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LOI GIOI THIEU

Bat ky doanh nghiép nao cting mong mudn 16n manh, nhung nén 1én manh
thé nao? Theo cach nao? Can c6é mdt chién lwgc phat trién ra sao? Méi day,
tai mot budi héi thdo vé Chién lvge Kinh doanh do Cau lac bé Cac thwong
hiéu dan dau Viét Nam t6 chitc, cac chién lwgce kinh doanh da dugc dit ra
va la chu dé 16i cudn sy chu y cia nhiéu doanh nhan. Th nhét, cac cong ty
c6 thé chon chién lwgc theo chiéu doc, theo dong phat trién ctia san pham,
phat trién nguon cung cap hay mé thém kénh phan phoi. Thit hai, ho c6 thé
lwa chon phat trién theo chiéu ngang, mé rong mat hang dang san xuat.
Hodc tham chi, c6 thé m@ thém nhitng nganh nghé hoan toan méi khong

lién quan nhiéu dén linh vyc kinh doanh ban dau.
Vay dau la giai phap t6i wu cho cac doanh nghiép?

Focus — The Future of Your Company Depends on It, cuon sach ctia Al Ries
ma cac ban cam trén tay va dugc dich véi tiéu dé Chuyén biét dé khac biét,

c6 thé sé la mot 101 giai dap thoa dang.

Al Ries chi ra rang phat trién va mé rong khong phai bao gid cling hiva hen
nhitng diéu t6t dep. Phat trién va m& rong cling ham chita nhiéu rui ro va
cam bay khi cac cong ty thiéu dinh hwdng tap trung, roi xa dan nganh kinh
doanh ban dau. Viéc mé rong mat hang va da dang héa san pham thuong
khién khach hang béi réi... Viéc sap nhap, mua lai cac cong ty/thwong hiéu
khién cho nhiéu thwong hiéu néi tiéng bi phan tan qua mic va mat 6n dinh.

Cac nha quan ly bi tac dong bai nhiéu kiéu chién lwgc khién cong ty mat
dinh hwéng tap trung. Muc tiéu phat trién bang bat ky gia nao khién cac

cong ty dau tw khong chon loc, phat trién cac san pham méi khong lién
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quan dén hoat dong kinh doanh chinh, khong chuan bi k¥ cho thi treong
m&i, kénh phan phoi mdi. ..

Ries cho rang 16n hon chwa chac da tét hon. Ries liét ké cac vi du trong
nhiéu nganh cong nghiép nhv McDonald's, Burger King dén Volvo va
Chrysler dé chitng t6 rang, vé lau dai, cac cong ty hoat dong theo dinh
hwéng tap trung thuwong thanh cong va dat nhiéu 1gi nhuan. Cac cong ty mat
dinh huéng tap trung cé thé tang nhanh 1gi nhuan trong ngan han khi da
dang hoa nhung vé dai han lai khéng hiéu qua.

Ries chi cho cac cong ty giai phap dé kinh doanh tap trung, c6 thé can phai
hy sinh, tit bo mot phan thi treong, mot so6 san pham, tham chi cd mot s6
kénh ban hang. Nhitng cong ty tap trung la nhitng cong ty thanh cong nhat.
Microsoft n6i tiéng la cong ty san xuat phan mém, IBM san xuat mdy tinh
16n, Intel san xuat vi mach... D6 la nhitng hinh mau thanh cong chi khong

phai nhitng tap doan da dang h6a mat hang.

Dbay la cudn sach dac biét thu vi va han sé gay nhiéu tranh cai. Pa dang hoa
hay khong da dang h6a? Tap trung hay khong tap trung? D6 van la nhitng
cau héi 16n dit ra cho cac nha lanh dao. Tai Viét Nam hién nay, nhiéu tap
doan dang phat trién theo chién lwgc da dang hoa mat hang, c6 1€ sé thu
dwgc nhiéu bai hoc hitu ich tir cuén sach nay.

Al Ries la mdt trong nhitng chién lwgc gia vé marketing xudt sac nhat trén
thé gidi. Tiép theo 22 Quy ludt vang trong xay dung nhan hiéu va Nguon
goc nhan hiéu ma Alpha Books da xuat ban, chiing t6i xin tran trong gidi

thiéu vdi doc gia cudn sach Tap trung dé khac biét nay.
NGUYEN CANH BINH

Cong ty Sach Alpha

https://thuviensach.vn



1.OI TAC GIA

Focus: The Future of Your Company Depends on It (Tap trung dé khac biét:
Twong lai ctia doanh nghiép phu thudc vao diéu nay) la cuon sach dau tién
toi thye hién vai sy gitp do ctia con gai va la cong su dac lyc cua t6i,
Laura. Muoi nam qua, ké tir khi ching t6i bat dau hgp tac, gio day Laura da
trd thanh nha chién lwgc thi trudng hang dau. Thang 10/2002, tap chi
Business 2.0 da binh chon c6 la “Chuyén gia kinh té cia nam” cung véi cac
tac gia tén tudi nhw Larry Bossidy, Noel Tichy va C. K. Prahalad.

Sau lan dau tién xudt ban cudén sach nay, chung tdi con cong tac véi nhau
trong bon cudn sach khac. Tuy nhién, Focus van dugc coi la cudn sach co
ban nhat cua chiing t6i, dwgc rat nhiéu ban doc yéu thich béi né da dé cap

dé hiéu va c6 dong nhat moi khai niém vé marketing.

Focus cling c6 anh hwvdng manh mé déi véi cong viéc cta ching toi la tw
van cho cac tap doan 16n, tredc hét 1a 500 cong ty trong danh sach cua tap
chi Fortune. Chung t6i da van dung nhitng 101 khuyén cua chinh minh vao

viéc tap trung kinh doanh.

T6i da mong muon rang, tir khi xuat ban cuén sach Focus nam 1996, cac
cong ty sé tr@ nén tap trung hon. Nhung diéu dé van chwa thanh sy that.
Céac cong ty ctia My thuwong dua ra khong it 1y do cho viéc tim kiém cac
huwéng di mdi, gia nhap cac linh vie kinh doanbh, thi tredng va lanh tho

e

mol.

Nhitng doc gia trung thanh cta chiing t6i c6 1€ da qua quen thudc véi bon
“ky si” trong sach Khai Huyén la: Da dang héa, Mé& rong, Hiép lwc va Hoi
tu. Nhitng ky si nay dang tan pha cac cong ty hang dau ctia My.
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Pa dang hoéa la ky si dau tién. Hay xem xét vi du ctia cong ty Coca-Cola. Vi
curru cha tich Roberto Goizueta da bi chi trich vé viéc 6ng khong dwa cong
ty tham gia cac loai hinh kinh doanh khac. Goizueta dap lai: “That thiéu
sang sudt khi cho rang ban sé thanh cong hon khi tham gia hai loai linh vyc
kinh doanh té hai thay vi chi tap trung kinh doanh t6t mot loai hinh. Ban sé
tw tao thém rai ro cho minh va diéu nay that dién r6”. Chung t6i cling tan
thanh y kién nay. Chwong 6: Cau chuyén vé hai cong ty nuwéc Cola dé cap
dén viéc cong ty PepsiCo da tir bo chuoi nha hang cia minh. D6 la s kién

xay ra sau khi Focus xuat ban dwgc mot nam.

Mé rong la chang ky sy thit hai. Theo phwong thitc chung vé “tan dung tinh
hop phép cta cong ty”, nhiéu cong ty khong ngirng tim cach gan tén tudi
ctia minh trén cac loai san pham khac. Bé la mét viéc lam v6 bé. Hang may
tinh IBM la mot vi du. Ho da stt dung tén tudi ctia minh vé loai may tinh
trung tam dé cho ra doi loai may tinh ca nhan (IBM PC). Va sau 23 nam
tham gia thi truedng mdi nay, ho da bi ton that t6i 15 ty do-la. Néu mot hang
danh tiéng nhw IBM cling khong thé thanh cong khi tham gia thi truong
m&i, thi sao ban lai hy vong cong ty ctia minh c6 thé thyc hién dwgce diéu
d6? Diéu ma hang IBM dang 1é nén lam la gi? Cau tré 16i chinh xac la hang
nén deé thi trwong may tinh ca nhan cho cac cong ty khac. Noi dung nay sé
duwgc dé cap trong Chuwong 12. Chuwong 13 sé dé cap dén viéc IBM tap trung
m& rong hé thong phan mém diéu hanh ma ho da lam may nam truéc. Hy

vong la diéu do sé thanh cong.

Hiép luc 1a ky sy thit ba. Néu hai yéu t6 Pa dang héa va Md rong khong ho
trg gi cho sy phat trién ctia cong ty thi yéu t6 nay cling twong tu. Viéc hang
Hewlett-Packard (HP) lién doanh vGi hang may tinh Compact la mot vi du.
Bén canh viéc lién doanh v6i Compact, HP c6 gang tham gia vao nhiéu linh
vuc khac. Nhung sau khi lién doanh, 1gi nhuan bién ctia hang gidm xu6ng
chi con 2,4%.
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HOoi tu 1a ky sy cudi cting, c6 uy lyc 16n nhat va ciing 1a nhan t6 tac dong
manh nhat. D€ nghién citu van dé nay, hdy xem xét Chwong 3: Sy phan chia
va lyc chi phai.

Hay lam mot phép so sanh gitta Sony, mot cong ty kinh doanh khong tap
trung v6i Nintendo, mot cong ty tap trung vao linh vuc dién tir tieu dung
(chi san xuat cac tro choi video va may choi video). Mac du quy mé ctia
Nintendo chi bang 1/13 ctia Sony nhwng 1gi nhuan ma Nintendo dat dugc

nhiéu hon Sony trong thap nién qua.
Do chinh la stic manh cua kinh doanh cé dinh hwéng tap trung.
Al Ries

Atlanta, Georgia, 2005
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.OI NOI PAU

Sau khi gan bé phan 16n doi minh vdi cong viéc marketing cling nhuw nghién
cttu tinh thye tién cua no, t6i da viét cudn sach nay. Cudn sach chi ra cho
doanh nghiép cach thirc kinh doanh theo dinh huwdng tap trung.

No6i dung chinh ctia cu6n sach dé cap dén tinh thuire tién ctia qua trinh
marketing. Marketing khong chi l1a viéc ban m6t san pham hay mot loai
hinh dich vu nao dé, ma chinh la qua trinh tim kiém twong lai cho doanh

nghiép.

Tuong lai & day khong phai chi la twong lai chung chung ma la twong lai
nam dwdi tam kiém soat cia doanh nghiép. Kinh doanh theo dinh hwéng tap
trung dong nghia vdi viéc dinh hwéng twong lai cling nhw vach ra cac buéc
di cu thé dé bién twong lai d6 thanh sy that.

D6 chinh muc tiéu cta cong viéc marketing.

Theo Peter Drucker, nha tw van quan ly: “Bat ky doanh nghiép nao déu chi

can thue hién hai chitc nang co ban la marketing va d6i mai.”

Drucker cling néi thém: “Marketing la chitc nang mang tinh khu biét va chi
c6 & hoat dong kinh doanh”, “Céng ty kinh doanh la mét t6 chitc khac biét
so v0i cac to chitc khac & cho doi twgng ma no trao doi trén thi treong la
cac san pham hang hoéa va dich vu... B4t ky t6 chitc nao thiéu hoat dong
marketing hodc chi coi marketing la yéu t6 phu thi t6 chitc d6 khéng phai 1a
mot cong ty kinh doanh, hodc khong nén dugc diéu hanh theo kiéu mot
cong ty kinh doanh”.

ba dén lic ching ta can danh gia ding dan vai tro cia hoat dong marketing.

Mac du Peter Drucker da dé cap nhan thitc trén trong cuon sach The
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Practice of Management (Thuc tién cong tac quan ly), xuat ban lan dau tién
nam 1954 nhuwng phai mat mot thoi gian dai chiing méi tham nhap dugc vao
y thitc ctia gigi lanh dao cac cong ty & My. Song cac cong ty nay thay doéi

muc tiéu hoat dong rat cham.

Sau Chién tranh thé gi6i thitr nhat, moi muc tiéu cta hoat dong kinh doanh
déu hwdng vao san xuat. Vao thoi ky nay, cac cong ty dugce coi la kinh
doanh thanh céng néu cé thé cung cap hang hoa trong thdi gian nhanh hon

v@i chi phi thap hon cac doi tha canh tranh.

Sau Chién tranh thé gidi thit hai, muc tiéu ctia cac cong ty dan dan chuyén
huwéng sang linh vuyc tai chinh. Cac doanh nghiép dugc coi la kinh doanh
thanh cong khi c6ng viéc mua ban trao d6i hang hoa dwgc thye hién thuan

lgi v6i cac hang muc thu hit dau tw cao nhat.

Vay hién nay van dé nay dugc hiéu nhw thé nao? Ca hai yéu t6 san xuat va
tai chinh dwong nhw da hoan tét sy phat trién ctia chiing. Ngay nay cac cong

ty déu tap trung vao marketing.

bau la diém chung gitta cac 6ng chu cua nhitng tap doan, cong ty 16n nhw
Bill Gates cua Microsoft, Bert Roberts cia MCI, Ross Perot cia Cong ty Hé
thong Perot, Sam Walton ctuia Wal-Mart, Micheal Eisner ctia Walt Disney,
John Smale cta Procter & Gamble, Robert Goizueta cua Coca-Cola va

Roger Smith cta General Motors?

Chiing ta déu biét ho la nhitng giam doc diéu hanh lirng danh cta thap nién
trede. Khong chi co vay, theo tap chi Advertising Age (Thoi dai Quang
cao), ho con dugc bau chon danh hiéu “Céac nha marketing ctia nam” tw
nam 1985-1994 (riéng Micheal Eisner tiép tuc c6 tén trong danh sach nay

vao nam 1995).
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Tap chi Advertising Age da nhin nhan dwgc thyc té€ cia hoat dong kinh
doanh ngay nay: tong giam doc diéu hanh ciling chinh la tong giam doc
marketing. David Packard — nguwdi dong sang 1ap HP, titng noéi: “Marketing

la cong viéc ddc biét quan trong doi v4i bo phan marketing”.

Microsoft dugc danh gia la cong ty thanh cong nhat trong thap nién qua.
Lou Gerstner ctia IBM da phai néi vé Bill Gates va tap doan Microsoft: “Dé
la m6t cong ty c6 cong tac marketing tot nhat ma t6i tirng biét sau hon 20

nam trong nghé marketing”.

Ban c6 thé dang phan van khong biét m6t ngwdi lam marketing viét sach vé

cong tac quan ly thi sé nhw thé nao? D6 la mat cau hoi rat hay!

Nhung cau haoi hay hon niva la: Vay thi mot nguwoi lam cong tac quan ly la
ngwoi nhu thé nao?

Cau tra 10i: D6 1a nguwdi lam cong tac marketing biét doc ban quyét toan va

ban thong bao l4i, 10.
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GIOI THIEU

Mat troi la nguon cung cap nang lvong khong 16. Mai gio quay quanh trai
dat, mat troi c6 thé cung cap hang ty kilowatt dién. Nhwng chi can doi mii
va st dung kem chong nang, ban c6 thé tam nang hang gio ma khong phai e

ngai vé anh hudng ctia né doi vai stic khoe.

Nguon nang lugng cua tia laze rat yéu. Mot duwong chuyeén thang lién tuc
ctia n6 chi chita khoang vai watt dién. Nhung véi mot tia laze, ban c6 thé
xuyén thiing mot vat ci'ng nhu kim cwong hay cé thé tiéu diét mot té bao
ung thu.

Mot hiéu rng twong tw nhw vay cling sé€ xdy ra khi ban tap trung vao mot
cong ty. Ban sé tao ra dugc sitc manh giong nhu sitc manh ctia mot tia laze
dé c6 thé chi phdi thi truong. D6 chinh 1a muc dich cia viéc dinh huwéng tap
trung trong kinh doanh.

Néu mat di dinh hwéng tap trung, cong ty sé mat di siic manh. Khi do6 né sé
giong nhw mat trdi, phan tan sitc manh cho qua nhiéu loai hang héa va thi
treong.

Trong vai thap nién gan day, viéc bung no cac loai hinh dich vu cting nhw
hang héa méi da gay tac dong khong nhé dén thi trudng. Sy phat trién
nhanh chéng cua khoa hoc — k¥ thuat cung véi viéc giam gia thanh san xuat
da mang dén nhiéu loai hang héa khac nhau, lu6n san sang phuc vu ngudi

tieu dung khap moi noi.

Céac cong ty doi pho véi viéc nay bang cach cho ra doi nhitng dong san
pham md&i. General Electric, nha san xuat thiét bi dién, cting da tham nhap
vao thi truong thiét bi truyén hinh, dong co phan lyc, may tinh, d6 nhuya,
cac dich vu tai chinh va nhiéu loai hang hoéa, dich vu khac khong hé lién
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quan dén san pham chinh. Pay ciing 1a xu thé chung ctia cac cong ty trén
toan thé gidi, t* American Express — cong ty chuyén phat nhanh ctia My
dén Zenith — tap doan dién tr ctia Thuy S¥.

Thoi ky hoang kim d6 da qua. Piéu hién nhién la cac cong ty khong thé ct
mai m& rong loai hinh san pham. Ho da dat dén mitc do khong thé khong

nghi lai. Ho ty danh mat tinh hiéu qua, tinh canh tranh, va té hai nhat la sy
ling ting khi quan 1y mot bo swu tap san pham va dich vu qua phitc tap va

khong lién quan dén san pham kinh doanh chinh.

Cong ty ban c6 thé la ng6i sao 16n hay mét khoi 16n dang rue chay c6 kich
thwdc 16n hon mat troi hang tram lan nhwng sivc néng chi bang mot nira so
v6i mat troi. Nhitng ngoi sao khong thé tap trung héa nhung cac cong ty thi
c6 thé. Pay chinh la thong diép ctia cudén sach nay. Pa dén lic ban cing co
strc manh cta cong ty minh bang cach kinh doanh theo dinh hwéng tap
trung hon.

May man thay, chu tich ctia mot s6 cong ty nhan duwgc thong diép nay. Gan
day, cac phuong tién truyén thong cling da dwa rat nhiéu thong tin vé nhitng
cong ty tap trung hay tai tap trung trong hoat dong.

Tham chi 1a mot tén tudi 16n nhw General Electric cting khong muon mé
rong loai hinh kinh doanh. Gan muw&i nam qua, General Electric da ban

hang trdm co s& kinh doanh ciing nhw cat giam mot nira s6 nhan cong.

Vé mat toan hoc, vdi cac ty 1€ tang trwedng thwong nién nhw 10%, 15% hay
20% khong thé kéo dai giai doan mé rong cong ty. Nam 2004, General
Motors da thu vé 155 ty do-la. Néu ty 1€ tang tredng thuwong nién cta hang
la 20% thi trong 20 nam tGi c6 1€ hang sé trd thanh mot ngodi sao 16n voi
tong tri gia la 7,1 nghin ty do-la, 16n hon ca tong san pham qudc ndi cua

nuwdc My hién nay.
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Nhitng gi ban dang chitng kién ngay hom nay chinh la sy khéi dau trong
viéc chong lai hién twgng mé rong qua mic. Thay vi m@ rong, mot s6 cong
ty di theo hwdng ngugc lai. Ho quay vé véi nhitng hoat dong kinh doanh
truyén thong ctia minh. Ho da rit ra dwoc bai hoc ttr tia laser: cach thitc tap

trung.
Va ban cling nén lam vay.

Twong lai phat trién ctia cong ty ban phu thudc hoan toan vao diéu do.
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1. SU THIEU TAP TRUNG CUA
CAC CONG TY MY

bong luc nao thic day cac cong ty My? Do la: Sy tang truedng.

Céac cong ty phai dat dwgc sy phat trién bén vitng vé doanh thu cling nhw 1gi
nhuan, ké ca khi phai hoat dong trong cac thi tredng khong con dau hiéu
tang truong.

Theo tinh toan, dé dat duwgc muc tiéu nay, cac cong ty sé phai mé rong san
pham khac ciling nhuw tang tinh hap dan cho loai hinh kinh doanh. Ho sé phai
tham nhap cac thi tredng mdi, san pham mai, hodc mua lai cac cong ty

khac, hodc phai chap nhan lién doanh lién két.

Cho du ban goi qua trinh mé rong dé la “mé rong dong san pham”, “da
dang héa” hay “cong lyc” thi ban than né la sy thic ép 16n khién cho céng
ty ban mat di dinh huéng tap trung. D6 1a ly do tai sao mot cong ty nhw
IBM v6i doanh thu c6 thé dat téi 63 ty do-la van chiu 16 8 ty hay General
Motors v&i 133 ty d6-la van chiu 16 23 ty.

Cho du yéu cau phai 16n manh la tat yéu nhung viéc theo dudi su tang
tredng cho muc dich cta riéng minh ro rang la mot chién lwgc sai lam.
Puong nhién, cac tong giam doc la nguwdi phai trd gia cho chién lwgc sai
lam nay. Trong lich st, chwa thoi ky nao cé nhiéu tong giam doc bi ban
quan tri cho “vé vieon” nhu vay. Trong s6 nay, c6 James Robinson ctia
American Express, John Sculley cua Apple, Anthony D’ Amato va Ervin
cua Borden, Barry Gibbons ctia Burger King, Rod Canion cia Compaq,

Ken Olsen cua Digital Equipment, Kay Whitmore ctia East Kodak, Robert
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Stempel cua General Motors, Tom Barrett cia Goodyear, John Akers cua

Knudsen va Paul Lego cua Westinghouse.

Viéc theo dudi muc tiéu tang tredng khong gay ra sy thiéu dinh huwéng tap
trung. Sy thiéu tap trung xdy ra rat ty nhién, khong lién quan tGi cac no lyc

c6 chu dich cua mot bo phan nao trong cong ty.

Mot cong ty thanh cong thwdng bat dau véi viéc tap trung chuyén mon cao
d6 vao mot loai hang héa, dich vu hay thi truong nhat dinh nao dé. Theo
thoi gian, cong ty nay dan tré nén thiéu tinh kinh doanh tdp trung do cung
cap qua nhiéu loai hang héa va dich vu cho qua nhiéu thi tredng véi du mic
gia khac nhau. Cong ty mat phwong huwéng chu dao, khong biét phat trién
theo hwdng nao va véi muc dich gi. Nhitng tuyén bo vé sit ménh cta cong

ty trd nén vo nghia.

Rat c6 thé ban tirng lam viéc cho m6t cong ty nhw vay. Phan 16n moi nguoi
cling sé nhuw ban. Ban dau, moi thit xem chirng rat 6n. Nhitng san pham va
dich vu truyén thong cta cong ty gianh duwgc thanh cong rat 16n. Cong ty cé
nhiéu dong lyc thic day cling nhw nhitng ky vong 16n. Gia c6 phiéu cua
cong ty tang nhanh nhu tén Itra. Cung vdi do la nhitng co hoi, huéng phat
trién m@Gi. Cong ty tran day hitng khéi, moi ngudi déu rat quyeét tam.

Do 1a canh twgng c6 thé bat gap & General Motors vao thdi diém nhitng
nam 1960, Sears vao nhitng nam 1970, IBM vao nhitng nam 1980 va
Microsoft vao nhitng nam 1990.

Nhung sau mot thoi gian, moi thit tré nén toi té. Nhitng diéu twdng nhu la
co hoi 16n lai khién ta gap nhiéu rac r6i. Nhitng muc tiéu dé ra khong dat
duoc, hoat dong kinh doanh khong con nao nhiét, 1gi nhuan giam stt, ap

lyc gia tang.
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Vé mat vat ly, hién twgng nay dwoc goi la hién twgng entropy hay sw hon
loan. Khai niém cta Rudolf Clausius vé entropy néi rang, theo thoi gian
hién twgng nay & cac hé thong khép kin cling sé tang 1én. Giong nhw viéc
ban sap x€p lai toan bd tii quan o, thé nao mot thang sau né cling sé trd nén

hon don.

Céac cong ty sé khong khac gi ti quan 4o cta ban. Theo thdi gian, ching

cling tré nén thiéu tinh tap trung.

Céac cong ty cling giong nhu gara dé 6t6. Ban thit danh mot budi chiéu thi
bdy quy gia dé don sach gara cia minh. Cong viéc rat vat va, nhung né sach
sé hon khién ban rat hai long. Ban sap xép moi thit theo ding vi tri. Ban ty
htra: tir gio trd di sé sap x€p moi thit gon gang va ludn gitt cho gara sach sé

nhw vay. Mot nam sau, ban lai thy cai gara trd thanh mot dong bira bon.

Ciing giong nhw con nguwdi, cac cong ty cudi cung ciing 1lam vao tinh trang
dan mat di tinh dinh hwéng tap trung. Peter Drucker dang vé nén birc tranh
am dam vé tinh trang ctia cac cong ty hién nay khi n6i: ”Khi phan tich tong
thé mot t6 chitc cling nhw cac hoat dong kinh doanh chia dao ctia no, ban sé
nhan thay né dang trong tinh trang t6i té hon twdng twgng rat nhiéu. Cac san
pham ma ngay nay ban cé thé khoe khoang héa ra cting chi thudc vé qua
khtt hay chi 1a nhitng vu dau tw dé thé hién céi toi cia cac nha lanh dao. Céc
hoat dong khéng dwoc chi y héa ra lai 1a nhitng tén that nang né, co thé anh
huwéng dén vi thé canh tranh cia cong ty. Nhitng diéu ma cac céng ty nghi la
quan trong thi hoa ra lai khong c6 nghia ly véi khach hang”.

Ly do mat uy tin chinh la viéc da dang hoa hoat dong kinh doanh. Ban c6
nh¢ viéc da dang hoa hoat dong kinh doanh da tirng pho bién rong rai thé
nao khéng? Hau hét cac cong ty ctia My déu tién hanh theo cach nay dé

chitng minh niém tin vao 1y thuyét “Khong bo hét tritng vao mot gio”.
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Cac dich vu tai chinh la loai hinh ma cac doanh nghiép luon wa chuong
trong qua trinh da dang hoéa. Trong s6 cac cong ty di theo hwdéng nay cé
Sears, American Express, Xerox, Prudential Insurance va Westinghouse

Electric,...

Nhitng gi da xay ra vai Westinghouse Electric that la mot kinh nghiém
xwong mau. Cong ty nay da gan nhu tréd nén qué quat vi cac dich vu tai
chinh tr chi nhanh ctia minh. Mot nam treée cong ty da bén bo pha san.
Trong nam ndm gan day, cong ty da thay bon chu tich nhitng ngwdi khién
cong ty tham hut 2,4 ty do-la trong tong doanh thu 58,6 ty do-la.

Mot kinh nghiém khong 1ay gi lam vui vé cling xdy ra vdi Xerox. Dau thap
nién 1990, Xerox quyét dinh da dang héa bang viéc cung cap thém cac dich
vu tai chinh, dudi cai tén “The Xerox Financial Machine”. Khi hé thong
The Financial Machine sup d6 cu6i nam 1992, Xerox phai ganh chiu khoan
tién 778 triéu do-la sau thué€ va budc phai tuyén bo rit khéi thi tredng nay.
To Wall Street Journal nhan dinh: “Viéc dau tu sai 1am khi tham gia thi
treong mdéi nay chi co tadc dung chirng minh tinh tat yéu ctia viéc quay lai

hoat dong kinh doanh chinh ctia hang vé may photocopy ma thoi.”

Cong ty nay noi ti€p cong ty kia tim kiém nhitng phép la trong viéc tham
gia thi trrong méi nham thac day hoat dong kinh doanh cling nhw giip tang
gia co phiéu cua céng ty. Nhung két cuc ho chi nhan dwgc sy that vong,

tham chi la v& mong.
e IBM mua Rorm nam 1984 r6i ban di nam 1989;
» Coca-Cola mua Columbia Pictures nam 1982 ro6i ban di nam 1989;

* Metropolitan Life mua hang phim Century 21 Real Estate nam 1985 r6i
ban di nam 1995;

* Chrysler mua Gulfstream Aerospace nam 1988, dén nam 1990 lai ban di;
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 Eastman Kodak mua Sterling Drug (m6t hang duwgc pham) nam 1988 r6i
lai ban di nam 1994;

e Dow Chemical mua Marion Merrel Dow nam 1989 r6i ban di nam 1995;
» Matsushita mua MCA nam 1990 ro6i lai ban di nam 1995.

Mot nghién citu vé viéc tiép nhan cling nhuw giai thé cia cac cong ty cho
thay ching thwong ton tai theo chu ky 6 nam. Pay la thoi gian da dai dé cac
cong ty nhan ra viéc mua lai cong ty khac la sai lam. N6 cling du dai dé
cong chung dau tw quén 10i hita vé sttc manh cong lyc phi thwong khi tuyén

b6 cac cudc mua lai.

Néu cac cong ty quan hé cong chiing tot thi viéc tuyén bé quay tré lai véi
hoat dong kinh doanh nén tang ciing sé duwgc cong ching dau tw ting ho
khong kém khi ho tuyén bé mé rong cong ty bang viéc mua lai mot cong ty
khac.

Nhin lai qua khit c6 thé thiy, hoat dong da dang hda ctia mot s6 cong ty that
nuc cwoi. Ngay 7/10/1985, Lee Iacocca tuyén bo vé su ra doi cia Tap doan
Chrysler gom bon cong ty con vdi cac loai hinh kinh doanh riéng biét:
Chrysler Motor (chuyén veé 6td), Chrysler Aerospace (Gulfstream), Chrysler
Financial (chuyén cung cap cac dich vu tai chinh) va Chrysler Technologies

(chuyén vé k¥ thuat).

Tacocca lai tw chim sau trong m& bong bong vé cai goi la da dang héa vi
hoat dong kinh doanh ctia bon cong ty con nay khong hé cé hiéu qua.
Nhung ngay sau dé ong lai cho tién hanh nguyén cttu viéc mua lai mot cong

ty cong nghé cao véi von dau tu 1én téi mot ty do-la.

Sau dé, ong da phai thd nhan rang viéc da dang hoa hoat dong ctia cong ty
la mot trong nhitng sai lam 1én nhat cia minh: “Chung t6i khong can phai
trd thanh mot tap doan. Biéu dé sé khién no tré thanh mét trong nhitng
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cong ty c6 co cau cong kénh nhat. Khi di chéch huwéng, ching toi sé phai
ngay lap tic dinh huéng tap trung tro lai”.

Ford Motor ciing trai qua tinh thé twong tw. Petersen, tong giam doc cta
hang, quyét dinh Ford nén phat trién thanh mét cong ty c6 ba cong ty con
triee thudc véi cac hoat dong kinh doanh la 6t6, cung cap cac dich vu veé tai
chinh va cong nghé cao. Truwdc tién, Petersen day manh hoat dong cung cap

cac dich vu tai chinh bang viéc mua lai mot quy

tin dung & California va hai cong ty chuyén cho vay lai. Ttt nam 1985 -
1989, Ford da phdi chi sau ty do-la cho cac vu mua lai. Nhung két qua cudi
cing ma hang thu dwgc tir nhitng hoat dong nay lai khong dang ke.

Nhung y tuwdng vé viéc trd thanh cong ty me vGi nhiéu céng ty con tryc
thudc khong chi xuat hién ¢ cac cong ty 16n, cac tdp doan 1au doi ma con &
cd cac cong ty c6 quy mo6 nhé. Khi doanh thu cia cac cong ty nhé gan dat
dén ngudng 10 triéu do-la/nam thi ho 1ap titc cdm thay minh da thanh cong
va bat dau di chéch huéng kinh doanh chu dao.

Mittc doanh thu muoi triéu do-la cling sé khién chi doanh nghiép bat dau
nhan dinh rang cong ty da phat trién qua manh va can phai c6 tir ba dén bon
ngwoi diéu hanh chinh. Két qua la moi nguoi diéu hanh mét bo phan theo
nhitng huwdng hoan toan khac nhau.

Dé cong bang, toi cling can phai dé cap dén trwong hop General Electric
(GE). Mot phan ba 1gi nhuan tredce thué ctia GE la tir hoat dong cia cong ty
con GE Capital (dich vu cdp von). Cau héi & day la: Liéu khodan 1gi nhuan
nay c6 dwoc la nhd moi quan hé cia cong ty nay véi GE hay hoan toan doc

lap?

Mua x06 s6 la mot chién lwgc chwa danh da bai vi hau hét ngwoi mua déu sé

mat khoan tién minh bo ra. Nhing van c6 mot so it 1a tring giai. GE cling
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nhw vay, cling la ngwoi thang cudc du tham gia loai hinh kinh doanh luén

tiém an that bai nhw da dang hoa.

Su thanh cong trong quéa khit khong thé dam bao la twong lai cling sé thanh
cong, dac biét néu ban lai chay theo nhitng muc tiéu sai lam. Liéu GE
Capital sé tiép tuc khang dinh duwgc thanh cong? Toi nghi la khong. Khong
thé may man mai dugc. Trong dai han, nhitng cong ty thanh cong la nhitng
cong ty dat dwoc sy dinh hudng tap trung cao nhat (va nguoc lai). Nguyén
tac co ban ma ban can 4p dung trong moi quyét dinh ctia cong ty la su dinh
huéng tap trung trong kinh doanh.

Néu tinh dinh hwdng tap trung quan trong dén vay, sao lai c6 qua it cac

cong ty dugc diéu hanh dwéi hinh thitc nay? Tai sao cac cudn sach quan tri
kinh doanh dé cap qua it vé van dé dinh huwéng tap trung? Tai sao cac giam
doc diéu hanh cua cac cong ty lai “thang tay” loai bé, tham chi lam trai cac

quy tac vé tinh tap trung?

Nhw Edgar Allan Poe da dé cap trong cu6n sach The Purloined Letter (Bic
thw bi danh cap): d6i khi, van dé khé nhan ra nhat lai la van dé ro rang nhat.
biéu khién nguwdi ngoai nhan ra rd nhat vé cac cong ty chinh la viéc ching
dang dan dan mat di dinh hwéng tap trung. Ban c6 thé goi d6 la sy hon don
hay sy thiéu tap trung néu ban muo6n. Piéu can lam dé giai quyét tinh trang

nay la noi dung chinh ctia cudn sach.

Tinh trang nay cang tré nén toi té hon khi cac cong ty c6 tré nén thiéu dinh
hwéng tap trung. Diéu nay nghe c6 vé phi ly, nhung lai 1a sy that. Ching ta
goi qua trinh nay la “mé rong dong san pham” hay theo 10i cac nha tw van

quan ly thi do 1a qua trinh “m& réng c6 phan thwong hiéu”.

MG& rong dong san pham la ly do thit hai dan dén sy mat tinh dinh huwéng
tap trung cua cac cong ty ¢ My. Pay la mot thue té van ton tai du da cé dau

hiéu cii mon.
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Chua ai mé rong c6 phan thwong hiéu bang Donald Trump. Lic dau,
Donald ciing gat hai dwgc mot s6 thanh cong. Ro6i 6ng tiép tuc mé rong
hon, gan tén tu6i vao bat ky loai hinh kinh doanh nao ma ngan hang déng y
cho vay von: ba casino, hai khach san, hai cw x4, mét san bay, mét trung

tam mua sam, mot doi bong va tham chi cd mo6t cude dua xe dap.

Tap chi Fortune da phong cho Trump la “nha dau tv c6 con mat tinh doi,
doanh nhan nhanh tri va mgt nha dam phan gia ranh manh”. Hai t0 Time va
Newsweek noi tiéng cling 1ay hinh 6ng lam trang bia. Gi¢ day, Trump tr&
thanh con ng hang triéu do-la. Biéu khién 6ng c6 thé thanh cong trong nhat

thoi nhwng lai that bai trong dai han chinh 1a viéc mé rong dong san pham.

Nhitng gi xdy ra v6i Donald ¢ My cling dang xay ra vdi gia dinh Richard ¢
Vuwong quéc Anh. Richard Branson s& hitu Tap doan Virgin, gom ca hang
hang khong Virgin Atlantic (ttrng rat thanh céng trén thi treong hang khéng
& khu vire Bac Pai Tay Duong). Khong théa man véi chi riéng thi tredng
hang khong, Branson con mudn m@ rong loai hinh kinh doanh khéac nhw
may tinh ca nhan, san xuat nwéc Coca Virgin va rugu vodka; cac loai tau
mang thuong hiéu Virgin. Branson cling nhuwgng lai thwong hiéu cia minh
cho hai hang hang khéng mdi thanh 1ap va tham gia ddu thau dé dwgc nam
quyeén diéu hanh tat ca cac dich vu vé duong sat quoc doanh ctia Anh. Tap
doan Virgin con m@ ca dich vu tai chinh v&i mot quy thong ké va mot quy
tra lvong.

Nhung hang hang khong ctia Virgin lai 1am vao tinh trang thua 16. Dé bu
dap khoan 16 nay, trong hai nam qua, Richard da cho mét hang hang khong
thué may bay dé thu vé 50 triéu do-la. Liéu c6 con nghi ngo gi vé viéc dé

ché nay sé sup do?

Branson dang di theo vét xe do cta Freddie Laker. Nam 1977, hang hang
khong Laker dwa loai hinh Skytrain (xe Iira trén khéng) vao thi tredng Bac
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Dbai Tay Dwong. V§i viéc cat giam vao thitc an va cac dich vu khéc trén
chuyén bay, Skytrain dwgc biét dén nhw mot chuyén bay “gia ré va rat vui

vé” dén Anh.

Hai ndm sau, Laker m& rong cac loai hinh dich vu hang khong khac. Ong
con ap dung loai hinh dich vu v6i nam gia vé khac nhau, trong dé bao gom
cd gid vé cao cap “Regency”. Business Week da nhan dinh: “Viéc ap dung
thém loai hinh dich vu méi nay da tang chi phi cho cac chuyén bay va lam
phttc tap khai niém ban dau vé dich vu hang khong. N6 ciing lam xau di

hinh dnh vé mot hang hang khong Laker mang tinh dai ching cao.”

V6i muc tiéu “ba chu thi truong hang khong thé gidi”, Laker da dat mua
thém 10 chiéc Airbus A300 cé kha nang cung cap cac chuyén bay ngan
hodc trung binh. Viéc nang cap dich vu bay truyén théng & chau Au, dic
biét 1a dich vu cung cap cac chuyén bay gitta 35 thanh phé ctia chau Au da
tao ra bat ngo 16n. Truwdce khi tuyén bo pha san nam 1982, Laker cling 4p u
dy dinh cung cdp mét hé thong “Globetrain” (dich vu bay t6i khap noi trén
thé gidi vdi gia ré nhu di tau). Hé thong nay sé “dam bdao vi thé canh tranh

bén vitng ctia hang trong hé thong van chuyén hang khong toan cau”.

Trong khi Ngai Freddie Laker dang gap kho6 khan véi thi treong Bac Dai
Tay Duwong thi Don Burr lai thanh 1ap mot hang hang khong méi & khu vuc
nay véi cac dich vu bay don thuan. Hang nay cé tén la People Express, bat
dau hoat dong tir nam 1981. Hang phuc vu cac chuyén bay véi gia vé thap
va chi cung cdp d6 uéng nhe cuing mot vai miéng banh socéla hanh nhan.
Néu muon mang theo hanh 1y thi ban phai tra thém hai do-la cho moi tai
hanh ly.

bugc ménh danh la “tuyén duwong sat trén khong”, People Express da thanh
cong ngay lap tirc. Néu moi co phiéu cua hang khi phat hanh nam 1980 c6
gia 8,5 db-la thi chi chwa day ba nam sau, da 1én tGi 50 d6-la. Sau do, ding
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nhw du doan, Don Burr bat dau mé rong thém loai hinh kinh doanh bang
viéc ting nhanh cac duwong bay ciing nhv lich trinh bay. Ong mua thém mady
bay 747 va m¢ duwong bang ¢ London. Nam 1985, 6ng mua lai hang hang
khong Frontier Airlines v&i gia 300 triéu do-la (r6i ban hang nay cho
United Airlines mdt nim sau d6). Ong con c6 ging bién hang hang khong
ctia minh tir cung cdp dich vu bay don thuan véi gia ré sang cung cap cac
dich vu da dang. Dan dan, hang 1am vao tinh trang pha san va bi Texas Air
“nudt chirng” nam 1987.

biéu khién Burr, Laker va Branson that bai chinh la vi ho khong nhan ra
rang, chi riéng tén tudi thuwong hiéu thoi khong da dé ho tham gia vao cac
tro choi 16n theo kiéu “cang dong cang vui”, ma né nhv mdt vién kim
cwong can got gifia va danh béng (hay néi cach khac, can phai dinh hwéng
tap trung cao). Chi khi nao ban tap trung phat trién thwong hiéu cta cong ty
vd&i loai hinh kinh doanh truyén thong trong thdi gian dai thi méi dam bao
dugc sy thanh cong trong twong lai.

Minh chitng r6 rang nhat cho quy tac trén chinh la nhitng thanh cong cua
tap chi Playboy va su that bai trong viéc m& rong cac hoat dong kinh doanh
di kem. Tap chi ban chay hang dau thé gi6i nay cung véi thwong hiéu ciling
nhw biéu twgng hinh dau thé ctia n6 da dugc biét dén trén toan thé gidi.

Dé ché Playboy gio nam duwdi sy diéu hanh caa Christie, con gai ctia Hugh
Hefner. Ba dang c6 gang mé& rong hon nita cac loai hinh kinh doanh nhung
hau nhw khong thu duwgc chit thanh cong nao. Cu thé, trong sau nam qua,
doanh thu cua hang nay la 1,1 ty do-la, 16 sau triéu do-la. Nhung hang
khong hé tir bé y dinh ctia minh. Gan day, hang da thué moét hang dao tao
dién vién cua Hollywood (Creative Artists Agency) dé tim kiém cac nha
dau tw cho ké hoach mé rong day tham vong ctia hang vao thi trueong tivi,

casino va phuong tién truyén thong mai.
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Dén nay, tap chi Playboy da c6 lich st 42 nam. Cé ngwoi da ty hoi 1a liéu
viéc c6 gang gitr Playboy chi don thuan la mot tap chi sé di dén két cuc thé
nao; va liéu ho da dat duwgc nhitng gi bang cach cho ra doi cac tap chi véi
tén goi hoan toan mai. Do chinh la nhitng gi ma Henry Luce phan van khi
bat dau véi to Time (xem Chuong 12).

Thay vi viéc gidi thiéu cac thuvong hiéu méi, cac cong ty lai cé xu huéng
chim dam vao thwong hiéu ctia minh va khong ngtrng tan dung triét dé sic
manh ma ho cho la né dang c6. Gan day nhat, Reebok da m& mot hé thong
cau lac bg va chi 55 triéu d6-la trong nam 1995 m& mét t6 hgp c6 tén goi la
Reebok Sports Club/NY. Liéu cac cau lac bo ctia Reebok c6 di theo vét xe
do6 cta hé thong cau lac b Playboy khong?

Pugc thanh 1dp ndm 1963 vdi tw cach 1a mét cong ty thwong mai qudc
doanh nham két ndi cac cong ty dién thoai véi mang lwéi vé tinh toan cau
Intelsat, Tap doan Comsat cling da quyét dinh kinh doanh ca linh vurc thé
thao va giai tri. Tt nam 1989, Comsat da mua d6i béng r6 Denver Nuggets,
mot cong ty san xuat phim ctia Hollywood, mot phan ba khu gidi tri Denver
va mot cong ty cung cap dich vu duong dan vé tinh. Gan day cong ty con
mua lai déi béong khic con cau cua vung Quebec Nordiques véi gia la 75
triéu dé-la. Cung v6i mdt doéi tac nita, Comsat cling dang xay dwng mot khu
nha trj gia khoang 132 triéu d6-la ¢ Denver lam ché & cho doi béng r6

Nuggets va doi bong khiic con cau (gio da dugc doi tén la Avalanche).

Cong ty Jostens, co tong tri gia 1én tGi 665 triéu do-la, cung cap 40% thi
treong chudng bao cling nhw cac quyén ky yéu, cac &n pham trong treong
hoc quyét dinh tham gia thi truong cung cap phan mém gidng day. Dinh
huwéng nay xem chirng ciling c6 vé rat hgp ly. Thi trudng phan mém lic dé
dang lén con s6t va cac kénh phan phdi ctia cong ty cling da dwoc thiét 1ap.
Vi thé, dén nam 1986 Jostens da m& thém Cong ty Josten Learning cung

cap dich vu lién quan dén gido duc va bat dau chién dich mua lai mot loat
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cac cong ty lién quan dén linh virc nay nhuw Education System (véi gia 65
triéu do-la), Wicat (vGi gia 102 triéu do-la). Dén nam 1992, hé thong cac
cong ty cta Jostens chiém dén 60% thi tredng may tinh gidng day.

Nhung mot cong ty chuyén kinh doanh vé chuong bao thi biét gi vé may
tinh? Tat nhién la khong nhiéu. Jostens kinh doanh cac loai thiét bi dau cudi
c6 ban quyén ctia may tinh trong khi do thi treong lai wa chuong may tinh
ca nhan cung nhitng phan mém thwong mai gia ré va rat canh tranh cta
hang IBM.

Nam 1994, Jostens da phai chi 140 triéu do-la tredc thué phat trién phan
meém ciing nhw cat bo hé thong ban hang. Nam 1995, hang quay vé vai hoat
dong kinh doanh chinh la cung cap cac phan mém gido duc ciling nhw quan

ao thé thao va dich vu dao tao hang khong.

Chiing ta cting khong can phai khuyén khich mé rong dong san pham vi do
la mot qua trinh xay ra lién tuc ma khong can phai no lyc. Ciing giong nhw
mot dong song chdy theo hwéng mdi, cac cong ty 1ap day nhitng cho trong

trong dong san pham hién thoi cia hg bang moi cach c6 thé.
C6 6 linh vire khac nhau thwong thu hit cac no Iyvc mé rong dong san pham:

1. Phan phoi. Trong treong hgp cta Tap doan Jostens, chinh nhitng kénh
phan phoi dwoc thiét 1ap rat t6t ctia hang da khién cho cac nha diéu hanh
ban khoan: “Liéu chiing ta c6 thé kinh doanh thém mat hang nao nira
khong? Mat hang mé&i nao dang chi phdi thi truong?” Luc lwgng ban hang
cang c6 kha nang phan ph6i manh bao nhiéu thi hé théng phan phoi cang dé
mat dinh hwdng tap trung bay nhiéu.

2. San xuat. Cau héi thwong dugc ddt ra & day la “Cac nha mdy cta ching
ta sé c6 thé san xuat thém mat hang nao nita dé tang hiéu suat va giam bét
ganh ndng tai chinh?” Cong ty Dow Jones & Co s& hitu t0 Wall Street
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Journal dem lai 1gi nhuan cao nhat thé gi¢i. Nhung t& bao nay ciing chi phat
hanh 5 s6/tuan va tha long hai ngay con lai cho cac tuan bao khac hwéong
lgi. Chinh vi vay, Dow Jones da phat hanh them t0 nhat bao National
Observer. Nhung sau 15 nam lién thua 16, Dow Jones da quyét dinh ngirng
phat hanh to nhat bao nay.

3. Marketing. Viéc c6 thé tiép thi thanh cong mot loai hang héa khién mot
cong ty co thé cho rang sé tiép thi dwgc bat ky loai hang hda nao. Procter &
Gamble, dugc coi nhw mot thanh dia vé marketing, da thach thitc hai cong
ty Minute Maid va Tropicana bang mdt nhan hiéu nwéc cam ép c6 tén la
Citrus Hill. Nhan hiéu nay bat dau xuat hién trén thi tredng nam 1981
nhung chrra nam nao dem lai 1gi nhuan. Pén nam 1992, né khong con dugc
stt dung nita sau khi da lam Procter & Gamble tiéu ton 200 triéu do-la.

Marketing la marketing con nwdc cam ép van la nwdc cam ép.

4. Chu ky phat trién ctia nhu cau khach hang. Cac cong ty thuong tu héi:
“DPiéu gi xdy ra khi nhu cau ctia ngudi tiéu dung vugt ra ngoai nhitng san
pham ctia cong ty ching ta?”. Vi thé ma McDonald thtr sttc v&i banh pizza
con Burger King phuc vu cé bita t6i véi da mén. Nhung thye t€, khong loai

hinh kinh doanh thém nao dem lai 1gi nhuan.

5. DBia ly. Ba6i khi, viéc mé rong vé dia ly khong lam mat di tinh dinh huwéng
tap trung ctia cong ty. Vi du: Starbucks da thanh céng v&i viec md rong tam
anh huéng cua thwong hiéu ttr pham vi thi truong “nha” la Seattle ra pham
vi thé gigi. Nhung trong hau hét cac truong hgp, vung dia 1y cling chinh la
diém dinh hwéng ctia cac thuwong hiéu. To Newsday ctia bang Long Island,
mot trong nhitng t0 bao dat dwgc 1gi nhudn cao nhat & My, da quyét dinh
m& rong sang cap thanh pho va doi tén thanh New York Newsday. Sau
muoi nam, to New York Newsday da dat ba giai Pulitzer va 16 100 triéu do-
la. Ban khong thé d6 16i cho Cong ty Times Mirror, cht s& hitu to Newsday
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da lam suy yéu to bao. Diéu duy nhat la ban c6 thé do 16i cho ho chinh la

viéc da thanh 1ap ra no.

6. Pinh gia. “Mot vai khach hang khong du tién dé mua san pham cta
ching ta. Ching ta c6 thé lam gi?”. Khong van dé gi, ching ta sé cung cap
cac phién ban ré hon. Tén tu6i 16n nhat trong linh v thiét ké thoi trang
phu ni* 1a Donna Karan nhung quan do ctia Donna rat dat. Vi thé, cong ty
nay da cho ra doi DKNY, dong san pham ré tién hon. Trong vong mot nam,
Donna Karan da cho ra doi thém nam cong ty mdi veé thdi trang cho nam
gioi, DKNY cho nam gidi va tré em, thoi trang chuyén biét va mot cong ty

my pham vé&i xudt phat diém la san pham nwéc hoa Donna.

Liéu Donna c6 theo vét xe d6 ctia Liz? Quay vé nhitng nam 1980, Liz
Claiborne la nhan hiéu trang phuc nit dugc wa chuéng nhat, théng tri cac
khu mua sam cao cdp. Hang thiét ké rat nhiéu loai quan 4o thé thao danh
cho phu nit v6i moi Itta tudi. Cac céng ty méi nhw Claiborne’s Collection,
Liz & Co., Lizsport va Lizwear cling dugc ra doi. Nhung hién nay, Liz dang
lam vao tinh trang kho khan. Cong ty da phai thué mot pho chu tich ban
hang mé&i ma theo nhw to Crain’s New York Business la “dé tai dinh huwéng
tap trung vao cac mat hang truyén thong ciia mét cong ty thoi trang dang
hap hoi”.

Lam phat vé nhan hiéu cling la mot trong nhitng ly do dan t6i sy m@ rong
kinh doanh hang loat gan day. Hay tu héi ban than: “Nhan hiéu cta cong ty

ching ta dai dién cho cai gi?”. Ban c6 chac chan vé diéu d6 khong?

Duong nhw la Gerber nghi rang nhan hiéu ctia cong ty dai dién cho “tré
con”. Ban c0 10i gidi thich nao khac cho viéc cong ty bo 16 viec md rong
hoat dong kinh doanh sang linh virc phuc trang, ghé day va ghé an cho tré
con khong? Cong ty nay ciling da chi hang triéu do-la dé tham nhap vao thi
treong cung cap dich vu trong tré. That la! Hay hoéi bat ky nguwdi me nao
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cau hoéi nhan hiéu Gerber dai dién cho cai gi thi ho sé tra 10i khong chut

ngap ngung la “thirc an cho tré”.

Tham chi mot s6 cong ty da thanh cong va c6 danh tiéng vé cac loai hinh
kinh doanh mé& rong ciing can phai xem xét lai. McDonald’s la cong ty dan
dau vé do an nhanh, duwgc ménh danh nhw mot nha cai cach trong viéc ma@
rong thyc don. T nam 1983, cong ty nay da dwa vao thi truong cac mén ga
McNuggets, salad an nhanh, McLean Deluxe va rat nhiéu san pham mdi.
Trong mot thap ky, doanh thu binh quan ctia moi nha hang & My da tang
35%.

Nhung cling cung khodng thdi gian nay thi cjir s gia tiéu dung cua thyc
pham da tang 41%. Néu McDonald’s van chi ban cac loai thitc an san
nhung vGi gia diéu chinh theo lam phat thi doanh ctia ho c6 thé tang 1én
41% chit khong chi 1a 35%.

Liéu s6 lwgng ban ra cac loai banh hamburger, Big Mac, Coca-cola va khoai
tay chién ciia McDonald’s c6 ti€p tuc nhu hién nay khong? Co thé cé, cé thé
khong. RO rang la tir thap ky tredce thi xu hwdng “an tiém” da rat pho bién,
giup McDonald’s tang s6 lwvgng hang ban ra.

Néu ban khong thé duy tri s6 lwgng hang ban ra ngay ca trong diéu kién
thuan lgi thi sao ban c6 thé tiép tuc lam an dwgc khi c6 nhitng tdc nhan

chong lai ban?

Ban hdy nhé k¥ rang, McDonald’s rat t tin va cé danh tiéng that s trong
gidi tai chinh. Michael Quinlan, gidm déc diéu hanh cta hang, tirng noi:
“Gia str hién gio chung t6i da phuc vu bia va rugu, cudi cung ching t6i c6
thé chiém duwgc 100% thi truong cung cap dich vu an uéng”.

Nhiéu cong ty da bat chwdc cach cia McDonald’s. Mot s6 cong ty thanh

cong vdi cac san pham truyén thong ciing nhw cac sdn pham ma rong.
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Nhuwng néu xem xét ky hon, ban sé thiay rang phan 16n su tang tredng cta
ho la nh& vao chi so gia tiéu dung. Khong c6 lam phat, sé khéng c6 s tang
tredng nay.

Co rat nhiéu con dwong khac nhau dan tdi viéc mat dinh huwéng tap trung.
MGt sO cong ty di theo con dwdng ctia McDonald’s: tang s6 lwgng san pham
trong dong san pham chinh. S6 khac lai ¢6 gang kinh doanh rat nhiéu mat
hang khac nhau. Cach tiép can thit hai nay da dan dén nhitng that bai ro

rang nhat trong qua trinh mé rong mat hang kinh doanh.

Ngay hom trudc cac cong ty con tap trung vao mot dong san pham chinh,
dem lai 1gi nhuan cao. Ngay ngay hom sau, ho dd m@& rong sang rat nhiéu
san pham khéc va bat dau di lac hwéng hay that sy thua 16. Nan lam phat

nhan hiéu lai xay ra.

Nam 1995, London International cong ty san xuat bao cao su 1én nhat thé
gigi da dat doanh thu 220 triéu d6-la nhung ciing chiu khoan 16 1én téi 37
trieu do-la. Trong khi dai dich AIDS dang hoanh hanh hién nay thi tai sao
cong ty san xuat bao cao su 16n nhat thé gidi lai c6 thé 1am vao tinh trang
thua 16? Rat dé hiéu. Cong ty nay da quyét dinh da dang héa kinh doanh,
san xuat va ban 1é cac loai khung anh, do sit va cac san pham cham soc sac
dep. Gan day, ban quan tri m@i ctia cong ty da tir bé viéc da dang hda séan
pham, quay lai tap trung vao dong san pham chinh. Nam 1996, cong ty cho
biét da thu dwoc lgi nhuan la 19 triéu do-la trong tong doanh s6 1a 509 triéu
do-la.

Viéc m@ rong dong san pham khong chi xdy ra & cac cong ty 16n. Cac cong
ty nho tham chi con thién vé viéc da dang héa hon ca cac cong ty quy mo
16n. Nam 1988, mot cht nha hang dia phwong da yéu cau Main Street
Muffins nha cung cap banh x6p nwéng dat 100 nghin do-la/nam tir viéc
kinh doanh 1é & Akron, bang Ohio cung cap thém b4t nhao san trit lanh thay
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vi chi c6 banh x6p nwéng san. Va thé la dich vu cung cdp ca hai mat hang
nay da ra doi. Main Street mua thiét bi mdi, phat trién phwong thivc va bat
dau cung cap cho ca cac nha hang khac. Moi viéc xem ra c6 vé rat tot dep.
Main Street md& thém mot ctra hang mdi. Nhung ro6i moi viéc lai khong mai
tot dep nhw vay. Viéc cung cap ca hai loai hinh nay da dan trai cac nguon tai
nguyén cta hang. Tinh than ctia nhan vién bi suy gidam. Mot nam sau, ca hai
ctta hang ban 1é va dich vu cung cap bot lam banh ctia hang gan nhv pha

san. Da dén thoi diém quyét dinh.

Khong Tw néi: “Ai dudi bat hai con thé cing mét lic sé khong bat dugc
con nao hét”. Nhitng ngwoi chu ciia Main Street Muffins Steven Marks va
Harvey Nelson da quyét dinh chi du6i bat mot con thd. Ho ban hé thong ctra
hang ban 1é va chi cung cap bot nhao san trit lanh, mac du dich vu nay chi

chiém 1/3 tong doanh so.

Chi ba thang sau, viéc kinh doanh nay da sinh 1ai lién tuc. Ttr nam 1990 dén
nay, doanh s6 ctia Main Street tang trung binh 100% moi nam. Doanh so

hang nam cuaa cong ty hién dat 10 triéu do-la.

Steven Marks néi : “Thay vi tién hanh song song hai viéc, ching t6i can
lam mot viéc that tot. Chuing t6i da nhan ra rang dé thanh cong, can phai
dinh huéng tap trung cao do. Chiing t6i da cong hién toan bo sitc lyc ctia

minh vao céng viéc cé co may thanh cong 16n nhat”.

Cac cong ty nho nhw Main Street Muffins ciling da gap nhitng van dé kho
khan nhv vay. O My, trong s6 700 nghin doanh nghiép méi dwogc thanh 1ap
trong nam 1996, cé khoang 35 nghin doanh nghiép con ton tai dugc trong 5
nam t6i. Va ly do co ban nhat dan dén sy that bai cia cac cong ty nhé la

muon lam qua nhiéu viéc cung mot lic.

Néu chi chuyén tam lam that to6t mot viéc, ban sé c6 thé xay dung danh

tiéng, dam bao cho sy thanh cong dai han. (That khong may, ban ciling c6
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thé sé bi thiéu von trong thoi gian ngan ban dau. Von lu6n la van dé nan

gidi doi vGi cac cong ty mdi thanh 1ap).

Nhitng gi xdy ra v6i banh nuwéng cia Main Street Muffins cling tirng xdy ra
trong linh vic mdy tinh. Vai nam trwdc, khi IBM chi tap trung vao san xuat
may tinh, ho da thu dugc ca tan tién. Ngay nay, khi kinh doanh ca may tinh
trung tam, may tinh trung binh, may tram, may tinh dé ban, may tinh gia
dinh va phan mém (ké ca mot vai dong san pham chinh nita), ho dang phai

doi mat voi nhiéu kho khan.

Vi du: nam 1991, tong doanh thu ctia IBM la 65 ty d6-la nhung van 16 2,8
ty do-la. Nam 1992, ho 10 5,6 ty do6-la va nam 1993 la 8,1 ty d6-la (riéng
nam 1994, IBM lai 3 ty do-la, nhwng twong lai cia hang van khong co6 gi

sang sua ngoai danh tiéng cua loai may tinh Big Blue).

Theo chiéu huwéng do, IBM ciing d6 hang triéu do-la vao mat hang may
photocopy (da ban lai cho Kodak), thiét bi dién thoai Rolm (da ban lai cho
Siemens), Hé thong kinh doanh vé tinh SBS (dwgc ban cho MCI), mang
Prodigy dang vat vo, SAA, TopView, OfficeVision va OS/2. Ly 1€ bién

minh cho cac hoat dong thiéu tap trung nay la gi?

Vi no luc duy tri vi thé dan dau trong nganh may tinh, IBM tin twdng c6
thé diéu khién dugc “con ngya may tinh” bat kham nay. Nganh may tinh
md& rong dén dau thi IBM nghi rang ho phai theo duwgc dén do. Thuc té,
IBM da chiu kha nhiéu 16i chi trich vi da tién khong dt nhanh. Theo cac
nha phé binh thi hé thng mang, may phuc vu khach va phan mém may tinh
dé ban la nhitng linh viec ma IBM phai theo dudi manh mé hon nita. (Tham
chi ho da tan thwong hang Lotus trong nhitng linh vic nay.)

Khi ban lu6n ¢6 gangdan dau mét nganh kinh doanh dang mé rong theo
cach ma IBM c6 cuwGi “con ngwa may tinh” thi ban sé bi xé toac ra. N6
giong nhu ban dang trén dudng pha hiy minh.
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Du vay, do lai chinh la diéu ma phan 16n cac cong ty lam. Khi dat dugc
thanh cong khéng ngd tGi, ltic nao cling vay, ho bat dau gieo mam rac réi
cho twong lai ctia cong ty. Hay 1ay Microsoft lam vi du. Néu cong ty nao &
top dan dau thi do6 chinh la Microsoft. Microsoft giong cong ty nao? Cau tra
16i 1a IBM. Microsoft duwgc thanh 1ap sau IBM, vdi tat ca nhitng tiéu ci'c ma
IBM da mac phai.

Nhitng dau hiéu xau da xuat hién trong chién lwgc cia Microsoft. Dau nam
1992, tap chi The Economist da dwa tin : “Ong Gates dang két hop cac loai
hinh san pham cung dya trén mot diém chung vé ky thuat va hau nhw sé
canh tranh vGi toan nganh phan mém... Chwa mot cong ty nao trong nganh
phan mém cé thé quan ly mot dy an phitc tap dén nhw vay. Ngay ca IBM
cling tirng thtt nhwng roi that bai.”

Khi ban c6 gang cung cap moi thit cho tat cd moi ngwdi, cai ban gianh lai
dwgc chi 1a sw rac roi. Mot nha quan ly thanh cong da néi: “T6i tha lam tot
¢ mot linh virc nao d6 con hon linh viee nao ciling tham gia nhung yéu

kém.”

Theo nghia hep, m& rong dong san pham cé nghia la 1dy nhan hiéu cia mot
san pham da thanh cong (nuwdc sot thit bo A.1) dé dat tén cho mét loai san
pham mdi ma ban dang dinh gidi thiéu ra thi truong (nuwdc sot thit ga A.1).
Nghe thi c6 vé rat hgp ly. “Chiing ta 1am ra loai nwdc sot thit bo A.1 tuyét
vOi, c6 wu thé trén thi trvong. Nhung moi ngwdi lai chuyén tw thit bo sang
dung thit ga, vi vay ching ta hay gidi thiéu mot loai nwéc s6t mdéi cho thit
ga. Con gi tot hon la dung chinh nhan hiéu A.1. Theo d6, moi ngudi sé biét
loai nudc sot thit ga nay la do chinh nguwdi da san xuat nuwdc sot thit bo A.1

tot nhat lam ra.”

Nhung kinh doanh la tran chién vé sy nhan thitc ctia nguwdi tiéu dung chi
khong phai vé san pham. Trong nhan thitc cia moi ngwoi, A.1 khong phai
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la céi tén ma chinh la san pham nwdc sot thit bo. Khi mot nguwdi dé nghi : «
Lam on dwa cho t6i chai A.1” thi sé khong ai héi lai la “A.1 v? Loai nao?”

Mac du ngan sach danh cho quang cao la 18 triéu do-la, nhung viec dwa san
pham nuéc sot thit ga ra thi treong da that bai tham hai.

C6 nhiéu cach mé rong dong san pham va moi ngay nguwoi ta lai nghi ra
mot cach mGi. Nhung vé dai han, nhat la trong su canh tranh khac nghiét
hién nay, viéc m@ rong nhiéu dong san pham khong bao gio dem lai hiéu

qua.

Nam 1978, khi chi 1a m6t loai nwdc uéng vi cam chanh véi tén goi la
Uncola, 7UP chiém 5,7% thi tredng nwdc ngot. Sau dé Seven-Up cho ra doi
thém 7UP Gold, Cherry 7UP va loai nuéc uong ho trg cho nguwdi an kiéng.
Pén ngay nay, thi phan ctia 7UP gidm xudng chi con 4,2%.

Khi hai nhan hiéu m@& réng cua hai dong san pham canh tranh nhau, chac

chdn mot nhan hiéu sé gianh phan thang. Gan nhw bat ky nhan hiéu dan dau
ctia mot loai sén pham nao do cling 1a nhan hiéu ctia mdt cong ty khong mé
rong dong san pham. Hay l1dy san pham thitc dn tré em lam vi du. Gerber la
hang chiém 72% thi tredng nay, vugt qua Beech-Nut va Heinz, hai hang c6

thém loai hinh san pham mdi.

Mac du cé nhitng bang chitng cho thay viéc mé rong dong san pham la

khong hiéu qua,- cac cong ty van tiép tuc lam vay. Sau day la mét vai vi du:
* Hang nuwdc suc miéng Listerine c6 them kem danh rang Listerine?

* Hang kem danh rang Mentadent c6 nwéc sic miéng Mentadent?

» Hang keo Life Savers c6 thém keo cao su Life Savers?

* Hang rwou gin Tanqueray c6 thém rugu vodka Tanqueray?
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» Hang bia Coors kinh doanh ca nwéc uéng Coors?
» Hang giay thé thao Adidas c6 ca nuéc hoa Adidas?
» Hang quan jeans Levi’s c6 ca giay Levi’s?

Theo New Product News, m0t &n pham hang dau vé thvong mai, riéng
trong nam 1994, c6 dén 20.076 loai hang hda tiéu dung mai xuat hién trong
cac siéu thi va nha thuéc My, tang 14% so vdi nam trude. 90% trong s6 do

thudc dong sdan phdm mé& rong

Theo Kevin Clancy — mot nha tw van marketing hang dau, rat co6 thé day chi
la sy truing hgp ngau nhién nhwng chi c6 10% san pham méi nay con du stc

ton tai sau hai nam dwgc tung ra thi truong.

Khoan lgi nhuén chu yéu cua cac siéu thi hién nay khong phai thu dugc tw
viéc ban lé hang hoa cho nguoi tieu dung ma ti viéc ban cac dich vu cho
nha san xuat. Duwéi mot hinh thitc pho bién goi 1a “xtc tién thwong mai”,
cac nha san xudt dang phai chi tra cho nhitng hinh thitc nhw trng bay,
khuyén mai, quang cdo, gidm gia va rat nhiéu ké sach sang tao khac do cac

siéu thi va ctta hang dwa ra.

Chi phi sau ciing ma nha san xudt luon phai tra la phi trirtng bay san pham
mdi. Trén pham vi toan quoc, chi phi nay du ¢ mitc do khiém ton cling 1én
t6i hai triéu d6-la. Néu san pham that bai, cac nha ban 1é con yéu cau mot
khoan phi d& bo hang hda khadi gia trung bay.

Viéc mé rong dong san pham lam gidm dinh hwéng tap trung trong kinh
doanh & ca nha san xuat lan nha ban 1é. Trén cac gia hang ctia mot siéu thi,
ta c6 thé dém dugc 240 loai thudc gidm dau. Khach hang khong can nhiéu
loai thudc giam dau dén vay. Viéc trung bay qua nhiéu chi khién nhitng
nguwoi dam nhan cong viéc cat hang vao kho va bay hang ra phai dau dau

ma thoi.
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Phan 16n cac san pham mdai déu la két qua cua viéc mé rong dong san
pham. Va phan 16n cac san pham méi d6 déu phai chiu that bai. D6 la hai
thue té khong thay doi duwgc ma cac nha quan ly can phai ghi nhé.

Tai sao cac nha quan ly lai tin vao viéc m& rong dong san pham mac du co
rat nhiéu bang chitng vé sy that bai ctia cac nhan hiéu mé rong khac? Mot
1y do van khién nguwdi ta tin vao viéc ma@ rong dong san pham la du c6 that
bai trong dai han thi né van c6 thé dem lai thanh cong trong ngan han.
Nhung ban khong thé do dugc mitc do thanh cong trong ngan han d6. Moi
san pham ma@ rong cia hang Miller déu duwgc coi la thanh cong. Dau tién la
Miller Lite, theo sau la Miller Genuine Draft va Miller Genuine Light. Tiép
theo la Miller Reserve, Miller Reserve Light va Miller Reserve Amber Ale.
Do la con chwa ké Miller Clear, Miller High Life Light va Miller Genuine
Red. Riéng Miller Lite con mé& rong thém Lite Ultra va Miller Lite Ice.

Miller c6 tang duwoc thi phan cta minh trén thi tredng bia khong? Trong
ngan han thi c6 nhung veé lau dai thi khong. Thém vao dé, mic do thanh
cong cua cac dong san pham mé& rong cta Miller con thua xa Anheuser-
Busch.

Anheuser-Busch ciing tirng ban ron mé rong dong san pham. Sau khi Miller
Lite dugc tung ra thi truong nam 1974, Anheuser-Busch da doi dén 8 nam
sau m@i tung tiép san pham Bud Light. BDén nam 1994, Bud Light tré thanh
loai bia nhe c¢6 s6 lwgng ban ra 16n nhat nwéc My, nhwng thanh cong nay lai
phai trd gia bang chinh thi phan bia truyén thong cta hang.

bong luc cé sic tac dong 16n nhat d6i véi hoat dong kinh doanh ngay nay.
bong luc 16n vira ¢ thé la sitc manh vitng vang nhat dé dat dugc thanh
cong nhung cling c6 thé dan dén sy that bai dé dang nhat. Ma& rong dong
san pham la cach chac chan va nhanh nhat dé giét chét dong lwc ctia mot

nhan hiéu. Hang Coors da ché ra mot thirc uéng mdi la a tr mach nha véi
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tén goi la Zima. Pén nam 1994, Zima chiém 2% thi truong bia My. Khi
tham nhap thi trwdng, loai do6 uéng véi vi rgu gin va tonic nay dugc
marketing dinh hwéng tap trung vao gidi nit. Sau do, Coors c6 y twdng mo
rong vdi Zima Gold, loai do uoéng cé vi regu uytky ngoé va soda nham thu
hiat nam gigi. Mot y twong cé vé rat hgp ly. Nhung ngay nay, Zima Gold
khong con ton tai va thi phan cia sdn phdm Zima truyén thong cua hang chi
con chwa day 1%.

Céac nha quén ly thwong suy nghi sai lam rang khach hang ngay cang doi
héi nhiéu hwong vi hon, hang héa da dang hon va nhiéu sy Iva chon hon
nén can phai maé rong nhiéu dong san pham hon. Ky cuc hon, ban sé thay
viéc md& rong lai thuwong xdy ra vdi cac dong san pham dang suy giam
doanh s6 nhiéu hon cac dong san pham dang tang tredng doanh s6. Bia, ca
phé va thudc 14 — ba mat hang c6 s6 lwong ban ra giam déu — lai c6 nhiéu

dong san pham ma@ rong nhat.

Vi du: sau 13 nam, mic tiéu thu bia theo dau ngwdi da gidm xuéng. Khi c6
nhitng khach hang quay luvng véi sdn pham ctia ban, ban sé can thém nhiéu
nhan hiéu khac dé thoa man nhu cau cua s6 khach hang nay? Vé logic thi

ban can lam vay.

Nhung dé 1a logic cua khach hang, khong phdi cia nha séan xuét. Khi s
hang ban ra giam di, cac nha san xuat két luan: can phai c6 thém nhan hiéu
m&i dé thic day hoac it nhat 1a gitt vitng duoc lwgng hang héa ban ra. Khi
mot dong san pham c6 s6 lwgng hang tiéu thu tang, sé la co hdi cho cac
nhan hiéu mai ra doi. Nhung theo logic ctia nha sén xuat, day la thoi diém

thuan lgi va sy xudt hién cta cac loai hang héa méi khong can thiét.

Keét qua la, trén thi trvong, cho khong can thi tran ngdp cac dong san pham
m& rong, cho can nhitng thwong hiéu mdi thi khong c6. Hay diém mot s6 vi
du.
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Mot trong nhitng hoat dong md rong dong san pham cé thé noéi la kha dién
r6 duoc trién khai trong hé théng cac hiéu thudéc & My vai nam tredc day.
D06 la hoat dong mao rong thuong hiéu caa Sterling Winthrop khi no con la
mot cong ty dwogc pham phu ctia Eastman Kodak. Thuwong hiéu thudc tay cé
tén tuoi nhat cta Sterling la Bayer aspirin, nhwng lic nay aspirin da bi loai

thudc acetaminophen (Tylenol) va ibuprofen (Advil) danh bai.

Vi thé, Sterling da thyc hién mot chwong trinh quang cdo va tiép thi vGi chi
phi 1én t&i 116 triéu d6-la, nham gidi thiéu nam san pham thudc tiéu biéu
“khong chita aspirin”. D6 1a cac loai thudc gidm dau dau, thuéc giam dau
thwong, thudc gidam dau moi vé dém, thudc giam dau cho bénh xoang va
thudc diéu hoa kinh nguyét. Thanh phan chinh cta tat ca san pham méi nay

la acetaminophen va ibuprofen.

Chién dich nay thu vé két qua that t6i té. Trong nam dau tién, cac san pham
trén chi ban dwgc 26 triéu do-la trong tong doanh thu 2,5 ty do-la cua thi
treong, chiém 1% tong doanh thu ctia mat hang thuéc gidm dau trén thi
treong. Té hon nita, s6 lwgng san pham thudc aspirin Bayer ban ra ciing
giam 10% moi nam. Tai sao ngwoi tiéu dung lai phai mua thudc aspirin
Bayer néu cac nha san xuat da néi rang san pham cta ho 1a cac loai thudc

“khong chitra aspirin™?

Céac nha quan ly cling cé thé bi mu quang bdi long trung thanh sau sac cua
khach hang d6i véi nhan hiéu cling nhw véi cong ty. Tai sao hang Pepsi lai
gidi thiéu san pham Pepsi XL, Pepsi Max va Crystal Pepsi bat ké ho da gap
that bai vGi Pepsi Light va Pepsi AM?

Mot ly do khac khién nhiéu dong sdn pham md rong tran ngap thi truong la
niém tin cho rang chiing c6 chi phi it ton kém hon viéc cho ra doi mot dong

san pham hay nhan hiéu méi. Theo John MacDonough — giam doc diéu
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hanh cua Miller Brewing thi : “Chi phi cho viéc mé& rong dong san pham

cling bang chi phi xay dung mot nhan hiéu méi”.

Loai bia dwgc wa chudng nhat trén thi tredng My nam 1996 lai 1a mot séan
pham hoan toan mdi. D6 1a bia Red Dog ctia hang Miller Brewing. Trong
nam thang dau tién tiéu thy, Red Dog da chiém 1,4% tong doanh s6 ban ra

cua cac siéu thi ¢ My.

Nhung van dé khong phai la viéc mé rong dong san pham hay thanh 1ap
mot nhan hiéu méi. Van dé 1a liéu cong ty cé nén tap trung phat trién, vugt
qua tat ca cac nhan t6 anh hwdng khac hay khong.

Cang nhiéu san pham, cang nhiéu thi tredng, cong ty cang lién két nhiéu,
tién ho kiém dugc cang it. “Toc do t6i da thang vé moi huwéng” dudng nhw
la 10i hita hen tr sy lién két. Bén khi nao thi cac cong ty mdi hiéu dugc
rang hoat dong ma& rong dong san pham cudi cung chi dan dén tai hoa ma
thoi?

Ngay nay, néu muon thanh céng, ban phai thu hep dinh huwéng tap trung
kinh doanh dé c6 thé hinh thanh mot nhan thitc ré rang tr phia ngwoi tiéu
dung.

IBM dai dién cho san pham nao? Nhac dén IBM, moi nguwdi van thuong
nghi dén “cac loai mdy tinh trung tdm”. Ngay nay, ho dai dién cho moi thi

(mot cach néi khac ctia viéc ho khong dai dién cho sdn pham nao).

Theo quan niém truyén thong, mot chién lwgce kinh doanh thwong bao gom
viéc phat trién mét “tam nhin toan canh”. N6i cach khac, khai niém hay y

twdng nao sé dua 16n dé chira dung toan bo san pham va dich vu cta cong ty
trén thi treong hién nay cling nhu ké hoach cho twong lai? Theo quan niém
nay, chién lwgc giong nhw mot cai 1éu. Ban dong coc 1éu sao cho du 16n dé

c6 thé chira tat ca nhitng gi ban muon.
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IBM da dung mot cai léu qua 16n. Khong c6 loai san pham nao hién nay
hay trong twrong lai c6 thé lot ra ngoai chiéc 1éu cia IBM. D6 chinh la cong
thitc dan dén tham hoa. Khi c6 cong ty, sdn pham hay y twdng mdéi nao xam

nhap vao thi treong may tinh, IBM sé thoi ching ra xa ngay.

Ban khong thé thau tom mot thi treong phat trién nhanh nhw thi treong may
tinh hién nay cho du ban c6 tiém Iyc tai chinh manh nhw IBM. Theo quan
diém mang tinh chién lwgc thi ban can lwa chon ky hon dé cé dugc khu vuye

ma ban dinh cam léu.

Cong nghé mai da thic day sy xuét hién cta cac chuyén gia. Cung véi thoi
gian, cac cong nghé mdi lién tiép ra doi, hoat dong kinh doanh ciing tré
nén chuyén biét héa. M6t nha mdy san xuat giay gio day cling da c6 nhitng
xi nghiép chuyén mon héa vé giay nam, giay ni¥, giay tré em, giay cong s&,
giay thong thuong va bot.

Thoi gian troi di va phong cach song ciing thay doi, tao ra rat nhiéu co héi
cho cac chuyén gia mdi — nhitng ngudi biét cach tan dung lgi ich cta sy
thay doi. Khong phdi 1a hang Florsheim hay hang giay U.S gianh duwoc
thanh cong trong mat hang giay thé thao ma la hai chuyén gia vé loai giay

nay: Nike va Reebok.

Strc manh trong tay cac chuyen gia khong phai cac ky nghé gia da nganh.
Khi cong nghé mgi lam thay doi ban chat cua thuwong treong, cac cong ty
dang ton tai sé c6 gang dwa nhitng cong nghé mdi do vao t6 chitc cia minh.
Két qua la ho mat di dinh hwéng tap trung va trd thanh nhitng muc tiéu rat

dé dang ctia cac chuyén gia.

Nhitng thay doi vé cong nghé trong nganh mady tinh da béo trudc sy xuat
hién cua cac chuyén gia chi tap trung kinh doanh mot loai may tinh va trong
qua trinh phat trién da tao thanh nhitng mang kinh doanh riéng biét. Vi du:

Digital Equipment v&i may tinh mini. Phan mém Sun Microsystem cho hé
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diéu hanh UNIX ctia mdy tram. Silicon Graphic v6i do hoa 3-D. Compad
vOi may tinh ca nhan van phong.Packark Bell v6i may tinh ca nhan gia
dinh, Dell va Gateway 2000 v6i ddt hang may tinh ca nhan qua thu.

Nam 1995, t& Wall Street Journal nhan dinh: “P¢ la mot trong nhitng diéu
bi an 16n cta thé gidi may tinh. Sao nha san xuat mdy tinh 16n nhat thé giéi
(nha san xuat ma trén thuyrc t€ da tao ra thi trudng may tinh ca nhan) lai ling

tung trong thé gidi phan mém ctia may tinh?”

Do khong phai 1a mot bi an rat 16n sao? Khong mot cong ty san xuat may
tinh ca nhan nao lai tré thanh nhan t6 quan trong trong linh vi'c phan mém
may tinh ca nhan. Khong phai Compad, Dell, Gateway hay Packard Bell.
Vay tai sao IBM lai c6 thé lam dwgc diéu dé?

Cong ty nao la dai gia trong Iinh virc phan mém? Di nhién do la cac chuyén
gia Microsoft, Novell, Adobe, Intuit, Borland, Broderbund va hang loat
cong ty phan mém khac. Khong mot cong ty nao trong s6 nay san xuat may

tinh ca nhan.

(Moi cong ty san xuat may tinh, di nhién, déu cé bd phan kinh doanh phan
meém dé co thé “két hgp” qua trinh ban phan mém véi phan ciing. Sw bo
budc nay da tao ra mot rao can khién cac déi tha canh tranh khong thé xam
nhap vao. Tham chi, bo phan kinh doanh phan mém cta IBM tri gia tGi 11

ty do-la va 2/3 s6 d6 gan lién v&i may tinh cha).

Chién Iwgc cua General Motors ciling twong ti cia IBM. GM san xudt moi
loai 6t0, tir 6t6 mui kin, 6to thé thao, 0t6 dat tién, xe tai 16n, xe tai nho,
tham chi la ca 6t0 dién. Vay dau la chién lwgc kinh doanh cia GM? Du dé
la xe chay trén duong hay khong chay trén duwong thi ching t6i cling kinh
doanh hét.
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Muc dich tién quyét cia mot nhan hiéu la gi? Theo mot cudc khao sat gan
day cta cac nha diéu hanh cdp cao: “muc tiéu hang dau cia mot thwong
hiéu la cung cap mdt cai 6 cho céc loai hinh san pham va dich vu”. Du ban
goi no la cai 6 hay cai 1éu thi déu la viéc dat moi thit duwdi mot cai vom rat
nguy hiém. D6 la thuyét quan ly c6 thé dan ban dén cai bay ctia sy mé rong

dong san pham.

Doi véi nhiéu cong ty, mdé rong dong san pham la mot 16i ra dé dang, mot
cach thirc phat trién rat hgp ly va khéng ton kém. Chi khi qua muén dé
quay dau lai va ho nhan ra da danh mat sy tap trung cia minh, thi c6 1€ ho
mdi biét dwgc sy phat trién dé la nhat thoi.
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2. TOAN CAU HOA VA PONG
LUC CHI PHOI

Van dé 16n nhat cta thé gidi kinh doanh ngay nay la sw bung né ctia thuwong
mai toan cau. Dé tan dung lgi thé cta viéc ha thap hay loai bé hang rao thué
quan dugc hinh thanh nho cac hiép dinh nhw GATT, NAFTA, APEC va
Mercosur, tat ca cac quoc gia trén thé gidi dang c6 gang tang hoat dong xuat
khau.

Qua trinh toan cau héa tac dong dén viéc kinh doanh cta cong ty ban nhw

thé nao?

N6 sé c6 khuynh hwéng lam cho cong ty ban mat di tinh dinh hwéng tap
trung... cho du ban khong hé thay déi dong san pham ciing nhw cac dich

V.

Céac vi du sau sé giai thich ro tai sao toan cau hoa lai lam cho ban mat dinh
huwéng. Hay néi xem, khi ban song & mdt thanh phé nhé nhv Wyoming véi

s0 dan la 50 ngudi, ban sé tim dén nhitng ctra hang ban 1é loai nao?

7

Chinh xac sé la mot caa hang “bach héa” véi du loai mat hang, tw thyc
pham, quan do dén xang dau.

Bay gio hay chuyén sang New York v&i s6 dan tam triéu nguwoi. Ban sé tim
dén ctra hang ban 1é loai nao?

Chac chan sé 1a cac ctra hang c6 tinh chuyén mo6n héa cao. Khong chi 1a
ctra hang ban giay néi chung ma la ctra hang ban giay nam, giay nit, giay tré

em, giay thé thao.
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Thi truong cang 16n thi tinh chuyén mon héa cang cao. Thi truong cang
nho, tinh chuyén mén hoa cang thap va cac céng ty cang da dang hoa. Khi
nén kinh té thé gidi chuyén sang toan cau hoa, cac cong ty sé phai chuyén

mon hoa hon.

MGt vai nganh c6 toc do toan cau héa nhanh hon cac nganh khac. Nganh
cong nghiép san xudt nwdc uéng cola, nganh may tinh va nganh hang khong
throng mai hau nhu da toan cau héa. Cac nganh khac sé phai mat vai thap
ky, tham chi 1a lau hon, dé dat dwgc mic do do6. Nhung linh vire ban 1é c6
thé sé khong bao gio nhw vay, cho du nhiéu kénh mua sam trén truyén hinh

va cac nha trung bay dang day nhanh qua trinh nay.

Sy bung n6 cta thwong mai toan cau that sy kinh ngac. Hay dao quanh mot
sO thanh pho néi tiéng trén thé gidi va doc cac bang dan quang cao trén
dwong tir san bay vao thanh pho, ban sé thay mot loat cac tén tudi Sharp,
Canon, Samsung, Xerox, Philips, Marlboro, Shell, IBM, Coke. Ban dang &

quoc gia nao vay?

Néu chi doc tén cac nhan hiéu trén bang quang céo, ban sé khong phan biét
dwgc minh dang & chau luc nao, chit dirng néi la dang & dat nwéc hay thanh

pho nao.

Ban ciing khong thé phan biét bang trang phuc cia ngwdi dan dia phuwong,
ddc biét la ctia nhitng ngwdi tré tudi. Quan jean, o phong (c6 in cac khau
hiéu quang cdo) va giay choi quan vgt la dong phuc ctia s6 déng thanh thiéu
nién & chau Au, chau A, M§ Latinh va My.

Trong khi rat nhiéu cong ty da gianh dugc 1gi thé tir toan cau hoéa thi toan
cau héa cling lam cho nhiéu cong ty khac mat di tinh dinh hwéng tap trung.
Nhitng cong ty nay van chwra hiéu dugce y nghia dai han ctia mét thé gidi
throng mai ti do. Mot 1an nita, can phai quay vé v6i nguyén tac co ban cua

s chuyén mon hoa: thi treong cang 16n, moi cong ty cang phai chuyén
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mon hoéa cao hon néu muon thanh cong. Khi ching ta da that sy dat dugc tw
do thuwong mai toan cau thi tat cd cadc cong ty muon ton tai sé déu phai

chuyén mon hoa.

Ngoai thuong 1a sttc manh, dem lai su thinh vitong cho méi quoc gia. Vung
Vién Dong la minh chitng ngoan muc nhat cho nhitng gi ma toan cau hoéa c6
thé lam dwoc. Pa phan cac nwéc Nhat Ban, Dai Loan, Hong Kong,
Singapore va Han Qudc da giau c6 hon nhd lam trung gian thwvong mai.
Thuwong mai dang 1ai cac t6 chivc kinh té€ & moi quy m6 khac nhau gia nhap
thi truong thé gidi. Mot cong ty vira phai canh tranh vGi hang héa nhap
khau vao thi tredng trong nuwdc vira phai canh tranh & cac thi treong khac
trén khap thé gigi dang ngay cang trd nén phic tap hon.

Nhung nhiéu cong ty lai khong nhin nhan moi viéc theo hwéng d6. Ho coi
viéc gia tang toan cau hoa thwong mai la mot co hoi dé mé rong chir khong

phai thu hep dong san pham.

Hay lay vi du mot cong ty thuwe pham cta Pirc vao cubi nam 1992. Bau
nam 1993, cung v4i viéc bai bé nhitng quy dinh trong quan ly duong bién
gidi va cac rao can khac cho viéc ty do héa thuwong mai, nwéc Bic (v6i dan
sO 81 triéu ngudi) dy dinh sé tré thanh mot phan cta thi treong chung EU

vdi tong so dan 1én tdi 347 triéu.

Noi cach khac, chi sau mot dém, cac cong ty cta Puc coi day nhu thi
trrong “nha” véi quy mo tang 1én bon lan. Cac cong ty da phan tng ra sao?

Chac han ho phai chiu rat nhiéu cam do6 vé viéc mé rong dong san pham.

“Hay xem, ching ta can phai dap @ng duwgc khau vi thich ngot ctia nguoi
Anh, thich cay ctia nguoi Y va thich vi bac ha ctia nguwoi Ha Lan” v.v... Néu
coi suy nghi nay la hgp ly, thi chac chan sé dan dén mot nguyeén tac trai

nguwgc voi nguyén tac thi treong cang 16n, cac cong ty cang phai chuyén
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mon hoa. Nguyén tac méi sé la khi thi treong cia ban mé rong, cac san

pham ctda ban cling phai m@ réng theo.

Két qua la, nhiéu tap doan trén khap thé gigi 1am vao rac réi. Nhung toan
cau héa c6 anh huwéng khac nhau d6i véi titng khu vie. So sanh chau Au
v6i chadu My, khu vize nao chiu nhiéu hdu qua hon? Di nhién 1a chau Au,
nhiwng 1y do cho viéc nay van chwa ro rang. Cac quan sat vién thuong do 16i
rang, chi phi cao cho phtc 1gi lao dong & chau Au, sy’ citng nhéic trong luat
lao dong, mirc thué cao dé chu cap cho phic lgi xa hoi va dac biét la sy
thiéu linh hoat trong viéc thué mwén va sa thai nhan cong khi can, da gay ra
hau qua nay. Khong nghi ngd gi, nhitng nhan t6 trén cling gép phan tao nén
tinh trang bat 6n ctia nén kinh t& chau Au, nhing van con nhén t6 khéc
thuong bi bo sét.

So véi cac cong ty ciia My, mdi ban tdm ctia phan 16n cac cong ty chau Au
la mé& rong hon nita dong san pham. Hang Siemens da tung ra rat nhiéu

thiét bj dién giong nhu cia General Electric. Siemens ciing dwa ra mot loat
cac thiét bi chuyén mach may tinh, vién thong va cac thiét bi dién ma hang

General Electric khong san xuaét.

Trén thuc té€, & MY, su canh tranh khac nghiét trong linh virc may tinh cé bo
nhG 16n da day General Electric ra khoi Iinh vy nay. Trong khi dé, & i,
thi truong khong canh tranh khac nghiét nén Siemens van tru lai duoc.

Hay xem trueong hgp ctia Cong ty dién tt Philips Electronics. Philips tri gia
t6i 39 ty do-la va dang c6 gang canh tranh vé chip dién ti vdi Intel, vé
video game vé&i Sega va Nintendo, vé thiét bi dién v4i General Electric, vé
VCR va mdy quay xach tay véi Sony va mot s6 cong ty 16n khac chuyén vé
linh vyc nay. Theo doé, Philips cling dat chan vao thi truong may tinh, cap
tivi va bang video cho thué. D6 la chwa ké dén viéc dau tw 175 triéu do-la
vao hang truyén thong Whittle da hau nhuw thua 16 hoan toan. Nam 1990,
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Philips 16 2,3 ty d6-la va gan nhu pha san. Sy bung no6 vé san pham ban dan
gan day co thé giup Philips ditng vitng trong thdi gian ngan, nhung ho can
nhanh chong dinh hudng tap trung cho dai han.

Daimler-Benz, cong ty cong nghiép 16n nhat ctia Bic- quoc gia c6 nén kinh
t& phat trién nhat chau Au. Cuing v6i nhitng 10i thé sdn c6 dé, Daimler-Benz
s@ hitu Mercedes-Benz, nhan hiéu 6t6 16n nhat thé gigi. Chac ban nghi la
Daimler sé c6 lgi nhuan rat 16n, nhung khong phai vay. Thye chat, nam
1995, cong ty nay da 16 hon mét ty do-la.

Tinh trang thua 16 ctia ho khong nam & 6t6 vi 6t6 Mercedes-Benz ltic nao
cling dem lai lgi nhuan cao. Van dé la ho da da dang h6a san pham. Trong
sudt nhitng nam 1980, Daimler-Benz da tham gia vao moi linh vuyc tt* may
bay phén lyc dén may bay tryc thang, tau hoa va ca vé tinh. Néu ban da

mua c6 phiéu ctia hdang nay tir thoi diém do thi chac chan ban sé bi thua 16.

Vi xu hudng kinh doanh toan cau hoa, 1€ ra Daimler Benz nén phat trién
theo hwvdng ngugce lai. Ho phai thu hep muc tiéu va chi tap trung kinh doanh
loai 6t6 sang trong, dung lgi nhuan thu dwgc mé rong hé thong nha may san

xudt 6to trén toan thé gidi thay vi d6 vao nhitng cong ty con lam an thua 10.

Truwong hop Fiat — tap doan 16n nhat Italia (tri gia 40 ty do-la) cling vay.
Tong so 0t cac loai ma Fiat san xuat ra cling bang so xe ctiia General
Motors (v6i s6 von 1én t6i 155 ty do-la). Nhung gia dinh Agnelli diéu hanh
tap doan nay cling muon tham gia vao moi linh vure, ti viéc cung cap loai
xe vét-pa, cho dén cac thiét bi nong nghiép, roi ca xe tai I6n. Tham chi ho
con san xuat ca hoa chat, bado hiém, thyc pham, xuat ban, thé thao, duwong
sat va qudc phong (s6 cong ty cua dong ho Agnelli dwgc niém yét chiém tGi
hon 25% gia tri c6 phan caa thi treong chitng khoan Milan).

Su két hop gitta Fiat va dong ho Agnelli da tao ra dong san pham rong 16n
hon so v6i General nhung s6 lwgng ban ra lai thdp hon nhiéu so vdi
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General. Khi toan cau hoa budc cac céng ty phai chuyén biét hon, thi v6i sy

két hgp trén, nguy co pha séan la rat 16n.

Trong nam 1993, riéng nhan hiéu Fiat da 16 1,1 ty do-la. Nam 1994, nho
viéc dong lia sut gia 25% (diéu nay ho trg Fiat & nwdc ngoai trong khi lam
hang héa nhap khau vao Y ting gid), Fiat thong bao lgi nhudn 1a 612 triéu
do-la. Mdc du vay, cang ngay cang thay la Fiat dwong nhu dwgce thanh 1ap ra
cho hé thong bdo ho mang tinh phong kién, dugc goi la salotto buono hay
kinh doanh kiéu bang hoi, két n6i véi cac ngan hang quoc gia va cac dang

phai chinh tri. Twong lai ctia Fiat hoan toan khong sang sua.

Hon thé nita, gan day, cac cong ty hoa chat cta Fiat, tap doan Ferruzzi
Finanziaria va cong ty hoa chat Montedison ctia tdp doan nay thong bao sé
lién két thanh mot tap doan véi tong tri gia 1én dén 28 ty do-la. Tap doan
nay do Mediobanca, m6t ngan hang dau tw c6 thé lwc & Milan, va gia dinh
Agnelli diéu hanh. Ferruzzi von 1a mot cong ty yéu kém, hai nam tredc da
gan nhu sup do vdi khodn ng 1én dén 20 ty d6-la. Ferruzzi song sot nhd cac

ngan hang doi khoan ng dé bang viéc thé chap tai san.

Mot chuyén gia veé tai chinh nhan xét, si théa thuan caa Ferruzzi la “v6
nghia 1y”. N6 da tao ra mot tap doan 16n” tai thoi diém ma xu thé lién két
dang trd nén 16i thoi trén khap thé gigi”. (Nho cac phuong tién truyén thong
lién tuc chi trich, ma gan day, viéc sap nhap bi coi la yéu kém nay da dugc
hay bé).

Hang Olivetti cling dang tudt doc theo hwdng twong tw. La nha san xuat
may tinh 16n thit hai chdu Au (sau Siemens Nixdorf), tit nim 1990 dén nay
(1996), chira mot nam nao Olivetti sinh 13i. Trong bon nam (1992-1996),
Olivetti da thua 16 1,5 ty do-la. Giam doc diéu hanh Corrado Passera thira
nhan Olivetti “da lam qua nhiéu thi?”. Tai thi trudng trong nwdc, cong ty
cung cap tr may chir dén may tinh trung tam, trong khi & thi treong nuwdc
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ngoai, n6 dang co6 gang diéu hanh mot mang lwéi kinh doanh may tinh ca

nhan trén pham vi toan thé gigi.

Thay vi thu hep dinh huéng tap trung, Olivetti lai tim kiém nhitng linh vuc
kinh doanh khac 1a cung cédp dich vu, vién thong va truyén thong da phuwong
tién. Khi cang ngay cang phat trién trd thanh mét thwong hiéu toan cau, 1€

ra Olivetti phdi tim cach thu hep chit khong phai mé rong san pham.

Thém vao dé, Olivetti cling mac phdi nhitng van dé mang tinh t6 chitc nhw
cua Fiat. Olivetti do Carlo De Benedetti s& hitu. Cong ty me cua Olivetti,
Compagnie Industriali Riunite, cling dau tw vao linh viee dién t, ban 1é va
mot s6 linh vire khac. Ho that khé c6 thé canh tranh vGi IBM, Apple va
Compagq khi con cé nhitng hang muc dau tw khac can quan tdm. Nam 1996,
Olivetti chi chiém 4% thi truong may tinh chau Au trong khi Compaq
chiém 14%.

Loi nhuan cia Compaq thu dwgc rat cao va hang c6 quy mé 16n gap hai lan
so vGi Olivetti. Nhung khong giong nhw Olivetti, hang khong tham gia vao
thi truong vién thong, truyén thong da phwong tién hay cung cap dich vu.

Viéc mé& rong la khong can thiét v4i hang.

Vi thi trvong cé6 quy mo 16n hon nhw My, dong lyc thic day sw chuyén
mon hoéa da khién cho cac cong ty My nhw Compaq ngay cang co6 tinh tap
trung hon. Bdi xu thé toan cau héa van con tiép dién, ap luc budc cac cong
ty chau Au phai thu hep dinh hwéng ctia ho lai, néu khéng, ho sé& cang ngay
cang gip nhiéu bat loi hon. Sy hdn loan trong cdng dong kinh t& chau Au

hoan toan c6 thé xay ra.

Di nhién, thi tredng chau Au 16n hon thi tredng My. Nhung né khéng phéi
l1a mot thi tredng don 1é that sy. Thi truong EU can c6 thoi gian (khodng vai
thap ky) dé tré thanh mot khoi dong nhat nhuw thi tredng My.
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Su toan cau héa nén kinh té thé gidi ciing thé, can rat nhiéu thap ky dé tra
thanh mdt khoi thong nhat that s, ké ca khi tat ca cac quoc gia hop tac
cung nhau trong viéc thiét 1ap mét thi treong nhw vay. Cho du hoat dong
chung sitc nay c6 xay ra thi van c6 thé c6 mot s6 quoc gia sé dirng bén
ngoai qua trinh d6 nham bao vé thi tredng ctia neéc minh (Benjamin
Franklin da néi: “Khéng mot qudc gia nao bi hiy hoai vi kinh doanh buon
ban”).

Nhitng nguyén tic tuwong ty ciing duge 4p dung véi thi trudng chau A. My
nam gan day nén kinh té Nhat c6 chiéu hwéng di xuong vi cac cong ty Nhat

md& rong dong san pham qua nhiéu.

Khong chi vi thi trwong cua Nhat c6 quy mo nho hon thi truong My, mot ly
do thic day viéc md rong dong san pham la tw twdng thich kiém soat cta
chinh pha Nhat. Viéc kiém soat mét vai cong ty mé rong dong san pham dé
hon kiém soat mot thi treong tw do va phirc tap nhu thi tredng My véi cac

cong ty c6 tinh chuyén moén hoa qua cao, canh tranh qua gay gat.

Chi c6 mot cong ty (General Electric) trong sé mudi cong ty 16n nhat nwdc
My, hoat dong theo kiéu tap doan truyén thong. Trong khi, ty 1€ do6 tai Nhat
la tam (hai cong ty khong theo hinh thitc nay la Toyota Motor va cong ty

dién thoai va diéen tin Nippon).

Trong muwoi cong ty 16n nhat Nhat Ban cé sau cong ty la cac sogo shosha
cong ty thwong mai. Tong doanh thu ctia cac cong ty nay la gan mot nghin
ty do-la, chiém 1/4 téng san pham qudc ndi cua Nhat. Nhung ho cling nhw
dang ding bén bd pha san. Thu nhap rong chwa bang 1/10 cua 1% doanh s6

ban ra.

Sau cong ty 16n nhat cia Nhat déu la cong ty kinh doanh thiéu tap trung
nhat ma ta c6 thé twéng twgng ra. Ho lam ca nhiém vu dai ly, ban hang,

chuyén gia tai chinh, ngudi chuyén mon vé von dau co va nguoi dau tu vao

https://thuviensach.vn



c6 phiéu cua cac thanh vién keiretsu ctia ho. Thém nita, cac sogo shosha
cling do tién vao dau mé, khi gas, nha may dién, cac du an truyén thong vé

tinh va hé thong truyén hinh cép.

Nhiéu thanh vién keiretsu da bi thua 16. Lay Mitsubishi Electric lam vi du.
Cong ty tri gia 29 ty d6-la nay san xuat moi thi: tir chat ban dan, cac thiét

bi dién tr dan dung, thiét bi khong gian cho dén hé thong van chuyén. Bau
nhitng nam 1990, doanh thu ciing nhw 1gi nhuan ctia ho bat dau giam.

Khi nhan hiéu cua hang héa tré nén quan trong hon, cac cong ty nhw
Mitsubishi sé phdi trdi qua giai doan kh6 khan hon nhiéu. Doanh thu hang
ndm cla cic cong ty cing mang nhan hiéu Mitsubishi: Hing Oté Mitsubishi
(34 ty do-la), Ngan hang Mitsubishi (30 ty do-la), Cong ty Cong nghiép
ndang Mitsubishi (29 ty do-la), Cong ty hoa chat Mitsubishi (13 ty do-la) va
Hang Cung cap Nguyén liéu Mitsubishi (10 ty do la). M6t nhan hiéu dai
dién cho qua nhiéu loai hang hoéa két cuc sé khéng dai dién dwgc cho mot

loai hang hda nao ca.

Viéc thue hién mé rong dong san pham dwdi mot nhan hiéu cia cac cong ty
Nhat da nhan dwgc danh gia rat tich cwe tir nhiéu cay but kinh té nhitng
nguwoi khong nhin nhan dwgc ban chat ctia van dé. Mot trong nhitng nhan
xét ma ho thwong vién dan vé hang Yamaha la “ Mot nha san xudt xe may

da thanh cong ra sao trong viéc ban dan piano”.

Ban dau, Yamaha Motors la mot cong ty doc 1ap va cong ty san xudt piano
Yamaha Corporation chi s@ hitu 1/3 Yamaha Motors. Vé sau, Yamaha Corp
bi that bai vé tai chinh. Theo kiéu lién két khoi cia Nhat, Yamaha Corp séan
xuat nhiéu loai san pham: thiét bi ban cung, cau lac b golf, thiét bi am
thanh, dung cu bép, dung cu trugt tuyét, xe dap dién va di nhién la ca cac

loai nhac cu.
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Thyce té, Yamaha la cong ty san xudt nhac cu 16n nhat thé gidi. Trong muwoi
nam qua, Yamaha da ban duoc so lwgng hang hda tri gia tGi 46 ty do-la theo
ty sudt hoi dodi hién thoi. Tuy vay, thu nhap rong cia hang chwa bang 1%
doanh thu. Phat trién nhung khong sinh 101 dwong nhu 1a kiéu kinh doanh
cta Nhat, kién dinh vdi triét ly mé rong san pham hang loat va tap trung

vao thi trrong gia re.

