nhigu khac di & Texas. &
phan 16n trén dat nude, cic tram phat truyén hinh duge mua
di ban lai thudng xuyén, nhing ca ba chi nhanh mang lugi &
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Corpus Christi déu 1a s& hitu cta nhitng ngudi sang 14p ngay
tr ban dau. Chi nhanh KZTV cua CBS do Vann Kenedy, nim
nay 88 tudi, dugc thanh 14p vio ndm 1956. Chi nhanh KRIS
cia NBC duge T. Frank Smith, Jr., thanh 1§p cling trong
nam d6. Ba nha chi s& hitu - McKinnon, Kenedy va Smith -
da cling di trén m{t con dudmg tir nhimg nam d6. TCI 6 thé
da cf ging chia ré ho va chinh phuc timg ngudi, nhung ba
nha s& hitu di tin tudng nhau d€ duy tri hoat djng cta
minh. Ho hiéu rit ré rang néu mét trong ba ngudi lam dn
vOi TCI thi hai ngudi con lai c6 thé dé dang bi khuit phuc
ma khong duge hudng mdt xu ndo. Néu ca ba dimg ngoai,
TCI cudi cung sé phai tra tién cho cac chuong trinh cua ho.

Khi thdi han dam phan qua di ma khéng dat dugc
thoa thuin nao, ca ba cbng ty truyén hinh van ding bén
ngodi mang ludi cap. Ngudi xem rit bye minh vi cdng ty cap
da khong thé chuyén tai cic chuong trinh cia ba mang
truyén hinh kia. TCI ¢8 ging lam yén long khan gid bing
viée dua ra 40.000 bd chuyén mach A/B cho phép khach
hang cta minh chuyén d6i giita cap va song vo tuyén. Nhung
gial phap bing bo nay 14 khong thyc té.

Khach hang cia TCI da khdng hai 1ong va TCI khong
phai 1a ngudi choi duy nhat trong thanh phd. Omnivision,
nha quan 1y “cip khong diy” trong khu vyre, 43 chdp nhén
tra cho ca ba chi nhanh néi trén dé€ phét lai cic chuong trinh
cia ho. Céae dai phat khéng hgp tae véi TCL, nhung ho vin
hgp tdc vdi Omnivision, Két qua 13 cdc khach hang bat dau



Ph i
am '\'{I'__ T T T e L LT LT __4_'5_4

chay sang Omnivision - v&i hon 2.000 thué bao chi trong
hai tuan & dau tién.

TCI quyét dinh choi manh. Ho d4 tim thay co héi &
Beaumont, Texas, gan Corpus Christi, noi McKinnon, chu
nhén ctia KIII dang & mdt vi tri nhay cam hon. O Beaumont,
McKinnon s& hGu chi nhanh dia phirong ctia ABC c6 tén 14
KBMT. Hai chi nhanh truyén hinh khic & Beaumont d3 cho
phép cong ty cap phat lai cae chuang trinh mién phi va bai
vi McKinnon khéng thé€ cho phép minh dimg ngoai truyén
hinh cap mét minh, 6ng ta cling da phai chéio mdi TCI phat
lai tin hidu ctia minh & Beaumont mién phi. Ong ta d3 rit
ngac nhién khi bi TCI tir chéi.

TCI 43 lién hé cufe choi ¢ Corpus Christi v&i cude
choi & Beaumont: néu McKinnon mudn KBMT tham gia vao
mang cap truyén hinh & Beaumont thi KIII clia 6ng ta &
Corpus Christi ciing phai chdm dat viée dimg bén ngoai.
Nhu McKinnon giai thich: "Ching t6i di sin sang dong ¥
cho ho & Beaumont, nhumg Thompson, Pho Chu tich cao ¢ip
cua TCl, néi trong budi hop béao rang ho gitt KBMT lam con
tin che Corpus Christi." Ngudi phat ngén cua TCI x4c nhin
rang day thye t& 1a ké hoach cta hg: "Néu McKinnon mudén
duge phat Iai chuong trinh clia minh qua e¢dp & Beaumont,
dng ta seé phai chdp nhin ca & nhimg noi khie nita."

