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Gioi thiéu

Nghé thuat 1anh dao ctia nguoi chau A trinh bay nhitng nguyén tac quan ly va
tai 1anh dao tuyét voi cuia cic bac hién triét Trung Hoa, Nhat Ban, An D9,
Thai Lan.

Cubn sach duoc viét dua trén kinh nghiém thuc té ctia chinh tac gid - Khun
Korsak Chairasmisak - Chii tich thudng truc hoi dong diéu hanh kiém CEO
ctia cong ty TNHH C.P. 7-Eleven Public, Thai Lan. Dé diéu hanh kinh doanh,
Khun Korsak da tich hop mot cach thong minh cac quan niém A Pong chon
loc cung nghé thuat va khoa hoc lanh dao hién dai

Pay 1a mot trong nhitg cudn sach cé gia tri hién nay vé quan 1y kinh doanh
va ngh¢ thuat 1anh dao, vi n6 dugc trinh bay theo phong cach chau A.
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.01 noi dau

Trueée hét - va ludn luén - ching ta hoc tir khach hang ciia minh. Ho la nhitng
thdy gidao bdc cao va tdat nhién la tiéu diéem hang ddu cua chung ta.

Tuy nhién, doi khi chung ta dat trong tam vao khach hang va viéc kinh doanh
ciia minh ma quen hoc & mot nguon rdt phong phii la nhitng ngwoi ban bdn
lé. Quan sdt nhu’ng thanh cong va thdt bai ciia ho la viéc binh thwo‘ng thoi,
nhung hiéu cdi an y tai sao mot sé chién heoc lai thanh cong nhiéu nhat thi dé
méi la thuc hoc. Khi say swa ddy manh nhitng séng kién ciia minh, chiing ta
c6 thé xao nhing viéc dp dung nhitng phirong phdp nay cho dén khi c6 mét
kinh nghiém bung sang, giuc ta bat ddy va ghi chép lai.

Poc cuon sach ciia Khun Korsak - “Nghé thudt lanh dao cua nguoi chau A7,
16i thdy qua ding la mét kinh nghiém ma éng ting kinh qua. N6 vira nhu
cuon sdach vé long cho nguwoi ban 16, lai vira c¢é cdi nhin triét hoc givp éng
thanh cong.

Cdch diéu hanh phwong Tay ldy loi nhudn lam dinh cao, trong khi cdc CEO
chau A lay sw hai long ciia khach hang lam trong.

Cuon sach nay chi cho ta thay lam thé nao dé hoc tir nén triét hoc chdau A,
kiéu suy nghi va diéu hanh da dwoc tiéu chudn hoa, trong khi nén van minh
chdu Au con giai dogn so khai.

Tai sao nén doc cuén sdch nay? Truoc hét vi Khun Korsak la mét mau nguoi
thanh cong. Lam CEQO cho 7-Eleven voi hon 25.000 cua hiéu, Khun Korsak
dwa né lén thanh mét trong nhitng doanh nghiép thanh céng nhdt va phdt
trién nhanh nhat ¢ Théi Lan. Loi nhudn t6t nhat ciia hé thdng toan cau la mét
trong nhitng 1y do khién 7-Eleven tré thanh nha ban 1é I6n nhat thé giéi.

Thir hai, trong cuén sdach nay chiing ta tim thay chién lwoc dang vin hanh
ngay thoi diém nay tai 7- Eleven. Do khong hé la ly thuyét, ma la y twong va
kinh nghiém hitu ich da cai thién viéc kinh doanh cua ong.
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Cudi ciing, nhitng nguyén tdc néi bét vé diéu hanh ma Khun Korsak gidi thiéu
c6 thé coi la vitng bén mdi mdi va ¢ gid tri toan cdu, bao trim 1én nén céng
nghiép ban 1é, cung cdp nhitng goi ¥y va kinh nghiém ma bat civ mét doanh
nhdn nao ciing can hoc héi.

Khun Korsak da nam bat dwoc nhitng yéu t6 co ban givip cho CEO hoat déng
hiéu qua. Hiéu biét ciia 6ng vé phwong Déng va phwong Tay cho ta mét vién
canh déc dao vé diéu hanh toan cau. Gia dinh 7-Eleven vui mirng c6 Khun
Korsak la nha lanh dao thuc sw trong dai gia dinh 7-Eleven.

James W. Keyes
Chu tich & CEO

7-Eleven, Inc.
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7. A 1 ~ 9 A A A \ J A s A N e \

Khai niém CEOu da tré nén than thudc du co6 thé nhi€u nguodi con chua
hi€u ky. Pai truyén hinh Trung wong Trung Quoc lan dau tién dua ra chuong
trinh kich truyén hinh vé CEO, va sach CEO duoc bay ban ndi bat trén cac
gia sach.

Ngay nay ¢ My, CEO cua cac cong ty 1on dugc ngudi dan kinh trong ngang
hang v6i cac thanh vién ndi cac chinh phu. O Nhat ciing vay. Cac CEO tam
cO nhu thé that su 1a nhiing c6 may cua cong cudc phat trién kinh te.

Ong Korsak Chairasmisak, tdc gia cudon sach nay, la mot trong s6 CEO cua
C.P. Group Thai Lan. Khi m& cuon sach nay, diéu gay an tugng cho toi la
“mui nhang kho6i” cua nén van hoa chau A, ngon dén tho sang mai.

Nhiing cira hiéu tién nghi ciia 7-Eleven v&i ong Korsak 1am CEO, nhu mau
hinh rat hién dai voi 6 tang lau mo cira bay ngay thong thuong & Thai Lan, va
mot trung tAm ciing dd duoc ra mat & Thuong Hai. Ong di dung tri khén va
sttc manh dé 1am minh ndi bat hon ngudi khac. Du 13 nha doanh nghiép hién
dai noi tiéng phong luu, 13 mot ngdi sao hién thoi cua gii kinh doanh, ma
duéi bo trang phuc kiéu Au, d6i gidy da va phong cach thoi trang Ay, lai 1a
mot nhan cach khac. Ciing nhu bao bi hang hda, bén ngoai c6 thé giébng nhau
nhung tiéu chuan va pham chit bén trong khong hé dong nhat. Ong Kosak 1a
nguoi say mé van hoa co truyén Trung Qudc. Ong thong thao tac pham cua
cic nha hién triét nhu Khéng Tu, Manh T, Lao Tw, Trang Twr, Han Phi T,
Tuén Tir. Tat ca déu 1a tAm giao véi 6ng.

Ciing tu nhién thdi, ong dic biét yéu thich mon “Co vay” ¢b ciia chau A. Ong
danh gi4 “Co vay” nhu danh gia doanh nghi€p cua minh. Thir lam Ong say mé
vo tan do 1a “Co vay” va “DPao” - chi sau kinh doanh. Pao 1a cung nhau hay
b6 sung cho nhau. Trong cubn sach clia minh, 6ng dic biét dé cap dén Lio Tir
va Trang Tir, hai dai dién cho Pao gido va thuyét cai tri bang vo vi (khong 1a
gi, khong lam gi), suy nghi diing nhu thién nhién da giup ong dat két qua 16n
hon trong khi cong strc bo ra it hon. Tuy nhién, dng 13 vé vi 1an Adu vi (13 cai
gi d6). Ong ludn giit “cong viéc cong dong” trong trai tim minh. Toi nghi diéu
ay giai thich thé gi6i than linh cua Kosak khong chi chiu 4nh huong cua Pao
gido ma con ca Khong gido. Nét khac biét trong truyén thong tri thic co
truyén Trung Qudc 1a sy hiép luc gitra Pao gido va Khéng gido. Véi Kosak,
“Co vay” va kinh doanh 14 sy hiép luc Khong - Pao. Ong biét ring cac hoc
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gia Trung Qudc thuong van dung Khong gido trong cong viéc va doi song.
Nhung khi gip khé khan ho lai dua vao Pao gido dé tim 16i di. T6i nghi d6 1a
1y do tai sao nén vin héa cta dan toc Trung Qudc co thé co gidn dé thich nghi
v6i1 hoan canh khac nhau.

Va “Co vay” giup ong tiép can voi nén van hoa Trung Quoc Ong da bay lan
dai dién cho Thai Lan tai giai quan quan “C& vay” qudc té. Ong con gang sirc
phd bién “C& vay” & Thai Lan qua truyén hinh va bao chi, 6ng to chuc giai
“Co vay” trong cac truong dai hoc & Thai Lan, moi cac kién tuéng “Co vay”
tir Trung Qudc, Nhat Ban, Triéu Tién vé huan luyén.

Ong con t6 chitc mot san choi kha 16n tai trung tim Bangkok cho moi ngudi
choi “C& vay”. Nho nhitng nd luc ctia dng, Thai Lan ngay nay da c6 hon mot
tri¢u ky thu yéu thich “Co vay”. La chu tich hoi “Co vay” Thai Lan, 6ng dugc
coi nhu 14 nguoi cha cua “Co vay” dat nude nay.

La mot doanh nhan ludén nghi vé sy sdng con va phét trién, 6ng phai tim ra
cach tru viing trude nén kinh té toan cau. Nhung c6 nhiéu yéu t6 bat dinh va
an gidu d6i v4i cong viée. Chiing ta co thé so sanh tinh trang ndy véi sy thay
d61 361 diém ctia ban “Co vay”.

Nhitng ¥ twéong diéu hanh doanh nghiép ctia Korsak da tién dan dén chiéu sau
an gidu cta “Co vay”. Gitra CEO va “Cd vay”, Korsak da khang phan biét.
Trong “ban” c6 “t61” va trong “t61” c6 “ban”; dung “Co vay” trong kinh
doanh va dung “Co vay” lam ¥ tudng diéu hanh. C4 hai nhu muoi va nudc,
hoa tan va khong thé phan biét, tao nén madt san phém CEO “Korsak” dic sac.

“Cod vay” c6 nhidu ngudi ham mo giao dau vi sy d6i moi, giau tri tudng
tuong, va an chira mot luc day lam no bién d6i khong ngimg. Nhung “Co
vay” tuong tu sy kiém tra vé tinh thich nghi, su quyét tAm va kién tri ctia mdi
con nguoi. Ai nhan ra didu d6 thi dé tim ra thang loi, nhung thang loi thudong
dén sau biét bao that bai.

“Co vay” 1a mot thé gidi rong 16n. Vai tro cia CEO chi 1a mot quéan co trong
thé gidi ay, nhung la vai tro dinh hudng va tao nét dac trung, sang tao y tudng
va su giau co.

Chi dén khi nguoi phuong Tay cb ging kham pha cac phuong phap phuong
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Péng, thi & phuong Pong mai nhan ra rang minh da cd gang di theo phuong
Tay v6i d6i phan mu quang. Chi khi da nd lyc dén kiét sirc, ta nhin lai va
nhan ra rang minh da quay vé noi dng cha xua van ding, chinh xac 1a noi ma
ta da gang thoét ra - Korsak viét nhu vay. Trong cuén sach nay, Korsak mudn
tao mot khuynh hudng, mot phong cach - trd vé phuong Pong, khong chéch
hudng khéi phong cach ¢ truyén.

CEO cubi cung ciing phai vé huu, toi chi mudn 14t dén trang cudi cudn sach
nay. Gap cudn sach lai khong co nghia 1a két thuc, nhu 1a tinh yéu sau tham
va sy hién dang cta Korsak cho nén van hoa phuong Péng. N6 1a Pao “Co
vay” va la “bao Con nguoi” cua Korsak.

Chen Zude
Chu tich

Hoc vién c¢o vay Trung Quoc
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Chuong 1: NGUOI PI SAN, KE PANH BAC VA
CEO

C6 bao gid ban cam giac nhu t6i? Khi dimg bén quay rugu ddi mit véi vo van
loai ruou ta s& réi mat dén mic khé chon duoc loai nao. Chung dudng nhu
cling gidng nhau ma ciing chang gidéng nhau. Khac nhau vé nguyén liéu tho,
vé thuong hi¢u, tham chi khac ca vong do1 san phém, tat ca lam nén sy khéc
biét vé chat lwong va han nhién khac ca vé gia ca.

Tuong tu, nhitng ngudi chung dién bé ngoai voi complet, ca vat co thé thoang
nhin ho tréng giéng quan chirc, nhung nghién ctru ky ta s& thay ban chat ho
khac nhau, ctr nhu hang hoa khi ta cdi bo bao bi gidng nhau ra méi boc 16
chét luong hoan toan khac biét. P dung 13 chat luong cua cai “cdt 151 bén
trong”, khién nhimg nguoi trong giéng quan chirc ay c6 nhimng sé phan khac
nhau trong con khung hoang tai chinh danh vao Thai Lan nam 1997.

Theo t61, c6 3 dang thuong gia:

1. Nguoi di san

2. Nguoi danh bac

3. CEO

T6i s& phat trién dé tai nay:

1. “Tho san” 1a dang thuong gia c6 sttc cam nhan hon nguoi, ho luon “ngtri”
thay cac co hoi moi. Mgt “nguoi di san” c6 thé hoa dong véi tang 16p thugng
luu. Ho wa sy hoa dong xa hdi vi né cho ho co hdi hoc lam mot du an moi
trudc hon nhitng ngudi khéac. Ho cling s€ ¢4 gang tién budc dai trong quan hé

v6i nhitng ngudi ¢ quyén quyét dinh dé gianh ldy nhitng du 4n ma ho khao
khat cho chinh minh.

2. “Ngudi danh bac” thi san sang danh cuoc to néu giai thudng cao. Mot
“nguot danh bac” luén cam cai vi dé ma, san sang tung ti€én coc vao hang hoa

https://thuviensach.vn



hoic viéc kinh doanh ma 6ng chang biét ti gi, chi vi ong ta ngau nhién nhin ra
mon loi nhuan kéch st. Thdy nguoi ta c6 loi nhuan khong 16 bang viée xdy va
ban chung cu, Ong ta tai ngudi di vi ghen ti, va trong nhay mét éng trd thanh
nguoi phat trién bat dong san ma mai rat 1au vé sau ong ta mai biét cong thirc
dung vé “bé tong gia cudng”. Ong ta, theo cach nodi khac, 1 “nha dau co”, ma
con sb rat dong nhitng ngudi dy ta co thé thdy ho hay lui téi cac san chimg
khoan trén toan thé gidi.

3. Mot CEO (Chief Executive Officer) 12 ngudi co kién thirc uyén tham vé
linh vic ctia minh, 6ng nhin tong quat va chi dung mot ngén tay dé bat mach
nhip dap cua doanh nghiép. Ong hoa minh véi cac nha quan 1y va nhan vién
trong cong ty, thau hiéu trai tim va khéi 6c ctia nhimg nguoi dudi quyén. Ong
c6 trach nhiém dua cong ty dén vé6i thanh cong, nghia 1 xdy dung cong ty
khong chi co6 191 nhuan cao ma con mang lai gia tri 16n cho toan xa hoi.

Xin ké ban nghe mot chuyén ngu ngoén. Nguoi di san no bat dugc con nai,
ong ta nudng an cho dén luc no, ném phan con lai di roi bat dau tim sin thu
méi. Phan thit con tot éy nhanh chong bi thdi rita hodc trg thanh thic 3n cho
lii kén kén.

Con dbi vai nguoi danh bac, khi nhin théy al san dugc con huou, by ndo 6ng
ta 1am viéc hét cong suat va di dén két luan rang: vi nguoi thanh phd khong
co méy co hdi an dugc thit rung, han ban ¢ d6 s& duge nhiéu loi nhuan. Ong
ta mua bang duoc thit huou du chang biét thi truong thit huou & thanh phd ra
sao. Piéu 6ng chang biét ma 1& ra phai biét 1a luat cAm budn ban tha hoang.
Cubi cung ong khong chi khong ban dugc hang ma con bi “mét ca vén 1an

N,

1o1”.

“CEO c6 trach nhigm dwa cong ty dén véi thanh cong, nghia la xdy dung
cong ty khong chi co lgi nhudn cao ma con la noi mang gid tri lon cho toan
xa hgi”.

Néu con huou 4y trong tay mot CEO, 6ng s& phat trién thanh hé thong ké
hoach dé sung va da dugc cat riéng va ban nhu hang cao céap, con thit thi ché
bién (uép muodi, say kho hoac dong hdp) nham cat trit ban sau.

Ngudi tho san tan hudng thi di sdn. Bit xong huou rdi, nhin thdy lon 1i, ong
1ap tic chay theo bat lgn 101 ma quén di rang moi loai thi c6 dac diém riéng
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va phai bat theo cach riéng. Cubi ciing ngudi dudi theo “nan nhan” ma chang
co k§/ nang lai bién thanh “nan nhan”. P6i khi con huou vira bat chua duoc
nhét lai an toan, ngu’m tho san thoang thiy bong con hwou khac di voi va
dudi theo. Sin sudt ngay ra vé tay trang, con con huou bit duge trude do thi
da tron thoat. Kiét strc va tuyét vong la két cudc cua ong.

Piéu dé nhéan ra rang giéi thuong gia Thai rat nhiéu nguoi c6 khuynh hudng
la ké di san. Chinh phu “khong hoan toan dan chu” danh cho nhiing nguoi di
sin nay nhitng 16i md. Ho vui thu di sidn nhitng dy an cong cong va cac loai
nhuong quyén cho dén luc that no da mai thoi.

Tuy nhién moi diéu d3 thay d6i. Ngay nay moi loai thuong mai doc quyén
déu duoc theo doi chit ché vi bi cong ching khinh mi¢t. Mgt doanh nhan
thanh dat phai c6 kha ning thich img véi thay doi ciia hoan canh. May thay,
trong mot t6 chire, hai dang nguoi, mot “ngudi di san” va mot CEO cung
song song ton tai, ca hai déu tinh thong. Mot t6 chic s& thanh dat néu hai
dang nguoi ndy hop tac v6i nhau. Thudng “nguoi di sin” 13 nguodi cha vén
hoic doanh nghiép va 1a nguoi thué CEO chuyén nghiép dé quan tri cong ty
ctia minh. Nhitng c¢6 dong chinh nay phai c6 “tdm nhin” va oc khai quat dé
chon dung cac vi tri nhan vién va ngudi Gy quyén du ning luc ra quyét dinh
trao cho ho hoan thanh hiéu qua nhitng nhiém vu ciia minh. Day chinh 1 cach
ma nhiing ngudi ¢6 nang luc vuot troi kia nhan ra dugc kha nang, tham chi ca
tiém ning san co, cia moi nguoi.

Mait khac, trong mot vai doanh nghi€p, nguoil chu ty minh l1a nha quan ly
chuyén nghiép. Ho st dung thoi gian chu yéu dé di€u hanh kinh doanh. Boi
vay, ho phai mo1 nhitng “ngudi di san” d€ mé mang cac co hoi kinh doanh.

Trong thé gi6i thyc tai, x3 hoi bao ham rat nhiéu loai nguoi. Nhung vi twong
lai, t6i mubn c6 nhiéu CEO chuyén nghiép hon, vi ho giup gia ting sitc manh
cho cac t6 chirc va doanh nghiép. Cang nhiéu doanh nghiép manh va bén
vitng thi cang c6 co hoi tét hon dé dat nude tru viing trong nhitng con khing
hoang dang xay ra hdm nay va co thé s& xay ra trong tuong lai.

Cang nhiéu doanh nghiép manh va bén viing thi cang cé co hét tot hon dé
dat nwoc tru virng trong nhitng con khiing hodng.

Do chinh 1a nguyén nhén chinh to1 viét cudn sach nay!
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Chwong 2: PHAM CHAT CHUYEN NGHIEP CUA
CAC CEO CHUYEN NGHIEP

Cat giam viéc lam 1a tén mot trd game sau khi dong baht Thai bi tha noi nam
1997. Vao thoi ay, kinh té suy sup, sttc mua giam manh. Tinh trang ay nhu
mot ap lyc dé ndng 1€n cac nha quan ly chuyén nghi¢p 1am boc 10 long diing
cam dich thuc cua ho. Trong thoi gian khung hoang, tham chi cac cong ty 16n
c6 thé nhanh chong sup d6 néu khéng cé sy lién két sic manh dé vuot qua
kho khan. Cac chi doanh nghiép lo ling cit giam chi phi dén mic thap nhat
c6 thé. Nguoi 1am cong thi trai lai, ging kiém duoc loi nhuan va tién luong
cang nhiéu cang t6t. Mau thuin lan rong trong cong ty, noi ma “gidi chi” va
“gi6i tho™ thanh hai phe ddi lap vi ho ludn cam thiy phe kia ddi xir v6i phe ta
ching cong bang.

“Gi6i chu” cho ring ho phai chiu 100% ruai ro tai chinh, nén c6 quyén cat
giam luong gio1 thg va cat luon moi khoan phtc lgi nham nang do tinh trang
tai chinh cua minh.

Nguoc lai “gi6i tho” nghi rang ho thuong xuyén 1am ra loi nhuan. Khi cong
ty ¢o loi nhuan cao, luong ho lai khong tang tuong xing. Nhung khi lo1
nhuén giam, giéi tho phai ganh chiu du 16i khong phai ctia minh.

Nhiing tranh luin kiéu nay khong bao gior ¢6 hdi két vi né sinh ra tir mot vién
canh khong thé hoa giai duogc.

CEO 1a nguoi c¢6 thé 1am cau ndi giita hai phe.

Vi CEO ciing 12 mot “ngudi 1am thué nén ong hiéu ndi buc xuc va dé sé chia
“nghiép chudng” ndy cung ho. Bét cr bién phap nao 6ng dua ra déu nham
vao loi ich ngudi lam thué, rat it khi phai chéng ddi lai. Mic dau trong mot s6
cong ty, CEO con 1a ¢6 dong nhung ti 1¢ ¢6 phan rat thap so ngudi chu thyuc
su.

Nhu 1a mot dién cb, t6i mudn chia sé véi ban kinh nghiém cua t61 trong cudc
khung hoang ndm 1997. Toi quyét dinh ngung tang lvong hang ndm von da

https://thuviensach.vn



thanh truyén thdng cho cac nhan vién trong cong ty, ca nim mdi 1998, rdi
suot nam 1999 va cho dén quy ba ctia nam 2000.

