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Léch chénh, vii tru nay la thé!

Nguyén ly 80/20 la gi? Nguyén ly 80/20 cho chiuing ta
biét rdng trong bat cit mét nhém nao ciing déu cé mot
sO doi tuong c6 mot vai tro quan trong hon nhitng doi
tuong khdc rdt nhiéu. Mot muc chudn hodc gid thuyét
phu hop la 80% nhitng két qud hodc sdn phdm duoc
sdn sinh ra tw 20% nhitng nguyén nhdn, va nhiéu khi
twr mot ty 16 nhé hon nhiéu nhitng déng luc cé suc tdc
dong lon.

Loi dn tiéng néi thuong nhdt la mét minh hoa rdt ro
cho thuc té nay. Ngai Issac Pitman, nguoi phdt minh
ra toc ky, khdm phd ra rang chi cé6 700 tir théng dung
ma dd chiém dén 2/3 cdc tw ngit dung trong nhiing
cudc noi chuyén trao doi qua lai gitta chung ta vdi
nhau. Pitman nhdn thdy rdng, nhing tw ngit ndy, ké
cd nhitng twr ngit phdi sinh cua ching, chiém 80% trong
loi dn tiéng néi thong thuong. Trong truong hop nady,
khong tdi 1% twr ngt (bo tw dién New Oxford Shorter
Oxford English Dictionary tdp hop nua triéu tw) duoc
st dung trong 80% luong thoi gian. Chung ta cé thé
goi ddy la nguyén ly 80/1. Tuong tu, trén 99% nhiting
trao doi, chuyén tro si dung khong téi 20% von tu:
chung ta cé thé goi ddy la nguyén ly 99/20.

bién dnh ciing cé thé sit dung dé lam mét minh hoa
cho nguyén ly 80/20. Mot nghién cuu mdoi ddy cho
thay rdng 1,3% cdc bé phim dem vé 80% tong doanh




thu tut vé xem phim & rap, va ta cé thé xem ddy la quy
ludat 80/1 (xem muc “Nguyén ly 80/20 phdn loai phim
- gd ra ga, cong ra cong, trang...).

Nguyén ly 80/20 khong phdi la mét cong thitc huyén
bi gi. Nhiéu khi moi quan hé gitta két qud va nguyén
nhdn gan ty 16 70/30 hon la 80/20 hay 80/1. Nhung
co mot thuc té la it khi ndo xdy ra truong hop 50% cdc
nguyén nhdn dan dén 50% két qud. Chiing ta co thé
thdy duoc vii tru ndy khéng cdan doi, khong bdng can.
Mot thiéu so lai dong mét vai tro quan yéu.

Nhitng con nguoi va té chuc thdt su cé hiéu qud déu
biét bdm sdt, tdn dung mot sé it nhitng déng luc quan
trong co thé phdt huy hiéu qud trong linh vuc, thé gidi
cia ho va chuyén ching thanh nhitng loi thé cua ho.
Cdc ban hdy tiép tuc doc nhitng trang sdch sau ddy dé
tim hiéu xem cde ban ciing cé thé hoc héi va lam nhu
thé nao dé ciing duwoc nhu nhitng nguoi dy...
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Dan-nhap vé
Nguyén ly 80/20

Trong mot thoi gian dai, dinh ludt Pareto
[Nguyén ly 80/20] cit lung liing ton tai trong
linh vuc kinh té nhu mét tdng dd bat tri khong
moi ma dén trén mot khodng sdn da ngdn ndp
dau vao do, mot dinh ludt thuc chung khong ai
co thé gidi thich noi.

Josef Steindl’

guyén 1y 80/20 c6 thé va nén dugc ap dung béi
moi con nguoi thong minh trong cudc song thuong

nhat cda ho, béi moi to chitc, don vi, va bdi moi nhom va hinh
thai xa hoi. Nguyén ly nay c6 thé gitip cac ca nhan va to chic
dat dugc nhiéu két qua hon nhiéu véi lugng cong sic it hon
nhiéu. Nguyén 1y 80/20 c6 thé lam cho con ngudi ta hiéu qua
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hon va hanh phuc hon. N6 co thé nhan lén géip boi mic do
1gi nhuan cda cac cong ty va tinh hiéu qua cda bat cd to chic
nao. Tham chi n6é con dong mot vai tro quan yéu trong viéc
nang cao chat luong va so luong nhing dich vu cong ich trong
khi cat gidm chi phi. Cuén sach nay, cong trinh dau tién ban
vé Nguyén ly 80/20,2 dugc viét ra tt mot niém xac tin chay
bong, da dugc kiém nghiém va thuc ching qua kinh nghiém
kinh doanh va ca nhan, rdng nguyén ly nay la mot trong
nhing phuong cach tot nhat dé gidi quyét va vuot qua dugc
nhitng ap lyc cda cudc séng hién dai.

Nguyen ly 80/20 la gi?

Nguyén ly 80/20 khéng dinh rang mot thiéu s6 nguyén
nhan, “nguyén litu dau vao”, hodc cong stc thuong dan dén
mot da s6 nhimg két qua, “sdn phadm dau ra”, hoac nhiing
thanh qua. Hiéu theo nghia den, diéu nay c6 nghia 14, chéng
han, 80% nhtng gi cac ban dat dugc trong cong viéc cia minh
1a két qud cda 20% luwong thoi gian cac ban da bd ra. Nhu vay,
c6 thé noi 4/5 nhitng n6 lyc ma cac ban da bd ra - chiém mot
ty 1é rat 1én - déu chd yéu la khong dem lai hiéu qua mong
doi. Thuc té nay trai ngugc voi nhitng gi ngudi ta thuong nghi.

Nhu vay Nguyén 1y 80/20 khang dinh ring tu trong noi tai
quan hé gitta nguyén nhan va két qud, “nguyén litu dau vao”
va “san pham dau ra”, va gitta cong sttc va thanh qud thu
duoc da c6 mot tinh trang mat can do6i. Mot chuan mic rat ro
cho tinh trang mat can doi nay c6 thé thady qua quan hé 80/
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20: cong thic dién hinh sé cho thay rang 80% nhing “sin
pham dau ra” két tyu t@ 20% nhing “nguyén liéu dau vao”;
rang 80% cac két qua xuat phat tt 20% cac nguyén nhan; hodc
rang 80% nhitng thanh qud c6 dugc t 20% cong stic da dau
tu. Hinh 1 minh hoa cho méi quan hé nay.

Trong kinh doanh, nhiéu vi du minh hoa cho Nguyén ly 80/
20 da duoc kiém ching. 20% cac san pham thuong chiém 80%
doanh s6 tinh theo dd-la My; va 20% cac khach hang ciing c6
mot tam quan trong tuong tir. 20% cac san phé{m hoac khach
hang thuong chiém khodng 80% loi nhuan ctia don vi.

Trong xa hoi, 20% cac t6i pham chiém 80% gia tri ctia tat ca
cac toi pham. 20% nguoi lai xe gay ra 80% sb tai nan. 20% s6
nguoi két hon cau thanh 80% s ngudi ly di (nhiing ké ¢ tai
hoén rdi lai ly di da lam méo léch cac con sb thong ké, gay ra
mot cdm giac bi quan sai léch vé mic do chung thdy trong
hon nhan). 20% cac hoc sinh sinh vién nam gitt 80% nhing
bang cap, chimg chi dugc phat ra.

Trong cudc song gia dinh, 20% nhtng tam thdm trai trong
nha thuong xuyén c6 nhiing budc chan giam 1én. 20% s6 quan
ao dugc dem ra mac trong 80% luong thoi gian. Va néu cac
ban c6 gan mot chudng bao trom, 80% nhitng vu bao trom
nham 1a do 20% nhiing nguyén nhan kha hitu.

bong co dot trong la mot minh hoa tuyét voi cho Nguyén ly
80/20. 80% luwong nang lwong bi bé phi trong qua trinh dot
nhién liéu va chi c6 20% 1a dugc chuyén thanh nang luong day
cho banh xe chay; s6 20% “nguyén liéu dau vao” nay tao ra
100% “sdn pham dau ra”?



“Nguyén lieu dau vao” “San pham dau ra”
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Hinh 1: Nguyén ly 80/20
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Khdm phd cua Pareto: thiéu can doi, mét tinh trang
xdy ra mot cdach co hé thong va cé the dodn truoc
duoc

Co s nén tang cia Nguyén 1y 80/20 duoc Vilfredo Pareto
(1848-1923) - nha kinh té hoc nguoi Y - kham pha ra nam
1897, cach day dung 100 nam. Kham pha cda ong cho dén
nay da c6 nhiéu tén goi khac nhau, nhu Nguyén ly Pareto
(Pareto Principle), Dinh luat Pareto (Pareto Law), Qui tac 80/20
(80/20 Rule), Nguyén ly thiéu cong (Principle of Least Effort),
va Nguyén 1y bat can bang (Principle of Imbalance); trong bo
sach nay ching ta sé thong nhat goi 1a Nguyén ly 80/20. Qua
cd mot qua trinh dnh huéng ngam ngam doi voi nhiéu nguoi
thanh dat quan trong, nhat 1a nhitng ngudi lam kinh doanh,
nhiing nguoi say mé may tinh, va nhiing k¥ su phu trach vé
chat luong, Nguyén 1y 80/20 da gép phan tac dong dén thé
gi6i hién dai. Tuy nhién, n6 hay con la mot trong nhiing bi an
16n nhat trong thdi dai ching ta - va ngay cd mot so it ngudi
biét va stt dung Nguyén ly 80/20 cting chi khai thac duogc mot
phan nhd nhoi sitc manh cda no.

Nhu vay Vildredo Pareto da kham pha ra cai gi? Ong da
tinh c6 nghién citu nhitng quy luat vé cda cai va thu nhap &
nuéc Anh thé ky XIX. Ong nhan thay rang, theo mau nghién
ciu ctia 6ng, hau hét lwong thu nhap va cda cai vé tay mot
nhém ngudi thiéu s6. C6 1é chuyén nay ciing khong c6 gi dang
ngac nhién cho lam. Nhung 6ng ciing kham pha ra hai diéu
khac ma éng cho 1a rat c6 y nghia. Mot 1, c6 mot moi quan
hé nhat quan, c6 tinh toan hoc gitta ty 1é nguoi (lwgng phan
tram trong tong s6 doi tuwong nghién ciu dang xét) va luong
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thu nhdp hodac cda cai ma nhom nay dugc hudng.* Noi don
gidn hon, néu 20% cda nhém dobi tugng nghién citu hudng 80%
luong cda cai,’ thi cac ban c6 thé doan chac rang 10% sé
hudng, chéng han nhu, 65% lugng cida cai, va 5% sé hudng
50%. Piém mau chot khong phai ¢ chd cac con s6 phan tram,
ma 1a & chd viéc phan bd cda cai trong mot nhom doi twong
co thé tién dodn la khong cdn doi.

Kham pha th& hai cda Pareto, mot kham pha that sy lam
ong phan khich, 1a quy luat bat can déi nay lap di lap lai mot
cach 6n dinh bat ci khi nao ong xem xét nhing d@ liéu lién
quan dén nhing giai doan lich st khac nhau hodc nhiing
qudc gia khac nhau. Du nghién citu nudc Anh trong nhing
giai doan dau, hoac bat ¢ d& liéu nao c6 thé c6 dugc veé
nhitng nudc khac trong thdi dai cia 6ng hoac trudc do, ong
déu thay c6 mot quy luat chung lap di lap lai, nhiéu lan, véi
mot su chinh xac toan hoc.

bay la mot sy trung hgp la ky, hay 1a mot diéu gl do co mot
tam quan trong 16n lao doi véi kinh té hoc va xa hoi? Quy luat
nay c6 con dung khong néu ap dung vao nhing tap hop dit
liéu c6 lien quan dén nhitng van dé khac ngoai ctia cai hoac
thu nhap? Pareto la mot nha cach tan dai tai, vi trudc ong ta
chua c6 ai ting xem xét hai tap hgp dit liéu co6 lién quan véi
nhau - trong truong hop nay 1a so sanh phan phdi thu nhap
hodc cda cai voi s6 ngudi c6 thu nhap hoac chid sé hitu tai san
- va so sanh ty 1é phan tram gitta hai tap hgp dit litu nay.
(Ngay nay phuwong phap nay da trd nén binh thuong, va da
dan dén nhitng budc nhay vot 16n trong cac hoat dong doanh
thwong va kinh té.)
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Mic du Pareto da nhan thay tam quan trong va pham vi ap
dung rong 16n cda kham pha cda 6ng nhung, that dang tiéc,
ong lai rat kém trong viéc gidi thich né. Sau d6 ong tiép tuc
dua ra hang loat nhitng ly thuyét xa hoi hoc ky thu nhung lan
man, chang dau vao dau, tap trung vao vai tro cda bo phan
tinh hoa cda xa hoi, dé roi cudi doi 6ng, nhitng tu tudng ay
da bi nhing tén phat xit theo phe Mussolini lam dung va bop
méo. Y nghia cda Nguyén ly 80/20 da bi “trum mén” cad mot
thé hé. Trong khi mot vai nha kinh té hoc, dac biét 1a & Hoa
Ky,® da nhan thdy tam quan trong cda n6é nhung mai dén sau
Chién tranh Thé gi6i Thit hai méi c6 hai nguoi di tién phong
cung Iuc nhung hoan toan khac nhau bat dau tao ra dugc
nhitng dgt séng gay chu y du luan véi Nguyén ly 80/20.

1949: Nguyén ly Thiéu Céng cia Zipf

Mot trong nhitng ngudi di tién phong la giao sw nglt van day
0 Dai hoc Harvard, George K. Zipf. Nam 1949, gido su Zipf
kham phé ra “Nguyén ly thiéu cong” von that ra la mot tai
kham pha va cu thé héa nguyén 1y cta Pareto. Nguyén ly cda
Pareto phat biéu rang nguf)n Iuc (con ngudi, hang hoéa, thoi
gian, k¥ nang, hodc bat ct thit gi khac c6 kha nang sin sinh
thém gia tri moi) thuong c6 khuynh huéng tu sap xép chinh
minh dé giam thiéu cong viéc, dé roi ching 20-30% cda bat ci
nguodn luc nao chiém 70-80% hoat dong lién quan dén ngudn
luc ay.’

Gi4o su Zipf st dung nhitng con sb thong ké vé dan sd, sach
v@, tu liéu nglt van, va nhitng hanh vi ca nhan dé chi ra su lap
di 1ap lai rat on dinh cta quy luat bat can doi ay. Ching han,
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ong phan tich tat cd nhitng t6 hon thu dugc cap bdi chinh
quyén Philadelphia trong nam 1931 & mot khu vuc gom 20
day nha, qua dé cho thay rang 70% nhtng vu két hon la gitta
nhitng nguoi song trong vong 30% ctia khodng cach.

Rat tinh c0, Zipf cling cung cap duoc nhitng gidi thich khoa
hoc cho mot ban lam viéc bita bon bang cach “bao chita” cho
sy btra bon ay voi mot quy luat khac: tan suat st dung dem
nhing thtt thudng xuyén dugc st dung lai gan véi chung ta.
Nhtng thu ky thong minh t 1au da biét khong nén sap xép
qua dau vao didy doéi véi nhing tai lieu, gidy td thuong can
tham khao.

1951: Quy ludt vé so it quan yéu ciia Juran va su
hung phadt cua Nhat Ban

Mot nhan vat tién phong khac cda Nguyén ly 80/20 la mot
ngudi dugc xem la-to-suw vé chat lugng, ky su Joseph Juran
(sinh nam 1904), mot nguci My g6c Ru-ma-ni, mot nhan vat
quan trong dimg sau cudc Cach mang Chat lugng trong giai
doan 1950-1990. Ong da lam cho cai ma ong goi la “Nguyén
ly Pareto” hodc “Quy luat vé so it quan yéu” (Rule of the Vital
Few) hau nhu dong nghia v6i cudc di tim chat lugng cao cho
san pham.

Nam 1924, Juran vao lam viéc & Western Electric, b0 phan
ché tao san xuat cia Bell Telephone System, khéi dau sy nghiép
la mo6t ky su trong mot cong ty va vé sau da thanh danh nhu
14 mot trong nhing chuyén gia tw van vé chat luong hang dau
cda thé gidi.
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Y tuéng tuyét voi clda ong la st dung Nguyén ly 80,20,
cung v6i nhitng phuong phap théng ké khac, dé tim va khac
phuc nhtng 16i chat lugng va cdi thién do tin cay va gia tri cda
cac hang hoa cong nghiép va tiéu dung. S0 tay kiém sodt chat
luong, tic pham c6 tinh m& duong cda Juran, dugc xuat ban
lan dau tién vao nam 1951 va da tan duong Nguyén 1y 80/
20 bang nhiing 16i 1é rat hao phoéng:

Nha kinh té hoc Pareto dd phdt hién ra rdng cia cdi
cling duoc phdn phoi mét cdch thién léch [nhu nhiing
quan sdt cua Juran vé mdt ton that chdat luong]. Ta
co thé tim thdy nhitng truong hop tuong ty - su
phdn bé téi pham gitta nhitng téi nhdn, sw phdn bo
tai nan gitta nhitng qui trinh tiem dn nguy co, v.v...
Nguyén ly cuia Pareto vé sy phdn bo khong dong déu
dp dung cho su phdn bé cua cdi va cho sy phdn bo
ton that chat luong.’

Khong c6 nha cong nghiép tai to mat 16n nao § My quan
tam dén nhiing 1y thuyét cda Juran. Nam 1953 6ng duoc mdi
dén Nhat Ban dé thuyét gidng, va da dugc nhiéu ngudi don
nhan y tudng cda ong. Ong da & lai lam viéc v6i may tap doan
cda Nhat, 1am bién chuyén gia tri va chat lugng nhitng hang
héa tiéu dung cda ho. Mai cho dén khi méi de doa cda ngudi
Nhat déi véi nén cong nghiép Hoa Ky da hién hién, thoi gian
sau nam 1970, thi & phuong Tay ngudi ta mdi xem trong
Juran. Ong vé nudc dé lam cho nén cong nghiép Hoa Ky nhing
gl 6ng da lam cho ngwoi Nhat. Nguyén ly 80/20 chinh la linh
hon cda cudc cach mang chat luong toan cau.



Cdc thdp nién 1960-1990: nhitng tién bé tir viéc dp
dung Nguyén ly 80/20

IBM 1a mot trong nhing tap doan dau tién va thanh cong
nhat da phat hién va dua vao ap dung Nguyén ly 80/20, mot
diéu giup gidi thich tai sao hau hét cac chuyén gia hé thong
may tinh dwgc dao tao ¢ hai thap nién 1960 va 1970 déu biét
dén y tudng nay.

Nam 1963, IBM phat hién ra rang ching 80% thdi gian cuia
mot may tinh dugc danh dé thyc hién ching 20% ma diéu
hanh. Cong ty ngay lap tic viét lai phan mém diéu hanh dé
20% ma diéu hanh st dung thwong xuyén nhat ay dé tiép can
va than thién véi nguoi st dung nhat, qua d6 lam cho nhing
chiéc may tinh IBM tré nén hiéu qua hon va nhanh hon nhitng
chiéc may tinh cda cac cong ty doi thd canh tranh trong da
sO nhitng chuong trinh ng dung.

Nhitng tap doan ché tao may tinh ca nhan (PC) va viét phan
mém st dung cho chiing & thé hé ké tiép, nhu Apple, Lotus,
va Microsoft, con s6t sdng hon trong viéc ap dung Nguyén 1y
80/20 dé lam cho nhitng chiéc may tinh cda minh ré hon va
dé st dung hon cho mot 16p ngudi st dung mdi, trong do co
nhtng nguoi “dot may tinh” hién dugc ca ngoi, o bé ma trudce
day nhac thay chiéc may chi dam “kinh nhi vién chi”.

Ké thdng gom tat

Sau Pareto mot thé ky, y nghia ctia Nguyén 1y 80/20 lai hoi
sinh trong nhitng tranh luan gan day vé muitc thu nhap cao
ngat troi va luén tang cao cda nhing siéu sao va nhitng ca
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nhan rat thifu s6 dau nganh & ngay méot nhiéu cac nganh
nghé. Dao dién phim Steven Spielberg kiém dugc 165 triéu
do-la trong nam 1994. Joseph Jamial, luat su to tung dugc
trd thu lao hau hi nhat, 90 triéu do-la. Lé duong nhién,
nhing dao dién phim hay luat su thuong thuong bac trung
chi c6 dugec mot mikc thu nhap bé téo teo so vdi nhitng mon
tién cd do.

Thé ky XX da c6 nhitng nd luc to 16én nhdm can bang cac
muc thu nhap, nhung tinh trang bat dong déu vira méi duoc
san phang chd nay lai ¢ néi l1én ché khac. G Hoa Ky, ti
1973 dén 1995, thu nhap thuc trung binh tang 36%, nhung
con s6 tuong Wng ctia cac cong nhan khong c6 mot chic vu
qudn 1y gi lai gidm 14%. Trong thap nién 1980, tat ca cda cai
da vé tay 20% nhtng ngudi thu nhap cao nhat, va 64% cua
tong muc tang - mot diéu khong thé khong dé v - lai vao tay
1% nhitng ngudi thu nhap cao nhat. Quyén sd hitu cac co
phan & Hoa Ky ciing tap trung chu yéu trong mot thiéu so
cac ho gia dinh: 5% s6 ho gia dinh Hoa Ky sé hitu ching 75%
gia tri trong nganh hang tiéu dung. Chung ta cing c6 thé
thdy mot tac dong tuong tu trong vai tro cia dong do-la:
ching 50% cac giao dich thuong mai cia thé gidi dugc tinh
bang do-la, vuot xa con sé 13% la ty 1é xuat khau Hoa Ky so
voi thé gidi. Va, trong khi ty 1é cda dong do-la so voi miic du
trit ngoai héi 1a 64%, ty suat cda GDP Hoa Ky v6i tong sadn
lugng toan cau cing chi vira qua 20%. Nguyén ly 80/20 lic
nao cing ty khang dinh gia tri cda minh, trit phi con nguoi
c6 nhitng nd luc 16n, tu giac, va nhat quan, duy tri qua mot
thoi gian dai dé phd dinh no.



Tai sao Nguyén ly 80/20
lai quan trong deén the

Ly do lam cho Nguyén ly 80/20 c6 gia tri dén thé 1a do no
di ngudc lai v6i nhitng gi chi cdm nhan bang truc giac. Chung
ta thuong ct hay nghi rang tat cd cac nguyén nhan sé dan
dén nhitng két qua v6i mot tam quan trong gan nhu nhau.
Rang tat c3d cac khach hang déu cé gia tri nhu nhau. Rang
mbi doanh nghiép, méi sdn pham, va mdi dong tién kiém
duoc ti 1oi nhuan doanh s6 déu cé giad tri ngang nhau. Rang,
v0i chung ta, tat cd cac nhan vién déu c6 gia tri gan nhu nhau.
Rang tat ca cac cau héi va cu dién thoai déu can duoc doi xi
nhu nhau. Rang truong dai hoc nao ciing tot nhu truong dai
hoc nao. Rang tat cd moi van dé déu c6 mot s lugng 16n
nhitng nguyén nhan, do vay khéng dang phai khu biét riéng
mot sd nguyén nhan quan yéu. Rang tat cad moi co hoi déu
c6 gid tri gan nhu nhau, do vay chung ta déu xt ly chung
nhu nhau.

Chung ta c6 khuynh huéng cho rang 50% cac nguyén nhan
hodc tac dong dau vao tao ra 50% két qua hoac san pham dau
ra. Duong nhu c6 mot tu twdng tw nhién, hau nhu dan chd, cho
rang nguyén nhan va két qua no6i chung can bang nhau. Nhung
4o tudng vé quan hé 50/50 nay la méot trong nhing diéu sai
lac nhat, c6 hai nhat, dong thoi 1a nép nghi tham can c6 dé
nhat, trong ban do tu duy cda chung ta. Nguyén ly 80/20
khang dinh rang khi hai tap hop dit liéy, lién quan dén nguyén
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nhan va két qua, c6 thé dugc xem xét va phan tich thi két qua
kha hitu nhat 1a sé c6 mot moé hinh, quy luat chung vé sw mat
can bang. Sy mat can bang ay c6 thé 1a 65/35, 70/30, 75/25,
80/20, 95/5, hoac 99,1/0,1, hay bat cd moét ty 1é nao nam
trong khodng ay. Tuy nhién, téng hai con s6 dugc dem ra so
sanh khong nhat thiét phai 1a 100 (xem trang 43).

Nguyén 1y 80/20 cing khang dinh ring khi ching ta biét
moi quan hé that sy thi thuong ching ta lay lam ngac nhién
trudc tinh trang mat can bang gitta hai bén. Du muitc chénh
léch 1a gi thi thong thuwong sw mat can bang ay cling vugt ra
khéi nhitng wéc dinh cda ching ta trude do. Cac nha quan ly
c6 thé da ngd ngo thay rang mot sé khach hang va mot s san
pham c6 kha nang sinh loi nhuan cao hon nhitng khach hang
va sdn pham khac, nhung khi da dugc chitng minh cho thay
mitc do khac biét thi ho thuong lay lam rat ngac nhién va c6
khi ngo ngan trudc két qua ay. Cac gido vién c6 thé da biét
rang da s6 nhing van dé vi pham ky luat hodc hau hét cac
vu tron hoc déu xuat phat tt mot thiéu sé cac hoc sinh, nhung
néu phan tich so sach ghi chép lai cac vu viéc ay thi su khac
biét gitta hai con s c¢6 1& sé 16n hon mic ngudi ta van hing
tudng. C6 thé ching ta ciing thdy dugc rang mot phan quy
thoi gian ctia chung ta cé gia tri hon phan con lai, nhung néu
ching ta do luong hai phan thoi gian dau tu va két qua thu
dugc thi sy khac biét gitta cac con sO cling sé lam cho chung
ta sting so.

Tai sao ban lai phdi quan tam dén Nguyén ly 80/20? Cho
du ban c6 nhan ra hay khong thi nguyén ly nay van ap dung
véi cudc doi cia ban, cho gidi xa hoi cia ban, va cho noi lam
viéc cda ban. Hiéu dugc Nguyén ly 80/20 sé cho phép ban c6
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dugc nhitng cai nhin sau sac vé nhiing gi dang that su dién
ra trong thé gi6i chung quanh ching ta.

Thong diép chd dao cda cudn sach nay 13, cudc séng thuong
nhat cda chung ta c¢6 thé duoc cai thién rat nhiéu bang cach
st dung Nguyén ly 80/20. Mbi ca nhan c6 thé hiéu quad hon
va hanh phuc hon. M6i don vi mong muon c6 1gi nhuan co thé
kiém dugc nhiéu 1oi nhuan hon. Méi t6 chic phi lgi nhuan
cing c6 thé c6 duwoc nhing két qua httu ich hon. Méi chinh
pht déu c6 thé ddm bado rang méi cong dan cda minh déu
duwoc huwéng nhiéu quyén loi hon khi c¢6 chinh phd ay cai
quan. Tung nguoi va tiung to chiic déu co thé dat dugc nhiéu
diéu hon - tat cd déu c6 gia tri, va né tranh nhitng gia tri tiéu
cuc, véi it cong st hon, it chi phi hon, va it von dau tu hon.

Tam diém cta nhitng tién bo ay la mot quy trinh thay thé.
Nhitng nguon luc c6 tac dong yéu trong bat cit cong dung nao
déu khong nén si dung, hoac chi st dung dé dat. Nhing
nguon luc c6 tadc dong manh mé phdi dugc st dung cang
nhiéu cang tot. Mot cach ly tuwéng, mdi ngudn luc phai duoc
sit dung vao nhitng ché cé thé phat huy va dem lai gia tri cao
nhat. § bat ky chd nao co6 thé, nhitng ngudn luc yéu kém can
dugc boi dudng va phat trién dé ching c6 thé bat chude hanh
vi cda nhitng nguon lyc hiéu qua hon.

San xuat kinh doanh va thi truong da st dung qui trinh
nay, va da thu dugc nhitng tac dung I6n lao, t& hang tram
nam nay. Nha kinh té hoc nguoi Phap J-B Say, ngudi da tao
ra t entrepreneur (nha doanh nghiép) vao khoang nam 1800,
da néi rang “nha doanh nghiép chuyén van nguoén lyc kinh té
ra khoi khu vue ¢6 nang suat thap dé budc 1én mot khu vuc
c6 nang suat va san luong cao”. Nhung mot v nghia thu vi cda
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Nguyén 1y 80/20 13, cac doanh nghiép va thi truong van con
phai vugt qua mot khoang cach bao xa nita méi dua ra dugc
nhitng giai phap toi wu. Vi duy, Nguyén ly 80/20 khazlng dinh
rang 20% san phé{m, hoac khach hang, hoac nhan vién, méi
that sy tao ra 80% lgi nhuan. Néu diéu nay la dung - va
nhi*tng nghién ciu thuong khéng dinh nhtng ty 1é bat tuong
xitng nhu thé qua c6 ton tai - thi con lau hién tinh ay méi dat
dén muc c6 hiéu qua hoac toi wu. Piéu c6 ¥ nghia & day la 80%
cac sadn pham, hoac khach hang, hoac nhan vién, chi déng
gop 20% loi nhuan. La dang c6 mot sy lang phi 16n. La nhiing
nguodn lyc manh mé nhat cda coéng ty dang bi niu lai bdi mot
da so nhtng nguodn lyc kém hiéu qud hon rat nhiéu. La loi
nhuan c6 thé duoc nhan 1én néu nhiéu hon nhitng san pham
t6t nhat c6 thé dugc dem ban ra, nhitng nhan vién “xin” nhat
duoc tuyén dung, hoac nhtng khach hang “ngon” dugc thu
huit (hodc dugc thuyét phuc hdy mua thém nhiéu hang nita
cda cong ty).

Trong truong hop nay ngudi ta co thé dat mot cau hdi rat
xac dang: tai sao lai tiép tuc lam ra m¢é san pham chiém 80%
ma chi dem vé 20% loi nhuan kia? Cac cong ty it khi dat ra cau
héi nay, bdi vi trd 10i cau hoi ay sé c6 nghia 1a phai hanh dong
mot cach quyét liét: ngung lam 4/5 nhting gi ban dang lam
khong phdi 1a mot thay déi nhé nhit.

biéu J-B Say goi la cong viéc cua nhitng nha doanh nghiép
thi nhitng nha tai chinh hién dai goi la “nghiép vu ac-bit”
(kinh doanh chénh léch ty gid). Thi truong tai chinh qudc té
rat nhanh nhay trong viéc diéu chinh nhtng hién tugng bat
thuong trong viéc dinh gia tri, chdng han gita cac ty gia hoi
doai. Nhung cac t6 chitc doanh thwong va cac ca nhan noi
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chung thuong rat kém veé nghiép vu ac-bit hoac nghé thuat
lam nha doanh nghiép, trong viéc chuyén dich nguodn luc t
ché ching c6 gia tri kém dén chd chung c6 thé dem lai nhiing
két qua tot, hodc trong viéc cat b nhing nguon luc gia tri
thdp va mua vao nhtng nguodn luc cé gia tri cao hon. Trong
hau hét cac truong hgp, ching ta khong nhan ra mitc do ma
mot s6 ngudn luc, du chi 1a mot thiéu s6 nhd, lai c6 mot nang
suat siéu cao - cai ma Joseph Juran goi la “so it quan yéu” -
trong khi nhitng cai da s6 - “s6 nhiéu tao lao” - lai dem lai rat
it nang suat hodc c6 thé gay ra nhiing tac dong tiéu cuc. Néu
ching ta quad c6 nhan ra sy khac biét gitta “sd it quan yéu”
va “sd nhiéu tao lao” trong tat ca cac binh dién ctia doi song
chung ta, va néu chung ta co lam mot cai gi dé trude hién
tuong ay thi chiing ta c6 thé nhan rong nhitng gi ching ta
xem la quan trong lén mot gia tri gép boi.

Nguyen ly 80/20
va thuyét hon don

Ly thuyét xac suat cho ta biét rang hau nhu khong thé c6
chuyén tat cd cac ung dung cda Nguyén ly 80/20 déu xay
ra mot cach ngau nhién, do mot thoang co may nao do.
Chung ta chi c6 thé gidi thich nguyén ly nay khi tim duwoc
nhitng tang v nghia hodc nguyén nhan sau xa hon con nam
an khuat bén dudi.

Ban than Pareto cling da ting vat 1on véi van dé nay, ong
luoén cé ap dung modt phuong phap luan nhat quan cho viéc
nghién ctu xa hoi. Ong da suc sao dé tim cho ra “nhing ly
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thuyét c6 thé vé nén dugc bic tranh cda nhitng két qua tw
kinh nghiém hodc quan sat”, nhitmg mau hinh lap di lap lai,
nhitng quy luat xa hoi, hoac nhiing “df)ng dang” co thé giai
thich dugc hanh vi cda ca nhan va xa hoi.

Céach lam c6 tinh xa hoi hoc cia Pareto khong tim ra dugc
mot chia khoa c6 sttc thuyét phuc. Ong qua doi da lau thi
thuyét hén don - von c6 nhiéu tuong dong rat 16n voi Nguyén
ly 80/20 va gép phan giadi thich Nguyén 1y nay - méi ra doi.

Trong ba muoi ndm cudi cda thé ky XX da dién ra mot cudc
cach mang vé tu duy cta cac nha khoa hoc vé vii tru, lJam dao
16n nhing tri thite thong linh ca 350 nam trudc do. Tu tudng
da timg thong linh dy 1a nhitng tu tuéng duwa trén may moc
va c6 tinh duy ly, tv than da 1a mot budc tién vi dai so voi
nhitng quan diém huyén bi va tiy tién vé thé giéi ma ngudi
ta da tung tin trong thoi Trung CO6. Quan diém co hoc da
chuyén Thuong dé tv mot thé Iyc khong thé hiéu néi va that
thuong thanh mot ky suw ché tao dong ho than thién véi ngudi
st dung hon.

Quan diém ay vé thé gi6i cda con nguoi & thé ky XVII, va
van con rat pho bién trong xa hoi ngay nay, ngoai trit trong
nhitng tang 16p khoa hoc da tién bo, that dé chiu va hitu ich
vO cung. Tat cd cac hién tugng déu dugc gidn luoc quy vé

nhing mo6i quan hé “cé quy tac”, c6 thé doan trudc, tuyén
tinh. Vi du, ataora b, b tao ra ¢, va a + c thi tao ra d. Mot
thé gi6i quan nhu thé cho phép bat cit thanh phan ca nhan
nao cuda vi tru - sy van hanh cda trai tim con ngudi chéng
han, hoac cuda bat ci thi truong riéng ré nao - co thé dugc
phan tich riéng biét, béi vi tong thé 1a tong cong clia cac thanh
phan va nguoc lai.
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Nhung trong ntta sau cda thé ky XX thi duong nhu sé ding
hon nhiéu néu nhin thé giéi nhu mot sinh vat dang van dong,
tién hoa trong do toan bo hé théng 16n hon téng cac thanh
phan, va trong d6 quan hé gitta cac thanh phan 1a phi tuyén
tinh. Nguyén nhan khong dé xac dinh ngay, c¢6 nhitng quan
hé lién lap phuc tap gilta cac nguyén nhan, va ranh giGi phan
dinh nguyén nhan va két qua c6 thé md nhat, khong ré. Van
dé véi 16i tu duy mot chiéu la khong phai lic nao né ciing
dung dugc, nhiéu khi chi 1a mét sy don gidn héa qua muc
thuc té. Can bang la chuyén vién 40, mong manh. Vi tru nay
von rat khap khiéng, trong tranh.

Tuy nhién, thuyét hén don, mac du tén goi la thé, khong noi
rang moi thit chi 1a mét mé hé 16n khong thé hiéu noi va vo
vong. Dung hon 13, c6 mot 16-gich noi tai 4n minh dudi mot
vé ngoai mat trat ty, mot tinh chat phi tuyén tinh khd dodn
- diéu ma nha kinh té hoc Paul Krugman da goi la “chinh xac”
dén “ky quai”, “dang sg”, va “khiép dam”.° Lo-gich Ay thi
nhan biét dé hon 1a md ta, va khoéng hoan toan khac biét vai
su lap di lap lai cia mot chd dé trong mot nhac pham. Mot s6
quy luat dac thu van thuong lap di lap lai, nhung voi mot vé
muéon hinh van trang vo cung va khon luong.

Thuyét hén doén va Nguyén ly 80/20 soi sdng minh
chung cho nhau

Thuyét hén don va nhitng khai niém khoa hoc httu quan c6
lién hé nhu thé nao véi Nguyén ly 80/20? Mac du xem ra chua
c6 ai khac xac 1ap méi lién hé nay nhung to6i nghi cau tra 16i
la: rat nhiéu.
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» Nguyén ly khong cdn bdng

Soi chi chung gitta thuyét hén don va Nguyén ly 80/20 1a
van dé cdn bdng - hodc, noi cho chinh xac 1a, tinh trang
khong cdn bang. Ca thuyét hén don 1an Nguyén 1y 80/20 déu
khdng dinh (v6i rat nhiéu co sé thuc ching) rang vi tru nay
1a khong can bang. Ca hai déu cho rang thé gidi nay khong
hoat dong theo tuyén tinh; nguyén nhan va két qua it khi c6
mot moi lién hé can bang. Ca hai déu nhan manh dén nguyén
Iy ty té chitc: mot s6 dong luc Iuc nao cling manh hon nhiing
dong luc khac va sé c6 chiém phan chia nguon luc 16n hon
phan theo 1& cong bang. Thuyét hon don, dua vao mot s6 nhiing
su kién da xdy ra trong lich st, gop phan giai thich tai sao c6
sy mat can bang nay va tinh trang ay dién ra nhu thé nao.

» Vii tru khong vdn dong theo mét duong thﬁng duot
Nguyén 1y 80/20, ciing nhu thuyét hon don, duoc dua trén
y twdng phi tuyén tinh. Rat nhiéu nhitng diéu da xdy ra khong
c6 moOt tam quan trong va cé thé bd qua. Tuy nhién, lic nao
cling c6 mot s6 dong luc c6 mot tam anh hwdng vugt han trén
s6 luong cda chung. Day la nhitng dong luc phdi dugc xac
dinh va dé y. Néu d6 1a nhing doéng luc c6 gia tri tich cuc,
ching ta phadi nhan ching l1én. Néu d6 la nhing dong luc
ching ta khong thich, ching ta can phai suy nghi can than dé
tim cach vo hiéu hoa chung. Nguyén ly 80/20 cung cap mot
phép thtt thuc ching rat hiéu nghiém vé tinh phi tuyén tinh
trong bat cit hé théng nao: ching ta c6 thé dat cau héi, co
phdi 20% nguyén nhan dan dén 80% két qua? Co6 phai 80% bat
ctt hién tugng nao déu chi co lién hé véi 20% cda hién tugng
hitu quan? Pay la mot phuwong phap hitu ich dé lam 16 ra tinh
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phi tuyén tinh, nhung né con hitu ich hon béi vi né huéng ta
dén viéc xac dinh nhtng dong luc manh mé khac thuong
dang hoat dong.

» Niit vong phdn hoi bop méo va xdo trén su cdn bdng
Nguyén ly 80/20 ciing nhat quan vdi, va c6 thé duoc gidi
thich nhd quy vé, nhitng cai nut vong phan hoi duoc xac dinh
bdi thuyét hon don, theo d6 nhitng dnh hudng nhé ban dau
c6 thé duwoc nhan 1én gap nhiéu lan va sinh ra nhing két qua
rat kho luwong tinh trudc, mac du khi “hau xét” thi c6 thé giai
thich dugc. Khi khong c6 nhiing mit vong phan hoi, ty 1é phan
bo ty nhién cda cac hién tuong 1la 50/50 - nhing nguyén
nhan dau vao véi mot tan suat da cho sé dan dén nhing két
qué tuong xing. Chi vi cac nit vong phan hoi tich cyc va tiéu
cyc ma nguyén nhan gay ra nhiing két qua bat tuong xing.
Tuy nhién, xem ra ciing dung khi no6i cac nut vong phan hoi
manh mé chi tac dong dén mot thifu s6 nhdé nhing nguyén
nhan dau vao. Diéu nay giip giai thich tai sao nhitng nguyén
nhan dau vao thiéu s6 ay c6 thé dnh hudng nhiéu dén thé.
Ching ta c6 thé thay cac nit phdn hoi van hanh trong
nhiéu linh vuc, gidi thich tai sao thong thuong ching ta rot
cudc co6 duge quan hé 80/20 thay vi 50/50 gitta nhitng nhom
doi tuong khac nhau. Vi duy, ké giau thi c giau lén, khong
phai chi (hay chd yéu) 1a vi ho ¢6 nang lyc vugt troi gi, ma la
vi cia ci dé ra cda. MOt hién tugng twong ty cling xay ra vdéi
nhitng chd ca vang trong ao. Cho du ban dau tha ca ban chi
c6 nhitng con ca kich ¢d xap xi nhau thi nhitng con 16n hon
mot ty sau nay sé 16n hon rat nhiéu, béi vi, cho du chi c6 mot
thuan loi ban dau chi hoi cach biét vé kich c@, ching da c6 thé
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danh va nuét dugc nhing lugng thic an vuot troi hon nhitng
con kia.

» Nguong chuyén doi

Lién quan dén y twéng mit vong phan hoi la khai niém
ngudng chuyén doi. Pén mot ngudng nao do, mot dong luc
méi - d6 6 thé 1a mot sdn phadm mdi, mot can bénh, hay mot
nhom nhac rock mdi, hay mot thoi quen xa hoi méi nhu di bo
tap thé duc hoac trugt van det - sé thay kho c6 thé phat trién
hon duge ntta. Mac du rat ¢d céng nhung két qua chang thu
duoc gi. § ngudng nay nhiéu ké hao hing tién phong sé bé
cudc. Nhung néu dong luc méi ay van kién tri va c6 thé vugt
qua mot duong muic vé hinh nao dé thi chi can mot chut nd
luc thém ntta thoi sé gat hai duoc nhitng két qua hét suc to
16n. Puong mitc vo hinh nay chinh 1a nguéng chuyén doi ay.

Khai niém nay xuat phat ti nhitng nguyén ly trong 1y thuyét
dich té. Ngudng chuyén doi 1a “diém ¢ d6 mot hién tugng binh
thuong va on dinh - dot bot phat cim khéng c6 gi nghiém
trong - c6 thé bién thanh mot cudc khing hodng y té trong
mot cong dong”,'* do s6 ngudi da nhiém bénh va nhitng nguoi
nay, do vay, c6 thé lay sang nguoi khac. Va do hanh vi cda
nhtng dot dich bénh khong di theo tuyén tinh va khong dién
ra nhu ching ta nghi, “nhiing thay doi nhd - chéng han nhu
dua s6 nhiém bénh méi xudng con 30.000 ti con sé 40.000
- ¢6 thé c6 nhitng tac dong to l6n.. Tat cd déu tuy thudc
chuyén cac thay doi xay ra khi nao va nhu thé nao”.!

» Trdu chdm uéng nudc duc

Thuyét hén don ing ho quan diém “lé thuoc nhay cdm vao
nhitng diéu kién dau tién”'2 - theo do, nhiing gi xay ra trudc
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hét, ngay ca nhitng gi nhin bé ngoai chi 1a nhé nhat, c6 thé
c6 mot tac dong bat can xung. Piéu nay phu tng, va gop
phan gidi thich Nguyén ly 80/20. Nguyén ly 80/20 khéng
dinh rang mot thiéu sb nguyén nhan tac dong gay ra mot da
s6 két qua. Mot gidi han cda Nguyén 1y 80/20 1a, néu xét
ritng ré, né lic nao cling la moét tam anh chup nhing gi
dang dung & hién tai (hay, n6i cho chinh xac hon, ngay tai
thoi diém qua khit vita méi chup bic hinh). Pay chinh 1a ch
ma hoc thuyét cda thuyét hon doén vé su 1é thudc nhay cam
vao nhiing diéu kién dau tién té ra hitu ich. Mot cach biét nhé
tt ban dau c6 thé chuyén thanh mét cach biét 16n hon hodac
mot vi thé thuong phong vé sau, cho dén khi thé quan binh
bi xdo tron va mot dong luc nhd mdi lai c6 mot tam anh
huéng bat twong xung khac.

Mot cong ty trong giai doan dau tién ra thi truong c6 dugc
mot sdn pham 10% tot hon nhitng doi thd cda minh thi rot
cudc c6 thé chiém duge mot thi phan 16n hon 100-200%, cho
du vé sau nhing d6i thd 4y c6 duwa ra dugc mot san pham tot
hon. Trong nhiing ngay dau cda cong nghiép san xuat xe, néu
51% cac tai xé hodc cac nudc quyét dinh lai xe bén phai thay
vi bén trai thi diéu nay sé c6 khuynh huwéng tré thanh mot
chuan muc cho hau nhu 100% nhiing ngudi tham gia giao
thong. Trong nhitng ngdy dau cda nhiing chiéc dong ho kim,
néu 51% nhitng chiéc dong hd c6 kim chay theo chiéu ma bay
gid ta goi 1a “thuan chiéu kim dong ho” thay vi “nguoc chiéu
kim dong ho” thi quy udc nay sé tré nén thdéng linh, mac du
dong ho c6 chay theo huéng qua trai thi cting 16-gich khong
kém. Qua that, chiéc dong ho trén nha tho Florence chay nguoc
chiéu kim dong ho va thé hién 24 gio.'* Khong lau sau 1442
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1a ndm ngodi thanh dwong nay dugc xay dung, nha cam quyén
va nha lam dong ho da “chuan héa” cho chiéc dong ho ay thé
hién 12 gi®, cho kim quay lai theo chiéu kim dong ho, béi vi
da s6 dong ho thai ay déu c6 nhing tinh chat chung nhu thé.
Nhung gid th thoi dy 51% dong ho cling giong nhu chiéc
dong ho trén nha tho Florence thi ngay nay ching ta sé c6
mot chiéc dong hod thé hién 24 gid va c6 kim chay nguoc lai.

Nhing quan sat lién quan dén sy 1é thudc nhay cdm vao
nhting diéu kién dau tién nhu thé nay khong han 1a minh hoa
cho Nguyén ly 80/20. Nhitng vi du dugc dua ra noi dén nhing
thay déi theo thoi gian, trong khi Nguyén 1y 80/20 néi dén
mot mo ta chi tiét tinh nhiing nguyén nhan & bdt ky mét thoi
diém dd cho. Tuy nhién, c6 mot moi lién hé gitta hai bén. Ca
hai hién twong déu cung gép phan minh ching mét diéu 1a vi
tru nay rat ghét su can bang. O trwong hop clda thuyét hén
don, chung ta thdy ty nhién khong chiu dung lai & sy phan
chia 50/50 d6i voi cac hién twong canh tranh nhau. Mot su
phan chia 51/49 tit trong ndi tai né da la khéng on dinh va
c6 khuynh huwéng bi hut ve nhing ty 1é 95/5, 99/1, hoac
tham chi 100/0. Su can bang rdét cuoc sé chuyén thanh mot
thé ma ¢ d6 c6 mot thé luc vuot troi hon han, do 1a mot trong
nhitng néi dung chinh cda thuyét hén don. Noi dung cda
Nguyén 1y 80/20 thi khac thé nhung c6 tac dung bd sung.
Nguyén 1y nay cho ta biét rang, ¢ bat ky thdi diém nao, mot
da s6 cia mot hién twong sé dugc gidi thich hodc tao ra béi
mot thiéu sé nhitng tac nhan tham gia vao hién tugng ay. 80%
két qua 1a t 20% nguyén nhan. Mot s6 cai c6 mot tam quan
trong dac biét; da s6 con lai thi khong.



Nguyén ly 80/20 phdn loai phim - ga ra ga,
cong ra cong

Mot trong nhing vi du an tugng nhat cho sy ap dung Nguyén
ly 80/20 1a & linh vuc dién anh. Hai nha kinh té hoc'* wita tién
hanh mdt nghién cttu vé doanh thu va vong doi cda 300 cudn
phim dugc tung ra trong mot giai doan la 18 thang. Ho thay
rang bén phim - chi chiém 1,3% so véi tong s6 - thu vé dugc
80% doanh thu vé ban rap; 296 hay 98,7% s6 phim con lai chi
kiém dugc 20% tong doanh thu. Nhuw vay, dién anh, day la mot
vi du dién hinh cho nhitng thi truong khong gi6i han, c6 thé
néi da tao nén mot quy luat 80/1, mot minh ching rat ré cho
nguyén ly vé sy mat can bang.

Van dé con ky thu hon nita 1a cau héi tai sao. Xem ra nhiing
nguoi di xem phim ciing hanh xi gidng nhu nhing hat khi
dang Chuyén dong hon don. Nhu da dugc xac dinh qua thuyét
hon don, nhitng hat khi, nhitng qud béng ban, hay nhting
ngudi di xem phim, tat cd déu “hanh xi” khong theo mot trinh
ty hay quy luat ndo, nhung déu tao ra mot két qua khong can
bang c6 thé thay trudc duoc. Nhitng 16i don thoi, tit nhitng bai
diém phim hay khan gia dau tién, quyét dinh nhom khan gia
thtt hai sé dong duc hay léo téo, va sé nay lai quyét dinh
nhom ké tiép, va ctt thé. Nhitng cuén phim nhu Ngay déc ldp
(Independence Day) hodc Piép vu bdt khd thi (Mission
Impossible) tiép tuc dugc chiéu trong nhing rap phim dong
nghet khan gia, trong khi nhitng phim kinh phi dat dd va
nhiéu sao, nhu Thé gidi nuéc (Waterworld) hay Anh sdng ban
ngay (Daylight), 1ai nhanh choéng chi con lai mot s6 lwgng nhé
nhoi khan gia, rdi sau dé thi chang con ai dén xem ntta. Day
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la truong hgp ma trong dé Nguyén ly 80/20 van hanh toi da
cong suat cda minh.

Huéng dan st dung
cuon sach nay

Chuong 2 giai thich tai sao ban c6 thé ap dung Nguyén ly
80/20 vao thuc té va ban dén sy phan biét gitta phuong phap
Phan tich 80/20 va 16i Tu duy 80/20, cd hai déu la nhing
phuong phap suy ra t Nguyén ly 80/20. Phan tich 80/20 la
mot phuwong phap, c6 tinh dinh lugng dé so sanh nguyén
nhan va két qua. Tu duy 80/20 1a mot qui trinh md hon, it
chinh xac hon, va cam tinh hon, bao gom nhting mo6 hinh va
thoi quen tri tué cho phép chung ta dua ra gid thuyét vé
nhitng gi 1a nguyén nhan quan trong cda bat ci thit gi quan
trong trong doi séng cia chung ta, xac dinh nhitng nguyén
nhan ay, va tao nén nhiing cdi thién ré nét trong vi thé cda
ching ta bang cach tai trién khai va bd tri nhing ngudn luc
ciia minh mot cach phu hgp.

Phan 2: Thanh cong trong kinh doanh khéng nhat thiét la
mot diéu huyen bi sé& tém tat nhing tng dung vao doanh
nghiép c6 stc tdc dong manh mé nhat cia Nguyén 1y 80/20.
Nhitng diéu nay da duoc th nghiém va cho thay c6 mot gia
tri vo cung 16n lao, nhung, la lung thay, van con chua dugc
cong dong doanh nghiép khai thac. Trong phan tom tat nay
cda to6i hau nhu khong c6 gi 1a doc ddo, nhung nhiing ai dang
di tim duong dé c6 nhitng cai thién lgi nhuan 16n lao, cho mot
doanh nghiép 16n hay nhd, sé thay day la mot cudén sach vé
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long rat hitu ich va 1a ndi dung dau tién xuat hién trong mot
cubén sach.

Phan 3: Lam it, thu va “thu” nhiéu hon cho thay Nguyén ly
80/20 c6 thé st dung nhv thé nao dé nang cao tam mic cong
viéc cling nhu doi song ca nhan hién tai cia ban. Day 1a mot
c6 gang tién phong nhdm ap dung Nguyén ly 80/20 theo
nhiing duong huéng thit nghiém; va c6 gang ndy, mac du toi
biét chac con nhiéu khiém khuyét, nhiéu chd chua hoan chinh,
chic chan sé dwa dén nhitng cai nhin sau sic day ngac nhién.
Vi duy, 80% hanh phuc hoac thanh tich trong cudc doi cia mot
ngudi binh thuong xay ra trong mot ty 1é phan tram nhd cda
cudc doi ay. Nhitng dinh diém cta gia tri to 16n cda con ngudi
thuong c6 thé mé rong rat nhiéu. Thong thuong ngudi ta van
thuong than phién 1a ho khong c6 dd thoi gian. Sy ap dung
Nguyén 1y 80/20 cda tdi cho thay diéu ngugc lai: that ra
chung ta thua thai thoi gian va da “trac tang” trong viéc si
dung no.

Phan 4: M6 rong dp dung Nguyén ly 80/20 trong cudc song
tong két cac chi dé lai véi nhau va dat Nguyén ly 80/20 vao
vi tri cia mot dau tau bi mat 16n nhat dan dat nhitng tién bo
ma ching ta c6 thé c6 dugc. Phan nay sé goi ¥ nhing trién
khai tng dung ti Nguyén Iy 80/20 cho quyén loi cia cong
chung ciing nhu viéc tao ra cia cai lgi nhuan cho cac doanh
nghiép va sy thang tién ctia timg ca nhan.
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Tai sao Nguyén ly 80/20
dem lai tin mung

To6i mudn két thic chuwong gidi thiéu nay bang mot cam
nhan ca nhan hon 1a may cau chit ¢6 tinh thd tuc. Téi tin rang
Nguyén ly 80/20 dem lai mot niém hy vong vO cung to 16n.
Lé duwong nhién, nguyén ly ndy da néu ra nhing diéu c6 thé
da han nhién roi: rang da c6 mot khdi luong lang phi vo cung
16n ¢ moi noi, trong cach van hanh cua ty nhién, trong san
xuat kinh doanh, trong xa hoi, va trong chinh doi song cda
ting ca nhan chung ta. Néu cong thitc dién hinh chung la 80%
két qud sinh ra t 20% nguyén nhan thi tat yéu cing c6 mot
thuc té hién nhién 1a 80%, da s6 chd dao, nhing nguyén nhan
dau vao dang chi tao ra mot két qua nhd bé - 20% - nhiing
anh hudng, tac dong.

Piéu nghich ly 1a mét su lang phi nhu thé c6 thé 1a mot tin
tuyét voi, néu chung ta c6 thé sit dung Nguyén 1y 80/20 mot
cach sang tao, khong chi dé xac dinh va cat tia nhimg yéu to
nang suat kém céi ma con dé cé nhing dong thai tich cuc
nita. Trudc mat ching ta dang san c6 mot “vung dat” bao la
dé c6 thé thuc hién nhing cai tién, bang cach sap xép lai va
diéu chinh lai ca tw nhién 1an cudc song cda chinh chung ta.
Cai tién tu nhién, khong chiu chdp nhan hién tinh, 1a 16 trinh
cho tat cd moi tién bo: vé mat tién hoa, vé mat khoa hoc, vé
mat xa hoi, va v6i moi ca nhan. George Bernard Shaw da dién
td ¥ nay rat hay: “Nguoi biét thi thich tng minh vé6i thé gidi.

80
20



Nguoi khong biét thi cit nhat nhat mot muc cd go ép thé gidi
thich @ng v6i ban than minh. Do vay, tat cd cac tién bo 1a tuy
& nguoi khong biét”.1s

Y nghia cda Nguyén ly 80/20 1a nhitng két qua dugc sdn
sinh ra khong chi c6 thé duwoc nang 1én ma con c6 thé duoc
nhan 1én gap nhiéu lan, néu chung ta c6 thé lam cho nhing
nguyén nhan dau vao von c6 nang suat, hiéu qua kém kia trd
nén c6 nang suat va hiéu qud nhu nhiing nguyén nhan dau
vao hitu hiéu. Nhing th nghiém thanh cong véi Nguyén ly
80/20 trong dau truong san xuat kinh doanh cho thay rang,
néu c6 6c sang tao va long quyét tdm, sw nhay vot vé gia tri
nay thuong la diéu kha di.

C6 hai con duong di dén muc tiéu nay. Mot 1a tai phan bo
nhing nguon lyc t¥ nhitng ap dung kém hiéu qua qua nhing
ap dung hiéu qué cao, mot bi quyét cda tat cd moi nha doanh
nghiép qua moi thdi dai. Hiy tim mot cai 16 tron cho mot cay
dinh tron, mot 16 vuéng cho mot cay dinh vudng, va mot hinh
dang phu khdp cho tat cd nhitng cai khac tuy theo hinh dang
cda chung. Kinh nghiém cho thay rang méi nguon luc déu co
“dau truong” 1y tudng cda né, & d6 ngudn luc ay cé thé trd nén
hiéu qud gadp mudi, gap tram lan néu so v4i nhitng “dau
truong” khac.

Con duong thit hai - 1a phuong phap cia cac nha khoa hoc,
béc si, nhitng ngudi thuyét gidng, nhitng chuyén vién thiét ké
hé théng may tinh, nhiing nha gido duc va nhitng nguoi lam
cong tac huan luyén va dao tao - 1a tim kiém nhtng phuong
cach dé lam cho nhing nguén luyc khong hiéu qua trd nén cé
hiéu qua hon, ngay ca trong chinh nhitng ap dung hién tai
cda chung; lam cho nhtng nguon luc yéu kém tré nén manh
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mé hon; bat chudc, néu can thiét thi hoc thuoc long that ti mi,
ting ngoéc ngach vi té, nhitng nguon lyc c6 hiéu qua cao.

Nhitng cai thuoc sb it c¢6 hiéu qud cao can dugc xac dinh,
cham boén, nudi dudng, va nhan rong. Pong thoi, nhitng cai
lang phi - 1a da s6 nhing cai lic nao cing chi ding & muc gia
tri thdp - can phai loai bé hodc manh tay cat giam.

Trong qua trinh viét cudén sach nay va quan sat hang ngan
vi du cho Nguyén ly 80/20, t6i cang thém xac tin long tin cda
minh: 1ong tin vao tién bo, vao nhitng budc nhdy vot vé phia
trudc, va vao kha nang cda nhan loai, vé phuong dién ca nhan
cing nhu tap thé, trong viéc cai thién nhing quan bai ma tu
nhién da “chia” cho chung ta. Joseph Ford da c6 16i binh luan
thé nay: “Thuong dé choi tro gieo suc sac véi vii tru. Nhung
do6 1a mot cuc stc sac khong dong déu. Va muc tiéu chinh yéu
la tim ra quy luat cda su ‘khong dong déu’ y la gi va chung
ta c6 thé van dung nhu thé nao quy luat ay dé phuc vu cho
muc dich cudi cing cda minh”.!6

Nguyeén ly 80/20 co thé giup chung ta dat dugc dung muc
tiéu ay.



Twiduy theo Nguyén ly
80/20 nhw thé nao?

Chuzdng 1 da gidi thich khai niém 80,20, chwong nay
sé ban vé phuong thitc van hanh cda Nguyén 1y
80/20 va nhiing gi né c6 thé dem lai cho ban. Hai tng dung
cia Nguyén ly nay, Phan tich 80/20 va Tu duy 80/20, sé cung
cap mot quan niém thuc tién, giip ban hiéu biét va cai tién cudc
song cda minh.

binh nghia Nguyén ly 80/20

Theo Nguyén 1y 80/20, ludn sdn c6 mot sy chénh léch noi
tai gitta nhan va qua, gieo va gat ciing nhu né lyc va thanh
qua. Thong thuong nhat, nhitng nguyén nhan va nd lyc nay
c6 thé chia thanh hai loai:
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» Loai da so, c6 dnh hudng rat nhé

» Loai thiéu sd, c6 tac dong rat lon

Clng c6 thé noéi thanh qua hay thu hoach xuat phat tt mot
ty 1é nhd nhitng nguyén nhan, tac dong hay nd luwc nham vao
nhitng két qud hay thu hoach ay.

Mébi quan hé gitta nguyén nhan, tac dong va nd luc & mot
vé va két qud thu hoach hay thanh qua & vé kia dugc xem la
khong can bang.

Khi sy chénh léch nay c6 thé do luwong bang s6 hoc thi mot
ty 1é pho quat cho tinh trang mat quan binh 1a ty 1é 80/20.
80% két qua thu hoach hay thanh qua xuat phat chi tw 20%
nguyén nhan tac dong, hay nd lgc. Chang han ching 15% dan
sO thé gidi lai titu thu khoang 80% nang luong cda thé gioi.!
80% tai san cda thé gici 1a do 25% dan sb thé gisi nam git2 O
linh vic chdm séc stic khoe, 20% dan s6 thé gii va/hodc 20%
cac yéu té bénh tat sé ngdn toi 80% nguodn luc clia ching ta.

Hinh 2 va 3 cho thay dang thic 80/20 nay. Thi tudng tuong
mot cong ty ¢ 100 sdn pham va ho kham pha ra la 20 san
pham sinh lgi nhiéu nhat chiém t6i 80% tong lgi nhuan cta ho.
J Hinh 2 hinh tru phia bén trai chiza 100 san pham, mdi san
phdm chiém mot khodng khong gian bang nhau 1a 1%.



1 san pham
(1% san pham)

20%
loi nhuan

S6 luong/ty 1& Ty & phan tram
phan tradm san phadm loi nhuan

1 san phdm — 1% t6ng s6 — tao ra 20% téng loi nhuan
Hinh 2

J hinh tru bén phai 1a téng loi nhuan cda cong ty thu duoc
t¢ 100 san pham. Th tudng twong loi nhuan t¢ mot sin
pham thu lgi nhiéu nhat duge thé hién (t6 mo) tr dinh cda
hinh tru bén phai tré xudng. San pham sinh loi nhiéu nhat tao
ra 20% tong lgi nhuan. Do d6 Hinh 2 cho thdy mot sdn pham,
hay 1% cuda san pham, chiém 1% khong gian cda hinh tru bén
trai, tao ra 20% loi nhuan. Khoang khong gian dugc t6 md thé
hién méi quan hé nay.

Néu chung ta tiép tuc tinh dén san pham sinh loi ké tiép va
tuan ty nhu thé t trén xuéng duwdi hinh tru cho dén khi co6
duoc sb 1gi nhuan t 20 san pham sinh loi nhiéu nhat, ta c6
thé t6 mo hinh tru bén phdi dwa vao tong lgi nhuan ma 20
san pham nay tao ra. Hinh 3 sé thé hién diéu nay, qua do
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ching ta sé thay (trong vi du twdng tuwong cda chung ta) 1a 20
san pham nay, titc 20% s6 san pham, tao ra 80% tong loi
nhuan (trong vung dugc t6 mo). Nguoc lai trong vung de trang
ta cing thay duwgc mat trai cda méi quan hé nay: 80% s6 san
pham con lai tinh chung chi tao ra dugc 20% lgi nhuan.

20 san pham
(20% tdng
san pham)
80%

loi nhuén

S6 luong/ty lé Ty & phan trém
phan tram san pham loi nhuan

20 san phdm - tirc 20% tdng san pham — tao ra 80% tong s loi nhuan
Hinh 3

Con sb 80/20 chi 1a mot ty 1é khai quat, va ty 1é chénh léch
nay c6 thé nhiéu hon hodc it hon 80/20. Tuy nhién Nguyén
1y 80/20 khang dinh rang trong hiu hét cac truong hop moi
quan hé nay c6 chiéu huéng gan véi 80/20 hon 1a 50/50. Néu
tat cd cac san pham trong vi du néi trén déu tao ra cung mic
loi nhuan nhv nhau thi méi quan hé nay sé duoc thé hién nhu
trong Hinh 4.
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50%
loi nhuan

50%
san pham

Ty & phan tram Ty |é phan trém
san pham loi nhuan

Hinh 4 Dang thic 50/50 bat thuong

Mot diém ky la nhung quan yéu la khi nhitng khao sat nay
duoc tién hanh thi Hinh 3 lai 1a hinh mau pho bién hon Hinh
4 nhiéu. Mot ty 1é nhd clia tong san pham gan nhu luén ludn
tao ra mot ty 1é 1on hon lgi nhuan.

Tat nhién con sb chinh xac c6 thé khong phai 1a 80/20. 80/
20 1a mot 16i vi von phu hgp va la mot gia thiét hitu ich nhung
khong phai la dang thitc duy nhat. Doi khi 80% lgi nhuan lai
xuat phat tv 30% san phém, cO khi 80% loi nhuan lai do 15%
hay tham chi 10% san phdm tao ra. Nhitng con s6 d6i sanh
nay khong nhat thiét cong lai phai bang 100, nhung dang
thitc nay thuong rat chénh léch, nghiéng vé Hinh 3 hon la
Hinh 4.

C6 18 khong hay ho gi néu nhing con sé 80 va 20 cong lai
thanh 100. Diéu nay tao ra két qua trong qua dep (chang han
két qud 1a 50/50, 70/30, 99/1 hay nhiéu két qua khac nhu
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thé) va hin nhién rat dé nh¢, nhung diéu nay khién nhiéu
nguoi cho rang chung ta chi xt Iy mot nhom di liéu, do 1a
nhom d@ lieu duge qui sang dang phan tram. Sy that khong
phdi nhu thé. Néu 80% con ngudi thuan tay phai va 20%
thuan tay trai thi day khong phai 1a mot quan sat kiéu 80/20.
Dé ap dung Nguyén ly 80/20 ban phai c¢6 hai nhom da liéu,
cd hai qui thanh 100 phan tram, va trong d6 mot nhém do
luong mot bién lwong dugce sé hitu, duge néu ra hay gay ra béi
s6 ngudi hay vat tac dong cau thanh nhéom 10% kia.

Nguyén ly 80/20 httu ich ra sao?

Moi ngudi ma toi biét c6 ap dung Nguyeén ly 80/20 mot cach
nghiém tuc thi da c6 duge nhitng nhan thitc hitu ich va, trong
mot vai truong hop, da thay doi cudc song ctia ho. Ban phai
tim ra cach st dung nguyén ly nay cta riéng ban. Néu nhin
van dé mot cach sang tao ban sé phat hién ra chung. Phan 3
(Chuong 9 dén Chuong 15) sé huong dan ban tim kiém nhu
thé nao, nhung t6i cting c6 thé minh hoa van dé nay bang mot
vai vi du t chinh cu6c doi minh.

Nguyén ly 80/20 da giup toi ra sao?

Khi t6i con la mot sinh vién non choet tai Dai hoc Oxford,
giao su huong dan bao t6i dirng bao gio dén gidng duong lam
gl. Ong gidi thich “Doc sach gitp linh hoi kién thitc nhanh hon
nhiéu. Nhung ding bao gid doc mot cudn sach ti dau chi
cudi, tri truong hgp thay vui thich. Khi anh hoc, hdy tim ra
nhting gi cudn sach dé cap thi nhanh hon cach anh doc toan
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bo cudn sach. Hay doc két luan, roi nhap dé, roi két luan mot
lan nita va roi dé mat dén nhing doan thu vi”. Piéu gido su
nay thuc sy mudn néi 1a 80% gia tri ctia cudén sach cé thé dugc
tim thay & 20% so trang sach hay tham chi con it hon, va tiép
thu ndi dung cia sach chi trong 20% tong thdi gian ma hau
hét moi ngudi phai bd ra dé doc tron cudn sach.

To6i lam theo va mé rong phuong phap hoc tap nay ra. Tai
Pai hoc Oxford khong c6 hé thoéng danh gia lién tuc va két
qua duogc bang cap loai gi 1a tuy thuoc vao ky thi cudi hoc
phan. Téi kham pha tt nhing dé thi cd, titc 1a bang cach
phan tich cac bai thi trudc day, it nhat 80% (d6i khi 100%) cac
bai thi ¢6 thé lam t6t bang cach nam vitng 20% hodac it hon
khoi Iugng kién thite cda cac mén hoc nam trong noi dung ctia
bai thi. Quy vi giam khao vi thé c6 thé c6 an tuong tot vé mot
sinh vién hiéu biét nhiéu vé mot s6 it vin dé hon 1a mot nguoi
chi ndm co ban vé nhiéu linh vuc. Nhan thic nay khién toi
hoc tap rat hiéu qua. K€ cing la, téi nhan dugc tam bang
danh du cda l6p dau tién ma khong phai hoc hanh vat va gi
1dm. Téi ting cho rang diéu nay chimg té quy vi gidng vién
Dai hoc Oxford that la ca tin. Nhung gio day toi lai suy nghi,
chuwa chac da dung, 1a quy vi gido su lic ay dang mudn day
cho toi biét thé gidi nay van hanh theo nguyén 1y nao roi.

ROi t6i di lam viéc cho hang Shell, phuc vu tai mot xudng
loc dau qua u toi té. biéu nay cé thé rén luyén chi khi cho toi,
nhung t6i nhanh chéng nhan ra rang nhing cong viéc dugc
trd luong cao nhat cho nhitng ngudi tré non ngt kinh nghiém
nhu t6i déu ndm & linh vuc tu van. Vi thé téi dén bang
Philadelphia va ung dung lay dugc manh bang MBA tai Pai
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hoc Wharton ma khong phai nhoc nhan gi (coi thuong phuong
thitc dui mai kinh st ménh danh la kinh nghiém hoc tap tai
Pai hoc Harvard). Toéi gia nhap mdt cong ty tw van hang dau
cda My ma ngay ngay dau tién trd luong toi gap bon lan hang
Shell da trad khi t6i chia tay ho. R6 rang 80% s6 tién do nhing
ngudi ¢ do tudi con non nhu toi kiém duwoc thi xuat phat tw
20% sb viéc lam ma thoi.

Vi c6 qua nhiéu dong nghiép thong minh hon toi trong céng
ty nay, toi chuyén qua mot cong ty chién luge khac cda My.
T6i “chdm” dugc né vi cong ty ndy phat trién nhanh hon cong
ty ci cda t6i ma lai c6 ty 1é s6 nguoi that sy thong minh it hon
nhieu.

Ban lam cho ai quan trong hon ban lam gi

Tai day toi tinh co kham pha ra nhiéu nghich 1y cda Nguyén
ly 80/20. 80% tang trudng trong cong nghé tu van chién luoc
- Iic bay giod, ciing nhu hién tai phat trién rat hiéu qua - dién
ra tai nhiing céng ty vao lic 4y tinh tong céng chiém chua day
20% chuyén vién trong nganh nay. 80% su tang trudng nhanh
chong cling chi dién ra trong mot nhom cong ty nho. Hay tin
toi di, tai nang chang lién quan gi dén van dé nay. Khi roi
cong ty thit nhat va gia nhap cong ty thi hai l1a t6i da nang
cao mic do thong minh trung binh & ca hai noi nay.

Tuy nhién, c6 diéu la 1a tai sao nhiing dong nghiép méi lai
t6 ra hiéu qua hon nhtng nguoi ci? Ho ciing chang lam viéc
vat va gi hon nhung ho da theo dudi Nguyén ly 80,20 theo hai
cach chu yéu. Trude tién ho nhan ra rang doi voi hau hét cac
cong ty, 80% lgi nhuan xuat phat to 20% khach hang. Trong
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nganh cong nghiép tu van day c6é nghia la hai loai khach
hang. Khach hang 16n va khach hang lau dai. Nhom khach
hang 16n thuong c6 mot khodi lugng cong viéc 16n va nhu thé
ban c6 thé sit dung mot ty 1é rat cao cac nhan vién tu van tré
tudi hon, luong thdp hon. Cac méi quan hé véi khach hang
lau dai thuong tao ra su tin tuéng va néu khach hang chuyén
sang mot cong ty tw van khac thi chi phi sé cao hon nhiéu,
khach hang lau dai thuong khong quan tam gi dén gia ca.

Tai hau hét cac cong ty tu van, cai mang lai niém phin
khich thyc sy la viéc gianh thém dugc nhitng khach hang mdi.
Trong cong ty mdéi cda toi thi nhitng nguoi hung that su la
nhiing nguoi lam viée v6i nhing khach hang 16n nhat hién c6
va trong thoi gian dai nhat c6 thé duge. Ho lam dugc nhu vay
bang cach cting cd6 méi-quan hé v6i nhing lanh dao chép bu
cia nhitng cong ty khach hang nay.

Van dé c6t 16i thit hai ma cong ty nhan thic duge 1a & bat
ky khach hang nao, 80% két qua sé xuat phat ti viéc tap trung
vao 20% nhitng van dé quan trong nhat. Khong nhat thiét day
1a nhitng van dé thd vi nhat theo quan diém cda nhiing nha
tu van hiéu ky. Nhung trong khi déi thd canh tranh cda ching
ta nhin toan bd cac van dé mot cach cudi ngua xem hoa va
roi phé mic cho ngudi khach hang quyét dinh hanh dong
(hay khong hanh dong) dua vao 16i khuyén cia ho thi chung
toi tiép tuc duong dau véi nhitng van dé quan trong nhat cho
dén khi day dugc khach hang vao thé phai hanh dong sao
cho thanh c6ng mdi duge. Lgi nhudn cda khach hang va
ngan sach cla coéng ty tu van ctia chung t6i do d6 ma tang
cao dot bién.
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Ban dang lam giau cho nguoi khac hay cho
chinh minh?

Chéng bao lau to6i dam ra xac tin rang doi véi nhitng nha
tu van va voi ca khach hang thi nd luc va thanh qua c6 ching
thi ciing chi 1a mot mdi lién hé 16ng 1éo. Lam viéc ding noi,
dung ch6 ctia minh thi tot hon la thong minh va lam viéc cat
luc. T6t nhat 1a can tinh twong va tap trung vao thanh qua
hon 1a tadc nhan. Hanh déng theo nhiing hiéu biét co ban sé
dan dén két qua tot, con théong minh va can cu lam viéc thi
lai khong. Dang budn thay trong nhiéu nidm ndi ay nay ciing
nhu ap luc lam viéc chung quanh da can ngan to6i ap dung bai
hoc nay: t6i da lam viéc qua can cu.

Bay gid cong ty tu van da c6 ban nhan vién chuyén nghiép
dén vai tram nguoi va ching ba muoi nguoi ké ca toi goi 1a doi
tac, nhung 80% loi nhuadn roi vao tay mot ngudi, dé la nha
sang lap, mac du qui ra so ong ta chi chiém chua day 4%
nhém ngudi doéi tac va chi 1% luc luwgng tu van.

Thay vi tiép tuc lam giau cho nha sang lap, t6i va hai doi
tac tré tudi tach ra dé 1ap cong ty riéng hoat dong trong cung
linh vuc. Lan lugt cong ty chung t6i phat trién lén dén hang
tram nha tu van. Chéng bao lau mac du ba ngudi chung to6i
xét cho cung chi thuc hién chua day 20% khoi luong cong viéc
c6 gia tri cda cong ty, chung t6i lai hudng hon 80% lgi nhuan.
Diéu nay cing khién t6i ay ndy. Sau sau nam toi t gid cong
viéc nay va ban c6 phan lai cho nhitng déi tac khac. Vao luc
ay chung t6i da tang gdp doi thu nhap va lgi nhuan hang
nam, va 6n dinh muc gid cao cho c6 phan cia minh. Khong
lau sau d6 cudc suy thoai kinh té nam 1990 cting anh huéng
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dén nganh nay. Mac dau sé khuyén ban sau ndy néu cé lam
hay gat qua néi ay nay ay nhung t6i lai may man nhd minh
da ray nit 4y nay nhu thé. Ngay ca nhting nguoi theo Nguyén
Iy 80/20 ciing can mot chit may man ma t6i thi khi nao cing
dugc sb do.

Tién kiém duwgc ti sitc lao dong cé thé chang la gi
néu so voi loi nhuan twy dau tw

V6i 20% s6 tien nhan dugc t6i dau tw rat “manh tay” vao co
phan cda mot tong cong ty, d6 1a Filofax. Cac nha tw van dau
tu déu lay lam stng sot. Vao luc-ay toi s¢ httu ching 20 co
phan trong nhitng cong ty dai chuing c6 niém yét, nhung c6
mot loai c6 phiéu, 5% s6 c6 phan ma téi sé hitu, lai chiém téi
80% danh muc dau tu cda toi. That may man ty 1é nay tiép tuc
phat trién vi ba nam sau c¢6 phan Filofax da tidng gia tri 1én
nhiéu 1an. Khi t6i ban mot s6 ¢ phan vao nam 1995 thi
ching tri gid gan 18 1an trj gia ban dau.

Toi ciing thuc hién hai vu dau tw 16n khac vao mot nha
hang méi thanh lap tén la Belgo va MSI, mdt cong ty kinh
doanh khach san Iic 4y chua sé httu khach san nao ca. Ba vu
dau tu nay cong lai chiém hét 20% gia tri rong cta tai san cda
t6i. Nhung chung lai chiém hon 80% 1gi titc dau tu sau d6 cda
t6i va hién nay chiém hon 80% gia tri rong 16n hon nhiéu.

Nhu sé trinh bay trong chuong 14, 80% khoan tién gia tang
trong tai san ti nhitng goi dau tu dai han nhat lai xuat phat
td chwa day 20% tién dau tu. Diéu quan trong la can st dung
20% nay hiéu qud va tap trung dau tu vao d6 cang nhiéu cang
tot. Theo cach néi dan gian thong thuong thi khong nén bé tat
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ca nhitng qua tritng cia minh vao mdt gio (phan tan rui ro),
nhung Nguyén ly 80/20 thi lai chi truong rang hay chon mot
cai gid can than, cho tat ca cac qua tring vao do, rdi cham
bam toan tam toan y véi gid tring ay.

Cach st dung Nguyén ly 80/20

Co6 hai cach st dung Nguyén ly 80/20, nhu ¢ Hinh 5.

Nguyén ly 80/20

Phuong phap
phan tich 80/20

L6i tuw duy 80/20

» Chinh xac » |V|_C‘r ,

» Dinh luong » D!p_h ’E|_nh

» Doi héi diéu tra »Doi hoi twduy
» Cung cép di liéu » Cung cap mot céi nhin
» R4t gia tri sau hon vé van de

» Rat gia tri

Hinh 5 Hai phuong cach st dung Nguyén ly 80/20



Theo thong 1é Nguyén 1y 80/20 can dén cach phan tich 80/
20, do6 1a phuong phap dinh lwong dé thiét 1ap méi quan hé
chinh xac gitta mot bén l1a nguyén nhan/tac dong/no6 luc va
mot bén la hé qua/thu hoach/thanh qua. Phuong phap nay
chap nhan mdi quan hé 80/20 nhu la giad thiét va roi thu thap
di liéu dé chiing minh moi quan hé thuc. Pay la mot phuong
phap duy nghiém cé thé dan dén bat ky két qud nao tt 50/
50 cho dén 99,9/0,1. Néu két qué thé hién mot su chénh léch
thdy 16 gilta tac nhan va thu hoach (Chéng han 65/35 hay
modt con sO6 con chénh léch hon ntta), thi, thong thuong, sau
do6 phéi c6 hanh dong can thiép (xem dudi day).

Mot phuong thitc méi bo sung dé st dung Nguyén ly 80,20
1a cach thic ma toi goi 1a 16i Tw duy 80/20. biéu nay doi hdi
suy nghi ky vé bat ky van dé ndo quan trong doi véi ban va
dua ra nhan dinh xem la Nguyén ly 80/20 c6 ap dung dugc
trong linh vuc ay khong. Roi ban ¢6 thé hanh dong theo nhan
thitc 4y. Cach suy nghi 80/20 khong doi héi ban phdi thu
thap dw liéu hay kiém dinh gid thiét. Do d¢6 16i tw duy 80/20
thi thodng c6 thé lam ban ngd nhan - ching han that nguy
hiém khi cho rdng ban da biét dugc 20% la gi khi xac dinh mot
mdi quan hé - nhung t6i khang dinh 16i tu duy 80/20 it gay
cho ban ngd nhan hon nhiéu so véi 16i suy nghi thong thuong.
Loi tw duy 80/20 dé sit dung va nhanh chéng hon cach phan
tich 80/20, du cach phan tich nay co6 thé duoc va chudong hon
khi van dé 1a vo cung quan trong va ban khong thay tu tin
ldm vé nhitng udc doan, phéng ching cda minh.

Chung ta sé xem xét phuwong phap Phan tich 80/20 truGc
roi dén 16i Tw duy 80/20.
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Phuong phap Phan tich 80/20

Cach phan tich 80/20 khdo sat moi quan hé gitta hai nhom
dit liéu c6 thé so sanh dugc. Mot nhom dit liéu luon 1a mot tap
hop ngudi hay su vat, thuong 1én dén 100 hay hon ntta von
c6 thé chuyén thanh ty 1¢ bach phan. Nhém dtt liéu kia lién
hé dén mot dac tinh ly thi ndo d6 cda nhém nguoi hay sy vat
d6 c6 thé do luong dugc va chuyén thanh ty 1 bach phan.

Chéng han chung ta tht quan sat nhém ban gom 100 nguoi,
tat ca ho déu udng bia, it nhat mot doi lan va rdi so sanh
luong bia ho udéng tuan qua.

Cho t6i nay phuwong phap phan tich nay la phuong phap
chung ctia nhiéu ky thuat thong ké. Nét doc dao cda phuong
phap 80/20 1a viéc xép dat nhom dit liéu thit hai theo thut tu
quan trong ti cao xuéng thap va thuc hién nhing so sanh vé
ty 1é phan tram gitta hai nhém di® liéu.

Trong vi du cia minh ching t6i da dat cau héi vai 100
nguoi ban vé s6 luong ly bia ho uéng tuan qua va liét ké cac
cau trd 1oi theo s6 luwong bia tit cao xuéng thap. Hinh 6 cho
thay s6 20 ngudi uéng nhiéu nhat ¢ dau va 20 nguoi udng it
nhat ¢ cudi bang.

Phuong phap phan tich 80/20 c6 thé phan tich cac ty lé
phan tram tw hai loai di liéu (nhitng ngudi ban va lugng bia
uéng). G day co thé thay rang chi c6 20% ngudi ban 1a tiéu thu
t6i 70% luong bia. Két qua nay cho chung ta mot moi quan hé
70/20. Hinh 7 cho thay biéu dd phan bé mitc do udng bia 1a
80/20 (hay néi gon 1a biéu doé 80/20) dé trinh bay chung cac
di liéu.
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Tai sao goi la phuong phap Phadn tich 80/20?

Khi so sanh cac méi quan hé nay, cach day kha lau (c6 1&
1a vao thap nién 1950) nguoi ta nhan thay truong hgp thuong
xdy ra nhat la 80% so luong duoc do luwong xuat phat tir tac
dong cda 20% s6 nguoi hay su vat. 80/20 da tré thanh cach
néi ngan gon cho moi quan hé chénh léch nay, cho du két qua
c6 chinh xac 1a 80/20 hay khong (vé mat thong ké kho cé thé
c6 con sO chinh xac 80/20). Theo Nguyén ly 80/20 nay thi 20
nguyén nhan ding dau méi dugc liet ké chit khong phai cac
nguyén nhan & cudi. Phuong phap phan tich 80/20 la tén goi
toi dat cho cach st dung ph6 bién Nguyén ly 80/20 ti truGc
dén nay, tic 1a theo huéng dinh luong va duy nghiém, dé do
Iuong moi quan hé co thé ¢6 gitta tac nhan va hé qua.

Chung ta ciing c6 thé nhan thay t nhing dw liéu vé nhitng
nguoi ban uéng bia 1a nhom 20% nguoi uoéng bia & cudi bang
chi tiéu thu 30 ly bia hay 3% tong s6 bia dugc udng. Lé di
nhién hoan toan cé thé goi day 1la méi quan hé 3/20 du diéu
nay it khi dugc thuc hién. Gan nhw lic nao cing thé, chi c6
sO nguoi si dung nhiéu hay nhiing tac nhan chinh méi dugc
nhan manh. Néu mot hang bia dang tién hanh chién dich kich
cau hodc muén tim hiéu nhing ngudi uéng bia nhiéu nghi gi
vé cac loai bia cda ho thi cach hay nhat la tién hanh khdo sat
20 nguoi udng bia hang dau.

Chung ta c6 1é ciing muén biét bao nhiéu phan tram ban bé
ctia ching ta gop lai d€ udng 80% tong luong bia tiéu thu. O
day, khao sat phan khong dugc trinh bay trén bang (phan
gitta) cho thay Mike G., ngudi uéng bia ditng hang 28 vdi
lwong bia 10 ly, c6 tan so tich ldy 1a 800 ly. Do d6 chung ta
c6 thé biéu dién mdi quan hé nay la 80/28: 80% tong luong
bia dugc 28% soO nguoi ban cda chung ta tiéu thu.
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® " hinh tru, nguoi ding dau la ngusi uéng nhiéu bia nhat va
ol nguoi uéng it bia nhit ding ¢ cubi. Hinh tru thit hai mo t4
- I tong lugng bia ma moi nguoi (va tat ca) ban bé cua chung toi
w0l 'h_ . dé\uéng. J bat ky chd niao ching ta cling nhzfiln ra dugc so
$6 ly bia ',‘ ( s Iy tich phan tram ban bé nao dé cua chung t6i da uong bao nhiéu
;r?)?é " ‘,' w0 Sg“;atzgig luong bia.
Mot uan a"‘ 3o Hinh 8 (va Hinh 7) cho thay két qua tim thay tt bang nay
o {lI1A 20 1a 20% lwong nguoi udéng bia chiém 70% lugng bia duoc udng.
I Wmmﬂmmﬂmﬂmﬂ 10 Hinh tru don gidn & Hinh 8 st dung dt liéu ¢ Hinh 7 va biéu
oLN\”/\/\/“,T\W”T/'o thi chung tr trén cao xudéng thap thay vi tw trdi sang phai.
20 nguoi ubng 60 nguoi 20 nguoi udng Ban chon phuong thiic trinh bay nao noi trén ciing dugc.
nhiéu nhéat o gilra it nhat . . b
Néu chung ta muon minh hoa bao nhiéu phan tram ban be
Hinh 7 Biéu do phan b6 tan s6 80/20 cia nhing nguoi uéng bia cda chung ta da uéng 80% tong luwong bia, ching ta sé trinh
bay biéu do hinh tru khac di mot chut nhu trong Hinh 9 dé
Tw vi du ndy ciing can noi ré6 phuong phap phan tich 80/ moé t4 moi quan hé 80/28: 28% sd ban be clia chiing ta udng
20 c6 thé dan dén bat ky thong s6 nao. R6 rang 1a nhiing két 80% tong s6 lugng bia.
qua tim fiLf(jC sé tl’}l:l vi va hitu ich hon nhiéu ,khi c6 su chénh 100 — 0%
léch. Chang han néu chung ta kham pha la tat ca ban be cda
ching ta méi nguoi uéng ding 8 ly mdi ngay, thi ¢ 1é hang 80

bia sé khong hao hing gi khi st dung nhom nay dé lam doi
2 s s X ~ ~ , 60 - .
twong khao sat hay kich cau. Trong truong hgp nay chung ta
da c6 mot moi quan hé 20/20 (20% luong bia duwoc 20% ban ’
bé udng bia hang dau cda ching ta tiéu thu) hoac 1a moi quan
hé 80/80 (80% lwong bia dugc 80% ban be tiéu thu). 20 —
Phuong thitc phan tich 80/20 dugc mo ta tot nhat qua hinh

40 —

5 3 , N N . o1s X , , 0 -

a1;lh bang cach nhin vao hai hinh Eru l‘f'lt thich hop cho vi d?u TS 1 phan tram T§ 1 phan tram

cua chung ta (cac Hinh 2, 3, va 4 ¢ phan trudc la nhing biéu ngusi uéng bia lrong bia udng

do hm;h tru?. Hl}’lh tl‘lil dau tlen;-d H1n‘h. 8 C.IAIO thay 1(30 I’lgl-l’()'l Hinh 8 Thé hien qui luat 70,20

ban uong bia cua chung ta, moi nguoi chiem 1% khong gian
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Phuong phdp phdn tich 80/20 ding dé lam gi?

N6i chung phuong phap nay duoc st dung dé thay déi moi
quan hé ma né moé.td hoac van dung mdi quan hé nay.

Mot phuong thitc st dung 1a tdp trung vao nhing nguyén
nhan chd yéu cda moi quan hé, con sé6 20% tac nhan dan dén
80% két qua (hay bat luan con sb chinh xac nao khac). Néu 20
nguoi udng bia hang dau twong tng véi 70% sb lugng bia tiéu
thu thi day 1la nhém ngudi ma hang bia can tap trung nham
t6i nham chiém 14y thi phan cao nhat c6 thé tr s6 20% ngudi
nay va ciing c6 thé ddy manh hon nita luong tiéu thu bia cda
ho. C6 thé néi, hang bia c6 thé quyét dinh bd qua 80% s6
lwong nguoi udng bia chi titu thu 30% tong luong bia, diéu
nay khién cong viéc tré nén v cung gian don.

Twong tg nhu thé, mot xi nghiép nhan thay 80% lgi nhuan
cda ho xuat phat t 20% s6 khach hang ctia minh cling can
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st dung thong tin iy dé lam hai long s6 khach hang nay va
gia tdng cong viéc kinh doanh véi ho. Piéu nay dé dang va
dang cong dang ctia hon 1a chd y dong déu dén toan bd khach
hang. Hodc néu cong ty thay rang 80% loi nhuan cda ho xuat
phat tr 20% lwong san pham cta ho, ho can gia tang nd luc
dé day manh cac yéu t6 khién nhitng san pham nay duoc ban
chay hon nita.

Y tudng nay cling dugc thyc hién doi v6i phan tich 80,20
cho nhitng céng viéc ngoai kinh doanh. Néu ban phan tich
niém vui thd cda minh qua cac hoat déng gidi tri va nhan
thay rang 80% niém vui nay xuat phat tt 20% hoat dong giai
tri cda minh, nhitng hoat dong von chi chiém 20% thoi gio giai
tri cua ban, thi that la hop 1y khi gia tang luong gio giai tri nay
t 20 dén 80%.

Thit 1dy mot vi du khac vé van dé giao thong. 80% vu ket xe
xdy ra trén 20% doan duong. Néu ban 1ai xe di lam trén quang
duong do6 mdi ngay ban sé thay rang 80% cac vu ket xe nay
thuong xdy ra tai 20% cac giao 16. Phan tng hop ly déi véi gici
chitc giao thong cong chinh 1a chu y ddc biét dén viéc diéu
phéi luu thong tai 20% giao 10 thuong ket xe nay. Khi chi phi
cho viéc diéu tiét giao thong nhu thé cé thé rat 16n néu thuc
hién d6i voi 100% cac giao 10 véi tong thai gian 1a 100% thi sb
tién tap trung vao 20 dia diém trong khodng 20% thoi gian
cia mot ngay sé ich lgi va tiét kiém vo cung.

Mot phuong thite st dung phan tich 80/20 khac la tac dong
vao 80% nhan t6 yéu kém von chi tao ra duoc 20% két qua. Co
1& can thuyét phuc nhitng ngudi thi thodng mdi udng bia la
can udéng bia hon nita, chang han bing cach cung cap cho ho
mot loai bia diu hon. C6 1é ban cing co thé tim ra nhitng
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phuong thitc vui thd hon déi voi nhitng hoat dong giai tri té
nhat. Trong linh vuc gido duc, cac hé thong day hoc twong tac
ngay nay tai st dung ky thuat cia cac giao su dai hoc la dat
cau héi ngau nhién cho bat ky sinh vién nao dé ddi choi véi
qui luat 80/20, trong d6 80% hoat dong tham gia & 16p hoc
xuat phat tt 20% luong ngudi hoc. O cac trung tim mua sim
& My nguoi ta nhan thay phu ni (ching 50% dan so) chiém
70% hoat dong mua ban tinh theo gia tri ciia dong dola.* Mot
phuong thic dé gia tang 30% doanh s6 doi voi dan 6ng la
xay duyng nhitng cia hang chuyén dung cho ho. Du viéc ap
dung phuong thtc phan tich 80/20 dang nay doéi khi rat hitu
ich va rat hiéu /qud trong cong nghiép nham cai thién tinh
trang san xuat cda nhitng nha may yéu kém, viéc ap dung
nay noi chung vat va hon va khong loi ich bang phuong thic
thtt nhat.

Dung ap dung phuong phap phdn tich 80/20 theo
kieu tuyén tinh

Khi thdo luan vé phuong thic st dung 16i phan tich 80,20,
ching t0i ciing can néi qua nhing truong hop lam dung co
thé c6 doi v6i phuong thitc nay nhu van xay ra véi bat ky mot
cong cu don gian va hiéu qua nao. Lbi phan tich 80/20 c6 thé
bi hiéu 1am, ap dung sai va thay vi la mot phuong tién tim
hiéu ky thu né lai tré thanh phuong thitc bién minh cho nhitng
hoat dong sai lac lau nay. L6i phan tich 80/20 khi dem ap
dung mot cach khong phu hgp theo 16i nghi thong thudng co
thé khién nguoi thiéu kinh nghiém di chéch huéng - ban can
thuong xuyén canh giac doi véi 161 suy dién sai léch.

T6i thit néu 1én mot vi du dé minh hoa diéu nay t nghé maéi
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cda toi, d6 1a kinh doanh sach. Gan nhu moi noi moi Iic rat
dé ching minh rang chung 80% luwong sach dugc ban la tap
trung vao 20% tua sach. Ddi v6i nhing ai da ranh ré phuong
thitc 80/20 thi diéu nay khong c6 gi 1a la. Rat dé voi vang két
luan rang cac hiéu sach nén giam bdt ching loai sach ho dang
ton kho hodc 1a ho nén tap trung phan 16n hoac chi kinh
doanh loai best-seller (sach ban chay nhat) ma théi. Tuy nhién,
diéu thu vi 1a trong da s6 truong hgp thay vi lam tang loi
nhuan viéc han ché ching loai sach khién loi nhuan sut giam.

Piéu nay khong vo hiéu hoa 80/20 vi hai ly do. Piéu can
xem xét chd yéu 1a khong phdi viéc phan bo sach ma la can
biét khach hang muén gi. Néu khach hang cat cong ghé dén
tiém sach, ho muén c6 dwoc mot pham vi lva chon kha kha
cac dau sach (khac véi & mot ki-Ot hay 1a siéu thi noi chang
mong co nhiéu loai sach). Cac hiéu sach chi nén tap trung vao
20% luong khach hang von tao thanh 80% téng loi nhuan cta
ho va tim hiéu xem s6 20% khach hang kia mudn gi.

Ly do con lai 1a diéu quan trong khi xem xét sach (phan
biét voi khach hang) khong phdi la viéc phan bo s sach ban
- 20% s sach mang dén 80% doanh s6 - ma la sy phan bd lgi
nhuan - dé 1a 20% tya sach von tao ra 80% lgi nhuan. Thuong
day khong phai 1a nhitng cuén goi la best-seller, nhitng cuén
sach dugc cac tac gid noi tiéng viét. Thuc vay mot cuoc khdo
sat & nudc My cho thay nhiing cudn best-seller chi mang lai
5% doanh s6 ban.5 Nhitng cudn sach ban chay thuc su la
nhitng cuén khong bao gid xuat hién trén biéu dd nhung lai
ban chay véi mot sb Iugng 6n dinh nam nay qua nam khac
thudng véi muc 16i cao. Nhom khao sat @ My noi trén binh
luan “nhitng cudc kiém ké chinh yéu cho thdy d6 la nhing
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cudn sach ban hét mua nay dén mua khac, chiing 1a con s6
80 trong qui luat 80/20, thuong chiém sb lwong ban rat 16n
vé mot chi dé nao do”.