Kenedy va Smith, dong d¢i cua McKinnon & Corpus
Christi, hiéu duge sach luge TCI va nhin thy ring van dé cla
McKinno ¢iing chinh 13 van dé ctia ho. Vy viée etia McKinnon
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o Corpus Christi ddng cham dén quyén lgi cua chinh hg. Néu
TCI dat duge sy dong thudn cua 6ng ta ¢ Corpus Christi, khi
8y vi th& mdc ca cta ho sé bj st kém di nghiém trong. Do vay
Kenedy vd Smith da dit vdn dé véi méi lién hé cta chinh ho.
Ho da tir chdi thao luén bt ky dé nghj nao cua TCI & Corpus
Christi cho dén khi McKinnon quay lai duge véi truyén hinh
cap & Beaurnont. Smith binh ludn: "Ho da gifr KBMT lam con
tin. Ching t6i khéng th& lam duge gi cho dén khi ho giai
phong KBMT." Chién thuit nay da cé hiéu qua: McKinnon
dugce trd lai lai véi truyén hinh cap & Beaumont, v moi lién hé
giita Beaumont va Corpus Christi bi bé gay.

Mdc du TCI da chdp nhin phai tra tién cho cic céng ty
truyén hinh & Corpus Christi, ho van lo lang vé tién 1¢ nay. TCI
khéng mudn tao ra cam nhan ring ho ciing sé sian sang ira
tién cho vige phat lai cae chuong trinh ¢ nhitng noi khac. He
khdng muén bat ki cude dam phan nao trong tuong lai duge
lién hé d&n nhing gi da xay ra & Corpus Christi.

Smith cho riang ¢ diy vin c¢d chd cho sy sang tao cta
TCI. Nhu éng ta ndi: "Tdi khéng quan tdm d&n ai s& nhan
dugc tién, nhung néu ho cé duge chuong trinh ctia t6i (KRIS)
trén cap, thi ai 46 s& phai duge tra tién cho chuyén niy." Ai d6
@ day cudi cing 1a ky tie x4 & Corpus Christi cua trudng Dai
hoc Téng hgp A&M @ Texas, noi TCI di tai trg mot khoan tién
khéng dugce tiét 1§ thdng qua hoc béng. Déi lai, ba cong ty
truyén hinh da cing cho phép TCI phat lai cac chuong trinh
cua minh, Vigc tra tién vong véo cta TCI & Corpus Christi
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duge gilt dé ¢6 thé duy tri mot cam nhin khong chic chan vé
viée ho sin sdng tra tién cho vi¢e phit la cde chuong trinh @
cic not khac.

Mat s6 cude choi ¢6 méi lién hé duong nhién vai nhau
nhumng tot nhit d6i vai ban 1 khi¢n ching khéng c6 lién hé gi
ca. Trudng hgp sau day sé cho thdy ring déi khi tot hon hét 1a
khong nén md rong pham vi cude chol.

Pirng nhac dén né

Melanie, Giam doc ditu hanh cua mdt cong ty dét may
16n da rat ngac nhién va vui ming khi mgt trong cac khach
hang 1én cua ba ta goi dién va dé nghi duge ting don dit hang
cho nam d6. Nguge vé thang 1 nim d6, Melanie da ki hop
ddng ca nam vé cung cip cho khach hang niy theo mgt mire
gia c& dinh. D€ d6i lai viéc duge huong mire gia khong doi do,
khach hing da @6ng ¥ chi mua hang cta Melanie.

Tin vui 13 viée kinh doanb cua khach hang dang tién
trién rat 15t va ho di nhin thiy trude 13 ho ¢in nhidu hing
hon cho dén cudi ndm. Tin khéng vui Ia khach hang mudn
duge giam gia 10% cho 16 hang thém do. Melanie hgn sé goi
dién lai cho ho.

Giam dde tai chinh cia ba Melanie da cue Iye phan doi
viée giam gid. Khach hang da dong ¥ véi gia do va bay gio lai
¢f gang tim cach thuong lugng. Giam gid khong chi la hanh
dong vt tién di ngdy hém nay ma nd con tao ra mot tién ¢
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xAu. Khach hiang ¢é thé ¢é ¥ nghi rang cic hop dbéng trong
tuong lai luén ¢o6 thé dim phan lai. Thiim chi t§ hon, gid duge
giam [an nay ¢6 thé€ sé trg thanh mdce gid 1dm cdn ¢ cho cac
Tan dam phin hgp d6ng vé sau.

