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CHUONG 4: NHONG VAN DE VE KHOI NGHIEP

XAc suét thit bai khi khéi nghiép 13 bao nhiéu?

MJi ngay trén thé gidi co vo sb cong ty méi duoce thanh 1ap, vo sb nguoi
m&i bude chan vao con dudng khoi nghiép, nhung téc d6 phat trién nhanh chong
cling d6ng nghia véi toc do lui tan nhanh chong. Tudi tho trung binh ctia hau hét
cac doanh nghiép khong qua ba nam. Ty 1¢ that bai khi khéi nghiép 1an dau tién
ctia cac nha khoi nghiép 13 95%, va ty 18 that bai khi khoi nghiép 1an tht hai van &
muc trén 80%.

Véi ty 18 thét bai cao nhu vay, tai sao vin c¢é nhiéu nguwdi mudn khoi
nghiép? Boi vi chi c6 khoi nghiép mai c6 kha ning dat dén bd bén cia tu do tai
chinh. Khéo sét cho thay, chi ¢ 3% sb nguoi chua bao gid nghi dén viéc khoi
nghi¢p. Mgt mat la luong 16n cac nha khéi nghi€p gia nhap thi truong, mat khac 1a
ty 1¢ that bai cao ngat ngudng, vay liéu co6 phuong phap nio dé nang cao ty 1¢
thanh cong khi khoi nghiép hay khong?

Hay nhé rang, khéi nghiép 12 mot mén khoa hoc, khong phai 1a mua vé
s0 tring doc dic!

Chi ¢6 ndm viing phuong phap luan khoa hoc kinh doanh mot cach hé thong
moi ¢o thé nang cao ty 1€ thanh cong. Bong thoi, tan dung internet di dong, tu duy
khéi nghi€p véi tai sdn nhe, quy mo nho, rui ro thap mai cé thé giam dang ké rui ro
thét bai.

1. Ai ph_hgp.aé khdi nghiép? Ai khdug phi. hgp.dé
khai ughiép?

Trudc tién, ching ta hiy bat dau voi diéu dau tién, hom nay ching ta tam
thoi khong ban dén nhitng yéu té nhu ning luc, t6 chat tong hop, kinh nghiém, vi
nhitng diéu nay s& duoc dé cip sau. Chi xét riéng vé dic diém ctia mot nguoi, toi
cho rang chi c6 hai loai ngudi pht hop dé khoi nghiép.

Loai thir nhit 1a don gidn va trin trui nhit, d6 13 nhirng nguoi khao
khat lam giau, kiém dwogc nhiéu tién. Day 14 dong lyc co ban dé da s6 cac nha
khai nghiép budc chan vao con duong khai nghiép, thong qua viée kiém duoc
nhiéu tién hon dé théa man ham mudn vat chat manh 1iét cua ban than, hodc thong
qua viéc kiém duoc nhiéu tién hon dé thay d6i hoan toan van ménh ctia ban than va
gia dinh. Day 1a mot trong nhitng dong luc 1au doi nhat dé con ngudi khong nging
phan dau va tién bo, khong co gi phai xau ho, day 1a mot dong luc rat tét. O mot



murc do nao d6, ban tham chi ¢6 thé cho réng toan bo lich str throng mai ctiia nhan
loai 1a mot bd lich st vé nhiing ngudi ngheo co gang thay doi s6 phan ngheéo kho
cua minh thong qua kho1 nghiép.

Vi vay, viéc mudn kiém tién, 1am giau khong ¢o gi la x4u, thuc té viéc mudn
kiém tién 1a rat tot. Khi con nguoi c6 nhiéu tién tiéu khong hét, ho c6 thé vui vé
trong mot thoi gian dai, cling c6 thé cham soc tot hon cho gia dinh va ban bé, cham
soc nhirg ngudi can giup dd. Vi vay, nhitng ngudi giau thudng cé chi sé hanh
phtc cao hon, trir khi cudc song gia dinh hodc tinh cam ca nhan gip van dé nghiém
trong (vé van dé tinh cam, vui 10ng tham khao tai liéu “Tinh cam bi tich” cia
chung t6i), néu khong, n6i chung, chi s6 hanh phiic ctia ho s& cao hon. Dung nghe
nhiing tin don vé van, chang han nhu tién khong quan trong.

Thu nhap hang nam ctia mot nguoi mot khi vugt qua ngudng trung luu tréd
1én, tiéu chuan cua tang 16p trung luu 14 thu nhap hang nam trén 500.000 té
(khoang 68.500 USD ~ 1,65 ty VND), c¢6 xe c6 nha khong vay no, co thé tu do s
dung tién mat trén 1,5 triéu té (khoang 205.500 USD ~ 4,95 ty VND), nhiing nguoi
nay cam thay chi s hanh phuc sé ting 1én dang ké. Vi vay, c6 tién luon 1a mot diéu
rat tot. Khao khat kiém duoc nhiéu tién, 1am giau la chia khoa dé cac nha khai
nghiép budc ra budce dau tién. Vi vay, néu ban la nguoi khao khat kiém duoc nhiéu
tién, lam giau, thi xin chiic murng ban, ban phu hop dé khoi nghiép.

Loai ngudi thir hai phit hop dé khoi nghiép 13 nhirng ngudi khong cam
chiu sy tam thuong, can c6 dwoe cam gidc théa man, thanh twu 16n hon, dic
biét 1a thanh tuu trong sy nghiép. Khi chiing ta con nho, xung quanh ching ta
ludn c6 mot s6 ngudi, cé ngudi sinh ra da co hoai bo 16n lao, tat nhién cling cd
nguoi sinh ra da thich khoac lac, luén cam théy minh 16n 1én s€ 12 mdt nhan vat
quan trong. Néu ¢ hoai bdo 16n lao, cudi cing lai khong lam nén tro tréng gi, moi
nguoi s€ noi ho khoac lac. Néu mot dua tré tir nho da thich khoac lac, sau nay lai
thanh cong trong su nghiép, moi ngudi s& néi ho co hoai bao 16n lao. Vi vay, vé
ban chat, hai diéu nay khong c6 gi khac biét. Ca hai déu 1a nhitng nguoi thich
khoac lac, chi 1a mdt nguoi da thuc hién dugc, mdt nguoi chua thuc hién dugc ma
thoi.

Khi con nhd, ty 1€ nhitng nguoi thich khoéc lac xung quanh chiing ta o rang
cao hon ngudi truong thanh. Diéu nay noi 1én diéu gi? Piéu nay cho thay rang hau
hét moi ngudi trong qua trinh truéng thanh bi danh bai boi di loai van dé thuc té,
nén da s6 déu tir bo. Nhung néu ban di dén tudi hai muoi, ba muoi, tham chi lon
hon, da trai qua di loai thir thach, van khong danh mat nhiing diéu nay, va vo cung
bon chon, thinh thoang van mudn lam gi d6, mudn 1am nén chuyén 16m, thi ban 1a
ngudi rat phu hop dé khoi nghiép.

Vi vay, n61i mdt cach don gian, t61 cho rang chi c6 hai loai nguo1 phu hop dé
khoi nghiép, mot loai 1a mudn lam giau, loai thtr hai 1a mu6n lam nén chuyén 16,



mudn thanh cong, ca hai loai ndy déu 1a t chét co ban phu hop dé khoi nghiép. Tat
nhién, ngudi hoan hao nhat, Iy twéng nhat 1a ngudi két hgp ca hai diém nay.

Sau khi néi vé nhiing ngudi pht hop dé khoi nghiép, hiy xem xét nhiing
ngudi khong phu hop dé khai nghiép, t6i cho rang c6 nhimng loai sau:

Piém thir nhat: Ban c¢é phai 1a nguoi dic biét so' mét méi, dic biét so
phién phirc khong?

Nguoi binh thudng chung ta déu s¢ mét moi, so phién phirc, thiéu kién nhn,
nhung quan trong 1a phai c6 chung muc. Co6 mot ) nguoi dac biét sg mét moi, dac
biét so phién phirc. Vi dy, ban ciing ho 1am viéc, ho khong thé 1am thém gio vao
budi tdi, 1am viée luodn tri hodn, ludn 15 dé hodc can trd tién do, nhitng nguoi nay
thuong khong phu hop dé khoi nghiép.

Trong dai da s6 truong hop, ban phai hiéu rang khai nghiép chac chan 1a
mdt viée dic biét vat va, dic biét mét méi, dic biét phién phtrc. Néu ban 1a nguoi
so mét moi, so phién phtrc, khong nén khéi nghiép, trude khi khéi nghigép nhét
dinh phai suy nghi cho k§. Giéng nhu L6i Quan (CEO Xiaomi Inc) d timg noi:
“Khoi nghiép khong phai la viéc con nguoi lam, 365 ngay x 24 gio, moi luc moi
noi déu phdi gidi quyét vian dé.”’

Piém thi hai: Nganh nghé dé c6 phai 1a nganh ban yéu thich hay
khéng, c6 thé mang lai cho ban niém dam mé khéi nghiép hay khong?

DPiém nay cuc ky quan trong! Néu d6 1a viée ban yéu thich, ban cang lam,
tdm hon ban cang duoc tan hudéng, nguoi khac bd cudc sau ba nam, ban kién tri
bdn ndm, ndm nim, c6 thé ban s& thanh cong. Vi vay, cam giac hanh phuc va man
nguyén trong qué trinh nay 1a rat quan trong, ban dimg chi nghi dén viéc khoi
nghiép thanh cong médi c6 cam giac hanh phuc, néu du an khoi nghiép cia ban 1a
diéu ban yéu thich, thi toan bd qua trinh khai nghiép déu 1a hanh phiic, tat nhién
cudi cung c6 thanh tuu thi s& cang hanh phuc hon, nhan thirc ndy rat quan trong.

Vi duy, c6 mot sé nganh phai mat nim, sau ndm hodc bay, tim nim méi co
thanh qua, néu viéc ban dang lam khong phai 1a diéu ban yéu thich, ma chi vi phan
thudng d6 ma can rang kién tri, thi sy that la rat it nguoi co thé kién tri chd doi
phan thuéng khong xac dinh sau nhiéu ndm! Vi vdy, nhat dinh phai suy nghi cho
k¥, ddc biét 1a doi v6i nhitng ngudi khéi nghiép trén 35 tudi, tudi tac da khong con
nho, ban cang can phai suy nghi cho k¥, bdi vi con nguoi rat khé danh nhiéu tam
sttc cho nhing viéc minh khong thich, kién nhan lam viéc trong nhiéu nam.

Ngoai ra, nhitng nguoi lam viéc khong c6 chu nghia lau dai, dé dang bo
cudc, thi khong phu hop dé khoi nghiép, ban nhat dinh phai hiéu rang, hau hét tat
ca cac cong ty khoi nghiép déu 1a cudce truong chinh van dim, dimg chi nhin cham
cham vao hai trudng hop dic biét lam gidu nhanh chéng trong thoi gian ngan. Dai



da s6 cac doanh nghiép, bao gdm ca nhitng doanh nghiép siéu 16n, ching dudng da
di qua ciing déu 1a cudc truong chinh van dim.

Vi vay, cho du ban chon khéi nghiép du an gi, nhat dinh phai chudn bi tim
Iy, ngay tlr ngay dau tién da phai biét rang dy 1a mot cudc truong chinh van dam.
Vi sy chuan bi tu tudng nhu vay dé 1am viéc chinh 1a chu nghia lau dai, vi du nhu
mot vi¢c, cur lam ca doi, nhitng nguoi nhu vay lam bat cir viée gi cling co thé thanh
cong. Néu nhitng ngudi méi 1am dugc hai nam da hét nhiét huyét thi khong phu
hop dé khai nghiép.

Piém thi ba: Nhirng nguwoi c6 kha niing chiu ap lwc kém tuyét doi
khong nén khéi nghiép

Diéu nay dic bi¢t quan trong! Vi du nhu tinh than mao hiém, y chi, strc chiu
dung, cling nhu do nhay bén trong kinh doanh, c6 quan hé hay khong, EQ cao hay
thap, co san long chia sé tién bac v6i anh em hay khong, cudi cing 13 kha ning tu
nhan thire va phan tinh mét cach tinh tao... nhitng diéu nay dbi véi cac nha khai
nghiép ma néi, 1a nhimg diéu kién co ban can phai c6. Tat nhién, chi can ban co
khat khao manh liét, dau chi cao ngit troi, nhiéu k¥ ning trong sb nhimng diéu kién
nay déu c6 thé hoc hoi va nam viing trong qua trinh khoi nghiép ctia ban.

Nhung c6 mot diéu ma hau hét moi ngudi rat kho cai thién thong qua rén
luyén sau nay, do 1a nhitng nguo1 sinh ra da c6 kha nang chiu dung tam ly kém,
nhitng ngudi nay chic chin khong phu hop dé khai nghiép. Ap luc va ndi so hai
ma ban phai chiu dung trong qua trinh khéi nghiép 1a vugt qua stre tudng tuong
ctia ban, no s& khién hau hét nhiig nguoi c6 kha ning chiu ap luc binh thuong
phai sup d6. Vi vay, nhat dinh phai 1 nhitng nguoi c6 kha nang chiu ap luc t6t hon
ngudi binh thudng mai phi hop dé khai nghiép. Vi du nhu Luu Cuong Pong bac
toc sau mot dém, Jack Ma bi vo s6 nguoi mang 13 ké lira ddo, Vuong Kién Lam bi
kién 220 lan trong nam dau tién khoi nghiép. Ban hiy thir nghi xem, hau hét nhiing
nguoi binh thuong, da sém sup dd va tir bo, tham chi khong chiu dung ndi ma phai
tu sat, ban co biét khong, rat nhiéu bénh vién tim than déu c6 rat nhiéu ong chu
dang diéu tri.

Vi vay, ban chat ctia khai nghiép thuc ra ciling giéng nhu viéc danh chiém
giang son, ngoai viéc khong bi tru di tam tdc sau khi thét bai, tit ca moi thir khac
déu tan khoc nhu nhau, ap luc ciia khéi nghiép giéng nhu ban dang 1ai mot chiéc
may bay gip su c¢d sap roi, ban phai binh tinh va sira chita n6 trudc khi may bay va
cham véi mat dat va phat nod, va bay trd lai do cao 10.000 mét, néu kha nang chiu
dung tam 1y ctia ban khong tot, khuyén ban dimg nén dé dang khai nghiép.

Ngoai ra, ban da do du va ban khoan rat lau vé viéc c6 nén khoi nghiép hay
khong, trong trudng hop nay, hau hét 1a khong phu hop dé khoi nghiép. Vi du nhu
anh trai t61, anh iy d3 néi trong 10 nim rang mudn khai nghiép, nhung dén nay
van chua bit dau. No6i chung, nhimg ngudi cam thay phan khich va kho kiém ché



khi nghi dén viéc khoi nghiép thi pht hop hon dé khai nghiép, ngay ca khi ho do
du, thi cling 1a do du vé viéc lya chon du 4n cu thé hodc cach thuc thuc hién
phuong an cu thé, chir khong phai do du vé viéc c6 nén khoi nghiép hay khong,
day 1a sy khac biét vé ban chat. Vi vay, néu ban khong cam thay phan khich vé
viéc khoi nghiép, ma ludn do du va ban khodn, thi hau hét 1a khong phu hop dé
khoi nghiép, co 1€ phu hop vai viée khdi nghi€p cung mdt nguoi anh cd, hodc khoi
nghiép ciing mot nén tang, nhung khéng pht hop dé ty minh khai nghiép.

2. Lam thé nao dé dduh gid mot doanh ughiép_co thé
phat trien |0 hay khong?

Ba yéu to cot 16i dé danh gia tiém ning phat trién ciia mot doanh
nghiép:

Thir nhat: Quy mé thi truong

Yéu t6 dau tién can xem xét 1a quy mo tong thé cia nganh ma ban tham gia.
Piéu ndy vo ciing quan trong, anh hudng 16n dén viée liéu ban c6 thé tro thanh mot
cong ty nho thanh cong, mot cong ty vira thanh cong hay mot cong ty 16m thanh
cong. Noi mot cach don gian, quy mé thi trudng chinh 1a kich thudc cudi cing cia
chiéc banh. Chiéc banh du 16n méi c6 kha niang cho phép nhiéu nguoi tham gia,
cang nhiéu ngudi tham gia, ban méi c6 kha nang kiém duoc nhiéu tién hon.

Vi du ¢ Trung Quéc, nganh cong nghiép dién thoai di dong c6 quy mo hang
nghin ty NDT mdi nim, v6i doanh s6 ban hang nim khoang 500 triéu chiéc. Quy
mo clia nganh nay c6 phai 1a rat 16n khong? Hay xem xét mot dy an khac, chang
han nhu may loc khong khi. Doanh sb ban hang nam ciia may loc khong khi trén
toan Trung Qudc nim ngoai 1a 6-7 triéu chiéc, trong khi doanh s6 ban hang nim
cua dién thoai di dong 1a khoang 500 tri¢u chiéc. Vi vay, chung ta hiéu ré'mg, gia s
tat ca cac diéu kién khoi nghiép khac déu gidng nhau, vé nguyén tic, chung ta chic
chin nén chon nganh 16n hon dé tham gia, vi diéu nay quyét dinh viéc ban dau tu
cung mot khoang thoi gian 3 nam, 5 nim, 10 ndm sau d6, s& thu vé loi nhuan 10
diém, 5 diém hay 1 diém. Diéu nay duoc quyét dinh boi quy mo thi truong, cha
khong phai boi ndng lyc ciia doi ngii cta ban.

Trudc day, toi da lam tu van va ddo tao bat dong san trong nhiéu nam.
Nganh dao tao bt dong san dat hiéu qua tot nhat 1a 20 triéu NDT (khoang 66 ty
VND) doanh thu mdi ndm, ddy d3 1a gidi han. Pay ciing 1a Iy do cbt 13i tai sao t6i
mudn nang cap dé dio tao cho cac nha khdi nghiép trong moi nganh nghé. Cac t6
chue ddo tao cho chii doanh nghiép trong moi nganh nghé c6 cong ty niém yét trén
san chimg khoan, c6 cong ty cd doanh thu hang nam c6 thé dat 1,4 ty NDT
(khoang 4,62 nghin ty VND), ly do 1a quy md thi truong da 16n. Vi dy, thi truong



khéi nghiép udc tinh c6 300 triéu ca nhan khoi nghiép, trung binh méi ngudi chi
tiéu 10 NDT la thi truong 3 ty NDT, chi tiéu 100 NDT 1a thi truong 30 ty NDT, chi
tiéu 1.000 NDT la thi truong 300 ty NDT, chi tiéu 10.000 NDT 1a thi truong 3
nghin ty NDT (khoang 9,914 triéu ty VND). Hiy nh¢ rang, khoi nghiép luén lubn
1a quy mo thi truong quyét dinh két qua cubi cung, diéu nay khong phu thude vao ¥
chi cia con nguoi. Pao tao bat dong san, nguoc lai, bi han ché, bsi vi s6 luong
nguoi 1am viée trong nganh bat dong san so voi sd luong nguoi khai nghiép trong
tat ca cac nganh nghé trén toan qudc 1a rat nho.

Vi du khac 1 hé théng khoa hoc “Thwong Chién Dwa Trén Nhin Tinh” cta
chung t6i, bao gdbm bdn khia canh: Ban ning con ngudi, tinh cam, kinh doanh va
su thirc tinh tdm linh. Nhom khach hang cta chiing toi 1a rat 16n, boi vi Trung
Quéc ¢6 300 triéu nguoi khoi nghiép. Mic du con sb ndy rat 16n, nhung xét cho
cung, Trung Qudc c6 1,4 ty dan. Néu chi noéi vé kinh doanh, nhém ddi tuong cua
chung t61 s€ bi gidi han & 300 triéu nguot khéi nghi€p, nhung 1,4 ty nguoi, ai cling
can hoc vé muu luoce con nguoi, nhin thdu nhan tinh dé khong bi Itra, dé co thé
quan 1y va str dung con nguoi. Hoc chién luge kinh doanh dé tao ra hé thdng kiém
tién dé dang, giai toa cudc séng. Hoc bi thuat tinh cam dé khong bi ton thuong
trong tinh yéu, tro thanh bac thay tinh truong. Hoc su thire tinh tim linh dé thau
hiéu sy that caa cudc séng, thuc su dat dén canh gid1 giau sang khi nhap thé, vién
man khi xuat thé.

Cudc sdng 12 mot hé thdng, gidng nhu ngil tang luc phi ctia con ngudi, phai
tuong tac vo1 nhau thi con ngudi méi khoe manh. Viéc hoc cling vay, phai hoc va
tu luyén bon khia canh: ban chét con nguoi, kinh doanh, tinh cdm va thuc tinh tam
linh, cudc sdng méi thuc su thanh cong. Pay ciing 13 1y do tai sao v6 s6 hoc vién
san sang hoc tap voi chiing t6i sudt doi.

Khi ban m&i bat dau khoi nghiép, dimg van hanh nhiéu loai san pham cing
mot lic, hdy tap trung vao viéc lam tot mot san phém, phuc vu tdt mot nhom
ngudi, gidng nhu “Thwong Chién Dya Trén Nhdn Tinh”, ludn ludn cing cd mén
hoc vé nhan tinh.

Khi ban d3 dat dén vi tri hang dau trong mdt loai san phém, hay mo rong
sang nhiéu loai san pham khac, nhung hiy nh¢, nhat dinh phai lam nhiéu loai san
pham trong cling nganh, dimg 1am nhiéu nganh nghé khac nhau. Nhiéu loai san
pham trong cling nganh, giéng nhu Gree cé diéu hoa, quat, ndi com dién, tat ca cac
loai san pham déu xoay quanh nganh gia dung, bao gém ca cac loai khoa hoc cua
chung t6i ciing déu xoay quanh gido duc, xoay quanh céc khoa hoc cho nguoi khoi
nghiép, gia dinh, tinh cdm va su thirc tinh tam linh.

Néu mot nguoi néi rang anh ta dang lam giao duc, dang lam bat dong san,
dang kinh doanh cira hang quan 4o, dang mo nha hang, thi vé co béan sé& thét bai.
Trur khi anh ta da 1a mdt tdp doan nhu Ly Gia Thanh, Jack Ma, Ma Hoéa Déng.



Thit hai: Lwa chon thoi diém gia nhap

Chuing ta thuong noi, di trude mot budce 1a phdo héi, di trude nira budce 1a
nguoi tién phong!

Nhét dinh phai hiéu rd thoi diém ban tham gia vao nganh nay. Hié¢n tai, tham
gia vao nganh nay la giai doan tang truong cao? Hay la giai doan tang trudng
cham? Hay la giai doan co ban khong tang truong, tham chi 1a nganh cong nghiép
hoang hén dang bit dau suy thoai?

Sau khi nghién ctru k¥ ludng, ban quyét dinh c¢6 nén tham gia vao nganh nay
hay khong, hay 1a ¢ nén chon du an nay hay khong? Piéu nay rat quan trong, né
quyét dinh viéc ban dau tu tuong tu s& thu vé loi nhuan 10 diém, 5 diém hay 1
diém. Vi du, nganh moi gidi bat dong san, tham gia cach ddy 10 nim va tham gia
bay gio, su khac biét 1a rat 16n. Cach day 10 nam 13 thoi ky kiém tién dé dang, bay
gi0 1a thot ky khé khan.

Bat ky nganh nao ciing déu co ba giai doan: Giai doan siéu loi nhuan, giai
doan loi nhuan thép va giai doan khong c6 1gi nhuan. Manh Tt né1 “Thién thoi,
dia li, nhan hoa”, thién thoi ludn dimg & vi tri dau tién, thuan theo xu thé méi 1a
cao tha. Vi vay, ban chi can nhin vao ty suét lgi nhuén ciia mot nganh la biét nd
dang ¢ giai doan nao.

O day, t6i muon chia sé vdi cac ban hai diém quan trong.

Diém thir nhat: “Gid cd cé thé so sanh” va “Gid cd khéng thé so sanh”
nghia 1a gi? Trén thuc té, yéu t6 dau tién quyét dinh loi nhuén chinh 13 gia ca cua
san pham. Tai sao ngay nay kinh doanh lai kho kiém tién? Ly do cbt 13i 13 vi ¢6
qua nhiéu san pham, ca online va offline déu c6 rat nhiéu san pham, khach hang
mua san pham sé so sanh gia & khap moi noi, vi vay cac doanh nghiép roi vao cudc
chién gia ca khdc 1iét. Mot chiée cde, mot 4m tra, gia ca co ban déu minh bach, ban
ré, c6 nguoi ré hon ban, khach hang so sanh tu nhién s€ chon ngudi khéc.

Trude day, tai sao kinh doanh lai d& kiém tién? Boi vi trude ddy khong c6
internet, thong tin bi han ché, khach hang mua d6 khong thé so sanh gia, vé co ban
cac doanh nghié¢p ty y dinh gid, vi vay lgi nhuan cao. Vay lam thé nao dé giai
quyét van dé nay trong thoi dai ngay nay? Yéu t6 cot 13i 1a phai bién “Gid cd cé
thé so sanh” thanh “Gid cd khéng thé so sanh”, tao ra tinh doc ddo cho san pham.
Vi du, dich vu cta Haidilao 1a doc déo, gia ca lau vé co ban 1a minh bach, nhung
gia ca dich vu 1a khong thé do luong dugc, vi khong co nha hang lau nao co dich
vu tot nhu ho, vi vay gia lau cta ho cao, khach hang cling c6 thé chép nhan, vi ho
khong ban lau, ho ban dich vu.

Mot vi du khac 1a nganh gido duc ciing vdy, gia ca ctia khoa hoc o thé c6
tinh so sanh, nhung néu noi 1a khoa hoc do gido vién nao do6 giang day, thi viéc
dinh gia s€ khong con tinh so sanh, vi ban khong thé tim thay mdt nguoi nao khac



gidng hét nguoi gido vién giang day khoa hoc dé, vi vay gia ca c6 thé duge dinh
tuy y.

Piéu niy giong nhu ban tai bai hat cia Chau Kiét Luan trén dién thoai, gia
ca tai xubng mot bai hat co tinh so sanh, xem nén tang nao ré hon thi tai xudng trén
nén tang d6. Nhung néu Chau Kiét Luan dich than tro chuyén video voi ban, dich
than hat mot bai hat cho ban nghe, ban hay cho toi biét bai hat nay ban bao nhiéu
tién, anh iy dinh gia bao nhiéu ban ciing s& thay hop 1y, boi vi san pham nay co
tinh doc dao.

Vi vay, nhat dinh phai thém mot 16p gia tri doc dao ma chi ban cd vao san
pham thuc té c6 thé so sanh gia trén thi truong ctia ban. Vi du, lau Banu néi rang
da day bo cua ho 12 duy nhat str dung 12 quy trinh, cong v6i cong nghé 1am trang
béng du du, ho co thé dinh gia cao. Vi du khac, ho néi réng thit ctru cua ho duoc cur
nguoi dén Noi Mong, chon ctru non dudi 2 tudi, nhu vay cling co thé dinh gia cao,
vi ¢6 tinh doc dao.

Piém thir hai: Quyét dinh mirc d6 loi nhuan cao hay thap 1a chi phi cao hay
thap. O day, téi muon chia sé hai khai niém, d6 1a “Chi phi bién ting dan” va “Chi
phi bién giam dan”. Nghia 1a gi? M cira hang thyc té 13 kinh doanh c6 chi phi
bién tang dan. Tt ca cac loai hinh kinh doanh c6 chi phi bién tang dan déu khong
kiém dugc nhiéu tién, 1y do 1a trong thoi dai ngay nay, tién thué nha, nhan cong,
céc chi phi khac déu ting theo cép s6 nhan so véi trude déy Ban mé mot cira hang
sir dung 5 nhan vién, chi c6 thé phuc vu 100 khach hang moi ngay, kiém dugc
1.000 NDT (khoang 3,3 triéu VND) mdi ngay. Vay néu ban mudn phuc vu 10.000
nguoi mdi ngay, kiém dugce 100.000 NDT (khoang 333,5 triéu VND) mdi ngay, thi
ban can mo 100 ctra hang, str dung 500 nhan vién, chi phi ciia ban sé ting 1én rat
nhiéu. Trong trudng hop ctra hang gip rii ro ndo d6, chang han nhu dich bénh,
kinh doanh syt giam, trong khi chi phi thué mat bang va nhan cong rat 16n, ban sé&
ngay lap tic bi 16 tham chi no nan. Trén thuc t&, m& nha may, m& quan karaoke,
v.v., déu theo logic nay.

V& co ban, nhirng 6ng chu trong cac nganh nay, rat nhiéu ngudi dang 1am
viéc cho chii nha, cho cong ty trang tri, cho nhan vién, ban than ho khong kiém
dugc bao nhiéu tién! Vay phai 1am sao? Phai lam kinh doanh c6 chi phi bién giam
dan, vi du nhu nganh internet. Léy khéa hoc online cia ching t61 lam vi dy, chiing
to1 cho 100 nguoi, 1.000 nguoi, 10.000 nguoi hay 100.000 nguoi nghe giang, chi
phi ctia chiing t6i hau nhu khong thay doi.

Vi du khac 1a McDonald's, Highlands coffee, Mixue, Starbucks, v.v., nhiing
cong ty 1am theo mo hinh nhuong quyén thuong mai nay ciing c6 chi phi bién giam
dan. M& bao nhiéu cira hang déu 1a bén nhan quyén chi tién, tién thué nha, nudc,
dién, lwong nhan vién déu 1a bén nhan quyén chi tra, vi viy mo bao nhiéu cira
hang, cong ty ciing khong ting chi phi. Nguoc lai, cong ty thu phi nhuong quyén
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ctra hang, phi quan 1y, ph1 dao tao, phi mua hang, v.v. Ngay ca khi c6 ctra hang
thua 15, cong ty van kiém duogc tién.

Vi vay, tham khao hai diém trén, ban s& hiéu tai sao rat nhiéu nguoi khoi
nghiép dang khoi nghiép mot cach ngu ngdc ma khong co kién thuc kinh doanh, di
sai huéng, nd luc vo ich. Tat nhién, nhitng diéu trén chi 1a dé cung cap cho ban
mot s6 goi ¥, néu ban mudn tim hiéu chi tiét vé cach dinh gia khac biét va cach
thué ngoai chi phi, cach dat duoc lgi nhuan cao, ban cé thé tim kiém “khéa hoc ba
ngay hai dém” cua ching t6i dé hoc tap chuyén sau.

Thit ba: Mikc d§ nhu ciu ciia khach hang

Thau hiéu nhu ciu ban ning cta con ngudi! Tiép theo, chung ta hiy xem xét
strc mua cua khach hang duoc xép hang nhu thé nao: “Thiéu nit > Tré em > Phu
nit tré > Nguoi gia > Pan ong”’. Ban chon kinh doanh véi ai, do chinh 1a dinh vi
khach hang, dung nhu cau noi1 “Binh vi moi co thé dinh thién ha”

Chung ta hay phan tich nhu ciu ban ning ctia con ngudi tir goc do khoi
nghiép.

Nhu ciu cua thiéu nir 1a gi? Mdi thiéu nir déu mudn trd nén xinh dep hon. Vi
vay, ban s& thdy cac cira hang m§ pham, bénh vién thim my, tham m¥ vién, v.v.
moc lén khép noi, dd trang suc, quén a0, tai xach, v.v. dep mét cling lién tuc XUAt
hién. Tai sao ho lai chi tiéu nhiéu nhu vay? Bai vi dbi véi thiéu nit, viée trang diém
ban than cling giéng nhu dau tu, xinh dep méi c6 co hoi nhan dugce nhiéu “vé
om” hon tur dan ong.

Nhu cau cia tré em 1a gi? Chua néi dén nhu cau cia ban than tré em, nhu
cu cua mdi bac cha me ddi v6i con céi 1a: Tro nén thong minh hon! Vi vay, cac
loai 16p hoc thém, 16p hoc phu dao, trai he¢, v.v. danh cho tré em, an, mac, &, di lai,
da kiém duoc rat nhiéu tién tir cha me.

Nhu ciu cta phu nit tré 1a gi? So chong ngoai tinh. Vi Vay, cac 10’p yoga, l6p
hoc thiét ké hinh thé, 16p hoc dao tao EQ, tham my¥ vién cao cap, v.v. déu mo rong
ctra chao don ho. Piéu nay ciing giai thich tai sao c6 nhiéu nguoi phat truc tiép vé
tinh cam trén cac nén tang cong cong nhu Douyin, Kuaishou, Weibo, v.v., va luong
nguoi xem tryuc tiép dac bi¢t cao, 99% la phu nir trung nién.

Nhu cau ctua nguoi gia la gi? So chét! Vi vay cac loai thuc pham chirc nang,
cac loai thudc tién, nhitng tro ltra ddo nhu vay cling thuong xuyén xay ra.

Nhu ciu ctia dan 6ng 1a gi? S¢ nghéo. Mot ngudi dan 6ng khong co tién,
song con khong bang ché lon, boi vi hau hét cac chi tidu cua “Thiéu nit > Tré em
> Phuy nit tré > Nguoi gia” & trén déu can dan ong chi tra. Vi viy, dan 6ng, mdi
ngay déu mo udc minh kiém duoc nhiéu tién, lam gidu, néu khong ho s& khong bi
ltra dén khu vyc mién Bac Myanmar dé bj cit than!
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Nhu cau ctia con ngudi rat da dang, bat ky cong ty nao ¢ thé dap tmg nhu
cdu ban ning nhit ctia con ngudi déu c6 thé tré thanh mot cong ty xuét sic. Ngudi
khoi nghiép nhat dijnh phai hoc cach khai thac co hdi trong cac linh vuc ngach, boi
vi ludn c6 mot sé nhu ciu cta nguoi dung trong cac linh vuc ngach chua duge dap
tmg. Ngdy nay, v6i su phat trién manh mé cua internet, bat ky nhu cau nhoé nao
dugc phong dai déu s& 1a thi truong rong 16n.

Hay lam theo chiéu doc trude rdi méi da dang hoa, hay lam tot mot dinh vi
trude rdi moi dan dan mo rong sang tat ca cac loai san pham. Vi du, dinh vi c6t 16i
cua “Thwong Chién Diwa Trén Nhan Tinh” trén thi trudng 1a mot tir: Nhan tinh, boi
vi khach hang khong thé nhd qua nhiéu tir, cang don gian, cang rd rang, khach
hang mai cé thé 4n tuong sau sdc. Gree c6 rat nhiéu thiét bi dién, nhung dinh vi cot
16i nhat 1a diéu hoa. Vi du, Xiaomi ciing c6 rat nhiéu san pham, nhung an tugng
sau sac nhat ctua khach hang 1a dién thoai di dong c6 hiéu ning cao véi gia ca phai
chang. Vi vay, ban nhét dinh phai lam tdt mot diém trong linh vuc ngach, mot diém

)

ma ddi thii canh tranh chua giai quyét dugc, “mét cdy kim choc thing troi”.

Du 4n ban chon, ndi dau ctia nguoi dung cang 16n, ¥ muén chi tra ctia nguoi
dung s& cang manh. Moi ngudi sé san sang chi tra cho nhiing van dé da xay ra, boi
vi ndi dau 16n hon. Vi viy, tai sao cac khoa hoc vé tinh cam lai pho bién? Ly do 1a
ngay nay c6 qua nhiéu ngudi ngoai tinh trong hon nhan, ndi dau qué nghiém trong,
vi vy ai cling mudn giai quyét ngay lap tirc.

Ban yéu cau mdt ngudi khoe manh chay bd mdi ngay dé duy tri sirc khoe 1a
diéu kho khan. Ban yéu cau mot nguoi bi ung thu, ban no1 véi anh ta r.'?mg chay bo
mdi ngdy co thé chira khoi ung thu, ban c6 tin khong, ban chua noi hét cau, anh ta
d3 bién mat, chay bo roi, haha. Pay chinh la kha ning hanh dong cta nguoi ding
trude nhitng ndi dau khac nhau.

Théu hiéu nhu ciu cua khach hang méi c6 thé danh gia duogc mutc d6 nhu
cau cua khach hang ddi véi san pham, diéu nay ciing quyét dinh tc d6 chi tra cua
khach hang. BYD, Li Auto, NIO, Xpeng, GAC Aion, v.v., nhitng thuong hi¢u xe
nang luong méi cua Trung Qudc nay, 1y do tai sao chung lai phd bién trong hai
nam qua la vi ching 13 nhiing chiéc xe chay dién, giai quyét dugc ndi dau cua
khach hang vé chi phi sir dung xe chay xang qua cao.

Hay nhé rang, ndi dau clia nguoi dung chinh 13 co hoi kiém tién. Vi vay, tién
dé cuia viéc kiém tién nhét dinh 1 phai ngdm minh lau dai trong mot nganh, tim
hiéu 1au dai vé san phém ctia ddi thu canh tranh, tim hiéu nhu ciu cua khach hang,
mai ¢ thé thyc sy tim thdy ndi dau ciia nguoi dung ma dbi thu canh tranh chua
giai quyét dugc, d6 chinh 1a co hoi kinh doanh.
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3. Ngutii wmic ng cé uén khdi ughiép?

Vai ngéy trude, trong mot budi hoc offline, mot hoc vién da hoi toi mot cau
hoi: “Thuea thdy, em kinh doanh that bai, hién dang no hon 600.000 té (khoang 2ty
VNB) ngoal ra con ng tién mua nha va mua xe, lam thé ndo dé em xoay chuyén
tinh thé, nén kinh doanh gi dé kiém tzen nhanh chong va vuc ddy?” Cau trd 101 cua
to1 la: “No hon 600.000 te, con no tien mua nha va mua xe, viéc dau tién la ban
nha va xe di, trd hét ng va tién mua nha, mua xe!” Ly do rat don gian, viéc cap
bach cuia anh ta khong phai 1a nghi dén viéc vay tién dé khoi nghiép, ma 13 ban nha
va xe dé tra hét no. Giit xe lai dé trung bay a? Ra ngoai lam viéc thi goi taxi rat
tién loi, hon nita, ngay nao ciing song trong can nha mua bang tién vay c6 y nghia
gi? Nhanh chéng ban nha tra ng, ty minh thué nha dé 6. Mot éng cha khoi nghiép
phai lay sy nghlep lam trong, 1y khach hang 1am trong, 1y d6i ngii lam trong'
Cht khong phai 1y su hudng thy ciia ban than lam trong! Pay 1a diéu cbt yéu.

Phuong phap thoat khéi canh ng nan: Hiy dé ban than cham lai, binh tinh
lai, chi khi binh tinh, con nguoi méi c6 thé phan tich dung sai, mdi co thé khoi
phuc lai ban chét cua su that. Noi réng khong ng nan thi nhe nhang, chi khi tra hét
ng, con nguoi maoi co thé hoan toan binh tinh lai. No nan giéng nhu mot nguo1 bi
tréi chat bang day thing, ban cang voi vang gidy giua, cang khong tim thay dau
day, day thimg s& chi cang siét chit hon, ban chi ¢6 binh tinh lai méi ¢6 thé tim
thay dau day, tir tir coi troi.

To1 thudng noi réng moi viéc khong thé léy 101 nhuan ngén han lam muc
ti€u, phai nhin nhan mot cach bién chung, theo tirng giai doan, ting mdc thoi gian.
Loi nhuan dai han 13 1ay chu ky hoan vén 5-10 nam lam méc, chir khong phai lay
chu ky hoan vén ngan han 1 thang hoic 3 thang lam méc.

Hoc vién nay no hon 600.000 t¢, con ng tién mua nha va mua xe, kho khan
hi¢n tai cua anh ta budc phai léy lo1 ich ngén han lam phuong hudng lua chon, béi
vi anh ta ngdy ndo ciing bi cht ng thuc ép, cudc song cia gia dinh ciing rat kho
khin, anh ta lo 1ang! Lo lang s& hoang so, hoang so sé& rdi loan, ca ngdy sdng trong
tam trang hoang loan. Néu lac nay ng chua tra hét, lai nghi dén viéc vay tién dé
lam mot du an khéi nghi¢p khac, thi xac suét no nan cao hon 1 99,9%! Vi vay,
phai tra hét ng bén ngoai trudc, hiy dé ban than 6n dinh va binh tinh lai.

Néu binh tinh suy nghi, an mot bat chéo vao budi sang, an mot bat mi goi
vO1 mot qua trimg vao budi trua, an mot dia thit xao 6t vao budi toi thi can bao
nhiéu tién? Mot thang 3.000 té 1a di roi phai khong? Sao lai ng hon 600.000 t&? Co
phai vi mudn & nha dep, 14i xe sang, mudn c6 cai goi 1a thé dién? Ban hay nhin
nhimg 6ng chu 16n giodi giang trén khap thé gidi, ai ma khong phai sau khi gay
dung sy nghiép 6n dinh méi & nha dep, mua xe sang? Ai ma khong phai 24/24 gio
ludn sdn sang, tim tri luén hudng vé su nghiép? Jack Ma khi khoi nghiép rat vt
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va, vai nguoi song chung trong mot can nha thué chat hep, dung hai hao mua mot
am nudc noéng, mot nira ngam chan, mot nra pha mi. St Ngoc Tru (Shi Yuzhu) khi
khoi nghiép, dé giai quyét van dé cho ¢, da chen chuc vao ky tic xa sinh vién cua

bai hoc Tham Quyén dé ¢, ong ta &p dung chién lugc “duc nuwoc béo co”, “hoa
minh”’ vao dam sinh vién, biét bao nhiéu lan phai song nho nha ngudi khéc.

T6i nhan thay rang hau hét nhiig nguoi khoi nghiép thét bai déu 1a nhing
nguol moi khédi nghiép chua duoc bao lau, da sdm sira nha ctra, xe ¢, quﬁn ao
hang hiéu cho minh, ddy déu 1a nhiing budc di din dén thét bai! Thanh lap mot su
nghiép, giai doan dau 1a mot didu vo cung gian kho, vo cung kho khan. Chua néi
dén cac yéu t6 nhu nhan tai, ngudn lyc, thi truong, chi riéng vé von khoi nghiép da
12 mot bai toan nan giai. Khoi nghiép méi chi bat dau, ban c6 tu cach gi dé ¢ nha
m&i, lai co tu cach gi dé 1ai xe sang? Mot dong chu khai nghiép giai doan dau chi c6
mot tu cach, d6 13 ngu dudi san nha! Tir khi toi quyét dinh khoi nghiép, toi ludn tu
nhu vo1 ban than, ¢ khach san 60 t¢, chay bua dén gém cau tim mét chd, toi ¢6 thé
nam xuéng, d6 méi goi 13 1am sy nghiép. Néu hom nay t6i di khoi nghiép, néi véi
ngudi khic rang t6i con thiéu 1 tridu té&, ngudi khac hoi thiéu 1 tridu té dé 1am gi?
T6i ndi tdi mudn mua mot chiée Porsche, d6 co phai 14 101 ndi ciia con nguoi
khong? Ong chu khoi nghiép giai doan dau chi c6 mot lua chon, d6 13 song sot. Ho
khong c6 tu cach mua nha, mua xe, ddy 1a diém khac biét giita 6ng chi khoi
nghi¢p va nguoi binh thuong.

La nguoi khoi nghiép, phai don hét tdm tri, don hét sire luc dé tao ra gia tri
cho khach hang va cho d6i ngii. Sy nghiép ctia ban chua thanh cong, tién chua
kiém duoc, da sim sira xe ¢d, nha cira dﬁy du, chua thanh cong da bat dau huong
thu. Néu thuc su may man, cho ban kiém dugc mot it tién thi sao? Kiém dugc 3
triéu t¢, ban s€ khong mua mot can biét thyu 10 triéu té dé huong thu sao? Nhiing
ngudi nhu vay con cé thé vét va phan dau dé gy dung su nghiép sao? Tham lam
huong thu, va mé rong mu quang, no nan chi 1a chuyén sém muon.

Mot nguoi chua thanh cong trong su nghiép, thi khong c6 tu cach sdng trong
cin ho ba phong ngu, hai phong khach. Tim mot cin nha thué t6i tim, mi goi, banh
bao, dwa mudi, chéo tring 13 nhitng khé khin ma mdi ngudi binh thuong phai trai
qua dé di dén thanh cong. Cach mang chua thanh cong, dong chi van can nd luc!
Chua c6 tu cach & noi tét, an ngon. Néu toi gip trd ngai trong su nghiép, diéu dau
tién t61 s€ lam 1a ban nha, vi té1 khong c6 tu cadch ngu trong d6! Ngay ca khi sau
nay ban kiém duoc mot it tién, sb tién nay van chua thudc vé ban, phai dung sd
tién nay dé thu phuc long ngudi, thu phuc khach hang, thu phuc kinh nghiém trong
nganh, thu phuc nhan tai! 80% sb tien toi kiém duoc, chic chén s& duoc st dung
nhu luong thyuc va binh mi trén con duong khoi nghiép cua t6i! Mudn dénh bai ké
thu, mudn kiém tién, khong c6 luong thuc va binh ma, chi dua vao than xac ctuia
minh dé ban mau sao? Luong thyc va binh ma chinh 14 c6 kién thirc trong dau, c6
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nguoi trong tay, c6 tién trong thi. Vi Vay, hay ban nhu’ng gi ¢6 thé ban, trudc tién
hay tra hét ng, ddy 1a trong tdim hang du clia ngudi méc ng.

Tai sao 99% ong chu co thé kiém duoc mét it tién, nhung cudi cung lai
khong 1am an 16n? Béi vi ho da tiéu hét tién cho ban than, nhung lai keo kiét, tinh
toan qua muc vo1 nhan tai, khong c¢6 nhan tai, ban khéi nghiép cai gi!

Nhat dinh phai danh ra 20% sb tién 1am quy phat trlen ctia ban, va tong két
nhing sai 1am trude day ctia ban & ddu, dimg vi ban no ndn ma voi vang tim kiém
mot du 4n ma ban cho rang c6 thé kiém duoc tién dé nhanh chong vuc day, két qua
1a bj nhirng ké ltra dao dan dit ban chay lung tung. Pai da sb ngudi khoi nghiép
kinh doanh thét bai, s& vao ti, tii con sach hon ca mit, chic chin sé lo léng, lo
léng s& mudn tim mot dy an kiém tién khac, vi néng voi mudn thanh cong, hanh
dong méo mo, rat dé bi lra dao. Vi vy, cac ban khoi nghiép, hdy xay dung nén
tang virng chic cho sy nghiép, xe ¢ va nha cira s& quay trd lai, nhitng thir d6 chi 1a
do choi.

Chung ta c6 trinh d§ nao, co nén tang sy nghi€p nao, mai co thé huong thy
nhitng ham mudn nao, canh gi6i phai luon 16n hon nang lyc, nang lyc phai luén
16n hon ham muén. Néu ham mudn 16n hon nang luc, thi chic chin sé& that bai
tham hai! Néu hién tai ban c6 ham muén 16n, luén mudn kiém nhiéu tién, trude
tién hay ty hoi ban than minh c6 du nang lyc khong? Nang luc khong du, thi nén
kién quyét tir bé nhimg ham mudn hudéng thu d6! Sau do6, nang cao ning luc ban
than, khi nang lyc dat dén mudi phan, ham muén vat chat huéng thu ban than t6i
da 1a ba phan, khong dugc vuot qua tiéu chuan nay.

C6 nhiing nguoi kiém dugc mot tram, hai trim nghin t¢ mot nam thi rat
phan khich, lién di mua xe, mua nha, tiéu hét tién, khong ding dé dau tu phat trién
nang luc ban than, ndm sau hét sach. Néu tu duy va nang luc hién tai cua ban
khong xtng dang voi can nha, chiéc xe ma ban s hitu, thi nén buéng bo nhiing thir
d6 trude, hay trau doi tu duy va ning luc cta ban than, xac dinh phuong huéng su
nghiép, tich lily nhan tai va khach hang, xdy dung nén tang vimng chiac moi la con
duong dung dan. Nhitng nguoi ng hang triéu té, déu 1a tir ng hang trim nghin té
ma ra, nhitng nguoi no hang chuc tri¢u té déu 1a tir no hang triéu t€ ma ra. Tét ca
cac khoan ng déu giéng nhu qua cau tuyét lan, thua 16 khong cam tdm, mudn tiép
tuc dau tu, tiép tuc mao hiém, luén mubn danh mét van 16m dé bu dép khoan 16
nay, két qua khong ngd lai thua 16 nhiéu hon, cang thua 15 cang lo lang, rdi lai voi
vang tim kiém mot dy 4n nao do, dau tu thém mot khoan, tiép tuc thua 18! Giéng
nhu danh bac, cang thua 16 cang mudn g&, cang voi vang g& thi cang thua 16 nhiéu
hon, tao thanh mot vong luan quan, giong nhu roi vao dam lay, cang ving vay sé
cang 14n siu hon, cho dén khi khong thé ciru van!

Neéu tu duy va nang luc cua ban khong duoc nang cao, ma chi mu quang dua
vao viéc dau tu vao mot dy an nao d6 hodc mot ngudi anh em nao dé ndi véi ban
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réng viéc gi do co thé kiém duoc tién, tdi ndi v4i ban, ctt dau tu 1a chic chin s&
thua 16, khong phai 13 néi dua. Dung lai, phat trién, tich Iy, roi méi bung nd, chu
khéng phai bung nd trude rdi mai tich liy! Lam nhu vy rat nguy hiém, mot khi
thtr tu nay bi dao 16n, 600.000 t& ndy van con la con sb6 nho, no dén ba, bén triéu té
thi coi nhu xong doi, mudn vuc ddy gan nhu 1a khong thé.

Hay suy ngam lai, tu duy nhan thiic va ning luc ciia ban di dat dén chua?
Néu thuc sy d3 dat dén, liéu c6 thua 15 khong? Chi can thua 13 1a dai dién cho chua
dat dén, chua dat dén thi nén dung lai dé phat trién va tich iy trudce, hay 6n dinh
ban than, cht khong phai voi vang dau tu tiép, chi co thé thua 16 ngay cang nhiéu.
N6i that 10ng, & day chi co thé gitp dugc mot ngudi, trén thuong trudng cb rat
nhiéu 6ng chu thua 15, sau khi that bai khong thé guong diy ndi ciing rat nhiéu, tai
sa0? Bai vi ham mubn qua 16n, ning luc qua yéu, danh gia cao ban than, danh gia
thap d6i thu, danh gia thap khach hang, ludén cho rang minh rat “giéi”, khong bao
gio dau tu vao viée hoc tap, khong nhin théiy khuyét diém cta ban than, moi viéc
déu chu quan phan doan, thuc ra ban than minh 1a kém céi nhat, phai ludn tin réng
nguoi khac thong minh hon minh, nhan thirc ciia ngudi khac cao hon minh, ddi tha
canh tranh manh hon minh, nhi€ém vu hang dau 1a phai dau tu vao viéc hoc tap dé
phat trién ban than.

T6i mudn pho bién cho cac ban mot diéu, tu duy ciia 6ng chu 1a gi? Rat
nhiéu nguoi khong hiéu, ong chi thuc su khong phai 14 ngudi nghién ciru minh
kiém dugc bao nhiéu tién, ong chu chi la mgt phuong tién, 1a nguo1 phuc vu nhan
vién, phuc vu khach hang, ong chu 1a ngudi nghién ctru lam thé nao dé doi ngii c6
thé kiém duoc tién, dé khach hang c6 thé hudng loi tir ban, trong thé gidi ciia 6ng
chu, can ban khong c6 khai niém ban than kiém tién.

Tir “kiém tién” nay 1a do ai n6i ra? N6 phut hop cho nhan vién nghién ctru,
pht hop cho quan 1y cAp cao nghién ctru. Néu mot 6ng cha c6 muyc dich 13 kiém
tién, thi thong qua con dudng kiém tién s& khong kiém duoc tién! Mot ngudi mudn
kiém nhiéu tién, nhit dinh phai dé nguoi khac kiém dugc tién trudc, con ban phai
xay dung mot nén tang, dé nhidu nguoi hon cé thé kiém dugce tién trén nén tang
nay. Vi du, ban 1a éng chu A, t6i 1a 6ng chu B, ban nghién ctru 1am thé nao dé kiém
dugc 3 triéu té mot ndm, lic nay chiing ta mdi ngudi mé mot nha hang. Néu ban
chi nghi dén viéc 1am thé nao dé kiém duoc 3 triéu té, ban sé nghién ctru cach cit
giam chi phi, 1am thé nao dé ban moén an c6 gia thanh 5 t& véi gia 20 &, cudi cling
chic chan s& roi vao bay kiém tién. T6i 1a 6ng chii B, khong nghién ctru cach kiém
nhiéu tién hon, t6i nghién ctru cach thu phuc 10ng ngudi hon, hiy xem t6i lam nhu
thé nao, rat don gian, moi nguoi hay nhd, nguoi mudn kiém tién chi c6 thé kiém
dugc it tién, bai vi kiém nhiéu tién phai dua vao viéc thu phuc 1ong ngudi. Vi vay,
chung ta phai 1am 1a kiém it hodc khong kiém tién cua khach hang trudc, toi lay
viéc kiém ty 1¢ gitt chan va ty 1¢ lan truyén lam chu yéu, hay viét hai tir nay ra, mdi
ngay doc tham mudi 1an. Téi chi quan tAm dén ba diéu nay, ty 18 tiép can, ty 18 giir
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chan, ty 1¢ lan truyén, 6 ba diéu nay, no s€ tu nhién chuyén thanh diéu th tu, go1i
la ty 1¢ chot don.

Hay nhé! Ty 16 chét don nay phai 1a chdt don ty dong, chir khong phai chdt
don kiéu ban hang, hiéu khong? Goi 13 chdt don tu dong, tu phat. Khach hang nhét
dinh khong phai bi ban chdt don, khach hang nhét dinh phai tw chdt don, chinh 13
ban than ho mudn mua, ch khong phai ban yéu cau ho mua. Mén in cia ban ¢
gid thanh 5 t&, ban ban 20 t¢. Vay t61 s€ dung gid thanh 10 t&, to1 chi ban 15 t¢, trir
di chi phi nhan vién va ctra hang ctia cong ty, trudc tién toi s€ kinh doanh voi 191
nhuan thap dé bao toan von.

Vay ban hay thir nghi xem, cam nhén ciia khach hang khi dén nha hang cua
ban va nha hang cia toi c6 gidng nhau khong? Ai co ty 1é quay lai mua hang cao
hon? Ai ¢6 nhiéu luot gidi thiéu hon? Ai c6 uy tin tét hon? Chic han moi ngudi
déu da nghe noi dén thuong hiéu Xiaomi, Loi Quan chinh 1a lam nhu vay, ban dau
lam dién thoai di dong chi lam vua hiéu ning v&i gid ca phai ching. Gia thap nhat,
gia tri cao nhat, mang dén cho khach hang trai nghiém t6t nhat. Khach hang chi
can co su gift chan, s€ c6 su quay lai mua hang, ho cling s& ty dong gitp lan
truyén, vi vy hiy nhd, phai kiém gi tri 1au dai ciia khach hang, chir khong phai
gia tri mua hang mot lan.

Vi vay, t6i kiém duoc can ban khong phai 1a tién, toi kiém dugc 1a 1ong
ngudi dang sau dong tién, 14 linh hon trong 10ng ngudi. N6i that, nhitng ngudi chi
don thuan nghién ctru 1am thé nao dé kiém duoc tir 500.000 té 18n 2 triéu té mot
nam, déu 1a nhimg ngudi chua trudng thanh. Piéu ching ta thuc sy nén nghién ctru
13, 1am thé nao dé mo rong su cong nhan cua khach hang ddi voi chung ta, mac du
nam nay ban chua kiém dugc bao nhiéu tién, nhung khach hang ctia ban s& ngay
cang nhiéu, nhitng nguoi san sang giup ban lan truyén s& ngay cang nhiéu. Khi
khach hang mua san pham déu tién ctia ban, hdy dé ho cam thay that tuyét voi, that
dang gia! Khi ban tung ra san pham tht hai, ho van cam thay rat dang gia, tiép theo
1a san pham thu ba, rdi vo sd san pham...

Déi voi nhan vién ciing vay, néu ban van chi don thuan nghién ctru cach
kiém tién, thi ban sé& nghi, bén ngoai trd luong cho ho 4.000 t¢, t61 s€ tra cho ho
3.800 t¢, tinh toan trén moi phuong di¢n vé luong, phuc loi, dé tiét kiém tién. Vi
vay, ban tinh toan véi khach hang bén trai, tinh toan véi nhan vién bén phai, nam
nay ban da kiém duoc tién, nhung dén nam sau, ho déu bo di hét, ban cling s€ sup
d6. Nhan vién 1am viéc & chd ban, ho dang gia 4.000 t&, ban tra cho ho 3.800 tg,
lam viéc & chd toi, ho dang gia 4.000 t¢, to1 tra cho ho 4.500 t&, ban nghi ho s€ coi
ai 12 nguoi ma ho quyét dinh theo dudi sudt doi, s& noi tot cho ai? Chic chan 1a toi
rOi.

To1 c6 bi thi¢t khong? KHONG! T6i tra cho ho 4.500 té, nhung t61 dua ra
yéu cau 5.000 té dbi voi ho, toi dua ra yéu cau cuc ky cao ddi véi ho, béi vi ho
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nhan duge nhiéu tién hon, kha nang thyc thi va hiéu qua cong viéc cia ho s€ duoc
nang cao dang ké, mirc d6 hai long cta khach hang ciing s& tang lén dang ké. Ho
c6 thé tao ra két qua 6.000 t& v6i 5.000 té, toi con kiém thém duge 1.000 té. Ban
tra cho ho 3.800 t¢, ho chi tao ra két qua 1.800 t&, ban con 16 2.000 té. Vay ho s&
cam thay & chd toi, trm, 6ng chu nay that hao phong, xtng dang dé theo dudi subt
doi.

Khach hang bén trai ctia toi ngay cang nhiéu, nhan tai bén phai ngay cang
nhiéu. T6i tung ra mot san pham bét ky, déu co thé kiém duoc rat nhiéu tién. Chinh
1a khi s6 luong khach hang cta ban 16n dén mot muc d6 nhat dinh, mdi khi ban
tung ra mot san phé\m moi, d6 1a mac do hang chuc triéu. Vi vay, ban hay nhin
Apple, Xiaomi, ho dang kinh doanh uy tin ctia khach hang, chi can khach hang
theo dudi, chi can khach hang lan truyén, s& khong thiéu tién. Nhat dinh phai dé
san pham cua ban, gia tri ciia ban gap 10 lan ddi thu canh tranh. Ong chua phai ludn
nghién ctru 1am thé nao dé khong co d6i tha trong nganh! Trd thanh chuyén gia
trong mat ddi tha canh tranh, ma khong chi 1a chuyén gia trong mét khach hang,
chuyén gia trong mét khach hang nhiéu nhat chi 12 nguoi trong nghé! Vi vay, tiéu
chuan ban lam san pham khong thé chi 1a 1am hai 1ong khach hang, tiéu chuan cua
ban phai nang 1én dén murc tat ca cac d6i thi canh tranh déu mua san pham cia
ban, ban m&i c6 thé ndi bat, khda hoc “Thuwong Chién Dya Trén Nhin Tinh” c6 rat
nhiéu déng nghiép mua dé hoc tap, d6 mai 1 ban linh thyc su ciia ban.

Lu6n ludn phai dit ra tiéu chuan cao va cuc ky khat khe voi ban than, phai
dung mau va nudc mit dé tudi tim! Ban & t?mg 20, d6i thu canh tranh cta ban &
tang 8, ban khong d& dang d¢ bep ho sao? Ban thu tién khong phai 1a chuyén dé
dang sao! Vay tai sao ban khong thu dugc tién? Khong phai 12 niang lyc ctia ban
khong du sao! Khong phai 1a ban khong quan trong trong long khéch hang sao!
Ban di khong dé khach hang khong thé roi xa ban, “rén sdt phdi rén tir chinh
minh”, day chinh 1a tu duy cta 6ng chu.

Cudc doi co hai tir khéa:

1. Tinh doc nhit vo nhi: Cudc séng thanh cong 1a do ban c6 tinh doc nhat vo
nhi.

2. Tinh c6 thé thay thé: Cudc séng thét bai la do ban c¢6 thé bi thay thé.

Vi vay, ca do1 phai kinh doanh tinh dgc dao ctia ban than, tao ra tinh khong
thé thay thé ctia ban than. Pay 13 mau thuin chu yéu cua cudc sdng, giai quyét
dugc van dé chil yéu nay, tat ca cac van dé khac sé theo d6 ma bién mat. Ban muén
kiém tién, phai c6 kha ning giai quyét van dé! Néu hom nay ban phai dbi mat voi
rat nhiéu van dé ma khong thé giai quyét dugc, 1a vi van dé 16n hon nang lyuc cta
ban, vay thi lic nay, chi c6 phat trién nang luc ciia ban than, méi cé thé giai quyét
dugc nhiéu van dé quan trong hon.
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4.Rou yéu to thauh cong trong khdi ughiép

Yéu 16 thi nhat: Tam nhin

TAm nhin 1a kha nang nhin xa, trong rong, nhin sau, nhin cao, va kha nang
phan tich dé thay dugc nhitng diéu vi mé ma du doan duoc nhitng diéu vi mé. Tam
nhin cua mdt nguodi c6 manh mé hay khong, thuc chét 12 xem xét canh gidi cua ho
c6 du cao hay khong. Vay canh gidi 1a gi? Toi s& ké cho cac ban mot cau chuyén
dé ban hiéu rd hon.

Vi dy, c6 mdt con choé san dang dudi theo mdt con tho tréng. Cho san dudi
mét 14, dai bang trén tro1 nhin théy toan b su vi€c, dai bang tur trén tro1 bay Xuéng
va tom gon con tho trang. Ché sin nhin vao khu rimg trong rong, hoan toan khong
biét chuyén gi da xdy ra, cling khong biét con tho trang da di ddu, n6 chi co thé
ngdi d6 tim kiém. Ca doi no ciing s& khong bao gid hiéu dugc, con tho tring d6
trong nhdy mat di di dau? Ai da bat duoc con tho trang?

Vi vay, cho san nhin trén mat d4t 12 nhin cuc bd, con dai bang nhin trén troi
nhin théy toan bo cuc dién, nd co thé nhin théy toan bg cuc dién mdt cach rod rang.
O day, diéu so sanh la tim nhin, 1a ban c6 thé nhin théy cuc b cua sy vat hay toan
bd su vat. Trong xa hoi ndy, c6 rat nhiéu ngudi nghéo 1a ché sin, nhitng ngudi thuc
sy giau co la dai bang, ho ¢6 canh gidi va tam nhin xa hon, nhin du cao, du rong,
du xa, du sau, ho nhin théy toan bd cuc dién.

Sy khéc biét vé tam nhin giita ngudi v6i ngudi cha yéu dén tir 5 khia canh
sau, hay xem ban dang & cap do nao:

1. Chénh léch thong tin

“Téi biét, ban khéng biét.”

Su khéc biét chu yéu gitta ngudi voi nguoi khong phai 1 nhimg gi ngudi
khac c6 thé lam dugc ma ban khong lam dugc, ma 1a nhiing gi nguo1 khac biét,
ban can ban khong biét. Vi dy, Jack Ma thuc su thanh cong nho diéu gi? Khong
phai la 6ng ay c6 thé dat dugc két qua trén Internet, ma la ong ay biét vé Internet
som hon 99,9% nguoi Trung Quoc. Chénh 1€ch thong tin quyét dinh ai 1a nguoi
dau tién dén dugc 6¢ ddo trén sa mac, chinh 1a thi truong “bién xanh”. Muc dich
chinh cua viéc hoc tap 1a dé “danh vao chénh léch thong tin”’. Nguodi biét trude
ludn kiém tién cua ngudi bi€t sau. Nguoi “tién tri tién giac” 1la nguoi lanh dao,
nguoi “hdu tri hdu giac” 1a nguoi theo sau, nguoi “bdt tri bat gidc” 1a nguoi tiéu
dung.
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2. Chénh Iéch nhan thuc

b

“Téi biét, ban ciing biét; Nhung toi hiéu, ban khong hiéu.’

Cai goi 1a “Pago kha dao, phi thuong dao” (Pao ma néi ra dugc thi khong
phai 1a Bao). Cung mdt su viéc, cing mot cau noi, nhitng ngudi c6 nhan thic & cac
chiéu khac nhau s& c¢6 logic va suy luan vé twong lai cta sy vat hoan toan khéc
nhau. Quan trong hon viéc giai quyét van dé 1a c6 thé nhin thau ban chat cia van
dé. Puc Phat gio bong hoa, Ca Diép mim cudi, Pirc Phat lién truyén y bat cho Ca
Diép, nhitng nguoi khac déu “ngo ngdc”, tai sao Ca Diép mim cudi, Pirc Phat lién
“truyén ngéi” cho 6ng dy? Boi vi khong ai hiéu duoc ¥ nghia cua viéc Duc Phat
gio bong hoa, chi co6 Ca Diép 1a “tam linh twong théng ” (hiéu ¥ nhau ma khong
can ndi), ddy chinh 1a chénh 1éch nhan thic.

Chia khoa duy nhat dé nang cao nhén thuc 1a dén tir nhiing trai nghiém
phong phti. Mot nguoi da trai qua 10 mdi tinh chac chan sé ¢6 nhan thirc cao hon
vé tinh yéu so v6i mot nguoi chua timg yéu. Mot ngudi da lam video ngan truc
tiép trén internet trong 8 nam chic chin s& c¢6 nhan thirc cao hon so véi ngudi mai
bat dau.

Vi vay, Chu Nguyén Chuong, Luu Bang, nhitng ngudi khong c6 trinh do
van hoa cao, tai sao cé thé danh thang tran, gianh duoc thién ha, chinh la nho
nhung trai nghiém cuoc song phong pht ctia ho. Hiy nhé rang, mot ngudi c6 thé
song tot trong nira cudi doi, nhat dinh 13 nguoi da trai qua nhing that bai phong
pht trong nira dau doi.

3. Chénh I¢ch thuec thi

“Téi biét, ban ciing biét; Téi hiéu, ban ciing hiéu; Nhwng t6i dd lam, con
ban thi khong.”

Hau hét moi ngudi déu 13 nha tu tudng, chir khong phai 13 nha thyuc hanh.
T6i ludn noi rang, bat ky tu tudng hay 1y thuyét nao ma chwa duoc thuce hanh boi
chinh ban than, déu 1a sai 1am, chi 13 ban nghi ring ban di hiéu. Nghe nguoi khéac
n6i vé k¥ thuat, phuong phap dap xe, sau d6 ban hoc thudc 10ng, liéu c6 nghia la
ban da hiéu cach dap xe nhu thé nao? Thuc chét 13 ban chua hé bude vao cira, chi
khi tu minh dap xe va ngd mot 1an, ban méi hiéu duoc. Néu ban dap xe trong 10
nam, ban sé& hiéu sau sic hon.

Muc dich cua viéc hoc tap chi c6 mét, dé 1a lam rd hon phuong hudng cua
ban than, sau d6 pham sai 1am va thit bai véi chi phi thap hon. Qua trinh lién tuc
pham sai 1dm va stra sai theo dung hudng va véi chi phi thap, chinh 1a qua trinh
thanh cong, day chinh 1a strc manh cua vi¢c lap di 1ap lai lién tuc. Rét nhiéu nguoi
dang nd luc hét minh theo hudng sai 1am. Ngoai ra, mot sb sai 1am c6 chi phi qua
cao, pham sai 1am mot 1an, ca doi khong c6 co hoi “doi doi”, vi du nhu Ngo Diéc
Pham, vi du nhu Nokia. Vi viy, phai hoc tip that nhiéu + thyc hanh that nhiéu +
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lap di lap lai that nhiéu méi c6 thé nang cao dang ké chiéu kich nhan thirc, dung 1y
thuyét dé huéng dan thuc hanh, dung thyc hanh dé kiém nghiém 1y thuyét.

4. Chénh léch canh tranh

“Téi biét, ban ciing biét: Toi hiéu, ban ciing hiéu; Téi da lam, ban ciing da
lam; Nhung toi lam tot hon ban, do chinh la chénh léch canh tranh.”

Ban léy ai lam ddi thu, 1am vat tham chiéu, lam di tuong can vuot qua,
quyét dinh tuong lai ctia ban, than tuong quyét dinh van ménh, tim guong quyét
dinh cudc doi. Hau hét moi nguoi ngay tur dAu da chon sai d6i tha, ludn nghi dén
viéc lam thé nao dé tir thu nhap 10.000 t&/thang tang Ién 20.000 t&/thang, nhiing
ngudi lam chi doanh nghiép ludn nghi dén viéc 1am thé nao dé tir loi nhuan 50.000
té/thang ting 1én 100.000 té/thang, nhitng muc tiéu nay da dinh san két cuc that
bai.

Cao thu dat myc tiéu nhu thé nao? Chi tim ba ngudi ding dau nganh trén
toan qudc, chi nghién ctiru ba nguoi ding dau, hodc mudi ngudi dimg dau, nghién
ctru sau, bat chudc, tao ra ban than theo tiéu chuan cta nguoi dimg dau, vugt qua
mot ngudi 1 vuot qua tat ca cac ddi thu trén toan qudc. Hay nhé rang! “Cing
nguoi manh dau vé, thua ciing la thang . Trén thé giéi nay khong c6 thanh cong,
nhing thanh cong vé vat chat, bé ngoai ma nguoi khac nhin thay déu chi la thoang
qua, diéu quan trong 13 phai trau doi ndi cong, nén tang ma ngudi khac khong nhin
thay, chinh 14 tinh chuyén nghiép trong nganh ctia ban. Trau doi ndi cong méi cé
thé thanh cong 1au dai.

5. Chénh léch strc bén

“Toi biét, ban ciing biét; Toi hiéu, ban ciing hiéu; Toi da lam, ban ciing da
lam; Toi lam rat tot, ban ciing lam rat tot.

Toi kién tri lam mot viéc trong 20 nam, con ban bo cudc sau 3 nam, hodc
ban kiéem dwoc mot it tién la an nhan sung swong, mat di dong luc, cuoi cung dan
den sy nghiép sup do, do chinh la chénh léch suc bén.”

“Dai tri nhwoc ngu” (nguoi co tri tu€ 16m thuong té ra kho khao), chinh la
nhimng nguoi thinh cong déu phai c6 mot tinh than “ngdc nghéch . Vi vay, toi
thuong noi vé su thuan khiét, thuan khiét chinh 13 tr& vé trang thai 3 tudi cua ban,
chon mot phuong hudng, chon mot su nghi€p, chon mdt nhém nguoi, chon mot gia
dinh, sau d6 “ngdc nghéch” giao pho ban than cho ho. Nhitng ngudi thanh cong
déu khong sdng vi ban than, khong c6 ban ngi, thi s& khong c6 dau khd. “Khdng
co ban nga” & day khong phai 1a “nguwoi ta néi sao minh néi vay”, khong phai la
“hén mon”, ma 14 tin twéng hoan toan, cho du c6 bi ton thuong t6i cling chap
nhan, bo1 vi cd doi1 con nguoi déu dang ddi thoai véi lwong tam cua chinh minh.
Cam nhén cua luong tdm chinh 13 thong tin ma niang luong cao nhat ctia ngudn gdc
vil try gui dén cho ban.
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Puogc nguoi khac tin tudng, 1a mot nang luc.
Dam tin tudéng ngudi khac, 1a mat tri tué.
Ba ndi budn 16m ciia cudc doi:
« Khi ban gia di, bén canh ban khong c6 nguoi dong d6i khoi nghiép 30 nam.

« Khi ban gia di, bén canh ban khong c6 nguoi ban doi va con cai déng hanh
30 nam.

