SAVAVAVAVANSVAVAVA

Nguyén Thuy Khanh Chuong dich

AL RIES % JACK TROUT

i‘OIPhObODkS [@m)mﬂ o XA



NGHE THUAT DUNG BINH TRONG MARKETING

NHA XUAT BAN LAO PONG - XA HOI
Ngb Hoa Binh 4, Minh Khai, Hai Ba Trung, Ha NGi
DT:024.36246920 - Fax: 024.36246915

Chiu trach nhiém xuat ban, néi dung:
Q. Tong Giam doc - Q. Tong bién tap
PHUNG HUY CUONG

Bién tap: Pinh Thi Thanh Hoa
Stta ban in: Hoa Nguyén
Bia: Nhat Anh
Trinh bay: Diéu Linh
In 3.000 cuén, khd 15 x 23 cm tai Cong'ty C6 phan in Truyén
théng Viét Nam. Dia chi: Khu Tha cong nghlep Lac Trung,
Thanh Luong, Hai Ba Trung, Ha Néi. S6 xac nhin dang ki Xuat
ban: 608-2019/CXBIPH/01-27/LDXH. Quyét dinh xuat ban so:

150/Qb-NXBLDXH, cﬁp ngay 26/04/2019. ISBN: 978-604-65-
3954-4. In xong va nop luu chiéu nam 2019.

CONG TY CO PHAN SACH ALPHA

TAI HA NOI

Tru sé chinh: 176 Thai H3, Phudng Trung Liét, Quin Pdng Pa,
TP. Ha Nbi

*Tel: (84-24)3 722 6234 | 35|36 *Fax:(84-24)3722 6237
*Email: info@alphabooks.vn

Phong kinh doanh: *Tel/Fax: (84-24) 3 773 8857 *Email:
sale@alphabooks.vn



TAI TP. HO CHI MINH

Chi nhanh tai TP. H6 Chi Minh: 138C Nguyén Pinh Chiéu,
Phudng 6, Quan 3, TP. H6 Chi Minh

*Tel: (84-28) 3 8220334 |35



Gi téi chién ludc gia marketing vi dai bac nhat theé gidi:
Karl von clausewitz

20 nam sau, chung t6i sé dua thém vai chién ludc gia
marketing xuat sac khac vao phan dé tang nay.

— Al Ries va Jack Trout



LOI TUA

hi nhin lai, Nghé thudt dung binh trong marketing dudc ra

mat 1an dau trong thdi ky den tdi clia su canh tranh. Mot

thap kff trudc, thuét ngit “kinh té toan cau” khong ton
tai. Rat nhiéu cong nghe ma chung ta cho 1a diéu hién nhién hoi
dé mdichilaytudngapu trong dau clia mot vai k§ su & Thung
lung Silicon. Thuong mai toan cau chi géi gon trong cac cong ty
da quéc gia.

Moi thu da doi thay Thi trudng ngay nay bién nhiing g1 chung
t6i viét khi dé gld ddy tréng nhu mot biia tiéc tra. Cc cudc chién
leo thang va nd ra khap noi trén Trai dat. Cac doanh nghiép
canh tranh v6 cling gay gat v4i nhau.

Tat cd nhiing su kién dé chiing td cdc nguyén tic trong cudén
Nghé thudt dung binh trong marketing ngay cang trd nén quan
trong hon bao gid hét. Cac céng ty phai hoc cach d6i phé véi doi
tht canh tranh, né tranh diém manh va khai thac diém yéu ctia
déi thi.

Cac t6 chiic phai hiéu rdng van dé khong phai 1a chuyén séng
chét vi cong ty. Van dé 3 day 1a phai tiéu diét d6i thi.

Cudn sach nay ciing thao luin vé viéc theo dudi chién lugc ding
din. Du céng ty ctia ban cé quy mé 18n, trung binh hay nhd,
Nghé thudt dung binh trong marketing sé cung cap cho ban cac
md hinh chién Iuge dé ton tai trong thé ky XXI.

bay la nhiing thit ma ban khong bao gid dugc day trong truong
kinh doanh.

O vuéng chién ludc



=~ Trin chién marketing phong thi danh cho ngudi
dung dau thi truong.

&=
!’é Tran chién marketing tin céng danh cho nhitng cdng
ty dung thi hai.

Y
MMM\ Ty3n chién marketing tin cong canh sudn danh cho
nhiing céng ty nhd hon.

m Tran chién marketing du kich danh cho nhitng coéng ty
dia phuong hay cong ty vung.

Chién tranh phong thi




1. Chi c6 ngudi ding dau thi trudng mdi nén cin nhic choi
phong thu.

2. Chién lugc phong thii t&t nhat 13 diing cdm tu tan céng ban
than.

3. Khda chit nhitng nude c¢d dadng gdm ctia ddi tha.

Chién tranh tan céng

1. Yéu t6 caAn nhic chinh 13 thé manh ctia ngudi dan dau.

2. Tim diém yéu cd hitu trong thé manh ctia ngudi dan dau va
tan cong vao do.

3. Trién khai cudc tan cong vao mat tran cang hep cang tot.

Chién tranh canh suon

1. MOt don danh canh sudn tot phai dudc thuc hién § viung
khong tranh chap.



2. bon bat ngd chién thuat 1a yéu td quan trong trong ké hoach.
3. Theo duéi ciing quan trong nhu tin cdng.

Chién tranh du kich

1. Tim mdt phan khtc thi trudng dt nhd dé phong thi.

2. Du thanh céng thé nao, ditng bao gid hanh déng nhu ngudi
dan dau.

3. Hay chudn bi bd chay khi bi phat hién.



LOI MO PAU

1a khi cudn sach dé van con dudc phat hanh. (Vao lan
cubdi chung t6i kiém tra, Nghé thudat dung binh trong
marketing dang xép tht 9.706 trén Amazon.com.)

T ai sao lai tdi ban mdét cudén sdch da 20 nam tudi? Pac biét

Pau tién, cudn sach nay van dang dudc in sau 20 nim. Pa phan
cic cudn sach kinh doanh déu khéng cé dude “thanh tich” .
Chi vay 1a &0 dé Nghé thudt dung binh trong marketzng xung dang
dugc nhac lai. Hon nifa, trong nhiéu du 4n tu van, chiing toi
nhén thay rat nhiéu cong ty xem nhe nhiing chién lugc thiét
yéu ma 18 ra ho nén theo duoi.

Nghé thudt dung binh trong marketing néi vé chién ludc. Rat
nhiéu cudn sach khac clia ching t6i ning vé cac 16i khuyén
chién thuit. Chuing t6i d3 nghe qua nhiéu vé nhitng tham hoa
marketing kém theo nhan dinh: “Anh bao rang d6 13 y tudng tot
trong sadch ctia minh, nhung né cé hiéu qua dau.”

Pon ¢l nhu viéc ra mat thudng hiéu thd hai, mét chién thuat
ma chung téi thudng khuyén nghi. Rat nhiéu cong ty co gang
lam diéu nay nhu’ng khoéng thanh céng. Khi nghe néi vé nhiing
truong hop nhu vay, chiing toi thuong néi: “Khoan da. Cong ty
clla anh 14 cong ty nhd. Anh nén 4p dung kiéu chién tranh du
kich. Anh khong nén hanh déng nhu thé minh 14 ngudi din dau
va tung ra thém thuong hiéu.”

Mat khdac, cic céng ty 18n lai thudng bd 18 co hdi trinh lang
thuong hiéu tht hai. Ho muén tiép tuc tip trung vao thuong
hiéu cot 161, nhung chién Iuge nay chi danh cho doanh nghiép
tan cong canh sudn hay du kich.



Tiép theo, cac cong ty diing thit hai thi trudng lai ¢ ging ganh
dua vdi ngudi dan dau vdi suy nghi day sai 1lam rang “ho biét cai
gl hiéu qud”. Ho nén tung ra cic chudng trinh trai ngudc hoan
toan véi nhitng gi hiéu qua véi ngudi din dau, mot diém ma rat
nhiéu gidm d6c marketing da bd sét.

Budc dau tién khi phat trién bat ky chuong trinh marketing nao
13 tu héi ban than: “Chung ta dang ra tran vdi loai chién tranh
gi?n

Mot trong nhitng ngudi hting cfia cuén sach nay 1a Karl von
Clausewitz!, tic gid cuén On War (Ban vé chién tranh) — dudc
xuit ban 1an dau cach diy 172 nim. Cudn sich nay hién van
dugc phat hanh va nghién ctu trong cac hoc vién quan su trén
thé gidi. (N6 xép hang 13.294 trén Amazon vio thdi diém ching
t6i kiém tra.)

I, Karl Philipp Gottfried von Clausewitz (1780-1831): Danh tudng
cua nudc Phé, nha lich sit quan sy, 1y ludn hoc quan su cé tam dnh
hudng 16n. Ong dudc biét dén nhiéu nhat vdi lugn thuyét Ban vé
chién tranh. (Cdc chii thich trong cudén sdch nay la ctia BTV.)

Chi ciAn Nghé thudt dung binh trong marketing ton tai trong
khoadng thoi gian bang mdt phan nhd so véi con s6 172 nam la
ching t6i da vui roi.

Chién tranh la mét dang canh tranh kinh doanh, mét dang xung
dét gitia loi ich va hoat déng ctia con ngudi.
KARL VON CLAUSEWITZ
Gidi thiéu: Marketing 13 mét cudc chién

Cudn sich marketing hay nhat khéng phai do moét gido su
Harvard viét. Cling khéng phai 13 tdc pham dudi ban tay cla
nhiing ngudi ting lam cho General Motors, General Electric hay
Procter & Gamble.



Cudn sach marketing hay nhat dugc viét bdi mét vi tudng da vé
huu clia nudc Pho: Karl von Clausewitz. Ban vé chién tranh dudc
xuat ban nim 1832, thio ludn nhiing nguyén tic chién ludc
ding sau cac cudc chién thanh céng.

Clausewitz 12 mét triét gia quan sy dai tai. Nhitng y tudng va
khai niém 6ng dua ra da ton tai hon 150 nam nay.
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Khoéng moét y tudng nao trong cuén Ban vé chién tranh lai khong
c6 moi lién hé truyc tiép véi pham vi marketing. Clausewitz tung
noéi: “Chién tranh la mot dang canh tranh kinh doanh.”

Ngay nay, Ban vé chién tranh dudc luu hanh réng rii trong cac
hoc vién quan su nhu West Point, Sandhurst va St. Cyr.

Chién tranh di thay d6i rat nhiéu ké ti khi Ban vé chién tranh
dugc phat hanh 1an dau tién. Xe ting, may bay, sing may va
mdt loat vii khi méi da xuat hién. Tuy nhién, nhitng y tudng
clla Clausewitz van con nguyén gia tri dén ngay nay, nhu ching
da titng nhu thé trong thé ky XVIIL.

Vit khi 6 thé thay d6i, nhung chién tranh, nhu Clausewitz 1a
ngudi dau tién nhan ra, dya trén hai tinh chat bat bién: chién
lugc va chién thuit. Nhitng mé ta rdé rang vé cac nguyén tac



chién Iuge chién tranh ctia 6ng van 1a kim chi nam dinh huéng
ding dan cho cac vi tudng quan su budc vao thé ky XXI.

Marketing cAn mét triét ly méi

Pinh nghia kinh dién vé marketlng khién chung ta tin rang
marketlng lién quan dén viéc thda min nhu cau va mong mudn
cuia khach hang.

Theo Philip Kotler thudc Pai hoc Northwestern, marketing la
“hoat déng do con ngudi thuc hién hudng dén viéc théa méan
nhu cau va mong mudn théng qua qua trinh trao d6i”.

Hiép hoi Marketing My dinh nghia marketing 1a “viéc thuc hién
nhiing hoat déng kinh doanh diéu hudng dong chdy hang hda
va dich vu tit nha san xuat dén ngudi tiéu dung”.

E. Jerome McCarthy thudc Pai hoc Bang Michigan dinh nghia
marketing 13 “viéc thuc hién nhitng hoat ddng nham dat dugc
muc tiéu cia t6 chiic biang cach du dodn nhu ciu ctia khach
hang, diéu hucng dong chay hang hoa va dich vu c6 tinh chat
thda min nhu cau ti nha san xuat dén ngudi tiéu dung.”

C6 18, cach gidi thich hoan chinh nhat cho 1y thuyét “nhu cau va
mong muoén” 1 dinh nghia cfia John A. Howard thudc Pai hoc
Columbia nadm 1973. Theo 6ng, marketing la qua trinh (1) xac
dinh nhu cau ctia khach hang, (2) khai niém héa nhitng nhu cau
dé tlit géc d6 ning luc sin xuat clia td chic, (3) truyén thong
khai niém dé dén nhiing luit 1é quyén luc thich hop trong to
chtic, (4) khai niém héa cic dau ra hop 1y tit gbc d6 nhu cau clia
khach hang d3 dudc x4c dinh trude @6, va (5) truyén théng khai
niém dé dén khach hang.

C6 phai d6 1a ndm budc dan 16i téi thanh céng trong marketing
ngay nay? Liéu viéc xac dinh, khai niém héa va truyén théng co
gidp American Motors canh tranh thanh cong véi General



Motors, Ford va Chrysler khéng? Chua néi dén Toyota, Datsun,
Honda va nhiing thuong hiéu xe nhap khau khac?

AVIERICAN

/MARKETING
ASSOCIATION

Pinh nghia mdi cia Hiép hoi Marketing M§y dudc cong bé vao
niam 2005: “Marketing 1a mot chiic ning cé tinh t6 chiic va 1a
mdt bd qud trinh tao ra, giao tiép va chuyén giao gia tri cho
khach hang dé quan 1y cidc mdi quan hé véi khach hang theo
cach c6 1di cho t6 chiic va nhitng cad nhan lién quan dén t6 chic.”
(Vin khong hé nhac dén d6i thii canh tranh.)

General Motors cling vay mugn y tLIdng quan su va gidi thiéu
chiéc Hummer, mot trong vai thanh cong it i gan day clia
hang. Tuy nhién, vi gia xang ting, chiéc Hummer cé thé chi 1a
mot thanh c6ng trong ngan han.

Vi du, American Motors phat trién mdt chién ludc san pham
dua trén viéc xdc dinh nhu cau khach hang. Két qua cé thé 1a
moét dong sdn pham tuong tu nhu ctia General Motors ma ho da



bd ra hang triéu d6-la d& nghién cttu trén cling thi trudng nham
nhin dién nhiing nhu cau tuong tu cia khach hang.

Liéu d6 cé phai 1a tat cid vé marketing? Bén lam t6t cong viéc
nghién ctu marketing hon sé chién thang chang?

RO rang la co g1 do khong dung & day. Khi American Motors phdt
18 nhu cau ctia khach hang, cong ty nay thanh cong hon nh1eu
Chiéc xe Jeep, mot san pham vay muon tit quin ddi, ban rat
chay. Con nhiing chiéc xe 6 td khach clia American Motors thi
déu that bai.

Khong ngh1en cttu thdo ludn nhém tip trung! nao cho ra y
tuO’ng san xuat xe Jeep. Tuong tu, hoat dong nhan dién nhu cau
ctia khach hang khéng nhiéu kha ning gitip nhiing céng ty xép
sau canh tranh dugc véi ngudi dan dau.

I, Nhém tdp trung: Phuong phdp nghién ctu dinh tinh, trong do
mét nhom khodng tdm ngudi thdo ludn chu dé dudc cho san tai
mét dia diém, giip cdc nha nghién ciiu tim hiéu sGu hon vé cdc linh
vuc dudc quan tam.

Hudng tdi khach hang

Cac nha marketing truyén thong dugc khuyén khich huéng téi
khach hang. Ho lién tyc khuyén nghi ban gidm d6c nén hudng
tdi khach hang nhiéu hon thay vi hudng téi sdn xuat.

Ké ti1 Thé chié'n thi II, Khach hang Thudng dé (King Customer)
da thong tri thé gidi marketing.

Nhung moi chuyén bat dau tréng nhu thé khai niém Khach
hang Thugng dé da chét vdy. Dudng nhu cic nha marketing
dang thuyét phuc ban gidm doc tin vao mot khai niém da chét.

Nhitng cong ty di theo dinh hudng c{i}a cac chuyén gia
marketing da phai nhin hang triéu d6-la bién mat trong nhiing



nd luc hudng téi khach hang day diing cAm nhung tham hoa.

Dé hiéu cich ching ta di dén tinh trang nay, ban phéi trd lai
thip nién 1920 khi kinh doanh con theo hudng sdn xuat. Do la

thoi ky hoang kim cta Henry Ford! vdi phat biéu: “Ban c6 thé s
hitu bat ky mau xe nao mién sao né mau den.”

I, Henry Ford (1863-1947): Nha sdng ldp Ford Motor, ngudi tién
phong dp dung ddy chuyén lap rdp trong san xudt 6 té.

Ngay nay, kinh doanh phai hudng t6i ddi thd. Bang ching
ching minh cho quan diém nay & thoi diém hién tai thim chi



con nhiéu hon so véi cach diy 20 nim. Mdt san pham tot cling
khong thé gitip doanh nghiép thanh céng. Trong thi trudng
ngay nay, ban can mot 1gi thé canh tranh va marketing sé mang
dén 10i thé d6. Ban phai trd nén khac biét.

Trong ky nguyén sin xuit, doanh nghiép phat hién ra quing
cdo. Cac chuyén gia quang cdo ndi rang: “Quang cdo dai chung
tao ra nhu cau hang loat khién san xuat hang loat tré nén kha
di.”

Sau Thé chién thit II, cic cong ty hang dau tré nén huong téi
khach hang. Cac chuyen gia marketing nim quyén va nghién
ciu marketing déng vai tro cuc ky quan trong.

Nhung ngay nay, moi cong ty déu hucng dén khach hang. Biét
khach hang mudn gi khéng con qua hitu dung néu co hang chuc
cong ty khéc cling dang phuc vu nhitng mong mudn dé. Van dé
clia American Motors khong phai 13 khach hang. Van dé cta
American Motors la General Motors, Ford, Chrysler va nhiing
thuong hiéu xe nhap khau.

Hudng tdi doi thi

Ngay nay, dé thanh cong, mot céng ty phai hudng tdi doi thi.
N6 phai tim kiém nhitng diém yéu trong vi thé cia ddi thi, sau
d6 tung ra nhiing don tan cdng marketing vao cac diém yéu do.
Rat nhiéu ciu chuyén marketing thanh céng cé thé minh hoa
gbéc nhin nay.

Vi duy, trong khi cic cdng ty dang mat hang triéu d6-la vao kinh
doanh may tinh thi Digital Equipment Corporation lai kiém
duge hang triéu do-la nhd khai thic diém yéu ctia IBM trong
nhiing chiéc may tinh nhd.

Tuong tu, Savin di thiét 14p vi thé dan dau thanh cdng trong thi
trudng may photocopy nhé va ré — diém yéu ctia Xerox.



Va Pepsi da tdn dung vi ngot dé thach thtic Coke trong cudc
chién cola khoc liét. Cung lac d6, Burger King tan coéng
McDonald’s véi don danh “nudng chit khong chién”.

Nhiéu ngudi néi rang mot ké hoach marketing dudc suy nghi ki
cang luén bao gom mot phan danh cho d6i thli canh tranh.
Pung vdy. Thudng thi phan ndy nim & mit sau ctia ban ké
hoach véi tiéu dé “Panh gid Canh tranh”. Phan 1é6n ké hoach
thudng dudc danh d& md ta thi trudng, phin khtc, v6 van so
liéu nghién cttu khach hang ki cang dén tit hang loat cudc thao
ludn nhém tip trung, hoi thao thit nghiém cling bai kiém tra y
tudng va thi truong.

Military warfare.

A

Trong mot cudc chién quin su, hai hay nhiéu d6i quin sé giao
chién véi nhau dé gianh quyén kiém soat 1dnh tho tranh _chip.
Viduy, &1Iraqg, My va cac dong minh g1ao chién véi quan néi loan
dé gianh quyén kiém soat dat nudc nay.

Ké hoach marketing tuong lai

Trong ké hoach marketing tuong lai, rat nhiéu trang sé dugc
danh d€ nghién cttu ddi thh.. K& hoach nay sé can than md xé
tliing doi tha trong thi trudng. N6 sé phat trién mot danh sach
cac diém yéu va diém manh canh tranh cfing nhu ké hoach
hanh dong dé tan céng hoic phong thii.



Tham chi c6 thé sé dén mot ngay ma ké hoach nay bao gobm mét
bo ho so vé tiing nha marketing chii chét clia d6i thi, cac chién
thuit va phong cach vin hanh yéu thich cta ho (tuong tu nhu
céc tai liéu ma ngudi Ptic thu thip vé nhiing tu 1énh ctia quin
Pong minh trong Thé chién thit II).

Tat ca nhiing diéu nay du bao diéu gi cho cic nha marketing ctia
tuong lai?

N6 c6 nghia 12 ho phai chuin bi d& danh cudc chién marketing.
Hon nita, cic chién dich marketing thanh cong sé phai dudc 1én
ké hoach nhu cac chién dich quan su.

Lip ké hoach chién lugc sé trd nén quan trong hon. Cac céng ty
sé phai hoc cach tdn céng va ddanh canh sudn ddi thli, cich phong
thi vi thé ctia ban than va cach thic cling nhu thoi diém danh
du kich. Ho can nhiing thong tin tinh bo to6t hon dé du doan
budc di canh tranh ctia d6i tha.

& cap d6 ca nhin, nhiing nha marketing thanh cdng sé phai s&
hitu cic pham chat ctia mét vi tudng quéin vi dai - su diing cdm,
long trung thanh va tinh bén bi.

Co 1€ Clausewitz dung

C6 18 marketing 1a mot cudce chién, noi cac d6i thti canh tranh 13
ké thu va muc tiéu 1a thang tran.

C6 phai chiing t6i dang nghiém trong héa van dé? Khéng thuc
su vay. Hay so sdnh béong bau duc véi marketing.

Ddi béng nao ghi nhiéu diém hon sé thiang. Pdi marketing nao
bén nhiéu sdn pham hon sé thang troé choi marketing. Cho dén
gig, cd hai thit ay van tuong dong.

Hay thit choi bong theo cach choi tro choi marketing.



Hiy thém mdt gidm ddc marketing vao trd chdi béng bau duc va
theo doi cach 6ng ta xac dinh vach cam dia 12 nadi ghi diém, tic
1a ban hang. Sau @6, hiy quan sit cich cic nha marketing xép
d6i hinh va nhim qua béng dén cau moén.

Khong can phai 1a chuyén gia thé thao, ban ciing nhén ra cach
tiép can tryc tiép trong bong bau duc chac chan dan dén that
bai.

Marketing warfare.

Trong trin chién marketing, cic doanh nghiép ddnh nhau dé
kiém soat khach hang. Khac véi chién tranh quan sy, tran chién
marketing khéng bao gio két thuc.

Marketing 14 chién lugc va chién thuit ma mét cong ty st
dung dé gianh chién thang trén thi truong.

Vi su gitip @8 ctia Karl von Clausewitz va rat nhiéu nha tu duy
quan su vi dai khac, chtiing t6i da dua ra mot dinh nghia
marketing mdi.

Trong béng bau duc, ban thing nhd khén ngoan hon, muu meo
hon va chdi hay hon d6i doi phuong. S6 diém trén bang diém
phan 4nh kha niang 1dm nhiing diéu nay.

Trong chién tranh, ban thang nhd khén ngoan hon, muu tri hon
va ap ddo ké thi.. Linh thé ban chiém dudc phan 4nh ning luc
1am nhiing diéu nay.

Vi sao marketing lai khac?



Vi sao hang trim dinh nghia vé marketing hau nhu khéng dé
cap téi tl “canh tranh”? Hay nhac dén ban chat mau thuan thiét
yéu trong marketing?

Ban chat thuc su clia marketing ngy nay lién quan dén méu
thuan gilia cic doanh nghiép, cht khong phai théa min nhu
cau va mong mudn cta khich hang.

Néu nhu ciau va mong mudn ctia con ngudi duge thdéa main
trong qua trinh canh tranh kinh doanh thi chinh 1gi ich cong
ching d6 di khién canh tranh tiép tuc dién ra. Nhung ding
quén ban chat thiét yéu clia marketing.

Bao vé quan diém vé chién tranh marketing

Ban cé thé phti nhin su hitu ich clia cic nguyén tic quin su
trong marketing. Chién tranh dd da kinh khiing va khéng can
phai dem né sang ca thdi binh.

Bat ky ai phan d6i hé thdng méi trudng kinh doanh tu do ciing
c6 kha ning khéng chap nhan viéc cac thanh vién cia hé thong
dé thuc hanh nhitng nguyén tic trong trin chién marketing.
Chang sao ca.

Tham chi cé thé nhitng ngudi ting ho hé thong moi trudng kinh
doanh tu do sé cho rang trin chién marketing dang di qua xa.
Néu ban ciing nghi nhu vay, ching t6i mong ban cin nhic
nhiing hé qua dén tit vi du loai suy vé chién tranh chit khéng
phai ban than cac cudc chién.

M6t nghién cttu vé lich st kinh doanh M3 trong thap ky qua cho
thay nhiing thua 15 tai chinh nghiém trong & cic doanh nghiép
nhu RCA, Xerox, Western Union... 1& ra sé& khéng xay ra néu ho
dp dung cac nguyén tic chién tranh. Nghién cttu chién tranh
khong chi 14 nghién cttu vé cach gianh chién thing. Khong dé
thua cfing rat quan trong.



Nén kinh t& Mj nén quan tdm dén sy hung hing vé han va day
ngu dai cia doanh nghiép hon 14 lo lang vé ning luc canh tranh
khon khéo ctia nhitng chién binh marketing 4p dung nghé thuit
chién tranh.

Mbi trudng kinh doanh tu do chinh 14 cudc chién marketing.
Néu mudn tham gia cudc chién kinh doanh tu do, ban nén hoc
cadc nguyén tac trudc.

How Grgedy Exscs and
Chueless Accountants
Left Emron Bankrupt and
Litthp Carys in the Lurch

By ':Iil.lll. Sboan

Enron, WorldCom, Global Crossing va Adelphia la ba cong ty
mdi nhat phai gdnh nhiing khoan 16 khong 16. Trong khi cong
chiing lo ngai vé hanh vi gian 14n ctia cdc quan 1y cap cao, van dé
chinh khong phai 14 gian 14n ma 14 cac chién lude gian 14n. Pon
ctt, Enron di mac sai 1am quén su kinh d&ién khi phan chia luc
lugng théng qua da dang héa nganh nghé. Tl xuat phat diém 1a
mdt cong ty dau khi, Enron tham gia mua ban ning ludng,
truyén thong, ching chi thdoi tiét cling nhu phat trién, xay dung
va van hanh cidc nha mday ning luong trén toan thé gidi. Néu
van tap trung vao ciac dudng ong tao ra lgi nhuin, Enron sé
khong phai lam gia s6 sach.



1
2.500 NAM CHIEN TRANH

Hay tap trung khi qudn dich dp dao. Luén xdc ldp muc dich trudc
va xa nhat co the.

KARL VON CLAUSEWITZ

éu marketing 12 mot cudc chién, hiy tin dung tot nhat
N nhiing bai hoc tit chién tranh. Hiy bat dau nghién cttu

lich stt chién tranh. C6 rat nhiéu thi dé hoc hdi tit 4.
Theo Will va Ariel Durant, trong 3.438 nam dugc ghi nhin
trong lich s@, chi c6 268 nim khoéng cé chién tranh. Phan 16n
giai doan dau lich s dudc danh cho nhiing bién nién st chi tiét
vé cac chién dich va trdn danh quin su thanh céng.

Trudc khi Chua Gié-su ra doi, nhiing d6i quan chuyén nghiép do
nhiing ngudi linh chuyén nghiép din dau dung @6 nhau tai
nhiéu chién trudng trén khiap thé gidi. Tu vd sé nhiing tran
danh, cic nguyén tic chién lude quin su di dudgc tinh chinh va
tréd nén hoan hao.

Tran Marathon: nam 490 trudc Cong nguyén

o} tran Marathon, 15.000 linh Ba Tu (hien nay la Iran) d6 bd
xudng Vinh Marathon, phla dong bac Athens, doi dau véi
11.000 linh Athens. DU yéu hon vé quin sd, ngudi Hy Lap co
mdt 1di thé 16n: phuodng tran. Mdi ngudi linh Hy Lap cam chiéc
khién goi 1én ngudi bén canh nham che mét nita thin minh va
che mot nta cho ngudi bén trai.



Phuong trdn qua manh so v4i ngudi Ba Tu vi linh Ba Tu chi quen
danh cin chién mot d6i mét. 6.000 linh Ba Tu thiét mang trong
khi phia Athens chi thiét hai 200 ngudi trong mdt phién ban
cudc chién kiéu Hertz va Avis?.

I, Hertz va Avis la hai cong ty cho thué xe hdi cia My.

& trAn Marathon, chién thuit hop luc tac chién va tip trung luc
lugng da dudgc xac 1ap viing chac.

Tat nhién, ngay nay, chiing ta nhé dén sy kién d6 vi su anh diing
ctia Pheidippides, ngudi linh d3 chay 35,4 km dén Athens bio
tin chién thing. “Thing réi! Ching ta di chién thang!” anh reo
1én khi dén noi va rdi guc ngi ngay sau do.

Phuong tran Hy Lap 1a mot khai niém mang tinh cach mang cho
phép nhiing chién binh don 18 tao thanh moét khdi thong nhat.
Trong kinh doanh, khai niém tuong duong la “tap trung” va day
12 mot phuong cich diy stic manh dé tao ra d6t pha trong
marketing.

Ngay nay, nhiing ngudi chay dudng dai (marathon) chay 42,195
km. Nhung tat nhién, ho kh6ng phai ddnh nhau véi nguoi Ba Tu
trudc khi bat dau chay.

Tran Arbela: nim 331 trudc CoOng nguyén

150 nim sau ching kién sy trdi diy ctia Alexander Pai dé!. Mot
Thomas Watson? thdi ky dau, Alexander 1a hoc trd clia
Aristotle? va 1a ngudi hAm mo Odyssey. Ngai 1a ngudi viia diing
cam viia can trong.



1. Alexander Pai dé (356-323 TCN): Qudc vuong thu 14 cua
Macedo- nia, chién luodc gia quan su vi dai nhat lich st nhan loai.

2, Thomas John Watson, Sr. (1 874-1956): Nha sang ldp kiém cuu
Chu tich cua IBM, “Ngudi khong 16 xanh” trong gidi céng nghé
thong tin thé gidi.

3, Aristotle (384-322 TCN): Nha triét hoc va bdc hoc thoi Hy Lap c6
dai, mét trong ba tru cét cua van minh Hy Lap c6 dai.

Sau chién thang & trin Danube, Alexander quay vé chién dau véi
quan do6i Ba Tu do Qudc vuong Darius* chi huy. V4i 300 nhan
tai, Darius d3 thué Demosthenes?, “dai 1y quang cdo” dau tién,
tung tin don that thiét rang ddi quin ctia Alexander di thua tan
tac.

4, Darius I hay Darius Pai dé (550-486 TCN): Vi vua thi ba ctia Dé
quoc Achaemenes (hay Dé quoc Ba Tu thu nhat).

2, Demosthenes (384-322 TCN): Chinh khach kiém nha hung bién
xudt chung nguoi Athens thoi Hy Lap cé dai.

Sau nhiéu nim gidng co, trin chién quyét dinh dién ra tai Arbela
vao nam 331 trudc Cong nguyén. Pay la tran danh dugc ghi
chép hét stc day di. Tham chi dén ngay nay, hon 2.300 nim
sau, chung ta van con luu gitt nhitng hiéu 1énh ctia ca hai bén.
(Liéu ké hoach marketing ctia Procter & Gamble cé ton tai cho
dén thé ky 43 khong?)

Darius dan quan theo kiéu truyén thong, vdi 15 con voi va 200
chién xa & tuyén dau. Alexander sang tao hon. Mau chot thanh
cong ctuia Alexander 1a viéc st dung ky binh & hai canh, mo6t ddi
hinh sau d6 dugdc st dung rdng rii & nhiéu hinh thiic khic nhau
trong 2.000 nim tiép theo. Trin chién bit dau bing ddt tan
codng “canh sudn” bdi canh quan bén phai cta Alexander do ky
binh din dau. gt tan céng d6 khiéu khich quan Ba Tu tin cong



cdnh trai clia Alexander. Trong khi d6, Alexander da chuin bi
doi ky binh di dong chd san dang sau trung 16 dé pha v3 quan Ba
Tu tit bén phai.

Alexander gianh chién thing vi dai nhat va tr3 thanh vua clia
nhiing vi vua vdi chién lugc ma nhiing nha tu duy quan su thé
ky XX nhu B. H. Liddell Hart goi 13 “ly thuyét tiép cin gian tiép”.

Mot d6i quan thanh céng vin hanh theo cach “it ngd téi nhat”,
Liddell Hart ndi.

Ciing nhu nhiéu vi tudng vi dai khac, Alexander Pai dé luén
xung phong & tuyén dau va vi thé ngai bi thuong rat nhiéu lan.
Loi thé 18n clia viéc xung phong trén tién tuyén la kha ning
thay d6i chién thuit hau nhu ngay tic khic. § trin Arbela, ngai
dan dau d6i ky binh di ddng tan coéng sudn quin Ba Tu va gianh
dude hiéu qua rat cao. Trong marketing cfing nhu trong chién
tranh, kha ning diéu chuyén quin nhanh chéng thudng 1a mau
chét cho thanh céng.



Voi cé diém yéu 14 thiéu linh hoat. & trin Metaurus, Nero d3 tai
tinh chi huy quan La M3 danh bai Hasdrubal va ddi tugng binh
cuia vi tuéng nay.

Tran Metaurus: nam 207 trudc Cong nguyén

Doi quan tiép theo tao diu an trong lich st 14 La Mi. Nhiing
ngudi La M3 di chiing minh su hiéu qua trong chién dau & tran
chién doc bd song Metaurus nam 207 trudc Cong nguyén.

QuAin Carthage (hién nay 1a viing Tripoli) tin c6ng nudc Y. Pugc
linh dao béi hai anh em nha “H” (Hannibal! & phia nam va
Hasdrubal? & phia bac), d6i quan Carthage hanh quin véi voi
chién di phia trudc, moét loai thiét gidp thoi @oé.

1. Hannibal Barca (287-183 TCN): Nha chién thudt quin su ngudi
Carthage.

2, Hasdrubal Barca (245-207 TCN): Em trai ctia Hannibal Barca,
tudng linh nguoi Carthage.

Nhung hai anh em nha H d3 méic sai 1am khi phan déi luc luong,
va Nero? di day ho bai hoc vé nguyén tic quin su kinh dién:
Hay tdp trung luc luong khi quan dich dp dado.

3. Gaius Claudius Nero (237-199 TCN): Tudng linh ngudi La M.

PAu tién, Nero bat dau di chuyén & phia nam theo huéng canh
quin cda Hannibal, nhung khi dém dén, 6ng 1ap tic quay dau



chuyén hudng sang phia bac. Trai qua cudc hanh quin gian kho
bac nhat trong lich stt, Nero di hdp quin véi cic vi tudng
Porcius va Livius, nhitng ngudi dang d6i dau véi anh trai clia
Hannibal, Hasdrubal.

Tran chién nay 13 man tai hién tran Arbela. Nero ldnh dao quin
cla minh di chuyén ti canh phai vong sang canh trdi cta
Hasdrubal. Pon dianh thanh coéng vi qua bat ngd. Va Nero di
gianh chién thang cé mo6t khéng hai trong lich st quén su.

Nhung béo chi lai ua k& bai tridn chit khéng thich ngudi thang
cudc. Do dd, ngay nay, chiing ta chi biét dén hanh vi xau xa clia
vi hoang dé trung tén sau d6 250 nam.

Tham chi Hannibal va nhiing con voi chién cia minh con nédi
tiéng hon Nero. N6i theo ngbén ngilt thuong mai 1a “Ké thang ké
chuyén cudi, ké thua té chiic hop bao.”

Tran Hastings: nim 1066

Ludt qua khodng 1.000 nam sau, ching ta dén mot thi trin nhd
& Anh cé tén 13 Hastings, ndi ngudi Norman di thay déi dong
chay cua lich st dudi su 1anh dao ctia William! (hay William Ké
Chinh Phuc). P6i dau vdi ngudi Norman 1a vua Harold? va
nhiing nguodi Saxon.

I William I (hay William Ké Chinh Phuc) (1028-1087): Céng tudc
cta Normandy dd chinh phat thanh cong nudc Anh, dua van héa
Norman dén nudc Anh, gdy anh hudng manh mé dén giai doan tiép
theo ctia nudc Anh thdi Trung co.

2, Harold Godwinson (1022-1066): Vi vua Anglo-Saxon cudi cung
ctia nudc Anh.



h

TAm tham Bayeux dai 70m vé lai cAnh tugng cac ky si Norman
tan cong vua Harold G trdn Hastings.

Trong lich s quin sy, cung dai 12 mot trong s6 it nhitng vii khi
mang tinh cach mang. N6 gitp ngudi Anh théng tri cac cudc
chién tranh trong nhiéu thip ky.

Trong hau hét cic trin chién, marketing cling nhu quin sy, tran
Hastings 13 mot chudi thanh cong va bién chuyén tinh thé nhd
ctia ca hai bén. Khi d6, William dua ra moét quyét dinh quan
trong. Ngai quyét dinh riang Harold 13 mot linh dao vi dai nén
d6 sé 1a muc tiéu chinh ctia dot tan coéng.

Theo d6, William phan cong 20 ky si Norman dét nhap vao
chién tuyén ctia quin ddi Saxon dé bat Harold. (Ngay nay, chiing
ta sé ctt 20 luat su dudc trang bi cic ban hop ddng 5 nim.) Bén
ky s§ Norman d3 thanh cdng va nhanh chéng giét chét Harold
t6i nghiép.

William d& dung. Khi thay vi vua clia minh guc ngé, phong
tuyén Saxon sup d6 va William gianh chién thang.

Tran Crecy: nim 1346



Nhung chién tranh cling glong nhu kinh doanh. Khong bao gic
chi nghleng vé mot phia. O trin Crecy nim 1346, ngudi Anh da
tra thu ngudi Phap thanh cong.

Mau chdét dan téi thiang 10i ctia vua Edward Dé tam! 1a cung tén
dai, mot phat trién cdng nghé tuong tu nhu mdt sin pham mdi
mang tinh @6t pha trong chién tranh marketing. Véi cung dai,
nhiing “khiu stng may” cia thé ky XIV, bd binh va cung thti 1an
dau tién cé thé chong lai d6i ma ky (d6i ma ky nay di giét chét
Harold t6i nghiép).

1. Edward III (1312-1377): Vua clia nudc Anh, ldp nhiéu chién
céng hién hdch, dua Vuong quéc Anh trd thanh thé luc ddng gom &
chdau Au.

Nhung cung dai, loai vii khi ¢ toc d6 ban nhanh g:?{p sau lan nd,
doi hoi ngtIdl dung phai dudc dao tao ky nang st dung. Véi luc
kéo 445N va tam ban hon 180m, can sau nim dé mot cung thi
thanh thao cung dai.

Do d4, 8 nudc Anh théi xua, cung th bat budc phai tip luyén
thém vao Cht nhat trong khi di nha thd thi khéng.

(69 nim sau, & trin Agincourt nim 1415, ngudi Phap van chua
nhd bai hoc cli. 5.500 linh Anh da danh bai 20.000 linh Phap.
MGt 1an niia, cung dai la khac tinh véi ma ky.)

Co rat it trin chién quén su dugc gidi quyét bang mot vii khi t6i
tan, va Agincourt 13 mot trong sd dd. Trong marketing cling vAy.



Tuy nhién, cidc nha marketing thudng nham 1an nhiing 10i thé
cdng nghé nhd véi “cung dai” va liéu minh ra trdn do6i dau vdi
nhiing d6i thi manh r6i nhin két qua tham hai.

Quebec 12 mot vi du khac vé tan cong sudn thanh coéng. B6 binh
Anh hanh quin xudng dong s6ng, leo 1én nhitng mém d4, va bat
ngd tan cong quan Phap tu phia sau.

Liéu chung ta c6 thé ddi dau truc tiép véi mot ddi thl uu viét
hon trong cudc chién marketing khong?

C6 thé, nhung ban can cung dai. Vi du nhu k¥ thuit in Xerox
trong trudng hgp ctia Haloid Company, may dnh Land trong
trudng hop ctia Polaroid.

Tran Quebec: nam 1759

& trdn Quebec nim 1759, ngudi Phap mot 14n nita thit bai khi
ngudi Anh dudi su din dit clia James Wolfe! di tao ra “tinh thé
it ngd téi nhat”. BO6 binh hanh quin qua con séng ding sau
Quebec va leo ngudc 1én nhitng mém da “khéng thé leo 1én
dugc” dé dilén cao nguyén Abraham.

1, James Wolfe (1727-1759): Si quan qudn déi ngudi Anh, ndi
tiéng qua viéc chi huy quan déi Anh chién thang qudn doi Phadp tai
tran Quebec.

Trong marketing, cling gidng nhu trong quan su, cich tiép can
“tdt nhat” khéng nhat thiét phai 13 cich tiép cin truc dién nhat.



Héy tu héi cach tiép cidn nao cé nhiéu kha ning khién vi thé clia
d6i tha bi suy yéu ndng né nhat.

Khéng may thay, James Wolfe khong con sdng dé tin hudng
thanh qua chién thing ndi tiéng d6. Poi thii clia 6ng, Marquis
Louis Joseph de Montcalm, ciing viy. P6 14 16i nhic nhé rang ca
trong quan su 1an marketing, luén luén cé nhiéu ton that.

& ¢ hai phia.
Tran d6i Bunker: nim 1775

Chi 16 nim sau, chién tranh tién gan dén nudc M§ hon mot
chut. Doi Bunker bén ngoai Boston chung kién mot tran chién
noi tiéng nhat trong Cach mang My.

Déang budn 1a ngudi My thudng khong tr 18i dude nhiing kién
thic lich st sau: (1) trdn Doi Bunker dién ra & ngon doéi nao va
(2) bén nao thang cudc.

Cach kha xa Pbi Bunker, 1.000 linh M3y bo phong viing chii trén
dinh P6i Breed dudi su chi dao ctia William Prescott (véi phat
ngén nodi tiéng “Pling ban cho dén khi thay trong mait clia
chiing”). Vao lic 3 gid chiéu, 3.000 linh Anh duéi su chi dao ctia
tuéng William Howe bat dau tan céng ngon d6i. Nhitng ngudi
linh M§ khong nd sting cho dén khi Phe Ao P4 chi con cach ho
45m.

D6 1a mot cude tham sat, nhu nhiing gi thudng xay ra trong cac
dot tan cong truc dién vao do6i tha viing chac. Con sé thuong
vong ciia ngudi Anh thit dang kinh ngac: hon 1.000 linh.



Sau khi chiu nhiéu ton that to 16n khi tan coéng truc dién, quin
Anh cudi cung ciling chiém dugc Doi Breed. Ngay nay, tran chién
nay dudc biét dén véi tén goi tran Doi Bunker.

Bing cach két hop loi thé déng quén cung yeu to bat ngo, George
Washington di gianh dugc chién thang ndi tiéng nhat cua
minh. Lam diéu tudng tu trong mot cudc chién marketing, gan
nhu chic chan ban sé gianh chién thing.

el




Napoleon Bonaparte cé 18 13 chién ludc gia quin su xuat ching
nhat trong lich stt. Cac dia diém danh tran va phuong cach dan
quan clia 6ng ludn dua trén nhitng ddnh gia can than vi thé clia
ké thu. Cadc nha marketing cling nén 1am nhu viy. Nghién cttu
chi tiét ké tht1 nén 1a budc di dau tién dé phat trién mot chién
lugc marketing hiéu qua.

Ai thangp Tat nhién 1a ngudi Anh. Véi ty 1€ 3 choi 1, ngudi My
cudi cung cung that thd. Chi 13 c6 qua nhiéu trong mat va
nhiing chiéc 4o 9.

Tran Trenton: nam 1776

Tat nhién, moi ngudi déu biét trin Trenton nim 1776. George
Washington dd bang qua Delaware vao dém Giang sinh va danh
bai doi quan Hessian tinh nhué. bung chi?

Sai r6i. Thuc té, quin clia Washington déng hon quan Hessian
(2.000 so vdi 1.500). Chién thang dé 1a su két hgp gitia yéu to
bat ngd va quin s6 déng. Va cd dém toi niza.

Tuong tu, trong marketing, dling bao gid danh gia thap cai ma
Clausewitz goi 1a nguyén tic ddng quin. Chién thing thudng
thudc vé bén ddng quian hon. Napoleon Bonaparte ting néi:
“Chta ding vé bén quin nhiéu tuéng manh.”

Tran Austerlitz: nam 1805

Nhung & Austerlitz ndm 1805, c6 1€ 1a chién thing quin su 16n
nhat cila minh, Napoleon khéng s& hitu binh hting tuéng manh.

Thit ma 6ng c6 1a tinh cd ddng. Ong du lién quin Ao- Nga tin
cbng canh phai cia minh réi chi huy canh trai tan céng vao
trung 10 méng manh ctia ké thu.



Napoleon chién thang gan nhu toan dién. Kha ning hanh quin
than toc 13 chia khda thanh céng ctia Napoleon. Ong tuyén bd
d6i quan ctia minh cé thé hanh quin nhanh gip d6i ké thi.
Napoleon ndi: “Ta cé thé thua trin, nhung ta sé khong bao gid
bd 18 mét phiit nao.”

Con marketing thi sao? Chiing ta mat bao nhiéu phut, gid, ngay,
thdm chi tuan dé lap ké hoach, nghién cttu va thi nghiém
marketing? Thoi gian quy gid thudng bi ling phi. Két qua 1a
chiing ta danh rdi chién thang trong tam tay.

(& trin Borodino nim 1812, Napoleon di quén mat bai hoc ti
tran Austerlitz. Pi ngudc lai 16i khuyén ctia cac quin su, dng dan
dit Iuc lugng manh nhat ra d6i dau truc dién véi ngudi Nga.
30.000 linh Phap chét trude khi ké thu bi tiéu diét. Hoat canh
nay dudc tai hién bdi quan ddi ctia Adolph Hitler hon mot thé
ky sau.)

Tran Waterloo: nim 1815

Dau cham hét ctia Napoleon dén vao ba nim sau, tai mot ngdi
lang nhé & Bi c¢d tén la Waterloo — noi Arthur Wellesley, Cong
tudc xi Wellington, chin diing con dudng quay lai vinh quang
ctia Napoleon.

Christopher Plummer trong vai Cong tudc xit Wellington va Rod
Steiger trong vai Napoleon trong b0 phim Waterloo. Théng
thudng, ké bai tran, Red Steiger nhan dudc nhiéu su cht1 y nhat.
Bat chap su xuit chiing ctia Napoleon, & trdn Waterloo va rat
nhiéu trin danh khéc trong lich st quin su, bén phong thii déu



gianh thang 10i. Hiy chi ¥ nhitng nhan dinh cia ching t6i vé
American Motors. Sau nhiéu nim thua 16 vi c6 ging tan coéng
nhiing ngudi din dau, céng ty nay cudi ciing bi ban lai cho
Chrysler. Chrysler sau dé loai bd tit ci thuong hiéu cla
American Motors ngoai tru Jeep. Vi sao American Motors khong
lam vay ngay tit dau? Hoa ra, thi trudng xe thé thao da dung, di
tién phong 1a thuong hiéu Jeep, trd thanh thi trudng 16n nhait,
sinh 16i cao nhat trong nganh 6 td. T bd cic mang kinh doanh
thua 16 va tip trung vao mang kinh doanh thing 1gi thudng 1a
mdt chién luge dtng dan.

& trin Waterloo, Napoleon thuc su c¢é chut it 10i thé vé quan so:
74.000 quin so véi 67.000 quin ctia Wellington. Nhung
Napoleon 12 bén tan cdng, con Wellington kién nhin chd ddi.
Napoleon biét ring 6ng phai tan coéng trudc khi ngudi Pho dén
chi vién Iuc lugng cho quan d6i Anh va déng minh.

Nguyén tic chién tranh th hai clia Clausewitz 1a vu thé phong
tht. MOt vi thé phong tht viing chac sé v6 cung kién cb va khé
bi d4nh bai.

(Do @6, nim nay, chiing t6i du doan Chevrolet sé 13 chiéc xe ban
chay nhat, Crest 1a kem danh ring ban chay nhat va McDonald’s
1a chudi thiic 4n nhanh 16n nhat - bat chip cic hoat déng va
nhiing khoan tién ma cic d6i thd clia nhitng thuong hiéu nay
dang chi tiéu.)

Vao 7 gio 30 phut sang, trong 4nh sdng chip choang cua ngéy
18 thang 6 nam 1815, Napoleon, trong hanh déng cudi cung,
day tdo bao, ra 1énh cho 10 tiéu doan Vé binh Hoang gia tan
cong tryc dién ngudi Anh. “De l'audace et toujours de audace”
(T4o bao, phai ludn tao bao).

Clausewitz néi: “Bonaparte di diing dén nhitng ngudi linh cudi
cung trong mot no luc cttu van lai mot tran danh gan nhu



khong thé cttu van. Ong tiéu nhiing dong tién cudi cung va sau
d4, nhu mot ké dn may, ti bd ca chién trudng lan ngdi vua clia
minh.”

American Motors & Detroit c6 thé hoc dudc gi tit trin Waterloo?

Ho c6 nén rut khdi mang kinh doanh xe khach trong khi van
con mang kinh doanh xe Jeep sinh 15i dé ton tai?

Clausewitz néi: “Thda udc dau hang khoéng phai 13 néi nhuc.
Mot vi tudng khong thé thich thd véi y tudng danh dén ngudi
linh cudi cling, cling nhu moét ky tht khéng nén cin nhic viée
choi mot van ¢S chic chian that bai.”

Tran Balaclava: nam 1854

& trin Balaclava, ngudi Anh dudi su chi huy ctia Huin tudc
Raglan phai d6i mit véi quan ddi Nga dudi su chi huy clia.... Ai
ma biét? Hiy nhd ring, nhitng ngudi chién thing thudng vo
danh. (Ai 13 Cht tich ctia General Motors? Hay Procter &
Gamble?)

Tran Balaclava di ching kién hiéu 1énh néi tiéng nhat thé gidi
va hiéu 1énh hiéu qua nhat thé gidi.

Hiéu 1énh ndi tiéng: “Hiéu 1énh Tan coéng ctia Lit doan Ky binh
Nhe” 12 mét tham hoa. B4 tudc Cardigan dan dau 600 binh linh
tinh nhué ctia minh lao thang vao hong stng ctia bén dong
quan hon va chiu ton thit ning né.



Hiéu lénh Tan céng cta Lit doan Ky binh Nhe & Balaclava 1a mot
sai 1am, két qud ctia viéc hiéu sai mét ménh 1énh. Tuy nhién,
tinh huong nay cling Xay ra gan nhu méi ngay trong marketing:
mot d6i quan yéu hon tan cong truc dién vao ké thit manh hon.
That ngu xuan!

Danh tiéng va su giau cé khéng phai liic ndo ciling song hanh
cing nhau. Trong marketing cling nhu trong chién tranh,
chung ta thudng tung ho nhiing ké bai trdn hon la nhitng nguoi
chién thang - Napoleon Bonaparte, Robert E.Lee va Carly
Fiorina. (Ai cling biét Robert E. Lee. Ngudi dan 6ng la mit bén
trai bic hinh 13 George G. Meade, vi tudéng gianh chién thang
trong tran Gettysburg.)

Hiéu 1énh hiéu qua: “Hiéu 1énh Tan cdng ctia Li doan Ky binh
Niang” cling di xuat hién trong sang hdm dé. Chinh vi Lit doan
Ky binh Nhe that bai trong viéc cting c6 thanh c¢dng ctia Lt doan
Ky binh Ning di khién Raglan (6ng tay 4o) ra 1énh cho Cardigan
(cai 40) hanh déng, mot ménh 1énh bi hiéu sai din dén nhiing
két qua tham hoa.



Tran Gettysburg: nim 1863

Lich st lip lai. Chi c6 nhiing cai tén 1 thay d6i. G trin
Gettysburg nam 1863, d6 chinh l1a Robert E. Lee danh vdi...

Ban cé nhd tén vi tudng thing cudc khéng? Khoéng, d6 khong
phaila Ulysses S. Grant.

Ma la George G. Meade - mét nhan vat nita trong danh sach dai
nhiing ngudi chién thang v6 danh.

Hang trim cudén sich di viét vé tran chién mang t1nh quyét
dinh nay trong cudc Noi chién My Chuyen gl xay ra néu Lee di
chuyén sém hon? Chuyen gl xay ra néu Pickett tri hodn hiéu
1énh? Nhung hiy nhin vao nhiing con sd. Lee ¢6 75.000 linh.
Meade c6 88.000 linh.

Do d6, ban khéng can phai doc tat ca nhiing cuén sach dé chi dé
biét mién Bac thang trdn va mién Nam bai tran. Nguyén tac
chién tranh dau tién da cho ban biét két qua.

Nguyén tic ddng quin 1 “y tudng cin ban”. Clausewitz néi:
“Lubn xac 1ap muc dich dju tién va xa nhat cé thé. Nén st dung
nhiéu quan nhat co thé trong nhiing thoi khac mang tinh quyét
dinh.”

Clausewitz nghién cttu tat cd nhitng trdn danh quin su dudc ghi
lai trong lich st va thay rang chi cé hai 1an bén c6 quin sb chi
bang mdt nita gidnh chién thing. Hau hét bén déng quin déu
gianh chién thing.

Su khéc biét quin sd gitta mién Nam nudc M§ than yéu hay “La
cd1ap lanh 4nh sao” & tran chién nay chila 13.000 quan.

Tran Somme: nam 1916



“Cudc chién dé két thiic tat ci cudc chién” bat dau bang su xuit
hién ctia mot loai vii khi chét ngudi mdi: sing may. Mot 1an niia,
mot phat trién cong nghé da tang cudng stic manh cho bén

phong thli (nhtt truyén hinh @i 1am véi “dau trudng” marketing
vao nhiing nam 1950, 1960).

Su ra doi clia sing may di thay ddi ban chat cta chién tranh.
Stic manh phong thi ctia loai vii khi nay khién bén danh truyén
thong dung bé binh gan nhu v6 hiéu. Quin ddng minh d3 hoc
dugce bai hoc nay & trin chién sdng Somme. Vao nhiing nim

1950, truyén hinh da thay ddi ban chat cfia tro choi marketing.
Bon thé ky sau, d6 1a Internet.
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Vao thoi diém khdi dau tran chién nudc Phap, quin Anh va
quan Phap thuc su c6 nhiéu xe ting hon quin Dtc (3.142 chiéc
ctia quan Pong minh so véi 2.580 chiéc ctia Ptic.) Nhung ngudi
Ptic da triéu tip su doan thiét gidp ctia minh va dat dudc mot
thang 1di d6t pha & Sedan. “Thoc sdu bang miii danh hep” trd
thanh ciu than chu trong quin sy, mot khai niém ma cac nha
marketing cing nén hoc hai.

Khéng ndi ndo minh ching rd bang dong séng Somme nim
1916. Ngay 1 thang 7, sau mdt tuan chuin bi phédo binh, quan
Anh va Phap budc ra khéi cdng su va hanh quan vé phia trudc
chi @€ d6i dau vdi lan dan sing may ctia ngudi Dic.

Ngay dau tién, quan Pong minh thiét hai 50.000 linh. Trén
chién kéo dai trong 140 ngay Con s6 thudng vong 16n 3 mc
chua tiing thay tit trudc dén gid.

Va cudc chién ddm mau & Somme mang lai chién thing gi? Chi
8km dat.

(Sau d6 mot ném, tai Cambrai, ngudi Anh gidi thiéu xe tang,
mdt phat trién cong nghé khong dugc danh gia cao cho dén tin
hai thap ky sau. Ngay dau tién dua vao chién tru'dng, nhlmg
chiéc xe ting tién duge 8km, bang quing dudng ma cudc tan
cong bd binh di 1dm duge & Somme. Khéng may thay, chién
thang d6 khéng dugc hién thuc héa béi bd binh, va ngudi Anh
nhanh chéng mat dat.)

Tran Sedan: nam 1940

P6i thi thudng danh gii cao nhitng gi ban 1am hon nhiing gi
ban bé nghi vé ban. Nhitng chiéc xe ting thit nghiém ctia ngudi
Anh & Cambrai ndm 1917 déng vai tro quan trong & Sedan trong
khu ring Ardennes nim 1940.



Trong tran chién kinh dién cfia thdi hién dai nay, nhiing hang
dai xe tang thiét glap ctia Von Rundstedt danh vao chién tuyen
yéu 6t clla quan Pong minh, ngay diém giita phong tuyén
Maginot ctia Phap & phia nam va luc lugng quin Vién chinh Anh
& phia bic.

“Khoéng thé 14i xe ting & Ardennes,” ciac chuyén gia quin su
Phap tuyén bo. Ho 1a hiu dué ctia nhiing chuyén gia nghi rang
khong thé leo 1én cac vach nui & Quebec.

Khi ngudi Ptc tién quin, quin Anh rat khéi chién trudng Phap
va chuan bi cho cudc chién & Anh.

Pong minh 16n nhat clia Anh 13 eo bién Manche, noi ngu’dl buc
phai khéng chién. & viung trdi qué nha, nhiing c:h1ec Hawker
Hurricans va Supermarine Spitfires té ra 10i hai hon rat nhiéu so
vdi chiéc Messerschimidts ctia Goering.

Vai nim sau, vii khi bi mit ctia nhitng cudc chién thanh coéng
nhat - 1gi thé déng quan, nhip cudc vdi su xuat hién ctia quin
doi My va tuéng Dwight D. Eisenhower.

Hiy ding hinh dnh tudng Eisenhower dé so sanh su tudng déng
gitta kinh doanh va chién tranh. Ong lam viéc trong mot van
phong. Ong cé mét cai hop “trong” va “ngoai”. Ong cé thu ky.




Ngoai trit bd quin phuc, cé rat it diém khac nhau gitta nha 1anh
dao quin su va nha lanh dao doanh nghiép. “Chién tranh sé két
thtc khi nhitng bén tham chién hét gidy,” Thong ché Bernard
Montgomery néi day cham biém.

Ngbn ngit ciia 6ng 1a ngdn ngit kinh doanh. “Piing liéu linh véi
mang song ctia ban than cho dén khi t6i ra 1énh cho cic anh,” vi
tudng nay canh bio nhitng ngudi linh ctia minh khi @6 bd vao
chiu Au.

Chung ta déu biét két qua clia cudc d6 bd dé. Mot 1an nita, My da
thang trén mit trin quin sy nhung lai thua trén mit trin
marketing khi nhitng d6i tht trude dé - quan doéi Puic va Nhat,
d4 chién thing My trén mit trin marketing thé gidi.

VA ai sé gianh thang Igi trong nhitng cudc chién marketing ctia
thap nién 1980 va 1990? Nhiing vi tudng marketing thanh thao
cac bai hoc lich s quin sy; nhiing vi tuéng marketing da hoc
cach 1ap ké hoach nhu Alexander Pai dé, diéu déng quin nhu
Napoleon Bonaparte va danh tran nhu George S. Patton.



2
NGUYEN TAC PONG QUAN

Nén sit dung nhiéu qudn nhdt cd thé trong nhiing thoi khdc mang
tinh quyét dinh.

KARL VON CLAUSEWITZ

3 bao 1an ban titng nghe moi ngudi trong céng ty néi
rang leo 1én vi tri diing dau dé hon 1a ngdi & d6?

Hiy quén diéu @6 di. Phat biéu d6 dudc théu dét 1én ti nhiing
nguoi quan tam dén viéc nghién ctu xa hoi hoc hon 1a nhén ra
nhiing thuc té trong canh tranh kinh doanh.

Ngdi & vi tri din dau dé hon leo 1én @6 rat nhiéu. Ngudi dan dau,
vua cua ca vung doi, c6 thé tdn dung loi thé déng quéan.

Khéng nguyén tic chién tranh nao cin ban hon nguyén tic
dong quan. Do la luat rung. Ca 16n nuot ca bé. Cong ty 16n danh
bai cong ty bé.



Tudng Nathan Bedford Forrest trong cudc Noi chién My 1a vi du
minh hoa rat rd cho triét 1y cot 16i ctia chién tranh vd@i phat biéu:
“Hay dén d6 dau tién vdi dong quan nhat.”

Ba Xanh

Vao thoi diém bat dau cudc do sting, quan D nhiéu hon quan
Xanh theo ty 1€ 9:6.
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Sau loat dan tht nhat, quan P4 nhiéu hon quan Xanh theo ty 18
7:3.