Thay vi chi viit tién di, Giam doc tai chinh dé nghi lién
hé vige giam gid vdi viéc gia han hgp dong. Khach hang ¢6 thé
néi vii Melanie viée giam gia sé gitp ho tidu thu hang tét hon
va chéong dén théi han dé ky hgp déng méi hon, nhung tai sao
lai d& moi thir chi phu thude vao khich quan? Gidm ddc tai
chinh dé xuit v8i Melanie mét thoa thuin béi thudng: Khach
hiang sé nhiin duge giam gia, d6i lai, ho sé phai déng ¥ gia han
hgp dong hién tai thém mdt ndm nira.

Melanie nhin nhan d& xuat nay nhu mot chién thudt rit
nguy hiém. By gid mdéi 1a thang 7 va hgp déng hién tal van
con hidn hre ndm thidng nita. Trong nhimg digu kién binh
thudng, ba sé con chua sén sing thao luin vé hgp déng nim
sau cho dén thang 11. D& nghi mdt danh d6i ¢6 thé sé md ra
vin dé nay ngay ngdy hém nay va diy 1a diéu ma ba khong
mudn phailam nhit,

Melanie biét ring théng 11 1& théi diém thich hgp dé
dam phéan hgp dong méi. Vao thoi digém kha mudn do, khach
hang s& phai chju mét ap lye vi hg cam thay kho tim duge
ngudi cung cap thay thé€ ¢6 thé giao hang ngay cho ho vao
thang 1. Tuy nhién, néu Melanie bat dau viéc dam phan hgp
dong cho nim sau ngay tir bay gio, khach hang s& cé nhiéu
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thang d& danh gia cin nhic viée thay th&. Pay 1a nguyén nhan
vi sao ba ta nghi ring t8t nhat 1a chi thao luan vé viée giam gia
bay gid va gilr cho vi¢c dam phéan hgp ddng ndm sau cang xa
cang tot.

Melanie con e6 mot Iy do khéde d€ duy tri hai cude chai
dée 1ap. Trong khi chura biét viée dua hgp déng nam sau ra
ban ngay bay git ¢4 phai 1a khdn ngoan hay khéng thi bi ¢on
lo lang rang khach hang c6 thé cam thdy khéng vui vé sy lién
hé kigu nhu vay. .

Giam d8c tai chinh chdp nhin lip luin ctia Melanie,
nhung cho ring viée nhugng bd vai khich hang e6 thé bign ho
thanh nhing chi méo dé biao. Nhung Melanie xem xét vin dé
theo m@t cach khac: Ba sé khéng phan d&i néu khach hang
nghl ba nhu mét ngudi dé bj qua mit. Khi thang 11 dén, khach
hang s& cam thdy tu tin hon binh thudng trudce viée ddm phan
hgp dong hang ndm, va nhu vy sé it phong bi hon.

Melanie goi lai cho khach hang va nhan manh ring hop
dong hign tai doi hoi hg phai mua todn bd san phim cua cong
ty theo gi ¢ dinh da dugc thoa thuin. Ba néi ring ba vui
mimg vi deanh nghiép cia ho dang tién trién t6t va thye long
mudn gitp d& ho. Nhung he thye sy ¢in giam gia bao nhiéu?
Khach hang tra 161 1a 7%, va thuong vy duge giao két.

Khi hgp déng cii hét han, nhitng cudc ddm phan hgp
d6ng mai vao cudi ndim da dién ra ciing thing va kéo dai cho
dén thang 12. Cuéi cing, khach hing de doa s& bé Melanie
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néu ba khong dong ¥ voi cdc didu kién cua ho. Melanie nhic
nhd khach hang ring ho ¢b thé sé phai xem x¢ét xem bang
cach nao ho cd duge nguén hang cung cap vao thang 1 nim
sau. Khach hang nhén ra ring vao thdi di€ém qua mudn dé
ho thure sy khong 6 sy lua chon nao khac ngoidi Melanie.
Cudi cing, Melanie da k¥ duge véi khach hang mdt hgp
déng méi nhiéu nim theo cic didu kién ma ca hai bén cing
cé thé chip nhéan duge. Gia cd s¢ duge duy tri phu mie gia
ndm trudc, va s lugng ting lén so v4i nam trude 1a phin
thudng cho viéc giam gia.