Nhat 1a dat nwéc ctia hang nghin cong ty twong ti' Yamaha. Cac cong ty san
xudt moi thit dwdi mot nhan hiéu chung va ban ra thi treong. Doanh thu cia
Hitachi la 76 ty do-la, Toshiba la 48 ty, Sony la 40 ty, NEC la 38 ty, Canon
la 19 ty, Sanyo la 16 ty, Sharp la 14 ty va Ricoh la 10 ty. Tam tap doan nay
da dat doanh thu 261 ty d6-latrong nam 1995 va hau nhw khong c6 1ai.

Sony 16 2,9 ty d6-la va khong tap doan nao that sy c6 1ai. Hang kinh doanh
tot nhat la Sharp, v&i thu nhap rong dat 295 triéu d6-la, chiém hon 2%
doanh thu (Trong khi d6, cung mét doanh s6 nhw nhau, 1gi nhudn rong ma
Caterpillar dat dugc lai chiém t6i gan 7% doanh thu.)

Trong dai han, cac tdp doan ctia Nhat sé khong con phu hgp véi xu thé vé
cac cong ty co tinh tap trung hoa cao trong kinh doanh, véi nhan hiéu manh
va nhitng mat hang wu thé. C6 thé thay thi truong chitng khoan phén anh
tam nhin han hep cta cac cong ty Nhat. Ttr nam 1990, thi tredng Nhat sut
giam 50% trong khi thi truong MY lai tang 75%.

O cac quoc gia nhw Han Quéc, dat nwdc c6 nén kinh té chiu sy quan 1y chit
ché cuaa chinh phu, tinh hinh con t6i té hon. Bon chaebol (tap doan tong
hop) khong 16 chi phoi nén kinh t€ Han Quoc la: Samsung véi tong gia tri
1én dén 63 ty d6-la, Hyundai 63 ty, LG 48 ty va Deawoo 40 ty.

Mot chién dich quang cdo gan day ctia Hyundai da dwa ra khau hiéu vé cac

loai hang héa ctia hang: “Tw chip dién t& dén tau thuy”. Theo Hyundai,
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cong ty nay tham gia cac nganh sau: “6t0, dién tr, dong tau, cong trinh va

xay dung, may moc va thiét bi, hdéa dau, thwong mai va van tai”.

Hodc hay nhin vao dong san pham ctia Samsung: dién t¥ tiéu dung, dong
tau, chip dién t&* va man hinh may tinh, khoa hoc vii try, hoa dau, cong trinh
va xay dung, bao hiém nhan tho. Gan day, Samsung con chi 378 triéu do-la
mua 40% c6 phan cua AST Research, mot cong ty san xuat may tinh ca

nhan dang thua 16 cua My.

Bat ngd hon, nam 1994, Samsung quyét dinh san xuat 6t6 trong mot dy an
lién doanh véi Nissan. Di nhién, vGi dat nwéc chuyén quyén nhw Han Qudc
thi mot quyét dinh nhw vay can dwgc chinh pht cho phép. Cong ty chi dugc
phé chuan sau khi chu tich ctia hang — Lee Kun Hee — thye hién mot chién

dich ddu tranh quyeét liét.

biéu gi xay ra khi General Electric quyét dinh lap rap 6t6? Chac chan la thi
treong chitng khoan sé diéu chinh cho phu hop. Thi trudng chitng khoan

khong chi la nguon cung cap von ciing nhw kha nang thanh khoan cho cong
ty va cac nha dau tw ma né con kiém soat nhitng y twdng qua ich ky ctia nha

quan ly.

Tap doan LG dang lam vao tinh thé rac r6i gdp déi nhw vay. Ho khéng chi
ttr bo cai tén cia minh (Lucky Goldstar ngoi sao vang may man) cho viéc
thiét 1ap cac cong ty khong dem lai hiéu qua, ma con cung ltic mé rong
dong san pham theo moi huéng.

O khu vire Nam A va An P9, LG c6 cac nha may loc dau, héa dau, tham
gia thi truong vién thong va da ba chu thi trrdng nay véi cac san pham
chinh la d6 dién va dién tir - bao gom cac mat hang: tivi, cac thiét bi nghe
nhin, thiét bi gia dung, may tinh va thiét bi van phong tw dong, san pham

ban dan va man hinh tinh thé l6ng.
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Gan day, hang da chi 351 triéu do-la mua 58% c6 phan ctia nha san xuat tivi
Zenith Electronics. Hang nay, tir nam 1984, khi tiép tuc hoat dong lai, chwa

cong bo mot nam tai chinh thanh cong nao.

Trong khi thi truong noi dia ludon dugc bao ho cua LG (noi thuwong hiéu nay
van gitt vi tri s6 mot vé tivi, ti lanh va may giat) sé giip cong ty vitng manh
thi viéc md rong san pham lai la mot bat 1gi 16n cho hang khi gia nhap thi

trrong toan cau.

Tim kiém tinh hiép luc, hang nay cling da dau tw muoi triéu dé-la vao 3DO
— thé hé méi ctia phan citng game; phat trién tivi box cung vdi Oracle; san
xudt va tiép thi mat hang thiét bi gia dung cung v&i General Electric va phat

trién mot phan mém diéu hanh méi cung vdi IBM.

Daewoo ciing theo budc ba chaebol kia. Ganh ng cta hang lai tang 1én khi
hang chi 1,1 ty d6-la mua 60% c6 phan ctia m6t nha may san xuat 6t6 quoc
doanh ctia Ba Lan. D6 la chwa ké viéc hang dau tw 340 triéu do-la vao mot

cong ty san xuat 6t6 khac cling ctia nwdc nay.

Daewoo ciing bo ra 156 triéu do-la thiét Iap mét du an lién doanh lap rap xe
Cielo cua hang tai Rumani. Hang ciing vira xay dung mot nha may lap rap
xe Cielo tai New Delhi va du dinh dau tw nam ty dé-la vao thi trudng 6to
An Po. O Trung Quéc, Daewoo ciing dit méc hai ty cho dy 4n lién doanh
vé phu tung 6t6. Va hai nam trudc, hang da dong thé nha may san xuat 6t6
tai Uzbekistan tri gia 500 triéu do-la.

Xin hdy nhé rang, Daewoo khong chi la nha san xuat 6t6 ma con la mot
cong ty thuvong mai, dién tr dan dung, xay dung, dong tau, may tinh, dién

thoai va dich vu tai chinh.

Daewoo ciing khong phai la cong ty kinh doanh 6t6 khong c6 1ai. Tai thi
treong nodi dia dugc bao hg, trong bon nam qua (1992 -1996), Daewoo ciing
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da thua 16 hon 450 triéu d6-la. Song hang dang chuan bi dén nam 1997 sé
gia nhap mot thi trudng cé mic do canh tranh rat 16n, thi truong 6t6 MY.

Chac chan hang sé can nhiéu may man dé thuc hién qua trinh nay.

Hé théng chaebol & Han Quéc va keiretsu ¢ Nhat da lam nan long cac doéi
tht canh tranh & thi tredng noi dia nhwng lai khong lam gi dé gitip cac cong
ty trong nwdc c6 sitc manh canh tranh toan cau ngoai viéc ho trg tai chinh
cho nhitng thua 16 & nwdc ngoai. (St dung lgi nhuan kiém dwoc & thi truong
noi dia dé trg cdp cho hoat dong kinh doanh xuat khau la hanh déng “ban

pha gia” va trai vdi luat thwong mai quoc té).

C6 thé néi, bang viéc khuyén khich m@ réng dong san pham, hé thong cac
chaebol va keiretsu da pha v& chinh sttc manh canh tranh cua minh & thi

treong quoc té.

Trung Quoc dwong nhu cling theo kiéu mau dé. Zheng Dunxun - Ch tich
Sinochem, cong ty 16n nhat Trung Quoc - cho rang mot céng ty khong 16 tri
gia 15 ty do-la 1a qua nho: “Chung t6i phai da dang héa & tat ca cac linh vuc
v&i tdc do that nhanh dé canh tranh”. Vi thé, Zheng Dunxun dang chuyén
doi Sinochem thanh mot cong ty theo kiéu Nhat: mot ga khong 16 vé thuwong
mai da quoc gia, cong nghiép va tai chinh, va dwgc biét dén trén cac
phuong tién truyén thong Trung Quoc nhv mot “hang khong mau ham”.

V@i cac giam doc diéu hanh cua cac cong ty Trung Quoc khac, “vi dai la
tuyét voi” duwong nhu la tir thong dung. Nhung gia nhw do lai 1a mot cong ty
kinh doanh c6 tinh tap trung. La mot nwéc dang phat trién, Trung Quoc da
tao ra rat nhiéu co hoi lién doanh, lién két ngi nganh, giong nhu viéc lién

két tao ra mot General Electric nam 1908.

Nganh cong nghiép 6t6 ctia Trung Qudc rat manh mun. Rat it ngudi c6 thé
ké tén mot trong 130 nha san xuat 6t6 va xe tai 1é6n ctia Trung Qudc. Diéu

nay cling ting xady ra tai My trong nam GM ra doi.
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Vi dai la tuyét voi, nhung khong phai v6i mot bo swu tap cac loai hinh kinh
doanh khong hé c6 méi lién quan nao. Va thye té la GM van con trong tinh
trang bat 6n vé tai chinh cho dén thap ky 1920, khi Alfred Sloan tim ra con
duong kinh doanh tap trung hoéa cho cong ty (Chuong 12).

Thém vao nhitng van dé rac roi trong dai han ma cac quoc gia nhw Nhat,
Han Quoc va Trung Quoc gap phdi l1a s toan cau héa cua tién té. Trong
twong lai, cac cong ty khong thé dwa vao nhitng dong tién c6 ménh gia thap
dwgc nita. Khi dd, cac nha dau tw sé qua dé dang trong viéc chuyén von t6i

cac cong ty nwdc ngoai dé co thé thu vé 1gi nhuan cao hon.

Trong qua khit, cac cong ty Nhat da dwoc 1gi tir mirc 13i suat cho vay wu dai.
Hién nay, hé so chiét khau cta cac ngan hang Nhat gidam xuéng con 0,5%.
Lai sudt co ban khoang 1,5%. Nhung ty 1é thap nhw vay sé khong thé tiép

tuc kéo dai.

Giong nhu cac loai hang hoéa va dich vy, nguon tién trong tiwrong lai sé chay
Ve cac quoc gia tra 1ai suat cao. Néu khong tim ra cach dé tang 1gi nhuan,
cac keiretsu hay chaebol sé thiéu von hoat dong. Khong cé 1gi nhuan, mot
tap doan khong c6 cach nao dap &ng dwgc nhitng doi hoi vé von trong
trrong lai.

Rét nhiéu cong ty trén thi truong My dang tao ra nhitng keiretsu ctia ho
bang cach lién minh hay hop tac & cap do thap. Theo cong ty tw van quan tri
Booz, Allen & Hamilton, s6 lién minh chinh thitc tir 750 trong su6t nhitng
nam 1970 lén dén 20 nghin trong khodng nam nam ti* nam 1987 dén nam
1992.

Thuec té, phan 16n cac lién minh déu trd thanh noéi that vong caa nhitng
nguoi ditng dau. Ho that thoat tién bac, tai nguyén va thdi gian quan ly vao
cac linh viec khong sinh 16i. Khoi lién minh khién cac tap doan mat di tinh

tap trung trong kinh doanh.
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L4y viéc Apple lién minh v&i IBM lam vi du. Keiretsu vé may tinh nay da
thiwe hién hai lién doanh vé linh viec phan mém la Taligent va Kaleida. Tuy
nhién, dén nam 1996, hai dy 4&n d6 van chwa dwa ra dugc mot san pham nao
c6 thé dem lai 1gi nhuan. Trong twong lai, kha ndng nay cling khong thé xay
ra.

Nhitng con so sau sé cung c6 cho két luan nay. Ngay 2/10/1991, khi hiép
wdc ky két dwgc cong bd nhw mot sy kién 16n tai San Francisco va dwoc
truyén di toan thé gidi, Apple va IBM con dirng & vi tri thit nhat va thi hai
trén thi tredng may tinh ca nhan My véi 35% thi phan. Sau bon nam, hai
nhan vat ditng dau nay xudng dirng thi hai va thit tw, nam gi® 21% thi
phan.

Sv thoi phong vé viéc ky két hiép wdc do that dang kinh hoang. Business
Week viét rang: “Lién minh IBM-Apple c6 thé tré thanh noi sg hai. Hgp
dong cudi cung ma ho ky két da quét sach moi c6 gang nham gia nhap thi
treong phan citng, phan mém cling nhw hé thong mang — linh viee ¢6 thé
that sy thay doi can can sttc manh ctia mot thi trrong may tinh ca nhan c6

tri gia 1én tGi 93 ty d6-la nay.” Diéu nay chwa bao gio xay ra.

Hon nita, hai nha diéu hanh da tham gia dam phan dé (John Sculley cta

Apple va James Cannavino cua IBM) déu da phéi “khan goéi ra di”.

Nhitng 101 thoi phong nhw vay cé thé bat gap & nhiéu vu lién két. “Mot con
khting long mudi tan sé thong tri thé gidgi.” D6 la 161 don thoi vé s lién két
da dugc 1én ké hoach gitta Walt Disney va Capital Cities/ABC (con khung
long c6 tén ABCDisney). Twong tu, vGi viéc lién két gitta Time Warner va
Hé thong Truyén hinh Turner da hinh thanh mét con khiing long vdi céi tén

Timeturner.

Vay tét ca nhitng con khung long bién dau hét? T6i nghi, mot cau hoi twong
tw cling sé duwgc dat ra vé cac tap doan khing long nay. Quy mé khong phai
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1a thuéc do danh gia strc manh ctia cong ty. Ngugc lai, né con la diém yéu

néu cong ty kinh doanh khong tap trung.

Khi Compaq mdi chi duwgc manh nha thi IBM da dugc vi nhw mot con tuan
ma vGi gia tri 1én dén 35 ty d6-la. Nhung gio day, sau 13 nam, Compagq la
cong ty c6 tinh tap trung hoa cao con IBM thi khong.

Khting long la hinh dnh cac cong ty & cac nwéc nho khi c6 gang gia nhap thi
treong toan cau. Cac cong ty nay luon than phién vé nhitng khé khan trong
viéc xuat khau hang héa sang cac quoc gia 16n hon va da phat trién. Ho e

ngai phai canh tranh vGi cac cong ty 16n va c6 uy tin hon.

Nhung van dé that sy khong phai 1a quoc gia d6 16n hay nho ma la mic do
tap trung hoa trong kinh doanh ctia cong ty. O cac nwéc nhé, cip do da dang
hda @ cac cong ty thuwong cao hon nhiéu so véi cac cong ty ¢ nhitng nwdc
16n. Cac nwdc nhoé chi phai tra gia & thi trwong xuat khau vi thiéu chuyén
mon hoéa hay thiéu tap trung héa & thi tredng ndi dia.

Cung véi dinh huwéng tap trung va sy chuyén mon héa & cap toan cau la sy
thay doi co cau cua cac nganh va cac nén kinh té. Cac cong ty va cac qudc
gia khong thé canh tranh hiéu qua trong moi linh vyc cta thi treong. Thay

doi la yéu cau cua thoi dai.

Khi ban nhan ra cac nganh cong nghiép nhw nganh tivi cia My dich chuyén
ra nwdc ngoai, khong cé nghia la nwdc My ngheo di ma trén thuc té nguoc
lai. Viéc chuyén mén héa ddi héi sy hy sinh. O' My, von va ngudn nhan
cong dwgc tan dung tot hon trong cac nganh nhw hang khong, phim anh va
may tinh nhitng nganh ma sy tap trung cao dem lai cho cac cong ty My co
thé gitip thong tri thi truong toan cau.

Sy toan cau héa nén kinh té da budc ca cac cong ty va cac quoc gia phai

chuyén mén héa hon, mot xu huéng t6t cho moi loai hinh. Mot quéc gia
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danh 100% nguon tai nguyén, con ngudi cling nhw nguyén liéu vao mot so
nganh kinh t€ nhat dinh la mot dat nwdc chuyén mon hoa. Va quéc gia dé
chac chéan sé dat dugc nhitng thanh céng phi thuong.
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3. SU PHAN CHIA VA LUC CHI
PHOI

Giong nhu cac con amip tw phan chia, hoat dong kinh doanh ciing dugc

xem nhw mot bién cac dong san pham lién tuc phan chia.

Mot cong ty thuong bat dau vaéi viéc chiém linh mot loai hang héa. Vi du:
hang IBM da thdong tri dong san pham mady tinh v§i loai mdy tinh trung tam.
Nhung theo thoi gian, dong san pham nay tw phan chia ra thanh hai hay
nhiéu loai nhé hon: may tinh trung tam, may tinh mini, may tinh ty diéu
chinh, may tinh ca nhan, may tram, may tinh xach tay, siéu may tinh, may
trg giip ky thudt so ca nhan, may dich vu tap tin. Va ngay cang xuat hién

nhiéu loai hon.

Hang Ford tirng thong tri thi truong 6t6 Model T — mot loai xe duwgc san
xuat chi nham gitip con nguwdi di chuyén. Roi sau dé6 dong san pham nay
cling bi phan loai. Ngay nay chung ta c6 loai 6t6 hang sang, 6tdo hang binh
dan va 0to ré tién. Chung ta c6 loai xe ¢ 16n, ¢ trung binh va c@ nho.
Chuing ta c6 xe nhap khau, xe noi dia, xe thé thao, xe ban thé thao, xe tai

mini. Va sé con c6 thém nhiéu loai xe nita.

Bayer titng thong tri thi tredng thu6c gidm dau véi aspirin. Roi loai thudc
nay ciing bi phan chia thanh nhiéu loai thu6c giam dau khac nhw

acetaminophen, ibuprofen va Natri naproxen, v.v...

Moi phan doan cua thi treong la mot thire thé riéng biét. Mo6i phan doan lai
c6 ly do riéng dé ton tai; c6 san pham thong tri riéng ma hiém khi la nhan

vat dan dau khi hang héa do6 chwa bi phan loai. Bayer dan dau vé aspirin.
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Tylenol dan dau vé acetaminophen. Advil dan dau vé ibuprofen. Va Aleve

dan dau vé Natri naproxen.

Su phan chia 1a mot thye té€ ctia cudc séng, mot dong luwe thiic day hoat
dong kinh doanh. Sy phan chia xdy ra @ moi loai hang héa, tr may tinh cho
dén cac phuong tién truyén thong, dién tir dan dung, truyén hinh cap.

Vay tai sao c6 qua nhiéu nha quan ly chi tin vao diéu ngugc lai? Tai sao ho
lai tin rang céac loai hang hoa sé lién két v4i nhau thay vi bi phan chia? Va
tai sao niém tin nay lai khién ho nhanh ch6ng danh mat dinh hwéng tap
trung trong kinh doanh?

Strc manh cta khai niém nao c6 thé khoa kin nhan thitc cia ho khién cho ho
chi nhan thay nhitng diéu khong thé xdy ra.

Do 1a khai niém veé sy hoi tu — tw twdng 16n nhat va mdi nhat ctia xu hwdng

quan tri mang tinh nhat thoi nay.

Moi thap ky da qua lai c6 xu hwédng quan tri nhat thoi riéng ma lich sir da
chitng minh la rat sai lam. Vao thap ky 1960, dé la xu huéng tap doan hoa,
mot nha quan 1y chuyén nghiép cé thé quan ly moi thi¢. Textron, AM
International, ITT, LTV, Litton va rat nhiéu tap doan khac ciing da c6 lic

téa sang nhuwng ngay sau do da lui tan dan.

Theo to Wall Street Journal: “Ly thuyét vé tdp doan cho rang: cac cong ty
tham gia kinh doanh nhiéu Iinh viyc kinh doanh khac nhau thi kho bi tac
dong béi mot phan doan thi tredng bi suy thodi va cé thé dugc 1gi tir viéc
quan ly tap trung. Nhung xu hwéng nhat thoi nay da bi mat uy tin vao thap
ky 1970 khi c6 phiéu cua cac tap doan bi sut gia. Thuc t€, xu thé “ca 16n
nuot ca bé” nhitng nam 1980 da gép phan dan dén tinh trang tan ra cua cac

cong ty da nganh”.

https://thuviensach.vn



Vao thap ky 1970, xu huéng quan ly la da dang héa véi quan diém tat ca
cac cong ty can phai c6 nhitng hoat dong kinh doanh bén 1é dé giit thang
bang chu ky kinh doanh. Xerox, Westinghouse va mot loat cong ty khac da
tham nhap linh vuc dich vu tai chinh nham can bang cac san pham co ban

cta minh. Nhung sy thua 16 van tiép tuc gia tang.

Vi du gan day nhat la truong hgp Seagram — mét cong ty kinh doanh nwéc
gidi khat va dich vu gidi tri. D6i khi ban cling gdp may man. Nhung néu la
chién lwgc ctia doanh nghiép thi da dang héa khong thé maoi goi sy may
man dén vai ban.

Sau khi nghién citu hoat dong ctia 33 cong ty 16n ctia My tir nam 1950 dén
nam 1986, Michael Porter két ludn da dang hoa chi lam thiét hai tai san ctia
cac c6 dong. Hau hét cac cong ty da loai bo nhiéu cai ma ho da gianh dugc
hon la gitt chung lai.

Da dang hoa dwgc hinh thanh dwa trén y twéng két hgp hai thue thé khac
nhau dé co thé giir can bang cho nhau. Khi mét cai that bai, cai kia van c6
thé thanh cong (va ngugc lai). 6 la ly do mot cong ty kinh doanh cac séan
pham vé dién nhw General Electric mua mot cong ty cong nghiép mo nhw
Utah International. Xu hwéng quan 1y & thap ky sau lai dwa trén y twéng doi
1ap vGi da dang héa: mua mét cong ty cling kinh doanh san pham twong tw

cong ty minh.

O thap ky 1980, d6 1a xu huwéng cong luc, quan niém cong ty co thé khai
thac su twong dong gitta cac san pham nhu tap chi va dién anh (két hgp cua
Time va Warner), rivgu va nudc cola (hang Coca-Cola da mua hang rugu
Taylor), hay do dién t& dan dung va phim anh (Sony mua hang phim
Columbia). Két qua thi van con phai chd xem, nhung nhitng phan héi dau
tién khong hé sang sia. Hang AT&T mua NCR nhwng that bai trong viéc
tim kiém sy cong luc gitta truyén thong va may tinh. (AT&T da tir bo xu
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hwéng cong lye va tach thanh ba bé phan, mot vi du vé Iyc tadc dong cua su
phan chia).

Xu huwéng quan ly ctia nhitng nam 1990 la sy hoi ty, quan niém cac cong
nghé k¥ thuat so sé di lién v4i nhau. Vi thé, cac cong ty tw nhién phai lién
két vGi nhau hodc hinh thanh cac khéi lién minh dé tan dung nhitng wu thé
cta xu hwéng nay. Cac phuwong tién thong tin dai ching da qua thoi phong
xu hwéng nay. Moi an pham 16n vé quan tri déu ung hd cho thuyét hoi tu.

To Fortune viét: “Hoi tu sé la thuat ngtt thong dung cho dén cudbi thap ky
nay. N6 khong chi la viéc cap va dién thoai hy vong dugc hoi tu véi nhau.
Do 1a sy két hop gitra thanh tyu ctia nén van minh va cac tap doan ctia cac
nganh céng nghiép chinh nhv truyén thong, cap, mdy tinh, giai tri, dién t
dan dung, xuat ban va tham chi la ca ban 1é - tat ca sé hoi tu trong mot
nganh cong nghiép vi mo dé cung cdp thong tin, giai tri, hang héa va dich

vu tdi tan nha va van phong lam viéc cua ban”.

To Wall Street Journal viét: “Trong nhitng ngay nay, séc la cdm giac chung
ctia cap lanh dao cia nam trong sé cac nganh cong nghiép 16n nhat thé giéi:
mady tinh, truyén thong, dién t& dan dung, giai tri va xuat ban. Chi mot ci
danh cua céng nghé tang kha nang truyén mot lwgng 16n hinh anh, am
thanh, biéu twong va ky tu theo dang s6 da khién ho thay doi va hoi tu véi

nhau.”

Td New York Times: “Ly do cap va dién thoai theo du6i nhau khong phai la
diéu huyén bi. Nhitng cong nghé lam cac dudng truyén cua dién thoai, tivi,
va may tinh khac biét sé nhanh chéng bién mat. Vi thé, chi mot cong ty

cling c6 thé cung cap tat ca san pham nay.”

Nhitng linh virc nao sé bi ton hai tir cudc cach mang s6 héa?
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Theo Michael Crichton, tac gia ctia Jurassie Park (Cong vién ky Jura) va
cac 4&n pham ban chay khac: “Dadi véi t6i, né giong nhu nhitng thit ma gio
day chung ta hiéu la nhitng phwong tién truyén thong sé bién mat trong
vong muoi nam tGi va khong dé lai dau tich nao.” Crichton ciing da noi téi
mot vai (tng ct vién cu thé: “T6 chitc 16n tiép theo ciia My nhan ra sy lac
hau va 16i thoi cia minh sé la New York Times cting hé thong thirong mai

di kem”.

Su két hgp duwgc chao don rat nhiéu la sy két hgp gitta mday tinh va truyén
thong lai chwra hoan thanh. Nam 1977, 1an dau tién cong ty NEC cua Nhat
da dang tin rong rai vé du an két hgp gitta truyén thong va may tinh, hay

con dugc goi la C&C (Communication and Computer).

Song, C&C duwong nhuw khong giip ich gi cho NEC. Du la nha san xuat thiét
bi truyén thong 16n thit nam thé gidi, san xuat may may tinh 16n thit tw thé
gidi, nha san xuat do ban dan 1én thit hai thé gigi, nhwng trong thap ky
1980, co6 phiéu cua NEC trén thi truong Nhat da sut gia 28%.

Hang AT&T ciing chay theo chién lwvgc C&C dwgc hon mdt thap ky truéc
khi chap nhan that bai. Nam 1983, cha tich hang Charles Brown, da noi:
“Pong luwc ctia cudc cach mang nay di nhién la sy hoi tu cua cong nghé
truyén thong va mdy tinh. Sy hoi tu nay ro rang dang dinh nghia lai nganh

cong nghiép vién théng.”

Sy théa thuan nam 1982 cho phép chuyén dich vu dién thoai cuc bo sang
bay loai hinh méi da hinh thanh dvgc bay cong ty Baby Bell, mot trong
nhitng “lgi ich” ma AT&T thu dugc. Bo Tu phap da cho phép cong ty nay
tham gia thi truong mdy tinh. Nhung 1gi ich nay lai tiéu t6n nhiéu ty do-la
cua AT&T.

Viéc lap lai chién lvge C&C lan thit hai bat dau vao nam 1991 qua viéc
hang mua lai tap doan NCR vdéi gia 7,4 ty
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do-la. C6 NCR, AT&T sé “két ndi con ngwoi va to chitc vdi hé thong thong
tin ciia minh bang mot hé thong may tinh lién mach toan cau” nhw 10i cam
két caa cha tich Robert Allen.

NRC (gio doi tén thanh “Global Information Solutions GISs”) that sy la
tham hoa tai chinh doi v6i AT&T. Trong nam nam, GISs da thay doi dén

bon vi gidam doc diéu hanh.

Rac rdi khac la viéc mot dong san pham c6 qua nhiéu loai, tir may tinh dé
ban cho dén mdy tinh trung binh, may tinh trung tam. Nh& vu mua lai tap
doan Teradata v@i gia 520 triéu do-la, GISs da c6 gang ban dong thoi cac
loai may tinh nay ra thi truong.

Nhung dau 1a trong tam? Khong phan van gi vé viéc AT&T quyét dinh thdo
bé m& hon don do. Theo New York Times: “AT&T da bé di tam nhin chép
nhoang trong viéc két hop hai linh vire truyén thong va may tinh dé tao nén
mot dé ché, va cudi cung thi tam nhin nay ciing duwgc chitng minh chi la mot
do twéng dat gia.”

Mot vai ngwoi goi sy hdi tu 1a “cudc cach mang siéu xa 16 thong tin, hda so
v6éi mot mang lwéi dich vu hé thong diéu khién, twong tac, truyén thong da
phwong tién 1én t6i 500 kénh”. Du dugc goi la gi di nita thi thuc té€ khong
nhu vay. Bong luc thic day kinh doanh phai 1a sw phan chia chit khong phai

hoi tu.

HOoi tu la chong lai quy luat ty nhién. Vé mat vat ly, dinh luat entropy chi r6
mitc d6 hon loan & cac hé thong khép kin luén tang. Nguwgce lai, sw hoi tu co
thé khién moi thit trat tu hon.

Vé mat sinh hoc, theo luat tién héa, cac loai mdi duwgc tao thanh tir s phan

chia cua mot loai duy nhat. Nhung thuyét hoi tu lai khién ban tin rang cac
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loai dang lién tuc lai tao nhau, sinh ra nhitng loai ky la nhw loai cho lai

N

meo.

Thyc t€ hoan toan ngugc lai. Thay vi lai ché va méo vdi nhau thi lai sap cé

cac giong ché mdi ra doi.

Trd lai linh viec may tinh. Nhitng ngudi theo thuyét hoi tu cho rang nganh
may tinh sé két hgp véi dién thoai, cap va tivi, sinh ra céi goi la “dién thoai
lai cap lai tivi”. Hay lwu y, nhitng y twdng mang tinh cach mang kiéu nay

ludn c6 kha ndang xay ra trong twong lai.

Vay trong qua khit thé nao? Trong 45 nam lich st cia minh, nganh may
tinh da hoi tu vdi cac san pham nao r6i? Toi khong thé nhé noi. Song bén

canh d6, nganh ciing da tién hanh rat nhiéu sy phan chia.

Chiéc may tinh dau tién rat don gidn. N6 chwa dugc goi 1a may tinh trung
tam cho dén khi tap doan Digital Equipment xudt xwdng loai mdy tinh mini.
Vi sy phat trién do, mdy tinh dugc chia lam hai loai: may tinh trung tam

va may tinh mini.

Qua nhiéu nam, nganh may tinh lai phan chia nhiéu lan. Ngay nay ching ta
c6 may tinh ca nhan, may tinh c6 thé di dong, may tinh xach tay, may trg
gitp k¥ thudt s6 ca nhan, may tinh dung but, mdy tram, siéu may tinh, siéu
may tinh mini, mday tinh c6 tinh nang chiu 16i, may tinh mini c6 tinh nang

chiu 16i, may tinh x ly song song.

Néu chiing ta tin vao nhitng nguwdi theo thuyét hoi tu thi tit ca nhitng sw
phan chia nay sé dirng dot ngot va cac loai may tinh sé hoi tu vGi nhau? Va

hoi tu v6i cai gi?

Liéu may tinh c6 dinh két hgp véi tivi? Bill Gates nghi la c6. “Thiét bi ma
chuing t6i dang néi dén ¢ day c6 du tat ca nhitng chitc nang cua mot chiéc

tivi. Gia ca hgp ly, ban cé thé gan n6 c6 dinh trong phong khach va dung
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mot chiéc diéu khién tir xa nho. Nhuwng bén trong la cac con chip dién tw,
tham chi con hoat dong manh hon cac con chip mdy tinh hién nay. Va néu
thém vao do6 bo ban phim hodc mdy in ban cé thé tao ra mot céi gi do giong
may tinh. Vi thé, thiét bi nay can mot cai tén mdi. Chang t6i goi né la tivi

may tinh.”

Tivi may tinh? Mot y twdng tuyét voi, nhung van that bai. Cac nganh cong
nghé khong hoi tu ma phan chia. Nhwng cac cong ty van san sang boé ra
hang triéu d6-la vao viéc tham hiém nhitng ngo cut cong nghé nay. Vai nam
tredc, Hewlett Packard va Time Warner da thong bao ké hoach phat trién
nhitng cong nghé sé cho phép tivi cé thé in ra nhitng phiéu tang hang, cac
muc quang cdo, bai viét cua tap chi va nhitng birc anh mau vé cac canh
phim. Hy vong la khong c6 diéu gi twong ty nhu thé xay ra.

Chang bao lau sau, cac nha san xuat sé c6 thé dwa ra san pham két hgp gitta
tivi va dau mday video. Thuc t€, sdn pham nay da c6 trén thi tredng nhung
khong c6 nhiéu nguwdi mua. Van dé 1a moi ngwoi thuong khong mua mot
chiéc tivi hay dau may video méi cho dén khi cai cii cia ho bi hong. That
khong may cho cac nha san xudt loai san pham két hgp nay, tivi va dau may
video nha ban thuwdng hiém khi dong thoi hw héng.

Con ve 10 vi song thi sao? N6 dugc két hgp véi 10 nwéng dién hay 16 nuwéng
gas khong? Khong, cling béi van dé twong tw. Tai sao toi lai bo di cai 1o
nwéng tuyét voi ma minh dang dung dé di mua mot 16 nwéng két hop gitta

vi séng va dién hay vi song va gas?

Mot khéi niém hoi tu dwgc wa chudng la y twéng vé viéc “mua cung mot

ch6”. Rat nhiéu cong ty da co gang lam cho y twdng nay c6 hiéu qua trong
thuc t€. Saatchi & Saatchi — mot trong nhitng hang quang cao 16n nhat thé
gidi, rat tam dac y twdng nay. Vi thé, ho da mua mot loat cac cong ty thiét

ké va tw van vGi co gang co thé dap tng moi nhu cau ctia khach hang. Sau
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do6 khong 1au, vi 16 16n, Saatchi da budc phai ban cac cong ty khong kinh

doanh quéng cao.

Khi cac san pham hoi tu dwgc dwa vao thi treong, chung thuong chi hdap dan
dwgc mot thi trvong nho. Diéu nay xdy ra véi may Newton ctia Apple, mot
san pham két hgp gitta may tinh dung but, lich dién ti, may fax va thiét bi
lién lac khéng day. Hau nhw khong cé loai san pham méi nao nhan duwgc sy
chu y tr giGi truyén thong nhiéu nhw may Newton. Nhung that khong may

cho Apple, cé rat it sdn pham Newton dwgc ban ra.

Mot trong 101 dy doan dai dang nhat la truyén hinh cap va dich vu dién
thoai dia phuwong sé hoi tu. Sao khong két hop hai dich vu lai v6i nhau? Co
thé 1ay vi du vé ké hoach mua lai cong ty Tele-Communications véi gia 32
ty do-la cia hang Bell Atlantic. Viéc két hgp nay da that bai nhung xu
hwéng hoi tu thi van ton tai. Cac cong ty cap dang thao ludn vé viéc cho ra
doi dich vu dién thoai. Cac cong ty dién thoai cling dang thao luan vé viéc

cho ra doi dich vu “phim theo yéu cau”.

Mot phé chu tich cia Bell Atlantic phat biéu: “Ngay nay, moi cong ty cap
déu c6 ké hoach kinh doanh nham gianh dugc 10% thi trudng tir tay cac
cong ty cung cap dich vu dién thoai dia phwong”. Chu tich ctia Time Warner
dy doan dén nam 2000, cong ty sé dat doanh thu tir hoat dong kinh doanh
dién thoai sé virgt mot ty do-la, twong duong khoang 1/3 thu nhap thuong

xuyéen tir viéc kinh doanh céap hién nay.

Cac ké hoach kha thi trong linh vire k¥ thuat khong phai Itic nao cling duwgc
thi truong chap nhan. Ngoai gia ré thi dau la yéu cau s6 mot ctia khach hang
d6i véi dich vu dién thoai? D1 nhién la do tin cdy. Néu nha ban bi héa hoan,
ban muo6n lién lac khan téc véi trung tam citu hoa theo dwdng day nong.
Hodc hay héi mot ngwdi nao do6 xem lan cudi dich vu dién thoai ma ho dang

stt dung bi mat lién lac la khi nao. Cau tra 10i pho bién sé la “rat hiém khi”.
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Tai sao ho phai tir bo dich vu dién thoai dang tin cay dang st dung dé
chuyén sang dung loai dich vu dién thoai khong dang tin cay ctia mot cong
ty cap? RO rang la khong thé xdy ra diéu do. Ban c6 thé song ma khong can
dén chwong trinh truyén hinh ER. Nhung ban c6 thé chét néu khong co
EMS dich vu chuyén phat nhanh.

Trong khi cac cong ty cap dang m@ réng cac loai hinh dich vy, bao gom ca
dién thoai va truyén thong hai chiéu, thi ban than nganh cong nghiép cap
cling dang phan chia. Hién nay c6 khoang hon mot triéu khach hang dang
stt dung hé théng kénh truyén hinh vé tinh ky thuat s6 nhw HBO, CNN,
game NFL, Showtime, MTV hodc DSS (hé hong truyén tin trong khong

gian dugc ma so6 hoa).

Di tien phong trong linh vic DSS khong phdi 1a mot cong ty cap ma la cong
ty dién t& Hughes Electronics — cong ty con cua General Motors. (Primestar
Partners, mot tap doan gom sau cong ty kinh doanh vé cap va General
Electric, dang phai vat 16n dé c6 thé bat kip). Dich vu truyén hinh tryc tiép

ctia Hughes gan day ban chay gap dé6i so v6i Primestar.

Do la truong hop dién hinh. Cac cong ty cap dang qua ban ron tham nhap
vao linh vy kinh doanh khac ma khong nhan ra qua trinh phan chia dang
dién ra ngay trong linh virc kinh doanh ctia minh. Céac cong ty dan dau hau
nhw chwa bao gio bi danh guc tir bén ngoai nhung thwong bi quy nga do sw
phan chia xdy ra trong linh vuc kinh doanh cua ho. Dich vu cap trudc day
van chi la dich vu cap thoi. Nhung gio day ching ta c6 dén ba loai cap: cap
thuong, cap khong day va DSS. Sé con nhiéu loai cap hon nita.

Tai sao hoi tu lai c6 thé dwgc chap nhan dé dang nhw vay khi hoan toan
thiéu vang nhitng bang chitng vé tinh hiéu qua ctia n6? Bdi, mot lan nita,
day la xu huwéng dwoc cac giam doc diéu hanh coi 1a trong tam cua sy tang

tredng. Ho tin vao hdi tu vi né hita hen sé lam tang gap déi quy mé cong ty:
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“Néu cong viéc kinh doanh ctia t6i hdi tu vGi cong viéc kinh doanh ctia mot

cong ty & linh vy khéac, dé sé la mot t6 chivc c6 quy mo gap doi.”

Theo truyén thong, hoi tu co6 thé dugc coi l1a sw két hgp ngang, su két hgp
cta hai doi tac twong dwong nhau. Vé sau, mét loai hinh hoi tu mdéi da ra
doi dé bat kip tri twdng twgng ctia cac nha lanh dao kinh té trén toan thé
gidi. C6 thé goi no 1a hgp nhat doc hay hoi tu doc.

Bang chitng minh hoa t6t nhat cho hoi tu doc la viéc Walt Disney mua
Capital Cities/ABC véi gia 19 ty do-la. D6 1a sy hoi tu ca vé san pham va
phan phoi. Michael Eisner — giam doc diéu hanh cta Disney, néi: “Mot

cong mot bang bon”.

Suy nghi ctia Michael Eisner ciing sai lam nhw bai todn cta ong ta vay.
Canh tranh chinh la dong luc thic day sy cai thién dong san pham, khong
phai 1a nhitng théa thuan vé phan phai bui tai. Theo quan diém ctia ABC,
mang lwdi gidi tri nay nén tu tim kiém san pham t6t nhat thay vi c6 gang
trong chd san pham cuia Disney. Theo quan diém cta Disney, ho nén ban
san pham cua minh cho noi trd gia cao nhat ma khong phai chiu ap lyc dé
c6 duwgc nhitng théa thuan phan phéi cia ABC. Mot cong mot c6 thé chi

bang mot rudi.

Hay héi Matsushita. Hp mua MCA— mot hang phim 16n, dé cung cadp phim
cho cac bo may Panasonic ctia minh. Tuy MAC da phat trién manh duéi sy
quan ly ctia Matsushita nhwng t6 chitc nay lai cdm thay khong nhan duwgc suw

cong lyc nhw ho mudn. Vi thé ho ban cong ty phim nay cho Seagram.

Hay hoi Sony. Vi suy nghi twong tw Matsushita, ho da mua hang phim
Columbia. Sau ndm nam lién tiép that bai, Sony da budc phai ban hang

phim nay véi gia thap hon ltic mua 2,7 ty do-la.
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Dbiéu d6 c6 nghia Sony dau hang? Khong phai vay. Cha tich mdi cia Sony,
Nobuyuki Idei, dang chudn bi mot budc xa hon. Ong 1én ké hoach chuyén
sang linh vic phan phoi phim, chwong trinh truyén hinh, ca nhac, phan
mém mady tinh va cac dang chuwong trinh khac dé l1ap day khoang trong gitra
hai loai hinh kinh doanh ctia Sony dang cting ton tai: lam chwong trinh va

san xuat may moc trinh chiéu hay tiéu thu chwong trinh.

Idei néi: “Gidc mo cua toi la 14p day khodng trong gitta viéc tao ra san

pham va tiéu thu san pham.”

Du ban goi n6 la 1ap day khoang trong, mé rong dong san pham hay hadi tu
doc, thi d6 van la con duong khac dan dén trinh trang kinh doanh thiéu tap
trung. Cac cong ty mé rong dong san pham, du vi ly do gi di nita, cling sé bi
thiét hai b&i cac doi thu canh tranh cé dinh huéng hep dang tan dung nhitng

lgi thé cua viéc phan chia chit khong phadi cua s hdi tu.

Néu da khong thé dy doan chinh xac twong lai, lam sao mét ai dé c6 thé

chac chan la xu huwéng hoi tu sé khong hiéu qua?

Hay nhin lai lich stt. Néu & nita dau thé ky XX, 6t0 chi duwgc hiéu la 6t6 va
¢ nira sau thé ky XX, may tinh chi dwgc hiéu la may tinh, néu héi tu la anh
hwdng tat yéu cta qua trinh cai tién cong nghé thi ching ta c6 thé tim thay

diém twong dong nao gitta 6t6 va may tinh?

Phan 16n cac nha st hoc cong nhan 6t6 do Karl Benz phat minh vao nam
1885. Trong hon 100 nam qua, 6t6 da hdi tu véi mot phuong tién giao
thong nao khac chwa?

Tat nhién la khong, du rat nhiéu nguwoi da c6 gang lam diéu d6. Nam 1945,
Ted Hall phat minh ra loai 6t6 bay c6 tén Hall Flying Car, va gigi thiéu
cong ching vGi nhitng dy doan rat pho truong: vdi xe bay, dwong pho sé trd

https://thuviensach.vn



nén 16i thoi, sy tac duwong chi con trong qua khit, ban c6 thé ti do di dén bat
ky dau, bat ky khi nao.

Moi hang san xuat may bay 16n & My déu hy vong kiém chac dugc tir phat
minh ctia Hall. Nguwdi may man mua dwgc phat minh dé la Convair. Thang
7 nam 1946, Convair gidi thiéu mot mau xe bay khac thwong cia Hall véi
cai tén ConAirCar Model 118. Ban quan tri cia cong ty tu tin dy doan so
lwgng xe ban ra toi thiéu moéi nam la 160 nghin chiéc. Moi chiéc xe c6 gia
1.500 nghin do-la, cong thém phu phi cho hai déi canh (c6 thé thué dugc &
bat ky san bay nao).

Bat ké sur thoi phong nay, chi c6 hai chiéc ConAirCar dwgc san xudt va hién
gio déu dugc gilt trong kho chita d6 & El Cajon, California.

Ba nam sau, Moulton Taylor gi6i thiéu loai xe Aerocar — mot loai 6t0 thé
thao nho c6 canh va phan du6i cé thé thao ra. Aerocar cling nhan dwoc rat
nhiéu sy tan tung trong thoi gian d6. Hang Ford tham chi con dinh san xuat
hang loat loai xe nay. Nhung Aerocar ciing chiu chung s6 phan cé thé duw
doan nhuw 6t6 bay ctia Hall.

biéu dang noi la mot y twdng t6i dwdong nhw khong bao gid chét. Gan day,
Paul Moller — chu tich hang Moller International, giGi thiéu loai xe M400
Volantor — loai 6t6 di chuyén trén khéng ma hang da mat dén 25 nam va 25
triéu do-la dé phat trién. Moller, cyu gido sw ky thuat hang khong tai Dai
hoc California ¢ Davis, da nhan dugc 72 don dat hang cho loai may bay
kiéu nay. Gia tién dat coc la nam nghin do6-la va gia ban du doan khoang
800 nghin d6-la mot chiéc. (RO rang day khong phai 1a loai phwong tién di
lai pho bién trén thi truong).

bugc thiét ké twong tw nhw mot chiéc may bay true thang, loai xe nay dugc
dw kién la sé cat canh hay tiép dat thang ditng ngay tir choé dau ma khong
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can c6 duong bang. San pham nay con hon ca sy két hgp gitta may bay tryc
thang va 0td. No sé cat canh dugce khong? Chac chan la khong thé!

Néu khong hiéu qua & trén khong, thi cé thé & dudi nudce sé cé hiéu qua.

Nam 1961, tap doan Quandt cua Tay Dic gigi thieu Amphicar, loai xe dugc
ban réng rai trén thé gidi cho t6i tredc nam 1965. D6 khong phai 1a mot
mau xe ky la va hang cling rat c6 gang dé dwa lai san pham nay vao thi
trvong. Nhung loai xe nay ciing bi chim nghim giéng nhw cac sén pham két
hop khac. N6 két hgp diéu toi té nhat cia cd hai thé gigi 6t6 va tau bién.
Nhitng ngudi st dung déu néi rang n6 di nhu tau va tréi nhw 6to.

R0i lai c6 mot loai may fax/dién thoai do Canon gidi thiéu véGi chién dich
quang cao l16n. Nhitng y twdng két hop nay khi dwgc ban gidm doc thao
luan nghe cé vé rat tuyét voi, nhung lai thwong c6 cac thiéu sot khéng thé
tranh khoi khién chiing khong nhan duwgc sy dong thuan rong rai. Ban s@
hitu mot may fax/dién thoai khong? Phan 16n cau tra 16i cia moi ngudi la
khong. Tai sao? Vi dé la sy két hgp gitta mot may fax loai xoang va mot

chiéc dién thoai loai xoang.

Néu may fax khong két hgp hiéu qua véi dién thoai, c6 thé n6 sé két hgp
hiéu qua vdi may photo hay mdy in. Nhitng loai may nay dwgc ca nggi hét
sttc, nhung doanh s6 ctia n6 van giit ¢ mitc khiém tén. Vay ban nghi gi?

Céc loai hang hoa phan chia hay hoi tu?

Rat nhiéu ngwdi khon ngoan ciling c6 triét 1y riéng ma ho goi la “luat diém
gitta”. Néu mot nira s6 nguwdi néi “den” va mot nira s6 ngudi néi “trang” thi
cau tra 1oi ding phai la “xam”. Vi thé, ngwdi ta van thwong lwa chon sy hoi
tu lam cau tréd 16i cho du thoi gian thyc hién c6 thé phai kéo dai. Pé la cau
trd 101 mau xam cho cau hoi vé s hoi tu va lai 1a cau tra 1oi dé c6 kha nang

sai lam nhat.
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To Wall Street Journal phat biéu: “Tuy nhién, trong khi sy hoi tu da xa dan
vOi sit ky vong cao lic ban dau, né van duy tri con dwong dén twong lai...
Do sé la mot chuyén di dai, ton kém va phitc tap hon nhitng twdng twgng

ban dau nhiéu.”

Mot khi chiing ta da quyét dinh nhan nhiém vy, ching ta khong thé sai lam.
Do d6, ching ta phai c6 gang gap doi, tin chac vao dong co chinh dang

cling nhu tin twéng vao két qua cudi cung.
Céc loai hang hoa phan chia hay hoi tu?

Trai dat quay quanh Mat trgi dung nhuw Copernicus da nghi? Hay Mat troi
quay quanh Trai dat nhw Ptolemy nghi? Cau tra 16i mau xam la ntra thoi
gian Madt troi quay quanh Trai dat, nita thoi gian Trai dat quay quanh Mat
troi.

Chu nghia tw ban hay chu nghia cong san la hé thong kinh té tot hon cho
moi quoc gia? Di con duong & gitta 1a tham hoa kinh té d6i v&i cac nuwdce da
di theo hudng nay.

Hang hoa phan chia hay hoi tu?

Mau xam luon la diéu t6i té nhat ctaa hai thé gigi. Tap trung h6a mot cong
ty doi hoi phai co6 diing khi. Ban phai nhin vao to Wall Street Journal va

noi: “Anh sai roi.”

Khong c6 con duong & gitra cho viéc nay.
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4. NHUNG TIN HIEU TiCH CUC
TU PHIA DOANH NGHIEP

Danh sach 500 cong ty cong nghiép 16n nhat hang nam cua tap chi Fortune
500 ciing la thwéc do kha chinh xac vé hoat dong ctia cac cong ty My.

* 42 trong s6 500 cong ty nay thua 16 nam 1988;
* 54 cong ty thua 16 nam 1989;

* 67 cong ty thua 16 nam 1990;

* 102 c6ng ty thua 16 nam 1991,

* 14 cong ty thua 16 nam 1992.

Theo ty 1€ trong thudc do nay, moi cong ty trong danh sach cuaa Fortune 500

sé déu bi coi 1a thua 10 nam 1997.

Nhung vao nam 1993, nhiéu thit bat dau thay doi, chi 114 trong s6 500 céng
ty bi thua 16 (nhuwng van c6 dén 23% bi thua 16).

Trong nam 1994, 40 cong ty bi thua 16. Mac du danh sach nay khong thé so
sanh dugc vGi danh sach ctia cac nam trude vi day la nam la lan dau tién

cac cong ty dich vu dugc chon dwa vao.

S thay doi trong triét 1y hoat dong cua cac cong ty co thé coi la 1y do dan
dén su cai thién nay. V§i y thitc da dang héa bi “chét tir tritng nwdc” va tinh
cong lyc cang ngay cang dugc coi nhw mot chién lwge mii nhon, thi duwong
nhw c6 mot sy chuyén dong theo hwdng ngugc lai. Bing nhw vay. Thé gidi
kinh doanh dang ngay cang trd nén tap trung hoa.
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Duwéi nhitng 10i don thoi vé hoi ty, lién minh, lién doanh, c6 mot cau chuyén
khac dang dan 16 ra. Cac nha lanh dao kinh té khon ngoan dang lang 1é tap
trung hoa cong ty ctia minh. Mot vai cau chuyén dwdi day da minh chirng
cho xu huéng nay.

Theo to Wall Street Journal ra ngay 4/5/1994: “Cong ty Eastman Kodak,
trong su tai to chitc dang kinh ngac, da tuyén bo la sé dem ban cong ty
thudc tay 16n Sterling Winthrop ctia ho va hai cong ty nho khac dé tap trung

vao san pham chu dao la phim chup.”

To New York Times ra ngay 27/4/1995 dva tin: “Pitney Bowes - cong ty
dang trong qua trinh cat giam chi phi va tap trung vao cac hang muc kinh
doanh chinh, thong bao da déng y ban céng ty con Dictaphone cho mét tap

doan dau tw cia New York vai gia 450 triéu do-la.”

Ciing trén t& New York Times ra ngay 23/8/1995, cé viét: “Cong ty Domtar
dang c6 ké hoach tw bo linh viyrc kinh doanh thach cao va pano trang tri ctia
minh nhw mét phan trong chién lwge mdi la tap trung vao linh vire go xé,

gidy va dong goi.”

ROt cudc, cac cong ty cling da quay lai thye hién nhitng diéu giong nhw
Peter Drucker dé cap dén trudc day: “Tap trung la chia khéa dan dén hiéu
qua kinh té. Hiéu qua kinh té doi hoi cac nha quan ly phai tap trung sy no
lyc vao cang it linh vue kinh doanh cang t6t. Biéu nay sé dem lai 1gi nhuan
cao nhat... Ngay nay, khong cé nguyén 1y nao bi lam dung thudng xuyén
nhw nguyén tac co ban vé sy tap trung... Dwong nhw khau hiéu ctia ching ta

la: Hay tham gia vao moi thit mot it”.

Mot uy vién ban quan tri cia Colgate-Palmolive phat biéu: “Chung t6i da
gdp phai nhitng van deé rac roi that sy. Trong thap nién vira qua, chiing t6i
da co gang tham gia qua nhiéu linh vi'c méi va thay doéi 16n vé san xuat

cling nhu t6 chitc. Cé 18 ching t6i da c6 qua nhiéu hoat dong ma thiéu tap
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trung vao linh vyc kinh doanh co ban cua hang. Gio day ching toi sé phai

tai tap trung.”

Kinh nghiém cua to6i cho thay hau hét cac cong ty My déu da than phién
nhu vay. Ngay nay, rat nhiéu cong ty m& rong qua 16n nhung lai khong co
chiéu sau. Co6 thé cong thirc hoat dong nay hiéu qua trong thaoi ky cé it cong
ty ton tai hon va it sy canh tranh hon. Nhwng thoi ky dé khong phai bay
gio. Ngay nay, mot cong ty can phdi thu hep pham vi tdp trung ctia minh dé

c6 thé canh tranh trong mot thi trudng dang toan cau hoa nhanh chong.

TRW la mot vi du dién hinh. Ttrng 1a mot tap doan véi 80 cong ty khac
nhau, giod diy TRW da ban di gan mot nita s6 d6. William Lawrence — pho
chu tich Biéu hanh ciaa TRW, phat biéu: “Ttw then chot cho thap nién 1990

la tap trung va linh hoat.”

Union Carbide la mét vi du dién hinh khac. Trwéc tham hoa Bhopal thap
nién truedc, Carbide c6 110 nghin nhan cong va ban ra hon muoi ty do-la
cac loai pin Eveready, tii Glad va v6 s0 cac loai héa chat cong nghiép khac.
D6 la m6t mé hon don cong kénh va gan nhw khong sinh 1gi. Sau tham hoa
Bhopal va no Iyc sap nhap hdang Samuel Hayman that bai, moi thi cang trd

nén toi té hon.

Nam 1986, Robert Kennedy — giam doc diéu hanh cta Carbide, phat biéu:
“Chung toi c6 qua nhiéu loai hinh kinh doanh khac nhau dang ctng canh
tranh vé von va moi quan tam cda ban quan tri”. Tt nhan dinh nay,
Kennedy da ban di nhitng linh virc khong phai la hoat dong kinh doanh chu
dao (pin va cac loai sdn pham tiéu dung), gidm ng xuéng con chwa dén mot
ty do-la va sa thai 90% nhan cong. Doanh s6 ctia hang gio dang gan dén

mitc nam ty do-la va lgi nhuan dat gan 500 triéu do-la.

Quaker State ban céng ty bao hiém ctia hang cho GE Capital (mot cong ty

tai chinh) v@i gia 85 triéu do-la. Sau dé6 hang mua mot cong ty chuyén vé
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dau mo vdi gia 90 triéu do-la. Theo Herbert Baum — giam doc diéu hanh
cta hang, hanh dong nay phu hgp véi chién lwgc tai tap trung vao linh vure

dau nhon va dich vu cung cap dau nhon.

V6i mong mudn trd thanh mot cong ty chuyén kinh doanh vé nha hang va
giam b6t duge ng nan, Flagstar da ban phan 16n hé thong cang tin va cac
hop dong kinh doanh thitc an chan nu6i cho Compass véi gia 450 triéu do-
la. Coleman Sullivan — phé chu tich cong ty, cho biét: “DPay that sy 1a mot
quyét dinh chién lwgc nham tap trung vao viéc kinh doanh nha hang thay vi

phat trién theo hwéng ngwgc lai 1a mé rong dich vu cung cap do an”.

Nam 1991, Boole & Babbage — mét trong nhitng céng ty 1au doi nhat trong
linh virc phan mém, da 16 11 triéu do-la khi chi dat doanh s6 101 triéu. Sau
nhiéu nam, Boole da chat déng cac hoat dong kinh doanh thanh mot mé 16n
x0n. Truwdce thue té nay, vi cha tich méi duge boé nhiém cia hang, Paul
Newton, quyét dinh da dén thoi diém phai kinh doanh tap trung. “Chuing t6i
quyét dinh la sé chi kinh doanh hai loai sdn pham danh cho hai loai khach
hang”. Trong nam tai chinh gan day nhét, Boole thong bao doanh sé ctia
hang la 132 triéu do-la vdi lgi nhuan la tam triéu do-la. Co phiéu ctia hang

da tang gia bon lan.

Nganh ngan hang cling cé nhitng tin hiéu tich cyc. Diéu nay that dang ngac
nhién vi phan 16n cac chi ngan hang déu da dau tranh véi Pao luat Glass-
Steagall (Pao luat han ché hoat dong cta cac ngan hang thuwong mai) tir khi
Quoc hoi My thong qua dao luat nay vao nam 1933. Ngay nay, phan 16n cac
ngan hang thwong mai déu dang tv nguyén han ché thi trudng muc tiéu cta

minh.

Trén vii dai chinh tri cling c6 nhitng tin hiéu tich cyc. Chua titng c6 vi tong
thong nao tién hanh tap trung héa vao mot linh viee nhw Bill Clinton... truéc

khi tring ctt. Nhung sau do, moi viéc lai khac. Khong c6 Iinh vyc nao la
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qua nhé dé Bill Clinton tham gia. Khi dugc héi ba diéu ma Bill Clinton phai
lam dé gianh lai long tin ctia cong ching, m6t nha chinh tri da tra 16i rat

thue té: “Tap trung hoa, tap trung héa, tap trung hoéa.”

Ciing c6 nhitng tin hiéu kha quan tir phia chau Au, noi da boc 16 quan diém
la cac cong ty nén da dang hoa t6i da co thé. Volvo — cong ty 16n nhat Thuy
bién, da quay vé vai tro chinh la m4t nha san xuat 6t6 va xe tai 1é6n bang
cach ban 26% lgi titc ctia Hertz va 44% lgi titc ctia Cardo — mot cong ty dau

tw ma ho dang nam gitr.

Cong ty sit thép Tata — cong ty 1én nhat An D9, 1a mot minh chitng t6t cho
nhitng van dé ma cac cong ty & thé gidi thit ba dang phai doi mat. Mac du
doanh thu hang nam cta cong ty 1én dén nam ty do-la, nhung Tata khong
chi la mot cong ty. N6 la tap hop cuia 46 cong ty, sdn xuat moi thi¢ i che
cho dén xe téi 16n, t* my pham cho dén phan mém mady tinh. Nhung gidc
mo cua Tata la nam giit 1inh vie 6t6 ché khach. Biéu nay c6 thé khong?
Chac chan, mién la Tata c6 thé nhan dugc sy trg gitip ngam tir chinh phu dé
loai bo canh tranh. Nhung day chinh la diéu ma mét nwéc dang phat trién
nhw An Bg khong can dén: ngdy cang nhiéu hang rao thué quan va nhitng

dao luat ctaa chinh phu.

Ratatata, tan chu tich ctia Tata, néi: “Nhiém vu then chot cta ching t6i luc
nay la phai tap trung héa. Ching t6i phai tai co cdu va loai bé cac hoat dong
kinh doanh khéng chinh yéu”. Ong muén Tata giff vi thé cha chét trong mot
sO0 nganh quan trong nhw xe tai 16n, 6t0 con, dich vu may tinh, thép va xay
dyng cling nhw trong nganh tién phong ctia nén kinh té quoc dan la da
truyén thong va vién thong. Co6 vé nhw tham vong cta cong ty da vuot qua

kha nang.

Van dé twong ty cling c6 thé nhan thay ¢ hau hét cadc quoc gia dang phat

trién. Quy mo nhé ctia cac quoc gia nay (vé mat kinh t€) cing vGi cac hang
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rao thué quan qua cao da tao ra cac cong ty hoan toan mat dinh huwéng tap
trung dé c6 thé canh tranh trén thi tredng toan cau. Chi c6 nhitng thay doéi

manh mé mdi cé thé gitp cac cong ty nay ton tai.

C6 nhitng tin hiéu tich cyc tir phia cac lién doanh gan day. Trén thuc té cé

hai loai lién doanh: t6t va x4u.

Céc lién doanh xau tap trung vao viéc hdi tu thi tredng hay tap trung “theo
hitng”. Ho két hgp hai linh vye tradi ngwge nhau nham muc tiéu tang tredng

hoat dong cua cong ty.

Hay noi vé viéc mot cong ty chuyén san xudt san pham cao cap lién doanh
v&i mot cong ty chuyén san pham binh dan. Hay ban c6 thé két hgp mot
cong ty san xuat chwong trinh véi mot cong ty phan citng hay mot cong ty
phan phoi. Khong c6 khoi lién doanh nao trong sé nay thanh cong trong dai
han.

Céc lién doanh tot tap trung vao viéc théng linh thi truong. Trén ly thuyét,
mot lién doanh ly twang la khoi lién minh gitra hai doi tha canh tranh, moi
cong ty chiém 50% thi phan, két hgp lai thanh mot cong ty s& hitu 100% thi
phan.

Trén thue té, cac cong ty cé thé dat dwgc mirc do thong linh thi triudng bang
cach lién két nhitng déi tha canh tranh cé cac san pham hay dich vu twong

dong nhau. Cac lién doanh gan day theo xu thé nay bao gom:

« Cineplex Odeon lién doanh véi Cinemark ctia My dé tao ra chudi rap
chiéu phim 16n nhat thé gidi;

* First Data mua lai First Financial Management vGi hgp dong tri gia 6,6 ty
do6-la dé tao nén nha xt 1y giao dich thé tin dung doc 1ap 16n nhat nwéc My;
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« Interstate Bakeries mua Continental Baking dé tr@ thanh nha san xuét
banh 16n nhat nwéc My;

* Rite Aid dang c6 ké hoach mua Revco véi gia 1,8 ty do-la dé cting co vi
thé la chuoi cra hang thudc 16n nhat nwéc My;

» Crown Cork & Seal mua lai CarnaudMetalbox vé&i gia gan bon ty do-la dé
trd thanh cong ty bao bi 16n nhat thé gidi.

Va con rat nhiéu vu lién doanh theo kiéu nay nita

Nhung vu lién doanh thanh cong nhat lai do Rick Scott thie hién véi viéc
mua hai bénh vién 16n @ El Paso, Texas. Tam nam sau, cong ty ctia 6ng da
trd thanh nha cung cap dich vu y té tw nhan 16n nhat nwdc My véi 326 bénh
vién va hon 100 trung tdm phau thuat ngoai tri. BPugc goi la
Columbia/HCA, cong ty c6 doanh thu hang nam vugt 15 ty do-la, cao gap
ba lan doi tht canh tranh 16n nhat. Pay chinh la tap trung hoa va sy thong
linh.

Céc lién doanh du tot hay xau thi déu phu thudc vao viéc cé tang dugce tinh
tap trung hay khong. Moi lién doanh gitta cac cong ty co loai hinh kinh
doanh twong dong nhau sé lam tang tinh tap trung cuda lién doanh va ngugc

lai.

Trudc day, thuong ton tai nhan thitrc 1a mdt cong ty thinh viegng néu tham
gia hai loai hinh kinh doanh sé t6i té hon la chi tham gia mot loai hinh
nhung lam t6t. Nhan thitc d6 dang dan thay doi.

Cuon sach nay sé hwéng dan ban cach dat tat ca tritng ciia minh vao mot cai
gio.
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5. NHUNG TiIN HIEU TiCH
CUC TU LINH VUC BAN LE

Néu ban muén tré thanh chuyén gia dv doan cac xu thé, hady xem phim,
nghe nhac va ddc biét la phai chu y tGi thi truong ban Ié.

Khong phan doan nao cua thi tredng nhay cam véi xu thé bang cac nha ban
1é. Thi treong ban 1é chi ph6i xu hwéng phat trién ctia mot quoc gia. Vay thi
treong ban 1é sé di theo hwong nao? Chi mot cum tw: chuyén mon hoa. Thoi
dai ctia cac nha cung cap da chung loai dwong nhu da qua.

Chi vai thap ky trudc, cac nha cung cap da chung loai va cac ctva hang bach
héa van con thong tri thi trrong ban 1é. Macy’s & New York, Marshall
Field’s & Chicago, Garfinckel’s @ Washington; Rich’s & Atlanta; [.Magnin &
San Francisco. Moi thanh ph6 16n ctia nwéc My déu c6 hang day cac ctra
hang bach héa 1ong 13y, trang 18. O' New York, ban c6 thé dén cac ctra hang
nhu: Abraham & Straus, Alexander’s, B. Altman, Arnold Constable,
Bergdorf Goodman, Best & Co., Bloomingdale’s, Bonwit Teller, EJ
Korvette, Galeries Lafayette, Gimbel’s, Henri Bendel, JC Penney, Lord &
Taylor, Macy’s, Ohrbach’s, Saks-Fifth Avenue va Stern’s...

Ngay nay, Abraham & Straus, Alexander’s, B. Altman, Arnold Constable,
Best & Co., Bonwit Teller, EJ Korvette, Galeries Lafayette, Gimbel’s va
Ohrbach’s da bién mat. Macy’s va Bloomingdale’s dang trén bo viee pha

san. Va Saks-Fifth Avenue luon thiéu von.
Dbiéu gi da gay ra sy sut gidm nay?

Dv luan nhanh chong chi trich cac ctra hang trén. Ho bé bé dich vu khach
hang. Ho khong bat kip xu hwéng thdi trang. Gia ca cia ho khéng con phu
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hop. Quan ly kém... O' mot mitc do nao dé, tat ca nhitng 16i phé binh trén
déu la sy that. Nhwng c6 phai vi thé ma khach hang ctia nhitng ctra hang

nay sé ngirng mua sam?

Tat nhién la khong. Ngay nay, khach hang cang ngay cang tim dén cac ctra
hang c6 tinh chuyén mén hoéa nhiéu hon. Cac ctta hang bach héa sut giam
sO lwvong khong phai bai nguyén nhan noi tai, ma badi cac ctra hang chuyén
doanh. Dinh huwéng tap trung hoa lai gay ra diéu dé.

Céac ctra hang bach hoda canh tranh v@i cac ctra hang chuyén doanh. Mot
nguyén ly co ban trong kinh doanh la déi tht canh tranh c6 mitc tap trung
héa cao hon thuong sé chién thang. Ban c6 thé ap dung nguyén ly twong ty
cho hoat dong kinh doanh ctia minh. Hay so sanh v&i doi tha canh tranh 16n
nhat ctia minh, ban hay ho c6 dinh huwéng tap trung cao hon? Lgi thé canh

tranh sé nam trong tay cac doanh nghiép c6é mic tap trung cao hon.

Hé thong ctra hang Wal-Mart khong gay ra viéc sut gidm s6 lwgng ctra hang
bach héa & New York. Mac du Wal-Mart da loai bé rat nhiéu ctra hang hoat
dong khong hiéu qua & cac thanh pho hay thi trdn nhé, nhung ho van dang
ti€n vao cac thanh phoé cé quy mo va thi trudng 16n hon, noi ho sé phai doi
mat vGi cac doi thu canh tranh ciing la cac ctra cé mitc tap trung hoéa twong
.

Cac ctra hang bach hoa trén toan nwdc My phai chiu dung tinh trang nay it
nhat tir mot thap ky trudc. Nam 1989, L. J. Hooker, chu nhan cua hai ctra
hang bach héa la Bonwit Teller va B. Altman & Co., tuyén bo pha san.
(Pay la nhitng ctra hang dau tién cung cap lwong thyc cho hé théng van tai
thuvong mai cua Manhattan).

Nam 1990, tap doan Campeau sup do kéo theo su pha san hang loat cac ctra
hang trang sitc nhw Bloomingdale’s, Abraham & Straus, Stern’, Jordan
Marsh, Burdines, Rich’s va Lazarus. Thang 4/1990, hang Ames (c6 tGi 680
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ctrta hang phia dong Mississippi) da tuyén bo pha san (xem Chwong 11).
Mua hé nam 1990, Garfinckel’s — niém ti hao ctia Washington, ciling theo

chan tuyén bo pha san.

Nam 1991, hang bach héa Hills, vé&i hon 200 ctra hang phan 16n nam &
Trung Dong, tuyén bo pha san (xem Chuwong 11). Ciing trong nam do,
Carter Hawley Hale, hang bach hoéa 16n nhat B& bién Tay, cling da tuyén bo
pha san (xem Chuong 11).

Nam 1992, ctra hang ban 1é do thoi trang Saks trén Dai 16 5 phai tim nguon
von 1én dén 300 triéu do-la tir chu s& hitu, hang dau tw Bahrain (Saks da 16
t6i 398 trieu do-la trong hai nam trudce).

Nam 1994, cong ty c6 phan Woodward & Lathrop ciing pha sén (xem
Chuong 11). Kem theo do6 la sy pha san cua cong ty con - nha ban 1é John
Wanamaker @ Philadelphia. Woodlard & Lothrop, v6i 16 ctra hang & khu
Washington-Baltimore va 15 ctta hang & khu Philadelphia, von rat dugc dé

cao va c6 danh tiéng.

Danbh tiéng tot chwa da khi ban di ngwoc xu thé. Chung ta dang tién vao thoi
dai cta cac nha chuyén nghiép. Mot cita hang vGi moi loai hang hoa la ctra

hang dang song vdi qua khit.

Hang Sears c6 danh tiéng tot. Nhung theo mot cach nao do, Sears ciing
dang song vdi qua khit bdi né da chong lai xu thé chuyén mon héa. Mot thé
ky qua, Sears lién tuc m@ rong linh vuc kinh doanh. Nam 1886, Sears giGi
thiéu mat hang dau tién. Nam 1925, hang mé& ctra hang ban 1é dau tién. Sau
nam sau, hang thanh 1ap cong ty bdo hiém Allstate cong ty ban bao hiém
o0t6 dau tién, r6i mé rong sang bao hiém tai san, bao hiém tai nan, bado hiém

nhan tho va tham chi la bao hiém van tw thé chap.
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Nam 1959, Sears thanh 1ap Homart Develop Co. nham phat trién c4c trung
tam mua sam. Nam 1981, Sears mua Dean Witter Reynolds cong ty tu van
chitng khoan va Coldwell Banker cong ty bat dong san. Trong thap nién
1980, Sears thiét 1ap mang lwgi trung tam tai chinh & nhiéu ctra hang ban 1é
cta hang, véi chién lugc tai tiéng la “tat va co6 phiéu”. Ciling trong thap nién
nay, cong ty mé thém hé thong cac ctra hang Sears ban may tinh va phan

meém.

Nam 1986, vdi viéc gia nhap thi truong thé tin dung Discover trén pham vi
ca nudc, Sears dat dén dinh cao nhuwng sau d6 moi thit déu trirot doc. Cac

nha phan tich Phé Wall lic do ciing dang huy dong Sears, Roebuck tach ra
thanh cac cong ty riéng dé tang gia tri ctia tirng thanh vién doc 1ap hon viéc

c* mai la bd phan ctia m6t nha ban 1é khong 16.

Nam 1988, Sears ban cong ty bat dong san Coldwell Banker. Nam 1992,
hang tt* bé Dean Witter va hé thong thé tin dung Discover. Nam 1993, Sears
déng ctra hé thong trung tdm budn ban va tir bé nhiéu hoat dong kinh doanh
khac.

Nam 1994, Sears thong bao ké hoach ban phan con lai ctia cong ty bao
hiém Allstate va tim kiém doi tdc mua lai Homart. Sears con lai gi? Mot
cong ty ban 1é v6i 800 ctra hang bach héa, mdt cong ty cung cap thé tin
dung va 1.200 ctra hang chuyén doanh, bao gom céa cong ty cung cap 0tod
Western va cac ctra hang ban do gia dung Homelife. Tham chi, dv 4n bat
dong san, toa thap Sears Tower & Chicago, cling tré thanh mot ganh nang.
Ngoi trén khoi bat dong san thé chap cé gia 1én dén 850 triéu do-la nhung
gia tri thue Iac dé chi con 400 triéu do-la, Sears dang trén con dwong dén
v6i s khanh kiét.

Cai gi da thé cho hé thong cac ctra hang bach héa?
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Do la mot loat cac cira hang chuyén doanh va@i tinh tap trung cao. Limited
tap trung vao thi trudng trang phuc cao cap danh cho nhan vién nir. Gap lai
tap trung vao trang phuc cho gidi tré. Victoria’s Secret tap trung vao doé 16t
phu nit cao cap. Circuit City va Best Buy tap trung vao hang dién t gia
dung va cac vat dung thiét yéu. The Home Depot chuyén vé cac san pham

gia dung. Office Depot chi cung cap thiét bi van phong.

Phan 16n cac quan sat vién cua thi treong ban 1é déu két luan thoi dai hoang
kim ctia cac ctra hang bach hoa da két thiic. Ctra hang nao con duy tri kiéu
kinh doanh nay sé lién tiép chiu ap luc vé viéc phai cat giam chi phi dé c6

thé ton tai. Sap tGi, dy doan sé c6 nhiéu ctra hang bach hoa bi pha san.

Khong phai tat ca ctra hang bach héa déu khong thé thanh cong. Du nganh
kinh doanh dang suy thoai, nhwng mot s it cac cong ty van tru lai dwoc va

dat 1gi nhuan rat cao.

Loi thé cta viéc phuc vu trong mot nganh kinh doanh dang suy thoai chinh
la viéc ban c6 thé phat trién thanh mét nha doc quyén. Mot nganh kinh
doanh dang suy thoai hau nhw khong thu hat bat ky mot déi tha canh tranh
madi nao.

Vi du: hau nhw ngya da bi 6t6 thay thé nhung nhitng chi phi cho tdi yén,
cuwong va day cwong van tang cao do khong c6 su canh tranh trong mot thi
trvong nho bé. O New York, ban c6 thé mua bon 16p xe 6t bang vdi gia lap
dat cho bon méng sat cho mot con ngya (250 do-la). Nhung tudi tho cia

bon 16p 6t6 sé cao hon tudi tho ciia bon méng ngwa loai tot.

Mot ctra hang bach hoa vugt qua bao tap 1a Nordstrom. Nha ban 1é 94 tu6i
c6 tru s& & Seattle nay da x6a bé dugc suy nghi khong tot cia khach hang
vé cac ctta hang bach héa bang cach tap trung vao “dich vu”. Tai sao tat ca

cac ctra hang bach hoa khong lam nhw vay?
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Bdi vi chi c6 mot so it ngwdi mudén mua sam & cac ctra hang ban da moi
thit. MGt nha tw van c6 tén tudi cho rang lwong khach hang thuwdng xuyén
cta cac ctra hang bach héa @ My chiém khoang 30% khach hang trén thi
treong. “Tuy nhién cac ctra hang bach héa nay lai that bai khi thu hit 70%
lwgng ngwoi mua khong phai la khach hang cua ho. D6 1a ly do tai sao ngay

nay ho bi chi trich nang né nhw vay”.

Co thé trong khi c6 gang thu hit 70% s6 khach hang khong mua sam & céac
ctra hang bach héa bang cach gidm gia va khuyén mai, cac ctra hang nay da
sao nhang 30% khach hang cot 16i (thi truong khach hang ma Nordstrom
coi do la muc tiéu). Nordstrom tinh rang 90% lwgng hang ban 1é cia ho la
do 10% khéch hang cét 16i.

Nhiéu ctra hang bach hoa cling da nhan ra thong diép nay va tién hanh tap
trung hoa khong chi v6i moi khach hang ma con véi doi twgng khach hang
c6 sitc mua 16n (giong nhw 10% khach hang cia Nordstrom.) Chién luwgc
nay dugc biét dén trong pham vi thi treong ban 1é véi cai tén “chién lwgc
nhom khéach hang”. N6 tap trung vao cac khach hang cot 16i bang nhitng
quan tdm ca nhan va cac dich vu dac biét. DBay la cach thic truyén thong

cua cac hang thoi trang quy mo nho.

Hang Bloomingdales 1a mot vi du. Poi véi mot s6 khach hang,
Bloomingdale’s giti nhitng 16i nhac nhé cac 6ng chéng vé viéc mua qua
sinh nhat va cac ngay ky niém hang nam. Cac khach hang khac dugc luan
phién gbi qua mién phi. Ho trg cho viéc nay la cac chwong trinh may tinh
cho phép Iwu git dir liéu vé khach hang dé cac ctra hang cé thé nhan dién
duwgc khach hang sinh 1gi nhat cia minh.

Vi du: Bloomingdale’s c6 dén 1,8 triéu khach hang st dung thé tin dung.
Tuy nhién, mdy tinh w@c tinh, trong s6 nay chi c6 20% s6 khach hang dung
thé tin dung nhung lai chiém 75% doanh sé.
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Trong khi cac ctta hang bach héa ngay cang mat di tam quan trong thi vi thé
cta cac cira hang chuyén doanh ngay cang cao. Mot chuoi cira hang dugc
coi 1a hinh mau cho hau hét cac ctra hang khac la chuoi ctra hang do choi
Toys “R” Us. Nam 1996, Toys “R” Us c6 618 ctta hang & My va chiém
22% thi trvong do choi trong nuwdce. Toys “R” Us dang tién ra thi treong
ngoai nwdc véi 293 ctra hang. Cong ty ciling da tré thanh nha ban 1é do6 choi
16n nhat nudc Pire. Nuce cwdi 1a, Toys “R” Us lai khai nghiép tir mot cira
hang ban d6 dung cho tré em véi tén ban dau la Children’s Supermart (Siéu
thi caa tré). Sau d6 ngudi sang lap hang Charles Lazarus, md&i bo sung mat
hang do choi.

Tinh thé nay that tha vi. Mot siéu thi cta tré thwong phat trién theo hwéng
nao? Cau trd 106i hién nhién la sé thém vao do cac loai hang héa nhw quan ao
tré em, xe dap tré em, ta 16t, do an tré so sinh, v.v... N6i cach khac la m@&

rong co cau kinh doanh.

Nhung dé khong phai 1a nhitng gi ma Charles Lazarus da lam. Ong da loai
bo cac mat hang noéi trén va mé mot ctta hang md&i, quy mo 16n hon, chi ban
do choi giam gia. N6i cach khac, 6ng da tién hanh chuyén mon héa mat
hang do choi. That khac thwong va cling that hiéu qua. Khong c6 gi ngac
nhién khi tap chi Forbes viét: “ Ong 1a mot trong nhitng nha ban 1é sang gia
nhat trong duong thoi”.

Toys “R” Us da md& dwong cho mot mo hinh ma tir do tat ca cac nha ban 1é
déu lam theo néu mudn thanh céng. C6 nam bwdc chinh trong cong thitc
Toys “R” US: (1) thu hep dinh hwéng tap trung; (2) cung cap theo chiéu
sau; (3) mua ré; (4) ban ré; (5) thong linh dong san pham kinh doanh.

Chuing ta sé tiép tuc thao luan cu thé hon vé nam buwéc trén.

THU HEP PINH HUONG TAP TRUNG
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Dbay la budc kho nhat trong tat ca cac budc bdi no trai nguwgc vai tryc giac.
Phan 16n cac nha quan ly va cht doanh nghiép déu tim cach mé rong dong
san pham. Lam sao c6 thé chdp nhan quan diém: Néu ban muon phat trién
v6i toc do nhanh hon, ban nén cung cap it loai hang hoéa hon? R0 rang la
néu ban muon phat trién nhanh hon, ban nén cung cap nhiéu loai hinh sén

pham va dich vu hon.

Song diéu ro rang hop ly khong phai Itic nao cling ding. Trong kinh doanh,
cang nhiéu thi cang it va cang it thi cang nhiéu. Néu ban mu6n phat trién
nhanh hon, treéc hét ban phai thu hep loai hinh san pham va dich vu cung
tng. Hodc néu ban dang cé ké hoach mé cong ty, ban can phdi cung cap
mot dong san pham hep hon nhitng gi ban dang trung bay.

L4y linh virc hang gia dung lam vi du. Bang cach chi tap trung vao thi
treong hang gia dung, Gordon Segal va vg la Carole da tao dung mot cong
ty rat tam c@. Vi khong thé chi trd cho viéc lvu kho hang héa, ho da mé cira
hang dau tién, chuyén ban cac bd do an thiét ké theo phong cach chau Au,
duoc bay trén cac thung thua (crate) va cac thung tron (barrel). Vi vay, ho
lay tén cira hang la Crate & Barrel.

Ngay nay, ho da c6 55 ctra hang v6i doanh thu khoang 275 triéu do-la. Theo
ong Segal, 1gi nhuan tir hoat dong ban 1é ctia ho con c6 chiéu hwéng cao
hon nita.

Nhitng gi ma Crate & Barrel da lam trong linh viec hang gia dung cling la
nhitng gi ma Lechters dang lam v&i mat hang do bép (nhung & gidi han thap
hon va & quy mé6 nho hon). Vi hon 600 ctra hang (80% trong s6 nay déu &
cac khu budn ban 16n), Lechters dat doanh thu 400 triéu

do-la/nam. Gan day, Lechters bo qua viéc tap trung vao mat hang do bép va

bat dau cung cap du loai thiét bi gia dinh.
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Lgi nhuan tr c6 phiéu ngay lap titc gidm 28%, c6 phiéu cua hang rét gia
40%. Gio day, ban giam doc mdi dang tap trung chudi ctra hang cta Lechter
vao do bép chit khong phai mat hang nao khac.

Chuyén sang linh vurc thé thao. Cac ctra hang giay truyén théng thwong ban
tat ca loai giay, nhung chuoi ctta hang giay thanh cong nhat nwéc My la
Foot Locker, chi ban giay thé thao. Chuoi ctra hang nay gom 1500 ctta hang
va c6 doanh thu 1én dén 1,6 ty d6-la/nam ttr giay thé thao.

Trong linh vuc ca phé: Nhitng ndam trdc, tat ca thi trdn trén nwéc My déu
c6 it nhat mot civa hang ca phé, phuc vu moi thi tir bAnh humburger cho
dén banh tao kiéu Phap. Vay Starbucks da lam gi? Ho m& mot ctra hang ca
phé chi chuyén vé ca phé. That ngac nhién! Starbucks da thu vé 285 triéu
do-la tir 425 ctra hang ma cong ty s& hitu. Hién nay (1996), hang c6 680 ctra
hang va c6 ké hoach dén nam 2000 sé s& hitu 2.000 ctra hang, khi do6
Starbuck sé la cong ty tri gia t6i mot ty do-la.

Vé hoat dong son stta moéng tay. Cac tham my vién tin rang con duong dan
dén thanh cong nam & viéc thém vao cac san pham nhu téc gid, quan 4o, tui
xach, do trang sitc, cac dich vu nhu mat xa mat, mat xa than thé, tay 16ng va

cac dich vu ca nhan khac.

Cung thoi gian do, linh vic nay cling dang chitng kién mot xu thé phat trién
dua trén sy tap trung héa. D6 1a cac salon chi chuyén 1am méng. O thanh
pho New York, cac tiém lam méng hang dau déu la cta nguwdi Han Quoc

nhap cu.

Vé mat hang thu6c 1a. Hau nhw moi ctra hang ban 1é déu ban thudc 1a. Tuy
nhién, mot trong nhitng ctta hang ban 1é c6 toc do phat trién nhanh nhat &
My la mot ctra hang 16n, chi kinh doanh thudc 1a v6i hon 300 nhan hiéu
khac nhau. Ngay nay, cé khoang 200 ctta hang nhu vay.

https://thuviensach.vn



Do6i véi mat hang kinh ram. Giong nhw thudc 14, ban c6 thé tim thay mat
hang kinh ram & moi noi. Tuy nhién, v&i hang Sunglass Hut International
thi d6 khong phai 1a van dé. Hang da mé& cira hang & hon 1.400 dia diém
khac nhau, tt nhitng khu mua sam 16n cho dén cac nha chd & san bay véi
cac thwong hiéu nhuw Oakley, Armani, Revo va cac dong san pham hang dau
khac. Véi gia trung binh ctia moi cap kinh la 80 d6-la va 1gi nhuan trung
binh chiém 60% doanh thu, Sunglass Hut da kinh doanh rat hiéu qua. Co

phiéu cta hang da tang gia gap ba lan trong vong hai nam qua.

Mot s6 nguoi phan doi y twdng nay lay cong ty Amway, véi nam nghin san
pham ban ra va doanh so dat 3,5 ty do-la, lam vi du tiéu biéu cho nhitng
cong ty thanh c6ng ma “khong tap trung hoa”. Thuyc té Amway kinh doanh
moi thi? trit bon riva bat, dé chinh 1a dinh hwéng tap trung.

TRU LUONG SAU

Budc thit hai trong cong thitc cia Toys “R” Us la cung cap theo chiéu sau.
Mot ctra hang bach hoéa thong thuwong vao dip Giang sinh c6 thé ban dugc it
nhat ba nghin do choi. Cac ctra hang Toys “R” Us ban duwgc khoang 18
nghin do6 choi trong mot tudn treedc va sau dip Giang sinh. Pa dang la 1y do
khién c* nam loai d6 choi duwgc ban ra trén thi tredng thi cé mot loai co
xudt X tir ctra hang ctia Toys “R” Us.

Da dang va gia ré la nhitng ly do lam cho mot trong nam bang video cho
thué trén thi truong dugce thué tr cira hang bang video Blockbuster. Trong
khi mot ctra hang cho thué bang dia nho chi c6 thé chita khodng mot nghin
dau bang, thi mot ctra hang bang dia 16n ctia Blockerbuster c6 hon nam

nghin.

Bed Bath & Beyond tap trung vao cac ctta hang ban ga trai givong, chan,
khan tam, dung cu phong tam va cac do gia dung co ban (khoang 30 nghin

moén do) ma gia ban chi bang tir 20 - 40% gia ban cia cac cita hang bach
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héa. Doanh thu cta cac cira hang nay tang 30% moi nam va thu nhap rong

chiém dén 7% doanh s0.

Cung cap theo chiéu sau la nguyén nhan sau xa gitip cac ctta hang nhu Toys
“R” Us va Blockbuster Video théng tri dong san pham ctia ho. Thong
thwong, cong ty nao di tién phong trong mot dong san pham thi ciing sé trg
thanh ngwoi dan dau. (Hertz la cong ty dau tién cho thué 6t6 va cling trd
thanh cong ty dan dau linh vizc nay. H&R Block 1a hang vé dich vu thué thu
nhap dau tién va cling dan dau linh viec nay. Charles Schwab la hang dau
tién cung cap dich vu moi gidi chitng khoan giam gia va cting trd thanh
ngwoi dan dau).

Nhitng nguoi tién phong trong linh vire cho thué bang dia chwa bao gid biét
dén bai hoc nay. Cac ctta hang cho thué bang dia dau tién déu mang tinh
nho 1é hodc san pham nay chi la san pham kinh doanh kém theo trong cac

ctra hang thudc, ctra hang tap hoa, v.v...

Con dwong dat dén sy giau c6 la con dwong thong qua hoat dong ban 1é va
xem xét nhitng mén hang mai da dugc thém vao danh sach cta cac ctra
hang. Hay ty héi, diéu gi sé xdy ra néu ban lay moén hang dé, cung cap theo
chiéu sau va sau do6 xay dung mot chudi cac cira hang trén pham vi ca nuéc
dé théng linh thi trvdng sdn pham nay?

Ban thwong mua banh ran tai cac ctra hang banh hay ctra hang tap héa cho
dén khi hang banh ran Dunkin’s Donuts xuat hién va xay dung mot loat ctra
hang trén toan nwéc My dé thong linh thi tredng san pham nay. Trudce kia,
ban thwdng mua dong ho tai cac civa hang trang sitc, nhung ngay nay, phan
16n dong ho lai dugc tiéu thu tai nhitng ctra hang chuyén ban dong ho.
Truwdc kia, ban thwdong mua tivi @ cac ctta hang bach héa, nhung gio day,

phan 16n tivi dwgc tiéu thu tai cac civa hang chuyén veé dién tu.
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Pa phan cac ctra hang chuyén doanh thwong cung cap theo chiéu sau. Mot
ctra hang banh ban bao nhiéu loai banh ran? Thwong la khodng tir ba dén
bon loai. Mot dai 1y 16n ctia Dunkin’s Hut sé ban hon 50 loai banh ran khac
nhau. Cac ctra hang cua Starbucks thuwong ban 30 loai ca phé. Mot dai ly

cuia hang kem Baskin-Robbins ban nam loai kem v@i 31 vi kem khac nhau.

MOoi ngay lai ¢6 nhitng co hoi mdéi duwge tao ra. Quyét dinh ctia hdang FCC
vao nam 1968 vé thiét bi Carterfone thiét bi dau tién cho phép ngudi st
dung dién thoai c6 thé st dung thiét bi dién thoai ctia bat ky hang nao khi
1ap dich vu dién thoai c6 dinh ctia Bell. N6 da tao ra mot thi tredng riéng,
nh@ dé cac hang san xuat dién thoai ra doi. Mot thi treong ban 1é dién thoai
xuat hién nhung thong tri thi tredng nay khong phai la cac civa hang bach
héa hay ctra hang dién t ma la cac ctta hang ban dién thoai. Sy tang 1én vé
sO lwgng cac may tinh ca nhan da tao co hoi cho cac chudi ctra hang ban 1é

may tinh.

Sears va cac hang khac da mac phai sai lam dién hinh khi b6 sung mdy tinh
vao danh muc madt hang kinh doanh ctia hang. Sau khi ké hoach trén khong
hiéu qua, hang ban 1é 16n nay da mg thém Sears Business Systems Center.
Buwdc chuyén nay that sy trd thanh mot thdm hoa véi hang.

Trong truong hgp cia Sears, do 1a mot kiéu suy nghi dién hinh cta cac cong
ty 16n khi ho goi cac ctta hang méi cia minh la cac “trung tam bu6n ban”
thay vi goi la cdc ctra hang ban may tinh. “Tai sao ching ta khong ban thém
may tinh khi chiing ta da ban may photocopy va cac thiét bi van phong
khac?”

Thuc chat 1a tai sao? Bai vi twong lai thude vé cac chuoi ban 1é thu hep chi
khong phdi la mé rong dinh hwéng tap trung.

Radio Shack ciing mac phadi sai lam twong tw. Dau tién, ho dwa thém mat

hang mdy tinh vao kinh doanh. Khi cac déi tha canh tranh nhw
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ComputerLand, BusinessLand va cac nha ban 1é chuyén doanh may tinh bat
dau khai sac, ho lai trung bay & cac dai ly ctia minh nhitng tdim “Radio
Shack Plus Computer Center” (Trung tam Radio Shack cong may tinh).

Khong mot nha ban 1é may tinh dau tién nao hiéu dugc khai niém ctaa Toys
“R” Us vé viéc cung cap theo chiéu sau. Két qua, ho da thua cac déi thu dén
sau nhuv CompUSA va Microcenter. Ngay nay, Tandy dang tr@ lai véi ké
hoach m& mot loat cac ctra hieu mang tén Computer City. Nhung dong thai
nay c6 thé da qua mudén. CompUSA, vGi hon 100 ctta hang, vira dat dugc

mic doanh s6 ba ty d6-la.

Tandy da c6 tat ca nhitng 1gi thé trgi cho, trong doé c6 viéc sém dan dau trén
thi truong may tinh ca nhan vdi loai sdn pham Radio Shack TRS-80. Nhung
ho da vitt bo vi tri nay trong no6 lywc nham bao vé tén tudi cia Radio Shack.
Lé ra, ho nén giit Radio Shack don gian chi la ctta hang ban do dién tr 1at
vat, r6i m& mot chudi cira hang chuyén ban 1é may tinh trén pham vi ca

nuwdc véi mot cai tén mai.

N6i cach khac, Tandy 1€ ra nén khai thac sy tréi day cua thi treong may tinh
ca nhan bang mot chudi cac cira hang chuyén sau vé may tinh, trong dé bao
gom ca loai may TRS 80. Va day chinh la diém cot 16i. V&i sy troi day cua
mat hang may tinh ca nhan, 1€ ra ho cling nén dwa ra mot cai tén méi dé mé

hodc cong chung.

“CompUSA sé la Toys “R” Us thir hai?” la tit cia mot bai bao trén to New
York Times. Cau tra 10i cta toi la: Bung vay! Mark Mandel cua cong ty
Salomon Brothers ciing tan thanh: “Chiing t6i tin rang CompUSA ¢6 tiém
nang thong tri thi trudng mdy tinh ca nhan, rat giéng v4i nhitng gi ma
Circuit City da lam vd6i thi truong do dién tit, Toys “R” Us da lam véi thi
treong do choi va Staples cuing véi Office Depot da lam véi thi tredng cung

cap do van phong”.

https://thuviensach.vn



Nhitng gi CompUSA dang c6 lam véi thi tredng may tinh la nhitng gi ma
PetsMart, Petstuff va Petco dang c6 gang lam trong linh vic cung cap vat
nuoi trong nha. Pay hién la mot linh viee kinh doanh khong 16 trén thi
treong My, 16n gap hai lan thi truong may tinh gia dinh. Gan mot nita s6
gia dinh & My déu nudi mot con ché hay mét con meéo, ho chi binh quan
khoang 400 d6-la mo6i nam cho nhitng con vat cung cia minh. Tong s6 hoa
don chi phi cho ching 1én dén 17 ty d6-la.

O My, c6 khoang 12 nghin ctta hang ban vat nudi trong nha, 85% trong s
do 1a cac ctra hang tw nhan. Tuy nhién, gan day, da c6 mot s6 cira hang 16n

ban vat nudi trong nha. Xu huwéng nay dang phat trién rat nhanh.

Céc ctta hang 16n ban con vat nudi trong nha c6 quy mo rat 16n nhanh
chong gianh 13y thi treong cung cap thic an cho vat nudi tit tay cac siéu thi.
PetsMart mu6n tr@ thanh ctta hang dwgc nhitng nguwdi yéu vat nudi wa
chudng. Doanh s6 hang nam cua PetMart gan day 1én t6i mot ty do-la,
nhung cong ty van con nhiéu co hdi phat trién hon nita trong thi truong cé

doanh s6 hang nam 1én dén 17 ty do-la nay.

Nhitng diéu ma cac ctra hang 16n dang c6 gang dat dugc trong linh vic
cung cap vat nudi cling la nhitng gi ma hang Baby Superstore Inc. dang c6
gang dat tdi trong linh vic cung cdp do dung tré em. Hang c6 48 cira hang
c6 nha kho véi hon 25 nghin moén hang. Phan 16n cac mén hang nay c6 gia
thap hon tir 10 - 30% so véi gia cua cac ctra hang chuyén doanh va ctra
hang bach hoa. (Phuwong cham cua hang la: Gia dugc sinh ra & day va duoc

nuodi 16n & khap moi noi).

Céac ctra hang doc l1ap nho 1é c6 thé lam gi dé canh tranh v&i nhitng déi tha
tam c® nhw Toys “R” Us? Chi c6 mot cach la cung cap theo chiéu sau.
Tattered Cover, mot hiéu sach rat thanh cong & Denver, ban dén nira triéu

cudn sach. Zabar’s, Balducci’s va Dean & DeL.uca & New York cling dung
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chién thuat twong tw doi vdi cac loai thitc an cho ngwoi sanh an. FAO
Schwarz ciling lam diéu twong ty véi san pham doé choi danh cho tré khé
tinh.

Khi ban thu hep dinh hwéng tap trung ctiia minh va cung cap luvgng hang 16n
gdp vai lan doi tha 16n nhat, ban da tré thanh mot “ngwdi noi danh” nhw
Zabar’s, FAO Schwarz va Tattered Cover, gan nhw thoat khéi sy canh tranh

cta cac chuoi ctta hang c6 pham vi ca nudc.
MUA RE

Trong khi phan dong cac nha ban 1é déu kiém tién tir viéc ban san pham,
Toys “R” Us va cac nha thong thi thi tredng ban 1é khac lai kiém tién twr
viéc mua san pham. Khi ban chiém 1/5 thi tredng d6 choi trong nuwéc, ban
c6 rat nhiéu lgi thé trong viéc trd gia khi mua sdn pham. Tham chi, ban con

c6 thé yéu cau riéng cho loai sdn pham ma ban ban.

Khi phat trién dy &an Nemo — mot hé thong video game tai nha duwgc thiét ké
dé canh tranh vé6i Nintendo, Hasbro da 4p dung nguyén mau cong thirc Toys
“R” Us. Do6i vGi cac nha ban 1é, sdn pham nay vira qua dat lai khéng thu vi.
Madc du Hasbro da rét vao du an nay 200 triéu d6-la, du an van bi hoan lai

va da tieu phi muoi triéu do-la.

bam may den dang de doa Toys “R” Us la Wal-Mart. Trong khi Toys “R”
Us nhan ra thi phan cia hang da bi sut gidm manbh, tr 25% thi tredong noi
dia nam 1989 con 22% nam 1996, thi thi phan cia “nguwdi khong 16”
Bentonville lai phat trién theo chiéu huéng ngugc lai. Cung thoi diém nay,
Wal-Mart da tang gap doi thi phan cia hang 1én dén 16% & thi truong do
choi ndi dia. 16% thi phan cung kha nang mua ré than ky ctia Wal-Mart rat
c6 thé sé tan cong manh mé vao nhitng loai hang héa dang duwéi sw quan ly

cua Toys “R” Us.
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Nhin chung, mc don gia cta Toys “R” Us vao khoang 45% va thay doi tuy
theo tirng loai san pham. V@i cac loai do choi cé mic tiéu thu cao nhw
video game, bup bé Barbie va Mighty Morphin Power Rangers, mirc don
gia con thap hon nhiéu. T4t nhién, cling cé rat nhiéu do choi cé gia bay ban
theo kiéu “dao cao va luGi”. Loai may choi game dwgc ban theo kiéu ban
dao cao véi mirc don gia toi thiéu, con cac chwong trinh game thi lai ban

theo kiéu ban lIwdi dao cao vGi mitrc don gia cao hon rat nhiéu.

Ban ciing c6 thé st dung 1gi thé vé quy m6 kinh doanh ctia minh dé ép gia
cac loai hang can mua, bao gom ca truyén thong quang cao va cac dich vu
uy thac tin dung. Tandy la mot vi du. Hang nay da cat giam dén 0,025% gia
cta dich vu uy thac cia American Express, tiét kifm dwgc hon 500 nghin

do-la/nam.

Mat khac, néu quy mé cta ban dua 16n, ban ciing khong phai canh tranh vé
gia. Ban co6 thé khién cac nha cung cdp dap ng tirng nhu cau cu thé cta
minh. Vi du: Crate & Barrel hau nhw chi 14y hang cia nhitng hang quen.
Ngoai mdt vai linh virc nhw dung cu ndu an, cac nha cung cap thwong chi
thiét ké va san xuat riéng mot s6 mat hang cho Crate & Barrel. Cac nha ban

1é thong tri cac loai mat hang khac déu sit dung chién lwgc twong tu.
BAN RE

Vé thit hai ctia phwong trinh dinh gia 1a ban ré. Bang hai cach mua ré va
ban ré, ban c6 thé tao ap lwc rat 16n 1én doi thu canh tranh. Vi du: mot ctra
hang doc 1ap ban vat nudi c6 thé ban mot thung thivc an cé thwong hiéu
duwoc danh gia cao nhu Hill’s Science Diet vdi gia 32 do-la. Mot ctra hang
16n ban vat nudi lai cé thé chi ban mét thung cung loai nay vai gia 19,95
do-la.

Xét cho cung thi muc tiéu cao nhat cta sw tap trung hoa la thong tri thi
trrong san pham ma ban kinh doanh. Khi d6, ban sé xitng dang duwgc huwéng
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toan bo 1gi nhuan thu dugc tir thi phan ctia minh.

Nhu cac doéi tha cua Toys “R” Us nhan thdy thi chi ban ré thoi chwa da. Ca
hai cong ty Child World va Kiddie City déu gidam gia manh trong nhiéu nam
ma khong canh tranh néi véi Toys “R” Us. Ly do 1a ho khong thé thyc hién

ca hai dong thai: mua ré va ban ré.

Dbiéu dam bao mot nha dan dau chinh la vi tri thong tri cta ho. “Xét cho
cung”, Charles Lazarus noéi, “cai ma chiing ta dé cap la thi phan, thi phan va
thi phan.”

Liéu c6 phai Toys “R” Us dang theo dudi chién luvgc riéng? Khong phai
vay! Hay xem xét ty 1€ phan tram don gia. Ty 1€ nay ctia Toys “R” Us trung
binh la 45% so v6i 26% ctia Wal-Mart (riéng & mat hang do choi, ty 1€ co
thé cao hon). Biéu nay c6 nghia la Wal-Mart da gidm gia & mdt hang quan
trong — mat hang do choi.

Wal-Mart khong chi giam mic don gia ma con giam chi phi quan ly. Nhin
chung, chi phi cho cong tac ban hang, hanh chinh va cac phu phi thong
thuong cua Wal-Mart chiém 15% doanh s6 so v&i 19% cua Toys “R” Us.

Chinh sy mat tap trung khién cac chi phi nay cta Toys “R” Us cao hon cua
Wal-Mart. Anh huéng thuc té cta viéc dwa Kids “R” Us va Books “R” Us
vao hoat dong chinh 1a phan tram chi phi cho hoat dong ban hang, chi phi
chung va chi phi hanh chinh tang lén trén tong doanh thu ban hang. Kiéu
kinh doanh “cwdp cua Peter dé tra cho Paul” da lam suy yéu dan sitc manh

tai chinh cua mot cong ty.

Gan day, cong ty nay da thong bao sé md thém nam ctra hang mdi dé canh
tranh vGi Baby Superstore véi tén goi la Babies “R” Us. Day chinh la mot

sai lam dién hinh ctaa viéc mé rong dong san pham.
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Nhan t6 anh hwdng khac chinh 1a bién lgi nhuén rong cta hai céng ty. Thu
nhap rong ctia Wal-Mart chiém 3,5% doanh s06, trong khi dé ctia Toys “R”
Us la 6,1%. Diéu ma Toys “R” Us nén lam la giam gia dé tang tong thi phan

ctia minh trén thj treong doé choi.
THONG TRI DONG SAN PHAM KINH DOANH

Ai sé la nguwoi chién thang trong tran dau cda cac siéu thi vat nudi trong
nha? Co thé do sé khong phai la tay choi giéi nhat c6 chién lwgc thong
minh nhat va doi ngli nhan sy gioi nhat. D6 sé la chudi cita hang dau tién
thong tri thi trudng sdn pham nay, cé vé nhw do la PetsMart.

Khi nghién cttu vé lich st ctia cac nha ban 1é 16n thanh cong, ban sé thay
chudi ctra hang théng tri mot dong san pham nao doé thwong la chuoi cira
hang ludn vugt 1€n va gianh 14y nhitng phan thwéng 16n nhat.