Bd Xanh

Kix o X

Sau loat dan thtt hai, quan P4 nhiéu hon quan Xanh theo ty 1
6:1.

B Xanh

Sau loat dan thi ba, quan Xanh bi x6a s6 hoan toan.
Bai toan do sung

Khi xem xét bai todn clla mdt tradn do sting, ban cé thé dé dang
hiéu vi sao cong ty 16n thudng chién thing. Vi du, 9 ngudi linh
40 @6 d6i mat véi 6 ngudi linh 4o xanh. Quan Pé cé 50% uu thé
quan sb so véi quan Xanh. 9 do véi 6. Hay c6 thé 13 90 do vdi 60
hoic 9.000 do vdi 6.000. S6 nao ciing dude bdi nguyén tic
khong doi.

Gia st trung binh, ct ba phat sting thi cé mot phat giét chét mot
nguoi.

Sau loat dan dau tién, tinh thé thay do6i dang ké. Thay vilgithé 9
véi 6, quan Do gid day c6 1oi thé 7 so véi 3. Tit 50% uu thé quin
s6 chuyén sang uu thé hon 100%.

Hiéu ing s6 nhan chét ngudi dé tiép tuc dién ra.



Sau loat dan thtt hai, ty s6 13 6:1 nghiéng vé quan Dé.

Hiy chi1 y cich phan chia s6 ngudi thiét mang gitta hai bén. Bén
dong quin hon (PJ) chi thiét hai phin nla so véi thiét hai cta
bén it quan hon (Xanh).

Két qua nay cé thé trai ngudc véi nhitng gi ban titng thiy trong
nhiéu bd phim Hollywood. Chi vai tay linh thity ddnh bd cé thé
tiéu diét cd mot tdp doan Nhat Ban trudc khi dugc cac tay linh
khac ap dén ctru vién.

Trén thuc té, moi thit lai hoan toan khéac. Chuyén gi xay ra néu
chiéc Beetle ctia Volkswagen dam truc dién vao chiéc xe buyt
GMC? Chiéc xe buyt chi xiy xudc vai chd, con chiéc Beetle sé& bep
di. (Ban cang 18n thi ho thiét hai cang niang né.)

Hai chiéc xe trao ddi ddng luc. D6 1a nguyén tac vat ly co ban.
Chiéc xe 16n hon, ning hon chiu it thiét hai hon chiéc xe nhd
haon, nhe hon.

Chang c6 bi mat nao trong chién thing cia quian Déng minh &
Thé chién thi II tai chidu Au. Trong khi Ptic ¢é hai ngudi linh,
quan Péng minh cé bon. Ndi quan Pic cé bén, quan Pong minh
cé tdm. Ky ndng va kinh nghiém ctia quin d6i Duc thuc su da
khoi mio ra chién tranh hién dai, nhung k§ niang 1anh dao ctia
nhitng ngudi nhu Rommel va Von Rundstedt! khong thé lam
thay d6i cac phép toan trén chién trudng.

I Erwin Rommel (1891-1944) va Gerd von Rundstedt (1875-
1953): hai théng ché lung danh ctia qudn ddi Piic qudc xd.

Trong quin sy, con sd quan trong dén ndi hau hét cac déi quin
déu cé mdt nhanh tinh bio dudc biét dén 1a nhanh tinh bao
chién trudng. N6 cung cap théng tin vé quan s, vi tri va ban
chat cfia ké tht cho cac tu 1énh chi huy. (Vu kién giita tuéng
William C. Westmoreland va dai CBS lién quan téi van dé liéu



céc tai liéu tinh bao chién trudng trong chién tranh Viét Nam cé
bilam gid hay khong.)
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Erwin Rommel, dugc biét dén vdi biét danh Cdo Sa mac, 1a mot
chi huy chién trudng xuat ching & Bac Phi. Ong sau d6 tham gia
vao vu am sat Hitler that bai va phai chiu an t hinh.

Bai toan can chién marketing

Nguyén tiac déng quin ciing dtng vdi trudng hop hai cong ty
d6i dau truc dién. Chtia mim cudi v4i bén nao déng quan hon.

VGi mot dia ban chua dugc khai phd, cdng ty c6 doi ngi ban
hang déng ddo hon nhiéu kha ning sé chiém dudc thi phan 16n
hon.

Mot khi thi trudng da dude phan chia, cong ty cé thi phan 16n
hon nhiéu kha ning sé tiép tuc gianh thém thi phan ti céng ty
nhé hon.



Cong ty 16n hon cé ngin sich quing cido nhiéu hon, phong
nghién cttu 16n hon, nhiéu diém ban hang hon... Chang cé gila
khi ngudi giau ngay cang giau hon va ngudi ngheo thi ngay
cang ngheo di.

Phai ching d6i thit nho hon sé khong cé tuong lai? Pung. B6 la
ly do chung téi viét cudn sach nay. (General Motors, General
Electric va IBM khong can nghién cttu Clausewitz dé thanh
cong.)

Nhung nhiing céng ty nhé hon véi thi phan nhé hon can suy
nghi nhu nhiing vi chi huy ngoai chién trudng. Ho phai ghi nhé
nguyén tac chién tranh dau tién - nguyén tic déng quan - du dé
la quan su hay marketing. Napoleon tung noéi: “Trong trudng
hdp quin s6 bi 4p dao, nghé thuat chién tranh nam & chd phai
ludn ludn bd tri Iuc lugng tai diém bi tan céng hoic phong thl
déng hon ké thu.”

Custer c6 18 di trd thanh mdt trong nhiing vi anh hiing ndi
danh nhat nudc My néu déi quan ngudi Sioux tan céng ngon doi
tung dot mot.

Cac tudng linh quan ddi déu hiéu tam quan trong cua nguyen
tac dong quan béla ly do vi sao ho bd ra rat nhiéu thoi glan dée
nghién cttu thé tran cta ké dich. Tuy nhién, vi muc tiéu ning
cao si khi, cdc vi tudng sé c6 gang khich 18 quan si bang cach néi
vdi ho rang ho rat tai gidi va dudc trang bi rat day da.

George C. Scott trong vai tuéng George S. Patton, Jr ndi: “Gid
chiing ta cé thtc in, trang thiét bi, tinh than va nhiing con
ngudi tot nhat thé gidi. Cac ngudi biét day, vi Chua, ta thuc su
cdm thay thuong hai cho nhitng ké t6i nghiép nao sip phai
duong dau vdéi chung ta.”



& Monroe, Michigan, ¢ bttc tugng ctia tudng George Armstrong
Custer _ ngudi tot nghiép “ddi s6” & West Point va 1a ngudi phai
chiu trach nhiém cho su hy sinh ctia cd trung doan ctia minh &
Little Big Horn do di phan chia Iuc lugng. Su ngu xuin ciing
dugc tudng thudng, nhung khéng may thay, né thudng dén sau
khi ban da chét.

Thué ngudi gidi hon thi cé gi sai? Chang cé gi sai c3, nhung céng
ty cang 16n thi cang dé cé nhiéu nhin su “trung binh”. Su khac
biét gilta ngudi thing va ké thua hiém khi nam & con ngudi. Hau
hét nim & chién lugc. Nhitng cudn sich gido trinh quan tri
thudng tuyén bd rang budc dau tién dé xoay chuyén tinh thé &
mot cong ty 1a thué nhiing ngudi gidi hon va sau d6 cho phép ho
nghi ra moét chién Iuge tot hon. Nhung tai sao mdt ngudi gidi



hon lai bi hdp din dé tham gia vao tinh hudng chat vat d6? Cach
tiép can tot hon la phat trién moét chién luge té6t dé thu hut
nhiing ngudi gidi hon.

Rat nhiéu vi tuéng marketing cling 1am diéu tuong tu va trd
thanh nan nhin cho nhiing 16i 1€ hung bién ctia ban than. Pac
biét, ho tu thuyét phuc ban thin minh rdi vao ao tudng “con
ngudi giéi hon” hay “san pham tot hon”.

Ao tuéng “con ngudi giéi hon”

Rat dé @é thuyét phuc nhan vién rang nhitng ngudi giéi hon sé
gianh chién thing, ké ca khi roi vao nghich canh. b6 1a diéu ho
mudn nghe. Chic chan trong trin chién marketing, chat lugong
va s6 lugng déu quan trong.

Nhung uu thé quan s6 13 1di thé qua 16n dé cé thé vugt qua dit
ban c¢6 s& hitu nhitng khac biét chat lugng nhat.

Chic chan ddi c6 thanh tich nghéo nan nhat gidi NFL! cé thé
déu din danh bai d6i manh nhat giai néu ra sin véi 12 ngudi
trong khi do6i thi chi cé 11 ngudi.

1. NFL - National Football League: Gidi béng bau duc danh cho
nam cua Mj.

Trong kinh doanh, noi cdc d6i nhém 16n hon rat nhiéu, kha
nang tao ra mot khac biét chat lugng ctia ban sé khé khin hon
rat nhiéu.

Vi gidm d6c marketing cé tu duy thong sudt sé khong nham 1an
gitta bai néi chuyén khich 1é trong budi hop ban hang véi thuc té
thi trudng. Mot vi tudng gidi khéng bao gid xay dung chién Iuge
quan su dua trén viéc sd hitu nhiing cd nhan gidi hon. Vi tudng
marketing cling nén tuin theo nguyén tic d6. (“Pdi quan clia



chiing ta dudc xiy dung dua trén nhitng ké cin ba trén trai dat,
thuc su cdn ba,” Wellington noi.)

Hién nhién, ban sé gip ric rdi nghiém trong trong t6 chiic néu
st dung nhiing tit ngii ctia Wellington d& md ta ddi quin clia
minh. Hiy néi véi moi ngudi ho gidi giang thé ndo, nhung ding
1ap ké hoach chién thang dua trén nhitng con ngudi uu viét dé.

Hiy trong ciy vao mdt chién luge vu viét.

Du vay, rat nhiéu céng ty phu thudc hoan toan vio chién ludc
nhan su gidi. Ho tin minh cé thé thué nhiing ngudi gidi hon rat
nhiéu so vdi d6i thii, va chuong trinh dao tao tot hon cé thé gitp
ho gitt dudc 1gi thé “con ngudi”.

Bat ky sinh vién nganh xac suit nao ciing cé thé bat cudi trudc
niém tin nay. Chac chin ching ta cé thé xiy dung mot nhém
nhé nhiing con ngudi uu viét. Nhung cdng ty cang 16n thi phan
dong nhan vién sé chila nhitng ngudi trung binh.

Va khi cong ty trd nén khong 16, kha ning tip hop mot nhém uu
viét tri tué sé gan nhu bang 0 tif géc nhin xac suat thong ké.

Rat nhiéu nha marketing tin rang chan Iy ding vé phia ho va
van dé duy nhat 1a phai thay d6i nhitng quan niém sai lam ton
tai trong tam tri khach hang muc tiéu.



Perception

Perceptions

Cach tiép can t6t hon: Chap nhan nhiing nhin thtc ctia khach
hang muc tiéu 1 nhitng thuc té va d6i mit véi chting. Avis chap
nhan thuc té ring ho chi ding s6 2 trong tim tri clia nhiing
khach hiang mudn thué xe va d6i mit véi nhin thic dé bang
cach néi: “Avis chi ding s6 2 trong nganh thué xe, viy tai sao
phai st dung dich vu clia chting t6i? La vi ching tdi sé c6 giang
nhiéu hon.”

Theo 1an thong ké cudi ciing, IBM c6 369.545 nhén vién va con
s6 nay van dang gia ting nhanh chéng. Khi dem ra so sanh, c6
thé IBM dong nhan vién hon nhung khong dong nhan vién xuat
sac hon.

IBM dang gianh chién thing trong cudc chién may tinh theo
cach ctia Eisenhower. NGi nao doi thii ¢ 2, IBM cé 4. NGi nao doi
thticd 4, IBM cé 8.

Ao tuéng “san phim tot hon”

Mot 3o tudng khac in sdu vao tdm tri cia phan 16n giam doc
marketing 13 niém tin rang sdn pham todt hon sé thang trong

cudc chién marketing.

Pang sau quan diém d6 14 suy nghi “chan Iy sé dudc phoi bay”.



N6i cach khéc, néu ban cé “chan 1y”, van dé chi 1a tim mdt cdng
ty quang cdo gidi cé thé truyén théng nhiing chin 1y dé dén
khach hang muc tiéu va mot ddi ban hang xuit sic c6 thé chot
don hang.

Pay 1a cach tiép can “tu duy tl trong ra ngoai” - nghia 13 bang
cach nio d6, cong ty quing cdo hodc doi ban hang cé thé su
dung chan 1y ctia cdng ty dé xéa bd nhiing quan niém sai 1am
ton tai trong tAm tri khach hing muc tiéu.

Diung ngdy tho nhu vdy. Nhiing quan niém sai lam khéng thé
thay doi dé dang bang quang cido hay no luc ban hang.

Chén ly 1a g1> Bén trong moi ngudl 12 mét chiéc hdép den nho.
Khi t1ep xuc v8i mot tuyén bo quang cdo hay ban hang, moi
ngudi sé nhin vao chiéc hdp va néi: “Cai dé dung” hay “Cai kia
sai”.

Piéu vo ich nhat cé thé 1am trong marketing ngay nay 1a c6 gang
thay doi tam tri con ngudi. Mot khi tam tri dd dinh hinh, né hau
nhu khéng thé thay doi.

Chan 1y 13 gi? Chan 1y 1a nhén thic ton tai trong tAm tri khach
hang muc tiéu. N6 cé thé khong phai 13 chin ly ctia ban, nhung
né 1a chan 1y duy nhat ban cé thé st dung. Ban phai chap nhin
chan ly d6 va d6i mit véind.

“Néu gioi vay, sao ban chua giau?”

Tham chi, néu thuyét phuc thanh cdng khich hang muc tiéu
rang ban s3 hitu san pham tot hon, ho sé nhanh chéng di dén
suy nghi thit hai: “Néu may tinh ctia ban tot hon IBM, vi sao ban
khong ding dau thi trudng nhu IBM?”

Tham chi néu ban cé thé gidi quyét vai hop den, chti s4 hitu cta
chiing sé nhanh chéng dé phan 16n nhiing chiéc hop con lai
dinh hudng danh gia cta ho.



Néu gidi viy, sao ban chua giau? Pé 1a mot cau hdi khé tra 10i.
Trong cudc chién marketing, ban khéng thé thang chi bang
cach dung.

Tat nhién, c6 mét suy nghi do tudng rang trong dai han, sin
pham tot hon sé thang. Nhung lich s, quin su va marketing
dudc viét bdi nhitng ngudi thang cudc chit khéong phai ké thua
cuoc.

Ké thing 1a ké manh. K& thing luén cé san phiam t6t hon va
ludn san sang tuyén bo diéu do.



3
UU THE PHONG THU

Phong thi von di luén manh hon tdn cng.
KARL VON CLAUSEWITZ
N guyén tic thi hai ctia Clausewitz 1a vu thé phong thii.

Khéng vi tudéng nao dem quin ra tran trong tinh thé bat
lgi. Quy tac ngodn tay cai la: Dé thanh céng, bén tan cong phai cé
quin s6 dong hon it nhat balan G thoi diém tan cong.

Tuy nhién, cé bao nhiéu vi tudng marketing san sang khdi
xudng mot dot tan céng véi quan luc hoan toan khéng dG? Nhu
Cardigan & tran Balaclava va Lee & tran Gettysburg, rat nhiéu vi
tudng marketing tung ra nhiing ddt tan céng véi ngin sich
quang cio va marketing chua bang 1/2, 1/3, hay thim chi 1/10
doi thit. Két qua hoan toan cé thé du doan dudc.

Trong chién tranh va marketing, 15i thé luén thudc vé bén
phong tht.



Bén tan cong (quin P3) déng quin hon bén phong thii (quin
Xanh) theo ty 1€ 9:6.

£ R
Iyl

Sau loat dan dau tién, bén tan céng van déng hon bén phong
thd, nhung ty 1€ chi con 7:5.

Ba Xanh

Sau loat dan thit hai, bén tan cdng ddng hon bén phong thii theo
ty 1€ 5:4.

B Xanh

Ar R
A A I
£ - s i




Sau loat bin thit ba, hai bén da ngang bang nhau vé mit quin
sO.

Bai toan do sung khi & thé phong tha

Trong mot chién trudng md, mot tran do sing giiia hai d6i quan
nhanh chdng két thuc véi két qua cé 10i nghiéng vé bén c6 quin
s6 dong hon.

Nhung chuyén gi sé xay ra khi moét trong hai bén & thé phong
th(1? Bai todn sé thay doéi thé nao?

Vi du, vi chi huy ctia quan P din dit luc lugng gdbm 9 ngudi
linh dung d6 vdi vi chi huy ctia quin Xanh chi ¢6 6 ngudi linh
(Igi thé déng quin 50%). Nhung 1an ndy, quian Xanh phong thi
trong nhitng cong su hay hd cad nhan.

Véi mot linh quin Xanh, xac suit khong ddi, ngudi nay sé ban
trang nhiing ké tan céng bén quan Do vdi ty 1€ tring1a 1 trén 3.

Tht thay d6i 12 xac suit ban trang quin Xanh cia mét linh
quan Do, bén dang cb 10i thé quan s6? Thay vity 1€ 1 trén 3, gia
sutylé giddaylaltrén9.

(Tinh hudng nay tai hién su khé khin khi phai “danh chiém” thi
phan tit tay nhiing d6i thi vitng chic. Gianh thi phan tit nhiing
d6i thti nay khé hon rat nhiéu so v4i ban hang cho mét khach
hang chua trung thanh véi bat ky thuong hiéu nao.)

Sau loat ban dau tién, quin Pd van déng hon quan Xanh, nhting
ty 18 chila 7 so véi 5. Sau loat ban thi hai, ty 1é giam xuong con
5 so v4i 4. Sau loat ban thit ba, ti 16 d3 cAn bang 4 so vdi 4.

Quéin P4 bat dau tan céng véi uu thé déng quan hon 50%,
nhLIng gid day hai bén d3 can bang luc hIdng Lic nay, vi chi huy
ciia quén Do cé 1€ nén nging dot tan céng vi dng ta khong con
uu thé quin sd nita.



Trai ngot ctia chién thang

Xuyén subt lich s quan sy, phong thit d3 dudce ching minh 13
hinh théi chién tranh manh hon. Trong chién tranh Triéu Tién,
M3 gidnh dugc mién Nam bang ciach phong thl v mat mién
Bic khi tan céng.

Anh mat thudc dia khi tdn céng va thing trdn Waterloo khi
phong thu.

Bén tan céng nhin dudc vinh quang, nhung bén phong tha sé
thang tran. Bat ky huan luyén vién NFL nao cling sé néi véi ban
diéu tuong tu.

Vi sao phai tan cong néu phong tha qua hap dan? Nghich 1y &
day la trai ngot ctia chién thang. Néu thang mot tran danh
marketing va trd thanh thuong hiéu dan dau trong mét nganh
hang nao d4, ban cé thé tin hudng chién thing dé trong mot
khoang thdi gian dai. Pon gidn vi gid diy ban c6 thé choi phong
tht - hinh thai chién tranh manh hon.

Eveready Kellogg’s corn Flakes Manhattan ivory Palmolive

Dé:n nay, sau 80 nim, chi cé 5 trong sd 25 thuong hiéu mat vi tri
dan dau. Vi duy, Eveready da mat vi tri dan dau trong nganh pin
ung dung khi bi Duracell danh canh suon.

Mot khao sat trén 25 thuong hiéu din dau tit nim 1923 di
chiing minh quan diém nay. Sau 60 nim, 20 thuong hiéu trong
s6 dé van nam & vi tri din dau. 4 thuong hiéu nam & vi tri tha
hai va 1 thuong hiéu & vi tri th nam.

Trong sau thap ky, chi 5 trong s6 25 thuong hiéu mat vi tri dan
dau. Rat kho dé phé truat nha vua.



Ivory trong nganh xa phong, Campbell trong nganh stp, Coca-
Cola trong nganh nudc ngot. Nhiing thuong hiéu nay dai dién
cho nhiing vi thé marketing vitng chic. P& cudp di vi thé nay
doi hoi ban phai trd mét cai gid khong 16 véi rat nhiéu cdng stc
va s3 hitu nhiing k§ ning tuyét voi.

Pung lam anh hung

Sai 1am 16n nhat ma cic nha marketing pham phai 1a khoéng
danh gia cao stic manh ctia vi thé phong thu.

Vinh quang cfia chién tranh tin céng va niém vui chién thang
da khién nhiing nha marketing trung binh san long cam gido
mac tan cdng nhiing déi thii canh tranh viing manh gan nhat.

Trong marketing, khong thit gi thdm hai hon hiéu 1énh tan cong
ky binh nhe. RCA va GE canh tranh véi IBM trong nganh may
tinh. Exxon va Lanier canh tranh véi IBM trong nganh tu dong
héa vian phong. Western Union canh tranh vdi tat ca nhitng doi
tht khéc trong nganh thu dién tt.

“Chl nghia anh hiing” 12 mét chiing bénh ton tai trong rat
nhiéu nha ‘marketing hao huc song chét cung cong ty. Néu tiép
cin chi dé Cudc chién marketlng chi d€ nham muc tiéu tim ra
con dudng di téi vinh quang cia nganh marketing thi ban dang
doc nham sach roi.

George C. Scott trong vai Patton di néi: “Bay gid, t6i muoén anh
nhd rang khong gi cin ba nao gianh chién thang bang cach hy
sinh cho dat nudc. Ga gianh chién thang bang cach khién nhiing
ké cin bi ngu xuin toi nghiép khac hy sinh cho dat nudc clia
ga »

IBM khéng c6 anh hung. Khong cé huian chuong danh du nao
dudc trao ting sau khi hy sinh. Cé thé rat khé d& ngudng md
ngudi chién thang. Nhung phan 16n nhiing ké thua cudc sé néi



vdi ban rang tinh yéu khéng thé 1am khudy khda ndi budn that
bai.

Pay 1a vi du kinh dién vé mdt doanh nghiép tan céng truc dién
ngudi din dau trong nganh mady tinh 16n. Khéng lau sau khi
tung ra chuong trinh quang cdo, RCA tuyén bd xba s6 mang
kinh doanh may tinh va ghi nhin khoan 16 490 triéu db-la.

J=SFERRY
N r
better-than-IBM

costs less,
Guaranteed.

Ho khéng bao gid rat kinh nghiém. Vai nim sau, Sperry tan
cong IBM trong thi trudng mdy tinh ca nhén. Cing khéng hiéu
qud. Cudi cuing, Sperry rut lui khdi mang kinh doanh PC.

Suc i uu ai bén phong thu



Mot 1y do khién chién tranh phong tht qué viing chac 1a su khé
khin cta viéc tung ra mdt dot tan cong bat ngd.

Theo Clausewitz: “Trén 1y thuyét, yéu td bat ngd 1a mot 1gi thé
16n. Trong thuc t€, nhin chung rat kho danh nhanh vi chung ta
phai chiu sticictia cd d6i quan.”

Theo Iy thuyét, trin chién Somme nim 1916 phai 1a mot dot
tan céng bat ngd. Nhung sau khi di chuyén 1 triéu linh vao vi tri
va chd phdo binh tip hgp hét mot tuin, quin Pong minh di
danh mat yéu t6 bat ngo.

Chién dich cang 16n thi cang khé tao ra bat ngd. Mot cong ty nhod
c6 kha ning khién mdt cdng ty 16n bat ngd bang mot san pham
mdi. Nhung Ford khéng nhiéu kha ning tao ra nhiing dgt tan
cong bat ngd nhanh chéng vao General Motors. Stc i ctia cad mot
c6 mdy 16n sé xuat hién.

Khi nghién cttu nhitng that bai vi yéu to bat ngd trong lich st
ban thudng tim thay rat nhiéu canh bdo. Nhiing 1anh dao that
bai d3 bb qua cac cdnh bio vé kha niang bi d6i tht tan cong.

Trong cudn Mein Kampf (tam dich: Cudc ddi tranh dau cia téi),
mot cudn sach da ban dude hon 10 triéu ban, Hitler néi véi Anh
va Phap chinh xdc nhiing gi minh du dinh 1am. Mot théip ky sau,
ong da thuc hién chung.

Tan c6ng lam mat thoi gian

Trong mdt chién dich quan su, bén tan céng khéng chi cé xu
huéng ddnh mat sy bat ngd ma con mat nhiéu thoi gian dé diéu
dong quan luc. Vi nhiing van dé hiu can, c6 thé mit nhiéu ngay
hay nhiéu tuan trudc khi hoi quan day da dé cé thé tung ra dot
tan cong. Khoang thdi gian dé cuc ky hitu ich véi bén phong
tht.



Vao ngay D?, chi 156.115 linh d6 bd 1én bii bién Normandy thay
vi mot no luc d6 bo 16n hon. Vi nhitng van dé chuyen chd va
cung 1Ing, can nhiéu thang dé huy ddng hang triéu quan nhim
cling c6 stic manh quin Pong minh, con sd quin can thiét dé
bao ddm chién thing.

I, Ngay D hay D-day: Ngay quén Dé\rgg minh bat ddu chién dich d'6°
bé 1én bdi bién Normandy & phia Bac nudc Phdp trong Thé chién
thi II.

Trong mot dot tan céng marketing, chuyén chd thudng khong
phai 13 van dé. Mot cong ty cd thé giao sdn pham cho hang ngan
diém ban hang trong vai ngay.

Nut thit cd chai 13 truyén théng. Truyén tai théng diép
marketing téi hang triéu khach hang cé thé mat nhiéu thang
hay nhiéu nim. Bén phong tha thudng cé rat nhiéu thdi gian dé
lam suy yéu thong diép ban hang ctia bén tian céng bang ciach
cit xén né theo cach nay hay ciach khéc.

Nhu:ng dé tan dung lgi thé thc51 glan bén phong tht phai luén
canh gidc trudc nhiing rhi ro tiém tang tit moi hudng.



Rat nhiéu tham kich trong Tné chién thi II, bao g6m vy thim
sat Holocaust, 1€ ra da co thé dugc ngan chan néu quan Dong
minh tan céng Puc trudc khi qudc gia nay xay dlmg xong quan
doi trong khoang thoi gian ti ndm 1936 dén nim 1939. Cudn
Mein Kampf ctia Adolf Hitler 1€ ra nén gtti di mot théng diép ron
ngudi. Mot trich din dién hinh trong cudn sach 1a: “Mot con s
dai 30cm luén phat ra tiéng huyt gié 1én hon 1.000 td bao trio
trd ctla ddm ngudi Do Thai, do d6 hiy dé chung huyt gié!”

Cudc do b 1én bg bién viao ngay D (ngay 6 thing 6 nim 1944)
khong gy bat ngd cho Pitc. Van dé 13 cude d6 b dién ra & dau.
Quén Péng minh di co gang lira ké thu nghi rang ho sé d6 bd &
Calais trong khi dot tan cong thuc su dién ra 3 Normandy. IBM



PC, chiéc mdy tinh c4 nhin doanh nhan 16- bit dau tién dudc
tung ra vao thang 8 nim 1981 ciing khéng phai 1a diéu bat ngd.
Chung t6i d3 nghe nhitng tin ddn vé san pham nay ca nim trudc
dé va c6 giang thuyét phuc khich hang cfia minh, Digital
Equipment, trinh lang moét san phim tuong tu trudc IBM.
Digital Equipment tit ch6i 1am diéu d6, mét sai 1am chién ludc
khién coéng ty ton thit ning né.
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KY NGUYEN CANH TRANH MGI

Vai chinh khdch va tudng linh c6 gang né trdnh tran quyét chién.
Lich sit dd phd tan do tudng nay.

KARL VON CLAUSEWITZ

khong xuit hién trén nhiing trang tin quoc té. N6 dudc
tim thay trén nhiing trang bao kinh doanh.

N hitng ngdn tu khat mau nhit ngay nay trén bao chi
“Chung t6i sé ha guc ho.”

“Giét hay bi giét.”

“P3y 1a van dé song con.”

Khéng, day khong phai la nhitng ngén ti ciia mét linh du kich
canh ta hay mo6t ké doc tai canh hitu. Pay 1a nhiing trich dan

dié°1} hinh tt ba ldnh dao doanh nghiép thao luan vé nhiing
chién dich marketing sap tdi.



The,
Acouriin

CPAs ARE FIGHTING
FOR BUSINESS,
MONEY,AND SURVIVAL

HAufthos of THE DIG EXGHT

“Chién tranh” di dudc st dung rong rii nhu moét so sanh an du
cho cac xung dot kinh doanh, nhung khéng may thay, phan 16n
cac tac gia ctia chting khong hiéu biét nhiéu vé cac chién luge va
chién thuit st dung trong mét cudc chién thuc su.

Marketing vin vay mudn ngén ngit ti quan su. Chdng ta trién
khai mot chién dich marketing. Hy vong d6 1a mét chién dich dét
pha.

Chung ta thdng cdp cho moi ngudi 1én nhiing vi tri cao haon.
Trong cac bé phan, cong ty, don vi. Ching ta bdo cado loi 16. D6i
khi, chiing ta bat moi ngudi mic doéng phuc.

Doi khi, ching ta di thuc dia dé kiém tra tinh hinh va ddnh gid
tién bd clia qudn si. Chung ta ra lénh.

Cho dén gid, &6 mdi chi 1a ngdn ngit dudc vay muon ti quin su,
chit khong phai suy nghi chién lugc dang sau ngdén ngit d6.



Chién tranh marketing 13 mét nd luc 4p dung nhiing tu duy
quan su vao cac van dé marketing.

Marketing, vdi tu cach 1a moét linh vuc khoa hoc, c¢é tudi doi
chua dén 100 nim. Marketing tit 1au chi dua trén kinh nghiém,
truc giac va thiéu mot 1y thuyét théng nhat. Ly thuyét quan sy
c6 thé 1ap day khoang trong nay.

Cudc chién tiéu de

Néu doc nhiing tap chi nhu Business Week, Forbes hay Fortune,
ban cé thé cAm nhin dudc ngdn ngit quan su trong dd. Cudc
chién bia, cudc chién cola va cudc chién bdanh burger 13 nhiing vi
du gan day vé cht nghia quan su bao chi.

Nhung bén dudi cac tiéu dé, cic tac gid hoan toan bd qua nhiing
nguyén tac quin su co ban nhat.

Mét tiéu dé bdo gan day trén tS The New York Times ding tai:
“Chiéc may Xerox mdi dang tién nhanh vao cdc van phong”.
Tiéu dé phu la “Tim kiém vi tri dan dau trong linh vuc tu déng
héa”.

Néu Pan Mach xam luge Tay Piic, mot quoc gia cé dién tich 16n
honnd gap 12 1an, bao chi sé thé hién su sting sot va hoai nghi.

Din dau linh vuc tu déng héa? Xerox, mdt cong ty ban cic san
pham tu déng hda vin phong véi doanh sé thudng nién gan 2 ty
d6-la dang chong lai IBM, mét céng ty ¢ doanh sd hon 40 ty dé-
lau?

Van con rat nhiéu vi du khéc vé nhiing cau tit hoa m§ nhung
thiéu hiéu biét vé chién luoc.

Chu tich Charles E. Sporck dé khoe khoang trén tiéu dé quang
cdo tuyén bo su ra doi cia dong may vi tinh va mdy tinh mini:
“National Semiconductor dang bang qua dong song Rubicon.”



This Xerox machine cant makea copy,

Xerox tdn c6ng tryc dién IBM bing mét dong sén phdm mdy
tinh 16n, mét chién luge d4 khién Xerox thua 16 hang ty d6-la.

National
Semiconductor

The Sight & Sound of Information

Pé tham gia vao linh vuc mday tinh cd nhan, National
Semiconductor da mua Cyrix Corporation vdi gia 550 triéu do-
la. Chua day hai nim sau, cdng ty rat lui khéi linh vuc nay va
rit quan ngang qua séng Rubicon véi khoan thua 16 1én t6i hang
trim triéu d6-la. Tuy nhién, céng ty ndy van ton tai va ngay nay,
né tranh canh tranh véi nhitng nha sin xuit mdy tinh (Dell va
Hewlett- Packard) va nhitng nha san xuit vi mach 16n (Intel va
AMD). National Semiconductor 13 nha san xuit chuyén biét
nhiing vi mach analog va vi mach hén hgp véi doanh thu rat
kha quan (2 t§ d6-la vao nim ngoai) va bién 1di nhuin 6n dinh
(14%). Nhitng cong ty chuyén biét ¢ thé ton tai va thinh vudng
hau nhu trong bat ky thi trudng nao.

Khi bang qua dong Rubicon thidt vao nam 49 trudc Coéng
nguyén, Julius Caesar! di di ciing toan bd cdc binh doan cta
minh (cong thém hai binh doan du bi). Stic manh ctia Caesar
qua 16n dén ndi d6i tha ctia 6ng, Pompey, ngay 1ap tiic quyét
dinh so tdn nudc Y.



I, Julius Caesar (100-44 TCN): Ldnh tu quan sy va chinh tri, tdc
gia van xudi Latin Idn cua La Md cb dai. Ong dong vai tro then chét
trong su chuyén doi Cong hoa La Md thanh Dé ché La Ma.

Binh doan cta Sporck & dau? Liéu IBM c6 ti bd nhanh chéng vay
khong? Ban khéng can phai la mot thién tai quin su dé biét cube
xam ludc nlia v4i nay sé khong qua thanh cong.

Du doan hay tuyén truyén?

Khi tuyén bd céng thitc méi ngot hon, Coca-Cola ty tin du doan
c6 thé gia ting 1% thi phan mdi nim trong ba nim tiép theo.
Liéu day la mot du doan hay thong diép tuyén truyén? Néu la
tuyén truyen né di tuyén truyén trugt muc tiéu. NhIIng nha
chi huy quin ddi cé tu duy théng suot khong bao gid hoach
dinh lich trinh chién thang.

Douglas MacArthur! khi r&i khéi Philippines vao thang 3 nim
1942 di néi: “T6i sé quay lai” Néu néi thém cum “vao cudi
nim”, danh tiéng clia 6ng sé bi hiy hoai ning né vao thdi diém
6ng 16i ngoai khoi bd bién Philippines nim 1944. That hia lam
gidm nhué khi. Nhitng 18i htta marketing cling nén md hd nhu
18i hita chinh tri. Néu khéng, chting sé 1am suy yéu hiéu qua d6i
quan cta ban.

L. Douglas MacArthur (1880-1964): Danh tudng cuia Qudn dgi My
va la Théng tudng ctia Qudn doi Philippines.

Khi hta chlem dugc Stahngrad va that bai, Hitler mat hon phan
nta danh tiéng quén sy ctla minh. Ong ciing mat di hinh anh
“bac thay tuyén truyén”.

Thuc té ctia xung d6t marketing
B6 qua nhiing 16i 1€ hting bién, r6 rang marketing dang budc vao

mdt ky nguyén mdéi, mdt ky nguyén sé bién nhitng nim 1960 va
1970 chang khac gi budi gidng dao ngoai trdi ngay Cha nhat.



Canh tranh dang trd nén khoc 1iét hon. Tén clia trd choi da trd
thanh “cudp lay cong viéc kinh doanh tit tay ké khac”.

Thanh céng to 16n ctia chiéc iPod thudc hing Apple minh hoa
stic manh cia viéc tin dung “tinh thé it ngd téi nhat”. béi tha
ctia Apple 1a Microsoft va nhiing nha san xuit mdy tinh c4 nhan
st dung hé diéu hanh Windows. Thay vi tan cong truc tiép vao
mdt ddi thhi viing chic, Apple tip trung phan 16n ngudn luc vao
mdt dot tAn coéng canh sudn bang chiée iPod, chiéc may nghe
nhac MP3 § ciing dau tién. Hon niia, sin pham nay di cing mot
website ban iTunes, mot chién Iuge goi nhé lai cadch danh hiép
doéng khong quin va thiét gidp trong moét chién dich tin coéng
quan su.

Khi cdc coéng ty thit nghiém nhiéu cach khac nhau dé ting
doanh s0, nhin chung ho ngay cang tién gan hon dén nhiing
chién lugc chién tranh.

Nhung néu chi ¢ su cdng kich thi sé khong bao hiéu moét chién
ludc quan su tot. Dic biét 1a su céng kich tudng trung cho hoc
thuyét quan tri huéng dén su “hon”. Nhiéu sin phiam hon,
nhiéu dai dién ban hang hon, nhiéu quang cio hon, l1am viéc
chiam chihon.



Pic biét 13 1am viée cham chi hon. Bing cich nao dd, chiing ta
thich tha véi thanh céng néu dat duge né théng qua qua trinh
1am viéc chiam chi. Do d6, chting ta td chiic nhiéu budi hop hon,
viét nhiéu bio cdo hon, nhiéu bién ban ghi nhé hon va nhiéu
ddnh gid quan tri hon.

Tuy nhién, lich st quan su rao giang thuc hanh ngugc lai. Cam
két day ngay ngd dé gianh chién thing bang sy can cu thudng
két thiic trong that bai. Tit nhitng chién hao trong Thé chién thi
I dén nhiing con dudng & Stalingard trong Thé chién thi II, vi
tudng quan nao ra 1énh cho d6i quin ctia minh danh tryc chién
thudng that bai.

Quyét tdm dai dang mudn thadm nhap thi trudng tu déng héa
van phong ctia Xerox khéng phai 12 dau hiéu cho thanh cong
trong tuong lai. P4 1a dau hiéu ctia su thiéu hiéu qua.

Nhiing don ddnh than toc ding thoi diém va it diing stic sé hiéu
qua hon nhiéu. (Ngudi Ptic goidola blztzkrzeg) Khong phai stic
manh cd bap hay nguyén tic dong quén khong quan trong.
Chung van rat quan trong. NhLIng tri khi dot tan cong dugc 1én
ké hoach ding dan, ban dang tit bd 1di thé ctia minh néu dé tran
chién bién thanh mot cudc chién tiéu hao.

Moi khi nghe vi tudng chi huy néi: “Chting ta phai tai gia ting
gdp d6i nbé luc,” ban biét minh dang nghe mot ké that bai.
Nhiing ngon dén khong nhat thiét can phai sang dén khuya &
Armonk. IBM gianh chién thing bang ciach théng minh hon,
chit khong phailam viéc chdm chi hon.
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BAN CHAT CUA CHIEN TRUONG

T phdn tich ddc tinh vi thé ciia ké thii, chiing ta cd thé két ludn vé
cach bo tri quan doi va hanh dong tuong ung theo do.

KARL VON CLAUSEWITZ

rén mait tradn quan sy, dia hinh quan trong dén nbi cac
I tran danh thuong dugc dat tén theo vung dia ly.

Poéng bang Marathon, séng Metaurus, lang Waterloo, thi tran

Gettysburg, d6i Bunker, nii Cassino.

Trén mat tran marketing, dia hinh cling rat quan trong. Nhung
cau héi 1a “G dau?”. Pia hinh & dau? Cac tran chién marketing
dudc danh & dau?

Mot ndi kho chiu va xau xi

Trong cudn sich nay, ban sé doc vé gia tri clia viéc gitt “ngon doi
cao” trong marketing va su can thiét ctia viéc tranh nhiing doi
thi “kién ¢d”. Ngon d6i cao ndm & dau? Nhiing chién hao kién c6
nam & dau?

Néu muodn di ra ngoai danh nhau vdi ké thu, ban nén biét noi
phai dén.

Cac tran chién marketing khong dién ra trong vin phong khach
hang, siéu thi hay hiéu thudc & M§. D6 chi 14 cdc diém phan phoi
hang héa ma thdi, con cdc quyét dinh chon lua thuong hiéu
dién ra 8 mot noi khic.



Cac trin chién marketing khong dién ra & nhiing noi nhu Dallas,
Detroit hay Denver. It nhat khong phdi ¢ mét thanh ph6 hay
mot vung dat theo nghia dia ly.

Cac tran chién marketing dudc ddnh & mét ndi khé chiu va xau
xi. MOt ndi tdi tdm va &m udt vdi rat nhiéu vung ldnh thé chua
dudc khai pha va day ray cam bay danh cho nhiing ké khinh
suat.

Nhiing trin chién marketing dién ra trong tim tri. Bén trong
tdm tri ctia chinh ban va bén trong tam tri cia khach hang muc
tiéu, moi ngay.

e 15CM  —

Cudc chién marketing dién ra trén mot chién trudng rong
khodng 15cm, tAm tri clia khiach hang tiém ning. Pay 1a mdt
khai niém quan trong dé hiéu ban chat cfia marketing. Ban
khong thing bang mdt san pham tot hon. Ban thiang bang mot
nhan thtc tot hon [trong tAm tri khach hang].
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Chiing t6i d3 xuit ban 27 4n pham tin tiic marketing cé tén
“Battleground” (Chién trudng) cho dén khi chin ngiy cht dé
ndy. Muc tiéu 1a phan tich nhiing tinh huéng marketing khéc
nhau tiI géc nhin quan sy. Véi rat nhiéu tinh hudng nghién cttu
lich s{ san cé ngay nay, chting t6i 1é ra cé thé tiép tuc xuit ban
ban tin nay.

TAm tri1a mot chién trudng. M6t dia hinh phtic tap va khé hiéu.

Toan bo chién trudng chi réng hon 15cm. Pay 14 noi cudc chién
marketing dien ra. Ban co gang cd ddng hon va dadnh gidi hon
d6i th tai ngon nui tAm tri cd kich ¢& chi bang qua dua vang.

Tran chién marketing 13 cudc chién hoan toan tri tué trén mot
chién trudng chua ai thay. Chung ta chi cé thé mudng tudng ra
né va diéu dé khién cudc chién marketing 13 mét trong nhiing
linh vuc khé hoc nhat.

Vé ban d6 tam tri



Vi tudng gidi sé can thin nghién cttu dia hinh trudc tran chién.
Tung ngon d0i, ting ngon nui, ting dong séng déu dudc phan
tich dé kham pha ra nhiing ¢ hdi phong thu hay tan cong.

Vi tudng gidi cling nghién cttu vi thé cfia k& thil. Ong ta sé
nghién cttu vi tri chinh xac va thé manh cta titng don vi trén
ban d6 trudc khi tran chién bat dau. Bat ngd 16n nhat 1a khéng
c6 gi bat ngd. Mot vi tudng luén hy vong rang bang moi gia,
minh sé khong bi tan céng bat ngd tit mot hudng khéng ngd téi.

Trong trin chién marketing, hoat dong trinh sat rat khé thuc
hién. Lam sao nhin thau dugc tam tri con ngudi dé thay hinh
thu dia hinh va diém manh ctia ké thu?

Cach duy nhat dé “thim do” tdm tri con ngudi 1a st dung cac
cong trmh nghién cuu vé marketing. Nhu'ng khong pha1 theo
cach truyen thong - héi khach hang muén mua gi. Cach tiép cin
dé cii roi.

Thi ma ban dang ¢d gang tim ra 1a vi thé cia ddi thii. Ai sé hitu
ngon doi cao?

Néu 1am dung, ban cé thé nhin thau tdm tri cla mot khach
hang binh thudng, tu dé xdy dung mét ban d6 hitu ich nhu
nhiing bdn do Michelin ma Patton d4 mang theo doc chiu Au.

Vé ban d6 chién trudng tAm tri cé thé mang lai cho ban moét 1gi
thé to 16n. Hau hét d6i tha cfia ban thim chi con khéng biét tran
chién dang dién ra & ddu. Ho ban rén trong doanh trai ctia riéng
minh: véi sdn pham, d6i ban hang va nhitng ké hoach riéng.

Nhiing ngon nui tam tri

Nhitng m6 ta tAm tri con ngudi ti géc nhin vat 1y chic chan chi
mang tinh hinh tugng. Tuy nhién, cé nhiing hinh tugng nhat
dinh dudng nhu dic biét phit hop dé st dung trong quin su va
marketing.



Marketing Warfare
comesto San Francisco

Hop tac ciing AMR International, chiing t6i t6 chiic vai hoéi thao
& San Francisco va New York. Trong s6 cic dién gid quan sy clia
chiing tbi cé tudéng William C. Westmoreland, d6 déc Elmo R.
Zumwalt va thiéu tudng George Smith Patton (con trai clia
tudng Patton trong Thé chién thi II.)

Co rat it thuong hiéu manh hon Budweiser, ba chii ctia ngon nui
bia. “Ong hoang ctia cac loai bia” 1a mo6t khai niém an du day suc



manh mé ta thuong hiéu Budweiser. Rit nhiéu thuong hiéu da
th nhung chi rat it trong s6 d6 c6 thé lam lung lay vi thé caa
Budweiser trong nganh bia.

Trong chién tranh quin su, nhitng ngon ddi hoic ngon nui
thudng xem 1 vi thé manh, dic biét hitu dung trong phong tht.
Trong chién tranh marketing, ngudi quan ly thudng goi vi thé
manh 13 “ngon nui cao”. Vi vay, cé 18 ngon nui cé thé dude st
dung 1am khai niém chinh trong cudc chién marketing.

Nhung trong chién tranh, mdt ngon nui cé thé bi chiém déng
hoic con bd ngd. Vi du, ngon nui khin gidy bi chiém déng bédi
thuong hiéu Kleenex. Ngon nui tudng ca chua bi chiém déng bédi
Heinz. Ngon ndi may tinh bi chiém déng bdi IBM.

Vai ngon nui dang bi tdn c6ng manh mé. Mot phan ngon nui
cola dang nam trong tay Coca-Cola, nhung lai chiu su tan céng
quyeét liét ti Pepsi-Cola.

Khi khach hang st dung tén thuong hiéu lam danh tu chung,
ban biét ring ngon nui trong tAm tri ho dang bi chiém déng rat
viing chic. Khi ai d6 chi vao hop khin gidy Scott va néi: “Pua
cho t6i hop Kleenex nao,” ban biét ai dang s hitu ngon nui khin
gidy trong tam tri ngudi do.

Phan khuc xé nhé dia hinh

Ai s3 hitu ngon nui xe 6 t6 3 M§? Rat nhiéu nim trudc, d6 1a
Ford. Nhung ngon nui cia Ford di bi chia nhé bdi chién lugc
phan khtic ciia General Motors.

Do dé6, ngay nay la Chevrolet, Pontiac, Oldsmobile va Buick, moi
thuong hiéu sé hitu nhiing thi phan khac nhau ctia ngon ntii xe
6 t6. C6 18 Cadillac cé vi thé manh nhat khi s& hitu phan khtc xe
cao cap dat tién. (Ngay nay, moi ngudi st dung cai tén Cadillac
dé chi sdn pham chat lugng cao. “Pé 1a mot chiéc tivi Cadillac.”)



Nho niam vi thé ddc 1ap viing chic clia minh, General Motors s&
hitu thi phan 16n nhat trong nganh cong nghiép 6 t6 My.

Nhiing ngon nudi nguyén khoi dang bi ddnh chiém va xé thanh
tiing manh, mdi manh thudc s hitu cia mét lanh chiia khac
nhau. Xu hudéng dai han nay nhiéu kha ning tiép tuc dién ra
trong thé ky XXI.

Ngudi dau tién sé hitu ngon nui cé moét lua chon: Md rdng hoic
thu hep. D6i mit véi ké thi1 dang ¢ gang phan khuc thi trudng,
mdt cdng ty cé thé gia ting quin luc dé kiém soat toan bd ving
1anh tho hoic co cum lai € bao vé cin ct.

CREDIT RANKINGS
OF G.M. AND FORD
LOWERED TO JUNK

WEAK SALES CITED BY S5.&P.

Ngay nay, mot 1y do khién General Motors gip khé khin 14 quyét
dinh chién lude ctia ho: phong thii tit ca phan khtc trong thi
trudng 6 t6. Xe nhd, xe tinh gon, xe dat tién, xe thé thao, xe tai
nhd, xe thé thao da dung, xe tai _ General Motors sian xuAt tat ca
cacloai xe.

Ban ning cta cht s& hitu ngon nudi thudng sai. Long tham
khuyén khich thuong hiéu din dau ma réng ngudn luc nham cd
kiém soat tit ca phan khuc. Thong thudng, cong ty nay sé tiéu
hao tit cd ngudn luc chi dé bao vé duge moét phan nhé clia ngon
nui. Nhu Federich Pai dé! titng ndi: “Ai c6 ging phong tht moi
diém nghia 1a chang phong thi gi c3.”

1 Federich Pai dé (1712-1786): Vua clia nudc Phé.

Vay khéng thé phong thii trudc moét ddi thit dang cd chia nhé
ngon nui cda ban sao? May thay, ban cé thé lam dugc. Chién



ludc nay sé dudc phan tich thém trong chuong néi vé chién
tranh phong tht.



6
& VUONG CHIEN LUGC

Hanh ddng ddnh gid ddu tién, toi cao, vion tam xa nhdt ma chinh
khdch va tu 1énh phdi dua ra la thiét 1dp loai hinh chién tranh sé
tién hanh, chit khéng phdi hiéu sai hay c6 gang bién nd thanh thit
gi dé xa la vdi ban chat thuc.

KARL VON CLAUSEWITZ

héng c6 phong cach duy nhit nio dé danh trin chién
marketing. Cé bon cach. Va chon dung loai hinh chién
tranh la quyét dinh dau tién va quan trong nhat.

Panh thé nao tity thudc vao vi thé clia ban trong 6 vuéng chién
lugc. O vudng nay rat dé xay dung cho bat ky nganh nao.

Lay vi du nganh céng nghiép 6 t6 M§ - mdt nganh cdng nghiép
1au d&i va khé thAm nhép. Thuc té 13, ngudi cudi cing mé cong
ty 6 t6 & My con ton tai tdi ngay nay 12 Walter P. Chrysler vao
nam 1925.

Do d6, ngay nay chung ta co6 ti dai gia: General Motors, Ford,
Chrysler va American Motors. Nhung néu Clausewitz con sdng
va budc xudng may bay 3 sin bay Metro, Detroit, 6ng sé nhin
vao tinh huéng nay va 1ap tiic hiéu ra moi chuyén.

D6 khong phai la ti dai gia. Vé mit thi phan, chi cé mot cong ty
16n nhat. General Motors gitt 59% thi truong.

Tat cd nhiing d6i thii con lai cong lai cling khong bang General
Motors. Vé thi phan, Ford nam 26% thi truéng My, Chrysler giit



13% va American Motors gill 2%. Tong clia ba cong ty 14 41%.

Tat nhién, phan tich nay bd qua nhiing chiéc xe nhap khau dai
dién cho 34% thi trtIdng (tuong duong 25% téng thi trudng xe
0 t6 My). NhLIng chiéc xe nhip khau ciing quan trong nhung
muc dich & ddy khéng nham phan tich chi tiét nganh. Muc dich
1a minh hoa bén loai hinh chién tranh marketing, théng qua vi
du vé bon nha san xuit xe & Detroit.

Khéc biét vé sttc manh giita American Motors, Chrysler Ford va
General Motors v6 cung to 16n. Méi céng ty co quy md chi bang
phan ntia d6i th ding trén néd. Khong co su cAn bang trong
cudc dua nay. N6 nhu thé mot ddi bong cap mot, trung hoc, dai
hoc va chuyén ngh1ep dang dugc moi tham gia giai ti hung
Liéu cé ban khoan nao vé viéc ai sé gianh chién thing khéng?

Cudc dau con hon ci chién thiang. Tat nhién, General Motors sé
ghi nhiéu ban hon. Nhiing doi tha con lai dinh nghia chién
thang theo nhiéu cach khac nhau.

Vi Ford, gia ting thi phan sé 1a mét thang 1di 16n.

Véi Chrysler, ton tai ma sinh 15i 14 ¢t &€ tuyén bd chién thing.
V4i American Motors, chi can ton tai 1a da.

Vi mot tinh huéng marketing dudc dua ra, mdi cdng ty sé cé
nhitng nguodn luc khéc nhau, thé manh khac nhau va muc tiéu
khac nhau. Viy thi c6 gi phai bdn khodn néu moi cong ty nén co
mot chién luge marketing khac nhau?

General Motors, Ford, Chrysler va American Motors nén dat
cudc vao loai hinh chién tranh nao? Hiy nhin vao vi thé caa

ting cong ty.

Loai hinh chién tranh General Motors nén trién khai



Pau tién, ai 1a d6i thii cia General Motors? bé1a Bo Tu phap, Uy
ban Thuong mai Lién bang, Uy ban Chiing khoan vi Quéc hoi
My (ca hai v1en).

General Ford
Motors
Chrysler American
Motors

Nganh cong nghiép 6 t6 ndi dia My thudng dudc goi la “Ta dai
gia”.

General Ford
Motors

Chrysler AM

Thuc té, nganh cong nghiép 6 t6 tréng giong “Pai gia va ba ké
con lai” hdn vdi General Motors 14 ké thong tri.

Defensive Offensive

Flanking Guerrilla

Véi quy md ctia minh, General Motors nén trién khai chién
tranh phong tha; Ford 1a chién tranh tan c6ng; Chrysler 1a chién
tranh tan cong canh sudn va American Motors la chién tranh du
kich.
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Nhiing doanh nghlep hung manh da sup d6 thé nao? Ngay nay,
General Motors day rdy nhitng van dé. Van dé nio? GM di ty lam
khé ban than. Cac thuong hiéu clia cdng ty nay canh tranh lan
nhau thay vi canh tranh véi ddi thii. Vi du, viéc tung ra chiéc
Saturn khién Chevrolet, thuong hiéu xe danh cho ngudi méi
mua xe 1an dau, bi suy yéu. Sau d6, khach hang khéng thé phan
biét su khac nhau gitta cic thuong hiéu xe ctia GM. Trong vai
trudng hgp, ching chi khic nhau & cai tén. Do vay, Hiép hoi dai
ly xe Chevrolet 3 Philadelphia d3 cé khai thac thuc té rang chiéc
Pontiac, Oldsmobile va Buick chi 1a nhiing chiéc Chevrolet véi
nhiing badng gia khac nhau.

General Motors khong thé thing bang cich chién thing. Néu né
x6a sO cac ddi thii, toa 4n sé nghién nat hing. Hiy xem nhiing gi
xdy ra véi moét 6ng 16n khac: American Telephone and
Telegraph Company (AT&T) Cong ty nay khong phai doéi thi
ctia tham phéan Greene va B6 Tu phap.

General Motors chi c6 thé thang bang cdch khéng thua. Ho nén
choi chién tranh phong thu.

Nhung chién tranh phong tht khéng nén dudc hiéu 1a hoat
dong phong ngu thu déng. Clausewitz ndi: “Ban than phong tha
12 mot bai tip tiéu cuc, vi nd tip trung vao viéc phan khing
nhiing du dinh ctia ké thu hon 1a xay dung cac toan tinh riéng
cuia chungta.”



Thay vao d6, chién tranh phong thi t6t vé ban chat chinh 1a
chién tranh tan céng véi muc tiéu rd rang — bdo vé thi phan
thoéng tri cia cong ty dan dau.

Ford nén lam gi?

Ford dtng th hai trén thi trudng. Ford cé nguén luc dé tung ra
nhitng dgt tan co6ng. Nhung ho nén tan cong ai?

Nhu Willie Sutton tiing ndi: “Téi cudp ngan hang vi & d6 co
tién.” Ford nén tan c6ng General Motors vi thi trudng nam & dé.

TU gbc @6 toan hoc, rat dé hiéu vi sao Ford nén tan cdng General
Motors. Néu ldy dudc 10% thi phan ti tay General Motors, ho sé
ting thi phan 1én 25%. Néu ldy dudc 10% thi phan ti tay
American Motors, hiéu ting 1én doanh s6 ban hang sé rat khé do
luong.

Nhiing nha marketing thich tan céng ké yéu hon thudng vin
vao 1y thuyét “nhit cai dé trudc”. Tuy nhién, su thit thuang
ngugc lai. Cong ty cang nhé thi cang chién dau ngoan cuong dé
bao vé thi phan nhd bé cia minh véi nhiing chién thuit nhu
gidm gia, chiét khau, kéo dai thdi gian bio hanh. Ping bao gid
danh nhau véi con thu bi thuong.

Chién ludc t6t nhat cia Ford 1a thuc hién chién tranh tan céng.
Ho nén trién khai nhitng dot tin céng vao nhiing diém yéu
trong phong tuyén cia General Motors. LAim sao khdm pha va
khai thac nhitng diém yéu d6 1a chii @é ctia chuong tiép theo.

Chrysler nén lam gi?
Ai cling biét cau tuc ngit: “Trau bo hiic nhau rudi mudi chét.”

Chrysler nén né cudc chién giita General Motors va Ford réi tung
ra nhiing dot tan co6ng canh sudn.



Pay chinh diéu Lee Iacocca di 1am. Nhiing don danh canh sudn
kinh dién vio toan bd nganh céng nghiép 6 t& Mj bao gdm chiéc
mui tran “dau tién”, xe tai nhd dau tién, xe khach sau chd lai
banh trudc dau tién.

 Foral_

Taurus

Ford da tan cong thanh cong General Motors. “Vi khi” tan cong
ctia Ford 14 Taurus, truc tiép nham vao Chevrolet, thuong hiéu
chtt chot clia General Motors. Trong khi Chevrolet gidi thiéu
nhiéu mau xe sedan khac nhau, Ford rét hang ty d6-la phat
trién mot mau xe duy nhat, Taurus. Nhd Taurus, doanh so clia
Ford vugt mit Chevrolet va van giit nguyén vi thé nay cho dén
ngay nay.




Cac ky niang linh dao ctia Lee Iacocca dudc nhé dén nhd cong
xoay chuyén tinh thé & Chrysler. Theo quan diém ctia chiing t6i,
diéu quan trong hon 14 cac k¥ néng chién lugdc ctia 6ng. Chiée xe
tai nhd 13 mot don danh “canh sudn” bic thay, mot quyét dinh
day quan trong dé git Chrysler Corporatlon song sét cho dén
khi Daimler-Benz xuat hién va mua cong ty nay.

Thanh tuu cta Iacocca cang xuat chiing hon néu ban biét xuit
than cfla 6ng. Sau tdm nim & vai trd quan 1y cap cao clia Ford,
6ng bat ngd nhay sang Chrysler véi ddi chut su gitip d& tit Henry
Ford II. Moi ngudi déu doan rang 6ng sé ap dung chién lugc ctia
Ford vao Chrysler. Nhung khéng. Iaccoca xting dang dudc tudng
thudng nhiéu hon vi d3 phat trién mot chién Iuge khac biét, phi
hdp hon rat nhiéu cho tinh huéng ctia Chrysler.

Bao nhiéu vi tuéng marketing c6 kha ning lam diéu tuong tu?
Phan 16n ching ta c6 gang choi tro choi marketing theo cach
ching ta da thanh cong trong qua kh.

Khi nhin lai, c6 mét chién lugc clia Ford ma lacocca 1€ ra c6 thé
ap dung cho Chrysler. D6 la chién ludc tan cong canh sudn bang
chiéc Mustang, chlec xe “cd nhan” hai chdé dau tién. Chinh
Iacocca di phat trién chiéc xe ban chay d6 sau khi thuyét phuc
Henry Ford day ludng lu tin tudng y tudng nay.

American Motors nén lam gi?

Ban cé thé cho American Motors t6i nghiép 18i khuyén gi ngoai
trit hudng tam mat vé phia nhiing ngon d6i, khoac 1én minh
chiéc 4o den va trd thanh tay du kich?

American Motors qua nhd bé dé tan cong General Motors. Ké ca
néu cé thanh coéng ban dau, American Motors ciing khong cé dt
dai 1y phan phéi xe, niang luc san xuit, stic manh marketing dé
duy tri stc tan cong.



American Motors qui nhd dé trién khai nhiing ddt tan cong
sudn vao nganh. Khong qua nhd dé khdi dau mot dot tin cdng
sudn nhu cdng ty nay di lam vdi chiéc Nash Rambler. Nhung né
qua nho dé thong tri mdt phan khtc sau khi 13 ngudi dau tién
tung ra khai niém 4doé.

Linh vyc duy nhat ma American Motors lién tuc gianh thing lgi
14 Jeep. Pay 1a chién ludc du kich kinh dién. Hay tim mdt phan
khtic @t 16n @é sinh 13i cho cong ty du kich, nhung qua nhé dé
hap din ngudi din dau.

Ngon nui tam tri

Hiy nghién ngim lai chién trudng trong tim tri. TAt nhién,
ngon nui la viing dat cao thudc sé hitu cia ngudi dan dau.

Mot thuong hiéu khong dai dién cho bat ky thit gi thi sé vo gia
tri. Thuong hiéu duy nhat ma American Motors s hitu dai dién
cho cai gi dé 1a Jeep. Néu American Motors d6i tén thanh Jeep
Corporation va chi ban Jeep 8 nhiing dai ly ban xe Jeep thi sao?
Liéu Jeep Corporation cé con ton tai dén ngay nay khéng?
Chung t6i nghi 1a cd. Khi Chrysler Corporation mua American
Motors, Lee Iacocca x6a s6 tat ca thuong hiéu ngoai trit chiéce
Jeep. Chuyén gi xay ra néu Chrysler d6i tén thanh American
Motors Corporation va ching ban gi khac ngoai nhitng chiéc
Jeep, xe tai nhé Chrysler va xe tai Dodge? Ba thuong hiéu, ba vi
thé thong tri. Liéu Chrysler Corporation cii cé ton tai cho dén



ngay nay thay vi trd thanh mét bd phan ctia DaimlerChrysler
khong? Ching t6i nghila cé.

