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KIEM TIEN HAY PHUNG SU XA HOI?

B0 sach ma ban doc dang cam trén tay la két qua cua dy an nghién cttu
mang tén Di tim Pao Kinh doanh cia Viét Nam va Thé gi¢i do T6 hop Giao
duc PACE thuc hién trong suot 14 thang vira qua.

Chung to6i dat tén cho b sach nay la Pao Kinh doanh Viét Nam va Thé
gidi véi mong muon duge chia sé cliing ban doc, dac biét la ban doc doanh
nhan va ban doc quan tam dén kinh doanh, nhitng kién giai vé hang loat cac
cau hoi nhu: “Kinh doanh la gi?”, “Doanh nhan la ai?”, “Pau la ‘dao’ cuta
nghé kinh doanh?” va “Tai sao kinh doanh la mot nghé cao quy va xttng dang
dwoc xa hoi ton vinh?”... Poi ngii chuyén gia cia PACE cung cac cong sy da
nghién cttu cudc doi va sy nghiép cia 25 doanh nhan huyén thoai, dén tw 25
tap doan kinh doanh dan dau trong nhitng bang xép hang doanh nghiép trén
toan thé gidi, nham tim kiém “cai dao”, cai triét ly cot 16i trong kinh doanh
cta ho. Muc dich la dé ly gidi xem vi sao ho la nhitng ngudi kiém tién nhanh
nhat, kiém tién nhiéu nhat va kiém tién bén vitng nhat thé gigi, dong thoi ho
lai duwgc xa hoi dac biét kinh trong?

Phan tich tirng chdang duong, ti'ng moc sy nghiép, tirng buwdc thang tram...
cta nhitng huyén thoai doanh nhan nay, ching t6i da dic két dugc nhitng nét
chung nhat, néi chinh xac hon, la nhitng yéu t6 khién ho tré nén vi dai, trd
thanh nhitng doanh nhan huyén thoai.

b6 la sy khao khat, 1a niém dam mé mdt cach manh liét dé sang tao, dé
dem dén that nhiéu gia tri méi cho cudc séng va cho xa hoi. Ho da thuc hién
dwgc diéu do bang viéc cong hién ca cudc doi minh lan viéc truyén dat, dan
dwong cho hau thé.

Trong 101 dau nay cta bo sach, ching t6i cling muon ké lai véi quy vi mot
vai cau chuyén va mot vai so sanh ma PACE lu6n ty hao khi tim thay né
trong hanh trinh Khat vong Doanh tri cia minh trong suét nhitng nam vira
qua: Ba chi mot tiém tap héa su6t ngay khong vui vi buon ban é am. Nhung
sau nhitng ngay thang nhin vao “mat” khach hang, ba chot nghi: “Sao t6i
khong la nguoi gidi quyét van dé nhu yéu pham cho ca x6m?”.

Va moi chuyén thay doi. Ttr d, nhiéu gia dinh chwa kha gia trong khu
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pho c6 thé mua mét, hai géi mi tébm (ma khong can phai mua ca thung mi),
mot tép bot ngot (ma khong can phai mua ca goi bot ngot). Ba c6 thé md cira
lic mo sang hay nita dém, khi chang con noi nao ban hang nita dé dap ng
nhu cau “hét chanh dot xuit” hoac “nha khong con nwéc mam”. Hay hon
nita, moi ngwoi chi “xet” mot hai bwdc chan la c6 ngay nhitng vat pham can
thiét nhat cho gia dinh. Lai thém chuyén gia ca cua ba so vdi cho va siéu thi
cling chang chénh léch la bao. Ai cling doan ra két qua: cita tiém sudt ngay
nguoi ra ké vao, ba thi ban hang luon tay va cudi noi luon miéng. Khong chi
tién 13i thu dugce tang cao, ma ba con c6 “lgi nhuan” 16n nhat la sy quy mén
ctia moi nguwdi danh cho mot nguwdi biét kinh doanh nhuw ba.
Cau chuyén thit hai vé mot co s@ san xuat ta sat.