Truong hgp vita néu rat bo ich. N6 hoan toan chang hé vo
hiéu hoéa 16i phan tich 80/20 vi cau héi chd yéu van luon la
loai khach hang nao va san ph?im nao mang lai 80% lgi nhuan.
Nhung né cting cho thay nguy co suy nghi mot caich mu mo
vé cach ap dung 16i phan tich nay. Khi st dung nguyén tac
80/20 can phai biét chon loc va tinh tao, dung dé bi huyén
hodc béi cai bién s6 ma moi nguoi dang chu y, & day la nhing
cudn sach trén danh sach méi nhat trong danh sach nhing
cudn sach ban chay nhat, la diéu thuc sy dang quan tam. Day
1a 16i suy nghi mot chiéu. Mot 16i thau hiéu gia tri nhat vé cach
phan tich 80/20 sé ludon luon xuat phat t viéc xem xét nhirng
moéi quan hé “phi tuyén tinh” ma nguoi khac thuong bd qua.
Hon nita vi 16i phan tich 80/20 dwa vao mot “khung” ¢ dinh
vé mot tinh hinh ¢ mét thoi diém nao do6 hon 1a két hop xem
xét nhitng bién d6i theo thoi gian nén ban can y thitc rang néu
ban bat can “dong khung” mot tinh hinh sai lac hay khéng
day du, ban sé ¢6 mot cai nhin khong chinh xac.

Tai sao 16i tw duy 80/20 1a can thiét

L6i phan tich 80/20 that vo cung hitu ich nhung phéan 16n
moi ngudi khong quen phan tich va tham chi nhitng nha phan
tich cting khong thé dung lai dé khao sat dit liéu mobi lan ho
dua ra quyét dinh, diéu nay sé khién cong viéc nging lai dot
ngot. Da sd cac quyét dinh quan trong chua bao gio va sé
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khong bao gio dugc thyc hién nho vao viéc phan tich cho du
may vi tinh cda ching ta thong minh dén thé nao di ntta. Do
d6 néu mudn nguyén tac 80/20 tré thanh kim chi nam trong
doi song hang ngay, ching ta can mot cai gi do yéu cau it
phan tich hon va dé dang thuc hién hon 16i phan tich 80/20:
do la tu duy 80/20.

Tu duy 80/20 la cum t¢ toi goi phuong cach ap dung
Nguyén ly 80/20 cho viéc ap dung phi dinh lugng cia nguyén
ly nay trong doi song hang ngay. Ciing nhu véi cach phan tich
80/20 chung ta bat dau véi mot gid thiét vé tinh trang chénh
léch c6 thé xay ra gitta tdc nhan va thanh qud, nhung thay vi
thu thap d@ liéu va phan tich, ching ta chi wdc lugng ma thoi.
Tu duy 80/20 doi hdi va tao diéu kién cho chung ta, thong
qua thyc tap, xac dinh dugc nhiing diéu thuc sy quan trong
dang xay ra va bé qua da so nhing diéu khong quan trong
con lai. N6 day ta nhan ra diéu cot 16i.

Tu duy 80/20 co6 gia tri rat quan trong nén viéc ap dung noé
khong nén chi han ché vao nhing truong hop cé duoc di litu
va phép phan tich hoan hao. So v6i phan hiéu biét nhé nhoi
ma di liéu dinh lwgng mang lai cho ta, thi tryc giac va cam
giac c6 thé mang lai cho ta hang khéi kién thirc. Pay 1a Iy do
tai sao tw duy 80/20, du duoc dit litu ho trg, nhat thiét khong
thé dé dt liéu han ché.

D€ tham gia vao hoat dong tu duy 80/20 chung ta phai
thuong xuyén ty van: dau 1a tac nhan 20% dan dén thanh qua
80%? Chung ta khong bao gid duwoc cho rang minh c6 thé tu
dong biét cau trd 16i ma phai bé thi gid dé tu duy mot cach
sang tao vé diéu nay. Pau 1a nhitng tac nhan hay nguyén nhan
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it i nhung thiét yéu giita nhitng cai da s6 tam thuong? Dau la
diéu nhac du dwong dang bi tiéng 6n chung quanh lan at?

Tu duy 80/20 vi thé dugc st dung giong nhu nhiing két
qua tu 16i phan tich 80/20: dé thay doi cach hanh xi va
thong thuong dé tap trung vao con sé 20% quan trong nhat.
Ban biét rang tu duy 80/20 dang van hanh khi n6 lam tang
muic do hiéu qud 1én boi phan. Hanh dong xuat phat t tu duy
80/20 phai khién chung ta thu hoach dugc nhiéu hon t cai
it 6i hon.

Khi van dung Nguyén ly 80/20 chung ta khong gid dinh
rang nhitng két qua la xau hay t6t hoac nhitng nhan t6 quan
yéu ma chuing ta quan sat la nhat thiét phai t6t. Chuing ta dé
quyét 1a chung tot hay xau (t¢ quan diém cta riéng ta) va roi
hoac 1a quyét dinh day cac luc lwong hung manh ay sang
mot huéng dung dan, hodc 1a tim cach vo hiéu hoa tac dong
cua chung.

Nguyén ly 80/20 dao 16n
10i suy nghi thong thuong

Nguyén ly 80/20 goi ra cho ching ta nhing diéu can lam
sau day:

» Ton vinh hiéu suat dac biét hon 1a gia ting né luc trung
binh.

» Tim con duong tat thay vi di cd mot quing duong dai.
» C6 gang kiém soat doi song ching ta véi no luc toi thiéu co
thé dugc.
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» Chon loc cong viéc dé lam, khong phai lam toan bo.

» Tim kiém cai tuyét hdo & sb it hon 1a cai thuong thuong bac
trung & s6 nhiéu. (Quy ho tinh bat quy ho da.)

» Giao quyen va chia sé céng viéc cang nhiéu cang tot trong
doi séng hang ngay, va hay dé hé thong thué khoa khuyén
khich ching ta thay vi can trd ching ta lam viéc nay (thué
nguoi lam vudn, thg sita xe, nha trang tri va cac nha chuyén
moén khac dé lam viéc cho ta dén muc t6i da thay vi ty lam
viéc).

» Hay chon nghé nghiép va nhitng nguoi chd cda ching ta
hét stc can than, va néu c6 thé dugc hdy st dung nguoi
khac thay vi t¢ minh lam.

» Hay lam nhitng viéc s truong nhat cia chung ta va hop véi
sG thich nhat.

» Hay kham pha nhtng cai bat thuong va la lung dudi vé bé
ngoai cda cudc song.

» 3 moi linh vuc quan trong hay tim xem noi nao 20% nd luc
c6 thé dan dén 80% thanh qua.

» Hay binh tam, lam viéc it di va nhdm vao mot sé6 muc tiéu
gi6i han nhung rat gia tri, nhitng muc tiéu ma Nguyén Iy 80/
20 t ra hitu hiéu, hon 1a theo dudi moi van hoi c6 thé co.

» Hay tan dung nhing co hoi may man trong doi dé “phat”
khi co tdi tay.

Nguyén ly 80/20 khong co gidgi han

Khong linh vigc hoat dong nao la khong bi tac dong bai
Nguyén ly 80/20. Cling nhuv nhitng nguoi mu so voi, nhitng
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ngudi si dung Nguyén 1y 80/20 chi biét dwgc mdt phan nhé
cua pham vi va tac dong cia nguyén ly nay. La mot ngudi co
16i tw duy 80/20 ban can phai tham gia tich cuc va biét sang
tao. Néu mudn hudng loi tit tw duy 80/20 chinh ban phai thuc
hién diéu nay.

Bay gio 1a lic ban nén bat dau. Néu ban muén bat dau véi
t6 chitc, don vi, hay co quan cda minh hay di thing vao Phan
Hai, phan nay chita dung nhiing théng tin quan trong vé viéc
ap dung Nguyén ly 80/20 trong kinh doanh. Néu ban thay
can st dung nguyén Iy nay trudc dé thuc hién nhing budc cai
tién 16n lao trong doi minh thi hdy nhdy qua Phan Ba, phan
nay chita dung mot né lwc méi mé nham gén két Nguyén ly
80/20 vé6i nén tang ctia cude séong doi thuong cda moi ngudi
chung ta.
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Phan

Thanh cong trong
kinh doanh khong
nhat thiét 1a mot

diéu huyén bi
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Ngam ngam moét lan song

Bdy gio chiing ta thdy 10 mo nhu trong mot tdm
guong, nhung mai sau sé duoc gidp mdt. Bay gio
téi chi biét cé6 ngan co han; mai sau toi sé duoc
biét hét.

1 Co-rin-to 13:12

Thét kh6 c6 thé doan duwoc Nguyén ly 80/20 da
dugc biét dén trong kinh doanh ¢ muitc dd nao.
Cuén sach nay hau nhu chac chan 1a cuén dau tién viét vé de
tai nay, tuy nhién trong qua trinh nghién citu, t16i dé dang tim
thdy hang tram bai bao viét vé viéc ap dung Nguyén 1y 80/
20 trong tat ca cac loai doanh nghiép trén thé gii. Nhiéu ca
nhan va coéng ty thanh coéng td ra tin nhiém viéc ap dung
Nguyén ly 80/20, va hau hét nhitng ai c6 bang MBA déu da
dugc nghe vé nguyén ly nay.
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Dau rang Nguyén 1y 80/20 da c6 anh hudng doéi véi cudc
song cuia hang tram triéu nguoi cho du cé thé ho khong y thic
duge dieu do, nhung diéu ky la 1a nguyén 1y nay van khong
dugce nhiéu nguoi biét dén. Da dén lic phai nhin nhan ding
van dé nay.

Trao luu dau tién cda Nguyen ly 80/20:
cudc cach mang vé chat lugng

Cuoc cach mang vé chat lugng dién ra vao giai doan 1950-
1990 da lam thay do6i chat lwgng va gia tri cia cac loai hang
hoa tiéu dung c6 nhan hiéu va nhitng nganh cong nghiép san
xuat khac. Trao luu chat lwong 1a mot cudc van dong lon dé
cung lic dat duoc chat lugng cao hon véi chi phi thap hon,
bang viéc ap dung cac ky thuat trong théng ké va nghién ciu
hanh vi. Muc tiéu ctia n6, ma hién nay hau hét sdn pham déu
dat dugc, 1a nham gidm thiéu ty 1é san pham hu hdéng xudéng
bang zero. C6 thé bién luan rang trao luu chat luong 1a yéu
t6 quan trong nhat dan dén tiéu chuan song cao hon trén thé
gi¢i ké tr nam 1950.

Trao luu nay c¢6 mot lich sit ky thu. Hai vi cttu tinh 16n cia
né la Joseph Juran (sinh 1904) va W Edwards Deming (sinh
1900) déu la nguoi My (mac du Juran sinh ¢ Rumani). Juran
l1a k§ su dién, con Deming la nha théng ké. Ho da cung lic
phat trién y twéng cia minh sau Thé chién thwt 2, nhung rdi
ho nhan ra rang kho c6 thé lam cho bat ky cong ty 16n nao
cda Hoa Ky quan tam dén viéc theo duoi chat lugng tuyét hao.
Nam 1951, Juran xuat ban lan dau cuén sach Cdm nang vé
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qudn ly chdt luong, mot quyén kinh thanh cda trao luu chat
Iwgng, nhung dugc don nhan mot cach thd 0. Chi c6 ngudi
Nhat 1a quan tdm dén né mot cach nghiém tic va ca Juran va
Deming déu chuyén sang Nhat vao dau thap nién 1950. Cong
viéc tién phong cda ho da dén ldy mot nén kinh té Iic bay gic
dugc biét dén qua cac san pham nhai kém chat luong va bién
né thanh mot c6 may tao ra chat lwgng va san lwgng cao.

Chi dén khi hang héa Nhat Ban nhu xe gan mday va may
photo bat dau xam nhap vao thi truong Hoa Ky thi hau hét cac
cong ty My (va nhitng cong ty phuong Tay khac) moi bat dau
quan tam dén trao luwu chat lvgng mot cach nghiém tic. Ké tui
1970, va dac biét la sau 1980, Juran, Deming va cac hoc tro
cia minh da thuc hién cudc chuyén déi cac titu chuin chat
lugng phuong Tay thanh cong twong tw nhu ¢ Nhat Ban, dan
dén nhing cai thién to 16n vé mitc do va tinh 6n dinh cda chat
luong, gidm thiéu dang ké ty 16 hu héng va chi phi san xuat.

Nguyén ly 80/20 la mot trong nhitng hon da tang cho trao
lwu chat luong. Joseph Juran 1a ngudi truyén ba nhiét thanh
nhat cho nguyén ly ndy, mac du ong goi né la “Nguyén ly
Pareto” hay la “Nguyén tac thiéu s6 quan yéu”. Trong an ban
dau tién cuén Cdm nang qudn ly chat luong, Juran nhan xét
rang “ton that” (c6 nghia l1a hang héa duogc san xuat bi khudc
t vi chat chugng kém) khong phai phat sinh t mot s6 luong
I6n cac nguyén nhan:

Thay vao do, cdc tén thdat luén phdn b6 mét cdch
khong cdan bdng, theo dé mot ty 16 nho cdc ddc diém
chat Iuong luén tao ra mot ty 1é cao vé tén that chat
luong.*
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Loi cudc chu gidi thich rang:

* Nha kinh té hoc Pareto nhdn thdy rdng tai sdn
cting duoc phdn bo khong dong déu nhu vay. Co thé
tim thdy diéu nay & nhiéu vi du khdc - su phdn bo
téi pham trong nhém pham nhdn, su phdn bd cdc
tai nan trong cdc quy trinh coé nguy co tai nan, v.v.
Nguyén ly cua Pareto vé sy phdn bé khéng dong déu
duoc dp dung cho viéc phdn phdi cua cdi va phdn
phoi cdc ton that vé chat luong.!

Juran da ap dung Nguyén ly 80/20 vao viéc quan ly chat
luong bang phuong phap thong ké. Phuong phap tiép can nay
nham dé xac dinh cac van dé dan dén hién tuong kém chat
luong va xép hang chung t loai quan trong nhat - 20% hu
héng dan dén 80% cac van de vé chat luong - cho dén loai kém
quan trong nhat. Ca Juran va Deming déu tién dén viéc st
dung cum t 80/20 ngay cang nhiéu, khuyén khich viéc chan
doan nhing sai sot it éi dan dén phan lén cac van dé rac roi.

Mot khi xac dinh dugc ngudn goc “thiéu sé6 quan trong” clia
san pham kém chat lwong, nguoi ta sé tap trung noé luc vao
viéc gidi quyét cac van dé nay hon 1a c6 gang ngan chan tat
cd cac van dé cung mot lic.

Khi trao luu chat luong tién tt ché nhan manh “quan ly”
chat lugng dén viéc quan niém rang diéu dau tién la tat cd
nhitng nha sdn xuat phai xay dung chat luong t bén trong
san pham, roi dén viéc quan 1y chat lugng toan dién va viéc
stt dung ngay cang tinh té cidc phan mém, thi viéc nhan manh
dén nhitng k¥ thuat 80/20 ciing theo d6 ma phat trién, dé roi
ngay nay hau hét nhitng nha quan 1y chat lugng déu quen
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thudc véi Nguyén ly 80/20. Vai tai litu tham khao gan day sé
minh hoa nhitng cach thic ma hién nay Nguyén ly 80/20
dang dugc ap dung.

Trong mot bai bao méi day cia tap chi Ndng sudt Quéc gia
(National Productivity Review), Ronald J Recardo dat cau hoi:

Nhitng 16 hong nao dnh hudng bat loi dén hdu hét
khdch hang chién luoc cia ban? Ciing nhu véi nhiéu
van dé vé chat luong khdc, Quy ludt cua Pareto ciing
duoc phdt huy tac dung & ddy: néu khdc phuc duoc
20% 16 héng chat luong quan yéu nhat clia minh, ban
sé nhan duoc 80% loi ich. Thong thuong, 80% loi ich
dadu tién nay bao gom cdc cdi tién mang tinh dot pha
cua ban.?

Mot tac gid khac, tap trung vao cac van deé cai tién doanh
nghiép binh luan rang:

Doi véi moi budc trong qud trinh kinh doanh cuia ban,
hdy tw hoi liéu né cé lam tdng gid tri hay cung cap
cho chiing ta nhitng héd tro quan yéu nao khong. Néu
khong, do la mot su lang phi. Hay loai bo budc do di.
Hoa ra dady chinh la nguyén tac 80/20, nhin dudi mot
goc do méi: Ban co thé loai bé duoc 80% su ldng phi
bdng cdch bé ra mét khodn chi phi chi bang 20% chi
phi dé loai bé hét 100% ldng phi. Hiy thuc hién ngay
bdy gio dé co duoc nhitng loi ich nhanh chong dy.
Nguyén 1y 80/20 cling da dugc Tap doan Sdn xuat Dién ti

Ford st dung trong chuong trinh chat luong gianh duoc gidi
thudng Shingo:
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Cac chuong trinh “vtta kip luc” (just-in-time) da duoc
dp dung theo do sut dung nguyén tdc 80/20 (80% gid
tri phdn tdn & 20% khoi luong) va nhitng thoi quen
ton kém nhiéu dé-la khéng ngung duoc phdn tich.
Hiéu qud nhdn céng va chi phi gidn tiép duoc thay
bdng phdn tich Thoi gian Chu ky Sdn xudt cho timg
dong san phdm, nho doé cdt gidm thoi gian chu ky sdn
phdm dén 95%.*

Cac phan mém mdi ap dung Nguyén ly 80/20 dugc sd
dung dé nang cao chat lugng:

[NhO vao bo phdan mém Phdn tich Dt liu ABC] dit
licu duoc nhdp vaoe vung bang tinh, noi ma ban co
thé ddnh khoi va chon mot trong sdu loai do thi:
biéu do tan so/suat, biéu do qudn ly, do thi chudi
thoi gian, do thi phdn tdn, biéu do hinh tron va biéu
do Pareto.

Biéu do Pareto két hop quy tdc 80/20, cé thé chi ra,
Vi du nhu trong s6 1.000 khiéu nai cua khdch hang
udc chung khodng 800 khiéu nai cé thé duoc loai trir
bdng cdch chi can khdc phuc 20% cdc nguyén nhdn
ddan dén khiéu nai’

Nguyén ly 80/20 ciing dugc ap dung ngay cang nhiéu trong
thiét ké va phat trién san pham. Vi du, mot ban danh gia viéc
st dung phuong phap quan 1y chat lugng toan dién ctia Lau
Nam Goc gidi trinh rang:

Cdc quyét dinh duoc dua ra som trong qud trinh
phdt trién dn dinh cung luén phadn I6n chi phi toan
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bo vong doi sdn phdm. Nguyén ly 80/20 mo td két
qud ndy, bdi vi chi sau 20% thoi gian phdt trién
80% chi phi toan b vong doi sdn phdm thuong
duoc cé dinh.S

Anh huéng cla cudc cach mang vé chat luong doéi véi su
thda man khach hang va gia tri, d6i voi vi thé canh tranh cta
cac hang tw nhan va that ra chinh 1a vi thé canh tranh cda cac
qudc gia it dugc luvu y nhung that sy c6 dnh hudng rat 16n.
Nguyén 1y 80/20 ré rang la mot trong nhing yéu té6 dau vao
“thiéu s6 quan yéu” déi voi cudc cach mang chat lugng. Nhung
dnh hudng ngam cda Nguyén ly 80/20 khong dimg lai & do.
N6 con dong mot vai tro quan trong trong cudc cach mang
thtt hai, ma khi két hop véi cuoc cach mang dau tién da tao
ra mot xa hoi tieu dung toan cau ngay nay.

Lan song 80/20 thu hai:
cudc cach mang vé thong tin

Cudc cach mang thoéng tin bat dau ti nhitng ndm 1960 da
lam thay doi théi quen va hiéu qua lam viéc cda phan 16n cac
hoat dong kinh doanh. Day chi 1a sy khéi dau dé lam dugc
mot viéc t6t hon nita 1a: gidp thay doi ban chat cia cac cong
ty dang 1a lyc lugng chi phéi trong xa hoi ngdy nay. Nguyén
ly 80/20 da, dang va sé la ké dong hanh quan trong ctia cudc
cach mang thong tin, giup dinh hudéng sitc manh cda cudc
cach mang mot cach thong minh.

C6 1é bdi n6é gan lién véi trao lwu chat lwong, nhitng chuyén
gia may tinh va phan mém ung ho cudc cach mang thong tin
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nay nhin chung déu quen thuodc véi Nguyén 1y 80/20 va si Nguyén tdc nay gid dinh rdng hdau hét phdn mém

dung né mot cach rong rai. Xét theo so lugng cac bai viét vé déu tiéu hao 80% thoi gian cua né dé thuc hién chi

may tinh va phan mém c6 dé cap dén Nguyén ly 80/20, hau 20% cdc chi dan c6 sdn. Cdc bo xut ly RISC... toi uu

hét nhitng nha phat trién phan cing va phan mém déu hiéu hoéa hiéu qud hoat dong cua 20% doé, gitip gidm kich

va st dung nguyén ly nay trong cong viéc hang ngay cda ho. cd cua con chip va ha gid thanh bdng cdch loai bo
Cudc cach mang thong tin dat hiéu qud cao nhat khi si 80% con ,lai. RISC lam duoc trong Vh‘i’{ mem dieu

dung cac khai niém vé tinh chon loc va tinh don gidn cda ma hé thong CISC (mot hé thong hang dau trudc do)

Nguyén ly 80/20. Nhu hai vi giam déc dw an doc lap xac lam dugc ¢ chat liéu silicon.’

nhan rang: Nhiing ai st dung phan mém déu biét rdng mac du phan

meém cuc ky hiéu qud nhung viéc s¢ dung van tuan theo cac
mo hinh 80/20. Nhw mét chuyén gia phat trién phan mém
tuyén b6 nhu sau:

Dbung nghi gi qud to tdt. Pung 1én ké hoach cdp dé
thit n trong ngay-dau tién. Ty sudt sinh loi trén von
dau tu thuong tudn theo nguyén tdc 80/20: 80% loi

ich sé duoc sinh ra tur 20% don gidn nhat cia hé Gioi doanh thuong lau nay luén bdm sdt theo nguyén

thong, va 20% loi ich con lai sé duoc sinh ra ti 80% tdc 80/20. Piéu ndy ddc biét dung dobi véi phan

phitc tap nhat cua hé thong do.” mém, linh vuc trong dé 80% ung dung ciia mot sdn

Apple da st dung Nguyén ly 80/20 khi phat trién san phdm pham tin dung chi 2NMng luc cla nd. Dieu do

Apple Newton Message Pad, mot thiét bi dién t& trg giip ca co nghia rang da so chung ta deu p h‘,ﬁ tra tien cho

nhan: nhirng thit ma chung ta khong muon hay khong

can. Cdc chuyén gia phdt trién phdn mém cudi cung

Cdc ky su Newton dd tdn dung phién bdn c6 sua duong nhu hiéu duoc diéu nay, va nhiéu nguoi dang

doi déi chuit [cia Nguyén ly 80/20]. Ho tim ra rang ddnh cuoc rdang cdc wtng dung module héa sé gidi
0,01% von tu cua mot nguoi la du dé thuc hién 50% quyét dugc van dé.°

nhitng viéc ho muon lam véi mét mdy vi tinh cam

R Thiét ké phan mém sao cho cac chitc niang hay si¢ dun
tay loai nho.® p 5 hay s

nhat ctia né tréd nén dé st dung la yéu td quyét dinh. Tiép can
Phan mém ngay cang thay the vai tro cia phan cung, qua tuong tw dugc ap dung cho cac dich vu mdéi vé co sé dit lidu:
cach st dung Nguyén ly 80/20. Phan meém RISC dugc phat

minh nim 1994 13 mét vi du: Nhitng chuyén gia phdt trién WordPerfect va cdc

phdn mém khdc lam ra chiing bdng cdch nao? Trudc
RISC dua trén mgt phién ban cua nguyén tac 80/20. tién, ho xdc dinh khach hang muoén diéu gi nhat tai
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thoi diém do va ho muon lam né nhu thé ndo -
nguyén tdac 80/20 cii (con nguoi st dung 20% cdc
chitc ndng cua chuong trinh phdn mém trong 80%
khodng thoi gian si' dung cua ho). Nhitng chuyén
gia phdt trién phan mém gioi lam cho cdc chiic ndng
thuong sit dung nhat tré nén don gidn, ty déng va
quen thudc dén muic toi da.

Ap dung cdch tiép cdn nay vao cdc dich vu co sé dit
liu ngay nay sé coé nghia la phdi luén quan sadt viéc
su dung cua khdch hang... Khdch hang goi vao dich
vu ho tro tim kiém bao nhiéu lan dé hoéi xem 14y tép
tin ndao hay coé thé tim mot tép tin nao do ¢ dau?
Thiét ké phan mém tot co thé loai trit duoc nhiing
cuéc goi nhu thé.!

Du ta c6 nhin vao dau di nita, nhitng cai tién hiéu qua trong
linh vuc thong tin - luu trd, truy xuat va xit Iy di liéu - déu
tap trung chd yéu vao 20% hodc it hon cac nhu cau quan yéu.

Cudc cach mang thong tin con ca
mot hanh trinh dai phia trudc

Cudc cach mang thong tin la mot dong luc co6 sic dao 1on
moi th 16n nhat ma gidi sdn xuat kinh doanh ting biét dén.
Hién tugng “quyen luc thong tin vao tay con nguoi” da dem
lai kién thitc va quyén luc cho cac ky thuat vién, cac cong
nhan & cap truc tiép sdn xuat, x6a bé quyeén luc va lay mat
cong viéc cda cap quan ly trung gian, nhitng ngudi trudc day
duoc bao vé béi cac kién thitc hodc bi quyét doc quyén. Cudc
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cach mang thong tin cling phan quyeén cac tap doan vé mat
vat ly: dién thoai, may fax, may vi tinh ca nhan, modem va sy
vi hoa, tinh di dong ngay cang tang cua nhitng ky thuat nay
da bat dau hdy diét quyén luc cac cung dién doanh nghiép va
tac dong dén nhing ké ngdi, hay da timg ngdi, trong day.
Cubi cung, cudc cach mang thong tin sé goép phan hdy diét
cap quan ly, tt d6 giip nhitng “ngudi lam that sy” trong cac
tap doan tao ra gia tri truc tiép 16n hon cho cac khach hang
quan yéu cda ho.'? Gia tri cda cac thong tin ty dong héa dang
tang theo cap s6 nhan, nhanh hon téc do ching ta c6 thé st
dung chung rat nhiéu. Chia khoa dé s dung stic manh nay
mot cach hiéu qud, hién nay va trong twong lai, nam & kha
nang biét chon loc: trong viéc ap dung Nguyén ly 80/20.
Peter Drucker chi ra con duong:

Mot co sé dit liéu, cho du phong phu dén thé nao
chdang nita, cting khong phdi la théng tin. No chi la
mét qudng thong tin. Nguon thong tin ma mot doanh
nghiép chu yéu dva vao chi ton tai dudi dang tho va
hon don. Nhitng gi ma mot doanh nghiép can nhat
cho viéc ra quyét dinh - ddc biét doi véi cdc quyét
dinh chién luoc - la dit liéu vé nhitng gi dién ra bén
ngoai doanh nghiép do. Chi 0 bén ngoai doanh nghiép
mdi cé6 nhitng két qud, co héi, va moi de doa.’>

Drucker bién luan rang ching ta can nhitng phuong cach
moi dé do ludng viéc tao ra cuia cai vat chat. lan Godden va
to6i goi nhitng cong cu madi nay la “cac bién phap danh gia ty
dong vé hiéu qud hoat dong”,* chuing chi méi bat dau dugc
tao 1ap bdi mot s6 doanh nghiép. Nhung trén 80% (c6 1é gan
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99%) nguon lyc ciia cudc cach mang thong tin thi van dang
duoc ap dung vao viéc tinh toan t6t hon nhitng gi ma trudc
day ching ta da tung tinh hon la tao ra va don gian hoa cac
bién phap tao ra cda cdi doanh nghiép that sy. Cai phan ty
16 nhé nd luc biét sit dung cudc cach mang thong tin dé tao
ra mot loai hinh tdp doan khac sé c6 mot anh huwdng to 16n.

Nguyén 1y 80/20 van la mot
bi quyét kinh doanh dugc giau kin

Mac du ré 1a ¢c6 mot tam quan trong va cting da duoc cac
nha quan ly biét dén, Nguyén 1y 80/20 van con chua duoc
pho bién rong rai. Tham chi ban than thuat ng® 80/20 chi
dugc dén nhan rat cham chap va chua thiay c6 nhing budc
ngoac ré rét. Vdi tinh trang dugc st dung con manh mun va
loan truyén chi ¢ mic do dan dan, Nguyén ly 80/20 van chua
dugc khai thac hét, ké cd nhitng nguoi thira nhan y tudng nay.
Nguyén ly nay cuc ky linh hoat. N6 c6 thé duogc ap dung mot
cach hiéu qua déi véi bat ky nganh nghé hay loai hinh t6 chic
nao, véi bat ky chitc ning nao thudc noi bd t6 chic hodc bat
ky cong viéc cad nhan nao. Nguyén 1y 80/20 déu cé tac dung
voi cac giam doc dieu hanh, can bo quan 1y & cac cap, cac
chuyén vién chitc ndng va bat ctt nguoi lam cong viéc tri 6c
nao, dén cac cong nhan cé tay nghé thap nhat hoiac nhing
nhan vién hoc viéc méi nhat. Va mac du viéc ap dung noé la
mudn hinh van trang, van c6 mot 16-gich nén tang thong nhat
gidi thich tai sao Nguyén ly 80/20 lai c6 thé phat huy tac
dung va c6 gia tri 16n dén thé.
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Tai sao Nguyén 1y 80/20 c6 thé
phat huy tac dung trong cac hoat dong
san xuat kinh doanh

Nguyén ly 80/20 dugc ap dung trong linh vuc kinh doanh
c6 mot chu dé chinh - tao ra nhiéu lgi nhuan nhat véi chi phi
va cong stic thap nhat.

Nhting nha kinh té hoc ¢6 dién thé ky thit XIX va dau thé
ky XX da xay dung mot 1y thuyét vé can bang kinh té va mo
hinh mdt doanh nghiép chiém duoc vi tri thong linh trong suy
nghi, tw duy t lic noé ra doi dén nay. Thuyét nay cho rang
trong mot moi truong canh tranh hoan hdo, cac doanh nghiép
sé khong tao ra lgi nhuan vugt troi, va kha nang sinh 1gi hoac
bang zero hoac bang chi phi von “binh thuong”, cum tu di sau
thuong dugc xac dinh béi mot mirc 1ai suat rat khiém ton. Xét
vé mat noi tai Iy thuyét nay rat nhat quan va c6 mot nhugc
diém duy nhat 1a n6 khong thé ap dung doi véi bat ky loai
hoat dong kinh té thuc tién nao, dac biét 1a d6i véi hoat dong
cia cac doanh nghiép tu nhan.

Thuyét 80/20 cho doanh nghiép

Nguoc lai véi thuyét canh tranh hoan hdo, thuyét 80,20
cho doanh nghiép wita c6 thé kiém ching duogc (va trong thuc
té da duoc kifm ching nhiéu lan) vira hitu dung nhu 1a mot
cam nang hanh doéng. Thuyét 80/20 cho doanh nghiép dua ra
nhiing nhan dinh sau:
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» Trong bat ky thi trudng nao, c6 vai nha cung tng luén lam
t6t hon nhiing nha cung tng khac trong viéc théa man nhu
cau khach hang. Nhitng nha cung ting nay sé dat dugc mitc
gia ban cao nhat ciing nhu thi phan cao nhat.

» Trong bat ky thi trudong ndo, c6 vai nha cung tng luén lam
t6t hon nhitng nha cung tng khac trong viéc gidm thiéu ty
16 chi phi trén doanh thu. N6i cach khac, san pham cia
nhitng nha cung ¢ng nay sé c6 gia thanh thip hon san
pham cda nhitng nha cung tng khac, véi cing san lugng va
doanh thu; hoac 1a ho c¢6 kha nang tao ra san lugng tuong
duong nhung véi chi phi sdn xuat thap hon.

» Mot sO nha cung tng ludn tao ra nhiéu gia tri thing duw hon
nhitng nha cung tng khac. (T6i st dung cum tu “gia tri
thang du” thay cho “lgi nhuan” bdi vi cum ti sau thuong
am chi loi nhuan dé chia cho cac ¢6 dong. Khai niém gia tri
thang du am chi dén ngudn ngan quy san c6 dé chia loi
nhuan va tai dau tu, ngoai nhitng thit can thiét thong thuong
dé dam bao cho bd may hoat dong). Gia tri thang du cao sé
dan dén mot hay nhiéu thtt sau day: (1) tai dau tu nhiéu
hon cho san pham va dich vu, nham san xuat ra san pham/
dich vu uu viét hon va hap dan khach hang hon; (2) dau tu
vao viéc gianh thi phan théng qua nd luc tiép thi va ban
hang nhiéu hon, va/hodc thén tinh cac hang khac; (3) dem
lai loi ich cao hon cho ngudi lao dong, diéu nay thuong co
khuynh huéng anh huéng dén viéc git chan va thu hut
nhan tai trén thi truong; va/hoac (4) dem lai 1gi ich cao hon
cho c6 dong, diéu nay thuong c6 khuynh huéng lam tiang
gia c6 phiéu va lam gidm chi phi von, lam thuan lgi cho
hoat dong dau tu va/hodc thon tinh.
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» Qua thoi gian, 80% thi truong cdé khuynh huéng dugce dap
ung bdi 20% hay mot ty 1é it hon cac nha cung tng, va cac
nha cung tng nay thong thuong ciing dat lgi nhuan nhiéu
hon.

Tai diém ndy, co cau thi truong c6 1& dat dugc diém can
bang, mac du né sé rat khac véi loai can bang tt mé hinh
canh tranh hoan hao dugc wa thich cda cac nha kinh té hoc.
Tai diém can bang 80/20, chi mot vai nha cung tng 16n
nhat sé cung cap cho khach hang gia tri t6t hon va c6 dugc
1¢i nhuan cao hon nhitng doi thd canh tranh nhé. Diéu nay
thuong dugc quan sat trong doi song thuc té, mac du theo
thuyét canh tranh hoan hao thi khong thé. Chung ta c6 thé
dat tén cho ly thuyét mang tinh thuc tién cao hon nay la
quy luat canh tranh 80/20.

Nhung thé gi¢i thuc tién thuong khong ngung nghi lau dai
trong trang thai can bang tinh ling. S6m hay muon (thuong
thi s6m) luén luén cé nhitng su thay dé6i co cau thi truong
do cac d6i mdi, cai tién ctiia cac déi thd canh tranh gay ra.

» Ca nhitng nha cung tng hién hitu va nhitng nha cung ung
moi sé tim toi dé cai tién va gianh duoc thi phan cao hon tw
phan nhd nhung c6 kha nang bao vé dugc cda méi thi truong
(“phan khuc thi truong”). Sy phan khuc ndy co thé xay ra
bang viéc cung cap san pham hay dich vu chuyén moén héa
cao hon phu hop mot cach Iy twéng doi véi vai loai khach
hang cu thé. Qua thoi gian, cac thi truong sé c6 khuynh
huéng phan ra thanh nhiéu phan khuc thi truong hon.
Trong moi phan khuc thi truong nay, quy luat canh tranh
80/20 sé& phat huy tac dung. Nhing coéng ty ding dau
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trong moi phan khic chuyén biét c6 thé hoac 1a nhitng cong
ty hoat dong trén pham vi 16n hoac doc quyén trong phan
khuc d6 hoac la cac cong ty trung gian cua nganh do, nhung
trong moi phan khuc thanh céng cda chung sé phu thudc
vao viéc dat dugc doanh thu 16n nhat véi chi phi thap nhat.
Trong moéi phan khuc, vai cong ty sé lam diéu nay tét hon
nhiing cong ty khac va két qua 1a sé ¢ khuynh huéng tich
ldy thém nhiéu thi phan phan khuc.

Cac cong ty 16n sé hoat dong trong mot sO Iugng 16n cac
phan khuc thi trudng, c6 nghia la trong mot so 16n cac phan
khuc két hop khach hang/san pham trong dé doi héi phai
c6 mot cong thic khac dé t6i da hoa doanh thu trén mot
don vi nguon luc, va/hodc noi ma cac doi thi canh tranh
khac giap mat nhau. Cac hang tw nhan 1én sé tao ra gia tri
thang du 16n trong mot vai phan khuc nay, trong khi tao ra
gia tri thang du thap hon (tham chi thAm hut) trong mot so
phan khuc khac. Do-dé thuc té cé xu huoéng 1a 80% gia tri
thang du hay 1¢i nhudn dwgc sinh ra tw 20% cac phan khuc
thi truong, tt 20% khach hang va ti 20% san phé{m. Phan
khuc thi truong dem lai 1gi nhuan cao nhat thuong 1a (nhung
khong phai ludn 1a) noi ma cong ty chiém thi phan cao nhat,
va noi ma cong ty c¢6 nhiéu khach hang trung thanh nhat
(s trung thanh dugc dinh nghia la st dung dich vu/san
pham lau dai va it ¢6 khd nang bd di dé chuyén sang cac
d6i thu canh tranh).

» Trong nodi bo bat ky mot cong ty nao, nhw voi nhitng don
vi phu thudc vao ty nhién va sy né lyc cda con nguoi,
thuong ton tai mot tinh trang bat can xuing gitta cac yéu to
dau vao va dau ra, sy mat can doi gitta n6 lyc bd ra va
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nhitng thanh qud thu duwoc. Bén ngoai cong ty, diéu nay thé
hién & chdé c6 mot sb thi truong, sadn pham va khach hang
c6 khd nang sinh lgi nhiéu hon cac thi truong, sdn pham va
khach hang khac. Trong noi bo cong ty, nguyén tac nay
dugc thé hién ¢ chd c6 mot s6 ngudn luc, c6 thé la con
nguoi, nha xudng, may moc hay sy hoan vi nhing nguf)n
luc nay sé dem lai nhiéu gia tri trén mot don vi chi phi hon
1a nhing ngudn luyc khac. Néu ching ta c6 thé do luong
dugc né (nhw c6 thé lam véi mot sé cong viéc, nhu cong viéc
cia cac nhan vién ban hang chéng han), chung ta sé nhan
ra rang mot s6 nhan vién tao ra gia tri thang dw rat lén cho
cong ty (ho gop phan tao ra doanh thu 16n hon nhiéu so véi
toan bo chi phi cong ty phai bé ra cho ho), trong khi do
nhi*tng nhan vién khac lai tao ra gia tri thang du thap hon
hoac gay ra tham hut. Cac cong ty tao ra gia tri thang du
16n nhat thuwong c6 gid tri thang du binh quan trén méi
nhan vién cao nhat, nhung ¢ moi cong ty, gia tri thang du
dugc tao ra bdi mdi nhan vién thuwong rat khong dong déu:
80% gia tri thang du thuong duoc tao ra chi bdéi 20% s6
Iugng nhan vién.

» O cap d6 thap nhat cda su téng hop cac nguodn luc trong mot
cong ty, chzzmg han nhu mot ca nhan nguai lao dong, thi 80%
gia tri thu duogc c6 thé duoc tao ra tt mot phan nho, xap xi
20% khoang thoi gian lam viéc, khi nguoi lao dong dang hoat
dong v6i nang suat cao gap nhiéu lan mmic hiéu qud trung
binh cda ngudi ay, thong qua mot sw phoi hop cac yéu t6 bao
gdm cac ca tinh va ban chat that su ctia cong viéc.

» Do do6, nguyén tac bat can doi gitta nd Iyc bé ra va phan
thudng nhan vao c6 mat & moi cap do trong kinh doanh: thi
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truong, phan khuc thi truong, san phfim, khach hang, cac
bd phan va nguoi lao dong. Sw mat can bang nay, chi
khong phai l1a khai niém can bang, méi chinh la dic trung
cua moi hoat dong kinh té. Hién nhién rang nhitng khac biét
nhé lai tao ra nhiing hau qua l6n. Mot san pham chi can t6t
hon san pham canh tranh cda né 10% 1a c6 thé tao ra dugc
50% khac biét vé doanh s6 va 100% khac biét vé 1gi nhuan.

Ba y nghia hanh dong

Y nghia thtt nhat ctia thuyét 80/20 1a cac cong ty thanh
cong thi hoat dong trong nhing thi truong c6 kha nang giip
cho cong ty do6 tao ra doanh thu cao nhat véi cong stc thap
nhat. Diéu nay dung mot cach tuyét doi 1an tuong doi, tuyét
d6i trong mdi tuong quan véi 1gi nhuan bang tién; va tuong
déi trong mdi twong quan véi canh tranh. Mot cong ty khong
thé dugc xem 1a thanh cong tri phi dat dugc gia tri thang du
tuyét doi cao (theo thuat ngt truyén thong, 1a ty suat sinh loi
trén von dau tu cao) dong thoi cing c6 thang dw cao hon so
v6i déi thi canh tranh ctiia né (Igi nhuan bién té cao hon).

Y nghia thuc tién tht hai cho cac céng ty 1a luon c6 kha
nang nang cao thang du kinh té véi cap do 16n bang cach chi
tap trung vao nhing doi tugng khach hang va phan khuc thi
truong hién dang dem lai gia tri thing du l6n nhat. biéu nay
ham y viéc b6 tri lai cadc nguodn luc vao cac phan khic tao ra
gia tri thang duv nhiéu nhat, dong thoi ngu y viéc giam thiéu
muc tong ngudn lyc va chi phi (néi cach khac, 1a giam thiéu
nhan cong va cac chi phi khac).

Cac cong ty hiém khi dat duwoc mic thang duw cao nhat ma
ho ¢6 thé dat dugc hodc chi gan dat duogc, bdi vi cap quan 1y
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thuong khong v thic duge tiém nang tao ra thang du clng
nhu ho thuong thich diéu hanh nhitng coéng ty 16n hon la
nhitng cong ty c6 kha nang sinh lgi khac thuong.

Hé luan tht ba 1a moi doanh nghiép déu cé thé nang cao
muc thang duv bang cach giam thiéu sy bat can xing giita san
luong va phan thudng trong nodi bd cong ty. Diéu nay co thé
thuc hién duwgc bang cach xac dinh nhiing bé phan nao trong
cong ty (con nguoi, phan xudng, cita hang, bo phin quan ly,
quoc gia) tao ra gia tri thing du cao nhat va ting cuong
nhitng ngu6n Iuc nay, lam cho chung manh thém; va ngugc
lai, xac dinh nhitng nguon luc nao tao ra gia tri thang du thap
hoac gay tham hut, tao diéu kién thuan lgi dé cai thién manh
mé nhing b6 phan do, va néu khong thé cai thién dugc thi
ngung tai trg kinh phi cho nhitng bé phan nay.

Cac nguyén tic trén tao nén mot ly thuyét 80/20 rat htu
ich cho doanh nghiép, nhung khong nén dién gidi chung mot
cach qua ciing nhic va gido diéu. Cac nguyén tic nay phat
huy duogc tac dung bédi vi chung 1a sy phan anh cac méi quan
hé trong tw nhién, von 1a mot su pha tron phic tap gitta trat
tw va hon don, gitta cai thuong quy va cai bat thuong.

Hay tim nhtng y tudong “khac thuong”
t@ Nguyen ly 80/20

Diéu quan trong la phai nim bét tinh linh dong va cac yéu
t6 tac dong cac moi quan hé 80/20. Néu khong coi trong diéu
nay, ban sé dién giadi Nguyén ly 80/20 mot cach qua cung
nhic va sé khong khai thac dugc hét tiém nang cta no.
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Thé gi¢i day ray nhiing nguyén nhan nho nhé, ma khi két
hop lai c6 thé dan dén nhing két qua to 16n. Hay xét vi du
mot cai xoong nau sita, khi dun qua mot nhiét do nhat dinh,
stta trong xoong bat ngd thay déi trang thai, dang 1én va soi
sung suc. M6i do ban c6 mot lugng sita nong, ndm gon gang
trong xoong ma gio day ban c6 hoac la moén ca phé ca-pu-chi-
no tuyét voi, hodc, ban néu dé cham di mot giay, mot mé ho
16n do6 tran ra bép 10. Trong san xuat kinh doanh moi chuyén
dién ra c6 cham hon doéi chut, nhung biét dau trong nam nay
ban thdy cong ty IBM tuyét voi dn nén lam ra voi nhiéu loi
nhuan théng tri nganh may tinh dé rdi, chang bao lau sau,
mot tich hop nhiing nguyén nhan nhé cé thé sé lam cho ngudi
khong 16 nay loang choang mat phuwong huwéng va dang phai
di do dam dé tranh bi diét vong.

Nhitng hé thong sang tao luon hoat dong vugt ra khdi trang
thai can bang. Nguyén nhan va két qua, tac dong va két qua,
hoat dong theo mdt phwong cach phi tuyén tinh, phi tuan tw.
Thuong ban khong gat hai nhing gi ma ban da dau tw; nhiéu
khi c6 thé ban thu vé méot lugng it hon hoac nhiéu hon nhiéu.
Nhtng bién chuyén 1én lao trong mot hé théng doanh nghiép
c6 thé xdy ra do két qua cda nhiing nguyén nhan xem ra chi
1a bé cén con. § bat ky thoi diém nao, nhitng con ngudi véi
mot tri thong minh, trinh d6 k¥ nang, va sy tan tuy cong viéc
ngang nhau cé thé lam ra nhitng két qud khong bang nhau,
do nhitng khac biét nhd vé cau tric. Cac su kién khong thé
doan biét trudc dugc, mac du nhing quy luat c6 thé doan biét
duong nhu van thuong hay lap di lap lai.
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Xac dinh cac van may

Do do6, kiém soat la khong thé dugc. Tuy nhién, c6 thé anh
hudng dén cac sy kién, va c6 1& quan trong hon la co thé phat
hién ra nhing diéu trai voi quy luat va khai thac chung. Nghé
thuat ap dung Nguyén ly 80/20 la xac dinh dugc cach thuc
ma xu huéng thuc té dang dién ra va khai thac n6 cang nhiéu
cang tot.

Hay tudng tuong rang ban dang & trong mot song bac rat
“ca chén” v6i toan nhing banh ru-lét khong can bang. Moi
con s6 déu c6 gia cuoc 1a 1 an 35, nhung tan suat xuat hién
cda timg con s6 lai khac nhau ¢ nhitng ban choi khac nhau.
Tai mot ban, s6 5 ¢6 tan suat xuat hién la 1/20, & ban khac
thi ty 1é d6 1a 1/50. Néu ban “theo” dung con s6 can danh &
dung ban cugc, ban c6 thé phat tai. Néu ban ct ngoan co dat
cugce vao con sO 5 & ban cuge cé tan suat xuat hién cia né chi
la 1/50 thi ban sé thua sach tién du cho ban c6 s6 von ban
dau nhiéu dén cé nao di nita.

Néu ban xac dinh dugc cong ty cia ban dang sinh loi nhiéu
hon & khau nao, ban c6 thé bé thém von vao va thu dugc mot
khodn loi nhuan khong 16. Ngugc lai, néu ban phat hién ra
cong ty ban dang bi thua 16 ¢ khau nao thi ban c6 thé cat
gidm muic 16.

Trong ngl canh nady, “khau” cé thé 1a bat cd thi gi. N6 ¢6
thé 1a mot sdn pham, mot thi truong, mot khach hang hay mot
loai khach hang, mot cong nghé, mot kénh phan phoi, mot
phong hay bd phan, mot quoc gia, mot loai giao dich hay mot
nhan vién, loai nhan vién hay mdt nhém. Muc tiéu cida tro
choi 1a ¢ cho phat hién ra vai khau thiéu so dang tao ra gia
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tri thang du 16n va khuéch dai ching dén mtic toi da; va nhan
dién dugc nhing khau dang bi thua 16 va loai b chung ra.

Ching ta da dugc dao luyén tu duy theo kiéu twong quan
nhan qud, vé cac mdi quan hé c6 quy tac, mic sinh loi trung
binh, canh tranh hoan hdo, va cac két quad c6 thé du doan
trude. Nhung doé khong phai 1a thé gisi thuc. Thé gidi thuc bao
gdm mot loat cac anh hudng, & ddy nguyén nhan va két qua
tré nén lu mo, cac vong lap phan hoi phic tap lam méo mo
cac yéu t6 dau vao; & day trang thai can bang chi mang tinh
tam thoi va thuong chi 1a ao giac; & day c6 nhing khuén mau
hoat dong dau bat thuong lai mang tinh lap di lap lai; & day
cac cong ty khong bao gio canh tranh tryc dién va phat dat
nho vao su chénh léch; ¢ day mot vai tay duoc wu ai c6 kha
nang thau tém thi truong dé thu loi cao.

Nhin dudi goc dd nay, cac cong ty 16n la cac lién minh cuyc
ky phttc tap va lién tuc thay doi, trong dé6 mot so cong ty dang
di dung huong va 1am an phat dat, trong khi mot sé cong ty
khac thi hoat dong trai voi “quy luat” va bi 16 1a. Su bat luc
cda chung ta khi xt Iy cai thuc té phic tap va cac hiéu tng
binh 6n va hay gay nhiéu sai 1énh cda cac hé thong ké toan
lam cho tat ca nhitng diéu nay kho nhan ra. Nguyén ly 80/20
rat pho bién nhung hau nhu khéng dugc nhan biét. Cai ma
ching ta thuong dugc nhin thay trong kinh doanh 1a hiéu tng
cudi cung cda nhitng diéu dang dién ra, chi that sy khong
phdi 1a toan bd bitc tranh. Bén duwdi bé mat nay la nhing yéu
t6 dau vao tich cyc lan tiéu cuc day mau thuan két hop voi
nhau dé tao ra hiéu wng ma chung ta cé thé nhin thay trén bé
mat cda nd. Nguyén ly 80/20 c6 tac dung 16n nhat khi ching
ta xac dinh duoc tat ca cac lyc tac dong bén dudi bé mat, dé
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c6 thé ngan chan cac dnh hudng tiéu cyc va tap trung suc
manh t6i da cho cac yéu té6 c6 nang suat cao nhat.

Lam thé nao cac céngvty c6 thé st dung
Nguyén ly 80/20 de tang lgi nhuan

Phan lich sg, triét 1y va ly thuyét ctia Nguyén 1y 80/20 trinh
bay nhu thé 1a da qua dd! Bay gid chung ta chuyén sang van
dé thuc hanh. Bat ky mot cong ty riéng 1é ndo ciing c6 thé thu
hoach dugc rat nhiéu thong qua viéc van dung thuc té Nguyén
ly 80/20. ba dén Iic phai vach ra cho ban thay phuong cach
thuc hién.

Chuong 4 dén Chuong 7 bao gom nhitng phuong phap
quan trong nhat dé tang lgi nhuan théng qua Nguyén ly 80/
20. Chuong 8 két thuc Phan hai v6i mot s6 bi quyét vé cach
thitc nam bat Nguyén ly 80/20 vao trong doi séng kinh doanh
cda ban, giup ban c6 duge wu thé hon so voi cac dong nghiép
cling nhv doi thd canh tranh cda minh.

Chung ta bat dau chuong ké tiép véi ng dung quan trong
nhat cia Nguyén ly 80/20 vao trong bat ky cong ty nao: ay
la khu biét b6 phan nao ma ban dang that su c6 1ai va, cling
quan trong khong kém, xac dinh bo phan nao ban dang thuc
sy bi thua 16. Moi doanh nhan déu nghi rang ho da thiwa biét
diéu nay, va gan nhu tat ca déu sai lam. Néu qud ho da c6
mot bitc tranh chinh xac thi toan bo doanh nghiép cua ho da
thay déi roi.



Tai"sao chién lwoc
cua ban sai lam?

Trﬂ phi da s dung Nguyén ly 80/20 dé dinh huéng
lai chién luwgc cda minh, néu khong thi ban cé thé
kha chac chan rang chién luge dy dang mac sai lam nghiém
trong. Gan nhu chic chan la ban khong c6 duwgc mot bic
tranh chinh xac vé nhitng mang hoat dong ma ban dang kiém
duoc loi nhuan, va nhiing mang ban dang bi thua 16. Trong
truong hop 4y, diéu hau nhu khong thé tranh duoc 1a ban
dang “6m” qua nhiéu chuyén cho qua nhiéu déi tuong.
Chién lugc kinh doanh khong nén la mot cai nhin chung
chung tw bén trén, hoanh trang, t6ng quan, hay bao quat hét
moi van dé, ma, c6 thé noi, nén giong nhu mot cai nhin tr bén
dudi, ghé mat nhin nhing cai bén dudi 16p vé boc, dé xem xét
that chi tiét nhing gi dang dién ra. Dé di dén mot chién lugc
kinh doanh hitu ich, ban can quan sat ky ludng cac phan

92

khuc khac nhau cia doanh nghiép minh, dac biét la kha nang
sinh 1oi va kiém dugc tién cda nhitng mang ay.

Trwt phi doanh nghiép ban c6 quy mé nhd va don gidn, hau
nhu c6 mot sy that rang it nhadt 80% so tién va loi nhudn cua
cong ty ban duvoc tao ra tuw 20% hoat dong cua no va tw 20%
doanh thu ciia cong ty. Bi quyét la & chd tim ra dugc do la
20% ndo.

Ban dang kiém dugc nhiéu tién nhat
G nhitng bo phan nao?

Ban hay xac dinh bo phan nao cuia doanh nghiép dang dem
lai 1gi nhuan cao, b6 phan nao sé phai dugc cai thién lai va
bd phan nao dang la tai hoa cho doanh nghiép ban. Dé lam
diéu nay chung ta sé tién hanh Phan tich 10i nhuan theo Nguyén
ly 80/20 theo cac phan loai kinh doanh khac nhau:

» theo san pham hay nhém/loai sdn pham

» theo khach hang hay nhom/loai khach hang

» theo bat ky kiéu phan chia khac nao c6 vé phu hop véi
doanh nghiép cda ban ma ban da c6 san dit liéu, vi du theo
khu vuc dia 1y hay theo kénh phan phéi

» theo phan khuc canh tranh.

Hay bat dau véi sdn phdm. Doanh nghiép cda ban hau nhu
chac chan c6 thong tin vé san phdm hodc nhém sdn pham.
Do6i v6i mdi loai, quan sat doanh s6 cda ky/thang/quy/niam
vira qua (hdy quyét dinh dinh ky nao la dang tin cay nhat) va
tim ra kha nang sinh lgi sau khi phan b6 toan bo chi phi.
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Cong viéc nay dé hay kho phu thudc vao hién trang thong
tin quan 1y clia cong ty ban. Cai ban can c6 thé da co san,
nhung néu chua co6 thi ban sé phdi tu xay dung no. Ban budc
phdi c6 doanh s6 ban ctia ting sdn pham hodc dong san
pham va lgi nhuan gop (doanh thu ban hang tri gia von hang
ban). Ban hén cing biét t6ng chi phi cia toan bo doanh nghiép
(cac chi phi chung). Diéu ma ban phai lam tiép theo 1a phan
b6 cac chi phi chung cho ting nhém san pham dua trén co
sd hop ly nao do.

Phuong phéap so dang nhit 1a phan bé chi phi trén phin
tram doanh thu. Tuy nhién, chi can suy nghi thoang qua la ta
thdy phuong phap nay khéong that sy chinh xac. Chéng han
mot vai sdn pham chiém rat nhiéu thdi gian cda nhan vién
ban hang so véi gia tri eda ching, trong khi nhitng san pham
khac thi chiém rat it thoi gian. Mot vai san phadm dugc quang
cdo ram ro trong khi cac san pham thi khong hé dugc quang
cdo. Vai san phdm gap phai nhiéu phién toai ¢ khau san xuat
trong khi d6 cac sdn phdm khac thi rat dé dang, suén sé.

Hay tinh ting loai chi phi chung va phan bo né cho mébi
nhém san pham. Lam nhu vay cho tat ca cac loai chi phi, sau
dé nhin vao két qua.

Thong thuong, mot vai sdn phadm, mac du dai dién cho
thiéu s6 doanh thu, lai sinh loi rat cao; phan 16n san pham
con lai ¢6 kha nang sinh lgi khiém t6n hodc nhé bé; va vai san
pham khac thuc su dang gay ra 16 16n mot khi ban phan bo
tat ca cac chi phi.

Hinh 10 thé hién cac so6 litu cda mot nghién citu moéi day
ma toi da tién hanh v6i mot nhém thiét bi dién tk. Hinh 11 thé
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hién cac s6 litu tuong tuy bang do thi; hdy nhin vao day néu
ban thich nhitng biic tranh hon la nhitng con sb.

Don vi tinh: 1.000 $

San phdm  Doanh s6 ban Loi nhuan Ty suat loi nhuan
trén doanh s6 (%)

SP nhém A 3.750 1.330 35,5
SPnhém B 17.000 5.110 30,1
SP nhém C 3.040 601 25,1
SPnhém D 12.070 1.880 15,6
SPnhém E 44.110 5.290 12,0
SP nhém F 30.370 2.990 9,8
SP nhém G 5.030 (820) (15,5)
SP nhém H 4.000 (3.010) (75,3)
Téng cong  119.370 13.380 11,2

Hinh 10: Cong ty Electronic Instruments Inc.
bang ké doanh sb va lgi nhuan theo nhém san pham.
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Hinh 11: Cong ty Electronic Instruments Inc.
do thi doanh sb va lgi nhuan theo nhém sdn pham.

Tt hai hinh trén ta c6 thé thay riang san pham nhém A
chiém 3% doanh s6 nhung dén 10% loi nhuan. Cac san pham
nhém A, B va C chiém 20% doanh s6 nhung dén 53% lgi
nhuan. Piéu nay tré nén ré rang hon néu ta tao ra Bang 80/
20 hay Biéu d6 80/20 lan lugt nhu trong Hinh 12 va 13.

Mac du chwa tim thay 20% doanh s6 ban chiém 80% loi
nhuan, nhung ching ta dang trén con duong di tim né. Néu
khong phdi la 80/20, thi 1a 67/30: 30% doanh sd ban san
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pham chiém gan 67% logi nhuan. C6 thé ban da cé suy nghi
dén nhtng viéc can lam dé nang doanh s6 ban cac nhoém san
pham A, B va C. Vi du, c6 thé ban muén bo tri lai toan bé luc
lwgng ban hang cua 80% con lai, cho cac nhan vién ban hang
biét 1a phai tap trung vao viéc nhan doéi doanh sé ban cda
nhom san pham A, B va C va b6t quan tam dén cac nhom san
pham con lai. Néu ho thyc hién thanh cong diéu nay, khong
nhting doanh sb ban ting 1én 20% ma loi nhuan cling sé tiang
hon 50%.

C6 thé ban cling da c6 nghi dén viéc cat gidm chi phi, hay
nang gia ban cac san pham nhém D, E va F; hoac nghi dén
viéc cat gidm triét dé hay loai bé hoan toan cac san pham
nhéom G va H.

% Doanh s6 ban % Loi nhuan

San pham Nhom Cong don Nhém Cong don
SP nhém A 3,1 3,1 9,9 9,9
SP nhém B 14,2 17,3 38,2 48,1
SP nhém C 2,6 19,9 4,6 52,7
SP nhém D 10,1 30,0 14,1 66,8
SP nhém E 37,0 67,0 39,5 106,3
SP nhém F 25,4 92,4 22,4 128,7
SP nhém G 4,2 96,6 (6,1) 122,6
SP nhém H 3,4 100,0 (22,6) 100,0

Hinh 12: Cong ty Electronic Instruments Inc., Bang 80/20
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Hinh 13: Cong ty Electronic Instruments Inc., Biéu do 80,20
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3.1

14,2

262

10,1

37,0

254

4,2

3.4

9,9

38,2

4.6

141

39,5

22,4

Phan tram doanh so

(6.1)

(22,6)

Phan tram loi nhuan

Con kha nang sinh loi
cua khach hang thi sao?

Sau khi xem xét san pham, hay tiép tuc xét dén khdch
hang. Lap lai trinh ty phan tich, nhung xem xét sO Iugng mua
cda moi khach hang hay nhom khach hang. Mot vai khach
hang chiju trd mutc gia cao nhung ciing phai ton chi phi cao
dé phuc vu ho: ho thuong la nhing khach hang nhd. Cac
khach hang 16n c6 thé dé giao dich va mua mot lugng 16n san
pham cung loai, nhung ép ban phai giam gia ban. Thinh thoang
nhiing sy chénh léch nay bu trit lan nhau, nhung thuong thi
khong. Doi voi nhém chung ta dang goi 1a Cong ty thiét bi
dién t& (Electronic Instruments Inc.), két qua dugc thé hién &
Hinh 14 va 15.

Don vi tinh: 1.000 $

Khach hang Doanh sé ban Loi nhuan Ty Ié lgi nhuén
trén doanh s6 (%)

KH loai A 18.350 7.865 42,9
KH loai B 11.450 3.916 34,2
KH loai C 43.100 3.969 9,2
KH loai D 46.470 (2.370) (5,1)
Téng cong 119.370 13.380 11,2

Hinh 14: Cong ty Electronic Instruments Inc.,
bang ké doanh so va lgi nhuan theo ting nhém khach hang.
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Hinh 15 Cong ty Electronic Instruments Inc., do thi doanh s6
va lgi nhuan theo nhém khach hang.

Xin c6 doi 10i gidi thich vé cac nhom khach hang. Nhom A 1a
cac khach hang nhd, truc tiép, trd gia rat cao va mang lai loi
nhuan gop rat 16n. Phai tén kém mot khodn chi phi kha kha dé
phuc vu ho nhung I¢i nhuén dem lai nhiéu hon c6 thé bu dap
cho cac chi phi do6. Khach hang nhom B la nhitng nha phan
phdi, c6 khuynh huéng dit nhimg don hang 16n va tén rat it
chi phi dé phuc vu ho, tuy nhién vi mét 1y do nao do6 ho c6 thé
chap nhan trd mot gia twong ddi cao, chu yéu bédi vi linh kién
dién t¢ ho mua vé chi chiém mot phan nhé tong chi phi san
pham ctia ho. Khach hang nhém C 1a nhiing nha xuat khau tra
gia cao. Tuy nhién, véi ho cai kho cho doanh nghiép la phai ton
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kém rat nhiéu chi phi dé phuc vu ho. Khach hang nhém D la
nhiing nha san xuat 16n thuong mac ca vé gia rat gat gao va
cling doi héi nhiéu trg gitp ky thuat va nhiéu “wu dai”.

Hinh 16 va Hinh 17 lan lugt thé hién Bang 80/20 va So do
80/20 dbi v6i timg nhom khach hang.

% Doanh s6 ban % Loi nhuan
San pham Nhom Cong don Nhém Cong don
KH nhom A 15,4 15,4 58,9 58,9
KH nhom B 9,6 25,0 29,3 88,2
KH nhom C 36,1 61,1 29,6 117,8
KH nhom D 38,9 100,0 (17,8) 100,0

Hinh 16: Cong ty Electronic Instruments Inc.,
bang 80/20 theo loai khach hang
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Hinh 17: Cong ty -17.8
Electronic Instruments — _,, L '
Inc., Biéu dd 80,20 Phan tram Phan trdm
theo loai khach hang doanh s6 logi nhuan
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Cac hinh nay biéu thi nguyén tac 59/15 va nguyén tac 88/
25: nhém khach hang sinh 1oi nhiéu nhat chiém 15% doanh
thu nhung dén 59% lgi nhuan va 25% khach hang sinh lgi
nhiéu nhat dem lai 88% lgi nhuan. Piéu nady mot phan 1a do
cac khach hang sinh loi nhiéu nhat c6 khuynh huéng mua
nhitng san phdm sinh lgi nhiéu nhat, cing nhu ho da tra
nhiéu hon so véi chi phi phuc vu ho.

Phan tich trén da dan dén mot chién dich tim kiém thém
khach hang nhom A va B rat thanh cong: khach hang nhé
truc tiép va nhitng nha phan phdi. Tham chi tinh luén ca chi
phi cho chién dich nay thi lgi nhuan dem lai cting rat 16n. Gia
ban cho khach hang C (nha xuat khau) cling dugc nang lén
mot cach cé chon loc va nhing cach thitc giam chi phi phuc
vu ho da dugc tim ra, dac biét tang cuong ban hang qua dién
thoai hon 1a ban hang true tiép. Khach hang nhém D (nhing
nha san xuat 16n) dwoc x& ly mot cach riéng 1é: chin trong sé
nhing doi tuong nay chiém 97% doanh s6 cda nhém D. Trong
mot vai truong hop, nhitng dich vu phat trién k¥ thuat dugc
tinh phi riéng; trong mot s6 truong hop khac gia ca duoc nang
lén; va ba khach hang dé “dwoc dé mat” mot cach chién luoc
vé tay cda doi tht canh tranh dang ghét nhat ctia cong ty sau
mot cudc chién dau gia. Cac nha quan 1y that ra muén dé cho
phia d6i thd canh tranh dy thudng thitc nhiing tén that ay!
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Ap dung Nguyén ly 80/20
cho cong ty tu van

Sau khi phan tich vé san pham va khach hang, hay lay bat
ky st phan chia nao khac c6 lién quan dic biét dén doanh
nghiép cida ban. Khong cé sy phan tich dac biét nao trong
truong hop coéng ty trang bi dung cu; nhung dé minh hoa cho
diém nay, hay xét viéc tach doanh thu va lgi nhuan trong mot
cong ty tu van chién luge dugc trinh bay ¢ Hinh 18 va Hinh
19.

Nhitng hinh nay biéu thi nguyén tac 56/21: cac duv an 16n
chiém chi 21% doanh thu nhung mang lai dén 56% loi nhuan.

Pon vi tinh: 1.000 $

Phan chia  Doanh sb ban Loi nhuan Ty Ié lgi nhuén
Kinh doanh trén doanh s6 (%)
Dy an lén 35.000 16.000 45,7

Du an nhd 35.000 12.825 9,5

Tdng cong 170.000 28.825 17

Hinh 18: Cong ty Strategy Consulting Inc. (Cong ty Tuw van
Chién lugc) - bang ké kha nang sinh lgi ctia cac
du an 16n so véi dy an nhd
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0

Doanh sé

Hinh 19: Céng ty Strategy Consulting Inc., biéu dd kha nang
sinh lgi cda cac du an 1én so véi du an nhd

Pon vi tinh: 1.000 $

Phan chia Doanh s6 ban  Loi nhuan Ty 1& loi nhuan
Kinh doanh trén doanh s6 (%)
Khach hang cii 43.500 24.055 55,3

KH khong ct 01.000 2.726 2,6
khong moi 101. 12.7 12,

Khach hang moi 25.500 (7.956) 31,2

Téng cong 170.000 28.825 17%

Hinh 20: Cong ty Strategy Consulting Inc., bang ké kha nang
sinh 1gi cda nhém khach hang cd so vdi nhom khach hang mdi
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0] Khach hang ci

40

Khach hang khéng cii

20— khong mai

Ty 1& lgi nhuén Khach hang

trén doanh s6 0
%

20—
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Doanh sb

Hinh 21: Coéng ty Strategy Consulting Inc., biéu dé kha nang
sinh 1gi cda cac khach hang ci so vdi khach hang mai

Don vi tinh: 1.000 $

Phan chia  Doanh sb ban Loi nhuan Ty Ié lgi nhuén
Kinh doanh trén doanh s6 (%)
M&A 37.600 25.190 67,0

Phan tich 75.800 11.600 15,3

chién lugc ' : '

Du an 56.600 7.965 14,1

hoat dong ) ) !

Tdng cong 170.000 28.825 17,0

Hinh 22: Coéng ty Strategy Consulting Inc., bang ké kha nang

sinh 1¢i bédi ting loai du an
AT
20
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Hinh 23 Cong ty Strategy Consulting Inc.,
biéu d6 vé kha nang sinh loi theo loai duv an

Mot phan tich khac, dugc thé hién trong Hinh 20 va Hinh
21, phan chia theo khach hang “ci” (hon ba nam), khach
hang “mdi” (duwdi 6 thang) va cac khach hang & lung ching -
khong cti khong méi (6 thang-3 nam).

Cac hinh nay thé hién rang 26% (khach hang cti) mang lai
84% loi nhuan: quy tac 84,/26. Thong diép & day la trudc nhat
c6 gang duy tri va tang cuwong s6 khach hang phuc vu lau dai,
ho 1a nhitng nguoi it nhay cdm vé gia nhat va cé thé phuc vu
ho v6i chi phi thip nhat. Nhitng khach hang mdi chua chuyén
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thanh khach hang phuc vu lau dai, dugc nhan dinh 1a nhitng
nguoi gay thua 16, dan dén phuwong phap tiép can cé chon loc
hon dé thuyét phuc doanh nghiép: dong thai thuyét phuc 16i
kéo chi dugc thyc hién trong truong hgp nguoi ta tin la doi
tugng doanh nghiép nay c6 kha nang trg thanh mot khach
hang lau dai.

Hinh 22 va Hinh 23 tém tat mot phan tich tht ba cho cac
nha tu van, theo do6 cac duv an dugc phan ra thanh ba loai: du
an sap nhap & thon tinh (M&A), phan tich chién luwoc va du an
khai thac.

Su phan chia nay minh hoa nguyén tac 87/22: du an M&A
mang lai 10i nhuan to 16n, chiém 22% doanh thu nhung dem
dén 87% loi nhuan. Can phai c6 gang gap doi dé ban duoc
nhiéu du an M&A hon nta.

Cac du an hoat dong doi véi khach hang cii, khi dugc phan
tich doc 1ap, héa ra lai & vao khoan hoa von trong khi cac
khoan 16 16n cda cac dy &an hoat dong lai do cac khach hang
méi gdy ra. biéu nay dan dén quyét dinh khong “lay” khach
hang mdi trong khi s6 khach hang cd hodc bi tinh phi cao hon
nhiéu cho loai du an nay hoac khuyén khich ho chuyén sang
cac cong ty tu van chuyén mon.

Phan kohljcakinh doanh la chia khoa
dé hiéu dugc va phat huy
kha nang sinh lgi

Cach t6t nhat dé kiém tra kha nang sinh lgi ctia viéc kinh
doanh cida ban la chia nhé né thanh cac phdn khiic canh
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tranh. Trong khi nhing phan tich theo sdn pham, khach
hang hoac theo bat ky mot mang nao khac cé lién quan déu
thuong rat cé gia tri, ta c6 thé c¢6 duwgc nhitng théng hiéu sau
sac nhat to su két hop khach hang va sdn phadm thanh
nhtng phan khuc kinh doanh dugc xac dinh dua trén viéc
tham chiéu dén cac déi thd canh tranh quan trong nhat cda
ban. Mac du viéc lam nay khong kho nhu khi méi nghe qua
nhung c6 rat it t6 chitc doanh nghiép phan chia hoat dong
kinh doanh cda minh theo cach nay, do dé can thiét phai
trinh bay so luwogc van dé nay.

Phdn khuc canh tranh la gi?

Mot phan khic canh tranh la mot bo phan kinh doanh & d6
ban phai déi mat mot doéi thd canh tranh khac hodc cac yéu
t6 tac dong canh tranh khac nhau.

Hay lay bat ky bo phan kinh doanh nao ma ban chot nhé:
mot san pham, mot khach hang, mot dong san phdm dugc
ban cho mot loai khach hang, hoac bat ky mang nao khac cé
tam quan trong véi ban (vi du cac nha tu van c6 thé nghi dén
cong viéc M&A (sap nhap va mua lai doanh nghiép). Bay gio
hay tiy hoi hai cau hdi don gian:

» Ban c6 doi mdt véi mot doi thu canh tranh chinh yéu khdc
trong bo phdn kinh doanh nay so véi phan kinh doanh con
lai? Néu cau trd 10i 1a c6 thi lic dé bd phan kinh doanh dé
1a mot phan khuc canh tranh doc 1ap (goi tat 1a phan khuc).

Néu ban dang chéng lai mot ddi thd canh tranh chuyén
nghiép, khd nang sinh lgi cia ban sé tuy thudc vao su
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tuong tac gitta san pham va dich vu ctia ban so véi cac san
pham va dich vu ctia déi thd canh tranh. Ngudi tiéu dung
thich cai nao hon? Va téng chi phi ctia ban dé cung cap sin
pham hodc dich vu 1a bao nhiéu so véi tong chi phi cda doi
thi? D6i thi canh tranh c6 vai tro quyét dinh kha ning
sinh 1gi cda ban ngang véi bat ky yéu td nao khac.

Do d6 viéc tinh dén linh vuc kinh doanh nay cda ban
mot cach riéng ré va doc lap la hoan toan hop ly, dé xac
dinh chién Iugc danh bai (hodc bat tay thong dong) doi thd
canh tranh. Di nhién ciing rat hop ly khi xem xét kha niang
sinh 1gi mot cach doc 1ap. C6 thé ban sé c6 phat hién day
ngac nhién.

Nhung tham chi néu b phan kinh doanh ma ban dang
xem xét 1a ¢6 dobi thi canh tranh giong nhu bd phan kinh
doanh khac cda ban (vi du d6i thi chinh cda ban & san
phdm A cting 1a d6i thd cta ban trong san pham B), luc dé
ban can dat ra mot cau hadi khac.

Ban va doi thi cua ban cé cung ty 1é doanh sé bdn hodc
thi phdn & cd hai linh vuc khéng? Hodc cé phdi ho tuong
dbi manh hon ban trong mét linh vuc va ban lai tréi hon
ho trong linh vuc kia khéng?

Vi du néu ban c6 20% thi phan & san pham A va déi thd
16n nhat chiém 40% thi phan (ho c6 thi phan gap déi ban)
thi ban ¢6 cung ty lé gidng nhu vay & san pham B khong?
Nghia 1a ho ciing chiém mot thi phan gap doi ban. Néu ban
c6 15% thi phan & san pham B nhung déi thud chi c6 10% thi
lic d6 c6 mdt vi thé canh tranh tuong doi khac nhau trong
hai san pham.



Sé c6 nhitng 1y do thuc té ly gidi diéu nay. Nguoi tiéu
dung c6 thé thich nhan hiéu cda ban & sdn phdm B nhung
lai thich nhan hiéu cda déi thi ¢ san pham A. C6 thé doi
thd khong quan tam nhiéu vé sdn pham B. C6 1é doanh
nghiép cda ban hiéu qud va c6 gia ca canh tranh & san
pham B trong khi § san phdm A thi nguoc lai. G giai doan
nay ban khong can biét 1y do. Tat ca nhing gi ban can lam
1a phai thdy dwoc mac du ban duong dau véi cung mot doi
thi nhung su can bang vé loi thé lai khac nhau trong hai
linh vic kinh doanh nay. Do d6 chung la nhing phan khuc
doc 1ap va sé c6 kha nang thé hién nhitng mic do loi nhuan
khac nhau.

Tinh dén doi thu canh tranh giup ban di truc tiép
vao cdc phan tach kinh doanh then chot

Thay vi khéi dau bang mot dinh nghia kinh doanh truyén
thong nhu mot san pham hodc sdn lwong ctiia cac bo phan
khac nhau cda t6 chitc doanh nghiép cda ban, viéc nghi dén
cac phan khuc canh tranh dwa ban théng dén phuong cach
quan trong nhat dé phan tach va danh gia vé doanh nghiép
cia ban.

Tai cong ty kinh doanh thiét bi dugc dé cap & phan trudc,
cac nha quan ly khong thé nhat tri vdi nhau vé cach thic
phan tich kinh doanh. Mot sé6 nguoi nghi rang san pham la
mot yéu té6 danh gia then chdt. Quan diém cda nhiing ngudi
khac 1a phan biét khach hang trong nganh c6 hé théng duong
ong (néi chung 1a cac cong ty xang dau) hay la trong nhing
nganh theo qui trinh san xuat lién hoan (vi du cac cong ty ché
bién thyc pham). Nhém thit ba cho rang kinh doanh ndi dia
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& Hoa Ky rat khac véi kinh doanh xuat khau. Do ho bat dau
bang cac gid dinh khac nhau ma gid dinh nao cing c6 gia tri
& mot chimg muc ndo do nén rat kho tao ra tién trién trong
viéc t0 chitc doanh nghiép hoac thong tin lién lac v6i nhau.

Viéc chia doanh nghiép ra cac phan khuc canh tranh khéac
nhau da cham dut duoc cac tranh cdi nay. Quy tac nay kha
don gidn: néu ban khong dbi pho voi cac doi thd khac hoac
cac vi thé canh tranh khac nhau thi d6 khong phai 1la mot
phan khuc riéng biét. Chung ta nhanh chong c6 dugc mot tap
hop cac phan khic tuy chuwa hoan thién nhung rat ré rang ma
moi ngudi déu cé thé hiéu dugc.

Thoat dau hién nhién 1a cac déi thi canh tranh rat khac
nhau trong da s6 san pham nhung khong phai 1a tat ca. Trong
truong hop cac doéi thu giong nhau voi cac vi thé canh tranh
gan twong tv nhau ching ta c6 thé gop cac san pham lai véi
nhau. Trong hau hét cac truong hop khac chung ta tach riéng
cac san pham.

Sau d6 chung ta dit cau héi la cac vi thé canh tranh déi voi
khach hang trong nganh xang dau c6 khac biét voi khach
hang ché bién thyc phdm theo quy trinh khong. Ngoai trit &
mot sdn pham duy nhat, cau tra 16i 1a khong. Tuy nhién trong
san pham d6 - may do luong ty trong chat 18ng - thi cac déi
tht 16n nhat lai khac nhau. Vi thé ching toi dat ra hai phan
khic & day: phan khuc thiét bi do ty trong chat 16ng cho
khach hang nganh xang dau va phan khuc thiét bi do ty trong
chat 16ng cho khach hang nganh ché bién thuc pham.

Cubi cung chung ta dat cau héi 1a cac doi thd hodc cac vi
thé canh tranh c6 khac nhau khong & méi phan khic & thi
truong Hoa Ky va thi truong kinh doanh qudc té. Trong hau
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hét truong hop cau tra 10i 1a c6. Néu kinh doanh quéc té dd
tam cd thi ching ta c6 thé dat cung mot cau héi cho cac quoc
gia khac nhau: liéu doi thd tai Anh cling chinh 1a déi thd tai
Phap hay chau A? Trong truong hgp cac déi thd khac nhau
ching ta chia nhé kinh doanh thanh cac phan khuc riéng biét.

Chung t6i da hoan tat dugc mot tam ao chdp va bang 15
phan khuc 16n (doi v6i nhing phan khuc rat nhé chung toi
gop lai dé tiét kiém cong sttc) thuong dugc xac dinh bang tiéu
chi sdn phdm va viung dia ly nhung trong mot truong hop
khac lai theo tiéu chi sdn pham va loai khach hang (day la
truong hop san pham do luong ty trong chat 16ng c6 2 phan
khuc 1a san pham do ludng ty trong chat 16ng cho khach hang
nganh xang dau toan thé giéi va san pham do luong ty trong
chat 16ng cho khach hang la doanh nghiép ché bién thuc
phé{m). Mbi phan khiic ¢ mot doi thd canh tranh khac nhau
hodc cac vi thé canh tranh khac nhau. Sau d6 chung t6i da
phan tich ban chi tiét-doanh s6 va lgi nhuan ctia méi phan
khtc va diéu nay duogc thé hién trong cac Hinh 24 va Hinh 25.

Don vi tinh: 1.000 $

Phan khlc Doanh sb Loi nhuan Ty Ié loi nhqén
trén doanh so (%)

1 2.250 1.030 45,8

2 3.020 1.310 43,4

3 5.370 2.298 42,8

4 2.000 798 39,9

5 1.750 532 30,4

6 17.000 F s 30,1

7 3.040 610 25,1

8 7.845 1.334 17,0

9 4.224 546 12,9

10 13.000 1.300 10,0

11 21.900 1.927 8,8

12 18.100 779 4,3

13 10.841 (364) (3,4)

14 5.030 (820) (15,5)

15 4.000 (3.010) (75,3)
Tong cong 119.370 13.380 11,2

Hinh 24 Cong ty Electronic Instruments Inc.,
bang ké 1¢i nhuan theo phan khuc
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Hinh 25 Cong ty Electronic Instruments Inc.,
biéu dd 1oi nhuan theo phan khic

Nham lam noi bat sy mat can doi gitta viéc chia doanh thu
va loi nhuan, mot lan nta chung ta c6 thé hoac 1ap mot bang
ké theo nguyén tac 80/20 (Hinh 26) hoac mot Biéu do6 mo ta
theo nguyén tac 80/20 (Hinh 27).

Tt nhitng hinh nay, ching ta c6 thé nhan ra rang sau phan
khic hang dau chi chiém 26,3% tong doanh s6 nhung chiém
dén 82,9% loi nhuan. Nhu vay & day chung ta c6 dugc mot
quy tac 83/26.

Cong ty Electronic Instruments da lam gi dé gia tang
loi nhuan?

Hinh 26 va 27 tap trung chu y vao 3 loai hinh kinh doanh.

Phan kinh doanh sinh loi nhiéu nhat (phan khic 1-6) hic
dau dugc phan loai thanh cac bé phan kinh doanh wu tién
hang dau nhom A, sé duoc phat trién rat “hang”. Hon 80% loi
nhuan la do cac phan khic nay mang lai mac du chiung chi
nhin mot lugng thoi gian quan ly trung binh twong ung vaéi
doanh thu cia chung.

% Doanh s6 ban % Loi nhuan
Phan khic Loai Cong don Loai Cdng don
1 1,9 1,9 %A 7,7
2 2,5 4.4 9,8 17,5
3 4.5 8,9 17,2 34,7
4 1,7 10,6 6,0 40,7
5 1,56 12,1 4,0 44,7
6 14,2 26,3 38,2 82,9
7 2,5 28,8 4,6 87,5
8 6,6 35,4 10,0 97,5
9 3,5 38,9 4,1 101,6
10 10,9 49,8 9,7 111,3
11 18,3 68,1 14,4 125,7
12 15,2 83,3 5,8 131,5
13 9,1 92,4 2,7 128,8
14 4,2 96,6 6,0 122,6
15 34 100,0 -22,6 100,0

Hinh 26 Cong ty Electronic Instruments Inc.,
Bang ké 80/20 vé doanh s6 va loi nhuan theo phan khuc
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Phan tram
doanh sb

Phan tram
loi nhuan

Hinh 27 Cong ty Electronic Instruments Inc.,
Biéu d6 theo mo hinh 80/20 vé muic lgi nhuan theo phan khic

Mot quyét dinh da dugc dua ra dée tang thoi lugng cho
nhting mang kinh doanh nay lén hai phan ba tong luong thdi
gian. Lyc lwong ban hang tap trung vao viéc no luc ban thém
nhiéu sdn phdm nay cho ca khach hang hién c6 va khach
hang mdi. Nguoi ta nhan ra rang nhém nay c6 thé ddm bdo
cung cap thém cac dich vu hodc gidm gia nhe va van hudéng
dugc cac khoan 1oi kha quan.

Nhom kinh doanh thtt hai bao gom cac phan khuc ti 7 dén
12. Tinh chung lai, nhitng phan khtic nay chiém 57% tong
doanh s6 va 49% t6ng loi nhuan, noi cach khac tinh trung
binh thi hoi du6i mitc 1¢gi nhuan trung binh. Cac phan khuc
nay dugc phan loai thanh nhom wu tién B mac du r6 rang la
mot s6 phan khuc trong nhom nay (vi du nhu 7 va 8) kha
quan hon cac phan khic khac (vi du 11 va 12). Uu tién danh
cho cac phan khuc nay ciing tuy thudc vao cac cau tra 1oi cho
hai cau héi dugc néu lén é dau chuwong nay - do6 1a méi phan
khuc c6 1a mot thi truong tot dé tham gia va ¢ mdi phan khuc
vi thé cda cong ty la nhu thé nao. Cac giai dap cho nhitng cau
hdi nay duogc mé td trong phan cudi chuwong nay.

J giai doan nay, mot quyét dinh dugc dua ra nham cat
giam thdi gian quan ly danh cho cac phan khic nhém B ti
khodng 60% xudng con khoadng mot nita muiic nay. Gia & mot
s6 cac phan khuc it 1gi nhuan hon cling dugc nang lén.

Nhom thit ba, goi 1a nhém wu tién X, gom cac phan khic bi
16 13 dén 15. Cing nhu v6i nhom B, quyét dinh phai lam gi
doéi vai nhitng phan khuc nay da bi hoan lai cho t6i sau khi
c6 phan tich vé mic hap dan cda thi truong va thé manh cda
cong ty trén moi thi truong.



Tuy vay, tam thoi c6 thé sap xép lai cac wu tién nhu trinh
bay & Hinh 28.

Uu tién Phan khiac % loi nhudn Ty 1&é % Bién phap
doanh sb
A 16 26,3 82,9 Gia tang nd luc ban hang

Gia tang thoi gian quan ly
Can linh dong vé gia

B 7-12 57,0 48,5 Giam thoi gian quan ly
Gidm nd lyc ban hang
Tang gia mot s6 mét hang

X 13-15 16,7 (31,4) Xem xét lai khd nang
ton tai

Tong cong 100,0 100,0

Hinh 28. Cong ty Electronic Instruments Inc.,
két qud phan tich theo nguyén ly 80,20

Tuy nhién, trude khi di dén cac quyét dinh cudi cung vé bat
ky phan khuc nao, ban qudn tri tdi cao ctia cong ty thiét bi da
xem xét hai cau hoi khac ngoai khd nang sinh loi rat quan
trong vdi chién lugc. Do la:

» Phan khuc nay c6 phai 1a mot thi truong hap dan dé tham
gia?

» Cong ty da xac lap vi tri tét dén mitc dd nao trong moi phan
khuc?
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Hinh 29 trinh bay cac két luan cudi cung vé chién luge cho
cong ty Electronic Instruments Inc.

Phan khic T,hi tr~u<‘7ng Coéng tylcé duoc  Kha nang
c6 hap dan khoéng? i tri t6t khong? sinh loi
1 Co Co Rt cao
2 Co Co Rat cao
3 Co Co Rat cao
4 Co Co Rat cao
5 Co Co Cao
6 Co Co Cao
7 Co Khiém tén Cao
8 Co Khiém ton Kha cao
9 Cé Khong Chap nhan duoc
10 Khong nhiéu Co Chép nhan duoc
11 Khong nhiéu Co Chap nhan duoc
12 Khong Khiém ton Kém
13 Co DPang c6 cai thién Lo
14 Khong Khiém ton L6
15 Khong Khong L6

Hinh 29 Cong ty Electronic Instruments Inc. chan doan chién lugc



Nhitng hanh dong gi theo sau su chdan dodn nay?

Tat ca nhiing phan khuc lgi nhuan A cing la nhing thi
truong hap dan - Chung dang ting trudng, co rdo can cao
ngan can sv tham gia clia cac doi thd canh tranh méi, c6
nhiéu cau hon cung, khong bi cac cong nghé canh tranh de
doa va c6 kha nang thuong luong, mic ca cao vé cd khach
hang va cac nha cung t¢ng. Két qua l1a gan nhu tat ca cac doi
thi canh tranh trong nhing thi truong nay kiém dugc kha
nhiéu tién.

Khach hang cua t6i ciing dugc dinh vi tot trong moi phan
khuc thi truong, diéu nay nghia la né c6 mot thi phan lén va
1a mot trong ba nha cung tng hang dau. Cong nghé cda né
trén trung binh va vi thé cda né vé chi phi tot hon trung binh
(tic 1a chi phi thap hon) so véi cac dbi thu canh tranh cda né.

Do day cting la nhitng phan khic c6 nhiéu lgi nhuan nhat
nén viéc phan tich nay da xac dinh nhiing an y cda so sanh
loi nhuan theo nguyén tac 80/20. Vi vay, cac phan khuc t 1-
6 van con la cac phan khic nhom A va ngudi ta tap trung no
Iuc vao viéc duy tri toan bo viéc kinh doanh hién tai va gianh
thi phan & nhiing phan khic nay bang cach gia ting doanh
s trén s6 khach hang hién c6 va tim kiém khach hang méi.

Bay gid chién lugc nay c6 thé dugc tinh chinh cho mot sb cac
phan khuc khac trong nhom B. Phan khuc 9 dang quan tam.
Khd nang sinh loi chidp nhan dugc nhung khong phai do thi
truong khong hap dan. Ngugc lai n6 rat hip dan, véi hau hét
cac ngudi choi khac déu kiém duoc lgi nhuan rat cao. Tuy nhién
than chu cda toi lai c6 mot thi phan thap va chi phi cao trong
phan khuc ndy, phan 16n 1a do ho dang dung céng nghé cu.
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Viéc cap nhat cong nghé it han phai tén nhiéu céng sic va
lai rat t6n kém. Do d6 mot quyét dinh dugc dwa ra nham dé
“thu hoach” phan khiic nay. Diéu ndy c6 nghia 1a gidm bdt
cong sttc d6 vao viéc bdo vé nganh kinh doanh va tang gia.
biéu nay dugc ky vong sé dan dén tinh trang mat doanh s6
nhung nhat thoi lai thu vé 1oi nhuan cao hon. That ra viéc
giam cong suc kinh doanh va tang gia da lam gia tang loi
nhuan nhung lai lam gidm rat it vé doanh s6 ban trong thdi
gian ngan han. Hoa ra la cac khach hang chu yéu tu ho bi
budc chat vao cong nghé ci va co it lya chon vé cac nha cung
tng thay thé cho dén khi ho c6 thé chuyén déi qua cong nghé
méi. Doi vai khach hang cua t6i thi lgi nhuan da tang twi 12,9%
lén trén 20% mac du nguoi ta cong nhan rang day chi 1a mot
phuong cach cai thién tam thdi.

Cac phan khic 10 va 11 la nhing phan khuc ¢ do6 tap doan
thiét bi ndm gi® nhiéu thi phan nhat nhung vé co cau ching
lai 1a nhitng thi truong khong hap dan. Quy mé thi truong
dang suy giam va dang bi thuta cung trong khi khach hang lai
nam phan chd dong va cé thé thuong luong nhitng muic gia
rat sat sao. Mac du la mot cong ty dan dau thi truong nhung
doanh nghiép cta than chd t6i da quyét dinh khong tap trung
vao nhiing phan khuc nay va tat ca cac khodn dau tu méi déu
bi hiy bo.

Du c6 nhitng 1y do khac nhung mot quyét dinh giéng nhu
vay da dugc ap dung déi véi phan khic 12. Thi truong nay
tham chi con kém hap dan hon va cong ty chi c6 duge mot thi
phan khiém ton. TAt cd cac chuong trinh tiép thi méi cling
nhu cac khoan dau tu da bi gac sang mot bén.



Con nhom phan khuc X gay thua 16 thi sao? d day nguoi ta
nhan ra la hai trong s6 ba phan khuc (phan khic 14 va 15)
1a nhitng thi truong 16n nhung cuc ky khong hap dan ma 6 dé
trong bat ky tinh huéng nao cong ty chi 1a méot nguoi chai
chau ria. Nguoi ta da dwa ra mot quyét dinh 1a phai roi bd ca
hai phan khuic nay, bang cach ban di mot phan nha may cho
mot doi thl canh tranh doi v6i mot truong hop. Dinh gia rat
thap nhung ngoai viéc ngan chan duoc 16 14, it ra van con thu
vé dugc mot sb tien va con duy tri dugc mot so6 viéc lam. Poi
vOi truong hop con lai danh phai dong cia tat cd moi hoat
dong.

Phan khuc 13, cing ndm trong Nhom X, lai trai qua mot so
phan khac. Mic du tap doan 16 trong phan khuc kinh doanh
nay nhung no lai 1a mot thi truong ¢é cau tric hap dan: tang
trudng 10%/nam va hau hét cac doi thd canh tranh thu duogc
loi nhuan cao. That ra mdc du tap doan bi 16 sau khi phan bo
cac chi phi nhung tong loi nhudn ban hang trong phan khuc
nay kha cao. Van dé ctia né 1a cong ty mdi chi gia nhap thi
truong vao nam trude va dang phai dau tw ton kém cho cong
nghé va no luc ban hang. Tuy nhién cong ty dang gianh duoc
thi phan va néu ct duy tri tién do nhu vay cé thé hy vong tré
thanh mot trong nhitng nha cung tng 16n nhat trong vong 3
nam ntta. Vao giai doan dé véi doanh s6 ban cao trang trai
cho chi phi cong ty c6 thé ky vong dat duoc loi nhuan cao.
Cong ty quyét dinh don thém céng stc vao phan khic 13 dé
tap doan c6 thé tréd thanh mot “ngudi choi theo tam mic cda
minh” (nghia 1a hoat dong & quy mo6 t6i thiéu can thiét dé co
thé sinh 10i) trong thdi gian sém nhat c6 thé dugc.
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bung dung phu’dqg phap
Phan tich 80/20 de quy ve
nhitng ket luan gian don

Phan khuc 13 ¢ vi du trén giup minh hoa luan diém rang
Phan tich 80/20 vé loi nhuan khong cho ching ta tat ca nhing
cau tra loi dung. Phan tich nay di nhién la mot danh gia so
quét tinh thé tai mot thoi di€m nao do va (trudc hét) khong thé
dua ra mot buc tranh vé xu huéng hoac vé cac luc luong co
thé lam thay déi kha nang sinh loi. Phan tich kha nang sinh
lgi theo kiéu 80/20 la diéu kién can nhung khong phai 1a mot
diéu kién dd cho mot chién lugc tét.

Mat khac c6 mot sy that khong thé nghi ngd 1a cach tot nhat
dé bat dau kiém tién 1a chdm dut sy thua 16. Xin lvu ¥ 1a ngoai
trit phan khuc 13 thi phan tich 1¢i nhuan don gidn kiéu 80/
20 c6 thé da cho ra két qua twong doi dung trong 14 trong
tong s6 15 phan khic, chiém trén 90% doanh thu. Piéu nay
khong c6 nghia 1a phan tich chién lwgc chi can ding & phuong
phap phan tich 80/20 ma phai bit dau bang phuong phap
nay. D& c6 cau tra 106i day dd ban phai nhin vao do hap dan
cda phan khuc thi truong va xem xét vi thé cda cong ty & moi
phan khuc. Cac bién phap thuc hién ctia tap doan thiét bi
dugc tom tat ¢ Hinh 30.