Chung t61 sir dung co hoi ma cudc khing hoang mang lai dé hién dai héa hé
théng thuéng. Thi nhat, ching toi thay doi hé thong thuong hang nim cb
dinh bang viéc xem xét hang quy dé trao phan thudng dic biét cho cic nhan
vién néu cong ty c6 mirc lgi nhun cao hon.

Thr hai, méi quy ching t6i déu c6 bang thanh tich cta nhan vién. Nhimng
nhan vién xuét sic hang “A” ba lan trong bang xép hang s& dugc tu dong 1én
lrong ma khong can dén cudi naim. Nhitng ngudi thiéu chuyén tdm, thanh tich
chua dat thi phai khang dinh minh hon va cham chi hon.

Khi diém tich lily cua ho dat gan dén muc tiéu dé ra (B+ trong bén quy lién
tiép, B trong 5 quy, C trong 6 quy tach biét hodc lién tiép) ho cling dugc ting
lwong. Céi hay ctia phuong phap nay 1a tranh nhiing so sanh khong can thiét
“ai dugc bao nhiéu” vi luong ting & mdi 1an khac nhau. N6 lam giam di long
d6 ky va sy bat binh gitta nhirng ngudi 1am cong - mot can bénh trim kha cua
xa hoi.

Hon thé nita, voi phuong phap ndy, cong ty khong phai ning ganh chi tiéu
vao cudi nam do diéu chinh lwong. Ctr thé, bat chap nén kinh t& dat nudc suy
sup, cong ty chung t6i van banh truéng, viéc ban hang va lgi nhuan van vuot
chi tiéu sudt thoi gian dy, phan 16n nho vao su cong hién cta doi ngii nhan
vién. T6i dung vi tri CEO ctia minh nhu nguoi trung gian dé di sau thau hiéu
nguodi lam cong & moi cip do, cung lac Ay dam phéan véi gidi cha dé thiét 1ap
nhirng chinh sach va bién phap phu hop, cong bang cho tat ca.

Chung toi cling gang lam nhiéu viéc khac nita dé tranh bién phap khong ai
mong mudn nhét 14 “cat giam bién ché”! T6i hiéu va van thudng nodi voi moi
ngudi rang cit giam chi phi bang viéc giam bién ché thi don gian 13 minh tu
hai minh. N6 lam t6n thuong cho nhiéu ngudi ma chang mang lai diéu gi. Bt
ctr ai trong d6i ngli CEO ching t6i déu du tri tué va stc lyc dé 1am nén thu
nhap va loi nhuan cho cong ty. Tét ca nhiing gi ching t6i can 13 mot trai tim
chan that, mot tri tu¢ va sy dong tdm sin sang chéng choi bio td. Khong ai
chiu thua, khong ai bo cudc.

Du nii can duong, chung ta ciing s& vuot qua. Chung ta s& tay nam tay nhau
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di dén ching cudi con dudng. Poan két 1a sirc manh boi nd bao ham ca long
nhiét tinh. T6i mudn goi 1én hinh anh ay cho moi ngudi trong cong ty, hy
vong ho s& chuyén diéu d6 thanh hién thyc. Nhiéu viéc ting xdy ra trong cong
ty toi c6 thé thanh kinh nghiém kinh dién cho cac cong ty khac.

Vé diém nay, chung ta hdy cung tré lai phan tich quan hé gitra CEO va chu

cong ty. Toi nghi vé Gia Cat Lugng va Luu Bi.[l]

Nha Héan suy tan, giac gia khép noi, Luu Bj dén than vao cudc chién dep loan
0 tudi 24, ong danh dong dep bac nham thiét 1ap uy quyén.

Noi tiéng 1a nguc‘wi dl'xc do, nhu’ng thiéu su gitip d& cua mot quan su téti 2101,
ong khong thé cing ¢ quyén luc cia minh. Mai dén nam 48 tudi, sb phan
cho ong gdp bac quan su ky tai 1a Gia Cat Luogng, luc bay gid con & 4n tal
Ngoa Long Cuong. Kién nhin va quyét tam, Luu Bj ba lan t&i 1éu tranh cau
kién, moi bang duoc Gia Cat Lugng vé gitp minh théng nhét thién ha. Ké tir
d6 doi 6ng chuyén hudng thanh cong; 6ng trd thanh mot trong ba vi vua cling
nhau tam phan thién ha.

Nhin thoang qua c6 vé ¢ chiit kho noi vé& van dé nay. Ban tu nghi chic hin
day 1a chuyén gia ma ban can c6. Nhung 1am thé nao dé chung ta biét nguoi
d6 1a “chuyén gia thuc thu” va lam thé nao dé ho sin long giup ta? Xa hon 1a
1am thé nao c6 thé gilr dugc nguoi tai ¢ mai cung ta?

Phén tich sau hon, ta thdy Luu Bi ding 1a rat qua cam khi dat vuong triéu kho
khan 1dm moi gianh duoc vao tay mot chang trai méi 28 tudi doi va chua co
thanh tyu dang ké. Chang c6 gi dang ngac nhién khi Quan, Truong, hai pho
tudng, hai ngudi em két nghia dao vién cua Luu Bi kich liét phan d6i. Khong
phai vi ho ghen ti v&i Gia Cat Luong; ciing chang do ban chét kiéu hing cua
hai chién tuéng nay. Chang qua ho khong c6 duoc tdm nhin nhu ctia Luu Bi.

. “Lam thé nao” dé chiing ta biét ngwoi do la
“chuyén gia thwe thu” va “lam thé nao”
dé ho sin sang givp ta?
xa hon la “lam thé nao” cé thé

gir dwoc nguwoi tai 6 mdi cung ta?

https://thuviensach.vn



Luu Bi khong chi sdc sao ma con that sy qua cam, nho thé mai c6 duogc long
trung thanh cta Gia Cat Luong. Ké tir d6 Gia Cat Luong da cbng hién ca doi
minh cho Luu Bi dé xay dung mot quan doi tam ¢& c6 thé duong cu véi hai
nudce con lai thoi Tam Qudc.

Ching ta hay tré lai véi Thai Lan ngay nay. Khun Damri Darakanon, chu
nhan cta Saha Union, ngudi c6 sang kién mudn dua cong ty ctia minh thanh
cong ty dugc cong ching biét dén véi su quan 1y chuyén nghiép. Ong muébn
x6a bo bong md hinh anh “ving tam toi” ctia mot doanh nghiép gia dinh dé
dua né dén vung tuoi sang hiéu suat cao. Ong moi tién si Amnuay Viravan va
Khun Anand Panyarachun gitp diéu hanh cong ty. Khong lau sau, Khun Chin
Sophonpamch ciia Ngan hang Bangkok xin nghi huu vi 1y do strc khoe. Ong
vbn c6 quan hé tot voi tap doan Saha Union nén moi Khun Amnuay lam chu
tich Ngan hang Bangkok. Khun Damri sau d6 moi1 Khun Anand lam CEO cho
cac cong ty cua tap doan.

Chi vai nim sau d6, Hoi déng Gin giir Hoa binh Qudc gia dua 16i dé nghi
Khun Anand 1am tha tudéng Thai Lan. Khun Damri qua sic sao, biét nhin xa
trong rong da lua chon “Thu tudng tiém ning” c6 kha ning diéu hanh ca dat
nudc vé gitp diéu hanh cong ty minh. Piéu han nhién 1a Khun Anand d3
khong 1am Khun Damri va cac cd dong cua Saha Union that vong chat ndo.

Moi quan hé gitta Luu Bi v6i Gia Cat Luong va gitta Khun Damri vo1 Khun
Anand 1a mau hinh rat can cho nhiing nguoi c6 dau 6c cap tién thé h¢ sau suy
ngam.

Ngay trude, cac cong ty Thai thuong theo cau tric sau: Cha lam chu tich, con
trai di€u hanh, chau mua nguyén vat li¢u, con dau ké todn, con trai Ut trong
coi viéc ban hang. BPung nhu tén go1 “cong ty gia toc”!

V1 kich ban ay nguoi lam cong chi 1a “ngudi hau c6 bang cap Khong ai
danh gia cao vé ho, coi trong kha nang cua hg, nén muc ti€u cudi cung cua ho
1a c6 mot doanh nghiép do ho 1am chu thay vi chiu dung kiéu quan 1y khong
chuyén nghiép 1a sir dung chinh sach don diéu chi dé 1am vira long 6ng chu,
trong khi gdy bao rac réi cho ngudi khac. Kiéu thay doi ay khién cho nguoi
1am cong lau dai rdi cling 1én givdng bénh.
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Thoi nay vai tro va vi thé cua ca nhan duogc danh gia khac thoi xua. Muc tiéu
ctia nguoi tré khong phai 1 chii doanh nghiép hay co dong chinh. Bai xa hoi
moi khong do con ngudi chi bang tai san ma con bang kha nang va nghi luc
dé diéu hanh vong quay tién bd cta cong ty, to chirc va xa hdi ndi chung.

Lay nudc My 1am vi du. CEO ciia General Electric, General Motos hodc IBM
ludn dat dinh cao dang cap xa hoi, ludn ndi tiéng nhu nhiéu nhan vat cao cip
ctia chinh quyén My. Ciing thé ¢ nudc Nhat, néu CEO cta Sony hay Toyota
dén Thai Lan thi han 13 tht tudng phai 1én chuong trinh gip dau tién dé thuyét
phuc 6ng ting dau tu tryc tiép vao Thai Lan. Bai d6 1a nhitng con ngudi co
nang luc thuc thu déy nén kinh té di 1én. Niém vinh hanh .'?iy khong danh cho
mot ong chil doanh nghiép nhiéu triéu do la, bat ludn 6ng ta giau dén murc
nao. D6 1a vi viée kinh doanh cia 6ng khong anh hudng truc tiép dén cudc
song ctia s6 dong dan ching. Tham chi cudc viéng thim cua thu tudng Nhat
cling chi ¢6 y nghia tuong trung vi moi diéu thu tuéng lam chi dé thuyét phuc
cac doanh nhan nudc ong ting von dau tu. Bat luan c6 dau tu hay khong, co
thi bao nhiéu, quyét dinh cudi cing van 1a cdu hoi danh cho CEO doanh
nghiép. CEO 14 nguoi ¢6 quyén ra 1énh “hay hanh dong” cho nguodi nudc
khac. CEO 1a ngudi duge giao phd diéu hanh va quan 1y ngudn san xuat thé
gidi nhu nhan lyc, tai luc va k¥ thuat. Bang 1a CEO c¢6 ning luc khung khiép
dé xoay chuyén xu hudng kinh té toan thé gioi.

“... Xd hoi moi khong do con nguwoi chi bang tai san ma con bang khda nang
va nghi lyc dé diéu hanh vong quay tién by cua cong ty, to chirc va xa hgi”.

Vay nén CEO 1a ngudi giir vai tro chil chdt trong thé gidi hién tai va tuong
lai.

Néu c6 ai d6 hoi toi 13 con chau cua chu doanh nghiép liéu c6 thé trd thanh
“CEO chuyén nghiép” khong. Cau tra 101 nghiém tac cua to1 1a “Co”, nhung
v6i vai diéu kién. Hau dué cua cac trim tu ban phai tir bo cai cam giac cua
“quyén s& hiru” hodc y tudng 1a “6ng chi” tai nha hodc khéa minh trong an
toan véi “cd phiéu va ¢ phﬁn” ma ho thy hudng. R6i ho phai thtra nhan “trai
tim va khoi 6¢” ctia mot nguoi 1am thué khi didu hanh doanh nghiép. Bét ctr
mot quyét dinh nao ciing phai dua trén sy can bang quyén loi, vi chic nang
ctia ho (CEO) 1a trung gian gitta nguoi lam thué va cac c6 dong. Ho (CEO)
phai khong cé dinh kién thién vé mot phe nao. Hon nita dé hoan thanh dung
vai trd cta minh, ho can c6 mic luong cb dinh va 1a d6i tugng dé danh gia
muc do hoan thanh nhiém vu nhu cac nhan vién khac. Néu lam duoc thé, toi
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xin chiic mung va kinh trong ho bang c4 trai tim minh.
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Chuong 3: VAY AI LA CEO?

Ai cling thuong nghe vé ai d6 1a CEO ciia cong ty nao d6. Nhung thuc chat
CEO la “churc nang” chur khong phai “vi tri”. Nhin chung, cac cong ty 16m co
cac dang di€u hanh sau:

1. Chu tich, nguoi diéu hanh ban gom khoang 20 thanh vién trong vong 2
nam.

2. Chu tich Hoi dong Piéu hanh, lam viéc véi 3-7 thanh vién tdp hop thanh
Uy ban Biéu hanh. Thanh vién cta uy ban nay dugc chon ra tir ban diéu hanh
chinh nén ho can hdi hop nhi€u hon; nhiém vu ctia ho la dé ra cac chinh sach.

3. Giam dbc Piéu hanh (Managing Director- MD) (& M¥ twong dwong Chu
tich).

O Nhat Ban, mot cong ty céd thé ¢6 ca hai, moét Chu tich va mét Giam ddc
Diéu hanh (thuong thi chitc danh Chu tich c6 vi thé cao hon Giam déc Diéu
hanh). Chinh vi ngudi Nhat thich ing dung hodc thich trng moi viéc theo cach
riéng doc ddo ctia ho. Tuy nhién thoi quen d6i médi ndy c6 thé lam cho nguoi
ngoai cudc cam thay thiét thoi, mot cam gidc duoc miéu ta tot nhat 1a “chang
biét nén cuoi hay nén khoc”- vi ngudi ngoai cudce chang hiéu vi tri cia ai cao
hon, ai thyc chat ¢6 quyén hanh, ai 1a ngudi ho can gap.

... thwe chit CEO la “chikc ning” chiv khéng phdi “vi tri”

Ngudi Nhat con mot vai vi tri di thuong khién toi budn cudi; mot trong s6 do
1a Directing Manager. Toi nghi day han 14 ngudi diéu hanh bac trung, nhung
theo thuat ngir hoc thi diéu dy dung nghia den 1a “a manager who direct”-
ngudi quan ddc diéu hanh, nghe rat ky cuc.

O chau Au, chirc nang cua mot nguoi rat duoc ua chudng, nén nguoi ta chi
can ghi CEO trén danh thi€p. Di€u ay khac han véi My 1a duy tri su quan
trong cua vi tri nhu 1a chirc ndng. Nén chung ta thay cac danh thiép in ca hai
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vi tri va chirc danh ludn theo kiéu:

1. Chairman & CEO (Chu tich Ban diéu hanh kiém Giam d6c Piéu hanh cua
T6 chure phu trach dinh hudng va chinh sach cua cong ty).

2. Chairman of Executive Board and CEO (Chu tich hoi dong diéu hanh kiém
Giam dbc diéu hanh cta T6 chirc).

3. President & CEO (Giam dbc Piéu hanh, dau vay ciing khong phai 1a Chi
tich Ho1 dong cling nhu Chu tich Ho1 dong Bi€u hanh, thuc chat chi c6 chirc
nang di€u hanh).

Ban Giam dbc bao gém cac thanh vién ho1 déng duoc chon ra nhu 1a dai dién
clia cic cd dong. Hoi dong Piéu hanh bao gdm sb lwong nhd hon cia céc
thanh vién hoi ddng do nhitng thanh vién chinh cta Ban chon ra. Ca hai hoi
déng déu 1a dai dién cua céc ¢b dong va co6 trach nhiém giam sat su diéu hanh
cua CEO.

Vay la, cudi cung, mot CEO 1a churc nang hanh chinh cao nhat trong td chire,
cO trach nhiém dinh hudéng va dat ra cac chinh sach cho cong ty sau do
chuyén cho Giam ddc Diéu hanh thuc hién. O Trung Qudc, Hong Kong va
Pai Loan, CEO duogc goi theo tiéng Trung 13 “Chu tich hanh chanh quan”
trong duong v4i “Chief ciia Ban diéu hanh”,

Bay gid toi s& cho ban vai thi du hiru hinh. M6t cong ty 1on trong mot dat
nude, cha nhan 1a moét c¢6 dong chinh. Ong khoang 40 tudi, dam trach chirc
danh Chu tich va CEO. Ong mo1 mot hoc gia ndi tiéng lam Chu tich Ban Diéu
hanh, va ciing moi mot nguoi noi tiéng co tham nién lam Chu tich cong ty.
Khong ai trong ho c6 quyén diéu hanh, vai tro cia ho chi yéu 1a ¢b van.

Khi d3 16n tudi hon, khoang 50 tudi, ngudi chu trao quyén Chu tich cho con
trai, ty ong s€ tr¢ thanh Chairman cua Ban Diéu hanh & CEO vi 6ng con
mang churc nang CEO.

Khi 60 tudi, 6ng chuyén 1én dam dwong chirc Chairman & CEO 14 vi tri cao
nhat cua t6 chirc. Ong con dat con 6ng vao vi tri Chu tich, dong tho1 mo1 mot
nguoi xuat sac va nodi tieng khac lam Chu tich Ban Diéu hanh.
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Mot CEO phai trinh bay c6 hé thong chién luoc ma doanh nghiép thuc hién
dugc va mé rong dugce. Chién lugce tot c6 dugc nho tam nhin xa trong rong.

Thé day, khi t6i noi vé CEO, hay dé n6 dugc hiéu mot cach twong hd rang, toi
mudn ndi dén mot ngudi ma chirc ning chinh cta nguoi ay 1a dé ra cac chinh
sach va diéu chinh chién luoc cho to chitc bat chap vi tri ndo ong in trén danh
thiép.

Véi mot CEO, t6i nghi cac chirc ning sau day 1a can thiét:
1. “Pinh chién lwoc”

Mot CEO phai trinh bay c6 hé thdng chién luoc ma doanh nghiép thyuc hién
va mé rong duoc. Chién luoc tbt c6 duoe nhd tim nhin xa trong rong. O day,
c6 tam nhin t6t khong c6 nghia chi 1a ¢6 6c tudng twong, suy nghi nhanh va
thuc thi nhanh. Mgt CEO phai nam bat va hoc duoc moi khia canh cong viéc
ctia cong ty cho dén khi 6ng hiéu day du vé toan bo qua trinh. Sau d6 ong
dinh ra tim nhin va trao quyén cho cip duéi tién hanh. T6i khong mubn bang
moi cach dé ca ngoi 6ng chu cia minh, nhung thuyc ra 6ng Dhanin
Chearavanont, chu tich ctia C.P. Group, 1a mau hinh tuyét voi nhit ma toi
kinh trong bai vi chi c6 mot cach dé mo ta cong viéc ong tién hanh 1a “hoan
toan thue t&”. Sau nim ra vao nhiing chudng ga, chudng lon cho dén khi hiéu
thau ddo moi viéc, 6ng mdi bat dau chuyén giao quyén diéu hanh cho nguoi
khac nhung van con giit trong tay 10i khuyén dung diém véi bat ctt van dé nao
mo&i phat sinh. Ké tir d6, 6ng ty minh giai quyét moi van dé, dé dang nhin luét
qua moi loai bao cdo, phan biét duoc ngay trong nhan vién ai 1a nguoi “biét”
viéc, ai 1a nguoi hay bia chuyén.

.. sau tit cd nhitng gi CEO néi va lam, tim hon ciia cong ty la “nguwoi”
chiwr khong phdai la cdai may tinh hay cdi ban.

2. “X4ay dwng nén vin héa trong cong ty”.

Pé cong ty 16n manh, mot CEO ciing can dam du:0’ng vai tro Giam déc Nhan
su, vi sau tat ca nhimg gi 6ng néi va lam, linh hon ctia cong ty 1a “ngudi” chir
khong phai la cai may tinh hay cai ban. Mgt CEO phai danh gia dugc gia tri
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con nguoi va phai dua ra chinh sach cho Phong Nhan sy tién hanh. Piém nay
rat quan trong. Thuong thay cac CEO luén lang nghe nhiing dé xuat, nhiing
yéu cau, hay ¥ tuéng tir Phong Nhan su, chon mot sé diéu phu hop giao phod
cho Phong Nhan su thuc hién. Tuy nhién, néu mot CEO hiéu rang cong viéc
ctia mot Giam dbéc Nhan su cling 1a cung linh vuc ctia chinh minh thi 6ng s¢€
quan tam dic biét dén cach thic va voi tu cach ca nhan thac ddy moi viéc tién
1én. Co hoi thanh cong trong khia canh nay rd rang 1a cao hon; cam xuc va chi
khi cta tit ca cdc nhan vién déu duoc nang do boi mot chu quan tt, dugc
diéu hanh va cham soc bai khong ai khac ngoai CEO.

3. “Giam sat ky luat”

Mot CEO phai tinh tuong dé hiéu cam xic cua cac nhan vién: man nguyén,
hanh phtc hay bat man, mau thuan vdi nguoi khac.

4. “Mot CEO phai 1a mot chuyén gia vé quan hé cong chiing”.

CEO 1a nguoi xac dinh duoc hinh anh cong ty trudc cong chung, nham gianh
su cam thong va ung ho ctua ho trong moi mat kinh doanh ctia cong ty.

5. “CEO la mt nhac truéng”.

Mot CEO phai lién tuc canh giac trude thai do thay ddi ciia mdi mot thanh
vién nham sir dung cac théng tin nay t6 chirc lai cong ty va nhan vién. Ciing
nhu mot nhac truong chi huy dong thoi ca am thanh va nhip phach tir cac
nhac cu khac nhau cho dén khi dat duoc su hai hoa va 4m thanh phat ra lam
tai ta vui thich don nhan.

6. “Mot CEO phii cé ky niing ciia mot ké toan vién”.