Mot cach dé thong tri mot san pham ban 1é 1a md rong véi toc do nhanh
chong. Thang 2 nam 1987, khi Wayne Huizenga mua c6 phan ctia
Blockbuster Video, né chi la mét chudi gom tam ctra hang va 11 don vi
duwgc nhwgng quyén kinh doanh. Ngay sau d6, Huizenga mua ludén Southern
Video Parnership va Movies to Go, nang so dai ly ctia Blockbuster 1én 130

vao cubi nam 1987.

Nam 1988, Huizenga mua chuoi ctta hang Video Library. Cu6i nam do, so
ctra hang cua Blockbuster da 1én dén 415. Nam 1989, Blockbuster da qua
duwge mirc 1.000 cira hang khi thau tdom Major Video (mot chu6i gom 175
ctra hang) va Superstore ML A (hang c6 s6 don vi dugce nhwgng quyén

nhiéu nhat).

Nam 1990, Blockbuster mua cac chudi ctra hang & Arizona, California,
Florida, Kansas, Nebraska, Texas va Virginia, nang tong s6 ctta hang 1én
dén 1.500. Blockbuster gig day la chuoi ctta hang cho thué bang dia 16n

https://thuviensach.vn



nhat nwdc My. “Chung t6i phat trién cang nhanh, s6 ctra hang ching t6i mé&
cang nhiéu, so tién chiing to6i kiém duwgc cang 16n”, Huizenga néi. Tham chi
ong con mang tv twdng nay vuot bien gidgi, md 1.250 ctira hang video @
nuwdc ngoai bao gobm 775 ctra hang & Anh.

Ngay nay, Blockbuster Video da c6 t6i 15 triéu ctta hang thanh vién va cho
thué 4,6 ty bang dia moi nam. Piéu khién Blockbuster tré nén qua thanh

cong nhu vay la vi trong tam ly khach hang, ho la hang théng tri thi truong
cho thué bang dia. That khé dé néu tén mot chudi ctra hang khac c6 thé qua

mat ho.

Huizenga da lam diéu twong tw véi Waste Management, Inc. Nam 1960, hai
nam sau khi tot nghiép cao dang, 6ng ta tham gia viéc kinh doanh van
chuyén rac cda gia dinh mot ngudi ban. Bén nam 1971, éng cong tac thém

v6i hai doi tac nita dé thanh 1ap Waste Management.

Ho phét hanh c¢6 phiéu va lao vao chwong trinh thu mua cac cong ty. Ho
mua chin cong ty rac trong nam dau tién. Nam 1975, c6ng ty da gianh duoc
hop dong mua lai mot cong ty & Ardp Saudi. Tiép theo dé 1a hang loat cac
hop dong thu mua cac cong ty nwdc ngoai khac. Nam 1996, cong ty diéu
hanh 20 cong ty ¢ 20 nwdc. Waste Management (gi0 dugc goi la WMX
Technologies) trd thanh nha swu tap rac va do phé thai 16n nhat thé gidi, vaoi
lgi nhudn hang nam gan dat mitc 10 ty do-la.

That khong may, khi mot chudi ban 1é thong tri thi triedng san pham, cac
nha quan ly cia chudi ctta hang nay thuong sé bat dau tim kiém nhitng linh
vire mdéi dé chinh phuc. Ho quén di céi da lam ho noi tiéng. Thay vi van tiép
tuc tap trung vao mdt hang kinh doanh chu lwc ctia minh, ho lai di chéch
huwéng. Diéu nay da xdy ra véi Toys “R” Us va cling xay ra v&i Blockbuster
Video.

https://thuviensach.vn



Lién ti€ép trong mot thoi gian ngan, Blockbuster d@ mua mot hang san xuat
phim (hang Republic), mua 78% c6 phan cia mot hang san xuat tivi (hang
Spelling) va 49,9% c6 phan ctia mot san choi trong nha cua tré (Fun
Centers). Huizenga cling thyc hién mot dy an lién doanh véi BET dé san
xudt phim vé cac gia dinh da den, ciing nhw mét duw an lién doanh véi tap
doan ban 1é Virgin Retail Group dé mé thém 8 nghin ctta hang & chau Au,
chau Uc va My.

Sau dé, hang c6 mot dy an lién doanh (v&i Sony va PACE) dé phat trién cac
rap hat danh cho cac bu6i hoa nhac, danh m6i quan tam 16n téi mot cong ty
phan mém gidi tri (VIE) va mot lién hgp cong vién - thé thao & Florida, c6
quy mo lén tgi 1.000 ha.

Huizenga da dau tw 95 triéu do-la vao mot doi béng chay chuyén nghiép
(doi Marlins), 128 triéu do-la cho mot doi bong da chuyén nghiép (doi
Miami Dolphins) va 50 triéu do la cho mot doi khiic con cau chuyén nghiép
(doi Panthers).

Wayne Huizenga da vién dan tam nhin vé mot cong ty gidi tri toan cau “lam
phim, r6i dem trinh chiéu & cac rap cua hang ching t6i, cho thué & cac cira
hang bang dia cta chdng t6i, ban n6 qua cac kénh truyén hinh ctia ching
t0i, trinh chiéu trén cac mang lwGi truyén hinh cap ctia ching to6i va tram
truyén hinh ctia chiing t6i. Va ching t6i sé xuat ban sach, phat hanh ban
soundtrack va lam video game, r6i ban chiing & cac ctra hang cua chiing

t0i.”

Du da rat thanh cong, Blockbuster cting chi chiém dugc 15% thi phan ctia
thi truong cho thué bang dia. Theo logic, 85% con lai cua thi trvong sé la
muc tiéu dé dat dwgc doi voi Huizenga hon la linh viee phim anh, am nhac

va gidi tri - noi da c6 san cac doi thu manh thong tri thi truong.
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Nam 1989, mot nha phan tich tai chinh da dy doan rang Toys “R” Us cudi
cung sé chiém dwgc 40% thi phan do choi. D6 chinh la muc tiéu can nham
t6i cia mot cong ty néu muon thong tri thi tredng cia minh. Nhung Toys
“R” Us gi0 day con @& rat xa muc tiéu do. Hang lao dau vao linh vuc quan
ao tré em va sach, mat di tinh tap trung va ciing mat thi phan trén thi truong
do choi.

Mot quy tac dung dan la cac doanh nghiép hang dau phai dat dugc 50% thi
phan san pham ma minh dang kinh doanh. D6 la thi phan 16n va c6 thé

thudc vé bat ky cong ty nao cé sirc manh tap trung.

Federal Express c6 45% thi phan cua thi tredng chuyén phat nhanh noi dia
My. Coca-Cola cé 45% thi phan thi treong nuwéc cola noi dia My. D€ dat
duoc thi phan 16n hon 50%, ban can nhiéu nhan hiéu khac nhau (xem
Chuong 12).

Xét trén quan diém chién lvge, nam gitt 50% thi phan ctia mot thi trong tot
hon la nam git* 10% thi phan ctia ndm thi treong khac nhau. Cho dén nay,
cach suy nghi truyén thong thuong dan ban gidam doc cac cong ty dén va6i
16i mon da dang héa. Co & phia bén kia bo rao luon xanh hon. Cac nha quan
1y thuwong nghi ho da dat dén gidi han cua thi tredng hién tai, vi vay ho rat
ham ha tht stc & thi truong maoi.

Ho thay mot thi trudng 16n va ho bat dau tw duy theo kiéu ctia ngudi Trung
Quoc: “That dé dang dé c6 duwgce 5% thi phan cta thi treong do, bdi vi do la

mot thi trvong khong 16 nén 5% cling da 1a mot con so rat 16n”.

Néu dé dang vay thi da c6 vo s6 cong ty vGi cac miéng banh thi phan nho
khac nhau. Nhung khong phai vay.

Hay nhin vao danh sach Fortune 500. Néu tham gia vao moi thit 1a chia
khoa thanh cong, thi cac khoi lién minh 16n da ditng & vi thé dan dau. Trong
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muoi cong ty dan dau danh sach, c6 ba cong ty 6t6, ba cong ty dau mé, mot
cong ty héa chat va mot cong ty (Philip Morris) véi linh viee kinh doanh
khac nhau (thudc 14 va thwe pham).

Trong danh sach nay, duy nhat c6 cong ty General Electric theo kiéu mau
dién hinh cta cac tap doan l6n. Cong ty hung manh nay ciing da cat giam
dang ké va dang trong qua trinh tai tap trung. Cach day 12 nam, GE da ban
hodc loai bé gan 100 hoat dong kinh doanh. “Chi nhitng hoat dong kinh
doanh ding & vi tri thi nhat va thit hai trén thi treong ctia ho méi c6 thé
chién thang trong m&t khu virc ma mitc do toan cau hoda, canh tranh ngay
cang tang,” Jack Welch — giam d6c diéu hanh cia GE, néi: “Nhitng hoat
dong nay khong thé bi dinh tré, déong ctra hay bi ban di.”

Vi du: nam 1983, GE c6 349 nghin nhan c6ng. Sau mudi nam, s6 lwvgng
nhan cong cua cong ty chi con 220 nghin nguoi. Tai tap trung dwong nhw
khong hé lam cong ty bi ton hai. Trong qua trinh nay, General da nhay 1én

nam bac trong danh sanh cua Fortune tr vi tri tht muoi 1én vi tri thit nam.

Dugc thanh 1ap nam 1878, General Electric cling la mot cong ty kha lau
doi. Tao ra mot khoi lién két 16n khi ma cac do6i thu canh tranh con thwa
thét khong giong nhw viéc c6 xay dung mot khoi lién két khi canh tranh
manh mé. GE ciing c6 117 nam dé tao dung tén tudi ctia minh. GE 1a mot
cong ty kinh doanh thiéu tap trung véi mot tén tudi 16n, mot 1gi thé dé bu

dap cho nhitng sai lam ma GE mac phai.

Suy nghi theo kiéu ctia ngudi Trung Quoc khong bao gio dem lai két qua.
Hay xem luwét qua mdt vai con s0. Gia tri cua nén kinh t€ My lén dén bay
nghin ty do-la. Bat ky cong ty nao c6 thé thanh cong trong viéc gianh dugc
5% & moi thi trrong sé trd thanh mot cong ty co gia tri 1én dén 350 ty do la.
Khong hé c6 cac cong ty c6 tri gia 350 ty do-la.
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Thi trwong ban 1é 1a chiéc gwong phan chiéu nwéc My. Day la nén kinh té
nhay cam nhat va phan anh nhanh nhat nhitng thay doi trong nhu cau cta
nguoi tieu dung. Thuce té ngay nay, trong moi dong san pham kinh doanh,
cac nha ban 1é déu dang thu hep quy mo tap trung dé c6 thé gianh dugc thi
phan 16n hon.

Nhuwng d6 khong phai la tat ca. Dé thong tri thi tredng trong dong san pham
kinh doanh ctia minh, cac nha ban 1é dang mé& rong hon nita nham tr¢ thanh
cac chuoi ctra hang c6 quy mo toan quéc tham chi 1a quy mo toan cau. Két
qua 1a, chinh cac ctra hang ban 1é nho, doc lap lai bi de doa. Dan dan, trong
tirng dong san pham, cac ctta hang doc 1ap, nho bé da bi thay thé béi mot
chudi ctra hang cap quoc gia, c6 gidy phép kinh doanh hay c6 dai ly riéng.

C6 mot vai nha ban 1é van phu nhan xu thé nay. Ho cy tuyét nhitng gi dang
xdy ra xung quanh va hy vong vé diéu t6t dep nhat. Nhung, cho dén nay,
cac ctta hang dia phwong ban moi loai hang héa déu khong dich noi cac
chudi ctra hang trén pham vi cd nwdc véi sirc manh tap trung, mua ré, ban ré

va thong tri dong san pham kinh doanh.

Céac nha ban 1é dia phwrong chi c6 hai si Iva chon: hodc sap nhap mot chuoi

ctra hang nao dé hodc tw tao mot chuoi ctra hang cho riéng minh.

Cac nha ban 1é dang lam vay, va ban cling nén thé.
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6. CAU CHUYEN CUA HAI
CONG TY NUOC COLA

Khong c6 hai cong ty nao minh chitng cho sttc manh ctia sy tap trung ro

rang hon PepsiCo va Coca-Cola.

PepsiCo dang bi day vao tinh canh moi chi phi déu tang. Gan day giam doc
diéu hanh cia hang Wayne Calloway phat biéu: “Chting t6i con ¢ xa cam

két vé ty lé tang truong dai han dat & mic 15%”. Qua nhiéu nam, Calloway
va cac nha tién nhiém ctia 6ng da lam viéc rat vat va dé hoan thanh cam két

vé tang tredng bang cach ban di mot loat cong ty.

Co6 thém Frito-Lay, cong ty cung cap do an nhe 16n nhat thé gidi, PepsiCo
s@ hitu ba trong bay chuoi ctta hang cung cap do an nhanh 16n nhat nuwéc
My. Bén canh ba chubi ctra hang 16n trén, PepsiCo ciing s& hitu Hot’n Now,
Chevys, California Pizza Kitchen, D’ Angelo Sandwich Shop va East Side
Mario’s. Cung vGi do la 24 nghin nhom nha hang da tao nén mot mang lwdi
nha hang 16n nhat thé gidi. (Trong khi d6, McDonald’s chi s hitu 14 nghin
nhom nha hang trén khap thé gigi). Pé cung cap do uong cho toan bo s6
nha hang nay, PepsiCo c6 mét loat nhan hiéu do uong, bao gom Pepsi-Cola,
Diet Pepsi, Pepsi Max, Pepsi XL, Slice, Mountain Dew, cac loai tra Lipton,
All Sport va 7UP (bén ngoai nwéc M¥). Hang cling nhap khau loai rugu
vodka Stolichnaya tir Nga.

Khong nghi ngo gi khi PepsiCo c6 quy mo 16n hon Coca-Cola rat nhiéu.
Nam 1995, PepsiCo da dat dwgc mitc doanh sé la 28,5 ty db-la so véi 16,2
ty do-la cia Coca-Cola. Biéu c6 thé gay ngac nhién chinh la cac gia tri
twong quan gitta hai cong ty. Khi danh gia vé gia tri va vé co phiéu,

PepsiCo - cong ty c6 quy mo 16n hon, c6 gia tri la 44 ty do-la, va Coca-Cola
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- cong ty c6 quy mo nhé hon lai c6 gia tri 1én dén 93 ty do-la, 16n gap hai
lan PepsiCo. Moi do6-la doanh s6 cua Coca-Cola c6 gia tri gan gdp bon lan

so vGi cua PepsiCo. Do chinh la sttc manh cua sy tap trung.

Coca-Cola ciing trng mat dinh hwéng tap trung. Nam 1982, ho mua hang
phim Columbia Pictures (va ban lai cho Sony nam 1989). Ho cling mua va
roi lai ban cong ty ruegu Taylor. Ngay nay, Coca-Cola chi 1a cong ty nuéc
giai khat.

Hay thi tién hanh mot so sanh khac. So sanh gitta McDonald’s va PepsiCo.
McDonald’s c¢6 14 nghin nha hang, dem lai doanh s6 7,4 ty do-la so v6i con

s0 hon 24 nghin nha hang cua PepsiCo, doanh s6 9,4 ty do-la.

Tai sao cac nha dau tu lai khong mudn sé hitu cac chuoi ctra hang an nhanh
ctia PepsiCo thay cho McDonald’s? Ly do la vi lgi nhuan. Thu nhap rong
ctia McDonald’s rat 16n, 1,1 ty do la, chiem 15% doanh s6. Trong khi do,

1gi nhuan cta PepsiCo chi dat 400 triéu do-la, chiém 4%.

So sanh trén thi tredng c6 phiéu cling dem lai két qua twong tu.
McDonald’s c6 quy mo nho hon PepsiCo nhung tinh vao nam 1996, tri gia
ctia McDonald’s trén thi treong c6 phiéu la 31 ty do-la.

KFC, Taco Bell, Pizza Hut c6 gia tri la bao nhiéu van chi la trong phong
doan. Mot phwong thitc dé wdc tinh gia tri ctia ching trén thi tredng la hay
tinh xem thu nhdp rong ctia ching chiém bao nhiéu phan tram téng thu
nhap rong cua PepsiCo. Twr do sé tinh dugc gia tri cua ching dya trén ty lé
phan tram cta chdng trén tong gia tri cia PepsiCo trén thi truong. Theo

cach nay thi chuéi nha hang ctia PepsiCo wdc tinh 1a mwai ty do-la.

Tiép tuc noi vé sirc manh cda sy tap trung. McDonald’s, v6i s6 thu 7,4 ty
do-la, co gia tri la 31 ty do-la. Chuoi nha hang cua PepsiCo, v6i doanh s6

9,4 ty do-la, lai chi dang gia 10 ty do-la. Mot cong ty c6 quy mo nho hon,
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dinh hwéng tap trung cao hon c6 gia tri gap ba lan cong ty c6 quy mo 16n
hon song mitc do tap trung lai thap hon.

Gia tri thi treong la nhitng con so6 thé hién gia cta tirng c6 phiéu ctia cong
ty ma cac nha dau tv san sang mua hodc ban. Néu ho that sy hiéu dugc sirc
manh cua s tap trung, c6 thé ho sé san sang tra gia cao hon cho ¢6 phiéu

cuia cong ty co0 tinh tap trung cao hon.

Trong treong hgp cta PepsiCo, dinh hwdng tap trung kinh doanh cua cac
ctrta hang ban d6 an nhanh ctia hang con gidm xuéng maét niva. Thit nhat, ho
la bo suwu tap cua nhitng nhan hiéu hang héa c6 tinh canh tranh nhau so v6i
s don nhat trong hoat dong ctia McDonald’s. Thit hai, cdc nhan hiéu d6 an
nhanh lai bi chon vui trong mét cong ty giai khat, mot bat 1gi ma
McDonald’s khong gap phai.

Khong phai thitc an nhanh dang lam PepsiCo dinh tré. Sy that la cong ty
nay, bat ké nhitng thanh cong cta nd, vé co ban lai la mot cong ty kinh
doanh khong tap trung. Tai sao mot cong ty kinh doanh khong tap trung
nhw PepsiCo lai gdp nhiéu rac roi trong canh tranh v6i mot cong ty c6 tinh
tap trung cao hon nhu Coca-Cola?

Trudc tién, do l1a nhitng van deé trong cong tac quan ly. Cong tac quan 1y la
viéc thi hanh ky luat, doi hoi nhitng ky nang con ngwoi va nhitng ky nang
dya trén khai niém (nhitng k¥ nang quan ly c6 thé ap dung trong bat ky
nganh nao). Cong tac quan ly ciing doi hoi phai c6 kién thitc va kinh

nghiém.

biéu thit hai chinh la diém yéu ctia cac nha quan ly chuyén nghiép. Khong
thé nhoi nhét kinh nghiém cta 20 ndm vao mét khéa dao tao trong vong 6
thang.
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D6 chinh 1a van dé c6 hitu ctia PepsiCo. Diéu cong ty nay can chinh la mot
nha chuyén mon trong linh viec d6 uéng dé diéu hanh viéc kinh doanh do
udng, mot chuyén gia vé do an nhe dé diéu hanh Frito-Lay va mot chuyén
gia vé do an nhanh dé diéu hanh chudi nha hang kinh doanh loai sdn pham
nay. Nhung ai sé la nguoi lwa chon cac chuyén gia cho ting Iinh vire hoat
dong ctia cong ty? Giam doc diéu hanh cta hang chi c6 thé 1a chuyén gia

cua mot chit khong phai cua ca ba hoat dong kinh doanh trén.

Khi Coca-Cola sé hitu Columbia Pictures, ho thué va roi sa thai mot loat
cac nha diéu hanh giéi nhat khi két qua kinh doanh cta hang phim nay di

xuong. Cudi cung, ho cling phai tir bo va ban hang phim nay di.

PepsiCo dang c6 gang giai quyét van dé trong cong tac quan tri cia hang
bang cach thuyén chuyén cac nha quan ly trién vong ttt bo phan nay sang bo
phan khac. Nhung su sap xép nay lai di ngwoc lai toan hoc. Trung binh, mot
nha quan ly hita hen cta PepsiCo ciing sé chi cé duge 1/3 kinh nghiém cua
nguoi dong chitc & Coca-Cola.

Cau cham ngon “Can mot dé biét mot” that dung dan. Trwr khi ban cé kién
thitc sau va nhiéu kinh nghiém trong linh virc dugc giao, néu khong sé rat
kho dé chon ngudi thich hgp cho viéc diéu hanh hoat dong kinh doanh dé.

T6i da chitng kién, phan 16n cac nha quéan ly bo phan trong nhitng tong
cong ty 16n khong c6 kinh nghiém hodc tinh cach thich hgp v&i cong viéc
cta ho. Ho qua ham hé lam vira 1ong sép va qua tap trung vao cac két qua

trong ngan han.

Tiép theo la van dé vé tinh than. Theo truyén thong, cac cong ty da dang
héa thwong di chuyén nhan sy trong cac bd phan. Ho mudén phat trién cac
nha diéu hanh da dang hon la cac nha quén ly b6 phan cé dau 6c thién can.
Nhiéu nha quan ly tham vong trong cong ty dang c6 gang tranh bi deo bién
ghi danh “chuyén gia”.
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Nhung chuyén gia chinh la ngi chita sttc manh trong kinh doanh. D6 1a ly
do tai sao cac t6 chirc tap trung héa cling phat trién cac nha quan ly, ngudi

sé chia sé qua trinh tap trung hoa vdi cong ty.

Muc tiéu cia cac nha diéu hanh chinh & PepsiCo la tr¢ thanh nha diéu hanh
chinh ctia ca cong ty. Muc tiéu cua cac nha diéu hanh chinh & Coca-Cola la

trd thanh mot nha diéu hanh chinh trong linh viec d6 udng.

C6 1€, van dé nan giai nhat ctia cong tac quan ly & cac cong ty thiéu tap

trung hoa chinh la qua trinh thang tién.

Sau nhiéu nam quan sat “can canh” hang tram cong ty, toi thay rang vi tri
quan ly thwong dugce giao cho nhitng ngwdi khong thich hop trong it nhat la

mot ntra thoi gian hoat dong cta cong ty (tham chi con lau hon).

Hay lay vi du cong ty Burger King. Ttr nam 1980 dén nay (1996), Burger
King da c6 10 gidam doc diéu hanh. Ly do nhitng nguwdi nay khong thé tai vi
1au 1a vi Burger King bi chon vui trong mot cong ty do an truyén thong
(Pillsbury), cong ty nay gio trd thanh mot phan caa khéi lién minh 16n
Vuong quoc Anh (Grand Metropolitan PLC) v@i linh vie kinh doanh chinh

la d6 udng c6 con.

Khi hang nay c6 y dinh chon ngudi dé bo nhiém, cac nha diéu hanh chinh
thudng mac phdi hai sai lam dién hinh. Ho tién hanh thang chitc “theo céac
con s0” va dya theo “tinh cach”. Ca hai cach trén déu khong dem lai hiéu

qua.

Diéu gi sé xay ra v4i mot cong ty ma viéc thang chirc lai tuan ty theo s6?
Ho thuong tim kiém céac két qua ngan han ma hy sinh nhitng thanh qua cu6i
cung. D6 chinh la triét 1y cia Harold Geneen va mot loat cac nha quan ly

chuyén nghiép, nhitng nguwdi mang lai cho ching ta y twéng vé cac tap
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doan. Geneen noi: “Cac nha quan ly thi phai quan ly”, nghia la: Hay tao ra

cac con so cua ban hoac di khoi day.

Khoéng c6 diéu gi 1a bi mat khi cac tdp doan mat di anh hao quang do viéc
trd nén thiéu tinh tap trung. Néu ban mudén tao nén nhitng con sé thanh twu
trong ngan han, chién lwgc toi wu la hay xuat xwéng cac san pham va dich
vu mdi. Néi cach khac, hay lam c6ng ty ctia ban mat tinh tap trung. Hay

pha bo nhitng két qua sau cung va tién thang vdi tdc do toi da.

T6i héi mot nha quan ly: “Tai sao anh van dang m@ rong cac dong san
pham ctda cong ty trong khi biét vé dai han viéc nay sé lam cong ty bi thiét
hai?”Anh ta trd 16i: “Néu toi khong dat doanh s6 trong nam nay thi trong
dai han t6i sé khong thé trd 1én ndi bat khong”.

Thay vi dwa vao cac con s6, mdt vai cong ty lai tién hanh viéc thang chitc
dwya trén “tinh cach”. Ho chon ngudi theo kha nang truyén cam hing ciing
nhv thic day nguwoi khac. Sé khong cé gi sai khi ngwoi dugce la chon cé
tinh cach tuyét voi, di kém theo d6 la kién thitc va kinh nghiém thwong cé &

cac nha lanh dao vi dai.

To6i da c6 kinh nghiém rang cac nha lanh dao vi dai, mac du rat hay dang tri,
nhing van biét lam cach nao dé gitt dugc sy tap trung. Ho biét cach truyén
cam hirng va thuc day cap duwdi ctia minh tiép tuc day manh “co may chinh

ctia cong ty”. Ho khong dé nhitng van dé ngoai 1é chon vui ho.

Nhung tinh cach tuyét voi thwong khong phai la biéu hién cia mot nha lanh
dao gidi. Phan 16n cac nha lanh dao thanh céng trong moi linh vire déu yéu

vé mat nay (Winston Churchill va George Patton la hai vi du)

Nhitng nha lanh dao vi dai thwong huwéng noi hon hwéng ngoai. Ho quan sat
nhitng ngwoi xung quanh nhuwng khéng phai ltic nao ciing c6 quan hé tot.
Duwong nhu ho bi diéu khién béi phan ma quai bén trong ho. C6 1€ diéu nay
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da tao cho nhitng nha lanh dao 16n kha nang tap trung vao mot van dé, mac

du ho rit hay dang tri.

Con c6 cach thi ba dé chon nha lanh dao. Thay vi danh gia vé nhitng con s6
va tinh cach, ban c6 thé dé cac nhom xem ai c6 thé tré thanh ngudi lanh dao
gi6i nhat cho titng hoat dong kinh doanh cu thé ctia nhém. O day, tdi khong
goi y vé mot cudc tranh ludn mang tinh dai ching, vi nhw vay cling khong

dem lai hiéu qua.

biéu that sy hiéu qua la lya chon nhitng ca nhan da boc 16 kha nang lanh
dao trong moi treong lam viéc cua hg. Cac nha lanh dao bam sinh thwong
“hiéu thau va nam bat” yéu t6 can thiét cia mot ngwoi lanh dao nhanh hon
nhitng nguoi khac.

Mot diém bat 1gi 16n khac cua cac cong ty kinh doanh khong tap trung la
viéc thém vao cac tang quan ly dé gan két cong ty lai. Trong tam diéu khién
cta cac chu tich la cac pho chu tich. Nhitng ngwoi nay khong chi ngoi do va

xem xét cac con s6 ma tham gia tich cuc vao hoat dong cta tirng bo phan.

Thém vao do, viéc cac nhan vién lién tiép dé nghi dugc cung cap thong tin
cling tiéu ton lwgng thoi gian dang ké ctia cac nha quan ly. Rat giong véi
“thué gidy t0” ma chinh phu lién bang My danh vao cac tong céng ty trong
nuwdc, mot cong ty da dang hoa cling danh “thué gidy t6” nhitng hoat dong
ctia cac phong ban trong ndi bd cong ty. Tiép theo la cac cudc hop lién mién

dé xem xét két qua hoat dong cting nhw ngan sach hién tai, v.v...

Co 1€, van dé quan trong nhat ma cac cong ty kinh doanh khong tap trung
nhw PepsiCo dang phdai d6i mat la canh tranh véi chinh minh. Thay vi tim
kiém tinh cong luc trong cac dong san pham phitc tap ctia minh, phan 16n
cac cong ty lai tim kiém diéu ngugc lai: mot trong nhitng san pham cta ho

thwong c6 xu hwdng lam suy yéu cac san pham con lai. Trong treong hop
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cta PepsiCo, cac chu6i nha hang cta ho lai canh tranh véi san pham d6

udng trién vong cuda ho.

Tai sao Domino’s Pizza hay Little Caesars lai mua san pham do uong nhe
cta ho tir PepsiCo khi ctra hang Pizza Hut ctia PepsiCo la doi thu canh

tranh 16n nhat cta ho?

Coca-Cola da khai thac moi lién hé nay trong mdt loat cac chién dich quang

cdo rat an twgng. Mot quang cdo cla

Coca-Cola c6 cau: “PepsiCo da m& mot ctra hang nao bén canh cac ban
chwa?” Cau tiép theo la: “Hay doi 4 ti€éng nita, ¥ sau bon tiéng, PepsiCo lai
md& thém mot nha hang khac trong dé ché nha hang ctia ho. Mot nha hang

khac sé canh tranh v6i ban va sé nuoi khach hang caa ban.”

Do khong chi la van dé canh tranh vé cac nha hang, d6 con la sy that thoat
veé tai chinh. PepsiCo da chi 1 ty d6-la m6i nam cho viéc xdy dung va mua
lai cac nha hang. SO tién nay vuot qua 1gi nhuan thu dwgc tir hoat dong cua
ctra hang. Bong thai trén khién hang roi vao tinh trang tién thodai lwdng nan:
khong c6 khoan dau tw von hang nam, cac chu6i nha hang nay sé khong thé

ton tai lau dai.

Song, day la khoan tién ma PepsiCo can dé danh bai Coca-Cola trén pham
vi toan cau. Lay cac nwdc thudc khoi X6 viét trede day lam vi du. Nho sw
két n6i vé mat chinh tri, PepsiCo da c6 mot sy khéi dau 16n & khoi cac nuwée
nay. Tat ca bat dau vGi cudc gap mat gitta Donald Kendall, cha tich cuaa
cong ty va Nikita Khurushchev trong chuyén tham Moscow do Phé Tong
thong My Nixon dan dau.

Nhung gio ddy moi chuyén da thay doi. Coke bat dau kinh doanh ¢ Rumani
cu6i nam 1991, hién nay (nam 1996) c6 san lwgng hang tiéu thu 16n hon
gdp hai lan so vGi PepsiCo. Pepsi cling da tang cho Coke con dwong dén véi
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hau hét céc thi truong Pong Au. Pepsi chi giit vi tri s6 mot tai Hungary,
Ukraina va chinh nwéc Nga.

O Trung Quéc, c6 dén mot nghin dai 1y ban 1é cung cap san pham cta
Coca-Cola. Coca-Cola la nhan hiéu dugc thira nhan réng rai nhat trén dat
nuwdc nay. Coke cé 19% thi phan d6 uéng nhe cia Trung Qudc, gap ba lan
thi phan cua Pepsi & day.

Mot ly do cho sy phat trién nhanh chong ctia Coke trén vii dai quoc té chinh
la m&c do dau tw cua hang. Trong pham vi kha nang, Coca-Cola da rot 1,5
ty d6-la vao thi treong Dong Au, 150 triéu do-la vao riéng thi truong
Rumani. Nam 1995, ngan sach ctia Coke cho dau tw nwéc ngoai xap xi 700

trieu do-la (so vdi 300 trieu do-la ctaa Pepsi).

Khoan dau tuw nay da cé két qua. 80% thu nhap rong ctia Coca-Cola la tw
nhitng hoat dong ngoai bién gidi nuwéc My (so v6i PepsiCo la 15%). Gan
day Coca-Cola l1a san pham duoc tiéu thu nhiéu nhat & chadu Au. Hang c6
tiém nang gia tang s6 lwong tiéu thu hon badi tong mitc tiéu thu dé uéng nhe
trén thé gidi chi bang 1/10 so véi mic tiéu thu cia nwéc My.

Nhitng bat 1gi & mot cong ty kinh doanh khong tap trung nhuw PepsiCo la r6
rang. Vay, thuc té€ PepsiCo nén lam gi?

Cau tra 10i thwong gap la “Co gang hon nita!” Gia nhw Pepsi-Cola c6 thé
nhan doi mic thanh cong cia sdn pham d6 udng trong pham vi nwéc My ra
ngoai lanh tho. Gia nhu cac chuo6i nha hang cda hang ciing dem lai 1gi
nhuan nhiéu nhw cac nha hang ctia McDonald’s. Gia nhw PepsiCo c6 thé
khai thac mot trong nhitng sdn pham mdi cia minh nhw Pepsi Max hay
Pepsi XL. Gia nhu...

Co gang hon cling khong dem lai hiéu qua. PepsiCo lai cang khong nén tiép

tuc tran chién ba mat trdn nay. Cach t6t hon la tap trung cac nguon lwe cta
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cong ty vao mot trong ba dong san pham chinh cta hang hién nay. Néu

duwoc Iwa chon, t6i sé chon nuéc cola.

Hay nhin vao thi trudng nwdc cola. Pau la noi duy nhat dé Pepsi-Cola hy
vong danh bai dugc Coca-Cola? Cau tra 10i khon ngoan thuwong la: & nuéc

ngoai, Coca-Cola c6 mitc hang ban ra cao hon Pepsi nhiéu.

Toi lai ggi y theo hudng ngugce lai. Mirc tieu thu nwdc cola trén thi treong
MY that gay strng sot: 32,5 galong moi ngudi/nam. Mot thi tredng nhw My
trong mot tuan sé tiéu thu s6 lwgng rat 16n nuwdce cola, diéu nay da minh
chitng cho mirc ban hang cua ba nhan hiéu (Coke, Pepsi va Royal Crown)
cong thém it nhat nhan hiéu ctia modt cong ty tw nhan. O nwéc ngoai rat khé
dat dwgc nhu vay.

O Indonesia — quéc gia c6 mitc tiéu thy nude cola theo dau nguwdi chi bang
1/5 mitc tiéu thu cta nwéc My, mot thi tredng nhw Jakarta chi c6 thé ban do

uodng cua mot nhan hiéu, va luon la Coca-Cola.

O nhiéu qudc gia trén thé gidi, chi riéng viéc tham nhap duwoc vao thi
truong cling da rat kho khan déi véi PepsiCo. O thi truong nha (M§), nganh
do uong nay kinh doanh theo hai hwéng. Huéng thit nhat, thong qua cac dai
1y truyén thong nhw cac siéu thi, cac khu vé sinh cong cong, cac ctra hang
ban d6 an ngon va cac dai ly ven duwong. Hudng tht hai 1a thng qua hoat
dong ban d6é uéng qua voi va cac nha hang. Trong nhitng nam qua, mic tiéu
thu PepsiCo @ cac siéu thi da vuot Coke.

Noi Pepsi khong duwgc tham tran chinh la viéc tiéu thu sdn pham qua voi va
qua hé thong nha hang. Vé linh vyc kinh doanh d6 uéng, mitc tiéu thu ctua
Coca-Cola gap hai lan cia PepsiCo, chiém 26% thi phan cua thi truong nay.

Bi kich caa PepsiCo la kha nang lanh dao viéc tieu thu hang trong siéu thi

lai khong thé chuyén doi thanh kha nang lanh dao trong linh vire nwéc cola.
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Diéu do sé khong thé xdy ra trir khi hang lam mot diéu gi dé dé cai thién

tinh trang kinh doanh d6 uéng qua voi.

Giai phap la: Hay gom Pizza Hut, Taco Bell, KFC va cac nha hang khac cua
PepsiCo thanh mot cong ty riéng biét. (Xem Chwong 11: Phan chia va ché
ngy).

Chi m6t hanh dong nay cé thé gidi quyét gon gang hai van dé. N6 sé tap
trung PepsiCo vao hoat dong kinh doanh d6 uéng, dong thoi cling loai b
dwgc rao can cda viéc ban do udng qua voi (Frito-Lay cling nén ban hay

tach ra dé tao ra nguon lyc can thiét trong cudc chién vé nwdc cola).

S& hitu mot chudi ctra hang ban d6 an nhanh khong chi céan tré viéc
PepsiCo thong linh thi tredng My, ma con can trd viéc dan dau thi truong

ngoai nwdc ctia hang, noi nwdc cola mdéi chi bat dau phat trién.

Bang cach tap trung vao kinh doanh d6 udng, Pepsi sé c6 co hoi thue hién
ca hai diéu. Budc dau tién va cling la kho nhat: ¢6 gang gianh 14y vi thé dan
dau thi trwong My vé san pham nwdc cola tir tay hang Coca-Cola. Budc thi
hai va ciing la buéc dé thue hién hon: dugc thira nhan la “nuwéc uéng cola
hang dau ctia My” trén thi treong nudc ngoai.

(PepsiCo ciling da ¢ thi truong Nam My nhu la “El auténtico sabor
americano” tuc “dich thyc phong cach My”. N6 sé con dich thyc la phong
cach My hon néu Pepsi la loai niéc udng cola ban chay nhat nwéc My).

Ban than vi thé dan dau ciing la thong diép c6 sitc manh nhat trén thi
treong. Hay kiém lai cac quan bar va nha hang. Cac quan bar hay nha hang
déu tiéu thu cac san pham bia ctia Budweiser, Bud Light, Miller Genuine
Draft, Amstel Light, Michelob, Corona Extra, Samuel Adams, v.v...

No6i cach khac, cac quan bar va nha hang nay déu tiéu thu cac loai bia néi
hang dau (Budweiser), bia nhe ndi hang dau (Bud Light), bia twoi hang dau
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(Miller Genuine Draft), bia nhap khau hang dau (Heineken), bia nhe nhap
khau hang dau (Amstel Light), bia n6i c6 thwéng hang dau (Michelbob), bia
Meé-hi-c6 hang dau (Corona Extra), bia dwgc a it hang dau (Samuel

Adams), v.v...

Khi thdy mot quan bar hay nha hang nao do tiéu thu manh cac loai bia c6
thwong hiéu kém hon, ban c6 thé chac chan la ho dang ban hang theo cach

danh gia riéng cua ho.

Mot nha hang cé thuong hiéu kém hon cia PepsiCo c6 thé dé dang gianh
lay vi thé dan dau vé d6 udng cola tir tay mot thirong hiéu manh hon la
Coca-Cola khong? Diéu dé rat khé. Nhung it nhat, day la chién lwgc gitp
hang xac dinh ré dugc tinh hinh. N6 cho phép PepsiCo tap trung moi nguon
lyc vao mét doi tha chinh (Coca-Cola) trong mot thi treong (M) véi mot

chi m6t muc tiéu (vi thé dan dau thi truong).

Thuyc t€, PepsiCo cling da c6 mot chién lwgc manh mé dé déi pho véi sic
manh cta Coke. D6 1a chién lwgc “Thé hé Pepsi” — y twdng marketing dugc
gi6i thiéu lan dau tién vao dau nhitng nam 1960. “Ban khong mudn uéng dé

uong ma cha me ban udng, ban la Thé hé Pepsi”.

Con dwong ngan nhat dé tiép can vaéi thé hé tré 1a thong qua am nhac. Giai
doan thanh cong nhat cta Pepsi la vao nhitng nam 1980, khi ho thué
Michael Jackson, Lionel Richie va cac than twgng khac cta s6 dong gibi
tré. Chién Iwgc nay rat ton kém va Pepsi gan nhu khong chi du tién cho séan
pham c6t 16i cia minh. Gan day, Coca-Cola chi gan gap doi so véi Pepsi

trong linh virc quang cao do uong & My.

Viéc thoat khéi Frito-Lay va chudi cac nha hang sé giai phong dwoc cac
nguon lyc dé PepsiCo c6 thé tai trg cho nhitng nhém nhac hang dau. Hy

vong ho c6 thé kiém nhiéu tién hon Coca-Cola va gianh dwoc vi thé dan dau
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trén thi treong do uong cola cia M. N6i cach khac, ho cé thé hy sinh
nhitng khoan 1gi nhuan ngan han dé dat vi thé dan dau.

Cola dwgc thtra nhan nhw mot san pham ctia My. Néu da chiém dwoc vi thé
dan dau trén thi truong My, PepsiCo cling c¢6 thé chiém dugc vi thé dan
dau trén toan thé gidi. Trude tién la dan dau nwdc My, sau do la dan dau thé

J

gioi.

D6 la muc dich cua tap trung hoa.
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7. CHAN LY VE CHAT LUQNG

Dé tang doanh s6, ban can phai cdi tién san pham va dich vu. Moi ngudi
déu biét mot chan ly: “San pham va dich vu nao tot hon sé chién thang trén
thi truong.” Pay la chan 1y vé chat lvgng, chan 1y co ban ctia hoat dong
kinh doanh ngay nay.

Chan 1y ludén ding, nén hién nhién n6 khéng can phai dugc chitng minh.

Ai cling biét chan ly lu6én ding. Ai ciing biét sdn pham t6t hon sé chién
thang.

Khoéng ai nghi ngo chan ly, khong ai ban cai vé chan ly, khong ai no6i vé
nhitng diéu ma moi nguwdi cung biét.
Chi nhitng mau thuan mgi gay tranh cdi. Con chan ly thi dugc 1o di. Két

qua la theo thoi gian, chan ly trd nén vo hinh.

R6i bong nhién, mot ai d6 lai pha nhan chan ly 1au doi trén. Rot cudce, s
that do hoéa ra lai khong that.

Trong dia ly, c6 mot chan ly lau doi 1a “Thé gidi phang”. Trai dat nhin c6
vé phang nén moi nguwdi déu da nghi la né phang. Pén thoi dai Nicolaus

Copernicus, trai dat phang do lai tré thanh hinh cau.

Trong hinh hoc, c6 mot chan 1y ¢6 la: “Céac dwong thang song song sé chi
giao nhau & vo cuc.” Nhung chwa ai di dén vo cuc dé kiém tra. Khong ai
lam vay cho dén khi Albert Einstein cong bé thuyét twong doi.

Trong kinh doanh, c6 mot chan ly gan day la: “San pham tét hon sé thang.”

Bdi ai cling hiéu rang san pham va dich vu c6 chat lvgng t6t hon sé chién
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thang, nén cac cong ty trén toan thé gidi déu tim cach lam cho san pham

ctia minh tot hon.
Diéu do6 sé dan dén van dé vé chat luwgng.

Chat lvgng da trd thanh chan ly, biéu twgng ctia cd mét thé hé cac nha quan
ly. Khéng mot tw twdng quan ly nao lai tao ra nhiéu tiéu chuan dé thira nhan
nhv “quan ly chat lwvgng toan dién” (total quality management) hay gio day
dwgc biét dén rong rai hon vai tén goi TQM.

C6 dén 87% doanh nghiép MY thyc hién theo mot hinh thitc TQM nao do.
Trong mot cudc diéu tra dau thap nién 1990, gan 80% cac nha quéan ly My
déu cho rang dén nam 2000, chat lwgng sé la nén tang tao nén lgi thé canh

tranh.

Mot cudc tham do 455 cac nha quan 1y cap cao trong nganh dién t¥ cho
thay, véi ho, “chat lwgng” la nhan t6 canh tranh thanh céng hang dau.

Nhitng cudn sach, bai bao va bai thuyét trinh dé cap van dé chat lwgng dang
ngap tran cac nha sach, tap chi kinh doanh va truong hoc My. Pau thap nién
1990, 1.777 bai bao trén cac tap chi va to bao 1én vé chat lwvong da duoc
phat hanh, gom ca 931 bai vé TQM.

Chat lwong la gi? Ai sé quyét dinh chat lvgng?

Hay dé nghi nhitng khach hang dang c6 mat & mét ctra hang ban thiét bi
dién tr quan sat 3 chiéc tivi dat canh nhau. Liéu ho c6 so sanh chat lvgng
hé thong mach dién cua tirng chiéc tivi hay khéng? D1 nhién la khéng! Liéu
ho c6 doc cudn sach thong tin sdn pham dé so sanh diém dac treng cta tirng
chiéc tivi khong? Di nhién 1a khong!

Moi ngudi déu noi vé chat lwgng nhung chin trong mwoi khach hang dugc
héi déu khong thé phan biét sy khac nhau giita ba chiéc tivi do.
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Liéu “chat lwvgng” ctia mét chiéc Mercedes c6 t6t hon mot chiec BMW
khong? Liéu “chat lwgng” cia mé6t chiéc Honda c6 t6t hon mét chiéc
Toyota khong? Liéu “chat lwgng” d6 uéng ctia Coca-Cola cé tot hon ctia
PepsiCo khong? Liéu “chat lwvgng” mot doi giay ctia Nike cé tot hon cta
Reebok khong?

Chac chan cé sy wu tién, dac biét 1a khi xét trén khia canh phong cach, khau
vi, mau ma va cac yéu t6 khac cia san pham ma ban c6 thé thay, c6 thé cam
thay hodc ném thir. Nhung con vé chat lvgng?

Trén ly thuyét, chat lwgng rat dé dinh nghia. Trén thyc t€, dinh nghia chat
lwgng kho hon nhiéu.

Hay quay veé vdi vi du ctra hang ban thiét bj dién tt. Phan 16n khach hang
quan tam dén chat lwgng déu hanh déng twong tw. Ho hoi ngwdi ban hang
xem nén mua cai nao. Nhan hiéu nao c6 chat lwvgng t6t nhat? Va nguoi ban

hang sé gidi thiéu chiéc tivi nao?

biéu do con tuy thudc vao nhiéu yéu t6. Néu mot trong cac nha san xuat tivi
c6 chuong trinh khuy&n mai, vi du nhu mét chuyén di dén Y cho ngudi ban
hang nao ban dwgc nhiéu hang nhat, thi ban thira hiéu chiéc tivi nao sé duwgc

gidi thiéu. Trong trwong hop ndy, chat lwgng thudc vé chuyén di dén Y!.

burng lo lang. Trong khi khach hang lang nghe nhitng gi ma nguwdi ban hang
budc phai ndi vé cac loai san pham va nhan hiéu, ho sé khong nghe theo 16i
khuyén ctia nguwdi ban hang vé nhitng gia tri trén danh nghia d6. Ho tim
kiém nhitng bang chitng xac thuc vé chat lwgng. Co6 thé dé 1a mot mau ma
ddc biét ma chi cé ¢ hang da duwgc nguwdi ban hang gidi thiéu, cling c6 thé 1a
vé mic gia hap dan, hay la nhan hiéu chi dugc gidam gia duy nhat trong tuan

nay.
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Chi mot khia canh nho trong nhitng chitng ctt xac thuc do cling dem lai hiéu

qua ddc biét. “D6 1a nhan hiéu ban chay nhat”.

Nha san xudt tin rang san pham t6t hon sé chién thang; nguwdi tiéu dung tin
rang san pham tot hon sé chién thang. Chinh vi 1y do nay, san pham ban

chay dwong nhién phadi la san pham cé chat lvgng tot.

Nhung hau nhe khong c6 bang chitng nao chitng minh ly 1€ nay la ding.
Hay ldy mat hang 6t6 lam vi du. Hang nam, mét trong nhitng dich vu danh
gia san pham déu thuc hién cac cudc thir nghiém mau xe 6to trén dién rong,

bao gom ca trong va ngoai dudng chay.

Ho xem xét cac ban bao cao tin cay va nhitng dit liéu stta chita lién tuc cua
khach hang. Ho cho xe chay thit, xem xét cac yéu to6 nhu tay lai, hoat dong
cta dong co, cho ngoi thodi mai, phanh thang an toan va mic tiéu thu nhién

liéu. Sau d6 ho phan cap mau xe theo trinh ty vé chat liwgng.

L4y mat hang xe 6t6 nho lam vi du. Trong mét hwéng dan ban hang gan
day, dich vu danh gia san pham dé da 1ap danh sach 16 mau xe 6t6 c& nho.
Mau ditng dau veé chat lvgng 1a Volkswagen Jetta, thit hai la Acura Integra
va tht ba la Volkswagen Golf.

Tai sao ba mau xe hang dau nay dugc tung ra thi treong trong cting mot
nam? Két qua, mau xe hang dau Volkswagen Jetta ditng thit 12 vé doanh s0,
mau xe Acura Integra xép thit chin va mau xe Volkswagen Golf xép thir 16.

Nhuw vay, khéng c6 nhiéu sy twong quan & day.

Trai lai, mau xe chiém vi tri s6 mot vé doanh s6, Ford Escort, lai chi ditng
thit 11 vé chat lvgng. DBing thit hai vé doanh so, Saturn, lai xép thit sau vé
chat lwgng, xe ditng & vi tri thit ba vé doanh so6 lai xép thit by vé chat
lwgng.
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Néu ban xép cac loai 6t6 theo thit ty vé chat lwgng (1,2,3,...) r6i lai xép theo
doanh so, thi bang xép hang sé la: 12,9, 16, 5, 7, 2, 3, 4, 15, 6, 1, 11, 8, 10,
13 va 15. O day ciing thiéu sy’ twong quan.

Néu ban la mot chuyén gia vé 6to, ban c6 thé sé nhan ra rat nhiéu van dé
trong cach danh gia qua don gian nhu trén. Phan 1én moi ngwdi mua nhan
hiéu ctia hang héa, khong phai mau hang. Mot vai nhan hiéu c6 nhiéu nha
phan phéi hon cac nhan hiéu khac. Mot vai loai 6t6 dat hon cac loai khac.
Nhuwng néu mot chiéc 6td c6 chat lvgng tot hon chién thang trén tran chién
tiéu thuy, thi 1€ ra phai c6 mot vai moi twong quan chung giita bang xép loai

chat lwgng va xép loai theo doanh s6. Nhung t6i khong tim thay nhiéu lam.

Dbay khong phai la mot vi du ca biét. Khi xem xét viéc danh gia chat lugng
va mitc doanh sé ctia cac loai hang héa khac nhau, hau nhu t6i cling khong
tim dugc sy twong dong gitta ching.

Mot phan 1y do la vi su phitc tap ngay cang tang ctia cac san pham. Chiing
ta khong thé kiém dinh nhitng san pham cong nghé cao nhw 6to, tivi va may
tinh. Cai gi quan trong va cai gi khong? Sy khac nhau dwa vao mitc d6 bién
doi cda titng mau hang héa dugc liva chon dé kiém dinh nhw thé nao?

Thém vao dé, nhiéu thudc tinh danh gia lai qua chta quan. Thé nao la mot
chiéc 6to6 “lai t6t”? Va tén tudi thuwong hiéu san pham anh hwdng thé nao

d6i véi sw phan loai mang tinh chi quan ctia nguwdi kiém dinh?

Ngay nay, néu nhin vao mot doanh nghiép, ban sé thay sy tap trung vao van
de chat lwvgng. “Chat lwgng 1a nhiém vu s6 1” 1a cau néi trong cac chwong
trinh quang cdo cta hang Ford. Sau dé la dén Motorola — hang duwgc tap chi
Fortune ménh danh la “ngudi khong 16 cia TQM” va la hang dau tién gianh
dugc gidi thwdng Malcolm Baldrige. Cac nha quan ly ctia hdang Business
Roundtable n6i danh da xép Motorola ditng dau nwéc My vé viéc thyc hién
quan ly chat lwgng toan dién.
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Tuy nhién, viéc dugc suy ton vé chat lwgng ciing khong ho trg Motorola
trong hoat dong kinh doanh may tinh. Nam 1985, hang xuat xwdng mot
dong san pham may tinh ca nhan nhung khong dat hiéu qua. Nam 1990,
Motorola gigi thiéu dong may tinh tram nhung cling khong ton tai duwgc bao
lau. Nam 1992, ho da thir sitc v6i mdy tinh trung tdm va cling nhan vé két
qua twong ty. Nam 1994, Motorola céng bo y dinh xay dung mét dong san

pham 16n vé may tinh dé ban goi la PowerStack.

Mot trong nhitng t6 chitc dau tién khéi xwdng van dé chat lwvgng la Vién Ké
hoach Chién lwgc Cambridge (Strategy Planning Institute of Cambrige) &
Massachusetts. To chitc nay lwu gitt nhitng co s& dit liéu vé PIMS (Profit
Impact of Market Strategy) do 450 cong ty dong gép thong tin mat.

Theo nhitng tai lieu ma PIMS tim duwgc, trung binh cac cong ty véi mot san
pham hay dich vu dwgc thira nhan c6 chat lvgng cao sé tai dau tw vao van
de chat lvgng & mitc 29%. Cac cong ty bi thira nhan la cé chat lwgng san
pham dich vu thap thi mitc do tai dau tw vao van dé chat lwvgng trung binh
sé la 13%.

Hay so sanh 29% vdi 13%. Chat lwgng chi tra hay la cong ty chi tra? Hay
chu y tir “dwoc thira nhan”. Lam thé nao dé xac dinh cac cong ty chat lwong
cao c6 cac san pham chat lvgng cao hay chi s@ hitu mét sy thira nhan vé cac

san pham chat lvgng cao?

Gia st ban c6 thé tim ra mét vai cong ty v6i cac san pham chat lwgng cao
nhung lai bi thita nhan la sdn pham c6 chat lvgng thap va mot vai cong ty bi
thtra nhan 1a sdn pham c6 chét lwgng thap nhung lai s& hitu nhitng san pham
c6 chat lvgng cao. Gio hdy so sanh hai nhém nay vGi nhau. Ban c6 tin la
nhom thit hai sé thang khong? Ban c6 tin viéc dugc thira nhan con quan
trong hon chat lvgng khong?
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S thira nhan la diéu c6 that. Bong luc that s thic day hoat dong kinh
doanh trén thé gigi khong phai la chat lwgng ma sy thira nhan vé chat
lwgng.

Hay xem xét mot vi du khac. Trong su6t nhitng nam 1960, Schlitz va
Anheuser-Busch da canh tranh nhau dé gianh vi thé dan dau trén thi treong
bia. Cudi cung thi Schlitz da bi thua. Mot thap nién sau, Schlitz thay thé san
pham theo cong thitc truyén thong bang san pham si-r6 va qua trinh vép
hoa bia va rat ngan quy trinh t xuéng con 50%. Két qud, doanh sé va tai
san cua hang cao hon Anheuser Busch. Tap chi Forbes ddt cau hoi: “Co
phai hang da dau tv xay dung chat lvgng san pham khi phan 16n khach
hang khong dé y?”

Khong, ho khong lam vay. Schlitz van tiép tuc tang thi phan caa minh, t
12% nam 1970 1én dén 16% nam 1976 (thdi diém nay thi phan caa hang chi
kém 3% so vGi hdang dan dau, Anheuser-Busch). Nam 1980, s6 thi phan ctia
hang gidm nhanh 8%. Bi Stroh mua vao nam 1982, Schlitz tiép tuc xuéng
doc va dén nam 1996 chi con chiém chwa day 1% thi phan. D1 nhién la
Anheuser-Busch tiép tuc gitt vi thé dan dau thi treong bia ctia My vGi 45%
thi phan.

Diéu gi da xay ra vGi Schlitz? Phan 16n cac nha phan tich kinh té cho rang
cong ty nay da ha thap mui vi ctia sdn pham va ngudi tiéu dung bia phan
doi. Nhung doanh s6 cta Schlitz that sy da tang sau khi thay doi san pham.

Mot ly do thich hgp hon cho sy suy tan ctia Schlitz la viéc cong bo thay doéi
san pham da khién ngu i tiéu dung bia chuyén sang dung Budweiser va
Miller.

Nhung lam sao ching ta biét Schlitz sup do la vi da cong khai cong bo thay

do6i san pham hay la vi chinh san pham?
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Bdi vi cling can c6 thoi gian dé viéc thay doi tréd nén quen thudc véi moi
ngwoi. Luon can thoi gian dé cho sw cong bo toi té nay nhan 1ay thiét hai,
ddc biét la trong treong hop cta Schlitz. Vi cong bo chi 1a cong viéc cta
nganh truyén thong, sé can vai nam dé nhitng cong bo t6i dén dugc vdi s6
dong ngudi udng bia. Chi can thtt mét hép thoi cling dua dé ngudi udng bia

tim dén v&i nhan hiéu bia khac.

biéu gi xay ra vai Schlitz cling da xay ra vdi New Coke ctia Coca-Cola.
Nhung treong hop cia New Coke khac ¢ cho san pham da dwoc “cai tién”
bang viéc cho thém si-ro dé tang vi ngot. Thyrc t€, viéc Coca-Cola da chi
bon triéu d6-la thit nghiém hon 200 nghin mui vi khac nhau da chitng minh
vi cuia New Coke ngon hon cuta Pepsi (vi cua Pepsi ngon hon vi ctia cong
thitc ché bién cii cia Coca-Cola, gio day dugc biét dén céi tén la Coca-Cola

Classic).

Vi giac luon bi danh Itra. Viéc dugc thira nhan c6 vi ngon cling quan trong
nhw viéc tao nén vi ngon that sy cia sdn pham. Khi nguwoi tiéu dung biét
Coca-Cola thay doi cong thitc ché bién d6 udng, ho néi vdi nhau: “Vi cia
no6 sé khéng ngon nhu cii nita.” Vi vay, khi uéng thit New Coke, ho phat
biéu: “Vi n6 khong ngon nhu trudc.” Coca-Cola budc phai quay vé véi
cong thirc cli. Sy thwra nhan la c6 that.

Khéng dé bi tut hau, Royal Crown Cola cling da thyc hién rat nhiéu dot st
dung tht va da chitng minh la RC Cola c6 vi ngon hon Coke Classic (57%
so vOi 43%) va ngon hon Pepsi (53% so vai 47%).

Ban ¢ tin nhitng con s6 dé khong? Téi tin, nhung do6 that sy khong phai la
van dé. Moi nguoi uéng thwong hiéu, khong uong noi dung, day 1la mot

cach khac dé néi rang sy thira nhan la c6 that.

Shakespeare viét: “C6 diéu gi trong mot cai tén? D6 la viéc ta goi hoa hong
bang mot céi tén khac nhung nghe van thay ngot ngao.” Cé thé khong phai
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nhw vay. R0 rang la tri 6c cling c6 vi tri quan trong nhu miéng trong viéc

quyét dinh vi gidc, nhw mii trong viéc quyét dinh khitu giac.

Mac du sv thita nhan dnh hwéng rat 16n dén sy thanh bai cia mét doanh
nghiép, nhung chat Iwgng van tao niém tin 16n nhat trong kinh doanh ngay
nay. Mot ly do cho viéc nay la xu hwéng nghi ra nhitng ludn c* ma cudi

cung cling chi la diéu ngé ngan.

“Néu ban mua mot chiéc 6t6 méi va banh xe bi long ra khi ban 14i n6 ra
khdi phong trung bay cta dai ly, ban sé khong bao gio mua xe ctia nhan
hiéu nay nita. Do d6 chat lwgng van phai la nhan t6 quan trong nhat trong

st thanh cong ctia moi cong ty”.

Ban da mua 0td6 m@i chwa? Banh xe cua no co bi long ra ngoai khi ban lai
né khoi phong trung bay cua dai 1y khong? Sy viéc nay c6 thé, nhung hau
nhu chwa bao gio xay ra.

Thuyc t€, cac san pham canh tranh nhau thwdng c6 xu hwéng giong nhau. Sy
khac biét vé chat lwgng, néu c6 ton tai, cting chi la si khac biét vé cach
danh gia. Nhung khac biét trong sy thira nhan lai rat roé rang va dé danh gia.

Doanh nghiép nén dat muc tiéu cai thién nhan thirc vé chat lwvgng hang hoa
va dich vu cung cap. D6i khi né can gom ca viéc tao ra nhitng thay doi
trong chu trinh san xuét. (Ot6 ma ban san xuat c6 bi long banh ra ngoai?

Néu vay, ban can phdi thay doi chu trinh san xuat).

Thém nita, luon cé ly do la cac cong ty muodn tap trung vao chat lwgng. Ban
dang gap phai rac réi khi cong nhan cua ban nghi rang cac cdp quan ly
khong quan tam dén chat lwgng. Nhung dirng danh cuge cong ty vao mot
san pham chat lwgng t6t hon. D6 khong phai la chia khoéa dan tGi thanh

cong. N6 giong nhw mot cau cham ngon c¢o: Lai xe cham, nhao bot nhao.
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Cat lyc cho mot san pham chat lwgng trong nha may, nhao nan nhan thitc vé

chat lwgng trong tam tri moi nguoi.

btrng hiéu nham. Khong c6 ly do gi ma mot cong ty khong c6 gang xay
duwng chat lvgng tot nhat cho tat ca cac loai hang héa ma ho ban. Nhung xay
dwng mot sdn pham c6 chat lwgng va xay dwng sy thira nhan vé chat lvgng

la hai van dé khac nhau.

Néu ban may man, khi tap trung vao mot cong ty, ban cai thién nhan thic
vé chat lvgng san pham cuia cong ty d6. Khi ban khong tap trung vao mot

cong ty, ban lam diéu ngugc lai.

C6 bon cach tap trung vao mot cong ty nham céi thién nhan thitrc vé chat
lwgng san pham trong tam tri nguwoi tiéu dung.

TAC PONG NHA CHUYEN GIA:

Néu ban dén gap mot bac si va that si ¢6 van dé veé sitc khde, may man khi
la mét bac s chuyén khoa: bac si chuyén khoa tim cho nhitng van dé vé tim
mach; bac si da liéu cho nhitng van dé vé da; bac si chuyén khoa mat cho

nhitng van dé vé mat.

Moi ngudi déu biét rang mot bac si chuyén khoa sé hiéu biét vé chuyén
mon cda ho hon la mé6t bac si da khoa. Thure té€ c6 nhw vay hay khong ciing
khong thanh van dé. Nhung sy thira nhan 1a c6é that, va moi ngwdi biét rang

cac bac si chuyén khoa tim, da, mat sé hiéu biét vé chuyén mon ctia ho hon.

biéu twong tv cling xay ra trong kinh doanh. Sy chuyén mén hoa lam nén
chat lwgng. Ngwoi mua biét nhung ngwoi ban thi thuwong quén di diéu nay.
Néu khong, tai sao cac cong ty lai don hét sitc dé trd thanh cac nha cung

cap tong hgp khi sttc manh lai nam & sy chuyén mén hoa?
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Truwdc day, khi con la chuyén gia trong linh viec may tinh trung tam, IBM da
c6 su thira nhan manh mé trong tam tri khach hang vé chat lwgng may tinh
trung tam. “Quen thudc” 1a tir c6 tinh hiép trg nhat cho IBM. Ngay nay,
IBM tré thanh nha cung cdp tong hgp cac loai may tinh. Két qua la IBM

mat di thira nhan vé sy “quen thudc”.

Khi ban & vi thé dan dau nhw IBM v§i san pham may tinh trung tam, ban
phat trién nhan thitc rang cong ty ban la cong ty nam moi quyén lyc. Nhw
thé ban sé khong thé lam diéu gi sai va chac chan la ban sé van con duy tri
vi thé dan dau. Két qua, cac khach hang trién vong sé dwgc khich 16 manh

mé dé tiép tuc tiéu thu san pham ctia IBM.

Khi ban m@ rong kinh doanh va dau tw tién vao linh vire khac hay vao thi
trrong ma ban khong phai la cong ty dan dau, ban pha hiay nhan thitc vé sy
quen thudc. Nhitng khach hang thtra nhan IBM nhw mét cong ty nam trong
tay moi quyeén luc sé dién cuong khi nhan ra IBM khéng thé 1ap lai thanh

cong da co v6i may tinh trung tam.

Va di nhién la IBM khéng thé. Ho la ngwdi tién phong trong linh viic may
tinh trung tam. D6 chinh la chia khéa dan dén sy thanh cong cia ho. Nhung
ho khong phai la ngudi tién phong trong phan 16n cac san pham may tinh

khac ma ho m@i nhay vao.

Nhw nhiéu cong ty khac, IBM ciing la nan nhan cta sy thay doi. Thi truong
thay d6i. San pham thay do6i. Cac cong nghé mai khién cac cong nghé hién

tai tré nén 16i thoi. Cac cong ty phai lam gi?

Trudc hét, ban phéi nhan ra rang thay déi la mét hién twgng mang tinh ty
nhién. Thay doi xdy ra v6i con nguwdi. Thay déi xdy ra vGi cac cong ty. Dé
gitt duge kha nang canh tranh, cac cong ty can phai thay doi ca dinh huéng
tap trung ctia minh (xem Chuong 10: BDwong dau vdi thay doi).
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TAC PONG CUA VI THE DAN PAU

Du c6 that hay khong, ngwoi tiéu dung cling tin rang san pham cé chat
lwgng tot hon sé chién thang. Do do, cach don gian nhat, dé dang nhat va
true tiép nhat dé dat dugc sy thira nhan vé chat lvgng trong tam tri ngwoi
tiéu dung la tré thanh nha dan dau va truyén dat kha nang lanh dao cua ban
(Ban sé truyén dat vé vi thé dan dau chit khong phai chat Iwgng san pham

cua ban).

Khong c¢6 mau thuan khi Ford néi v4i nhan vién ctia minh rang chat lwgng
la nhiém vu hang dau, va néi véi khach hang trién vong rang Ford la nhan
hiéu 6t6 ban chay nhat & M§. “Otd ctia Ford chic chin con phai t6t hon vi

sé c6 nhiéu nguwdi mua 0t cua Ford thay vi cadc nhan hiéu 6t6 khac.”

Vi thé dan dau la dong luc thic day manh mé nhat ma mot cong ty cé thé
c6. Vi thé dan dau thé hién chat lwgng. Dau la loai phim chup anh chat
lwgng t6t nhat? Kodak, nhan hiéu ditng dau mat hang nay. Pau la loai bia
nhap khau ngon nhat? Heineken, nhan hiéu dan dau ctia mat hang bia nhap
khau. Pau la loai nwdc sot ca chua ndm c6 chat lwgng tot nhat? Heinz, nhan

hiéu dan dau mat hang nay.

Vi thé dan dau khong chi thic day chat lwgng ma con thiic day vi thé dan
dau. Cac nhéan hiéu ditng dau thuwong c6 xu huwdng gitt vitng vi thé dan dau

t* nam nay qua nam khac.

Mot hang marketing da so sanh 25 nhéan hiéu dan dau cua 25 loai hang hoéa
nam 1923 va nam 1996. Ban c6 tin rang trong vong hon 70 nam, chi c6 nam
nhan hiéu mat di vi thé dan dau cua ho khong? 20 trong s6 25 nhan hiéu cho
dén nay van giit dugc vi thé dan dau. Chat lwgng san pham cta ban dem
dén cho ban vi thé dan dau hay vi thé dan dau xay dung nhan thitc vé chat
lwgng san pham cia ban? Lich st dwong nhw ting hd cach gidi thich thit hai
hon.
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Nhitng tap doan 16n trong gidi kinh doanh dan dau thi triedng ctia nhitng
loai hang héa hau nhw khong c6 sy thay doi can ban nao. Hang Coca-Cola
trong thi tredng nuwdc cola. Gillette trong thi tredng san pham dao cao rau.
Goodyear 6 thi trrong 16p xe, mac du ho tirng danh mat vi thé dan dau cua
minh vé tay Michelin khi ho nhanh chéng nhdy vao thi tredng 16p c6 bo téa

tron.

Hay can trong. Néu ban hoi khach hang tai sao ho lai mua san pham cta
nhitng nhan hiéu néi tiéng, ho gan nhw khong bao gid noéi: “Vi do la cong ty

dan dau.”

Khach hang luén qua quyét rang ho mua san pham cta hang dan dau “vi né
tot hon”. Khach hang va cac cong ty déu tin vao chan ly vé chat luvgng rang

san pham tot hon sé thang.

Vi thé dan dau la mot trong nhitng cach tot nhat dé tao ra nhan thitc vé chat

lwgng trong tam tri khach hang.
TAC PONG VE GIA

Dbau la loai 6t6 tot nhat trén thé gigi? Rolls-Royce. Pau la loai 6t6 dat nhat
thé gigi? Rolls-Royce.

Néu muodn san pham duwgc thira nhan cé chat lwgng cao, cé nghia ban can
mot sdn pham gia cao. Tai sao mot chiéc Mercedes-Benz lai t6t hon mot
chiéc Cadillac? Mot ly do 1a chiéc Mercedes-Benz c6 thé dat gap doi chiéc
Cadillac (Gia mot chiéc Cadillac Seville STS la 45.935 do-la. Gia mot chiéc
Mercedes-Benz S600 la 130.300 do-la).

Tat nhién, gid cang cao, thi tredng cang nhdé. Nam 1995, Cadillac ban dwoc
181 nghin chiéc trén thi truong My, Mercedes ban dugc 77 nghin chiéc va
Rolls-Royce (thém Bentley) chi ban dwgc 300 chiéc.
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Ban khong thé c6 ca hai. Ban khong thé c6 mot chiéc xe “chat lwgng tot vGi
gia ré”. Khach hang thwong néi: “Nay, dgi mot phit, khong thé thé dugc.
Khong cai nay thi phdi céi kia.” Cac nha tam ly goi day la sy bat hoa trong
nhan thitc, khi mét ngwoi c6 gang gitt vitng hai quan diém trai nguwgc nhau
trong cung mot thoi diém. Thong thudng, can phai c6 mot khai niém dwgc

dwa ra dé giai quyét sy xung dot nay.

Vi dy, rwgu Chile ndi tiéng vé chat lwgng trén thi treong thé gidgi. Nhung
nha hiéu dan dau veé rugu Chile, Concha y Toro, lai c6 thé dwgc mua tai cac
siéu thi va ctra hang ban regu 6 My véi gia 2,99 d6-la/chai. Dé thiét 1ap
nhan thirc vé chat lvgng ctia minh, Concha y Toro can ban gia cao hon (va

mot cai ten dep hon).

Mot cai gia cao hon khong mang tinh tieu cyc. N6 ciling 1a mot 1gi ich cho
khach hang. Néu gia cua dong ho Rolex ré, né sé khong thé phat trién va c6

danh tiéng trong thi trudng dong ho deo tay nhw ngay nay.
TAC BONG CUA TEN NHAN HIEU

Mot cach khac dé cai thién nhan thirc vé chat lvgng la thay déi “cai nhin”
vé san pham, thay doi cach dong géi va thay doi tén. Co 1€, khia canh quan
trong nhat cta chat lwgng la chinh cai tén cua san pham. Pac biét quan
trong khi do la tén ctia mot chuyén gia, khong phai tén cua mot nha cung

cap tong hop.

Ban sé muon mua mot cuc pin cta Sears, Roebock hay DieHard? DieHard,
do Sears ban, 1a loai pin ban chay trén thi trrong My. N6 la loai pin tot nhat
phai khong? Khong ai chac chan nhung né cé cai tén hay nhat.

Cai tén Polo do Ralph Lauren dat cling rat tuyét voi va n6 da trd thanh mot

nhan hiéu day quyén lyc trén thi treong quan 4o cao cap. Wonderbra,
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Starbucks, Easy-Off, Super Glue, Oil of Olay, Hiagen-Dazs va Duracell
déu la nhitng cai tén day sitc manh va dé nhg.

Trong khi chién lwgc kinh doanh c6 thé 1a 1y do hang dau cho su thanh c6ng
ctia ban, mot cai tén dep cling c6 kha nang bao vé cong ty ban khoi si canh

tranh, xam lan trong pham vi lanh tho cua ban.

Mot cai tén xau, ngugc lai, sé la mot trach nhiém nang né ma ban phai ganh
vac. Ban c6 thé twong twgng mot hang hang khong c6 cai tén la Kiwi
International Air Lines c6 thé bay dugc khong? Kiwi, hang hang khong tu
xung la “hang hang khong t6t nhat My” dang gan bo vire pha san va can
nhitng khodn dau tu liéu mang dé song sét. Vé co ban, ban khong thé trg
thanh hang hang khong t6t nhat nwdc My trir khi ban c6 mot céi tén dep va
y nghia.

Cac hang hang khong véi nhitng cai tén xdu khac nhw Allegheny, Mohawk
va Piedmont cling twong tu. Tai sao ban lai ten mot hang hang khong vai
tén la mot day mii? Do la mot 16i nguyén? (Ca ba hang hang khong nay gio
day khong con bay dugc nita).

MOt vai céi tén da qua 16i thoi, giong nhu keo an kiéng Ayds. Doanh s6 cta
hang nay da gidam mot ntra khi nan dich AIDS hoanh hanh. Hay mét loai do
uéng nhe pho bién & Phap c6 tén la Pschitt!, nghe nhw kiéu sé phong nhan
hiéu nay bang ngu 16i vao nuéc My.

Nét ddc trng tiéu biéu nhat dé phan biét mot tén dep hay xdu la & am thanh
phat ra khi goi tén. Trong tiéng Anh, c6 rat nhiéu am thanh chita dung tw
twdng hay suy nghi tiéu cue. Pdc biét ban can phai that can than vdi nhitng
tir két thic bang mot nguyén am. A, E hay O thi khong sao, nhung I va U
thi c6 nguy co gdp nguy hiém, dac biét la U. Lay nhan hiéu cua cac hang xe
o0t6 lam vi du. Cac hang xe c6 tén két thiic bang A déu dwgc thira nhan vé
chat lvgng nhu: Acura, Honda va Toyota. Tén cac hang két thic bang E
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cling duwgc thira nhan vé chat lwgng nhu: Dodge, Eagle, Oldsmobile va
Porsche. (Yéu 6t nhat l1a tén Oldsmobile. Ai muén mua mot chiéc xe 0td
mdi lai c6 tén la “Olds” (Cii)?). Nhitng nhan hiéu xe két thic bang O ciing
khong gap van dé: Alfa Romeo va Volvo. Nhung nhan hiéu két thiic bang I
c6 thé gap nguy hiém: Audi, Hyundai, Infiniti, Mitsubishi va Suzuki chuwa
bao gio thanh cong trén thi truong My.

Va toi té nhat 1a nhitng cai tén két thiic bang U: Daihatsu, Isuzu va Subaru.
Do6i véi tai ctia ngudi My thi am thanh nguyén am U khi phat ra la am thanh
kém hay nhat trong bang chit cai. Ca hai hang Daihatsu va Isuzu déu that
bai trong viéc tham nhap vao thi truong xe chd khach caa My va da phai rat
lui, mac du Isuzu van tiép tuc ban céac loai xe tai hang nhe trén thi tredng

nwdc nay nhung lai dudi mot cai tén khac: Trooper.

Nhitng cai tén giong nhu Isuzu rat bat 1gi. Isuzu khong chi chita c6 mot ma
dén hai chit U, ma lai bat dau bang mét chit I. Mac du da to chitc hang loat
cac chién dich quang ba rong khap, nhung doanh s6 cia Isuzu @ My van
that &m dam. Thoi diém ma tén tudi nay duwgc danh gia cao la nam 1987,
khi hang c6 thé ban dén 39.587 chiéc 6t6 chd khach. Cuing nam dé, ba cay
dai thu (Toyota, Honda va Nissan, nhitng tén khong két thic bang chir U)
ban dugc 1.597.153 xe chd khach trén thi truong My.

Mot vai tén cling khong dep khac nhv Yugo tir Yugoslavia hay Kia tt* Han
Quoc. Diéu lam suy yéu cac nhan hiéu nhw Yugo va Kia la tr cai tén c6 thé
suy ra dat nwdc san xuat ra né. Yugoslavia va Han Quoc khong phai 1a cac

nuwdc co tiéng vé oto.

MGt vai tén xau vi twong ty tén ctia nhitng cong ty 16n hon rat nhiéu trén
cung thi treong. BFGoodrich 1a mét vi du. Tén nay nhac nhé ngudi tiéu
dung mua san pham 16p ctia cong ty dan dau trong ctung linh viyrc —

Goodyear.
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Goodyear van giit vi thé dan dau trong thi treong 16p, nhuwng BFGoodrich
khong con san xuat 16p nita. Hang da ban nhan hiéu 16p dé di va tap trung

vao cong trinh khoa hoc va hoa chat.

Ban lam gi v6i mdt cong ty cd tén xau? Hay doi tén. Trong nam 1996, theo
diéu tra cia cong ty tw van Anspach Grossman Portugal, c6 dén 11% cua

8.286 cong ty co phan va tw nhan doi tén.

Di nhién, phan 16n sy thay doi 1a két qua cta su lién doanh lién két, mua lai,
déng ctra (giai thé), phan chia, v.v... nhung 170 cong ty 16n, chiém 2% s6
danh nghiép doi tén, vi 1y do tiép thi.
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8. TIM RA THONG DPIEP CUA
BAN

Trong muc cdo pho cta t& New York Times ra ngay 12/3/1995 c6 viét:
“Victor Dorman, chu tich héi dong quan tri cong ty Dorman, nguwoi da thay
doi cach mua phomat ctia ngudi My bang y twéng dat ‘Gidy gitta cac lat
phomat’ da tir tran ngay 4 thang 3 tai qué nha & Delray Beach, Fla, tho 80

tudi.”

Ngai Dorman, mot sy quan hai quan, mot thuwong nhan, mot nha nhan dao,
da song tron tam thap ky. Mdc du vay, tat ca nhitng gi ong dat dugc trong
sudt cudc doi phan dau khong mét moi chi la may dong chit ‘Gidy gitta cac

lat phomat’ trong muc cao pho.

Mo6i nam, c6 khoang 1.000 ngwdi duwgc dang tén trén cac trang cao pho cia
Times nhung khéng mdy ai nhé tGi nhitng trang cdo pho nay.

Néu ban mudn noi tiéng khong chi khi con séng ma ca lic da qua doi, ban
nén lwu y dén chién lwge sau: S& hitu mot thong diép cho riéng minh. Biéu
dé dung cho cac ca nhan va cling ding cho cac cong ty.

Tai sao lai nhw vay? Khi nghién citu vé bd nao, ban sé thay hai dong lwc doi

1ap nhau khi lam viéc. D6 la tinh phitc tap va tinh don gian.

B0 ndo con nguwoi la co quan phic tap nhat trong vii try, va chac chan con
phttc tap hon cé chiéc siéu may tinh 16n nhat va dat tién nhat hién nay. Mot
bd 6c c6 khoang 100 ty noron cung hon 40 loai chat héa hoc khac nhau c6
chitc nang nhw la cac neuro transmitter (chat dan truyén than kinh, khién né

c6 thé xtr Iy nhanh gap hang nghin lan so véi mot chiéc may Cray C90.
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Dé ton tai trong mot thé gidi phirc tap nhw ngay nay, trung binh bo ndo phai
doc bo tr vieng khodng 20 nghin ti* va bo tir vieng dé noéi khoang tam nghin
tu.

Mot b ndo binh thwong phai doi pho véi nhitng gi & chon thuwong treong?
MGt siéu thi thong thuwong sé c6 khoang 30 nghin san pham. Trong khi mot
siéu thi c6 quy mo 16n hon sé cé khoang 50-60 nghin san pham. Mot ctra
hang thu6c tan dugc thuwong ban khoang 15 nghin loai thudc khac nhau.
Mot ctra hang bach hoa cé thé bay ban t6i 50 nghin san pham. M6t ctta
hang d6 choi 16n cua hang Toys ‘R’ Us ban khodng 18 nghin do choi. Mot
dai ly ctia Blockbuster cho thué khoang nam nghin video khac nhau. Mot
hiéu sach ctia Borders chita khodng 130 nghin dau sach trong kho... Danh
sach cac san pham dwgc bay ban rat nhiéu. Liéu tri ndo ching ta sé phai lam

viéc nhu thé nao dé c6 thé Iwa chon dwgce san pham minh mong mudn?

B0 ndo thuwong van bi chi phoi qua nhiéu bai hang loat nhitng y twdng trén
cac phuong tién thong tin dai chiing. Theo s6 liéu méi nhat, trung binh bo
ndo ctia mot ngwoi binh thwong sé danh chin gio dé xem tivi, nghe dai, doc
béo, tap chi, sdch va xem video moi ngay. Tt nhitng hoat dong nay, con
nguoi sé c6 duge 40 nghin tr mot ngay, 280 nghin tir mét tuan va trén 14
triéu tr mot nam. Veé co ban, cong viéc trong ngay cia mot nguwdi binh
thwong co thé chia lam ba phan: lam viéc, ngt va tiép xtc vdi phuong tién
thong tin dai chiing. Sé khong mat nhiéu thdi gian cho viéc nga va lam viéc

so v@i viéc tiép xtc véi cac phwong tién thong tin dai ching.

Khi tiép xtc véi cac phwong tién thong tin dai ching, ching ta thwong két
hop v&i mot s6 hoat dong khac. Chang han nhu chiing ta nghe dai khi mac
quan 4o, xem truyén hinh khi an sang, doc bao khi di tau xe, nghe dai, bang,
CD khi lai xe 6t6 hay doc sach tredce khi di ngu.
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Chung ta dang ngap chim trong mot xa hoi véi lugng thong tin qua tai. Tuy

vay, y twéng ctia moi ca nhan van rat quan trong.

Hau hét nguai tiéu dung van mua san pham thong qua trao doi truc tiép chi
khong phai chi don thuan nhin san pham. Tai siéu thi, bang mat thwong, ban
c6 thé so sanh cac cay rau di€ép va sau dé chon mua nhitng cay trong c6 vé
twoi va ngon nhat. Tuy nhién, hau hét nhitng gi ban mua déu thong qua 10i

noi.

Ban chon hop mi stip ga hiéu Campbell hay chai nwéc sét ca chua ndm cta
Heinz va doc c4c tit in trén nhan dé réi sau dé quyeét dinh c6 nén mua san
pham do6 hay khong. Néu ban phai liét ké nhitng thit can mua mang tGi siéu
thi, ban sé khong dung hinh vé ma dung ti dé viét.

Tham chi rau diép Foxy, cam Sunkist, chu6i Chiquita va cac san pham khac
c6 trong cac siéu thi v&i nhitng cai tén dugc gan trén d6. B nao chu y téi

nhitng tir nay vi ching tao ra y niém vé san pham.

Bang cach nao bo ndo con ngudi cé thé doi phé véi hang loat cac tir ngit tan
cong né moi ngay? Co thé cach duy nhat 1a bo ndo phai lwa chon nhitng gi

né muon ghi nhé dwa trén cac quy tac tam ly hoc don gian.

Cau tré 16i cho van dé xa hoi qua tai thong tin chinh la nhitng thong diép
dwgc don gian héa hét mirc co thé.

Khi hdi ai d6 tai sao ho mua film hiéu Kodak, ban sé khong bao gio nhan
dwge mot cau tra 16i cu thé kiéu nhw: “Béi vi Kodak st dung cong nghé T-
grain dé ban ra cac tinh thé halogen bac rat dep trén bé mat thu6c trang
phim”. Hau hét moi ngwdi mua phim Kodak vi ho nghi n6 t6t nhat. Nhung
lam thé nao ho biét n6 tét nhat? Cau tra 1oi ban thwong nhan dugc la “Béi

vi moi nguwdi déu biét né tot nhat”.
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Mot thg anh chuyén nghiép c6 thé chup vai cuén phim cua hang Kodak va
vai cudn phim khac ctia hang Fuji sau do so sanh cac két qua véi nhau.
Nhitng thg anh khong chuyén sé khong bao gio lam viéc nay vi ho khong
c6 thoi gian cho nhitng viéc lam nhuv thé. Lam thé nao dé giai quyét hang

tram quyét dinh mua hang khac trong moi thang?

Néu Fuji 1a hang san xudt phim chup anh 16n nhat tai My, hau hét moi
nguwoi sé mua phim ctia hang nay. Néu ban hoi moi nguwoi tai sao, ho sé noi

“Bai vi no tot nhat”.

Lam thé nao chiing ta biét diéu nay la sy that? D6 la bai Fuji la hang san
xudt phim chup dnh 16n nhat tai Nhat va nguwoi Nhat wa chudng film Fuji

hon “vi n6 cé chat lugng tét nhat”.

Rét nhiéu cong ty va san pham khac cho thay diéu nay la ding. Cac san
pham va cong ty nay duwgc nhiéu nguwdi mua va wa chuéng vi ho nhan thay
ching co chat lwong tot nhat.

Tuy nhién, rat nhiéu khach hang khong thé ké ding tén bat ky mét san
pham cu thé va don gidn nao dé giai thich cho viéc mua hang ctia ho. Ho
chi dwa ra mot s6 10i binh luan chung chung kiéu nhu: “Né rat t6t. Toi thich
huwong vi dé. T6i thich cam giac khi s vao vat d6. Toi thich mau ma hang
héa d6”. Nhung tat cd moi ngwoi déu biét do la loai hang t6t nhat. N6 ¢
chat lwgng t6t nhat.

Gillette, Goodyear, General Electric, Kellogg, Hershey, Wrigley, Coca-Cola
and Xerox va mét s6 cong ty khac duwgc cho la ban hang cé chat lwgng “tot
nhat”. Nhitng cong ty nay that sy xitng dang vGi dang cdp ma ho dat duoc.
Nhitng san pham nay c6 phai la t6t nhat khong? Biéu dé c6 quan trong
khong? Néu ban héi cac doi tha canh tranh khac, téi chac chan ban sé nhan

duwoc mot cau tra 1oi khac.
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Tuy nhién, khi di sdu tim hiéu, chiing ta déu nhan thiy cac cong ty dan dau
nhv Gillette, Goodyear, General Electric va nhiéu cong ty khac déu s& hitu
mot y twdng riéng. Va nhitng y twdng nay chinh la nguén goc tao nén siic
manh cua ho trén thuvong truong.

Néu t6i héi mot nghin nha nhiép anh nghiép dw ké tén cong ty dau tién xuat
hién trong dau khi t6i n6i “phim chup anh”, liéu c6 gi bat ngo khi dai da so
cau tra loi la Kodak?

Néu t6i yéu cau mot nghin chti doanh nghiép ké tén cong ty dau tién xuat
hién trong dau khi t6i n6i “may photocopy”, liéu c6 chit bat ngd nao khong
khi Xerox dugc ké tén nhiéu nhat? Cé phai “keo gom” lam nén Wrigley hay

“thanh s0-c0-la” lam nén Hershey? Toi khong nghi vay.

Trong treong hgp khong ai c6 thé biét chinh xac bd ndo sé phdi lam viéc
nhw thé nao, ro rang la bang cach thyc nghiém theo cach nay hay cach khac
thi cac cong ty hang dau mdi cé thé tim dwoc y twdng cho san pham cua

minh.

Do do, theo t6i, khi ban nghi dén “nwéc sot ca chua ndam”, trong bd ndo ban
ngay lap tirc sé xuat hién cai tén “Heinz”. Tém lai, ban c6 thé néi chinh

Heinz da tim ra y twéng vé “nuwéc sot ca chua ndm”

Viéc cong ty ban dirng ddu vé mét chiing logi hang hoa nao dé khéng cé
nghia ly gi d6i véi khach hang. Vi thé dan dau do khong phdi la van dé
quan trong. Diéu quan trong la cong ty ban phdi mang lagi mét théng diép
cho khdch hang tiém ndng. D6 la tdc dong con lai ctia vi thé dan dau va

ciing la bién phdp hiéu qud nhdt dé chiém wu thé vé mot mdt hang.

Chung ta cling c6 thé 1ay mot bang chitng khac dé chitng minh cho hién
twgng nay. D6 la xu hwéng bd ndo 1ong ghép hai tén goi vao nhau: tén cong

ty hodc nhan hiéu va tén mat hang.
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Thay vi ndi: “Lam on lay ho t6i khan gidy Kleenex”, nguwdi ta van noi:
“Lam on lay ho t6i Kleenex” ngay ca khi hop gidy tredc mat ho mang nhan
hiéu “Scott”. Kleenex da tao ra khai niém vé khan gidy trong suy nghi ctia
khach hang.

Tham chi, vi tri ditng dau ctia mot san pham sé dwoc thé hién rd rang hon
khi ai d6 st dung tén nhan hiéu hodc cong ty nhw mot dong tw. Vi du: nguoi
ta thuwong noi: “Please xerox this proposal and fedex it to Los Angeles”
(Lam on sao chup ban ké hoach nay va gtri ngay t&i Los Angeles) ma
khong noi: “Please canon this proposal and united parcel it to the Coast”.
(Xerox la cong ty cung cap may photocopy hang dau, con Federal Express
la cong ty dan dau trong dich vu chuyén phat nhanh qua dém. D6 la ly do
tai sao nhitng danh tr nay cé thé dugc dung nhw dong tir)

Khong phai tat ca tén cong ty hay tén nhan hiéu c6 thé dwgce sir dung khai
quat. Khong ai néi “Let’s H&R Block it” mdc du trong suy nghi ctia moi
nguwoi thi thué thu nhap va H&R Block cé méi lién hé chat ché. Ciing nhw
vay, mdc du “moi gidi chiét khau” va “Charles Schwab” c6 moi lién hé
nhung khong ai noi “Let’s Charles Schwab it”. Du ro rang ca H&R Block
va Charles Schwab déu & vi thé dan dau trong linh vic cta ho, tén tudi cia

ho van con qua “xa” dé dugc st dung khai quat.

Ai la nguoi da tao ra khai niém vé pizza, ga ran va banh humberger trong
suy nghi ctaa khach hang? D6 chinh la Kentuckey Fried Chicken (KFC) va
McDonald’s.

Ban hdy ti hoi xem nhitng tén nhan hiéu nao xuat hién trong dau khi ban

chgt nghi ra hodc nghe ai nhac dén nhitng danh muc san pham sau day:
“Thudc cdm?”

“Coca?”
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“Sup dong hop?”
“Anh chup l1ay ngay?”

Cau tré 10i cua ban sé 1a Bayer, Coke, Campell’s va Polaroid. Liéu diéu nay
c6 dung khong?

Con vé loai “bia microbrewe?” thi sao? Pay la mot san phdm méi do cong
ty Boston Beer cong b6 vao nam 1987. Néu ban tra 10i 1a “Samuel Adams”,
c6 1é ban da uong mot vai chai bia loai nay da duwgc san xuat rat thanh cong.
Samuel Adams la nha sén xuat bia dau tién va cling dan dau trong nganh

san xuat bia v&i doanh s6 ban ra cao hon tdm cong ty bia khac gop lai.

Céc cong ty dan dau ludn c6 khai niém, y twdng riéng vé san pham. Biéu
nay c6 nghia la mot cong ty dan dau sé luon s@ hitu y twdng nham xac dinh

loai san pham trong twong lai.

S& hitu mét y twdng la thé manh co ban cia mét cong ty dan dau. Tham chi
diéu nay con gia tri hon ca van phong, nha may, kho hang hay cé hé théng
phan phéi. Liic nao ban ciing c6 thé thay thé co s@ vat chat trong treong
hop hoéa hoan, nhwng ban khong thé dé dang thay thé dwgc y tuwdng trong

dau ai do.

Néu cong ty ban khong phai la cong ty dan dau, ban sé gap kho khan khi co
gang tao ra san pham tot hon san pham dang doc chiém vi tri dy. T6i da lam
viéc vGi rat nhiéu cong ty xép vi tri thit hai, thit ba, thit tw. Ho luén nhan
thay san pham, dich vu cta minh t6t hon san pham, dich vu cia cong ty
chiém vi tri s6 mot hodc it nhat cling c6 sy so sanh vdi nhitng cong ty dé
nhung ¢ mitc gia thap hon. Nhuwng it khi ho danh bai dwgc cong ty dan dau,

néu co cling rat hiém.

Viéc tao ra mot san pham t6t hon hay ré hon san pham ma cong ty dan dau
mang lai rat can thiét, nhung chwa du. Ban phéi xay dung chién lwgc kinh
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doanh giup cong ty c6 kha nang canh tranh vGi cac cong ty 16n manh.

Van dé ¢ day la ching ta phdi tap trung vao céi gi? Néu “sé hitu mot loai
san pham”, chién lvgc duy nhat ban cé thé thuc hién dugc la thu hep su tap

trung va chi di sdu vao mot mang nhé ctia dong san pham dé.

Pizza Hut la thuong hiéu hang dau vé banh pizza va s& hitu y twdng vé san
pham nay. Cac loai pizza x€p vi tri thit hai, thit ba khong phai 1a nhitng
cong ty canh tranh “trén moi linh vic”. Cong ty pizza x€p vi tri thit hai la
Little Caesars chi chuyén “ban hang mang vé”. Cong ty thit ba la Domino’s

Pizza chuyén “giao hang tai nha”.

Khi c6 m6t muc tiéu, ban c6 thé nhanh chéng gia tang hiéu qua chién lwgc
kinh doanh va sau dé dung muc tiéu nay dé s& hitu mot y twéng hay khai
niém trong dau. Mitc ky luc ma Domino’s Pizza dat dugc la con s6 45% thi
treong phan phoi banh pizza nhd cam két noi tiéng “Dam bao giao hang tai
nha trong vong 30 phut”.

Nhung khi xem xét mitc do an toan cua viéc thye hién cam két nay, trong
d6 c6 cad mot s6 tai nan t¥ vong clia cac tai xé cia Domino, cong ty da quyét
dinh tir bd. Hau qua la doanh s6 ban hang ciing bi giam xudng. Nhitng gi
cong ty phai lam la thay thé cam két trén bang mot y twéng, thong diép khac

Ve viéc giao banh tai nha.

Mot trong nhitng hang do an nhanh phat trién nhanh nhat tai My la Little
Caesars. Cong ty tap trung vao ban banh mang vé, va dich vu phuc vu cho
khach hang véi gia ré nhat. Khong ban an, khong ngwoi phuc vu, khong co
xe giao hang, khong tai xé. Little Caesars tap trung vao mang pizza mang

vé vGi khau hiéu “Hai banh, mét gia tién”.

Su phat trién cta Little Caesars rat phu hop véi hai xu hwéng manh mé lam

tang cwong hoat dong kinh doanh ctia cong ty. Vira may man, vira biét nhin
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xa trong rong, va vdi tai nang nita da gitp chién lwge kinh doanh cta Little
Caesars phu hgp vai thoi dai maéi.

Xu huwéng dau tién 1a phat trién manh mé cac dé an mang veé. Vi du nhw
viéc phuc vu céc bita an trong dé pizza chiém phan chua yéu trong khau
phan an cua khach hang. Nam 1996, s6 lwvgng cac bita an mang vé nhiéu
hon bita an phuc vu tai nha hang la 12%.

Xu huéng thit hai 1a loai banh pizza mang vé tang lén nhanh chéng. Muoi
nam treede (1986), banh humberger chiém 30% thj treong ban banh mang
vé, trong khi banh pizza phuc vu tai nha hang chiém 26%. Hién nay, pizza

la mén chinh trong loai d6 an mang ve.

Little Caesars nhan manh tam quan trong cua viéc can than Iya chon y
twdng. Néu cé thé, hady chon mot y twédng hwdng tGi twong lai, dirng tim
nhitng y twéng chi ton tai trong qua khi.

Mot lan nita, hay nhin lai nganh cong nghiép do an nhanh. Ai la ngudi da
tim ra y twong kinh doanh “thit ga”? b6 chinh la Kentuckey Fried Chicken.
Nhuwng c6 mét van dé 1a do khach hang ngay cang c6 xu hwdéng an uéng co6
lgi hon cho strc khoe nén tir “ran” trong “ga ran Kentuckey” tr@ thanh mot
tré ngai 16n cho Kentuckey Fried Chicken. Chinh vi thé tén goi KFC duoc
ra doi.

Tuy nhién, trd ngai nay lai chinh la co hoi cho cong ty khac. Nam 1985, hai
nha doanh nghiép & Newton va Massachusetts dd m& ctra hiéu Boston
Chicken. Thay vi ga ran, mot hé thong ctra hang mdgi tap trung vao loai do

an thay thé cé 1gi cho sttc khoe, do 1a “ga quay xién”.

Nhung phdi téi nam 1991, khi ca ba nha quan ly tai nang Scott Beck, Saad
Nadhir va Jeffry Shearer diéu hanh thi cong ty nay méi that sy hoat dong
hiéu qua. Nam 1993, Boston Chicken niém yét c6 phiéu trén thi truong.
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Ngay trong lan phat hanh c6 phiéu ra cong chiing lan dau tién, gia c6 phiéu
ctia cong ty da tang gap doi. Boston Chicken da dat buéc phat trién rat
ngoan muc, co tdi 600 dai ly, 3.000 ctra hang dy dinh sé m@ trong muoi

nam tdi. Hang van co ly do dé tiép tuc phat trién.

Gan nhuw moi mat hang c6 1gi cho sitc khée déu chiém thi phan rat 16n trén
thi trong. Tai cac siéu thi c6 vo so loai banh khéng chita chat béo, banh
quy khéng chita mudi va tritng v6i ham lwgng cholesterol thap. Bam bao

sttc khde chinh la van dé ma nhiéu nha san xuét dé an dang quan tam.

Vay Boston Chicken can phai lam gi? Trong thuc don ctia nha hang Boston
Chicken, s0 lwgng ga ran giam xudng, cac loai ga tdy quay, dam bong va
thit tang 1én. Ngoai bita an kiéu gia dinh truyén théng véi cac mon nhu ca
chua nhtr, banh mi ng6, nha hang ciing cung cap thém mot loai banh

sandwich tuyét hdo. Va mot tén goi mdi ra doi: Boston Market.

Dv doan: Tt ké hoach chuyén doi tén goi méi nay, nha hang sé khong thu
thém dugce ngudn 1gi nhuan ndo. Y twdng kinh doanh ctia Boston 1a gi? Thi
treong? Thi tredng giong nhw mot siéu thi thu nhd, khong phdi nha hang an
nhanh.

Co6 mot y twdng kinh doanh trong dau la noi luc va cling l1a ngoai luwc phat
trién cia cong ty. Diéu nay sé giup doi ngii nhan vién cta cong ty cling nhw

khach hang nam ro dinh huwéng tap trung ban dau cua cong ty.

MGt y twdng don gian, dé hiéu c6 khi lai gitp ich cho cong ty hon la nhitng
y twdng phitc tap, dai dong, tiéu ton qua nhiéu thdi gian cho viéc suy nghi

tim ra né. Duwéi day la vi du trong nganh cong nghiép do6 an nhanh.

» La nganh kinh doanh ding dau trong viéc cung cap loai d6 an twoi ngon

va tién 1oi;
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 Cung cdp cho khach hang cac san pham va dich vu ngay cang cai tién, dap

rng moi yéu cau cia khach hang;

* Tao ra va duy tri moi treong lam viéc gom doi ngii nhan vién cé trach

nhiém, cac doanh nhan cé nang lyc;

« Phan bo va tap trung vao cac nguon lyc kinh doanh nham t6i da héa gia tri

co6 dong trong khoang thdi gian dai;
* Ton trong, hoc hoi, duc rut kinh nghiém tir cac doi tht canh tranh.

Cong ty nao da dwa ra 10i tuyén bd vé muc tiéu can dat duwgc? Tat nhién do
chinh la Boston Chicken (nay la Boston Market).

Ban giam doc cong ty khong muon “thi treong bi mac ket” theo mét hwdéng
cu thé nao cd. Nadhi — pho cha tich cong ty cho biét: “Ching ta c6 mot cai
hop va trong cai hop nay phai chita dung cai gi do6 phuc vu cho yéu cau cua
khach hang. Trtr khi chiing ta nhan thitc dwgc quan diém nay, ching ta méi
c6 thé tap trung vao dinh hwdng tap trung.” Biéu nay c6 nghia: Bat ky khi
nao c6 co hai tot hon, chiing ta déu c6 thé thay doi ké hoach phat trién.

Theo quan diém cua t0i, bi quyét dan dén thanh c6ng la phai tim hiéu k¥y
van dé minh dang nghién ctu. Chi bang cach tap trung dao sau vao mot
mang thi tredng nho thi ban mdi c6 thé gay an twgng doi véi khach hang.
Yéu t6 dan dén thanh cong cua ban khong phai la nha may, co s@ san xuat,
san pham hay nhan lyc ma dé chinh la viéc ban c6 dwgc mot y twéng tiém

nang dé phat trién hoat dong kinh doanh.

Néu ngay mai nha may Rolex bi thiéu hiy, n6é van khong bi pha san. Ho sé

chuyén sang dich vu san xuat hdp dung dong ho cling nhw cac bo phan hoat
dong cia n6. Mac du viéc giao hang bi gian doan tam thdi, hang Rolex van
tiép tuc thong tri vi tri cao nhat trén thi trwong kinh doanh dong ho.
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(Su thiéu hut vé san pham Rolexes that sy mang lai 1gi ich cho cong ty bai
khong mot yéu to nao cé thé day cung tang nhanh bang su khan hiém vé

cau).

Mat khac, néu hang Rolex khéng ton tai, thi viéc dau tw vén cho mot nha
may ctia Thuy Dién c6 kha nang san xuat loai dong ho dat tién sé rat vo ich
trir khi Piaget, Patek Philippe hay bat ky mot hang san xuat dong ho chat
lwgng cao dong y mua lai nha may dé.

Thyec té, hién nay c6 rat nhiéu cong ty kinh doanh thanh cong nhung lai
khong san xuat bat ky mot san pham nao ma chi mua lai san pham dé trén
thi treong mé, thudng tir cac nwde & vung Vién Dong. Nike la mot trong
nhitng cong ty do vdi doanh s6 3,8 ty d6-la. Trung binh cit ba san pham
duwgc ban trén thi trvong My thi c6 mot sdn pham cta Nike. Tuy nhién,

cong ty nay khong s& hitu mot nha may san xuat giay nao.

Hang nam Nike chi khoang 120 triéu do-la dau tu cho cac chién dich quéng
cdo. Biéu ma Nike cé dugc cling nhw muc tiéu ma cac chién dich quang cao
cua Nike huwéng t6i chinh la dat dugc y twong kinh doanh.

Y twéng kinh doanh ctia Nike 13 gi? Nike 1a cong ty dan dau. Nike lam ra
san pham nhwng do 1a san pham gi? Trwdc khi hang giay dung cho muc
dich chay b cta Phil Knight ra doi, trén thi tredng chi ton tai hang giay
Keds va céc loai giay thong thuwong khac nhw giay dé mém.

Phil Knight da nghién cttu ra loai giay thé thao nghiép du. Sau do, ttr loai
giay cua Phil Knight, Nike thiét ké thanh loai giay thé thao hop thoi trang

rat khac la va dat tien.

Nike va Reebok (doanh s6 3,3 ty do-la) la hai cong ty giay thé thao c6 quy
mo 1én va thu dwgc nhiéu lgi nhuan. Ca hai cong ty nay déu san xuat tat ca

cac chung loai giay. Trong khi do, cong ty giay ditng thit ba, L.A. Gear, mdc
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du c6 quy m6 khong 16n va cling khong sinh 1ai nhiéu nhwng lai san xuat tat
ca cac ching loai giay thé thao danh cho tré em, giay nam, giay nt,... Day

chinh la sai 1am trong chién lwgc kinh doanh cua L.A. Gear.

Trong nam nam, doanh s6 cta L.A. Gear dat 2,7 ty do-la nhung that thu 186
triéu d6-la. Gan day, cong ty nay bat dau nhan ra huwéng di méi kha quan
hon. Lanh dao c6ng ty nay cho biét sé chu trong nhiéu hon vao san xuat
kiéu giay thé thao danh cho ni gi¢i san pham truyén thong ctia cong ty. Day

la buéc chuyén bién tich cyc song hoi mudn.