Phan

Mdc

khiic U tién bac diém Bién phap
16 A Thi truomg hap dan Téap trung manh vao cong tac
Thi phan tot quan Iy
Kha nang sinh loi cao Tang cuong nd luc ban hang
Linh hoat ting doanh s6
78 B Thi truomg hap dan Duy tri vi tri trén thi truong
Vi thé khiém ton trén Khéng co nhiing dong thai
thi truong dac biét
Kha nang sinh loi tot
9 C Thi truong hap dan Thu loi (gidm chi phi,
Cong nghé ngheonanva  tang gia)
thi phan nhd
1011 C Thi truomg khong hap dan  Gidm nd luc kinh doanh
Thi phan tét
Loi nhun chéap nhan duoc
12 o Thi trudng khong hdp dan  Giam dang ké nd luc kinh doanh
Vi thé khiém t6n trén
thi truong
Kha nang sinh loi kém
13 A Thi truomg hap dan Nhanh chéng gianh thi phan
Quy md nhd nhung vi tri clia
cong ty dang cai thién
Bi 16
14-15 VA Thi truong khong hap dan  Ban/déng clra bd phan

Vi thé khiém ton/yéu
Bil6

kinh doanh nay

Hinh 30 Cong ty Electronic Instruments Inc., cac bién phap
duoc thyc hién sau khi c6 cac phan tich theo Nguyén ly 80/20
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Nguyén ly 80/20 nhu }(im chi nam trong
twong lai - phat trién doanh nghiép
cua ban lén mot tam cao mdi

Phan nay két thuc viéc xem xét chién luge cda ching ta vé
nhitng phan khuc kinh doanh hién c6, trong dé nén khai dau
bang cac phan tich 1gi nhuan theo Nguyén ly 80/20. Nhu
ching ta da thay nhitng phan tich nay khéng thé thiéu duoc
trong viéc vach ra chién lwge cho ting phan khuc. Tuy nhién
r6 rang la chung ta van chua tan dung triét de Nguyén ly 80/
20 vao viéc vach chién luge. Nguyén 1y nay cing c6 gia tri to
I6n trong viéc xac dinh cac budc phat trién tiép theo cho
doanh nghiép cia ban.

Chung ta thuong gid dinh rang cac t6 chic va nganh kinh
doanh cda chung ta dang ndé lyc kha tot trong pham vi c6 thé.
Chung ta c6 xu hudng nghi rang thé gigi kinh doanh cta
ching ta c6 tinh canh tranh cao va dat dugc mot kiéu can
bang nao do hoidc ¢ thé cd tan cudc. Chang co gi sai 1am hon
la suy nghi nhu vay.

Tot hon hét 1a xuat phat t gia dinh rang nganh kinh doanh
cia ban dang gap nhiéu kho khan va cé thé co cau lai cho
hiéu qud hon nhiéu nhdm cung cap nhitng cai khach hang
mong mudn. Va véi té chic clia ban, tham vong cda ban c6
thé lam thay déi to chic nay trong vong mot thap nién téi dé
roi trong vong 10 ndm nhan vién cda ban nhin lai, lac dau
mot cach budn ba va néi véi nhau rang: “Khong thé nao tin
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duoc 1a trudec day chung ta thuong lam theo cach dé. Chéc la

hoi d6 chung ta dién qua!”.

Cai chinh yéu 1a su d6i maéi: N6 c6 mét vai tro cuc ky quan
trong doi vdi loi thé canh tranh trong twong lai. Chung ta c6
xu huéng nghi rang doi méi thuong khé khin, nhung béang
viéc sit dung sang tao Nguyén ly 80/20 d6i mai vira dé dang
vita thu vi! Vi du hay xét cac y tudng sau day:

» 80% loi nhuan cda tat cd cac nganh nghé dugc lam ra béi
20% nganh nghé. Ban hay lap mot danh sach cac nganh
nghé c6 lgi nhuan cao nhat ma ban biét - vi du nganh duoc
pham hodc tv van - va tim hiéu ly do tai sao nganh kinh
doanh cda ban khong thé duwgc nhu nhimg nganh nay.

» 80% loi nhuan cda bat ky nganh nao déu dugc lam ra béi
20% doanh nghiép. Néu cong ty ban khong phai 1a mot
trong s6 nhitng doanh nghiép nay thi ho dang lam viéc gi
dung ma doanh nghiép cda ban lai khong lam dugc?

» 80% gia tri dwge khach hang cam nhan cé lién quan dén
20% nhing hoat dong cua doanh nghiép. 20% nay trong
truong hop ban 1a gi? Cai gi ngan ban lam nhiéu hon trong
mang 20% nay? Cai gi da ngan ban tao ra mot phién ban
con cuc doan hon cda cai 20% ay?

» 80% nhitng gi nganh kinh doanh lam ra khong tao ra trén
20% lgi ich cia khach hang. Phan 80% do la gi? Tai sao
khong bai bé n6? Vi du néu la mot éng chi ngan hang tai
sao ban lai c6 cac chi nhanh? Néu ban cung cap dich vu,
tai sao khong té6 chite viéc cung cap dich vu thong qua
phuong tién dién thoai va may tinh ca nhan? Noi nao thi it
hon lai 1a tot hon, vi du truong hgp khach hang ty phuc vu?
Khach hang c6 thé tham gia vao viéc cung cap mot s6 dich
vu khong?
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» 80% loi ich cda bat ky san pham hoic dich vu nao c6 thé
dugc tao ra tir 20% chi phi. Nhiéu nguoi tiéu dung thuong
mua mot san pham that sat gia - that ré. C6 ai dang cung
cap san pham nay trong nganh cda ban khong?

» 80% lgi nhuan ctia bat ky nganh kinh doanh nao dén tw 20%
khach hang. Ban c6 nam gi® thi phan 16n khong can xing
& nhiing mang nay khong? Néu khong, ban can lam gi dé
dat dugc no?

Tai sao céng ty ban lai can con nguoi?

Mot s6 vi du vé nhitng bién déi nganh c6 thé gitp giai thich
dugc cau hoi nay. Ba t6i trude day co6 mot tiém tap hoa & goc
phé. Ba nhan cac don hang réi phan loai ra va sau do toi
(hodac mot cau bé nao d6 dugc ba tin twdng) sé di giao hang
bang xe dap. Sau d6 mot siéu thi mé ctra trong thi xa. Siéu thi
d6 thu hut khach hang tw dén lwa chon hang héa va chat
ching 1én xe ché vé nha. Bu vao do siéu thi nay cung cap
hang hoa da dang véi gia ca ré hon va c6 chd dau xe. Thé la
Chéng bao lau sau cac khach hang ctiia ba téi chuyén sang
mua hang & siéu thi.

Mot s6 nganh nghé nhu ban 1é xdng dau nhanh chong thich
nghi véi hinh thic kinh doanh ty phuc vu. Cac nganh nghé
khac nhu ban 1 do gb, ngan hang, lai cho rang hinh thic
khach hang ty phuc vu khong phu hgp. Cttr vai nam mot lan,
mot cong ty canh tranh méi, chang han nhuv Ikea trong linh
vuc do gb da ching minh rang c6 mot sttc song mdi trong y
twdng cd rich vé hinh thic khach hang tw phuc vu.

Chiét khau hay gidm gia ctiing 1a mot chién lugc bién déi co
tt 1au doi. Dua ra cho khach hang it lva chon hon, it mau ma
hon, dich vu khach hang giam bdt nhung gia ca hang hoa ré
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hon nhiéu. 80% doanh s6 ban hang duwoc tap trung vao 20%
sdn pham nén do do6 chi can tich tr nhitng sdn phdm nay.
Mot noi khac ma t6i ting lam viéc - mot hang kinh doanh
rugu vang da trit 30 loai rugu vang do khac nhau. Ai lai can
s6 lugng lya chon san pham nhu thé? Cong ty nay da bi mot
hé thong ban hang gidm gia mua lai va bay gid c6 mot kho
ruou vang da dugc mé ra phuc vu ngay bén duong pho.

Ai lai nghi rang cach day 50 nam ngudi ta lai can nhitng
cta hang ban thic an nhanh? Va ngay nay ai nhan ra rang
cac dai nha hang ty phuc vy, loai hinh ctta hang cung cap loai
thuc don c6 s6 luwgng han ché va chudn bi trude & nhitng moi
truong vui choi gidi tri xung quanh véi gia vira phai lai yéu
cau la ban phai tra ban an sau 90 phut, c6 thé khai ti¥ cac nha
hang tw nhan truyén thong?

Tai sao ching ta nhat nhat st dung con ngudi dé lam nhitng
viéc ma may méc ¢6 thé lam véi gia thanh ré hon nhiéu? Khi
nao thi cac hang hang khéng bat dau st dung cac ro bot phuc
vu ban? Hau hét nguoi ta thich céng viéc cé ban tay phuc vu
cua con ngudi nhung may moéc lai dang tin cidy va ré hon
nhiéu? Trong mot sd truong hgp nhu may rut tién tw dong
(ATM, con dugc goi la nhitng cai hoc trén twong), chung cung
cap mot dich vu t6t hon, nhanh hon nhiéu va véi chi phi gidm
thiéu. Trong thé ky sau chi c6 nhitng nguoi gia c6 hd nhu t6i
mdi thich giao dich vGi con ngudi va ngay cd toi cliing co
nhing nghi ngo.

Co6 phdi cdc tam thdm dd qud cii?
T6i mudn dé ban tv minh tudng tuwong. Mot vi du cudi cing

nita thoi vé viéc st dung Nguyén 1y 80/20 da bién doi van
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ménh cda mot cong ty va tham chi c6 thé thay doi cd mot
nganh kinh doanh, sdn xuat.

Hay xét truong hop cua cong ty Interface Corporation cua
tiéu bang Georgia, hién 1a mot nha cung cap thdm lén dén 800
triéu do. Trudc day cong ty ban tham nhung bay gio cong ty
lai cho khach hang thué thadm, lap dat cac mang thdm hon la
trdi thdm nguyén tam. Interface nhan thay rang 20% bé mat
mot tAm thdm bat ky chiu dén 80% mon rach. Thong thuong
mot tdm thdm duoc thay thé khi ma né van con trong tinh
trang rat tot. Theo chuong trinh cho thué thdm cta cong ty
Interface, cac tAm tham duoc kiém tra thuong xuyén va ho
thay thé bat ky mang thdm nao bi mon rach hay hu héng.
Dich vu nay giam chi phi cho ca Interface va khach hang. Mot
quan sat nhé nhat nho biét ap dung Nguyén ly 80/20 da bién
doi mot cong ty va c6 thé dan dén nhing thay doi rong 16n
hon trong tuong lai ¢ nganh nay.

Két luan

Nguyén 1y 80/20 goi y rang chién lugc cda ban 1a sai lam.
Néu ban kiém dugc hau hét s tién tt mot phan hoat dong
nhé cda minh thi ban nén bién déi hoan toan cong ty minh
va tap trung nd lyc vao viéc nhan rong cai phan nhd bé nay.
Tuy nhién day chi 1a mot phan cda gidi dap. Pang sau nhu
cau tap trung stc lyc con an giau mot sw that cé gia tri hon
vé kinh doanh va dé sé 1a chd dé ma chung téi trinh bay trong
phan ké tiép.



Bon gian la tot dep

Nhitng né Iuc cua toi déu hudng sy don gidn.
Noi chung, con nguoi co duoc qua it nhung lai
phdi trd qud nhiéu dé mua nhiing thit thiét yéu
toi thiéu nhat (dé la chua ké dén nhitng thit xa
xi ma téi cho rdng moi nguoi déu co quyén duoc
hudng thu) béi vi gan nhu la moi thit ching ta
lam ra déu phitc tap hon muc cdn thiét. Quan
do, thitc dn va do dac trang thiét bi trong nha
- tdt cd déu cé thé don gidn hon rat nhiéu so voi
hién gio, dong thoi tréng ciing dep hon nita.

Henry Ford'

Chl’mg ta da thay trong chuong trudc 1a gan nhu tat
cd cac doanh nghiép trong pham vi ctia minh déu
c6 rat nhiéu hoat dong kinh doanh c6 kha nidng sinh 10i rat
khac nhau. Nguyén ly 80/20 dua ra mot nhan dinh kha khac
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thuong nhu mot gid thiét tam thoi: dé 1a 1/5 doanh thu cda
mot cong ty thong thuong mang lai 4/5 1oi nhuan va tién mat
cho cong ty do. Ngugce lai, 4/5 doanh thu cia mot cong ty
trung binh chi tao ra 1/5 lgi nhuan va tién mat. Pay 1la mot
gia thiét nghe c6 vé ngugc doi. Néu ching ta gid st rang mot
doanh nghiép nhu vay co6 doanh s6 ban hang la 100 triéu
bang Anh va tong loi nhuan 1a 5 triéu bang, theo Nguyén ly
80/20 thi 20 triéu bang doanh s6 phdi tao ra 4 triéu bang
Anh loi nhuan - nhu vay 4 suat loi nhuan trén doanh s ban
hang 1a 20%; trong khi d6, 80 triéu bang doanh s6 ban phai
mang lai 1 triéu bang loi nhuan, ti suat lgi nhuan trén doanh
s6 ban hang chi 1a 1,25%. biéu nay c6 nghia 1a 1/5 hoat dong
kinh doanh hang dau mang lai loi nhuan nhiéu hon gap 16
lan so v6i cac hoat dong kinh doanh con lai.

biéu ky la 1a khi dugc kiém dinh, nhin chung gid thiét nay
héa ra lai ding, hoac 1a khong khac 1am so véi két qua thuc té.

Lam sao ma gid thiét nay lai c6 thé dung dugc chi? Bang
truc giac, r6 rang la mot vai hoat dong kinh doanh co thé tao
ra nhiéu lgi nhuan dang ké hon la nhiing hoat dong kinh
doanh khac. Nhung hon gap 16 lan thi... hau nhu rat khoé tin
ma tin dugc. Va, thong thudng, cac nha quan ly - nhing
ngudi cho tién hanh tht nghiém kha nang sinh 10i trén day
chuyén san xuat - thuong khong tin vao nhitng két qua nay
khi lan dau tién ching dugc trinh ra cho ho. Tham chi khi ho
da kiém tra va xac minh cac két qud nay, cudi cung ho van
cdm thay ling tung.

Budc ké tiép thong thuong 1a cac nha quéan 1y doanh nghiép
khong chiu loai bo 80% hoat dong kinh doanh khong sinh 16i,
v6i 1y do nghe c6 vé hop ly 1a 80% d6 gép phan rat 16n vao
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cac khoan chi phi quan ly. Ho cho rang viéc loai bo 80% nay
r6 rang la sé lam giam lgi nhudn, bdi vi don gian la ban khong
thé loai bé 80% chi phi quan ly cda ban trong bat ky khoang
thoi gian hgp 1y nao.

Khi giap phdi nhitng phdn ddi nay, thong thudng cac nha
phan tich hoac ¢d van cda cong ty sé nhugng bd cac nha quan
ly. Chi c6 nhitng hoat dong kinh doanh tao ra lgi nhuan thudc
loai “e” nhat mdi bi loai. Pong thoi, ngudi ta ctiing chi chiu bé
thém mot it né luc dé lam gia tang nhitng hoat dong mang lai
lgi nhuan t6i da cho doanh nghiép.

Tuy nhién, tat ca diéu nay déu 1a mot sy théa hiép rat dang
sg, do co sy hiéu lam. it ai dung lai dé hdi tai sao mang hoat
dong kinh doanh khéng sinh loi nhuan lai t¢ dén nhu vay.
Tham chi cang c6 it nguoi hon biét nging lai dé nghi dén viéc
liéu trong thuc té, cling nhu trén 1y thuyét, ban c6 thé c6 mang
kinh doanh nao chi gom nhitng mang hoat dong mang lai nhiéu
loi nhuan nhét va loai-bé 80% chi phi quan ly hay khong.

Su that 1a mang hoat dong kinh doanh khong sinh 15i ay ‘e’
nhu vay la vi né doi héi cac khoan chi phi quan ly va béi vi
viéc c6 qua nhiéu mang hoat dong kinh doanh khac nhau
khién cho t6 chic doanh nghiép tré nén vé cung phic tap.
Mot diéu cling dung la hoat dong sinh 16i cao khong can dén
cac khoan chi phi quan 1y, hoac chi can mét phan rat nhd.
Ban c6 thé c¢6 dugc mot doanh nghiép chi g6m nhitng hoat
dong kinh doanh dem lai 1gi nhuan va mot doanh nghiép nhw
vay co thé mang lai cung muc lgi nhuan tuyét doi, mién 1a ban
t6 chitc moi viéc mot cach khac biét.

Va tai sao lai nhu thé? Ly do cing nhu vay. Do la: don gian
1a tot dep. Cac doanh nhan dudng nhu déu thich sy phtc tap.

132

Ngay khi mot doanh nghiép don gian vita thanh cong thi cac
nha quan tri doanh nghiép do da lai danh nhiéu stc luc vao
viéc l1am cho doanh nghiép tré nén phic tap nhiéu hon. Thé
nhung lgi nhuan t hoat dong kinh doanh lai rat ky su phuc
tap. Khi doanh nghiép trg nén phic tap hon, 1gi nhuan cia né
sé gidm stt nghiém trong. Diéu nay khong chi 1a do c6 thém
nhiéu hoat dong kinh doanh bién té hon ma con la do hanh
dong lam cho mot doanh nghiép trd nén phitc tap hon lam
suy giam lgi nhuian nhanh hon bat ky cach thic nao khac ma
con ngudi biét tdi.

Hé qud 1a tién trinh c6 thé bi ddo ngugc. Nguoi ta c6 thé lam
cho mdt doanh nghiép phttc tap trg thanh don gian hon va lgi
nhuan cda doanh nghiép sé tang vot. Tat ca nhiing gi ma
doanh nghiép can 1a kién thitc vé khoan chi phi cho sy phtc
tap (hoac gia tri cia su don gian) va long can dam dé loai bd
it nhat 1a 4/5 chi phi quan ly lam thiét hai nghiém trong dén
cong ty.

Pon gian 1a tot dep
- phuc tap la té hai

Nhitng ai trong s6 chung ta tin tuéng vao Nguyén ly 80/20
déu sé khong bao gio thanh cong trong viéc lam bién doi ca
nganh nghé cho dén khi ching ta cé thé cho ngudi khac thay
la sy don gian trong hoat dong cia doanh nghiép la tuyét voi
va 1y do tai sao. Tru phi tat ca moi nguoi déu hiéu dugc diéu
nay, con khong thi ho sé khong bao gio s&n long t bé 80%
hoat dong kinh doanh va chi phi quan ly hién tai ctda ho.
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Vi vay, ching ta can quay ngugc trd lai nhitng van dé co
ban va xem xét lai quan diém chung vé nguon goc thanh cong
trong hoat dong kinh doanh. Dé lam dugc diéu nay, chung ta
phai tham gia vao cudc tranh luin hién nay dé ban xem liéu
qui m6 hoat dong kinh doanh c6 ich hay gay can trd cho
doanh nghiép. Bang cach gidi quyét dugc van dé tranh luan
nay, ching ta cliing sé c6 thé ching minh duwoc tai sao don
gian 1a tot dep.

B&i, c6 mot diéu gi do rat thu vi, va chua ting thay trudc
day, dang xdy ra trong co cau cac nganh nghé cda chung ta.
Ké tt cudc Cach mang Cong nghiép cac cong ty da tré nén lén
manh va da dang hoa hon. Cho dén cudi thé ky XIX, gan nhu
1a tat ca cac cong ty déu hoat dong & tam cd qudc gia hoac
nhé hon & qui mo6 cap tinh thanh, phan 16n doanh thu cda ho
déu giéi han trong pham vi bdn qudc, va gan nhu tat ca
nguon doanh thu ndy déu ndm trong mot nganh hang kinh
doanh. Thé ky XX da ching kién hang loat nhiing bién déi,
lam thay d6i ban chit cda cd doanh nghiép 1an cudc séng
hang ngay cda ching ta. Pau tién, phan 16n 1a nhd vao cudc
hanh trinh thanh céng gay duoc tiéng vang cda Henry Ford
nham tim cach ‘ph6 chung hoa’ xe 0 to, da xuat hién su bung
n6 cda cac day chuyeén lap rap, lam tang 1én gap boi doanh
thu cda cac hang trung binh, lan dau tién trong lich st tao ra
hang loat hang hoéa tiéu dung c6 thuwong hiéu, lam giam bat
gia thanh thuc cda nhing loai hang hoa nay va giup cho céac
doanh nghiép 16n nhat cang ngay cang ting thém nhiéu quyén
lue. ROi sau do 1a sy ndi 1én ctia cai goi 1a cac cong ty da quoc
gia, Ilic ban dau chi c6 & My va chau Au, sau dé lan ra khap
thé gi¢i, nhuw budm gap gi6. Ké dén 1a sy xuat hién cda cac

134

conglomerate - nhimg tap doan doc quyén kinh té. Loai hinh
cong ty méi nay khong troi budc ban than minh véi mot mat
hang kinh doanh nao ca va nhanh chéng vuon voi sang nhiéu
linh vyc cong nghiép va vo s6 san pham khac. Tiép nita 1a su
phat minh va tinh vi héa hinh thiic thon tinh mang tinh chat
thu dich gitta cac cong ty, xuat phat t tham vong quan ly va
ngudn tai chinh doéi dao lam don bady, da tao su thuc day
manh hon cho viéc tang qui m6 doanh nghiép. Sau cung,
trong 30 ndm cudi cla thé ky, sy quyét tdm cda cac lanh dao
trong cac nganh cong nghiép, chd yéu la tt Nhat Ban, nham
gianh 1dy quyén lanh dao toan cau tai cac thi truong wu tién
cda ho va chiém duwgc cang nhiéu thi phan cang t6t, da cing
c6 cho khuynh huéng tang qui mo6 doanh nghiép rat pho bién
Iuc do.

Vi nhiéu Iy do khac nhau, 75 ndm dau cta thé ky XX da
chimg kién suy banh truéng mébi ngdy mot tang dan lén va
duong nhu khong thé ngan chan duoc vé qui mo cia doanh
nghiép cong nghiép va, cho dén gan day, 1a vé pham vi hoat
dong cda cac hang 16n nhat. Tuy nhién, trong hai thap ky
qua, khuynh huéng thi hai da dot ngdt va nhanh chong dao
nguagc lai. Vao nam 1979, 500 cong ty 16n nhat cda My do tap
chi Fortune binh chon chiém gan 60% téng san pham quoc gia
cda My, nhung dén dau nhting nam 1990, con s6 nay tut
xubéng chi con 40%.

Co phdi diéu ndy cé nghia la nhé thi tot?
Khong. Chac chan, day 1la mot cau tra 10i sai. Hoan toan

khong c6 gi sai voi niém tin da co ti lau ctia cac lanh dao
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doanh nghiép va cac chién lugc gia rdang qui mo va thi phan
déu co gia tri cda né. Qui mod ting thém dua dén san luong
16n hon, qua d6 phan tan chi phi ¢ dinh, dac biét 1a chi phi
quan 1y chiém mot phan 16n trong téng chi phi (do hién nay
ngudi ta da 1Jam cho cac nha may hoat dong rat hiéu qud). Thi
phan cling gitp lam tang gida sdn pham. Doanh nghiép nao
noi tiéng nhat, c6 thi phan cao nhat, danh tiéng va cac nhan
hiéu tot nhat va c6 nhiing khach hang trung thanh nhat, sé
nam gitt wu thé gia ¢ mic cao hon gia cda cac doéi thi canh
tranh c6 thi phan thap hon.

Thé nhung, tai sao nhitng hing 16n hon dang mat thi phan
vao tay nhitng cong ty nho hen? Va tai sao trong thuyc té, trai
voi 1y thuyét, lai xay ra van dé nhing wu thé vé qui mo va thi
phan lai khong chuyén thanh khd nang kiém duwoc muc loi
nhuan cao hon? Tai sao cac cong ty thuong nhan thay la
doanh s6 ctia ho tang 1én nhanh chong trong khi 1gi nhuan
trén doanh s6 va vén thuc sy lai gidm, chi khéng tang nhu
theo ly thuyét du doan?

Chi phi do su phic tap

Cau tra 10i quan trong nhat 1a chi phi do su phuc tap cua
doanh nghiép. Van dé khong phai 1a do qui mo tang thém, ma
la do muc d6 phuc tap tang thém.

Qui mo6 tang thém ma khong tang thém sy phic tap, sé luon
luon lam cho chi phi don vi thap hon. Viéc ban ra cho khach
hang mot sdn pham hodc dich vu cho mot khach hang voi
khéi Iugng 1én hon, mién 1a chi phi khong doéi, sé luén lam
tang lgi nhuan.
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Tuy nhién, qui mé tang thém hiém khi chi 1a sy nhiéu hon
cda cung mot thi. Cho du khach hang van khong déi, nhung
san luong tang thém thuong xuat phat ti viéc thay doi cho
thich tng mot san pham hién hitu, tr viec cung cap mot san
pham méi va/hodc tang thém nhiéu dich vu hon. biéu nay doi
héi cac khoan chi phi quan 1y tén kém thuong bi an di, nhung
lai ludn ton tai. Va néu viéc tang quy mo gom ca viéc thu hut
thém cac khach hang mdi thi vin dé cang trd nén toi té hon.
Viéc thu hudt thém khach hang luén phai ton thém mot khodn
chi phi kha cao va théong thuong nhitng khach hang mdéi nay
c6 nhu cau khac véi cac khach hang hién hitu, khién cho mtc
d6 phuc tap va chi phi cang 16n hon.

Muc dé phic tap néi tai chita dung nhiing khodn chi
phi dn Ion.

Khi hoat dong kinh doanh mdai khac biét v&i hoat dong kinh
doanh hién tai, cho du khac d6i chit, cac khoan chi phi co
khuynh huwéng tang lén, khong chi theo ty 1é vdi san lugng
tang ma con trén hidn mic dé nita. Pidu nay la do mc do
phtic tap lam cham lai cac hé thong don gidn va doi héi can
c6 su can thiép ctia cac nha quan ly dé gidi quyét nhing yéu
cau méi. Chi phi cho viéc ngung va bat dau lai, chi phi cho
viéc thong tin (va thong tin sai) gitta cac nhan sy tang thém
va trén tat ca la chi phi cda ‘16 hong’ gitta con ngudi véi nhau,
khi cong viéc da dugc hoan tat mot phan bi ngung lai dé cho
doi su can thiép cda ngudi nao d6 va sau do lai dugc tiép tuc
lam va lai chuyén sang mot 16 hong khac - tat ca nhitng chi
phi nay déu rat lén va lai cang ngdm ngam dang s¢ hon béi
vi phan 16n déu vo hinh. Néu can chuyén théng tin qua lai
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gilta cac phong ban, b6 phan, phong oc lam viéc va gilta cac
quodc gia khac nhau, thi két qua tham chi sé& con toi té hon.

Hinh 31 cho thay van dé nay dién ra nhu thé nao. Doi thd
canh tranh B 16n hon déi thd canh tranh A, song lai c6 chi
phi cao hon. Piéu nay khong phai 1a do duong cong qui mé
- thé hién san lugng tang thém tuong duong voi chi phi thap
hon - khong c6 tac dung. Dung hon, do la do san lugng tang
thém cua B da dugc dat téi v6i mot khoan chi phi phat sinh
do do phttc tap cao hon gay ra. Hiéu quéd cda diéu nay rat
16n va 16n hon rat nhiéu so véi chi phi tang thém c6 thé nhin
thay dugc trong moi twong quan véi A. Puong cong qui mod
c6 tac dung, nhung lgi ich ctia n6 lai bi dao ngugc bdi sy
phtc tap tang thém.

Puong cong
quy md thuc té

Poi thi
Doi thi canh tranh B
canh tranh B . .
RS Hiéu qua cua
T do phuc tap

buong cong quy mé
tiém nang véi su don gian

Hinh 31: Chi phi do phtc tap
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“Don gidn la tot dep” gidi thich
cho Nguyén ly 80/20

Viéc hiéu vé chi phi phic tap cho phép ching ta c6 duogc
mot bude tién nhay vot quan trong trong cudc tranh luan vé
qui mé6 doanh nghiép. Diéu nay khong cé nghia 1a qui mo nhé
1a t6t. Trong truong hop cac yéu to khac nhu nhau, thi qui mé
16n méi 1a tét. Thé nhung nhitng yéu té khac khong nhu nhau,
do d6 qui m6 16n khong chi khong tot ma con ton kém béi vi
né phic tap. Qui mé 16n c6 thé tét. Nhung don gidn thi luén
Iuén tot.

Ngay ca cac nha khoa hoc vé quan 1y con cham nhan ra gia
tri cda sy don gidn. Mot nghién ciu cong phu gan day vé 39
cong ty Dic c6 qui md vita, do Gunter Rommel ditng chu
nhiém dé tai,?> nhan thay rang chi c6 mot dac diém duy nhat
giup phan biét nhing doanh nghiép thanh cong vd&i nhing
doanh nghiép it thanh cong hon, dé la: tinh don gian. Nhing
doanh nghiép thanh céng thi ban san pham véi pham vi nganh
hang hep hon cho it khach hang hon va cling c6 it nha cung
cap hon. Nghién citu nay két luan rang mot doanh nghiép don
gian thi rat gidi trong linh viic ban nhting sadn pham phtic tap.

Phat hién mang tinh dot pha nay giup giai thich tai sao va
bang cach nao nhitng tuyén b6 gay sing sot cda Nguyén ly
80/20, khi ap dung vao van dé loi nhuan doanh nghiép, thuc
su lai c6 thé 1a dung. 1/5 doanh thu c6 thé tao ra 4/5 loi
nhuan. 20% doanh thu ctia nhitng hoat dong kinh doanh hang
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dau c6 thé sinh ra mic 1gi nhuan nhiéu hon gap 16 lan so véi

20% doanh thu cia nhitng hoat dong kinh doanh kém lgi

nhuan nhat (hoac, khi 20% hoat dong kém loi nhuan nhat bi

thua 16, thi 1¢i nhuan tao ra cang cao hon nhiéu!). ‘Don gian
1a tot dep’ gidi thich phan 16n vi sao Nguyén ly 80/20 co tac
dung:

» Thi phan don gidn va thuan tdy cé gia tri cao hon so véi
nhin nhan trudc day cda con ngudi. Loi nhuan do qui mo
thuan tay mang lai bi lam lu ma bdi chi phi do sy phitc tap
c6 lién quan dén qui mé khong thuan tiy. Va cdc mang
kinh doanh khac nhau thuwong cé nhitng doi thi canh tranh
khac nhau va c6 thé manh khac nhau trong thé so sanh véi
nhing d6i thd canh tranh nay. Trong truong hop mot doanh
nghiép nam quyén chi phéi trong méang thi trudng hep ctia
minh thi doanh nghiép ¢6 thé thu lgi nhuan gap nhiéu lan
so vGi ¢ nhitng mang thi truong trong dé mot doanh nghiép
phdi duong dau véi-mot doi thti canh tranh nam quyén chi
phdi (Anh chiéu qua guong).

» Nhitng bo phéan 16n manh va don gian cia doanh nghiép c6
thé mang lai 1gi nhuan dang kinh ngac. Viéc cat gidm so san
pham, khach hang va nha cung cap thuong dan dén két
qud 1a mic loi nhuan cao hon, mot phan 1a do ban c6 thé
c6 dau tu nhiéu hon chi cho viéc tap trung vao nhtng hoat
dong va nhitng khach hang co thé dem lai loi nhuan nhiéu
nhat, nhung phan khac ciing do cac khodn chi phi cho sy
phtic tap - du6i dang cac khodn chi phi diéu hanh va chi
phi quan 1y - c6 thé dugc cat giam.

» Trong nhitng san pham khac nhau, cac hiang thuong c6 su
khac nhau ¢ mic do nhing hang nay mua hang hoéa va
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dich vu tt bén ngoai (theo thuat ngl®, goi la outsourcing -
thué nguodn luc ngoai, thué gia cong). Thué nguon luc tt bén
ngoai la mot bién phap tuyét voi dé cat giam mc do phic
tap va cac khoan chi phi. Phuong phap tiép can tét nhat la
nham quyét dinh bo phan nao cda day chuyén lam tang gia
tri (Nghién cttu & Phat trién/san xuat/phan phéi/ban hang/
tiép thi/cung cap dich vu) ma & d6 cong ty cda ban c6 dugc
lgi thé canh tranh 16n nhat - va sau dé6 lién tuc tim nguon
Iuc t bén ngoai dé thuc hién tat ca nhing cong doan khac.
Diéu nay c6 thé loai bé hau hét chi phi phic tap va gitp
lam gidm dang ké nhan sy, ciing nhu lam tang toc thoi gian
ban phai mat dé duwa mot san pham ra thi truong. Két qua
1a chi phi thap hon nhiéu va gia cd cling cao hon dang keé.
» N6 ¢6 thé giip cho ban loai bé tat cd cac khoan chi phi va
cac chic nang trung tam. Néu ban chi ¢ trong mot linh vuc
kinh doanh, ban khéng can phai c6 van phong tru sé chinh,
van phong & cac khu vuc hoac cac phong ban chitc nang.
Va viéc hiy bd van phong tru s chinh cé thé gay anh
huéng manh dén loi nhuan. Van dé then chdt lién quan dén
cac van phong tru sé chinh khong phdi 1a & chd chi phi cda
ching, ma 1a chd ching lay mat di trach nhiém thyc sy va
thé chi dong cda nhitng nguoi thuc hién céng viéc va thém
vao gia tri cho cac khach hang. C6 nhu vay thi cac doanh
nghiép mdi co thé tap trung vao viéc dap ing nhu cau khach
hang hon 1a vao co ché thit bac vé quan 1y cda cong ty.
Trudc khi van phong tru sd chinh bi dep bd, cac mang hoat
dong khac nhau hdt mat mot khodn chi phi va doi héi sy
can thiép cda tru sé chinh ¢ nhiéu mic d6 khac nhau.
Nhitng san pham va dich vu sinh nhiéu lgi nhuan nhat
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thuong 1a nhing san pham va dich vu bi bé mac va khong
nhan dugc bat ky “sy hd tr¢g” nao ti trung tam. Day 1a ly
do tai sao, khi cac bai tap vé kha nang sinh 16i theo Nguyén
ly 80/20 dugc thuc hién xong, cac nha diéu hanh thuong
cdm thay choang vang khi biét rang nhitng mang hoat dong
bi sao lang nhiéu nhat lai 1a nhitng mang dem lai 1¢i nhuan
cao nhat. biéu d6 khong phai ngau nhién. (Va mot trong
nhing hé qua khong hay cda Phan tich 80/20 la thinh
thodng nhting mang c6 thé dem lai loi nhuan nhiéu nhat
duwoc cac nha quan 1y cap cao quan tdm dén nhiéu hon. Két
qua 13, nhiimg mang nay c6 thé bat dau tudt hang bang xép
hang kha nang sinh 10i.)

» Cudi cung, khi mot mang hoat dong don gidn, rat c6 thé 1a
mang d6 mang tinh gan gii véi khach hang hon. Sy can
thiép ctia cap quan 1y sé gidm b6t di. Khach hang c6 thé duoc
lang nghe va cdm thay ho quan trong. Nhiéu ngudi san long
trd thém nhiéu tién-hen dé dugc nhu vay. Doi voi khach
hang, cu6c hanh trinh tim kiém su quan trong ban than it
nhat cling quan trong nhu qua trinh tim kiém gia tri. Sw don
gian lam tang gia sdn pham cing nhu lam gidm chi phi.

GoOp phan vao chi phi quan Iy chinh:
mot trong nhitng bao chita kém
thuyeéet phuc vé tinh y cia doanh nghiép
Thong thuong, cadc nha quan ly khi doi dién véi két qua cta

Phan tich 80/20 déu phan déi rang ho khong thé chi tap
trung vao nhitng phan khuc thi truong dem lai 1gi nhuan
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nhiéu nhat. Ho vach ra rang nhitng phan khic c¢6 mic lgi
nhuan it hon, va ngay ca nhitng phan khic thi trudng gay
thua 19, van c6 dong gop tich cuc cho khoan chi phi quan ly.
DPay 1a mot trong nhitng co ché bdo vé vi ban than minh nhat
va khong théa dang nhat tung dugc nghi ra.

Néu ban tap trung vao nhing phan khuc mang lai 1gi nhuan
cao nhat, ban c6 thé phat trién nhitng phan khic thi truong
d6 mot cach nhanh chéng dén mc dang ngac nhién - gan
nhu ludén ¢ mic 20%/nam va déi khi con nhanh hon thé nia.
Hay nhé rang vi thé va hinh anh cda san pham déi voi khach
hang lic ban dau la rat manh, vi vay viéc ay dé dang hon rat
nhiéu so véi viéc phat trién toan bé doanh nghiép. Nhu cau
bu dap chi phi quan Iy cda nhitng phan khuc khong mang lai
loi nhuan c6 thé mat di kha nhanh.

Tuy nhién, sy that la ban khong can phdi cho doi gi ca.
“Néu c6 cai gai trong mat lam ban kho chiu, hdy nho né di!”
Ctt loai bé nhing khodn chi phi quan 1y gay phién phic cho
ban. Néu c6 ¥ chi manh mé, lic nao ban cing co thé lam duogc
diéu do. Cac phan khuc it dem lai 1oi nhuan, du c6 chi phi
quan ly hay khong, co thé ban dugc trong mot sO truong hagp
va luén luon c6 thé dep bé. (Pung nghe 15i clia cac tay lam ké
toan, ho la nhitng ngudi hay ca bai “cac khoan chi phi khi rat
ra”; nhiéu khodn trong nhitng chi phi nay chi 1a nhitng con s
trén gidy td chi khong c6 chi phi bang tién mat. Cho du &
nhiing phan cé chi phi bang tién mat, thi thuong c6 mot
khoan hoan von cyc nhanh, khodn hoan vén nay sé con nhanh
hon nhiéu, nhd gia tri cda sw don gidn trong hoat dong kinh
doanh, so véi mitc ma nhing tay ké toan ting bao cao véi
ban). Su lya chon tht 3, thwong dem lai 1gi nhuan cao nhat,
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la thu hoach ngay nhitng phan khuc thi truong nay, c6 tinh
danh mat thi phan. Ban hay c buong ra nhitng khach hang
va nhitng san pham it dem lai loi nhuan hon, cit gidm hau hét
su ho tro va bot di phan 16n nhitng nd lyc ban hang, ting gia
san pham va chap nhan doanh sé gidm & muc t¢ 5 - 20%
trong khi d6 ban van vui cudi mang tién ring rinh dén gui
ngan hang.

Hay chon 20% don gidn nhat

Nhitng cai that don gidn va dugc chuan hoéa nhat thi hitu
ich hon va c6 hiéu qua vé chi phi hon nhiéu so v6i nhitng cai
phtc tap. Nhitng thong diép don gidn nhat la nhing thong
diép 16i cuén va pho quat-nhat: v6i dong nghiép, khach hang
va cac nha cung cap. Nhing cau tric va nhitng dong chay
tién trinh don gidn nhat vira cé sic 16i cuén vira c¢6 chi phi
thap nhat. Viéc dé cho khach hang tiép can duoc véi hé thong
kinh doanh ctdia ban - nhu véi tat ca cac hinh thitc kinh doanh
tu phuc vu khac - sé tao ra cho khach hang dugc quyén lya
chon, tiét kiém chi phi, dap ¥ng nhanh chéng va lam cho
khach hang phdi mé hau bao.

Hay ludn c6 gang xac dinh 20% don gidn nhat trong bat ky
loat san pham, tién trinh, thong diép tiép thi, kénh ban hang,
thiét ké san pham, hoat dong san xuat san pham, phan phbi
dich vu nao hoac trong bat ky co ché phan hoi thong tin ti
khach hang nao. Hay chuyén tdm vao 20% don gidn nhat.
Tinh chinh né cho dén khi né don gidn dén mic c6 thé. Hay
chuan hoa viéc phan phéi mét sdn pham don gidn hodc mot
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dich vu trén co s& cang phd quat va cang mang tinh toan cau
cang tot. Hay phét 1o nhitng chan dong tinh than, nhiing tiéng
chudng canh bao va nhitng tiéng huyt sao chi trich. Hay lam
cho 20% don gian nhat c6 chat lwong cao va phu hgp dén mic
ban c6 thé twdng tugng duoc. Bat ci khi nao c6 mot van dé
gl d6 trd nén phic tap, hiay don gidn héa né; néu ban khong
thé 1lam dugc diéu do thi hay loai bo no di.

Van dé gidm muc do phic tap
3 cong ty Corning

Lam thé nao mot doanh nghiép dang gap kho khan co6 thé
st dung Nguyén 1y 80/20 dé lam gidm mic do phic tap va
tang loi nhuan? Mot nghién ciu rat hay da dugc thuc hién cho
Corning, mot cong ty san xuat chat phd bé mat bang ceramic
cho hé théng xa cda xe 0 to tai Greenville, tiéu bang Ohio va
tai Kaiserslautern, birc.?

Nam 1992, co sd tai My cia doanh nghiép nay hoat dong
tri tré va sang dén nam sau, thi truong ¢ Piic cda ho bi gidm
sit nghiém trong. Thay vi hoang mang hét hoang thi cac
quan tri vién cda cong ty Corning da xem xét ky ludng va
nghiém tic kha nang sinh 16i cda tat ca cac san pham cia ho.

Nhu & hau hét moi cong ty trén khap thé gidi, cac 1anh dao
diéu hanh coéng ty Corning da st dung phuwong phap chi phi
chuan dé quyét dinh nén san xuat sdn pham nao. Nhung cac
hé théng chi phi chuan lai 1a mét trong nhing ly do quan
trong nhat giai thich vi sao Nguyén 1y 80/20 c6 thé déng gop
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nhiéu nhu vay: cac hé théng chi phi chuan lam cho doanh
nghiép khong thé nao biét dugc kha nang sinh 16i thyc sy cda
san pham, phan 16n 1a do nhtng hé thong nay khong phan
biét dugc gitta cac san pham c6 san lugng cao va cac san
pham c6 sdn lwong thap. Trong khi cac khoan chi phi kha
bién - chéng han nhuv phi lam thém gig, phi dao tao, hiéu
chinh thiét bi va chi phi khi may méc khong hoat dong - dugc
phan bo day dd & Cong ty Corning, thi nhing két qua thu
dugc da gay ra sy sing sot.

Hay lay hai sdn pham dugc san xuat tai Kaiserslautern:
chat phi bé mat bang ceramic dung cong nghé phu déi xing,
don gian, c6 s6 luong 16n, ¢ day duwoc gan bang ky hiéu R10;
con mot san phadm co s6 luong thap hon rat nhiéu, ky hiéu R5,
1a mot loai chat phd bé mét theo cong nghé phu tw do. Chi phi
chuan cda R5 cao hon chi phi chuin cda R10 1a 20%. Nhung
khi thiét ké bo sung va nd lyc cda nha may san xuat tao ra
san pham R5 da dugc 1én gia thanh day dd thi hoa ra chi phi
cho sdn pham nay 16n dén mic khong thé tin néi, 16n hon
R10 khoang 500.000%!

Tuy nhién, néu suy nghi ky thi nhitng d liéu nay 1a c6 thé
tin dugc. R10 hau nhu la khong can ngudi gidm sat. R5 doi
héi phai c6 nhiéu ky su tic truc bén nd, gidm sat no, dé dam
bdo cho sdn phdm duy tri dugc cac yéu cau vé théng sb ky
thuat. Vi vay, néu chi sdn xuat R10 thi sé can it k¥ su hon rat
nhiéu. Va thuc té nguoi ta da lam nhu thé. Bang viéc loai bé
nhing san pham khong c6 kha nang sinh 15i, s6 luong thap,
g6p phan rat it vao tong doanh thu va tao ra khodn loi nhuan
am, yéu cau nhan su can dén tay nghé ky su da gidm 25%.
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Nguyén ly 50/5

Phan tich cda Corning luén huéng vé mot ho hang rat hitu
ich cia Nguyén ly 80/20 - do6 la Nguyén ly 50/5.

Nguyén ly 50/5 khéng dinh rang, thong thuong, 50% khach
hang, san pham, phu kién va nha cung cap cda mot cong ty
sé dong gop khong tdi 5% doanh thu. Viéc loai bd 50% danh
muc san pham c6 san luwong thap (va cé gia tri am) 1a yéu t6
then chét dé lam gidm di do phic tap cda doanh nghiép.

Nguyén ly 50/5 da phat huy tac dung ¢ Cong ty Corning.
Trong s6 450 san pham duogc sdn xuat tai Greenville, ni¥a s6
sdn pham da tao ra 96,3% doanh thu; 50% s6 san pham con
lai chi san sinh ra 3,7% doanh thu. Tuy thudc vao thoi gian
tién hanh phan tich, nha may & Ditc cia cong ty da cho thay
1a 50% san pham c6 san lwong thap chi tao ra 2-5 % doanh s6
ban. § ca hai nha may san xuat, 50% san pham c6 san luong
thap nhat bi 16.

Cang nhiéu cang té hai

Viéc chay theo sé lugng 1a con duwong dan doanh nghiép
dén bo vuc khing hodng. S6 lugng 16n dan dén san pham
bién té, khach hang bién té va lam tang nhanh d6 phic tap
vé quan ly. Béi vi su phic tap vita mang lai cho cac nha quan
Iy cam giac thu vi va thoa man nén ho thuong khoan nhugng
va khuyén khich dng ho né cho dén khi ho khéng con kha
ning dé chiu dung né dwoc ntta. O coéng ty Corning, hoat
dong kinh doanh tai cac nha may déu tré nén phic tap, gay
nhiéu thiét hai cho doanh nghiép. Giai phap cho tinh trang
nay la phai cit gidm so lugng san pham hon mot nita. Thay
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vi giao dich véi 1000 nha cung cap, cong ty cing cd viéc mua
hang thong qua 200 nha cung cap 16n chiém dén 95% tong
nguon cung (Nguyén ly 95/20) cda cong ty. Doanh nghiép
duoc sap xép hop 1y va di vao on dinh.

Vao ldc cao trao suy thoai cua thi truong, cong ty Corning
da cat gidm hoat dong kinh doanh. Diéu nay c6 vé nhu sai
lam nhung lai da c6 tac dung. Hoat dong don gidn hon, véi
quy mo6 nhé hon da nhanh chong khoéi phuc lai 1gi nhuan cho
cong ty. it hon hoa ra lai 1a nhiéu hon.

Cac nha quan 1y wu ai sy phuc tap

Dén day can phai dat cau héi: tai sao cac t6 chic doanh
nghiép duoc cho la dang toi da hoa lgi nhuan lai tré nén phic
tap, khi r6 rang 1a diéu nay pha hdy di cac gia tri?

Than 6i, cau tra lgi-quan trong cho cau héi trén la do cac
nha quan ly thich sy phic tap. S¢ phic tap kich thich va
thach thuc tri tué: n6 lam sb6i dong nhing hoat dong déu dan
té nhat thuong nhat; df)ng thoi n6 tao ra nhitng cong viéc thu
vi cho cac nha quan ly. Mot vai ngudi tin rang khi khong co
ai nhin ho thi phai c6 sy phic tap dé khién ngudi ta phai chu
y dén ho. Khong con nghi ngd gi ntta - sy phitc tap dugc cac
nha quan ly dé dau, va ngugc lai chinh né cing dang dé
dau cho ho, theo kiéu “cay da cay than, than cay cay da”.
Hau hét cac t6 chic doanh nghiép, tham chi cd cac doanh
nghiép bé ngoai ra vé 1a nhitng nha tu ban thuong mai, déu
thong dong v6i nhau vé mat quan ly, am tham di nguoc lai véi
lgi ich ctia khach hang, cda cac nha dau tu va cta thé giGi bén
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ngoai nhitng doanh nghiép dé noi chung. Tri phi cac hang
dang phdi duong dau véi cudc khing hodng kinh té, hodc c6
mot lanh dao bat thuong nao dé ung hd cdc nha dau tu va
khach hang hon la ing hd nhing nha quén ly cida chinh
minh, thi hoat dong quan ly vugt qua giéi han hau nhu van
dugc bdo dam. N6 nam trong méi quan tdm cda giéi nam
quyén lanh dao.*

Giam chi phi nho don gian

Vi vay, ciing 1a 18 thuong tinh khi doanh nghiép, cting giéng
nhu cudc doi noéi chung, dé trd nén phitc tap qua mirc. Tat ca
cac té6 chitc doanh nghiép, dac biét la cac doanh nghiép 16n va
phitc tap, ty trong noi tai da khong hiéu qua va lang phi. Ho
khong tap trung vao cai ma ho nén lam. Lé ra ho nén tang
thém gia tri cho cac khach hang cda ho ciing nhu cho nhiing
khéach hang tiém nang ctia minh. Bat ci hoat dong nao khong
dap tng dugc muc tiéu nay déu vo ich. Tuy nhién, hau hét cac
doanh nghiép 16n déu c6 hang khoi hoat dong rat téon kém va
khong hiéu qua.

Mbi ngudi va méi t6 chirc 1a san phadm cda mot lién minh va
nhiing luc lugng bén trong lién minh d6 luon xdy ra chién
tranh. D6 1a cudc chién gitta nhitng Iyc luong chiém s6 dong
nhung 6 hop va nhtng luc lugng chiém sb it nhung lai tinh
nhué. S6 dong 6 hop bao gom su tri tré va khong hiéu qua
pho bién trong doanh nghiép. So it tinh nhué la nhiing mdi
dot pha vé tinh hiéu qud, tinh sang tao va thich nghi t6t. Hau
hét cac hoat dong déu mang lai ching bao nhiéu gia tri két
qua va thay doi gi. Mot vai bién phap can thiép manh cé tac
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dong rat 16n. Cudc chién nay that khé nhan thay: do 1a cung
mot ngudi, cuing mot don vi va cung mot t0 chic vita mang
lai hang loat yéu td dau ra kém (hay tiéu cuc) va rat it yéu to
dau ra c6 gia tri cao. TAt cd nhitng gi ma chung ta c6 thé nhan
thay 16 dugc chinh 1a két qua tong thé; chung ta da bd 16 ca
nhiing thtt rac rudi dang bé di lan nhitng vién ngoc qui gia.

Hé qua la bat ky t6 chitc nao ciing déu luon cé rat nhiéu
tiém nang dé gidm chi phi va mang dén gia tri t6t hon cho
khach hang: bang cach don gidn héa nhing gi ma doanh
nghiép thuc hién va bang cach loai bo nhing hoat dong dem
lai gia tri am hoac c6 gia tri thap.

Hay nhd rang:

» Sy phic tap cia doanh nghiép lam tang su lang phi; don
gidan mang lai hiéu qua cho doanh nghiép.

» Dai da s6 hoat dong kinh doanh sé khong mang lai ich lgi
gl ca, khong dugc thau hiéu, khéng duoc quan ly t6t, nhiéu
hoat dong duge thue hién mot-cach lang phi va phan 16n 1a
khong lién quan dén cac khach hang.

» Mot ty 1é nhd hoat dong kinh doanh sé ludn rat hiéu qua va
duoc khach hang danh gia cao; c6 thé do khong phai 1a diéu
ma ban nghi; ching khong dé dang nhin thiy va lan 16n
gitta nhing hoat dong kém hiéu qua hon.

» TAt ca cac t6 chitc déu 1a sy tron 1an gitta cac luc luong hitu
ich va khong httu ich: do6 la con ngudi, cac moi quan hé, va
tai san.

» Hiéu suat kém luén ludn 1a can bénh trdm kha, né an gidu
& phia sau va dugc che gidu bdi mot s6 luong it hon cac
hoat dong hiéu qua.
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» Doanh nghiép luoén c6 khd nang thuc hién nhitng cai tién
quan trong, bang cach thuc hién moi viec mot cach khac
han va bang cach lam it hon.

Hay luén nhé dén Nguyén ly 80/20: néu nghién cttu nhiing
két qua do cong ty ban lam ra, thuong thi ban sé thay 1/4 dén
1/5 hoat dong tao nén 3/4 hoac 4/5 lgi nhuan. Hay lam sinh
s6i ndy nd 1/4 hoac 1/5 d6. Hay tang tinh hiéu qua ctiia phan
con lai 1én gap boi hoac loai bé né di.

St dung Nguyén ly 80/20
dé giam cac khoan chi phi

TAt ca nhing k¥ thuat hiéu qua dé lam gidm chi phi déu si
dung ba y tudng 80/20: do6 la don gian hoéa, thong qua viéc
loai b6 hoat dong nao khong dem lai 1¢gi nhuan; tdp trung, vao
mot vai yéu to then chdt lam dong luc cho cac qué trinh cai
tién; va so sdnh hiéu sudt hoat déng. Hai yéu to sau can dugc
tim hiéu chi tiét.

DPung do déu cong sic vao viéc gidi quyét moi van dé. Viéc
gidm chi phi 1a mot hoat dong tén kém!

Hay xac dinh nhting linh wic (c6 1& chi chiém 20% trong
toan bd hoat dong kinh doanh) ban c6 thé gidm chi phi dugc
nhiéu nhat. Hay tap trung 80% nd luc ctia ban ¢ khau nay.

Ban khong muon bi sa ldy vao nhitng phdn tich vi mo.
St dung quy tdc 80/20 ta cé thé gidi quyét van dé
nday. Hday hoi bdn thdn ban xem diéu gi lam ban ton
phan Ion thoi gian ma ban c6 thé cdt bé ching, 80%
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chi phi va su chdm tré thoi gian nam & phdn ndo
trong cdc tién trinh hién hitu ciia ban ma ban cé thé
nhdm dén, dong thoi ban cdn hiéu duoc cdch thikc
minh sé bdt tay vao gidi quyét nhitng van dé do.

Dé thanh céng, chung ta phdi do Iuong duoc la cdi gi
thuc su co gid tri... hdu hét cdc to chitc doanh nghiép
déu tudn thu qui tdc Pareto: 80% nhiing cdi quan
trong duoc ho tro bdi 20% chi phi.. Chcfng han nhu,
mot nghién cuu tai trung tam thanh todn khdch hang
cia céng ty Pacific Bell nhdn thdy rdng 25% hoat
dong cua trung tadm duoc-danh cho viéc gidi quyét
0,1% cdc khodn thanh todn. 1/3 cdc khodn thanh
todn duoc xut ly hai lan, va cé khi dén may lan.’

Trong viéc giam chi phi va tang chat lugng sdn pham va
dich vu, trén hét thdy moi thit, hdy nho rang chi phi nhu nhau
khong dan dén su théa man khach hang nhv nhau. Mot vai
yéu to chi phi cuc ky hiéu qud; nhung phan 16n cac yéu to chi
phi khac c6 it hoac khong c6 moi quan hé nao véi nhitng cai
ma khach hang coi trong. Hay xac dinh, tran trong va nhan
1én gap boi mot vai khodn chi phi hiéu qud; dong thoi loai bd
phan con lai.

Sit dung Phdn tich 80/20 dé xdc dinh nhitng linh vuc
can cdi tién

Phan tich 80/20 c6 thé chimg minh tai sao mot s cac van
dé cu thé nao do lai phat sinh va tap trung moéi quan tam vao
nhing linh vuc then chét can phai cdi tién. Hay 1ay mot vi du
don gian. Chung ta hay tudng tugng la ban dang quan ly mot
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cong ty xuat ban sach va chi phi cho viéc xép chit vuot 30%
ngan sach. Vi giam doc phu trach sdn pham ctia ban bao véi
ban rang c6 1001 1y do lam cho chi phi tdng vuot troéi ngoai
ké hoach: doi khi 1a do cac tac gid cham tré trong viéc giao
ban thao, doi khi la do nguoi doc va sia ban in th hoac do
nguoi bién soan bang chi muc kéo dai thdi gian hon duy tinh,
trong nhiéu truong hop, cudn sach tré nén dai hon so voi ké
hoach, thuong can phai chinh sta cac biéu doé va bang biéu
khac va con nhiéu nguyén do dac biét khac nia.

Mot diéu ma ban c6 thé lam la danh mot khodng thoi gian
cu thé, chang han ba thang, va theo déi cin than nhing
nguyén nhan dan dén viéc tang chi phi vugt troi trong khau
xép cht. Ban nén ghi nhan 1y do chd yéu cda moi lan chi phi
tang vugt troi, va cing can ghi nhan khoan phat chi phi tai
chinh c6 lién quan.

Hinh 32 thé hién cac nguyén nhan trong mot bang, sap xép
nguyén nhan pho bién nhat § trén cung va ctt thé tiép tuc
xubéng dudi.

Nguyén nhan S6 Phan trdm Phan tram
Iy tich
1 Céc tac gid cham tré
trong viéc hiéu chinh 45 30,0 30,0
2 Cac tac gid cham ndp ban thao gbc 37 24,7 54,7
3 Céac tac gia chinh sra qué nhiéu 34 22,7 77,4
4 Bang biéu can hiéu chinh 13 86 860
5 Séach dai hon du kién 6 40 90,0
80, .,
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6 Nguoi doc va stra ban in tht bi tré nai 3 20 92,0

7 Ngudi bién soan bang chi muc

cudi sach 3 2,0 94,0
8 Nhan duoc gidy phép tré nai 2 1,3 953
9 Léi vi tinh cla tho xép chi 1 0,67 96,0

10 Cac 16i hiéu chinh clia tho xép chi 1 0,67 96,0

11 Bién tap vién thay ddi lich trinh 1 0,67 97,3
12 Cong tac tiép thi lam thay ddi

lich trinh 1 0,67 98,0
13 Nha in lam thay déi lich trinh 1 0,67 98,7

14 Hdba hoan tai xudng cla tho xép chi 1 0,67 99,3
15 Tranh chap phap Iy véi tho xép chi 1 0,67 100,0
Tong cong 150 100 100

Bang 32: Cac nguyén nhan dan dén ting chi phi
trong khau sap chtt cia nha xuat ban

Hinh 33 chuyén nhtng thong tin trén qua dang biéu doé
80/20. D& lam duwoc diéu nay, hay lap cac thanh cot mo ta
nguyén nhan theo thit ty quan trong giam dan, dat so nguyén
nhan l1én méi thanh & trén truc tung nam bén tay trai dong
thdi truc hoanh bén tay phdi thé hién phan tram liy tién cac
nguyén nhan. Viéc nay dé thyc hién va tém tat di liéu bang
hinh vé giip nguoi doc nhin thidy van dé dé dang va nhanh
chong hon.
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Hinh 33 Biéu do 80/20 cac nguyén nhan dan dén tang chi phi
trong khau xép chi ciia nha xuat ban.

Ching ta c6 thé thay tt so do 33 rang 3 trong so 15 van
dé (chinh xac 1a 20%) dan dén gan 80% chi phi tang vugt troi.
Puong liy tich nhanh chéng chay gan nhu song song véi truc
hoanh chi sau 5 ly do dau tién, diéu nay cho thdy ban dang
dén gan v6i cac nguyén nhan khong quan trong nhung chiém
phan nhiéu - nhing cai “da s6 linh tinh”.

TAt cd ba nguyén nhan chinh déu c6 lién quan dén cac tac
gia. Nha xuat ban c6 thé gidi quyét van dé nay bang cach viét
vao trong ban hgp dong véi cac tac gid mot diéu khodn budc
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ho c6 trach nhiém phai tra bat ky khodn chi phi xép chit phu
troi ndo do viéc ho cham tré hodc sta chtta qua nhiéu. Mot
thay doi nhd gidng nhu vay sé gitp loai bd trén 80% van dé.

Do6i khi, biéu do 80/20 sé hitu ich hon néu dugc lap ra trén
co sG tac dong vé mat tai chinh cda van dé (hoac co hoi) hon
1a s6 luogng cac nguyén nhan. Phuong phap thuc hién cling
gibng nhu vay.

Nguyén 1y 80/20 cho rang ludn ludn c6 mot vai linh vuc ¢
ning suat cao va nhiéu linh vic khac c6 nang suat thap. Tat
cad cac ky thuat lam gidm chi phi hiéu qua nhat trong 30 nam
qua déu ap dung y tudng nay (thuong cé6 nhin nhan da ap
dung Nguyén ly 80/20) dé déi sanh hiéu suat hoat dong.
Trach nhiém dugc dat 1én vai mot da s6 nhitng doanh nghiép
con let det phia sau 1a phai cai thién hiéu suat hoat dong lén
muic cao nhat (doi khi, dat trén 90% trong tat ca cac muc hiéu
suat, co khi trén 75%, thuong la nam gitta hai con s6 nay), néu
khong thi phai nhe nhang rat lui cé trat ty ra khoi linh vuc
kinh doanh do.

Day khong phdi 1a chd dé trinh bay chi tiét dén nhing ky
thuat tiét giam chi phi hodc nang cao gia tri nhu la xac dinh
chuian muc, tién hanh theo mé hinh téi wu da c6 thuc hién
trong thuc té, hodc tai co cau thiét bi va/hoac qui trinh. Tat
cad nhitng van dé nay deéu la sw mé rong c6 hé thong cda
Nguyén 1y 80/20 va tat c3, néu (mot chit néu that 16n) dugc
tuan thi mot cach triét dé, co thé lam tang gia tri doéi voi
khach hang lén rat nhiéu. Tuy nhién, nhitng ky thuat nay
thuong rat dé trd thanh mot quan ly thoi thugng nhat nhung
lai mau chong bi lang quén hodac trg thanh nhitng chwong
trinh hanh dong day tinh chd quan, tu giGi han chinh minh.
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Chung sé c6 rat nhiéu khd niang mang lai thanh céng néu
dugc dat trong khuoén khé ciia Nguyén ly 80/20 rat don gian,
mot nguyén ly sé la dong luc leo lai cho tat ca cac hoat dong
cap tién:

» mot thiéu sd cac hoat dong kinh doanh mang lai hiéu qua
» gid tri mang lai cho khach hang hiém khi duoc do luong va
Iuon khong nhu nhau.

Nhitng buéc nhdy vot vé phia trude doi héi can phai co su
tinh toan do lwong va so sanh gitta gia tri mang lai cho khach
hang va céai gia ho phai tra cho no.

Két luan: sttc manh cda su don gidn

Bdi vi hoat dong kinh doanh la sy lang phi, va béi vi sy
phtic tap va su lang phi cda doanh nghiép toa rap ho tr¢ lan
nhau, nén mot doanh nghiép c6 co cau don gidn sé luon tot
hon 1a mét doanh nghiép c6 co cau phic tap. BSi vi qui mo
doanh nghiép thong thuong déu c6 mot gia tri, d mot mic do
phtic tap bat ky nao, nén tot hon 1a hay c6 mot doanh nghiép
qui mo6 lén. Nhu vay, doanh nghiép 16n nhung co cau don
gian 1a tot nhat.

Cach thic dé lam cho diéu gi d6 tré thanh vi dai 1a hay lam
cho diéu d6 tré thanh don gidn. BAt ky ai coi trong van dé
mang lai gia tri t6t hon cho khach hang déu c6 thé dé dang
lam dugc diéu do, bang cach giam di sw phic tap. Bat ky c¢6
xe kinh doanh nao ciing déu chd trén minh déng nghet hanh
khach - 1a nhiing sdn phdm, nhitng quy trinh, nhitng nha
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cung cap, nhitng khach hang, va ning né nhat la nhiing nha
quan ly khong tao ra dugc 1gi nhuan cho doanh nghiép. Nhing
hanh khach nay can tré budc tién cda thuong mai. Tién bo
can su don gidn; va su don gidn doi héi phdi manh tay, triét
dé. biéu nay goép phan giai thich tai sao don gidn la mot pham
chat vita quy hiém vita dep dén thé.

Cau dang
doi twong khach hang

Nhutng ai phdn tich nguyén nhan thanh cong
ciia minh déu biét rdng qui tdc 80/20 qud co
ung nghiém. 80% miuc tdng trudng, khd ndng
sinh loi va su thoa mdn cua ho la do 20% khdch
hang mang lai. Chi it, cac cong ty nén xdc dinh
phdn 20% s6 khdch hang hang dau dé cé duoc
mot bitc tranh ré rang vé cdc trién vong tdng
truong mong doi trong tuong lai.

Vin Manaktala!

Nguyén ly 80/20 rat can thiét dé thuc hién dung
hinh thitc ban hang va tiép thi, dong thoi dé ap
dung vao chién lugc tong thé cda bat ky t6 chic nao, ké ca
toan bo tién trinh san xuat va phan phdi hang hoa va dich vu.
Chung toi sé trinh bay vé viéc lam thé nao ap dung Nguyén
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ly 80/20 theo cach nay. Nhung truGe tién, chung t6i c6 trach
nhiém phai x6a bé nhiéu tv tudng lac hau nhung lai ra vé tri
tué lién quan dén tién trinh cong nghiép héa va hoat dong tiép
thi. Vi du, nguoi ta thuong ndi rang chung ta dang song trong
mot thé gigi hau cong nghiép, rang cac cong ty khong nén
theo dinh huéng lay sdn xuat lam trong, rang ho nén theo
dinh huéng tiép thi va nén tap trung vao khach hang. Nhing
diéu nay giéi 1dm chi dung phan nmi¥a. Chung ta hay quay lai
lich st mot chit dé 1y gidi cho van dé nay.

Ban dau, hau hét cac cong ty déu tap trung vao thi truong
ciia minh - la nhing khach hang quan trong cia ho - ma it
khi hodc khong hé ban tam suy nghi gi cd. Thdi dy, mang tiép
thi, v6i tu cach mo6t chitc nang hoac mot hoat dong riéng biét,
la khong can thiét, tuy nhién nhing doanh nghiép nhé van
dam bao viéc cham séc¢ khach hang cia minh.

Thé r6i cudc Cach mang Cong nghiép da dién ra, gép phan
hinh thanh nén cac doanh nghiép 16n, tu tuéng chuyén mon
héa (nha may san xuat dinh ghim cia Adam Smith)?> va cudi
cung hinh thanh day chuyén san xuat. Khuynh huéng tw nhién
cda doanh nghiép 16n 1a lam cho cac nhu cau khach hang tré
nén thtt yéu so véi yéu cau phdi c6 day chuyén san xuat hang
loat véi chi phi thap. Henry Ford c6 cau néi néi tiéng rang cac
khach hang c6 thé c6 duogc chiéc xe Model T cda ong ta “véi
bat ky mau sdc nao cing dugc mién la mau den”. Cho dén
cudi nhitng nam 1950, hau hét cac doanh nghiép 16n & khap
moi noi déu chon con dudng lay san xuat lam trong.

Cac nha tiép thi hodc doanh nhan ldao luyén ngay nay dé
cuoi khay trude su “thdé moc” cda phuong phap tiép can theo
dinh huéng san xuat. Thuc té, phai noi thang 1a tu tudng cla
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Ford 1a phuwong phap phu hop vao thoi dé; muc tiéu t6i thuong
1a phai don gidn hoa san pham va gidm gia thanh, trong khi
van lam cho sdn pham tré nén hap dan hon, 1a nén tang cta
x4 hoi tiéu dung giau c6 ngdy hom nay. Cac san pham ti nha
may c6 chi phi thap dan dan lam cho cang ngay cang c6
nhiéu hon (hodc theo mot 16i néi ky cuc la “gia ca binh dan”)
nhitng hang hoa thudc ching loai ngdy cang cao cap hon cho
nhitng khach hang trudc day da bi loai khoi thi truong. Su
hinh thanh thi truong cho sé déng cliing tao ra mai luc von
khong hé ton tai trudc day, dan dén nhing vong quay bat tan
- san xuat v6i chi phi thap hon, tiéu thu nhiéu hon, thué nhan
cong nhiéu hon, sttc mua cao hon, sé luong don vi san pham
16n hon, chi phi don vi thap hon, tiéu thu nhiéu hon, v.v... -
theo duwong xoan oc di lén lién tuc, néu khong mudn noi la
khong hé bi dut doan.

Xem xét quan diém nay, Henry Ford khong phai 1a mot ké
ngoi trong thap nga chi biét tu twéng lay sdn xuat lam trong:
ong la mot thién tai sang tao da md duwong cho viéc dua dich
vu dén cho nhiing cong dan binh thuong. Nam 1909, ong
phat biéu rang ton chi cda 6ng l1a “pho chiing héa 6-t6”. Vao
thoi diém 4y, d6 la mot muc tiéu dé bi ché nhao: chi nhing
nguoi giau moi ¢ 6-t6. Tuy nhién, diéu nay thi da dugc chimg
té qua lich s, chiéc Model T san xuat hang loat, tung ra thi
truong véi chi phi ré hon nhiéu so véi nhitng xe hoi truée do,
da lam cho ton chi “phé chung hoa 6-t6” dan dan dugc hién
thuc héa. Cho du hau qua c6 tét hay xau, nhung xét vé téng
thé thi to6t nhiéu hon xau, thi chung ta cing da duwoc tan
hudng “tiéng coi xe cia quang dai quan chiing” do thé gidi
Ford mang lai.
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Cong cudc cong nghiép hoa va cai cach hang loat khong
dung lai & linh vuc san xuat 6to6. Thai do, néu c6 nghién ctiu
thi truong thi né cting khong thé dan dén chuyén nhiéu san
phﬁm khac, t¢ td lanh dén may nghe nhac Sony Walkman
hodc dia CD-ROM duogc dat hang nghién ciu san xuat. G thé
ky XIX nao c6 ai mudn mua thuc phém dong lanh, vi lam gi
c6 ti lanh dé udp gitt. Tat cd nhing dot pha vi dai ké tr phat
minh ra Itta va banh xe tré vé sau déu la nhitng thanh tyu cta
nén san xuat dé roi sau dé chinh chiing lai tao ra thi truong
cho riéng minh. Va sé 1a vd nghia néu néi rang ching ta song
trong mot thé gidi thaoi ky hau cong nghiép. Cac dich vu hién
cling dang duoc cong nghiép-héa nhuw nhitng san pham vat
chat & trong giai doan goi la thoi dai cong nghiép. Hoat dong
ban 18, nong nghiép, san xuat hoa, ngén ngw, gidi tri, giao duc
dao tao, vé sinh, dich vu khach san va tham chi la nghé thuat
kinh doanh nha hang, tat ca nhi*tng hoat dong nay trudc kia
déu tung la dia hat doc quyén cda nhitng nha cung cap dich
vu tu nhan, khong thé cong nghiép hoéa va khong xuat khau
duoc. Ngay nay, tat cd nhing linh vuc nay déu dugc cong
nghiép hoa nhanh choéng va, trong mot vai truong hop, toan
cau hoa.*

Thdap nién 1960 tdi khdm phd tiép thi va thdp nién
1990 tai kham pha khach hang

Cubi cung thi thanh cong ctia tu twdng lay san xuat lam
trong, cung véi sy tap trung vao san xuat san pham, mé rong
sdn xuat va gidm gia thanh, da lam boc 16 ré nhing nhugc
diém, bat cap cda né. Trong nhing nam dau thap nién 1960,
cac gido su tai cac truong quan tri kinh doanh nhw la Theodore
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Levitt da khuyén cac nha quan ly doanh nghiép la hay theo
dinh huéng lay tiép thi lam trong. Bai bdo noi tiéng cla ong
trong tap chi Harvard Business Review vao nam 1960 véi
nhan dé “Tat can thi tiép thi” da kéu goi cac nganh nghé hay
tap trung lam “thda man khach hang” hon la tip trung vao
viéc “sdn xuat hang hoa”. Ban “phic am” mdi nay co sic tac
dong lan tdéa cyc nhanh. Dan lam doanh nghiép lao vao cudc
chién thu hut tinh cdm va tdm tri cda cac khach hang; mot
nhanh nghién ciu doanh thuong tuong d6i méi, nghién ctu
thi truong, da dugc phat trién ao at, rong rai nham kham pha
ra nhitng sdn phdm méi nao khach hang dang can. Tiép thi
trd thanh dé tai nong héi & cac truong kinh doanh va gisi lanh
dao tiép thi da danh bat nhiing ké chuyén vé sdn xuat, lén
nam quyen, tao ra mot thé hé nhing tong giam doc diéu hanh
moi. Thi truong cho sé dong bi khai tit; phan khic sdn pham
va khach hang trd thanh 16i dn tiéng ndi ctta miéng ctia nhirng
ké thic thoi. Gan day hon, vao nhitng ndm thudc thap nién
1980 va 1990, nhtiing téon chi nhuv théa man nhu cau cda
khach hang, lay khach hang lam trung tam, niém vui cda
khach hang, va luéon dau dau quan tam dén khach hang, da
dugc tuyén bd 1a nhiing phuong cham hanh dong & cac doanh
nghiép thanh céng nhat va “giac ngd” nhat.

Tw tudéng ldy khdch hang lam trong tam la con dao
hai luoi

Viéc lay tiép thi lam trong va lay khach hang lam trong tam
1a hoan toan dung dan. Nhung no6 cting c6 thé gay phan tng
phu nguy hiém va cé kha nang gay “chét nguoi”. Néu pham
vi sdn pham duwoc mé rong ra cho qua nhiéu linh vuc mdi,
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hodc néu tinh trang am anh vi khach hang dan dén viéc quan
tam ngdy cang nhiéu dén ngudi titu dung “ngoai bién”, thi chi
phi don vi sé tang lén va lgi nhuan sé gidm xudng. Cung voi
pham vi sdn pham tang thém, cac khodn chi phi quan ly ting
nhanh chéng, phai chi phi cho qui mo phic tap, cong kénh
hon. Cac khodn chi phi nha may hién nay qua thap dén nbi
ching chi chiém mot phan nhé trong gia tri gia ting cda cong
ty - dién hinh 1a thap hon 10% gia ban san pham. Pai da s6
cac khoan chi phi cda cong ty déu ndm ngoai nha may. Nhitng
chi phi nay cé thé hét sttc nang né néu pham vi sdn pham qua
16n, qua rong.

Twong tu, viéc chay theo qua nhiéu khach hang c6 thé lam
leo thang chi phi ban hang va chi phi tiép thi, dan dén chi phi
hau can cao hon va, rat thwong xuyén va nguy hiém hon tat
cd, dan dén tinh trang gia ban chd dao phai thuong xuyén
thap hon, khong chi déi véi khach hang méi ma con doi véi
ca khach hang cu.

J day, Nguyén Iy 80/20 rat can thiét. N6 c6 thé tao ra su
tong hop gitta tw tudng lay sdn xuat lam trong va tu tudng
theo dinh huéng tiép thi, dé ban c6 thé chi tap trung vao cong
tac tiép thi mang lai 1gi nhuan va vao viéc chu trong khach
hang mang lai 1gi nhuan (chit khoéng phai la tap trung vao
nhiing khach hang khong mang dén i nhuan, nhu thuc té so
sO trudc mat ngay nay).
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Tiép thi theo Nguyén 1y 80/20

Thi truong va khach hang ma bat ky coéng ty nao cling déu
nén tap trung vao phai la dung doi twong, thong thuong dé la
mot thiéu s6 nhitng thi truong va khach hang ma cong ty hién
dang nam git. Nhitng “diéu ran” vé viéc theo dinh huéng tiép
thi va tap trung phuc vu khach hang néi chung chi dung 20%.

C6 ba nguyén tac vang:

» Cong tac tiép thi, va toan thé cong ty, nén tap trung vao viéc
cung cap mot san pham va dich vu tuyét voi trong s6 20%
mat hang hién httu - ay 1a phan nhd tao ra dugc 80% loi
nhuan sau khi da tinh day dd chi phi.

» Cong tac tiép thi, va toan thé cong ty, nén danh noé luc dac
biét cho viéc tao sy thich thu, duy tri lau dai va md rong
viéc ban hang dén s6 20% khach hang la nhiing nguoi mang
lai 80% doanh s6 ban va/hoac lgi nhuan cua cong ty.

» Khong c6 xung dot thuc sw ndo gitta san xuat va tiép thi.
Ban sé& chi thanh cong trong linh vuc tiép thi néu nhiing cai
ma ban dang tiép thi c6 sy khac biét va, doéi voi khach hang
muc tiéu cda ban, hodc khong thé nao c6 dugc & noi khac
hoac dugc ban cung cap trong mot goi san pha“{m/dich vu/
gia ca c6 gia tri cao hon nhiéu so véi nhitng san pham/dich
vu/gia cd mua ¢ noi khac. Nhimg diéu kién nay khong thé
ap dung cho nhiéu hon 20% cia nganh hang hién hitu cta
ban; va ban c6 kha nang dat dugc hon 80% lgi nhuan thuc
td 20% nay. Va néu nhing diéu kién nay khong ap dung
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dugc trong hau hét cac nganh hang ctia ban thi ban chi con
mot hy vong 1a phdi cai tién, cach tan, thay ddi. O giai doan
nay, nha tiép thi sang tao 1a ngudi phai theo tu tudng lay san
pham lam trong, tap trung vao san pham. Tat cd moi cai tién
déu nhat thiét phai nham vao san pham. Ban khong thé cai
tién ma khong c6 mot san phﬁm hoac dich vu méi nao.

Hay theo dinh huodng ldy tiép thi lam trong chi trong
mot vai phdn khiic thi truong/san pham can quan tam

Nhing san phdm mang lai 20% doanh thu cda ban c6 thé
chiém 80% loi nhuan, mot khi ban da tinh dén tat ca cac
khodn chi phi, ké ca chi phi quén 1y, cia méi san pham. Tham
chi ciing c6 thé 1a 20% cac san pham cda ban chiém 80% loi
nhudn. Bill Roatch, mot khach hang cia Raley’s, mot nha ban
1é & Sacramento, tiéu bang California, da nhan xét nhu sau:

80% loi nhudn cua ban do 20% sdn phdm mang lai.
Van dé [dbi véi-nha ban 1é]-1a-ban cé thé loai b6 bao
nhiéu trong sé6 80% dy [ma khong mét gdy rui ro la
lam mat di tam c¢é cua ban trong linh vuc my
phdm]... Néu ddt cdu héi nay véi phia bdn nhuong
quyén thi ho sé trd 10i rdng sé co ton thdat. Néu ban
di héi nhitng nha bdn 1é thi ho sé néi rang ban cé thé
cdt bé mot so.*

Gidi phap hop Iy can lam 1a mé rong pham vi san pham
danh cho 20% loai son mdi ban chay nhat va mang lai nhiéu
lgi nhuan nhat, dong thai loai ra khéi danh sach mot vai trong
sO san pham ban cham nhat. Ké dén, c6 thé tién hanh hoat
dong xuc tién ban hang quan trong ngay tai ctta hang déi véi
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20% san pham c6 kha nang sinh 10i cao nhat, c6 hop tac voi
nha cung wng nhiing san pham hang dau nay. Luu v 1a duong
nhv luén luén c6 nhing 1y do cé vé chinh dang dugc dua ra
cho viéc tai sao ban can 80% sdn pham khong c6 kha nang
sinh 10i kia - trong truong hop nay 1a noéi lo lang “sut gidm
tam ¢d” do nganh hang co nhé lai. Nhing 1y do giong nhu vay
déu duwa trén quan diém ky la cho rang nhtng ngudi mua
hang thich nhin thay that nhiéu nhtiing san pham ma ho khong
hé c6 ¥ dinh mua - diéu nay lam xao nhang sy chd y cda ho
déi voi nhitng san phdm ma ho muén mua. Bat c khi nao
van dé nay dugc dua ra kiém nghiém, cau trd 16i trong 99%
truong hop déu 1a, viéc loai ra khdi danh sach nhitng san
phdm “ngoai bién” giip ting manh loi nhuan ma khong tac
dong dén cam nhan cda khach hang trong viéc mua hang mot
chut nao.

Mot cong ty san xuat cac sadn pham “lam dep” cho xe 6-t0
- nhu sap, dau bong va cac phu kién lam sach 6-t6 khac - tiép
thi cac san pham cda minh thong qua nhing tiém ria 6-t6. Vé
ly thuyét, diéu nay 1a hop 1y, béi vi nhitng ngudi chi tiém rita
xe san sang kiém thém loi nhuan théng qua viéc ban cac san
phﬁm phuc vu cho viéc “lam dep” xe 6-t6 mot cach don gian
bang cach trung bay nhiing san pham nay & vi tri ma néu
khong ciing chang dé lam gi. Y tudng mong muodn lai 1a & chd
ho sé cho cac sdn phdm mot chd trung bay tdt nhat trong tiém
va sé c6 gang ban cho dugc san pham.

Nhung khi doanh nghiép sdn xuat san pham “lam dep” xe
0-td bi ban di va ban lanh dao mdéi da tién hanh phan tich
doanh s ban toan dién, ho nhan thay rang “nguyén tac co
dién 80/20 qua c6 uing nghiém - nghia 1a 80% doanh thu cda
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cong ty duogc tao ra tir 20% dia diém ban 16”6 Khi vi téng giam
d6c diéu hanh méi bat ngd dén 50 tiém rita xe c6 doanh s6
ban thap nhat, 6ng phat hién ra rang noi trung bay san pham
bi khuat trong nhitng goéc twong hoac & nhing vi tri kém dac
dia khac, diéu nay lam cho sdn pham khong c6 duoc su quan
tam cda khach hang va thuwong roi vao tinh trang khong cé
nguoi hoi mua.

Vi tong gidam ddc diéu hanh c6 10i kéu goi véi nhitng nguoi
chd tiém ria xe khong ban dugc nhiéu san phdm cda minh.
Ong bdo ho hay chan chinh va quan 1y viéc trung bay san
pham & noi ban hang dung muc. Loi kéu goi nay khong mang
lai hiéu qua. Thay vao do, lé ra ong t6ng giam dbc trén nén
tap trung vao 20% tiém ria xe c6 két qua ban hang tot nhat.
G nhting tiém nay, ho-c6 gl hay? Ho c6 thé phat huy dudgc
nhiéu hon thé khong? Nhing tiém nay c6 diém gi chung? Lam
thé nao dé tim ra duwoc nhing dai ly nhu thé? Bdi cac diém
ban hang thanh cong nay. thudc quyén sé hitu cia nhitng hé
théng kinh doanh 16n, dugc quan 1y mot cach chuyén nghiép,
nén 1é ra vi tong giam ddc trén nén chu trong vao nhitng diém
ban hang nay hon la c¢6 gang cai thién hiéu qua cda nhing
diém ban hang do chinh chd doanh nghiép truc tiép quan ly.

Hdy ldy khdch hadng lam trung tam déi voi mét sé
it khach hang can quan tam

Mac du quan trong la thé nhung tam quan trong cua chuyén
tap trung vao mét vai san pham t6t nhat ching 1a gi so voi
viéc tap trung vao mot vai khach hang t6t nhat. Nhiéu chuyén
gia tiép thi thanh cong da hoc dugc bai hoc nay. Ta c6 thé dan
mot vai truong hgp. Nhu trong linh vuc vién thong:
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Hdy hudng su quan tdm cua ban vao nhitng noi
ton tai nhitng moéi de doa canh tranh thuc su. O
hdu hét cdc truong hop, qui tdc 80/20 vdn iing
nghiém - 80% doanh thu dén tw 20% khdch hang.
Hdy nhdn biét duoc khdch hang ndo la vi mang lai
doanh thu nhiéu nhdt cho doanh nghiép va phdi
ddm bdo ddp ung duoc cdc nhu cdu cua ho.”

Trong viéc quan 1y hop dong:

Hdy nhd nguyén tdc 80/20 lau nay. Hdy gitt moi lién
hé thdn thiét voi 20% khdch hang tao ra 80% hoat
dong kinh doanh cua ban. Mbi chiéu Chu nhdt, hdy
kiém tra ky ludng nhitng ho so qudn ly hop dong va
ghi mot ghi chi nhé, gui moét tam thiép, hodc viét ghi
chi la sé goi cho bdt ky nguoi nao ma da qud lau
ban khong lién lac voi ho.’

Ké t¥ ndm 1994, cong ty American Express da tién hanh
nhiéu chién dich dé tang cuong mang nhuong quyén ctia minh
v6i cac doanh nhan va cac khach hang mang lai doanh s6 cao
nhat cho cong ty. Carlos Viera, giam d6c ban hang cda cong
ty American Express ¢ khu viyc Nam Florida, giai thich:

b6 chinh la quy tdc 80/20 xua nay: phdan chu yéu
trong hoat dong kinh doanh duogc tao ra tuw 20% thi
truong cia ban. Chién dich nay con hon la mot chién
dich PR nham [6i kéo moi nguoi di dn & ngodi thuong
xuyén hon nita.’
Hoat dong tiép thi thanh cong 1a biét tap trung toan bd vao
s6 lugng twong doi nhdé cac khach hang von la nhing doi
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twong tich cyc nhat trong viéc tiéu thu san phfim hoac dich vu
cda ban. Mot vai khach hang mua rat nhiéu trong khi phan
dong nhing ngudi khac lai mua rat it. C6 thé bd qua sé dong
khach hang nay. S6 it khach hang chd chot kia méi 1a quan
trong: ay la nhing ngudi tiéu thu manh va thuong xuyén. Vi
du, Emmis Broadcasting, mot cong ty truyen thanh s& httu hai
dai phat thanh WQHT va WRKS, da tién hanh nhtng chién
dich tiép thi thanh cong, theo dé dac biét tap trung vao nhing
khan thinh gid then chdt, nham lam tang thoi gian nghe dai
cua ho.

Thay Vi danh-12-gio/tuan dé nghe dai ma minh yéu
thich, hién nay nhiing nguoi nay danh 25 gio/tuan...
chung téi tdp trung dp dung nguyén tdc 80/20 vé
tiéu thu voi tdt cd cdc dai phdt clia chiung téi... Chung
toi tdp trung vao tung thinh gia thudoc nhom thinh
gid muc tiéu cia minh va chuong trinh danh it nhat
Y% gio nhdm vao nhitng doi tuong nay.'°

Tap trung vao 20% khach hang thi dé dang hon rat nhiéu
so véi tap trung vao 100% khach hang. Ap dung nguyén tic
lay khach hang lam trong tdm doi v6i tat cd moi khach hang
ctia ban 1a mot viéc hau nhu khong thé nao lam duac. Nhung
viéc cham soc, o bé 20% khach hang “rudt” vira kha thi lai vira
dem lai nhiéu lgi ich.

Bén budc dé giit chdn cdc khdch hang chii chét

Ban khong thé nham vao 20% khach hang then chét cho
dén khi ban biét ho 1a ai. Cac coéng ty véi mot s luong khach
hang han ché c6 thé thyc hién duogc diéu nay theo timg khach
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hang don 1é. Cac cong ty ban hang cho hang van hoac hang
triéu nguoi titu dung can phai biét nhiing ai la khach hang
quan trong cda ho (nhitng khach hang nay cé thé 1a cac kénh
phan phdi) va ciing can phadi ndm chan dung cda cac khach
hang thuwong xuyén va quan trong.

Thtt hai, ban can phuc vu ho that dac biét, tham chi 1a c6
phan qua mic. Dé hinh thanh mét cong ty bdo hiém cao cap
trong tuong lai, nha tw van Dan Sullivan khuyén, “ban can
xay dyng 20 mdi quan hé va theo sat nhitng mdi quan hé nay
gibng nhu mot hoat dong phuc vu. Khéng phai la phuc vu
theo kiéu thong thuong, khong phai 1a phuc vu t6t. Ma 1a phuc
vu chu ddo qua mitc. Ban can luong trudc nhitng nhu cau cda
ho khi ban c6 thé va ban lam hét toc luc, vat gio 1én co, nhu
luc lwong dac nhiém SWAT," khi ho yéu cau ban bat ¢t diéu
gi”.!2 Gidi phap then chdt thyc sy la phdi mang dén sy phuc
vu dang ngac nhién, con hon ca va vuot trén tiéng goi ctia
lwong tam trach nhiém va hoan toan doc ddo néu so véi nhing
titu chuan hang dau cda nganh. Piéu nay trudc mat co thé
kéo theo mot phi ton nhung vé lau vé dai sé dem lai nhiéu
thanh qua.

Thtt ba, hdy nham vao nhing san phfim va dich vu mdi
trong nhém 20% khach hang chd chét, phat trién ching chi dé
danh riéng cho va v6i nhom khach hang nay. Trong cudc tim
kiém dé chiém linh thi phan, trén hét tat c3, ban hiy c6 gang
ban nhiéu sdn pham va dich vu hon cho cac khach hang then
chot hién httu cia ban. N6i chung, day khong don thuan la
van dé vé ky nang ban hang. Vé dai thé ciing khong phai 1a
van dé ban dugc nhiéu san pham hién hitu hon cho ho, mac
du cac chuong trinh danh cho nguoi mua hang thuwong xuyén
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gan nhu Iic nao cliing dem lai mitc loi nhuan cao va lam tang
nhing khoan 1ai ngdn va dai han. Tuy nhién diéu quan trong
hon van 1a viéc phat trién nhiing cai tién doi véi cac san pham
hién hitu, hoac phat trién nhitng sdn phdm hoan toan méi ma
cac khach hang chu chét can, va néu c6 thé thi nhing san
phdm nhu vay can dugc phat trién trong moéi lién hé véi cac
khach hang chid chét ay - tham khao Vv kién cda ho. Cai tién
nén dugc dat trén nén tang moi quan hé véi nhom khach
hang nay.

Cudi cung, ban nén dat muc tiéu git chan lau dai cac khach
hang chd chét. Cac khach hang chd chot chinh 1a tién trong
ngan hang. Néu c6 ai trong sd ho khong mua hang ctia ban
nita, kha nang lgi nhuan cda ban sé bi anh hudng. Do vay,
nhitng n6 lyc dac biét nhdm git chan khach hang rudt cia
minh, thoat nhin duong nhu dang kiém ham khd nang sinh
10, lai chac chan sé lam gia tang rat dang ké kha nang sinh
10i trong bat it khodng thoi gian c6 ¥ nghia ndo. Dich vu dac
biét tham chi c6 thé goép phan tao ra dnh hudng tich cuc lén
cac khoan loi nhuan ngan han, bang viéc khuyén khich cac
khach hang chd ch6t mua nhiéu hon. Tuy nhién khd nang loi
nhuan chi 1a mot bdng diém danh gia cung cap mot tiéu
chuan danh gia “hau tdu” vé tinh hinh stc khde cda doanh
nghiép. Tiéu chudn danh gia that su véi mot doanh nghiép
“khée manh” nam & sitc manh, chiéu sau va dé lau dai cia
moi quan hé gitta doanh nghiép véi cac khach hang chu chét.
Su trung thanh cda khach hang 1a yéu td co ban chi phdi kha
nang sinh 16i trong bat ky truong hop nao. Néu ban bat dau
mat di khach hang chi chot thi hoat déng kinh doanh sé sup
do ngay dudi chan ban, cho du ban c6 lam gi d€ mau mé to
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vé thém cho nhitng khoan tién 14i ngan han di nita. Néu khach
hang chd chét cda ban bd di, hiy ban doanh nghiép cang
nhanh cang t6t, hodc sa thai ban lanh dao - sa thai chinh ban
than ban néu ban 1a ngudi diéu hanh - va thuyc hién bat ky
bién phap quyét liét nao can thiét dé gianh lai khach hang chd
chot hodt it ra 1a dé ngan chan tinh trang tiéu hao nay. Ngugc
lai, néu khach hang chi chét hai long thi chic chan la hoat
dong kinh doanh ctia ban sé phat trién, mé rong veé lau vé dai.

Phuc vu 20% khdch hang chii chét phdi la moi trin
trd, thao thirc cua toan céng ty

Chi 6 tap trung vao 20% khach hang quan trong mdi c6 thé
lam cho cong tac tiép thi trd thanh mot tién trinh trong tam ctia
mot doanh nghiép. Ching t6i bat dau phan nay bang viéc xem
xét su chuyén doi t tw tuwdng lay san xuat lam trong sang tu
tudng theo dinh huéng tiép thi. Sau do6 ching t6i quan sat thay
rang cai goi 1a qua dang cda tu twdng xem trong tiép thi 1a hé
luy cda viéc tap trung vao 100% hon 1a 20% khach hang. Doi
vdi viéc chi tap trung vao 20% khach hang then chot nay, khong
c6 cai gi qua dang c6 thé xem 1a qua dang! Ban c6 thé chi tiéu
dung tran - vé kha nang tai chinh lan céng stic - ma van yén
tam rang ban sé dat dugc muc lgi nhuan tuyét voi.

T6 chiic cia ban khong thé tap trung vao 100% khach hang:
noé c6 thé tap trung vao 20% khach hang ma thoi. Tap trung vao
20% khach hang nay 1a cong viéc chd yéu cda bat ky chuyén
gia tiép thi nao. Tuy nhién hoat dong tiép thi nay cing la
nhiém vu chinh ctia moi ngudi trong cong ty. Khach hang sé
nhin thay va danh gia nhitng né luc cia moi ngudi trong cong
ty, vOi ca nhitng cai ho nhan thay dugc lan c6 nhing cai ho
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khong thdy duwoc. Nhin dude goc do nay, Nguyén ly 80/20
dua ra nhiing cai nhin méi. N6 1a trong tam déi vdi hoat dong
tiép thi, n6 lam cho tiép thi tré thanh trong tam doi voi cong
ty, nhung no6 cing lam cho hoat dong tiép thi tré thanh nhiém
VU cda tat cd moi ngudi trong bat ky t6 chitc nao. Va tiép thi,
doi voi tat cad cac thanh vién ctia t6 chitc, phai c6 nghia la tao
ra muc do vui thich, hai long ngay cang cao hon cho 20%
khach hang chd chét cda t6 chic dé.

Ban hang

Hoat dong ban hang c6 méi quan hé rat gan voi hoat dong
tiép thi: d6 1a hoat dong tién tuyén nham truyén dat thong tin
dén khach hang va, it ra cling quan trong nhu thé, nham lang
nghe ¥ kién cda khach hang. Nhu ching ta sé thay trong phan
tiép theo, tw duy theo nguyén Iy 80/20 cling quan trong doi
voi viéc ban hang nhu doi voi tiép thi.

Van dé then chot dé c6 hiéu suat ban hang tréi vuot 1a hay
thoi kiéu suy nghi “binh quan” va bat dau nghi theo tinh than
cda Nguyén ly 80/20. Hiéu suat ban hang trung binh 1a mot
suy nghi sai léch. Mot vai nguoi ban hang kiém duwoc hon
100.000 bang mbi nam trong khi dai da s6 kiém wita dd muic
lwong t6i thiéu. Hiéu suat trung binh nghia la it d6i véi nhing
nguwoi nay hodc nhitng nguoi thué ho.

Ta hay lay bat ky luc luong ban hang nao d6 dé tién hanh
phan tich theo tinh than cda Nguyén 1y 80/20. Trong da s6
cac truong hop ban sé phat hién ra moi quan hé khong can
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bang gitta hoat dong ban hang va nguoi ban hang. Hau hét
cac nghién citu déu cho thay rang 20% nguoi ban hang gidi
nhat tao ra 70%-80% doanh s6 ban.!* D6i v6i nhitng ngudi
khéng nhan ra su pho bién cda cac mébi quan hé 80/20 trong
cudc song thi day la mot két qud rat dang chu y. Nhung déi
vOi nhitng ai lam kinh doanh, Nguyén ly nay nam giit chia
khoa quan trong giup tang lgi nhuan nhanh chong. Trudc
mat, 1gi nhuan gan b6 chat ché véi hoat dong ban hang nhiéu
hon 1a gan b6 véi bat ky bién s6 nao khac. Tai sao Nguyén ly
80/20 ap dung dugc cho hoat dong ban hang va chung ta co
thé lam dugc gi vé van dé nay?