Tinh trang tai chinh cho ta mot tim phim X-quang vé cong ty. Nhin xuyén
qua do béng mit ciia mot ké toan vién ta co thé théy “ndi tang” va “bo xuong
tran”. Tri tué cia mot ké toan vién gitp CEO dinh gid mot cach hé théng V1 tri
va liét ké danh muc tai san cta cong ty. Vi CEO, cong ty gidng nhu mot
ngo61 nha. Day la phong tai san, phia kia, nguoc lai, 1a phong ng. Khi c6 mot
tai san mdi, CEO phai biét dat o dau cho an toan va hiru dung nhat. Mot CEO
khong biét gi vé tai san ctia minh va noi né duoc cat giir thi khong xtimg déng
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1a chu that su cta cdn nha, thim chi néu cin nha éy ding tén ong.
7. “CEO phai 1a mot thay gizo”

Mot CEO t6t khong chi ra 1énh, 6ng con phai 1a mot thay gido. Boi 18 khong
ai c6 kha ning nhu CEO (khac véi loai cong ty co day cac CEO). Mot CEO
can biét kiém ché, khong noi nong véi nhan vién khi ho khong dat duogc ky
vong cta minh. Con ngudi c¢6 nhimg kha ning khong gidng nhau, d6 1a sy
that. Vay nén, CEO can du binh tinh va tu chu dé hudng dan va phat trién doi
ngil nhan vién. Néu nhitng diéu ban day déu duoc tiép thu, ban 1a ngudi may
méan. Con néu ban ngéu nhién c6 mdt do1 ngli nhan vién c¢6 kha nang ma
khong can dao tao thi han 1a ban da tring sb6 doc dac. Boi ching ta rat hiém
trang s6, ma c6 tring thi khong phai tring quanh nim, nén mot CEO phai
kién tri giang day.

Mot CEO chuyén nghiép phai dong thuan thuc ca bay vai dién “tuyét thé” dy
vo1 mdt ni€ém vui thu trude khi chiém dugc sy ngudng mo, tan thudng cua
khan gia - khong ai khac chinh la cac c6 dong, nhan vién va cong chung.

Neéu co giai “Oscar Di€u hanh” nhu nguodi ta van lam trong gidi dién anh, to1
ca rang chac chan chung ta s€ c6 ngudi vé vang thang cudc.
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Chwong 4: TRIET LY A PONG

Mit trdi moc 1én tir huéng Pong. Nén vin minh phuong Pong rd né rat lau
trude khi ¢6 ban sao 1a phuong Tay. Khoang 2.500 nim trudc, tai An D9,
hoang tir Siddharha (T4t Pat Pa) cta bd toc Shakya sau mot thoi gian tu
luyén da tr¢ thanh Buc Phat. Tai Trung Quéc tho1 nha Chu véi su gia tang
nhirng bat hoa va xung dot ndi chién giita cac nude chu hau trong thdi Xuan
Thu (740-476 trudc Cong nguyén) va thoi Chién quoc (475-221 trude Cong
nguyén), bung day mot ky nguyén thang hoa van hoa, thuc su 1a thoi vang
son. Cac triét gia vi dai ké tiép nhau xuét hién, tir Lio Tu, Khéng Tu, Mac
T, dén cac thé hé mén dé nhu Trang T, Manh Tu, Tuan Tt va Han Phi Tu.
cot 161 tu twdng cua ho cé thé chia ra thanh vai trudng phai sau day:

1. Nho gido (Ru) - phuong Tay goi 1a trudng phai Khong Tur (Khong gido).
Bao ham trong trudng phai nay 1a tu tuong Khong Tir, Manh Tir va Tuan Tu.
Gi4o 1y cua trudng phai ndy nhan manh vao gid tri dao dic va tm quan trong
cua viéc hoc tap.

« Khong Tir hay con goi 1a Khéng Phu Tir (551- 478 trude Cong nguyén) tao
dugc anh hudng mang tinh cach mang dén hé thong gido duc Trung Qudc,
trude d6 1a doc quyén cua gidi thuong luu. Ong dai chung héa nén giao duc
va ¢6 hon 3.000 mén sinh, 72 nguoi trong s6 ho duoc xem 13 hang wu. Piéu
Khéng Tir quan tAm trude hét 1 1am sao cho con ngudi séng hoa thuan trong
xa hoi. Theo quan diém cua ong, su hoa thuan nay dé thuc hién hon véi ton ti
trat tu - nhitng th bac trong xa hdi va dao dirc noi nguoi dan 6ng va dan ba,
c6 nghia 12 moi ngudi phai biét vi tri ciia minh va cu xtr cho phu hop. Piéu dy
dugc biéu thi trong Ngii Luan, quan hé giita vua vdi t6i, cha vdi con, chong
vO1 vo, anh v&i em, ban be v&i nhau. Pirc hanh gia dinh va dirc hanh xa hoi 1a
hai mat cia mdt quan diém dao dic, “long nhan dac” hodc “long nhan tu”
dugc xem la duc hanh quan trong nhét. Tt su hai hoa ctia muc dich Khéng
gido so khai, gido duc va nghi 1 vi thé dugc tiép nhan va nho dé xa hoi con
ngudi sdng thuan hoa hon.

... CON NGWoi von cé ban chit tot, nhung long tot dy dé bi chinh tri néo ciia
bdn thdan ho doi lira, bi moi truwong xa hoi lam cho doi bai.
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* Manh Tu, phuong Tay goi la Mencius (389- 305 trudc Cong nguyén),
khong hoc Khong T nhung hoc véi chau 6ng. Tuy nhién Manh Tur da tro
thanh mon d¢ déng goép nhiéu cho cha nghia nhan dao cia tu tuéng Khong
gido. Ong tin rang con ngudi von cé ban chat tot, nhung long tét Ay dé bi
chinh tri ndo cta ban than ho ddi ltra, bi méi truong x3 hoi 1am cho d6i bai.
Nguoi dao dirc 1a ngudi phai ludn luu tAm trong cudc chién luong tim dé giir
lai tinh thién vén c6 ctia minh.

« Tuan Tir (298-238 trudc Cong nguyén). Du theo truong phai Khong Tu,
nhung tu twong cua Tuan T hoan toan dbi 1ap véi Manh Tir. Tuin T rao
giang rang con nguoi bam sinh 14 ich ky va doc ac, va long tt chi dat dugc
qua gido duc va dinh hudng phu hop véi timg than phan. Ong ciing bién luan
réng mot chinh quyén tdt 1a mot chinh quyén dit co so trén sy diéu hanh doc
doan chtr khong trén su thuyét phuc dao dirc hoic dao ly. Khuynh hudng
clmg ran va kha doc doan nay cua Tuan Tir vé sau dugc phat trién thanh mét
hoc thuyét khac.

2. Thuyét Phép tri (Fa). Hoc thuyét nay dugc Han Phi Tir dua ra. Ong 13 hoc
tro ctia Tudn T Ciing nhu Tuan T, 6ng cho rang ban chat ¢ hitu cua con
nguoi 14 ich ky nén chi con cach duy tri trat tu x3 hoi bang cach ap dat ky luat
tir trén va thuc hanh phap luit moét cach nghiém khic. Nguoi tuan tha phap
luat ludn dé cao dat nudc va ludn muu ciu dit nude thinh vuong, quan doi
hung manh.

Chinh vy, su tuan thi phap luat nghiém ngit 13 co so triét 1y cta cac tridu
vua.

3. Pao gido. Pay 1a dong tu tuong Trung Qudc quan trong nhat, phat trién
trong thoi Chu. N6 hinh thanh nho déng goép cia Lo T voi hoc van uyén
tham va da trd thanh huyén thoai (con duoc goi 1a Lio Pam). Hoc thuyét nay
dugc phat trién xa hon nhd Trang Tt (369-286 trude Cong nguyén).

« Nguoi ta tin rang Lao Tir cung thoi voi Khong Tir, ¢6 thé 16n hon 20 tudi.
Theo van kho tri€u dinh, hai nguoi c6 1an gép nhau khi Khong Tur khoang 35
tudi. Theo van kho thi Khong T dac bi€t an tuong voi nha hién triét nay.

Dao gido chu trong vao con nguoi trong thién nhién hon la con nguoi trong xa
hoi. DPao gido cho rang muc dich cia cudc song con nguoi 1a phai tim cach
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hoa hop véi thién nhién, theo Con duong (Pao) cia Vi tru.

Mot trong nhitng tu tudng ndi bt ctia Pao gido 1a “khong hoat dong” hay “vo
vi”. Cac nha phé binh Pao gido cho rang, dao nay day cho con ngudi tinh luoi
biéng va cham chap. Nhung khong dtng nhu thé. Hoc thuyét Pao gido nhan
manh rang su an nhan khong chong lai thién nhién, nén khong c6 niang luong
bi phung phi. Khong c6 mong muén thi khong can gang strc khong can thiét.
Vi vy, nhan nha c6 nghia la tiét kiém ning luong danh cho nhitng khé khan
da duoc luong trude, lam diu ching trude khi c6 co hoi ngéng cao dau. Hoc
thuyét nay cling nhu cac hoc thuyét khiac duoc tip hop thanh mot vin ban
quan trong cua Pao gido 13 Pao Puc Kinh (Con dudng va Stc manh). Cudn
sach nay 1 tdp hop nhirng van tho day tinh huyén bi.

« Trang Tir cung thoi voi Manh Tur. Ong rao giang vé loi ich cua cudc song
tach biét. Trudc tac chia 6ng bao gdm céc giai thoai gitp giai thich nhiing y
tudng biéu hién trong Pao Ptrc Kinh, béng cach cho vi du, chuyén ngu ngoén,
so sanh va loai suy. Ca hai cong viéc dy goi ¥ sau sic cho nguoi doi cach tim
théy su két ndi voi “Pao” hoidc 1a vil tru.

Pao gido va Khong gido 1a hai hoc thuyét tuyét d6i trong phan nhau, mic du
ca hai déu anh hudng sau sic nhu nhau dén nén van héa Trung Qudc. Pao
gido cho ré'mg kha ning cudc sdng c6 ich nam ngoai xi hoi, hoa nhap vao
thién nhién dé tiét kiém nang luong. Pong thoi, hoc thuyet nay cung khong
chéi tir tam quan trong cua xa hoi, va Bao gido cling san sang tién 1én giap
doi khi x4 hoi can, nhu Gia Cat Luong vé giup Luu Bi. Khong gido thi trai
lai, do1 hoi moi nguoi thyc hién nghia vu cua minh. Nhirng diéu éy duoc lam
v6i cudc song doi thudng, chir khong phai cho vii try, cdi 4m hay thé giéi
than linh.

Vay tin liéu c6 su khac biét khong thé hoa hop dugc véi nhau giira hai truong
phéai? Khong, khong han thé. Thuc chat c6 thé coi la chung bo sung cho nhau.

. . . 3 A ’ A ’ < A A A A r
Gi4o su Hnan Wei Chlnu cho mot thi du cu thé cach ti€p can cudc song khac
nhau cua hai truong phai nay nhu sau.

Gia sir c6 mot ngdi lang dbi mat véi lut 1on. Khong gido sé tap trung dan lang
lai ¢ chong lut bang viéc xay dap hodc cac bién phap khac. Con Pao gido thi
khong dong tinh vi ¢d gang ngan lut 16n 1 chdng lai thién nhién, ma lai nguy
hiém vi chang chic thanh céng. Cach tot nhét 1 di tan ngudi dan dén noi an
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todn, va san sang quay vé kién thiét lai lang khi 1 rat.

Gido su Hnan Wei Chin con dua ra mgt so sanh cyc ky ly thu. Theo ong,
Khoéng gido nhu “cira hiéu tap h’ ” ai ai cling ghé dén hang ngay. Pao gido
thi nhu “hiéu thudc” chi ngudi om méi ghé dén. Pao Phat thi giéng nhu “dai
thu’O'ng x4” noi ¢6 thé tim duoc du tha, nhung Vl n6 qua 1on nén nguoi ta phai
t6n nhiéu thoi gian méi tim dugc cai minh mudn.

Trong khi Pao gido c6 khuynh hudng nhao bang su cing ran va ngoan ¢ ciia
dao 1y Khong gido thi Khong gido lai tra diia bang viéc chi trich khuynh
hudng song tach biét cia Pao gido. Cac mon d6 Khong gido tranh luan rang,
roi x4 hoi dé séng tach biét thi chang kho khin gi; ai cling ¢ thé lam duoc
khong lac nay thi lic khac. Nhung an si giita mot thanh phd ban ron thi kho
hon. Tuy nhién kho hon ca 13 thyc hién viéc an cu trong khi con phai c6 nghia
vu v6i triéu dinh. Kho ma chéi tir quyén luc, tham vong, pht quy va nhiing
thir dén tir dia vi trong khi con c6 kha nang phuc vu dat nuéce va nhan dan.

Trwong phdi Khong gido nhw “cira hiéu tap héa” ai ai ciing ghé dén hang

ngay. Truwong phdi Pao gido thi nhw “hiéu thuéc” chi ngwoi 6m méi ghé

dén. Dao Pht thi giong nhw “dai thwong xd” noi cé thé tim dwoc dii thit,

nhwng vi né qud lén nén ngwoi ta phdi ton nhiéu thoi gian méi tim dwec
cdi minh muén.

Su da dang ctia cac ¥ kién nay thuong gy bbi rdi, nhung co loi cho cach nghi
ctia ngudi Trung Qudc. Pao gido ¢ thé bd sung cho cude sdng trat ty thudng
nhat ctia cac mon d6 Khong gido. Mot hoc gia duong chirc ¢ thé theo 101 day
ctia Khong gido nhung khi nhan rdi hay vé huu ho ¢ thé tim thay sy hai hoa
v6i thién nhién nhu cac cu s Pao gido. Thong thudng, mot nguoi co thé 1am
viéc hing say va day trach nhiém nhu 10i khuyén ctia Khong gido, nhung
trong con khiing hoang, c6 thé suy ngdm vé nhiing tu tuong soi dudng chi 16i
cua Pao gido.

Tu tudéng Mac Tu, chu xuong bdi Mac T (479- 381 trudec Cong nguyén).
Mac Ttr tin rﬁng ‘moi ngudi déu binh dang trude Thugng dé”, loai ngudi phai
theo Thufong dé va yéu van vat. Mic Tt chu truong con nguoi phai hy sinh ca
cudc song cua minh cho “cong ly”. Du theo chu nghia hoa binh hét minh,
nhung ong van cho rang chién tranh 13 can thiét néu viéc d6 dua lai cong bang
cho xa hoi. Du chu truong tat ca cac hoat dong déu phai thuc loi, va théng
nhat y nghi va hanh dong la can thiét vi muc dich xa hoi, nhung tu tuéng Mac
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TG van tin vao sy duy tri mot quan d6i manh va ky luat. Vi vay, khi cac
truong phai khac déu san sinh ra hoc gia thi tu tuéng Mic Tir san sinh ra ca
hoc gia 1an chién binh. Nhiing chién binh nay tu hop lai v6i nhau trong tinh
anh em, thé trung thanh, sudéng kho c6 nhau. Ho ciing chi truong trung thanh
v6i ban bé va voi chii. Ho ¢ 18 1a cac bac tién bdi cua nhiing ngudi khoi
xudng ra hoi Tam hoang Trung Qudc ngdy nay - mot dang “mafia” cua chau
A.

Sakura Do mau

Thoi Nhat Ban ¢6 dai 6 mot loai chién binh goi 1a “samurai”. Nhitng samurai
nay han bat ngudn tir cac chién binh Trung Qudc di tan véi sd lugng 16n vao
Nhat trong thoi gian ndi chién va bao loan truéc khi hinh thanh triéu Han
(221 trudc Cong nguyén) - tridu dai da 1ap lai hoa binh va that sy théng nhat
Trung Nguyén. Nhin chung, mgt samurai lam viéc cho mdt 6ng chu. Nhiing
nguol samurai ¢6 chu bi chét hodc bi danh bai trong cudc chién hinh thanh
nhimg nhom luu dong goi 13 “Ronin”. Vi thé trong xi hodi cla cac samurai
that su qua thép trong xa hoi Nhat. Do 1a 1y do tai sao samurai san sang chién
dau hy sinh cho chil. Pé chdng lai cac thé luc bén ngoai, ngudi dan xt dao
Nhat Ban hén tuc tdng cuong ky luat xa hoi, nghi 1& va sttc manh, nén dén
ngay nay ngudi Nhat van con dic tinh ndi troi 1 1ong trung thanh voi cong ty
va dat nudc.

Samurai Nhat Ban con tin rang cai chét mang lai vinh quang. Phai ldy méau
ctia chinh minh dé rira nhuc va nhirng sai 1am. Nhin vé lich st, hoan toan binh
thuong khi mot chién binh Nhat tu sat theo nghi thirc “Harakiri” (Mo bung
tuan tlet) Ngh1 thirc nay mudn ndi 1én rang, nguoi chién binh iy san sang
chlen dau hét minh, that bai ciing khéng 1am anh ta chun budc. Piéu ay s&
mién t6i thua tran va chirg minh cho 1dng diing cdm cta anh ta.

Vén “birc rém tre”, hiéu nguwoi Trung Quoc

Ngudi Trung Qudc ciing tin va trong danh dy du ho khong coi trung thanh 1a
nguyén tic. O Trung Qubc c¢6 mot tir ¢6 thé dich 1a “ddt tre”. Néu cay tre
khong dbt n6 s& xop mém, dé udn nhu mét éng cao su. Nguoi Trung Qudc ap
dung nguyén tic ndy trong doi song. Con nguoi phai c6 mot “cot 16i” manh -
1a niém tu hao dugc nhan 1én nhd tinh chinh truc, khong bi thay doi boi long
ich ky. Béi vay ngudi Trung Qudc hay thé vi vinh hanh va pham gia. Ching
ta van thuong nghe dic tinh ndy qua 15i thoai trong phim Trung Qudc: “Tha
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chét chir khong chiu nhuyc”.

Nguoi Trung Qubc con c6 mdt dic tinh kha dic biét. Ho khong tan thanh
quan niém “dan tdc - dat nude” nhu cac chung tdc khac. Theo truyén théng,
ngudi Trung Qudbc coi dat dai trén toan thé gidi nay déu la thién ha (dudi
troi). Tat nhién, thé gidi ndy ciing 1a vii tru vi nd “dudi troi”. Tir “dat nudc”
theo truyén thong 13 1anh tho khong c6 bién gidi cd dinh. Mot lanh tho co thé
mo rong thém, trai véi kiéu bo hep theo quyén luc ctia mot vi vua cai tri o
mot thoi diém nhét dinh.

Cau triic don vi xa hii: so sanh giira Trung
Quic va phuong Tay

Trung Quic Phugng Tay
Thién ha Thi thc
Pat nutic Gia dinh

So db trén cho thdy ¢ phuong Tay khong c6 mot don vi x3 hdi ndo twong tu
“thién ha” (phan dit ¢ bén dudi troi) kiéu Trung Qudc, trong khi d6 ngudi
Trung Qudc ciing khong c6 don vi ndo goi 1a “dat nude”. Vay thi, “thién ha”
bi phan tan thanh céac “thi toc”. Pon vi xa hoi co ban cua phuong Tay 1a “gia
dinh”, nho hon “thi toc” cua Trung Quéc.

Céc quan ni¢m nay c6 ca thuan loi va bat loi. Boi vi nguoi Trung Québc tu cho
rang ho khong thudc “dat nudc” nao nén ho c6 thé sbng moi noi va ging dong
hoa véi cac dan toc. Boi vay ta mdi thay hién tuong “ngudi Trung Qudc hai
ngoai” trén toan thé gidi. Piém bat loi 1a thoat nhin ta c¢6 cam gidc ngudi
Trung Qudc kém hop nhit va it tinh dan toc. Trong qua khr, ngudi Trung
Qudc khong hop sire dé xay dung mot quéc gia hung manh. Nhung thai d6 ay
da thay doi sau khi Trung Qudc bi dat dudi ach ap bire cta thyc dan vao cudi
thé ky 19 dau thé ky 20. Tir d6 ngudi Trung Qudc nhan thic rd hon nghia vy
phuc vu d4t nudc cia minh.

Keét noi Trieu Tién
Triéu Tién 1a quoc gia chiu anh hudng sau sac nén van hoéa Trung Qudc.

Khong gido da dat nén mong dao duc cho ca dat nudce va dan toc Trieu Tién.
(Thyc chat nguoi Triéu Tién ti€p tuc hoan thién cac nghi 1€ cia Khong Tu.
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Ngay nay Trung Qudc va Pai Loan con phai dén Triéu Tién dé hoc thém vé
Khong Tw). Anh hudng ctua Pao gido ciing nhin rd trong biéu tuong “Am”
“Duong” trén qudc ky Han Qudc. Anh hudng ciia Trung Qudc con ca trong
linh vuc kién trac, trang phuc, va chit viét. Ngay trude Triéu Tién khong c6
chir viét va phai dung chit Trung Qubc cho dén khoang nim 1.443 sau Cong
nguyén, hoang dé Triéu Tién cung quan than mdi sang tao ra chit Triéu Tién
dua trén kiéu chir Han ctia nguoi Trung Hoa.

V¢é thuc chat Trieu Tién 1a mot nudc nam gitta Trung Quoc va Nhat Ban.
Trong cudc khung hoang kinh t€ nam 1997, Han Quoc la nudc cudi cung

dugc chap nhan vay von IMFm lai 13 nudc dau tién hoan tra vén vay, cht’rng
t6 nude nay phuc hdi kmh té trong thoi gian kha ngan. D6 1a nho quyet tam,
chu nghla dan toc va sy can cu cla ngu’(n dan. Nguorl dan Han Quoc da nop
hét s6 vang ho c6 vao ngan khd qubc gia cho dén ngay nén kinh té phuc hoi
hung manh.

An D9: Caii ndi vin minh chau A

Vin héa An D6 1a mot trong cac try cot ciia nén van mlnh chau A. Xin biét on
pho gido su Thavom Sikhakosol da cho t6i hiéu biét vé& vian hoa An Do. Gido
su glal thich rang ngudi An Do gin két v6i thién nhién con hon nguoi Trung
Quéc.

Vi du trong ban kinh Vedic - tam diém cta dao Ba La Mon va dao Hindu, co
doan tho ngoi ca thién nhién. Gido phai Jana day réng toan bd thién nhién, ké
ca vat vo tri cling c6 doi sdng va tri giac. Triét 1y dao Jana 1a tuyét ddi khong
bao luc. Ngu’(‘)ri theo dao Jana khong giét bt k}‘/ m()t sinh vt nao. D¢ Phat,
nguoi song cuing thdi voi Mahavira, giao si XUt sic cua dao Jana, cling giang
vé viéc bao Ve thién nhién khi n6i vé con dudng ctru roi loai nguoi. Loi Phat
day chuyén vé chu nghia nhan dao va chil nghia tu nhién.

Nhiing tw twéng triét hoc khdc nhau ciia ngwoi An Pj cé6 mét nét chung la
khong bao luc va ghet cay ghét dang dch thong tri ciia ké khdc lén niém
kiéu hanh cua chinh minh.