Bing qua ngon nui nghia 14 trién khai mét trin chién marketing
tan céng. Hy vong ban sé tim thay mot thung liing hay ké hd ma
d6i quan ctia ban cé thé tin céng xuyén qua dé. Nhung trin
chién nay thudng rat khé khin va ton kém vi ngudi dan dau
thudng sé hitu nhiing ngudn Iuc manh dé cé thé phan céng
manh mé.

Pi xudng nui dé chin nhiing ddt tin céng nghia 1a dang choi
chién tranh marketing phong thd. Va nguyén tac 1a: tan cong tot
chinh 13 phong th tot.

Néu di vong quanh ngon nui, ban dang danh cudc chién
marketing canh sudn. Pay thudng la loai hinh marketing hiéu
qua nhat va it tén kém nhat. Nhung nhitng co héi tung ra cac
dot tan céng canh sudn tot thudng hiém hoi trong nhiéu nganh
hang.

Néu di dudi chan nui, ban dang choi chién tranh marketing du
kich. Ban mudn tim mét 1dnh tho dt an toan dé phong thi. Hay
qua nhé dé ngudi dan dau phai quan tam.
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NGUYEN TAC CHI]?:I:I TRANH PHONG
THU

Vi chinh khdch nhdn ra chién tranh la diéu khéng thé tranh khdi
nhung ludng lu khong tan cong trudc la nguoi co toi vai to quoc
minh.

KARL VON CLAUSEWITZ

phong thu. Tat cid déu dé hoc nhung khé thuc hanh. Tuy
nhién, néu muodn choi tot tro choi phong tht, ban sé
phéi nghién ngam can than va chi tiét nhiing nguyén tac nay.

C 6 ba nguyén tic cin ban trong chién tranh marketing

Nguyén tac phong thi sé 1

Chi c6 ngudi ding dau thi trudng mdi nén cdn nhac choi phong thil.
Nguyén tac nay duong nhu hién nhién nhung thuc su khéng
phai vay.

Chung t6i chua tung gap bat ky cong ty nao khong tu xem minh
1a ngudi din dau thi trudng. Hau hét cic céng ty dinh nghia dan
dau dua trén su sang tao chit khéng phai thuc té thi trudng.
Cong ty clia ban cé thé 1a ngudi din dau & “phia dong séng
MlSSlSSlppl vao sang thi Hai”, nhung khach hang khong quan
tAm diéu nay.



Leadership.

Vi thé din dau chi trd thanh nguoén luc thdc ddy stic manh thuc
su khi né nim trong tdm tri ngudi tiéu diing. Stic manh khéng
dén ti vi tri din dau thuc té trén thi trudng, ma tit vi thé dan
dau trong nhan thic ctia khach hang.

Cac cong ty khong dinh nghia ngudi din dau. D6 1a nhiém vu
clia khach hang. Coéng ty dugc khach hang nhin nhén la ngudi
dan dau mdéi thuc su dan dau.

Hon nita, ching ta dang néi vé ngudi din dau thi trudng chi
khong phai mét ngudi din dau nao dé. C6 rat nhiéu ngudi dan
dau trong nganh cdng nghiép may tinh, nhung chi cé mét IBM,
ké dan dau thuc sy trong tAm tri khach hang va khach hang
muc tiéu.

Sau d0, cé nhiing cong ty sé canh tranh ngai vang d6. Vai doanh
nhan thuc sy tin rang ban cé thé st dung “y chi” dé leo 1én vi tri
din dau. Ho tin vao stic manh ctia tu duy tich cuc. Pau tién, ban
phai cé niém tin vio ban thin trudc réi mdéi ra ngoai thuyét
phuc moi ngudi.

Hiy dep suy nghi dé di. Tu duy tu ltta d6i ban thin khéng cé chd
trong hoat ddng phat trién mot chién luge marketing. Ngoa du
dé gia ting si khi cho d6i ban hang 12 m6t chuyén. Lita d6i ban
than dé roi mic sai 1am marketing 13 chuyén khac. Mot vi tudng
marketing gidi phai nhin nhin ding thuc té dé cé thé linh dao



dua trén sy that. Panh lita ké thi, nhung dting bao gid 1ita doi
ban than.

Nguyén tac phong thi so 2
Chién lugc phong thi tot nhdt la diing cdm tu tdn cong ban than.

Vi thé dan dau mang lai cho bén phong tht mét vi tri viing chac
trong tam tri khach hang. Cach tot nhat dé ca1 thién vi tri 1a lién
tuc tan c:ong né. Néi cach khéc, ban cling c6 vi thé bang cach
gidi thiéu san pham hoic dich vu mdi lam lu md san pham hién
hitu.

IBM la bac thay cua tro chaoi nay IBM thudng xuyén gidsi thiéu
moét dong may tinh 16n mdi véi nhung 1gi thé gia/hiéu suit cao
hon rat nhiéu so véi san pham cii.

Céac d6i thii canh tranh lién tuc chat vat tim cach bat kip IBM.
Muc tiéu di dong khoé danh tring hon muc tiéu tinh.

Mot vi du khéc 14 Gillette. Gillette thong tri thi trudng dao cao
rdu uét v4i sdn pham Blue Blade va sau d6 1a Super Blue Blade.

Gillette d3 bat ngd khi bi d6i thit Wilkinson Sword danh bai trén
thi trudng vao dau thip nién 1960 bang sin phim dao cao
khoéng ri. Sau dé, nim 1970, Wilkinson Sword tiép néi thanh
cong bang san pham dao cao kim loai boc nhua cé “gbc cao tdi
uu nhat”. Luc d6, Gillette bat dau khdi xudng mdt trin chién
phong thii xuat sic.



Gillette tiép tuc chién ludc “tan cdng ban than”. Thanh céng
dang kinh ngac nhat 13 dao cao Mach 3. San phiam nay khéng
chi mang vé 1gi nhuan cuc ky cao ma con chiém dudc mdt thi
phan dang ké. Gan day, Gillette tiép tuc chién lugc phong tha
bang cach gidi thiéu dao cao chay pin M3 Power. (M3 Power 1
mdt tén thuong hiéu yéu hon rat nhiéu so véi Mach 3.)

Gillette nhanh chéng phan céng bang Trac II, dao cao hai ludi
dau tién trén thé gidi. Thanh coéng cta Trac II d3 x4c 1ap hinh
mau chién luge tudng lai cho Gillette. Miu quing cdo cla
Gillette tuyén bd: “Hai ludi thi tot hon mot.”

“T6t hon Super Blue Blade,” nhitng khich hang clia céng ty néi
vdi nhau va nhanh chéng mua san pham mdéi dé thay ludi dao
cao cll. (Tu cudp di cdéng viéc kinh doanh ctia chinh minh con
tot hon so vdi bi ai dé cudp mat.)

Sau nim sau, Gillette tung ra Atra, dao cao hai Iudi cé thé diéu
chinh d3ju tién. M4t 1an niia, sin pham mdi dugc hiéu 1a tot hon
Trac II, dao cao hai lugi khéng thé diéu chinh.

Gillette ciing khéng ngan ngai tung ra Good News, loai dao cao
ré tién dung moét 1an (cling véi hai 1udi dao). Pay la don tan cong



hién nhién vao Bic, cdng ty dang chuan bi gidi thiéu dao cao
dung mot 1an.

Good News khong phai 14 tin t6t véi nhitng ¢d ddng clia Gillette.
Good News c0 chi phi san xuat cao va gia ban ré hon nhiing lugi
dao cao ¢ thé thay dudc ctia Gillette.

Do dé, bat ky ai mua Good News chut khéng phai Atra hay Trac II
thuc su dang khién Gillette mat tién.

Nhung Good News 14 mot chién lugec marketing t6t. N6 ngin
chin co héi thanh cdng ctia Bic trén thi trudng dao cao dung
mdt 1an. Hon nifa, Bic phai chi rat nhiéu tién dé gianh dugc thi
phan khiém tén. Theo nhitng nguén théng tin thuong mai, Bic
mat 25 triéu d6-la trong ba nim dau tién budc vao mang dao
cao diing mot 1an.

Gillette tiép tuc chién ludge khéng ngiing tan céng ban than. Gan
day, cong ty nay gidi thiéu Pivot, dao cao dung mdt 1an cé thé
diéu chinh dau tién. Lan nay, muc tiéu tan céng chinh 1 Good
News.

Gillette van khoéng ngIIng gia ting thi phan & thi trucng dao cao
rau udt. Ngay nay, né chiém khoang 65% thi trudng nay.

Tan cong ban thin cé thé khién 1di nhuin ngin han giam
nhung d6ng thoi mang lai mot 1oi ich cin ban. Chién ludc nay
gitip bao vé thi phan, vii khi téi thuong trong bat ky trin danh
marketing nao.

Trudng hdp ngudc lai cling ding. Bat ky céng ty nao do du
trong viéc tan céng ban than sé mat thi phan va cudi cing mat
vi thé dan dau thi trudng.
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Gan day, Schick da phan cdng bang Quattro, dao cao bon ludi
dau tién. Vay Gillette sé lam gi tiép theo? Tat nhién la gidi thiéu
dao cao nam ludi.

T

Nguyén tac phong thi so 3
Khda chdt nhitng nudc cd ddng gom ctia d6i thil.

Phan 16n cac cong ty chi cé mot cd hoi dé thing, nhung ngudi
dan dau thi trudng lai c6 hai co hoi. Néu bd 18 co hoi tan cong
ban than, ngudi dan dau thi trudng cé thé stta sai bang cach sao
chép budc di canh tranh ctia d6i th. Nhung ngudi din dau phai
hanh déng nhanh chéng trudc khi ke tan céng xac lap xong vi
thé.

Hoat déng danh chan cta ngubi din dau thudng dat hiéu qué
cao hon nhd vao ban chat cfia chién trudng. Hiy nhd rang, cudc
c:h1en dién ra trong tam tri khach hang muc tiéu. Ké tan coéng
can thdi glan dé gay an tuong véi tdm tri. Khoang thdi gian d6
thudng &0 gitp ngudi din dau phan céng.

Nganh cong nghiép 6 t6 M¥ 1a vi du tiéu biéu cho nguyén tic
nay. John DeLorean di néi trong cudn On a Clear Day You Can
See General Motors (tam dich: Vao mét ngay dep trdi ban cé thé
nhin thiy General Motors): “Cho dit Ford gidi hon General
Motors trong viéc cai tién san pham va Chrysler cé thé vugt mit
GM trong linh vuc cai tién ky thuit trong thdi gian téi dong
hanh cting GM, khéng hing nao cé thé cin dudc miéng banh 16n
trong cai banh thi phan bang phan na thi trudng cia GM.”



DeLorean tiép tuc: “GM chua titng tao ra mdt su cai cich quan
trong va dang ké nao ké tit hop s6 hydramatic (1939) va phong
cich than xe cting (1949). Ford di tién phong trong tit c nhiing
thi truong mdi trong khi Chrysler tao ra nhiing cach tan ky
thut quan trong nhu l4i trd luc, phanh trg luc, clta sd dién va
may phat dién 6 t6.”

Nhung ai 1a ngudi nhian dugc su tdn thudng? Tat nhién 1a
General Motors.

D4 1a mit trdi cta ao tudng “su that sé duge phoi bay”. Khach
hang ciing cho rang su thit sé dugc phoi bay. Do dé, ho cho rang
ton tai mot su that bén trong ngudi dan dau thi trudng, dé 1a
san pham ctia GM uu viét hon.

Ngudi din dau cling hudng 1oi tit mét thuc té khac lién quan
dén tdm Iy con ngudi. Trong thi nghiém néi tiéng do Solomon
Asch thudc Pai hoc Pennsylvania thuc hién, rat nhiéu ngudi san
sang bé qua nhitng kiém ching cia ban than dé di theo sd déng.

Khi dude yéu cau ndi chiéu dai cia mét nhém dudng thang lai
va tranh luin v4i mét nhém dudce din trudc phai dua ra nhiing
dap 4n sai, 37% d6i tudng tham gia nhugng bd y kién ctia nhém
sai va theo dé dua ra ciu trd 161 sai.

Stic manh ctia s6 déng hién dién rat rd qua phan tng thudng
thay trong thi nghiém cfia Asch: “Véi t6i, dudng nhu t6i ding,
nhung 1y tri mach bio rang tdi sai, vi t6i khéng tin chuyén cé
qua nhiéu ngudi sai trong khi chi ¢ minh téi dting.”

Trén thuc té, cé rat nhiéu ngudi qua chi1 y dén v kién ctia nhiing
ngudi khac hon y kién cia ban than ho. Néu moi ngudi trong
rap déu cudi, ban sé cho rang bd phim dé hai hudc. Néu khéng ai
cudi, ban sé cho rang boé phim dé té nhat. (P 1a 1y do vi sao
ngudi ta 16ng tiéng cudi vao cac bd phim hai tinh huéng trén
truyén hinh.)



Liéu ngudi din dau nén phong thl trude moi kha ning hay chi
nhiing v tudng dé thanh céng nhat? Tat nhién, chang cé Iy gi
phai phong tht trude nhitng v tudng ngd ngin rd rang, nhung
d4au cé ai ddnh gid ban chi1? Khi chiéc Volkswagen Beetle 1an dau
xuat hién, né thuc su trong rat la ky. Mot cau ndi diia pho bién
cuia cdc hdng xe & Detroit 1a: “Ba thit dugc danh gia cao qua mtic
& My 13 kha ning nau an cia ngudi mién Nam, tinh duc tai nha
va nhitng chiéc xe nudc ngoai.”

Rat nhiéu céng ty phai hoi hin véi nhan dinh qua véi vang cla
minh. Do dé, ngay nay, khau hiéu nhiéu kha ning trd thanh:
“Hay quan sat va xem chuyén gi sé xay ra.”

Nhung d6 cé thé 1a chién thuit nguy hiém véi ngudi din dau.
N6 thudng dién ra rat nhanh. Bat thinh linh, d3 qua tré dé cé thé
tham gia vao tro choi mdi.

Hién tai, dao cao duing moét 1an chiém khoang 40% thi trudng
dao cao. Néu chd dgi va dé Bic thong tri phan khic nay, vi thé
clia Gillette sé yéu hon rat nhiéu so véi ngay nay.

Phong thti rong sé an toan hon so véi phong thd khong day du.
Ludi dao cao thép khong ri cia Wilkinson Sword chua bao gid di
téi dau, nhung Gillette cling van phong ngita né. Chi phi phong
tht nho nhd @6 rat xiing dang. Hiy goi né 1a chi phi bao hiém
néu ban muén.

Tran chién trén ngon ndi Thudc giam dau

Dé 1a cai tén ching t6i dat cho mét trong nhiing don danh chian
kinh dién nhat moi thdi dai. N6 khong chi hoan toan dép tit
budc di canh tranh ctia d6i thtt ma con bién thuong hiéu clia
cong ty nay trd thanh san pham ban chay nhat tai cdc nha thudc
& My.

Nhiing gi xay ra trén ngon nti Thudc gidm dau chiing minh tam
quan trong cta viéc chon thoi diém. Néu mudn phong tha, ban



phai lam ngay. Chd dgi cé thé sé 13 qua tré.

D6 13 Tylenol, mot san pham acetaminophen dugc marketing
bdi Phong Thi nghiém McNeil ctia Johnson & Johnson. C6 gia
cao hon 50% so véi aspirin v dude chao ban chil yéu dén cicy
si va chuyén gia stic khde, doanh sé ban Tylenol vuon 1én din
dau thi trudng.

Ban quan tri Bristol-Myers cho rang day 14 co hdi tot. Do d6, vao
thang 6 nam 1975, Bristol-Myers gidi thiéu Datril véi thong
diép “gidm dau tuong tu, an toan nhu Tylenol”.

Cai khac la muc gia. Datril dugdc dinh gia 1,85 d6-la so véi mtc
gia 2,85 trén 100 vién Tylenol.

Sailam ciia Bristol-Myers 14 tién hanh cac thit nghiém y tudng &
nhiing thi trudng thi truyén thong, Albany va Peoria. Hiy doan
xem ai theo doi cudc thit nghiém bang cip mat chim ung?

Johnson & Johnson giam gia

Hai tuan trudc khi quing cdo vé Datril dugdc tung ra, Johnson &
Johnson danh tin cho Bristol-Myers rang ho chuin bi gidm gia
Tylenol bang gia Datril. Bén canh d6, Johnson & Johnson cling
tung ra nhiing bién ban ghi nhd tin nhiém gidm gi4 sin pham
dang Iuu kho & cac clta hang thudc.

Bristol-Myers cting dau van tung ra dot tan cong bang moi gia.
Ho tham chi con 1én k& hoach céng bo san pham sém hon sau
khi nhin dugc théng tin vé viéc gidm gid Tylenol, véi y nghi
rang chinh sich gid mdi sé mat nhiéu ngay dé cé thé ap dung &
165.000 diém ban 18 trén toan quéc.

Moi chuyén d6t nhién trd nén am i. Johnson & Johnson than
phién véi cac kénh truyén hinh quoc gia, tap chi, Hiép hoi cac
nha sian xuit thudc doc quyén va Hoi dong Cai tién thuong
nghiép My.



Cac kénh truyén hinh qudc gia yéu cau thay ddi ndéi dung quing
c4o. Trong phién ban diéu chinh dau tién, “thap hon 1 d6-la” bi
do6i thanh “Datril ré hon, nhung khéng kém hon”. Johnson &
Johnson tiép tuc phin d6i din dén viéc phai bd luén cum ti
“khong kém hon”. Cudi cling, ca CBS va NBC tit chdi ding quang
cdo cta Datril, mét vién thudc ddng ma Bristol-Myers phai cd
nuot.

Phan Ung cla Johnson & Johnson dat hiéu qua rat cao. Datril
khéng bao gic chiém dudc 1% thi phan.

BRISTOL-MYERS
| 100 TABLETS IL_‘

for the millions who should not take aspirin.

TYLENOL

acetaminophen tablets
safe, fast pain relief .. . without aspinn

Phan tng clia Tylenol trudc dgt tan céng ctia Datril 1a vi du kinh
dién vé viéc ma ngudi din dau can phailam dé bao vé vi thé cla
minh. Sau céi chét clia Datril, Tylenol trd thanh sidn phim sb 1
tai cac nha thudc.

Mét khac, Tylenol thanh cong ruc r8. Xung lyc d6 giup Tylenol
trd thanh thuong hiéu s6 1 thi trudng.

Mot phan vi gia thiap va mot phan vi vu am 1 trén cac kénh
truyén thong, Tylenol trd thanh thuong hiéu s6 1 thi trudng
thudc gidm dau vdi 37% thi phan. C6 lic, Tylenol dat thi phan
cao hon ca Anacin, Bufferin va Bayer cdng lai.



Sau d4, bi kich Tylenol xay ra & Chicago. Bdy ngudi chét sau khi
st dung san pham nay dudc phat hién cé chit xyanua. Nhung
Tylenol sau d6 quay lai tai chiém phan 16n ngon nti Thudc gidm
dau. Ly do 1a khéng c6 thuong hiéu manh sd 2 nao sau Tylenol.
Khong co su chon lua nao khac cho nhitng ngudi dung Tylenol.

Gid nhu Datril it tham lam hon, gi4 nhu Datril trién khai mét
cudc chién tranh du kich thay vi tan céng truc dién... nhung dé
13 ciu chuyén ma ching t6i sé ban dén trong chuong vé chién
tranh du kich.

Hay chuan bi danh tra

Da s6 cac doanh nghiép sé 1am gi khi mét trong nhiing thuong
hiéu chti cho6t bi tan céng vé gia?

Phan tng tiéu biéu 1a “hiy chd xem”. Hiy chd xem doanh sé clia
chiing ta c¢6 bi &nh hudng khéng. Hiy chd xem ddi thti cé thé
tiép tuc cai gid d6 trong dai han khéng. Hiy chd xem khach
hang ctia chung ta c¢6 quay trd lai sau khi s&t dung nhiing san
pham gia thap khoéng.

Cong ty ban sé lam gl néu mét doéi tha 16n bat ngo giam g1a
manh tay> Hiy chuin bi danh trd. Ngudi din dau luén can
chuin bi sdn tam Iy & phan céng.

Ban sé lam gi? Ban c6 chac khong?

Nhu trin chién ngon nti Thudc gidm dau di ching minh, thi
trudng d rong cho ca Tylenol dit d6 ctia Johnson & Johnson va
Datril gid ré ctia Bristol-Myers. Nhung chia sé thi trudng khong
phai 13 chién lugce tdt véi Johnson & Johnson.

Triét 1y song-va-dé-ho-séng khong cé chd ding trong chién
tranh. Nhiing c6ng ty nhu Johnson & Johnson hay Procter &
Gamble khéng bat giit tu binh.



Du trii nguon luc

M6t chién luge hiéu qua khiac véi ngudi dan dau 1a “du trit
nguon luc”.

Khi bén tin coéng stt dung toan bod luc lugng, ngudi din dau
khong nhat thiét phai ding dén toan bd ngan sich marketing.
To6t hon 13 nén chi vita di ngin sach dé “d6i tha biét ché ding
cia minh”.

Hay gilt mot khodn ngin séch duy trit. Néu bén tin céng cé mét
dé xuat hap dan bat thudng, ban van con ngudn luc dé bao vé vi
thé ctia minh.

Anheuser-Busch d3 st dung chién lugc nay rat hiéu qua véi san
pham bia Budweiser. Ho “4n minh” trong mot s6 thi trudng
nhit dinh cho dén khi doanh s6 ctia Budweiser bat dau loang
choang.

Sau d6, ho bt dau trién khai chuong trinh quang cdo hang loat
dé khién Bud chuyén ddng trd lai. Goi 1a “bat nhip”, chién lugc
nay khéng chi gitp bdo toan ngin sdch ma con cé mét khoan du
trit 46 st dung phong khi ddi thd tin céng tong luc.

Clausewitz néi: “Quan sé du trit chua dua vao st dung luén 1a
diém trong yéu ma ca hai vi tu 1énh déu phai cin nhac can
trong.”

Vay con luat phap thi sao?

Mot trong nhiing rang budc khién cac doanh nghiép khéng dam
hanh dong quyét liét 1a noi sg bi trd dlia vé mat phap ly.

Va nbi sg d6 rat thuc, dic biét véi ngudi din dau thi trudng. Hay
nhd lai su sup d6 ctia AT&T. Va vu kién chong déc quyén dai ca
thap ky ctia IBM.



Bén phong thd nén chuin bi trudc mét khoan chi phi phap ly
nhit dinh nhu mdt phan cfia nhiing chi phi kinh doanh théng
thudng. Ralph Nader! ké ciu chuyén khi 6ng hdi mét quan ly
hang khong vé tinh hinh doanh thu. Vi quan 1y tra 15i: “Khong
té, bay 1an tién phi kién tung.”

I, Ralph Nader: Nha hoat déng chinh tri, tdc gia, giang vién va ludt
SU nguoi Mj.

Du viy, nhitng chién lugc phong thii dudc dé xuat & day sé gitp
ban gidm chi phi phéap ly. Chién lugdc tdn céng ban than caa
Gillette chac chan an toan vé mit phap ly hon so véi tan céng
d6i tha.

Hon nita, viéc st dung stic manh chiéu doc d& phong tha thi
trudng cling an toan hon so vdi viéc ma rdng chiéu ngang sang
mdt thi trudng khéc. (Rat nhiéu cbéng ty roi vao cic vu kién
phép 1y vi doanh s6 ban hang lién ddi, chiét khau chung va
nhiing chién thuat khac tin dung vi thé trong mot thi trudng dé
béo vé thi trudng khac.)

Tham phan Irvin Kaufman trong vu Berkey-Kodak di ndi: “S&
hitu stic manh ddéc quyén” khdng bat hop phap. Cai bat hgp
phap 14 viéc st dung stic manh doc quyén d6 dé gianh loi thé
canh tranh & thi trudng khac, “ngay ca khi ban khéng c6 gianh
vi thé d6c quyén & thi trudng kia.”

Hoa binh marketing

Muc dich ctia chién tranh phong thti tat nhién 12 hoa binh
marketing. Canh tranh sé thu hep lai thanh nhiing dgt tan cong
du kich rairac.

Hoa binh marketing la cai ma Kodak da dat dudgc véi phim chup
anh, Campbell’s véi stp va IBM véi may tinh 16n. Nhitng céng ty
nay di théng tri thi trudng clla minh dén ndi trong tdm tri
khach hang khong con cong ty nao dung thi hai.



Tuy nhién, nhiing ngudi din dau nén canh giac. Chién tranh
thudng xay ra song song: cudc chién thit hai do ngudi that bai
ctia cudc chién dau tién khéi xudng. Thé chién thit II do Prc,
qudc gia that bai trong Thé chién tht I, phat ddng. Cudc chién
nim 1812 do Anh, ké bai tran trong Chién tranh Cach mang Mg,
khoi mao.

Gia st hoa binh hoan toan dudc 1ap lai, ngudi din dau cé thé
thay d6i chién lugc. Ho c6 thé chuyén sang chién lugc tdng quat
nganh cht khéng can 4p dung chién luge thuong hiéu nita. Bé
14 1y do vi sao céng ty Campbell quang cdo sup chi khong phai
Campbell’s!. Miu quang cdo noéi: “An stp rat t6t” nhac dén loai
stp danh cho tat cad moi ngudi.

1Y tdc gid la Campbell quang cdo san phdm sup ndi chung, chit
khong phdi san pham stp cua rzeng hédng Campbell. Campbell’s &
dady chi su sé hitu, cé nghia la “cua Campbell”,

Va Kodak ban phim chup anh, chit khéong ch1 ph1m Kodak. “Vi
thaoi gian tr6i” 12 théng diép trong nhitng mau quang cio trén
truyén hinh ctia Kodak.

Khi d3 s& hitu cai banh, ban nén md roéng cai banh chi diing c6
gang gianh miéng banh to hon.

You deserve a break
today.

McDonald's
|

Khi ngudi din dau xac 1ap vi thé thong tri & mot nganh hang
nhu McDonald’s da lam vdi nganh thtic an nhanh, né nén



chuyén dich chién lugc sang md rong thi trudng. Ai 1a d6i tht
ctia McDonald’s? Pé chinh 14 nhiing gia dinh 4n & nha. Pd 1a ly
do mau quang cdo “Ban xting dang dudc nghi ngoi hdm nay” 1a
chién lugc hiéu qua. Nam 1999, t§ Advertising Age bau chon né
14 doan quang c4o sd 1 moi thoi dai. Té 13 McDonald’s khong con
st dung nd niia.
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NGUYEN TAC CHIEN TRANH TAN CONG

Néu khéng thé chiém vu thé tuyét déi, ban phdi tao ra mot uu thé
tuong déi ¢ diém quyét dinh bang cdch st dung tai tinh nhiing gi
dang co.

KARL VON CLAUSEWITZ

é ly thuyét, khong cé chién lugc marketing tot. Chién
s } ludc tot thi té. Chién ludc té thi lai tot. TAt cd phu thudc
vao ngudi dung.
Trén thuc té, chién ludc tin cdng ciing chinh 1a chién ludc
phong thii, nhung theo hudng ngudc lai. Hai loai chién ludc nay
gan nhau dén ndi rat khé phan biét.

Chién ludc tot véi nha linh dao nay sé 1a chién lude xau véi
ngudi con lai, va ngudgc lai. Do d6, ban can lién tuc can nhac vi
thé thi trudng hién tai trudc khi ap dung chién lugc.

Ngudi din dau nén choi phong thii, khong phai tin cdng. Chién
tranh tan céng 1a cudc chai clia ngudi thit 2 hay thit 3 trong mot
thi trudng nhat dinh. Nhitng d6i tht ndy dd manh dé t6 chiic
mét dot tan céng 1au dai vao ngudi dan dau.

Khong ai c6 thé cho ban biét thé nao 1a “dd manh”. Cling nhu
chién tranh quan su, cudc chién marketing 1a mot loai nghé
thuit, khéng phai khoa hoc. Ban phai tu minh danh gia.

Trong mot s nganh, vai céng ty cé thé du manh dé tung ra
nhiing dot tan céng vao ngudi dan dau. J nhiéu nganh khac,



khong ton tai cong ty nao nhu vay. Sé rat dién rdé khi BUNCH
(Burroughs, Univac, NCR, Control Data va Honeywell) trién khai
mot dgt tan cong vao IBM trong linh viuc may tinh.

Néu céng ty clia ban dt manh, ban nén tan céng. Cé ba nguyén
tactan céng co ban.

Nguyén tic tan cong so 1

Yéu té can nhdc chinh la thé manh clia ngudi dan dau.

Nguyén tic nay gidng hét nguyén tic dau tién trong chién tranh
phong thd. Nhung ngudi dan dau tap trung vao ban than minh

dé dang hon va nhiing c6ng ty xép thit 2 hay tht 3 khé tap
trung vao ngudi dan dau hon.

Vao thdi c6 dai, ngudi Trung Quéc tin rang Am duong dai dién
cho vil tru, dudc tao ra theo mot thé thong nhat hoan hao. Am
1a nit, duong 1a nam. Am 14 thu ddng, duong 1a cht ddng. Chién
tranh tan cdng va phong thi gan chit vao nhau theo cach tuong
tyu. Chién ludc tot cho bén phong thd thudng 1a chién luge
khong tot cho bén tan cdng, va ngudc lai.



The Curse
of Benjamin Franklin Goodrich:
— jHis Name.
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Rat khé dé trd thanh ngudi din dau khi ban cé mot cai tén (BF
Goodrich) gan giéng tén thuong hiéu clia ngudi din dau
(Goodyear). Thay vi chay quang cdo dé gidi quyét van dé nay,
Goodrich 18 ra nén thay tén déi ho.

Hau hét cac cong ty chi nhu nhﬁng dita tré. Ho mu6n “tu minh
lam”. Phan ung ngay lap ttic clia ho trudc mot van dé marketmg
la nghlen cttu chinh ho. Can nhic nhiing thé manh va diém yéu
ctia ban than, chat lugng san pham, ddi ban hang, giad ca, hé
thong phan ph01 bélaly dovisao phan 16n cac cong ty két thic
bang viéc ndi va hanh ddng nhu thé ho 1a ngudi dan dau.

Cong ty thu 2 hay thl 3 nén tap trung vao ngum din dau: San
phim cla I'lglIO'l din dau, d6i ban hang ctla ngudi din dau,
chinh sich gii clla ngudi din dau, hé théng phin phéi cla
ngudi dan dau.

D cdng ty thit 2 ¢ manh thé nao trong mét nganh hang hay
dic tinh sdn pham, né khoéng thé gianh chién thang néu dé
cling 1a thé manh cta ngudi dan dau.

Ngudi dan dau s3 hitu vi thé viing chic trong tdm tri khach
hang muc tiéu. Dé chién thing trong cudc chién gianh tam tri,
ban phai gidnh 13y vi thé cia ngudi dan dau trude khi xép sau
ho. Thanh c6ng théi khéng d; d6i thii phai that bai. Pic biét 1a
ngudi dan dau.



Nhiéu niam trudc, Schenley Industries gidi thiéu Ne Plus Ultra,
mdt loai whiskey 12 nim tudi véi gid dit nhat thi trudng.
Schenley rat ky vong vao Ne Plus Ultra — tén tiéng Latin cfia san
pham nay 13 “khdéng gi sanh bang”.

Cht tich bdé phan ban hang néi: “Néu khach hiang ném tht thi
rugu nay, chung ta sé khéng gap van dé gi. N6 rat mugt ma.”

Ném thtt khong phai 1 van dé. Van dé 1a Chivas Regal. Doanh s6
ctia Ne Plus & cac clta hang rugu nam & muc D-. Va hau nhu
khéng ban dugc & cdc nha hang va quan rugu. (C thit ndi véi
ngudi pha ché loai rugu yéu thich ctia ban: “Téi mudn mot ly Ne
Plus Ultra” xem sao.)

Nhu cau tip trung vao doéi tht chit khéng phai ban than dudc
minh hoa bang mét 4p phich dudc phan phat rong rii trong Thé
chién thtt II. Tai thdi diém d6, bao toan thuc pham 14 méi quan
tdm chinh ctia Chinh pht My, do d9, ho in ra nhiing 4p phich
khich 16 1ong yéu nudc. Ap phich ding tai dong chit: “Thuc
pham sé chién thing.”

M6t binh linh M§ nhin vao miéng luong khé nhat nhéo ciia
minh va néi: “T6i biét thuc pham c6 thé giup chién thang,
nhung lam sao chiing ta bat quan thu dn né bay gic?”



Theo truyén thong, Scotch 1a mét loai rugu whisky trén, nhung
Glenlivet va nhitng thuong hiéu khac di gianh thi phan tit cac
thuong hiéu din dau bang cach tung ra loai whisky Scotch chi
lam tU mot loai mach nha. Thay vi c6 ging trd thanh loai
whisky trdén ngon hon, chién lugc khén ngoan hon 14 trd thanh
mot loai whisky khac biét.

Khién quan tht in né 13 muc dich chinh cfia chién tranh tin
cong. Nhué khi cé thé mang tinh quyét dinh. Trong tam nén la
lam suy gidm nhué khi ctia quin thu.

Nhung khéng dé dé cong ty ding s6 2 thi trudng lam theo v
tudng nay. Do d6, phan 18n cic ké hoach marketing déu hudéng
dén viéc “gia ting thi phan cia ching ta”. Trong mot thi trudng
nhit dinh, ¢ sdu cong ty cé thé phat trién cac ké hoach
marketing v4i nhitng muc tiéu gia ting thi phan tudng tu nhau.
Chua ké dén nhiing ké hoach tham nhip thi trudng cfia cac cdng
ty méi. Vi vy, nhitng 15i htta marketing dién hinh hiém khi
dugc gilt dung.

Mot chién luge tot hon cho cdng ty ding thit 2 1a nhin vao ngudi
dan dau va tu héi ban than: “Minh cé thé lam gi dé giam thi
phan ctia ho?”



¥ ctia chiing t6i khéng phai 1a 1am gidm stic manh cia ngudi
din dau bang cich danh bom nhi may hay pha hoai nhiing
trung tam chuyén hang cfia ho. P4 13 cadch nhin nhén cudc chién
marketing mang tinh vat ly.

Ping bao gid quén rang tran chién marketing 1a bai tap tam tri
va chién trudng 13 tAm tri con ngudi. Tat ca cic hanh ddng tan
cong déu nén hudng vio muc tiéu dé. Phao binh ctia ban chinh
la ngbn ngii, hinh &nh va 4m thanh.

Nguyén tic tan cong thi 2

Tim diém yéu c6 hitu trong thé manh cia ngudi dan dau va tan
céng vao do.

Ban khong doc nham dau. Pung 14 chiing t6i da viét: “tim diém
yéu c6 hitu trong thé manh ctia ngudi dan dau”, chi khéng phai
trong diém yéu ctia ngudi dan dau.

Doi khi, ngudi din dau cé nhitng diém yéu khong phai 1a mot
phan c6 hitu trong thé manh ctia ho. Ho cé thé chua phat hién ra
diém yéu d6, xem né khong quan trong hodc quén mat no.

Gia Tylenol cao (2,85 dd-la cho 100 vién) khong phai 1a diém
yéu cb hitu trong thudng hiéu ctia Johnson & Johnson. Lugng
acetaminophen chta trong 100 vién Tylenol 325mg cé gia
khodng 5 xu. Johnson & Johnson cé thé dé dang gidm gia
Tylenol nhu cich ho di 1am véi nhiing hiéu Ung chét ngudi
danh cho Datril.

Gia thanh cao cling khong phai 1a diém yéu co hitu ctia IBM. Nhg
quy md san xuat, IBM cé chi phi san xuat thap nhat nganh. Tan
cong gid IBM 1a mot dong thai mao hiém vi céng ty ndy cé ning
luc tai chinh dé kiém tién & hau nhu bat ky muc gia nao, du thap
dén dau.



Mercedes-Benz san xuit nhitng chiéc xe 18n, thodi mai, danh
gia, do d6 BMW tan c6ng bing nhiing chiéc xe nhd, nhanh nhen
hon. “Cé may t6i thugng” 1a cich BMW dinh vi ban thin. Ngay
nay, BMW ban nhiéu xe hon Mercedes & thi trudng M§ va hau
hét cac quoc gia trén thé gidi. Chiing t6i khuyén cac khach hang
nén “di ngudgc lai ngudi dan dau”, mot phién ban clia nguyén tic
tan coéng s6 2: “Tim diém yéu cd hitu trong thé manh cia ngudi
din dau”.

Nhung cé mot loai diém yéu khac, diém yéu dén tit thé manh.
Nhu mau quang cdo ciia Avis tiing ndi: “Hay thué xe cluia Avis.
Cé it ngudi xép hang & quay ctia chung téi hon.”

Vi khong thé giam lugng khach chd, Hertz rat khé dé phan
khang lai chién Iuge nay. Pay 1a diém yéu c6 hiiu trong vi thé
ctia Hertz, cong ty cho thué xe 16n nhat, va ciing nhu & phan 16n
nhiing ngudi dan dau.

Thanh c6ng duy nhit ma American Motors tao ra trong nhitng
nim gan day 1a Ké hoach Bao vé ngudi mua, mot ddt tan cong
vao dich vu toi té ctia phan 16n cac dai 1y clia General Motors.
Cling nhu Hertz, General Motors 1a nan nhan cta thanh cong.
Pai ly cang ban nhiéu xe thi cang gip phai nhiéu van dé véi dich
vu hau mai.

Khoéng nhat thiét ltc nao ciling phai né tranh viéc tan céng gia.
Khi gia 13 diém yéu co hitu trong thé manh, tin cdng gid sé hiéu
qua. Pon ¢l nhu trudng hop clia Cuc Quang cdo Radio, mét to
chitc khuyén khich quang cdo qua radio.



Ai 13 ngudi din dau nganh quang cdo truyén théng? Truyén
hinh. Truyén hinh khéng chi c6 doanh sé quang cido 18 ty d6-la
moét ndm, nd con chiém linh tdm tri cia phan 16n ngudi mua.

Truyén hinh manh & dau? Mot trong nhitng diém manh 1a su
lan tdéa ctia nd. M6t chuong trinh nhu Super Bowl c6 thé vuon
t3i 60% cac ho gia dinh & My.

Piém yéu clia truyén hinh nim & dau? Pé chinh 13 d6 pht séng
téi tat ca cac hd gia dinh sé rat dat dé. Mot phiit quing cdo trén
chuong trinh Super Bowl cé gid hon 1 triéu d6-la. Va gid méi
ngay mot cao hon.

Thé chién thi II tiéu tén cia Chinh ph My 9.000 d6-la méi
phut. Chién tranh Viét Nam cé gid 22.000 d6- la mét phut. Va
muic gia quang cao trén Super Bowl hién tai 1a 1 triéu d6-la mét
phut. Chién tranh dit d3, nhung marketing cting khong ré chut
nao.

“Lam sao thoat khéi néi khd quang cdo dit dé trén truyén
hinh?” Cuc Quang cdo Radio dit ciu hdi. Va dap 4n 1a R-A-D-I1-O.

Ai cling biét radio khéng dit tién. Nhung dé moi ngudi nhé dén
diéu nay, gid quang cao radio ré tién phai di cung véi gid quang
cdo truyén hinh dat dé.




Listerine 14 loai nudc stic miéng cé vi rat té ting khoe khoang
rang: “Vi nudc sic miéng ban ghét. Hai 1an mbi ngay.” Scope trd
thanh thuong hiéu manh s 2 bang viéc di theo huéng ngudc
lai: nudc stic miéng cé vi thom ngon.

Tan cong tap trung
truc dién hep

e 3
"

W

Dan quan truc dién réong

A4 v v W

F-L.J-'-"'Iﬁ.___.—-—l-_____*..-—"—_

L

C6 18 ban sé nghi rang mot ddt tan coéng truc dién hep hién
nhién t6t hon dan quén truc dién réong. Nhung rit nhiéu nha
quan ly nghi ngudc lai. Pon ¢t nhu cudc chién gitta Dell va
Hewlett-Packard. Dell cé mot dong san pham hep ban truc tiép
dén khach hang. Hewlett- Packard cé rat nhiéu san pham ban &
nhiéu kénh phan phéi khac nhau. Céng ty nao cé chién lugc tot
hon? Tat nhién 14 Dell.

Nguyén tac tan cong so 3

Trién khai cudc tdn cédng vao mdt trdn cang hep cang tot.

T6t nhat 13 chi tdn cong bang mét sén phdm duy nhit. “Toan
dién” 1a thi xa xi chi nguGi dan dau mdéi dam lam. Chi nén tan

cong bang nhitng dong sdn pham hep, t6t hon hét 1a chi sit dung
mot sdn pham duy nhat.



Pay 1a mot diém ma cdc nha marketing c6 thé hoc héi tif quan
su. Trong Thé chién thit II, nhitng dot tan cdng thudng dudc
trién khai 3 mdt pham vi rat hep. P6i khi chi 1a doc theo mét
con dudng cao toc duy nhat. Chi khi tidn cong d6t pha thanh
cong, dot tin cong mdi dude md rong ra dé chiém dat.

Khi tan céng truc dién hep, ban dang s dung nguyén tic ddng
quin. Ban dang dan quin hep dé cé uu thé cuc bo. Clausewitz
néi: “Néu khong thé cé duge vu thé tuyét ddi, ban phai tao ra
mdt vu thé tuong ddi & diém quyét dinh bang cach st dung tai
tinh nhiing gi dang c9.”

Ddi quan marketing nio c6 giang gianh cang nhiéu dat cang tot
théng qua tan cdng toan dién véi nhiéu san pham khac nhau
chic chian trong dai han sé mat tat ca dat dai di cé. Va ho sé con
mat nhiéu hon niia.

Nhung rat nhiéu céng ty ding thit 2 hay thu 3 lai dang c6 ging
lam diéu d6. “Chuing t6i khong thé bd qua bat ky thi trudng xe 6
t6 nao 8 My,” Chu tich Lynn Townsend ctia Chrysler néi. D6 1a
thai d6 din dén nhiing van dé ctia Chrysler trong qua khtt.

Va ngudi diing dau American Motors di céng khai than phién
rang AMC chi mdi tham gia vao 25% cac dong san pham trén thi
trudng. Cé nghia 1a tiép theo, AMC sé md rong dong san pham
va theo dé tu 1am sut gidm doanh s6 ctia chinh minh.

Ké yéu nén phong thii

Pay khoéng phai chuyén David médi ngay budc ra va danh bai
Goliath!. Chién tranh tan céng khéng phai nhiém vu don gian.

1. David va Goliath ké vé cGu bé chdan citu David nhé bé chi véi mot
cuc dd va mot chiéc né cao su dd ddnh bai gi khong 16 Goliath. Ké
tir d6, David va Goliath trd thanh biéu tuong cho chién thang cua
nhitng ké yéu thé trudc nhiing ga khong 10.



Nguyén tic s6 2 clia Clausewitz ndi rang ké yéu nén phong thii.
Cac s0 liéu thdng ké cho thay phan 16n nhitng dot tan cdng sé
that bai. Trong mot khao sat trén 600 cdng ty trong giai doan
hai nim, chi 20% s6 cong ty ting dudc thém 2% thi phan mdi.
Noi cach khéc, 4/5 cdng ty gianh dudc nhitng thing lgi khéng
dang ké hay thuc té @3 mat di thi phan.

UPRISING

How a ragtag band
of software geeks
Is threatening
Micresoft and Sun=
and turning the
computer world
upside down

Linux trd thanh mét thuong hiéu 16n khi di theo huang ngugc
lai v6i Microsoft Windows. Windows thu tién; Linux mién phi.
Windows cé ban quyén; Linex 1a phan mém ma ngudn mé...

Khi nhin vao tudi ddi clia cdc cong ty, ban c6 thé thdy thi phan
dong bang thanh nhiing khoéi c6 dinh qua thoi gian. Thé chién
thi I di bién thanh mdt cudc chién & nhiing chién hao, nai cac
thang loi chi tinh bang thudc Anh?! chit khéng phai dam?2.

I 1thudc Anh=0,914m.

2. 1ddm = 1.609,34m.

Trong nhiing céng ty dudc khao sit, 40% so6 cong ty dudi 5 nim
tudi co thi phan gia tdng. Chi cd 17% s6 cdng ty tit 20 ndm tudi



trd1én gia ting thi phan.

RS rang, chién tranh tan céng chi 13 trd choi cho nhiing nha
marketing quyét doan va tai tinh nhit. Nhung ban cé thé gia
tang cd hoéi gianh chién thiang bang cach phan tich ki ludng thé
manh ctia ngudi dan dau.

DPiém yéu trong thé manh

Ton tai nhiing diém yéu trong thé manh, néu ban tim ra né. bén
chang Achilles con c¢6 cai gét chan chi ti.

Khi thi phan ctia mot céng ty di qua mdt cdét moéc nhat dinh, né
sé trd nén yéu hon, chtt khong manh 1én. Nhiing thuong hiéu
chiém 60, 70, 80% thi phan nhin cuc ky viing chii nhung d6i
khi cling rdt mong manh... néu ban tim ra dudc diém yéu cd
hitu trong thé manh cfia ho.

Don ctt nhu phim chyp dnh mau nghiép du. Pay 1a thi trudng ty
dé 8 My va Kodak chiém 85% thi phan. (Bién 1gi nhuén trudc
thué ctia Kodak dugc bdo cdo lalén téi 50%.)

Cong ty nay 1a con quai vit mau vang vdéi chiéc vudt to 16n. bé
tan c6ng thanh céng mdét con quai vit nhu viy doi hédi mét
chién lugc dudc tinh toan can than.

Quén gia di. Véi bién 1gi nhuan cao, Kodak cé thé gidm gia phin
nla ma van kiém ra tién. Hon niia, gid thanh phim chua téi
phan nlia gia tri ca gdi sdn pham. Phan 16n nhitng ngudi chup
anh nghiép du st dung phim in mau phai rta va in, mét qua
trinh thudng tén kém hon rat nhiéu so véi tién mua phim.

Quén chat luong di. Phan 16n ngudi chup anh khéng cé kha
ning phan biét chat lugng. Thim chi néu cé thé tao ra mdt cudn
phim mau véi chat lugng khéc biét rd rang, nha sin xuat phim
mau 16n nhat thé gidi — Kodak, cling cé thé bat kip trong khoang
thdi gian ngan.
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Piém manh nao cung c6 diém yeu Nhu Yogl Berra tu:ng noi:
“Khéng ai di dén d6 nita, né qua pho bién rodi.”

Phim chup dudc san xuit gidng nhu cach thu hoach chuéi. N6
dudc san xuat “xanh” va chin dan & kénh phan phoi.

Quén viéc tim kiém mot diém yéu don thuan di. Hiy lat ngudc
van dé va nhin vao nhitng thé manh ctia Kodak. Kodak manh &
dau trong thi trudng phim chup anh?



Pap 4an 13 moi ndi. Su xuit hién khap noi ctia chiéc hép mau
vang nhd (y ndi logo Kodak) 13 mot trong nhitng thé manh
chinh ctia hing.

Ban c6 thé mua hép phim Kodak & bat ctt ddu. Tai hau hét moi
siéu thi, nha thuoc quay bao hay ctta hang banh keo khip nudc
My. 3 My, cé gan 200. 000 diém ban phim Kodak kém t& hudng
dan dudc in ra tdm thit tiéng.

Hién dién khap noi 1a mét 1gi ich khong 16 véi ngtIdl su dung
ph1m Ban c6 thé mua hop phim Kodak & bat ctt ndi ndo trén thé
gidi. Vi ngudi stt dung phim thich tiéu chuin héa bang mot
thuong hiéu, Kodak 12 mét lua chon hién nhién.

P4u 1a diém yéu c6 hitu trong thé manh nay? Néu nhin vao cai
hdp, ban s& thay han “x{t ly trude”. Kodak san xuAt phlm chup
anh tuong tu cach Brie san xuat phd mai va Chiquita san xuat
chudi. Kodak sian xuit phim “xanh” va né sé chin dan trén ké
ban. Néu phim chin qu4, ban in s& mat mau, chuyén sang mau
hong va tam anh rita ra sé 1a ndi that vong 14n.

Kodak chap nhan rti ro cho nhitng cudn phim bi chin & nhiét d6
thudng dé hién dién & khap moi noi.

Ciing nhu chudi, phim mau cé thé dudc sin xuit & dang “da
chin”. NhLIng khéng nhu chuéi, phim mau sé gni nguyén hién
trang néu dudc gitt trong tu lanh. (Do la ly do vi sao ph1rn chup
Kodak chuyén nghiép dugc san xuit chin va gilt trong ti lanh
cho dén khi ban.)

Do d6, chién lugc tan céng danh cho d6i tht cia Kodak 13 trién
khai phim mau trong tt lanh dau tién cho thi trudng phim chup
nghiép du. Hiy dit tén san pham nay 1a “Trucolor” dé truyén tai
y tudng rang phim khoéng bi hdng trén quay dén khi ban mua
no.



Tat nhién, ban khéng thé ban phim Trucolor tai cic diém ban
ctia Kodak vi rat nhiéu diém ban khong cé t lanh. Chang sao ca.
Va Kodak ciing di khoa chit cac diém ban d6. Chting khéng can
mot thuong hiéu khac.

Ban cé thé ban phim Trucolor & quay ddéng lanh trong siéu thi.
Hiy ban mot goéi sau cudn va yéu cau khach hang gitt phim
trong t1 lanh cho dén khi st dung.

Biét dau mot ngay nao do sé cé mot ngin dung phim bén canh
ngin dung bo trong chiéc t1 lanh Frigidaire ctia nha ban.

Photographic film.

[ O rk?

Dé canh tranh véi Kodak, ching t6i dé nghi 3M gidi thiéu mot
loai phim san duing ngay khi dugc san xuat ra véi tén goi
Trucolor.
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Ban canh tranh véi mén stip din dau thi trudng ctia Campbell
thé nao? Péng gdi sup ctia ban trong vé hdp thiy tinh hay nhua
va sau do6 “néi xau” chiéc lon sat. Vai nha san xuat sup lam diéu



dé nita voi. Ho nhan manh diém tich cuc (thiy tinh), nhung
khoéng nhan manh cdi tiéu cuc (chiéc lon sat sé bi ri).

Nhung trudc hét, phai cé ai @6 phai nhan ra tiém ning cta
Trucolor vi cdng ty san xuat phim 1én thi hai 3M da tit chéi ap
dung y tudng nay. 3M chac chan con cach Kodak rat xa.

C6 thé 4p dung tu duy tuong tu dé chdng lai bat ky thuong hiéu
16n va hién dién & khap moi noi ndo. Vi du, 1am thé nao dé chién
dau véi stp Campbell? Quén huong vi va gia thanh di. Thuc té,
hiy quén tat cd moi thit bén trong cai lon va tip trung vio ban
than cailon. P 14 diém yéu ctia Campbell.

Nhitng chiéc lon sé bi ri. Nhung Campbell c¢é nhiing thiét bi san
xuat lon tri gid hang trim triéu d6-la ma ho khong thé tit bd dé
dang. Péi tht mdi khong phai chiu rang budc tuong tu. Vi thé,
cong ty nay cé thé thit nhiing chiéc hdp nhua, thiy tinh hay vé
hop vo trung. Sau do, hay choi tro “da lon” véi Campbell.

Du’ng ky vong cé cong ty nao nhanh chéng chap nhan nhiing y
tudng nay. Cacy tLIdng tan céng thong minh vé cling khé ban vi
chiing mang ban chat tiéu cuc bén trong. Chung di ngudc lai “tu
duy tich cuc” in sdu bén ré trong phan 16n tdm tri cia nhiing
nha quan tri.

Loi ich cda tu duy hep

Mot y tudng kho ban khac 1a Federal Express. Fred Smith da bi
gido su ctia minh tai Pai hoc Yale cho diém C khi np bai viét mé
td mo6t khai niém chuyén phat méi.

Nhung Smith khéng nan long. Mot thép ky sau, Federal Express
1a d6i thu sinh 16i trong nganh vin chuyén hang hda... sau khi
cong ty nay nhan dugc 80 triéu do-la von dau tu mao hiém.



Federal cé rat nhiéu thi dé lam. Hé thong dudc thiét ké dé
chuyén nhiing géi buu kién va phong thu khoéng ning qui
31,8kg. P4 1a dich vu van chuyén bang dudng hang khéng dau
tién van hanh d6c quyén théng qua md hinh hub-and-spokes?.
Moi thtt khéng di chuyén tit diém nay sang diém khac ma cac
goéi hang dugde chuyén dén mét truc trung tim & Memphis dé
sang loc va chuyén di bang may bay.

I, Mé hinh hub-and-spokes (tam dich: truc banh xe va nan hoa): Hé
thong dudc sut dung cho viéc phdn phéi hang hda cé kich thudc hodc
tai trong nho, gitip gidm thiéu chi phz’ luu trit va chi phi van chuyén
cho khdch hang cd nhan. Gidi phdp nay rat hitu hiéu khi phan pho'z
mot Zudng lon cac mon hang dudc dat va nhan & nhiéu dia diém
trong cung mot qudc gia.

Overnight.

Dé kiém tra chién ludc marketing, hiy tu héi ban than: “Ching
ta muodn s& hitu tit khda nao trong tam tri khach hang?” Federal
Express quyét dinh thi s3 hitu tit khéa qua dém, va trd thanh
mdt hién tudng thanh coéng. Ngay nay, ho dang ¢d gang s hitu
tit khéa nao? Chiing t6i ca 1a phan 16n moi nguéﬁ khéng biét dén
thong dlep “Thoai mai di, d6 1a FedEx”, du cong ty nay da chi ra
cd mot gia tai dé quang cao (88,5 triéu do6-la trong nam gan
day). FedEx nén quay vé théng diép ban dau: “Khi mén hang ctia
ban chic chin phai duge chuyén trong dém”. Ham v 3 day 1a néu
c6 kha ning chuyén hang qua dém tuyét vdi, cdng ty nay ciing
c6 thé cung cip nhitng dich vu chuyén phat trong hai va ba
ngay tuyét vai.



Khai niém hub-and-spokes 1a budc dét phd vé céng nghé, tuong
tu nhu cung dai trong tran Crecy nam 1346.

Federal khong thanh cdng chi sau mot dém véi “chiéc cung dai”
& Memphis. Pau tién, Federal thit canh tranh véi nhiing hing
van chuyén hang khéng nhu Emery va Airborne biang ba nhém
dich vu: Uu tién Mét, Hai va Ba (cho hang giao qua dém, hai
ngay va ba ngay). Mau quang cio ctia Federal Express cin ban
tuyén bd: “Chung téi dung may bay va xe tdi clia minh nén
chiing t6i dang tin hon va tén it chi phi hon.”

Do 12 mot sai 1am. Hai ndm dau, céng ty thua 16 29 triéu d6-la.
Tan cong toan dién la thu xa Xl chi danh cho ngutdl din dau.
Nguyén tic tin cong s0 3 ndi rang trién khai cudc tdn céng vao
mdt trdn cang hep cang tot.

Thé 13 Federal tai ciu trtc t6 chiic va thay d6i chién lugc
marketing. Trong tim nam & Uu tién M4t. “Khi mén hang clia
ban chic chin phai dudc chuyén trong dém”, miu quing cio
phat séng rong rii trén truyén hinh nay 1a budc ngoit cho chién
lugc mdi.

Qua nhiéu nim, két qua tit chién Iuge tu duy hep nay rit ngoan
muc. Ngiy nay, Federal Express thong tri thi trudng chuyén
hang buu kién nhé. Ho van hanh vdi khoan doanh thu trén 1 ty
d6-la mot nam, bang Emery va Airborne cdng lai.

Bat 10i ctia tu duy rong

Mot cong ty di hoc cach danh gid cao nhu ciu tin cong bang
mdt sin pham duy nhat 14 Management Science America, nha
cung cap phan mém mady tinh 16n doc 14p 16n nhat. MSA cd ging
tham gia vao nganh phan mém mady tinh c4 nhan véi viéc mua
lai Peachtree Software.

Nhung MSA tiép tuc diéu hanh Peachtree nhu thé ho 14 ngudi
dan dau, chit khong phai cong ty diing hang 2 hay hang 3 trén



thi trudng. Trong mot dong thai dién hinh, Peachtree tungra 25
phan mém khac nhau trong mét chién dich cé tén “Vu nd Bing
Bang”. Chi tich cia MSA tu hao ndéi rang bang cich thuc day
chat luong ctia “dai gia dinh” nhitng chuong trinh may vi tinh,
Peachtree sé vugt qua nhiing cong ty nhu Lotus Development vi
cong ty @6 chi dua vao moét san pham thanh céng duy nhat 1a
((1_2_3”'

Vu nd Bing Bang clia Peachtree di kém mdt chién dich
marketing khéng 16, bao gdbm mot chuong trinh quing cio
khiing. Chua day hai nim sau, MSA tuyén bd thuong vu dau tu
mao hiém vao nganh phan mém ca nhan di that bai va thong
b4o sé ban hoic xda s6 hoat dong clia Peachtree.

The 11 Monogement
Principles That Made FodEx

an Overnight Sensation

James C. Wetherbe

Trong cudn The World on Time (tam dich: Thé gidi dung gid),
James C. Wetherbe vach ra 11 nguyén tac quan tri di gitp FedEx
trd thanh hién tuong sau mot dém. Nguyén tic quan tri thao
luin vé y tudng thu hep trong tdm vao dich vu chuyén hang
“qua ¢ém” hoan toan khong dudc da déng dén.

Té hon, khi MSA dang ban rén vdi Peachtree, cong ty nay mat
dan thi phan trong nganh kinh doanh phan mém may tinh 1én.



Hién tai, Cullinet Software dang phat trién nhanh hon MSA va
gay suc ép 1én coOng ty nay.

Tan cong mot d6i thi déc quyén

Nhiing cong ty déc quyen diac biét manh. Du vay, moét cong ty
chiém gan 100% thi phan cé thé dé dang bi tdn cdng — néu ban
tim ra diém yéu c6 hitu trong thé manh cfia ho.

Don clt nhu t& The Wall Street Journal, tG bdo c6 lugng phat hanh
hon 2 triéu ban. Journal khong chi 13 t& bio 16n nhat nudc My,
ma con cé nhiéu quang cdo hon bat ky 4n pham in nao khéc.
Mot ddi th day hap dan. Nhung khoéng bi ai tan cong.

Hiy thit tin cong nd. Lim sao tS& The Wall Street Journal trd nén
hung manh nhu vay?

Ban c6 thé cho rang né s& hitu nhﬁ.’ng cay but lc'fn, nhﬁng bién
tdp vién xuit sic. Do d6, ban c6 thé cAn nhac tin cong t3 Journal
bang nhung san pham bién tap tot hon. Nhu'ng do khong phai
tu duy quan su thong minh. Vi tuéng g101 sé cd gang né tranh
viéc phu thudc vao chat lugng nhan su dé gianh nhiing chién
thang nho nhat. M6t vi tudng g101 mudn cé duge vu thé tuong
do6i 3 mot diém mang tinh quyét dinh.

Mot vi tuéng marketing gidi sé khong cd viét hay hon td Journal.

Lam sao t& Journal trd nén 16n manh nhu vay? Néu nhin k§ to
b4o nay, ban sé thay né thuc su 12 t& bao hai trong mot: mot td
bdo kinh doanh ding tadi nhiing théng tin kinh doanh - san
phim mdi, may méc mdi, chién dich marketing méi... — va mot
td bao tai chinh ding tii nhitng théng tin vé c6 phiéu, tri
phiéu, Igi nhuin doanh nghiép...

Pé chiing minh cho diém nay, chiing téi di 14y mot an ban ciia
Journal va cat né ra, dat nhiing tin tiic kinh doanh va quang céo



thanh mot xap, con tin tdc tai chinh va quing cdo thanh mot
xap khac. Hai xap nay c6 d6 cao gan bang nhau.

Ban nén tian céng xap nao? Cai tén “Wall Street” dinh vi t&
Journal 1a tG bao tai chinh. Do d6, xap kinh doanh 1a diém tan
cong tot hon.

“Business Times, t0 bao kinh doanh thudng nhat” 1a mot cai tén
hay va cé vi tri tot. Cac ddc gid doanh nhan sé khong phai luét
qua nhitng tin tic tai chinh nhu trai phiéu dia phuong 10,375%
mdi cia thanh phé Chattanooga. Va ciac nha quang cido doanh
nghiép sé khong phai tra tién cho nhitng an pham ling phi
khong ding muc tiéu. (Vi muc gia 75.355,68 d6-la mot trang,
chi phi dang mét chuong trinh quang cdo trén t& Journal thuc
su rat dat @d.)