« Khi ban gia di, bén canh ban c6 gia dinh, doi ngii, khach hang 30 nam,
nhung khong ai yéu mén ban.

Hay nh¢ rang, chi c6 trong tim c6 tinh yéu, c6 khach hang, doi ngti, gia dinh,
mo1 ¢o dong lyc doi dao dé tiep tuc phan dau sudt doi, cudc song mai tré nén tuoi
dep.

Yéu 10 thii hai: Thi doan

Mot nguoi rat gi01 s dung thu doan, c6 hai kha nang. Thu nhét, nhiing
nguoi nay da timg trai qua hodc tin mat ching kién nguoi than, ban bé ctia minh bi
nguoi khac ham hai béng thu doan. Vi vay, ho cho rﬁng khong c6 thu doan s€ bi
nguoi khac ham hai, cudi cung ho hoc dugc thu doan. Thir hai, ngudi nay da nhin
thay nguoi khac str dung tha doan, sau d6 “phdt 1én nhw diéu gdp gié”, su nghiép
“lén nhw mat troi ban trua”, sau d6 ban than ho cling hoc dugc thu doan.

Néu ban nhin thdy mot ngudi trong xa hoi, ngudi d6 dic biét ddm néi rang
ban than 1a ngudi rat gioi str dung tha doan, thi it nht ban c6 thé tin rang nguoi
nay dang néi that. Nguoi gioi sir dung thi doan vé co ban 1a nhimg ngudi da “vieot
qua cva di tinh cam”’, ho s€ coi “con nguwoi, sw vdt”’ 1a cong cu cua ho vi két qua.
Thé gid1 cua ho khong c6 tinh cam, khong c6 su x4u ho, khong c6 su tu ti, thé gio1
cua ho chi co mdt cau: “Vi sy nghiép, vi khach hang, vi doi ngii, khong dat duoc
muc dich thi khong bao gio bo cuoc”. Vi vay, thu doan khong phai la th x4u, chi
can ban c6 tam tot, tha doan chinh 1a thi tt, ban c6 tdm x4u, thi doan s& huy hoai
ban.

Cho du ban sir dung bét ky thu doan nao, diéu cbt 18i 1a phai vi loi ich cua
tap thé, vi “dai nghia” ma hy sinh “tiéu tinh”, chtr khong phai 1a v6 tinh voi tat ca
moi nguoi. Hoang dé giét dai than hon quan, giét cong than vo dung, tham chi Ly
Thé Dan con giét anh ca va em trai thir tu ciia minh, day co phai 1a vo tinh khong?
Thue ra, day 13 vi “tinh” dbi v6i bach tinh thién ha. Boi vi néu nhitng hoang dé
nay khong giét nhitng ngudi ndy, nhitng ngudi ndy sé& tao phan, thién ha s& dai
loan, bach tinh s€ khong c6 cudc séng tbt dep, vi vay ho phai hy sinh “tiéu tinh” Vi
“dai nghia”.
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La mot 6ng chu ciling vay, ong cha khong thé bi “tinh” ctia bat ky ai rang
budc, trude loi ich cua tap thé, trudc su nghiép, trudce 1o1 ich cuia khach hang va doi
ngil, ban phai du tan nhan, dic biét 1a trong tinh cdm nam nit, tuyét doi khong duoc
dong chan tinh, bao gém ca d6i véi bat ky nhan tai nao, cling khong duoc dong
chan tinh. Mot khi dong chan tinh, ban s& bi d6i phuong “nhin thdu”, tham chi
giéng nhu Duong Quy Phi, hoan toan “diéu khién” Puong Minh Hoang, cubi cung
dan dén viéc Puong Minh Hoang mat nudc.

Vé noi dung cua thu doan, chung t61 c6 mot tai liéu chuyén noéi vé viéc str
dung thu doan tinh cam, d6 1a “Tinh Cam Bi Tich”. Ban ¢6 thé hoc k¥ ndi dung
trong tai liéu do, rat hay, dic biét 1 phan néi vé “thudt thuan héa” va “thudt hiéu
lam”, doc xong s& “ngd ra chdn Iy ngay lap tirc!

Yéu 16 thi ba: Tai nquyeén

Tai nguyén bao gom tai nguyén khach hang, tai nguyén quan h¢, tai nguyén
nhan tai, tai nguyén von, v.v.

Gia st ban 13 tai xé ctia mot ong chii, ban rat hiéu ban chat con nguoi, ngoai
viéc lai xe, ban con rit “cao tay”. Vi du, bo nhi cua ong chu b1 vg danh, ban xong
1én nodi d6 14 ngudi phu nit cta ban, chuyén nay khong lién quan dén 6ng chu. Tém
lai, ban coi moi viéc cua 6ng chu la vi¢c ciia minh, ngoai viéc 1ai xe, ban con giap
ong chu 1am viéc ngay dém, hon nita khong mang dén tién.

Ban s€ nhan dugc gi? Nhan dugc su tin tudng cua ong chu, cudi cung, chi
can ong chu tin tudng ban dén mot murc do nhat dinh, chi can ong éy san sang coi
ban nhu anh em ctia minh, ban s& “phdt lén nhw diéu gdp gié”. Vi vay, mot sb
“tong quan ngi bé” cua cong ty, ho déu 1a nhitng ngudi “leo lén tir ddy”, thu nhap
cta ho ciing khong thap, nhitng ngudi nay néu biét cach str dung ngudn luc, thi két
qua cua ho s& khong té. Ping quén, ban 1a nhan vién ctia cong ty mudn thing tién,
ngoai viéc ban phai phuc vu nhiéu nguoi, lam nhiéu viéc ra, thi diéu ban can coi
trong nhat chinh 1a nguon lyc quan trong 1 6ng chu, ong ay gat dau, ban s& c6 rat
nhiéu co hoi.

Nguoi choi binh thuong, 1am tai xé chi 1am vi¢c cua tai x¢;
Nguoi choi xuat sac, lam tai xé cong thém viéc cua tro 1y;
Ngudi choi uu ta, lam tai x€ cdng thém viéc cia quan su;

Cao tha hang dau, 6ng chii sin sang dan theo anh ta ciing 1am “chuyén xdu”
(trd thanh tam phuc cua 6ng chu).

Trén day chi la léy tai xé lam vi du, thuc ra ban 1am bat ky cong viéc nao,
lam bat ky nganh nghé nao, muc dich co ban déu la dé tao dung quan h¢, dé ong
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chu san sang dan ban “choi”, d€ khach hang 16n san sang tra tién cho ban, dé nhan
tai hang dau san sang theo ban.

Vi vay, nguodn lyc nay khong phai 1a dugc xdy dung timg chat mot tir “ddy”,
ngudn lyc 13 phai bo ra thoi gian rat dai, “dn minh” 3-5 nam, gianh duoc ngudn
luc 16m, tir &6 “phdt Ién nhu diéu gdp gié”. Tat nhién, ban khong phai 1a dya vao
viéc “ninh hot”, “an nhau” khép noi dé c6 duoc nguén luc quan h¢, ma nhét dinh
phai dua vao nhan thirc kinh doanh manh mé va nang luc chuyén moén manh mé
ctia ban, bdi vi cao thu chi thich “choi” v6i cao thi. Tai chinh cta ban c6 thé
khong bang 6ng chii, nhung nhan thirc kinh doanh va niang luc chuyén mén manh
mé ctia ban ¢6 thé khién cao thu “zdm phuc khdu phuc”.

Vi duy, Fok Kai-shan (Eric Fok) giau c6 nhu vay, c6 thé cudi bat ky nit minh
tinh nao, nhung tai sao lai cudi Quach Tinh Tinh, hon nira ca nha ho Fok déu rat
t6n trong Quach Tinh Tinh? R& rang 1a khong phai vi tai chinh va nhan sic cia
Quach Tinh Tinh, ma 1a vi nang luc chuyén mén manh mé cua Quach Tinh Tinh-
“Nit hoang nhay cau” da gianh vo sé chuc vo dich.

4 buéc dé xay dung tai nguyén quan hé, dirng 1am ngwoc lai:
Lam viéc - Xay dung danh tiéng - Mé rong mang ludi - Quan hé
e Buwdc 1: Lam viéc

Co6 mét “chién trieong chinh” cta riéng minh, co thir gi 46 dé “khoe ra”,
day la co so. Vi du, ban 1a luat su, ban da tirng théng kién mét vu an “dep ” chua?
Ban la nhan vién ban hang, ban da ting dat dugc thanh tich ma ngudi khac kho cé
thé dat duogc chua?

Vi vay, mot nguoi mudn thanh cong, budc dau tién 1a phai kién nhan nghién
ctru mot hodc mot s6 k¥ nang, trude tién hay xay dung nén tang cho ban than trong
mot linh vuc nao do.

e Budc 2: Xdy dung danh tiéng

Chung ta déu 1a nguoi cua xa hoi, khi gidi thiéu nguoi khac, chung ta
thuong no1 nguoi nay 1a luat su gi, day la chuyén gia internet nao do, 1anh dao nao
do, day déu la “danh tieng” ctia ban.

Nhiing truong hop ban da lam, uy tin cta ban, thoi gian [am viéc, day déu 1a
danh tiéng ctuia ban, nhitng danh tiéng nay la “tam vé” dé ban mé rong mang ludi
va xay dung quan hé.

e Budc 3: Mé rong mang luéi

Tién dé cua kiém tién 1a kiém nguoi, ki€ém nguoi thi can phai lién tuc thay
do1 vong tron, két giao nhiéu moi quan hé chat lugng cao hon.
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Luc nay, ban c6 phai 1 nguoi “cay sdu cuéc bam” trong mét linh vuc nio
d6 hay khong, nhan thirc chuyén mén ctia ban vé mét linh vuc nao d6 s& quyét
dinh cach nhin nhan va mtc d6 két giao cuia nguoi khac ddi véi ban. Vi du, mot
cao thu Internet rat dé quen biét cac doanh nhan, boi vi mot doanh nhan du c6
nhiéu tién dén dau, thi trong linh vuc Internet, ho co thé chi 1a mot “tay mo'”.

e Buédc 4: Quan hé

Ban bé va ngudi than, vé ban chat khong phai 1a quan hé cia ban, nhiing
nguoi co thé lién tuc trao ddi loi ich v6i ban méi 1a quan h¢ ctua ban. Cing cd nén
tang “lam viéc” ctia ban, thong qua nhitng ngudi trong vong tron dé lién tuc quen
biét ban bé mdi, quan h¢ mai, lién tuc tao ra gia tri va trao doi loi ich.

Lam viéc - Xay dung danh tiéng - M6 rong mang ludi - Quan hé. Néu thir tu
bi dao 16n, khi chua c6 thanh tich gi dé thé hién, ma luén mudn dua vao ban bé
hodc ngudi than bén canh, thi s& khong c6 bat ky y nghia gi! Ban than ban cang tap
trung vao sy nghi€p, s€ cang nhan dugc sy ton trong va cong nhan cua nhitng
nguoi ciing chi hudng, lic nay, nhitng ngudi ban quen biét méi 1 nhitng nguoi co
gia tri.

Yéu 16 thi tu: May man

Nhitng nguoi khai nghiép cua thoi dai trude, hau hét déu thanh cong nho
may man, nhung ho s& khong thira nhan, boi vi mot ngudi di thanh cong, ho chic
chén s& khong noéi véi ban rang, thyc ra ho thanh céng nho may mén phai khong?
Boi vi néu mot éng chu 16n noi rang ho thanh céng nhd may mén, thi chang khac
nao thira nhan rang ho khong c6 tai nang, 1a mot ké vo dung.

Nhiéu nguoi néi rang kiém tién 1 dwa vao may man, toi thira nhan rang
thanh cong nhat dinh phai c6 may man. Cai goi 1a may man, 1a nd luc gip dugc co
hoi. Mdi ngudi déu c6 may man nay, chi can ban séng d 1au, may man ctia mdi
nguoi trong doi 14 gan nhu nhau, chi 13 ¢6 nguoi ¢6 nhan thic cao, ning lyc manh,
ho ndm bét duoc may min nay, c6 ngudi co nhan thirc thip, ho khong nam bat
dugc may mén ndy ma thoi.

Vi dy, hai ngudi cung nhau di tim dd ¢, két qua trude mat ho ¢6 hai mén dd
cd giéng hét nhau, mot cai 1a that, mot cai 1a gia. A 1a nguoi “ngoai dao”’, khong
chut do dy nhit 14y céi gia, B 1a chuyén gia, khong chiit do du nhit 13y céi that.
Thuc ra may man ctia hai nguoi nay 1a giéng hét nhau, nhung vi nhan thtc cua hai
nguoi khac nhau, mot nguoi nam bat dugc, mot nguodi khong nam bat duge. Vi
vay, tién kiém dugc nho may mén, thuong sé bi mét di vi khong c6 nhan thic kinh
doanh. Pay ciing 14 Iy do tai sao hau hét cic ong chi sau khi thanh cong, lai that
bai tham chi ng nan.
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T6i thudng ndi mot cau, thanh cong nhd may man, khong bang thit bai dé
truong thanh. Chi c6 thanh cong sau khi c¢6 nhan thire kinh doanh, méi 1 6n dinh
va lau dai, néu khong chi 1 phu du. Vay trong chuong tiép theo, t6i s& tap trung
giai thich sdu vé nhan thirc kinh doanh, quy luat kinh doanh, bi mat kinh doanh tri
gid hang tram tri¢u, nhét dinh phai doc k¥ dén cudi, va mdi nam doc lai hai 1an, 1au
dan, cudc doi ciia ban sé& c6 nhitng thay doi long troi 1o dt.

VISION TACTICS

RESOURCES LUCK.
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CHUONG 2: LOGIC CO BAN CUA THUGNG MAI

1._Ba giai doau phat tricu cba thuttug mai

Trung Qudc trong 40 ndm cai cach va mé cira, ba giai doan phat trién cia
thuong mai cho thiy rang, hau hét cac ong chu gip kho khin trong kinh doanh déu
vé co ban dang ¢ giai doan dau tién, do d6 bi ddi thu canh tranh danh bai va cudi
cung bi thi truong dao thai.

o« Thwong mai 1.0: Thoi dai chénh léch gid, ldy san phdam lam trung tim

o Thuwong mai 2.0: Thoi dai dong tién, ldy mé hinh lam trung tim

o Thuwong mai 3.0: Thoi dai lwu lwong truy cdp, ldy nguoi ding lam trung
tim
Cai goi 1a “Thoi dai chénh léch gid, ldy san pham lam trung tim” 13 gi?
No6i mdt cach don gian, chi c6 hai chit: Ban hang!

Trong nhén thirc trudc ddy cia chung ta, khi kinh doanh, diéu dau tién can
suy nghi la lam gi dang khong? Vi dy, t61 hoi ban, ban lam gi? Ban noi, t61 lam
quan 4o, toi 1am gidy, t6i 1am mil. Quan 4o, gidy, mi, ddy déu 1a san pham.

Vi vay, trude day, dé kinh doanh kiém tién, viéc dau tién 1a chon san phém,
sau d6 mo cira hang, bat dau ban hang, nhap hang gia 8 NDT, ban 15 NDT, trur di
moi chi phi, chung ta c6 thé kiém dugc 2 NDT. Goi tat 1a: Thu nhap - Chi phi =
Loi nhuan. Pay dugc goi 13 1ay san pham lam trung tdm, néi mot cach dé hiéu la
ban hang.

Trong giai doan nay, trong tdm 13 hai diém: Thir nhat, chi phi nhap hang phai
thap, chénh léch gia s& cang 16n. Thir hai, phai ban nhiéu san pham, cang ban
nhiéu, cang kiém duoc nhiéu. Liy Gome Electrical Appliances 1am vi dy, Gome
mot mit thong qua viéc mé rong quy md cira hang, sé lugng hang nhap sé ting lén,
v6i s6 lugng don dit hang 16n, c6 thé thuong lugng véi nha may dé co duoc gia
nhap hang thép hon so v6&i ddi thu canh tranh. Mit khac, ho tao ra mot siéu thi 1én
dé tang ty 18 chot don. Néu ban di timg dén Gome Electrical Appliances dé mua do
dién, ban sé& thay rang trong cira hang ciia Gome Electrical Appliances hau nhu
ngay nao ciing ¢6 chuong trinh khuyén mai. Khong khi trong cira hang s6i dong
nhu ngay Tét, rat nao nhiét. Nhan vién ban hang s€ n6i voi ban, mua tu lanh tang 1o
vi séng, mua 10 vi song ting ndi, mua ndi ting xéng, v.v... Nhan vién ban hang con
no6i voi ban, néu ban khong mua, thi sau nay sé khong co co hoi nay nira. Ngay mai
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ching t61 s€ khong tang nhiing thir nay nira, vi vay ban bat dau c6 cam giac muon
mua.

Thoi do, ty 1€ chdt don ciia Gome c6 thé dat téi 20%, day la mot con ) dang
kinh ngac. C6 nghia la ctr 100 khach hang la vao ctra hang, c6 20 ngudi s€ mua san
pham cua ho. That kho tudng tuong ho kiém duoc bao nhiéu tién mdi ngay? Tir két
qua Huang Guangyu 3 1an dung dau danh sach ngudi giau nhat Trung Qudc, chiing
ta c6 thé biét duge Gome kiém dugc bao nhiéu tién.

Trong thoi dai kiém tién bang cach ban hang va chénh léch gid, ¢6 hai diéu
kién quan trong lam tru cot. Thur nhat, do 1a thoi ky khan hiém san phém, do 1a thot
ky nguoi tiéu dung can san pham, chi can ban c6 hang hoa, toi s& mua. Thir hai,
thong tin khong minh bach, nguoi tiéu ding co rat it kénh dé tim hiéu va mua san
pham, tat nhién ho ciing khong biét gia thanh san pham 13 bao nhiéu, loi nhuén la
bao nhiéu. Lic d6 khong c6 mua sam truc tuyén, moi ngudi mua dd déu dén siéu
thi hoic trung tAm thwong mai. Véi sy bung nd cia internet, nguoi tiéu dung co
nhiéu kénh mua sam hon, thong tin tr& nén minh bach hon, va ngay cang c6 nhiéu
ddi thu canh tranh. Moi nguoi bat ddu nhén ra réng viéc kiém tién bﬁng cach ban
san pham va chénh léch gia ngay cang kho khan! Phai 1am sao?

Thuong mai phat trién dén giai doan th{r hai: Théi dai dong tién, 1dy mé
hinh lam trung tam.

No6i mot cach don gian, chi c6 hai chit: Huy dong von!

Trong thoi dai nay, tat ca cac ong chu déu 1a “cao thi chiéu thuwong”, ai ai
cling 1a “thién tai dién thuyét”, n6i mot cach dé hiéu la nhitng ong chii nay rat gioi
“vé banh”, rat gioi “roadshow”, di dam phan dau tu, chiéu thuong déu rat giodi. Vi
du, ong chu ctia Luckin Coffee rat gioi “vé banh”, ong dy dd “vé banh” cho céac
nha dau tu ba lan. Lan dau tién “vé banh ”, 6ng ay nodi voi cac nha dau tu rang, “6!
Chiing téi dd gidi quyét dwoc vin dé “kilomet cudi cung”*. Y nghia ctia nd 1a gi?
Tuc 1a noi “chiing t6i tw tin rang chiing téi c6 thé lam tot hon Starbucks. Starbucks
mao trong trung tam thuong mai, t6i mo duoi toa nha van phong, mot nhan vién van
phong sau khi goi mot coc Starbucks, ho phai doi 30-40 phut moi co thé uo”'ng dwoc
mét coc ca phé Starbucks, liic do ca phé dd ngudi roi, nhung t6i mé dwdi toa nha
van phong, gan nhuw khéng vdo trung tam thwong mai, mét coc ca phé néng hoi
dwoc giao dén tay nhan vién van phong chi trong 3-5 phut.” Rat nhiéu nha dau tu
sau khi nghe xong, cam théy ¢ thé “chan dwong” Starbucks, co trién vong, vi vay
d3 dau tu cho ong ay.

Tiép theo, ong ay n6i, “ban hdy nhin xem ¢ chdu Au va My, ¢é hon 60%
ngueoi dan uong ca phé, va moi ngay déu uong vai coc. Nhung nguoi Trung Quoc
uong ca phé, chi ¢é vai phan tram, vi vy ca phé ¢ Trung Quoc trong tuwong lai sé
c6 mot thi truong tiém ndang khong 16.” Vi vy, ong 4y da nhan dugc vong tai tro
thir hai va két qua tuyén dung tot trong vong thi hai.
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Vong tai trg thir ba 13 sau khi niém yét trén san chimg khoan, ho néi rang
“trong twong lai, tat cd cdc cira hang Luckin Coffee cia ching ti sé la ca phé
khéng ngueoi phuc vu, tike la ngay ca nhitng nguwoi pha ché ciing khéng can nita,
chiing t6i sir dung tri tué nhén tao Al dé pha ca phé, sau d6 dat hang truec tuyén.
Sau khi tri tué nhan tao xit Iy xong, robot théng minh sé giao truc tiép dén tay nhdn
vién vin phong, théng qua viéc nhdp ma ldy hang hodc md ldy dé an truc tuyén,
ban cé thé ldy coc ca phé dé.” Sau khi ké xong cau chuyén nay, gia cd phiéu cta
Luckin Coffee da tang vot.

Trong thoi ky phat trién nhanh chéng, Luckin Coffee md 500 cira hang mot
thang, c6 thé noi 1a “kiém bén tién” . Vay tai sao sau do Luckin Coffee lai “bung
né ?2(bé bodi ké toan 2020) Nguyén nhéan co ban 1a ho da khong lam tt nhimg diéu
co ban. Xin hoi, tién cta ho kiém duoc tir dau? La kiém tién ctia nguoi tiéu ding,
hay 1 tién ctia nha dau tu va nguoi nhan nhuong quyén? RS rang 1a ho kiém tién
ctia nha du tu va ngudi nhan nhuong quyén. Doanh nghiép thuc su ¢6 thé kinh
doanh tot dep va 1au dai, tién ciia ho nhat dinh phai dén tir ngudi tiéu dung, doanh
nghiép ton tai 1a do nguoi tiéu ding hy vong né ton tai.

Mot nguoi khong cé chirc nang tao mau, chi dwa vao viée truyén mau tir bén
ngoai, thi ho c6 thé sdng dugc bao 1au? Nguoi khac khong truyén mau cho ho, thi
ho s& chét. Sau d6, Luckin quay tré lai con dudng kinh doanh dung dan, bat dau
lam tot san phém, lam tt kinh doanh, tao ra rit nhiéu san phrflm bung nd, vi du nhu
Silk Velvet Latte, Thick Milk Latte, Ethiopia Yirgacheffe Oat Latte, mot lan nita
khién Luckin Coffee “xudt hién” lién tuc.

Mo hinh 14 gi? La “bo khuéch dai”, 1a dya trén viéc san phém ctia ban vén
di da 1am rét tot, thong qua mo hinh dé c6 dugc nhiéu tién va nhan tai hon, dé cong
viéc kinh doanh nay phat trién nhanh hon. Néu san pham va doi ngii khong tot, thi
cang di chiéu thuong, nhugng quyén nhiéu, thi cang dé “chét”, vi vy san pham la
“1”, m6 hinh 1a “0”, chi khi “/” nay thanh 1ap, thi nhitng “0” phia sau méi co y
nghia.

Su phat trién cta thuong mai da budc vao thoi dai ngay nay, d6 1a giai doan
thi ba: Thoi dai luu heong truy cap, 1ay nguwéi ding 1am trung tam.

No6i1 mdt cach don gian, chi c6 bon tu: “Kéf noi” ngwoi dung!

Thoi dai lwu luong truy cép, 1y ngudi dung lam trung tdm, d3 phé v& hoan
toan cach lam trudc day 14 1am san pham réi méi tim kiém khach hang. Trudc day,
t6i san xuit ra mot san phrflm gi do, r6i mdi 18n ké hoach ban nhu thé nao. Con
ngay nay, t0i kinh doanh ngudi ham mé trude, sau d6 dua trén nhu cau thyc té
hodc diém yéu cua nguoi dung dé phat trién san pham hoic giai phap. Gidng nhu
L6i Quan cia Xiaomi d noi: “Nhitng gi nguoi hdm mé Xiaomi cdn, chinh la
nhitng gi chung t6i phai lam.”
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Thoit dai ngay nay, kinh doanh khong con 1a hang héa, ma la con nguoi!
Kinh doanh con nguoi 1a khong ¢6 gidi han, co thé kinh doanh an mic ¢ di lai cta
con ngudi, ciing ¢ thé kinh doanh dn udng vui choi giai tri ciia con ngudi, con co
thé kinh doanh sinh 130 bénh tir ciia con ngudi. Néu ban theo ddi budi phét song
truc tiép cua Oriental Selection, ban sé& théy ho ban sach, ban gao, ban du lich, cai
gi cling ban.

Nam 2022, doanh thu hang nam cta JD.com da vuot qua Alibaba, dat
1.046,2 ty t&, vuot qua Alibaba gén 200 ty t¢, tro thanh “dai ca” thuc sy. Chung ta
hay nhin lai Gome cta Hoang Quang Vii (Huang Guangyu), nguoi di ba lan dimg
dau danh sach ngudi giau nhat Trung Qudc, doanh thu nam 2022 14 12,1 ty té. Su
chénh 1éch gitra hai bén, chi co thé néi 1a mot troi mot vuc.

Chung ta c6 thé thy su khac biét 16n nhat giira Gome Electrical Appliances
va JD.com la gi? JD.com thuc chét 1a cach choi cua thoi dai luu lugng truy cép, ho
khong 1ay chénh 1éch gia lam trong tim. Ho tap trung vao sb luong nguoi dung,
tte 13 luu lugng truy cdp. Luc nay, ho khong tap trung vao ty 18 chuyén d6i khach
hang. Dit liéu nim 2022 cho thay, nguoi dung hoat dong cua JD.com 1én t6i 588
triéu, diy moi 13 tai san cot 16i caa JD.com.

Ty 18 chuyén dbi ctia JD.com chi 14 0,5%, ¢t 1.000 ngudi truy cap JD.com,
chi ¢6 5 ngudi mua hang. Con ty 1¢ chuyén doi ciia Gome Electrical Appliances 13
10%-20%, ty 1 chuyén ddi cta JD.com chi 14 0,5%, ttc 14 ty 1& chuyén doi thap
nhat ctia Gome Electrical Appliances ciing gap 20 1an JD.com. Vay diéu thu vi da
xay ra, theo 1y thuyét, ty 1& chuyén doi ciia Gome Electrical Appliances cao nhu
vay, gap 20 lan JD.com, ty 1é chuyén do6i ctia JD.com thap nhu vay, thi doanh thu
cua Gome Electrical Appliances phai vuot xa JD.com md&i dung. Nhung trén thuc
té, khoang cach gitta Gome Electrical Appliances va JD.com ngay cang 16n, bdi vi
co s& Iuu luong truy cap cua ho chénh 1éch qua 16n, va chi phi cua JD.com cling
thap hon Gome rat nhiéu.

Thir hai, theo Iy ma ndi, ty 1é chuyén d6i ciia Gome Electrical Appliances
cao nhu vy, ty 1& chuyén d6i ctia JD.com thap nhu vay, thi dinh gia cia Gome
Electrical Appliances phai cao hon JD.com méi dung. Nhung ban sé thay rang gia
tri thi trudng c6 phiéu ctia JD.com di vuot xa Gome Electrical Appliances, Gome
tham chi con khong nhin thdy “dén hdu” cia JD.com nita. Diéu nay chi c6 thé
ching minh mdt su that, thoi dai chénh Iéch gia da qua, thoi dai luu luong truy cap
da deén!

Gome FElectrical Appliances, Luckin Coftee va JD.com, ba cong ty nay dai
dién cho ba thoi dai khac nhau, mot 1a thoi dai chénh 1éch giéd san phém, mot la
thoi dai ldy mo hinh 1am trung tdm, mt 1a thoi dai lay luu lugng truy cap lam
trung tam, ba thoi dai nay dai dién cho 3 tu duy kinh doanh khac nhau.

Vidu: Tw duy chénh léch gia
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Ong chu thoi dai ndy thudng dit trong tim vao dau? Dit vao ty 16 chuyén
d6i khach hang. Khi kinh doanh doanh nghiép trong thoi dai nay, ho nghién ctru
xem hom nay c6 10 khach hang vao ctra hang, thi chét sale dugc may khach? Co
100 khach hang vao cira hang, thi chdt sale dugc may khach? Ho nghién ciru vé
van dé nay mdi ngay. Vi vdy, ho dénh gia nhan vién dya theo muyc tiéu nay, nhan
vién dé dat dugc muc tiéu nay da khong ngimg “vdt ¢ suy nghi”, dung “kj thudt

0i” cling duoc, “du dé” cling dugc, tom lai la nhét dinh phai “loi kéo” khach
hang vao. Vi viy, trong tdm cta éng chii thoi dai nay 1a dit vao ty 16 chuyén doi
khach hang (chét sale 1a vua).

Vidu: Tw duy mé hinh

Tu duy mé hinh, tirc 1a mé hinh chiéu thuong va huy dong von. Vay ho dat
trong tim vao dau? Dat vao viéc “huy dong von”, vi vy luc ndy, ong chii cia
doanh nghi¢p, bao g6m ca tAt ca cac nhéan vién, dé dat duoc muc tiéu nay, ho
khong ngimg “ké chuyén” cho ngudi khac, “vé banh”, dé nguoi khac dau tu cho
minh, nhung lai khéng “luyén néi céng”, khién cira hang hodc san pham ciia minh
thue sy ¢6 13i, cudi cung khong thé thuc hién 16 htra v6i nha dau tu, cuéi cling
khéng thé “xudt khdu” md hinh kiém tién cho ngudi nhan nhu’O’ng quyen cua
minh, két qua 13 “46” nha dau tu va nguoi nhan nhuong quyén, cudi ciing cling
mat uy tin cta ban than.

Vidu: Tw duy luu lwgng truy cdp

Vay ching ta hay xem thoi dai luu luong truy cap, tac 1a tu duy luu luong
truy cap, ho dat trong tam vao $6 lugng nguoi dung, tirc 1a luu lugng truy cap. Noi
mdt cach khac, 13 “né luc & nguyén nhan, thuan theo tu nhién o két qua”, chi tap
trung vao viéc lam luu luong truy cap. T4t ca cac hoat dong ban hang va mé hinh
ngay nay khong con lay san pham 1am trung tim nita, ma lay nguoi ding 1am trung
tam, chi khi dugc xay dung dua trén viéc thau hiéu va dap trng nhu cau va diém
dau cua nguoi dung mot cach sau sdc, thi hoat dong ban hang va mo6 hinh ma1 co
thé thuc sy mang lai hiéu qua. Trong tAm ctia ong chu khac nhau, dan dén két qua
khac nhau. C6 cau néi rat hay: “Thudn theo xu thé thinh vieong, di ngiroc xu thé
di¢t vong”’!

M&i thoi dai déu c6 tai san ¢t 16i: Thoi dai phong kién, so sanh xem nha
ai c6 nhiéu no 18 hon! Thoi dai nong nghiép, so sanh xem nha ai ¢6 nhiéu dat dai
hon! Thoi dai cong nghiép, so sanh xem nha ai ¢6 nhiéu von hon! Thoi dai
Internet, so sanh xem nha ai c6 nhiéu ngudi hAm mo hon!
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2. Tai sao kinh doauh tryt tuyén dé kiém ticu haw Kiuh
doaunh truyen thong?

Céu tric cua kinh doanh truc tuyén va kinh doanh truyén thdng hoan toan
khac nhau. Kinh doanh truc tuyén gidng nhu con sira, trong c6 vé 16n, nhung céu
trac thyc té twong dbi don gian. Kinh doanh truyén théng gidng nhu con chim sé,
trong c6 vé nho, nhung cau triic bén trong cuc ky phirc tap.

Vi dy, mét con chim sé, tuy nhd, nhung cAu tao cia nd rat phtc tap, no lién
quan dén ciu trac hé hép, cdu tric sinh 1y, hé thong than kinh, ngil tang luc phi,
sinh san, hé théng tuan hoan, cau trac xuong. Bt ky b0 phan nao gap van dé, con
chim sé nay déu s& “chét”. Cong viéc kinh doanh truyén thong chinh 1a nhu vay,
nhin thi c6 vé nho, kiém tién c6 vé ciing khong nhiéu, nhung d6 phirc tap lai rat rat
cao. Pay 1a 1y do tai sao rat nhiéu nguoi kinh doanh truyén thong, vat va mudn
chét, ma chang kiém dugc may dong!

Vi dy, ban di m¢o mot quén tra sira, tir viéc chon dia diém, trang tri, chudi
cung ung, kiém soat chi phi, kénh ban hang, quan 1y nhan vién, ban déu phai am
hiéu. Phong chay chita chay, v¢ sinh, cong thuong, thué, mot loat cac khau ban déu
phai lo lang. Mot khau gip van dé, ban s& “chét”! Nhung rat nhiéu nguoi lai
khong tu biét, k¥ nang chi 1a mot diém, ban cho rang ban than biét mot ky ning
nao dé 1a c6 thé kiém duoc tién. Diéu nay 1a sai 1am, viéc ban “dot phd diém don
lé” nay can ban 1a khong co tac dung gi d6i voi hé thdng, ban cin nang cao 1a tat
ca cac khau.

Vi dy, c6 nguoi biét nu an, nhung anh ta hé mé& nha hang la thua 16, md&
mot nha hang 1a “chét” mot nha hang, chinh 1a vi khong c6 kha nang kiém soat hé
thdng, gip phai mot chut van dé 13 “chér”. Vat va lam moi md duge nha hang dau
tién, két qua do banh trudng mu quang ma lai “chét”, boi vi sd luong cira hang
tang 1én, ban chat cia no lai thay d6i, nd trd thanh quan 1y, do phuc tap lai ting 1én
vai bac, d¢ kho cua viéc mo thém mdt ctra hang khong phai la tang gép doi, ma la
tang gip muoi lan.

Kinh doanh truc tuyén thi khac, ban hiy nhin vao cac cong ty internet 16n,
mic du cong ty 16m, doanh thu cao, nhung mé hinh cuia n6 rat don gian, chi 1a tao
lwu lwong truy cap va kiém tién. Baidu 1a gi? N6 khong phai 1a tao luu luong truy
cap va kiém tién sao? Ban tim kiém tht gi do trén do, nd s€ co luu lugng truy cap,
sau d6 no st dung luu luong truy cap dé kiém tién, chinh 1a lam “ddu gid xép
hang” dé thu phi quang cdo. Douym la gi? N6 khong phai 1a tao luu lugng truy cap
va kiém tién sao? Ban xem video ngan trén do, no sé co luu lugng truy cap, sau do
n6 st dung luu lugng truy cip dé kiém tién.
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Khong chi vay, chi phi bién ctia Internet con dac biét thép. Vi duy, trudc day
ban m¢& mdt nha hang, ban m¢ thém ba chi nhanh, ban phai tang rat nhiéu chi phi
quan 1y, chi phi giao tiép, chi phi van hanh. Nhung Internet thi khac, chi phi bién
cta Internet gan nhu bang 0. Ngudi ding cua ban nhiéu 18n, t6i mé rong may chu
mot chat 1a duge, khong can phai thay d6i gi ca. Tirc 13 wu diém cua cong viée kinh
doanh trén Internet 1a do phure tap cua né thép, cAu tric cta n6 don gian, ban chi
can quan tim dén luu luong truy cap, quan tim dén viée kiém tién 1 dugc, tham
chi ban chi can ¢6 dugc luu luong truy cap, thi ban nhét dinh s& c6 cach kiém tién.

Ban khong can quan tim dén qua nhiéu chi tiét 1on xon, internet quan tam
dén diém manh cua ban hon 1 diém yéu cua ban. Ban hdy nhin nhiéu nguoi phat
song truc tiép ¢ luong nguoi xem 16n, ho khong ban gi ¢, chi dua vao ngudi ham
mo ting qua, nguoi phat sdng truc tiép ciing c6 thé kiém tién, chi 1a cach kiém tién
nay khong lau dai.

Mudn kiém tién l1au dai trén internet, van phai xay dung noi dung tét, 1am
ngudi phat song truc tiép vé kién thuc, day 1a hudng di rat tot, nén tang “Thirong
chién dwa trén nhdn tinh” da tao ra rat nhiéu ngudi phat song truc tiép vé kién
thire, ngudi phat song truc tiép vé tinh cam, rat nhiéu ban bé thong qua viéc lién
tuc hoc héi cac khoa hoc cua chung to1, sau do ty minh tré thanh ngudi phat song
trye tiép trén internet, quang ba cic khoéa hoc ctia nén tang chung 61, da gitp dd
rat nhiéu nguoi, cling khién cudc doi cua chinh ho thay ddi. Internet + gido duc, la
hudng di su nghi¢p rat tot trong thoi dai nay, cong dirc vo luong, tai san vo han.

Internet c6 g1 hon cho viéc “dot phd diém don 16”7, chir khong phai “foan
dién can bang ”! Hiéu duoc logic ndy, ban hiy xem tai sao rat nhiéu nha hang dic
biét thich mé nhuong quyén? Chung ta tam thoi khong néi dén trudng hop lira dao,
rat nhidu ctra hang ngay ca khi ban than c6 thé kiém duoc tién, ho ciing s& mé
nhuong quyén. Tai sao ho khong ty minh kiém tién? Chinh 1 vi cong viéc kinh
doanh truyén thdng qua phuc tap, con cach thirc nhuong quyén co thé bé qua mo
hinh quan Iy phtic tap timg 16p, dé d6i phuong tu lam ong chu, tw minh van hanh,
con nguoi chi khi lam viéc cho chinh minh méi c6 déng luc nhat, can ban 1a khong
can quan 1y, vi vy no c6 thé gidng nhu Internet, “trd tién dé sao chép”’, “tra tién
dé sao chep ”. “trd tién dé sao chép”, “an chdc mdc bén”’, van hanh don gian. Ban
phai biét rang “phdn thuéng tang gdp doi” 1 can phai “bo ra cong sirc tang gdp
d6i” tuong tng. Néu khong, thi chi 1a cang mé rong nhanh, cang “chét” nhanh.

» (L3

Vi dy, ban mé mdt quan ban banh bao, hai vo chong ban ron ca ngdy co thé
ban dugc 2.000 t&, 101 nhuan gop 60.000 te/thang, sau kh1 trur het cac khoan chi
ph1 loi nhuan rong 12 30.000 t&. Luc nay, néu ban muon ting gap 601 ban khong
thé tang gap doi bang cach dot pha don diém. Ban can phai ting gip d6i tat ca moi
thir nhu nguén khéach hang, luu lugng truy cap, mat béng, nhan vién, von, ma mét
khi tang gép doi, c6 thé & gap su ¢d, thAm chi ban cin béan khong lam dugc. Vi duy,
dé ting gip doi doanh thu, ban mé hai quan, nat that c6 chai dau tién 13 ngudn
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khach hang han ché, khong c6 nhiéu nguoi nhu vay! Ban mudn d6i sang mot con
phd khac, vy s& xuét hién van dé thi hai, chi phi quan 1y, boi vi hai quan, quan
con lai cAn c¢6 quan 1y cira hang, ban ngoai viéc quan 1y tét quan cta minh, con
phai quan 1y t6t quan 1y cira hang ctia quan con lai, néu ban van nhu truée day, tu
minh 1am moi viéc trong bép, trong quan, thi s& khong co thoi gian dé quan 1y,
quan con lai co thé s& gip su ¢d, ban mudn quan 1y tét thi khong thé ty minh goi
banh bao, nhung van dé lai 13, néu ban khong ty minh goi, ma thué nguoi khac goi,
ban phai kiém soat chat luong tdt, kiém soat chat luong 1a mot vige rat quan trong,
nhin thi cac budc gidng nhau, nguyén liéu giéng nhau, cach goi gibng nhau, nhung
huong vi lai khac nhau.

Vi vay, rat nhiéu quan kinh doanh gia dinh khi mo rong quy mé sé& gip su
cd, chinh 1a vi ho khong thé tang gap d6i moi yéu té cting mot lic, mo dugce 3 quan
da 1a rat kho roi, néu mé 30 quan truc tiép, gan nhu s& gip rat nhicu van dé, tham
chi sap tiém. Nhung nhuong quyén thuong mai thi khic, nhuong quyén thuong
mai 1a d6i phuong tra tién dé hoc mé hinh quan 1y cta ban, cong thic lam banh
bao, sau do st dung tén quan cua ban, nhirng vi¢c con lai ho tu lo liéu, béi vi ho 1a
ong chu, quan thua 16, ho 14 ngudi chiu thiét, vi vy ban hoan toan khong can phai
quan 1y va lo lang, ban chi can xdy dung tot 3 quan mau, sau d6 lién tuc thu phi
nhuong quyén 1a duoc, (hién tai luat phap quy dinh, phai ¢ 3 quan truc tiép moi
duoc nhuong quyén), thu nhap on dinh, rui ro ddy cho ngudi khac, nhu vy, cho du
mé 10.000 quan, ban ciing khong can phai ty minh quan 1y, day 1a su dot pha vé
cdu tric. Hay nho rang, don gian méi co thé sao chép!

3. Tai sao.ban vat va ca ot ma van khoung the giav co?

Lao dong khong thé 1am giau, phan phdi ciia cai méi c6 thé 1am giau!

Tai sao nhiéu ngudi 1am viée 365 ngdy mot nam, can cu lao dong tao ra ciia
cai, cudi cung lai khong c6 dugc nhiéu cia cai? Chinh 1a boi vi ho khong ¢ quyén
phan phdi cia cai.

Gia st dé tao ra mot san pham, can phai trai qua bay budc, mdi bude déu do
mot nguoi hoan thanh (ching ta dung s 1~7 dé dai dién cho ngudi hoan thanh mdi
budc), cudi cung san pham nay dugc ban véi gia 70 t&. Vay van dé 13, 7 nguoi da
tao ra 70 t¢ cua cai, 70 t€ nay nén duogc phan chia nhu thé nao? Chia theo gia tri ma
mdi ngudi tao ra sao? Nhung gia tri ma mdi ngudi tao ra 1a rat khé dé do luong,
vay thi hiy chia theo cach don gian nhat, chia déu! 7 ngudi mdi nguoi duge 10 8,
7 ngudi chia déu, lac nay c6 ngudi khong déng ¥, nguoi thir hai nhay ra noi:

“Céng nghé cia t6i rdt phirc tap, t6i lam viéc 18 tiéng moi ngay, rdt vat va, nén
chia cho toi 15 t¢!” C6 nén chia cho anh ta 15 t&€ khong? biéu nay phu thudc vao
viéc 6 ngudi con lai c6 dong ¥ hay khong. 6 nguoi con lai ban bac: “Khéng dworc,
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néu chia cho anh ta 15 ¢, chung toi sé nhdn dwoc it tien hon! Tai sao? Chung toi
ciing rdt vat va!” Vay phai 1am sao? C6 ai khac ¢ thé 1am cong viéc ctia ngudi
thr hai khong? Vi vdy, 6 nguoi nay ra ngoai thi trudng, hét 1én: “10 té! Ai c6 thé
lam viéc nay?” Lac nay, ngay lap tirc c6 mot nguoi tén la Lao Vuong nhay ra noi:
“Téi dong y lam! Téi dong y lam!” Vi vay, nguoi thir hai ban du bi loai, mdi
ngudi van nhan duoc 10 té. Luc nay, ngudi the hai lo 1dng: “Van la dé t6i lam di,
van la dé téi lam di! Téi khéng can 15 té nira, ciing khéng can 10 té, t6i chi can 8
t¢!” 6 nguoi con lai néi: “Duwoc thoi, vdy thi anh quay lai di.” Nguoi thir hai quay
lai, nhan dugc 8 t&, con 6 ngudi con lai, mdi ngudi nhan duge 10,33 té. Vi vay, ban
th.'fly déy, nguoi thtr hai nay, mac du rat siéng nang, rat vat va, c6 kha nang tao ra
ctia cai, nhung anh ta lai khong c6 kha ning phan phéi cua cai!

Vay ai moi c6 kha nang phan phdi ctia cai? Phai xem trong toan bo chudi, ai
1a nguoi thuc su khong thé thay thé. Gia str trong $61,2,3,4,5,6,7, chi cd nguoi
thr bay 1a khong thé thay thé. Lac nay, ngudi thit bay nhay ra noi: “10 té la qud it,
t6i mudn 20 té!” 6 ngudi con lai rat tic gian: “Ngwoi thir hai mudn 15 té, ching t6i
con khéng dong ¥, tai sao lai chia cho anh 20 té! Chiing t6i sé tim nguoi thay thé
anh!” Vi vy, 6 nguoi ndy ra ngoai thi truong, hét 1én: “10 té! Ai cé thé lam viéc
nay?” Rat nhiéu ngudi trén duong phd vay quanh xem, phat hién ra minh khong ai
lam duoc viéc nay, vi vay déu 1 ril bo di. 6 ngudi nay hoi siing sd, ho nghién ring
nghién loi, lai hét 1én: “15 16! Ai ¢6 thé lam viéc nay?” Két qua van khong co ai
lam dugc. 6 ngudi nay choang vang, trong long dang ri mau, ho quyét tam, lai hét
1én: “20 té! Ai ¢6 thé lam viéc nay?” Cho du ho c6 hét dén khan cd, van khong co
ai lam duoc.

Cubi cung, ho chi co thé bat luc quay vé, dong ¥ véi diéu kién ctia ngudi thir
bay, ho nghi: Thoi, ctt chia cho anh ta 20 t¢ di! Chia cho anh ta 20 t¢, 6 nguodi
ching t61 moi nguoi van c6 thé nhan duoc 8,33 té, van hon lara ngoai lam viéc
riéng 1€ mot chut. Nguoi thtr bay nhan duoc 20 té, ném trai duogc vi ngot, ngay lap
tac lai doi gia: “Vay téi muon 40 té.” 6 ngudi con lai nghe xong, ngay 1ap tirc nhay
dung lén dap ban: “Tan ra, khong lam nita!” Tai sao? Chia cho ngudi thir bay 40
té, 6 nguoi con lai mdi ngudi chi co thé nhan dugc 5 té, vay thi ho con khong béng
di lam viéc & noi khac, con co6 thé nhan duoc 6 té. Vi vay, ban théy déy, trong
chudi ndy, nguoi thir bay c6 quyén phan phdi cta cai tir 10 té dén 20 té. Trong
khoang tir 10 t& dén 20 té, nguoi th bay mudn bao nhiéu ciing dugce. Con nhiing
ngudi khac khong c6 quyén phan phdi cta cai, chi c6 thé bi dong chap nhan.

C6 quyén phan phdi cua cai va khong c6 quyén phan phdi cua cai 13 hoan
toan khac nhau. Ban khong c6 quyén phan phdi cta cai, ban mudn nhan 20 té, d6
1a tham lam. Con ngudi thir bay c6 quyén phan phdi cia cai, anh ta mudn nhan 20
t¢, d6 1a chuyén d& nhu tré ban tay. Nhung nguoi thir bay co6 quyén phan phdi cua
cai, liéu c6 nhat dinh ¢6 nghia 1a anh ta tao ra nhiéu cua cai hon? Chua chic. Diéu
nay chi c6 nghia 1a ngudi thi bay khan hiém hon. Gidng nhu chung ta rat kho dé
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do luong xem moét lao dong chan tay va mdt lao dong tri 6¢ ai tao ra nhiéu cua cai
hon, ching ta chi c6 thé no6i rang lao dong tri 6¢ c6 quyén phan phoi cia cai 1on
hon, bo1 vi ho khan hiém hon.

4. Ai uaw giir nguon Iyt khawn hiéw, nguti 96 s hiv
quyén phau phoi tai sau!

Ban muodn c6 nhi€u cua cai hon, ban phai lam cho ban than tr¢ nén khan
hiém hon trong toan bg chuoi giao dich.

Tai sao cting mot bat mi, & quan an gan nha ban 15 té, nhung & quéan n
trong san bay lai co thé ban 50 té, tai sao mi & san bay lai dat nhu vay? Ban rét tirc
gian, chay dén chit van nha hang chudi trong san bay: “Tai sao cdc nguoi lai thu
ctia t6i nhiéu tien nhur vay, cdc nguoi thdt la “hic tam” (tam dia doc ac)!”’. Nha
hang ngay lap ttc giai thich: “Khéng phdi, khéng phdi, t6i thu nhiéu tién nhw vy
la vi tién thué mdt bang qud ddt, thuc ra t6i khong kiém dwoc nhiéu tién”. Hau hét
s6 tién, thuc ra déu bi “ngwoi cho thué mdt bang”’ trong san bay kiém hét roi.

Tai sao “nguwoi cho thué mdt bang” trong san bay lai c6 thé thu tién thué
mat bang dat nhu vay? Bo1 vi ho ndm gilt ngudn lyc khan hi€ém, vi vay ho sé hiru
quyén phan phdi cua cai.

Vay nguén luc khan hiém 13 gi? Nhiing san bay 16n hon, lugng nguoi qua lai
mdi ngay c6 thé 1én t6i hang trim nghin lugt, hon nita nhém nguoi chon di may
bay twong ddi “cao cdp”, vi vay san bay c6 thé tiép can nhom ngudi “cao cdp”
theo quy méd. Ngudn lyc ndy thuc sy qua khan hiém, vi vay cac thuong hiéu sén
sang chi rat nhiéu tién cho tién thué mat bﬁng. R4t nhiéu thuong hi¢u 16n, vi du
nhu Hermes, LV, Cartier, v.v., déu san sang chi tra tién thué mit bang cao ngat
nguong dé ma cira hang trong san bay. Néu ban ché tién thué mit bang qua dit,
khong sao ca, phia sau con c6 rat nhiéu thwong hiéu dang “hdo hitc” cho doi dé
Vao.

Ai nam giir nguoén lyc khan hiém, ngudi d6 c6 quyén phan phdi cua cai. Vi
vy, mot bat mi & quan an trong san bay ban 50 t¢, gia nay do ai quyét dinh?
Khong phai do ban quyét dinh, ciing khong phai do quan an quyét dinh, ma do chi
cho thué mat bang & san bay quyét dinh, boi vi ho co quyén phan phdi cia cai.

Hay nhé rang, ai nam giir tai nguyén khan hiém, nguoi do co quyén phan
phoi cuia cai! Vi vay, néu ban muon c6 nhiéu cia cai hon, ban nén c¢6 gang hét stc
dé nang cao tinh khan hi€ém cua ban than.
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CHUONG 3: CHIEN LUGC THUONG TANG TRONG
KINH DOANH

1. Law thé nio.aé dduh bai 96i thi.cauh trauh?

Ngudn luc ¢ gia tri nhit cuia mot cong ty khong phai 1a vn, tham chi khong
phai 1a nhan tai, ma 1a chiém linh duoc bao nhiéu “tdm tri” ciia moi nguoi. Giéng
nhu ¢6 ngudi thao ludn trén mang rang, gia sir c6 mot dam chay thiéu rui nha may
Coca-Cola, n6 c6 pha san khong? Cau tra 161 1a khong, khong chi khong pha san,
ma con c6 nguoi xay dung lai nha may cua no trong vong 24 gio, boi vi nguot ham
mo can Coca-Cola, khong cho phép n6 pha san, day chinh 13 sttc manh cuia thuong
hi¢u!

Nguon luc 16n nhat ciia Didi khong phai 1a Cheng Wei, ciing khong phai 1a
ban quan 1y ctia hg, ma 1a dinh vi goi xe ma Didi chiém linh trong “tam tri” clia
khach hang, nghi dén goi xe 1a nghi dén Didi. Khi ban mudn goi xe, ban s& uu tién
xem xét thuong hiéu ndy. Nguon luc 16n nhat cia Baidu khong phai 1a Robin Li,
cling khong phai 12 ban quan 1y ciia Baidu, ma 1a “céng cu tim kiém”. Chi can ban
mudn tim kiém thir gi, ban s& ngay lap tirc m¢ Baidu. Khi ban tro thanh lya chon
hang dau trong mot nhom ngudi, thi cong ty cua ban s& trd nén rat gia tri.

Pung nhu ciu ndi, dinh vi quyét dinh vi thé!

Thong qua dinh vi chinh xac dé dat dugc vi tri khong thé thay thé cta ban
(sdn pham) trong tam tri cia mot nhoém nguoi. Vi du, “Hoc vién Nhan tinh chi
chién” da in sau nhan hiéu “Nhan tinh” vao tam tri ciia ngud1 haAm md. Muon hoc
vé ban chat con nguoi, hay dén Hoc vién Nhan tinh chi chién, chiing t61 s€ giai
thich sau cho ban, img dung cua ban chat con nguoi trong tinh cam, trong kinh
doanh.
Bon hinh thirc chién lwgc canh tranh ciia doanh nghiép:
1. Thii linh thi trwong (ldo dai) phit hop vdi chién lwgc phong thii
2. Nguwoi dirng thiv hai (lio nhi) phit hop véi chién lwgc tin cong

3. Ngwoi dieng thir ba (ldo tam) phit hop véi chién lwoc tin cong swon, “dé
bo” vao khu vwc “khong nguwoi”

4. Ngwoi dirng thir tw (Ido tie) phit hop véi chién lwoc “dinh du kich”, “cay
sdu cuéc bam” trong linh viee nhé
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Chién lwgc phong thii: Chi c6 tha linh thi trudng mai xem xét chién lugce
phong thil, thuc chat, chién luoc phong thu tt nhét 1a ddm “bdn vdao chinh minh”.
Vi du, WeChat “bén vao” QQ, Ma Hoa Dang noi rang: “Néu khong phdi ching ta
di dau trong viéc phat trién WeChat, ma la déi thii canh tranh, thi dé ché Tencent
dd khéng con ton tai.”

Chién lwoc thn cong: Quan tim dén diém yéu cua “ngon nii” 1a ngudi
dung dau nganh, tim ra diém yéu trong loi thé ctia ngudi dimg dau nganh, va tan
cong “cé so sanh”. Tan cong trén “chién trwong” cang hep cang dé& “xé toac” 15
hé)ng, pha vo toan bd hé théng phong thu. Vi du, Coca-Cola la “vua cua Coca”,
dinh vi 1a Coca chinh théng, c6 lich str hon 100 ndm, tir do1 6ng no1 da bat dau
ubng rdi. Vay co hoi ctia Pepsi-Cola méi ra doi nam & dau?

Hay nhé rang, d6i thii canh tranh di manh mé dén déau ciing c6 diém yéu.
Khi ban manh m& dén mirc khong thé lay chuyén trong mot linh vuc, thi dong
nghia véi viéc ban chi 1a mot “tay mo” trong mét linh vuc khac. Piém manh cua
Coca-Cola nam ¢ lich st 1au doi, diém yéu nam & chir “gia . Vi vay, Pepsi-Cola
da dinh vi 1a Coca danh cho gidi tré. Thong qua dinh vi nay, Pepsi-Cola da tir “bo
viee phd san” trd thanh “vua ciia Coca” thé hé méi.

Chién lwgc tin cong swon: Mot cudc tan cong suon tot phai dién ra & noi
khong c6 canh tranh, “xudt ky chiéu” (ra chiéu bat ngd) méi 1a chia khoa dé gianh
chién thang. Giéng nhu nim xua Pang Ngai tir duong nhé Am Binh tap kich bét
ngd vao Thanh D6 dé tiéu diét Thuc Han.

Chién lwgc du kich: Tim mét thi trudng nho, phai dt nho dé “gii vitng ”,
tr¢ thanh “ba chu ” trong linh vyc nhé nay. Cach “ddnh” cua cong ty nhé va cong
ty 16n 1a hoan toan khéac nhau, chu yéu la “chiéu tro”, hi¢u qua mai la cot 161.

Léy vi du, cuc dién cia cac cong ty thuong mai dién tir Trung Qubc, “ldo
dai” Taobao, giéng nhu hoang dé, bé tri “quan cam vé”, thiét lap “cam yvé”, myc
dich chi c6 mét, tiéu diét moi ké thu tiém an, gitr viing ngdi vi hoang dé, chinh 1a
“danh phong thii”. Vi vy, ban sé& thay Alibaba lién quan dén rat nhiéu linh vuc,
Taobao, Tmall, Alipay, Xianyu, Fliggy, Cainiao, Freshippo, Alibaba Cloud, Hupan
University, Alibaba Pictures, v.v. Pay chinh 1a “chién lwoc phong thi” dién hinh.

“Ldo nhi” JD.com, phat hién Taobao tuy “Ién va toan dién”’, nhung c6 rat
nhiéu hang gia, hang nhai, hang kém chat luong, ching ta s& tip trung vao san
pham chinh hing, bt dau tir nganh hang gia dung, “xé foac” mot 156 hong. Pong
thoi phat hién tbc d6 giao hang cua Taobao qua cham, dich vu khong tdt, ma khau
nay chinh 13 diém cdt 161 anh hudng dén trai nghiém cua khach hang, dau tu “trong
binh” va “cy tw” (sb tién rat 16n) dé xay dung hé thdng logistics cua JD.com,
chinh 1a “chién lwoc tdn céng” dién hinh, tin cong vao diém yéu chi mang cia
“ldo dai”.
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“Ldo tam” Pinduoduo, phat hién cac loai sdn pham va thanh pho déu bi hai
“ga” kia “lam” hét roi, chung t61 s€ truc ti€p ti€n vao thi truong “chim”, dung

) b

chién luoc “nong thon bao vdy thanh thi”, “d6 bg” vao khu vuc “khong nguoi”,
tap trung vao noéng thon va thi tran, nhitg ngudi dan & thi trin ma chua st dung
Taobao va JD.com dé mua sim, quy mo nay 1a rat 16n, chi yéu 1a “gid ré”,

Pinduoduo ngay 1ap tic dd “néi tiéng”, chinh 13 “chién lroc danh du kich” dién

hinh.

“Ldo tir” Vipshop, mot trang web chuyén ban hang giam gia, chi c6 thé “gii
vitng ” mot “ngon nui nho” trong maot linh vuc nhd, chinh 1a “ddanh du kich”’. Ngay
nay, trong moi nganh nghé déu dang & giai doan bio hoa, co hdi danh cho nhiing
nguoi khoi nghi€p moi ching ta, hodc 1a thi truong “chim ”, hoac 1a dinh vi nhom
nguoi nhod, méi cé nhiéu kha ning hon.

Trong “cudc chién thwong mai” ndy, ban mudn gianh chién thing, toi ting
ban 12 chir:

« Nim bit mét tir khéa: Vi dy, Thuong Chién Nhan Tinh, in siu nhin hiéu
“Nhdn tinh” vao tam tri nguoi dung.

o Nam bat m¢t nhém ngwoi: DPinh vi chinh xac mdt nhoém nguoi, tré thanh
“so mot” hodc “duy nhat” trong tam tri cia nhom nguoi nay.

« Pinh gia: Dua trén kha nang chi tiéu ciia nhém ngudi muyc tiéu, dinh gia tot,
“thu hit” & giai doan dau nhat dinh phai “gid tri cao” va “gid thanh thdp”,
“thu loi nhudn” & giai doan sau phai “gia thanh cao” va “gia tri siéu cao”.
Hay nhé, nhat dinh phai c6 1-2 san pham khong kiém tién dé “thu phuc”’
ngudi, mudn kiém tién & moi san pham, cubi cung s& khong kiém dugc dong
nao.




2. Lgi nhudn déw ti’ ndi khoug c6 cauh tranh

Thit veet trdi hon ddi thi canh tranh méi 1a loi nhuin cia ban, vy ai
méi 1a ddi thii canh tranh?

Hay nhé cau nay: “Nha sdn xudt canh tranh véi nha sdn xudt, nguoi tiéu
diing canh tranh véi nguoi tiéu ding, nha san xudt va nguwoi tiéu ding khéng bao
gio canh tranh.” Tai sao phu nit dep lai “kén chon’? Khong phai vi ho kho tinh,
ma vi nhimg ngudi dan ong khac di nang cao cao “ngudng canh tranh”, néu ban
khong dap ung dugc didu kién cua ho, s& c6 mot ngudi dan dng xuit sic hon sin
sang dap ung, dan 6ng canh tranh véi dan 6ng, phu nit canh tranh voi phuy ni.

Quan hé gitta nam va nit 14 quan hé hop tac, mot ngudi phu nit khong mudn
hop tac véi ban, 1a vi ho c¢6 qua nhiéu Iira chon. Tuong tu, tai sao “gdi é” lai kho
ldy chong? Khong phai vi dan ong kén chon, ma vi nhitng ngudi “gdi é” khac da
nang cao “nguéng”’. Boi vi ddi thii canh tranh ciia “gdi é” 1a “gdi é”, dan ong co
quéa nhiéu lya chon, ban vuot trdi hon d6i tha & mic do nao, quyét dinh kha ning
thuong lugng ctia ban, khong phai khach hang khong cho ban kiém tién, ma 1a d6i
thu canh tranh khong cho ban kiém tién. Néu ban khong vuot troi hon dbi thu canh
tranh, ban s& khong bao gid kiém duoc tién, ddy 1a quy luat bat di bat dich.

Chia khéa dé kiém tién 13 vuot troi hon ddi thii canh tranh, nhung lam
thé nao dé vwot troi hon doi thi canh tranh?

Chi c6 hai cach, mot 1a chénh l€ch thoi gian, hai 1a chénh léch nang luec.

Cai goi 1a chénh l€ch thoi gian 14 khi ho chua kip phan ung, ban da phan
ung, khi ho chua hiéu, ban d3 hiéu. Ho khong lam linh vyc méi, ban lam linh vuc
mdi, lic nay ho khong hiéu, ho s& khong tranh gianh véi ban, ban s& ¢ du thoi
gian dé bo xa ho, ban s& c6 mot ph?m lo1 nhuan ddc quyén, tire 1a chénh 1éch thoi
gian 12 mot cudc canh tranh & chiéu cao hon.

Con chénh 1éch ning lwe 13 ¢ cung mot chiéu, trinh d6 ctia moi nguoi
ngang nhau, déu lam cuing mot nganh nghé, ban cting mot loai hang hoa, kénh
nhap hang giéng nhau, lvong khach hang ciing gan giéng nhau, luc nay, diéu phu
thudc 1a ai c6 thé ton tai trong moi trudng khic nghiét hon, thir thach chinh 1a kha
nang van hanh, nha nao van hanh tinh té hon, kiém soat chi phi tot hon, ty 1€
chuyén ddi cao hon, nha d6 s& ton tai.

Ban hiy quan st ky cac nganh nghé, quan sét tat ca cac linh vuc tir xua dén
nay déu nhu vay, déu 1a bién do, bién xanh, bién do, bién xanh, lap di lap lai, gidng
nhu mot déng c0, co gr:?m nhu bi an hét, lac nay tr¢ thanh bién do, xuat hién su
canh tranh ndi by, moi nguoi bat dau an ré co, bt dau thét lung budc bung, moi
con bo déu sdng rat kho so.
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Sau do, luc nay, xudt hién mot con bo rit diing cam, nd cd géng di dén noi
khac, nhung twong lai chua biét, khong biét 1 diing hay sai. Lac nay, nhimg con bo
khac s& khong dudi theo, boi vi chiing van chua biét 1a dung hay sai, tot hay x4u.
Vi vay, chung s& khong tranh gianh vai ban, chung sé tiép tuc canh tranh séng chét
theo cach cii & noi cii! Va sau khi trai qua nhitng kho khan gian kho, con bo tién
phong nay cudi cing da tim thdy mot noi c¢6 cd xanh nudc biée, ddng cé rong 16n,
sudi nudc trong vat, va khong c6 con bod nio khac canh tranh. Vi vy, con bo tién
phong nay an no béo tdt, day chinh I chénh l1éch thoi gian. Sau mot thoi gian,
nhiing con bo khéc cling dan dan nhan ra, phat hi¢n ra c6 mdt noi khac rat tdt, vi
vay dan bo 10n di chay dén 6, sau khi d6i quan hung hau nay dén, dong co méi lai
trd thanh bién do, lai bat dau canh tranh ndi bd. Moi nguoi lai chém giét 1an nhau
trén dong co nay, lai bat dau so sanh xem ai ¢6 thé an nhiéu c6 hon, dé ai an it hon,
day chinh 1a chénh 1é€ch nang luc.

Khi su canh tranh ndi b ngay cang gay gat, s& lai c6 mot vai con bo khong
chiu noi hién trang, sau do di tim kiém déng cd m&i, sau do lai an no béo tét. Sau
do, do1 quan hung hau phat hién ra, lai chay dén, lai tao ra canh tranh bién do. Ban
hay nghién ctru k¥ s& thay, tt ca cac nganh nghé déu lap di lap lai nhu vay. Toi xin
nhéc lai, chi ¢6 hai cach dé vuot tréi hon d6i thil canh tranh, mét 13 chénh 1éch thoi
gian, hai la chénh 1éch nang lyc.

Va diéu quan trong nhit 1a chénh 1éch thoi gian, chi ¢6 chénh léch thoi
gian mai c6 theé danh bai doi thi canh tranh & chiéu thap hon, méi cé thé
nghién nat d6i thii canh tranh, méi 1a chién lwoc bién xanh.

BYD nhiing nim gan ddy 1am xe hybrid sac dién, cac hing xe khac déu chua
kip phan tng, két qua 1a khach hang khong c6 lua chon nao khac, chi co thé mua
xe cia BYD, nhitng nim gan ddy, BYD d3 bo xa cac hang xe khac, co phai cac
hang xe khac khong lam tbt cong nghé hybrid sac dién khong? Tat nhién 1a khong,
ban hiy xem nhitng nim tiép theo, moi ngudi déu di kip phan tng, lan luot tung ra
cac mau xe nang luong mdi canh tranh véi BYD, trong trudng hop nay, BYD s&
khong con doc chiém thi truong nira, bdi vi khach hang cé nhiéu lya chon hon.

Viay ban hay suy nghi k¥, ban chét ciia chénh léch thoi gian 1 gi? La dy
doan. Chinh 14 khi ngudi khac nhin thay nhiing hién tuong phtc tap, ban c6 thé
nhin théy ban chat trong nhay mét, va co thé xéc dinh duoc 5 nam, 10 ndm sau s&
nhu thé nao, day mai 1a chia khoa dé taora khoang cach vé cua cai, tirc 1a ban du
doan sém hon ngudi khéac bao 1au, quyét dinh muc do giau c6 cua ban cao hon
nguoi khac bao nhiéu.

Vi dy, xuat hi¢n mot di€u méi, vi du nhu video ngan, no 1a tot hay xau, li¢u
c6 thé kiém tién hay khong. Néu ban hi€u dugc hoat dong cia nén kinh té, hiéu
dugc quy luat ban chat, ban c6 thé biét trude két qua 5 ndm, cling c6 thé chiém gitl
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vi tri tbt trude, chon ding diém c6 tiém nang nhét. Sau d6, ban cho gio dén, ban s&
duoc hudng 1gi nhuan luu lugng truy cép 16n nhat.

Con mét sd 6ng chit, ho ¢6 thé chi hiéu ra sau hai nam, lac d6 ho chi nhan
thay cong viéc kinh doanh truyén thong ctia ho ngay cang kho khan. Sau d6, mot
s6 dong nghiép kiém duoc tién tir video ngin truc tiép, ho phat hién ra chi can
dang mdt vai video ngrfm, lugng khach hang thu hut dugc con nhiéu hon ca viéc nd
luc quang ba offline. Sau d6, ho ciing bat dau tham gia vao video ngén truc tiép,
cling bat dau nd lyc hét minh, sau d6 ciing c6 thé duoc hudng mot phan loi nhuan.

Sau d6 13 nhimg nguoi lao dong binh thuong, ho cling gidng nhu dai da sd
moi ngudi, khong c6 khai niém gi vé diéu nay. Ho chi nhin thdy 6ng cha nao dang
tuyén nguoi ndo, cong viée ndo cé thu nhip cao, cong viéc nao co phuc loi dii ngd
t6t, sau d6 mo mo hd hd budc vao nganh video ngan nay. Va nhiing ngudi nay phai
doi dén khi ong chu xac dinh kiém duoc tién méi mé rong quy mo, mai tiép tuc
tuyén dung nhan tai, s€ chia sé 191 nhuan cho ho. Béi vi ho 1a nhom ngudi cudi
cung dugc huong loi nhuan, nén chi co thé kiém duoc mét it tién.

Ban hay xem, mot ngudi du doéan trudce 5 ndm, mot ngudi du doadn trudce 2
nam, mot nguoi chi hiéu ra vao luc nay, thoi diém dy doan quyét dinh do cao giau
coO cua cudc doi ban.

Chung ta thuong tudng tugng c6 mdt si€u nang luc, do la siéu nang lyc quay
tré lai qua khir. Bay gio néu cho ban quay nguoc thoi gian, quay tré lai nam 2008,
ban s¢& lam gi? Ban nhét dinh s& mua nha, ban s& cb géng hét strc dé mua nha, vay
tién cling phai mua nha. B4i vi ban chic chin rang gia nha trong tuong lai nhat
dinh s& tang dtng khéng? Lic d6, gia nha 1a 10.000 t&/m2, ban chic chan ring
trong tuong lai s€ tang 1€n 100.000 t&/m2 tham chi 150.000 t¢/m2, ban sé khong
dau tu vi luc d6 khong cé tién sao? Ban chic chin s& khong, ban du khong co tién
cling s& ban hét d6 dac trong nha dé di vay muon khap noi. Ttc 1a néu ban quay
nguogc thoi gian, ban nhét dinh c6 thé kiém dugc tién. Bai vi ban dén tur tuong lai,
nguoi khac khong biét tuong lai nhu thé nao, ban c6 thé nhin thay rd rang, vay thi
ban c6 thé dé dang vuot qua ho khi dai da s6 moi nguoi con dang ngu muoi.

Giong nhu Hang Thiéu Long trong phim “Tam Tan Ky 12 ngudi xuyén
khong tir hién dai, anh ta biét lich sir nha Tan, ban n6i xem anh ta ¢ chién thing
hay khong? Khi ho khong hiéu, khong coi trong, ho s& khong tranh gianh véi ban,
ban m&i c6 thé thong dong kiém du loi nhuan. Nhung dang tiéc 13, chiing ta khong
c6 kha ning quay trd lai qua khir, chung ta ciing khong c6 ¢6 may thoi gian, ciing
khong c6 hop bau anh trang. Nhung ching ta c6 thé budc vao tuong lai, cach budc
vao tuong lai, 13 13y lich sir 1am guong, 1ay quy luat 1am guong, hiéu duoc nguyén
Iy dang sau, ban du doan trudc 5 nam, chang phai 1a ban xuyén khong tir 5 nim
sau tré vé hién tai sao? Than x4c cta ching ta khong thé quay tré lai qua kha,
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nhung tu duy cta ching ta c6 thé dén dugc tuong lai trudce, vay dua vao cai gi dé
dén duoc tuong lai?

Loi nhuan dén tir sy hiéu biét vé quy luit con ngudi va quy luit kinh
doanh!

Vi du: Gia st trude ctra nha ban c6 mét bai bién, trude day nudc bién rat
ban, khong ai dén, ban ciing chwa bao gio dén do. Nhung nhitng nim gan ddy, moi
nguoi ngay cang coi trong viéc quan ly moi trudng bién, nude bién ngay cang
trong xanh, cat ngay cang trang, dan dan vao mua he, ngay cang c6 nhiéu nguoi
dén bai bién nay dé vui choi, boi 10i. Me ban nhic nhé ban, du sao & nha cling ranh
161, hay 1a ban kéo mot chiéc ti lanh ra d6 ban mét it coca udp lanh. Nhitng nguoi
boi 16i duéi nang nong chic chin rat mudn udng, biét dau cé thé kiém duge mot it
tién. Ban nghi, cling ¢6 1y. Vay la ban thuc sy dat mdot chiéc ti lanh bén canh bai
bién, bat dau ban coca udp lanh.