An Do cb d3 dong gop cho thé gidi nhitng ton gido tuyét voi, nhfmg tu duy
triru twrong va chu nghia 1y tuéng. Cung véi nhu’ng 101 gido huan 4y, con co ca
van ban kién thtec, lich sir, khoa hoc, chit sé An D¢ - Arép, toan hoc, phuong
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phap tinh toan va nhimng linh vuc khac. Ngay nay vé khoa hoc may tinh,
nguoi An trdi hon nguoi Hoa.

Nén triét hoc An Do qua la 1y tuéng, khé thuc hanh nhung can thiét dé nang
tam tri tu¢. Khong ai khong nhd vé Mahatma Gandhi, nguoi theo truong phai
tu kho hanh, ngudi dugc goi 1a “khong sat sinh” hay “khéng cu thu dong”

(strc manh sy that va khang chlen khong bao luc) khong thé tim thay ¢ mot
chung tdoc nao. Nén vian hoc ¢ dlen An Do nhu bd “Buddhist jataka”

(Chuyén bon sinh) giai nghia day dii vé chi nghia ly tudng; vi du “Ten lives
of buddha” - “Muoi phép tu ctia Phat” giai nghia vé 10 cach hoan thién minh.

Trong stt thi An D6 Mahabharata, c6 ciu chuyen vé mot nir hoang khi biét
chong bi mu d3 1ay vai bit mit minh trong sudt quing doi con lai dé chia sé
ndi dau véi chong.

An D ¢6 dai khong c6 nhimng sang tac vé chinh quyén va chinh trj nhu Trung
Quéc, nhung ciing c6 vai tic pham xuét sic. Chang han Bo Luat Manu c6 anh
hudng 16n dén bo luat truyén théng cac nuéec Pong Nam A. Bo Arthasastra,
mot cudn sach thuc hanh phap ludt vao thé ky thtr 4 trude Cong nguyén duoc
cho 13 do Thuong thu Kautilya viét nhdm ¢6 van cho vua cach than phuc dan
ching. Cuén sich dong vai trd quan trong vao thing loi cua vua
Chandragupta Muarya trong viéc théng nhat Dé ché Muaryan, khoang 100
nim trude khi triéu Han théng nhat Trung Qudc.

V61 nguotr Thai, tu tuong va 101 day cia Pao Phat nhin manh vao “anatta”
hoic v6 ngd. N6 kéu goi con ngudi giai thoat moi ham mudn, tranh hau qua
néu tim dugc nguyén nhan. Quan trong nhét 13 101 Phat day ching ta trong doi
khong gay kho cho chinh minh, cho nguoi khac va cho ty nhién.

Loai trir ham mudn 13 viéc rat kho thyc hién. Nén nguoi Thai ghi 101 Phat day
trong tim nhung khong tim dugc cach van dung vao doi. Bé1 vay nhitng diéu
tuyé€t voi cia Phat hoc da bi xao nhang mot cach dang tiéc.

Tém tit

Chirong ndy miéu td ngdn gon théng tin can thiét va cot 16i vé tw twong va
dwong di ciia “Ngwoi chdu A”. D6 la ching ta la ai, nhitng diéu ta bat gdp
hang ngay la gi? Tuy nhién mét sé nguwoi trong ching ta dwoc dao tao ¢
phuong Tdy va nghi rang chi phwong Tdy méi c6 thé cho cong thire ding vé
thanh cong trong quan ly. Ho xao nhang viéc hoc tuw phuong Pong.
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Vé ban chat, tat ca ching ta déu la “Ngwoi chau A”. Hiéu nhitng sitc manh
va thuéc tinh dwa cac CEO chdau A dén thanh cong, dwoc miéu ta trong cudn
sdach nay, hiéu vé nhitng con dwong phirong Péng sé cho ta biét cdi nguon khi
xdy dung tiém lec canh tranh véi phan con lai cia thé giGi. Piéu dy thu’o"ng
duoc khai quat hoa trong cau “Ldp tuc A chau phéng nhan thé gidi”, tam
dich: “Tru vitng A chéu, tréng réng toan cau”.
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Chuong 5: “CO VAY”: BAC THAY CHIEN LUQC

CEO nao ciling muén thanh céng. Nhung thanh cong chi thudc vé “chién luoc
gia”. Con duong tot nhat dé thanh chuyén gia chién lugc l1a qua tro “Co

[5]

vay’" .

Nhiéu ngudi coi chién luge 1a mi an lién. Xé goi mi, dun nude soi va... 61 qua
nhanh! Nguoi ta tim va copy dé dang nhitng miu muyc cii - ma quén ring
ching ta dang séng trong ky nguyén sd, moi diéu thay doi qua nhanh. Ap
dung mdt dién cb ¢ hoan canh dic biét vao hoan canh hién tai rd rang s¢ gay
nguy hiém. Diéu ay c6 thé dua doanh nghiép dén that bai néu ban khong du
can trong.

Nhiéu nguwoi coi chién lugc la mi an lién. Xé goi mi, dun nwdc soi va... 0i
quda nhanh!

T6i dé nghi ching ta hiy hoc nhitng bai hoc chién luoc tir trd choi goi 1a “Co
vay’.

Trod choi nghé thuat vé chién lugce nay day ching ta cach thich nghi nham thay
d6i hoan canh. N6 du linh hoat dé thich nghi moi tinh hudng. Chi mét lan thir
thoi, chung ta da dat dugc du kién thirc va k¥ ning o trd choi nay, dén mirc né
noéng chay vao huyét quan cia chung ta, ching ta c6 thé dwa né ra dé tmg pho
vGi bat ctr bét trac nao. Chiing ta khong bao gid thua & cudi van.

Tro choi nghé thudt vé chién lwge nay day chiing ta cdach thich nghi nham
thay doi hoan canh.

T6i dd ¢6 hon 20 nim suy ngdm va ddm minh trong nhiing vién d4 trang, den,
hoc dé chién diu va hoc vé chién d4u, cho dén khi nim dugc diém then chdt
ciia vin dé. Mot su phan chiéu cua triét 1y, nghe c6 vé la tai voi hau hét moi
nguoi, lai la diéu lam cho tro choi nay tré nén vi dai.

Nguyén gdc ctia “Co vay” 1a gi? N6 dugc hiéu 1 bit ngudn tir mot hinh thai

https://thuviensach.vn



¢ ctia mot “Ban Cat”. Hiy nghi vé nhitng bo phim cta phuong Ty, nhiing
ngudi linh ngdi quanh mot ban 16n trén d6 bay d6 choi linh chién, xe ting, tau
chién, may bay v.v... Pay chinh 1 1y do tai sao toi goi nd bang “Ban Cat” hay
theo thuat ngit chinh thirc 1a “Ban Ban d6 Thé su”. D6 1a ban dan trai qua
trinh cudc chién. Ban duoc trai trén cat nén co tén 1a “Ban Cat”.

Ban co vay gom 19 hang ngang va 19 hang doc nhu mot ban cét chién tran.
MBJi vién da 1a mot do6i quan. Vi ban cd c6 361 chd giao nhau twong duong
v6i 5 ban cd gop lai trir khung ngoai, su doi dau c6 thé xay ra ¢ nhiéu noi
phan bd ngang qua ban cd, 1am ting thém nhiéu mat tran. Mot doi quéan c6 thé
phai chién ddu v6i quan thu phia trén, dudi, phai, trai, gidng hét nhu trong
cudc chién thue thu. Néu nhin vé lich st Thai Lan 200 nam trudc, Thai Lan
va Mién Dién (nay 12 Myanmar) giao chién trong “Cudc chién 9 chién
truong” vi Mién Dién phai 9 dao quin cung luc tin cong Bangkok tir moi
hudéng. Trong tinh hudng 4y, vi Chi huy tdi cao phai c6 kha ning nhin birc
tranh toan canh cua chién dich dé dé ra chién lugc. Vi dy, néu phia 6ng bat loi
vé quan luc, quan nhu va vii khi, vai tran chién co6 thé phai hy sinh dé gianh
phan thing cho toan cudc chién chtr khong nhat thiét phai thing trong mot
tran chién.

Piéu hanh ciing hoan toan gidng nhu thé. Piéu hanh 13 1am cho ngudn luc
hitu han duoc st dung t6i da. Diéu d6 lam nén khac biét gitta mot Chi huy Toi
cao v6i mot chi huy thong thuong. Mot chi huy phai c¢6 cai nhin tong quan
cho riéng mot chién truong dé chac thing trong cudc chién. Nhung Chi huy
Téi cao phai cAn nhic manh yéu ctia ca 2 phe mét cach khach quan; 6ng phai
binh tinh, can trong, biét thoi diém tan cong, thoi diém rat lui. Ong khong thé
tin twong mu quang vao cac chi huy va chic rang, ho giéi hon dich thii. Ong
cling khong duoc sai 1am khi danh gia thap nguoi khac.

Diéu hanh la lam cho nguo“‘n lwc hitu han dwoc sw dung 16i da.

Khi Chi huy tbi cao nhin ra birc tranh tong quan, ong s& dé ra chién lugc trong
mdi tran chién, sao cho tit ca cac tran chién b sung cho nhau nham tién t&i
thang loi toan cuc. Ong s& khong cho phép cac cip chi huy sir dung chién
lugc ctia 6ng mot cach tuy tién, bai dau rang chién lugc nay dung cho tran
danh nay, nhung c6 két qua nguogc lai trong cac tran ddnh khac. Khi xung
tran, cai tt ca can la “tinh than dong d6i” ch khong phai 1a anh hing ca
nhan. Cung ltic ngudi chi huy phai c6 kha nang phan loai bic tranh chién
truong toan canh trude khi sir dung chién lugc cua minh. Ong con phai cha ¥
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dén cac diéu kién nhu thoi gian han ché, ndi luc, ngoai luc va thay d6i moi
truong. Va trén hét ong phai tuan theo ménh 1€nh cua Chi huy T6i cao.

Mot chuyén c6 Trung Qudc van con luu truyén. Co hai dng vua thach nhau
dua ngya, diéu kién 13 ké thua s& phai mat nudc cho ngudi thang. Cudc dua co
3 vong, ai thiang hai coi nhu thing cudc. Ching ta goi hai nudc 1a X va Y.
Nudc X do tham théy nuoc Y s€ ra ngua theo thir hang lan luot: tran dau ngua
hang A, tran hai hang B va trn cudi hang C.

Thé 1a ¢ vong dau, nuéc X dua ngua hang C ra thi dau véi ngua hang A cua
nuoc Y. Tat nhién la nudc X thua.

Vong hai, nuéc X dua ngua hang A ra ddu voi ngua hang B cua nuéc Y.
Nudce X thang.

Vong ba, nude X dua ngua hang B ra ddu véi hang ¢ ciia nude Y. Nude X lai
thang.

Nudc X thing hai trong ba vong va thing toan cudc gianh dugc phan 1anh thd
cua nudc Y nhu da thoa thuan.

Cau chuyén rin day chung ta: thua trdn dau khong c6 nghia 1 lién tiép thua.
Tot hon 1a biét thua khi can, dé bao toan lyc luong cho co hdi thuan 1gi hon.

C6 mot cau néi rat hay: “Néu ban khong biét thua thé nao thi ciing chang biét
lam sao dé€ thang”. Ban can nghi vé diéu ay doi chut.

Chung ta hdy trd lai cudc tranh luan vé chién luge. Toi mubn dan ra mot thi
du khac don gian hon. Gia sir trong cudc thi toan thoi gian 1 gid c6 4 cau, mdi
cau 25 diém. Nhiing sinh vién c6 chién luoc thi c6 kha ning thanh cong hon
ca. Ctr cau dé 1am trudc, cau kho 1am sau hodc cau quéa kho hay khong du thoi
gian lam thi bo ludn vi du chi lam dugc 2 cau ho cling vuot qua ky thi véi
50% s6 diém.

Mat khac, mot sinh vién khong co chién luoc béng moi gia gidi cho ra cau
kho. Anh ta giai xong cau kho do thi vira lac hét gio. Vay la, du thong minh
(giai dugc cau kho) anh ta van trugt vi chi c6 25 diém. Thi du nay goi nhac
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cho ta dung di sudt cudoc doi ma khong cé chién lugec.

Mot sé ngudi nham “chién lugc” véi “chinh sach”. Mot chién lugce 1a khi
trong dau ban c¢6 muc tiéu, nhiém vu 1o rang, thi ban s& c6 duong hudng 1an
phuong cach dé dat duoc muc tiéu 4y. Pudng hudng va cach thirc 13 nhiing
chién lugc két lai theo hudng chién luge nhu két nhitng déa hoa thanh mot
vong hoa. Trai lai chinh sach khong thudéc muc dich. N6 dinh hudéng cho
chung ta diéu nén lam va khong nén lam. Vi du, cong ty Sumitomo, mdt trong
5 cong ty 10n ctia Nhat Ban, ¢ chinh sach khong dau co. Néu khéng c6 chinh
sach ay, mot sd chi nhanh ciia cong ty trén thé gidi co thé dau co vao dat dai.
Khi kinh té ngimg tré, gia dat rét, thi truong thira mira, cong ty han phai bi
mat nhiéu kinh khung. DAy ciing 13 diéu xay ra v4i ngan hang Barings nudc
Anh khi ho khong c6 chinh sach chdng dau co. Chi mot dém, chang Nick
Lesson tré tudi dd 1am pha san mot ngan hang 200 nim tudi.

Mt chién lwoc la khi trong ¢ ddu ban c6 muc tteu, nhiém vu ro mng, thi ban
sé c6 dwong hwdéng lin phwong cdch dé dat dwoc muc tiéu dy.

Thi duy & Thai Lan, chinh sach ctua C.P. Group 13 chét lvgng san pham cua ho
phai ¢ muc dinh. Tap doan nay khong mudn kiém 101 tir san pham chit luong
thap. Gia sir co mot cong ty trong tip doan c6 doanh sb ban hang kém lai giai
quyét van d& mot cach map mo. Cong ty ndy ling 1& giam chat luong san
pham va ban véi gia ré; doanh s ban it s& ting dem vé cho cong ty nhiéu loi
nhuan. Nhung két cuc, toan bo C.P. Group s€ sa sut vi san phrflm cua ho khong
con dugc tin cay nhu xua.

Tuy nhién mot chinh sach 1a can thiét dé diéu chinh mot chién luge. Nguoi
khong chinh sach, chang chién luoc van c6 thé phan tng tét trong mot sé tinh
huéng. Ho lam viéc ngay lai ngay, chat vat méi du an, nhung chang thé nao
tién dén dugc muc dich cudi cung cua cudc doi. Vi dy, Sri Thanonchai, anh
hing trong chuyén dan gian Thai, 13 nguoi rat nhanh tri. Ong thuong hon
ngudi boi sy tinh ranh va nhiéu thi thuat. Tuy nhién cudi cung ai ai cling cuoi
cot ong. That dang thuong cho xa hoi Thai ¢ chiéu hudng ngudng md nhing
kiéu nguoi dy. Mot s6 ngudi cam thdy vui khi 1am loi cho ké khac. Ho quén
rang moi diéu déu bat ngudn tir gia ca. Nhung thuong thi gia phai tra cao hon
gi4 tri thyc. Nhiéu thuong gia kiém 10i tir viéc lira nguoi khac ma khong nhan
ra bat tric c6 thé mang lai. P6i khi no tro thanh van dé sdng con.
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Nguwoi khéng chinh sdch, ching chién lwoc vén cé thé phan ikng tot trong
mot so tinh huong, nhung chang thé nao tién déen dwoc muc dich cuoi cung
cua cudc doi.

Co vay ciling can c6 chién luge dic biét va phdi hop. N6 day ta viéc nay ké
tiép viéc kia, va c6 hi€éu ing dai vdi toan cuc. “Co vay” day ta biét tiém nang
ctia d6i thu; hién thuc hoa cai gia phai tra cho mdi chién thang. “Co vay” day
ta hanh dong c6 chién luge va chi din doi ta bang chinh sach.

“Co vay” day ta viéc nay ké tiép viéc kia, va co hiéu wng dai voi toan cuc.

Nhitng diéu “Co vay” day ta ¢ thé tom luge nhu sau: mong thang véi gia cao
s€ mang dén nhiéu bat lgi hon 13 thuan loi. Khi choi, ta khong duoc nghi
minh thing. Cung lac khong duoc nhan minh thua. Vay chung ta phai lam gi?
Cudc chién thuc thu phai tranh bi hoan canh cam dd, boi n6 1am ban ndi long
tham va mudn triét pha ddi thi. Nguoi chién thang 14 nguoi kién tri, 1am boc
l(f),su hép tip cua d6i thi. Nhitng nguoi khong cb thing lai 1a nguoi chién
thang.

Trong cudc song hiy ging dung choi troi ai, vi khong ai mudn thua va bj bé
mit. Cac cong ty can sir dung hitu han ngudn luc dé phat trién tiém ning vuot
truge ddi thu. Diéu ho khong nén lam la tap trung moi nguén luc nhim triét
pha dbi thu, vi chi gy méu thuln, hiy nén st dung tot cac ngudn luc ay cho
sy sang tao.

Chién thang thuc sy 1a tién téi muc tiéu chit khong phai 1a choi troi. Do 1a 1y
do co ban an chtra trong cau noi: “Bat chién ty nhién thanh”.
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Chuong 6: PAO GIAO VA CHIEN LUQC

Tir “Co vay” dén hat nhén

Khi noi vé “Co vay” khi dién thuyét, toi hay hoi cac khan gia: “Co Vay kho
choi khi ta chi dung 2 quan den va trang, s& bot phic tap hon ching khi dung
4 thay vi 2, mot bén tréng, vang; mot bén den, d6?”. Hau hét cac khan gia déu
noi: “Ping”.

Nhung thuc té thi nguoc lai.
Tai sao? Hay d¢é t6i giai thich.

Bit dau voi bang tran, 1 quan tring s& C(') 361 vi tri dau tién dé chon. Bén luot
quan trang s€ ¢6 360 lu’a chon. Quay vé quan den c6 359 luya chon o nuc)’c thir
ba. Néu quan den ddt gan quan tring co nghia 13 tan cong, néu dit gan quan
minh 14 cing ¢6 d6i hinh.

Su linh hoat cua tro choi trén ban 1a 361 x 360 x 359... hay giai thtra ctia 361!
Co6 nguoi uoc tinh 10 Iy thira 768 (c6 ai biét dich xac con s6 nay khong
nhi?). Vay nén qua hon 3000 nim, hai tro “Cd vay” van duoc choi cung 1
cach.

Bay glor chung ta doi thanh 4 mau quan. Ngu:0’1 choi tring Vang s¢ dat quan
vang gan quan vang khac, chu khong thé dit gan nhoém quan trang vi nd co
nghia 13 tdn céng chinh minh. Két qua dang budn hon 1a s6 lya chon s& giam
xudng. Su linh hoat s& kém di khi s6 mau quan ting 1én. Vay 1a néu ban co
cang nhiéu quan va c6 luat kiém soat nudc di cua timg quén, thi cang dé dé
doan trude dugce nude di va cang c¢6 kha nang 1dp nén cac cong thirc choi.

Vay nén, kinh nghiém hang ngan nam nay, phuong an t61 vu la quan co 2 mau
trang va den, khong han ché ciing nhu khong c6 luat di quan nhu cd vua. Diéu
nay lam cho “Co Vay” ¢6 tinh linh hoat cao, nhiéu nudc di dén mic ma may
tinh ciing khéng danh bai dugc chung ta. May tinh k§y thuat cao nhu thé ciing
chi bat ddu bang s6 nhi phan 13 0 va 1, lam né linh hoat t6i da. Triét hoc
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Trung Hoa ¢6 hon bdn ngan nam tudi ciing cho rang, vil try bat ngudn tir hai
161 nang luong co ban 1a “am”va “duong”. Pao gido (sau Phat gido 50 nam)
cling da viét trong chuong 42 cia Pao Pirc Kinh:

Dao sinh Thai cuc

Thai cyc sinh Luong nghi
Lwong nghi sinh T twong

Tur twong sinh can khon vii tru.

“Thai cuc” & day la thé co ban. “Ludng nghi” 1a “am” va “duong”, sau do
“am” va “duong” tac dong vdi nhau tao nén moi vat trong vii tru.

Vi kién thire vat 1y hién dai, chiung ta biét rﬁng moi vat bao gém cac nguyén
td; mdi nguyén td chra cac nguyén tor, trong mdi nguyén tr ¢ electron,
proton, neutron c6 sd luong khac nhau tiy thudc vao nguyén t6. Nho hon
electron 13 1 lugng tr chira nhiéu cac hat quark (vi lugng) khac nhau. Do
chinh 13 ning luong cuia vii try. Giita cac hat ning luong c6 khoang tréng ¢
trang thai khong nang lugng. Nang luong tuong duong vdoi “duong”, khong
nang luong tuong duong véi “am”.

O muc 3, co sy chuyén tir “dwong” sang “4m”. Ay chinh 1a ning luong
chuyén thanh nguyén tir, phan tir va vat chat. Chuyén tir “4m” sang “duong”
nghia 1a vat chit chuyén thanh niang luong. Nhu vdy, bom nguyén tir dd chimg
minh rang 1y thuyét cua Fisson va Fusion 1a twong duong v6i Pao gido. Qua
trinh tht 3 san sinh ra moi vat trong vii tru. Hang ngdy, nguoi doi chuyén tir
cuc nay sang cuc khac nhu kho dau - hanh phic, trén - dudi, c6 - khong. Chi
can hanh phuc va ndi budn chao qua chao lai cling du dé thanh mot vo kich
cudc doi tir khi sinh ra dén luc nham mat, ngan doi nay van thé.

“Co vay” voi ) quan it nhat: tréng va den, lai thanh loai co linh hoat nht,
giong nhu tro choi cude doi phai di qua mot qua trinh bién doi lién tuc. Mdi
lan quan co duoc dit 13 toan bo ban cd thay doi, cling nhu doi nguoi, thay doi
lién tuc va khong doan trude duge. Choi “Co vay” ta gip nhiing tinh hubng
thay d6i ngoai sy kiém soat. Vay thi, ta sdng thé nao voi mot cudc doi khong
chic chan va khong doan truéc? Nguyén tic “Co vay” s& cho ta nhitng chi
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dan.