Néu ban khong phai la cong ty dan dau, diéu duy nhat ban nén lam la hay
thu hep dinh huwdng tap trung ctia minh va tap trung vao mot linh vyc. Hay
l1ay hoat dong kinh doanh may tram lam vi du. Hoat dong nay cé xuat phat
diém tir nam 1980 vd&i sy ra doi cta tap doan may tinh Apollo Computer.
Cho dén nam 1984, Apollo chiém linh 60% thi phan, gap ba lan doi tha

canh tranh cua minh la Sun Microsystems.

Tuy nhién, trong khi Apollo ban san pham vé&i hé diéu hanh doc quyén cia
minh thi Sun lai dinh hwéng tap trung vao may tram UNIX. Do doanh s6
ctia Sun tang nén Apollo quyét dinh dé khach hang lwa chon giita hai san
pham tram may UNIX hay hé thong Apollo.

Do cling 1a thoi ky kinh doanh that bai cia Apollo. Bén nam 1989, thi phan
ctia Apollo tut xuéng chi con 14% va cong ty dugc ban cho Hewlett-
Packard. Trai lai, Sun Microsystems lai viron 1én vi tri hang dau. Hién nay,
may tram UNIX chiém 36% thi tredng, cao hon han so véi doi thu ditng
thit hai la Hewlett-Packard (chi chiém 20%).

Silicon Graphics da 4p dung cach thitc kinh doanh do6i v4i san pham céng
nghé ba chiéu twong tw nhw cach thitc Sun ap dung doi véi may tram UNIX.
Nam 1981, James Clark phat trién va kinh doanh céng nghé doé hoa may
tinh ba chiéu. Hién nay, hang Silicon Graphics do 6ng thanh 1ap dat doanh
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s0 1,5 ty do-la va dan dau trong linh virc d6 hoa may tinh ba chiéu. Khi
nghi dén do hoa may tinh ba chiéu, chac chan ban sé nghi dén Silicon

Graphics.

Cudi thap nién 1980, StrataCom da phat trién bg tiép séng khung — thiét bi
stt dung cong nghé dinh vi dit liéu phitc tap doi véi mang may tinh. Trudc
khi bd tiép song khung ra doi, cac co sd kinh doanh thwong két n6i mang
may tinh ctia minh vaéi cac chi nhanh c6 tru sé tr xa thong qua viéc thue
nhiéu duwong day. Vi bo tiép song khung, ban chi can str dung mot duong
day duy nhat. Hoat dong kinh doanh cuia StrataCom phat trién rat nhanh véi
doanh s6 tang gap doi. Khi nghi dén bo tiép séng khung, chac chan ban sé
nghi dén StrataCom.

Y twdng tap trung doi khi rat rd rang nhung khong phai lic ndo ciing nhw
vay. M6t thap ky truedc day, mot cong ty phan mém c6 quy mo nhé vGi
doanh s6 chwa dén 500 nghin d6-la da hop tac kinh doanh vé&i cong ty
ching t6i va Jack Trout — v&i sdn pham c6 tén goi la Act. Nhuwng that sy Act
c6 nghia la gi? Chi thong qua tén goi ctia san pham, chiing ta khéng thé

hiéu y nghia that sy ctia né la gi.

Patrick Sullivan — nguoi sang lap cong ty Conductor Software, néi: “Chung
toi kinh doanh tét cé linh vyc lién quan dén mdy tinh.” Tuy nhién, chiing t6i
da dua ra quan diém “nhu thé la qué nhiéu, ching t6i can sy dinh hwéng tap

trung”.
Sau khi tranh luan, ching t6i da di dén khai niém vé phan mém “giao tiép”.

Sullivan, nguoi trude day ting tham gia ban hang trong linh vue du lich da
thiét ké phan mém gitp ngwoi di dwong cé thé thye hién tat ca cadc budc can
thiét nhw gti danh sach, lich trinh lam viéc cting nhu thuw tin...
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Do cong ty da dwa ra y twéng nén Act nhanh chéng tré thanh “phan mém
giao tiép hang dau”. Nham tang cwong qua trinh tap trung, ching toi dé

nghi thay doi tén goi ctia cong ty thanh “Contact Software International”.

Viéc dinh hwéng tap trung dan dén nhiéu quyét dinh vé quan ly. Ai sé la
nguoi st dung phan mém giao tiép? RS rang phan mém nay sé thudc vé cha
nhan cuda laptop hodc may tinh xach tay. Do vay, cac nha san xudt may tinh

phai lién hé dé cai dat Act trong mdy tinh cuda ho.

Thay vi quang céo tdi tat ca doi twgng khach hang, Contact Software chi
quang céo trén cac an pham cua nganh hang khong. (Néu ban lam cong viéc
lién quan dén giao tiép, viéc ban trd thanh khach hang thwong xuyén cta
mot hang hang khong ciing chinh 1a co hoi cho ban).

Tam nam sau khi dwa ra quyét dinh tap trung va tung “phan mém giao tiép”
ra thi treong, Patrick Sullivan da ban cong ty cho Symantec véi gia 47 triéu
do-la. Hién nay, c6 hon 850 nghin ngudi st dung Act, chiém 70% thi
treong.

Mot cong ty mudn phat trién manh phdi biét tap trung khai thac mot y
twong nhat dinh. Sun Microsystems chuyén kinh doanh vé may tram UNIX,
Silicon Graphics v&i do hoa may tinh ba chiéu, StrataCom v&i bo ti€p song
khung la nhitng cong ty nhu vay.

Tap trung khong phdi 1a mot hién twgng ngan han, né c6 thé ton tai trong
khoang thoi gian dai.

Sttc manh cua mot cong ty khong nam & tén thuwong hiéu noi tiéng ma thé
hién ¢ viéc thu hep dinh hudng tap trung. PictureTel la cong ty da co6 dugc y
twdng kinh doanh tiém nang vé thiét bi phuc vu cho té chitc hoi thao qua
bang hinh. Péi khi y twéng kinh doanh chi 1a mot day s6 dién thoai. Nam
1987, Jim McCann da mua 1-800-FLOWERS v6i gia hai triéu do-la va chiu
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trach nhiém tra bay triéu d6-la tién ng cho 1-800-FLOWERS. McCann cho
biét: “That buén cwdi khi ban tra tién dé s hitu khong gi khac hon ngoai
hoat dong ctiia mot chiéc dién thoai.” Tuy nhién, d6 lai la mot mon haoi 16n.
Nh@ chién dich quang c4do ram rd vé con s6 1-800-FLOWER, hoat dong
kinh doanh ctia cong ty da phat trién rat manh. Doanh s6 hang nam cua
cong ty lién tuc tang va dat 200 triéu do-la. Sap tdi, cong ty nay sé trd thanh

trung tam tiép thi qua dién thoai ctia chau Au.

Dbiéu gi da dan dén thanh cong? Cac cong ty mong mudn phat trién kinh
doanh thwong bo sét cac co hdi dén tir nwdc ngoai. Thay vao do, ho thuwong
gidi thiéu san pham va dich vu cia minh sang thi trwedng My. Hau qua la
hoat dong kinh doanh ctia ho bi phan tan. Do d6, cac cong ty nay can duy tri
dinh huéng tap trung va vuon téi thi treong thé gidi.

Alpine Lace, cong ty san xuat pho mat véi ham lwgng chat béo it (hoac
khong c6 chat béo) dwgce thanh 1ap nam 1984 véi doanh s6 132 triéu do-la.
Tai cac ctra hang do6 an ngon, san pham cta Alpine Lace chiém wu thé véGi
ty 16 hon 50%. Do vay, cong ty da c6 gang chuyén sang cac hoat dong kinh
doanh céac san pham nhw hop sita va kem. Tuy nhién, tong doanh s6 ctia

Alpine Lace lai gidm 27% va that thu trong hai nam lién tiép.

L& ra Alpine Lace nén trién khai chién lwgc phat trién cira hang an ngon &
thi truong qudc té. Do rao can thwong mai dugc gd bo nén cac hoat dong
kinh doanh dwgc thie hién & niwdc nay cling c6 thé tién hanh & quoc gia
khac.

Hay lay vi du v&i Guest Supply — mét cong ty dan dau khac. Nho chuwong
trinh “dam bdo tinh tién 1¢gi” cho khach hang ctia Guest Supply, ban c6 thé
dé dang tim thay cac loai chai nho duwng dau goi dau, dau dudng toc, sita
tam dwdng thé, nwdc sic miéng sat triung va cac san pham khac tai cac

khach san cao cdp. Guest Supply tré thanh nha san xuat va tiép thi hang dau
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vé cung cap dich vu cho doi twgng khach hang & khach san v&i doanh s6

hon 100 triéu do-la mot nam.

Rocket Chemical la cong ty chi gom c6 ba thanh vién chuyén san xudt dau
boi tron st dung trong nganh hang khong. Cong ty da tim ra giai phap bao
vé mdy bay khoi hién twgng an mon. Sau 40 ndam no luc c6 gang, Rocket
Chemical da sang ché ra hgp chat c6 tén goi WD-40. Tt hgp chét nay, cong

ty da san xuat thanh loai san pham khéac va thay doi tén goi.

Nhu vy 1a cong ty WD-40 da tim ra y twdng “boi tron” trong chién lwgc
phat trién kinh doanh ctia minh. Hon 77% ho gia dinh My st dung binh
phun mau hoi xanh, vang va dé. Tuy nhién, diéu an twgng vé cong ty
chuyén sdn xuat mot sdn pham nhv WD-40 chinh 1a 1¢gi nhuan ma cong ty
thu dwoc. Trong thap ky 1980, tong doanh sé ctia WD-40 1a 864 triéu do la
va thu nhap rong dat 144 triéu do-la, chiém 17% doanh s6. (Thu nhap rong
ctia mot cong ty trong danh sach Fortune 500 trung binh chi chiém 5%

doanh so).

Liéu ban c6 thé san xuat dugc loai sdn pham boi tron nao t6t hon WD-40
khong? C6 thé ! Tuy nhién, liéu né cé thé ban chay bang WD-40 hay
khong? C6 thé la khong !

Cong ty dan dau trong bat ky linh virc nao cling ludén la nguwdi nghién citu,
tim ra y twdng vé san pham. Nhung cong ty dau tién san xudt ra san pham
chwa han da 1a cong ty sang ché ra san pham dé. Chang han, Remington
Rand la cong ty dau tién san xudt va ban may tinh thwong mai Univac,
nhung IBM mdi chinh la c6ng ty phat minh ra san pham nay. Hay néi cach
khac, IBM la c6ng ty da dwa ra y twéng vé san pham dau tién va dong vai

tro quan trong trong qua trinh hinh thanh san pham.

Dbau thé ky XX, hang triéu bac cha me van dung tay dé “loc” thitc an cho
tré. Nam 1928, Daniel Gerber tung ra thi tredng san pham thitc an danh cho
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tré em da dugc loc san. Gerber chinh la ngwoi dau tién tim ra y twéng nay.

Trén thi tredng, cong ty ctia 6ng chira bao gio mat vi thé dan dau.

Vi thé dan dau luén mang lai nhiéu lgi thé, trréc hét la vé thoi gian. Trudc
hién twgng mot san pham tot hon dang tdc dong manh dén thi treong, cong
ty dan dau c6 nhiéu thai gian dé x ly tinh huéng nay. D€ duy tri vi thé dan

dau, cong ty dan dau chi can sao chép lai qua trinh phat trién.

Cac cong ty dan dau ciing c6 thé thué doi ngli nhan vién c6 trinh do cao
hon. Néu mudn lam viéc cho mot cong ty giay thé thao, tai sao ban lai
khong xin vao Cong ty Nike? Néu muon lam viéc cho cong ty thitc an
nhanh, tai sao ban khong thir xin vao McDonald’s? Néu mu6n lam viéc cho

cong ty cho thué xe 06t0, tai sao ban lai khong nghi dén Hertz?

Thue té tir nhiéu trwedng dai hoc va cao dang cho thdy, cac cong ty dan dau
lu6n thu hat lvgng 16n sinh vién cé trinh do va tiém nang. Trong khi ké

hoach phat trién ctia mgt cong ty nao dé sé dé dang bi sup do do khong thé
thué dwgc nhan cong thi cac cong ty dan dau thuwong thué dwgc nhitng (tng

clr vién xuat sac nhat.

Cac cong ty dan dau cling c6 mang lwdi phan phoi san pham kha t6t. Cho
du dai 1y cta ban tiéu thu loai san pham nao di chang nita, sé lu6n dé dang
hon néu ban s hitu mot thuong hiéu hang dau. Liéu cé siéu thi nao tir choi
ban cac mat hang sip Cambell, Coca-Cola, nwdc sot ca chua dam Heinz?
Liéu c6 ctra hang thudc nao lai khong ban thuéc Bayer, Tylenol hay Advil?

Nguyén tac nay dugc ap dung twong tw doi véi cac san pham cong nghiép
do chinh doi ngli ban hang ctia cong ty ban. Liéu co dai ly tiéu thu nao sé tw

choi gdp dai dién cia cong ty chuyén kinh doanh vé may photocopy Xerox?

MGt khi nhan ra sitc manh cta vi thé dan dau budc ban phai luén c6 dugce y
twang kinh doanh, ban sé dé dang biét dwgc phai lam gi néu ban than khong
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phai la nguoi dan dau. Ban phai lam nhitng diéu twong ty dan dén sy thanh

cong ctia cac cong ty dan dau.

Du khong phai la cong ty dan dau nhung ban cling phai tim ra duge mot y
twdng kinh doanh. Han ché duy nhét doi v&i ban la khong thé c6 duoc tén
mat hang. Bé&i vay, ban phdi s& hitu m6t phan ctia mat hang do.

Hay lay nganh kinh doanh 6t6 lam vi du. Trong thdi gian dau, Henry va
Ford la hai hang chiém linh vi tri ditng dau. Nhuwng sau d6, do that bai trong
ké hoach chuyén dbéi sang tong mau va kiéu dang mdi, Ford da danh mat vi
tri ditng dau. Chevrolet da vweon 1én thay thé vi tri cia Ford.

T nam 1930 dén nam 1980, Chevrolet tré thanh cong ty kinh doanh 6t6
16n nhat tai M¥. Sau do, do sy bung n6 vé m6 hinh xe cling nhw sw rac roi
vé kiéu dang xe, Chevrolet da mat dan dinh huwéng tap trung va nhuwong vi
tri ditng dau cho Ford.

Chevrolet c6 51 mo hinh xe con vé&i 20 tén goi khac nhau (Beretta, Camaro,
Caprice, Cavalier, Celebrity, Chevette, Corsica, Corvette, Monte Carlo,

Nova, Spectrum va Sprint), 288 mo hinh xe tdi vGi 12 tén goi khac nhau.

Tai sao trén thi tredng thé gigi, mot mang kinh doanh cua tap doan 6t6
hting manh nhw General Motors lai gap nhiéu khé khan va bi thua 16 khi
kinh doanh quéa nhiéu loai xe? Sai lam trong chién lwgc kinh doanh ctia
Chevrolet la da c6 gang kinh doanh moi chiing loai xe 6t6 nham dap @ng tat

cd moi yéu cau ctaa khach hang.

Sai lam nay xay ra tai moi thoi diém. Khi c6 thwong hiéu dan dau, cong ty
sé nghi c6 thé thu hit dugc moi doi twgng khach hang. Trong thoi gian
ngan, diéu nay co thé thue hién dugc, song néu xét vé 1au dai, cong ty do sé
mat dan dinh hwdng tap trung va thuong sé mat luén vi thé dan dau.
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bé thu hut khach hang, cac cong ty dan dau ap dung chinh sach dinh gia.
Ho st dung giai phap “thi truong kép”. Day la loai thi tredng ludn ton tai
hai thanh phan: loai khach hang ma minh c6 thé cung cip hang héa va loai

khach hang khong thugc nhém minh phuc vu.

Cong ty tra toan bo chi phi cho doi twong khach hang thuwdong xuyén va
trung thanh, déng thoi, cé nhitng chinh sach khuyén khich déi twgng khach
hang khong thugoc nhom phuc vu cia minh. Do do, viéc kinh doanh cua
cong ty sé tang 1én song cong ty van sé bi thua 16 vi phai chuyén nhuwgng
doi twong khach hang thuong xuyén.

Trong nhiéu nam qua, nganh hang khong da ap dung hinh thitc “thi truong
kép” nay. R4t nhiéu tién da dugc dau tw cho chién dich quang ba nham thu
hiat déi twgng khach hang mang lai it 1gi nhuan nhat. Do vay, cling khong c6
gi ngac nhién khi déi twgng khach hang thwong xuyén khong con quan tam

nhiéu dén cac hoat dong cta nganh nita.

Nganh kinh doanh cac ctta hang bach hoa da st dung thanh cong giai phap
“thi truong kép”. Nam 1988, Sears da ban ha gia 55% san pham day la mot
chién Iwgc ban hang khién nhiéu nguwdi rat ngac nhién. Nguyén nhan ctia
dong thai nay la do chiu stic ép tr cac dbi tha la Wal-Mart va Toys “R” Us
luén ban hang vdi gia thap, Sears da chuyén sang chién lwgc ban hang mot
gia.

bé dat dwgc thanh cong, cong ty khong thé tim cach thu hat khach hang vé
mat gia ca, dac diém hay uy tin ma phai hoc cach tap trung dinh huwéng tap
trung. Thue té hoat dong kinh doanh ctia cac céng ty chuyén vé 6to da
ching t6 tinh hiéu qué cua giai phap nay. Pac biét, nhitng cong ty do6 ludon
c6 dugce cac y twdng tiém nang.

Hay lay Volvo lam vi du. Ban hay hoi bat ky nguwdi nao cé xe 6t6 xem

Volvo dai dién cho cai gi va ban sé nhan dugc cung mot cau tra 1oi la “su an
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toan”. Pay khong phai la sy ngau nhién trong kinh doanh ma chinh la chién
lwgc c6 chu dich ctia Volvo khi bat dau gigi thiéu san pham day that an toan

ba diém dau tién trén thé gidi.

Ban dau, san pham cta Volvo dugce khach hang lwa chon do c6 do bén cao.
Tai Thuy Dién, trung binh mot chiéc xe Volvo dugc stt dung hon 13 nam.
Tai My, trong s6 mudi xe Volvo dwgce ban c6 téi chin xe van dang dugc st
dung. Tuy nhién, sau d6 khach hang chuyén tiéu chi lva chon ctia minh
sang yéu t0 an toan véi viéc thanh 1ap “Cau lac bo Volvo mang lai si an

toan cho ban”.

Vao thoi diém nhitng nam 1990, tai thi trudng My, loai xe sang trong nhap
khau tir chdu Au duge ban chay nhét 1a xe Volvo véi phong cach c6 xua va
thiét ké theo dang hinh vudng. Doanh s6 ban hang ctia Volvo vugt han so
vOoi BMW va Mercedes-Benz. Nam 1995, tai thi truong My, Volvo tiéu thu
duwoc 880 nghin xe trong khi Mecedes-Benz chi ¢ mic 750 nghin xe.

Tai thi trwong Thuy Dién, sdn pham Volvo lai cé xu hwéng nguoc lai. Nam
1971, Pehr Gyllenhammar tré thanh gidm doc diéu hanh ctia Volvo va bat
dau 4p dung chién lvgc da dang héa cong ty.

Nam 1981, Volvo da mua lai bd phan chuyén cung cap xe tai cia White
Motors va Beijerinvest (cong ty chuyén vé cidc mdt hang nang lwgng, cong
nghiép, thic pham cling nhw cac dich vu tai chinh va mua ban doanh
nghiép). Nam 1984, Volvo cung véGi Clark Equipment 1ap cong ty lién
doanh vé xay dung 16n thit ba trén thé gidi. Nam 1988, Volvo thau tom
cong ty Leyland Bus & My. Trong su6t nhitng nam nay, c6 phan ctia Volvo
trong cac cong ty Pharmacia (cong ty dwgc pham va céng nghé sinh hoc),
Custos (kinh doanh vé linh virc dau tw) va Park Ridge lién tuc tang. Nam
1990, Volvo hgp nhét cong ty san xuat thudc va thic pham vGi cong ty co

phan me Procordia do nha nwéc quan ly.
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Ly do khién Gyllenhammar that bai trong kinh doanh bat nguon tir ké hoach
sat nhap véi Renault vao nam 1993. Dong thai nay da gdy mot cd soc 16n
cho cac nha quan ly va khién nhiéu c6 dong byc minh vi hoat dong kinh
doanh va kha nang quan ly ctia Renault rat kém. Ba thang sau khi thong bao
sat nhap dwgc thue thi, ké hoach hoan toan do vd. Chu tich cong ty tuyén bo
tir chic. (Piéu nay da khién Volvo tiéu ton 710 triéu d6-la nhung dé 1a mot
quyét dinh ding dan).

Tiép db, Volvo cong bo ké hoach “ti tap trung vao nhitng hoat dong kinh
doanh co ban” va ttr bé tat ca cac hoat dong kinh doanh trong nhiém ky 20
nam Gyllehammar giit chitc chu tich. Két qua ban dau rat kha quan. Cac
hoat dong kinh doanh nay dat 5,4 ty d6-la. Volvo da thoat khoi ng nan va co
lgi nhuan dat 1,8 ty d6-la vao nam 1994 (sau khi that thu 471 triéu do-la
nam 1993).

Tw tredng hgp Volvo, ching ta c6 thé thiy rang van dé dat ra & day la tinh
hgp ly, hiéu qua cua viéc thu hep dinh huvéng kinh doanh. Theo tap chi
Forbes, Volvo chi chiém 1% thi tredng xe 6t0 trén toan thé gidi, co hoi phat
trién kinh doanh hau nhuw rat it. Tuy nhién, v6i mdt cong ty chi chiém 1%
thi treong nhung tap trung cao nhw Volvo van c6 thé kinh doanh t6t hon
cong ty khac cling chuyén vé san xuat 6t6 v6i 16% thi phan nhung lai
khong tap trung (truong hop General Motors). Thoi gian sé giip chung ta
thay r6 diéu nay hon.

Tham chi Volvo ciing khong thé khang cw lai si cam do ctia viéc m@ rong
dong san pham. Hién nay (1996), Volvo dang dau tw 200 triéu d6-la vao
cong ty lién doanh v6i Tom Walkinshaw Racing — mot cong ty cua Anh
chuyén thiét ké Jaguars va Aston Martin DB7. Muc tiéu cua lién doanh nay
la cho ra doi hai phién ban ctia dong xe Volvo 850 mui tran, c6 phong céch,

dat hiéu suat cao. Tuy nhién, day khong phai la m6t phwong an hiéu qua.
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Trong khi hgp tac véi Tom Walkinshaw Racing, Volvo van tiép tuc quan
tam dén van dé dam bdo an toan. Trong nhiéu nam qua, cong ty da tung ra
thi trrong nhiéu san pham dam bédo do an toan cao nhu tdi khi chdng va dap
¢ mat tredc va hai bén, bubng lai an toan, tru 1ai cé thé thao lap duwgc va hé
thong den hoat dong khi xe chay.

Do6i vai linh vire san xudt 6to, tiéu chi ddm bao an toan rat quan trong. D6
vtra la noi lyc vira 1a ngoai lwc cho sy phat trién ctia cong ty. Néu cong ty
chi chiém 1% thi truong thi t6t hon hét la ban hay don su tap trung vao doi
ngili k¥ s phu trach khau thiét ké va ché tao san pham. Thay vi viéc danh
nhiéu thoi gian quan tdm dén moi van dé lién quan dén san pham, hay tap

trung vao tiéu chi an toan.

Hay dé cac cong ty khac di tién phong vé loai xe c6 dan dong trude va chi
lwa chon cong nghé da dugc nguwoi khac dau tw va chitng minh rang cong
nghé dé dang gid. Mai dén nam 1991, Volvo mdéi bat dau gidi thiéu loai xe

0t6 c6 dan dong trudc — dong 800 series.

Trong khi Volvo la hang xe danh cho gia dinh v§i su tap trung vao “an
toan” thi hai hdng xe cao cap khac cia chau Au 1a Mercedes-Benz va BMW

van duy tri dugce su tap trung riéng cua ho.

Uy tin la trong tdm kinh doanh rat hiéu qua cia hang Mercedes-Benz. Lam
thé nao céng ty ban cé thé tao dugc uy tin déi véi khach hang? Thong
thudng, cong ty ban phai ddm bao hai yéu t6: 1a cong ty dau tién va phai chi
tra nhitng khoan chi phi cao.

Daimler-Benz — cong ty me ctia Mercedes, la cong ty 6td hang dau trén thé
gidi. Nam 1885, Karl Benz da san xudt ra loai xe 6t6 ba banh dau tién trén
thé gigi. Sau do, nam 1886, Gottlieb Daimler da tung ra thi truong loai xe

6to bon banh.

https://thuviensach.vn



Nam 1926, ca hai cong ty da cung hgp tac va tap trung vao phan thi truong
c6 kha nang thu lai nhiéu lgi nhuan. Ho da cung san xudt ra Mercedes-Benz

— loai xe sang trong, uy tin, noi tiéng khap thé gidi.

Loai xe cao cap thit hai la BMW lai dugc ra doi trong hoan canh hoan toan
khac biét. Mai cho dén nam 1928, Bayerische Motoren Werke — nha san
xudt xe may va dong co may bay, mdi bat dau ché tao 6t6. Do khong phai la
loai xe ra doi dau tién nén néu muon thanh cong, BMW khdng chi phai tra

cac khoan chi phi cao. Song, né can phai c6 diém tap trung.

Mai dén nam 1961, BMW mdi tim ra giai phap gianh dwoc vi tri hang dau.
Do Mercedes-Benz la cong ty hang dau veé loai xe sang trong va kich c& 16n
nén BMW quyét dinh tdp trung san xuat loai xe sang trong nhung c6 kich
cd nhé hon hodc kiéu xe sedan thé thao. Ngoai ra, do Mercedes von noi
tiéng la loai xe rong rai, thodi mai (véi ghé sofa c6 thé cudn tron) nén
BMW tap trung vao phét trién thiét bi dan dong. Mot trong nhitng chién
dich quang cao lau dai cia BMW tai My mang tén “thiét bi dan dong t6t

nhat” da thé hién rat ro xu hwéng phat trién nay cta hang.

Viéc gidi tré lira chon BMW nhu loai xe thé hién phong cach cia ho la mot
sy tinh cd day may man doi véi BMW.

Gidi tré sanh diéu thwong mong mudn s& hitu mdt chiéc xe nhw thé nao? Do
phai la loai xe gia tri nhung khéng qua dat tién va tao dugc cam giac thich
thu khi 14i xe. Liéu ban sé nghi dén loai xe nao khac ngoai mét chiéc
BMW?

Tuy nhién, cA BMW va Mercedes-Benz déu khong hai long vGi nhitng thé
manh ctia minh trong viéc tao ra thiét bi dan dong ciing nhw gay dwng uy tin
doi vai khach hang. Giong nhw cac hang xe 6t6 trwdc day, cda BMW va
Mercedes-Benz déu mong muén ma rong doi twgng khach hang sang thi
treong My. Mot chiéc xe BMW 7 series va 8 series rong hon, to hon va dat
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tién hon duwgc ban véGi gia 69.900 do-la, trong khi mot chiéc Mercedes-Benz
190 series nho hon, ré tién hon (hién nay dugc thay thé bang loai C series)
dugce ban vai gia thap hon (30.950 do-la).

Ca hai loai xe BMW kich ¢ 16n, dat tién va Mercedes-Benz kich c@ nho, ré
tién van chra mang lai nhiéu 1gi nhuan. Hién nay (1996), tai thi truong My
chi c6 khoang 17% xe BMW dugc ban 1a loai xe dat tién trong khi 35% xe

Mercedes la loai ré tién.

Tuy nhién, t6i titng suy doan rang BMW Ié ra sé phat trién t6t hon néu tap
trung san xudt thiét bi dan dong ré tién va Mercedes sé thu dwgc nhiéu 1gi

nhuan néu tap trung vao cac may moéc “uy tin” va dat tién.

Dbé duy tri “kha nang canh tranh”, cac cong ty can phai nhan thitc dwoc su

can thiét phai san xudt san pham tron bg. Diéu nay that sy rat kho.

L4y vi du hang American Motors. Trong nhiéu nam qua, do nhan thitc sai
lam nén hang phai rat c6 gang dé khac phuc. Thanh 1ap ti viéc sap nhap hai
cong ty thua 16 Nash Kelvinator va Hudson Motor Car, American Motors
Company (AMC) da khéng thé ton tai 1du nhw Amadeus Mozart. Tt khi
dwgc thanh 1ap vao nam 1954 cho dén khi ban cho Chrysler Corp. vao nam
1987, AMC da c6 hai co hoi vang nhuwng déu dé tudt khoi tay.

Co hoi dau tién vao dau nhitng nam 1960, khi AMC vwon 1én vi thé dan
dau veé loai xe gon nho. Tuy nhién, that khong may, Big Three da nhay vao
thi trrong nay va don hoat dong kinh doanh ctia Rambler Classic va AMC

vao ngo cut.

bay chinh la thoi diém quan trong d6i véi AMC. Giai phap hop 1y hang can
thue hién Iic nay la chuyén hwdng tap trung vao loai xe 6t6 c& nhd. Nhung

thay vi lam nhu vay, AMC lai c6 gang tré thanh nha san xuat tron bg, cung
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cap cho khach hang loai xe Ambassador sang trong, mui tran va dong co da

dang. Day la mot sai 1am 16n trong chién Iwgc kinh doanh ctia hang.

Co hoi thw hai la vao gitta nhitng nam 1970. Nam 1970, AMC mua lai
quyeén san xuat xe Jeep tir Kaiser Industries. Doanh sé ctia hang dan dan
giam xuong nhwng vao nam 1978, tai thi truong My, AMC da ban nhiéu
loai xe Jeep hon céc loai xe 0t6 khac (163 nghin chiéc so véi 158 nghin

chiéc).

Ngoai ra, xe Jeep mang lai nhiéu 1gi nhuan cho céng ty hon cac loai 6t6
khac. Theo wéc tinh, vao nam 1995, khi kinh doanh loai xe truyén thong,
AMC da that thu 65 triéu do-la va chi dat 1gi nhuan 37 triéu do-la trong
tong doanh s6 2,6 ty d6-la. Pay cling 1a nam ma vi tri ctia Jeep trén thi
treong ot6 da dugc day 1én cao.

Nam 1995, trong cudc noéi chuyén véi to Times, chu tich AMC Gerald
Meyers cho biét, néu AMC nglrng san xuat 6t6 thi cong ty sé c6 nguy co bi
pha san. Theo Times: “Pa tir 1au AMC khang dinh rang cong ty can phai
tiép tuc kinh doanh 6t6 dé chi tra cac chi phi san xuat va dap tng duoc
nhiéu yéu cau tr phia khach hang.”

Nhitng cong viéc ma AMC nén lam da qua ro rang va khong can thiét phai
dée cap dén van dé nay qua nhiéu. Hang nén ban ha gia loai 6t6 chd khach

va tap trung vao loai xe dan dau — Jeep.

Dé c6 thé dinh hwéng tap trung, cong ty ban phai chap nhan chién lwgc “trir
di” trong khi nhiéu thanh vién trong ban giam doc lai muon “cong vao” dé

trang trai chi phi va tang doanh so.

(Sau nay, Chrysler sé c6 mot vi tri twong tw nhw AMC da dat dugc. Chrysler
cling sé tu dat ra cau héi twong tw nhw AMC. Vi du: “Liéu ching ta c6 nén
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ban pha gia loai xe 6t6 chd khach dé tap trung vao Jeeps va xe chd hang

mini?”

Cudi nhitng nam 1970, Renault da dau tw vao AMC va hién nay AMC that
st tré thanh mot mé hon don. Ngoai Concords, Eagles va Jeeps, AMC dang

c6 gang ban lai Renault Alliances, Encores va Fuegos.

Nam 1986, tai san con lai duy nhat cia AMC la cac khoan thua 16 bi tich tu
trong nhiéu nam. Nhat bao phd Wall cho biét: “Cudi nhitng nam 1990,
AMC da khong hoan tat viéc thanh toan cac khodn thué”. Con truéng ban
tai chinh AMC thi khodac lac: “Céng ty ching t6i da tron 500 triéu do-la tién

thué”.

Nam 1987, tap doan Chrysler da mua 46% c6 phan Renault cia AMC va
cac phan con lai ctia cong ty. Chrysler nhanh chéng thiwe hién nhitng diéu 1é
ra AMC phai lam dugc. Chrysler da giam gia tat ca cac loai xe, ngoai trir
Jeep va Eagle (mot dong xe khac dwgc phat trién tir Renault).

Nho ¢6 tap trung, Jeep da thanh toan dugc tit ca cac khodn ng nan. Tai thi
treong My, s6 luvgng xe Jeep ban ra tang vot tir 208 nghin nam 1987 (cudi
nam 1987 AMC van s@ hitu cong ty) dén 427 nghin nam 1973 trong tong so
460 nghin xe 6t0 khach va xe Jeep dugc ban tai thi truong M. Tinh hinh
kinh doanh cia AMC tré nén kha quan hon so véi 33 nam vé trudc.

Trong khoang mot nam, Volvo ban 350 nghin xe, Jeep ban hon 400 nghin
xe tai trong nhe (chi riéng tai thi truong MY). Vay tai sao Jeep lai khong thé
tw ditng vitng nhu mot céng ty hodac mot thuwong hiéu doc 1ap? Di nhién, néu
kiéu dang cia Eagle khong lan at Jeep tai gian hang trién 1am san pham,
Jeep da trd thanh mot thwong hiéu manh hon. M6t cach tiép can c6 tinh tap

trung sé mang lai hiéu qua hon cach tiép can phan tan.
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Nam 1978, khi mua gan mot mira c6 phan cia AMC, Renault nghi sé c6
dwgc hé thong phan phdi cac kiéu dang LeCar, Fuego va Sportwagon. Tuy
nhién, hon 7 nam sau khi Renault lién doanh v6i AMC, cong ty da thua 16
gan 750 triéu do-la.

Khi mua AMC, Chrysler da khong c6 do twéng nao va nhanh chéng giam
sO lwgng xe 0td khach dé tap trung vao loai xe Jeep. Nhung Chrysler da sai
lam khi mua lai kiéu xe sedan m@&i do French Company thiét ké. Chrysler
da dat tén loai xe nay la Eagle va tung ra thi trudng dé canh tranh vd&i Jeep.
Tuy nhién, Eagle chwa bao gio mang lai lgi nhuan cho Chrysler. S6 lwgng
xe Eagle duwgc ban trén thi treong it hon han so véi xe Jeep.

Jeep la hang xe hang dau trén thi truong xe tai trong nhe. D6 khong chi la
tén goi khai quat cho loai xe tai n6i chung ma con la tén goi an twgng hon
so vOi Kleenex va Jell-O. Tuy nhién, hang nam, lwgng xe Jeep ban ra chi

chiém 7% trong tong so sau triéu xe tai hang nhe tai thi treong My.

Ban sé nghi muc tiéu chinh la day manh kha nang tham nhép vao thi trudng
xe tai hang nhe, khong phdi 1a mé rong cac kiéu dang nham dam bao cong

ty sé c6 nhiéu san pham hon dé ban.

Bé nhung lai c6 thé thu dwoc nhiéu lgi nhuan hon. D6 chinh la miéu ta vé
dong xe Saturn c6 kich thuéc bé nhat trén thi trudong xe 6t6 My. N6 chi co
mot bé may, mot kiéu dang, mot dong co va mot co cau dan dong. Néu dya
theo tiéu chi s6 lwgng xe/cong ty ban, Saturn la thwong hiéu ban chay nhat
trén thi treong My. Trong mot nam gan day, tinh trung binh, Saturn c6 thé

ban duwgc gan 50% téng so xe cia cd Honda va Toyota cong lai.

General Motors da c6 chién lwgc phat trién nao doi véi Saturn, loai xe bé
nhat trén thi trrong My? General Motors du dinh sé day manh loai xe nay
v&i hai loai xe Saturn chinh: loai kich c& 16n hon dugc thiét ké theo Opel
Vectra va loai bé hon dwgc thiét ké theo Opel Astra. Ngoai ra, General
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Motors con thiét ké thém loai xe Saturn chay bang dién. Ca bon loai xe nay

sé thay thé loai xe Saturn hién nay.

Tai sao General Motors lai khong dwa ra ké hoach nguoc lai? Thu hep sy
dinh huéng tham chi con mang lai nhiéu 1gi nhuan hon. Viéc gidam sé lwgng
xe van tai so vdi xe Saturn sé thé nao? (s6 lwgng xe van tai chi chiém 5%

trong tong s6 xe Saturn).

MGt khi 1y luan mau thuan véi thyc tién thi 1y luan sé gianh chién thang.
Phan tich 1y luan cho thay, mot cong ty cang phdi ban nhiéu xe thi sé ban
duwgc nhiéu xe hon. Do vay, nha sdn xudt can phai mé rong san pham dé
cung cap thém nhiéu san pham cho dai ly kinh doanh va nhiéu sy lwa chon
hon cho khach hang. Tuy nhién, diéu nay khong that sy phat huy tac dung.
Pai ly ban hang v4i sén pham chuyén biét sé ban dugc nhiéu xe 6t6 hon
nhitng dai ly khac v6i san pham it chuyén biét hon. Tinh logic caa van dé
thi rat hop ly, song tinh tap trung lai khong mang lai hiéu qua.

Khi ban c6 mét san pham chuyén biét, cong ty ban, doi ngli ban hang ctia
cong ty ban va ca déi twgng khach hang ma ban cung cap dich vu sé dai
dién cho mot diéu gi d6. Khach hang yéu thich va tin twédng vao dich vu ma

ban cung cap.

Khi ban tdi gian hang trién 1am cta Volvo, ngudi ban hang sé héi: “Anh
(chi) da c6 gia dinh chwa? Ngu y cia ngwoi ban hang khi hoi nhw vay 1a néu

ban yéu gia dinh, hay bdo vé gia dinh ban bang xe Volvo.

Khi ban dén gian hang trién 1am ctia Chevrolet, ngudi ban hang sé hoi:
“Anh (chi) muon mua gi?” Mot cau hoi that té. N6 khién cho khach hang

hiéu rdng cong ty ctia hg khong c6 dich vu ma khach hang yéu cau.

Chiing ta c6 mot chiéc 6t6 mui cong Geo gia tam nghin d6-la, mot chiéc

mui tran Chevrolet 16 nghin do-la, Chevrolet Blazers 20 nghin do6-la,
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Corvettes 40 nghin do-la va nhiéu loai xe khac v&i mic gia trong khoang
gitta cac gia trén. Theo 1ap luan, sdn pham Chevrolet tron bd sé ban chay
hon san pham c6 it sy chuyén biét hon. Nhung thue té khong ding.

Ban quan trj ctia cong ty da dwa ra ké hoach phat trién theo xu huéng dya

vao lap luan nhiéu hon vao thuce té. Pay la sai lam dau tién cua ho.

Tinh hinh nay ngay mot xau di do cac cong ty van tiép tuc lap lai sai lam.
Néu cac 1ap luan dwa ra hgp ly nhung cac chwong trinh khong hoat dong thi
viéc thyc hién cac ké hoach kinh doanh dya theo nhitng 1ap luan dé sé bi do

~,

vO.

Sai lam thit hai ctia ban quan tri cong ty la da d6 16i cho qua trinh thie hién
ké hoach chién lwgc phat trién ma khong phdi chinh chién lwgc phat trién
dé. Ho cho biét: “D6 khong phai la do chién lwgce phat trién vi chién lwgc
dwa ra hoan toan hgp 1y”.

Tt hai vi du trén, ching ta c6 thé nit ra nhitng yéu t6 cot 16i va co ban dé
dwa ra dinh nghia veé sy tap trung. Tinh tap trung khong phai ltic nao cling
hop logic nhung mang lai hiéu qua cao trong kinh doanh. D6 chinh la bi
quyét dan dén thanh cong, la giai phap dé tang doanh s6 ban hang ctia cong
ty. Néu ban biét cach khai thac khai niém nay nhw mét thé manh c6 hitu cho

ké hoach tiép can cta ban, chac chan cong ty ban sé thanh cong.

Mot khi tinh tap trung tré nén hoan toan hgp ly, né lai khong phat huy hét
tac dung cia minh nita. Tai thoi diém do, tat cd moi nguwdi sé tap trung vao
dinh hwéng ctia minh. Do vay, ban sé khong c6 mét 1gi thé dac biét nao
trong viéc tao ra su tap trung cho céng ty. Ban van phai canh tranh véi cac

cong ty khac cé su tap trung.

Lich st phat trién ctia moi hoat dong kinh doanh ciing sé gay khé khan cho

viéc dua ra khai niém vé sy tap trung. Moi hoat dong kinh doanh déu c6
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mot hé thong cac niém tin lién quan dén lich st phat trién cta céng ty. Néu
di ngugc lai véi nhitng niém tin nay, ban sé tré thanh ngwdi di gido. Nhung
thure hién dugc diéu do ciing khong dé dang gi. D€ thang tién, ban khong
duoc la nguoi di giao.

Ly do nao khién hau hét giam doc diéu hanh méi c6 thé dat duwgc nhitng
thanh tich nhw cac giam doc diéu hanh trede do?

Céac cong ty thwong khong thué nguwoi tir bén ngoai. Néu mudn c6é mot
huwdng suy nghi méi trong kinh doanh, ho mdi tién hanh lam diéu do. Tai
sao lai nhw vay? Muc dich la dé c6 thém ngwoi méi khong quan tam dén

nhitng niém tin vé lich st ctia cong ty.

Thong thuong, nhitng nguwdi ngoai cong ty sé hiéu rd hon 1gi thé cta vi thé
dan dau. Néu chiém linh dugc vi thé dan dau, doanh nghiép sé luon dugc
dam bao thanh cong. Nhan thitc vé tam quan trong cda vi thé dan dau co tac
dong rat 16n, manh hon bat ky mét san pham nao cé chat lwgng t6t hon, gia
thap hon va ban chay hon.

Tai sao vi thé dan dau lai c6 tac dong 16n nhw vay? Vi thé dan dau manh
hon san pham t6t. M6t cach tw nhién, san pham hay thwong hiéu ditng dau
sé luén dugc xem la “hang that”. Nhitng san pham khac déu la bat chwéc.
Neéu tat ca cac yéu td khac twong doi giong nhau, vay tai sao ban lai khong

mua hang that thay vi mua hang nhai?

Coca-Cola la tén goi chinh hang ctia ni'éc uéng cola. Tuy nhién, tén goi nay

con chita dung nhiéu y nghia hon la chi dung dé goi tén mot mat hang.

AT&T la thwong hiéu chinh hang vé dich vu cung cap dién thoai duong dai.
IBM la thwong hiéu chinh hang vé may tinh trung tam. Hertz la tén goi
chinh hang vé dich vu cho thué xe 6t6. Hellmann’s la thirong hiéu chinh

hang vé nuwdc xot mayonnaise. Kleenex la thwong hiéu chinh hang vé khan
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gidy. Scotch la thwong hiéu chinh hang vé gidy bong kinh xenlofan. Cac
thwong hiéu khac trong nhitng mat hang trén déu bat chwdc ching.

“Hang that” la khau hiéu quang cao ctia Coca-Cola nham tao an twgng tot
cho khach hang. Mac du khau hiéu nay chi tén tai trong 18 thang (vao cubi
nhitng nam 1960 va dau nhitng nam 1970 va mot vai nam trong khoang thaoi
gian nhitng nam 1940) nhung “hang that” da tr@ thanh khai niém twong
duwong vi “Coca-Cola”.

n

That tht vi 1a Coca-Cola da khong nghi dén y twdng vé “hang that” trong
dau ma y twdng nay da dén vdi ho thdng qua nhiéu lan nghién cttu.
McCann-Erickson — nguwdi giam sat bo phan quang cao caa hang, cho biét:
“Chung t6i van dang tiép tuc nghién ctu khai niém nay va chién dich c6 thé
duwgc diéu chinh dé dap ng yéu cau ve thoi gian.”

bé gitp khach hang c6 thé nhan biét dwgc hang that, cac cong ty da dua ra
chién lwgc phan biét si khac nhau gitra hang that va hang gia bang mat
thuong. Hay xem duwong vién quanh chai Coke lam vi du.

Quan sat day deo dong ho ctia hang dong ho noi tiéng Rolex cling mang lai
cho ching ta nhitng két qua twong tw. Néu ban nhin thdy mot chiéc dong ho
Seiko hodc Citizen c6 day deo in dong chit Rolex, ban sé nghi rang: “D6
khong phai la ciia hang Rolex. D6 chi la hang nhai”.

Cac cong ty dan dau khac cling ap dung chién lwgc phan biét hang that va
hang gia bang mat thuong. Owens Corning da nhuom san pham céach nhiét
Fiberglas mau hong va sau do st dung dac diém mau hong dé tao ra sy khac

biét vé san pham.

Vi thé dan dau cua mot cong ty tai mot quoc gia la hién twgng xdy ra trong
pham vi nwéc do6. Tuy nhién, diéu nay dang dan thay doi. Arthur Andersen

la cong ty dan dau trong nhém sau cong ty kiém toan 16n nhat & My. Do
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hoat dong kinh doanh c6 thé viron khap thi treong thé gidi nén Arthur
Andersen c6 rat nhiéu co hoi dé chuyén doi tir chién lwge kinh doanh trong

pham vi mot quéc gia sang thi treong qudc té.

KPMG Peat Marwick la cong ty kiém toan 16n thit tu tai My (sau Arthur
Andersen, Ernst & Young va Deloitte & Touche) nhirng may man la cong ty
nay lai la cong ty kiém toan 16n nhat toan cau. Do do, cong ty nay da bat
dau chwong trinh ti€p thi nham tré thanh “cong ty hang dau thé giGi”.

Hau hét cac cong ty dang hwdng ti hoat dong kinh doanh toan cau. Cho
nén, birc thong diép can thiét cho KPMG la: “Néu hoat dong kinh doanh
ctia cong ty ban mang tinh toan cau thi cong ty ban sé can phai c6 mot cong

ty kiém toan toan cau”.

Do6i véi KPMG, khai niém “cong ty hang dau thé gi¢i” van chwa ro rang.

Do vay, trong twong lai, cong ty phéi tim cach nam bat dugc khai niém nay.

Rao can thwvong mai gitta cac nwdc dan dugc dd bo nén sé cé sy tranh gianh
gitta nhitng mdt hang tieu dung trong nwdc va nhitng mdt hang mang tinh

toan cau.

Néu ban c6 thé van chuyén hang héa hay dich vu cta ban ra khéi bién gidi,
ban ciing cé thé thay doi y twédng ctia minh. Tat nhién, y twdng ctia ban phai

la “san pham” quan trong nhat ma ban c6 thé xudt khau.

Néu khong phai la cong ty dan dau, ban sé gap phai nhiéu khé khan. Song,
rat ro rang la, dé thong tri mot mang thi treong nao do, ban sé phai thu hep
dinh hvéong kinh doanh.

Hay lay nganh hang khéng My lam vi du. Tat ca cac cong ty hang khong
hang dau (American, United va Delta) déu phuc vu tat ca cac mang thi
treong (cong viéc va gidi tri), tat cd mitc gia (binh dan, doanh nghiép va
gidi thugng lwu), va tat ca cac diém dén (Bac My, Nam My, Caribbean,
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chau A va chau Au). Hau qua 1a nganh céng nghiép hang khéng gip rat
nhiéu kho khan.

Khong c6 cong ty dan dau ro rang va khong c6 hang hang khong nao trong
ba hang hang khong dan dau thé gigi c6 duwgc y twong hay khai niém kinh
doanh trong dau. United Airlines la hang hang khong duy nhat c6 cach tiép
can thong nhat. “Hang hang khong United Airlines mang lai cho khach
hang nhitng chuyén bay tién 1gi va thodi mai”. Khi tit ca cadc hang déu cung
cap tat ca cac dich vu va khong hang nao s& hitu dugc mot y twéng kinh
doanh, khach hang sé chon Iya dwgc hang hang khong ma minh yéu thich
nhwr thé nao? Piéu nay rat dé. Chi can mot cu dién thoai tdi dai ly cia cong
ty du lich, ban sé duwgc cung cap day du thong tin vé thoi gian, dia diém caa

chuyén bay. Ngoai ra, ban c6 thé dé xuat gia vé may bay ré nhat.

Néu cach ban mua mot chiéc xe 6t6 cling twong tw nhuw cach ban mua vé
may bay, ban sé nhan dwgc 16i khuyén twong tw va c6 thé chon loai 6t6 bon

xi lanh ré nhat.

Trong bon nam, nganh hang khong My da that thu 12,8 ty d6-la va quy
trach nhiém cho khach hang, d6i tha canh tranh, chinh pht, ban diéu khién
may bay va hau hét moi nguwdi chit khong phaéi do chinh ban than hang may
bay do.

Robert Crandall — giam déc diéu hanh tdp doan AMR (vOn la cong ty me
cta American Airlines), cho biét: “Néu thé gi¢i khong thay doi, ching ta sé
khong bao gio mua may bay khac. Chiing ta sé khong thay thé cac loai may
bay da huw héng. D€ phét trién kinh doanh, ching ta sé khong bao gio mua
may bay mdi. Bdi vay, néu ban phat hién tat ca cac loai may bay déu roi
vao tinh trang héng héc thi chac chan cong ty hang khong do6 sé khong con

hoat dong.”
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American la mét trong nhitng hang hang khong 16n nhat thé gidi. Nhung vi
muon thu hut tit ca cac doi twgng khach hang, American da tap trung qua

nhiéu vao Sears, Roebuck va két qua la ho da bi thua lo.

Nganh hang khong da dwa ra gidi thich vé twong lai thong qua viéc trich dan
mot sO thay doi ctia khach hang. Crandall néi: “Do cudc song ngay cang
nghéo di nén ngwoi ta sé quan tam nhiéu hon khi tim kiém san pham, dich
vu dat vé may bay, an uéng & nha hang, khach san... T6i nghi rang thé gidi
da thay do6i.”

Tat ca nhitng diéu nay sé s6m bi lang quén do nganh hang khéng da phat
trién thinh virong trd lai va ba hang hang khong néi tiéng da bat dau thu
duwoc 1gi nhuan nhuv tredce day.

Ciing giong nhw cac chu ky hoat dong kinh doanh khéac, hoat dong kinh
doanh cua nganh hang khong doi hoi von 16n. Khi c6 co hoi tot, cac cong ty
sé thu hat thém nhiéu khach hang hon. Tuy nhién, sé mat rat nhiéu thoi gian
dé thiét ké loai may bay 747 va dwa ching vao hoat dong. S6m hay mudn,
nganh hang khong sé bi chitng lai do qua tai va chu ky phat trién lai bat dau
trd lai nhw cii.

Crandall da so sanh hoat dong kinh doanh hang khong vé6i cac hoat dong
kinh doanh nha hang, khach san va dat ra cac cau hoéi nhu: Lutece hay
Bouley c6 cac phong nghi phia sau phuc vu cdc mén an ré tién dé canh
tranh vGi McDonald’s hay Taco Bell khong? Waldorf-Astoria hodc Plaza c6
nhitng phong ré tién ¢ tang ham dé canh tranh véi Holiday Inn hay Motel 6
khong?... Nganh hang khong cling dugc dat ra nhitng cau hoi twong tw nhw

vay.

Tuy nhién, mét chuyén gia hoat dong trong nganh hang khong cho biét hoat
dong kinh doanh ctia nganh hoan toan khac. Cac hoat dong kinh doanh khac

nhau nén can cé nhitng cach phat trién kinh doanh khéac nhau.
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Sau do, Crandall xem xét hiéu qua cong viéc cua doi ngli nhan vién bén
ngoai cong ty, nhitng nguwdi khong lién quan dén qua trinh tao ra san pham.
Ho lam viéc theo phwong cham rat thang than va dwgc dy doan la nhitng

thién tai.

Herb Kelleher da thanh 1ap Southwest nhw mot hang hang khong danh cho
mot doi twgng khach hang va chi c6 mot gia. Binh hwéng ctia Herb
Kelleher la mé& rong su liwa chon vé cac loai may bay vi trwéc day hang chi
stt dung loai may bay Boeing 737s nham don gian hoa qua trinh dao tao, 1ap
danh muc va bao dudng. Do vay, Southwest c6 trong tam kinh doanh rat

manh.

Southwest la hang may bay gia ré nhung la hang may bay co6 dinh hvéng
tap trung hiéu qua. boi khi, hang cling khong phai la hang hang khong gia
ré nhat vi cac hang hang khong khac tim cach tam thoi cat giam gia vé dé
gianh 1dy hoat dong kinh doanh ctia hang. Tuy nhién, véGi viéc 4p dung hiéu
qua gia vé ré va thong nhat, Southwest luén dam bao khach hang sé khong

c6 cam giac bi lwra gat.

Trong khi cac doi thu canh tranh khac ng nan chong chat thi Southwest lai
dat 1gi nhuan rat cao. Trong 24 nam hoat dong kinh doanh, dac biét la trong
22 nam cudi, Southwest da 1ap mat ky luc ngoan muc ma khéng hang nao
trong nganh c6 thé bat kip.

Southwest ban truc tiép 45% vé may bay cho khach hang, ty 1é cao nhat so
v0i cac hang hang khong khac (trung binh chi ban 15%). Khach hang tin
twong Southwest bai vi ho cé duge cam giac an toan va khong bi Itra gat
nhu cac hang hang khong khac: “Ban c6 thé thay rang vGi Southwest, ban
khong hé bi ltra gat.”

Theo cudc diéu tra vé muwdi hoat dong kinh doanh chinh cung cap dich vu
cho khach hang, hang khéng la dich vu ding vi tri cudi cung vé tiéu chi dap
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tng thi hiéu cta khach hang.

Trén toan nwdc My, ngoai trir vung bién gidi tir New York dén Miami,
Southwest ludn chiém linh vi tri 1a hang hang khong gia ré. Mot s6 hang
hang khong mgi thanh 1ap, gobm cé hang hang khong Kiwi International Air
Lines, cling c6 gang ap dung chién lwgc cua Southwest tai khu viee phia Tay
nudc My. Bugc thanh 1ap tt nam 1992 bgi mot nhém cac cwu phi cong,
Kiwi c6 chién lwgc kinh doanh rat vi dai: gia vé thap, khong han ché khach

hang va tat ca cac hang ghé déu cung mot gia.

Kiwi c6 mot chién lwgc rat vi dai nhwng mang tén goi xau (Kiwi la tén goi
mot loai chim khong bay dwgc). Néu dong lwc phat trién cia cong ty ban la
s@ hitu méot y twdng kinh doanh trong dau, vay lam cach nao céng ty ban cé
thé kinh doanh thanh c6ng néu bat dau bang mot y twdng sai thay vi y twdng

ban mudén nam bat dwgc (gia ré)?

Thuyc t€, Southwest da dat dwoc mot so thanh cong va duwoc doc gia bao
Conde’ Nast Traveler binh chon la hang hang khong noi dia tot nhat trong
nam 1994. Day ciling la thoi diém Kiwi that thu 16 triéu d6-la trong tong
doanh thu 116 triéu d6-la. Mot nam sau, ban giam doc Kiwi da hat cang
nguwoi dong sang 1ap kiém cha tich, gidam doc diéu hanh Bob Iverson.
Tuwong lai ctia Kiwi dwdng nhw xau hon.

Mot hang hang khong khac ciing 4p dung chién lvge nhw Kiwi nhung c6
ten goi dep hon. Do la hang hang khong ValuJet, hang hang khong gia ré
dwgc thanh 1ap sau Kiwi mot nam song dat mic doanh thu kha 6n dinh.

ValuJet dat ty 1€ 1gi nhuan 25%, cao nhat trong nganh hang khéng noi dia.

Ciing giong nhw Southwest, ValuJet chi stt dung mot loai may bay DC-9-30.
Cha tich hang cho biét: “Nguwoi ta thwong hoi rang chiing t6i dang lo lang

dén van dé gi? Va chuing toi tra 10i: “Ching t6i s¢ rang ching toi sé danh
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mat dinh hwéng tap trung ctia minh hodc di lac hwéng véi chién lwgc kinh

doanh da dé ra”.

Hoat dong kinh doanh ctia nganh hang khong ndi tiéng la rat toi té. Tuy
nhién, diéu nay chi ding néu ban cling st dung nhitng tro Itra gat khach
hang nhw cac cong ty khac thuwong lam. Néu ban cé thé tap trung dugc dinh
hwéng kinh doanh thi bat ky hoat dong kinh doanh nao ciling déu tién trién,
ké ca nganh hang khéng.

Trong nam dau tién di vao hoat dong, ValuJet kiém duwgc 21 triéu do-la
trong thu 134 triéu do-la. Nam tiép theo, tién 1ai va doanh thu tang gap doi.
Co6 phiéu hang nay ciling tang 400% trong lan phat hanh ra cong ching dau

tien.

Su thanh cong ctia Southwest va ValuJet cé thé gtri di mot biec thong diép
sai vé twong lai cua cac hang hang khong mai bat dau hoat dong. Khong
cau ky, chi c6 mot loai, cho ngoi ré va gia vé thap la nhitng diém chinh
trong chién lwgc tap trung phat trién nganh hang khong. Khi cac co hoi san
c6 da dugc tan dung tdi da, cac cong ty mdi bat dau kinh doanh phai tim

kiém nhitng co hoi khac. Co co hdi nao san c6 nita khong?

Hién tai, co hoi san c6 cia nganh hang khong la tap trung kinh doanh dich
vu cung cap cac chuyén bay danh cho nhitng ngwoi di cong tac. Linh vuc
kinh doanh nay khong chi hita hen cung cap nhitng dich vu va thi¢c an tot
hon ma con han ché dwgc phan nao tiéng khoc 16¢ ctia doi twgng khach
hang la tré em ciling nhu tiéng la 6 am 1 caa cac vi khach ¢ d6 tudi vi thanh

nien.

Vi s thoa thuan vé cho ngoi va gia vé dao dong tir loai hang nhat dén loai
hang bét, linh virc hang khong cung cap cac chuyén bay danh cho doi twgng
khach hang di cong tac, lam an c6 thé thu hit dwgc mang thi treong voi
45% lugng khach va 60% doanh thu cua toan nganh hang khong.
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Midwest Express — mot bo phan ctia Kimberly-Clark, la hang hang khong
da thanh cong trong viéc co gang ap dung chién lwgc twong tw nhw
Southwest. Cho ngoi trén may bay Midwest Express khong phan biét loai
hang nhat hay hang bét ma dwogc sap xép thanh tirng cdp. Do do, khong cé
loai cho ngoi & gitta. Moi bira an trén may bay Midwest Express tri gia
muoi do-la trong khi trén cac hang may bay 16n khac chi ¢ mic it hon nam
do-la.

Khong giong nhw nhitng hang mdy bay 16n khac, tir nam 1987, Midwest
Express da bao cao 1gi nhuan hang nam cua cong ty minh. Do dat mtc 1gi
nhuan cao hon so véi 18 hang hang khong khac, Midwest Express dwgc xép
thir nhat vé cung cap dich vu va tao cam giac thoai mai cho khach hang

trong cudc khdo sét y kién ctia nguwoi tieu dung gan day.

Nam 1981, khi ddm nhiém viéc quan 1y hang hang khong thua 16 SAS
Scandinavian Airlines System, Jan Carlzon da lwa chon chién lwgc twong tw
nhu Southwest. Muc tiéu cua 6ng la bién SAS Scandinavi thanh “hang hang
khong tot nhat vé cung cap dich vu cho doi twong khach hang di cong tac
thuong xuyen”.

Dong thai dau tién cta ong la thay thé dich vu cung cap hang nhat trén cac
chuyén bay khip chau Au bang dich vu cung cap chuyén bay phuc vu cho
cac chuyén di cong tac. Sau dé, SAS tuw goi minh la “hang hang khong
chuyén phuc vu cho déi twong khach hang di cong tac”. Cudi nam 1982,
nhitng khodan that thu cia SAS bién thanh lgi nhuan. Chién lwgc kinh doanh
cta Carlzon da that sy thanh cong cho dén khi 6ng quyét dinh mé réng dinh
hwéng tap trung.

Thang 4/1989, SAS da cong bo chién lwgc kinh doanh méi: thay vi tré
thanh mgt hang hang khong, SAS tré thanh “cong ty cung cap dich vu du

lich toan cau”.
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Theo Jan Carlzon: “Xét vé dich vu, sé c6 rat nhiéu han ché trong viéc phat
trién buéng may bay. B&i vay, ching ta phai thém cac dich vu & mat dat”.
Muc dich cua Jan Carlzon la tang gap doi lgi nhuan cia cac hoat dong kinh
doanh khong thudc nganh hang khong, ttr 25% lén t6i 50% vao nam 1991.
bé dat dwgc muc tiéu nay, Carlzon da thng bao mua lai 40% c6 phan cua
Intercontinential Hotel Corp. SAS ciing dwoc két hgp véi Diners Club

Nordic va SAS Service Partner (cong ty du lich 16n nhat ciia Scandinavia).

Ngoai ra, Carlzon cling mua 9,9% Texas Air, 42% ctia LanChile va tham
gia lién doanh vé&i cac hang mdy bay khac. Tuy nhién, sy két hgp nay khong
mang lai bat ky 1gi nhuan nao cho Carlzon. Nam 1990, SAS lam vao tinh
trang ng nan va tiép tuc ng (hon 200 triéu do-la) cho dén khi Carlzon bj bai

nhiém nam 1993.

Vi gidm doc diéu hanh mdi cia hang — Jan Stenberg, da tién hanh loai bé
cac hoat dong kinh doanh khong quan trong va dwa hoat dong cua SAS tap
trung trd lai vao nganh hang khong. Bén nam 1994, SAS mdi thu dugc lgi

nhuan tré lai.

Nhitng nguwoi khac cling ¢6 gang ap dung chién lwgc kinh doanh twong ty
nhuwng déu that bai. Richard Ferris, ciu chi tich cta tap doan UAL tirng két
hop United Airlines, Hilton International, Westin Hotels & Resorts va Hertz
Rent-A-Car thanh mot tap doan du lich c6 quy mo 16n mang tén Allegis.
Tuy nhién, Allegis s6m bi that bai va ban quan ly méi cia cong ty quyét
dinh gitt lai hoat dong kinh doanh hang khong va ban cac hoat dong con lai.

AMR Corp. — cong ty me ciia American Airlines, titng c6 gang ap dung
chién lwgce kinh doanh twong tw bang cach két hgp véi cac doéi tac nhw
Marriott, Hilton Hotels va Budget Rent a Car. Tuy nhién, ké hoach kinh
doanh nay da that bai va lam m¢ dan an twgng vé AMR nhw mot cong ty
hang dau vé cong nghé. Riéng AMR da t6n that 165 triéu do-la.
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Tw nhitng that bai trén, cac cong ty duc riat dugc kinh nghiém gi khéng?
AUA, hang hang khong hang dau cua Australia, d@ mua Touropa (dai 1y du
lich hang dau Australia) nham hoan thién cac loai may bay cia AUA. Tuy
nhién, cd AUA va Touropa sé cé nang luc canh tranh rat kém trong tuwong

lai.

Bat ky cong ty nao, du hoat dong trong linh viyrc 6t6 hay hang khong, c6
gang phuc vu moi doi twgng khach hang vGi cing mot thwong hiéu déu
dang gdp nhiéu kho khan. Sé mat bao nhiéu thoi gian dé American, United,

Delta va cac hang may bay khac c6 thé duc rat dwoc kinh nghiém?

Hién tai, cac hang hang khong 16n déu c6 gang st dung hé thong phan phoi
ti trung tam dén cac don vi c6 quy mo nhé hon dé tao ra tinh doc quyén
khu vurc va cé thé dua ra gia vé cao. Tuy nhién, diéu nay khong bao gio ton
tai. Bat ky hang hang khong nao c6 thi phan 16n va dwa ra gia vé cao déu sé
phai cat gidm gia va sé bi canh tranh bdi cac hang hang khong mot gia va

gia re.

Trong moi trvong day tinh canh tranh, tinh doc quyén khong thé ton tai lau.
Cong ty chi c6 chién lwgc kinh doanh duy nhat la tap trung manh mé.

Tuy nhién, hau hét cac cong ty déu di theo xu huwéng mé rong dong san
pham. Chién lvgc kinh doanh ma Carlzon ap dung déi véi SAS la mot
chién Iwgc dé that bai. Hau nhw moi tap doan 16n déu hiéu ro, sy thanh cong
trong mot linh vure chinh la mét co hoi dé md rong nén tang, gitdp tham
nhap dé dang vao thi treong khac phu hgp vdi san pham hodc dich vu ban
dau ctia minh. Ho hiém khi tim kiém nhitng co hoi mé& réng linh vire kinh
doanh dé chuyén doi nhitng thanh cong ban dau thanh hoat dong kinh

doanh chinh ctia céng ty trong nhiéu thap nién.

SAS da bij thua 16 ndng do cong ty nay tap trung md rong dong san pham.
Tw bai hoc ciia SAS, cac cong ty hang khong khac da tai tap trung hoat
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dong kinh doanh dé tang lgi nhuan.

Federal Express la mot vi du minh chitng cho sttc manh cua viéc tap trung
kinh doanh. Thang 4/1973, Federal Express da c6 may bay va xe tai chuyén
ché buu pham riéng va mot mang lwgi phan phdi vdi trung tdm phan phaéi la
Memphis, Tennessee. Chién lwgc kinh doanh ctia Federal Express la ban
dich vu chat lwgng t6t hon véi gia ré hon, cha yéu théng qua hinh thitc ban
true tiép cho doi twong khach hang thuwdng xuyén. Muc tiéu la danh bai déi
tht Emery Air Freight — mot cong ty 1au nam nhat, quy mo 16n nhat va dat

lgi nhudn cao nhat trong nganh.

Chién Iwgc kinh doanh nay da tao ra ba dong san pham khac nhau: loai “wu
tién 1” (van chuyén qua dém), “wu tién 2” (van chuyén trong hai ngay), “wu
tién 3” (van chuyén trong ba ngay) véi toc do gidm dan. Federal Express c6

san ba loai hinh dich vu nay véi gia thap hon Emery.

Néu khong phai la cong ty dan dau, ban khong thé c6 dugce y twdng kinh
doanh va cting rat khé khan dé c6 thé cung cap dich vu chat lwgng t6t hon
ma gia cé lai ré hon. Trong hai ndm dau, Federal Express da that thu 29

triéu do-la.

Sau d6, Federal Express da tai tap trung cong ty véi chién lwgc mdi, tap
trung vao Priority One (bwu pham wu tién loai 1) dich vu chuyén bwrru pham
qua dém. (S6 luvgng buu pham loai ba gidm xudng va buu pham loai hai
dwgc doi tén thanh “Dich vu hang khong chuan”). Cung lic dé, hang tung
dich vu “Courier Park” ra thi trudng. Pwoc thiét ké nham van chuyén mot
kg tai liéu, Courier Park 1a dich vu van chuyén bwu pham qua dém ly
twong.

Hang cling tai tap trung chién dich quang cdo nham thu hit thém nhan lyc &
vi tri gidm doc diéu hanh so véi vi tri gidm sat vién hay giam doc b phan

van chuyén hang héa tdi cang.
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Federal Express bat dau ban c6 phiéu trén thi trudng chitng khoan vao
thang 4/1978 véi gia 25 do-la/co phiéu. Ba nam sau hai vu chia tach, gia co6
phiéu tang dén 180 do-la. Nam 1980, Igi nhuan cia hang dat hon 50 triéu
do-la.

Federal Express khong chi chuyén tir chién lwge kinh doanh “chat lvgng tot
hon nhwng gia ré hon” sang chién lwgc “qua dém” ma con dé gia ca cao hon
doi tha canh tranh. Nho dé, cong ty vira kiém duge nhiéu tién hon, vira cai
thién duwgc danh tiéng. Néu cong ty ban cung cap loai dich vu khién khach
hang phai tra chi phi cao, c6 thé ho sé nghi dich vu d6 c6 chat lwgng tot
hon.

That may man la nhiéu khach hang duong nhw khong quan tam dén dich vu
van chuyén trong hai ngay va ho nghi rang Federal Express chi cung cap

dich vu gtri buvu pham qua dém.

Trong khi dd, tinh hinh ciia Emery Air Freight tré nén to6i té hon. Vi muc
tiéu cta Federal Express la cung cap dich vu van chuyén cac kién hang
trong lwgng nhe nén budc Emery Air Freight phdi chuyén déi dinh huéng
tap trung sang van chuyén cac géi hang véi trong lwgng nang. Thang
4/1987, trong no lwe bu dap lai nhitng gi da ton that, Emergy Air Freight da
tiéu tén 313 triéu do-la mua Purolator Courier Corp. — mdt cong ty chuyén

cung cap dich vu van chuyén thu tin va tai liéu qua dém.

Viéc mua Purolator 1a mot y twéng rat hay. Tuy nhién, c6 nhitng y twéng rat
kha thi trén gidy to song khi (tng dung thi hoan toan ngugc lai. Emery da
danh mat dinh hwéng tap trung va bat dau gap nhiéu khé khan. Thang
12/1987, John Enery con trai cia nguwdi sang 1ap cong ty da bi hat cang khéi
cong ty.

Thang 4/1989, Emery Air Freight dugc ban cho Consolidated Freightways
v&i gid 489 triéu do-la. Tinh hinh kinh doanh ctia hang ciing khong thé sang
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sua hon. Nam 1990, Emery Worldwide (tén goi m@&i cua Emery Air Freight
sau khi két hop véi CF Air Freight) da tiéu ton hét s6 tién mat cta
Consolidated va that thu gan 100 triéu d6-la mo6i nam. Ban giam doc diéu

hanh cong ty da bi bai nhiém.

Giai phap doi v6i Emery la can phai tap trung. Gidm doc mdi da loai bd
hoat dong kinh doanh thw tin va buwu kién nho chuyén phat qua dém va tap
trung vao chuyén phat buwu pham qua dém nhung vé6i trong lwgng trung
binh va nang khodang 4,5 kg.

Lich stt da lap lai. Diéu dién ra v6i Emery twong tw nhw Federal Express,
chi khac nhau & huéng phat trién kinh doanh cta hai hang. Néu Federal
Express tap trung chuyén phat buu pham véi trong tai nhe thi Emery tap
trung vao buru pham trong lwgng 16n. Hién Emery la cong ty hang dau trén
thi truong van chuyén trong tai trén 31,5 kg (chiém 24% thi phan), theo sau
1a Burlington Air Express vdi 13% thi phan.

Nam 1995, 1gi nhuan ctia Emery la 77 triéu do-la. So vGi muc thu nhap
rong21 cua Federal Express trong nhitng nam 1990 thi thanh qua nay cta
Emery khong toi.

Sau do6, SonicAir do Ray Thurston tré thanh cong ty dan dau vé dich vu
chuyén ché hang héa “trong ngay”. Sau khi chiém linh 40% thi truong
chuyén chd hang héa “trong ngay”, Ray Thurston da ban lai cong ty cho

United Parcel Service vdi gia 65 triéu do-la.
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9. THU HEP PHAM VI KINH
DOANH

Dé c6 mot y twdng kinh doanh, ban khong nhat thiét phai sang tao ra mot
diéu gi d6 m&i mé ma doi khi chi can thu hep pham vi kinh doanh cta
doanh nghiép.

Rao can I6n nhit ngan céan sy phat trién ctia doanh nghiép chinh la quan
diém: cong ty muén thanh cong thi phai chiém linh dwgc toan b thi truong.
Viéc c6 gang vuon tdi cac khach hang méi, ngoai tam ctia doanh nghiép sé
ton kém hon rat nhiéu so vdi viéc co gang tim dwgc mot s6 lwgng khach
hang nhat dinh.

Cau hoi “Tai sao cong ty ching ta lai c6 thé 16n manh hon du ching ta
khong hé co6 gang tim cach thu hit cac khach hang m6i?” rat chinh dang.
Chting ta c6 thé dé dang nhan thay hoat dong kinh doanh sé phat trién ra
sao cling nhw ching ta c6 thé gianh dwgc nhitng 1gi nhuan gi tir viéc ma@
rong thi treong, nhung sé rat khé dé nhin thay cac 1gi ich do thu hep thi
treong kinh doanh dem lai.

Dé danh gia sy wu viét caa viéc thu hep dinh hwéng tap trung so véi viéc
mé& rong hon, trede hét, ban nén biét rang sé 1a vo ich khi c6 gang chiém
linh toan bo thi treong. Thuc té, néu viéc cd gang tiép can vai tat ca cac loai
khach hang ma dem lai két qua thi viéc Iva chon khach hang muc tiéu sé

chang con can thiét.

Trong thé gidi canh tranh hién tai, kh6ng mot thuwong hiéu, mét cong ty hay
mot tap doan nao c6 thé gianh duwgc 100% thi phan cta thi trrdng ma minh
dang tham gia. Khong phai nhitng chinh sach wu dai chéng déc quyén cta
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chinh pht ma chinh la sy néng nady cua khach hang khi mua sam da khién

nén kinh té thoat khoi tinh trang doc quyén tir trong tritng nuwéc.

C6 hai loai khach hang véi nhitng khac biét vé nhu cau hang héa. Mot s6
muon mua nhitng loai hang héa duwgc s6 dong st dung, trong khi s6 khac
mong muon duwgce st dung nhitng loai hang hdéa khac biét so v&i moi nguoi.
D6 khong phai la van dé tinh cach, ma la nhu cau mua sam ctia moi ngudi

do6i vai moi loai hang héa cling khac nhau.

Gia str toi 1a nam gidi, co thé toi sé dé rau vi mudn cd bé ngoai khac véi
nhitng nguwdi dan 6ng “may rau nhan nhui”. Nhuwng t6i lai cling mu6n uéng
Coca-Cola vi c6 rat nhiéu ngwoi dung san pham nay. Nhu cau mua sam cuia
t0i c6 thé thay doi tt viec mudén mua loai sdn pham nay dé mong muon
duwgc khac biét so vGi ngudi khac sang mua san pham kia dé muon dugc
hoa dong.

That may la cang ngay con ngwdi cang c6 nhu cau mong mudn duwgc giong
hon la khac biét véi nguoi khac. D6 chinh 1a 1y do tai sao nhan hiéu san
pham cang pho bién, cac bo phim cang dugc nhiéu nguwdi wa thich, cac vé
kich cang noi tiéng thi sé cang c6 kha nang chiém dwgc nhiéu thi phan hon
(va nguagc lai).

Tuy vay, khong phai moi thit Iic nao cling dién ra nhw vay. Néu nhu tiéu chi
hang dau trong viéc mua sam hang hoa la chét lwgng thi sdn pham c6 chat
lwong cao hon sé c6 mitc tiéu thu 16n hon. Nhung néu tiéu chi mua sam
khong phai la chat lwgng thi ltic do sé 1a mong muodn khang dinh sy khac
biét. Lyra chon gitta chat lwvgng va tinh khac biét ctia san pham la diéu ngwoi

tiéu dung phai quyét dinh trong viéc mua sam hang ngay.

Hai nhu cau mua sam nay hoan toan khac nhau. Nguoi tiéu dung mong
muon su khac biét vi ho muon khang dinh vi thé ctia minh. Cam giac giong
da s6 khién ho cam thady mat phwong huwéng. Cho nén, du cé danh gia ding
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san pham thi ho van khong chon lia cac nhan hiéu hang dau. Néi cach
khac, chat lwgng cua san pham khong phai la tiéu chi hang dau ma chi la
mot yéu cau trong thi hiéu tiéu dung ctia ho ma thoi. Chinh nhitng yéu t6 vé
tam ly mua hang nay khién doanh nghiép khong thé chiém linh hoan toan

mot thi truong nao do.

Cac cong ty dan dau trén thi trrong luén mudn thu hit nhitng khach hang
c6 nhu cau mua sam gidéng nhau véi cung loai nhan hiéu san pham va
khong hé thich thu nhitng khach hang cé nhitng nhu cau khac biét véi moi
ngwoi. Cho nén, mot nhan hiéu hay mot cong ty, mot tap doan khong thé
thu hut dugc tat cd moi ngwoi tré thanh khach hang ctia minh.

Trung thanh hay chdng d6i? Theo chi nghia dan tdc hay noi loan? La ngudi
ty vé hay la ngudi thach thiec? Theo thé ché dan cha hay cdng hoa? Dung
Coca-Cola hay Pepsi-Cola? Cudc doi la sy hoan doi vi tri gitra hai mat do6i
1ap ctia moi tinh huéng. Trong moi thé ché chinh tri cling nhw trong kinh
doanh, da s6 phai vugt qua dugc thiéu s6 dé gianh uy thé.

Vi tong thong ndi tiéng nhat cia My — Franklin D. Roosevelt — nguoi da
gianh dugc chién thang vang doi trong dgt tranh c nam 1936, ciling chi
gianh dugc 61% so6 phiéu bau so vdi doi thu ctia 6ng & BDang Cong hoa nhan
dwgc 37% phiéu bau, 2% phiéu bau con lai thudc vé nam dang chinh tri
khéc. Pén ca vi tong thong M¥ duy nhat c6 thé dac ctt bon nhiém ky ciling
chi gianh dugc 61% phiéu bau, thi ching ta hy vong gi vao viéc dat dugc tr
80-90% thi phan cua thi treong? Khong c6 bat ky hy vong nao. Diéu chiing
ta c6 thé lam la hay chuan bi san sang tir b6 mot phan thi treong va doi mat
v6i thuce té. Loai hinh kinh doanh chi 1a géc nho cta hoat dong kinh doanh.
Si khac biét duy nhat la goc do cong ty dan dau nam gitt thi 1én hon nhitng

goc con lai.
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Van dé ¢ day la ban mu6n nam gii* géc nao? Goc hang hoa chat lwgng cao,
goc hang hoa gia ca phai chang, goc nhu cau vé do an toan hay goc cé nhu

cau veé di lai, géc cung cap hang tan nha hay goc cung cap do an mang ve.

Nhin chung, khong cé nhan hiéu, cong ty hay tdp doan nao cé thé chiém
linh 100% thi phan trong m4t méi trudng day tinh canh tranh. Ban can phai
chadp nhan thuec té 1a don gian hdéa cang nhiéu cang tot trong qua trinh tim
kiém y twdng kinh doanh. Ban sé khéng con bi &m anh véi suy nghi “dirng

bo qua du chi mot goc nho cua thi treong”.

Biét tir bo cling la diéu thiét yéu trong chién lwge kinh doanh cta doanh
nghiép. Néu khong biét tir bd, sé khong thé c6 muc tiéu chién lvge. Néu
khong biét tir bo, cong ty sé trd nén yéu kém. Cac cong ty lau doi khong
muon ti* bo bat ky mot bé phan nao cua thi treong ban 1é: tir hé thong ban
hang v&i gia ré danh cho khach hang binh dan dén viéc s hitu mot chudi
cac ctta hang chuyén ban cac mat hang cao cap vdi nhitng tén tudi nhw The
Gap, Toys “R” Us, The Limited, Victoria’s Secret va mot so6 ctra hang khac.

Cho nén, cang ngay ho cang tré nén suy yéu.

Hang may tinh IBM da khong chiu tir bo bat ky mang nao trong linh vure
kinh doanh mdy tinh, va ho da tré thanh miéng moi béo bé cho cac nha
cung cap may tinh ca nhan (Compagq, Packard Bell, Gateway, Dell... )hay
cac chuyén gia vé may tram (Sun, HewlettPackard, Silicon Graphics...) va

vé phan mém (Microsoft, Oracle, Novel, Lotus...).

Vi ban khong thé thu hit duwgc 100% khach hang nén ban can biét tir bé.
biéu d6 khong c6 nghia la ban phai tir bo tit ca moi thit, ma don gian do
chinh la cach dé ban x4c dinh vi thé ctia minh. Thong thuwong, cach khang
dinh t6t nhat la hay dé ngwoi khac khang dinh ban than ban.

Winston Churchill dwgc biét dén nhw thé nao? Ong 1a vi tha twéng Anh néi
tiéng, ké thu kho doi phé nhat ctia trum phat xit Hitler. Ngwoi dan Anh yéu
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quy ong vi nhitng chinh sach ngoai giao nhung ho lai khong hé quan tam
dén cac chinh sach do6i ndi ctia 6ng. Biét hy sinh 1a mot nguyén tac rat quan
trong trong chinh tri. Néu ban khang dinh vi thé cia ban than va tan cong
quyét liét vao cac doi thu thi cac ct tri sé biét ban la ai va dai dién cho dang
phai nao. Con néu ban c6 gang gianh dugc sy ung ho ti moi phia thi ho sé
nghi ban la ké ba phai, khong c6 1ap truong ro rang va ban sé khong nhan
dwgc phiéu bau nao hét.

Néu lam chinh tri, ban phdi biét dutt khodt tir bé nhirng Id phiéu chdc chan
minh khong thé gianh duwgc. Biéu dé mdi chitng té ban la mét lanh dao kién
dinh va manh mé. Trong kinh doanh, ban ciing cdn phdi hoc tdp diéu nay.
Bat ky ltic nao ban ciing cé6 thé phdi doi mdt vdi doi thi canh tranh. Khéng
co doi thii canh tranh, ban khong thé xdc lap duwoc vi thé trén thuong
truong.

Khi Emery budc vao hoat dong trong Iinh vuc thu tin va tai liéu, ho khong
hé c6 doi tha cling nhw chwa ¢6 vi tri gi trén thi treong. Lic dé, ho chi co
gang ton tai trén mot thi treong dang bi thao ting béi hai cong ty 16n 1a
Federal Express (chuyén phat nhanh) va United Parcel Service (dich vu
dong goi). Khi tap trung vao loai hinh déng goéi hang héa trén 31,5 kg,
Emery tré thanh doi tht khong may dé chiu cua FedEx. Tai sao hang phai
hop tac vdi FedEx trong khi chuyén mon ctia ho 1a dong géi hang hoa khoi
lwgng nho con hang lai la chuyén gia dong goéi cac hang hoa trong tai 16n?

Va cudc chién gitta sy chuyén mon héa va sy tong hop bat dau.

Phan 16n moi ngwoi thich lam viéc véi cac cong ty chuyén doanh hon la cac
nha cung cdp tong hgp. Néu ban cé nhu cau mua giay, ban sé tim dén cac
bach hoa giay chi khong phai bach héa tong hgp. Khi muén mua kem danh
rang ban sé dén hiéu thudc chitr khong phai siéu thi thwe pham. D6 1a thoi

quen mua sam thong thwdng ctia ngwoi tiéu dung.
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Nhung cadch mua sam ctia ngwoi tiéu dung khong phai lic nao ciing nhat
quan. Doi khi ngudi tiéu dung lai mudn mua hang tai ctra hang bach héa va
mua kem danh rang tai siéu thi. Sy thuan tién la mot tiéu chi duwgc khach
hang xem xét. Ho san sang mua v@i gia cao hon dé tranh viéc phai lya chon
nhiéu, ton thoi gian. Sy phat trién ctia hé thong bach héa 7-Eleven va cac
bach héa khac da minh chitng cho diéu dé.

Tai sao nhiéu ctra hang ban xang lai két hgp ban ca do an & 16i ra? Vi ho
muon tao sy thuan tién cho khach hang. Nhung, cung vdi viéc mo thém
dich vu ban do6 an thi dong thoi ho ciing bi mat di dich vu thay dau. Nguyén
nhan cling vi st chuyén mén hoéa. Dich vu thay dau da tach khoi cac tram
cung cap xang va cac nha cung cap 6to. Thay dau trd thanh mot loai hinh
kinh doanh riéng biét. Cong ty Jiffy Lube khong chi tach dich vu thay dau
ra khéi cac tram ban xang ciling nhu cac nha cung cap xe ma chinh ban than
khach hang cling da lam diéu d6 (hon mot nira s6 ngwoi cé 0td thwong tu
thay dau xe). Cung vdi st gia tang cta cac ho gia dinh hai thanh vién, hai
nguon thu nhap va viéc giam stt sé lwgng cac gara 6t6 cling nhu cac tram
xang c6 nhan vién dugc dao tao vé may moc thi twong lai cta loai hinh kinh
doanh thay dau cho xe 6t6 c6 vé rat c6 trién vong. Cho du ban goi dé la su
phan doan thi trudng hay sy chuyén mon hoa thi dé chinh la thyc té ciaa
hoat dong kinh doanh ngay nay. Cac nganh kinh doanh khong thé két hop
v6i nhau. Ching dwoc phan chia riéng ré véi co cau lanh dao va nhan vién

riéng bieét.

Dbau la tién ich cua viéc chuyén mon héa hoat dong thay dau cho xe 6t6? D6
chinh la viéc cung cap dich vu nhanh. Jiffy Lube, cong ty nam giir phan 16n
thi tredng nay da nam bat y twdng trén rat tot.

Nhitng doanh nghiép thao ting phan 16n thi tredng doi khi nghi ho c6 thé
ngan chdn xu thé phan doan nay. Nam 1992, nhan thdy nhitng t6n that do
mat di loai hinh kinh doanh thay dau cho xe 6t6, hang Ford da tuyén bo y
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dinh m& 2.000 trung tdm thay dau nhanh cho xe cia hang ciing nhw cho nha

cung cap tau bién Lincoln-Mercury.

Dich vu cho thué xe 6t6 la mot vi du. Hertz la cong ty ditng dau vé loai hinh
nay, nhung cong ty nao dirng thit hai? Avis chang? Hoan toan sai. Cong ty
ding thit hai la Enterprise Rent-A-Car. Nam 1994, doanh thu cua Hertz dat
2,1 ty do-la, Enterprise dat 1,85 ty do-la va Avis dat 1,7 ty do-la.

Doi xe cua Enterprise ciing 16n hon ctia Hertz, 230 nghin chiéc so vGi 215
nghin. Enterprise cling c6 nhiéu diém cho thué hon ctia Hertz, 2.000 diém
so vGi 1.175 diém. Tai sao Enterprise lai c6 1gi nhudn cao hon Avis va c6 so
dau xe nhiéu hon Hertz? D6 chinh la vi sy chuyén mon héa. Hoat dong kinh
doanh chinh cta Enterprise la bao hanh va thay thé phu tung. Hon 2/3
doanh thu ma Enterprise thu dugc la twr thi truong hang khong khong 16 va

cung cap dich vu cho thué xe.

Tap trung vao kinh doanh bdo hanh va thay thé phu ting cho phép
Enterprise han ché viéc quang céo trén truyén hinh va lam viéc trén cac
tuyén duwong danh cho van chuyén hang héa. Cong ty sé chiu trach nhiém
vé nhan vién bao hanh va thg lap rap — nhitng ngudi sé hwéng dan cac
tuyén duwong di cho khach hang. Cong ty ciing duy tri quan hé chat ché véi
cac ctta hang 6t6, xwdéng ché tao 6td va gara 6t6. Giam doc diéu hanh Andy
Taylor néi dua: Mot trong nhitng phwong phap ban hang hiéu qua nhat la

y»

‘banh ran’”. Thay vi st dung cac san bay dat tién, cac vi tri ¢ trung tam
thanh pho giong nhw Avis va Hertz, Enterprise hoat dong tai mat tién cac
ctra hang va cac diém ban hang véi gia ca vira phai. Thay vi mua 6t6 sau
thang mot lan hodc hon, Enterprise giit 6t6 trong vong 18 thang trudc khi
ban chung di.

Nh¢ ap dung nhitng chinh sach tiét kiém trén, chi phi ma Enterprise phdi bo

ra thap hon 30% so vGi cac doi thu canh tranh. Trong su6t 20 nam qua,
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cong ty van luon thu dugc 1gi nhudn. Pay chinh la sitc manh cua tap trung.

Khi nhin vao doanh thu ctia Enterprise, ban sé thay thi treong bao hanh va
thay thé phu tung chiém khoang 2/3 doanh thu, con lai la thi trudng truyén
thong. Vay co hoi nam & dau?

Enterprise thao ting phan 16n thi treong bao hanh va thay thé phu ting 6to,
nhung chi chiém ma6t phan khiém tén trong thi trudng truyén thong. Néu
Enterprise cé thé nhan déi thi phan trong thi tredng truyén thong, cong ty

nay cé thé con 16n hon céa Hertz,.

Theo phan tich toan hoc thi diéu nay ding. Song néu dwa vao 1ap luan logic
thi chira han vay. Néu Enterprise chuyén doi tir loai hinh kinh doanh dé
dang la bao hanh, thay thé phu ting sang loai hinh kinh doanh truyén thong
nhung phitc tap hon, tdng doanh thu cia cong ty c6 thé bi anh hwdng.

Thong qua viéc phan tich ky lvdng hoat dong kinh doanh trén thi treong
truyén thong ctia Enterprise, ban sé nhan thay n6 ciing c6 moi lién hé mat
thiét véi hoat dong kinh doanh trong linh virc bao hanh va thay thé phu
tung. Cé rat nhiéu cach dé Iinh vyc kinh doanh nay c6 thé tac dong dén linh
vire khac.

biéu nay khong phai chi trén 1y thuyét. Dé kinh doanh tot hon, cac cong ty
thwong co gang mé rong thi treong. Chinh lic do, ho mat di tinh tap trung
vao cac dinh huéng kinh doanh va cudi cung mat luon thi phan von c6 cia
minh. Tinh hinh nay khong xdy ra dot ngdt ma c6 xu huéng tu tu.

Nham phuc vu cho thi tredng réng 16n hon, cac cong ty khong con quan
tam dén sd thich cta d6i twgng khach hang thuwong xuyén. Thong thuong,
khach hang sé mat mot khodng thoi gian twong doi dé nhan ra diéu do.
bong thoi, cac cong ty cling sé mat mot khodng thoi gian twong doi dé phat
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trién cac mat hang canh tranh “tap trung” hodc loai bo doi twgng khach

hang quan trong.

LDDS Communications — mot cong ty dien thoai dwong dai 16n 1a vi du
khac vé tinh tdp trung cao. Sau khi c6 dugc 44 cong ty trong vong nam
nam, LDDS c6 doanh thu 3,2 ty do-la.

Tuy nhién, khong giong AT&T, MCI va Sprint, doanh thu ttr dich vu cho
thué nha ¢ ctia LDDS chi dat khoang 5%. Hau hét hoat dong kinh doanh
ctia LDDS la hgp tac kinh doanh v&i cac doanh nghiép.

Thanh cong ciia LDDS khong chi nho phan doan thi trtong ma con nho kha
nang biéu dat bang 10i n6i doan thi trrong d6. Néu ban khong thé biéu dat
theo cach dé hiéu doi véi khach hang hién tai va khach hang tiém nang thi
chac chan ban khong thé ditng vitng dugc véi phan doan thi tredng cta
minh.

Thuat ngit “kinh doanh” (business) c6 sttc manh rat 16n khi dwge LDDS st
dung. Mot cht doanh nghiép cé thé danh gia gia tri cia mot hang van tai
dwong dai bang cach dinh huéng tap trung. M6t cong ty co6 thé hita hen
nhiéu diéu veé gia, dich vu, cac khoan chiét khau phu hgp véi khach hang la
doi tac kinh doanh chit khong phai ngwoi tiéu dung thong thuwdong.

Mat khac, néu ung ho viéc hop nhat cac hoat dong kinh doanh, cong ty dé
khong thé coi nhitng hoat dong kinh doanh da dwgc hgp nhat 1a mot phan
doan cua thi trwong. Loi ich cua khach hang tir mot phan doan thi truong
nhw thé nam & dau? Néu khong c6 1gi nhuan sé khong ton tai mét phan

doan thi treong nao ca.

Tuy nhién, néu ban biéu dat dwgc mot trang thai tiéu dung, ban c6 thé tao ra
mot thi trrong c6 tiém lwc manh mé. Gia st ban dang ban mot san pham &

khu vie Trung Pong, thong qua biéu dat san pham cua ban bang cum tw
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“Niém ty hao cua Trung Bong,” ban c6 thé tao ra mot s lién hé mang tinh

khu vie danh cho san pham.

Thu hep dinh huéng tap trung va phat trién manh ¢ mot thi tredng nao dé la
bién phép tot hon nhiéu so véi viéc mé rong dinh hwéng tap trung va trd
nén yéu kém & moi thi treong. Ciing khong khon ngoan khi tiéu thu RC
Cola ¢ 53 nudc trén thé gidi. Viéc lam nay cé thé thu 1gi trdc mat nhung
nhitng khoan chi phi danh cho thdi gian quén 1y va cac nguon luc chac chan
sé khién ban phdi suy nghi.

Mot thi trrong khac chitng kién sitc manh cua tap trung la linh viee kinh
doanh may tinh ca nhan. Truwéc hét, tat ca cac may tinh ca nhan déu thudc
loai may tinh “gia dinh” véi cac thwong hiéu hang dau la Apple, Radio
Shack va Commodore Pet. Day la cac thuwong hiéu c6 lvgng khach hang 16n
va am hiéu vé cac ho gia dinh. Nhung thi trwuong da thay déi. Cac nha quan
1y mua may tinh ca nhan vé dung tai nha nhwng lai mang chiing dén cong

ty. Diéu nay thwong vi pham cac chinh sach chung.

Nam 1981, khi tung ra thi treong loai may tinh ca nhan, IBM da thu hep
dugc dinh huéng kinh doanh cia minh. May tinh cua IBM chi danh cho
“van phong” trong khi cac cong ty khac trén thi treong lai mo rong dinh
hudng tap trung sang thi truong ho gia dinh va doanh nghiép. Pay la mot
thanh cong 16n ctia IBM. Nam 1983, IBM da tré thanh thuwong hiéu s6 mot,
chiém 21% thi phan.

Budc tiép theo cia IBM la gi? Hang cho ra doi chiéc PCjr danh cho thi
treong ho gia dinh nhung sau dé, loai may tinh nay da khong thé phat trién
duoc.

Tat nhién, mot cong ty 16n nhw IBM luon cé dinh hwdng tap trung rong:
kinh doanh moi sdn pham ti* may tinh trung tam t&i cdc phan mém. Sém

hay mudn thi muc tiéu nay ciing sé anh hwdng xdu tdi cong ty, dac biét la
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linh viec may tinh ca nhan. Tuy nhién, khéng mot cong ty nao lai bi thua 16
chi béi ho c6 dinh hwéng tap trung rong. D€ bi thua 16, cong ty ban phai

ném mui canh tranh tir cac doi tha c6 dinh hwdng tap trung hep.

Hay xem xét truong hgp cia Compaq. Pay la cong ty chi tap trung san xuat
may tinh ca nhan van phong, khong san xuat may tram, phan mém hay may
tinh ca nhan gia dinh. Ban dau, Compaq da c6 gang tré thanh mot
Mercedes-Benz thit hai bang cach ban sdn pham & thi trudng chét lwgng

Cao.

Mot chién Iwge kinh doanh nhw vay c6 thé sé rat hiéu qua trén ly thuyét,
song thuyre té€ khong khach hang nao muon tra thém tién dé mua mot chiéc
may tinh chat lwgng cao hon. Yéu t6 16i thdi la nguyén nhan dan dén tinh
trang nay. Mot chiéc 6t6 co thé chay trén duong vai chuc nam, tham chi 1au
hon, nhwng tudi doi mot chiéc may tinh c6 1é sé khong qua ba nam truéc
khi bi thay thé b&i mot chi€c mday tinh khac wu viét hon. Tai sao ching ta
phai 1ang phi tién cta vao nhitng thit dat tién?

Ngay sau khi Compaq giam gia may tinh, hoat dong kinh doanh ctia IBM
cling gidm sut. Trong hai nam, thi trwuong may tinh ca nhan cia Compaq da
tang vot tr 5% lén 14%. Sy phat trién nay da dua Compaq tré thanh thuwong

hiéu dan dau.

Vay trong thoi diém nay (nam 1996), ai la nha san xudt may tinh ca nhan
16n nhat ? Cau tra 10i la Packard Bell. Packard Bell da ap dung tai cac van
phong twong tw nhitng gi Compaq da lam tai cac ho gia dinh. Bang cach tap
trung vao cac san pham danh riéng cho thi trudng mdy tinh ca nhan gia
dinh, Packard Bell da thong tri trén thi truong theo cach riéng ma ca IBM
va Compaq déu khong thé cé dugc trén thi treong may tinh van phong.
Hang chiém linh gan nhw 50% thi tredng may tinh gia dinh.
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Néu dwogc kinh doanh khén ngoan thi mot dinh hwéng tap trung hep cé thé
tao ra mot thuong hiéu rat manh trén thi tredng. Vi ban khong phai lam hai
long tat ca khach hang, nén ban khéng phai quan tdm dén moi yéu té nhw

kiéu dang, bao bi, gia ca va phan phoi.

Packard Bell da dong hop cac loai may tinh san xuat danh riéng cho ho gia
dinh cua cong ty. Cong ty cling di tién phong trong viéc ban may tinh ca
nhan di kém bd loa va 6 CD-ROM, gitp nguoi st dung c6 thé chay cac
chwong trinh da phuwong tién. Chiing dwgc cai san phan mém va chwong

trinh diéu khién c6 phim bam nhay.

Madc du nguoi st dung may tinh da gat bo loai chip Pentium vi n6 c6 xu
huéng gay ra cac 16i toan hoc, nhung Packard Bell van tiép tuc san xuat loai
chip nay. Khodang mot ntta lwvgng may tinh ban ra cua cong ty la loai may

tinh Pentium.

Packard Bell da dat dugc thi phan cao ngat nguwong nhung vdi danh tiéng
khong may naéi troi vé do tin cay va chat lwgng dich vu. Trong cudc khéo
sat tién hanh v&i 96 nghin doc gia cua tap chi PC World, cac san pham cua
cong ty nay bi xép loai do tin cay “trung binh” va nam trong s6 nhitng san
pham cé dich vu khach hang “té nhat” trong s6 42 nhan hiéu. Nhung cling
that may man cho Packard Bell, thi trivong chinh cia ho van la nhitng khach
hang thong thwong, khong phdi la nhitng chuyén gia may tinh.

Paychex da ap dung diéu ma Packard Bell lam vé&i nhitng chi€c may tinh
vao qua trinh xt ly bang lwong. Khi cong ty xw ly dit lieu tw dong — ADP
cua Roseland, New Jersey, mo ra nganh kinh doanh nay va cé anh hudng
16n, vGi doanh thu hang nam 1én t6i hon hai ty do-la, thi lic d6 Paychex cua
Rochester, New York m&i hoat dong.

Tuy vay, toc do tang tredng cta Paychex trong 10 nam qua (1986-1996) dat
trung binh 20%/nam, gan gap hai lan ty 1€ tang tredng ctia doi tht canh
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tranh ADP. Trong khi ADP hau nhu hwéng t6i cac tap doan 16n thi Paychex

lai tap trung vao cac cong ty nho.

Tiém nang cho hoat dong kinh doanh cta Paychex van rat 16n. 98% cta 10
triéu doanh nghiép & My c6 dwdi 200 nghin lao dong. Pay la thi truong ma
Paychex nham t6i. Hién tai, doanh thu hang nam ctia cong ty nay la 224

triéu do-la trong do6 thu nhap rong chiém 12,5%.

binh hwéng tap trung trong cac doanh nghiép phat trién cham ciing nhw
trong cac doanh nghiép phat trién nhanh déu gidng qua trinh x ly bang
lvong. Hay 14y cong ty san xuat 16p xe lam vi du. Cac céng ty san xuat 16p
xe kiéu cfii tin rang ban phai ban véi gia 16 cho cac cong ty 6t6 thong qua
cac ctra hang kinh doanh 16p xe dé c6 thé xay dung doanh nghiép md&i lam

an co lai.

Do khong phai la truong hgp cua Cooper Tire & Rubber. Copper da khong
canh tranh trén thi tredng phu tung truyén thong nhung doanh so va lgi
nhudn ctia cong ty van tang lién tuc. Trong 10 nam (1986-1996), doanh s6
tang 150% va thu nhap rong — theo phan tram doanh s6 — da tang hon gap
doi.

Nhitng gi ban nhan thay trong vi du vé cac cong ty san xudt 16p xe la dién
hinh trong rat nhiéu nganh kinh doanh. Chi c6 mot hodc hai cong ty hang
dau san xudt tron bd san pham nhu Goodyear va Michelin nhung cé vo s6
cong ty chuyén san xuat mét san pham nhuw Cooper. Va xen gitta la cac

cong ty co lgi nhuan khong cao nhu Bridgestone hay Firestone.

Dbiéu ma mot cong ty hang trung phai lam la tap trung vao mot phan dia thi
treong nhat dinh. Nhuwng nhitng gi thudc vé truyén thong von kho thay doi.
Khi da tré thanh nha san xuat tron bo san pham, céng ty hau nhw rat khé

thay doi cung cach quan ly dé tré thanh nha san xuat chi mot mat hang.
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“Van dé & day la gi? Co6 phai do chinh la viéc tir bd mot phan cta hoat dong
kinh doanh ?”.

bruing vay! Bi quyét ctia thanh cong trong kinh doanh bat nguoén twr viéc biét
hy sinh. Céac cong ty md&i thanh 18p thwong nhanh chéng nam bat dugc bi
quyét nay nhung khi da dat dwgc thanh cong tir san pham tron bo, “su tap
trung vao mot mat hang” ctia ho dwong nhu c6 xu hwéng tut lui.

Co l¢e day la van dé vé ban nga. Trong khi cac nha quan ly hién nay thuwong
phan ddi cat giam doanh s6 thi cac nha quén ly thé hé mdi thuong khuyén

khich diéu do6, néu can thiét.

“Tron bo san pham” c6 thé 1a m6t “sy dung thuat ngit sai”. Diéu kién can
cho thanh cong la sy tap trung vao mét san pham, diéu doi khi cé thé dat
dwgc nhd séan xuat “tron bo sdn pham”, nhung can phai hy sinh cac Iinh vy
khac. Phan phoi hang héa la mét linh viee nhw vay.

Hai cong ty chiém thi phan dang ké trong thi treong may tinh ca nhan (moi
cong ty khodng 5% thi phan) la Gateway 2.000 va Dell. Ca hai cing san
xudt san pham tron bo nhung da biét tir bé kiéu phan phéi ban 1é va lyc
lrgng ban hang trye ti€p. Muc tiéu cia ho la tiép thi true tiép va trén thuye té
ho déu dat 1gi nhuan véi kénh phan phoi don.