Ban mua coca tur si€u thi véi gia 3 t€ mot chai. Vay ban bao nhiéu tién? Ban
30 t¢ mot chai nhé? Tro1 ndng nhu vay, chic chén s& c6 nguol mua véi gia 30 te.
Qua nhién, coca udp lanh gia 30 t& mdt chai, mac du nghe co6 vé dat, nhung van co6
rat nhiéu nguoi mua. Ban kiém duoc rat nhiéu tién, vui mimg khon xiét. Bay gio
xin hodi, chénh I¢ch 27 t¢ gitra gia thanh 3 t€é va gia ban 30 t¢, c6 phai la “loi
nhudn” cua ban khong? TAt nhién 1a 161! Theo cong thire tai chinh: Lo1 nhuan =
Thu nhap - Chi phi, 27 t& nay tit nhién 13 lgi nhuan! Khong sai. V& mit tai chinh,
27 t& ndy thuc su ¢ thé duoc goi 13 “loi nhudn tai chinh”, nhung vé mit kinh
doanh, 27 t¢ nay khong phai la 1g1 nhudn. Nén goi la ¢b tire, tai sao lai 1a ¢6 tirc?
Co tirc 1a gi? C6 tire 1a sy mat cAn biang cung cau trong thoi gian ngin.

Alibaba néi: “Khién thién ha khéng con cong viéc kinh doanh khé lam!”.
Nhung, thién ha thuc su c6 thé khong con cong viéc kinh doanh kho 1am sao?
Trong giai doan dau thanh 14p Taobao, 1y do tai sao rat nhiéu nguoi déu kiém duoc
tién 1a do “nén tang thwong mai dién tir” bdng nhién bung nd, lugng 16n nguoi
mua Ua vao Taobao, nhung rat it ngudi ban nhan thirc duoc diéu nay. Ngudi ban
(cung) it, nguoi mua (cau) nhiéu, ddy chinh 1a sy mat can bang cung cau. Cung nhod
hon cau, tat nhién kinh doanh d& lam. Nhung, sy mét can bang cung cau nay co thé
kéo dai sao? Tat nhién la khong! Boi vi su mat can bang cung cau nay chi 1a tam
thoi.

Sau d6, mot luong 16n ngudi ban nhan ra rang: Ngudi nay trong gidng ké
Itra ddo, hoa ra khong phai la ké Itra ddo. Ho dd x6 vao internet, mic du nguoi mua
cling dang ting 1én, nhung téc do ting truong ctia ngudi ban nhanh hon. Rat
nhanh, quan hé cung cau lai can b.'?lng, tham chi con xudt hién tinh trang “nhiéu sur
it chdo”. Luc nay, su mat can bang cung cau tam thoi da bién mat. Cac nén tang
video ngian truc tiép ngay nay ciing vay, vi du nhu Douyin. Tét ca cac khoan c6 tirc
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déu co6 mot diém méu chét nhét, d6 1a khung thoi gian, khung thoi gian nay 13 ¢é
han.

Khi cung cdu trd lai cdn bang, dbi véi nhitng doanh nghiép khong c6 ning
luc canh tranh ¢t 151, viéc kinh doanh truc tuyén cling kh6 khan nhu kinh doanh
truyén théng. Con dbi voi nhitng doanh nghiép c6 ning luc canh tranh cbt 13i, viéc
kinh doanh truyén théng ciing dé dang nhu kinh doanh truc tuyén.

Quay trd lai vi du vé chai coca nay, ban nghi réng 6 thé ban mot chai coca 3
t¢ voi gia 30 té, 1a do coca cua ban khac biét, hay do mét can b::ing cung cau? Ro
rang 13 do mt can bang cung cau, hon nita 1 mét cin biang cung ciu tam thoi.
Thoi dai giéng nhu viéc tung xuc xic, ném mot khoan “cé #irc” nhé vao dau ban,
ding tu man, dimg quén mat ban than, dimg nghi rang d6 1a do ban gioi giang.
Piéu nay khong thudc vé ban, chi 1a ban “may mdn” dugc “cé tirc” roi trang dau
ma thoi.

Ban c6 thé khong ngd rang, ngudi ban than nhat cta ban, Cau Pan, dang
cung me 1én ké hoach pha v& su can bang nay. Nguoi ban than nhét cia ban s&
cuop di cd tic ctia ban, me cia Cau Pan noi, ban Tiéu Ho that gi0i1 giang, chi can
dat mot chiée ti lanh ban coca, mdi ngay déu kiém duoc nhiéu tién nhu vay. Con
hay hoc theo cau éy, cling di dat mot chiéc ti lanh di. Cau Pan nghe 101 me, cling
mua mét chiéc ta lanh, nhap mot it coca, ban coca udp lanh trén bai bién. Ban bao
nhiéu tién nhi? Tiéu HO d3 ban 30 t& mot chai nhiéu ngay roi, minh 1a nguoi moi,
25 t& mot chai moi ban dugc nhi? Vay 1a Cau Pan viét trén bang hiéu: 25 té mot
chai. Qua nhién, du khach d6 x6 dén, ban nhin thdy canh tugng nay, tirc gian dén
phat dién. Pay chang phai 1 “canh tranh dc tinh” sao? Cau Pan ndi mot cau hoc
duoc tur internet: Trén do1 nay chua bao gio cd “canh tranh dac tinh”, canh tranh cé
lg1 cho nguoi dung, chinh la canh tranh tdt. Ban nghi, ai s¢ ai! Ban c6 thé giam gia,
t6i chang 18 lai khong thé? Vay 1a ban giam gia xudng con 20 té&. Cau Pan cam
nhan dlIO’C su tan khéc ctia kinh doanh, giam gia xuéng con 15 t&. Sau do, ban
giam Xuong con 10 té. Tiép theo, Cau Pan glam xudng con 5 té. Tiép theo, ban
giam gia xudng con 3,5 té, anh ta giam gia xudng con 3,1 té, ban cung giam xuong
con 3,1 t&, lic nay ca hai déu khong giam gia nita. Hai nguoi nghién ring nghién
loi duy tri mure 1g1 nhuén it 61 1 hao gifra gid thanh 3 t¢é va gi4 ban 3,1 té. Day
chinh 14 qua trinh kinh doanh tir bién xanh chuyén sang bién d6, chan thuc va tan
khoc.

Ban c6 nhan théy, mot khi mot lugng 16m ddi thu canh tranh gia nhap, cung
cau s& dan dan trd lai can bang trong canh tranh, cudi ciing “cé tizc ” bién mat. Vay
tai sao gia cudi cung 1a 3,1 t&, chir khong phai 1a 3 t&? Béi vi néu tiép tuc giam gia,
ban va Cau Pan sé khong c6 o1 nhuén, vat va nhu vay ma khong kiém duoc tién,
thi khong can lam nira. Nhung néu ca hai ban thuc su bo cudc, do thiéu canh tranh,
gia coca wdp lanh sé& lai ting 1én. Cudi cung, ting 1én giam xudng, sb tién ban co
thé kiém duoc, 6n dinh & mc “loi nhudn trung binh xa héi”. Loi nhuan trung
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binh x4 héi 12 bao nhiéu? Gia sir 1a 10%, 10% cua 3 t&, 12 0,3 té, ban mudn tang
1€n, thé nao cling khong thé tang 1én dugc, ban bd cude, ngay 1ap tiuc s€ cd nguodi

b

thay thé ban! Piéu ndy gidng hét nhu nhitng nguoi lao dong nhan “hrong co ban”.

No6i mot cau rat dau 10ng, lic ndy: “Ban twéng rang ban dang khdi nghiép,
thuwe ra ban dang lam viéc cho xi héi.” Loi nhuin 3 hio nay, chinh 1a “tién
lrong” ma ban nhan dugc khi lam vi¢c cho xa hdi véi tu cach 1a nguoi khoi
nghiép. Tién lwong ndy thudng 1 bao nhiéu? Khong nhiéu khong it. Nhiéu qué s&
bi canh tranh danh bai, it qua thi khong ai lam. Py 1a tinh trang ton tai ctia dai da
s6 nguoi khoi nghiép: Khong thé phat trién 16n, ciing khong thé chét.

Vay thi chi c6 thé nhu vay sao? Tat nhién 1a khong phai. Chiing ta hay tiép
tuc xem cau chuyén vé Coca-Cola. Cau chuyén tiép theo dugc “chuyén thé” tir “su
kién co thdt”. Me cua Tru Ta cling chu y dén cudc canh tranh tan khéc gira hai
nguoi ban than nay. Ba Ay noi voi Tru Ta : “Trong chuyén ndy cé co hi, con ciing
thir xem”. Tru TG noi: “Khéng thé nao, gia da la 3,1 té réi. Pdy khéng phdi la
“bién d6 ", ma la “bién mau”, vao do la chét”.

Me cua Tru Tt noé1: “Me chu y dén mot viéc. Nhitng du khach nay sau khi
mua Coca-Cola lanh cia Tiéu Ho va Cau Dadn, khéng thé uong hét ngay ldp tirc,
phan con lai dé trén cdt nong, sau dé xuéng bién tam. Khi lén bo, Coca-Cola dd
khéng thé uong dwoc nita”.

Tru Ta noéi: “Pung la vay. Vay phdai lam sao?”. Me cua Tru Tu noéi: “Me
dd thiét ké mot chiée dé 16t ly, mot dau nhon cam vao cdt, mét dau luén cé thé duy
tri hinh dang khay phdang. Coca-Cola chwa uong hét dt trén khay nay, trong thoi
gian ngdn sé khéng bi cdt lam néng dén mirc “bong tay

Tru Tir nghe xong, day ding 12 me rudt, ngay 1ap tirc muén di lam. Me cia
Tru TG ndi: “Preng véi, truede tién hdy di dang ky bang sdng ché”. Rat nhanh, Tru
Tt bat dau ban dé 16t ly trén bai bién, gia 1 hao, ban 1 té mot chiéc, ngay 1ap tic da
“ban chay nhu tom twoi”. Tiéu HO6 va Cau DPan nhin théy, “ghen ti muén chét”, voi
vang tim dén Tryu T, n6i: “Dé It Iy lam thé nao vay? Chiing téi ciing muon lam
dé ban”. Tru T ndi: “Khéng dwoc, dé 16t ly nay da dwoc dang ky bang sang ché,
trén bdi bién nay chi c¢é t6i méi dwoce ban. Ban hdy nhin nhitng ngueoi dang boi kia
kia, d6 la “canh sat bang sang ché” ciia chiing tdi, cdc ban ma ciing lam, thi sé bi
phat”. Tiéu Hb va Cu Péan “ngam b6 hon lam ngot”, tiép tuc di kiém “tién
lwong” 1 hao mot chai Coca-Cola, con Try Tir lai co thé tiép tuc kiém loi nhuén 9
hao cta anh ta. Ma dé 16t ly chi c6 mot minh Tru T dugc ban, vi vay ) lugng ban
ra 13 16n nhat, kiém duoc cling nhiéu nht.

Loi nhuin dén tir noi khong c6 canh tranh, hoic it canh tranh. Ban dau,
d6i véi nhimg nguoi khoi nghiép, khong con nghi ngd gi nita, d6 1a nam bat xu
huéng, nim bat cd tic. Boi vi ban 1a san pham “ba khéng ”, khong cd von, khong
c6 nhan tai, khong c6 k¥ thuat, 1am thé nao dé nhanh chéng vuon 1én, kiém duogc
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s6 vOn ban dau? Chinh 1a ndm bt ¢6 ttrc. Sau khi tich Ity dugc mot s6 von nhat
dinh, hiy nang cao “firong lira” ctia minh, gibng nhu Huawei ban dau ciing ban
thiét bi chuyén mach, sau khi ¢6 tién, ho di dau tu vao nghién ctru va phat trién.
Chi c6 ¢ noi it canh tranh maéi c6 1gi nhuén, cang gﬁn noi khong c6 canh tranh, 1gi
nhuan cang cao.

3. Tv duy chiéw lutc 9é thu duyc cla cai

No6i dung chuong nay du dé 14t d6 nhan thtrc cua ban, néu ban c6 thé ap
dung no6 vao su nghi¢p va cudc song cua minh, thi cudoc doi ban s€ c6 nhirng thay
doi long troi 16 dat!

Trén thé gi61 nay co6 hai kiéu nguoi nhu thé nay:
« Kiéu thir nhat, nhirng nguoi “cuong” hoc tap!
o Kiéu thir hai, nhitrng nguwoi “cudong” mao hiém!

Nhitng nguoi c6 thé dong thoi trd thanh ca hai kiéu ngudi nay, 1a nhimg cao
thu tuyét dinh, ho nam viing logic co ban cua viéc kiém tién. Trong thoi dai ngay
nay, néu khong hoc tap thi chic chan s& khong co 16i thoat. Muyc dich cia viéc hoc
tap 1a gi? La dé nam viing tu duy cta nhitng ngudi manh nhét, sir dung tu duy cia
ho dé huong dan ching ta lam viéc. Ban khong c6 tu duy kiém tién? Ban hoc tu
duy ctia ngudi kiém dugc nhiéu tién 1a duoc rdi! Lam sao co thé dung tu duy
nguyén thity ciia minh dé kiém tién? Chang phai 1a dién roi sao?

T6i d nhan ra tir 10 ndm trude: Quy luit kiém tién rat don gian, dé la
khéong c6 con dwong tit, dé 1a cudc chién truong ky, trir khi ban mudn kiém
mot khoan roi bo chay. Va viéc kiém duogc nhiéu tién con c6 mot tién dé quan
trong ma ban can hiéu, d6 13 hai chir: Chién lwge. Cho du ban sir dung vo sb
phuong phap, vo s6 chién thuét, néu ban khong dot pha vé mit chién luoc, thi sau
nay ban sé& khong thé tién thém budc nio, cho du ban lam bat ctr diéu gi, toi dam
dam bao rang chi c6 mot két qua: Chac chan 1a 100% kho khan.

Chién lwoc 12 gi? Hiéu mot cach don gian, chi c6 hai chir: Lwa chon.

Hau hét chung ta, trudce khi lam viéc déu suy nghi diéu gi truéc? Ludn ludn
suy nghi trudc tién 14 lam nhu thé nao, vay 1a hong roi. Néu ban da budc vao chiéu
suy nghi lam nhu thé nao, thi toan 1a van dé, ban c6 dong y khong? Chi can ban
dung logic thong thudng dé suy nghi lam thé nao dé di Tay Thién thinh kinh, suy
nghi nhu vay s& phat hién ra trén dudng di toan 1 yéu quai, toan 1a nguy hiém,
chang phai 1a s& khong thé tién thém budc nao sao? Vi vay, nha chién lugc phai 1a
ngudi cuc ky mao hiém, chinh 12 vo sé ngudi néi rang viée nay khong thé lam
dugc, nhung t6i nhét dinh phai lam! Hiéu khong?
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Vi vay, thuc ra ban khong can phai suy nghi xem t6i nén quay Douyin, toi
nén quay Kuaishou, t6i quay nhu thé nao. Toi chua bao gid suy nghi xem minh
quay nhu thé ndo. Téi chi suy nghi xem c6 nén quay hay khong? Con viéc khi nao
quay duogc, khong phai 1a viée t6i can suy nghi. Néu phai quay dén chét méi quay
dugc, t6i s& quay dén chét, ddy méi goi 1a nha chién luoc, ddy méi goi 13 nguoi
cuéng nhiét mao hiém. Néu khong c6 su lua chon cuc doan nhét dinh, thi bét ¢t
viéc gi cling khong thé tiép tuc dugc.

Tai sao vo s6 nguoi dau khd, hoang mang? Bai vi ho khong thé lua chon, tai
sao ho khong thé lua chon? Béi vi ho khong thé tir bo. Cot 16i cta viée lua chon la:
Tir b6. A1 ma chéng biét lya chon, ai ma chfmg mudn lya chon cudc séng tdt dep?
Géc 1& 12 & chd ho khong thé tir bo nhitng 1oi ich trude mat! Tir bo mot thir gi d6 1a
diéu kho khin nhat!

Hay nhé mot cdu: Loi ich trwée mit va loi ich 16m trong twong lai nhat
dinh 132 mau thuiin véi nhau! Néu ban khong nd bo nhitng dong tién nho trude
mat, ban s& khong co thoi gian va sre luc dé ning cao ning luc, tao ra nhimg
khoan tién 16n trong tuong lai! Khong thé c6 dugc nhiéu kha ning hon trong twong
lai.

Chién lwoc, chinh 1a su tir bé dau dén!

Ban c6 thé néi: “Thay oi, em ciing thwong xuyén tir bo.” Thuc ra, cai ban
goi 14 tir bo bi dong, diéu téi mudn nodi 1a tir bé chién lwgc, thua 16 chién lwoc!
Do khong phai la diéu toi bude phai lam, ma 1a t61 chi dong lua chon, viéc nay ro
rang toi co thé lam rat tét, nhung toi chon tir bo. D6 13 quyét dinh t6i dua ra vi su
phat trién tt dep hon trong twong lai, chtr khong phai 1a “bdt ddic di”, khong phai
1a vi to61 khong c6 kha nang, lam kém, khong thé 1am duoc roi mai tir bo, d6 1a hai
khai niém khac nhau.

R4t nhiéu khi chiung ta né1 “lya chon quan trong hon né lyc”, ai cling biét 1a
“lwa chon quan trong hon né luc”. Vay thi khi ddi mat véi bat ky su Iua chon nao,
hay nam viing hai diéu nay:

o Diéu thuwr nhat: Hiéu ro ban muon gi? Diéu nay tuong doi don gian, to1
muodn xe hoi, tdi muon nha ctra, t61 muodn tién, t61 mudn ban gai, td1 muodn
tat ca moi thur.

o Didu thir hai: Ban sin sang tir bé diéu gi dé dat dwoc diéu dé? Pay 1a
diém mau chét, lva chon dong nghia vai viée tir b, dong nghia véi viée ban
phai mao hiém. Pay 1a diéu ma nhiéu nguoi khong nghi dén va ciing khong
hiéu 1.

T6i mudn gi va toi sin sang tir bo diéu gi dé dat dwoc diéu do, day 1a
mot tong thé hoan chinh ciia viéc ban dwa ra mét lwa chon, ban phai suy nghi
vé hai diém nay. V6 sd nguoi ludn nghi: “Téi mudn gi?” Nhung lai khong nghi k§
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xem ho san sang tu bo diéu gi dé dat duwoc diéu d6, mudn rat nhiéu thi, nhung lai
khong muén tir bo bat cr thr gi trude mat, cudi cung thi khong thé lwa chon duoc
gi ca. Ban phai hiéu ring, ban mudn c6 dugc bét ky tht gi méi, ban déu phai tir bo
mdt sd thir ma ban dang c6, moi su lya chon déu phai tra gia.

Tai sao nguo1 binh thuong lai nghe€o, nhung lai nghéo mdt cach “dan vit"?
Chinh 13 bdi vi ho luén “tién thodi luéng nan”, khong biét nén lam gi. Hiy nhé
riang, bt ky sw lwa chon nio déu phai tra gia, ban khong thé vira mudn cé
dwoge nhiéu hon trong twong lai, vira khong né bé nhirng thir truéc mit, viy
thi ban sé rit “dan vat”. Hoac 13 ndm lay, hoic 1a budng bo, do du chang khéc
nao tu sat tir tir! Mdi ngudi déu c6 nhitng danh gia khac nhau vé dugc va mét.
Nguoi binh thudng quan tim dén dugc va mat trude mat, ciia ngay hom nay, cia
thang nay. Con lya chon dung din 1a phai 1ay loi ich 1au dai ma né c6 thé mang lai
cho ban trong tuong lai lam dinh hudéng, chi can khong mang lai loi ich 1au dai
trong twong lai, thi dii c6 duoc bao nhiéu trude mit ciing déu vo nghia.

Gidng nhu t6i goi dién thoai cho ban hoc & qué, anh 4y néi & qué khong co
co hoi phat trién, khong thé séng ndi, toi noi hdy ban hét nha cira, xe cd, rudng
vuon ¢ qué, dén thanh phd 16n dé phan dau. Anh ay néi chuyén véi toi ca tiéng
d6ng ho, nodi rang thanh phd 16n c6 nhidu co hoi, rat khao khat cudc sdng ¢ thanh
phé 16n, cudi cing anh Ay noéi mot cau: “Nhé ra ngoai khéng tim dwoc viéc lam thi
sao? Nhé kiém khéng ra tién thi sao? Nhé khong dwoc, nha cira, xe ¢d, rugng vieon
& qué déu ban hét roi, sé khong thé quay vé dwoc.” Anh Ay bi rang budc bai nhimng
loi ich trudc mit, bi giam cam boi du loai lo ling vé van, 1am sao ¢6 thé tién budc
duoc?

Ban phai biét rang, mdi budc tién vé phia trudc déu c6 nghia 1a rii ro va mat
mat! Ban cling biét rﬁng tién mot budc vé phia trudc s€ tdt hon, vay tai sao ban
khong thé tién 1én? Boi vi ban so rii ro, sg mat mat, giéng hét nhu ban hoc cua toi.
Vi vay, vo s6 ngudi biét rang tiép tuc nhu vay 1a sai, nhung tai sao ho khong thay
d6i, bai vi ho khong thé tir bo loi ich trude mat, ho khong thé d6i mit véi mat mat.

Gidng nhu mot ngudi phy nit 1dy mot nguoi chong, ngudi chong nay vira
bao lyc gia dinh, vira khong c6 kha niang kiém tién, vira lang nhiang, ngudi phu nir
no6i vé nhitng khuyét diém cuta anh ta, néi ba ngay ba dém ciing khong hét, néi anh
ta chang ra gi! Da khong ra gi nhu vay, thi ly hon di! Tai sao c¢6 Ay khong ly hon?
Co ay dang nghi: “Ly hén réi khéng ai thém ldy minh thi sao? Ly hén réi cé thé
tim dwoc nguoi tot hon khéng? . Co ay ludn so cai ndy so cai kia, vi vay dan dén
viée ¢b 4y luén “mdc ket” bén trong!

Tuong tu, rat nhiéu 6ng cha khong biét nganh nghé ctia ho dang gip van dé
gi sa0? Khong biét internet méi 1a twong lai sao? C6 nén quay Douyin khong? Nén
quay! C6 nén lam Kuaishou khong? Nén lam! C6 nén lam Meituan khong? Nén
lam! Nhung phai lam nhu thé nao? Ho luén lo ling so hai, ho khéng dam tién thém
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mot bude. Pay chinh 1 ban chit cua sy that. Hiy nhé rang: Loi ich 16n trong
tuong lai va loi ich truéc mat nhat dinh 12 mau thuan véi nhau! Hiy ghi nh¢ diéu
nay trong tim, ban chi c¢6 thé chon mot trong hai!

Néu ban qua quan tam dén 1oi ich trudc mit, ban sé khong thé nao c6 duoc
loi ich 16n trong twong lai. Viéc kiém tién rét cudc 1a nhu thé nao? Rat nhiéu ngudi
da hiéu sai, déu cho réng kiém tién 12 ndm nay kiém 200.000 t&, ndm sau nd luc
kiém 250.000 t&, ndm sau nira nd luc kiém 300.000 t&, ndm sau nita nd lyc kiém
350.000 té. Sau d6 ctr thé tiép tuc, giéng nhu di lam, ndm nay nhén luong 6.000 t¢,
nam sau nhan 7.500 t&, ndm sau nira nhan 8.000 t&. Dé tang luong lién tuc, “c6 hét
sike” dé “di lam dii ngdy” mbi ndm, rat nhiéu ngudi chang phai 1a dang lam nhu
vay sao!?

Kiém tién khong phai nhu vay, né khong phai 1a ting truong dan dan, ma la
tang truong dot bién, con duoc goi 1a tang truong theo cip sb nhan! Tang truong
theo cap s6 nhan 1 gi? Chinh 13 ndm nay kiém 200.000 té&, nim sau c6 thé van
kiém 200.000 t&, ndm sau nita c6 thé kiém 190.000 t&, ndm sau nita kiém 210.000
t6. Vai nim dau ban co thé khong nhin thay bat ky thay doi nao, nhung dén nim
thr sau, sau khi ban da xay dung xong tat ca cac hé théng, nam thir sau, ban kiém
duoc 2 tricu t€ mot nam, sau do tiép tuc xay dung h¢ théng, dén nam tha 7, ban
kiém duoc 5 triéu té mot ndm, n6 1a nhu vay.

Ban chat ctia viéc kiém tién, 13 ban khong ngimg xay dung hé théng cua
minh, phit hop véi mot hé théng kinh doanh c6 thé kiém dugc hang triéu, hang
chuc triéu! Vai nam dau c6 com an 1a duoc roi, sau d6 tiép tuc xay dung, cho dén
khi diéu kién xay dung xong, dén nam tht 5, “bium ”, ban s& bung no!

Hé théng kinh doanh la gi? Chinh Ia tao ra co may kiém tién cua ban, xay
dung nén tang su nghiép ctia ban. Ly do khién vo sd ngudi dang thuong khong thé
vuc day, 1a vi nén tang sy nghi€p cua ho chua virng chic, logic tu duy kiém tién
con chua hiéu 1o, d3 bt dau két hon sinh con, lai con vay tién mua xe mua nha, mo
rong quy md kinh doanh, két qua 1a gi? Quy moé kinh doanh 16n nhu vay, chang
phai 1a rat mudn kiém tién nhanh sao? Cubi cuing cang mudn kiém tién nhanh, cang
dé mac bay, cang dé bi lira, ndng v6i mudn thanh cong, chic chan sé bi “thu
hoach”’! Boi vi hé thong chi huy ctia ndo ban di sai, khong c6 hé thong dinh vi
chinh x4c, ban chi biét dap ga c6 ich gi?

Ngudi “tan nhén” 1a gi? Khong phai 1a néi ban néng tinh dén mirc nao,
ma la xem ban c6 dam dung “mdat mat” l¢gi ich truwdc mat dé doi lay kha nang
phat trién 16m hon trong twong lai hay khong!

Néu ban d4m tan nhan véi ban than, ban mudn kiém tién, hay nhé 3 diém
sau:
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(1) Quan tdm dén khach hang cta ban.
(2) Quan tim dén d6i ngii ctia ban.

(3) Quan tAm dén nhitng ngudi lién quan dén su nghiép cua ban, chtr khong
phai quan tam dén nhiing nguoi lién quan dén cudc song cua ban.

Ban chi quan tdm dén nhing nguoi lién quan dén sy nghiép cua ban, lau dai
nhu vdy, thu nhap ctia ban tu nhién sé ting 1én. Gan giii v6i nhitng ngudi c6 thu
nhap cao hon ban, tranh xa nhitng ngudi ¢6 thu nhap thap hon ban, gan giii voi
nhimg nguoi co két qua tot hon ban, tranh xa nhimg nguoi c6 két qua kém hon
ban. Trai tim cta nhitng nguoi binh thudng déu dugc lam bang thay tinh, mot khi
roi xubng dét s& v tan, trai tim ctia nhimg cao thi dinh cao déu duoc 1am bang cao
su, roi xudng dat cang manh cang nay 1én cao hon. Nguoi véi ngudoi so sanh chinh
1a kha nang phuc hdi sau khi roi xudng day vuec.

99, G« FE TS

Nguoi nghéo rat thich “trit bau tam sw”: “téi hoang mang”, “néi tam toi
khéng dit manh mé”, “téi khéng tie tin.” Ngudi gidu rat thich hanh dong: “16i phdi
lam thé nao dé vurot qua nguoi khéc”, “téi phdi hanh dong nhw thé nao dé dat
dwoc két qud.” Suy nghi = Van d¢, hanh dong = Cau tra 1oi. Ngudi cang ngheo,
mdi ngdy cang néi nhiéu “vé nghia”, noi nhitng “vé nghia” d6 thi c6 tac dung gi?

Hay nhé rang, mudn kiém tién, moi cau ban ndi ra, déu phai lién quan dén
hanh dong ti€p theo, moi vi¢c ban lam, cling phai lién quan dén hanh dong tiép
theo.




4.D6i mdi md_hinh kinh doauh, thyt hién dou by ha
tang

Ban chat ctia d6i méi mé hinh kinh doanh 1a giam chi phi giao dich va
ning cao hiéu qua giao dich! Ban c6 thé hiéu nhu thé nay, san pham van 13 san
phém d6, dich vu van 1a dich vu dé, ngudi dung van 1a nguoi dung do, diéu thay
d6i 1a cac khau giao dich.

Vi dy, trude ddy 1a nha may ban cho dai Iy cép tinh, dai 1y c4p tinh ban cho
dai 1y cAp thanh phd, dai Iy cap thanh phd ban cho dai 1y cAp huyén, dai 1y cap
huyén ban cho ctra hang, cira hang ban cho ngudi dung. Nha may xuit xudng véi
gia 20, ban cho dai 1y cap tinh véi gia 40, ban cho dai 1y cap thanh phd véi gia 60,
ban cho dai Iy cap huyén véi gia 80, ban cho cira hang véi gia 100, ctra hang ban
cho ngudi dung voi gia 200. San pham 20 té, véi mic tang gia 10 lan, cudi cing
duogc ban véi gia 200 té, day chinh 1a cach choi cua thuong mai truyén thng.

Chung toi goi n6 12 md hinh kinh doanh tuyén tinh, mé hinh kinh doanh
tuyén tinh 1 gi? Chinh 13 ban timg doan mot. Trong qua trinh nay, hiéu qua rat
thap, thuc té, trong cac khau nay, khong ai kiém dugc nhiéu tién. Nha may phai chi
tién quang céo, xay dyng thuong hiéu méi ¢ thé tuyén dung dai 1y, dai Iy cap tinh,
cap thanh phd, cap huyén phai du trit hang hoa, cira hang phai chiu trach nhiém vé
lwong nhan vién ban hang va tién thué mit bang. Vi vy, ban thay ddy, c6 rat nhiéu
khau giao dich, hiéu qua giao dich thap, gia ca ting lén timg 16p. Két qua 1a ngudi
dung da bo ra 200 t& dé mua mot thi tri gia 20 té, nhung trong cac khau nay, moi
nguoi déu khong kiém duge nhiéu tién, vi vy d6i méi mé hinh kinh doanh
chinh 12 ddi méi ciu tric giao dich.

Sau d6, nha may ban cho nén tang, nén tang truc tiép ban cho cira hang, loai
bo dai 1y cap tinh, cap thanh phd, cip huyén, day duoc goi la gi? Pay duoc goi 1a
chudi cira hang! Vi du: HLA, Miniso, Pagoda, Zhengxin Chicken Chop...

Sau d6 nita, nha may ban cho nén tang, nén tang truc tiép ban cho ngudi
dung. Loai bo dai ly cép tinh, cép thanh phé, cép huyén, tham chi ca ctra hang, truc
tiép ban cho nguoi dung, ddy dugc goi 13 nén tang internet, ching ta hiéu né 1a
thuong mai dién tu. Vi du: Taobao, JD.com, Pinduoduo...

Dén ngay nay, voi sy trdi day cua video ngan truc tiép, ong chu ctia nha may
truc tiép xy dung IP, quay video, phat song truc tiép, nha may truc tiép ddi mat
vo1 nguoi tieu dung. Vi dy, ban 1a mdt nha may san Xuét quﬁn ao, truc tiép ban cho
ngudi tiéu dung, qua trinh nay tiét kiém dugc bao nhiéu chi phi? Hiéu qua dugc
nang cao bao nhiéu? Trudc day, quan 4o c6 gia thanh 20 té cia nha may, sau khi
qua trung gian 1a dai 1y cip tinh, cip thanh phd, cip huyén, cira hang, dén tay
nguoi tiéu ding, san pham 20 t& duoc ban véi gia 200 t&. Con nha may tryc tiép
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ban cho khach hang thong qua internet, quan 4o c6 gia thanh 20 t&, ban 22 té 1a
duoc roi1, ban 1a khach hang, ban s€ mua ¢ dau? Vi vay, day chinh 1a 1y do tai sao
internet da danh bai thuong mai truyén thong.

Vi du nhu thanh toan kién thirc, t6i 1am mot khoa hoc, truc tiép ban cho
ngudi hAm mo. Ban c¢6 nhan thdy mot didu khong, nha méy van 1a nhitg nha may
d6, nguoi dung van 13 nhitng nguoi dung d6, diéu thay doi chi 1a cac khau giao
dich & giira. Dén déy, ban da hiéu, cai goi 1a d6i méi mo hinh kinh doanh chi c6
mot, d6 1a giam dang ké chi phi giao dich va nang cao dang ké hiéu qua giao
dich.

Trude khi Didi xut hién, ngudi Trung Qubc goi xe nhu thé nao? Phai ding
dudi troi nang gat hodc mua 16n dé cho taxi. Tai xé taxi phai dua vao kinh nghiém
ctia minh dé phan doan, noi nao c6 hanh khach, chay khép noi dé tim kiém hanh
khach, vi vay téc do giao dich rat cham, hanh khach khong biét phai doi bao lau
méi c6 thé bat duoc mot chiée xe trong, tai xé khong biét phai chay 1ong vong bao
1au méi c6 thé tim duoc mot hanh khéch, chi phi giao dich nay 1a rat cao.

Khi Didi xuat hién, nguoi dan khong can phai d6i mua doi ning, chi can &
nha bat diéu hoa, sau d6 mé tng dung Didi, nhap diém dén, nhanh thi vai phut s&
dén trude cira nha ban. Tai xé chi can st dung phﬁn mém Didi danh cho tai xé, c6
thé dé dang tim dugc khach hang, tiét kiém duoc thoi gian va tién xang chay long
vong. Qua trinh nay d giam dang ké chi phi giao dich va nang cao hiéu qua.

Meituan ciing tdi uvu héa cau tric giao dich, nha hang can tim ngudi mudn
an, ngudi mudn dn can tim nha hang, Meituan khong c6 dau bép, ciing khong co
bép, ho ciling khong can phai nau in, nhung ho gitip nha hang tim dugc nguoi an
trong thoi gian nhanh nhat, gitip ngudi an tim duge nha hang trong thoi gian nhanh
nhat. Ban chat ciing 1a giam chi phi giao dich va nang cao hiéu qua giao dich.

Poi voi nhirng nguoi khoi nghiép chiing ta, Iam thé nao dé giam chi phi
mua hang cia khach hang va nang cao hiéu qua giao dich?

Thir nhét, sir dung cong cu hi¢u qud nhdt, vi du nhw video ngin,
livestream. Mbi video ngin déu 1a mot nhan vién, nhung chi phi ctia né thap hon
nhiéu so v&i nhan vién, mdi phong phat song truc tiép déu 1a mot cira hang, nhung
chi phi ciia n6 thap hon nhiéu so véi ctra hang, dong thoi strc chira ciia phong phat
song truc tiép gip N 1an ctra hang, mot cira hang dong thoi chira 100 nguoi da rat
chat chdi, nhung vé Iy thuyét, phong phat song truc tiép c6 thé chira 8 ty nguoi trén
trai dat.

Ly do cdt 13i tai sao Hoc vién Nhan tinh chi chién c6 thé mang dén cho
khach hang gié tri gap 10 lan so véi gia ca, 1a vi chung t6i sir dung cong cu hiéu
qua nhat hién nay, thong qua video ngan tryc tiép dé thu hat khach hang, chdt don
va giao hang, chi phi giam déng ké. Trudc ddy, mot nhan vién tim kiém mot khach
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hang phai mat 100 té chi phi, mot video ngén cia chung toi ¢ thé thu hit duoc
hang trim, hang nghin khach hang, trudc ddy, dé chdt don, phai chi rat nhiéu tién
dé tim dja diém, cling nhu rAt nhiéu nhan luc, ngay nay, ching to1 chi can mot
chiéc dién thoai di dong, mot phong phat song truc tiép 1a c6 thé giai quyét. Trude
day, hoc vién phai dén tan noi dé nghe giang, ngay nay, chi can mo dién thoai di
dong 1a c6 thé hoc, ban hiy suy nghi k¥, cach choi nay di giam dugc bao nhiéu chi
phi? Nang cao dugc bao nhiéu hi¢u qua?

Thir hai, nhwong li ich c6 thé nhin thdy cho ngwoi ding, chi kiém loi ich
khéng thé nhin thay.

Vi dy, Xiaomi, Changhong va Samsung déu c6 ban tivi dung khéng? Nhung
cach choi ctia ho hoan toan khac nhau. Tivi Samsung gid 9.999 NDT, tivi
Changhong gia 5.555 NDT, tivi Xiaomi 4K Ultra HD gia 1.999 NDT. Ban mua tivi
Xiaomi, ho khong kiém tién, ho con tang ban mot thir goi 1a “Xiaomi Box”, ban
mudn xem phim My 19,9 NDT, ban mudn xem phim dién anh M¥ 29,9 NDT, con
trai ban mudn xem phim hoat hinh My 39,9 NDT, vay thi ban phai mua thé thang,
thé quy, tham chi thé nam dang khong? Vi vay, phan cing cta Xiaomi khong kiém
tién, Xiaomi kiém tién tir dich vu va ndi dung, vi vay ban thay ddy, phan cing cia
Xiaomi 14 “I6i vao” ciia ho, giam chi phi, nang cao hiéu qua chét sale.

“Léi vao” cua Xiaomi 1a phan ctng (c6 thé 1a dién thoai di dong, ciing co
thé 1a tivi), sau do nén tang cua ho san xuét ndi dung va dich vu. Néu Xiaomi ban
dién thoai di dong, ban tivi 1a thu nhap “mot lan trong doi”, thi ban dich vu va noi
dung 13 thu nhip “cd doi”, day ciing 12 mot kiéu d6i mdi mo hinh kinh doanh.

No6i mot cach thong tuc, chinh 1a 1ay san pham kiém tién cta nguoi khac,
ban khong kiém tién, dua ra 1y do “khdng thé tir chéi” cho ngudi dung, chia chudi
san pham cua ban thanh “giai doan dau” va “giai doan sau”’, nhudng loi ich co
thé nhin théy dugc & “giai doan dau”, kiém tién thue su 1a & “giai doan sau” ma
nguoi khac khong nhin thay duoc. Dé biét thém cac phuong an toi wu hoa mo hinh
kinh doanh, vui long tham gia khoa hoc offline “Phd vé thé bé tic” cua “Chién

b

tranh thwong mai dia trén ban chdt con nguwoi”.
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S. Tv'tutiug chi.dao quan trong uhit cba dug chd

Trén thé gi6i nay chi co hai kiéu ngudi: Mot kiéu ngudi duoc goi 1 s6i, mot
kiéu nguoi duoc goi 1a ctru. S6i = ké manh, ctru = ké yéu. Ly do ban dén ngay hom
nay van chua c6 két qua. Van dé c6t 16i 1a vi ban da séng nhu mot ké yéu. Ké
manh hay ké yéu, duogc quyét dinh bdi diéu gi? Khong phai do xuat than ciia ban
quyét dinh, khong phai do bang cip cua ban quyét dinh, khong phai do ban c6 tai
nguyén gi, quen biét nhimg ngudi ndo quyét dinh, cang khong phai 1a b me ban
gidu c6, ban 13 con nha giau, nhimg diéu nay khong lién quan gi ca.

K¢ manh 1a nguoi chi lam vi¢c theo quy luat, dua ra lya chon dya trén sy
that khach quan, khong lién quan gi dén dao dtc, 1y 1€, tinh cam, cam giac, cam
xtc. Con ké yéu 1a nguoi lam viée dya trén tinh cam, cam xdc, tAm trang ctia minh,
day chinh 1a nhing tr& ngai 16n nhat ngin can ban di vao quy luat! Ban phai chuan
bi tam 1y cho nodi dung ciia chuong nay, day khong phai la diéu ban thudng xuyén
tiép xuc, boi vi nhitng tu tudng ma hau hét moi nguoi déu co thé dé dang tiép xuc
déu 1a vo dung. B4i vi rat nhiéu nha tu ban can rat nhidu “éc vit” dé van hanh, ho
cin ban khong can nhiéu “ddng co” nhu vay, nhiing gi ti chia sé vai cac ban
chinh 14 bi mat kiém tién “vinh ciru” cta “déng co”!

Bi mat dang sau viéc kiém tién cia ké manh: Lam viéc theo quy luit.
Dé ban hiéu day du, trudce tién to61 phai néi vai ban bon chir: Kién 1§ bat tau.

“Kién 1 bat tau” 1a gi? N6i mot cach thong thuong 13 thwe sw cau thi! (tim
hiéu su that, tim kiém chan 1y)!

Chir “I¢” trong “kién 16 bat tau” 13 gi? La nhimg quan niém ma ban cho 13
dung trong dau. Khong thé dung tu duy ctia chinh minh, béi vi dung tu duy cua
chinh minh 14 sai 1am, tu duy ctia ban déu 1a nhitng thtr dugc ngudi khac gieo vao
tir khi ban sinh ra. Lam viéc theo nhiing gi ban nghi trong dau, vé co ban, 1am gi
cling sai, tat nhién néu dung, d6 12 do may man. Béi vi mdi phuong phap déu 1a
san pham ctia diéu kién tuong ung, diéu kién thay d6i, phuwong phap s& khong con
hi¢u qua. Vay nén dya vao cai gi dé dua ra lya chon va quyét dinh? Dya vao “diéu
ki¢n khdch quan”, diéu kién khach quan 1a gi? Chinh 13 hoan canh hién tai ciia
ban.

Béi vi mdi kinh nghiém thanh cong, méi 1y 1€, thuc ra déu chi ¢ thé phat
huy tac dung trong mot diéu kién khach quan nhat dinh, ma khi diéu kién khach
quan bén ngoai do6 thay doi, cai goi 1a kinh nghiém thanh cong, 1y 1& ctia ban déu la
vO dung.
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Vi du: Vi du nhu mot ngudi dan 6ng xong vao nha vé sinh nir, vi¢c ndy xét
vé mit dao dirc, xét theo kinh nghiém trudc day cua ban, xét theo quan niém gia tri
ctia dai chung, chéc chén 14 sai, 13 qudy réi tinh duc, phai bi bit giam. Nhung néu
c6 ké x4u bét coc con tin trong nha vé sinh nir, lic ndy mot nguoi dan ong xong
vao khdng ché ké xu, xin héi anh ta xong vao c6 ding hay khéng? Khong chi
dung, ma con phai duoc khen thudng. Khéng cé chan Iy tuyét dbi, chi co chan 1y
phu hop véi diéu kién.

Tai sao nhiéu cap d6i khi yéu duong thi man ndng, sau khi két hon thi cai
nhau sudt ngay, cudi ciing ly hon? Bai vi diéu kién khach quan khi yéu dwong 1a
hai ngudi an no ca nha khong déi. Vi vy, nhu cau vé tién bac va loi ich khong
nhiéu, trong diéu kién khach quan nhu vay, moi thtr déu ldy tinh yéu lam trung
tam. Nhung sau khi két hon, diéu kién khach quan twong ddi da thay doi, tro thanh
phai cham soc bd me hai bén, nudi con cai, chi tiéu gia dinh, luc nay, r0 rang tién
bac quan trong hon tinh yéu rat nhiéu. Khi yéu duong, chi can c6 tinh yéu 1a du,
sau khi két hon, phai c6 tién méi duge. Pidu nay dugce quyét dinh bai diéu kién
khach quan. Khi diéu kién khach quan di thay d6i, ban van l4y tinh yéu lam dinh
huéng, khong 13y loi ich 1am dinh hudng, thi hon nhan sé& lung lay. Piéu nay ciing
giai thich tai sao hai nguo1 ban tot, mot khi hop tac lam an, s€ xuét hién mau thuin
tham chi chia tay, khong phai 1a hai ngudi d thay doi, ma 1a diéu kién khach quan
ma ho dang ¢ da thay doi.

Vi du, c6 nguoi nhin thay ngudi khac kiém duge rat nhiéu tién tir viéc dau tu
chtng khoan, ho nhin thy hién tuong bé ngoai nay roi ciing di dau tu, két qua la
thua 18 tham hai. Ho chi nhin thay hién tuong bé ngoai 1a ngudi khac kiém tién tir
viéc dau tu chimg khoan, ma khong nhin thay thoi gian, khong gian, diéu kién
tuong g ctia ngudi khac khi dau tu ching khoan.

C6 mot siéu thi offline trudc dy kinh doanh rat tot, nhung mot hai nim gan
day, mic du khach hang vin dén xem hang, nhung hau hét déu xem xong khong
mua, léy dién thoai di dong ra dat hang truc tuyén, sau do ra khoi siéu thi tay
khong. Nguoi quan 1y siéu thi khong biét cach giai quyét van dé nay, vi vay di tim
dén t61 dé tu van, anh Ay noi: “Ching téi da thir rdt nhiéu cdch dé khdach hang mua
doé trong siéu thi ciia chiing téi. Vi du nhw mua ba tdng mot, xe buyt mién phi dwa
don, tang kem cho tré em, nhung nhirng phuwong phap nay truoc day luon hiéu qua,
gan day lai khéng hiéu qud nita, phdi lam sao? .

T6i noi, d6 1 vi diéu kién da thay ddi. Nhitng phuong phap trudc day hicu
qua, 1a dya trén diéu kién truéc day. Ching ta phai nhin thay diéu kién khach quan
dang thay d6i, chung ta phai thay d6i theo sy thay d6i cua diéu kién. Ban chét cia
siéu thi 1a gi? Siéu thi vé ban chat 1a mé hinh chénh léch gid mua ban hang hoa,
mua budn ban 1é cho ngudi tidu dung. Trude day, siéu thi cung cap thong tin hang
hoa va kénh mua hang cho ngudi tiéu dung, hién tai loi thé nay da khong con ton
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tai, internet ¢6 thé tim ki€ém moi lic moi noi, day du hon si€u thi, mua sam thuan
tién hon.

Siéu thi da chi tra mot khoan chi phi khong 16 dé cung cap thong tin hang
hoa cho nguoi tiéu dung. Vi dy, thué mat béng, tra tién nudc, dién, thué nhan cong,
chi tién nhap hang, nhung lai khong thu phi cta nhitng khach hang xem san pham.
Tai sao? Bdi vi siéu thi tin rang 80% ~ 90% khach hang sau khi xem san pham s&
mua, boi vi mua sdm trong siéu thi ting la lya chon tdt nhat ctia moi nguoi, nguodi
tiéu dung khong c6 kénh mua sim nao tt hon.

Nhung ngay nay da co6 internet, m¢d trng dung trén dién thoai di dong,
Taobao, JD.com, Pinduoduo, Douyin, Kuaishou, ngudi tiéu ding c6 thé tim hiéu
hang hoa mot cach dé dang va toan dién hon, trudc day, dé tim mot san pham co
thé mat nira ngdy, bay giod chi can 1 gidy, tim kiém 1a s& xuat hién rat nhiéu san
pham t6i can, hon nita gi6i thiéu rat day du, toi c6 thé so sanh hang trim nha, mua
duogc san pham toi mudn mot cach nhanh chong va dé dang hon. Trudc day, siéu
thi thudng md gan noi ching ta &, nhung ngay nay, voi su phat trién cua logistics,
viéc mua sdm truc tuyén con thuén tién hon ca dén siéu thi, vi du nhu JD.com, dat
hang vao budi sang, nhan hang vao budi chiéu. Vi dy nhu Meituan Maicai, Pupu
Maicai, déu giao hang trong vong nira tiéng, vay thi t6i con 1y do gi dé lua chon
mua sam trong siéu thi?

Khi tién dé an “80% ~ 90% khdch hang sau khi xem san pham sé mua” bién
mat, phuong phap trudc day ciia ban chic chin s& khong con hiéu qua nira, diéu
dang so hon 1a sau 3 nam dich bénh, moi ngudi da hinh thanh thoi quen ti€éu dung
truc tuyén, hau hét moi nguoi déu khong ra khoi nha, da hoan thanh tat ca cac hoat
dong tiéu dung truc tuyén.

Pé tim ra giai phap cho van dé, phai nghién ciru su thay doi cua diéu kién
dang sau, chi can khoi phuc lai tién d¢, phuwong phép giai quyét van dé s& tré nén
rd rang. Néu ban ciing dang kinh doanh siéu thi, diém d6t pha ma ban can suy nghi
la tang thém mot s6 mat hang kh6 mua truc tuyén, vi du nhu db an chin, giai tri,
giat 1a, khu vui choi tré em, v.v. Hodc t6i wu hdéa md hinh kinh doanh, giéng nhu
Costco, khong kiém tién tir san pham, ma thu phi thanh vién, gitip ngudi ding mua
sam nhiing san pham t6t nhat, ré nhat tir khap noi trén thé gidi, khong kiém tién tir
san pham, ma kiém tién tir phi thanh vién.

Nhiéu nguoi thudng noi rang: “Béu la con nguoi, ho lam dwoc thi t6i ciing
lam dwoe”’, ban co thé ¢ ¥ chi hodc tinh cach nay, nhung d6 chi 1a hién tugng bé
ngoai, bé ngoai ban va ho déu 1a con nguoi, nhung thuc té, diéu kién khach quan
tuong img cua ban va ho 1a khac nhau. Lac nay, ban chi lam theo ¥ tuéng cua
minh, s& chi that bai tham hai.

Cao thu thuc su chinh 13, dang ¢ trong diéu kién khach quan nao, thi dua vao
diéu kién khach quan d6 dé dua ra chiéu thirc, chtr khong phai dwa ra chiéu thirc
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dua trén 1y 1€ ma nguoi khac noi, hoac 1y 1€ ma cac bac thanh hién néi, hodc Iy 1€
ma mdt nguoi thanh cong nao d6 noi. Ly 1€ ctia nhitng nguoi di trude chi ¢o tac
dung trong diéu kién khach quan tuong tmg cua ho. Hon nita, bat ky quyét dinh
nao dugc dua ra ma khong dua trén diéu kién khach quan, déu dé roi vao mau
thuan.

Vi dy, mét dura tré nén trung thuc hay nén noéi d6i? Hau hét cac bac cha me
déu sé& noi rr:fmg, tré con chic chan khong duoc noéi ddi, tré con phai trung thuc,
nghe 10i. Vay t6i mudn hoi, gia sir dira tré gip mot ngudi la, nguoi la ndy noi:
“Chdu o1, bo me chdu cé nha khéng? ” Dbi mat véi tinh hudng nay, xin hoi dira tré
nén trung thue néi: “Bé me chdu khong cé nha.” hay nén no6i ddi nguoi la nay:
“Bé me chdu dang o bén trong nha.” Xin hoi, néi dbi va trung thuc, céi nao la
chan 1y?

Pbi mat voi diéu kién khach quan 14 ngudi xau, dira tré nén noi doi, lic nay,
n6i déi ding lac chinh 1a chan 1y. Pbi mat voi bd me, thay cd, thi nén trung thuc.

Lai vi du, gia sir hom nay ban mudn khai nghiép, chung ta hiy xem diéu
kién khach quan cua vi¢c khéi nghiép hién nay 1a gi. Trudc tién, hién nay, mé cua
hang, chic chan 13 khong kiém duoc tién. Trudc ddy, mé ctra hang c6 thé kiém
duoc tién, 13 vi diéu kién khach quan trudc day la tién thué mat béng ré, luong
nhan vién thap, thi truong khong c6 canh tranh, va khong c6 mua sam truc tuyén.

Piéu kién khach quan ngay nay 14 tién thué mat bang ngay cang cao, chi ph1
nhan vién ngay cang cao, canh tranh ngay cang gay git, va co mua sam tryc tuyén.
Néu trong diéu kién khach quan nhu viy, ban van mang theo tinh than anh hung,
hoai bao ca nhan, kinh nghiém trudc day, dé ¢ chap mé cira hang, thi ban chang
khac nao ké ngc.

Tat nhién, t6i khong néi rang md cira hang 1a sai, ma la ban nhat dinh phai
két hop véi internet, tim kiém mit bang c6 tién thué thap nhat, sau d6 théng qua
internet, ban san pham ra toan quéc. Han ché sir dung hodc khong str dung nhan
vién, st dung nhiéu bai viét, video, nhirng cong cu Al dé gitp ban lam viéc. Bé1 vi
chi phi nhan cong cao, hon nita lai khong thé kiém soat, noi nghi viéc 1a nghi vi¢c.

Thuc ra, muc dich ban mé ctra hang, bé tién thué mat béng chéng phai la dé
mua “luu lwong nguoi qua lai” cia dia diém nay sao? Diéu nay khéac gi so véi
vi¢c ban dang ky mot tai khoan truc tuyén, thu hat nhiing khach hang dé theo doi
ban? Vén dé 13, diéu kién khach quan hién nay 12 moi ngudi déu khong di mua sim
nita, ban con c¢b chap lam gi?

Ban quay 200 video, chinh 1a 200 nhén vién, khong cé chi phi va luong, dé
ho di tim kiém khach hang cho ban, mdi video déu dugc quay véi cam giac va
phong cach khac nhau, kiém tra xem video nao thu hiit ngudi theo doi tét, ty 18
xem t6t. Sau d6, ban tiép tuc quay theo kiéu d6, chan 1y thuc sy 1a: Ban tao ra két
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qua thong qua thuc tién, day chinh 13 chan Iy phu hop nhét véi ban hién tai. Chan
Iy ma nguoi khac day ban, hau hét 1a phuong phap phu hop véi diéu kién khach
quan cta ho, vi vy, chung ta dtng chi hoc 1y thuyét sudng.

“Pao” va “Thudt” két hop méi la cot 16i!

Vi vay, tai sao rat nhiéu nguoi hé gap t6i 1a hoi: “Thuea thdy, thdy cé thé cho
em mdt phwong phdp ndo dé dé em ngay ldp tirc kiém dwoc tién khéng!”. Ban
mudn “bay lén troi” ngay 1ap tirc sao? Nguoi hoi cdu hoi nhu vay chinh 1a khong
“thuwe s cdu thi”, chi theo du6i “thudt”, theo dudi phuong phap, bé qua nén tang
ctia ban than, bo qua diéu kién khach quan. Khi thoi gian, khong gian thay doi, tat
ca céc diéu kién khach quan déu thay d6i, néu ban van “bdm viu” vao kinh nghi¢m
trudc day cua minh, thi chi co thé khién ban thua 15 “thdm hai”. Kinh nghiém tirng
gitip ban thanh cong trong qua khtr, chinh 1a nguyén nhan khién ban that bai vao
ngay mai. Khong c6 chan 1y nao la ding mai mai, kinh nghiém, quan niém, ly 1€
ting thanh cong trong quéa khir déu chi co tac dung trong thoi gian, khong gian cu
thé d6 cua qua khu.

Hay nhé rang, khi 1am bat ctr diéu gi, hdy suy nghi vé hai diéu: Mot 1a diéu
kién chii quan cta t6i, hai 13 diéu kién khach quan cta toi. Ttc 13, mot nganh
nghé co thé thanh cong hay khong, phai pht hop véi mot sd yéu t, gidng nhu mot
bong hoa cé thé ng hay khong, can phai co dat, phan bon, nudc, anh sdng mat troi,
nhiét do, v.v., 1a mot y nghia.

Ban c6 thé kiém dwoc nhiéu tién hay khong, ¢6é hai yéu té quan trong:
o Yéu to thir nhét: Diéu kién chii quan

“Ban c6 hiéu nganh nay hay khéng, da timg lam viéc trong nganh nay
chuwa?” Day 1a diéu ban phai suy nghi. Néu ban lam quan 1y cira hang, kinh doanh
ctra hang ctia ngudi khac rat tot, thi xac suat thanh cong khi ban ty minh mé ctra
hang sé& twong ddi cao. Néu ban chua timg lam, ban ciing chua timg 1am viéc trong
ctra hang d6, chua tirng 1am quan 1y ctra hang, ban chi thich udng tra sita, ban di
mo& maot quan tra sita, xac suat that bai rat cao.

Gidng nhu mét tin tirc gan day co nodi, c6 mot c¢d gai vi thich udng tra sira,
nén da nghi viéc dé mo quan tra sita, két qua 1a dau tu 200.000 té roi thua 13, chang
phai 12 c6 4y dang dua sao? T6i con thich Pham Bing Bang, t6i con mudn cudi
Pich Lé Nhiét Ba. Ban thich khong c6 nghia 1a ban giéi, ban c6 hiéu cau nay
khong? Vi vay, ban phai timg lam viéc trong nganh dé, hon nira 13 lam viéc c6 két
qua, day la diéu kién chu quan ma ban phai c6, ban con phai co6 tién, phai co tien.
Vi du, dé md cira hang nay can dau tu 200.000 té. It nhat ban phai c6 400.000 t&
trong tai, dung 50% toan bo tai san cia ban dé khoi nghiép, luc nay, ban mai
khéng bi anh hudng boi tam 1y. Néu ban chi ¢6 200.000 té trong tai, ban dung
200.000 té dé khai nghiép, ban s& nhu ngdi trén ddng ltra, ngay nao ciing lo ling so
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hai. Cang lo lang so hii cang 1am khong tét, cang khong thé di theo chu nghia lau
dai. Vi vy, ban phai xem tién trong tii ctia ban c6 dii hay khong, viéc nay ban
cling can phai suy nghi.

Vi vay, diéu kién chii quan bao gdm niing lwc, kinh nghiém va vén ciia
ban. Kinh nghiém 13 t6i da tirng 1am quan 1y ctra hang, hon nita con lam tét. Vén
1a t61 dau tu 50%, toi con 50% sb tién, luc ndy tim 1y cua t6i s& thoai méi hon. Tién
khong du thi kiém thém tién, van khong du thi tim hai ngudi hop tac cung lam, néu
ban tu minh lam, ty 1¢ thét bai 1a cuc ky cao, c6 nguoi hop tac s€ giam thiéu rui ro
dau tu, hon nita c6 ngudi hop tac c6 thé téi wu hoa dé cira hang hoat dong tét hon,
bdi vi ¢ sy bo sung cho nhau.

o Yéu to thir hai: Piéu kién khdch quan

Ban c6 khach hang cii tin tudng ban san sang dén tng ho hay khong. Néu
ban vira c6 nhan tai, vira ¢6 khach hang, vira c6 von, vira ¢6 kinh nghiém, vira co
nang luc, do goi la “thién thoi, dia loi, nhan hoa” déu co6 du, mé cira hang 1a budc
cudi cuing. R4t nhiéu ngudi déu mo ctra hang trude, sau d6 méi di tim kiém khach
hang! M¢ ctra hang trude roi méi tuyén dung nhan vién. Thir tw nay déu sai, nhat
dinh phai la vOn cta t6i, kinh nghiém cua t61, nang luc cua to1, nhan tai cua toi,
khach hang cua t6i déu da sin sang, cudi cling toi chi can dau tu mot chut tién, mo
ctra hang la xong, tu nhién né s€ 1a mot ctra hang lau nam, ty nhién s€ thanh cong.
Vi vay, chiing ta néi 1a “chién thang truwde réi méi chién dau”’, chi khong phai
“chién ddu trudc réi moi chién thang”.

“Chién thang trudc réi méi chién dau” 1a gi? Chinh 1a toi chuan bi day du
tat ca cac diéu kién khach quan can thiét dé gianh chién thang trong trn chién nay,
khéng quan danh nhu thé nao, hai quan danh nhu thé nao, luc quan danh nhu thé
nao, tat ca déu san sang, sau d6 chién dau tu nhién sé& thanh cong. Chir khong phai
1a sau khi chién dau roi méi suy nghi, suy nghi cai gi? C6 thoi gian cho ban suy
nghi sao? Ngay lap tirc s& that bai! Vi vdy, ban m& bat ky ctra hang nao, hay lam
theo nhimng yéu t6 ma t6i di noi, néu khong chuan bi day da nhimg yéu t6 nay, ty
1¢ that bai khi khoi nghiép 14 trén 90%. Con ngudi ¢6 thé sinh con, ciing 13 vi hai
yéu t6 nam va nit két hop véi nhau, ty nhién s& thanh cong! Liéu no c6 lién quan
dén nd luc c4 nhan cta ban khong? N& lyc chi 1a mot trong nhimg yéu td, thoi gian
chi 1a mot trong nhing yéu to. Chi ¢6 nd luc, chi c6 thoi gian 1a khong du, phai
dua vao su két hop cia cac diéu kién!

Néu t6i mubn nau mot ndi canh ga ngon, vay toi can nhitng yéu té diéu kién
khach quan nao? Dau, mubi, noi, lira, ga, nudc, v.v. Chi can diéu kién khach quan
dz‘iy du, ty nhién s& ndu duge canh ga. Chi can diéu kién khach quan déy du, ban tu
nhién sé& kiém duogc 1 triéu, 10 triéu t& mot nam. Diéu kién khong day du, ban co
lam viéc dén chét ciing vo ich. T6i tin rang nhu vay ban d hiéu thé nao 13 quy lut,
chinh 14 sy két hop ciia cac diéu kién, diéu kién day di, moi viéc tu nhién s& thanh
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cong. Co ngudi ndi: “Thura thdy, thay “ngau” nhw vdy, tai sao thay khong tro
thanh Jack Ma? . Toi thuc sy khong biét ngudi ndi cau nay coé “mang theo nio”
hay khong? Sao ban khong hoi to1 tai sao t61 khong tr¢ thanh Luu Bang?

Péi mit v6i nhitng ngudi dat cau hoi ndy, t6i chi ¢6 thé noi: “ Thi chii,
khéng tién.” Su that 1a: Khong phai doanh nghiép nao ciing phai tré thanh cong ty
nhu Alibaba va Tencent. Nhimg cong ty nhu ho, néu hom nay ho ty minh lam lai
mot 14n nita, ciing khong thé 1am 16n nhu vay, yéu té diéu kién khach quan chiém
phan 16n 1y do. D6 khong phai 13 viéc co thé lam dugc bang y chi chii quan cia
con ngudi. Jack Ma 13 san pham cta thoi dai 46, 13 “anh hing do thoi thé tao ra”.

Moi dau kho, déu la vi ban khong hiéu nhéin tinh!
Moi nghéo déi, déu 1a vi ban khong hiéu thwong chién!

Hiéu dwoc quy luit ding sau long nguwdi va chién tranh thwong mai, tic
1a hiéu dugc thién co!

Vi vay, khi 1am bat ctr diéu gi, chi can tudn theo quy luat, nim viing logic co
ban, tim ra ban chét déng sau, ban s& c6 thé nhin thiu moi viée, truc tiép danh vao
trong tim. Day 1a diéu ma dai da sé moi nguoi ca doi déu khong hiéu, vi vay da
séng mdt cude doi mo hd, chi cé lam viée theo quy luat, két qua méi la diéu tat
yéu.

Pai da s6 moi nguoi déu nd lyc hét minh dya trén mong muén chi quan, ma
b6 qua diéu kién khach quan, bo qua quy luat, bé qua ban chat cdt 151, b qua logic
co ban, chi dya vao “t6i mudn”, “t6i cam thdy”, “téi hy vong”, “téi nghi”... dé
lam viéc, hoan toan séng trong cam nhan c4 nhan, ma khong sdng trong su khach
quan, vi vay, mdi lan ho dua ra quyét dinh, cudi cung déu that bai. Vi vay, ban da
biét, trong dau ban chira dung nhiing gi? Truc tiép quyét dinh thanh bai cua cudc
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6. Céch 6ug chd dua ra quyét diuh chiéw luye dong.dan

Lam thé niao dé doanh nghiép dwa ra moi quyét dinh ding déin thong
qua phép bién chirng (Iy luan)? Noi tring ra, bat ky qudc gia nao, bat ky to chuc
ndo, bat ky doanh nghiép nao, khi dua ra quyét dinh, chi cAn nam chi, khong vuot
qua chir thtr sau, do chinh 1a “ddn chu va déc tai”. Vay doanh nghiép nén dan chu
hay doc tai khi dua ra quyét dinh, tiép theo, chiing ta hiy phan tich k¥ ludng.
Doanh nghiép dua ra quyét dinh, dugc chia thanh ba truong hop sau, ddi véi ba
truong hop khac nhau nay, chung ta cling c6 nhitng phuong phap dua ra quyét dinh
khac nhau.

Thir nhit: Bé cuc thweng ting, chiing ta goi 1a phwong hwéng (chién
lwgc)

Thir hai: Chién phap trung tang, chiing ta goi 1a chién lwogc (cach
“danh”)

Thir ba: Chién thuit ha ting, chiing ta goi la thwc thi (vAn hanh)

Trudc tién, chung ta phai hiéu rd, phwong huéng va chién lwgc ciia doanh
nghiép, chi co theé do cac co6 dong ctia doanh nghiép, tirc 1a tang cot 16i tham
gia, c6 theé thém co van chién lwgce, bat ky ai khac déu khong dwgc tham gia.

Boi vi cap cot 161, ho khong lam nhiing cong viée cu thé hang ngay, ho du
ngoan khép noi trén thé gidi, hoic di khip cac doanh nghiép khac nhau, hodc
thuong xuyén dén Hoc vién Nhan tinh chi chién dé hoc tap, ho o trén “dam may”
trong thoi gian dai, ding & vi tri cao, tu nhién nhin xa trong rong. “Ban ngéi trén
mdy bay trong thoi gian dai, tw nhién ban cé thé nhin thdy toan canh.” Con nhimg
nguoi bén dudi, & trén mat dét, tam nhin cua ho bi che khuét bai nhirng tda nha cao
tang, hoa c6 cdy cdi. Vi vy, néu kéo nhitng ngudi bén dudi 1én, tham gia vao cudc
hop vé phuong huéng va chién luge cia doanh nghiép, sau d6 bo phiéu dan chu,
chac chan s& dan dén sai lam.

Trudce tién, chung ta hiy xem, cap cot 16i quyét dinh phwong hwéng, chién
lwgc c6 nén doc tai khong? Néu mot doanh nghiép thuc hién theo cach doc tai,
tic 1 chi mot minh chii doanh nghiép dua ra quyét dinh, doanh nghiép d6 chic
chan s& that bai, bai vi kinh doanh khong phai 1a mot hai ngay, mot hai nim, ma 13
mudi ndm hodc vai chyc ndm. Trong mot khoang thoi gian dai nhu vay, can phai
dua ra nhiéu chién lugc, ch khong phai chi mot lan quyét dinh chién luoc, ma
quyét dinh nay, mot lan ciing khong dugc sai.

Vi dy, mot doanh nghiép da hoat dong 20 ndm, ho da dua ra 10 chién luoc,
dung 9 1an, sai 1 14an, cudi cing két qua s& nhu thé nao? Céu tra 161 1a doanh nghiép
pha san. Nokia d3 dua ra nhiéu chién lugce ding dén, 1an cudi cung chién lugc sai
1am, toan quan bj tiéu diét. Gidng nhu mot ngudi, ca doi 1am ngudi tot, pham toi
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giét ngudi mot 1an, thi ngudi nay phai bi xir ban. Cho du nguoi nay di 1am bao
nhiéu vi€c tot, cling khong thé dung 1.000 vi¢c tot ma ban da lam dé bu dap cho 61
giét nguoi, dang chét van phai chét.

Doanh nghiép ciing vy, ban dua ra 9 chién lugc ding dan, 1 chién luoc sai
1am, s tién kiém duge tir 9 chién luoc ding din, cudi cung s€ bi chién luoc sai
1Am nay, thua 13 sach s&. Chung ta biét rang tir xwa dén nay, cho du 14 vi hoang dé
sang sudt va tai gioi dén déu, cling khong thé nao dwa ra lya chon dang din moi
lac, ludn c6 mot hodc vai lan sai 1am, thuong 1a mot lan sai 1am nay, cudi cung dan
dén sy diét vong cia tridu dai. Vi vy, doanh nghiép tuyét d6i khong thé “déc tai”,
chi cAn “ddc tai” 1a chic chin s& “chét”

Vay thi doanh nghiép khi dwa ra quyét dinh, co phai nén “ddn chu”
khéng? Thuc hién nhu cac nudc phuong Tay, dé moi ngudi cing bod phiéu quyét
dinh? dugc khong? “Ddn chii tuyét doi” ciing 1a “chét chdc”, vi vy “ddn chii
tuyét doi” clia nude ngoai cling 1a sai 1am tuyét d6i. Noi diéu ndy c6 thé sé khién
mot vai ngudi cam thay kho chiu, nhung Hoa Ky 13 vi thinh vwong méi chon dan
chu, khong phai dan chi nén maéi thinh vugng, vai tram nam nira, viéc ho suy tan
1a quy luat tu nhién, va voi tiém luc cua Trung Quéc, viéc trd thanh “so mét” thé
gidi 1a su that “chdc chdan”, béi vi “ddn chi” tuyét d6i 1a “con dwong chét”.

Chuing ta déu biét, hau hét moi nguoi déu a dua theo sé dong, chung ta théy
ngu01 khac gio tay, chung ta cling gio tay. Néu than tuong cua toi gio tay, téi chéc
chan sé& glo tay. Néu ngu’0’1 ma t6i yéu thich nhét gio tay, t6i 1am sao c¢6 thé khong
gio tay? Néu mot tricdu dai, mot doanh nghié¢p, tat ca cac chién luogc va phuong
hudng, déu dé moi ngudi gio tay bo phiéu, dan cha quyét dinh, ciing 14 con dudng
chét. Hiy ghi nhé mot cu, chéan 1y thuwong nam trong tay ciia so it, chir khong
phai trong tay ciia sé dong, cang khong phai trong tay ciia mdt nguoi. Chén 1y
thuong nam trong tay ctia mot so it nguoi co trinh do 1y luan va kinh nghiém thuc
tién chung (cau nay 1a cdt 151 trong cbt 16i).

Ma médt doanh nghiép tai sao lai “chét”? C6é 3 nguyén nhan

1. Tht nhét, doanh nghiép khi dua ra quyét dinh thuong st dung ¥
kién cta sd déng, sO déng “gio tay” b6 phiéu dé quyét dinh, doanh
nghiép chic chan s& “chét”

2. Thtr hai, doanh nghiép chi cé mot ngudi ty minh quyét dinh, khi
gip phai lya chon quan trong, dua vao “cdm tinh”, khong tim thay
quy luat, su that, chan 1y cta su vat. Bat dau “ddnh bac”, di bén
trai hay di bén phai? Cudi ciing dan dit doanh nghiép va doi ngli
dén “diém vuwong dién”, moi nguoi cing ch 5t

3. Thu ba, c6 doanh nghiép, qua thyc 1a do sd it ngu’(‘ri quyét dinh, tai
sao cling “chét”? Boi vi miy vi “dai ca” 1anh dao doanh nghiép
nay, kién thirc, nén tang 1y thuyét, nhan thure, kinh nghiém cta ho
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déu khong cung “dé cao”. May “dai ca” lanh dao ndy, mot ngudi
1a khi, mdt nguoi 1a ho, mot nguoi 1a lon, mét nguoi 1a chudt, mot
nguoi la meo, nhirng ngudi nay ¢ bén nhau, s€ khong bao gio co
thé dua ra phuong hudng va chién luoc ding dan, chi co thé “cdi
nhau” mdi ngay do nhan thirc ciia moi ngudi khac nhau.

Viy chiing ta nén lam thé nao? Lam thé nao dé xic dinh phwong huéng,
xac dinh chién lwgc?