Bai tap tinh hudng cudi ciing trong cudn sach sé dira
chung ta t&i két thic mét chu ky hoan chinh. Ching ta da bat
dau tim hiéu PART vdi ciu chuyén cua Holland Sweetener
tham gia vao thi trudng aspartame ctia My sau khi ban quyén
cua NutraSweet hét han. Ching ta d3 thdy Holland da giup
Coke va Pepsi tiét kiém duge ea triam triéu d6 la ma khong thu
duge gi cho chinh ban thin minh. Dé 14 k&t thac cua cude
choi. & diy, ching ta sé xem lai diém bat dau cta cude choi
khi né duge choi & chau Aw.

Sy cam d6 ngot ngao

Ban quyén ctia NutraSweet & chau Au hét han vio nim
1987, nim ndm trude khi nd hét han ¢ M¥. Mac du thi trudng
aspartame & chiu Au 13 nho v khéng théat gia tri, song cude
choi & chau Au 14 tin hidu quan trong cho nhitng gi s& dién ra
trong tuong lai & M§.
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Holland Sweetener tham nhéap thi trudng chiu Au véi
mdét nha mdy edng suit nho (chi 500 tin/ndm). Day 14 mdt bd
phin trong chién luge Judo cua Holland. NutraSweet, ngudgi
choi da ¢b vi tri dugfe xac 1ap vitng chic & chiu Au, dang chiém
hitu thi trudng. Giam gia dé tiéu diét nhitng d6i thu mai c6 thé
s¢ phuong hai dén NutraSweet nhiéu hon rat nhiéu 1a nhugng
lai moét s8 thi phan. VA, chi sau mét khoang théi gian ngén khi
Holland thdm nhép thi trudng, NutraSweet 43 cit gidm gia
mét cach manh mé, khai hoa cho mét cude chién vé gia. Cho
téi dau ndm 1990, gid aspartame & chiu Au da giam tir 70
USD xudng cen 22 dén 30 USD/pound, va Holland da phai
chiu thiét hai,

Pau 14 mye dich md NutraSweet huéng dén? Trén
phuong dién gid tri danh nghia, vige cit gidm gia khdng mang
lai m{t ¥ nghia kinh t& nao. Viéc cit gidm gia manh mé d3 lam
Nutra thiét t6i 80% l¢i nhuin rdng. Tét hon 14 nén séng va dé
cho ké khac cing s8ng bang cach nhugng lai mt s4 thi phin.

Nhung néu chi xem xét & thj trudng chau Au thi s& 14
thién cén. NutraSweet dd nhin xa hon cho dén khi thj truong
My duge mo ra. 500 tidn cua Holland chi ¢6 thé dap img duge
5% thi phin & d6. D6 tuy nhién chuta phai l1a van dé. M4 van dé
14 ¢ chd néu Holland ki€m duge tién, ho hién nhién sé bj 161
cudn vao vige ma rong thi truong. NutraSweet da hy vong sé
ngit duge "béng hoa tulip” ngay khi méi né mdi nhii 1én.

Bing viéc gay chién & chau Au, NutraSweet di khong
cho Holland c¢6 diéu kién gidm chi phi va bép chét né bing lgi
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5% thj phan & d6. D6 tuy nhién chua phai la van dé. Ma van de
14 & chd néu Holland kidm dugce tién, ho hién nhién sé bj 161
cudn vio viéc md rong thi trudng. NutraSweet dé hy vong sé
ngit dugre "bong hoa tulip” ngay khi méi né méi nha lén.

Bing viée gy chién & chiu Au, NutraSweet da khéng
cho Holland ¢6 digu kién giam chi phi va bép chét nd bang l¢i
nhuin. Tham chi quan trong hon, phan (g quyét ligt coa
NutraSweet da tao ra mdt tién 16, Chién thuit cta ho dugc
thigt k& dé tao ra nhén thite rang phan ing chong d6i nhu viy
s& duge ap dung cho tit ca nhiing ngudi khiac mudn tham
nhip vao thj trudng. Cudc chién gid ca & chiu Au duge sit
dyng nhit mét sy canh bao cho bét cirai ¢d ¥ djnh tham nhép
thi trudng My sau nim 1992. Khong cdén nghi ngd gi nita,
NutraSweet da hy vong ring Holland s& 14 mgt trong s5 nhitng
ngudi nhan duge théng diép do.