C6 hai nhom ly do giai thich tai sao doanh s6 ban trén moéi
nguoi ban hang lai dao dong rat 1én. Nhom dau tién lién quan
dén nhing van dé hoat dong cta luc lwong ban hang thuan
tdy; nhom thit hai lién quan dén cac van dé vé co cau cua viéc
tap trung vao khach hang.

Hiéu sudt cia nguoi bdan hang

Gid st phan tich ctia ban cho két qua giéng véi mot vi du
méi gan day va ban nhan thay 1a 20% sé nhan su ban hang
cda ban dang tao ra 73% doanh s6 ban cho cong ty ban. Ban
nén lam gi trude thuc té nay?

Mot yéu cau hién nhién nhung thuong bi bé qua la phai
bam sdat nhitng gi co hiéu qua cao. Ban khong nén theo cau
ngan ngit co: ding “dung” vao cai gi néu n6 dang hoat dong
tot. Con néu né dang hoat dong tot thi phdi dam bao chac
chin bang moi cach 1a khong dé xay ra su cd gi v6i né. Diéu
t6t nhat can lam tiép theo déi véi viéc gitt mbi quan hé than

80
20



thiét vdi khach hang cda ban 1a hdy gan gdi nhitng ngudi ban
hang gidi nhat. Hay lam cho ho cdm th4y hai long; khong thé
thuc hién duge diéu nay chd yéu bang tién.

Ké dén, hdy tuyén thém nhitng nguoi bdn hang thudc tip
nguoi dé. Khong can thiét 1a tit cd moi ngudi phdi déu co
cung nhtng bang cap chuyén mon nhu nhau. Tinh cach va
thai do lam viéc c6 thé con quan trong hon nhiéu. Hay gom
nhing “siéu sao ban hang” vao chung mot chd va tim hiéu
xem “mau s6 chung” ctia ho 1a gi. Mot diéu nén lam hon nita,
hay nho ho gitip ban tuyén thém nhiéu nguoi khac giéng nhu
ho.

Tht ba, hdy co gdng xdc dinh nhitng thoi diém nhiing nguoi
bdn hang gidi nhdat ban duoc nhiéu nhat va khi do hiéu qud
cua ho cé gi khdc biét. Nguyén ly 80/20 ap dung véi yéu to
thoi gian cing nhu yéu té con ngudi: 80% doanh s6 ban cuda
mdi ngudi ban hang c¢é thé dugc tao ra trong 20% thdi gian
lam viéc ctia ho. Hay ¢6 gang xac dinh cai goi 1a “van may”
va tai sao no lai xay ra. C6 mot nguoi da binh luan rat hay vé
van dé nay:

Néu ban dang lam viéc & mdng bdn hang, hdy nhd
lai nhitng vdn may ma ban dd tung co. Trong tudn
1é do ban da lam diéu gi khdc biét? Toi khong biét la
liéu cdc cau thi hay nhitng nguoi bdan hang ai mé
tin hon ai... nhung nhitng nguoi thanh coéng trong
linh vuc ciia minh déu cé khuynh hudng chu y vao
cdc diéu kién hién hitu khi ho “dé van” va ho cu co,
o, co khéng thay déi nhitng diéu kién do. Tuy nhién,
khong giong nhu cdu thu dd banh, néu ban dang
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lam ¢ mang ban hang, va ban dang buoén mau bdn
ddt thi hdy thay doi noi y ciua minh.**

Thw tw, lam cho moi nguoi dp dung nhitng phuong phdp
dem lai mét ty 1é cao nhat giita yéu té6 dau vao so véi yéu to
dau ra. Poi khi do6 1a quang cao, doi khi dé lai 1a cac hoat
dong kiém tra cong tac ban hang ca nhan, doi khi dé 1a viéc
gli thu quang cdo tap trung vao mot sd doi tugng, ¢ lic do
la viéc goi dién thoai. Hay lam nhiéu hon nhitng viéc co thé
giip ban c6 thé khai thac hiéu qua nhat thoi gian va tién bac.
Ban c6 thé quyét dinh can phai phan tich dé tim hiéu k¥ hon
vé van dé nay, nhung c6 1é sé nhanh hon va it téon kém néu
ban di théng vao quan sat cach thitc ma nhing nguci ban
hang gidi nhat s dung thdi gian ctia ho nhu thé nao.

Thtt nam, hodn chuyén mot nhéom thanh céng & mot khu
vuc nday voi mot nhom khong thanh cong ¢ khu vuc khdc.
Hay thuc hién viéc nay giéng nhu thyc hién mot cudc thi
nghiém that sy ban sé sém phat hién ra liéu nhom gioi co thé
khic phuc dugc nhitng khé khan vé co cau hay ngugc lai. Néu
nhom gidi gidi quyét dugc van dé nay & khu vuc kho khin
trudc d6 nhom kia van that bai, hady hdi nhém thanh cong
xem ho da lam gi: cau trd 16i c¢6 thé nam & su chia tach cac
nhém dé€ méi nhém déu c6 ngudi cda minh ¢ mébi khu vuc.
Gan day, mot khach hang cda toi rat thanh cong trong cac
hoat dong ban hang quéc té nhung nhém ban hang trong
nudce lai bi “mat Ita” hoat dong va ho lam mat thi phan. Toi
da dé nghi hoan chuyén gitta cac nhém. Vi téng giam doc diéu
hanh do du, béi vi nhém xuat khau véi kha nang vé ngoai ngit
cda ho sé bi lang phi khi phai ban hang trong nudc. Cudi cung
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ong ta dong y rut mot ngudi trong nhom quoc té, sa thai vién
giam d6c ban hang & thi truong noi dia va dwa anh thanh nién
von thudc nhém qudc té 1én vi tri phu trach. Rat dot ngot, tinh
trang mat thi phan khong thé chan lai trudc day lai dao chiéu.
Khong phdi tat ca nhitng tinh huéng tuong tw nhu vay déu co
dugc mot két thuc c6 hau, nhung néi chung trong hoat dong
ban hang c6 mot thuc té 1a da thua bai thi c thua bai hoai,
da thanh coéng thi thanh cong ct ndi tiép thanh cong.

Cubi cung, con van dé ddo tao luc luong bdn hang thi sao?
“Rat dang dé dau tu cho viéc dao tao 80% luc luong ban hang
kém hon dé nang cao tam mitc hiéu qua ctia ho, hay lam thé
sé chi t0 tén thoi gian bdi vi ¢6 qua nhiéu ngudi trong s6 ho
sé quén sach moi thit cho du ho da duwoc dao tao thé nao
chang n®a?”’ Nhu doi véi bat ky van dé nao, hdy hdi ban
than ban xem Nguyén ly 80/20 ham an cau trd 10i gi. Cau tra
10i cda t6i la:

» Chi dao tao nhitng nguwoi ma ban it nhiéu chac chan la ho
c6 ké hoach gan bé voi ban ciing dugc it nam.

» Chon nhitng ngudi ban hang gidi nhat dé nhing ngudi nay
dao tao nhitng nguoi ay, thudng cho nhitng “siéu sao” ban
hang nay theo hiéu suat ban hang sau khoa hoc ctia nhitng
hoc vién cia ho dao tao.

» Dau tv ngan sach dao tao cho nhitng nguoi lam viéc gidi
nhat sau lugt dao tao dau tién. Ly 20% trong s6 hoc vién
gidi nhat va dau tu 80% cong stc dao tao cho ho. Ngung
dao tao nhitng nguoi cé két qua kém thudc nhéom 50% dudi,
trit khi r6 rang la ban dang dugc hoan tra theo mot cach
nao d6 cho nhitng dau tu bd ra cho nhiing ngudi nay.
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Nhiéu khac biét trong hiéu qud ban hang xuat phat tw ky
nang ban hang thuan tiy, nhung nhiéu khac biét khac thi
khong. Nhitng yéu t6 thudc vé cau tric ndy ciing ¢ thé duoc
ban dén theo cach nhin ctia Nguyén ly 80/20.

Bdn hang khoéng chi la cé ky ndng bdn hang tot

Phan tich 80/20 c6 thé xac dinh dugc cac 1y do vé co cau
nam ngoai khd nang ca nhan. Nhitng yéu to cau tric nay
thuong gidi quyét hon nhiéu, va tham chi con dem lai nhiéu
thanh qud hon, néu so v6i viéc di gidi quyét nhitng van de
thanh tich ca nhan. Cé rat nhiéu yéu t6 thuong phu thudc vao
cac sdn pham dang dugc ban va vao nhiing khach hang dang
dugc phuc vu:

Hdy chu y vdo luc luong bdn hang. Chdng han,
chung ta nhdn thdy rdng 20% s6 nguoi bdn hdng
dang lam nén 73% doanh s6 ban cia chung ta; chiing
ta nhdn thdy rang 16% sdn phdm dang mang lai
80% doanh sé bdn; lai nita, 22% khdch hang dang
tao ra 77% doanh so bdn cua ching ta...

Quan sdt ky hon luc luong bdn hang, chung ta thdy
rang Black c6 100 khdch hang dang con giit quan
hé. 20 trong sé ndy tao ra khodng 80% doanh soé
cia Black. Green cé khdch hang & khdp 100 hat, va
chiing ta thdy rdng 80% khdch hang cua ba tdp
trung chi trong 24 hat. White ban 30 sdn pham khdc
nhau. Sdu sdn phdm cia ba mang lai 81% doanh s
bdan hang.'®
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» T6 chitc cho cac nhom khach hang mang lai 1gi nhuan cao
nhat va mua v6i s6 lugng nhiéu nhat nam dudi sy quan ly
ctia mot nhom hodc mot nhan vién hoac nhém ban hang, bat
chap vi tri dia ly khu vuc. Hay c6 nhiéu khach hang c6 tam

Chung ta da lam néi bat ing dung cda Nguyén 1y 80/20 doi
v6i cac sdn pham va khach hang trong phan dé cap vé hoat
dong tiép thi. Vi vay, nhitng ngudi phu trach nhing luc luwgng
ban hang nay nén cé trach nhiém:

» Tap trung vao timg nd luc cda ngudi ban hang trén 20% sb
sdn pham tao ra 80% doanh s6 ban. Hay dam béo rang
nhiing san pham sinh loi nhat phai thu hut dwoc dau tw
gap boén 1an so voi nhimg san pham c6 kha nang sinh 16i
kém hon. Lyc lugng ban hang nén dugc thudng theo doanh
sO san pham sinh 16i cao nhat, chit khong phai 1a sdn pham
c6 loi nhuan thap nhat.

» Tap trung luyc luong ban hang vao 20% s6 khach hang -
nhiing nguoi tao ra 80% doanh s6 va 80% loi nhuan. Hay chi
cho lyc lwong ban hang nay biét cach xép loai cac khach
hang cua ho theo doanh sO ban va theo lgi nhuan thu dugc.
Phai nhat quyét yéu cau ho danh 80% thoi gian cho 20%
khach hang quan trong nhat, cho du ho phdi bd qua mot
vai trong s6 nhing khach hang it quan trong hon.

» Viec danh nhiéu thdi gian hon cho mot sb it khach hang
mua san pham véi s6 lugng 16n sé dan dén khad nang ban
hang nhiéu hon ntta cho ho - nhitng nguoi mua hang véi so
lwong 16n ay. Néu co hoi ban dugc nhiéu hon cac san pham
hién htu cho khach hang da can kiét thi lyc lugng ban hang
nén tap trung vao viéc cung cap dich vu cao cap hon, dé
bao vé hoat dong kinh doanh hién tai, va tap trung vao viéc
xac dinh nhing san pham mdi nao ma cac khach hang chi
chot can.

180

cd quoc gia hon va it khach hang tam c¢d dia phuong hon.
Cac khach hang c6 tam cd qudc gia trude day thuong bi gidi
han ¢ nhitng cong ty ma ¢ dé6 mot nguwsi mua hang phai
chiu trach nhiém bao tiéu hét mot san pham, bat chip dia
diém & dau. Trong truong hgp nay, ré rang la nén c6 mot
nha quan 1y cao cap phu trach ban hang trén pham vi toan
quoc quan tam dén mot nguoi mua quan trong. Tuy nhién,
nhitng khach hang 16n cang ngdy nén duwge doi xi nhu 1a
nhitng khach hang tam c& qudc gia va dugc mot nguoi hoac
mot nhéom nhan vién tan tuy phuc vu, ngay ca ¢ nhing noi
c6 nhiéu diém mua hang dia phuong. Rich Chiarello, Pho
chd tich cao cdp phu trach ban hang cda cong ty Computer
Associates International, nhan xét:

Trong so6 20% té chiic doanh nghiép quan trong nhdt,
toi sé kiem dugc 80% doanh thu. Téi sé doi xu vdi
nhiing cong ty ndy nhu la nhiing khdch hang tam cé
quoc gia. Toi khéng quan tdm dén viéc chuyén mot
dai dién phdi bay khdp cd nudc, anh ta sé qudn ly
khdch hang 4y, va chung toi sé xdc dinh moi nguoi
trong doanh nghiép doé va lén ké hoach bdn cdc sdn
phdm cua chung té6i cho ho.

» Ha chi phi va stt dung dién thoai lién lac véi nhiing khach
hang it quan trong hon. Mot phan nan thudng xuyén vé
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lyc lugng ban hang la viéc giam qui mo6 hoac danh nhiéu
thdi gian hon cho cac khach hang 16n c6 thé dan dén tinh
trang mot vai khu vuc ban hang c6 lugng khach hang gap
déi muc c6 thé phuc vu dang hoang. C6 mdgt giai phap cho
van dé nay la bé qua mot vai khach hang, nhung giai
phap nay chi nén thuc hién nhu 1a phuong sach cudi cung.
Mot gidi phap khac hay hon, rat thuong dugc st dung, do
la gom 80% khach hang nhd nay lai thanh mot nhom va
cung cap cho ho dich vu dat hang va ban hang qua dién
thoai. Cach nay co thé cung cap mot dich vu hiéu qua hon
voi gia thanh ré hon nhiéu c6 thé duwoc so véi phuong cach
ban hang truc tiép.

» Cudi cung, hay cho luc luvgng ban hang di tham lai nhing
khach hang cli - nhitng ngudi trudc day da dem lai nhing
hoat dong t6t cho doanh nghiép. Piéu nay c6 thé thuc hién
bang cach dén tan nha hoac goi dién thoai cho ho.
bay la mot ky thuat ban hang thanh cong dang ngac nhién,
nhung ciing bi bé quén mot cach dang ngac nhién. Mot
khach hang ct, khi dugc théa man nhu cau, rat c6 thé sé
lai mua sdn phadm ctia ban. Bill Bain - sang lap vién cla
cong ty Bain & Company hoat dong trong linh vuc tu van
chién lwoc - da ting di ban kinh thanh tan nha khach hang
& khu vuyc Deep South, My. Ong ké vé mot quang thoi gian
“doi kém”, 1é budc ti nha nay dén nha khac ma khong ban
thém duoc gi cd, trude khi 6ng ngd ra dugc van dé. Ong da
quay lai vi khach da mua mot cu6én kinh thanh trong thoi
gian gan nhat trugc dé va ban dugc cho ba ta mot cudén
nita! Mot ngudi khac da lam theo ky thuat nay la moét trong
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nhitng nha moi gidi bat dong san hang dau Hoa Ky, 6ng
Nicholas Barsan, mot di dan ngudi Ru-ma-ni. Ong da thu vé
1 tritu do-la tien hoa hong cd nhan méi nidm va hon 1/3
khodn tién nay 6ng c6 dugc la ti nhitng khach hang quen
thuoc. That vay, 6ng Barsan da dén go cita nha khach hang
cd va hoi chd nha (da tiung la nhing khach hang cia ong)
xem liéu ho c6 y dinh ban nha khong.!”

Tan dung nhtmg anh huéng vé cau tric ctia Nguyén ly 80/
20 c6 thé bién nhitng ngudi ban hang tam thudng thanh nhiing
nguoi gidi va nhing nguoi gidi thanh nhing nguoi cuc ky giodi.
C6 thé thay ngay lap tic anh hudng cia luc lwong ban hang
gidi hon ddi véi nhimg van dé cot yéu ctia mot cong ty. Tham
chi diéu quan trong hon chinh 1a anh huwéng dai han déi véi
thi phan va su hai long cda khach hang déi véi luc lwong ban
hang luon nang dong va tu tin, quyét tam ban nhiing sin
pham t6t nhat cho nhém khach hang chd chét, nhung van c6
thé lang nghe ho that sy mudén gi.

So it khach hang quan yéu

C6 mot sd6 khach hang dong vai tro quan yéu. Hau hét
nhitng khach hang con lai déu khong quan trong. Mot vai no
luc ban hang mang lai hiéu qud tuyét voi. Con lai da phan déu
khong hiéu qua. Tham chi mot sd nd luc con lam cho ban 16
la nta.

Hay huéng nd luc tiép thi va ban hang cda ban vao noi ma
ban c6 thé cung cap cho mét thiéu s6 khach hang tiém nang
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nhtng san phadm doc nhat vo nhi, cé gia tri tét hon hoac tot
hon nhiéu so v6i nhitng sdn phdm ho c6 thé mua dugc &
nhitng noi khac, mién 1a ban c6 thé kiém dugc 1gi nhuan cao
hon qua “phi vu” ay. Bat ky doanh nghiép dn nén lam ra nao
cing déu gat hai thanh cong cda minh t nguyén 1y nay - mot
nguyén ly don gian va c6 tac dung don gian hoa.
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Muoi rng dung hang dau
trong kinh doanh cua
Nguyén Iy 80/20

Pham vi tng dung cda Nguyén 1y 80/20 thi v cung:
nguyén 1y nay c6 thé ap dung trong hau hét moi
linh vyc chic nang dé dan dat nhiing cai tién vé tai chinh va
chién luoc. Vi thé, danh muc “Muoi tng dung hang dau trong
kinh doanh cia Nguyén ly 80/20”, trinh bay trong Hinh 34,
khong khdi chi 1a mot tuyén chon vé doan. Trong qua trinh
xay duyng bang mudi ung dung nay, t0i c6 can nhiac mic do
ma thé gigi doanh thuong, qua cd mot chiéu dai lich si, da
van dung Nguyén 1y 80/20 va c6 két hgp v kién cda riéng
minh vé nhitng tiém nang ctia nguyén ly nay va nhing gia tri
chua dugc khai thac dung mc cia no.

Cac chuong trudc da ban dén sau tng dung theo toi 1a hang
dau ctia Nguyén 1y 80/20: vé chién lugc & Chuong 4 va Chuong
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5; chat luong va cong nghé thong tin ¢ Chuong 3; cat gidm chi
phi va cdi tién dich vu & Chuong 5; tiép thi va ban hang &
Chuong 6. Chuwong nay sé tom tat boén tng dung con lai cda
Nguyén ly 80/20 theo bang xép hang “top ten” clia toi.

Chién luoc

Chéat luong

Cat giam chi phi va cai tién dich vu
Tiép thi

Ban hang

Cong nghé thdng tin

Ra quyét dinh va phan tich van dé
Quan tri kho

. Quan tri du an

10.Dam phan
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Bang 34. Muoi tng dung hang dau trong kinh doanh
ctia Nguyén ly 80/20

Ra quyét dinh va phan tich van dé

Lam doanh thuong thi phai ra quyét dinh, quyét dinh thuong
xuyén, nhanh, va nhiéu khi ciing khong ré 1a quyét dinh dugc
dua ra dung hay sai. To nam 1950, giGi doanh thuong da
may man duoc (hay 1a bi “am tai”) béi mot thé hé nha khoa
hoc vé nghé thuat quan 1y va nhitng nha quan ly c¢6 dau 6c
phan tich, dao tao tw cac truong chuyén vé kinh doanh, twt cac
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cong ty ké toan va tu van, 1a nhiing nguoi khi gap bat ¢ van
dé nao cliing déu phan tich that ky luong (thuong dua trén co
sd dit liéu thong tin thu thap that phong phud va ton kém).
Phan tich c6 1é 1a nganh c6 mutc do tang trudng manh mé nhat
cda Hoa Ky trong nita thé ky vita qua va n6 da déng gop, ho
tro dac lyc trong mot sd6 nhitng thanh twu 16n nhat cda dat
nudc nay, nhu chuyén con nguoi dat chan lén mat trang va
muic do chinh xac khong thé tin ndi trong nhiing vu oanh tac
trong Chién tranh Vung Vinh.

Cdc cong ty lon theo truong phdi Anh-My da lam
dung ky ndng phan tich

Tuy nhién, phan tich cling cé mat trai cia né: tinh trang
phinh to ctia cac bdo may nhan su ma, rat dung dan, hién nay
ngudi ta dang phai tinh gidn; tinh trang thita muta nhing
phong trao tan ky nhat thdi chd yéu 1la do mém mép cda
nhitng chuyén gia tu van diéu luyén véi nhitng con sd; tinh
trang thi truong chitng khoan bi mé hoac bdi nhing phan tich
chwa bao gid rac r6i bang déi véi nhitng khoan lgi nhuan
ngan han bat chap thuc té nhing con sb ay chi thé hién mot
phan nhd gia tri cda cong ty; va tinh trang niém tin truc giac
rit lui khéi tuyén dau cda nhiéu hoat dong doanh thuong.
Chinh tinh trang sau nay khong chi dan dén thuyc té lan tran
ma nhiéu nguoi da goi 1a “hdi ching té liét vi phan tich”
(analysis paralysis), ma con gay nhting thay doi méi lic mot
té hon ¢ nhitng ngudi ding dau nhing tap doan 16n ¢ phuong
Tay. Phan tich da xua dudi 6c twdng twong va khd nang du
cdm, y nhu chuyén nhitng chuyén gia phan tich da tong co ra
khéi phong téng giam d6c nhiing con nguoi ¢6 tam thi kién -
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giau tri tudng tuwong bay boéng va biét van dung truc cam.

Tém lai, c6 thé xay ra tinh trang ban ddy mot diéu tot di qua
xa va roé rang la cac cong ty Anh My chua st dung phan tich
mot cach dung muc: khu vyc tw nhan thi qua lam dung phan
tich trong khi khu vuc quoc doanh thi lai qua thd o. Diéu cac
cong ty 16n can thuc hién 1a bét phan tich lai, con néu da phan
tich thi phdi cho ra két qud that httu ich hon nita.

Nguyén ly 80/20 mang tinh than phdn tich van de,

nhung phdn tich phdi cé6 chung muc
Hay nhé nhing “diéu ran” chinh yéu cda Nguyén ly 80,/20:

» Chu truong “so it quanyéu” va “s6 dong tam phao”: chi mot
so it thuc sy dem lai nhitng két qua quan trong.

» Phan 16n cong sic khong c6 duwoc két qud nhu ¥ mudn.

» Diéu ban nhin thay thuong sé khong phai diéu ban thuc su
nhan dugc: vi con-dé nhiéu dong lyc an minh bén dudi tac
dong dén.

» Nam bat, hiéu r6 co ché dang van hanh, diéu nay thuong
qua phtc tap va mat qua nhiéu cong sic, ma cing khong
can thiét: ban chi can ndm dugc mot diéu gi d6 c6 hiéu qua
hay khong va hay thay déi “mé bong bong” ay cho dén khi
dat duoc hiéu qua mong mudn; roi hay gitt nguyén thuc té
m6i ay cho dén khi né khong con cé hiéu qua nhu mong
mudn nia.

» Phan 16n cac thanh qud tot dep c6 duoc 1a do mot s6 thiéu
s6 nho nhitng dong luc c6 hiéu qua cao; phan 16n két qua
kém céi 1a do mot thiéu sé nhd nhitng dong luc c6 tinh “pha
dam” tai hai.
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» Phan 16n hoat dong, du la hoat dong ca nhan hay tap thé,
chi 1a nhitng hoat dong phung phi thoi gian. Chung khong
dong gop thiét thuc dé tao ra nhitng két qua mong mudn.

Ndm qui tdc van dung Nguyén ly 80/20
de ra quyét dinh

Qui tdc 1: Khong phdi da phdn quyét dinh déu rat quan
trong. Trudc khi quyét dinh mot van dé, ban th hinh dung
rang trudc mat minh c6 hai cai khay (giong nhu ta c6 hai cai
khay dung cong van “nhan vao” va “Chuyén di”) trén ban lam
viéc - mot chita nhimg quyét dinh quan trong va mot chira
nhitng quyét dinh khong quan trong. Hay phan loai trong dau
nhitng quyét dinh 4y, nhung phai nhé 1a chi 1 trong 20 céc
quyét dinh c6 thé xép vao khay cac quyét dinh quan trong.
Ban dung qud buc xic vé nhitng quyét dinh khéng quan
trong, va, quan trong nhat 13, khong tién hanh cac thao tac
phan tich ton kém tién bac va thoi gian. Néu cé thé, giao cho
cap dudi quyét dinh. Néu khong thé, quyét dinh xem quyét
dinh nao c6 xac suat 51% la quyét dinh dung. Néu khong thé
nhanh chéng quyét dinh ngay thi hday tung mét dong xu lén
(d€ két qua xap ngta quyét dinh ho ban).

Qui tac 2: Nhithg quyét dinh cé tdm quan trong bdc nhdt
thuong chi duoc dua ra theo mdc dinh, bdi nhitng budc ngoac
thuong dén roi di ma ta khong nhan biét dugce. Vi du, “con ga
dé tritng vang” ctiia ban bd di 1a vi ban da khong du gan gii
dé nhan thay dugc sy bat man cda né va dé c6 huéng khac
phuc kip thdi. Hay 1a mot do6i thi cia ching ta vira tung ra
mot sdn pham méi (giéng nhuw chuyén cac doi thi canh tranh
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da soan ngodi IBM trong thi phan may tinh ca nhan) ma trudc
do6 ban ¢ dinh ninh rdng dong san pham méi d6 chi 1a chuyén
“siéu tudng” va khong “séng” noéi trén thi truong. Hoac nhu
truong hop ban vita danh mat vi tri s6 mot trong phan khuc thi
phan san phdm vi da khong y thic duoc rang cac kénh phan
phdi sdn phdm da thay doi. Hay nhu khi ban phat minh ra
dugc mot san phé{m méi rat tuyét voi ma lai bang long v6i mot
thanh cong khiém ton trong khi c6 ké khac lai nhay vao va,
chuyén ¢ tudng nhu dua, kiém bac ty tt mot san pham tuong
tu. Hoac nhu chuyén mot “con ma may tinh” lam viéc ¢ bo
phan nghién cttu va phat trién ctia céng ty ban mot ngay dep
troi nao dé bong “noi day” va thanh 1ap mot Microsoft mdi.

Khi nhitng chuyén nay xay ra, thong tin thu thap du cé that
nhiéu, k¥ nang phan tich du that sau sac cing khong gitp
ban nhan chan dugc van dé hoac co hoi. Diéu ban can 1a mot
cam nhan tryc giac va moét kha nang thau thi: dat cau héi
dung thay vi tim ra cau tra lgi-ding cho nhitng cau hoi sai.
Cach duy nhat dé c6 duoc co may kha di nhin thdy dudgc
nhitng budc ngoac quan yéu 13, ct mot ngay trong mot thang,
hay ding ra xa khoi moi dit liéu va phan tich, roi dat nhiing
cau hoi nhu:

» Pau 1a nhitng kho khan va co hoi, chua dugc biét dén nhung
c6 khd nang tao nhitng dnh hudéng to 16n, dang dan hinh
thanh ma trugc day ta chwa dé y thay?

» Nhitng gi dang to ra c6 hiéu qua trong khi “lé ra” phai la
khong, hay it nhat 1a chd dich ban dau khong phai nhu thé?
Nhtng san phdm, dich vu nao khach hang rat nggi khen
nam ngoai dv liéu cda cong ty?
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» C6 hay khong nhing van dé di chéch khéi qui dao ma ta
ngd da biét nguyén nhan nhung c6 1é ta da lam?

» Vi Iic nao cling c6 mot cai gi dé6 quan trong ludén dién ra
bén dudi bé mat ma khong c6 ai dé y thay, vay thi lan nay
dau la diéu trong yéu do?

Qui tic 3 (4p dung cho nhing quyét dinh quan trong): Thu
thdp 80% dir kién va thuc hién 80% cdc phdn tich lién quan
chi trong 20% thoi gian ddu tién cho phép, sau do ra quyét
dinh trong 100% thoi gian va hanh dong quyét dodn nhu thé
ban dd hoan toan 100% tin tudng rdng quyét dinh dy la ding
ddn. D& dé nhé, c6 thé goi day 1a qui luat 80/20/100/100 vé
thao tac ra quyét dinh.

Qui tac 4: Néu mot quyét dinh cia ban khéng co tdc dung,
phdi manh dan thay doéi quyét dinh dy cang som cang tot.
Thi truong néu xét theo nghia rong nhat - 1a toan bd nhing
dién bién thuc té - co gia tri chi bao dang tin cay hon mot ty
cac thao tac phan tich. Vi thé, dung ngai dwa ra cac thui
nghiém va cting ding c6 chap véi nhiing giai phap dang that
bai. Dung chéng lai thuc té thi truong!

Qui tac 5: Vdi mét hoat dong dang cho két qud tot dep, hdy
ddu tw gdp doi, gdp tu vao do. Ban c6 thé chang hiéu vi sao
no6 lai c6 két quad tét nhu vay nhung c¢ “choi” bao vao - vi
tru van hanh theo mot duong huéng nam ngoai khad ning
phan tich cda ban. Cac nha dau tu tai chinh biét luat nay rat
r6. Phan 16n cac khodn dau tu trong danh muc cda ho khéng
dat dugc két qua nhv mong doi, nhung mot vai khodn dau tu
siéu lgi nhuan, vuot qua mong doi, cho du chi la nhitng mong
doi trong nhitng gidc mo ngdng cudng nhat, da ctu ho. Khi
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mot hoat dong doanh thuwong lién tiép hoat dong khong hiéu
qua thi ban c6 thé chac chan la minh dang c6 van dé dau do
roi. Con khi né lién tuc “thdng” ngoai du kién thi chi it nhat
hay nén ddy manh né lén gap 10 hoac 100 lan. Trong nhiing
truong hop nhu thé, théi thuong con ngudgi c6 xu huéng an
phan “tri tuc”. Chi nhitng ai chop dugc thoi co, nguoi dé6 mai
gat dugc siéu lgi nhuan.

Quan tri kho

Chuing ta da thiy & Chuong 5 rdng don gidn nghia 1a chi can
tap trung vao mot so it-san pham/dich vu/hoat dong. Quan
tri kho cling la mot linh vyc then cho6t c6 thé ung dung tw
nguyén ly 80/20. Quan tri kho tot, theo Nguyén ly 80/20, la
mot van dé mau chét quyét dinh c6 dem lai loi nhuan hay
khong; dong thoi né ciing 1a mot “phép thid” cho biét mot don
vi kinh doanh dang van hanh mot cach don gian hay phtc tap.

Gan nhu tat cad cac doanh nghiép déu c6 luong hang luu
kho rat 16n, mot phan 1a vi ho da cé nhiéu dong san pham,
mot phan vi méi dong c¢6 qua nhiéu loai san phadm. Hang hoéa
luu kho dugc do bang cac don vi luu kho, véi moi don vi la
mot loai sdn pham (cda mot dong san pham).

Hang hoa luu kho lic nao ciing phan bd theo ty 1é 80,/20:
tic 13, khoang 80% hang hoéa Iuu kho chiém 20% doanh thu
hodc doanh s6. Diéu nay c6 nghia 1a hang héa luwu kho thoi
gian cang lau thi sé ton kém hon, chi phi bi doi 1én nhiéu hon,
va c6 thé d6 1a mot san pham tv than khong c6 kha nang sinh
lgi trong bat ky truong hop nao.
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Sau day t6i xin dan lai hai truong hop cu thé vé kiém kho
ching ta cing xem xét. Truong hop dau nhu sau:

Khi phdn tich cdc dit liéu, qui tdc 80/20 cua Pareto
thé hién khd ro: 20% don vi luu kho xudt ra chiém
75% doanh thu hang ngay. Trong s6 ndy chu yéu la
nhiing thung hang ddy du va, tinh theo don vi luu
kho, la thuéc s6 nhiéu thung hang thuong xuyén
duoc xudt. Phan 80% don vi luu kho con lai chi chiém
25% doanh so6 hang ngay. Loai nay tong cong chi vai
mon hang/don vi luu kho/ngay.!

R6 rang 1a 20% 4y c6 gia tri sinh lgi nhuan rat 16n va 80%
con lai dem lai rat it 1gi nhuan. Mot thi du khac 1a truong hop
cda mdt khu nha kho st dung mot hé thong dién tit; trude khi
trang bi, nha kho ay da quyét dinh phai xem thi trudc hét
hang hoa c6 dugc luvu kho hgp 1y khong:

Mot nghién citu so bé cho thdy quy tdc 80/20 khong
phu hop trong truong hop nay. Thay vi 20% don Vi
Iuu kho chiém 80% cdc hoat déng cua nha kho thi
& ddy chi c6 0,5% (khodng 144 don vi luu kho) chiém
dén 70% cdc hoat dong.?

Cing nhu trude day, mac du khong hé biét gi vé sdn pham
nay, t6i van dam ca rang 0,5% cia sd don vi luu kho ay, veé
khéi luong, c6 gia tri hon rat nhiéu so véi 99,5% kia.

Va mot vi du quan trong doi véi t6i, vi qua vu nay ma toi
kiém kha bon tién, l1a truong hop cda Filofax. Cong su cta toi
lic ay, Robin Field, trinh bay lai cau chuyén:



Mdc du mdu md thiét ké va ddc thu sdn phdm van
khong thay doi [vao giai doan cudi nhitng nam 80),
nhung mdt hang sdn phdm cua céng ty lai qud phong
phu va da dang, dén mutc vuot khéi tdm kiém sodt.
Sdn phdm chi la mot bia kep ho so binh thuong, vdy
ma céng ty sdn xudt ra véi qud nhiéu kich cd, mau
sdc khdc nhau - chu yéu la nhitng mau la lung! Chi
can néi dén mot con vdt nao thi Filofax ciing déu da
c6 ddt hang cd mdy ngan cdi bia ho so lam bdng da
clia con dy va hdnh dién dua mau vao ca-ta-16 qudng
cdo va luu cd 16 hang ngay trong kho. Dén bdy gio
téi con chua kip hiéu Karung la con gi, thé nhung,
tr ndm 1990, t6i-dd bi chodng ngop bdi vé van kiéu
da cua con vit ay.

Tuong tu, chi can thodng cé mét ai goi y dén chu dé
ndao do, chang han nhu cdu céng, ddnh co, chup
danh, quan sdat chim, Wt van, v.v..., la Filofax co thé
cho tién hanh thiét ké ngay nhiéu mau cé hinh cdc
dé tai nay, in ngay hang chuc nghin bdn va roi luu
kho!

Hdu qud khong chi la mét ty cdc thit chang dé lam
gl phdi luu trong kho, khong chi la ganh ndng quan
Iy mét mé phuic tap dy, ma con la khong it khé khdn
nhdm ldn cho cdc dai ly bdn 16.

Diém th hai, véi mot sé lugng san pham bat ky nao, ban
nén cat gidm nhitng sé luwgng cac san phdm cung céng nang,
bat dau tt nhiing mat hang nao ban cham nhat. Ci¢ cat phiit
ching khéi dai san pham, nhu Filofax da timg lam. Ché dé bi
tac dong bang nhiing cau dai loai nhu: nhitng mat hang ban
cham nay that ra rat can thiét. Néu qud can thiét, chiing dau
phdi ndm trong kho lau dén vay!

Diém thi ba, c6 gang day bai toan va chi phi quan 1y kho
cho cac bén khac trong chubi gia tri cong thém - titc 1la cho
nha cung cap hodc khach hang - chiu. Giai phap ly tudng la
dung bao giod dé s6 hang hoa can luu kho dén gan phia ban.
Véi tinh hinh cong nghé thong tin phat trién hién dai nhu hién
nay thi diéu nay ngay mot kha thi va c6 thé giip nang cao
chat luong dich vu phuc vu khach hang trong khi van c6 thé
cat giam chi phi.

Diém cudi cung, néu ban budc phai lvu kho hang hoéa, c6
rat nhiéu chién thuat ap dung Nguyén 1y 80/20 dé cat gidm
chi phi va giam thoi gian hang hoéa luu kho:

Nguyén ly 80/20 khi ttng dung dem lai két qud rdt
kha quan, c6 nghia la chung 80% hoat dong chi co
lién quan dén 20% luong hang luu trong kho. Cdc
khu vuc trong kho trudc dday duoc phdn chia theo
tiéu chi kich co, trong luong v.v... gio duoc phdn chia
lai theo tiéu chi thoi gian hang hoéa luu kho. Nhin

Tuy k§ nang quan tri kho c6 tam quan trong rat 16n, chung
ta chi cAn nhé bén diém trong yéu. Diém mang tinh chién lugc
nhat - manh dan cat gidm nhtng sdn pham khong sinh 1oi -
da dugc ban ¢ Chuong 3.
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chung, nhitng mdt hang nao co thoi gian luu kho
ngdn ngdy nén duoc sdp xép & nhitng chdé cé tam
cao tit hong cho dén vai, nhu thé sé gidm thiéu thao
tdc va céng suc chuyén van.*



Qudn tri kho trong tuong lai

Tuy rang nganh quan tri kho ngay nay van chiju anh huéng
cda qua khtt v6i hinh dnh nhitng nha kho ning né, bui bam,
trong twong lai nganh nay sé phat trién rat nhanh va hap dan.
Khai niém “kho hang ao” - qua d6 chung ta xi ly don dat
hang qua mang - ngay mot pho cap véi moi ngudi, gitp gidm
gia thanh san phé’m va nang cao chat Iuvgng dich vu cho
nhting nha phan phdi sdn pham cting nhw cho chinh khach
hang. Nhitng nguoi tién phong trong linh viyc nay nhu Baxter
International’s, mot doanh nghiép chuyén cung cap thiét bi
cho cac bénh vién, dang gat hai rat nhiéu thanh coéng nho hé
théng quan tri kho rat than thién véi khach hang. Truong hop
nao cing vay, tién bo ¢6 dugc 1a do biét tap trung: tap trung
vao cac doi twong khach hang quan trong nhat, tap trung vao
dong san pham don gidn; nho thé ma viéc truy xuat va giao
hang dugc don gian.

Nguyén 1y 80/20 cling dang séng, va séong khde trong mot
mang quan trong khac cua viéc tao ra gia tri doanh nghiép:
quan tri dy an.

Quan tri du an

Cac cau tric quan tri hién nay dé 16 nhiéu bat cap, cang
ngay cang té hon. Thuong chung hiy hoai di nhiéu gia tri hién
hitu hon 1a tao méi. Mot phuong cach dé “xéa s6” hay thoat
khéi nhitng rang budc do nhiing cau tric nhu thé, dé tao gia
tri cho nhitng khach hang quan trong, 1a t6 chic theo du an.
Theo d6, chinh nhitng con ngudi ning dong nhat trong cac
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doanh nghiép, t¢ cac tong giam dbc cho dén cac nhan vién
cap dudi, c6 thé déu khong c6 mot cong viéc cu thé trong bo
may cong ty; noéi cho dung, cong viéc cia ho la lam dy an.

Quan tri dy an la mot cong viéc rat la Iting. Mot mat, mot
dy an thi phai c6 mot nhom: d6 1a mot co cau xay dung trén
nén tdng tinh than dong doi, hop tac chit khong phai theo
tang nac kiéu quan hé cap trén va cap duwdi. Nhung mat khac,
cac thanh vién trong tap thé nay thuong khong biét twong tan
cac cong viéc phai lam, vi dy an doi héi phai c6 sang kién va
nhitng gidi quyét su viéc theo tinh thé. Nghé thuat cda giam
d6c du an la phai biét huéng tat cd cac cac thanh vién trong
dy an tap trung vao chi mot sb it nhiing van deé thuc sy co6
tdm quan trong.

Don gidn héa muc tiéu

Trudc tién, ban hay don gian héa cong viéc. Mot dy an
khong phai don thuan chi 1a mot dv an, vi hau nhu bao gio
cting thé, mot du an sé kéo theo nhiéu du an khac. Du an c6
thé chi c6 mot trong tdm quan yéu va nhiéu van dé phu. Noi
cach khac, c6 thé c6 ba hay bon van dé chinh can giai quyét
trong mot dy an. Chi can nhd lai nhtng du an ban da tham
gia, ban sé thay ré diéu nay.

Du an tuan theo qui luat phic tap vé co cau té chic. S6
lwong muc tiéu du an cang lén thi cang phai dau tu nhiéu
cong stic dé duy an hoan thanh my man, khong phai theo ty
1é thuan ma phdi gap nhiéu lan.

80% gia tri do dy an mang lai sé do 20% cac hoat dong cuia
noé; 80% hoat dong con lai 1a cai gia phai trd cho bo may cong
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kénh, phttc tap khong can thiét. Vi thé, chd bao gio tién hanh
mot dv an khi ban chuwa twdc bé nhitng van dé ruom ra dé chi
con méi mot muc tiéu don gidn duy nhat. Phai biét tinh gian.

Xdc lap han thoi gian bidu “nghiét nga”

Lam nhu thé buodc cac thanh vién trong du an chi tap trung
lam nhitng cong viéc c6 gia tri, hiéu qua cao.

Khi phdi doi mdt véi dp luc thoi gian, cdc thanh vién
trong du dn sé xdc dinh va di vao gidi quyét 20%
khoi luong cong viéc cé thé dem lai 80% gid tri. Mot
lan nita, chinh thdi do khong dut khoat, cit 6m nhting
chuyén “co cting hay hay” vao, la nguyén nhdn lam
cho nhitng du dn von cé trién vong rdt tot tré thanh
nhitng dai hoa.’

Vay ban hdy dua ra nhiing muc tiéu thdt nghiét nga
[vé han thoi gian]. Khi dy, cung tdc bién, ban sé co
duoc nhitng gidi phdp ddy sdng tao. Thi du nhu ban
hdy yéu cdu trong bon tudn phdi co duoc thiét ké
mau. Trong ba thdng phdi dua vao vdn hanh thit.
Nhitng chi tiéu nhu thé sé budc toan déi dp dung
nguyén ly 80/20 va phdt huy tdac dung cua no. Phadi
biét mao hiém mot cdch cé tinh todn.S

Xdc ldp ké hoach trudc khi hanh déng

Thoi gian danh cho du 4an cang ngan sé dan dén mot ty 1é
thoi gian cang nhiéu dugc danh cho nhitng hoach dinh chi tiét
va suy nghi thau dao. Khi toi con cong tac tai Bain & Company,
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mot cong ty chuyén vé tw van quan 1y, chung téi da ching
minh mot cach chic chan 13, nhitng du an quan ly hiéu qua
nhat ma chung t6i dam nhan - nhiing dv an c6 mic do hai
long cao nhat cho cd hai phia khach hang va chuyén vién tu
van, thoi gian lang phi it nhat, muc lai gop dat t6i da - 1a
nhtng du an ludn c6 ty 1é 16n nhat vé mat phan b6 thdi gian
cho hoach dinh va trién khai thuc hién.

Trong giai doan xac lap ké hoach, ban phai viét ra tat ca
nhitng van dé trong yéu ban phai gidi quyét. (Néu s6 luong
van dé trong yéu vugt qua con sO bdy, ban phai loai bd di
nhtng diém it quan trong hon.) Dat ra nhing gia thuyét vé
huong gidi quyét, cho du day chi 1a bude du liéu, gid dinh,
doan mo (du 1a “doan mo” nhung c6 gang “mo” cho trung).
Xac dinh nhiing thoéng tin nao can thiét phai thu thap cling
nhu cac qui trinh, thao tac nao can thuc hién dé€ minh dinh
xem nhitng dy doan cda ban 1a ding hay sai. Tién hanh chon
lva nhan sy dé ban giao dung cong viéc, dung thoi diém. Sap
xép, chinh sta lai ké hoach (trén co s§ nhing thong tin mdéi
thu thap duoc va mot thuc té co thé co nhitng chuyén vuot
khéi tam dy wéc ban dau) sau nhitng nhitng lic tam nghi,
“tam lang”.

Phdi co thiét ké trudc khi tién hanh

Nhat 1a v6i mot du an chuyén vé thiét ké (mot sdn pham
hay mot dich vu), phdi ddm bao rang ban da c6 dugc dap an
t6i wu trong giai doan thiét ké trudc khi dwa vao thuc hién.
Mot quy tac 80/20 khac cho biét rang 20% cac van deé, truc
trac trong thiét ké sé chiém dén 80% gia thanh san xuat hodc
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chi phi vuot du toan; va rang 80% cac van dé, truc trac quan
trong nay ndy sinh trong giai doan thiét ké dé rdi sau nay khac
phuc van dé sé rat t6n kém, doi hdi phai lam lai rat nhiéu va
trong mot so truong hop phai trang bi lai cac cong cu!

bam phan

Phan ban vé dam phan sé hoan tat chuong trinh bay vé
danh muc mudi ¢ng dung hang dau trong kinh doanh cda
Nguyén 1y 80/20 nay. Clng la 1é thuong tinh khi da co rat
nhiéu nghién citu vé dam phan. Nguyén ly 80/20 chi b sung
hai diém dang ghi nhd, nhung day la hai diém quan yéu.

Trong mot cuéc dam phdn chi mot soé it van dé thuc
su quan trong

Chi 20% - hay it hon - cac diém can thuong thao sé chiém
trén 80% khoi lwong nhitng tranh chip. Ban cling c¢6 thé cho
rang day la diéu hién nhién véi cd hai bén nhung thuc té con
ngudi co tinh thich thang cho that nhiéu diém, ngay ca nhing
diém hoan toan khong quan trong. Va phan tng cda ho véi
nhttng nhugng bd ciing twong tw nhu thé, cho du chi 1a nhing
chuyén nhé nhat.

Do d6, trude khi bat dau thuong thao chinh thitc, ban hay
l1én mot danh sach that dai tat ca nhiing “nguy van dé”, lam
nhu thé ching that cang quan trong cang t6t. Tuy nhién,
nhiing “nguy van dé” khong duoc vo 1y tit trong ndi tai, hay
it nhat 1a bén kia khong thé nhuwong bd ma khong phai chiu
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dnh huéng gi (néu khong ho sé duoc tiéng 1a biét linh hoat vi
da chiu nhuong bd nhitng van dé ay). Dé roi sau cung, dén
giai doan “chot” lai cac van dé can dam phan, ban c6 thé
nhugng bo ¢ nhing diém khong thuc sy quan trong véi ban
dé doi lai nhiing diéu, nhitng khodn thyc sw quan trong khac.

Ching han, hay tudng twong 1a ban sip sta phai thuong
thdo v6i mot nha cung tng ddc quyén vé gia cd cda 100
nguyén vat liéu can dung cho mot sdn pham chu luc cda cong
ty. 80% chi phi ctia bat ci san phadm nao déu nam & 20%
nguyén vat lidu. Vi thé, ban chi can tap trung thuwong luong
gid cda 20% nguyén vat liéu nay. Tuy nhién, néu dé dang
nhuong bd vé gid yéu cau cda phia dbi tac doi vdi 80% nguyén
vat litu kia qua sém, ban da t¢ danh mat co hoi ngan vang
dé thuong lugng nhing diém mau chét. Do do, ban nén tru
litu nhing bién 1& thuyét phuc doi tac rang gia cd ctia 80%
nguyén vat lieu khong quan trong kia ciing c6 y nghia rat lén
ddi v6i cong ty ban, chang han nhu ban c6 thé phong dai vé
s6 lugng cac don vi ban c6 thé tiéu thu.

Chd hap tap dot chdy giai doan thuong thdo

Diém thtt hai dang ghi nhd: phan 16n cac budi dam phan
déu phdi qua cac giai doan tham do, “tung héa mu” va van
dé chi c6 thé chét lai khi thdi han da sap sta két thuc:

Hinh nhu do dp luc qud 16n vé mdt thoi gian ma
80% cdc diéu khodn... dd duoc nhuong bé vao 20%
khodng thoi gian con lai. Néu nhitng yéu cau quan
trong mudn doi tdc phdi nhuong bo duoc dua ra
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Nhitng ai khong kién nhan sé kho thanh cong trong thuong

qud sém ngay tw ddu, thi sé chdang cé bén ndo chiu
nhuong bo, va toan bo vong dam phdn co nguy co
do vo. Tuy nhién, néu nhiing diéu kién bé sung hay
yéu cdu duoc dua ra vdao 20% thoi gian thuong
Iuong con lai, cd hai bén déu cé khuynh huéng sé
linh hoat hon.”

lugng, dam phan.

Lam thé nao dé duoc 1én luong

Orten Skinner cho ching ta c6 mot huong hap dan dé ap

dung nguyén ly 80/20 vao truong hgp nay nhu sau:

Dbén day hén 1a ban da nhan ra la Nguyén ly 80/20 da dugc
thé hién xuyén sudt tat cd cac linh vuc ching ta dé cap dén.
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80% cdac nhuong bo sé duoc thuc hién vao 20% giai
doan cudi clia cuoc thuong luong. Néu nhu ban duoc
hen vao lic 9 gio sdang dé dé dat nguyén vong vé
chuyén qua nién han ma chua duoc tang luong, va
ban ciing biét vao hic 10 gio cdp trén cé mét cudc
hen khdc, thi ban cé thé tréng doi giai doan quyét
dinh sé ¢ vao khodng 9 gio 50. Ban hdy theo do ma
tinh todn cho dung “diém roi”. Chd voi dua ra ngay
nguyén vong cua minh qud soém, diéu do sé lam cho
cdp trén cua ban kho réng long “thdéa hiép” véi ban.s

Khong chi c6 muoi ting dung

Nhitng cai nhin sau sac ay la xuat phat tt mot thuc té cudc
song dang sau con nguoi, doanh nghiép, va thé giéi ma & do
dang dién ra cac hoat dong doanh thuwong. Nguyén ly 80/20
mang tinh ban chat, bang bac khip noi, len 16i vao ting ngoc
ngach béi noé 1a két qué cda nhitng suy ngdm vé nhiing dong
luc ndm & nhitng tang sau hon dang chi phéi sy ton tai cda
ching ta. Pa dén lic chuing ta hay két dét, hé thong hoa lai
cac van de.



Qui‘ho tinh!
“So it quan yéu” dem lai
thanh ¢c6ng cho ban

N guyén 1y 80/20 yéu cau phai biét “dung ra-da dé
phat hién van dé” roi, sau do, cit cai “ché do bay
ty dong”. Phat hién van dé gitip ching ta mot cai nhin sau sac
vao dén tan ban chat van dé: n6 giup ta xac dinh dwoc nhing
co hoi va nhing méi hiém hoa. “Ché do bay tw dong” cho
phép chiing ta khoan thai budc di khap cong ty, tiép xuic, va
gap gd khach hang hay bat c ai can gap, bung da yén tam
1a minh van dang kiém soat dugc van ménh cda minh. Lo-gich
cda Nguyén ly 80/20 1a chung ta phadi ndm vitng va “noi hoa”
chi mot vai diém don gidn; dé roi trong moi viéc ching ta co6
thé dé dang tu duy theo Nguyén ly 80/20 va hanh déng theo
Nguyén ly 80/20.
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Liic ndo ciing co tinh trang mot thieu sé co vai tro
quan trong hon rat nhiéu so voi da so con lai

bay 1a mot chan 1y bat bién, tuy rang thoat tién ciing thuc
khoé tin. Tri phi ching ta c¢6 san nhing con sd thong ké hay
chip nhén lay Nguyén ly 80/20 lam kim chi nam cho minh,
nhom da so6 van dé ludén c6 vé quan trong hon nhém thiéu so
- mac dd nhém thiéu s6 nay mdi that sy quan trong hon. Cho
du trong dau chung ta c6 thita nhan diéu ndy, nhung ciing
khé ma thuc hién budc tiép theo 1a nhdy bo va tap trung vao
hanh dong da dugc xem la trong tam. Vi thé, luon phai nhé
tinh than “tuy it ma thiét yéu” nay trong dau. Va phai luon
kiém tra xem hién tai ban c6 thuc sw dau tu nhiéu thoi gian
va cong stc cho nhiing van dé thudc loai “sb it quan yéu” hay
lai dang dan trai cho nhitng thi “s6 nhiéu tao lao”.

Tién bé co nghia la biét dich chuyén ngudn tdi
nguyén: tuw viung hiéu qud sit dung thdp sang ving
hiéu qua sw dung cao

Giong nhu cac nha doanh nghiép tw nhan tai ba, thi truong
te do cling thuong dich chuyén ngudn tai nguyén ti nhing
khu vie c6 ning suat lao dong kém huéng vé nhitng khu vuc
c6 nang suat va lgi nhuan cao. Nhung ca hai déi tugng nay
ciing chua thé thuc thi dugc diéu nay mot cach hoan hao
(hudéng chi 1a bd may quan litu cda chinh phd hodc cong ty
ngay nay von qua cong kénh va phic tap). Do do, dang sau
mot to chitc, thuong kéo theo mot cai dudi rat dai: dén 80%
cac nguon lyc chi dem lai 20% gia tri. Pay chinh la co hoi dau
tw vO cung 16n cho cac nha doanh nghiép tai ba thuc thu. Co
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hoi dau tw nay thuong hay bi ngudi ta danh gia khong ding
tam muc cda no.

Mét so it nguoi déong gop phdan 16n gid tri

Nhitng nhan sv t6t nhat - c¢6 nghia 1a nhitng nhan su phu
hop nhat véi cong viéc dugc giao va thuc thi cong viéc dem
lai nhiéu lgi nhuan nhat - tao dugc nhiing khoan thang du
khong 16, vuot xa s6 chi phi, thu lao danh cho ho. Thudng
loai nguoi nhu thé thi thuce 1a hiém. Va s6 déng thi dong goép
chéng hon gi so v&i nhitng cai ho nhan. Lai nita, mot thiéu
s6 16n (thuong van chiém so-déng) nhan nhiéu hon mic ho
dong goép. Nhitng bat eap trong cach phan bé ngudén nhan
luc nhu thé xay ra nhiéu nhat ¢.cac cong ty cang 16n, cang
da dang.

Bat ¢t cong ty l6n nao, nang né véi nhitng tang bac cac
cap quan ly, ciing déu 1a mot “am muu c6 té chire”, “toa rap”
v6Oi nhau, gay ra tinh trang phan bo thanh qud twéng thudng
khong déu. Cong ty cang 16n, cang phic tap, qui mo va
thanh céng cda nhiing “4m muu” nhu thé cang 1én. Nhiing
ai da tung lam viéc, hoac c6 quan hé nhiéu véi nhiing cong
ty nhu thé, déu biét rang ¢ day luén c6 mot sb it nhan su
thuc sy la vo gia. Vi nhing gi ho dong gop cho don vi luén
vuot troi hon han nhiing chi phi cong ty bé ra cho ho. Nguagc
lai, nhiéu nhan vién chi 1la “khach” ngay chinh tai cong ty
minh, gid tri ho dem lai it hon rat nhiéu so v6i mic chi phi
titu tén cho ho. Mot s, c6 thé néi khodngl0-20% nhan su,
lai lam hao hut giad tri, ngay cd khi chwa tinh dén nhing
khodn tr¢ cap, boi dudng thém cho ho.
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C6 nhiéu nguyén nhan gay ra tinh trang nay: vi thiéu cong
cu danh gia dung muc cong sic, hiéu qua cong viéc cua tung
ca nhan; vi c6 nhing ké gioi tro gido hoat chinh tri, taic dong
tinh thé; do mot khuynh huwéng khé nho tan goc 1a tinh cam
wu ai cho nhing nguwdi minh yéu thich; bdi quan niém that ky
cuc nhung chiém wu thé 1a vai tro cong viéc phai dugc danh
gia ngang bang hodc hon thanh tich cia ca nhan; va tai mot
khuynh huéng von da cé tir lau ¢ con nguoi 1la ¢t mudn cao
bang, thuong dugc co vi bsi mot ao udc nghe ciing hop tinh
hop ly 1a dé thic day ca tap thé cung lam viéc, theo kiéu “hoa
thom méi nguoi nglti mot ty”. Khi tinh than dan chd hoa nhap
vao mot co ché qua phic tap, nhung nhang, noi do sé phat
sinh sy lang phi va sy tri tré, biéng nhac.

M6i day, t6i c6 dip tw van cho mot vi lanh dao ctia mot ngan
hang dau tu, vé cach phan b6 lai qui tién thudng hang nam,
von rat 16n. Than chd t6i 1a mot doanh nhan rat giau cé, thudc
loai “tay trang lam nén”, la ngudi c¢6 niém vui va thanh cong
voi viec xac dinh va khai thac nhiing 16 hong, diém bat cap
cda thi truong. Ong cling 1a mot ngudi ludén nhiét thanh tin
tudng vao thi truong. Ong cling thia biét rang trong hang
tram con nguoi trong danh sach dugc thudng cua ngan hang,
c6 hai nhan sy nam vita qua da dem lai hon 50% s6 tién cho
don vi minh; véi loai hinh hoat dong cia ngan hang nay, 6ng
ta c6 thé dé dang theo doi dugc diéu do. Thé nhung khi méi
nghe t6i dé nghi dem hon phan ntta s6 tién thudng thudng
riéng cho hai nhan su nay, vi than chd cda t6i lai bi ‘s6c’. Sau
do, chung t6i lai tiép tuc thao luan vé truong hop mot nhan
vién thudc ban diéu hanh. Anh nay, ching toi ciing biét r6 la
nhing gi anh ta dong gop cho don vi lai it hon so v6i nhing
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khodan anh ta dugc hudng (tuy nhién anh nay lai la mot nguoi
duoc long moi nhan vién va ciing 1a mot ké biét khéo tac dong
nguoi khac). Tai sao lai khong cat khodn tién thudng cda anh
nay xudng bang zero, tdi dua ra dé nghi. Cliing nhu truong
hop trén, vi than chd cla t6i cho thay trudc day ong ta cling
chua bao gio nghi t6i didu Ay: “Ay chét, anh Richard, nim
ngodi téi da cat bat thudng cda anh ta xudng con mot phan
tu roi, va thyc sy toi khong dam lam qua”. Thé nhung, trong
truong hop nay, 1é ra anh ta phai tra tién cho ngan hang mdi
dugc cho vao lam chi! May thay, dé nghi nay cda t6i da
thuyét phuc lanh dao ngan hang no. Va muc thuéng dugc
quyét 1a zero. Con anh nhan vién ay da chuyén sang mot vi
tri cong viéc khac phu hgp hon va ¢ dé anh ta da c6 nhiing
dong gop nhiéu hon cho cong ty.

Hé théng ké toan la nguyén nhan chinh gay nén bat cong
khi phan bé cac khoan tién thuéng cho dong déu, bdi no rat
gidi chuyén khéa lap-moi dau vét, khong dé cho chung ta biét
duagc nguén doanh thu cida don vi la do chinh xac nhitng
ngudn nao, con nguoi ndo mang lai. Pay chinh 1a 1y do, dé la
chwa no6i dén tinh nhu nhugc cda con ngudi, dan dén thuc
trang st mat can bang trong ché do luong-thuéng & cac to
chiic 16n chénh léch hon & cac td chitc nhd. V6i mot doanh
nghiép cé bén nhan sy, chi doanh nghiép cé thé dé dang xac
dinh nhan vién nao déng gop cho don vi, bao nhiéu 1gi nhuan,
ma khong can phai doc cac bao cao 16i-16 ctia cac bo phan.
Trong khi d6, tong giam d6c cac cong ty 16n phai tham khao
cac di litu ké toan sai lac va “bd loc” qua lang kinh cua
trudng phong nhéan sy (ai ma khéo dat ra mot danh ti nhu
vay nhi!). Do d6, khong dang phai ngac nhién khi chung ta
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thdy c6 nhitng nhan sy hang dau tai cac cong ty 16n nhan
dugc it hon mic ho 1é ra phai duge hudng, trong khi d6 phan
16n cac trudéng phong, giam doc “thuong thuong bac trung”
khac lai dugc hudng nhiéu hon so véi mic ho déng gép cho
cong ty.

Bién dé loi nhudn dao déng khing khiép

Bién do loi nhuén, c6 thé tam hiéu day la phan chénh léch
gitta tong gia tri tru di tong chi phi, hay 1a giita cong sic dong
gop va phan tuéng thudéng, luon luén dao dong rat lon gitta
ting ca nhan. Nhing hoat dong co6 bién do lgi nhuan cao tuy
chi 1a thiéu s6 trong tong sd cac hoat déng clia cong ty nhung
lai dem lai cho don vi mot phan rat 16n trong tong so loi
nhuan don vi thu dugc. Néu ching ta khong kip thoi c6 nhing
tac dong nham diéu chinh (qui luat tw nhién nay), do “vénh”
gitta hai dau sé cang 16n. Vay ma phan 16n ching ta chi biét
vii dau vao cat (cac hé thong ké toan thira stic dong vai tro 1a
nhiing bai bién bat tan phuc vu dac biét cho muc dich nay) va
khong chiu chidp nhan mot thuc té la da s6 nhitng gi ching ta
va cong ty lam dem lai it gia tri hon rat nhiéu so voi mot thiéu
s6 viéc lam c6 hiéu qud lao dong va bién do lgi nhuan 16n.

Nguodn tdai nguyén luén bi phdn bé thiéu hop ly

Chung ta thuwong phan bé qua du thira cac ngudn luc cho
cac hoat dong c6 hiéu qud lao dong thap va lai “nhd giot”
nguodn tai nguyén cho cac hoat dong cé bién dé lgi nhuan cao.
Tuy vay, nhiing hoat dong véi bién do 1gi nhuan cao sé van
tiép tuc phat trién manh, con cac hoat dong dugc “bao cap”
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roi ciing ching thé ngoc dau 1én néi. Néu ci ¢6 sin cac ngudn
luc, do phan déi ra cda nhitng hoat dong c6 bién do cao, thi
cac hoat dong voi bién do-lgi nhuan thap sé c thé “an” dan,
khoét dan ca vao ngudn luc ay dé rdi chi dong gop rat it gia
tri thang du cho tai dau tw, c6 khi mic nay chi bang khong
va tham chi la mot con s6 am.

Ching ta van tiép tuc phdi ngac nhién trudc thyc té cac
hoat dong t6t nhat dem lai hiéu qua tuyét voi biét bao va cau
héi phadi mat bao lau nhitng mang, nhitng khu vic ¢6 van dé
mdéi ¢6 dau hiéu chuyén huéng kha quan hon. Thong thuong,
nhém van dé thit hai nay khong bao gid c6 thé cai thién dugc.
Hau nhu lic nao ching ta cling phdi mat qua lau trong viéc
giai quyét van dé nay, va chi c¢6 su tac dong, can thiép cda
mot sép mdi, mot cude khing hodng tram trong, hay mot
chuyén vién tu van quan tri, méi khién chiing ta phai lam diéu
1¢ ra chung ta phdi lam ti trugc dé rat lau.

Thanh cong bi danh gia khong dung muc, khong duoc
ton vinh

Thanh cong thudng bi con ngudi danh gia thap, khéng dugc
thita nhan ding muc va bi bd 16 co hoi khai thac téi da. No
thuong bi cho 1a “ché ngap phai rudi”. Nhung may man, cing
nhu tai nan, van khong xay ra thuong xuyén nhu ta nghi. Vay
ma, ¢t mo6i khi khong hiéu dugc do dau ma cé dwoc mot
thanh cong, chung ta hao phong ban cho no6 tén goi la “hén”,
1a “may man”, 1a “van s6”. Pang sau may man la cd mot co
ché hoat dong c6 hiéu qua cao, ludn phat sinh ra gia tri thang
du, bat chap chuyén ching ta bat lyc khong nhan dién dugc
can nguyén van dé. Vi chung ta khong thé tin vao “van so”
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cia minh, ching ta da bd 16 di co hoi ngan vang dé nhan rong
va khai thac nhing vong quay tao gia tri lién tuc ay.

Cdn bdng, dong déu chi la do tudng

Khong gi mai truong ton va cling chéng c6 gi lubn gitt mai
& thé can bang. Chi c6 mbi mot hang so6 bat bién véi thoi gian:
do6 1a tinh than cai cach. Tinh than nay tuy luén gap phai su
phan khang, tri kéo ctia cac thé luc khac nhung it khi nao bi
diét vong. Mot cdi cach thanh cong dem lai niang suat lao dong
nhiéu gap boi so véi hién trang; n6 phai nhv vay thi méi vuot
qua dugc moi trd ngai do hién trang tri kéo. Vugt ra khoi mot
difm nao do, su bic bach cda yéu cau phai doi méi cho co
hiéu qua hon sé tré nén khong thé cuéng lai duoc. Thanh
cong cia mot cad nhan, mot don vi, mot quoc gia khong phai
0 phat minh, tham chi khong phai ¢ chuyén c6 dugc nhiing
cach tan, déi méi duoc thi truong chap nhan, ma l1a é chd xac
dinh dugc thoi diém, thdi co “chin mui” 1a khi cach tan, ci
tién, doi méi da tré nén khong thé cudng lai duoc va danh cho
né tat cd nhitng gi xing dang véi no.

Mubn sinh ton, ching ta phai ty thay doi. Mudn cé duogc
nhitng thay doi tich cuc, ching ta phdi c6 nhing cai nhin
thau vao van dé dé phat hién dwoc nhing gi 1a hiéu qua nhat
va tap trung dau tu vao do.

Nhitng thanh coéng vi dai nhdat déu khéi dau tir xudt
phdt diem rat nho

Cubi cung, cai gi 16n cling déu xuat phat ti cai nhd & luc
khéi dau. Sy nghiép nhd, san pham nhd, cong ty nhd, thi
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truong nhd, hé thong nhd: tat cd déu thuong la xuat phat
diém clia nhitng thanh tyu 16n vé sau. Vady ma chang may ai
nhan ra dugce chan ly nay. Chung ta thuong cit cham bam vao
nhing cai, nhitng diéu to 16n, vi dai, s0 dong da co thay vi
mot chidu huéng da ranh ranh trong nhitng hién tugng nhd.
Chung ta thuong de v dén su viéc sau khi né da lon, 1a khi su
tang trudng cda no da gidm tdc. Nhitng ngudi phat to chi 1a
mot sb it, 1a nhitng nguoi da deo dudi su tang trudng khi no
hdy con nhd bé va dang trén da tang toc. Ngay cd nhing
ngudi thay dugc xu thé phat trién cing it khi nhan chan duoc
tam quan trong hodc tiém nang dau tu dé cé thé phat lén.

Hay bé thdi quen suy nghi theo 16i 50/50

Chung ta can phdi thay doi toan bo tw duy: vitt b 161 mon
suy nghi theo kiéu 50/50 ma hay bat dau tu duy lai theo 16i
madi: 80/20. Hinh 35 giup chung ta mot vai gai v.

» Phai biét nghi léch chénh. Phai dam nghi 20% la tuong duong voi
80%. Phai dam tin rang 80% la twong duong véi 20%.

» Nghi dén nhing diéu bat ngd. Hay nghi rang 20% c6 thé dan dén
80% va rang 80% chi cho két qua 20%.

» Chudn bi tinh than ring moi tht — thoi gian, t6 chic, thi truong, con
ngudi, hay moi doanh nghiép ban tirng tiép xac — déu c6 20% la chat
lvong: nhiing diéu tinh tiy nhat, strc manh, gia tri cla 20% &y 1a mot
phan nhd nhung vé co ban déu la nhitng gi tot dep nhat bi khuat lap
bdi mot da s6 nhitng cai tdm thudng. Ban phai tim cho duoc ding
phan 20% nay.

» Phai tim cho ra phan tinh tiy 20% bi khuat 14p, 20% ndm sau bén
dudi bé mat van dé. 20% nay ludn ton tai & dau do, va ban phai tim
cho ra. Nhiing thanh cong ngoai du doan 1& mot trong nhiing dau
moi. Néu mdt hoat dong clia doanh nghiép thanh céng ngoai du kién,
do 1a biéu hién clia phan 20% hoat dong tinh ty vira noi — va no con
sé con co hdi phat trién manh hon nita.

» Phai chuén bj tinh than 13 20% ngay mai sé khac voi 20% ngay hom
nay. Vay dau 1& madm méng, 1a hat giéng clia 20% cho ngay mai do?
Pau chinh 1 1% dé tir do phat trién thanh 20% tinh chat day suc
séng co thé mang lai cho ching ta mot gia tri dén 80%? Dau la murc
3% ma nam trudc no chi moi la 1%?

» Tap gitr tinh than thanh than dé biét loai bd nhiing didu “tdm phao”
vén chiém 80%: dy la nhiing dap an qua dé dang, thuc té hién nhién,
s6 dong tat yéu, hién trang phd quat thuong nhat, nép nghi thuong
quy, nhitng thda udc chiém da so. Tat ca nhiing thir nay khong thuc
s c6 gia tri, co “trong luong” thuc nhu vé nhin bén ngoai mang lai.
80% nay la nhiing cai qudy r6i chuéng méat trén canh vat, can tam
nhin, khién ching ta khong thé nhan dién ra phan 20% tinh chat no.
Hay chiu kho nhin vong ra sau ching, nhin phia dudi ching, nhin
xuyén thau chang. Ban c¢6 thé nhin bat ctr kiéu nao, nhung dimg nhin
vao chlng, c coi nhu chiing khong ton tai. Co nhu thé, ban méi co
thé phong tdm mat dén phan 20% dang 1an khuat kia.

Hinh 35 Phuong cach tu duy 80/20
theo tinh than Nguyén ly 80/20

Theo v kién cac nha tam 1y hoc, tu tudng va thai do co thé

thay doi néu c6 hanh dong phu hop, va nguoc lai ctiing thé.
Vi thé, phuwong phap tot nhat dé thuc hién tu duy 80/20 1a bat
tay vao hanh dong theo tinh than 80/20, va ngugc lai, cach

80
20



t6t nhat dé hanh dong theo tinh than 80/20 la bat dau ap
dung 16i tw duy 80/20. Ban phai dong thdi thuc hién ca hai
viéc. Hinh 36 gitip ban mot sd goi ¥ vé cach thitc hanh dong
theo tinh than 80/20.

» Mot khi da xac dinh dau 1a phan 20% hoat dong ban phai dau tu vao,
ban phai toan tam toan y, “bam tru” véi no, danh tron moi thoi gian
cong strc cho nd, gianh 14y nd, hoan thién ban than dé trong linh vuc
dé ban la mot chuyén gia, mot tin d6, mot nha rao giang nhiét thanh,
mot doi tac, mot ngudi sang tao, mot nha tiép thi, mot déng minh
khong thé thiu. Hay tan dung nd. Néu da so nhing diéu vé no lon
hon nhiing gi dau 6c ban co thé tudng tuong, hay nhan déi, nhan ba,
nhan tu... nhiing gi dau 6c ban co thé tudng tuong duoc vé no.

» Hay khai thac tat c& ngudn luc ban c6 trong tay — tai nang, tién bac,
quan hé ban bé, quan hé doi tac kinh doanh, tai thuyét phuc, uy tin,
t6 chrc, tat ca nhitng gi ban da co san hay co thé “muon tam” trudc
clia ngudi khac — dé-nam-bét, phong to, va khai thac toi da bat cu

20% nao ban chop duoc.

» St dung nhitng lién minh v&i ngudi khac mot cach rong rai, nhung
chi lien minh véi khoang 20% s ngudi va voi 20% trong s6 ho von
|a nhiing lién minh cé strc manh thuc su. Sau dé tim cach lién minh
cac lien minh clia ban voi s6 ngudi thudc nhom 20% va véi 20 cac
phan tram.

» Khai thac nghé thuat ac-bit theo tu tudng clia Nguyén Iy 80/20. B4t
ctr lic nao diéu kién cho phép, ban ctr chuyén ngudn luc tr 80% hoat
dong sang cho 20% hoat dong. Loi nhuan luc ay sé vo cung 1on, vi
do 1a nghé thuat ac-bit vai mot luc don bdy manh. Ban st dung nhiing
gi khong co gia tri cao dé lam ra nhiing cai co gia tri vo cung 16m,
thang l6n & ca hai mat — dau tu thap nhung két qua cao.

» CoO hai phuong tién san xuat chinh khi van dung luc béy 80/20:
nhan luc (ké ca ban than ban) va tai luc, hodc vat luc co thé
hoan chuyén thanh tién.

» Hay tach 20% ngudn nhan luc (trong d6 cé chinh ban) ra khoi
80% hoat dong thuong nhat dé chuyén chiang dén 20% hoat dong
c6 hiéu qua lao dong cao.

» Hay chuyén tai luc tir 80% hoat dong sang dau tu cho 20% hoat
dong kia. Néu co thé, nhung khong qua nguy hiém, hay huy dong
thém von tr noi khac. Néu ban thuc su chuyén dich duoc ngudn
von tir phan khac 80% sang phan khic 20% dd, thi rli ro thuc té
sé& thap hon nhiéu so véi nhitng gi ching ta hang tudng. Nhan
day, toi cling co doi Ioi vé cac hinh thirc kha thi dé huy dong von
tir noi khac. Cach tht nhat 1a vay muon tra lai thong thuong.
Cach thtr hai 1a st dung tai luc clia nguoi khac, cho ho gop cb
phan, thay vi vay no ho. St dung tai luc cla ngudi khac néu dau
tu vao kénh 80% thi khong rut ra duoc, nguy hiém, liéu finh, co
thé két thuc trong nudc mat. S& dung tai luc clia ngudi khac vao
s6 20% hoat dong sé dem vé phan thang cho nhiéu ngudi, va,
ciing & 18 cong bang thdi, sé cho phép ban tré thanh nguoi
“thang” 16n nhat.

» Phai biét dua ra nhiing cai cach voi mic 20% déi voi cac hoat dong.
Ban hay hoc tap, tim kiém 20% ¥ tudng ttr cac noi khac: & ngudi
khac, & cac san phdm khac, & nhiing nhitng nganh nghé khac, linh
vuc tri thirc khac, & quoc gia khac. Sau do hay ap dung ching doi
vdi 20% cac hoat dong cta chinh minh.

» Kién quyét tudc bd 80% hoat dong kém hiéu qua kia. 80% thoi gian
lan at qua nhidu qui thdi gian qui bau & ra ta co thé danh cho 20%
gian quan trong kia. 80% cac méi quan hé “tdm phao” khién ta
khong thé thit chat thém tinh hitu nghi véi 20% quan hé chién luoc.
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80% tién bac dd vao kénh dau tu kia da han ché ngudn vat luc tap
trung cho 20% hoat ddng sinh loi Ién. Cong suc, tri tué néu bi phan
tan ra 80% hoat dong binh thuong sé khong thé tap trung cao do
vao 20% nhitng du an sinh loi.

Hinh 36 Phuwong cach hanh dong
theo tinh than Nguyén ly 80,20

Nhu thé ban da c6 trong tay day dd cac cong cu. Hay tu
duy va hanh dong theo tinh than 80/20. Ai khong biét dén
nguyén ly nay sé chi lugm dugc “bac cac”. Nhing ai biét van
dung sé c6 dugc thanh qua phi thuong.

Poi 101 dan nhap cho Phan 3

Nguyén ly 80/20 cho tdi nay da minh ching dugce gia tri
cda no trong cac linh vic sdn xuat kinh doanh va da gép
phan khong nhé tao nén nhting thanh cong ngoai stic tudng
twong ¢ phuong Tay va & chau A. K& cd nhiing nguoi khong
thich cac hoat dong kinh doanh, hoac khong biét mot chit
gi vé Nguyén ly 80/20 ctng déu chiu su tic dong, khong
nhiéu thi it, cia nhitng thiéu s6 con nguoi biét van dung
nguyén ly nay.

Nhung Nguyén ly 80/20 dau phai chi la nguyén ly cda cac
hoat dong doanh thuong, ma la nguyén 1y ctiia cudc song.
Nguyén ly nay dugc gidi nghién citu kinh té hoc phat hién.
Nguyén 1y nay thanh cong trong cac hoat dong doanh thuong
vi n6 da phdn anh dung ban chat thé gigi khach quan, chui
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khong phdi vi trong kinh doanh c6 nhiing van dé dic thu tng
v6i Nguyén ly 80/20. Trong bat ct tinh huéng nao nguyén ly
80/20 c6 thé hoac dung hoac sai. Nhung trong pham vi tat ca
nhitng truong hop da dugc kiém nghiém, du van dung trong
hay ngoai linh vuc kinh doanh, chan ly nay luén co gia tri
ding. Chi c6 diéu nguyén 1y nay da duoc kiém ching & cac
hoat dong trong pham vi sdn xuat kinh doanh nhiéu hon
nhiéu so véi cac hoat dong khac.

DPa dén luc gidi phong stic manh cda Nguyén 1y 80/20 va
van dung no6 vao nhiéu hoat dong khac. Cac hé théng kinh té
va kinh tai déu rat hap dan va la nhing thanh t6 quan trong
cda cudc séong, nhung vé co ban thi chi 1a nhing qui trinh
trong cudc song; day chi 1a chiéc phong bi bén ngoai cudc
song, chit khong phai chinh ndi dung cudc song. Phan qui
bau nhat cda cudc soéng 1la & chinh cudc séng cda ting ca
nhan - cudc séong bén trong va bén ngoai, 1a & ting mdi quan
hé cd nhan va & nhitng mdi tuong tac cing nhu cac gia tri
trong xa hoi.

Phan 3 cudn sach nay sé thi goi v cho qui doc gid cach van
dung Nguyén ly 80/20 vao cudc sdong, nhdm muu cau thanh
qua va hanh phuc. Phan 4 sé tim hiéu xem Nguyén ly 80/20
c6 vai tro ndi tai nhu thé nao déi véi nhitng budce tién ctia nén
van minh, nhitng tién bo trong xa hoi. Phan 3 va Phan 4 ¢6
tinh chat suy doan va it dugc minh chitng hon cac phan trudc,
tuy nhién vé tiém nang hai phan nay lai quan trong hon. Xin
moi doc gia tham gia vao mot chuyén vién du kham pha
nhitng cai con chua dugce biét dén - ma chuing ta sap stta khéi
hanh ngay day.



Lam it,
thu va “thu”
nhiéu hon
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TwDo

Cﬁng nhu chan 1y, Nguyén 1y 80,/20 c6 thé giai phong
cac ban. Cac ban c6 thé giam bdGt cong viéc, déng
thdi c6 thé kiém dugc nhiéu tién hon va hudng thu dugc nhiéu
hon. Cai gid duy nhat phai trd 1a ban can phdi thuc hién Kiéu
Tu duy 80/20 mo6t cach nghiém tuc. Lam nhu thé sé giup ban
tim ra mot vai y twdéng quan trong, néu ban biét tac dong lén
ching, c6 thé lam thay déi cudc song cia minh.

Va diéu do c6 thé xdy ra ma khong can sy tro giip cta ton
gido, y thitc hé hay bat ky quan diém nao do bén ngoai ap dat
vao. Cai hay cta Kiéu Tu duy 80/20 la n6 mang tinh thuc
dung, san sinh t bén trong va lay ca nhan lam trung tam.

Chi c6 mot rao can nho la chinh ban phai tu duy. Ban phai
“ca nhan hoa” va cu thé hoa nhing gi duoc viét ra & day dé
dung vao muc dich riéng ctia minh. Nhung diéu do ciing khong
qua kho khan.

&0



Nhing ¥ tudng rut ra t Kiéu Tu duy 80/20 rat it vé sb
lwong, nhung lai ¢ tac dong rat 1én. Khong phai tat cd cac y
tudng nay déu c6 thé ap dung cho moi doc gid, do d6 néu ban
thay tinh hudng cda minh qua khac thi ci@ bé qua va di tiép
cho dén khi ban tim thay y tudng phu tng véi hoan canh cida
minh.

~ Hay suy nghi theo kiéu 80,20,
bat dau t@ chinh cudc song cia minh

Mong muodn cua toi khong chi don gidn 1a don san ra cho
cac ban nhing ¥ tudng rit ra twr Kiéu Tu duy 80/20 va dé cac
ban ty linh hoat ap dung vao cuédc séng cliia minh. Thuc sy
t6i ¢6 tham vong lén hon thé nhiéu. Té6i mudn cac ban phai
thdm nhuan Kiéu Tu duy 80,20 dé cac ban c6 thé tw minh tim
ra nhimg ¢ tuéng, pho phat ciing nhu dac thu, ma toéi chua
ting nghi ra. Toi muén gia nhap cac ban vao doi ngid nhing
ngudi tu duy theo Kiéu 80/20 va nhan 1én gap boi nhing ¥
tuéng Kiéu 80/20 dugc sdn sinh ra trén thé gidi nay.

Nhtng dac tinh chung cda Kiéu Tu duy 80/20 1a né mang
tinh chiém nghiém, bat thuong quy, hudng lac, chién lugc va
phi tuyén tinh. Thém vao do, né két hop gitta tham vong cuc
doan (v6i ¥ nghia 1a mudn tao ra nhing thay déi theo chiéu
huong t6t dep hon) voi mot cung cach ty tin, thodi mai. N6
cing thuong xuyén tim kiém nhtng gid thiét va y tuéng kiéu
80,/20. Doi 10i gidi thich vé cac van dé nay sé cho cac ban mot
huéng dan thuc hién Kiéu Tu duy 80/20 dé cac ban c6 thé
biét dugc 1a minh da di dung huéng hay khong.
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Tu duy 80/20 mang tinh chiém nghiém

Muc tiéu cda Kiéu Tu duy 80/20 1a nham tao ra hanh dong
giip cai thién ré6 nét cudc séng cda ban va cda nhitng ngudi
khac. Loai hanh dong ma chung ta mudn c6 doi hdi phdi c6
nhiing ¥ twdéng khac ngudi. Y twdng doi héi phai co sy chiém
nghiém va ndi quan. Y tuéng doi khi yéu cau phai thu thap
dit litu va chung ta sé ban qua déi chut vé van dé nay vi no6
lién quan dén cudc song cla cac ban. Thong thuong v tudng
c6 thé duogc san sinh ra don thuan chi bang su chiém nghiém
ma khong can thiét phai thu thap thong tin. Khoi 6c ching ta
da chita sdn mot luong thong tin gap nhiéu lan mic chung ta
c6 thé twdng tuwong.

Kiéu Tu duy 80/20 khac han véi kiéu tu duy rat pho bién
ngay nay. Kiéu tu duy hién nay thuong mang tinh véi va, co
hoi, tuyén tinh (vi du nhu x 1a t6t hoac xau, nguyén nhan cta
né 1a gi?), va mang tinh tich Liy dan dan. Kiéu tv duy dang
thinh hanh hién nay quan hé chat ché vdi hanh dong cap thoi
va do d6 rat u l1a nghéo nan. Hanh dong luén ddy lui v nghi.
Muc tiéu cda chung ta v6i tu cach 1a nhitng ngudi tu duy Kiéu
80/20 1a dé hanh dong lai phia sau, ngf)i lang 1€ tu duy, tim
ra nhitng ¥ tuéng nhé nhoi nhung quy bau, roi sau dé6 hanh
dong mot cach c6 chon loc, nham vao mot sé6 muc tiéu it 6i va
trén mot dién hep, mot cach quyét liét va day an twgng nham
tao ra nhitng két qua tuyét hdo voi mot lugng cong strc va tai
nguyén bd ra ¢ mitc thap nhat c6 thé duoc.
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Kiéu Tu duy 80/20 mang tinh
bat thuong quy

Kiéu Tu duy 80/20 chi ra nhitng ché ma tri khon binh
thuong mac phai sai 1dm, nhuv van thuong gap. Su tién bo
xuat phat ti viéc nhan dién nhitng cai lang phi, nhing cai
chua t6i wu ton tai co6 httu trong cudc song, bat dau t cudc
song thuong nhat cia minh, va sau d6 hanh dong dé cai tao
chung. J diém nay thi tri khon binh thuong khong giup ich
duoc gi ca ngoai viéc lam déi ching. Trudc nhat chinh tri
khon binh thuong 1a cai dua dén nhtng cai lang phi va chua
t6i wu. Cai hay cda Nguyén 1y 80/20 1a & chd né hanh dong
hoan toan khac, trén cd s mot tri khon khac thuong. Diéu do
yéu cau cac ban phdi suy nghi vi sao con ngudgi dang cé
nhitng hanh dong sai lam hodc chi phat huy duwgc mot phan
rat nhd nhing tiém nang cia minh. Néu nhitng ¥ tudng cla
cac ban khong khac nguoi thi ay l1a cac ban khong dang tu
duy kiéu 80/20.

Kiéu Tu duy 80/20 mang tinh
hudng lac

Kiéu Tu duy 80/20 muu cau sy sung suéng. N6 tin rang
song 1a dé hudng thu, va hau hét nhing thanh tuu chi 1a san
phdm phu cda sy thich thu, cda niém vui va cda khat khao
mudn c6 dugc hanh phuc vé sau. Diéu nay cé 1é chang c6 gi
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dang tranh cdi, song hau hét chiing ta lai khong lam nhitng
viéc don gidn c6 thé mang lai cho chung ta hanh phtc, ngay
cd khi ching ta biét r6 day la nhing viéc gi.

Con ngudi da sé sa vao mot hoac nhiéu cai bay sau day. Ho
bd nhiéu thoi gian tiép xic véi nhitng nguwsi ma ho khéong
thich. Ho lam nhitng cong viéc ma ho khong cdm thay himng
thu. Ho st dung hét “thoi gian ranh” (tinh co day lai 1a mot
khai niém di ngugce lai chd nghia hudng lac) vao nhitng hoat
dong ma ho khong cdm thay thich 1dm. Ngugc lai cling ding
nhu thé. Con ngudi khong bd ra phan 1én thdi gian cda minh
dé tiép xudc véi nhitng ngudi minh thich. Ho khong di theo cai
nghé ma ho thich nhat. Va ho khong bé ra phan 16n thdi gian
vao nhitng hoat dong ho thich nhat. Ho khong phai 1a nhiing
con nguoi lac quan, va tham chi nhiing ngudi lac quan cing
khong c6 ké hoach chu ddo nham lam cho cudc séng twong lai
cda ho tét dep hon.

TAt ca nhing diéu néi trén qua that ky la. Chung ta c6 thé
cho rdng day la chién thdng cda kinh nghiém trudc hy vong,
chi c6 diéu ‘kinh nghiém’ 1a mot khai niém ty tao thuong do
tri nhan cda con ngudi vé thuc tai bén ngoai hon la chinh cai
thuc tai khach quan bén ngoai ay. C6 1é t6t hon néu phat biéu
rang day la chién thang cda mac cdm toi 16i trudc niém vui,
cda tinh di truyén trudc tri thong minh, cda tién dinh trudce
quyén chon lwa, va & mot y nghia rat thuc, clia cai chét trudce
cudc song.

“Chud nghia hudng lac” thuong duogc hiéu 1a c6 ham v vi ky,
thiéu quan tam dén ngudi khac va thiéu tham vong. Tat ca
nhitng suy nghi ay chi 1a sw boi nho. Thuc chat chd nghia
huéng lac 1a mot diéu kién can thiét dé c6 thé giup d6 ngudi
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khac va dé dat duogc nhitng thanh qua. That rat kho, va bao
gid cting 1a hoang phi, c6 thé dat dugc mot cai gi do xing
dang ma khong yéu thich diéu do6. Néu cang c6 nhiéu ngudi
hudéng lac thi thé gian nay sé la mot chdn céi tot dep hon va,
¢ moi phuong dién, sung tuc hon.

Kiéu Tu duy 80/20 tin vao
su tien bo

Sudt 3000 nam qua van chua c6 sy nhat tri ndo vé van dé
liéu c6 ton tai sir tién bo hay khong, liéu lich st cda thé gici
va cua con ngudi c6 chimg minh dwgc c6 sy di 1én hay mot
thuc té kém sang stia-hon. Chéng lai quan diém cho rang co
ton tai su tién bo tiéu biéu 1a Hesiod (khodng nam 800 trudc
CN), Plato (428-348 trudc CN), Aristotle (384-322 trudc CN),
Seneca (nam th& 4 trudc CN- nam 54 sau CN), Horace (65-8
sau CN), Thanh Augustine (354-430 sau CN) va hau hét tat ca
nhing triét gia va cac nha khoa hoc hién thoi. fJng ho quan
diém cho rang c6 ton tai su tién bo c6 gan nhw tat ca nhing
nhan vat thudc Thai ky Khai sang & cudi thé ky XVII va thé
ky XVIII, nhu Fontenelle va Condorcet, va da s6 cac nha tu
tudng va khoa hoc & thé ky XIX trong d6 c6 Darwin va Marx.
Ngudi dau quan ctia quan diém nay 1a Edwards Gibbon (1737-
94), mot st gia lap di, da viét trong quyén “Su suy tan va sup
do cda dé ché La Ma” nhu sau:

Chiing ta khéng thé nao biét chdc khdt vong vuon
téi sy hoan thién cua lodi ngudi cao dén mitc ndo...
Do dé chung ta cé thé an toan chdp nhdn mét két
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ludn vui vé rdang méi thoi dai da lam tding thém, va
van tiép tuc lam tdng, cua cdi, hanh phic, tri thic
va c6 1é cd phdm hanh thdat sy cua lodi nguoi.

Ngay nay, tat nhién, bang ching chong lai su tién bo c6 stc
thuyét phuc hon nhiéu so véi thoi dai cda Gibbon. Song bang
ching cho su tién bo ciing thuyét phuc hon khéng kém. Su
tranh cai nay khong thé dung ching c dé gidi quyét. Su tin
tudng vao tién bo han phai 1a mot hanh vi die tin. Tién bo 1a
bon phan.! Néu chung ta khong tin vao sy tién bo, chung ta
sé chang bao gid c6 thé thay doi thé gidi cho tdt hon. Gidi kinh
thuwong hiéu rat ré diéu ndy. Nhin chung, kinh thwong trong
moéi lién minh véi khoa hoc da cho chung ta nhiing bang
chitng hung hon vé sy tién bo. Ngay khi ching ta phat hién
ra rang tai nguyén thién nhién khong phai la vo tan thi kinh
thuong va khoa hoc xuat hién va ban cho chung ta nhing
chiéu huéng maéi cda sy vo cung cda thé gidi phi tw nhién: nao
la khong gian kinh té, vi mach, va cac cong nghé trg giup
mdi.? Tuy nhién, dé khai niém tién bo 6 thé hitu ich nhat thi
noé khong nén bi bo hep trong linh viec khoa hoc, ky nghé va
kinh thuong. Chung ta can phdi ap dung khai nién tién bo cho
ca chat lugng cudc song cda chung ta, cd ca nhan lan tap thé.

Kiéu Tu duy 80/20 von mang tinh lac quan bdi vi, nghich
ly thay, n6 md ra cho chung ta thdy mot thuc trang kém xa
v6i mau hinh ly twéng. Chi 20% ngudn luc méi thuc sy quan
trong cho viéc dat dugc thanh qud. Phan tram da so con lai
chi don thuan danh dau thoi gian, va déng gop mang tinh
hinh thitc cho thanh qua chung. Do dé, hay tap trung vao cai
20% do va dé{y cai 80% lén mot tam hop 1y, va cac ban sé c6
thé tang két qua thu dugc 1én gap boi. Tuy nhién, tham chi &
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cai tam cao mdi ay, van tiép tuc con dé ty 1é 80/20 gitta thanh
qua dat dugc va cong sic bé ra. Do dé cac ban lai c6 thé tiép
tuc tién budc 1én mot tam cao mdi.

Sy tién bo cda kinh thuong va khoa hoc chitmg minh cho
Nguyén 1y 80/20. Hay tao ra mot may dién toan khong 16 c6
thé thuc hién nhiitng tinh toan nhanh hon gap nhiéu l1an so véi
bat ky loai may nao trudc dé. Hay yéu cau may dién toan phai
duoc cai tién dé co kich ¢ nhd hon, gia thanh thap hon, hoat
dong nhanh hon. Va c thé hay lap di lap lai quy trinh cda
su tién bo. Roi hay lap lai mot lan nta. Su tién bod hoan toan
khong c6 diém dung. Bay gid hdy ap dung chinh nguyén ly
nay vao nhitng linh vuc khac cda cudc song. Néu chung ta tin
tudng vao sy tién bo, Nguyén Iy 80/20 c6 thé giip chung ta
bién né thanh hién thwe. Tham chi c6 1é cudi cung chung ta
sé c6 thé chimg minh Edwards Gibbon da phat biéu chi 1y: ctia
cai, hanh phuc, tri thitc va c6 1& cd pham chat dao dic c6 thé
khong nging dwgc nang cao.

Kiéu Tu duy 80/20 mang tinh
chién lugc

C6 chién luge c6 nghia 1a biét tap trung vao cai quan trong,
vao mot s6 muc tiéu it éi c6 thé mang lai cho ching ta mot vu
thé tuong doi, vao cai quan trong doéi véi ching ta chit khong
phdi déi véi nhitng ngudi khac. C6 chién lugc con c6 nghia la
lén ké hoach va thuc hién ké hoach da vach ra mot cach quyét
tam va kién dinh.
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Kiéu Tu duy 80/20 mang tinh
phi tuyen tinh

Kiéu tu duy truyén thong duoc boc trong 16p vé cda mot mé
hinh nhan thic rat vitng vang nhung déi luc lai thiéu chinh
xac va gy nhiéu phuong hai. Kiéu tu duy nay la tuyén tinh.
N6 tin rdng x gay ra y, y gdy ra z va b la hé qud tat yéu cta
a. Anh lam em budn vi anh dén muén. Do khong duoc hoc
hanh dén noi dén chén nén t6i méi phai nhan cong viéc khong
chut trién vong ndo. To6i trudce gid van luén thanh cong vi toi
rat thong minh. Hitler gdy ra Dé nhi Thé chién. Cong ty cda
toi khong thé phat trién vi nganh dang trén da xudéng doc.
Tinh trang that nghiép la cai gia ma ching ta phai trd cho tinh
trang lam phat thip. Panh thué cao 1a can thiét néu chiing ta
mudn cham soéc cho ngudi nghéo, ngudi bénh va ngudi gia.
Van van va van van.

TAt cd nhitng 1ap luan trén 1a vi du cho kiéu tu duy tuyén
tinh. Nguoi ta dé bi cudn hit vao kiéu tu duy nay vi né don
gidn, mang tinh khuén mau. Van dé & chd cach tw duy nhu
thé 1a mot sw mod td ngheéo nan vé thuc tai, va cang té hai hon
nita 1a suw chuan bi cho viéc thay doi thuc tai. Cac nha khoa
hoc va st hoc ti 1au da i b kiéu tu duy tuyén tinh nay. Vay
tai sao cac ban lai cit bam vao no chu?