Chién lugc nén do “cdp cot 16i” ctia doanh nghiép hop ban dé quyét dinh,
nhitng ngudi ndy can c6 kién thie Iy thuyét sau rong va di cing nhau trai qua
nhimng thang trim cta doanh nghiép. Chién lugc, phwong huéng nay mudn thanh
cong, phai c6 hai diéu kién:

1. Nén tang Iy thuyét vé quy lut phat trién ciia sy vat phai vitng chic.

Kién thirc 1y thuyét nay dugc quyét dinh boi 3 “khdi”: Triét hoc + Nhan
tinh + Thuong mai.

2. Phai hiéu rd tinh hinh thwe té hién tai ciia doanh nghiép. “Két néi”

sdu “fw twong 1y thuyét” cia mot sé nguoi véi tinh hinh thyc té cia
doanh nghiép, c6 thé dua ra chién luoc ding dén.

“Cdp cot 16i” ciia doanh nghiép khi dwa ra chién lwogc c¢6 3 yéu td quan
trong:

Thir nhat: Tét nhit 1a do “sé Ié” tao thanh, vi du nhu 3, 5, 7 nguoi.
Néu cubi cung ¥ kién ctia moi ngudi van khong thé thdng nhat, thi c6 thé
“gio tay” bo phiéu, dung 1y thuyét “thiéu sé phuc tung da s6” & “chét”
cudi cung. Vi vay, can phai do “s6 16" tao thanh, néu 1a “sé chan” 2:2, thi
hay tiép tuc trao doi, cho dén khi “thiéu s6 phuc ting da s6” .

Thir hai: To chirc nay phai c6 nén tiang ly thuyét chung, phai cing
hoc tap, cung trai nghi¢m van héa cua doanh nghiép.

Thir ba: Phai l1a nhitng nguwoi di cing trai qua thing loi va that
bai ciia doanh nghi€p, moi nguoi cung “bién chuirng duy vdt” maéi cé thé
dua ra phuong hudng va chién luge ding dan.

Con c6 mdt diém trong tAm nira, d6 1a nhém “xdy dung chién lwgc” nay
con phai chon ra mot nguwoi trong so6 do dé “chot” cuoi cung, quyeén luc cia

may ngwoi khong thé hoan toan ngang biang.
Béi vi chiing ta sé gip phai mot so trwong hop sau:
1. Gia st co mot tinh huéng, moi nguoi dang thao luan chién luoc cua

doanh nghiép, c6 hai con duong A va B trudc mat. Ba nguoi dong long
quyét dinh di theo con duong A, vay thi dinh huéng A.
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2. Néu c6 hai ngudi quyét dinh di theo con duong A, mot ngudi quyét dinh
di theo con duong B, nhung nguoi nay khong chéc chan liéu B c6 dung
100% hay khong, thi thiéu sd phuc tung da so, di theo con duong A.

3. Neu ba ngudi déu khong chac chan liéu nén di theo con duong A hay B,
d3 t6 chtrc nhiéu cudc hop nhung da dén ltc phai dua ra quyet dinh,
khong thé 1& co hoi. Lic ndy, nguoi co quyén quyét dinh cudi cing s&
chon di theo con duong A hay B.

4. Co6 moét tinh hudng khéc, ba nguoi dang thao luan vé hai con duong A va
B. Nguoi thir nhat quyét dinh di theo con duong A, va anh ta d3 nhin
thay ban chit va quy luat cta sy viéc, hai ngudi con lai quyét dinh di theo
con duong B, nhung ngudi thir nhat c6 thé chic chin rang hai nguoi kia
Sal.

Luc nay, cudc hop khong thé ding lai, gio tay biéu quyét ciing khong duoc,
cudc hop phai kéo dai. Ngudi thir nhat phai tiép tuc phan tich chan 1y cho hai
ngudi con lai, phai lam cho ho nhin thay goc nhin chan 1y, cudi cing quyét dinh
phai di theo con duong A, chién luoc méi c6 thé thanh cong. Khong thé dé xay ra
tinh hudng, mot ngudi phat hién ra chan Iy nhung hai nguoi con lai chwa nhén ra,
ngudi ndy ngai ngung, so 1am ton thuong tinh cam, cudi cung thoa hiép. Chung ta
goi nguoi nhu vay 1a “nguoi thoa hiép.”

Hay nhd rang, trong nhiing t6 chtic cbt 161 nay, nhat dinh phai loai bo mot
cht nghia, chiing ta médi ¢6 thé tim ra quy luat ban chat cta sy vat, phat hién ra
chan 1y, chu nghia ndy dugc goi 1a chit nghia théa hiép. Cap cdt 161 hop, moi
ngudi trong qua trinh tim kiém chan 1y, qua trinh thao luan, nhat dinh phai gay git,
nhat dinh phai kho chiu, chi c¢6 thao luan gay gat, chi c6 quan diém lién tuc bi phu
dinh, chung ta m&i c6 thé tién gan dén chan 1y.

Trong rat nhiéu cap cbt 16, déu c6 mot kiéu ngudi, ho 13 nhitng ngudi theo
chu nghia théa hiép, rat d& “théa hiép”, cudi cung vi s¢ lam ton thuong tinh cam,
khong dam cai nhau, khong dam phén biét chan 1y. Rat nhiéu cap c6t 16i khi hop,
déu xuét hién tinh trang nay, chiing ta thuong c6 mot tat xau, d6 1a khong thé vuot
qua cira ai tinh cam! Ching ta so ngudi khac khong thoai mai, sau d6 bat dau thoa
hiép, chii nghia thoa hiép, nhiig nguoi nhu vay thuong néi rang: “Oi! Téi cam
thdy viéc nay, lam nhw thé nay ciing dwoc, lam nhir thé kia ciing dwoc, lam thé nao
khéng quan trong, quan trong nhdt la anh em chiing ta khéng mat hoa khi”. Bat cu
ai noi nhing 10i ndy, déu 1a nhitng ngudi theo chu nghia thoa hiép, chu nghia thoa
hi¢p nay nhét dinh phai loai bo, mo1 co thé dua ra phuong huéng va chién lugc
dung dan cho doanh nghiép.

Lam thé nao dé quyét dinh chién phap trung ting ciia doanh nghiép?

Phuong hudng va chién luge ctua doanh nghiép do “cdp cot 16i” quyét dinh,
vay thi “chien phdp” cua doanh nghiép, tic 1a cach “ddanh” cu thé, néu cling déu
do “cdp cot 16i” quyét dinh, vay la hong roi.
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Vi du, Han Vi Bé mudn quyét dinh ddnh Hung N0, tiép theo, danh cy thé
nhu thé nao? May nam danh xong? Nén danh tir dau? Bo tri binh lyc nhu thé nao?
Nhiing viéc lién quan dén “chién phdp ” nay, néu chi do Han Vii Bé va “cdp cot
loi” quyét dinh, thi chic chin s& dan dén that bai, bai vi viée nay da khong con la
viéc “trén troi” nita, viée nay dd ha xudng “tang mdy” roi. Nhitng viéc nay can
phai co rat nhiéu tudng linh gidi “ddnh trdn” tham gia méi co thé dua ra quyét
dinh dGng dan. “Tdr xdu” 16n nhat cta rat nhiéu doanh nghiép chinh 14 tt ca cac
cach “ddnh” cia doanh nghiép déu do may “con chim” “hang dau” kia quyét
dinh, ban n6i xem chang phai 1a “vé Iyy” sao?

Luc nay, chiing ta phai mé cudc hop thtr hai, goi 1a “cudc hop mé rong cip
cot [oi”. Lac nay, Han Vi Bé phai moi Ly Quang, V¢ Thanh, nhiing tuéng linh
“danh trgn” gidi lén dé mo “cuoc hop mo rong”. Hay nhé rang, viéc li€én quan
dén phuong hudng, cap cot 161 cé thé “chot”, viéc lién quan dén chién phép, cach
“danh”, cap cot 161 khong thé “chot”, nhat dinh phai mé& “cugc hop mo rong”. Vi
vay, trong nudc moi cod “cudc hop Bo Chinh tri”, con cd “cudc hop mo rong Bo
Chinh tri”, cai goi la “cuoc hop mo rong” chinh la may nguoi chung t61 khong thé
quyét dinh dugc nita, can phai c6 nhi€u nguoi am hi€éu hon tham gia mai duoc.

Co6 mot s6 diém quan trong khi té chirc cudc hop mé rong:

« Thir nhat: Khong phai bat ky ting trung nao, giam doc, quan ly khu
vuc déu phai tham gia, dieu nay la tuyét doi khong dwge. Boi vi trong 20
quan ly, c6 nguoi gioi, c6 nguoi kém, co6 nguoi cung chung chi hudng, cé
nguoi khong. Néu 20 quan 1y, ho dau dé lan nhau, hon nira 13p truong khong
thong nhat, thi cudc hop mé rong nay s& that bai. S€ xay ra “ddu tranh phe
phdai” trong doanh nghiép, s€ c6 nguoi phan tich van dé vi loi ich ca nhan
cuia minh, ma khong phan tich van dé dya trén goc do phat trién ctuia cong ty.
Vi vay, lac nay, chiing ta phai chon ra nhitng nhén sw dw bi cap cét 16i,

nhan su du bi cap cot 161 1a gi? Tuc 1a nhiing nguo1 nay trong tuong lai c6 co hdi
budc vao cap cot 161, nhung hién tai van la du bi, chua bude vao cap cot 161. Khi
cong ty khong thé dua ra quyét dinh, can phai t6 chirc cudc hop mé rong, s€ moi
nhiing nguot du bi da dugc lua chon 1én tham gia cudc hop mé rong.

o Thit hai: Nhitng nguoi nhuw thé nao méi ¢ thé tré thanh nguwoi du bi?
C6 mot so diéu kién sau:

1. C6 thanh tich, c6 thé “danh trgn”.

2. C6 van hoa, da trung thanh.

3. Co Iy luan, c6 thé “bién chimg”.

Luwa chon theo cac huwdng sau:

1. C6 thanh tich, c6 van héa, c6 nén tang Iy ludn 1a vu tién hang dau.
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2. C6 thanh tich, ¢6 van hoa, khong co nén tang 1y luén, co thé lua chon, boi vi
c6 kinh nghi¢m “chien dau” thyc té.

3. C6 thanh tich, khong c6 van hoa, khong thé lya chon, bai vi 1ap trudong khac
nhau.

4. Co van hoa, khong cé thanh tich, khong thé Iya chon, bai vi khong ¢ kinh
nghiém thuc chién.

5. Co nén tang 1y luan, c6 van hoa, khong c6 thanh tich, c6 thé lwa chon, boi vi
c6 1y luan hudng dan.

6. Co nén tang 1y luan, khong c6 vin hoa, khong thé lua chon, béi vi 1ap truong
khéac nhau.

Ban chi can lua chon theo 6 nguyén tc trén, cudc hop mé rong cua ban s€
c6 thé vuot qua d6i thu canh tranh, cudc hop mé rong cap cot 16i nhu vay, vira co
van hoa, vira c6 1y thuyét, vira c6 thuc tién, chiing ta c6 thé “bién chitng” ra “chdn
Iy”. Hay nhé rang, cudc hop md rong nay 1a lién quan dén “chién phdp”, ciing 1a
“van dé sinh tit”, vi vay ciing khong thé quyét dinh bang cach “gio tay” b6 phiéu
cudi ciing. C6 thé bo phiéu dé xem xét ¥ kién ctia moi nguoi, nhung quyét dinh
cudi cung, phai do “cdp cot 16i” hop ban dé “chot”.

Lam thé nao dé quyét dinh chién thuit é tang ha tang?

Lién quan dén “chién thuat”, trong khia canh thyc thi, can c6 tinh dan chu,
can co sy tham gia cua nhiing nhan vién c6 thanh tich cao nhat va van hoa tot nhat
deé dua ra y kién. C6 hai cach thuc hién:

1. Biéu quyét bang cach gio tay, co thé quyét dinh ngay lap tic.
2. Do cac chién si tién tuyén tu quyét dinh.

Cé hai ly do:

1. Trong viéc thuc thi chién thuat, nhan vién luén co6 tiéng néi, c6 kién
giai, co6 nang lyc hon 6ng chu.

2. Ngay ca khi chién thuét sai, cling khong sao, co thé stra chita bat cr
ltic ndo, bat dau lai tir dau. Vi vay, chung ta phai quy dinh 16 rang,
nhing van dé nao thudc cép dd chién thuat, c6 thé bo phiéu, 6 thé do
nhitng “chién si” tu minh quyét dinh, vi du nhu 10i chao hang, quy
trinh dich vy, khen thuong va diéu chuyén cong tac, v.v...

Hiy nhé6 ba diém cot 16i sau:

1. B6 cuc doanh nghiép: “Cdp cot 16i” quyét dinh.
2. “Chién phdp” doanh nghiép: “Cdp cét 16i” + “Nhdn su dw bi” quyét dinh.
3. “Chién thudt” doanh nghiép: “Cdp co s “gio tay” b6 phiéu dé quyét
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CHUONG 4: KINH NGHIEM KHOI NGHIEP HOP TAC

1. Lam thé uio dé tim kiéwm adi tic?

Tu xua dén nay, bat ky ai thanh cong trong su nghiép, ho déu cé mot ddi ngli
do6i tac hung hau. Luu Bang c¢6 Han Tin, Tiéu Ha, Truong Luong. Luu Bi c6 Ngii
HO6 Tudng. Jack Ma c6 18 vi La Han. L61 Quan trude khi khéi nghi€p, da mat ntra
nam dé tim duoc ddi ngii cot 161 cia Xiaomi, cudi cung da tao nén su huy hoang
cua Xiaomi ngay nay.

Trudc khi noé1 vé cach tim kiém do1 tac, t61 mudn lam ro khai niém vé doi
tac, to1 ddm nodi rang, trén thi truong c6 hon 80% 6ng chu, can ban khong thuc su
biét doi tac la gi?

Co rat nhiéu hoc vién khi tu van vé van dé doi tac, chung to1 phat hién ra
rang, doi tac ma ho ndi, can ban khong phai 1a déi tac, ban hay nhé 3 cau than chu
sau, s€ biét doi tac la gi.

o Nguoi bo cong strc nhung khong bo tién, goi 1a nhan vién.
o Nguoi bo tién nhung khong bé cong stic, goi 1a nha dau tu.
o Nguoi vira bé tién vira bo cong sure, goi 1a doi tac.

Moi nguoi hay nhé rang, chi ¢6 ngwoi vira bé tién vira bé cong sirc méi
dwogc goi la doi tac, con nhitng ngudi khac, hodc 1a nhan vién, hoac 1a nha dau tu,
hoac chi 1a ngudi cung cap nguodn lyc.

Neéu ban con khong biét ai 1a doi tac, chang khac nao, ban con khong biét ai
la vo cia minh, ban Iam 6ng chu, chang phai 1a tro cudi cho thién ha sao?

Tiép theo, toi s& chia sé 3 bi quyét tim kiém ddi tac:
1. B4 sung ning luc

Vi dy, mdt ngay no, to61 nhin théy mot cay tdo, trén cay co rat nhiéu qua tao
d6 mong, nhung t6i chi cao 1,5 mét, t6i khong thé hai duoc nhing qua tdo nay.
Néu bay gio toi khéng tim mot ddi tac dé cung t6i hai nhing qua tdo nay, toi qua
thap, lai khong hai duoc nhitng qua tdo nay, vay thi t61 s€ khong dugc an qua nao.
Néu t6i tim mot d6i tac, anh ta ciing chi cao 1,5 mét, xin hoi chung to1 co the hai
dugc nhitng qua tio nay khong? Vay thi t6i tim dbi tc ndy dé 1am gi? T6i can tim
mot ngudi ¢o chiéu cao di dé hai duoc nhiing qua tdo nay lam d6i tac, chung toi
méi ¢6 thé cung nhau chia sé nhiéu téo hon. Nang luc cta to1 1a phat hién ra tao,
nang luc cta anh ta 1a hai duogc tdo, day dugc goi la bo sung nang luc!
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Néu ban giodi 1am san pham, ban can tim nguoi giéi lam marketing va dan
dat d6i ngil dé hop tac. Néu ban gioi 1am marketing, ban can tim ngudi gioi lam
san pham va dan dit doi ngii dé hop tac. Néu ban gioi dan dit doi ngii, ban can tim
nguoi gioi lam marketing va san pham dé hop tac.

2. Nén tang twong dong

Néu mot nguoi chua ting di hoc két hon vai mot nguoi co béng thac si, két
qua s& nhu thé nao? Toi doan 1a rit c6 thé s& khong c6 két cuc tot dep. Mot ngudi
nghéo rét méng toi két hon véi mot ty pht, két cuc cua ho vé co ban 1a rat bi tham.
Néu mot tén cudp hop tac voi mot tién si, toi doan ho s& cii nhau sudt ngay.

Moi ngudi phai hiéu rang, tim kiém d6i tac khdi nghiép cling giong nhu tim
kiém vo, ban chi ¢6 10.000 t&, ban khong thé nao tim mot triéu phu dé két hén, ban
chua timg di hoc mot ngay nao, ban khong thé nao tim mot nguoi co bang thac si
dé két hon. Cudc hon nhan nhu vay, s€ vi chénh Iéch nén tang qué 16n, chénh I¢ch
quan niém gia tri qua 1én, ma ngay nao ciling xay ra nhirng cudc tranh cai lién
mién. Néu mot cdu 4m con nha giau khai nghiép cung véi mot cau bé nghéo, ho
song chung véi nhau, do chénh l1éch nén tang qua 10n, sé ¢ rat nhiéu chuyén dé cai
nhau.

Cau bé ngheo trong qué trinh khoi nghiép gian kho, c¢6 thé an d6 an nhanh,
mi gbi hang ngay, nhung cdu 4m con nha giau khong thiéu tién, ngiy nio ciing
phai an it nhat 4 mén man 1 moén canh, cu ta s& nghi rang: “Chi la khdi nghiép
théi ma, tai sao phdi tw lam kho minh nhw vdy? ” Cau bé nghéo khi di cong tac, chi
& khach san hon 100 té, cAu &m con nha giau khong ¢ khach san 5 sao thi khong
chiu, hai nguoi chic chin s& cii nhau.

Vi vay, t6i mudn nhac nhé moi ngudi, khi tim kiém ddi tac khoi nghiép, nén
tang co thé chénh 1éch mot chut, nhung tuyét doi khong duoc chénh 1éch qua 16n,
néu chénh léch qua 16n, chang khac nao Vuong Nhi Cau hang x6m cua toi cudi
Pham Bing Bing, ban néi xem, cudc sdng nay s& nhu thé nao? Hay nhin vao cap
cdt 161 cia Hoc vién Nhén tinh chi chién ching t6i, nén tang ctia chung toi qua
gidng nhau, moi ngudi déu tot nghiép dai hoc, vi vy quan niém gia tri va sé thich
ctia chiing toi cling gan giong nhau. Ban hiy xem, nguoi da trang két hon voi
nguoi da tring, ngudi da vang két hon véi nguoi da vang, néu nguoi da tring két
hén voi nguoi da den, cude hon nhan nay khong cé nhiéu y nghia, c6 thé c6 ngudi
s& 1o, cling c¢6 ngudi két hon nhu vay ma, xin dimg 1y truong hop cé biét 1am vi
du dién hinh.

Bao gom ca viéc nguoi Trung Quoc va nguoit My cung nhau mé cong ty,
ngudi My va ngudi An B§ cung nhau mé cong ty, do kho cta su hgp tac nay 1a rat
16m. Con c6 mot ti€u chuan dé xem xét khi tim ki€m doi tac, ban hay tra 161 cau héi

sau day cua t61, néu ban trd 161 1a “co ”, thi ty 1€ thanh cong cua céac ban s€ cao, néu
ban tra 101 1a “khong”, thi viéc hop tac cua cac ban cling s€ rat kh6 khan. Néu bé
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qua cong ty nay, bé qua sy nghi€p nay, ban c6 muon tré thanh ban bé véi doi
tac cuia ban trong cugc song hay khong? Néu cd, thi moi quan h¢ ctia cac ban s&
rat tot, néu khong, thi moi quan hé cta cac ban chac chan s¢€ rat kho khan.

3. Khong con duwong lui

Trén thé gid1 nay c6 3 loai doi ngli manh nhat:
« Loai thir nhat: Quan ddi thoi cb dai.
o Loai thtr hai: 108 anh hung Luong Son Bac.
o Loai thtr ba: Bang dang xa hoi den.

Tai sao 3 loai doi ngii ndy lai c6 long trung thanh cao nhat, doan két nhat?
Boi vi 3 doi ngii nay, ho déu c6 mot diém chung, d6 1a khong con duodng lui. Ban
tham gia quan do6i thoi c6 dai, ban dam bo chay 13 bi chém mot nhat, truc tlep
xuong gap Diém Vu’ong M®i nguoi anh hing Luong Son déu da timg giét nguoi
roi méi 18n ndi, va déu c6 an treo, nén ho trung thanh véi Luong Son béi vi quay
vé 14 bj chém dau. Ban la nguoi cua xa hoi den, ban dam phan bdi sao? Néu ban
phan boi, dai ca s¢& cit tai cua ban, chat tay chan cua ban. B61 vi ban biét qua nhiéu
bi mat cua dai ca, dai ca s€ khong bao gio cho phép dan em cua minh phan boi.

Vi Vay, khi tim kiém ddi tac, chung ta tuyét d6i khong duoc tim nhng
ngu’m c6 thé kiém tién tir moi noi, néu mot nguoi cé thu nhap rat tot, vé nguyén
tac, nguoi d6 khong phu hop dé 1am ddi tac. Phan tich tir goc d6 con ngudi, mot
nguoi co cude séng rat tét, liéu ho co san sang cung ban chiu kho khdi nghiép
khong? Liéu ho c6 thé kién tri cting ban chiu kho hay khong? Ban hdy nhin Luu
Bang, Luu Bi, Chu Nguyén Chuong, ban hiy nhin nhiing ngudi nay, nhimg déi tac
ban dau cta ho khi khoi nghiép, déu 1a nhimg ngudi khong con dudng lui, néi
tring ra, mdi thang t6i c6 thé nhan lwong 6n dinh 50.000 té, tai sao phai di khoi
nghiép vai ban? Co thé c6 nguoi sé ndi, ciing co rat nhiéu nguoi tai gioi gia nhap
Luu Bang, Luu Bi, c4c ban o1, t61 dang n6i vé giai doan dau khoi nghiép, giai doan
khoi dau, khi su nghi¢p cua ban da phat trién tbt, ¢6 rat nhicu nguoi tai gioi gia
nhap, chang phai 1a diéu rat binh thudong sao?

Giai doan dau khai nghiép, vé co ban déu 1a giai doan khé khan nhat, kiém
duoc it tién nhit, néu doi tic cta ban co duong lui, cod thé kiém tién & moi noi, ho
chic chin s& khong vuot qua dugc giai doan kho khin cta khai nghiép. Hay nhé
rang, mdt nhém nguoi khong con dwong lui, méi cé6 kha ning thanh cong khi
khéi nghiép, béi vi dwong cing chinh 1a con dwong din dén thanh cong!
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2. Cich phin chia cd phan khi khdi ughiep_hgp.tac

Céc cb dong khai nghiép thudng rit dau dau vé viéc phan chia cd phan,
thuong 1a lic hop tac thi gidng nhu Thiy Hi, lic tan ra thi giong nhu Bén Thuong
Hai, vi vay nhiéu nguoi khi hop téc, vé co ban s& chon mét qua bom hen gio, tat ca
cac cong ty déu chét vi ndi chién gitra cac d6i tac. Rat nhiéu 6ng chu khi phén chia
cb phan, khong nhin vao ning luc, chi nhin vao tinh cam, cubi cung s& gip van dé.
Vi duy, hai ngudi chung ta méi bat dau khoi nghiép, c6 phan chia 50/50, két qua 1a
sau hai nam, ban phat trién nhanh hon, thanh tich ctia ban gép n 1an t6i. Xin hoi,
lac nay van chia 50/50, ban c6 hai long khong? Vi viy, ngay ca khi 1a di tac, ciing
phai phan chia theo murc 6 dong gop. Cho phép nhimng ngudi c6 ning luc, cd két
qua, lién tuc str dung thanh tich dé mua thém c6 phan, dé nhimg ngudi khong cd
nang lyc lién tuc bi pha lodng c6 phan, nhu vay méi ¢ thé khién nhiing ngudi co
nang lyc lam viéc cham chi hon.

Rat nhiéu nguoi hop tac kinh doanh, bat ké két qua, ludn ludn 1a 1am cho co.
Hay nhé rang, kinh doanh, 1anh dao d6i ngii, khong bao gio tach roi hai chit “ddu
tranh”’, it nhiéu nguoi that bai, chinh 1a chét vi tinh cam, ma khong dam dau
tranh, ban d4u tranh vi su phat trién cua cong ty, vi chan 1y, ban khong phai 1a vi
ban than minh, ban sg gi? Chi can 1 ddu tranh vi chan 1y, vi sy phat trién cta cong
ty, cho dii c6 mot s6 ton thuong tam thoi, nhung doanh nghiép cia chung ta s& ludn
di theo quy luét va chan 1y, doanh nghiép s& ngay cang phat trién.

Moi nguoi khi khoi nghiép, nhiéu nguoi khong biét cach phan chia co phan,
tiép theo t01 s€ léy mot vi dy, sau khi xem vi du nay, ban s¢ biét cach phan chia cd
phan. Gia sir V5 Pai Lang, V& Tong, Phan Kim Lién va Tay Mon Khanh, bon
nguoi ho hop tac mé cong ty, vy cd phan ciia ho nén dugc phan chia nhu thé nao?

C6 3 cach phén chia sau: Cach phan chia c6 phan dau tién, phai xem xét gia
tri ma moi nguoi trong s6 ho c6 thé mang lai cho cong ty. Lay vi du V5 Dai Lang,
Vo Tong va Phan Kim Lién cung nhau m¢ cong ty dé€ minh hoa.

Trwong hop thir nhit, 3 ngwoi ho mé mot cong ty “dinh hé”.

Ban noi xem ¢6 phan cia céng ty ndy nén dugce phan chia nhu thé nao?
Trudc tién, chic chan 13 V5 Tong 1am chu tich hoi ddng quan tri kiém tong giam
déc, boi vi Vo Tong c6 nang luc manh nhét, 14 TP ¢6 luong ngudi ham mo 16n.
Phan Kim Lién c6 thé lam gi? C6 4y c6 thé 1am quan hé cong ching. V5 Pai Lang
c6 thé 1am gi? Anh ta nhiéu nhat 13 1am “bé trudng hdu can”, khi c6 nhan vat quan
trong dén, Vo DPai Lang tiép dén, sau d6 dé Phan Kim Lién tiép rugu, thot gian con
lai hai ngudi ho chi ¢6 thé “ddp ruéi”. Vi vay, ¢6 phan nén 1a V& Tong (70%),
Phan Kim Lién (20%), VO Dai Lang (10%).

Trwong hop thir hai, 3 nguwdi hg mé mot cong ty “bdan banh”.
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Trong 3 ngudi, chi c6 V& Pai Lang biét 1am banh, anh ta chic chin phai
nhan c6 phan 16n, Phan Kim Lién ciing chi c¢6 thé 1am quan hé cong chiing, nhung
xét dén viéc co Ay ngl chung giuong v4i V6 Dai Lang, nhan thém mot chut ciing
khong sao, VO Tong vé co ban 1a vo dung, nhiéu nhét 13 lam béo vé, thém mét chat
mua hang, vi vay chi co thé nhan it nhat. Vi vay, ) phﬁn nén la Vo Pai Lang
(70%), Phan Kim Lién (20%), V6 Tong (10%).

Trwong hop thi ba, 3 ngwoi ho mé mot quan karaoke.

Tinh hinh lai khac, lac nay, Phan Kim Lién 1a tong giam dc. VS Tong nhiéu
nhat 13 1am di trudng bao vé, néu co ngudi say ruou giy rdi, VS Tong co thé tran
ap. VO bai Lang 1a vo dung nhét, chi c6 thé don dep vé sinh, nhiéu nhét 13 lam mot
it banh cho khach an khuya, van dé 1a khach hang c6 thé thich an d6 nudéng hon,
khong thich dn banh. Vi vay, co phan nén la Phan Kim Lién (70%), V& Tong
(20%), Vo Dai Lang (10%).

Con mét diém quan trong nita, ba loai cong ty nay, hai loai dau tién thudc
loai cong ty nho, dau tu khong 16n, khong can nha dau tu bo tién, quan karaoke
dau tu rat 16n, mé mot quan can vai triéu dau tu, luc ndy, can phai c6 nha dau tu.
Tim nha dau tu thién than, nén tim ai? Tay Mon Khanh 13 lua chon khong thé thay
thé, boi vi Tay Mon Khanh va Phan Kim Lién c6 mdi quan hé mo am, vi vay viéc
huy dong von rat thuan loi. Tdy Mon Khénh lai 1a ngudi gidu c6 va quyén luc & dia
phuong, chi can ¢ sy ung hd ciia Tdy Mon Khanh, viéc kinh doanh ctia quan
karaoke sé rat tot, Phan Kim Lién s& cing Vuong Ba di tim Tay Mén Khanh dé
dam phan, chiing t6i muén md mot quan karaoke cao cip nhat, con tt hon ca
“Thién Thwong Nhdn Gian”, hy vong Ty Mon Khanh dau tu mot chat, 1am nha
dau tu thién than cta chung toi, chuyén nay rat don gian, Tdy Mon Khanh dau tu
vai nghin luong bac, cho anh ta 20% cd phﬁn la dugc, vay cac cd dong khéc thi
sao? Pha loang theo ty I¢ tuong trng 1a duoc.

Tai sao chung ta lai tim Tay Mon Khanh lam nha dau tu?

« Th nhét: Anh ta va Phan Kim Lién vdn d3 c6 mdi quan hé mo am, ban gai
kho1 nghiép, chang 1€ lai khong dau tu?

o Thu hai: Tay M6n Khanh c6 ca tién bac va quan h¢, khong chi co thé dau tu,
ma anh ta con c6 rat nhi€u ban be giau c6, hon nira ho déu thich dén quan

karaoke dé tiéu tién, anh ta co thé mang dén rat nhiéu khach hang, Ty Mén
Khanh doi voi quan karaoke nay, anh ta la IP c6 lugng ngudi ham mo 16n.

o Thu ba: Tay Mon Khanh dep trai nhu vy, lai ¢6 nhiéu mdi quan hé voi phu
nit, anh ta c6 thé tuyén dung rat nhiéu nhan vién cho cong ty, cong ty s&
khong thi€u nhan vién.

Viéc phan chia ¢6 phin, khong phu thudc vao tinh cim, khong phu
thugc vao viéc moi nguoi co cung nhau khai nghiép hay khong, chia khoa chi
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nam & hai chir: Gia tri. Ban c6 thé sir dung gia tri dé do luong c6 phan, c6 thé xur
1y cong bang va thyc hién, tir goc do con nguoi, s¢ khong c¢6 van dé gi.

Hay nhé rang, mudn co tién trong doi, phai am hiéu kinh doanh, day 1a con
duong chic chin din dén thanh cong, c6 rat nhidu ndi dung vé cb phan, sau khi tap
tai liéu nay duoc phat hanh ban c6 thé theo ddi tai khoan Youtube cong khai “Kinh
doanh nhdn tinh”, bén trong ¢ 17 bai giang vé c6 phan, rat nhidu hoc vién sau khi
nghe xong khoa hoc vé cb phan cia chung ti, néi rang con thiét thuc hon ca
nhimg khoa hoc vé ¢6 phan tri gia hang chuc ngan NDT mua & bén ngoai, tiép theo
t6i s& chia sé phuong phap thyc hanh cu thé vé ¢ phan.

Quy luit “sit dd” vé phan chia c6 phian: Co phin khéong thé chia déu,
chia deéu la “chét”

Nhirng truong hop nao dwoc coi la chia déu ¢6 phian?

Vi du: (4:4:2) (5:5) (3:3:3) (2,5:2,5:2,5:2,5), nhiing truong hop nay déu dugc
coi la chia déu co phan. Tai sao chia déu c6 phan s& that bai? Ching ta hay phan
tich tr goc d6 con ngudi, c6 3 1y do:

1. Von sé khong diu tw cho ban

C6 thé nhidu nguoi sé thic mac, toi chi 1a mot nguoi khoi nghiép nho, toi
can von gi? To1 xin léy mét vi du, ban s& hiéu. Vi du, ban m& mot quan mi, quan
dau tién ban tim dugc mot vi tri rat tot, kinh doanh rat phat dat. Quan thur hai ban
tim dugc mot vi tri binh thuong, kinh doanh cling rat tot. Quan thur ba ban tim
dugc mot vi tri tuong ddi té, kinh doanh cling tam on. Sau khi thu nghiém 3 vi tri
tdt, trung binh, t¢, ban phat hi¢n ra rﬁng mi cua quan nay co tiem nang m¢é 1.000
quén, xin hai lic nady, ban s€ mo tirng quan mdt, md 1.000 quén sao? Nhu vay thi
“hoa clic vang ciing tan” (dé 15 thoi co), lac ndy, néu c6 ngudi san sang dau tu cho
ban 20 triéu té, chi chiém 20% c6 ph?m cong ty cua ban, ban c6 déng y khong?

Moi nguoi con cho rang dau tu khong lién quan gi dén minh sao?

Khi ban chéc chin vé mot diéu gi do, dau tu chinh 1a chia khoa dé mo rong
quy md, néu khong, du 4n nay s& chét yéu vi thiéu tién. Vi dy, ban khong ¢ kha
nang kiém tién, ban sinh 3 dira con, liéu nhiing dira tré c6 thé 16n 1én khong? Pta
tré & dy chinh 1a doanh nghiép ciia chiing ta, tién nudi con, chinh 1a von.

Hay nhd rang, bat ky nha dau tu nao, chi can nhin thay cac ban chia déu co
phan, ho s& khong thém nghe ké hoach kinh doanh ctia ban, cang khong néi dén
viéc dau tu, tai sao? Vi du, ba anh em ban chia déu ¢b phﬁn 3:3:3, tirc la ba anh em
ban cting nhau khéi nghiép, mdi nguoi chiém 33,3% c6 phan. Gia st ban 13 nguoi
sang 1ap, hau hét cac quyét dinh, cong vi¢c, l1anh dao cua cong ty déu do ban thuc
hién. Bay gio, vong dau tién ban huy dong duogc 2 triéu NDT, 30% c6 phan ctia ban
s& bi “pha lodng”, c6 thé chi con 20%. Vong thir 2, lai huy dong duoc 3 triéu
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NDT, 20% cb phﬁn con lai ctuia ban lai b1 “pha loang”, c6 thé chi con 10%. Vong
thtr 3, lai huy dong duoc 5 triéu NDT, 10% ) phr:in cudi cung cua ban lai bi “pha
lodng”, ¢6 phan ctia ban c6 thé chi con 5%.

Ban thtr nghi xem, nguoi khac dau tu cho ban nhiéu tién nhu vay, két qua
ban 13 “dgi ca” 1anh dao chi con 5% cb phﬁn, ban ndi xem ban lam viéc con co
“dong lyc” khong? Ban 14 “dai ca” 1anh dao, ngay nao ciling “bdo tap mwa sa”
vat vé, kho nhoc, vat va 1dm mai kiém duoc 10 triéu NDT loi nhuan mot nim, ban
chi ¢6 thé nhan duge 500.000 NDT, ban con “dong lyc” gi?

Mot doanh nghiép, khi nguo1 sang 1ap khong thé nhan duoc du loi ich,
doanh nghiép dé da xam pham nhan tinh cua nguoi sang lap, “tdm” cua nguoi
sang lap “chét”, doanh nghiép s& “chét”. Vi vay, mot doanh nghiép chia déu co
phan sé& khong huy dong duogc von, s& khong co nha dau tu ndo “dé y” dén ban.

2. Khé khiin trong viéc dua ra quyét dinh

Cong ty nho chu trong toc d6 phan ung thi trudng, cdn nam bat co hoi thi
truong, nhung vi ¢6 phan chia déu, khi dua ra nhiéu quyét dinh, phai hop véi cac
cd dong hang ngay, dé b 15 co hoi thi truong.

Néu ban chia déu c6 phan véi cac co dong, bat ké 1a quyét dinh 16n hay
quyét dinh nho, déu phai xin ¥ kién ctia cac cd dong, béi vi co phan cta ho va cla
ban 14 nhu nhau, chi can mot c6 dong khong dong v, thi van dé nay sé khong thé
giai quyét dugc, toi xin ké mot vi du thuc t& nhat trong qua trinh khai nghiép ctuia
toi.

Trude day toi di timg mé mot tiém lam toc, chung toi 13 5 ngudi hop tac, cb
phan gan nhu chia déu. Lic do, tiém lam téc chung t6i md can dau tu khoang hon
400.000 NDT, mot minh toi chiém khoang 30%, luc hop tac, tat ca moi ngudi déu
no6i, moi hoat dong kinh doanh, quén 1y cta tiém déu do mot minh toi quyét dinh, 4
nguoi ho dam bao “khéng y kién”. Khi trang tri, tiém can mua bon rira dau cho
khach hang, vi mudn phat trién 1au dai cho tiém, t6i quyét dinh mua mot chiéc bon
rira ddu gia 50.000 NDT. Két qua 1a sau khi t6i mua bon rira dau vé, 4 ngudi con
lai “khong vui”, ho no1 to1 “dién ré6i”, mua bon rira dau dit nhu vay, mua mot
chiéc gia hon 10.000 NDT la dugc roi. Toi con nghe thdy mot ¢ dong noi: “Me
kiép! Ldo Ngé nay ngdy nao ciing ldy tién ciia ching ta ra khoe khoang dung la
coi minh la ong chu roi’ V1 viéc nay, 5 nguoi chung t61 d4 cii nhau rat kho chiu.
Két qua sau do, cong ty mudn mua mot cay chdi, mua mot tai bot giat, toi deu phai
goi dién thoai cho 4 cd dong con lai. So sau khi mua vé, ho lai noi, cong ty von di
d3 khong c6 nhiéu loi nhuén, con tiéu tién hoang phi khip noi.

Nhiing vi dy t6i néu trén, t6i tin rang, rat nhiéu ban bé da timg khai nghiép
déu gap phai!
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Khi cb phan chia déu, ban dimg tin nhirng 101 hira hen cta nhitng nguoi do,
ho néi rang: “Sau nay céng ty do ban quyét dinh, chiing ti tuyét déi khéng can
thiép”, ban hiy tin t6i, nhitng ngudi nay nodi déu 1a “Ioi néi gié bay”. Ching ta
khong thé tin nhiig 101 nguoi ta néi ra, chung ta phai tin rang hanh vi ciia con
ngudi sé di theo loi ich, cho du ho c¢6 néi thé nao, hiy yén tdm, sau ndy cong ty déu
giao cho ban quan 1y, t6i tuyét d6i khong can thiép, néu toi can thiép thi toi thi toi
1a “do khon”. Nhung ban dimg quén, néu cd phan cua hai nguoi chia déu, moi
quyét dinh ban dua ra trong cong ty, mdi dong tién ban chi tiéu trong cong ty déu
c6 mot nura cua ho, ban 1a nguoi diing dau, quan h¢ cua ban va anh em rat tot, ban
tat anh ta mot cai, co thé anh ta s& khong noéi gi, nhung ban ddm dong dén tién cua
anh ta thir xem, anh ta c6 thé liéu mang vo1 ban, ban c¢6 tin khong?

Néu hai nguoi chia co phan theo ty 18 7:3, mot nguoi chiém 70% co phan,
mot nguoi chiém 30% co phan, vay thi hoan toan khac. Vi dy, ban mua mét chiée
diéu hoa gia 10.000 NDT, ban d& bo ra 7.000 NDT, ddi tac chi bo ra 3.000 NDT.
Anh ta s€ nghi nhu thé nao? Mua mét chiéc diéu hoa 10.000 NDT, ban di bo ra
7.000 NDT, “tién Ién” ban déu da bé ra, chéng 1€ ban lai “ngu ngéc » dén muc
“hai” chinh minh sao? Khi chiing ta di may bay, qua ctra an ninh, cho du ban
mang theo bat ky chat 16ng ndo, nhan vién an ninh déu s& yéu cau ban tu minh
udng mot ngum, sau d6 ho méi yén tim. Hay nhé rang, trong nhan tinh c6 mot
diéu khong bao gio thay doi, ho co thé “hai” bat ky ai trén thé gi6i nay, nhung ho
s€ khong bao gio “hai”” chinh minh.

Trén thé gidi nay cian ban khong c6 quan 1y, marketing, co phan, luong
thudong, kiém tién, chi co hai chir: Nhan tinh. Nhitng thtr nay, néu khong duoc
phan tich tir goc do con ngudi, déu 1a bé ngoai, ban c6 hoc nhiéu kinh doanh dén
dau, khong hiéu 10ng ngudi cling déu 13 1y thuyét sudng, ban hiéu long ngudi, bat
ky quy luat kinh doanh nio ban ciing c6 thé hiéu rd nhu long ban tay, ban chi can
khong giai thich bat ky hanh vi nao ciia con nguoi tir goc do con ngudi, thi sé
khong thé nao giai thich dugc.

3. Nguoi sang lap tha héa

Chung ta déu biét rang, khi vai ngudi hop tac, vé co ban 1a nguoi sang lap
lam nhiéu viéc hon, tir viéc tim kiém mat béng, trang tri, lanh dao do1 ngfi, 1én ké
hoach tiép thi, v.v., bao gém ca viéc phﬁn 16n thanh tich déu do ho tao ra. Ban dau
thi khéng sao, méi khai nghiép, moi nguoi sé khong so do quéa nhiéu, lam nhiéu
hon thi lam nhiéu hon, nhung ban chat con nguoi 1 nhu vay, khi thoi gian dai bo
ra va thu vé khong can xtmg, cai 4c ctia con ngudi s& 10 ra.

MBJi 1an chia loi nhuan, ho s& cam théy kho chiu, tai sao t6i 1am nhiéu viéc
nhu vdy, ma lai phai chia déu loi nhuan véi cac ban? Trudce day, 6ng chu nay khi di
cong tac déu ngdi khoang phd thong, & khach san déu & khach san binh dan, bay
gi0 Ong ta s€ nghi, tai sao t61 phai chiu khd nhiéu nhu vay, ma lai chia déu tién vai
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cac ban? Ong ta nghi, du sao chi phi ciing duoc thanh toan, tai sao t6i khong &
khach san 5 sao, tai sao khong ngdi khoang hang nhat, tai sao khong an ngon? Biét
dau budi tdi ong ta con di massage véi gai mai dam, chi phi nay ong ta ciing thanh
toan, boi vi ong ta cam thdy minh da bo ra nhiéu nhat, ngay ca khi tiéu tién cua
cong ty ciing 1a chuyén dwong nhién, nguoi sang lap s& xuat hién hién tuong tha
héa. Diéu nay s& anh hudng 16n dén dong luc khoi nghiép ctia ngudi sang 1ap, thuc
ra, ho bo ra nhiéu nhat thi nén nhan dugc nhiéu nhat, méi 1a cong bang nhét. Ai bo
ra nhiéu thi nhan dugc nhiéu, ai b ra it thi nhan duoc it, ai khong bé ra thi khong
nhan duoc gi. Chi c6 lam nhiéu nhan nhiéu, dong luc ctia con ngudi méi cod thé ddi
dao, mai co thé khién nhiing nguoi c6 ning luc ngay cang c6 nang luc hon.

Quan 1y mot qubc gia thoi ¢o dai, 13 “giét nguoi giau ciru nguwoi nghéo”,
quan 1y mot doanh nghiép thoi hién dai, 1a “giét nguwoi nghéo ciru nguwoi giau”.
Logic ctia viéc quan 1y qudc gia thoi c6 dai va quan 1y doanh nghiép thoi hién dai
la trai ngugce nhau.

Ciach phan chia c6 phan cho 2 nguoi

Co phﬁn cua hai nguoi tuyét dbi khong duoc chia déu, tai sao khong thé chia
déu? Trudc tién, ching ta hiy phén tich tir goc d6 con nguoi, néu hai ngudi chia
déu co phan, thong thuong, ngudi c6 nang luc va ngudi khong co ning luc, ai sé
cho rang minh déng gép nhiéu hon? Chic chin ban sé& néi, duwong nhién 13 ngudi
c6 ning luc s& cho rang minh déng gdp nhiéu hon, nhung sy that vé nhan tinh 13,
nguoi khong ¢é ning luc cang cho ring minh déng gép nhiéu hon, diy chinh
12 diém dang ghét ciia con ngudi.

Trong mdt 16p hoc, mot hoc sinh gidi va mot hoc sinh kém, ai s€ danh gia
ban than cao hon? Thong thuong 1a hoc sinh kém. Hoc sinh kém chi dugc 20 diém,
ho nhat dinh s& cho rang minh khong chi dang duoc 20 diém, ho sé& tim rat nhiéu
yéu t6 bén ngoai va Iy do dé chimg minh rang khong phai do nang luc ciia ho kém,
vi vy s& danh gid ban than qua cao. VAy hai nguoi chia déu cd phan, ngudi c6
nang luc va nguoi khong co ning luc, ai s& cho rang minh déng gop nhiéu hon, cau
tra 10i 12 nguoi khong c¢6 nang luc, ho ciing s& giéng nhu hoc sinh kém, danh gia
ban than qua cao.

T6i hoi ban, thong thudng, ké ngde c6 EQ cao hay EQ thap? Diéu dang ghét
1a, ké ngde kém coi, co thé s& ndi rang ban dong gbp nhiéu hon, nhung trong 1ong
ho lai cho rang minh dong gop nhiéu hon ban. M6t khi hai ngudi nay xay ra mau
thuan, van dé cta ho s& 12 ngd cut. Bdi vi ké ngde khong chi EQ thip, ma IQ ciing
thap, két qua cubi cling 1 ca hai déu bi ton thuong, két qua s& khién cong ty sup
do!

Hai nguoi hop tac, thong thuong, ké ngdc sé co 2 ngd cut:

« Thu nhét: Ké ngdc kém co6i thuong danh gia qué cao ning lyc ctia ban than.
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o Thu hai: Ké ngoc kém coéi rat kho nhan ra nguoi ¢é nang luc mdt cach chinh
XAc.

Thue ra, ké ngde kém coi c6 thé nang cao ning lyc mot cach déng ké thong
qua rén luyén, cudi cung s€ nhan ra va thira nhan sy kém coi trude day cua minh.
Nhung diéu nay, trong qua trinh hai ngudi hop tac khai nghiép, thong thudng sé
khong c6 co hoi nhu vay, ho s€ khong thira nhan minh kém céi, cling sé khong
phuc ban. Béi vi ho luén cho réng ban than va ban, la hai vi hoang dé binh déng,
mot vi hoang dé 1am sao ¢ thé chi dau trude mot vi hoang dé khac? Keé ngde nay
tha dé cong ty sup do, ciing s& khong chiu nhén sai.

Chi khi mot nguoi di theo mdt ngudi manh hon minh rat nhiéu, ho méi sn
sang cui dau, nhan sai, hoc hoi. Su ngu dét thuong tu tin hon kién thirc uyén bac,
vi vy ban dimng bao gid hop tac véi ké ngde, cling ding bao gio chia déu ¢d phan
v6i ké ngde, bai vi ké ngde s& cho rang ban méi 13 ké ngde.

Trén thé g161 nay, hai nguo1 hgp tac, cach tdt nhat 1a mot nguoi lon, mot
nguoi nhd, mot ngudi manh, mot nguoi yéu. Hai nguo1 hop tac, tdt nhat 1a mot
nguoi chiém 80%, mot nguoi chiém 20%, tiép theo 1a mot nguoi chiém 70%, mot
nguoi chiém 30%. Kém nhat 1a mot ngudi chiém 60%, mot nguoi chiém 40%, té
nhat 13 6:4, thap hon nita thi toi khong khuyén khich, con c6 ngudi noi, vay thi toi
chia 51%:49%, ha... ban dang dua sao? Nhu vay thi khac gi chia déu? Piéu nay 1a
khong duogc.

Cach phan chia c6 phan cho 3 nguoi

Trude tién, chung ta hiy noi vé quy luat co ban va ban chat con nguoi trong
viéc hop tac ctia 3 ngudi. Xét vé quy luat, 3 ngudi hop tac, chic chin s& phanra 1,
2,3, tc 1a “ldo dai”, “ldo nhi” va “ldo tam”, bét ky cong ty nao cling vay, cho du
ban ¢6 mudn hay khong, day 1a quy luat ciia tu nhién. Ban hay xem Luu, Quan,
Truong la mot vi du!

Vay xét vé gbdc do con nguoi, ligu mbi quan h¢ quan h¢ gifra “ldo dai” va
“lido nhi”’ ¢6 tot khong? T6i ndi cho ban biét, gan nhu 100% 13 khong thé tét! Tai
sao? Bai vi 130 nhi chi can thém mdt bude nita 1a co6 thé tré thanh 130 dai hodc vuot
qua 130 dai, vi vay thai do cua anh ta d6i voi ldo dai khong thé nao qué tét, 1do dai
va 130 nhi, xét vé gbdc do nhan tinh va lgi ich, mbi quan h¢ khong thé nao qua tot.
Viy moi ngudi hiy doan xem, 1o tam s& dimg vé phia ai? Céu tra 101 13, 140 tam s&
lién minh v&i 130 nhi dé d6i phé véi ldo dai, tai sao? Bai vi néu 130 tam va ldo nhi
lién minh, c6 thé duy tri su cAn bang cung ton tai cia 3 ngudi nay. Néu ldo dai loai
bé 1ao nhi, tiép theo, 140 tam chéc chén sé tré thanh mot con rdi, hitu danh vo thuc,
lao tam gitip do 130 nhi, dia vi cia anh ta s¢ khong t¢, vi vay van ménh ctia anh ta
va lao nhi la g:fm lién v&i nhau, chi can ¢6 130 nhi, cudc séng cta anh ta sé tot dep,
120 nhi “ngd ngwa” thi anh ta cling s€ “ngad ngua”.
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Day déu 1a phan tich tir goc dd con ngudi va loi ich, lich st da dién ra nhu
vay. Chiing ta hdy xem Tam Qudc Dién Nghia, 10 dai 1a Tao Thao, 130 nhi 12 Luu
Bi, 130 tam 1a Tén Quyén, luén ludn 1a Luu Bi va Tén Quyén cing nhau tin cong
Tao Thao, chi ¢ nhu vay, Tam Qudc méi co thé cling ton tai, moi nguodi méi co
thé sdng tot. Néu Tao Thao va Ton Quyén cung nhau tdn cong Luu Bi, tiéu diét
Luu Bi, xin héi két cuc caa Ton Quyén s& nhu thé nao? Tao Thao chéc chin sé tiéu
diét Téon Quyén.

Vi vay, khi ba nguoi hop tac, ching ta thiét ké ¢ phan, budc dau tién quan
trong nhat, 13 phai tranh 130 tam lién minh véi 130 nhi dé “ddnh” 140 dai, c6 phan
ciia lio dai, phai I6n hon tong ¢6 phin cia ldo nhi va ldo tam. Diéu nay gidng
nhu chung ta choi bai “dau dia chii”, néu bai cua 13o nhi va 13o tam cong lai 16n
hon bai cua 130 dai, ho s& lién minh dé “ddnh ” 130 dai. Néu bai ctia 1do nhi va ldo
tam cong lai khong bang bai cua l3o dai, ho s& khong hop tac, hodc hop tac ciling
vo ich. Néu ¢ ph?m cua 1ao nhi va lao tam cong lai 16n hon cd phén cua lao dai, thi
khi xuat hién mot chut mau thudn, rat dé xay ra tranh chép!

Hon nfra, khi ba nguoi cung nhau hgp tac, 120 dai nhat dinh 1a nguoi lam
nhi€u viéc nhat, siéng nang, lo li¢u moi viéc. Ban s€ thay, nguodi cang c6 nang luc,
cang gidi giang, ho thuong cang cd6 don, moi quan h¢ cia ho sé cang kém vi hai 1y
do:

o Tha nhét: Qua gioi giang, qua ban ron, khong co thoi gian dé xay dung moi
quan hé.

« Thir hai: Vi qua gioi giang, nén tu nhién cho rang minh gioi, coi thudng
nguoi khac.

Thong thuong, nhitng nguoi nhu thé ndo c6 mbi quan hé diac biét tot?
Nhirng nguoi khong 1am viéc gi ca, ngay nao ciing nhan r6i. Ngudi cang kém cdi,
mbi quan hé cta ho cang t6t. Nguoi cang giodi giang, ho 1am cang nhiéu viéc, danh
tiéng va loi ich cia ho cang nhiéu, nhitng nguoi kém coi s& cang doan két. Ho sé
nghi: “Chiing ta déu la nguoi sang Idp, tai sao danh tiéng va loi ich déu la ciia
ban?” Néu lic ndy, c6 phan cua hai ngudi con lai 16n hon ngudi sang lap, nguoi
sang 1ap s& “chét”. Nguoi sang 1ap “ngd nguwa”’, cong ty ciing s& “ngd ngua”.

Vi vay, hdy nhé mot cong thirc, ba ngudi hop tac nén phan chia c6 phan nhu
thé nao? Toi s& cho ban mot cong thirc: 1> 2 + 3, tirc 1a cd phﬁn cua lao dai phai
16n hon tong ¢6 phan cta hai ngudi con lai. Lao dai nhan 51%, 49% con lai chia
cho hai nguoi con lai. Co thé chia déu 1a tot nhat, néu khong thé chia déu, mot
nguoi nhan nhiéu, mot nguoi nhan it cling khong sao.

Con c6 mot truong hop ciing khong duoc xay ra, d6 1a 13o dai chiém 40%,
120 nhi chiém 40%, lao tam chiém 20%. Ty I¢ c6 phan nay, nhin thi c¢6 vé 1a hai
nguoi 16n, mét ngudi nho, nhung thuc chat 1a khi 130 dai va 1ao nhi bat dong quan

77



diém, cdi nhau, ltc nay ho s€ 161 kéo 1ao tam diung vé phia minh. Luc nay, cuc dién
d3 thay doi, 130 tam chi can dtng vé phia ai, nguoi d6 sé 1a 1do dai. Vi vay, lao dai
va 130 nhj déu mét quyén luc, nguoc lai, 1ao tam co quyén lyc 16m nhat. Lao tam
no6i 1ao dai dung thi 1ao dai dang, 130 tam noi 1ao nhi dung thi 1ao nhi dung, vay thi
130 tam d4 tré thanh c6 dong 16n nhat.

Téi sé liét ké cho cac ban bd cuc ¢6 phan 6n dinh nhat cho ba ngudi hop
tac:

o A:70% :20% :10%
e B:60%:30% : 10%
e C:50% :30% :20%

Bon nguwdi hoac nhiéu hon bon nguwoi, nén phan chia co phan nhw the
nao?

Trong trudng hop nay, lidu c6 phan cia 3o dai c6 nhat thiét phai 16n hon
tong cO phan cua tat ca cac anh em hay khong? Chua chac, tai sao?

Néu mot nguoi 1am hoang dé, nam trong tay 100% quyén luc, hoang dé
mudn 1am gi thi lam, muén giét ai thi giét. Xin hoi, tinh hudng nay s& nhu thé nao?
Quyen luc tuyét d6i s& dan den tham nhung tuyét d6i. Vi vay, moi ngudi phat hién
ra rang, cac vi hoang dé thoi ¢o dai hiém c6 ai khong hoang dam vo do, khong tan
sat dan lanh! Cho du 1a vi hoang dé t6t dén dau, ban hay tim hiéu ky, ho déu da
lam khong it viéc xau, va diéu nay déu do quyén luc qua 16n. Pay chinh la nhan
tinh.

Khi 4 ngudi hodc nhiéu hon 4 nguoi hop tac, néu ¢6 phan cia lio dai qua
16n, con c¢o phan cia nhitng ngudi khac lai qué phén tan, khong ai mudn giam sat
130 dai, thi co dong 16n nay rat d& “lam bdy”. Vi vay, trong truong hop nay, c6 thé
dé c6 phan clia ngudi sang 1ap nhoé hon tong ¢d phan cua nhitg ngudi khac. M4
Hoa Pang khi khai nghiép cung 5 ngudi anh em, ong 4y di dé xuét rang cd phan
ctia minh phai nhé hon tong c6 phan ciia 4 nguoi con lai.

Chéc chin moi ngudi s& thay rat ky la: “Thdy oi! Chang phdi thdy da néi
rang khi 3 nguwoi hop tdc, phdi dé phong 2 nguoi con lai lién minh dé 'danh’ lao
dai, vdy khi 4 ngueoi hop tdc, thi khéng can phdi dé phong 3 nguwoi con lai lién
minh dé 'danh' ldo dai sao?” Pumg voi, hily nghe t6i giai thich tir tir.

Ban hay suy nghi k¥, néu ban 1a 130 dai, bén dudi ban c6 3 nguoi: 130 nhi,
ld0 tam, va 3o tir. Chiing ta da néi & trén rang 130 nhi va ldo tam rat dé lién minh,
Viy chung t6i mudn hoi ban, xét tir goc d6 con nguoi va loi ich, 130 t thuong sé
dung vé phia nao? Anh ta thuong c6 xu hudng ting ho 1o dai.

Cé 2 1y do:
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« Tht nhat: Néu anh ta ung ho 130 nhi va lao tam, ngay ca khi 1ao nhi va lao
tam chién thang 130 dai, anh ta s& lam gi? Anh ta chi c¢6 thé tiép tuc lam l3o
tt. Ban hiy thir nghi xem, lam 130 t&r va 1am 130 t c6 gi khac nhau? Tén
cong strc danh mot tran, két qua tir 130 tr van 1a 130 ttr, chang phai 12 ngde
sao?

« Thir hai: Néu ldo tir ing ho 130 dai, nh& dau 1o dai chién thang, thi l3o tor rat
c6 thé s€ trd thanh 130 nhi. Phép tinh nay dén dtra tré cling biét.

Tat nhién, toi phai noi thém rang néu ban 14 1do dai, bén dudi c6 3, 4, 5 cd
d6ng, ma ban khong thé doan két dugc mot ai, ching to ban ciing khong phai 1a
nguoi tot. Néu tat ca cac ¢ dong bén dudi ban déu mudn “ddnk” ban, khong ai
dung ra ung ho ban, vay thi ching t6 ban ciing khong phai 14 nguoi tot, vay thi toi
khuyén ban nén pha san sém di, lam vi¢c cling vo nghia!
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3. Céch phin_chia cd phin giia nguti gép von va ngubi
b6 coug sut

Ciach phén chia thi nhit:

Gia sir hai chung ta cing nhau khoi nghiép, mot nguoi gop von nhung
khong bo cong strc, mot ngudi vira bé cong strc vira gop von, chung ta nén phan
chia ¢6 phan nhu thé nao? Trudc tién, t6i s& cho ban biét cong thirc phan chia cd
phan von va cb phan lao dong, sau nay, khi gip van dé nhu vdy, ban c6 thé ap dung
cong thirc nay truc tiép.

Cong thirc nhu sau:
« Co6 phan von, chiém 60% tong c6 phan.
« Co6 phan lao ddng, chiém 40% tong c6 phan.

C6 thé c6 nguoi hoi, 60% va 40% nay tir dau ra? Pay 1 cong thirc, gidng

nhu “z” vdy, ban néi 3,1415926 tlr du ra, ban hiéu chua?
Chiing ta hiy ldy mdt vi du, mét cira hang cin dau tu 1 triéu nhian din
té.

o Truong Tam gép 700.000 t&, nhung anh ta chi gop von, khong bo cong strc.
o C6 phan vén cua Truong Tam duoc tinh nhu thé nao?

- 700.000 té& (g6p von) / 1 triéu té (tong cd phan) x 60% (co phan
von) = 42%

o €0 phan lao dong cua Truong Tam duogc tinh nhu thé nao?
- 0 (Trwong Tam khong 1am viéc) x 40% (c6 phan lao dong) =0
o C6 phan cubi cing ma Truong Tam nhan duogc 14 42% + 0 = 42%
o Ly T gop 300.000 t¢, Ly T phu trach toan bo hoat dong cua cong ty.
o Cb phan vén cua Ly Tir duge tinh nhu thé nao?

= 300.000 t& (gop von) / 1 triéu té (tong cd phan) x 60% (c6 phan
von) = 18%

o Cb phan lao dong ciia Ly Tt duoc tinh nhu thé nao?
- 100% (Ly T lam viéc) x 40% (c phan lao dong) = 40%
o €0 phan cubi cing ma Ly T nhan duoc 1a 18% + 40% = 58%

Tong dau twr 1 triéu nhan dan té:
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« Truong Tam goép 700.000 t&, khong lam viéc, chiém 42% co phan.
« Ly T gop 300.000 té, 1am tit ca moi viéc, chiém 58% co phan.

Vay van dé lai la, Trwong Tam va Ly Tt ¢6 can nhan lwong khong? bay
la mot van dé rat 1om, cling 1a van dé khién nhiéu 6ng chu dau dau trong nhi€u nam.

Dbi tac gbp von c6 can tra lwong khong? Thuec ra, rat nhiéu éng chu da méc
phai nhitng sai 1am vé khai niém, t6i da néi nhiéu lan, khi chung ta hiéu sai vé
nhiéu khai niém, ban s& lam bay. Cach danh gia trinh d§ cua mot nguoi, chinh la
xem xét sy hiéu biét ctia ho vé cac khai niém va dinh nghia cta ho vé céc khai
niém co sai 1éch hay khong.

Thir nhat, lwong 14 tra cho ai? Tht hai, o tirc 13 chia cho ai? Lwong la tra
cho nhan vién, ¢d tic 1a chia cho cb dong. Vay t6i hoi ban, su khac biét gitra co
d6ng va nhan vién 1a gi? Tém tat bang ngdn ngit kinh dién nhat, c6 dong chi bo
tién, nhan vién chi bo cong stc, ngudi vira bo tién vira bo céng stre moi duge goi
1a déi tac.

Logic nay rat d& hiéu, tai sao lam ong chu ca doi, ma lai khong hiéu dao 1y
don gian nhu vay? Khong ngoai ba truong hop:

o A: Nhan vién chi bo cong strc, nhan luong.
« B: Co6 dong chi bé tién, nhan co ttc.
o C: Nguoi vira bé tién vira bd cong stre, vira nhan luong, vira nhan co tic.

Lu6n luén nhé rang: Lam viéc nhan lwong, dau tw nhan co tirc. Vira
dau tw vira lam viéc, vira nhan c6 tirc vira nhan lwong. Ban lam viéc gi, thi
nhén tién gi, chi can khong lam viéc, thi khong duwgc nhan tien.

Rét nhiéu ngu’(‘}i s& noi: “Oi! Chiing t6i la cong ty nho chung toz la cua
hang cia hai vo chong”, hom nay ban 1a cong ty nho, miy nim sau van la cong ty
nho sao? Ban 1am 6ng chu, md cong ty nho, ban khong nhan luong, chd dén khi
cong ty ciia ban phat trién 16n manh, c6 nhiéu c6 dong va nhan vién gia nhap, ban
con nhan luong khong? Khong nhan, ban sé “thua 16" dén chét! Pén luc do, ban
mudn nhén, ho cling khong dong !

Tai xin ké cho ban mot vi du vé mot hoc vién, mot hoc vién cua chung t0i,
doanh nghi¢p ctia anh éy c6 doanh thu hang tram tri¢u t€ mdt nam, hon 1.000 nhan
vién, hon 300 c6 dong, lic méi khoi nghiép, anh Ay noi: “T6i la 6ng chi, loi
nhudn déu la ciia t6i, t6i con nhén lwong gi nita?”’. Sau do, anh éy van ludn khong
nhan luong, mac du doanh nghiép nay c6 doanh thu hang tram tri¢u t¢ mot nam,
nhung 6ng cha nay khéng c6 tién, khong c6 tién mit trong tay, hang nim anh Ay
chia co turc, chia xong lai dau tu vao viéc md cira hang, ndm nao ciing roi vao tinh
trang tai chinh eo hep, tat nhién, anh éy chi khong co tién mat, tai san van co, con
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hon 300 c6 dong bén dudi anh ay, vira nhan c6 tirc vira nhan luong, nhitng c6 dong
nay moi nam déu “an no béo tot”. Sau do, anh ay rat buon ba, hoi: “Thay oi, em
co nén nhan luong khong?”

T6i hoi anh dy: “Em c6 lam viéc khéng? . Anh 4y néi ca cong ty chi c6 anh
ay 1a lam viéc nhiéu nhét, cac c6 dong khac rat it khi ting ca, ban than anh 4y ngay
nao ciing ting ca dén tan khuya. T6i lién cudi anh ay: “Lam viéc sao em khong
nhdn lwong? Em rat thich lam tinh nguyén vién sao? ”. Anh 4y néi: “Em la dng
chii ma, em 6 thich hop dé nhdn lwong khéng?”. Toi néi: “Ong chii dwoc chia
thanh hai logi, mot la ong chu dau tw, hai la ong chu vura dau tw, vira lam viée, em
thuoc loai nao?”. Anh éy no1 ban than anh éy vira dau tu, vira 1am viéc. “Oi troi
oi, sao em khong nhdn lwong? ” Anh ay hoi: “Nhdn bao nhiéu la thich hop? . Toi
hoi anh 4y: “Tong gidm doc bén dwdi em mot ndm nhdn bao nhiéu tién hrong? .
Anh 4y néi tong giam ddc mot nam nhan khoang 500.000 NDT. Téi néi: “Em la
chu tich hoi déng quan tri, mot nam it nhat ciing phai nhan 600.000 NDT tién
lwong, doanh nghiép lam dan 20 ndm, van luén khéng nhan lwong!”. Nghe xong,
anh ay mudn khoc.

Sau d6, anh 4y quay vé dé xuat muén nhan luong, cic tong giam dbc bén
dudi anh 4y khong dong y, hon chuc quan 1y khu vuc lién minh phan dbi. Ho chi
no1 mot cau: “Ong chu, anh khong thé nhan, boi vi anh la ong chu, néu anh nhan,
thi sé anh hwong dén loi nhudn ciia céng ty, anh hwéng dén “tinh tich cuc” ciia
céng ty”. Hau nhu tit ca moi ngudi déu phan dbi, ong chu, trude ddy anh chua bao
gi0 nhan, bay gio tai sao lai mudn nhan? That 1a “oan ¢! Sau d6, anh éy than
phién v6i toi. Toi noi: “Em ddng doi, tw ddo hé chén minh, than phién véi ai?”.
Trong mat nguoi khac, ban 1a ¢6 dong 10n, phai “cao thiong”, khong nén nhan
luong.

Vi vay, moi nguoi khi khai nghiép, dimg pham phai nhiing sai 1am vé kién
thirc phé thong va logic nay, moi thir déu phai dugc phan chia tién bac dya trén
nhan tinh va gia tri. Ban hiy xem t0i da n6i rat nhiéu vé kinh doanh, noi dung nao
ma khong phai 13 giai thich vé nhan tinh, ban hiy doc “Tuyét Mdt Nhdn Tinh” 10
14n, ban s& hiéu rd moi su that vé nhan tinh.

Cach phan chia thir hai:

Pé nha dau tu thu hdi von truéce, sau dé6 phan chia theo nhén tinh va gia
tri.

T6i xin lay mot vi du, gia sir toi va di t6i, vo chong di toi cing dau tu vao
mot quan mi, téng dau tu 12 200.000 té, tit ca so tién dau tu déu do t6i bo ra, vo
chong di t6i khong bo ra dong nao, nhung hoat dong kinh doanh va tat ca moi viéc
cua quan mi déu do hai nguoi ho lam. Mgt minh t61 bé ra tat ca so tién, vo chéng
di t6i 1am tat ca moi viée, lic méi bit dau, ching t61 co thé chia c6 phﬁn 50/50, tire
1a 1g1 nhuan cua quén mi nay 1a 40.000 t¢ mot thang, t61 nhan 20.000 t€, vo chéng
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di t6i nhan 20.000 té. Bat ké vo chéng di to1 bd ra bao nhi€u cong suc, vi toan bd
sb tién dau tu déu do toi b ra, ho khong bo ra dong nao, t61 nhan c6 tuc 50% loi
nhuan trude, d€ thu hoi von dau tu ciia minh, di€u nay rat hop ly.

Trude tién, chia c6 tiic 50% lgi nhuan, t6i s& thu hdi 200.000 té dau tw ciia
minh trude, mot khi t6i da thu hdi von, phai diéu chinh ty 18 ¢d phan ngay lap tic,
phan chia theo nhén tinh va gia tri. Sau khi t6i thu hdi vén, néu c6 phan van chia
50/50, diéu nay s& rat vo 1y, chung ta hay phan tich tir goc do con ngudi. Toan bd
s6 tién dau tu vao quan mi nay thuce sy 13 do toi bo ra, nhung vo chong di toi ngay
dém 1am viéc vat va, cling da giup toi thu hdi vén, bay gid, tat ca loi nhuan cia
quan mi nay, déu 1a do hai vo chéng di t61 100% bo cong suc tao ra, to1 chi 1a mot
ong chu “tay khong”. Néu loi nhuén van chia 50/50, s& xut hién ngd cut cia con
nguoi, cai &c cua con nguoi s€ 16 ra. Khi t61 chua thu hoi von, t6i va ho chia 50/50,
ho nhin vao khoan dau tu 200.000 té cua toi, chua thu hdi von, cho du hai vg
chdng ho c6 1am viéc vét va dén chét, cling s& khong c6 bat ky 161 oan than nao.
Mt khi 200.000 té cua toi da duoc thu hoi, vo chéng ho s€ cho réng quan do6 la
cua ho, tat ca sb tién kiém duoc déu 1a cong lao cua hai nguoi ho.

Ban hay thir nghi xem, m& quan mi vat va nhu thé nao, mdi sang phai day tur
3, 4 gio, chéng di mua rau, vg & quan rira bat dia, thai thit bo, thai rau, rira rau. Hai
nguoi ngay dém 1am viéc vat va, mot thang sau, mdi ngudi gay di hon chyc cén,
kiém duoc 40.000 té loi nhuan, sau d6 chia cho toi, ong chu “fay khong” nay
20.000 té. Hai vo chong nay, budi tdi nam trén givdng s& noi gi, t6i déu biét rd,
duong t61 s& noi voi di toi: “Vor o, hai chiing ta mét thang nay, ngdy dém vt vd,
khéng cé thoi gian chdm séc gia dinh va con cdi, vdt va kiém dwoc 40.000 té, lai
chia cho chdu trai ciia em 20.000 té! Cho dii chiing ta cé dé tinh dén dau, ciing
khéng thé lam céng viéc 16 von nhuw vdy!” Hai ngudi ho cang noi chuyén cang thay
dung, tiép theo, thai d6 ctia hai ngudi ho ddi véi t6i thay doi 180 do, ho nhin toi thé
nao ciing thay kho chiu, nhin toi thé nio ciing thdy giong nhu tén cudp, coi toi nhu
cai gai trong mét, cai dinh trong thit. Tai sao vog ché)ng di to1 lai tré nén nhu vay?

Thuc ra, ddy khong phai 13 161 ctia ho, ma 1 co ché ctia chung ta di kich
thich céi ac ctia con ngudi. Ban hiy ludn nhé rang, con ngudi sé khong bao gio
nhé dén nhirng diéu tot dep ban da lam trong qua khir, ma chi “guy lay”
nhirng diéu tét dep ban mang dén cho ho & hién tai va twong lai. Cach lam
dung dén 13, sau khi t6i thu hdi toan bd 200.000 t& dau tu, toi va vo chong di toi
phai diéu chinh c6 phan, t6i dé nghi diéu chinh thanh 20/80. Tirc 1a t6i chiém 20%,
vo chong di t6i chiém 80%, néu lgi nhuan mot thang 1a 40.000 t¢, toi nhan 8.000
t¢, hai vo chong ho nhan 32.000 té.