Pao gidao: Khong gian sinh van vt

Piém quan trong cta “Co vay” 1a day ta cach thay d6i nay xay ra trén nén
tang cta khoang khong, khi ta dit quan cd vao diém trong. Trai dat quay
quanh mit troi nhd ¢o khoang khong, néu khong nd sé va vao cac vat khac
gay hiu qua tham khéc. Gia sir c6 mot ngudi bi canh sat bat vi tdi trang rd
rang trong vong 3 ngdy. Anh ta biét chéc minh s€ bi tu, anh ta khong chiu
dung ndi nén quyét dinh tu sat. Diéu dy chi ra rang anh ta khong con khoang
trbng nao trong ndo. Néu nguoc lai, thi anh ta quyét dinh song tlep, bo1 anh
cqn hy vong. Anh ta c6 mot khoang khong cung anh du dé tim kiém su thay
doi.

Pao gido thuong néi vé loi ich cia khoang khéng. Chuong 11 cua Pao Pic
Kinh viét ti mi vé loi ich cua khoang khong nhu sau:

“Ba muoi nan hoa cung qui vao mot cai banh xe, nhung chinh nh¢ khoang
trbng trong cai banh xe ma xe méi dung dugc. Nhoi dat sét dé 1am chén bat,
nhung chinh nho céi khoang tréng khong & trong ma chén bat méi dung duoc.
Puc cira, ctra s6 dé 1am nha, chinh nho cai trong khong d6 ma nha méi dung
duoc. Vay ta tuong cai “cd” [banh xe, chén bat, nha] co6 1gi cho ta, ma thuc ra
cai “khong” mdéi lam cho cai “c6” hiru ich”.

Suy nghi vé diéu 4y, ban s& nhin thay sy hitu dung phu thudc vao gia tri cia
khoang khong. Vi c6 khoang tréng thi moi vat méi dat duoc vao do. Khong ai
mudn mua mot chiéc xe Mercedes ré ma kin dic, vi khong thé vao trong
duoc.

T6i ¢6 hai ban tay. Khi dién thuyét, néu tay phai cAm micro, tay trai toi hitu
dung hon vi ¢6 thé dung dé cam mot cai gi d6. Néu to6i mudn dung tay phai,
t6i phai dat micro xudng trudc tién. Tay phai t6i phai tréng dé hiru dung tro
lai. Con nguoi phai biét khi nao tu tao cho minh vai “khoang tréng” dé co thé
duoc lap day vao ddy sy hitu dung.

Vay nén, dling cam buodng xudi, dling cam ra di, thé va chi thé méi tao
khoang trong dé ndng luong méi lap day.
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Trong “Co vay”, vao nira van, néu ta choi mot quan den, ta s& thdy c6 trong
tay minh khoang mudi nhom lon nho cua ching. M&i 1an mot quan cd chuan
bi dat xuong, ta phai chiu mot vai ap luc. Mot quan khong dong thot ctiru duoc
cac nhom. Pé ciru mot nhom thuong qua mudn. Nhung néu ching ta chiu
chat hy sinh thi chi mat sdu thay vi mat muoi. Cling twong tu khi ta ¢ nta
duong doi. Ching ta ¢6 hang déng kho khan hay ganh niang & nha hay ngoai
xa hoi, hoac ap luc cong viéce. Néu ban 1a mot chtt doanh nghi¢p ma viéc kinh
doanh khong con 1 xu dinh tai thi 24 gio trong ngay khong di dé ban nghi vé
mot trim 1& mot van dé. Vay nén, diing cam budng xudi, diing cam ra di, thé
va chi thé méi tao khoang trong dé ning luong méi lap day.

Chién lwoge ciia cac chién lwge: duw trir niing lwong va cho phép chiing mat
di

Ning luong ludn hiru han. Thé thi tai sao no lai quy gia va phai st dung cho
loi nhuén t6i da? Trong mdt cong ty, ning luong 14y tir ngudn nhén lyc, vén
dau vao, thoi gian, k¥ thuat, noi luc va ngoai luc, tat ca két hop rat chit ché.
St dung ning luong ciing can c6 chién luge. Sir dung ning luong c6 chién
luge 1a: “dung it nhat, cho két qua t6i wu”. Nhu mét ngan ngit Trung Qudc:
“Bo6 vao mdt ntra, 1ay ra hon hai 1an mong doi”. Piéu ay chi xay ra khi mot du
an phuc vu cho nhu cau cong dong, nghia 1a kha ning téi thiéu cho loi ich tdi
da. Nguogc lai, mot ké hoach ich ky dugc bia dat va gidu giém s& tén qua
nhiéu ning luong. N6 st dung hai 14n ning lwong ma chi nhan duoc nira két
qua. Ca Lao Tu va “Co vay” déu day ching ta khong chong lai thién nhién,
bang viéc danh cap cua cong dong roi nhét ddy tai minh. Khong Phu Tt hay
Khéng Tir, nha triét hoc vi dai khac cua Trung Qudc, ciing nhdn manh tam
quan trong ctia viéc phuc vu cong dong ma khong can tra on. Nhung cudi
cung, nhing 161 day 4y lang 1& mo dan véi thoi gian.

Pé so sanh, chung ta c6 thé nghi vé viéc xdy duong cao tdc. Chiing ta mudn
con dudng ngan nhat c¢6 thé dé d& nguyén liéu, nhan lyc va cac dau vao khac.
Tuy nhién néu ching ta phai xdy con dudng cong, hoic qua ving dat phat
trién trong tuong lai thi con duong phai dai hon can thiét nhu ngudi ta thuong
no6i: “Con nguoi 1a cong, dy 1 con dudng!”.

O trudong hop dic biét, dé ké hoach thanh cong, ngudi 1ap ké hoach phai hy
sinh ca mang séng. Trong phim Armageddon, nhan vat chinh phai thuc hién
ké hoach tmg phé véi mot thién thach sap va vao trai dat. Nguoi lap ké hoach
biét rang chi c6 cach duy nhét cho ké hoach thanh cong 1a minh 6ng trén thién
thach, kich hoa qua bom phéa hity né. Ong phai chiu dung nhitng phut cudi
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cung den toi vi biét pha hity thién thach 1a cung luc pha huy doi minh. Nhiing
ngudi nhu thé dang 1a c6 mot ndi luc phi thuong.

C6 thé so sanh v6i tham kich 11-9-2001 khi cudc tan cong khung bd lam sap
Trung tAm Thuong mai Quéc té & My giét chét hang loat nguoi. Ching ta can
phan biét giita dirc hy sinh vi sy séng con cua nhan loai trong phim
Armageddon Véi cudc tan cong lidu chét ciia bon khfmg bd giét hai nguoi vo
t01 Hanh dong 4y chang c6 long diing cam cling ching c6 dtc hy sinh. N6
can bi 1én an vi khong ai cho phép dung mang song con ngudi dé phuc vu dirc
tin.

Cudc chién véi long trac an

Pao giao ca tung su tiét kiém nang luong. Dé tir bo théi tham lam, thém khat
clia cai, moi ngudi can giam di quan diém thién vé vat chat. Con ngudi khong
duoc tiéu phi ning luong dé theo dudi va tich lity nhitng cta cai cho thoa long
dam mé ich ky.

Tu tudong Pao gido kha ddi nghich véi thai d6 chung cia xa hoi. Tuy nhién
diéu 4y 1a dang ngoi khen. DPé 1am mot thu linh vi dai thi phai chi dao tir phia
sau thay vi ludn ¢ phia trude. D6 1a cach gianh dugc su phdi hop tham chi ca
long trung thanh. Hay nghi vé& ngudi linh chién ddu quén minh cho t6 quéc,
hay nguoi1 me bao vé con khi gap hiém hoa.

Chuong 13 cta Tén Ti Binh Phdp ciing nhan manh diém tuong tu thé. Ton
T va Lio Tu ciing gan nhu cung thoi. Ca hai cung séng trong thdi Chién
qudc khi cac vua chua co tham vong bién Trung Qudc thanh chién trudong
khéc liét. Tén Tir Binh Phdp khong phai viét cho cac vua chua gy chién
tranh khat mau, hay ¢6 vii ho théng tran nay dén tran khac. N6 duoc viét dé
cung cip nguyén nhan va 1a 10i canh bao chdng lai sy tan khoc ciia chién
tranh.

Trong chuong 13, dé tom tit nhiing tu tuéng cia minh, Ton Tir viét:

“Nhin chung, dé nudi mot doi quan hang trim ngan tién xa hang ngan dim
tidu tén ciia dan cta nude ngan lugng vang mdi ngay”. Cé nhitng ngudi linh
vé hoang mang 10 ca ra ngoai mat, c6 nhiing nguoi linh kiét strc trén duong di
va hang trim nghin ngudi than cua ho khong thé 1am hét duoc viéc hang
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ngay.

Vay nén chién tranh can tranh, vi chuan bi mét doi quan la mang kho dau cho
dan chung, str dung nhiéu strc ngudi, sttc ciia. Chién tranh dong nghia véi
chét chéc, tham bai, huy di¢t cung bénh tat va kho dau. Chién tranh that dang
nguyén rua.

Thay vao d6, Ton Tir khuyén “khong ddnh ma thang”.

Trong chuong 3 cta Ton Tir Binh Phdp, ong viét:

“Nhin chung, khéng danh ma thing qudn thu la diéu tot nhat.

Tiéu diét quan thir la diéu tot sé 2.

Nén trong chién legc chién tranh

Tram trdn, tram thdang khéng phai tuyét voi nhat,

Chinh phuc quadn thit ma khéng danh trdn la dinh diém tuyét voi.
Piéu tot nhat cia chién luoc chién tranh la thcfng nho cé ké hoach,
Tiép theo la nho vao ngoai giao.

Tiép dén la tan cong ké thi

Va té nhat la tan cong thanh tri cua dich”.

Té6n Tir ciing chi ra viéc quan trong dé dung “mat tham” hay “gian diép” lam
diu cudc chién trugce luc bat dau. Ong viét trong chuong 13:

“Tir chéi chi ra vai tram heong vang dé biét tinh hinh cia ké dich (nén phdi
chiu thua) la dinh cao cua vo nhan dao.

Khéng ddnh ma thang qudn thi la diéu tot nhat”.
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Néu cudi cung chién tranh khong thé tranh dugc thi phai danh thang cang
nhanh cang tot. Chil soai khong giéi néu khong luong trude duge mat mat
kinh khiing khi cudc chién kéo dai. Myc dich ciia chién tranh 1a tim kiém hoa
binh cht khong phai dé hay diét quan thi. Khi ca hai phia da kiét strc vi cude
chién thi bén bét loi can yéu cau hoa giai néu ddi phwong cho ho co hoi. o
chinh 13 triét Iy chién tranh cua Ton Tu. That dang thuong cho mot sé nudce
khong danh gia cao diém nay dé dan nudc minh ganh chiu hau qua. Hiy xem
nuoc Nhat.

Trong Thé chién II, tir sém Nhat Ban di gianh dugc nhiéu chién thing, nhung
khong biét diém ding. Nguoi Nhat mudn hay diét va thon tinh Trung Quéc
nén di budc ngudi Trung Qudc chién ddu lai khi bi dén vao chan tudng.
Nhung cudi cung Nhat bi danh bai. Ban co thé noi rr?mg Nhat thua vi chua hoc
101 day vé 10ng tric an ctia Ton Tir. Du cac tudng linh Nhat da quen véi Ton
Tv Binh Phdp, ho van thich k¥ thuat chién tranh hon. Ho dd bo qua cot 15i 1oi
day cua Ton Tu, nén moi xac dinh: “Bach chién, bach théng”.

Ho quén rang: “ Thiang ma khong can danh 1a thang loi vi dai nhat”.
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Chuong 7: CHIEN LUQC PIEU HANH: PUONG
MUA KIEM CUA CEO

Nhu con chim bay vt 1én troi cao vdi doi canh cua minh, cidc cong ty phai
bay dén thanh cong bang d6i canh “Pao” va “chién lugc”. “Pao” 1a con
duong tinh than bén trong kiém soat sttc manh. “Chién lugc” 1a k¥ thuat thuc
hanh. Piéu hanh 12 mot ky thuat néu khong c6 “Pao” thi khong thé tao nén
nén vin hoa bén trong hing manh cta cong ty. Diéu hanh véi “Pao” ma
khong c6 k¥ thuat thi khong thé dat hiéu qua. Tén Tiw Binh Phdp ti lau da
duogc danh gia cao; n6 dugce dich ra vai thir tiéng va da dat vi1 tri cao hon 400
van ban vé chién tranh khac, boi quyén sach chtra day “Dao” va “ky thuat”.

Mot CEO mudn thanh cong phai hoc “Pao” va “chién luwoc” dé c6 thé pha lan
ca hai vao k¥ thuat diéu hanh. Piéu quan trong 13 k¥ thuat nay phai dya trén
co sO ctia “Pao”. K§ thuat ndy c6 thé so sanh voi rat nhiéu dudng nét khi muaa
kiém. Chung trong dep dén kinh hon, nhung nhitng duong kiém 4y ciing chi
dirng lai & “diéu mua” néu chung duoc sir dung ma khong hiéu gi vé sy “chat
loc k¥ thuat”, va khong cé su phat trién cta “nodi luc”.

T6i tin rang chuyén dong dau tién cua ching ta bat dau tir chit “tdm nhin”.
“Tam nhin” 1a kha ning nhin xa trong rong hon ngudi thuong. Ty t6i phai co
tdm nhin toan thé gii vi dang diéu hanh mot cong ty da qudc gia c6 ching
1.000 chi nhanh. Nhitng cong ty kiéu nay c6 anh huéng dén chinh sach kinh
té xa hoi ctia nhidu nudc ciing nhu doi séng cta dan thuong. Vi du hai muoi
nam trude, chang may nguoi biét dén hinh dang chiéc dién thoai di dong.
Ngay nay nd gan nhu tré thanh mot phan cudc séng cua ching ta.

Pé theo kip v6i khuynh hudng toan cau, Thai Lan can phat trién cac cong ty
toan cau da 16n dé ndi két vai tién trinh toan cau hoa. Mic du cong ty 16n caa
chung ta d6i véi thé gidi cling chi 1a cong ty mitc nhé ma théi. Diu ching c6
tiém ning hon cic cong ty vira va nho, nhung ciing chi 1a hat buyi trén vil
truong qudc té. Nén kinh té Thai Lan can dya trén khu v tu nhan cht khong
phai khu vuc céng. Cac nha diéu hanh cao nhit cia cac cong ty nay ciing
ngang tam quan trong ctia mdt bd trudng; ho ciing s& dugc hoan nghénh
ngang bang véi chinh khach khi viéng thim chinh thirc cac nude khac, va sé
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duoc cac phuong tién thong tin dai chung quan tam nhu moét vi nguyén thu
qudc gia.

Tam nhin 13 kha ning nhin trude va trén gap it nhat ba 1an cong viéc hién tai.
Chi qua tam nhin méi c6 thé vach huéng di dung dé mo rong trong tuong lai.
Vi du ban kinh doanh giay, ban khong chi quan tdim dén gidy. Ban can quan
tam dén ca nhitng nganh lién quan nhu 40 quan, tii xach thAm chi dén khuynh
hudng trang diém nim sau. Vi rang nganh kinh doanh giay khong chi “cat va
may”’; ma thuc su con 13 mot phan cua gidi thoi trang.

Nhiing cong ty toan cau hang dau ludn c6 “tdm nhin” rat xa. Vi dy, Cong ty
Xerox, san xuat va kinh doanh thanh cong 16n cac may copy, dén mirc ma véi
nguoi Thai, tir “Xerox” déng nghia vdi “copy”. Nhung cac nha diéu hanh
cong ty mudng tuong cong ty cua ho chi don thuan 13 “Xeroxer”, nghia 1a
“Cong ty Tai li¢u”, vé1 muc dich ché ngu tat ca nhitng gi lién quan dén tai
liéu. Trong trudng hop khac, Cong ty 3M, nha san xuat bang keo cellulose 16n
nhat thé gidi, khong hai 1ong véi viée chi 1am bang keo. Triét 1y kinh doanh
ctia ho: “3M 1a doi méi”, co nghia Cong ty 3M phai thudng xuyén phat trién
nhd ddi méi. Ho ty dit minh vao mot cong ty sang tao thay cho cong ty chi
chuyén san xuit bang keo va “Scotchbrite” (cac san phim nhu gidy bdi tuong,
miéng lau nha hiéu 3M). Tuong tu, Thai PTT nhén thiy kinh doanh ning
lwgng kha hon 1 cac tram ban gas. GROHE, cong ty san xuat voi ruou dep va
bén nhit tuyén bd d6 1a kinh doanh “k¥ thuat nudc”.

Cong ty da tim cach diéu chinh nhiét do cua voi nudc, gang 1am can bang
nudc nong va nudce lanh sao cho ching khong 1am bong nguodi dung. Va danh
sach cua nhiing cong ty nhu vay cu thé dai ra.

Tam nhin la khd néing nhin triwede va trén gép it nhit ba lan céng viéc hién
tai. Chi qua tam nhin moi co thé vach huong di dung dé mo rong trong
twong lai.

Tam nhin t6t con c6 nghia gan thanh mot khoi loi ich céng ty va nhu cau cua
xa h01 vi cong ty phuc vu cong dong va ciing dugc cong dong ung ho. Nguoc
lai, néu muyc tiéu cta né lam trai voi loi 1ch cong dong khién cong dong phan
d6i, budc cong ty phai dimg lai muyc tiéu ay.

Twr “tdm nhin”- visions ¢ trén khong phai 1a “vison” doc gan v&i am Thai 1a
“thién can” thuong dung cham biém théai d va céach ti€p can ctua nhiéu doanh
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nhan Thai. Chi c6 vision (khong phai vison) dwa mot cong ty tir ngd cut tién
dén sy phat trién bung sang va khong gidi han.

Gio dy, han doc gia nén nong mudn biét vé tim nhin va chién lugc cua Cong
ty 7-Eleven du6i su diéu hanh ctia dan Thai. Vay day 1a lac noi that! Tam
nhin cua 7-Eleven dugc cong bd véi toan nhan vién: muc tiéu cua 7-Eleven 1a
tim va dap tng nhu ciu cta khach hang hién tai va twong lai. Chung ta tap
trung vao viéc tao nén moi trudng shopping thuan tién, va cac dich vu hoan
hao béng viéc xay cac mang ludi hitu hi¢u, tinh than hop tac va san sang tai
cAu truc cong ty dé bat kip xu hudng kinh doanh thoi dai.

Ban thay ddy, t6i khong no6i 7-Eleven 1a dai 1y ban 1¢ tot nhit ma nhan manh
dau tién la: “Tién nghi va dich vu”.

“Hang hoa” chi mang nghia 1a dem tién nghi dén cho khach hang. Néu trong
turong lai ngudi ta khong dung xa phong, khéng dn x6t cé nira, ching ta s&
chuyén dbi bat luan hang hoa gi 1am cudc sdng ho tién nghi hon. Ngay nay,
bén canh cac hang tap hoa chiing ta con mang dén cho khach hang sach, bang
dia nhac, hang cong nghé thong tin nhu dién thoai di dong hay cac bo kit
internet. Vay la chiang t61 da dap ung su dugc quan tdm cua ban va lam hai
1ong nhu cau ngdy cang cao cua khach hang.

Pay 14 Iy do chung ta khoi xudng “dich vu tai quay” dé ban c6 thé “tra bat ky,
mua moi thi”. Khach hang co thé tra cac hoa don tién ich 24 gio mot ngay,
khong c6 ngay nghi. Ho c6 thé nhan dugc thé mua hang & mot phong trung
bay nao cta 7-Eleven gin nha hay co quan cua ho va nhu vay thi ho khoi phai
duong dau véi nan ket xe hodc chen 14n qua dam dong nhu ngay trude.

Téi khéng néi 7-Eleven la dai Iy bdn [é tot nhit ma nhin manh ddu tién la:
“Tién nghi va dich vu”.

Mot dich vu méi cua 7-Eleven 1a “tao thanh cira hang bach héa tong hop cua
chinh ban” hay dy an “7-Catalog”. Khach hang c6 thé dua don dat hang, tra
tién, va nhan hang & mot cra hang 7-Eleven gan chd ho 24 gid mdt ngay,
khong c6 ngay nghi.

Chung t6i gui thong diép dén cong dong rang chung t6i 1a nhitg ngudi ban
than ¢ gan cac ban. Mot ctra hang mat nhu céi tu lanh 16n, c6 cho ngoi nghi,
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c6 duong nhd cho nguoi di b, cho nguoi cho xe bus, mot noi gap gd, mot
chd ngoat co bang chi dan, mot diém an toan vé dém vi ndé dugc chiéu sang
t6t. R4t nhidu ctra hidu cta ching toi thanh chg thau dém, vi nhitng nguoi ban
hang rong va nguoi mua tap trung mua ban cdc mon hang cua ho trude 7-
Eleven. Gan thi chung t6i ¢ ngay thém nha ban. Xa thi chung t6i chao cac
dich vu cho ban ngay ca khi ban ¢ tan mién béc cua dat nudc. Chung t61 dang
va s& dem lai nhiéu diéu khac nira dé nguoi Thai s€ co nhiéu hon sy an nhan
va tién nghi.

Cong ty 7-Eleven ciing cam két giup d& chinh phu. Hlen tai, sO lu’ong trung
binh khach hang ra vao 7-Eleven la hai triéu luot m01 ngay; mot tuan mdi
khach hang dén shop ctia ching t6i 2-3 1an. Tong s khoang 7 triéu ngui,
hon 10% dan sb 60 triéu ngudi ctia Thai.