Tu duy 80/20 la vi citu tinh cda cac ban. Khong mot hién
tugng nao do mot nguyén nhan duy nhat gay ra. Khong co gi
1a tat yéu cd. Khong c6 mot hién twong nao ludén & trang thai
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can bang hoac khong thé cai tao. Con nguoi khong nhat thiét
phdi cam chiu nhitng tinh huéng khéng nhu mong mudn nao.
Nhitng gi ching ta mudn khong nhat thiét déu la nhing cai
khong thé dat dugc. My ai ma biét dugc nguyén nhan gay ra
mot sy viéc ndo dé, du tot hay xau. Nguyén nhan c6 thé cé
tam anh huéng sau sac nhung lai khé nhan dién hodc tham
chi ¢6 pham vi anh hudng khong rong. Chung ta c6 thé lam
thay d6i han tinh thé chi véi mot hanh dong nhd. Chi c6 mot
so it quyét dinh mdi thuc sy c6 ¥ nghia. Va nhitng quyét dinh
c6 ¥ nghia thi lai ¢6 ¥ nghia rat 16n. Chung ta luon c6 thé thuc
hién su chon lya.

Kiéu Tu duy 80/20 tranh duogc cai bay cda cai 16-gich tuyén
tinh bang cach dya vao kinh nghiém, ndi quan va tri tuéng
tugng. Néu ban cdm thay bat hanh, dung lo nghi vé nhing
nguyén nhan kha di gay ra tinh trang d6. Hay nghi dén nhing
dip ban cdm thay sung suéng va tim cach dwa minh vao
nhing tinh huéng twong tw. Néu coéng viéc ciia ban khong di
dén dau ca, dung suy nghi van vo nham tim cach cai thién
ting chit: mot van phong 16n hon, mot chiéc 6 to dat tién
hon, mo6t chitc danh nghe kéu hon, lam viéc it gic hon, mot
ong sép thong cam hon. Hay nghi vé nhitng thanh twu quan
trong it i ma ban gat hai dugc trong sudt quang doi ciia minh
va c6 tim cach gat hai thém nhtng thanh tyu nhu vay, néu
can doi han cong viéc hodc tham chi nghé nghiép cia minh.
bung ¢6 tim ra nguyén nhan, nhat la nhiing nguyén nhan gay
nén that bai. Hiy hinh dung va tao ra nhtng tinh huéng cé
thé lam cho ban hanh phtc va lam viéc c6 hiéu qua.
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Kiéu Tu duy 80/20 két hop
gitta tham vong cuc doan
vOi moOt cung cach tu tin, thoai mai

Chung ta dugc tao thoi quen suy nghi rang da c6 cao vong
thi phdi boén ba ngugc xudi, lam viéc ngay dém, tan nhan, hy
sinh ban than va nguoi khac vi mot sy nghiép, va sit ban ron
thai qua. N6i tom lai, chung ta lién tudng dén mot cudc tranh
gianh ac liét. Chung ta phai trd mot gia qua dat cho su lién
tudng nay. Su tuong lién nay khong phai la cai ching ta mong
mudn va ciing khong can thiét.

Mot su két hgp khac hap dan hon nhiéu, va it nhat cing dé
dat dugc khong kém, chinh la su két hop gilta cao vong va
mot cung cach ty tin, thodi mai va van minh. Day chinh la ly
tudng 80/20, nhung no lai dya trén co s§ thyc nghiém ving
chic. Hau hét nhitng thanh tyu vi dai dugc tao ra qua su két
hop gitta sy chuyén tam déu dan va sy thau hiéu chot dén.
Hay nghi vé Archimedes trong bon tdm hodc Newton dang
ngodi dudi géc cay chgt bi qua tdo roi tring dau. Nhing y
twdng cuc ky quan trong d6 han dd khong thé cé néu
Archimedes trudc dé khong hé suy nghi vé luc day hay néu
Newton khong hé nghi gi vé trong luc; song nhitng v tuéng ay
cling sé chang c6 duoc néu nhu Archimedes bi xiéng vao ban
lam viéc hay néu Newton ctt lu bu huwéng dan cac nhém khoa
hoc gia.



Hau hét nhing gi chung ta dat dugc trong doi c6 gia tri
quan trong dbi voi ching ta hay véi nhitng nguoi khac luon
xdy ra trong mot khoang thoi gian nhd nhoi trong cudc séng
cda chung ta. Suy nghi kiéu 80/20 va quan sat sé giip ching
ta thay r6 diéu do6. Chung ta luon c6 thia thdi gian. Chung ta
ty lam mat gia tri cda minh do thiéu tham vong hodc gia dinh
rang tham vong doi héi ching ta lic nao ciing phdi hoi ha,
ban ron. Thanh qud dat dwoc la nhd su thau hiéu va hanh
dong c6 chon loc. Tiéng noi nhé, lang thinh cda sy tram tinh
c6 mot vi tri rat 16n trong cudc sdong ching ta hon la ching
ta nghi. Y twéng xuat hién khi ching ta dang trong tam trang
thodi mai va cdm thay vui vé voi ban than ching ta. Y tuéng
doi hodi phai c6 thoi gian - va thoi gian, trai vdi quan niém
thong thuong cla ngudi doi, luon san c6 doi dao.

Nhitng y tudng 80/20 cho riéng
tung ca nhan

Nhtng trang con lai cda Phan 3 nay sé kham pha mot sb
y tuwdng 80/20 dé ap dung vao cudc séng cla riéng ban, va
mot sd ¥ tudng dugc chon ra day dé lam mau. Chi can dem
mot vai ¥ tudng ra trién khai thuc hién 1a ban c6 thé cai thién
chat luwgng cudc song cda ban mot cach dang ké.

» 80% thanh tuu va hanh phuc xay ra trong 20% thoi gian ctia
ban - va nhtng thdi ky cao trao nay c6 thé ma rong hon rat
nhiéu.

» Cudc séng chung ta bi dnh hudng sau sac, du tich cuc hay
tiéu cuc, bdi mot so it sy kién va quyét dinh. Nhitng quyét
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dinh it i ay thuong dugc thuc hién mot cach mac nhién chit
khong phai qua mot sy chon lya c¢6 y thie: ching ta pho
mac cho cudc doi ddy dua hon 1a tuw tao ra cudc song cuia
minh. Ching ta c6 thé cai thién cudc séng cda minh mot
cach dang ké bang cach nhan ra nhitng budc ngoac va dua
ra nhing quyét dinh c6 thé lam cho ching ta hanh phic
hon, lam viéc hiéu qua hon.

» Ludn ludn c6 mot so it nguyén nhan dan dén nhing sy viéc
xay ra va thuong chung khong phai la nhing nguyén nhan
dé nhan thay. Néu c6 thé nhan dién va co lap dugc nhing
nguyén nhan chinh yéu, ching ta thuong c6 thé gay anh
huéng 1én ching nhiéu hon 1a ching ta nghi.

» Ai ciing c6 thé dat duoc mot cai gi dé c¢6 v nghia. Cai chinh
khong phai 1a sy nd Iyc, ma la tim cho ra muc tiéu dung dé
dat t6i. Ban c6 thé lam mot so viéc hiéu quad hon nhiéu so
vOi nhitng viéc khac, nhung lai giam di mic do hiéu qua
bang cach lam qua nhiéu viéc ma kha ning cda ban khong
dugc t6t bang.

» Trong cudc choi bao gid cling c6 ngudi thing ké thua - va
ké thua bao gid ciing nhiéu hon. Ban c6 thé 1a nguoi chién
thang néu biét chon dung cudc chai, ding doi choi va dung
phuong phap. Ban sé c6 nhiéu co hoi chién thing hon bang
cach giat co may vé phia minh (mot cach céng bang va hop
18) hon 1a c6 nang cao kha nang ctia minh. Ban sé c6 nhiéu
co hoi thang nita ¢ nhing cudc choi ma truéc dé ban da
gianh phan thang. Ban c6 nhiéu co hoi thidng hon néu ban
biét Iwa chon cudc choi cho minh.

» Hau hét nhitng that bai cda chung ta 1a & nhtng cudc choi
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ma ngudi khac kéo ching ta vao. Hau hét chién thang cia
ching ta l1a & nhitng cudc choi ma ching ta mudn tham gia.
Chung ta khong thang dugc hau hét nhitng cudc choi vi
ching ta tham gia vao nhitng cudc choi sai lam: cudc choi
cia ngudi khac, chit khong phai cia chung ta.

» It ai thuc sy xem trong muc tiéu. Ngudi ta thuong do déu
cong sic vao qua nhiéu viéc hon 1a don sic lyc, suy nghi
vao mot vai viéc quan trong. Nhitng nguoi gat hai nhiéu
thanh tyu nhat 1a nhing ngudi biét chon loc va cé tinh
quyét tam.

» Nguoi ta da s6-bé phan lén thoi gian cda minh vao nhitng
hoat dong c6 gia tri thap doi v6i ho va voi nhing nguoi
khac. Nguoi tw duy Kiéu 80/20. tranh dugc cai bay nay va
c6 thé dat duogc nhiéu hon ti nhitng muc tiéu it o0i, c6 gia
tri cao hon ma khong can ton thém cong stc gi dang keé.

» Mot trong nhing quyét dinh quan trong nhat ma mot ngudi
c6 thé phai dwa ra trong doi la viec chon nhing ngudi lién
minh. Hau nhv khong c6 gi c6 thé thuc hién dwoc néu khong
c6 lién minh. Con nguoi phan doéng khong chon cho minh
nhitng ngudi lién minh mot cach than trong, hoac tham chi
chang hé chon gi ca. Nhitng nguoi lién minh tir dau do xuat
hién ma thoi. Pay chinh la truong hgp nghiém trong cua
viéc phé mac cho cudc doi duwa ddy. Con ngudi hau hét cé
nhing nguoi lien minh khong phu hgp. Nguoc lai, phan 16n
c6 qua nhiéu lién minh nhung lai khong tan dung dung
muc. Nhiing nguoi tw duy Kiéu 80/20 biét chon lién minh
cho minh mot cach can trong, va biét xay dung lién minh
dé dat dwoc nhimg muc tiéu cu thé ciia minh.
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» MOt truong hop dac biét cda viéc chon lién minh mét cach
thiéu than trong la chon “ngudi ban doi” khong hop véi
minh. Ngudi ta da so c6 qua nhiéu ban bé va khong “hudng
thu” dugc mot nhom ban tham giao dugc sang loc mot cach
k§ cang. Nhiéu nguoi chon lam ban doi - va tham chi con
nhiéu ngudi hon nita khong biét nang niu mot ding dan
nguoi ban doi da chon ctda minh.

» Tién ctia néu st dung dung c6 thé tao diéu kién cho ching
ta c6 dugc mot cudc séng tot hon. it ai biét cach lam cho
tién dé ra tién, nhung ngudi tv duy Kiéu 80/20 tat c6 thé
lam duoc diéu d6. Mién 1a khong duogc dat tién cda lén trén
16i s6ng hay hanh phuc thi kha nang lam cho tién dé ra tién
chéng gdy phuong hai gi.

» It nguoi bd ra dd thoi gian va suy nghi dé vun dap cho
hanh phtc cda chinh minh. Ho chi mwu cau nhitng muc
dich gian tiép nhu tién tai hay danh vong ma c6 thé kho co
duoc va, khi dat dugce roi, méi thay ching ching thé mang
lai hanh phuc gi. Hanh phuc khong nhing khong phai la
tién cda ma no cing chang c6 chut gi gidng vai tién cla ca.
Tién cda khong tiéu xai c¢6 thé danh dum, dem dau tu, va
dé thém ra tién nho vao sy diéu ky cda 1ai kép. Thé nhung
hanh phtic khéng huéng thu hém nay khong hé dan dén
hanh phuc cho ngay sau. Hanh phuc, cling nhu khoi 6c, sé
bi suy kiét di néu khéng duoc cho van dong. Nhitng ngudi
tu duy Kiéu 80/20 biét r6 cai gl tao ra hanh phuc va theo
duoi n6 mot cach cé y thuc, thong minh va phan khéi, va
tan hudng hanh phic hom nay dé xay dung va “khuéch
dai” hanh phuc cho tuong lai.



Thoi gian da sin sang “tac chién”

Xuat phat diém t6t nhat dé suy nghi Kiéu 80/20 vé thanh
dat va hanh phuc 1a dé tai thoi gian. Cach danh gia cua xa hoi
ching ta vé chat lugng va vai tro cta thoi gian qud con rat
kém. Nhiéu nguoi bang truc giac hiéu dugc diéu nay va hang
tram ngan ngudi lam cong tac diéu hanh ban ron da cd tim
cach sita chita qua hinh thitc quéan ly thoi gian. Nhung ho chi
dang thuc hién nhiing diéu chinh lat vat. Toan bo cach suy
nghi ctia ching ta vé thoi gian can phai dugc thay doi. Ching
ta khong can quan ly thoi gian: Ching ta can mot cudc cach
mang thoi gian.
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Cach mang thoi gian

Phia sau lung vdng vdng toi nghe
Tiéng thoi gian phi nudc kiéu dén gan;
Va phia truéc muon trung toi thdy
Nhitng coi mién bat tdn bao la.

Andrew Marvell

Hﬁu hét moi ngudi, du cuc ky ban ron hay cuc ky
nhan réi, déu can mot cudc cach mang thoi gian.
Van dé khong phai la chung ta thiéu thén thoi gian hay tham
chi c6 qua thita thoi gian. Chinh cach ching ta st dung thai
gian, va tham chi 1a cach chung ta nghi vé thdi gian, méi la
van dé - va la co hdi cda chung ta. Déi voi nhing ai chua timg
kinh qua mdt cudc cach mang thoi gian thi dé chinh la cach
nhanh nhat dé tao ra mot budc nhay vot trong hanh phtic cda
cudc song va mitc do hiéu qud trong coéng viéc cda minh.
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Nguyen ly 80/20
va cach mang thdi gian

Nguyén ly 80/20, khi ap dung vao viéc st dung thoi gian,
dua ra nhing gid thiét sau:

» Hau hét nhitng thanh tyu 16n cda bat ky mot ca nhan nao
- titc 1a hau hét nhing gia tri ma ai d6 lam tang thém vé
phuong dién ca nhan, nghé nghiép, tri tué, nghé thuat, van
héa hay thé duc thé thao - déu dat dugc trong mot khoadng
thoi gian nhé nhoi trong cudc doi cda ngudi ay. Ludn c6 mot
sy thiéu can doi giffa cai duogc tao ra va luong thoi gian bé
ra dé thuc hién, cho du thoi gian dugc tinh theo ngay, tuan,
thang, nam hay ca mot ddi nguoi.

» Twong tu nhu vay, phan 16n hanh phic moét ca nhan c6
duoc chi xay ra trong nhimg khoang thoi gian gi¢i han. Néu
hanh phuc c6 thé do dac mét cach chinh xac thi phan 16n
hanh phtic c6 dugc chi xuat hién trong mot khodng thoi
gian kha nhé trong doi ngudi, va diéu nay dung véi hau hét
moi thoi ky du thai ky do dugc tinh theo ngay, tuan, thang,
nam hay ca mot doi ngudi.

Chung ta c6 thé dién dat lai hai phat biéu trén mét cach
khong chinh xac lam nhung gon hon, ap dung cong thic 80/
20 nhu sau:

» 80% thanh tyu dat dugc trong 20% thoi gian bd ra; noi
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nguoc lai, 80% lugng thoi gian bé ra chi dan dén 20% gia tri
dugc tao ra.

» 80% hanh phtic c6 dugc chi trong 20% thoi gian cia ca mot
doi nguadi; va 80% thoi gian tao ra chi 20% hanh phuc.

Nén nhd nhitng phat biéu trén chi 1a gid thiét can phai kiém
chiing bang kinh nghiém ban than, cht khong phdi la nhing
chan 1y hién nhién hay két qua cia mot cong trinh nghién ciu
toan dién, thau dao.

J nhing truong hop ma cac gia thiét trén dung (nhu ching
van ding & da s6 cac truong hop), ching mang bon ham y
day ngac nhién sau day:

» Hau hét nhiing viéc ching ta lam déu c6 gia tri thap.

» Mot vai khodng thoi gian ngdn ngui trong doi quy gia hon
nhiéu so véi toan bo khoang thdi gian con lai.

» Néu c6 thé can thiép vao van dé nay, ching ta phai lJam mot
cai gi do triét dé. Sé chazlng dugc gi néu chung ta chi thuc
hién nhitng thay do6i lat vat va lam cho viéc st dung thoi
gian cua chung ta dugc hiéu qua hon doéi chut.

» Néu chung ta biét tan dung chi 20% lwong thoi gian cda
minh thi lam gi c6 chuyén thiéu thoi gian!

Hay b ra mot vai phut hodc vai gio suy gam xem Nguyén
ly 80/20 ¢6 tng vdi truong hop cua ban ¢ nhitng phuong dién
trén hay khong. S6 phan tram chinh xac khong quan trong vi
dau sao di ntta ching ta cing khong thé nao do dém duoc
ching mot cach chinh xac. Cau hdi chinh yéu la liéu c6 hay
khong mot sy mat can doi 16n gitta luong thdi gian bd ra va
thanh tyu hay hanh phuc ma chung ta c6 dugc. Liéu 1/5 thoi
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gian lam viéc c6 hiéu qua nhat cda ban c6 tao ra dugc 4/5 két
qua c6 gia tri khong? Liéu 4/5 khoang thoi gian hanh phuc
ctia ban c6 tap trung vao 1/5 khoang thoi gian cia doi minh
khong?

Day la nhitng cau hdi quan trong va do d6 khong nén tra
16i qua loa. C6 1& t6t hon 1a ban nén xép quyén sach nay qua
mot bén va di dao mot vong. Dung quay trd lai cho dén khi
ban chac chén rang viéc sit dung thdi gian cda ban c6 can doi
hay khong.

Van de khong phdi 1a quan ly
thai gian cia ban tot hon

Néu viéc st dung thdi gian cda ban la mat can déi thi ban
can phdi c6 mdt cudc cach mang thoi gian. Ban khong can
phai t6 chitc thoi gian lai-cho tot-hon hay thay doi cach phan
b thdi gian cho nhing cong viéc cia minh. Ban can phai thay
doi hoan toan cach si dung thoi gian cda minh va cé 1é ban
cing can phai thay déi cach suy nghi cia minh vé thdi gian.

Tuy nhién, khong nén nham lan cai ban can véi viéc quan
ly thoi gian. Quan 1y thoi gian xuat phat tt nuéc Pan Mach
nhu mot céong cy huan luyén nhdm gitip nhitng nha diéu
hanh ban ron t6 chic lai thoi gian cho hiéu qua hon. Hién nay
n6 da tré thanh mot nganh céng nghiép 1én dén 1 ti do-la hoat
dong khip moi noi trén thé gidi.

Dac trung cia nganh quan ly thdi gian hién nay khong phai
la vin dé dao tao ma la sdn xuat dé ban ra nhiing “ngudi
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quén ly thoi gian”, nhing trg 1y riéng cho gidam doc, ca trong
moi truong lam viéc truyén thong bang gidy to va moi truong
mdi ngay cang mang tinh dién tt hon. Quan ly thoi gian ciing
thuong di cung véi mot luan diéu truyen giao: Franklin, tap
doan phat trién nhanh nhat trong nganh céng nghiép nay, c6
nguodn goc sau xa tu giao phai Mormon.

Quan ly thai gian khong phai la mot trao luu thoi thugng vi
nhting ngudi st dung né thuong té ra danh gia rat cao vé no
va ho thuong noéi rang ning suat lam viéc cda ho nho doé da
tang lén 15-25%. Thé nhung muc dich cda viéc quén 1y thoi
gian 1a nham ép dung lugng mot lit vao mot lo dung tich chi
bang 1/4. Quan ly thoi gian 1a nham tang toc. N6 dac biét
nham vao nhitng nha kinh doanh ban ron chiu qua nhiéu ap
luc vé thoi gian. Y twdng 1a viéc sdp xép ké hoach t6t hon cho
ting khoang thdi gian nhod trong ngay sé giip nhitng nguoi
diéu hanh lam viéc hiéu quad hon. Quan 1y thdi gian con ung
ho viéc 1ap ra mot trat tw vu tién ré rang nham thoat khoi sy
tr6i budc cda nhitng su kién thuwong nhat ma, du rat cap bach,
c6 thé chiang quan trong dén thé.

Qudan ly thoi gian ngam gid dinh rang chung ta biét ro si
dung thoi gian thé nao thi c6 hiéu qua, thé nao thi khong hiéu
qua. Néu Nguyén 1y 80/20 1a dung thi day khong phai 1a mot
gid dinh an toan. Du sao di nita, néu chung ta biét cai gi la
quan trong thi chung ta da thuc hién 1Oi.

Quan ly thoi gian thuong khuyén con ngudi nén phan loai
cac viéc can lam theo trinh ty wu tién A, B, C va D. Trén thuc
té, cudi cung roi hau hét moi nguoi phan 60-70% nhiing hoat
dong ctia minh vao nhém A hoac B. Thé 1a ho két luan rang
cai ho thyc su dang thiéu 1a thoi gian. Do 1a ly do vi sao ngay
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t lic dau ho lai quan tam dén viéc quan ly thoi gian. Thé 1a
cudi cung ho 1ap ra ké hoach t6t hon, lam viéc nhiéu gio hon,
nghiém chinh hon va thuong gap phai that vong ndo né hon.
Ho tré nén “nghién” quan ly thdi gian, song diéu dé lai khong
thay d6i tan goc nhing gi ho lam hodc ching lam gidm di
dang ké mirc do mac cam toi 16i 1a minh van chwa bd ra dd
cong suc cho cong viéc.

Chinh cai tén goi quan ly thdi gian da noéi 1én ban chat cda
né. N6 ham y rang thoi gian c6 thé quan 1y sao cho c6 hiéu
qud hon, rang thoi gian 1la mot tai nguyén quy bao va khan
hiém, va rang chung ta phai chay theo thdi gian. Chung ta
phai biét tiét kiém thdi gian. Chi can cho n6 mot chuit co hoi
1a n6 vut bé ching ta ma ra di. Thoi gian mat di roi, theo 10i
nhting ké réu rao quan ly thei gian, khong bao gio c¢6 lai dugc.

Chung ta hién dang song trong mot thoi dai ban ron. Cai
thoi ky nhan r6i ma t lau nguoi ta da tién doan con lau maoi
c6 dugc, ngoai tri_doi véi nhitng ngudi that nghiép. Hién
ching ta dang gap phai mot tinh hudéng 16 bich ma Charles
Handy néu ra 1a luwong thoi gian 1am viéc cda nhing nha diéu
hanh dang tang 1én - méi tuan 60 gid 1a chuyén Chéng co gi
la - nhung dong thoi tinh trang thiéu viéc lam thi lai ngay
cang thém tram trong.

Xa hoi duge phan ra thanh hai nhom: nhém nhing ngudi
c6 tién nhung khong c6 thdi gian dé hudng thu, va nhom
nguoi cé thdoi gian nhung lai khong cé tién. Su wa chudng
quan 1y thoi gian ludn song ton voi mot ndi lo chua ting ¢
Xua nay vé viéc st dung thoi gian mot cach dung dan va viéc
c6 du thoi gian dé lam viéc dat yéu cau nhu mong doi.
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Quan niem khac thuong
vée thoi gian Kiéu 80/20

Nguyén ly 80/20 lam dao 10n quan niém thoéng thuong cua
nguoi doi vé thoi gian. Nhiing ¥ goi m& ti viéc phan tich thoi
gian theo Nguyén 1y 80/20 khac han, va d6i véi nhitng ai con
chiu cach suy nghi truyén théng vé thoi gian, c6 thé gidi phong
cho ho mot cach dang kinh ngac. Nguyén ly 80/20 dua ra
nhttng nhan dinh sau:

» Cach st dung thdi gian hién nay cua chung ta chua hop ly.
Chang dugc gi néu ching ta chi tim cach cai thién déi chuit
vé cach ching ta st dung thoi gian. Chung ta can phai
quay lai tt dau va dap tan hét moi gid dinh cda ching ta
vé thoi gian.

» Thoi gian khong hé thiéu. Thuc chat, ching ta ¢6 qua v 1a
nhiéu, song chiing ta chi biét tan dung 20% lwong thoi gian
cda minh. Va déi véi nhitng ngudi tai gidi thong thuong
chinh nhitng khodng thdi gian nhd nhoi mdi tao nén sy
khac biét. Nguyén ly 80/20 cho rang néu chiing ta bd ra
gap doi thoi gian vao 20% nhiing hoat dong mang lai hiéu
qua cao nhat thi chung ta cé thé lam viéc méi tuan hai ngay
va két qud dat dugc cao hon 60% so véi hién nay. R6 rang
nhu thé 1a vigt xa, vo cing xa so véi bién phap quan 1y thoi
gian dién cudng.
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» Nguyén ly 80/20 xem thoi gian nhuv mo6t ngucsi ban chu
khong phai nhu mot ké thu. Thai gian qua di khong phai la
thoi gian da danh mat. Thai gian luén quay tré vé voi ching
ta. D6 1a 1y do vi sao c6 bay ngay trong mot tuan, mudi hai
thang trong mot nam, va vi sao cac mua ct lap lai. Y twdng
va gia tri dén véi chung ta khi chung ta biét dat minh vao
thai do hgp tac, thoai mai va than thién véi thoi gian. Chinh
viéc st dung thoi gian cua chung ta, chit khong phai ban
than thoi gian, mdi la ké thu.

» Nguyén ly 80/20 cho rang ching ta nén hanh dong it hon.
Hanh dong day lui tv duy. Chinh do chung ta c6 qua thira
thoi gian nén ching ta mdi phung phi n6. Khoang thoi gian
hiéu qua nhat trong mét du an thuong la 20% luong thoi
gian cudi cung, don gidn chi vi ching ta phai hoan tat cong
viéc truge thoi han. Hiéu qud cia hau hét nhing coéng trinh
c6 thé tang lén gap do6i don gidn chi bang cach gidm di
phan nita thoi han hoan tat. Piéu nay khong phdi 1a bang
ching cho sy thiéu thén thoi gian.

Thoi gian 1a mat xich “lanh tinh”
gitta qua khu, hién tai va tuwong lai

Cai dang lo khong phai la su thiéu hut thoi gian ma la viéc
ching ta s¢ dung phan 16n thoi gian cda minh vao nhiing
hoat dong c6 gia tri thap. Tang toc hoac st dung “hiéu qua”
hon thdoi gian cia minh khong giip gi dugc cho ching ta.
Thuc vay, nhing cach suy nghi nhu thé thuong gay ra van dé
hon 1a mot cach gidi quyét.
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Kiéu Tu duy 80/20 huéng chung ta dén mot cach nhin
mang tinh “dong phuwong” hon vé thdi gian. Khong nén xem
thoi gian nhu mot chudi tuyén tinh di t trai sang phdi nhu
hau hét tat ca nhiing biéu thi bang so dd ma van héa kinh
doanh da ap dat. Tot hon 1a nén xem thdi gian nhu mot cong
cu dong bo, chuyén dong tuan hoan, ding theo y dinh nhiing
nguwoi phat minh ra dong ho. Thoi gian luén quay tré lai, tao
diéu kién cho chung ta cé dip hoc hdi thém, cliing c6 thém mot
vai quan hé tham giao, tao ra nhitng san pham hay két qua
tot hon, va lam tang thém gia tri cho cudc song. Chiing ta
khong chi ton tai tai thoi diém hién tai ndy; chuing ta thoat
thai tt qua khtt va luén c6 nhitng ky niém dep vé qua khi.
Va tuong lai, cling nhu qua khw, da hién httu ngay trong hién
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tai. So do biéu thi thoi gian trong cudc séng chung ta hop 1y
hon so véi so do tuyén tinh t trai sang phai 1a mot chudi hinh
tam gidc 1ong vao nhau méi lic mot 16n dan nhu Hinh 37.

Tac dung cda cach suy nghi vé thoi gian nhu thé lam noi
bat nhu cau can phai luén mang theo bén ngudi cai 20% quy
gia nhat ma minh c6 dugc - tinh cach, nang luc, ban be va
tham chi 1a nhting wu diém vé hinh thé - va ddm bao rang
nhing cai quy bau ay luén duoc vun dap, phat trién, mé rong
va cing c6 thém, nham lam tdng hiéu qua, gia tri va hanh
phuc. Chung ta c6 thé thuc hién duge diéu do bang cach tao
ra nhitng méi quan hé thuong xuyén, bén vitng dua trén suy
nghi lac quan rang tuong lai roi sé tot dep hon hom nay bdi
vi ching ta c6 thé mang theo va khuéch dai cai 20% tdi uu cda
qua kht va hién tai dé tao dung mot twong lai tét dep hon.
Nhin theo cach ay, twong lai khong phai 1a mot cuén phim
ngau nhién ma ching ta da xem qua mot nita va y thuc (va
cd cam thay so hai)ve thoi gian dang vut qua. Thay vao do,
tuong lai la mdt phuwong dién cda hién tai va qua khi, tao diéu
kién cho chung ta lam ra mot cai gi d6 tot dep hon. Tu duy
Kiéu 80/20 qua quyét rang diéu dé 1a hoan toan cé thé. Tat
cd nhitng gi ching ta phdi lam 1a tao diéu kién va vach ding
huéng cho cai 20% tich cuc dé phat huy.

Nhitng chi dan can ban cho
nguoi lam cach mang thoi gian

Phan nay trinh bay bay budc thuc hién dé cham ngoi cho
cudc cach mang thoi gian.
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Thuc hién budc nhdy khé khdn vé tam ly: gat b
tdm ly gdn chdt céng suc voi két qud

Cai kho 1a ching ta thich sw can man, hay it nhat 1a thich
cai cam giac minh la ngudi c6 dic hanh vi da lam viéc can
man. Cai ching ta can phai lam 1a gieo vao dau chung ta y
nghi rang su lam viéc can man, khong phai 1a cach hiéu qua
dé dat duoc nhitng gi ching ta mudn. Sy can man tao ra két
qua kém. C6 y twdng va biét lam nhitng gi minh mudn sé cho
ching ta két qua rat cao.

Hay chon cho minh nhitng vi thdnh bén mang luoi nhac
nhung c6 nang suat cao. V6i t6i d6 1a Ronald Reagan va Warren
Buffett. Reagan da tién than mot cach dé dang tt mot dién
vién hang B lén thanh con cung cia Dang Cong hoa Canh
hitu, Théng doc bang California va Téng théng thanh cong
cua Hoa Ky.

Thé Reagan da c6 nhing gi dé thanh cong nhu thé chi? Mot
vé dién trai, mot chat giong ngot ngao ngat ngdy ma oéng biét
tan dung trong moi tinh huéng phu hop (ma dinh diém chac
chan 1a cau ong noi voi ba Nancy khi 6ng bi trung dan, “Em
0i, anh da quén hup dau xudng né”), mot vai cong su cuc ky
sac sdo chuyén trach viéc van dong, mot nét duyén dang kiéu
Xura, va mot cach nhin vé nuwdc My va thé gidi nhu trong phim
Disney. Su chuyén tam lam viéc ciia 6ng Reagan t6t lam thi
cling rat 1a gi6i han, kha nang nam bat tinh hinh cda 6ng con
kém hon ntta, va khd nang truyén cadm hing cho nudc My
tham chi lai con té hai hon. N6i theo cach cia Churchill 13,
xuta nay chang c6 may ai dat dugc nhiéu thanh twu nhu thé
v6i mot lugng cong sic it 6i dén thé.



Warren Buffett (mdt thdi) tré thanh ngudi giau nhat nuéc
My bang cach dau tu. Khéi nghiép vé6i s6 von rat nhé, ong da
lam tang s6 von cda minh ¢ mitc cao hon nhiéu so vdi mic
tdng gia trung binh § thi truong ching khoan. Ong ta da lam
dugc diéu d6 ma khong can phai thyc hién phan tich gi nhiéu
(ong ta khdi nghiép trudc khi nguoi ta phat minh ra loai thudc
trugt 160-ga) ma co ban chi 1a nhd vao mot s6 y tuéng ma ong
ap dung mot cach nhat quan.

Buffett bat dau cudc hanh trinh lam giau mau le cia minh
v6i mot Y tudng Lon: cac to bao dia phuong My duge doc quyén
tai dia phuong, va diéu dé tao ra moi truong ly twdng cho su
nhuong quyén kinh doanh. Y tuwéng don gidn nay da mang vé
cho 6ng mot khodn tién khéng 16, va phan 16n nhing khoan
tien 6ng kiém dugc sau-do-1a ti nhimg 6 phan trong nganh
truyén thong, mot nganh céng nghiép ma ong rat am tuong.

Buffett st dung coéng stic cda minh mot cach rat v la tiét
kiém, néu khong muén néi la 6ng ta lwoi nhac. Trong khi hau
hét nhitng nguoi quan ly quy mua nhiéu c6 phiéu vao va
thuong xuyén khudy dong co phiéu, Buffett chi mua mot vai
c6 phan va giit su6t nam nay qua nam khac. Ong khinh thuong
quan niém vé viéc da dang héa danh muc dau tu, ma ong dat
cho cai tén la phuong phap thuyén Noah: “Ct mbi tht mua
vai ba cai thi cudi cing ta sé c6 mot s§ thd”. Triét ly dau tu
cda 6ng “gan nhu la triét ly u 1i”.

C¢ lic nao t6i bi cam dé mudén lam nhiéu, téi nhé dén
Ronald Reagan va Warren Buffett. Cac ban nén nghi ra cho
riéng minh nhitng tdm guong, nhitng ngudi ban quen biét hay
nhiing ngudi noi tiéng ma cong chung ai cing biét, dai dién
cho tinh i c6 hiéu qud. Hay thuong xuyén nghi dén ho hon.
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Hdy tnit bé mdc cdm té6i 16i

Trit béd mac cam toi 16i 16 rang cé lien quan dén nhiing
nguy hai ctia viéc lam viéc qua stc. Nhung né ciing co lién
quan dén viéc lam nhting gi minh thich. Chuyén d6 khéng c6
gi la sai trai ca. Co gia tri gi dau khi ban lam nhing viéc ma
minh khong thich.

Hay lam nhiing viéc ma ban mudn lam. Hay bién ching
thanh coéng viéc cda minh; hay bién viéc lam ctia minh thanh
nhitng viéc ay. Gan nhu tat ca nhing ai trd nén giau c6 déu
c6 thém mot phan thudng 1a ho trd nén giau bang cach lam
nhitng gi ho thich. biéu nay c6 thé xem 1a mot vi du ntta cho
tinh mat can déi kiéu 80/20 trong vil tru nay.

20% dan s6 khong nhing dugc huwéng 80% cia cai ma con
doc chiém 80% niém vui t cong viéc cda ho. Va ho van lai 1a
sO 20% nhom nguoi ay!

John Kenneth Galbraith, cai 1do thé 16 tin do thanh gido ay,
da huéng su chu y cda con ngudi vao sw bat cong can ban
trong thé gidi viéc lam. Gidi trung luu khong nhing dugc tra
Iuong cao hon ma con tim dugc nhing viéc lam thu vi hon va
thich nhing cong viéc d6 hon. Ho c6 nao thu ky, trg ly, dugc
di day di d6 theo tiéu chuan hang nhat, ¢ nhitng khach san
sang trong, va c6 cudc séng lam viéc thu vi hon. Qud thuc,
ban phai c6 mdt tai sdn riéng kéch xi ma cé thé hudng dugc
nhitng bong 16c ma cac nha coéng nghiép ngay nay thuong
xuyén tu thudng cho minh.

Galbraith dua ra quan diém cach mang la nhimg ngudi lam
nhitng cong viéc it thd vi hon can phai dugc trd luong cao hon
nhi*tng ngudoi dugc giao nhing cong viéc thu vi hon. That la
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mot ké pha dam! Nhing quan diém nhu thé bi xem la khiéu
khich, nhung ching chang mang dén két qua gi ca. Cling nhu
vOi tat cd nhing hién twong 80/20, néu ban nhin sau bén
dudi su viéc, ban sé c6 thé tim thdy mot 16-gich sau xa dang
sau sy bat cong nay.

Doi v6i truong hop trén thi 16-gich rat don gidn. Nhiing
ngudi gat hai nhiéu thanh tyu nhat bat budc phai thich nhitng
gl minh lam. Chi khi ndo chiing ta cdm thay théa man ching
ta mdi c6 thé tao ra mot cai gl do co gia tri khac thuong. Cac
ban th nghi vé bat ky mot nghé nhan & bat ky linh vuc nao.
Chat luong va s6 lugng cong trinh tao ra qua dang kinh ngac.
Van Gogh chua bao gié nging sang tac. Picasso diéu hanh
mot xudng vé trudc xa Andy Warhol vi 6ng ta yéu thich nhitng
gl minh lam.

Hay chiém ngudng nhing tac pham doé s, dam day tinh
duc, va thang hoa cda Michelangelo. Ngay ca nhitng tac pham
con dé dang ma téi con nhé - David, ké no 16 hdp hoi, Thu
vién Lo-ren-x06, Phong thanh mdi, tran nha Nguyén duong
Sich-tin, Dttc Me Sau Bi trong Nha thd Thanh Phé-ré - cling da
qua phi thuong d6i v6i mot ca nhan. Mot minh Michelangelo
lam tat, khong phai vi d6 1a cong viéc cda 6ng, hay vi ong so
Dbuc gido hoang Julius Dé nhi tinh tinh cau kinh, cang khong
phdi vi tién, ma béi vi 6ng yéu nhing tac phdm ctiia minh va
nhitng chang trai cia minh.

C6 1& cac ban khong c6 nhitng dong luc thuc day nhu vay,
song cac ban sé khong thé nao tao ra bat ky cai gi c6 gia tri
lau dai trte phi cac ban muén tao ra né. biéu nay cling ap
dung dugc cho nhitng van dé mang tinh thuan tiy ca nhan
ciing nhu cho cac van dé thudc vé cong viéc.
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Khong phai 1a t6i dang kéu goi moi nguoi ci sudt doi ludi
nhac. Lam viéc 1a mot hoat dong ty nhién nham théa man
nhu cau bén trong con ngudi ching ta, nhu nhitng ngudi that
nghiép, huvu tri va nhitng ai dot ngét giau lén sém nhan ra
diéu d6. Mdi ngudi co6 mot nhip séng riéng, mot sy can doi toi
wu gitta cong viéc va vui choi, va hau hét con nguodi cé thé
nhan biét mot cach truc giac khi nao ho qua luoi hoac qua
siéng nang. Cai hay nhat ctia Kiéu Tu duy 80/20 1a n6 khuyén
khich ngudi ta theo dudi nhiing hoat dong mang lai gia tri
hoac sy théa man cao trong nhitng Itic lam viéc hoac vui choi,
cht khong phai wiit bd cong viéc dé vui choi. Nhung t6i nghi
rang hau hét chung ta c¢6 gang qua stic vao nhing viéc sai
lam. Thé gidi ngay nay sé huéng duoc nhiéu loi ich hon néu
mot lugng cong viéc it hon c6 thé dan dén viéc tao ra nhiéu
hon luong san pham tri tué va sang tao. Néu viéc tang khdi
luong cong viéc 1én nhiéu 1a co 1gi cho s6 20% nguoi nhan roi
trong chung ta thi viéc gidm manh khéi lugng cong viéc sé co
1gi cho s6 20% nhitng ngwoi lam viéc cat lyc. Va hanh dong ac-
bit nhu thé sé& c6 lgi cho xa hoi & ca hai phuwong dién. Khoi
luong cong viéc kém quan trong hon nhiéu so véi chat luong
cda cong viéc, va chat luong coéng viéc phu thudc vao su tu
dinh hudng.

Hdy gidi thodt minh khoi nhitng nghia vu do nguoi
khdc ap dat
C6 thé du doan mot cach kha chac chin rang 80% luong
thoi gian bd ra mang lai cho ching ta 20% két qua, va 80%
khoi lugng cong viéc 1a do nguoi khac ép budc ching ta lam.
Chung ta ngay cang thay ré rang y tuwdng lam viéc tryc tiép
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cho ngudi khac, c6 mét viéc lam 6n dinh nhung lai chang c6
bao nhiéu quyén tw chd chi 1a mot giai doan tam thoi (dau
rang c6 thé kéo dai dén hai thé ky) trong lich st cta viéc lam.
Cho du ban lam viéc cho mot tap doan 16n, ban van nén nghi
rang dang lam viéc doc 1ap, cho chinh minh du ban nam
trong s6 luwong cda Tong cong ty Monolith.

Nguyén 1y 80/20 thuong xuyén cho thay rang s6 20% ngudi
gat hai nhiéu thanh cong nhat hodac la lam viéc cho chinh ban
than ho hoac lam viéc cit nhw la mdt ca nhan doc lap.

Y tudng nay c6 thé ap dung vao nhing linh vuc ngoai cong
viéc. Rat khé ma tan dung thoi gian cda minh cho tot néu nhu
ban khong kiém soat duogc thoi gian. (Thuc té thi cho du ban
c6 kiém soat dugc thoi gian di nia thi ciing khé ma tan dung
n6é mot cach hitu hiéu vi khoi 6c cda ban bi giam ham béi mac
cam toi 161, bdi quy udc va nhing y kién vé nhitng viéc ban
can phai lJam t bén ngoai ap dat vao - song it ra thi ban co
dugc co hoi gidm nhitng rao cdn nay dén mic dang ké.)

Ban khong thé, va tham chi khong nén, lam theo 16i khuyén
cua toi mot cach qua da. Ban luén c6 nhitng nghia vu doéi véi
ngudi khac va nhing nghia vu ay c6 thé cuc ky cé ich cho
phia ban. Ngay cd nha doanh nghiép ciing thuc su khong
phai 1a doc lap hoan toan, khong c6 trach nhiém nao déi véi
ai. Nha doanh nghiép luén c6 déi tac, nhan vién, nhiing nguoi
lién minh va m6t mang ludi quan hé. Nha doanh nghiép khong
thé mong dgi gi tt ho néu nha doanh nghiép khong lam cai
gl do cho ho. Mau chot 1a phai biét chon déi tac va nghia vu
cda minh mét cach c6 chon loc va can trong.
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Hdy sw dung thoi gian cua minh mot cdch lap di,
khac nguoi

Ban kho c6 thé st dung cai 20% quy gia nhat ctia thoi gian
minh ¢6 dé trd thanh mot ngudi linh gidi, dé lam nhing céi
ma nguoi khac mong dgi & ban, dé tham du nhi*tng cudc hop
ma moi ngudi gid dinh ban phai c6 mat, dé lam nhiing viéc
ma nhi*ng ngudi cung trang lta lam hodc lam dung theo nhiing
quy wdc cda xa hoi doi véi vai tro ma ban dang c6. Thuc chat,
ban nén dat van dé liéu nhing diéu trén cé can thiét hay
khong.

Ban sé khong thé nao thoat ra khéi cai vong 80/20 - cai
tinh trang la 80% lugng thoi gian dugc dung vao nhitng hoat
dong khong quan trong - bang cach ap dung nhitng giai phap
va cach hanh xt theo quy udc.

Mot bai tap tot 1a hay tim ra nhitng cach lap di hay khac
thuwong ma ban c6 thé st dung thoi gian cia minh: Ban c6 thé
di léch cai chuan dén muic nao ma khong bi loai ra khéi gisi
cda minh. Khong phai tat cd nhing cach st dung thoi gian
khac nguoi déu lam tang hiéu qud lam viéc cda ban, nhung
c6 moOt vai cach hodc chi it 1a ciing c6 mot cach co thé giup
ban lam duwoc diéu d6. Hay hinh dung ra nhiéu kich ban va
chon cai kich ban c6 thé cho ban nhiéu thoi gian nhat dé dung
vao nhitng hoat dong co gia tri cao ma ban thich.

Trong s6 nhiing nguoi ban quen biét, ai 1a ngudi vira lap di
vira lam viéc c6 hiéu qua? Hay tim xem ho st dung thoi gian
nhu thé nao va cach st dung thoi gian cda ho khac véi cach
chuan nhu thé nao. C6 thé ban cting mu6n bat chudc mot s6
viéc ma ho lam va tranh lam.



Hdy nhan dién cai 20% co thé cho ban 80% gia tri

C6 thé 1/5 lwong thoi gian cda ban mang dén cho ban 4/5
két qud hay thanh tyu va 4/5 niém hanh phuc c6 duge. Vi do
c6 thé khong phai 1a cung 1/5 nguyén nhan (mic du thong
thuong cé su trung khép 16n), van dé dau tién can lam la hay
xac dinh r6 xem muc tiéu cda ban la nham dat dugc thanh
tyu hay hanh phuc. Téi dé nghi cac ban nén nhin hai muc tiéu
nay mot cach riéng biét.

DP6i véi hanh phuc, hady nhan dién nhitng khodng thoi gian
hanh phiic, nhitng khodng thoi gian ngan, hoac vai ba nam,
da gop phan tao ra phan l6n niém hanh phic ma ban c6
duge. Hay lay mot to giay trdng va viét 1én dau trang dong
chit “Nhitng khodng thoi gian hanh phuc” va c6 liét ké ra hét
nhting khodng thoi gian ma ban c6 thé nhé dugc. Va sau do
c6 suy ra xem giita tat cd nhitng khodng thoi gian ay hodac
gitta mot s6 khodng thoi gian ay cé diém gi giong nhau.

Lap lai cach lam trén cho nhing khodng thoi gian khong
hanh phtic. Nhitng khoang thoi gian nay thong thuong khong
chiém dén 80% thoi gian clia ban vi (ddi v6i hau hét moi
nguoi) luén c6 mot khoang thoi gian 1én khong han 1a hanh
phuc, ciing khong hin 1a khong hanh phuc. Tuy nhién, diéu
quan trong la phai nhan dién cho dugc nhitng nguyén nhan
quan trong nhat gay ra tinh trang khong hanh phtc va nhitng
diém chung gitta nhiing nguyén nhan Ay.

Lap lai toan bo cach lam trén cho sy thanh dat. Nhan dién
nhing khoang thoi gian thanh dat: nhitng khoang thoi gian
ngan ma ban dat dugc cao hon nhiéu so véi nhitng khoang
thoi gian con lai trong tuan, thang, nam hay ca doi minh. Ghi
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trén dau trang gidy dong chit “Nhitng khodng thoi gian thanh
dat” va c liét ké ra hét nhimg khodng thoi gian thanh dat ma
minh cé thé nhg duge, va néu duge duyét qua ca doi minh.

Hay c6 xac dinh nhitng dac diém chung cda nhiing khodng
thoi gian thanh dat. Trudc khi két thuc viéc phan tich, c6 18
ban cliing nén xem qua bang liét ké 10 cach st dung thdi gian
cho gia tri cao nhat & trang 263. Day la bang liét ké duc két
to kinh nghiém ctia nhiéu ngudi va c6 thé ggi nhé cho ban
chut gi do.

Liét ké riéng ra nhitng khoang thoi gian khong thanh dat
cda ban. D6 1a nhitng khodng thoi gian té liét nhat, tao ra gia
tri thap nhat. Bang liét ké muoi cach st dung thoi gian tao ra
gia tri thap nhat & trang 263 c6 thé giup ich cho ban. Clng
nhu vay, gitta chung c6 dic diém gi chung?

Bay gi¢ hdy ci theo thé ma hanh dong.

Hady tang luong 20% thoi gian tao ra cho ban 80%
gia tri

Khi ban da xac dinh dugc nhitng khoang thoi gian hanh
phuc va thanh dat, c6 1é ban mudén bd thém thdi gian vao
nhi*tng hoat dong d6 hay nhiing hoat dong tuong tu.

Khi t6i gidi thich y twdéng nay, mot sé6 nguoi cho rang trong
lap luan cda toi c6 mot nhuge diém vi bd thém thdi gian vao
nhitng hoat dong & 20% dau danh sach co gia tri cao co thé
lam gidm di két quéa thu dugce. B8 ra lugng thoi gian gap doi
vao 20% hoat dong c6 gia tri cao co thé khong dua dén 80%
két qud, c6 1& chi 1a 40, 50, 60 va 70% ma thoi.

Téi 6 hai cau trd 10i cho diém nay. Th nhat, vi chung ta
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khong thé (tai bat ky thoi diém nao) do dém hanh phuc va
muc do hiéu qua bang mot phuwong cach tiém chinh xac, rat
c6 thé nhitng nguoi phé binh da noéi ding trong mot s6 truong
hop. Nhung thé thi da sao? Van sé c6 mot sy gia ting dang
ké vé nhiing cai rat t6t dep co ma.

Nhung cau tra 10i thtt hai cda t6i 1a t6i cho rang néi chung
nhting ngudi phé binh da khong ding. Dé nghi cda t6i khong
phai la ban lap lai rdp khudén nhiing gi ma hom nay ban dang
lam trong cai 20% tao ra 80% két quad. Muc dich cda viéc xac
dinh nhitng dic diém chung cda nhing khodng thdi gian hanh
phtic va nhitng khoadng thoi gian thanh dat 1a nham tach biét
ra mot cai gi do co ban hon la cai da thyc sy xay ra: D6 chinh
1a tach biét ra cai ma ban dugc troi phu cho nang khiéu dé
lam t6t nhat.

RAt c6 thé c6 nhiing viéc ban can phai lam (dé bién thanh
hién thuc nhitng hanh phtic, thanh ¢éng tiém tang cda minh)
ma ban chi mdi bat tay vao lam, va ¢ ching muic nao do, chua
duwoc hoan hdo, hoac tham chi ban chua hé bat tay vao lam.
Vi dy, Dick Francis trudéc day la mot tay dua ngua vugt rao
tuyét voi nhung khong hé viét vé bi quyét cda lan dua dau
tien cho dén khi 6ng ta da gan 40 tudi. Gio day, thanh cong,
tién tai, va c6 1é cd su thda man ca nhan c6 duoc t viéc viét
sach con vugt xa hon ca nhitng cai ma 6ng c6 dugc ti viéc
dua ngua. Richard Adams la moOt cong chitc nha nudc bac
trung, ¢ do tudi trung nién, khong man nguyén véi cudc song
trudc khi 6ng viét quyén sach ban chay nhat mang tya dé
Watership Down.

Chéang c6 gi la khi viéc phan tich nhing khoang thdi gian
hanh phuc va thanh dat mang dén cho chung ta cai nhin thau
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dao vé nhing viéc ma ca nhan c6 thé thyc hién t6t nhat, va
vé nhitng gi tét nhat cho ca nhan, giip cho ca nhan c6 thé bé
thoi gian vao viéc thyc hién nhing hoat dong hoan toan mdi
mé c6 ty 1é thanh qud/thoi gian cao hon so v6i bat ky viéc gi
ma ho lam trudc day. Do dé, cé thé c6 khd nang két qua sé
tang 1én, cting c6 thé gidm xudéng. Thuc chat, mot diéu ma ban
nén suy xét cho that can ké la thay doi nghé nghiép va/hoac
16i séng cda minh.

Muc tiéu co ban cda ban, sau khi da xac dinh dugc nhing
hoat dong cu thé va chung chung chi chiém 20% thoi gian
nhung lai tao ra 80% hanh phuc va thanh qua, la phai tang
Iugng 20% thoi gian va nhing hoat dong ay hoac nhitng hoat
dong tuong tu dén muc cé thé.

Mot muc tiéu ngan han, thuong c6 thé dat téi, 1a quyét tam
day 20% thoi gian dung vao cac hoat dong cho gia tri cao lén
40% trong vong mot nam. Chi riéng hanh dong nay c6 thé
tdng “ndng suat” cda ban lén tt 60 dén 80%. (Gid day ban c6
hai mang 80% san lugng tit hai mang 20% thoi gian, do do
tong san lugng sé 1a 100 dén 160 cho du ban got bd hét tat
cd 20% thoi gian t nhing hoat dong tao gia tri thap trong
viec danh ra thém mot phan thoi gian cho nhitng hoat dong
cO gia tri cao!)

Ly tuéng nhat 1a tang lugng thoi gian dung vao cac hoat
dong tao giad tri cao lén 20-100%. Piéu nay chi c6 thé xay ra
bang cach doi nghé va 16i song cia minh. Néu la nhu vay, hay
lén mot ké hoach, c6 thoi han r6 rang, cho viéc thyc hién
nhtng thay doi nay.



Loai b6 hodc giam bét nhiing hoat dong
tao gid tri thdp

Doi voi 80% hoat dong chi mang dén cho ban 20% két qua,
ly twdng nhat 1a loai bd ching ra. C6 thé ban can phai thuc
hién diéu do trudce khi phan b6 nhiéu thoi gian hon cho nhing
hoat dong tao gia tri cao (mac du ngudi ta thuong nhan thay
rang don thém thdi gian vao nhiing hoat dong tao gia tri cao
1a cach hiéu qua nhat dé budc ho dep bé nhiing hoat dong tao
gia tri thap, mat thoi gian).

Phan tng dau tién khi nghe phat biéu trén thuong la cho
rang chang c6 may co-hoi dé co-thé tron khéi nhitng hoat
dong c6 gia tri thap. Nhitng hoat dong ay duoc xem la mot
phan khong thé tranh khdi clia-nhing bon phan trong cong
viéc, trong xa hoi va trong gia dinh. Néu ban nhan thay minh
c6 suy nghi nhu thé thi hdy suy nghi lai.

Thong thuong trong tinh hudéng hién tai cda cac ban luon
c6 nhiéu co hoi cho cac ban thuc hién nhitng viéc lam cia
minh theo mot cach hoan toan khac. Hay nhé 16i khuyén néu
trén: hay khac ngudi va lap di trong viéc st dung thoi gian.
Dung c6 “ai sao tui dzay”.

Hay thd duong 16i hanh dong maéi va xem diéu gi xay ra. Do
nhitng hoat dong ma ban muon loai bd ra chéng €O gia tri gi
nhiéu, c6 thé nguoi ta sé khong phat hién dugc khi ban ngung
nhitng hoat déong do. Cho du ho c6 phat hién duge di nita, ho
cing chéng mang buodc ban lam nhing hoat dong do néu ho
c6 thé thay rang diéu d6 lam ho phdi tén nhiéu coéng stc.

Tuy nhién néu viéc loai bd nhitng hoat dong gia tri thap
that su doi hdi mot su thay déi tinh huéng mot cach triét dé
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- mot viéc lam mdi, nhitng ngudi ban mdi, tham chi mot 16i
song moi hay mot ban ddoi méi - hdy vach ra mot ké hoach dé
thuc hién nhing thay dei mong muon. Bang khong, ban sé
chzzmg bao gio ¢6 duge kha nang dat dugc thanh cong va hanh
phuc.

Bon vi du vé cach st dung thdi gian
mot cach lap di, c6 hiéu qua

Vi du dau tién la ong William Ewart Gladstone, mot chinh
khach thudc Dang Tu do & Anh thdi ky Victoria, ngudi bon lan
dugc bau lam thd tuéng. Ong Gladstone 1ap di ¢ nhiéu phuong
dién, dac biét 1a nhitng nd luc bat thanh ctia 6ng nham ciu
v6t nhitng “phu n sa nga” khoi nan mai dam va nhing con
ty hanh xac khong phai hoan toan khong c6 lién quan, nhung
0 day chung ta sé tap trung chu y vao cai lap di trong cach
st dung thdi gian cida ong.

Ong Gladstone khong bi tréi budc béi nhitng trach nhiém
chinh tri cia minh, hay néi ding hon la 6ng dam nhiém rat
hiéu qud nhitng nghia vu ay vi 6ng st dung tuy thich thoi
gian cda minh bang nhiéu cach khac nhau. Ong la mot nguoi
ghién du lich, ca trong lanh thé Anh va & nudc ngoai, thuong
thi 6ng hay sang Phap, Y hay Puc vi chuyén riéng khi 6ng lam
Thu tudng.

Ong ta thich san khau kich nghé, theo duéi nhiéu cudc tinh
(c6 thé hau nhu chac chin 1a khong cé su chung dung xac
thit) véi phu nt, doc sach nhu dién (20.000 quyén trong sudt
cuoc doi 6ng), doc nhitng dién van dai khong thé tudng tugng
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néi trong Ha vién (ma du qua dai van rat thu hit nguoi nghe)
va gan nhu 1a nguoi phat minh ra tro van doéng bau cd hién
dai ma ong theo duoi mot cach hao hite va thich thu. Bat ci
khi ndo 6ng cdm thay hoi khong dugc khée thi 6ng 1én giwong
nam it nhat 1a ca ngay chi dé doc sach va suy nghi. Sy hiéu
qua va nang Iyc chinh tri cda 6ng c6 dugc la do cach st dung
thoi gian khac nguoi cua oOng.

Trong s nhitng vi thd twéng sau nay ctia nuéc Anh chi cé
Lloyd George, Churchill va Thatcher la c6 gi dé sanh dugc voi
ong vé cach st dung thdi gian khac ngudi, va ca ba vi dé cing
dat dugc hiéu qua khac thudng.

Nhitng vi du khac vé viéc quan ly thoi gian khong giong ai
duoc 1ay tw gidi tw van quan 1y bdo thd. Ai ciing biét rang
nhting nha tu van phdi lam viéc nhu dién sudt nhiéu gid. Ba
nhan vat toi dua ra day, tt cd toi déu biét rat ré, pha vd hét
moi quy uwdc. Va c¢d ba ngudi ho déu thanh cong mot cach
ngoan muc.

Nguoi dau tién, toi xin goi 1a Fred, kiém dugc hang chuc
triéu do-la nho hanh nghé tw van. Anh ta chua bao gid chiu
bd cong di hoc tai mot truong doanh thwong, nhung lai 1ap ra
dugc mot cong ty tu van rat 16n va thanh dat, & d6 hau nhu
moi nguoi khac déu lam viéc 70 gid hodc hon trong mot tuan.
Fred thinh thodng ghé qua co quan va méi thang mét lan chd
tri nhting cudc hop ma nhitng nguoi hun von ti khdp noi trén
thé gigi bat budc phadi quy tu vé tham duy. Tuy nhién, Fred
thich bd thdi gian ra dé choi quan vot va dé suy nghi hon.
biéu khién cong ty voi mot ban tay sat nhung khong bao gid
anh ta lén tiéng. Fred kiém soat moi chuyén thong qua nam
thuoc cap chud chét cia minh.
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Nguoi tht hai, xin goi la Randy, la mo0t trong nam nguoi
thuoc cap ay. Ngoai trtt nguoi sang l1ap cong ty, anh ta hau
nhu la mot biét 1é trong cai van hoa nghién cong viéc cia cong
ty. Anh ta dugc ctd di cong tac & mot dat nudc xa xoi, noi anh
ta diéu hanh mot van phong an nén lam ra va phat trién
nhanh chéng, ¢6 doi ngi nhan vién lam viéc cuc ky cham chi,
phan 16n 1a nguoi nha cda anh. Khong ai biét Randy st dung
thoi gian cda minh nhu thé nao hoac lam viéc it gid dén nmuic
nao, nhung anh ta cuyc ky nhan nha. Randy chi tham du
nhitng cudc hop quan trong nhat véi khach hang, giao tat ca
nhitng cong viéc con lai cho nhitng ngudi hun vén véi ong va
néu can anh sé nghi ra nhitng 1y do ky quéc nhat cho sy vang
mat cda minh.

Mac du la Trudng van phong, Randy khong quan tam chuit
gl vé cac van dé diéu hanh. Anh don hét siic lyc cda minh vao
viéc lam tang doanh thu véi nhitng khach hang quan trong
nhat roi b tri b may dé thuc hién viéc ay véi lugng cong stic
bd ra thap nhat. Randy chuwa bao gid c¢6 hon ba viéc wu tién
can lam va thuong chi c6 mot ma théi. Tat ca nhitng cong viéc
khac dugc giao han cho ban diéu hanh. Randy 1a ngudi ma ai
lam cho anh ta cling cdm thady buc boi dén mmic khong chiu
noi, nhung anh ta lai 1a ngudi lam viéc hiéu qua dang kham
phuc.

Nguoi sit dung thoi gian khong giéng ai thit ba va cudi cung
1a mot ngudi ban va ciing 1a ngudi hun vén véi t6i. Ching ta
ctt goi anh ta la Jim. Ky niém khong bao gid phai nhoa cua toi
vé Jim la khi ching t6i cing lap ra mot van phong nhé cung
v6i mot nhém dong nghiép khac. Van phong thi chat cing
nguoi va hoat dong nhu dién cudng: nguoi ta néi chuyén trén
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dién thoai, h6i ha lam cho xong nhiing bai thuyét trinh, ding
tt phia bén nay van phong goi 16n sang bén kia.

Nhung con Jim thi ct mot minh lang Ié, tram tinh, gan chat
doi méat vao td lich suy nghi xem phai lam nhtng gi. Chdc
chdc, anh lai dwa mot vai dong nghiép sang mot cin phong
yén tinh va gidi thich cho ho nhitng gi anh ta muén ho phai
lam: khong phai chi mot lan, hai 1an ma dén ba lan va r6 dén
ting chi tiét mot. Sau doé Jim bat ho lap lai cho anh ta nghe
nhing gi sé phai lam. Jim 1a tip ngudi cham chap, ué oai,
trong ctt nhu sap chét dén noi. Nhung anh ta 1a mot lanh dao
tai ba. Anh ta don hét thoi gian cda minh vao viéc tim ra
nhiém vu nao mang lai gia tri cao va ai nén thuc hién nhing
nhiém vu 4y, va rdi ddm bao nhiing nhiém vu ay phai duoc
hoan thanh.

Muoi cach su dung thoi gian
tao gia tri thap nhat

Ban c6 thé chi bé thoi gian vao nhitng hoat dong c6 gia tri
cao (nham c6 dugc thanh qud hodac sy thich thi) néu nhu ban
da t bd nhing hoat doéng c6 gia tri thap. J phan trén t6i c6
moi cac ban thit nhan dién nhitng khoang thdi gian tao gia tri
thap. Pé kiém tra cho chac 1a ban khong bd so6t mot sé hoat
dong, Hinh 38 liét ké 10 hoat dong phd bién nhat.

Hay manh tay cat b nhiing hoat dong nay. Trong bat ky
tinh hudng nao ciing dimg cho ai qua nhiéu thoi gian cda
minh. Nhung trén hét, dung lam mot diéu gi do chi vi nguoi
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khac yéu cau, hay béi vi ban nhan mot cu dién thoai hay mot
cai fax. Hay lam theo 10i khuyén cida ba Nancy Reagan (trong
mot tinh hudng khac) va C¢ N6i Khong! - hodc xt Iy van dé
theo kifu ma ngai George Brown goi la “ctt phot 1o han di”.

Nhiing viéc ngudi khac mudn ban lam

Nhitng viéc ma xua nay ngudi ta van lam nhu vay

Nhing viec ma ban thuong lam khong tot

Nhing viec ma ban khong thich lam

Nhing viéc ma lic nao ciing bi lam gian doan

Nhirng viéc ma nhiing ngudi khac chéng may ai quan tam

No ok =

Nhiing viéc ma thoi gian thuc hién méat hon gap doi so voi

mong doi ban dau

8. Nhitng viec ma trong dé nhiing ngudi phoi hop véi ban khong
dang tin cay hoac khéng co6 nang luc

9. Nhing viéc co chu ky Iap di lap lai co thé doan trudc duoc

10.Tra loi dién thoai

Hinh 38 10 cach st dung thoi gian tao gia tri thap nhat

Mudi cach st dung thoi gian
tao gia tri cao nhat

Hinh 39 liét ké cho chung ta 10 hoat dong ngugc lai.

1. Nhing viéc co thé giup ban mau dat duoc muc dich chung
trong cudc doi minh
2. Nhiing viéc ma trudc gio ban van muén lam



3. Nhing viéc da co sén ty 1& 20/80 giita thoi gian va két qua

4. Nhitng cach lam méi hira hen cat giam duoc thoi luong thuc
hién va/hodc lam tang chat luong cla két qua

5. Nhitng viéc ma nguoi khac bao ban khong duoc lam

6. Nhitng viec ma nguoi khac da thuc hién thanh cong & mot linh
vuc khac

7. Nhitng viéc can dung dén kha ning sang tao clia ban

8. Nhing viéc ma ban cé thé nhd nguoi khac lam gitp minh ma
chi t6n mot luong codng stc twong doi it di vé phia ban

9. Bat cur viec gi néu co nhitng ngudi phdi hop chat luong cao,
nhiing ngudi da vuot qua duoc cai quy luat 80/20 va st dung
thoi gian mot cachkhac nguoiva co hiéu qua

10. Nhiing viéc ma co hdi chi-co mot lan — hodc bay gio hoac
khong bao gio

Hinh 39 10 cach st dung thoi gian tao gia tri cao nhat

Khi can nhac vé cach si dung thoi gian, hay dat ra hai cau
hai:
» Cach stt dung nhu thé c6 khac ngusi khong?
» Cach stt dung nhu thé c6 hita hen lam tang hiéu qua khong?

Cach mang thdi gian
c6 kha thi khong?

Nhiéu nguoi trong s6 cac ban c6 thé cdm thay rang phan
16n nhitng 16i khuyén cda t6i qua la cach mang va la nhiing
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chuyén vién vong doi vaoi truong hgp cda cac ban. Nhing
nhan xét, phé binh ma t6i nhan dugc la:

» T6i khong thé chon cho minh cach si dung thoi gian nhu
thé nao. Sep t6i khong cho phép to6i lam vay.

» Toi sé phai déi viéc 1am mdi méi c6 thé lam theo 16i khuyén
cla anh va toi khong dd can ddm dé mao hiém nhu vay.

» Loi khuyén nay rat tét cho nhitng ngudi giau c6, nhung don
gian la t6i khong c6 dugc mmic do tu do do.

» Lam theo 16i anh chédc la toi danh phdi ly di nha t6i thoi!

» Mong wdc cua t6i la lam sao tang hiéu qua cia minh lén
25%, chit khong phéi 250%. Don 1a t6i khong tin diéu do6 c6
thé lam dugc.

» Néu dé nhu anh néi thi moi ngudi da lam nhu thé roi.

Néu nhu ban cing néi ra nhitng dieu
nhu thé thi cach mang thoi gian c6 1€
khong phai la cai danh cho ban

Toi c6 thé téom lugc (hodc chi it 1a ché giéu) nhitng phan hoi
trén nhu sau: “T6i khong phai 1a nguoi cap tién, ndi gi dén
cach mang, thoi dé toi yén di. Vé co ban t6i cdm thay hai long
vé nhing chan troi hién c6 cda t6i”. Noi thé thi cling phai.
Cach mang la cach mang. Cach mang lam cho ta cam thay
khong thodi mai, lam cho ta dau khé va gay ra nhiéu hiém
nguy. Trude khi bat tay vao lam cach mang, hay y thuc rang
cach mang ludn c6 nhitng rdi ro 16n va sé dua ban dén nhitng
ving xa la, chua ting cé trén ban do.
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Nhitng ai muén lam mot cudc cach mang thdi gian can phai
noéi két qua khw, hién tai va tuong lai lai v6i nhau, nhu da goi
y & phan trén & Hinh 37. Pdng sau van dé phan bo lai thoi
gian 1a mot van dé con co ban hon vé nhitng gi ching ta
mudn c6 duge tr cude séng cliia minh.
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Bao gio-ban ciing
c6 thé dat duoc
nhitng gi minh muén

Nhitng viéc quan trong nhat
Nhat thiét khong thé dé bi chi phdi bdi nhitng viéc
kém quan trong nhat.

Johann Wolfgang von Goethe

Héy suy nghi xem ban muén c6 dugc cai gi t cudc
song. Theo cach noi cda nhitng ndm 1980 la hay
nham dén muc tiéu ‘c6 dugc tat cd’. Tat cd nhing gi ban
mudn phai thudc vé ban: loai cong viéc ban muén, nhitng moi
quan hé ban can, nhitng kich thich mang tinh tham my, tri
tué va xa hoi mang dén cho ban niém hanh phtc va su thdéa
man, tién cda ma ban can cé dé c6 dugce 16i song phu hop véi

80
20



ban, va bat ky yéu cau nao ma ban cé thé cé (ciing cé thé
khong c6) dé dat duoc thanh twu hay dé phuc vu cho nguoi
khac. Néu ban khong nham dén nhtng muc tiéu ay, ban sé
khong bao gid c6 duge tat cd. Nhdm muc tiéu vao dé doi hoi
ban phai biét r6 nhitng gi minh mudn.

Hau hét chung ta khong tim ra nhitng gi minh mudn. Va do
vay hau hét chuing ta cudi cung roi phadi song nhing cuodc
song khong nhu ¥ muén. C6 thé chiing ta c6 viéc lJam phu hop
nhung lai c6 nhitng moi quan hé sai lam, hodc nguoc lai.
Chung ta c6 thé ra stc kiém tién va gat hai thanh qua dé roi
sau khi dat dugc muc dich méi thdy rang chién thing chang
cO0 y nghia gi.

Nguyén 1y 80/20 ghi nhan tinh trang dang tiéc nay. 20%
nhing viéc chung ta lam dan dén 80% két qua, nhung nguoc
lai 80% nhitng gi ching ta lam din dén chi 20% két qua.
Chung ta dang lang phi 80% cong stc cia minh vao nhing
két qua c6 gia tri thap. 20% thdi gian ching ta bd ra dan dén
80% nhing gi chung ta quy trong; 80% thoi gian chung ta
hoan toan mat trang vao nhing viéc lam chang c6 1a bao gia
tri d6i v6i ching ta. 20% thoi gian cda ching ta mang dén cho
chung ta 80% hanh phuc, va 80% thoi gian Chéng tao ra duagc
bao nhiéu hanh phuc.

Tuy nhién, Nguyén ly 80/20 khong phai Iic nao ciing ap
dung dugc, va cliing chéng can ap dung. Nguyén 1y nay chi c6
tac dung nhu mot cong cu chan doan, dé chi ra mot tinh trang
lang phi va khong théa dang. Ching ta can phdi lam mat tac
dung cua nguyén ly nay, hay chi it la nang né 1én mdt binh
dién cao hon dé ching ta c6 dugc nhiéu hanh phic hon va
lam viéc hiéu qua hon. Hay nhd 1oi hita ma Nguyén ly 80/20
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da dwa ra: néu ching ta lvu y dén nhtng gi né mach cho
ching ta thi ching ta c6 thé lam viéc it hon, dat dugc nhiéu
thanh qud hon va huéng thu dugc nhiéu hon.

DE lam duoc viéc nay, ching ta can phai xuat phat véi mot
cai nhin toan dién vé nhiing gi minh muén. D6 chinh 1a noi
dung ctia chuong nay. Cac Chuwong 12, 13 val4 lan luot ban
chi tiét hon vé mot sd yéu t6 nhuw cac mdi quan hé, nghée
nghiép va tién cda trudc khi chung ta chuyén sang Chuong 15
dé ban vé muc tiéu t6i thwong: hanh phuc.

Bat dau tw 16i song

Ban c6 thich cudc song cda minh khéng? Khong phai 1a mot
phan nao d6 ma phai phan 16n kia: it nhat 1a 80%? Va du ban
c6 thich hay khong di ntta, hay dat cau héi: Co6 16i séng nao
khac phu hgp hon véi ban than minh khong? Hay ty hoi:

» (Nhitng) nguoi minh dang chung séng c6 phu hop chua?

» Noi minh dang song c6 phu hop chua?

» Thoi lugng lam viéc hién nay la vita phai chwa, c6 phu hgp
v6i nhip do lam viéc/vui choi ly tuéng cia minh khong, va
c6 phu hop véi nhu cau cda gia dinh va xa hoi khong?

» Minh c6 cdm thdy minh ndm quyén kiém soat ban than
khong?

» Minh c6 thé tap thé duc hay tap thién nhtng lic minh
mudn khong?

» C6 phai minh gan nhu ic ndo ciing cdm thay thdéa mai, dé
chiu v6i moi truong xung quanh khong?
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» L6i song cda minh c6 tao diéu kién dé dang cho minh sang
tao va phat huy hét tiém nang cda minh khong?

» Minh c6 day du tién cda khéng, va cong viéc ciia minh c6
dwoc bo tri hgp 1y d€ minh khong phai lo au vé ching
khong?

» L6i song cda minh c6 tao diéu kién cho minh c6 dugc nhitng
déng goép nhu minh mong muén dé lam giau hon cudc soéng
cda nhitng ngudi minh muén gitp d6?

» Mitc d§ thuong xuyén gap gd ban bé nhu vay la du chuwa?

» Mitic do thuong xuyén di lai trong cudc séong cd phu hop,
khong qua nhiéu hay qua it khong?

» Minh c6 tat cd moi cdi-minh can ngay tai day khong: Minh
da c6 dugce tat ca chua?

Con-cong viéc thi sao?

Cong viéc 1a mot phan chinh yéu cda cudc séng, mot thi
ma chung ta khong nén lam quéa nhiéu hay qué it. Hau hét ai
ai cling can lam viéc, cho du c6 dugc trd luwong hay khong.
Hau nhu tat cd moi nguoi khong ai muén dé cong viéc lan at
cudc séng cda minh, cho du ho c6 cho rang minh thich cong
viec dén mic nao di nita. Thoi lugng lam viéc khong nén bi
quy dinh béi quy wdc xa hoi. Nguyén 1y 80/20 c6 thé cho ta
mot thudce do hiéu qua va mot cach hay dé biét rang minh nén
lam thém hay gidm bét gio lam. D6 1a nghé thuat ac-bit: Néu
quan binh ban cam thay vui swéng khi khong lam viéc hon la
Itic lIam viéc thi ban nén lam viéc it lai va/hoac thay doi cong
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viéc cda minh. Con néu quan binh ban cam thay hanh phuc
khi lam viéc hon lic khong lam viéc thi ban nén lam viéc nhiéu
hon va/hoac thay doi cudc séng ngoai cong viéc cia minh. Chi
khi nao ban cdm thay khi lam viéc va khi khong lam viéc déu
hanh phuc nhu nhau, va chi khi ban cdm thay hanh phuc
trong 20% khoang thoi gian lam viéc va 80% khoang thoi gian
ngoai cong viéc thi khi d6 ban méi thyc sy da ac-bit dung.
Nhiéu nguoi khong thich cong viéc cda ho lam. Ho khong
cdm thay cong viéc chinh 1a cudc séng ctia ho, ma cdm thay
1a minh ‘phai’ lJam cdéng viéc ay bdi vi né dem lai cho ho mot
phuong ké sinh nhai. C6 18 ban ciing biét c6 ngudi mac du kho
ma c6 thé ndi rang ho khong thich cong viéc cda minh van
cdm thay c6 mot thai do nudc doi vé cong viéc cia minh. C6
lic ho cdm thay thich céng viéc cia minh, hay ho thich mot
phan nao dé cia cong viéc. Co Iuc ho hoan toan khong thich
cong viéc cda minh, hay ho khong thich mdt phan nao doé cda
cong viéc. Nhieu nguoi, c6 1é 1a hau hét nhiing nguoi ban biét
udc mudén minh dugc lam mét cong viéc gi khac, néu nhu ho
dugc trd muc lwong ngang bang vdi cong viéc hién thoi.

Nghé nghiép khéng phdi la mot mdng riéng biét

Cai nghé ma ban va/hoac déi tac theo dudi can phai duoc
nhin dudi giac do chat lwong tong thé cda cudc séng ma nghé
dy mang lai: noi ban sinh song, thoi gian & bén nhau va bén
ban bé, sy théa man ma ban thuc sy c6 duge tir cong viéc, va
liéu thu nhap sau thué cda minh c6 dd cho 16i séng dé khong.

C6 1é ban c6 nhiéu lya chon hon 1a ban nghi. Nghé nghiép
hién thoi ctia ban c6 thé 1a phu hop va ban c6 thé dung né
lam mitc chuan dé so sanh. Thé nhung hay suy nghi mot cach
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sang tao xem liéu minh c6 thé thich mot nghé hay mot 16i
song khac hon khong. Hay nghi ra nhiing lya chon khac nhau
cho 16i séng hién tai va tuong lai cda minh.

Hay xuat phat ti tién dé rang gitta cudc séng lam viéc va
nhitng cai ban thich ngoai cong viéc khong nhat thiét phai c6
sy xung dot. ‘Cong viéc’ co thé 1a nhiéu thit khac nhau, dac
biét 1a khi nganh céng nghiép gii tri hién nay chiém git mot
mang 16n trong nén kinh té. Ban c6 thé lam viéc trong mot linh
viec ma minh thich hoac tham chi bién sé& thich cia minh
thanh cong viéc lam an. Hay nhd rang su nhiét tinh c6 thé dan
dén thanh cong. Thong thuong thi chuing ta dé bién mot sé
thich thanh nghé cda minh hon 1a tré nén thich thd cong viéc
do nguoi khac ap dat.

Cho du ban lam gi di nita, hdy xac dinh ré6 muc t6i wu ma
ban muén dat t6i va xét no trong bdi canh chung ctia cudc
song ctia ban. Diéu nay noéi thi dé hon lam: théi quen kho
chita va tam quan trong cda 16i song rat dé bi lan at béi ap
luc cda 16i suy nghi thong thuong.

Vi du, khi t6i va hai dong nghiép thanh lap coéng ty tu van
quan ly vao nam 1983, chuing t6i y thic dugc nhing anh
huéng tiéu cuc doéi véi cudce song cda tinh trang lam viéc nhiéu
gid va di lai qua nhiéu ma trudc day ngudi chui chung toi yéu
cau. Do do, chung t6i quyét dinh dé ra mot ‘cach tiép can 16i
song toan dién’ trong cong ty chung téi va xem trong chat
lwong cudc song ngang bang v6i muic thu nhap. Thé nhung
khi cong viéc bat dau ao at kéo dén, cudi cung roi chung toi
cling lai 1am viéc 80 tiéng mdi tuan va, té hai hon ntta, ching
t6i con yéu cau cac chuyén vién tw van cda ching tdi cing
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phdi nhu thé (lic dau t6i khong hiéu mot chuyén vién tw van
trong that khé dau mudn néi gi khi anh ta buodc tdi toi va
nhitng nguoi dong sang lap cong ty da ‘hdy hoai cudc song
cda nguoi khac)). Trong viéc chay theo dong tién, cach tiép
can 16i séng toan dién da nhanh chéng bi tiéu tan.

Nghé nao lam cho ban cdm thdy hanh phiuc nhat?

Co6 phai toi dang kéu goi cac ban ‘rit lui’ khoi cudc tranh
gianh khoc liét? Khong nhat thiét phai 1a nhu vay. C6 1é ban
cdm thay hanh phtic nhat khi tham dv vao cudc tranh dua; c6
18, cling nhu t6i, vé cd ban ban cling 1a mot ké thich canh tranh.

TAat nhién ban can phai ndam ré minh thich lam cai gi, va co
gang dua sd thich d6 vao cong viéc cda minh. Tuy nhién, ‘cai’
ban lam chi 1a mét yéu td trong phuong trinh. Ban can phai
xét bdi cadnh cong viéc ma minh dang hoat dong va tam quan
trong cda sy thanh dat doi véi ban. it nhat thi nhitng yéu t6
do6 cling quan trong khong kém trong viéc xac dinh niém vui
trong cong viéc cia minh.

Ban can phai xac dinh ré6 xem minh ditng & dau trén hai
phuong dién:

» Ban c6 su thoi thic 16n mudn dat dugc thanh qua va thanh
cong trong nghé nghiép khong?

» Ban cdm thay vui suéng nhat khi lam cho mot t6 chuc, tu
dung ra lam an (“thuwong nhan tu doanh”) hay thué ngudi
khac lam viéc cho minh?

Hinh 40 thé hién suv chon lwa ay. O ndo miéu td ding nhat

vé ban?
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Cao
1 2 3
Mtrc do
nhu cau dat
thanh tuu
4 5 6
Thép

Thich lam viéc Thich lam chd  Thich thué mudn

trong cac tur doanh, ty quan va t6 chirc viéc

t6 chirc hon hon lam cho nguoi
khac hon

Hinh 40 Nghé nghiép va 16i song mong mué6n

Nhitng nguoi thuée O 1 cuc ky tham vong nhung thich lam
viéc trong moi trudng do ngudi khac bd tri hon. ‘Nguoi cda to
chitc’ nguyén mau cda thé ky XX thudc vé 6 ndy. SO nguoi
thuoc loai nay dang gidm di do cac t6 chic 16n hién nay thué
it nhan vién hon va do cac to chic 16n bi mat thi phan vao tay
nhing t6 chitc nhd hon (xu huwéng dau sé con tiép dién, xu
huéng sau c6 1é sé dung lai). Nhung néu mat cung cda nhing
vi tri &y dang gidm xudng thi mat cau cing gidm theo. Néu
ban thich loai cong viéc nay, hay nhin nhan thuc té ay va ci
theo dudi nguyén vong cda minh, cho du nguyén vong ay da
khong con hgp thoi. Cac to chitc 16n van tiép tuc cung cap co
cau va dia vi cho du ho khong con khd ning dam bdo cho
nhiing cong viéc ay.
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Nhtng nguoi thudc O 2 tiéu biéu 1a nhitng ngudi cé trinh do
chuyén mén muén dugc nhiing ngudi ngang cap nhin nhan
va mudn minh 1a ngudi gidi nhat trong linh vyc ctia minh. Ho
thich lam viéc doc 1ap va khong hoa nhap tot vao to chic, tri
phi t0 chitc (nhuw hau hét cac truong dai hoc) cuc ky dé dai.
Nguoi thudc loai nay can phai dam bao minh phai cang sém
cang tot trd thanh ngudi chu tw quan. Mot khi da 1a nguoi tu
doanh, tu quan, ho can phai chéng lai cam d6 thué ngudi
khac lam viéc cho minh, cho du lam vay c¢6 mang lai cho ho
nhiéu tién hon. Nguoi thuoc O 2 la “thwong nhan tu doanh”
muén tranh sy 1é thuoc ngudi khac vé chuyén mén cang nhiéu
cang tot.

Nhitng nguoi thuoc O 3 cé nghi luc va tham vong cao, ghét
lam thué cho nguoi khac nhung lai khong thich 16i séng don
doc cda thwong nhan ty doanh. Ho c6 thé c6 y tudng khac
nguoi, nhung ho 1a nhiing nha thiét ké: ho muén xay dung
mot mang ludi hay mot co cau xung quanh ho. Ho 1a nhing
nha doanh nghiép twong lai.

Bill Gates, mot trong hai nguoi giau nhat nudc My, ting la
nguwoi bo ngang viéc hoc dai hoc luén bi am anh béi phan
mém may vi tinh ca nhan. Nhung Bill Gates khong phai 1a mot
thuong nhan tv doanh. Ong can c6 sw gép stc cda nhing
nguoi khac, rat nhiéu ngudi. Nhiéu nguoi khac ciing giong
nhu vay. Y tudng trao quyén da xéa mo nhu cau nay va lam
cho khat vong xay dung cong ty hoi bi 16i thoi. Néu ban mudn
lam viéc cung véi ngudi khac, nhung khong phai lam viéc cho
ho, thi ban thudc O 3. Ban can phai nhin nhan thuc té nay va
hay lam mot diéu gi d6 dé dbi pho véi thyc té dy. Nhiéu nha
chuyén mén bat dic chi 1a nhitng nguoi thudéc O 3, ho thich
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nhitng gi minh lam nhung lai hoat dong trong moi truong cia
O 1 va O 2. Ho khong nhin thdy rang nguyén nhan lam ho
nan long khong phai 1a van dé thudc vé chuyén mon ma la veé
to chuc.

Nguoi thuoc O 4 khong c6 dong luc mudn gat hai thanh dat
trong nghé nghiép nhung lai thich lam viéc véi nguoi khac.
Nhtng ngudi nay nén dam bao 1la minh cé nhiéu gio lam viéc
cung nguoi khac trong mot cong viéc binh thuong hoac trong
mot cong viéc ty nguyen.

Nguoi thuoc O 5 khong c6 tham vong nhung cuc ky thich
c6 tinh ty chu trong cong viéc. Thay vi thanh lap cong ty
riéng, vai tro tot nhat danh cho ngudi thuoc O 5 1a lam tu do,
thuc hién cac du an cho nhitng cong ty khac phu hop voi diéu
kién cda minh.

Nguoi thudc O 6 1a nhiing nguoi ¢6 nhu cau thap vé thanh
dat trong nghé nghiép nhung lai thich cong viéc t0 chic va
phat trién cho nguoi khac. Nhiéu gido vién, ngudi lam coéng tac
x4 hoi va twr thién 1a loai nguoi thudc O 6 va rat phu hop véi
vai tro ctia ho. B6i véi nguoi thuoéc O 6, hanh trinh 1a tat ca;
khong can phai di dén mot dich nao ca.

Nhiéu ngudi huéng vé cai 6 ‘ding’ cia minh, nhung khi mot
ca nhan cam thay chan ghét cong viéc thi thuong do6 1a do ca
nhan 4y dang & nham 6.
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Con tién bac thi sao?

bung vay tién bac thi sao nao! Hau hét ai ciing c¢6 cach nhin
riéng vé tién bac. Ho nghi rang tién bac quan trong hon thuc
té. Nhung ho ciing cho rang tién bac khé kiém hon thuc té. Do
hau hét moi ngudi déu mudén minh c6 nhiéu tién hon minh
hién tai dang c6, ching ta hay xét diém thwt hai trudc.

Quan diém cda t6i 1a tién bac khong kho kiém va, mot khi
ban danh dum dugc mot it tién thi lam cho tién dé ra tién
khong gi kho khan ca.

Thé nhung trudc nhat ching ta lam sao c6 dugc tién? Cau
trd 161 hay nhat, va 1a cau trd loi thuong xuyén dung dén
khong ngo, la lam cai gi d6 ma minh thich.

Cach 1ap luan nhu sau: Néu ban thich lam viéc gl thi ban
c6 co may lam duoc tot viéc ay. Ban c6 co may lam viéc ay tot
hon 1a 1am nhitng viéc ban khong thich (diéu nay khong phai
lic nao cling dung, nhung nhitng truong hop ngoai 18 1a rat
hiém). Néu ban lam viéc gi dé t6t, ban c6 thé tao ra mot cai
gl do théa man dugc nguoi khac. Néu ban lam nguoi khac
théa man, ho thudng trd cong cho ban hau hi hon. Va do hau
hét moi nguoi lam nhing viéc ma ho khong cdm thay thich
thd va do d6 khong thé lam tét nhu ban, ban sé c6 thé kiém
dugc thu thap cao hon muc chuan trong nganh nghé cda ban.

Tuy nhién cach lap luan iy khong phai 1a khong c6 nhuoc
diém. C6 mot s6 nghé, nhu nghé dién vién chang han, trong
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d6 cung vuot xa cau. Trong nhing truong hgp nhu vay, ban
phai lam gi?

Cai ban khong nén lam la bd cudc. Thay vao do, hay tim
moOt nghé c¢6 muitc cung va cau tuong xung nhau nhung cé
nhitng yéu cau gan v6i cai nghé ban wa thich. Thong thuong
ludén c6 nhitng nganh nghé gan gii nhau nhu thé, mac du c6
thé chiing kh6 nhan ra ngay. Hay suy nghi mot cach sang tao.
Vi du, nhitng doi hdi doi vdi cac chinh tri gia rat gan véi
nhitng yéu cau doi voi dién vién. Nhing chinh tri gia hoat
dong co6 hiéu qua nhat, nhuv Ronald Reagan, John F. Kennedy,
Winston Churchill, Harold Macmillan hay Margaret Thatcher,
hodc da 1a hodc 1é ra ¢g thé tré thanh nhiing dién vién thanh
cong. Charlie Chaplin rat giong voi Adolf Hitler va diéu nay
khong phai 1a ngau nhién; tiéc thay, Hitler 1a mot trong nhitng
dién vién tai ba nhat, 16i cuén nhat cta thé ky qua. Co 1&
nhitng diéu néi trén cd vé qua hién nhién. Thé nhung chang
may ai c6 trién vong lam dién vién lai can nhéac theo duéi nghé
lam chinh tri mo6t cach nghiém tuc, du nghé chinh tri co it
canh tranh hon va cho ho phan thuéng xing dang hon.

Néu thi truong tuyén dung trong nghé ban thich nhat qua
thap va ban khong thé tim ra mot nghé khac gan giéng co
trién vong tot thi sao? Khi dé hdy chon nghé ban thich ké tiép
va lap lai quy trinh d6 c6 dén khi ban tim dugc nghé ma ban
thich va dugc tra luong cao.

Mot khi da budc vao nghé, néu kiém tién 1a thuc sy quan
trong doi vdi ban va néu ban lam cong viéc ay tot dugc, ban
hdy nham dén viéc chuyén sang hinh thuc ty doanh cang s6m
cang tot va sau do bat dau thué muén nguoi khac.
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Toi di dén két luan nay t luan diém vé nghé thuat ac-bit
cda Nguyén ly 80/20. 80% gia tri trong mot t6 chiic hay nganh
nghé dugc tao ra to 20% luc lwong nhitng ngudi c6 chuyén
mon. Nhitng nguoi lam viéc ¢6 nang lgc trén trung binh c6 xu
huwéng hudng mic lwong cao hon nhitng ngudi lam viéc co
nang luc dudi trung binh, nhung mic chénh léch ay khong dd
dée phdn anh su khac nhau vé nang lgc lam viéc. Do do,
nhitng ngudi lam viéc tot nhat ludn bi trd lwong thap hon so
vOi nang lyc cia minh, va nhitng nguoi lam viéc té nhat luén
huwdng duge mitc lwong cao hon so véi nang Iic cia minh. La
mot nhan vién c6 nang lyc trén trung binh, ban khong thé
thoat khdi cai bay nay. Nguoi chi cda ban c¢6 thé cho rang
ban lam viéc tot, nhung sé chiang bao gid cong nhan gia tri
thuc cda ban khi so sanh véi ngudi khac. Loi thoat duy nhat
1a ty minh diing ra thanh 1ap cong ty riéng va, néu ban thich,
thué nhitng nhan vién c6 nang lyc trén trung binh vé lam viéc
cho minh. Tuy nhién, ding nén thuc hién nhi*tng budc nay
néu ban khéng cam thay théa mai véi viéc ty quan hay lam
sép (xem Hinh 40).

Tién dé dé ra tién

Mot van dé khac can phdi nhé 1a mot khi ban da c6 mot
chut it tién thi viéc lam cho tién dé ra tién la rat dé dang.
Hay tiét kiém va dau tu. Dé dé thém ra tién, ban khong nhat
thiét phai nhay vao lam viéc. Pon gidn 1a ban c6 thé dau tu
vao thi truong chitng khoan, st dung Nguyén ly 80/20 nhu
mot cam nang huéng dan. Chuong 14 sé ban chi tiét hon vé
van dé nay.



Tién bac duoc dé cao qud ddng

T6i mudn cac ban c6 dugc nhiéu tién, nhung diung di qua
da. Tién bac c6 thé gitp ban c6 duwoc cudc séng ban mudn,
nhung hay coi ching: tat cd nhing cau chuyén ngu ngon co
két cuc khong hay vé Midas va nhitng cau chuyén tuong tu c6
nguon goc tt nhitng sy kién thuc té. Tién bac c6 thé mua dugc
hanh phtc, nhung chi & mc do 1a ban c6 thé dung tién dé
lam nhtng gi thuc sy phu hop véi ban. Thé nhung tién bac
c6 thé quay lai chéng ban.

Hay nhé rang ban cang c6 nhiéu tién thi gia tri cia khodn
tien kiém thém duoge sé cang gidm. N6i theo cach ndi cda gidi
kinh té, gia tri httu dung bién ctia dong tién sé gidm manh.
Mot khi ban da thich nghi vdi mic séng cao hon thi mic song
dy c6 thé mang dén cho ban chang bao nhiéu hodc chang
chut gi hanh phuc. Tham chi n6é con cé tac dung nguogc lai,
néu nhu khoan chi phi phat sinh thém nham duy tri 16i song
mdi ay tao ra nhitng lo au hodc tao thém ap luc phai kiém tién
bang nhitng cach khong thda dang.

Hon nita, cda cdi nhiéu hon doi héi phai ting cuong quan
ly. Trong coi tién bac lam to6i cdm thay rat kho chiu. (Ding
nghe vay ma bao toi dem hét tién ctia cho ban: tréng coi tién
bac con dé chiu hon la dem tién ctia minh di cho nguoi khac).

Cac co quan thué cting gép phan lam cho dong tién mat di
hiéu qua cda no. Kiém thém tién thi thué nop sé tang vot lén
khong tuwong xing. Kiém tién nhiéu hon thi lam viéc nhiéu
hon. Lam viéc nhiéu hon thi chi tiéu cting nhiéu hon: nao 1a
phdi chi thém tién dé doi dén séng gan noi lam viéc ¢ mot
vung do thi dat dé hay chi thém cho chi phi di lai, phai mua
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sam thém cac thiét bi tiét kiém stic lao dong, thué nguoi lam
viéc nha, va chi thém cho nhitng khoan giai tri dat tién hon.
Chi tiéu nhiéu thi lam viéc phai nhiéu hon. Roi cudi cung c6
thé ban sé phai chay theo mot 16i séng xa hoa ndm quyén
diéu khién ban thay vi nguoc lai. C6 1é mot cudc song don
gian hon, it ton kém hon sé mang lai cho ban nhiéu gia tri
hon, nhiéu hanh phtc hon.

Con thanh tyu thi sao?

C6 nguoi chi mudén gat hai thanh twu trong doi - va clng
c6 nguoi c6 suy nghi dung dan hon. Tat cd cac tac gid viét
sach huong dan déu theo khuon mau la bao rang cac ban can
phdi ¢6 muc dich va sy dinh huéng trong cudc song. Roi sau
do6 bdo rang ban khong hé c6 nhiing diéu ay. Roi ho bat ban
phdi dau khé xac dinh cho dugc nhitng diéu ay. Cudi cung ho
bao ban nhtng gi ho nghi ban nén lam.

Do d6 néu ban khéng mudn dat duwoc cai gi d6 cu thé va
cdm thay hanh phuc véi cudc séng minh dang c6 (trt thanh
tgu), hiay cho rang minh 1a ngudi may man (va di thang dén
phan cudi chuong nay).

Tuy nhién néu, cing nhu toi, ban cdm thay toi 16i va bat an
néu khong dat dugc thanh tyu nao va mudn dat thém thanh
twu, Nguyén ly 80/20 c6 thé gitp ban thoat khéi sy dan vat
nay.

Nén nghi rang thanh tyu c6 thé dé dang dat dugc; khong
nén cho rang thanh tyu la két qua ctia 99% miét mai va chi
1% nang khiéu. Thay vi vay, hdy xét xem c6 phai thuc sy 80%
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thanh tyu ma ban dat duoc tir trude dén nay - duoc do bang
bat ¢ cai gi ma chinh ban quy trong - 1a két qua cda 20%
luong cong stic dau tu vao. Néu dung hay gan dung nhu vay
thi ban hdy suy nghi ky cang vé cai 20% chop bu nay. C6 thé
nao ban lap lai dugc nhitng thanh tyu iy khong? Nang ching
lén mot tam cao hon? Tai tao lai nhitng thanh tyu twong tw
trén quy mé 16n hon? Két hop hai thanh tyu trudc dé thanh
mot thanh tuu 16n hon, cho ta sy théa man cao hon?