Nguoi ta thwdng mua ti clia co sé nay vé dé dung ho so. Mot co sé bé xiu
rat doi binh thwong thi liéu c6 mang trong nguwdi “sit ménh xa hoi”? Trong
mot thoi gian dai, co s& hoat dong cam chirng, cho dén mot ngay éng chu cia
n6 thay doi cach nghi: to6i khong “ban ta sat” nita, ma sé “ban gidi phap lwu
tri* ho so van phong”. Tt do6, 6ng va dong sy tién hanh nghién citu dé tao ra
nhitng cai ti sao cho c6 thé chong dwgc moi, mot, chéng thdm, ngan ta nay
thi c6 khoa kién c6 dé dung ho so quan trong, ngan ta khac thi khéng can
khéa dé dé kéo ra kéo vao... Ong ciing chiu khé di dén cac van phong dé
nghién ctitu mau son, thay déi kich c@, kiéu dang... Thé l1a sdn pham ctia 6ng
con thém tinh nang lam dep cho ca van phong cua cac cong ty. Chi sau mot
thdi gian ngan, co s& ctia 6ng da 10t xac va phat trién rat nhanh.

Nhu vay, doanh nghiép 16n hay nho tuy thudc vao van dé xa hoi ma ho
gidi quyét dwoc. Ba chu tap héa cua khu phd no cuing Sam Walton (6ng chu
tap doan ban 1é 16n nhat thé giéi Wal-Mart) déu giai quyét van dé mua sam
ctia xa héi thong qua viéc mé civa hang ban 1é. Ho chi khac nhau vé pham vi:
xa hoi cta ba chu tiém tap héa la mdt khu pho, con xa hdi cia Sam mang tam
cd thé gidi.

Dbiéu xa hdi quan tam khong phai 1a doanh nghiép d6 kiém dwgc bao nhiéu
ma la ho da mang lai gi cho cong dong. Chang han, trong khi ti pha Nhat,
Toyoda (“cha dé” ctia Toyota), véi tinh than ai quoc dugce nguwdi Nhat xem
nhuw anh hung dan tdc thi ti phi Nga, Khodorkovsky (6ng chu cua Yukos),
ong ta la ai trong mat dan Nga thi chi ngwdi Nga méi thau ro. Sy khac nhau
nay c6 1é do cach thitc kiém tién ctda ho.

Nghé kinh doanh, xwa nay van thwong bi hiéu chi nhw la nghé “kiém
tiéen”. Nhung thuc chat, khong hé cé nghé kiém tién, bdi nghé nao thi cling
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kiém tién cd. Chang han, luat sw kiém tién bang viéc hanh nghé luat, bac si
kiém tién bang cach chita bénh cttu ngudi... Va doanh nhan, nguwdi hanh nghé
kinh doanh, ciing kiém tién bang cach lanh dao mot doanh nghiép va thong
qua doanh nghiép dé dé giai quyét van dé hay dap rng nhu cau nao do cta xa
hoi.

Nhung diéu khac biét cia nghé kinh doanh la trong qua trinh hanh nghé
ctia minh doanh nhan khong hanh déng mdt cach don 1é ma biét kién tao ra
cac chuoi gia tri. Cu thé hon, ho nam 1lay mot doanh nghiép va tap hgp bén
minh nhiéu thanh vién dé cung cong hwdéng lai nham hinh thanh mot strc
manh tong lyc, tir d6 tao ra nhiéu gia tri hon cho xa hoi. D6 ciling chinh la ly
do ma nghé kinh doanh thuwong kiém dwgc nhiéu tién hon so véi nhitng nghé
khac va van dwoc cong dong xa hoi ung ho.

Nghién cttu 25 huyeén thoai doanh nhan thé gigi cho thdy, du c6 qua nhiéu
su khac biét nhung ho déu c6 chung mot tw twdng chu dao: “Kinh doanh la
phung sw xa hoi”. Hay n6i mot cach day du hon, “Kinh doanh la kiém tién
bang cach phung sy xa hdi, bang cach dung san pham hay dich vu nhv la
phwong tién dé gidi quyét nhitng van dé cua xa hoi va lam cho cudc song tr@
nén tot dep hon”.

Cai “dao” kinh doanh nay da dwoc ho quan triét ngay ti budi dau khai
nghiép day gian kho cho tGi Iic thanh cong. Va sy that nay ciling chinh la ly
do gitp ho kiém tién nhanh nhat, nhiéu nhat, bén nhat, con ban than ho thi
duwgce xa hoi ton vinh, né trong, va roi ho di vao lich st kinh doanh thé gidi
nhw nhitng huyén thoai, doanh nghiép ctia ho cling vi dai va treong ton.

Nhu vay, v6i mot tam thé luon hwéng vé cong dong, ludn khat khao lam
cho xa hoi quanh minh (c6 thé nhé gon trong mot ngdi lang hodc réng 16n
bang ca m6t hé mat troi) tot dep hon, chinh ho, nhitng doanh nhan (du 16n
hay nho, du “Tay” hay “Ta”, du “c6” hay “kim”) luén dwgc xa hoi tén vinh
khong phai vi sO cua céi khong 16 ho kiém dwgc, ma vi nhitng dong gop vo
gia cua ho vao s doi thay cta thé gidi nay.