Théng diép da duge gid di, nhumg né can phai duge
nhin nhu th& nio? C6 thé NutraSweet don gian chi lam trd hira
phinh. Viéc ho da gay ra cufc chién vé gia & chiu Au khong cb
nghia 12 ho chic chén s& 1am diéu d6 ¢ M¥. Ly do céin ban deé
NutraSweet dau tranh & chiu Au chi 13 4€ ngin can sy thim
nhip cia d6i tha vao thi truéng My. Nhung néu viée ngdn can
bi that bai va mét ai d6 vin tham nhap dugc vao thi trudng
My thi Iy do dé& phat dong cudc chign gia ca Tan thi hai s&
khéng con ding vimg. Téi thoi di€ém 46, NutraSweet ciing sé
khéng con thi truérng ndo khéc nita d€ bao v§.
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bit minh vao vi tri cha NutraSweet, Holland ¢6 thé phét
hi¢n ra ring NutraSweet ¢ qua it ddng co dé phat déng cude
chién vé gia & thj trudng M¥. Thyc t&, ho sé bj mét rit nhigu,
Thi truéng My, 16n gip ca chyc Tin thj truyng chau Au, duge
xem la qua sinh 141 d& ¢6 the hy sinh cho cuge chién vé gii ca.

Cir theo logic nay, Holland d4 c6 thé an toin bo qua cudc
chién gi4 ca & chiu Au, m& réng céng suit va tham nhap thj
truéng My. Nhung néu di ti€p theo logic nay thém mot budce
nita thi cdu hoi dit ra sé 13 tai sao khi &y NutraSweet di phai
1am phién ha cho minh bing cich giy chién ¢ chiu Au? Rit ¢6
thé NutraSweet da khdng thit binh tinh vi d3 khong tinh toan
hét tat ci. Ciing c6 thé ho vin s& khai dong cude chién gid ca &
My bing moi cach. Hojc ¢6 18 NutraSweet d3 thyc sy binh
tinh va cé tinh toan nhung nghi ring he cé thé thuyét phyc
Holland tin 1a khong phai nhur vy,

Lira phinh hay khéng thi chién thuit cia NutraSweet
cling d4 c6 tic dung. Cude chién gia ca & chiu Au & 1Am cho
Holland khé khin hon trong viée didu chinh mé& réng cbng
sudt. Ho da mat tién & chiu Au va gi¥ day cac trién vong & thi
trudng My tré nén it x4n lan hon hic ban dau ho nghi. Két qua
la Holland da phai tri hoin cAc k& hoach mé rong ciia minh va
cho dé&n khi thj triring My bat dau m& cira cho canh tranh vio
cudi nidm 1992, Holland chi c6 sy hién dién réit han ché & thj
trudng nay. Sy that 1a Coke va Pepsi di c6 kha niing sit dung
sir hién dién mic du chi 14 han ch& 46 clia Holland d€ dam
phan mife gia thip hon tir NutraSweet, nhung mie giad mai
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Nha may nhd cua Holland d3 khdéng c6 duge hi¢u qua
nhu chién luge Judo. Nguge lai, khéi diu rdt nho, Holland d3
thu hiat NutraSweet vao cude chién gia ca & chau Au. Co thé
cuge chién chi 14 don phinh, nhurng ngay ca khi chi c6 mét kha
ning rat nho 1a don phinh dé ¢6 tac dung thi cang da du cho
NutraSweet. Chi phi cua NutraSweet tir cude chién gia ca ¢ thi
trudong chau Au la khong dang ké so v&i kha ning ngin can,
hodc tham chi chi c¢an tri hofin viéc canh tranh & thi trudng
My, NutraSweet ¢d ddng co rat manh trong viéc tao ra mot s6
lo ngai hay su khéng chic chén, vai mong mudn ngin can viée
Holland mé réng hoat ddng kinh doanh.

Khi ban bat dau thAm nhap thj trudmg chi véi mét cong
suit nho, ban c6 thé gip rui ro 1a ngudi di trude sé ¢d ging
danh bat ban ra khéi cude choi. Thay vi vay, hiy xem xét cai
duge goi 1a "chién luge Sumo" sau diy. Néu ban dit muyc tiéu
16n, hiy bét dau thit lon. Hay xiy dyng mét nha may i1&n ngay
tir ddu. Bing cich nay doi tha di trieée sé khéng tinh dén viée
phan g lai mét cach quyét 1iét d€ can ngin ban trong viée
md rong sau do.

