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Ung dung mé hinh La&nh dao chuyén déi dé doanh nghiép tang trudng bén viing
Ban sé lam gi dé tang trudng doanh so6: tuyén thém nhan su? mad thém
chi nhanh? chi thém tién quang cdo?....

Ban nghi sao néu cd mot cach khéng ton chi phi ma lai dot phd dudc doanh

thu, Igi nhuan dong thdi tao ra Igi thé canh tranh cho doanh nghiép?

Néu co giai phap nhu thé thi rat dang dé ban tim hiéu, phai khong?

Mentor Bam Thé Ngoc
Blue Ocean Strategy - INSEAD Business School

Founder - Strategy & Innovation Global

Anh danh hon 12 nam dé nghién cdu va Ung dung phudng phap tao dot pha vé
két qua cho doéi ngld kinh doanh, ban hang. Cong thic dudc chia seé trong ebook
da ducc Ung dung tai han 70% cac doanh nghiép cé doanh thu I8n nhat nudc
MV (Top fortune 500). Anh clng da gidp nhiéu doanh nghiép Viét Nam dat dudc
két qua dot pha khi dp dung cong thdc nay

Anh tot nghiép chudng trinh Dao tao tac dong dén két qua kinh doanh cua
Kirkpatrick Partners (USA) - don vi hang dau thé gidi vé trién khai cac giai phap

dao tao tac dong dén doanh thu, Idi nhuan.

Bén canh dd anh t6t nghiép Blue Ocean Strategy (Chién ludc dai dudng xanh -
Poi mdi sang tao md hinh kinh doanh dé tao khoang trong thi trudng va vo hiéu
hod doi thu canh tranh) do cac gido su Trudng INSEAD Business School dao tao
theo ban quyén cua hai tac gia Chan kim & Mauborgne.

Vao nam 2022, 15% cac startup ky lan tai Chau Au dudc sang lap bdi cuu sinh
vien INSEAD, giup trudng nay trdé thanh trudng dai hoc dao tao ra nhiéu ngudi

sang lap ky 1an coéng nghé nhat tai Chau Au; s6 ky 1an cua INSEAD gap rudi
trudng xép thu 2 la Pai hoc Cambridge. Founder Tiktok - Zhang Yiming clUng

|3 cuu hoc vién cua INSEAD.
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1. Tai sao doanh nghiép cua ban cé thé dét pha doanh sé

Sales Executive Council (SEC) la mot cong ty tu van vé phat trién ban hang va
guan ly nhan su dugc thanh lap nam 1997. Nam 2012, SEC da dudc Gartner
(MY) - mot trong Nnhing cong ty nghién cdu thi trudng va tu van cong nghé
I8N nhat thé gidi mua lai.

SEC cbng bd trong mot nghién cdu cla minh rang, trong mot déi ngl kinh

doanh/ban hang, hiéu suat cua nhan vién sé dugc chia vao ba nhém:

Nhém A: cé khoang 20% nhan vién cé hiéu suat ban hang cao nhat.
Nhém B: cé khoang 60% nhan vién cd hiéu suat ban hang trung binh.

Nhém C: chiém khoang 20% nhan vién cdé hiéu suat ban hang thap nhat.

Ty |é tai doanh nghiép cua ban cé thé khac di nhung nhin chung thi nhém hiéu
suat trung binh sé chiém ty |é nhiéu nhat.
Cau hoi dat ra la ban sé danh nguon luc tac déng Ién nhédm nhan vién nao dé

hiéu suat tang trudng manh meé.

Clng theo nghién cdu cua SEC thi néu ban lam tang 5% hiéu suat cua nhom B
thi két qua kinh doanh mang lai sé cao hdn 70% so vdi tang 5% hiéu suat cua
nhom A.

Piéu nay clng dudc nhac dén trong cudn Lgi thé canh tranh tdi Uuu do

EFranklinCovey - Top 20 céng ty dao tao va tu van uy tin nhat trén thé gigi.

Thoéng diép cua cuon sach ndi rang chinh déi ngld nhan vién la moét Igi thé canh
tranh toi Uu cua doanh nghiép, ban lanh dao can nhan thudc dugc diéu nay va

co cach phat trién nhan su dé tao ra Igi thé canh tranh bén ving.