O day, c6 3 diém mau chdt can ching ta suy nghi k.

Piém mau chot thir nhat, néu quan mi nay dau tu thua lo thi sao? Néu
dau tu thua 10, coi nhu t61 xui x€o, bo1 vi 1a té1 da nhin thay co héi kiém tién cia
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quan mi ndy trén thi trudng. Néu quan mi nay thua 15, d6 1a do van dé vé tim nhin

ctia ti, khong trach ai ca, bai vi dau tu khong phai 13 so sanh ning luc cta ban voi
ngudi khac, ma 13 so sanh tdm nhin cua ban voi ngudi khac. Co thé nhidu ngudi s&
thic méc, ban bé ra 200.000 té& dé dau tu vao mot quéan mi, sau khi ban thu hoi von,
cudi ciing ban chi chiém 20% c6 phan, chang phai 14 ban bi dién sao?

Ban nghi t6i s& ngdc nhu vay sao? Néu quan mi nay kinh doanh rat thanh
cong, khong chi mi ngon, mirc d6 hai 1ong cua khach hang cao, mdi thang con cé
loi nhudn 40.000 - 50.000 té. Tiép theo, toi s& tuyén dung dai 1y trén toan qudc, mo
chudi ctra hang nhuong quyén, toi c6 thé kiém tién tir phi nhuong quyén, phi dao
tao, phi nguyén li¢u, phi quan 1y van hanh cua cong ty, v.v., mac du t61 chi c6 20%
cb phan, nhung nhiing cira hang khac mé ra, sé khong lién quan gi dén hai nguoi
ho. Tt nhién, néu vo chéng ho c6 thé tiép tuc céng hién cho cac ctra hang nhuong
quyén cua toi, chiing t6i van phai tra lwong va c6 phan cho ho, ty 1& luong va c6
phan nay s& phu thudc vao murc d6 dong goép ctia hai ngudi ho.

Piém mau chot thir hai, néu téi di thu hdi 200.000 NDT von, tdi van
kién tri chia 50/50 véi ho, thi hau qua sé nhw thé nao? Tam Iy cua ho s& ngay
cang mét can bﬁng, ho s& tham 6, hon nita hai nguoi ho s& khong con nd luc lam
viéc nira, von di cira hang nay c6 thé lién tuc ting truong doanh thu, két qua 1a loi
nhuan ttr 40.000 té moi thang, giam Xuéng con 30.000 t&, 20.000 t&, 10.000 té, cudi
cung 1a thua 15, day 1a két qua tat yéu cua con nguoi, cudi cing ban van khong
nhan duoc déng nao. Cai goi la co ché tdt, chinh 1a kich thich tiém nang cuia con
nguoi, danh thic 10ng tot ctia con ngudi.

Piém mau chét thir ba, vi von ciia toi da dwoc thu hoi, t6i 1am éng chi
“tay khong”, c6 thé nhan dwoc 20% c6 phan, c6 thé nhin dwoc 8.000 t& mbi
thang, mdt nim cé thé nhan dwoc 96.000 té, quan trong 13, sw nghiép ciia ban
con c6 thé phat trién, ban khong thay thoii mai sao?

Néu ban gui 200.000 té vao ngan hang, mot thang dugc bao nhiéu tién? Tinh
theo 14i suat hang nam 1a 3%, mot nam chi ¢ 6.000 t&, cong vdi lam phat, tai san
ctia ban dang ngdy cang giam. Néu ban c6 thé hiéu rd 3 diém méu chdt trén, thi
ban da van dung rat tot ban chat con nguoi dé giai thich kinh doanh.

Cach phan chia thi ba:

Khoéa lgi nhuin dé phén chia lgi nhuén. Vi dy, Truong Tam va Ly T dau
tu vao mot cong ty, téng dau tu 13 1 triéu té, tat ca sb tien déu do Truong Tam bo
ra, con Ly Tt khong bé ra déng nao, anh ta phy trach toan bo hoat dong quan ly va
kinh doanh. Hai ngudi thoa thuan chia ¢6 phan 50/50, lac nay, ching ta c6 thé khoa
lgi nhuan dé chia cé tic, trude tién, toi sé day ban cach chia, sau do s¢€ phan tich tu
gbc do con nguoi, tai sao phai chia nhu vay?
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Vi du, 1gi nhuan t4i thiéu hang thang co thé kiém duoc 100.000 té, ching ta
lay 100.000 té loi nhun 1am co s&, khéa lgi nhuan dé chia co tuc.

o Loinhuan 100.000 t¢, Truong Tam chia 50%, Ly Tt chia 50%.
o Loinhuan 200.000 t&, Truong Tam chia 35%, Ly Tt chia 65%.
o Loinhuan 300.000 t&, Truong Tam chia 30%, Ly Tt chia 70%.
o Loi nhuan 400.000 t¢, Truong Tam chia 25%, Ly Tt chia 75%.

Tai sao chiing ta phai chia cd tirc theo t¥ 1é khac nhau dwa trén loi
nhuin khac nhau? Xét tir goc dd con nguoi, boi vi Trwong Tam chi bo tién,
khong lam viéc, lgi nhuén co thé dat dén mirc d6 nao hoan toan phu thudc vao Ly
Ta. Néu Ly Tu cang lam cho 1g1 nhuan tdng cao, ma anh ta lai khong thé nhan
duogc nhiéu loi ich hon, anh ta s& khong thé hy sinh strc khoe va thoi gian ciia minh
dé 1am viéc cat luc nham tang lo1 nhudn, day la nhan tinh.

Mac du loi nhuan tang cao, Truong Tam khong nhan duoc nhiéu loi nhuan
nhu vy, nhung dinh gid cta cong ty di ting 1én, néu mot ngdy nao do, ching ta
gidi thiéu c6 dong méi, c6 dong méi mua cb phan ciia cong ty phai bo ra nhiéu tién
hon, ma s6 tién bo ra nay, Truong Tam ciing c6 thé nhan dugc.
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4.Rén bi quyét 3¢ duy tri quan hé giira cdc.dodi tic

Dai da s cac vén dé cua ddi tac déu 13, anh em hop tac tdt thi gibng nhu
Thity Hir, hop tac khong tot thi gidng nhu Bén Thugng Hai, chi em gai hop tac tot
thi gibng nhu Thoi Pai Thiéu Nit, hop tac khong tét thi gibng nhu Hau Cung Chan
Hoan Truyén. Su sup d6 cta bat ky cong ty ndo, déu khong lién quan dén nhan
vién, nhit dinh 1a do mau thuin ndi bd gilta cac ddi tac. Mdi quan h¢ gitra cac ddi
tac, gibng nhu mdi quan hé gitta vo chdng, hop tac tét, gia dinh thinh vuong, hop
tac khong tot, vo chong ly tan.

Duéi day 14 4 bi quyét dé cac dbi tac hop tac hoa thuan, néu ban c6 thé hiéu
va thuc hién 4 bi quyét ma toi chia sé duéi day, doanh nghiép cta ban chic chin s&
phat trién 16n manh, béi vi ching toi phat hién ra rang, cap cbt 16i ciia mdi doanh
nghiép phat trién 16n manh, déu da trai qua 4 diéu sau day.

1. Poi ngoai phai nhit quan

Cap cot 161 chi can budc ra ngoai, phai n61i cung mot 101, "tha cung mot logi
bom", bat ké mau thuan gitra cap cot 161 da dén murc dd nao, budc ra ngoai, cho du
la trude mat khach hang hay nhan vién, déu phai thé hién nhu anh chi em rudt thit.

Ban phai nh¢ riang, nhan vién cta cong ty chi c6 mot truong hop méi bat
hoa, d6 1 cap cdt 16 co nodi chién. Ban hay thir nghi xem, mot vai 6ng chi cua
cong ty, yéu thuong nhau nhu anh em rudt thit, nhan vién nao dam "an gan hum
mat gcfu " Ho dam dau d4 ndi bo sao? Dam 1ap be phai sao? Gilra cép cdt 161, chi
can c6 mot chut ran nut, thi ¢ cép dd nhan vién da co thé danh nhau roi. Vi du, 3
nguoi trong cap cbt 16i ciia cac ban dang hop v6i nhan vién, ong chi dang phat
biéu trudc nhan vién, hai co déng bén canh cho rang 6ng chil néi khong hay, noi
qua Iéch lac. Biéu cam va anh mat ctia ho chi can c6 mot chut khong hai long, ban
nghi rang nhan vién khong nhin ra sao?

Tbi ndi cho ban biét, ndi chién bat dau tir lac nay.

Vi vay, khi d6i mat véi nhan vién va khach hang, bat ké déi tac ciia ban
pham phai sai 1am gi, truéc mit nhan vién va khach hang déu khong duge ndi ra,
déu phai thé hién sy doan két cta cac ban, "Vira roi, nhitng gi tong gidm déc
Triwong néi thue sw qud tuyét voi, ding la than tuwong trong long t6i". Ngay ca lic
nay, ong chu cua ban thuc sy "tha bom", "bom" nay bdc mui hoi thdi, mot nhan
vién nao d6 ngui thay, nhan vién noi rang "bom" ctia 6ng chi that hoi, ban phai
ngay lap tirc dung ra noi, ai nd1 6ng chu "tha bom”, ai ddm nd1 6ng chu "tha bom”,
t61 khong nguri thdy, hon nita, ban con phai gia vor rat tire gian. Chi khi cap c6t 16i
clia cac ban nhu burc tudng dong véach sat, ban méi co thé tro nén bat kha chién bai
trudc mat nhan vién va khach hang.
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2. D6i noi phai néi that, phai "cai nhau"

Nhiéu ngudi nhin thiy t6i viét & trén, dbi ngoai phai nhat quan, c6 thé trong
long dang nghi, nhu vay, chang phai 1a cap cot 161 cia chung ta déu dang n6i doi
sao? Cam giac nhu dang ninh bg, vay cong ty con tuong lai gi? Thuc ra khong phai
vay.

Vi véy, ban hiy xem diéu tht 2 cua ching t6i, cAp 6t 1i ciia ching toi
déng cira lai, d6i ndi phai noi that.

Chén ly ciia mét doanh nghiép 100% la do cip cot 15i bién chirng ra
bang cach néi that va ciii nhau, chung t6i ludn néi vé phép bién chimg trong triét
hoc, céi goi l1a bién chung, 1a moi nguoi cung nhau tranh luan va chung minh, ting
budc tirng budc phat hién ra ban chit va chan 1y cia sy vat. Ban hdy nhé mot ciu:
Mot "cdp cét 16i” khong "cdi nhau”, thi cong ty nay 100% khong c6 twong lai.
Chung ta hay phan tich tir goc d6 con ngudi, ba ngudi trong cap cot 16i & bén nhau,
chua bao gio cai nhau, dai dién cho diéu gi? Pai dién cho vi¢c c6 nguoi trong $6
ho khong noi that.

Néu ba ngudi trong cap ¢t 16i nay, déu coi doanh nghiép nay 1a viéc cua
minh, 1am sao c6 thé gip phai moi viéc déu co y kién gidng nhau, y kién déu hoan
toan thong nhat, khong bao gio dua ra y kién phan d6i? Cau tra 1i chi c6 mét, d6
la dimg ngoai cudc, chinh l1a ho dang lam viéc cho ban, ho dang "cdu gio”, ho chua
bao gio nghi dén su song con ciia doanh nghiép! “Cai nhau” 1a bi quyét cot 16i
ciia bién chirng, ciii nhau 13 phap mén quan trong dé tim ra chén 1y, cii nhau
12 huyét mach ciia viéc phat hién ra quy luét!

TAt nhién, t6i mudn nhic nhé moi nguoi mot diéu, cép cdt 131 cdi nhau, cho
du cdi nhau dit doi dén dau ciing khong sao, tham chi c6 thé dap ban, nhung moi
van dé chiing ta cdi nhau, chi dwgc nhim vao viéc, khong dwoc nhim vao
ngu’(‘)'i Chung ta c6 thé bély t6 quan diém cta minh mot cach manh mé vé mot Vén
dé, nhung chung ta tuyét doi khong duoc c6 bat ky y kién gi Ve con nguoi ciia cap
cbt 18, vi vay, diéu nay rat thir thach cap cdt 16i, trong cudc sdng hang ngay, phai
yéu throng 1an nhau.

. Cép cbt 151 trong cudc sbng, cang yéu thuong 1an nhau cang tt!
« Cép cbt 161 khi cii nhau, cang nham vao viéc, khong nham vao nguoi cang
tot!
3. Cap c6t 16i cho dui cdi nhau dén mirc nao, ciing tuyét doi khong
dwoge noi 1oi chia tay, day la ranh giéi d6 cia cap cot 16i

Céc d6i tac cung nhau khai nghiép, moi ngudi phai cam két trong khoang
thoi gian da thda thuan, bat ké xay ra chuyén gi, cai nhau dén murc nao, cho du
danh nhau, bat ké tinh hinh nghi€ém trong dén dau, ai cling khong dugc noi 161 chia
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tay, ai cling khong dugc noi bd cudc, ai dam noi 101 chia tay, nguoi do s€ "ra di tay
trang”, c6 thé nhiéu nguoi s€ nghi, di€u nay qua nghiém trong!

T6i xin 1dy mot vi du, ban s& hiéu. Hai chiing ta hen nhau cting nhau khiéng
mot tang da 16n, két qua la khiéng dugc mot nura, ban dot nhién budng tay, khong
khiéng nita, ching phai 1a tang da s& de 1én chan t6i sao? Moi nguoi déu 1a ngudi
treong thanh, ching ta da hen nhau cting nhau khdi nghiép, ai ma chang bo ra "tién
tiét kiém ca doi"? Ai ma chang danh cuoc tudi tré va tuong lai ciia minh? Ai ma
chang hy sinh gia dinh va con cai cia minh? D3 hen nhau ciing nhau lam mot viéc,
ban dot nhién nhu mdt dtra tré, n61i mot cau "76i khong choi voi ban nita”, ch:fmg
phai 12 ban dang hai nhimg d6i tac khac sao? Ban da khong quan tim dén sdng
chét cua chung t6i, ban mudn roi di, vay thi xin 16i, ban chi co thé "ra di tay
trang”.

Vi vay, trong hé gia tri ¢t 18i cua Hoc vién Nhan tinh chi chién, c6 mot gia
tri 1a "khéng bao gio bo cude”, chinh 1a mot vai ngudi sang lap cbt 18i ciia ching
t61, cho du ¢ai nhau vi bat ctr chuyén gi, cho du gip phai kho khin gi, ching t6i s&
khong bao gio nd1 hai cht "chia tay”.

4. Cho dui cdi nhau nhw thé nao, ciing phai cii nhau dén khi vui vé,
moi duge roi khéi hién truong cai nhau

Nhi€u nguot nghe xong, truc ti€p choang vang, “Toi [on dén chung nay,
chuea bao gio nghe noi, cai nhau con co thé cai nhau dén khi vui vé?” Toi xin chia
s€ vOi1 cac ban kinh nghiém cua chung t6i.

Vi dy, mdt vai ngudi trong cap cot 161 & bén nhau, tranh luan vé mot van dé
trong thoi gian dai, lac nay, cho du 13 1y tri hay cam tinh, d4 13 c&i nhau, chic chin
s& c6 mot s6 ngudi khong vui. Va toi phat hién ra rang, dai da sb cap cot 16i cua
cac doanh nghiép, khi d6i mat véi van dé, khi tranh luan, thudng két thuc nhu thé
nay, "Thoi, thoi, cir lam theo y cua ban di! Sau nay toi sé khong noi nita, d‘u’O’c
chua!" Cu01 cung déu 1a khong vui vé ra vé. Cudc cai va khong Vu1 vé ra vé nay,
chtng t6 van dé chua duoc giai quyét, nut thit trong 1ong gitta cp cdt 18i ciing
chua duoc thao go.

Neéu ban c6 y kién vé mgt ngudi, mot 1an, hai 1an, ba 1an, méi lan déu khong
giai quyét dugce, lau dan, thanh kién va odn han cua ban doi véi ngudi nay s€ ngay
cang sau sac, ban rat ghét nguoi nay, lai con phai lam viéc chung véi nguoi nay
trong thoi gian dai, mot ngay nao do, ban s€ boc phat tat ca nhitng oan han nay
trong cong vi¢c, ma qua bom nay dua dé "giet chét” do1 ngili va cong ty cua ban!

Vay t61 s€ day ban céch cai nhau ding dan nhu thé nao?

Cap cot 16i trude tién phai thong nhat, sau nay, chi can gap phai van dé
bat dong quan diém, cai nhau, chi can chuwa 6m nhau vui vé, ching ta phai
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tiép tuc cii nhau dén "troi long dit 16", tuyét d6i khong dwoc roi khoi hién
truwong cii nhau.

Vi dy, ban va anh trai ban cing nhau mé mot ctra hang, mot ngay no, hai
nguoi cii nhau. Néu cai nhau dén 3 gio sang, hai ngudi van chua 6m nhau vui vé,
thi hiy cii nhau dén sang, néu cai nhau dén sang ma van chua 6m nhau vui vé, liic
nay, tuyét d6i khong dugce khong vui vé ra vé roi di md cira kinh doanh, nhu vy,
oan han cua hai nguoi s¢€ tich ty, cach lam dung dén 13, tiép tuc tim mot can phong
dé cii nhau tiép, cii nhau dén khi nao vui vé, cii nhau dén khi nao 6m nhau, thi
m&i md cira kinh doanh, ban hay thir nghi xem, hai nguoi con chua thong nhét vé
van dé, trong 1ong con mau thuin, ban mé cira hang gi? Cho di mo ctra hang, sém
mudn gi ciing s& dong cira. Chic chan moi ngudi sé thic mac, 1am thé nao dé cii
nhau dén khi vui vé? Toi n6i cho ban mot bi quyét, chi can thoi gian cdi nhau cia
hai nguoi du 1au, 100% hai ngudi s& cii nhau dén khi vui vé.

Nguyén 1y rat don gian, hai ngudi cii nhau mot ngdy mot dém khong ngi,
cdi nhau dén mirc khong con strc luc, “Oi troi oi, thuc sy qud mét méi!” Lic nay,
ca hai bén déu sé nhuong bo, giong di¢u noi chuyén ctia hai nguoi s€ thay doi, mot
nguoi noi, “Oi! Thuc ra, moi chuyén déu la do t6i lam khong 16t, t6i nén tu kiém
diém ban théan, ban dd chiu am ke roi, thue sw xin 16i.” Ngudi kia ngay 1ap tirc néi,
“Thuec ra t6i ciing c6 16i, t6i khéng nén néi gidn nhie vdy, ban yén tam, sau ndy t6i
sé khéng noi gidn nira.” Hai ngudi cii nhau qué 1au, cii nhau qua mét moi, hon
nita mot chi d&, néi chuyén trong thoi gian dai nhu vay, cho du 1a su that hay hiéu
1am, tir 1au d& noi ra ban chat roi.

Poi ngii cbt 18i ctia chung t6i khai nghiép, trai qua nhiéu nim nhu vay, moi
lan ci nhau, khong c6 1an nao 1a khong két thiic trong vui vé, mdi lan hai ngudi
cdi nhau xong, giéng nhu vira bé quan tu luyén v cong, mot doi ngil tran day ning
luong, tro lai manh mé hon! Vi vay, cap c6t 16i cua doi ngii chiing t61, déu yéu
thuong 13n nhau, gitta chung toi, tuyét d6i khong cho phép ton tai bat ky mot chat
kho chiu nao. Méu thuan giira cap c6t 151, gibng nhu hong ban bi méc xuong ca,
ban khong kip thoi 1y ra, mdi gidy mdi phut déu khién ban kho chiu, ban khong
thé an ngon mdi bita. Néu ban khong kip thoi giai quyét mau thuln giira cap cot
18i, thi bat ky van d¢ gi ctia cong ty ban ciing khong thé giai quyét duoc, gbc cay
da bi bénh, chéng 1& ban con mudn canh 14 sum sué sao?

Moi nguoi nhin théy Hoc vién Nhan tinh chi chién phat trién tot, cac ban chi
nhin thay qua ngot ctia ching t6i, ma khong hiéu rd gdc ré cua chung t6i, vi vay,
canh gidi cao nhét cua viéc hoc tap, khi chung ta nhin théy qua cua mot cai cay tdt,
chung ta nén lan theo qua dé tim déy leo, sau d6 lan theo day leo dé tim hat giéng,
ching ta md&i co thé phat hién ra quy luét va ban chét ctia sy vat.
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S. Cach thiét 13p co ché rit lui cho cd dbng

Khi chiing ta két hon, rt nhiéu ngudi déu néi trén 18 duong: "Chiing ta sé
song dén dau bac rang long, tram nam hanh phiic”, thuc ra, hanh phtic ctia hon
nhan khong phai 14 noi ra bang miéng, c6 thé hanh phtic hay khong, khong phai
dua vao 101 htra hen ctia ban trong 18 cudi, ma can chung ta thyc hanh trong cudc
song.

Thuc ra, diéu quan trong nhét 13 trude khi két hon, hay thoa thudn vé cach ly
hon, tai san sé dugc phan chia nhu thé nao, thoa thuan trudce, s€ khong dén muc khi
thuc sy ly hon lai tré thanh "cugc chien Iy hon", tham chi tré thanh ké thu.

Nhung vi vin héa dai chung rat kiéng ky diéu ndy, nén chung ta thudng né
tranh. Néu nhimg diéu ndy chung ta khong thoa thuan rd rang, khi chung ta d6i mat
vo1 ly hon, tai san s€ dugc phan chia nhu thé nao? Chéc chin s& tro thanh "cude
chién tranh gianh tai san", chuyén nay mic du ching ta khong néi ra, nhung tir khi
chung ta nhan gidy chtng nhan két hon, luat hén nhan cia qudc gia da thiét ké sén
cho chiing ta. Hop tac kinh doanh, thuc ra ciing giéng nhu két hon, phai hiéu r6
"co ché hon nhan".

Tai sao con ngudi phai két hon? Tai sao nhiéu "tiéu tam" lai mudn "danh
chinh ngén thudn"? Ban chat ctia hon nhén 13 vi tinh yéu sao? La vi sinh con sao?
Ban chat cia hon nhan 1a vi danh phan, danh - ban 1a vo clia ai 46, phén - tai san
c6 thé duoc chia mot nira, ddy méi 1a diu quan trong. Gidy chimg nhan két hon
chinh 13 danh phan cta vo chong, con théa thuin hop tac, chinh la gidy ching
nhén két hon ciia nhirng ngudi ching ta kinh doanh, néu thoa thuan hop tac cia
chung ta khong quy dinh rd rang quy tic gia nhap va rat lui, sau ndy s& ngay nao
cling tranh cai.

Vi vay, dai da s6 moi nguoi déu khong biét cach hop tac, nhin thiy mot
nguoi cam thay 6n 1a két hon, day chinh 1a ngudn gbc cua dau kho.

C6 mot cau chuyén cudi nhu thé nay, c6 mot nguoi dan 6ng ndm mo thay 4c
mong, sau d6 khoc rat tham thiét. Vo anh ta hoi anh ta: "Ank sao vay?". Nguoi dan
ong noi: "Anh mo thay anh két hén lan nita!". Ngudi phu nit n6i: "Vdy thi em phdi
chiic mirng anh réi!”. Ngudi dan éng noi: "Nhung anh vén khan voan ciia ¢é ddu
Ién, phat hién ¢é ddu van la em, hu hu ...".

Tai sao sau khi két hon lai c6 nhiéu tranh cai nhu vay? Béi vi trude khi két
hon d4 khong quy dinh rd rang luat choi. O Ireland, khi két hon, c6 thé ky két thoi
han truée, ¢6 thé két hon 5 nam, cling co thé két hon 10 nam, thdi han ky két cang
ngan, chi phi ban phai tra cang cao, thoi han ky két cang dai, chi phi ban phai tra
cang thap. Nb&i dau kho hién tai cua ching ta 13, sau khi két hon khong thé tra lai
hang, tra lai thi mat mot nira tai san!
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Hop tac v6i ngudi khac ciing vy, tim kiém déi tic con quan trong hon
tim Kiém vo, "phu nit sg ldy nham chéong, dan éng so chon nham nghé", thyc ra,
diéu dan ong s¢ nhét 13 tim nham ddi tac kinh doanh, chon nham ddi tac con dang
so hon léy nham vo.

o Cach thiét 1ap "ludt hon nhén" cho doi tac

Chung ta kinh doanh phai tuan thu "Ludt Doanh nghiép" clia qubc gia, ma
khi chung ta thanh 1ap cong ty, c6 mot thir goi 1a thoa thuan cd dong, thoa thuan cd
d6ng chinh 1 "Ludt Doanh nghiép” cta riéng minh, thoa thuin c6 déng twong
duong vo1i luat phap cia riéng doanh nghi¢p, moi nguoi cung nhau théa thuan,
cung nhau tuan thu, cling c¢6 hiéu luc phap 1y.

Rat nhi€u nguoi khi mé cong ty, chua bao gid quan tdim dén hop dong co
dong, tuy tién tadi mot ban trén mang la xong, sau nay cac ban chac chan s€ "dau
da" 1an nhau. Ti€p theo, ching t61 s€ chia sé 4 co ché rat lui cho doi tac.

Phin nay la trong tAm ciia trong tim, nhit dinh phai doc k¥ vai lan.

1. Thoa thuén thoi gian rit lui, nguyén tic chi ¢é 4 chir: Cung tién ciing
lui

n-n

Pai da s6 moi ngudi déu 13 "hop tdc kiéu anh em”, "chia tay kiéu ké thi",
nhitng ngudi nhu vay 1a nhitng nguoi chua trudng thanh, trude khi hop tac voi bat
ky ai, hdy thoa thuan vé cach chia tay, luat hon nhan hién nay, viéc cong ching tai
san trude hon nhén, chinh 12 thiét 1ap co ché rut lui.

Quy dinh r0 rang luét chia tay trude khi két hon, 12 mot sy bao vé cho tat ca
moi nguoi!

Khi chiing ta hgp tac, phai théa thuan ro rang thoi gian rat lui, tir ngay thanh
lap cong ty, toi dé nghi moi nguoi lay 5 nam lam ky han, trong 5 nam nay, bat ké
cong ty gap phai kho khin gi hodc tinh trang thua 15, bat ky ai ciing khong duoc rit
lui, tit nhién, ban cling co thé dat ky han 10 ndm, thoi gian do cac ban tu quyét
dinh.

Ai mudn bo cude, ngudi d6 s& "ra di tay trang . Tat nhién, t6i mudn nhic
nhd moi nguoi mot diéu, "ra di tay trcfng " 1a vi pham phap luat, ban c6 thé viét
trong hop ddng: “Trong vong 5 ndam, ai muén “rat lui”, thi chi cé thé lay 1 té, diéu
nay la hop phdp . Toi xin lay mot vi du, t6i mé mot cong ty, tong dau tu 13 1 tricu
t¢, ca nhan t6i dau tuw 500.000 té, chiém 50% c6 phan, t6i lai tim thém 5 nguoi ban
hoc, mdi nguoi dau tu 100.000 t&, mdi nguoi chiém 10% co phﬁn, cong lai vura du
100 c6 phan. Két qua 13, ndm dau tién kinh doanh thua 15 1 triéu té, t6i noi véi cac
ban: “Pirng nan chi, ndm sau nhat dinh phdi lam dn 16n, ching ta phai viee ddy,
lam lai tir dau, tiép tuc dau tw I triéu té”. Lic ndy, 5 ngudi ban hoc ciia toi déu
khong dam dau tu, sau d6, t6i ban nha, ban xe, vay nang lii, tu minh dau tu thém 1
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triéu t&, néu lai thua 16, ho s& nodi: “Pd bdo ban ding dau tw réi, ban khéng nghe,
day déu la do ban tw tim dwong chét, khong lién quan dén ching téi.” Néu kiém
duoc tién, ho lai chay vé, n6i: “Téi con 10% cé phd‘n, nhanh chong chia co tire cho
t6i”. Luc ndy, 6 nén chia ¢ tirc cho ho hay khong?

Chia thi t61 thiét thoi, khong chia thi ho s€ noi1 t61 khong ra gi, vi vay, trén
giang hd, tai sao lai c6 nhiéu 4n 0an nhu vay, chinh 1a vi luc dau hop tac, da khong
quy dinh 13 rang luat hop tac, hop tac voi bat ky ai, trudce tién hiy quy dinh rd rang
co ché rat lui.

Vi du, nim dau tién thua 15 1 triéu té, luc nay, c6 mot ngudi ban hoc noi, toi
khong lam nita, tra lai 10% co phan cta toi cho toi, lic ndy cong ty dang "nurdc séi
lira bong", anh ta con mudn rat von, khong nhiing khong noi dén sé tién da thua 19,
ma con phai tra thém 100.000 té von cho anh ta, chang phai 1a ¢y nhanh cai chét
ctia cong ty sao! Néu luc dau hop tac, chung ta quy dinh ky han hop tac, vi du nhu
trong vong 5 nam, trong trudng hop coéng ty chua kiém duogc tién, ai mudn rat lui
thi chi ¢ bdn chit: "Ra di tay trdang”, chuyén nhuong ¢ phan cho cac cd dong
khac voi gid 1 té. Anh ta s& khong thé rat ¢6 phan nita, trén giang hd c6 rat nhiéu
chuyén nhu vay, luc thua 16 thi moi nguoi déu chay mat, lac kiém duoc tién thi
moi nguoi lai chay vé doi chia c6 tuc.

Vay con c6 mot kha nang khac, anh ta dau tu 100.000 t&, chiém 10% co
phan, tinh hinh kinh doanh cta cong ty c6 thé khong 1y tudng, cong ty chi co
100.000 t€ lo1 nhuan mot nam, anh ta cam théy ty suat lgi nhuén qua thép, chi co
thé chia dugc 10.000 t&, anh ta mudn 1dy 100.000 té nay dé dau tu vao viéc khéc,
vi vdy, anh ta di dé xuét rat von.

Truong hop nay nén lam thé nao? Ciing theo logic d6, chung ta chi chia cho
anh ta 10.000 t& co tirc cua nam nay, 100.000 té von dau tu cua anh ta, chi cé thé
nhan 1 t¢ va ro1 di. Quy tac rat lui nhu vay s€ khién chi phi rat lui ctia doi tac rat
cao, cac co dong madi khong dé dang tan ra.

2. Vi pham cac quy dinh quan trong cta cong ty

A. Tham 6, bién thii cong qu¥, 1am giau bét chinh, gy t6n hai dén danh
du cua cong ty.

B. C6 dong "hai mang", bi mat hop tac voi ddi thu canh tranh.
C. Nhan don hang riéng, bi mat kinh doanh c4 nhan.

Ban c6 thé dua vao tinh hinh thuc té cta cong ty ban, li¢t ké tat ca cac hanh
vi vi pham quy dinh quan trong ctia cong ty ma ban c6 thé nghi ra, chi can vi pham
quy dinh quan trong ctia cong ty, cling s€ "ra di tay trang"”. Nhan 1 t¢ va roi di.
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3. C6 dong khong di ning lwc phai lam sao?

Ltc méi tim ddi tac, ching ta déu khong biét nang luc thuc su cia déi
phuong, sau khi 1am viéc mot thoi gian, phat hién ra doi phuong khong cé niang
luc thi phai 1am sao? Con c6 mot trudong hop khéc, ban dau, cd dong rat nd luc,
nang luc cling manh, nhung sau khi kiém duoc tién, ho bt dau luoi biéng, cong
viéc ngay cang lam kém. Liic ndy nén lam thé nao?

Ban dudi ho di, chic chin s& x4y ra mau thuan, ban sé& rat dau kho, cach tbt
nhat 1a ngay tir dau hiy thoéa thuan 16 rang co ché rat lui, dai da s6 cac doanh
nghiép tu nhan khong thé phat trién 16n manh, 13 vi nhan vién c6 6ng chu quan 1y,
nhung 6ng cha va c6 dong lai khong c6 ai quan 1y, cudi cing ngdy cang ludi biéng.

Chung ta c6 thé ghi rd rang quy tic c¢6 dong trong hop dong, nhu vay s&
hoan toan khic, ching ta s& treo mdt thanh kiém trén dau moi 6ng chu va co dong,
ai ddm pham 15i, s& bi thanh kiém dam xuyén qua tim.

o Kiém soat nhan vién, c6 thé khién hi€¢u qua cong viéc cao hon!
o Kiém soat ong chu, méi cd thé khién doanh nghiép phat trién 16n
manh!

Péi tac ciia ban khong co d()ng 1uc 1a vi khong c6 tinh thay d6i, moi thL'r déu
qua chic chan ho ngay nao cung "ng6i mat an bat vang ', chi mudn hudng ¢ tic,
khong muén lam viée, néu mbi quan hé gitra cac doi tac khong duoc xur 1y tot, co
mau thuan, thi nhan vién s& khong thé duoc gido duc tdt, doi ngii s€ trd thanh "6
hop". Gidng nhu vo chong ngay nao ciing cii nhau, con cai s& khong thé duoc gido
duc t6t. Pi tac bat hoa, nhan vién sé& chia beé phai, day 1a quy luat tat yéu.

Néu chiing ta gip phai c6 dong ludi biéng, nang luc kém, co thé lua chon
cach mién nhiém chtic vu ctia c6 dong, dé ho ra ngoai hoc tap mot thoi gian.
Chung ta c6 thé cho ho ntra nam hodc mot nam dé ra ngoai hoc tap, trau ddi ban
than, cic c6 dong khac c6 thé tim mot nguoi trén thi truong dé thay thé cong viée
ctia ¢ dong nay. Trong thoi gian mot nim ndy, ¢d déng van c6 thé nhan cb tuc,
nhung luong ctia nguoi thay thé cong viéc cta ho, phai do ho chi tra.

Mdt ndm sau, néu co dong da hoc tap, trau ddi ban than, va tu kiém diém
ban than, c6 thé dam nhiém cong vi¢c nay, thi co thé quay trd lai vi tri cd dong.
Néu quay tré lai ma van khong thé dam nhiém, thi ciing phai "ra di tay trdng”,
nhan 1 t& va roi di, cd phan cia c6 dong nay, do cac c6 dong khac tiép nhan, néu
ho mudn chuyén nhuong co phan cho mét ngudi nao d6 c6 quan hé tét trong cong
ty, phai dugc 2/3 s6 c6 dong ddéng y, méi co thé chuyén nhuong. Néu ho ra ngoai
hoc tap, ma van khong thé dam nhiém cong viéc, néu quy tic ciia ban khong
nghiém khac, khong yéu cau ho "ra di tay trang”, thi ho ra ngoai s& khong hoc tap
nghiém tlc, ngay nao cling an choi, tan gai.
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Gidng nhu t6i, thay Duong va anh Duyc, néu 3 ngudi chung t6i khong co quy
tac dé rang budc 1an nhau, khi chung t6i kiém dugc mot it tién, an phan tha thuong,
tu nhién cling s& trd nén ludi biéng. Rat nhiéu lic, ba ngudi ching t6i séng chung
v6i nhau, 6 gio sang, toi phat hién ra thdy Duong da day doc sach, ban néi xem, toi
c6 luoi dén dau, c6 mudn ngtt dén dau, toi cling khong thé ngu duoc, toan than toi
déu toat mo hoi lanh. Téi ngay 1ap ttc tinh tao, khong con budn ng, 14p tic bat
day hoc tap, khong con cach nao khac, cong ty phai phat trién, phai dat dugc két
qua, néu toi khong c6 gia tri, té1 chi co thé bj loai bo.

Luc méi khoi nghiép, t6i nhd thdy Duong da néi véi t6i mot cau rat kinh
dién, thay ay noi: “Ldo Ngb, néu mét ngay ndao do téi khong thé tao ra gid tri cho
déi ngii, hdy thay thé téi.” Toi ngay 1ap tic tra 10i: “Thday Dwong, thdy yén tam, vi
twong lai ciia cong ty, t6i tuyét doi sé khong nwong tay”. Thuc ra, ban phai hiéu
rang, thdy Duong c6 thé noi ra nhiing 10i ¢6 chiéu sau nhu vy, lidu thay ay c6 thé
khong ¢ gia tri sao? Cau ndi nay da dat dén mot tam cao. Nguoc lai, sau khi toi
nghe xong cdu ndi nay, t6i da so hii dén mirc ngn khong yén trong mot thoi gian
dai, thdy Duong néi rang thay dy khong co gid tri, yéu cau toi thay thé thay Ay, y tir
chinh 1a: “Ldo Ngé, néu ban khéng cé gid tri, t6i ciing sé thay thé ban.” Trong thoi
gian do, to61 ngay nao ciling hoc tdp cham chi, s¢ minh khong c6 gia tri.

Xin hoi, ban c6 doi ngii tét nhu vay khong? Ban ¢ tang 16p cot 16i co chiéu
sau nhu vay khéng? Vi vay, hiy nhé rang, tang 16p cdt 16i & bén nhau, khong chi
phai yéu thuong 13n nhau, ma con phai "giét" 1an nhau, ttrc 1a thac ép 1dn nhau
cung tién bo, hinh thanh tinh cam siu sic va canh tranh lanh manh.

Chuing t61 dén vé1 nhau vi giac mo, chung t61 hién thuc héa giac mo vi gia
tri!

Trén day la cach xir 1y c6 dong 16p cot 16i khong 6 ning luc. Tiép theo,
chung ta s& néi vé cach xir Iy cd dong cap trung khong cé ning luc. Co dong cap
trung la gi? Vi du nhu quan 1y ctra hang cua ban, truédng phong cua ban, cling nhu
nhitng nhan vién cdt can cd niang luc dic biét trong cong ty clia ban. Nhimg nguoi
nay, khi chung ta cho ho ¢6 phan, thong thuong 13 vi chiing ta coi trong ning luc
ctia ho, chiing ta khong chi khong kiém tién ciia ho tir ¢6 phan, tham chi dai da s6
ong chii, con giam gia rat nhiéu cho ho.

Vi du, gia c¢6 phan ciia chung ta 13 10.000 té mot c¢6 phan, chung ta nhin thay
mot quan 1y ctra hang c6 nang luc dac biét, mudn thu hat anh ta [am c6 dong,
chung ta giam gia 20%, cho anh ta mua c6 phan véi gia 8.000 t& mot cd phan. “Pd
gidm gid cho ban roi, ré rang la cho ban kiém tién, thi téi chdc chdn phdi diea ra
yéu cau doi véi ban, lam tot, ban tiép tuc lam c6 dong cua téi, lam khéng tét,
chiing t6i nhat dinh phdi thu héi c6 phan.” Khi ky két hop dong ¢6 phan v6i anh
ta, chung ta phai ghi rd rang cac quy dinh vé c6 dong.
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Vay ching ta danh gia c6 déng khong di ning lwe nhw thé niao?

Trong mot cong ty, ching ta chia thanh hai bo phan cdt 161, mot 1a b phén
chirc ning, hai 12 b phan ban hang, vi vay, c6 dong ciing dugc chia thanh c6
d6ng bo phan chirc nang va cd dong bo phan ban hang. Tat nhién, toi dé nghi moi
ngudi, khi cong ty chua 16n manh, hay ¢d gang thu hat nhimg ngudi trong bd phan
ban hang trd thanh c6 dong, chd dén khi cong ty dan dan phat trién 16n manh, roi
m&i thu hit nhirg ngudi trong b phan chire ning trd thanh cb déng. Boi vi mot
doanh nghiép trong giai doan khoi nghiép, nén tap trung vao doanh sd ban hang,
boi vi giai doan dau 13 giai doan sinh ton, sdng s6t quan trong hon bat ctr diéu gi.
Doanh nghiép & giai doan giita, nén tap trung vao ca doanh s ban hang va co ché
quan ly. Boi vi giai doan gitta d3 "binh hing tuéng manh", lac ndy, co ché quan Iy
va phan chia cling quan trong nhu doanh sé ban hang.

Céch danh gia co6 dong bd phén chirc ning:
 Nam thr nhit, diém hiéu suét cong viéc dudi 80 diém, gidm madt nura cd tuc.
o Nam thi hai, diém hiéu suat cong viéc dudi 80 diém, hity bo toan b ¢ tirc.
o Nim tht ba, diém hiéu suét cong viéc dudi 80 diém, rat von va roi di.
Khi chiing ta thi ctr & trudng hoc, diém 60 1a diém dat, ban chi can dudi 60
diém, sé bi loai, chiing ta 14 c6 dong clia cong ty, chiing ta nén cd yéu cau cao hon

so v&i nhan vién binh thuong, lay 80 diém lam diém chuan, da 1a rat rong luong,
ti€u chuan rat thap rou.

Cach danh gia c6 dong bd phan ban hang:

Pbi voi bo phan ban hang, chiing ta truc tiép danh gia dya trén chi tiéu loi
nhudn, néu chi ti€u logi nhuan cta ho khong dat 80%, s€ xur ly theo cac truong hop
sau:

o Nim tht nhat, chi tiéu loi nhuan dudi 80%, giam mot nira o tic.
o Nam thtr hai, chi ti€u loi nhuan dudi 80%, huy bé toan bo cd tuc.
« Nim thu ba, chi tiéu lgi nhuan dudi 80%, rat von va roi di.

Cu thé nén danh gia nhw thé nao?

Vi duy, ban c6 mot quan 1y cira hang, anh ta chiém 20% c6 phan cua cira
hang nay, muc ti€u lgi nhuén cta ctra hang ndm nay 1a 1 triu t¢, néu anh ta khong
dat dugc 800.000 t€, tirc 1a khong hoan thanh 80% chi tiéu. Nam thir 2, cd tuc sé bi
gidm mot nura. T4t nhién, ban khong thé dat muc tiéu mot cach tuy tién, vi dy, ban
muén dit muc tiéu vao thang 8 nam nay, ban phai tham khao 2 diéu kién. Piéu
kién thir nhat 13 muc tiéu doanh thu cua thang 8 nim ngoai. Diéu kién thir hai 1a dit
liéu doanh thu cua 3 thang trudc thang 8 nam nay, tuc 1a tham khao dir liéu doanh
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thu trung binh cua thang 5, 6, 7 nam nay, chi khi tham khao 2 chi ) nay, muc tiéu
ban dat ra méi khong bi "léch lac”.

Viy c6 dong cap trung nén rut von nhu the nao?

Nhét dinh phai nhd, khong thé "ra di tay trang” nhu cd dong tang cdt 151,
boi vi tang cot 161 14 ting 16p cao nhét, hon nita, moi ngudi hop tac véi nhau lic
m&i khai nghiép, tiéu chuan dit ra ciing twong d6i cao. Con nhan vién khong c6
dia vi cao, néu yéu cau ho "ra di tay trd'ng " thi rit bat cong ddi véi ho.

e D461 vl ngudi ¢o chirc vu cang cao, yéu cau cang nghiém khac.
e D01 vl nguoi co chire vu trung binh, yéu cau co6 theé gidam mot bac.
e D041 voi nguot o chirc vu cang thap, yéu cau cang 1ong 1€o.

Duéi day 1a 3 nguyén tic rut von:

1. Trong trudng hop cong ty c6 tién mit, chi can dbi phuong khong pham 15i
16m, khong gay ra ton that 16n cho cong ty, thi khong duoc gifr lai tién cua
nguoi khac, gop bao nhi€u tién, thi rat bay nhiéu tién, tra lai tién cho ho.

2. Trong trudng hop cong ty kinh doanh thua 18, vi du, tong dau tu ctia cong ty
1a 1 triéu té, d6i phuwong gdp 50% co phan, bo ra 500.000 té tién mit, bay
gi0 cong ty chi con lai 500.000 t€, vay thi ban chi can tra cho ho 250.000 té
dé ho roi di.

3. Néu tién mat da duoc chuyén ddi thanh tai san, cong ty khong co tién mit,
tién déu duoc dau tu vao ctra hang, luc ndy, co thé tra gop, vi du nhu tra gop
trong 3-5 nim, mdi nam tra bao nhiéu phan traim? Nhiing diéu nay déu phai
duoc ghi rd rang luc gbp von, néu khong, sau ndy sé tranh cai.

O day, t6i con mudn néi thém 2 diém quan trong, 3 nam & day, khong phai la
3 nam lién tiép dudi 80 diém, néu 1a 3 nam lién tiép dudi 80 diém, thi c6 thé nam
tht nhat ho duéi 80 diém, nam tht hai lai trén 80 diém, nam thir ba duéi 80 diem,
nam thir tu lai trén 80 diém, nhu vay, viéc danh gia ndy con c¢6 ¥ nghia gi?

Cho du c6 gian doan hay khong, chi can c6 mot nam dudi 80 diém, co tic sé
bi gidm modt nura, chi can ¢6 thém mot nam duéi 80 diém, s& huy bo toan bo cd tuc,
thém mot nim nira dudi 80 diém, truc tiép "tam biét". Ban cling co thé thiét ké mot
co ché cho ho, vi du nhu, ¢6 tirc ctia ho da bi giam mot nira, néu nam tht hai ho
vuot chi tiéu, ban ¢6 thé khoi phuc ¢d tie cho ho.

4. Co dong mat kha nang lao dong, nén rut von nhu thé nao?

Thong thudng, khi c6 dong mét kha ning lao dong, nén nglmg chia co tirc
ngay lap ttrc, va lam thu tuc rat von theo gia c6 phan hién tai ca cong ty. Boi vi ho
da khong con kha nang lam vi¢c, khong con gia tri, néu ban khong cho ho ruat von,
cac co dong khac ciing s& c¢6 ¥ kién.
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Néu dbi phwong c6 déng gép dic biét cho sw phat trién cia cong ty, va
déng vai tro quan trong trong viéc giip cong ty phat trién 16n manh, chiing ta
c¢6 thé xem xét. Co thé dya vao mirc d6 dong gop cua ho dbi véi cong ty, co nén
kéo dai thoi gian rat lui hay khong, ching ta c6 thé kéo dai 3-5 nam cho ho, rat lui
dan dan theo ty 1¢ phan trim, nhung t6i d& nghi t6i da kéo dai 8 nam, khong qua 8
nam.

Vi du, ho chiém 10% c6 phan ciia cong ty, néu chung ta chia thanh 5 nim dé
rat lui, thi mdi nim s& rat lui 2% cd phan, nhu vy ciing thé hién dugc tinh nhan
van. Néu ban va ho c6 tinh cam sau dam, ban mudn giup do ho voi tu cach ca
nhan, tit nhién cling duoc, ban cé thé tu bo tién thi, mdi ndm g1 cho gia dinh ho
vai chuc nghin t¢. Nhan manh mét diém, néu mudn kéo dai thoi gian rut von, phai
do tat ca cac ¢ dong ctia cong ty hop, phai c6 2/3 s6 ¢b déng bo phiéu dong ¥, mai
c6 thé thong qua.




6. Céch thiét 13p.ca ché gia whip.cho cd dong

1. Nhitng ngudi nhw thé nao méi di tiéu chuin dé 1am c6 dong?

Chung ta tim ddi tac dé hop tac, 1a dé tim ngudi giup d& chung ta, chu
khong phai 14 dé cii nhau hang ngdy. Trudc tién, tu tudng phai théng nhat, phai
dap ung ba dicu kién sau:

« Lap truong phai kién dinh, tuyét doi dong long véi ong chii, néu khong,
cho du nang luc c6 manh dén dau ciing khong duogc sir dung.

o Thanh tich phii nam trong top 3 ctia cong ty, néu ban tim mot bac bao vé
de€ noi chuyén c6 phan vai ong ay, chac chan ong ay s€ noi: "Di cho khac
choi”.

« Phai c6 kha ning dam dwong cong viéc doc 1ap. Nhung néu lap truong
khong kién dinh, thi hai diéu kién con lai khong quan trong, chi can lap
truong khong kién dinh, cho di ngudi ndy c6 xuat sac dén dau, cling khong
thé trd thanh c6 dong.

2. Khi nio nén thu hit c6 dong?

Khi cong ty cua ban hoat dong kém hi¢u qua, doanh thu kem, dung tuyén
dung, cang khong nén tuyén dung c6 dong, khi hiéu qua kinh doanh kém, 6ng chu
dirng bao gio nghi dén viée tim mot "cao nhdn" trén giang hd dé gitip ban xoay
chuyén tinh thé, khi cong ty hoat dong kém hiéu qua, chi c6 6ng chu dich than
x6ng pha tran mac, tu minh tao ra két qua, day la cach duy nhat dé ctru van cong ty
cua ban. Cong ty hoat dong kém hi¢u qud, ban con khong thé dya vao chinh minh,
con dya vao ngudi khac? Pai da sé ong chu déu dang "mo méng giita ban ngay"

Thoi diém gép von rat quan trong, trén thé giéi nay khong c¢é co phiéu
tot, ciing khong cé co phiéu xau, chi cin xem ban mua vio liic nio, ban ra lic
nio. Rét nhiéu éng chu rat dang ghét, khi cong ty kiém duoc nhiéu tién, ho chua
bao gio néi dén chuyén cho nhan vién gdp von, khi cong ty bat dau thua 15, ho méi
gia vo tim nguot "gdnh toi".

Néu cong ty cua ban hién dang thua 10, bay gio ban thu hut cd dong, nhan
vién s& nghi nhu thé nao? Cong ty hién dang thua 13, 6ng cha bay gid mudn lay
tién cta ching toi.

Vi vay, cong ty nhat dinh phai thu hat ¢ dong vao thoi diém kiém dugc
nhiéu tién nhat, gidng nhu cong ty niém yét nhat dinh s& khong niém yét vao thoi
diém thua 16, nhat dinh s& niém yét vao thoi diém kiém duoc nhiéu tién nhat. Cho
phép nhan vién gép vén vao thoi diém cong ty kiém duge tién, nhan vién méi biét
on, cho du sau nay thua 16, ho ciing s& khong trach ban.
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3. C6 nén yéu cau ho bé tién khi gop von hay khong?

RAt nhiéu ong chi thuong mic phai mot sai 1am, nhin thdy mot nhan tai rat
gi61, lién no1: “Anh dén cong ty toi lam viéc di, toi cho anh 20% co phan, khong
can gop tien". Pi€u nay that vo ly!

Mot ong chii dong mot chit 1a cho ngudi ta cd phan, ngudi khac s& nghi nhu
thé nao, ngudi khac s& nghi rang cd phan ciia cong ty ban khong 6 gia tri, hodc 1a
cong ty cua ban hién tai chua kiém duoc tién. Néu mot ong chu dong mot chut 1a
tang cd phén cho nhan vién, chi dai dién cho mét diéu, ong chu khong tu tin vao su
nghiép cua minh.

Néu cong ty ctia ban trong tuong lai c6 thé kiém duoc 500 triéu té moi nam,
ban s& hao phong néi véi ngudi khac rang toi cho ban 20% cb phan sao? Chang 18
ban nd tang 100 tri¢u t& cho anh ta? Vi vay, hay nhg, sau nay dung dung cach nay
dé Ira nguoi khac!

Vi vay, hop tac véi bat ky ai, c6 thé yéu cau ho bo tién thi phai yéu cau ho
b tién, bo tién khong phai 1a vi tién, ma 1a vi dé "trao déi tam long", con nguoi 1a
nhu vay, tién & dau, tim & d6. Néu hom nay ban vay 20.000 t¢ dé nghe giang, to1
dam bao ban s& nghe giang rat cham chi, khong bo sot bat ky dau cau nao, néu la
ban bé bo tién moi ban di nghe giang, t61 dam bao ban s€ di hoc mudn, vé som, lc
thi ngu gat, luc thi nghe dién thoai, vi vay c6 cau noi: "Hoc khong tra phi thi khong
bao gio hoc duoc". C6 mdt khda hoc "Dot pha chién lugc" offline & Quang Chau,
c6 mdt hoc vién bay tir Tan Cuong dén, di lai ca van dim, mdi ngay déu dén sém
nhat, sau khi tan hoc con trao doi véi cac ban hoc vé nhirng gi minh da hoc dugc,
ngay tai hién truong da bt dau 1én ké hoach thuc hién khi vé nha. Con nhiing hoc
vién ¢ dia phuong, hodc la dén ding gio, hodc 1a di hoc mudn, vé sém.

S6 tién dau tu bao nhiéu, dai dién cho mtrc d6 coi trong, néu co nguoi tim
t61 hop tac, toi noi rang: "Dy dn ndy rdt tuyét, nhung téi khéng cé tién". Noi tring
ra, sy that khong phai 1 t6i khong mudn bo tién, ma 1a toéi khong tin tudng vao du
an ndy, néu toi tin tuong vao du an ndy trong twong lai c6 thé kiém dugc hang tram
triéu, chang phai 1a vay ning lii ciing phai dau tu vao sao? Vi vay, khong bo tién,
dai di¢n cho viéc khong tu tin vao vi¢c nay, cho du ban hop tac véi bat ky ai, néu
ngudi nay khong bo tién, thi chimg to ho khong tu tin, khong ty tin thi da that bai
roi.

Mot nguoi dd dén tudi thanh cong ma van chwa thanh cong, ngudi ndy nhat
dinh ¢6 van dé, vi du, ban tim nguoi ndy hop tac, nam nay anh ta da 30 tudi, du an
nay yéu cau anh ta dau tu 300.000 té, sau d6 anh ta néi: “Bdy gio téi khdng cé
tién”. Pidu nay chung té diéu gi? Chung to nguoi nay qua that bai, séng 30 nam,
ma con khong c6 300.000 t¢, ching to nang lyc 1am viéc ciia ngudi ndy qua kém!
TAt nhién, néu anh ta tiéu tién vi mua xe mua nha hoic nguoi nha bi bénh, thi lai la
chuyén khac. Nhung néu ngudi nay 1am viée rat gioi, lam nguoi cling rat thanh
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cong, hom nay anh ta can 300.000 t&, liéu anh ta c6 thé vay dugc 300.000 té tir ban
bé, ngudi than hay khong? Néu ngay ca ban bé ciing khong vay duoc 300.000 té,
chtng t6 ngudi nay 1am ngudi qua that bai, trong mat tit ca ngudi than, ban be,
anh ta khong dang gia 300.000 t¢. Ban ndi xem, ban hop tac voi nguodi nhu vay, két
qua s& nhu thé nao? Hop tac véi mot ngudi 1am viée that bai, lam nguoi ciing that
bai, ngay tur dau da that bai roi.

Tha khéng hop tac, ciing khong duoc hop tac voi ngudi sai, mudn tim thi
phai tim nguoi phu hop nhat, ngudi xuat sac nhat dé hop tac, giong nhu két hon
vay, tim nham con khong bang khong tim.

4. Co ché "hen ho"

T61 mudn tim mot nguodi vo, trude mat tdéi cd mot vai cd gai dé to1 lua chon,
t61 nén cho ho co hoi, phai thong qua viéc "hen ho" dé thir thach ho, cudi cung
thong qua "cugc dua”, chon ra ngudi phu hop nhat véi téi. Chung ta phai cho
nhitng c¢6 gai nay co hoi, nhung khong ai c6 thé chac chan.

Hop tac véi bat ky ai, déu 1a quy tic quan trong hon tinh cam, chit khong
phai tinh cam quan trong hon quy tac, rat nhiéu lic, chung ta déu yéu mdt nguoi
nao do vi hiéu 1am, chia tay vi hi€u ro.

Vi dy, ching ta cadm théy mot nhan vién rat tot, két qua la sau khi tr¢ thanh
co dong, lai phat hién ra khong phai nhu vay, vi vy, trudc khi két hon, phai "hen
ho" trude. Ban hiy nhd mot cau, hop tac diu tw véi bat ky ai, déu phai trai qua
thoi gian 1am viéc, tim hiéu tir nira nim dén mdt nim méi dwoc dau tw, day 1a
quy luat.

Khong dwogc dau tu truc tiép cho bat ky ai chwa trai qua thir thach cua
thoi gian.

To61 c6 mdt ngudi ban, khong hiéu rd vé mot nguoi, da dau tu cho anh ta
120.000 té, bay gio nguodi ndy mudn "dd"” ban t6i ra ngoai dé ty minh 1am, yéu cau
ban t6i 1dy 120.000 té san pham 1di roi di. Ban t6i chua timg kinh doanh nganh
nay, lay 120.000 t& san pham vé, chang khac ndo 6m mot déng rac vé nha, anh 4y
goi dién thoai cho t61, noi r.'fmg minh da "mu quang". Thuc ra, trude khi dau tu, néu
anh ay goi dién thoai héi t6i, thi s&é khong xay ra tinh trang nay, anh ay da quén mat
quy luat, quén mat ban chat con ngudi, chi mot 1ong mudn kiém tién nhanh. Ban
cang noéng voi, cang mudn kiém tién nhanh, ban cang dé quén mat quy luat, quén
méat ban chit con nguoi, dan dén viéc ban khong thé nhin théy su that.

Ban nong voi dau tu dé hop tac voi anh ta nhu vy, chang phai 1a vi mudn
kiém tién nhanh sao? Nhung su that 1a, néu ban chon sai nguoi, ban khong chi
khong kiém duoc tién, ma con khién ban thiét hai nang né, vi vay, ching ta tha
cham mot chut, 1am viéc dung dén, cling dung bao gid nhanh mdt chut, lam viéc
sai 1am. Ban chi can 1am t6t co ché "hen ho" nay, c6 thé bién vé sé nhan vién
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thanh c6 dong, dong thoi, quyén chi dong vin nam trong tay ban. Ong chu
nhat dinh phai bién nhiing ngudi xuat sac thanh c6 dong ctia minh, nhung nhat
dinh phai thiét 1ap thot gian thir thach.

Co ché "hen ho", chiing ta nén lam nhw thé nao?

Chinh la chiing ta phal thong qua co ché chia sé loi nhuan, dé "dua ngwa”
trude, chon ra ngu’(n xut sic va trung thanh nhat, sau d6 méi cho phép ho bo tién
dé trd thanh cb déng cua cong ty. Nhung viée nhan vién co thé chia sé loi nhuan
hay khong, tuyét d6i khong phai 1a dua vao gia tri ciia ho trong qua khir, ma 1a dya
vao gia tri ma ho s& cong hién trong twong lai.

Tai sao phai chia sé lgi nhuin? Boéi vi viéc chia sé loi nhuan c6 thé ting
cudng su tich cuc cia moi nguoi, boi vi ai cling mudn nhan duge phan thudng
thém. Vi vay, mot nhan vién hién tai chua phai 1a c6 dong, ban c6 thé néi véi anh
ta, chi can anh thé hién tbt, s& c6 co hoi trd thanh cd dong. Nhung ban phai hiéu
rang, nhéan tinh 14 rat dang ghét, ban hy vong mot ngudi thé hién tbt, nhung trong
qué trinh ho thé hién tot nay, néu ho khéng nhan duoc bat ky phan thuong thém
nao, thi nguoi nay s& khong bao gio thé hién tot.

Vi vay, diéu ching ta phai 1am 13, bay gid, mbi mot gidy, mdi mot phut ban
thé hién tot, khong chi ban co thé tré thanh cb dong va chia sé 191 nhuan trong
tuong lai, ma hién tai ban con co thé nhan dugc mot phﬁn thuéng thém dé lam
phan thudng.

Trudc day, khi ti mé cira hang, vi sy phat trién ctia cong ty, vao dip Tét, toi
thuong truc tiép 1dy ra mot khoan tién dé thudng cho nhan vién ctia t6i, két qua
cudi cung 13, khong chia thi thoi, mot khi chia thi ai cling khong hai long! Ban biét
tai sao khong? Khong phai 1a toi chia it, ma 13 toi chia khong c6 tiéu chuan.

T6i thuong cho Trwong Tam 50.000 t&, nhung trong mét Ly TG, “Lam sao
Trwong Tam c6 thé xirng ddang nhan dwoc 50.000 té? Anh ta lam viéc con chuwa
nhiéu bc%ng 16i, anh ta dd nhdn dwoc 50.000 18, it nhdt t6i ciing phai nhdn dwoc
100.000 26", két qua 14 toi chi thuong cho Ly Tt 30.000 té, anh ta rat khong vui,
noi rang toi khong cong bang.

Su that vé ban chat con nguoi 13, mdi nguoi déu khong nhin thay su cong
hién cuia ngudi khéac, ma chi nhin thay sy cong hién cua chinh minh, ti€u chuan
danh gia cua 6ng chu va ti€u chuan danh gia ctia nhan vién la khac nhau.

5. Co ché gia nhap: Tirng ngudi hay tirng nhém?

Rét nhiéu doanh nghiép khi thu hut c6 déng, thuong rat nong voi, mot 1an
cho qua nhiéu c6 dong gia nhap, tuy¢t d61 khong dugc lam nhu vay, cach lam nay
la mdt ngd cut.
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Vi du, cong ty ban c¢6 10 quan 1y, ban cho mdi quan 1y 2% c6 phén, xét tir
gbc dd con nguoi, nhitng quan 1y nay khong nhiing khong cam on ban, ma con oan
han ban. Bai vi 10 ngén tay dai ngan khac nhau, ban cho mdi quéan 1y 2% c6 phan,
ai cling s& cam thdy khong cong bang! Ngudi c6 ning luc s& cho rang, tai sao lai
cho ngudi khong ¢6 ning luc ¢6 phan? Nguoi khong c6 nang luc s& cho rang, toi
kém anh ta ¢ diém nao?

Con c6 mdt truong hop, vi du nhu nhom ddi tac cua cac ban ¢6 3 nguoi, néu
mdt luc c6 nhiéu cd dong moi gia nhap, cac ban can ban khong thé kiém soat dugc
10 c6 dong mdi ndy. 3 ¢d dong cii khong thé anh huéng dén 10 c6 dong mdi,
nguoc lai, 10 nguoi nay s€ hinh thanh mét phe, ngay nao cling cai nhau. Vi vay,
phai cho c6 dong goép von timg ngudi mot, mdi khi cé mot o dong mai gia nhap,
cac cO dong cii s& thay phién nhau "tdy ndo" van hoa doanh nghiép cho anh ta,
"danh bai" anh ta hoan toan, "tiéu diét" ting nguoi mot, cudi cung, tat ca déu sé
tré thanh tu tudng théng nhat.

« Nim thir nhét, trude tién thu hat 1 ¢6 déng méi, 3 cd dong cii gitip 1 ¢6 dong
mo1 "tdy ndo" van hoa, 3 danh 1, chién thang tuyét doi!

« Nam tht hai, tiép tuc thu hat 2 ¢6 dong méi, 4 ¢6 dong cii giup 2 ¢ dong
moi "tdy ndo" van hoa, 4 danh 2, chién thang tuyét doi!

« Nam thir ba, tiép tuc thu hut 3 ¢6 déng méi, 6 cd dong cii gitp 3 co dong
moi "tay ndo" van hoa, 6 danh 3, chién thang tuyét doi!

Néu mét luc cho tat cd moi nguoi gop von lam c6 dong, ho s€ "hat cang”
ong chu, quyét dinh cua 6ng chu s€ dé€ bi can tro, néu khong bién ho thanh ¢6 dong
deé chia sé lgi1 nhuan, nhitng nhan tai nay rat dé bi mat di.




7. Cach djuh gid khi uhin vién va uha ddv tv'thawm gia
gop von

Nhan vién va nha dau tuw nén gop bao nhiéu von?
1. Nhan vién nén gop bao nhiéu von?
Ban hay dua vao 3 truong hop sau:

« Trudng hop thir nhit: Doanh nghiép c6 loi nhuin, ting truéng binh
thwong hang nim, (ban c6 phan cho nhén vién gép von theo 3-5 lan loi
nhuan). Vi dy, cong ty cua ban ¢6 191 nhuan 1 triéu t€ mot ndm, ching ta léy
loi nhuan nhan véi 3, 1a 3 triéu t&, néu nhan vién mubn gop 10% cd phan,
phai bé ra 300.000 té dé mua co6 phan.

Rét nhiéu nguoi s& thic mac: “Chdng phdi chiing ta dinh gid theo s6 tién ma
chung ta da dau tu, va tai san hién ¢ cua cira hang sao? Tai sao lai dinh gia theo
loi nhudn?”. “Ngu ngéc” 3, ngudi ta mua cd phan cua cong ty ban, mudn 13 “co
tiec”, chur khong phai la dén dé mua tai san ctia nha ban. Vi du, ban md mot cong
ty, dau tu 100 triéu t&, nhung khong kiém duoc dong nao, chang 1& ngudi ta phai
dau tu theo dinh gia 100 triéu té sao? Vay thi 10% cling phai dau tu 10 triéu té, lai
khong chic chan c6 kiém duoc tién hay khong, ltc ndy, viéc thu hut c¢6 dong 14 rat
kho khan.

T4t nhién, néu ban dau cong ty chua c6 loi nhuan, cé thé tinh theo tai san,
lac nay, viéc dau tu gop von chinh 13 dau tw mao hiém tuyét di, tat nhién, loi ich
1a nhitng ¢ dong dau tu sém nhat, tuong duong voi viée da chiém duoc vi tri, c6
thé tryc tiép budc vao tng cao nhat, cac cd dong dau tu sau, rui ro thap, nhung chi
c6 thé 1a ¢ déng cip trung.

« Trwong hgp thi hai: Doanh nghiép khong c6 lgi nhuin hoic thua 16,
(ban c¢6 phin cho nhén vién véi gia c6 phan ban diu hoic thip hon gia
6 phan ban dau dé khuyén khich moi nguwoi ciing nhau vuot qua kho
khan).

« Truwong hop thir ba: Néu gip phai nhin vién ¢é ning luc nhw Truong
Phi hoiic Quan Vii, trong truong hop cong ty kiém dwoc tién, (sau khi
danh gia, cé thé giam gia ban c6 phan cho nhén vién xuit sic, du sao thi
giir chan nhan tai 1a chién lwoc hang diu cia doanh nghiép).

2. Nha dau tw bén ngoai nén goép bao nhiéu von?

Hay nhd 2 nguyén tac sau:
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« Nguyén tic thit nhit: Doanh nghiép c6 loi nhuén, ting truéng binh
thwong hang nim, (ban c6 phan cho nha diu tu theo 8-20 lan lgi
nhuan).

Vi duy, cong ty ctia ban ¢6 lgi nhuan 1 tri€u t¢ mot nam, chung ta léy loi
nhuén nhan véi 10, 1 10 triéu té, néu nha dau tu mudn gop 10% cd phﬁn, phai bo
ra 1 triéu té dé mua cb phén. Néu doanh nghi¢p ctia ban khong c6 1¢gi nhuan hoac
thua 13, it nhét ban cling phai tinh theo dinh gié tai san nhan véi 5-8 lan. Vi du,
cong ty na‘ly da dau tu 1 triéu 8, nhu’ng chua c¢6 lgi nhuén ban c6 thé dl‘mg 1 tri¢u
t¢ x 5 lan, tong dinh gia 13 5 triéu t&, néu nha dau tu mudn gop 10% co phan, pha1
bo ra 500.000 t&. Béi vi viée nha dau tu gop von khac véi viée nhan Vlen gop von,
nhan vién gop von, ching ta mudn chinh 13 ning lyc, nha dau tu gop vén, ching ta
muén chinh 14 tién cua ho.

Nha dau tu gop vén, chiing ta ban hy vong, ban uéc mo, ban tuong lai cia
cong ty, ban "banh vé", ban "loi hira hen”. Tat nhién, chung ta khong phai 1a dang
Itra d6i nha dau tu, néu ban cam thdy ban dang lira ddi nha dau tu, chi c6 mot kha
nang, do 1a ban khong ty tin vao tuong lai ctia cong ty.

« Nguyén tic thir hai: Hiy nhé ring, bat ké nha diu tu bé ra bao nhiéu
tién, dirng bao gio' cho ho qua 20% c6 phan, béi vi ban la nguoi sang lap
cong ty, quyét dinh twong lai ciia cong ty, néu ban cho nha dau tw qua
nhiéu c6 phan, nha diu tu sé chi phdi quyét dinh ciia cong ty.

Hay nhé riang, mot 6ng chil xuét sic, s& khong bao gio dé von nodi chuyén, sé
khong bao gio dé vbn dua ra quyét dinh cho cong ty, néu ban ban qua nhiéu cd
phan cho nha dau tu, chi c6 mot kha ning, ban khong tu tin vao tuong lai ctia cong
ty. T4t nhién, gidng nhu Nham Chinh Phi va Luu Cudng Pong, ty 1& ¢d phan cua
ho ngay cang giam do lién tuc pha lodng c6 phan cho nhan tai va nha dau tu, ty 18
cb phan ctia ho da rat thap, nhung tai sao ho van c6 thé kiém soét cong ty?

Piém méu chét & day 1a, ho da tach quyén so hitu co phan va quyén quyét
dinh, Nham Chinh Phi chi c6 1,4% c6 phan ctia Huawei, nhung quyén quyét dinh
c4 nhan cta ong dy chiém hon 80%, vi vy cong ty van do ong ay kiém soat, Luu
Cuodng Pong ciing vdy, quyén quyét dinh c4 nhan chiém hon 80%. Vi vay, lac méi
bét dau, ban ciing co thé ghi 1 ty 1& quyén quyét dinh ca nhan cta ban trong thoa
thuan cb dong, tranh viéc sau nay ¢ phr:fm bi pha lodng ma dan dén viéc ban mat
quyén kiém soat cong ty.
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8. Law thé uao aé triuh bow cdi biy uguy hiéw troug
phaw_chia.co phan?

1. Phai 1am sao néu déi tac khong goép von ding han?

Rét nhiu nguoi s& gip phai van dé nay, toi dd khoi nghiép 5 1an, di gip phai
3 1an. Vi duy, 3 ngudi chung ta cing nhau khoi nghiép, ty 1& ¢6 phan da thoa thuan
1a 5:3:2, t6i chiém 50%, Truong Tam chiém 30%, Ly T chiém 20%. 3 nguoi
chung ta d3 ky hop dong, nhung hai c6 dong kia hoi thiéu tién, t6i da Gmg trudc
tién, hon nita cong ty di khai truong. Nhung hai c6 dong kia, t6i ngay nao ciing
giuc ho gép von, ho ludn vién du 1y do, van cham chap khong goép von, ho chinh 1a
mudn "dirng niii nay tréng niii no”, loi nhuan tbt thi ho dau tu, lgi nhuan khong t6t
thi ho bo chay, diéu nay khién chung ta rat kho chiu.

Trude khi giai quyét van dé nay, ching ta hiy tim hiéu mot khai niém. Ping
ky gop von va gop von thue té 1a gi?

« Dang ky gop von la so6 tien ma moi nguoi da thoa thuén s€ gop.
o GoOp von thue té 1a s6 tién ma moi nguoi thyc té da gop.

Giai quyét van dé nay rat don gian, chiing ta chi can thém mot cau vao hop
d6ng: Chiu rii ro doanh nghiép theo ty 1¢ ding ky goép von, phan chia loi
nhuén cong ty theo s6 tién diu tu thuc té. Chi can thém cau nay, ban s& khong
con so ho nita. Ho khong gop tién, d6i voi ho khong c6 bat ky loi ich nao.

Vi dy, anh ta n6i s& gop 300.000 t&, chiém 30% cb phan cta cong ty, két qua
1a thuc té anh ta chi gop 10.000 té&. Néu cong ty thua 16 1 triéu t&, ca nhan anh ta
phai boi thuong 300.000 tg, néu cong ty kiém duoc 1 triéu té, anh ta chi co thé chia
dugc 10.000 t&, ban hdy thir nghi xem, ddi phuong khong gop tién, ddi v6i anh ta
khéng c6 bat ky loi ich nao, anh ta dau phai ké ngdc, liéu anh ta c6 ngay 1ap tic
gop tién khong? Néu anh ta khong gop tién, ban ciing khong can quan tam, dén luc
chia ¢ tirc, ban chia it cho anh ta 1a duoc, chang phai 1 ban van kinh doanh rat
phat dat sao? Nguoi kho chiu 1a anh ta.