THE WALL STREET JOURNAL
MARKETPLACE
MONEY & INVESTING

TS The Wall Street Journal thudng cé ba phan chinh. Phan thi
trudng ndi vé kinh doanh. Tién té & Pau tu ndi vé tai chinh. Va
phan dau cé ndi dung nita nay nita no. Chién luge tan céng khon
ngoan 1a tip trung vao moét phan khuc trong vi thé clia ngudi
dan dau. Ching t6i chon phan kinh doanh ctia t& Journal.

Chién ludc ctia Business Times dén truc tiép tit ba nguyén tic clia
chién tranh tan céng.

Nguyén tac sb 1: Yéu t6 cdn nhdc chinh la thé manh clia ngudi dan
dau. N6i cach khac, hiy tip trung vao vi thé ctia Journal, chi
khong phai ctia ban.



Nguyén tic s 2: Tim diém yéu cd hitu trong thé manh cua ngudi
dan ddu va tdn céng vao dé. Cling nhu phan 16n cac cong ty ddc
quyén, td Journal phuc vu tat ca cic d6i tugng. Thé manh dé cé
thé trd thanh diém yéu.

Nguyén tic sd 3: Trién khai cudc tdn céng vao mdt trdn cang hep
cang tot. MOt tG6 bao kinh doanh hang ngay sé tan cong truc dién
vao phin ntia tién tuyén cta t3 Journal.

C6 can phai mat 50 dén 100 triéu d6-la dé ra mat td Business
Times khong? C6. Nhung sb tién dé con it hon so6 tién Gannett
dang d6 vao USA Today, mot thuong vu dau tu mao hiém vdi rat
it cd hoi thanh cong.

USA Today dang md dot tin cdng sudn vao moét thi trudng
khoéng chac chan. Business Times sé tan cong vao mot thi truong
dai dién cho 1/4 ty doanh thu quang céo.

Ban cé thé chi nhiéu tién hon dé tan cdng khi nhin thay co hoi
thi trudng. Tan céng canh suon luén la mot budc mao hiém
mang tinh dau co.



9
NGUYEN TAC CHIEN TRANH CANH SUGN

Tiép tuc theo dudi la hanh déng can phdi lam sau chién thang,
trong nhiéu truong hdp, no con quan trong hon dot tan cong dau
tién.

KARL VON CLAUSEWITZ

4i phan 16n gidm d6c marketing, tin céng va phong thit
g ; 1a nhitng chién ludc tu nhién. Ngudi din dau phong thd,
nhiing ngudi khac tan cdng. Vay thi c6 gi mdi?
Tan cdng canh sudn. Véi hau hét cic nha quan 1y, chién tranh
tan céng canh sudn dudng nhu 14 mot khai niém quan su khong
c6 tinh ting dung trong marketing. Khong phai vay. Tan cong
canh sudn 1a cich danh tran chién marketing sang tao nhat.

Phan 16n cac vi tudéng quan su danh rat nhiéu thdi gian tim cach
trién khai nhiing dgt tan céng canh sudn. Chién thang vang doi
trén mit dat gan day nhat cia nudc Mj 12 mot dot tan coéng
canh sudn: cudc dd bod clia MacArthur xudng Incheon vao nim
1950. Nhiing dot tin céng nhu viy khéng phai luén thanh
cong, mot vi du néi tiéng 1a that bai 3 Anzio sau nim trudc dé.

Trong ci marketing 1an quin su, tdn céng canh sudn 1a mot
budc di tdo bao. Mot vu danh cudc 16n. Mot hanh ddéng doi hoi
phai 1én ké hoach chi tiét trén co sé tung gio, tung ngay.

Ban cé thé néi rang mdt vi tudng thuc hién nhiing chién dich
tan cong va phong thii nhu mét phan binh thudng ctia céng



viéc dé chd téi ngay tim ra co hoi tan cdng canh sudn. P 1a hy
vong 16n nhat dé gianh dugc mot thang 1gi 16n va ngoan muc.

Hon tat ci nhiing hinh thai chién tranh khéc, tin cdng canh
sudn doi hdi phai hiéu cic nguyén tic va kha ning hinh dung ra
vién canh tuong lai sau khi tung ra dgt tan coéng. Pay chinh 1a
nhiing k¥ ning ma mot kién tudng choi cd gidi phai phat trién.

Nguyén tic tan cong canh sudn so 1

M6t don ddnh canh sudn tot phdi dudc thuc hién & ving khéng
tranh chap.

Saudi\—’"

Arabia

Vao budi dau cudc chién tranh Iraq, quin d6i M§ va déng minh
déng quan & Kuwait va phia déng Saudi Arabia. Theo 1€ thudng,
ngudi Iraq cho rang dot tan cdng sé dén tli phia ddng. Do dé,
tudng H. Norman Schwarzkopf di di chuyén 150.000 quin
d6éng minh biang qua doan dudng dai 161km vé phia tay va tung
ra dot tan cdng 18n tit phia nam, khién ngudi Iraq bi bat ngd. Sau
100 gid, phong tuyén Iraq sup dd va My tuyén bo chién thang.

Vi sao phai tin céng truc dién ngudi din dau khi cé thé danh
canh sudn? So sanh nay c6 thé trd thanh mdt cdng cu marketing



day stic manh.

Ban khong bao gid tha linh du trén dau nhitng khiu sting may
cua ké thu, cing khéng tung ra mdt sdn pham canh sudn ngay
tam danh tra cia mo6t sdn pham da xac 1ap.

Mot bude di canh sudn khéng nhat thiét can mot san pham mdi
ddc ddo. Nhung phai cé yéu td mdi mé hay doc quyén. Ban phai
tao ra moOt nganh hang mdéi.

Digital Equipment tan c6ng canh sudn IBM bang chiéc may tinh
nhd, mé ra ky nguyén ciia mot nganh hang méi ¢ tén goi “may
tinh mini” - trdi ngudc véi nhiing chiéc may tinh 1é6n ctia IBM.

C6 thé khong hién nhién, nhung thanh céng clia dgt tin céng
canh sudn thudng phu thudc vao kha niang phat trién va duy tri
moét nganh hang tach biét. Cach 1am nay khoéng phai lic nao
cling dé dang, dic biét 1a khi bén phong thii cé thé sé ddy lui dot
tan cong bing cach chéi tit sy xuat hién cla mét nganh hang
mdi.

Ly thuyét marketing truyén thong goi cach tiép cin nay 1a phdn
khic thi truong, hanh déng tim kiém cic phan khuc hay ngach
thi trudng. Pay 12 mét dic tinh quan trong. P& tung ra mot dgt
tan cong canh sudn ding nghia, dau tién ban phai chiém dugc
mdt phan khiic. Con khéng, d6 chila dgt tan céng vao mot diém
phong thu.

Hai kiéu tan c6ng nay khac nhau. Khi khong ai phong tht, mot
ngon do6i hay phan khuc thi trudng cé thé bi chiém déng bdi
mét tiéu doan. Khi dudc phong ngu day d1, cé thé ban phai st
dung cd moét su doan mdi danh chiém thanh céng.

Tan céng canh sudn ddi hdi tAim nhin cuc ky xuit sic. Ly do 1a
trong moét dot tan cong canh sudn dung nghia, khong ton tai



mdt thi trudng x4c 1ap cho mot san pham hay dich vu méi.

Cach danh nay kho khan véi nhitng ngudi theo hoc trudng kinh
doanh vi ho khéng cé thong tin gi dé gd vao mdy tinh ctia minh.
Khi Miller tan céng sudn thi trudng bia bang Lite, thi trudng bia
nhe & ddu? Tat nhién 13 khéng ton tai.

Ngay nay, ngudi My udng 35 triéu thiing bia nhe, phan 16n do
Miller cung cap.

Rat khé d& mét ngudi 1dm marketing truyén thong quing ba
mot san pham khéng cé thi trudng. Nhung dé chinh xac 1a
nhiing gi ban phai nd lyc thuc hién néu mudn tung ra mot dot
tan céng canh sudn thanh céng.

Kinh doanh sé& dén tit ddu néu khéng cé thi trudng dé bat dau?
TU d6i thit ma ban sé tin cdng canh sudn. Nghién cttu can than
thé manh ctia ké thi1 13 ban chat cfia nd luc tan cdng canh sudn
thanh céng. N6 ¢ thé tao ra xung luc khdng 16 sau d6 c6 thé rat
kho dé d6i thd chong lai.

Mercedes-Benz tin cdng canh sudn Cadillac bing cich ban
nhiing chiéc xe dit tién hon. Nhung Mercedes lai 1am suy yéu vi
thé cao cip ctia chinh minh khi trinh lang nhiing phién ban ré
tién hon clla chinh nhitng chiéc xe dit tién ctia hing, nhu dong
AvadongC.

Khi Mercedez-Benz tin céng canh sudn Cadillac & thdi diém
dinh cao ctia thi trudng 6 t6, chinh nhiing ngudi mua Cadillac
da tiép thém xung luc cho Mercedes. Sau tat ca, ngudi mua



Cadillac quen véi viéc “mua thi tot nhat”. Chi khi tung ra chiéc
Seville gia cao mdi gitp Cadillac phan nao gianh lai thi truong.

Nguyén tac tan cong canh sudn so 2
Don bat ngd chién thudt la yéu té quan trong trong ké hoach.

vé ban chat, tin cong canh sudn phal bat ngd Tu khia canh nay,
né rat khac so véi chién tranh tan céng va phong thd, noi ban
chat va huéng danh déu dugc ky vong trude. (Néu chudn bi tan
cong General Motors, Ford phai tin céng dau dé giita Chevrolet
va Cadillac.)

Nhung tan cdng canh sudn lai rat khic. Nhiing budc di tan cdng
canh sudn thanh céng nhat hoan toan mang tinh bat ngd. Cang
bat ngd thi ngudi dan dau cang mat nhiéu thdi gian dé phan
Ung va khoéi phuc lai vi thé.

Su bat ngd cling lam gidm nhué khi ctia d6i thi. D6i ban hang sé
tam thdi bi té liét. Ho thuong khong biét phdi néi gi véi khach
hang cho dén khi dugc dinh huéng ti tru sé.

That khéng may, hiéu qua ctia nhitng budc di tin céng canh
sudn xuat sac thudng bi suy gidm vi hoat ddng th nghiém thi
trudng hay viéc tién hanh cac nghién ctty, khién chién lugc nay
bi 16 ra v4i doi tha.

Vi du dién hinh 13 Datril. Céng ty nay danh mat cd hdi vi hoat
dong thlt nghiém thi trudng ctia ho da canh bao Johnson &
Johnson vé nguy cd tiém tang.

Hoat ddng thit nghiém & diy tao ra mot tinh thé tién thoai
ludng nan. That bai nghia 13 that bai. Néu thanh céng, né rung
hoéi chudng cianh bdo ngudi din dau thuc hién nhiing budc di
can thiét dé€ bdo ddm san phiam mdi sé that bai khi hoat déng
th nghiém marketing dugc md réng ra mét khu vuc hay pham
vi toan quéc.



Chuyén gi sé xay ra néu ngudi din dau di ngu ngoc dé bd qua
bai thtt nghiém thi trudng thanh céng cia ban? Khi 46, tat
nhién ban cé thé tung ra san pham hay dich vu trén toan qudc
va git hai thanh cong to 16n. Néi cach khac, ban cau nguyén va
hy vong d6i thit khéng cht y dén nhitng gi minh dang lam.

iPod ctia Apple, may MP3 c6 bo nhé trong dau tién, di trd thanh
mot san pham pha1 ¢ vdi thé hé tré. Cha tich Apple, Steve Jobs,
ndi tiéng vi da gilt sAn pham nay trong vong bi mait cho dén thoi
diém tung ra.

Ban c6 thé may. man Tuy nhién, hanh d6ng nhu vay c6 thé vi
pham nguyén tic cot 16i trong hoat dong 1ap k& hoach quan su:
Xay dung chién lugc trén nhiing gi ké thu cé thé 1am, khong
phai nhitng gi ngudi ndy nhiéu kha ning ning lam.

Nguyén tac tan cong canh sudn so 3
Theo dudi ciing quan trong nhu tan cong.

Pay 13 nguyén tic ging sdc. Clausewitz néi: “Néu khong theo
duoi, khong chién thang nao cé thé tao ra mét hiéu ung to 16n.”



Tuy nhién, qua nhiéu coéng ty trd nén 1o 1a sau khi di vugt 1én
dan trudc. Ho dat dugc nhiitng muc tiéu marketing ban dau va
sau d6 chuyén ngudn luc sang nhiing no luc khac.

P4 14 mot sai 1am, dic biét 12 véi mot don tin cdng canh sudn.
Cham ngén quin su ndi rang: Cing co thanh cdng, tit b that
bai.

Gia st mot cong ty c6 nim san pham, ba sin pham thanh cdng
va hai sdn pham that bai. Ban nghi sin pham nao sé dugc ban
gidm doc danh thdi gian chu y téi? Pung roi, nhitng san pham
that bai.

Ho nén 1am ngudc lai. Dep bd nhiing san pham that bai va tiép
stic cho nhiing sdn pham tang trudng tot nhat.

D6 ciing chinh 13 nguyén tic kinh dién dé kiém tién trén thi
trudng ching khoan. Hay cat cic khoan 10 va dé co phiéu chién
thang tiép tuc chién thang.

Tuy nhién, vi nhitng 1y do cdm tinh chtt khéng phai kinh té, rat
nhiéu céng ty khong thé ddi mit vdi thanh cdng. Ho ¢ xu
hudng ngd 1o tuong lai va tiéu tat ca s6 tién danh cho marketing
dé stta chita nhiing sai lam chién lugc trong qua khti.

Khi sadn pham dung dé tan coéng canh sudn bat dau thanh codng,
ban nén tiép tuc theo dudi né. Muc tiéu la gianh chién thang va
gianh chién thang 16n.

Thong thudng, trong tam trong mot hoat déng marketing la
bao vé cong ty khdi mot sdn pham thua 16. Rt nhiéu thdi gian
va nguon luc dude diing vao viée bao vé cic san pham cil va thi
trudng cil. Va hoat d6ng cling ¢4 thanh céng hiém khi dudc nghi
tdi.

Thoi diém tot nhat dé& xiy dung vi thé manh 13 thdéi diém ban
dau, khi san pham con mdi, day hao hiing va chua cé nhiéu doéi



tht. Pay 14 su xa xi ma ban hiém khi dudc tin hudng 1au dai.

Can anyone beat
the Alair System?

-
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We doubt it.
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Tén day dd clia san pham 13 MITS Altair 8800. Vi sao thudng
hiéu dau tién trong moét nganh hang mdéi thudng cé cai tén dai
va phtic tap? Chiéc dién thoai dau tién 13 Motorola DynaTAC
8000X. Chiéc may tinh dau tién 13 ENIAC, viét tat cla may tinh
tich hop dién so. Thutdng hiéu gianh ch1en thang thudng cé cai
tén don gidn va ngan gon _ vi du Apple hay Nokia.

Nhiing thanh céng canh sudn 16n trong nhitng nim gan day
(chai xit IUa Fantastic, kem danh ring Close-Up, bia Lite) déu
chi tiéu rat nhiéu “tit dau” trude khi trd nén thanh céng chu
khong phai sau dé.

Thanh céng sé ndi tiép thanh coéng. Ban phai stt dung ngudn luc
marketing dé nhanh chéng nang cap san pham trudc khi ngudi
din dau kip phong thti va ban phai d6i mit v4i vo s6 san pham
bat chudc.

Chuyén gi Xay ra néu ban khéng c6 ngudn Iuc dé theo dudi sau
mdt dgt tan cong canh sudn thanh cong? Pé 13 thuc té trong rat
nhiéu nganh. Xe 6 t6, bia v may tinh 13 ba nganh dé thay nhat.



C6 1& ban khéng nén tung ra dgt tin cdng canh sudn ngay ti
dau. C6 1€ ban nén danh tran chién du kich.

Lich st marketing day ray nhiing cau chuyen tan cong canh
suon voi nhu’ng thanh c6éng ban dau nhung cudi cung chang di
tdi dau vi thiéu nguodn luc dé theo dudi.

Ban con nhd Altair? BDugc MITS trinh lang vao nam 1975, Altair
1a chiéc may tinh cd nhan dau tién trén thé gidi. Nhung MITS
khong @ ngudn luc dé theo dudi, nén cdng ty nay di bi ban cho
mdt tip doan vao nim 1977, roi tan a va chét di hai nim sau
dé. Tt mot ngudi tién phong dén khi chét chi géi gon vén ven
trong bon nim. (Ed Roberts, nha sang 14p MITS, 1ay logi nhuin
thu dugc ti Altair & mua mot néng trai & Georgia.)

Theo nhiéu cach, Altair 12 nan nhan cta thanh cong ban than.
Thi trudng khong 16 ma cong ty nay tao ra cudi cung thu hut
nhiing tay chdilén véi nhiéu ngudn lyc hon.

Pa phan cac cong ty khong bao gid cé co hdi tung ra mot chiéc
mady tinh c4 nhan. Phan 16n cong ty chap nhan chi gidi thiéu
nhiing san pham binh thudng. Lim sao ban kham phd ra nhiing
co hoi tdn coéng canh sudn? Hiy tham khao vai dot tdn cong
canh sudn kinh dién.

Tan cong canh sudn bang gia thap

Hinh thtic tan c6ng canh sudn hién nhién nhat 1a gia thap. Loi
thé clia cach tiép cin nay 12 ¢ sin thi trudng. Xét cho cling, tat
cd moi ngudi déu mudn tiét kiém tién. Tuy nhién, rat khé dé
kiém tién bang cach giam gia.

Cach 1am & day 1a cit gidm chi phi 8 nhitng diém khach hang
khong chil y hay khéng quan tadm; cach tiép can theo kiéu hang
khong gia ré.



15 nadm trudc, Days Inns ddnh canh sudn Holiday Inns & thi
trudng nha nghi phan khtic thap. Ngay nay, Days Inns 1a chudi
nha nghi 16n thi tdm & My va 12 mot trong nhiing chudi cé loi
nhuin cao nhat.

Ban cé thé kiém rat nhiéu tién bang mot bude di canh sudn gia
thap. John Osher va ba doanh nhan khéac & Cleveland di phat
trién ban chai danh ring diung pin dau tién véi gia 5 d6-la. Tén
14 SpinBrush, sdn pham nay dudc tung ra thi trudng nim 1998.
Hai ndm sau, SpinBrush dudgc ban lai cho Procter & Gamble vdi
gid 475 triéu d6-la, mot khoan 15i kéch xi1 so véi mén tién dau
tuchicd 1,5 triéu dob-la.

Budget ddnh canh sudn Hertz va Avis & thi trudng cho thué xe
phan khtic thap. Ngay nay, Budget dang danh nhau véi National
dé gianh vi tri s6 ba thi trudng. Tuy nhién, hiy luu ¥ tam quan
trong clla nguyén tic theo dudi. Budget 12 ngudi dau tién va mé
rdng vdi toc d6 nhanh nhu vii bio. Budget gid day c6 hon 1.200
dia diém & 37 qudc gia trén thé gidi. Viéc theo dudi nhanh
chéng khién Budget vugt 1én trude rat nhiéu so véi nhiing ddi
tht sao chép gia thap nhu Dollar, Thrifty va Econo-Car.

Niam 1975, mot céng ty cb tén Savin di khién Xerox bat ngd
bang mdt chiéc may photocopy nhd va ré do Ricoh cia Nhit Ban
san xuAt. Savin nhanh chéng tuyén b6 trén quing cio rang ho
ban nhiéu may photocopy & Mj hon Xerox va IBM cong lai.



Trong nganh hang khong, PEOPLExpress dang bay cao véi chién
lugc hang khéng gia ré véi gia thap kinh dién.

Tan cong canh sudn bang gia cao

Nha tdm 1y hoc Robert B. Cialdini ting ké ciu chuyén vé mot
ctta hang d4 quy & Arizona khong thé ban mét 16 trang stic mau
ngoc lam. Trudc khi di xa, ngudi chlt ctta hang viét mot manh
gidy ghi chu cho vi trudng ctta hang cia minh - “TAt ca moi thit
déu ban vdi gid x ¥2.” - v8i hy vong ban thio md nit trang @6, ké
c 16. Khi quay vé vai ngay sau, tat cad déu duge ban hét. Nhung
vi ngudi nhin vién ban hang di doc Y2 trong manh ghi cha
dugc viét nguéch ngodc thanh 2, toan bd 16 hang dudc ban véi
gid gap d6i gid ban dau chit khong phai nita gia.

Véi rat nhiéu san pham, gia cao 1a mot 1gi ich. Gia cao gia ting
uy tin cho san pham. Vi du, Joy dudc quang cdo 1a “nudc hoa dat
nhat thé gidi”. Véi Joy, gia cao 1a 1gi thé.

C6 rat nhiéu cd hdi tan cdng canh sudn gia cao. Vi du bap rang
bo. Nam 1975, Hunt-Wesson chi 6 triéu dé-la dé quang cao bap
rang bo Gourmet cua Orville Redenbacher. (Toan bd nganh bap
rang bd cé doanh s6 chi 85 triéu d6-la vao nim d4.)

Pinh gid cao hon thudng hiéu din dau 2,5 1lan, Orville
Redenbacher d3 cit canh. B6n nim sau, né trd thanh thuong
hiéu bap rang bd s6 1 thi trudng, bat chap né 1a nhin hiéu “bap
rang bo dat nhat thé giéi”.

Tham chi nhitng phédo dai gi4 thap viing chic nhu nganh siéu
thi cling bi tin cong gia cao. Siéu thi danh cho ngudi sanh in
ban nht"Ing san phiam sang trong nhu tdm htim, nim truffle va
trtIng c4 mudi, bén canh nhting san pham thong thuang nhu
thuc an cho ché va bét giat, cung dang bit ddu mé ctta. G bo
Pong nudc My, Grand Union md& 34 siéu thi sanh an mang tén
The Food Emporium. & Minneapolis, Byerly’s 1a chudi sau clia



hang nhé c6 16i vao trai tham va dén chtim thdy tinh. Byerly’s 1a
chudi siéu thi danh cho dan thiét ké dau tién & My.
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Chubi siéu thi ting trudng nhanh nhat nudc Mj 14 Whole Foods
Market. Whole Foods khéng chi ban gid cao hon, ma con tip
trung vao nhiing thuc pham hitu co.

Mot don danh canh sudn gia cao kinh dién khac 1a Haagen-Dazs,
thuong hiéu kem thugng hang.

Haagen-Dazs 13 loai kem nhiéu bo béo dau tién. Ngay nay, né cé
doanh sb cao hon tat cd nhiing loai kem hdo hang khac cong lai.

Tat ca cdc nganh hang déu ton tai nhitng trudng hop tan cong
canh sudn gid cao thanh cdng. Tit xe 6 td (Mercedes) dén ngin
hang (Morgan Guaranty) cho tdi bia (Michelob), tit may bay
Concorde dén dong hd Concord. Hau nhu bat ky san pham ‘hay
dich vu ndo cling ton tai cd hdi dé tan cong phan khiic cao cap.

C6 hai Iy do vi sao gia cao 1a mét co hdi marketing tot. Pau tién
1a xu hudng danh ddng chat ludgng vdi gia ca clia khach hang:
“Tién nio ctia ndy”. Th hai 13 gid cao déng nghia véi 16i nhuin
bién cao hon. Loi nhudn bién cao hon cho phép ban cé nguén



luc tai chinh dé di tiép giai doan “theo dudi” quan trong sau khi
tan cong canh suon.

Tan cong canh sudn bang san pham nhé

Mot vi du tan céng canh sudn kinh dién bang san pham nhd 1a
Sony. St dung cac vi mach tich hgp, Sony di tién phong trong
mdt loat nhitng san pham thu nhd sing tao bao gom tivi
Tummy, Walkman va Watchman.

Nhung don tin céng canh sudn kinh dién nhat moi thoi dai
phai 1a Bettle. Nganh cdng nghiép 6 t6 dd hoan toan thay doi ké
tu khi Volkswagen danh canh sudn thanh céng General Motors.

General Motors san xuit nhiing chiéc xe 18n; Volkswagen san
xuat nhiing chiéc xe nho.

General Motors cé dong cd phia trudc; Volkswagen cé dong cd
phia sau.

General Motors san xuat nhiing chiéc xe dep; Beetle 1a mot chiéc
xe xau xi.

“Hiay nghi nhd” 1a théng diép trong mau quing cdo cla

Volkswagen khi cong ty din dau ddt tan cdng vao phdo dai
Detroit. MGt don danh canh suon kinh dién.

&

LEAUS

Lexus khong phai chiéc xe Nhat Ban gii cao dau tién. Ma 1a
Acura. Nhung Lexus thang cudc chién marketing bang cach chi
ban nhiing chiéc xe sdu va tdm xy-lanh dat d6. Acura ban nhiing



chiéc xe bon xy-lanh khong qua dit dé va theo d6 tu ha thip
thuong hiéu ctia ban than.

MAau quang cdo gidi thiéu nhiing dong san pham md rdng kinh
dién. C6 gang ban cho tat cd moi ngudi 1a sai 1am 16n nhat ma
mot cdng ty mac phai.

Nhung véi thanh céng ban dau, Volkswagen biat dau nghi 14n.
Trén da thanh c6ng nhanh chéng, Volkswagen gidi thiéu chiéc
Wagon tam chd, chiéc 411 bon clia va chiéc Sedan 412, chiéc
Dasher thé thao va chiéc Jeep ma ho goi 1a “N¢”.

“Nhiing chiéc Volks khidc nhau cho nhiing déi tugng khéc
nhau”, mau quing cdo dang tai trong no luc trd thanh chiéc xe
cho tat cd moi ngudi.

Clausewitz néi gi vé chién ludc nay? “Seine Krafte in einem
uberwiegnden Masse vereinigt halten. Die Grundidee, uberall
zuerst und nach Moglichkeit gesucht werden.”

Clausewitz 13 ngudi Ptic. Ban gidm déc Volkswagen 1& ra nén doc
nhiing cau chit day thong thai nay bang tiéng btc.

Phan 16n chting ta phai chd ban dich. “Hay tap trung khi quan
dich 4p ddo. Ludn xac 1ap muc dich trudc va xa nhat cé thé.” Pay
cé 1€ 12 khai niém dudgc trich dan nhiéu nhat ctia Clausewitz



trong cac hoc vién quan su trén thé gidi va né dang dudc nhic
lai.

Tl géc nhin marketing, Volkswagen d3 phan tan luc lugng bang
cach bao quat qua nhiéu san pham khac nhau dudi cing moét cai
tén. M6t doi hinh yéu 6t dén nguy hiém.

Co 18 rat dé doan chuyén gi xay ra tiép theo. P 1a “Tora, Tora,
Tora” — hay Toyota, Datsun, Honda, khi ngudi Nhat dam xuyén
qua phong tuyén méng manh ctia Volkswagen.

Co ltc, Volkswagen di chiém 67% thi trudng xe nhap khau &
M3. P6 12 nim ma cdng ty nay cé doanh s6 cao hon céng ty nhip
khau thit hai téi 19 1an. Hién tai, Volkswagen chi cé 7% thi phan
xe nhap khau.

Coéng ty nay da di qua mét chu ky tron ven. Suy nghi nhé khién
Volkswagen tré nén to 18n. Suy nghi 16n khién Volkswagen mot
l1an nita trd nén bé nhd.

Tan c6ng canh sudn bang san phim 16n

Mot nha tién phong tan cong canh sudn khac 13 Howard Head,
nha sang lap cuia Head Ski Company. Sau khi ban cong ty dung
cu trugt tuyét clia minh, Head chuyén hudng sang quan vot va
bat dau nghi 16n.

Nam 1976, cOng ty cia Head, Prince Manufacturing, gidi thiéu
mdt chiéc vot c& 18n. Bat chap viée bi ché giéu 14 chiéc vgt “clia
nhiing ké in gian”, san pham mdi Prince thong tri thi trudng
vot chat luong cao. Pén nim 1984, né chiém 30% thi phan va
din dau thi trudng.



10 nim trudc, Volkswagen mdt 1an niia tung ra chiéc Beetle &
thi trudng My. Chiéc Beetle 2.0 14p tiic thanh céng. Moi ngudi
nhin vio chiéc xe nhd, xau xi, ddng tin cdy va nghi: “Cha, d6 1a
mdt chiéc Volkswagen Volkswagen cham day nam 1995 khi
thi phan xe nhap khau ctia nd gidm con 4%. Ngay nay, mot phan
nhd vao chiéc Beetle mdi, céng ty nay dang chiém 6% thi phan.

Nhung diéu d6 chua da cho Prince - hay Chesebrough- Pond’s,
cong ty via mua lai Prince Manufacturing. Do d6, Prince gidi
thiéu mot dong vot quy mé vila, nhd hon 25% so véi chiéc
Prince ban dau.

Ban hy vong lich st 1ap lai. Prince 16n 1én nhd nghi 16n. Prince
gio diy quyét tdm nghinhd va dang trong qua trinh nhd lai.

No6i theo ngdn ngit ctia chii cita hang ban trang thiét bi quan
vot: “Ho khong nhdy mua véi ngudi ddnh béng.”

Tan cong canh sudn bang phan phoi

Mot chién luge day stic manh khéc 13 ddnh canh sudn vao hé
thong phan phdi ctia d6i tht. Ban d6i khi cé thé tan cong canh
sudn manh mé vao nhitng d6i thi viing chic bang cich md ra
mdt kénh phan phdi mdéi.

Pong hod ting dudc ban hau nhu déc quyén trong nhiing clta
hang kim hoan va bach héa cho dén khi Timex danh canh sudn
nhiing thuong hiéu d3 dudc xac 14p bang cich st dung cic cita
hang thudc.



Avon 1a cbéng ty dau tién ban hang dén tiing nha trong nganh
my phiam, mot ddon danh canh sudn vao rat nhiéu hinh thic
phan phdi di xac 1ap khac. (Avon di theo con dudng ctia Fuller
Brush va nhiéu cong ty khac.)

C6 18, don danh phin phdi bat ngd nhat dudc thuc hién bdi
Hanes Corporation. Vao dau thap nién 1970, Hanes ghi diém véi
L'eggs, mot kiéu quan nit khong dit tién treo trén nhitng cai gia
Itng 3 cac diém ban thuc pham va thudc. Véi cach déng gbi sang
tao va chién dich quang cido ram rd, L'eggs trong nim nim
chiém 13% thi phan thi trudng quan nit.

Tan cong canh sudn biang hinh thiic sin phim

Nganh hang kem danh ring da thay ddi ké tit khi Crest cia
Procter & Gamble dugc Hiép héi Nha khoa My chiing nhin va
lao vot 1én vi tri tht nhat. Nhung ké tit d6, mét vai thuong hiéu
kem danh ring d3 thanh coéng biang cidc don danh canh sudn
dua trén hinh thic san pham.

Pau tién 13 Lever trong dau thap nién 1970, thoi diém phan 16n
kem danh ring déu & dang tuyp. Nhung Lever cho ring san
pham tréng nhu nudc stic miéng sé hita hen mang lai cho ngudi
tiéu diing hoi tha thom tho hon. San pham d6 ciing can chat dn
mon néu cé tinh chat 1am tring ring.

4

T4n c6ng canh sudn bang phin phéi ¢6 thé 1a don danh kha di
hiéu qua nhat. Ngay nay, L'eggs 1a thuong hiéu quan nitsé 1 &



My. (M6t vi du ndi tiéng khac vé tan cdng canh sudn phan phoi
1a Dell.)

Hai nha khoa hoc cfia Lever d3 tim ra chat dn mon silica, chua
bao gid dugc stt dung trong kem danh ring trudc dé va né cé thé
gitp tao ra cdng thitc kem dang keo duc. Két qua 1a Close-Up,
moét loai keo d6 tuci nhanh chdéng vuon 1én vi tri thi ba trong
doanh s6 ban kem danh riang.

C6 thé ban cho rang cong thtic keo 1a két qua clia mot kham pha
may man trong phong thi nghiém, viy thi ban di 1am. Khai
niém Close-Up, loai keo dd tuoi két hop giiia chat 1am trang rang
va nudc stic miéng, 12 mdt chién lude marketing. Cac nha khoa
hoc chi tim kiém mot hop chat dé hién thuc héa khai niém nay.
Trudng hdp nay chiing minh 1gi ich chién thuit cfia tu duy
chién lugc ding. Néu biét chinh xac minh dang tim cai gi, ban
c6 thé nhan rané dé dang hon.

Budc di tiép theo clia Lever ciing rat xuit sic. Ho quyét dinh
thém fluoride vao Close-Up. Muc tiéu: tré em trong d0 tudi sau
rang tu 6 dén 12 tudi.

Nhung ho khéng di theo vét xe d6 ctia Volkswagen. Khdong md
rong dong san pham Lever. Khong cé Close-Up véi flouride. Ho
gidi thiéu mo6t thuong hiéu mdi tinh cé tén Aim.

Nhiing cudc chién kem danh ring quyét liét nhat dién ra trong
miéng clia ngudi tiéu dung. Lua chon ctia tré em thudng quyét
dinh thuong hiéu ma gia dinh st dung. Va tré em thich vi ngot.

Aim 1a loai kem danh rang ngot vdi fluoride, va cling nhu Close-
Up, san pham nay cat canh thanh cong. Hai thudng hiéu nay
chiém khoang 20% thi phan.

Nhung moét cdng ty cd tén Beecham di ching minh ring cé
nhiéu hon mét cach dé choi tro chai hai thd thom tho va chong
sdu rdng. Nhiéu nidm sau su thing hoa ngoan muc ctia Aim,



Beecham gidi thiéu Aquafresh, kem danh rang béo vé hai lﬁn.' Su
khac biét rat tryc quan. Aquafresh la sy két hgp gitia kem trang
(chong sau rang) va keo xanh (hai thd thom tho).

Khéc biét truc quan céng véi y tudng bao vé hai lan dua
Aquafresh 1én vi tri thi ba, vugt ca Aim lan Close-Up.

TU géc nhin khai niém, tdn cdng canh sudn bang hinh thic
khac biét khong gidi han trong kem danh rang. Hau nhu bat ky
sdn pham nao cling cd thé ap dung ky thuit nay.

Vi du xa béng miéng. LA mot trong nhiing nganh hang ci ky
nhat trong marketing, Xa béng miéng da ton tai qua mot giai
doan véi sy xuit hién cia rat nhiéu chat phu gia, bit dau bang
thanh céng cda Ivory.

Qua nhiéu nim, xuit hién nhiing chat phu gia nhu nudc hoa
(Camay) va chat khtt mui (Dial) cling nhu kem 1am am (Dove).
Hinh thai cudi cing 1a Softsoap, xa bong 16ng dau tién.

T

Aquatiest
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Aquafresh tiép tuc thanh cdng trong mét nganh hang day canh
tranh vdi su thong tri clia hai thuong hiéu 16n 13 Colgate va
Crest. Khac biét hinh 4nh 14 mét yéu té chinh trong thanh cong
ctia Aquafresh. Cac cong ty nén c6 gang xiy dung su khac biét
hinh dnh (ké vach ctia d6ng ho Rolex, hinh anh ngudi chai polo
trén chiéc 4o thun Ralph Lauren, miéng chanh trén chai Corona,
mau xanh dudng trén gidy géi hang ctia Tiffany...).

Softsoap minh hoa tam quan trong clia viéc di tién phong. C6
Itic ton tai khodng 50 thuong hiéu xa bdng 18ng trén thi trudng.
Ngay nay, phan 16n nhiing sdn phim sao chép di chét va
Softsoap 14 san pham ding dau thi trudng.



Tan cong canh sudn véi it calo hon

Trong thdi dai ma moi ngudi dang hio hing vdi con sot thé
hinh, Stouffer gidi thiéu “Lean Cuisine”, mot loai thic an dong
lanh chtta it hon 300 calo.

Ai ai cling di bd. Céc ciu lac bd stic khde sinh séi niy né khap
noi. Tt nhién, Lean Cuisine ngay 14p ttc thanh coéng. Trong
vong chua dén mdt nim, Lean Cuisine chiém 10% thi trudng
thuc an dong lanh.

Theo phong cach quan sy kinh dién, Stouffer ram r6 gidi thiéu
san pham. Khéng budc nhe nhang vao thi trudng. Khong thu
nghiém marketing qua nhiéu.

Lean Cuisine cling quang cdo ram rd va day tdo bao. Trong nam
dau tién, Lean Cuisine chiém 1/3 toan bd cac quang cdo thic dn
déng lanh.

Stouffer’s
Light

Stouffer’s Light 13 tén thuong hiéu ban dadu ma Lean Cuisine du
tinh stt dung, nhung khéng dugc danh gia cao khi thit nghiém.
Du1 trén thuc té, hau hét cdc sin pham thuc su thanh céng déu
co tén mdéi (Red Bull, Starbucks, Google, Amazon, eBay, Lexus...),
phan 18n cac céng ty déu cd chip neo vao chién luge md rong
dong san pham khi chon tén mdi cho san pham.

Di theo phong cach theo duéi kinh dién, Stouffer tiép tuc dau tu
cho Lean Cuisine. Khi thuong hiéu nay phat trién, né chiém linh
thi trudng va ngin chan cac do6i thl canh tranh rat hiéu qua.



Yéu t0 dé tan cong canh suon thanh cong

Tan cong canh sudn khong danh cho ngudi nhit nhat hay can
trong. P4 1a mét vu danh cudce “dudc an ca, ngi vé khong”. Hon
niia, tan céng canh sudn doi héi tAm nhin xa tréng réng. Ching
ta sé ban cay vgt qua cd vao thi truong nao? Trudc Prince, thi
trudng d6 khong hé ton tai.

Nhirng nha quan ly marketing vdi tu duy nghién cttu thi trudng
thuong rat kho tiép thu khai niém tan cong canh sudn. Ho cé xu
hudng thay thé tam nhin xa bang nghién ctu thi trudng.

“Ong McEnroe nay, 6ng c6 muén mua mot chiéc vgt qua cd
khong?” Ban khéng nén héi bat cit ai cadu héi nay.

Khich hang tiém ning khong thé biét cai ho sé mua trong
tudng lai néu cac lua chon cta ho cé su thay déi 16n. Mét budc di
tan cong canh sudn tét thuong tac déng 16n 1én nhiéu lua chon
cé san.

Apple IBM

Apple Computer da tﬁq cdng canh sudn IBM thanh céng & phan
khtc gia thap, tit d6 thong tri thi truéng may tinh 8-bit dung tai
nha trong nhiéu thip ky.



Apple IBM

IBM tra diia bang cich tin cdng canh sudn chiéc mdy tinh Apple
8-bit bang chiéc PC 16-bit & phan khiic cao. Pay cé 18 1a dgt tung
san pham quan trong nhat ctia thé ky XX, chi bi pha hdng vi tén
thuong hiéu t6i. IBM 18 ra nén st dung moét tén thuong hiéu
khéac. (Liéu Toyota cé thanh c6ng G phan khtic gid cao khong
néu ho dit tén san pham 1a Toyota Supreme thay vi Lexus? Mot
cau héi ngd ngan!)

“Ban c6 mua mdt chiéc mday tinh c4 nhan vdéi gid 2.000 db-la
khong?” 10 nim trudc, phan 16n moi ngudi ndi khéng. Ngay
nay, cing nhiing ngudi dé sé budc ra khdi ComputerLand véi
nhiing chiéc may tinh Apple va IBM.

Mot ké tan cong canh sudn thudng can sy hdp tac clia ngudi dan
dau dé thanh céng. Chinh cai nhin sailam cia IBM vé tiém ning
thi trudng may tinh cd nhan da gitip Apple cat canh. Mén qua
IBM danh cho Apple 1a khodng thdi gian 4 ndm. Gid st dang cin
nhic mét budc di tdn cdng canh sudn, ban nghi minh cé bao
nhiéu thaoi gian?

Mot cach @€ cAm nhin thi trudng 1a doc cac td bao thuong mai.
Ngudi dan dau thudng cdi mé dén kinh ngac khi nghi vé tuong
lai. Néu ho coéng khai ché bai mot su phat trién nhat dinh, ban
thudng cé thém thdi gian. Trudc khi sao chép ban, ho can thoi
gian “dé nuot trdi ci tdi ctia minh”. Viée @6 can chut thdi gian.

Mot yéu td khéc 1a d6 tré sin xuit. Volkswagen cé thém nhiéu
nam trudc khi General Motors tung mot chiéc xe nho ra thi
truong. Tham chi thay d6i mot mau xe thudng nién trong



nganh 6 t6 cling mat ba nam dé di tit thiét ké dén san xuat. Mot
loai xe hoan toan mdi nhu chiéc xe mini mat nhiéu thdoi gian
hon. Chiéc Volkswagen dau tién dén bii bién New Jersey vao
nim 1949. Pén tdn nim 1959, General Motors mdi tung ra chiéc
Corvair dau tién.

Pén ltc d6, ngudi Nhit di nhip hoi cing ngudi Pic va thi
trudng xe nho da canh tranh rat khoc liét.

Nhiing vi tucng phong th nhan ra rang noi tot nhat dé danh
bai mot dot tan cong 1a trén nhitng bd bién nadi dang sau lung
quan th 13 bién ca. Trong marketing cling vay.

Khéng may cho General Motors va nhiing céng ty con lai cfl'a
nganh céng nghiép 6 td My, khi ho bat dau danh lai nhiing chiéc
xe nho, chung di di tlit bd bién dén nhiing thanh pho va thi tran
tulau.

CHRYSLER CORPORATION ANNOUNCES THE

The \dinivan Cnnman}r =

Mot thanh céng vé tan cong canh sudn kinh dién khéc 14 chiéc
xe tai nhé ctia Chrysler. Chiéc xe tai nhé quan trong véi thanh



cdng ciia cdng tyonéy c}én noi C;hrys~ler ty goi rr’1‘1nh la “cOng ty xe
tai nho” trén cac mau quang cao.



10
NGUYEN TAC CHIEN TRANH DU KicH

Dich tdn céng, ta rit lui. Pich déng quan, ta qudy nhiéu. Dich mét
moi, ta tdn céng. Dich rut lui, ta dubi theo.

MAO TRACH PONG

nudc M§ bai hoc vé stic manh ctia chién tranh du kich.

Trong kinh doanh, mét c¢dng ty st dung chién tranh du
kich s& hitu rat nhiéu 1gi thé chién thuat dé cé thé thanh céng
ngay trén vung dat ctia nhiing gi khong 16.

T i Trung Quoc dén Cuba cho téi Viét Nam, lich st d3 day

Tat nhién, quy md 12 mét khéi niém tuong do6i. Céng ty 6 td nhd
nhit (American Motors) dudc xem 14 16n hon cong ty san xuit
dao cao rau 16n nhat (Gillette). Tuy nhién, American Motors nén
d4anh cudc chién du kich va Gillette nén chdi cudc chién phong
thi.

Xe tang da
bi danh bai 6 Iraq
Khong dugc thiét k& dé

chéng lai nhing cudc
tdn cong ndi loan

Tiéu dé trang ch?1 4n pham ra ngay 30 thang 3 nim 2005 clia td
USA Today. Trong kinh doanh cling nhu trong chién tranh, mét



cong ty stt dung chién luge du kich hoan toan cé thé canh tranh
hiéu qua véi mét doanh nghiép 16n va 1du ddi hon.

Quy mo d6i thlit quan trong hon quy mé doanh nghiép ctia ban.
Mau chét ctia cudc chién marketing 13 diéu chinh cac chién
thuat theo doi th1, chit khong phai theo ban than céng ty ban.

Nguyén tic du kich so6 1

Tim mot phdn khiic thi truong du nhé dé phong thu. C6 thé nhd vé
mait dia ly. Hay vé s0 lugng. Hay 6 mot khia canh nao d6 khién
cong ty 16n khé tan cong.

Mot coéng ty du kich khéng thay d6i bai todn clia cudc chién
marketlng (Cong ty 16n van danh bai cong ty nhd.) Thay vao d¢,
cong ty du kich c6 gang gidm quy mo cua ch1en trtidng dé dat
duge uu thé ddng quin. Néi cach khac, ho can trd thanh con cé
16n trong cai ao nhd.

Dia 1y 1a cach truyén thong dé dat dudc muc tiéu nay. Trong bat
ky thanh phd hay thi tran nao, ban ciing c6 thé tim thay mot
clia hang bach hda 16n hon Sears, mot nha hang 1én hon
McDonald’s va mét khach san 16n hon Holiday Inn.

Nhiing nha ban 1é dia phuong diéu chinh hang hda, thuc phiam
hay dich vu theo thi hiéu dia phuong. Chang c6 gi mdi trong

khai niém nay. P6 12 hanh d6ng mang tinh ban ning ctia mot
doanh nghiép ban 1é dia phuong.

webvan
JSreshdirect




Fresh Direct d3 stt dung thanh céng moét chién Iuge ma Webvan
tiing ap dung that bai tham hai. Khac biét 1a: Webvan st dung
chién ludc tin cdng vao nganh siéu thi toan qudc, trong khi
Fresh Direct di theo chién luge du kich. Vi du, New York 13 mot
lua chon tuyét voi cho Fresh Direct vi cac siéu thi & thanh pho
nay rat yéu 6t, ché dau xe hau nhu khéng ton tai, va ngudi tiéu
diing ciang thang véi nhiing ap luc thoi gian khi séng & mot
thanh pho 16n. Khau hiéu ctia Fresh Direct 1a: “Chting t6i ban
thuc pham tuci dé mang lai 10i ich cho khach hang.

Mau chét 13, mot cudc tan cdng du kich thanh cdng can st dung
cung moét kiéu tu duy trong nhiing tinh huéng khac nhau khi
cac phan khic khong qua ro rang.

Vi dy, Rolls-Royce 1a mot ké ddnh du kich gia cao trong nganh
cong nghiép 6 t6. Ho chiém linh thi truong nhiing chiéc xe co
gid trén 100.000 d6-la. Thuc té 1a ho s3 hitu thi trudng nay.

Khéng ai nghi dén chuyén canh tranh véi Rolls-Royce vi (1) thi
trudng hién hitu qué nho va (2) Rolls-Royce, it nhat 13 ban dau,
da c6 mét 1gi thé qua 16n. Lgi thé thubc vé Rolls-Royce.

Ban d3 bao gid nghe dén moét céng ty mdy tinh cé tén 1a
Computervision chua? Cha, ho 16n hon IBM... trong linh vuc
CAD (mady tinh hd trg thiét ké) cho cic trung tam lam viéc. Pay
12 mot chién luge du kich kinh dién - tap trung vao thi trudng
ngach hay phan khuc thi trudng ma ban cé thé phong thii trudc
ngudi dan dau.

Vi du, trén thi trudng may tinh CAD, Computervision nim giit
1di thé 21% thi phan so vdi con sd 19% ctia IBM. Ban gidm doc
cia Computervision nén chi trong vao ty 1é nay. Ho phai duy tri
né bang moi gid. Khi mét céng ty du kich bit dau thua tran
d4anh ngay trén “san nha”, ho sé trugt déc rat nhanh. Quan trong
hon hét, mét céng ty du kich can phai giit vi thé 1anh dao thi
trudng, cho du thi truéng dé cé nho bé.



TU mot khia canh nao d6, moét chién dich du kich tréng gidong
nhu mot ddt tan céng canh sudn. Vi dy, ban cé thé ndi rang
Rolls-Royce 12 mot ké ddnh canh sudn gid cao. Nhung cé mot
khac biét chinh giita chién tranh tin cdng canh sudn va chién
tranh du kich. TAn c¢dng canh sudn dudc trién khai huéng dén vi
thé clia ngudi dan dau. Muc dich ciia tan céng canh sudn 1a cudp
thi phan ctia ngudi dan dau.

Mercedes-Benz di trién khai mot dgt tan cdng canh sudn gia cao
vao Cadillac. Vi né di thanh céng trong viéc gianh thi phan ti
mang kinh doanh nay ctia General Motors — thanh céng dén néi
Cadillac phai tung ra Seville d&€ phong thii thi trudng ctia minh.

Rolls-Royce 1a mét ké ddnh du kich thuc thu. Trong khi Rolls-
Royce hoan toan dii stic dé 14y di mang kinh doanh cfia ai d9,
chién ludc cia né khong dudc thiét ké dé pha v& tinh thé canh
tranh hién tai. Pai Iy ctia Rolls-Royce cé thé 1ay di mang kinh
doanh ctia mot dai dién ban trai phiéu dia phuong, moét cla
hang kim hoan hay mot dai ly kinh doanh xe 6 t6 khac.

Thi trudng nhé cd nao th1 phu hop véi mét cong ty du kich? Ban
pha1 tu danh g1a Hay cd gang chon ra mot phan khic dd nhé dé
trd thanh ngudi dan dau.

Nhung xu huéng hanh déng thudng ngudc lai, d6 1a c6 ging
chiém thi trudng 16n nhat cé thé. Cach lam nay co thé la sai lam.

Ban hiém khi nghe tin tic vé nhiing céng ty hoat dong kém vi
thi tru’dng ho dang tap trung qua nhd. Mit khac, ban thu'dng
nghe vé nhLIng vu sup d6 cla cac cong ty md rong qua tay,
nhLIng coOng ty tung ra qua nhiéu san pham trong qua nhiéu thi
truong trén mot pham vi dia ly qua 16n.

Doi khi, mot cdng ty du kich tham lam sé thay d6i chién ludc
thanh chién tranh tin céng canh sudn; ndi cach khac, ho cd
gang ting thi phan bang cach tién gan hon va thach thic vi thé
clla ngudi dan dau. Vi du, tai sao Rolls- Royce khéng nén gidi



thiéu mdt chiéc xe véi gid thanh ré hon va cudp di thi phan tit
tay Cadillac, Mercedes-Benz va BMW?

Cin nhic chinh & diy 1a ngudn luc. Liéu céng ty du kich cé
ngudn luc (tién bac va tdé chic) dé doéi dau véi nhitng doéi thi
canh tranh méi khéng?

Poi khi cé. Thudng thi khong. TAn céng mot ddi thit 16n hon
nghia 1a phai tur bd phdo dai cia minh va di chuyén ra nhiing
vung dat trong.

Vi sao mdt cong ty du kich khéng thé 1am ca hai? Van 1a mét
cong ty du kich va tung ra moét dot tan cdng canh sudn thi sao?
Vi sao Rolls-Royce khdéng thé dong thdi ban nhiing chiéc xe
150.000 d6-la va nhiing chiéc xe 50.000 do6-la dugc thiét ké dé
tan céng canh sudn Mercedes?

Chung t6i goi dong tu duy nay 1a “cii bdy md rdng dong san
pham”. Mot céi tén khong thé dai dién cho hai khai niém khac
nhau. Chiéc Rolls-Royce chi phi thap sé htiy hoai vi thé ciia san
pham gia cao. Va thudng thi sin pham gia thap cling khéng thé
ban dudc vi ai s mudén mua mot chiéc Rolls-Royce ré tién chir?

D6 khong chi 1a 1y thuyét. Trong thip nién 1930, Packard gidi
thiéu Packard Clipper, mot phién ban gia thap cta chiéc xe gia
cao. Chiéc xe ré tién ban tot; chiéc xe dat tién khdng ban dugc.
Clipper 14 1y do chinh khién Packard di vao di ving trong lich st
nganh 0 to.

Mot 1an nita, van dé 1a tip trung. Vé ban chat, mot céng ty du
kich cé ngudn Iuc han ché. Dé ton tai, cong ty dé phai chdng lai
su cam do phan tan luc lugng. Hanh ddng nhu vay sé chi dan
dén tham hoa.



liw bl yae'll appoedi

PACKARD CLIPPER v 1375

Cudi thap nién 1920, Packard 1a chiéc xe sang trong ban chay
nhit § M§, vudt qua ci Cadillac, Pierce- Arrow va Peerless.
Nhung ban sé 1am gi khi cudc Pai khting hoang xay ra vao dau
thap nién 1930? D6 chinh 1a nhiing gi Packard lam, gidi thiéu
chiéc One-Twenty va sau d6 13 mot miu xe con ré tién hon,
chiéc One-Ten. Chung t6i di sai khi nhic dén cai tén Clipper.
Chiéc Packard Clipper tuong doi khong dat dé tdéi tin nim 1941
mdi ra ddi. (Hiy cha y dén diém nhan gia ré trong miu quang
c4o Clipper.) Nhung dtic két chinh & diy van ding. Packard 16 ra
van c6 thé ton tai dén ngay nay néu ho co cum lai trong thdi ky
Pai khting hoang va duy tri vi thé gia cao.

Nguyén tac du kich s6 2

Du thanh céng thé nao, diing bao gid hanh déng nhu nguoi dan
dau. Ngay cong ty du kich dat hang chiéc limousine Cadillac cho
cht tich héi dong quan trila ngay cdng ty d6 bat dau trugt doc.

Ngudi My cé thé thing cudc chién 3 Viét Nam néu thuyét phuc
thanh c6ng Viét Cong cl cac si quan sang West Point! hoc cdch
danh tran ctia My.



I, Tuc Hoc vién Qudn sy My: Hoc vién qudn su ddu tién, dong thdi
la mét trong nhiing cd sé dai hoc 16n nhat nudc Mj.

Va phan 16n cac cong ty du kich gdp may vi lanh dao ctia ho
khong dén Trudng Kinh doanh Harvard hoc cdch marketing ctia
General Motors, General Electric va General Dynamics.

Piéu dé khong cé nghia 1a cac trudng kinh doanh khéng san
sinh ra nhiing nha lanh dao xuit ching. Nhiing ngbi trudng dé
cd tao ra nhiing linh dao xuit sac cho cic cong ty 16n vi chuong
trinh dao tao cta ho dudc xidy dung xoay quanh hoat ddng
nghién cttu tinh hudng clia cic cdng ty nay. Ban chat chién lugc
va chién thuat du kich trai ngudc véi ban chit clia cic cong ty
Fortune 5001.

1. Nhém céng ty Fortune 500: Nhém 500 céng ty 16n nhdt nudc My
tinh theo tong doanh thu do tap chi Fortune binh chon.

Nhiing cong ty du kich thanh céng van hanh theo mét cach
thuc t6 chuc va thoi gian biéu khac.

Ngudi My dén Viét Nam vdi hang ngan dau bép, tho lam banh,
nhan vién, phu phong, gido si, si quan quan hé céng chiing. Viét
Nam khéng s& hitu nhiing nhan su nay. BS d6i Viét Nam hau
nhu chi s& hitu moét khau sing. Trai lai, mot lugng 16n quan
nhin My tham gia vao cdc hoat ddng quan ly, cung ting va phuc
vu nhu cau cia nhiing quan si tham gia chién dau. (Ai sé niu
nhiing bita in néng hoi sau mot ngay vat va trén chién trudng
chi?)

(Nam 1968, My c6 543.000 quin & Viét Nam, chi c6 80.000
trong s6 d6 1a quan si tham gia chién dau. Phan con lai chi phuc
vu trong chudi cung Ung va dich vu.)

Hiy nhin cdch mot coéng ty 16n dudc t6 chic. Thong thudng,
hon mét na sé6 nhan vién cung cap dich vu cho nhitng nhian



vién con lai. Phan nhé hon con lai sé tham gia vao cac hoat dong
canh tranh thuc su vdi cac déi thu.
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& Viét Nam, chi cé mot trong by ngudi linh My thuc su tham
gia chién dau. Sdu ngudi con lai tham gia vao cac hoat déng
cung ung va dich vu. Ty 1é nay tuong tu 8 mét tip doan 16n. Chi
mdt phan traim nho nhan vién tham gia hoat d6ng phuc vu
khach hang.

L}

C6 nhiing nhan vién trong nhiéu nim khoéng bao gid gip mit
khach hang hay gip g& mot nhan vién ban hang tit cong ty ddi
tht. Pay 1a nhitng “dau bép va thg 1am banh” clia cic doanh
nghiép My.

Cac cong ty du kich nén khai thac nhudc d1em nay bang cach
dua cang nhiéu nhin sy ra tién tuyén cang tot. Cc cong ty du
kich khong nén bi cdm doé bdi nhiing thtt nhu xay dung co cau td
chtiic, m6 tad cong viéc, con duong su nghiép va nhiing trang bi
chinh thong khac theo kiéu clia nhu’ng t6 chutc déng nhan su.
Tat ci nhan su clia cdng ty du kich nén & tién tuyén va khéng
nén cé nhan vién hau phuong.

T6 chtic tinh gon khéng chi dua nhan su ra tién tuyén. N6 con
cai tién manh mé “tinh nhanh nhen” cia ban than dé phan tng
kip thoi trude nhitng thay doi thi trudng.



“Héy nhanh nhen va lanh le.” B¢ 13 16i khuyén théng minh cho
nhiing cong ty muodn xac 1ap vi thé du kich viing chac.

Mot cong ty du kich cling nén tén dung loi thé nho gon dé dua
ra quyét dinh nhanh chong Day c6 thé 1a mot tai san quy gia khi
canh tranh vdi nhiing cong ty 1on c6 quy mo toan quoc, ndi cac
quyét dinh nhanh chéng nghia 13 sau tuan chi khéng phai sau
thanglam viéc thong thuong.

Nguyén tic du kich so 3

Hdy chudn bi b6 chay khi bi phdt hién. Mot cong ty bd chay sé
song sot dé mot ngay nao dé trd lai chién dau.

Loi khuyén nay dén tit Che Guevaral. Pliing ngan ngai tit bd vi
tri hay san pham néu tran chién dang dién ra bat 1di véi ban.
Mot cong ty du kich khong c6 ngudn luc dé lang phi cho mét
muc tiéu that bai. Ho nén nhanh chéng tit bd va di tiép.

I, Ernesto “Che” Guevara (1928-1967): Nha cdch mang Mdc-xit
nguoi Argentina, bdc si, tdc gid, lanh dao du kich, nha ngogi giao
va nha ly ludn qudn su. Ong la nhdn vdt chil chét trong cdch mang
Cu Ba.

Pay 1a diém ma 1gi thé linh hoat va t6 chtc tinh gon thuc su céd
1gi. Cong ty du kich thudng cé thé budc sang mdt vi thé khic ma
khong phai di qua nhiing dau khé va cing thing ndi boé nhu &
mot cong ty 16n.

Viéc khéng cé cac chiic danh va nhan vién hé trg cling mang lai
1i ich 16n. Néu 1a phé chti tich khu vuc M§ Latin ctia mdt cong
ty dang cd gang ti bd thi trudng nay, ban sé chién dau hét minh
dé giit 1ai vi tri &6 cho ban than. Cac thay d6i trong mot cong ty
16n thudng chi dién ra sau khi trai qua nhiéu xung dét ndi bo.



MCI

MCI khéi dau 13 mét cong ty du kich va trd nén thanh cong véi
rat nhiéu dgt tan céng vao d6i tht ding dau thi trudng _ AT&T,
bao gdm chuong trinh “Ban bé & gia dinh”. Tuy nhién, qua thoi
gian, MCI tré nén kiéu ngao va mat phuong hudng. Pic biét,
thuong vu sap nhip véi WorldCom 1a mot tham hoa.

Mot cong ty nhd cé thé thay ddi ma khong tao ra nhitng xung
dot nay.

Trdi ngudc véi bo chay 1a quay lai. Cong ty du kich nén st dung
tinh linh hoat dé nhanh chéng nhay vao mét thi trudng khi
thay cd hoi.

Cong ty nhd cé thé tung ra sdn pham mdi dua trén linh cadm ctia
moét ngudi. Trong cdng ty 16n, y tudng mdi cé thé chén chin
trong cic ity ban nhiéu thang trai.

Doanh nhin chuyén nhip khau gidy Robert Gamm khong biét
phai x{ 1y chiim chia khéa va nhiing dong xu 18 trong tti nhu
thé nao khi di bd nhanh hay choi quan vgt. Su bat tién dé tao
cdm hing dé Gamm gidi thiéu KangaRoos, d6i giay thé thao cé
tti kéo bén héng. Doanh sé ban hang nhanh chéng ting vot 1én
gan 75 triéu d6-la mot nam.

D6i khi, mét céng ty du kich co thé nhay vao chiém nhtIng vung
dat ma mot thuong hiéu quoc gia bd qua vi ly do nay hay ly do
khac. Cong ty du kich c6 thé nhanh chéng 1ap day khoang trong
khi van con thi truong.

Khi Nalley’s Foods phét hién Kraft dang bo qua méng nudc sot
mayonnaise, Nalley’s tung ra mét san pham tudng tu chi trong



vong 9 ngay. International Rubber, mét céng ty nhd &
Louisville, Kentucky, gid ddy dang san xuat loai vd xe bo thép
dit nhat thi trudng, ban thoéng qua nhitng nha phan phdi vo xe
chat lugng cao day hon gian khi Michelin tit b hé théng phan
phoi d6c quyén theo tiing thi tran ctia hing.