Trong thoi ky thiéu dudong in, B6 Thuong mai da dung cac chi nhanh cia 7-
Eleven nhu cac dai 1y cung cap hang duoc kiém soat gia ciia ho, gitp giam
nhe nhitng kho khan cua khach he‘mg Trong thoi ky cai t6 chinh tri 1977, chi
mot thanh vién Ban Du thao Hién phap cho Bangkok khong thé phat tin tic
va bao chi cho toan thanh phd trong thoi gian ngin. Cubi cung, voi su giup dd
ctia 7-Eleven, toan bo tién trinh dugc thuc hién trong vong 45 ngay dung nhu
nghi dinh cta phap luat. Hién 7-Eleven dang phdi hop voéi Phong Bao vé
Khach hang, nhan nhitng 10i than phién bat ké 13 lam dung dia vi hay bt
cong. Chung to6i cling nhan rong co hdi hoc cao hoc cho moi nguoi qua viée
gitp truong Pai hoc M& Sukhothai Thammathiraj ban cac don dang ky o cac
chi nhanh cua 7-Eleven. Tinh theo san luong, doanh s ban hang cta chiing
t6i twong dwong mot nira doanh s ban hang cua ca nudc. Pudng kiém thir hai
la chuyén “tAm nhin” sang “nhi¢m vy” roi dén luot s& duge chia nhé thanh
“muc dich” va “muc tiéu” phai hoan thanh. Tir nhitng tdm nhin trén, ching t6i
chia chung thanh 5 nhiém vu nhu sau:

1. Cong ty s& cung cép cac dich vu cho khach hang muén mua hang mot cach
tién dung boi viée cung cap cac hang hoa va dich vu c6 chat lugng theo mong
muon cua khach hang.

2. Cong ty s¢ xay dung mot doi ngli nhan vién cé tw duy dich vu, trung thanh
va c6 nhu¢ khi dé lam viéc voi chat lugng tot.

3. Cong ty s& dong gop cho twong lai dit nude boi viée tro gitip gido duc, dua
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nhimg ngudi tré thanh ngudi tét, c6 ning luc va sdng hanh phic.

4. Cong ty s& kiém tim va ung dung cac k¥ thuat méi trong tat ca cac mat diéu
hanh.

5. Cong ty s& xay dung mot tO chtrc co chat luong dé theo kip v6i khuynh
hudng kinh doanh méi.

DPuong kiém thir ba 1a chuyén mdt “nhiém vy” thanh mét “chién luge”. Nam
nhiém vu phai chuyén thanh cac chién lugc thuyc hanh, néu khéng ching sé
tr¢ thanh “nhiém vu bat kha thi”. Sau day 1a mot s6 chién lugc:

1. Chién lugc “chi nhanh”

Chung t6i ddy manh viéc md chi nhanh méi thanh chi tiéu ngay ca khi toan
bo nén kinh té dat nudc con dang ngung tré.

2. Chién lugce “hang mo1”

Chiing t6i khong doi dén khi kho hang can méi tim hang thay thé. Chung t6i
lién tuc tim kiém cac dang md&i cua hang héa va dich vu nham hép dan va lam
hai long khach hang, v&1 muc ti€u rd rang la bao nhiéu loai da dugc ban va
bao nhiéu loai dugc chuyén trong vong mot thang.

3. Chién lugc “tap hoa”

Chung t6i tin rang “ngudi d6i phai duoc thoéa méan”, va ky nguyén ndy con
ngudi can thic an bat ky lac nao, sau day 1a cac d6 an dong goi “dé dang
mang di” (“easy to g0”) va “sin sang mang di” (“ready to go”). Piéu 4y bao
ham ca cac mén an dan da an nhanh trong vai phat, s& thanh loai thirc an rat
tién loi cta ban trong sudt ngay.

4. Chién luoc “phat trién”

Muc tiéu chién luge nay 14 ting kha ning ctia nhan vién. Chung t6i khong bao
gi0 cat giam chi phi d€ phat trién cho nhan vién tham chi trong thoi gian xau,
vi chiing t61 tin rang chiing t61 cang kho khan thi nhan vién cang phai c6 kha
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ning dé vuc day tinh hinh.
5. Chién lugc “thong tin va truyén théng ndi bo”

Chiing t6i str dung IT dé nang cao hiéu qua bang viéc dau tu vao hé théng
POS c6 thé doc ma vach. Hé thong nay khong nhitng cho phép chiing t6i phan
tich kiéu mau ban hang hang ngay ctia minh ma con cho chung toi biét vé cac
khach hang, tudi tac va gidi tinh ciia ho. Tt ca thong tin déu can thiét néu
chlng t61 mudn theo kip nhu cau cua ho.

6. Chién lugc “nang suat hon”

Muc dich ctia du 4n nay 13 giam gia, ting hiéu qua trong tit ca cac phong, dé

[6]

chuan bi cho cong ty hoan thién tiéu chuan ISO* -,
7. Chién lugc “hinh anh cong ty”

D6 1a muc tiéu chién lugc quan hé cong ching (PR) duoc thuc hién qua tap
doan C.P. 7-Eleven ctia Thai Lan. Cong ty duoc biét va duge chdp nhan boi
khéi tu nhan va khdi cong ddng, bai viéc gop phan vao su phat trién xa hoi va
gido duc cua dat nude.

Thuong c6 mot quan niém sai la 7-Eleven phan nho thanh cac doanh nghiép
ban 1¢ ¢ Thai Lan. That ra, Iy do chinh cho cac shop ban 1é 40 quan hét mode
la léy tor cac nha may noi bo nhiéu hon céc nha may ngoai (nhu mot hau dué
duoc dao tao kha tot tir chdi chi dao cta thoi cha me ho, 1am viée hang say
trong cac cira hiéu toi tan cii k§). Cira hiéu ban 1¢ 16i thoi cudi cing thanh mot
moén d6 ¢, nhung chii nhan ciia né c6 thé doi thanh mot shop cua 7-Eleven,
twong ty 12 nhidu nguoi khic chua hé kinh doanh ban 1& gio ddy c6 thé lién
két qua nhuong quyén kinh doanh ciia chung t6i. Chiing toi s& hd tro ho dé ho
da manh, try viing dugc trong cudc canh tranh véi cac cong ty da qubc gia
dang bat dau dé mat t6i thi trudng ban 1é Thai Lan.

Hon thé nita, 7-Eleven ndp cho Chinh phu day du thué tir cac ctra hang béan 1é.
Chung toi ludn tra day du thué chi trong hoa don khach hang, va luén yéu cau
nha cung cip cho biét tinh trang thué VAT (thué gid tri gia ting). Pén luot
minh, ching t6i bién cic nha cung cép cho cong ty thanh mot phan trong hé
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thong thué VAT. Nhan vién cua chiing tdi, ca ¢ cong ty 1an cac shop, déu dong
thué khau trir di tir tién lwong thang hay tién thuong. Bang cach nay, Chinh
pht nhan mdi mét dong baht va satang (dong xu Thdi, 1 haht = 100 satang -
ND) chiing t6i dong thué dé str dung cho dat nudc. Khac véi cac ctra hiéu ban
tap hoa 13i thoi khong c6 mot chuan muyc tai chinh nao, phan 16n thué nhap
cung hé théng thué VAT. Nhu viy, cong ty 7-Eleven khong nhitng “tao cong
viéc” cho ngudi Thai ma con “tao tién” cho xa hoi Thai.

Puong kiém cudi cung ciia CEO 1a nguyén 1y nhan van. Ching t6i nhin nhan
con ngudi 1a yéu to quan trong nhat cia kinh doanh. Chién lugc cia céc
“CEO chau A” khéng phéi 1a “lg1 nhuan téi da” hay “stic manh toi da”, thay
vao doé 1a “lgi nhuan t01 wu”. Gy 4p luc vé loi nhuan tdi da s& tao nhiéu stress
c¢6 thé 1a cong rom cudi ciing cho ganh ning khong thé ganh tiép cia cong
nhan.

Chiing ti sé hé tro cdc civa higu bdn 16 16i thoi dé ho dii manh, tru viing
dwoc trong cudc canh tranh voi cdac cong ty da quoc gia.

Mot CEO nhan thic duge thanh cong cua cong ty phu thudc vao sttc manh
ctia ngudn luc lao dong thi s& ton trong va khuyén khich doi ngii nhan vién.
Theo Ton Tir, phai tranh lam mét sirc quan hodc bit ho mang vac nhiing gi
khong can thiét. Gio day chung ta rat quan tdm dén “phan cung”, “phan
mém” ma thudng 10 di “phan ngudi”.

Mot CEO phai kién nhan véi doi ngii ciia minh, anh ta khong c6 quyén coi
nhan vién 14 nguoi dé trut gidn dir va that vong. Trai lai d6i khi ho con phai
cho phép chinh minh chiu dung dén cung su bung phat tim 1y ctia nhan vién.
Piéu d6 gitip CEO thau hiéu hon nhiing suy nghi va chu tdm cua nhéan vién,
gitip ong tim ra giai phap dung dan va kip thoi.

» €

Gio ddy chiing ta rit quan tim dén phan cwng ‘phén mém” ma thwong

lo di “phdn nguwoi”.

Tinh dong nghiép phuong Pong khac vdi phuong Tay. Toi xin ké chuyén céc
nhan vién ¢ Nhat. Khi & co quan, CEO va nhan vién rat than thiét va thoai
mai nhu anh em mot nha. Nhung & bén ngoai thi nhan vién t6 thai do 1& phép,
kinh trong CEO cuia ho. O phuong Tay, trong gid' 1am viéc, nhan vién kinh
trong va tuyét ddi tudn theo chi din ctia CEO. Tuy nhién, ngoai gio 1am viéc,
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ho khong chut quan tam dac biét nao dén CEO. Anh di duong anh, t61 duong
t6i. Ngoai gio 1am, moi ngudi déu binh dang, CEO ciing khong ngoai 18. Vi
trong xa hoi phuong Tay, quan hé trong cong ty dua trén 1o1 ich hai bén, c6 di
co lai, chtr khong dua trén long trung thanh ctia con nguoi. Mot cong ty phai
bang long tra luong cao cho nhan vién ma ho mong c6. Néu ho cam thay
khong dap tmg dugc thi chic han 13 “goodbye”.

Vé phia ho, nhan vién lam cong viéc duoc giao voi kha nang tdt nhét, nhung
san sang ra di néu c6 chd lam t6t hon. Tinh cam gép phan 16n lién két con
nguoi lai v6i nhau. Chang ta khong cho phép minh lién két lai v6i nhau chi
bang dong tién.

Lee Iaccoca 1a mot vi du dién hinh. Lam viéc khé nhoc cho dén khi tré thanh
Chu tich Cong ty Ford Motor, vao lac vinh ‘quang ong chiém toan bd mot tang
lau cta cong ty v6i 12 ngudi “ging tay trang” phuc vu. Tuy nhién mot ngay
no, khi 6ng mau thuin véi Chu tich (Henry Ford Jr.), Iaccoca bi budc phai tir
chtrc ma chang quan tam biét bao viéc tot dep 6ng da lam cho cong ty.

To61 con nghe nhiing chuyén chan chuong tuong tu, xay ra trong cong ty c&
16n cia My & Thai Lan. Khi kinh té suy sup, cong ty giam bién ché dé cat
giam chi phi. Lénh duoc ban ra cho cic nhan vién nghi viéc 13 phai dé tréng
chd 1am viéc ciia minh trong vong 2 gid dudi sy dé mit ctia bao vé nhim
tranh viéc ldy trom tai san va thong tin. Bj sa thai ngay lap tic da du dau roi
lai con bi bao vé ho tdng ra ngoai ma khong 1am gi sai trai, diéu gi co6 thé 1am
mat thanh danh hon?

T6i thyc su tin rang ho 1 nhitng nguoi duoc gido duc tot, khéng ¢ tién sir
pham td1, va 1a nhiing céng dan ton trong phap luat. Ngudi diéu hanh chinh
cua cong ty phai ra mit dé bao vé nhan vién cii cia minh. Nhitng nhan vién
nay ciing can c6 it thoi gian dé quen véi tinh trang sa thai lap tirc, dé noi 10i
tam biét voi ban bé dong nghiép, dé nhin 1an cudi nhitng gi than quen xung
quanh d6. Khong cho ho co hoi cudi ciing ay thi that qua nhan tam.

Gido su Chan Yeo Nan, nha nhan ching hoc Hong Kéng, c6 1an dua ra 15
binh tha vi vé yéu td giy nén sy khac biét trong cach song, cach nghi giita
phuong Tay va phuong Pong. Ong ndi rang chau Au 1a luc dia nho xung
quanh 13 bién. Pi lai bang duong bién thuan loi hon dudng bod. Trong quéi
khir, nguoi chau Au ludn 13 nhitng dan toc budn bién vi dai, ton nhiéu thoi
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gian cho mdi ching hai trinh. Trén duong di bién, ho phai d6i mit véi nguy
co tham hoa thién nhién hodc cudp bién. Hon ca, mdi chuyén di kém vén dau
vao 16n ma thuong 13 von vay. Bai thé mdi chuyén di chang khac nao ra tran,
thang hay 1a chét. Nén muc dich cudi cing ciia nhitng ngudi nay 1a tdi da hoa
lg1 nhuén, con tinh ban, long bao dung hay tinh cam bi déy lui lai xa phia sau.
Chau Au trd thanh mét trung tam don thuan dé trao d6i loi nhuan, loi ich va
quyén loi; rat it can sy quan tam, chia sé.

X4 hoi phuong Pong khac xa vé ban chat. Phan 16n ngudi phuong Pong lam
nong nghiép cho dén tan bay gio. Trong qua khir ho phai dau tranh véi thién
nhién khic nghiét, nhung ho song don gian va khong phai dau tranh quyét liét
nhu trong x4 hoi phuong Tay. Hon thé nita, trong xa hoi truyén thong, san
xuat nong nghiép dwa vao lao dong ddi céng va tro gitip cong dong. Mot gia
dinh khong thé trong ba ngay thu hoach hét rudng ltia ciia minh ngoai ra viéc
lam d6 con mang lai su that thoat; lta chin qua s€ rung va bi chim chéc an
mat. Giai phap 12 mot nhom dan lang cung d6i cong cho nhau. N6 tao nén su
lién két. Trén nén tang, 161 sdng phuong Pong tao dung nén mot quan diém
cho va nhan, giap do 1an nhau, mé rong vong tay do lugng, do la nét ndi bat
clia nén vin hoéa phuong Pong. Toi nghi nhitng gia tri vin hoa ay can phai
dugc béo ton.

Cach day khong lau, gido su M.Y. Yoshino, mot hoc gia Nhat Ban, hién dang
1am viéc & Pai hoc Harvard, dén thim va c6 dip chia sé cung t61 quan diém vé
con nguoi phuong Pong va phuong Tay. Ong noi voi 61 rang ngay nay co
mot s6 CEO tdm ¢ bat dau nhan thic duoc gia tri vé sy két ndi con ngu’oq
cua phuong Pong, vi khi n6i hay lam ngud1 My cling 1a nhiing ngudi mudn
nhin thiy va cam nhan sy than mat va déng tam trong cong ty. Pang thuong
cho cac cong ty My, ho da thim nhuan nén van hoa cua chinh ho VO’l muc
tiéu: con so 1a tat ca. Do 1a 1y do c¢d phan cta ho phai cong khai, ho can biét
bang can bang 16 13i hang quy. Thé 1a tay ho bi budc chat. Chi ¢o s6 it CEO
dt manh, du ty tin trong vi tri, voi loi thé quyén luc ctia minh méi cé thé
chéng lai nguyén tac “loi nhuan t6i da”.

Khi phuong Tay ngay cang chuyén hudng di theo con dudng phuong Pong
thi phuong Pong van chay theo ho mot cach mu quang. Mot ngay kia khi
chung ta kiét strc vi chay va bat dau sang mit, sang long, han lac Ay chang co
gi ngac nhién dé kham pha ra ching ta da chay dén diém ma ong cha ta
thudng van dimg. D6 1a diém xuat phat ma ta da ton mot khoang thoi gian dai
dé chay xa khoi no!
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Chuong 8: PHAT TRIEN TO CHUC: Bi MAT
KHONG GI LAY CHUYEN NOI

Trong mot to chuc cling gidng nhu co thé ngudi thuc chét c6 hai hé thong. He
thong thir nhat dya trén bang cn bang tién thu va tién chi dé tinh 10i 15. No
cling gidng nhu hé tiéu hoa, dn vao roi trir thai chat can bi ra, phan dinh
dudng con lai dung cho co thé. Hé thong cing tim quan trong tht hai c6 thé
so voO1 st manh mé€ va can béng cua toan hé théng tuan hoan. Mdt co thé duoc
nudi dudng tdt ¢6 thé bi yéu di néu mot vai hé théng nhu mau, tim hodc than
kinh b1 truc trac.

Ca hai hé thdng c6 tdm quan trong twong duong va phai 1am viéc bd sung
nhau cho co thé khoe manh. Téi tinh c& c6 dugce loai “tién dugc” mudn gio1
thiéu. Loai thudc ndy mui vi kho chiu, nhung nhu cau ngan ngit Trung Quéc
“thudc de'ing da tat, 101 that nghich tai”. Vay la mac do drfmg phan anh chit
lwgng diéu tri. Toi tin rang phuong thude nay s& giup hdi phuc cong ty cua
ban, mang lai sy tuoi méi. T61 khong am chi 1a ban dang bi bénh. Thuc chat
1a t61 da dung nd cho 7- Eleven. D6 1a goi tat- ca-trong-mot gdm nhiéu loai
thude tir khip noi trén thé gidi ngdm cung nhau, tét cho tat ca.

Loai thtr nhét timg it nhiéu duoc 1am quen 14 ISO 9000 phién ban 2000, 13 hé
thong tiéu chuan chat luong thuong dung dé danh gia do tin cdy va tinh kién
dinh cua mot cong ty. Cong ty 7-Eleven c6 25 don vi va 150 ctra hi¢u véi
khoang 20.000 nhan vién ké ca nguoi 1am viéc ban thoi gian. Han nhién céu
trac cong ty kha phirc tap. Hon nita chiing t6i diéu chuyén nhan vién lic nay,
lac kia tuy theo nhu cdu doi hoi. Tuy nhién, diéu chung t6i that su can 1a hé
thdng lam viéc ludn bao dam dau ra tidu chuan. Du thay doi, nhan vién méi
van phai biét va hiéu pham vi lam viéc, tot nhu nhan vién ma ho thay thé.
Cubi cung ching t6i triét dé chap hanh theo chi dan ISO: “Viét nhiing gi ban
lam, 1am nhimng gi ban viét”. Piéu iy nghia 12 hé thong s& manh hon, phoi bay
nhiing gi bi gidu trong goc khuat. Twong lai, khi c¢6 nhiing thay d6i trong mot
bod phén, s€ dugc by phan nay truyén thong cho cac b phan khac dé néu can
cling c6 nhiing thay doi twong ting. Bang cach nay, cac kiéu lam viéc khong
phéi hop, mbi nguoi lam mot cach s& dan bién mat.

St dung hé thdng ISO khién cac b phan tu dong phdi hop cing nhau, giéng
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nhu trong hé thong co thé chung ta tim, gan, than v.v... thuc hién cic churc
nang ma khong chd ménh 1énh. D6 1a 1y do tai sao 7-Eleven chung to1 chap
nhan ISO 9000 phlen ban 2000. b6 khong phai 1a vi chiing t61 muodn cé gidy
ching nhan dé khoe rang chung t61 “dat ti€u chuin quy dinh”. Thuc té, khach
hang ching dé ¥ chung t6i co6 dat ISO 9000 hay khong. Bén canh dé, voi cac
dai 1y ban 1&, chiing t6i cling ¢6 sdn mot tiéu chuan nghiém ngit va quan 1y
chét lwong cho nhén vién.

Thanh phan tht hai 14 PCS hay “Dich vu va truyén thong hiru hiéu”. Nhin
chung, ngudi ta thudng gip tré ngai khi giao tiép voi ngudi khac. Cong ty
dién thoai di dong st dung diém yéu nay trong chién dich quang céo cta ho,
khuyén khich ta néi chuyén véi ngudi khac thuong xuyén hon. Tuy nhién,
mién 13 ngudi néi khéng quan tim liéu nguoi nghe c6 hiéu khong, khi ngudi
nghe nghe bang ntra tai, thi ta cang n(')i nhiéu, sy hiéu nham x4y ra ciing céng
nhiéu. Nhu cau thanh ngir Thai “vd bat trong bong dém” hay “tam sao thit
ban”. _Hay gang dé co muoi ngudi truyen mi¢ng cau chuyén. Khi cau chuyén
tré vé ngudi dau tién thi thuong bién thanh mot cau chuyén hoan toan khac.
Mot vai mau thuin dan toc xay ra vi truyén thong sai lac hodc hiéu nham.
Trong mgt cong ty cod Val phong ban Va so lu:(mg 16n cac nhan vién nhu 7-
Eleven, diéu tré nén cip bach 1a cac ric réi vé truyén tin can phai duoc chin
lai.

Ngoai kha ning truyén tin, chiing t6i con mudn cac nhan vién cia minh co
mot tu duy dich vu. Ho phai co diéu d6 vi ching t61 dang kinh doanh dich vu.
Khong c6 hé théng dich vu ndi b tét thi dich vu cong cong cling tré nén tdi
té. Mot déng nghi¢p trong phong ban ndi két v6i ban 14 mot khach hang noi
bo, ho cling can ban phuc vu nhanh chong va toan tam. Sy phéi hop gifra céac
phong ban va giita cic nhan vién tao nén méi truong 1am viéc tt, két qua cua
tat ca cac nd luc hop tac déu tién t6i muc dich cudi cung d6 1a khach hang.

Trong mgt cong ty co vai phong ban va so lwong lon cac nhan vién nhw 7-
Eleven, diéu tro nén cap bach la cac rac roi vé truyén tin can phai dwoc
chdan lai.

Vi muc dich nay, PCS duoc dung nhu tim guwong soi minh, bang viéc mdi
mot phong ban dénh gia va phén tich phong ban khac mdi thang mot 1an vé
chét lugng truyén tin va dich vu nd1 bo. Luc dau, mot $6 nguoi con danh gia
cao vé chinh minh, tin rang kha nang truyén tin va dich vu ctia ho 13 tuyét voi.
Sau v& 18 ra, c6 d6i nguoi bi shock vi bao cao vé cho hay ho tir thién nga bién
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thanh con vit.