» Hay nghi vé nhtng thanh tyu cda minh trong quéa kht c6
duwoc sy phan hoi ‘thi trwong’ tot ti nhing nguoi khac,
nhing thanh tyu mang dén cho ban sy tan thuéng nong
nhiét nhat: cai 20% cong viéc va vui choi da dwa dén 80%
l6i khen ma ban nhin dugc ti nguoi khac. Cai cam giac
théa man thyc sy ma noé dem dén cho ban la bao nhiéu?

» Nhitng phuong phap nao trong qua khit 1a hiéu qua nhat
d6i v6i ban? Nhitng nguoi cong tac nao? Doi tugng tiép
nhan ndo? Va cling vay, hay tu duy kiéu 80/20. Bat ky cai
gi chi tao ra sy théa man & mic trung binh so véi lugng
cong sttc va thoi gian bo ra can phai duoc loai bé. Hay nghi
dén nhitng thanh tyu phi thuong da dat dugc mot cach dé
dang dén khac thuong. Pung gidi han chi trong cong viéc.
Hay nghi vé thoi gian minh di hoc, di du lich hay vui cung
ban be.

» Hiy nhin vé phia trudc, ban cé thé gat hai duoc nhing gi
c6 thé lam cho ban ty hao ma khéng ai khac c6 thé lam
duoc dé dang nhu vay? Néu c6 100 ngudi quanh ban cb
lam mot viéc gi do, ban c6 thé 1am cai gi chi trong 20% thoi
lwgng ma 80 nguoi khac phai mat dé thuc hién? Ban nam
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d vi tri nao trong nhom 20% chop bu? Nghiém ngat hon
nita, ban c6 thé lam cai gi tot hon 80% ngudi khac ma chi
can 20% luong thoi gian? Nhitng cau héi nay ic dau ctt nhu
nhitng cau d6 nhung, hay tin toi, luén c6 cach gidi dap cho
ching! Kha nang clda con nguoi trong nhing linh vire khac
nhau chénh léch dén khong ngo.

» Néu ban c6 thé do dugc niém vui tv bat ky diéu gi, ban
thich cai gi hon 95% nhiing ngudi cung trang Ita? Ban lam
cai gi tot hon 95 trong s6 100 nguoi? Nhitng thanh twu nao
théa man ca hai diéu kién trén?

Diéu quan trong la phdi tap trung vao nhing gi minh cam
thay dé dang thuc hién. Va day chinh la diém ma cac tac gia
viét cac loai cAm nang hudng dan thudng mac sai lam. Ho cho
rang ban can phai lam nhing viéc khé ddi véi ban; ciing véi
ly 1& nhu vay, nguoi ta c6 thé suy dién, 6ng ba xua thuong ép
con chau udéng dau gan cd moruy trudc khi nguoi ta phat
minh ra thuéc vién nang. Nhiing ngudgi khuyén khich nhu thé
thuong dan ra nhing tén tudi nhu T. J. Watson, 1a ngudi cho
rang ‘thanh céng nam & phia bén kia cda that bai’. Quan diém
cda toi la thong thuong that bai nam & bén kia ctia thanh
cong. Hon nita, thanh céng nam ngay chinh phia bén nay cta
that bai. Ban da rat thanh cong & mot sb viéc, va tuyét nhién
khong c6 gi la dang ngai néu nhing cong viéc ay qua bé vé
s6 lugng.

Nguyén ly 80/20 rat ré rang. Hay theo dudi nhing viéc it
61 ma ban giéi hon han nguoi khac va ban cam thay thich thu
nhat.



Ban can gi nita dé€ c6 dugc
nhirng g1 minh muodn?

Chiing ta da ban qua 16i séng, tién bac va thanh tyu. P& c6

dugc tat c3, ban cling can phai ¢c6 mot vai méi quan hé wvira
y. Van dé nay can phai ban trong mot chuong riéng.
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V6i- mét=it ho tro
tir bang hiru

Cdc moi quan hé gilp chiing ta xdc dinh minh
la ai va sé cé thé nhu thé nao trong tuong lai.
Hdu hét moi nguvi chiing ta co thé truy ra rdng
ngon nguon cua nhitng thanh céng minh la tu
cdc moi quan hé mdu chot.

Donald O Clifton va Paula Nelson!

Néu khong c6 nhtimg méi quan hé thi coi nhu hoac
ching ta ching mang gi dén nhan tinh thé thai
hodc da chét rdi. biéu nay, du nghe c6 vé tam thuong, lai rat
dung: quan hé bang httu 1a cai chinh yéu trong doi séng cda
ching ta. Va ciing ding khi néi rang cac méi quan hé nghé
nghiép 1a cai cot 16i trong su thanh cong cda ching ta. Chuwong
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nay sé ban dén cd nhitng moi quan hé ca nhan lan cac moi
quan hé trong coéng viéc. Chung ta sé bat dau véi cac méi
quan hé ca nhan, v6i ban be, ngudi yéu va nguoi than yeéu.
Sau do chiing ta sé xét dén cadc moi quan hé trong cong viéc
dung nghia.

Nhitng van dé nay c6 lién quan gi dén Nguyén ly 80/20
chi? Cau tra 10i 1la: C6 kha nhiéu day. Gitta chat va luong co
mot su giang co, budoc ching ta phdi danh doi va chung ta
thuong xuyén cham chit khong ditng mitc nhiing cai rat quan
trong nhat.

Nguyén ly 80/20 dua ra ba gid thiét day khiéu khich sau:

» 80% gia tri ciia tong cac moi quan hé 1a do 20% s6 quan hé
tao ra.

» 80% gia tri clda tong cac. modi quan hé 1a do 20% quan hé gan
gli ma ching ta hinh thanh dau tién trong doi minh.

» Chung ta bd ra duwdi xa mitc 80% sy chi y cia minh vao
20% cac mo6i quan hé tao ra 80% gia tri.

Lap bang ké 20 moi quan hé
quan trong nhat cia minh

Tai giai doan nay, ban hdy viét ra tén 20 ngudi ban va
ngudi minh yéu quy quan trong nhat, nhitng ngudi ma ban cé
moéi quan hé quan trong nhat, duoc sdp xép theo thit ty gidm
dan vé mic do quan trong. ‘Quan trong’ cé nghia la mic do
sau sac va gan gli cda moi quan hé ca nhan, mic doé hitu ich
cda mdi quan hé ay déi vdi ban trong cudc séng, va mic do
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lam tang ¥ thic cda ban vé viéc minh 1a ai va sé nhu thé nao
trong twong lai. Hay thuc hién cong viéc nay trudce khi di tiép
sang phan ké.

Hay xét mot van dé dang quan tam. Ngudi yéu hay nguoi
ban doi cda ban nam dau trén danh sach d6? Trén hay dud6i
cha me, con cai cia minh? Hay that long (nhung c6 1é ban nén
hdy t6 danh sach dy di khi ban da doc xong chuong nay!).

Tiép theo, hdy phan tong s6 diém 100 ra cho cac quan hé
da dugc liét ké ra tuy theo mic do quan trong cia ching doi
vOi ban. Vi du, néu ngudi ding dau danh sach quan trong
dung bang 19 ngudi khac trén danh sach gop lai, hdy cho
ngudi dy 50 diém. C6 thé ban can phai lam t6i lam lui doi ba
lan dé c6 thé phan chia sao cho khi két thic tong diém cda
quan hé dung bang 100.

Toi khong biét danh sach ctia ban trong nhu thé nao, nhung
xu hudéng chung, trung khdp véi Nguyén 1y 80/20 c6 hai dac
diém sau: moi quan hé ding dau danh sach (20% trén tong so)
sé gianh 1ay phan 16n s6 diém (c6 thé 1a 80%), va thuong co6
mot mdi lién hé bat bién gitta moi con s véi con s6 ké tiép bén
dudi. Vi du, s6 thit hai c6 thé bang 2/3 hoac 1/2 s thi nhat
vé muic do quan trong; s6 thi ba c6 thé ciing tuong tu nhu
vay: bang 2/3 hoac 1/2 s6 thit hai; va cu tiép tuc nhu thé. Mot
dieu thu vi dang lvu y 1a quan hé ding trudc quan trong gap
hai lan quan hé ding sau. Nhu vay, so tht sau chi xap xi
bang 3% sO thit nhat vé mic dd quan trong!

Cudi cung, hay hoan tat bai tap nay bang cach ghi chu bén
canh mdi cai tén ty 1¢ thoi gian ma ban chi dong bé ra dé
chuyén tro hay lam viéc cung véi nguoi ay (khong ké thoi gian
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gdp g6 ma ngudi ay khong phai 1a tiéu diém cda sw chu ¥,
chang han nhv khi xem truyén hinh hay xem phim). Hiy xem
tong thdi gian bd ra véi 20 nguoi trong danh sach 1a 100 don
vi, va phan b6 tuwong tng. Thong thuong, ban sé thiy rang
ban bd ra it hon 80% thoi gian nhiéu v6i nhéom ngudi it 6
mang dén cho ban 80% ‘gia tri quan hé’.

Nhu vay, da ré ching ta can phdi lam gi. Hiy bam theo
chat lwong hon 1a s lwong. Hay bd ra thoi gian va cong stc
cda minh dé cing ¢ va lam tham sau hon cac méi quan hé
quan trong.

Thé nhung con c6 mot 16i khuyén khac, lién quan dén thoi
gian ctiia cac moi quan hé trong cudc soéng ctia ching ta. Hoa
ra kha nang tao ra nhitng moéi quan hé gan gii ciia con ngudi
hoan toan khong phai la vo0 han. Luén c6 mot sy thoa hiép
gitta chat va lugng ma ching ta can phai y thic 6.

Ly thuyét lang mac

Cac nha nhan hoc nhan manh rang s6 lwong cac moi quan
hé ca nhan quan trong va mang lai cho ching ta niém vui ma
chung ta co thé thiét lap la c6 han.? Duong nhu mau hinh
chung cia moi nguoi trong xa hoi la c6 hai nguoi ban quan
trong tu thoi nién thiéu, hai nguoi ban quan trong lic truéng
thanh va hai bac si. Thong thuong, c6 hai ngudi ma chung ta
c6 quan hé tinh duc lam cho tat cd nhitng ngudi khac tré nén
lu mo. Thong thudng nhét 1a ban chi yéu c6 mot lan va c6 mot
thanh vién trong gia dinh ma ban yéu thuong trén tat ca
nhitng thanh vién con lai. Cac mobi quan hé cad nhan quan
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trong doi voi moi nguoi rat sat nhau vé s6 luwong, bat chap la
ho & dau, trinh doé tu duy thé nao va thudc van hda nao.

Quan sat nay dan dén ‘ly thuyét lang mac’ trong nganh
nhan hoc. Trong mot ngdi lang chau Phi, tat cd nhiing moi
quan hé nay xay ra trong khoang cach vai tram mét va thuong
dugc hinh thanh trong mot khodng thdi gian ngdn. Doi véi
ching ta, nhitng méi quan hé nay c6 thé trdi rong ra khip
hanh tinh va kéo dai sudt cd doi nguoi. Dau gi di nita, nhing
moi quan hé ay tao nén mot ngdi lang ma moéi ngudi trong
ching ta déu c6 trong dau. Va mot khi nhitng 6 d6 da dugc
lap kin, ching xem nhu da vinh vién bi lap kin.

Cac nha nhan hoc cho rang néu chung ta ¢ qua nhiéu kinh
nghiém qua sém thi chuing ta khong con khd nang thiép lap
thém cac mdi tham giao. Piéu nay ¢ thé giai thich cho sy hoi
hgt thuong thay ¢ nhiing ngudi c6 nghé hay diéu kién budc ho
phdi c6 nhiéu méi quan hé nhw ngudi ban hang, hay nhing
ai thuong xuyén chuyén chd 6.

J. G. Ballard dan ra lam vi du mot dv an cai tao & tiéu bang
California cho nhitng phu nt tré séng cung véi nhitng ké toi
pham. Nhitng phu n nay con tré, tudi chi 21-22, va chuong
trinh do6 1a nham tao ra cho ho mot moi truong xa hoi mai,
chi yéu l1a nhitng nguoi tinh nguyén thuodc gidi trung luu.
Nhitng ngudi tinh nguyén nay két ban véi ho va moi ho dén
nha choi.

Nhiéu nguoi trong sé nhiing c6 gai tré ay da lap gia dinh &
do tudi qua sém. Nhiéu ngudi c6 con dau lic méi 13 hoac 14
tubi. Mot sb lap gia dinh dén ba lan khi ho méi & tudi doi
muoi. Thong thuong ho c6 hang tram ngudi tinh va doi khi co
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nhting mdi quan hé rat than mat véi nguoi tinh hoac c6 con voi
nhiing ngudi sau dé phai ngoi tu hodc bi ban chét. Ho da kinh
qua moi thtt - cac mdi quan hé, lJam me, tan vo, tang téc - va
ném trai tit cd mui vi cda cudéc doi khi méi & tudi thiéu nién.

Du an trén hoan toan bi that bai. Loi gidi thich dua ra la
nhing ngudi phu nit ay khong con kha niang hinh thanh nhing
moéi quan hé sau sac mdi. Khd nang ay da bi vat kiét. Nhing
0 chita quan hé ctia ho da bi lap day, vinh vién.

Cau chuyén dang budn trén rat bo ich. N6 cting khop véi
Nguyén 1y 80/20 rang mot s6 lugng nhé nhoi cac quan hé giai
thich cho phan 16n gia tri vé mat tinh cdm. Hay lap day nhing
0 tinh cam cida minh mdt cach cuc ky than trong va ding qua
som!

Cac moi quan hé va lién minh
trong cong viéc

Bay gio chung ta chuyén sang cac méi quan hé va lién minh
lién quan t6i viéc lam cda cac ban. 3 diém ndy, tam quan
trong cia mot vai lien minh chéit ché c6 nhan manh dén may
cling khong thua.

Nhtng cd nhan duong nhv ¢ thé lam dugc nhing diéu phi
thuong - va ding ho c6 lam nhtng diéu 4y. Thé nhung hanh
dong ca nhan phi thuong doi hdi phai c6 nhing lién minh.

Cac ban khong thé don thwong doc mid ma thanh coéng
duogc. Chi c6 nhitng nguoi khac méi c6 thé lam diéu dé cho
ban. Cai ban c6 thé lam 1a chon cho minh nhiing méi quan hé
va lién minh tot nhat dé dat dugc muc dich ctia minh.
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Cac ban rat can c6 lién minh. Cac ban phai déi x t6t véi
ho nhu cac ban (nén) déi xtt voi chinh ban than minh. Piung
nghi rang tat cd ban bé va lién minh ctia minh déu quan trong
gan nhu nhau. Hay tap trung va vun dap nhing lién minh
chti chét trong doi minh. Néu 16i khuyén nay c6 vé hién nhién
va tam thuong, hay tw héi ¢6 bao nhiéu ngudi ban cda minh
lam dung nhu 16i khuyén ay. Sau d6 hay tw héi minh c6 lam
nhu thé khong.

Tat cd moi lanh tu tinh than déu c6 nhiéu lién minh. Néu ho
can c6 lién minh thi ban cling can nhu vay. Xin dan ra day
mot vi du. Chua Gié-su phai dwa vao thanh Gioan Tay Giad dé
nguoi dan chu ¥ dén minh; sau dé 1a dua vao 12 tong do; ké
dén 1a nhiing tong do khac, noi bat nhat 1a thanh Phao-16, c6
thé dugc xem la thién tai tiép thi tai ba nhat trong lich si.3

Khong gi quan trong hon 1a viéc chon lién minh va cach xay
duyng lién minh. Khong c6 ho, ban chi la con sO khong. C6 ho,
ban luén c6 thé thay doi doi minh, thuong xuyén cé thé thay
déi cudc séng cda nguoi khac, va doi khi, bang cach nay hay
cach no, thay déi ca mot tién trinh lich st.

Chung ta c6 thé thay duoc tam quan trong cda cac lién
minh bang cach lugc so qua lich su.

Lich sit duoc tao ra béi nhitng cd nhdn biét
hinh thanh nhitng lién minh hitu hiéu

Vilfredo Pareto, cho rang lich st thuc chat 1a lich st cda su
ndi ngodi cia nhiing nhém tinh hoa.* Do dé, muc tiéu cda
nhting ca nhan va gia tdc c¢6 nghi lyc 1a nhdm dén viéc troi 1én
thanh nhom tinh hoa hay mot bd phan ciia mot nhém tinh
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hoa 14t nhao mot nhém tinh hoa khéc (hodc, néu di ndm
trong gidi tinh hoa, duy tri vi tri cia minh trong gi¢i va goép
sttc gitp gidi tinh hoa ay tru virng).

Néu ban theo quan diém lich st dua trén co sé giai cap cta
Pareto hay Cac-Mac, ban c6 thé két luan rang cac moi lién
minh trong nhom tinh hoa hay nhom tinh hoa twong lai chinh
la luc lugng thic ddy sy tién bo. Ca nhan chang 1a gi ngoai
viéc la mot thanh vién cia mot giai cap; ca nhan khi lién minh
v6i nhitng ca nhan khac trong cung giai cap (hoac c6 thé véi
nhiing ca nhan thudc mot giai cip khac) la tat ca.

Tam quan trong cda nhitng ca nhan lién minh véi nhing ca
nhan khac thé hién rat r6 qua nhting budc ngodc lén cia lich
stt. Cudc Cach mang Nga nam 1917 liéu c6 xay ra néu khong
6 vai tro chi chét cia Lé-nin? €6 1é chang thé nao, va chic
chan khong thé 1a mot cudc cach mang lam thay déi chiéu
huéng cda lich s thé gidi sudét 72 nam.

Chung ta c6 thé chai lap di lap lai tro choi lich st nhu trén
dé chiimg minh tdm quan trong cda nhing ca nhan. Sy thdm
sat ngudi Do Thai va Dé nhi Thé chién da khong thé xdy ra
néu nhu khong c6 Hitler. Néu khong c6 Roosevelt va Churchill,
chac c6 1é Hitler da hop nhat duoc chau Au sém hon va triét
dé hon, va bang mot cach gay oan than hon nhiéu so véi
nhitng nguoi ké vi ong ta da lam. Van van va van van. Thé
nhung c6 mot diém mau chot thuong khong nhan ra 1a nhing
ca nhan trén ching ai c6 thé lam thay déi chiéu hudng cla
lich st néu ho khéng c6 nhing quan hé va lién minh.

Trong hau hét moi linh vuc thanh tyu nao,’ ban cling c6 thé
nhan dién dugc mot sé lwong nhd nhing ngudi cong su chd
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chot. Khong c6 ho, con ngusi ca nhan da khong thé dat dugc
thanh cong; nhd c¢6 hg, con ngudi ca nhan da c6 duge nhitng
dnh hudng 16n lao. Trong chinh quyén, trong cac trao luu ¥
thitc hé quan chiing, trong kinh doanh, y té, khoa hoc, cong
tac ti thién hay trong thé duc thé thao, tat cd déu c6 mot mau
hinh chung. Lich st khong phdi dugc cau thanh béi nhing luc
lwgng mu quang, phi con ngudi. Lich st khong phai do nhitng
giai cap hay nhém ngudi tinh hoa ndm quyén diéu khién theo
mot cong thirc xa hoi hay kinh té da dugce dinh trude nao do.
Lich st duoc quyét dinh va thay doi bdi nhitng ca nhan tan
tuy biét hinh thanh nhing lién minh hitu hiéu véi mot s6 it
nguwoi cong sy gan gii.

Ban can phdi c6 mot vai nguoi
lién minh chu chot

Néu ban da cé nhitng thanh cong trong doi, ban sé (tri phi
ban 1a mot ké tu cao tw dai muodn chudc lay sy that bai) nhan
ra tam quan trong thiét yéu cda nhiing ngudi lién minh déi véi
nhitng thanh tyu cda minh. Tuy nhién ban cling sé thay c6 ca
st hién hitu cia ban tay cda Nguyén ly 80/20. Nhitng lién
minh chi chét rat it vé s luong.

Thong thuong ching ta c6 thé an tim ma phat biéu rang it
nhat 80% tong gia tri ma cac lién minh tao ra la do 20% s6 lién
minh mang dén. D6i véi bat ky ai da lam dugc mot cai gi do,
danh sach nhitng ngudi lién minh, khi ban suy nghi vé chung,
thi rat 1a dai. Thé nhung trong s6 hang tram hay hon nhtng
ngudi lién minh c6 lién quan thi phan phdi gia tri cuc ky méo
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léch. Thong thuong khoang mia chuc lién minh quan trong
hon nhiéu so v6i tat ca cac lién minh con lai.

Ban khong can phdi c¢6 nhiéu lién minh nhung ban can c6
nhtng lién minh phu hop, c6 moéi quan hé phu hop gitta ban
va tung lién minh va gitta cac lién minh v&i nhau. Ban can
nhing lién minh ay dung lic, ding noi va c6 lgi ich chung
trong viéc nang cao nhitng quyéen loi cda ban. Va trén hét, cac
lién minh phai tin twdng ban va ban phai tin dugc ho.

Hay lap ra danh sach 20 méi quan hé hang dau, véi nhiing
nguwoi ma ban cho la nhitng lién minh quan trong, va so sanh
danh sach ay voi tong s6 cac moéi lién hé wdc ching ma ban
c6 thé giao tiép mat cach than mat - néu ban cé st dung
Rolodex, Filofax hay mot danh ba dién thoai thi day la tong
sO cac s6 lién hé thuong xuyén trén danh sach. 80% gia tri cia
tong cac lien minh déi voi ban c6 xu hudng 1a tap trung vao
20% cac moi quan hé. Néu khong phai vay thi cac lién minh
(hoac mot s6 lien minh) ¢6 thé ¢6 chat lugng kém.

Nhiing lién minh giup ban thanh dat

Néu ban vao nghé da lau, hay lap ra mot danh sach nhiing
nguoi da gitp ich cho ban nhiéu nhat tit trudc dén nay. Sap
xép ho theo trat ty t trén xuéng dudi va sau dé6 phan bé 100
diém trong s6 10 nguoi dimg dau.

Thong thuong nhitng nguoi giip d& cac ban nhiéu nhat
trong qua khit cling sé la nhitng nguoi nhu vay trong tuong
lai. Tuy nhién, d6i khi mot ngusi ban tot nam dau do phia
cudi danh sach lai tré thanh mot lién minh quan trong hon
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nhiéu trong tuong lai: c¢6 18 do nguoi ay vita dugc bd nhiém
vao vi tri méi c6 anh hudng 16n, vita méi giau phat 1én nho
dau tv hoac vita dwoc moi ngudi nhin nhan quy trong. Hay
lam lai bai tap nay, lan nay sap xép cac lién minh ctia minh
to¢ 1 dén 10 va phan bd 100 diém cho nhém nay trén co sé
kha nang giip dé ban trong tuong lai.

Nguoi khac giup ban vi gitta ban va ho c6 mot moi quan hé
bén chiat. Nhitng méi quan hé t6t dep nhat duwoc xay dung
trén nam dac diém: su thich thd khi ¢ bén nhau, sy tén trong,
dong hoi dong thuyeén, su c6 qua c6 lai, va long tin. Trong cac
mdi quan hé 1lam viéc thanh cong, nhitng dac di€m trén hoa
quyén vao nhau va khong thé tach riéng ra tung dac diém
mot, nhung ching ta cé thé xem xét ching mot cach riéng ré.

Su thich thu khi ¢ bén nhau

Trong nam dac diém cda ching ta, cai dau tién 1a dac diém
rat hién nhién. Néu ban khoéng cdm thay thich thd khi néi
chuyén vdéi ai do, trong van phong cdia ho, trong mot nha
hang, tai mot buéi tiéc hay qua dién thoai, ban va nguoi ay
sé khong xay dung dugc mot mdi quan hé bén viing. Ho ciing
can phai thich thd khi & bén canh ban.

Néu nhv ban thay diéu nay qua hién nhién, hay bd ra chut
thoi gian suy nghi vé nhitng nguoi ma ban giao du vé mat
xd hoi, nhung can ban la phdi nham vao nhitng muc dich
nghé nghiép. Ban thuc su thich bao nhiéu nguoi trong s6 ho?
Mot s6 lwong ngudi 16n dén ngac nhién b ra nhiéu thoi gian
tiép xdc v6i nhitng nguoi ho khong thich. Pay qud 1a mot su
lang phi thdi gian vo cung. N6 khéong mang dén cho ta niém
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vui ma chi lam ta mét méi, thuong lam ta tén kém, can trd
chung ta lam nhitng viéc hay hon va tuyét nhién khong dan
ching ta dén dau cd. Hay ngung ngay chuyén nay! Hay bd
thém thdi gian cho nhitng méi lién hé ma ban cdm thay thich
thd, dic biét 1a néu nhitng quan hé 4y cing c6 thé gitp ich
dugc gi cho ban.

Su ton trong

C6 nhitng ngudi toi rat thich gap g nhung lai rat khong ton
trong vé mat chuyén mon, va ngugc lai. Téi chiang bao gid
gitp ai d6 thing tién vé nghé nghiép néu nhu toéi khong ton
trong kha nang chuyén mon cua ho.

Néu ai d6 mu6n giip ban vé mat nghé nghiép thi nguoi ay
phai that sy c6 an tugng vé ban. Tuy nhién thong thuong thi
ching ta hay giau nghé. Paul, mot ngudi ban tot ctia toi, ngudi
& vi thé c6 thé gitp toi thang tién vé nghé nghiép, c6 1an nhan
xét trong mot cudc hop cda Ban quan tri ma trong dé ching
toi 1a nhitng Uy vién ngoai bién ché rang anh ta c6 thé tin toi
c6 kha nang vé chuyén mén mac du anh ta chua ting thay
bang ching gi cho diéu ay! Toi quyét tam tim co hoi dé minh
c6 thé trung ra chut bang chitng. Té6i da lam duwoc - va Paul
lap tic tré thanh mot trong nhitng nguoi lien minh hang dau
cua toi.

Pong hoi dong thuyén

Cing nhu trong mot ngoi lang nguyén thuy, chung ta chi ¢
mot so Iugng gidi han cac 6 danh cho nhitng kinh nghiém
nghé nghiép quan trong. Kinh nghiém cung chia sé, dac biét

296

1a khi c6 lién quan dén sy tranh dau hay kho dau, c6 stic
manh két chat rat 16n. Mot trong nhitng méi quan hé 16n nhat
cda t6i, ca ¢ phuong dién la mét ngudi ban va lién minh trong
cong viéc, c6 dugc ti canh ngd chung gitta téi va nguoi ay khi
moi chan w6t chan rdo budc vao viéc lam dau tién. Toi chac
chan rang chung toi at da khong thé c6 dugc moi quan hé tot
dep néu ca hai ching ta déu khong chan ghét cong viéc cda
minh tai nha may tinh ché dau.

Ham ¥ cda cau chuyén trén 1a néu ban c6 mot cong viéc kho
khan thi hay tim cho minh mo0t ngudi lién minh ma ban mén
va ton trong. Hay vun dap n6 thanh mot lién minh sau sac va
c6 hiéu qua. Néu khong thi ban dang dé tudt mat mot co hoi
16n day!

Cho du ban khong & vao tinh huéng dau kho, hay tim mot
nguoi dong hoi dong thuyén voi minh va bién nguoi ay thanh
nguoi lién minh chd chét cda minh.

Su' co qua co lai

Dé cac lién minh phat huy tac dung, méi nguoi lién minh
phai lam dugc nhiéu th¢ cho ngudi kia - mot cach thuong
xuyén, trudc sau nhu mot va trai suét mot thoi gian dai.

Sy giip d& qua lai doi hdi mdi quan hé khong duwoc mang
tinh don phuong. Cling quan trong khong kém, su giup dd
qua lai can phai dién ra mot cach tw nhién va khong nén tinh
toan qua chi li. Piéu quan trong 1a ban phai lam bat ct diéu
gl ¢ thé dé giip nguoi kia mién 1a phu hop véi cac tiéu chudn
dao ditc. biéu nay doi héi can phdi c6 thoi gian va suy nghi!
Ban khong nén chd dén khi ngudi ta xin trg giup.
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Cai lam toi ngac nhién khi xét lai cac méi quan hé trong
cong viéc 1a sy giup dd qua lai dung nghia lai dugc vun dap
qué thiéu thuong xuyén. Ngay cd khi cac yéu td khac - tinh
ban, sy ton trong, dong hoi dong thuyén va long tin - déu
hién httu, con ngudi rat thuong sao nhang viéc tich cuc chd
dong giip d& nhitng ngudi lién minh. Va diéu nay, cling vay,
la su lang phi mot co hoi 16n cho viéc lam cho mbi quan hé
tréd nén sau sac hon va tich liy sy tr¢ giup trong twong lai.

Ban nhac The Beatles da ting bdo chung ta rang ‘ban cho
di bao nhiéu tinh yéu thi cudi cung roi ban sé nhan vé dugc
bay nhiéu tinh yéu’. Tuwong tu nhu vay, ban giip nguoi khac
bao nhiéu thi cudi cung roi ban sé nhan dugc bay nhiéu trg
giip trong nghé nghiép.

Long tin

Long tin lam cho cac méi quan hé dugc bén chit. Sy thiéu
long tin sé nhanh chong lam cho cac méi quan hé voi dan di.
Long tin doi hédi sy chan thanh tuyét déi ¢ moi Iic. Chi can c6
mot nghi ngd rang ban khong noi that nhing gi ban dang
nghi, cho du vi nhing ly do cao thugng nhat hay chi dé t4 ra
lich suw khéo 1éo, long tin c6 thé bi x6i mon.

Khi ban khong hoan toan tin mot ai do, dung c6 tim cach
xay dyng lién minh v6i nguoi ay. Lién minh Ay (tat) sé khong
hiéu qua.

Nhung néu ban thuyc su c6 long tin tuyét dbi thi cac moéi
quan hé sé trd nén nhanh chong hon, hiéu qua hon. Ban sé
d6 tén nhiéu thoi gian va tién bac. Pung bao gid danh mat
long tin bang nhtng hanh vi bong bot, hén nhat hay gian tra.
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Néu ban chi méi budc vao nghe,
hay lap day nhitng 6 danh cho
lién minh mot cach than trong

Mot nguyén tac hay dya theo kinh nghiém la ban nén phat
trién sau hoac bay lién minh vang trong cong viéc, gom:
» Mot hoac hai quan hé v6i nhitng nguoi huéng dan day dan,
nhi*tng ngudi co vi tri cao hon ban
» Hai hodc ba quan hé véi nhitng nguoi cung cap
» Mot hodc hai quan hé véi nhiing nguoi ban huéng dan

Céac moéi quan hé véi nhiing nguoi huéng dan

Chon mot hodc hai ngudi huéng dan mot cach than trong.
DPung dé ho chon ban: ho c6 thé chiém mat 6 danh cho mét
nguwoi huwong dan to6t hon ho nhiéu. Nhitng nguoi huéng dan
ban chon can c6 hai dac diém sau:

» Ban phdi c6 thé xay dung dugc moi quan hé gom dd nam
thanh t6: sy thich thd 14n nhau, sw ton trong, dong hoi
dong thuyén, sy c6 qua c6 lai va long tin.

» Ngudi huoéng dan can phai c6 vi tri cang cao cang tot hoac,
ly twdng hon, c6 vi tri twong doéi thdp nhung thay ré trién
vong thang tién 1én vi tri chép bu. Nhitng ngudi huéng
dan tot nhat l1a nhiing nguoi cuc ky c6 nang lyc va day
tham vong.
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N6i cac mdi quan hé véi nguoi huéng dan can phai c¢6 qua
c6 lai nghe c6 vé la, vi tat nhién nguoi hudng dan sé c6 nhiéu
cai dé cho hon la nguoi dugc huwong dan. Tuy nhién, nguoi
huong dan can phai dugc dén dap; néu khong, ho sé mat di
sy hing thu. Nguoi dugc hudng dan can phdi cho ho nhiing
y tudng mai, nhing kich thich tri tué, sy nhiét tinh, can man,
tri thitc vé cac cong nghé moi hay mot cai gi khac co gia tri
d6i véi ho. Nhing nguoi huéng dan khon ngoan thuong st
dung nhing lién minh tré nham giup ho nam bét nhing trao
lwvu mdéi va nhitng co hoi hay nguy co tiém tang ma ngudi 6
vi tri chép bu c6 thé khong nhin thdy.

Cac moi quan hé véi nhitng nguoi cung cap

V6i nhitng nguoi cung c¢ap thi thong thuong ban c6 khoi lua
chon. C6 rat nhiéu lién minh tiém nang. Nhung hay nhé rang
ban chi c6 hai hoac ba 6 cho lién minh nay. Hay that chon loc.
Hay lap ra danh sach tat cd nhing lién minh tiém nang c6 dd
nam yéu té néi trén hodc c6 khd nang cé nhing yéu t6 ay.
Chon ra hai hodc ba lién minh ma ban tin rang sé thanh cong
nhat. Sau d6 c6 gang bién ho thanh lién minh cda minh.

Cac moi quan hé vé6i nhitng nguwoi ban huéng dan

Ding xem thudng nhitng moi quan hé nay. Ban c6 thé thu
duge nhiéu nhat tt nhitng nguoi ban huéng dan néu ho lam
viéc cho ban, tot nhat 1a trong mot quang thdi gian kha dai.
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Pa lién minh

Cac moi lién minh thuong tao nén nhitng mang ludi trong
do6 nhiéu ngudi c6 quan hé qua lai véi nhau. Nhitng mang luéi
nay rat hung manh, hodc chi it 1a nhu vay du6i con mat cla
nguwoi ngoai. Thong thuong ho 1a nhing nguoi rat thu vi.

Tuy nhién dung dé minh qua say sua, tw man khi biét rang
minh da ‘vao gudng’. C6 thé ban chi la mét tay choi bén 1é.
DPung quén rang moi quan hé dich thuc va cé gia tri déu mang
tinh song phuong. Néu ban c6 lién minh chat ché véi X va Y,
va gitta ho v6i nhau ciing c6 mot lién minh chat ché, thé thi
qua tot. Lé-nin c¢6 ndi rang do chac cda soi xich tuwong duong
vOi do chac cda mat xich yéu nhat cda né. Cho du cac mobi
quan hé gitta X va Y c6 manh thé nao di nita thi cdc méi quan
hé thuc su c6 ¥ nghia déi voi ban 1a quan hé gitta ban véi X
va vai Y.

D6i v6i cac quan hé ca nhan va cong viéc, cang it va cang
tham giao t6t hon 1a cang nhiéu va cang hoi hot. Khong phai
quan hé nao cling t6t nhw nhau. Nhitng mdi quan hé sai lam
nghiém trong, khi ban bé qua nhiéu thdi gian bén nhau nhung
két qua chang hé thda man, can phai chdm dit cang sém
cang tot. Chi c6 mot s6 lugng 6 it 6i danh cho cac mdi quan
hé; dung lap day hét cac 6 qua sém hodc lap chung bang
nhitng quan hé c6 gia tri thap.

Hay chon loc mdt cach than trong. Roi sau d6 quyét tam
xday dung quan hé.
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Nga ré trong quyén sach nay

Bay gid ching ta da di dén mdt nga ré tuy chon trong cudc
hanh trinh qua quyén sach nay. Hai chuong ké tiép (13 va 14)
lan lugt danh cho nhitng ai muén biét lam thé nao dé thang
tién trong su nghiép va kiém thém duoc nhiéu tién. Nhitng doc
gid ma doéi véi ho nhitng van dé nay khong phai 1a moi quan
tam 16n nén di thang dén Chuong 15, noi ma bay thoéi quen
mang lai hanh phuc dang chd don ban.

TFhéng-minh va lwoi nhac

Si quan chi c6 bon loai. Loai thit nhat la nhiing
sT quan ngu ngoc, biéng nhdc. Loai nay vé hai,
nén cu dé mdc ho... Loai thit hai la nhitng si
quan thong minh, can man. Ho la nhitng si quan
tham muu tuyét voi, ddm bdo moi chi tiét duoc
xem xét mot cdch dung muc. Loai thit ba la nhitng
s quan ngu ngoc, can mdan. Nhitng nguoi nay la
cd moét moi hiém hoa va cdan phdi sa thdi ngay
ldp tuc. Ho gdy ra nhiumng cong viéc “trat chia”
cho moi nguoi. Loai cudi cung la nhitng si quan
luoi nhac, thong minh. S1 quan loai nay phu hop
cho nhitng chitc vu cao nhdt.

Tudng Von Manstein ban vé
Lyc lwgng Si quan Db

Déy la chuong danh cho nhitng ai ¢6 tham vong
thuc sw. Néu ban khong bi dau khé béi cam giac
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bat an lam nhém 1én ngon ltta khat khao muén dugc giau cé
va noi tiéng, hay di tiép dén Chuong 15. Nhung néu ban
mudn nam phan thang trong cudc tranh gianh khoc liét, chuong
nay dua ra mot so 10i khuyén co thé lam ban phai ngac nhién.

Tuéng Von Manstein ndm bat dugc phan tinh hoa cda
chuong nay, do 1a sy chi dan cda Nguyén 1y 80/20 vé viéc lam
thé nao dé c6 mot nghé nghiép thanh dat. Néu vi tuéng ay la
nha tw van quan 1y, ong ta han da c6 thé kiém dugc ca mot
gia tai tw ma tran trong Hinh 41.

Ludi Thudc
nhac hang sao

Cha[n Sa thai Si quan
chi ngay lap tirc tham muu
' tuyét voi
Ngu ngdc Théng minh
Hinh 41 Ma tran Von Manstein
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Loi khuyén nay 1a dé xit 1y nhu thé nao déi voi nguoi khac.
Con v6i chinh ban than minh thi sao? C6 thé cho rang tri
thong minh va khuynh hwéng thich lam viéc la nhitng tinh
cach bat di bat dich, trong truong hop ay ma tran Von Manstein,
du hap dan, té ra vo ich. Tuy nhién quan diém dua ra trong
chuong nay c6 khac doi chut. Cho du ban cham chi, ban c6
thé hoc cach dé trd nén lwoi nhac. Va cho du ban va nguoi
khac cho rang ban ngu dét, ban van thong minh ¢ mot phuong
dién nao d6. Chia khéa dé tré thanh mét ngoi sao la biét kich
thich, tao ra va trién khai tri thong minh luoi biéng. Nhu
ching ta sé thay, tri thong minh ludi biéng c6 thé luyén duoc.
Chia khéa cia viéc lam it hon va kiém dugc nhiéu tién hon
la chon dung viéc dé lam va chi lam nhitng viéc tao ra gia tri
cao nhat.

Tuy nhién, trudc hét, chung ta nén xem Nguyén ly 80/20
phan phéi nhing phan thudng nhu thé nao cho nhitng ngudi
lam viéc. Sw phan phdi phan thuéng khong nhing khong can
d6i ma con khong cong bang. Ching ta c6 thé hodc ngoi than
phién vé thyc té nay hoac tim cach lgi dung ma tran Von
Manstein.

Hién tuwong thiéu can doi co day ray
trong su thanh dat va thu nhap

Nguyén 1y 80/20 biéu hién khéng dau ré bang tinh trang
thu nhap cao ngat va tiép tuc tang cao ctia mot so rat it nhing
tay chuyén nghiép trong gi6i tinh hoa.

Chung ta séng trong mot thé gidi ma thu nhap ctia nhing
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tai ning hang dau, trong moi linh vuc clia cudc song, chua
ting bao gid cao hon. Mot phan tram nhé nhitng ngudgi chuyén
nghiép c6 dugc sy cong nhan va tiéng tam qua muc va thuong
cling nhan dugc phan tram b6ng 1oc cao.

Hay xét bat ky hoat dong nao ctia con ngudi hién nay, & mot
quodc gia bat ky hay ca thé gidi. Cho du dé la dién kinh, bong
chay, boéng ro, bong da, bong bau duc, quan vot hay bat ky
mon thé thao phd bién nao; hay kién truc, diéu khac, hoi hoa
hay bat ky nghé thuat hinh dnh nao; hay am nhac bat ké
thuoc loai hinh nao; phim dnh hay kich nghé; tiéu thuyét,
sach day nau an hay tu truyén; hay tham chi cong viéc dan
cac chuong trinh giao luu trén truyeén hinh, doc ban tin,
chinh tri hay bat ky mot linh vuc rach roi nao khac, van c6
mot s6 nhé nhitng nguwoi chuyén nghiép xuat ching ma ta
nghi ngay dén.

Xét theo so luwong nguoi dan & tung quoc gia thi day qua la
mot con s6 rat nhé nhitng tén tudi, va thuong la mot phan
tram nho - thuong 1a dudi xa 5% - trong s6 nhitng nha chuyén
nghiép hoat dong tich cyc trong linh vuc co lién quan. Trong
bat ky nghé ndo, sé6 ngudi dugc cong nhan tén tudi that rat it
nhung lai gianh hét sy chu ¥ cda moi nguoi. Ho luon dugc san
don va luon xuat hién trén bao dai. Ho cling tuong tuy nhu
nhitng thuong hiéu san phé{m tieu dung, dugc moi ngudi nhan
ra ngay titc thi nhu nhitng thwong hiéu noi tiéng.

D6i v6i sy mén mo va phan thudng vé tai chinh thi co xay
ra tinh trang mat can déi nhu vay. Hon 80% tong sb tiéu
thuyét duoc ban ra 1a tw it hon 20% dau sach dugc phat hanh.
Diéu nay cing dung véi doéi voi bat ky hinh thitc xuat ban
nao: CD nhac pop va hoa nhac, phim anh, tham chi sach viét
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vé kinh doanh. Piéu nay cing ap dung doi véi dién vién,
nhitng nhan vat ndi tiéng trén truyén hinh hay bat ky mot
mon thé thao nao. 80% tién thudng trong moén golf vao tay cda
dudi 20% cac tay choi golf chuyén nghiép; trong mén quan vat
cting thé; va trong moén dua ngua trén 80% tién thang gidi vao

tui 20% cac chu ngua, nai ngya va nguoi huan luyeén.

Ho tén

Nghé nghiép

Thu nhép 1994

(BV tinh: trieu do-la)

Steven Spielberg Pao dién dién anh 165
Joseph Jamail Luat su t6 tung 90
Oprah Winfrey Dan chuong trinh truyén hinh 72
Michael Jordan Cau thi bong ré/chay 30
David Copperfield Nha ao thuat 29
Sylvester Stallone Dién vién/dao dién dién anh 24
Andrew Lloyd Webber Nha soan nhac 24
Michael Jackson Ca si 22
Stephen King Nha van 21
Shaquille O'Neal Cau thd bong ré 17
Jack Nicklaus Van dong vién danh golf 15
Gerhard Berger Van dong vién dua xe hoi 14
Andre Agassi Van dong vién quan vot 22
Roberto Baggio Cau thd bong da 5
Allen Grubman Luat su cong ty 5
Ngudn: Tap chi Forbes
Hinh 42 Thu nhap tam c& “siéu sao” cta
cac tay chuyén nghiép hang dau
&0



Co mot khodng cdch 1on gitta nhitng tén tuoi hang
dau va tat ca nhitng nguoi con lai

Chung ta song trong mot thé giéi ngay cang thi truong hoéa
hon. Nhing tén tudi hang dau c6 thé doi nhitng mic thu lao
khong 16, nhung nhiing ai khong dugc gidi hay néi tiéng nhu
vay thi thu nhap twong doi thép.

Vi du, hoi ky cda ba Thatcher dén nay da ban ra trén 2 triéu
ban va mot so Iugng 16n bang tw va video: ca nhan ba nhan
duwoc 5,4 triéu do-la. Mot hoi ky dién hinh cia mot trong
nhitng bo trudng thu vi nhat, ngai Nicholas Ridley, da ban ra
5.000 ban, chi bang-1/4 ctia 1% tong sé ban cda ba Thatcher.
Nhiéu thanh vién trong noi cac chinh phd ctia ba Thatcher
cling da viét hoi ky va mot s6 ¢6. duge thanh cong nho nho,
tuy nhién wdc tinh tot nhat 13, mac du ba Thatcher chi chiém
ty 1é dudi 2% tat cad nhiing nguoi phuc vu trong noi cac cda ba
va chi 5% tong s6 nhitng nguoi cd xuat ban hoi ky, doanh thu
cia ba chiém dén trén 95% tong so.

Tai sao ké thdng gom tat?

Suw phan b6 thu thap trong gidi siéu sao tham chi con mat
can déi hon ca trong toan bd dan s6é néi chung va cho ching
ta nhitng minh hoa tuyét voi vé Nguyén 1y 80/20 (hay trong
hau hét cac truong hop, 90/10 hoac 95/5). Nhiéu tac gia! da
dua ra nhiing giai thich t géc do kinh té hay xa hoi hoc cho
hién twong siéu thu thap trong gidi siéu sao.

Loi gidi thich thuyét phuc nhat 1a thu nhap khong 16 cda cac
siéu sao 1a nhd c6 hai diéu kién. Mot 1a siéu sao c6 thé tiép can
dugc doi véi nhiéu nguoi cung mot lic. Cac phuong tién thong
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tin hién dai giip cho diéu ay c6 thé xay ra. Chi phi phu thém
dé ‘phan phdi’ Michael Jackson, Steven Spielberg, Stephen King,
Luciano Pavarotti hay Andre Agassi dén v6i nhiéu ngudi tiéu
thu hon hau nhu 1a s6 khong, vi chi phi phat sinh thém dé
phat séng, lam CD hay in sach chi 1a mét phan rat nhé trong
tong co cau chi phi.

Chi phi phat sinh thém dé dwa cac siéu sao dén véi ngudi
titu dung chic chin khong cao hon nhing ngudgi thay thé
hang hai, chi c6 diéu la ban than cac siéu sao nhan duogc thu
lao cao hon. Cho du thu lao c6 thé 1a hang triéu hay hang
chuc triéu, chi phi phat sinh thém tinh trén méi dau ngudi tiéu
thu qua that rat thap, thong thuong chi tinh bang xu hay mot
phan nhé tién xu.

Diéu kién thit hai cho thu nhap ctia cac siéu sao 1a kha nang
tam thuong nhat thiét khong thé thay thé cho tai nang. Diéu
quan trong la phai tim cho duwoc cai tét nhat. Néu mot ngudi
quét don nha cta lam viéc chi nhanh bang mfa mot nguoi
khac, thi truong sé bu trit bang cach tra cho ngudi ay chi nita
muic luong. Thé nhung ai lai muén mot nguoi nao dé tai nang
chi bang nmi¥a Michael Jackson hay Pavarotti? Trong truong
hop nay, mot nguoi khong thudc hang siéu sao, du co lam
khong cong di nita, ciing mang lai hiéu qua kinh té kém xa
mot siéu sao. Nguoi ay chi thu hut dugec mot lwong khan gid
it 6i va do d6, du co tiét kiem dugc chut it vé tong chi phi,
mang vé mitc doanh thu thap hon rat nhiéu.



“Ké thdng gom tat” la mot hién tuong
cua thoi hién dai

Diéu thu vi 1a mitc d6 chénh léch vé thu nhap gitta nhiing
situ sao hang dau va tat cad nhing nguoi con lai trude day
chwa tung cé bao gid. Vi du, nhiing nha vé dich bong 16
hodc bong chay cda nhitng nam 1940 va 1950 khong kiém
duge nhiéu tién. Trudce kia c6 thé thay truong hgp mot nha
chinh trj 16i lac chét di trong cadnh ban han. Va ching ta
cang trd nguoc vé qua khi, ching ta cang thay rang hién
tugng ngudi thang dugc tat cang khong dung.

Vi du, William-Shakespeare vugt hon han nhiing ngudi
duwong thdi ciia 6ng ve phuong dién tai nang. Leonardo da
Vinci cing thé. Theo 1é phai, hay ding hon la theo chuan
muyc ngay nay, l€ ra ho da cé thé tan dung tai nang, su sang
tao va danh tiéng cda minh dé tré nén nhing nguoi giau cé
nhat trong thdi dai cda minh. Thé ma, ho danh phai xoay x6
voi mot khoan thu nhap twong duong véi mitc thu nhap
ngay nay cua nhing nguoi chuyén nghiép c6 tai nang chi ¢
muc twong doi.

Suw mat can déi vé phan thudng tai chinh danh cho tai
nang dang ngay cang trd nén ré nét hon theo thoi gian. Ngay
nay, thu nhap lién quan chat ché hon véi nang lyc va kha
nang tiép thi, do d6 moi lien hé voi Nguyén 1y 80/20, vi c6
thé chitng minh dugc mot cach ré rang vé phuong dién tién
bac, tré nén dé dang nhan thay hon. Xa hoi chung ta ngay
nay r6 rang trong nhan tai hon la xa hoi cach day mot thé
ky hay tham chi mot thé hé. Diéu nay dic biét dung tai chau
Au néi chung va tai Vuong qudc Anh néi riéng.

310

Néu vao nhitng ndm 1940 hay 1950 nhitng cau thd béng
da hang dau nhu Bobby Moore kiém dugc khoan tién khong
16 thi dieu dé sé gay ra sy phan nd trong giéi bdo thi Anh:
biéu d6 véi ho héan la khong thich dang. Khi cac cay but hang
dau cda nhing nam 1960 phat hién rang nhom nhac the
Beatles 1a triéu phu, phat hién ay da gdy ra ca mot sy kinh
ngac. Ngay nay, viéc George Michael hay Michael Jackson dugc
liét vao nhém nhitng ngudi giau nhat thé gidi ching gay ra
chut gi ngac nhién. Ngay nay, chung ta it xem trong cap bac/
dia vi hon va xem trong yéu to thi truong hon.

Yéu t6 mdi khac, nhu da dé cap & trén, la cach mang cong
nghé trong linh vyc phat thanh truyen hinh, vién thong va cac
sdn pham tiéu dung nhu dia CD va CD-ROM. Ngay nay, cai
can phai can nhac 1a 1am sao tang t6i da doanh thu, diéu ma
céc siéu sao c6 thé lam dugc. Chi phi phu thém dé thué ho c6
thé 1a mot khodn tién qua lén doi véi mot ca nhan, song chi
phi tinh trén dau moi ngudi tiéu thu thi qua nhd nhoi.

Thanh tyu xwa nay luon tuan theo
Nguyén ly 80/20

Tuy nhién néu gat chuyén tién bac sang mot bén va gidi
quyét nhiing van dé quan trong hon va cé gia tri lau dai hon
(it ra 1a d6i voi tat cd moi nguoi tri chinh cac siéu sao), ching
ta c6 thé thay rang su tap trung thanh tyu va danh tiéng vao
mot s6 it ngudi, du & bat ky nganh nghé nao, la mot thuc té
da c6 xua nay. Nhitng gidi han ma dudi con mat cia chung
ta 6 vé ky quic - nhu giai cap hay tinh trang chuwa c6 phuong
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tién vién thong - da ngan can Shakespeare va Leonardo da
Vinci tré thanh nhtng triéu phd. Thé nhung chuyén ho khéng
giau c6 da khong lam giam di nhing thanh tyu cda ho hoac
thuc té rang phan 16n anh huéng 1a do & mot s6 luong it 6i
nhitng nguwoi sang tao.

Su chénh léch 80/20 trong phan phdi
thu nhap cing ap dung dugc cho nhing
nguoi chuyen nghiép khong thuoc
nganh truyén. thong

Mac du trong nhom siéu sao ctia gidi truyén thong sy mat
can dbi dé dang nhin thay nhat va hoi cuong diéu, dieu quan
trong la sy chénh léch 80/20 nay khong chi gi6i han trong
gidi cong nghé tiéu khién. Nhitng tay chuyén nghiép hang dau
trong bat ky nghé nghiép dugc cong nhan nao ngdy cang
nhan duwgc phan 16n ctia cai tao ra. Luu y rang & Hinh 42
nguoi duge xép thwt hai trong danh sach nhitng nguoi cé thu
nhap cao nhat 1a Joseph Jamail, mot cai tén hoan toan xa la
bén canh Andre Agassi. Jamail la mot luat su to tung va cho
dén thoi diém nay van chuwa ting xuat hién trén cac chuong
trinh truyén hinh hay thuc hién mot bd phim bom tan nao.
Vay ma ong da kiém dugc 90 triéu do-la trong nam 1994, trén
gap bon lan thu nhap ctiia Agassi.

Ra xuéng bang liét ké nhitng ngudi c6 thu nhap cao nhat ta
thay cac luat su cong ty, nha phau thuat dau nganh, giam doc
cong ty dugc san don, chd ngan hang dau tw, cac chuyén gia
vé thué va mot loat cac nganh nghé khac. Trong timg linh vuc

nay, triét ly “ké thang gom tat” dang ngay cang lan rong hon.
Cac ca nhan hay cong ty chuyén vé mot linh vuc hang dau c6
thé doi thu lao cao gip nhiéu lan so véi nhitng ngudi kém tay
nghé hon mot chut. Vi du, néu cé xdy ra truong hgp tranh
gianh mua duit lai mot cong ty, mot trong hai nhan vat chinh
c6 thé tranh nhau gianh quyén phuc vu cho nhiing ca nhan
hay cong ty ding dau bang cach dwa ra mic gia cao hon
nhiéu so véi mirc gia binh thuwong. Bat ci khi nao cé nhing
khodn tién dau tu 16n va nhitng ca nhan chép bu c6 thé (hoac
dugc xem 1a c6 thé) anh hudng ty 1é thi lgi nhuan thu vé cho
nhting cd nhan c6 thé dat dén mic khong 16.

Co 1é tai nang ludn tuan theo mod hinh 80/20. No6i mot cach
dai khai, &nh hudng cda cong nghé c6 1é sé day tai niang lén
muc ty 1é xap xi 90/10 hodc 95/5. Phan thudng trudc kia co
1& phan phéi theo ty 1é 70/30, nhung déi véi nhing ngudi noi
tiéng nhat chac chan bay gio ty 1é tang gan dén mic 95/5
hoac tham chi con chénh léch hon thé nwa.

Tat ca nhing diéu nay
6 nghia gi doi vGi nhiing nguoi
c6 tham vong?

Nhing quy tac dé thanh cong trong thé gidi 80/20 nay la
gi? C6 1é ban muén bé cudc va tir chdi tranh dua trong mot
thé gi6i ma co may dé thanh cong 16n la qua bé. Nhung toi
cho rang d6 1a mot két luan sai 1am. Cho du ban khong c6 ¥
dinh mudn trd thanh triéu phu s6 mot c6 kha nang 1am khuynh
dao ca thé gidi (nhung dac biét 1a ban c6 ¥ dinh nhu vay), c6
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10 quy tac vang dé c6 dugc mot nghé thanh céng trong mot
thé gi6i ngay cang méo léch kiéu 80/20 (xem Hinh 43).

Mac du cac nguyén tac nay cang quy gia hon néu ban co
tham vong to 16n hon, chung ap dung duoc cho bat ky trinh
do nghé nghiép hay mic do tham vong nao. Khi ching ta ban
chi tiét vé viéc nay, cac ban hay st dung kiéu tu duy 80/20
dé bién tap lai ndi dung cho phu hgp véi nganh nghé cda ban.
Hay nhd lai ma tran Von Manstein: tim mot linh vuc ma ban
da 1ap nén tén tudi, ma ban cé thé thong minh, lwdi nhac va
nhan dugc phan thuéng cao hon.

1. Di chuyén vao mét linh vuc that hep; phat trién mot ki nang cot 16i
2. Chon mét linh vuc ma ban thich thi, ma ban cé kha nang hon ngudi
khac va co co may trd thanh nguoi lanh tu duoc cong nhan

3. Hay nhan thic rang tri thirc 1a strc manh

4. Xac dinh thi truong va nhom khach hang chl chét clia minh va
phuc vu ho dén murc t6i da

5. Xac dinh nhitng mang ma 20% cong stc bo ra dem lai 80% két qua

6. Hay hoc hdi tir nhitng ngudi gidi nhat

7. Hay chuyén sang hinh thtc tv doanh sém trén con dudng su
nghiép

8. Hay thué cang nhiéu cang tot nhiing ngudi tao ra gia tri thuc

9. S dung nha thau bén ngoai trong moi viéc trir kj nang cot 15
cla ban

10. Tan dung don by vén

Hinh 43 10 quy tic vang dé thanh cong trong nghé

Di chuyén vao mot linh vuc that hep

Chuyén moén hoa 1a mot trong nhitng quy luat 1én, phé quat
trong cudc soéng. Day 1a cach ma ban than cudc song tién hoa,
trong d6 mdi loai tim cho minh nhiing ving sinh thai méi va
phat trién nhimg dac tinh riéng cda minh. Mot cong ty nhé
khong di chuyén mot linh vic nao sé sup do. Mot ca nhan
chéng c6 chuyén mon hoa sé sudt doi lam cong cho ngudi
khac ma thoi.

Trong thé gi6i tw nhién, khong ai biét dugc so lugng loai vat
1a bao nhiéu, song hau nhu chic chin rang sé lwong nay lén
dén kinh ngac. SO lugng cac linh wvyc trong gi6i kinh doanh
con 16n hon rat nhiéu so véi nguoi ta thuong nghi; do vay
nhiéu céng ty nho, trén bé mat dang phdi canh tranh trong
mot thi truong 16n, thuc té c6 thé trd thanh nhitng cong ty
ding dau trong linh vuyc riéng ctiia ho va tranh dugc su déi
dau truc dién.?

Do4i voi ca nhan cling vay, biét thau ddo mot vai viéc, hoac
t6t hon 1a biét mot viéc nao do cuc ky thau dao, thi tot hon
la biét nhiéu thit mét cach hoi hot.

Su chuyén mén hoa nam ngay trong Nguyén ly 80/20. Ly
do vi sao no dién ra nhu vay - titc 20% lugng cong stic dau
tu vao c6 thé tao ra 80% két qua - 1a & chd cai 1/5 c6 nang
suat cao ay dugc chuyén moén héa va thich hop véi nhiém vu
hon nhiéu so véi cai 4/5 ¢6 nang suat kém kia.

Bay ky khi ndo chung ta quan sat thay Nguyén ly 80/20
dang tng nghiém, day chinh la bang ching cho thiy c6 mot
sy lang phi cac ngudn tai nguyén (do cai 4/5 c6 hiéu suat kém
gay ra) va nhu cau can phai chuyén moén héa cao hon nita.
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Néu cai 80% c6 hiéu suat kém ay dugc tap trung vao nhing
viéc ma chung thuc hién duogc tot thi chung c6 thé tré thanh
cai 20% co6 hiéu suat cao ¢ mot linh vuc khac. Va diéu nay dén
lugt né sé tao ra mot quan hé 80/20 khac nhung & tam muc
cao hon. Cai trudc day la 80% c6 nang suat kém, hay mot
phan cta no, gio day sé la cai 20% c6 hiéu suat cao trong mot
phan b6 khac.

Qua trinh nay, cai ma triét gia nguoi Duic thé ky XIX G. W.
F. Hegel goi la ‘bién chung’}?® co thé tiép tuc dién ra mai, tao
thanh doéng co thuc day su tién bd. Thuc vay, c¢6 bang ching
cho thay day chinh 1a cai da dién ra trong sudt chiéu dai lich
st, cd trong thé gi¢i tu nhién va trong xa hoi. Mic séng cao
hon c6 dugc la nhd sw chuyén mon hbéa ngay cang sau hon.

May vi tinh tién hoa ti s¢ chuyén mon héa méi trong nganh
dién t; may vi tinh ca nhan t su chuyén hdéa sau hon nita;
cac phan mém chuong trinh hién dai, dé st dung ti su chuyén
mon hoa thém moét bude nita; va dia CD-ROM t mot giai
doan khac nita cua cung mot qua trinh. Ky nghé sinh hoc,
trong twong lai sé tao ra cudc cach mang trong viéc san xuat
thuc phé{m, cing da tién hoa theo cach tuong ty, cit ¢ moi giai
doan phat trién méi doi hdi va nhd vao qua trinh chuyén mén
hoéa ngay cang sau hon.

Sy nghiép cda ban cling phai tién trién theo cach tuong tu.
Tri thitc chinh la chia khoa. Mot trong nhitng xu hudéng r6 rét
nhat trong gi¢i lam viéc trong thé hé vira qua chinh 1a su tang
1én khong nging vé quyen luc va vi thé cda cac ki thuat vién,
trude kia thuong 1a nhing céng nhan c6 xanh nhung nay cé
duwoc quyén nho tri thic chuyén mon cung véi cong nghé
thong tin ngay cang dugc chuyén mon hoéa cao hon.* Nhitng
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chuyén gia nay hién nay thuong c6 nhiéu quyén luc va dugc
trd luong cao hon nhting nha qudn ly nguyén thdy xét vé
phuong dién cong nghé, chi nham dén viéc lam tang gia tri
bang viéc t0 chic cac ky thuat vién.’

3 mitc co bén nhét, su chuyén mén héa doi hdi phéi c6
bang cap chuyén moén. Trén 80% sd bang cap trong hau hét
tat ca cac xa hoi nam trong tay ctia 20% luc luong lao dong.
Ngay cang r6 nét hon, sy phan biét giai cap quan trong nhat
trong nhting xa hoi tién tién khong phai 1a viéc sé httu dat dai
hay tham chi cta cai, ma la viéc sg hitu thong tin. 80% luong
thong tin thudc quyén sé hitu cda 20% dan so.

Nha kinh té va chinh khach My Robert Reich da phan chia
lyc lwong lao dong M§ thanh bén nhém. Nhéom ditng dau
dugc 6ng goi 1la nhém ‘nhing nha phan tich biéu trung’, 1a
nhitng ngudi chuyén xt 1y nhitng con sd, y tudng, cac van dé
va t0 ngt. Nhém nay gom cac nha phan tich tai chinh, cac
nha tu van, kién tric sw, luat su, bac si va phéng vién, thuc
chat 1a tat ca nguoi lam viéc ma tri thong minh va tri thitc cda
ho 1a mot nguodn tao ra quyén luc va dnh huéng. Piéu thu vi
la 6ng dat cho nhom nay céi tén ‘nhém 1/5 may man’ - theo
thuat ng* cia chung ta la nhom 20% choép bu - ma 6ng cho
rang nam gitt 80% luwong thong tin va 80% cua cai.

Bat ky ai gan day c6 kinh qua nhitng nganh chuyén mén
déu biét rang tri thitc hién dang trdi qua mot qua trinh phan
hoa sau sic va triet dé. G mot vai phuong dién, diéu nay dang
lo ngai vi hau nhu chéng €O ai trong gidi tri thic hay trong xa
hoi néi chung c6 thé tong hop tat ca nhing tién bo khac nhau
trong tri thitc nhan loai va c6 thé bdo chung ta biét tat ca
nhitng tién bd ay mang y nghia gi. Nhung & nhitng phuong
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dién khac, su phan hoéa la bang chiing thém cho nhu cau va
gia tri cua viéc chuyén mon hoa.

Va dbi véi mbi cd nhan, quan sat duoc xu huéng ngay
cang r6 1a phan thudng luén vé tay nhing ké chép bu, day
la mot qua trinh day hy vong. C6 1& ban chang c6 hy vong
gl trd thanh Albert Einstein hay tham chi Bill Gates, song
thuc sy 1a ¢6 hang tram ngan, néu khong mudn néi la hang
triéu, linh vyc dé ban c6 thé chon dé di sau vé chuyén mon.
Tham chi, cing giéng nhu Bill Gates, ban c6 thé tao ra linh
vuc cda riéng minh.

Hay tim cho ra linh vic cda minh. C6 thé ban phai mat
nhiéu thoi gian, nhung d6 la cach duy nhat dé ban c6 thé
kiém duoc nhitng khodn tién khong 16.

Chon mot linh vuc ma ban thich thi, ma ¢ do ban
c6 khd ndng noi troi

Chuyén moén hoéa doi hdi phai suy nghi that can than. Linh
vic cang hep bao nhiéu thi viéc chon Iya ky cang lai cang
quan trong hon.

Hay di chuyén sau vao moét linh viec ma ban da té ra quan
tam va thich thu. Ban sé khong thé tr¢ thanh nguoi lanh dao
dugc cong nhan trong bat ky viéc gi ma ban khong cdm thay
thich thu hay say meé.

Yéu cau nay khong dén ndi qua khat khe nhu ban nghi. Moi
ngudi ai cling cdm thdy hing thu v6i mot viéc nao do; néu
khong, ho da chét hoac sap chét dén noi roi. Va hau hét moi
sG thich ca nhan, sy nhiét tinh, va moi thién hudéng ngay nay
déu c6 thé bién thanh hoat dong lam &n.
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Ban cling c6 thé nhin van dé nay theo huéng nguoc lai. Hau
hét nhiing ai da vuon lén duge hang chop bu 1a nho cé nhiét
tinh say mé doi véi nhing gi ho dang lam. Sy nhiét tinh tao
dong luc cho nguoi ta dat thanh twu va lam cho ngudi khac
cing nhiét tinh theo, tao nén hiéu tng cap sé6 nhan. Long
nhiét tinh khong thé nao gia v hay phia ra dugc.

Néu ban cdm thay minh khong c6 nhiét tinh cho nghé hién
tai cia minh va ban c6 tham vong, ban nén thoi lam cong viéc
ay. Thé nhung trude khi thyc hién buéc nay, hdy suy nghi va
tim cho ra mot nghé tét hon. Hay viét ra nhitng viéc lam ma
ban cam thay dam meé. Ké dé hay nghi xem viéc nao c6 thé
bién thanh nghé cda minh. Sau d6 hay chon viéc ma ban cam
thdy c6 nhiéu nhiét tinh nhat.

Hdy nhdn thiic rdng tri thitc la quyén luc

Chia khoa dé bién sy dam mé, nhiét tinh cda minh thanh
mot nghé 1a tri thitc. Hiy nam chic mot linh vic nao dé hon
bay ky ai khac. Sau dé tim ra cach tung né ra thi truong nham
tao ra mot thi truong va mot nhom khach hang trung thanh.

Biét nhiéu vé mot sb linh vuc hep thoi thi chwa dd. Ban phai
biét nhiéu hon bat ky ai, it nhat 1a & mot linh vuc nao do.
Khong ngimg nang cao kién thitc chuyén mén cho dén khi
ban chic chin rdng ban biét nhiéu hon va giéi hon moi ngudi
& mot linh vuc nao dé. Sau dé cing co vi tri dan dau cda minh
bang cach thuong xuyén luyén tap va luén hiéu ky muén tim
hiéu thém. Pung mong minh 1a ngudi ding dau tri phi ban
thuc sy hiu biét nhiéu hon bat ky ai khac.

Viéc dua san phﬁm ra thi trwong la mo6t qua trinh day sang
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tao: ban can phai tv minh tim hifu xem phai lam nhu thé
nao. Ban cé thé bat chudc cach ma nhing nguoi khac da
tung tri thic cda ho ra thi truong trong mot linh vuc gan keé.
Nhung néu khong c6 lwa chon nay, hdy di theo nhing chi
dan dudi day.

Xdc dinh thi truong va nhom khdch hang chii chét
cua minh va phuc vu ho déen murc toi da

Thi truong cda ban la nhitng ngudi chiu bd tién ra mua tri
thic cda ban. Nhitng khach hang c6t 16i 1a nhitng nguoi
danh gid cao nhat nhitng dich vu ban cung cap.

Thi truong la khu vige ma trong do ban sé hoat dong. Diéu
nay doi héi ban phai xac dinh xem tri thitc minh c6 cé thé
dem ban nhu thé nao. Ban ¢6 du dinh lam viéc cho mot cong
ty san c6 hay cho mot ca nhan véi tu cach 1a mot nhan vién,
hay lam cho mot s6 tap doan va ca nhan cung luc véi
cach la nguoi hoat dong tw do, hay thanh lap mot cong ty
tiép thi nhing dich vu (ti stic lao dong cda ban hodc cda
nhitng nguoi khac) dén cac cd nhan hay cong ty?

Ban duy dinh cung tng tri thitc tho, xi¢ 1y tri thic tho dé
dung vao nhtng tinh huéng cu thé, hay dung tri thitc dé tao
ra mot san pham? Ban du dinh phat minh ra mot san pham
mdi, tao thém gid tri cho ban thanh phdm ctia ngudi khac,
hay lam nguoi ban 1¢é thanh pham?

(Nhitng) khach hang c6t 16i cda ban 1a nhitng c4 nhan hay
cong ty cu thé danh gid cao nhat hoat dong cda ban va c6
thé cung cap cho ban mot cong viéc thuwong xuyén va tra
luong cao.
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Cho du lam thué cho nguoi khac, lam tu, lam chi mdt cong
ty nhd hoac 16n, hay tham chi 1a lanh tu mét qudc gia, ban
van c6 nhitng khach hang chi ch6t ma nho ho ban c6 thé tiép
tuc gat hai thém thanh cong. Diéu nay diing cho du thanh tich
cia ban trong qua kht c6 ¢ mitc nao di nita.

That dang ngac nhién 1a nhitng ngudi ditng dau rat thuong
xuyén lam mat vi tri cda minh bang cach xao nhang hoac
tham chi lam dung nhém khach hang chui chét cia minh.
Ngdi sao quan vgt John McEnroe quén rang khach hang chinh
cda anh chinh 1a khan gia va tham chi 1a nhing ngudi t6 chtc
gidi quan vgt nha nghé. Ba Thatcher (nhu héi 4y ngudi ta van
goi nhuw vay) quén mat rang nhting khach hang quan trong
nhat ctia ba 1a nhing nghi si thuéc Pang Bdo thu cda chinh
ba. Téng théng Richard Nixon quén rang nhém khach hang
chinh cda 6ng 1a nguoi dan My thudc gidi trung luu, yéu cau
nghiém ngat vé sy liém chinh.

Phuc vu khach hang la bi quyeét, nhung ho phai la nhing
khach hang phu hop do6i vé6i ban, nhing nguoi co thé lam cho
ban cuc ky hanh phic ma khong phai ton cong stc gi nhiéu.

Xdac dinh nhitng mang ma 20% cong suc bo ra dem
lai 80% két quad

Lam viéc thi chdng c6 gi thd vi trit phi ban c6 thé dat duoc
nhiéu ma chi tén mot it cong stc. Néu ban phai lam viéc 60
hay 70 gid mot tuan dé theo kip cong viéc, néu ban cam thay
minh luén bi tut lai phia sau, néu ban dang phai vat va dé
dap ung nhitng yéu cau cua cong viéc, thi ban dang lam mot
nghé khong phu hgp hoac cach lam viéc cia ban la hoan toan
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khong phu hop! Chéac chan ban khong thu duoc 1gi ich gi tw
Nguyén ly 80/20 hay t* ma tran Von Manstein.

Hay ludn tv nhic nhé minh vé mot sé ¥ tuéng cda Nguyén
ly vang 80/20: trong bat ky linh vic hoat dong nao, 80% s6
ngudi chi dat duoc 20% két qud; va 20% sbé ngudi dat duoc dén
80% két qua. Nhom nguoi da so ay dang lam diéu gi khong
dung, va s6 nguoi thiéu s6 dang lam diéu gi ding? Hon nita,
nhtng ai thudc vé nhom thiéu s6 ay? Ban c6 thé lam dugc nhu
ho khoéng? Ban co6 thé dam nhiém nhtng viéc ho dang lam
khong, va lam theo mot cach tham chi con cuc doan hon? Ban
6 thé nghi ra mot cach lam nao khac thong minh hon va hiéu
qua hon khong?

Ban va nhitng ‘khach hang’ cda minh nhu thé da phu hop
chua? Cong ty ban dang lam viéc cd phu hgp chua? B phan
lam viéc thich hgp chuwa? Cong viéc phu hop chua? 0 nhitng
diém nao ban cé thé gay an tugng véi ‘khach hang’ cia minh
ma khong phai tén nhiéu cong sic? Ban co thich thu véi
nhiing gi minh dang lam va cdm thiy say mé cong viéc ay?
Néu cau tra 1oi 1a khong, hay bat dau lén ké hoach thay doi
sang mot cong viéc ma ban cam thay thich thu ngay hom nay.

Néu ban thich cong viéc va ‘khach hang’ cda minh nhung
thay minh khong dang trén da di dén vinh quang thi c6 1é ban
dang st dung thoi gian cua minh khong dung cach. 20% thoi
gian ma trong do ban dat dugc 80% két qua la thoi gian nao?
Hay tap trung lam thém khoang thoi gian nay! 80% thoi gian
ma trong do6 ban chi dat dugc 20% két qud la thdi gian nao?
Hay gidm b6t khodng thoi gian nay! Cau trd 10i c6 thé don
gidn nhu thé, du thuc hién thay doi bat budc ban phai pha vo
hét nhiing quy udc va thoéi quen théng thuong cda minh.
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Trong moi thi truong, moi cong ty, moi nganh nghé va doi
v6i moi khach hang, luén c6 mot cach lam viéc hiéu qua hon,
c6 hiéu nang cao hon: khong chi la hon doi chut ma vugt troi
han kia. Hay nhin sau bén dudi bé mat cda su viéc dé tim ra
nhtng chan 1y 80/20 trong nganh nghé cda ban.

Trong nghé cda tdi, nghé tu van quan 1y, nhitng cau tra 16i
thay rat r6. Nhitng than chd 16n u? Tot. Nhitng doi ngd tu van
16n v6i nhiéu thanh vién cap dudi it ton kém u? Tot. Quan hé
gan gii vdi than chu - gitta cac cd nhan - u? Tot. Quan hé véi
nhan vat chop bu, CEO u? Rat t6t. Quan hé lau dai véi than
chid w? Rat tot. Quan hé gan gii va lau dai véi than chu la
nhi*tng nhan vat chop bu trong nhitng tap doan 16n c6 ngan
sach doi dao va st dung nhiéu nha tu van cip dudi u? Ban
tung ting cuwoi vui sudt con duong dén ngan hang gui tién!

Nhitng chan ly 80/20 trong nganh nghé cda ban la gi? d
linh vyc nao thi cac tap doan kiém duoc lgi nhuan kéch xu,
tham chi ban thiu? Ngudi dong nghiép nao clia ban dang
thanh dat ma lic ndo cing thay c6 vé thodi mai va c6 thoi
gian dé huéng thu nhiing thu vui riéng ctia minh? Cai ho lam
dugc that tot 1a cai gi? Hay suy nghi va suy nghi. Cau tra 1oi
nam & dau doé. Cai ban can lam 1a phai tim cho ra cau trd 10i.
Tuy nhién, dimg hdi giéi ndm quyén trong nganh cau tra loi
la gi; dung thyc hién khao sat tham do df)ng nghiép; va dung
c6 tim cau tra 16i trong cac an pham. TAt ca nhing gi ban tim
thay chi 1a tui khon thong thuong cda nguoi doi, duoc lap di
lap lai dén sdo mon bang cach nay hay cach khac. Cau tra 16i
nam & nhing nguwoi 1ap di trong nganh, nhing nha chuyén
moén gan buéng va nhitng cd nhan khong giong ai.



Hdy hoc héi tir nhitng nguoi gidi nhdt

Nhitng ngudi thdng cudc trong bat ky linh vuc nao, theo
dinh nghia, da tim ra nhitng cach lam cho 20% co6ng stc tao
ra dugc 80% két qua. biéu nay khong cé nghia la nhitng nguoi
ding dau luoi biéng hay khong c6 tdm huyét. Nhitng ngudi
ding dau thuong lam viéc cham chi. Thé nhung két qua cuda
ho, dat dugc trong khodng thoi gian khong nhiéu hon nhing
nguoi c6 nang luc don thuan trong linh vuc cua ho, lai c6 gia
tri cao hon két qua ctia nhitng ngudi c6 nang luc don thuan
gap nhiéu lan. Nhitng ngudi dimg dau tao ra két qua troi hon
han ca vé chat 1an luong.

N6i cach khac, nhitng ngudi ding dau lam viéc khac ngudi.
Ho thuong la nhitng ngudi ‘ngoai dao’: Ho c6 suy nghi va cam
nhan khac nguoi. Nhitng hguoi giéi nhat trong bat ky linh vuc
nao ciing c6 suy nghi va hanh dong khong giong véi ngudi
binh thuong. Nhitng nguoi ding dau cé thé khong y thic
duoc nhing viec ho 1lam khac ngudi. Hiém khi ho suy nghi vé
diéu d6 va phat biéu ra diéu d6. Tuy nhién, néu nhitng nguoi
ding dau thong thuong khong giai thich nhting bi quyét thanh
cong cda ho, chung ta c6 thé quan sat va suy ra nhing bi
quyét ay.

Cac thé hé di trudc biét rat ré6 diéu nay. Do dé ngoi dudi
chan su phu, ngudi méi vao nghé hoc viéc t¢ mot thg lanh
nghé, sinh vién hoc tap bang cach phu gido su trong nghién
cttu, hoa si bo ra thoi gian hoc tap v6i mot hoa si da thanh
danh: tat cd déu hoc héi bang cach quan sat cach thic lam
viéc cda nhiing ngudi gidi nhat trong nganh nghé cda ho,
bang cach giip sic hodc bat chudc ngudi thay.
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Hay chap nhan trd mot gia dat khi lam viéc véi nhiing nguoi
gidi nhat. Hay tim ra mot cai c§ dé & bén canh ho. Hay tim ra
nhitng cach thiic lam viéc dac trung cda ho. Roi ban sé thay
ho nhin sy vat mot cach khac nguoi, sit dung thdi gian khac
nguoi, va giao tiép voi nguoi khac cing khac nguoi. Tri phi
ban c6 thé lam dugc nhitng gi ho lam hay mot cai gi do khac
v6i cach thic thong thuong trong nganh nghé cda minh, ban
sé chang bao gid ngoi 1én dugce vi tri hang dau.

Doi khi, van dé khong chi 1a lam viéc cho nhitng ca nhan
gidi nhat. Bi quyét chd chdt nhat c¢6 thé ndm trong vin hoa
tap thé cla nhing cong ty tot nhat. Chia khéa nam trong
nhitng sy khac biét. Co thé noi rang ban nén lam viéc cho mot
cong ty binh thwong, sau dé lam viéc cho mot trong nhitng
cong ty tot nhat va quan sat nhitng su khac biét. Vi du, trudc
kia toi lam viéc cho hang Shell va phai viét nhiéu ban ghi nhé.
Sau do to6i di lam cho mot trong nhitng cong ty Mars va toi hoc
dugc cach giao tiép truc dién véi moi ngudi cho dén khi toi dat
dugc két qua mong mudn. Cong ty Mars hoat dong theo tap
quan 20/80: 20% cong stic dan dén 80% két qua. Nhitng ngudi
ding dau c6 nhiéu tdp quan lam viéc kiéu 20/80 nhu vay.

Hay quan sat, hoc héi va thuc hanh

Hay chuyén sang hinh thic tu doanh som trén con
duong su nghiép

Hay dung don bay thdi gian cda minh sao cho ban tap
trung vao nhing viéc tao ra gia tri cao gap nam lan nhing
viéc khac. Budc thit hai 1a phai ddm bdo ban gianh dugc phan
16n gia tri tao ra vé cho minh. Vi tri ly tudng, vi tri ma ban nén
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nham t6i sém trén con duong sy nghiép cda minh, 1a gianh
dugc toan bd gia tri minh tao ra vé cho minh.

Ly thuyét gia tri thang du cda Cac-Mac cho rang cong nhan
tao ra toan bo gia tri va cac chd tu ban gianh 1ay hét gia tri
thang du. Noi mot cach tho thién, 1gi nhuan la gia tri thang du
bi cudp lay tr tay cong nhan.

Nhitng nhan vién binh thuong tao ra két qua dat muc trung
binh thuc ra c6 thé boc 16t cong ty nhiéu hon 1a cong ty boc
16t ho: cac cong ty thuong c¢6 qua nhiéu nguoi quan ly va gia
tri rong ma da s6 nhitng nguoi quan ly nay goép vao thuc té
1a mang gia tri am. Thé nhung nguwdi nhan vién biét st dung
dung Nguyén ly 80/20 co lé sé lam viéc hiéu qua hon nhan
vién binh thuong gap nhiéu lan. Nguoi nhan vién 80/20 hau
nhu khong dugc trd lwong cao hon nhitng nhan vién cung cap
mot cach twong ung. Do d6 nguoi nhan vién 80/20 c6 1é sé co
loi hon nhiéu bang cach dung ra lam an ty doanh.

Khi ban ding ra tu doanh, ban duoc trd lwong theo két qua.
Doi vai nhitng ai si dung Nguyén ly 80/20, day chinh la tin
mung cho ho.

Truong hop duy nhat cé 1é khong phu hop cho viéc ding ra
tw doanh la khi ban dang con trong giai doan hoc viéc nhanh
chéng. Néu nhu mot tap doan hay mot cong ty chuyén nghiép
dang day cho ban nhiéu ky nang/tri thic, gia tri cta viéc hoc
nay co thé vugt xa mitc chénh léch gitta gia tri ban tao ra va
s tién ban dugc trd. Truong hop nay thuong xay ra trong hai
ba ndm dau cda mot nghé chuyén mén. Trudng hop nay ciing
xdy ra khi cac chuyén vién day dan kinh nghiém chuyén sang
lam cho mot cong ty khac c6 mc chuan cao hon noi ho lam
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trudc kia. Trong truong hgp nay, thoi gian hoc tap siéu toc
nay thuong chi kéo dai vai ba thang, hay nhiéu nhat ctiing chi
la mot nam.

Khi nhiing khodng thdi gian nay két thuc, hay ding ra lap
cong ty tu doanh. Dung lo nghi nhiéu vé mitc d6 an toan.
Trinh d6 chuyén moén cda ban cong vdi viéc ap dung nhitng
quy tac cdia Nguyén ly 80/20 chinh la sy ddm bdo an toan
cho ban. Dau gi di nita, cac cong ty khong con c6 kha nang
tao sy dam bao cho ban.

Hdy thué cang nhiéu cang tét nhitng nguoi tao ra
gia tri thuc

Néu giai doan don bay dau tién 1a viéc stt dung t6t nhat thoi
gian ctia ban, giai doan hai 1a ddm bdo ban gianh dugc hét gia
tri minh tao ra vé phan minh thi giai doan ba la dung don bay
nang cao nang lyc cda nhing ngudi khac.

Ban chi c6 mdt ngudi, nhung con c6 mot s6 rat 16n nhiing
ngudi ban c6 thé thué vé lam cho minh. Mt phan nhd cda
nhom ngudi ndy - nhung lai 1a phan nhé t dé nhing 6ng chd
80/20 tim nhan vién vé lam viéc cho minh - tao ra nhiéu gia
tri hon 1a chi phi bé ra dé thué ho.

Hé qua kéo theo 1a don bdy 16n nhat chinh la nhitng nguoi
khac. G mot chimg muic nao do, ban c6 thé va nén tao luc bay
¢ nhitng nguoi ban khong thué lam cho minh: nhitng ngudi
lién minh cda ban. Nhung ban cé thé c6 duwgc don bay truc
tiép nhat, hoan chinh nhat tv nhing nguoi lam thué cho ban.

Mot vi du don gidn bang con sO ¢ thé giup ban tap trung
suy nghi vao gia tri to 16n cda don bay lao dong. Chung ta hay
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gid dinh rang bang cach ap dung Nguyén ly 80/20 ban trd
nén hiéu qua gap nam lan so v6i mot chuyén vién binh thuong
trong nganh nghé cda ban. Chung ta cling gia dinh rang ban
1a ngudi chd ty doanh va vi thé ndm hét toan bo gia tri tao ra.
Do d6, diéu tot nhat ma ban c6 thé lam dugce 1a nhan duoc két
qud bang 500% muc trung binh. Muc ‘thing du’ cia ban so
v6i muc quan binh la 400 don Vi

Thé nhung bay gi¢ chung ta hdy gid dinh la ban tim duoc
10 chuyén vién khac, moi nguoi déu duoc hodc ¢ thé duge
dao tao dé c6 nang suat 16n gap ba lan so véi muc trung binh.
Ho lam viéc khong dugce tét nhu ban, song ho van tao ra gia
tri cao hon chi phi thué ho. Chiing ta ciing gid dinh rang dé
thu hut va gitt chan nhing nguwoi nay, ban trad luong ho gap
rudi so véi muic lwong hién hanh. Moi ngudi trong nhom nay
sé tao ra 300 don vi gia tri va chi phi trd cho ho la 150 don
vi. Vay 1a ban kiém dugc mot khodn 1ai, hay thiang du tu ban,
1a 150 don vi trén méi-dau nhan vién. Néu thué 10 ngudi, ban
sé cO dugc 1500 don vi thang du cong vao 400 don vi ma
chinh ban dang tao ra. Tong gia tri thang du cda ban gio day
1900 don vi, gan gap nam lan so véi trude khi thué nhan vién
lam cho minh.

TAt nhién, ban khong phai dung lai & s6 10 nhan vién. Hai
gidi han duy nhat 1a khd nang cda ban trong viéc tim ra
nhtng nhan vién c6 thé lam tang gia tri thang duw va kha nang
ctia ban (va cia ho) trong viéc tim ra khach hang. Gidi han thi
hai thuong khong thé c¢6 néu nhu khong c6 gisi han thit nhat,
vi nhitng chuyén vién c6 kha nang lam tang gia tri thong
thuong c6 san thi truong cho nhing dich vu cda ho.
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R6 rang, diéu thiét yéu la chi thué nhitng ngudi tao ra dugc
gia tri rong: nhitng nguoi ma gia tri ho tao ra vugt xa chi phi
thué muwén ho. Nhung sé sai lam khi cho rang ban chi nén
thué nhitng nguoi gidi nhat. Gia tri thang du cao nhat dugc
tao ra bang cach thué cang nhiéu ngudi tao gia tri thang du
cang tot, cho du mot s6 nguoi chi hon mic trung binh gap hai
lan trong khi nhiing ngudi khac c6 thé hiéu qud hon muc
trung binh dén nam lan (hoac tham chi con hon). Trong noi
bd luc lwong lao dong ctia ban, c¢6 1& van con do ty 1é 80/20
hoac 70/30 & phuwong dién hiéu qua cong viéc. Gia tri thang
du tuyét doi 16n nhat c6 thé ton tai song song v6i sw chénh
léch vé tai nang. Yéu cau duy nhat la nhan vién kém hiéu qua
nhat cda ban cuing co thé tao ra gia tri cao hon chi phi thué
muén nhan vién Aay.

Sit dung nha thdu bén ngoadi trong moi viéc tri ky
ndng cot 16i cua ban

Nguyén 1y 80/20 la mot nguyén tac chon loc. Ban dat duogc
muc hiéu qud t6i da bang cach tap trung vao 1/5 hoat dong
ma ban lam tét nhat. Nguyén tac nay ap dung khong chi cho
ca nhan théi ma con cho ca cac cong ty.

Nhitng cong ty va tap doan thanh cong nhat 1a nhing céng
ty khoan hét moi viéc cho nguoi ngoai ngoai trit cong viéc ma
ho c6 thé lam tét nhat. Néu nhu ho gidi vé tiép thi thi ho
khong hoat dong san xuat. Néu vu diém thuyc cda ho 1a nghién
ciu va phat trién, ho stt dung bén thit ba khong chi cho viéc
sdn xuat hang héa, ma con ca viéc tiép thi va ban san pham.
Néu ho manh nhat vé viéc san xuat cac san pham chuan héa
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vGi khoi Iwgng 16n thi ho khong lam ra nhing san phé{m ‘dac
biét’ hay cac dang san pham cao cap. Néu ho gidi nhat vé cac
san pham ‘dac biét’ c6 bién loi nhuan cao, ho khong thi tay
vao thi truong gi¢i binh dan. Van van va van van.

Giai doan don bay tht tu 1a st dung nha thau bén ngoai
cang nhiéu cang tot. Hay gitt cho céng ty cda ban cang don
gidn cang tot va chi don thuan tap trung vao nhitng mang ma
cong ty minh lam tot hon nhing doéi thd canh tranh gap nhiéu
lan.

Tdn dung don bdy von

Cho dén bay gio chung ta da kéu goi st dung don bay lao
dong, nhung ban ciing c6 thé dugc lgi tv don bay von.

Don bdy von 1a viéc st dung tién dé tao ra thém giad tri
thang du. O hinh thic co ban nhat ctia no, don bay von cé
nghia 1a mua may moc vé thay thé lao dong & nhitng mang
ma may moc cd-hiéu qud chi phi cao hon. Ngay nay, nhitng
vi du thu vi nhat cia don bay vén 1a viéc st dung tién dé ‘can
ra’ nhing y tuéng hay da dugc chitng minh trong nhing tinh
hudng cu thé. Thuc té, von duoc dung dé lam tang 1én nhing
bi quyét da dong két nam trong mot céng thiic cu thé nao do.
Cac vi du gom c6 tat cad moi hinh thitc phan phéi phan mém,
viéc tao ra nhing céng thuic nha hang thic an nhanh (va
nhtng loai thitc an ngay cang it nhanh hon) nhu McDonald’s
va toan cau hoéa viéc cung tng nudc gidi khat.
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Tom tat

Phan thudng ngay cang chimg minh ré Nguyén 1y 80/20: do
1a ké thang gom tat. Nhitng ai thuc sy c6 tham vong can phai
nhdm dén muc tiéu ngoi 1én hang dau trong linh vuc cda minh.

Hay chon cho minh mdt linh vigzc hep. Hay chuyén mon hoa.
Hay chon mot mang ma cudc song da danh riéng cho ban.
Ban khong thé nao troi hon nguoi khac tri phi ban cting thich
nhitng gi ban dang lam.

Thanh cong doi hdi phai cé tri thitc. Song thanh cong con
doi hoi phai c6 sy hiéu biét thau dao cai gi mang lai cho khach
hang sv thda man lén nhat ma chi s¢ dung nguon luc & mic
thap nhat. Hay xac dinh cho duoc tai dau thi ta c6 thé lam cho
20% nguon luc sadn sinh ra 80% két qua.

Ngay ti Iic budc vao nghé, hay hoc tat cd nhitng gi c6 thé
hoc duge. Ban chi ¢6 thé lam dugc nhu vay bang cach lam
viéc cho nhiing cong ty t6t nhat va cho nhing ca nhan t6t
nhat trong coéng ty do. ‘Tét nhat’ & day duoc xac dinh chiéu
theo linh vigc hep cuia riéng ban.

Hay lam sao c6 dugc bon dang don bay lao dong. Thit nhat,
hay dung don bay thdi gian cia minh. Thi¢ hai, nam hét 100%
gia tri tao ra bang cach Chuyén sang hinh thic tw doanh. Thit
ba, hay thué cang nhiéu cang t6t nhiing nguoi tao ra gia tri
rong. Thi tu, khoan hét moi cong viéc ma ban va nhi*tng nguoi
dong nghiép khong thé thyc hién gidi hon ngudi khac gap
nhiéu lan.
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Néu ban lam dugc tat ca nhiing viéc trén thi coi nhu ban da
xay dung nghé cda minh thanh mot coéng ty, cong ty cuia riéng
ban. Tai giai doan nay, hay st dung don bay vén dé dé ra
thém nhiéu tién hon.

Ppé ra tien

Néu ban quan tdm mudn c6 mot sy nghiép thanh dat, c6 1&
ban cling quan tam dén viéc lam giau thém. Nhu chung ta sé
thay lan lugt & Chuwong 14 va 15, diéu nay khong nhing dé
dang hon ma con dang lam hon ngudi ta van thuong nghi.
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Vi pham ai da co, thi duoc cho thém va sé co du
thua; con ai khong co, thi ngay cdi dang co cting
sé bi ldy di.

Matthew 25:29

Déy lai 1a mot chuong tuy chon nita, danh riéng
cho nhitng ai dang c6 sén trong tay mot it tién va
muon biét 1am sao dé “tién me dé tién con”.

Néu tuong lai cling tuong tu nhu qua khu, thi lam cho “tién
me dé tién con” that kha dé dang. Nhitng gi ban can phai lam
la dau tu tién vao mot noi thich hop, va c dé né nam yén do.



Chuyén tién bac ciing tuan theo
Nguyen ly 80/20

Khong phdi ngau nhién ma Vilfredo Pareto da phat hién ra
cai ma ngay nay chung ta goi la Nguyén ly 80/20 khi 6ng
nghién ciu sw phan bo thu nhap va ctiia cii. Ong nhan thay
rang tién cda c6 phan b6 cyc ky khong can déi va c6 thé tién
doan duogc. Tién clia dwong nhu khong “chiu” su phan bo
dong déu.

» Trit phi dugc tai phan b6 bang mot chinh sach thué liy
tién, thu nhap c¢6 khuynh huéng phan phdi khéng dong
déu, v6i mot nhom thiéu sé gianh 1ay phan 16n téng ngudn
thu nhap.

» Tham chi v6i mot chinh sach thué iy tién, ctia cai tudn
theo mot mo hinh phan b con léch chénh hon thu nhap;
phan phéi cda cai cho cong bang lai cang khé hon so véi
viéc phan phdi thu nhap.

» Ay 1a vi phan 16n cda cai dugc tao ra t cac kénh dau tu,
khong phdi tt nguon thu nhap; va loi nhuan c6 ti dau tu
thi cang c¢6 khuynh huéng khong dong déu bang 1gi nhuan
tt thu nhap.

» Dau tu tao ra nhitng khoadn cda cai khong 16 nhd co ché lai
kép. Vi du, binh quan gia tri ¢6 phiéu c6 kha nang tang gia
khodng 12,5% mdi nidm. Piéu d6 c¢6 nghia 1a 100 bdng Anh
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bé vao dau tu ndm 1950 nay sé la 22.740 bang. Nhin
chung, 1gi nhuan thuc tw cac kénh dau tu (sau khi da loai
ra anh hudng cda lam phat) 1a rat cao, tru truong hgp tinh
hinh lam phat vugt ra ngoai tam kiém soat.

» Lai kép do dau tw mang lai cuc ky chénh léch: c6 mot s6
kénh dau tu phat sinh loi nhuan 16n hon rat nhiéu so véi
nhting kénh khac. Diéu nay giai thich vi sao ctia cai tré nén
c6 phan bd khong dong déu dén thé. Nhing nmuic 1ai suat
hang nam khac nhau, chéng han nhu 5%, 10%, 20% hay
40%, tao ra nhing khac biét khong 16 vé 1¢i nhuan. Trong
vong 10 ndm 1.000 bang Anh bé ra dau tu Iic ban dau sé
lan lwot 1a 1.629 bang Anh, 2.593 bang Anh, 6.191 bang
Anh va 28.925 bang Anh! Véi truong hop chi chénh léch 8
lan, 1ai suat hang nam 40% mang vé mot khodn tién 16n gap
18 lan lai suat 5%; va néu chiing ta ct thé ma tiép tuc thi
két qua sé cang chénh léch hon nta.

Mot diéu ciing kha la lung 1a mot s6 loai hinh va chién lugc
dau tu c6 thé doan trudc dugc 1a sé sinh 1gi cao gap boi so véi
nhitng loai hinh va chién luge dau tu khac.

Véan dung nhting y tudng cta
Nguyen ly 80/20 de lam giau

Ban c6 nhiéu co hoi lam giau hay gia tang cta cdi cia minh
dén mirc t6i da bang cach dau tw hon la lam cong cho nguoi
khac. Diéu nay c6 nghia 1a phdi sém tich ldy tién dé co von
dau tu. Tich liy von dé gia nhap vao gidi dau tu thuong doi
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héi phai tén nhiéu cong stc va gidm thiéu chi tiéu: trong mot
thoi gian, thu nhdp rong phai cao hon mic chi tiéu.