Du kich dialy

Hau nhu bat ky san pham hay dich vu nao ciing cé thé bi tin
cdng & pham vi dia phuong, mot chién thuit du kich kinh dién.

Business Week, Fortune, va Forbes 13 nhitng 4n pham kinh doanh
toan quéc rit manh. Tung ra mot 4n pham kinh doanh toan
qudc khac sé cuc ky khé khin va dit dd. 10 triéu d6-la dau tu véi
rat it cd hdi thanh céng.

Nhung cac 4n pha{m kinh doanh ctia mdi thanh phd dang né ro.
Khi Hiép hdi An pham kinh doanh khu vuc dugc thanh lap vao
nim 1979, né cé 19 an pham thanh vién. Nim nim sau, con so6
la 88.
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Crain’s Chicago Business hién c6 hon 50.000 ngudi dang ky, va
cdng ty nay da gidi thiéu nhiing an pham kinh doanh tuong tu &
New York, Cleveland, Detroit, Mexico City va Monterrey, Mexico.



Michael K. Russel, Chti tich American City Business Journal Inc.,
s3 hitu tdm td bao, ndi rang mot td tuan san cd thé dudc tung ra
véi chi phi chi khodng 750.000 d6-la.

Crain’s Chicago Business 13 cAu chuyén vé tan cong du kich thanh
cong dién hinh. Puge Crain Communications thanh 1ap vao
nim 1978, tuan san nay chi can ba nim dé sinh 16i. Hién
tai,Crain’s Chicago Business c6 hon 40.000 ngudi dang ky va cé
ty 186 dang ky mdi day an tugng: 75%. Bién 1¢i nhuin trudc thué
rat kha quan, dat tit 25 dén 30%.

Con s6 40.000 ban phat hanh dudng nhu khéng thé sanh dudc
vdi con s6 800.000 clia Business Week. Nhung td bao toan qudc
nay chi cé 36.000 ngudi dang ky & khu vuc trung tdm Chicago.
Do d4, chi it tai Chicago, Crain’s d3 thing Business Week.

Mot coéng ty du kich khong thay doéi bai toan vé cudc chién
marketing. Thay vao d96, céng ty d6 sé gidm quy mé ctia chién
truong dé dat dugc uu thé dong quan.

Hau nhu bat ¢t nganh nao ciing c¢é vi du vé hoat doéng chién
tranh du kich. Vi du nhu ngan hang. Hau nhu moi thanh pho
hay tiéu bang déu c6 nhiing ngan hang nhé tim cach canh tranh
vGi nhiing ngan hang 16n.

J trung tdim New York, nhitng ngin hang 16n ctia thanh phd
nhu Chase Manhattan va Citibank théng tri chién trudng tai
chinh. Tuy nhién, nhiing ngidn hang nhé & cac khu vuc dia ly
chon loc da trién khai nhiing chién thugt du kich rat hiéu qua.
Mau chét 1a tdp trung vao céch tiép cin dia phuong, bat dau
bang nhiing cai tén. Cac ngan hang nhu United Jersey va Long
Island Trust 13 nhitng vi du vé chién lugc nay.

Trong nganh hang khéng, rat nhiéu thuong hiéu du kich &3 cat
canh. Vai thudng hiéu thanh c6ng va nhiéu thuong hiéu khac
that bai khi c6 gang md& rong hoat dong. Air Florida va Midway
12 hai vi du dién hinh gan day nhat.



PEOPLExpress khdi dau 1a mot cong ty du kich phan khiic thap,
sau d6 mua thém nhiéu mdy bay va ma nhiéu tuyén bay mdi. Vé
ban chat, hing hang khéng nay di thay d6i tit chién tranh du
kich sang chién tranh tin c6éng canh sudn véi cai gia phai tra
chinh 13 sy linh hoat d3 gitp ho cat canh ti nhiing ngay dau.
Khong sé hitu nhiéu ngudn luc dé canh tranh lai véi cac khong
luc cia American, United va Delta, tuong lai cia PEOPLExpress
chic chin sé day &m dam, mi1 mit.

Pung nhu du doan, PEOPLExpress di khong con ton tai. Bén
canh viéc md& réng cac tuyén bay va lich bay qua nhanh, ngudi
sang l4p Donald Burr cling mua nhiing chiéc Boeing 747 va bat
dau dich vu bay dén London. Nam 1985, 6ng mua lai Frontier
Airlines véi gid 300 triéu d6-1a. Sau d6, 6ng cd gang chuyén ti
chién ludc hang khong gia ré sang hang khong truyén thong.
Gan nhu pha san, PEOPLExpress dudc Texas Air mua lai vao
nim 1987. Hiy so sanh véi Southwest Airlines. K& tit chuyén
bay dau tién nim 1971, Southwest chua bao gid thay ddi chién
ludc gia ré cia minh. Ngay nay, Southwest 1a hang hang khéng
thanh cong nhat & My, ¢ gia tri von héa 16n hon 5 hing hang
khong 16n nhat cia My cong lai.

Du kich nhan khiu

Mot chién thudt du kich kinh dién khac 1a :cié'p can mc_”Jto phan
khuc dén s6 nhat dinh - phén khuc cy thé theo d6 tu6i, thu
nhip, nghé nghiép...

TS Inc. 1a vi du cho cudc chién du kich nhan khau dién hinh. La
tap chi toan qudc dau tién danh cho cic chtt doanh nghiép nho,



Inc. trd thanh mot hién tuong thanh cdng ké tit khi ra mat vao
nim 1979. Trong nim dau tién, Inc. ding tai 648 trang quang
c4o vdi gid tri khodng 6 triéu d6-la, nim khdi dau thanh cong
nhat trong lich stt nganh tap chi.

Thanh céng ctia Inc. dya trén cai nhin sic sdo clia ngum sang lap
Bernard A. Goldhirsh. Ong nhin ra ndéi dung ctia nhiing an
pham kinh doanh toan quéc dudng nhu khong phan anh ding
tén goi cia chung. Business Week nén thuc su dudc goi 1a Big
Business Week. V&i lugng luu hanh chua dén 1 triéu ban, Business
Week chi dén tay mot ty 16 nhd trong 5 triéu doanh nghiép MJ.
Inc. 13 An pham dau tién khai ph4 thi trudng ch doanh nghiép
nho van con réng mé.

Vai doanh nghiép du kich két hop cach tiép cin dia 1y va nhan
khau. Tap chi Avenue, mét thanh c6ng marketing 16n khéc, chi
tiép cdn nhitng ngudi cé thu nhip cao song & ddo Manhattan.

Du kich nganh

Mot chién luge du kich kinh dién khac 13 tip trung vao mot
nganh cu thé. Vi duy, trong nganh kinh doanh may tinh, chién
lugc nay dugc biét dén vdi tén goi marketing hang doc.

Vai coOng ty may tinh dang chon mét nganh, vi du quang cdo,
ngan hang hay in an thucng mai - sau do, thiét ke toan bd hé
thong mdy tinh dé gidi quyét nhu:ng van dé chi xuat hién trong
nganh Cac hé thong d6i khi bao gobm nhiing phan cting va phan
mém dic biét.

Triod Systems of Sunnyvale & California thiét k& mét hé thong
mady tinh gitp gidi quyét nhiing van dé hang tén kho phtc tap
ctia cdc nha phan phdi si phu tung xe 6 t6. (MOt nha ban si
thuong trit 20.000 phu tung va ce{p von cho hang ton kho bfmg
khoan tin dung ctia nha cung cip.) Sau khi niém yét cong
chiing, Triod c6 doanh thu hon 100 triéu do6-la/nam, con so
dang ké véi mét doanh nghiép di theo chién luge du kich.



Mau chét thanh cdng clia chién luge du kich nganh 14 yéu t6 hep
va sau chit khdng phai rong va néng. Khi cdng ty du kich bat
dau diéu chinh hé théng dé phit hdp véi nhiing nganh khic, cac
van dé sé bat dau nay sinh.

Du kich san pham

Rat nhiéu céng ty du kich kiém dugc tién bang cach tip trung
vao nhiing thi trudng nhd véi san pham doc ddo va duy nhat.
Doanh s6 ctia ho khéng bao gid dt 16n dé hap din nhitng cong
ty 16n hon cung nganh.

Vi dy, trong vong 10 ndm qua, American Motors d& ban hon
100.000 chiéc ]eep/nam Cung thoi dlem do, General Motors ban
dugc s6 xe Chevrolet gap 18 lan con sd nay. Do d4, tai sao GM
phai tung ra mot sin pham gidng chiéc Jeep chi dé ban thém
30.000 hay 40.000 chiéc trong mot nim chi?

Khoéng may thay, American Motors khong nhin nhin van dé véi
tu duy quin su nhu GM. AMC di dung tién kiém dudc tit Jeep dé
dau tu vao Alliances, Encores va nhitng chiéc xe khac dudc thiét
ké dé canh tranh véi Chevrolet.

Chiéc xe du lich thanh c6ng nhat ctia AMC 1 Eagle, m6t mau xe
bon banh theo kiéu xe Jeep. N6i cach khac, d6 1a mot san pham
tdn dung vi thé cta xe Jeep.

Mot vi du du kich bang san pham ddc ddo khac 1a Tandem
Computers. Tandem san xuit nhiing chiéc may tinh cé tinh
ning chiu 18i trong qua trinh x Iy truc tuyén cé tén 1a hé thong
NonStop. Chiéc may tinh nay c6 hai bd vi x{t 1y @& néu mot trong
hai bi héng, bd vi x(1 1y con lai van tiép tuc hoat dong.

Du kich phan khuc cao

Trong x4 hoi giau co ngay nay, cé rat nhiéu cong ty du kich nim
& phan khtc cao cip, chang han nhu dan duong cam Steinway,



déng hd Concord, may xt ly thitc in Cuisinart...

Chiéc may Cuisinnart 250 d6-la 13 sdn pham dién hinh cé gia
thanh cao véi doanh s6 16n. Véi gid ban cao hon bén 1an nhiing
mAau mdy khdc tit cic céng ty danh tiéng nhu General Electric,
Sunbeam vi Waring, su khac biét clia Cuisinart dén tit nhitng
tinh ning va phu ting néi troi.

Rat nhiéu coéng ty du kich tdn céng vao phan khic cao tiém
nang luéng lu khi tham gia thi trudng. Ho lo sg tén thuong hiéu
mdi khéng & than bi dé cé thé ban san pham 3 muic gia cao dén
ngdng cudng kia.

TANDEM

NonStop Computing Systems

Tandem Computers tiép tuc kinh doanh hiéu qua cho dén nim
1997 khi ban lai cho Compag Computer véi gia 3 ty d6-la.
Doanh thu nam trudc dé cia Tandem 1a 1,9 ty d6-la.

Tham chi mét sdn pham théng thudng nhu dién thoai di dong
cling cé thé 1a d6i tudng tan céng du kich cao cip. Chiéc dién
thoai siéu moéng Razr V3 ctia Motorola dugc ban vdi gid 450 do-
la. K& tit khi dugc tung ra nim 2004, Motorola di ban hon 1
triéu chiéc.



Do d4, ho thda hiép bang cich gidi thiéu san pham & mtc gia
the{p hon. D6i khi, ho cit giam chat lugng hay tinh ning dé 1am
diéu d6. Két qua 13, sAn pham mdl khong tao ra dudc su than bi
hay doanh s6 ban hang mong mudn.

Ho nham lan gi{ia nguyén nhan va két qua. Sy than bi khéng
phai 12 nguyén nhin tao ra hé qua nhu cau va doanh sé cao.
Chat lugng cao va gia thanh cao mdi 1a 1y do tao ra hé qua (su
than bi) r6i mdi tao ra nhu cau cao.

Gia thanh cao khién khach hang chil y dén san pham trén ké
trung bay. “Nay, hiy nhin gid ban san pham d6 kia,” ngudi tiéu
ding néi. Va sau d6 ho héi tai sao. Tat nhién, diéu nay tao ra cd
hoéi dé ban ké cho khach hang nghe ciu chuyén vé 1y do tai sao
san pham cia minh cé gid ban cao.

Nhung ban phai 1a ngudi dau tién. Tri khi s hitu nhitng nguén
luc v6 han, cdi ma nhiing cong ty du kich khong bao gid co, ban
phai 13 cong ty dau tién chiém dudc dia hat cao cip. Khong ai
ban nhitng chiéc may xit Iy thuc pham 250 d6-la cho dén khi
Cuisinart xuat hién.

Cong ty du kich phan khtc cao can niém tin va diing khi, niém
tin vao tuong lai cta su sang tao va diing khi dé tung ra mét san
pham khoéng tén tudi.

Nhitng céng ty du kich phin khtic cao thudng c6 théa hiép véi
tén thuong hiéu. Vi du dinh ban san pham gia cao, ho nghi rang
mot cai tén d3 xac 14p sé mang lai sut an tAm cho ngudi mua. Tat
nhién, day 13 mot vi du khac vé cai by md rong dong san pham,
mdt ri ro bat bién cho thanh céng ctia cac doanh nghiép. Mot
cai tén khoéng thé dung cho hai chién lugc.

C6 rat nhiéu cd héi & phan khic cao. Nhung khong phai cho
chiéc xe thé thao 100.000 d6-la hay chiéc dong ho deo tay
10.000 d6-la. Cd hoi thuc syt ndim & nhitng san pham théng
dung trong phan khtc cao cap.



Ai c6 thé mua mét chiéc Ferrari ch? Khéng quéa nhiéu ngudi.
Nhung ai ¢ thé trd 5 d6-la cho ntta cAn muodi (cao gap 20 1an gia
théng thudng)? Hau nhu tat cd moi ngudi.

Manh khée khoéng phai 1a ban mubi véi gid 5 d6-la nita can.
Manh khée 13 tim ra thi gi dé bd vao mudi dé khién né xing
dang véi cai gid db. (Cach tiép cin marketing thanh céng cla
Orville Redenbacher.)

Phat trién dong minh

Phat trién dong minh 14 chién lugc phd bién trong nhiéu nganh,
nhat 13 & nhiing noi vi thé canh tranh 4p d3o thudc vé mot
nhém céng ty du kich dia phudng. M6 hinh dién hinh 1a bén
nhudng quyén cb gang thiét 14p mot chudi toan quoéc dudi mot
cai tén thu'dng hiéu duy nhat, nhu:ng cac diém nhudng quyen
thudc s hitu va kiém soat clia cac cong ty dia phuong. Chién
lugc nay cé thé dudc thuc hién bing mdt trong hai cach: tit trén
xudng hoic tit dudi 1én.

Ai sé trd nhiéu hon 3 d6 la d& uéng mét ly ca phé chi? P6 chinh
la hang triéu ngudsi My. Luon c6 mot phan khuc khach hang
muon thit tot nhat va san sang chi trad cho né.
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Leading Hotels of the World lién tuc ting trudng. Ngay nay, nd
c6 420 khach san trén toan thé gidi.

Nhiing td chiic theo md hinh ti trén xudng phat trién mot géi
téng thé va chio ban cho cic doanh nhin dia phuong.
McDonald’s, Pizza Hut, Holiday Inn, Coca-Cola la nhiing vi du
dién hinh. Néi cach khéc, ban phat trién moét khai niém roi
tuyén mot doi quan gdm nhiing cong ty du kich dé hién thuc
héa y tudng do.

Cach tiép cin sang tao hon 1a t6 chic tit dudi 1én. Cac t6 chic
kiéu nay c6 thé tao ra nhiing thanh c6ng ngoan muc vi né doi
héi it ngudn luc hon dé khai dau.

Vi du dién hinh 1a Century 21. Cong ty nay chiéu mo cac nha
moi glO'l bat dong sdn tham gla vao mdt mang ludi toan quoc dé
ho c6 thé trao doi thong tin va thu hat khach hang tiém ning.
Century 21 12 mét y tudng tuyét voi vi chuyén mua ban nha
thudng lién quan dén viéc di chuyén ti “lanh thé” cta dai ly
mdi gidi nay dén “dia hat” clia dai Iy méi gidi khéc.



Leading Hotels of the World, mot nhom do 195 khach san cao
cap tu nguyén gin két véi nhau, 12 moét td chiic tit dudi 1én
thanh cong khéc. Quality Inns, mét nhém 582 nha nghi ven
dudng & Bac My, cling vAy.

Cau hdi mau chét khi phat trién déng minh 1a: “Ai 13 d6i thi
canh tranh?” D6i khi déi tha 1a ngudi hang x6m cda ban, ¢6 ltc
lai khong.

Hai nha nghi  hai bén dudng d6i dién nhau cé thé 1 nhitng d6i
tht cay nghiét — d6 1a 1y do chi mét trong hai sé tham gia vao
mdt chudi nhu Quality Inns. Mit khéc, hai nha nghi ¢ thé cling
nam & dao Caribe, ndi cac ddi thi canh tranh cé thé dén tit mot
hon ddo khac cadch dé hang tram dim. Do dé, thay vi ddnh nhau,
ca hai cé thé hop luc dé gia ting gid tri cho hon ddo cia minh.

Trong su két ndi nay, ching ta théiy réng ngay cang cd nhiéu
chuong trinh marketlng chung khi cac cong ty tré nen kho khan
hon trong viéc c6 lap d6i thh thuc su. Hiéu biét vé cac nguyén
tic trong chién tranh marketing khong nhat thiét dan dén
nhiéu ké thi hon. Péi khi thuc té ngudgc lai. M6t hinh thai hgp
tac dudc ky vong sé xuat hién phd bién hon 14 1lién minh: lién
minh san pham, lién minh viing, lién minh nhan khau...

sh4 S5 4

Nguyen tac chung trong s6 100 cong ty, 1 cong ty nén phong
thd, 2 cdng ty nén tan céng, 3 cdng ty nén tan céng canh sudn.
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Tat nhién, phan 1én trong s6 hang triéu céng ty d My nén ap
dung chién tranh du kich. Trung binh, 94 trong s6 100 cong ty
nén danh du kich. Cac cdng ty du kich cé thé thanh c:ong trong

mdt khodng thdi gian dai. Chting chi gip van dé khi co ging

hanh déng nhu nhiing cong ty 1én.

Nguyen tac dong quén sé khuyen khich cac cong ty du kich hgp
tac vdi nhau dé cing sinh ton.

Cac cong ty du kich xuat hién khip noi

Trong so6 5 triéu cong ty My, cd 1é da phan cac cdng ty dang st
dung chién lugc du kich. Cac cong ty 16n c6 thé thong tri ban
tin, nhung nhiing cong ty nho lai thong tri biic tranh kinh
doanh.



Vi du trong nganh thuc pham. Chi ¢é vai cdng ty 16n: Kraft, H. J.
Heinz, Hershey’s. Nhung Kraft chi 1a 1 trong 660 c6ng ty san
xuat phd mai. Heinz 12 1 trong sd 380 cong ty déng gbi dua. Va
c6 864 cong ty san xuat keo bén canh Hershey’s.

Phan 16n nhiing céng ty nay st dung chién tranh du kich. Trong
s6 100 coéng ty, nhin chung, 1 cdng ty nén phong thi, 2 céng ty
nén tan céng, 3 céng ty nén tan cdng canh sudn va 94 coéng ty
nén danh du kich.
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cuOc CHIEN COLA

Nhitng vi du lich sit la bang chiing khoa hoc thuc nghiém tot nhat.
Thuc té nay dac biét dung trong nghé thudt chién tranh.

KARL VON CLAUSEWITZ

Clausewitz va nhiéu tac gid khac di nhiéu 1an nhic lai

diém nay. Tuy nhién, cdc nha marketing hiém khi danh
thdi gian nghién cttu lich s marketing. Ho qua ban rén dé
nghién cttu nhitng sy kién hién tai. Ho thay ban than minh cé
trach nhiém giit san pham theo nhip diéu cia nhiing trao luu
thi trudng mdi nhat.

N ghién cttu chién tranh chinh 1a nghién ctu lich st.

Hon niia, lich s&t marketing c¢6 xu hudng tap trung vao nhiing gi
dad xdy ra hon 1a vi sao chiung xay ra. Vi thiéu mot ly thuyét
marketing toan dién, c6 1é day la cai san c6 té6t nhat.
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The story of the global
corporate battle between

the Coca-Cola Company
and PepsiCo, Inc.

J-C. Lovuis and
Harvey Z Yazijian

Chién tranh di trd thanh mot cach nhin 4n du phé bién cho hau
hét cac nganh c6ng nghiép va nganh hang, bao gom cola.

Mot cach dé kiém tra @6 tin ciy clia cic nguyén tic trong chién
tranh marketing 14 nhin lai lich s& cia mdt nganh va sau dé
phén tich nhiing budc di canh tranh chinh tit géc nhin ctia cac
nguyén tic ndy. Ching t6i di 1am diéu dé véi bdon nganh khac
nhau. Chuong nay thao luin vé cudc chién cola. Pay 1a cudc
chién kéo dai nhiéu thip ky giita d6i quan Coca-Cola cia Atlanta
va Pepsi-Cola ctia Purchase, New York.

Cocaine va caffeine

Coca-Cola 1a loai nudc gidi khat khéng con cé tubi ddi hon 100
niam. Ban dau, né khéng dugce dung dé gidi khat. La két qua sang
ché ctia mot dudc si va cuu si quan quan d6i mién Nam trong
cudc Nbi chién My - John Styth Pemberton, Coca-Cola dudc gidi
thiéu nhu mét biét dugc ctia nudc ngoai chita cocaine ti 14 coca
va caffeine tu hat cola.

L4 coca cé tac dung tao khoai cdm, dudc thd dan chiu My &
Bolivia ua thich. Ho thudng nhai né trong khi lam viéc. Do d¢,



thuong hiéu Coca-Bola ciia Tién si Mitchell 1a mot trong nhiing
do6i thi dau tién ctia Coca-Cola.

Nhai hat cola cling tao ra cdm giadc tuong tu véi nhiing nguoi
ban xi & Tay Phi. “Hat gidéng dia nguc” 1a tén goi ma nhiing
ngudi kiéng rugu dit cho thi hat nay.

Ban dau, Coca-Cola 1a mot loai thudce. “Mot loai thiic udng ngon
lanh giup chiung ta sang khodi, vui vé, hang hai, c6 tac dung xda
tan nhting con dau do cang thang, nhUc dau, dau dauy, loan than
kinh, sau mudn” 1a md ta trong mot mau quang cdo vao thdi dé.

Pau thé k{ XX, tién d6 ctia Coca-Cola trd nén xan lan hon. Nim
1902, véi ngin sach quang cdo 120.000 d6- la, Coca-Cola trd
thanh san pham noi tiéng nhat nudc Mj. Nam tiép theo, cong ty
loai bd cocaine bang cach chiét xuat tit 14 coca di ta. (Phai 70
nam sau, Coke khong chia caffeine mdi ra doi.)

Pudc tiép stic bdi quang cdo va phong trao han ché rugu bia,
Coca-Cola tang trudng nhanh chéng. Nam 1907, khoang 825
trong s6 994 hat & cac bang mién Nam ciil & M§ cAm ban rucu.
“Thiic uéng khoéng con vi dai toan quoc,” Coca-Cola quing cio.

“Thit nudc than thanh cia mién Nam,” nhiing nha binh luin &
mién Bac nhan xét.

Nim 1915, mot nha thiét ké tit Terre Haute, Indiana cho ra ddi
maAu thiét ké chai 190ml, mau chai d6c d4o chi danh riéng cho
Coca-Cola. Qua nhiéu nim, hon 6 ty chai Coke 1am bang thiy
tinh xanh Georgia dugc san xuat.



Mot mAu quang cdo clia Coca- Cola trong nhitng ngay dau.

The pause
that refreshes

)

TU rat sém, mét thuong hiéu din dau nhu Coca-Cola nén tap
trung vao viéc gia ting lugng tiéu thu cia nganh hang. Cong ty
nay di lam diéu d6 vdi khau hiéu “Khoang ngiing sang khoai”
1an dau dudc stt dung nim 1929. Tuy nhién, lugng tiéu thu cola
ngay nay dang di ngang hoic di xuéng, va Coca-Cola chang thé
lam gi d€ cai thién tinh hinh. Do d6, thuong hiéu dan dau nay
chuyén sang khau hiéu nhu “Hang chinh hiéu”. (Lugng tiéu thu
nudc giai khat khong con trén dau ngudi di gidm xuodng ké tit
nam 1998.)



Thiét ké mdi xuat hién rat ding thoi diém. Nhitng cong ty bat
chudc xuat hién nhan nhan. Chi riéng trong nim 1916, tda 4n
dd x 153 vu mao danh, bao gom Fig Cola, Candy Cola, Cold
Cola, Cay-Ola va Koca Nola.

Trong thap nién 1920, Coca-Cola khéng cé d6i thh. Van dé duy
nhat ctia ho 14 gia ting lugng tiéu thu nudc ngot. Con sé ting
trudng rat cham, tit 91 trén dau ngudi nim 1919 1én 12,51 nim
1929. (So vGi hon 1501 ngay nay.)

Quang cdo clia Coca-Cola cd gang kich thich tiéu diing. Cac vi du
ndi tréi nhat 1a “Thirst knows no season” (tam dich: Miia nao
cing khat) (1922) va “The pause that refreshes” (tam dich”
Khodng ngliing sang khoai) (1929).

Twice as much for a nickel?

1. Pay la slogan ctia Pepsi-Cola vao nam 1939, tam dich la: “Cung
mot gid nhung nhiéu gap déi.”

Cudc dai khting hodng vao dau thap nién 1930 di giap cac doi
tht ctia Coca-Cola cat cdnh, dac biét 1a Pepsi- Cola va Royal
Crown.

Y tudng: ban mdt chai cola 350ml vdi gid tuong duong s6 tién
phai bd ra dé mua chai Coca-Cola 190ml.

Pepsi-Cola nghi ra y tudng dé vao nim 1934, nhung dén nim
1939 (véi su xuat hién ctila Walter Mack), né mdi dugc trién
khai.

¥ tudng d6 dudc thé hién dudi dang mot bai hat gt dén “John
Peel” - bai hat di sdn truyén thong ctia Anh - phat trén radio:

Pepsi-Cola 1a thit ban can.

Pay 12 ouncel, viy la rat nhiéu.



1,12 ounce = 350ml.
Cling mot gid nhung nhiéu gap d6i.
Pepsi-Cola 14 thiic uéng danh cho ban.

D6 1a chién luge théng minh dude thuc hién mét cich ngoan
muc. N6 thu hit su chd y cia moi ngudi, dic biét 1a gidi tré.
Trong nganh hang keo va cola, thanh thiéu nién chay theo s6
lugng chit khong phai chat Iugng.

Va chiép luge nay dudc thuc hién bang ngin sich marketing
han ché. Nam 1939, Coca-Cola chi 15 triéu d6-la cho quang céo,
con Pepsi-Cola chi chi 600.000 d6-1a.

Lic nay, Coca-Cola roi vao thé khé. Ho khong thé gia ting sd
lugng trit phi tit bd khodng mét ty chai Coca-Cola 190ml. Ho
khong thé gidm gia vi cé hang trim ngan chiéc may ban nudc
ngot 1 nickel! trén thi trudng.

1, Nickel: Dong tién xu cua My, 1 nickel = 5 xu.

Coca-Cola d4 tim ra cach rat thong minh dé ban lon nude 350ml
ma khong lam mat di hinh dnh ctia mau chai 190ml kinh dién.
Ho chi don gidn in hinh cai chai 1én lon nudc.

Pepsi-Cola da tung ra mot dot tan cong canh sudn kinh dién vao
thi trudng phan khic thap. Nhung moi chuyén khéng chi don



gidn nhu viy. Pepsi bién moét ddt tin coéng canh sudn thanh
cong thanh mét dgt tan c6ng vao thé manh chinh cta Coca-
Cola.

Nguyen tac tan cong so 2: Tim diém yéu c6 hitu trong thé manh
cua ngudi dan dau va tdn céng vao dé. Coca-Cola chic hin nghl
rang ban than chai Coke la thé manh 16n nhat. Ho st dung né
trong moi mau quang cdo va dang ky nhan hiéu thuong mai.
Raymond Loewy di goi né 1a “miu bao bi dugc thiét ké hoan
hao nhat”.

Chién lugce quang cdo clia Pepsi-Cola bién thé manh do6 thanh
diém yéu. Mau thiét ké chai 190ml hoan hio nim gon trong
long ban tay khong thé bién thanh cai chai 350ml, trit khi ban
c6 ban tay cfia tién vé trung tdm cao 2,13m ctia d6i New York
Knicks.

Trong Thé chién thi II, Pepsi-Cola vugt qua Royal Crown va Dr.
Pepper, trd thanh doi thi s6 2 ctia Coca-Cola.

Coke 1é ra nén lam gi?

Nguyén tic phong thii s6 2: Chién ludc phong thii tét nhdt la diing
cam ty tdn céng bdn thdn. Coca-Cola 1& ra nén ty tan céng minh
bél}g mot thuong hiéu thit hai trudce khi Pepsi lam diéu dé. Thoi
diém Iy tudng dé tung ra mot thuong hiéu thi hai gia thap theo
kiéu Pepsi 1a dau thip nién 1930 khi cudc khiing hoang chi méi
bat dau. (Double Coca, mét thuong hiéu di xuat hién trén thi
trudng ngay nay, cé thé 13 mot cai tén tot dé stt dung.)

Vé 1y thuyét, budc di phong th nén tuong tu nhu Trac II clia
Gilette. Va nhiéu kha ning né cling mang lai hiéu qua tuong tu.
(Ngay nay, Gillette c6 thi phan dao cao rau uét 16n hon thi phan
cola ctia Coke.)

Mot khodng thoi gian ngan sau chién tranh, cé vé nhu Coke di
may man. Nén kinh té khong thuin 1gi cho Pepsi. Khi gia duong



va gia nhan cong tang cao, gia Pepsi- Cola cung phai tang theo.
Pau tién 12 tang 1én 6, r6i 7 xu. Cau quang cao “Cung mot gia
nhung nhiéu gip d6i” trd thanh “Gap déi va ngon hon”.

Sau dd, Pepsi chuyén trong tdm ti tiéu ding céng cong tai cac
may ban hang va may rét nudc soda sang tiéu thu tai nha bang
cach tung ra chai Pepsi 16n hon. “Be social” (tam dich: Két néi
ban bé) 1a chti dé quang cado mdi khi Pepsi chuyén hudng né luc
marketing sang cac siéu thi. N6 Iuc d6 da thanh céng.

Thuong hiéu dan dau khéng bao gid dude chan chit trong viéc
gidi thiéu thuong hiéu thit hai @é tu tan céng ban thin nham
ngin chin doi thit. Double Cola dang ra da trd thainh mot y
tudng hay dé ngin chin sy tréi diy clia Pepsi-Cola.

Coke khdi dau thip nién 1950 véi 1gi thé cao gap 5 lan Pep51
Pén thip nién 1960, khoang cach d6 di gidm xuéng mot nita.

Coca-Cola c6 thé cam cu trong bao 1au? Thoi diém qua stc chiu
dung dén vao ndm 1954. Doanh s6 ban hang ctia Coke giam 3%
va Pepsi tang 12%.

Vao nim sau d6, Coca-Cola tung ra cic don ddnh bat ngd vé kich
cd chai: 295ml, 350ml, 770ml. Khi nguon hang hét, chai Coke



190ml dan bién mat khéi lich stt.

Hing nim, chii d& quang cdo clia Coke thay ddi khi cong ty diéu
chinh cach thic phan Ung lai trudc stc ép ctia Pepsi. Nam 1956:
“CoCa-Cola makes good things taste better” (tam dich: Coca-Cola
khién d6 an di ngon lai cang ngon hon). Nam 1957: “Sign of
good taste” (tam dich: Biéu tugng ctia hudng vi tuyét voi). Nam
1958: “The cold, crisp taste of Coke” (tam dich: Huong vi mat
lanh, nadng ddng ctia Coke). Nam 1959: “Be really refreshed”
(tam dich: Hiy that sang kho4i). Nhiing thay d6i nay 1a ddu hiéu
chic chan cho thay d6i quan & Atlanta dang boi roi.

Thé hé Pepsi

Kich c& chai 16n hon 1a chién thing dau tién va thé hé Pepsi 1a
chién thang thu hai trong ci dam kep lién tiép ctia Pepsi day
Coke dén vuc tham.

Tim ra diém yéu trong thé manh cia ngudi dan dau 1a nguyén
tac tan cong then chdt trong mdt tran chién marketing. Coca-
Cola manh & dau? N¢ 1a thiic uéng cola dau tién. N6 di ton tai
trén thi trudng 1au hon Pepsi. Su thit nay 1a thé manh hién
nhién ctia Coke, nhung né di kém mot thuc té it hién nhién hon.

Ngudi gia udng Coke. Ngudi tré uéng Pepsi. Hon niia, chai 16n
hon thu hit gidi tré nhiéu hon. Ngudi trudng thanh nao cé thé
uong mot hoi hét mot chai 350ml nhu mot thiéu nién chi?

Cach thé hién dau tién cfia khai niém nay 1a théng diép quang
cao “Now it’s Pepsi for those who think young” (tam dich: P¢ la
Pepsi - thiic udng danh cho tudi tré) vao nim 1961. Pén nim
1964, v tudng nay cat canh vdi thong diép kinh dién “Come
alive, you're in the Pepsi generation” (tam dich: Hiy song day,
ban dang & trong thé hé Pepsi).

Toan tinh trong chién luge méi ctia Pepsi 14 téi dinh vi d6i tha
nhu mot cdng ty “gia coi, khong bat kip xu hudng va cli ky”. Ho



da thanh c6ng va tao ra mot 1gi ich tam ly khac cé gia tri khéng
kém.

“THE CHOICE OF
A NEW GENERATION.

“The choice of a new generation” (tam dich: Lua chon ctia thé hé
mdi) dugdce Pepsi coi 1a chién Iuge dinh hudng theo gidi tré ma ho
da phat trién qua nhiéu nim (né dude tém gon tot hon trong
cum tit “thé hé Pepsi”). Pay 12 mot trong nhiing chién ludc
marketing tot nhat moi thoi dai. Thuong hiéu s 2 can déi dau
véi ngudi din dau. Vé ban chat, Pepsi néi véi nhitng ngudi tré
rang: “Ban khéng mudn udéng nhiing gi bd me ban udng; ban 1a
thé hé Pepsi.”

Y tudng nay tan dung xu hudng chéng ddi tu nhién ton tai gitta
cic khach hang muc tiéu. Vi nhiéu ngudi uéng Coca-Cola hon
Pepsi, ngudi anh nhiéu kha ning udng Coke. Ngudi em khi d6
thé hién su ndi loan bang cach chon Pepsi. Chién lugc nay hiéu
qua tit géc d6 tudi tac. Khi Coca-Cola chio ti biét ciac khach
hang 16n tudi sap lia ddi, Pepsi chao dén cac khach hang mdi sap
chao ddi.

Pepsi ciing st dung 4m nhac, hinh thtic ndi loan quen thudc ctia
ngudi tré, day thong minh nhu mét thanh phan chli yéu trong
chién ludc ctia minh. Thdi diém &6, Pepsi st dung hinh anh
Michael Jackson va Lionel Richie trong nhitng mau quang cio.



Cac thanh thiéu nién thay Lionel Richie va thot 1én: “Oi chao!”
Ngudi truédng thanh thay Richie va néi: “Lionel Richie 1a ai nhi?”

Chi dé Itc bay gid clia Pepsi, “Lua chon ctia thé hé méi”, 1a mét
cdch thé hién khac ctia chién ludc tudi tré, tdm diém trong dgt
tan cong vao san pham Coca-Cola “gia coi”.

Tuy nhién, cling nhu phan 16n cic cong ty, Pepsi-Cola dang cé
xu hudéng danh mat phuong thic chién luge ctia minh. Trong
hai thap ky gan day, Pepsi st dung v tudng “thé hé” chi trong
khodng mot phan ba thdi gian. Hai phan ba thdi gian con lai, ho
ltii sang cac chién dich khic. Nam 1967: “Taste that beats the
others cold, Pepsi pours it on” (tam dich: Pepsi — Huong vi mat
lanh, danh bat tat ca). Nim 1969: “You're got a lot to live, Pepsi’s
got a lot to give” (tam dich: Ban con nhiéu diéu dé séng, Pepsi
con nhiéu thit d€ cho). Va mau quang cdo tram ling nim 1983:
“Pepsi now” (tam dich: Pepsi ngay bay gio).

Véi san pham tiéu dung, quang cdo 1a vii khi chién luge quan
trong nhat clla thuong hiéu. Thay d6i dinh huéng chién lugc
mdi nim 13 mot budc di sai 1am. Diing bao gid thay d6i né tri
khi ban thay d6i hinh thtc chién tranh marketing.

Tat nhién, tit gbéc nhin chién thuit, nhitng ngoén tit, hinh anh,
am nhac c6 thé dugc thay do6i thuong xuyén khi can thiét.
Nhung chién lugc thi khéng.

Tuy nhién, hiéu ng tong thé trong cac né lyc clia Pepsi van 1a
lam suy yéu vi thé dan dau ctia Coke mot cach déu din. Tu hon
2,51an ndm 1960 thanh 1,15 1an nam 1985.

N6 luc phan céng ctia Coca-Cola

Qua nhiéu nim, Coca-Cola d3 bd 18 cd héi ngin chin Pepsi vi
khong tung ra thuong hiéu thu hai trong mot cai chai 16n hon.
“Cling mot gia nhung nhiéu gip d6i” 18 ra cling cé thé hiéu qua
vdi Coke nhu da hiéu qua vdi Pepsi.



Coke.

Do la hang chinh hiéu. coke.

Day 13 mot trong nhiing khau hiéu quing cdo hiéu qua nhat
tiing dudc nhin nhin. Théng diép “hang chinh hiéu” 1an dau
tién dudc Coca-Cola st dung vao nim 1970 va ké tit &6, né thinh
thoang dudc stt dung lai.

Coca-Cola ban nudc gidi khat khong con trong khi Pepsi ban
Pepsi. “Khoang nging sang khodi” va “Moi thi sé thich thi hon
v3i Coke” 1a cac vi du tiéu biéu.

Nam 1970, cudi ciing Coca-Cola ciing tim ra chién lugc phong
th tot nhat v8i ngudi dan dau. P chinh 1a vi thé dan dau.

“P4 1a hang chinh hiéu.” Phat biéu d6 ham y tat cd moi thi khac
déu nhai theo thuong hiéu Coca-Cola. Tat nhién, d6 chinh xac la
nhiing gi cac loai nudc cola khac da lam.

Chién lugc “hang chinh hiéu” cling di kém véi viéc cdng bd “Bi
quyét 7X” cong thiic bi mat ctia Coca-Cola. Ké tit thoi bac si
Pemberton, chi c6 vai ngudi biét Bi quyét 7X. Tuyén bd nay rat
dang giad vi né khién nhiing ngudi udéng cola phai ban tan va
tudng tugng. Nhung thong diép hang chinh hiéu khéng dudc st
dung lau dai. Nam 1975: “Look up, America” (tam dich: Nudc
My hiy nhin 1én). Nam 1976: “Coke adds life” (tam dich: Coke



gia ting huong vi cudc séng). Nim 1979: “Have a Coke and a
smile” (tam dich: Uéng Coke va mim cudi).

Dén nim 1982, Coke di dat dén dinh diém cda su v vi v4i khau
hiéu: “Coke is it” (tam dich: P 1a Coke).

Du di dep théng diép “Hang chinh hiéu” nhiéu nim trudc, Coke
van khong thé chén siu y tudng ndy. Cit nhac dén “hang chinh
hiéu” 13 phan 16n moi ngudi sé néi Coca- Cola. Hiy hdi ho “Pé 1a
ai?” va xem bao nhiéu ngudi sé tra 16i “DP4 1a Coke.”

Royal Crown: qua it, qua tré

Royal Crown, sdn pham cola dting sd 3 trén thi trudng, c6 giang
quay trd lai cudce chadi vao nim 1969 bang cich thué Wells, Rich,
Greene, don vi quang c4o néi nhu cén nim d6, va tung ra mot
chuong trinh quang céo 16n.

“Chiing tbi sé giét chét Coke va Pepsi,” Mary Wells néi. “Mong
anh b qua 16i néi dé, nhung chiing téi thuc su sé lam vay.”

Hiy quén nhiing miu quang cdo ctia Royal Crown di. P6 khéng
phai 13 yéu td chinh. Ban khéng thé d6i dau truc tiép véi hai dng
16n nhu Coke va Pepsi r6i hy vong gianh chién thing. (Vao thdi
diém &9, chi riéng Pepsi ciing cé thi phan 16n gip 4 1lan Royal
Crown. Ngay nay, con sd @612 1014an.)



Ban biét thong diép quang cdo clia minh d3 di ding hudng khi
truyén théng néi vé chtt dé ban quang cio. Mbi khi cé co hdi,
bién tdp vién cia mot t& bdo hay tap chi sé sit dung cum tu
“hang chinh hiéu” dé nhic dén Coca-Cola. Cudn sach gan day
nhat clla cong ty nay cé tua dé Hang chinh hiéu. Vay thi tai sao
Coke khéng st dung “hang chinh hiéu” trong quing cdo? (Ggi y:
N6 khong sang tao. Tic la khong méi va khac biét.)

Royal Crown cola d4 thuc hién hang triéu bai tht nghiém mui vi
dé chiing minh rang RC cola c¢é huong vi ngon hon Coca-Cola
Classic (57% so v3i 43%) va Pepsi-Cola (53% so v&i 47%). Khong
quan trong. Ban khéng thé thing bang moét san pham c6 mui vi



ngon hon. Ban chi c6 thé thang bang mot cai tén hay hon hoic
mot chién luge xuat sac hon dé tao ra nhan thic tot hon.

Khoanh khiac chéi sing ctia Royal Crown 1a vao nhiing ndm
1930 khi n6 ban nhiéu hon Pepsi-Cola. D6 1a thoi diém dé Royal
Crown hanh déng. Pén nam 1969, cau chuyén di cli: Qua it, qua
tré.

Mbindm tréi qua, thi phan clia Royal Crown trén thi trudng cola
ngay cang nhé lai. Mot thuong hiéu ding thit 3, cach hai thuong
hiéu dan dau mot khodng cach rat xa cé thé lam gi?

Tat nhién, ddp 4n 14 thay d6i hinh thtc chién tranh va chién
lugc marketing. Lua chon hdgp ly cho Royal Crown 1a tré thanh
mdt cdng ty du kich. Nguyén tic dau tién cta chién tranh du
kich 13 tim mot phan khtic thi trudng dd nhé dé phong th.

C6 thé Royal Crown nén thiét 14p mot vi thé dia Iy trong mot
khu vuc. C6 thé & phia Nam, ndi Royal Crown manh nhit. Néu
co gang danh mot trin chién toan qudc véi ngudn luc han ché,
ho sé bi Coke va Pepsi nhan chim. Khi thi trudng nudc giai khat
khong cdn 16n 1én, sé cé chd cho thuong hiéu cola thit 3 trén ké
hang.

Trén thuc té, vao dau thip nién 1960, Royal Crown di dua ra
moét lua chon khac.

Tran chién mii dui

Royal Crown khdi dau thip nién 1960 véi mot don tin cdng
canh sudn day manh mé: Diet Rite Cola. Ho d3 khién cac d6i tha
phai kinh ngac. Phai t8i ba nam sau, Coca-Cola méi phdn tng lai
dugc bang Tab, con Pepsi- Cola thi tung ra Diet Pepsi.

Vao cudi thap nién, Diet Rite 1a sdn pham nudc gidi khat khong
con it dudng ban chay nhat. N6 chiém gan mét nita doanh thu
ctia Royal Crown.



Nguyén tic tdn cong canh sudn sd 3: Theo dudi ciing quan trong
nhu tdn céng. Diet Rite di thanh céng bang mdt budc di canh
sudn tdo bao ma cé ci su gitp stic ctia Coca- Cola 1an Pepsi véi
khodng thdi gian 3 nim. Gid 12 thdi diém ra quyét dinh. Royal
Crown c6 nén tiép tuc trién khai tat cad dong san pham khéng?
Hay chi tip trung nguoén luc vao san pham gianh chién thang?

Diet Rite va Royal Crown? Jeep va nhiing chiéc xe khach? Cac
quyét dinh chién Iugc cin ban nay dudng nhu chua bao gid dudc
quyét dinh. Ban linh dao cic cong ty M§ thich dé thi trudng tu
quyét thay ho. Do d6, ho ¢ gang danh bing hai miii tin céng
vdi nhitng két qua ¢ thé doan trudc.

diet RITE

T bd thuong hiéu Royal Crown cola va tip trung tat ca ngudn
luc marketing vao thuong hiéu Diet Rite Cola dang chién thang
18 ra c6 thé 1 budc di thong minh. Nhung néu nhin lai, Diet Rite

12 mot thuong hiéu yéu vi céi tén qua chung chung. San pham

nay cé thé thanh céng hon véi mét cai tén hay hon. (Royal
Crown cling 12 mot cai tén yéu. N6 nghe nhu thé mét cong ty
ban xang.)




Chuong trinh quing cdo duy nhat ctia 7-Up phan anh vi thé
khoéng cola ctia thuong hiéu nay. Cong ty nay 1é ra khéng nén ti
bd thong diép dé.

Diet Rite Cola dan chim vao quén ling. M6t thuong hiéu ting
thong tri thi trudng cola it dudng ngay nay chiém chua dén 4%
thi phan. Chi riéng Diet Coke d3 mang vé doanh thu cao gip 14
lan Diet Rite.

D6 1a mot cudc chién khéng cin stc. Hai thuong hiéu kia st
dung loi nhuin tit Coke va Pepsi dé chi cho thuong hiéu cola it
dudng. Royal Crown st dung 1gi nhuan tit Diet Rite @é chi cho
nhiing dgt tin céng phit phiém vao cic thuong hiéu 1én clia
Coke va Pepsi.

Clausewitz néi: “Hay tap trung quin.” Trin chién mii dui mét
1an niia ching minh tdm quan trong cia phat biéu quan su cht
chot nay.

Tan cong canh sudn bang san pham khong cola

Mot tay chaoi khac da tham nhép tit rat sém vao thi trudng cola
1a 7-Up. Nam 1968, cdng ty nay dinh vi minh 13 thi nudc uéng
vi chanh khéng cola. Chién ludc 1a bién 7-Up trd thanh san
phiam thay thé Coke va Pepsi. Doanh sd ban ting 15% trong
niam dau tién.

Hau nhu bat ky vi thé manh nio cling cé thé bi tin céng canh
sudn theo cach nay. Thuc té, vi thé hay thi phan cang manh thi
co hoi tao ra mot san pham thay thé cang cao. Do d9, tra 1a san
pham thay thé cho ca phé. BMW 1a san pham thay thé cho
Mercedes-Benz. Va 7-Up 1a san pham thay thé cho Coke va Pepsi.

10 nim sau khi chién dich khéng cola dugc tung ra, Philip
Morris mua lai 7-Up vdi cai gia chua tung cé trudc day: 520 triéu
d6-la. Nghia 1a 74 triéu d6-la mot 1an “lén”?! .



Van codn say men sau chién thing marketing cfia cic thuong
hiéu Marlboro va Miller Lite, Philip Morris? quyét tdm lip lai
chién thiang nay vdi thuong hiéu méi 7-Up. Cong ty nay ting
gap d6i ngan sach cfia 7-Up 1én 40 triéu d6-1a va trién khai mot
chién dich goi 1 “quing cdo khao khat ctia ban.”

I, Nguyén van la: “That was $74 million per ‘Up’” & ddy, tdc gid
choi chit: 7-Up co gia 520 triéu dé-la, tuc la 7 lan “l1én” co gia 520
triéu do-la, hay 1 lan “lén” co gia: 520 : 7 = 74,28 (triéu do-la).

2, Philip Morris: Céng ty san xudt thudc ld da quéc gia ciia Mj.

MAiu quang cdo noéi: “Nude My dang bién thanh 7-Up,” nhung
doanh s6 ban ctia 7-Up khéng dudge nhu mong doi. Nam 4o, 7-
Up 14 thi nudc gidi khat khong con duy nhat nim trong nhém
10 thuong hiéu cé doanh sd gidm. 7-Up mat 10% thi phan.

Ngudi tiéu dung khong ngu ngdc. Khi ho thay mot mau quang
cdo nhu “Nudc My dang bién thanh 7-Up,” ho biét nd la quang
cao v@ van vi nudc My sé khéng bién thanh 7-Up.

Vao thdi diém d6, bén canh viéc néi ring nudc M dang “bién
thanh 7-Up,” chién lugc cia 7-Up 1a ca hat va nhdy mua. Cach
ddnh nay tan cong vao diém manh nhat ctia cac hing cola: ca



hat va nhdy muda. Khéng ai ca hat va nhiy muda nhiéu bang Coke
va Pepsi. (Nhd bai hat “T6i mudn mdi ca thé gidi mét ly Coke”
khong? Bai hat nay tham chi con dugc thu vao nhitng may hat
tu dong.)

Nghién cltu thuong hiéu nay ti géc nhin quan sy, chung ta cé
thé hiéu ly do vi sao doanh s6 ban hang cfia 7-Up sut gidm va tai
sao chién lugc “bién thanh 7-Up” khéng hiéu qua. Cai 7-Up di
lam trudc d6 1a xac 1ap mdt vi thé “thay thé” khac biét. Bang
cach d6, ho da gianh dudc thi phan clia nudc gling, bia tit ré cay,
nudc cam va nhiing san pham thay thé cola khac.

Gio 13 thoi diém chuyén sang chién tranh tan céng, v4i muc dich
dua ra cho nhiing ngudi uébng Coke va Pep51 mot ly do dé ho
khong uong cola. Nguyen tac tan coéng sb 1: Yéu té cdn nhdc
chinh la thé manh clia ngudi dan dau.

Nhiing thitc uéng cola manh & dau? P4 13 huong vi. Hat cola.

Nguyén t§c~t€{n cong s6 2: Tim diém yéu c6 hitu trong thé manh
ctia ngudi dan dau va tdn céng vao dé. Nhiing thiic udbng cola yéu
& dau? Piém yéu nam & huong vi, hat cola.

Néu doc ghi chu trén thin lon Coca-Cola, ban sé thiy nhiing
thanh phan sau: nudc cé gas, dudng, mau caramen, axit
photphoric, huong vi tu nhién, caffeine.

Caffeine? Chac chan rdi, tat ci nudc cola déu chita caffeine. Chat
nay nam trong hat cola. Va theo quy dinh lién bang, ban khéng
thé goi Coke 1a nudc cola tru khi né cé chiia caffeine.

Ai 13 ngudi udng nudc gidi khat khéng con? Tré em. Pé 14 mot
qué trinh mua san pham hai budc. Phu huynh budc vao siéu thi;
tré em md t lanh.

Piéu trd tréu 1a Cuc Quan ly Thuc pham va Dugc pham M§ yéu
cau cola phai c6 caffeine (khi biét qua trinh xt 1y hat cola sé lam



mat caffeine tu nhién). Do dé, Coca- Cola phai mua caffeine ti
nhiing céng ty nhu General Foods. Cac bac phu huynh cho tré
uong Coca-Cola dang trao cho ching thi caffeine da dudgc loai

bd khéi hdp Sankal cta ho.

I, Sanka: Thuong hiéu ca phé khi caffeine cua Mjy.

Ké tit khi cuén sach nay dudc xuat ban, 7-Up da thay ddi dinh
hudng va gidi thiéu 7-Up Plus, mdt san pham cé chia caffeine.
Sau dé, ho gidi thiéu san ph:im Mixed Berry 7- Up Plus khong
caffeine c6 huong vi trai cdy. Changla g1 doanh s6 ban ctia 7-Up
tiép tuc sut giam.

TU dién noi gi vé caffeine? “Mdt loai ancaloit két tinh ¢é vi ding
xuat hién trong ca phé, tra va hat cola, cé tac dung kich thich
tim va hé than kinh trung uong.”

Cac bac phu huynh khong mudn kich th1ch bon tré. Ho mudn
chung binh tinh. Tré em d3 d hiéu dong rdi. (Thuoc gidm cing
thang than kinh cho tré em sé ban chay néu Hoffmann-La
Roche quang c4o san pham nay) Chung t6i da trinh bay y y tucng
“khoéng caffeine” cho 7- Up vao dau nim 1980. Mau quang cao
truyen hinh nguyén mau néi: “Ban 'khéng mudén cho tré em
udng ca phé. Vay tai sao lai cho tré uéng cola chita caffeine chit?
Hiy cho chting uéng thit nudc khéng cola, khéng caffeine: 7-
Up.”



“Khoéng bao gid,” Phé Chii tich Marketing ctia 7-Up thot 1én khi
nghe y tudng nay. “Chung t6i sé khong bao gid quang céo sdn
pham bang cach nay.”

Cha, khéng bao gid xay ra rat nhanh khi ban bat dau mat thi
phan. Pau niam 1982, 7-Up gidi thiéu chién ludc “khéng
caffeine”. Théng diép trén lon 7-Up la “Chua bao gid va sé khong
bao gic co caffeine.”

Nhung 7-Up d3 mac hai sai 1am chién ludc. Pau tién, ho gidi
thiéu mot loai cola loai bé caffeine c6 tén 1a Like. Ho tu chia
quan va khién ngudi tiéu diung béi roéi. Thi hai, ho quén mat
thong diép khong cola. Chi néi ring Coke va Pepsi chita caffeine,
con 7-Up khong cé caffeine 1a khong dd. Ho can phai nhic ngudi
tiéu diing rang 7-Up 1a tht nudc khéng cola, sin pham thay thé
cho Coke va Pepsi.

Tuy nhién, chién lugc khéng caffeine vin mang lai cho 7-Up
nhiing thang lgi nhét dinh. Va 7-Up leo tit vi tri thit 4 1én thi 3
trong bang xép hang thi trudng nudc giai khat khéng con.

Khoéng 1au sau, 7-Up mat di su tip trung. Chién lugc khong
caffeine bién thanh “khéng mau nhan tao”.

Khéng mau nhén tao? Vdy con huong vi thom ngon (va day
mau sac) cua Jello thi sao? Tl kem lam banh dén Kool-Aid, dau
bép déu phai sit dung mau nhén tao.

Gan day, 7-Up da quay trd lai chién dich khéng cola. HQ tung ra
ba chién dich 16n chi trong va1 nim. Muc dich ctia cudc chién
marketing 13 tao ra su bdi roi trong hang ngu doi phutdng chu
khong phai chinh ban thin ban. 7-Up sé can thdi gian dé g& roi
ban than.



RC 100 14 san pham cola khong caffeine dau tién d1 chang ai
nhd dén nd vi cdi tén qua toi. Mot nganh hang méi can mét cai
tén mdi.

Su hon d6n va rdi ram cdia thi trudng cola

Thuc té, chién dich “khéng caffeine” 1am chinh xic nhitng gi
mot dot tan cong nén lam. N6 tao ra su hon don va roi tri cho
ddi ngti cia Coke va Pepsi.

“MAau quang cdo clia 7-Up vé caffeine choc titc nganh nudc giai
khat khong con,” theo The Wall Street Journal. Trong mot phat
biéu chinh thtc, PepsiCo goi chién dich ctia 7-Up 1a “khéng phuc
vu 1gi ich cfia cdng ching vi théi phong nhiing lo 1ang stic khoe
chua dudc kiém chiing bang cac chién thuit ht1 doa.” Cac nha
marketing ctia Pepsi “tin tudng hoan toan” rang caffeine khéng
mang lai rii ro stc khoe nao.

Theo t6i, nguoi phat ngdn cta PepsiCo dd phan ng qua mtc.
Chua day sau thang sau, PepsiCo tung ra Pepsi Free phién ban
binh thudng va phién ban it dudng.



Nhiing cong ty khac cling theo sau: Coca-Cola, Royal Crown, Dr.
Pepper. Thadm chi Sunkist ciing loai bo caffeine. (Caffeine thilién
quan gi dén nudc soda cam chu?”)

Cac d6i thli déu chui v dén caffeine. Cac thudng hiéu chua bao
gig co caffeine bat dau tuyén boé minh khong cé caffeine, nhu
Sprite hay nudc gung Canada Dry.

Chung ta ciing nén nhic dén RC 100. Trong toan bo lich st
chién tranh cola, RC 100 hau nhu chang dé lai ddu an nao.
Nhung RC 100 14 thttc uéng cola khéng caffeine dau tién. Pudc
Royal Crown tung ra nim 1980, sin pham nay nhanh chéng cit
canh. Nhung tuong tu Diet Rite Cola, RC 100 bi bép nghet bdi
nhiing san pham cé chtta caffeine tit Coke va Pepsi. La ngudi dau
tién chua dd. Ban phai 1a ngudi dau tién va s& hitu nhiéu nhat.

Tran chién miii dui: vong 2

Tiéng sing nd ra vao thang 8 nim 1982 & Radio City Music Hall,
New York ndi Coca-Cola gidi thiéu Diet Coke, sdn pham dau tién
mang tén Coke ké tit khi sdn pham nguyén ban dugc tung ra vao
nam 1886.

Chua ting cé san pham nao khi tung ra thi trudng dat dudc
thanh coéng ban dau ruc rd nhu vay. “Néu cé diéu gi chac chan
trong marketing, dudng nhu d6 1a Diet Coke,” tG The New York
Times dang tai.

“Diet Coke sé thanh céng trén con dudng tré thanh thi nudc
giai khat khéng con pho bién thit hai trong lich stt Coca-Cola,” t&
The Wall Street Journal du doan.



Theo y kién riéng ctia ching t6i, Coca-Cola 1é ra sé t6t hon néu
khong tung ra Diet Coke ma thay vao d6 tip trung mot phan 16n
ngudn Iuc vao Tab, thuong hiéu it dudng ctia hing. Trude khi
Diet Coke ra doi, Tab 1a thuong hiéu cola it dudng dan dau thi
trudng, cé doanh s6 cao hon Diet Pepsi 32%.

The Pepsi
Challenge

The Pepsi
Generation

Pepsi-Cola di do du gitta hai chién lugc rat tot. Céng ty nay lé ra
nén chon mot trong hai va lién tuc theo du6i né.

“Thit nudc gidi khat khong con ban chay nhat trong khoang
thoi gian ngan chua tung thay,” bién tip vién Jesse Meyers cla
Benverage Digest Viét.

Cac nha quan ly & Atlanta ciing khéng can khiém ton khi khoe
diéta con mdi nhat cia minh.

“Diet Coke 14 tin vui quan trong nhat trong toan bd lich sit 96
nim clia Coca-Cola va nhiéu kha ning 13 mét su kién ndi bat
trong nganh nudc gidi khat khong con nhitng nim 1980,” Brian
G. Dyson, Chti tich Coca-Cola USA ndi.



Sau tat ca nhitng 18i néi c6 canh nay, ban phai can ddm 13m méi
dam budc t6i Coke tu ban vao vi minh. Tuy nhién, trong dai
han, d6 chinh la nhiing gi ho lam.

Chic chin, trong ngan han, Diet Coke 13 mét thanh céng 14n.
(Tuong ty nhu Diet Rite Cola va RC 100.) Diet Coke dudng nhu
an tdm nam & vi tri thi 3 sau Coke va Pepsi. Nhung véi cai gia
nao?

Pau tién 1a Tab. Vao cai nim Diet Coke ra ddi, Tab cé 4,3% thi
phan trong nganh nudc giai khat khéng con. Khi Diet Coke cat
canh, Tab nham mién Nam thang tién. Nam 1984, thi phan clia
Tab gidm con 1,8%.

Do d6, Coca-Cola di lam nhiing gi ma mot khach hang thudng
1am khi mic sai 1am. Ho sa thai cong ty quing cdo thuong hiéu
Tab va thay thé miu quang cédo. Liéu Tab cé 14t ngudgc thé cd
khong? Khong, trit khi Coke tit bd sin pham it dudng ctia minh.

Th haila Coca-Cola. Vao cai ndm Diet Coke ra doi, Coke nam gi
23,9% thi phan, sau dé gidm xudéng 21,7% vao nam 1984.

Vay d6. Thi phan ctia Diet Coke hau nhu gan bang thi phan da
mat cta Tab va Coca-Cola.

Thach thic Pepsi

M6t budce di chién luge khac ctia Pepsi vio gitta thap nién 1970
cling xting dang dudc nhic dén. Mang tén “Thach thic Pepsi”,
né 1a mot loat bai kiém tra mu véi hai lon cola khéng ghi thuong
hiéu. Trong c4c bai kiém tra, nhiing ngudi tham gia thich Pepsi
hon Coke theo ty 16 3:2. K&t qua nay dudc céng bd trén truyén
hinh.