Dell 1a cong ty dau tién tap trung ti€p thi may tinh tryc ti€p. Dell st dung
nhitng nguwdi ban hang huwéng hoa hong dé dat hang qua duwong day dién
thoai mién phi cia cong ty 24 gid moi ngay. Nho xda bo viéc tang gia ban
1é, Dell c6 thé ban may tinh & gia chi bang 40% gia ban mot chi€éc may tinh
IBM. Tuy nhién, doanh s6 ban hang giam.

Dell da pham mét s6 sai lam khién cong ty mat tap trung vao cac hoat dong
kinh doanh. Nam 1988, Dell tang cwong luc lwgng nhan vién ban hang dé
phuc vu so lwgng khach hang 16n hon. Nam 1990, Dell bwéc vao thi treong
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ban 1é bang viéc cho phép Soft Warehouse Superstores (bay gio la
CompUSA) ban may tinh ca nhan v6i cac don dat hang qua thu.

Mot nam sau, Dell tién hanh mot thuong vu véi Staples — mot hé thong cira
hang cung cap thiét bi van phong. Nam 1993, Dell bat dau ban may tinh
thdng qua cac ctra hang ban 1é ctia Best Buy. Nam 1994, Dell bat ngd thay

doi ké hoach khi tuyén bo khong tiéu thu san pham tai cac ctra hang ban 1é.

Trong khi Dell con ludng Iy vé chién lwgc phan phai thi Gateway van gitt
nguyén muc tiéu ban hang thong qua mang luwGi dién thoai va da dat doanh

so ngang bang Dell — trén hai ty d6-la mo6i nam.

biéu gi xdy ra khi cac cong ty 16n nhw IBM, Compaq, Apple va Digital
Equipment ban hang qua dién thoai? Khong cé nhiéu cong ty nhu thé.
Khong thuong hiéu nobi tiéng nao trén kénh ban 1€ lai thanh cong bang cach
ti€p thi tryc tiép. Hién Gateway va Dell chiém 47% hoat dong kinh doanh
dat hang qua thu va khi hoat dong kinh doanh da phat trién 6n dinh, nhitng

cong ty nay sé co6 nhiéu kha nang tang thi phan.

binh hudng kinh doanh cé thé khéi dau ¢ bat ky dau (vi du nhw dat hang
qua thw), n6 nhanh chéng tré thanh dong lwc cho chinh hoat dong kinh
doanh. Do dat hang qua thw la phwong phap mua hang ma nhiéu khach hang
c6 hiéu biét thuwong lwa chon nén Gateway va Dell c6 thé tap trung no luc

vao san xuat cac loai mdy tinh chat lvgng cao.

Hon nita, ho c6 thé tao ra cac don dat hang thay vi chat dong cac hang hoa
ton kho c6 thé chang bao gio tiéu thu dwoc (Dell dé hang ton kho 35 ngay
so vOi 110 ngay cua Compaq).

Trén thyce té, nhitng gi thuwong duwoc coi nhw bat 1gi doi v6i mot cong ty
(mot kénh phan phoi don) lai chinh 1a dinh hwéng tap trung cta nhitng cong
ty nay va nguyén do dan dén thanh cong cta ho. Néu khong c6 nhitng dinh
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hwéng manh mé, cé vé nhu ca Dell va Gateway déu theo bwéc ctia hang
tram cong ty may tinh ca nhan tirng xudt hién roi bién mat trén thi treong ké
tw nam 1975.

Mot cong ty khac tap trung vao linh viee phan phéi la Amway. Coéng ty nay
da da dang héa cac sdn pham mot cach kho tin, gom noi that, hanh ly, hé
thong am thanh noi, dong ho, bach khoa toan thw, thiét bi ho trg tang cwong
strc khoe va lam dep ciing nhu cac sdn pham cham séc gia dinh. Viéc m&
rong qua mirc nay la con dwong dan dén tham hoa trir duy nhat mot diém:
Amway c0 dinh huéng tap trung manh mé. Cong ty trd thanh nha tién
phong trong hinh thitc “ti€p thi da cap” ma ching ta biét dén ngay nay.

Amway ban san pham théng qua hon hai triéu dai dién doc lap (con goi la
cac nha phan phoi) tai gan 60 qudc gia trén thé gidi. Cac nha phan phoi
kiém hoa hong khong chi dwa trén doanh so cta riéng ho ma con dya vao

doanh s6 cta nhitng nha phan phoi cdp duéi ho.

MGt thanh cong trong phan phdi khac 1a Snap-on Incoporated (trwdc day la
Snap-on Tools). Nam 1919, Joe Johnson da phat minh ra loai tay cam co 1é
va 0 cam c6 thé thay thé lan nhau. Nhuwng phai nho hai nguwdi ban hang la

Stanton Palmer va Newton Tarble, cng ty mé&i noi tiéng.

Hai nguwdi ban hang nay da phat trién hoat dong kinh doanh phan phéi ctia
Snap-on Tools tai noi ¢ ctia cac khach hang. Nam 1921, Palmer va Tarble
da tra tién cho nhitng ngwoi tng ho y twdng ban dau cta Johnson va sau do

cong ty bat dau xay dung hé thong phan phoi duy nhat ctia minh.

Ngay nay, hon nam nghin ctra hang va dai ly d6c quyén ctia Snap-on Tools
dwgc dat trén cac tuyén dwong cao toc & My v6i nhitng chiéc xe tdi cuc 16n
thuong xuyén di lai chuyén chd dung cu thiét bi. Doanh s6 ctia Snap-on

vurgt qua 1 ty do-la moéi nam.
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That nue cuwoi la nhitng cong ty thanh cong trén thi truong thuong hudng
lgi nhiéu tir viéc tai tap trung hon la cac cong ty khong thanh cong. Cong ty
thanh cong cé thé bé 16 nhitng co hoi 16n trong khi cac cong ty khong thanh
cong co thé bi dat vao tinh thé khong con hy vong khi ma viéc thay déi cach
t0 chitc cling khong mang lai ich lgi.

Hay thtr xem xét truong hgp hai ngwoi thg mo. Mot ngudi dao bén ria mot
mach mé chinh va kiém séng rat tot. Ngwoi kia dao ¢ khu viee nghéo nan
khoang san va tré nén khanh kiét. Vay ai dwgc hwdng 1gi nhiéu nhat tir mot
ké hoach tai tap trung?

Tat nhién do la nguwdi thg mé thanh cong. Chi vi mot chit tap trung no luc
khoan tham do, anh ta c6 thé tim thady mach mé chinh va co hoi may man sé

tGi. Trong khi ngudi thg mo kém may man kia hoan toan v6 vong.

Moi chuyén ciing dién ra nhw vay véi rat nhiéu cong ty. Khi dang trén da
thanh cong ho thay tit ca nhitng viéc minh lam déu ding va khong can ai
giup d&. Nhung khi thét bai, ho chi biét kéu trdi va hoan toan that vong.

Tap trung sé thic ddy mot cong ty phat trién 1én dén dinh cao hon bat ky

hoat dong don 1é nao khac. Nhung diéu nay khong dé dang. Sy cam do &

cho, ban khong muén thay doi gi khi moi thit dang hoat dong dé roi lai co
gang thay doi khi nhitng tht 4y da ngirng hoat dong.

Nhitng gi nguoi quan ly can lam la tim kiém mét linh vye tot va tap trung
toan b no lyc cong ty phat trién hoat dong duy nhat do.

Hay xem xét truong hop hang séan xudt bia Widmer Brewing ctia thanh pho
Portland, bang Oregon. Hang dang phat trién manh v§i toc do tang truéng
50-60%/nam, doanh sé tang vot, san pham dwgc nhiéu ngwoi chi y. Vay,

cong ty con mong muon gi khac?
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D6 chinh la dinh huéng tap trung. Widmer séan xuat tam loai bia khac nhau
theo kiéu Pirc cung véi loai bia goc tir ba lda mach. Nhung 70% doanh s6
ctia Widmer lai tir loai bia sdn xuat ttr Ida mi c6 tén goi “America’s Original
Hefeweizen”. Widmer Hefeweizen la mot co s& dat tai Portland, san xudt
loai bia c6 mau vang, duc va hvong vi lan toa. Khi dugc cho them mot lat
chanh, Hefeweizen c6 mau sac khac, hwong vi khac va tré thanh mot loai

bia khac. Do chinh la ria cia mach moé chinh ma chung ta noi tGi.

Budce di hgp logic tiép theo cia Widmer la bo di bay loai bia kia cling nhw
loai bia goc va tap trung vao bia Hefeweizen, sau do6 gigi thiéu nhitng thung

bia Hefeweizen nay ra toan thé gidi.

N6i cach khac, kinh doanh theo dinh hwéng rong tai thi tredng nho ho trg
kinh doanh theo dinh hwéng hep trén thi truong 16n. Cac quan bar, nha hang
va siéu thi tai My khong thé chita hét mot so lwgng 16n cac loai bia kiéu
Dirc nhu vay, nhung c6 1€ van c6 cho cho mot loai bia doc dao khac biét

duy nhat l1a “bia ltia mi”.

Mac du vay, Widmer khong c6 vé sé thue hién diéu d6. Nhitng gi thic day
Widmer la nhitng gi thiic day hau hét cac cong ty cia My. D6 la tang
tredng trede khi dinh huwéng, c6 dugc quy mo trwde khi cé 1gi nhuan, da

dang hoa san pham tride khi tap trung vao mot mat hang duy nhat.

Nhung quy mo khong phai luc nao cling di doi véi thanh cong hay lgi
nhuan. “Cong ty” 16n nhat tai My vé mat s6 lwgng nhan vién la U.S Postal
Service (Dich vu Buu chinh Lién bang) véi khoang 700 nghin nhan vién.
Muoi nam trede (1986), Postal Service da dat doanh thu 368 ty do-la nhung

van 16 hon nam ty do-la.

Tuy vay, mot quy mo 16n c6 vé thu hit tri twédng tirgng cia nhiéu giam doc
diéu hanh & khap noi. W. Michael Blumenthal — ciu Bo treéng Bo Tai
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chinh Anh, tirng lanh dao Burroughs — mot cong ty may tinh tri gia nam ty
do6-la. Nhung mot cong ty nhu thé chwa da 16n manh.

Blumenthal néi: “Trong bat ky linh virc nao khac, Burroughs dugc coi nhw
mot ‘nguwdi khong 16°. Nhung doi vai loai may tinh trung tdm, chiing ta chi
la mé6t chid thé non so véi mét con voi 16n”. Chinh vi thé, 6ng da luon khao

khat c6 dugc cong ty Sperry.

Sau nhitng y kién bac bé ban dau, hai cong ty da hgp nhat vao thang
6/1986. Mot thoi gian ngan sau, cong ty mdi ra doi véi tén goi Unisys.

Unisys la vi du khé rd vé cong thitc toan hoc hgp nhat theo kiéu “mdot cong
mot bang mot nitra”. Chin nam trwdc khi hgp nhat, Burroughs c6 tong doanh
s0 29,5 ty do-la va tong thu nhap rong 1,9 ty do-la. Chin nam sau khi hgp
nhat, Unisys dat doanh s6 72,9 ty d6-la. BPay qua la con s6 khong t6i.
Nhung tong thu nhap rong cta cong ty trong giai doan nay da am 494 triéu
do-la. That la t6i té. Chinh diéu nay da dat Unisys vao cung tinh canh véi

Postal Service.

Nhitng gi xay dén vai International Harvester cling twong tw nhu truong
hop cua Unisys. Cach day 40 nam (1956), International Havester la cong ty
cong nghiép ding thit 22 nuwédc My, trede Caterpillar (thit 75) va Deere &
Co. (thtr 104).

International Harvester kinh doanh ba loai mdt hang chinh: xe tai, may nong
nghiép va thiét bi xay dung. Trong khi do, cac doi thu caa no6 tap trung
chuyén mon hoa hon: Caterpillar tap trung vao xay dung, Deere tap trung
vao thiét bi nong nghiép. Cac céng ty nay da vuot 1én trén International
Harvester (tén hién gio la Navistar). Caterpillar dat doanh sé 14 ty do-la va
Deere dat chin ty do-la, trong khi Navistar chi khiém ton & con s6 nam ty
do-la. Nam nam qua, Navistar da thua 16 579 triéu d6-la trong khi cac cong

ty nay lai thu dwgc 1gi nhuan rat cao.
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Tiép theo la trrong hgp cia Tyson Foods, hang san xudt thit ga 16n nhat
nwdc My v6i 18% thi phan. Theo vi chu tich Don Tyson, khodng mot nita
s0 khach hang muon mét nha cung cap duy nhét cho céc loai thy'c pham
giau protein nhu thit ga, thit bo, thit lgn, ca, ga tay.

Nam 1992, Tyson tra 243 triéu d6-la mua Arctic Alaska, cong ty danh bat
hai san 16n nhat nwéc My. Hai nam sau, Tyson da xo6a s6 214 triéu do-la cé
dwgc do sy tin nhiém cta khach hang lién quan dén viéc mua lai ctia cong
ty. Cac chuyén gia hai sén cho rang day la mot thdm hoa. Bén canh dé,
Tyson ciling c6 tao ra mat thi tredng thit lgn véi 100 triéu d6-la dau tw nuodi
lon va co sé ché bién thit lon.

Tuy vay, 3/4 doanh s0 va tat ca cac khodan lai khac cua Tyson chu yéu la nho
kinh doanh thit ga. Tyson la cong ty rat manh trong linh vic nay, cung cap
70% lwong thit ga cia My xuat khau sang Nhat cling nhw cung cap loai ga
McNuggets cho McDonald’s va Rotisserie Gold cho KFC.

Cung cap cac san pham dac biét ché bién tir thit ga chinh la tiém nang 16n
khi cac doanh nghiép d6 an nhanh My tién ra thi truong thé gidi. Nhitng
nam qua, tong lgi nhuan cta Tyson dat trung binh 19%, gan gap doi mirc
trung binh ctia nganh. Tai sao lai khong tap trung vao thit ga? D6 la chién
lwge “trong tdm ctia mon an” hap dan dugce ban giam doc danh gia rat cao
nhung lai khong phai la chién lwge khon ngoan trong cac trai nu6i ga.
Khach hang thuong néi rang ho muoén mua moi hang héa tir cing mot nha

cung cap duy nhat.

Nhwng, khong hiéu vi ly do gi diéu nay da khong thue hién duge. Hay hoi
IBM tai sao khach hang khéng dwoc théda man tat ca nhitng yéu cau cho
chiéc may tinh cia ho v&i may tinh Big Blue. C6 thé khach hang rat khé

giai thich tai sao.
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Thuye t€, khi cac khach hang trién vong n6éi muén mua moi thi tit mot nha
cung cap duy nhat, ho thwong néi thém rang: “Tat ca nhitng hang hoa nay

déu chi nhw nhau ma thoi”.

Nhung hang héa khong bao gid giong nhau. Néu ban tré thanh nha cung
cap tron bg san pham thi ban sé khong con la nha san xudt chuyén biét mot
san pham nita. Ban khong con la mét “chuyén gia” trong linh virc cia minh,
va khi d6 ban mat di phan 16n sttc manh.

Hién nay, Tyson la “vua” thi truong cung cap thit ga, la cong ty hang dau
dwgc cong nhan vé chat lwgng, gia ca, dich vu va nhitng cai tién. Nhung sé
khong sang suot néu Tyson tré thanh mot nha cung cap “trong tam ctia mén
an” véi da dang cac mat hang. Ho sé nhw moi nha cung cdp thyc pham giau

dam khac khong may tiéng tam.

Thu hep dinh hwéng tap trung cling c6 cai gia cua né. Khi Jorma Ollila dam
nhiém vi tri giam doc diéu hanh ctia Nokia nam 1992, cong ty nay da san
xuat moi thi¥, tir cdc 6ng dén hinh t6i 10p xe tai va ké ca gidy vé sinh. Cong
ty cling tirng chiu thua 16 140 ty d6-la moi nam.

Ollila ban ha gia cac san pham gidy vé sinh va cac san pham khac, dong
thoi tap trung vao dién thoai di dong. Hién nay (1996), Nokia ditng thit hai
thé gigi vé dién thoai di dong (sau Motorola) va la cong ty dan dau thi
treong di dong chau Au. Twong lai c6 vé twoi sang cho cong ty von bi coi 1a
“ngudi cham chap” caa Phan Lan trwdc day.

Tham chi, ngay ca nganh bao hiém ciling dang bat dau tim thay anh sang.
To New York Times cho biét: “Nhitng nguwoi khong 16 vé bao hiém khong
con moi thit bao hiém moi thit cho tit cd moi nguwdi nita.” Walter Fitzgibbon
— tredng nhom tinh todn bao hiém ctia cong ty bao hiém Aetna, cho biét:

“Co thoi diém ching t6i da mudn thao ra tat ca cac loai hgp dong bao hiém
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& 50 bang trén toan nwéc My. Nhung hién nay chiing t6i khéng mudn tiép

tuc lam viéc nay”.

Dé tap trung vao bao hiém sitc khoe va nhan tho, méi day Aetna tuyén bd
ban lai hoat dong kinh doanh bao hiém tai san va ng nan cho tap doan

Travellers vGi gia 4 ty do-la.

Twong tw, hoat dong kinh doanh bdo hiém ctia nhiéu cong ty khac ciling rat
thanh cong nho viéc thu hep dinh hudng tap trung. Vi du: A.L. Williams
trong kinh doanh bao hiém cé thdi han, SunAmerica trong bao hiém theo

nam va Progressive trong bao hiém phuwong tién.

Céac giam doc diéu hanh & nhitng nganh kinh doanh khac cling da cdm nhan
duwoc sitc manh cua sy chuyén mon hoa. Bernard Taylor (tirng lanh dao
nguoi khong 16 dugc pham toan cau, Glaxo PLC) da tham gia 1anh dao
Medeva PL.C — mot hang dwgc pham nho ctia Anh chi méi hoat dong dwgc
bon nam. Taylor nhan thay co hoi tao dung va phat trién cong ty thong qua
viéc mua thudc va vac-xin ma cac cong ty 16n hon khong con muén kinh
doanh do doanh s6 quéa thdp. Nhung Taylor tap trung mua cac san pham
chita tri m&t vai can bénh nhe, dac biét la cac bénh lién quan dén phoi nhw
bénh ctim, hen suyén. Ong giai thich: “Nh¢ viéc chi dit dinh huéng vao
mot vai linh vyre chita tri nén nhan vién ban hang ciia Medeva c6 thé tap
trung vao cac bac si chita tri nhitng can bénh nay va hg thuvong thanh cong

hon nhitng nguwdi ban hang cung cap qua nhiéu loai thuéc cho khach hang”.

Chién Ivgc nay dwoc thye hién va doanh s6 cia Medeva nam 1994 tang
khoang 30% so v6i mitc 400 ty d6-la nam 1993, va thu nhap trwdc thué la
90 triéu do-la. Bernard Taylor cho biét: “T6i coi Medeva la phuwong thitc
méi dé xay dung mot cong ty duwge pham”.

Strc manh trong kinh doanh khéng bdt nguon tir sdn phdm hay chinh céng
ty ban ma tir vi thé ctia ban trong suy nghi moi nguoi. Mot cong ty chuyén
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sdn xudt mot mdt hang hay mot cong ty cé dinh huéng kinh doanh ré rang
vé mot san phdam sé dat duoc vi tri vitng manh hon nhitng céng ty khéng

chuyeén sau mot loai hang hoa.

Salick Health Care la cong ty tap trung vao bénh ung thv vdi cac trung tam
tri bénh ung thu hoat dong 24/24 gio tai cac bénh vién. Nho do, bénh nhan
c6 thé duoc diéu tri thuan tién nhat, ké ca vao buodi toi hodc cudi tuan.
Doanh s0 cua cong ty da tang nhanh chong, dat 132 triéu do-la vao nam
1994, v6i thu nhap rong la 10 triéu do-la.

Quantum Health Resources tap trung vao chitng bénh mau kh6 dong. Trong
nam nam, doanh s6 cong ty da tang ti bon triéu do-la 1én hon 200 triéu do-
la v@i thu nhap rong trung binh chiém khoing 8% doanh sé.

Tham chi cac bénh vién cling dang chuyén mon héa. Cach day muoi nam
(1986), mot bénh vién cong dong tai St. Francis & Roslyn, New York quyét
dinh phat trién thanh “bénh vién tim.” Két qua rat dang chu y. Cha tich
bénh vién, Patrick Scollard, cho biét: “Hién nay, 75% c6ng viéc cta ching
t0i c6 lién quan dén tim mach. Nam ngodi, ty 1€ st dung giwong bénh chinh

thirc caa bénh vién chuing t6i la 114%”.

Cach dé khong xa, bénh vién St. Charles tai Port Jefferson, New York lai
tap trung vao cong tac phuc héi. Chu tich hdi dong quén tri bénh vién —
Barry Zenman, cho biét: “Chuing t6i da nhan thay bién phap cham s6c cé
quan ly sé xuat hién tai New York va diéu nay c6 thé lam giam so giwong
phau thudt cac bénh ly chung”. Hién nay, St. Charles c6 chirong trinh phuc
hoi sttc khde 16n nhat & Long Island.

Nganh gido duc cling nén ap dung chién lwgc nhw vay. Cung vdi van dé

cham soc sic khoe, giao duc la mot trong nhitng hoat dong kinh doanh 16n
nhat tai My. Mot so it truong dai hoc cao dang My da ap dung tinh chuyén
biét hda, trong dé dang lwu y 1a Trwong Juiliard chuyén vé am nhac, trudong
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thiét ké ddao Rhode chuyén vé thiét ké, Vién Cong nghé thoi trang FIT
chuyén veé thoi trang va Tredng Babson chuyén vé quan ly doanh nghiép.
Du khong cha dich nhwng mot s6 trwong van dugce coi la trwong chuyén vé
mot linh viee nao dé, vi du Pai hoc Johns Hopkins chuyén vé y khoa (29%
sinh vién nam thit nhat c¢6 y dinh chuyén vé m6t nganh hoc truéce khi thi

vao cac trueong).

Ciing khong chu dich nhwng mét s6 treong dao tao sau dai hoc noi tiéng thé
gigi vé chuyén nganh, nhw tredng Wharton chuyén nganh tai chinh va
Kellogg chuyén nganh marketing.

Tuy nhién, t6t nhat 1a moi treong nén can nhac than trong vé viéc tap trung
vao mot linh vire dao tao nao do va cd gang dé dat dugc danh tiéng trén
toan thé gidi vé linh vic dao tao ctia minh. Thanh cong ngoan muc cta
INSEAD (Hoc vién chau Au vé Quan tri Kinh doanh) tai Fontainebleau,

Phap 1a mét vi du dién hinh vé viéc chuyén sau mdt nganh dao tao.

La mot trvong dao tao sau dai hoc hoat dong duwgc 35 nam, tap trung dao
tao cac nha quan ly toan cau, INSEAD that sy c6 danh tiéng. Truwong da tré
thanh noi hau hét nha tuyén dung ctia cac tap doan quoc té nham tgi. Moi
nam, c6 gan 200 nha tuyén dung t&i tham treong va dé nghi mic lwong
khai diém trung binh 75 nghin do-la.

Trewong quan ly quéc té AGSIM & Glendale, Arizona (M¥) cling dang tap
trung vao cung mot linh virec dao tao nhw INSEAD. Viéc truong nay dat
mutc doanh thu tang 900% trong nam nam dwoc biét dén nhw mot “hién
twong” cua nudc My.

Tuy vay, c6 rét it co sé gido duc tai My chuyén sau vao mot nganh hoc nhat
dinh. Hau nhw hon hai nghin treong dai hoc (hé 4 nam) cua My la cac
treong da nganh. Tinh t&i nay (1996), ho da thu lgi nhuan tir viec mo rong

déu dan thi treong cho cac dich vu gido duc.
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Nhung van c6 mot han ché. Khi ty 1€ hoc sinh trung hoc theo hoc tiép & bac
dai hoc hay cao dang giam xuéng, su canh tranh giita cac trrong sé gay gat
hon. Nhitng gi ban cé kha nang nhin thay chinh la sy chuyén déi sang hinh
thitc chuyeén biét trong giao duc. Pay chinh xac la nhitng gi da xdy ra trong
thi truong hang hoa va dich vu.

Linh vic luat phap cting dang chuyén doi theo hwéng nay. Truwdc day, mot
cong ty luat c6 thé phai gidi quyét moi vu kién. Ngay nay, trit khi phdi hoat
dong trong cac cong dong nho, cac cong ty luat néi chung déu tap trung, chi
chuyén giai quyét cac vu tai nan, pha san, kinh doanh, t6i pham, nghé
nghiép, hon nhan, an ninh xa hoi, thué hay mot trong s6 nhitng chuyén

nganh luat phap khac.

Lic nao ciling vay, sttc manh cua luat phap nam trong tay nhitng cong ty
luat chuyén veé linh virc nao dé chit khong phai nhitng cong ty luat giai
quyét nhitng vu kién chung chung. Khi mot cong ty luat chuyén sau c6 gang

md& rong linh vire hoat dong, cong ty do dang tu chuoc 14y rac roi.

Skadden, Arps, Slate, Meagher & Flom la cong ty luat hang dau trong thoi
ky phat trién manh nhitng nam 1980. V&i sy lanh dao ctia c¢6 déng cao cap
Joseph Flom, cong ty luat nay da tham gia vu mua lai c6 phan 16n nhat va
dang chu y nhat cta thap nién. Mitc thu nhap kha thi cling vo cung 16n. Lgi

nhuan cho moéi c6 dong trong thoi diém nay dat tGi 1,2 triéu do-la/nam.

Flom cho biét 6ng luoén “muon dau tw tién dé trd thanh mot cong ty da dich
vu. C6 thé t6i dién, nhung dé la gidc mo cda t6i”. D€ theo dudi wdc mo nay,
Skadden Arps da chuyén sang 15 thanh ph6é m@i va hon 12 linh virc hoat
dong 16n. Trong bén nam, cong ty da m& chin van phong tai nwdc ngoai. S6
luat su cling tang tir 526 nguwoi nam 1985 len mot nghin ngwdi nam 1990.

Khi da phat trién vé quy mo, 1gi nhuan ctia cong ty lai gidm xudng: tir 1,2

triéu do-la cho méi c6 dong nam 1989 gidm xudng chi con 690 nghin d6-la
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cho moi c6 dong nam 1993.

Thiét hai 16n nhat cho Skadden Arps chinh la viéc suy gidam hoat dong kinh
doanh cua cac cong ty sap nhap. Gitra thap nien 1980, Skadden c6 khoang
500 luat su va khodng 35% cong ty sap nhap. Bau nhitng nam 1990, cong
ty da tang so lwgng luat sw 1én gap doi. Cau héi dat ra la: Ty 1é doanh
nghiép hop nhat l1a bao nhiéu dé cong ty md rong quy mo hoat dong?

Cau tra 10i 1a khoang 20 - 22%. Day la bai toan vé tinh tap trung. Khi m@
rong cong ty dé thu htt thi truong 16n hon, ban thwdng mat dinh huwéng (va
doanh s6) do6i vGi hoat dong kinh doanh chinh ctia cong ty. Hai miéng téo
cong mot miéng cam thuwong bang hai miéng hoa qua chit khong phai ba.
Thiét hai ctia cac c6 dong tai Skadden Arps cling khong thé x6a bo nho
thanh cong cta cudc tranh chap kéo dai tir 1au véi Wachtell Lipton Rosen &
Katz. Bang viéc kién tri giit vitng muc tiéu vao cac cong ty sap nhap va duy
tri quy m6 cong ty nhé (103 luat s trén hai thanh ph6), Wachtell da git
dwgc lgi nhudn & mitc cao. Tai Skadden Arps, 1gi nhudan mot nam ctia moi
c6 dong la 690 nghin do-la, thi & Wachel la 1,35 triéu do-la.

Nhitng gi xay ra trén Phoé Wall ciing dang dién ra twong tv & Hollywood.
Dién vién dién lai vai dién ctia minh nhiéu lan thwdng tré thanh mot ngoi
sao 1é6n. Néu BMW la xe c6 dong co t6t nhat thi John Wayne la chang cao
boi anh hung nhat, Marilyn Monroe la biéu twgng sex noi tiéng nhat cta
thoi dai, con Clint Eastwood sé la biéu twgng vé st manh mé va lanh ling

nhat.

Thyc chat, cac ngoi sao 16n ctia Hollywood ciing chinh 1a nhitng nguoi
chuyén vao mét dang vai dién. Viéc ho dién lai vai dién ctia chinh minh
khién c6ng viéc cta ho don gian hon va gitip ho kiém duwgc nhitng khoan

tién kéch xu. Nhw dién vién Sara Taylor tirng néi vGi con gai Elizabeth:
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“Cac nit dién vién thi chét doi trong khi cac ngoi sao dién anh lai c6 moi

’,

thi”.

Humphrey Bogart luon dién vai cia Humphrey Bogart. Katharine Hepburn
dién vai cta Katharine Hepburn. Ditto Cary Grant, Fred Astaire va hau nhw
moi siéu sao cda thoi dai tredc déu nhw vay. Su tap trung vao mot kiéu vai
dién dwa ho 1én dén dinh cao va cling chinh diéu nay giip ho ditng vitng

trén vi tri 4y.

Thé hé cac siéu sao dién anh tiép theo in dau cac dién vién nhw Wayne,
Monroe, Bogart, Hepburn, Astaire va Grant. Ho dang trd thanh nhitng ngoi
sao 16n vi dién vai dién cua riéng minh. Sylvester Stallone va Arnold
Schwarzenegger la nhitng ngudi dan 6ng manh mé nhat. Bruce Willis la

chang trai thong minh nhat. Julia Robert 1a nguwdi dan ba dep nhat.

Vay diéu gi sé xay ra khi mot dién vién chuyén dong vai bac dai trvgng phu

lai chuyén sang vai phan dién?

Ban da xem Schwarzenegger trong bo phim Junior? Hay Stallone trong bo
phim hai Stop! or My Mom Will Shoot? Céac b phim nay rat it thanh cong.

Nhw mdt phat thanh vién da néi trong mot talk show: “T6i khong mudn
xem phim ctia Sylvester Stallone néu trén tay anh ta khong phai 1a mot khau
AK-47.”

Tai Hollywood, chang han nhw & hang Corporate America, ngudi ta co y
“tranh tap trung” vao cac dac diém von c6 cta dién vién. Viéc nay nham mé&
rong pham vi vai dién cua dién vién, md rong linh vire dién xuat va tranh
viéc dién vién bi dién cing m4t dang vai dién. Vi vay Mel Gibson dién vai

Hamlet.

bay la nhitng gi Arnold Rifkin cia hang William Morris Agency néi vé

dién vién Bruce Willis: “Tin xau la anh ta da bi phan vao ding mé6t dang vai
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dién, anh ta da bi gan vao ding nhitng vai dién dy va nhitng ngwdi biét nhin
xa trong rong cua nganh dién anh khong muodn gi hon ngoai viéc giit anh ta
& do vi tri d6”. Vi vay, Willis da mac mot bo quan 4o con tho va dién trong

bod phim North, b6 phim da thu vé dugc 7,2 triéu do-la.

Theo Rifkin, Willis dang dwoc giao cho thyc hién mot s6 bd phim nhw vay
nham ma& rong linh vire dién xuat, tranh viéc phan vai cta dién vién luon

theo kiéu mot chang trai thong minh, manh mé.

Trong rat nhiéu khia canh khéc ctia cudc séng, viéc xay dung va c6 mot
dinh huwéng tap trung c6 thé trd thanh dong Iiyc manh mé dan dén thanh
cong. Trong chinh tri, Ronald Reagan tré thanh “nha truyén dat tw twéng vi
dai”. Trong thé thao, Babe Ruth la “vua cta nhitng cti danh” con Peter Rose
tr@ thanh “vua ra don”. Trong am nhac, Mel Torme dugc coi la “man swong
diu dang”. Trong kinh doanh, Tom Peters c6 dwgc “si xuat sac”, Michael
Hammer c6 duwoc “suy ap dung khoa hoc cong nghé” con Michael Porter dat
dwgc “tinh canh tranh” trong khi Philip Crosby lai dwgc biét dén vi yéu td
“chat lvgng”. Joel Stern c6 dugc “gia tri kinh té gia tang”, con Joel Barker
dat dugc “su chuyén doi mo hinh kinh doanh”. Trong nhitng giam doc diéu
hanh cta cac cong ty, Al Dunlap — ciu tong giam doc diéu hanh ctia Scott

Paper, 1a mot “chuyén gia lat nguwgc tinh thé”.

Dinh huéng kinh doanh chinh la nghé thuat cua viéc chon lya k¥ lwdng
dong san pham va tir d6 no lyc dé tré thanh chuyén nghiép. D6 hoan toan
khong phai 1a mot cai bay can tranh ma la mot muc tiéu can dat dén. Dung
dé nhitng 101 binh luan thiéu suy xét 1am ban gidam di quyét tam thyc hién

muc tiéu nay.

Néu ban 1a mot ngo6i sao Hollywood, mot chuyén gia Phd Wall hay mot
giam doc cong ty, rat kho dé bién ban tré thanh con ngwdi c6 tinh cach don
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gian. Tai sao ban lai mu6n ty lam minh lo lang véi tinh cach da chiéu nhw

vay?

Khoéng c6 gi gitp ban thanh cong trong cudc séng... hay trong kinh
doanh... bang mot dinh hwéng tap trung dwgc xac dinh ro rang va dugc lya

chon can than.
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10. PUONG DPAU VOI SU THAY
POl

S&ém hay muon thi moi chién lwgc kinh doanh ctia cac cong ty cling bi suy
yéu dan do nhitng thay déi vé cong nghé, xa hoi va xu huéng kinh doanh.
Nghé thuat quan tri chinh la lwvong tredc nhitng thay doi va sap dat mot
twong lai mdi cho cong ty.

Dbiéu nay khong phai la vi 1gi ich ctia chinh nhitng sy thay d6i. Hau nhw moi
cong ty 1én gap kho khan déu bi quy cho la khong du nhanh nhay dé thay
doi (IBM, Digital Equipment va Sears la nhitng vi du dién hinh vé van dé
nay). Sai lam cua cac cong ty nay khong phai & toc do thay doi ma la xu
huwéng thay déi. Ho thay doi qua nhanh ma khong du thoi gian suy nghi can
than vé phwong huwéng thay doi.

Co rat nhiéu cdu chuyén vé cdc cong ty bi danh bai do chéng lai su’ thay
do6i. Hién nhién, m¢t céng ty phdi diéu chinh chién lwgc dé tan dung nhitng
thay doi dién ra. Cé ndm cdch co bdn dé thuc hién diéu nay, dé la: (1) dat
mot chan trong ca hai linh vuc; (2) ddt ca hai chan trong linh viec maéi; (3)
ddt ca hai chan trong linh vuc cti; (4) ddt ca hai chan trong linh vi'c moi

vOi tén goi mai; (5) hai linh vuc riéng biét, hai tén goi riéng biet.

Sy thay doi cong nghé thuong dat mot cong ty vao tinh thé tién thodai lwdng
nan. Ban chong lai sy thay déi hay chap nhan né?

Vay cach nao trong nam céch trén it hiéu qua nhat dé phan tng truwéc sy

thay doi? (Ggi y: day ciing la cach pho bién nhat).

DAT MOT CHAN TRONG CA HAI LINH VUC

https://thuviensach.vn



Dbay la cach pho bién nhat nhung lai it hiéu qua nhat dé phan ng véi thay
doi. Pay ciling la cach lva chon sang sudt khi dwong dau véi thay doi.
“Chung ta sé chi dua ra cong nghé ky thuat m@i cung mat hang hién co cua

minh va dé cho khach hang quyét dinh.”

Cac nha quan ly cao cap thuwong can nhac tinh da dang hoac lwa chon nham
phuc vu lgi ich cho nguoi tieu dung. Hon nita, da tw 1au, tam ly chung cta
cac nha quan 1y 1a Iya chon cac san pham tron bo. Nam 1960, trong tap chi
Harvard Business Review c6 mot bai viét rat an twgng la “Tiép thi mat hang
Myopia”. Trong bai viét nay, tac gia Theodore Levitt da giai thich hung hon

tinh hop ly an sau chién lwge “dat mot chan trong ca hai linh viee.”

“Nhu cau van tai hang hoa va ché khach tang 1én khién nganh duwong sat
khong ngirng phat trién. Nhung hién nay, nganh duong sat dang gap nhiéu
kho khan. Nguyén nhan khong phai do nganh bi cac phwong tién van tai
khac (vi du nhw 6t0, xe tdi, may bay, tham chi dién thoai...) 1an a4t ma do
chinh ban than nganh dwong sat da khong thé duy tri dugce khach hang ctia
minh. Ho dé cho khach hang tach biét khéi linh vie kinh doanh ctia minh.
Ho da xac dinh dwong 16i phat trién hwéng tdi nganh duwdng sat ndi riéng
chit khong phai nganh van tai néi chung. D6 la sw xac dinh sai lam vé hoat
dong kinh doanh”.

Gia st New York Central Rail Road — céng ty van tai dwong sat 16n nhat
trong nhitng nam 1930 dong thoi la doanh nghiép c6 gia co6 phiéu cao nhat
trén thi trrong chitng khoan, da doi pho vdi viéc thay doi bang viéc ma&
NewYork Central Airline, trung tam hang khong New York.

Nganh duong sat da thu duwgc két qua gi khi cung cap hai dich vu duong sat
va hang khong? Du lwa chon phat trién theo hwéng nao, nganh dwong sat
cling phai phuc vu lgi ich cho khach hang chit khong phai cho chinh minh.
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Rat dé thdy, két qua cudi cung cuia viéc cung cap dich vu vé duong sat va
hang khong la nganh duong sat da khong thé tap trung dwgc hoat dong kinh
doanh cua minh. Tuy nhién, két qua dé khong dién xay ra ngay lap tirc.
Nhitng khach hang tiém nang ctia cong ty cho rang “New York Central Rail
Road la mot cong ty 16n. Béi vay, viéc phat trién dich vu hang khong 1a
quyét dinh ding dan”. Tuy nhién, diéu nay chi ding trong thoi gian ngan.

Vé 1au dai, khach hang tiém nang ctia cong ty sé chuyén dan moi quan tam
sang cong ty chuyén vé mot linh vie vi ho nghi rang New York Central
Airline sé nam r6 veé dich vu hang khéng hon cong ty dudng sat. Do vay,
qua trinh chuyén doi da bat dau: Tt nganh dwdong sat chuyén sang nganh
hang khong, nghia 1a tt* New York Central Rail Road chuyén sang New
York Central Airline.

Ciing c6 mot sy thay doi khac trong tam 1y cua khach hang. Khi khach hang
nhan thay su thay doéi vé khoa hoc va cong nghé, ho sé cam thiy an toan
hon néu thay déi cong ty hay thay doi thuwong hiéu ma treée day ho rat quan

tam.

Khi thu nhap ctia cac gia dinh tang dang ké va ho muon c6 mot ngbi nha
16n hon, ho hiém khi mua hoac xay nha & khu viec gan ké ma thwong

chuyén dén khu “xa hoa” hon.

Néu ho sé& hitu mot chiéc Chevrolet, sé rat hiém khi ho ban né dé mua mot
chiéc Chevrolet dat hon ma ho sé chuyén sang Oldsmobile, Buick hodc mot

thwong hiéu nao dé cao cap hon.

Néu khach hang ty cam két sé thay doi thi cam két dé sé duwogc thé hién
tredc hét & chinh sy thay doi vé cong ty ma khach hang do thwong xuyén
mua hang. Diéu nay dac biét ding khi cong ty c6 su thay doi vé cong nghé
hodc tinh hinh kinh té thay doi.
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Khach hang kh6ng mu6én mua may tinh tir mot cong ty kinh doanh may
photocopy. Ho cling khong mu6n mua mot chiéc may anh ky thuat so tu
cong ty nhiép dnh hay mua mot chi€c dong ho dat tién tir mot cong ty ban

dong ho ré tién.

Bi kich & day la viéc nhiéu cong ty van c6 gang niu giir gitta qua khit va
twong lai. Ho thuong chi gianh duwogc thanh cong trong qua khit hoac trong
twong lai. D6 khong phai 1a do san pham ma chinh la do nhéan thitc cta ho.
Ho tin rang van dé nam & khau phat trién san pham hodc cung cap cac dich
vu cao cap vi phwong cham cuia ho 1a ddm béao chat lwgng. Tuy nhién, véi
suy nghi nhw vay, ho chi c6 thé that sy gianh dwgc chién thang vé chat
lvgng san pham chit khéng thé gianh chién thang trong tam ly chung cta

khach hang vé san pham dé.

Khi linh virc may tinh trai qua nhiéu sy chuyén do6i bat ngd, Xerox van la
cong ty chuyén vé may photocopy c6 quy mo 16n. Bai vay, cong ty da c6
gang xam nhap vao hoat dong kinh doanh mdy tinh nhung dwéi tén goi cta
cong ty photocopy. Sau khi tiéu t6n hang chuc triéu dé-la, cong ty da khon
ngoan rut khai linh vyc kinh doanh may photocopy. Pay la mot dong thai
kha quan doi v6i Xerox trir phi cong ty nay du diing caAm dé st dung tén goi
m&i cho cac san phdm mady tinh ctia minh (ndm trong chién lwgc s6 5: hai
linh vyc kinh doanh tach biét vGi hai tén goi tach biét). Chi trong vai thang,
Xerox da gidi thiéu loai may tinh ca nhan truéce ca IBM. Dang 1€ day sé la
mot 1gi thé quan trong cho Xerox nhwng trén thire té nguwoi tiéu dung van
chi biét dén Xerox nhw mot cong ty vé may photocopy. Liéu mot cong ty vé

may photocopy biét gi vé may tinh?

Eastman Kodak la cong ty chup anh I6n tuy nhién, thi treong dang chuyén
dan sang cac thiét bi dién t. Trudc day, thi tredng cha yéu danh cho doi
twong chup anh nghiép dv hodc nhitng nha lam phim tai liéu v&i loai phim
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chup anh chuyén dong 8-16 mm. Ngay nay, cac loai may quay phim da
chiém linh thi truong.

Thong thwong, cac chwong trinh truyén hinh van trinh chiéu cac thwéc phim
dwgc chup bang may dnh nhung dwgc chinh stra va phat di bang may quay
phim dién ttr.

Canon, Casiso, Minolta, Kodak va cac hang may anh khac da gigi thiéu
nhitng chiéc mdy quay camera dién t&r st dung k¥ thudt s6 va khién kiéu
chup anh st dung chat héa hoc tré nén 16i thoi. George Fisher — giam doc
diéu hanh méi ctia Eastman Kodak duwgc tuyén dung tir Motorola, cho biét:
“Cong ngheé so6 sé phat trién nhanh chong, nhung né sé khong thé thay thé
dugc nghé thuat nhiép anh kiéu truyén thong. It nhét 1a déi véi nghé nghiép

caa to6i.”

Buéc di dau tién cta Fisher tai Kodak hoan toan hop ly. Ong di ban
Sterling Winthrop (cong ty dwgc), cac san pham cua L&F (Lysol, Mop &
Glo cung cac san pham danh cho gia dung) va bo phan Clinical Diagnostics
ctia Kodak véi gia ré. Ong cho biét, cong ty ciing “tap trung vao linh v
mang lai 1gi nhudn trong nam méi lién hé cia mot chuoi hinh anh: chup
hinh, xt 1y, tich tri¥, dau ra va phan phoi hinh anh t6i bat ky dau trén thi
treong toan thé giGi cia Kodak”.

Sau d6, ong da ban cac loai sdn pham lam nguyén liéu ché tao nhw pham
mau lam tir g6 Minwax, dung dich bit kin Thompson va cac loai son Devil
Red. Ong ciing phan chia c6 phan cta Eastman Chemical cho cac c6 dong.
Chi trong vai nam, cong ty da chuyén doi ti* xi nghiép lién hiép thiéu tap

trung sang cong ty tap trung cao vao qua trinh xt ly hinh anh.

Nam 1992, Kodak c6 tong tai san tri gia 20 ty do-la véi mot miva hoat dong
kinh doanh la cac san pham lién quan dén xt ly hinh dnh. Ba nam sau, gia

tri cia cong ty la 13 ty d6-la vGi cac san pham lién quan dén x@ ly hinh anh
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chiém khoang 80%. D6 la sy xoay vong von rat nhanh chéng doi véi mot
cong ty tung ditng thit 18 trong danh sach ctia Fortune 500.

Nhan t6 gitip Kodak cé uy luc trong linh viee chup dnh k¥ thuat s6 mai phat
trién chinh la cai tén “Kodak”, cé nghia la thudc vé chup anh, chit khéng
phai xtr Iy hinh dnh bang k¥ thuat s6 hay bang dién tu.

Tat nhién, Kodak cling nhan ra van dé nay. D¢ la ly do tai sao cong ty da
cong khai mot thuwong hiéu méi vé mang dién t¥. Thwong hiéu méi mang
ten: Kodak Digital Science.

Kodak Digital Science khong phai la mot cai tén m&i cho mot mat hang
mai. B6 la mot cai tén chung (Digital Science) dwoc tang thém si'c nang

bdi céi tén Kodak von chi cé nghia doi 1ap véi ky thuat so.

Khi ¢6 gang gilt mot chan ¢ ca hai Iinh vie, ban thwong nhan thdy minh
khong phai 1a ngwoi chién thang trong bat ky linh vizc nao. Diéu nay giong
nhw ¢6 nhdy qua mét cai muwong rong. Néu ban cit khang khang gitr mot
chan & trén bo nay, ban sé khong bao gid c6 thé nhdy sang bo bén kia.

Kodak can phai tir bé cai tén c6 nghia la “chup dnh s6” va chon mot céi tén

m&i c6 nghia la “dién t s6”.

Khi Honda mu6n tham nhap thi trudng 6t6 cao cap, ho da khong goi nhitng
chiéc 6t6 dat tién ctia minh la Honda Ultra, Honda Super hodc tham chi
Honda Automotive Science. Céng ty dé cho cai tén Honda & bén bo nay va
“nhady” qua bo bén kia vGi cai tén “Acura”. Toyota cling lam twong tw nhw

vay vOi thwvong hiéu Lexus ctia minh.

Twong tw, Wang Laboratories da nghi cé thé 1dy “Wang — cong ty x& ly
hinh anh” la tiéu diém chinh trong phwong phap tiép can ctia minh. Thyc t€,
Wang hoat dong trong linh vyc gi? Wang la mot cong ty xtr ly van ban cling
giong nhw Kodak la mot cong ty mday anh.
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Vao thoi diém IBM tung ra thi tredng chiéc may tinh ca nhan (nam 1981),
nguoi ta nghi ngo twong lai ctia hoat dong xtr ly van ban va cong ty xtt ly
van ban. D¢ la thoi diém ma doi ngli quan 1y cia Wang nén ngoi lai ban
bac: “Hudéng di tiép theo ctia Wang la gi? Chung ta nén ban y twdng gi thay

thé “x ly van ban” don thuan?”

Nhung rat khé dé chuan bi thay doi cho twong lai khi hién tai dang tién trién
tot dep. Moi chuyén da dién ra rat suén sé doi vdi Wang trong dau thap nién
1980. Tang trwdng trung binh hang nam ctia Wang vé ca doanh s6 va lai

rong vuot qua 40%.

Nhung vao cudi nhitng nam 1980 Wang da gap kho khan. Nam 1985, doanh
sO cong ty tang 8% nhuwng thu nhap rong gidm nhanh tir 10% doanh s6
xuong con dudi 1%. Song, doi ngii quan 1y cia Wang van giir virng quyét
tam di dén thanh c6ng bang phuong hwdng tiép can xi ly van ban. That sy

ho da lam cho moi chuyén té hon do c6 gang md rong dong san pham.

Chién Iwgc cuia Wang, theo t0 New York Times, la “tir bo hinh thitc lam
viéc theo kiéu toc ky thong thuwong va chuyén sang lam viéc theo nhém lanh
dao v6i dé xuat mai vé nhitng hé thong ty dong trong van phong st dung
cong nghé tién tién danh cho cac nha quan ly, bao gobm may tinh, b6 soan
thdo van ban, hé thong thw dién ti va cac thiét bi do hoa. Tat ca cac thiét bi
trén lién két vGi nhau trong mot mang lwdi gitp cho cac nha quan ly tap
trung va giti di mot lwgng 16n thong tin chi nhd viéc nhan nat ban phim rat
don gian”.

Chu tich hdi déng quan tri cia Wang — John Cunningham, da khoe khoang:
“Chung toi 6 nhiéu van phong hon bat ky cong ty nao khac”. Nhung trong
maot moi trweong canh tranh nhw hién nay, so lwgng cong ty nhiéu van phong
thwong rat it vi viéc nhiéu van phong sé chi khién cong ty ban danh mat
dinh hvéng tap trung.
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Trong ba nam tiép theo, Wang phat trién cham chap v&i mitc doanh sé dat
dugc 1a toi thiéu va mie 1ai rong dudi 1%. Nam 1989, Wang da thua 16 424
triéu d6-la. Ho tiép tuc bi thua 16 (tong cong hon hai ty do-1a) va cudi ciing

da phai nop don xin pha san vao nam 1992.

Thoi ky ciia mot cong ty sdn xudt phan cing da qua, gio day, Wang tré

thanh mégt cong ty dich vu va phan mém vdi doanh s6 gan mot ty do-la.

Khoéng c6 cong ty quy mo 16n nao nhw Wang lai sup do ma thiéu sy canh
bao. Viéc hang IBM tung may tinh ca nhan ra thi truong la mot phat sung
canh bao ma lé ra sé khién Wang phai tai dinh huéng tap trung. Néu khong
phai “xtr Iy van ban” thi muc tiéu sé la gi? Phan &tng cia Wang la chuyén
doi tir cong ty von cé dinh hwéng tap trung xi ly van ban sang mot cong ty
khong cé dinh hwéng tap trung ro rang. Bé lam dwgc viéc nay, Wang da trd
thanh “Ngudi may ty dong van phong”. Tat nhién tat ca nhitng diéu nay
khong chi la y twdng. Ching la mét sy dau tw 16n vé mat thiét ké va phuwong
tién san xuat. Nhung, tat ca cudi cung déu trd thanh vo ich. Dat chan trong
ca hai linh vire sé khong bao gio c6 két qua. Nhitng gi Wang can la mot
dinh huwéng tap trung mai.

Mot dinh huwéng tap trung mdi cling 1a nhitng gi ma Kodak dang can dén.
Nhung phan tng trudce tién cia Kodak cling giong véi Wang: “Chung toi sé
két hgp cac dinh hwéng tap trung cii vao dinh hwdng tap trung méi”. Chinh
kiéu suy nghi nay da tao ra CD anh ctia Kodak, mot phwong phap luwu git
cac birc anh kiéu truyén thong bang thiét bi dién tit. That bai & thi trudng
san pham danh cho ngudi tiéu dung, CD anh dang tim kiém khach hang

trén linh vie kinh doanh va cong nghiép.

Digital Equipment thdy minh dang & tinh thé nhw Wang. Tuy nhién, khong

phai viéc tung ra chi€c mdy tinh ca nhan cta IBM dwa dén thong diép cho

https://thuviensach.vn



Digital, ma dé la sy noi 1én cta Apple II va may tinh ca nhan gia dinh vao

cudi thap nién 1970.

Digital da 1o di loai may tinh ca nhan do ltic dé ho da cé y tweng khac vé
loai may tinh mini bang viéc tung ra san pham PDP-8 nam 1965. Theo tin
titc noi bo Digital, Ken Olsen (nguoi sang lap va la chu tich tap doan) da 11
lan tir choi co hoi la cong ty dau tién tung ra san pham may tinh ca nhan
dung trong doanh nghiép tredc khi IBM cong bd chiéc PC ctia hang nay.
Olsen ting tuyén bo: “Toi khong mudn la nguoi dau tién. Néu IBM buéce di
tridc, chung toi c6 thé danh bai ho”.

Khi Digital khong c6 thdgi gian dé tung ra mot chiéc may tinh ca nhan (vao
nam 1982), ho tung ra thi truong khong chi mot ma ba loai may khong
twong thich (Rainbow, Professional va DECmate) va that bai. Thiéu dinh

hwéng tap trung ro rang la nguyén nhan dan dén tinh hinh trén.

Sau khi tung ra san pham MITS Altair 8800 vao thang 1/1975, Digital cé
hon sdu nam cho dén khi IBM ha bét con sot PC vao thang 8/1981.

V&i dong may tinh mini VAX dang rat nong, Digital tiép tuc lam an phat
dat trong nhitng nam 1980. Nam 1990, v6i doanh thu 13 ty do-la, Digital da
co gang xoay x& dé hoa von. Tuy nhién trong bon nam ti€p theo, khi doanh
thu vugt qua 55 ty do-la, Digital da thua 16 gan nam ty do-la. Nhuwng sai 1am
co ban cia hang khéng phai la sy ton that vé tién bac ma la viéc mat di dinh
huéng tap trung.

Vi du khac vé mot cong ty cd gang thanh cong vG4i mot chan & ca hai linh
vure la Atari. La cong ty tién phong trong linh virc cung cap cac tro choi
video, Atari da c6 gang mé rong dong san pham sang linh vi'c may tinh.
Jame Morgan — gidam doc phan phoi cta hang (tré thanh gidam doc diéu hanh
nam 1983), cho biét: “Sitc manh cta céi tén Atari cling c6 thé chinh la diém

yéu ctia cong ty. Biéu nay rat giong véi cac tro choi video, vi vay khi mua
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mot chiéc may tinh, khach hang nhin vao tén tudi hang may tinh va xem céc
tro choi.”

Do chinh 1a van dé. Giai phéap 1a gi? Morgan cho biét Atari phdi danh gia lai
hinh dnh ctia minh va mé rong dinh nghia kinh doanh t6i “cac mdt hang
dién t& dan dung”. N6i cach khac, diéu nay c6 nghia la dat mot chan trong

cd hai linh vie. Viéc lam nay sé khong bao gio c6 két qua.

Nhitng ndm 1980 1a khoadng thoi gian tham hoa d6i v4i Atari. Nam 1992,
Atari da thua 16 74 triéu do-la trong tong doanh s6 127 triéu do-la. Nam

1993, Atari thua 16 49 triéu d6-la trén doanh s6 chi c6 29 triéu do-la.

Bang cach nao mot céng ty cé thé canh tranh véi Compaq, Apple va IBM
vé may tinh, cling nhw canh tranh véi Sega va Nintendo vé tro choi video?
Neéu hai sy canh tranh dién ra dong thoi, phai xac dinh lai dinh hwéng tap

trung.

Trong bao cado thwong nién nam 1994, Atari cho biét: “Do canh tranh gay
gat tir cac doéi tha 16n hon va 1gi nhuan gidm sit déi véi cac san pham may
tinh, Atari quyét dinh khong san xuat dong san pham nay va xac dinh lai
dinh huéng tap trung la mot cong ty giai tri truyén thong twong tac. Atari da
phat trién hé théng 64 bit mang tén Jaguar. Jaguar dugc tung ra vao quy IV
nam 1993 va 1a hé thong giai tri truyén thong twong tac duy nhat trén thi
treong hién nay”.

Cudi cung Atari lai tr@ vé v6i mot dinh hwdng tap trung duy nhat ctia minh.
Nhung cé 1é da qua mudn so vdi da phat trién ma Sega va Nintendo dat
duoc.

Porsche la vi du khac vé sttc manh cda dinh hwéng tap trung. Porsche 911 la
chiéc 6t6 dong co sau, lam mat bang khong khi, sau xi lanh duy nhat va doc

nhat trén thi treong. Vi vay, rat tw nhién, Porsche quyét dinh dat chan vao

https://thuviensach.vn



linh vire kinh doanh 6t6 dong co triedc lam mat bang nwdc vdi cac mau xe
bon xi-lanh 924, 944 va 968 cung 6t6 tam xi-lanh 928.

Ban dau, kiéu xe lam mat bang nwéc da thanh cong vang doi, dac biét la cac
mau 924 va 944, vdi gia ca twong doi phai chang.

Nam 1986 la thoi hoang kim ctia Porsche tai My v6i 64% doanh so la cac
mau xe 924 va 944. Tai sao lai phai bé ra 63.295 d6-la cho mét chiéc 6t6
hai ctta chay tudc-bin trong khi ban c6 thé mua dwgc mot chiéc 924 chi véi
23.910 do-la?

Nhung vé lau dai, y twdng nay can c6 thoi gian. Mot chiéc xe Porsche gia ré

la diéu c6 vé khong thyc té.

Nhiéu nam nay, nhitng nguwdi mua xe Porsche da lam dwogc diéu ma cong ty
san xuat ra né khong lam duwgc. Ho da tap trung vao diéu c6 tinh thuc té
hon, chiéc xe 911. Nhitng nam 1990, 77% doanh s6 cta Porsche tai thi
trrong My la tir cac mau xe 911 dat tién. Vay tai sao Porsche khong tiép tuc
tap trung vao 9117

Cau tra 10i cho nhitng cau héi kiéu nay ludn giong nhau: Ching t6i khong
thé tir bo 23% doanh s6 & linh vire kia. Mot két luan hién nhién la khong
cong ty nao muon tir bé bat ky mang kinh doanh nao va sé lam moi cach dé
gilt dugc hoat dong kinh doanh ctia minh.

Dé xac dinh lai dinh hwéng tap trung, ban can phai san sang hy sinh. Hay
xem xét lai truong hop cua Porsche. Nam 1986, Porsche da ban hon 8.000
chiéc xe 911 tai thi trudng My. Mac du viéc kinh doanh loai xe nay chi
chiém 27% trong tong doanh s6 ctia Porsche, nhung c6 1€ sé khon ngoan

hon khi hang chi tap trung vao kiéu xe 911.

Néu Porsche thie hién diéu nay thi ho da c6 thé ban dwgc bao nhiéu xe 911

vao nam 19867 Chéac chan trong s6 22.387 khach hang mua cac mau xe
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khac cua Porsche sé c6 nhiéu ngudi mua xe 911. Néu chi tap trung vao xe
911, c6 1é Porsche da ban dwgc 12.000 chiéc 6t6 tai thi truong My.

Bay gio hay quay trd veé thoi diém hién tai (1996). Porsche sé ban dugc bao
nhiéu 6t6 néu duy tri dinh hwéng tap trung loai xe 911? T6i tin chac rang
doanh s6 ban xe 911 cta Porsche sé gap d6i con s6 4.471 chiéc xe loai nay
ma cong ty that sy ban dwgc. Va tat nhién sé vugt qua rat nhiéu con so

5.819 la tong doanh sb cua Porsche.

Co rat nhiéu bang chitng cho thay khi ban thu hep dinh huwéng tap trung,
doanh s6 gidm ngan han va tang dai han. Khi ban mé rong dinh hwéng tap

trung, doanh so c6 thé tang ngan han nhung sé giam trong dai han.

bay la trong tdm cuia cudc tranh ludn vé dinh hwéng tap trung, cling la ly do
tai sao xac dinh dinh hwéng tap trung kho khan nhw vay. Khong ai mudn
giam doanh so6 hién c6, mac du vé 1au dai viéc nay sé c6 hiéu qua rat tich
cuc va c6 anh huéng 16n.

Thoi diém dé rat nhiéu cong ty dwa ra quyét dinh 1a khi c6 sy d6t pha twong
d6i manh mé vé cong nghé. Khi chuyén doi tir san xuat pin thiéc-cacbon
sang loai pin kiém c6 tudi tho 1au hon, Eveready mét doanh nghiép kinh
doanh pin, da c6 gang gilt mot chan ding trong ca hai linh vic kinh doanh

(pin thiéc-cacbon Eveready va pin kiém Eveready).

Trong khi d6, PR Mallory da tung ra loai pin kiém duy nhat mang tén
“Duracell” v6i dinh hwéng tap trung thu hep hon va mot cai tén cé uy luc
16n hon.

Viéc c6 gang bao quat cé hai Iinh virc khac nhau véi cuing mét cai tén
Eveready that khong twéng. Vi thé Eveready da gidi thiéu loat san pham pin

kiém Energizer. Nhuwng san pham nay qua it va dwgc tung ra qua muon.
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Loai pin kiém Duracell dwgc tiéu thu nhiéu hon so véi ca hai loai pin thiéc-

cacbon Eveready va pin kiém Energizer cong lai.

Su thay doi nhanh chéng vé mat cong nghé dang lam suy yéu rat nhiéu
cong ty. Phan ‘ng mang tinh ban nang cua nhitng cong ty nay la dat mot
chan trong ca hai linh virc. Ho m& rong qua mitc can thiét va mat dan dinh
huwéng tap trung. Mot hanh dong dién ra qua dé dang, qua tw nhién va ciing

qua sai lam.

Vi du: trong linh vigc phan mém may tinh, hau hét cac cong ty cung cap
phdn mém mady tinh trung tdm dang chuyén doi thanh may khach - may chu
ma khong thay doi tén va doi ngii nhan vién. Néu sy canh tranh tir cac cong

ty chuyén san xudt mot san pham tang 1én thi ri ro cling ngay cang tang.

Su hoi tu thwong duwgce coi nhw mot cai cd bién ho cho viéc quan tam dén
hai hoat dong kinh doanh khac nhau ciing mét lic. “Hém nay c6 thé cé hai

linh vie kinh doanh nhung ngay mai sé€ chi con mot linh vire kinh doanh”.

Duva trén khai niém vé s hoi tu, bat ky cong ty hoat dong trong linh vic
may tinh, phwong tién lién lac, dién thoai, cap, giai tri hay kinh doanh
truyén thong c6 thé giai thich bang viéc mua hau hét nhitng gi st dung thiét
bi dién tr. L1 n6i can xuat phat tir nhitng hanh dong dang cha y.

Hay ké tén hai nganh kinh doanh da két hgp lai véi nhau? T6i khong biét
nganh kinh doanh nao, con ban cé biét khong?

DAT CA HAI CHAN TRONG LINH VUC MOI

Néu ban chac chan sy phat trién cong nghé mdi hoan toan c6 kha nang thay
thé cong nghé cii trong twong lai gan, tai sao khong nhady vao bang ca hai

chan?
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Mot ly do dé chon chién lwgc nay la né dinh hwéng su chi y cua cac nhan
vién trong cong ty. That kho dé truyén dat sy hitng thi vé mot loai san
pham md&i néu ban van giit lai san pham cii & dau d6 “dé du phong”. Cac

nhan vién sé luén cam thdy lo lang viéc c6 nén rut lui hay khong.

Nam 1519, Hernan Cortés dat chan 1én bo bién Yucatan cia Mehico dé bat
dau cudc hanh quan vao vung ndi dia, tdn cong kinh do Aztec cta
Montezuma. Diéu dau tién 6ng lam la dot sach tau thuyén ctia minh. Khong
thé quay trd lai, 6ng tin la quan si sé chién dau hét minh. Khi ban dat cd hai
chan vao mot linh viec mdi, ban dang gtti di thong diép twong tw cho chinh

cac nhan vien trong cong ty.

Philip Morris da gidi thiéu loai thudc 14 Marlboro danh cho phu nit vao nam
1937 “Pau ngam mau nga bao vé méi ban” va “Em diu nhw thang Nam” la
nhitng thong diép quang cao cua cong ty. 17 nam sau, thwong hiéu nay da
c6 dugce 1/10 trong 1% thi treong. Vi thé, nam 1954, Philip Morris da dua
thudc 14 Malboro tGi Leo Burnett tai Chicago nham thay do6i doi twgng
khach hang. Tw nay, khach hang ctia nhan hiéu nay khong phai la phu n

nita ma sé chi la nam gidi.

Birc quang cao dau tién la hinh anh mot anh chang cao boi. Bat chdp ban
bao cao khong kha quan do cong ty nghién ctu thi truong ma Philip Morris
thué cung cap (chi c6 3.000 cao béi lam viéc toan thoi gian tai My). Mac du
sO lwgng cao boi khong 16n nhuwng chién dich van mang lai két qua kha

quan.

Trong nam dau tién, nhan hiéu Malboro danh cho nam giéi md&i ra doi da
chiém dugc 2% thi phan. Nam thit hai, con s6 nay la 4%. Ké ttv do, nhan
hiéu da tr tir leo 1én vi tri cao trén ndc thang xép hang thudc 14. Nam 1976,
né danh bai déi tha Winston dé tré thanh thwong hiéu thudc 14 16n nhat trén
toan nwdc My.
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Bell Sports tirng la nha san xuat mii bao hiém xe gan may 16n nhat nwéc
My. Khong c6 hang nao vuot 1én dugc vi tri nay. Nam 1991, Bell khong san
xudt mii bado hiém danh cho xe gan may ma hoan toan chuyén sang san xuat

mi bdo hiém danh cho ngudi di xe dap.

Terry Lee — chu tich ctia Bell Sports, cho biét: “Ching t6i da phai rat tap
trung vao viéc dau tu va kinh doanh cac nguén lyc khan hiém hiéu qua
nhat.” Nho do, ca doanh sé va 1gi nhuén cia hang déu tang dang ké. Vi
50% thi phan, 1ai rong ctua Bell trong nam 1994 la 10,5 triéu do-la trong
khoan thu nhap 116 triéu do-la.

bi 1én tir mot nha ban 1é do jeans va céac loai quan 4o chat lwgng thap va gia
ré, Gap da trd thanh mot nha ban 1é trang phuc danh cho gigi tré véi ctra
hang cung cap quan o hgp mot, gia cao, lay thoi trang lam yéu té quyét
dinh.

Co6 mot diéu ho da khong thay doi la doi twgng khach hang muc tiéu. Gap
tap trung vao thanh nién nhung cling ban rat nhiéu bo trang phuc tré trung
danh cho ngudi cao tudi. Gap da cé 10 ndm doanh thu tang déu. Nam 1996,
doanh s6 ctia hang dat 3,3 ty do-la. Su6t mot thap ky qua, trung binh thu
nhap rong chiém 7,3% trong doanh s6 — mot két qua ngoan muc doi v6i mot

nha ban 1é.

Khi co héi xuat hién, cau hoi quan trong ma ban nén ty dat ra la : “Liéu
ching ta c6 nén tiép tuc dan do hay chuyén sang dét?” Rat nhiéu cong ty da
chan chtr. Ho gan chat ngén chan minh vao manh dat cta linh vie kinh
doanh m&i nhung van khong thoi nghi vé si an toan cta linh viee cii. Diéu
nay thuong dan dén sy viéc toi té nhat c6 thé xay ra. Ho khong thu hut dugc
nhiéu s chu y trong mot linh vire kinh doanh méi va mat di tin nhiém tw

phia khach hang trong linh vyc kinh doanh ct.
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Mot cong ty dam tdo bao chuyén tir mét linh vire kinh doanh nay sang linh
vure kinh doanh khac 1a Intel. Nam 1985, Intel da c6 s chuyén doi chién
lwgce tw cac chip bo nhd sang cac bo vi xit ly — mot thi treong ma hién nay
Intel hoan toan chiém wu thé. Ban khong thé tim thay vi du vé cong ty nao
dam nhay tt linh vie kinh doanh nay sang linh vire kinh doanh tao bao nhw
Intel.

PDAT CA HAI CHAN TRONG LINH VUC CU

Dbay la cach thit ba dé phan &ng truedc thay doi. Mot trong nhitng bi quyét
quan ly d6 la can phai nhanh chéng thay doi.

Mot cach thire gitp xay dwng vi thé doc nhat va noi bat gitta dam dong
chinh la chong lai s thay do6i. Ban c6 thé ty nhan thdy san pham ctia minh
da qua lac hau vao mét thoi diém nao do, nhung doi khi dé cling 1a mot 1gi
thé — nhw treong hop loai roegu whisky ngd cua Jack Daniel, quan jeans 501

cua Levi’s va bat Itta ctia Zippo.

Hay chitng kién sy 16n manh trong Iinh viyre thoi trang st dung cac chat liéu
truyén thong nhu cotton, len, lua so véi cac loai sgi tong hgp mai ra doi
nhu nilon, to nhan tao, sgi Dacron. Mot trong nhitng sitc hap dan day quyén
nang trong kinh doanh ngay nay la “Ching ta van lam cho hoat dong kinh
doanh ctia minh giong nhu trweéc day”.

Zippo la gi? Bé la chiéc bat Itra chan gi6 dau tién dwgc phat minh vao nam
1932 bai George Blaisdell tai Bradford, Pennsylvania. 300 triéu chiéc bat
Itra Zippo sau nay van dugc gia dinh Blaisdell san xudt tai Bradford. Ho van
gilt nguyén thoi gian bao hanh cho mo6i chiéc bat ltvra véi phwong cham:
“Néu c6 bat ky chiéc bat Itra Zippo nao khong hoat dong, ching t6i sé stra

chita mién phi”.
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Khong c6 bat Itta Zippo lam bang nhua plastic, bac, vang nguyén chat hay
duwgc thiét ké riéng. Zippo ciing khong chuyén sang loai bat Itta ga dang
thinh hanh. Pay la quang cdo gan day nhat cua Zippo: “Trong mét thé giGi
lién tuc thay doi, ching t6i da khong thay doéi. Tai sao lai phéi thay doi loai
bat Itra bén nhat tirng dwgc san xuat?”

Su kién dinh nay c6 vé khong anh hwéng xau dén doanh so cua Zippo.
Trong tam nam (1988-1996), doanh thu trung binh hang nam cua Zippo da
tang 20%.

Tiép do6 la White Castle véi banh hamburger. Pugc sang lap nam 1921 béi
Walter Anderson va Billy Ingram, hién nay cong ty do E. W. Ingram III
diéu hanh. Banh hamburger ctia White Castle van dugc lam theo phuong
phap ctia Walter Anderson, hap banh trén mot 16p hanh.

Puoc goi than mat la “nhitng ngudi trugt tuyét”, banh cia White Castle c6
hinh vu6ng (dé mot vi nwéng c6 thé dat duge nhiéu banh) véi nam 16 (dé
hoi nwdc c6 thé 1am chin cd hai mat cing mdt lic ma khéng can phai tré
madt banh).

Nam 1995, 290 co s& cua White Castle tai 12 bang cia My da dat doanh s6
307 triéu do-la. Con s6 nay cao hon doanh s6 cua Hardee’s, Wendy’s hay
Taco Bell. (Trong chudi cac nha cung cap banh sandwich, chi c6
McDonald’s va Burger King dat doanh s6 trén moi co s& kinh doanh cao
hon).

Thay vi tap trung vao nhitng san pham ban tirng thanh c6ng, tin twdng tuyét
do6i vao né va lam né tréd nén hoan héo (giong nhu Zippo va White Castle),
cac doanh nghiép thich di theo cai md&i va sy khac biét. Cac cong ty co6 xu
hwéng dau tw cac nguon lye 16n vao nhitng vu ca cuge trong twong lai hon
1a khai thac trén nhitng sdn phdm mang nhan hiéu noi tiéng ma ho da s@
hitu. Ho tén tho sy thay doi vi 1gi ich cia chinh sy thay doi. Ho tin vao 10i
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khuyén d6i méi cua cac nha tw van. Pay la kiéu suy nghi da gay ra cac vu

New Coke, Apple’s Newton va cac tham hoa khac.

Coors da pham mot sai 1am twong tw. Trong su6t nhitng nam hoat dong,
Coors ludn san xuat mot loai bia duy nhat. Loai bia nay la Coors Banquet,
duwgc san xuat trong mot nha mady duy nhat & Golden (Colorado) va chi
duwgc phan phoi ¢ 11 bang phia tdy nwéc My. Cong ty da c6 mot dinh huéng
tap trung day tiém nang. Moi thung bia dugc tir hao mang dong chit “Bia
nhe nguyén chat ctia nwéc My”.

Cho tdi nam 1975, Coors Banquet van la loai bia ban chay nhat tai 10/11
bang c6 bay ban loai bia nay. Méac du chi dwgc phan phéi ¢ mién tay, Coors
van la hang bia 16n th tw nwéc My (sau Budweiser, Schlitz va Pabst). TG
New York Times da hét 10i ca nggi day la “loai bia thoi thwgng va

tao nha nhat ca nwéc”. Nhitng nhan vat noi tiéng nhw Clint Eastwood va

Paul Newman ciing tirng uong loai bia nay.

Nhung Coors da nhanh chéng bi mat dinh hwéng tap trung khi tim cach ma
rong ra nhiéu linh vie. Trude hét 1a sy mé rong vé mdt dia ly khi hang gi6i
thiéu san pham mdi tai tat ca 50 bang. Tiép theo la sy m& rong vé mat san
pham khi cac san pham dwgc chinh thitc gigi thiéu trén thi treong véi
nhitng tén goi nhu: Killian, Keystone va Shulers. Sau d6 la sy mé rong vé
mdt hang khi Coors tao ra rat nhiéu huong vi méi. Hang san xuat nhiéu loai
bia nhw bia it con, bia lanh, bia tho, bia dé, bia c6 mau vang dam, bia khong

chira con.

Ngoai ra, Coors con mé rong san xudt khi hang bat dau mot hoat dong kinh
doanh tai Golden, Colorado. Nam 1987, Coors m& mot nha may déng chai
tai Elkton, Virginia. Nam 1990, Coors mua lai nha may bia Stroh’s

Memphis.
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Hién tai (1996), Coors khong con la loai bia s6 mdt tai 10 bang mién tay
nwdéc My. Hang cling khong con la nhan hiéu hang dau tai bat ky bang nao
cia nwéc M¥. Sy mé rong vé mat dia ly, san pham, mat hang va qua trinh
san xuat da gy thiét hai cho Coors. Néi cach khac, viéc thiéu di dinh huwéng

tap trung da tieu diét Coors.

Nam 1976, khi Miller phat dong cudc cach mang Lite, Coors dang la mot
hang bia nhe it con. (Coors Banquet chita it ca-lo hon hon Michelob
Light).

Coors c6 bi quyét va dong luc phat trién. Coors c6 dugc Henry Kissinger,
nguoi tirng dwa cac nguyén liéu tir Denver tré lai phia dong bang may bay.
Thit duy nhat Coors khong c6 dugce chinh la dinh hwéng tap trung dé tan
dung triét dé 1gi thé.

Dinh hwdng tap trung do Miller Brewing dinh ra san cho céng ty chinh la
“it con”. Ban dau Coors la loai bia nhe chita it con va I€é ra cong ty c6 thé

thay doi cac chuwong trinh marketing dé tan dung wu diém nay.

Coors Couda ttrng 1a loai bia ban chay nhat & M§y. Néu Coors chi tap trung
vao mot thwong hiéu la san pham bia nhe” ban dau thi n6 c6 thé tré thanh
loai bia s6 m6t nwéc My hién nay. D6 chinh la trién vong thanh cong cua

khai niém tap trung.

Hau hét cac cong ty phai cd gang tim ra y twéng riéng. Cac cong ty cling
phai c6 gang dé y twdng dé duwgce chap nhan trong quan niém cta khach
hang tiém nang. Diéu nay that khé nhung doi khi ciing rat dé dang.

Do6i khi moi chuyén c6 vé qua dé dang dén mitc cac cong ty tir choi mot y
twdng c6 vé rat hién nhién giong nhw Coors tirng lam. Diéu do6 da chirng t6

la mot sai 1am tai hai.

PAT CA HAI CHAN TRONG LINH VUC MOI VOI TEN GOI MOI
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Vi du dién hinh cua kiéu thay doi nay la cong ty Haloid, mot nha san xuat
gidy in anh nhé tai Rochester, New York, da mua lai quyén phat minh “cach
chyp anh dién” caa Chester Carlson. Nam 1958, cong ty déi tén thanh lién
hop Haloid Xerox, chuan bi tung ra san pham 914 — chiéc may photocopy
danh cho gidy tron dau tién. Nam 1961, cong ty lai thay doi tén mot 1an nita
dé trd thanh tap doan Xerox.

Su thay doi tén theo ba budc, tir Haloid thanh Haloid Xerox r6i thanh
Xerox, c6 thé dugc thwe hién dé dang hon va ciing it ton kém hon so véi
viéc doi tén chi trong hai buwdc. Nhung, rat nhiéu cong ty da khong dam tw
bd mot céi tén da duwoc biét dén rong rai béi mot cai tén hoan toan mai.
(Haloid dugc thanh Iap nam 1906).

Tuy nhién, nguyén ly ctia dinh hwdng tap trung that s cho thay, thay doi
tén goi khong chi la viéc khong can thiét ma con lam lu m@ danh tiéng caa
cong ty. Tot nhat l1a hay gilr nguyén tén goi hodc hay nhdy mot buwdc that xa
dé c6 dugc tén goi mdi. “Lirng 1o0” sé khong c6 1gi va dé khién moi nguoi bi

nham lan.

Tap doan phat trién song song v6i Xerox la Powersoft. BPuwgc thanh 1ap nam
1974 bai Mitchell Kertzman, v6i tu cach la Computer Solutions — cong ty
hoat dong trong linh vuc ti van. Coéng ty nay ciling da xay dung cac chwong
trinh quang cao cho nhitng thanh cong dinh cao cia hang may tinh Hewlett-
Packard HP 3.000.

Khi HP ngirng san xuat san pham HP 3.000 vao nam 1987, ho da tim kiém
mot dinh hwéng mai. David Litwack — giam doc diéu hanh Kertzman (hién
la chu tich hoi dong quan tri) da quyét dinh tap trung vao cac cong cu phan
mém khach-chu.

Nam 1990, Computer Solutions doéi tén thanh Powersoft dé chuan bi tung ra

cong cu tng dung khach-chu dau tién ctia cong ty la PowerBuilder. Nhu cau
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manh mé cua thi tredng vé cac san pham da thic day cong ty c6 phan héa

vao nam 1993.

Nam 1994, cong ty Sybase da mua lai Powersoft vGi gia tri c6 phan la 904
triéu do-la. D6 1a phan thudng khong t6i cho mdot sw chuyén doi vé chién
lwoc.

Hau hét cac nha quan 1y tin rang viéc thay doi tén goi rat kho thanh cong.
Tuy nhién, khi dwgc thyce hién ding, né c6 thé rat dé dang va mang lai két
qua dang kinh ngac.

Thang 10/1971, tai khach san Mark Hopkins ¢ San Francisco, Werner
Erhard da gigi thiéu bu6i hoi nghi chuyén dé dau tién trong hang loat cac
bu6i chuyén dé dugc ong goi la “est” (Erhard Seminars Training — Pao tao
hoi thdo chuyén dé ctia Erhard). Ngay sau do, est tré thanh hoat dong noi
tiéng nhat trong linh virc cam xuc.

Nam nam sau, 83 nghin sinh vién tot nghiép khoa hoc est da danh sau gio
va 250 do-la moi ngwoi dé tham du phwong phap “bién doi cude song cua

ban” cua Erhard.

Est cling dén hoi két thic vao dau nhitng nam 1990 khi cac cau chuyén chi
trich bat dau xuat hién tai Bay Area. Bao chi da mé ta chi tiét vé tinh bao
lwe cda Erhard, nhat 1a viéc 6ng danh dap vg va gay phién nhiéu cac con
minh. Thoi diém den t6i nhat dién ra vao ngay 3/3/1991, trong chwong trinh
60 Minutes (60 phut) cua dai CBS da phéng van ba nguwdi con gai cta

Erhard vé cach doi xi toi té ctia ong. (Erhard da bac bé sy budc toi nay).

Sau mot gio phat song chwong trinh 60 phut, cai tén Erhard khéng con ton
tai. Moi nguoi nghi rang cong ty Werner Erhard sé hét dwong song, nhung
ho da lam. Tén tudi mot ngwoi cé thé bi hiy hoai nhwng cong ty thi khong.
Biét dwgc nhitng gi sé phat nén tridc khi chwong trinh cta dai CBS phat
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song, Erhard da ban tat ca tai san cta cong ty va cac tai san lién quan cho

cac nhan vién cii cia 6ng va chuyén tdi Costa Rica.

Mot tén goi méi xudt hién: Landmark Education Corporation (tap doan gido
duc Landmark). Ngay nay, Landmark la mot cong ty lam an phat dat vai 40
van phong trén toan thé gi6i va doanh thu hang nam dat khoang 40 triéu do-
la. M6i nam c6 khoang 60 nghin nguwoi tham gia vao cac chuong trinh cta

tap doan. Landmark hién 16n hon Erhard ngay trwdc rat nhiéu.

Ban c6 thé thay doi mot tén goi thanh cong. Thuc té, thay doi cé thé 1a giai
phap thurc tién duy nhat doi véi cac khung hoang nghiém trong vé quan hé

cong chung.

Tuy nhién, khi mot cong ty c6 gang thay doi dinh hwdng tap trung ma
khong thay doi tén goi, cong ty do thuong gdp phai rat nhiéu van deé.

Vi du dién hinh la National Cash Register — cong ty titng chiém 90% hoat
dong kinh doanh trong linh vi'c may kiém tién. Cang ngay cang c6 nhiéu
chiéc may kiém tién trd thanh mdy tinh thu nhé. Vi thé, National Cash
Register da bat tay vao kinh doanh mady tinh va déi tén thanh NRC Corp.

vao nam 1974.

Doi tén thanh kiéu viét tat chit cai dau khong giong véi viéc doi tén that su.
Nguwoi ta néi “NCR” nhung van nghi dén “National Cash Register”. NRC
can mot cai tén chi ro la cong ty kinh doanh “mady tinh”. (Mot kha nang dat
tén don gidn do6 la National Computer Company, hay NCC). Giong nhw
Wang, NCR da & trong mot thé gidi twdng twgng véi sy am hiéu 16i thoi vé

san pham va mot tén goi cling trd nén lac hau tw 1au.

NCR tiép tuc kiém tién thong qua tim kiém cac thi truong nhu thi treong
may rut tién tw dong va thi trrong nwdc ngoai rong 16n (chiém mot nira

doanh s6 ciia NCR). Tuy nhién c6ng ty da khon ngoan rut lui khéi linh vure
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kinh doanh may tinh trung tam. Khong c6 dvgc dinh huéng tap trung ma
cling khéng c6 dugc mot tén goi cu thé, twong lai cia cong ty co vé rat am
dam. “National Crash” la tén thuong goi ctia cong ty trudc khi AT&T voi

vang mua lai cong ty nay vao nam 1990.
HAI LINH VUC RIENG BIET, HAI TEN GOI RIENG BIET

Day la cach thit nam dé phan ng trudc thay doi. Néu mot cong ty khong
thé hodc khong muon tir bé linh vire kinh doanh hién c6 ma van muon dat
mot chan vao linh viee kinh doanh méi, cach t6t nhat dé thye hién viéc nay

la tao ra mot tén goi rieng biét.

Levi Strauss la nha san xuat quan 4o c6 nhan hiéu 16n nhat thé giéi vai
doanh s6 hang nam hon nam ty d6-la. Tuyén b6 chinh thitc vé muc dich
hoat dong cua cong ty cho thdy né phu thudc twong doéi nhiéu vao cai tén
Levi’s. “Nhiém vu cta Levi Strauss & Co. la duy tri 1gi nhuan, chiu trach
nhiém d6i véi sy thanh cong vé mat thwong mai théng qua viéc tiép thi cac
do jeans va cac trang phuc thong thuwdng da qua chon loc dudi tén thuong

hiéu Levi’s.”

Tuy vay, thanh cong 16n nhat cua Levi’s la viéc gidi thiéu ra thi tredng dong
san pham Dockers chuyén vé trang phuc thwong ngay vao nam 1986. Hién
doanh s6 ttr cac san pham Dockers tai riéng thi tredng MY 1a trén mot ty do-

la.

Chinh xu hwéng thoi trang thodi mai noi cong sé da tao ra co hoi cho Levi
Strauss. Rat nhiéu bang chitng cho thay Levi’s véi tw cach 1a mét thwong
hiéu hoan toan thudc vé linh virc kinh doanh d6 jeans sé khong bao gio c6
thé dat chan vao linh vy kinh doanh trang phuc thuwong ngay. Nam 1979,
Levi’s Strauss tw hao tré thanh mét nha san xuat trang phuc thé thao 16n véi
dong san pham m@&i mang tén Levi’s Activewear. Ba nam sau, dong san

pham mdi nay chi tao ra dwgc chin triéu do-la doanh so.
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Vao giita thap nién 1980, cai tén Levi’s lai xuat hién trong linh virc kinh
doanh trang phuc danh cho nam gigi. “Levi’s Action Suits” da khong tao ra
dwgc nhiéu anh hudng nhu tén goi ctia no6 va loat san pham nay nhanh
chéng rut khoi thi trvong. Ciing c6 ca giay, mi va hanh ly mang thwong
hiéu Levi’s. Theo t& Business Week, “cac nha quéan ly hang dau da danh gia

qua cao sttc manh cua cai tén Levi’s”.

Khi Rolex quyét dinh tiép thi mot chiéc dong ho co gia twong doi ré, ho da
khong goi san pham do 1a Rolex Jr. ma goi sdn pham md&i v&i mot céi tén
khac 1a Tudor.

IBM la tén thwong hiéu may tinh 16n nhat trén thé gigi nhung san pham Big
Blue lai khong cé anh hwéng doi v6i cac ho gia dinh dung mdy tinh. Mac
du IBM da danh hang triéu do-la dé quang cdo mdy tinh c4 nhan gia dinh
cta ho nhung ciing khéng c6 két qua. Mdy tinh van phong la mot linh vue,
may tinh gia dinh lai la mot Iinh vue khac.

Apple Computer c6 vi thé vitng vang trong cac ho gia dinh v6i dong may
tinh Apple II. Khi xu huéng thi trvong chuyén sang mady tinh van phong,
Apple da gigi thieu may tinh Macintosh. Apple danh cho linh vyc kinh

doanh may tinh gia dinh con Macintosh danh cho may tinh van phong.

Hai linh vuc kinh doanh riéng biét can hai tén goi riéng biét.
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11. CHIA TACH VA CHINH
PHUC

Hang chuc nam sap nhap, mua lai cac cong ty, tiép quan cong ty ctia doi thu
canh tranh va lién doanh da tao ra rat nhiéu tap doan khéng 16 v6i vo khoi
nhitng chi nhanh con. Vay, lam thé nao dé dinh hwéng tap trung nhitng cong
ty khong 16 nhu vay?

Vé mat ly thuyét, moi chuyén rat dé dang. Ban chi viéc tao ra cong ty mdi

t* mot vai chi nhanh cia cong ty 16n. Hay tim cach chia tach va chinh phuc.

Van dé nam & suy nghi cua doi ngii lanh dao hang dau cta cac cong ty nay.
Hau hét cac nha quan 1y nghi rang quy mo6 dong nghia vGi tam quan trong,

quyeén luc, sy théa man vé mat tinh than.

Tham chi, khi IBM thua 16 hang ty d6-la, John Akers van la giam doc diéu
hanh ctia mét tap doan may tinh tri gia 60 ty d6-la chit khong phai giam doc
ctia mot cong ty thua 16 8 ty d6-la. Vao nam bi thua 10 23 ty do6-la, General

Motors van chiém vi tri s6 mot trong danh sach Fortune 500.

Veé mat ly thuyét, thanh 1ap cong ty mdéi tir cong ty dang hoat dong chi la
mat cong cu quan ly khac, hitu ich trong mét s6 treong hgp nhung lai
khong c6 tac dung gi doi véi nhitng treong hop khac. Khi 4p dung vao thuc
té, c6 mot lyc can 16n doi vdi viéc sit dung phuwong phap nay. Bao nhiéu
giam doc diéu hanh sé ty nguyén tir b6 mot niva cong viéc, mot nira quyéen
lwc, mot nita sy théa man vé mat tam ly cia minh? Chac la sé cé khong qua

nhiéu nhitng giam doc nhw vay.

Thuye t€, hau hét cac cong ty do cac nha quan ly ndi bd, khong phai do ban
giam doc tr bén ngoai, diéu khién. Néu giam doc that sy trd thanh mot
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ngwdi lanh dao dwgc mot ban giam doc doc 1ap thué va chi dao, doi ngii
quan ly sé huwéng téi muc tiéu mé rong vé quy mé chit khéng phai lgi

nhuan.

Nhuwng xu huéng chong lai viéc thanh lap cong ty méi dang thay déi. To
Wall Street Journal ra ngay 15/6/1995 cho biét: “Viéc thanh lap cac cong ty
mdi sé tap trung da phat trién nho ap luc tir phia cac nha dau tw nham giai
phong cac gia tri con & dang tiém nang, cac lgi ich hap dan vé thué va cac
bang chitng cho thay c6 phiéu ctia cd cong ty me va cong ty mdi thanh 1ap
déu dat két qua tot hon trén thi truong chung.”

Khéi dau cho cau chuyén thanh 1ap cong ty méi cia to Journal 1a tuyén bo
dua ra hai ngay treée do. Mot trong nhitng su kién budce ngoat trong lich s
cac cong ty chinh la viéc cha tich Rand Araskog tuyén b6 tap doan ITT sé
tach thanh ba cong ty doc 1ap. Cac nha phan tich goi hanh dong nay la sy
phat tdn von gép c6 phan 16n nhat trong tai san ctia cong ty ké tir khi cong
ty dién thoai va dién tin Hoa Ky (American Telephone and Telegraph) tan

ra vao nam 1984.

Vu tach cong ty cta ITT ciling chi la mot sy dan xép dién ra trong m4t nam
xay ra nhiéu vu thanh 1ap céng ty méi véi mot mie tai san ky luc 1én tGi 30
ty do-la. (Nam 1993, ky luc la 17 ty do-la va nam 1994 la 27 ty do-la).

Dudi sy lanh dao day tham vong cia Harold Geneen, ITT la mot lién hiép
cac cong ty dau tién mua lai cac cong ty khac véi toc do mot cong ty mot

tuan. O giai doan dinh cao ctia minh, ITT c6 hon 250 cong ty 16n nhé.

C6 ly thuyét cho rang mot chinh thé bao gio cling c6 gia tri 1én hon cac bo
phan cong lai va sy da dang hoa sé mang lai dong lgi nhuan dang tin cay
hon. Tuy nhién ly thuyét nay that khé tin. Vi du minh chitng cho diéu do la
tr nam 1979 dén nam 1991, c6 phiéu cua ITT tang cham chap trong bang
chi s6 ctia Standard & Poor’s 500 véi mitc 36%.
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Viéc thanh 1ap cong ty méi thé hién mot buwde chuyén doi 16n vé chién lugc.
Trong cudn sach The ITT Wars (Nhitng cudc chién tranh ITT) xuat ban nam
1989, Rand Araskog da lén an nhitng ngwoi lam tan ra cac tap doan khi
muon tim kiém lgi nhuan tw viéc “kéo do va pha hiy nhitng gi da dugc xay
dung”. Theo ong thi: ho da khong c6 “mot chwong trinh tich cyc, khong cé

mot tam nhin doi v6i nén kinh té tét hon, hitu ich hon va hiéu qua hon”.

Mot ITT mdéi sé bao gom ba cong ty riéng biét: ITT Hartford Group — cong
ty bao hiém; ITT Industries — cong ty chuyén vé cac linh vuc ti dong hoa,
quan su, dién tit; va ITT Destinations chuyén kinh doanh khach san, dau tw

mao hiém, gidi tri, dich vu thong tin.

Ba thang sau, dén lwgt AT&T tuyén bo sé tach thanh ba cong ty riéng biét:
mot cong ty tap trung vao cac phuwong tién truyén thong noéi chung, mot
cong ty tap trung vao phan citng thiét bi truyén thong va mot cong ty tap
trung vao may tinh. Cong ty cho biét: “AT&T khong hé co cau lai quy mo,
ma tap trung vao dinh hwéng kinh doanh, t6c do phat trién va co hoi kinh
doanh 16n.”

Khi binh luan vé tuyén bo cia AT&T, Michael Porter n6i: “Nhitng gi ching
ta luon phai hoc hoi chinh la dinh hwéng tap trung chit khong phai tinh da
dang hoa hay tinh phtc tap”.

Bon thang sau, lai dén lwgt vu dan xép ctia Dun & Bradstreet. Nguwoi khong
16 vé thong tin v&i tong gia tri tai san 1én t6i nam ty do-la nay sé tach thanh
ba cong ty thwong mai. Gidm doc diéu hanh Robert Weissman cho biét:
“Chung tdi tin cac m6 hinh c6 khéa nang gianh thang lgi khi ching ta tién

vao thé ky tiép theo chinh la dinh hwéng tap trung va téc do phat trién.”

Viéc thanh 1ap cac cong ty mai c6 xu huéng tao ra lgi nhuan trén thi truong.
Nghién cttu ctia A J.P. Morgan vé 77 vu thanh 1ap cong ty mdgi tach ra tw
cong ty cii ttt nam 1985 dén nam 1995 cho thay, trung binh nhitng cong ty
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nay dat két qua cao hon — khoang trén 20% — tai thi treong chitng khoan
trong sudt 18 thang dau sau khi giao dich.

Mot tuyén bo thanh 1ap cong ty mdi thu hit dwgc rat nhiéu sy quan tam tw
cac phuong tién thong tin dai chiing la quyét dinh ctia General Motors cho
phép Electronic Data Systems (EDS) di theo con duong riéng.

EDS la mot vu mua ban 16n khi General Motors mua lai né6 tw tay Ross
Perot vao nam 1984 béi EDS c6 rat it doi tha canh tranh va thi truong dang
phat trién nhanh chong. Nhung ngay nay, véi sy xuat hién ctia hang loat cac
cong ty canh tranh nhw IBM, Digital Equipment, Unisys va Computer
Sciences thi moi chuyén da khac. Hon nita, nganh kinh doanh dich vu may
tinh dang phai d6i mdt véi nhitng thach thitc vé mat cong nghé khi chuyén
t linh vue kinh doanh may tinh trung tam sang may khach-chu. Tré thanh
mot cong ty hoat dong doc 1ap, EDS sé sung sitc hon dé dwong dau véi qua

trinh chuyén doi.

Khi céac tap doan do x6 thanh 1ap nhiéu cong ty méi doc 1ap, mot cau hoi
dugc dat ra: Mot tap doan 16n c6 bao gio hoat dong hiéu qua khong?

Chac chan, thdm chi mét chién lwgc khong hoan thién sé cé két qua néu qua
trinh thuwe hién rat t6t va c6 mot nguoén lwe 16n. ITT da thanh cong trong

nhitng nam dau nhung khi mot lién hiép cac cong ty phat trién, né lai khong
chiu n6i tdc dung cta banh da van hanh. Banh xe cang 1én, toc do moi vong

quay cang nhanh va nguy co tiém an nhitng van dé phat sinh cang gia tang.

Hay so sanh tap doan ITT (xép thit 23 trong danh sach Fortune 500 vGi
doanh s6 nam 1994 la 24 ty do-la) véi tap doan Dover (x€p thit 361 va
doanh s6 la ba ty do-la). Dover cé 54 cong ty dang hoat dong trén hon 70
linh vie kinh doanh khac nhau, ttr thang may va xe tai chd rac t6i cac loai

van va deén pin han. Dover la mdt tap doan kiéu c6 dién nhwng van luén cé
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mttc 1gi nhudn theo c6 phan cta cac c6 déng cao va tong 1gi nhuan trung

binh hang nam cda c6 dong dat gan 14% trong sudt 10 nam qua.

MGt cong ty tirng hoat dong hiéu qua trong qua khit sé van tiép tuc c6 lai
trong twong lai? Khéng cé vé nhu vay. Khi Dover tang trudng, cac co xe
doc ma bat dau chéch khai banh.

Cac cong ty nhuw Dover cua ngay hom nay cling dugc huwong 1gi tir sy tap
trung cac hoat dong kinh doanh cua ngay hom qua khi sy da dang hoa va sy
két hgp c6 dugce trd thanh phwong thivc hoat dong chuan muc cia cac céng
ty nay. Khi mot cong ty hoat dong hiéu qua trong linh vuc kinh doanh thang
may va xe tai chd rac, diéu d6 khong hoan toan c6 nghia la n6 sé van lam

an hiéu qua trong kinh doanh mdy tinh va phan mém.

Khi nhin vao cac cong ty nhu Dover, ban sé nhan thay hau hét cac doi tha
canh tranh ctia ho ciing la cac cong ty lién hiép. Néu moi doi tha canh tranh
trong mot linh vure kinh doanh 1a mot cong ty lién hiép thi chac chan cong

ty gianh thang lgi phdi 1a mot cong ty lién hiép.

Chi khi mé6t cong ty chuyén san xuat mot mat hang c6 co hoi canh tranh vai
cong ty san xuat tong hgp, ban mdi cé thé nhin thay gia tri that sy cua cong
ty chuyén san xuat mot mat hang. Néu khong c6 nhitng cong ty nhu vay,

chién thang sé luon thudc vé cac cong ty san xuat tong hgp.

Co thé cac tap doan 16n gianh phan thang sé coi viéc cat giam chi phi va
hoat dong kinh doanh v&i doi ngii diéu hanh méng la trong tam cua chién
lwgc. Mdc du Dover c6 22 nghin nhan vién nhung doi ngti lanh dao chi co
22 nguoi.

Noi cach khéc, tap doan 16n gianh chién thang sé tap trung vao qua trinh

thiwe hién vi d6 cach duy nhat dé tao nén sy khac biét so vGi cac doi thu.
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Diéu nay dan dén mot quan niém sai lam rang chién thang dugc quyét dinh
hoan toan dwa trén qua trinh thwc hién ma khéng phai nhd vao chién lwgc
kinh doanh. Biéu d6 c6 nghia la ban c6 thé thay déi hoan toan bat ky cong
ty nao, bat ky hoan canh nao bang ky luat, lam viéc theo nhém, quan ly chat
lrgng toan dién (TQM) va no luc ctia cong ty.

Jack Welch — giam d6c diéu hanh ctia General Electric, cho biét: “Chi
nhitng cong ty kinh doanh c6 hiéu qua cao nhat sé gianh chién thang. Néu
ban khong thé ban mot san pham chat lwgng hang dau véi gia ré nhat trén

thé gidi, ban sé bi loai khéi cudc choi.”

GE la cong ty theo hinh thitc tdp doan thanh cong nhat trén thé gidi hién
nay, xép vi tri thit nam trong bang xép hang Fortune 500, vGi doanh s6 dat
64,7 ty do-la va lgi nhuan dat 4,7 ty do-la. Cong ty nay ciling dwoc xép hang
la m6t trong nhitng cong ty c6 nang lwe canh tranh cao nhat trén thé gigi voi
nhitng phwong phap quan ly ctia cac nha tw van va cac nha lanh dao hang

dau.

Nhung GE c6 hai thi¢ rat khé dé lam lai. Thit nhat, cong ty dugc sang 1ap
vao nam 1878. Thit hai, tén thuwong hiéu GE la mot trong nhitng cai tén
duwgc biét dén nhiéu nhat va moi nguwdi yéu thich nhat. (Hai yéu to nay c6
quan hé véi nhau vi phai mat mét khoang thoi gian dai dé mot thwong hiéu
c6 duwgc mot cho dirng quan trong).

V6i mot cong ty mdi co6 tén thwong hiéu chwa dugce biét dén nhiéu, nhitng
thit duy nhat con lai dé canh tranh la danh dau lam chuan, tim ra giai phap
va cac ky thuat quan ly khac theo chu trvong ctia General Electric. Nhung

tat ca yéu to trén khong da dé dam béao thanh céng cho mdt cong ty.

Hon nita, hau hét cac cong ty dang canh tranh v6i GE ciing la cac tap doan.
Trong linh viyc dong co phan lyc may bay, GE canh tranh vgi United
Technologies — mot tap doan s& hitu Pratt & Whitney ciing nhu thang may
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Otis, diéu hoa nhiét do Carrier va cac linh vure kinh doanh khac. GE ciing
canh tranh vGi General Motors vé dau may dong co dién diesel va canh

tranh vé&i Westinghouse vé dung cu phat dién.

Madc du trong qua khi¢, GE tirng rat thanh cong, nhung ngwdi ta van nghi
ngo vé twong lai ctia né. Liéu no co thé tiép tuc leo 1én vi tri cao hon trong
ndc thang xép hang cia Fortune 500 khong? T6i c6 cam giac rang GE da

1én dén dinh diém va cach duy nhat dé di tiép la... tut xuong.

GE c6 thé 1a mot trong nhitng cong ty cudi cung phai vién dén bién phap
thanh 1ap cong ty méi dé dat dinh huwéng tap trung hiéu qua hon. Mot tng
ctr vién xuat sac la GE Capital, doanh nghiép c6 tong gia tri tai san 20 ty
do6-la v6i mot nén tang san xuat truyén thong lau doi ke thira tir cong ty ban

dau.

Viéc thanh lap cong ty méi dwgc xem nhw mot cong cu dé dinh hwéng dang
phat trién rat nhanh. D6i v6i nha dau tw, cac cong ty chia lam nhiéu phong

ban c6 thé dé dang tach thanh cac cong ty méi rat hap dan.

Marriott Corp. da tach thanh hai cong ty: Host Marriott Corp. — cong ty s@
hitu va kinh doanh bat dong san khach san nhwng khong quan 1y khach san
va Marriott International, Inc. — quan ly nhung lai khong s@ hitu cac khach
san. Sy tach biét nay da tao nén thanh cong tuyét voi. Khi viéc chia tach
dwgc cong bo vao thang 10/1992, thi tredng dinh gia c6 phiéu cia Marriott
Corp. chi 1a khoang hai ty d6-la. Néu hai cong ty két hop lai thi gia tri wéc
tinh la khodng sau ty do-la (thoi diém nam 1996).

Qua trinh dinh hwéng van dang tiép tuc. Tt khi dugce chia tach, Host
Marriott da loai boé hau hét cac khach san ré tién cling nhw 14 trai dudng
13o0. Theo bao cao, dong thai nay da thu vé 320 triéu d6-la. Cong ty cling
ban 114 khach san nhé va 21 trong s6 54 san vuon thudc cac khach san cua

Marriott (hau hét do hé thong Marriott khac tiép tuc quan ly). Cong ty con
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tuyén bo sé thanh 1ap hai linh viee kinh doanh san bay va thu phi lwu thong
tren duong.

T4t ca nhitng budc di trén ctia Host Marriott chi nham tap trung vao chién
lwge mua cac khach san sang trong. Biéu nay chitng té mot chién lwgc da
thanh cong. Trong chién luwgc nay, diéu duy nhat ma cong ty van chua thuc

hién la dat tén goi mdi dé phan biét gitta Marriott va cac cong ty khac.

Trong linh vyc kinh doanh khach san cling vay. Promus da chia tach thanh
hai khach san va thanh 13p thém mot khach san m@i véi tén goi Promus
Hotel Corp. Cong ty van tiép tuc duy tri cac hoat dong vé casino va dat tén
goi la Harrah’s Entertainment Inc. (Thi treong rat ing ho dong thai nay. Chi
chwa day ba thang sau, thi phan ctia Promus da tang 50%).