Thanh phan tht ba 1a “hop hiéu qua”. Cong ty chung t6i thuong to chirc hop.
Phong hop ma biét néi niang thi han s& phai thti nhan 1a né duoc nghi ngoi
nhiéu qua. Chung toi to chtrc hop & cac cap do, tir quan 1y chung dén diéu
hanh. Nhiéu nguoi chan nhung khong thé chdi tir dén phong hop vi ho budc
phai dén. Ho chua bao gid duoc huin luyén dé hiéu va danh gia tinh than mot
cudc hoi nghi. Trong truong hop 4y, ban hdi nghi thudng chuyén vao quan
café bén canh, noi moi nguoi ngdi va chat (Chu toa cudc hop hon ai hét 1a
nguoi thich tan gau. Poi khi, nira cudc gip réi ma éng chu toa cua ching toi
chua mé dau chuong trinh nghi sy). Thuong cac thanh vién cudc hop dén tré
va dac bi¢t thoi nay, tiéng chudng dién thoai di dong reo tung hoi, khong
nging qudy roi. Thoi gian lang phi, va cudc hop co con hon khong dy thuong
tién hanh rt cham.

Nhiéu ngwoi chan nhwng khéng thé choi tiv dén phong hop vi ho budc phidi
dén. Ho chwa bao gio dwoc hudn luyén dé hiéu va danh gia tinh than mot
cudc hoi nghi.

Nhitng can bénh hop hanh khong hiéu qua nay lan truyén rong khap Trung
Quoc tho1 dau mo cura. Mot nguodi Trung Quoc da noi dua veé dicu ay:

“Trung Qudc chung t6i hop khong can chuong trinh nghi su.

Tham chi c6 chuong trinh nghi sy thi cudc hop cling chéng bam theo.
Tham chi c6 chuong trinh nghi sy dugc dé ra thi cling khong co két luan.
Tham chi ¢ két luan, thi cling khong c¢6 huéng hanh dong.

Tham chi c6 hanh dong ciing khong dua dén muc dich”.

C6 18 Trung Qudc va Thai Lan chang khic nhau nhiéu. Chung t6i dd moi
chuyén gia dio tao cho nhan vién cach “hop hiéu qua”: tién hanh ra sao, lap
hé thong dé c6 cudc hop hiéu qua. Khong phai qua mot dém 1a phuong phap
nay c6 thé thay d6i moi viéc, nhung du sao cling cai thién duoc mirc d6 hai
long.
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Thanh phén thr tu dén tir Nhat Ban goi 1a 7S vi tir khoa tiéng Thai bat dau tur
chir S. (O day, xin cd gang sap xép dé thanh chir C trong tiéng Anh). Nguyén
gbc Nhat chi co 58, nhung 7-Eleven ting 1én 7S dé bao ham moi mat va hop
véi tén cong ty. Do la:

1. “Clear” - 10 rang. N6 doi hdi phan loai thuong xuyén va lam rd cai gi hitu
dung, cai gi vo dung, khoan can va khoang khong can dé chi giir cai can thiét.

2. “Convenient” - Thuan tién. N6 doi hoi viéc lam gon, dat 1én gia, hay cAt
gilt nhiing th(r can thi€t dé tién bao quan, tién dung, kiém tra, danh s6 hay tim
kiém. Nguyén tac la: “Dée vai tay, biet khi mat, nhin vui mat”.

3. “Clean” - Sach s€. N6 doi hoi cac phuong thire sach 101, khi nao, ai va nhu
thé nao sao cho hinh thirc va nd1 dung ludén dugc quan tam, khong cé 161, dé
uon nan va san dung.

4. “Comfort” - V& sinh. N6 do1 hoi1 xay dung h¢ thong v¢ sinh sach s€ va tién
nghi trong co quan. Diéu can noi la 3C trude dugc ti€u chuan hoa va phat
trién vi lo1 ich ctia nhan vién.

5. “Character” - Xay dung tinh cach. Diéu nay doi hoi viéc xay dung cac diéu
luat, quy tac, dieu kién va thoa thudn dé moi nguoi chap hanh nghiém tic va
thuong xuyén trong hoat dong cua 7-Eleven cho dén khi thanh théi quen.

6. “Clarity” - Sang sua. Muc ti€u thuc sy la tao khong gian va moi truong lam
viéc d€ chiu va tién nghi nhung khong qua sang trong va pho truong.

7. “Circumstance” - (diéu kién tai chinh - ND). Piéu nay mudn néi 1én muc
tidu can kiém, tiét kiém thay vi hoang phi ngudn cta co quan, dic biét nhing
san pham l4y tir tu nhién ciia nudc nha nhu gidy, nude, dién. Puoc 1am thong
qua nguyén tic 1A 3R (Avoid, Reduce, Re-use, Recycle): tranh dung, giam
dung, dung lai va tai ché.

Toém lai, muc dich cia 7C 13 xay dung thoi quen ky lut va thim nhuan tinh
yéu thich s gon gang, sach s€ gilta cic nhan vién. Nguoi ngan nap khong
phai 1a nguoi qua tiet kiém, cling khong phai 1a nguoi hay gay phién ha. bé
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thie hién 7C, nhan vién c6 thé c6 chut it bat hop tac ban dau. Nhung sau do,
ho bat dau chap nhan va hoan toan hai long véi nd. 6 1a vi sau khi thuc hién
7C, ho nhan thiy cong ty trong dep va gon gang hon. Tai liéu dé tim, luong
van phong pham dung va mat giam, diéu Ay 1am giam chi tiéu khong can thiét
cho cong ty.

Thanh phan tht nim 13 “an toan”. D6 14 bién phap an toan va 1a vén quy cho
ca nhan vién 13n tai san cong ty. Trong phan 16n cac truong hop, diéu toi té
xay ra trude, sau d6 méi tim duoc nguyén nhan, roi bién phap méi duoc dua
ra; du gi thi mat mat ciing da xdy ra roi. Tuy nhién chung t6i ¢6 gang luong
trude cac van dé va tim bién phap phong trude. Néu chung ta so sanh véi tang
bang chim thi phan nhin thay chi 14 1/11. Dy 4n an toan - trén hét 1a tim va
loai trir 10 phan con lai dudi nudc.

Trong phén l6n cdc trwong hop, diéu téi té xdy ra truwée, sau dé mdi fim
dwoc nguyén nhdn, roi bién phap moi dwoc dwa ra; du gi thi mdt mat ciing
da xay ra roi.

Thanh phan tht sau dugc goi 12 “sir ménh kién”. Nghe that ky quic phai
khong? Thuc sy hoat dong nhom nho 14 tién hanh theo kiéu “tir duéi 1én”. N6
doi hoi nhém co tir 5-7 nhan vién tap trung ngudn va ¥ tudng lai véi nhau dé
tim ra cach cat giam chi phi va ting hiéu suit cua don vi minh noi riéng va
toan cong ty ndi chung. N6 gidong nhu dan kién giup nhau dua thirc an vé to.
N6 1am ndi bt suy nghi sang tao va cach lam viéc theo nhom. T6i xin dua
mét vi du vé “sit ménh kién” cta chung t61: mot nhém nhan vién cho biét 1a
hoéa don in tir may tinh tién qué dai. Ho dua ra mot dinh dang moi nham

cat nhitng dong khong can thiét dé do dai giam tir 11 cm con 8 cm. Vi chiing
t6i phai in 2 triéu hoa don nhu vay trong 1 ngdy, nén tiét kiém 3 cm c6 nghia
1 tiét kiém duoc cho cong ty va cho tai nguyén thé gidi 22.000 km bing gidy
mdi nam, bang ca chidu dai tir Bang Kok dén Los Angeles!

Thanh phﬁn tht 7 13 thude bd cua ching t61 mang tén “sit ménh ong”. Mot su
dién dat khic thuong nita, thuc ra bat ngudn tir ¥ tudng so sanh nhan vién
giong kién, thi phai so sanh nguoi didu hanh giéng ong, vi ong bay cao va mat
c¢6 tim nhin toan thé gidi. Nguoi diéu hanh ciing thé, phéi ¢6 tim nhin rong
hon va sau hO’Il c6 kha nang nghi ra nhitng dy 4n xu‘ng tdm nham cat giam
chi tiéu va tong chi phi vi 101 ich cua nhan vién va sy sOng con cua cong ty.
Pay 14 nhiém vy “tir trén xudng” vi y tuong thudc vé nhitng ngudi diéu hanh
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cap cao.

Ca hai, “stt ménh kién” va “st ménh ong” déu ging bién nguy co thanh co
hoi trong phan tng v6i khung hoang kinh té 1997. Chiing toi khong cat giam
nhan vién, khong giam luong, chi huy dong ho lam viéc hiru ich hon khi cat
giam bat ky mot chi phi khong can thiét nao. Su phdi hop ndy giup cong ty an
toan vuot qua cudc khiing hoang toi té nhat ciia dat nudc.

Thanh phan tht 8 13 phat trién “pham chat chuyén mon cta thu ky”. Cong ty
chtng t6i c6 20.000 nhan vién nhung chi c¢6 30 ngudi can co thu ky vi ganh
nang cong viéc va tam trach nhiém cua ho. 30 cap nguoi nay la trai tim cua hé
diéu hanh.

Néu thu ky c6 chuyén mon khong tot, thi tinh trang that co chai s& xay ra.
Diéu ay cling gidng nhu chtirng nghén mach vanh lam cong ty yéu dan di. Vi
thu ky gioi giup duge nhiéu cho sép ctia ho, nén chung t6i cb ging xay dung
tiéu chuan cho céac thu ky, bang cach chon nhimng ngudi yéu thich va danh gia
cao cong viéc nay, chit khong phai nhirng ngudi lam viéc cho qua ngay va
cho co hdi kiém viéc lam méi.

Cung lc, chung t6i phai “dao tao” cho cac sép cach sir dung thu ky mot cach
hop 1y. Ho phai nhan thirc rang thu ky khong phai dé 1am canh. Vi thubc bd
nay dic biét dang voi nhitng ngudi diéu hanh coi cac thu ky ctia minh 13 “nit
hoang canh cong” hay “bup bé trudc vin phong” (Vé sau “bup bé trudc vin
phong” thanh ra “bap bé trong vin phong”, rat an toan cho loi ich cta sép co
ta). Néu ho khac gidi, vudng vao bay sép-thu ky s& gy hiéu tng bat loi cho
nghé nghiép ctia ca hai. Néu biéu hién bén ngoai c6 thé quan sat thay thi bién
phap t6t nhat 1a ngat hoa khi con 13 nu.

Néu ho khdc gidi, viwéng vao bdy sép-thw ky sé gdy hiéu teng bit loi cho
nghé nghiép cua ca hai.

Thanh phﬁn cudi cung cua loai thuc bd dic biét nay la loai Ngu tou ma
chung t6i pha ché cho cong ty ciia minh, d6 1a TQA, (Thailand Quality
Award) - Giai thuong Chat lugng Thai Lan. Giai thuong ndy theo mau cia
Giai thuong Chét luong Hoa Ky, dugc biét nhu 1a Giai thuong Chat lugng
Qudc gia Malcolm Baldrige. Giai thuong dugc hinh thanh vao nhiing nam 80
do sang kién ctia Malcolm Baldrige, lac bay gid 1a Thu ky Thuong mai Hoa
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Ky. Ké tir d6, n6 duoc dua tranh trong nhiéu nudc bao gdm An Do, Singapore
va Thai Lan. O day, giai thuong nay bao ham ca ké hoach chién lugc 1am ting
san pham qubc dan duoc trao ting bai Van phong Hoi dong Qudc gia vé Kinh
té va Phat trién Xa hoi. N6 con 1a mot phﬁn ctia Ké hoach Phat trién X3 hoi va
Kinh t& Qudc gia s6 9, nham téi Hoc vién Ting trudong Kinh té Qudc dan vi
su phdi hop giira cac cong ty khac nhau trong khéi tu nhan va cong cong.
Nhiém vu chinh la khuyén khich cac cong ty ca hai khdi san xuat va dich vu,
dung giai thuong chat luong nay dé diy manh sy hoan thién trong diéu hanh
ctia minh. Cac cong ty tién gan dén tiéu chuan qudc té vé qua trinh va hiéu
qua quan 1y s& nhan dugc Giai thuong Chat lugng Thai Lan. Phuong phap cua
ho s& duoc lam mau cho cac cong ty khac. Nguoi ta hy vong rang khi cac
phuong phéap thanh céng duoc nhan rong thi tiém ning canh tranh cta dat
nudc ting 1én; diéu 4y cudi cung s& giup Thai Lan tién t6i canh tranh trén thi
truong thé gioi.

Tiéu chuan “TQA"” duge chia 7 muc sau:

Muc 1. Kha nang Enh dao 120 digm
Muc 2. K& hoach hoa chign lugc 80 diém
Muc 3. Binh hubng thi tniéing va khach hang 110 diém
Muc 4, H& thiing thbng tin v phin tich 80 didm
Muc 5. Phat trign ngubn nhdn lyc 100 digm
Muc 6. Bigu hanh tién trinh 110 digm
Muc 7. KEt qua kinh doanh 400 digm

Tang 1000 digm

Luc dau t6i hiéu muc Két qua kinh doanh, chiém 40% cua téng, la su danh
gia “loi nhuan”. Hoa ra két qua tai chinh chi tinh c6 80 diém trong muc dac
biét nay, cung diém véi Diéu hanh tién trinh. Mat khac, su hai long ctia khach
hang dugc tinh 140 diém trong téng 400 diém, va sy hai 1ong ctia nhan vién
cling dugc tinh dén 100 diém. Piéu 4y chi 16 rang nhiing nguoi xay dyng tiéu
chuan nay nhin kinh doanh véi goc 360 do, vi su hai long ciia khach hang va
nhan vién 1a hai cOt try viing chic cho th hang cao va lgi nhuan lau dai.
Bang can bang thu chi khong phan 4nh src manh va tiém luc thuc su cua
cong ty, vi lgi nhuan c6 thé co6 duge nhd may man nhu lgi nhuan tir ti gia quy
doi, hay tir nhan vién hoac khach hang dot bién. Loai loi nhuan nay cho ao
tuong vé hidu lyc didu hanh, trong tuong lai s& lam thiét hai cho cong ty.

Céc diém sO tor muc 1 dén 6 la tiéu chuan danh gia liéu doanh nghiép cé cai

https://thuviensach.vn



ho duoc cho 1a phai ¢6 chua. Piém s6 tr muc 7 13 tiéu chuian danh gia liéu
doanh nghiép c6 thé dem hi¢u qua dén chua.

Chuén bi cho doanh nghiép iy “TQA” 1 kiém tra va danh gia chinh minh,
cho phép cac nha diéu hanh cong ty thdu hiéu tinh trang thuc cua moi viéc
hodic ¢6 yéu kém nao trong cong ty. N6 cho phép ho nham dén muc dich va dé
ra bién phap ding. Véi cong ty 7-Eleven, trudc khi tham gia qua trinh ldy
“TQA”, ching toi dd hAm ndng cac bién phap tir nho dén 16, tir “sit ménh
kién” dén ISO 9000 phién ban 2000.

Pé 1am diéu d6 chung t6i theo cach cho thude Pong y ciia nguoi Trung Qudc.
Thudc bd manh nhu nhan sim khong thé cho bénh nhan ngay vi gy ching ¢
noéng dir doi 1am co thé mat kha niang diéu chinh trong diéu tri. Phai ting
cuong lyc cho hé tuan hoan trude khi cho thude. Trung y cho rang can dudng
am trudc duong. Nhu di giai thich trong chwong 6, “4m” 1 vat chat, “duong”
1a ning luong. O day, “am” 13 nhimg phan bén trong co thé; dudng “am” 1a
giit cho ndi tang quan binh. N6 khong c6 nghia nhu ngudi ta hay nham tudng
12 nuoi dudng “dan ba”. Mot chiée 6 t6 can dugc bao dudng tot trude khi
dugc dua vao van hanh véi vén tde tdi da.

Tat ca nhitng qua trinh ma chung t6i trai qua 1a mot phan tro choi ghép hinh

clia “TQM”m (Piéu hanh Chét lugng toan dién). D6 1a qua trinh kho nhung
cudi cung no6 cho ta mdt bac thang budc td1 dinh cao cia mot doanh nghiép
chat lugng.

Thuc ra, c6 nhiéu “thudc bd” khac cho su phat trién doanh nghi¢p, khong
dudi 25, nhu Sau Sigma, Bay Thoi quen, Sdu Mi doi, Thé Can bang di€ém,
Quan 1y Rui ro v.v... Khong thé nao hoc hét dugc.

Mot doanh nghiép hoat dong tét ciing nhu co thé nguoi ¢ giai doan sung man
chang lo gi dén stc khoe. Boi thé ho c¢6 thé bo qua nhiing liéu thudc dang ma
t6i vira gidi thiéu, nghi 1a né chang ich gi hodc khong dung lac. Loi Phat day
nhan manh: “Ca tin 1a mot budc di vé phia chét”. Nguoi chuan bi moi tinh
hudng c6 thé xay ra 1a ngudi can than. Xa hon, mot cong ty phai tru viing
trude sitc manh ciia sy thay doi. Lidu thude bo toi gidi thidu “sé nudi dudng”
su “cuong trang” cta doanh nghiép, 1am cho no bat kha chién bai, san sang
d6i mat v6i moi tinh hudng kho khan.
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Chwong 9: CHINH SACH/GIA TRI: HUYET
MACH CUA DOANH NGHIEP

Nha choc troi chéng dugce bdo td can cd nén méng va cau tric viing chic.
Nha tang & muc gia khac vi nd con cai gia vo hinh nam dudi 10ng dat, cang
xdy cao hon thi cac ciu truc dudi long dat phai cang sdu hon. Nhu cai ciy
cang cao, ré cang phai an siu trong 1ong dat.

To1 dinh ndi gi vé mong nha va mai nha cia mgt doanh nghi€p? Burc tranh
trang bén tom tat nhitng gi t61 mudn nodi.

Cac cOt moéng cua ngdi nha 13 “gia tri”, san nha 13 “chinh sich” nam trén céc
cOt mong gia tri. Noi cach khac, chinh sach 1a chuyén tur khai ni¢m triru tuong
thanh huéng dan cu thé. Vay gia tri va chinh sach 14 hai mit ctia mot dong
tién. Céc cot nha 1a cac “chién lugc” dit trén san nha “chinh sach”. CAu tric
cao nhat dé hd trg 12 “si ménh” va “tdm nhin”, né twong tng v4i mai nha.

That ra, t61 dung buc tranh nay dé minh hoa rﬁng chién lugc chi dao muc dich
“stt ménh”, trong su hai hoa cing “tdm nhin” va khéng phai ngau nhién ma
n6 phai xay dung trén nén tang ctia chinh sach. Chinh sach nay xac dinh nén
mong gia tri cia mot doanh nghi¢p. V41 doanh nghiép, chinh sach va gia tri
nhu dong “sinh huyét”.
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Gia tri 1 bén vitng va s& chuyén thanh quy chuan hay van héa doanh nghiép.
Khi vin héa cong ty manh, né hop stc lam doanh nghiép phat trién. Mot
doanh nghi¢p mai1 véi cac thanh vién ¢6 lai lich dao tao khac nhau giai doan
dau s& chua bén vimg vi nén vin héa doanh nghiép manh con chua phat trién.

Vin dé 1a gia tri nao thich hop véi viéc dat nén mong. Co rat nhiéu loai gia tri
t6t trén thé gidi nay, vi nhu gia tri cta truong dai hoc dap Gmg niém khat khao
kién thirc. Tuy nhién, chung ta tim va chon gia tri ndo tot nhat, phu hop nhat
cho doanh nghi¢p ctua ching ta. Ngay nay, doanh nghi€p cua chiung ta dua
trén bay gia tri: manh m¢, diing cam, thanh that, théng nhat, rong luong, ton
trong, va biét thudng thirc vé dep cudc doi.

1. “Strc manh” nghia la ban phai chiu dung va kién tri chéng lai tré luc, nhu
thép tot déo dai va ctimg rin, chir khong manh ma dé giy. Ban c6 thé vap ngi,
nhung ban khong bo cudc. Sai lam va that vong khong lam ban nan 10ng.
Theo dudi nhiém vu dén tan cung. Kién tri cho dén lac dat hodc vuot muc tiéu
dé ra.

2. “Diing cam” c¢6 nghia 1a ban phai c6 long diing cam dé bénh vuc nhing
nguyén tic dao dtrc va luan Iy. Dam suy nghi, dam noi va dam lam diéu phai,
dam 1én tiéng chdng lai bat cong trong xa hoi; cling phai c6 ca 10ng diing cam
dé dwong dau vai chu. Cang kho hon khi mot 6ng chu du diing cam mao hiém
v6i ca long kham phuc ctia moi ngudi dé chong lai cac nhan vién cua minh.
Nhiéu 6ng cha du thdy ¥ tudng ctia nhan vién 1a dung nhung khong lam gi
gitip lai ma con néi kiéu: “Tbi ciing mudn cho ban nhiéu loi ich hon, nhung
ban diéu hanh khong cho phép diéu ay”. Loai nguoi nay thiéu long diing cam
noi 1én su that.

3. “Thanh that” nghia 13 ban phai giit 11, vi néu khong gitr 101 mot 1an, s& co
1an hai va thé 14 ban tr& thanh ngudi khong dang tin va khong thanh that. Néu
ban khong chéc, hiy suy nghi k¥ truéc khi hira. Khong ai quan tim ban thay
d6i dén nghin lan y nghi, mién né con trong dau ban. Mot khi 16 néi da ndi ra
thi phai dugc ton trong. Vi thé: “Khi chua néi, ban la 6ng chu cua 161 noi; khi
noi roi, ban 1a day t& ciia n6”. Co truong hop lanh dao 12 nguoi thay d6i ménh
1énh ba lan trong ba ngdy, dua nhimng thay d6i ay thanh chinh sach hang ngay
thi khong mot nhan vién nao cho ong ta 1a ngudi suy nghi nghiém tic, hiy dé
ong ay tu ton trong chinh minh.
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4. “Thong nhat” nghla la lam viéc theo nhom (teamwork); théng nhét trong
viéc ¢O gang giai quyet mot van dé; khong phai 1a cudc chién don 1¢ minh ai.

Thdong nhat phai t6n tai ca hai: cong khai va thuc chat, ca hai mat trudc va
sau. N(’) khong thé gidng kiéu m6t tay cAm bo hoa ting phia trudc, tay kia cam
dao gidu sau lu:ng, ai khong can than sé& 1ap tirc bi danh guc. Mot mdi quan hé
cong viée tot can su sin sang dang tay glup d& nhau dé moi nguoi cuing hoan
thién. Ai ma chang biét ngudi ta ghét nhat hang ngudi choi khong cong bang.