D6 1a mot chién luge tot, phai khong? €6 18 vay, vi nd xody vao
diém yéu cia mot sin pham manh. Vi Pepsi ngot hon Coke
khoang 9%, trong dgt thit sdn pham dau tién, thang lgi thudc vé



Pepsi. (Vi ngot Ging ho thé hé Pepsi. Khong thi gi 1a qua ngot véi
mot dia tré 12 tudi.)

Thich Mew Coke 55%
Thich Old Coke 19%

Khéng phéan biét 26%

Trong bai kiém tra mi1, ngudi tham gia thich New Coke hon
phién ban nguyén thiy gap 1,5 lan.

Thich New Coke 13%
Thich Old Coke 59%:
Khoéng phan biét 28%

Khi ngudi tiéu dung biét thuong hiéu ho dang ném, két qua dao
nghich. Ngudi tiéu dung gid diy thich Coke nguyén ban hon
New Coke theo ty 16 4:1. Trong thi trudng cola, bia va tat ca cac
loai thitc uéng, ngudi tiéu diing c¢é xu huéng “udng nhin hiéu”.
Rucu vang dat tién trong cai chai dit tién cé mui vi ngon hon
rugu vang ré tién trong cai chai ré tién, thim chi dit mui vi ctia
hai loai rugu nay hoan toan giong nhau.

NhUng d6 khong phai 14 moét chién luge tét trong vai tro mot
miii tan cong tryc dién thi hai theo sau mot dgt tan cong lon
clia Pepsi. San phim ding thi 2 khong dd ngudn luc dé phat
déng hai chién dich. Nguyén tic tan céng so 3: Trién khai cudc
tan cong vao mdt trdn cang hep cang tot.

Nhung khi @4, Coca-Cola di 1am mot diéu ma ngudi dan dau
khong bao gid nén lam. Sau nhiéu nim chéng lai thach thiic
Pepsi, Coca-Cola bat ngd cong khai thay ddi cong thiic dé ngot
nhu Pepsi-Cola.



Gio ddy, hang chinh hiéu d& khong con chinh hiéu nita. Coca-
Cola di tu htiy hoai vi thé ctia minh.

Van dé khoéng ndm & chd thay déi céng thiic. Van dé nam & chd
thoéng bao vé thay doi d6. Phan 16n cic cong ty déu it nhiéu diéu
chinh céng thiic qua thdi gian. Coca- Cola ciing 1am vay, néi
tiéng nhat 13 viéc thay xi-rd bap fructozd cao bing dudng mia.

Véi rat nhiéu céng ty “mdi, cai tién”, dé 1a cach thiic marketing
dé song con.

Piém khic trong tinh hudng cfia Coca-Cola 1a vi thé “hang chinh
hiéu”. Trong mot thé gidi thay d6i nhanh chéng, hudng vi Coca-
Cola khong d6i 12 cai di trdn an ngudi tiéu dung rang ho khéng
gid di. Tit bd chai Coke cii d4 14 té hai rdi. Gid ho con tit bd ludn
cong thtc.

Su tré lai cia hang chinh hiéu

Chua day ba thing sau khi gidi thiéu “Coca-Cola Mdi,” d6i quan
Atlanta bam dip day minh quyét dinh bd cubc. Ho tuyén bd
hang chinh hiéu sé quay tré lai vdi cai tén mdi: Classic Coke.

Su trd lai clia hang chinh hiéu d3 khai tit New Coke. Chung t6i
du doan New Coke sé nhanh chéng bién mat.

Nhan thttc manh hon thuc té. Du cic bai kiém tra cho thay New
Coke c6 mui vi ngon hon Coke cii, ngudi tiéu diing van khéng
tin vao thuc té dé. Rot cudc, Coke nguyén ban 1a hang chinh
hiéu. Lam gi c6 cai nao ngon hon hang chinh hiéu?

Nhén thdc anh hudéng dén mui vi va danh gid ctia con ngudi.
Tran chién dién ra trong tam tri khach hang. Trong tam tri
khach hang khong cé thuc té. Chi c6 nhin thitic. Nhin thic 1a
thuc té.



Mbi khi di ngudc lai nhan thic trong tAm tri khach hang, ban sé
thua cudc. Xerox cé nghia la may photocopy trong tam tri, do
dé, ban khong thé nao thanh céng bang cidch marketing mét
chiéc may tinh Xerox.

it book us 54 yeors 1o grow one his big

Céc cong ty khong bao gid rat kinh nghiém. Chiéc Volkswagen
Phaeton (gi4d ban tit 66,5151 d6-la dén 98,215 d6-1a) 1a mot
tham hoa. Nhu mét ngudi ddnh gia xe di ndi: “C6 hai 16i nho.
Huy hiéu Volkswagen & ludi tan nhiét va thung sau xe.”

Khi ban roi vao vong X04y m3 rong dong san pham, moi thit
chuyen tl xau sang toi té. Tr8 vé ndm 1985, Coca- Cola cé tam
san pham cola. Gid né c6 14 san pham, bao gdm nhitng san
pham ky la nhu Coca- Cola Zero, Diet Coke véi Splenda, va Coca-
Cola C2. Coca-Cola dang can nhic mdt sdn pham cola cé mi ca
phé nita du san pha{m nay d3 that bai khi thit nghlem thi trUdng
nim 1996. Chang cé gi la khivi thé clia Coca-Cola ngay cang suy
yéu trén thi trudng.

Volkswagen nghia 12 nhitng chiéc xe nhd, bén bi, dang tin ciy.
Do do, Volkswagen khong thé ban nhiing chiéc xe dat tién cho
dén khi gidi thiéu thuong hiéu Audi.



Coca-Cola thay d6i cong thtic ttc 13 di ngude lai nhan thic
“hang chinh hiéu.” Céng khai quay trd lai sin pham cii nghia la
thita nhan c6ng ty da pham sai lam. Coca-Cola di tu lam suy yéu
vi thé ctia minh trong tAm tri ngudi dung.

Lan dau tién trong lich st, vi thé din dau ctia Coca- Cola bi de
doa nghiém trong. Pepsi ¢ cd hoi tot trong tuong lai gan dé leo
1én vi tri dan dau trong nganh hang cola.

Thach thiic caffeine

Khé ning danh tra thach thic Pepsi ctia Coke bi &nh hudng bdi
mot hudng danh khéac. Trong nd luc bio vé ban thin khéi
nhiing dgt tin céng “khéng caffeine” clia 7-Up, Coca-Cola tung
ra nhiing phién ban khong caffeine cho ba thudng hiéu cola. Do
dé, gid day, Coke c6 tdm sian pham khic nhau va mét md hon
don rdi ram. (Classic Coke, New Coke, Cherry Coke, Diet Coke,
Tab, Caffeine-Free New Coke, Caffeine-Free Diet Coke va
Caffeine-Free Tab).

Coca-Cola rd rang khéng nhan ra rdi ro ti nhiing san pham cola
khong caffeine. Hiy nhin vao ca phé. Khi doanh s6 ban cac
thuong hiéu khong caffeine tang, luong tiéu thu ca phé nhin
chung giam.

Mot thdi gian sau, moi nguoi khong udng Coke vi né chita
caffeine va ho khong uong Coke khdéng caffeine vi né khéng
phai “hang chinh hiéu”.

Viéc thay d6i cong thic va tung ra cic thuong hiéu khoéng
caffeine tao ra nhitng vin dé nhan tién cho Coca- Cola. Thim chi
ngudi tiéu dung trung thanh véi Coca-Cola qua quing thoi gian
khiing hoang tudi trung nién ciing gip khé khin khi mua san
phim ctia cdng ty nay, chang han:

“Ban cho t6i mot ly Coke.”



“Anh thich uéng Classic Coke, New Coke, Cherry Coke hay Diet
Coke?”

“T6i thich Diet Coke.”
“Anh thich loai thuong hay loai khéng caffeine?”

“Mét qud. Cho t6i mét ly 7-Up.”



12
cuOc CHIEN BIA

Rdt nhiéu ngudi cho rang chi cé gang phdn nita ciing hiéu qud.
Nhay vita dé hon nhdy cao, nhung khéng ai muén bang qua mét
con muong réng bang cdch bang qua nita con muong trudc.

KARL VON CLAUSEWITZ

1au. Choén linh thiéng danh cho d6i quin marketing ctia

Anheuser-Busch 1a phong hdi thdo & ting chin tai tru s&
cong ty dudc biét dén véi tén goi “phong chién tranh”. Bén
trong, cdc ban d6 véi nhitng miii tén den chi 1én xudng dudc
treo la liét trén tuong dé phan 4nh hiéu qua clia céng ty va cac
doi tha.

C dc nha marketing bia d3 ap dung tu duy quin su tit rat

Ké tit Thé chién thi II, da phan cic mii tén den & Anheuser-
Busch déu hudng 1én trén.

Budc dot pha ciia Budweiser

Sau chién tranh, nganh bia trdi qua mot giai doan bat on.
Thuong hiéu s6 1 ltc bay gid 1a Schlitz, sdn pham bia dd mang
lai tén tudi cho vung Milwaukee.

Nhung sau khi Paree xuat hién, Milwaukee dudng nhu khéng
con noi tiéng nita. Do d6, bén dudi H6i trudng Quan doan My va
Hoi Cuu Chién binh, cac cuu chién binh bat dau thi cic thuong
hiéu khéc, néi tiéng nhat 1a Budweiser, 6ng hoang clia céc loai
bia.



Vi tri dan dau thay d6i qua lai. Ndm 1951 va 1952, Schlitz ndm
vi tri dan dau. Nam 1953 va 1954, d6 la Budweiser. Nam 1955
va 1956 lai la Schlitz.

P4 13 nhitng nidm quan trong khi chi né luc phan nita 1a khéng
dt. Su that 13, chién thing cé thé thudc vé mot trong hai thuong
hiéu nay. Chi thém vai triéu d6-la quing cdo cé thé quyét dinh ai
1a ngudi chién thang. Tuy nhién, théng thudng, cic cdng ty
trong nhiing tinh huéng nay lai khong danh gia cao loi thé dai
han to 16n ma mét khac biét bién d6 nhd trong mot ndm mang
lai.

Trong giai doan quan trong nay, cic quan ly cap cao thudng dit
cau hdéi sai vé dé nghi gia tdng ngin sach quang cido. Ho thudng
héi: “Loi nhuin trén dau tu 1a bao nhiéu?”
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Thang 5 nim 1979, rit nhiéu chuyén gia, bao gdbm cac bién tip
vién clia t& tap chi nay, du doan rang Miller sé nghién nat
Budweiser trong “cudc chién bia”. Chuyén dé di khong xay ra vi
nhiing ly do sé dudc gii thich & chuong nay.



Mét trong nhiing 1y do din dén thanh cong clia Budweiser
chinh 14 cai tén. Budweiser, tén ngin gon 13 “Bud”, 14 cai tén dé
nhd hon Schlitz. Cai tén Schlitz cling di kem véi nhiing nghia
phu tiéu cuc. Nhitng dia tré & Miwaukee thudng noéi: “Bia Pabst
trong cai ly nhung bia Schlitz trong cai quan dai.”

Pang ra ho nén hdi: “Chtng ta phai chi bao nhiéu dé dam bao
chién thang?”

Clausewitz chi ra rang déi khi ranh gidi gitta thing va thua chi
13 “mot khéac biét nhd gilta ngudi chién thing véi ké bai trin bi
giét, bi thuong, bi bat 1am ti binh hay mét khau phdo mat di
trén chién trudng.”

Niam 1957, Budweiser lai ddn dau, cao hon 1,5 diém phan trim,
va chua bao gid bi qua mit ké tit d6. Cudc dua song mi bién
thanh mot trin tham sat. Ngay nay, Budweiser c¢é thi phan cao
hon Schlitz téi 20 1an.

Vai ngudi udng bia néi rang chién thing cia Budweiser 13 do
san pham cfa Schlitz kém hon. Va diéu d6 dtng khi Schlitz 1a
chti dé ban luin ctia nganh vao cudi thip nién 1960 khi né xay
dung cdc nha mdy san xuat bia cé hiéu suit cuc cao va cat gidm
chu ky nau bia, m6t hanh d6ng ma ngudi sinh bia cho ring lam
anh hudng dén huong vi bia.



C6 18 vay, nhung @6 1a mot thap ky sau khi Schlitz d3 mat vi tri
din dau vao tay Budweiser. Lich st nganh marketing (cfing nhu
chién tranh) da chiing minh rang khi moét bén vugt 1én trén va
c6 xung luc cao hon, moi thi sé di ti xau sang toi té. K& giau
giau 1én, ngudi ngheo thi ngheo di.

Heineken dot kich

So v4i et d6t phd ctia Bud, Heineken hau nhu chién thing ma
khong sttt mé chut nao. TAt nhién, khac biét 13 thi phan mdi clia
Budweiser dén hoan toan ti thiét hai cia Schlitz. Heineken hau
nhu khong cé d6i thii canh tranh.

L3 san pham bia nhap khau 16n dau tién 3 My sau chién tranh,
Heineken dé dang thiét 14p vi thé manh trén thi trudng. P6 1a
mdt ddt tin cdng canh sudn dién hinh vao diém khoéng dudc
phong thi. Nhung phan quan trong nhat trong chién lugc clia
Heineken dén sau dé.

Nguyén tac tan céng canh sudn sb 3: Theo dudi ciing quan trong
nhu tdn céng. Trong nhiing nim dau, Heineken lién tuc d6 tién
vao marketing, dic biét 12 quang cdo. Mbi nim, Heineken déu
chi nhiéu tién hon céc d6i thd bia nhap khau khac.

Thuong hiéu dau tién tin cdng Heineken 13 Lowenbrau cla
Munich. Vi bao bi cuc ky bat mat ciing chai boc gidy mau xanh
duong, xanh 14 va bac, Lowenbrau tung ra chién dich quing cdo
ngoan muc van con dudc nhic dén ngay nay.

“Néu hét Lowenbrau... hiy goi sim-panh.” P6 1a mét chién dich
day kich tinh, bat mat va dang nhé nhung hoan toan sai lam vai
Lowenbrau.



I ibey raw gmt o Lagenibegin muier chapur

M6t mau quang cio tuyét vdi nhung sai thuong hiéu.

So sanh bia véi sim-panh (moét y tudng bat ngudn ti Miller
High Life) rat c6 1gi cho Heineken vi ho sé md& rong thi trudng
bia nhap khau gia cao.

Van dé ctia Lowenbrau khéng phal la quy mo thi truong. bé la
cau chuyén sau nay Van dé cua Lowenbrau la Heineken.
Lowenbrau nén tan céng truc tiép dé gianh lanh thd. Pau tién,
ban phai s& hitu thi trudng trudc, sau dé ban mdi bat dau phat
trién thi trudng.

Nguyén t§c~t€{n cong so 2: Tim diém yéu c6 hitu trong thé manh
ctia nguoi dan dau va téan cdng vao dé. Heineken 1a san pham bia
nhap khau - dé la thé manh - nhung dugdc nhap khau tu dau?

Ha Lan. P6 13 diém yéu. Ha Lan ndi tiéng vdi cdi xay gid, pho
mai va nhiing con kénh chi khéng phai bia.

Phap ndi tiéng vdi rudu vang; Puc ndi tiéng véi bia. Pay la
nhiing vi thé xac 1ap trong tAm tri cia ngudi udng bia MJ.
Lowenbrau (hoic mot thuong hiéu bia Ptic khdc) 1& ra cé thé st
dung nhiing vi thé tdm tri nay dé khai thac diém yéu trong hé
thong phong tht cia Heineken.



Nguyén tac tan cong so6 3: Trién khai cuéc tdn céng vao mdt tran
cang hep cang t6t. Lowenbrau 1é ra nén néi: “Ban di thit loai bia
ngon nhat tit Ha Lan, hay tht loai bia ngon nhat tit Buc.” Hay
quén hoa bia, mach nha va su quan tam diu dang ctia ngtidl nau
bia véi 400 nim truyén thong chat luong di. Hiy danh d6i thit
bang moét don danh hep, tip trung khai thic diém yéu clia
Heineken.

Ngudi udng bia c6 thé hdi vi sao nhitng loai bia ngon nhat dudgc
nau G Buc nhung thuong hiéu bia nhip khau hang dau lai dén
tu Ha Lan?

Cac chuyén gia marketing sé tra 16i 1a vi Heineken d3 lam t6t
cdng viéc ciia minh. Pung, nhung d6 khéng phai dap an thuc.

Dap an thuc: Heineken dugc méc dinh la thuong I}iéu thong tri,
1a thudng hiéu s6 1 v6i 40% thi phan bia nhap khau (vi khong ai
chong lai no).

Sau @6, Miller Brewing mua lai quyén st dung tén thuong hiéu
Lowenbrau va bat dau nau bia & My. Muc tiéu ctuia chién lugc
Lowenbrau mdi 1a Michelob ctia Anheuser-Busch.

Anheuser khéng hé nao niing. Céng ty nay can da ting trudng
ctla Lowenbrau bang cach budc tdi thanh céng thuong hiéu nay
quang cao sai su that va ban bia véi gia nhap khau trong khi né
that ra dudc san xuat & My.

Thanh guom ma Lowenbrau khéng nhét 1én khi van con la
thuong hiéu bia nhip khau cudi ciing di dudc stt dung dé chong
lai chinh ho.

Hién tai, mo6t thuong hiéu bia Piic dang 6 ging nhit thi vii khi
ma Lowenbrau dd khong st dung.

“T{ no6i tiéng nhat trong tiéng Diic 1... Beck’s,” mot mau quang
cdo truyén hinh dién hinh cta Beck’s. Nhung Beck’s gip phai rat



nhiéu chudng ngai.

Beck’s 1a k& dén sau. Heineken d3 xiy dung vi thé din dau viing
chic. Beck’s 13 mot cai tén Piic yéu hon so véi nhiéu thuong hiéu
blc khac trén thi truong: Schlitz, Pabst, Budweiser, Busch,
Heileman, Blatz, Schaefer, Meister-Brau. Tat ca déu cé cai tén
kiéu Puc va duge nau & My.

Tuy nhién, bat chip nhiing diém yéu d6, Beck’s hién nay 1a
thuong hiéu bia nhdp khau diung thu 3 thi trudng. bay la vi du
vé nhiing gi ¢ thé xdy ra khi khai thac diém yéu ctia ngudi dan
dau.

Vi tri tht 3 cach rat xa vi tri din dau. Heineken vin dang vugt
xa Beck’s véi doanh s6 cao hon gap 5 lan.

Sdm muodn gi thi cdng ty bia hang dau nudc M3, Anheuser-
Busch, cling phai phan ting lai trudc su xam 1an ciia Heineken.

Pon phan céng ctia Anheuser

Phan tng kinh dién cfia ngudi dan dau 1a “tdi cling viy”. Néi
cach khéac, Anheuser cé thé hop tic véi mot nha san xuit bia
chiu Au (uu tién Piic) dé nhip khau mot trong nhitng thuong
hiéu tl qudc gia ndy. Pay 1a chién lude ngin chin dién hinh,
nguyén tac phong thii so 3.

Khoéng may thay, Anheuser phai chd qua 1au dé chién luge ngin
chin d6 phat huy hiéu qua. Téi tdn ndm 1963, ho cudi cung mdi
phan don trudc moi hiém hoa dén tit Heineken.

Ho st dung mot chién Iuge vita don gidn vita théng minh. bi
ngudc lai y tudng thuong hiéu bia nhip khau gid cao dau tién,
Anheuser-Busch tung ra dong san pham bia M3 gia cao dau tién.
Sau d6, sdn pham bia nay dudc trao cho mdt cai tén ciing rit cao
gia, Michelob. Va dé y tudng thanh cdéng, chiéc chai Michelob
cling dudc thiét ké dat tién. (Va tat nhién, Michelob ciing rat dit



tién, mot budc di thudng qua hién nhién dén ndi bi cic cdng ty
muodn di trén ca hai con dudng coi nhe.)

“Michelob thugng hang” - loai bia ma ban u6ng khi ngéi trén
may bay. Sau 46, thong dlep quang cao vé loai san pham nay 1a:
“Michelob sinh ra dé uéng vao cudi tuan.”

Mot vidu an tuang clia viée stt dung vi thé cua quoc gia xuat xit
dé d6i dau véi ngudi dan dau thi trudng 1a mi ong Barilla. Sau ba
nim gia nhap thi trudng My véi théng diép “Mi ong so 1 clia Y”,
Barilla trd thanh thuong hiéu mi dng s6 1 & Mj. P6 1a két qua
kha tot khi phai canh tranh véi hang loat d6i tht nhu Ronzoni,
Mueller’s, Creamette, San Giorgio va American Beauty. Thuong
hiéu dan dau thi trudng trudc d6 (Ronzoni) thudc sé hitu ctia
Hershey Foods, mdt ¢ may marketing dang sg. Barilla cé thi
phan cao hon d6i thii nay tit 5 dén 10%. Van dé 13 Barilla dudc
san xuat & Ohio.

(Ban mudn udng mdt thit gi d6 ngon hon vao cudi tuan phai
khong?)

Michelob rat thanh cong va thu vé 1gi nhuin rat cao. Vao thdi ky
dinh cao nim 1980, Michelob chiém gan 6% thi phan nganh bia
cia My. Michelob khéng chi vuot qua Heineken, né con ban
nhiéu hon gip d6i tong s6 tit ca cac loai bia nhip khau khac
cong lai.

Sau dé, Michelob bat dau xudng déc, nhung d6 1a ciu chuyén
X4y ra sau nay.



Su troi day ctia Miller

Nam 1970, Philip Morris mua lai Miller Brewing. Thé gidi bia di
thay d6i tu dé.

C6 thé khé hinh dung, nhung nim @6, Miller ding vi tri thi 7
trong nganh bia sau Anheuser-Busch, Schlitz, Pabst, Coors,
Schaefer va Falstaff.

Tuy vay, Miller s hitu hai thi: tién cia Philip Morris va mot
chién lugc r6 rang, nhat quan.

Muc tiéu 13 Budweiser. Cling nhu tit ca ngudi din dau, “Ong
hoang cfia cac loai bia” 1a sdn pham danh cho moi ngudi. S
dung chién thuit ua thich ctia Napoleon khi d8i mit véi mot ké
tht bd phong dan trai, Miller ddnh ngay vao giiia tuyén phong
ngu, trai tim cda thi trudng bia.

“P3 dén Gid Miller,” mau quang cio truyén hinh néi. Gi§ Miller
12 khoang thoi gian x4 hai ctia ngudi cdng nhéan, tuong tu nhu
gid cdc-tai clia nhan vién vin phong. Thong diép clia Miller ham
y rang ban d 1am viéc chim chi va xiing dang dugc hudng thu.

Joe Sau Mui (y néi nhitng ngudi céng nhin), nhiing ngudi uéng
bia rat nhiéuy, thich tha trude y tudng nay. Nhung khéng phai
ngay 1ap tdc. Miller mat ba nim dé xoay chuyén doanh sd ban
hang, thaAm chi di1 cdng ty nay di chi ra so tién quang cdo nhiéu
gap d6i trén mbi thiing bia so véi nhitng d6i thd con lai trong
nganh.

(Phan ting chim chap trudc quang céo 1a dién hinh véi nhiing
san pham “cd nhan” nhu bia, thudc 14, cola. Khi udng mot
thuong hiéu bia trong mot nha hang hay quan rugu, ban khong
chi giai khat, ban dang dua ra mot tuyén bd vé ban thin. Ban
phai cAm thay thoai mai vé thuong hiéu trudc khi san sang dua
ra phat biéu cong khai. Piéu nay can thdi gian.)



Mot khi khai niém “ngudi cdng nhan” cat canh, Miller qua mit
Falstaff, Schaefer, Coors, Pabst va Schlitz dé trd thanh thuong
hiéu ding sb 2 3 My.

Cudi cling, Budweiser phai phan ing. “Sau nhiing mét nhoc, day
14 chai Bud danh cho ban,” Ong hoang ctia cic loai bia tuyén bd
trong mot phién ban bién thé theo chli dé lao ddng-tudng
thudng ctia Miller.

Thanh cong ctia Miller véi tang 16p cdng nhan lao ddng kha hai
hudc khi nhin vao thuc té ring thuong hiéu nay cé xuit than rat
nhi nhan. Miller High Life, Sdim-panh ctia Bia 1a dong chit trén
nhan chai.

High Life (Cudc sdng thuong ding)? Khong ai goi mot thuong
hiéu la High Life cd. Moi ngudi nhin vao nhin chai nhung
khoéng doc chung. Thuong hiéu la Miller. D6 1a nhiing gi radio va
truyén hinh néi. Pi dén Gid Miller. Khéng phai d3 dén Gid Séng
Thuong Pang.

Pua mot thuong hiéu ciu lac bd ddng qué vao quan bar 3 khu
pho khong phai 1a van dé. (Pi theo hudng ngudc lai sé khé khin
hon.) Van dé 1a cai tén. Khéc biét 16n gitta nhin chai va yéu cau
clia ngudi udng bia sé khién Miller phai rat nhic dau trong
nhiing nam tdi.

Su ra doi caa Lite

Nam 1975, Miller Brewing gidi thiéu Lite. “Tat ca nhiing gi ban
lu6n mudn trong mot chai bia... va nhe hon.”

Lite 13 mot bude di canh sudn kinh dién. N6 di theo xu hudéng
san phiam nhe xuit hién trong nganh hang khac. Vi dy, rugu
vang thay cho rugu manh. Budc di nay tudn tha tiing ciu ting
chil trong nguyén tic tin céng canh sudn.



1. Vung khéng tranh chap. Khéng cé thuong hiéu bia “nhe”
toan quoc nao. Chi ton tai vai thuong hiéu bia dia phuong hay
du kich. M6t s6 thuong hiéu bia nhe d3 dudc tung ra va that bai.
Vi du, Gablinger’s 13 mot that bai dinh dam. (Ngudi udng bia rat
xem trong thuong hiéu. Quang cdo cé thé giy cudi - nhu trudng
hop clia Lite - nhung san pham thi khéng dudc vay. Gablinger’s
14 cai tén khéng di nghiém tiic cho mét thuong hiéu bial.)

1. Theo cdc chuyén gia marketing, Gablinger’s dudc phdt dm gan
gidng tén cua mot loai xuc xich cua Ba Lan.

2. Bat ngo chién thuat. Lite khién cic ddi thi hoan toan bat
ngd. Khong hé thit nghiém marketing, khéng cé nhiing 18i dén
dodn trén bao chi. Bum! Lite dudc gidi thiéu va trién khai trén
toan qudc nhanh nhit cé thé. Schlitz phai mit mot nim mdi
phan tng kip véi Schlitz Light. Va Anheuser-Busch mat hai nam
dé cho ra Natural Light.

Mot ngay trudc khi Lite dudc tung ra, chting t6i ngbi trén taxi
véi mot vi quan ly clia Miller Brewing. Ngudi nay néi: “Hay xem
bio ngay mai, ching t6i da 1am theo dé nghi dinh vi clia anh.”
Do d4, hdm sau chuing tdi doc bao va né & d6: mdt mau quang
c4o toan trang tuyén bo su xuit hién ctia loai bia nhe dau tién.
D6 chic hian 13 dgt tung san phim hiéu qui nhit tit trudc dén
gid, ngoai trit mot diém: cai tén. Vé mait phap 1y, Miller Brewing
c6 thé bao vé cai tén Lite, nhung khong thé ngin cic céng ty



khac stt dung nhiing cai tén Light (nhe) chung chung. Vi vy, dé
khac biét hoa Lite khéi nhiing Light khac, Miller d3 d6i tén san
pham thanh Miller Lite. Pay 1a mdt sai 1am 16n vi né 1am suy
yéu vi thé ctia Miller High Life.

SCHLITZ

LIGHT

Vao thoi diém Schlitz Light ra doi, thuong hiéu Schlitz cot 15i
ctla nha sin xuat bia nay ding thi 3 trén thi trudng bia My. Gidi
thiéu Schlitz Light khong chi1a mot sai 1am ma budc di md rong
dong san pham nay con pha hiy thuong hiéu Schlitz.

3. Theo duoi. Miller phti séng quang c4o Lite khip noi, chi tién
cho moéi thung bia ban ra cao gap bon 1an trung binh nganh. Ho
chua bao gid chtin chin. Pén nay, Miller tiép tuc thong tri nganh
bia nhe véi nh11ng quang cdo vé Lite ning. Cac d6i thti déu nhin
ra nhu cau clia viéc khong ngling theo dudi tam tri cia ngudi
udng bia. Ba nim sau khi Lite ra ddi, cé 22 thuong hiéu bia nhe
khac xuit hién trén thi trudng.

Bia nhe tran ngap thi truong

Nha san xuit bia 16n dau tién c6 giang nhay vao thi trudng clia
Lite 1a Schlitz. Ho nhady vao bang ca hai chin, chi s6 tién quang
cdo ngang ngtta véi Miller.

Schlitz thdm chi con tra 500.000 d6-la cho anh chang James
Coburn cling ran dé ndi hai tit trén mau quang cao truyén hinh
ctia ho. Khong may thay, hai tit van 1a qua dai.



Hai tit d6 la: Schlitz Light. Gid day, thuong hiéu nay dang theo
dudi chién lude mé rdéng san pham. “Tap trung,” Clausewitz ndi,
nhung cidc nha marketing 8 My khong chd y dén 16i nay ctia 6ng.

Két qua qua dé doan. Schlitz Light nhanh chéng danh mat vi thé
thach thic Lite vao tay mét thuong hiéu khac ctia Anheuser-
Busch, Natural Light. Mot cdi tén nghiém tdc, nhung qua trac
tric dé phat Am. Do d6, Anheuser- Busch thué bic thay choi chit
Norm Crosby déng quing cdo. “Hiy goi Natural. Ping goi
nham.”

Tén thuong hiéu bi ché giéu chic chin 1a ddu hiéu cho thay dé 1a
mot cai tén yéu. (Isuzu 1am gi? Chiéc Isuzu ctia ban bao nhiéu
tu6il? Hai tiéu dé quang cdo cho mot hiang xe Nhat BAn ma ban
biét sé khong thé nio chiém linh thi trudng Mj.) Va Natural
nhanh chéng roi tut lai phia sau.

1 Trong tieng Nhat, ti dé héi tudi mot cdch lich sy la “oikutsu”. Tu
nay va tén hdng xe 6 té Isuzu ctia Nhdt Ban cd cdch phdt dm gan
giong nhau.

M6t nha sin xuat bia khac d3 nim trong tay tdm vé thiang 1gi
tiém nang trong “canh bac” bia nhe.

D6 1a Adolph Coors Company 4 Golden, Colorado. Thuong hiéu
Coors, dugc san xuat bang nguon nudc sudi 3 nui Rocky trong
nha mdy sin xuit bia 16n nhat thé gidi.

Coors 1a cong ty du kich viing thanh c6ng nhat trong sé nhiéu
cong ty bao gdm Olympia & phia Tay bac, Heileman Old Style &
Trung T4y, Dixie 3 phia Nam, Rheingold, Schaefer va Ballantine
& phia béng, Utica Club va Genesse & bang New York, Iron City &
Pittsburgh.



Natural Light 1a mot cdi tén té hai nhung day la thuong hiéu
ban chay thi 5 & thi trudng My ngay nay vdi 4,2% thi phan. Vi
sao? Vi né 1a thuong hiéu bia nhe duy nhat cé tén goi doc dao.
Nghia 13, né khéng phai 1a sdn pham ma réng clia mot thuong
hiéu bia thong thuong. [Amstel Light 1a thuong hiéu bia nhap
khau duy nhat cé cai tén ddc ddo; 18 di nhién, né trd thanh
thuong hiéu bia nhe nhip khau ban chay nhat. Viy Heineken,
cong ty s& hitu Amstel Light, s& 1am gi tiép theo? Pung vay.
Tung ra Heineken Light.]



Khéng thuong hiéu bia ndo dudc cdng chiing yéu quy bang
Coors. Bai viét bon trang nay trén tap chi The New York Times say
sua ca ngoiloai bia nay

Coors da dat dugc thanh cong cyc ky than bi. Chi ban 3 12 bang
phia T4y, Coors dd dan dau thi truéng & 9 bang.

Rat nhiéu ngudi noi tiéng udng Coors: Paul Newman, Clint
Eastwood, Gerald Ford. Henry Kissinger mua mét thung Coors
vé Washington moéi khi dén California. “Thit bia lich 13m nhat
nudc My,” t& The New York Times mo ta.

Colorado Kool-Aid

Coors von 14 loai bia nhe. (Coors cé it calo hon Michelob Light.)
Nguoi dan dia phuong vung Denver tung noéi dua khi goi loai bia
nay la “Colorado Kool-Aid”.

Thim chi lon bia Coors cling c6 dong chit “Bia nhe ngon cta
My”.



Su xuat hién cfia Lite trao cho Coors cd hoi cé mot khdng hai va
cling hita hen gidi quyét mét van de.

D4 1a stic ép ma nhiing thuong hiéu vung nhu Coors phai hing
chiu tit cdc thuong hiéu bia toan quéc 16n véi nhiing chuong
trinh quang cdo truyén hinh toan qudc hoanh tring. $6 lugng
nha may bia dang gidm xudéng diang ké. Sau khi 1énh cidm niu
bia dugc bdi bd, cd 786 cong ty bia 8 My. Ngay nay chi con 40.

New York tiing ¢4 121 nha mdy bia. Ngay nay chi con 1. Chicago
tiung c6 45. Gid day khong con nha may nao.

Nim 1960, sdu nha sdn xudt bia hang dau chiém 37% thi phan.
Ngay nay, chung chiém 92%.

Stic ép bién Coors trd thanh mot thuong hiéu toan qudc, véi loi
thé chi phi khi quang cdo trén toan nudc M§ 1a rat 16n. Su xuat
hién ctia Lite tao ra mdt co héi. “Stic manh khi dudc stt dung vao
ding théi diém véi ding do6i thd sé hiéu qua hon nhiéu,”
Clausewitz néi.

Coors cé thé ludt trén dau ngon séng thanh céng cda Lite va
khai thac diém yéu trong thé manh cfia Lite, nguyén tic mau
chét clia chién tranh tian céng. Néi cach khac, Coors cé co hdi
chuyén tit chién lugc du kich sang chién lugc tan cong.

Budc di khé khin nhat véi mét cdng ty 1a thay déi dinh hudng.
N6 khién nhan vién, dai Iy va nha phan phdi cAm thay bat an vi
ho di quen vdi nhiing hoat dong cii. Vao nhiing thdi diém bién
chuyén quan trong nhu d6i hudng, cic nguyén tic chién tranh
marketing cé thé gitip 1am rd nhiing van dé lién quan.

Coors c6 tat ca vii khi @€ ndm 14y vi thé “bia nhe nguyén ban”.
(Va tham chi cé thé phat biéu hoa mj hon bing cach goi minh 1a
“bia nhe tién phong”, mét khai niém ma chung t6i da trinh bay
trudc cadc nha quan tri marketing ctia Coors nim 1978.)



“Bia nhe ngon ctia My” 1a nhin hiéu trén lon bia Coors Regular,
cho dén khi cdng ty nay tung ra Coors Light. Sau d4, dong san
pham nay bién mat mot cach bi an.

The pioneer in
light beer.




Trudc khi Coors Light ra doi, chiing t6i da trinh bay trudc ban
quan tri Coors. L&i khuyén ctia chung t6i 1a: Pung tung ra mét
thuong hiéu bia nhe; thay vao dé, hiy tdn dung thanh céng ctia
Lite tur Miller. Hay dinh vi thuong hiéu hién tai ctia Coors la bia
nhe nguyén ban, tin dung hinh dnh viing mién T4y va thong
diép “bia nhe tién phong”.

¥ tudng tién phong tin dung lgi thé di sin phia tiy ctia Coors, vi
tri ni Rocky va tham chi chd nghia vi ky tho can ctia nha sang
lap va gia dinh 6ng.

Cho dén thdi diém dé, Coors hau nhu khéng quang cdo. Ho dé
thit bia nhe cia minh trong béng téi. Chién dich Lite da tao ra bé
phéng hoan hao cho Coors vén bitc man bi mit dan dén thanh
cong.

Nhung Coors quyét dinh khéc va tung ra Coors Light, mot phién
ban sao chép tuong tu 23 thuong hiéu bia nhe khac. Ly do la
“codng ching khong lién tudng Coors nhu mdt loai bia nhe”. Van
dé 13 chua ai néi cho céng chiing biét. (Ai doc nhin chai chi?
Bén canh Bia nhe ngon ctia My, nhin chai con ghi dong chi
“Coors Banquet”. Thim chi ngay cid Henry Kissinger! cé thé
cling khong biét Banquet 14 mét cai tén ctia Coors.)

I, Henry Kissinger: Cuu Ngoai trudng My, dong thoi la cuu C6 van
An ninh Quéc gia My.

Gid day, Coors cé hai thuong hiéu phain phéi toan quoc va chay
hai chuong trinh quang cdo. Ngoai trit Miller, khéng cé ai xay
dung hai thuong hiéu 16n trén cung mot tén thuong hiéu bia
16n.

DPiém yéu cta Lite
Trong thé gidi thién vé in an, Lite 13 cai tén hay cho mét loai bia

it calo. Khéng may cho Miller, chtng ta song trong thé gidi phat
song.



Trén radio va tivi, cich phat 4m quan trong hon cich viét.
Tuong tu nhu trong théi quen ctia ngudi uéng bia va cic quan
rucu G goc dudng, cdch phat &m tén thuong hiéu rat quan trong.

“Anh pha ché, cho t6i mét chai Lite.”
“Anh muon loai nao - Lite viét hoa hay light viét thudng?”
“Thoi bé di, cho t6i mot chai Miller.”

Khi Lite trd nén thanh céng, “Cho t6i mét chai Miller” ¢ nghia
1a Miller Lite, khong phai Miller High Life.

Nhiing mau quang cdo truyén hinh goi tén san pham bia Lite do
Miller san xuit cling khéng thé thay ddi thuc té nay. Lon bia
khong ghi chit Miller, chi ghi Lite. Chi ¢ biéu tugng nhin hiéu
Miller & canh lon véi dong chit nhd “Miller Brewing Co.,
Milwaukee, WI1.”

Mot cai tén khong thé dudc st dung cho hai thuong hiéu khac
nhau. Khong sém thi mudn, bang cach nay hay cach khac,
Miller sé phai tra gia cho sai lam ctia Lite.

Sau d6 mot thdi gian dai, High Life 1a thudng hiéu phai tra gia,
chit khéng phai Lite. Nam 1979, bén ndm sau khi Lite ra ddi,
Miller High Life dat dinh. Nam d9, High Life chi kém Budweiser
21%.

Su di xudng ctia High Life

Miller High Life dan gidm t6c vi bat dau tut lai ding sau
Budweiser: 32, 40, 49, 59 va dén cudi nim 1984, ho thua Ong
hoang clia cac loai bia dén 68%. Tic 1a Budweiser ban nhiéu
hon Miller High Life gap ba lan.

Piém khoéng thé quay dau dién ra vao nim 1983 khi Miller Lite
qua mat Miller High. Gig day, Miller thuc su cé nghia la Lite,



trong doanh s6 cling nhu trong cic quin rugu.

Bio chi dudng nhu lung tung. “Miller khién nganh bia béi roi,”
td The New York Times néi trong mdt cadu chuyén kinh dién vé
nhiing van dé cia High Life. Dudng nhu khéng ai thay méi lién
hé gitta hai thuong hiéu.

TU géc nhin quan sy, Miller d3 ty tan céng canh sudn vao chinh
minh. Biang cich st dung cling mot cai tén cho hai san pham
(di1 chila vo tinh), dot tAn cdng canh sudn nay di lam suy yéu vi
thé ctia Miller thay vi vi thé ctia Budweiser. Pogo ndi: “Chung ta
phai di gdp quan thu va ké thu chinh 1a ching ta.”

Tai Trenton, Ohio, m6t nha may bia hoan toan mdi tri gia 450
triéu d6-la ctia Miller chua bao gid nau ra mét thing bia nio -
mdt ky tic im ling ddnh diu su ngu xuin khi tu tin coéng canh
suon ban than.

Khi ban tu tin coéng sudn chinh minh, két qua chi cé hai kha
nang, va cd hai déu khéng phai nhiing tinh huéng cé 1gi.

Hodc ban thanh céng va phd hty thuong hiéu co s - tinh
huéng Miller da gip, hoic ban cé thé bao vé thuong hiéu cd s
va két thiic véi mot dgt tan cdng canh sudn khéng thanh cong
nhung ton kém.

M4 rong dong sdn pham 14 trd choi bap bénh. Mot cai tén khong
thé stt dung cho hai san pham khéac nhau. Khi mét san pham di
1én, sdn pham con lai di xudng.

Mot 1y do khién viéc m3 rong dong san pham cé thé giy hai 1a
hiéu Uing dai han ro rang trai ngugc vdi hiéu ing ngan han.



Mot trong nhitng chd dé quang cdo dudc st dung dé cttu vin
thuong hiéu Miller 1a “Miller made the American Way” (tam
dich: Miller kién tao phuong thitic M§). Tuy nhién, phan 1én
ngudi udng bia lién tudng bia dén truyén théng niu bia clia
Ptc. Bé 14 Iy do vi sao hau hét thuong hiéu bia thanh coéng & My
déu mang nhitng cai tén buc.

Trong ngan han, md réng dong san pham hau nhu luén thanh
cdng, nhu trudng hgp ctia Miller Lite. (Mot vi du khac 1a Diet
Coke.) Nhung trong dai han, mé& réng dong san pham thudng 1a
chién ludc ctia ké thua cude.

Ciing giong nhu bia rugu. Trong dai han, rugu giy tc ché hé
than kinh trung tam. Nhung trong ngan han, hiéu ting co thé
rat sing khodi nhu trudng hop ctia Diet Coke.

Tuy nhién, Miller dudng nhu di bd qua su lién két hay méi quan
hé gitta hai thuong hiéu cia minh. P& cttu vin thuong hiéu
High Life, Miller 1am mdt diéu ma cic khach hang thudng 1am:
Sa thai va kién cébng ty quang cdo vi khong lam tron trach
nhiém.



Coéng ty quang cdo mdi nhanh chéng dua ra théng diép “Miller
kién tao phuong thuc My”.

Miller nao? Lite hay High Life? Mau quing cdo khéng nhic dén.
Ho chia cdi lon ra trong mau quang cdo, nhung khéng ai doc
nhén cd, thim chi dién vién déng quang cio cling khéng.

Miller rdi vao bé tic. Ho khong mudén quang cdo “High Life” vi
d6 khéng phai 1a cai tén danh cho gidi cong nhan lao déng. Bao
nhiéu ngudi udng bia di dén quay rucgu va néi: “Cho td6i mot chai
High Life”?

Ban nghi nhitng gi di x4y ra véi Miller sé khién cac d6i thd con
lai trén thi trudng canh gidc? Hiy doan lai di.

Hiéu 1énh tan céng cha Lii doan ky binh Nhe
Tlng céng ty trong nganh bia guc ngi khi ¢d bat chudc Miller.

Bén canh Schlitz v@i Schlitz Light, Coors vdi Coors Light,
Michelob cho ra doi Michelob Light, van van vdéi van van Light.

Hiy nhin vio nhiing gi d3 xay ra véi tat ca nhiing cong ty tu tan
cong chinh minh nay.

Schlitz Light 1a thuong hiéu 16n thut 2 trong nganh bia nhe.
Thong thudng, khéi dau sém 18 ra phai mang lai 1gi thé 16n.
Nhung khéng phai viy. Schlitz ban 24 triéu thung bia trong
nam 1976 — nam Schlitz Light dugdc tung ra.

Ngay nay, lugng ban Schlitz va Schlitz Light cdng lai chua tdi 3
triéu thung. D6 la budc di tan cdng canh sudn hoan toan thanh
cdng. Ca hai thuong hiéu déu bi pha hiy.

Ké ca thanh cdng, ban cling that bai. Vi du Coors Light, d6 1a
mot thuong hiéu thanh céng. Vao nam dudc tung ra, Coors
Light ban 1,6 triéu thung. M6i ndm, doanh s6 ban hang déu di



1én, dat tdi 4,5 triéu thung vao nam 1984. Hién tai, Coors Light
diing thi 2 chi sau Miller Lite.

Coors
Light

Coors

Khi doanh sd Coors Light ting trudng, Coors Regular di xudng.
Ngay nay, Coors Light cé doanh s6 cao hon Coors gap bon 1an.

Bud
Light

Bud

Budweiser cling rdi vao tinh cadnh tuong tu du chdm hon mot
chiit. Khi doanh s6 Bud Light gia ting, Budweiser Regular di
xudng. Bud Light vugt mit Budweiser nim 2001 va gid diy ban
nhiéu hon thuong hiéu nay 37%..

Tuyét voi. Nhung chuyén gi xay ra véi Coors? Doanh s di
xubng. Ho ky vong gi tt moét dgt tan cong canh sudn thanh
cong vdi Coors Light?

Trén thuc té, Coors ban dudc nhiéu bia hon trong nim 1976, khi
chi ban mot thuong hiéu & 12 bang vdi 2 triéu do6-la tién quang
cao, so vdi lugng hang ban dudc vao nim 1984, véi hai thuong



hiéu & 44 bang vdi 33 triéu do-la tién quang cdo. Pay 1a vi du
khéc cta viéc tu ban vao chan minh.

Michelob ciing gip phdi vin dé nhu Miller. Ba nim sau khi
Michelob Light ra d3Gi, doanh sd Michelob dat dinh. Sau d6, mbi
niam, doanh s& Michelob sut gidm. Giadi phap: Sa thai cong ty
quang cdo.

Michelob Light dat dinh vao nim tiép theo va sau dé chiing lai.
Doanh s6 ctia hai thuong hiéu cdng lai di sut gidm bén nim
lién, khé 1ong ching minh dugc hiéu qua ctia viéc md réng dong
san pham. D6 van chua phai 1a diéu té nhat.

Véi truong hgp Budweiser va Bud Light, Anheuser- Busch da
gip may. Bud Light 13 mdt that bai tuong dd6i. Cho dén gig,
doanh s6 ban Bud Light chua bao gié vugt qua 10% doanh s6
ctia Budweiser. Va khong phai Anheuser chua c6 ging. Ho @3 bd
ra 50 triéu d6-la tién quang cio cho Bud Light trong mo6t nam -
s6 tién cao gap chin 1an trén moéi thiing bia ban ra so véi con s
danh cho Budweiser.

Budweiser tiép tuc thanh céng, ban nhiéu hon thuong hiéu sﬁi 2
(Miller Lite) 2,5 1an, bat chap dot tu phuc kich ban than bang
Bud Light.

Viy con vin van véi vin vin Light thi sao? Khéng cé bang
ching nao cho thay nganh bia di rut ra dudgc bai hoc mé réng
dong sdn pham. Trai lai, ho tiép tuc “lam nhe” thuong hiéu ctia
minh.

Nhitng gido phai tip hop trén dinh nti vao ngay tan thé dé dén
chd su két thiic clia thé gidi khong xudng nii ngay ngay hém
sau. Ho xuéng nui véi mot niém tin mdi vé su vi tha cia Pang
toan nang.

Khi mét thuong hiéu bia khéng ban dudc hang, nha sin xuét
khong quay trd lai thi trudng va do 16i cho cai tén. Ho d6 16i cho



san pham hay quang cdo. D6 chi 1a nhiing bang ching xa hon
cho thay su ton tai cia niém tin thim cin c6 dé rang su that sé
phai bay. “Phai ¢ thi gi d6 sai véi huong vi bia hay kha ning
sang tao cta cong ty quang cdo,” ho phéong doan.

Pung nhu du doan, Coors Extra Gold chang di dén dau du Coors
Light gid diy 1a thudng hiéu bia ban chay thi 3 8 My. Vi sao cac
nha marketing khong chiu @é cac thuong hiéu yén? Ching t6i
doan 13 vi ho qud yéu thich su hdi hop khi tung ra thuong hiéu
mdi. Hon nita, liéu nganh bia cé can tit cd nhitng san pham md
rong nay khong? Ludng tiéu thu trén dau khach hang thuc su di
gidm trong hai thap ky vita qua, tit 921 vao nim 1980 xuéng con
821 ngay nay.

“Nhiing ngudi khong thé nhd quéa khit sé lip lai sai 1am qua
kht,” George Santayana nai.

Hiéu l1énh tin cong chia Lit doan ky binh Niang

Hién tai, nganh bia chuin bi di vio vét xe d6 trudc day... theo
huéng ngudgc lai.



Nhitng Ung vién dau tién tung ra thuong hiéu bia ning la
Michelob Classic Dark va Coors Extra Gold. C4 hai déu rdi vao cai
bay md rong dong san pham kinh dién.

Dic biét, Coors nén hiéu rd bai hoc nay hon ai hét. Mot cong ty
ding thi 5 khéng nén sG hitu hai thuong hiéu bia toan quoc,
chu dung néi dén ba.
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Hay cho phep chung ta quén di nhdng Vi tudng chinh phuc ma
khéng d6 mdu. Néu viéc chém giét d6 mdu la mét canh tuong kinh
khung thi né la Iy do chung ta nén tén trong chién tranh hon.

KARL VON CLAUSEWITZ

la cho quang céo truyén hinh. Con s6 @6 tuong duong
685.000 do-la mot ngay, hay 29.000 dé-la mét gio. Ban
phai ban rat nhiéu banh burger méi cé dugc s6 tién do.

N am 1984, chi riéng McDonald’s d3 chi hon 250 triéu d6-

Doanh nghiép khong 16 d6 bat dau nhu thé nao? Cau chuyén bat
dau bang quan ca phé, mot loai hang quan pho théng & tat ca
cac khu pho va thi tran trén khap nudc My.

Cta hang McDonald’s dau tién thanh cdng ruc r§. Khong may
thay, cdc d6i thi tiém ning khéng phan ng nhanh chéng. Ho
chd ddi, khéng tung ra chudi thiic an nhanh canh tranh nao cho
dén khi McDonald’s xac 14p xong vi thé ctia minh. Ban phai hanh
dong tit rat sém mdi kip ngin chin déi thi.



D6 thudng 1a nhiing cta hang nhd v4i mét quay thu tién va sau,
bay cai ban. Quan ca phé 1a cai tén khéng phdn anh ding mét
danh sich cac loai thiic in va nudc uéng sin cé. Ban cé thé goi
giim-bdng va tring, thit mudi va banh mi kep rau diép, kem. Va
tat nhién, bAnh burger hay burger ph6 mai va khoai tay chién.

M01 thanh pho hay viing mién déu c6 nhiing mén an dac trumg
o) Philadelphia 12 banh mi kep bit tét pho mai. & Boston 14 stp
nghéu. & phia Nam nuéc My 1a mén yén mach. b6 1a mot trdn
chién marketing ma cic d6i thii du kich déu phong thii dia hat
riéng cia minh mdét cach day d6 ky. (Nguyén tac du kich sé 1:
Tim mot phdn khiic thi trudong di nho dé phong thil.)

McDonald’s xuat hién

Nganh kinh doanh d6 #n nhanh da thay d6i hoan toan chi vai
nidm sau khi Ray Kroc md ctta hang McDonald’s dau tién & Des
Plaines, Illinois.

Kroc tin cong thanh cong cac quan ca phé dia phuong va nhanh
chéng mé rong hoat déng ra quy mé toan qudc.

Vao thoi di€ém do, cic quan ca phé ban gan nhu tat cd nhiing thi
don gian, dé dang, khéng qua ton kém dé chuan bi. T géc nhin
quan sy, phong tuyén bi kéo gidn va do d6 yéu 6t hon.

Kroc dua ra Iua chon hién nhién. Ong ddnh ngay vio trung 16.
(Mén dn nao pho bién nhat trong thuc don clia mét quan ca
phé? Banh burger va ngudi anh em ho ctia né, burger phd mai.)

Chudi nha hang burger ra ddi. Nhd 1gi thé khéng cé ddi tha
(ngoai trit nhitng quan ca phé yéu ét) ciing tham vong manh
liét, Kroc nhanh chéng md rdéng chudi nha hang cia minh. Ong
tham chi con vay tién 1ii suat cao dé xay dung gidc mod cla
minh.



Budc di m3 rdng ban dau nay chinh 13 yéu t6 mau chot bao dadm
thanh céng cia McDonald’s, gitip né thong tri nganh céng
nghiép burger dang phat trién. Ngay nay, McDonald’s c6 doanh
s6 cao hon Burger King, Wendy’s va Kentucky Fried Chicken
cong lai.

Céc chuyén gia marketing thudng giai thich thanh c6ng cua
McDonald’s bang nhiing tiéu chuan va quy trinh nghiém ngit
clia cdng ty, su tan tuy dién cudng danh cho su sach sé va nhiing
chuong trinh dao tao khac nghiét ma cac chii s& hitu nhuogng
quyén phai trdi qua & Pai hoc Hamburger cia McDonald’s tai Elk
Grove, Illinois. (Cac “sinh vién” t6t nghiép dudc trao bing “Cl
nhdn nganh Hamburger hoc v4i mot lugng nhé khoai tiy
chién”.)

BURGE
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McDonald’s tiép tuc st dung logo Cong Vang ti nhiing ngay dau.
Trai lai, Burger King da chi ra hang triéu d6-la gidi thiéu phién
ban in nghiéng cta logo “hamburger” kinh dién ctia hdng.



Burger King st dung chién lugc gi @€ chong lai stic manh qua
16n cia McDonald’s? Chting t6i khong biét; ban cé biét khéng?
Ping chi tién dé thay d6i dong phuc, hiy ding tién dé trang bi

vii khi t6i tdn hon cho d6i quan cfia ban.

Ngudi din dau cé thé tin hudng niém vui clia nguyén tic déng
quan. McDonald’s din dau vi 1a ngudi di tién phong trong nganh
burger va gilt viing vi thé clia minh do nhanh chéng md rong
chudi nha hang.

Ban khoéng thé trd thanh ngudi dan dau trong cudc chién banh
burger nhd 1am ra chiéc banh ngon hon. Nhung ban van cé thé
din dau ké ca khi khong 1am ra chiéc burger ngon hon. Vi thé
din dau cho ban rat nhiéu thdi gian dé sita chita bat ky sai 1am
nao.

Quay trd lai thap nién 1970, mot tai liéu mat cia McDonald’s
thita nhan thing thin ring theo nghién ctu coéng ludn, “chat
lugng ctia Burger King cao hon dang ké so véi McDonald’s”.

Nhiéu cau chuyén bi 4n trong marketing da bi théu dét khi bao
chi tim cach giai thich thanh céng clia ngudi dan dau. Vi cac ly
do dao dtic, ching ta tam chap nhan 1y gidi chuyén McDonald’s
thanh cong 12 bdi ho 14 ngudi dau tién va tao ra ap luc 16n nhat
1én nganh: nghia 13 4p dung thd nguyén tic ddng quin. Sé dé
dang hon néu giadi thich 1y do thanh céng dén tu Pai hoc
Hamburger hay Ronald McDonald, hodc cic nhén vién lau san
nhay mua trén miu quang céo truyén hinh.

Ngudi din dau tuyét vdi khong ngin can nhitng dén doan kiéu
nay; ho khuyén khich né. Ho biét rang tinh than tot tao ra xung
luc gitup cac d6i quan chién thang tiép tuc gianh thang 1gi.

Noi theo kiéu cfia George C. Scott trong vai tudng Patton: “Gid
chiing ta c6 thuc an, trang thiét bi, tinh than va nhiing con
nguoi tot nhat thé gidi. Cac nguai biét day, vi Chua, ta thuc su



cam thay thuong hai cho nhitng ké t6i nghiép nao sip phai
duong dau véi chung ta.”

D6 1a nghé thuat lanh dao, khéng phai chién lugc. “Ching ta
khong thé lam diéu d6 néu thiéu cac ban,” nhalanh dao nai.

Chién lugc gia cé chinh kién sé néi: “Chiing ta cé thé.”

Cac gidm ddc marketing tiép tuc khién hai khai niém nay trd
nén mip md. DU viy, nha linh dao van khéng bi &nh hudng.
Tuy nhién, sy khdac biét giita nghé thuit linh dao va chién ludc
thudng anh hudéng xau dén cach tu duy ctia Hardee’s, Burger
Chef va cic cong ty du kich khac trong cudc chién banh burger.

Cac ciu chuyén marketing huyén bi tao ra nhiing do tudng sai
lam. Néu khéng thé 1am ra mot cai banh burger ngon hon
Burger King hay dich vu tdt hon McDonald’s, ching ta cé thé...
va gidc mo tiép tuc.

Trong cudc chién banh burger, cling nhu trong nhiing cudc
chién khdac, sdn pham chi 14 mot phan cta chién lugc. Ban
khong nén tim kiém céi té6t hon, ma chi nén tim kiém céi khac
biét.

Cach lam cua Burger King

Chubi nha hang dau tién x4y dung mét chién lugc hiéu qua
chong lai McDonald’s 1a Burger King.

Sau khi McDonald’s trd thanh chudi nha hang thic an nhanh
16n nhat nudc My, ho khong con phai tin cdng nita, ho choi
phong thti. Co hoi dé 4p dung chién ludc tan céng rdi vao tay
chudi nha hang ding th 2, Burger King.

Nguyén tic tin cong so 2: Tim mét diém yéu trong thé manh clia
nguoi dan dau va tan céng vao dé. Thé manh ctia McDonald’s 1a



banh burger, su nhit quan, giao hang nhanh va gid ci phai
chang.

Ciu quang cio vé dong san phﬁm hang dau, Big Mac, 1a: "Hai
miéng bo, nudc sot dic biét, xa lach, phé mai, dua chua, hanh
tay trén miéng banh ric vu’ng Cau quang cdo nay thuong dugc
ndi rait nhanh. Trong cic mau quang cdo in an, McDonald’s
thém ky hiéu TM vao dé cho biét phat biéu nay di dudc ding ky
nhan hiéu.)

Pau 13 diém yéu cd hitu trong thé manh nay? Tat nhién, d61a hé
thong day chuyén ma McDonald’s st dung dé san xuat nhiing
chiéc hamburger ré t1en nhanh chong Néu mudn chiéc banh
dac biét, ban phai xep hang chg & khu vuc riéng trong khi mét
nhan vién di ra sau quay va gti yéu cau cho hé thong.

Vao dau thdp nién 1970, Burger King nghi ra chién lugdc khai
thac diém yéu nay. “An theo cach cuia ban, khéng dua chudt,
khéng nudc sot.” Hay theo bat ky cach nao ban muon.

& Burger King, nhu miu quépg c4o htta hen, ban khoéng bi doi
xU nhu moét ké ky di khi yéu cau thi gi d6 dic biét.

Va doanh sd ctia Burger King d4 thay d6i. “An theo cach ctia ban”
da thuc su tach biét hai chudi thiic &n nhanh ti géc d6 dich vu
khach hang va hinh anh thuong hiéu. McDonald’s khong thé
chdng trad. Cong ty nay khong thé thay do6i hé théng di duoc
tinh chinh ctia minh dé dap Ung lai 18i hita hen nhu Burger
King.



Have it
your way

BURGER
KING

“An theo cich cfia ban” cin ban 1a cach tot dé khac biét héa
Burger King véi McDonald’s, nhung né tao ra nhiéu hé qua tiéu
cuc hon tich cuc. M6t nha hang thuc an nhanh khéng bao gic
nén khién dich vu ctia minh chim lai. Va d6 1a nhitng gi thudng
xay ra d nhitng nha hang burger goi mén tuy y.

Pay 1a dic diém ctia mdt don tan coéng tot. Hay tu hdi ban than:
Liéu bén phong thl ¢ thé phan c6ng ma khéng tu hiiy hoai vi
thé ban than khéng?

Piém manh ciing 12 mét diém yéu. Nhung ban phai tim ra diém
yéu trong thé manh dé.

McDonald’s ban ga

Va ca cd, sudn lgn nudng va tring tron. Thip nién 1970 1a ky
nguyén md réng dong san pham ctia McDonald’s khi chudi nha
hang nay tim cach thu hat thém khach hang mdéi va gia ting so
tién chi tiéu trén dau khach hang.

Va du nhﬁng muc tiéu nay rat dang md udc, chung luon chua
day rai ro. Khi ban kéo gidn tuyen phong ngy, vung trung 10 sé
trd nén yéu hon. Bén canh dé, néu moi ngudi mudn in ga, tai
sao ho khong dén Kentucky Fried Chicken chi1?



Ca hai thuong hiéu mé réng méi ctha McDonald’s —- McChicken va
McRib - déu that bai.

Sau dé 1a Chicken McNuggets, mot thuong hiéu thanh céng gitup
McDonald’s tang doanh s6. Nhung thuong hiéu nay tiéu ton cta
McDonald’s rat nhiéu céng stic va hang triéu dé-la tién quang
cao.

Piém dang ngac nhién 13 Kentucky Fried Chicken d3 phan tng
rat chadm chap trude su xuat hién cia Chicken McNuggets. Mat
gan tam nim dé chudi nha hang ga ran nay gidi thiéu phién ban
san pham ddi dau véi McDonald’s. TAt nhién tén ctia né don gian
la Chicken Nuggets.