Chinh vi can tap trung cho nhém B nén SEC goi phudng phap nay la “Move The
Middle" - Dich chuyén nhém trung binh. Trén thé gidi da cé nhiéu doanh
nghiép Ung dung phudng phap nay va tra ra két qua doét phd nhu: HP, Best
Buy, T-Mobile, Vodafone, Oracle, PepsiCo, American Express, IBM, Merck,
General Electric

Khi hoi Chat GPT, day la mbt s6 két qua tra ra:
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HP la mot trong nhidng doanh nghiép da ap dung phucong phap nay thanh
cong. Khi thuc hién cac bién phap dé tang cudng hiéu suat cua nhdm
Move the Middle, HP da dat dugc mot s6 két qua dang ké. Cac két qua doé
bao gom:

Doanh s ban hang cua cdc nhan vién trong nhém Move the Middle da tang tu
70% dén 150%, dong thdi ty 1é chuyén doi khach hang clng tang Ién dang ké.
Pong thdi, viéc dp dung Move the Middle da gidp HP tiét kiéem dudc khoang 15

triéu do la My cho quy dao tao nhan vién moi nam.

Sau khi trién khai Move the Middle, T-Mobile da tang doanh s6 ban hang binh
guan cuUa tung nhan vién |én gap doi, tang ty 1& gih chan khach hang va giam
ty & nghi viéc cUa nhan vién ban hang. Cu thé, sau khi dp dung MTM, nhan
vién cla T-Mobile d3 ban dudc thém 3,5 don hang moi thang va khach hang
trung thanh cuda ho da tang 8%. Ngoai ra, ty |é nghi viéc cda nhan vién ban
hang da giam 50%.

Vodafone da dat dudc két qua dang ké khi ap dung phucng phap Move the
Middle cla SEC. Cu thé, ty Ié cdc nhan vién ban hang dat dudc muc tiéu
doanh so6 da tang tU 60% |én 80%, trong khi ty & cac nhan vién ban hang
khong dat dudc muc tiéu doanh s6 da giam tu 20% xudong 10%. Viéc tap

trung vao gifa sé gilp cai thién hiéu suat cua déi ngl ban hang va dat duagc

két qua tot han.
!l @ O
O

Pén day, to6i mudn ban dung lai mot chut va nghi xem ty 1é phan bo hiéu

suat nhan vién cua ban vao ba nhém A,B,C nhu thé nao?
Bang cach nao dé thay doi hiéu suat doi ngd nhém trung binh cdng nhu toan

b6 Nhan vién kinh doanh/ban hang?
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2. Xac dinh cac chi s6 kinh doanh, van hanh can cai thién

Gallery Furniture 1a mot chuoi cia hang ban |é dé ndi that tai Houston, Texas,
Hoa Ky. Cong ty nay dudc thanh |ap vao nam 1981 bdi Jim Mattress Mack va da
tré thanh mot trong Nhdng nha ban lé do ndi that I8n Nnhat tai Texas. Gallery
Furniture chuyén cung cap cac san pham noi that cao cap va ludén noi tiéng vai
chién dich quang cdo sang tao va doéc dao

Vao nam 2009, Gallery Furniture da trai gua mot cudc khung hoang tai chinh
I8N khi thi trudng bat déng san cda My sup doé. Cac khoan vay bi tac nghén va
doanh sb ban hang giam manh.

Chua dung lai ¢ do, vao ngay 31 thang 5 nam 2021, Gallery Furniture ¢ Houston,
Texas da bj thiéu rui trong Mot ddm chay I8n. Biéu nay khién cbng ty radi vao
hoan canh cuc ky khoé khan.

Pé vuc day cong ty, Jim da tim tim nhiéu cach thdc khac nhau va da tim thay

Mo hinh Lanh dao chuyén doi ma cac cong ty trong top 500 doanh nghiép co

doanh thu I8n nhat nudc My Ung dung. Phudng phap nay la mot chién lugc
tang trudng doanh thu, Igi nhuan ma khéng ton thém chi phi.

Budc dau tién dé thay doi hiéu suat doi ngl kinh doanh/ban hang dé chinh ra
tim ra cac chi sé can tac dong. Jim phat hién ra hai chi sé quan trong, do la:

Thd nhat, cé 10 khach hang vao cua hang nhung chi cé 4 ngudi mua hang. TUc
ty 1& chuyén doi thap.

Thuc hai, cé vai tram cho t8i hang nghin san pham dudc ban ra moi ngay nhung
so lugng hang doi tra trung binh [a 30 san pham. Viéc nay dan td&i chi phi tang

can can bo tri thém nhan cbng va phuadng tién.

Jim thay rang, néu hai chi s6 nay dudgc cai thién thi doanh thu sé tang, chi phi sé
giam tu doé tang dudgc Igi nhuan.