5. Cufe choi 16n hon

Bai hoc quan trong nhit trong chuong niy 13 mdi cude
choi déu ¢6 chd trong mét boi canh rgng 16n hon. Do 1 didu
cho phép céc gidi han cia cude choi co6 thé md rjng hay don
gian ka dich chuyén. Ngay ca khi ngudi choi cé vé nhu thu hep
pham vi cudc choi thi 6 cling 13 vi quyén lyc cua ngudi choi
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trong mét cude choi 16n hun cho phép he ap dung tha doan
d6. Ban ¢6 thé nghi ring ban biét minh dang tham gia cube
chai nao, nhung cude choi @6 lic nao ciling chi 1a mét phin
cua mét cude choi khac I6n hon. Day 1a mét thong diép tot 48
két thic chuwrong nay.

O’ dau A6 1udn ludn ¢6 mot cude choi [ém hon.



CHUONG IX
SAN SANG THAY DOI

Biy gi¢r ban da co tdt ca cac cdng cy ¢idn thiét d€ ap dung
1y thuyét tré choi vao kinh doanh. Nhung, nhu ban da nhéan
thay, day méi chi 13 sy khai dau. Tiép sau d6 s€ la gi?

Ly thuyét trd choi chi 1a mét cong cu dé€ két hgp vao
trong cAch suy nghi ctia ban. Plato dé timg noi ring cugc séng
khong ¢6 thir thach thi khdng dang gei la cude song. Trong
kinh doanh, ban ¢é the néi cudc chai khéng c¢b thir thach thi
khong dang dé chai.

Mot khi ban bat dau xem xét diéu ban dang lam trén
quan diém cua 1y thuyét trd choi, ban sé khong con cho ring
mét s& dic tinh trong hoat dong kinh doanh cua ban la diéu
hién nhién. Ban s& nhan thay rang ban khéng c¢an phai chip
nhin cude choi ma ban dang tham gia trong do. Sy nhan biét
niy ban thin n6 da mang tinh giai phong. N6 cho phép ban
nhin xuyén qua bén ngoai cde gigi han vé tinh trang hién tal
cita ban, cho phép ban kiém tim nhitng phan thuong lon hon
¢6 thé 6 duge tir viée 1am thay déi tro chai cia minh.
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Ban c6 thé tim ra ngay lap tiie mdt s0 cach dé thay dai
cugc choi suo cho ¢é 197 hon. Néu ban 1am duge dicu nay, ban
s¢ thay cac no lyc cua ban trong dp dung 1y thuyét trd choi vao
thyre tién duge dén b ximg dang. Nhung ban vin chua lam
duge digu do.

Thay d61 cudc chai khéng phai 14 cdi ma ban mudn lam
mot [in réi quén ngay nd di. Tt nhat ban nén xem xét nd nhir
mot qua trinh dang tiép dién. Bit k&€ 1a ban da nam lay cic co
héi hign tai mét cich thanh céng nhu thé nao, cae co hdi mai
van s¢ con luén xudt hién va sé khién ban cin thay d6i cude
chai mgt Jan nita d€ gianh duge nhimg lgi ich t6t nhat ti
chang. Bat ké vi tri hién tai cua ban an toan dén mic nao, cac
thir thach sé luén xudt hién va s€ cé thé duge giai quyét on
thoa nhit bing viée lai thay d6i cuge choi [n nita,

Sau cung, nhitmg ngudi choi khice cling sé ¢d gang thay
d6i cude choi. DI khi syt thay d6i cia ho mang lai l¢i ich cho
ban, nhung ciing ¢ d6i khi khing, Ban c6 thé phai phan fmg
1ai v&i nhimg thay d6i nay bing cach lai thay déi cude chai
thém mét [4n nita. O ddy khong bao gi¢r ¢6 diém két thiic cia
tro choi Jam thay déi cude choi.

Danh muc doi chi¢u cho thay di cude choi

D€ gitp ban thay d6i cude choi hidu qua hon, chiing
toi da 1dp ra mét danh muyc cac ciu hoi theo dang "ty chin
doan". Nhitng ciu hoi nay, dugce sip xép theo mé hinh
PARTS, tom luge lal phin 16n cde tu liéu ban di dge qua
trong cudn sach nay,
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Cau hoi vé Ngudi choi (P):

Ban da vé€ Mang gia tri cho t6 chitc cia ban, trong d6 c6
ging 1i¢t ké ra nhimg ngudi choi cang day da cang t8t hay chura?

biu 14 cide co h$i cho hgp tac va canh tranh trong quan
hé cia ban v&i khich hang, d6i thu canh tranh va ngudi bo trg
cua minh?