Su phan chia nay da mang lai nhiéu y nghia cho cong ty. Promus tr& thanh
cong ty me bao gom 4 khach san day chuyén: Embassy Suites, Hampton
Inn, Homewood Suites va Hampton Inn va Suites. Harrah’s Entertainment

trd thanh cong ty me vé day chuyén casino 16n nhat nuwéc My.

Trong khi cac cong ty casino khac phat trién dich vu bat dong séan thi
Harrah’s lai dang xay dung tén thwong hiéu. Do cac bang dang dan nhan
thitc dwgc rang ngwoi dan dia phwong thich danh bac nén ho da phat trién
hoat dong kinh doanh casino thanh hoat dong c6 quy mo rong trén pham vi

toan quoc.

Quy mo hoat dong ctia Harrah’s chac han sé khién ban phai sttng sot. Cong
ty c6 tdm khu khach san casino tai Nevada, New Jersey va Colorado, bon
casino @ Illinois, Louisiana va Mississipi. Ngoai ra, cong ty con hop tac
kinh doanh v&i cac cong ty An D06 khéc tai Minnesota, Alabama, Maine va

Arizona.
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Hang nam, lwvong khach hang cua Harrah’s tang 1én khoang hon 500 nghin
nguoi. Hién nay, do moi hoat dong kinh doanh khu khach san casino cta
Harrah’s tap trung vao mot cong ty riéng néen trong twong lai Harrah’s sé co

nhiéu tiém nang phat trién.

La thvong hiéu vugt troi trong linh viee kinh doanh khu khach san casino,
Harrah’s c6 thé manh vé tai chinh va chinh tri dé duy tri mc c6 phiéu cao
nhat trén thi treong.

bé dat dwoc thanh cong trong kinh doanh, cac cong ty khong cé bi quyét
nao ngoai viéc nhanh chéng xam nhap thi truong, tré thanh cong ty hang
dau. Nhitng chién Iwgc phat trién ma Hertz ap dung doi vdi dich vu cho
thué xe 6t6, Charles Schwab ap dung doi vGi cong ty moi gidi gidm gia va
H&R Block ap dung déi véi thué thu nhap cling chinh la nhitng gi ma
Harrah ap dung trong linh virc kinh doanh khach san casino. Chién lwgc

phat trién kinh doanh cua cac cong ty déu giong nhau.

Noi guwong Promus, thang 5/1995, tap doan Hilton Hotel v&i doanh thu 1,5
ty do-la da thong bao chia tach khu khach san casino thanh hai cong ty
rieng biét. Nho dé, cong ty nay da thu dugc lgi nhuan 16n. Hoat dong kinh
doanh vé khach san chiém 41% doanh thu cua Hilton trong khi dich vu khu
khach san casino chiém 59%. Vay dinh hwdng tap trung nam & dau?

Hai hoat dong kinh doanh khach san va kinh doanh khach san casino c6 vé
giong nhau nhung thue té hoat dong ctia ching lai rat khac. Hoat dong kinh
doanh khach san mong muon tach biét hoat dong kinh doanh vé do an véi
cac dich vu khac dé tim kiém lgi nhuan trong khi hoat dong kinh doanh
khach san casino lai mong muon tach biét dich vu cung cap vé phong nghi

va do an dé kiém loi tir may giat xeng choi bai va ban danh bac.

bay la sw khac biét 16n khién cho viéc quan 1y hoat dong kinh doanh ciing
nhw chuyén doi nhan luce tir cong ty nay sang cong ty khac gap nhiéu kho
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khan.

Mot cong ty kinh doanh vé khach san casino khac da cong bd ké hoach tach
biét m6t phan chinh trong hoat dong kinh doanh ctia minh la Bally
Entertainment. Bally l1a cong ty kinh doanh vé cau lac bd hang dau (vé6i 340
trung tam), dong thoi la cong ty kinh doanh vé khu khéach san casino c6 quy
mo 16n (vdi ba dia diém cung cap dich vu vé khach san casino va mot

casino ven song).

Doanh thu dwgce phan chia gan nhw 1a ngang bang gitra hai cong ty (cong ty
kinh doanh cau lac b va cong ty kinh doanh khach san casino). Pay qua la

mot gidi phap kha thi dé gidi quyét nhitng kh6 khan ma cong ty gap phai.

Bally dang gap qua nhiéu rac roi. Bally’s Grand, Inc. cong ty chinh thudc
khu du lich Las Vegas ctia Bally 1am vao tinh trang pha san. Trong nhiéu
nam, Bally da mua va ban hoat dong kinh doanh cong vién giai tri va cong

ty sdn xudt game giai tri.

Hiém khi mt cong ty thwong xuyén thay déi dinh hwdng tap trung lai c6
thé thanh cong. Trong thap ky 1990, téng doanh thu cta Bally
Entertainment Corporation dat 15,8 ty do-la. P6 khong phai la mot két qua
toi. Tuy nhién, cong ty da khong thu dwgc 1gi nhuan ma trén thyc té da that

thu 265 trieu do-la trong vong mudi nam.

Hay so sanh treong hgp tap doan Circus Circus vGi Bally. Nam 1974,
William Bennett va William Pennington da mua lai khu khach san casino
Circus Circus & Las Vegas. Khi ho gianh dugc quyén kiém soét thi cac hoat
dong kinh doanh khach san casino lai thiéu sy tap trung. Hon mot nira
khach thué phong tai khach san it danh bac trong khi céac casino lai c6 gang
thu hut nhitng tay co bac.
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Bennett va Pennington da chuyén doi hwéng phat trién bang cach thu hat
doi twgng khach hang la nhitng gia dinh quan tdm nhiéu dén gia tri. (Day
chinh 1a khu khach san casino Las Vegas dau tién thu hep phwong phap tiép
can doi véi mang thi trvong cung cap nhitng san pham, dich vu vé khach
san casino nhung ré tién hon). Ho cung cap phong nghi va do an véi gia
tién hop 1y, loai bo viéc cho ng tai casino... Ho cling giam viéc st dung
nhitng gidi phap canh tranh v&i cac cong ty khac va gidm cung cap dich vu

phong nghi, d6 an va nwéc uéng mién phi danh cho cac tay cd bac.

Phwong phap tiép can nay da phat huy tac dung. Cong ty mé thém Circus
Circus thtt hai tai Reno. Hién tai (1996), Circus Circus kinh doanh sau khu
khach san casino tai Nevada va hai casino c6 quy mo nho hon tai Las
Vegas. Phuong phap tap trung vao hoat dong kinh doanh da giup cong ty
thu duoc 1ai.

Néu Bally that thu 265 triéu d6-la trong khoan doanh thu 15,8 ty do-la
trong muwdi nam qua thi Circus Circus lai kiém duwgc 730 triéu do-la trong
khoan doanh thu chi ¢ mirc 5,7 ty do-la. Sy khac biét gitra Circus Circus va
Bally la gi? Tat ca dwgc tébm gon trong cum tir “tap trung kinh doanh”.

Ngoai viéc chia tach dé thanh lap cac khu casino m&i, xu huwéng chia tach

con xdy ra @ cac cong ty hoa chat. Hoa chat (thwong la xang dau) dwoc st

dung nhw chét trung gian san xuat nhiéu loai sdn pham khac. Viéc st dung
héa chat trong qua trinh san xuat dau, xang va san pham hap dan dén mic
nhiéu cong ty da khong thé cuwong lai dwoc.

Mot vi du dién hinh vé viéc dwa ra ké hoach khong ding huwéng 1a vao nam
1981, DuPont — c6ng ty hda chat 16n nhat cia My, da mua lai cong ty dau
Conoco Oil v6i gia 7,8 ty d6-la (dugc biét dén véi tén goi la DuPonoco).
Nhiéu nha phén tich tai chinh da dé nghi DuPont chia tach dé thanh lap
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cong ty Conoco. Tuy nhién, khong thé phu nhan duwgc la khong thé trén lan

gitta dau va hoa chat.

Tuwong tw, khong thé tron lan hoat dong kinh doanh chup anh va héa chat.
Cudbi nam 1993, cong ty Eastman Kodak da chia tach dé thanh lap cong ty
Eastman Chemical v6i mitc dau tw bon ty do-la. Mac du dwgc thanh 1ap tw
nam 1920 vdi tw cach 1a cong ty cung cdp hda chat cho Kodak nhung trong
nhitng nam gan day, Eastman Chemical da tr& thanh cong ty cho vay tién

mat voi 1ai suat cao.

Earnest Deavenport Jr. — gidm doc diéu hanh cua Eastman Chemical, cho
biét: “Mot diéu ro rang la ching t6i c6 thé bo sung thém nhiéu gia tri hon
cho c6 dong cua Kodak.” Viéc chia tach dé thanh lap cong ty méi khong hé
anh hwéng xau t6i hoat dong kinh doanh ctia Eastman Chemical. Kodak chi

chiém 7% doanh s6 cua cong ty.

Y kién ctia Deavenport rat diing. K& tit khi dugc thanh 1ap, 1gi nhuan cia
Eastman Chemical tang hon 60%.

Giai phap tiép can logic tiép theo la thay doi tén goi cho cong ty. Ké tir khi
Eastman dwoc hiéu la cong ty hda chat thi Eastman Kodak nén doi thanh

Kodak Corporation.

Dow Chemical, cong ty hdéa chat 16n thit hai ciia My cling dang thanh 1ap
cong ty méi ti viéc chia tach. Nam 1992, Dow ban c6 phiéu cta xi nghiép
dau cho déi tac 1a Schlumberger. Nam 1993, Dow béan Freeport Texas — nha
may loc dau cho nha may nang lwgng Phibro Energy véi gia 200 triéu do-la.
Tuy nhién, hoat dong kinh doanh cé quy mo 16n nhat ma Dow ti bo la hoat
dong kinh doanh duwgc pham va cham séc sitc khée (Marion Merrell Dow
chiém 72% doanh thu ctia cong ty).
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Nam 1989, Marion Merrell Dow da mua Dow v6i gia 7,7 ty do-la va sau do
ban cho Hoechst AG, cong ty dugc pham 16n nhat trén thé gigi va doi tén
thanh Hoechst Marion Roussel. Tai sao mdt cong ty hoa chat lai mudén mua
mot cong ty dwgc pham? Néu khong thudc vé Dow, tai sao cong ty nay

thudc vé Hoechst?

Mot cong ty hoa chat khac da quay tréd lai thi truong kinh doanh trueéc day
ctia minh la W.R. Grace, cong ty sdn xuat hoa chat 16n nhét thé gigi. Cong
ty nay tham gia hoat dong kinh doanh dwgc pham vdi cong ty con National
Medical Care, cong ty cung cap than tham tach 16n nhat nwéc My. Thang
6/1995, W.R. Grace da thong bao ké hoach chia tach mot phan nhé dé thanh
1ap cong ty m@Gi v6i mic dau tw 1,9 ty do-la (chiém 37% doanh thu va 43%

1gi nhuan ctia cong ty).

Giam doc cong ty cho biét: “Sau khi thanh 1ap cong ty National Medical
Care, xét vé mat chién lwgc, hoat dong kinh doanh va tai chinh ctia Grace sé
16n manh hon.”

biéu nay rat dang, tuy nhién con phai mat mot thoi gian kha lau Grace maéi
dat dwgc két qua nhw vay. Do William R. Grace thanh 1ap tir nam 1854 tai
Peru v&i muc dich cho thué tau phuc vu cac hoat dong budn ban, cong ty da
tham gia vao tat ca cac linh vic kinh doanh tir hang khéng dén ngan hang,
than d4, coca-cola, dau, khi d6t dén cac mat hang thé thao, d6 an Mehico.
Cudi cung, sau hon mot thé ky, Grace da dinh hwéng duwgc hoat dong kinh
doanh.

O My, viéc thanh 1ap cong ty mdi tir viéc chia tach cong ty 16n 1a mot hoat
dong kinh doanh khong bi danh thué. Luat vé thué khuyén khich céng ty
chia tach dé thanh 1ap cac cong ty kinh doanh thanh cong va ban di nhitng
cong ty thua 10. Viéc thanh lap nhitng cong ty kinh doanh thanh cong sé

giup cong ty d6 dwgc mién thué va viéc ban cong ty thua 10 sé gitip cong ty
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tao nén khoan thua 16 vé von duwoc stt dung dé bu dap vao cac khoan 1gi

nhuan vé von trong tuwong lai.

Trong khi do, tai Anh, cong ty hoa chat Imperial Chemical Industries (ICI)
quyét dinh chia tach thanh hai bd phan. ICI da chia tach bo phan kinh doanh

dwgc pham va héa chat dac biét thanh cong ty méi mang tén Zeneca.

Sy thanh 1ap Zeneca chinh 1a mot moc rat quan trong trong lich st phat
trién caa ICI. ICI da phat trién thanh mot tadp doan hang dau, 16n nhat nwéc
Anh va la cong ty hoa chat 16n thit tu thé gigi. Tuy nhién, cong ty thu dugc
lgi nhuan rat it, gia c6 phiéu thi sut gidm. Gitta nam 1980 va dau nam 1991,
gia co phiéu cua ICI tang 230% trong khi cac chi s6 c6 phiéu khac trén san
giao dich London tang 420%.

Thi treong rat ing ho viéc chia tach caa ICI va thanh 18p Zeneca. Trong
vong 18 thang, sau khi viéc phat hanh chitng khoan dwgc diéu chinh, ca hai
cong ty dwa ra mic dinh gia tong hop tang 57% so vdi mirc tang 25% dugc

dang tai trén to Financial Times.

Trong khi cac cong ty héa chat dang chia tach cac hoat dong kinh doanh
dwgce pham va hoa chat thi tai cac cong ty dwgc pham, cac hoat dong kinh
doanh héa chat cting dang bi chia tadch. Sandoz AG, mot trong ba tap doan
dwgc pham 16n nhat Thuy Dién, cling thong bao ké hoach chia tach dé
thanh 13p céng ty dugc pham mdi v6i miéc dau tw hai ty do-la.

Giam doc Sandoz cho biét, ban dau Sandoz la cong ty dwgc pham véi
doanh s6 hang nam dat gan 12 ty do la. Nhung hoat dong kinh doanh cta
Sandoz lai khong thong nhat vdi y twdng ma cong ty dat ra. Gan day,
Sandoz da mua lai Gerber Products véi gia 3,7 ty do-la. Biéu nay da khién
cho dinh hwéng tap trung vé dwge pham cua Sandoz ma nhat va chuyén dan

sang kinh doanh vé thitc an cho tré em.
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Hién nay trén thi tredng, viéc chia tach cong ty 16n dé thanh 1ap cong ty
mdi la gidi phap hgp ly d6i véi nhiéu cong ty gap khoé khan trong van dé
kiém soat, quan ly ciing nhu hoat dong kinh doanh. Tuy nhién, tai sao cac
cong ty dé lva chon giai phap nay dau tién? Do 1a do yéu t6 tim kiém hoat

dong mua ban dé dang.

Viéc chia tach cong ty 16n dé thanh 1ap céng ty méi da bo sung thém nguon
lwc cho cong ty. Biéu nay dugce xem la sy hgp nhat theo chiéu doc hodc sy
da dang héa. Viéc gianh lay khach hang la diéu hap dan dén noi nhiéu cong
ty khong thé cwdng lai duogc.

Ly do nao khién Ford dau tw vao Hertz, General Motors (GM) dau tw vao
Avis va mua lai quyén kiém soat chinh ctia National Car Rental, Chrysler
gianh lay Thrifty Rent-A-Car va Dollar Systems? Qua thyc, day nhitng la
doi twgng khach hang béo bd, véi quy mo 16n ma cong ty mong mudn thu
hut.

Chang han, trung binh GM chi mua 345 xe mdt nam trong khi mot cong ty
cho thué 6t6 v6i quy mo 16n sé mua hang tram nghin xe. (Hertz c6 215

nghin chiéc xe va ctt sdu hodc bay thang lai thay doi s6 lwgng xe mot 1an).

Nam 1991, GM ban hon 800 nghin xe cho thué, xap xi gan bang 1/4 tong s6
xe cua cong ty. Khi chiét khau cao cung vGi nhitng ton that tir viéc mua ban
tang 1én, GM thwong phai chiu thua 16 hon 1.000 d6-la khi ban mot chiéc xe

cho thue.

Sau dé, cong ty con gap phdi rac roi trong van dé quan ly. San xuat va cho

thué xe 6t0 l1a hai hoat dong kinh doanh khac biét, rat kh6é chuyén doi.

National Car Rental System ma GM da mua nam 1987 la mét vi du dién
hinh. Nam 1992, GM phadi chi tra 744 triéu do-la lién quan dén cac khoan
that thu va dan dan danh mat danh tiéng. Nam 1993, National Car Rental
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System thua 16 ndang dén mitc GM phai can nhac viéc thanh 1y cac mat hang
cua cong ty. Nam 1995, GM ban National Car Rental System cho nhém cac
nha dau tw do William Lobeck, ngwoi titng s& hitu Thrifty Rent-A-Car,
diéng dau.

Cau tra 16i duy nhat cho viéc thu gop toan bd tai san chung dé chia déu cho
cac c6 dong la ban hodc chia tach hoat dong kinh doanh khong hiéu qua dé
thanh 1ap cong ty méi. Thang 5/1995, khi nghi huu, Bruce Atwater giam
doc diéu hanh ctia General Mills da hoan thanh dv an kéo dai 14 nam
nghién citu vé viéc chuyén doi hoat dong kinh doanh ctia cong ty thanh hai

dinh hvéng tap trung chinh va dugc xac dinh ro rang.

Ciing giong nhw cac cong ty Monet (kinh doanh do trang sittc), Kenner (do
choi tré em), Parker Brothers (cac tro choi dién ttt), Izod va Eddie Bauer
(quan 4o), nam 1981, General Mills ngap chim trong nhiéu thit qua lat vat
va khong can thiét. Hién nay, cong ty da khac phuc dwgc tinh trang nay.
Bruce Atwater tuyén bo: “Mifc tang tredng cta cong ty ching to6i gia tang
sau moi lan thu hep dinh hwéng tap trung”.

Trong dong thai cudi ciing vé dinh hwéng hoat dong kinh doanh chinh,
Atwater da chia tach chu6i nha hang Red Lobster va Olive Garden va thanh
1ap Darden Restaurant’s Inc. (1ay theo tén goi ctia William Darden, ngudi
sang lap Red Lobster). V@i tong gia tri tai san 3,2 ty do-la, Darden nhanh
chong tré thanh nha hang an uéng 16n nhat trén thé gidi. General Mills tré
thanh cong ty chuyén vé ngii coc Cheerios va cac do an dong goi khac vai

tong gia tri tai san 5,5 ty d6-la.

Hién nay, General Mills dang phai tap trung that sw dé tim ra cach thitc bat
kip Kellogg trén thi tredng ngii coc ctia My. Trong khi General Mills chiém
27% thi treong thi Kellogg chiém ty 1€ kha an twong la 36%. Khi cac nha
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quan ly nhan thitc duwgc rang cong ty sé phai dwong dau véi mot tran chién

mdi, ho da dwa ra chién lwgc tap trung rat hoan hao.

Trén mat tran tai chinh, qua trinh chia tach céng ty 16n hon dé thanh lap
cong ty m@i ciing nhw qua trinh thanh ly cac céng ty thua 16 thwdng xuyén
xdy ra. Nguyén nhan la do cac céng ty cam thay minh la nan nhan ctia rat
nhiéu chwong trinh quang cao tai chinh trén cac phwong tién thong tin dai
ching. Nam 1981, bai bao xa luan ctua to Wall Street Journal viét: “Cudi
cung, nguoi tiéu dung sé c6 thé dwong dau dugce vGi nhitng cong ty khong
16 mong muon lap day nhu cau cia khach hang bang cac dich vu lién quan

dén ngan hang, bao hiém, dau tw va thé tin dung”.

Tuy nhién, liéu ho cé that sy muon nhw vay khong? Ro rang la khong. Vay
dau la 1y do khién cong ty bdo hiém nhan tho 16n nhat nwéc My la
Metropolitan Life ban chi nhanh Century 21 — t6 chitc kinh doanh bat dong
san 16n nhat trén toan thé gi¢i? Nguyén nhan la khach hang thwong sé thich
lam viéc véi nhitng cong ty chuyén han vé mot dich vu, san pham chi

khong phdi la mot cong ty bach hoa.

Néu hién tai khach hang mua tat tir cita hang cta ban thi khong nhat thiét
trong thoi gian t6i ho sé lam thé. Thang 6/1993, Sears da chia tdch 80% tién
von ctia minh trong cac cong ty Dean Witter, Discover & Co. cho cac co
dong.

Néu khach hang mua pin 6t0 tir cong ty cta ban, thi khong nhat thiét ho sé
mua bdo hiém 0t6 tir cong ty ban. Thang 6/1995, Sears da chia tach 80%
tién von cong ty Allstate Corporation cho cac co6 dong. Allstate van c6 thé
kinh doanh phat dat ma khong can hgp tac vGi bat ky céng ty nao 16n hon.
D6 1a vi cong ty c6 dinh huwéng tap trung (bao hiém 6t0) va mot thuwong hiéu

noi tiéng hai yéu to tao nén sitc manh rat 16n.
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Khong cong ty nao quan tam nhiéu dén dich vu tai chinh nhw American
Express. Ngoai dich vu vé tin dung va thé tra tién mua hang, céng ty con
kinh doanh thé bao hiém nhan tho/bao hiém tai nan, bao hiém tai san, cac
dich vu tién trg cap hang nam, nguén von dau tw, tu van tai chinh.
American Express cling c6 mot ngan hang mang tén American Express
Bank vd&i 81 chi nhanh tai 37 quéc gia.

Mot vi du khac vé chién lwgc phat trién tai chinh tai cac siéu thi ctia cong ty
Amex nham huwéng téi Shearson Lehman Brothers, mét cong ty sap nhap
badi hai cong ty moi gidi (Shearson Loeb Rhoades va E.F. Hutton) va ngan
hang dau tw Lehman Brothers.

Tuy nhién, chién lvge nay khong that sy phat huy hiéu qua. Nam 1994,
Lehman da tiéu ton bon ty do-la truede khi bi ban cho cong ty khac. Hai
cong ty moi gidi duwgce chuyén sang Primerica Corporation (hién nay la
Travelers) va Lehman Brothers dwgc chia tach thanh ngan hang dau tw doc
lap.

Theo dy doan, sir hon loan vé mat tai chinh tai American Express ti€p tuc
khién cac nha quan ly cua cong ty gap nhiéu khé khan trong viéc giai quyét
cac van dé lién quan dén thé tin dung. La cong ty ditng thit ba trong linh
vue kinh doanh tin dung va thé tra tién mua hang (sau Visa va MasterCard),
Amex hién dang gdp kho6 khan. Thi phan ctia cong ty giam tir 25% trong
nam 1990 xudng 16% nam 1996. DEé giai quyét cac van dé nay, cong ty sé

phai tiéu ton thoi gian va strc luc.

Mot nan nhan khac lién quan dén cac dich vu tai chinh la Céng ty bao hiém
Prudential Insurance ctia My. Ké tir khi duwgc thanh 1ap cho dén khi bi pha
san, Prudential chi chuyén cung cap cac dich vu lién quan dén tai chinh. N6
la cong ty bao hiém nhan tho 16n nhat, dong thoi 1a cong ty thé chap 16n thiy
hai, cong ty bao hiém hiém y té 16n tht ba, cong ty chitng khoan 16n thi¢ tw
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va cong ty bao hiém nha & 16n thit sdu cia My. Prudential dich thuc 1a nha
cung cap nhiéu dich vu lién quan dén tai chinh ma chi can rat it sy ho trg tir

cong ty khac.

Nguoc lai, tham chi cong ty con phai hitng chiu nhitng rac r6i do cac cong
ty khac mang t6i. Nam 1993, vu bé bai dién ra tai s& giao dich chitng khoéan
Prudential Securities khién cong ty that thu khoang hon mot ty do-la tiw don
thanh toan ctia khach hang. Mot s6 nha phan tich cho rang vu bé boi nay
chinh l1a nguyén nhan khién doanh s6 cta tat ca cac hoat dong kinh doanh

bdo hiém chinh ctia cong ty gidam xuéng 20% trong nam 1994.

Biéu twong cta Prudential 1a Rock of Gibraltar, cong ty bao hiém 16n nhat
va noi tiéng nhat & My. Liéu Prudential va cac nha hoach dinh chinh sach
ctia cong ty c6 that sy céi thién duge van dé tot hon néu Rock chi tap trung

kinh doanh bdo hiém nhan tho.

Theo quan diém cé nhan, t6i dong y nhw vay. Mot cong ty 16n manh vé bat
ky linh virc nao déu cé thé tao ra Igi nhuan 16n, bén vitng va lau dai. Ro
rang Prudential da khong lam dwogc diéu nay. David Havens, nha phan tich
vé bao hiém nhan tho thudc Standard & Poor’s, cho biét: “Hiém khi moi
hoat dong kinh doanh nao ctia céng ty cé thé phat huy hét mitc tiém nang

cua minh.”

Nhitng gi xay ra vdi Prudential that sy dién hinh. Néu mot cong ty khong
con quan tam dén nhitng co hdi 16n ma chi tham gia vao cac hoat dong kinh
doanh lién quan dé tim kiém su ho trg, gitip do (khong bao gio cd) thi sém
muon cling sé gdp rac roi. Do dé, thong diép t6i muon gii téi cac cong ty
trong treong hop nay la hay quay tré lai hoat dong kinh doanh chinh ctia

minh.

Duy tri viéc tap trung vao hoat dong chinh c6 that sy mang lai nhiéu y nghia
hon cho cong ty khi né dang ditng & vi tri s6 mot khong? Cé can thiét phai
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tap trung vao hoat dong dé khi cong ty ditng @ vi tri thi hai khong?

Dbiéu nay ludon xay ra. Cac nha quan ly thwong khéng quan tam dén hoat
dong kinh doanh chinh va bat dau san dudi su gitp do cling nhuw cac co hoi
tht hai. R6t cudc, cong ty dan dan di xuoéng. Tinh hinh nay khong dién ra
ngay lap tirc ma deo dang trong khodng thoi gian rat lau triede khi bat dau 1o
dién ro. Thwong thi cac giam doc diéu hanh lai nhanh chéng d6 16i cho ban
quan ly phu trach cac hoat dong kinh doanh v6i ly 1€: “Toi chi quay luvng

lai, anh da dé cho cong ty dan di xuong dia nguc.”

Van dé dinh huwéng c6 vé giong van dé nhan lyc. Ban khong thé gidi quyét
van dé dinh hwéng bang cach thay doi nha quan ly, ma trai lai, ban phai tai
dinh huéng cong ty theo mot hudng phat trién co ban. Ban can phai dat stic

manh cta cong ty an sau hang loat cudc canh tranh chinh.

Néu kinh doanh chi la van dé “dat ding nguwoi vao ding cho” thi ban sé gap
phai mot nén kinh té€ do nhiéu tap doan 16n thong tri. D6 1a nén kinh té caa
cac nuwdc Nhat, Han Quoc, Malaysia, Indonesia va cac nuéc khac — noi ma
chinh pht lam dung danh nghia tinh hiéu lyc va cac muc tiéu quoc gia
nham can thiép vao hé thong tw do kinh doanh. Do rao can thwong mai giita
cac nudc da dwgc go bé nén ban cé thé nhan thay nhiéu tap doan 16n dang
bi giai tan. M4t cong ty c6 dinh huwéng tap trung sé huing manh dén noi

khong mot tap doan 16n manh nao c6 thé bat kip.

Hang loat cong ty 16n tit The Limited dén US West déu thong bao ké hoach
chia tach dé thanh 1ap cong ty mdi v6i nhiéu mang kinh doanh chinh.

US West 1ap ké hoach chia tach thanh hai mang nhé: US West
Communications Group (cong ty truyén thong US West) do cong ty kinh
doanh dién thoai kiém soat va US West Media Group (cong ty vé cac

phuong tién truyén thong dai ching US West) bao gom cac dich vu vé cép,
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dién thoai khong day, gidi tri va cac hoat dong kinh doanh khéng bi diéu tiét
khac.

Viéc chia tach dwgc thye hién nham thic day gia c6 phiéu tang 1én. Tuy
nhién, day khong phai la mot dinh hwdng hgp ly bdi vi viéc chia tach chi
nén huwéng téi dinh hwdng la cai thién s tap trung doi véi cac hoat dong
kinh doanh don 1é. Néu cai thién dugc diéu nay, gia co phiéu cling sé tw

dong tang lén.

Ngoai ra, dé chia tach mot cong ty 16n va thanh 1ap cong ty bé hon r6i bién
n6 thanh c6ng ty lam an phat dat, ban can phai tao ra ban sac riéng biét cho
moi cong ty. Da6i vai truong hgp US West, khach hang da khong thé phan
biét ro gitta US West Communications Group va US West Media Group.
Cong ty nao chuyén vé dién thoai? Phwong tién truyén thong dai ching
khong phai 1a mot dang cuda truyén thong diung khong? Hai cong ty US West
Communications Group va US West Media Group khong nhat thiét phai tot
hon mot cong ty.

Mot cong ty khac cling c6 ké hoach chia tach cong ty 16n dé thanh 1ap cong
ty nhé hon la Leslie Wexner’s The Limited, Inc. K& hoach hién nay cta
cong ty la chia tach thanh ba c6ng ty riéng biét: mot cong ty chuyén vé
quan 4o danh cho phai nit gobm céc ctra hang The Limited, Express, Lerner,
Henri Bendel va Lane Bryant. Cong ty nay sé bi chia tach thanh cac cong ty
nho, trong dé c6 phan ctia cong ty me sé chi con 85%. Cong ty me gom
Abercrombie & Pitch, Structure va The Limited Too sé chiu trach nhiém
quan ly nhitng linh virc khac. Wexner sé khong tir bo vi tri 1anh dao va van
sé tiép tuc gitt chirc chu tich ba cong ty. Tuy nhién, r6é rang day khong phai
la buéc dau tién trong viéc ap dung tap trung dan cac hoat dong kinh doanh
ban 1é ctia The Limited. (Cé thoi diém, 24 giam d6c cong ty da truc tiép
thong bao vai Leslie Wexner la tinh hinh ctia cong ty khong tot dep).
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Gan day, Melville mot cong ty ban 1é khac, da thong bao y dinh chia tach
thanh ba cong ty nhé. V&i tong gia tri tai san la 11 ty do6-la va 117 nghin
nhan cong, quy mo cua cong ty 16n va khé quan ly dén mic khong thé kéo

dai tinh trang do6 thém nira.

Tham chi nhitng c6ng ty 16n manh cling dang chuyén dan sang chién lwgc
chia tach dé thanh 1ap cong ty nhé hon va cai thién hoat dong tai chinh.
Signet Banking Corp., ngan hang xép vi tri thit 38 @ My (c6 doanh thu 1,4
ty do-la), da chia tach hoat dong kinh doanh thé tin dung duwé6i danh nghia la
cong ty Capital One Financial Corp. Hoat dong kinh doanh thé tin dung
mang lai cho cong ty 2/3 Igi nhuan. Tuy nhién, linh viee kinh doanh nay
dang st dung nguén von ma ngan hang can dau tu cho qua trinh phat trién.
Chu tich Robert Freeman cho biét: “Thé tin dung dang phat trién qua
nhanh. Chung t6i dang don hét nguén nhan Iyc va tai chinh cho viéc phat
trién thé tin dung.” Giai phap nham chia tach céng ty thanh mot nira da gop

phan caéi thién tinh hinh cta cac linh vie bi chia tach do.

Capital One, mot trong nhitng nha phat hanh thé tin dung 16n nhat ctia My

c6 thé 1gi dung co hoi phat trién nhanh cling nhw viéc dw doan gia c6 phiéu
tang lén nham tim kiém thém nguon von cho cong ty. Signet Baking c6 thé
tap trung vao hoat dong kinh doanh ngan hang ma khong bi anh huwang, chi

phoi bdi cac yéu to tai chinh va nguon nhan lyc.

Su thanh cong cua cac cong ty dugc thanh 1ap tir viéc chia tach cac cong ty
16n nhu Signet dang khuyén khich cac nha dau tw c6 con mat tinh twong
thwe hién nhitng dong thai twong tu tai cac ngan hang khac. Giam déc quy
dau tw, Michael Price, dd mua 6% co6 phan ctia Chase Manhattan Bank va
nhanh chéng nhan dinh rang cac mang kinh doanh ctia Chase mang lai

nhiéu gia tri hon toan bo hoat dong kinh doanh ctia cong ty.
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Mac du la ngan hang trung tam tién té nhwng Chase Manhattan dang bi tut
hau so véi cac doi tha canh tranh. Mwdi nam triwde, Chase la ngan hang 16n
thit ba tai My nhung hién nay né dang bi tut xuéng vi tri thit mwoi. That
may man la Michael Price da tim ra giai phap cai thién tinh hinh. Chase c6
thé phat trién néu ngan hang phan chia thanh nhitng mang hoat dong nho
hon.

Trudc y kién cia Michael Price, Arjun Mathrani, tredng ban tai chinh cta
Chase phan ng: “Xét vé tong thé, cong ty sé 16n manh hon tong cac phan
con lai cong lai.” C6 1€ diéu nay khong ding. Co 1€ vao thoi diém do, moi

ngan hang déu hoat dong theo mot dwdng 16i sai lam.

C6 1&€ mot trung tam tién té nhw Chase nén ngirng san dudi tat ca déi tugng
khach hang, tir nhitng ngudi ky gii véi mitc tién it nhat dén nhitng cong ty
c6 quy mo 16n nhat, va tiép tuc cac hoat dong kinh doanh khac, tir hoat

dong giao dich tién té dén dam bao do an toan khi giao dich chitng khoan.

Sau muoi nam kinh doanh thua 16, Chase Manhattan va Chemical Bank da
sap nhap v&i nhau va day tai san ctia ca hai ngdn hang cao hon han so vGi
Citicorp (von gitt vi tri hang dau). Tuy nhién, van dé nay chi mang tinh tam
thoi.

Citicorp nhanh chéng phat trién cac chi nhanh ngan hang trén pham vi toan
thé gidi. Citicorp da dat chi nhanh tai 90 quoc gia, wu tién phat trién thi
trrong tai nhitng nwdc dang phat trién. Thuc té, Citicorp gan nhu la ngan
hang duy nhat tai My c6 gang xay dung thwong hiéu trén pham vi toan thé
giodi.

Hién nay, thu hep dinh hwéng tap trung va tién dén toan cau hda cong ty la
mot trong nhitng chién lwgc hiéu qua nhat.
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Dé dam béo hoat dong kinh doanh ctia cong ty khong bi tap trung vao mot
linh vire, cac nha san xuat thuwdong Iwa chon cach phé bién nhat la tré thanh
cac nha ban 1é san pham ctia chinh minh. Ho ciing lam nhw vay néu muén
tap trung hoat dong kinh doanh ctia minh. Hau hét cac cong ty san xuat déu
cho rang: “Khong mot ai hiéu vé san pham nhiéu bang chinh nhitng nguai

san xuat ra né. Bdi vay, ching ta nén ban 1é san pham ctia minh”.

IBM, Digital Equipment, Xerox va cac cong ty san xuat mdy tinh khac déu
co gang thanh 1ap cac ctta hang riéng nhung that bai. Nguwoc lai, rat nhiéu
doanh nghiép ban 1é ciing c6 gang trd thanh nha san xuat. Tandy
Corporation (c6 co sd kinh doanh chinh la Radio Shack) la cong ty 16n
chuyén ban 1é may tinh. Cé nghia 13, vé logic, Tandy da chuyén sang cong

ty san xudt may tinh. Day chinh la budc chuyén doi sai lam ctia Tandy.

Yéu t6 khién Tandy bi lung lay khong phai do thiéu thanh cng ma la thiéu
dinh hwéng tap trung. Xét vé linh vire sadn xuat, Tandy da dat dwgc nhiéu
thanh cong. Cong ty da san xuat chiéc may tinh gia dinh dau tién, Radio
Shack TRS-80 va mot trong nhitng chiéc laptop dau tién.

Dau thap nién 1980, Tandy vira la nha san xudt may tinh ca nhan 16n nhat
vira la cong ty ban 1é may tinh ca nhan 16n nhat tai My. Cudi nam 1986,
Tandy xép thit hai (chi sau IBM) trén thi tredng may tinh. Theo t0 Wall
Street Journal ra thang 10/1994, “Tandy noi tiéng la 6ng vua vé dai ly ban 1é
va san xuat may tinh ca nhan”. Mot s6 quan sat vién tin rang Tandy da lang
phi mot co hdi hiém c6 dé chiém linh ca hai mang thi tredng nay. Theo mot
quan sat vién khac, Tandy da lang phi co hoi khi c6 gang chiém linh ca hai
mang thi truong trén. Néu Tandy khong thé quyét dinh dugc sé tap trung
vao mang thi tredng nao, ho nén tuan theo sy may rui bang cach tung dong

tién xu.
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Nam 1993, Tandy da ban b phan san xuat nhw la mot phan trong ké hoach
tap trung. Cac cong ty san xuat mdy tinh ca nhan nhv Tandy, Victor, GRiD
duwoc ban cho AST Research vai gia 200 trieu do-la; Memtek Products dugc
ban cho mot cong ty Nhat véi gia 128 triéu do-la; O’Sullivan Industries
Holdings dwgc dwa ra chao ban lan dau tién trén thi truong vdi gia 1én dén
350 triéu do-la.

Tandy da san sang hanh dong. Hién nay, hang chi tap trung vao dich vu ban
1é may tinh ca nhan. Tham chi, co s& kinh doanh chinh cta hang la Radio
Shack da rat lui khoi hoat dong kinh doanh may tinh dé trd lai v6i dinh
hwéng tap trung ban dau la cac thiét bi dién ti ha gia.

Cudi cung, Tandy nhan ra ctta hang Radio Shack chuyén ban cac mat hang
dién t& hang nhe khong dugc coi la mot dai ly kinh doanh may tinh chinh.
Dé chiém linh dwoc vi tri cao trong thi tredng may tinh ca nhan, Tandy phai
xay dung Computer City SuperCenters dé canh tranh v6i CompUSA vé
may tinh ca nhan va cac cta hang Incredible Universe chuyén ban may tinh,

do dién tr va cac do gidi tri gia dung c6 quy mo 16n.

Céc ctta hang cua Incredible Universe rat an twgng. Dién tich ctra hang cia
cong ty gdp 75 lan dién tich ctia Radio Shack va tiéu ton 21 triéu do-la chi
phi xdy dung va trang bi hang héa. Hang con cé ké hoach trién khai rat
nhiéu ctta hang khac twong tu.

Tandy cling thong bao day manh qua trinh tap trung hoat dong kinh doanh
hon nita thong qua viéc dong ctra 233 ctta hang Video Concepts va 60 trong
s0 93 ctta hang dién tir McDuff. Hién nay, hoat dong kinh doanh chinh cta
Tandy déu tap trung vao Radio Shack, Computer City va Incredible

Universe.

Xét theo quan diém veé chién lwgc phat trién cua cong ty, ro rang 6.700 cira

hang Radio Shack dong vai tro nhu cong ty me va la nguon cap von cho cac
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hoat dong kinh doanh trong twong lai cia Tandy. Nhung cac hoat dong
trong twong lai doé la gi?

Trong twong lai viéc cong ty tap trung vao Computer City hay Incredible
Universe hodc khong tap trung vao bat ky ctra hang nao that sy mang lai 1gi
ich cho cong ty. Néu Tandy khong thé quyét dinh chuoi cira hang nao c6
tiém nang phat trién hon, tai sao khong chon giai phap may rai bang cach

tung dong tién xu?

Ban c6 thé nhan thay kho khan ctia Tandy ciing xuat hién tai cong ty
Woolworth. Vi hon 8.000 ctta hang kinh doanh do dién tir dat doanh so
gan 10 triéu do-la, cong ty thwong xuyeén thay doi chién lwgce phat trién. Mot
mat, cac cita hang chuyén doanh déu do Foot Locker dan dau véi mitc
doanh s6 hang nam 1,5 ty do-la. Mat khéac, cac ctra hang bach héa lai do

Woolworth va cac co s@ kinh doanh mé rong khac dan dau.

Sau khi ton that 495 triéu do-la nam 1994 va phai chiu mot vu scandal lién
quan dén cac hoat dong ké toan, Woolworth da c6 mot sé thay doi trong bo
mady quan ly. Roger Farah tr¢ thanh giam d6c diéu hanh m@i va Dale
Hilpert gitt chitc chu tich. Farah danh gia hoat dong kinh doanh cta
Woolworth “chuyén tir ké hoach nay sang ké hoach khac”.

Pay la mot phuwong phép tiép can vé tai chinh rat dién hinh. Hay danh gia
moi ké hoach vé cac ctra hang ban 1é, sau do6 duy tri nhitng ctta hang kinh
doanh phat dat va c6 dinh hodc ban ctra hang thua 16. Tuy nhién, phuwong
phap nay khong phai la cach tiép can mang tinh chién lugc.

Ban khong thé phat trién mot chién lwgc manh bang cach tap trung vao linh
vue tai chinh. Néu cac cong ty My cé thé thye hién dugc diéu nay, ho sé rat
16n manh. Woolworth can c6 dinh hwéng trong kinh doanh va c6 thé ciing

can mot tén goi mai.
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Néu dinh huwéng tap trung dugce thye hién tai cac ctra hang chuyén doanh
nhw Foot Locker, thi buéc tiép theo la phai chia tach hoac ban ha gia cac
ctta hang bach héa cho du c6 thu dugc lgi nhuan hay khéng. Néu dinh
hwéng tap trung dugc thyc hién tai cac cra hang bach hoa thi Woolworth
nén chia tach Foot Locker va cac ctta hang chuyén doanh khac dé thanh lap

ctta hang mai.

Uu tién thye hién nhitng chién lwgc dau tién. Tredc hét, hay tim dinh hvdng
tap trung cho cong ty ban, ké ca khi diéu nay khong mang lai 1gi ich cho né.
Sau d6, hay phat trién cac hoat dong kinh doanh da dwgc tap trung do theo
chiéu huwéng mang lai 1gi nhuan. Néu ban phat trién mét cong ty hing manh
va c0 dinh hvéng cao vao cac hoat dong kinh doanh thi viéc mang lai lgi

nhuan cho cong ty la diéu rat don gian.

Néu ban c6 gang tap trung tat ca hoat dong kinh doanh c6 1gi nhuan nhung
lai khong lien quan véi nhau va xay dung ching thanh mot nhoém thi ban sé

gap kho khan. S6m mudn cong ty cling sé sup do.

Nam 1981, khi van con la chi nhanh cia AMF, Harley Davidson khong
mang lai 1gi nhudn cho cong ty va chi chiém 3% thi truong 6t6 My. Bai

vay, AFM da day manh rao ban cong ty nay nhwng van khong c6 ai mua.

Cudi cung, AFM da chap nhan 10i dé nghi tir 13 giam doc diéu hanh Harley,
nhitng nguoi ditng ra ddm nhan hoat dong kinh doanh vd&i viéc mua dit
cong ty nay bang khodan vay ng tri gia 81,5 triéu. Hién nay, Harley chiém
20% thi treong motd ¢ My va gia co phiéu cua Harley dat hon 2 ty d6-la.

Bugc coi la “mot trong nhitng cong cudc trd lai vi dai nhat trong lich st
nwéc My”, cau chuyén vé Harley luon dwgc dwa ra thao luan nhiéu lan. Cac
phwong phap san xuat dugce cap nhat, hé thong quan ly chat lwgng dwoc cai
ti€én va mo hinh san pham dwoc hién dai hoa. Tai sao AMF lai khong lam
dwoc nhu vay?

https://thuviensach.vn



Uu tién nhitng chién lwgce dau tién. Cau chuyén veé sy thanh cong cia
Harley chinh la su tap trung kinh doanh. Pau tién, phai tap trung vao xe
mot6 va sau dé thue hién nhitng buwédc twong tw nhw Harley da ap dung dé
dat dugc thanh cong khi kinh doanh xe mo-to.

Mot cong ty dwge thanh 1ap tir viéc chia tach cong ty 16n va tiép tuc mua lai
cong ty véi lwgng tién vay dugc dwa vao gia tri ciia cong ty 16n nay thuwong
thu dwoc nhiéu lgi nhuan. Trong nhiéu truong hgp, mite 1gi nhuan nay la rat
16n vi cac nha quan ly: thit nhat, hiéu biét nganh kinh doanh; thit hai, cé
dong co manh mé dé thanh cong; thit ba, cé dinh huwéng tap trung. Ca ba

yéu t0 nay tao nén sirc manh to 16n cho cong ty.

Hién nay, that kho tim thay ca ba yéu t6 nay trong mot cong ty. Mot hodc
hai nha quan 1y cap cao c6 dong luc dé thanh cong nhung lai thiéu kién thic
kinh doanh. Nhitng ngudi c6 kién thitc kinh doanh lai thiéu dong Iy nay.

RO rang, dong lyc lam viéc cua cac gidm doc tai cac phong, ban thuwong
dwgc thé hién & phan tram tién lwong co ban cta ho. Cac giam dbc cap cao
thwong kiém dugc sb tién 16n gap nhiéu lan tién lwong co ban cta ho. Hiém
khi ban nghe thdy mot nhan vién cap duwéi nao duge thwdng mot khoan tién
16n do da hoan thanh cong viéc xuat sac “Anh da hoan thanh cong viéc that
tot. Pay la 10 triéu do-la tién thudng cho s no lwc c6 gang cua anh”. Thuc

té, diéu nay khong bao gio xdy ra.

Nhung, nhiéu giam doc diéu hanh lai dwgce thwdng hau hinh vi nhitng thanh
qua ma ho dat duoc.

* Jim Manzi — gidm doc diéu hanh Lotus Development Corporation, c6 mirc

lwong la 26 triéu do-la va dugc quyén mua c6 phiéu vao nam 1987.

* Craig McCaw — giam doc diéu hanh cia McCaw Cellular, c6 mitc lvong

1a 54 triéu do-la va dugc quyén mua co6 phiéu vao nam 1989.
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 Roberto Goizueta — giam doc diéu hanh ctia Coca Cola, c6 mot triéu co6

phan tri gia 81 triéu d6 la vao nam 1992.

* Michael Eisner — giam d6c diéu hanh ctia Walt Disney cé mitc lwong 203

triéu do-la va dugc quyén mua c6 phiéu vao nam 1993.

Nhitng cong ty duwgc thanh 1ap tir viéc chia tach cong ty 16n thwong cé thé
tao ra nhiéu nhan vién cap cao. C6 nhiéu nhan vién cap cao nghia la sé c6
nhiéu dong lwc lam viéc hon. Pay ciling chinh la 1y do tai sao that kho tim
dugc mot cong ty dugc hinh thanh twr viéc chia tach mot cong ty 16n nhung
lai hoat dong kinh doanh khong hiéu qua. Hay lay cong ty Adolph Coors
lam vi du. Cach thitc ma Coors lia chon dé duy tri cong ty la xam nhap vao
thi trrong xi mang va do gom. Pay la cach lya chon ding dé duy tri cong ty
nhung khong phai la dinh huéng tap trung hiéu qua.

Trong nhiéu nam, Coors da tién hanh thu thap viéc phan loai cac hoat dong
kinh doanh trong d6 c6 nhiéu hoat dong lién quan dén san xudt bia — linh
vue chinh ctia cong ty. Du da san xudt nhiéu san pham song Coors khong
thu dwoc 1gi nhuan. Pon ¢, nam 1991, doanh s6 ctia Coors hon hai ty do-la

song lgi nhuan rat nhé, chi dat 18 triéu d6-la.

Bdi vay, nam 1992, tat ca tai san cia Coors khong lién quan dén bia (bao
gom do gom chat lwvgng cao, nhom va thung déng géi) duwgc phan chia cho
cac c6 dong ctia Coors va dong vai tro la c6 phan trong ACX Technologies.

Hién nay, Adolph Coors la cong ty chi chuyén san xuat bia.

Coors khong chi c6 qua nhiéu sdn pham ma céng ty nay con cé qua nhiéu
ong chu. Sau khi chia tach cong ty, Peter Coors quan ly hoat dong kinh

doanh bia con Joe va Jeffrey Coors chiu trach nhiém vé ACX Technologies.

Tap chi Forbes viét vé cac thanh vién trong gia dinh cong ty Adolph nhw
sau: “Gia dinh Coors da quyét dinh chia tdch cong ty. Mac du truéc day,
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trong ndi bo cong ty c6 mot s6 bat dong song hién nay cong ty da chia tach
thanh hai bo phan kinh doanh hai hoa véi nhau.” Dén nam 1994, doanh so
ma ca hai cong ty dat dugc la 2,4 ty do-la, trong do 1gi nhuan rong dat 70

triéu do-la, chiém 3% doanh s6. Pay la mét thanh cong 16n ctia cong ty.

Tam ly cac c6 dong ciing dwgc vui vé hon. Ké tr khi dwoc tach khéi cong
ty 16n va thanh 1ap ACX, c6 phiéu ACX tang tir 16% dén 42%. Day la
nguon khich 1€ 16n déi vdi ban gidam déc. Chu tich phu trach kinh doanh vé
d6 gom cua cong ty cho biét: “Khi ching t6i kinh doanh vé bia, ching t6i
chwa bao gio quan tam dén gia co phiéu, nhwng hién nay ngay nao chiing
toi cling quan tam dén thi treong chitng khoan.”

Gia c6 phiéu ctia Coors tang dong loat. Ngay sau khi chia tach dé thanh lap
cong ty méi, Adolph da ban véi gia c6 phiéu la 16 do-la. Hién nay, cong ty
nay van ban véi gia dé bai moét 1y do rat don gian: con thiéu dinh huéng
trong kinh doanh.

Coors kinh doanh di moi san pham, dich vu v&i nhiéu cong ty nhw Coors
Regular, Coors Light, Coors Extra Gold, Coors Extra Gold Light, Coors
Dry, Coors Red Light, Coors Cutter va Coors Artic Ice. Tham chi, Coors

con c6 cong ty nuwéc soda Coors Rocky Mountain.

Hau hét cac quan sat vién déu khong dong y nguyén nhan chinh dan dén
kho khan ctia Coors la do cong ty da m& rong hoat dong kinh doanh. Trén
thuee té, viéc tung ra hang loat san pham da khong gay ra ton hai gi ngoai sy

ung ho cta nguoi tiéu dung.

Mot nha phan tich Iitng danh cho biét: “DPé la 1y do khién cong ty
Anheuser-Busch dat duwgc thanh cong. Bat ky san pham nao ma ban mong
muon — tif cac san pham ré tién dén cac san pham dat tién, cong ty déu cé
thé cung cap dugc. Dé ton tai, cong ty ban phdi cé nhiéu sdn pham dé canh

tranh vd&i cac cong ty khac.”
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Co thé, dé ton tai, mot cong ty nén da dang hoa san pham, song dé tré thanh

“Ong vua san xuat bia”, cong ty can phai tap trung.

Co I8¢, chién lugc kinh doanh it mang tinh tap trung nhét ctia Coors la khi
cong ty quyét dinh tung ra san pham Zima, loai bia duwgc san xuat tw lda

mach nguyén chat.

Khi cong ty ban la cong ty hang dau, thwong hiéu ditng vi tri thit hai c6 thé
gitip ban bao vé thuwong hiéu chinh va cung cap bao hiém cho cac hoat dong
kinh doanh trong twong lai. Tuy nhién, néu cong ty ban chi ditng vi tri thi
ba vé kinh doanh bia (chang han nhut Coors), ban lai can tap trung nguon
luwc dé gianh 1ay vi tri hang dau. That 1a lang phi néu ban bat dau tim kiém

cac hoat dong kinh doanh khac dé dau tu tién bac vao dé.

Néu ban la Anheuser-Busch, ban c6 thé ndam lay co hdi va dau tw von vao

san pham m@&i nham thay thé sita bo.

Truwong hop twong tw doi véi Kmart. Gan day, Kmart da sa thai giam doc
diéu hanh Joseph Antonini. Nam 1987, khi Joseph Antonini chiu trach
nhiém quén ly cong ty, doanh s6 cia Kmart (26 ty do6-la) vugt qua Wal-
Mart (16 ty do-la). Tuy nhién, Wal-Mart da nhanh chéng x6a bé mitc chénh
léch vé thu nhap rong. M6t nam sau, Wal-Mart kiém dwgc nhiéu tién hon
hdn Kmart. Va nam 1990, Wal-Mart vron lén dan dau doanh so.

Trong khi d6, Kmart tién hanh da dang héa cac loai sach, doé dung thé thao,
thiét bi van phong, ctta hang thuéc va kho chita hang. Trong dot chao ban
nam 1991, cong ty da phung phi 1 ty do-la vao cac ctra hang chuyén doanh
chit khong phai la cac ctra hang chinh dwgc gidam gia. Nhiéu ctra hang ctia

Kmart rat toi tan va hoat dong budn ban bi dinh tré.

Theo wéc tinh, Wal-Mart chiém 42% thi phan trong khi Kmart chi chiém
23%. Trong 8 nam, c6 phiéu ctia Wal-Mart tang gdp 4 lan trong khi c6
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phiéu ctia Kmart van giam chan tai cho.

Viéc tap trung vao cac ctta hang chuyén doanh khong phai la nguyén nhan
thic day cac cong ty dat dugc thanh cong rue rd. Tinh dén nam 1993,
doanh s6 tir cac cira hang chuyén doanh ctia Kmart chiém 30% nhwng chi
thu duwoc 15% lgi nhuan.

Bai hoc kinh nghiém ctia Napoleon Bonaparte 13, trong mot tran chién c6
hai mat tran, hau nhw khong thé gianh duwgc chién thang.

Néu ban la gidm doc diéu hanh ctia mot cong ty hodc la nha lanh dao céap
cao @ mOt quoc gia nao do, ban sé co6 nhiéu lgi thé trong viéc duy tri dinh
hwéng duy nhat dé canh tranh vGi cac doi thu. Vay tai sao Kmart lai chiu

dau hang trén mat tran ctta hang chuyén doanh?

Kmart hy vong tang khodng ba ty do-la dé canh tranh v&i Wal-Mart. Nam
1994, Kmart tang 896 triéu do-la trong lan phat hanh c6 phiéu ra cong
ching dau tién cua chuoi san pham Sports Authority va OfficeMax. Cong ty
nay cling ban 22% c6 phan tai Coles Myer — mot cong ty ban 1é cia
Australia, v6i gia 928 triéu do-la. Bong thoi, Pace Warehouse Clubs va
PayLess Drugs dugc ban vai gia 900 trieu do-la.

Nam 1995, Kmart thu duwgc hon 500 triéu do-la khi chao ban Borders
Group (chuoi ctta hang chuyén ban sach va dia nhac thudc quyén s@ hitu
ctia Walden Book). Tiép do la Builders Square, cong ty ban 1é cac thiét bi
gia dinh.

Wal-Mart la mot doi tha canh tranh dang gom ctia Kmart. Tham chi, khi
hoat dong kinh doanh bi giam sut, Wal-Mart van dua sitc manh dé canh
tranh. Tuy nhién, it nhat thi chién Iwgc ban 1é tap trung vao mét san pham sé

tao diéu kién cho cong ty tap trung moi no lyc cia minh vao van dé nay.
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MGt chién lwgc twong tw duwong nhu ciing phat huy tac dung doi véi Sears.
Duwdi su lanh dao ctia gidam doc diéu hanh mdéi Floyd Hall, Kmart cling da

van dung thanh cong chién lwgc nay.

Trong khi Kmart da dang hoa sén pham thi Greyhound lai kinh doanh theo
huwéng nguoc lai. Khi John Teets nhan chic chu tich vao nam 1982,
Greyhound la mot tap doan 16n manh. Nam 1995, Greyhound da hoan thanh
viéc chuyén doi dé tap trung hoat dong kinh doanh vao san pham tiéu dung
va cac dich vu lién quan dén du lich. Ké tiép la cac hoat dong lién quan dén
xe buyt va san xuat xe buyt, chuoi ctra hang banh pizza; 80% c6 phan cong
ty dwgc dau tv vao Premier Cruise Lines. GFC Financial dwgc thanh 1ap tw
viéc chia tach cong ty Greyhound va hoat dong kinh doanh vé dong thit hop
Armour dugc ban ha gia.

Dé thé hién dinh hwéng tap trung mdi, cong ty nay da nhiéu lan doi tén goi
tr Greyhound dén Greyhound Dial va hién tai la Dial. Dong thoi, nham
tang cwong trong tam mdi hwdng t6i nguwoi tiéu dung, Dial da mua mot so
nhan hiéu kha t6t nhw: Puex vao nam 1985, Breck vao nam 1990 va Renuzit
vao nam 1993. Hién nay, Dial la mot tdp doan hung manh. L.gi nhuan, gia
c6 phiéu cta Dial tang vot va cong ty c6 nhiéu tiém nang phat trién trong
trrong lai.

Tuy nhién, néu xét theo ding nghia cua tir “tap trung” thi Dial van chwa c6
kha ndng tap trung hoan toan vi van dat mot chan vao linh viee hang tiéu

dung va dat m6t chan khac vao linh vire cung cap dich vu.

Dial c6 thé thu duwgc lgi nhuan ti viéc chia tach cong ty thanh hai b6 phan:
bd phan cung cap hang tiéu dung véi 300 loai san pham khac nhau va b
phan cung cap dich vu (vdi tén goi khac) gom cac cong ty nhu Travelers
Express, cong ty cung cdp phiéu chuyén tién 16n nhat va Dobbs

International — khach san hang khong 16n nhat trén pham vi toan quoc.
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Qua trinh tap trung kinh doanh da ty “nudi s6ng” chinh cong ty. Moi liéu
thudc c6 xu hwdng khuyén khich cong ty day manh phat trién bdi vi ho thay
dwgc lgi nhuan thu duwgc. Viéc tir bo nhitng hoat dong kinh doanh thua 16 sé
khong mang lai nhiéu lgi nhuan bang viéc cai thién cac hoat dong kinh

doanh con lai cua cong ty.

Theo quan sat cia Peter Drucker, hoat dong kinh doanh hiéu qua nhat la
hoat dong tap trung vao co hoi chit khong phai tap trung vao kho khan. Khi
mot cong ty chia tach dé thanh lap cong ty méi hodc khi mot cong ty ban ha
gia nhitng hoat dong kinh doanh thua 16, cong ty d6 sé bat dau nhan ra ho
da qua lang phi thoi gian giai quyét nhitng khé khan vueéng mac. Ciling véi
khoang thoi gian nhu vay, néu ho dau tw cai thién nhitng hoat dong kinh
doanh con lai ctia minh, ho sé thu dugc két qua kha quan hon. Khong mot
hoat dong kinh doanh nao c6 thé ty minh phat trién dwgc. Mudn phat trién,

n6 phai chiu sy tdc dong cua cac yéu t6 khac.

Céac hoat dong chia tach dé thanh lap cong ty méi hay hoat dong ban ha gia
dang tr@ nén rat phd bién. Chang han mét s6 vi du dwdi day:

* IBM da chia tach bo phan may in va may danh chi tri gia hai ty do-la tw
viéc mua lai dya trén vay no cta cong ty dau tw Clayton dé thanh lap
Dubilier & Rice. Sau khi d6i tén thanh Lexmark International, cong ty da
dat dwgc mirc 1gi nhuan vuot qua du doan. Giam doc diéu hanh Lexmark,
Marvin Mann, cho biét: “Khi doi tén goi thanh Lexmark, hoat dong kinh
doanh ctia cong ty da phat trién nhanh hon han khi ching t6i mang tén goi
la IBM”.

* Ralston Purina chia tach hoat dong kinh doanh vé ngfii coc, thitc an tré em
va khu trugt tuyét dé thanh lap Cong ty Ralcorp Holdings. Cong ty nay
cling thanh 1ap chi nhanh Continental Baking v&i mitc dau tw 1a hai ty d6-la,

phan phdi 5% c6 phiéu ctia cong ty cho cac c6 dong. Sau do, cong ty da doi
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sO cO phan tai Continental Holdings dé lay 1/3 c6 phan tai cong ty Interstate

Bakeries. Vu giao dich nay tri gia 584 trieu do-la.

» Anheuser-Busch thong bao ké hoach chia tach dé thanh 1ap chi nhanh san
xuat banh nwéng Campbell Taggart va Eagle Snacks. Trong 15 nam qua, lgi
nhuan cia Eagle Snacks rat thap. Cong ty cting dwa ra ké hoach ban doi
bong chay St. Louis Cardinals va san van dong Busch. August Busch cho
biét “Chung ta sé tap trung vao linh virc kinh doanh ma ching ta hoat dong

tot nhat.”

« Eli Lilly da chia tach Guidant dé thanh 1ap hai cong ty nho chuyén vé cac

thiét bi y té va chuan doan dé tap trung vao linh vic dwge pham.

» Ca Sprint va Pacific Telesis déu chia tdch cac hoat dong kinh doanh vé

dién thoai di dong dé thanh 1ap cac cong ty riéng biét.

* Sau khi ap dung chién lwgc chia tdch dé thanh 1ap cong ty md&i, Thermo
Electron da phat trién rat nhanh. Cong ty da bat dau chia tach vao nam 1983
vOi su ra doi ctia cong ty Thermedics. Sau do, né chia tach dé thanh lap
thém chin chi nhanh khac va hién nay, c6 phan chinh ctia no6 tai cac cong ty
con chi con khoang tir 52% dén 81%. Trong vong mudi nam sau, doanh so
va thu nhap rong cua Thermo Electron tang lien tuc. Mot trong nhitng nha

phan tich vé tai chinh nhan dinh Thermo Electron la “mdy san xuat tién”.

Hau hét cac hoat dong chia tach dé thanh 1ap cong ty méi déu dién ra tai
MY, noi cac cong ty da bat dau dé cao tam quan trong cua tinh dinh huwéng.
Tai Vién Dong va Nam My, cac cong ty - tap doan kiéu cii van hoat dong.
Tai Nhat Ban va Han Quoc, hé thong keiretsu va chaebol dang gay tré ngai
cho viéc chia tach. Tuy nhién, tai chau Au, hoat dong chia tach dé thanh lap

cong ty 16n dang dién ra ram ro.
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Ca hai cong ty Royal Dutch/Shell va British Petroleum tai Anh da ban ha
gia hau hét hoat dong kinh doanh khong lién quan dén xang dau.

Tai EU, do cac cong ty dang canh tranh rat khoc liét nén ban cé thé sé nhan
ra rang sém hay muon cac cong ty nay sé chia tach dé thanh 1ap cong ty

moi.

Tuy nhién, tai Phap — noi mo6 hinh cac cong ty kiém nhiém da tao ra cung
mot van dé twong ty nhw & vung Vién Pong (su hinh thanh cac keiretsu va
chaebol), thi cé ngoai 1é. K€ tir nhitng nam 1980, khi qua trinh tw nhan héa
dién ra, nhiéu cong ty da gap phai kho khan. Do c6 qua nhiéu c6 dong chéo
nhau nén sé cé rat it dong lwc dé tao ra gia tri bang cach chia tach cong ty

theo cac mang kinh doanh hop ly.

Cung v6i nhitng 1gi ich chung tw viéc thu hep dinh huwéng tap trung, viéc
chia tach dé thanh 1ap cong ty mdi cling gép phan cai thién hoat dong kinh
doanh theo ba céach: (1) viéc chia tach giam thiéu thdoi gian kiém tra quan ly;
(2) viéc chia tach tao nén cac giam doc diéu hanh; (3) gidm van dé “canh

tranh v@i chinh khach hang cua ban”.
VIEC CHIA TACH GIAM THIEU THOI GIAN KIEM TRA QUAN LY

Néu ban la giam doc diéu hanh ctia mot cong ty vdéi hai dong san pham
chinh va mét trong nhitng doi thu canh tranh cta ban chi c6 mot dong séan
pham, thi cong ty ban sé & thé bat 1gi. Giam doc diéu hanh ctia cong ty doi
tha sé tap trung moi sy chd y dé giadi quyét cac van dé. Ban chi c6 thé tap

trung duwgc mot nira.

Thuyc t€, nhiéu cong ty da san pham dang hoat dong rat hiéu qua, nhung
diéu nay khong han la hg con c6 thé thanh cong hon nita. Bai ho thuong bat
dau kinh doanh v@i nhitng thé manh san c6, chang han ho von la cong ty

hang dau vé mdt san pham nao do6. Ralston Purina da khong thé xay dung
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Eveready thanh thwong hiéu hang dau vé pin. Khi Ralston mua Eveready tw
tap doan Carbide nam 1986, thwong hiéu nay tirng ditng & vi tri s6 mét va
chiém 52% thi treong.

MGt thoi gian ngan sau khi Ralston Purina mua Eveready, mot nha phan
tich da canh bao: “Ralston Purina khong thé ban pin cing mét cach thic
nhw ban thitc an danh cho ché dwgce.” Ralston da c6 gang nhung khong thé
thanh cong. Hién nay, Eveready chiém 43% thi trong pin tai M§ nhung
khong con la cong ty hang dau trong linh vuc nay nita. Duracell (dugc
thanh 1ap tw viéc chia tach khoéi Kraft) da thay thé vi tri ditng dau cua
Eveready. Nguyén nhan thanh cong cua Duracell chinh la viéc chuyén kinh

doanh mot san pham.

VIEC CHIA TACH TAO NEN CAC GIAM POC PIEU HANH CHO
CONG TY

Ly do nay déng vai tro rat quan trong doi vGi sy thanh cong cia cac cong ty
duwoc thanh 1ap twr viéc chia tach mot cong ty 16n.

La gidm doc diéu hanh, ban sé c6 quyén quyét dinh cudi cung. Pay chinh la
dong luc thu hit nhiéu ngwdi mong muodn chiém dwgce vi tri giam doc diéu
hanh. Ho mong mudn dat dwoc vi tri nay khong chi vi tién ma con vi quyén
lyc. Khi ban chiu trach nhiém quan ly mot Iinh vyc kinh doanh nao do, ban
sé c6 dong luc dé hoan thanh t6t nhiém vu d6. Tré thanh nha 1anh dao, ban

tap trung chu y t6i moi hoat dong doi ndi cling nhw doi ngoai cua cong ty.

Trudc day, xét vé cac phuong tién thong tin dai chiing, cong ty nao da thu
hit dwgc nhiéu sw quan tam nhat? D6 chinh la Microsoft va IBM. Chac
chan la moi nguoi déu biét Bill Gates chinh la giam doc diéu hanh cta
Microsoft va Lou Gerstner la giam doc diéu hanh ctia IBM, nhung liéu ban

c6 biét ai 1a ngwdi cé trach nhiém cao thit hai sau Bill Gates va Lou

https://thuviensach.vn



Gerstner khong? Néu ban khong lam viéc cho mét trong hai cong ty, ban sé
khong thé biét dugc diéu nay.

Khi ban gitr vi tri thit hai, hodc tham chi thap hon, chac chan vi tri cia ban
cling khéng thé giong nhuw vi tri cia giam doc diéu hanh. Néu céng ty kinh
doanh khong tot, d6 khong phai la 16i ctia ban hoac néu cong ty phat dat,
chac chan ban cling khéng dwgc nhan thém Iwong thuéng.

VIEC CHIA TACH GIAM THIEU VAN PE “CANH TRANH VOI
CHINH KHACH HANG CUA BAN”

Mot trong nhitng van dé 16n nhat ma nhiéu cong ty kinh doanh da dang san
pham, dich vu gap phdi la canh tranh vé&i chinh khach hang ctia minh. Néu
ban la cong ty doc quyén thi “viéc canh tranh véi khach hang cta ban” 1a
mot chién lwgc sai lam nghiém trong. Nhitng gi c6 xu hwéng ditng vé phia
cong ty ban sé s6m gay trd ngai cho chinh cong ty ban.

Khi ban s@ hitu Pizza Hut, Taco Bell va KFC, viéc ban Pepsi-Cola cho
Little Caesars, Del Taco va Popeyes Famous Fried Chicken sé gap nhiéu
kho khan.

Hay hoi nhan vién ban hang cta cong ty ban xem ho da bao gic gap khoé
khan khi c6 gang ban hang cho mot khach hang trong khi dé lai 1a d6i
twogng c6 san pham dang canh tranh v&i ban? Chac chan cau trd 16i cia ho
sé la c6. Hay dat minh vao truong hgp cua nhan vién ban hang tai cong ty
PepsiCo — nhitng ngwoi dang c6 gang ban loai do uéng nhe, khong c6 rugu
cho Domino’s Pizza. Phan 16n nguwdi ban hang sé khong noi ré nhitng kho
khan ho da gap phdi, nhung chac chan ban sé nhan ra raing Tom Monaghan
— nha sang 1ap Domino’s Pizza — sé khong bao gio mua nwéc cola ctia minh

tlr cac cra hang ctia déi tha canh tranh Pizza Hut.
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Khi AT&T thong bao ké hoach xam nhap vao thi trong cung cap dich vu
may tinh nam 1995, Electronic Data Systems — mot trong nhitng khach
hang 16n nhat cia AT&T, de doa sé xam nhap bat ky hoat dong kinh doanh
nao lién quan dén dién thoai ctia cong ty tai bat ky mang thi tredng nao.
Phé chu tich cdp cao ctia EDS cho biét: “Trong khi chiing t6i dang c6 gang
trd thanh khach hang chinh cia AT&T thi cong ty nay van ti€p tuc gay

nhiéu tré ngai.”

Hién tai, Walt Disney dang s& hitu mang lwdi truyén hinh ABC. Dé ban
chwong trinh cho NBC va CBS, Walt Disney sé phai gap rat nhiéu kho
khan. Néu ho ban pha gia chwong trinh Disney von rat am dam ctia minh
cho ABC thi ca hai cong ty déu phai chiu nhiéu t6n that.

Xu huéng gan day ctia nhiéu nha san xuat nhw Sony, Montblanc, Liz
Claiborne, Nike, Levi’s va Speedo la m@ ctra hang ban lé riéng. Tuy nhién,
xu hwdng nay bao hiéu nhiéu yéu t6 gay nguy hiém cho cong ty. Ban dau,
cac ctra hang ctia nha san xuéat ban véi gia trén catalog va khong kem theo
gia ban cudi mua cling nhw gia da dugc giam. Tai mét thoi diém dac biét
nao do, cac nha san xuat sé bat dau giam gia va tinh hinh tré nén xau hon.
Khach hang cua ban sé khong quan tam dén viéc canh tranh véi cong ty ban
khi ban lam an thua 16, song ho sé khong thich cong ty ban canh tranh
khach hang v&i ho bang chién lwgce giam gia. Khi tinh dén chi phi, nha san
xudt sé c6 duwgc nhitng diéu ma ngwdi ban buodn cho la 1gi thé khéng cong
bang.

Tuy nhién, sitc cam do tir cac hoat dong ban 1é rat 16n khién nhiéu cong ty
khong thé cuong lai. Hau qua 1a ho da danh mat dinh hwéng tap trung. “Néu
tham chi chung ta chia nho cac ctra hang ctia minh, chiing ta sé dugc quang
cao mién phi va gay an tuwgng tot cho ca khach hang va nhitng ngudi ban

buon”.
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Theo 1ap luan logic thi cac cong ty chi nén mé rong, khong nén thu hep

hoat dong kinh doanh cta minh.

Tuy nhién, tai hang tram cudc hop cua cac cong ty ma toi cé co hoi tham
gia, toi da nghe nhiéu tranh cai vé dong san pham, hinh thi¢c dai ly phan
phoi, mui vi, kich c& lién quan dén viéc mé rong pham vi kinh doanh. Hau

hét cac cong ty déu khong ung ho viéc thu hep dinh huwéng tap trung.

Thoi diém duy nhat ma cac cong ty mudn thu hep dinh hwéng tap trung la
khi cong ty do6 bat dau bi thua 16. Nhung da qua muon. Cac hoat dong kinh

doanh chinh cta céng ty bat dau tut doc.

Viéc chia tach dé thanh 1ap cong ty mdi 1a mot trong nhitng cach nhanh nhat
dé thu hep trong tam kinh doanh. That ngac nhién néu khong c6 nhiéu cong
ty dwgc thanh 18p theo xu hwéng nhu vay. Mot s6 cong ty dwgc thanh lap
theo xu hwéng nay bao gom:

* CompuServe: Nam 1980, H&R Block mua CompuServe, cong ty hang
dau vé dich vu may tinh tryc tuyén. Hién nay, CompuServe bi mot cong ty
ma&i noi 1én 1a America Online qua mat. America c6 2,3 triéu thué bao tai
thi truong MV trong khi CompuServe chi co 1,8 triéu.

Khi mua lai CompuServe vGi gia 2,3 triéu do-la, that sy H&R Block da
kiém dwgc mot mén hoi. Theo mot s6 nha phan tich,hién nay céng ty da co
gia mot ty do-la. Tuy nhién, cong ty cé thé dat dwgc 1gi nhuan cao hon néu
gianh dugc vi tri s6 mot tr America Online. La mot cong ty doc lap,

CompuServe c6 day da von va dong luc dé dat dwgc muc tiéu nay.

* Prodigy: Day la doi thu canh tranh cia CompuServe v4i nguén von mot ty
do6-la cho cong ty me la Sears va IBM trg cap. Vi hé thong Internet ludon
phai chiu sy canh tranh khoc liét tir cac dich vu trye tuyén khac, phai rat
than ky thi Prodigy md&i c6 thé ton tai dugc. Viéc ca hai 6ng chu von khong
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lién quan dén nhau nhwng lai cuing thao luan vé xu huwéng phat trién cta

cong ty la diéu khong can thiét.

* Holiday Rambler: Pugc Harley-Davidson mua nam 1986, cong ty san
xudt cac loai xe phuc vu giai tri nay khong cé gi khac biét so v4i cong ty
me. Loai xe may nho, cong suat 16n, kiéu dang thé thao dugc thiét ké danh
cho déi twgng la gidi tré; con loai xe to, cong suat nhé hon va kiéu dang
thue té dugce thiét ké danh cho doi twong khach hang 16n tu6i hon. Giam
doc diéu hanh cia hang phai luén nhé Harley da phat trién nhu thé nao (sau
khi tach ra ttv AMF) dé 4p dung twong ty doi v6i Holiday Rambler.

» Tap doan thiét bi dién t&* Hughes Electronics va General Motors: General
Motors da thong bao thanh 1ap cong ty mai tu viéc chia tach EDS va ban di
cac hoat dong kinh doanh khac. Bang cach chia tach dé thanh 1ap hai cong
ty riéng la Hughes va Locomotive Group, GM da trd lai vi tri ban dau la

cong ty chuyén vé xe 6t6.

* Burger King: Cong ty vé d6 an nhanh thudc cong ty d6 an truyén théng
(Pillsbury) do mot tap doan 16n tai Anh quan ly (Grand Metropolitan).
Burger King can phai tach biét khéi “6ng chu” dé tap trung canh tranh véi
doi tha dang guwom la McDonald’s.

Nhitng cong ty ditng vi tri thit hai can phai c6 sy doc 1ap. Pé canh tranh véi
cong ty hang dau vitng chac nhi McDonald’s, ban can phai nhanh nhen,
diing cam, lanh lgi va nang n6. Pay chinh la nhitng pham chit ma mot tap

doan ép budc mot cong ty thanh vién can phai cé.

» Cong ty tu van tai chinh American Express Financial Advisors(treéc day
c6 tén goi la IDS), ngan hang American Express va dich vu tai chinh tryc
tiép Express: Viéc chia tach dé thanh 1ap ba cong ty nay da gitip cong ty tap
trung hon vao hoat dong kinh doanh vé thé tin dung.

https://thuviensach.vn



» Weight Watchers: My la nwéc phat trién nhanh nhat trén thé gidi. Tuy
nhién, bo phan kinh doanh vé d6 an kiéng cua H.J. Heinz dang mat dan
khach hang ctia minh. Thay vi mc du doan la 3,3 ty do-la trong nam 1994,
Weight Watchers chi dat doanh thu 1,6 ty do-la.

Tinh hinh tré nén xdu hon khi Weight Watchers tir mot cong ty dat mitc 1gi
nhuan 45 triéu d6-la nam 1992 nhwng bi thua 16 50 triéu do6-la vao nam
1994. Weight Watchers phdi d6i mat vGi nhiéu kh6 khan nhu: 1am thé nao
dé khong phai canh tranh véi chinh khach hang ctia minh thong qua viéc

tiép thi, quang ba san pham déng lanh tai cac siéu thi.

* Hill’s Pet Nutrition: day la cong ty thudc quyeén s@ hitu ctia Science Diet
vOi doanh thu toan cong ty 1a 800 triéu do-la. Hill’s Pet Nutrition dang phai
canh tranh v@i rat nhiéu thwong hiéu mdéi noi 1én. Tuy nhién, von la mot
cong ty doc lap va dugc tach biét khoi cong ty me Colgate-Palmolive, Hill’s
c6 da kha nang dé canh tranh véi cac doi tha dong thdoi ciing c6 vi tri ditng
dau trong linh vue kinh doanh thitc an danh cho vat cung.

* Miller Brewing va Kraft General Foods: Michael Miles — giam doc diéu
hanh dau tién cua Philip Morris, da bi loai khoi cong ty khi dwa ra ké hoach
chia tach thanh hai b6 phan chinh la kinh doanh vé thu6c 14 va thy'c pham
nam 1994.

Neéu la t6i, toi sé tién mbt budc xa hon va chia tach Miller Brewing thanh
cong ty doc 1ap twong ty nhw vGi Burger King va Pepsi-Cola. Miller la
thwong hiéu dang ditng vi tri so hai trong tap doan va bat budc phai canh
tranh v&i Anheuser-Busch — cong ty doc 1ap va phat trién bén virng.

Giam doc diéu hanh mdi cta Philip Morris — Geoffrey Bible, kich liét phan
doi viéc chia tach: “Ban gidam doc ctia ching toi tin rang viéc chia tach cong
ty sé khién c6 phan cua cac c6 dong giam xuong chit khong phai tang 1én

trong thoi gian dai.“ Ong cho biét cong ty dang nhan s vién tro, gitip d&
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“lén va manh mé” tir viéc sap nhap hoat dong kinh doanh vé do an va thudc
1a. Co6 1€ 1a nhw vay bai that khé dé chia tach cong ty thanh ba hoat dong
kinh doanh khach quan khi (1) ban da 56 tudi; (2) ban chi vira md&i dugc bo
nhiém gitt chitc giam déc diéu hanh sau mot thoi gian dai lam viéc tai
Philip Morris.

» Burson-Marsteller, Hill va Knowlton: Pay la hai dai 1y chiu trach nhiém
gidi quyét nhitng viéc lién quan dén quan hé céng ching do Young &
Rubucam va WPP s@ hitu. Ca hai dai ly nay déu dwoc chia tach cung cac

hoat dong quan hé cong chung khac do dai ly quang cao quan ly.

S ho trg, gitp d& nhuw cam két giita dai ly quan hé cong ching va dai ly
quang cao khong bao gio dugce phat trién. Pai ly quan hé cong chiing hoat
dong tach biét va c6 mot danh sach cac khach hang tach biét. Néu hoat
dong doc lap, ho sé dat hiéu qua hon.

Hon nita, dai 1y quan hé cong ching va dai 1y quang cao von la hai doi tha
canh tranh nhau. Néu trong ciing mot cong ty ton tai hai doi tha, doi khi ho
sé c6 nhiéu thoi gian gdy mau thuan noi bo va do d6 ho sé lay di nhitng 16i

khuyén khach quan cua khach hang.

Khi chia tach dé thanh l1ap cong ty méi, thong thuwdng tén goi ctia cong ty la
van dé it duwgc quan tam. Tuy nhién diéu nay lai rat quan trong. Muc dich
cta viéc chia tach dé thanh lap cong ty mdi la tao ra mot cong ty tach biét
v6i ban sac riéng. Khi hai cong ty c6 cung mot tén goi, ban sac cda ca hai

cong ty sé bi mo nhat. Vi du:

* Host Marriott va Marriott International: Cong ty nao quan ly khach san va
cong ty nao s@ hitu va kinh doanh khach san? Hai cong ty nay sé mai gay

nham lan cho khach hang.
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* US West Communications va US West Media: Trong hai cong ty nay, dau

la cong ty chuyén vé dién thoai?

* ITT Hartford Group, ITT Industries va ITT Destinations: Ca ba cong ty

dat gia nay déu c6 cung mot tén goi va ro rang sé gay ra si nham lan.

* Indresco va Dresser Industries: Indresco duong nhu la hoat dong kinh

doanh quoc té cua Dresser, chit khong phai 1a mot cong ty tach biét.

* Bally’s Health & Tennis va Bally Entertainment: Pau la cong ty kinh
doanh vé dich vu song bac? Pau la cong ty kinh doanh vé cac dich vu dam
bao c6 dwgc mot sirc khoe tot?

Cac cong ty chia cat khong phai la khong c6 nhitng van dé cta ho, vi du
nhw van dé tén goi. Nhung do cling la nhitng dau hiéu ro rang chitng td cac
cong ty My dang tai tap trung hoat dong kinh doanh.

Viéc chia tach va ban di cac cong ty la bang chitng xac thue cho thay thoi

dai cua su da dang hda va tap doan hoa da dén hoi két thuc.

Chung ta dang budc vao thoi dai cua sy dinh hwdng tap trung.
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12. XAY DUNG MOT PINH
HUONG TAP TRUNG PA BUOC

Trong mot s6 truong hgp tredng hop cu thé, cong ty nén xem xét viéc xay
duwng mot dinh huwéng tap trung tam da budc thay vi mot dinh huéng tapt
rung duy nhat.

General Motors la mot vi du tiéu biéu.

Khi Alfred Sloan nam quyén diéu hanh cong ty nam 1921, dong san pham

cua General Motor van rat 10n x0n véi:

* Chevrolet: gia tir 795 do6-la dén 2.075 do-la;

* Oakland: gia ttr 1.395 do-la dén 2.065 do-la;

* Oldsmobile: gia tir 1.445 do-la dén 3.300 do6-la;

* Scripps-Booth: gia tir 1.545 do-la dén 2.295 do-la;
* Sheridan: 1.685 do-la;

* Buick: gia tir 1.795 do-la dén 3.295 do6-la;

» Cadillac: gia tir 3.790 d6-la dén 5.690 do-la.

Hon nita, thoi diém nay, nén kinh té€ My vira lam vao tinh trang suy thoai
khién cho cac hang budc phdi canh tranh giam gia. Gia co ban ctia loai xe
Ford Model T da giam 360 do-la, 6td6 nho giam 395 do-la, xe mui kin hang
sang giam 795 do-la. Nhu vay, khong c6 gi dang ban khoan khi Ford vai
mot nhan hiéu duy nhat lai chiém t&i 50% thi treong nwdc My trong khi

General Motors vdi bay nhan hiéu lai chi chiém 12% thi phan.
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Sloan nén lam nhitng gi?

Phan tng ctia ban quan tri thong thuwong 1a cat gidm nhan s, cac linh kién
va dich vu khong can thiét, ban b&t mot so tai san va dwong nhién la giam
gia san pham. Néi cach khac, day la cach x ly van dé dya trén quan diém
diéu hanh. Tuy nhién, giong nhu bao tredng hop khac, va ciing nhw ngay

nay, khiic mac General Motors gap phai chinh la van dé vé dinh hwéng tap

trung chit khong phai la van dé vé diéu hanh.

Luc dé, Alfred Sloan da phat trién chién lvge dinh hwéng tap trung da
bwéc. Nham canh tranh véi Ford, General Motors da xay dung mot loat
nhan hiéu dé chiém linh thi tredong. Muc tiéu la gitup khach hang c6 thé lya
chon loai 6t6 phu hgp vaéi tii tién (“Mot chiéc xe véi moi mikc gia, moi
chitc nang st dung”).

Sloan da chon lya nhitng nhan hiéu va mitc gia ma theo 6ng cé kha nang
thong tri nganh cong nghiép 6t6. Nhitng loai xe khong phu hop vdi ké
hoach dwa ra déu bi loai bo. Duwéi day la ké hoach cha dao ctia 6ng nam
1921, trong do6 doi tén dong san pham Oakland thanh Pontitac:

 Chevrolet: tir 450 do-la dén 600 do-la;

e Pontiac: t 600 do-la dén 900 do-la;
 Oldsmobile: tir 900 do-la dén 1.200 do-la;
* Buick: tir 1.200 d6-la dén 1.700 do6-la;

* Cadillac: tir 1.700 d6-la dén 2.500 do-la.

Ké hoach nay khong c6 suw chong chéo vé gia ca. Khong c6 dong xe nao
canh tranh tryc tiép vdi nhau ngoai muc tiéu khuyén khich khach hang hay
chon chiéc Cadillac xép hang cao nhat. General Motors c6 khau hiéu:

“Chevrolet danh cho moi tang 16p, Pontiac la niém tu hao cta tang 16p binh
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dan, Oldsmobile tién nghi kin dao, Buick danh cho ngudoi ca tinh va
Cadillac danh cho nguoi giau”.

Cung vdi ké hoach thiét 1ap mot tong hanh dinh dé diéu phoi, ho trg va
kiém soat moi nhan hiéu, General Motors con c6 hé théng cung cdp cac dir
liéu chinh xac va dong nhat. Két qua la General Motors da chuyén doi tu
mot t6 hgp khong 16 thanh mot tap doan/hang don nhat nhwng phoi hop tot
v0i nhau. Noi cach khac, do 1a mot cong ty vdi dinh huéng tap trung da
budc.

Nhung thanh cong khong dé dang nhu tré ban tay. Ford van tiép tuc thang
lgi. Nam 1923, Henry Ford t6 chitc sinh nhat Ian thi 60 va day ciing la nam
hang Ford ban dwgc hon hai triéu chiéc 6to, chiém 57% thi truong My va
50% thi treong thé gidi. Pay la dinh diém thinh vieong ctia Ford. Ford sé
khong bao gio thong tri dwgc nganh cong nghiép nay nita, ngay ca khi hang
tung ra chiéc Model A dong co sau xi-lanh nam 1928.

Phdi mat nhiéu thoi gian dé mot dinh hwéng tap trung phat huy tac dung, dé
khach hang lam quen vd&i nhitng thuwong hiéu méi va quyét dinh chon
thwong hiéu nao, cling nhu dé tiéng tam cda thwong hiéu dugc lan truyén.
Khi mua xe chac chan khach hang sé phai nghe ngéng, tham khao thuwong
hiéu ttr nhiéu nguén khac nhau tredc khi ky hgp dong.

Cudi cung, nam 1931, General Motors da chiém 31% thi trudng My, vuot
qua doi tha Ford chi c6 28%. Keé tir do, sttc cong pha cta Sloan khéng
ngirng phat trién. Trong hon 50 nam, thi phan cua General Mortors da 1én
dén 50% (tham chi cé lic gan 60%).

Song, do thiéu quan ly chat ché tir cap cao nhat, GM da s6m mat trong tam.
Moi dong xe dan chéch hwéng ké hoach. Chevrolet va Pontiac bat dau tung
ra nhitng mau xe dat tién trong khi Oldsmobile, Buick va Cadillac lai chd

trong dén cac mau ré hon. Thay vi thu hep dinh huwéng tap trung, cac thanh
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vién cua General Motors lai ban rén véi viéc gia tang s6 lwgng san pham
ngoai thi trudng. Thay vi phoi hgp va giam sat cac chi nhanh, gidi lanh dao
cap cao lai tu tach riéng hoat dong kinh doanh 6t6. Cha tich hang, Thomas
Murphy, tuyén bd: “General Motors khong phdi 1a nha san xuat 6t6,

General Motors hoat dong vi muc tiéu kiém tién”.

Ngay nay, khong cé sy tach biét ro rang nao gitta cac dong xe nay, thuc té
ching rat chong chéo. Pay la bang gia ban do6i véi sau dong xe cia General

Motors gan day:

e Saturn: tr 9.995 do6-la dén 12.995 do-la;

e Chevrolet: tir 8.085 do-la dén 68.043 do-la;

e Pontiac: t 11.074 do-la dén 27.139 do-la;

* Oldsmobile: tir 13.500 do-la dén 31.370 do-la;
 Buick: t 13.700 do-la dén 33.084 do-la;

» Cadillac: tir 34.990 do-la dén 45.935 do-la.

biéu dang cha y & day la gi? General Motors da quay tré lai thoi ky 1921

v&i s chong chéo vé gia ctia cac dong xe.

Dbiém ndi bat nita & day la gi? Hai dong xe dang quan tam vé gia ca nhat la
Saturn va Cadillac ciing 1a hai dong xe thanh cong nhat cia General

Motors.

Hay so sanh vé mitc gid. Trong dong xe Saturn, gia chiéc xe dat nhat cao
hon chiéc ré nhat la 30%, trong khi ctia dong Cadillac 1a 31%, cta
Oldsmobile 1a 132%, cta Buick la 141%, Pontiac 145% va Chevrolet 1én
t6i 742%.
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Xe Chevrolet cé nhitng dac diém gi? Chiang da dang vdi moi thé loai dat,
ré, to, nho, ndi dia, nhap khau. Naéi cach khac, day la m6t thwong hiéu hoan

toan mat dinh hvdng tap trung.

Trong thap ky 1980, lwgng tiéu thu xe Chevrolet tai My da giam 36% (tw
gan 1,6 triéu xe hang nam xu6ng con hon mot triéu/nam). Thi phan cua
General Motors cling bi giam (tir 44% & thi truong My xudng con 33%).

Dong san pham han ché khong déng nghia véi viéc dugc tiéu thu it. Trung
binh Saturn ban duwgc khoang 1.000 xe/nam trong khi vao nam 1995,
Chevrolet dong san pham cao hon lai chi ban duwgc trung binh khodng 226

xXe/nam.

Thanh cong ctia Saturn c6 thé 1a & chd né dem lgi nhuan vé cho General
Motors. Diéu do t6t cho Saturn nhung chwa chac da c6 1gi cho cong ty.

Chevrolet triréc day thwong dugc coi la loai xe dat tiéu chuan cia GM va la
su Iva chon chu yéu cia khach hang. Nhuwng, hién nay Saturn da tim dugc
cho ditng riéng. Saturn da gianh dwgc s6 khach hang von c6 y dinh sé chon

xe Chevrolet.

Cadillac cting khong thanh cong nhv mong dgi. Nhitng nguoi tirng s@ hitu
Cadillac nay chuyén sang dung Mercedes-Benz hoic BMW. Thuyc té 1a
Cadillac qua ré va khong thé chiém giit ngdi vi gia cao nhuw ké hoach ma
Alfred Sloan xac dinh ban dau.

Dbé tang s6 lwong san pham ban ra, Cadillac da bé quén vi tri hang dau cta
minh va gia nhap thi truong binh dan hon. Lgi ich caa Cadillac khong nhat
thiét gan chat vdi 1gi ich chung cia General Motors. Nhitng chiéc Cadillac
gia ré dang chiém thi treong ctia Oldsmobile, Buick va Pontiac trén chiéc

thang gia ca.
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Cadillac khong thé duy tri chiéc thang nay chi bang cach tang gia cac loai
xe hién tai. Viéc ho can lam la ché tao nhitng chiéc xe dat tién hon vdi kha
nang hoat dong tot va nhiéu tinh nang hon. Thyc té€ ho c6 thé nhuwong loai

xe hién tai cho Buick va tao cho ditng riéng cho Oldsmobile, v.v...

Trong khi d6, ca Ford va Chrysler cling dang gap rac roi. Ca hai déu c6
gang st dung mot tén goi vGi hai y nghia: vira la tén cong ty, vira la tén
nhan hiéu. Khach hang c6 thé quen véi cai tén General Motors Cadillac
nhung con Ford Lincoln thi sao? Néu ban n6i da mua mot chiéc Ford
Lincoln, moi ngudi sé twong dau 6c ban khong binh thuwong.

Tén cong ty mdi sé lam ro cac nganh trong tdm cda Ford. Tuy nhién, van dé
cta Chrysler lai phitc tap hon. Cong ty nay mac ket trong nhitng cai tén
thwong hiéu lan 16n nhy mot t6 my Y. Trong ctra hang ban xe, nhan hiéu ré
tién (Plymouth) lai song hanh véi nhan hiéu dat tién (Chrysler). Dong xe
Dodge dugc coi la mitc gia trung binh nhung lai cé ca xe Plymouth Neon
nho (con goi la Dodge Neon) va Chrysler Concorde 16n (con goi la Dodge
Intrepid). Van dé cang trd nén rac roi hon khi Dodge la tén chung cta 1/3

0t0, 2/3 xe tai nhe va xe tai mini.

Vay Dodge gom nhitng mau xe nao? D¢ la 6t6, xe tai, xe tai mini v4i du
muc dat, ré, to, nhé. Nhan vién marketing cia Dodge thwong quang cao
rang Dodge ban tat ca loai xe, chiém 85% thi truong My: “Chung t6i dap

trng moi nhu cau cta cac ban.”

Phuong an nay khong thé dem lai két qua 1au dai. Sy bung no6 thi tredng xe
tai mini va xe tai nhe da bao vé thwong hiéu cho Dodge trong mot thoi gian
ngan. Sau dé la Neon, da rat thanh cong ngay ti dot tung ra lan dau nam
1994 v@i 178.960 chiéc duge ban ra. Néu Neon la mot thwong hiéu, né sé
ding thit 17 trong bang x€ép hang nhitng hang ban chay nhat tai My, ngay
sau Lincoln (179 nghin chiéc) va Chrysler (197 nghin chiéc).
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Trong khi do, khong c6 mot mang lwdi ban hang khong 16 nhw Neon, Saturn
chi ban dwoc 74.493 chiéc trong nam dau xuat xwdng. Tuy nhién, khac vai
Neon, Saturn da tao dn twgng sau sac trong long khach hang béi n6 1a mot
thiwong hiéu manh chi¢ khéng phai la mot mau xe don thuan.

L& ra Neon phai la mot thuwong hiéu riéng trong tap doan do. Chién lwgc nay

yéu cau can kéo Neon tach ra khéi “déng hon tap” cta tap doan Chrysler.

Khach hang sé nhin vao ba thvong hiéu khac nhau treée khi chon mua xe.
Quang cao mot loat mau véi nhiéu thong tin kém theo khién nguwdi mua
cang thém nham lan. Thuc té, hau hét khach hang déu bi an twgng manh véi
nhitng chiéc xe ma ban bé ho dung hon la qua truyén hinh hay sach, bao.

Khi ban 14i mot chiéc xe m@i cong, dep mat ra dwong thi cau héi dau tién
ban nhan dwgc dé la: “Anh dang di loai xe gi thé?”

“Neon day”, ban c6 thé tra 10i nhu vay.
Va cdu haéi ké tiép sé la: “Cuaa hang nao vay?”

Trén thi tredng cé tdi 632 mau xe tai nhe va 6t6 noi dia. Ngoai ra, con cé
277 mau xe khac dwgc nhap khau. Chinh sy gia tang manh mé do6 da gay
nham lan trén dwong pho cling nhuw trong tam tri khach hang, dong thoi

khién nha san xudt khé c6 thé tao nén mot thuwong hiéu manh.

Vay, nha san xuét c6 lo lang gi khong? V&i ho, dwong nhu khong c6 gi
dang lo ca. Gan day, m6t quan chitc cap cao ctia General Motors c6 néi:

“Néu khach hang muon dung san pham cua ban, ho sé tim dén ban”.

Liéu ho c6 dén tim ban khong? Ai c6 thé nhé n6i mot phan nho trong so
909 tén mau xe nay, ndi gi dén viéc nhd ca nha san xuat ching nira? That
kho khan dé nhé hét 35 thwong hiéu 6t6 16n trén thi treong.
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Hay so sanh Neon véi Acura. Khi quyét dinh tham nhap thi trwdng, Honda
da khong giao nhitng chiéc 6t6 dat hon cho bo phan ban xe Honda hién tai,
mac du cach nay tiét kiém dugc chi phi phat hanh. Ho da thanh 1ap bo phan

ban Acura doc lap. Biéu nay dem vé hai 1gi ich.

Thit nhét, né bao vé duge dinh hwéng tap trung ctia Honda — l1a nha cung
cap 0t6 Nhat binh dan. Thit hai, n6 tao nén Acura mot thwong hiéu 6t0 sang

trong, dat tién.

Do Acura la loai 6t6 sang trong dau tién ctua Nhat dat tai My nén né da tr@
thanh thwong hiéu ban chay nhét trong dong san pham nay. Trong mot nam
gan day, Acura da ban dwoc 97 nghin chiéc @ My, xép tht hai 1a Lexus véi
79 nghin chiéc, Infinity v4i 59 nghin chiéc xép thit ba.

Nhuwng Honda khong tu tin vGi chién lwge minh dang thue hién. Ho da di
nham mot nwéc ¢, danh mat ngoi vi dau bang trong linh vire 6t6 sang
trong. Vi nghi rang bo phan ban xe Acura khong thé chi song dwa vao mau
xe Legend sau xi-lanh dat do, Honda da cho phép ho ban thém mau xe

Integra bon xi-lanh ré hon. Quyét dinh nay gay ra hai diéu bat 1gi.

Thit nhat 1a n6 lam mat di tinh tap trung ctia Acura. Acura la chiéc xe sang
trong nhuw Legend véi gia tir 36 dén 44 nghin d6-la hay Acura chi la chiéc
xe tam c@ trung binh nhw chiéc Integra véi gia ti 16-21 nghin do-la. Ping
nhw phong doan, sé luvgng xe Integra ban duwgce nhiéu gap déi so v6i
Legend. Acura van ban xe nhung khong con bao ton dwgc tinh tap trung

nira.

biém bat 1gi thi hai 1a n6 sé lam cho Acura tuot mat vi thé dan dau trong
hang muc 6t6 nhap khau vao tay Lexus. Lexus chi ban loai xe sau xi-lanh
vGi gia tir 32-51 nghin do-la. Chi tinh riéng d6i véi mau xe dat tién, so

lwgng ban ra cia Lexus da nhiéu gap doi Acura. Van dé con lai chi la thoi
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gian cho Lexus— nhan hiéu c6 dinh hwéng tap trung gianh thang 1gi tredc

Acura — nhan hiéu it tap trung hon.

Thém mot sai lam nita do la viéc Acura tung ra loai xe thé thao NSX, mot
thanh cong nhat thoi nhung that bai vé tai chinh. Acura ban dugc khodng
900 xe NSX/nam tai My, chwa da thu vé 1gi nhudn ma con lam x6i mon

tinh chuyen biét ciia Acura. Vay, tai sao Honda lai giGi thiéu them NSX?

“Chu yéu la tao hinh dnh”, Kenichi Koyama giam doc chi nhanh ban hang

tai khu viec Bac My néi. Pay la mot y nghi sai lam.

Cac cudc trién lam 6t6 trong nhiéu nam qua cho thdy, moi thwrong hiéu can
ba thit sau: (1) Mot chiéc 6t6 du tiéu chuan véi gia binh dan; (2) Mot chiéc
xe mau ma, kiéu dang dep mat; (3) Mot dong day da cac mau xe chu dao.
Mot chiéc lot vao tam ngam khach hang, mot chiéc tao dn twgng manh va

mot chiéc khién ngwdi ta phai chon mua ngay.

Chevrolet c6 Chevette va Corvette. Pontiac c6 LeMans va Fiero. Buick co
Skylark va Reatta. Ngay ca Cadillac c6 16p vo cing ciling c6 Cimarron du
tiéu chuan va Allanté hinh anh an twgng (ca hai loai xe nay khéng con st

dung nita).

MGt sai lam can ban ma cac nha san xuat 6t6 thwong gap la coi moi nhan
hiéu don 1é nhv mot bo phan hoan chinh, chit khong xem n6 nhv mot nganh
trong tong thé.

Trong khi nhitng chiéc xe du tiéu chuan va hinh anh c6 thé dem dén bat lgi
cho Chevrolet, Pontiac, Oldsmobile, Buick va Cadillac thi chung lai c6 1gi
cho General Motors b&i General Motors chi can mét thwong hiéu du tiéu

chuan.

Van dé la & cho General Motors chi can mot nhan hiéu du tiéu chuan trong

khi cong ty dang c6 ca hai: Chevrolet va Saturn. D€ giit trong tam cho cong
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ty, ho can quyét dinh chon mét trong hai lam nhan hiéu du tiéu chuan va tim

cach tai tap trung nhan hiéu con lai.

Dbé duy tri dinh hwéng tap trung, cadc cong ty nén can nhac thém vao nhitng

ndc mai trén chiéc thang dé thay vi mé rong san pham trén mot nac thang.

Ban c6 thé cé qua nhiéu budc trong dinh hwéng tap trung da buédc khong?

Tat nhién roi, nhung hau hét cac cong ty chwa tién dén giai doan nay.

Hay xem xét tinh hinh cong ty Subaru. Trong thap ky 1980, cong ty nay gitt
vi tri nha xudt khau 6t6 16n thit nam sang thi trudng My (sau Honda,
Toyota, Nissan va Mazda). Sudt thap ky nay, Subaru ban dwgc trung binh
160 nghin xe/nam.

Diéu quan trong hon 1a Subaru c6 dinh huwéng tap trung. Otd cta ho ré ding
nhw cau quang cdo: “Gia ca binh dan, chat lwgng hgp 1y”.

Thuye t€, Subaru con c6 mot dinh hwdng thi yéu. D6 1a loai xe c6 bon banh
chu dong. Gitra thap ky 1980, Subaru chiém mot nira thi trrdng ban 1€ loai
xe nay tai Nhat. Du vay, so6 lwgng nay mdi chi bang 1/3 s6 lwgng xe Subaru
ban dugc tai My. Ho can phai Iwu y nhitng gi?

Khong phai la bat thuwong khi mot cong ty c6 tdi hai dinh huwéng tap trung,
ca chinh yéu va thit yéu. Ho thudng xuyén chuyén doi tir cai nay sang cai
kia khién khach hang va cong nhan ctia minh bi nham lan. Biéu can lam la

phai chon mot trong hai, nhdn manh mot cai va xem nhe cai con lai.

Trong treong hgp Subaruy, hai dinh hwéng tap trung nay 16n xon bai ching
mau thuan véi nhau. Mot chiéc xe gia ré c6 bon banh cht dong khong? Mot
chiéc xe c6 bon banh cha dong chac chan phai dat hon chiéc 6t6 binh
thuong.
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Thay vi giadi quyét van dé xe c6 bon banh chu dong gia ré, Subaru lai chon
cach tién thém trén bac thang 6t6. Subaru da yéu cau nha cung cap Fuji

Heavy Industries san xuat chiéc xe thé thao mang tén XT.

V6i hinh dang sac nhon va mau sac sac sd, XT khong mang phong cach
Subaru. Ban dau XT rat dugc khach hang wa chudong. Mac du XT dat gap
doi chiéc Subaru binh thuong, nhing cong ty van ban dugc 277 nghin chiéc
XT trong nam dau xuat xwong. Sau do, s6 lwong ban ra gidam dan t6i khi XT

hoan toan bién mat trén thij truong.