Song song vdi nhitng doanh nhan lay lirng cua thé gidi, diéu khac biét &
bd sach nay la ching t6i da khéi sy hanh trinh tim kiém nhitng “huyén thoai
doanh nhan Viét Nam” dé, nhw mot c6 gang, “dinh vi” xem 6ng cha ta ngay
xtra da khdi sy kinh doanh nhw thé nao. Va that bat ngo, trong lich st Viét
Nam da titng c¢6 nhitng Lwong Van Can, Bach Thai Budi, Nguyén Son Ha,
Trinh Van B6... v6i nhitng tv twéng kinh doanh cé thé gay ngac nhién cho
dén tan bay gio.
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Nhin “Tay” sé thdy “Dong”, soi “c6” ma ngam tdi “kim”, dé la diéu ma
ching t6i, nhitng nguwoi thue hién bo sach, mong mudn dwoc chia sé. Bo sach
nay cling la mot cau chuyén, mot phac thao cho bitc tranh toan canh sinh
dong va day mau sac vé doanh nhan thé gigi - nhitng doanh nhan lam thay
doi thé gidi, va vé mot thé hé doanh nhan tién boi ctia Viét Nam cach day gan
mot tram nam lich st - mot thé hé doanh nhan ma dén ngay nay ching ta van
c6 thé ty hao. Tt d6, nhitng nod lwc nay sé gop phan hinh thanh van héa doanh
nhan Viét, mot bo phan quan trong trong van hoa Viét Nam.

Chung toi xin dwgc gwi 10i tri an tran trong nhat dén nhitng dong nghiép
da ho trg tinh than cho chiing t6i, dén cac ca nhan va don vi da san long ho
trg thong tin, tw liéu trong qua trinh nghién cttu. Pac biét, ching t6i mudn guri
10i cam on chan thanh dén cac tap doan hang dau thé gidi do cac doanh nhan
huyén thoai sang lap, cam on gia t6c ho Luwong, gia toc ho Bach,... - hau dué
cua cu Lwvong Van Can, cu Bach Thai Buéi... da nhiét tam giip dd chung toi
trong su6t qua trinh “di tim Pao Kinh doanh ctia Viét Nam va Thé giGi”.

Viéc trién khai dy an nay tir khau nghién citu dén thé hién thanh sach
trong mot thoi gian khong dai, cung nhitng kho khan trong qua trinh di tim tw
liéu lich str vé cac nhan vat, chac han bd sach sé khé tranh khoi nhitng sai sot
nhat dinh. Do vay, ching t6i rat mong nhan dwgc sy thong cam ciing nhw
nhitng gop y chia sé ctia ban doc gan xa vé bo sach dé lan tai ban tiép theo
dwoc hoan thién hon.

Chung t6i, PACE va Nha xuat ban Tré, xin tran trong gigi thiéu cung ban
doc bo sach day tam huyét nay.

Va ching t6i cling tin rang, qua bo sach nay, ban doc sé c6 thém kién giai
vé “dao kinh doanh”, dé tir d6, tw minh dwa ra mot dinh nghia cho nghé kinh
doanh va ty minh khang dinh rang, kinh doanh la kiém tién hay phung sy xa
hoi!

Thay mdt Nhom tac gia cua bo sach Gian Tu Trung - Nguwoi Sang lap
PACE Sai Gon, Xuan Dinh Hoi, 2007

https://tieulun.hopto.org



L.OI NOI PAU

Theo Wikipedia, khu vic Ozarks (hay con goi la nai Ozarks, cao nguyéen
Ozarks) la mot khu cao nguyén vé dia chat va khoa hoc & trung tam nwdc
My¥. N6 nghiéng nhiéu vé nita phia nam ctia bang Missouri, kéo dai vé phia
tay bac va phia bac Ar-kansas. Tham chi n6 con kéo dai vé huwéng dong nam
Kansas va dong bac Oklahoma.

Cai tén Ozarks bat nguodn tir cach danh van ngi

am tiéng Anh ctia mét twr viét tat tiéng Phap la “aux Arks” (viét ngan gon
tlr aux Arkansas). Sy sang tao tiép theo dén twr viéc kinh doanh buwu dién tai
buu dién Arkansas, nam canh song Mississippi. Mot xuat xi¢ khac la “aux
Arc” nghia la “to the Arc” (dén hinh vong cung) — diéu duwgc ghi trén mot
tang da hinh vong cung tai Alum Cove (nui Ozarks). Hinh vong cung nay
duwoc xac dinh nhw mot ranh gigi khi bang qua nui. Nhitng nguoi du lich My
da xem xét nhiéu diém dac trung khac nhau va goi né la “Ozarks” (cling nhw
ndi Ozarks hay ritng Ozarks). TGi dau thé ky XX, “Ozarks” da trd thanh mot
t* ddc trung cua vung nay.