Ban ¢6 mudn thay d6i nhom ngudi choi? bic biét,
nhifng ngudi mdi nao ban mudn dua thém vao cude chai?

Al sé 1a ngudi duge huong lgi néu ban tham gia cude
choi? Ai 14 ngudi sé chju thua thiét?

Cau hoéi vé Gi4 trj gia ting (A):

Gia trj gia ting chia ban 1 nhu thé nao?

Lam thé nao ban c6 thé ting gii trj gia ting cla minh?
bic biét, liéu ban c6 thé tao ra nhitmg khach hang va nha cung
cdp trung thanh hay khéng?

Gia trj gia ting cia nhitng ngudi choi khic trong cude
choi Ia nhu thé nao? Ban ¢é dinh han ché gia trj gia ting cua
hg hay khong?

Cau hoi vé Quy tic (R):

Nhimg quy tic ndo dang gitp ban? Nhimg quy tic ndo
dang 1am phuong hai dén ban?

Nhitng quy tic m&i nao ban mudn c6? Dic biét cic loai
hgp déng nao ban mudn giao két véi khach hang va nha cung
cdp cia minh?
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Ban ¢6 du quyén iyc € dua ra cac quy tic trén hay
khong? Con ai khac nita ¢6 kha nang lam dao ngugce cac quy
tic d6 khong?

Cac ciu héi vé Chién thuit (T):

Nhiing ngudi choi khic nhin thite nhar thé nao vé cudc
choi? Nhitng cam nhén nay tac dfng thé nio dén cude choi?

Nhimg cam nhén nio ban mudn duy tri? Nhimg cam
nhin n3o ban mudn thay dgi?

Ban mudn cudc choi 1a r6 rang hay mip md?

Cac cdu hoi vé Pham vi (S):

Pham vt hién tai cua cudc chai 14 gi? Ban ¢6 mudn thay
d6i n6 khong?

Ban ¢0 mudfn lién két cudc choi hién tai v&i cie cude
chdi khae hay khéng?

Ban c¢6 muén ph vd cac lién két gilta cudc choi hién tai
va céc cufe choi khac khong?

Ban céng dit ra nhimmg cdu hoi ndy cho ban thin minh
mét cach khong ngiu nhién, ma theo mét trinh tyr ¢é ky luit,
ban s€ cang tim thiy nhiéu co héi d€ hoan thién trd choi eha
ban. Diéu quan trong la phai suy nghi mdt cach ¢6 phuong
phap vé viéc 1am thay 461 cugce choi. Diy 12 mét thé manh 16n
cla céch ti€p can tir Iy thuyét tro choi: N6 gitip ban nhin thay
tong thé cuje choi.

Cai gi ban khéng nhin thdy, ban khéng thé thay d&i
duge. Bang viée xac dinh tit ca nhimng ngudi choi va sy phy
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thudc 1an nhau giita ho, Iy thuyét tré choi sé m& rng danh
muc ci¢ chign luge cia ban d€ thay ddi cude choi. Pong thai,
n6 giup ban danh gia timg dé xuit thay d6i mét cach tudng tin
hon va do vy dang tin edy hon. N6 khuyén khich ban thi
dimg trén quan di€m cua nhimg ngudi choi khac d& higu duge
ho s& phan g véi cac chién luge cia ban nhu thé nao. Ngoai
mét cal nhin toan dién hon, ban sé nhan duge mét danh sach
cac chién luge phong phi hon va ¢é thé dya vao d6 nhigu hon.

Mgt bite tranh rgng 16n hon nira

Bai 1y thuyét tré choi dua ra duge mét bire tranh day da
hon vé cae quan hé kinh doanh, né da tranh duge sy tép trung
tuygt doi vao canh tranh, diéu rit thuéng bj coi 1a dic trung
trong céc chién luge kinh doanh. N6 thira nhdn ring viée lam
thay d6i cuc choi khong cin sy tra gid cia ngudi khace. N
lam cho ban dé dang hon trong viéc lya chon mét chién luge
tot nhét cho minh, du 1i chién hrge clung thing hay thing -
thua. Pdc biét, 1§ thuyét trd choi dd tranh dugce 161 suy nghi
thién vé d&i dau ¢é thé khién nhitng ngudi choi bo 1& mét cie
cd hdi cing théng.