» Chi c6 mot vai truong hgp ngoai 1é: dugc thia hudng cia
cai di chuc hay tang pham, két hon véi mot ngudi giau co,
trung “dam” s0 X0 hay cac loai hinh cd bac khac, va lam
nhtng viéc pham phap. Truong hop thit nhat khong thé dé
dang tién doan, truong hop thu ba thi kha nang xay ra qua
bé nén can phai loai bé han ra, truong hop the tu thi 16
rang la khong nén lam. Chi c6 truong hop thi hai 1a ta c6
thé ty giac 1én ké hoach dugc, nhung két qua ciing kha 1a
bap bénh.

» Do tac dong co ché 1ai kép trong dau tu, dé tré nén giau co,
ban phédi sém dau tu ngay ti-khi con tré, hoac ban phai
song that tho, hoac vira dau tw s6m vira séong tho. bau tu
sém 1a mot chién lugc ma ta ¢6 thé kiém soat dugc nhiéu
nhat.

» Ban can phdi cang sém cang tét xay dung mot chién lugc
dau tuv mang tinh nhat quan, dai han trén co sé nhing
nguyén tac da té ra htu hiéu trudc do.

Vay bang cach nao chung ta c6 thé dat dugc 80% loi nhuan
t¥ 20% tién dau tu? Cau trd 1oi la: hay lam theo 10 diéu ran
cua Koch & Hinh 44.

Phuong cham dau tu phai phu hop voi cé tinh cla ban
Hay tich cuc chd dong va dau tu khong can doi

Pau tu chl yéu vao thi truomg ching khoan

Pau tu dai han

=
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5. Tap trung dau tu khi thi truong dang di xuéng

6. NEu ban khong thé khuynh ddo, khdng ché duoc thi truong thi
hay theo déi nd

7. Dau tu vao nhitng linh vuc ban c6 chuyén mén

8. Xem xét nhiing co hoi clia cac thi truong mai ndi

9. Sém loai bd cac nhan t6 gay thua 16

10. Khong ngirng lam cho lgi nhudn tang trudng

Hinh 44 - Muoi diéu ran ctia Koch cho van dé dau tu

Phuong cham ddau tu phdi phu hop véi cd tinh
cua ban

Diém mau chot dé nhing khoan dau tu ca nhan sinh loi 1a
ban phdi tim dugc mdt trong s6 nhing ky thuat dau tu von
da thanh cong qua thuc té phu hop véi ca tinh va k¥ niang cda
riéng ban. Phan 16n cac nha dau tu ca nhan khong thanh cong
vi ho st dung nhitng ky thuat, du tuyét hao, khong phu hop
vGi ca nhan ho. Ban nén chon ra mo6t ky thuat t¢ mdt nhém
k¥ thuat (10 k¥ thuat chdng han) da ap dung thanh céng trén
thuwong truong phu hop véi tinh cach va tam kién thic hiéu
biét cda riéng ban. Vi du:

» Néu ban thich lam viéc véi cac con sd va c6 6c phan tich,
ban nén tap trung vao mot trong nhitng phuong phap phan
tich dau tu. Trong cac phuong phap phan tich nay, toi
chudng nhat 1a dau tuw gia tri (nhung ban hdy tham khdo
thém thi du thw hai), phat hién gia tang thu nhap va dau tu
chuyén doanh nhuv quyén mua c6 phiéu.



» Néu ban la nguoi c6 suy nghi lac quan hon 1a bi quan, ban

nén tranh xa cac ky thuat phan tich qua ti mi néu trén.
Nhitng nguoi lac quan thuwong la nhiing ngudi rat kém vé
dau tu, vi thé ban can ddm bdo rang cac khoan dau tu cda
minh phai thuc sy thang chi s giao dich; bang khong, ban
hay ban ngay ching va chuyén tién sang cac quy theo déi
chi so.
Doi khi, nhitng ngudi lac quan, trong truong hgp nay xing
dang dugc ménh danh la ‘nhitng ngudi biét nhin xa trong
rong’, lai 1a nhitng nha dau tu tai gidi, vi ho biét chon hai
hay ba loai c6 phiéu ma ho biét chic c6 tiém niang khong
10. Tuy nhién, néu ban la mot nguoi lac quan, ban phai biét
kiém ché sy hang hai nhiét tinh cda minh va hay viét ra
gidy that can than 1y do tai sao nhitng c6 phiéu dé lai hap
dan ban dén nhw vay. Hay lang nghe tiéng noéi cta ly tri
trude khi dau tw. Va nhé 1a phai ban hét tat cd nhing loai
c6 phiéu nao dang gay thua 16 cho du con tim ban mudn
gilt chung lai.

» Néu ban khong thudc loai ngudi thich phan tich ciing khong
thudc loai “ngudi c6 tam thi kién”, ma thudc loai nguoi song
thuc té, ban nén hoac di chuyén vao mot linh vic ma ban
biét that ranh ré hoac theo chan nhting nha dau tw ¢ thanh
tich thang chi s6 giao dich.

Hdy tich cuc chii déng va dau tu khéng can doi

Tich cuc chd dong c6 nghia la ban ty minh dua ra nhing
quyét dinh dau tu. Mdi nguy hiém khi giao ph6 cong viéc cho
cac nha tv van va quan ly quy chd yéu khong phai 1a ho “hét
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di” phan 16n 1gi nhuan ma 1a ho khong c6 xu huéng dé nghi
hodc thuc hién dau tu vao cac danh muc dau tu khong can
doi, 1a con duong tao dugc siéu lgi nhuan. Ngudi ta cho rang
yéu t6 rii ro dugc gidm thiéu bang cach dau tu dan trai ra
that nhiéu kénh da dang: trai phiéu, co phiéu, tién mat, bat
dong san, vang va cac bd suu tap quy hiém. Nhung viéc tdi
thiéu hoa rii ro da dugc danh gia qua cao. Néu ban muén co
dd tién dé thay doi 16i song ctia minh trong tuong lai, ban can
phai dat dugc nhing lgi nhudn trén mic trung binh. Co hoi
thanh cong sé cao hon nhiéu néu ban di theo hwéng dau tu
khong can doi. biéu do c6 nghia l1a ban nén dau tu vao that
it danh muc: chi dau tu vao nhitng danh muc ban tin chac
rang sé dem lai loi nhuan cao. biéu do cling c6 nghia la ban
chi nén tap trung vao mot kénh dau tu...

Pdu tw chi yéu vao thi truong chiing khodn

Trut phi ban la mot chuyén gia ¢ mot kénh dau tu chuyén
biét chang han nhuv khung in lya Trung Hoa thé ky 19 hay
nhitng chu linh d6 choi xua cd, kénh dau tw tot nhat la thi
truong ching khoan.

Xét vé lau vé dai, dau tw vao co phiéu dem lai loi nhuan
nhiéu hon dén kinh ngac, so véi gii tiét kiem ngan hang hay
dau tu vao nhting cong cu sinh loi nhu trai phiéu chinh phu
hay trai phiéu cong ty. Vi du, téi da tinh toan va thay rang,
tai Anh néu vao nam 1950 ban dau tw 100 bang vao mot hoi
xay dung, dén nam 1992 ban c6 thé lam ra dugc 813 bang
Anh. Nhung véi 100 bang Anh d6, ban dem dau tu vao thi
truong ching khoan, ban rat c6 thé da kiém duoc 14.198
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bang Anh, gap gan 17 lan. Cac ban c6 thé thuc hién nhing
tinh toan tuong tu cho thi truong chitng khoan Hoa Ky va hau
hét cac thi truong ching khoan 16n khac.

Ngay sau Thé chién thit hai, ba Anne Scheiber, mot nha dau
tu chitng khoan tu nhan tai Hoa Ky, da dau tw 5.000 déla vao
¢6 phiéu blue-chip. Sau d6 ba c dé “quén” han chung di. Dén
nam 1995, 5.000 dola dau tu ban dau da tang 1én thanh hai
muoi hai triéu, tang dén 440.000% so véi von goc.

That may, thi truong ching khoan la mot kénh dau tu twong
doi dé dang do6i voi nhiing nguoi khong phdi 1a chuyén gia.

Pau tu dai han

Ding qua thuong xuyén mua vao roi ban ra cac co phiéu
riéng 1é hay toan bo danh muc dau tu. Tru phi 1o rang la
ching gay thua 16, ban hay gitt nguyén s6 co phiéu cia minh
that lau trong nhiéu nam. Mua vao va ban ra ¢6 phiéu vira tén
tien lai mat thoi gian. Néu c¢6 thé, ban nén c6 tam nhin véi
nhtng ké hoach muoi nam, hay tham chi tot hon, 1a hai muoi,
ba muoi hay ndm muoi nam. Néu ban bd tién vao co phiéu
trong thoi han ngan, thi thuc su day 1a choi tro dé den chu
khong phdi 1a dau tu dich thyc. Néu ban khong cudng lai
dugc viéc ban ra c6 phiéu dé ldy tién tiéu xai thi ban dang tri
hoan viéc titu xai cht khong phdi la dau tu.

Di nhién dén mot giai doan nao dé c6 thé ban muén minh
1a nguoi dwoc hudng thu tai sadn khong 16 nay thay vi dé
nhiing nguoi thita ké huéng thu. Cach st dung cda cdi hay
nhat 1a dung n6 dé tao ra mot 16i song mdéi theo d6 ban c6 thé
chon lya cach st dung thai gian, cach deo duoi mot cong viéc,
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thuc hién viéc lJam ban yéu thich nhat. Khi ay, thdi han dau
tu xem nhu da két thic. Thé nhung khi ban con chua dd tién
dé thuc hién su thay déi nay, hay tiép tuc tich ldy cta cai.

Tdp trung ddu tu khi thi truong dang di xuédng

Tuy gia tri cda thi truong chitng khoan tang dan theo thoi
gian, thi truong ching khoan van phat trién theo hinh xoan
6c mot phan do anh hudng chu ky kinh té, song phan 16n 1a
do tam ly dao dong. Diéu nay qua dang kinh ngac, nhung tam
trang lo au thiéu co sé gdy ra bdi viéc chay theo phong trao,
tam 1y bay dan chay theo dam dong, tam 1y hy vong va lo sg
lam cho gia ca dao dong. Chinh Pareto da quan sat thay hién
tuong nay:

Ludn ton tai mot nhip diéu bién déng tinh cdm ma
chung ta cé thé nhdn dién duoc trong cdc linh vuc
dao duc, ton gido, va chinh tri nhu nhting dot song
giong nhu chu ky trong kinh thuong...

A

Khi thi truong dang “lén”, nguoi ta san sang ho hoi
don nhdn moi ly 16 nhdm bién gidi rdng mot doanh
nghiép nao doé sé dn nén lam ra, thé nhung lic thi
truong dang di xuong, nhitng ly 1é tuong tu déu bi
thdng thung bdc bé... Nhiing ai trong Lic thi truong
co xu hudng di xuéng khong chiu mua vao mét so co
phiéu déu tin chdc rang minh hanh doéng theo tiéng
noi cua ly tri ma ddau biét rdang trong vé thitc minh
da thuc su chiu tdc dong cua cd ngan cdm nhdn dn
tuong do tin tic kinh té cdp nhdt hang ngay dem
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lai. Sau do, khi thi truong hoi phuc, nguoi 4y lai
mua vao chinh nhitng cé phiéu dy hay nhitng cé
phiéu tuong tu (nhitng cé phiéu nay ddau da cé nhiéu
co may hon dé “thdng Ion” dau!) va lai cho rdng
minh ciing chi hanh dong theo ménh Iénh cua ly tri
va ciing khong biét rdng viéc khoi phuc lai niém tin
dd mat dy chiu dnh hudng ddm béi yéu té tinh cdm
do “bdu khong khi” xung quanh ho tao ra ...

Chiing ta déu biét rdt ré rdng tai SO Giao dich Chitng
khodn London, phdn déng moi nguoi déu dé x6 mua
vao chi khi_ndo thdy thi truong dang di 1én va bdn
ra khi thi truong co chieu hudng di xudng. Nhitng
nha tai chinh chuyén nghiép, vi co kinh nghiém hon
trong linh vuc nay, dua vao ly tri nhiéu hon du doi
liic ho van dé minh nghe theo tiéng néi cdm tinh, ho
hanh dong nguoc lai voi moi nguoi, va ddy la ly do
chinh vi sao ho gdt duoc lgi nhudn I6n. Khi thi truong
dang vun vut tdng trudng, bat cit mét ldp ludn tam
thuong nao cho rdng thi truong sé con tiép tuc tding
trudng sé co sic thuyét phuc rdat Ion, va néu ban co
cong thuyét phuc véi ngudi khdc rang suy cho cung
thi gid cd khéng thé cu tdng lén mdi mdi, chdc chdn
sé chdng co ai tin 10i ban.

Toan bd phuong phap dau tu gia tri déu xoay quanh triét
ly sau: ban hay mua vao khi thi truong ching khoan néi
chung hay mot vai loai co phiéu ca biét nao do6 dang & gia
thap va ban ra khi dugc gid cao. Mot trong nhitng nha dau tu
thanh cong nhat trong moi thoi dai, ong Benjamin Graham, co
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viét mot cudn sach vé cac qui tac dau tu gia tri, va cac qui tic
ong néu ra da thuong xuyén duoc thuc té kiém ching.

C6 nhiéu qui tac dan dat ban trén con dudng dau tu gia tri.

Don gian hoa that nhiéu, nhung dat dugc 80% gia tri trong
muc dudi xa 20% khong gian, va sau day la ba qui tac:

» Ch6 mua vao khi moi nguai déu d6 x6 nhau mua va khi moi
nguoi déu “chiac mam” rang thi truong chi c6 kha nang tiép
tuc 1én. Nguoc lai, hdy mua vao khi moi nguoi déu dang té
ra bi quan.

» Ban nén st dung hé s6 gia ca/loi tic (hé sd P/E) lam tiéu
chuén duy nhét dé quyét dinh xem gia c6 phiéu la dat hay
ré. Hé s6 P/E cda mot c6 phiéu dugc tinh bang gia co phiéu
chia cho lgi tic sau thué. Vi du, néu mot c6 phiéu c6 gia la
250 xu va lai suat trén méi c6 phiéu 1a 25 xu; nhu thé hé
sO P/E 1a 10. Néu c6 phiéu d6 tang gia, vao thoi diém huy
hoang nhat, dat mic 500 xu, nhung mic 1ai ¢6 phan van
chi 1a 25 xu, nhu thé hé so P/E bay gid 1a 20.

» Nhin chung, khi hé sO P/E cho toan thi truong ching khoan
noi chung vuot trén 17, day la dau hiéu canh bao nguy
hiém. Ding dau tw manh khi thi truong cao nhu thé. Hé so
P/E dwdi 12 1a dau hiéu cho biét c6 thé mua vao; hé s6 P/E
dudi 10 cho biét nhat thiét ching ta phdi mua vao. Ngudi
moi gidi ching khoan ctiia ban hay bat ky mot to bao tai
chinh c6 uy tin ndo déu cho ban biét hé s6 P/E binh quan
& thi truong hién hanh 1a bao nhiéu. Néu c6 ai hdi ban dang
dé cap dén hé sé P/E ndo, ban ct tra 16i day vé hiéu biét:
“Bac oi, thi muic P/E lich st do!”



Néu ban khéng thé khuynh ddo, khdng ché thi truong
thi hdy theo déi no

Hoan toan c6 thé xday dyng cho ban thin mot chién lugc
dau tw “trén co” mat bang chung cta thi truong chiing khoan
bang cach tuan thd mot sd qui tac vang va hinh thanh riéng
mot hudng di phu hgp véi tinh cach va ky nang cua riéng
minh. Ching ta sé tim hiéu nhtng kha nang nay dudi day.
Tuy nhién c¢6 khd ndng cao hon 1a viéc chon cac khodn dau
tw cho riéng minh sé dua ban vao tinh thé hiéu qua kém hon
cac chi s thi truong chiing khoan.

Trong truong hop thd hai, hay néu ban tham chi khong
muén tht nghiém huéng di rieng cda minh véi hy vong sé
danh bai dugc thi truong, ban nén ‘theo déi chi sO giao dich
ching khoan’.

Theo déi chi s6 giao dich chiing khoan, con dugc goi 1a theo
déi thi truong, ¢6 nghia la mua vao cac c6 phiéu khi ching
con nam trong bang chi s6 chitng khoan giao dich. Ban chi
ban di nhing c6 phiéu nao khi ching “vang” khéi bang chi sb
ching khoan giao dich (diéu nay xay ra véi cac ¢ phiéu sinh
lgi kém) va chi mua nhitng co phiéu méi khi chung vira maéi
dugc dwa vao bang.

Ban c6 thé ty minh theo déi chi s6, chi can chut cong stic theo
do6i may td bao tai chinh. Hoac ban c6 thé bd tién vao mot “quy
theo déi chi s6” (tracker fund)” dé nhitng ngudi quan ly quy lam
giup ban véi mot khoan phi hang nam nho nhd.

* tracker fund 1a mot hinh thitc dau tw theo d6 c6 phan & nhiing
cong ty khac nhau dugc mua vao va ban ra sao cho gia tri cda cac
c6 phan nam gitt ludén twong ng véi gia tri trung binh cda c6
phan trén toan bo hodc mot phan thi truong ching khoan.
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Ban c6 thé chon nhiéu quy dau tw khac nhau tuy thuoc vao
thi truong ndo ban mudn theo déi. Thong thudng, an toan
nhat 1a chon thi truong trong nudc, tim mot qui dau tu chuyén
theo déi cac chi s6 cda nhitng loai c6 phiéu 16n nhat, c6 gia
tri nhat (goi 1a c6 phiéu thugng hang - blue-chip).

Theo déi chi s6 1a mot chién lugc twong doi it rii ro, nhung
vé lau vé dai, lgi nhuan cting khong phdi 1a thap. Néu ban
chon dau tu theo huéng nay, ban khong can phai doc bon qui
luat vang con lai. Con ty minh chon cac khoan dau tu thi sao?
C6 thé nhu thé sé thich thu hon, dang lam hon, tuy rang mtc
do i ro c6 phan cao hon. Bén “diéu ran” con lai duge dung
cho truong hgp nay. Tuy nhién, ban can nhé rang, theo “diéu
ran” vang nay, ban phai theo déi chi s6 giao dich tri phi chién
lugc dau tu cda riéng ban néi chung danh bai dugc chi s6 giao
dich. Néu khong, hay cat gidm ngay nhiing thua 16 va theo doi
cac chi sb giao dich.

Pdu tu vdo nhitng linh vuc ban cé chuyén mén

Tinh than xuyén su6t triét 1y 80/20 1a phdi ndm ranh ré
mot s6 chuyén: phdi chuyén mon hoa.

Qui luat nay dac biét rat dung trong dau tu. Néu ban dang
quyét dinh chon mua c6 phiéu nao, hay tap trung vao nhiing
Iinh vic ma ban la mot chuyén gia tuong doi co hang.

Diém manh cda su chuyén nghiép hoa 1a & chd co hoi gan
nhu vo tan. Vi du, ban c6 thé di chuyén vao nhing loai co
phiéu thudéc nganh minh dang hoat dong, hay nganh ban yéu
thich, ving dia phuong cia ban hay bat cit mot linh vuc nao
d6 ma ban c6 quan tdm. Vi du, néu ban thich mua sam, ban
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c6 thé quyét dinh di chuyén vé mang ban 18. Sau do, néu ban
phat hién c6 mot hé th6ng ban 1é vita mdi di vao hoat dong,
thé ma cac clra tiém cda hé théng nay lai rat dong khach,
ban c6 thé cting mudn dau tu vao co phiéu ctia hé théng ban
1é nay.

Cho du lic dau ban chua phai 1a mét chuyén gia, ban van
c6 thé c6 1oi khi tap trung vao mét so loai ¢6 phiéu, chang han
nhu c6 phiéu & mot nganh nghé nao do, dé ban c6 thé biét vé
linh viec d6 dén muic c6 thé dugc.

Xem xét nhitng co hoéi cua cdc thi truong moi noi

Cac thi truong md6i néi la nhitng thi truong chimg khoan
nam ngoai lanh thd cac quoc gia phat trién: tic 1a ¢ nhing
quodc gia noi nén kinh té dang phat trién nhanh va thi truong
ching khoan ciing van con trong giai doan dang phat trién.
Cac thi truong mdi noi bao gom chau A (triv Nhat Ban), chau
Phi, An P9, Nam M§, cic quéc gia & Trung Au va Pong Au, cac
qudc gia nam ria ngoai chau Au nhv B6 Pao Nha, Hy Lap va
Tho Nhi Ky.

Ly thuyét co ban that 1a don gidn. Hoat dong cda thi truong
chitng khoan ludén c6 mdi quan hé mat thiét voi da ting truéng
cda nén kinh té. Vi thé, hay dau tu vao cac quoc gia c6 muc
tang truéng GNP (téng sdn luong qudc gia) hién tai va udc
doan nhanh nhét, day la cac thi trudng méi noi.

Con c6 nhitng 1y do khac giai thich vi sao cac thi truong mai
no6i 1a noi dau tw t6t. Tai day, van con nhing thi phan lén
nhat ma tuong lai sé dugc tw hitu hoa, va thong thuong do la
nhing noi t6t dé dau tu. Va co phiéu tai cac qudc gia méi noi

346

nay thuong rat ¢ gia vi ching c6 hé so P/E kha 1a thap. Khi
thi truong phat trién va truéng thanh, cac cong ty sé phat
trién 16m ra, chi s6 tai chinh sé c6 kha nang cao hon, lam gia
c6 phiéu tang vot.

Tuy nhién dau tw vao thi trudng mai noi tat yéu cé nhiéu rii
ro hon so voi dau tu vao thi truong & ban quoc. Cac cong ty
& day con non tré, it vitng chai hon va toan bd hé théng thi
truong ching khoan tai day c6 nguy co bi sup dé vi nhing
thay doi chinh tri hay su sut giam gia cd hang hoa; dong tién
bi mat gia (vi thé c6 phiéu cting chiu dnh huwéng) va thé 1a ban
thay rang rut tién ra lai kho hon rat nhiéu so véi lic ban dau
do tién vao dé dau tu. Ngoai ra, chi phi dau tu xét & goc do
“phan tram boi tron”, hoa hong cting cao hon nhiéu so véi cac
qudc gia phat trién. Nguy co bi trang tay vi mot ké liing doan
thi truong cling cao hon nhiéu.

Co6 ba chinh sach cac nha dau tu nén thuc hién & cac thi
trwong méi noi. Thit nhat, chi dau tw mot phan nhé trong danh
muc dau tu vao cac thi truong méi noi, t6i da 1a 20%. Thit hai,
chi d6 phan 16mn sb vén nay dé dau tu khi thi truong con tuong
d6i thap va khi hé s6 P/E binh quan dudi 12. Thit ba, dau tu
dai han va chi rdt tién ra khi hé s6 P/E twong déi cao.

Tuy rang con tiém an nhiéu nguy co rdi ro nhu thé, nhung
cac thi truong moi noi, vé lau vé dai, c6 xu huéng van hanh
tot hon, va dau tu mot it vao day 1a mot viéc lam khon ngoan
va nhiéu ly thu.



Som loai bé cdc nhdn té gdy thua 16

Néu mot c6 phiéu nao rét gia khoang 15% (so véi gia lic ban
mua vao), ban chung ngay. Ban phai ap dung qui luat nay
that triét dé va nhat quén.

Néu ban mudén mua ching lai sau nay véi muic gia thap
hon, hdy doi cho dén khi gia khong con xudng nta: dgi cho
6n dinh trong vai ngay (tét hon 1a mot vai tuan); lic dé ban
hang tai dau tu.

Ap dung qui tac 15% trén cho cac khoan dau tw mdéi: chan
ding khodn 16 khi gia tudt qua 15%.

Chi c6 mot ngoai 1é ¢6 thé chap nhan duoc véi qui luat vang
nay: néu ban la mot nha dau tw dai han khong muén minh bi
tac dong bdi cac con sot 1én xudng cda thi truong va khong
c6 thi gid theo déi tinh hinh dau tw. Nhing ai da kién tri gitt
c6 phiéu sudt ca va sau nhing thoi ky khing hoang 16n nhu
thoi ky 1929-1933, 1974-1975 va 1987 déu thanh cong néu
xét theo huéng dau tu dai han. Nhung thanh cong hon 1a
nhtng ai ban ra c6 phiéu trong chang dau, khi ching vira sut
gia chi méi 15% (trong diéu kién cho phép) va quay lai dau tu
khi thi truong vira méi hoi phuc dugce khodng 15% tir day san.

Diém chinh vé qui tac 15% la n6 ap dung cho nhiing loai c6
phiéu riéng 18, khong phai cho toan thé thi truong chiing khoan.
Néu mot loai c6 phiéu rét gia 15%, diéu nay xay ra thuong hon
1a trwong hop toan thé co phiéu trén thi truong dong loat sut
gia 15%, chung ta nén ban ngay loai co phiéu d6. Trong khi
chi rat it - néu cho 1a c6 - 1gi nhuan bi thiét hai do “bam tru”
vao thi truong chung khoan (hay mot danh muc dau tu da
dang) theo dinh huéng lau dai, chung ta sé bi thua 160 ndng
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néu 16 dai trung thanh “bam” vao mot hoac mat vai co phiéu
dang rét gia. Ddi véi cac ¢o phiéu riéng 18, chi bao t6t nhat cho
xu huong twong lai 1a chinh tinh hinh hién tai.

Khong ngung lam cho loi nhudn tdng trudng

Cat gidm nhting khoan thua 106, nhung diung cat giam loi
nhuan. Chi bao dai han tot nhat dé danh gia mic do thanh
cong cda mot khodn dau tu chinh 1a 1¢i nhuan ngén han dugc
lap di va lap lai! Phai biét cuong lai ham mudn ‘danh nhanh
rut le’. Day 1a sai 1am tai hai nhdt ma phan lén cac nha dau
tw tu nhan mac phai: thu nhing khodn lgi “ngon an” trudc
mat ma quén di nhitng khoan loi khac con béo bé hon. Khong
ai bai sdn vi voi “thop” lay loi nhuan, nhung nhiéu nguoi
khong bao gio giau 1én dugc bang cach nhu vay!

Con hai qui tac dau tu theo Nguyén ly 80/20 chuwa duoc xét
tGi:

» Khi so sanh mdt s luong 16n cac danh muc dau tu trong
mot khodng thdi gian dai, thuong rat dung la 20% cac danh
muc dau tu mang lai 80% tong loi nhuan.

» Ddi v6i mot ca nhan co trong tay 1a mot danh muc dau tw dai
han, 80% lgi nhuan thuong 1a do 20% cac khoan dau tw mang
lai. Trong mot danh muc dau tu chi toan 1a co phiéu, 80% loi
nhuan 1a do 20% cac co phiéu dang nam gitt mang lai.

Hai qui tac trén dung la do mdt vai khodn dau tu thuong
dat muc siéu 1gi nhuan, trong khi phan 16n con lai thi khong.
Nhitng ¢6 phiéu siéu hang nay dem lai cho ching ta loi nhuan
dang kinh ngac. Vi thé, ching ta nhat thiét phdi luoén gitt
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nhitng khoan dau tu siéu lgi nhuan nay trong danh muc dau
tu trong sudt qua trinh dau tw: c@ d€ mac cho loi nhuan sinh
s6i ndy nd. Noi nhu 16i hap hdi cda mot nhan vat trong mot
tiéu thuyét cda Anita Brookner con rang nhan nhd lai: “Ché
bao gio ban Glaxo”.

Rat dé dang dat muc lgi nhuan 100% néu dau tu vao IBM,
McDonald’s, Xerox, hay Marks & Spencer vao thap nién 1950
va 1960; Shell, GE, Lonrho, BTR hay hing duwgc Astra cia
Thuy Si vao thap nién 1970; American Express, Body Shop
hay Cadbury Schweppes vao dau thap nién 80; hoac Microsoft
sau do ciing trong thap nién ay. Nhitng nha dau tw nao voi
ban di nhing cd phiéu nay rat co thé sau dé6 mat di co hoi
huéng dugc lgi nhuan cao hon gap nhiéu lan.

Cac doanh nghiép hoat dong tot c¢6 xu hudng tao ra mot
chu trinh hoat dong vugt troi thuong xuyén. Chi khi nao cai
“quan tinh” nay bi dao nguoc (c6 thé phai mat nhiéu thap ky
mdi xay ra hién tugng nay) thi ban méi nén tinh dén chuyén
ban ra c6 phiéu. Mot lan nita, mot qui tac dang nhé 1a ding
ban ra c6 phiéu tri phi gia rét hon 15% so véi mic gia cao gan
day nhat cda c6 phiéu ay.

DE lam nhu thé, ban hay chét mot muic gia ban c6 16i dé can
ci vao do ban c6 thé ban ra c6 phiéu. 15% duwdi muic gia tran.
Sy tut gia ¢ muc 15% c6 thé bao hiéu mot sy thay déi xu
huéng. Bang khong, ching ta c gitt c6 phiéu cho téi khi tinh
thé budc ta phai ban.
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Két luan

Tién me sé dé tién con. Tuy nhién, mot s6 phuong phap dem
lai két qua kha quan hon nhiéu so véi cac phuong phap khac.
Samuel Johnson da phat biéu rang con ngudi chua bao gio lam
viéc mot cach hon nhién vo tu nhu Iic kiém tién. Nhan xét nay
xem viéc tich ldy cda cdi 1a viéc 1am hgp dao dic du bang con
duong dau tuw hay nhd mot nghé chuyén moén thanh dat hodc
bang ca hai con duong nay. Chung ta khong nén ché trach hai
phuong phap kiém tién nay, song cling khong nén cho rang
ching 1a tAm théng hanh chic chan cho ban co hoi phung su
xa hoi va muu cau hanh phuc ca nhan. C4 hai viéc - kiém tién
va thanh dat trong nghé nghiép - déu an chita hiém hoa la
ban than ching lai trd thanh cttu canh cda cudc doi.

Hé luy cda thanh cong 1a diéu dé quan sat thay. V6i cta cai
trong tay, chung ta lai ¢c6 nhu cau phai quan 1y chung, phai
lam viéc véi luat su, chuyén gia tw van khai thué, chuyén gia
ngan hang va nhitng mdi quan hé cyc ky hap dan khac. Lo-
gich cda sy thanh dat nghé nghiép dugc phac hoa trong chuwong
trudc tat sé dan dén nhing nhu cau vé nghé nghiép cang cao
hon. Mu6n thanh coéng, ban phdi nham dén vi tri chop bu.
Mudn dugc nhu thé, ban phai ty than van dong, dat minh hoa
vao gidi kinh thwong. Mudén dat duoc luc bay t6i da, ban phai
st dung that nhiéu nhan lyc. Mudn tdi da hoa gia tri doanh
nghiép, ban phai biét st dung nguodn von cda ngudi khac va
khai thac don bdy tu ban nay dé doanh nghiép ngay mot 1én
manh hon va sinh 1¢i nhiéu hon. Quan hé cda ban phai ngay

80
20



mot rong hon va thoi gian danh cho ban bé va ngudsi than
quen sé eo hep lai. Trong men say cua thanh cong, chung ta
rat dé bi mat tap trung, mat di cach nhin ding dén va mat di
nhiing gia tri ca nhan cda minh. Phan tng hop ly nhat trudc
thuc trang nay 1a noéi, & bat ky giai doan nao, hay ding ngay
sy thanh cong: t6i mudn dugc gidi thoat!

Day 1a 1y do tai sao ching ta nén lui lai méot budc, khong dé
minh bi cuén hut vao vong xoay su nghiép va chuyén kiém
tién, va xem xét chd dé quan trong nhat, trén hét tat ca: hanh
phuc.
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Bay thoi quen
mang dén hanh phuc

Tinh khi con nguoi khong phdi la sé6 phan cua ho.

Daniel Goleman!

Nha hién triét Aristotle cho rang muc dich cta tat
cd cac hanh dong ctia con ngudi déu 1a muwu cau
hanh phuc. Lich s bao doi ndy cho thay, con nguoi chung ta
da khong nghe theo Aristotle 1a may. Lé ra 6ng ay nén bao cho
ching ta biét phai lam thé nao dé dugc hanh phuc hon. Lé ra
ong ay da c6 thé bat dau mot cach htu ich bang viéc phan
tich c6i nguon ctia hanh phtic va bat hanh.

Co6 phai la Nguyén ly 80/20 thuc sy co thé ap dung dugc
trong van dé hanh phuc khéng? Téi tin 1a cé. D6i véi hau hét
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moi nguoi duong nhu dung la phan 16n hanh phic cadm nhan
duoc xuat hién trong mot phan nhé thoi gian. Mot gid thiét
theo Nguyén ly 80/20 la 80% hanh phuc xuat hién trong 20%
thoi gian cia mo6i nguoi ching ta. Khi toi ¢d gang thi ap dung
gid thiét nay cho ban bé va yéu cau ho chia cac tuan cda minh
thanh ngay, va thanh cac buoi trong ngay, hodc chia cac
thang cua ho thanh cac tuan, hoic chia nam thanh cac thang,
hoéc chia cudc doi ho thanh cac nam, thi khodng 2/3 s6 nguoi
tham gia cho thay c6 mot khudén mau khong can doi ro rét,
gan giong khuoén mau 80/20.

Gia thiét nay khong ap dung dugc cho moi ngudi. Khodng
1/3 ban be cia toi khong biéu hién theo khudén mau Nguyén
ly 80/20. Hanh phuc ctia ho duwoc phan bé déu ra toan thoi
gian cda ho. biéu thu vi la vé dai thé nhom sau duong nhu
hanh phic hon hin nhém da sé dat dugc dinh cao hanh phuc
trong nhiing khoanh khic ngan cda cudc doi ho.

Diéu nay phu hop véi 1é thuong. Nhin chung, nhiing ngudi
hanh phuc trong phan 16n cudc ddi cda ho c6 nhiéu kha ning
dugc trd nén hanh phuc hon. Nhitng nguoi ma hanh phuc tap
trung vao nhitng khodnh khac ngan ngdi c6 thé thiy cudc doi
it hanh phuic hon.

Diéu nay cting phu hop véi ¥ tudng xuyén sudt cudén sach
nay, rang moi quan hé 80/20 ham an su lang phi va co hoi
16m dé cai thién cudc séng. Nhung, diéu quan trong hon 13, no
cho thay rang Nguyén 1y 80/20 c6 thé giup chung ta trd nén
hanh phuc hon.
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Hai cach dé duoc hanh phtc hon

» Xac dinh nhitng khodng thoi gian ma ban cdm thay hanh
phtic nhat va kéo dai t6i da nhitng khodnh khac ay.

» Xac dinh nhitng khodng thoi gian ma ban cdm thay it hanh
phic nhat; va hay thu ngan t6i da nhiing khodnh khac ay.

Hay danh nhiéu thdi gian hon vao loai hoat dong rat hitu
hiéu trong viéc lam cho ban hanh phic va danh it thoi gian
hon cho nhitng hoat dong con lai. Hay bat dau bang viéc cat
gidm nhitng not “tram” bat hanh, nhing thtt ¢6 khuynh huéng
chi dong mang nhiing diéu khong vui dén véi ban. Cach tot
nhat dé bat dau trd nén hanh phuic hon 1a hiy cham dut tam
trang bat hanh. Ban c6 thé han ché dugc tam trang bat hanh
nhiéu hon 1a ban twéng, don gidn bang cach tranh nhing tinh
huéng ma kinh nghiém cho thay c6 thé lam ban trd nén dau
kho.

Doi v6i nhiimg hoat dong khong gitip cho ban ¢6 dugc hanh
phuc (hodc dé lam ban cdm thay khong hanh phuc), hay suy
nghi mot cach cé hé théng vé nhing cach thiic ma ban cé thé
tim dugc niém vui nhiéu hon t nhitng hoat dong nay. Néu
lam dugc thé thi t6t. Bang khong, ban hay nghi cach dé tranh
roi vao nhing tinh hudng nay.



Nhung, phéi chang con ngudi bat luc
khi duvong dau vo6i bat hanh?

Dac biét néu ban c6 biét qua nhitng ngudi thudng xuyén
cam thay khong hanh phuc (va thuong bi gan vao loai nguoi
“mac bénh tinh than”, mot danh tt nghe c6 vé khach quan
nhung lai cuc ky mo ho va khong chut httu ich gi, va co 1é
mang dén nhiéu bat hanh cho thé giéi nay hon hau hét nhing
danh t nao khac), ban c¢6 thé phan bién rang phan tich nay
qua don gian va gid dinh kha nang kiém soat hanh phic &
mot ching muc nao d6 eda con nguoi ma, vi nhitng 1y do sau
xa vé tam ly, nhiéu hay hau hét tat cad moi nguoi déu khong
c6 dugc. Chang phai kha niang cam thiy hanh phic cda chung
ta phan 16n dugc dinh sdn bdi sy di truyén va nhtng trai
nghiém thdi tho au sao? Chung ta ¢6 thuc sy nam quyeén diéu
khién hanh phic cda minh khéong?

Phai thita nhan 13, ¢6 nhiéu ngudi c6 tinh khi huéng dén
hanh phic hon nhitng ngudgi khac. P6i voi mot sd ngudi, ly
nudc lic nao cling day dwgc mot nita, nhung doi véi mot so
ngudi khac thi ly nugc da can hét mot nika. Cac nha tam ly
hoc va tam than hoc déu tin rang kha nang tim dugc hanh
phuc la do su tac dong qua lai gitta tinh di truyen, nhitng trai
nghiém thoi tho au, tinh chat va co ché hoéa hoc ctia ndo bod
va nhitng sv kién trong dai trong ddi song quyét dinh. Lé co
nhién, nguoi trudng thanh khong thé lam gi dugc véi gen di
truyén, nhing trdi nghiém thoi tho au hoac nhtng bat hanh
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da qua trong cudc séng ctia ho. Nhing ai c6 xu huéng lan
tranh trach nhiém dé do tw tudng chd bai cho nhtng luc tac
dong nam ngoai tdm kiém soat cda minh, nhat 1a khi ho dé bi
nhitng 10i tién doan y khoa tiéu cuyc lam hoang sg.

May thay, kinh nghiém, quan sat thuyc té va chimg c khoa
hoc méi nhat déu cho thay la trong khi moi ngudi déu duoc
chia vao tay nhitng phan bai khac nhau xét vé hanh phic
(cting nhu nhing on phuc khac), thi c6 nhiéu viéc chung ta c6
thé 1am dugc dé danh mot thé bai tot hon va dé cai thién tinh
hinh trong canh bac cudc doi. Nhitng nguoi truéng thanh déu
dugc troi phd cho kha nang thé luc khac nhau, nhd di truyén
va muc do rén luyén va van dong trong suot thoi tho au, thoi
thanh nién va nhtng thoi ky tiép theo sau dé. Tuy nhién, moi
ngudi déu c6 thé cai thién ré rét thé luc cda minh bang cach
luyén tap déu dan, hop ly. Tuong ty nhu vay, thong qua
nhitng anh hudng di truyén va qua trinh hoc tap rén luyén,
ching ta c6 thé duoc danh gid 1a thong minh hoac kém thong
minh, nhung mdi nguoi co6 thé rén luyén tri 6c cia minh va
phat trién né. Qua yéu té gen di truyén va moi truong, ching
ta it nhiéu dé bj tang can, nhung ché do an uéng va rén luyén
sttc khoe c6 thé gitip cho hau hét nhitng ngudi béo phi tré nén
gdy hon dang ké. Thé thi, vé nguyén tac, khd nang lam cho
ching ta tré nén hanh phuc hon lai c¢6 gi khac chit, bat ké
xuat phat diém cda ching ta 1a gi xét vé tinh khi?

Hau hét ching ta déu da gap nhing truong hop ma khi do
cuoc séng cua nhitng nguoi than quen hay ban be dugc thay
doi vé mat vat chat, va hanh phic cda ho dugc ting thém
hodc bi gidm di vinh vién, do nhitng hanh vi cda chinh nhing
ca nhan dé6. Mot ban doi mdi, mot nghé nghiép mdi, mot noi
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& moi, mot 16i song méi hodc tham chi 1a mot quyét dinh chap
nhan mot thai do khac déi voi cudc song mot cach tu giac: bat
ky thay doi nao trong s6 nay déu co thé tao nén su khac biét
hoan toan déi v6i hanh phuc ctia mot ca nhan va tat ca nhing
thay doi nay déu ndm trong tam kiém soat cda ca nhan do.
Thuyét thién dinh 1a mot gid thuyét khong thuyét phuc néu ta
c6 thé chiing minh rang 1a chi nhing ngudi tin vao thuyét
thién dinh méi dé bi thuyét nay chi phdi. Bang ching vé viéc
mét s6 ngudi tw minh c6 thé thay d6i s6 phan han co tinh
thuyét phuc va khuyén khich chuing ta nd lyc thi dua véi
nhing ngudi c6 y thic rén luyén dé vuon lén.

Cudi cung thi tw do lua chon hanh phiic duoc khoa
hoc 1ing ho

ROt cudc, linh viee tam ly va tdm than hoc (Ia nganh xing
dang v6i ménh danh “nganh khoa hoc bi quan” hon ca kinh
té hoc) dugc thue-day bdi nhitng kham pha cda cac nganh
khoa hoc khac, dang tao ra mo6t buc tranh twoi dep hon, phu
hop véi 1é thuong va quan sat cda ching ta vé cudc séng. Cac
nha di truyén hoc trudc day lai theo hoc thuyét dinh ménh
mot cach qua cyc doan, xem toan b0 hanh vi phic tap cua
con nguoi chi 1a do dnh hudng cda gen di truyén. Véi tu cach
mot nha di truyén hoc tién bd hon, Gido su Steve Jones ctia
Truong University College, Luan Do6n, da chi ra: “Da c6 nhitng
cong bd vé viec kham pha ra nhing gen don 1é kiém soat su
phién muon bat thwong, bénh tam than phan liét va ching
nghién rugu. Tat ca nhing tuyén b6 nay da bi rut lai”.? Ngay
nay, ching ta dugc mot chuyén gia vé than kinh-tdm than hoc
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kiét xuat bao cho biét: “mot linh vic méi, nganh mién dich
hoc than kinh-tam 1y, dang cho néi chung ta hay... rdng con
nguwoi hanh déng nhu la mot tong thé théng nhat... Bang
chitng nay cho thdy c6 mot sy can bang mong manh gitta
nhitng diéu chung ta nghi va cam thay hang ngay véi stic
khde thé ly va tam than.” Néi cach khac, trong pham vi cho
phép, ban c6 thé lya chon cach lam cho ban than minh tré
nén hanh phuic hay bat hanh va tham chi lam cho ban than
minh khde manh hoac khong khdée manh.

Diéu nay khong c6 nghia 1a ching ta nén loai bd nghién cttu
trudc day vé tam quan trong ctiia nhing trai nghiém thdi tho
au (hoac 1a nhing bat hanh sau nay). Ching ta da thay trong
Phan Mot rang thuyét hon doén néu bat van dé “sw phu thudc
nhay cam vao nhing diéu kién tién khéi”. Piéu ndy c6 nghia
1a thoi gian dau trong doi séng ctiia bat ky hién tugng nao, ro
rang 1a nhing bién c6 ngau nhién va nhitng nguyén nhan cé
vé nhé nhat déu c6 thé dan dén nhing khac biét to 16n trong
két qua cudi cung.

Mot diéu tuwong tu duwong nhu cliing xay ra trong thoi tho au
cda chung ta, tao ra nhitng niém tin vé ban than chiing ta -
rang chung ta dugc yéu thuong hodc bi ghét bd, thong minh
hoac khong thong minh, dugc danh gia cao hoac c6 gia tri
thap, dam chap nhan rdi ro hoac chi biét chap hanh ménh
lénh ctia mot quyén lyc nao do - dé roi sau d6 ching ¢t bam
theo ta sudt doi. Niém tin ban dau, c¢6 thé khong dua trén mot
co s6 khach quan nao cd, roi sé c6 dugc mot cudc song riéng
cia no va ty than trd thanh hién thyc. Nhitng sy kién sau do,
nhu két qua thi kém, bi tinh phu, khong c6 duoc nghé nghiép
ma chung ta mong muon, su nghiép chéch duong, bi sa thai,
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sttc khée gidm stt, c6 thé cudn chung ta khdi qui dao cuodc doi
va cing c6 nhing cach nhin tiéu cyc vé ban than chung ta.

Nguoc dong thoi gian dé tim thidy hanh phic

Vay, litu c6 phdi day la mot thé gigi khac nghiét noi ma néi
bat hanh la con dudng ma ching ta phai di qua? Toi khong
cho 1a thé.

Nha nhan van hoc Pico of Mirandola (1463-93) da chi ra
rang loai nguoi khong hoan toan giéng nhu loai thu.* Tat ca
cac sinh vat khac déu c6 ban chat c6 giéi han ma chung
khong thé thay d6i dugc. Con ngudi dugc ban ting mot ban
chat khong gidi han va vi vay con nguoi c¢6 kha nang cai tao
chinh ban than minh. Tat cd nhing sinh vat khac mang ban
chat thu dong; chi mot minh con ngudi c6 ban chat chd dong.
Cac loai vat khac duwge tao hoa sinh ra; con chung ta c6 kha
nang “tao hoa”.

Khi bat hanh gidng xuéng, ching ta c6 thé nhan ra duoc
van dé gi dang xay ra véi ching ta va chung ta t chdi chap
nhan no. Chung ta dugc tu do thay déi cach thie chung ta
suy nghi va hanh dong. Ddo nguoc lai cach néi cia Jean-
Jacques Rousseau, ¢ dau dau con ngudi cing bi xiéng xich
troi budc, tuy nhién ¢ dau dau thi con ngudi cliing co thé dugc
tu do. Chung ta c6 thé thay déi cach suy nghi cda minh vé
nhing su kién bén ngoai, tham chi trong nhing truong hop
ching ta khong thé thay doi dugc ching. Va ching ta c6 thé
lam dugc hon thé nita. Chung ta c6 thé thay d6i mot cach
thong minh viéc tiép can nhiing sy kién lam chung ta tré nén
hanh phtc hoac dau khé.
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Lam cho ban than chung ta hanh phuc
bang cach tang cuwong cam nang

Daniel Goleman va cac tac gid khac déu da so sanh tri thong
minh hoc van hay chi s6 IQ v6i cdm nang: “d6 1a nhing kha
nang chéng han nhv tao dong Iuc thuc dé{y cho béan than va
tri hoan cadm gidc théa man; diéu tiét cac trang thai tam ly va
ngan khong dé ndi bic xuic lan at di kha nang tu duy; kha
nidng nhap cdm va hy vong”.’ Cdm nang quan trong doéi voi
hanh phuc hon la tri tué, song xa hoi chung ta lai it coi trong
sy phat trién cam nang. Nhu Goleman da nhan xét rat xac
dang rang:

Mdc du chi s6 1Q cao khéng bdo ddm cho su thinh
vuong, uy tin, hodc hanh phiic trong cudc song,
nhung cdc truong hoc va nén vdan héa cua chiing ta
luén nhdm vao cdc khd ndng vé hoc thudt, ma quén
bdng cdm ndng, von la mét tdp hop nhitng phdm
chat - mot s6 nguoi cé 16 goi né la tinh cdch - cé y
nghia to Ion doi véi s6 phdn cd nhdn chung ta”.s

C6 mot tin tot lanh d6 la cam nang co thé dugc nuoi dudng
va hoc héi: chac chan 1a nhu vay khi ta con tho du cting nhu
vao bat ky giai doan nao trong cudc doi. Theo cach noéi tuyét
voi cda Goleman: “tinh khi cia mot ngudi khong phai 1a sb
phan ctda ngudi do”: chung ta c6 thé cdi ménh bang cach thay
doi tinh khi cda minh. Nha tam 1y hoc Martin Seligman chi ra
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rang “nhing tam trang nhu 1a hoi hop, buodn rau va gian dit
déu khong chi bat ngd ap dén xam chiém tdm hon ban va ban
khong thé kiem ché dugc ching... ban c6 thé thay déi cach ban
cam nhan bang nhiing gi ban nghi”.” C6 nhitng ky thuat da
duge chiing minh qua thuc té c6 thé gidi tda nhiimg cdm xuc
budn rau va phién muon méi chdm xuat hién truge khi nhiing
cdm xuic ndy tré thanh moi nguy hai cho stc khde va hanh
phuc cia ban. Hon nita, bang cach nuéi dudng nhing tinh
cach lac quan, ban co thé ngan ngua bénh tat cing nhu c6 mot
cudc song hanh phuc hon. Mot lan nita, Goleman cho thay la
hanh phuc c6 lién quan dén cac tién trinh than kinh trong néo:

Mot trong nhitng bién. déi sinh hoc chinh trong bé
ndo la hoat déng gia tding trong trung khu ndo kiém
hdm nhitng cam Xxuc tiéu cuc, giup lam tdng ndng
liong sdn co6 va lam ldng diu nhitng cdm xiic gdy ra
tw tudng lo du... co... mot sy ldng diu giup cho co thé
phuc hoi nhanh chéng hon tir trang thdi khudy dong
sinh hoc do nhitng cam xuc kho chiu gdy ra.®

Hay xac dinh nhtng déng luc don bay ca nhan c6 thé lam
tang 1én nhitng suy nghi tich cyc va loai bo di nhing suy nghi
tiéu cuc. Trong nhing tinh huéng nao ban c6 nhiing cam
nhan tich cyc nhat hodc tiéu cyc nhat? Luc ay ban dang &
dau? Ban dang c6 ai ¢ cung? Ban dang lam gi? Thoi tiét nhu
thé nao? M6i ngudi déu c6 mot loat nhitng mic do cam nang
khac nhau tuy thudc vao ting tinh huéng. Ban c6 thé bat dau
cing c¢6 cdm nang bang cach cho ban minh mot khoan thai
gian ngan dé nghi ngoi, bang viéc thay do6i tinh huéng theo
huéng c6 10i cho ban, bang cach lam nhitng viéc ¢ noi ma ban
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cam thay ban c6 thé kiém soat duoc nhiéu nhat va thé hién
dic tinh rong lugng duoc nhiéu nhat. Ban cing c6 thé tranh
hodc gidm thiéu nhitng tinh huéng ma & dé ban ngdc nghéch
nhat vé mat xic cam!

Lam cho \bén than chung ta hanh phuc
hon bang viéc thay doi cach thuic
chung ta suy nghi vé cac bien co

Tat cd chung ta déu gap phdi cai bay ty chudc ndi phién
mudn do chung ta ty tao nén, khi do chung ta suy nghi theo
chiéu huéng u am va tiéu cyc va don gidn la ching ta lam cho
moi chuyén tré nén toi té hon, dé rdi c6 thé ching ta tudng
tuong ra rang chang cé 16i thoat nao khéi bé tic do. Khi ching
ta thoat khéi muon phién, ching ta nhan thiy rang trong
nhitng bé tdc d6 ludon ludn ¢ 16i ra. Bang nhitng budc di don
gidn, ching ta c6 thé huan luyén ban than minh dé pha vé
nhitng kiéu budn khé tu tao, chang han nhu tim ngudi san sé,
thay doi hién trang thé chat cda chung ta hoac ép buoc ban
than minh tuan theo mot chuwong trinh tap luyén nao doé.

C6 nhiéu vi du vé nhitng nguoi gap nhitng bat hanh toi té
nhat, chang han nhuv nhing nguoi bi nhoét trong cac trai tap
trung hodc mac phdi nhing can bénh hiém nghéo, ho phan
tng lai nhitng tinh hudéng nay theo cach tich cyc lam thay déi
vién canh va lam tidng kha ning sinh ton cda minh.

Theo tién si Peter Fenwick, mot chuyén gia tw van vé linh
vic tam than than kinh, thi “khd nang nhan thdy dugc ‘sau
con mua troi lai sang’ khong phai don gian nhu chu nghia lac
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quan ki€u nhan vat Pollyanna;’ ma do 1a co ché tg bao vé
lanh manh dua trén nén tang sinh hoc tét dep”. Duong nhu
chi nghia lac quan la mot “thanh phan cau thanh” duogc thia
nhan vé mat y hoc doi vdi cd thanh cong 1an hanh phic; va
no6 la dong lyc 16n nhat trén trai dat nay. Hy vong dugc dinh
nghia mot cach cu thé, theo C.R Snyder, mot nha tam ly hoc
& truong Dai hoc Kansas, 1a “niém tin ban c6 cd ¥ chi lan
phuong phap dé dat nhitng muc dich cta ban, cho du nhitng
muc dich do la gi di nta”.

Lam cho ban than Chlipg ta hanh phuc
hon bang viéc thay doi cach chung ta
nghi vé ban than minh

Ban cho rang ban than minh la nguoi thanh céng hay that
bai? Néu ban tra 16i la that bai, ban c6 thé chic chan rang cé
nhiéu nguoi dat dwoc it thitt hon ban va ho sé dugc nhiéu
nguoi mo ta la co it thanh cong hon ban. Nhan thitc cia ho
vé su thanh céng cda ban than gop phan vao thanh céng lan
hanh phtc ctia ho. CAm nhan cda ban vé su that bai sé han
ché thanh cong va hanh phuic cda ban.

biéu twong tu cing ap dung cho van dé litu ban c6 cho
rang minh hanh phuc hay khong hanh phuc. Ban c6 thé lam
cho ban than minh hanh phuc hoac bat hanh chi bang cach
ban chon cho minh cach cam nhan cudc doi.

Hay chon la ban mudn dugc hanh phuc. Ban c6 nghia vu
phdi hanh phuc, hanh phuc la do chinh ban va ca nhtng
nguoi khac. Trw phi ban hanh phuc, con khong thi ban sé lam
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cho nguoi ban ddi cda ban va nhitng nguoi khac c6 tiép xuc
lau dai vdi ban trd nén it hanh phic hon. Vi vay, ban c6 trach
nhiém tich cuc 1a phai cdm thay hanh phuc.

Cac nha tam 1y déu bdo ching ta rang moi cdm nhan vé
hanh phuc déu c6 lién quan dén y thic vé gia tri ban than.
Nhin vé ban than mdt cach tich cuc 1a rat quan trong doi véi
hanh phuc. Y thitc vé gia tri ban than c6 thé va can duwoc nudi
dudng. Ban biét 1a ban c6 thé lam dugc diéu nay: ti bé nhitng
mac cadm toi 16i, quén di nhing nhuge diém ctia ban, tap
trung va dua vao nhiing diém manh cda ban.

Hay nh¢ dén tat cd cac diéu tot ma ban da lam, tat ca
nhitng thanh tyu 16n nhé ma ban dat duwoc, tit cd nhing
phan hoi tich cuc ma ban ting nhan duge. Co nhiéu diéu hay
ma ban c6 thé noéi vé minh. Hay néi nhing diéu ay ra- hoac
it nhat 1a hay nghi dén nhitng diéu ay. Ban sé ngac nhién vé
su khac biét ma né tao ra cho cac moi quan hé, nhiing thanh
cong va hanh phuc cida ban.

Ban c6 thé cdm thiy rang ban dang tuy lta doi ban than.
Nhung that ra thi chuyén c6 mot tri nhan tiéu cuc vé ban than
it nhat ciing c6 t6i nhuw chuyén vi tv lItta doi ban than. Chiing
ta luon luén tu ké nhitng cau chuyén vé ban than minh. Chung
ta phai nhu vay bdi vi khong c6 chan ly khach quan. Ban nén
chon ké nhitng cau chuyén tich cuc hon la nhitng chuyén tiéu
cyc. Lam nhu vay, ban sé lam tang thém hanh phtuc nhan
gian, trudc hét 1a cho ban than va sau dé lan tda sang nhing
nguoi khac.

Hay dung tat ca sttc manh ¥ chi theo chd dinh ctia minh dé
muu cau hanh phic. Hay tao dung nhiing cau chuyén nén tao
ra vé minh va hay tin vao chung!
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Lam cho ban than chling ta hanh phuc
hon bang cach thay doi cac su kién

Mot con duong dé dugc hanh phuc hon 1a thay doi cac su
kién ma ban gdp nham lam tang hanh phuic cia minh. C6 thé
chuing ta khong ai c6 thé kiém soat hoan toan dugc cac sy kién
nhung ching ta c6 kha nang kiém soat nhiéu hon minh tuéng.

Néu phuong cach tét nhat dé budc dau c6 hanh phuc la
ngung trang thai bat hanh thi diéu dau tién ta nén lam la
tranh cac tinh huéng va nhitng con ngudi dé lam cho ching
ta budn rau hoac dau kho.

Hdy lam bdn than ta hanh phic hon bdng cdch thay
doi nhitng nguoi_ma chiing ta hay gdp nhdat

C6 bang ching y hoc 1a chung ta c6 thé déi dau véi cac
trang thai cang théng cao do mién 1a ching ta c6 mot sd quan
hé ca nhan t6t dep. Tuy nhién cdc mdi quan hé dudi bat ci
hinh thitc nao chiém phén 16n thdi gian cta ta va 1a mot phan
cda nhtng hoat dong thuong nhat trong cudc séng cia ta, du
1a ¢ nha, ¢ s& lam hoac trong doi séng xa hoi cda minh, sé dnh
huéng manh mé dén cd hanh phuc va sic khde cda ta. Xin
dugc trich 10i cia John Cacioppo, mot nha tam ly hoc cia
Truong DPai hoc Ohio State University:

Duong nhu chinh cdc moi lién hé quan trong nhat
trong cudc doi cua ban, chinh nhitng nguoi chung ta
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gdp hang ngay, la yéu to trong yéu doi véi siic khoe
cua ban. Va moi quan hé cang quan trong thi né cang
c6 dnh hudng lén hon doi véi suc khée cia ban.

Hay nghi vé nhiing ngudi ban gap hang ngay. Ho lam cho
ban hanh phuc hon hay it hanh phuc hon? Liéu ban co6 thé
thay dé6i thoi luong ban cho ho hay khong?

Dimng tu chui vao é rdn

C6 nhiéu tinh huéng ma mdi ca nhan chung ta thuong xit
ly rat dé. Toi chuwa bao gio thay co loi ich gi trong viéc tap
luyén cho ngudi ta hét s¢ ran. Hanh dong hop 1y hon 1a tranh
dung vao rung (hodc tranh vao tiém ban thu vat nuoi).

Di nhién cai lam chung ta cdm thay bat an thay doi tuy
nguoi. Toi khong thé nén duogc gian dit khi gdp phai tinh trang
hanh chinh quan liéu vé tich su. Téi c6 thé cam thay than
kinh cang thdng dan lén khi phai tiép cac tay luat su hon vai
phut. Téi lo 1dng noén nao khi bi ket xe. Toi thuong cdm thay
hoi u budn khi mot ngay troi qua ma khong dugc nhin thay
anh mat troi. Toi ghét bi ket trong mot khong gian c6 qua
nhiéu nguoi dong loai cda t6i. Toi khong thé chiu dung noi
viéc phai lang nghe nguoi ta bién ho va ké 1€ cac van dé ngoai
tam kiém soat cda ho. Néu toi c6 1a mot vién chuic di lam trong
gid cao diém, phai lam viéc voi gidi luat su va song & Thuy
Dién thi chac 1a toi sé budn rau va rat c6 thé 1a toi sé treo co
ty van. Tuy nhién t6i da biét né tranh nhing tinh hudng nhu
thé trong ching muc kha thi nhat. Téi khong khong dung
phuong tién cong cong di lam, tranh cac hé thong giao thong
dong ngudi trong gid cao diém, danh it nhat moéi thang mot
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tuan dudi anh mat troi, trd tién thué ngusi khac di lam cac thd
tuc hanh chinh giay t0, lai xe di duong vong qua cac cho ket
xe du duong sé xa hon, tranh khong dé ai d6 cé tinh khi
khong tot bdo cao cho minh va thay rang dién thoai cda toi
bi “r6t mang” mot cach bi an sau khi toi bi mot luat su goi vao
chimg nam phut. Két qua cda nhitng hanh dong nay 1a toi
hanh phic hon mot cach dang ké.

R6 rang ban c6 nhitng van dé gay ap luc riéng ctia minh.
Hay liét ké chung ra trén giay: Lién ngay bay gio! Hay tu giac
thu xép cudc séng dé tranh nhing ap luc nay. Hay viét ra
nhing cach c6 thé dé tranh nhitng van dé ay: Lién ngay bay
gio! Méi thang ban hay kiém tra ban thanh céng ¢ mic do
nao. Hay chic muing ban than vé mdi 1an né tranh thanh coéng
nho nhd nay.

Trong Chuong 10 ban dad xac dinh nhitng khoang thdi gian
bat hanh cda minh. Viéc phan tich hodc suy gam vé nhing
lic ban & trang thai ft hanh phic nhat thuong dua dén cac két
luan rat hién nhién. Ban ghét cong viéc cua minh! Ban bi
chong hoac vo minh lam phién long! Hoac c6 1é chinh xac hon
ban ghét 1/3 cong viéc cda ban, ban khong thé chiu dung
dugc viéc tiép ban beé hodc ho hang cda chong/vg minh, ban
dau kho chiu dung sy hanh ha tinh than cda sép, ban ghét
lam viéc nha. Tuyét! Cudi cung thi ban cling da ngd ra dugc
chan ly. Gio ta hdy lam mot diéu gi do...
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Cac thoi quen hang ngay
mang den hanh phuc

Sau khi da loai bd hoac it nhat 1a da lén ké hoach hanh
dong loai béd nhitng nguyén nhan gay ra bat hanh, ban hay
tap trung nd luc chi déong muu cau hanh phic. Bé lam diéu
nay, khong lic nao tot hon 1a thoi diém hién tai nay. Hanh
phtc c6 tinh hién sinh vo cung. Hanh phuc chi ton tai & hién
tai. Ta c6 thé nhé vé hanh phuc qua khit hoac hoach dinh cho
hanh phuc tuong lai, nhung niém sung suéng ma hanh phiic
mang lai chi c6 thé trai nghiém trong cai “hién tai”.

Diéu ma tat cd chung ta can la mot tap hgp cac thdi quen
hang ngay mang dén hanh phtic twong tw nhu (va that su c6
phan nao do lién quan dén) viéc git gin sic khde hang ngay
hodc ché do an udng diéu do. Bdy thoi quen hang ngay mang
lai hanh phuic cda t6i duge tom luge trong Hinh 45.

Mot thanh phan trong yéu ctia mot ngay hanh phuc 1a vdn
dong thé chadt. Toi ludn cdm thay dé chiu sau khi (néu khong
mudn néi 1a “trong lic”) van dong. R6 rang dé 1a do tap thé
duc phéng thich cac chat endorphin, la nhiing chat khang
tram cadm ty nhién twong tw nhu mot s6 loai thudc gay hung
phan (nhung khong gay nguy hiém hodc tén kém gi cd!). Van
dong hang ngay 1a mot thoi quen thiét yéu: néu ban khong
bién né thanh théi quen thi ban sé van dong it thuwong xuyén
hon muc ban can. Néu nham vao ngay lam viéc, téi ludén tap
thé duc trudc khi di lam dé ddm bao rang thoi gian van dong
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cda minh khong bi cac ap luc cong viéc bat ngo lan at mat.
Néu ban hay di cong tac thi hay chac chan la ngay vao luc
ban dit vé di thi ban da c6 ké hoach khi ndo minh sé tap thé
duc. Néu can, hay thay doi lich trinh nay dé c6 dd thoi gian
cho van déng. Néu ban 1a méot lanh dao cao cap, ding dé cho
thu ky cda ban xép cac cudc hop trén lich trude 10 gid sang
dé ban c6 nhiéu thdi gian dé tap thé duc va chuan bi cho mot
ngay phia trudec.

1 Thé duc van dong

2 Kich thich tri_nao

3 Kich thich tinh than/tinh thdm my nghé thuat/thién dinh, suy gam
4 Lam mot viéc tot

5 Thu gian véi mot ngudi ban

6 Tu dai minh nhitng niém vui

7 Tu chic ming

Hinh 45 Bay théi quen hang ngay mang lai hanh phc

Mot yéu té then chot khac cho mot ngay hanh phuc 1a sw
kich thich tri ndo. Ban c6 thé thuc hién diéu nay trong lic lam
viéc nhung néu khong duge thi phdi dam bao rang moi ngay
phai c6 mot sb luyén tap tri tué hoac tri ndo. C6 rat nhiéu cach
dé lam diéu nay, tuy thuodc vao cac sé thich cda ban nhu tro
choi 6 ch®, doc bao, tap chi hoac doc mot doan sach, néi
chuyén it nhat hai muoi phit v6i mot nguoi ban thong thai vé
mot chd dé triu tugng, viét mot doan van ngan, hoac viét
nhat ky, vé co ban 1a lam bat cut viéc gi doi héi ban phai suy
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nghi niang dong (viéc xem truyén hinh, thAm chi xem chuong
trinh thuoc loai tri tué, khong di dap tng yéu cau nay).

Ché do6 tap luyén quan trong hang ngay thw ba 1a kich thich
tinh than hodc khoi ddy tinh thdm my nghé thudt. Nghe thé
chtt thuc sy nhu cau nay khong dén ndi dang sg: chi can ban
bé ra it nhat nita tiéng dong ho rén luyén tri tuéng tugng hoac
tinh than. Di xem hoa nhac, trién 1am nghé thuat, di xem kich
hodc di xem phim, tat cd déu dugc. Poc mdt bai tho, ngdm
canh binh minh hay hoang hon, ngdm nhin sao trén trdi hoac
tham du bat ky sy kién nao ma ban cdm thay hing khéi ctiing
thé (tham chi c6 thé 1a xem mot tran cau, mot cudc dua ngua,
tham du dai hoi chinh tri, di 1é nha tho, hodac di dao trong
cong vién). Tap thién, suy gam ciing c6 tac dung tot.

Thoi quen hanh phuc hang ngay that tu chinh la lam mot
dieu gi day cho mot hodc vai nguoi khdc. Viéc lam nay khong
can phai 1a mot cong viéc tr thién 16n lao gi ma cé thé chi 1a
mot hanh déng tu thién ngau nhién nhu tra tien dau xe cho
ai dé hodac chiu kho di thém mot quang dudong dé chi duong
cho ai d6. Tham chi m6t hanh dong vi tha nho nhd cling co
thé c6 mot anh hudng tuyét voi déi véi tinh than cda ban.

Thoi quen tht nam la danh mot dip thu gidn vui vé voi mot
nguoi ban. Day nén la mot cudc gap riéng tu, khong bi gian
doan, kéo dai ching nita gid nhung hinh thitc gap gd nhu thé
nao la tuy & ban (bén tach ca phé, “lam vai ve”, di an hoac mot
cuoc di dao, tat ca déu phu hop).

Thoi quen thwt sau 1a tw chiéu ddi minh. Bé méi ngay khéi
bi quén, ban hdy viét ra mot danh sach liét ké tat ca nhing
thu vui ma ban c¢6 thé tu cho phép minh thu hudng (dung lo,
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ban khong phai dua ai xem ban danh sach nay!). Hay chac
chidn rang méi ngdy ban huéng duoc it nhat mot trong so
nhitng thu vui nay.

Thoéi quen cudi cung 1a vao cudi moi ngay hay tuw chic mung
vi da lam theo cac théi quen hanh phuc hang ngay cda ban. Vi
muc dich ¢ day la lam cho minh hanh phuc hon chi khong
phai budn rau hon nén ban c6 thé xem thuc hién dugc nam thoi
quen trd 1én (co6 ca thoi quen sé by nay) 1a thanh céng. Néu
ban khong dat dugc 5 thoi quen nhung van dat dugc mot diéu
gl ¢6 ¥ nghia hodc lam dugc diéu gi minh thich thi hay chuc
mung ban than vi da c6 mot ngay song cho ra song.

Cac ke sach trung han
dé muu cau hanh phuc

Ngoai bay thoi quen hanh phtic hang ngay, Hinh 46 duc két
bay bi quyét giup nhanh chong cé dugc mot cudc doi hanh
phuc.

Bi quyét s6 1 1a tdi da hoa khd ndng kiém sodt cudc song
cua minh. Viéc thiéu kiém soat cudc séng la can nguyén gay
ra nhiéu cdm giac bap bénh va bat an. T6i tha lai xe trén mot
doan duong dai ma t6i quen thud6c dé di vong qua mot tuyén
duong chang chit ctia thanh phé hon 1a c6 di theo mdt con
duong c6 vé ngan hon ma minh khong biét r6. Cac bac tai xe
buyt hay cau gat hon cac nhan vién soat vé xe buyt va dé bi
dau tim hon khong chi vi thiéu van dong trong cong viéc ma
con do ho bi nhiéu han ché hon nhiéu vé van dé kiém soat khi
xe buyt dang chay trén dudng. Lam viéc trong cac t6 chiic hanh
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chinh quan liéu 16n truyén théng thuong dan dén sy “tha héa”
vi cudc song lam viéc cda ta khong thé nao kiém soat duoc.
Nhitng ngudi tw minh lam riéng - tw doanh - c6 thé quyét dinh
gio giéc lam viéc va lich trinh céng viéc thuong hanh phtc hon
nhing nguoi di lam thué khong co6 duoc tu do do.

T6i da hoa mirc do kiém soat cudc séng cda chinh minh can
c6 su hoach dinh va thuong phai chap nhan rii ro. Tuy nhién
phan thuéng hanh phuc lai rat xing dang.

1. T6i da hoa kha nang kiém soat cudc séng clia minh

2.Dat ra nhiing muc tiéu kha thi

3. Hay linh dong

4.C6 mot quan hé gan giii, gan bé tham giao voi ngudi ban doi
5.C6 mot s6 ngudi ban hanh phic

6.Co mot sb lien két voi cac dong nghiép than

7. Hay nu6i dudng mot I6i song Iy tudng

Hinh 46 Bay bi quyét gitip nhanh chéng c6 dugc mot
cudc séong hanh phiic cho cudc séong hanh phic

Ddt ra nhitng muc tiéu hop ly va khd thila bi quyét thi hai
dan dén hanh phuc. Nghién cttu tam 1y cho thay rang ching
ta c6 thé dat hau hét muc tiéu khi ching ta c6 nhiing muc tiéu
vira phai, khong qua tam. Cac muc tiéu qua dé sé khién chung
ta twv man, chidp nhan nhing thanh qua tam thuong. Nhung
muc tiéu qua kho - loai muc titu do mot s6 nguoi chuing ta cé
tam trang toi 16i nang né hoac qua cao vong, tw lam khé minh
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- s& lam thodi chi va dan chung ta dén tinh trang ty nhan
thitc khong tranh khéi vé that bai. Hiy nhé rang ban dang nd
luc dé dugc hanh phuc hon. Néu con nghi ngo, khi dat ra cho
ban than minh cac muc tiéu, hdy dit ra nhitng muc tiéu dé
dang dat dugc. Dat ra nhing muc tiéu via phdi va thanh
cong thi t6t hon cho hanh phuc cda ban hon 1a dat ra nhitng
muc tiéu khé khan dé roi that bai, cho du cach lam sau c6 dua
ban dén nhitng thanh tich cao hon. Néu phai chon gitta thanh
tich va hanh phuc, hay chon lay hanh phuc.

Bi quyét thit ba 1a hay linh déng khi cdc su kién ngdu nhién
dnh hudéng dén cdc ké hoach va du dinh cua ban. John Lennon
ting nhan xét rang cudc doi 1a nhing gi ¢ xay dén trong khi
ching ta dang thuc hién cac ké hoach khac. Myc tiéu cda
ching ta phai lam sao cho cac ké hoach ctia minh dugc thuc
hién thanh cong dé chuing ta tac dong vao cuoc song thay vi
nguoc lai, nhung chuing ta phai chuan bi dbi pho véi thuc té
rang cudc song ludén-co nhitng bién c6 di nguoc lai va chénh
huwéng vdi nhing gi ching ta dd hoach dinh. Chung ta phai
biét chap nhan nhing bién c6 &y mot cach vui vé, xem ching
nhu nhitng do6i trong cda ké hoach cda ching ta. Néu c6 thé,
ké hoach ctia ching ta nén tinh dén ca nhtng yéu t6 ngoai y
mudn 4y ctiia cudc séng chung ta dé ké hoach cda ching ta
c6 thé tién 1én mot tam mic cao hon. Néu tai day chung ta
khong thé hinh dung ra dugc mot ké hoach nhu vay thi chung
ta nén tim mot gidi phap tam thoi dé xi 1y hoac khac phuc
nhting yéu to nay. Néu cd hai chién thuat nay déu khong hiéu
qua thi ching ta nén chap nhan cai ching ta khong thé kiém
soat dugc bang mot thai do nha nhan, chin chén, va tiép tuc
cdi tao cai ma chung ta c6 thé kiém soat. Chung ta khong nén
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vi bat ky 1y do ndo dé cac yéu t6 ngoai y mudn trong cudc
song lam chung ta mat binh tinh hoac khién chung ta tic
gian, ty ngd vuc minh hodc cay dang vdi cudc doi.

Thtt tw, hdy phdt trién mot moi quan hé gdn bé tham giao
vOi mot ban doi hanh phiic. Chung ta duoc 1ap trinh dé phat
trién mot moi quan hé gan gii véi mot nguodi. Viec lwa chon
nguoi ban doi nay la mot trong sb it quyét dinh trong ddi (mot
trong s6 20%) gop phan quyét dinh hanh phuc cda ching ta.
Suv hap dan gidi tinh la mot trong nhing bi an 16n cuda vi tru
va thé hién mot dang thic tuyét dinh cda Nguyén 1y 80,/20:
co ché hoa hoc that su chi x4y ra trong vai gidy ngan nguii dé
ban cdm nhan 99% hap dan trong 1% thoi gian va ban biét
ngay lap tic day la na kia cia minh."? Tuy nhién Nguyén ly
80/20 dat ban vao tinh thé phdi cdnh gidc: nguy hiém va
hanh phtic hoai phi c6 thé nam chg phia trudc. Hiy nén nhd
1a c6 nhiéu ngudi ma, theo ly thuyét, ban c6 thé gan bo véi ho;
hién twong mau don 1én dau (hodc vé tim) nay sé lai xay ra.

Néu ban chua lya chon cho minh méot ngudi ban doi thi hay
nhG rang hanh phtic cda ban sé bi anh huéng 1lén bdi hanh
phic cda nguoi ban doi. Vi hanh phic cia minh ciing nhu vi
tinh yéu, ban sé mudn lam cho nguoi ban doi hanh phuc. Tuy
nhién diéu nay sé dé dang hon nhiéu néu ngay tr lic dau ban
doi cia ban c6 mot tinh khi vui vé va/hodc néu chang/nang
ty giac tuan theo mot ché do luyén tap hang ngay c6 lgi cho
hanh phic (nhuw cac théi quen hanh phic cta ti). Néu ban
két doi véi mot ban doi khong hanh phuc thi c¢6 kha nang la
ban than ban roéi ciing sé cam thay khong hanh phtc. Séng
chung v6i nhitng nguoi thiéu tuy trong va thiéu ty tin sé 1a ca
mot 4c mong cho du tinh yéu gita hai bén c6 tran day. Néu
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ban la mdt nguoi rat hanh phuc, ban c6 thé 1lam cho mot
ngudi bat hanh trd nén hanh phuc nhung nhu thé thi khac
nao “doi da va troi”. Hai nguoi tuong doi bat hanh yéu nhau
tha thiét c6 thé, bang quyét tam manh liét va ché do tap luyén
théi quen hanh phuic dung cach, c6 thé tim dugc hanh phic
chung, nhung t6i sé¢ khong doan chic 1a két qua c6 hau ay sé
dén. Hai ngudi bat hanh, du c6 yéu nhau, sé lam khé nhau
thoi. Néu ban mudén hanh phuc, hay chon yéu mot ngudgi ban
doi hanh phuc.

Di nhién ban da c6 mot ngudi ban doi khong hanh phic va
néu thé c6 1& ban dang mat di dang ké hanh phic cia minh.
Néu nhu vay, van dé chinh yéu déi v6i ca hai nguoi 1a 1am cho
ngudi ban doi cia minh hanh phuec.

Bi quyét thi 5 1a choi thdn voi mot s6 nguoi ban hanh
phtic. Nguyén ly 80/20 chd truong 1a hau hét sy hai long ban
c6 dugc i tat ca ban bé cda minh sé tap trung vao moéi quan
hé cia ban véi mot s6 it ban than. Nguyén ly nay cling cho
thay rang ban dé phan b6 thoi gian khong hop 1y va danh qua
nhiéu cho nhitng ngudi ban khéng tét va danh qua it cho
nhing ngudi ban rat tot (mac du ban c6 thé danh nhiéu thoi
gian hon nita cho nhitng ban tot nhung s6 luwgng nhiing ngudi
ban khong tot 1am chiém nhiéu hon trong hau hét danh sach
bé ban cia nguoi ta dé rdi cudi cing s6 ban bé khong tot
chiém nhiéu thoi gian hon nhiing ban bé tdt). Cau trad 1oi 1a
hay xac dinh ai 1a ban tot va danh cho ho 80% thoi gian ma
ban danh cho ban be (co6 1€ ban cliing nén tang lugng thoi gian
tuyét doi danh cho ho nita). Ban nén cd gang vun diap nhing
tinh ban tot ndy cang nhiéu cang tot bdi vi chung sé 1a mot
ngu?)n mach to 16n mang lai hanh phuc.
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Bi quyét thit 6 twong tw nhu bi quyét thw 5: phdt trién moi
lién két dong nghiép vdi mot sé it nguoi ma & bén ho ban cdm
thdy thich thu. Khong phai tat cd cac dong nghiép trd thanh
ban bé ctia ban: néu vay ban sé qua phan tan tinh than hitu
clia minh. Tuy nhién mot sé6 dong nghiép nén la nhiing ban
than va dong minh ctia ban: ho 1a nhitng nguoi ban san sang
chiéu c6 giip d& va ho cting lam nhu thé ddi v6i ban. biéu
nay khong chi cai thién dugc cong viéc cia ban ma con lam
tang gap boi niém vui ma ban c6 dugc trong céng viéc, giup
ngan dugc cam giac lac long trong cong viéc, va tao ra mot
moi lién két théng nhat gitta cong viéc va vui choi. Su thong
nhat nay cing rat quan trong cho hanh phuc tron ven.

Bi quyét cudi cung dé c6 duoc hanh phuc lau dai 1a hdy tao
ra mét 16i song ma ban va nguoi ban doi cua minh mong udc.
biéu nay doi héi mot sw can doi hai hoa gita cudc séng trong
cong viéc, trong gia dinh va ngoai xa hoi. biéu d6 cé nghia la
ban song & noi ban muén lam viéc, c6 chat lugng song ban
mong muodn, ¢ thoi gian cho gia dinh va cho cong tac xa hoi,
va khi lam viéc cing nhu lic ban rdnh rdi ban déu cdm thay
hanh phtuc nhu nhau.

Két Luan

Hanh phuic la nghia vu. Ching ta nén chon cho minh con
duong hanh phtc. Ching ta can phai vun dap hanh phuc. Va
khi lam nhu thé, chung ta nén giip nhtng nguoi than nhat
cia minh va tham chi nhitng ngudi tinh co gap cung chia sé
niém hanh phuc ctia ching ta.
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Mg rong ap dung
Nguyén ly 80/20
trong cudc song
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“Lay lai“phong do”

Néu néi kho dau cua nguoi nghéo khong phdi la
do quy ludt cua tw nhién ma la do nhitng dinh
ché cua con nguoi ma ra thi ndng thay téi 16i
cua chung ta.

Charles Darwin'!

C(’) phai Nguyén ly 80/20 chi la mot tri thitc hitu
ich, nhu mot “thiét bi” chan doan it ton kém va
hiéu qua dugc cat gitt trong nha, co quan, va phong thi nghiém
phong khi can dén? C6 phai né chi 1a mot loai phan mém tri
tué, hitu ich day nhung bén trong thiéu han mot noi dung dao
dic, gibng nhuw mot chuong trinh may tinh? Hay ngoai nhitng
thi trén ra con c6 gi nita khong? Chuing ta c6 thé dau tu vao
Nguyén 1y 80/20 mo6t muc dich va mdt dong luc dao dic vugt
ra ngoai nhitng gi chi c6 tinh k¥ tri va bién n6 thanh mot dong
luc quan trong phuc vu cho nhitng cai tot dep khong?

&0
20



Nguyén 1y 80/20 c6 thé giip lam cho cac cong ty c6 kha
nang sinh 15i nhiéu hon, diéu nay khong con la chuyén phai
ban cai gi nia. Cudn sach nay da bién giai, toi hy vong la bién
giai mot cach thuyét phuc, rang ngudi ta c6 thé sit dung Nguyén
ly 80/20 dé gat hai rat nhiéu két qua ti cudc soéng cda ho, dé
nang cao muc do hiéu qua va hanh phic. Mot khi da dua ra
10i tuyén bo 1a no sé nang cao dugc hanh phuc, chung t6i
cting bat dau dat van dé cho rang né 1la mot dong luc dao diic,
béi cling 1a diéu httu 1y khi cho rang mot cai gi d6 c6 thé nang
cao hanh phuc thi cing phai la mét dong luc dai lau. Nhung
hanh phic ctia mot cd nhan nhiéu khi ciing c6 thé mua dugc
bang mot cai gia la phai hy sinh hanh phuc cda mot hoac
nhiéu nguoi khac. Chuing ta chi c6 thé ching minh dugc gia
tri dao ditc cda Nguyén ly 80/20 néu ching ta c6 thé ching
t6 dugc mot diéu rang no co thé st dung dé phuc vu cho loi
ich ctia hau hét hoac toan thé moi ngudi trong xa hoi. Phép
thit can phai lam, vi thé, 1a kiém nghiém xem chung ta c6 thé
st dung Nguyén ly-80/20 de giup-tao ra mot xa hoi tot dep
hon khong.

Toi cho rang ching ta c¢6 thé, mién 1a chung ta khong chi
dung lai ¢ mitc mo6 ta Nguyén ly 80/20 nay ma hay md rong
n6 dé bao gdbm nhitng budc di, nhitng hanh dong phu tng véi
né. Toi tin 1a diéu nay cé thé lam duoc chd yéu la do viéc si
dung thanh cong va “lanh tinh” Nguyén ly 80/20 trong kinh
thwong va do niém tin rang cach st dung nhu thé nay c6 thé
va nén mé rong sang nhing van dé quan trong véi xa hoi hon
1a thanh céng cda bat cit doanh nghiép don 1é nao.
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Tai sao xa hoi nén dem ap dung
Nguyén ly 80/20?

Nguyén ly 80/20 xua nay da dugc st dung rat dang ké
trong san xuat kinh doanh dé gia tang tinh hiéu qua, dé day
manh lgi nhuan va nhtng gi dan dén lgi nhuan. Nhung diéu
ma t6i mudn ching ta hay tap trung & day khong phai 1a diéu
nay, ma la van dé nhiing cai thién nhu thé dugc tao ra nhu
thé nao. Sy hiéu qua dugc nguoi ta nhan lén bang cach tang
cuong stic manh va nguon lyc “lanh tinh” (phan 20% tao ra
80% loi nhuan), bang cach xac dinh va ngian chan nhiing
nguon lyc tiéu cuc (phan 20% nhing van dé chat lugng gay ra
80% nhting khuyét, nhuoc diém) va bang viéc nang cao tinh
hiéu qua hoac thay doi vai tro cda nhéom da s6 nhing dong
luc yéu kém (phan 80% mong muén dem lai nhitng diéu tot
dep nhung r6t cudc chi déng gop duoc 20% gia tri). Tat ca
nhitng cong dung ndy da giup tang gap boi cda cai cho cac
cong ty. Ddi voi cac ca nhan, téi da dé nghi st dung Nguyén
ly 80/20 theo nhitng phuong cach twong ty, dé “khuéch dai”
hanh phuc va tinh hiéu qua.

V6i dau 6c sang tao va quyét tam dem ap dung vao thuc
tién, khong c6 mot ly do nao trén doi nay lam cho chung ta
khong thé thyc hién diéu twong tu vi 10i ich ctia xa hoi noi
chung, bang nhiing phuong cach y nhu vay. Chung ta sé xem
xét dén nhitng kha niang nay lat nita day, sau khi da giai tda
nhting méac miu ling nhung vé tu tudng. Bi ching ta can ¥
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thitc, xac dinh dugc van dé. Néu Nguyén ly 80/20 bi lam
dung dé co sty cho nhing tu tudng, v thic hé dang ton tai
thi diéu ay sé chang dua cudc tranh luan vé loi ich cong cong
tién 1én mot budc nao ca.

Tu trong ban chat, Nguyén 1y 80/20
cO0 mang tinh httu khuynh khong?

Nguyén 1y 80/20 c6 thé c6 vé nhu “dong thanh twong tng”
v6i nhitng luan diéu ctia nhitng ké hitu khuynh cap tién. Néu
vii tru ty nhién da chia thanh m6t nhom thiéu sb nhitng dong
lyc manh mé va mot nhém da s6 nhitng dong luc yéu kém, va
néu doi song con nguoi, xa hoi, cac hoat dong san xuat kinh
doanh va tu nhién déu phan anh hién twong nay (nhu toéi da
ly gidi) thi n6 khong con xa may mot thé gi¢i “dién cudng” cuc
hitu - & day bat binh ddng la chuyén tw nhién va la ¢4 may
cda tién bo; thi truong la mot chudi tuan tw nhing bién chuyén
va phai duoc dé mac cho no tw tim 16i di; sy thoéng tri cda tang
16p uvu tu la khong thé tranh khai va cing la chuyén tu nhién;
1y 1é thuoc vé ké manh; va can thiép thay doi co cau xa hoi luc
nao cting di dén that bai, bdi lam nhu thé 1a c¢6 di nguoc lai
quy luat van dong cta thé gidi.

Dung 1a “khéng con xa may”; nhung 1y luan nhu thé la da
hiéu rat sai Nguyén ly 80/20. Chung ta hay chap nhan nhing
gl 1a ding cda cach cit nghia hitu khuynh. Han nhién ciing
1a chuyén t6t dep khi quan sat nhitng gi dang dién ra trong
ty nhién, trong san xuat kinh doanh, trong doi song ctia chinh
ching ta va trong xa hoi: ay 1a thay ra nhiing dong lyc manh
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mé ma tr d6 chi mat mot lugng nhé nang lugng dé cé thé tao
ra duoc nhing 1¢i ich to 16n; nhan 1én, 1am dé ra thém va bat
chudc phan 20% dem lai 80% két qua; mién 1a phan 20% ay la
nhitng dong luc dem lai nhitng diéu to6t dep. Nhung phan 20%
dy ciing rat cé thé la nhitng déng luc cé thé gdy ra nhiing
diéu toi té; va chuyén chiing la nhitng déng luc co hiéu qud
cting khong thé bao chita cho hodc lam gidm di nhiing tdc
hai ma chung gady ra.

Nguyén 1y 80/20 khing dinh rang tinh trang mat cin bang
la ty nhién, nhung khong noi rang nhiing gi hé da ty nhién
déu 1a dung dan, lai cang khong c6 ¥ néi ching ta c dé mac
tinh trang ay tiép dién. Nguyén ly 80/20 nay huéng ta chd y
dén sy mat can bang; nhung né khong khang dinh rang vii
try, hay tu nhién, hay cac hoat dong san xuat kinh doanh,
hodc xa hoi, hoac 16i séng cda chung ta, lai khong can bang
theo mot phuwong thitc hitu ly hoac c6 tinh chitc nang nao.
Nguyén ly 80/20 nhan xét rang nhiing qui trinh nay van dién
ra va tao ra nhing két qud manh mé va do vay nén dugc téon
trong, ciing nhu bat c¢ dong lyc manh mé nao, du la “lanh
tinh” hay “doc tinh”, ciing nén dugc ton trong. Toan bo gia tri
va dong luc ciia Nguyén 1y 80/20, va tat cd nhitng tng dung
thuc té cda no trong 50 nam qua, 1a & chd no chi ra duoc mot
tinh trang dang ngac nhién va gan nhu t6i wu. Mot khi ta da
danh gia cao su bat ngg ay thi Nguyén 1y 80/20 c6 thé huéng
dan ta tao ra dugc nhitng budc cai tién to 16n doi véi hién trang.



Nguyén ly 80/20 mudn cdi tién nhitng cdi né quan
sat duoc

Vé ban chat, do vay, Nguyén 1y 80/20 khong chi c6 gia tri
mo t4; va n6 khong lay lam vénh vang gi véi nhing diéu né
mo td. N6 con dong mot vai tro soi duong chi 16i; n6 quan sat
thay duoc mot that bai trong viéc khong thé dat dén duoc mot
trang thai t6i wu; va né chi ra con duong dé di dén nhing cai
thién to 16n v6i hién trang. That an tugng khi biét rang nhom
thiéu s6 manh mé lai dem vé mot hiéu qua dén thé - nhung
con nhém da sd nhitng nguodn lyc yéu kém thi sao? Tu nhién
c6 that sy “khéo” khong, néu nhom da sd cac dong luc tu
nhién lai kém hiéu qua dén thé, hoac khi nhitng phan 16n hon
nita cda vii tru lai duge dat dudi sw khong ché cda con ngudi?
Hoat dong san xuat kinh doanh hiéu ning dén thé w, néu 80%
cac hoat dong ay (tinh theo doanh sd hoac tai san) chi dem lai
20% loi nhuan va tién bac? Chung ta c6 dang st dung thoi
gian cda minh mot each ¢6 hiéu qua khong, néu 80% thdi gian
dan dén 20% thanh qud va hanh phic ctiia ching ta? Va xa
hoi c6 dang st dung tot nhat tai nang cda minh khong, néu
80% cong dan ctia né chi san xuat ra dugc 20% nhitng thanh
qua c6 gia tri (tinh theo tién hodc thu nhap gop)?

Khong, ranh ranh la khong! Va, ciing ranh ranh khong kém,
day khong chi 1a cach cat nghia ctia riéng t6i vé Nguyén ly 80/
20, ma chinh xac la cach thic ma nguyén ly nay da dugc ap
dung bdi nhitng nguoi lam kinh doanh, nhing ky su chuyén
trach vé chat luong, va nhiing nha tu van vé chién lugc va tat
cd nhitng nguoi khac da st dung nguyén ly nay. Diéu cot yéu
cda Nguyén 1y 80/20 1a n6 mudn cai thién nhing gi né quan
sat va 1a mot cong cu hiéu qua dé thuc hién muc tiéu ay.
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Khong can bang khong phai 1a kém hiéu qua. Mac du 1a mot
thuc té tran lan, mat can bang vira 1a mot tinh trang khong
thé tranh dugc vira 1a diéu khong ai mong muén. Nguyén Iy
80/20 khong phai la mét tv tudng tritu twgng hoa theo tw
tudng cda Hegel: n6 1a mot cong cu thuc té dé xay dung mot
thé gidi hop Iy hon. Néu con nghi hoac diéu nay, ban hay nhin
vao nhitng ung dung thyc tién ma cac hoat dong san xuat
kinh doanh da dem Nguyén ly 80/20 ap dung vao doé. Nhitng
nha lanh dao cac hoat dong sdn xuat kinh doanh tuan thd
nguyén ly nay trong coéng viéc - va thdy rang 20% sd san
pham hodc doanh sé dang tao ra 80% lgi nhuan va 80% ay
dang déng gop chi 20% 1gi nhuan - khong nhtn vai, Jam bam
mot cau gi do vé Pareto, F A Hayek, Milton Friedman va chd
nghia tw ban, roi le lang chuyén sang van dé ké tiép trong
“chuong trinh nghi sy”. Khéong. Nhitng nha doanh nghiép co6
dau 6c xét doan va biét t6i da héa loi nhuan qua c6 lam mot
diéu gi d6 dé chan chinh tinh trang mat can bang ay. Ho lam
cho phan 20% cac hoat dong that sy c6 hiéu qua chiém mot
ty 1é 16n hon so voi t6ng sO. Ho 1am cho nhitng hoat dong kém
hiéu qua tré nén cé hiéu qua hon, néu khong hiéu qua su
dung nguon lyc cda doanh nghiép sé bi dnh huéng. Ho st
dung Nguyén ly 80/20 trong céng cudéc muu tim tién bo, dé
cai thién hién thuec.

Déi dau véi tu tudng bi quan xd héi 80/20

Chung ta can nhan manh dén chiéu huéng tich cyc va lam
thang hoa cudc song ma theo d6 Nguyén ly 80/20 dugc sd
dung trong thuc té, bdi lau nay nguoi ta bong quan tam mot
cach “dot bién” dén ¥ nghia mat can bang xa hoi ham an
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trong hinh dnh mot “xa hoi 80/20”, “xa hoi ké thing gom tat”,
va nhing vién tuong tuong tw. Mot truong phai c6 tinh khai
huyén néi 1én, quan tam xét dén mot sb trong nhing dac diém
cda Nguyén 1y 80/20 nhung ciing ham y rang kho c6 thé lam
gl dé ham t6c tinh trang mat can bang xa hoi ngay mot lan
rong. Chung ta can danh gia nhing kiéu 1y luan bi quan nay,
nhiéu khi mang hoi huém thuyét dinh ménh, ma nhin bén
ngoai xem ra chung dang van dung Nguyén ly 80/20.

J Phan Mé Pau (trang 7) va Chuong 13 (trang 303), chung
ta c6 ndi dén hién tuong “ké thang gom tat” - dy la khi thanh
qua vé tay nhitng con nguoi hang dau trong thé thao, giai tri,
va cac linh vuc chuyén mén cda ho ngdy cang nhiéu hon, ho
ngay cang dugc “miéng” to hon, dé roi sy cach biét gitta nhitng
nguoi thu nhap cao nhat va nhithg nguoi con lai ngdy mot
gian rong. Tinh trang nay theo gidy to so sach c6 thé thay mot
cach co thuyét phuc va day dud nhat 1a & Hoa Ky, nhung xem
ra dau trén thé gidi nay ctng co.

Cang ngay cang ¢6 nhiéu bang ching cho thiy thu nhap
cda 10% s6 nguoi dang lam viéc dang tang 1én nhanh chéng,
trong khi thu nhap cda 10% s6 ngudi thap nhat tang cham
hon rat nhiéu, hoac khong “nhtic nhich” gi. Dién dan Kinh té
Thé gi¢i dau nam 1997 & Davos nghe ndi da danh rat nhiéu
thoi gian nhom hop dé xem xét nhitng hé luy cta tinh trang
nay. Mot bao cao khéng dinh:

M6t s6 nha kinh té hoc nguoi My cho rdng trong tuong
lai Hoa Ky sé co 20% nhitng nguoi lam chuyén moén
duoc hoc hanh, dao tao chu ddo cé duoc muc thu
nhdp 75.000-500.000USD/nam, ho la nhitng nguoi
thuc hién “don dat hang” cua nhitng nguoi siéu giau,
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trong khi s6 80% con lai la nhitng nguoi hién nay cé
muc thu nhdp binh qudn 30.000USD/ndm sé phdi
lam tat cd nhitng céng viéc ban thiu, do ddy va miic
song cua ho cit éo udt dan sau méi ndm qua di.