5. “Rong luong” 1a khong can phirc tap hoa moi van dé. Néu ban rong luong
hoac cam théy diéu d6 & moi nguoi thi ban 1a ngudi Thai. Nhung ¢ moi
truong canh tranh ngdy nay, tinh rong lugng ciing c6 thé bi ngdm tan cong.
Nhung t6i tin rang nguoi Thai van con tinh rong luong trong trai tim minh.
That dang tiéc doi khi ching ta con xem nhe nhirg ngudi gan bén ta, ca gia
dinh 1an cong ty.

6. “Ton trong” nghia 1a quan tdm dén quyén loi, ¥ kién, va kha ning cua
ngudi khac; cho ho niém vinh hanh khi ho xtng dang duoc hudng. Diéu dy
phai dua trén long chan thanh, trén sy danh gid ding ngudi khac, thay vi gia
tao, mau me, kiéu cach.

7. “Biét thuong thirc vé dep cudc sdng” nghia 1a co 16i sdng can bang giira
1am viéc va nghi ngoi. Tim duoc ngudn vui tir vin héa va nghé thuat thay vi
bi 4m anh boi chil nghia tiéu dung, 1am ca doi dé doi hoi va ging tim nhirng
vat chat phu hoa.

Tat ca nhitng gia tri &y ¢c6 muc dich lam tang chat luong, chan gia tri, va hanh
phic mé1 nhan vién cia chung ta, cho ho ni€ém tuy hao la bau vat dang tran
trong cua cong ty. Nhu t61 da no6i & phan m¢ dau, “nhan vién” 1a “bau vat
quan trong nhat” vi chi c6 “nhan vién” la “ngudi giap dat dén muyc tiéu”.
Duong nhién, chung ta khong chi quan tdm dén viéc dat muc ti€éu, ma con
quan tam dén toan bg tién trinh dua ta dén muc ticu ay.

Trong 1y thuyét diéu hanh phuong Ty c6 mot thuat ngit phd bién, MBO
(Management by Objectlve - nghia 1a diéu hanh chu trong vao muc tiéu).
Piéu ay twong tu ly thuyét Machlavelh 1a “muc dich bién minh cho phuong
tién” Thé 13, dé dat myc dich can c6 phuong tién phu hop, bat chap phuong
tién ay c6 1am ton thuong dén nhiéu ngudi hay bét ho chiu dung ndi dau sudt
cé tién trinh.
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“Nhdn vién” la “bau vdt quan trong nhdt” vi chi co “nhan vién” la “ngwoi
giup dat dén muc tiéu”.

T6i kha tin vao 1y thuyét “MBP”, viét tat cua “Management by Policy”, c6
nghia 13 diéu hanh tp trung vao chinh sach. C6 chinh sach s& nhin ra: chién
luge di dén thanh céng khong dugc phép chéch dudng. Mot van dong vién
chay dua bang dudong dé vé dich truéc khong xtng dang véi huy chuong
vang. Tuong tu, nhan vién dat muc dich ma di chéch hudng chién lugc khong
thé goi 1a nguoi hoan thanh cong viéc.

Chinh sach cua chung t6i cha trong vao ngudn nhan lyc. Tuy nhién, cong ty
ching t61 khong cho cong viéc cac phong ban la quan trong vi n6 sinh ra lgi
tirc. Chung ti chu trong vao phat trién ngudn nhan lyc, sin sang chon nguoi
c6 nang luc dam duong trong trach nay.

Phan khac trong chinh sach 16n cua ching t6i 1a chua trong vao quyén loi va
tinh cong bang. Ngudi quan 1y & bat cir cAp do nao phai phan xir va ra quyét
dinh cong bang, khong thién vi, khong vi tinh cam ca nhan. Pic biét, ngudi
diéu hanh cao nhét phai 1a nguoi khién cho nguoi khéc tin cdy va phuc ting.

... nhén vién dat muc dich ma di chéch hwéng chién lwoc khéong thé goi la
nguwoi hoan thanh cong viéc.

Vé6i mbi thanh vién cong ty, ching t6i ¢6 3 nguyén tic gitp ho hoan thanh
nhiém vy tot v&i moi loai quan ly goi la “Nguoi ty quéan tot”:

1. Khong nhan nhirng gi khong xting ddng dugc hudng.
2. Nhan nhitng gi xting dang dugc huong.
3. Lam viéc véi tat ca kha nang.

Tét ca nhirng nguoi theo ba chi dan nay déu dat duogc chan “gia tri”. Gia tri s€
ton tai cung phép thir cua thoi gian. Gia tri 1 nhiing gi chung ta tu tao nén.
Vinh quang 1a nhiing gi nguoi khac tudng thudng cho chiing ta. Nhitng nguoi
dugc huong vinh quang khong xing dang sé luon cam thdy khong yén nhu di
du tiéc ma chi mac 4o 16t vay. Do 1a van dé quan trong nhét va thue su 1a van
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dé qudc gia, vi xd hoi ching ta cd nhitng tiéu chuan khac nhau dé danh gia.
Mot s6 cho rang lira déi 1a toi ac khong thé tha thir. S6 khac lai cho rang c6
Itra dbi chit it ciing chang hai ai. Con c6 s6 ngudi cho rang khong chiu lia
déi khi co hoi gd cira, dich thi 1a ké ngdc.

Cudc khung hoang kinh té gan ddy ¢ Thai Lan cha yéu 1a do quan 1y kinh
doanh khong dung nguyén tac. Tham chi mot siéu cuong nhu nudc My ludn
kéu goi nudc khac cai quan tot nude minh, lai 6 vu phé san tap doan Enron,
noi che gidu lau dai nhitng muu do lira dao.

Gia tri 1a nhitng gi chung ta tu tao nén. Vinh quang la nhitng gi nguoi khac
tudng thudng cho ching ta.

Tinh chan that d4 trd thanh gia tri quan trong duoc nhan manh trong cong ty
chung t6i. D3 tir 1au doi, diéu ay gitip chung ta phat trién doanh nghiép va dat
nudc. Mot loai phat trién c6 thé dimg vitng trong thir thach cua thoi gian bat
luan bao nhiéu cudc khing hoang kinh té ma chung ta d trai qua.
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Chwong 10: CON PUONG CUA CEO

Khi chiing t6i hanh trinh trén dudong

Néu uéc muén sudt doi cuia ban 1a 1am “nha diéu hanh” thi chit dau tién ban
can nhd 1a “nhan”. Chir “nhan” theo cach viét cia nguoi Trung Qubc gom 2
phan: chit nhdn (chém) & trén va chit tdm & dudi, nghia 1a du bi dao chém vao
tim ban van kién nhan chiu dyng. Cling twong ty, ngudi diéu hanh phai c6 kha
nang tru virng trudce cac ap luc, vi ho phai lam viéc vadi du loai nguoi, ddi mat
v6i nhitng diéu hoan toan khac xa voi mong doi.

Ban phai chép 14y ap luc ay, xem né nhu mot diéu tét, vi nd canh bao cho ban
vé tinh trang cong ty vao bat ctt phiit nao trong ngay. Cudc doi khong ap luc
thi giébng nhu con thuyén khong c6 canh buém. Chi can c6 con gi6 1n, con
thuyén 4y s& chong chanh va dé bj 1at. Ngay xua, nguoi Xiém dua ha‘mg sang
budn ban voi Trung Quoc trén nhu:ng tau nho Khi tr& vé ho thuong din da
balat 1én cho dam tau. Kiéu d4 4y ngdy nay van con thdy & Wat Pho.

Mét sd luong hop 1y cac dp lyc lam ta manh mé& hon. Trai lai, ching ta s€
mong manh va dé vo.

Hoan toan binh thuong khi “ngdi sao 1én nhanh” bi nhiéu nguoi ghen ti, ca
nguoi duong thoi hodc nguoi cii. Tham chi 13 ca sép cua ban ciing t6 ra nghi
ngo vé nhiét tinh cta ban hodc so bi ban 1am mo di. Trong truong hop nay
khong can chju thua ma ciing khong cin tranh cdi. Ban phai kién tri va 18
phép giai thich rang khong c6 gi kho hiéu, ban phai thuc 1ong phuc vu, gitp
d5, hd tro dong nghiép ciia minh voi bat ¢ hinh thic ndo c6 thé. Roi thoi
gian s€ la quan toa.

Khi mé1 vao nghé, t61 viét chit “nhan” to dan 1én ban lam viéc. Tiép theo la
cau: “Kién nhan chiu dung trén moi chiu dung la con ngudi trén moi con
nguoi”.

Nhiing 10i 4y nhéc toi hay 1a con 14t dat, 1an ng ndo ciing phai tu dtng l1én.
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Cuéc doi khong dp lwe thi giong nhw con thuyén khéng cé canh buém. Chi
cdn co con gio lon, con thuyén ay sé chong chanh va dé bi lat.

Tudi tré 1a thoi ky kém kién nhin; mudn nhanh chéng thanh cong, vé diéu
nay, Lao Tu c6 ndi trong Bao Buc Kinh chuong 24:

“Puing chdn nhén gét khéng thé nao dimg lau dwoc. Chay ma sdi bude khéng
thé chay xa duoc”.

Dirng trén ngoén chdn lam ban tréng cao hon, nhung ban cé thé dirng thé bao
lau? Chay ma sai buoc han lam ban dé mét. O 16 chay hét toc do, doi khi nam
lai trén dwong truée khi dén dich. Ban can cé thoi gian dé xdy nén méng
vitng, di chdm ma chdc. Lao T lai néi trong chirong 64:

“Cady Ién mot vong tay 6m, tir mam nhé khéi sinh; thdp cao chin tang, khoi

dau twr vién gach, di xa ngan dam xuat phat twr mot buoc chan”.

Voi quyét tdm ban sé& tién dan dén dich, vé hanh trinh, trong Pao Pirc Kinh
chuong 56 co viét:

“Bét di tinh hiéu thang
Xung khdc sé giam lién
Giam ngon den choi sang
Hoa dong cing thién nhién”’

Néu qua murc sic sao hay qua murc thong minh, ban nhu cham 10ng tu i cua
ngudi khac. Néu qua choi sang, ban s& lam nguoi khac lu mo. Ai sé chiu dung

noi diéu ay va dé no xay ra?

Luang Vijitvatakarn, hoc gia va nha quan 1y ndi tiéng Thai Lan ting viét:

(X3

ay tot nhu mirc nguoi mong
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Choi trgi sinh long ghen turc
Tét la hay, choi tréi la nguy
Sdang chéi hon ngwoi la diéu khéng ai mudn”.

Vay thi, khi médi vao nghé, ban chd nén 1€n qué nhanh. T6t hon 13 ban vira
lam vira dé y xung quanh, dimg qua choi sang, ciing dimg khon troi so véi
moi nguoi. Trong 161 Phat day, dé gilt cach cu xu chuan muc, 16 néi va suy
nghi phai dugc kiém soat, phai khiém tén va quy trong nguoi khéc, 1a cach
dung dé tich lily “barami” (uy tin). Theo nha su t6n kinh, Phra Debvedi
(Prayudh Payutto), thuat ngit “barami” nhin chung dwoc hiéu nhu “stc
manh”. Thuc ra “barami” 1a cha tim lam hodc dat duoc diéu gi do dé moi
ngudi tin cdy va quy trong ban. Nhimg nguoi c¢6 “barami” ludn cé diéu ay ké
ca khi ho khéng con nim quyén lwc, nguoc lai nhitng nguoi co “quyén luc”
chi c6 diéu dy khi ho dang “nim quyén”. Chinh vi thé “barami” 1a diéu can
thiét dé thanh cong. Tap hop nhitng diéu kién dang ngoi khen khac nhu ngoai
hinh, gido duc, cta cai va dia vi xa hoi cling khong xtmg vo1 “barami”. Mot
nguoi khong nén quén xay dung cho minh thanh “barami” trudc khi dugc moi
nguoi cong nhan.

Ngdi trén ghé CEO
C6 mot dong bat hu dang doc:

“Trudc khi Thuong dé giao st mang 16n cho ai, Ngai thir thach ngudi nay rat
ky ludng”.

C6 thé Thugng dé mudn thir thach ban 1ong trung thanh va siic manh. Néu
“dung nguoi”, ban s& d6i doi, duoc ngdi vao noi ban hang mong udc, do 1a
chiéc ghé CEO. Khi da ngdi & vi tri dinh cao, ban phai luén hiéu rang quyén
lyc thuong di doi1 véi ddi bai. TSt nhét, ban nén thuong xuyén kiém tra xem
liéu minh con giit dugc 10ng kinh trong va su tin cdy ctua dong nghiép khong,
vi thanh cong tir tdp thé chtr khong tir ca nhan ban. Piéu quan trong nhat,
ngay ca ngudi c6 quyén cao nhit trong doanh nghiép ciing khong co quyén
dung quyén lyc ciia minh mot cach khong hop 1y.

CEO céan san long hoc nhitng diéu méi tir thé gidi nhanh bién doi nay. Vai
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nguoi Trung Qudc, ngudi hoc va phat trién tri tu¢ luon duge xem la ngudi cod
dao duc cao. T61 mudn dan mot trich doan 161 day cua Gia Cat Lugng tir cudn

sach hi€m hoi cua 6ng c6 tén 1a “Gia Cat Lugng day con”.

“Thai do nguoi quan tu:

Ung dung tw tai dé can trong suy xét

Giam tham vong dé tang tinh ven todn

Duc vong ngan can muc dich

Thiéu binh than ngdn can tam nhin

Tdm phai an moi hoc hanh dat dao

Khong tan tam, tai nang khong dwoc tu duong
Khéng tinh tam, kién thirc chang ven toan
Biéng luoi sao lén dwoc tuyét dinh

Tam dong sao co oc phan xét, tri tinh khon
Mbi ndm qua di nhanh lam

Nghiém khdc véi ban than dé di ding muc tiéu
Dirng nhuw 1é khé roi trén mat dat

)

Co nuoi tiéc thi co hoi ciing qua roi”.

Khi dd ngéi 6 vi tri dinh cao, ban phdi luén hiéu rang quyén lyc thwong di
doi voi doi bai. Tot nhat, ban nén thuwong xuyén kiém tra xem liéu minh
con giwt dwoc long kinh trong va sw tin cdy cua dong nghiép khong.
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CEO can quan tim dén cong viéc cta minh, tim thdy niém vui va su kinh
trong tur cong viéc. Mot ) ngudi di dat duge thanh cong van mudn vuon tiép
1én cao. Thay vi tip trung vao nghé dé thanh CEO 16n, ho mo thanh chinh
khach, mo thanh nghi si Thuong vién, hodc thanh bd truong ma quén di tam
quan trong cua cong viéc CEO.

Tat ca chung ta déu biét cai gi cling ¢ gia ctia nd. Doi khi ta 1y trude tra sau.
Thudng ta phai tra nhiéu hon gi trj thuc vi tién 1ai dugc cong thém. Tét hon
1a ta nén tiét kiém timg chat mot cho dén ngay du dé mua, nhu giri tién vao
ngan hang. Hiy quén n6 di mot thoi gian va tién s& sinh s6i dén mirc ngac
nhién.

Mbt CEO c6 tim nhin xa can biét hudéng doanh nghi€p cua ho vao lgi ich
cong dong. N6 giébng nhu md mot tai khoan tién giri ¢d dinh cho cong ty. N6
khong hé bi thiét hai, va doanh nghiép s€ van hanh tdt hon vi x4 hoi s& hd trg
cho doanh nghiép d3 phuc vu loi ich cong dong. CEO tét 1a ngudi nghi vé
nguoi khac nhiéu hon nghi vé minh. Ho phai hoc cach cho di, biét lo léng cho
déng nghiép, cho cong déng, cho xa ho1 va cho ban hitu. Hanh dong cho lam
hoan thién ban, mang lai do1 ban ¥y nghia m&i. N6 s€ theo ban subt cude doi
du ban khong con lam CEO nira.

Pio tao thé hé méi, no6i 101 chao tam biét tot dep

Ptc Khong Tir chia cudc doi 1am ba g1a1 doan. Ong cho rang, tudi tré, khi
huyét méi hinh thanh ché nen dam mé sac duc, ¢ tu01 trung nién gan da san,
thit da chic ciing ché nén ging strc tranh cudng, vé gia khi huyét di suy, licu
ma bot tham lam tu 1oi1.

Khi con tré, co thé phat trién con chua day du, say dam tinh duc s& c6 hai cho
strc khoe. Tudi trung nién 1a thoi gian xdy cudc song, thanh danh, vi tri x3 hoi
va tién bac; lam viéc qué stc s€ hai cho ca co thé va tri tué, thém nhiéu bat lgi
cho tudi gia. Tién vé phia cudi cudc doi, ngay lam viéc it dan, dé nay sinh
trong dau thoi tu 1oi, nhu cau tich iy moi thw, thich chiém hitu, so rang dia vi
va tai san s& bi ai d6 s& gianh giat mat.

Néu CEO cémg gia cang mat minh man, ho s& thanh nguf)’i dam mé quyén lyc.
Ngo doc quyén luc cling nhu ngd doc ruou, chi toi t& hon 1én vi khong ai
mudn cai nghién. Duéi su lanh dao ctia 6ng sép ngd doc quyén lyc thi cong ty
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s€ budc dén bo tham hoa. Kho dau han s€ tdi gan, dac biét 1a vo1 nhitng nguoi
thich ro1 cong viéc khi va chi khi cong ty khong con kha nang canh tranh.

Phai c6 thé hé tré thay thé hé gia. D6 13 quy luat cudc séng. Vao thoi diém
thich hop, mot CEO phai chuan bi roi ghé. Doi khi nhiing nguoi gan gl
khong mudn ban di, nhung CEO c¢6 trach nhiém phai huéng dén tuong lai.
Tuong lai ctia cong ty sé ra sao khi duoc tiép tuc diéu hanh toan bo boi mot
nguoi gia? Khi ndo va tir dau ¥ twong sang tao moi s& hinh thanh? Piéu d6
phu thudc vao CEO quyét dinh roi ghé va tim nguoi thay thé xtmg déng cho
tuong lai.

Nam 1980, Chu tich Cong ty Honda néu mot tim guong tot cho cac nha diéu
hanh Nhat Ban 13 roi ghé trude tudi huu (khoang 70 tudi) dé md dudng cho
thé hé méi. Cung luc éy, ong van con thoi gian va suc luc dé 1am c6 vén, hodc
bat ¢ viéc gi thich hop néu can. Néu nha diéu hanh mdi pham sai 1am, 6ng s&
quay lai ctru nguy. Nguoc lai, néu 6ng con giit ghé cho dén tudi huu, khong
nhirng sy diéu hanh tré nén tri tré, ma cong ty con phai chiu mot ngudi ké tuc
thiéu kinh nghiém dugc tim vo1 vang va khong hé duoc dao tao trude.

Phii c6 thé hé tré thay thé hé gia. D6 la quy ludt cudc séng. Vao thoi diém
thich hop, mot CEO phdi chuan bi roi ghé.

Vay, di€u bat budc la nguo1 di€éu hanh cao nhat phai c6 “tam nhin xa, trai tim
rong mo”, boi vi dng khong chi tién hanh nhiém vu cho g1 ich riéng, ma con
cho g1 ich toan cong ty.

Mot ngay no... CEO sé& phai roi ghé. That giéng luc nay ddy... khi “Nghé
thuat 1anh dao cua ngudi chau A” dén hdi két. Toi mudn giri nhimg chiic
mumng tot dep nhit cua t6i dén doc gia qua 10i Lio Tir, ma theo toi, nd cd ¥
nghi tham thay voi nghé nghiép va cudc doi.

“Ngd hitu tam buu, tri nhi bao chi: nhat viét tir; nhi viét kiem; tam viét bat
cam vi thién ha tién. Tir c6 nang diing; kiém cé ndng qudng; bdt cam vi thién
ha tién, cé ndang thanh khi truong. Kim xa tir tha diing, xa kiém tha qudng, xd
hau tha tién, tir hy. Phu tw di chién tdic thcfng, di thil tdc cé; thién twong cuu
chi, di tww vé chi.”

“Ta ¢6 ba vdt bdu hang cdt giik can thdn, mét la Iong nhén di, hai la tinh tiét
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kiém, ba la khong dam dung trudc thién ha. Vi nhan dai ma sinh ra diing cam,
vi tiet kiem ma sinh ra sung tuc, vi khong dam dung truoc thién ha ma lam
chu dwoc thién ha.

Néu khéng nhdn di ma mong dwoc diing cam, khéng tiét kiém ma mong dwoc
réng rdi, khong chiu disng sau ma tranh ditng triée nguoi thi tat hong viéc.
Troi mudn cieu ai thi cho nguoi dé long nhan di dé tw bdo vé, ldy long nhén di
ma giup nguoi do”.

Cau chuc cac ban mai mai thanh cong & ca hai mat “tan cong” va “phong
tha”.

HET

—_ )
L —

L CEO: Chief Executive Officer: Truédng ban quan tri trong cong ty.

2 A . A A A A . P A « X ~ 99 ,
L2 Tén hai nhan vat trong ti€u thuyét lich st “Tam qudc dién nghia”, tac
gid La Quan Trung thé ky 14.

13 Gi4o su Hnan Wei Chin 1a mot trong nhiing hoc gia 16n ctia nén triét
hoc Trung Qudc duong dai. Ong dugc Tuong Gidi Thach rit quy trong.
Tuong Gidi Thach co lan cling muén thanh 1ap Truong Pai hoc Van hoa
Qudc gia clng gido su v6i vai tro 1a thu ky thir nhat. Tuy nhién gido su Hnan
Wei Chin da khuéc tir vinh du 4y. Ong ciing con 1a chuyén gia phai Thién
Tong va day mén phai ndy & ca Trung Qudc 1an Pai Loan.

[4]

International Monetary Fund: Quy tién t& qudc té.

1l Trod choi duoc cho 1a bat ngudn tir Trung Qudce 3.000 nam trude goi 1a
Wei Ch’i. “Co vay” 1a tén nguoi Nhat dat.

6 : .. . 2 4 A 14
0] International Organization for standardization: T6 chirc tiéu chuin hoa
quoc te.
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L Total Quality Management.
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