Suy nghi trén eg s& ¢ hgp tac 1an canh tranh déng thaoi
da mang lai l¢i ich cho rit nhiéu doanh nghiép. Trong mot s6
tinh hudng ma chiing ta da thao luin trong cudn sich nay, danh
bai ddi thil canh tranh 14 chién luge t6t nhit va két qua 14 thing
- thua. Nhung c¢6 nhitng tinh hutng khic trong 46 chién lugfe tot
nhit 1a c6 nhiéu ngudi thing. Thye t& cho thdy rit nhiéu ciu
chuyén vé thanh cong trong cudn sach nay 1a cua cac cdng ty da
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chng nhén yvéu t6 hgp tic 13 mét y&u té cha yéu trong thanh
cong ctia deanh nghiép khéng kém gi canh tranh. bai véi he,
tim ra chi#n hrge dling dn chi yéu la ndm trong viéc phén loai
cae thanh 6 canh tranh va hgp tac trong cac giao dich ciua ho
véi nhitng ngudi choi khac. Day chinh 1a diéu di cho phép ho
thay d6i dugce cude choi theo hudmg ¢6 igi cho minh.

Quan diém tranh hgp thita nhan rang cac quan hé kinh
doanh ¢é nhiéu hon mdt khia canh. Két qua 1& 461 khi né cbd
thé€ ¢ vé mang day nghjch ly. Nhung diy 12 mt phin trong
cai di l1am cho y tuéng vé canh tranh - hgp tac tré thanh mét v
tudng cé anh hudng rat manh. b6 14 sy lac quan nhung khéng
ngdy tho. N6 khuyén khich ban cé nhitng hinh djng mao
hiém, d6ng thdi gifip ban thoat khoéi nhitng cam biy. Né
khuyén khich ban chip nhin mdt thai d6 than thién déi vdi
nhimg ngudi choi khac, dong thdi van gilt cho ban ¢6 duge
nhimg suy nghi cting réin va logic.

Béang cach chi ra con dudng dén vdi nhitng co hi méi,
canh tranh - hgp tac khuyén khich tinh sing tao. Bang cach
nhin manh vao viéc lam thay d6i cufc choi, nd khién cac
doanh nghiép luén luén phai nhin vé phia trude. Khi doanh
nghiép tim cich lam cho chiéc banh to hon, déng théi ho ciing
lam lgi cho minh nhigu hon va cam thay hai 1ong hon véi ban
than. Bang cich thach thirc hoan canh hién tai, canh tranh -
hgp tac cho ring bit ky digu gi cling déu ¢6 thé 1am theo
nhimg cach khac va c6 thé lam duge t5t hon, Pay ciing chinh
1a nhitng thach thitc ching tdi danh cho ban, nhitng doc gia
‘cita chiing toi.
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ha kinh doanh thuing bi am anh bdi cau cham ngdn: “Thuong trudng
8 1 chién trudng”. Theo do, s ludn co ngudi thang ké bai, boi ta chi
thanh cong chua dd, phai lam sao cho ké khac that bai. Thé nhung

3 phigt ngan hang dau thé ky XX, Bernard Baruch lai khuy&n moi ngudi:
g cdn phai thdi tat ngon nén clia ngudi khdc dé minh tda séng”. Kinh
-hop tac khi can tao ra chiéc banh thi truding, nhung sé la canh tranh
ltc chia phan chiéc banh do. N6 khdng chi don thudn la chién truding,
 §: chai, khong nhat thiét thing - bai rach roi ma co khi cung
cuing thua. Van dé & chd ta phai nhan dién, phén loai ngudi chai,
Ig xii d€ co quyén lyc manh nhat trong cudc chai. Ly thuyét trd chai
)anh nhim hoa gidi nhiing diéu viia néu, 1am bién chuyén hoan
| va nght clia moi ngudi, tré thanh cong cu hiiu higu dé budc vao
‘nhép, toan cdu hoa kinh t&. Vi thé, nam 1994, ba nha tién
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i thudng Nobel Kinh t&.
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