Mot cudn sach bestseller méi ra cia Dic véi nhan dé Cdi
bdy toan cdu (The Global Trap) cing tap trung néi dén y
tudng rang tinh trang mat can bang tran lan sé dem lai mot
“xa hoi 20:80”, trong do6 chi c6 20% may man dugc lam viéc.
Cuén sach dé cap dén danh gia cda mot cudc hoi thdo & San
Francisco vao nam 1995 vdi sy tham duy cia 500 chinh tri gia,
tong giam d6c diéu hanh, va nha nghién cdu hang dau va
tuyén b6 rang, trong mot nén kinh té toan cau sé c6 mot tinh
trang that nghiép rong khip:

Trong thé ky téi, 20% ddn so trong do tudi lam viéc
sé la du dé gitt cho nén kinh té thé gidi hoat dong.
“Khéng hé phdi can thém nhdn luc”, nhdn vdt hang
dau cua Washington SyCip trinh bay quan diém cua
minh. 1/5 s6 nguoi tim viéc sé la du dé sdn xudt tat
cd hang héa va thuc hién tat cd nhiing dich vu gid
tri cao ma thé gidi co thé sit dung. 20% sé cé thé
tham gia mot cdch tich cuc vao doi song, cong viéc,
va gidi tri...

Nhung con nhitng nguoi con lai thi sao? 80% nhting
nguoi sdan sang lam viéc sé bi thdt nghiép? Mot trdt
tw xa hoi moi sé duoc tao ra, [cac chuyén gia] tién
dodn, sé c6 nhitng nudc giau ma & doé khong cé tang
I6p trung luu. Khong ai lén tiéng phdn bdc nhdn
dinh nay.
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Toi it nhiéu dong cdm v6i nhing tién doan xem ra rat ky
qudc nay. Trong cudén sach méi xuat ban cda minh, Qudn ly
ma khong cé tang 16p qudn 1y, Godden va téi danh mot chuong
dé ban vé thach thic that nghiép cda tang 16p lam quan ly
trén dién rong, trong chuong sach ay chung toi co viét:

Cong ty thoi hdu qudn ly sé can it nguoi hon rdt
nhiéu, do sy cdt gidm 50% vé so chiic ndng qudn ly,
thu ky, va nhitng chitc ndng gidn tiép khdc trong 10
ndm nita... Néu tat cd nhitng cong ty thudc khu vuc
tw nhdn & bat ky mét dat nudéc nao hoi du diéu kién
trd thanh nhitng tap-doan-thoi-hdu quan ly thi tinh
trang nay co thé dua dén mét su sut giam luc luong
lao dong khoang 15-20% ma khong co mot tdac dong
bu trir nao kém theo. Tinh trang thdt nghiép sé tdang
tw muc 6% hién nay o Hoa Ky lén chung 25%, va sé
tdp trung chu yéu d tang lop lam nhiing céng viéc
qudn ly.

Chung ta hdy tom tat vién canh tat yéu va u am nay, von
c6 lién quan dén Nguyén ly 80/20 hodc vién canh “xa hoi
20:80”. Sw mat can bang xa hdi, theo quan sat cda Vilfredo
Pareto, lau nay la mot nét dac biét cia xa hoi, dau dau ciling
thé. Thé ky 20 da c6 pha vd tinh trang nay bang su tai phan
b6 liy tién thu nhap qua hé théng thué khéa va phuc loi xa
hoi. Nhung, khi cac thi truong toan cau bat dau lay lai duoc
sttc manh ma ching da timg c6 dugc trong thé ky trude thi
mo hinh ma ¢ d6 tinh trang mat can bang xa hoi chiém uu thé
lai tai dién. San lwong va muc do hiéu qud cda cac doanh
nghiép cang cao thi cang can it nhan coéng. Thi trudng toan
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cau tv do do vay sé dem lai cho ching ta hai van dé xa hoi
tuong lién noéi com: tinh trang that nghiép trén dién rong,
trong do co tﬁng 16p trung lwu xwa nay dugce bao boc ky; va
tinh trang mat can bang xa hoi sau rong hon, tach biét nhom
20% hang dau khéi nhom 80% bén dudi.

Nhitng nguoi xem hién twong trén la tat yéu chia lam hai
phe: phe bi quan va phe cach mang. Nhitng ngudi bi quan
hodc theo thuyét dinh ménh cho rang xu huéng ay la khong
thé tranh duoc va rang ching ta khong thé lam gi dang ké
truGc tinh trang ay. Nhung da s6 nhitng nguoi kéu goi moi
nguoi hdy quan tam dén tinh trang mat can bang xa hoi ngay
cang sau rong déu la nhitng ngudi c¢é tinh than cach mang.
Phai, ho khang dinh, lam mot cai gi d6 dé pha vé mo hinh 80/
20 nay. Quan diém mach lac nhat la quan diém cda nhiing
tac gid nguoi Dic ctia cudén Cdi bdy toan cdu. Cac tac gia nay
ly luan rang toan cau hda la mot tinh trang lgi bat cap hai, va
c6 thé va can phai dugc ngan chan: “Toan cau hoa khong phai
Ia mot quy luat ty nhién. Thoi dai vo dinh, vo muc dich ph6
quat nhu thé can phai cham dut”.

Nhitng ké tién dodn tdn thé hoan toan sai lam

Chung ta nén phai hiéu sao v6i nhing tranh luan trén? Toi
tin rang ca nhitng ké bi quan lan nhitng nguoi c6 tu twdng
cach mang déu c6 két luan sai 1am. Phan 16n nhitng phan tich
cia ho la dung va c6 tinh khai sang. Tuy nhién, mac du ho
c6 am chi (it nhiéu mot cach tryc tiép) dén Nguyén ly 80,20,
nhung hiéu biét cda ho vé nguyén 1y nay gidi 1am thi cting chi
& mitc d6 hoi hot. Néu ho hiéu duoc nguyén ly nay mot cach
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ding dan thi ho sé thay rang c6 thé c6 duoc tién bo ma khong
can lam cach mang.

Trudc hét ching ta hdy xem xét cu thé van dé that nghiép
va bat binh dang va mdi quan hé gitta ching véi nhitng thi
truong toan cau ngay cang tu do hon. Vang, dung la c6 nguy
co xay ra tinh trang that nghiép tran lan trong gi¢i quan 1y do
cac cong ty biét cach loai bé nhitng khau quan 1y khong can
thiét, va roi su canh tranh qudc té budc cac cong ty phai ha
thap chi phi theo hudéng mot phuwong thitc hoat dong da dugc
thé hién t6t nhat qua thuc té néu khong, chi con mot con
duong, trong tinh hinh thi trudng tw do, 1a di dén chd pha san.
Thyc té chi c6 bay nhiéu la ding, khong con khad ning nao
khac.

Thé nhung toan bod bing ching ctia lich st cho thay 1a su
phon thinh khéng phéi 1a mot van dé. Moi cong nghé mdi, moi
phat minh méi, moi cong cu tiét kiém nhan luc, moi cai tién
cac k¥ thuat san xuat, moi phuong phap giao hang va dich vu
it ton kém hon - néi tém lai, moi biéu hién ctia su phat trién
cong nghiép - da dan dén khong chi sy cai tién khong nging
nghi va ngay cang dang sting sot hon vé tiéu chuan séng cho
tat cd moi thanh phan trong cac xa hoi dua vao thi trudong, ma
con dan dén ty 1é ngudi c6 cong an viéc lam cao hon. 0 moi
thé hé ké t khi khéi dau cudc Cach mang Coéng nghiép, luon
c6 nhitng nguoi - nao 1a nhom Luddite chong lai phong trao
co gioi hoa, nhing ké tién doan ngay tan cda thé gidi do su
bung phat dan sd, nhitng ké theo chd nghia tan phong kién
lang man, nhting ké phat-xit, nhitng nguoi chong lai chui nghia
tu ban - chi ra nhiing gi¢i han cda suw phat trién va su bat luc
cda hé thong thi truong trong viéc tao ra dd cong an viéc lam
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cho moi ngudi. Tinh trang tang dan sO, su gia nhap (hoac tai
gia nhap) ciia phu nit vao luc lugng lao dong, viéc x6a bd tang
16p nong dan va néng nghiép nhuw mdt ngudn cung cap viéc
lam quan trong va sy gan nhu bién mat cda nhitng ngudi hau
trong gia dinh - tat cd nhiing dau hiéu canh bao tinh trang
that nghiép dé thdy nay da bi hiit vao hé thong thi truong.
Lich st cda chi nghia tw ban 1a lich st cda tiéu chuan song
cao hon va mtc do tao cong an viéc lam cao hon.

Suot 250 nam, nhitng nguoi tién doan ay thudng xuyén bi
chitng minh 1a da sai lam. Lap luan cda ho 13, 1an nay moi cai
sé thuc sy khac han, va c6 thé néi rang ho c6 co sé. Cac thi
truong toan cau dang trd nén ngay cang tu do hon véi mot toc
do nhanh chong. Chung ta hién dang biét rang cach thic to
chitc quan 1y trong tap doan 16n da linh vuc 1a cd mot sai lam.
Chung ta cé thé hoat dong ma khong can dén mot so lugng
nguoi khong 16 hién dang lam viéc cho cac cong ty 16n. Trong
10 dén 20 nam tdi, sé xay ra tinh trang that nghiép trong gidi
quan ly.

Thé nhung, ching ta c6 thé va sé diéu chinh. Chung ta c6
thé giit lai hé théng thi truong toan cau - va sw phon thinh ma
néi chung hé thong ay mang lai - ma khong phai duong dau
voi nan that nghiép kho giai quyét. Su tién bd, dudi hinh thic
gia ca thap hon cho nhtng hang hoa da dugc tiéu thuy, sé tao
ra suc mua cho cac loai hang héa va dich vu khac. Sttc mua,
tr phi né dot ngot tut xuéng do mot cudc khing hoadng, sé
lai tao ra nhitng viéc lam mdi. N6i chung, tinh trang nay
khong dién ra ¢ cac cong ty 16n, ma sé dién ra ¢ nhiing cong
ty nhé hon hay & cac doanh nghiép tu nhan (cong ty mot
nguoi hodc cong ty hun von nhd) va & cac dich vu cung tng
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cho c4 nhan ma cac tap doan 16n khong thé (hodc chua thé)
dé dang “thi truong hoa”. Su phat trién cta thi truong toan
cau sé m@ rong hon nhitng thi truong phi toan cau hién hitu
hoac sé tao ra nhing thi truong phi toan cau mdi.

Truong hop trudc mat khu vuc tw nhan khong san sinh ra
dd lugng cong viéc can thiét - va diéu nay rat c6 thé xay ra
- chung ta phai c6 khd ning di chuyén nhan lyc sang lam
nhing cong viéc co ich trong khu vuc xa hoi ay. Khong hé c6
sy thiéu hut nhiing cong viéc doi héi ky nang cao va nhitng
cong viéc doi héi it k¥ nang hon - tir gido duc dén viéc nang
cao tri thitc thudc moi linh vie dén viéc cai thién thanh phd,
thi tran va lang xa cda ching ta - c6 thé lam cho xa hoi phong
phu hon. Néu thi truong thuong mai khong trad lwong hoac trd
lwong khong dd cho viéc thuc hién nhing cong viéc nay thi
chéng c6 1y do gi xa hoi ching ta khong nén khuyén khich
thuc hién ching nham cung t¢ng ca viéc lam va cac dich vu.

B4i 1 trong mot xa hoi phon thinh ban than nan that nghiép
khong phai 1a mot van dé. Néu xa hoi dd giau - va thi truong
tg do sé lam cho xa hoi ngdy mot giau hon - thi nan that
nghiép, theo nghia ngudi dan muén lam viéc nhung chéng co
viéc dé lam, sé ching bao gid 1a mot van dé. Ho c6 thé dugc
thué lam viéc bén ngoai nén kinh té thi truong; c6 diéu 1a ho
khong dugc tra mmic lwong thi trudng. Tuy nhién, trit phi ching
ta tin rang sw gidu do ctia xa hoi noi chung sdp di xudng, viéc
khong thé tra mic luwong thi truong cho lao dong phi thuwong
mai ty than né khong gay ra van dé. Van dé chi phat sinh néu
ching ta cdm thay su phan chia cda cai trong xa hoi la khong
cong bang.
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Van dé nghiém trong thuc sy khong phadi la tinh trang
that nghiép hay nghéo déi ma la su bat binh dang

Su bat binh dang xa héi ngay cang tang, & nhitng xa hoi
trong d6 mitc giau c6 chung dang tang lén, 1a mot van dé thuc
sy ma tat cd chung ta can phai tranh luan. R6 rang 13, trong
diéu kién khong c6 su tai phan bd cda cai, cac thi truong tu
do ham ¥ sw giau c6 khong dong déu va cac thi truong ngay
cang tv do hon tao ra tinh trang bat binh dang nay mot tang.
Tinh rang nay dién ra nhanh nhat ¢ nhing quéc gia, chang
han nhu Hoa Ky, Vuong qudc Anh va mot s6 khu vuc chau A,
da bién thi truong cda minh thanh thi truong tw do nhét va
da lam tang tinh tv do nay qua thdi gian. Nguyén ly 80/20
gidi thich vi sao tinh trang nay dang dién ra: 80% nhing gi
hitu ich va cé gia tri (duwgec do mot cach dan chu theo nhitng
khoan mua ty do ctia nguoi tiéu thu) dugc tao ra bdi 20% luc
luong lao dong. Néu thi truong khong bi can thiép, phan lgi
sé dugc phan b6 khong dong déu do gia tri duoc tao ra khong
dong déu.

biéu nay ham y rang c6 mot sy danh dei gitta su giau co
hon va su cong bang. Néu chung ta chon theo hudng tang cia
cai thi tinh trang bat binh ding cang 16n hon. Mitc song tuyét
déi cda tat ca moi ngudi c6 thé van tiép tuc tang, nhung phan
béo b sé vao miéng nhitng con méo von da 4 mém.

Thi truong phan anh gia tri tot hon bat ky mot co ché nao
khac. Cau tra 16i dung cho bai toan bat binh ding khong phai
1a ap ché thi truong va viéc tao ra gia tri ma la ddm bdo moi
phan t trong xa hoi cung tham gia mot cach binh déng vao
thi truong.



Chung ta van chua kham pha huéng di nay mot cach dang
hoang. C6 hai xuat phat diém ré rang. Mot 1a dwa moi phan
td trong xa hoi vao nén kinh té thi truong. Xuat phat diém thi
hai la dam bao sao cho moi ngudi trong xa hoi, nhung dac
biét 1a nhitng nguoi nam & dudi day, biét cach lam thé nao dé
tan dung toi da tai nang cda minh.

Tinh thdan doanh nghiép xd hoi

Sy bat binh dang trong xa hoi xay ra trong mot nén kinh té
thi trusng khong han 1a do thi truong tao ra ké thing nguoi
thua ma 1a do khong phai ai ciing 6 chan trong nén kinh té
thi truong. Nhitng nguoi bi loai ra khai thi truong hoac nhing
nguoi chi tham duw vao ¢ mot ching muc gidi han tat nhién bi
thua thiét.

D& moi ngudi c6 thé tham gia vao nén kinh té thi ho trudc
hét phdi c6 chut it tai sdn va c6 ¥ mudn kiém thém tién vira
v6i sttc minh. Pay khong phai la ché dé ban chi tiét lam sao
dé thuc hién dugc diéu 4y, song viéc nay han c6 thé lam duoc
va ¢6 hiéu qud chi phi hon nhiéu so véi viéc cap phuc loi.

Quan trong hon nita la giao duc can phai cung cap cho moi
cong dan moi nhing ky nang c6 thé ban duoc trong linh vuc
ma ca nhan lya chon. Néu can thiét, nha nudc nén tai trg cho
viéc nay. Co 1é ngoai linh vyc giao duc Nguyén ly 80/20 chéng
c6 ung dung gi khac quan trong hon. Do 20% ngudn tai nguyén
hodc chi phi tao ra 80% két qud, chung ta can tap trung vao
nhtng phuong phap gido duc c6 hiéu qua cao dé dam bao tat
ca nhitng nguoi tré déu c6 thé lam viéc co hiéu qua trong mot
mang nao do6 cda nén kinh té thi truong. Ngoai ra, khong con
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cach nao khac dé dam bao sy két dinh xd hoi va su tién bo
kinh té khong gian doan.

Nguyén ly 80/20 co6 thé va cdn phdi dp dung vao
gido duc

Néu ching ta mudn cai thién xa hoi, xuat phat diém tot
nhat 1a ap dung Nguyén ly 80/20 vao linh vuc gido duc. Van
dé nay co ba yéu t6 chinh: xac dinh mot so it don bay thuc
sy quan trong c6 thé dua dén nhitng két qud phi thuong,
phan quyén, va canh tranh.

Nguyén 1y 80/20 cho ta gid thiét rang c6 mot vai 1y do it éi
thuc sy quan trong cé thé 1y gidi cho hiéu qua hoat dong giao
duc wu viét, va mot sd it phuong phap hay cach tiép can cho
thay mang lai két qua phi thuong. Néu chung ta c6 thé tach
cac nguyén nhan va phuong phap ay ra va sau d6 nhan rong
chuing ra, chuing ta sé c6 thé tao ra nhitng tién bo khong ngo.

Va chung ta cé thé lam duoc diéu d6. Khong phai 1a van dé
nay chua ting dugce nghién cttu. Chung ta hay duyét qua nhiing
¥ twdng c6 thé rat ra t chi t hai cong trinh nghién ctu.

Mot cong trinh nghién ctu 500 truong trung hoc cia Vién
Brookings xem xét nhitng nhan t6 dnh huwéng dén hiéu qua
hoc tap cda hoc sinh. C6 1& chang c6 gi phai ngac nhién 1a anh
huéng quan trong nhat 1a nang khiéu va thai do cta hoc sinh,
phan 16n do thanh phan gia dinh quyét dinh. Xét theo muc
tiéu trung han, c6 mot nhu cau bic thiét 1a 1am sao ddm bao
tat cd hoc sinh dén truong véi mot thai do tot doéi voi viéc hoc
tap: tic 1a hoc sinh thuc sy muén hoc. Chung ta chi ¢o thé
lam duoc diéu nay bang cach ddm bao tat ca moi gia dinh déu
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duwgc tham du vao qua trinh tao ra cua cai va sg hitu tai san.
Tuy nhién, trong thoi gian trudc mat, diéu nay sé khong thé xay
ra va nha truong phai hoat dong véi nhiing gi ma ho hién co.

Cong trinh nghién cttu 500 truong trung hoc phat hién rang
ngoai hai nhan t6 nang khiéu va thai do ctia hoc sinh, dnh
huéng quan trong nhat ké tiép 1a ban than nha truong. Mot
sO truong tot hon rat nhiéu so véi nhing truong khac. va di
sau hon nita vao van dé, cong trinh nghién cttu nay tim cach
ly gidi cai gi lam nén sy khac biét cho cac truong thuc sy tot.
Nhitng gidi thich thong thuong dugc xem xét nhu: kinh phi rot
cho truong, luong bong gido vién, kinh phi dau tu trén méi
dau hoc sinh, si s6 16p, diéu kién tot nghiép. Thé nhung nhing
nhan t6 nay khong hé tao nén su khac biét. Nhitng nhan t6
thuc sy quan trong lai la sw kiém soat cia phu huynh, tinh ré
rang cda s ménh cda nha truong, lanh dao, quyén chd dong
cua nha truong, va sy tr do ma giao vién c6 dugc cung su ton
trong danh cho giao vién.

RAt it truong duogc t6 chitc nham lam tang t6i da, hoac tham
chi khuyén khich, nhitng nhan t6 nay. Chung ta c6 thé st
dung tién cong it hon vao giao duc va gat hai dugc két qua
cao hon nhiéu néu ching ta dé cho gido vién va phu huynh
nam quyén kiém soat nha truong.

Ké dén 1a van dé phuong phap gido duc trong nha truong.
Va & day toi sé dé cap dén nghién ctu thit hai, thuc ra la mot
loat nghién ctu duoc ghi lai trong quyén sach tuyét hay cia
Gordon Dryden va TS Jeannette Vos mang tua dé Cudc cdch
mang vé phuong phdp hoc tdp (The Learning Revolution).
Du6i day 1a mot sd6 phuong phap da duoc chimg minh 1a c6
hiéu qua dugc giai thich trong sach:
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» O Flaxmere, New Zealand, nhitng dia tré 11 tudi hoc cham
hon nhitng dia tré dong Itta dén 5 nam da trong vong dudi
10 tudn dan theo kip bang cach theo mot chuong trinh doc
hiéu véi sy trg giip cla bang tu.

» Trong mot thit nghiém trong quan doi Hoa Ky, nhitng ngudi
linh st dung cac ky thuat duoc giai thich trong sach dé hoc
tiéng Puc da dat dugc két qud tot hon dén 661% - tic 1a két
qua hon gap hai lan trong 1/3 luwong thoi gian.

» Truong trung hoc Bridley Moor ¢ Redditch, Vuong quoc Anh,
st dung cac ky thuat hoc tang téc dé hoc ngoai ngtt. Theo
nhitng phuwong phap binh thudong thi chi 11% hoc sinh dat
dugc muic diém 80/100 trd 1én. Theo phuong phap mdi,
65% dat dugc muic diém 4y. Theo phuong phap thuong, chi
3% dat duogc s diém 90,/100 hoac cao hon. Con theo phuong
phap méi, 38% hoc sinh dat 90 diém trd lén. Do do, theo
phuong phap mdéi s6 diém tw 90 trd lén tang gap 10 ldn.

Mac du khong dé cap dén Nguyén 1y 80/20, quyén sach cia
Dryden va Vos la mot sy ca tung Nguyén 1y nay. Piém mau
chot ctia Nguyén ly 80/20 la: hdy lam nhitng gi cé hiéu qud
nhat ddc biét la trong nhitng linh vuc cia cudc song cé tam
quan trong cao nhdt. Ludén c6 mét s6 nhdé nhitng phuong
phap, nhitng ngudi thuc hién, nhitng nguyén nhan va nhing
cach tiép can, tao ra duoc nhitng két qua cao hon nhiéu. Hay
xac dinh cho dugc nhitng nhan t6 nay. Roi sau nhan rong
chung ra. Hiéu qua sé ty dong khong nhing dugc nang cao
ma con dugc nhan rong.

Chung ta co thé gidi quyét cac van dé gido duc ctia chung
ta, song chung ta can phdi triét dé. Chung ta can phai ap
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dung nhitng gi c6 hiéu qua cao nhat. Va diéu nay khong chi
c6 nghia 1a nhiing phuong phap t6i wu da duoc kiém ching,
thu hut dugc kha nang phi thuong cda khédi 6c con ngudi khi
dugc kich hoat ma con c6 nghia la co cau dung cho giao duc.
C6 day dud bang ching cho thay rang diéu nay c6 nghia 1a nha
truong phai nam quyén kiém soat van ménh cda minh. Phu
huynh va gido vién & mdi truong phai c6 quyén thit nghiém
va kiém soat, va chi chiu su giam sat khach quan vé hiéu qua
hoat dong.

C6 mot nhan t6 chu chot khac gitip ching ta cai thién mot
cach dang ké hé thong gido duc cda minh, va dé chinh 1a canh
tranh. Nhiing truong tot phai c6 diéu kién khuéch truong thém
cing nhu tiép quan nhimg truéng hoat dong kém, néu doé 1a
y nguyén cida phu huynh va hoc sinh cda truong nay. Nhitng
truong khong tdt phai-budc dong cifa.

Cach day vai nam, Peter Drucker chi ra rang Hoa Ky 1a quéc
gia phat trién duy nhat hau nhw khong c6 van dé canh tranh
trong hé théng truong hoc. Tinh hinh nay hién nay dang thay
doi: East Harlem, Minnesota, Iowa, Arkansas, Ohio, Nebraska,
Idaho, Utah, Massachusetts, Vermont va Maine hién nay tat ca
da c6 nhitng yéu té quan trong ma hoc sinh c6 quyén tu y Iya
chon. Thé nhung hau hét cac quoc gia, trong do6 c6 ca Hoa Ky,
hién van chua c6 hé théng truong hoc theo huéng thién veé
canh tranh. Ching nao chung ta van chuwa c6 mot hé th6ng
truong hoc nhu thé thi ching ta van tiép tuc lira doi hoc sinh
va xa hoi. Mot khi c6 duge hé thong ay thi budc nhay vot vé
hiéu qua gido duc sé dién ra thuong xuyén va day kinh ngac.

Mttc do kém hiéu qua lau nay qua 16n va giita mot so nhiing
truong it 6i xuat sdc va hang loat nhiing truong binh thuong
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c6 cd mot cach biét 16n, ciing nhu gita s6 it nhitng phuong
phap mang lai hiéu qua siéu viét va hang loat nhitng phuong
phap thong thuong kém hiéu qué - khién cho viéc ap dung
mot cach c6 hé th(“ing Nguyén ly 80/20 vao giao duc - bang
cach st dung nhimg phuong phap da duoc kiém ching, trao
quyén kiém soat cho phu huynh va gido vién, va cho phép van
dé canh tranh phat huy hét sttc manh diéu ky cda né - sé tao
ra nhing két qua c6 loi dén kinh ngac. Qua 1a mot toi 16n doi
v6i nhan loai, ma trén hét 1a doi véi tré em ctia ching ta, néu
nhu ching ta khong chiu phong thich ngudn sitc manh nay.

Nguyén ly 80/20 néu bdt tinh trang kém hiéu qud
phé bién

Toi da ca nggi cach thic hoat dong cia thi trudng va cho
rang chung ta c6 thé cé thém cda cai do thi truong tv do mang
lai trong khi vdn hudng thu dwogc trén cda cdi cda minh ma
khong hé gay ra tinh trang that nghiép bat dic di hay gay ra
tinh trang bat hoa tram trong hon trong xa hoi. biéu nay nghe
c6 vé qua ly tudng. Ly do vi sao t0i tin nhu vay la vi Nguyén
ly 80/20 lién tuc nhan manh rang chung ta st dung qua u la
kém hiéu qud cac nguodn tai nguyén cda minh: thoi gian, tién
cda, stc Iuc, nod luc ca nhan, va tri thong minh. Diéu nghich
ly 1a chinh viéc st dung cac ngudn tai luc kém hiéu qua nay
lai 1a mot tin rat vui. Béi vi néi chung chung ta hoat dong qua
toi, va vi chung ta luén tim thay mot so it ngudn tai nguyén
hiéu qua hon gap nhiéu ldn so véi da sd phan tai nguyén con
lai, ching ta c6 thé thoadi mai hoat déng to6t hon nhiéu. Thi
truong tot ¢ chd ching tao diéu kién dé thuyén chuyén nhiing
nguon tai nguyén cé hiéu qud kém sang nhing ngudn tai
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nguyén c6 hiéu qua cao. Nhung thi truong lai khong dam bao
cho su thuyén chuyén nay xdy ra. Cai dé6 phu thudc vao tri
thuc, k¥ nghé va tinh than dam mao hiém ctda doanh nghiép.
Nhtng yéu t6 nay phat trién manh trong diéu kién thi truong
hon 1a trong diéu kién phi thi truong. Tuy nhién thi truong
ludn can phai duogc 1éo 1ai cho ding huéng. Néu thi truong tao
ra két qua t6t nhat c6 thé duogc thi khong thé tiép tuc co tién
bo. Tién bo dya vao viéc tim ra mot cach t6t hon dé thuc hién
moi céng viéc. Va diéu do gom ca cach thic ching ta quan ly
nén kinh té thi truong tw do. Chung ta luon ludn cé thé cai
thién thuc trang bang cach ap dung Nguyén ly 80/20.

Doanh nghiép tu do sit dung nguon tai nguyén khéng
dén néi té nhung ciing khong tot ldm

Nhu nha kinh té chinh tri nguoi Phap J-B Say da nhan xét
vao khodng nam 1800, ‘nha doanh nghiép chuyén cac ngudn
tai nguyén kinh té ra khéi mot khu vuc c6 nang suat thap
sang moOt khu vuc c¢6 nang suat cao hon va tao ra san lugng
cao hon’. Qua trinh nay chinh la trong tam cua Nguyén ly 80/
20, von chi ra rang théng thuong cé rat nhiéu cai cé thé cai
thién dugc. Ngay nay qua trinh nay dugc goi la “ac-bit”. Thi
truong tw do tao co hdi cho ac-bit, nhung né khong tw dong
tao ra ac-bit va chi § nhitng linh viyc don gian nhat (chang
han nhu gia tri tién té qudc té) thi dc-bit mdi thuc sy té ra hiéu
qud va c6 tinh thuyét phuc.

Tap doan doanh nghiép hién dai, & trong bat ky méi truong
nao cho phép canh tranh, c6 khuynh huéng gia tang muc do
ac-bit, nhu J-B Say da timg quan sat thay ¢ nha doanh nghiép.
Thé nhung, tiéc thay, hau hét cac lanh dao cong ty lai khong
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phai 1a nha doanh nghiép; va co cau cong ty cang phic tap
thi lai cang kho ac-bit hiéu qud. Cac tap doan, dac biét la
nhitng tap doan co nhiéu hoat dong kinh doanh khac nhau
(nhing tap doan da kinh doanh nam quyén kiém soat dai da
s6 cac nguon tai nguyén thi truong tu do), 1a nhing lién minh
gdm nhiéu nha diéu hanh khac nhau (c6 hiéu suat hoat dong
khac biét nhau rat 16n) va nhiéu phan khuc kinh doanh khac
nhau (c6 kha nang sinh 10i rat khac nhau). Pay 1a Iy do vi sao
hién nay c6 xu huéng, rat pho bién va phat trién nhanh chéng,
tach cac bo phan cia tdp doan da kinh doanh thanh nhiing
cong ty riéng tap trung vao mot linh vuc kinh doanh duy
nhat. Nhitng cong ty dugc tach ra nay thuan thiét vé co cau
hon vi chi tdp trung vao mot linh vire kinh doanh va hoat
dong cuia chung trén thi trudng ching khoan la cuc ky thuén
loi, biéu thi mic do gidm trut gia tri dién ra trudc khi phan
tach cong ty. Tam quan trong cda viéc loai bo gia tri am trudc
do, va viéc dé dang lam ting lgi nhuan mot khi qua trinh ac-
bit dugc tao diéu kién dé dang nho don gidn héa co cau, sé
chzzmg c6 gi 1a ngac nhién déi véi nhing ai hiéu dugc Nguyén
ly 80/20.

Nguyén ly 80/20 cho ring doanh phdn bé nguodn tdi
nguyén khéng duoc tot ldm

Qua trinh ac-bit, tttc 1a qua trinh chuyén nhtng ngudn tai
nguyén sang nhiing ngudn tai nguyén c6é nang suat hiéu qua
cao hon, khong dién ra mot cach tw dong, ngay cd trong nhitng
xa hoi doanh nghiép tuw do nhat. N6 luon can dugc tac dong
lai di ding huéng. Lam thé nao ta tim dugc dung hudng? Va
loai tac dong nao 1a can thiét?
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Nguyén ly 80/20 cho ching ta nhing cau tra 16i ré rang.
Huéng di c6 thé xac dinh 1a tach sé it nhing luc lwong hung
manh ra khéi s6 déng nhing luc lugng yéu kém bang cach
tach biét (khit di sw do dong) dong goép cda modi luc luong
chiéu theo nhing tai nguyén dung cho méi luc lwong. Néu
nhtng luc lwong ay tot (vi du nhu dong goép vao viéc tao ra loi
nhuan), chung ta co thé thuc hién nhitng budc nhdy vot bang
cach lay di nhing tai nguyén ti da so6 nhing khu vuc hoat
dong kém va phan vé cho thiéu sé6 nhitng khu vuc c6 nang
suat cao (mot ‘khu vuc’ cé thé 1a mot san pham, mot khach
hang, mot kénh phéan phéi, mot nhom nha diéu hanh hodc bat
ky su két hop nao gifta nhitng yéu td nay). Trong mot s6
truong hop, chung ta co thé lam cho nhing khu vyc c6 nang
suat khong duoc cao lam tré nén ¢ niang suat cao gap nhiéu
lan bang cach hoac huan luyén cho ching bat chuéc dugc
hanh vi hoat ddng cia cac khu vyc c6é nang suat cao hoac
trién khai chung lai theo mot co cdu méi dé chung c6 thé co
hiéu qué cao hon gap nhiéu lan. Tim ra phuong huéng bao
g6m xem xét mot cach can trong viéc tach biét hiéu qua hoat
dong cta ting luc luwong; va cling thuong bao gom viéc don
gidn hoa, phan quyén va do dém hiéu quéa hoat dong & miic
tong hop thip nhat mot cach thuong xuyén; va can thiét phai
c6 mot cudc gidi phau triét dé nham phan bd lai ngudn tai
nguyén dé tan dung hét kha nang clia chung. Su tac dong
phai huéng vao nhitng giai phap vi mé hon, triét dé hon, theo
d6 chi c6 nhing luc lugng c6 ning suat cao méi dugc ban
thudng thém ngudn tai nguyén con nhing luyc lwong c¢6 nang
suat kém sé bi lay bot di ngudn tai nguyén cda minh.

Nhitng ngudi lam kinh doanh, ciing nhu bat ky ai khac,
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thong thuong té ra mién cudng khong mudn thuc hién nhing
thay déi triét d€ va don gidn hoa. Viéc don gian hoa triét dé
lam xao tron nhiing quyén loi bat di bat dich (nhat 1a quyén
10i cda chinh cac nha quan ly), tao ra nhitng thay doi lam pha
v& co cau cl va doi héi moi ngudi phai vita c6 trach nhiém
vita ¢6 ich cho t6 chitc. Hau hét moi nguoi déu muén cé cudc
séng binh yén, on dinh va khong phai chiu trach nhiém. Do
thi truong khong ty dong hoat dong ma phai thong qua hoat
dong cua con nguoi nén thi truong luoén luén khong hoan hao.
Va t6 chitc tham gia vao thi truong quy mo cang lén va phic
tap bao nhiéu thi sy khong hoan hdo lai cang 1én bay nhiéu.
Cac t6 chic thuong mai xua nay van hoat déng hiéu qua hon
so v6i cac t6 chitc phi thuwong mai béi vi & day c6 nhiéu diéu
kién hon cho ac-bit va béi vi canh tranh bat buoc it nhat phai
c6 mot muc t6i thiéu ac-bit nao dé. Tuy nhién sé la sai 1am khi
tin rang cac nha doanh nghiép ua thich canh tranh. Nguyén
ly 80/20 tuyén b6 rang thi truong ludn ludn khong hoan hao,
rang viéc st dung cac nguon tai nguyén hau nhv bao gid ciing
dudi muc toi vu mot cach nghiém trong va rang bao gio ciing
c6 diéu kién t6t cho ac-bit thong minh. Ac-bit sé c6 xu hudng
lam don gian hoa va tap trung xem xét hiéu qua hoat dong
riéng cda tung tai nguyeén.

Vay thi thong diép cia Nguyén ly 80/20 danh cho phe canh
hitu c¢6 trach nhiém la gi? Cau tra loi tat nhién 1a qua don
gidn. Canh httu gom nhing nguoi bdo thd, cap tién, tu do,
nhitng ké doc tai va nhing nguoi theo chu nghia ty do xa hoi.
Nhung hau hét nhing nguoi thudc canh hitu c6 cung chung
su coi trong su bat binh dang kinh té, sy kham phuc (du 16
ra hodc che giau) déi voi tang 16p tinh hoa, sw cam ghét su can
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thiép vé kinh té va xa hoi bang cac chinh sach, va su tan
thudng thi truong va canh tranh.

Vé van dé bat binh déng kinh té, Nguyén ly 80/20 nhan
thay rang dé 1a mot van dé tham can cd dé va lang phi. Tuong
tu, nguyén ly nay giup giai thich cho su thinh hanh cda céc
nhom tinh hoa va ung ho quan diém rang thanh tyu la mot
cudc choi danh cho nhém ngudi thiéu so, nhung né ciing tap
trung chu y vao su that bai trong viéc st dung tat cd cac
ngudn tai nguyén mot cach hiéu qua. Cac nhéom tinh hoa chi
c6 thé bién minh dugc néu ho cdi thién dugc chat luong cudce
song cho moi nguoi, chit khong phai chi cho riéng ho; va néu
ho thuc sy nghiém tuc ve viéc lam giam lang phi xa hoi.
Nguyén ly 80/20 tan thanh sy hién dién cda thi truong va
xem ac-bit nhw mot ngu?)n dong lyc tao ra nhing budc nhay
vot vé su phon thinh, nhung chi ra rang hau hét cac cong ty
déu qua kém veé hiéu qua hoat dong va rang cac nha quan ly
khong phdi bam sinh d4 thich canh tranh hay ac-bit. Ching
ta van chua xem xét liéu Nguyén ly 80/20 sé dua chung ta
dén nhing chinh sach can thiép it hon hay sau hon, trong
linh vyc kinh té hoac trong linh vuc xa hoi.

C6 chang mot cach hiéu Nguyeén ly
80/20 theo quan diém canh ta?

Néu thi truong khong tao ra két qua toi vu va doanh nghiép
von khong hiéu qua, nhu tuyén bd ctia Nguyén ly 80/20, thi
liétu nguyén ly nay c6 bién minh dugc cho su can thiép cia
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nha nudc trong cac van dé kinh té va xa hoi nham ngan chin
su lang phi va tao ra két qua téi wu cho moi céong dan?

Dé bat dau tra 16i cho cau héi nay, trudc tién ching ta hay
tranh khong ban cac van dé kinh té va ban so qua vé cac van
dé xa hoi. Viéc ap dung Nguyén 1y 80/20 c6 c6 nhanh chéng
lam 16 ra nhing y tudng nao khong? Va nhiing ¥ tuéng ay c6
thién vé ting hd mot chinh sach bao thu hay can thiép?

Nguyén ly 80/20 giip ddy hii t6i pham

Ké t@ nam 1993, thanh phd New York da chimg kién mot
sy tut gidm dot ngot va day kinh ngac vé ty 1é téi pham. Vi
du, 6 khu vuc Bac Brooklyn, mdt trong nhitng khu vuc toi
pham khét tiéng, so vu giét nguoi da giam xudng t 126 vu
vao nam 1993 con 44 vu vao nam 1995: gidm dén 65%! Chat
luong cudc séng trong thanh phd da duoc thay doi - mot su
thay doi chang ai ngo dén, song lai 1a mot thay doi dugc tru
litu hitu y. Canh sat trudng William Bratton xac dinh rang
phan 16n t6i pham 1a do mot s6 nhd ké pham toi gay ra va xay
ra trong mot so6 nhd cac tinh huéng dién hinh, nhu nhing
thanh nién ruou ché & cac géc phd. Lic dau 6ng chi dao mot
cudc ra quan hung hanh cda doi ngd cadnh sat nham vao
nhtng khu vic néi com nhat va gidi quyét mot nhom thiéu sé
phan t¢ pham phap va tinh huéng dang gay ra phan 16n so
toi pham. Canh sat ap dung hinh thitc “khong khoan nhugng”
v6i tinh trang bat hop phéap, tham chi v6i nhitng t6i nhe nhu
ruou ché & cac goc phd, phong ué ngoai duong va vé bay trén
tuong. Mot cudc ra quan hung hau nhung nham vao mot s6
déi tugng it i t6 ra hiéu qua. Cho du c6 y thiic hay khong,
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ong Bratton liic ay dang ap dung Nguyén ly 80/20: tap trung
vao s 20% gay ra 80% van dé, trong truong hop nay la quyét
tam loai bd tan gdéc 20% s6 vu pham phap mau chot.

No lyc nay, ciing twong nhu nhu mot né luc trudc dé do Thi
truéng thanh phd Marbella ¢ Tay Ban Nha, hiéu qud hon
nhiéu so véi tién doan cda bat ky ai, khong chi trong viéc tan
cong van dé toi pham trong nhom ddi twong ma con trong viéc
lam thay d6i bd mat cda nhitng khu dan cuw bi anh hudng.
Khai niém nguéng chuyén doi duoc ban ¢ Chuong 1 c6 thé
gitp gidi thich vi sao diéu nay da xay ra. Y twéng la mot khi
mot cach tan hay mot tdp quan mdi phat trién dén mot mic
nao do, chi can mot luong nhé cong sic thém vao cé thé gat
hai dwoc nhing két qua khéng 16. Mac du c6 ton tai mot sb
luwong toi pham nhat dinh trong khu vuc, tham chi dudi nhitng
hinh thttc tuwong d6i nhe nhu nhau nhet noi cong cong, phong
ué ngoai dwong hay vé bay trén tuwong, hanh vi c6 khuynh
huéng tap trung vé-mau sé chung nhé nhat. Xe hoi bi dap
pha, nhitng cong dan c6 chat it ¥ thitc tudn thu ludt phap
pham nhing to6i nhe va nhitng ngudi giau co va nguci ding
tudi tranh khong ra duong. Thé nhung khi nd luc cta canh sat
dat dén difm ma t6i pham tré nén dd hiém va khu phd tré
nén du van minh thi thai d6 va hanh vi dot ngot thay doi va
ca khu vyc duge “l1ot xac”.

Y nghia cho chinh sach xa hoi da qua ré rang. Chi phi do
vao viéc gidi quyét cac van dé xa hoi khi chwa dat dén diém
ngudng chi 1a coi nhw d6 séng d6 bién. Nhung néu mot luong
n6 lyc nhé gitp dat téi diém ngudng, bang cach don cong stic
vao 20% sb tinh huong gay ra 80% van dé thi tac dong ctia moi
luong ting nhd vé tién cda hay cong suc sé cuc ky 16n.

408

Thé nhung, ban c6 thé héi, ditu nay co lién quan gi dén
canh ta va canh httu, v6i quan diém chinh tri bao thd va tu
do chi? Thuc chat, 1a nhiéu day. C6 1é t6i da hoi gian lan mot
ti khi ban truéc vé van dé to6i pham, mot trong s6 it nhiing van
dé xa hoi ma canh hitu chudng cach gidi quyét bang su can
thiép ctia nha nudc (duwdi hinh thitc canh sat). Khong con gi
nghi ngd ntta ré rang la Nguyeén 1y 80/20 c6 thé st dung hiéu
qua nhat dé lam gidm t6i pham. Mot vi du khac 1a mot cach
tiép can moi day cda luc lugng cdnh sat Anh nham vao 20%
do6i twong toi pham, bang cach bd rap cung lic nha § cda
nhom déi tugng. Va néu cach tiép can can thiép, tap trung cé
hiéu qud trong van dé toi pham, thi vé ban chat khong co ly
do gi cach tiép can can thiép khong thé thanh cong trong linh
vuc chinh sach xa hoi.

Hai chit “nhung” Ion trong su can thiép xd hoi

Tuy nhién, c6 hai chit “nhung” 16n khi noi rang cac chuong
trinh xa hoi theo huéng can thiép cé thé dugc ching minh la
dung bdi Nguyén ly 80/20.

Chit “nhung” th nhat 1a Nguyén 1y 80/20 c6 thé dan dén
nhitng gidi phap khac thuwong. Hay nhd v tuéng cot 16i cda
nguyén 1y nay: bat ky mot van dé hoac mot co hoi nao déu c6
mot s it nguyén nhan quan trong ma chung ta can phai xac
dinh va x 1y mot cach quyét liet va tap trung. Ap dung y
tudng nay cé thé dua dén nhitng cau trd 15i mau thudn véi
nhitng cau tra 16i dac trung cda canh ta va canh htu.

Hay xét van dé nhiéu tranh cai 1a cham séc y té. Canh ta &
hau hét cac qudc gia mudn ma rong thém pham vi cham soc

80
20



y té: xay dung thém bénh vién, thué nhiéu bac sy va y ta hon
va danh ngan sach 1én hon cho muc tiéu ndy, néu can thiét
thi sé danh thué cao hon dé 1y quy. Canh hitu thi mudn gitt
nguyén hoac cit gidm thué va ddm bao cham séc y té do nha
nudc tro cap chi wu tién cho nhtng ai thuc sw c6 nhu cau.
Trong cudc tranh luan nay, hai phe gan nhu khéng c6 co sé
gl chung va khong dé c6 cach gi dé néi chi trwong nao 1a tot
hon.

Nhung néu chung ta héi Nguyén 1y 80/20 ing hd phe nao
thi cau tra 1oi la: khong phe nao ca. Cach day 20 nam, Bo
trudng Y té Hoa Ky da cd gang xac dinh nguyén nhan gay ra
bénh tat va két luan rang chi 10% la do cham soc y té hay
thiéu chdm so6c y té&; va ding 50% c6 lién quan dén hanh vi ca
nhan. Thé nhung duéi thoi Dang Cong hoa lan Pang Dan chu,
ngan sach phan bo cho chita tri y té cao hon gap 20 lan so
vOi ngan sach phan bé cho téng cac chuong trinh khuyén
khich ché do an uéng tot hon, giao duc y té, phat thudc tu
chtta va tap luyén sic khoe ca nhan.

Nguyén 1y 80/20 xac nhan rang 20% tién cia bd ra sé tao
ra 80% két qud mong mudn va nguoc lai. Su tién bd phu thudc
vao viéc xac dinh nhing cai 20% tao ra 80% két qua va nhing
cai 80% tao ra chi 20% két qua. Trong truong hop nay, cai 20%
dan dén 80% két qua roé rang la giao duc y té, dic biét 1a & giai
doan dau khi né c6 hiéu qud cao nhat. Trong truong hop
cham soc y té, cling nhu trong hau hét moi linh viee khac, bién
phap ngan ngwa la tot hon va it tén kém hon nhiéu so véi viéc
chtta tri; ngan chan bénh tat ¢ nhing giai doan dau thi tot
hon va it ton kém hon la ngan chan chung sau do; va viéc tao
ra nhitng théi quen song lanh manh trong gidi tré, nhing thoi
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quen ma c6 thé kéo dai sudt mot doi ngudi, sé c6 1gi hon nhiéu
so voi hau hét bat ky hinh thic chi tiéu xa hoi nao khac.

Don hét cong stic vao gido duc y té dé dat dén diém ngudng
1a khi gido duc y té thuc sw c6 hiéu qua, dén khi n6 thuc sy
lam thay doi hanh vi con nguoi 1a viéc nén lam. Nha nuéc nén
tao ra va giam sat cac chuong trinh nham dadm bao c6 dugc
nhting budc tién 16n vé ché do an udng, tap luyén lanh manh,
c6 1& bang cach st dung cac cong ty tiép thi trong khu vuc tu
nhan va tra tién cho ho theo két qua. C6 1& ching ta can it
bénh vién hon, it bac sy hon, va it y t4 hon; va can thém
nhitng ngudi lam cong tac y té tw nguyén tai nha hon, nhiéu
nha dinh duéng hon, nhiéu phong tap thé duc hon, nhiéu
cong cu tap luyén hon, nhiéu cong vién hon, nhiéu lan duong
danh cho xe dap hon va danh thué cao hon vao nhiting loai
thitc an khong co6 1oi cho sittc khoe.

Chit “nhung” thuw hai xoay quanh hiéu qua hoat dong
cua nha nudc

Nguyén 1y 80/20 tuong doi lac quan vé van dé thiét ké xa
hoi. Nguyén ly nay hita hen rang nhiing gidi phap khac thuong,
dua trén quan sat rang 20% tao ra 80% két qua roi sau do tap
trung noé lyc vao cai 20% do, co thé cho két qua cao hon véi
luong cong stc it hon; va rang bang cach khoanh vung doi
tugng va phan bo luong tai nguyén dd dé dat dén diém ngudng,
ching ta c6 thé tao ra nhitng cai thién 16n trong bat ky van
dé xa hoi nao. Nhu néi & phan trén, chit “nhung” thit nhat 1a
giai phap tim ra sé mang tinh khac thwong va thuc dung, dua
trén quan sat nhing cai 20% thuyc sy c6 hiéu qua. Bay gid da
dén lic chung ta ban vé ch® “nhung” tht hai, ch “nhung”
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gay ra nhiing van dé 16n con lai. D6 1a thanh tich hoat dong ctia
nha nudc véi tw cach 1a nha cung cap dich vu that dang ta than
va kém xa thanh tich cda cac dich vu tw nhan. Ngoai mot s0 it
truong hop ngoai 1é (nhu Dich vu Y té Quéc gia cda Lién hiép
Anh NHS) cac dich vu do nha nudc cung cap duong nhu luon
thudc nhom 80% hoat dong chi mang dén 20% gia tri.

Tao sao moi phién bdn siéu nha nudc cia thé ky XX
déu that bai

Nguyén 1y 80/20 khong nhiing c6 thé quan sat thdy hiéu
qud hoat dong kém cda cac sifu nha nuwdc ma né con di tiép
budc ntta 1a tim cach ly giai su yéu kém ay. O phan trén,
ching ta chi trich hau hét cac doanh nghiép tw nhan 1a hiéu
qud kém, vi Nguyén 1y 80/20 chitng minh duoc rang hau hét
cac tap doan, dac biét la nhitng tap doan phic tap va kinh
doanh da nganh, c6 khuynh huéng trg cap chéo cac hoat
dong va lam kho phéan biét mitc do hiéu qud thuc su, ¢ cap
do san pham, khach hang, bo phan phong ban va cip quan
ly. Tuy nhién, hiéu qua kém cia cac dich vu tw nhan chi mang
tinh twong d6i va sé qua khat khe néu chung ta phd nhan
nhing tién bod 16n lao vé muc song ma cac tdp doan doanh
nghiép hién dai da tao ra. Trong vong 100 nam qua, san
lwong trén moéi dau cong nhan ting lén gap 50 lan va, néu
khong phai nop mot phan ngan sach vé cho nha nudc, thi
muc soéng cling sé tang theo. Cac tap doan kinh doanh lén
xing dang dugc ghi cong cho sy doi dao dén chéng mat nay.

Viéc nha nudc cung cap dich vu hau nhu dam bdo cho
nhitng du doan kinh khung nhat cia Nguyén ly 80/20 1a
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ding. D6 1a do khong thé nao xac dinh dugc gia tri dong gop
cda cac dich vu va rat khé do luong dugc mébi quan hé gitta
dau vao va dau ra tham chi ¢ nhitng mic do rat la chung
chung; & mitc do thanh phan, thi diéu nay la hoan toan khong
thé. D6 khong phai 1a do ac ¥ hay yém thé cia nhing nha
cung cap dich vu nha nudc, ma né von nam ngay bén trong
mot hé thdéng trong d6 khach hang hau nhu khéng c6 quyén
chon lua, trong d6 khong c6 nhu cau do dém hiéu qud hoat
dong va trong dé ngudi cung cap gia tri cao hon khong dugc
trong thudng.

TAat cd moi t0 chitc, dac biét 1a nhitng t6 chiic phitc tap, ban
than da va c6 tinh hoat dong khong hiéu qua. Cai lam cho cac
to chitc thudc khu vuc tw nhan it kém hiéu qua hon cac to6
chitc thudc khu vuc cong chinh 1a yéu t6 thi truong. Yéu t6
nay xua nay khong hé ton tai ¢ khu vuc cong, do dé6 nhing
nha cung cap dich vu kém khong bi “chét” va quan trong hon
nita 1a nhitng nha cung cap dich vu tét khong c6 duge nhing
nguon tai nguyén moi. Qua trinh ac-bit theo Nguyén 1y 80,/20
khong dugc phép thue hién. § khu vuc cong, Phan tich 80/20
chang c6 ich 10i gi do hau nhu khéong thé thu dugc nhing dit
liétu thanh phan, c6 ¥ nghia vé hiéu qua hoat dong, va néu c6
thé di chang nita thi khong ai c6 dong luc hodac nhu cau lam
mot diéu gi d6 dé khuyén khich sé it nhiing nha cung cap dich
vu c6 gia tri nhat va lay di nhitng nguon tai nguyén khéi tay
cac nha cung cap dich vu c6 gia tri kém. Do d6, tao ra nhing
budc nhdy vot vé gia tri 1a diéu khong thé. Va vi thé, néu
ching ta muén dat dugc nhiéu véi lugng cong siic bé ra it hon
thi cach bat dau tot nhat 1a twdc hét moi chitc nang cung cap
dich vu cia nha nudc.
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Nhitng ngudi thudc canh td thong minh da bat dau nhin
thay van dé nay. Viéc x6a bé chic nang cung cap dich vu cda
nha nuéc khong nhat thiét c6 nghia 1a nha nudc sé co vai tro
nhé hon véi tu cach 1a ngudi ndm ngan sach. Mic thué va viéc
phan bd lai cda cai khong nhat thiét phai c6 lién quan gi véi
pham vi cung cap dich vu cda nha nudc. Thé nhung trén thuc
té, van sé c6 mot modi tuong quan nao do. Néu nha nudc
khong chiu ti bé hau hét nhing chitc nang cung cap dich vu
cda minh thi sy phdn déi viéc thu thué va gia tri nha nudc
thap sé dan dén muc tro cap thap hon ti phia nha nudc.
Nguoc lai, néu nha nude chiu cho thau cac dich vu (du cho cac
t6 chitc tinh nguyén hodc cac to chic thudc khu vue tu nhan,
hoac ly tudng la cho hai loai t6 chic nay canh tranh dau
thau), ching ta sé ¢6 thé khuéch truong khéi luong va gia tri
cda mang cung cap dich vu véi chi phi thap vita dd, c6 thé
chap nhan duoc.

Nguyén ly 80/20 goi cho chiing ta diéu gi vé su can
thiép kinh té ciia nha nudc?

Van dé gay tranh cai 16n duy nhat gitta canh ta va canh hitu
ma chung ta van chua xét dén 1a sy can thiép ctia nha nudc
vao linh vie kinh té. Nguyén ly 80/20 khong tin vao su hoan
hao cda co ché thi truong, do né bi anh hudng cda nhitng to
chitc phiic tap c6 thé hoat dong rat kém hiéu qud. Tuy nhién
co ché thi truong phan quyén, trong d6 ngudi tiéu thu c6 thé
ty do mua dugc gia tri, tao dong luc cho qua trinh ac-bit va
hiéu suat hoat dong. Trén thuc té, sy can thiép cda nha nudc
hau nhu bao gid ciing thién han vé phia ngudi san xuat (nguoi
san xuat co thé van dong hang lang rat hiéu qua va doi luc,
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vOi nhitng muc do trung thuc khac nhau, 1at d6 nha nudc von
ltic nao cing quan tdm dén tinh trang c6 viéc lam trudc mat)
va di ngugc lai quyén loi cda ngudi tiéu thu. Chinh sach chong
to-rdt 1a chinh sach duy nhat ma nha nude té ra thién vé phia
ngudi tiéu dung, va tham chi § day nhing thanh tueu dat dugc
trong 2/3 thé ky qua c6 chang cling la qua bé nhd.

Nguyén 1y 80/20 goi ra rang ac-bit va hiéu suat hoat dong
c6 dugc diéu kién thuan loi nhat khi nha nuéc can thiép it
nhat vao cac van dé kinh té. Diéu nay trai ngugc han véi gia
tri cia su can thiép vao cac van dé xa hoi (mién la nha nuéc
khong truc tiép cung cap cac dich vu). Trong cac van dé xa
hoi, tiem nang cai thién bang cach ap dung Nguyén ly 80/20
qua la to loén. Lang phi gay ra cho xa héi néi chung chi c6 thé
giam thiéu dén muc t6i da khi xa hoi t6 chiic lai nhing hoat
dong cia minh mot cach triét dé, va cac co ché chinh tri 1a
nhitng co ché duy nhat lam cho diéu dé xdy ra.

Nguyén 1y 80/20 xac nhan c6 tiém nang
cho nhitng cai thién to 16n

Nhing nguoi thudc cac phe khac sé phai xac dinh xem
chwong trinh ma Nguyén ly 80/20 goi ra thudc vé phe canh
t3, phe trung lap cp tién hay phe canh httu cap tién. C6 thé
Nguyén ly 80/20 c6 thé gitip xép lai mot s6 van dé tranh luan
vo ich gita canh ta va canh httu: d6 1a nhing van dé duya trén
quan diém chit khong phai dya trén quyén loi. Piéfm mau
chot cda Nguyén ly 80/20 la né néu bat nhitng chénh léch
to 16n vé hiéu qud hoat dong von c6 trong moi phuong dién
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cda cudc séng: sw mat can doi gita dau vao va dau ra, cach
ching ta tu Ita déi minh bang viéc tu duy theo nhitng con s6
quan binh va hiéu qua hoat dong tong thé, su khac biét gitta
so it phuong phap ¢6 hiéu qué cao va da s6 cac phuong phap
tam thuong. Do dé, Nguyén 1y 80/20 tu trong noi tai da mang
tinh xong xao, day tham vong, non nong thay déi hién trang
va gan chat véi y tudng tién bd - nguyén ly nay khéng dinh
rang chung ta c¢6 thé thuc hién nhitng cdi thién to lén cho su
giau sang va hanh phtuc moi ca nhan va cho chat Iugng xa hoi
noi chung.

Do d6 Nguyén ly 80/20 md ra tiém nang cho cac cong dan
trung thuc, khong vu 1oi thay thé cac dang phai chinh tri va
khéi dau mot trang m6i. Gia tri chinh cda Nguyén ly 80/20
déi véi 1oi ich cong, cting nhu doi véi loi ich cong ty va ca
nhan, chinh 1a nhiing thau hiéu ma né mang dén cho ching
ta vé nguyén nhan va két qua. Su thau hiéu ay cho phép
ching ta thuc hién nhing bude tién dai vé phia trude. Nhing
thay déi tich cuc luén ludn co6 thé thuc hién duoc va ludn tinh
pha v6. Nhing chi dan ctda Nguyén ly 80/20, trong chinh
sach cong ciing nhu & nhing linh vyc khac, mang tinh cap
tién, nham dén su thay doi va dua vao hiéu qua hoat dong.

Vay thi, cau tra loi cda t6i la Nguyén ly 80/20 qua c6 mot
stc manh dao duc. N6 thach thic chung ta co cau cac to chic
(du phi 1gi nhuan hay tao lgi nhuan) va xa hoi sao cho luwong
tai nguyén 16n nhat c¢6 thé duge phan vé cho s6 it mang hoat
dong cuc ky httu ich doi véi nguoi dan, va ddm bdo rang hiéu
qua ctiia da s6 nhing ngudn tai nguyén hién cé nang suat
khong cao dugc ting 1én gap boi.
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Tién bé: mét thuc té trong qud khit, hién tai va
tuong lai

Tao sao ching ta lai khong chiu tin vao kha nang lam tang
hiéu qua ctia con ngudi chi#? Vao nam 1798 Thomas Malthus,
mot muc su lap di nguoi Anh, bay té quan ngai trong bai viét
cia minh mang twa dé Ludn bdn vé ddn so (Essay on
Population) “rang kha ndng ctia dan s6 16n hon rat nhiéu so
voi kha nang cda trai dat trong viéc tao ra nguon song cho
con nguoi”. Malthus da dung khi néi vé sy sinh soi ctia con
ngudi trén trai dat, nhung c6 thé ong da khong thé tuwdng
tugng ra dugc sy gia ting vé nang sudt nong nghiép dang
dién ra Iic ay. O phuong Tay ngay nay chung ta cé thé tu
nudi séng minh, song s6 lao dong thué vao lam noéng nghiép
da gidm ti 98% xudng con khodng 3%! Va cong nghiép da tao
ra nhiing gia tang kha 16n vé sy gidu c6 va san luong trén mot
dau nguoi, muc tang san lugng gop la 3-4% moi nam, hay noi
cach khac 1a tang gap 50 lan sdn lwong trén moéi dau cong
nhan.

Trong sudt quang doi cda minh, ching ta da ching kién
chat luong hang tiéu dung duwoc nang lén mic hoan hdo va
tinh da dang ma 6ng ba ngay xua khong thé nao tudng tuong
ra. Ching ta cling da ching kién hang loat nhitng san pham
dién t¢ ky diéu mdi lam thay déi bd mat ctia gia dinh va co
quan va ranh gi¢i gitta chiing. Chung ta da quan sat thay
nhitng qudc gia tt bd vuc cda sy diét vong da ding lén tré
thanh nhtng quéc gia cong nghiép hang dau rat phon thinh
va biét nhin ra thé gidi bén ngoai. Ching ta da ching kién
hau hét cac quéc gia ¢ chau Au da t bdé nhing thu nghich
dan toc va v thirc hé va cd mot viung dat méi ctia thé gidi (&
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chau A) ty minh vuon lén dat t6i sy thinh vuong. Tat ca
nhing thanh tyu ay da ap dung tinh than cda Nguyén 1y 80/
20, va nhiéu thanh tyu ngoan muc nhat vé chat lugng, linh
vyc dién t¢ va dién toan, da van dung dung dan Nguyén ly
80/20 dé lam thay doi hiéu qua.

Chung ta thay hét nhing diéu nay, thé ma chung ta van
khong thé tin vao kha nang tao ra tiép nhing tién bo 16n lao.
Chung ta tudng tuong ra rang kha nang lam thay doi thé gidi
cda cong nghiép da di dén duong cung, rang nhiing gi c6 thé
dat dugc déu da dat téi va rang chung ta va thé hé sau chi con
mong lam sao cing c6 duoc nhimg thanh tyu hién nay. Chung
ta khong tin nhitng nha chinh tri, chiing ta khong tin vao cong
nghiép va ching ta da t bé thoi quen nudi hy vong. Ching
ta lo lang cho cong viée cia minh va tin rang c6 1& chung ta
dang phai duong dau véi tinh trang tan ra ctia xa hoi van minh.

Néu chung ta chap nhan Nguyén ly 80/20, chung ta sé
gidm bot dugc noi 1o s¢ nhd co dugc mot tinh than lac quan
16n. Hay tin t6i, v6i kinh nghiém cda mot nha tw van chién
lvge day dan kinh nghiém, qua quen thudc vGi nhitng cong ty
“toan cau” da tréi 1én tu bo vic pha san thanh nhitng cong ty
hang dau, van con c6 nhiéu co hoi dé nang cao hiéu qua cda
cong nghiép. Cac tap doan sé khoéng dot ngot ngung phat
trién vé nang suat. Ho chi médi bat dau ap dung cong nghé
thong tin mot cach dung dan. Ho chi méi gﬁn day phat hién
ra rang khach hang va nha dau tu con quan trong hon cd cac
quy trinh quéan 1y noi bo cda ho. Hién ho dang dan biét cach
canh tranh c6 hiéu qua. Va quan trong hon hét 1a ho dang bat
dau y thitc duoc rang tinh phiic tap trong co cau cda ho dang
gay ra khong biét bao nhiéu la tén kém va lang phi.
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Toi tuyét doi tin tudng vao du doan rang su két hop gitta
cong nghé va quyét tAm mdi tr phia cadc nha diéu hanh cap
cao nham phuc vu khach hang va nha dau tu, du cé6 anh
huéng nhu thé nao déi véi co cau quan ly di nita, sé dwa mot
sO it cong ty - nén nhd rang chi can mot s6 it cong ty thoi
cling dd ching minh rang cé thé dat dugc nhitng thanh tyu
cao hon nhiéu so v6i mic hién nay - dén nhing thanh cong
kinh ngac dén mic (mién 1a thi truong van tiép tuc dugc tw do
& muc chap nhan dugc) trong vong 50 nam tdi chung ta sé
phdi sting so trude sy thay doi vé muic séng do cac tap doam
tao ra, hon ca sy kinh ngac ma chung ta c6 ngay hém nay doi
v6i sy tién bo trong nia thé ky qua.

Va cho du cac tap doan véGi vai tro hién nay co dat dugc
thanh tuyu 16n lao may di nita, thi van luén con d6 hiéu tng
boi s6, nhu Nguyén ly 80/20 hita hen nhu vay. Trong truong
hop nay, ching ta c6 thé xac dinh né mot cach dé dang. N6
ding sung sting phia trén ching ta v6i tinh chat kém hiéu
qud phoi ra ay cda né: dé la khu vuc nha nude. Dau da co tu
hitu héa, khu vuc nha nudc, theo ¥ nghia chung nhat cta no,
van ngon hét 30-50% cac nguon tai nguyén kinh té ¢ hau hét
cac quoc gia. O Vuong qudc Anh, cai noi cda tu hitu hoa, khu
vuc qudc doanh van ngdn hon 40% tai nguyén. Thé nhung 1ap
luan cho viéc nha nudc cung cap cac dich vu da bi dap tan
va chdng con mdy ai du theo canh ta tin vao 1ap luan ay nta.
Néu ching ta tw httu hoa tdt cd, ca gido duc 1an cac dich vu
bao vé an ninh, nhung trén co s dam bao sy canh ranh c6
hiéu qua gitta cac nha cung cap dich vu méi va hién thai, va
cho phép cac t6 chic phi loi nhuan canh tranh mot cach binh
dang vai cac to chic tao loi nhuan, ching ta sé co duoc su gia
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tang gid tri thuong xuyén va dang ké. Quan trong hon hiéu
qud lam gidm chi phi, ching ta sé ching kién nhing cai thién
tuyét voi vé chat luong dich vu. Trong nganh gido duc ching
han, mot s6 truong va phuong phap gidng day hiéu qua hon
gap 50 lan so voi cac truong va phuong phap khac, va hién
chi c6 mot phan tram rat nhd cac nha giao dang st dung cong
nghé thong tin mot cach sang sudt. Néu chung ta loai bd
nhting rao can thé ché déi véi ac-bit va véi sy phd bién rong
ra nhiing tap quan lam viéc t6t nhat thi dnh huéng doi voi
cudc song cda chung ta va nén kinh té hau nhu qua stic tuéng
tugng. Néu chung ta ap dung Nguyén ly 80/20 c6 hiéu qua
nhu da ap dung trong linh vitc may dién toan thi hiéu tng boi
sO sé rat la kinh ngac.

Hay c6 trach nhiém dobi voi tién bo

Hay gat bd tu tudng hoai nghi va bi quan ciia minh. Nhing
thoi xau 4y, cling nhuv nhing tu tudng do6i nghich, c6 kha
nang ty than bién thanh hién thuwc. Hay lay lai niém tin vao
su tién bo. Hay y thitc rang tuong lai dang 1a day; ngay trong
sO it nhitng tam guong sang ngoi, trong nong nghiép, cong
nghiép, dich vu, gido duc, tri thong minh nhan tao, khoa hoc
y té, vat 1y va thuc chat trong moi nganh khoa hoc, va tham
chi trong cac thit nghiém chinh tri va xa hoi, trong doé chung
ta da vugt qua nhitng muc tiéu ma trude kia chua ting ai cé
thé twdng tugng ra va nhitng muc tiéu mdi tiép tuc bi chinh
phuc. Hay ghi nhé Nguyén ly 80/20. Sy tién bo xuat phat tw
mot thiéu sé6 nhimg con ngudi hodc cac t6 chic chitng minh
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duoc rang muc hiéu qua hoat dong ma trudc kia dugc cho la
da dat t6i tran c6 thé sé tréd thanh muc san doi véi tat cad moi
nguoi. Su tién bo doi héi phai c6 tang 16p tinh hoa, nhung day
phdi 1a 16p tinh hoa séng dé dat dén vinh quang va dé phuc
vu cho xa hoi, san sang cong hién tai nang cda minh cho moi
nguoi ching ta. Sy tién bd tuy thuodc vao thong tin vé nhing
thanh tyu phi thuong va su phat tan nhing thit nghiém thanh
cong, vao viéc pha vé nhitng co cau duoc s6 dong chay theo
quyen loi riéng dung lén, vao viéc doi hdi nhing tiéu chuan
danh riéng cho mot thiéu sé c6 dac an dac quyén phai duoc
chia sé cho tat cd moi ngudi ching ta. Va trén hét, su tién bo,
nhv van hao Bernard Shaw da bao ching ta, doi hdi chung ta
phdi c6 nhiing yéu cau hoi qua mitc. Ching ta phai tim ra cai
20% trong bat ky linh vuc nao tao ra 80% gia tri, va st dung
nhing dit kién tim ra dwgc dé nhan lén gap boi nhiing gi
ching ta cho 1a c6 gia tri. Néu muc tiéu cda ching ta ludn
phdi vugt qua tam voi thi sy tién bd doi héi chung ta phai
nam dugc bat c nhing gi ma mot thifu s6 cd nhan da dat
dugc va ddm bdo rang d6 1la mic chuan téi thiu cho tat ca
chung ta.

Cai hay nhat ciia Nguyén ly 80/20 1a ban khong can phai
chd doi ai cd. Ban c6 thé bat dau thuc hanh nguyén ly nay
trong cudc song ca nhan va trong cong viéc cda minh. Ban c6
thé déng gép nhing phan nhd nhoi cda minh - ti nhiing
thanh twu, hanh phuc va khad nang phuc vu 16n nhat cda
rieng ban - cho moi ngudi va bién ching thanh phan quan
trong nhiéu hon nita trong cuoc séng cda minh. Ban c6 thé
nhan lén gap boi nhitng chd dat hiéu qua cao clia minh va
loai bé hau hét nhing ché hiéu qua thap di. Ban c6 thé xac
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dinh dugc s6 dong nhitng hoat dong gia tri kém va thita thai
va bat dau cat bd di nhitng cai thia thai ay. Ban c6 thé khu
biét nhitng phan trong ca tinh, cach lam viéc, 16i song va cac
moéi quan hé cda minh ma, chiéu theo luong thoi gian va cong
sttc bé ra, gitip tao ra cho ban gia tri cao gap nhiéu lan so véi
nhing cai tam thuong thwong nhat, va mot khi khu biét dugc
ching, ban c6 thé, voi long qua cam va kién quyét cao, nhan
ching lén gip boi. Ban c6 thé tré thanh mot con ngudi hay
hon, hanh phuc hon, va hitu ich hon. Va ban c6 thé giup cho
nguoi khac cling dugc nhu ban.

422

CHU THICH

CHUONG 1
1. Josef Steindl (1965) Random Processes and the Growth of Firms: A

Study of the Pareto Law, London: Charles Griffim, trang 18.

. Nhiéu cong trinh nghién cttu cho thdy c6 mot lugng rat 16n nhing

bai bao ngan c6 noi dén Nguyén 1y 80/20 (thuwong duoc goi la Quy
tac 80/20), nhung khong dé cap ré cuén sach nao ban vé dé tai
nay. Néu c6 mot cudn sach vé Nguyén 1y 80/20 nao, cho du chi
1a mot cong trinh hoc thuat chua duge xuat ban, xin quy doc gia
mach cho. Mot cubén sach xuat ban gan day, mac du ndi dung
khong that sy 1a ban vé Nguyén ly 80,20, qua c6 luu y ngudi doc
dén tdm quan trong ctia nguyén 1y nay. Cuén The 20% Solution ctia
John J Cotter (Chichester: John Wiley, 1995) c6 dwa ra mot cau tra
16i dung trong loi giGi thiéu: “Hay nghi ra 20% nhitng gi ban lam
c6 gop phan 16n nhat cho thanh cong ctia ban trong twong lai, sau
do hay tap trung thoi gian va stc luc cda ban vao 20% ay”, (trang
xix). Cotter ndi diéu ndy trong doan nhic dén Pareto (trang xxi),
nhung ca Pareto 1an Nguyén 1y 80/20 (cho du duéi tén goi gi) déu
khong dugc dé cap dén ¢ dau khac ngoai phan gidi thiéu, va cai
tén Pareto tham chi con khong dugc liét ké trong phan chi muc
(muc luc chi tiét). Cing nhu nhiéu tac gia, Cotter t6 ra khong cap
nhat 1dm khi gan cong thitc 80/20 cho Pareto: Vilfredo Pareto 1a
mot nha kinh té hoc sinh ¢ Phap cach day 100 nam da quan sat
thdy rang 20% cac yéu té trong hau hét truong hop la nguyén
nhan cda 80% nhing gi xay ra (nghia 1, 20% s6 khach hang cia
cong ty tao ra 80% s6 loi nhuan ctia cong ty). Ong da goi dé la
Dinh luat Pareto (trang xxi). That ra, Pareto chua bao gio st dung
cach noi “80/20” hay cach noi nao twong ty. Cai ma ong goi la
“dinh luat” that ra la mot cong thitc toan hoc (c6 néu trong ghi

&0
20



chu 4), 1a mot khai niém tach biét khéi (mac du la can nguyén goc
ré ctia) Nguyén ly 80/20 nhu chung ta biét ngay nay.

3. The Economist (1996) Living with the car, The Economist, sO ra
ngay 22-6, trang 8.

4. Vilfredo Pareto (1896/7), Cours d’Economique Politique, Lausanne
University. Mac du xuwa nay c6 nhiéu nguoi van nham lan, Pareto
khong hé st dung cum t “80/20” khi ban dén tinh trang bat binh
déng thu nhap, ciing nhu bat ky chd nao khac. Tham chi éng ciing
khong dua ra nhan xét don gian rang 80% thu nhap dugc kiém béi
20% dan s6 lao dong, mac du két luan nay cé thé rit ra t nhiing
tinh toan phtic tap hon rat nhiéu cda 6ng. Pitu ma Pareto da
kham pha, va cting 1a diéu lam 6ng va nhitng ngudi theo tu twdng
cda 6ng hao hing nhat, la méi quan hé thuong hang gitta nhitng
ngudi thu nhap cao nhat va ty lé thu nhap téng cong ma ho dugc
huéng, mot mdi quan hé theo mot cong thiic 16-ga-rit thuong quy
va c6 thé biéu dién bing biéu d6 theo mot hinh dang tuong tw
trong bat ky mot quang thoi gian hay mot dat nudc nao.

Cong thitc nay nhw sau. Goi N 1a s6 nhitng ngudi c6 thu nhap cao
hon x, v6i A va m la nhiing hang s6. Pareto tim thay cong thuc:
log N =1log A + m log x

5. Can nhan manh rang sy don gidn héa nay khong phai dugc duwa
ra béi Pareto hay, budn thay, nhiing ngudi theo tu tuéng cia
ong, trong cd hon mot thé hé. Tuy nhién, d6 1a mot phép loai suy
hop 1y tt phuong phap ctia 6ng, va 1a mot suy luan dé hiéu hon
rat nhiéu so voi bat ci nhitng gidng gidi nao ma Pareto da tung
dua ra.

6. Dac biét, Pai hoc Harvard xem ra da timg la noi hao hing nhat
v6i viéc dé cao Pareto. Ngoai nhitng anh hudng cda Zipf trong linh
Ve nglt van, cac giang vién vé kinh té cting cho thay ho rat ho
héi dén nhan “Pinh luat Pareto”. Vé nhiing cong trinh gidi thich
hay nhat vé van dé nay, xem bai viét cta Vilfredo Pareto trong tap
chi Quarterly Journal of Economics, Quyén LXIII, sb 2, s6 ra thang
5-1949 (President and Fellows of Harvard College).

424

7. Vé mot tac pham gidi thich tuyét vdi vé dinh luat cda Zipf, xem
Paul Krugman (1996) The Self-Organizing Economy, Cambridge,
Massassuchetts: Blackwell, trang 39.

8. Joseph Moses Juran (1951) Quality Control Handbook, New York:
McGraw-Hill, trang 38-9. Pay la 4n ban dau tién, chi c6 750 trang
so v6i 2000 trang trong an ban hién tai. Xin luu ¥ 1a méc du Juran
ré rang c6 noi dén “nguyén ly Pareto” va rut ra nhitng ¥ nghia xac
dang nhung 4n ban dau tién khong hé st dung thuat ngt 80/20.

9. Paul Krugman, sach da dan, ghi chu 7.

10.Malcolm Gladwell (1996) The Tipping Point, New Yorker, sO ra
ngay 3-6.

11.Malcolm Gladwell, ché da dan.

12. James Gleik (1987) Chaos: Making a New Science, New York, Little,
Brown.

13.Xem W Brian Arthus (1989) Competing technologies, increasing
returns, and lock-in by historical events, Economic Journal, quyén
99, s6 ra thang 3, trang 116-31.

14.“Chaos theory explodes Hollywood hype”, Independent on Sunday,
sO ra ngay 30-3-1997.

15.George Bernard Shaw, dan theo John Adair (1996) Effective
Innovation, Pan Books, London, trang 169.

16.Dan theo James Gleik, sach da dan, ghi chu 12.

CHUONG 2

1. Con s6 tinh toan cda tac gid dua theo Donella H Meadows, Dennis
L Meadows va Jorgen Randers (1992) Beyond the Limits, London:
Earthscan, tu trang 66 trg di.

2. Con sb tinh toan cta tac gid dua theo Lester R Brown, Christopher
Flavin va Hal kane 91992) London: Earthscan, trang 111, ban
than cong trinh nay dua theo RonaldV A Sprout va James Weaver
(1991) International Distribution of Income: 1960-1987, Cong trinh
s6 159, Khoa Kinh té, Dai hoc American University, Washington
DC, thang 5.

&0
20



3. Health Care Strategic Management (1995) Strategic planning
futuristrs need to be capitation-specific and epidemiological, Health
Care Strategic Management, sb ra ngay 1-9.

4. Malcolm Gladwell (1996) The science of shopping, New Yorker, s6
ra ngay 4-11.

5. Mary Corrigan va Gary Kauppila (1996) Consumer Book Industry
Overview and Analysis of the Two Leading Superstore Operators,
Chicago, Illinois: William Blair & Co.

CHUGNG 3

1. Joseph Moses Juran, sach da dan (xem Chuong 1, ghi chu 8), trang
38-9.

2. Ronald J. Recardo (1994) Strategic quality management: turning
the spotlight on strategies as well as tactical issues, National
Productivity Review, s6 ra ngay 22-3.

3. Niklas Von Daehne (1994) The new turnaround, Success, s6 ra ngay
1-4.

4. David Lowry (1993) Focusing on time and teams to eliminate waste
at Singo prize-winning Ford Electronics, National Productivity Review,
sO ra ngay 22-3.

5. Terry Pinnell (1994) Corporate change made easier, PC User, sO ra
ngay 10-08.

6. James R. Nagel (1994) TQM and the Pentagon, Industrial Engineering,
sO ra ngay 1-12.

7. Chris Vandersluis (1994) Poor planning can sabotage implemen-
tation, Computing Canada, s6 ra ngay 25-5.

8. Steve Wilson (1994) Newton: bringing Al out of the ivory tower, Al
Expert, s6 ra ngay 1-2.

9. Jeff Holtzman (1994) And then there were none, Electronics Now, s6
ra ngay 1-7.

10.MacWeek (1994) Software developers create modular applications
that include low prices and core functions, MacWeek, s6 ra ngay
17-1.

426

11.Barbara Quint (1995) What's your problem?, Information Today, s6
ra ngay 1-1.

12.Xem Richard Koch va Ian Godden (1996) Managing Without
Management, London: Nicholas Brealey, dac biét la ¢ Chuong 6,
trang 96-109.

13. Peter Drucker (1995) Managing in a Time of Great Change, London,
Butterworth-Heinemann, trang 96 trd di.

14.Richard Koch va Ian Godden, sach dd dan (xem ghi chu 12); xem
Chuong 6 va trang 159.

CHUONG 5

1. Henry Ford (1991) Ford on Management, Ronnie Lessem gidGi thiéu,
Oxford: Blackwell, trang 10, 141, 148. Reissue of Henry Ford (1922)
My Life and Work va (1929) My Philosophy of Industry.

2. Gunter Rommel (1996) Simplicity Wins, Cambridge, Massachusetts,
Harvard Business School Press.

3. George Elliott, Ronald G Evans va Bruce Gardiner (1996) Managing
cost: transatlantic lessons, Management Review, sb ra thang 6.

4. Richard Koch va Ian Godden, sach da dan (xem Chuong 3, ghi chu
12).

5. Carol Casper (1994) Wholesale changes, US Distribution Journal, s6
ra ngay 15-3.

6. Ted R Compton (1994) Using activity-based costing in your
organization, Journal of Systems Management, s6 ra ngay 1-3.

CHUONG 6

1. Vin Manaktala (1994) Marketing: the seven deadly sins, Journal of
Accountancy, s6 ra ngay 1-9.

2. Trong mot bai viét cda minh, Adam Smith cho rang méot nha may
san xuat dinh ghim 4p dung phan céng lao dong cé thé hang van
dinh ghim/ngay trong khi m6t nha may vé6i cac cong nhan lam
dinh ghim tt cong doan dau cho dén cong doan cudi chi cho ra
dugc mot s6 luong san pham rat nho.

&0
20



3. Nguoi ta dé quén nhing bién chuyén thanh coéng va c6 chi dich
khéi xuat ti ly tudng va trinh do tay nghé cda mot vai nha cong
nghiép then chdt ¢ dau thé ky XX, 1a nhitng ngudi cd sty cho 1y
luan “tiéng coi xe ctia quang dai quan ching”: Nghéo déi, mac du
con tran lan, c6 thé dugc xo6a bo. Chung ta, chéng han, hay doc
thém mot tu tudng cda Ford: ‘Nhiém vu x6a bd nhing hinh thai
tai hai hon ctia t& ngheo déi va thiéu thon rat dé hoan thanh. Qua
dat nay thia hoa mau dé c6 thé dap tng dd nhing nhu cau vé
lwong thuc, quan o, cong viéc, va giai tri’. Xem Henry Ford (1991)
Ford on Management, Ronnie Lessem gidi thiéu, Oxford: Blackwell,
trang 10, 141, va 148. Nhan day toi cling xin gui 16i cdm on dén
Ivan Alexander, ngudi da cho t6i xem ban thdo cudn sach mdéi cda
anh, The Civilized Market (1997, Oxford: Capstone) - 1a tai liéu ma
t0i c6 dua theo chwong dau dé viét ra diém nay ciing nhu nhiéu
diém khac (xem ghi chu 3).

4. Xem Ivan Alexander (1997) The Civilized Market, Oxford: Capstone.

5. Dan theo Michael Slezak (1994) Drawing fine lines in lipsticks,
Supermarket News, s ra ngay 11-3.

6. Mark Stevens (1994) Take a good look at company blind spots,
Star-Tribune (Twin Cities), $6 ra ngay 7-11.

7. John S Harrison (1994) Can mid-sized LECs succeed in tomorrow’s
competitive marketplace?, Telephony, s6 ra ngay 17-1.

8. Ginger Trumfio (1995) Relationship builders: contract management,
Sales & Marketing Management, s6 ra ngay 1-2.

9. Jeffrey D Zbar (1994) Credit card campaign highlights restaurants,
Sun-Sentinel (Fort Lauderdale), s6 ra ngay 10-10.

10.Donna Petrozzello (1995) A tale of two stations, Broadcasting &
Cable, s ra ngay 4-9.

11.Viét tat cda special weapons and tactics, nghia 1a “vi khi dac biét
va chién thuat”.

12.Chuyén gia tu van cong ty bao hiém Dan Sullivan, dan theo
Sidney A Friedman (1995) Building a super agency of the future,
National Underwriter Life and Health, s ra ngay 27-3.

428

13.Rat nhiéu bai bao vé cac doanh nghiép va nganh nghé cu thé da
ching minh diéu nay. Chang han, xem Brian T Majestki (1994) The
scarcity of quality sales employees, The Music Trades, s6 ra ngay
1-11.

14.Harvey Mackay (1995) We sometimes lose sight of how success is
gained, The Sacramento Bee, s6 ra ngay 6-11.

15.The Music Trades (1994) How much do salespeople make?, The
Music Trades, s6 ra ngay 1-11.

16.Robert E Sanders (1987) The Pareto Principle, its use and abuse,
Journal of Consumer Marketing, Quyén 4, S6 1, s6 ra Mua dong,
trang 47-40.

17.Nhitng cau héi nhu thé nay trong van héa My khong bi xem 1a “tru
eo”.

CHUGNG 7

1. Peter B Suskind (1995) Warehouse operations: don’t leave well alone,
IIE Solutions, s6 ra ngay 1-8.

2. Gary Forger (1994) How more data + less handling = smart ware-
housing, Modern Materials Handling, s6 ra ngay 1-4.

3. Robin Field, Branded consumer products, dan theo James Morton
(tuyén chon va gidi thiéu) (1995) The Global Guide to Investing,
London: FT/Pitman, t trang 471 trd di.

4. Ray Kulwiec (1995) Shelving for parts and packages, Modern
Materials Handling, s6 ra ngay 1-7.

5. Michael ] Earl va David F Feeny (1994) Is your CIO adding value?,
Sloan Management Review, s6 ra ngay 22-3.

6. Dereck L Dean, Robert E Dvorak va Endre Holen (1994) Breaking
through the barriers to new systems development, McKinsey
Quarterly, s6 ra ngay 22-6.

7. Roger Dawson (1995) Secrets of power negotiating, Success, s6 ra
ngay 1-9.

8. Orten C Skinner (1991) Get what you want through the fine art of
negotiation, Medical Laboratory Observer, s6 ra ngay 1-11.

&0
20



CHUGNG 9

1.

Cum tw nay la cht dung cda Ivan Alexander (sach da dan, Chuong
2), ngudi ma tu twdng vé sy tién bo da bi toi “thudng” mot cach
khong xau ho.

Ivan Alexander nhan xét rat hay rang ‘mac du ngay nay ching ta
y thic duge rang tai nguyén trén trai dat nay la hitu han, nhung
ching ta da phat hién ra nhiing chiéu huéng co hoi khac, mot
khong gian mdi c6 dong, nén chat, nhung mau mdg, ma & do kinh
thuong c6 thé dugc khuéch truong va tré nén thinh vugng. Mau
dich, thuwong mai, tv dong hoa, r6-bot héa va tin hoc, mic du
khong c6 dat dai va khong gian, lai 1a nhitng mién co hoi vo han.
May vi tinh 1a bd may c6 kich thudc bé nhat ma con ngudi phat
minh ra duoc cho-dén nay’

CHUONG 10

1.

Trich trong Oxford Book of Verse (1961). Oxford: Oxford University
Press, trang 216.

Cam nang huong dan cac nguyén tac quan ly thoi gian hay nhat
va tién b nhat 1a Hiram B. Smith (1995) The Ten Natural Laws of
Time and Life Management, London: Nicholas Brealey. Smith dé cap
rat nhiéu vé Tap doan Franklin va kha it vé coi ngudn gido phai
Mormon cua tap doan nay.

Charles Handy (1969) The Age of Unreason, London: Random House,
Chuwong 9. Xem thém Charles Handy (1994) The Empty Raincoat,
London: Hutchinson.

Xem William Bridges (1995) JobShift: How to Prosper in a Workplace
without Jobs, Reading, Mass: Addison-Wesley/London: Nicholas
Brealey. Bridges bién luan rat thuyét phuc rang viéc thué nhan
vién lam viéc toan thoi gian § cac t6 chic 16n sé tré thanh biét
1é hon la 1é thuwong, va rang chi ‘cong viéc’ (job) sé quay vé vdi
nghia ban dau ctia né 1a ‘nhiém vy’ (task).

Roy Jenkins (1995) Gladstone, London: Macmillan.

430

CHUONG 12
1. Donald O Clifton va Paula Nelson (1992) Play to Your Strenths,

London: Piatkus.

. Phéng van J. G. Ballard (1989) ding trén tap chi Re/Search (San

Francisco), s6 ra thang Mudi, trang 21-22.

. Thanh Phao-16 c6 1é con quan trong doi véi su thanh cong cia Co

d6c gido hon cd Chua Gié-su. Vi thanh nay da lam cho Co déc gido
dé tiép nhan doi v6i La Ma. Néu khong c6 huong di nhu thé, mot
cht truong da ting bi Thanh Phé-ro va hau hét cac tong do tién
khéi khac cda Chua cuc Iyc chdng lai, thi cho dén nay Co doc gido
at van con la mot gido phai mo nhat.

. Xem Vilfredo Pareto (1968) The Rise and Fall of Elites, Hans L

Zetterberg viét 10i twa, New York: Arno Press. Xuat ban lan dau vao
nam 1901 bang tiéng Y, quyén sach nay miéu ta quan diém xa hoi
hoc cda Pareto hay hon, ngan gon hon so véi tdc phadm sau nay
cda ong. Trong bai diéu van viét cho éng vao nam 1923 trén to
bao xa hoi chi nghia Avanti ngudi ta ¢6 goi ong la mot ‘Cac-Mac
tu san’. D6 1la mot miéu ta rat phu hop vi, ciing nhw Mac, Pareto
nhin manh tam quan trong cda giai cap va y thic hé trong viéc
quyét dinh hanh vi.

. C6 1é ngoai tri am nhac va nghé thuat hinh anh. Thé nhung, ngay

ca ¢ nhing linh vie nay, nhitng ngudi cong sy van cé tam quan
trong 16n hon muic ngudi ta van thuong nhin nhan.

CHUONG 13
1. Xem Robert Frank va Philip Cook (1995) The Winner-Take-All Society.

New York: Free Press. Mac du hai tac gia nay khong st dung thuat
ngit 80/20, r6 rang ho dang ndi vé sy van hanh cda cac quy luat
thudc loai 80/20. Ho phan nan vé cai lang phi an trong nhing
phan thudng khong can xing nhu thé. Xem 16i phé binh quyén
sach nay trong bai tiéu luan rat sau sac dang trén tap chi The
Economist (s6 ra ngdy 25-11-1995, trang 134), ma t6i da duwa vao
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rat nhiéu khi viét phan nay. Bai viét trén tap chi The Economist
nay c6 néi rang vao nhiing nam dau thap nién 1980, Sherwin
Rose, mot nha kinh té tai truong Dai hoc Chicago, c6 viét mot vai
bai vé tinh hinh kinh té cda cac siéu sao.

Xem Richard Koch (1995) The Financial Times Guide to Strategy.
London: Pitman, trang 17-30.

G. W. F. Hegel (1953) Hegel’s Philosophy of Right (T. M. Knox dich).
Oxford: Oxford University Press.

Xem Louis S. Richman (1994) The new worker elite, Fortune, so ra
ngay 22 thang 8, trang 44-50.

Xu huéng nay la mot phan cta ‘cai chét cda nghé quan ly’, khi
do6 cac nha quan 1y bi sa thai va chi c6 nhing ‘ngudi lam’ mdi co
chd ding trong cac tap doan c6 hiéu qua. Xem Richard Koch va
Ian Godden, sach da dan (xem Chuong 3, ghi chu 12).

CHUONG 14

1.

Phan tiép theo ban qua van dé mot cach rat so luwoc. Nhing ai
muoén di vao linh vue dau tu cad nhan mot cach nghiém tic c6 thé
tham khao Richard Koch (1994, 1997) Selecting Shares that Perform,
London: Pitman.

Dua theo quyén BZW Equity and Gilt Study (1993) London: BZW.
Xem Koch, sach da dan, trang 3.

Vilfredo Pareto, sach da dan.

4. Xem Janet Lowe (1995) Benjamin Graham, The Dean of Wall Street,

London: Pitman.

. Ngoai hé s6 P/E lich st, dugc tinh dwa trén nhing con sb thu

nhap cda nam trudc da duoc cong bd, con mot loai khac goi 1a hé
s6 P/E du bao, dugc tinh dya trén nhing con s6 thu nhap trong
tuong lai theo wdc tinh cda cac nha phan tich thi truong chiing
khoan. Néu thu nhap duoc ky vong la sé ting thi hé s6 P/E du bao
sé thap hon hé s P/E lich s, do d6 lam cho gia tri c6 phiéu c6 vé
thap hon. Cac nha dau tu c6 kinh nghiém can phai xem xét hé s
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P/E du bao, song hé s nay cliing mang mot moi nguy tiém an vi
cac con s6 thu nhap dugc du bao co thé khong (va trén thuc té
thuong 1a khong) xay ra. Muén biét chi tiét vé cac loai hé s6 P/E,
hay xem Richard Koch, sach da dan, (xem ghi chu 1), trang 108-112.

CHUONG 15

1.
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Mot titu dé chuong stc tich t¢ quyén Daniel Goleman (1995)
Emotional Intelligence, London: Bloomsbury, trang 179.

Xem TS Dorothy Rowe (1996) The escape from depression, bao
Independent on Sunday (London), s6 ra ngay 31 thang 3, trang 14,
c6 trich mot quyén sach sap xuat ban tua dé In the Blood: God,
Genes and Destiny cia Gido su Steve Jones (1996, London:
HarperCollins).

Tién si Peter Fenwick (1996) The dynamics of change, Independent
on Sunday (London), s6 ra ngdy 17 thang 3, trang 9.

Ivan Alexander, sach da dan (xem Chuong 6, ghi chu 2), Chuong 4.
Daniel Goleman, sach da dan, (xem ghi chu 1), trang 34.

Cho da dan, trang 36.

Cho da dan, trang 246.

Cho da dan, trang 6-7.

Tién si Peter Fenwick, sach da dan (xem ghi chu 1), trang 10.

10. Trich béi Daniel Goleman, sach da dan (xem ghi chu 1), trang 87.
11.Chd da dan, trang 179.
12.T6i mang on ngudi ban cda t6i, Patrice Trequisser, la ngudi da chi

ra biéu hién rat quan trong nay cda Nguyén 1y 80/20: Ban c6 thé
yéu ai d6 trong mot vai khodnh khac va cam giac ay c6 thé c6 anh
huéng rat 16n déi véi quang doi con lai cda minh. Patrice sé khong
chap nhan y kién cdnh bao ctia toi, vi 6ng yéu ngay ti gidy phut
gap g& dau tién cach day mot phan tuw thé ky va hién nay van rat
hanh phuc trong cudc song vg chong. Nhung, tat nhién ong ta la
nguoi Phap.



CHUONG 16

1.
2.
3.

Charles Darwin (1839) Voyage of the Beagle. Chuong ban vé no 1é.
Bao Guardian, sb ra ngay 3/2/1997.

Hans-Peter Martin va Harald Schumann (1996) The Global Trap:
The Assault on Democracy and Prosperity, Reinbek bei Hamburg:
Rowohlt Verlag.

Richard Koch va Ian Godden, sach da dan (xem Chuong 3, ghi chu
12), trang 210.

Dan theo David Osborne va Ted Gaebler (1992) Reinventing
Government, New York: Plume, trang 93-107.

Gordon Dryden va Jeannette Vos (1994) The Learning Revolution,
Aylesbury: Accelerated Learning Systems, cac trang 330-333 va 378-
381.

Xem David Sadtler, Andrew Campbell va Richard Koch (1997) Breakup!
Why Large Companies Are Worth More Dead than Alive, Oxford:
Capstone.

Tap chi The Economist (1996) Cop out, The Economist, sd ra ngay
30/3, trang 56.

Thomas Robert Malthus (1798) An Essay on the Principles of
Population as it Affects the Future Improvements of Society. Malthus
la mot muc su 1ap di nguoi Anh.

10.Y tudng tu hitu héa moi thir nghe c6 vé ngd ngéch hoac cuc doan.

Chéng han nhuv quan doéi va nganh tw phap thi cé tu hitu hoda
dugc khong? Pay la mot dé tai qua lén khong thé ban tai day.

11.Xem quyén sach maéi cda toi (1998), The Third Revolution, Oxford,

Capstone.
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