Do la hién twgng pho bién. Bat ky khi nao mot cong ty tung ra mot san
pham hoan toan khéac vdi dong san pham von c6, cu “shock” ay ban dau tao
nén nhiéu sy yéu thich bung phat. Tuy nhién, sau d6 né mai mét dan va

doanh s6 cling giam theo.

Ban c6 thé thay dwgc hién twgng twong ti xay ra vai Subaru XT, Acura
NSX va Crystal Pepsi. Trong thang thit nghiém dau tién, Crystal Pepsi da

chiém tGi 4% thi tredng nuwdc cé ga nhe. Mot nam sau, né da bién mat.

Trong nam ban ra dau tién, Acura NSX xuat kho v@i 2.600 chiéc. Sau do,

doanh s6 chwa dén 1.000 chiéc/nam va dang trén da giam sit.

Sy ra mat cda xe thé thao XT nam 1985-1986 trung vao thoi diém Subaru
dang lam an phat dat nhat tai My. Ké tiv d6, moi thit bat dau xudng doc.
Bang viéc pha vo dinh huéng tap trung vao dong san pham Sabaru, XT da
lam sut giam thi tredng ctia hang, tir 183 nghin chiéc vao nam 1986 xudng
con hon 100 nghin chiéc vaonam 1996.

Nam 1991, Subaru thit lai Ian nita. Chiéc xe thé thao méi nay chuyén sang
tén goi la SVX va cling giong nhw XT trwdc day, n6 cé gia ban gap doi mot
xe Sabaru binh thwong. Gidi tap chi 6t0 lai ro 1én. Thé nhwng, sau sy khéi
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dau huy hoang do, lvgng tiéu thu SVX da giam mot ntra, tiép tuc di theo vét
mon cua XT.

Ban khong thé thay doi y nghia ctia tir Subaru cling nhw hinh anh ctia né
trong tam tri khach hang. Thit duy nhat ban c6 thé thay do6i chinh la ban
than tir Subaru. D¢ at han la mot y kién hay.

Do két thiic bang am “u” nén Subaru la mét cai tén nghe khong hay. Va mot
cai tén nhu vay kho di doi vai khai niém quy tdc nhu loai xe thé thao. Doi
v&i hau hét moi nguwdi, cum tir “xe thé thao Subaru” 1a mot phép nghich

hgp. Céi tén Subaru phu hgp véi mau xe gia thap.

Trudc moi thit ré tién, khach hang thwong ty hoi: “Minh phai tir bé nhitng
gi khi mua mdt hang gia thap hon?” Volkswagen da rat thanh cong khi ho
ban chiéc Beetle, mot loai xe kiéu dang xau vai gia thap. “VW nam 1970 sé
con xdu lau hon nita” 1a mot thong diép hiéu qua dén mitc kho tin. Nhwgc

diém x4u cling mang vé mot 1gi ich, dé 1a loai xe nay ton tai 1au hon.

Do la thoi ky Volkswagen c6 trong tam manh mé: nhitng chiéc xe xau, ré,
chac chan va nhé. Nam 1968, Volkswagen da ban dugc 564 nghin chiéc tai
My, chiém 57% thi trudng xe nhap khau.

Nhung VW da dan chéch huwéng tap trung ctia minh. Nam 1971, VW ra mat
mau xe 412 v&i cau quang cao: “Volkswagen cong bo loai xe méi, hinh
dang to 16n”. Sy thay doi vé kich thwéc bat dau. Nam 1976, VW lai tung ra
chiéc Dasher: “V&i mot niém vinh duy to 16n, VW da buéc vao thé gidi 6to
sang trong. Dasher chinh la chiéc Volkswagen lich 1am.” Sy chuyén huéng

bat dau tir dién mao xau xi sang hinh dang 1én va cudi cung la sy lich 1am.

Mat dinh huéng tap trung cung nghia v4i mat thi phan khi chat lwgng cua

Volkswagen tiép tuc di xuéng. Cong ty lién tuc mat thi phan trong thap nién
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1970, 1980. Thap nién 1990, Volkswagen chi con 7% trong thi trvong xe
nhap khau, twong tu nhu treong hgp Subaru.

Nhiéu cong ty chiu chung sé phan giong nhu Volkswagen. Cudc hanh trinh
bat dau tir sdn pham “hot” gitp cong ty c6 chdé ding trén thi treong. Chiéc
Beetle ban dau ctia VW la m6t vi du minh hoa. Nhung khong gi c6 thé
“hot” dwgc mai. S6m mudn, doanh s6 ban hang cling giam stt. Vay,

Volkswagen nén lam gi?

Volkswagen c6 ba lya chon: (1) tiép tuc chinh phuc thi tredng véi nhitng
chiéc xe dat hon, 16n hon; (2) gitt nguyén tinh thé véi dinh hwéng tap trung
ban dau; (3) ra mat thwong hiéu méi bat kip xu huwéng thi treong dang thay

doi.

TIEP TUC CHINH PHUC THI TRUONG VOI NHUNG CHIEC XE DAT
HON, LON HON

Néu theo chién lwgc nay, Volkswagen chi gap bi kich. C6 gang rao ban
nhitng chiéc xe khong phu hgp véi tiém thitc ctia khach hang vé
Volkswagen sé chi pha huy thuwong hiéu. D6 1a diém rat dang luu y.

Nhiéu thuwong gia cho rang chat lwgng chat lwgng von cé san pham quyét
dinh s thanh bai. Chan ly vé chat lwgng tran ngap trong cac cong ty nhu

Volkswagen.

Mot thwong hiéu tap trung cao sé tao ra ao twdng ve chat lwgng tot bat chap
thye t€. Trai lai, m6t thwong hiéu dan trdi lai gay ra do gidc nghi hodc ngay
ca khi chwa xét dén chat lvgng san pham. Mot khach hang méi khi nhin vao
nhitng chiéc xe Volkswagen to, gia twong doi dat sé nghi rang “d6 khong
phai la Volkswagen”. Chiéc xe trong gian hang trung bay do khong giong
v6i tiém thitc cta khach hang.

GIU NGUYEN TiNH THE VOI BINH HUONG TAP TRUNG BAN DAU
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Day khong phai la chién lwgc t6i. Gilt nguyén tinh thé d6 va khong thay doi
giup cho White Castle, Zippo va mot s6 cong ty khac gilt duwgc binh on.
Hon nita, san pham co6 thé xé dich ty do.

O My, xe Neon 1a mot vi du dién hinh. Neon da ban dugc gan gap doi so
v6i 7 mau hién tai ciia Volkswagen (Cabriolet, Corrado, Jetta, Golf, Passat,
Cabrio va Fox). Mot vi du khac la chiéc Geo Metro ctia Chevrolet cling ban
duwgc khoang 80 nghin chiéc/nam.

O chau Au, Renault Twingo va Fiat Cinquecento la minh chitng cho xu
hwéng nay. Hai mau xe déu ban duge khoang 350 nghin chiéc/nam. Ford
cling da cong bo ké hoach gidi thiéu mét chiéc xe twong tu véi tén goi co vé
ngap ngung “Ka”.

Chi c6 cach quay tré ve tiém thitc dep dé tredc day mdi khoi day dugc
khach hang caa Volkswagen. D6 chinh la 1am s6ng lai chiéc Beetle ban dau,
chiéc xe gay nhiéu an twgng trén cac showroom 6t6 toan thé gigi: nho, ré,
hitu dung va ky cuc.

Néu nhw Coca-Cola quay tré vé cong thitrc ché bién gbc sau su that bai ctia
New Coke thi tai sao Volkswagen lai khong? Mot chiéc VW c6 dién cling
pho bién nhw Coke c6 dién.

RA MAT THUONG HIEU MOI BAT KIP XU HUONG THAY BOI CUA
THI TRUONG

Thay vi tung ra nhitng chiéc xe to hon, dat hon duwéi cai tén Volkswagen,
cong ty c6 thé st dung thém mot hodc nhiéu thwong hiéu méi niva. Bay la
chién lwgc da dugc thye hién thanh céng bdi Honda vdi Acura, Toyota vdi

Lexus.

Nhitng gi Volkswagen c6 gang lam la trd thanh General Motors ctia Pitc

v6i moi thuong hiéu trén mot mic gia khac nhau. VW at han nghi rang ho

https://thuviensach.vn



da tao dung dugce diéu nay d6i vai cac mau xe Golf, Jetta va Passat — ba

dong san pham chinh ctia minh.

Nhung c6 mot sy khac biét to 16n gitta thwong hieu nhe Volkswagen va cac
mau xe nhue Golf, Jetta hay Passat. Sy khac nhau vé mat t¥ vitng khong
nhiéu nhung trong tam tri khach hang thi diéu d6 la r6 rang. Khi khach hang

trong thay mot chiéc 6to la mat, ho sé hdi ngay: “Kia la loai xe gi vay?”

Néu cau tré 16i la “Passat” thi cau hdi tiép theo la: “Hang nao ché tao

Passat?”

“D6 la Volkswagen”. Thwong hiéu la tén ciia mot ty san xuat ra san pham.
Mau la tén duge dung dé néu s khac biét gitta cac san pham twong ti do
mot cong ty san xuat. Khach hang méi thwong cé xu hwéng coi cac mau cta
mot cong ty twong tw nhw nhau con cac thuwong hiéu thi khac nhau bai vi
ching bat nguon tir nhitng cong ty riéng biét.

General Motors hay hang san xudt Cadillac? Hai khai niém nay duwdng nhw
khac biét. General Motors da tao ra mdt tiém thitc rang chinh Cadillac
Motor Car Division mot cong ty do GM lam chti md&i san xuat ra Cadillac.
Néu General Motors c6 gang san xudt Chevrolet va Cadillac trén cung dong
san xuat va khach hang phat hién ra diéu do thi ho sé khéng bao gio mua
ching. (Ban c6 nhd vu scandal xdy ra khi General Motors lap dong co
Chevrolet vao xe Oldsmobile va Buick. Mot cht xe Buick qua quyét: “Néu

toi chon Buick, t6i chi mudn né hoan toan la Buick”).

Cong ty nao san xuat xe Audi? D6 chinh la Volkswagen nhuwng hoat dong
san xudt lai dién ra tai mot co s& tach biét. Audi dwgc phép thanh lap
thwong hiéu riéng v&i nha xwdng va nha phan phéi rieng. Nhung giong nhw
Subaru, Audi 1a mot céi tén khong an twgng nén khong ho trg duge cho qua
trinh dinh hwéng tap trung da budc caa Volkswagen.
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Cai tén Audi bi x6a s6 hoan toan ciing b&i mot doan chwrong trinh mang tén
“Mat diéu khién” phat séng trén chwong trinh “60 Minutes CBS” nam
1986. Boan phéng sy nay ké vé vu tang toc “dot ngdt” cua chiéc xe Audi
5000. (Sau nhiéu nam diéu tra, ngwoi ta phat hién ra day chinh la 16i tir phia
nguoi lai). Nhwng anh hwdng nhan thitc van quan trong hon thuyee té. Lugng
xe Audi tiéu thu da giam tir 74 nghin chiéc/nam tredc khi chwong trinh trén

phat séng xuong con 18 nghin chiéc/nam.

Néu Audi 1a mot céi tén hay nhu Mercedes-Benz thi n6 da khong bi thiét
hai nang nhu vay. T6i khong dinh so sanh céi tén nao uy tin va noi tiéng
hon ma la cai tén nao nghe hay hon. Mot cai tén hay thwong it bi anh hudng
bé&i diéu tiéng xung quanh nhung vdi céi tén nghe khong hay thi ngwoc lai.

Té&i thoi diém nao dé trong chu ky hoat dong ctia moi cong ty déu ndy sinh
nhitng van dé giong nhu Volkswagen. Vay cac cong ty nén:(1) Chinh phuc
thi treong v6i cac mau mdi, (2) treo lirng tai d6 hay (3) tung ra nhitng
thuong hiéu méi?

Phuong an 1 1a mot chién lwgc khong hiéu qua béi n6 pha vo tinh tap trung
cta cong ty. Hau hét cac cong ty chon phuwong an nay vi quan diém theo

dudi thi tredng quan trong hon duy tri mot dinh hwéng tap trung.

Phuong an 2 c6 thé dem vé thang lgi bdi n6 bao tén dinh hwdng tap trung

ban dau cta cong ty.

Phuong an 3 con c6 thé thang 1gi hon vi tao ra mot dinh hwéng tap trung da
budc.

Tuy nhién, khong nén coi nhe nhitng kho khan va chi phi trong viéc tung ra
mot thwong hiéu m@i. Nhitng mau mdi c6 thé xuat hién réi bién mat. Cac
cong ty ludn phai nhé rang con dwong dan tdi thanh céng chinh la thuwong
hiéu, chitr khong phai la kiéu mau. Xay dyng thwong hiéu mdéi chac chan ton
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kém nhwng nhw ai do tirng noi, chiing ta c6 thé dung tién dé mua s thanh

cong.

Chung ta c6 nén dong nhat tén cong ty vdi tén thuong hiéu khong? General
Motors c6 nén dat tén ctia minh lam tén thuwong hiéu cho Chevrolet khong?
Theo quan diém tw phia khach hang, cau tra 16i c6 thé 1a khong. Béi vi ban

muon giit cai do twdng rang Chevrolet la nha san xudt cia thuwong hiéu do.

Do 1a ly do tai sao Saturn dugce gidi thiéu la “mot cong ty khac, mot chiéc
xe khac”. General mudn tao ra do twéng rang Saturn la mét cong ty otd chi
khong phai 1a mot phan nganh cia GM giong nhu Chevrolet.

Cong chuing c6 chap nhan y twéng trén khong? Mac du khach hang biét
rang Saturn la mot bo phan cia GM, ho van cam thay né hoat dong nhu mot

cong ty doc lap.

Tuy nhién, theo quan diém cta nhiéu ngwoi, trong dé c6 cac co6 dong, nha
phan tich tai chinh, chuyén vién ngan hang va bao gigi thi gop ca tén
thwong hiéu va tén cong ty trén mot san pham sé mang lai hitu ich. Cac sap
x€ép tot nhat 1a danh n6i chit thwong hiéu to hon nhiéu lan so véi tén cong

ty.

Khach hang mua bt giat Tide sé dé dang tim thdy Procter & Gamble — tén
cong ty san xuat mat hang nay, & mot géc nao do trén bao bi san pham. Tide
la tén thwong hiéu va can duwgc hién thi tach biét.

Mua mot thwong hiéu khac dé lam day dinh hwéng tap trung da budc hoan
toan phu hgp. Rat nhiéu cong ty véi tu twdng “thau tom” cong ty khac
thuong c6 muc dich b6 sung nhitng gi minh thiéu chit khong phai 1a m@
thém mot nganh méi. Néu viéc sap nhap dé hoan thién minh thi phuong an
lya chon nay duong nhu rat ding dan.
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Nam 1989, Ford da mua Jaguar véi gia 2,6 ty do-la trong mot vu giao dich
duwgc coi la rat hoan hao. Khac véi loai xe do Ford san xuat, xe Jaguar nhd,
kiéu dang thé thao va dat tién. Nhung Jaguar sé dirng vi tri nao trong dong
san pham cua Ford? Phai chang la Ford, Mercury, Lincoln, Jaguar? Chiéc
thang nay khong phu hgp cho lam. Ngudi sé hitu xe Lincoln chac chan sé

tién dén chiéc Mercedes-Benz to 16n thay vi chiéc Jaguar nho bé.

Su sap nhap nay cting khong dem lai 1gi ich tai chinh. Sau nam nam thudc
vé Ford, Jaguar da thiét hai khoang 1,3 ty d6-la. Ford con budc phai doé
hang triéu d6-la dé hién dai hda co s& vat chat. Bén cudi nam 1996, Ford da
bé ra 1,6 ty d6-la vao viéc xay dung sdn pham mdi, hién dai héa day
chuyén san xuat va tinh gidm luc lwgng lao dong. D6 1a mot khoan dau tw
khong 16 hau nhw khong thay 1gi nhuan. Tya nhw Ford da mua lai Jaguard

thém mot lan nita?

“Dé la mbt cau hoi kho tra 10i. Nhuwng ching t6i khong bao gio cdm thay sai
lam khi mua Jaguard”, gidam doc diéu hanh ctia Ford, Alexander Trotman,

phat biéu.

BMW da mac sai lam twong ty khi mua lai Rover Group Holdings tt
British Aerospace v6i gia 1,2 ty d6 la. Thuc té, BMW da ty “mua day budc
minh” béi Rover la mot cong ty thiéu tap trung, chuyén ca vé xe chéd khach
lan xe thé thao dwdi tén Rover. Hon nita, loai xe thé thao dat tién (Land
Rover/Range Rover) thuong bi nham lan véi loai xe Land Rover/Range
Rover ré hon. Mot can bénh giong nhw Jaguard.

Bernd Pischetsrieder, chu tich BMW, dung xe chd khach Rover vGi mic gia
thap hon dé xam nhap thi trvong Nam M¥, Indonesia, An D9, Trung Quéc
va Philippin. Diéu nay chac chan la khong thé. Khong giong nhu Fiat,

Renault va Volkswagen, Rover khong phai la loai xe ré tién noi tiéng. Xét
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vé mat logic, mot chiéc xe gia thap khong thé dat nén moéng hgp ly cho
chién lwgc tap trung duy nhat cia BMW.

BMW la mot cong ty ctia Pic, cung cap loai xe kich c& nhé, chay tot va dat
tién. Liéu BMW nén budc tiép trén chiéc thang 6t6 hay di xuéng? Néu chon
giai phap budc tiép 1én, BMW phai do sttc vdi Mercedes-Benz. Néu di
xuong, ho sé phai doi mat gay gat vdi Volkswagen, Fiat va Renault. Du
BMW c6 dugc thira hwédng danh tiéng lau doi chang niva thi phwong an nay

cling khong dem vé mot trién vong twoi sang.

Tuy nhién, trong bat ky hang muc nao déu c6 cho ditng cho ca hai thiwong
hiéu: Coca-Cola va Pepsi-Cola, McDonald’s va Burger King, Chevrolet va
Ford, Cadillac va Lincoln. Riéng Mercedes-Benz la doc ton. Chua co

throng hiéu nao ngang bang vaGi né ca.

Thye t€, BMW tirng c6 mot vai thanh céng véi cac loai xe thudce séri 7, ban
duwgc khoang 15 nghin chiéc/nam tai thi truong My véi gia 58 nghin do-la.
Dbé dirng ngang hang v4i Mercedes-Benz, nhitng gi BMW c6 thé lam la st

dung mot thwong hiéu cao cap.

bat mat tén thwong hiéu phu doi véi xe dong séri 7 sé phuc vu hai muc
dich. Th nhat, n6 gitp BMW téi tap trung vao chiéc xe nho hon, don thuan
la c6 may lai. Thit hai, n6 mang dén mot thwong hiéu sang trong dé canh

tranh v&i Mercedes-Benz.

Kinh doanh tap chi la vi du dién hinh cho viéc st dung dinh huwéng tap
trung da buwdc. Tap doan Time, c6 1€ 1a nha xuat ban tap chi thanh cong nhat
toan cau trudc day, da khong tung ra mot tap chi phu mang tén Time For
Business. Thay vao dé, ho doi tén thanh Fortune. Tap chi Time for Pictures
duwoc dat tén la Life, Time for Sports la Sports ILLustrated, Time for
Finance la Money, Time for Celebrities la People va Time for Entertainment

la Entertainment Weekly.
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Time, Fortune, Life, Sports ILLustrated, Money, People, Entertainment
Weekly. Ba buéc trong chién lwgc cong ty vGi dinh hwdng tap trung duy
nhat: tin tic. Tin thé gidi, tin kinh doanh, tin anh, tin thé thao, tin tai chinh,
tin 1é hoi va tin giai tri. Tap chi Life da bi truyén hinh ngang tré. Sau tap chi
con lai van la nhitng dn

Giong nhu tap doan Time trude day, mot cong ty cé thé tap trung vao trong

tam duy nhat vGi cac thwong hiéu mang ban sac riéng biét.

Viéc loai bé nhitng ban sac riéng biét dé nhan manh sy két n6i thong nhat sé
gdy ra mot sO van dé. Pau thap nién 1970, Saturday Review quyét dinh xuat

ban 4 tap chi con, van st dung tén cong ty dé gay dung uy tin.
Saturday Review: The Arts (tap chi nghé thuat)

Saturday Review: Education (tap chi gido duc)

Saturday Review: The Society (tap chi xa hoi)

Saturday Review: The Sciences (tap chi khoa hoc)

D6 ding la mot tham hoa. Thua 16 17 triéu do-la (mot so6 tién rat 16n vao
thoi diém dé) va chi hon mot nam sau, Saturday Review da xem xét lai tinh

hinh va quyét dinh chdm dit cach lam nay.

Nam 1967, Pat McGovern bat dau khéi dong International Data Group
(IDG) véi chién lwge ngwoc lai Saturday Review. An pham dau tién mang
téen Computerworld (Thé gigi mdy tinh) dwgc xuat ban bang 24 thit tiéng
tai 67 qudc gia trén thé gidi. Tong doanh thu da vugt qua 1 ty do la va cho
t6i nay toc do tang trwdng dat 15%.

Tat ca cac an pham cua IDG déu xoay quanh mdy tinh. McGovern cho biét:
“Chung toi ludn duy tri dinh huwéng tap trung vao cong nghé thong tin va
khi nganh cong nghiép nay phat trién, chiing t6i sé hung thinh theo”. Bi
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quyét dan dén sy thanh cong ctia IDG la pham vi hoat dong toan cau ctia
no. IDG da dat chan t6i Nhat nam 1971, t6i Bic nam 1975 va Brazil nam
1976.

Nhitng cong ty lo lang vé s phat trién thwong mé rong dong san pham tai
thi trrong noi dia trong khi ho c6 thé thanh cong hon nhiéu néu tham nhap
thi trrong toan cau. Chién Iwgc toan cau cho phép cong ty phat trién ma
khong lam mat di dinh hwéng tap trung.

Tap doan nha hang Darden Restaurants, mot nhanh ctia General Mills, c6
dinh hudng tap trung cao vdi da budc. La cong ty kinh doanh nha hang 16n
nhat thé gigi, Darden c6 hai nhanh tap trung vao phuong thitc ché bién thirc

an: Red Lobster va Olive Garden.

Hién nay, Darden c6 thé m& rong theo hai hwéng khac nhau ma khong
chéch huwéng tap trung. Ho c6 thé thém vao cac cong thitc nau an bo sung

cho ca hai dong thoi mé rong phat trién ra thé gidi.

Co ¢, vi du dién hinh vé tap trung da budc 1a cong ty Wm. Wrigley Jr. Ba
hon mot thé ky nay, Wrigley chi tap trung duy nhét vao keo cao su vdi 3
thwong hiéu: Juicy Fruit, Spearmint va Doublemint. Khi thi treong thay doi,
“ga khong 16” keo cao su Wrigley da bo sung Big Red dé nam bat thi hiéu
hdo ngot, Extra cho thi hiéu khong duwong, va Freedent danh cho thi hiéu
khong dinh cta khach hang. Thwong hiéu méi day nhat la Winterfresh, san
pham lam mat lanh hoi thg.

Su phat trién ctia Wrigley trong thap ky qua that dang kinh ngac. Doanh s6
hang nam tang lién tuc, tw 590 trieu do-la nam 1984 tGi 1,6 ty do-la nam
1994. Bat ngo hon cé la bién 1gi nhuan rong tang déu dan, tr 7% doanh s6
nam 1984 lén 14% nam 1996. Mot nira nguwoi My nhai keo cao su thi mot
nita thi tredng nam trong tay Wrigley. Cho t6i nay, mot phan hai thu nhap
ctia Wrigle dén twr thi truong ngoai khu viee Bac My va ty 1€ nay sé tiép tuc
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tang trong twong lai. Sy tap trung cao do vao mot san pham duy nhat mang

lai vo so 1gi ich.

Wrigley lién tuc ha thap chi phi sén xuét, gitp giam gia thanh san pham va
gitt dugc tinh canh tranh. Chi phi san xudt thap ciing cho phép céng ty nay
danh nhiéu ngan sach cho quang cao. Wrigley chi 7% doanh s6, titc 120

triéu do-la mot nam, cho quang cdo ma khong hé anh hwéng tdi tai chinh.

Trong twong lai, mot cong ty vdi dinh hudng tap trung hep nhuw Wrigley sé
stt dung chién lwgc “cao/thdp” nham thong linh thi trudng, tic la khoi
lwgng san pham va chi phi quang céo cao két hgp vai chi phi san xuét va

gia thanh san pham thap.

Trong ban 1é, si két hgp nay duoc goi la “pha gid”. Trong san xuat, né
khong c6 tén goi nhung da co tdi 4 cong ty la Intel, Compag, Coca-Cola va
Wrigley ap dung quy luat do.

Khi da thong linh dugc thi trudng nhw Wrigley, ban sé du tién dé mé rong
thi truong khong chi dya trén nhitng thwong hiéu dang c6. V6i doanh s6
vitng chac trén thi trvong keo cao su, chién dich “Khi ban khéng thé hut
thu6c” ma Wrigley phat dong da dat dwgc hiéu qua rong rai.

Viéc tap trung da budc cua Wrigley chinh la sy dong nhat 1au dai trong moi
thit ho lam. Vi duy, sy xuat hién tr¢ lai ctia cap sinh déi quang cao cho
Doublemint ttr nhitng nam 1960, diéu nay khong nhitng am chi Doublemint
ban rat chay ma con tao do twdng rang cap sinh doi nay sé nhai keo

Doublemint mai mai.

Xét trén bé noi, c6 rat nhiéu diém twong dong gitra nhitng gi Wrigley da
lam v&i keo cao su va Hallmark véi thiép chic murng. Hallmark cling c6
mot chién lwgc da budc: dong thiép Hallmark va Ambassador danh cho cac
ctra hang ha gia, dong Pet Love cho ngudi s hitu thu nudi trong nha va
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Shoebox la loai thi€p hai hwéc. Va giong nhw Wrigley, Hallmark chiém linh
gan nita thi treong trong linh vire ctia minh.

Tuy nhién, khac vGi Wrigley, trong nhiéu nam qua Hallmark da mua vé va
ban di mot cong ty kim hoan (Trifari), cong ty khung tranh (Burnes of
Boston), dau tw vao truyén hinh phat thanh tiéng Tay Ban Nha va dau tw 1
ty do-la cho mot cong ty cap. Hallmark van tiép tuc da dang héa véi Binney
& Smith (cong ty but chi mau Crayola), cong ty in (Litho-Krome), mua lai
mot cong ty sdn xuat tivi tri gia 365 triéu d6-la va nam gitt mot khoi bat

dong san khong 16.

“Hallmark cé nhanh chéng giau c6 dwgc khong?” 1a tiéu dé ciia mét bai bao
gan day dang trén tap chi Business Week. “Mac ket trong cac ctra hang
chuyén doanh ctia minh, cong ty thiép khong 16 ngay cang bi sa lay”, bai
bdo viét thém. Lgi nhuan cta Hallmark chi & mic 8% (trong khi cua
Wrigley la 37%).

That kho khan dé noi hét nhitng gi toi té dang xdy ra ¢ Hallmark. Theo
Business Week, viéc chia sé 1gi nhuan cho 21 nghin ngudi lao dong cta
Hallmark, nhitng ngwdi s hitu 1/3 cong ty, da khién quy lwong giam tw
10% quy lwong nam 1990 xudéng con 6,5% vao nam 1994.

Su can thiét phdi tai tap trung vao san pham thiép chic mirng dwong nhw da
bién mat khoi dau 6c nhitng nguwdi diéu hanh Hallmark. Ho van say swa véi
niém dam mé thwong hiéu Hallmark cting viéc m@ rong moi dong san pham
c6 thé. Giam doc diéu hanh ctia Hallmark da khodac loac: “Dé chinh la stic

manh cua thuvong hiéu.”

Céac nhan hiéu chi that sy cé sttc manh khi tap trung xoay quanh mot san
pham hoic thudc tinh duy nhat. Otd, tap chi may tinh, nha hang binh dan,

keo cao su chi 1a mot vai san pham ma cac céng ty tap trung xoay quanh.
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Tuy nhién, dinh hwéng tap trung khong nhat thiét phai dwgc tién hanh xung
quanh md&t san pham duy nhat. Mot s6 cong ty da xay dung thanh cong tap
trung da budc xoay quanh mot thudce tinh. Thudc tinh chung cho nhiéu san

pham khac nhau.

Vi du vé thudc tinh “sang trong”, Vendome Luxury Group chuyén phat trién
va mua lai nhitng thuwong hiéu dap @ng tir “sang trong” dwa trén chat lwgng,
ban sac va tinh xac thue (Vendome Luxury Group thyc chat 1a hai cong ty:
mot hoat dong & Luxembourg va mét & Anh. Ching dugce két noéi vai nhau
thong qua sap xép c6 phiéu két hgp. Cac c6 dong cia Vendome nam giit co
phiéu tai cd hai cong ty). Cac thwong hiéu cua cong ty nay bao gom trang
strc Cartier, san pham cho nam gi6i Alfred Dunhill, bit Montblanc, dong ho
Piaget va Baume & Mercier, ca vat Sulka, d6 do Karl Lagerfeld thiét ké va

mot s6 san pham khac. That la mot danh sach an twgng.

Chi riéng hoat dong noi bat cia Montblanc cling dang dé dé cap. Nhitng
chiéc but hinh diéu xi ga cua hang da chiém vi tri dinh cao trén thi trvong
khi cac hang canh tranh san xuat but hinh diéu thudc 14 nhw A.T. Cross,

Gillette’s Waterman va Parker dang vat 16n dudi theo.

Lgi nhuan ctia Vendome ciing rat an twgng. Cong ty da thu vé 2 ty do-la
doanh s6 v6i 1gi nhuan rong khoang 13%.

Nhitng khai niém tong thé don gidn nhu “sang trong” dang trd thanh trao
lwru trong twong lai. Néu c6 thé dinh nghia va s& hitu mot tv don gian nhw
keo cao su, 6t6, an toan hay sang trong, mot cong ty c6 thé xay dung mot to
chitc toan cau hung manh, thong tri mgt nganh cong nghiép, mot dong san

pham hay mot phan khic thi truong nao do.

binh huwéng tap trung la dong lyc quan trong gitp cong ty vugt qua canh
tranh va tr@ thanh ké thong linh trén thi tredng ctia minh. Tap trung khong
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phai la diéu qua xa voi. N6 la yéu t6 can thiét cia moi t6 chitc kinh doanh

trong trong lai néu t6 chitc d6 mudn thu lgi nhuan.

Phwong phap da budc da c6 mot s6 thanh cong dang ngac nhién. Vi du nhw
hang quan jeans Levi’s. Day la thwong hiéu duwgc ca thé gidi tin dung. Mot
thwong hiéu cuing dang cap véi Coca-Cola, McDonald’s va Marlboro.

Chac chan ban sé nghi Levis Strauss (chu nhan ctia Levi’s) la ngudi ban
dwgc nhiéu quan jeans nhat nwéc My nhung thue té khong phdi nhu vay.
Danh hiéu dé thudc vé tap doan VF tai Wyomissing, bang Pennsylvania.
VF c6 hai thwong hiéu quan jeans 16n (Lee va Wrangler) vé6i tong doanh so6
ban ra vugt qua Levi’s. Hai thwong hiéu cho phép VF chiém linh hai thi
treong tach biét. Thém vao dod, chiing con gitip VF linh dong kiém soat nhu

cau ban 1é déc quyén.

VF van duy tri ban sac riéng cia moi nhan hiéu bang viéc 1ap hai tru sé tach
biét. Cong ty Lee Apparel dugc ddt ¢ Merriam, bang Kansas, con cong ty
Wrangler tai Greensboro, bang North Carolina. VF c6 thé tiét kiém chi phi
bang cach sap nhap hai tru s& nay vao mot dia diém hay khong? Tat nhién

1 c6. Va d6 c6 phai 14 ¥ kién hay? Cau tra 15i lai 1a khong.

Levi Strauss van dang tiép tuc nghién citu chién lwgc. Mot nam sau khi ra
mat dong san pham quan 4o binh dan la Dockers, Levi Strauss da mua lai

Brittania, gia nhap dong sdn pham gia binh dan.

Levi Strauss hién nay da c6 ba nac trén chiéc thang ctia minh: Brittania,
Levi’s va Dockers. Ba thuwong hiéu hung manh nay sé giup Levi Strauss duy
tri vi thé nha san xudt quan 4o 16n nhat thé gidi, it nhat la trong thdi gian

ngan.

Khi tredng thanh, moi nguwdi van cé xu huwdng dung nhitng thwong hiéu ho
yéu thich khi con tré. Theo mot khao sat gan day, nhitng ngwoi & do tudi 30
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va 40 binh chon Levi’s la thwong hiéu s6 mot. Ho noi: “Ching da gan bo
chat ché vai thé hé cta ching t6i” (Coke xép thit hai va Macintosh dirng vi

tri tht ba). Bay 1a mot tin vira tot vira xau cho Levi Strauss.

Tin xau la ¢ cho gidi tré ngay nay thich an mac hip-hop theo kiéu rong
thung thinh. Chiing khong mudn an mac va nghe thé loai nhac giong cha me

ching trwdc day. Chang thich chon nhitng san pham va thwong hiéu riéng.

Levi Strauss nén tung ra mot thwong hiéu hoan toan mai danh cho gidi tré,
chit khong phai la dong san pham mé rong ti thuwong hiéu Levi’s. Gidi tré
muon c6 dugc thwong hiéu cda riéng minh, khong phai la bién thé cta
thuwong hiéu danh cho nguai 16n.

Nam 1989, Carl Williams da trinh lang mot thuong hiéu quan 4o thoi trang
he pho va n6 da bat dau tao nén nhitng trao lvu. Thuwong hiéu mang tén

“Karl Kani” mang vé doanh s6 hang nam la 60 triéu d6-la.

Thuyc té€ cho thay cac cong ty nén chu y dén day chiéc thang nhiéu hon la
nhitng gi dang dién ra trén dinh cia né. Muc tiéu t6t nhat cho mét thwong
hiéu méi la nham vao Iita tré, nhitng ngwai dé chdp nhan cai méi bai ho
dang tim cach khac véi thé hé di trudc. Cang nhiéu tudi, ban cang chat ché

vGOi moi thi, trong do co lwa chon viéc thuwong hiéu.

Nhiéu cong ty 1au doi da sup do vi qua chad trong vao thwong hiéu hién c6
v6i viéc md rong dong san pham va tim cach niu kéo sy séng cho no6 thay vi
ra mat mot thwong hiéu mai dé thu hit khach hang tré tudi.

Diéu nay dé thdy dugc & mat hang c6 sy thay doi nhanh chéng, vi du nhw
nuwéc hoa. Caviln Klein da thu vé thanh cong to 16n sau khi tung ra nuéc
hoa Obsession. Sau do, lic chuyén sang Escape va lai thanh c6ng. Hién tai,

Caviln Klein c6 mot san pham rat “hot” mang tén CK One.
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Trong khi d6, Chanel dang c6 gang vd&i Chanel No.5, Chanel No.19 va

Coco nhung thi trrtdng cua hang van dan sa sut.

Hau hét cac cong ty déu hoat dong giong nhuw Chanel ma khong giong
Calvin Klein. Ho bé moi may rui vao viéc c6 gang bao toan nhitng thwong
hiéu cli ma khong chiu dau tv xay dung thwong hiéu méi. D6 la ly do khién
thi trrong xady ra nhiéu bién dong khi khach hang tir bé mua san pham cta
hang nay sang mua san pham cia hang khac do céc tén tudi hang dau khong

cung cap nhitng thwong hiéu méi ma khach hang tré mong muon.

» Khong phai Parker gidi thiéu thwong hiéu mai but “béo”, ma chinh la
Montblanc;

» Khong phai Coca-Cola xudt xwdng nuwédc gidi khat New Age, ma la
Snapple;

» Khong phai Seiko ra mat dong ho thoi trang, ma la Swatch.

Rat kho khan dé tim ra nhitng vi du vé cac cong ty kién tri vGi dinh huéng
tap trung da budc (mac du da cé sy thanh cong ctia General Motors truedc
day). Tuy nhién, nhitng gi ban thdy mdi chi la cac cong ty s hitu mét chiéc
thang san pham duy nhat v&i nhiéu nac. Nhung that khong may, nhitng
chiéc thang nay da bi chon vui trong cac cong ty thiéu mot dinh hwéng tap
trung tong thé. Tuy c6 mot sach lwge hap dan nhwng ho lai thiéu chién lwgc
phu hop.

Sara Lee la mot cong ty chuyén vé trang phuc dién vién va banh pho mat.
Tw nam 1960, cong ty nay (trwdc day co téen la Consolidated Foods
Corporation) da mua vé hon 150 cong ty khac nhau. Cac san pham ma cong
ty mua vé bao gom may hut bui Electrolux, xi danh giay Kiwi, hang dét kim
Hanes, cac mén ché bién tir thit Jimmy Dean, trang phuc van dong vién

Champion va hang théu Playtex. Mot s6 quyét dinh mua vé ké trén rat hgp
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1y, nhwng nhin chung chiing khién cong ty bi mat tap trung va phai doi mat

vGi nhiéu van de.

Mot s6 bo phan cia Sara Lee hoat dong rat tot. Cong ty nay von la nha san
xuat bit tat va 16t giay 16n nhat thé giéi. Thuwong hiéu Hanes ctia cong ty gitt
vi tri s6 mot vé hang théu trong cac quay hang. Nhung khi ngay cang c6 it
phu ni* mu6n dén quay hang dé mua do, Hanes da tim kiém kénh phan phoi
khac. Puwong nhién do la siéu thi. Nhuwng tai day khong ban quan 4o nit.
DPay la nguyén nhan bién sy lya chon phan phoi nay thanh mot budc dot
pha diéu ky. 80% thanh cong trong kinh doanh la nho sy nhanh nhay di

tredc. Hanes da xuat hién dau tién trong phan phadi siéu thi.

Quyeét dinh tiép theo la dat tén. Thong thwdong, nguwdi ta nghi rang sé dat
mot cdi tén na na Hanes hodc xitng tam v@i thuwong hiéu hang dét kim 16n
nhat toan cau. Tuy nhién, phwong thitc da buwdc lai can mot cai tén riéng va
doc dao cho moi buwdce. Sy Iiva chon chinh la L’eggs. (Dé khang dinh tén
tudi, san pham nay dugc déng goi trong mot qua tritng nhira mau trang cd 4
inch). Day that sy la sw chon lya khon ngoan. Thwong hiéu méi nay da co
mot cai tén khac sau dugce tén kénh phan phoi trong tam tri khach hang. Ban

mua L’eggs cho minh & dau? Cung noi ma ban mua tritng day!

Ngay nay, L’eggs la thwong hiéu quan 4o nit s6 mot tai My, chiém 25%
toan thi truong. L’eggs mang vé 2/3 trong 1 ty d6-la doanh s6 hang dét kim
tai thi trryong My cta Sara Lee. Hanes va mot vai thuwong hiéu nho khac
dong gop phan con lai. Vi hai thwong hiéu, Sara Lee thong linh hai kénh

phan phoi quan 4o nit 16n.

Tap doan Tambrands la m&t cong ty gan day nhan thay sy can thiét cta tap
trung da buwdc. Trong gan 60 nam lich s ctia minh, cong ty nay chi tap
trung vao Tampax, thwong hiéu thong linh thi tredng bang vé sinh.
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Giong nhw nhiéu cong ty khac, Tambrands vira mé rong dong san pham
bang vé sinh Tampax, vira da dang hoéa v&i cac san pham khac nhw dung cu
thtt thai, do trang diém va gidy vé sinh, nhung khong linh vie nao hoat
dong hiéu qua. Trong khi do, thi phan ctia Tampax da giam tir 60% xudng
con 50%. Hoi dong quan tri da phai sa théi t6i hai doi giam doc diéu hanh.
Cudi cung, cong ty da dung thir mét chién lwgc 18 ra phai thue hién trede do
nhiéu nam, do la da thwong hiéu.

Tambrands da gidi thiéu Satin Touch, mot thiwong hiéu st dung loai gidy
clitng mang lai cam giac va bé ngoai giong nhw chat déo nhung van ty phan
hay giong nhw Tampax (bang vé sinh lam tir gidy). Hién nay, Tampax c6 hai
ndc trén chiéc thang sdn pham ctia minh: Tampax hop mau xanh truyén
thong danh cho ni¥ gi¢i nhiéu tudi va Satin Touch mau héng twoi danh cho

gidi tré.

Mot vi du khac 1a Black & Decker — nha san xudt may cong cu hang nang
16n nhat thé gidi. Nhung cling nhw Sara Lee, ho da gap kho khan tai chinh
trong cong cudc “thau tom”, tai tiéng nhat la vu mua lai tdp doan Emhart
nam 1989. Nhung Black & Decker van rat khon ngoan khi xay dwng mot
thwong hiéu bo sung thanh mot thwong hiéu riéng chuyén nghiép.

Puoc ra mat nam 1992, DeWalt 1a thwong hiéu méi hwdng téi khach hang
chuyén nghiép trong khi Black & Decker van duy tri tap trung vao thi
treong nghiép duw. Trudc khi DeWalt ra doi, Black & Decker chi chiém 10%
thi trrong may céng cu hang nang. Thong linh thi tredng nay la Makita,
mot cong ty Nhat Ban vdi 50% trong thi truong chuyén dung.

Puoc nbi tieng nho 1a thanh vién cua Black & Decker (giong nhuw Acura
tredc day), DeWalt da va dang thu vé nhiéu thanh céng ky diéu. Chua dén
ba nam, DeWalt da tré thanh doanh nghiép kinh doanh c6 s6 von Ién t&i 350
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triéu do-la, ditng dau thi tredng may cong cu hang nang chuyén dung va la
thuwong hiéu may cong cu hang nang 16n thir hai sau Black & Decker.

C6 nhiéu cach dé phan doan chiéc thang da nac. Van dé quan trong la tao su
dong nhat gitta chiing va tranh moi hién twgng chong chéo (chéng chéo
nghia la ban dang canh tranh v6i chinh minh). Céach t6t nhat dé tranh kho
khan chinh la xay dywng mdt chiéc thang hoan chinh trén moi déc tinh cta

dong san pham. Vi du:

* Gia cd. Day la chiéc thang pho bién nhat. Minh hoa tiéu biéu la chiéc
thang 6t6 do Afred Sloan thiét ké cho General Motors. Moi thuong hiéu cé
mot pham vi gid dac biét va khong co sw chong chéo. Gillette sir dung chiéc
dao cao (Trac II, Atra va Sensor) dé thong tri nganh cong nghiép dao cao.
Con Anheuser-Busch dung chiéc thang bia nhe (Busch, Budweiser va
Michelob) dé chiém linh nganh cong nghiép bia rugu.

* B0 tudi. Thwong hiéu va san pham ciing tredng thanh giong nhu con
nguoi. Khi thwong hiéu dang ton tai cia ban bat dau bi xa hoi kiém chitng
thi can gidi thiéu mét thwong hiéu méi, hwéng dén nhitng khach hang tré
tudi. Khi Tampax ra doi nam 1936, né chu yéu dugc gidi nit tré lic doé tin
dung. Ngay nay, duwong nhien Tampax chi con la thwong hiéu “danh cho do
tudi me ban”. Satin Touch huéng dén gidi khach hang tré trung hon.

 Cong thitc ndu an. Tap doan nha hang Darden (Reb Lobster va Olive
Garden) chuyén vé hai san va do &n Y, hai loai thitc dn cht yéu nhét. Khi da
phat trién, ho chd y bo sung nhiéu mén an, phuc vu moi thi hiéu khac nhau.
Thuc t€, thém vao khéi niém d6 an “ngau hitng” va d6 an nhanh trong nha
hang, Darden sé cat ngang day chuyén hién tai va pha hiy con duong kinh
doanh ctia ho. Hay canh tranh v&i doi tha khac, dirng canh tranh véi chinh

minh!
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» Phan phoi san pham. C6 sy canh tranh gay gat gitta cac kénh phan phéi
san pham. Co6 gang ban cung thuwong hiéu trén nhiéu kénh dang canh tranh
c6 thé sé gap kho khan. Néu Hanes st dung céi tén “Hanes” cho quan 4o nit
ban trong siéu thi thi diéu gi sé xady ra v4i kénh phan phéi quay hang cta
ho? Mot thirong hiéu riéng biét dugce thiét ké cho moi kénh phan phoi la
giai phap tuyét voi.

Dbay la vai chiéc thang vé thudc tinh ma trén d6 ching ta cé thé xay dung
dinh hudng tap trung da buwdc. Trudc day, cac cong ty thanh cong la vi ho
da nam bat dwgc nhitng co hdi ma doi tha khac khong lwong dén. Chiéc

thang phan phdi mdi phat trién gan day. Trong twong lai, sé con nhiéu co

hoi khac ma hién nay chwa nhin thay ro.

Mot s6 doanh nhan thanh dat bé 16 co hoi chuyén thanh cong ban dau sang
tap trung da budc. Hay 1dy Wayne Huizenga lam vi du.

Chi c6 rat it ngwoi nhw Wayne Huizenga thanh cong ngay tir dau véGi hai
cong ty la Waste Management va Blockbuster Entertainment. Con duong
hoat dong ma Wayne 4p dung cho ca hai cong ty twong ti nhau: phat trién

mot y twdng, cong khai nd va sau d6 mé rong nhanh chong.

Thay vi theo du6i mé6 hinh Waste Management va Blockbuster, Wayne m@
rong cai ten Blockbuster Video sang am nhac. Hién tai, cong ty c6 hon 500
quay hang duéi tén Blockbuster Music. Liéu ching c6 kém theo sy thanh

cong cua video nita khong? Chac chan la khong.

Thay vi xay dwng mét chiéc thang vdi nhitng ndc doc lap, Blockbuster da
chon con duong tién thang dén mot cong ty khong tap trung. Khong chi
tham nhap mudn mang vao linh viec am nhac ma cong ty nay sé con phai
chiu sy canh tranh gay gat ma tai dé gia ca thap la wu diém canh tranh duy

nhat.
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Continental Airlines cling mac sai lam twong tw. Day la hang hang khong tw
phan chia thanh hai phan nham thu hut hai thi trwedng: thi treong gia cao
day du dich vu va thi truong gia thap khong co6 dich vu phu. Tuy nhién,
hang da quén dat tén khac cho dich vu gia thap.

Théang 10/1993, Continental ti tin ra mat loai hinh gia thap mang tén
CALite vdi chién dich quang cdo ram r0 tri gia 60 triéu do-la. Tuy nhién,
nhiéu hanh khach mdi lai lién twéng CALite vdi Canifornia chit khong phai
la Continental. Do sy nham lan nay, cai tén CALite s6m dwgc doi thanh
Continental Lite. Thé nhuwng, khai niém mdi nay cling khong tranh khoi sy
do6 vo. Tinh dén thoi diém hoan toan sup do vao thang 7/1995, Lite da gay
thiéet hai cho Continental khoang 140 triéu do-la.

Ban khong thé tap trung da budc véi mot cai tén nhw Continental. Lé ra
Continental phai dat tén m6i, hoan toan tach biét khoi cong ty me. Liéu
Saturn c6 thé thanh cong dugc khong néu n6 dugce goi la “Cadillac Lite”?
Toi nghi la khong thé.

Ngoai viéc dat tén, con mot van dé khac. Continental cé nén tw tdch minh
lam do6i dé theo dudi nac thit hai trong chiéc thang hang khong khong? To6i
cho la khong. Tai sao mot hang hang khong véi chwa day 10% thi phan cta
tiéu bang lai c6 thé phan chia nguén von dé canh tranh vé§i cac hang cta

lién bang. Diéu do that vo nghia.

Va con mét van dé nita. Chinh ban than Continental thiéu mot dinh hwéng
tap trung. Continental la ai? Nhw mot hanh khach gan day noi: “T6i biét
Continental. Ho la hang hang khong da bi pha san tGi hai lan.”

Continental c6 mot cai tén hay va mot qua khi¢ ba chim bdy noi. Vay, hang
nay nén tap trung vao phan khuc thi tredng nao? Ho da c6 y twdng vé
CALite kha hay nhuwng lai thue hién so sai. Ho c6 thé da lam moi cach va

bién minh thanh ban sao ctia Southwest Airlines. Continental la mot hang
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hang khong gia ré. V&i mic gia dugce tinh 8 xu/1 dam, do la mot trong
nhitng hang ré nhat trong nganh cong nghiép nay.

Continental c6 thé 1a hang hang khong “khéng dich vu bd sung” dau tién
v&i mot cai tén “rat quoc gia” va danh tiéng dat nwdc. “Dich vu hang khong

16n. Gia ca phai chang”.

American Express cling la mot minh hoa cho viéc chia tach khi dang phai
canh tranh vGi cac doi tha nang ky hon. Trong khi thé Amex tiép tuc bi mat
cho ditng bai Visa va MasterCard, cong ty nay van c6 gang sitta chita san

pham cua minh.

Loai thé tin dung m&i mang tén “American Express Optima True Grace” c6
tha thuat tiép thi rat tinh vi. P6i vdi hau hét cac loai thé tin dung khac, ban
phai trd 1ai sudt ngay cho nhitng thit vira mua néu nhv mudn cam lai so tién
thtra. Riéng vd&i thé True Grace, 1ai suat chi bat dau dugc tinh sau khi dong
moi chu ky tai khoan theo thang dwgc 25 ngay va chu thé van c6 thé cam vé

sO tién thura.

Thuyc t€, cong ty nay c6 ca hai loai thé: thé tin dung va thé ghi ng déu mang
tén American Express, gay ra sy nham lan giong nhw CALite va
Continental. Thai gian van ci? tr6i qua ma Amex thi van c6 cong cham thém
mot nac trén chiéc thang thé. Lé ra ho chi nén tap trung thay doi loai thé co
ban ctia minh. Phan chia lvc lwvgng khi dang doi dau vaéi déi tha cap cao hon

thwong la mot chién lwgce sai lam.

Dung mot tén cho hai sdn pham déng nghia véi gidm mot niva sitc manh
thwong hiéu. Vi hai tén, ban c6 tiém nang tang gap do6i sivc manh ctia mot
ten. Do la ly do tai sao dinh huwéng tap trung da budc la muc tieu cho moi
cong ty dang gap kho khan. Mot khi da tién dén gidi han nao dé thi cach tot
nhat dé tién xa hon la ra mat thwong hiéu thit hai.
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V6i mot thwong hiéu duy nhat, ban c6 thé sé khong bao gio chiém linh
duwgc qua 50% thi treong. Mac du c6 thwong hiéu rat manh, nhung
Marlboro chi chiém dudi 30% thi treong thuoc 14 My va McDonald’s chi s@
hitu khéng dén 35% thi treong banh sandwich M¥.

Tat nhién, cling c6 mot vai thwong hiéu viegt qua cai ngwong dé. Nhiéu thap
nién tredc, ca Kodak va Gatorade déu chiém 90% thi treong cta ho tai My.
Ngay nay, dudi ap luc caa Fuji, thi phan Kodak trong linh viee kinh doanh
phim &nh nghiép dw da gidam xudng con 70%. Duwdi ap luc canh tranh tw
phia PowerAde va AllSport, thi phan cua Gatorade da sut xuéng con 80%.

Trong twong lai, nhitng giam st nay sé van tiép tuc.

Do6i véi mat hang may hut bui, that la dé dang dé c6 dugce 100% thi trueong.
Dba co6 thoi Jeep chiém tron thi trvong do6 dung thé thao. Thaoi gian tréi qua,
cac doi tha canh tranh khac da noi 1én va hoan toan de bep “vi thé dan dau”,
khién hang nay chi con chap chgi 50% thi phan.

Thay vi vo dau bitt tai va co gang lay lai thi phan da mat, lanh dao cac cong
ty nén xem xét viéc tung ra nhitng thwong hiéu thit hai vao mot thoi diém
thich hop.

Vay khi nao méi la thoi diém thich hgp? Cac nha lanh dao khong nén doi
pho vGi canh tranh ma nén hwdng ng co hoi. Béi dang mat thi phan nén
khong cé 1y do gi dé ban tao dung tiép thwong hiéu thit hai ngay. Va chac
chan thwong hiéu thit hai Iic nay sé giong nhw bu nhin vi n6 chi la cach ban

do6i pho véi canh tranh ma thoi.

Du thi phan cia ban 1a 90% hay da giam tir 90% xudng con 50%, thoi gian
dé xac 1ap thwong hiéu thit hai la khi ban da tim thdy mét dinh hwéng tap
trung.
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Tambrands da phat hién thay chat liéu tir xen-lu-16 c6 wu diém déo cia
Playtex va thong thoang ctia Tampax. 6 chinh la dinh hvéng tap trung mai
cho thuong hiéu Satin Touch.

Mot vi du khac, Gillette 1a cong ty nam gitt trén 50% thi phan tai My do st
dung cac thwong hiéu méi rat tai tinh. Thém vao dé, Gillette chi gigi thiéu
thwong hiéu méi khi ho da gan ching vao mét san pham cé dinh hwéng ro

rang.

Pau tién la Trac II, loai dao cao hai lwdi mong dau tién. Sau do la Atra, loai
dao cao c6 thé diéu chinh dau tién va cudi cung la Sensor, chiéc dao cao 16
xo dau tién. Ba nhan hiéu tao thanh ba ndc trong chiéc thang dao cao, mot
thi phan nang ky véi 65%.

Tap trung da budc cling dem lai hiéu qua trong cac casino. Hay so sanh tap
doan Donald vdi tap doan Stephen. Donald c6 ba khach san casino ¢ thanh
pho Atlantic, tat ca déu mang tén Trump. D6 la Trump Taj Mahal, Trump

Plaza va Trump Castle.

C6 hai kiéu nguoi danh bac, mét kiéu thich Donald va mot kiéu thi khong.
Trump da va dang c6 phan chia thanh ba thi trwong khac nhau. B6 khong
phai l1a cach thitc hay. Vi thé, khong ngac nhién khi trong nhiéu nam qua
Donald gap khé khan 16n veé tai chinh.

Mat khac, tap doan Stephen c6 ba khach san casino tai Las Vegas. Nhung
giam doc Stephen Wynn tao cho chiing nhitng ban sac khac nhau. b6 la
Golden Nugget, noi danh cho nhitng nguwoi danh bac nghiém tic. The
Mirage ndo nhiét hon, la noi tu tap nhitng tay bac mau mé. Va mdi nhat la
Treasure Island danh cho nhitng ké dao chich.

Wynn dang xay dung thém hai khach san casino & Las Vegas, ca hai déu
khong mang tén Mirage, Too hay Golden Nugget Jr, ma la Bellagio — mot
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khach san cao cap, mang phong cach Y va Monte Carlo (lién doanh v&i
Circus Circus) — khach san casino thién vé gia tri, mang phong cach Ni

hoang Victoria.

Wynn ciling thang 19i v&i Golden Nugget tai thanh pho Atlantic. Day la
khach san casino m@ ttr nam 1980 va da duwoc ban lai cho Bally
Entertainment sau d6 bay nam. Khi con thudc sé hitu cia Wynn, Golden
Nugget dugce xem la khach san casino sinh 10i va hoat dong hiéu qua nhat
trong thanh pho.

Sau do6, moi thit bat dau xuéng doc nhanh chéng. Bally, 6ng chu caa Bally
Entertainment da ngay titc khac doi tén Golden Nugget thanh Bally’s
Grand. Va Brand’s Grand lu6n i ach ditng gan cudi bang doanh thu ctia 12
khach san casino tai thanh phé. Trump ciing titng bi nhw vay treéc day. Ban
khong thé lién mot lic c6 ca hai thwong hiéu thanh cong, hung manh duéi
cung mot cdi tén trong cung mot thanh pho (chi cé & hai noi khac nhau ma
thoi).

Ban can phai lam nhiéu buwdc, dat nhiéu tén trong chién lwgc tap trung duy
nhat. Néu khong, ban sé khién khach hang bi nham lan va tiém nang kinh

doanh sé chi con mot nira.

Wynn c6 thé da mudn gitt lai cai tén Golden Nugget dé dan trd lai thanh
pho Atlantic. Néu vay, 1€ ra Bally khong nén mua vé tai san dé. Thiéu cai
tén, da phan tai san khong con nhiéu gia tri. Cong ty Coca-Cola sé dang gia
bao nhiéu néu khong con mang tén “Coca-Cola”? Chi con mot phan nho
trong so 93 ty db-la gia tri thi trudng ctia cong ty.

Mot vi du khac vé mot cong da thwong hiéu kha thanh céng la Hospitality
Franchise Systems (HFS). La nha nhugng quyén thwong hiéu khach san so6
mot thé gidi, HFS khong sé hitu hay diéu hanh bat ky khach san nao. Tat ca
nhitng gi ho lam la nhvgng quyén hon 4 nghin ngoi nha cho thué vai 420
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nghin phong dwéi cac thwong hiéu nhuw Days Inn, Howard Johnson, Park
Inn, Ramada, Super 8 va Villager. Doanh thu trong mot nam gan day cta
HFS la 313 triéu do la va lgi nhuan rong la 53 triéu do-la.

biéu khién cac nha phan tich that vong la mét hgp déong nhwgng quyén gan
day ctia HFS nham mua quyén moi gidi thi trvong bat dong san Century 21
tr Metropolitan Life v&i gia 230 triéu do-la. That qua t6i té. HFS da c6 mot
dinh huéng tap trung duy nhat (nhwong quyén khach san) véi da budce (6
thwong hiéu). Thém Century 21 vao hé thong nay chi khién ho thém mat
phuong huéng.

Néu kinh doanh bat dong san di dang hwdng, ho cé thé lam t6t v6i Century
21. Nhung diéu gi sé xdy ra vdi hoat dong kinh doanh chinh cta ho? So that
bai khi bwéc vao hoat dong kinh doanh khong phai la van dé. Van dé thuc
chat & cho, cong ty s€ phai tra mot céi gia vi da 1o 1a hoat dong kinh doanh

chinh cta minh — tttc dinh hwéng tap trung.

Marriott International — mot nha nhuwgng quyén khach san (dong thoi 1a nha
diéu hanh), dang bat dau nhan thay gia tri cia cac thuwong hiéu tach biét.
Trong nhiéu nam, ho da sai 1am khi st dung cai tén Marriott cho mot loat
cac bat dong san: Marriott Hotels, Marriott Suites, Courtyard by Marriott,
cac khach san Marriott Marquis ¢ Manhattan va Atlanta. Ho da xay dung
mot thwong hiéu cap thap (Fairfield Inns) va mua thém thuwong hiéu

(Residence Inns).

Cong ty nay va mot s6 cac nha dau tw gan day da quyét dinh mua 49% Ritz-

Carlton va du dinh sé mua 51% con lai sau vai nam nita.

Ritz-Carlton (cung v6i Four Seasons) la nhitng tén tu6i dau tién trong linh
vuc kinh doanh khéch san trén thé gidi. Vdi Ritz-Carlton ditng trén dinh
thang, Marriott & gitta, Fairfield va Residence & day, cong ty da c6 dugc
dinh huéng tap trung da budc hung manh cho nhiéu nam tiép theo.
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Arthur Andersen & Co, (doanh thu 3,5 ty d6-la) la cong ty kiém toan 1én
nhat nwéc My. Lén nhat trong day cac cong ty kiém toan hang dau thé gigi
Big Six. Tuy nhién, thi trudng dich vu kiém toan va thué van chwa bung n6
nén trong su6t thap nién 1970, cong ty nay da tang téc kinh doanh tw van

may tinh.

Ngay nay, Andersen Consulting (v&i doanh thu 3,2 ty do la) la hang ding
dau thé gidi vé linh vuce tich hgp hé théng, cau hinh phan citng, thiét ké
phan mém va dao tao diéu hanh cho cac khach hang phan 16n nam trong
danh sach Fortune 500.

Andersen Consulting la mot cau chuyén thanh cong xuat sac. Thé nhung
chinh céi tén nay la mot cai neo kim ham sy phat trién cta ho trong mot
ngay nao do. “Chung t6i qua 16n va qua thanh cong nén khong thé doi tén
dugc”. Bé la cau tra 10i thwong gap cua nhitng cong ty thanh cong nhw
Andersen Consulting. Thuc té, ban cang phat trién rong hon va cang noi
tiéng hon thi viéc tao 1ap mot cai tén mdi sé cang dé dang hon. Phwong tién

truyén thong sé lam viéc nay cho ban.

Nam 1972, do lo s¢ bi nham lan vdi tén cac cong ty khac nhw Standard Oil
Company bang California, Standard Oil Company bang Indianna va
Standard Oil Company bang Ohi, Standard Oil Company (bang New
Jersey) da quyét dinh doi tén thanh Tap doan Exxon. Nho hoat dong truyén
thong 6 at, Exxon da trd thanh tén tudi quen thudc chi sau mot dém. Bat ky
thay doi 16n nao trong mot tap doan 16n déu duwgc cac hang truyén thong
dua tin ngay lap tac.

Windows 95, New Coke, Newton, Edsel, Exxon cung bat ky su thay doi vé
san pham va tén tudi (du t6t, xau hay khong lién quan) van thu hit si quan
tam cda gidi truyén thong va sé di vao tam tri khach hang méi. Tac gia John

Brooks da binh luan vé hanh dong 6 at cia Exxon nam 1972 trén tap chi
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New Yorker: “hanh dong nay da pha bé céi chan ly c6 dién nhat cta ly
thuyét kinh doanh rang mot thwong hiéu thanh cong la bat kha xam pham

va rang thay doi no la ty sat”.

Thay d6i la dwong nhién. Nhitng céi tén ciling tré nén cii ky nhw san pham
vay va doi khi can c6 su thay doi. Cau hoi dat ra 1a khi nao thi nén doi tén?
Nhin chung, tén chi nén thay khi ban c6 thé dam chac moi ngudi déu biét
dén sy thay doi do.

Su kién doi tén Exxon trd thanh mot cau chuyén noi tiéng bdi cac hang
truyén thong da tap trung vao hang triéu d6-la ma cong ty nay chi ra dé thay
doi tat ca cac bién hiéu tai cac tram xang. Doi tén cong ty ma bo qua céac
tram xang thi khong thé thanh sy kién 16n dugc.

6 nguyén tac giip ban phat trién dinh huwéng tap trung da budc hiéu qua

1. Tap trung vao nhitng linh vic san phdm phd bién. Otd khach, may tinh,
keo cao su la mé6t s6 san pham c6 thé xay dung tap trung da budc. Stc
manh cda bat ky mot chién lwgc nao 1a kha nang thu hep muc tiéu vao mot
thi truong. V6i phwong cach tiép can da budc, ban sé trai ra thi treong dé
gianh 14y lgi ich trén ti'ng phan doan.

2. Chon mot thudc tinh duy nhat dé phan doan nham giam sy nham lan tiém
tang gitta cac thuwong hiéu. Gia ca la thudc tinh phd bién nhat. Ngoai ra con
kénh phan phoi, kich cd, do tubi, gidi tinh va lwgng calo.

3. Tao nén sy khac biét r6 rang gitra cac thwong hiéu. Mot lan nita, gia ca la
thudc tinh dé nhat dé phan doan thi treong. Nét khac biét ro rang vo cing

can thiét khi ban muon tao ra ban sac riéng biét cho thwong hiéu.

4. Tao ra nhitng tén thwong hiéu khac nhau. Nhiéu cong ty lu6n muon tao ra
mot nhom tén twong tw nhau. D6 1a mot sai [am nghiém trong vi né pha vo

tinh khac biét rd rang ma ban dang c6 cong gay dung. Hay nhin vao nhém
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tén caa Chevrolet: Cavalier, Camaro, Corsica, Caprice. Rat it ngwoi cé thé

phan biét dugc cac dong xe nay.

5. Tung ra mot thwong hiéu chi khi nao ban c6 thé tao ra mot dong san
pham mdi. Khéng nén dung thuong hiéu mai vi muc dich 1ap cho trong
trong dong san pham. Edsel la thwong hiéu 14p cho trong giita Mercury va
Lincoln nhung that khong may cho Ford, Edsel khéng dwoc thi tredng tiép

nhan.

6. Kiém soat nhitng thwong hiéu & mitrc do cao nhat. Néu khong lam dugc
diéu nay, dinh hwéng tap trung da budc dwgce xay dung can than cling dan bi
do vao.
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13. HUAN LUYEN KHUNG
LONG BIET VANG LOT

Rét it cong ty vuot qua duwgc nhitng thay doi chéch huéng da tirng tan pha
IBM.

Trong vai nam qua, gan mot nira s6 nhan cong cua IBM da bi sa thai.
Khong chi nhan su ra di, ma tai san ctua hang cting vay. Chi rieng nam
1994, IBM da phai ban mot lwvgng bat dong san tri gia gan 2 ty do-la.

Mot thap nién trwéc, IBM la tdp doan quan ly tot va dang kham phuc nhat
thé gigi. Ngay nay, IBM dang phdi van 10n tim lai chinh minh. Biéu gi da

xay ra voi ho?

Bat nguon tr sy sung bai biéu twong. Bat ky khi nao gidi thiéu mot san
pham mdi, cong ty nay ciling tw dong dat cai tén IBM lén né. Diéu ma Big
Blue bé s6t chinh la thie té bung n6 ctia nganh cong nghiép may tinh da
nhanh chong phéan doan thi trvong. Mot may tinh khong con don thuan la
mot may tinh nhu tredc day nita. IBM 1€ ra nén stt dung chién luwgce ciaa
Sloan: Pa buéc trong mot dinh hwéng tap trung vao san pham may tinh.
Vi IBA, di nhién do la may tinh trung tam.

Khi cac phan doan thi tredng méi phat trién, 16 ra IBM nén st dung nhitng
tén thwong hiéu khac nhau cho moi phan doan  tat ca ditng duéi chiéc du
IBM, giong nhu General Motors la chiéc 6 cho Chevrolet, Pontiac,
Oldsmobile, Buick va Cadillac.

M4y tinh mini 1a co hoi hang dau tr¢ thanh thwong hiéu thi hai. Bugc tung
ra boi tap doan Digital Equipment Corporation (DEC), IBM xem loai may
tinh mini nay la doi tha canh tranh v&i may tinh trung tam. Mot tinh thé tién
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thoai lvdng nan kinh dién doi véi IBM. Liéu c6 nén canh tranh vGi may tinh
mini hay danh chap nhan n6? Rat tiéc la khi d6, IBM da chon phwong an

canh tranh.

Mot thwong hiéu thit hai chinh la ciu tra 101 ding nhat cho truong hgp nay.
Thwong hiéu thit hai sé chap nhan khai niém may tinh mini, dé mac thuwong
hiéu may tinh trung tam cho IBM canh tranh. Pay la cudc dua ngwa ma
trong doé thi truong quyét dinh ké thang. Vi chién lwgc hai thuong hiéu,
IBM sé ddt cugce léen ca hai con ngya do.

Nhiéu cong ty cam chiu nhitng tinh canh twong tw nhw vay. Ho lang phi thoi
gian vao viéc phan cong nhan vién nghién citu sy phat trién cia canh tranh.
Khai niém md&i c6 thé thu hat dwgc thi treong hay chi “dau voi dubi chudt”?

biéu nay khong thanh van dé. Mot cong ty dan dau nén bao vé vi thé bang
cach tung ra mot thwong hiéu thit hai khi mudn tham gia canh tranh cac san
pham méi. Néu khong, né c6 thé pha huy thwong hiéu chinh ctia minh. Nhat
thiét can c6 thwong hiéu thit hai bdi viéc dwa ra mot khai niém san pham

ma&i dudi thwong hiéu cii sé pha v& dinh hwdng tap trung cta no.

Do khong bi canh tranh gay gat, Digital Equipment da nhanh chéng phat
trién va trd thanh cong ty tri gia 14 ty do la, la cong ty may tinh 16n thi hai
thé gidi (nhung DEC ciing s6m 1am vao sai lam twong ty IBM).

Théang 8/1981, lan thit hai IBM cé co hoi dwa ra thwong hiéu mai khi ra mat
may tinh ca nhan (PC). C6 1€, day la sai lam 16n nhat trong lich st IBM.
IBM da khong dat tén méi cho san pham mdi.

Vao thoi diém do, viéc xay dung thwong hiéu méi c6 cac diéu kién rat hoan
hdo. Pugc thiét ké dit liéu 16 bit, PC la chiéc may tinh ca nhan doanh
nghiép. Trong khi do, ba san pham hang dau trén thi treong (Radio Shack
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TRS-80, Apple II va Commodore Pet) m&i chi c6 8 bit, chu yéu duwgc biét
dén nhw nhitng may tinh ca nhan gia dinh.

Loai sdn pham m@i (mdy tinh cd nhan doanh nghiép) da bung né. Mot phan
do IBM la hang dau tién budc chan vao pham tru nay. Doanh s6 ctia IBM
ctling bung no6 theo. Hai nam sau, IBM tré thanh thwong hiéu may tinh ca
nhan hang dau véi 21% thi phan.

Hon thé nita, IBM da xay dung dugc vi thé dinh cao dang chu y. Tap chi
Time da dang bai vé IBM ngay 11/7/1983 vdi tiéu dé “The Colossus That
Works” (Nguwoi khong 16 hiéu qua).

Moi thit trén doi déu khéng thé lwong trede. Khong gi pha v& dinh huwéng
tap trung cta “nguwdi khong 16” nhiéu nhuw khi mot san pham thanh cong lai
khong phai la san pham trong tam. Néu san pham PC that bai, né hoan toan
cham dut tai day va IBM tiép tuc dwgc coi la cong ty may tinh trung tam
nhv trede day. Tuy nhién, quyét dinh thanh bai khong nam & do.

Chac han ban ciing hinh dung dwgc nhitng gi dang dién ra trong dau ban
giam doc IBM. “La mot cong ty mdy tinh, chiing t6i chiu trach nhiém tr A
dén Z: san xuat, tiép thi, viét phan mém, duy tri va cung cap tai chinh cho

nd. Va khi c6 bat ky sy c6 mdy tinh nao, ching toi sé tw van”.

Giam doéc diéu hanh IBM la Lou Gerstner da néi: “IBM ty minh phat trién
moi linh viee va con hon thé nita.” Chi riéng minh IBM? Cau héi khién cho
moi nhan vién phai rung minh. Theo y Lou Gerstner, IBM khdng can tap
trung. Sttc manh IBM nam & cho n6 c6 thé lam moi thit. “Bat ky thit gi ban

can, ching t6i déu c6”.

Tuw twdng nay dan dén sy ra doi cua Systems Applications Architecture
(kién tric tng dung hé théng — SAA), mét no lwe 16n cta IBM dua trén
quan diém hoi tu. V&i 5 tang phan mém (giao dién ngudi st dung, cac tng
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dung, kich hoat tng dung, truyén thong va diéu khién hé thong) dwoc dat
trén 3 hé thong may tinh khong twong thich can ban (mdy tinh trung tam,
may tinh trung binh va PC), SAA la mdt hé thong cung cap cac giai phap

don gian, lién mach gan két cac san pham véi nhau.

Gidi truyén thong da tang boc khién IBM nghi minh rat hung manh. Theo
tap chi New York Times, IBM tu than “tan dung wu diém thong nhat giira
cac nganh céng nghiép nhu truyén hinh, am nhac, xuat ban va may tinh...
Cac mang ludi siéu tée ctia IBM chinh la sy hgp nhat gitta mang lw6i dién

thoai va cap véi cac nha san xuat TV va may tinh”.

Nhung cong nghé khong hoi tu ma ching lai phan chia. Va vi thé SAA da
lui tan trong im lang, tré thanh nan nhan caa tw twéng hop nhat dién ro.
Nam 1992, SAA chim han. Cho t4i khi “chét”, SAA van chwa mot 1an duoc
cong chung biét dén. N6 at han khién nhiéu cong ty tranh xa duong huéng

nay.

Mot an pham c6 dnh hudng 16n Information Week (ngay 11/1/1993) da
danh dau sw qua doi ctia SAA vGi cau binh pham mang tinh cht quan:
“Quyét dinh ap dung SAA

nam 1985 la nguyén nhan trye tiép dan dén s suy sup cta IBM”. (Néu
khong thé gan két cdc may tinh v6i nhau, ban sé lam thé nao dé két hgp

toan bo cac nganh cong nghiép?).

Trong khi IBM c6 gang ghép moi thit lai thi thi truong van dang phan chia.
Viéc cac doi tht canh tranh san xuat nhiéu loai may tinh mgi khién IBM vo
cung kho khan.

Dbdc biét, nam 1982, Sun Microsystems gidi thiéu may tram UNIX. Sun da
mang lai cho gidi ky thuat nhitng gi PC mang lai cho gidi kinh doanh: cung

cap may tinh gia ré t¢i mitc moi ca nhan c6 thé sd hitu riéng mat chiéc.
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Day la co hdi thit ba dé IBM dwra ra thwong hiéu thit ba nhwng ho da khong
thue hiéen.

Khong bi canh tranh tv IBM, Sun Microsystems da tang treéng nhanh
chong. Sun tré thanh cong ty tri gia 5 ty do-la, thong linh mat hang may
tram k¥ thuat UNIX.

Kich c& khong dong nghia v6i thanh cong, chinh dinh hwéng tap trung méi
lam dwgc diéu dé. IBM 16n gap 10 lan Microsoft, nhung Microsoft cé dinh
huwéng tap trung con IBM thi khong. Hién nay, thi phan may tinh ca nhan
toan cau cta IBM da giam xudng con khoang 10%. Toi té hon, IBM da mat
vi thé s6 m6t trong linh virc mdy tinh ca nhan va sé khong bao gio 1ay lai
duwgc. Ngbi vi ditng dau da roi vao tay Compagq.

IBM khong thu dugc 1gi nhuan tir PC. Tap chi Business Week goi cach diéu
hanh cua IBM la “si phan chia PC hon loan” va wdc tinh IBM da thua 16
mat 1 ty do-la nam 1994. (Cung nam d6, Compagq dat doanh s6 gan 11 ty

do-la va lgi nhuan rong 867 trieu do-la).

Vay diéu gi da xay ra? Trong tam tri khach hang trién vong, IBM van la
mot cong ty may tinh trung tdm. IBM da mat tap trung khi dwa ra loai may
tinh ca nhan IBM ma 1€ ra ho phai st dung thvong hiéu tht hai cho no.

biéu ma IBM khong lam da dwgc Apple Computer thyc hién thanh cong.
Apple la tén cta loai may tinh ca nhan gia dinh va vi vay khong thé chuyén
sang tén ctia may tinh danh cho van phong. Vi thé, nam 1984, Apple da xay
dung mot thuwong hiéu mdi (Macintosh) dung cho van phong.

Cai tén da can tr¢ IBM dat dwgc nhitng muc tiéu vé PC truedc sy canh tranh
tap trung hon. Rick Thoman, giam d6c méi cia IBM Personal Computer,
phat biéu: “Chung t6i lam viéc cat lyc nhung khong bao gio dat dwgce nhw

s } ]
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Vay IBM c6 nén thay doi tén cia Personal Computer khong? Tat nhién la
khong. Viéc lva chon thoi gian thich hop rat quan trong. Ban khong thé
quay trd lai qua khit va thay doi tén. IBM phai tiép tuc choi van bai da
chon. Ho khong thé quay lai va cdi t6 ké hoach hanh dong.

Ngoai sai lam vé dat tén, IBM da mac hai 16i chinh vé k¥ thuat khi tung ra
PC. IBM dé Microsoft kiém soat hé diéu hanh, phan quan trong nhat cta
phan mém va dé cho Intel kiém soat con chip vi x ly, trung tdm ctia phan

’,

cling.

Dé stra chita sai lam, IBM da gidi thiéu hé diéu hanh OS/2 va con chip
PowerPC. Cho t6i nay (1996), hang da bo ra khoang 2 ty do-la vao hé diéu
hanh nay (hién nay con goi 1a OS/2 Warp) dé thay thé cho MS DOS (con c6
téen Windows 95). Chip PowerPC duwgc phat trién trong moi quan hé hgp tac
v6i Apple va Motorola la si dau tw tam co.

bong thai gian ti€p pha v& dinh hwéng tap trung cua IBM la gan day hang
da xay dung bo phan tiéu thu mai chuyén kinh doanh may tinh gia dinh,
mot thi trvdng ma Packard Bell théng linh. it nhat 12 IBM nén tap trung vao
khach hang doanh nghiép, chit khong phai la khach hang tai gia. Tap trung
hep hon la mét wu diém.

IBM nén lam gi nita? Néu khong thé quay lai dé xay dwng dinh hwdng tap
trung da buéc thi thay vao dé ho c6 thé lam gi? Trudc hét, ho can phai c6
cai nhin sau sac vé cong nghiép may tinh. Trai ngugc v6i nguyén tac hgp
nhat, cong nghiép may tinh ty phan chia lam ba linh vire: phan citng, phan
meém va chip. Nhin chung, cac cong ty phan citng khong thanh thao trong
linh viec phan mém va chip. Sv that bai ctia hé diéu hanh OS/2 Warp minh
chitng r6 nét cho diéu nay. Cac cong ty phan mém ciing khong thé lam tot
vé phan citng va chip. Microsoft titng budc chan vao linh vire phan citng
nhung chi thu dwgce chit thanh cong it 6i. Mat khac, cac cong ty chip chi co
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thé chuyén vé chip du ho da c6 gang tham nhap vao phan cirng. Intel va

Motorola tin rang san pham t6t hon sé mang lai thanh cong. Nhung van dé
khong phéi ndm & sdn pham ma & nhan thitc khach hang. Mot cong ty chip
khong cé uy tin nhw mét cong ty may tinh du c6 tat ca ky thuat va ky nang

san xuat can thiét.

Ban khong dugce nham lan dinh hwéng tap trung véi nhitng diéu trén. Tap
trung ton tai trong tam tri khach hang va diéu khién hoat dong kinh doanh

cua ban.
Linh vic phan mém cia IBM 16n gap d6i Microsoft.

Nam 1994, doanh s6 phan mém ctia Microsoft chwa tdi 5 ty do-la, trong khi
IBM thu duwgc 11,3 ty do-la. Mot niva hoat dong cia IBM la tir phan ciing,
nita con lai ttt phan mém, dich vy, bdo duwdng va tai chinh. Du cé sy phan

chia vé doanh thu IBM van nén tap trung vao phan cirng.

Tap trung vao cdi gi, ban cai gi va kiém lgi nhuan tir dau 1a ba pham tru
khac nhau. Trung binh gan 20% lgi nhuan ctia cac nha bu6n 6t6 tai My dén
tt san pham mai. Hoat dong dich vu va bu6n ban xe cii chiém hon 80%.
Liéu ho nén tap trung vao dich vu hay xe cti? Khong vao dau ca. Ho nén tap

trung vao san pham xe mdi.

Xe mdi kéo theo ca dich vu lan kinh doanh xe cii. Biéu nay rat ding vdi

IBM. Kinh doanh phan citng kéo theo phan mém va céc dich vu.

IBM nén tap trung vao phan cttng. Kinh doanh phan mém va dich vu chi la
di theo. (Khong c6 gi dang ngac nhién khi IBM danh 80% doanh s6 phan
mém dau tw sang may tinh trung tam va may tinh trung binh). Bat ky khi

nao dau tv vao phan mém may tinh ca nhan, ho déu gap that bai.

To Wall Street Journal gan day than van: “Dé la mot trong nhitng bi an cta

nganh cong nghiép may tinh. Tai sao mot nha san xuit may tinh 16n nhat
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thé gidi — mot cong ty thuyre té tao ra thi trrtong may tinh ca nhan lai bi vap
nga trong linh vi'c phan mém mady tinh ca nhan? Nhitng that bai cia IBM
bao gom: Top View — hé thong ctra s6 cho DOS; Display Write — b xtr 1y
word dwa vao ky tw, khong bao gio nang cap duwgc 1én dé hoa; Office Vision
— chién lwgce noi két PC va cac ttng dung PC véi hé thong chu; LAN Server

— hé thong diéu hanh mang”.

IBM thic day lién doanh vGi Apple nén Taligent va Kaleida da khong bi
that bai. Va tat nhién la hé diéu hanh OS/2 Warp cling vay. Nam 1994, tap
chi Infoworld da goi OS/2 Warp la “San pham ctia nam” trén thi truong hé
diéu hanh. Nam 1995, PCWorld ciing binh chon n6 la “San pham ctia nam”.
Co6 thé OS/2 Warp tot hon Windows 95. Vay n6 cé anh huéng gi khong?

IBM da cong bo y dinh trd thanh “ké choi nghiém tic” trén thi trvong da
phuong tién twong tac nay. Ho da xuat xwédng CD-ROMs va lén ké hoach
cho nhiéu thit khac nita. IBM dat hy vong nhiéu nhat vao CD-ROM mang
ten “Nhitng cugc phiéu lvu caa siéu nhan” va show hoat hinh CBS sang th®
bay. Chuing ta hdy cho xem.

Dong thai mdi day nhat ctia IBM la mua lai Lotus véi gia 3,5 ty do-la that
dién r6. Ho quén mat quy luat chiéc thang sé khong bao gio gitp 14y lai
ngoi vi ditng dau. Viéc mua Lotus dién r6 ngang bang viéc IBM mua lai
Rolm va AT&T mua NCR. Mot cong ty may tinh mua cong ty dién thoai
(hay nguoc lai) c6 dem lai két qua khong? Khi dd, ban sé bi sa lay trong
dong hon tap thiéu tap trung.

Khach hang ciing c6 moi lo ngai twong tw. “Hién nay, Notes la trung tam
chi y ctia Jim Manzi va t6 chitc Lotus”, Charlie Paulk — truédng phong
thong tin cong ty Andersen Consulting (noi c6 20 nghin nguoi str dung
Notes) n6i. Nhung néu Notes bi IBM ngon hét, liéu: “Né con tiép tuc gitt vi

tri trung tam moi sy chu y nita khong?” Cau tra 10i la khong. N6 hoan toan
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khong duwgc Jim Manzi chu y nita. Gan day, 6ng da tir chiec khoi IBM. Cong
ty nén mua Lotus chinh 1a Microsoft mac du chac chan B6 Tw phap sé
khong dong y. Lé ra IBM nén dé y rang Bo Tw phap khong phan déi viéc
mua Deal. Khi chinh pht phan déi, dé c6 thé khong phai 1a vu mua ban tét.

Khi Lou Gerstner dén vgi IBM nam 1993, ong titc toc to chitc chuyén tham
quan cong ty, nhan vién, co s@ nha may va tham chi ca khach hang. Sau do,
ong bat dau ra quy dinh. Pay la bién phap c6 dién ma cac chuyén gia lanh
nghé thuong st dung. Pat moi hoat dong dwéi kinh hién vi va sau quyét
dinh can lam nhitng gi. Tat nhién, c6 nhan manh dén gidm quy mé va giam
chi phi. Thuc té€, IBM da lam diéu do.

Von tang va IBM bat dau lai kiém dwoc 1gi nhuan mac du doanh sé khong
bang trudc day.

Tuy nhién, nhitng gi IBM can cho 1au dai la dinh hwéng tap trung. Truwdc
day, IBM thién vé mot thit (mdy tinh trung tdm). Con hién nay, IBM kinh
doanh moi thit lién quan it nhiéu dén may tinh, ti laptop tai Radio Shack
cho dén hgp dong tu van nhiéu nam vGi cac cong ty thudc danh sach
Fortune 500.

Céach lam cua Lou Gerstner khong chac chan pha vo dinh hwéng tap trung &
IBM. Hy vong 16n nhat ctia 6ng la dem vé 1gi nhuan it 6i don thuan. IBM
c6 thé sé trd thanh mot Sears thit hai. Mot nguwdi khong 16 véi khodan sinh
10i nhé nhoi, phat trién i ach va khong c6 twong lai.

D6 c6 phai la cach to6t hon cho IBM? T6i nghi la c6. Duéi day la ban phac
thao cach thire tap trung cho IBM.

Trudc hét, hay quén di viéc tap trung vao dong san pham duy nhat hodac mot
tang 16p khach hang nao dé. Chién lugc nay kho c6 thé thye hién duoc vi
IBM qua 1én va qua phtc tap. Thém vao do, dirng nghi dén viéc thiét 1ap
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hang loat cac thwong hiéu nham bién IBM thanh mot General Motors —
General Computers Corporation ngay ca khi c6 thé. Pa qua muon dé theo

dud6i chién thuat nay.

Ngoai ra, khong nén xay duwng moi sdn pham xung quanh dong san pham
chip duy nhat nhu PowerPC. Pay 1a mot giai phap tinh thé, khéng c6 twong
lai 1au dai. Diéu gi sé xay ra khi chip PowerPC tr@ nén 16i thoi? Giong nhw
One-Horse Shay, IBM c6 bi gidi tan tat ca khong?

Néu khong thé tim thdy dinh hwéng tap trung trong cong ty, hay nhin ra
ngoai thir xem. Kinh dich cia IBM la ai? Hau hét cac nha phan tich déu cho
rang chinh la Microsoft. Mot ly do khién IBM do6 qua nhiéu tién vao OS/2

la nham canh tranh véi Windows 95 va Windows NT ctia Microsoft.

Khi c6 gang tim dinh hwéng tap trung cho cong ty, ban thuwong lam mot cai
gi d6 giong nhu thao chiéc no to va géi gon moi thit trong mot cai hop. San
pham trong cong ty c6 thé rat hap dan song chiing sé khong la gi khi dem ra

ngoai canh tranh véi cac doi thu khac.

Gestner ndi : “Chung t6i sé 1a mot cong ty c6 kha nang cung cap nhitng giai
phap tong thé va mot phwong thitc da nganh, da san pham tGi thi treong”.
Nhung liéu khach hang c6 goi dién dén cong ty va néi rang “van dé cua toi
can da buéc, da san pham, toan bd gidi phap” khong? Khach hang khong

muon va ciing khong bao gid yéu cau nhu vay.

Néu Microsoft kiém soat hé diéu hanh, ho cling kiém soat phan mém ng
dung. Phan citng tré thanh hang héa buon ban va IBM dang gap kho khan.
Microsoft ro rang la kinh dich cua IBM.

MGt trong nhitng diéu dang chi trich & IBM la hang nay da khong thay doi
kip thoi. Thay doi gitp cong ty lién tuc xudt xwdng nhitng san pham hot
nhat nhung khong phai lic nao ciing dem lai 1gi nhuan. Sy thay doi la
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nguyén nhan goc ré gay ra nhiéu van dé trong cong ty. Trw khi dinh hwéng
tap trung cua ban la thoi trang, con lai, viéc theo dudi mot méi nhat chac

chan dan dén that bai.

Tuy nhién, cac nha phan tich da theo doi thay sy thay doi chi lién quan dén
mot khia canh trong van dé ctia IBM. IBM von ditng dau nganh cong
nghiép may tinh truyén thong. Néu c6 sy thay d6i, nhin chung IBM van la
mot cong ty dan dau trong linh vure nay. Lou Gerstner noéi: “Chuing toi sé
tiép tuc la nguwoi ditng dau nganh cong nghiép”. T6i nghi vé khia canh nay,
ong dang di dung hudng.

Co6 mot chan ly c6 da néi: “Néu ban muon la ngwoi dan dau thi trieong, ban
phai dan dwong cho thi trweong”. Vay IBM dang dan duong thi trudng nao?

“Bat ky thit gi ban mudn mua, ching t6i déu c6 ban” khdng phai mot cach
thitc hwdng téi vi thé dan dau. Hang dan dau quyét dinh ban gi cho khach
hang bdi ho c6 tam nhin. Ho la nhitng nguwoi dan dau.

“Khong ai bi khién trach khi mua sén pham ctia IBM.” Tai sao? B@i vi IBM
da tr van ban nén mua céi gi va hau nhw khong bao gio sai ca. IBM la
nguoi dan dau.

Chinh cam giadc chi dao nay dang truot khoi phuwong cach tiép can hién tai
ctia IBM. Nganh c6ng nghiép may tinh duwgc hwdéng dén dau? IBM nén dat
ra phvong hwéng cho n6 va di theo. Liéu do6 c6 phai la nhitng gi thudc vé vi

thé dan dau?

Néu Microsoft 1a ké thu, dau la van dé cho nganh c6ng nghiép may tinh?
IBM c6 thé dinh hwdng vao khia canh nao ctia nganh cong nghiép nay?

Pirng nghi dén may tinh desktop. Tran chién dé da thudc vé Microsoft va
Intel.
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Hay quén di may tinh trung tam. Doanh s6 mdy tinh trung tam da 1én t6i

dinh diém nam 1989 va sau dé da gidam 50%.

Vay IBM nén tap trung cai gi? Cau tra 10i goi y cta toi la “mdé”. IBM néen
thang than thtra nhan Windows la mgt hé diéu hanh t6t nhuwng nganh may

tinh khach-chu can mot hé diéu hanh c6 “sitc manh c6ng nghiép”.

Hon nita, hé diéu hanh nay khéng nén “ddc quyén” trong s kiém soat cta
nha cung cap don 1é. N6 nén “md”, n6i cach khac, hé diéu hanh nay phai la
UNIX — hé diéu hanh m& duy nhét cia nganh cong nghiép may tinh.

Nhung diéu d6 da qua mudn? Microsoft va hé diéu hanh Windows gan nhw
da phu khap thi trrong nganh cong nghiép may tinh, tr thap tdi cao?

Ai 6 thé tra 101 dugce cau hoi nay? Khong ai c6 thé dy bao trwée duogc
twong lai. Tuy nhién, dya trén nguyén tac cta sy chia tach, ngudi ta hy vong
nganh cong nghiép nay sé phan chia v6i Windows trén may tinh desktop va
UNIX — hé diéu hanh hung manh hon — trén may tinh khach cha hodc linh
vuc doanh nghiép.

biéu gi xdy ra cling phu thudc vao nhitng gi ma cac cong ty sé lam. Néu
moi ngwoi choi chap nhan tinh tat yéu cta giai phap Windows, sau dé diéu
gi sé xdy ra? Mat khac, néu mot nha dan dau mdi noi c6 thé dwra nganh cong

nghiép nay di theo mot huwdng khac thi sau dé kha nang khac sé xay ra.

”Mé&” 1a mot khai niém day sirc manh doi véi mot nha dan dau veé thi truong
may tinh. Nhitng nguwdi mua mdy tinh khéng mudn quay trd lai qua khit ma
tai d6 tat ca cac hé thong may tinh la “doc quyén”. Cho du ban giao dich
v&i cong ty nao thi cudi cung ban ciling phai dirng lai @ mdt nha cung cap
duy nhat. That 1a kh6 khan dé thay doi nha cung cap may tinh ma khong

nhan ra sy vo ich trong dau tu cta ban.
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Hay xem xét truong hop Macintosh. Mac du rat tuyét voi nhung san pham
nay lun bai dan nhw mot mdy tinh doanh nghiép chung chung. Khong ai
cam thdy hoi han vi mua sdn pham IBM nhung nguwdi mua Macintosh da bi

mat an mat ngu.

“Mé&” cling la mot tir day uy lwe d6i véi IBM bdi né cho phép ho goi doi
tha Microsoft la ké “dong”. Biéu nay chuyén tran dia tir “Hé diéu hanh nao
tot hon?” sang “Pau la hé diéu hanh mé va dau 1a hé diéu hanh doc

quyén?” That khé dé tranh luan rang hé thong dong tét hon hé thong mé.

Tap trung vao “ma” sé gay ra nhitng van dée. Trwdc hét, IBM khong thé ti
bd OS/2, hé thong doc quyeén riéng cua hang. N6 khong hoan toan kém hiéu
qud. Thi¢ hai, né c6 nghia rang IBM sé phai gidi quyét nhitng van dé véi
UNIX. Pay la diéu kho khan nhuwng dé that sy cit canh, can tap trung vao
mot bién thé dwgc nhiéu ngwoi st dung.

Nhuwng hang dan dau phai lam dwge nhw vay dé xac lap phwong huéng va
thuyét phuc ngudi di sau lam theo. Ban khong thé 1a m6t ngwoi dan dau néu
khong c6 nhitng nguoi di theo. Van dé vé UNIX that ly twéng cho IBM thé
hién vi thé dan dau. IBM nén dat sitc manh dang sau dong thai “md” va tién
t6i day manh “tiéng thom” cho UNIX.

Nhitng nguwoi dan dau nén dan dwong. Va ho dan theo mét dinh hwéng c6
1gi cho s6 dong ctia nganh cong nghiép may tinh, chit khong phdi cho minh.
Phat trién hé thong m@, IBM sé nhan dwgc ang ho ti dai da phan nganh
cong nghiép, trong do6 co6 gidi truyén thong. Va mat lan nita khach hang lai
mua san pham cua IBM vi niém tin vao dinh hwéng ma IBM dang dan

dwong cho nganh cong nghiép may tinh.

Nhung dang néi la y twéng don gian cling kho dwoc tiép nhan. Ban c6 thé
twong twong phan (ng ma toi gap phai khi trinh bay y twéng nay véi Lou
Gerstner va ban lanh dao cua IBM khong?
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“Thuwa 6ng Gerstner, t6i c6 mot cau tra 10i cho van dé ctia 6ng. T6i c6 mot

tir sé bién cong ty 6ng thanh céng ty 60 ty do-la.”
“Po la tw gi vay ong Ries?”
“MG.”

“Xin mo&i ngwdi co van tiép theo."
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14. BANG QUA CHIEN HAO

Kaizen la mot ti tiéng Nhat c6 nghia la cai tién lién tuc va khong ngirng.
Trong khi kaizen cé thé tao ra nhitng ky tich trong day truyén san xudt thi

né6 co thé la tham hoa trong phong hop ctia ban giam doc.

Nhitng nguwdi quan ly thwong hiéu cai tién lién tuc va khong ngtrng dong
nghia v&i viéc bat kip thi trwong. “Bat ¢ khi nao thi tredng phat trién,
ching ta cling sé bat kip” la cach dién dat thong thwong cua triét 1y nay.

D6 la mot cai bay. Thi treong khong bao gio tw bién doéi. Khong ai mudn
dung pin kiém trong khi trén thj truong chi co6 pin than kém. Khong ai yéu
cau bia nhe, loai 6t6 c6 dan dong trudc, may tinh desktop, dau ghi am cat-
set, cay vgt tennis qua c@, thudc gidm dau acetaminophen, ibuprotfen hay
naproxen sodium khi cac san pham nay khong ton tai trén thi treong?
Khoéng nhitng thé, cac san pham nay hau nhw bi khach hang trién vong phét
10 cho dén khi nha sdn xuat tim ra dwgc mot cong thirc chién thang. San
pham dan duwong va thinh thoang thi treong di theo, nhwng cling c6 khi thi
treong khong chap nhan.

Khi ban di theo thi trrdng nghia ban dang di theo mot hoac nhiéu thuwong
hiéu dan dau thi treong va sau d6 sé qua mudn dé ban dwge dan dau. Ban da

mat co hoi trd thanh ngudi chién thang vi dai.

Thoi diém rat quan trong. Qua sém sé khién ban nhu la ké mong mudi so
khai con qua mudn thi ban thanh ké vo ich. Phan 16n thanh céng nam & kha

nang dung cho, ding san pham, ding tén va dung thoi diém.

Thanh cong la c6 chién thuat ding dan dé “bang qua chién hao”. Nhiéu nam

tredc, Bayer la loai thudc s6 mdét. Bayer va déi tha canh tranh da thwe hién
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kaizen mac du ca hai khong cong khai tuyén b6 diéu nay. Ho da cai tién lién

tuc vé san pham, déng goi, quang cao, buén ban va trung bay.

Anacin da thyc hién kaizen. San pham két hgp cac thanh phan bao gom

aspirin véi khau hiéu “h6i phuc nhanh, nhanh, nhanh”.

Bufferin cting thuc hién kaizen. San pham c6 mét 16p trang dac biét trén

aspirin gitp né “than thién véi da day” va “nhanh gap doi aspirin”.

Vay ai da chién thang trong tran chién aspirin? Bayer — hang phat minh ra
mat hang nay, hay Anacin — sy két hgp cac huwong vi, hay Bufferin — aspirin
duwgc trang dém? Khong hang nao cd. Thudc giam dau gianh ng6i vi chién

thang la Tylenol.

Kinh doanh la vay. Gitta moi thé hé c6 mot chién hao. Pau tién, dé la thé hé
aspirin do Bayer thong tri, sau d6 dén thé hé acetaminophen do Johnson &
Johnson thong tri vdi thuwong hiéu mang tén Tylenol. Bang qua chién hao dé

la cong viéc kho6 khan nhat trong diéu hanh.
Dboi khi cac cong ty c6 gang lat do Tylenol.

Bristol-Myers da thit lam viéc nay bang thwong hiéu Datril vGi 10i chao
hang rang chat lwvgng t6t nhw Tylenol ma gia ca chi bang mot nira. Tylenol

giam gia va Datril dan dan bi bién mat.

Nam 1956, vdi gia 1.280 do-la, Volkswagen Beetle ré hon nhitng chiéc 6t6
ré nhat nwéc My tGi hang tram d6-la. Nhung nguwdi mua van chon loai xe
nay vi do bén va do tin cdy cta nd. Gia thap la két qua tw nhién do kiéu
cach khong thay doi, khong y twéng dac biét va thuec té.

Khi mét sén pham ré hon san pham canh tranh ctia no6, khach hang trién
vong sé ty hoi : “Tai sao lai nhw vay?” Trong truong hop Volkswagen, cau

tra 101 that hién nhién. N6 nhé, xau va dang tin cay. D6 la ly do vi sao chiéc
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xe nay khong dat. Khong c6 ly do dé gia ré, khach hang trién vong sé nghi

at han chiéc xe nay khong tot.

Mot cong ty “sé hiru” thi treong va sau dé bi thay thé béi san pham thé hé
md&i cia cong ty khac. M6 hinh nay lién tuc 13p lai. Tai sao san pham thé hé
m&i hau nhw khéng bao gid dén tir thé hé trudc?

D6 1a hién twgng chién hao. Ngwoi dan dau thi triedng nghi rang ho c6 thé
m& rong san pham dan dau cia minh sang thé hé méi. Tuy nhién, diéu nay

hiém c6 thé xdy ra.

Atari la hang dan dau thi truong video game. Sau d6, cong ty nay co gang
chuyén thuwong hiéu Atari sang mdy tinh ca nhan. Chién hao gitta video

game va may tinh c6 qua nhiéu can tré.

Trong khi do, Nintendo vé&i dinh huéng tap trung thu hep da ddm nhan thi
treong video game vdi san pham thé hé magi. Nhitng gi Nintendo lam véi
Atari, Sega vdi Nintendo chinh la bang phuwong phap tiép can thé hé tiép
theo.

Cot 16i trong phwrong phap tiép can ctia Sega la ¢ cho hé thong 16 bit ctia n6
cao cap hon hé thong 8 bit cia Nintendo. 8 bit thém vao dé la cong cu gitp
Sega dao dugc chién hao thé hé tiép theo. “Tai sao lai cit phai chon chiéc
may 8 bit ctia Nintendo trong khi ban c6 thé chon chiéc 16 bit ctia Sega?”

D6 1a mot phwong phap tiép can day sitc manh.

O vi tri cao hon 1a Sony Playstation. Vé&i cong nghé 32 bit va Ivu trit CD-
ROM, Sony san sang lap lai qua trinh nay. Cai tén Sony la phu béi né thudc
dong san pham ma& rong va Playstation la tén riéng nhuwng it nhat né van
mang vé mdi la trong mdt hang nay, mot cai tén khong bi lu mo béi qua khw
16 bit hay 8 bit. PlayStation da di dung hudng.
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Khi nhady vao cong nghé 32 bit, Sega va Nintendo gap hai khé khan. Ho bi
cham tré va bi ganh nadng vdi cai tén 16 bit nén sé vo cung trac trd khi bang

qua chién hao dé.

Tai sao 3DO Interactive Multiplayer, mot may video game video 32 bit lai
khong di dén dau? N6 dugc hau thuan béi AT&T, Time Warner va
Matsushita — mot cong ty dugc gisi bao chi wu ai va da thu dugc chut it
doanh s6. Ly do thit nhét 1a tén goi, tao nén cai tén “that sy kinh hoang ctia
moi thoi dai” cung véi MITS Altair 8800, may tinh ca nhan dau tién trén
thé gidi. Ly do th hai thudc vé gia ca. Gia ban dau ctia 3DO Interactive
Multiplayer la 699 do6-la so vGi Nintendo va Sega chi duéi 200 do-la. Tw
khi ha xuéng 399 do6-la, 3DO Interactive Multiplayer da khong thé thoat
khoi nhan thitc rang n6 1a mot video game dac biét, chit khong phai la mot

san pham chu dao.

Khai niém “thé hé tiép theo” 1a mot khuén mau c6 thé dugce st dung bdi bat
ky cong ty nao. Vi thé dan dau trong mot nganh cong nghiép hau nhw
khong bao gid dat dwgc nho chién lwge c6 tinh quy wéc “ré hon va tot hon”.

Tuy nhién, cac cong ty van tiép tuc do tién vao cai hang chudt “tot hon va
ré hon”. Phuwong phap nay bao gom hai pham vi: bén trong va bén ngoai.

(1) Pham vi bén ngoai gom viéc chuan hoa san pham canh tranh dé nang
cao chat lvgng hon. (2) Pham vi bén trong gom tai co cau qua trinh san xuat
nham ha gia thanh san pham. Két qua la: san pham ré hon, t6t hon so vGi

san pham cua doi thu canh tranh.

Eveready dang ché tao loai pin chat lwvgng cao hon trén bd than kém cta
chién hao trong khi Duracell xay dung mot phao dai trén bo kiém. Eveready

da mat vi thé dan dau vé pin kiém.

IBM thong tri linh vire kinh doanh may danh chi van phong trong khi
Wang xay dyng mot thanh tri vitng manh vé xt¢ ly van ban. That khong
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may, thanh tri d6 da khong ton tai lau. Wang da mat vi thé dan dau vé may

tinh ca nhan, chitr khong phai veé thiét bi x ly van ban t6t.

Wang khong san xudt may tinh ca nhan? Chac chan la vay, nhung ban
khong thé bang qua chién hao véi cung mot cai tén. Khach hang sé git ban
mac ket trén ranh gigi gan cua chién hao cho du ban c6 muén hay khong.
Trong tam tri khach hang, Wang chi cé thiét bi xtr Iy van ban. Vi thé, Wang
khong thé trd thanh nha san xuat mdy tinh ca nhan. Eveready 1a thwong hiéu
pin than kém, vi thé né khong thé tr¢ thanh thwong hiéu kiém.