TOI Muodn ban dung lai mot chut va nghi xem trong doanh nghiép cua minh chi
sO nhao sé dai dién cho viéc tang hiéu suat cua doéi ngld kinh doanh/ban hang?
Chac chan la doanh so6 roi, nhung hay nghi dén ca chi s6 don bay tuc la chi s6
nao tang/gidm thi doanh sé sé tang?
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3. Tim kiém nhing THOI QUEN mdi cua déi ngl dé dét pha két qua

Gallery Furniture sau khi tim thay con dudng bang cach tham khao cac cong ty
doanh s6 I8n Nnhat xem ho lam nhu thé nao. Jim da mdi cac chuyén gia vé dong
hanh dé gidp doi ngl phan tich va tim kiém xem doéi ngld kinh doanh/ban hang
can thay doi nhing thdi guen nao dé tao két qua dot pha. Cu thé |1a hai chi so vé

ty 1&é chuyén doi va so lugng hanh doi tra & trén.

Pé ban dé hinh dung, toi sé lay vi du ban cung doi ngl co6 100 nhan su. Can nang

trung binh cua tat ca déi ngl la 70kg. Néu cdJ van hanh an & nhu cach binh
thudng nhu vay thi stic khoé va can nang khong cdé gi thay doi ca.

Ap dung budc xac dinh chi sé can dat, gid sU ban mudn gidm can nang trung
binh cua déi ngl tU 70kg xudng 55kg trong 6 thang tdi (gidong v8i Mot chi sb

kinh doanh nao dé cua ban)

Vay c6 cach nao dé dat dudc chi s6 can nang 55kg?

Theo EranklinCovey, cé hai cach dé doéi ngl dat dugc két qua madi.

Mot 1a "BDAT BUT KY" va hai la thay déi "THOI QUEN".

Trong tinh hudng giam can "Pat but ky" tdc la ban sé tra tién khi ky hdp
dong sU dung dich vu cda tham my vién. Cach nay nhanh chéng coé két qua
nhung doi ngl khac cling dé dang bat chudc, tuc |a Igi thé canh tranh yéu.
Thay doi "théi quen" trong trudng hdp giam can tdc la ban can an udng va tap
luyén khac di. R6 rang cach hai chi phi la O dong, né can thdi gian va su no luc
cUa toan doi ngl nhung khi da dat dudc thi két qua doét pha sé duy tri va tao Igi

thé canh tranh bén ving,.

Trong cong viéc kinh doanh thi sao?

Cach 1 1a BAT BUT KY - tUc trd tién chay quang cdo nhiéu han, tuyén thém
nhan su, thué thém cda hang..cach nay thong thudng cac doanh nghiép chi
can cé nguon luc la lam duagc

Cach 2 1a thay déi THOI QUEN cUa ddi ngl kinh doanh, lam sao giup déi ngd
cham chi han, nhiét tinh han, sdng tao han trong cach lam viéc dé tao ra két
quad dot pha. Ban chat cua dao tao chinh la thay doi thoi quen cl bang

Nnh{ng thoi guen Mmdi hiéu suat haon.
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Gallery Furniture khi dudc cac chuyén gia dong hanh, ho cung kham pha ra cac
thoi quen cot 16i ma doéi ngld can thuc hién dé tang dudc ty |1é chuyén doéi. Vi du
Mot thdi quen trong s6 dod 1a: GUi thong tin yu dai vé san pham khach da xem

qua emai/dién thoai.

Hay nghi dén chi sdé ban mudn tang truéng cho doanh nghiép cua minh. Néu

nhan vién thuc hién déu ddn moét THOI QUEN nao thi két qua sé tra ra?
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4. Cach thuc gitp déi ngl tng dung manh mé THOI QUEN md@i vao cdng viéc

Thong thudng dé thay doi mot thdi quen nao doé cla nhan vién, chd doanh

nghiép hay nghi dén dung thudng phat. BDiéu nay dung nhung chua du va
néu lam dung thi cd thé |a con dao 2 Iugi.

Hay nghi xem, cd cach nao dé nhan vién thuc hién mot cach tu nguyén.

Gallery Furniture da dugc hudng dan vé 6 nguon gay anh hudng thay déi manh
Mé cac thdi quen cl bang cac thdi guen mdi. Thudng, phat chinh la mot trong

6 Nnguon nay. Chi tiét vé 6 nguon:

1. Dong luc cd nhan: Chu yéu lién quan dén nhing gia tri, muc tiéu va nhu cau
cd Nnhan cla Mmoi Nngudi. Néu mot hgudi cé dong luc va nang lugng dé thuc hién

Mot hanh dong, thi ho sé& co xu hudng hoan thanh no.