2. Phii 1am sao néu co phan ciia nguoi sang 1ap khong di dé chia, roi
vao thé bi dong?

A: Tim kiém c6 dong
Cb6 phan khong du dé chia? Phai lam sao?

Moi nguoi s& thiy rang, khi ban "fay trang”, ban quyét dinh khai nghiép, lac
nay, néu ban tim qua nhiéu d6i tac, s& xuat hién tinh trang cd phan khong du dé
chia. Boi vi ban chi c6 mot minh, ban khong c6 gi c4, ban tim 3 ngudi dé cling
nhau khai nghiép, ban chi c6 100% c6 phan, ban nghi 3 nguoi nay s& yéu cau ban
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bao nhiéu c6 phan? Ho chéc chdn s& dé nghi chia déu c6 phan, mot phat sung nay
bén ra, ban chi con lai 25% cd phén, con chua bat dau 1am, ban 1am sao dé nim
quyén kiém soat? Trong twong lai, cong ty con phai thu hiit nhan tai, cd phan con
phai pha loang theo ty 1¢ tuong ing, phai lam sao?

Chung ta hily phén tich tir goc d6 con ngudi, khi ban "fay trdng”, ban néi
chuyén hop tac voi nguoi khac, ho s€ yéu cau nhiéu c6 phﬁn hon, ban cho ho it hon
mot chut, ho s¢ khong mubn hop tac véi ban. Nhan tinh chinh 1a chi can ban khong
c6 gi ca, ky vong cua ho s€ cao, s€ "doi hoi vo Iy". Toi dé nghi ban nén bat dau
trudce, thanh 1ap cong ty trude, rdi mdi tim dbi tac trén con duong khoi nghiép.

Néu cong ty cua ban da hoat dong duoc vai thang, ban maéi di tim ddi tac,
ban cho ho mdt it ¢ phan, ho ciing s& dé dang chap nhan, boi vi ho cam thay 1 ho
gia nhap ban, con khi ban "tay trdng” di tim ho hop tac, ho s& cam thay 1a hai
nguoi cung nhau tao dung mot "ngon nui”, thi ho chic chin s& muén chia déu, vi
vay, ban chat 1a khac nhau. Nhiéu nhan vat nhu Du Man Hong (Yu Minhong), Jack
Ma, Buong Tang, v.v., déu tim kiém ddi tac trén duong di, thong qua sy thay doi
ctia thoi gian, c6 thé giam bt ky vong ciia d6i phuong vé viée nhan duoc bao
nhiéu c¢o phan khi 1am déi tac.

B: Tim kiém nha diu tu

Néu ban tim kiém nha dau tu, ban "fay trdang” khong cé gi ca, di tim ngudi
khac dau tu, nguoi khac bo ra 800.000 té, ban bo ra 200.000 &, ban mudn nhan
duoc 80% cd phﬁn, chic chén 1a rat kho. Néu ban dé nha dau tu lam c6 dong 1om,
nhuong quyén kiém soat cong ty cho ho, cong ty ndy chic chin s& khong co twong
lai, Jack Ma d4 ting néi: “Mot doanh nghiép dirng bao gio dé von lén tiéng”.

Vi vay, chiing t6i dé nghi ban hiy di 3 budc trude, cho du phai "chdp va"
khap noi, trude tién hay lam mot viéc gi do, kiém dugc 50.000 - 80.000 8, trudc
tién hdy "dung trai”, 1am hai giao dich, thong qua hai giao dich nay, dé kiém chimg
mo hinh kinh doanh cta ban, nhu vay, ban méi ¢ thé "ké chuyén khoa hoc vién
twong" cho nha dau tu, méi c6 thé "vé bdnh" cho ho. Sau d6, ban chuan bj thém
mdt sd tai liéu, "dong goi” cong ty, cong vdi viée tu minh luyén tdp "ndi khodc”,
von di cong ty chi dang gia 1 triéu t&, ban ¢ thé "néi khodc” thanh 10 triéu té. Luc
nay, ban di tim nha dau tu sé chuyén tur b1 dong thanh chu dong, cé thé yéu cau ho
b6 ra nhiéu tién, nhan it ¢6 phan.

3. Vo ch(‘“)ng khéi nghiép, ty 1€ "chét" cuce ky cao, lam sao dé pha vo thé
bé tic?

Vo chéng hop téc, ty 1¢ "chét" cuc ky cao, phan tich tir goc do con nguoi, vo
chong khai nghiép, chi cAn mot trong hai ngudi lam khong t6t, ngudi lam khong
tot s& mat mat trude tat ca nhan vién, tham chi tu ti, vi vay, tiép theo, ngudi nay s€
tranh gianh quyén luc!
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Chung t61 dua ra 3 giai phéap cho cac ban:

« Gidi phap 1: Khi cong ty con nhd, hai ngudéi cung nhau lam, sé khong
xay ra bat ky van dé gi, vo' chong c6 thé théa thuin truéce, khi cong ty
dat dwgcc doanh thu bao nhiéu, quy mé bao nhiéu, thi m¢t trong hai
nguwoi khong c6 niang luc, s€ lwa chon rut lui.

« Giai phap 2: Néu cong ty phat trién I6n manh, mt trong hai nguoi cé
nang lwe yéu, hay théa thuan trude, dé ho lam hau can, tuyét doi khong
tham gia vao viéc quan Iy, tham gia mdt lan, sé rit lui vé nha chim séc
con cai.

« Giai phap 3: Ai ¢6 ning lwc manh hon, nguéi d6 nim quyén quyét dinh,
hai bén c6 thé thoéa thuin, quyén chia c6 tirc mdi nguwoi 50%, mdi lan
chia ¢d tirc, tién sé dwoe chuyén dén ding han hang thiang hodc hang
quy, thém mét diéu khoan vao diéu 1¢ cong ty, quyén biéu quyét ciia
ngudi ¢é niang lwe manh hon chiém 80%, quyén biéu quyét ciia ngudi cé
niing luc yéu hon chiém 20%.

Vi vay, t61 khuyén ban, cho du vo chong c6 khdi nghiép cung nhau hay
khong, déu phai cung nhau hoc tap, cung nhau tién bg, cho du 1a khéa hoc online
hay offline cua chung t61, vg chong déu phai dang ky tham gia hoc tap, cung nhau
tién bg, nhu vady mai c6 chu dé chung, sy nghi€p chung, quan niém gia tri chung,
nhu vay moi ¢6 thé gidm bdt mau thuan khi vo chong khoi nghiép.

Ho6n nhan thuc chat 1a moi quan hé gitra ngudi véi nguoi, can phai vun vén,
tinh yéu 1a dep d€, hon nhan 1a hi¢én thuc, khi cai dep dé gap phai hién thyuc, hon
nhan s€ "giét chét" tinh yéu, dé tim hi€u thém vé sy that cua tinh yéu va hon nhan,
vui long doc "Tinh cam bi tich".

4. Co phan cong nghe, cd phan ngudn lwe, ¢6 phén ning lwe, ¢6 phian

“b6 nudi”, 1am thé nao dé dé phong bi ho “liva dio”?

Rét nhiéu ong chu déu s& hoi cau hoi nhu vay: “Téi c6 mét nguoi ban, cong
nghé cua anh dy rat ‘“ngau”, nguon luc rat “khung”, nang luc rat manh, quan hé
rat tot. Xin hoi, thua thay, doi tac nhw vay nén chia cé phan cho anh day nhu thé
nao?”. Trudc tién, to1 van phai nhan manh van dé€ vé khai niém, hay nh¢ 3 cau sau:

o Chi bé tién, khong bé cong sirc, goi 1a nha dau tw.
o Chi b6 cong sirc, khong bo tién, goi l1a nhan vién.
o Vira bo tien vira bé cong sire, goi 1a doi tac.

Ban gdp mot nguoi "bo nuéi” c6 moi quan hé rat tot, co rat nhiéu nguon luc,
ban lai goi anh ta 1a doi tac, chang phai 1a ban "mu qudang"” sao? Hay nhé rang, chi
c6 nguoi vira bé tién vira bé cong strc méi dwoge goi la doi tac, con nhitng nguoi
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khac, déu chi 1a "nguoi quen”. Ngudi vira bo cong strc vira bo tién cho gia dinh
nay, moi duogc goi la chéng hodc vo, con nhiing ngudi khac, chi co thé goi la "tiéu
tam”, "tiéu tir", "tiéu ngi"... got chung 1a "ngoai tinh". Ban né1 xem, ban lam 6ng
chu, con khong phan biét duoc vo va "tiéu tam", ngay nao cling coi vog la "tiéu
tam”, coi "tiéu tam" 14 vo. Ban ndi xem, hon nhan, gia dinh va su nghiép ctia ban
1am sao c6 thé thanh cong?

Hay nhé rang, cho du c6 ngudi "né” trude mat ban rang ky thuat cta ho gioi
dén muc nao, mdi quan h¢ cua ho "khing"” dén murc nao, nguén luc cia ho manh
dén murc ndo, ban nhiéu nhat chi nén tin 1/3. Xét tir goc d6 con ngudi, chiing ta co
tin twdng mot ngudi hay khong, chi can xem xét 3 diém:

« Thir nhat: Hodc 12 ho bd phiéu bing tién (truc tiép dau tw).
« Thit hai: Hodc 12 ho b6 phiéu bing chan (truc tiép 1am viéc v6i ban).

« Thir ba: Vira b6 phiéu bing tién, vira bé phiéu bang chan (ngudi nay
dang tin cdy nhit).

Nguoi khong dang tin cay nhét, chinh 12 ngudi bo phiéu bang miéng.

Néu ¢6 nguoi dén tim ban, noéi réng ho ¢6 rat nhiéu nguén luc, ho dang lam
viéc 6 noi khac, thuong xuyén gidi thiéu nguén luc cho ban, mudn ban cho ho mét
it co phén, lam dbi tac ctia ban, ban hay bao ho "cut" cang xa cang tot. Ban noi
xem, mdt chan cta anh ta & chd ban, mot chan cia anh ta & chd khac, ban nghi
rang anh ta c6 thé 1am ddi tac nhan ¢ phan sao? Vo ban & bén nguoi dan ong
khac, ¢6 4y noi voi ban: “Trudc tién em “song th” véi anh ta, sau nay em lai
“séng " vé&i anh”’, ban con co thé coi ¢d éy la vo sao?

Néu ho khong dong thoi bo tién va bo cong stre, cho du ¢ cong nghé, co
ngudn lyc, ciing khong thé coi 1a ddi tac, khong thé cho ho cb phan di dang ky
trong cong ty. Vay chung ta nén 1am thé nao khi gip phai nhitng ngudi nhu vay?
Rét don gian, vi du, ban gip mot ngudi cung cAp ngudn luc, ho noi rang ho c6 rat
nhiéu nguén luc, néu ban thyuc su cho ho ¢d phﬁn cua cong ty, ban lam sao dé kiém
tra xem ho noi that hay néi d6i?

Ban m& cong ty, ban bo tién 1a that, ban bo cong strc dé kinh doanh 12 that,
ban bo cong sirc dé quan 1y ciing 14 that, c6 phan ban cho ho 14 that, ho khong bo
tién, cong nghé cua ho c6 phai 1a that hay khong, ngué)n luc cua ho c6 phai la that
hay khong, chiing ta 1am sao dé xac dinh, chi dua vao 1o ndi ciia ho sao?

Hay nhd rang, chiing ta bi lira dbi ca doi, déu 1a vi tin vao 10i néi doi cia dbi
phuong, ma chung ta khong kiém tra hanh vi ctia d6i phwong mét cach thuc té.
Anh d3 dung miéng dé noi voi toi, vay thi t6i ciing ding miéng dé néi véi anh, du
sao nhimng gi chung ta noi ra déu c6 thé khong tinh, day duoc goi 1a "gdy éng ddp
lung ong".
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2

Chung ta c6 thé dung miéng dé cho ho 10%-20% “cé phan do” (dry share),
dong thoi “thiét lap ” muc ti€u cho ho, néu co thé dat dugc yéu cau cta ban, thi s€
dugc chia tién, khong dat dugc yéu cau, thi khong co6 tién. Nhu vay, chung ta “tién

» (%3

6 thé céng, lui cé thé thi”, “tién thodi tw do” .
Vi du nhu:

o Khong cé “thanh tich” - “Cé tirc” “c6 phan do” 13 0

e Lam duogc 1 triéu NDT “thanh tich” - “Cé tirc” “c6 phan do” 14 10%

e Lam duoc 3 triéu NDT “thanh tich” - “C6 tirc” “c6 phan do” 13 20%

e Lam duoc 5 triéu NDT “thanh tich” - “C6 tirc” “c6 phan do” 13 30%
Néu d6i phuong khong dat duge muc tiéu, chung ta c6 thé thu hdi “cé phan

do” bat ¢l lac nao. (Trén day 1a vi du, ban c6 thé “thiét Idp ” ty 16 phan chia cy thé
dua theo tinh hinh thuc té).

109



CHUONG 5: XAY DUNG "CO MAY KIEM TIEN"
MARKETING TU DONG

Kha ning tiép thi 1a ning luc cbt 16i ma bat ky ong chii ndo ciing phai co,
bdi vi chi khi ban ¢6 kha nang ban san pham, ban méi c6 thé kiém duoc tién tir thi
truong, kiém duoc tién thi doanh nghiép méi co thé ton tai. Hiy nhé cau nay: Kha
niing marketing I ning lwe hang diu cia ngwoi khéi nghiép! Vay lam thé nao
dé nang cao trinh do tiép thi cia ban, chuong nay sé& giai thich sau, nhat dinh phai
doc di doc lai 3 1an tré 1én, va két hop véi thuc tién cua nganh nghé ban dang lam
dé ap dung.

1..99% moi nguti khoug hidv mat ma marketing

Sy khéc biét giita marketing, ban hang, va khuyén mai 1a gi? Mot ngay no,
ban dang di trén duong, d6t nhién xuét hién mot "nguwoi ban hang”, chua kip dé
ban phan g, ho da n61 mot trang: "Xin chao, chung t6i la cvra hang ABC, dang co
chwong trinh khuyén mdi, dé tri an khdch hang, cira hang chiing t6i tung ra mot
san pham rdt tuyét voi, chi can si dung sdan phdam nay la c6 thé gidi quyét vin dé
XYZ ciia ban, thuc su rat tot, quan trong la hién tai dang co chuong trinh khuyén
mai "giam gia s6c” ban mua mot cdi di! Mua mét cdi di..." Nhin théy day, chic
han ban cam thiy rat quen thudc.

Pay chinh la ban hang, cot 16i ciia ban hang la thuyét phuc!

C6 thé c6 ngudi d3 quen rdi, cam thay khong cé van dé gi, moi ngudi déu
lam nhu vay, vay toi xin léy mot vi du, gid su: Ban 1a mot c6 gai, mot ngay no, ban
dang di trén duong, dot nhién xudt hién mot nguoi dan ong, no1 voi ban: "Em gdi,
xin chao! Anh thich em, hdy ldy anh nhé!" Phan tng dau tién cta ban 1a gi? Chac
han 12 ban s& nghi rang minh gip phai ké than kinh, haha... Nhung trong chién
tranh thuong mai, mdi ngay déu cé vo s6 ngudi lam nhimng hanh dong ma chi co ké
than kinh mé&i lam.

Mot doanh nghiép khéc lai noi: “Cua hang chung toi khong chi “giam gia
s6¢”, ma chi can hém nay ban mua bt ky san phdam nao cia cira hang chiing 16,
chiing t6i sé “mua mot ting mot”, con ting rdt nhiéu qua . Day chinh 13 khuyén
mii. Didu ndy giéng nhu, mot ngudi dan ong to tinh véi mot ¢o gai: “Nha anh ¢
Bac Kinh, Thwong Hai, Qudng Chédu, Tham Quyén déu cé mét can nha, tri gia 100
triéu NDT con co Ferrari, Porsche, v.v., du logi xe sang 5 chzec Piéu quan trong
hon la, gan ddy anh phat hién minh bi ung thw giai doan cudi, chi c6 thé song
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dwoc 3 thang nita, chi can em ldy anh, thi nhitng thir ndy déu la ciia em”. Cac ban
oi, néu ban 1a c6 gai nay, xin hoi ban c6 dong ¥ khong? T6i tin chic cau tra 1oi cia
ban 14 “cé”, ban coi trong ngudi dan ong si tinh nay, hay 1 nhimg chiéc xe sang
va can ho sang trong ctia anh ta? Haha, vi vay, xét tir goc do nay, chi can gia tri qua
ting ctia ban du nhiéu, khach hang ciing s& “déng long”, va “hanh déng”.

Nhung van d¢ 12 ban khong thé t6 chirc chuong trinh khuyén méi hang ngay,
bdi vi khuyén mai, tang qua lién tuc, ban chét 1a khong kiém tién, néu ban t6 chirc
chuong trinh khuyén mai, khach hang méi dén mua, chuwong trinh khuyén mai két
thuc, khach hang ciing bién mét, vay thi ban chi 13 "ddnh trong khua chiéng” ma
khéng kiém duoc tién, mdi ngay déu tao luu lwong truy cap nhung khong gitt chan
dugc khéch hang.

Vay nhirng cao thii marketing hang dau 1am nhw thé nao? Chinh 1a rat
nhiéu c6 gai chua timg gip ngudi dan 6ng ndy, ciing chwa timg nhan duoc bat ky
loi ich gi tir ngudi dan 6ng nay, nhung trén giang ho, ai ciing truyén tai nhau rang
nguoi dan ong nay tot nhu thé nao, dep trai nhu thé nao, khién cho vo sb co gai
chua timg gap mat di yéu nguoi dan ong nay dén chét di song lai, day duoc goi
12 marketing thwong hiéu.

Ban hang la khi ban 6m mdt dong san pham va chay theo khach hang,
marketing 12 khi m§t dong khach hang 6m tién va chay theo ban. Ban hang 1a
ban "hg minh", khach hang "cao quy", ban khim nim cau xin khach hang.
Marketing 1 ban "cao quy", khach hang "ha minh", khach hang 6m tién cau xin
mua san phém ctuia ban. Ban hang la viéc ciia nhan vién, con marketing 1a viéc cua
ong chu, nhan vién phai nghién ctru cach ban san pham, con éng cha phai nghién
ctru cach dé khach hang ty dong mua hang, hon nita con gidi thiéu cho ban mot
cach dién cudng, dé kiém tién tro nén d& dang nhu tho.

Ho 13 nhitng béc thay vé hoach dinh, 1 nhiing bac thay vé bd cuc, 1a nhimg
bac thﬁy vé nhan tinh, thong qua viéc hoach dinh va bd tri cua ho, khién khach
hang xép hang dé tranh gianh mua san pham caa ho. Cu thé 1 1am nhu thé nao?
Céch bd tri nhu thé nao? Tiép theo, toi s& giai dap cho ban!

. H¢ thong thu tién "Bic Pau Thit Tinh"

Tai sao to1 lai goi h¢ théng thu tién nay la hé théng thu tién "Bdc Pdu That
Tinh", béi vi hé thdng thu tién nay c6 7 bude, can phai nhin manh ring, 7 budc
nay co6 logic, phai theo thir tu, khong thé déo nguoc, chi khi [am tot bude trude,
mai c6 thé lam tdt budc sau, gibng nhu xay nha, ban khong thé xay tang 3 trudc
roi méi xay tang 2.
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2. Diuh vi ngutri doug chinh xac, baw chién dav vi ai?
(Butc 1)

Trc 1a khach hang muc ti€u cta ban 1a ai? Ban cung cép dich vu cho a1?
Gitp ai giai quyét van d&?

Van dé nay, to1 da hoi nhiéu lan trong cac budi hoc offline, c6 mot 1an, mot
hoc vién tra 101 ngay lap tic: "Cau hoi nay qua don gian". T61 noi, ban noi thir
xem, anh ta noi: "Bdt ky ai ciing la khdch hang ciia téi.” Toi hoi anh ta, “tai sao?”’
Anh ta no1: "Anh Duc, anh xem em lam rat nhiéu nganh nghé, co lam dep, an
uong, bdt dong san, tai chinh, v.v., chang phdi la chi can la con nguoi déu la khdch
hang ciia em sao? Em c6 nha hang, va moi ngwoi can phdi an, ding khéng? Em c6
dy dn bat dong san, moi nguwoi luén phdi c¢é ché 6, ding khéng? Em con ¢é dw dn
tai chinh, con nguwoi luén can tién, diing khéng? Ngwoi ta con can phdi dep trai va
xinh dep nita, dung khong? Em con co du an lam dep". Khi t61 dang ngac nhién,
anh ta tiép tuc néi: "Khong diing, gan day t6i con mé thém dy én nghia trang, nén
ca nguwoi chét ciing la khach hang cia t6i". Ca 1p cuoi 16 lén...

Sau d6, toi méi biét duoc, nhitng nganh nghé nay khong phai 14 cia anh ta,
anh ta chi la mgt nguoi trung gian, thuong dugc goi 1a "co", chuyén moéon mua ban
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lai ngudn khach hang. Ban d3 bao gio gip nhitng ngudi mua ban lai ngudn luc nhu
vay chuwa? Hé mo miéng 1a néi nhitng thuat ngit cao siéu, khién ban "hoa mdt
chéng mat", khi ban hoi ho mot sb van dé thuc té, vi du nhu: "Ban da lam nhiéu du
dan nhur vy, khdach hang nghi gi vé ban? Nding lwc canh tranh cot 16i ciia cong ty
ban la gi?”, D61 mit véi nhitng van dé thuc té nay, ho thuong tra 16i Ap ung.

Cau héi diu tién ma dng chii phai tra 10i 1a: Tai sao khach hang lua
chon ban, ma khéng lra chon déi thi canh tranh ciia ban?

Pé tra 101 cau hoi nay, ban phai trd thanh nguoi s6 mot hodc duy nhit trong
tam tri cia mot nhodm nguoi. Béi vi khi mua hang, nguoi dung chi Iva chon nguodi
s6 mot hoic duy nhét trong khong gian nhan thire cia ho. Vi dy, ban mudn mua
mdt chiéc dién thoai di dong, ban s€ mua thuong hi€u nao? Nhét dinh 1a thuong
hiéu sé mot hodc duy nhat trong tam tri cia ban. Ban mubn an sang, ban s€ chon
quan nao? Hodc 1a quéan thuan tién nhét, hodc 1a quan ngon nhét, hodc 1a quan co
dic diém nhat.

Tré thanh lya chon hang diu trong tim tri ciia mot nhém nguoi, 1a chia
khéa dé ban thu tién mét cach dé dang!

Mg ctra hang, khong phai 1a khach hang nao ciing phuc vy, c6 ngudi noi
rang, mo clra hang, trudc tién phai giai quyét van dé vé luong khach hang, nhung
trude khi giai quyét van dé vé luong khach hang, ban phai hiéu 13, cang nhiéu
khach hang muc tiéu dén cang t6t, chtr khong phai 1a s6 lugng khach hang 16n 1a
tot.

Luong khach hang rat 16n, nhung nhimg ngudi dén khong phai 1a khach
hang muyc ti€u cua ban, ddi vai ban, do chinh 1a tham hoa. Béi vi mdi ngay ban va
doi ngli ctia ban, phuc vu nhirng nguoi1 khong phai 1a nhém ngudi muc tiéu cua
ban, tién thué mit b::ing, tién nudc, tién dién, lwong nhan vién, ban da bo ra rat
nhiéu chi phi, cudi cing, vi khach hang khong chinh xac ma khong thé thu phi, ban
da "lam viéc vo ich".

Néu ban kinh doanh theo md hinh "tdi san nhe”, vi du nhu cong ty giao duc
truc tuyén, thi khong can quan tim dén viéc khach hang c6 chinh xac hay khong,
bai vi khong ¢é chi phi phuc vy, phuc vu 1.000 ngudi va phuc vu 10.000 nguoi
khong cé chi phi phuc vy, néi chuyén trong phong phat song truc tiép, nhiéu hon
mot nguoi cling khong sao, it hon mot nguoi cling khong sao.

Nhung néu ban kinh doanh trong nganh nghé cé chi phi twong ddi cao, thi
nhat dinh phai phuc vu khach hang chinh xéac, vi du nhu nganh 1am toc, ctra hang
chi c6 chimng d6, mot tho 1am téc mot ngay chi co thé cat toc cho 10 khach hang,
két qua 12 ban thu hiit mot dam 6ng ba gia dén cat toc, dung 14 rat dong khach,
nhung vi nhitng khach hang nay khong c6 khéa nang chi tiéu, sau khi lam xong, ban
con 16 vén.
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Vai ndm trudce, trén mang xuét hién mat tin tire vé mot huéng dan vién du
lich & Van Nam mang chiri hanh khach, mang nhitng hanh khach trén xe: "Mt L
nghéo kiét xdc, nhin nguoi ta di du lich méi nguoi déu chi tiéu hang chuc nghin té,
ca xe cdc ngueoi chi mua 6.000 té do, "khéng cé lwong tam", "khéng biét xdu ho”,
"khéng biét on", v.v.”, n6i nhitng 101 rat kho nghe, sau d6 de doa du khach, noi
rang néu dén diém dimg tiép theo ma van khong chi tiéu, s& dudi ho xudng xe,
khién nhitng du khach nay ciing rat tirc gian... Toi rat to mo, vi vay di tim hiéu tinh
hinh, hoa ra doan du lich nay 14 tour du lich Van Nam 4 ngay 3 dém, bao gdm an &
va vé may bay kht hoi, chi voi 1 té.

Vén di cong ty du lich di tinh toan rat k§, “Téi dua cdc ban dén day, mua
sam di thik, chdng 1€ cdc ban khéng méc hau bao sao?” Dua vio viéc hoan tién
khi mua sam, cong ty du lich cling c6 thé thu hoi von va kiém 101, tinh toan rat ky,
nhung ho d3 khong nghi dén, nhiing ngudi bo ra 1 té dé di du lich 1a nhiing ngudi
nhu thé nao? Kha ning chi tiéu va y thirc tiéu dung cua ho nhu thé nao? Ban noi
xem, ban "vdit mdu"” mudi, liéu c6 két qua tot dep sao?

Rat nhiéu nguoi khéi nghiép thwong mic phai mot tat xau, dé 1a ngay
tir ddu da tham lam. Mudn phuc vu tat ca moi khach hang, han khong thé "thdu
tom" ca nam, nit, gia, tré, nguoi séng, nguoi chét. Sy that 1, néu mot cong ty ngay
tir dau d3 mudn phuc vu tit ca moi khach hang, thi cudi cing s& khong phuc vu tot
bat ky khach hang nao.

Trong giai doan diu khéi nghiép, chiing ta chi nén tip trung vao mot
nhém nguoi, chiing ta méi ¢é thé tré nén chuyén nghiép hon trong mit ho, chi
¢6 chuyén nghiép méi co6 gia tri, méi cé6 nhiéu khach hang muc tié¢u lua chon,
chiing ta mé6i dé dang hinh thanh lgi thé nhin thire trong long khach
hang. Loi thé nhan thirc 1a gi? Chinh 14 khi ngudi khac ¢6 nhu cau, ho s& nghi dén
ban ngay 1ap turc, khi mudn thanh toan, ho sé& tim dén ban ngay lap tic, dua tién
cho ban. Theo su phat trién dan dan cta ban, ban méi mé rong nhom ngudi phuc
vy, trude tién 12 "chiéu sdu", sau d6 12 "da dang''.

Vi du, khi chiing ta nhic dén thuong hiéu Head & Shoulders, khach hang s&
ngay lap tirc nghi dén dau gdi tri gau. Vi dy, khi nhac dén Starbucks, khach hang s&
ngay lap tirc nghi dén ca phé, vi du, khi mudn hoc vé nhan tinh, s& ngay 1ap tic
nghi dén Hoc vién Nhan tinh chi chién, vi vy, 1au dan, khi chung ta c6 thé "gdn”
thuong hiéu ctia minh véi mot an twong nao d6 trong long khach hang, dé chinh 1a
chung ta di tao ra loi thé nhan thtrc rat manh trong 1ong khach hang.

TAt nhién, moi ong chu déu hy vong cé thé tao ra lgi thé nhéan thic nhu vay
trong long mot nhém ngudi. Cy thé nén 1am nhu thé nao? Chia khoéa 13 lic méi bat
dau, ban co6 xac dinh 1d rang khach hang muc tiéu hay khong, c6 tap trung vao mot
nhom nguoi dé tao ra dot pha hay khong, vi dy, slogan dau tién cia Wanglaoji la:
"Sor néng trong, hay uéng Wanglaoji”, nhém ngudi ma ho nham dén thue chit 1a
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nhitng ngudi ¢6 van dé vé ndng trong, ho tap trung vao nhom ngudi ndy, mot nam,
ba ndm, nim nam, mudi ndm, 1au dan, nhan thirc nay da tao ra an tuong rat quan
trong trong long tat c4 moi nguoi, vi vay, moi ngudi chi can bi nong trong hoac s¢
nong trong, s€ nghi dén Wanglaoji, day dugc goi 1a nhan thuc thuong hiéu.

Hiy nhé riang, doanh nghiép thanh cong ludn tip trung vao viéc chiém
Iinh tim tri khach hang!

Nhom ngudi ma ban dinh vi phuc vy trong nhu thé nao? Cang 16 rang cang
dé tim thay ho. T6i nhan thay rat nhiéu c6 gai khong tim dugc ban trai, mot trong
nhitng nguyén nhén rat quan trong, 13 do ho khong c6 yéu cau 13 rang vé viéc tim
kiém ban trai 12 gi? Vi dy, ban hoi 10 ¢6 gai, rat c6 thé 10 c6 gai déu s& nodi voi
ban, mudn tim "cao phu soai”. Xin hoi, “tiéu chudn "cao” la cao dén mirc ndo?
Tiéu chudan "ph0" la giau dén mirc nao? Tiéu chudn "sodi" la dep trai dén mirc
nao?” Rat nhiu co gai tra 101 déu khong cu thé, ddn dén viéc nhin thdy nguoi dan
ong nao ciing ¢6 vé phu hop, lai c6 vé khong phu hgp. Muén nhanh chéng tim
dugc ban trai, phai ¢6 hinh mau ban trai. Mudn nhanh chong tim dugce khach hang,
phai c6 hinh mau khach hang.

6 chiéu ciia “chdn dung” khach hang:
« Gidi tinh: Khach hang muc ti€u cua ban 1a nam hay nix?

o P tudi: Nhu ciu cua cac do tudi khac nhau hoan toan khac nhau, tt nhat 1a
khoang 8-10 ndm, vi du nhu tap trung vao phu nir tir 30 dén 40 tudi.

o Thu nhap: Tinh hinh thu nhap cta ho truc tiép quyét dinh kha ning chi tiéu,
dong thoi anh huong dén viéc ban dinh gia san pham.

« Thanh pho: Ho séng ¢ thanh phd hang nhat hay nong thon?

o Khu vue thwong mai: Ho thuong hoat dong & khu vuc thuong mai nao,
truc tiép quyét dinh ban nén mo cura hang & dau?

« Khu dan cu: Ho séng 0 khu dan cu nao, quyét dinh ban nén st dung
phuong thirc ndo dé quang ba san pham cua ban?
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3. Chown.dbug "20", mdi c6 thé civ duyc. "cd ldn" (Buc
2)

Sau khi da xac dinh o khach hang muc tiéu, tiép theo, chung ta can tim hiéu
xem nhom ngudi ndy ¢ dau? Nhu vay, chiing ta c6 thé dé dang tiép can khach hang
muc tiéu.

"4o" 1a gi? Chinh la noi tap trung khach hang muc tiéu.

"do chdt lirong" 1a gi? Chinh 13 noi ¢é chi phi thip, hiéu qua thu hit
khach hang cao.

Rét nhiéu ong chu kho luyén k¥ nang "ddu tay déi", gidng nhu "giét ting ké
dich mét”, chi ¢6 thé noi réng ban chit ban chi 12 mot nhan vién, khong c6 tu duy
ctia 6ng chil. Su khac biét 16n nhat giira ong chii va nhan vién 13, ng chii phai tim
ra "chién truong" 6 loi thé vé luu lwong truy cp, giong nhu hai ddi quan ddi
dau, ai chiém dworc vi tri cao truwée, nguoi do sé gianh dwore loi thé.

Vi du, néu d6i thu canh tranh ctia ban "bé 1" rit tbt trén Meituan, thi khach
hang s& tim dén ho trudc trén "chién trirong” Meituan nay. Tai sao toc do ting
truéng ciia Hoc vién Nhan tinh chi chién lai nhanh gap N lan so v&i ddi thi canh
tranh, boi vi chiing t6i da chiém linh 3 "chién triwong” c6 1gi thé vé luu luong truy
cap 1a Douyin, Kuaishou va Video Number, chi phi thu hit khach hang cua ching
to1 thép hon nhiéu so véi d6i thu canh tranh, hiéu qua thu hat khach hang cao hon
nhiéu so v&i d6i thu canh tranh, ddy méi 1a ban chat.

Vi du, rat nhiéu ong chu, hién nay van st dung cach thitc "ghé tham tryc
tiép" hoac "goi dién thoai" dé tim kiém khach hang, mot ngay ban co thé tiép can
dugc bao nhiéu khach hang? Nhiéu nhat 1a 5 khach hang, mdi khach hang mat 2
tiéng, con t6i, 2 tiéng phat song truc tiép c6 10.000 nguoi vao phong phat song truc
tiép, hiéu qua gép 10.000 1an ban, ban hiéu chwa? Tir goc do ctia khach hang, ban
thich bi "lam phién” hang ngay bang cach ghé tham hoic goi dién thoai, hay 1a
xem phat song truc tiép, vira giai tri hodc hoc tap, tién thé mua mot it do? Trai
nghiém nao t6t hon?

Lam 6ng chii, truwde tién phai nhin thay xu hwéng. Xu hudng 1a gi? Tiép
thi tir viéc "ghé tham triee tiép”, dén phat to roi, dén goi dién thoai, sau d6 1a chi
tién quang cdo trén Baidu dé tim kiém khach hang, sau d6 1a thu hiit khach hang
thong qua tai khoan cong khai WeChat, phat trién dén thoi dai phat song truc tiép
ngay nay, qua trinh nay chinh la qua trinh lién tuc nang cao hiéu qua va giam chi
phi.

To1 c6 mot nguodi ban, 1a cao thu vé tiép thi internet, anh éy noi voi toi, 10
nam trudc, chi 1 t€ tién quang cao trén Baidu, c¢6 thé thu vé trung binh 13 té thong

116



qua viéc ban san phém ¢ giai doan sau, sau do, anh éy 6" v&i moi nguoi, rat
nhiéu dong nghiép ciing lam nhu vay, ty sut lgi nhuan giam manh xuéng con 10
té, 8 t&, 5 t&, 3 té, hai nam sau con 1,2 t&, dén cudi cung, chi 1 t¢ cling khong thu
hdi duge von. Sau do, tai khoan cong khai WeChat trd nén phd bién, anh dy da tap
trung toan bd "hoa luc" vao tai khoan cong khai WeChat, lai kiém duoc rat nhiéu
tién, nhung hién tai, anh é\y van chua 1am tdt 14m trén video ngén truc tiép, doanh
thu giam it nhat mot nira, ban thay chwa! Pay chinh 13 xu huéng khong thé dao
nguoc. Kiém tién trong bat ky thoi dai nao, déu c6 cong cu cia thoi dai do, loi
thé vé luu lwgng truy cip cia thoi dai d6, chi cin xem ban ¢é nim bit dwoc
hay khong.

« Ngudi tién phong "tién tri tién gidc" kiém dwoc nhiéu tién.
« Nguwoi di sau "hdu tri hdu gidc" kiém dwoc it tién.
« Nguwoi khong biét "bdt tri bdt gidc' tré thanh "con ga".

T6i nhin thay ban t6i, quay video ngan, bat ké luong ngudi xem nhu thé nao,
mdi ngay déu kién tri dang it nhét 5 video, hon nita, mdi ngay déu kién tri phat
song truc tiép. Hay nhé mot bi mat vé cua cai, sw chi ¥ ¢ diu, ciia cai ¢ d6! Hién
nay, video ngan, phat song truc tiép 1a cong cu ma mdi nguoi khai nghiép déu phai
sir dung tot, cling 1a "chién truong” ma ho phai chiém linh.




4. Lam thé nao dé thu hit duyc lugug IGw Khich haug
tiem uang? (Butrc 3)

Sau khi da chon dugc "ao” tot, muc dich 1a dé bét "cd”, vi vay, budc thir ba
cta "cé mdy kiém tién" tu dong cua ching ta 1a thu hat khach hang tiém niing.
Thu hat khach hang tiém ning 13 gi? Chinh 1a thu thap dit liéu cta khach hang tiém
nang ctia ban, tirc 13 thu thap thong tin lién lac ctia khach hang, chang han nhu
WeChat, sb dién thoai, v.v.

Mot cong ty khong c6 dir li€éu khach hang, sé mai mai la m{t cong ty

moi!

RAt nhiéu ngudi khai nghiép kinh doanh truyén théng, vi du nhu éng chil
mo cira hang, ¥ thitc vé diéu niy con tuong d6i yéu. Hay lam mot bai kiém tra, ban
dén cira hang dé mua d6 hodc cét toc, v.v., ¢6 bao nhiéu ong chu ctra hang chu
dong thém WeChat cua ban, ghi lai thong tin ca nhan cua ban? Theo kinh nghi¢m
ctia toi, cir 10 cira hang t6i dén, khong qua 3 cira hang chi dong thém WeChat cia
t61. Vay van d¢é 13, nhitng doanh nghiép khong thém WeChat cua t6i hoic khong
thu thap thong tin lién lac cia toi, néu mudn toi quay lai tiéu dung 1an sau, chi c¢6
thé lam mot viée, d6 13 cau nguyén! Ban nghi rang cach cau nguyén nay cd bao
nhiéu phan trim thanh céng? Xin hoi, doanh nghiép 1a chi dong hay bi dong?

Pay chinh 13 mé hinh "ché chét” dién hinh! Con nhitng doanh nghiép chu
dong thu thap thong tin lién lac cua to6i lai co thé lam rét nhiéu viéc, vi du nhu tang
qua cho t6i, hodc cung cap mot s6 ndi dung co gia tri cho toi, khi t6i c6 nhu cau,
chang phai 13 t61 s& nghi dén cira hang nay ngay lap tirc sao? Chang phai 1a s& co
kha ning ting doanh thu sao? Vi vay, viéc dau tién ban can lam 1a thém WeChat
(WeChat doanh nghiép) ciia tat ca nhiing khach hang ban c6 thé tiép can, cang
nhiéu khach hang trong WeChat cua ban, dai dién cho co s¢& dit liéu khach hang
cua ban cang 16n, tién cta ban s& cang nhiéu, néu trong WeChat cta ban c6 50.000
ngudi, cho du ban kinh doanh gi, ciing s& rat d& dang, ban c6 déng y khong?

Vay nén sir dung phwong thirc nao dé thu hut khach hang tiém ning?

Trudc tién, t6i xin ké mot cau chuyén nhd, c6 mot chu thod tréng rat thich cau
c4, mdi ngay, chi ta déu dén bo song gan noi & dé cau c4, mic du rat cham chi,
nhung hai tuan lién tuc, cht ta khong cau dugc con ca nao! Chi thé tring rit chan
nan, ciing rat tirc gian, dang dinh ding day vé nha, miéng con lam bam, khong bao
gid dén bo sdng nay cau ca nira! Pung luc ndy, mdt con ca 16n nhay 1én khoi mit
nuéc, mang 16n: "Con thé trang chét tiét, may con ding ca rot dé cau tao nira, tao
sé danh chét may..."

Tai sao chil tho tring lai dung ca rét dé cau ca? Rd rang, ca rét 1a mon khoai
khau cua chu thoé trang, dong thoi, chu ta ngdy tho cho rang, nhiing gi chu ta thich
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in, ca ciing nén thich an, nhitng ban dang doc dén day, c6 thay minh giéng chu tho
trang nay khong?

Ban d3 bao gio lam nhitng chuyén ngu ngde nhu vy chua, bién san pham
minh yéu thich thanh qua ting hodc san pham dung thir, nhung khach hang lai
khéng quan tm, vi vay ban "chiri riia"” trong 10ng, "mot lii ngu ngoc khéng biét
hang". Vi vy, toi néi rang 95% s nguoi 1am tiép thi van chwa "nhdp mon".

Ban c6 biét nhirng cao thi tiép thi 1am nhw thé nao khéong?

Ho biét cach hoan toan budc ra khoi thé gidi cua minh, bude vao thé gidi
ctia d6i phuwong, ho am hiéu ban chét con ngudi, hiéu rang ban than minh thich hay
khong khong phai 1a trong tam, ¢t 16i 14 khach hang co thich hay khong, vi vay,
mot ngudi lam tiép thi khong hiéu ban chat con ngudi chac chan sé that bai! Hay
doc "Tuyét Mdt Nhdn Tinh" 3 1an trude.

Cao thii sé sir dung cach thire tiép cAn ma khach hang yéu thich, dong
thoi thiét ké mot "méi cau" ma d6i phwong khong thé cudong lai dua trén nhu
ciu ciia khach hang. Vi du, rit nhiéu blogger kién thirc, sau khi dang video ngan,
s€ hudng dan moi nguoi tham gia nhom nguoi ham mo dé nhén tai liéu, tai liéu
nay chinh 13 "méi cdu”, muc dich 1a dé thu thap thong tin ctia khach hang tiém
nang, thém ban bé trén WeChat. Hién nay, c6 rat nhiéu dy an trai nghiém mién phi
khi m¢& ctra hang offline, vi du nhu céc trung tdim dao tao cho tré em tdng bong bay
dé thém WeChat, d6 ciing 13 "moi cdu".

Vi dy, si€u thi Qian Dama Fresh, trudc khi khai truong, sé thém WeChat cua
cac ba me & cong cac trudng hoc, thém WeChat sé& ting 4 qua tring va mot b rau,
két qua 1a rat nhiéu nguoi thém WeChat, sau d6 kéo nhitng khach hang nay vao
nhom, dé "gidt"” cac uu dai.

Siéu thi Qian Dama Fresh da st dung cach tiép thi nay, mé hon 1.000 cira
hang trén toan qudc, 4 qua trimg va mot bo rau nay, chinh 1a "méi cdu” cia ho,
céng truong hoc chinh 1a "ao"” cuia hg, cac ba me chinh la khach hang muc ti€u cua
ho, boi vi cac ba me 13 nhitng ngudi mua rau niu com thudng xuyén nhat.

Cho du ban tang tai liéu, qua tang nho, 4 qua trirng va mot bo rau, v.v., ban
nhat dinh phai thiét ké mot "méi cau" dé thu thap dit liéu khach hang. B6 sung mot
diém, st dung chién lugc gid ré hodc mién phi dé thu thap dit liéu khach hang, 1a vi
trong nhan tinh ¢6 mot dac diém 1a thich "huong loi". Néu ban str dung chién luge
gia ré hodc mién phi dé thu hut khach hang, ma chi phi phuc vu lai rat cao, nhét
dinh phai quy dinh r0 rang, chi c6 khach hang muyc ti€u cia ban maéi1 dugce tham gia
hoat dong, néu khong, sé gidng nhu két qua tham hai ctia doan du lich Van Nam.
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S. Lam thé 3o dé hen khich hing.dén clira hang thauh
cong? (Butic 4)

Sau khi thu thap dugc thong tin lién lac ctia khach hang, thém WeChat cua
ho, néu ho chi nim trong danh sach ban bé WeChat ctia ban, ma khong duoc ban
hen dén cua hang dé trai nghiém dy an cua ban, thi viéc ban thém WeChat ctia ho
s& khong bao gio tao ra bat ky gia tri ndo dbi véi ban, vi vy, hai yéu té then chdt
quan trong nht cua viéc thu hiit khach hang tiém ning, 13 phai tim dugc thong tin
lién lac cua ho va thém WeChat cta ho, thit hai 14 hen ho dén ctra hang dé trai
nghiém thanh cong.

Tai sao ho lai dong y dé ban hen dén cira hang?

Trude tién, ban nén str dung cach thuc tiép can ma khach hang yéu thich, dé
ho chu dong tiép can ban. Vi duy, ban c6 thuong xuyén nhan dugce dién thoai tr mot
s6 cong ty cho vay, noi rang "Anh/chi ABC, xin héi anh/chi c6 nhu cau vay von
khéng?", cu tra 10i thong thuong ciia chung ta 13 "khdng cdn”, nhung thuc ra, ai
cling ¢6 nhu cau vay vén, nhung tai sao cau tra 1oi ctia chung ta lai 13 phu dinh?
Boi vi chiing ta khong hiéu d6i phuong, khong biét d6i phuong 12 ai, khong co bat
ky su tin tuédng nao ddi vai ho, hon nita, cach thirc ban hang qua dién thoai nhu
vay 1a mot su "lam phién” d6i voi ching ta. Ban hay suy nghi k¥, trong qué trinh
tiép can khach hang tiém ning, ban c6 sitr dung mot s6 cach thirc tiép can ma khach
hang khong thich hoic tham chi 1 "lam phién" ho hay khong?

Chung ta thudng sir dung mot s6 cach thirc ma chiing ta cho rang khach
hang c6 thé chép nhéan dé tiép can ho, thuc té, khach hang cudi cung lai khong
dong y véi nhitng cach thirc nay, vi vay, khi 1én ké hoach quy trinh tiép thi, phai
hoan toan dirng trén 1ap trwong cia khach hang, phai dung trén 1ap truong cta
ho, suy nghi xem nén sir dung céach thirc nao dé ho c6 thé ngay 1ap tirc chap nhan
hodc san sang dé ban tiép can.

Hay nhé rang: Thu hit quan trong hon thuyét phuc! Gidng nhu cau ca
vay, trudce tién phai "nhu moi", thu hut ca dén, sau d6 méi cau. Kinh doanh cling
theo logic ndy, ban phai dé khach hang muc tiéu trai nghiém loi ich trudc, tu nhién
s& co két qua tot.

Cu thé 13 1am nhu thé nao? Cach t6t nhit 13 bon chir: Phuc vu truéc.

Rét nhiéu nguoi "qud thong minh", cudi cung "théng minh bi théng minh
hai", tai sao to01 lai n61 nhu vay, ban c6 nhan théy rﬁng, rat nhiéu nguoi kinh doanh,
déu co6 suy nghi nhu thé nay: "Ban tra tien cho t6i, t6i sé phuc vu ban tot." Nhung
ban ¢6 biét ngudi tiéu dung nghi nhu thé nao khong? "Ban hdy phuc vu téi tot
trude, sau dé téi mdi trd tién cho ban!”
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Ké vé mét trai nghiém tra tién cta t6i nhiéu nam trudc, lac d6 t6i méi khoi
nghiép, van chua hiéu 3 vé cach kinh doanh, mét nhan vién kinh doanh ctia mot
cong ty dao tao da thém WeChat ctia toi, mdi ngay déu giri tin nhén riéng cho toi
mot s6 phuong phap nhu: "Lam thé nao dé dan dit di ngii, lam thé nao dé lam
marketing, thiét ké co ché..." Thang dau tién, t6i khong thém quan tdm dén anh ta,
mot thang sau, anh ta van kién tri giri cho t6i mot noi dung cé gia tri moi ngay. To6i
bat ddu ch ¥ dén anh ta va nghi rang nguoi nay co tinh than rat tot. Mic du toi
khong tra 161 anh ta, nhung anh ta van kién tri. Mot ngay no, t6i xem Moments cla
anh ta, phat hién ra anh ta da lam nhan vién kinh doanh trong nganh dao tao dugc
hai ba nam (bé) sung mot chut: Moments cua ban chinh 1a so yéu 1y lich cua ban, c6
thé ning cao dang ké sy tin tudng cua khach hang ddi véi ban), thong qua
Moments cua anh ta, toi con biét duoc cong ty cua ho c6 nhitng khoa hoc nao,
cling nhu nhitng hoc vién da tham gia khéa hoc, danh gia tdt vé khoa hoc sau khi
hoc, v.v.

Mic du toi da hiéu thém mét chat vé nhan vién kinh doanh nay, nhung toi
van khong quan tdm dén anh ta, lai mot thang tréi qua, anh ta van kién tri gui tin
nhan riéng cho t6i nhimg ndi dung cé gia tri, dung luc do, doi ngii cua toi gap phai
"niit that ¢é chai” trong kinh doanh, mudn di hoc héi, xin héi moi nguoi, toi sé
nghi dén ai dau tién? Vang, chinh xac, chinh 1a nhan vién kinh doanh da giri cho
t6i nhitng ndi dung c6 gia tri trong nhiéu thang lién tuc nay, sau khi tro chuyén véi
anh ta vé& van dé t6i gip phai qua WeChat, toi da truc tiép dang ky khoa hoc 7 ngay
cua cong ty ho véi gia 39.800 t¢&, moi ngudi, chung téi chua bao gio gdp mat! Sau
bay nam trudc, 39.800 t& hoc phi cho mdt khda hoc khong phai 1a mot s6 tién nho,
tai sao to1 lai quyét dinh thanh toan? Ngoai vi¢c to1 cd nhu cau hoc tap, quan trong
hon 14 két qua cta viéc nhan vién kinh doanh ndy "phuc vu trudc”.

Ban "phuc vu truoc', sé giai quyet dwoc van dé 1on nhat trong viéc thu
tién: Van de ve su tin twéng!

Ban hdy thtr nghi xem, ¢6 hai kiéu ngufoq mot kiéu ngum mdi 1an gap ban,
déu tang qua cho ban, mot kiéu ngudi mdi 1an gip ban, déu mudn vay tién ciia ban.
Mot nguoi 1a cho di, mot ngudi 1a nhan lay, ban thich kiéu nguoi nao hon?

Néu ban dén tham gia khoa hoc "Pot pha chién lwoc" offline, ban s& ngay
1ap tire hiéu, khoa hoc cua chung t6i mdi thang mot ky, ky nao cling "chdy vé",
phai "déng cita ban vé" trude. Rét nhiéu hoc vién vi khong dang ky kip, da nhan
tin riéng cho t6i, ndi rang chi can c6 mot chd dung ciing dugc. Tai sao chiing t6i lai
dé dang "moi" khach nhu vay? Ban chét ciing 1a "phuc vu truée”, chiing toi thong
qua viéc phat song truc tiép huan luyén bi mat trén tai khoan cong khai WeChat
"Hoc vién Nhdn tinh chi chién" vao lac 8 gid t6i hang ngay, lién tuc chia sé kién
thtrc bd ich, lién tuc céng hién gia tri, dé hoc vién co thé phat trién va thu hoach rat
nhiéu trén mang, déng thoi cho ho biét, dén offline s& thu hoach dugc nhiéu hon, vi
vay, ho da dang ky trudc.
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Hiy nhé! Khach hang khong dén vi ban, ma 1a vi chinh ho. P6 méi 1a sw
that.

Vi vay, sau khi thém WeChat ctia khach hang, thu thap duoc thong tin lién
lac ctia ho, chiing ta phai lam tdt dich vu "phuc vu truoc”, tr do c6 dugc sy tin
tuong nhat dinh cta khach hang, nhu vay mai c6 thé hen ho dén ctra hang. Vay
muc dich ciia viéc moi ho dén cira hang ciia ban 1 gi? Tat nhién 1a dé hoan
thanh mot viéc rat quan trong - chét don. Néu khong thé chdt don, thi viéc thu hat
khach hang tiém ning sé& trd nén vo nghia! Néu khong thé thu hat khach hang tiém
nang, thi vi¢c tim kiém "ao" cla nguoi khac s€ trd nén vo nghia. Vi vay, muc dich
ctia viéc tim kiém "ao" ctia ngudi khac 1a dé thu hat khach hang tiém ning, muc
dich cta viéc thu hit khach hang tiém nang 1a dé chét don.

Pay 14 ba phan quan trong dau tién trong toan bd quy trinh tiép thi ciia
chiing ta, trudc tién, xac dinh rd rang hinh mau khach hang muc tiéu cua ban, sau
d6 tim kiém "ao” chét luong, thu thap dir liéu khach hang muc tiéu, hen ho dén cua
hang dé trai nghiém thanh cong, muc dich cta viéc trai nghiém 1a dé chét don.

Thém mét diém bo sung: Néu mudn hé thong thu tién 1a tu dong, thi & giai
doan dau thu hut khach hang tiém ning, tot nhat 14 c¢6 thé st dung cong cu dé hoan
thanh, vi du nhu trudc day, nhitng ngudi ban hang trén WeChat stir dung phan mém
dé thém ban bé, vi du nhu dang mot video ngan dé doi phuong chii dong nhan tin
riéng cho ban, v.v. Vi vay, day dugc goi 1a thiét ké quy trinh, khi tat ca nd luc cua
chung ta déu xoay quanh quy trinh nay, chiing ta s& khong pham phai sai 1am qua
16n, nd luc cta chiing ta cudi cing s& dugce dén dap bang loi nhudn kinh té khong
16.




6. Thiét ké giai phdp_chot don ma Khdch haug khdug
the tv'choi (Butc S)

Khi khach hang 1an dau tién dén cira hang (cong ty) ctia ban dé trai nghiém,
ho cam thay rat hai long, cudi cung ho quyét dinh mua sdn pham cuia ban, xin hoi
khach hang nay co6 tin tuéng ban hay khong?

Cau tra 101 1a ba chtr: Thir xem sao!

T4t ca khach hang khi lan dau tién lya chon mua san ph:flm cua ban, tuyét dbi
khong phai vi ho tin tudng ban, ma 1a ho san sang cho ban mét co hoi, dé ban tung
budc timg bude chimg minh cho ho thay, nhiing gi ban néi, ban c6 thé lam duoc
hay khong, khi ho xac dinh rang ho c6 thé nhan duoc gia tri ma ho mudn ¢ day, ho
moi tiép tuc mua hang lan thir hai, 1an thi ba, vi vay, bat ky khach hang nao sau
khi trai nghi¢m 1an dau tién, cho du co tét dén dau, khi ho luya chon mua hang, mai
maéi déu 1a ba chit "thir xem sao!”.

Ho chi muén thtr, vay ho sé& Iya chon mua san pham c6 gia twong ddi thap
hay san pham c6 gia tuong d6i cao? Ho nhét dinh sé& lya chon mua san pham c6 gia
thap, boi vi gia cao hay thap dbi vai khach hang chinh 1a rii ro cao hay thép, rui ro
cang thap, khach hang cang d& dang lua chon. Nhung rat nhiéu éng chu khong lam
nhu vay, rat nhiéu 6ng chii "nhin mdt bdt hinh dong", khi khach hang vao cira
hang, ho s& ban hang theo timg ngudi, nhin thay khach hang c6 kha nang chi tiéu
cao hon mot chut, ho s& mudn ban nhiig san pham dit tién hon cho ho, nhin thay
khach hang c6 kha ning chi tiéu kém hon mét chat, ho s& mudn ban nhiing san
pham ré hon cho ho. Cach 1am nay, mic du nhin thi ¢ vé rat thong minh, nhung
thuc té, di v6i viéc mua hang lién tuc ctia khach hang, 1a rat bat loi.

Viéc dinh gia san pham ¢ day, truec tiép quyét dinh ty 1¢ chuyén d6i. Nhu
ciu vé san pham cang cao, gia cang thp, gia tri cang 16n, ty 1é chuyén doi
cang cao. Vi du, khoa hoc "Dot pha chién lugc" offline cia ching t61, gia géc la
9.800 t&, gia wu dai chi con 999 t&, con ting thé thanh vién "Hdc Kim" online tron
doi, rat nhiéu ngudi néi vaéi chiing toi rang, gia ctia cac ban qua thap. Toi xin hoi
ban mdt cau hoi, néu ching t61 thu 9.800 t¢ mo1 dugce tham gia khoa hoc offline,
lidu c6 nhiéu ngudi khong dén vi riii ro qué cao hay khong? Cau tra 10i 1a chéc
chén, khong phai vi ho khong c6 tién, cling khong phai vi khoa hoc khong dang gia
sb tién do, ma 1a do y thirc rui ro cua ho.

Hiy nhé rang: Khach hang mua hang 12 vi tin twéng, khong mua 1a vi
rui ro!

Tai sao ty 18 chét don cua ban lai khong ting? Ban phai kiém tra gia ca cta
san pham va gia tri cia dich vy, cling nhu muc do phu hop gitra san pham hoac
dich vu ctua ban vdi nhu cau cua khach hang.
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Vi viy, quy trinh tiép thi phai hoan toan diémg trén 1ap truong cia khach
hang dé suy nghi, thiét ké, phai hoan toan phu hop véi ¥ mudn mua hang cua
khach hang, méi co thé tao ra két qua tdt. Ngudng cang thap, sb tién cang it, ty 16
chét don tu nhién s& ting 1én dang ké.

Vay c6 ngudi sé hoi, ty 16 chét don cao thi doanh thu van s& khong ting
treong nhiéu! 10 khach hang vao ctra hang, t6i chbt dugc 3 don, néu mdi don ban
duoc 5.000 té, toi co thé dat duoc doanh thu 15.000 té, nhung 10 khach hang vao
ctra hang, mdi don chi ban duoc 500 t&, cho du chdt duoc 8 don, cubi cung toi
cling chi dat dugc doanh thu 4.000 t¢. Nhung ban phai hiéu rd, doanh thu 15.000
t¢, nhirng lan mua hang tiép theo ¢6 thé chi con 1.500 t¢&, tham chi 1a 0. Con doanh
thu 4.000 t&, nhiing 14n mua hang tiép theo c6 thé 1a 40.000 té tham chi 400.000 té.
Giai doan dau, muc tiéu khong phai 1a doanh thu, ma 1a s6 lwong ngwoi.

Néu khach hang dén cira hang cua ban trai nghiém lan dau tién mua sén
pham da chi 5.000 t¢, ky vong ctia ho doi vdi san pham nay sé rat 16n, yeu cau s&
rat cao, lc nay, ho sé& rat kho hai 1ong, boi vi khach hang tra cang nhiéu tién, ky
vong cua ho cang cao. Khong c6 su hai long, ho con tlep tuc tra tién cho ban sao?
Vi vay, kiém tién hién tai tuy 13 quan trong, nhung néu khach hang khong hai long,
s& khong c6 hanh vi mua hang lién tuc, néu chiing ta chi tap trung vao tién bac
trudc mat, chic chin sé danh mat tién bac trong tuong lai, trudc mat 1a tién nho,
tuong lai mai 1a tién 10n, trude mat 13 tién vat va, tuong lai 13 tién d& dang, ban
chon di!

Vi vay, chdt don 1an dau tién tat nhién khong phai 1a dé dat duoc bao nhiéu
doanh thu, ma 1a dé dat dugc ty 18 ch6t don 16n nhét, tirc 1a 10 khach hang trai
nghiém xong, cudi ciing c6 bao nhiéu khach hang mua hang, tat nhién 1a cang
nhiéu khach hang chdt don cang tét, boi vi ho di budc qua ngudng cira dau tién,
dai dién cho viéc ho sdn sang dén cira hang (cong ty) cta chiing ta lan thir hai hoic
lan thir ba, diéu ndy trd nén vo cling quan trong.

Tat nhién, chdt don 1an dau tién khong chi 1a vi chot don 1an dau tién, ching
ta 1a vi nhitng 1an ho quay lai 1an thtr hai, 1an thir ba, lan th tu tiép theo, ching ta
c6 thé tiép tuc khién ho mua hang, duogc goi 1a ban hang bo sung (upselling).

Lam thé nao dé khach hang "phdt cuéng' mua hang?

Ban hang bo sung 1a gi?

Chinh I ban hang thém, ban hang thém 1 gi, 1a ch6t don 1an thir hai, 1an
thir ba, tham chi lan thirt N d61 véi nhitng khach hang da mua hang, chung t61 goi
n6 1a ban hang bo sung. Ma ban hang bo sung chinh 1a ngudn loi nhuén lém
nhat cia mgt cong ty, 90% lgi nhuan déu den tir ban hang bo sung, néu chiing
ta khong lam t6t viéc ban hang b6 sung, c6 nghia 1a 90% loi nhuén cta ching ta sé
bién mat, vi vay, cong ty thuc sy kiém tién khong phai dua vao vi¢c chot don.
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Khong phai dua vao viéc chot don 1an dau tién, ma la dya vao viéc lién tuc ban
hang b6 sung.

Hai bi quyét dé khach hang lién tuc tra tién cho ban:
Thit nhat: Nhip diéu ban hang b6 sung phai 6n dinh

T61 c6 mdt nguoi ban di cit toc & mot tiém 1am tdc, vira ndm xuéng chua
dugc 5 phat, ¢ gai goi dau da noi: “Anh oi, vai gdy ciia anh bj tdc nghén rat
nghiém trong”. Ban t6i hoi cd 4y, vay phai lam sao? Nhan vién noi: “Tdng 2 ciia
chung toi co bo phan tri liéu, co thé giup anh thong kinh lac, chi can 398 té la ¢é
thé lam théng kinh lac vai gdy, lam xong sé rdt tét”, bla bla bla... gidi thiéu mot
trang, ban toi ngai tir chdi, nén da 1én ting 2 1am tri liéu voi gia 398 &, két qua 1a
vira nam Xuéng chua dugc 20 phut, nhan vién tri li¢u lai noi: “Anh oi, em phat
hién ra, anh khéng chi vai gdy bi tdc nghén, ma toan bé lung ciia anh ciing bi tdic
nghén rdt nghiém trong”, ngudi ban ngde nghéch cua t6i lai hoi, vay phai lam lai
hoi: “Vay phai lam sao? . Nhan vién tri liéu no1: “Co thé mua mot thé liéu trinh,
gid goc la 9.800 té, hém nay khuyén mdi chi con 6.800 té”, sau @6 lai 1a mot trang
"chao hang".

Khién ban téi "mo mo mang mang", 1lai bé ra 6.800 t& dé mua thé liéu trinh.
Két qua 1a tir goi dau dén cat toc déu bi "chao hang”, cudi cung, khi ra khoi tiém,
khong chi mua thé li¢u trinh, ma con udn toc, nhudm mau, hép dau, v.v., chi tiéu
hon 10.000 t¢, Iuc vao tiém thi "mat may héng hao”, lic ra khoi tiém thi "mat may
tai mét"! Tai sao? Bi doa s¢... Ban nghi anh ta con dam dén tiém nay ntta khong?
Anh ta s& n6i tot cho tiém ndy v6i moi ngudi xung quanh sao? Ca doi anh ta s&
khong bao gio bude chan vao tiém ndy nira, con di khap noi noi rang tiém nay chi
biét lra tién.

Pay chinh 13 dién hinh cta viéc "ndng véi”, ban t6i khong thiéu tién, hon
nita ¥ thirc tra phi rat cao. Nhung cach 1am nay cta ctra hang d6i voi dai da sb
khach hang, déu 13 "chét nguoi” Nhip d6 qua nhanh, khi khach hang chua cam
nhan dugc du gia tri, ban da "mdc tui" ho, chi c6 mot két qua, ho s& bo di va khong
bao gio quay lai, "dwoc mot mat muoi” Von di ban co thé tir tir kiém duoc
100.000 té tir khach hang nay, con c6 thé thu hut dugc rat nhiéu khach hang tiém
ning xung quanh anh ta, chi vi ban qua néng voi, da "giét chét” khach hang tiém
nang nay.

Thit hai: Tré thanh "fram xing" cho gidc mo ciia khach hang

Diéu ndy rat quan trong, nhat dinh phai chu y, khong phai 1a ban vi ban, san
pham ndy phai 1 thar ma khach hang thuc su can, dong thoi co thé giai quyét van
dé ctia ho, mdi 1an khach hang mua san phrflm hodc dich vu ctia ban, déu khién ho
tré nén tot dep hon, khién khach hang tién gan hon dén gidc mo cua ho. Nhu vay,
viéc ban hang bo sung mai co thé tiép tuc, sy tin tudng ciing s& ting 1én dang ké,
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néu ban chi ban vi ban, thuong s€ "hao mon" su tin tuéng, co lan nay s€ khong co
lan sau.

Thu hut khach hang tiém ning 1a dé giai quyét van dé vé so lwong
khach hang muc tiéu, chét don 1a dé giai quyét van dé vé sy tin twéng cia
khéch hang, ban hang bd sung 1a dé giai quyét vin dé vé doanh thu va loi
nhuén, ba yéu t6 nay khong thé thiéu. Khong thu hat duoc mot luong 16n khach
hang tiém ning, s& khong thé chdt duge mot lwgng 16n don hang 1an dau tién,
khong chét duoc mot luong 16n don hang 1an dau tién, s& khong thé c6 duoc doanh
s6 ban hang b sung 16n & giai doan sau.

Vi vay, ban nén ban san pham gi khi thu hiit khach hang tiém nang? Ban nén
ban san pham gi khi chét don 1an dau tién? Ban nén ban san pham gi khi ban hang
b6 sung? Pay duoc goi 1a thiét ké quy trinh, ban phai 1én ké hoach quy trinh cho
t6t. V& phan san pham, toi s& noi trong chuong "Sdn phdm biing né" sau.
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7..Xay dung "a20" cva rieug bau (Butic.6)

Ba tir khoa dé 1am tdt tiép thi trong thoi dai internet: Thu hit lwu lwong
truy cip cong cong - Tw xay dung "ao" - "Lan truyén" trong “mién riéng”.

« Thu hit luvu lwgng truy cip tir mién cong cdng: Mién cong cong gidng
nhu dai duong, ciu ca & dai duong, ca tuy nhiéu, nhung khong phai 14 cta
ban, vi du: Douyin, Kuaishou, Video Number, Meituan, Xiaohongshu, v.v...
Nhitng nén tang ndy thuc su co rat nhiéu luu lugng truy cdp, nhung nhiing
luu lugng truy cép nay thudc vé nén tang, khong thudc vé ban, vi vay, ching
ta phai thu hat luu luong truy cp tir nhitng nén tang nay dén "ao” ctia ban,
ban phai xay dung mot "ao” thudc vé riéng ban.

« Xay dung "ao" riéng: Mot s6 ngudi ndi tiéng trén Douyin, Kuaishou,
Video Number, vét va 1am méi c6 dugc hang trim nghin nguoi theo doi,
nhung lai khong c6 tu duy xay dung "ao"” riéng, lang phi luu lugng truy cép,
mot thoi gian sau, nguoi ndi tiéng nay khong con ndi tiéng nira, phong phat
song truc tiép cling khong con ai, két qua 1a chi c6 thé nghi dén viéc kiém
com ¢ dau, haiz' Pay chinh 14 ndi budn cua viéc kh()ng co tu duy kinh
doanh Mot sé doanh nghlep offline cung vay, moi ngay glong nhu: ké ngoc
ngodi d6 cho khach hang dén "tang tién" nhung ho khong biét rang, tién cla
khach hang tir 1au da bi nguoi khac "cuop’ ' mat, vi du nhu dat hang truc
tuyén.

Nhiing cao thii tiép thi 1am nhu thé nao, ho dwa nhirng con ca thu hit
dwoc tir mién cong cong (vi du nhw Douyin, Kuaishou) vao "ao" riéng ciia
minh (WeChat, nhém WeChat, tai khoin cong khai WeChat), cho du mot
ngay nao d6 "bdo 16" (vi du nhuw tai khoin Douyin hoic Kuaishou ciia ban
khéong con luu lwgng truy cap), khong thé ra bién danh ca nira, nhung vi cé
"ao" riéng, nén ciing khong phai lo ling khong c6 ca in.

Chi can trong WeChat hodc cong dong c6 khach hang, ban ban bat cir thur gi
cho ho ciing tré nén rat dé dang, boi vi ban khong can phai tim kiém khach hang
lan nita, ciing khong can phai x4y dung lai 1ong tin, ban c6 thé tryc tiép thong bao
cho ho, khach hang s& d& dang mua hang cta ban hon. Ban phai biét rang, tim
kiém mot khach hang ma&i dé ho mua hang ctia ban lan dau tién 1a rat kho, chi phi
rat cao, nhung sau khi da co6 1an dau tién, néu khach hang co trai nghiém tot, 1an
thtr hai mua hang ctia ban, s& dé dang hon rat nhiéu. Vi du, chiing t6i c6 950.000
thanh vién trong "ao" ri€éng ctia minh, xut ban mot cudn sach hodc mot khoa hoc
chuyén sau nao d6, déu sé ban "chdy hang”, chinh 1a nguyén 1y nay.

Hay doc tham 3 lan: "A0" riéng ctiia ban méi la "co may in tién" thuce su
cua ban!
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Str dung cong cu nao dé xay dung "ao"’ riéng?

Vi du nhu tai khodn cong khai WeChat, vi du nhu nhém WeChat, vi du nhu
chuong trinh nho, déu 1a nhitng cong cu rat tot, & day, toi bd sung mot cau, nhiing
ngudi khéi nghiép doanh nghiép nho, dimg bao gio nghi dén viéc phat trién img
dung, viéc nay vao thoi diém hién tai, chinh 13 ném tién qua cua s6, hon nita con
khong co tiéng dong. Toi da thdy mét s6 ngudi ban xung quanh minh, bo ra vai
tram nghin té, thué rat nhidu doi ngii k¥ thuat dé phat trién tng dung riéng, két qua
la khong c6 ngoai ¢, tat ca déu "chét” sach.

Dbi voi nhitng ngudi khdi nghiép doanh nghiép vira va nho, cong cu "ao”
thiét thuc nhat, chinh 12 nhom khach hang WeChat + tai khoan cong khai WeChat +
chuong trinh nho 1a du, ban hay xem, 950.000 thanh vién cta ching t61 déu duoc
dat trong tai khoan cong khai WeChat va nhom WeChat. T4t nhién, néu ban lo ling
nhan vién 1ay di WeChat, ban c6 thé tu minh ding ky tai khoan WeChat cho nhan
vién str dung, hodc dua khach hang vao WeChat doanh nghiép.

P6i v6i doanh nghiép vira va nhé, chién lwgc "bd dao'” nhit 13 "ky
sinh'! Tuc 1a ching ta gibng nhu ky sinh tring, bam vao nhiing "co thé me" khong
16 nhu WeChat, Douyin, Video Number, Kuaishou, dua vao "chdt dinh duong" cia
ho, dé "nuéi" chung ta "béo tot".
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8.Lam thé nio dé khich haug "lan truyén nhv virvs'?
(Butic 7)

Nhitng nam trudc, vo $6 nguoi khéi nghiép thét bai, ngoai dich bénh, con cé
mot nguyén nhan quan trong, d6 1a chi phi. Chi phi nhan cong, chi phi thué mat
bﬁng, chi phi luu lugng truy cap, v.v... T61 xin héi moi ngudi, ban ¢d nhan théy
rang, néu ban khong biét cach "choi” internet, chi phi tién bac va thoi gian dé tim
kiém mot khach hang s& ngdy cang cao, phai lam sao? Liéu c6 cach nao dé giam
chi phi va tim kiém duogc nhiéu khach hang méi hon hay khong?

TAt nhién 1a co, khong chi c6 mdt cach, t61 s€ day ban hai chiéu:

o Thit nhit, hoc cach thu hiit lwu lwong truy cip véi gia ré, sé lwong 16n
thong qua video ngfln, livestream.

« Thir hai, lan truyén trong “mién riéng”, bién khach hang thanh "nha
sang tao'', thanh ddi tac ciia ban, thanh ""nha tiéu dung - kinh doanh"
(prosumer).