Volkswagen la loai xe nho, xdu nhung dang tin cay. Do d6, VW khong thé

bang qua chién hao sang loai xe 16n hon, kiéu cach hon.

IBM da khéng bang qua chién hao thanh nha cung cap mdy tinh ca nhan?
Ban dau thi c6 bai ho la nhitng nguwdi dau tién dat chan vao thi truong van
phong va vi ho la IBM, ngwoi khong 16. Nhuwng, vi thé dan dau cda ho cling

chang kéo dai bao 1au.

Khi bang qua chién hao véi tén tudi ctia minh, khoi hanh ly ban phai mang
theo that khong 16. Ban c6 thé gat hai mot vai thanh cong ban dau, nhung vé
lau dai, sy thiéu tap trung c6 thé khién ban bi pha huy. Hay cung nhin lai thi

treong may tinh ca nhan.

AT&T, Digital Equipment, Hewlett-Packard, IBM, Xerox va cac cong ty tri
gia hang triéu do-la da tung ra cac dong san pham mady tinh ca nhan. Vay ai

la nha san xuat may tinh ca nhan 16n nhat thé giéi?

Compagqg la mot cong ty khong mang hanh 1y khi bang qua chién hao. Néi
cach khac, Compaq c6 dinh huéng tap trung vao may tinh ca nhan, con cac
cong ty khac thi khong. Vi thé, nghiém nhién Compaq c6 vi thé manh hon

so vGi cac thwong hiéu 16n hon dé nam gitt vi thé dan dau.
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Dbiéu nay trai ngugc véi 16i tw duy truyén thong. IBM, cong ty 16n hon, lau
doi hon von dugce cho 1a thwong hiéu tot hon Compaqg. Vi vay, néu Compaq
ban duwgc lwgng may tinh ca nhan vwgt qua IBM thi sy khac nhau nhat dinh
phai nam trong san pham, gia ca hodc maketing. Cé thé ca ba yéu t6 nay.

Dbay la trong tam cua van de.

Nhitng gi toi dang goi y ¢ day la su khac biét trong dinh huwdng tap trung.
Compaq vdi dinh huong thu hep dwgc nhan thic nhv mot chuyen gia. IBM
thi khong. IBM la nha san xuat da nganh. Sau mét thoi gian dai, kinh doanh
khong con la tran chién gitta cac san pham nita ma thay vao do la sy dinh
hwéng tap trung, va mot cong ty v6i dinh hwéng tap trung thu hep thuong la
nguoi chién thang.

Day la mot luan c vong tron, ludn quay tré lai cung van dé: Thé con san
pham thi sao? Chac chan chat lvgng san pham c6 lién quan dén thanh cong

vé doanh so.

Canh tranh la nha phan chia cong bang vi dai. Hay vao mot quay hang may
tinh va so sanh cac thwong hiéu khac nhau. Ban cé nhan thay sy khac biét to
16n nao khong? Hay dat cau hoi nay cho ngudi ban hang. Ban c6 lac gitta
nhitng sw khac biét 16n vé chat lwgng cua cac thuwong hiéu khong?

Canbh tranh that khéc liét. Cac cong ty thuwong xuyén sao chép nhitng tinh

nang tot nhat trong san pham ctia cong ty doi thu. Hé diéu hanh Macintosh
duwgc Microsoft sao chép vé mat hé thong diéu hanh, ban dau véi Windows
va sau dé la Windows 95. Moi sy phat trién vé san pham dwgc khach hang

chdp nhan hoan toan bi sao chép bé&i canh tranh.

Thi¢ duy nhat canh tranh khong thé sao chép la tén tudi. Biéu do6 la pham
luat. Vi vay, khi san pham ngang sttc nhau, su khac biét duy nhat giira
ching 1a cai tén. Va khach hang nghi rang chuyén gia sdn xuat san pham
chat lvgng tot hon 1a nha san xudt da nganh.
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Sau d6, cac chuyén gia trd thanh thwong hiéu ban chay nhat trong mat hang

nay, mot lan nita cing c6 nhan thitrc hang cé san pham t6t hon. Puwong nhién
nhw vay bdi khach hang tin rang thuong hiéu ban manh nhéat dong nghia véi
chat lwgng san pham tot hon.

Cach chong lai cac chuyén gia la thiét 1ap mot dong san pham méi cua
riéng ban, sau d6 dao mot chién hao dé ngan can nha san xuat da nganh va
danh thoi gian dé thong linh dong san pham mdi nay trwdc khi doi thu canh
tranh khac phat trién.

Dboi khi cac chuyén gia khong bao gio xam lan dén va dong san pham nay
duwgc thong linh bdi mot nha san xuat da nganh. Khi diéu nay xdy ra, cac
cong ty lai ca ngoi sttc manh cta noi mé rong dong san pham ma quén mat

tinh canh “ké chot lam vua x@ mu”.

Bia nhe chiém 43% tong khoi lvgng bia nwdc My. Hang bia nhe 16n dau
tién la Miller Lite, dwgc giGi thiéu nam 1975. Sau d6 dén mot loat loai bia
nhe khac: Schlitz Light, Stroh Light, Coors Light, Michelob Light. Mai t6i
nam 1982, Anheuser-Busch ma@i gidi thiéu bia nhe Bud Light.

Miller Lite c6 diém manh la ngwdi dau tién bang qua chién hao tir loai bia
thong thudng sang bia nhe. N6 cling c6 wu diém nho chwong trinh quang
cdo ram ro, noi tiéng nhat va chwa tirng cé trong linh viec quang cao bia.
Chiéu canh cac van déng vién cao tudi dang tranh luan vdi nhau vé chat
lwgng cua Miller Lite, doan phim quang cao nay tap trung vao mot trong
nhitng phwong cham vang d6i moi thoi dai: “Huwong vi tuyét voi, gidm chat
hon tap”. Nhuoc diém duy nhat ctia Miller Lite nam & cho né la sy ma& rong
dong san pham. Miller da c6 gang san xuat mot loai bia ditng trén hai bo

chién hao.

Vay, dau la loai bia nhe ban chay nhat nwédc My ngay nay? Liéu c6 phai
thwong hiéu dau tién trong linh vic nay khong? Cau tra 10i 1a khong. Hay
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thwong hiéu c6 doan quang cdo dang nhd nhat? Ciling khong phéi. Ma do
chinh l1a Bud Light véi lgi nhuan 10% va tang déu dan hang nam.
Budweiser la thuwong hiéu bia thuwong ban chay nhat.

Khi khach hang bang qua chién hao ttr loai bia binh thwdng sang loai bia
nhe, muc dich dau tién cia ho la mua mot thuwong hiéu chuyén biét. Vi
khong tim thay no, ho da dirng lai & phién ban loai nhe cta loai bia binh
thuong.

Vi Budweiser 1a loai bia thwong ban chay nhat, Bud Light chac chan tré
thanh loai bia nhe ban dwgc nhiéu nhat khi thiéu s canh tranh tap trung.

(Thanh cong cua Bud Light 1a may man nhwng Anheuser Busch lai khong
gdp may. Doanh so6 ti* bia Budweiser thuwong da gidam hang nam c6 thé do
viéc md rong dong san pham Bud Light).

IBM la thwong hiéu mdy tinh trung tdm ban chay nhat. Néu khong c6
Compaq, khong c6 Apple, khong c6 Packard Bells, khong c6 sy canh tranh
tap trung, khi dé IBM sé la thwong hiéu may tinh ca nhan ban chay nhat vai

lgi nhuan cao.

Néu ban la ngwdi dan dau va ban tin twdng vao viéc mé rong dong san
pham, khi 4y chién luwgc theo dudi chinh la chay theo tat ca cac nha canh

tranh cling gay ra sai 1am tuong tu.

Trong s6 40 thwong hiéu bia nhe ban chay nhat nwéc My, chi cé hai thuong
hiéu khong phai la tir viéc mé rong dong san pham. Nhung ca hai déu st
dung tir “nhe” trong tén ctia minh. Pay la nhwgc diém tram trong vi chiing
am chi rang chiing la dong san pham ma rong. Mdc du cé van dé nay,

nhung ca hai van phat trién rat tot.

Bang qua chién hao r6 rang can mot cai tén hodc thuong hiéu thit hai.

Nhwng nhiéu cong ty van ngoan c6 chong lai phwong phap dé. Trong mot
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sO trwong hop, ho tha st dung tén cong ty tam thwong hon la dat cai tén maéi
c6 tiém nang. (it nhat, IBM da c6 tén tudi khi ho quyét dinh st dung né cho

madt hang may tinh ca nhan).

Hay xem xét truong hgp dich vu chuyén tién ciia Western Union tai thoi
diém giira thap ky 1980. Western Union da c6 co s& vat chat, kinh nghiém
va nhan lyc dé canh tranh trong thi tredng dién thoai dwong dai. D6 1a thi
trrong dang bung n6é va nhiéu céng ty sé co lgi tir n6. Tuy nhién, Western
Union van khong c6 cho dirng. Tap doan nay tu tin tung ra dich vu dién
thoai duong dai dudi cai tén Western Union. Vu kinh doanh nay khong di
dén dau. bDén nam 1988, Western Union da thua 16 t6i 600 triéu do-la dé tw
bd hoat dong kinh doanh dién thoai duwong dai. Nhac dén sy tir bé nay, giam
doc diéu hanh cua hang 1a Robert Amman phéat biéu: “Chtng t6i khong
muon kinh doanh trong mot thi tredng qué rong 16n ma chiing t6i la mot
ngudi choi qua nhé bé. Lam thé nao dé c6 co cau chi phi giong nhw AT&T?
Chung t6i khong cé cach nao dé sinh 10i va canh tranh vGi AT&T.”

Quy mo, co cdu chi phi va nhitng yéu t6 hitu hinh khéac la nhitng 1y do ma
mot cong ty thwong dwa ra khi viéc tham nhap thi trrdng nao do bi that bai.
Hau nhu khong ai chiu thtra nhan “ching t6i da sai lam & cai tén”. Thuyc té,

ban khong thé bang qua chién hao dién thoai v&i céi tén cta dién tin.

Tham chi con t6i té hon khi khach hang coi céi tén Western Union that 16i
thoi. Hoat dong chuyén tién ctia Western Union van thong qua duwong day,
mot khai niém hét sirc 16i thoi trong nén kinh té phi tién mat hién nay. Khi
cong ty me (New Valley) bi pha san, dich vu chuyén tién Western Union
duoc ban véi gia dang kinh ngac 1,2 ty do-la.

Tat nhién, tén riéng la van dé khac. “Mat khac, ching t6i c6 tén cong ty 16n

dé dat cho nhiéu san pham khac nhau. Nhung, chiing t6i khong dung né cho
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moi san pham minh cé. Ching t6i c6 thé kiém dwgc nhiéu hon khi tim dwgc

mot cai tén khac”.

* Donald Trump da nghi vy va ong van di theo quan diém dé;
* IBM cling twong tw Donald Trump;

« AT&T c6 nghi dén nhung van con chan chu.

Hay goi no la long trung thanh hay long tw 4i, mot cam gidc thuong thay &
cac cong ty My ngay nay. Moi tap doan 16n déu nghi rang ho c6 mot céi tén
vi dai, dugc hang triéu khach hang trén thé gidi tén sung.

Va ho c6 thé 1am duwgc nhw vay. Nhung cach dé tang stic trong lwong cho
cai tén la thu hep dinh hwéng tap trung. Khi ban mé rong, cai tén sé bi yéu
di.

Tektronix la nha san xuat may hién séng 16n nhat toan cau nhung voi va

chuyén sang linh vizc may tinh va da khong may thanh céng. Tektronix da
bé t&i hon 150 triéu do-la dé bude vao linh vire kinh doanh k¥ thuat ho trg
mady tinh dang phat trién nhanh. Chi riéng dong thai nay khién ho mat di 5

triéu do-la.

Vay Tektronix phdi lam gi? Dé bang qua chién hao tir may hién séng sang
may tinh can lam dwoc hai diéu sau: (1) phdi di theo mot y twéng hay khai

niém c6 thé; (2) tim mot cai tén madi.

Ca hai yéu t6 quan trong nay lai khong nhan dwgc nhiéu sy chil y cia mot
tap doan. Ho thuong xay dung san pham t6t hon dé n6 c6 kha nang “ty rao

ban”.

Nhiéu nha tw van qudn ly da chi ra rang cong ty sé noi 1én v4i mé hinh kinh
doanh trong twong lai hau nhw khong bao gio giong cac cong ty dang noi
trong nganh cong nghiép binh thwong hién nay. B6 khong phdi 1a vi cac
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cong ty chu dao ngay nay thiéu thong minh va thiéu y twdng, cac cong ty
trong danh sach Fortune 500 ludn tran day y twédng vé sdn pham mdi, va ho

c6 qua nhiéu y twéng hay dé theo dudi hiéu qua.

Thé nhung, rat it nhitng y twdng nay thanh cong béi ban lanh dao cac cong
ty nay khong chiu xem xét chién hao gitta hoat dong kinh doanh hom nay
va co hoi ngay mai. Bang qua chién hao nay la thach thitc 16n nhat cho mot

giam doc diéu hanh.

Van dé nay dé bi hiéu lam. Cé thé, ban da gap nhitng cong ty st dung tén
hién c6 dé bang qua chién hao va dat dwgc vi thé 1anh dao trong mdt nganh

mdi. Co thé phan chia ho thanh hai loai sau:

Loai thit nhat, nhitng cong ty tim thdy lanh tho thé hé tiép theo chwa bi
dong chiém. That dé dang dé chiém dwgc mot thanh tri khong c6 phong thu.
Néu khong bi canh tranh, ké chinh phuc sé c6 thoi gian dé cung c6 kha
nang phong thu. Luc do, néu ké canh tranh dung mot cai tén mé rong dong
san pham, chién thang chac chan sé thudc vé cong ty da st dung tén hién tai

dé bang qua chién hao.

Loai thit hai la cac cong ty an danh. Cong ty ban da n6i danh trong nhiéu
thap nién, lic nay rat it nguwdi biét dén cai tén mdi dugce dat cho lanh tho thé
hé tiép theo. An danh 1a mét sang kién khi 1én ké hoach di chuyén t6i thé hé

tiép theo. T6t hon hét, dirng néu tén néu chang may pham phai sai lam.

Marlboro da trd thanh loai thu6c 1a ban chay nhat thé gidi vi né huéng dén
tang 16p cao boi va cé vé rat “co bap”. That ti hao khi trwdc d6 Marlboro
chi 1a loai thudc 14 danh cho nit gi¢i. That dé dang di chuyén tir Ianh tho
nay tdi lanh tho kia. That dé dang dé bang qua chién hao.

Thuye t€, vi 1a loai thuoc 14 danh cho phai nit va rat it nguwoi biét nén

Marlboro da tan dung sw khong noi tiéng nay va dé dang dich chuyén dé
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chiém 14y thi trwong thudc 1a cho nam gidi.

Ban muon c6 mot céi tén noi tiéng hay khong noi tiéng? Tat ca chi phu
thudc vao nhitng gi ban mu6n lam v&i né ma thoi. Néu tam tri ban gan chat
vao mot san pham hodc mot khai niém (nhw Xerox va may copy), thi that
kho st dung cai tén noi tiéng dé bang qua chién hao va chuyén sang loai san

pham m&i nhw may tinh.

Thong thuong, mot cong ty sé st dung cdi tén md@i nhw thit vii khi duy nhat
khi kinh doanh san pham mgi. “Néu chiing t6i khong dung cai tén noi tiéng
ctia minh cho san pham md&i nay, né c6 thé sé khong thanh cong”, vi giam
doc diéu hanh sé noi nhw vay. Vay dau la con duwong ding dan? Ngoai trie

cai tén, cong ty dé van con nhiéu diéu khac dé khai thac.

Thay vi dwa ra mot dong san phdm mé rong ma khong c6 co hdi thanh
cong, cong ty nén quay tré lai bang co cdu dé cung xem xét liéu c6 nén tién
dén mot thi truong maGi khong. Va tat nhién, can dat tén mdi cho thi phan
mdi ay.

Thoi gian tao ra co hdi. Poi khi, ban c6 thé thanh cong khong phai vi tot
hon ma do “tré hon”. Pierre Cardin la mot tén tudi thoi trang nam kha 16n
treedc khi Ralph Lauren xuat hién. Hién nay, Tommy Hilfiger dang trong
qua trinh trd thanh tén tudi 16n tiép theo trong nganh cong nghiép thoi
trang. Trong 4 ndm, doanh s6 cta Hilfiger da tang vot gap 6 lan, 1én 321

trieu do-la. Tham chi, thu nhap rong con tang nhanh hon, t6i 41 triéu do-la.

Tommy da chon thoi diém rat hgp ly. Khong qua sém hay qua mudn. Mién
la c6 dua thoi gian, ludn ludn c6 co hdi cho mot cong ty maGi xuat hién va

tuyén bé minh l1a cong ty thé hé tiép theo.

Tuy nhién, cach dé nhat dé chiém lay vi thé dan dau la cong b6 mot thay doi

k¥ thuat, gitip cong ty ban khac han véi cong ty dan dau trede do.
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Hang Schwinn 100 nam tudi trudc day “sd hitu” 25% thi treong xe dap My.
Sau d6, vao nam 1974, Gary Fisher da san xuat chiéc xe dap dia hinh dau
tién v6i hang banh rang rong, phanh an, bo sang so bang tay va can diéu
khién phanh m6t6. Ong goi tdc pham ctia minh 14 “xe dap leo ndi” va tuyén

b6 Schwinn khong bao gio san xuat loai xe nay.

Mot loat cac nha san xudt xe dap leo nui tham nhap thi truong nay. Ba nha
ding dau hién tai déu c6 mot manh dat khac nhau. Trek tién phong st dung
khung xe cac-bon. Cannondale st dung khung nhom. Con Specialized
Bicycle Components va nha sang 1ap no6 la Mike Sinyard chuyén xe dua leo

nui.

Dén nam 1992, 2/3 s6 xe dap danh cho ngudi 16n 1a xe leo nui va Schwinn

da bi pha san.

V@i ban giam doc méi, Schwinn dang c6 gang quay lai hoat dong kinh
doanh xe dap, duong nhiéen la vGi loai xe leo nui. Cac nha phan tich cho
rang néu hang nay muon tham nhap manh mé, nhanh chéng vao thi truong
nay thi can phai thay déi nhan thitc trong gi6i xe dap. “Chung toi ditng

tredc mot thach thiee vé hinh dnh” — gidm doc marketing Schwinn néi.

Nhung ban khong thé thay doi nhan thirc an sau trong tam tri. Ngay hom
qua, Schwinn can mét cai tén mgi dé bang qua chién hao xe dap leo nui.
Hom nay, viéc d6 da qua mudn, chién hao da qué sau. Shwinn can mot dinh

huwéng tap trung mdi, c6 thé loai xe cap thap hodc xe danh cho tré em.

Digital Equipment dang c6 gang bang qua chién hao tir nhitng mdy tram 32
bit len 64 bit. Hang da c6 mot loai chip md&i mang tén Alpha va dong may
tram AlphaStation. Trong dd, AlphaStation 600 dugc quang cao la “may
tram nhanh nhat thé gigi”. That khong may, AlphaStation 600 khong duwoc

nhac dén nhv mét may tram 64 bit.
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Nhuw hau hét cac san pham cong nghé cao trén thi tredng ngay nay, s tang
toc thwong nam & viéc xay dung chat lwong va hiéu qua hoat dong. Digital
tuyén bé hoat dong tot hon Sun, Silicon Graphics va Hewlett-Packard. Co
that nhw vay khong? Co thé nhung cling khong lién quan. Nhu cau cap bach
caa Digital la ché tao sdan pham “thé hé tiép theo” 64 bit. Digital da that tha
trong tran chién 32 bit va phai 1ap chién trwdng 64 bit.

Do 1a diéu ma Microsoft da rat thanh cong véi Windows 95. Song ho c6
tuyén b6 Windows 95 la hé diéu hanh t6t hon san pham Windows hién tai
khong?

Dbiéu nay gian tiép ding nhung thién vé khia canh phan mém thé hé tiép
theo. NO tao cam gidc tat yéu, tham chi doi khi 1a sy chap nhan gwong ép
xét vé phia khach hang.

(C6 cau chuyén vé mot cyu thuyén vién da tirng phan nan vé nhitng chiéc
thuyén hoi nwéc xau xi, ban thiu lai ddm nhan hoat dong giao dich thwong
mai xuyen DPai Tay Duong. Mot nguoi nghe chuyéen dap: “Dung la nhu vay
nhung do la thoi dai ctia thuyén hoi nwde. Va vao thoi ky nao thi 6ng phai
thich ng theo thoi dy thoi”).

Encyclopaedia Britannica la “chiéc thuyén” tir dién bach khoa toan thw dep
v6i 32 chuong, dugce ban véi gia 1.500 db-la trong khi thoi diém dé ban
phai bo ra khodng 55 do6-la dé mua Encatar dia CD-ROM béach khoa toan
thw ciia Microsoft. Vi thé, Britannica ban dwge 117 nghin b nam 1990 va
51 nghin b vao nam 1994. Trong 3 nam (1993-1996), cong ty da thua 16
khodng 22 triéu d6-la trong khi doanh s6 khoang 1,6 ty do-la.

Chac chan, Britannica cling c6 dia CD-ROM, nhung véi gia 995 d6-la, né
khong c6 am thanh da phuwong tién va d6 hoa nhu cac déi thu canh tranh.
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Khong sém thi mudn moi cong ty déu phai déi mat v4i van dé nhu
Britannica. San pham hién tai (tir dién bach khoa) bi de doa bdi san pham
thé hé tiép theo (CD-ROM). Khi gap tinh huéng nay ban nén lam gi?

HANH BDONG SOM

Néu c6 thé, ban nén la nguwdi bién san pham cua minh thanh 16i thoi chit
khong dé doi thu lam viéc do. “Ké do du sé thua”. Tat ca cac cong ty déu
san sang huwdéng ngoai va canh tranh vgi khach hang nhung van do dw canh
tranh véi chinh minh. Ho nén nhéd mot cham ngén c6: “Khi canh tranh véi
ban than c6 nghia la ban dang danh mot tran chién ma minh khong thé

thua.”

That ra, Britannica la mét trong nhitng cong ty dau tién buwdc vao linh vy
bach khoa toan thw CD-ROM khi hg cong b6 Comptons MultiMedia
Encyclopedia nam 1989. Nhung ho da chan nan va ban lai né cho cong ty
The Tribune vao nam 1993 (cling vao nam nay, Microsoft gi6i thiéu

Encarta).
PHAT TRIEN MOT SAN PHAM MOT HOAN TOAN

Bayer khong duwoc thay thé béi mot loai aspirin céi tién ma bdi thudc

acetaminophen Tylenol.

Schwinn khong dugc thé cho béi loai xe dap dwong pho da cai tién. N6 da

bi xe dap leo nui Trek chiém cho.

Atari khong bi 16i mot triédc mot video game 4 bit cai tién ma trudc

Nintendo, video game 8 bit.
DAT TEN MOI CHO SAN PHAM MOI
Ban khong thé bang qua chién hao v&i mét cai tén niu giit vi thé hién hanh

ctia minh. Can cdi tén mdi dé tao nén sw chuyén giao ro rét.
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Bayer da c6 gidi thiéu acetaminophen Bayer, mot san pham thudc gidam dau
khong giong aspirin. Nhung day la cach mé rong dong san pham khong

hiéu qua, sdn pham nay ciing khong di t6i dau.

Ban khong thé bang qua chién hao véi cai tén hién c6 trtv phi ban la nguoi
dau tién hodc rat may man. Cai tén c6 y nghia hon chat lwvgng, dich vu va
cac thudc tinh “mém” khac. Cai tén cling dai dién cho mot san pham hay

madt hang ddc thu.

Nhac dén Bayer la nhac dén aspirin, nhac dén IBM la nhac dén may tinh
trung tam, dén Hershey la s6-c6-la, dén Prudential 1a bao hiém, va Wrigley

la keo cao su.

Hau hét cac cong ty trén thé gidi déu c6 dinh hudng tap trung. Nhung ho
khang khang x6i mon né bang viéc day cai tén dang c6 vao linh vic hoat
dong mai. May thay, khach hang da gitp cac cong ty gitt vitng dinh hvéng

tap trung bang cach khi chong lai sy’ xam 1an ay.
DICH CHUYEN TAO BAO

Ban khong thé nhtit nhat hay hoi hgt néu mudn chiém linh vi thé cao & phia
bén kia chién hao.
Dé ra mat Aleve, Procter & Gamble da phai bo ra 100 triéu d6-la trong nam

dau tién, trong do6 60 triéu do-la danh cho quéang céo.

Dé tung ra Acura, Honda da thiét 1ap mot day chuyén phan phoi trén toan
quoc, tach biét hoan hoan véi cac dai ly xe Honda.

Dé gidi thiéu mot tén tudi thiét ké mdi toanh khong noi tiéng va hau nhw
khong c6 doanh thu, Tap doan Tommy Hilfiger da chi 20 triéu do-la cho

quang cao.
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S tdo bao la rat hiém. Phuwong cham cta nhiéu cong ty dwong nhw la: Hanh
dong tuy co rng bién.

Lich st quan sy soi t6 cu thé van dé nay. Nha tw twéng quan sy Carl von
Clausewitz viét: “Nhiéu ngudi cho rang mét nira nd lue van co thé hiéu qua.
MGt cti nhdy nhoé dé dang hon cd nhay 16n, thé nhing khong ai mudn bang

qua chién hao réng chi bang mot nira buéc”.

Bat ky khi nao dé y, ban hiém khi tim thay nhitng ngudi thang 16n khi choi
game theo kiéu “tuy co tng bién”. Hay budc vao thé gidi golf. Mot thap
nién tredc, nhitng tén tudi 16n vé golf go la Wilson, MacGregor, Spalding
va golf sat la Karsten Manufacturing (Ping). Moi nam, cac tén tudi 16n nay
noi l1én vGi nhitng cai tién nho nhé trong san pham, rat giong thay doi mo

hinh hang nam & nganh cong nghiép 0to.

Su xuat hién caa Ely Callaway, 61 tudi, nguyén cha tich Burlington
Industries, da day cac nha dan dau vao canh gian truan. Thay vi thay doi
nho giot, nam 1991, Callaway gidi thiéu Big Bertha, cay gay golf ngoai cd.
Hién nay, Callaway la nha san xuat thiét bi golf 16n nhat nwéc My véi

doanh s6 hang nam 449 triéu d6-la va lgi nhuan 78 triéu do-la.

Callaway chi céi cach kich thwéc gay golf con Cobra Golf cai tién bang
viéc tang nhiéu sat. Hién nay Cobra la thwong hiéu s6 mot vé vot sat cao
cap. Ca Callaway va Cobra déu minh hoa sttc manh ctia phwong phap tiép
can thé hé tiép theo, khac han véi phwong phap gia tang chi gidi thiéu mot

san pham mdi da cai thién.

Nhitng cau lac b6 ngoai c& mdi nay cé tang tredng on dinh khong? That
kho dé du doan. Trong vong 25 nam qua, diém thang trung binh ctia nhitng
tay golf chuyén nghiép da dwoc cai thién qua titng van choi. Piéu da dugc
cdi thién chinh la nhan thitc vé Callaway va Cobra, dwgc biét dén rong rai

nhw cac cau lac bo golf thé hé tiép theo.
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Wilson, MacGregor va Spalding cé an ngon ngu yén trudc sy bién chuyén
nay khong? Gidi truyén thong nhanh chéng phé phan rang “ho da khong
thay doi kip”. Tuy nhién, ban khong thé bang qua chién hao sang thé hé tiép

theo chi bang cach thay déi san pham. Ban con phdi dat tén méi nita.

Nam 1976, tap doan Prince da san xuat loai vgt tennis kich c& 16n hon loai
thuwong 57%. Scoffers goi né la “cay vot cia nhitng ké Itta ddo” nhung no
da nhanh chong chiém 30% thi tredng vot tennis chat lwong.

Céac cong ty hang dau than trong hon. Véi ho, su thay déi gia tang dugc
xem nhu an toan hon. “Tai sao lai ddt moi may rui 1én mot cau lac bd ngoai
cd? Diéu gi sé xdy ra vdi cac cau lac bo hién tai cia ching t6i? Néu nhu san
pham md&i khong ban dwoc thi sao?”

Tat cad nhitng cau héi nay khién cac cong ty hang dau khong dam tdo bao
bang qua chién hao. D6 1a 1y do tai sao ban tiép tuc nhin thiy sy pho trowong
cda cac tén tudi mdi nhuw Callaway, Cobra, Compagq, Sega va Trek van phat

1én va tao ra nhiéu dinh hwdng tap trung thé hé tiép theo.

Va s pho trvong nay chac chan van con tiép tuc cho tGi khi cac cong ty
hang dau dwa ra nhitng chién lwgc twong tw. Ho nén gidi thiéu san pham thé
hé tiép theo v&i nhitng cai tén mdi giong nhw Honda tung ra Acura.

Chién lwgc nay vira tdo bao ma van an toan. Ban c6 thé dwa ra mot thuwong
hiéu ma&i ma khong phai tinh dén dnh hwdng ctia né doi vdi thuwong hiéu
hién tai. Gia nhv thwong hiéu méi that bai, né sé khong anh huwéng dén
tiéng tam thwong hiéu dang co.

Céac cong ty hang dau thuwong do dv trede hanh dong tdo bao. Cong nghiép
san xuat thiét bi trugt tuyét la minh chitng mdéi nhat cho quan diém nay. Cac

tén tudi hang dau nhu Salomon, Rossignol va Atomic da giac ngd dugc tinh
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thé rat sém. Vao thap ky 1980, tai Stratton, Vermont, Jake Burton da ché

tao mot thiét bi xuéng déc ma 6ng goi nod la “van tuyét”.

Ngay nay, lu6t van tuyét da phat trién nhanh chéng va tap doan Burton
Snowboards la hang ditng dau véi 1/3 thi phan. Va vi 80% s6 nguoi 1wt
van tuyét ¢ do tudi dwdi 25, nén su tang tredng nay chac chan sé con tiép

tuc. Lwét van tuyét la mon thé thao thé hé tiép theo.

Nganh trwgt patanh cling bi lu mo treéc mot san pham thé hé tiép theo.
Pugc sang lap bdi mot cyu cau tha hockey chuyén nghiép, cong ty
Rollerblade véi khéi niém trugt patanh duwong thang da “lam mwa lam gi6”
¢ linh viee nay. Va diéu gi da xdy ra vdi cac nha san xudt giay trugt truyén
thong? Ho da bi bé lai dang sau.

McGraw-Hill 1a vi du khac vé mot cong ty dang x4u hé vi khéng bang qua
duwgc chién hao. Nhiéu nam trong thap ky 1980, McGraw-Hill da thyc hién
mot ké hoach sai lam: gidm tap trung vao xuat ban in &n ma ma rong sang
thong tin dién tir. Nhung, viéc bang qua chién hao nay cé nhiéu khé khan
hon McGraw-Hill dv tinh.

Thay vi thanh 1ap hoat dong dién t¥ tach biét véi mot cai tén khac, cong ty
nay da di lam nguoc lai. Ho ty tai td chitc, bién minh thanh cadc nhém tap
trung thi truong: nhom “nang lwgng”, nhom “van tai”, tham chi cé ca nhom
tap trung thi truong “qudan ly” va nhiéu nhém khac. McGraw-Hill tré thanh
mot “tua-bin thong tin”. Dit liéu chuyén vao mét dau cta tua-bin, dwgc xi
1y nhao tron, sau do di ra & dau kia duwdi nhiéu dang san pham théng tin da
dang. Thé nhung moi thit déu khong dién ra nhw ké hoach va cong ty lai
quay vé kiéu t6 chitc truyén thong hon.

Trong khi tua-bin thong tin dang xep hoi, McGraw-Hill da bé 16 sy chuyén
giao 16n vé phrong huwéng xuat ban thwong mai trong tam. Cudc cach mang

dién ttr tao ra co hoi cho cac doi tha canh tranh xau xé linh viec xudt ban tap
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chi. Va McGraw-Hill, nha xudt ban tap chi thuwong mai ditng dau nwéc My
mot thoi, da bi bo xa ¢ phia sau. Hién nay, doanh thu hang nam ctia cong ty
(420 triéu do-la) trugt dai phia sau so vdi International Data Group (910
trieu do-la) va Ziff-Davis (820 triéu do-la). CMP Publications (320 triéu do-
la) cling dang phat trién nhanh chéng, dan thu hep khoang cach vai
McGraw-Hill.

Tuy nhién, khong phai cac show dang tap chi khéng thé thanh cong trén
truyén hinh ma chinh la cac tén tu6i dang tap chi khong thé thanh céng trén

truyén hinh. Diéu can thiét nam & ban sac truyén hinh tach biét.

Hay trd lai v6i Easman Kodak, mét tén tud6i 16n vé phim nhiép anh. Mot
thap nién tredc, Kodak c6 doanh s6 10,6 ty do-la va thu nhap rong la 923
triéu do-la. Hién nay, Kodak c6 doanh s6 16,9 ty do-la va thu nhap rong la
557 triéu do-la. Doanh s6 tang 60% trong khi 1gi nhuan giam 40%.

Trong nhitng nam 1980, Kodak da 5 lan tai co cau dé tim hiéu qua cao hon.
Hang da dang héa v6i may tinh, dwgc pham, d6 gia dung, tham chi ca pin.
George Fisher, vi giam doc diéu hanh md&i cia hang, tim thdy mot dinh
huéng tap trung, dé la: “Hinh dnh dem dén cho Kodak nhitng co hoi to 16n
vé thanh cong va tang truedng lau dai. Pé dat dwoc thanh cong toi da, chiing
tOi rdt ra rang phai don moi co s@ ngudn lyc vao co hoi hinh anh va phéa bo

kinh doanh phi trong tam”.

Hién tai, hon 80% doanh thu hién nay ctia Kodak la nh¢ vao cac san pham
nhiép anh dva trén halic bac, truyén thong va phim cho camera. Thi triong
ctia Kodak nam & do6. Thé gidi c6 450 triéu ngudi dung camera, tat ca déu

muon mua phim. Bong thdi, mot nira nhan loai can chup anh.

Thém vao d6, George Fisher da di diing huéng. Ong dit tat ca san pham s6
Kodak vao mot don vi mdi va thué Carl Gustin, nguyén giam doc diéu hanh

marketing cia Apple Computer va Digital Equipment, diéu hanh. Kodak
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Digital Science la tén ctia don vi mdi trén. “Chung toi can don bay thuong
hiéu cha chot Kodak di 1én dong thoi mo ta nang lyc s6 méi cia minh”,

Gustin noi.

Kodak c6 hy vong nhiéu khong khi bang qua chién hao sang twong lai s6
v6i mot cai tén nhiép anh? Khong nhiéu lam. Pac biét khi hang phai doi
mat vGi sy canh tranh gay gat. Hang tram cong ty trén toan cau khao khat
manh dat k¥ thuat s6: Casino, Canon, Fujitsu, Sony, Silicon Graphics va
Hewlett-Packard.

Co thé rat la khi chinh sttc manh thwong hiéu Kodak sé khién cong ty nay
gdp nhiéu khé khan dé bang qua chién hao k¥ thuat so.

Néu ban nhan dinh sttc manh ctia mot 16p san pham thi hau nhw khéng thé
dat nhan dinh do6 vao 16p khac. Theo cudc khdo sat gan day nhat, phim anh
Kodak la thwong hiéu chat lwgng dinh cao tai My. (Disney ding thit hai,
thit ba thudc vé Mercedes-Benz).

Photo CD la san pham s6 16n dau tién ctia Kodak. Van dé ¢ chd Photo CD
la sdn pham chuyén giao, chuyén khe hodc am ban vao dia Photo CD.
Khong han la m6t san pham chuyén biét. San pham chuyén giao giong nhw
con ngra va co xe doc ma dugce ho trg sitc manh. N6 khong thu hit cac
khach hang kho tinh lu6n mudn thit méi va ca nhitng ngudi theo chti nghia
truyén thong ludn gitr lai nhitng thit da c6. Néu khong ty bién minh mang
nghia “nhanh”, thi Kodak con hy vong gi dé bién thanh “ky thuat s6”? Ban
can mot ban sac riéng biét dé bang qua chién hao. Khong ai goi buém la
“sau bay” bdi nguoi ta nhan thirc dugce chung la hai loai khac biét. Kodak

Digital Science la mot cai tén kiéu con sau bay.

Phia bén kia chién hao, chinh nh¢ cai tén méi, cong ty mai chiém wu thé.
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Mac du Kodak la mét thwong hiéu chat lwgng dinh cao tai My nhung cai
tén Kodak lai mat thé trén vii dai ky thuat s6. Diéu nay khong c6 nghia cac

cong ty khac sé tan dung dugc tinh hinh nay.

C6 thé ho tan dung hoac c6 thé khong. Cac doi thu Kodak chac han da roi
vao cai bay mé rong dong san pham twong tw. Puong nhién, Fuji Digital

Science ciling sé chang khac gi Kodak Digital Science.

Mot vi du khac vé moén salad. Truwde day, no thuong c6 dang mé va chum
rat don gian. M@ rau diép, chum ca rot, cong véi hanh hodc 6t v.v... tuy
theo khau vi titng ngwoi. Moén salad thé hé tiép theo duwgce cat tia san va ban
trong cac tui nhya ddc biét. Salad dong goi la mot nganh kinh doanh né ro
c6 doanh thu 650 triéu do-la, véi téc do tang tredng hang nam la 80%.

Di tien phong trong salad dong goi la Fresh Express, mot cong ty nho &
Salinas, California. Tuy nhién, ké khong 16 trong linh virc nay la Dole Food

— cong ty 3,8 ty db-la, chuyén cung cap rau qua twoi va hoa qua déng hop.

C6 thé ban nghi rang Dole v&i nhiéu nguon luc, trong d6 c6 mot lwe lwong
thi truong 16n hon nhiéu 1an so véi Fresh Express. Thyc té€ khong phai vay.
Dole da pham phai sai 1am kinh dién khi stt dung cai tén qua dita (Dole) cho
mat hang rau. Va ngudi bé nhé da vuwot 1én trén ké khong 16. Ngay nay,
Dole chiém 24% thi tredng va Fresh Express s& hitu téi 40% thi treong.

Khoéng phai quy m6 cong ty hay nguén ndi lvc ctiia né quyét dinh sy thanh
bai. Van dé la sy dinh hwéng tap trung. Néu di tién phong trong linh vic do6
va c6 dinh hwéng tap trung, ban rat dé trd thanh nguwoi dan dau.

Tuy nhién, khong phai lic nao cling nhu vay. Baoi khi tam tri khach hang bi
xam chiém badi sy hién than tredc day cta san pham. Hay xem xét cudc dua

tranh vi tri dau tién san xuat mat hang thudc chong ¢ néng va chitng khé
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tiéu thé hé tiép theo. Johnson & Johnson tién phong vdi Pepcid AC, phién

ban khong can ké don cta thuoc Pepcid can ké don.

Sau mot thang, Pepcid AC da la nguwdi dan dau trong linh viee chat giam do
axit da day, chiém t&i 19% thi tredng so v6i Tums, ngudi dan dau trwde day
v6i 17% thi phan. Ba thang sau SmithKline gidi thiéu Tagamet, chat giam
axit da day thé hé tiép theo c6 ké thira tit loai thuoc ké don. Khong lau sau,
dén lwot Zantac cia Warner-Lambert. Vay, ai sé chién thang trong cuoc dua

ctia ba con ngya nay?

Chinh la Zantac. Mdc du Zantac la con ngwa xudt phat cudi cung trong cudc
dua nhung lai di tién phong trong thi trrong thudc ké don thudéc nhém thudc
chan ditng H2, chat tao axit da day. Zantac nén chuyén ttr vi thé ditng dau
thu6c ké don sang dan dau thudc ty do.

Ba san pham nay khong xuat phat tai vi thé bang nhau. Zantac va Tagamet
mic do thap hon dugc khach hang biét dén nhiéu hon Pepcid. Va diéu nay
dem lai vi thé dan dau thi truong.

Loai thu6c ban tw do chitng minh sitc manh ctia chit tin hodc tinh hgp phap
trong qua trinh ban. Giong nhw hau hét sdn pham ngay nay, khach hang
khong thé nhin thay bat ky sw khac biét giita cac loai thuéc khac nhau. Ho
khong thé danh gia thudc bang cach tim hiéu thanh phan thuéc. Van dé ¢
ch6 nhitng gi gidi y hoc nghi vé cac loai thuoc khac nhau. Tt ky diéu la “ké
don”.

Dbau la ly do khién nha dong goéi Aleve quang cdo rang “Hién nay da dén
thoi caa thuée khong ké don”. Hau nhw moi loai thuéc khong ké don thanh
cong ngoai thi truong déu khéi nguon sy nghiép dang sau chiéc ban ké don.

N6 mang dén cho san pham wu thé cta chit tin.
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MGt linh viee khac ciing phat trién nhanh la ban 1é may tinh. Ban dau, khach
hang kinh doanh mua may tinh ca nhan ttr cac ctta hang ban 1é nhw
Businessland va Computerland. Tuy nhién, sw xuat hién ctia cic mang lwéi
va hang loat sdn pham phan citng phan mém da nhanh chéng bién viéc mua

va lap dat may tinh tr@ nén phic tap.

Vi thé, co hoi da dén véi nha ban 1é thé hé tiép theo mua phan citng, thiét bi
ngoai vi, phan mém tr nhiéu nha cung cap khac nhau va dat tit ca ching vé

mot cong ty, sau dé tién hanh cai dat va kiém tra thiét bi.

Hay xem xét hai cong ty Entex Information Services va Vanstar. Ca hai déu
mua, cai dat, kiém tra mdy tinh ca nhan ciing nhuw thiét bi dich vu, thanh 1ap
va diéu hanh ban trg gitp, dao tao nhan cong, tich hgp cac hé thong thé loai
khac nhau va cung cédp tw van. Ca hai da tré thanh cong ty tri gia hang ty

do-la va phat trién nhanh choéng.

MGt diéu it dugce biét dén la hai cong ty nay phat trién troi 1én tir dong tro
tan cua Businessland va ComputerLand. Businessland bi ban, sap nhap va
hoan toan pha san. Sau d6, m6t nhom nha dau tw da mua nhitng tan dv cta
né va doi tén lai thanh Entex. Con ComputerLand ban hoat dong nhwong
quyeén va doi tén thanh Vanstar. Thay d6i tén la yéu t6 quan trong cua hai
cong ty nay trong viéc chuyén ttr hinh thitc ban 1é may tinh cii sang hé
thong ban mai.

CHUNG TA CO PHAI LA PAU TIEN KHONG?

Néu c6 thé la nguwdi dau tién, bang moi gia ban phai nhady vao. Trd thanh
nguoi dau tien khong cé nghia ban la cong ty dau tién dwa ra san pham thé

hé tiép theo ma la c6ng ty dau tién buwdc vao tam tri khach hang.

Bat ky khi nao c6 dong thai chuyén tir thé hé nay sang thé hé khac déu co

giai doan thay doi lién tuc. Khong ai dam chac vé nguoi dan dau. Thi phan
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chuyén tir cong ty nay sang cong ty khac rat nhanh chong.

Cuobi cung, khi khach hang thira nhan si dan dau ctia m6t cong ty thi trat ty
da dugc xac lap.

THE HE TIEP THEO CO TAO NEN DIEU Gi KHONG?

Dbay la mot cau hoi khé tra 16i. Vi khong ai tirng tin rang thé hé tiép theo sé
tao nén bat ci thit gi.

Bayer c6 tin rang acetaminophen sé virgt qua aspirin? Schwinn cé nghi rang
xe dap leo ndi sé thay thé xe dap duong pho? Digital Equipment tin may
tinh c4 nhan sé thé ché mdy tinh mini? Wilson hodc Spalding c6 cam thay

chiéc vgt qua cd sé chiém cho vgt tennis truyén thong?

Bé ngoai la khong béi khong cong ty nao trong s6 nam cong ty nay lam
dugc diéu gi cho san pham thé hé tiép theo tredc khi qua mudn. Hau hét
cong ty, dac biét cac cong ty dan dau thi treong, ludén hy vong san pham thé

hé tiép theo la mot “tap hgp con” trong san pham chti dao ma ho thong linh.

Chup anh k¥ thuat s6 sé thay thé chup anh phim dwgc khong? “Ky thuat so
phat trién nhanh chéng nhung né sé khong thé thay thé anh truyén thong, it
nhat trong quang doi sy nghiép cua t6i”, George Fisher ciia Eastman Kodak

tuyén bo nhu vay.

Céach an toan nhat, can thiét nhat la quan trong héa va thtra nhan thé hé tiép
theo.

CHUNG TA CO THE TiM bUOC MOT CAI TEN PHU HOP KHONG?

St dung mot cai tén mdi cho sdn pham thé hé tiép theo hoan toan can thiét
va cling ton kém. Néu céi gia phai tra ré hon thi san pham thé hé tiép theo
sé khong di dén dau.
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Céac cong ty thwong nhanh chéng két luan rang ho khong thé tim dwgc mot
cai tén phu hgp vi thé ho str dung cai tén hién tai. Khi cong ty dung cai tén
hién tai cho mot san pham thé hé tiép theo, n6 tao ra mot thong diép vé md
rong quy mo kinh doanh tiém nang chitr khong phai la niém khat vong ctia
cai tén thit hai. “Tai sao phdi rang sttc lam cai gi dé rat ton kém ma khong

dem lai sy phat trién cho cong ty?”

Cach tot hon dé 1ap ké hoach cho thé hé tiép theo la dat n6 trong sy an toan.
Néu hoat dong kinh doanh khéng hiéu qua, tat ca nhitng thit ban mat chi la
tién bac. Con néu hoat dong kinh doanh phat trién va ban khong chuan bi
v0i céi tén thit hai thi ban c6 thé mat di vi thé dan dau. Tién c6 thé kiém lai
nhwng néu danh mat vi thé dan dau thi hau nhw khéng bao gio 1ay lai dugc.

CHUNG TA SE TOT HON NEU ROT KHOI CHO BUNG HIEN TAI?

Néu ban khong thé 1a nguwdi dau tién va co rat nhiéu doi tha canh tranh xung

quanh ban thi hady tinh dén kha nang khong lam gi ca.

Khoéng thay déi va cting c6 dinh hwdng tap trung truyén thong la mot cach
duy tri sy thanh cong khi nhitng xu huwéng nhat thoi dén roi di.

Cac cong ty thwong qua chan chir khi gia nhap cudc cach mang nay véi
cach thitc nira voi. Ho tré thanh cong ty lai. Ho danh mat dinh hwéng tap
trung. Va mot khi dinh hwéng tap trung bién mat, twong lai ho cling di theo.
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15. 15 NGUYEN TAC PINH
HUONG TAP TRUNG DAI HAN

Sau nhiéu nam, t6i da tim thay 15 nguyén tac hitu ich trong viéc phat trién

mot dinh hwéng tap trung lau dai hiéu qua cho cong ty.

Hodc la ban c6 thé nhan biét dugc dinh hwéng tap trung ay cé hiéu qua hay
khong dya vao mot trong nhitng nguyén tac dwdi day.

1. MOT BPINH HUONG TAP TRUNG LA DON GIAN

Khi Charles Kettering dén phong nghién citu ctia General Motors & Dayton,
bang Ohio, dng da treo 1én twong mot tim bang c6 dong chir: VAN BE KHI
PUQC GIAI QUYET SE DON GIAN.

M6t dinh hwdng tap trung don gian khong thé dén tw nhitng hé thdng chién
lwgc phite tap qua mirc. Mot s6 chwong trinh thiét ké chién lwgc c6 sw ho
trg ctia may tinh trong gidng ké hoach cia nha may lap rap otd. O day, ban
khong san xuat 6t6 ma la dang xay dung mot nhan thite trong tam tri. Va né
duwgc tao ra bang tr nglt chit khong phai la gach va vita. B4 la nhitng ti ngiy

hét sitc don gidn nhw “an toan”, “lai xe” va “trong mot dém”.

Khi Lloyd Reuss con la chu tich General Motors, ong da c6 tam nhin vé cai
cach cong ty. Tai GM, 6ng thé hién mot kim ty thap vdi cac tiéu dé 1a Tam

nhin, S& ménh, Gia tri, Muc tiéu, Chién lwgc, Sang kién va Muc dich.

Riéng muc Chién lwgc cé bay muc nho: chat lwgng, con ngwdi, chi phi, téc
do, do 16n, marketing va quan ly vat chat. Khong ai c6 thé theo mot nha dan
dau 16n xon nhuw Reuss. Va khong ai tim dugc dinh hudng tap trung trong

ma§ hon don do.

https://thuviensach.vn



Khong vi twdéng nao tap hop tat ca quan linh ma phan chia ho thanh nhém
10 ngudi va yéu cau moi nhom xay dung chién luwgc, sau doé trinh bao cho

ca doi ngli xem xét. Nhung cac nha quan ly lai thwong lam nhu vay.

Tung lam viéc véi cac cong ty 16n va nho, trong nwdc va nwdc ngoai, toi
phat hién ra rang tat cad ho déu mac mot khuyét diém khi xay dung y twéng.
Ho cho rang yéu to quyét dinh thanh bai la chat lwgng y twdng tir phia cac
nhan vién hay tw van vién bén ngoai. Vi thé, ho da phan chia thanh cac

nhom va ép phai dwa ra nhitng dé xuat sang tao hon.

Hau hét cac cong ty khong can nhiéu y kién. Ho muén mot dinh hwéng tap
trung don gian, dwong nhw thiéu sang tao, nhwng rat hung manh khi buéc ra
thé gidi bén ngoai.

Thi¥ ma hau nhv cac cong ty déu thiéu la sy phan doan chit khéng phai y
twong. Nam 1937, Chester Carlson sang ché ra phwong phap “chup anh
bang dién” va sau dé mat t6i 7 nam dé co gang ban lai cho cac tap doan 16n
nhv General Electric, RCA, IBM va Remington Rand. Cudi cung, 6ng da
ban né cho Hoc vién Battelle Memorial, mét t6 chirc nghién citu phi lgi
nhuan & Columbus, bang Ohio. Phdi 3 nam sau m@i tim dwgc mot cong ty
phat trién chiéc may nay. Cong ty Haloid (sau thanh tap doan Xerox) da

chép 1ay co hdi va lam nén lich s.

Y twdng hay c6 khip moi noi. Oc phan doan t6t thi twong d6i hiém. Nidm
1949, khi Beetle vao nwdc My, c6 bao nhiéu nha buon 6t6 lao dén gianh 14y
co hoi nhugng quyén Volkswagen? Rat it.

Théang 1/1975, khi to Popular Electronics dang hinh dnh chiéc mdy tinh ca
nhan dau tién trén bia, c6 bao nhiéu nguwdi do x6 dén Albuquerque, bang

New Mexico dé phong van
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Ed Roberts, ngwoi phat minh ra MITS Altair 88007 Chi c6 Paul Allen
(nguwoi cong sy cua 6ng bay gio chinh la Bill Gates).

MGt dinh hwdng tap trung hay thi dé tim. Nhung nhan dinh mé6t dinh hwéng
tap trung hay la viéc khong don gidn chit nao. N6 can 6c phan doan, thit rat

can trong thé gidi ngay nay.
2. MOT PINH HUONG TAP TRUNG LA DE NHO

Ban khong thé 1am cho minh hay cong ty minh thanh cong. Chi cé khach
hang méi c6 thé lam diéu d6 cho ban. Vi dinh hwéng tap trung hoat dong
trong tam tri khach hang, nén n6 budc phai dé nhé. Néu khach hang khong

thé nhd thi liéu né con gia tri gi khong?

Khi Volvo cho biét ho ché tao xe “an toan”, khong cong ty nao khac noi
diéu twong ty nhw thé. Vi moi cong ty déu no6i ho san xudt 6to6 an toan nén
cong ty 6t duy nhat vdi mot dinh huéng dé nhé chinh la Volvo.

MGt dinh hwéng tap trung dé nhé ciing c6 yéu té gay soc. Néu ban c6 thé sir
dung ttr tiéu cyc hodc ngoai mong doi, ban sé giau hon. Néu nhu James
Carville néi rang “dé la nén kinh té”, gidi truyén thong sé phat 10 thong

diép nay. “Do6 la nén kinh té ngu dan” da 16i cudn sw chi y cia ho hon.

Néu Subaru nhac tdi tir “khong dat”, khach hang trién vong sé bo qua thong

tin d6. “Khong dat va tién nao ctia ay” da thu hat ho.

Dboi khi, toan bo dinh hwdng tap trung cé thé dugce thé hién trong mot cach
thitc dé nhé bang viéc sir dung don thuan nhitng tir tiéu cue. “Toi khong co
gi dé cong hién ngoai mau, cong viéc cwe nhoc, nwdc mat va mo hoi”-
Winston Churchill da néi nhw vay trong bai phat biéu dau tién vGi cuong vi
Thu twéng tai Thuong nghi vién Anh.
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Mot s6 cong ty khang dinh dinh hwéng tap trung ctia minh thong qua ban
tuyén bo vé sit ménh. Rac roi nam & cho cac ban tuyén bo khong dé nhd.
C6 1€ ban tuyén bo vé sit ménh noi tiéng nhat moi thoi dai la “Credo” gém
308 tir ctia Johnson & Johnson.

Sau day la nhitng tir dau tién cta Credo: “Chung t6i tin twdng trach nhiém
dau tién cua minh téi cac bac si, y ta va bénh nhan, t6i cac bac cha me va tat
ca nhitng ngudi khac st dung dich vu va san pham cta ching t6i.” Nhitng

tr con lai rat kho.

Hay thi héi m6t nhan vién ctia Johnson & Johnson rang Credo la gi. Nguoi
do6 chac chan sé tra 19i: “N6 c6 nghia ching ta nén lam diéu ding”. Vang,

tat nhién nhu vay.

Dbinh hwéng tap trung nén dé nhd nhw mot bai thanh ca, mot khau hiéu
chién dau. Mot s6 khau hiéu kha dé nhé dén tir cac cudc chién nhw “Nhé vé
Maine” trong cudc chién gitta Tdy Ban Nha - My hodc “Cudc chién dé két
thic chién tranh” trong Chién tranh thé gigi thit nhat.

MGt cach dé bién dinh huwéng tap trung dé nhé la hay tro trdo. Moi nguoi
thwong phan @ng lai tredc nhitng 161 thach thitc nghe bat hgp ly, tham chi

xuc pham.

Khi Tong thong My John F. Kennedy néi: “Truwdc khi thap nién nay di qua,
toi tin rang nwéc MY tw cam két dat dwgc muc tiéu dat chan 1én Mat trang
va sau do tr@ veé trai dat an toan”, ngwoi dan My ngay titc khac dap lai rang
“vang”, ching ta nén nhw vay va c6 thé lam dugc diéu d6. Nhung néu
Kennedy ndi: “Hy vong trong thap nién tgi hodc sau do, chung ta sé dwa

con ngwoi 1én Mat Trang” thi sé chang ai chu y nhiéu dén 16i néi ctia 6ng.

Céac nhan vién san sang hy sinh dé theo dudi muc tiéu vi dai nhwng ho phai

biét muc tiéu do la gi. Ho phai c6 céi dich dé ngam ban. Chi nhoi ép ho
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“hay c6 cham chi hon” thi chwa du.

Khi vi gidam doc diéu hanh néi “T6i la ngwdi lanh dao ctia cac ban”, cac

nhan viéen sé hoi “Vay chung ta c6 muc tiéu gi?”

Nha lanh dao cong ty sé thu dugc khodn sinh 161 viegt mitrc néu nhw biét

cach noi véi nhan vién muc tiéu mot cach doc dao va dé nhg.
3. MOT PINH HUONG TAP TRUNG LA MANH ME

Mot tir hodc khai niém cang dwgc nhac lai nhiéu lan, n6 cang tré nén manh
mé hon. Bang cach thiét 1ap mot dinh huwéng tap trung cho cong ty, ban tao
ra moi treong ma trong dé dinh hwéng ay dugc lap lai nhiéu lan. Khi do, né

sé dugc gia tang strc manh.

biéu twong ty cling xdy ra v4i cong ching. Khi mét y kién thu hit dugc
nhiéu sy quan tam cha gigi truyén thong, n6 sé mang theo cam giac “khong
thé thiéu”. Khach hang mudn ban thanh cong, ho sé hanh dong theo cach

giup ban thanh cong.

Sdan phdam “hot”, nha hang “hot” hay nhom nhac “hot” khé co6 thé gdp that
bai. D6 la dong luc thiic day phdt trién. Chinh sy’ gy dung niém tin trong
tam tri khdach hang mang dén thanh céng to 16n cho cong ty hodc thuong

hiéu cua ban.

Toi tin chac khach hang sé budn té khi 1an dau tién nghe thay Snapple dwoc
lam tir hwong liéu ty nhién 100%. Sau 25 nam lap lai cai diép khuac “tw
nhién”, Snapple da dwgc thé hé tré ngay nay lwa chon.

Mot s6 nha quan ly thwong dong nhat quy mo vGi sitc manh. Mot cong ty
16n c6 manh hon cong ty nhé? Biéu nay khong han luon ding. Nhung mot
cong ty dinh hudéng tap trung cao sé manh hon cong ty it tap trung. Khi
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Snapple con la mot cong ty doc 1ap, né manh hon khi chi la mot don vi

trong cong ty Quaker Oats thi€u tap trung.

Mitrc do tap trung va thi phan mang dén sttc manh cho t6 chitc. Quy mo chi
quan trong néu né gop phan tang thi phan. Do 1a ly do tai sao nhitng sy sap
nhap c6 thé lam tang hodc giam tap trung. Sy sap nhap cac cong ty giong
nhau cé xu huéng tang tap trung cho cong ty dugc két hop. Nguoc lai, doi
v0Oi cac cong ty khac nhau, né dan dén sy két hgp 16n hon nhung it tap trung
hon.

Sttc manh gitip mot cong ty kiém soat mot nganh cong nghiép, dan né di
theo hwdng gia tang thém sitc manh va sy thong tri.

Ngoai ra, dinh huéng tap trung cling co6 tac dong vi no thu hut ding nhan
lye, gitip ciung c6 sttc manh cong ty. Nhitng cong ty khong tap trung thi
nguoc lai. Nham gitr gidc mo phan mém, IBM da tra 3,5 ty d6-la dé mua lai
Lotus Development. Néu ban la chuyén gia phan mém, ban muén lam viéc
cho IBM/Lotus hay Microsoft hon?

Nhitng nguoi gioi nhat ludn mudn lam viéc véi nhitng ngwoi gioi nhat tai
cong ty t6t nhat. Microsoft da thu hit dwgc nhitng chuyén gia phan mém

sang gia va tai hoa nhat nganh cong nghiép nay.

Khi IBM mua vé Lotus, sé c6 nhiéu nhan vién dinh cao ctia Lotus ra di vi
ho khong muon lam viéc cho mot cong ty phan citng. Giong nhw Snapple,
Lotus da mat di phan nao sttc manh sau vu mua ban nay. N6 da tré nén mat
dinh hvéng tap trung.

Tap trung con c6 sttc manh vi no thoi thuc nhan vién bam chat gia tri va
hoat dong kinh doanh chu chét ciia cong ty d6. Khi mot dam dong tu tap
bén ngoai tran ddu béng ré ho 1én trong dan hop xwéng “Hay phong thu

nao!”, ban c6 thé cam thay sy quyét tdm cao do ctia nhém c6 dong vién do.
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Khi moi ngwoi trong mot cong ty dang nhac lai sy tap trung duy nhat thi
diéu dé dong nghia véi viéc ho dang tap trung va nang cao hoat dong lam
viéc dé dat dugc muc tiéu duy nhat. Chi riéng su nhac lai da la mot yéu t6

thic day sitc manh. “Hay tap trung nao”.

Hay tim cach tang phan kinh doanh hon la lu6n tim kiém chinh phuc nhitng
linh virc méi. Lam dwoc diéu do 1a ban da tang duwgc sitc manh cho cong ty.

Ocean Spray chiém 78% thi treong mt chua My. D6 la sitc manh. Hon
nita, n6 con lién tuc tim kiém cac phwong phap méi dé tang thi tredng mit

chua, gidi thiéu cac san pham nhw mit tdo, mit nho, nwdc ép mit mam xoi.

Tang phan kinh doanh ma ban da biét c6 dé hon ¢ gang tim thi phan ma
ban chwa biét? Néu la mot luat sw, ban nén tim cach tang quy mo hoat dong
phap ly hay nén thué mdt vai ngwdi bao cdo s6 sach ké toan va md van

phong ké toan bén canh?

Hiéu biét can ké tao nén sy can trong. Cac cong ty nam virng ndi tinh nganh
cong nghiép ctia minh thudong cam thay khong thé cai tién nhiéu hon. Sy

canh tranh qua 4c liét va qua gay gat.

Khong hiéu biét sau sac khién ngudi ta bat chap. Mat khac, ho con ty tin
cong kich kich liét vao linh virc kinh doanh ma ho chwa hiéu hét, bao toan

mot tw twdng rang canh tranh binh ldng va dé dang vuwot qua.

Tai sao mot s6 cong ty thiéu dinh hwdng tap trung lai van hung manh?
Tham chi, c6 mot vai t6 hgp twong doi manh, tiéu biéu nhw Asea Brown
Boveri (ABB) ¢ Thuy Sy, Hanson & Anh va General Electric @ My. Co 1€
khai niém dinh huwéng tap trung khéng phai la diéu cot yéu cia quan ly
thanh cong.

Co6 thé nhu vay. Nhung cac nha ly thuyét quan ly nén xem xét sy khac biét
gitta mon khoa hoc nhu vat ly va nghé thuat quan ly. Quan ly khong phai la
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mon khoa hoc ma la nghé thuat. Khong cé quy luat tong thé, ding trong
moi treong hop. Chi cé phat hién dwgc nhitng nguyén tac chung ma c6 thé
hodc khong thé ap dung cho mét tinh hudng cu thé.

Thém vao do, sy thanh cong cuia mot vai tap doan gay ra su lo ngai cho
nhitng nguoi (trong dé co toi) tin vao sttc manh ctua dinh huéng tap trung.

Co6 thé c6 mot vai treong hgp dac biét can xem xét.

Trudc tién vé do tudi. Hau hét cac t6 hgp thanh cong twong doi gia. ABB
112 tudi. GE 117 tubi. Vi vay, da phan ho déu hoat dong trong nganh kinh
doanh gia nua. ABB la nha san xuét thiét bi dién va may phat dién. Va vi
nganh kinh doanh gia c6i nén ho gap rat it canh tranh. Nhitng doi tha canh
tranh thwong la cac xi nghiép tap doan khac.

Nham tim kiém bi quyét nam git vi thé dan dau, mé6t s6 nha ly thuyét quan
ly da nghién citu nhitng gi cong ty dan dau lam sau khi c6 dwgc vi thé nay.
Ho lwu y rang nhitng cong ty dan dau thuwong da dang héa vao céac linh vure
kinh doanh khac nham tim kiém sy ho trg. Ergo, bi quyét thanh cong la trd

thanh mot tap doan nhw General Electric.

Nhitng nguoi giau deo dong ho Patek Philippe va di 6t6 Rolls-Royce.
Nhung ban khong thé tim con duong dén sy giau c6 bang cach mua dong

ho va 6t6 ma nguwdi giau hay dung.

Viéc can lam la hay nghién citu nhitng gi cac cong ty dan dau da lam truéc
khi ho ditng & vi thé d6. Nam 1890, cong ty dén dién Edison (tién than cia
GE) la mot cong ty 10 triéu do-la rat thanh cong. Chinh phat minh bong dén

ctia Thomas Edison da thap sang thanh cong ban dau cho General Electric.
4. MOT PINH HUONG TAP TRUNG LA CACH MANG
Luu y rang, khi phat trién mot dinh hwéng tap trung cho cong ty, ban sé

phai déi mat véi sy chong doi manh mé. Pinh hwéng tap trung la mot khai
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niém don gian, dé hiéu vi thé kho c6 thé dugc cac cong s cia ban tiép

nhan. N6 di ngugc 16i tw duy truyén thong.

Céac nha quan ly dugc dao tao dé hwdng dén phat trién, mé rong dong san
pham, buéc vao nhitng linh viec méi va tan dung suw cong luc.

Tu duy truyén thong hoan toan hwéng tdi sy tang tredng. Néu ban cho rang
tang triedng la tot, khi ay ban sé chong lai no luce tap trung. Thuc té, dinh
huwéng tap trung lam han ché tang tredng bén ngoai Iinh vyc da chon, rat
gidng vdi viéc xén tia cdy cho moc theo hwdng dac biét. Néu muén dinh
huéng tap trung cong ty, ban phai chuan bi pha vo mot s6 GAMP.

GAMP la phuong phap quan ly dwgc chdp nhan pho bién. Trong tam 16i tw
duy GAMP la nhu cau tang tredng. Khong chi tang triudng vé doanh s6 ma
con vé 1gi nhuan. Nhin tir quan diém phét trién, moi no6 luc dinh huéng tap

trung cho cong ty bi xem nhw phan dong.

Tang trudng la triét ly GAMP chu chét, va nhitng con s6 la cong cu do dém
né. T4t ca cac cong ty My déu tin vao ban chat sy tang trwedng va n6 dugc
dya trén nhitng con s6. Néu mot quyét dinh dem vé nhitng con s6 tot dep
(vi du cao hon) thi dé 1a mot quyét dinh hay. Va nguoc lai.

Mot s6 giam doc diéu hanh that sy muon diéu hanh céng ty can ct vao
nhitng con sd. Viéc nay gitp ho thoat khéi trach nhiém xay dung cac quyét
dinh chién lwgc. Tat ca nhitng gi ho lam la nhin vao cac con s6 va thay doi
nguoi ditng dau cac don vi c6 con so khong tang. Nhitng cong ty nay rat tin
twdng vao s phan quyén, dé la vi cong ty phan quyén cling thwong la cong
ty pha dinh huéng tap trung.

Vi sy tang tredng la mot triét 1y va cac con sé la nguwdi phan xtr cho triét ly
ay, thong thuwong cac cong ty My phai d6i mat véi mot twong lai dm dam.
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biéu d6 khong c6 nghia la cac con s6 khong can thiét trong diéu hanh kinh
doanh. Do6i khi ban phai kiém tra chiing dé biét chién lwgc cua ban cé di

theo muc tieu hay khong.

Khi dwa cong ty vao dinh huéng tap trung, hay khdi dong bang viéc cat
giam. Trong giai doan ngan, cac con s6 c6 thé phan anh qua trinh cat giam
nay. Doi khi, ban phai lui mot bwdc dé tién hai buwdce. Thay vi tw hoi liéu
quyét dinh dwa ra sé cdi thién cac con s6 hay khong, hay héi liéu quyét dinh

dy sé cdi thién dinh hwdng tap trung ctia cong ty hay khong.

Néu thu hep dong san pham gitp ctng co trong tam cong ty, thi cudi cung
né6 sé cai thién cac con s6 vGi viéc tang thi phan, minh chitng nén tang cho

sitc manh.

Gia c6 phiéu khong do dugc thanh cong trong tiwong lai cia ban. Co6 phiéu
manh la phan thwdng dep dé cho cac thanh vién ban quan tri va nhitng vu
thau téom chién lwgce tai chinh nhing muc tiéu cudi cung van la vi sitc manh

cua doanh nghiép.
5. MOT BPINH HUONG TAP TRUNG CAN MOT BOI THU

Kinh doanh la canh tranh. Dé ban thanh cong that sw, ngudi khac phai chiu
that bai.

Mot cong ty da dang hoa vdi nhiéu dich vu va sdn pham sé nhanh chong
mat di tam nhin vé dich tha. Thyc t€, cong ty d6 cé qua nhiéu dich thu dén
mitc khong thé canh chirng hét. Biéu do giai thich vi sao mot cong ty da
dang hoa thuong bi danh bai bai nhitng vu tdn cong bat ngo cta cac doi thu.

Néu ban tirng lam viéc cho mot tap doan, ban c6 thé thay ho tap trung vao
ndi bd t¢i mirc nao. Vi du, nhitng nha quan ly trong tap doan hiém khi tham
gia cac cudc hop trong nganh. Ho bé phan 16n thoi gian vao hop ndi bg, c6

gang giai quyét vu viéc ndi bo.
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MGt cong ty 16n nhw IBM c6 hang tram dong minh. Vay, ai la ké thu? Ké
thu tiém an nao cting c6 thé 1a mot trong nhitng dong minh cia IBM. DBiéu

nay khién ca nhan vién va khach hang bi ling ting.

Khi tap trung vao AT&T, MCI déu dan tang tredng, chiém tdi 20% thi
treong dién thoai dwong dai. Thé nhung sy tang trieéng do6 da bi chan lai khi
MCI tham gia nhiéu hoat dong kinh doanh mdi, bao gom lién doanh 2 ty
do6-la v6i News Corp nham phat trién dich vu may tinh try'c tuyén va cac
san pham thong tin khac. MCI ciing tham gia kinh doanh dich vu di’ liéu
v0i viec mua SHL Systemhouse gia tri mot ty do-la; kinh doanh am nhac
vdi viéc ra mat Project Diamond, cho phép khach hang mua dia CD qua

dién thoai.

Dbo6i thu cia MCI 1a ai? D6 la Sam Goody, EDS, IBM, America Online va
AT&T. Thay vi la mot cong dién thoai dwong dai, MCI ty minh bién thanh
mot t6 hgp cung cap moi thit ti dich vu tw van cho dén dia nhac CD.

MCI lo lang? Dwong nhv 1a khong. “Khong ai trén thé gidi nay khong tin
rang MCI v6i sitc manh thi truong va marketing khong thé cat bd 15% bat
ky thi trwong nao. Ching t6i c6 thé bé di phan 16n thi trudng giay va tham

chi khong san xuat giay”, vi giam doc diéu hanh Bert Roberts ndi.

MCI da mat doi tha. Mat khac, mot cong ty tap trung ludn biét ai doi thu va
ho dang lam gi. Cong ty d6 c6 thé phat trién mot ké hoach cu thé dé “thanh
toan” doi thu. Néu can thiét, ho c6 thé nhanh chéng dung 1én nhitng vu tan

cong chong lai.

Doi thu cta Coca-Cola 1a tap doan PepsiCo. Nhung ai la doi tha cta
General Electric? Tap doan nay khéng c6 doi thu va dinh hwéng tap trung

bén ngoai.
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6. MOT PINH HUONG TAP
TRUNG LA TUONG LAI

Can phai nhan manh la cong viéc chinh cta nha lanh dao cong ty khong chi
la diéu hanh c6ng ty d6 ma con xac dinh twong lai. Cong viéc hang dau cta
mot nha lanh dao khong phai la diéu hanh c6ng ty ma la tim twong lai cho
cong ty. Mot twong lai cu thé, bén vitng duwéi ban tay ctia ho. Binh hwéng
tap trung la twong lai khi né dy doan twong lai dang nam & dau, sau doé tién
hanh tirng buwéc cu thé bién twong lai thanh hién thuc.

Khi chon hai ttv ”an toan” cho dinh hudng tap trung cia minh, Volvo khong
nhitng doan dwgc vi tri, pham vi nganh cong nghiép 6t6 dan dau ma con tu
minh hanh dong dé bién twong lai thanh hién thyc. Ngay nay, khong chi
riéng Volvo ma con toan bo nganh cong nghiép 6t6 déu tap trung vao khai

niém “an toan”.

Khi Silicon Graphics deo duoi dinh hwéng tap trung “stt dung may tinh 3-
D”, van chua c6 thi tredng nao cho né. Hién nay, nho nd luc ctia ngwdi dan

dau la Silicon Graphics, thi trvong nay da va dang bung no.

B0 Quoc phong My da dung game chién tranh video 3-D thay cho tap tran
trén mat dat. Nhiéu nganh khac dang tan dung kha nang 3-D dé tao mo
phong cudc song thue. Y hoc, khai thac dau, thiét ké san pham va kién tric
chi la mot trong nhitng nganh st dung phuwong phap nay. Va duong nhién,

video game, hinh anh cdm xic va quang cédo déu dung hiéu tng 3-D.

Khi 3-D phat trién, Silicon Graphics ciing tang treéng theo. Ttr nam 1991,
doanh thu cong ty nay da tang hon gap 3 lan, hién nay la 2,2 ty do-la/nam.
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C6 mot nghich 1y & day. M6t vai nha c6 van khuyén nghi rang cac vi giam
doc diéu hanh nén danh 3/4 thdi gian ciia minh vao viéc tim kiém, lap ké
hoach va chuan bi cho twong lai.

Nhitng gi cac giam doc diéu hanh nén lam la tim twong lai cho cac hoat
dong hién tai. Ban mong moi san pham gi, dich vu gi hay y twdng gi cho
twong lai? Diéu do tré thanh dinh hwéng tap trung cua ban. N6 vira don
gian vira phic tap.

Do6i vGi hau hét cong ty, tim dwgc san pham, dich vu va y kién cé twong lai
twoi sang khong phai khé khan. Cai kho la chon dwgc mot khai niém dé tap

trung. Hau nhw cac céng ty déu khong muodn hy sinh.

Silicon Graphics quyét dinh khéng ddt cugce twong lai 1én 3-D. Ho ¢6 thé
cling da gigi thieu mot dong may tram kinh doanh, tram may ky thuat, tham
chi may tinh ca nhan van phong? Néu vay thi hom nay Silicon Graphics sé

0 dau? Sé chi la mot ké vo danh khac trong thi truong tram may.

Hon nita, d6 1a van dé mau thuan giita ngan han va dai han. Trong thdi gian
ngan, dong dugc mé rong cé thé tao ra nhiéu két qua tét hon cho Silicon
Graphics. Vé 1au dai, dinh hwdng tap trung 3-D dem lai két qua tuyét voi
hon.

Lich st ty 1ap lai. M6t trong nhitng su lap lai tiéu biéu nhat theo quan diém
1ap ké hoach cho twong lai 1a hién twgng “thé hé tiép theo”. Aspirin dugc
thay thé bdi acetaminophen, von duwgc thé cho bai ibuprofen. May tinh gia
dinh 8 bit bi thay bdi may tinh van phong 16 bit va n6 tiép tuc bi chiém cho
b&i mdy tinh 32 bit. Tat nhién la sy thé cho van con tiép tuc, v6i may tinh
64 bit chang han.

Mot vai nganh cong nghiép qua rang budc véi viéc mo rong cong nghé

riéng vao cac linh viec khac ma khong nhin thdy moi de doa tir thé hé tiép
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theo. Pon ct nhw cong nghiép truyén hinh cap qué ban rén vdi viéc tim
cach budc vao kinh doanh dién thoai va kinh doanh video theo nhu cau ma
ho duong nhw khong nhin thdy moi de doa tir cac hé thong vé tinh tryc tiép
nhu DirectTV.

7. MOT BDINH HUONG TAP TRUNG LA HUONG RA NGOAI CUNG
LUC VOI NHAM VAO TRONG

Trong khi cuén sach nay ban luan vé chién lwgc phat trién dinh hwéng tap
trung bén ngoai, thi né van can dugc xem xét va tng dung trong doanh
nghiép. Khi cé dinh hwdng tap trung, doanh nghiép sé biét thué nhan cong

thé nao, nghién cttu cai gi va tung ra san pham gi.

Trong mét thé gidi ma kién thitc mo réng nhanh choéng, dinh hudng tip
trung sé trg giup ddc biét cho linh vuc phdt trién va nghién cttu. Khong mot
cong ty ndo co thé hy vong & trén dinh cao cua sy phdt trién ky thudt thudc
nhiéu linh vuc khdc nhau. Dinh hudng tdp trung bén ngodi gitip dan duong
cho s nghién cttu va phdt trién bén trong cong ty ciing nhw cdc no luc vé

qudng cdo va qudn ly.

Cong ty khong tap trung ludn c6 gang dat duwgc sy can bang. Mo6i mét don
vi diéu hanh doc lap, cé chitc nang hoan thién dugc xem la can bang véi
nhau. Cong ty sé thwong xuyén chuyén déi san pham, nha may va cac hoat

dong khac dé thu vé “su cong bang” va tinh can bang gitra cac don vi.

Khong nén dé cho bat ky nhan vién nao cam thdy rang minh khong dan dau.
Quan ly c6 nghia la lam cho moi nguwdi déu c6 quyeén lgi trwde sy thanh

cong cua cong ty.

Cong ty Texas Instruments (TT) phat minh ra mach tich hgp nam 1958,
nhung trong nhitng nam 1980 cong ty nay van gap that vong 1én. Thay vi

tap trung vao ban dan, TI c6 gang chuyén vi thé dan dau vé con chip cta
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minh sang hang dién tr gia dung, may tinh mini, laptop, may tinh ca nhan

va phan mém.

Hau nhuw moi c6 gang cia ho déu vo ich. Bong ho k¥ thuat so6 that bai. Kinh
doanh may tinh mini bi thu nhd. Kinh doanh may tinh gia dinh budc phai
dong ctra, thua 16 600 triéu do6-la. Duwong nhién, hoat dong kinh doanh chip
la chu dao cta cong ty véi doanh thu 700 triéu do-la/nam va né truc tiép gitr

sang ché ban dan. Néu TI chi tap trung vao ban dan thi sao?

Hay so sanh TI v&i Intel, mot cong ty tap trung vao bo vi xit ly. Trong thap
nién qua, Intel git téc do tang tredng 20% /nam (trong khi TT khodng 5%).
Va ciing trong thdi gian nay, Intel dat doanh s6 vé 45 ty do-la va thu nhap
tinh 8 ty do-la. Con s6 twong tng cua T1 la 68 ty do-la va 2 ty do-la.

MGt cong ty c6 dinh huwéng tap trung don nhan lyce tét nhat va hau hét
nguon lyc vao san pham va dich vu huwéng cho twong lai. Trong khi c6 thé
phai giai quyét vdi sdn pham va dich vu tir qua khi, cong ty kiéu nay khong
ngan ngai dat ching ra khoi ké hoach twong lai.

Thye chat, xay dung dinh hwéng tap trung cho cong ty c6 nghia di chuyén
tlr sdn pham ngay hom qua t&i san pham ngay mai. Trong mot thdi han
ngan, can phai xt ly sdn pham ngay hom qua that hiéu qua. Tuy nhién,
khong nén quén danh thdi gian cho quan 1y ngay mai. Néu khong cé gi thay
do6i, mot cong ty phan quyeén sé lam an hiéu qua hon céng ty tap trung hoa.
Suv phan quyén tao nén dong lwc va cdm giac trach nhiém doéi véi cong tac

quan ly don vi hoat dong va nhan vieén.

Tuy nhién, mét cong ty phan quyén sé phat trién dinh hwdng tap trung nhw
thé nao? N6 khong thé phat trién dwgc. Sy phan quyeén khién ban gidam doc
cap cao mat kha nang chi dao cong ty theo mot phwong phap dac thu. Va
thay doi phwong phap khi cac diéu kién trong thi treong thay doi. Sy phan
quyeén c6 hiéu qua nhung lai khong linh hoat.

https://thuviensach.vn



Tot hon la hay diéu hanh mot cong ty khong hiéu qua nhwng tap trung héa
v6i dinh hudng tap trung manh mé hwdng tdi thi treong. Cac nhan vién van
muon lam viéc cho nguwdi thang hon la ké thua (du ho duwgc tao nhiéu dong
lwc dén thé nao di nita).

Digital Equipment la cong ty md&i nhat tré thanh nan nhan cta sw phan
quyeén. Theo ké hoach tai co cau khong 16, cong ty nay da to chitc lai thanh
nhitng don vi kinh doanh ban ty tri, c6 kha nang tw quang cao, dat gia va
hoach dinh chién Iwgc marketing. Khi dang trong giai doan phan quyén, no6

da phai chitng kién vi thé dan dau vé tram mdy 64 bit ctia minh bién mat.

Trén ly thuyét, cong ty phan quyén khong thé cé dugc mot dinh hwdng tap
trung hodc chién lwgc téng thé. N6 chi hoat dong nhw mot trung tam gom
thu cac két qua tai chinh va phé bién ching t6i cac nha dau tw va phan tich.
Nhitng gi cong ty phan quyén bé 16 dang ti€c nhat la co hdi tién cao 1én va
thong tri khai niém thé hé tiép theo.

3M la mot cong ty phan quyén dugc moi nguwdi wa chudng. Trong khi tiép
tuc xudt xwdng mot loat sdn pham, cong ty nay dwdng nhw van thiéu nhitng
san pham md&i c6 kha nang thay doi to 16n, dwa cong ty dén cap do thanh
cong m@i. Ké chién thang cudi cung la phan mém hitu dung Post it, m4t san
pham dugc gidi thiéu nam 1980.

Doanh s6 cua 3M tang 33% tir nam 1988, nhuwng 1gi nhuén thi hau nhw
khong dang ke.

Thiéu dinh hwéng tap trung, 3M c6 thé dé dang bo 16 mét y twdng 16n an
nau trong phong thi nghiém cua minh. Vi dy, nam 1950, 3M phat minh ra
cach sao chép Thermofax va tré thanh nguwdi dan dau thi truong may
photocopy.
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Tai sao 3M lai khong béo trg cho thi nghiém cua Chester Carlson trong
chup anh dién t&? Biéu nay dwong nhu 1a duwong nhién. Co thé 3M dat riéng
linh vyc gidy va mdy copy ra ngoai hang nghin san pham va khéng muon

dat tat ca qua trirng nghién cttu vao mot cai ré san pham.

Trong khi d6, Haloid quyét dinh chuyén tdm vao may copy. Quyét dinh nay
dan dén sy ra doi cia may photocopy 914 va sy noi 1én cua Xerox
Corporation, mot cong ty hién nay 16n hon 3M. Trong khi Xerox van dang
gdp nhitng van dé vé dinh hudng tap trung, su thanh céng ctia cong ty nay
trén linh vie kinh doanh may photocopy la minh chitng cho nhitng gi dinh
huwéng tap trung thu hep dat dugc.

Mot cong ty ngay nay dang ng6i trén dinh ndi kién thirc lién tuc mé rong.
Dan trai nhitng dong do-la vao viéc nghién cttu tat ca cac goc canh k¥ thuat

dong nghia v6i kéo tam vai léu mong ra that té hai.

Dbinh hwdng tap trung gitip nhitng dong do-la nay chu trong vao mét linh
vure c6 thé dem lai két qua. N6 khong c6 tadc dung phat hién mot cong nghé
m&i ky diéu ma cong ty ban khong c6 nguon lue, nhan luc va kién thire dé
khai thac.

Pundits ché bai Xerox vé sy that bai trong khai thac cac phat hién mdy tinh
ca nhan tai trung tam nghién citu Palo Alto. C6 1é sai lam that sy chinh la

do tién vao nghién cttu san pham sai.

Xerox ty to chitc nhw thé nao dé trd thanh chuyén gia may tinh ca nhan?
Con ngudi va nguon luc dén tir dau? Co 1é ho da tién hanh nhuwng tai day ho
can mot dinh hwéng méi. Nhitng dong d6-la cta ho nén duwgc bd vao may in
laze, mot san pham lién quan nhiéu dén nén tdng may photocopy cta
Xerox. Ddc biét, con t6t hon nita néu danh tién nghién citu may tinh vao
phién ban desktop cua 9700, mot may in laze kho 16n duwgc gidi thiéu nam
1977.
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Duong nhw 1o rang rang, Xerox da ném di co hdi dan dau may in laze va dé
cho Hewlett-Packard thong linh né.

8. MOT PINH HUONG TAP TRUNG LA THU MA MOT QUOC GIA
CAN BEN

Nhitng gi t6t cho mot cong ty ciling la tot cho dat nwde. Tai sao ching ta nén
mua nhitng thit dwgc san xuat tai My? C6 phai vi cam gidc doi v6i dat nuéc
c6 chuyén mon héa khong? Hay né cé nghia moi dat nwde chi san xuat
nhitng san pham ho thich?

Day chinh xac la nhitng gi dinh hwéng tap trung mang lai cho cong ty. N6
diéu hanh nhan lyc va tai nguyén trong mot linh virc san pham ma cong ty

do6 c6 loi thé canh tranh nhat.

Céac quoc gia khong nén chong lai qua trinh dinh hwéng tap trung. Hay dé
su canh tranh chi ra nwéc nao cung cap san pham va dich vu nao. Hay cham
dit tat cd rao can thuwong mai von chi bao vé cho nha sén xuat thiéu hiéu

qua va khong dem lai 1gi ich lau dai cho khach hang lan nhan vién.

Khi cac cong dong, thanh phg, tiéu bang va quoc gia tim thdy mét dinh

huwéng tap trung thi sé dem lai rat nhiéu lgi ich to 16n. My thong tri thé gidi
vé cac san pham nhw may bay thwong mai va may tinh, Nhat Ban vé 6to va
do dién tr, Birc vé san pham ky thuat, Phap vé rwgu va nwdc hoa, Thuy Sy
vé kinh doanh ngan hang va déng ho, Italia vé thiét ké va may mac, Nga vé

rugu vodka va tri'ng cad mudi.

binh hwdng tap trung la tw cing c6. Con ngwoi va dich vu c6 xu huéng
huwéng tGi nhitng noi co tap trung.

Hay xem xét truong hgp Silicon Valley & dong bac California. Khi khu viye
nay trd nén noi tiéng v4i nganh cong nghiép dién tir, né da thu hit co sé ha

tang, giup duy tri vi thé dan dau. Cac nha tw ban, luat sw, ké toan vién, cac
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nha san xuat theo hgp dong cuing nhitng chuyén gia dién t 1 lwgt kéo dén
day.

Branson (bang Missouri) tw quang cao la “tha do trinh dién am nhac cta thé
gi6i”. Hon 40 nha hat nam cach nhau vai cay s6 v@i nhitng cai tén vé nganh
gidi tri nhv Bobby Vinton, Tony Orlando, Andy Williams, Glen Campbell,

Anita Bryant va Osmonds. Noi mot rap hat c6 thé chi da kiém song, con noi

c0 40 rap lam an phat dat. B¢ la sitc manh cta dinh huéng tap trung.

Dbiéu nay cling twong ty treong hgp day pho kim cwong s6 47 ¢ Mahattan
gitta cac dai 10 6 va 7. Pay la trai tim cua quan kim cwong New York. Trén
mot day c6 357 quay hang ban 1é d6 trang sitc. Thém vao dd, quan kim
cwong nay giong nhw mot cuc nam cham thu hit cac nha thiét ké dong trang
sttc, thg cham, thg stta chita, thg danh béng, thg dat méng, tw van vién va

cac nha cung cap dén véi nganh cong nghiép trang sic.
D0 la sttc manh caa dinh hwéng tap trung.
Ban sé tim duwgc nhitng khu vire twong tur tai moi thanh pho, moi quoc gia.

Vi dy, thay vi rai rac khap moi khu vyc trong thanh phé, nhitng nha buon xe
o0t0 cii tu hop thanh “hang 6t6”. Noi mot nha buén c6 thé chi dang “lam an
ngac ngodi”, con s6 dong kia thi dang thinh virgng. D6 1a sitc manh cua
dinh hvéng tap trung.

Nhitng thanh phé ciing twong ti. O vi thé trung tdm va c6 diéu kién ty
nhién thuan lgi, Memphis ti goi minh la “trung tam phan phoi caa nuwéc
M¥”. Federal Express c6 mdt trung tam tai day. (San bay qudc té nay chi bi
anh huwdng bai thoi tiét trung binh 8 tiéng/nam). Xe tdi lan banh 24/24 &
Memphis vi rat nhiéu cong ty dat kho chita hang tai day.

Nhitng gi Memphis lam cho xe tai giong nhi Omaha déi vé6i dién thoai.

Qua nhiéu cong ty danh ba, trung tam dich vu thé tin dung va cac dich vu
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dat cho khach san cung c6 800 hoat dong tai Omaha. Vi thé, n6 dé dang trg
thanh “thti d6 mién thué cia nuwdc My”. N6 ciing la co sé hoat dong cua 3
trong 5 nha chao hang qua dién thoai 16n nhat nwéc My.

Hai thanh phé sinh doi: Spartanburg va Greenville, bang South Carolina, da
trd thanh trung tam cho cac cong ty nwdéc ngoai muon thiét 1ap hoat dong

san xuat tai My.

Khu vire tha pha phat trién nhanh nhat & My la Las Vegas, bang Nevada.
Do la stic manh cua dinh hwéng tap trung.

Nhung cé cac quoc gia va cong dong déu lién tuc tim kiém sy can bang cho
cac nganh. Nhitng gi ho nén c6 gang lam la pha v& can bang nén kinh té
bang cach thiét 1ap mot dinh huwéng tap trung.

ba nhiéu nam, va&i bat dong san bi lam phat va thué cao hon, New York c6
nén la noi hap dan nganh san xuat nita khong? Theo t6i la khong. T6t hon la
hay 1ap mé6t dinh hwéng cho né thanh trung tam tai chinh va vién thong thé
gidi.

binh huwdng tap trung bao gom 8 van dé nhw trén. Duwgi day la 7 diéu khong
phadi la mot dinh huwdng tap trung.

9. MOT PINH HUONG TAP TRUNG KHONG PHAI LA MOT SAN
PHAM

May photocopy 914 la mot san pham sinh 10i nhat tirng dwgc mot cong ty
My san xuat. Nhung Xerox khong hé dinh hwéng tap trung vao may
photocopy. Dinh hwéng tap trung ctia Xerox la photocopy trén “giay
thwong”, mot thudc tinh tién ich ctia may photocopy 914. Giay thuwong la

ngon co dwa Xerox dén vdi thanh cong.
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Ciing twong ty nhw vay, Volvo khong dinh huwdng vao 6t6 ma vao tinh “an
toan”. Binh huwéng cia BMW ciling khong phai la 6t6 ma la “may lai”.
Mercedes dinh huwéng vao sy dat tién va danh gia.

Cho du ban c6 chiém git* dwoc vi thé nao trong tam tri ctia ngwoi tiéu dung
di nita, 4p luwc canh tranh lu6n nam & phia doéi nghich. Néu ban san xuat cac
san pham dat gia, cac doi tha canh tranh sé san xuat cac san pham gia ré. Va
nguoc lai.

To/nhd, sang/toi, thai trang/co 16, nghiép du/chuyén nghiép, v.v... khong c6
loai san pham c6 dinh nao dwgc tat ca khach hang lwa chon. Ludn luén cé
co hoi dé phan doan thi truong.

Néu mot nha san xuat dan dau thi tredng muon trd thanh “moi thi cho tat
cd moi ngwoi”, két qua la danh mat di dinh hwéng von c6 ctia minh. Biéu
ma mot nguwdi dan dau cna thi tredng nén lam la xac dinh yéu té nao cda thi
treong dé dinh hwéng tap trung. Va sau do6 ho trg quyét dinh do bang viéc
dinh gia, dong gbi va phan phoi dé cting c6 dinh huéng tap trung dé.

10- MOT BPINH HUONG TAP TRUNG KHONG PHAI LA MOT CAI DU

Mot vai cong ty nghi rang ho c6 mot dinh hwéng khi thiét 1ap dwgc mot chu
de chung cho moi dong san pham hién c6. Giam doc diéu hanh cta AT&T,
Robert Allen, tuyén b6: “Vé can ban, AT&T la mdt cong ty mang. Ching
toi dem con ngwoi, thong tin va dich vu vao chung mét ché dwdi danh nghia

lgi thé canh tranh trén can ban thoi gian.”

AT&T da khién hau hét khach hang phai ng® ngang véi phat biéu nay, vi
v6i ho, AT&T don gian chi la mot cong ty cung cap dich vu dién thoai
duong dai.

Unisys da chi rat nhiéu tién dé tré thanh mot cong ty “quan 1y thong tin”.

Nhung phan 16n khach hang cé thé sé coi Unisys la m4t cong ty may tinh
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bé&i khai niém mot cong ty quan ly thong tin véi ho rat khé hiéu.

Diéu ma AT&T va Unisys da va dang tim kiém la mot cai du. Ho tin rang
mot cong ty co thé tao ra mot dinh huwéng hay ké hoach dv kién bang cach
sang tao mot khai niém 16n dé bao boc toan bd san pham va dich vu. Véi
khat vong tim mét “y twdng 1én” dé bao boc moi thit, ban giam doc cong ty
di chuyén Ién mdt nac cua chiéc thang triru twgng. Chac chan rang, “quan ly
thong tin” bao boc moi thit nhung né khong c6 nghia la tat ca.

Vao bat ky thoi diém nao, mot cong ty ciling ton tai ba loai san pham: (1)
san pham cua ngay hém qua, sé bi loai bd; (2) sdn pham ngay hom nay,
mang veé 1gi nhuan chinh; va (3) san pham cta ngay mai, dai dién cho twong
lai ctia cong ty. Mot dinh hwéng tap trung la cay cau dan cong ty do tir hién
tai dén vai twong lai.

Nhitng gi ban tap trung, nhitng gi ban ban va nhitng gi ban dwa vao dé kiém
tién c6 thé 1a ba thit khac nhau. Lotus tap trung vao phan mém nhém nhung
hau hét thi doanh s6 ctia ho 1a tir bang tinh, phan mém mady tinh ca nhan.
Tuy nhién, ho chi kiém tién dwa vao Lotus 1-2-3, sdn pham bang tinh tién

phong.

Xét mot khia canh nao d6, moi cong ty déu thiéu tap trung. Khong san
pham nao ton tai mai dé mot cong ty co thé git vitng dugc dinh hwéng tap

trung cua ho.

Muc tiéu cua dinh huwdng tap trung dan cong ty di theo huwéng mach lac. N6
c6 thé dem lai vi thé dan dau bang y twdng hon la bang tinh cach.

11- MOT PINH HUONG TAP TRUNG KHONG NHAM DEN TAT CA
MOI NGUOI

Khong mot san pham hay dich vu nao c6 thé hap dan dwgc tat ca moi

nguwdoi. Chung ta ludn muén khac biét véi nhitng ngwdi con lai hoac chon
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mot thi ma hau hét nhitng ngudi khac khong chon. Biéu nay thé hién &

trang phuc, kiéu téc, phong cach song, san pham va dich vu.

Vi vay, no lyc 16i cudn tat ca moi ngwoi la sai lam 16n nhat ma mot cong ty
c6 thé mac phai. Tét hon la hdy giam sat khu virc ciia minh va tir bé nhitng

khach hang con lai.

Hay lay vi du cac cudc bau ctr tong thong & My. Bat dau tir nam 1824, khi
bau ctr dan cha anh hwéng trye tiép dén tong tuyén ctt, khong ng cit vién
nao nhan dugc hon 61,1% phiéu bau ctr toan quoc. Nhung, du c6 s phiéu
khong cao, Abraham Lincoln (55,1%) va Franklin Roosevelt (60,8%) van la
hai vi tong thong noi tiéng nhat moi thoi dai. Trong 43 ky bau cir toan quadc,
tng ctr vién tong thong nhan phan tram phiéu cao nhat la Lyndon Johnson
nam 1964. Nguyén nhan vi doi thu ctia 6ng, Barry Goldwater, 1a mét trong
nhitng ng c vién yéu nhat.

biéu nay cling twong ty doi v&i sdn pham. Mot nha san xuat don 1é rat hiém
khi chiém linh dugc 50% thi truong minh tham gia. Va kha nang dat dugc
phan 16n thi phan sé nhiéu hon khi ban c6 mot dinh hwéng tap trung hep.

Khi ¢0 tinh di theo tap trung rong, ban chi thu vé phan nhé thi phan. Nhung

cac cong ty van c6 gang lam viéc nay.

Vay con viéc tang doanh s6 thi sao? Mot cong ty sé phat trién nhuw thé nao
néu khong tang thém sitc hap dan cia minh? Cé mot cach la hay hwéng téi
toan cau. Hau nhw khéng c6 mét sén pham hay cong ty nao thanh cong &
nwdc My thiéu thi tredng nwdc ngoai tiém tang. Thu hep dinh hwéng tap
trung trén toan cau t6t hon nhiéu lan so v6i mé rong dinh hwéng tap trung
trong nuac.

Trong thé gigi hwéng dén s rong 16n, mot phuwong phap thu hep doi khi
kho dugc chdp nhan. Tai sao chiing ta khong thé thu hiat dwoc tat ca moi

https://thuviensach.vn



nguoi? (Hién nhién la c6, nhung n6 khong hiéu qua).

Phuong phap tw duy bac bé mot luan dé sé chi ra sy ngu xuan hoan toan khi
c6 cong thu phuc toan bo thi treong. Vi 150 nghin doanh nghiép & My, gia
stt moi doanh nghiép déu c6 gang tham nhap moi thi tredng va trong moi
thi treong co thu phuc moi khach hang thi sao? Khong ai c6 thé manh &

moi linh vuec.
12. MOT BPINH HUONG TAP TRUNG LA KHONG KHO XAC PINH

Mot cong ty 16n v6i hon 20 nghin nhan vién quyét dinh tim ra mot dinh
hwéng tap trung ding dan. Viéc dau tién ho lam la chi dinh ra mot hoi dong
vdi yéu cau trinh bay lai cdo cdo cho tong giam doc sau khi phat trién mot

chién lvgc mai.

Mot dinh hwéng tap trung khong kho xac dinh nhwng chac chan sé bi lac
huwéng trong dam déng. Mot hoi dong khong thé tim ra mot y twdng don
gian. Cang nhiéu ngwoi tham du vao qua trinh nay, dinh huwéng tap trung
cang phitc tap va cang cé nhiéu huwéng phat trién khac nhau.

Mot dinh huwéng tap trung luén don gidn. Néu ban muén nham dén mot y
twong don gian, ban khéng thé nao cé duwgc véi mét qua trinh phie tap.

13. MOT PINH HUONG TAP TRUNG KHONG HIEU QUA NHANH
CHONG

Trong thoi gian ngan han, thu hep dinh huéng tap trung sé phai tra gia bang
chinh cong cudc kinh doanh ctia ban. Cé it ngwdi mudn va chap nhan san
pham hay dich vu cta ban trong thdi gian dau nay. Doanh s6 cta ban cé thé
sé it di khi ban loai bé bét san pham va dich vu dang cung ng. Ngay ca
mot dinh hudng tap trung manh mé cling khong thé hiéu qua trong thoi gian

ngan ngui.
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Tat ca nhitng gi ban can phai lam la thit nghiém mdt s6 phwong phap khac
nhau. Cai nao chitng té dwgc hiéu qua, trién khai ti€p. Cai nao khong chitng
t6 dugc, loai bo. SGm hay mudn, cong ty ctia ban cling sé tao dwgc dong luc

thang tién.

Nhitng gi c6 thé chitng té hiéu qua nhanh chéng rat hiém khi duy tri hiéu
qua 1au dai. Mot cong ty san tim thanh cong nhanh chéng thwong sé két
thic bang sy that bai. Ban can phai c6 can ddm lam nén quyét dinh tap
trung va sau do dgi phan &ng cta thi truong. N6 khong phai la chuyén mot

s6m mot chiéu.

Ban can phai kién nhan. Mgt tau chién khong thé nao nhanh chéng quay

dau trong mot dong song nhoé hep.

14. MOT BINH HUONG TAP TRUNG KHONG DONG NGHIA VOI
MOT CHIEN LUQC

General Motors c6 mot chién lwgc. Ho muon trd thanh cong ty van chuyén

hoan thién. Vi thé ho da mua ca hang chuyén ché Hughes Aircraft.

Theo nhiéu cong ty, chién lwvgc khong han ché 1én cac hoat dong cong ty.
Vi General Motors, bat ky mot thit gi c6 thé bay dwoc, lan dugc hay tregt
duwgc déu phu hgp véi chién lwgce van chuyén cuaa ho.

Bat ky thit gi trong may tinh (phan citng, phan mém, mang, vién thong) déu
phu hgp véi chién lvge bao pht toan bo thi treong ctia IBM. Chién lwgc
nay ciing bao gom viéc mua lai Lotus. Chién Iwgc cho rang mot cong ty c6
thé thu phuc 100% thi phan that sy 1a diéu khong thé, vay nén né sé luon
that bai.

Mot dinh huwéng sé thu hep cac hoat dong cta t6 chirc dén mic t6i da chi
thong tri mot phan doan nao do cua thi treong. Khi ban sé hitu dwgec mot
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phan thi tredng, do 1a siic manh. Khi ban chi la mét tay choi nho, d6 khong

phai la sttc manh.
15. MOT PINH HUONG TAP TRUNG KHONG TON TAI MAI MAI

Du sém hay mudn, mot dinh hwéng tap trung c6 manh mé dén dau roi cling
phai dén lic 16i thai. D6 1a lic ma mot cong ty can phai tai dinh hwdng tap

trung.

Mat khac, mot dinh hwéng cling khong phai la mot xu hwéng thoi trang dé
c6 thé thay doi vai nam mot. Thong thuong, chu ky doi séng cia mot dinh
huéng tap trung dugc tinh theo don vi thap nién.

Digital Equipment cting c6 mot dinh huwéng tap trung “may tinh mini”, giup
cong ty nay trd thanh nha san xuat mdy tinh 16n thit hai thé gi¢i. Thé
nhung, thi truong da chuyén sang wa chudng may tinh ca nhan. Digital c6
thé khong tim thay cach dé bang qua chién hao.

IBM tirng dinh huwéng tap trung vao loai may tinh trung tam giip cong ty
trd thanh mot td6 chitc manh nhat va duwgc wa chudong nhat trén thé gigi. Roi
thi truong phan chia. IBM da no luc dé c6 thé cung cap moi thit va... ho da

mat di dinh hwéng cia minh va... that bai.

Eastman Kodak tirng c6 mot dinh hwéng tap trung — nhiép anh diéu da gitp
cho ho thong tri thi trvong chup va ghi hinh trén thé gidi. Ngay nay, thé gi6i
da chuyén sang vGi anh dién tir va Kodak can phdi tim ra mot con duwong,

mot dinh hwéng can c6 dé cé thé bang qua chién hao.

Federal Express titng c6 mét dinh huwéng — “chuyén hang trong dém” diéu
nay da tao thanh mot cudc cach mang cho nganh van tai hang khong va
gitp nguoi sang lap Fred Smith tré nén giau c6. Ngay nay, khi nganh van
chuyén hang khong da toan cau héa, Federal Expcess can phai c6 mot dinh
hwéng tap trung mai.
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Cong ty ctia ban ra sao? Ban c6 van con dang song vdi cac chién lwgc kinh
doanh ctia ngay hém qua? Twong lai thudc vé cac cong ty phat trién dugc

mot dinh hwdng tap trung manh mé trong hom nay.

binh huwdng tap trung, twong lai cia cong ty ban phu thudc vao diéu nay.
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