2. Kha nang ca nhan: Lién quan dén cac ky nang va kién thidc ca nhan clia moi
Ngudi. Néu mot ngudi khong cd kha nang thuc hién mot hanh dong cu thé, thi

ho sé khong thé hoan thanh nod

3.Pong luc xa hoi: Lién guan dén nhing anh hudng tu mai trudng xung quanh
va nhng ngugdi trong cudc song clia moi ngudi. Néu nhing Nngudi xung quanh
ho trg va khich 1€, thi ngugi doé sé cé dong luc dé thuc hién hanh dong do.

4. Kha nang xa hoi: Lién quan dén kha nang tudng tac véi nhing ngudi xung
quanh va s dung nhing k¥ nang xa hoi dé dat dudc muc tiéu cad nhan. Néu
Mot Nngudi khdng cd kha nang tusng tac xa hoi, thi ho sé khéng thé s’ dung

cac k¥ nang nay dé hoan thanh muc tiéu cd nhan.

5. bong luc tu thudng phat: Lién quan dén nhing cd ché dong vién tU bén
Nngoai Nhu phuc Igi, thudng, phat.. Néu mot ngudi cd Igi ich hodac mat mat néu

khong hoan thanh muc tiéu, thi ho sé cé dong luc dé hoan thanh no.

6. Kha nang tu cong cu: Lién quan dén cd cau, hé théong, quy trinh... dé thuc
hién Mot hanh déng cu thé. Néu cau trdc va hé thong khong ho tré mot ngudi
dé hoan thanh hanh déong dod, thi ho sé khong thé hoan thanh no.
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Pé ban deé hiéu, gid s ban dang mudén moi nhan vién thay doi mot thdi quen
Ma3i do chinh 1a tU khéng doc sach sang BOC SACH mdi ngay.
Khi Ung dung 6 ngudon gay anh hudng sé nhu thé nao:

1. P6ng luc cd nhan: Néi vé Igi ich doc sach, mdi ngudi hay doc sach chia se

nhdng két qua cua ho...

2. Kha nang ca nhan: Hudng dan cach doc sach nhanh, nhdé lau, dée Ung dung
thuc té...

3. Dong luc xa hoi: Quan ly lam guong, moi ngudi trong bd phan/cong ty khich &

Nnhau doc sach...

4. Kha nang xa hoi: Ngudi doc sach gioi kém ngudi chua gioi, doc sach chua
hieéu, khd Ung dung cé ngudi ho trg...

5. Pong luc tu thudng phat: Moi tuan doc 1 cudn tang mot mon qua nho. 1thang

chua doc cudn nao phat...

6. Kha nang tu c6ng cu: Thu vién sach tai cong ty, cho ngoi doc sach, sach noi..
Viéc hiéu va s dung khung khai niém 6 nguon gay anh hudng cd thé gildp cac
to chdc va cd nhan tac dong dén thdi quen cua nhan vién, dong nghiép, khach

hang va doi tdc mot cach hiéu qua haon

QOQ

Hay suy nghi xem ban co thé lam gi dé gilp doi ngld kinh doanh/ban hang cua

minh thay déi THOI QUEN mét cach manh mé bang Ung dung diéu trén.
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5. L3i két

Gallery Furniture sau khi Ung dung mo hinh Lanh dao chuyén doéi da giup
doanh nghiép cd su tang trudng dot pha bang cach thay déi THOI QUEN cua
dol ngu.

Cu thé, theo chia sé cua Jim thi doanh s6 hang thang da tang thém so v3i trudc
do 1én t8i 600.000 USD. Hang nam da tiét kiém dudc 1.000.000 USD chi phi
bang cach gidm ty |&é déi trd tu 30 san pham/ngay con 2 san pham/ngay

-~ RESULTS

N ¥

2. $1.000.000 SAVINGS

3
%

PER YEAR

Jim Mattress Mack - Nha sdng lap Gallery Furniture trong buéi phdng van

Ban va doanh nghiép hoan toan coé thé tao két qua dot pha vé doanh thu, IS
Nnhuan bang phuong phap nay. Ban san sang tham gia vao hanh trinh chuyén
hod doi ngU dé tao Igi thé canh tranh bén ving chd?

Albert Einstein da tung nodi: “That dai khai khi [am di [am lai cach cd va doi két
qua mdi”

Hay tham gia bubi chia sé sap t8i cla chung toi, ban sé tim thay cau tra I3i va
hoan toan cé thé tu trién khai du an cho doanh nghiép cla minh
https://www.lanhdaochuyendoi.com/

Ghi chd: Budi chia sé clng chia sé chi tiét hon vé nhing gi Gallery Furniture da

lam dé tao ra két quad doét pha.

Hen gap lail ban.
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Thong tin lien hé

Hotline: 0966 644 800 (Zalo)

Emall: troly@thesiglobal.com
Website: https://www.lanhdaochuyendoi.com
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