Vi dy, mdi ngay déu c6 hang trim thanh vién chia sé cac khoa hoc cua
chung t6i cho ban bé xung quanh, khach hang khong chi c¢6 thé mua duoc nhimng
khoa hoc tdt, ma con co thé kiém tién thong qua viéc chia sé, ban than ho vira hoc
tap vua gitp do ban be, day chinh 1a "nha tiéu dung - kinh doanh".

Vi du, "d6i quan livestream" ctia ching t6i cling vy, mdi ngay déu giup
ching t61 thu hit dugc hang tram khach hang vaoi gid 199 t¢, chiing t61 khong chi
khong phai tra mot dong luong nao, ma con khong phai tra tién thué mat bang, tién
nudc, tién dién, hay thir nghi dén tién thué mat béng, tién nudc, tién dién, lvong
nhan vién, hoa héng ban hang cua ban hién nay, ban c6 nhan théy réng, nhin thi c6
vé rét ndo nhiét, nhung thuc té, sO tién vao tai ban chéng duoc bao nhiéu, nghi dén
cling thdy chua x6t phai khong?

Thoi dai nay, con nguoi chinh la cira ngd cia luu lwgng truy cap, ban
phai nghi cach, bién mdi khach hang cta ban thanh nhan vién kinh doanh mién phi,
néu ban dé y, ban sé& thay rang, mdi nguoi da thanh toan trén nén tang ciia ching
t6i déu c6 quyén chia sé, vé 1y thuyét, ho déu c6 thé mang dén luu luong truy cap,
950.000 thanh vién tra phi, mdi ngudi chia sé cho mot ngudi, s& tré thanh 1,9 triéu
nguoi.

Bon yéu t6 ¢t 16i dé "choi” tot "phdn irng ddy chuyén'' trong mién
riéng

1. Ngwoi ham m@ trung thanh (fan rugt): Ban phai c6 mot luong nguoi ham
mo trung thanh nhat dinh, hiy lam t6t 6 budc dau tién cua "Bdic Pau Thdt

Tinh", ban s€ c6 ngudi ham md trung thanh, van dé cta rat nhiéu nguoi khoi
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nghiép la con chua "thu hut" dugc nguoi, da mudn kiém tién, ban qua nong
vOI roi.

2. San pham phai tot: Néu san pham cua ban khong tot, nguoi khac s€ khong
dam chia sé, khong ai mudn kiém tién bang cach "lura doi".

3. Cong cu phai tot: Khong thé dé ngudi hAm mo trung thanh cta ban phai
ngdi 3 tiéng tau cao tdc, gip mit ban bé dé noéi chuyén 3 tiéng, mdi mién
cuong gidi thi¢u dugc san phé\m cua ban, néu nhu vay, cho du san phém cua
ban c6 tot dén dau, khach hang c6 sin sang quang ba dén dau, do kho cua
"vhén iing ddy chuyén” ciing 1a rat 16n. Ban hiy xem nén tang ctia chung toi,
chia sé mot 1an 1a khoa, sau khi khoa, chi can chia sé duong link livestream
lac 8 gio t6i hang ngdy cho ban bé cua ho, d6i phuwong mua khoa hoc, hoa
hong twong ung s& duoc chuyén dén tai khoan ngay lap tuc.

4. Co ché chia sé lgi nhuan: Chinh 1a loi ich danh cho nguoi chia sé, hay noi
cach khac, 1a chinh sach chia sé 1gi nhuan danh cho dai ly, ban phai dam
chia sé loi nhuén, phai tao ra nhitng tAm guong co thé kiém duoc hang triéu
té mdi nam, doi ngil cia ban méi cd thé "phdt cuong” 1am viéc.

Hay nhé mot cau, ban thanh cong 1a két qua ciia viéc nguoi khac hy vong
ban thanh cong, vay tai sao nguoi khac lai hy vong ban thanh cong, bdi vi ho co
thé nhan duoc loi ich tir sy thanh cong cua ban, néi cach khac, ngwoi khac khong
phai la dang giip ban, ma 1a dang gitip chinh ho! Vi vay, ban khong can ho giup
ban, ban chi can thiét ké mot bd co ché chia sé 1gi nhuan, ho ¢6 1oi ich ty nhién s&
gitip ban, diéu nay méi phi hop v6i ban chat con ngudi.

B6 sung mot diém, to6i phat hién ra rang rat nhiéu nguoi "choi” "phdn g
ddy chuyén" trén thi truong, chi nghién ctiru co ché phan phéi, t6i c¢6 thé khang
dinh véi ban rang, néu ba diéu kién dau tién khong duoc dép tmg, ban chi ¢ thé
"choi” mot thoi gian, rat nhanh s& khong "choi” duge nita. Cot 16i clia viée phat
trién 1au dai ciia bat ky viéc gi, 1a mang lai loi ich cho nhiéu bén!
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9.Ba phutng phap thu_hit khidch hang "bong né"cho
cUa_haung

Luwu lwong truy cip - chinh 1a s6 lwgng khach hang dén cira hang cia
ban. Rat nhiéu 6ng chii cira hang khong con xa la vai tir ndy, nhung mdi khi nhac
dén, ho chi biét the dai hodc phan nan vé mai truong kinh doanh. Khong phai 1a
moi truong kinh doanh khong tot, ma 1a ban khong tim thay khach hang ciia minh
da di dau, thoi dai internet chinh 1a mot "khu rirng t6i tam", khong biét khach hang
& dau.

Dé giai quyét van dé 1am thé nao dé co dugc ngudn khach hang lién tuc? Toi
da tong két 3 phuong phap sau day, nhitng phuong phap nay déu c6 stc manh "y
diét" rat 16n, néu ban hiéu 13, ban s& khong phai lo ling vé lugng khach hang nita.

Budéc diu tién ma cira hang phai lam 1a thu hl’lt khach hang. Ngudn
khach hang co ban nhét cua cira hang chinh 13 ba ngudn sau: luu lwong truy cap
tu nhién, tiép thi quang c40 va truyén miéng, cac phuong thirc khac vé co ban
chi 13 phuong tién cta tiép thi quang céo. Luu lugng truy cip tu nhién thuong bi
chi phéi boi cac yéu td khach quan nhu vi tri, thoi gian, méi trudng, v.v., vi luu
luong truy cap tu nhién da trd thanh "diém chét” cua cira hang, vy chung ta nén
lam thé nao?

Tat nhién 1a tiép thi quang cdo va truyén miéng. Tiép thi quang cao 1a dé
thu hut khach hang méi. Lam t6t trai nghiém ciia khach hang cii, 1a dé tao ra
truyén miéng. Vi vay, tiép theo, toi s& tip trung vao viéc gidi thiéu cach lam tiép
thi quang cdo, trude tién, hiy suy nghi xem tai sao khach hang lai dén ctra hang
cua ban?

Phuong thte tiép thi t6t thuong dén tir viée ndm bt chinh xac tAm 1y cia
nguoi tiéu dung, khach hang dén ctra hang vi ba 1y do chinh: Ban chi can nam bat
duoc mot trong s6 d0, 1a c6 thé dé dang thiét ké ra phuong phap thu hut khach
hang.

1. Tam 1y “thich chiém tién nghi”, dai da s6 khach hang déu c6 (khién khach
hang cua ban cam thay “chiém dwoc tién nghi”).

2. Tamly “a dua”, vi du nhu hai ctra hang ¢ canh nhau, mét ctra hang c6 rat
nhiéu nguoi, mot cra hang co rat it nguoi, moi nguoi chac chan s€ dén cira
hang c6 nhiéu nguoi hon.

3. Gia tri “b6 sung”, cira hang nay c6 gia tri “bé sung” dang dé moi ngudi
quan tam (gia tri gia tang cao).

4. Tiép theo, toi sé& chia sé 3 phuong phap thu hat khach hang gitp cira hang
truyén thong “bung no”:
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Phuong phap thu hat khach hang 1: Thiét ké mét sin pham "bing né"
(san pham thu hit khach hang)

Gia ré, tin suit cao, khong kiém tién, trudc tién hay thu hut khach hang dén,
sau d6 thém WeChat ctia ho, sau d6 dé ho tiéu dung céc san ph:flm khac dé kiém
101. Vi du, chung ta thuong nhan dugc nhiing to roi quang cdo, thuong l1a do si€u
thi hodc ctra hang trai cdy in, ludn c6 mot s san pham noi bat co gia rat thap. Mot
s6 nha hang co ap phich quang cao mot moén dn dic biét gia ré & cira dé thu hit ban
vao quan, bao gom ca "9.9 té mién phi vin chuyén" trén Taobao, cling 1a dé thu hat
khach hang, tao két ndi, tang thém stc hut.

Lai vi dy, mot hoc vién cua chung t6i, da st dung phuong phap thu hit
khach hang cho ctra hang trai cay, mua 5 can tdo Fuji do tdng 1 binh gilr nhiét hai
16p 59 té va 1 can dién tr nho, gid géc hon 100 té, by gid chi con 29 &, hon nita
con giao hang tan noi, moi ngudi déu biét, mua & ctra hang trai cdy, 5 can tdo ngon
it nht ciing phai 30 t&, anh ay con tang thém mot chiéc binh giit nhiét hai 16p bang
thuy tinh gia 59 t€ trén Tmall, con tang thém mot chiéc can dién tir nho, téng gia tri
phai hon 100 t¢, ho giao hang tan noi chi vadi 29 t€, hon nira con 1a thanh toan khi
nhan hang, tong cong da in 300 to roi, dén cong mot toa nha van phong dé phat,
cudi cung da nhan duoc gan 3.000 don hang.

Tai sao lai nhiéu nhu vay? Béi vi mot cong ty trung binh ¢ hai ba chuc
nhan vién, nguoi dau tién thém WeChat va dat hang, nhitng ngudi khac nhin thay
thuc su "siéu hoi”, déu s€ "a dua” theo.

Chi phi thiét ké hoat dong nay: Vi s6 luong 16n, gia ban budn trai cay 1a 2
té/can, 5 can tdo 1a 10 t¢, chi phi qua tang 1a 10 t¢ cho binh gilt nhiét, 8 t¢ cho can
dién tir, tong chi phi hang héa khoang 28 té. Cong thém chi phi dong goi, can, nhan
cong, giao hang (déu 1a cting mot khu vyc, mot 1an c6 thé giao nhiéu don), vé co
ban 1a khong 16.

Nhung chiing t6i da thu hit duoc 3.000 khach hang tiém ning trén WeChat,
cho du 1an nay chiing t6i khong kiém duoc tién, nhung nhitng khach hang nay sau
nay van sé co6 nhu cau mua trai cdy, chi can lan nay toi ban trai ciy ngon, ho s& tiép
tuc mua cua t61, hon nira, c6 nguodi cod thé khong chi mua tdo, ma con co thé mua
thém chudi, quyt, v.v., van ¢6 loi nhuén.

Quan trong nhat 1a da nang cao danh tiéng cua cira hang, bai vi nhitng ngudi
dat hang déu cho r?mg ho da "huong loi”, néu chi béan trai cay, thi khong thé ban
dugc nhiéu nhu vay, ban ban trai cay ré, ngudi ta s& nghi rang tdo ctia ban kém
chat luong. Moi ngudi nhin thiy tdo dau tién, nhin thay can dién tir tht hai, két qua
1a suy nghi lai roi vao binh giit nhiét, rat nhiéu ngudi 14 vi binh giir nhiét, cam thay
mua tdo 29 té ciing khong thiét, cam thay minh dugc ting binh giit nhiét va can
dién tir, day l1a nhiing thir thudc vé qua tang hién vat.
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Con c6 mdt hoc vién da phat minh ra mot mo hinh qua ting "siéu cdp”: Mua
phiéu giam gia 58 té clia ctra hang gidy cta cd dy, mua gidy c6 thé giam 58 té,
déng thoi ¢6 thé nhan duge mot binh gilt nhiét 198 t€, ban nhin théy hoat dong nhu
vay, ban c6 "dong long"” khong?

Tai sao hoat dong ctia ban lai khong c6 ai huong ing? Béi vi qua tang ban
thiét ké khong du hip dan, hodc khién nguoi ta cam thay khong dang gia, khach
hang mua phiéu giam gia 58 t& dé mua giay, sau d6 ting thém mdt binh giit nhiét,
nhu vay sé rat hap dan.

Khach hang sir dung phiéu giam gia dé mua gidy, gia gidy trung binh cta
ctra hang khoang 300 t¢, 1gi nhuan gop khoang 50%, trir di 58 té&, 6ng chil van c6
1ai. Hon nita, phiéu giam gi4 1a do khach hang bo tién mua, nén ho c6 ty 18 sir dung
cao. Néu phiéu giam gia dugc ting, khach hang chi c6 20% kha nang sur dung. Vi
du: Ban bo tién mua mot vé xem phim, va vé xem phim do rap chiéu phim tang, ty
1¢ ban di xem va khong di xem s& rat khac nhau.

Hoc vién Nhan tinh chi chién cling vay, cac cong ty gido duc khac ban mot
khoa hoc véi gia 199 t€, chung tdéi ban 25 khoa hoc vai gia 199 t€, tuong duong
voi1 viée mua mot khoa hoc, tang thém 24 khoa hoc, khach hang sé cam thay rat
"siéu hoi".

Luon ludn nhé rang, khach hang khong phai 1a mua ré, ma 1a mua cam
giac "chiém tign nghi”, nhiig vi du t6i da néu trén chi 1a dé goi mo suy nghi cho
ban, khi thuc hién cu thé, dimg sao chép y nguyén, phai biét "cir nhdt phdan tam”,
thiét 1ap theo tinh hinh ciia riéng minh.

Phwong phap thu hit khach hang 2: Lién minh doanh nghiép

Ban hiy in mot s phiéu giam gia, hodc lam mot s thé giam gia, sau d6 tim
kiém céc doanh nghiép bén thtr ba xung quanh dé hop tac, gia si ban ban d6 dién,
ban c6 thé dit phiéu giam gia o cira hang ban do ndi that, dong thoi, ban gitp cia
hang ban d6 noi that nay phat phiéu giam gia, néu ban md nha hang, tiém massage
chan, quan karaoke, ban c6 thé phat phiéu giam gia ¢ qudy 18 tin cta cac nha nghi
xung quanh, ban 1am dep, 1am toc, c6 thé hop tac véi cic quan ca phé, cira hang
quz‘in 4o nit, phong tap thé duc, v.v., tom lai 1a tim kiém nhirng nganh nghé lién
quan dén nhom khach hang cta ban dé néi chuyén hop tac, gitip t6i phat phiéu
giam gid trong nhom khach hang cta ban, t6i cling gitip ban phat phiéu giam gia
trong nhom khach hang cua t61, ttr d6 thu hit khach hang cho nhau.

Pay duoc goi 1a lién minh doanh nghiép, khach hang cta ban s& dén nhiing
ctra hang nao dé tiéu dung, ban hiy di hop tac voi nhitng cira hang d6. Vay ban noi
xem, néu d6i phuong khong mubn hop tac voi toi thi phai lam sao? D6 1 vi ban
chi nghi dén viéc "ldy" ngudn lyc cta d6i phuong, "chiém tién nghi” tir ddi
phuong, ngudi khéc tat nhién khong mudn quan tim dén ban.
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Hay nhé ring, cao thi khi két giao v6i nguwoi khac, ludn ludn "mé
dwong'' bang tién, luon luon nghi dén viéc lam the nao dé doi phwong "hwong
lgi" tir minh truée.

Ban dimg v6i vang néi chuyén hop tac, ma hay dén cira hang cta ho tiéu
dung trudc, mua nhitng san pham dét tién hon, sau d6 dan nhan vién dén cira hang
cua ho ti€u dung, ban nghi xem 6ng chu cta ho ¢o6 thich khach hang nhu ban
khéng, qua lai vai lan 1a quen.

Sau do, n6i chuyén hop tac voi ho, noi réng sau nady, nhan vién va khach
hang ctia ban, déu s& duoc gidi thiéu dén cira hang cua ho dé tiéu dung, ddi phuong
chéc chan sé& rat vui vé, lic nay, néi chuyén hop tac, cung nhau dit phiéu giam gia
dé thu hat khach hang cho nhau, d6i phuong chic chin sé dong y.

Tat nhién, 1am dén budc nay van chwa du, boi vi ngudi thue su gidi thiéu va
gitip ban phat phiéu giam gia khong phai 1a 6ng chil ctia ho, ma 1a nhan vién cia
ho, vi vay, ban phai "cho"” nhan vién cua ho 191 ich.

Yéu cau nhan vién ctia ho ky tén 1én mdi phiéu giam gia cta ban, bat ky
khach hang nao mang phiéu giam gia c6 chit ky ctia nhan vién nao dén tiéu dung,
déu thudng cho nhan vién d6 3-5 té, mot ngay gidi thiéu dugc 10 khach hang, co
thé kiém duoc 30-50 té, ban ndi xem nhan vién cia ho c6 dong luc khong, ddi voi
nhan vién, day 1a "thu nhap thém", ho chic chin s& co dong luc. Chic chin s& khen
ctra hang ctia ban trudc mat khach hang, va yéu cau khach hang mang phiéu giam
gia c6 chit ky cia minh dén ctra hang cua ban dé tiéu dung.

Bé1i vi ho ¢6 hoa hong, nhu vay, ban da bién nhan vién cia cura hang khac
thanh nhan vién kinh doanh cutia ban.

Hay nhé rang, trong thoi dai Kinh té chia sé, diéu chiing ta cin khong
phai la quyén sé hiru, ma la quyén sir dung, ngoai ra, ban cling c6 thé st dung
cach thuc tang qua, khach hang ti€u dung bat ky sdn pham nao trong ctra hang ctua
ho, déu c6 thé nhan dugc mdt mon qua, phai dén cura hang ctia ban dé€ nhan qua.

Chi can ban thiét ké t6t chudi san pham ¢ giai doan sau, déng thoi thiét ké
tot hé thong chuyén doi sau khi khach hang dén cura hang, 90% khach hang sé&
"khong chay thoat".

Chi can sén phém va dich vy ¢ giai doan sau cua ban tdt, giai doan dau sé
khong so "nhuwong loi ich”, hdy nhd rang, muon "thu hut" nguwoi, thi dirng nghi
déen viéc kiem tien.

Néu ban tu tin rﬁng khéach hang dén quan cua ban an mi mot lan, sé& tiép tuc

dén an 100 lan, vay thi cho ho an mién phi 3 lan thi ¢6 sao?

Van d¢ 13, néu d6i phuong an mién phi xong, khong bao gio quay lai nira,
ban s& 16 von, tai sao ho khong quay lai? Ban chat van 1a san pham cta ban khong
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t6t. Néu san pham ctia doanh nghiép khong du "fuyét voi”, thi bat ky phuong thire
thu hut khach hang nao cling déu vo dung. Pong thoi, cac ban con c6 thé ciing
nhau tao dung cong ddng. Ban dong gop 100 khach hang, ho mdi ngudi déng gop
100 khach hang, cong lai chang phai 1a vai nghin nguoi sao? Tom lai, lién minh
doanh nghiép 12 mot phuong thirc thu hit khach hang rat tét, thao tac cu thé phai tu
minh thyuc hién, vira [am vtra rat kinh nghi¢m, "thd‘y chi dwong, tu hanh tai ban
than".

Phwong phap thu hit khach hang 3: Trai nghiém mién phi

Céc trung tam dao tao gido duc cho tré em, co thé st dung khoa hoc trai
nghiém mién phi dé thu hut khach hang, cac nganh nghé giai tri nhu: Khu vui choi,
phong tap thé duc, quan karaoke, quan bar, v.v... lic méi khai truong déu phai to
chtic hoat dong "trdi nghiém mién phi".

Vi du, chi phi chinh ctia phong tap thé duc 14 tién thué mit bang, thiét bi va
huan luyén vién, nhitng khoan tién nay déu da chi roi, thiét bi dé khong ciing 1a dé
khong, mat bang dé khong ciing 1a ¢é khong, huan luyén vién ranh rdi ciing 1a ranh
r0i, vi nhitng chi phi nay ban da chi roi, phai "kich hoat” chiing, dimg quan tim
dén mét chat tién dién, "khong muén con s6i chay thoadt, thi dung tiéc con dé”,
haha, day chinh 1a c6t 16 cua tiép thi.

Ban t6 chuc "trdi nghiém mién phi” 3 1an, sé& ¢ rat nhiéu nguoi dén trai
nghiém dé "chiém tién nghi”, trude tién 1a "lam néng” phong tap, hiy nhé rang,
trudc tién phai cd "nhdn khi" moi co thé cd "tai khi”. Phong tap "néng" 18n, s&
khién ngudi khac cam thiy ctra hang nay kinh doanh phat dat, s& thu hat nhiing
nguoi mudn tap thé duc dén trai nghiém, khach hang muc ti€u sé mua thé nam, vi
vay, ban da dung mot phan "dién vién quan ching", dé dbi 1y mot phan khach
hang muc ticu.

Nhiing khach hang trai nghiém mién phi 3 1an roi khong bao gio quay lai
cling khong sao, bdi vi ho da giup ban "tao dung hinh anh”, "tang thém suc hut",
ho ciing o gid tri. Sau d6, huan luyén vién ciing ding ranh rdi, hiy dé ho di ban
the, ban hang vbn di 14 x4c suat, ngudi cang dong, xac suat chét don cang cao, thiét
ké tot co ché chia sé lgi nhuan cho huén luyén vién, trudc tién hiy tung ra thé
thang hodc thé quy gia ré, gia thp, hoa hdng cao, ban khong kiém tién, dé nhan
vién kiém hoa hong, dé khach hang "huong loi", sb lugng chot don s& tuong d6i
cao, sau do sang loc khach hang mua thé thang va thé quy dé ban hang b sung thé
nam va khoa hoc huin luyén vién ca nhan, thyc té, lgi nhuan thuc sy nam ¢ the
nam va khoa hoc huan luyén vién ca nhan, cang nhiéu ngudi trai nghiém mién phi,
cang nhiéu ngudi mua thé thang va thé quy, thi sb luong ngudi mua thé nim va
khéa hoc huan luyén vién cd nhan s€ cang nhiéu, day 1a mot chudi tiép thi co lién
quan dén nhau.
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Dicu nay giong hét nhu viéc nang cap thé thanh vién cua ching toi1 1€n thé
"Hac Kim", thé "Hac Kim" 1én "doi tac".

Tat nhién, cho du ddi phuong mua thé gi, ban déu phai phuc vu chu dao, dé
khach hang luén c6 cam giac bat ngo, gia tri luén vuot trdoi hon gia ca, khach hang
méi cé thé tiép tuc theo dudi, day 1a goc ré clia moi thir.

Chting t61 c6 mot hoc vién m& tiém gidt 13, kinh doanh khong tét 1im, sau
khi hoc khéa hoc cua chung t61, anh a ay da ngh1 ra mot chiéu, treo mot tim bién
"Mién phi khdu va" & cta tiém, c6 thé stra 6ng quan dinh ctc 4o cho nguoi dan
trong khu vuc. RS rang 1a c¢6 rat nhidu ngudi dén sira chira, rd rang 1a da thuc day
viéc kinh doanh cua tiém giat la.

Sir dung mdt phan mién phi va mdt phan gia cao, sir dung mién phi dé
chiém linh thi truwong truée. Trude tién, hiy dé ngudi tiéu dung muc tiéu trai
nghiém mién phi, tir 46 cam nhan san pham, va tra phi cho san pham sau nay.
Thong thudng, sir dung san pham thu hat khach hang dé thu hat nguoi hAm mo, st
dung san pham loi nhuan dé kiém tién.

Mot phin gia thap, mét phan gia cao, giéng nhu mot sé quan bar, di “hai
nguoi”, dan ong tra tién, phu nit mién phi. V& ban chat, gia cuc thép, tham chi la
mién phi, s& ciing ¢ ¥ muén mua hang ctia ngudi tiéu ding muc tiéu. Tir goc do
cua doanh nghiép, chi can tinh toan, hoan toan co thé phat trién mot sb san phém
thu hat khach hang dé thu hut ngudi hAm mo, sau d6 kiém 15i thong qua viéc ban
san phém lo1 nhuan cao.

C6 rat nhiéu bién thé cta cach lam nay, néu sir dung ding cach, khong chi
c6 thé tiét kiém dugc rat nhiéu chi phi trong viéc thu hut ngudi hAim mg, ma con co
thé chiém linh thi truong trudc thong qua viée sir dung mién phi. Apple khi quang
ba iPod, da cung cap mién phi hang chuc nghin bai hat, cho di ban c6 tai xudng
hang chuc nghin bai hat nay, néu khéng mua iPod, ban ciing khong thé nghe duoc,
vi vdy, da giup ting doanh sé ban hang ctia iPod. Cac cira hang kinh doanh dich vu
di dong thuong cé ban dién thoai hop dong, san pham nhin thi ¢ vé mién phi,
nhung dién thoai di dong va sim thuong dugc "goi” voi nhau. Chinh 1a st dung mo
hinh "san pham mién phi, dich vu gid cao”, thu hiit nhat dinh 14 nguoi tiéu ding
muc tiéu.
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CHUONG 6: SAN PHAM "BUNG NO" PUGC KHACH
HANG "PHAT cUONG"

1. Nguyén uhdu khién 6ug chi kinh doaunh dav_dav

Ban c6 nhén thay rt nhiéu 6ng chi kinh doanh rat vt va, rat nhiéu doanh
nghlep khong thé duy tri tang truéng doanh thu, nguyen nhan la gi? Nguyen nhan
6t 16i 12 vi khach hang ctiia ho chi mua mgt lan roi khong mua nira, glong nhu
mot ngudi ngay nao ciing di ganh nude, mot thung nudc udng hét 1a khong con
nudc nira, lai phai di ganh, khong ganh nude thi khong c6 nude udng! Vi vay,
chung ta kinh doanh khong thé dwa vao viéc ngay nao ciing di ganh nudc, phai
nghi cach xay dung "dwong 6ng” dan nudc? "Puwong 6ng” 1a gi? Chinh 1a khach
hang sau khi mua hang, sé lién tuc mua hang trong sudt cudc doi, nhw vay,
chiing ta méi c6 thé lién tuc kiém dwoe nhiéu tién hon tir ho.

Néu ban chi dua vao mét san phém dé "ddanh thién ha", noi tréng ra la ban
dang "tié'p tay" cho dbi tha canh tranh. Vi du, Hoc vién Nhan tinh chi chién ching
t6i, néu chi c6 mot khoa hoc 1a "Hoc vién Nhdn tinh chi chién", sau khi ban hoc
xong, thuc su thu hoach dugc rat nhiéu, hiéu 16 quy luat con nguoi, quy luat kinh
doanh, hoc dugc rat nhiéu k¥ ndng va chién thuat. Nhung theo su phat trién quy
mo clia cong ty ban, ban c6 con gip phai nhitng van dé khac khong? Cau tra 10 13
chac chan, vi vay, phai mé rong dong san pham.

Gia str quy mo ctia ban hién tai 13 doanh thu 2 triéu t& moi nam, vay thi mot
nam sau, c6 thé 1a 5 triéu té&, khi quy mo cong ty cua ban dat 20 triéu té, chang phai
1a van dé ban gdp phai s& 1on hon sao? Vay phai 1am sao? Tt nhién 1a phai giai
quyét nd tot hon, lic ndy, ban s& nghi dén Hoc vién Nhan tinh chi chién ching toi,
boi vi trude day ban da nghe khoa hoc "Hoc vién Nhan tinh chi chién" offline, cam
thay ba giang vién giang day rat hay, thong qua viéc hoc tap, cong ty cua ban ciing
da dat duoc két qua, vi vay, ban tim dén ba giang vién dé trao ddi, noi vé nhiing
van d& moi ma doanh nghiép gip phai trong kinh doanh, hoi ba giang vién c6 thé
gitip ban giai quyét hay khong? Gia str chiing t6i néi véi ban rang chung t6i chi c6
thé giang day mot khoa hoc 1a "Hoc viéen Nhan tinh chi chién", cac khoa hoc khac
déu khong giang day dugc! Lic nay, ban phai 1am sao? Chi c6 thé "ngdm nguii” 1o
di, "ddau qudn" cho d6i thu canh tranh cua t6i, dung khong? Ban hiéu chua?

Vi vay, mgt ong chu phai c6 ba "ngwoi tinh'"', tat nhién, ban dung hiéu sai,
"nguwoi tinh” & ddy chinh 1 san pham, ngwoi tinh thir nhat goi 1a "finh ci”,
nguoi tinh thir hai goi 1a "nguwroi yéu hién tai'”, ngwoi tinh thir ba goi la "nguoi
yéu méi"”. "Tinh cii” 13 san pham d4 mang lai lgi nhuan cho cong ty ngay hom qua,

137



"nguoi yéu hién tai” 1a san pham dang mang lai 191 nhuan cho cong ty ngay hdm
nay, "nguoi yéu moi'" 1a san pham s€ mang lai 191 nhuédn cho cong ty ngay mai.

Con ¢6 mot truong hop, ban phai canh giac! Rat nhiéu nguoi khoi nghiép
dang "mo mo mang mang" da bi d6i thu canh tranh "ddnh guc”. Trén thi trudng,
khéng chi c6 mot minh cong ty ban dap tng nhu cau cua khach hang, bt ké san
pham va dich vu hién tai ctia ban 13 gi, c6 mot diéu co thé khang dinh, d6 14 ¢6 vo
s6 ngudi dang lam nhitng viéc gidng nhu ban, vy 1am thé nao dé ban c6 thé ton
tai?

Tiép theo, t6i s& day ban mét chiéu, ban canh tranh véi déi thi, giong nhw
ban danh nhau véi nguoi khac, mdt tay tin cong, mot tay phong thi, khi cin
thiét, phai "fung cd hai nim ddm", dy chinh 1a cach choi "ddm boc", néu ban
chi c6 mot tay, khi tan cong thi khong thé phong thi, khi phong thi thi khong thé
tan cong, rat nhiéu éng chu trong thyc té chinh 13 nhu vay.

Vi véy, ban phai nhan thtc rd rang rang, ban st dung san pham nay dé "thu
hiit" ngudi thi s& khong kiém duoc tién, str dung san pham nay dé kiém tién thi s&
khong "thu hit" duge ngudi, san pham Kiém tién va san pham "thu hit” nguoi
phai dwoc chia thanh hai san pham ddc 1ap. Con c6 mot truong hop, mot sb
nguoi khai nghiép co rat nhiu san pham trong tay, ho ciing khong kiém duoc tién,
bdi vi ho khong biét cach xay dung ma trin san pham.

Vi duy, san pham dung dé "thu huit" ngudi 1a san pham dung dé "hy sinh”,
khong kiém tién, tat nhién, san phdm nay "hy sinh" 1a dé co dugc sy tin tuong cia
khach hang d6i véi chung ta, sau khi c6 dugc sy tin tuong ciia khach hang, chung
ta co thé ban nhitng san pham tiép theo, cai goi 1a "phao chuyén dan ngoc" hay
"oiwong dong kich tay", ddy déu 1a chién luge kinh doanh, vi viy, t6i s& day ban
mot chién luoc, chién luge nay dugc goi 1a chién lwge phéu.

Vi du, ban mudn ban mot san phﬁm, san phém nay c6 gia 1 triéu t¢, ban nghi
rang san pham c6 don gia nay dé ban hay kho ban? Rat kho ban, ban mudn tim mot
ngudi xuat sic nhu viy dé ban san pham c6 gia 1 triéu té, ngudi nhu vay that kho
dé tim duoc méy nguoi, cho du tim dugc, yéu cau cua ho cling s& rat cao, vi vay,
t6i s& khong lam nhu vay, toi s& ban san pham c6 gia 10 t&, san pham 10 té 1a gi,
chinh 1a d6i thu canh tranh déu dang ban san pham 100 té, toi s& ban 10 t&, boi vi
gia thanh cia toi gan nhu 13 10 t&, khach hang bé ra 10 t& ¢ day, c6 thé mua duoc
gia tri gdp 10 lan, lac ndy, t6i c6 thé nhanh chong ban duoc 1 tridu san pham.

Ban 1 tri€u san phrflm, mdi san phém ban 10 t¢, toi thu dugc bao nhiéu tién?
T6i thu duoc 10 triéu t&, xin hoi, 10 triéu té nay, toi co kiém duoc tién khong? Cau
tra 1i 12 10 triéu té nay, toi khong kiém dwoc tién, chi la dé "lam quen" véi
moi nguoi, dé moi ngwoi cam thay kinh doanh véi toi, chic chin sé c6 10i.
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Lan dau tién t61 "bdt tay” voi moi ngudi, t6i khong kiém dugc tién ciing
khong sao, nhung t6i da cé dugc su tin tudng cua rat nhiéu khach hang va dir li¢u
cua 1 tri¢u khach hang. Chéng 1€ sau khi ho mua san phém nay, cudc do1 ho s€
khong con van dé gi nita sao? Liéu c6 kha nang theo thoi gian, khong gian, than
phan thay doi, lac nay, ho lai ¢6 nhu cAu méi, lac nay, to1 phat trién mot san phém,
ban 100 té. Ciing 1a san pham 100 té ndy, mang dén cho khach hang gia trj 1.000
té, du sao, mdi lan nguoi khac kinh doanh véi t61, toi déu nghi cach mang dén cho
ho loi nhuan gép 10 1an trd 1én, dé ho "chiém tién nghi" t6i da tir t6i. Xin hoi,
nhitng ngudi ¢ mua san pham cia toi ¢ thich t6i hay khong? Chéc chan 1a thich
t61 roi, luc nay, khong can nhiéu, trong s6 1 triéu nguoi dd mua san pham 10 té
trude day, chi can c6 10% sd nguoi san sang tiép tuc tin tudng toi, tiép tuc mua
hang, vay thi c6 bao nhiéu nguoi mua? Co 100.000 nguot mua, 100.000 nguoi nay
mua san phém 100 té& cua toi, toi lai thu duge 10 triéu té. Tai sao ho lai sin sang bo
ra 100 t& dé mua san pham cua t6i? Béi vi 1an trudc ho dd bo ra 10 té & day dé
"huwong loi" rat nhiéu, day duogc goi la su tiép ndi cla long tin.

Luc nay, 100.000 ngudi ¢3 mua san pham 100 té, sau khi sir dung san pham,
ho phat hién ra réng thﬁy gido thuc sy khong Itra dbi, bé ra 100 té thuc sy nhan
dugc gia tri 1.000 t€, kinh doanh v&i Hoc vién Nhan tinh chi chién chic chin s& co
161. Lic nay, t61 lai phat trién mot san phém dua trén nhu cau cua ho, ban 1.000 té,
cling 1a san pham nay, mang dén cho khach hang gié tri gap 10 lan, loi nhuan trén
10.000 té, ltc nay, ciing khong can nhiéu, chi cAn c6 10% trong s6 100.000 nguoi
d3 mua san pham 100 té cua t6i tiép tuc mua hang cua t6i, chang phai 1a 10.000
ngudi sao? Méi nguoi tiéu 1.000 té, toi lai thu duge 10 tridu té. Sau mot thoi gian,
to1 phat hién ra ho lai ¢c6 nhu cAu méi, toi tiép tuc phat trién mot san phrflm, gia
10.000 t¢, gia tri 100.000 té, trude day c¢o6 10.000 nguwdi mua san phém 1.000 t€ cua
t61, trong d0, chi can c6 10% sd nguoi mua hang cta toi, 13 bao nhiéu nguoi?
Ch'fmg phai 1a 1.000 ngudi sao? Mbi nguoi mua 10.000 t¢, t61 lai thu dugc bao
nhiéu tién? Lai thu duoc 10 triéu té, tiép tuc mang dén cho ho loi nhuan gép 10 1an
trd 1én.

Luc nay, khach hang s& noi véi t6i: “Thay oi, san pham ciia cdc thdy qud
tot, khéng can “1am” ting ldn, timg lan nita, em “gli” tién truc tiép cho cdc thay,
lan sau, cdc thay “xudt” san pham gi, cir trie triee tiép trong dé la dwoc roi
(haha)”. Mic du day 13 161 n6i dua, nhung ban c6 thé hiéu, thue ra khong c6 chdt
don, tat ca cac don hang déu dén tir qua trinh tich liy 1ong tin.

Moi ngudi xin hoi, t6i da thu duge bao nhiéu tién? Téi da thu dugc 5 1an 10
tri¢u té€ dung khong?

10 triéu té dau tién, toi khong kiém duoc déng nao, nhung 40 triéu t¢ sau do,
to1 co 141, to1 ¢6 ban hang khong? Cau trd 101 1a khong ban hang, khach hang tu
d6ng mua hang. Ban hiéu chua? Day chinh 1a tu duy xdy dung "dwong ong”, kiém
tién lién tuc, chi can ban tap trung sau vao mot nhom nguoi, khai thac nhu cu va
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diém yéu cua ho, déng thoi phat trién giai phap vuot tréi hon di thu canh tranh,
khéach hang khong chi lién tuc tré tién cho ban, ma con cdm on ban.

2. Chudi S cap 96 sin pham "bong nd"dé khich haug
lien tuc tra tien

Hé thong kiém tién lién tuc cua bat ky cong ty ndo, déu can c6 chudi san
pham "biing n6" dé hd trg "phéu’” nay, chirc ning ctia mdi san pham déu khac
nhau, phai giong nhu vii khi ma linh dic nhiém mang theo, c6 dao gam, sung ngan,
sung truong, lyu dan, sing cdi, v.v., stc manh "gié't dich"” va tam ban ctua mdi loai
vii khi déu khac nhau.

« San pham "bing né" luu lwgng truy cap - chirc ning la ("két néi"
nguwoi).

o San pham "bing né" thong thudng - chirc ning 1a (giir chin nguoi).

« San pham "biing né" loi nhuin - chirc niing la (kiém tién).

« San pham "bing né" thwong hiéu - chirc ning 1a (truyén ba).

« San pham "bing né" méd hinh - chirc ning 1a ("phdn irng diy chuyén').

Trong qué trinh tu van trude day, toi phat hién ra rat nhiéu 6ng cha c¢6 hai
van d€ nghi€m trong, thir nhat 1a san pham khong tot, thir hai 1a b6 cuc sdn pham
rat hon loan, khong hinh thanh ma tran, vi vay, viéc kiém tién lién tuc rat khé khan.

Nhén manh rang, chudi 5 cAp d9 san phaAm "bing né"', khong phai 1a méi
cAp d9 chi c6 mdt sain pham "bing né", rét cé thé cé6 nhiéu sin pham "bing
né" thu hit khach hang, nhiéu san pham "bing né" loi nhuin, vi du, cac khoa
hoc 49,9 t&, 99 t&, 199 té ctia chung toi déu 1 san pham "biing né" thu hut khach
hang.

San pham "bung no' 1a gi? La san pham khién khach hang "phat cuong”,
n61 mot cach dé hi€u la chat lwgng, gia c4, trai nghiém cua san pham déu khién
khach hang cam thay san pham c6 thé "bung no' dén mirc ho "phdt cuong’.

Vi du, nim d6, rat nhiéu nguodi mua dién thoai di dong Xiaomi, chinh 1a vi
chét lugng, gia ca, trai nghi¢ém cta dién thoai di dong Xiaomi, trong thoi dai di¢n
thoai "nhai"” tran lan, dién thoai di dong Xiaomi vdi gia cua dién thoai "nhai”, da
ban ra chét lugng cta dién thoai thuong hi¢u, nam do, khi Xiaomi 1 ra mét, gia cua
nhing chiéc dién thoai c6 cdu hinh twong duong v6i Xiaomi 1 trén thi truong déu
14 3.000 - 4.000 té&, Loi Quan lai dinh gid 14 1.999 t&, trong budi hop bao ra mét san
pham, da khién tat ca nguoi hAim mo Xiaomi "phdt cuong”, két qua 1a ngay lap tirc
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"biing né" thi truong, trd thanh ngdi sao mai trong nganh dién thoai di dong, sau
doé tro thanh "bd chu” trong nganh dién thoai di dong, vi vay, L6i Quéan da tro
thanh "éng 16" cta viéc tao ra san pham "bing né”, thuong hiéu Xiaomi dong
nghia v&i "gid tri thuc", da in sau vao tam tri khach hang.

L6i Quan c6 mot cau néi giai thich rat hay vé san pham "bung né": "Gid
bang mgt niva, hiéu néing gip déi"”. L6i Quan noi vé san pham vat chat. Néu ban
1am san pham 4o, t6i s& cho ban mot tiéu chuin, "gid bang mét nira, gid tri gip
muwoi lan". Bt ky san phém ndo cua Hoc vién Nhan tinh chi chién, cho du 1a khéa
hoc am thanh online, khoa hoc video, tai liéu bi mat ndi bd hay khoa hoc offline,
déu theo nguyén tic ndy, "gid bang mét nira, gid tri gédp mwoi lan"'. Tham chi,
chung t6i con dat dugc "gid bang mét niva, gid tri gdp tram lan".

San pham "bing no" truc tiép quyét dinh khach hang c6 tiép tuc mua
hang hay khong.

Vi dy, trung tam dao tao tdng qua mién phi cho tré em, c6 mot 1an, t6i dan
con gai di choi & dudi chung cu, lac nay, c6 mot ngudi dén bat chuyén: “Con ciia
anh/chi da hon 3 tuéi chwa? Néu hon 3 tuéi, c¢é thé tang cho con anh/chi mot mon
qua (que phat sang, béng bay, v.v.), chi can quét WeChat la dwoc”. Dong thoi, o
ay tu gi6i thiéu minh 1a gido vién cia mot trung tim ddo tao mia gan do. Co ay
thong qua viéc ting qua ma tré em yéu thich, dé thu thap WeChat va thong tin lién
lac cua khach hang muyc ti€u. Trung tdim dao tao mua nay da chi mot khoan tién dé
mua rat nhiéu qua cho tré em, ting cho khach hang muc tiéu dé thu thap WeChat
va sb dién thoai cta ho, sau d6 moi con gai to1 dén trung tam cua ho dé trai nghiém
khoa hoc, sau khi dén do, t6i phat hién ra rang khoa hoc trai nghiém nay dugc thiét
ké rét té, con cai khong c6 hung th, xin hoi, téi ¢ tiép tuc tra tién dé mua khoéa
hoc ciia trung tdm ddo tao nay khong? Tat nhién 1a khong.

Vay van dé 13, t6i khéng mua nhitng khoa hoc tiép theo cua ho, vay thi s6
tién ho bo ra dé mua qua, chi phi "wrom mam", chi phi khéa hoc trai nghiém chang
phai 13 lang phi sao? Plng vay, néu san pham cuia ban khong thé khién khach hang
"phét cuong”, thi nhimg nd luc va cdng hién trude d6 déu 1a vo ich, viée ban hang
bo sung sau nay ciing khong c6 kha ning.

Vi vy, dé khoan diu tw ban dau c6 loi nhuén, ching ta phai 1am cho
san pham khién khach hang "phdt cuéng”. Vi dy, trung tam dio tao mua nay,
chi can tré em dén tham gia khéa hoc trai nghiém, 1a s& khong mudn vé nha. Xin
hoi, ban c6 mua khéa hoc chinh thirc cho con minh khong? Téi nghi, chi can gia ca
khong qua cao, hau hét moi ngudi déu sé thir dung khong? Gan day, c6 mot trung
tam dao tao v€ tranh mai khai truong & dudi chung cu cua chung t61, mot thang da
thu duoc gﬁn 3 triéu té tién dit coc, cic bac phu huynh trong khu chung cu nhu
phat dién 1én dé nop tién cho con em minh dang ky khoa hoc, tbi thiéu 20 budi, t6i
da khong qua 60 budi, rit nhiéu ba me truc tiép dit coc 60 budi hoc.
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Tai sao moi nguoi lai tranh nhau tra tién? Toi d3 tim hiéu k¥, viéc quang
ba, tao ”tiéng vang" cia ho déu rat tét. Nhung diém "bd dao"” nhét, nim & khoa hoc
trai nghiém. Ho thiét ké hai budi hoc v& tranh trai nghiém, mdi budi 1 tiéng. Con
gai to1 da tham gia khoa hoc trai nghiém nay, sau khi hoc xong mot budi, con bé da
xay dung mbi quan hé t6t dep véi gido vién, khi toi dén don con bé, né khong
mudn vé nha, né da hoan toan yéu thich v& tranh, ciing yéu thich gido vién & day,
ban no6i xem, t61 ¢6 nén dang ky khoa hoc chinh thirc cho con bé khong? Cau tra
161 1a khong can phai suy nghi, bd me chi tién cho con cai, gan nhu 1 "khdng tiéc
tien", rit nhiéu phu huynh sau khi dua con dén hoc khoa hoc trai nghi¢m, da yéu
thich gido vién va viéc v& tranh, vi vay, nhitng phu huynh nay gan nhu déu dang ky
cho con em minh hoc khoa hoc chinh thirc, day chinh 1a strc manh cua viéc tao ra

san pham "biing no"!
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3. Cch tao ra san phawm "boug nd"thu_hit khdch hang

Nguyén tic thiét ké: Sir dung san pham lgi nhuin ciia ddi thit canh
tranh, 1am sin pham thu hut khach hang ciia chinh minh.

Nam do, trén thi truong phén mém diét virus c6 Kaspersky, Rising
Antivirus, Kingsoft Antivirus, v.v... Luc do, L6i Quan phu trach san phém Kingsoft
Antivirus, mdi nim mang lai doanh thu hon 200 triéu té cho Kingsoft. Vay 360 da
cudp khach hang ctia ho nhu thé nao? Rat don gian, cac ban thu phi, toi mién phi.
Truc tiép st dung san phé\m lo1 nhuan cua cac ban, lam san phé\m thu hat khach
hang ctia toi. Truc tiép khién “Lei Busi” (biét danh cta Loi Quan) “mo hé .
Nhung sau d6, Loi Quan ciing sir dung chiéu thirc twong tu dé "ddanh guc" dién
thoai "nhai”.

Ké mot vi du vé cira hang, cong ty ndy c6 tén 1a 85°C, vi 1a thuong hiéu
hoan toan m&i, danh tiéng chua dugc biét dén, c6 rat nhiéu ngudi khong biét dén
thuong hi¢u 85°C. Ho da sir dung san phrflm lgi nhuan cua nguodi khac lam san
pham thu hit khach hang cta chinh minh ngay tir dau, str dung cach choi nay dé
"biing né" luu luong truy cap trén thi truong. San pham chinh dau tién caa ho 1a
san pham banh nudng, giébng nhu banh mi, banh ngot, v.v., san pham phu ctia ho 13
d6 udng nhu ca phé. Boi ngii cot 181 ca 85°C, dé nhanh chong chiém linh thi
truong, nhanh chong ¢6 dugc luu luong truy cdp va ting truong, ho da truc tiép
"nhim" vao Starbucks, boi vi ho phat hién ra rang khach hang cua ho va khach
hang ctia Starbucks "fring ldp" rat nhiéu, vay cu thé 1 1am nhu thé nao?

o Budc 1: Mé cira hang bén canh Starbucks, béi vi khach hang "traung
lap".

« Budrc 2: Ho tim dén nha cung cip ciia Starbucks, sau d6 néi véi nha
cung cap rang, ho mudn lam nhirng sin phim "bing né" giong nhw
Starbucks, vi du nhu Cappuccino, hoac Mocha, v.v., phai xoay quanh
san pham loi nhuin "biing né" cia Starbucks. Yéu cau la gi? Huong vi
phai gan gidng véi ca phé Starbucks nhat c6 thé, tham chi 14 gidng hét. Suy
nghi rat don gian, chinh 1a sir dung san pham loi nhuan cia Starbucks, lam
san pham thu hat khach hang cua ho.

« Buwéc 3: Vi 85°C mé cira hang bén canh Starbucks, béi vi ho muén thu
hit nhirng khach hang "trung lap " voi Starbucks. Vi vay, ho dat mot gia
trung bay o cira hang, sau d6 dung poster ndi bat dé théng bao vai moi
nguoi, Cappuccino giéng hét nhu Starbucks 32 t¢, chiing t61 chi ban 8 t€ mot
cde, bao gdm ca dong Mocha ciing 12 8 té, boi vi gia thanh chi 8 té. Sau do,
ho in nhiing poster va t& roi quang cao nhu vdy dé phat khap noi, tat nhién,
rat nhiéu chang trai, co gai thich udng Starbucks, khi di ngang qua Starbucks
s& nhin thay poster va t& roi quang cdo ctia ho, cam thay cira hang nay trang
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tri cling duoc, bén trong co rat nhiéu banh mi va banh ngot thom phirc, "hdp
dan" ca vé hinh thirc, mui vi va mau sac, hon nita, ho con phat hién ra rang
ca phé cua ho chi c6 8 t&€ mot cde, moi ngay déu co sb luong gidi han, vi
vay, rat nhiéu chang trai, c6 gai von dinh vao Starbucks udng ca phé, di vo
thirc dén cira hang ctia 85°C dé thir.

Vi ho d4 st dung san pham loi nhuén ciia Starbucks 1am san pham thu hat
khach hang cua chinh minh. Vi vy, nhitng khach hang vao ctra hang dé thuong
thirc Cappuccino 8 t¢ nay, phat hi¢n ra huong vi thuc su rat tuyét voi, gﬁn nhu
gidng hét véi huong vi ciia Starbucks, rat ngon, cdc ciing rat dep, "sang chanh”
khong kém gi Starbucks, hon nita, trong cira hang nay con cé rat nhiéu loai banh
mi va banh ngot dé lua chon. 85°C chinh 13 thong qua cac san pham khac nhu banh
ngot dé thu loi nhuan. Str dung chiu nay, ho da "danh bai” Starbucks trong cung
khu vuc, day chinh 1a sttc manh cta san pham thu hat khach hang "sdt thi".

Phuong phap tao ra: Thau hiéu ba chiéu + Két hop "lai tao"
1. Théau hiéu ba chiéu

Thau hiéu diéu gi? Thau hiéu nhu ciu va diém yéu ciia khich hang,
nghién ciru xem khach hang con nhu cau gi chwa dwoe dap @ng, diém yéu nao
chwa dwoc giai quyét. Cho du ban 13 nguoi méi khoi nghiép hay 1a "ldo lang”,
néu ban khong thé thuc sy hiéu khach hang cia minh, déng thot hoan toan ding
trén lap truong cta khach hang dé suy nghi va thiét ké san pham, thi vé co ban, ban
s¢€ that bai.

Nhiéu ndm trudc, cong ty 360 da san xuAt mot san phém dién tir co tén la bo
dinh tuyén, sau khi cac k¥ su "vdt éc suy nghi”, cudi cung di tao ra mot san pham
rat khac biét, dic diém cua bo dinh tuyén nay 1a khong c6 dng-ten, nhin bé ngoai
c6 vé dep hon so vo1 bd dinh tuyén c6 ang-ten trudc day, hon nira, tin hi€u ciing tbt
hon trude. Tuy nhién, sau khi tung ra thi truong, lai "é am", khong ai mua! Nhan
vién phong tiép thi da dén cira hang dé phong van khach hang, dep va hiéu nang
déu tbt nhu vay, tai sao lai khong mua? Khach hang noéi, ai ddm mua thr nay,
khong c6 ang-ten, chac chan 1a tin hiéu kém.

Céc k¥ su nghe duoc phan hdi nay, suyt chit nita 13 "ngdt xiu" trong nha vé
sinh, voi vang yéu cau nhan vién tiép thi giai thich v6i khach hang, san pham cia
ching ta c6 tin hi¢u con tot hon ca bo dinh tuyén co6 ang-ten, hon nitra con dep hon.
Nhung cho du nhén vién ban hang c6 "chdo hang" nhu thé nao, khach hang van
khong mua. Khong con cach nao khac, cac k¥ sur chi co thé ting ca, cai tién san
pham trong phong thi nghiém, cudi ciing, san phdm méi da ra doi, bo dinh tuyén
lan nay, khong chi c6 ang-ten, ma con c6 6 dng-ten, nhin giéng nhu "con ria bi
bdn tén" (haha), két qua 1a ban "chdy hang", khach hang cho rang nhiéu ang-ten
nhu vay, tin hiéu chic chin la rat tt.
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Sai l1am 10’n nhit ciia mot ong chu, la yéu sian pham cia minh, ma khong
phai 12 yéu nhu cau cua khach hang. Muén tao ra san pham "bung no” khién
khach hang "phdt cuéng”, trudc tién phai thau hiéu nhu cau va diém yéu cua khach
hang, tim ra "cdy kim choc thung troi", chi can tim duoc "cdy kim" d6, 1a ¢6 thé
"biing né" thi truong.

Nim 2018, c6 mot mau dién thoai di dong ban chay nhét thi truong chau
Phi, dimg thur hai trén toan cAu, moi ngudi hdy doan xem 13 mau dién thoai nao?
Tat nhién, dimg dau bang xép hang chéc chan 1a Huawei, dtng th hai, c6 nguoi
n6i 1a BBK, ¢6 nguoi néi 1a Xiaomi, ¢6 ngudi noi 1a Apple, déu khong phai, cau tra
161 1a Transsion (TECNO Mobile).

Rat nhiéu nguoi chua ting nghe dén tén cia mau dién thoai ndy phai khong?
Toi noi dén "fién than" cua Transsion, chic han rat nhiéu nguoi s€ biét, "tien than"
ctia Transsion chinh 1a "chién co" trong lang dién thoai di dong - Bird. 10 nam
trudce, Bird cling ting rat noi tiéng, nhitng nim gan day, trong cudc canh tranh
khéc liét trén thi trudng, khong con nghe thiy bat ky "fiéng déng” nao tir ho,
khong ngo rang ho d3 am tham dén chau Phi dé "phdt tai". Tai sao Transsion lai
ban chay nhu vay? Nguyén nhan 1a vi ho di phat hién ra mot diém yéu ciia ngudi
chau Phi khi str dung di¢n thoai di dong, cho du ho str dung Huawei, Apple hay bat
ky thuong hiéu dién thoai nao khéc, khi chup anh ty suéng, déu chi nhin thay mot
ham rang tréng bong, camera dién thoai khong thé nhan dién dugc khudn mat "dep
trai” d6, vi vay, Transsion da phat trién dién thoai chup anh c6 thé hién thi rd rang
duong nét khuon mat dya trén diém yéu nay, danh riéng cho nguoi chau Phi, ngay
1ap tirc ban "chdy hang" & chau Phi.

C6 ngudi noi, t6i d hiéu, nhung nhitng diém yéu trude day duong nhu déu
da duoc giai quyét, chang 18 13 t6i khong con co hoi sao? T6i mudn nodi voi ban
réng, diém yéu ciia khéch hang luﬁn ludn ton tai, va ludn ludn thay doi. Khong
biét moi nguoi cd con an tuwong vé dién thoai di dong cua nhitng nim 1990 hay
khéng, chinh 1a chiéc dién thoai "cuc gach" to dung. Nhitng ngudi tré tudi ngay
nay, dac biét la thé hé 9X, c6 thé rat kho tudng tuong réng mot chiéc dién thoai
nang nhu vay lai dugc ban vai gid hon 10.000 t&, 10.000 t¢ lac d6 twong duong véi
hang tram nghin té bay gio, c6 phai 14 rat kho hiéu? Nhung vao thoi dai d6, dién
thoai "cuc gach" da tré thanh biéu tuong cua dia vi, cho du gia ca dit do, van co
ngudi san sang mua.

Nguyén nhan 13 gi? Boi vi né da giai quyét diém yéu cAp do mot 1a co6 thé
vira di vira goi dién thoai. Trudc day, dién thoai déu 1a c¢b dinh, chi co thé goi dién
thoai trong van phong hoac & nha, nhung sau khi dién thoai "cuc gach" ra doi, ban
c6 thé goi dién thoai ngay ca khi dang di trén duong. Sau khi giai quyét dugc diém
yéu nay, cho du né to va ning, gia ca lai rat dat, khach hang ciing san sang "tranh
nhau" mua.
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Theo su phat trién ctia cong ngh¢, viéc goi dién thoai di dong da khong con
la diém yéu. Tiép theo la diém yéu moi, d6 1a moi ngudi nhan thay dién thoai "cuc
gach” khong tién mang theo, qua cong kénh. Cac nha san xuat dién thoai di dong
da "vdt 6¢ suy nghi” & nghién ctru nhitng chiéc dién thoai tién mang theo hon, vi
véy, dién thoai ngdy cang nho, cudi ciing, nhd dén mirc chi bang long ban tay, da
giai quyét dugc diém yéu 13 khong tién mang theo. Nhung tiép theo, diém yéu méi
lai xuat hién, 6 13 moi ngudi sir dung dién thoai ngay cang nhiéu, dién thoai qua
nho khién mét bj méi, vi vay, cac nha san xuit lai bt dau nghién ctru Iam cho man
hinh dién thoai ngay cang 16n, tham chi, dé co thé vira tién mang theo vira c6 man
hinh 16n, ho da phat trién dién thoai man hinh gap.

Ban c6 nhan thay rang, di€ém yéu ctuia khach hang luén ludn thay doi, viéc
gidi quyet mdt di€m yeéu, dong nghia véi viec mot diém yéu maéi xuat hién, tat
nhién, di€u nay cling dong nghia v4i viéc co hdi kinh doanh dén.

Vay ching ta lam thé nio dé co thé thau hiéu dugc diém yéu ciia khach
hang?

Chién lwgc "ba so"': So vao ban than + S& vao ddi thii canh tranh + So
vao khach hang

« S vao ban than: Chinh 1a tré thanh ngudi trai nghiém san pham dau
tién cda cong ty. Vi du, Luu Vinh Hao, nguoi sang 1ap Tap doan New
Hope, nguoi da "phat tai” tir viée kinh doanh thirc an chan nuéi, ting diang
dau danh sach nguoi giau nhat Trung Qudc, mdi khi cong ty ciia ho san xudt
ra loai thirc an chan nu6i maéi, ong éy déu sé léy mot ndm bo vao mi¢ng,
ném thir. Ting c6 phong vién phong van 6ng 4y, tai sao nhat dinh phai tu
minh tha? Cho lon thir 1a dugce rdi, Luu Vinh Hao néi, néu toi khong thich
an, thi lam sao lon co thé thich an?

Vi vay, ong chu nhét dinh phai tré thanh ngudi trai nghlem san pham dau
tién clia cong ty, tong giam ddc phai 1a ngudi trai nghiém san pham thi hai, giam
dbc phai 12 nguoi trai nghiém san pham thir ba, nhan vién 1a ngudi trai nghiém san
pham thtr tu. Néu ban khong hai 1ong v6i san pham ciia minh, ma con "do tuong”
rang khach hang s& hai long, thi chi 1a "do tuwong” ma thoi.

« So vao d6i thii canh tranh: Chinh 13 tré thanh khach hang trung thanh
ciia d6i thii canh tranh. Tai sao ching t6i dam néi rang khéa hoc cta
ching t6i 1a khoa hoc tdt nhat tai Trung Quéc, khong phai la vi "t cao tw
dai” ma "né"”, ma la ching t6i da thuc su dén "nam ving” & 20 doi thii canh
tranh hang dau trén toan quéc, b6 tién dé trai nghi¢m khoa hoc cua ho, tim
hiéu sau sac wu diém va nhugc diém cua ho, vi vay, chung t6i tiép thu nhiing
diém tot cia ddi thu canh tranh, cai thién nhiing diém chua tot cua dbi thu
canh tranh, gidng nhu Triét Quyén Pao ctia Ly Tiéu Long, tiép thu tinh hoa

146



cua tram mon vo thuat, loai bo nhiing thtr "can ba" sau d6 sang tao ra Tri¢t
Quyén Dao, 1a mot nguyén ly.

Vi du, ching t6i nhin thay khoa hoc "nhdp mén" ciia d6i thu canh tranh déu
la khéa hoc ban hang, cho du la gido vién trén buc giang, hay nhan vién kinh
doanh, déu "don ép" ban mua khoa hoc, trg gidng han khong thé moc tai ban dé
ban quet thé, trai nghi€ém cta hoc vién s€ rat kém. bay chinh 1a diém yéu, suy nghi
ctia khach hang rat don gian, néu toi cam thdy ndi dung ma gido vién giang day c6
ich cho t61, to1 ty nhién s€ mua, chir khong phai 1a bi gido vién trén buc giang va
mot dam tro giang "bao vdy", cam giac nhu khong mua khoa hoc thi khong thé ra
vé, vi vy, nganh gido duc bi rat nhiéu ngudi "Ién dn”, chinh 13 vi gido vién khong
giang day kién thurc b ich, toan bo qua trinh chi 1a ban khoa hoc, hon ntra hoc phi
lai cuc ky cao, dong mot chut 1a vai tram nghin té, ma chéng c6 ndi dung gi, c6 hoc
vién khong co tién, dé dong hoc phi vai tram nghin té ma phai ban nha, két qua 13
dan dén gia dinh tan v&. Dya trén diém yéu nay, khoa hoc ctia chiing toi chi giang
day kién thirc bd ich, khong c6 bat ky trg giang ndo "chdo hang"” khéa hoc véi ban,
cam théy c6 ich cho ban than thi ty dong thanh toan, vi vay, muc do hai long véi
khoa hoc cua ching toi gan nhu 1a 100%.

Vi hoc phi ctia chung t6i thip hon nhiéu so voi ddi thu canh tranh, gia tri lai
cao hon nhiéu so véi ddi thu canh tranh, vi vay, khach hang s& cha dong lia chon
chung to1.

Nhwoc diém ciia d6i thii canh tranh la co hdi ciia ban, van dé ton tai
trong nganh nghé chinh 1a co hdi kinh doanh ciia ban, néu ban mudn 1am mot
bat mi bo ngon nhét, hiy bo tién ra dé dén 20 quan mi bo ngon nhét ca nudc dé
thudng thirc, nghién ctru sau sic uu diém va nhuoc diém cia mi bo cua ho, ban sé
phat hién ra nhu cau va diém yéu ctia khach hang, ddy chinh 1 co hoi kiém tién
cua ban.

« S0 vao khach hang: Chinh 1a "hen ho" véi Khach hang. Cao thu kinh
doanh déu 14 ¢6 thi trudmg truéce, sau d6 méi c6 nha may.

Nam do6, khi Str Ngoc Tru (Shi Yuzhu) lam "Bach Kim Ndo" (Nao Bai Jin -
mot loai thuc pham chitc ning), dé tim hiéu siu sic nhu cau va diém yéu cta khach
hang muc tiéu, ong 4y di trd chuyén véi cac cu 6ng, cu ba & cic cong vién khac
nhau mdi ngay, tro chuyén vé diéu gi? Hoi han xem ho ¢ nhiing phién nao gi, rat
nhiéu cu ong, cu ba lién noi: “Ban dém thuwong xuyén ngii khéng ngon, gidc ngi
rdt néng, rat dé tinh gidc”. Con c6 rat nhiéu cu ong, cu ba néi: “Ban ngay luén
cam thdy khéng c6 tinh than, sirc luc khong di, dau lung méi g6i”. Ban thiy chua,
day chinh 1a nhu cau va diém yéu ciia khach hang, Str Ngoc Tru cam thay co hoi
kinh doanh di dén, sau do, quang cao cua "Bach Kim Nado" dugc lam nhu thé nao?
Chéng phai 12 néi vé viéc ng ngon, tré trung, khoe manh sao! Sau khi san pham
duoc tung ra thi truong, da ban "chay hang".
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Mot thoi gian sau, St Ngoc Tru phat hién ra doanh sé ban hang giam, éng
ay lai "ngoi khéng yén", lai dén cong vién, 1am gi? Bi "hen ho" voi cac cu dng, cu
ba, St Ngoc Tru lai bét dau tro chuyén véi cac cu 6ng, cu ba: “Bach Kim Nao mua
trieGe ddy hiéu qud nhw thé nao?”. Cac cu 6ng, cu ba tra 10i: “Rat tot, ban dém ngii
qud thure ngon hon, ban ngdy “tinh than” ciing tét hon”. Lo St lién thic méc:
“Hiéu qua 16t nhw vay, tai sao lai khong mua thém mcfy hop?”.Cac cu 6ng, cu ba

“Tot thi tot, nhung gid hoi ddat”. Moi nguoi chi y, gia ca tuyét d6i 1a diém yéu
cip do mot cua khach hang, néu san pham cua ban khién khach hang cam thiy gia
qua cao, khong mua ndi hodc khong mudn mua, ciing s& that bai.

L3o Sir qua thyc 1a cao thu, dng 4y suy nghi mai, cudi cung ciing hiéu ra, cac
cu ong, cu ba VAt va ca doi, da quen tiét kiém, khong nd chi ti€u, chi co thé "lam
bai" tir con cai ctia ho, bai vi ngudi tré tudi méi 1a nguoi chiu chi, vi vay, 6ng ay
lai hoi cac cu dng, cu ba: “Néu khéng can cac bdac mua, ma dé con trai, con gdi
tang cho cac bdc, nhu vay co duoc khong?”. Cac cu 6ng, cu ba nghe xong, ngai
ngung tra 1i: "Chiing né kiém tién ciing khéong dé dang, nhung néu thuc sw mua,
chiing t6i ciing rdt vui, chiing t6 chiing né ¢é hiéu". Stt Ngoc Tru "ngd” ra hoan
toan, bién "Bach Kim Néo" thanh phuong tién dé con cai thé hién long hiéu thao
v6i cha me, vay thi gia tri ciia nd khong chi don thuan 1a thuc pham chirc nang.
Hon nita, nguoi tré tudi chi tiéu hao phong hon ngudi gia rat nhiéu.

Vi vay, tai Trung Qudc di cd cau quang cdo ma nhiéu ngudi déu biét: "Nim
nay, qua Tét khong nhin qua, nhdn qua chi nhin Bach Kim Nao"'. Ciu quang
céo nay da giup "Bach Kim Néo" truc tiép tré thanh "bd chi” trong linh vuc thuc
pham chtic ning va qua ting, ban chay lién tuc trong 13 nim. Hon nita, ho con 1am
duogc viée tach ngudi tra tién va nguoi st dung san pham, t6i khong biét ban da
timng mua chua, t6i da timng mua dé ting nguoi khac, ban hoi t6i san pham nay c6
tdt hay khong, t61 thuc su khong biét. Néu ban mua dé tang bd me, ban héi ho réng
hiéu qua ctia "Bach Kim Ndo" nhu thé nao? Ho s& néi gi, chang 1& ho lai n6i khong
t6t? Néu n()i khong tot, 1an sau ban s& khéng mua nita, vi vy, vé co ban, ho déu
néi tét, cudi cung, san pham cua ho da dong nghia véi 10ng hiéu thao, "bd dao”
chua! Sau d6, Sir Ngoc Tru yéu cau nhan vién ctia ho mdi tuan phai giao tiép véi it
nhat 50 khach hang, day chinh 13 "hen ho” v6i khach hang.

Cho dui 1 1am tiép thi hay tao ra sin phAm "bing né"', nha hoach dinh
thwe s 13 khach hang ciia ban! Thong qua viéc thau hiéu ba chiéu, tim ra diém
yéu cua khach hang, diém yéu cta ddi thu canh tranh va uu diém cta ban than,
chinh 13 diém ban hang 16n nhat cta ching ta.

2. Két hop "lai tao"
Két hop "lai tao" 14 gi? Chinh 13 mét phwong tién, nhiéu chirc ning.

Vi dy, trudce khi cé dién thoai thong minh, ching ta khi di du lich hodc nghe
giang, can mang theo may anh, can mang theo may ghi 4m, cin mang theo so6 ghi
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chép, can mang theo MP3, can mang theo may tinh, can mang theo vi tién, v.v.,
nhung bay gid, ching ta khi ra ngoai, chi cAn mang theo 1 chiéc dién thoai di dong
1a c6 thé di khip nam chau bdn bé, ddy chinh 1a mot phuong tién, nhiéu chtc ning.
Dié¢n thoai di dong hi€n nay, vira Ia méy choi game mang dén niém vui cho ban,
vira 1a "c6 mdy in tién" gitp ban kiém tién, ai ma khong yéu thich? Trong cac mdi
quan hé ciing vdy, khi chirc ning ctia ban cang nhiéu, ngudi khac sé cang phu
thudc vao ban.

Vay lam thé nao dé két hop "lai tao"? Lay vi du ban tréi cay, gia chubi bao
nhiéu mot can, rat rd rang, gia tao bao nhiéu mot can, rat rd rang, gia dao bao nhiéu
mdt can, rat 1o rang, gia nho bao nhiéu mot can, rat 1o rang, gia dau tay bao nhiéu
mot can, rat rd rang. Nhung mot ngdy nio d6, nguoi ta dua cho ban mot gio trai
cdy, cho chudi vao, cho tao vao, cho nho vao, cac loai trai cay duoc két hop véi
nhau trong gio, ban sé& bat dau "chodng ving”, ban s& khong biét gia. Thay doi muc
dich str dung cua trai cay ndy, tir tw minh 4n thanh qua ting, viéc thiét ké gio trai
cay nay duogc goi 1a két hop "lai tao”.

Vi du, ban dén McDonald's, KFC, ban ngac nhién phat hién ra réng ngay tur
dau da 1a combo, bat ké ban g01 mon gi, nhan vién thu ngan déu s& hoi: “Xin chao!
Anh/Chi c6 mudn thém bao nhiéu tién dé mua mét combo khong? . Két qua 1a
nhitng thit dugc két hop trong combo hau nhu déu 1a nhimng thir ¢ gia twong ddi
cao. Sau khi két hop lai voi nhau, nhin thi c¢6 vé tiét kiém duoc rat nhiéu tién, sau
d6, ban s& noi: “Puoc roi, cho t6i mot combo”. Thyc ra, thi thue su kiém duge
nhiéu tién nhat chinh 13 bién moi thtr thinh combo.

Mot cach 1am khac 1 két hop "lai tao” san pham "bing né" cia ddi thu canh
tranh, tao thanh san phém "buing né" cia chinh minh, duoc goi l1a "sao chép trudc,
vuot qua sau'. Vi du, moi nguoi déu ban cam rt chay, lic nay, c6 mot 6ng chu tén
1a Chu Tan L&, phét hién ra rang ban cam rat chay, ong ay da "lai tao” va d6i moi
trén co s& ndy, ong Ay ép cam thanh nudc ép, goi 1a nude ép Huiyuan (Hué
Nguyén), ngay lap tic "lam mua lam gio" trén thi truong. Luc nay, Coca-Cola phat
hién ra Hué Nguyén ban nudc ép cam rat chay, vi vay, ho ciing "sao chép” va "lai
tao”, d6i méi, ho thém moét it tép cam vao nudc €ép cam, dat tén 1a "Guolicheng"”
(Qua Lyc Thanh), "Meizhiyuan Guolicheng"” (M§ Chi Vién Qua Lyc Thanh), sau
d6, n6 trd nén pho bién trén toan qudc. Két qua 1a Nong Phu Xuan (Nongfu
Spring) nhin thdy, cam thiy: “Hai nguoi cdc anh rat giéi, mot nguoi ban nudée ép
cam, mot nguwoi ban nwée ép cam cé tép cam, vdy thi téi "lai tao” va doi méi trén
co s6 ciia hai nguoi, t6i thém mét it nuée ép ca rét, nudce ép tdo, nude ép nho,
nuwoc ép rau cu vao nuwoc ép cam, toi goi la Nong Phu Orchard (Vwon Nong Phu)”,
cudi cung ciing ban "chdy hang".

Vi vay, chi can ban nghién ctru sau sdac vé doi thu canh tranh, nghién ctru vé
khach hang, tim ra uu diém cua san pham cua doi thu canh tranh va diém yéu cua
khach hang, sau do tap trung toan bd tam strc vao diém nay, dong thoi, thong qua
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viéc két hop "lai tao" d€ lam cho san pham "cuc dinh", tao ra san pham "siéu bung
0", ban s¢€ co thé "lam mwa lam gio" trén thi trudng.