Nguyen tic phong thli s6 3: Khda chdt nhiing nudc co ding gom
cua doi thu Kentuc:ky Fried Chicken da lang ph1 tam nam. Trong
chiing 4y nim, 18 ra ho cé thé tin dung tién quing cdo cla
McDonald’s & mang lai doanh thu cho ban than.

C6 mot khac biét trong chién ludc gitta Egg McMuffin va Chicken
McNuggets.

Bla sang la khoang thdi gian thap dlern & mét nha hang burger.
Bat ky san phiam ndo mang lai doanh s6 vao bita sang sé 1a chién
luge t6t cho chudi nha hang burger. Trong khi d6, mot sdn
phim cé thé in vao bita trua hay t6i nhu McNuggets sé 13y di
md&t phan doanh s6 ban banh burger. Vi sao phai chi hang triéu
do6-la dé thuyét phuc khach hang goi mén Chicken McNuggets
thay vi Big Mac?

C4i ma McDonald’s va nhitng chuéi nha hang khac di khéng suy
nghi thau ddo 14 su khdac biét trong ban chat san pham ma ho
ban. Moi nha marketing déu cé ba loai san pham: sin pham dé
quang cdo, san pham dé ban va san pham dé kiém lgi nhuin.



IN-N-OUT

W BURGER

Véi cac san pham mdi & McDonald’s, rat tht vi dé hinh dung
McDonald’s sé ra sao néu khong thém tat ca nhiing san pham d6
vao thuc don. May thay, chting ta c6 mét chudi burger khac di
theo y tudng nguyén thity ctia McDonald’s dé dung lam vi du
nghién cttu. P4 13 In-N-Out Burger. Chudi nay chimé &
California va vai bang mién T4y cia My. In-N-Out Burger khong
ban gi khac ngoai burger, khoai tiy chién va thiic uéng, nhung
doanh thu trén nha hang ctia n6é cao hon McDonald’s (1.976.990
d6-lasovdi 1.632.600 do-l1a).

Quang cao san pham chi dé ban hay kiém loi nhuin sé rat lang
phi, ké ca néu ban cé thé kiém dudc nhiéu tién tu né.

Rap chiéu phlm cd nén quang cdo bap rang bo khong? Khong,
no nén quang cdo nhitng bd phim r6i kiém tién tit bap rang bo
va thiic uéng.

Nhiing dai 1y ban 6 t6 quang cdo mdt chiéc xe & gid “tran trui”
nhung khong hy vong ban chiéc xe theo kiéu nay vi ho kiém
dugce tién thuc sy tit viée ban nhitng hop s tu doéng, phanh
dong luc, radio AM/FM va nhiing phu tung khac.

Theo dd, mdt chudi nha hang banh burger nén quang cio banh
burger, ban khoai tiy chién cling vdi burger, va kiém tién ti
nudc gidi khat khoéng con. P6 1a md hinh ép 1di nhuin xudng
doanh thu. Néu lii tré uéng d nhiéu ly Coke 90 xu, ban cé thé
hoa von 3 moi san pham khac.



Sai 1am 16n nhat ma cac cong ty thucng mac pha1 1a nham 14n
gitta sdn phiam dé ban véi san phiam nén quang cdo. Mot khi
khich hang di & trong ctta hang thi ban gi cho ho khéng con
quan trong nita. Nhung quing cio san pham dé ban cé thé 13 sai
1am néu hanh d6ng dé 1am suy yéu vi thé ctia ban.

Ban banh mi kep ca 1a mot chuyén; quang cdo banh mi kep c4 1a
moét chuyén khac. Pac biét, sdn pham dé lam suy yéu vi thé
banh burger cta ban.

McDonald’s bat dau tro choi bang viéc tin cdng vao trung 16 clia
nhiing quan ca phé trén P6i Hamburger. S& rat nuc cudi néu
trong qué trinh theo dudi nhitng mang kinh doanh “riu ria”
khac, McDonald’s tut bién minh thanh mot chudi quin ca phé
ban tat ca moi thit.

Burger King theo chan

Vao thap nién 1980, chinh Burger King lai di theo trao luu nay.
Mot quan 1y cap cao ctia Burger King néi: “T6i chua ting nghe
néi nhiéu vé mdt ddi thit nhu vdy. Néu McDonald’s 1am gi d6,
chiing t6i cling 1am theo. Néu ho khéng, chiing t6i cling khéng.”

Burger Klng tiép tuc gidi thiéu rat nhiéu loai banh kep tudi ddi
ngan, tit banh kep thit bé véi phd mai pacma dén thit bo mIdng
Chua ké dén giim-boéng va pho mai, tc ga 146c xuong chién ron,
phi 1é c4, va bit tét. “Chung t6i dd ddnh mat ban than,” chinh vi
quén ly kia thirta nhéin.




McDonald’s @3 mé& rong thuc don qua tay dén ndéi mét ctta hang
McDonald’s ngay nay “chila mot quan ca phé nao d4”. Tinh thé
nay md ra nguy cd bi cidc doi thu tan céng bang mot don danh
hep.

Nhitng ngusi mua nhugng quyén khéng thich diéu nay. Ho lién
tuc nhac nhd cidc nha quan ly rang tén céng ty 1a Burger King,
khong phai Sandwich King.

Chudi nay thdm chi con bat chudc cach dung hinh anh Ronald
McDonald bang mét nhén vat goi la Magical Burger King dé thu
hut tré em va phu huynh dén ctrta hang.

Pén niam tai chinh 1982, doanh s6 ban hang cta Burger King da
chiing lai. Nam d6, 1gi nhuén trudc thué chi ting 8%. Ngudc lai,
10i nhuén sau thué ctia McDonald’s ting 1én 15%.

Lam rdi tung danh muc san pham 13 mét chuyén; 1am réi tung
16i nhuin lai 14 chuyén khac. Cudi cling, cong ty me ciing gl
nhiing nhan su tit Pillsbury dén nim quyén. Vai chiéc banh kep
ky quic bi loai ra khéi thuc don, nhung thay ddi 16n nhat dén ti
quang cdo.

Tran chién banh burger

Burger King quay trd lai tdn cong trung 16 McDonald’s. Chién
lugc tan cbéng kinh dién 1a tdn dung mét diém yéu cd hitu khi
ngudi dan dau da kéo gian phong tuyén.

Mau quéng céo hiéu qua nhét da truyén tai théng diép ngu y
rang nhiing chiéc burger ctia Burger King ngon hon vi chiung
dudc nudng chit khéng phai chién nhu ctia McDonald’s.

“Nudng chu khong chién” ngay 1ap tuc thu hiat cong ching va
luit su cia McDonald’s nhanh chéng dadm don kién ra toa.



D6 1a mén qua dep dé nhat véi Burger King. Phan ting day cim
phin cia McDonald’s ddy chién dich nay trd thanh dé tai duogc
thao luan trén ba mang truyén hinh, hang t4 dai truyén hinh va
bao chi khip nudc M.

Doanh s6 clia Burger King nhay vot, trung binh 10% mdt nim
so v4i con sO 3% ctia McDonald’s. Cé 1é @6 1a mot con s6 nhd,
nhung trén mét cd s3 16n va moét chién trudng canh tranh quyét
liét vdi cac khoan chi tiéu khong 16.

Du khoéng thé dau lai ngin sich quing cdo cia McDonald’s,
Burger King cé thé xoay x3 dé chi 120 triéu d6-la tién quang cdo
truyén hinh.

Du1 vay, trong khi Burger King ban rén tung ra nhitng don tan

céng, mot chudi thiic an nhanh khac dang choi mét chién lugc
chién tranh marketing ctia riéng minh.
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Nuéng
chu khéng chién
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“Nudng chit khéng chién” 1a chién dich hay nhat ma Burger
King tling trién khai. Cong ty nay 1é ra khéng nén tit bd né. Hon



niia, ho nén gia cd y tudng nay & cic diém ban. Thay vi dé dong
chit “Nha ctia Ngudi Cao Ldn”, bang hiéu ctta hang Burger King
nén treo dong chit “Nha ctia BAinh Burger Nuéng”.

Tan cong canh sudn McDonald’s

Pudc sang 1ap bdi cyu Phé Cht tich ctia Kentucky Fried Chicken,
dén tdn nam 1969, Wendy’s mdi c6 clta hang banh burger theo
phong cach c6 dién dau tién.

Sau khdi dau chidm chap, Wendy’s nhanh chéng tan céng canh
suon vao phan khiic ngudi tiéu dung trung nién. Tap trung vao
nhiing khau phan in danh cho ngudi 16n trong mot khong gian
thoai mai, Wendy’s bat dau ting trudng. Khdng c6 mii hay béng
bay mién phi. An theo cich ctia ban 8 Wendy’s cé nghia la:
“Khéng dua chudt, khéng nudce sot va khong cd tré em.”

& Wendy’s, miéng thit nhd nhit cling ning 12 lang va cé hinh
vudng dé né tho ra khdi miéng banh mi.

“Hot ‘n juicy” (tam dich: Néng va cay) 1a chién luge quang céo
day khai niém banh burger cho ngudi 16n vao tim tri céng
chiing. Theo quang cdo, can “rat nhiéu khin gidy” khi &n nhiing
chiéc banh burger néng va cay ctia Wendy’s.

Cho 14 tré &n mot cbiée banh mi kep nhu viy va ban sé phai thay
do cho chung khi vé nha.

Bién 1gi nhuén ctia Wendy’s nhanh chéng cao gap hai 1an so véi
trung binh ctia cdc nha hang thic d4n nhanh khac, va né tao ra
ap luc 1én Burger King. (Thuc té, ty suat 10i nhuin trén don vi
hang ban ctia Wendy'’s cao hon Burger King.)

Sau d6 12 miu quang cdo vdi Clara Peller & @6 tudi bat tuan.
“Thit bo dadu?” 12 mot trong nhitng mau quang cdo truyén hinh
thu hit cong chiung nhat.



“Thit bd dau?” gitp doanh sd ban hang ctia Wendy'’s ting manh
trong nim 1984 1én 26%. D6 1a khau hiéu quing cdo dau tién
sau nhiéu nim dudc chuyén ngit ra tiéng dia phuong va lip di
1ap lai bdi Walter Mondale va rat nhiéu ngudi din chudng trinh
khac.

Nhung yéu t6 quan trong hon gitp doanh sd ban hiang cla
Wendy’s ting trudng 1a vi khau hiéu dé phin anh ban chat
chién ludc ctia Wendy’s: chiéc burger 16n hon pht1 hop véi khau
vi cila ngudi trudng thanh.

Nhiing gi Xéy ra tié'p theo di chiing minh rang chién ludc phéi
dLIng trén quang cao chu khong phal ngudc lai. Cung moOt ngudi
viét quang cdo, cung mdt gidm doc nghe thuat, cung mot nha
san xuat va cung mot dao dién d3 cung nhau xay dLIng khau
hiéu “miéng nhé 13 miéng nhd.” Khau hiéu danh vao cac d6i thit
lam burger bang cic miéng ga di qua ché bién. (Wendy’s ban
mon “dc ga 100% tu nhién khéng xuong”.)

Khi Clara Peller qua doi, Wendy’s cling khong st dung khau
hiéu “Thit bo d4u?” nita. Chiing t6i nghi rang d6 1a mot sai lam.
Mot vi thé tot khong bao gidf chét. “Vién kim cudng vinh cttu”
(57 tudi), “Qudc gia Marlboro” (51 tudi) va “Cd may tdi thuong”
(33 tudi) 1a nhitng thanh céng khong gidi han tudi tac.

Cling nhu McDonald’s trudc day, Wendy’s da “ga héa”. Chuyén gi
xay ra? Khéng gi ca.



Piéu ma Wendy’s nén 1am 13 dua Clara Peller vA mén bo trd lai.
Trong tan cong canh sudn, theo dudi cling quan trong nhu tan
cong.

Du kich phan khuc thap

Nhitng thao luan vé cudc chién banh burger sé khong day da
néu khong nhiac dén White Castle. Pugc thanh lip vao nim
1921 & ving TAy bac va Thuong Trung TAy cia nudc My, chudi
thtc in nhanh quy mé nhd nay chi ¢6 170 diém ban hang va
tiép tuc kinh doanh theo phuong thic cil

“Rat it thu ton tai vinh cltu, nhung khi dén White Castle, t6i c6
thé an chiéc burger y nhu chiéc t6i da an hoi 5 tubi... cadch day
35 nam,” mot thuc khach néi.

Nhitng khach hang trung thanh goi White Castle Hamburger la
mdt “ké khong bat kip xu thé” vi nhitng Iy do ban sé khong
mudn biét. Chiéc banh burger hoai c6 ciing 12 mot cach khién
san pham trd nén hap dan.

Pang kinh ngac hon, cidc nhi hing White Castle déu dugc xay
dung theo kién trtc thép va s, phong cich thdi Pai Khing
hodng. Va chtung dat doanh s6 1,28 triéu d6-la mét nim, cao
hon McDonald’s tinh tit phuong dién doanh sé trén nha hang.

Nguyén tic du kich sb 2: Du thanh cbng thé nao, ding bao gid
hanh déng nhu ngudi dén ddu. G White Castle, khong c6 Egg
McMuffins, khong c6 Whoppers, khong c6 moén khoai tay nudng
néng véi bon Iua chon nude ding khac nhau, khéng cé Pai hoc
Hamburger.

C6 nhiéu hon moét cich dé ban hamburger, mién sao ban sit
dung chién lugc pht hgp. Do dé, cic clta hing White Castle da
chung séng yén binh véi nhitng ngudi hang xém to 16n va hiéu
chién hon.
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Su ton tai cia White Castle chiing té stic manh cia mét cong ty
nho khi van dung céc chién thuit du kich. Doanh s6 ban trén
moi nha hang hién taila 1.308.300 d6-la/nam.




14
cuOc cHIEN MAY TiNH

Trong chién tranh, sailam dén tit long nhdn di la sai lam té hai
nhat.

KARL VON CLAUSEWITZ

oca-Cola clia cudc chién mdy tinh 13 IBM. VA it nhat cho
dén gid, Big Blue! van phong tht vi thé ctia minh tot hon
Big Red? rat nhiéu.

I, Big Blue: Tén Iéng chi IBM.
2, Big Red: Tén Iéng chi Coca-Cola.

IBM lién tuc khién c4c ddi thti phai chtin chan. IBM khong hé dé
16 bat ky s6 hd nao. Va 8 Armonk (noi dat tru s& cia IBM) khong
ton tailong nhan &i.

“Ton tai va dé ho ton tai” khong phai 14 triét Iy ctia IBM. COng ty
nay khéng ngan ngai nghlén nat doi thd khi can. Trudc khi chi
trich tu cach dao duc cua IBM, ban nén hiéu day d ban chat clia
cudc chién may tinh. & nhiéu théi diém quan trong trong lich
sU, khong su dung stic manh sé khién IBM roi vio nguy co ton
that ning né.

Doi tht khong bi nghién nat budi sang sé tru lai chién trudng va
nghién nat ban vao budi chiéu.

Sperry Rand va IBM



Nam 1943, mot gidng vién va moét hoc vién cao hoc thudc Pai
hoc Pennsylvama phat trién thanh cong chiéc may tinh ky
thuat so dién tt dau tién. Chiéc may cé tén ENIAC, viét tat clia
Electronic Numerical Intergrator and Calculator (May tich phan
dién t&t va may tinh), 12 mot con quai vit ning 30 tin nhanh
hon nhiing chiéc may analog 1.000 lan.

John W. Mauchly - giang vién va J. Presper Echkert — hoc vién la
hai ngudi da sang ché ra chiéc may nay. Sau khi ban c¢dng ty cho
Sperry Rand, ca hai sang ché ra nhiing chiéc may khac, trong d6
c6 chiéc UNIVAC, dugdc phat trién vao nim 1950.

Niam 1951, bd phin Univac cia Sperry Rand ban nhiing chiéc
may tinh thuong mai dau tién trén thé gidi (cho Cuc Thoéng ké
Dan s6 My).

UNIVAC
IBM

Chung t6i 3 nham. P4 14 Univac cia Remington Rand chit
khéng phai Univac ciia Sperry Rand. Remington Rand d4a sap
nhap véi Sperry vao nim 1955 dé tao thanh Sperry Rand. Nam
1979, cdng ty ddi tén thanh Sperry Corp. Nim 1986, Sperry sap
nhap vdi Burroughs tao thanh Unisys. P6i tén lién tuc khién stic
manh thuong hiéu bi suy gidm va 1am cc tac gia bi roi tri.

Vai nim sau, IBM nhdy vao thi trudng va trin chién bat dau.
Muc tiéu: kiém soat su phat trién ctia sin pham quan trong nhat
thé ky XX.

Van dé nay dudc quyét dinh trong cudc tranh chip tay d6i gitta
hai c6ng ty tuong doi nho trong mot khodng thdi gian tuong doi



ngan. Moi bén déu c6 thé manh. Sperry Rand c6 lgi thé dan dau
cong nghé. IBM c6 vi thé manh trong thi trudng van phong.

Tran chién cé thé dién ra theo bat ky hudng nao. Chinh viéc ap
dung nguyén tac dong quan quyeét liét ngay tu dau da quyét
dinh két qua.

Mot khi IBM leo 1én vi tri din dau, ho sé & nguyén d@é. Cac tran
chién marketing khong giong nhiing tran dau béong r6 khi hai
bén déu co6 co hdi vuot 1én dan trudc.

Cic trAn chién marketlng giong tran chién quan su hon.
Clausewitz néi: “Dién bién clia mét trin chién gidng sy xdo troén
chim clia trang thai cAn bang hon 12 mét dao ddng téi lui, nhu
nhiing ngudi bi danh lita bdi nhitng m6 ta sai sy that.”

Hau hét cdc nha marketing sé khong bao gid cé cd héi tham gia
vao thé tran giang co nhu diéu da xay ra gitta IBM va Sperry
Rand & thip nién 1950. Nhung néu cé, hiy nhd 16i clia
Clausewitz: “Cac tudng linh phai nd luc hét minh trong trin
chién dau tién, hy vong va cd ging gianh thing 1¢i toan dién
nhdnd.”

Nhu cau thiét 14p vi thé uu viét tit dau trong trd choi 12 méi
quan tdm chinh cia mét vi tuéng marketing gidi. N6 giéng nhu
trong mon cd vua. P6i khi nudc di dau tién ctia con tot 1a & dé
bio ddm chién thing.

Sau khi thang Sperry Rand, IBM cling c6 thing 10i cia minh.
Tham chi dit xuat hién nhiing d6i thtt mdi, qua méi nim, IBM
van nim 60-70% thi phan. Moi ngudi bit dau goi nganh cong
nghiép may tinh 1 nang Bach Tuyét va bay Chu Lun.

Mot trong bay chd liin d3 tan céng téng luc vao phéo dai IBM
vao dau thap nién 1970. Nhung dgt tan cong nay dién ra tuong
tu nhu tran Balaclava nam 1854.



Ban khong thé thing bang cich ganh dua véi ngudi din dau.
Cac céng ty ludn mic sai 1am nay. Ho c6 ging hiéu cach 1am ctia
IBM, va lam chinh xac theo cach d6. RCA tham chi con thué cac
cuytu quan ly ctia IBM vé diéu hanh mang may tinh cia minh.

Ban chi cé thé gianh chién thing bang cach di ngugc lai chién
luge clia ngudi dan dau. Bang cach tim ra diém yéu trong thé
manh clia ngudi din dau. Bang cach tan cdng canh sudn. Bing
cach danh du kich. Bang cach tip trung quin.

Sau khi RCA va GE bi Big Blue dim chét, chi con sét lai nim déi
th1, dudc goi chung 1a BUNCH (Burroughs, Univac, NCR, Control
Data va Honeywell). Ai sé& 13 ngudi tiép theo khién IBM phai lo
sd? Thuc té: Khong ai ca.

DEC IBM

DEC (Digital Equipment Corporation) di tan céng canh sudn
IBM & phan khtic thap.

DEC va IBM: vong 1

Vao thdi diém cdc coéng ty 16n c6 giang gianh giat thi phan may
tinh 16n khéi tay IBM, mot céng ty khdi nghiép nhoé da gianh
duge mot chién thing marketing 16n bang don tan coéng canh
sudn kinh dién. Cong ty d6 1a Digital Equipment Corporation.

IBM san xuit may tinh 16n; DEC sdn xuat mdy tinh nhd. IBM ban
cho ngudi diing cudi cting; DEC ban cho nhitng céng ty san xuat
trang thiét bi gdc (OEM). IBM cho khéng khach hang phan mém;
DEC v& nhu khoéng biét phan mém mady tinh 1a gi.



D6 chinh x4c 14 chién ludc tin céng canh sudn ma Volkswagen
va hang tram cong ty khac da st dung.

Nam 1965, DEC gidi thiéu PDP-8, dong may tinh mini dau tién.
San pham nay sau dé dugc st dung rong réi trong nghién cdu,
gido duc, kiém soat cdng nghiép va y té.

Sau do, IBM da mac mot sai 1am l:1ic3_'m hoi. Ho khéng phong tha
khi bi DEC tan c6ng. Nguyén tac phong tht s6 3: Khda chdt
nhiing nudc co ddng gom cua doi thu.

Ngudi din dau thudng dé bi tdn céng canh sudn & phan khic
thap. C4i t6i ctia IBM di che md& kha niang danh gia cia ho. Ai sé
mua mot chiéc may tinh nhd, gia thap, chi cé khung ma khéng
c6 phan mém hay nhiing hé trg k§ thuat tit IBM chi1?

Hang ngan mdy tinh di dudc ban theo kiéu niy. Doanh s ban
mady tinh mini cia DEC ting vot. DEC trd thanh cai tén hip dan
trén thi trudng ching khoan. Khi dé, doanh sé ctia DEC vugt
qua con s0 4 ty d6-la.

Hewlett-Packard, Data General, Honeywell va nhiing d6i tht
khac nhdy vao thi trudng may tinh mini. Nhung IBM thi khéng.
Cho tdi tan nam 1976, Big Blue mé&i tham gia vao thi truéng nay
véi chiéc may tinh mini Series 1.

Nhung ké ca khi d4 ling phi 11 nim rdi trdng mong 14t ngudc
thé cd, IBM chua bao gid chiém qud 10% thi phan trong thi
trudng may tinh mini. DEC lién tuc théng tri thi trudng véi 40%
thi phan.
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DEC trd thanh cong ty mdy tinh 16n thi hai thé gidi. Ban khong

théleo 1én vi tri niy bang cich ganh dua véi ngudi din dau. Ban

phai di ngudgc lai ngudi dan dau. Nguyén tic tong quat dé ding
trong phan 16n thi trudng.

Pén cudi thap nién 1970, thé gidi may tinh lai thay d6i. Nhitng
cdng ty tré trung hon nhu Apple, Radio Shack va Commodore
gidi thiéu mot thuat nglt mdi trong tu dién: may tinh ca nhan.
Tran chién tai dién theo c6t truyén David va Goliath.

DEC va IBM: vong 2

C4 DEC va IBM déu ding ngoai cudc choi khi toan bd nganh may
tinh phat trién 1én ti bo vi x{t ly 8-bit hay “may tinh chay bang
chip”.

Khong l1au sau, rat nhiéu céng ty san xuat mdy vi tinh hay may
tinh cd nhin hodc may tinh tai nha tang truédng nhanh chéng.

Nhiing “con quai vit” nhd nay la gi? Va nén lam gi véi chung?
Ban st dung ching dé choi dién t 8 nha u? Hay & trudng dé hoc



mdn khoa hoc mdy tinh? Hay & vian phong dé xt 1y vian ban hay
bang tinh?

Pap 4n hda ra 1a gidi quyét tat cd nhitng nhu cau trén va hon thé
nita. Su that 1a, may vi tinh (hay may tinh ca nhan hoac may
tinh tai nha) thuc sy 13 chiéc may tinh nhd da dung. Chi véi vai
ngan doé-la, moét chiéc mdy tinh ca nhan cé thé 1am rat nhiéu
cong viéc ma mot chiéc mdy tinh 18n tri gia 1 triéu d6-1a cé thé
lam.

Pay 1a dia hat thudc vé DEC. Khi nhin lai, 18 ra DEC nén phong
tha vi thé mdy tinh nhé cia minh. Nhung ban khéng can phai
1a nha tién tri dé biét budc di marketing ding dian tiép theo 1a gi
néu am hiéu chién luge.

Dén cudi thip nién 1970, DEC cd vi thé cuc ky viing chac. Va cé
1é viéc IBM khéng phdn c6ng khién DEC ¢4 phan qua tu tin.

T géc nhin quén sy, DEC d3 hoan tit né luc tin céng canh sudn
ctia minh va 18 ra nén chuyén sang chién luge phong thii dia hat
mady tinh nhé. Nguyén tic phong thli sd 2: Chién ludc phong thii
tot nhat la diing cdm tu tdn céng bdn than. DEC 18 ra nén 13 ngudi
dau tién tan cdng vi thé may tinh mini ctia ban than bang mot
chiéc may vi tinh.

Nhung DEC khéng d@t can ddm hoic cé 18 khéng cé tAm nhin
néy. Cht tich DEC, Kenneth H. Olsen, noi: “May tinh cd nhan sé
that bai nang né.”

C6 18 @6 1a danh gia sai 1am 16n nhat trong lich s kinh doanh
My ké tu khi Henry Ford chiu that bai trudc dgt tan cong canh
sudn phan khtic cao ctia General Motors.

Ken Olsen 13 mot thién tai may tinh nhung thién tai ciing cé thé
mac sai lam. Nhu Fiorello LaGuardia ting néi:



World'’s largest maker
of small computers.

Digital Equipment tiing cé vi thé viing chic ma1& rané nén
quyét liét bao vé. Cong ty nay ting 13 nha sdn xuit mday tinh nhd
16n nhat thé gidi. Chiing t6i di khuyén Ken Olsen, Cht tich clia
DEC, tung ra chiéc mdy tinh coéng s3 16-bit nghiém tic dau tién.
“Hiy tan cong IBM” 12 16i khuyén ctia ching t6i. Nhung Olsen
cho rang ra sau sé tot hon. Ong nghi rang bang cich ra sau, may
tinh ctia DEC sé ¢ cau hinh manh hon IBM. Giita tran chién dau
tién va tran chién tot hon, trin chién dau tién thudng gianh
chién thing.

“T6i khong pham nhiéu sai 1am, nhung mot khi t6i sai, né 14 sai
lam rat 1én.”

DEC dang ra di c6 thé trd thanh mot ga khdng 16 may tinh, cé 18
con 16n hon B1g Blue, néu né tan coéng phan khiic may tinh ca
nhan sém va quyet tdm hon. C6 mdt yéu té quan trong trong
tinh hudng nay ma phan 16n cidc nha marketing bd qua.

Ngudi ta khong mua mady tinh cd nhan dé st dung nhu moét
chiéc mdy tinh cd nhin, ma ding né dé 1am viéc tai nha hay tai
vin phong. Vi khong c6 nha san xuit may tinh cd nhin nio cé
uy tin trong mang mady tinh st dung cho céng viéc. Tat ca
thuong hiéu déu mang hoi hudng dung tai nha hoic phuc vu
cho muc dich giai tri.

Liéu General Motors c6 trang bi van phong bang nhitng chiéc
may tinh Radio Shack TRS-80 khong? (Chiéc may dudc goi vui la
Réac-rudi 80.) Hay Commodore Pets hay Apple II?



DEC choi dua trong khi IBM 1am viéc chdm chi & Boca Raton dé
gidi thiéu chiéc IBM PC.

L& ra nén tap trung bao vé vi thé may tinh nhd ctia minh, DEC
lai chia nhé nguodn luc vao bon linh vuc riéng biét khéng lién
quan gi dén nhau.

1. DEC md ra vai chuc ctta hing ban 18 dé canh tranh vdéi Radio
Shack, ComputerLand va hang ngan nha ban 1é déc 1ap khéc.
Mot dot tan cong yéu kém vao nhiing déi thu cé vi thé xac 1ap.

2. DEC chong lai nhu:ng cong ty san xuat may xi ly van ban,
d4anh nhau véi Wang va rat nhiéu céng ty chuyén sau khac nhu
CPT, NBI va Lanier.

3. DEC tiép tuc ddy dong san pham mady tinh mini cia minh 1én
cao va cao hon cho dén khi né hau nhu canh tranh véi nhiing
chiéc mdy 16n ctia IBM. Chién trudng mini nay di thu hut rat
nhiéu tai ning va ngudn luc ctia DEC.

4. DEC don nhiéu tdm tri va ngudn Iyc d€ phét trién nhiing hé
thong tu ddng hoa van phong phc tap.

Tu khia canh tai chinh, DEC tai trg 24 triéu do-la cho Trilogy
Ltd., mét cong ty cong nghé cao do Gene Amdahl thanh 1lap,
nham x4iy dung moét chiéc mdy tinh siéu nhanh dé tin coéng
nhiing chiéc may 16n hang dau ctia IBM.

Mot mit, DEC c6 qua nhiéu bude di mao hiém vao cac linh vuc
kinh doanh phi cot 16i. Mat khac, DEC lai khong tung ra san
pham nao c6 thé bao vé hoat ddng kinh doanh cg s& cia minh.



Gateway to

Lay off 2,500
With Closing of
188 Retail Stores

“Gateway sa thai 2.500 nhin vién va déng ctta 188 clia hang
ban1é.”

Pay 1a tiéu dé mot bai viét ra ngay 2 thang 4 nim 2004 trén The
New York Times. Gateway 1a mot trong nhiéu nha san xuat tham
gia nganh ban 1é @€ cudi cting phai déng clta sau vai nim. Nhin
tl phuong dién chién ludc, cé rat nhiéu van dé khi mot nha san
xuat tham gia ban 18. Khi d6, ho khéng chi phan chia luc lugng
khi m4& thém “mat trdn” thit hai ma con canh tranh véi chinh
khach hang cfia minh _ nhitng nha ban 1é ban san pham ctia ho.
Tuy nhién, ap Iuc théi thiic md rong hé thong phan phoi 1a rat
16n. Gateway nhiéu kha ning khéng phai 1a cong ty cudi cling
nhan ra rang: Nha san xuit khéng nén md clta hang ban 18. Hy
vong Apple Computer rtt ra bai hoc nay sau khi con sot iPod
ngudi di.

Niam 1980, DEC 1 nha san xuat may tinh nhd 16n nhat thé gidi.
Nam 1981, IBM tung ra sdn pham PC.

DEC va IBM: vong 3

Thanh cdng nhanh chéng ctia IBM PC khéng lam thé gidi bat
ngd. Danh tiéng ctia IBM di bao chiing cho chiéc PC. Du su that
khong phai nhu vay.

Chic chian, IBM sd hitu vi thé viing chic trong nganh mady tinh,
nhung la trong nganh may tinh 16n. Ho khong c6 uy tin véi
nhiing chiéc may tinh nhd; d6 14 vi thé ctia DEC. Nhung vi DEC
khong khang cu, IBM ung dung chiém linh thi trudng may tinh



c4d nhan. Vi sau d6, moi ngudi déu nhan ra diéu ma 1é ra ho phai
thay ngay tu dau. May tinh ca nhan phu hgp véi moi truong
cong s& hon so véi st dung tai nha.

Trong marketing, vai trd clia sy may min 16n hon rat nhiéu so
vdi nhiing gi phan 16n cdc nha marketing thita nhan. Ké ca céng
ty 16n nhat nhu IBM cling may man. Trong sdu nam ké tit ngay
chiéc may Altair nguyen ban ra d&i cho dén chiéc IBM PC, khong
cong ty cé tiéng ndo tung ra mdt chiéc may tinh st dung tai vin
phong.

C6 hai ddt tan cdng nhd theo dinh huéng chién lude d6 nhung
déu khong dang ké. Thang 1 nim 1980, Hewlett-Packard tung
ra san pham HP-85, mdt su bit chude hdi hot chiéc may Apple
II. Nhung ho gidi thiéu san pham nay dé phuc vu trong cac linh
vuc chuyén nganh va trong khoa hoc chtt khéng phai dé st
dung tai vin phong. Va thang 7 nam 1981, Xerox tung ra 820.

Nhung trong tAm tri ngudi tiéu diing, Xerox 13 cong ty san xuat
mady photocopy. Mot thang hé néng nuc 1a qua ngin dé thay déi
nhin thuc dé. Ngay 12 thang 8 nam 1981, IBM tung ra san
pham PC bom tan. Va cudc choi bat ngd thay doi.

L3 céng ty mdy tinh cdng s dau tién gidi thiéu mot chiéc may
tinh c4 nhan, IBM nhanh chéng chiém linh chién trudng. Khéng
ai phong thli vi chua ai s hitu vi thé nay. Hon nita, thi trudng
may tinh ca nhan da hién hitu véi hang ngan doanh nhan tung
mua chung tu cac cong ty ban loai may tinh dung tai nha nhu
Apple va Radio Shack.

Digital Equipment va Hewlett-Packard hoan toan khoéng con cg
héi khi IBM xdy dyng xung lyc thanh c6ng ctia né & thi trudng
phan khtc thap.

16 nim trudc, DEC tan cdng canh sudn IBM thanh cong v4i may
tinh mini. Gi¢ day, IBM dang st dung chinh chién lugc d6 va
danh canh suon thanh cong DEC vdéi chiéc may tinh ca nhan.
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The Computer Moves In

Pinh cao su théng tri ctia IBM trén thi trudng may tinh cd nhin
dén vao thang 1 ndm 1983, khi td Time goi PC 13 “Chiéc may ctia
nam”.

DEC khéng phan Uing gi cho dén tin ngay 10 thang 5 nim 1982,
thdi diém cong ty nay ciing tung ra chiéc mdy tinh cd nhan clia
riéng minh. Nhung DEC d3 pham sai 1am cin ban trong qua
trinh tung sin pham.

DEC gi¢ ddy dang tdn cong va phai tim ra mét 16 hong trong
phong tuyen ctia IBM. Nguyen tic tin cong s6 3: Trién khai cudc
tdn céng vao mdt tran cang hep cang tot. That kinh ngac, DEC
tung ra khong chi mét ma ba chiéc may tinh ca nhin: Rainbow,
Professional va DECmate.

Chi ngudi din dau mdi c6 quyén chio ban tat ca dong san pham.
Mot chién ludce ba sdn pham khoéng cé trong tdm chic chan sé
that bai. Pén nim 1984, IBM c6 doanh sd cao gip 10 lan DEC
trong thi trudng mdy tinh c4 nhan. Khi hang ton kho chat dong,
DEC ngitng san xuit Rainbow (sdn pham ban chay nhat trong
ba san pham néi trén) vao ddu nim 1985.



Vao thdi diém dau cudc chdi, Ken Olsen titng néi DEC khéng
quan tdm dén viéc 1a ngudi cudi cting tham gia thi trudng. Ham
y 16 rang & day 1a: ngudi cudi cting 13 ngudi cé kha ning diéu
chinh san pham, tinh ning va gia ca dé 1am tot hon d6i thi.

Phat biéu ndy phin dnh mét niém tin tham cin c6 dé clia cac
nha quan tri rang trong moét trdn chién marketing, sdn pham
tot hon thuong chién thang.

Tuy nhién, phan 16n cic chuyén gia may tinh dong tinh rang:
khong gidng Altair va Apple, IBM PC khéng mang lai cho thi
trudng moét cong nghé mdi nao. IBM gianh chién thing trong
cudc chién PC véi nhitng vii khi ma ai cling cé thé tiép can.

Tinh huéng nay tuong duong nhiing cudc chién quan sy. Liéu
c6 phai quan Pong minh gidnh thing 1gi trong Thé chién thi II
vi s& hitu vii khi vugt trdi so véi Piic khéng? Liéu c6 phai nudc
M that bai trong Chién tranh Viét Nam vi bat 10i vé mit vii khi?
Nguyen tac dong quan quyet dinh sy thang thua trong nhiing
cudc chién quan su dé, va nguyén tac déng quan cling quyét
dinh su thanh bai trong cudc chién mdy tinh ca nhan.

Nhung ngianh may tinh lai sip dudc hoc nhiing bai hoc nay mot
lan nita.

Tat ca va IBM

Gan nhu ngay 14p tic, cac d6i thi phan ng bang mét tran 1i
quang cdo véi nhitng phat biéu day khoac lac.
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Bén phong thti d6i khi cé thé kiém thém 1di nhuin bang cach
tung ra nhiéu dong sdn pham. Nhung véi bén tan cong, lam vay
1a sai 1am, nhu Digital Equipment d4 ném trai sau dé.

Digital Equipment =&
founder bows out_ Srows Ken
is crumbling

-

Pinh cao clia cAu chuyén vé DEC dién ra vao mot thip ky sau khi
nha sang l4p budc phai rdi khoi cong ty. “Pé ché Ken Olsen di
xay dung dang sup d6” 1a tuyén bd ctia td USA Today trong an
phiam rangay 17 thang 7 nim 1992. Liéu cé phai mdt sailam
chién luge duy nhat (khéng tung ra chiéc mdy tinh cd nhan tit

sédm khi con co hoi) da dan dén su sup d6 clia mdt cong ty ting
mot thoi vi dai khong? Chung t6i nghi vay.

“Dimension. Chiéc may tinh cd nhin manh mé nhat, tuong
thich nhat ban c6 thé mua,” mot tiéu dé néi. “Bang vdéi gia IBM
PC, tat nhién, @6 14 gi4 tri tot nhat danh cho ban,” miu quang
cdo ctia Dimension noi.

“Lam sao d€ mua IBM PC véi gid 1.995 d6-la? Hiy mua
Chameleon,” mét mau quang cdo khac ndéi.



Tran chién may tinh cd nhan dudng nhu 1a noi thé hién nhiing
mat té hai nhat trong cai tdi ctia cdc doanh nghiép: chiing té ban
linh dan 6ng.

“Ban khong thé tan cong IBM va Wang chi bang sy gan da,” mot
mau quang cio cla Syntrex ndi trong moét no luc cd gang chiing
minh ban linh dan 6ng ctia minh. (Khéng, Syntrex, ban khéng
thé tan cong IBM va Wang chi bing su gan da. Ban can tién va
rat nhiéu tién.)

“Vi sao ban phai mua mét chiéc may tinh coéng s tit mot cdng
ty ban chua tiing biét dén?” miu quang cdo dai ba trang clia
TeleVideo dit cau hdi. Miu quang cdo gidi thiéu nhitng hé thong
“hiéu qua va dang tin ciy hon so vdi nhiing céng ty ban ting
biét dén”.

Khong chi nhiing coéng ty it tén tudi ma ca nhiing céng ty danh
tiéng ciing nhay vao tan céng IBM. “Ching t6i ddnh IBM,” Wang
néi trong mot chién dich kinh dién. “Chting t6i san sang va hao
htic d6i dau truc tiép véi IBM.”

Thim chi AT&T Information Systems ciing nd sung. “C thdi
diém nay clia trd choi mday tinh c4 nhan, ban thuc su nén biét
diém s6,” mau quang cdo clia AT&T ndi. Toc dd, kha ning tin
dung, d6 hoa, tinh tuong thich va moét hang muc khéc goi 1a
“Khac” tao thanh mot bang diém danh gia may tinh. Va diém so
nhu thé ndo? AT&T dudc yéu thich hon 5 1an so véi IBM. (Nhung
thi trudng bd phiéu 50:1 cho IBM so v&i AT&T.)

Mot cdng ty danh tiéng khic cling tdn céng IBM 1a Texas
Instruments (TI). “TI ddm so sanh,” 1a tiéu dé quang cdo cua
cdng ty nay khi so sanh chiéc may tinh céng s& cta hing vdi
IBM.

Khong may thay, Texas Instruments ndi tiéng vi nhitng that bai.
Vi dy, ndm 1983, céng ty nay déng clta mang kinh doanh may
tinh tai nha va két s6 660 triéu do6-la tién 16 van hanh. (Néu



khéng thé canh tranh véi Atari, Commodore va Apple, 1am sao
canh tranh dugc véi IBM?)

Va Radio Shack dang m0t quang céo toan trang trén t3 The Wall
Street Journal, tuyén bo chiéc Tandy 2000 “r6 rang uu viét hon
IBM, AT&T, Compaq, Apple va Hewlett- Packard”.

Pay 1a mau quang cdo ma Syntrex dung dé tan cdng truc dién
vao IBM va Wang. Bén canh viéc cé nhiéu tién va can dam, ban
cling phai rat ngu ngdc mdi lam vay.



Mot mau quang cdo ma Wang stt dung dé tan cong IBM.

TAt cd moi céng ty déu tuyén boé mdy tinh clia minh t&t hon IBM.
Nhung mot cong ty co tén la Leading Edge tham chi con di xa
hon.

“Ngay chiéc mdy tinh cd nhan IBM trd nén 16i thdi” 1a tiéu dé
quang cio day khiém t6n clia cong ty nay. “Dé 1a mot ngay thu
Hai vio mua thu nim 1983, ngay Leading Edge PC - chiéc may
tinh c4 nhan t6t hon IBM PC véi gia chi bang phin nita, ra d6i.”

Gio day, chiéc IBM PC di 16i thoi, va nhfing nha marketing cta
Monroe mach bdo ban phai lam gi véi no. “Chung toi dua ra vai
dé  nghi day ton trong dé st dung chiéc may tinh ctia qua kh.”
Mau quang cdo cia Monroe dé nghi stt dung IBM PC nhu may
néng lanh hay dén ban, va tuyén bo: “Tiéu chuian mdi clia may
tinh 1a Monroe System 2000.”

Niam 1982, cic cong ty san xuat may tinh chi chua téi 1 ty d6-la
dé quang cdo. Hai nim sau, ho chi ra khoan tién hon 3 ty d6-la
mdt ndm, nhiéu hon ci nganh 6 t6 va thudc 14, hai nganh
thudng chi rat d3m cho quang cao.



Trudc hang loat don tin cdng nay, IBM c6 phan cong khong? Tat
nhién 12 khong. P4 khong phai 14 chién luge phong thi tot.

IBM va IBM

V6i chd ding viing chic trén thi trudng PC, IBM quay dau sung
va stt dung chién lugc phong tht kinh dién.

Tan coéng ban than. N6 hiéu qua véi Gillette, hiéu qui véi
General Motors, va hiéu qua véi IBM.

Viéc nam rd chién thuit nay thuc su da gitip IBM rat nhiéu.
Khach hang biét rang Big Blue sé khong nging ra mat nhiing
sdn pham mdéi tét hon.

IBM tung ra chién Iugc “Ré hon va tdét hon IBM”. D6i thii sé kho
bin tring mdét muc tiéu lién tuc di ddng. Cic khich hang va
khach hang tiém ning da td y sin long chd doi nhitng san pham
méi ctia IBM.

IBM lién tuc tung ra nhitng mau may tinh cd nhan mdi. San
pham dau tién 1a PC XT, chiéc mdy cd 6 dia ciing c6 kha nang luu
trit 5.000 trang van ban.

Tiép theo 1a PC AT, vdi bd vi x(1 1y hoan toan mdéi. “Chiéc may AT
ctia IBM tao ra 4p luc 1én cic d6i thd canh tranh va tit ca nhiing
chiéc PC con lai. Gia ré bat ngd nhung rit manh mé, chiéc AT
htta hen sé khién cic d6i thii ctia IBM phai thiét ké lai san pham
va chién ludc. Mt nha tu van trong nganh ky vong chiéc AT sé
vugt qua doanh sé ban hang cfia chiéc PC va PC XT trong vong
moét nidm,” t& The Wall Street Journal viét.
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gift of all time. A personal computer.
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Tai sao lai dit tén thuong hiéu may tinh ca nhan 1a “Radio
Shack”? Hon nita, tai sao lai goi mau may 13 “TRS-80”, khién
ngudi ding goi né 1a “Trash 80” (Rac-rudi 80)? Kiéu chién ludc
dit tén nay chi hiéu qua trong thi trudng khéng cé d6i thh. C6
thdi diém, TRS-80 14 chiéc méy tinh ban chay nhat. (“Cai tén 16n
nhat trong nhtIng chiéc may tinh nhd nhat” 1a cich ho quang
cdo nd.) Rat dé hiéu vi sao thuong hiéu may tinh cd nhan Radio
Shack gid day khong con ton tai nita.

IBM PC

IBM XT

IBM AT

“Tan c6ng ban than” 1a chién ludc clia ngudi din dau thi trudng,
va do6 chinh xac la nhiing gi IBM lam vdi dong may tinh PC. Sau
khi gidi thiéu chiéc PC vao thang 8 nim 1981, IBM tiép ndi bing
mau may XT va sau dé 12 mau AT. La lung thay, dé dudng nhu la
cai két clia dbng méy nay. T d6 trd di, IBM khong gidi thi¢u
chiéc may mdi nao nita. Piéu dé cho phép Compaq chlem thé
thuong phong trong thé hé may tinh ca nhan tiép theo.



Su ra doi cia mau may AT khong vap phai phan ing nao tit cic
doi thti ctia IBM. “IBM khoéng bi thach thic. Khong mét doi thi
16n nao ctia IBM tung ra san pham thach thiic PC AT” t& The
New York Times viét vé Hoi chg Comdex — hoi chg trién 1am cao
cap ctia nganh thu hiit hon 100.000 ngudi ghé tham.

Khéng cé gi la khi mot “bau khéng khi u &m xuat hién trong
buoi trién 1dm”. John Sculley ctia Apple néi: “Nganh mdy tinh ca
nhan dudng nhu da mac ket trong cai ho khong 16.”

Caiho tén 1a IBM.

Trudc dé khong lau, chinh nhiing an pham ding nhiing miu
quang cdo tan cong IBM bit dau bao cio tinh hinh thuong vong
clia bén tin cong. Raytheon tu bé Data Systems Division va
nhin khoan 16 sau thué 95 triéu doé-la. Computer Devices,
Gavilan Computer, Osborne Computer, Victor Technologies, vé

Franklin Computer nép don phd san theo Chuong 111

I, Chuong 11: Tuc Chuo'ng 11 trong Ludt Bdo hé phd san ctia Mj, la
quy trinh phap ly ma mgt céng 5} c6 thé tri hodn viéc trd ng, tiép
tuc kinh doanh va tdi cdu triic t6 chilc theo phuong thilc méi.

Pitney Bowes tlif bd mang mdy xu Iy vin ban va nhin khoan 16
22,5 triéu d6-la sau thué. Eagle Computer, Fortune Systems,
Columbia Data Products, va Vector Graphic bat dau nhin nhiing
khoan thua 16 ning né.

Nbi sg bao trum Thung Liing Silicon. Va tinh hudng cang té hon
khi IBM bat dau chay quang cdotin dung tinh thé nay: “Piéu ma
hau hét moi ngum mudn ti moét cdng ty mdy tinh 14 ngd ngon
vao budi t6i.”

Néu nghi IBM 12 mot d6i thi “toan ning” thi ban di 1am. Cac
cdng ty, ciing nhu cac ddi quan, cd stic manh, nhung chi trong
dia hat ma ching chiém gilt. MOt trong nhiing dia hat tam tri



ma IBM khéng s& hitu cé thé 1a thi trudng mdy tinh dung tai
nha.

Apple va IBM: vong 1

Apple thoi bay cac d6i thi bang Apple II, chiéc may tinh cd nhan
“@6ng goéi” dau tién. Hon nita, “kién tric md” khuyén khich
hang tram céng ty thiét k& phan mém va phan cting tao ra hang
ngan ng dung. Mot cich nhanh chéng, Apple cé miéng banh
16n nhat thi trudng may tinh c4 nhan. Sau d4, ho bao vé vi thé
ctia minh bang cac chién Iuge phong thii kinh dién.

“Mot gidc nglt ngon c61é 1a mau quang c40 noi t1eng nhit ma
IBM tung ra. Mau quang c4o cling ¢d nhan thiic raing IBM c6 thé
dit hon nhung né ludn 3 d6 bao vé khach hang. (Chua ai bi duéi
viéc vi mua IBM.) Nhan thtic nay 14 1y do khién IBM thanh céng

vang doi trén khip toan cau. Ngay nay, mang dich vu va phan

mém chiém khoang 60% kinh doanh ctia IBM. Phan ctng trd
thanh mang kinh doanh nho hon.

Pau tién 13 Apple II Plus. Sau d6 dén Ile. Mdi chiéc may tuong
thich va stt dung cing phan mém ctia mau may trudc dd, va déu
dugc thiét ké dé thay thé san pham cfia thé hé trude. (Chién ludc
phong tha tot nhat 13 diing cAm tu tan céng ban than.)

Sau d6 1a mAu may tinh cam tay, chiéc Ilc. Du khéng dudc thiét
ké dé thay thé Ile, né c6 hiéu suat cao hon véi muc gia thap hon;
do d6 theo mé6t nghia nao d6, no gitp hoan thién mau Ile.



Apple III gdt hai dudc it thanh céng hon, va d6 la mau may duy
nhat khong dudc thiét ké dé dung tai nha. N6 dugc th1et ké dé
dung trong cong sG va khoéng st dung cling phan mem nhu
dong II - san pham dugc thiét ké d& hoan thién nhitng miu may
trudc chit khong phai thay thé. Mau Apple III nhan dudce su chao
dén day hitng hd, mét dau hiéu cho thdy moi chuyén dang
khong dién ra tot dep.

Chinh trong béi canh nay, IBM toan ning tung ra miu may PCjr.
“Ngay tan clia may tinh tai nha. Thanh céng néi tiép thanh
cong, IBM gid day di cé mdt san pham st dung trong phong
khach,” tap chi Time du doan nhiing thay déi 16n lao sap xay ra
trong tuong lai.

Nhung phong khach thudc vé Apple.

Bat chap viéc c6 thém ban phim mién phi, cat gidm gid 1/3, va
100 triéu d6-la tién thué Charlie Chaplin lam dai dién quang
cdo, PCjr khong thé cat canh.

Chua d{?iy 18 thang sau ngay tin thé, PCjr bi khai t bdi Ban
gidm d6c mdi duge thanh 14p 8 b phan Entry Systems ctia IBM.

That bai cia PCjr c¢é thé dnh hudng dén long tu ai ctia IBM
nhung khéng phai ttii tién clia ho. Trong nim cudi cling ton tai,
PCjr chi mang vé 150 triéu d6-la doanh thu, rat nhé so vdi tong
doanh thu 46 ty d6-la ctia IBM.

Nhitng ngudi ca nghi sé néi rang van dé khéng nam & chién lugc
ma nam & sdn pham. C6 thé 1a nhu viy, nhung cé qua nhiéu
bang ching cho thay san pham tot 1 chua d néu khong sé hitu
vi thé chién luge thuin lgi. Chién thing thudng thudc vé bén
kiém soat vung linh thé. Pay 13 nguyén tic thd hai clia
Clausewitz: uu thé phong tht.



Apple I 13 chiéc mdy tinh c4 nhain “déng gbi” dau tién. Pay
chinh 13 san pham d4 x4y dung thuong hiéu va tao nén nhin
thuc Apple 1a mot chiéc may tinh “tai nha”.

Bring
an IBM
PCjr
home
for the
holidays.

IBM c6 vi thé v6 ciing viing chic trong cdng sé nhung khéng cé
chiit uy thé nao tai nha. Tai sao ho lai nghi may tinh c4 nhan
ding tai nha mang thuong hiéu IBM c6 thé thanh céng chit? Bic
biét véi mot cai tén nhu PCjr.

Tinh huéng tuong tu di xay ra véi Big Blue khi ho ¢6 ging mé
cac ctia hang ban 1é canh tranh véi ComputerLand, MicroAge,
Entré va nhitng d6i thd khac. “IBM di lac 16i trong khu riing ban
18, tap chi Fortune md ta nhiing van dé ctia Big Blue.



Khéng chi IBM ma con DEC, Xerox va nhiing cdng ty khac cling
thua 16 trén mit trdn ban 1é. Vi thé quan trong hon quy mo.
Khoéng nha sin xuit may tinh 16n ndo cé vi thé ban 18 manh
trong tam tri khach hang.

Apple vs IBM: vong 2

Mady tinh dung tai nha va tai céng sé 1a hai chuyén hoan toan
khéic nhau. Nganh may tinh gid day dang doi theo su tré lai cia
cudc chién Apple va IBM. Két qua 1an nay nhiéu kha ning sé
khac vi Apple dang choi trén 1dnh tho ctia IBM. Apple ¢d gang di
chuyén vao linh thé cdng s& con bd ngd sau khi DEC rit quan.

John Sculley! va d6i Macintosh ctia 6ng da chi 200 triéu d6-la
moét ndm trong mét chién dich quing cdo quy md 1én dé gianh
vi tri s 2 trong thi trudng may tinh cong sa.

L. John Sculley: Doanh nhdn ngudi My, ting la Phd Chi tich (1970-
1977) va Chu tich (1977-1983) cua PepsiCo. Ong la Gidm déc diéu
hanh cua Apple trong giai doan 1983-1993.

Nhung Apple cé mét diém yéu chét ngudi. Apple 1a chiéc may
tinh dung tai nha, khéng phai & céng s4.

Sculley rat thong minh. Ban sé thay nhitng mau quang cio vé
Macintosh hau nhu khéng bao gid stt dung tén Apple. Ong hiéu
rang phai dinh vi chiéc may vin phong Macintosh tach biét khdi
vi thé tai nha ctia Apple.

Khoéng may thay, cong chung tiép tuc lién tudng Macintosh dén
Apple. Pay la con siu trong nodi canh Macintosh ctia Sculley.

Steve Wozniak, dong sang 1ap Apple, rdi khdi cdng ty cling vi
van dé nay. “Hudng di ctia Apple dd pham phai sai 1am trong
nam nam qua,” ong noi.



Wozniak ciling cdo budc ban quan tri vi di tit chdi tai trg tién dé
phat trién chiéc may tinh ca nhan Apple II.

Chung téi tin rang Wozniak ding. Apple nén tip trung vio thi
trudng may tinh tai nha va doanh nghiép nhé.

WPORMANCE

APPLE FINALLY
INVADES THE OFFICE

“Apple cudi ciing cling tham chién vao linh vuc vin phong.”

bung nhu du doan, Macintosh chua bao gic thanh cong trong
thi truong méy tinh cong sd. Theo tap chi Fortune (an pham
phat hanh ngay 9 thang 11 nam 1987): “Dgt tan cong truc dién
ba nim trudc di that ba1 do 4o, Apple bat dau day nh11ng chiéc
Macintosh ra ctta sau.” Budc di d6 ciing that bai va cudi cling
khién John Sculley bi sa thai. Ngay nay, Apple chi chiém 3% thi
phan may tinh c4 nhan thé gidi.

Ngoai thi trudng may tinh dung tai nha va trong cac doanh
nghiép nhd, mét co hdi khiac danh cho Macintosh 13 @6 hoa. Néu
Apple mua lai PowerPoint (Microsoft da lam ra né véi 14 triéu
do6-1a), su két hdp gilia Macintosh va PowerPoint c6 thé gitp
Apple chiém thi phan tuong d6i 16n trong thi trudng may tinh
cong sd. DU & trudng hop nao di nita, chién luge tot nhat cho ké
ding sau ludén 14 tan céng hep ngudi din dau.



Cong ty so 2 va IBM

“Nganh mady tinh c4 nhin ngly nay rat giong nganh 6 t6 dau thé
ky XX. Khi dé cling nhu bay gid, mot cong nghé méi véi tiém
ning cich mang thu hut rat nhiéu cdng ty; vai cdng ty trong dé
tham chi cé nhitng cai tén giong Apple va Commodore. Tat
nhién, chi vai céng ty trong s6 nhitng nha sin xuit xe ra doi ti
rat sém dé con ton tai dén ngly nay,” theo t& Time.

“Chic chan IBM di trd thanh General Motors cia nganh may
tinh c4 nhan. Gid ciu hdéi la: Ai sé trd thanh Ford hay Chrysler,
va ai sé la Locomobile hay Stanley Steamer?” Time két luan.

Ai s& trd thanh cong ty s6 2? Khi IBM tiép tuc phat trién, né ma
ra cd héi ngan ndm cé mot cho mot cong ty di vao va chiém gilt
vi tri s6 2 day quyén luc.

Digital da cb cd hoi tot nhat. Ho d3 din dau trong thi truéng
may tinh nhé. Ho da xay dLIng thanh cong thuong hiéu va danh
tiéng. Nhung ho lai quang né qua ctta sd.

Hertz va Avis. Coke va Pepsi. General Motors va Ford.
McDonald’s va Burger King. Lu6n c6 ch6 cho ngudi s6 2.

C6 mdt canh clta cd hoi cho mét cong ty di vao vi tri con khuyét.
Va cé rat nhiéu d6i tht chen nhau budc vao canh ctta d6: AT&T,
Burroughs, Compaq, Data General, Hewlett-Packward, ITT,
Motorola, NCR, Sperry, Wang, Xerox va Zenith.

Va danh sich dén con chua ké dén cac doi thi tir Nhat Ban:
Epson, Fuyjitsu, Hitachi, Minolta, Mitsubishi, NEC, Oki,
Panasonic, Sanyo va Toshiba.

R6i rim phai khéng? Ngudi tiéu diing ciing thé. 4 thoi diém nay,
uy tin 13 céng cu ban hang quan trong nhat. Khach hang khéng
mua mot chiéc may vi tinh. Ho mua mdt cong ty. Hiy nhin vao
diém yéu ctia vai cong ty trén thi trudng.



AT&T la cong ty dién thoai, kh6ng phai may tinh.

Burroughs 1la cong ty may tinh 16n, va khong dac biét manh
trong linh vyc nay.

Compag la cong ty danh canh sudn chi phi thap vao IBM - r:;{t
thanh cdng, nhung khéng nhiéu kha ning c6 thé thay déi chién
lugc sang chién tranh tan céng.

Data General cling 1a mét cong ty dung sau DEC trong nganh
may tinh mini.

ITT 1a tip doan da nganh. ITT khéng cé bat ky vi thé cu thé nao
trong tam tri thi truong.

NCR nghia 13 National Cash Register (Cong ty sin xuit mdy tinh
tién qudc gia), khdng phai may tinh. Thanh céng vé ming may
tinh 16n nhat clia cdng ty nay 1a trong nhiing hé théng nhip liéu
tai cdc quay thanh toan.

COMPAQ

Compagq vuon 1én vi tri din dau thi trudng may tinh cad nhan, cé
Itic trd thanh thuong hiéu may tinh c4 nhin ban chay nhat thé
gidi, bang hai chién luge tin céng canh sudn xuit sic. Thang 3
nim 1983, Compagq la cong ty dau tién gidi thiéu chiéc may tinh
“xach tay” va theo dé 14y cai tén “Compaq”. Thang 9 nim 1986,
Compagqg la coéng ty dau tién gidi thiéu chiéc mdy tinh c4 nhan
dua trén 16-MHz Intel 80386 _ chiéc Compaq Deskpro 386.
Chinh budc di nay da gitip cong ty leo 1én vi tri din dau nganh.



DAL

Pang kinh ngac, Dell Computer di tim ra ciach dé trd thanh
ngudi din dau thi trudng may tinh ca nhan - khéng phai bang
cach san xuat san pham tot hon nhiing d6i thii con lai ma bang
cach trd nén khac biét. Dell 1a cdng ty dau tién ban mady tinh
truc tiép (dau tién 1a qua dién thoai va gid 1a qua Internet). Pay
14 vi du kinh dién cia mot budce di tan céng canh sudn, cé 1& 1a
chién lugc hiéu qui nhat trong marketing. (Trong trudng hop
ctia Dell, @6 1a chién ludc tan céng canh sudn bang phin phdi.)

Sperry ciing 1a mot cdng ty ding sau ngudi dan dau trong thi
trudng may tinh 16n.

Wang 13 cdng ty san xuit may xt ly vin ban. Wang cé cd hdi,
nhung vi thé trong thi truéng may xt ly vin ban khéng hitu ich
gicho ho trong thi trudng may tinh.

Xerox 12 cdng ty san xuit may photocopy. IBM khong thé thanh
cong trong nganh may photocopy. Xerox cling khéng thé thanh
cong trong nganh may tinh.

Zenith sin xuat tivi.

Hiy quén cac cong ty Nhat Ban di. Cach tiép can can than, ting
budc ctia nhitng céng ty nay khong thé dau lai thé gidi may tinh
cd nhan lu6n thay d6i nhanh chéng.

Va doan xem, chiing t6i nghi ai c6 cd hoéi 16n nhat? Hewlett-
Packard.

Pung. Chiing tdi cho rang Hewlett-Packard cé cd hoi tot nhat dé
trd thanh cdng ty mdy tinh 16n thi 2 thé gidi. Hewlett-Packard
chi ding thi 2 sau DEC trong nganh mady tinh mini. Hewlett-



Packard chio ban nhiing chiéc mdy tinh cd nhan than thién véi
ngudi dung nhu cai ma Apple dang c6 gang chao ban.