Con c6 mot truong hop, mot sb ngudi khéi nghiép kinh doanh khong phai 14
ty minh nghién ctru va phat trién sdn pham, ma chi 1am khau ban hang, vay lam thé
nao d¢ tao ra san pham "bung no"?

Day ban mdt chién hrge: Chinh 13 1am thanh vién "bing né"
Nguyén Iy thiét ké thanh vién "bing no"

Doanh thu cua siéu thi Costco "vurgt mat” Walmart, doanh thu hang nam hon
150 ty USD, hon nita, céng ty ndy cin ban khong kiém tién tir viéc ban san pham.
Tai sao lai "bd dao" nhu vay? Nguyén nhan 1a vi ho da tung ra mo hinh thanh vién
"biing né", ho da lam nhu thé nao?

Céch choi cia Costco trai nguge voi cach choi cia Walmart, nén tang san
phém cua Walmart c6 khoang 50.000 loai san phém, thuc su 1a "muon hinh van
trang", hon nira, dién tich siéu thi rat 16m, chi phi van hanh va quan 1y tré nén cao,
do @6, ty suit loi nhuén cia Walmart twong ddi thap. Nhung nguoc lai, Costco chi
¢6 3.000 - 5.000 loai san pham, chi bang 1/10 so voi Walmart.

Moi loai san phém cua Costco chi chon 2-3 san phém tdt nhat. Vi du nhu
khan gidy, Walmart c6 thé c6 50 loai, nhung Costco chi ¢ 5 loai, hon nita déu 1a
nhiing loai tot nhat. Khach hang chi can bo ra 55 USD, 1a ¢6 thé tro thanh thanh
vién ctia Costco, moi ngudi co thé mua san pham véi gia gdc, loi nhuan bang 0.
Chi trong vai nam ngan ngii, s6 lwong thanh vién ciia Costco da 1én téi 90 triéu. 90
triéu thanh vién cung nhau mua khin gidy nay, s luong mua hang & thuong ngudn
tang 1én, gia mua ty nhién s& giam, vi vy, moi ngudi c6 thé mua duoc nhing san
pham rat ré. Sau d6, gia tham chi con ré dén murc khach hang cam thay qua reé,
khong dam mua. Vi vay, mot s6 san pham cta Costco di ting gid mot chit, nhung
loi nhuan gdp duoc kiém soét chét ch€ trong vong 7%, chi c6 rat it san pham dugc
phep ¢6 loi nhuan 13%. Nhung can phai duoc sy dong y cua CEO céc nudc trén
thé gi6i. Pay chinh 1a sitc manh cta thanh vién "bing né"

Mot hoc vién cua toé1 mé siéu thi 6 thanh phé hang 4, da hoc dugc suy nghi
vé thanh vién "bung no" nay, trong vong mot nam, so luong nguoi nap tién thanh
vién da vuot qua 6.000 nguo1i, anh ay da lam nhu thé nao?

Trudc tién, anh 4y thiét ké bén san pham c6 tan suat tiéu dung cao nhat va
nhu ciu thiét yéu nhat ctia ngudi dan 13 gao, mi, dau an, tring thanh san pham
phtc loi, chi cAn mua thé thanh vién 99 té cua toi, ban ¢6 thé trd thanh thanh vién
"siéu cdp”, c6 thé mua gao, mi, dau an, trimg véi gia goc, hon nira chat luong cia
nhitng san pham nay 1a rat tét. Ngudi dan cling rat biét tinh toan ding khong? Tan
suat sir dung cta nhitng san pham nay rat cao, gia dinh nao dong nguoi, chua day
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mot thang da co thé tiét kiém duoc 99 té nay, sau do, 11 thang con lai trong nam,
mua gao, mi, dau an, trung déu la "loi".

Vay d6i véi ong chu, mdi thang "khéa” duge 500 thanh vién, mang lai
50.000 té dong tién, mot nim 1a 600.000 t&. Mic du anh Ay khong kiém tién tur
nhitng san pham nay, nhung néu ban 1a thanh vién, mdi 1an dén, ban khong thé nao
chi mua nhitng san pham nay dang khéng? Co phai 14 ban cling s& mua thém rau
cu qud, co6 phai la ban cling s€ mua thém dau an, mudi, nudc tuong, giém, cac loai
gia vi vé nha? Thuong ngay, 18 Tét, co phai 1a ban cling s€ mua thém ga, vit, c4,
thit vé nha dé "cdi thién" cudc séng, tat ca déu can dung khong? Vay chang phai 1a
s€ ¢o lo1 nhuan sao?

Vi du: Tiém lam dep nén thiét ke thanh vién "bung né' cia ban nhu the
nao?

« Bude 1: Chiing ta phai sir dung dit liéu dé thiét ké ndi dung thé thanh
vién ciia ban. Dit liéu 13 gi? Chinh 13 ban phai xép hang tat ca cac du an da
dugc ti€u dung trong tiém cua ban theo s6 1an tiéu dung, ban s€ ngac nhién
phat hién ra rﬁng, mdt s6 du an c6 tan suat dic biét cao, vay thi nhitng du an
c6 tan suét tiéu dung dic biét cao nay, chinh 1 nhimg du 4n phu hop nhét dé
1am noi dung thé thanh vién "bing né”, boi vi thé thanh vién "bung né" phai
dap tng dic diém dau tién 13 tan suat cao, tic 13, nhu ciu cta khach hang
ddi v&i du 4n nao cao nhét, néu ban st dung du an ¢6 nhu cAu cao nhat dé
thu hat khach hang, thi kha ning ban thu hut dugc khach hang 1a rat 16n.

« Buwéc 2: Ban phai phén tich dir liéu vé ciu tric chi phi ciia thé thanh
vién ciia ban. Tic 13, ban phai xép hang nhitng du an c6 chi phi thap, loi
nhudn cao, chénh l¢ch gia 16m.

o Buwdc 3: Ban phai dwa nhirng du An ma khach hang cho 1a c6 gia tri cao
vao trong bang xép hang nay. Ttc 13, nhimg du 4n ma khach hang khong
biét gia thanh, dong thoi lai cam thiy "ddng gid", dé "g6i"” vao hé thong
thanh vién "bung n6", 1am dy an thu hat khach hang cua ban. Vi vay, sau khi
phan tich dir liéu, ndi dung thé thanh vién cua ban s& rat dé dang "ra doi".

Vi dy, gia st du an lam sach va lam tréng da cta ban ¢6 nhu cau cta khach
hang cao nhét, lgi nhuan cao nhat, hon nira khach hang lai khong biét gia thanh, vi
du nhu du an "laser picosecond”, vay thi ban c6 thé "géi” ba dy an nay vao thé
thanh vién "bung né" cia ban, cho khach hang trai nghiém 3-5 1an, tham chi 5-7
1an, sau do, ban dinh gia dya trén chi phi.

Vi du, chi phi cua ba du an dau tién 1a 68 t¢, vay thi ban cong thém 100 t¢
tién thuéng cho nhan vién, vay thi chi phi cua thé thanh vién cia ban it nhat 1a 168
t¢, sau do cong thém mot $6 gia tri gia tang. Vi dy, tang khach hang mot théi son
hodc mot d6i tat da chéan, sau d6 cling "gdi” vao chi phi, co thé chi phi cua du an

151



trén thé sé 1én dén khoang 200 t¢, nhu vay, gia thé thanh vién "bung né" ciia ban da
"ra doi", vi dy, dinh gia la 198 t¢. Sau do, ban co thé quang ba: “3 du dn cong voi
qua ting, gid goc la 2.980 té, hién tai, nhén dip ky niém thanh ldp cira hang, siéu
wu ddi, chi can 198 té la cé thé "giat"” duoc, chi gioi han 100 sudt”, chi can ky
thuat va hiéu qua tdt, vé co ban s& ban "chdy hang" (giéi han 100 nguoi & day 1a
mot "chiéu tro”, sau khi di 100 nguoi, c6 thé tiép tuc mo thém suét). Khach hang
1am xong hiéu qua tbt, sé& tiép tuc mua thé dé 1am liéu trinh, béi vi 1am mot lan
chéc chén 1a khong du.

Suy nghi thiét ké thanh vién "biing né" trén day, lidu c6 thé ap dung cho cac
ctra hang khac hay khong? Cau tra 10i 14 chac chin, bai vi nguyén 1y 1a nhu nhau,
hon nita, néu ban dé ¥, ban sé& thay, cach suy nghi ma t6i day ban déu 1a dtng trén
1ap truong nao? Pung vy, nhat dinh phai 14 1ap truong ciia khach hang! Khi thiét
ké thé thanh vién "biang né"”, hiy nim chic ba diém: Tht nhat, du 4n c6 tan
suét tiéu dung cao, thir hai, bén trong c6 chtra nhitng du 4n ma khach hang cam
thay rat "dang gid", nhung gia ca khong minh bach, thtr ba, khi dén trai nghiém,
hay dé khach hang "vieot mong doi".

Cho du ban kinh doanh me va bé, 1am dep, yoga, thé hinh hay gidng nhu
chang t0i, 1lam "thanh todn kién thirc” online, déu c6 thé ap dung mé hinh thanh
vién "bung né", moi ngudi co nhan thiy rang, tai sao 950.000 thanh vién tra phi
online ctia chung toi lai o "uy tin" tt nhu vy, chinh 1a do suy nghi thiét ké nay,
nguoi khac ban mot khoa hoc voi gid 199 t¢, chiing t61 ban 23 khoa hoc véi gia
199 té, con ting thém phat song truc tiép huan luyén bi mat, tu nhién "uy tin" s&
"biing né".

Thanh vién "biing né": Giai quyét van dé vé lwong khach hang va dong
tién.

Chi can ban thiét ké t6t chudi 5 cip d6 san pham, giai doan dau co thé
"manh tay" thu hut khach hang, cho du giai doan dau c6 16 mét chut, giai doan sau
cling co thé kiém duoc rat nhiéu tién. Kinh doanh, chi can ¢ nguoi, tién s& khong
thanh van dé. Vi vay, moi ngudi khi kinh doanh, nhat dinh phai str dung san pham
"biing né" dé giai quyét van dé "nhan khi" trude, sau d6 str dung chudi san pham
"biing né" dé giai quyét van dé kiém tién lién tuc.
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4.Djuh gid quyét diuh thidu ha, diuh gid 13 dou bay Igi
uhvan

Pinh gia chinh 1a chién lwgc, dinh gia chinh 13 “don bdy” cia lgi nhuin!

Nhiéu nguoi thic méc, dinh gia c6 thé quyét dinh su séng con hay khong?
Anh ban a! Pinh gi4 la trong dia chién lugc ctua doanh nghié¢p, gid ca quyét dinh
doanh sb ban hang, gia ca quyét dinh nhom khach hang, gia ca quyét dinh con
duong tiép thi, gia ca co thé truc tiép quyét dinh sy sdng con cta ban. Va toi dam
n6i rang, hon 95% 6ng chi, can ban khong hiéu bi mat nay, hdy md to mat ra xem
k¥, sau khi xem xong, ban s€ phat hién ra nguyén nhan that bai cia minh, ban sé&
khoc dén muc ngt xiu trong nha vé sinh.

Trong nhén thtrc thong thudng cta ching ta, ching ta déu cho rang, néu
muon tang 1¢g1 nhudn, chi c6 hai cach, cach thir nhat 1a giam chi phi, cach thir hai la
tang doanh s6 ban hang.

Trudce tién, chung ta hdy xem cach tha nhat, néu ban mudn tang 191 nhuan
bang cach giam chi phi, chung ta hiy xem xét nhitng quy luat ndy, trong 5 nim gan
day, tién thué nha ting hay giam, luong ctia nhan vién ting hay giam, cau tra 10i 1a
chéc chén, t6i chua ting thdy mot hop dong thué nha nao ghi 1a tién thué nha giam
hang nim, chi co ting thdi, dung khong? Luong cua nhan vién ciing vy, mdi nim
déu tang Ién, vay ban noi giam bot mot sd chi phi san pham di, cach nay chinh 13
tu sat, giét chét khach hang ciing giét chét ban than, khi ban "liron leo” vé san
pham va dich vu, “fi¢ than” dang vy goi ban. Vi duy, ban thu gia khach san 5 sao,
nhung lai cung cap dich vu 3 sao cho khach hang, khach hang s& phan tmg nhu thé
nao?

Tiép theo, chung ta hiy xem cach thir hai, ting doanh s ban hang, néu viéc
kinh doanh cua ban la nhu vay, 10 t€ (thu nhap) - 8 t¢ (chi phi) = 2 t¢ lgi nhuéan.
Néu ban mudn tang thu nhap 10 té 1én 20 t¢, to1 mudn hoi, chi phi ciia ban van 1a 8
t¢ khong?

Pimng quén, khi ban ting thu nhép, chi phi cta ban ciing tang 1én, néu ban
muon tang 191 nhuan 20%, thu nhap cua ban khong phai 1a tang 20%, thu nhap cua
ban c6 thé phai tang 100% ma1 ¢6 thé dat duoc lgi nhuan 20%.

Con rat nhiéu 6ng chii, khong hiéu gi ca, ngay tir dau da dinh gia cao, sau d6
ban khong duoc, lién bat dau giam gia, t61 nd1 cho ban biét, néu ban giam gia, ban
s€ chét nhanh hon. Chi can ban dam giam gid 10%, lgi nhuén ctia ban s€ giam
50%, néu ban ddm giam gia 20%, ban s€ "mat trang" va "khong co dwong song".

Rét nhiéu 6ng chii s& noi, toi giam gia 10%, lgi nhuan cua toi chi giam 10%
thoi ma?
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Thuc ra, khong phai nhu vay, t61 s€ cho ban mot cong thirc dé ban hiéu.

Vi dy, cong thirc kiém tién cua san phé\m cua ban la: 10 té (thu nhap) - 8 té
(chi phi) = 2 t& (loi nhuan), dtng khong? Néu san pham ctia ban giam gia 10%, tic
1a san pham 10 té - 1 t& = san pham 9 t&, tuong duong véi 9 t& (san pham) - 8 té
(chi phi) =1 t€ (lg1 nhuén), lg1 nhuén 2 té gidam Xuéng con 1 t¢, gidm gia 10%, loi
nhuan sé tryc tiép giam mot nira. San pham ctia ban giam 10%, nhung loi nhudn
cua ban lai giam mot nira déy anh ban a! Hay mé to mét ra nhin ky, nhiéu lac truc
giac cua chung ta déu sai, chi c6 toan hoc mdi 6 thé khoi phuc lai sy that!

C6 nghia 1a, gia san phém cua ban giam 10%, néu ban mudn dat duoc loi
nhuan nhu cil, ban can phai ting doanh thu gip doi. Doanh s ban hang cta ban
phai tang 100% mai c6 thé bu dap cho loi nhuan ban dau, dang sg chua? Vi vay,
giam gia 10%, loi nhuan cta ban s& giam 50%, néu giam gia 20%, lgi nhuan cia
ban s€ truc tiép "bién mat".

Thuc ra, bi mét thue su dé bung no loi nhuin chinh 1a cach thit ba: Ting
gi4 san pham.

Tiép theo, chung ta hiy xem cach thi ba, ting gia dé ting loi nhuan, ching
ta hay xem mot bo dit liu, nudc ngoai da khdo sat mot s6 doanh nghiép, két qua
1a, gia ciia mot s6 doanh nghiép ting 1én 1%, loi nhuan co thé ting 1én bao nhiéu?
Chung ta hdy xem:

1. Philips - Tang gia 1%, lgi nhuan tang 28,7%.

2. Ford Electrical Appliances - Tang gid 1%, loi nhuan tang 26%.
3. Nestlé Coftee - Tang gia 1%, lgi nhuan tang 17,5%.

4. Fuji Film - Tang gia 1%, 1¢g1 nhuén tang 16,7%.

5. Coca-Cola - Tang gia 1%, loi nhuén tang 6,4%.

Rat nhiéu ong chii déu cho rang, san pham giam gia 1%, loi nhudn s& giam
1%, san pham tang gia 1%, lo1 nhuan s€ tang 1%, day déu la 4o giac, su that can
ban khong phai nhu vay.

Céc 6ng chu, nhitng doanh nghiép trén chi ting 1%, vy néu ting 10% hoic
20% thi sao? Loi nhuén sé& ting gap vai chyc lan.

Trung Qudc ciing da khao sat rat nhiéu doanh nghiép, két qua khao sat 1a:
Gia san pham ting 1%, loi nhuan c6 thé ting 8%. Doanh sb ban hang tang 1%, loi
nhuan chi c6 thé tang 1,5%.

Tai sao lai co két qua nhu vay? Moi nguoi dimng quén, khi doanh sb ban
hang tang 1én, chi phi cua ban ciing s& ngdy cang cao, doanh s ban hang cang 16n,
chi phi cang cao, tbc d6 tang trudng loi nhudn ty nhién s€ cham lai. Nhung néu gia
san pham ctia ban tang 1én, thi hoan toan khac, boi vi gia san pham ting 1én, né

154



khong lién quan gi dén chi phi, no truc tiép bo qua chi phi, truc tiép ting 1én loi
nhuén, quy luat va ban chat kinh doanh nay rat quan trong doi voi moi ong chu dé
dat duoc tu do tai chinh.

Hoc vién Nhan tinh chi chién hién tai c6 950.000 thanh vién, trong tuong lai,
s6 lugng thanh vién cua ching toi s& ngdy cang nhiéu, néu chung t6i kiém dugc
100 triéu té moi ndm, gia san pham cua chiing t6i chi can ting 10%, c6 thé truc
tiép dat 200 tri¢u t&, dang so chua? Cudi cung, moi nguoi da hiéu duoc nhirng
ngudi ¢6 tu duy kinh doanh kiém tién nhu thé nao rdi, c6 thé ban phai mat vai thé
hé méi kiém duogc sd tién d6, ma ho chi can ting gia 10%, khong can "tén sirc”, da
giai quyét xong.

S. Boun bi quyét diuh gid sin pham

1. Phuwong phap dinh gia thap phan

Pham 14 nhitng cong ty [am an tdt, ban s& phat hién ra réng, khi dinh gia, ho
thuong khong dinh gid nguyén sd, ma thudng thém mot dau thap phan vao phia
sau. Vi du nhu:

« San pham 100 t&, dinh gia 99,9 té.
« San pham 200 t&, dinh gia 199 té.
« San pham 2.000 té, dinh gia 1.999 té.
« San pham 5.000 té, dinh gia 4.999 té.

Cong ty Procter & Gamble cia My ting c6 mot loai dau goi dau, ho dinh gia
la 6 d6, doanh s0 ban rat kém, sau do, ho khong lam gi ca, truc ti€p stra gia 6 do
thanh 5,99 d6, doanh s6 ban hang da tang 1/3, vay nguyén nhan 1a gi? Biéu nay
can duogc giai thich tir tam 1y hoc ti€éu dung, c6 3 ly do:

o Tinh toan ky ludng
o Cam gidc ma ho tao ra cho nguoi tiéu dung 1a, gid cd ma ho duara la
da dugc tinh toan k¥ ludng, da tinh dén chi phi, khong phai 1a ty nhién
dua ra, khién nguoi tiéu dung an tdm mua hang hon.
« Cam giac ré hon
o 99 t€ va 100 t&, tuy chi chénh Iéch 1 t&, nhung trong cam nhan tam ly
cua nguoi tiéu dung, 99 té€ sé ré hon 100 t¢ rat nhiéu, du sao 99 té&
cling chua "bgi"” 100 t€.

« D@ dang giam gia
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o Thong thuong, chung ta mua d6, moi nguoi s& phat hién ra rang, rat
nhiéu ngudi c6 thoi quen "ldy nhé bé I6n" va mic ca, néu d6i phuong
dua ra gia 100 t&, chiing ta mudn tra gia mot chat ciing khong dé, vi
vy, mot s6 nguoi thich "Idy nhé bé I6n" s& truc tiép tir bo viéc mua
hang.

o Néu c6 khach hang hoi ban san pham gia bao nhiéu, ban noi 99,9 té,
anh ta 14 ngudi thich "Idy nhé bé 1ém”, anh ta sé& truc tiép hoi ban, "90
té c6 ban khéng?". San pham c6 gia thap phan, khach hang s& dé dang
"b6 di" phan dudi phia sau. Va t6i s& tiét 16 cho cac ban mot bi mat,
"9" & phia sau s& dé ban hon "8” & phia sau, vi du nhu 9,9 té s& dé ban
hon 9,8 t¢, tai sao? T61 nghi co6 1€ do 1a két qua cua vi¢c thuong mai
dién tir "tay ndo" cho khach hang trong nhiéu nim, ban hiy xem,
chung ta thuong thay "9,9 té bao gom phi van chuyén" trén Taobao,
JD.com, Pinduoduo, "9,9 té bao gom phi vdn chuyén” da tré thanh
mot "cum trr” hai hudc, vi vay, chung ta cling quen véi viée thanh toan
cho con s6 9.

2. Phuong phap dinh gia "cao khai thdp di"

Hay nhé rang, bat ky san pham nao ciing khong dugc dinh gia truc tiép bang
gia gbc, khach hang mua 1a gia tri va cam nhan, chir khong phai 13 gia ca san
pham, mdi san pham déu phai c¢6 3 muc gid, vi du, nganh may mic, mot bd quan
40, gid niém yét 1a 1.999 té, gia thuong ngay la 899 té, gia flash sale 1a 399 té. Ao
so mi cua t6i, chinh 13 mua nhu vdy, gia niém yét ctia n6 1a 1.999 8, gia thudng
ngay 1a 899 &, t6i mua la gia flash sale 399 té. Toi cam thdy minh da "kiém duoc
lpi", haha... Ban thiy ddy, bat ky ai cling khong thé thoat khoi nhan tinh. Hon nita,
dinh gia nhu vay c6 mét loi ich rat 16n, d6 1a tién thoi tu do.

o Thi nhét, néu ban dinh gia truc tiép mdt mirc, ban sé rat kho ting gia.
Vi du, ban ban mot bo qu?m a0, ban dinh gia truc tiép 14 399 té, 1an sau ban
mudn tang 18n 499 &, khach hang s& méing ban, hon nita, ho con cam thay
ban ban dit. Néu ban dinh gia 1.999 t¢, ban flash sale véi gia 399 t€, sau nay
ban khoi phuc gia 1 499 té, khach hang van s& cam thay ré. Ho ciling s& cam
thay viéc khoi phuc gia 1a diéu binh thuong, ban khoi phuc gia vé 1.999 té,
ho cling s€ khong méng ban, ho s€ chi cho ban flash sale, mét khi ban flash
sale, ho s€ v01 vang mua hang, boi vi ho sg ngay nao do ban lai khéi phuc
gia gbc, nhu vay méi c6 thé "tién cong, phong thii deu dwoc”.

3. Phwong phap dinh gia wu dai

Vi duy, ban mé siéu thi, ban c6 rat nhiéu san pham, ban hay chon ra mot s6
san pham c6 nhu cau cao va tan suat mua hang cao, nhu cau cao c6 nghia 1 khach
hang phai st dung, tan suit mua hang cao c6 nghia 1a khach hang thudng xuyén sir
dung, vi du nhu gao, tring, dau, mi, v.v...
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Cho du ban kinh doanh ctra hang truyen théng ofﬂme hay ctra hang truc
tuyén, ban déu c6 thé chon ra mot sé san pham c6 nhu cau cao va tan suit mua
hang cao, bién chiing thanh san pham wu dai, lam cho hinh anh san pham to, gia vu
d3i to. Néu 1a cira hang truyén thong, hdy dit no ¢ vi tri dé thdy nhat trude cira
hang, néu 1a cira hang truc tuyén, hiy dit nd & vi tri dé thay nhat khi khach hang
vao ctra hang, dé khach hang c6 thé nhin thiy rd rang.

Tai sao nhét dinh phai chon nhitng sin phim c6 nhu ciu cao va tin suit
mua hang cao? Boi vi khach hang nhay cam nhét véi gia ca clia nhiing san pham
c¢6 nhu cau cao va tan suat mua hang cao, ho thudng xuyén mua nhitng san pham
nay, ho nhé duoc gia ciia nhimg san pham nay.

Vi duy, khach hang thudng xuyén mua trimg ga ta, ho rat rd rang tring ga ta
gia bao nhiéu mot qua, néu trimg ga ta & nha ban chi ¢ 1 t& mot qua, ho s& dé
dang phan biét dugc gia vu dai cua ban c¢6 du vu dai hay khong. Néu ban chon mot
san pham ma khach hang khong thuong xuyén mua dé giam gia, khach hang khong
thuong xuyén mua, ho cling khong biét san pham nay ban bao nhiéu tién, ban giam
gia, ho ciing khong cam thay ré. Néu ban giam gia cho mot chiée 18u, ban giam gia
xubng con 399 t&, khach hang co thé chua bao gid mua 1éu, ho ciing khong biét
399 té 1a dat hay ré!

C6 mot truong hop kinh dién, mot siéu thi da giam gia rat thap cho nhiing
san pham ma khach hang thuong xuyén mua nhu mudi, trimg, v.v., nhirng san
pham ma khach hang rat dé nhé gia, khach hang cam thiy tat ca moi thit trong siéu
thi nay déu ban rat ré, sau do, ca khu phé déu néi rﬁng do trong si€u thi nay ré, viéc
kinh doanh ctia siéu thi nay sé& rét tot.

Téi ciing timg méc phai sai 1am nay, toi thuong xuyén mua dwa hau dé an,
dua hau ¢ nhimg noi khac déu ban hon 6 t& mot can, c6 mot cira hang trai cay,
cung loai dwa hau chi ban hon 3 t8, t6i cam thdy 6ng chu ctra hang nay 1am 4n co
lwong tam, két qua 1a ctra hang trai cdy nay da "cung cdp” trai cdy cho toi trong
nhiéu nam, thuc ra, trai cdy & cira hang nay khong hé ré. Vi vay, chi can ban hiéu
tam 1y cta khach hang, cung 1a kinh doanh, viéc kinh doanh cta ban sé& tot hon
nguoi khéc.

Hiy nhé ring, cAu néi cot 16i nhat trong viéc mé cira hang, d6 1a thu hit
khach hang vao cira hang. Chi can c6 mot luong 16n khach hang vao cira hang,
chung ta 1am tét quy trinh tiép thi, dé khach hang chi tiéu nhiéu hon rdi méi ra khoi
ctra hang, loi nhuén cta chung ta c6 thé ting gip d6i. Con mot diém quan trong
nita, nhat dinh phai dit nhiig san pham giam gia, wu dai khong kiém dugc nhiéu
tién va nhirng san phém kiém dugc nhiéu tién canh nhau, nhu vay, khach hang méi
dé dang mua nhiing san pham kiém duoc nhiéu tién ciia ban, ban dimng bao gio
gidu nhitng san pham kiém dugc nhiéu tién ¢ nhitng noi ma nguoi khac khong tim
thay, nhu vay quy trinh tiép thi s& "kém chdt hrong" 13m.
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4. Phwong phap dinh gia “mua kem”

Phuong phép dinh gid nay, thuc ra, chung ta thuong xuyén gap phai, chi la
chung ta khong "béc tran”, ban can ban khong biét bi mat dang sau, phuong phap
nay rat hitu ich dé ting doanh thu. Moi ngudi nhat dinh phai "sdn"” mot sd qua tang
vé, tat nhién, qua ting tot nhit 1a qua ting khong thé tim thiy gia ca trén toan
mang, ddy 14 "bd dao” nhat, mang qua ting vé, sau d6 lam chuong trinh “mua
kem”.

Vi dy, khi tiéu ding & cong ty chung toi véi sb tién bao nhiéu, co thé “mua
san pham gi:

kem”
« Tiéu dung di 1.000 t&, thém 1 t& c6 thé “mua kém” ndi com dién tri gia 399
te.

« Tiéu dung di 2.000 t&, thém 1 t& co thé “mua kém” bd 4 mon tri gia 699 té.

o Ti€u dung du 3.000 t¢, thém 1 t& co thé “mua kém” dan Am thanh cao cép tri
gid 899 té.

Chuong trinh “mua kém” nay, 1a cach kich thich khach hang chi tiéu hi¢u
qua nhat, dic biét 1a nhiing cira hang st dung thé thanh vién, vi du nhu khach hang
nap 3.000 t¢ vao thé thanh vién ctia ban, ban mudn "khdu trir” tir thé thanh vién, rat
dé kich thich tiéu dung, vi du nhu, hom nay ctra hang ctia ban c¢6 100 khach hang
nap tién vao thé, rat nhiéu nguoi c6 thé chi can thém vai trim té nita 1a c6 thé
“mua kém”, khach hang nghi thém mua vai san pham nita, c6 thé “mua kém” dugc
nhitng th& k07" nhu vy, hon nita, tién trong thé thi khéng can quan tm nita.

Néu c6 hon chuc khach hang "bé thém tién" 8¢ “mua kém”, thi mot ngay
ban s¢€ tang thém vai nghin doanh thu, mdt thang 1a hang chuc van.

Nhung c6 mot diém quan trong, con c¢6é mot cach, cé thé tiéu dung 1.000 t¢,
tang mot cai ndi com dién dugc khong? Tuyét dbi khong duoc lam nhu vay. Toi
phat hién ra rat nhiéu ong chu déu co tat nay, dat duoc sb tién bao nhiéu thi tang
mdt mén d6, dat duge sb tién bao nhiéu thi tang thém mdt mon do, day déu 1a
nhitng ngudi khong hiéu "tam Iy hoc tiéu dimg".

Vi du, ban tiéu dung 1.000 té, ting mdt chiéc coc giit nhiét 99 t&, khach hang
s€ nghi, 6ng chu nay that keo kiét, t61 da bo ra 1.000 t¢, méi dugc tang mot mén do
99 t¢. Khach hang s& ty nhién so sdnh 1.000 t€ ma ho bo ra vdi 99 t€ ma ban ting,
1.000 so v&i 99, ho cam thiy 6ng chii khong phai 13 nguoi.

Néu ban néi, tiéu dung 1.000 t&, thém 1 t& ddi 1ay cdc giit nhiét 99 t&, khach
hang s€ so sanh 1 t€ voi 99 t€, troi o1, gap 99 lan! Khach hang s€ cam thay ban rat
hao phéng.
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Ban thiy day, t6i di noi rat nhiéu ndi dung vé "tdam Iy hoc tiéu diing”, ban
khong hoc hoi, ban kinh doanh, ban can ban khong biét phai lam gi, hon nira, ban
con bi cac doanh nghiép "lira” mdi ngay, ma ban than ban lai khong biét.
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CHUONG 7: €O CHE BUNG N® DOANH SO

Trudce tién, chung ta hiy xem xét 3 hién twong: Tai sao Tan Thuy Hoang c6
thé théng nhét sdu nudc? Boi vi ong ta dd ap dung co ché "canh chién”, binh linh
1én chién truong giét dich, giét mot nguoi, cét tai trai cua dbi phuong, nhét vao
trong long dé tinh toan, sau khi danh tran, dua vao sd luong ké dich ma mdi binh
linh giét dugc, luan cong ban thudng, thing quan tién chic, sb lugng ké dich giét
duoc c6 thé truc tiép thay d6i van ménh. Tai sao nong dan Trung Quéc sau khi cai
cach va md cira c6 thé no 4am? Boi vi trude ddy, nong dan 1am viéc cho doi san
xudt, bay gior 1a 1am viéc cho chinh minh. Tai sao cac 6ng chi cta ching ta, du
khong c6 nhiéu su hd trg bén ngoai, van day sém, ngi mudn, khong oan trach? Bai
vi Ong chu dang khoi nghi€p cho chinh minh.

Ban muodn gi? Nhan vién ctia ban cling mudn d6? Ban chat cia con nguoi
1a ich ky, ong chu phai thira nhan va chap nhén su ich ky ctia nhan vién, va
phai théa man sy ich ky ciia nhan vién, doanh nghi€p méi cé thé phat trién!

Chung ta hay xem mdt cau chuyén: Nghe néi dao mo 1a mdt cong viéc phai
c6 hai nguo1 moi co thé hoan thanh, vi du nhu ddo mét cai hd, mot nguoi Xuéng
dudi dé 1ay chau bau, ngoc khi, ngudi con lai & trén kéo day dé kéo anh ta 1én.
Nhung ban dau, thudng xay ra viéc nguoi kéo day thay cua cai thi sinh 1ong tham,
bé roi déng doi & dudi, tu minh chiém doat, vi vay, doi ngli dao mo chu yéu la cha
con, nhung ciling xdy ra viéc con trai bo roi cha minh trong mo. Cubi cling, con trai
xubng lay do, cha & trén kéo day, thi khong bao gid xay ra viéc bé nguoi lai trong
hb mo nira, day qua thuc 1a “éng 16~ ciia viée xdy dung ché do.

Vii khi 1oi hai nhit ctia 6ng chi 1a co ché, co ché chinh 13 ché d6 khién nhan
vién c6 thé van hanh nhu dong co. Cho du la ca nhan, doanh nghiép, dan toc, quéc
gia, déu dya vao co ché dé van hanh tu dong, vi vay, d6i voi mot doanh nghiép, sw
ddi méi 16n nhat chinh 13 d6i méi co ché, bat ky co ché nao ciing phai xuit
phat tir géc dd con nguwoi, vi viy, mot ong chii thanh cong nhat dinh phai 1a
bac thay vé nhan tinh.

Co ché gidi quyét van dé gi cho ddi ngii? Lam cho ngudi gi6i giau Ién,
l1am cho ngudi binh thwong hoat dong, 1am cho ngwoi lac hiu lo ling, 1am cho
doanh nghiép van hanh tw dong, gidi phong ong chi! Dudi day, t61 s€ chia sé 4
co ché khuyén khich c6 hiéu qua 13 rét trong thyc tién ctia doanh nghiép.
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1..C0 cheé x0 g0

Tai sao lai c6 nhiéu nguwoi mua vé sé dén vay? Boi vi giai thudng cao nhit
¢ thé 1a 5 triéu t&, néu chi c6 thé tring 5 t¢, moi nguoi c6 mua khong? Chic chin
khong mua. Vi vy, trong cong ty, can thiét 1ap mot co ché x6 sd, goi 1a co' ché kim
tw thap, dé nhirng ngudi giéi nhat nhan dwoc lgi ich nhiéu nhat. X6 s6 thu hat
vi n6 tan dung sy tham lam va mong mudn "khéng lam ma van c6" clia con ngudi.
C6 3 nguyén nhan khién moi ngudi "phdt cuéng"”: Danh nho kiém 16n, doi thuong
don gian, d6i thuong kip thoi.

Duo¢i day 1a 3 phuong an thuc hanh:
1. Lam thé nao dé bién hoa hong thanh co ché xo s6?

G1ia st ban c6 5 nhan vién, hoa h@)ng ciia nhan vién déu 1a 2%, nhan vién A
dat doanh thu 600.000 té, nhan vién B dat doanh thu 700.000 té, nhan vién C dat
doanh thu 800.000 té, nhan vién D dat doanh thu 900.000 t¢, nhan vién E dat
doanh thu 1 triéu t&. Néu ban mudn khuyén khich nhan vién, ban ting hoa hong
ctia mdi nhan vién tir 2% 1én 3%, thu nhap ctia mdi nhan vién déu tang 1én cling
lac, ban nghi rang ho s& rat vui mimg, sau nay s& c6 dong luc lam viéc nhiéu hon
sao? Ban da sai. Nhan vién c6 thé vui ming mot hai ngdy, sau d6 rat nhanh sé
khong con cam gic gi nira, 1y do rat don gian, cung tang 1én, khong tao ra su so
sanh va chénh léch manh mé, tat ca déu tang 1én, c6 nghia la khong ai ting 1én ca,
ban hiy nh¢ rang, tuyét dbi dimg bao gid thuc hién chii nghia binh quéan, dong luc
cua con nguoi la dén tir su chénh 1éch 16n manh duéi su so sanh, duoc goi la "lam
cho mét s6 nguwoi tré nén giau c6", nhu vy, nhitng ngudi nghéo méi ¢6 dong luc
dé dudi theo. Néu mdi ngudi déu ting hoa hdng, diéu d6 c6 nghia 13 nhan vién
khong can phai bo ra 1nd luc thém nao cling co thé nhan duoc phﬁn thuong, ho sé
khong c6 dong luc 1am viéc nhiéu hon. Cach lam chinh xac 13, chiing ta van lay
3% hoa hong, nhung 2% hoa hong ban dau ciia 5 nhan vién nay khong thay doi,
vay thi giita 2% va 3% c6 1 diém, toi lay 1 diém nay, néi véi 5 ngudi nay: "Ndo, 5
ngueoi cac ban hdy thi dau mét chit, xem ai dat dwoc doanh thu cao nhat, nguoi dé
sé nhdn dwoce 1% hoa hong ciia tong doanh thu ciia tdt ca moi ngieoi”. Quyén luc
nay 16n day, boi vi tong doanh thu ciia 5 ngudi co thé 14 2 tridu té, vay thi 1% sé& 14
20.000 t¢, hon nira con ¢6 danh hiéu "nguwoi dung dau", vi vay, moi nguoi madi co
thé "chay dua" mot cach dién cuéng, tat nhién, néu tinh huéng cua ban, téng doanh
thu ctia 5 ngudi chi c6 hai ba tram nghin té, thi ban dimg thiét 1ap 1%, ban c6 thé
thiét 1ap 5%, nhu vay, thuong ciing c6 hon 10.000 té, hiy nhé rang "trong thudng
tat ¢6 diing phu". Moi ngudi déu sé c¢b gang hét strc vi khoan tién 16n do, cubi
cung, doanh thu cta tit ca moi ngudi déu ting vot!

Ngay xua, Zhou Hei Ya phat trién rat nhanh, 10 nam trudc, ho da su dung co
ché x0 s0 tai tat ca cac cura hang chuo6i trén toan quoc, quan 1y ctra hang nao co6 thé
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tré thanh quan quan vé ty 16 ting truéng hang nim cia Zhou Hei Ya, cic ban doan
xem phan thudéng 1a gi? Phan thudng 1 mot chiéc Porsche Cayenne, két qua 1a vao
cudi nam, cac ban doan nhitng quan 1y cira hang lam gi? Ty minh tuyén dung nhan
vién, ty minh in t roi, ty minh ra dudng phd quang ba va thu hut khach hang, tat
ca cac ctra hang déu "phdt cuong” kiém doanh thu.

Ban chia 10 can thit, thanh mdi can 1 phan, chia cho mdi con s6i 1 cén, lii
so1 nay s€ khong c6 dong luc. Ban truc tiép ném 10 can thit xuéng, ai tranh duoc
10 can thit thi thudc vé ngudi do, dam bao 1 s6i ndy s& "phdt dién”, vi vy, hdy cd
gang hét strc dé khong phén tan thudng qua nhiéu, phai c6 mot khoan tién 16n cho
mot ngudi nhan, déi ngli méi cd dong luc. Hay nhd cau than cha phan chia tién:
"Phdi dé moi ngwoi déu cé hy vong, nhung khéng ai ndm chdc phan thwdng trong
tay." Con mot diém quan trong nira, giai thuéng xo sé it nhat phai gap 5-10 1an
thu nhap thong thuwong, nhw vy méi c6 thé khoi diy dong lwe ciia tat ca moi
nguoi.

2. Lam thé nao dé bién thuéng phat ciia nhan vién thanh co ché x6 s6?

Nhiéu cong ty thuong thiét 1ap tién thuong cho viéc di lam day du 1a 500 té.
Néu nhan vién khong di mudn, khong vé sém trong mot thang, ho s€ nhan dugc
tién thuong nay. Tuy nhién, loai thuong nay khong tao ra bat ky dong luc nao cho
nhan vién lam viéc tot hon, boi vi s6 tién thudng qua nhod va dugc phan phat qua
rong, khién moi ngudi cam thiy rang c6 nhan dugc hay khong ciing khong quan
trong.

Hay nhé rang, bat Ky viéc phén chia tién nao ma khong thé khién nhan
vién "la hét"”, khong thé khién nhan vién "phdn khich", thi tién ban chia déu
12 vo nghia. Vi vay, t6i khuyén ban nén bién tién thudng toan dién (thudng chuyén
can) nay thanh mot phan thudng 16n cho ngudi ding dau, thay vi dé tat ca moi
nguoi déu co thé nhan duoc.

Hon nita, tit ca cac khoan tién phat ctia cong ty, tuyét d6i khong duoc dua
vao cong ty, co thé két hop no vai tién thuong toan dién, dua vao mot quy thudng,
dé nhiing nhan vién xuat sic co thé chia sé khoan tién thuong nay. Trudc day, khi
ban phat tién, tat ca moi nguoi déu s& phan nan, déu méng ong chu "doc ac”, bay
gi0, t61 14y toan bo sb tién phat d6 dé thuong. Néu c6 nhan vién nao dén mudn,
nhitng dong nghiép khac s& nodi: "4i bdo ban di muén, dang doi! Téi nghi dng chii
xit 1y nhw vdy la ding."” Hon nita, ho hy vong tat ca moi ngudi déu dén mudn, chi
c6 mdt minh ho khong dén muodn, bd1 vi ho co thé doc chiém sb tién nay, nhan tinh
chinh 1a nhu vay. Hay nhé rang, ban chia tién cho ai, ngudi dé sé dong long véi
ban, ban chia tién cho ai, nguoi do s€ noi tot cho ban, ban chia tién cho ai,
ngwoi do chinh la ngwdi cua ban.

Vi du, tong s6 tién thudng chuyén can cong véi tién phat cua cong ty ban 1a
6.000 t¢. Gia su, ca thang, chi c6 10 nguoi khong vi pham quy dinh, vay thi ching
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ta s€ chia s0 tién trong quy thudng cho 10 nguoi nay, tuyét déi khong dugc chia
deu so tién nay, phai c6 giai thudng 16n va giai thudng nhé. Tat ca so tién chia déu,
s€ khong khién moi ngudi cam thdy "mau nong”, moi nguoi cling s€ khong ¢6 hy
vong, cling khong mudn tham gia.

Chung ta ¢ thé chia s6 tién thuong thanh nhiéu phan, dit vao timg qua
trimg vang, dé 10 ngudi nay "ddp trimg vang", giai nhat 3.880 té, ¢6 vui khong?
C6 sung sudng khong? Nguyén 1y ctia con ngudi rat don gian, ban phat 100 té cho
mdi nguoi, ngudi khac s& noi, ban that keo kiét, néu ban phat li xi 100 t¢ trong
nhom, ho chi nhan duoc 8 hao, ho cling chi cho r::ing ban than "van may" khong
tot.

Thang nay, chung ta "ddp trirng vang" dé nhan tién mat, thang sau, chiing ta
c6 thé "ddp triig vang" dé nhan tai Hermés, LV, Gucci, thang sau nita, chung ta c6
thé "ddp trirng vang" dé nhan dién thoai di dong doi méi cua Apple, Huawei,
Samsung, thang sau nita, chung ta c6 thé "ddp tritng vang" dé nhan chuyén du lich
trong tinh, ngoai tinh hodc nudc ngoai. Nhu ciu ctia con nguoi déu 1a "ham cdi
méi, ghét cdi cii”, déu thich su thay doi, khi thiét 1ap co ché, phai d6i méi hang
thang, hang thang phan thuong khac nhau.

3.1. Lam theé nao deé lam co ché xo6 so cho “tiéc tat nién’?

Rat nhi€u 6ng chu, dén dip Té€t, rat thich lam mot viéc "ngoc nghéch”, do la
moi nhan vién an to1, ngay xua, 6ng chu thich moi nhan vién an t61, 1a boi vi thoi
do, moi nguoi déu ngheo, chua tung an nhiing thir ngon, phai doi dén Tét moi co

9
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d6 ngon dé an, bay gid 13 thoi dai nao r6i? Nhan vién "ba ngdy hai bita" déu c6 thé
di nha hang, ai con mudn an bira tdi ciia ban? Bay gio di 4n nha hang dat nhu thé
nao? Khong nhiing tén nhiéu tién, ma nhéan vién con khong hai 1ong.

Chéu gai cta t6i 1am viéc & mot cong ty, toi goi dién thoai bao co ay dén an
com, ¢d 4y néi hom nay c6 4y khong thé dén, toi hoi tai sao? C6 4y noi, lai bi "éng
chii chét tiét" bat di du tiéc cudi nam, ban ndi xem, tién cua ong chu do that lang
phi, hon nita, ban s¢ théy rﬁng, rat nhiéu nhéan vién, cang gén Tét, cang mudn vé
nha sém, ma Tét lai 14 thoi diém ban ron nhét, cang ban ron, ho cang "khéng cé
tam", cang mudn xin nghi vé nha, con tim du loai 1y do, gi 1a 6ng ndi bi bénh, gi 1a
chi gai két hon, boi vi ho so vé tau va vé may bay khong mua duoc, nén phai vé
som, vi vdy, chung ta phai nghién ctru cach nao dé khién nhan vién ctia minh
khong muébn vé nha vao cudi nam, cach hiéu qua nhat chinh 13 "ddp tritng vang".
Nhitng ai & lai cong ty dén ngay nghi Tét, déu co tu cach “ddp tritng vang ”, nhing
ai vé nha thi khong duogc "dap”.

Vi duy, ngan sach cho qua ting cudi ndm ctia mdi nhan vién ciia chung ta 13
600 t&, néu mdi ngudi déu duoc 600 té, s& khong co cam giac gi, chung ta c6 thé
mua rat nhiéu phan thudng, sau d6 dé moi ngudi "ddp tritng vang", hdly nhé mot
diém, phan thudng phai trong rat 10n, ban tuyét d6i dimg "ddnh qua” dién thoai di
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dong, 6 nay vira dit vira nho, nhan vién cét trong tai, ngudi khac khong nhin thay.
Chung ta c6 thé dat ta lanh, may giat, tivi, tom lai 1a cang 16n cang tdt, hon nita
nhitng th& nay vira 16n vira ré, nhan vién mang tu lanh vé, 16n nhu vy, hang x6m
va ban b¢ s& nhin thay, ho s& nghi phiic 1o ctia cong ty chiing ta rat tot, cling s&
gian tiép thu hiit nhan tai. Hon nita, tivi, ta lanh dit trong nha ca nim, moi lan nhan
vién mo ra déu s& nhé dén cong ty, tién d6 da dugce str dung "diing ché”, may mén
thi "danh tring” ti lanh, xui xéo thi "danh tring” sac du phong, moi ngudi van
choi rit vui vé, hon nita, nhirng nhan vién "danh trung" sac du phong, ho cling s€
khong néi rang 6ng chii keo kiét, ho chi cho rang minh xui xéo.

Hay mua nhitng phan thudéng nay mot thang trude, dit trong cong ty hoic
ctra hang, dé nhan vién nhin thdy hang ngay, cang nhin cang hao htic, gidng nhu
cac cong ty "khong 16" nhu Tencent, cudi nam déu 1a boc tham trang thuong, tring
mot chiéc Tesla, nhan vién mdi ndam déu cam thay rat vui.

Bao gém ca Tét Poan Ngo, Tét Trung Thu, rat nhiéu ong chu "dau dau", ban
khong mua banh chung, banh trung thu cho nhan vién, nhan vién s& ndi rang 6ng
chu nay that keo kiét, dip 18 tét ma khong phat banh chung, banh trung thu. Néu
ban mua banh chung, banh trung thu cho nhan vién, ho lai no6i1, bay gio 1a thoi dai
nao r6i? Ong chi mudn ting thi ting tht gi d6 thiét thuc di, ai con an nhitng thir
nay nira! Ban ndi xem, ¢6 tic cudi khong, ¢6 dang ghét khong? Ching ta c6 thé
tim mot ba di nao d6, goi cho mdi ngudi mot cai banh chung, ching ta co thé dat
déng xu vao trong banh chung, ai an dugc dé)ng xu, s€ dugc thudng 888 t¢ hodc
mot cai ndi com dién. Quan 1y tdm trang ciia nhan vién quan trong gap 100 lan so
vo1 quan ly tam 1y cua nhan vién!

Phén chia tién phai dua trén nhén tinh, phan chia tién 12 mét nghé
thuat!

Trude day, mdi thang to1 déu chuyén tién cho me t6i, vo toi mdi thang déu
chuyén tién cho me vo. Sau do, chung toi phat hién ra rang viéc chuyén tién nay c6
van dé, t6i chuyén tién cho me t6i, me t6i cam thay toi tot, nhung s& khong cam
théy vo 61 tbt, vo toi chuyén tién cho me vo, me vo lai cam théy ) éy tdt, khong
cam théy t6i tot. Sau do, chung t6i diéu chinh mot chut, ¢ éy chuyén tién cho me
t6i, toi chuyén tién cho me vo, két qua 1a me vo ¢ Ay ngay nao ciing khoe khoang
& qué rang con ré dbi xir voi ba tot nhu thé nao, me t6i ciing ngay nao ciing khoe
khoang & qué rang con dau t6t nhu thé nao. Chi mot thay doi nho nhu vay, moi
quan hé gitta me chdong nang dau rét tét. Sau do, ching t6i phat hién ra rang, mdi
lan chuyén tién, lac nhén tién rat vui, nhung 1au dan, moi nguoi déu quén mét.

Sau d6, chung ta thay d6i cach thirc, ngoai viéc chuyén tién, toi con ting qua
cho bb me vo, ¢b éy tang qua cho bd me t6i, t6i mua cho bd vo mét chiée xe mudi
mAy van, chiéc xe ndy 6ng ay co thé 1ai dugc 10 ndm, twong duong vai viée mdi
nam chi tbn hon 10.000 té, nhung mdi ngdy anh ta 14i xe déu nhd dén 4n tinh cia
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t61, cam thay con gai khong bang con ré, ngdy nao ciing din do vo t6i phai chdm
soc toi that tdt, dung lam t61 tirc gian (haha), tat nhién, ban c6 thé tang bat ky mon
qua gi, hiy dwa vao hoan canh thuc té ciia minh, diéu quan trong 1a phai hiéu
dugc nghé thuit mua chudc long ngudi bang tién.

2. Cd ché ting théwm

Nguyén 1y cia co ché ting thém rat don gian, nhan vién chi bo ra cong st
binh thuong cho thu nhap binh thudng, mudn ho bé ra cong sirc phi thudng, phai
khién ho nhan dugc phan thudng phi thudng.

Tbi s& ké cho ban mét cau chuyén, t61 c6 mdt nguoi chi ho, chi éy kinh
doanh nha hang ¢ thanh phé cta chung t6i, Tét nim ngoai, toi vé nha hoi chi dy
kinh doanh nhu thé nao, chi y noi: “Tuy méi nam cé thé kiém dwoc hai ba tram
nghin té, nhung ndm sau ¢ thé sé khé kinh doanh!” Toi hoi chi dy tai sao? Chi ay
noi rang: “Pau bép mudn nghi viéc, nhan vién ngay cang khé quan Iy, nam sau
khéng biét phai lam sao?” Toi néi voi chi dy: “Néu ndam sau doanh thu c6 thé ting
50%, ddu bép va nhan vién c6 thé kiém dwoc nhiéu tién hon, moi nguwoi cé con
muon bo di khong?” Chi ay néi: “Vay thi chdc chan sé khéng di nita”. T6i hoi chi
ay hién tai mdi ngay lam duoc bao nhiéu doanh thu, chi ay néi: “Mai ngay khodng
3.000 té”.

T6i hoi chi dy: “Néu cira hang nay méi ngay cé thé dat 5.000 - 8.000 té, cé
sung swong khong?” Chi Ay noi: “Néu moi ngay cé thé dat 5.000 té, tién thué nha,
tien nuée, tién dién, lwong nhan vién, vé co ban la cé dinh, wdce tinh méi nam ¢é
thé kiém thém hon 200.000 té, thit la sung swéng”. Lic 0, toi da giup chi ay lap
mot phuong an theo co ché tang thém, chi 4y vé nha, tap hop dau bép va tat ca
nhan vién lai dé hop, phuong an 13 1am nhu sau:

1. Néu doanh thu mdi ngay dudi 3.000 t&, moi ngudi s& nhan luong va thuéng
theo murc lvong va thudng cil.

2. Néu doanh thu mdi ngay vuot qua 3.000 té&, dat 4.000 té hodc 5.000 té, thi
50% phﬁn vuot qua 3.000 té s€ dugc chia cho nhan vién. Néu hom nay lam
duoc 4.000 t&, thi s€ nhan thém 50% cua 1.000 t¢, tic 1a s€ nhan thém 500 t¢
dé chia cho nhan vién. Néu mot ngay 1am dugc 5.000 t&, nhan vién lam thém
dugc 2.000 té, ching ta s& 1ay 50% ctia 2.000 té, tirc 13 1.000 té dé chia cho
nhan vién.

Cu nhu vay, néu lam duoc 10.000 té mot ngay, thi thém 7.000 t¢, chia 3.500
t¢ cho ho, nhan vién nghe xong, lac d6 lién "phdt cuong”.
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Néu nganh nghé cua ban, moi nguoi déu 1am viéc vat va, ban c6 thé chia déu
s6 tién nay cho ho. Néu moi nguoi bo ra cong stc khac nhau, thi ngudi bo ra nhiéu
cong stre s& dugc chia nhidu hon, ngudi bo ra it cong sire s& dugce chia it hon.
Gidng nhu nha hang cua chi ho toi, dau bép trudng rat quan trong, dau bép truong
nhén 40%, cac nhan vién con lai chia déu 60% con lai. Hon nita, tdi ndi voi chi éy
rang, mudn doanh thu ting vot, phai cha ¥ hai diém. Thi nhat, tién thuéng mdi
ngay phai duoc chia trude 12 gid dém, tuyét d6i khong duoce dé qua dém. Thi hai,
nhat dinh phai viét 13 rang co ché nay, dé tit ca nhan vién ky tén va dong déu tay.

Chi 4y lam theo phuong phap cia toi, nim sau, nhan vién khong con noi dén
chuyén nghi viéc nita, hon nira, mdi ngay moi ngudi déu rat doan két tim cach dé
tang doanh thu, ho con ty bo tién thi dé in rat nhiéu to roi di phat trén phé, khi ban
ron, dau bép truong con gitp rira bat. Pau bép trudng néi véi chi ho toi, chi oi, sau
nay chi khong can phai dén ctra hang nira, chi & nha dém tién, giao ctra hang cho
em 1a duoc, con ndi véi chi ho ti rang c6 mot anh em vira tét nghiép trudong day
nau an, hoi xem chi 4y c6 mudn mo thém mot chi nhanh hay khong (haha, day
chinh 14 nhan tinh), ndm d6, doanh thu ctia nha hang chi ho tdi ting vot, mdi ngay
dat dugc 5.000 - 6.000 t¢ 1a chuyén binh thuong, dat dugc 8.000 - 10.000 t€ cling
1a chuyén thuong xay ra.

T6i s& noi vé mot sy that cta nhan tinh, thoi diém con nguoi phan khich
nhat, khong phai 1a lac nhan duoc tién, ma 1a lac c¢6 thé tinh toan dugc minh s&
kiém duogc bao nhiéu tién, thoi diém phan khich nhat. Son Ké (Tran Tiéu Xuan)
trong bo phim "Ngwoi Trong Giang H6" ¢ mot cau thoai kinh dién, anh ta néi: "Pi
dén tiém massage, lic phan khich va héoi hép nhat, khéng phdi la liic dang "quan
hé" ma la lic dang cho doi "quan hé" sdp dién ra”. Ban noi voi nhan vién: “Tir
nay vé sau, moi ngay doanh thu vieot qud 3.000 té, t6i sé ldy mot nira dé chia cho
ban”, vira n61 xong, ho da bat dau phén khich, su phén khich nay s€ theo ho cho
dén khi ho nhan duoc tién, sau khi nhan dugc tién, sy phén khich nay s¢€ dan dan
bién mat, ban mudn nhan vién "lao dong cdt lyc"”, thi phai cho ho thém "con bai".

Hay nhé riang, 2 diém mau chot dé phan chia ting thém thanh cong:

« A: Phan chia cho nhan vién, it nhat phai ldy 50% hoic hon 50% phan
vurgt qua dé chia cho ho. Ty 18 chia cu thé, hay xem xét tinh hinh chi phi
cua ban, néu ty 1€ chia khong du, nhan vién cling s€ khong c6 dong luc.

« B: Néu c6 thé chia hang ngay thi nén chia hang ngay, phan thuéng tot
nhét 12 khong dé qua dém.

166



3. €0 ché giaw bdt

Vi du, mot sb nguoi kinh doanh, c6 thé m&i lam mot dy 4n da thua 10 rat
nang, con nhiéu nguoi kinh doanh vai nim van dang thua 15, truong hop nay chiing
ta nén lam sao? Cac 6ng chu, tién cta ban thua 16 trén thi truong, nguoi khac s€
cuoi ban v6 nang, trong trudong hop nay, chung ta khong phai di tim cao nhan &
bén ngoai, thuc ra, cao nhin thwe sw, chinh 13 nhitng ngudi dwéi quyén cia
ban.

Boi vi nhitng cao thii & bén ngoai khong hiéu doanh nghiép cua ban, ngudi
hiéu rd nhat vé doanh nghiép cta ban chinh 1 nhan vién cta ban, 1am thé nao dé
nang cao hiéu qua, giam chi phi? Nhan vién méi 1a nguoi c6 tiéng néi nhat, ho mai
l1a "crru tinh" thuc su cta ban. Noi tréng ra, diéu hoa cla cong ty khong tat, chi co
ong chu moi di tat, nhan vién khong quan tdm dén séng chét ctia ban, boi vi diéu
d6 khong lién quan gi dén ho, co ché ciia chung ta phai thiét ké dé nhitng diéu nay
lién quan dén ho.

T6i c6 mot hoc vién, anh ta méi mé mot 16p day nhay cho tré em, ban dau 1a
thua 15, sau d6 anh ta ap dung co ché giam b6t nay vao, thang dau tién khong con
thua 15 nira, thang thir hai bt dau ap dung co ché ting thém. Chung ta hiy xem
anh ta d3 lam nhu thé nao, thang trudc, anh ta thua 16 50.000 té, sau d6, anh ta noi
v6i nhan ién: “Thdng nay, néu thua 16 it hon hodc khéng thua 16, thi t6i sé chia
50% phan thua I6 it hon cho moi ngwoi”. Thang trude 1a thua 16 50.000 té, néu
thang nay thua 16 0, vy theo 15i htra, t6i phai cho nhan vién bao nhiéu? Cho nhan
vién 50% cua 50.000 t¢, 1ay 25.000 t¢ d¢ chia cho nhan vién.

Thong qua dong luc ndy, néu chiing ta can bang duoc khoan thua 16 cua
cong ty, lic ndy, néu khong tiép tuc cho nhén vién loi ich, nhan vién s& khong co
dong luc nita, vay thi phai n6i voi nhan vién ngay lap tic: “Thdng sau, néu cong ty
c6 loi nhudn, chi can kiém dwoc tién, t6i lai ”léy "50% phc”in kiém dwoc chia cho
moi nguoi”’. CO thé 1oi nhuan cua chung ta s€ tré thanh 50.000 t¢, sau khi kiém
duoc 50.000 té, lai léy 50% ctia 50.000 té, tirc 14 25.000 té dé chia cho nhan vién.
Mot cong ty dang thua 13, chung ta trude tién str dung co ché giam bét dé giai
quyét van dé thua 15, sau d6 sir dung co ché ting thém dé giai quyét van dé loi
nhuan. Nhén vién s& hoan toan "phdt cuéng” va doanh thu ciia cong ty ciing s&
tang truong lién tuc.

Chung ta lai n61 thém mot phuong phap ntra. Vi du, doanh thu ctua cong ty
chung ta mot thang 13 100.000 té, chi phi 1a 80.000 t&, ong chu cho rang chi phi
80.000 té nay c6 rat nhiéu chd lang phi, muén cat giam chi phi, trong truong hop
nay, chiing ta ciing c6 thé sir dung co ché giam bét. Ban c6 thé néi véi nhan vién:
“Thang sau, ching ta phdi ting loi nhudn, kiém sodt chi phi, thang sau, ching ta
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cung nhau “nd luc”, chi cdn chi phi ching ta tiét kiém dwoc thap hon 80.000 £,
thi toi sé chia 50% phan tiét kiem duwoc do cho moi nguoi”.

Vi du, thang sau moi ngudi c¢b ging tiét kiém, chi phi 80.000 t&, chiing ta chi
tiéu ton 50.000 t& la d, ching ta da tiét kiém duge 30.000 t&, 50% ciia 30.000 t¢,
chung ta lay 15.000 té dé chia cho nhéan vién. Co ché giam bét ¢ thé dugc ap dung
vao bat ky khoan chi phi nao ctia cong ty ban, ban mudn tiét kiém chi phi ¢ dau,
ban c6 thé 1am co ché giam bét riéng cho nhan vién ¢ khoan chi phi do.

Ngay xua, toi md tiém lam toc, nhan vién udn toc, nhudm toc cho khach
hang, moi 1an nhudém toc xong, déu con thira mét nira thude, ho déu do vao thung
rac, "trén troi mét nira, dwdi dat mot nira”, 1ang phi rat nhiéu. Sau do, t6i ap dung
co ché gidm bdt, chi can moi nguoi tiét kiém duoc tién thudc, toi s& léy mot nira dé
chia cho ho, khi nhudém téc, ho bop thudce giong nhu bop thude nhé mat, so "bip”
thém mot giot.

Thiét 1ap co ché rat don gian, ban mubn dat duogc két qua ¢ dau, hay lién két
lgi ich ctia nhan vién & d6, nhan vién s& lam viéc cho chinh minh, trén thé g101 nay,
chi khi I[am viéc cho chinh minh m&i phu hop v61 nhan tinh. Trong doanh nghiép
ctia chung ta, s& khong bao gid thiéu nhan tai, ma 13 thiéu co ché dé dao tao nhan
tai!

4.C0 ché tra gép

Trong doanh nghiép, rat nhiéu nhan vién xuét sic sau khi "ddam dwrong mot
vai tro", rat d& dang nghi viéc, chiing ta c6 thé st dung co ché tra gop dé "tréi
budc" ho. Co mot diém ma moi ngudi phai hiéu, chung ta c¢6 thé khién nhan vién
kiém duoc tién trong doanh nghlep, nhung chung ta khong bao gio c6 thé khién ho
c6 tién trong tGi. Nhan vién ¢ tién trong thi, ngudi ndy s& "bénh”, vi du, mot nhan
vién c¢6 500.000 t¢ trong tui, ban nghi nguoi nay con c6 dong luc lam viéc nira
khong? Hay nhé mot cau, nhén vién cé tién sé "bénh".

Ngay xua, khi t6i dan dat d6i ngil, c6 mot nhan vién, khi lam viéc thi giong
nhu "nguwoi hing”, mudn kiém tién ma khong mang dén tinh mang, sau vai nam,
anh ta kiém dugc vai tram nghin t¢, tat ca déu cat vao tai. Sau do, anh ta thuong
xuyén xin nghi, hdm nay néi chd nay khong khée, mai noi chd kia khong khoe, luc
dau, t6i khong phat hién ra van dé gi, sau do, sb 1an anh ta xin nghi ngay cang
nhiéu, c6 mot lan, anh ta xin nghi, t61 da theo doi anh ta, t6i phat hi¢n ra anh ta
dang choi danh bai v6i nguoi khéc, t6i tirc gian dén muc khong nédi nén 101, sau do
t6i moi biét, 1a do anh ta c6 qua nhiéu tién trong tai, nhat dinh phai tim moi cach
dé tiéu hét tién cta anh ta. Vi vay, mot doanh nghiép, nhét dinh phai c6 van hoa
"mua xe mua nha", tic 14 van hoa tiéu tién, khi cép trén ciia mdt doanh nghiép,
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khong ngirng mua nha mua xe, nhan vién ctia ching ta cling s€ bi van hoa nay
"huan luyén"”, moi ngudi cling s€ no lyc hét minh d€ mua nha mua xe.

Chiing ta hiy néi vé cach thiét 1ap co ché tra gép.

Co ché tra gép 1a gi? Néu mua nha khong thé tra gop, phai tra mot lan, con
c¢6 nhiéu ngudi mua nha sao? Néu mua xe khong thé tra gop, chi c6 thé tra mot 1an,
con ¢6 nhiéu nguoi mua xe sao? Vi vay, dac diém cua nhan tinh 13, hy vong co thé
dung “chip” (tién) cua twong lai dé ddi 14y "phdn thuéng” hién tai. Rat nhiéu nhan
vién déu thich n6i mét cau: “Ong chii, trude tién anh hay cho em tién, sau nay em
nhdt dinh sé “ban mang” gdp déi”, haha! Nhimg 101 “vé vdn”’ ma nhén vién noi,
hay nghe 1a dugc, dimg tin tuong, chung ta phai thiét ké mot co ché.

Vi du: Ching ta n61 véi mot nhan vién: “Em lam du 10 nam trong cong ty
anh, thi anh sé thuong cho em mét chiéc xe”, ban nghi nhan vién c6 tin khong?
Nhan vién chic chan l1a khong tin, cho du ho tin ban, ho cling sé nghi 10 nam la
qua dai, ho mudn ban ting xe ngay bay gid. C6 mdt hoc vién cta toi di 1am nhu
vay, anh ta n61 v&i nhan vi vién: “Lam du 10 nam trong cong ty anh, thi anh sé
thwong cho em mét chiéc xe”, két qua 1 nhan vién thuc sy da 1am da 10 nam, ong
chu thyc su da tang xe cho nhan vién, nhan vién vira nhan dugc xe da “bo chay”.
Tai sao? Boi vi ho sg ong chu s& thu hoi chiée xe. Ong chil ndy da pham phai cAm
ky ctia nhan tinh, 6ng ta chd dén khi nhan vién 1am xong viéc méi thuéng cho
nhan vién, vay thi con c6 y nghia gi?

Hay nhé rang, tit ca cac phan thuéng déu phai duwa trén phan thuwéng
twong lai, chit khong phai dua trén phan thwéng qua khir. Lam thé nao dé gitp
nhan vién tra gép mua xe, mua nha, cy thé chiing ta c6 thé 1am nhu sau, nhiing
nhan vién dap tmg du cac yéu ciu sau, chiing ta co thé gitip ho tra gop mot chiée
Xe.

o A:Nhan vién nay phai la quan 1y tr& 1€n, thu nhdp hang thang dat 10.000 t¢
lién tuc 3 thang, nhu vy, ho mdi c6 kha nang trd ng vay mua xe.

« B: Nhan vién nay phai lam viéc ¢ cong ty it nhat 2 ndm trg 1én, nhitng nhan
vién nay thudng c6 10ong trung thanh cao.

Luc nay, ho ¢o thé xin cong ty, cong ty cho ho vay 100.000 té khong 13i suat
dé mua xe hozc mua nha, nhung mdi thang, ho ty minh tra ng vay, vay thi nhan
vién nay ding gi dé tra 100.000 té nay? Chung ta ky két mot thoa thuan voi ho, sau
khi t6i cho ho vay 100.000 t¢, ho phai lam viéc & cong ty t6i trong 5 nam. Néu lam
vi¢c du 5 nam, ho ro1 di, thi 100.000 t€ nay khong can tra. Néu ho lam viéc dugc 4
nim roi roi di, thi phai tra lai cho t6i 20.000 t&. Néu ho lam viéc duoc 3 nim roi roi
di, thi phai tra lai cho t6i 40.000 t&. Néu ho lam viéc duoc 2 nam roi rdi di, thi phai
tra lai cho t6i 60.000 t&. Néu ho lam viéc dugc 1 nam rdi rdi di, thi phai tra lai cho
t6i 80.000 t&. Tat nhién, chung ta cho nhéan vién vay 100.000 t&, ching ta nhat dinh
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phal c¢6 yéu cau vé hiéu qua cong viéc cua nhan vién, chung ta phai quy dinh, co
thé 14y ra 2% tong doanh thu dé cho nhan vién vay, sb tién nay thuc ra khong phai
la cua 6ng chu bo ra, ma la cia chinh nhan vién bo ra.

Vi duy, chung ta phai quy dinh, nhan vién phai hoan thanh doanh thu 5 tri¢u
t¢ trong vong 3 nam, 2% cua 5 tri¢u t€, chinh l1a 100.000 té. Thuc ra, ching ta léy
ra 100.000 té dé cho ho vay, ciing 1a do nhan vién d6i 1y bang doanh thu. Chung ta
dung 100.000 t&, gilt chan dugc mot quan ly gioi, khong nhiing gitip chung ta lam
viéc 5 nam, ma con dat duoc thanh tich xuat sic, da rat "hoi" roi.

Néu ban khong "troi buoc” dugce vi quan 1y nay, ho s€ sdém nghi viéc, ho lai
rat 2161, hi€u qua cong viéc cling rat tt, ban nghi ban s& 16 bao nhiéu? 5 nim, ban
s& 16 hang triéu té doanh thu. Strc manh cta co ché nay chinh 13, nhan vién st dung
doanh thu trong tuong lai dé doi 14y xe, chtr khong phai sir dung doanh thu trong
qua khir dé d6i 14y xe, hon nita, khong phai ai cling du tu cach vay tién mua xe, chi
c6 quan 1y cip cao méi du tu cach.

Ban c6 thé thiét lap mot co ché cho ho:

« Néu ho hoan thanh 5 triéu té trong vong 3 nam, thi 100.000 t¢ nay khong can
tra.

« Néu ho hoan thanh 4 triéu té trong vong 3 ndm, thi phai tra lai cho t61 20.000
té.

« Néu ho hoan thanh 2,5 triéu té trong vong 3 ndm, thi phai tra lai cho to1
50.000 t&.

« Néu ho hoan thanh 10 triéu té trong vong 3 ndm, chiing ta co thé tang thém
cho ho 100.000 té¢.

Ban thay chua, co ché nay rat kich thich, hon nita, d6i v6i 6ng chu, khong co
bat ky rii ro nao, ho chi c¢6 thé nhan dugc phan thudéng cua chiung ta khi ho hoan
thanh doanh thu, néu khong hoan thanh doanh thu, ching ta s€ trir tién ctia ho.

Co ché tra gép nay cé thé mang dén 3 loi ich cho doanh nghiép:

« A: C6 thé cho phép nhiing ngudi gidi vay tién dé mua xe, mua nha, nhu vay,
cong ty s& co tim guong, khi ho l4i xe vé qué, ngudi khac nhin thdy ho "dn
sung mdc swéng” nhu vy, s& hoi ho lam viéc & dau? Ho rat dé dang thu hut
nhan vién cho cong ty. Néu cong ty ctia ban mdt nam c6 50 chiéc xe vé qué,
ban nghi nim sau con kho tuyén dung nhan vién sao?

« B: Cong ty chi can c6 ngudi mua nha, mua xe, nhan vién bén duédi s€ "ngua
ngay", moi ngay déu nhin thay nhirng ngudi minh ghét nhat, 1ai xe "diéu vo
duwong oai"” trudc mat minh, ho mo cling muon mua xe, mua nha.
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« C: Tat ca nhan vién trong cong ty kiém duoc tién, ching ta phai gitip ho tiéu
hét, hon nita ho con no ngan hang mdt khoan 16n, ban yén tam, khong can
phai giam sat nhan vién mdi ngay, dén cudi thang, ngan hang sé& giup ban
nhic nhé ho tra ng, nhan vién nhu vay chi co thé cham chi 1am viéc, ho
khong con lua chon nao khac.

Day chinh 13 “sirc st thwong” cia viée thiét 1ap co ché! (Hét)

Hé théng "Nhan Tinh Chi Chién"
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