Hewlett-Packard khéng chiém vi tri thit 2 bang cach tin cong
IBM. Khéng ai c6 thé thay thé IBM.

Hewlett-Packard chiém vi tri thi 2 bang cach trd thanh san
pham may tinh cong s tot hon Apple dé thay thé IBM. Sau dé,
ho tuyén bo véi thi trudng raing Hewlett- Packard cé nghia 12
mady tinh cong sa.

Cau tr 1i sé dén vao tuong lai.

Chung tdi di sai vé stic manh ctia thuong hiéu IBM. Trong 23
nim, cong ty ndy bao 15 15 ty d6-la cho dong san pham PC.
Chung t6i 18 ra nén c6 can dam tuyén bd rang mé réng dong san
pham 14 sai. Tuy nhién, liic 6, rat khé dé chi trich mét cong ty
chiém 50% thi phan trong thi trudng may tinh cd nhan.

O

Chung t6i d3 dting vé stc manh ctia thuong hiéu Hewlett-
Packard. Tham chi chién lugc ctia cong ty nay rat réi ram,
nhung H-P van dung thi 2 trén thi truéng may tinh ca nhan.
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CHIEN LUGC VA CHIEN THUAT

Chung ta sé sai lam néu cho rang chién ludc s hitu sttc manh déc
lap vdi nhiing két qua chién thudt.

KARL VON CLAUSEWITZ
ba hay bon ngudi gidi nhat va nhét ho lai trong moét cin

phong cho dén khi nghi ra ddp an. Pay goi 1a “cach tiép
can nhom tu duy thap nga.”

V ai cong ty tin rang cach hoach dinh chién ludc 14 tap hop

Cac cong ty khac rat thich thii dem toan bd ban quan tri cip cao
vao mot trung tdm hoi nghi (hay dio Caribe) dé hoach dinh ké
hoach cho tudng lai. P6 14 cach tiép cin “khéng bi dién thoai
hay bat ctt thit gi quay ray”.

C4 hai c4ch tiép cin déu nham huéng tu duy chién luge dai han
ra khoi nhiing quyét dinh chién thuit moi ngay. Ca hai déu sai.

Chién lugdc theo sau chién thuit

Hinh thiic nén theo sau chtic ning, chién lugc nén theo sau
chién thuit. Nghia 13, Viéc dat duqc cac két qua chién thuit 1a
muc tiéu tdi thudng va duy nhat clla mét chién lude. Néu mot
chién lugc khong dong gop vao cac két qua chién thuit, thi
chién lugc d6 sai, dit nd tréng xuat sic hay trinh bay hung hén
thé nao di ching nita. Chién Iude nén dudc phat trién tit dudi
1én, khong phai tit trén xudng.



Chi vi tudng nao cé kién thiic sdu rong, gan gili véi nhiing gi xay
ra trén chién trudng mdi co thé phat trién moét chién lugc hiéu
qua.

Chién lugc nén dén tli bun lay thi trudng, khong phai ti bau
khong khi vé triing ctia thap ngi. (Vi tuéng ngbdi trén chiéc ghé
banh khoéng hiéu chién trudng cling tuong tu nhu nhitng nha
quan 1y ngdi trong phong hoéi thio danh cho gidm déc diéu
hanh.)

Muc tiéu ctia chién ludc tong thé 1a gitip diéu phoi hiéu qua hoat
dong & cap do chién thuit. Khéng con muc tiéu nao khéac. Trong
hoat d6ng quin su, muc tiéu ctia ké hoach tong thé, néi mot
cach ré rang, 1a cé hai ngudi linh san sang va cé kha ning danh
trin & mot dia diém trong khoadng thdi gian noi quan thi chi cé
mdt binh linh. Néi cach khac, muc tiéu 13 diéu phoi tng dung
nguyén tic ddng quan & cap @6 chién thuait.

Strategy

Tactics

Mot trong nhiing y tuang quan trong nhat dén tit nghién ciu
chién tranh 14 khai niém chién thuit nén 1éo 14i chién lugc. Pau
tién, hiy tim kiém mdt chién thuat hiéu qui, va sau d6 tich hop

né vao mdt chién luge. Phan 16n cac cdng ty 1am ngudc lai. Ho

quyét dinh chién Iude ma minh mudn theo duéi va sau d6 tim
kiém chién thuit gitp chién luge trd nén hiéu qua.



4 %Y
By Al Ries & Jack Trout

Bulhads of Poddicrmog o Marketlosy dariare

¥ tudng chién thuit nén léo 14i chién ludc 1a cht dé cfia cudén
sach Bottom-Up Marketing (tam dich: Marketing ti dudi 1én) ctia
chiing t6i xuit ban nim 1988. Cudn sach nay hién nay van dudc
phat hanh.

Chién lugc téng thé cé thé tuyét voi, day cdm hiing, tdo bao va
gan da, nhung cudi cing sé that bai cay dang néu khéng diéu
quan dén chién trudng dung thoi diém dé hoan thanh nhiém vu
chién thuat.

Khong cé chién lugce tdi hay chién ludc tot. Chién luge khéng cé
gia tri ty than. Ching khong phai cot truyén tiéu thuyét hay
kich ban phim, chi chd ai d6 trao cho d6i canh bang ngén tit va
am nhac.

Cac tac pham nghé thuat thudng dudc danh giad dua trén tinh
nguyén ban, su sang tao va tinh tio bao ctia tu duy. Chién ludc
marketing nén dudc danh gia dua trén tinh hiéu qua khi dudgc
trién khai thuc dia véi khach hang va d6i tha.



Trong chién tranh quan sy, vi tuéng chién ludc nghiém tuc sé
bat dau bang viée nghién cttu ludi 16. Khong phai ngdu nhién ma
vi chién ludc gia quan su xuat sic nhat thé gidi bat dau phuc vu
trong quan d6i Phd & tudi 12.

Karl von Clausewitz tiing trai qua moi ndi sg chién tranh. Ong
d3 3 Jena va bi ngudi Phap bit giam. Ong &3 & Borodino, noi dién
ra trdn danh 16n gitia quin ddi ctia Napoleon va quin ddi cta
Czar. Ong d3 & song Berezina, mot trong nhitng bdi canh t6i tim
nhat trong lich s, ndi hang ngan quan Phap bi gidim chét dudi
v6 ngua ctia ddi quan Cossacks. Ong di cé mit & tran Waterloo.

Nhitng khai niém chién lugc tuyét voi clia 6ng dudc phat trién
ti kinh nghiém thuc té. Clausewitz biét tAm quan trong ciia
chién thing vi 6ng thudng xuyén trai qua ding cay clia su that
bai trong su nghiép ctia minh.

Tat cd nhiing chién ludc gia quan su vi dai déu di theo mé hinh
nay. Ho hoc chién lugc bang cach hoc chién thuat chién tranh.
Chién lugc theo sau chién thuat.

Si quan phao binh

Cudi thap nién 1700, nhitng thanh nién tré mang dong mau
hoang gia hoic lién quan dén hoang gia khong thich gia nhip
phéio binh. P4 12 mét binh chling 6n 30, do day va gianh vac
nhiém vu ning né. Nhitng sinh vién tét nghiép MBA ngay nay la
nhiing ky si khoac trén minh b0 quan phuc tuyét vGi va cudi
ngua di lam.

Nhung chién tranh di thay d6i 8 cap @6 chién thuat. Ngoai tri
cong tac tinh bao, ky binh hau nhu khéng con déng vai trd quan
trong trong nhiing cudc chién mit dat quyét dinh. (Quan Anh
khong con bi bé giy bdi nhitng dot tan coéng ky binh nita.) Vil
khi git vai trd chién thuit 16n va cé tinh sat thuong cao nhat 1a
phao binh.



Nhitng khai niém chién ludc ctia Karl von Clausewitz 13 kién
thic can ban va nén ting dén ndi ching van con dudc gidng day
& West Point va nhitng hoc vién quan su khac trén thé gidi. That

té 13, cudn sach kinh dién ctia 6ng, Ban vé chién tranh, khéng

dugc nghién cttu & Harvard va nhiing trudng kinh doanh khéac
trén thé gidi

Napoleon _ cuu si quan phdo binh, da trd thanh mét trong
nhiing chién lugc gia quin sy vi dai nhat thé gidi. Nhitng nha
quan ly thanh thao viéc sit dung cac vii khi marketing sé dat
duge thanh tuu su nghiép xuit sic. Hdm qua, vii khi cht chét 1a
truyén hinh. Ngay nay, d6 1a Internet.



Napoleon Bonaparte, cuu si quan phdo binh trd thanh thiéu
tuéng nam 24 tudi va Hoang dé nam 34 tudi, biét rd diéu nay
hon ai hét.

Bi mat vé su xuat chiing chién ludc cia Napoleon nim chd 6ng
tung tham gia phdo binh va phéo binh tao ra dnh hudng 1é6n
nhat 1én thanh cdng & cdp @ chién thuit. Napoleon lién tuc
khai théac su linh déng cta phédo binh, va dan trdn phéo binh &
tam ban gan nhat cé thé dé tao ra khoang tréng cho bd binh va
ky binh tan céng.

Napoleon noéi: “Phao binh pém gitt chia khoéa cho dinh ménh
thuc su ctia quan d6i va qudc gia. Chung ta khéng bao gid cé du
sung phao.”

Tu lénh xe ting

Lay mot khau phéo, dit né 1én trén mot déng cd dot trong, thém
4o gidp va nhiing banh xich, ban ¢ gi? Xe tdng, mot vii khi cta
thé ky XX tuong dudng véi khau phdo 6 nong thdi Napoleon.

Nhiéu kha ning khéng phai ngiu nhién ma cé, chién lugc gia
quan su giéi nhat ctia Thé chién thi II ciing hoc cac ki ning ti
dudi 1én. George S. Patton, Jr. 1a quan sat vién & trdn Cambrai
nim 1917, khi ngudi Anh trién khai dgt tin cdng bang xe ting
16n nhat thé gidilan dau tién.

Niam 1918, Patton dudc bd nhiém vao vi tri tu 1énh thiét giap
dau tién cta My. Ong d3 dua xe tang vao tridn Saint Mihiel noi
tiéng.

Patton 4p dung kién thic vé chién thuit xe ting trong trin dot
pha Normandy va trong tran danh truy dudi dit déi, day to bao
niam 1944 qua nudc Phap, nci Péi quan thi ba ctia 6ng pha v§
moi ky luc vé gianh linh thé.



Trén tit ca su xudt sic vé pham chat cd nhin, Patton 14 mot
chién lugc gia 140 luyén s& hitu nhitng thanh céng quin su dua
trén nhiing khai niém viing chac theo phong cach Clausewitz.

“Khéng nén 16n ké hoach ré6i c6 ép budc tinh hudng phai dién ra
theo ké hoach d6,” Patton néi. “Chting ta phai c6 gang xay dung
ké hoach phtt hdp véi tinh hudng. Téi nghi su khac biét gilta
thanh cong hay that bai trong coéng tic chi huy phu thudc vao
kha ning lam diéu nay.”

Chinh kién thiic va viéc tin dung thiét gidp clia Patton, vii khi
chién ludc ctia Thé chién thit II, @3 bién 6ng trd thanh mot trong
nhiing chién luge gia quin sy vi dai nhit. Bao nhiéu nha quan
tri t xem minh 13 chién Iuge gia marketing ma khong biét
nhiéu vé PR, truyén hinh, Internet va nhiing vii khi khac ctia
mdt chuong trinh marketing? Vo so.

Chuyén gia quang cao

Xe ting va phdo binh ngay nay trong chién tranh marketing 1a
quang cdo. Cho dén khi biét cach stt dung quing cio & cap do
chién thuit, ban dang gip bat 1di nghiém trong trong vai trod
chién ludc gia marketing.



Vi rat nhiéu nha quan tri khong biét cach st dung quang cdo &
cap d6 chién thuat, ho phat ra nhiing hiéu 1énh tan cong tu sat
va0 cac ddi thlt manh nhu nhiing gi da xay ra trong Thé chién
th I. Patton néi: “Lung ké tht11a khu vuc sin ban yéu thich ctia
quan thiét gidp. Hiy tim moi cach dé di dén @4.”

Apple khoéng thué John Sculley vi éng biét cach van hanh moét
nha mday déng chai hay biét cdng thic bi mait ctia Pepsi-Cola.
Apple thué Sculley vi khd ning st dung quang cdo ctia 6ng. Du
chién ludc ban may tinh Apple vao thi trudng cdng sé gip nhiéu
trd ngai (nhu nhiing trd ngai & Waterloo), cac hoat déng quang
cdo ctia Sculley cho dén gid di dudc dinh hudng day tai tinh.
Mau quang cdo “1984” véi George Orwell tao ra nhiéu anh
hudng hon bat ky théng diép truyén hinh nao khac.

Nhung diéu dé khong khién hoat ddng ban hang ca nhan va
nhitng vii khi marketing khac 16i th&i. M6i loai vii khi déng vai
trd quan trong khac nhau trong cudc chién marketing (Cling
nhu bd binh trong thdi ky Napoleon ) Nhung quang cao la loai
vil khi quan trong phai duge x1 1y hoan hdo néu muén gianh
mot thang 1gi marketing 16n.

(T4t nhién, khi néi dén quéng cdo, ¥ clia chiing tdi 1a tat ca
nhLIng hinh thuc quang cdo tra tién cé thé t1ep can thi trudng,
bao gbm quang cio in an va quang cdo truyen hinh, quan hé
cong ching, thu giti truc tiép, phat mau thi, to glO'l thiéu ban
hang, trung bay. Ciing theo nghia dé, mét d6i quin thiét giap
bao gom nhiing khau sting tu dong, xe boc thép va rat nhiéu
trang thiét bi khac, bao gom xe ting.)

Cac nha phé binh c6 thé dua ra nhiéu vi du vé nhiing miu quang
cao té hai nhung dudng nhu khéng mang lai hiéu Ung tai hai
nao. bot trinh lang thanh céng chiéc PC ctia IBM dudng nhu
khong chiu dnh hudng xau tit viéc stt dung Charlie Chaplin
trong mAau quang cdo. Pung. Quang cdo t6i khéng tao ra anh



hudng qua xau 1én IBM day stic manh. Nhung quang cao toi ¢
thé giét chét mot cong ty khong cé tiém luc déi dao nhu IBM.

Chién ludc tot “chiu dung” cac chién thuat binh thuong

Trong khi chién lugdc sinh ra tit hiéu biét sdu sic vé chién thuit,
mcf)t nghich 1y nay sinh 1a: chién luqc t6t khong phu thude vao
cic chién thuat tuyét hao. Ban chat ctia mdt chién luge - hay lano
co the giup chung ta thing cudc chién ma khoéng can dén su
xuat ching ctia chién thuat.

IBM khéng can quing cdo hay dé thing cudc chién PC. Chién
lugc cia IBM 14 trd thanh cong ty mdy tinh cdng s& dau tién gidi
thiéu mot chiéc may tinh ci nhin. Chién ludc nay di ¢dm bao
cho thanh céng ctia céng ty trudc khi sdn pham dudc tung ra thi
trudng. Chinh chién lugc nay di gitip cic chién thuit vin hanh
hiéu qua. Chinh hiéu biét vé chién thuat di thuyét phuc IBM ap
dung chién lugc nay.

Du phai thita nhin tdm quan trong ctia vii khi quang cdo, rat
nhiéu quan ly doanh nghiép pham phai sai 1am khi phu thudc
vao céng cu nay. Ho mong chd quang cdo tao ra “ct hich 16n”
gitp gianh chién thing. Trin Bulge hay ddt phan cong clia
Hitler qua diay Ardennes vao mua dong nim 1944 thudng
xuyén dién ra trong “dau trudng” marketing. Cac céng ty danh
cude tat cd moi thi dé tung ra mot chuong trinh quang cédo
khong 16 nham “cttu van tinh hinh”.

Nhiing tinh hudng nay hiém khi dugc cttu vin. Ly do kha don
gidn. Néu chién ludc t6t, ban sé thing bang cic chién thuit
thong thudng. Néu can cac chién thuat tuyét voi dé chién thing,
nghia 13 chién Iugc khéng tot.

N6i cach khac, nhitng céng ty phu thudc vao su xuat sic chién
thuit dang st dung mét chién ludc yéu Gt. Gis cong ty ctia ban
dang di vao cubc chién véi hai cach dé that bai: (1) chién lugc to6i



va (2) phu thudc vao chién thuit xuit sic, diéu thudng xuyén
xay ra trong lich st.

Thé gidi tu do v6 tay tin thudng khi Patton diéu hanh qua Phép.
Nhung su thit 14 ching ta sé gianh chién thang ké ci khi khong
co Patton.

Khoéng thu gi 13 tuyét d6i. Trong marketing ciing nhu trong
chién tranh quén sy, nhiéu khi chting ta rdi vao tinh thé cuc ky
bat 1gi. Clausewitz néi: “Tinh hudng cang vé vong, moi ngudi
cang mong mudn cé mot don danh tuyét vong duy nhat.”

Trong béng d4, cu phat bong dai 1a cach choi tuyét vong, cach
choi khi moi cach khac déu that bai. Phan 1én thdi gian, chién
thuit nghién nat moi thi ctia Procter & Gamble sé gianh chién
thang.

THE DISCIPLINE OF
GETTING THINES
DONE

LARRY BOSSIDY
& RAM CHARAN

Rat nhiéu cudn sach marketing ca ngoiy tuang vin hanh tot sé
giup gianh thang 10i trong bat ky tran danh nao. Mot vi du dién
hinh la cudn Execution: The Discipline of Getting Things Done



(Thyc thi: Hoan thanh ké hoach bang phuong phap quan tri cé
nguyén tac) ctia Larry Bossidy va Ram Charan.

Vi tuéng marketing phu thudc vao chi~é'n thuit vu viét dé gianh
chién thang thuong nhanh chéng d6 16i cho vii khi. Trong chién
trudng ngay nay, v khi thudng 1a quang céo.

Chién ludc dinh hudng chién thuat

Vi tudng quin bd qua viéc nghién cttu tinh hudng chién thuit
khi phat trién chién lugc thudng tré nén qué nhay cam chién
thuat khi tran chién dién ra.

Néu dudc nghién cttu ki cang tit géc nhin chién thuat, chién
lugc c6 thé dinh hudng chién thuat khi tran chién dién ra.

Vi tudéng quén gidi c6 kha nang bd qua nhiing khé khin chién
thuat, tiép tuc thic quan vé phla trudc dé dat dudc muc tiéu
chién luge. Rat nhiéu 1an, cé thé can phai mad rong cac ngudn luc
dang ké dé vugt qua nhiing trd ngai ngin can su phat trién
chién lugc téng quat. Vi du, ban cé thé phai van hanh thua 15
mét doanh nghiép trong moét khodng thdi gian ngin dé dat
duge nhitng muc dich chién thuit cho phép chién ludc chung
gianh chién thing.

Piéu ngudc lai cling ding. Ban cé thé phai dé céng viéc kinh
doanh ctia minh di xudng hay loai bd nhiing san pham cé 16i
néu ching khéng nhit quan véi chién Iuge. Cach 1am nay cé thé
gdy ra nhitng van dé vdi cdc nhin vién hudng dén viéc ban
hang, di1 két qua nhu thé nao di nita. Clausewitz lién tuc nhan
manh rang chién luge can phai théng nhat.

Clausewitz nhanh chéng két ludn rang viéc danh chiém méot
pham vi dia ly hay mot vung khéng phong thd nhat dinh sé
chang cé v nghia gi trit khi né déng gdép vao chién lude chung.
“Ciing nhu trong thuong mai, thuong nhan khoéng thé chi tinh
dén khoan 18i tit mot giao dich. Trong chién tranh, mét 1gi thé



don nhat khong thé tach biét khdi két qua tong thé,” Clausewitz
noi.

Nhitng thuong nhan cfia thé ky XX nhu Coca-Cola d6i khi quén
di nguyén tic ma nhitng thuong nhan ctia thé ky XIX hiéu rat
rd. Ho gidi thiéu mot san pham dé ban nhu Diet Coke va sau dé
ngac nhién khi doanh thu ctia Tab sut gidm. Hiy nhac lai
nguyén tic nay: “Mot 1oi thé don nhat khéng thé tach biét khoi
két qua tong thé.”

Cach tiép cin phi tip trung trong quan ly 1a nguyén nhan pho
bién nhat cho su thiéu dinh hudng chién lugde trong cac chién
thuat clia cdng ty. Cling nhu md réng dong san pham, cach diéu
hanh phi tap trung ngin han c6 thé mang lai hiéu qua. Nhung
trong dai han, cong ty sé gap van dé. Mot vi du cho trLIdng hgp
nay la ITT, cong ty da pha1 tra gia vi stt dung mot ban giam doc
phi tip trung trong nhiéu nam trdi.

Pua ra cac quyét dinh dua trén co s thuc dia thucng la cach tu
duy ma nhLIng t6 chic ph1 tap trung nhat st dung dé cling co su
ton tai cia minh. Ra ngoai thyc dia va nghién ctiu tinh huong
chién thuat 1a mot phan thiét yéu dé phat trién mot chién luge
tot. Nhung dé chi 12 mét phan. Ai dé van can két noi tat ca
nhiing yéu t6 d6 lai véi nhau dé tao thanh mot chién lugc cd két
c6 td chiic.
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Tham chi Jack Welch (“Nha Quan tri Thé ky”, theo md ta clia to
Fortune) cling khong danh gid cao tAm quan trong ctia chién
ludc. Welch viét trong cudén sdch méi nhat ctia minh, Winning
(tam dich: Chién thing): “Trong doi thuc, chién luge thuc su rat
thang thin. Ban chon ra mét dinh hudng téng quat va trién
khai né dién cuéng.” Cach 1am nay cé thé hiéu qua vdi General
Electric, cdng ty 6 vi thé din dau hau nhu trén moi thi trudng
ma né tham gia, nhung khéng phai cho phan 16n nhiing céng ty
khac.

Piém tan cong duy nhat

O bat ky thoi diém nao, cic ké hoach chién luge ctia mét cdng ty
chi nén huéng dén mét muc tiéu duy nhat.

Muc tiéu d6 phai 13 vu tién hang dau cho cac ngudn luc clia cdng
ty. Ban co thé goi day la khai niém “diém tan cong duy nhat”.

Mot ban quan tri phi tip trung cting véi viée thiéu mot chién
lugc doanh nghiép nhat quan tao ra rat nhiéu diém tan cong,
diéu rat pho bién trong nhiing doanh nghiép My ngay nay. Mot



vai ké hoach thanh c¢dng, mot vai ké hoach that bai, va khong ké
hoach nao xay dung dudgc mot doanh nghiép trong dai han.

Vi du, Exxon tiing dau tu vao nhitng sdn pham va hé thong vin
phong yé°u ménh nhu: Qwip, Qwyx, Zilog, Vydec, Daystar,
Dialog va Delphi. Day chila vai cai tén ma Exxon st dung dé tain
cong thi truang van phong. Nhutng chién luge kinh doanh tong
thé cia Exxon nam & dau? Dau va nudc két hgp véi nhau tot hon

nhiéu so véi dau va cac loai may méc ding trong vin phong?.

1, Vi ExxonMobil la tdp doan dau khi da quéc gia ctia My nén cdc
tdc gid dd st dung hinh danh an du dau két hop véi nuéc va dau két
hop vdi may moc van phong.

Hiy so sanh trudng hop Exxon vdi chiéc PC ctia IBM. C6 mdt
muc tiéu chién ludc quan trong phai dat dude bang chiéc PC:
Cong ty mudn bao vé mang kinh doanh may tinh 16n khéi viéc
bi tan céng canh sudn phan khic thip. Va IBM dau tu rat nhiéu
ngudn luc @é tung ra chiéc PC. (D6 ciing 1 kiéu tu duy din dén
su ra doi clia dong san pham mady tinh 16n IBM 360/370 vai thap
Ky trudc.)

“Moi ngudi déu tin rang
MCI khéng thé chiém
15% thi phén.”

“Chung téi cé thé chiém
dugc con sé dé trong thi
truéng gidy ngay ca khi
chiing t6i khéng san xuét
gidy.”

Bert Hoberts, CEO




Chi vi mét cdng ty thanh céng trong mét thi trudng khéng cé
nghia la né sé thanh c6ng trong mot thi truong khac. Tuy
nhién, rit nhiéu nha quan Iy han hoan tan céng cic muc tiéu
bat ky mot cach qud tu tin. Hiy xem nhiing gi cyu CEO ctia MCI
néi vé thi trudng giay.
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EXON

Ban biét Hé thong Van phong Exxon gip van dé khi céng ty nay
dang mo6t mau quang cao tuyen b6 “cam két vao tucng lai”. Chi
nhiing céng ty gip van d& mdi ding quang cio ndi rang ho sé
dau tu dai han.

Cac cong ty thudng trang bi cho cic bd phan bang tién va vat tu
roi ddy ho ra thuc dia vdi rat it dinh hudng. “Cam lay nhiing tai
san nay va hiy kiém tién tit ching” 12 mét dinh hudng phé bién
cho nhitng céng ty v4i nhiéu huéng tan cdng khic nhau.

Khi cac bo phan kinh doanh cta cong ty t1en ra thé gldl kinh
doanh ho c6 xu hudng gldl han cac ddt tan céng vao nhiing

“muc tiéu co hoéi”. C6 thé ton tai nhiing 1y do viing chic khién
muc tiéu co hdi thudng dé tan céng hon. Vi du, sin pham khoéng
con tuong lai dai han.

Pon ctit nhu mang kinh doanh mdy x{ 1y van ban. Khi IBM dau
tu nhiéu hon vao nhiing may tinh vin phong da dung, né dé lai
thi trudng may xtt Iy vin ban tudng d6i m3. Do @4, Lanier, CPT,
NBI va nhiing cdng ty khéc cling nhay vao nim 1dy muc tiéu co
héi nay. Nhitng cong ty ndy sé tién xa dén dau trong tuong lai?



Liéu Warner Communications cé chién Iuge dai han khi mua lai
Atari khéng? Hay ho chi dang choi dua?

Liéu General Mills cé mét ké hoach chién ludc trude khi that bai
v0i Izod khong?

Va Mobil nghi gi khi mua lai Montgomery Ward?

Trong qua khii, nhiing ddng thai nay dugc bién minh bang mét
trao luu c6 tén goi 1a da dang hoéa. Tat ca déu di ngudc lai vdi
nguyén tac quin su co ban nhat: tip trung nguon luc.

Vi sao MCI, di1 rat ban rdn trong trin chién véi AT&T - mdt
trong nhiing céng ty 16n nhat trén thé gidi, lai mé mot dot tan
céng khac bang cich tung ra MCI Mail? Tit gbc nhin quén sy,
hanh d6ng nay khéng hop ly. Va vi MCI Mail thua 16 chéong chat,
bude di nay dudng nhu cling chiang hop Iy tit géc nhin
marketing.

General Motors cd gang 1am gi khi di chuyén xuéng Dallas va tra
cho Ross Perot 2,5 ty d6-la dé mua lai Electronic Data Systems?
Chang cé chut chién luge nao & diy ci, ban cé thé chac chan vé
diéu dé.

Da dang héa do v6 tinh da dd té réi. (Ho dua cho chiing t6i mot
dé nghi khdng thé tu chdi.) Con té hon khi nhiing c6ng ty nay di
chéch hudéng va theo dubdi mét chién luge da dang hoa.

Don ¢t nhu Sony. Theo tap chi Fortune, Sony di phat trién mot
chién lugc 50-50. Pén nim 1990, cdng ty nay hudng dén viéc
ban phan ntta cho ngudi tiéu dung, va phin ntta cho khach hang
phi tiéu diing thay vi theo ty 16 80-20 nhu ngay nay. Liéu diéu
nay co hgp ly khong?



Sl discontaented
after all these years

Roberto Goizueta qua ¢d, cuu Chti tich ctia Coca-Cola ting noi:
“@ My ton tai mét nhén thiic 1a ban sé t3t hon néu tham gia vio
hai mang kinh doanh kém ci hon so véi khi tham gia vao mot
mang kinh doanh tot _ diéu @6 cé nghia 1a ban dang dan trai rai
ro. That dién khung!”

SONY

Tat nhién, Sony khdng dat dugc myc tiéu tré thanh moét cong ty
50-50. Néu cé, Sony gic day hudng dén ngudi tiéu dung nhiéu
hon so vdi cach day 20 nam.

Khoéng. Cach 1am d6 diéu chuyén nguén luc tit mit trin dang
thang 1di sang mait tran dang that bai. Hon niia, Sony lam diéu
d6 méi khi ho gip khiing hoang trong kinh doanh lién quan dén
ngudi tiéu dung; hdy xem ho da lam gi véi cong nghé Betamax —
thi lién tuc mat vi thé vao tay cdng nghé VHS.

Tan cong va phan céng



Theo nguyén ’géc vat 1y, tat cd hanh déng déu tao ra phan luc.
Nhiéu giam do6c marketing vach ra nhiing ké hoach ra tran nhu
thé ké thu sé khéng phan ting gi. Piéu d6 khoéng bao gid xay ra.

Moi chuyén nhiéu kha ning dién ra theo huéng ngudgc lai. Ban
gidm phan nla gia va d6i thh cling sé hanh déng tuong tu. M6i
hanh d6ng cia ban déu gip phai su phan tng tit d6i thii, tham
chi néu phan tng dé khong phai 13 hanh d6ng sao chép chinh
xac budc di ban dau ctia ban.

Pling mul quang. Mot chién ludc marketing tot phai tinh toan
dén hanh déng phan don ctia d6i thd. Rat nhiéu nguyen tac cla
cudc chién marketing ghi nhédn su nguy hiém cua don danh
phan cong. Nguyen tac tan cong so 2: Tim diém yéu c6 hitu trong
thé manh clia ngudi dan dau va tdn céng vao dé. Pé ngin chin
don tan cdng nay, ngudi din dau phai tu 1am suy yéu thé manh
ctia ban than, thi gi d6 ho sé phai ludng 1t khi thuc hién.

Mbt cdch khéc dé phan tich kha niang xuat hién nhitng dot phan
cong manh la nghien ciu thi phén kha di sau ‘nhiing thay doi
thi truong. Vai cong ty du doan day tdo bao rang ho sé chiém
dugc phan nta thi phan cia ngudi din dau. Tuy nhién, ho
khong thé du doan dudc nhiing don danh phan cdng trong qua
trinh nay. Con chim ung bi thuong sé phan cong.

Hiy chuin bi nhan don phan céng. Cac d6i thii sé chi nhiéu tién
va hy sinh nhiéu nguon luc hon dé bao vé thi phan cta ho so véi
nhiing gi sé bd ra dé tan c6ng vao vi thé cta ban.

Hanh d6ng nhat quan véi chién ludc

Nhiing hanh déng ma cong ty thuc hién hay du dinh thyc hién
khong thé tach biét khoi chién lugec. Hanh déng chinh 13 chién
luoc.

Tuy nhién, rat nhiéu nha marketing nghi rang ho cé thé tach
biét hai thi nay. Vi du, Apple tuyén bo sé tan cong nhém cong ty



Fortune 500. Apple khi dé khéng thé 1ui lai va néi: “Gid chién
ludc ctia chung ta 13 gi?” Tan c6ng nhém Fortune 500 14 chién
ludc ctia Apple. Dot tan cong nay thanh hay bai phu thudc ch
yéu vao viéc liéu chién ludc cé cho ra nhitng chién thuit phu
hop véi Apple, trong cAn nhic thé manh ctia ké phong thi IBM.

g |

Tat nhién, ddt tan cong clia Apple vao thi trudng may tinh céng
s&1a mot that bai tham hai. Ban khéng thé tan cong truc dién
vao mot do6i thii vu viét hon trong chién tranh quan su cling

nhu trong marketing.

Chic chan Apple cé thé gia tdng co hoi thanh céng bang cach
tuan theo nhiing nguyen tac chién tranh marketing - chang han
nhu tung ra dot tin cong truc dién hep. Nhung nhiing yéu to6
nay chi cé 10i 8 mot mic d6 nhat dinh. Cau héi chién lIuge cin
ban hon 1a: Liéu mét céng ty nhd véi nhitng ngudn luc nhu
Apple c6 thé tan cong IBM ngay trén san nha cla cdng ty nay
khong?

Nhiing cong ty 16n v6i thanh cong ruc rd sé gép van dé khi suy
nghl day sai lam rang khong gi la khong thé néu cé y chi thanh
cong. Ho thu:dng quyét dinh muc tiéu, sau d6 yéu cau mdot doi
dic nhiém x4y dung chién luge dé dat dudc muc tiéu d6. Khong
cong ty nao d 16n dé lam diéu nay. Ludn cé nhitng muc tiéu
vuot qué kha nang cta ho.



Nhitng chién Iugc gia marketing gidi song trong thé gidi chién
thuat va thuc té. Ho khong bao gid dé cai t6i anh hudng dén kha
ning danh gia cia ban than. Ho khéng bao gid ¢6 ging lam
nhiing gi bat kha thi, ho cling khong tung ra mét chién dich hay
dot tan céng véi mot muc tiéu khong hap 1y. Ho tip trung vao
nhiing muc tiéu kha di cé thé dat dugc thong qua cic céng cu
chién thuat san cé chtt khéng suy nghi vé nhitng ké hoach do6 s6
hay gidc md xa vdi.

Chién ludc khong thé tach biét khéi chién thuat

Néu hanh ddéng bit ngudn tit chién ludc thi chién luge bat
ngudn tit chién thuit. S& rat tai hai néu ban 6 gang cat di bat ky
diém nao trong dong chay khong ngiing tiép dién nay. Kién thc
vé chién thuat gitip ban phat trién chién Iuge va chién luge hinh
thanh mét dinh huéng hanh déng cho céng ty.

M6t khi hanh d6ng dudgc théng qua, chién lugc sé nim quyén
dinh hudng chién thuit. M0t rdo cdn cing nhac gitta chién
thut va chién lugc sé gy can trd toan b qua trinh.

Chang han nhu quang céo, vii khi trong yéu trong hau hét cac
cudc chién marketing. Cdc doanh nghiép thudng thué cic cong
ty quang cdo ddm nhiém phan chién thuit ctia mét chién dich
quang cdo. Nhung théng thudng, doanh nghiép dé phai cé san
chién ludc marketing trudc khi céng ty quang cdo bat dau lam
viéc. Néi cach khac, doanh nghiép dé quyét dinh cai phai lam;
cong ty quang cdo quyét dinh cach 1am diéu dé.

biéu nay nghe c6 vé don gidn va hdp ly dén nbi duang nhu la
phi ly dé chi ra mot sai 1am chét ngu’dl trong cach sap Xep nay
Rao can gilta hai nhiém vu nay khién kién thiic chuyén mén vé
chién thuit ctia cdng ty quang cido khong dugc tich hop vao
hoat d6ng phat trién chién Iuge ctia doanh nghiép.

Liéu Miller Brewing cé ddnh gii cao nhiing khé khin chién
thuat dén tu viéc c6 gang thiét 1ap hai thuong hiéu 16n dudi



cing mdt cai tén hay khéng? Rd rang khéng. Miller phat trién
chién ludc va sau d6 phan céng cic nhiém vu chién thuit cho
hai cong ty quing cdo. Liéu J. Walter Thompson cé dit cau hoi
vé chién lugc thiét 14p hai thuong hiéu bia 16n dudi cing méot
c4i tén hay khong? Cau hdi chién ludc dé cé gitip ban gianh dudc
mot tai khodn 50 triéu dé-la hay khéng? Mot tai khoan tao ra
thunhip 7,5 triéu d6-la cho céng ty quang cdo moi nim?

Dé thuc su dat hiéu qua trong cudc chién marketing cfia tuong
lai, cong ty quing cdo phai 1dm nhiéu hon viéc 14p ké hoach
chién Iugc hay cic doanh nghiép phai hoc nhiéu hon vé nhiing
chién thuit quang c4o. Ca hai xu huéng dudng nhu dang dién ra
dong thdi.

Tuy nhién, hién tai, rat it cong ty quang cdo biét cach két hap
cac kién thtc chién thuit vao nhiing chuong trinh chién lugc,
va rat it doanh nghiép cé kién thtic chuyén sau vé nhiing chién
thuit quang céo.

Vai cong ty quang cdo sé phan khang manh mé vdéi yeu cau tu
duy chién lugc nhiéu hon vi su thit 13 ho khéng muén chiu
tradch nhiém cho su thanh bai ctia chuong trinh quing cdo. Ho
thich d6 16i cho san pham hay d6i ngii ban hang hon.

S dung luc lugng du trit

Khi tan cong, vi tu’c'ing quén luén co san mot luc hmng du trit
day da. Clausewitz noi: “Quan s6 du trit chua dua vao st dung
ludn 13 diém trong yéu ma ca hai tu 1énh déu phai cdn nhic cin
trong.”

Vi tu 1énh c6 luc ludgng du trit 16n hon sé chiém thé thudng
phong. Va ban khéng can va khéng mudn st dung toan bd luc
lugng du trit cia minh trong moi tran chién.

Khéng céng ty nao mudn st dung toan bd ngin sich quang cio
vao ngay 1 thang 1. Va vi tuéng quan cling khéng mudén dan



toan bd quin 1én tién tuyén khi dung @6 véi ké thu. Viéc sit
dung va diéu déng quan du phong lubén la van dé trong yéu
trong bat ky tran chién nao.

Mot vi tuéng quan gidi sé cd gang gianh chién thang ma khéng
can st dung tat cd quan du trit. Hau nhu khong cé ngoai 1€, bén
thua cudc 1a bén st dung tat ca luc lugng du tr.

Tat nhién, chi & ma ching téi dang viét 1a du trit chién thuit —
luc Iuong cé thé tham chién ngay khi dudc thong bao. Cac Iuc
lugng du trit chién luge 12 mot van dé khac. Cac @i quan khong
thé phu thudc vao nhiing ngudi linh phai dude kéu goi nhap
ngii va tham gia dao tao. Clausewitz dd canh bao viéc phu thudc
vao ngudn luc du trit chién ludc, cdi ma 6ng xem 13 mot sy thiéu
nhit quan cuc bd. Néu day 1a nhitng ngudi linh chién luge, ho
khong phai 1a luc lugng du trit. Nghia 13 ho khong ra trin ngay
khi nhin yéu cau tit tu 1énh chién trudng.

Doanh nhan nao trién khai hai mang kinh doanh thay vi mét sé
rdi vao cai bay dit tru chién lugc. Mot mang kinh doanh khéng
thé dugc st dung 1am du trit cho mang kinh doanh con lai vi ca
hai khoan dau tu déu khong thé duge thanh ly trong trudng hdp
khan cip. T6t hon chi nén trién khai m6t mang kinh doanh véi
nhiing ngudn luc cé tinh thanh khoan cao lam duy tri.

Nguyen tac nay cling ap dung cho nhiing céng ty dang co gang
tr1en khai qua nhiéu miii tan cong trong khoang thdi gian qua
ngan. “Du trit & dau?” 1a cau hdi mau chot can phai dit ra.



16
VI TUONG MARKETING

Trong 1.000 ngudi gioi, vai nguoi tri tué, nhiing ngudi khdc gan da
hay cé y chi manh mé, cé 1é sé khéng cd ai s& hitu tdt cd nhiing
phdm chdt nay, thi can thiét dé khién mot ngudi gidi hon miic

trung binh trong sy nghiép mot vi tudng.

KARL VON CLAUSEWITZ

nganh khong ai biét dén di 1éo 14i doanh nghiép ctia ho

trén nhitng chién trudng marketing ma khéng thu hut
qua nhiéu su chi y. Hoic ho 1am diéu d6 theo cach khéng
truyén cdm hing cho d6i quin ctia minh. (Nhitng ngoai 16 1a
Jack Welch ctia General Electric, Lee Iacocca ctia Chrysler va
John Reed ctia Citibank.)

N goai trit mot sd ngoai 16, nhitng vi tu 1énh ding dau

Rat nhiéu ngudi din dau 1an tron dang sau hai triét 1y song song
—da dang hoéa va phi tp trung hda — dé ban than khong bi chu v.

Kinh doanh ngiy nay do6i hdi nhiéu chién tudng hon. P6 1a
nhiing ngudi c¢é kha ning nhan trach nhiém 1én ké hoach va
dinh hudng mot chuong trinh marketing téng thé. Vao thdi
diém rat can nhitng nha tu duy vdi tam nhin 16n, moi chuyén
dang di theo hudng ngudgc lai. Pa dang hda va phi tap trung héa
dang kéo chat lugng ctia chién luge di xuéng. Mot céng ty trong
nhém Fortune 500 titng khoe khoang rang phan nta cic nha
quan ly ctia ho dang tham gia vao hoat d6éng 1ap ké hoach chién
lugec.



P6i Quan Thit Ba clia Patton ¢ 105 vi tuéng va mdt chién lugc
gia.

Cang nhiéu ngudi tham gia vio qua trinh hoach dinh chién lugc
thi cang khé xuat hién mot chién luge xuat chiing. Ching ta can
day nhanh quad trinh hudéng thang 1én, chit khéng phai hudng
xudng.

Phi tip trung héa di 1am thui chét tinh than mao hiém ctia céc
doanh nhin. Cic quan ly khéng phai nhiing ké ngu xuan. Ho
biét néu bang cach nao dé vugt qua dude “dudng dan,” ho cé thé
leo 1én vi tri cao nhat trong doanh nghiép.

Rat dé dé biét ban dang & trén hay & dudi. Ban & dudi néu roi vao
nguy co bi dudi viée vi khong dat dude cadc muc tiéu marketing.
Ban & trén néu cé thé dudi viéc ai d6 vi ho khéng dat dude muc
tiéu marketing ctia ho.

Hiy nhd: Khi & trén dudng dan, cd nhan ban khoéng cé bat ky
muc tiéu marketing nao. Ban tu nhién cé thé nhan céng lao cho
thanh cong trong mét linh viuc nhat dinh va sé tim ra ai dé dé
d6 16i cho nhitng that bai. Ban ngdi & mot vi tri dep trong t6
chtc.

Vi qua trinh phi tip trung héa di ddy dudng dan xudng thip
hon va thap hon nita, cic cong ty hinh thinh mét tip hgp cac
thai ap va khong thai 4p nao trong d6 ¢ hiing manh dé tu minh
tung ra mot chuong trinh marketing 16n. Do dd, hoat dong
marketing & nhiéu coéng ty di bién thanh moét tip hop nhiing
hoat d6ng nhd, tuong duong vdi cude chién trong nhiing chién
hao cfia thé gidi kinh doanh.

Chung t6i tin rang kinh doanh dang thay déi, cac gidm ddc diéu
hanh dang bat dau tap hop cic don vi kinh doanh lai &€ chting
trd nén da to 16n va cé &l stic manh dé tung ra nhiing chuong
trinh marketing hiéu qua. Khi diéu nay dién ra, doanh nghiép sé



phai d6i mit véi mot van dé khac. Chung ta tim dau ra nhitng vi
tudng marketing dé diéu hanh cac hoat ddng md rong nay?

Ho rat khé tim. Clausewitz luu y rang rat nhiéu ngudi thong
minh khéng s& hitu day dt pham chat dé trd thanh moét vi
tudng gidi. Trong 1.000 ngudi, cd 1é chi cé mot ngudi toan ven
nhu vay.

Mot vi tudng marketing can nhitng pham chat gi? Liéu con gi dé
hoc & nhiing nci nhu Hoc vién Quén su Virginia, Annapolis va
West Point khong?

Vi tuéng marketing phai linh hoat

Pham chit chinh ctia mot vi tudng marketing 13 su linh hoat.
Pham chat nay khéng hiao nhoing va khdng phai Itc nio cling
duge xem 13 mot pham chat, nhung khong vi tudng nao cé thé
dat dudgc thanh céng to 16n ma khoéng linh hoat. Vi tuéng phai
da linh hoat @ diéu chinh chién lugde theo tinh hudng chu
khong phai nguogc lai.

Phan 16n nhiing vi tuédng marketing tuong lai 1am diéu ngugc
lai. Ho bat dau bang moét chién lude di thanh cdng trong qua
khit va sau dé phan tich tinh huéng. Thudng thi ho bat tinh
huéng phai di theo chién lIude. Khong qua khé dé 1am vay, vi
“cac thuc t&” khong bao gid rd rang.

Clausewitz néi: “Mdt phan 16n théng tin thu thap trong chién
tranh mau thuan véi nhau, phan théng tin sai cang 16n hon, va
cho dén gid, phan 16n nhat van la nhom thong tin dang bi ngo
vuc.”



Flexibility.

Jack Welch ctia General Electric 13 hinh mAiu tiéu biéu cho pham
chat linh hoat can thiét ctia mdt vi tudng marketing. Ong yéu
thich bat ky san pham hay dich vu nao. Néu né khéng nam & vi
tri s6 1 hay s0 2, 6ng sé diéu chinh, ban hay dep sdn pham dé.

Trong bom khéi chién tranh, rat dé 4p dung chién lugc thi va
ding vi chién Iuge @6 da thanh cong trong qua khtt. Bat ky cach
tiép can nao khic dudng nhu qua bat can nhu Johnny One-Note
thudng néi: “Hay lam cach d6, ching ta biét né hiéu qui.”

Doi khi, thai d6 nay bi nham 14n 13 thé manh. “Anh ta cé su can
dadm qua quyét” 14 mot nhan dinh dién hinh. M6t thai d6 cing
dau, ciing nhac 14 dau hiéu cta diém yéu chi khéong phai thé
manh.

Marketing ngay nay cling qua thién vé cach hanh d6ng phi ban
chat. Doi thti gidm gia va ban quan tri sé néi: “Ho biét sdn pham
ctia ho dang gia thé nao.”

M6t nhan vién dé nghi tan cdng ddi thit va ban quan tri noéi:
“Chuing t6i tin vao cach tiép cin tich cuc, ban sdn pham duya trén
gia tri, chit khong phai di phi bing san pham cta d6i thi.”

M6t vi tudng marketing khéong cé nhiing dinh kién sin cé.
Ngudi nay sé nghiém tic cidn nhac tat cd nhiing lua chon thay



thé va ling nghe tit ca nhitng quan diém trudc khi ra quyét
dinh.

D6 1a su linh hoat tam tri cé t}lé khié'n' doanh trai quan thu
hoang sg. Ho khong bao gid biét sé bi tdn cong khi nao hay &
dau. Rat khé phong tha trude nhiing gi khéng dude chuan bi.

Vi tuéng marketing phai can dam

Can dam 13 pham chat dudc nhic dén nhiéu nhat. Mot vi tuéng
marketing tat nhién can su can dam.

Vi tudng gidi khac véi vi tudng tam thudng 3 muic dd can dam.
Vi tudng gidi cé su can ddm vudt bac dé phan ddi nhitng quan ly
va cong su dang bao vé mot cach tiép can khac. Du vi tudng
marketing gidi c4i md lang nghe tat ca quan diém, 8 mét thdi
diém nao dé, quyét dinh van phai dudc dua ra. Pay 1a khi tu duy
md& dudc déng lai va vi tuéng gidi di sdu vao trong con ngudi
minh tim kiém stic manh y chi v su can ddm dé gianh chién
thang.

Lee Iacocca néi theo cach nay:

Néu phai diing mot tit & mo ta tat ca pham chat ctia mdt quan
ly gidi, toi sé ndi rang d6 1a su quyét doan. Ban cé thé st dung
nhiing chiéc may tinh dep dé nhat trén thé gidi va thu thap tat
ca nhitng biéu @6 va con s6, nhung cudi cling ban phai tong hop
tat ca thong tin lai, thiét 14p mét bang ké hoach va hanh déng.



Courage.

Lee Iacocca ctia Chrysler xem can dadm 1a pham chat hang dau
clia mot vi tuéng marketing. Ong nhan 16i tham gia moét cdng ty
dang trén bd vuc pha san va théng qua mot loat budc di canh
sudn xuat chung, 6ng da bién Chryler trd thinh mot cdng ty
thanh cong.

Nhiing vi tudng trung binh thuong néi nhitng thit nhu: “Khéng
ai c6 thé bao tdi phai lam gi.” Ho yéu thich marketing vi tinh
chat tuong duong ctia hoat déng nay véi chién tranh quin su.
Ho hay nhic dén cac d6i quan va nhitng tran danh doét pha.

Nhitng kiéu ngudi “dai trugng phu” thuong cé khuynh hLIdng
nhanh chéng bao vé cac quyet dinh da dugc dua ra trong qua
khtt. Ho duong nhu cé méi quan hé cadm xuc vdi nhiing quyet
dinh va chién ludc trong qua khtt. Theo tu nhién, kiéu ngudi nay
rat hay chil y én nguyén nhan that bai. Véi ho, hanh d6ng can
dam t6i thugng 13 hy sinh cho 1di ich cfia cong ty.

Tuy nhién, kiéu ngudi dai trugng phu cé thé trd thanh nha linh
dao gidi. Nha linh dao khéng nhat thiét phai 13 vi tuéng hay
chién ludc gia gidi. Mot ké kiéu ngao véi cai toi 16n cé thé 1a nha
1anh dao b1 nhin hoan hao cho mét cdng ty can sy lanh dao hon
14 chién ludc, mot cong ty ma tinh than xuéng thap dén néi mot
chién luge dugc dinh hudng tli bén ngoai cling khéng cé hy



vong thanh céng. M6t céng ty nhu vay can nhat mdt nha lanh
dao c6 kha ning truyén cdm hiing trong ndi bo.

Néu gidi déng kich, ban cé thé trd thanh mot linh dao gidi va
mdt chién ludc gia gidi. Tudng Patton thudng luyén tip “khudn
mait chién tranh” trudc guong. Lee Iacocca truyén lita cho déi
quin cia minh bang nhitng phat biéu bat hii: “Chung ta chi ¢
mdt va mot tham vong duy nhat. Trd thanh tot nhat. Khong gi
khac.”

Trong khi @4, quay trd lai thuc tai, chién ludc ctia Iacocca hoan
toan khac.

Nhiéu chuyén gia tu vin danh gia qué cao vai trd clia yéu té tinh
than vi ho tin ring chi cin tinh than 13 d4 dé tao ra nhiing
thang 1di marketing. Pay 1 niém tin hoan toan sai 1am. Thang
1gi marketing luén nang cao tinh than cia “quan si”.

Vi tuéng marketing phai tao bao

Qua nhiéu nim, quin su ludn dé cao su can dam thé chit va
tinh than bang cach trao ting hang triéu huy chuong khac
nhau.

Du can dam thé chat rat quan trong trong quan ddi, d6 khong
phai pham chat chii chdt clia mot tu 1énh. Vi tudng quan khong
phai 13 binh si. Qua nhiéu vi tudng c6 ging hanh déng nhu binh
si dé roi phai tra gid vi su bat can bang that bai hay con s6
thuong vong qua cao.



Boldness.

Jeffrey Campbell ctia Burger King 14 vi du tiéu biéu nhat cho su
tdo bao can thiét d mot vi tudng marketing. Ong di tan cong
thanh céng ngudi din dau McDonald’s véi chién lude “nudng

chi khong chién”.

Thay vi can ddm thé chit, nhiing vi tuéng marketing can su tdo
bao. Vao dung thdi diém, ho phai c6 kha ning hanh déng nhanh
chéng va quyét doan. Tuy nhién, khi leo cao 1én chiéc thang
thanh céng, cic vi tudng marketing thudng mat di su tdo bao
clia minh.

Clausewitz néi: “Chuc vu cang cao thi cang it tdo bao.” Hay khi
gan dén thoi diém nghi huu hoic khi gitt mét s6 lugng ¢6 phan
dang ké trong ké hoach mua c6 phan doanh nghiép.

Tao bao 1a pham chat dic biét ddng gia trong nhiing tinh huong
cap bach. P chinh 14 lic hoat dong marketing thuc sy c6 thé
hudng loi tit mot tu 1énh biét cach thé hién thé manh ban than.

Rat nhiéu vi tudng marketing c6 mot khuyét diém cin ban
trong tinh cach. Ho thé hién qud nhiéu su diing cdm trong tinh
hudng bat 1gi. Va qud it su can thin khi dang & thé thugng
phong.



Vi tuéng marketing phai hiéu biét thuc té

Cac vi tudng thudng khai quat héa. Khi cdm xtc 1an at, ban
khong can thong tin dé xiy dung mot chién lugc tong thé. Két
qua 13, cac chuyén gia thudng bi xem thudng khi & vi tri quan ly.
Bat ky ai biét qua nhiéu vé moét linh vuc sé khéng dudc tin 14 cé
mdt tam nhin réng.

Chién luge marketing thi don gidn. Ai cling ¢ thé 1am dudc. Tat
ca cac bién tip vién clia nhiing td tap chi thuong mai dudng
nhu déu rat hao hing chi day cac doanh nghiép My cach diéu
hanh kinh doanh.

D6 1a thuc té. TAt ca nhiing van dé marketing déu cé mét dap 4n
don gidn va hién nhién; va dé thudng 13 dap an sai. Khi Coca-
Cola tuyén bd thay déi céng thiic, Chii tich ctia Coke di khoe
khoang: “P6 1a quyét dinh chic chin nhat chtung téi ting dua
ra.” Va dé 1a mot phat biéu sai lam.

Clausewitz néi: “Moi thtt déu rat don gidn trong chién tranh,
nhung cai don gidn nhat lai rat khé khan.”

Mot vi tudng marketing gidi xdy dung chién luge tit dudi 1én,
bat dau bang nhiing chi tiét. Khi chién Iuge di dinh hinh, né sé
don gian, nhung chién luge d6 khong nhat thiét 1a dap an hién
nhién nhat.



Knowledge.

John Reed ctia Citibank 14 vi du dién hinh nhAit cho pham chat
day hiéu biét can thiét d mot vi tudng marketing. Ong di dan
dit Citibank di tién phong trong viéc trién khai may ATM, cach
mang hoa thi truéng ngan hang tiéu dung.

Luck.

Donald Trump la thanh vién khéi xuéng ciu lac bd Lucky
Sperm. Trump d& danh cd sy nghiép xay dung tai san gia dinh
thay vi tiéu xai khoan tién thita ké nhan dugc.

Vi tuéng marketing can phai may min

May man déng vai trd quan trong trong két qua cia mot tran
chién marketing. Sau khi 1ap ké hoach, sau khi tan cong, ban



phai cau trdi khan Phat. Chac chan, néu 1am tot céng viée clia
minh, ban c6 cd may thang cao hon.

Clausewitz néi: “Hoat ddng nao ctia con ngudi cling déu gin vdi
su may man. Chién tranh giong nhu tro danh bai vay.”

Khi khéng con gip may, ban phai chuin bi cit 16 nhanh chéng.
Theo Clausewitz: “Thdéa udc dau hang khong phai 14 néi nhuc.
Mot vi tudng khong thé thich thu véi y tudng danh dén ngudi
linh cudi cling, cling nhu mdt ky tht khong nén can nhic viéc
choi mét van cd chic chan that bai”

Néu Eisenhower cé thé thita nhin thit bai & Han Qudc, mot vi
tudng marketing gidi cling cAn nhan biét théi diém nén bd cudc.
Khong cé 1y do gi dé ling phi nguoén luc chi dé bao vé cai toi. Tot
hon hét 14 nén thita nhan that bai va di chuyén sang mot cudc
chién marketing khic.

Co rat nhiéu tran chién khac dé€ danh va nhiéu chién thiang khac
dé tin hudng.

Vi tuéng marketing nén biét cac nguyén tic

Dé choi tot bat ky trd choi nao, trude tién ban phai hoc cac
nguyén tic hay quy luit ctia trd choi. Sau d6, ban phai quén
chiing. Nghia 13, ban phai hoc cach dé& chdi ma khéng can suy
nghi vé nhitng nguyén tic dé.

Cach lam nay ding du ban chai ¢, choi gon hay tham gia cudc
chién marketing. Pi tit dén dau sé khong hiéu qua. Ban phai bat
dau bang viéc hoc ciac nguyén tic va sau dé thuc hanh &4 nhiéu
dé quén ching.

Mot ngudi choi quan vot gidi khong can suy nghi vé cach cam
vot hay diém ddnh béng. Mot ngudi choi quan vot gidi tip trung
vao viéc choi gidi hon déi tha.



Vi tudng marketing tuong lai nén hoc cic nguyén tic chién
tranh marketing trudc va sau d6 quén chung trong khi thuc
hanh. Mot vi tuéng gidi khong nén hdi: “Chung ta dang danh
loai chién tranh gi? Ching ta nén s dung nhiing nguyén tic
nao?”

Nhiing vi tudng gidi nén nim chic cic nguyén tic dé cé thé
quén chung va tip trung vao déi thi. Cling nhu nhiing théi
quen tot, chung ta hoc cadc nguyén tac dé sau d6 quén chiung.
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Trong phong hop ban gidm déc clia cic céng ty ngly nay, cé rat

nhiéu Carly Fiorina, nhiing 1anh dao vi dai, nhung 13 mét chién

lugc gia t6i. Sap nhap Hewlett-Packard vdi Compagq 1a viéc 1am

hoan toan v6 Iy ngoai trit cai Iy danh cho nhitng ngin hang dau
tu va cac lanh dao tu xem ban thidn minh 1 quan trong.

Marketing ngay nay khong chigap Van dé thiéu nguyen tac. Van
dé 16n nhat 1a khéng nhan ra su can thiét clia cic nguyén tic
ngay ti dau.

DéE gidi quyét van dé ndy, cic nha marketing phai bit dau nghién
cttu lich s marketing va 4p dung cic nguyén tic chién ludc chi
phéi két qua cta nhiing trin chién doanh nghiép. Ngay nay,
khoéng gi quan trong bang chién lugc.



Chién Iuge va viéc chon thoi diém 13 diy Himalaya cla
marketing. Tat cd moi thl khéc chila nhitng k§ ning nho.



LOI cUOI

thé hinh dung ra canh tudng nhiéu thuong hiéu 16n ctia

M3 gip qua nhiéu vin dé nhu ngay nay. Nhiing biéu
tugng nhu AT&T, General Motors, Kodak... dugc cho la sé
trudng ton.

K hi viét cudn sach nay cach day 20 niam, chiing t6i khong

Mic du sé hitu nhitng nguén luc 18n, vi sao cac thuong hiéu nay
lai c6 két qua kém cdi? Tat nhién, ban cé thé ndi rang ho theo
dudi moét chién lIuge téi té. Nhung tai sao? Rit nhiéu thuong
hiéu 16n gip van dé dang thué nhiing céng ty tu van nhan tién
nhung khong dua ra dugc 16i khuyén chuyén nghiép hitu ich
nao dé chong lai nhitng d6i th dang de doa doanh nghiép.

Ban co thé cho rang tuyen phong tha cudi cung trudc nhiing
quyet dinh t6i 12 hdi déng quan tri. § 9, ban c6 hang chuc con
ngudi thong thai day din kinh nghiém sin sang giit gidam doc
diéu hanh va cic quan ly cdp cao clia nhitng doanh nghiép
khong lac 16i va tip trung. Pung khong?

Sai r6i. Héa ra c6 qua nhiéu thanh vién ban quan tri dang tham
gia qua nhleu cdng ty dén ndi ho chang con thdi gian dé xi ly
nhiing van dé ddi hdi phai chu y ki ludng. Con khéng thi ho 1a
nhiing ngudi ban cfia cic quan Iy cip cao, chit khong phai
nhiing ngudi phé binh hay nha c6 van.

Nhung néu nhitng chuyén gia tu van va hoi ddng quan tri
khong hitu ich, it nhat ho cﬁng khong gay ra thiét hai gi to 16n.
Thinh thoang, ho thdm chi con cho ra nhiing y tuéng hay. Véi
chung t6i, thl pham 16n nhat 13 Pho Wall. Phd Wall chi toan tao
ra van dé vi no xdy dung moét moi trtidng khuyen khich nhiing
thit d6i khi xau xa, khong thé stta sai dugdc xay ra. Néi cach khac,



Phé Wall xiy dung ngdi nha kinh va khuyén khich cac vin dé
“phat trién”.

Nha kinh té& ndi tiéng Milton Friedman d3 md ta rat rd tinh
huéng nay: “Chung ta khéng cé nhu cau cap thiét phai ting
trudng. Ching ta cé mot khao khat cap thiét phai ting trudng.”
Khao khat ting trudng 1a nguyén nhan cét 16i khién qua nhiéu
cong ty gip van dé. Ting trudng 1a san pham phai sinh cla
hanh ddng ding. Nhung tu than ting trudng khong phai 1a mot
muc tiéu xting dang. Thuc té, ting trudng 1a thi pham tao ra
nhiing muc tiéu bat kha thi va cac quyét dinh t6i.

Trong cudc chién marketing, khong quan trong ban mudn 1am
gi, ma quan trong 1a d6i thi sé dé ban 1am gi. Van dé khéng phai
1a gi4 c6 phiéu. Van dé 13 ban gianh dudc bao nhiéu khach hang
so véi ddi thi.

Al Ries va Jack Trout
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