Ozarks da sinh ra mot con nguoi dac biét va ky la: Sam Walton. Lén len
trong “thoi ky khé khan va suy thoai ctia nuwéc My”, tai Kingfisher,
Oklahoma nam 1918, Sam Walton da lam rang danh vung dat nay khi trd
thanh nha doanh nghiép thé ky cia nwéc M§. Nam 1985, 6ng dugc tap chi
Forbes bau chon la Nguwdi giau nhat nwdc MY. Nhiéu to bdo dat cho Wal-
Mart (cong ty ong sang lap) la “Ngon hai dang khu virc Ozarks”.

Va chinh Sam la ngwdi cham Iiva cho ngon hai dang khong 16 ay.

Wal-Mart cling nhw Sam Walton la nhitng cai tén néi tiéng trén toan thé
gigi. Nhung vdi Viét Nam, van khong it nguwdi chuwa titng nghe néi dén diéu
nay. Do nhiéu ly do: Wal-Mart chua tirng dat chan dén Viét Nam, sach, tai
liéu dé cap dén cling chwa nhiéu.

Cudn sach nay dugc viét ra cling khong ngoai y dinh khac hon la di ngugc
thoi gian dé vé lai con duwong di cia mot huyén thoai. Huyén thoai ay da tw
gid coi doi vao lac 74 tudi nhung cling kip xay dung nén mot dé ché hung
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manh, dé ché ma bay gio dang ditng & vi tri s6 mot trong s6 hang ngan cong
ty ban 1é trén toan thé gidi.

Nhung ching t6i khong cé y dinh ké lai cudc doi cia mot Sam Walton
citng nhic. Ong 13 hién than cta mot dieu dic biét va diéu dic biét dy chia
dwng nhiéu tinh cach hét sitc phitc tap. Chiing t6i mudn rang, bang qua trinh
viét lai vé cudc doi va sy nghiép cuia Sam Walton, cuon sach nay c6 thé
truyén tai dén ban doc nhirng triét ly song, triét ly kinh doanh ma 6ng da day
cong gay dung va deo dudi trong su6t cudc doi minh.

Béi thé, phan 1 cta cudn sach nay sé gidi thiéu dén ban doc mot hinh
dung khai quat nhat vé Wal-Mart cling nhw con ngwdi Sam Walton. Phan 2

sé viét lai chang duwong ong trd thanh ngwoi dan 6ng giau nhat nwéc My.
Va phan 3 la mot phan dac biét. Ngoai nhitng cau chuyén, 16i n6i bén 1é vé
Sam Walton, ching t6i dwa mot phan nhitng thong tin m@i nhat ctia nganh
kinh doanh ban 1é Viét Nam trong thoi ky bat dau gia nhap WTO. Khi Viét
Nam ma ctra, nganh ban 1é sé la mot trong nhitng nganh kinh doanh thu hut
nhitng tdp doan 16n nhuw Wal-Mart, Carrefour hay Tesco... d6 bo vao manh
dat mau md& nay. Chang t6i cling dé tu cac ban nhan dinh. Nhat la nhitng nha
doanh nghiép tai Viét Nam, phdi lam gi dé dirng vitng tredc nguy co co6 that
t bén ngoai?

Ban doc ciing sé thac mac: cuén sach néi qua nhiéu vé Wal-Mart. Diéu
nay khong thtra! Poi v6i Sam Walton, 6ng va Wal-Mart chi 1a mét. Moi hoat
dong cia Wal-Mart déu gan lién véi tirng chién lwogc, titng budce di cia Sam.
Va ciling vi thé, moi viéc Sam lam (ké ca di chung véi gia dinh) déu la c6
gang suy nghi dé duva Wal-Mart 1én mot tam cao mdi. Va du ca cudc doi Sam
déu la nhitng sy kién ky thi, ching t6i chi xin bat dau ké lai chi tiét tir nam
1962, titc 1a nam ma Sam Walton bat dau kinh doanh véi cita hang Wal-Mart
dau tién tai thi tran Bentonville, bang Arkansas.

Qua cudn sach nay, chiing t6i mudn chuyén tai dén ban doc mot triét ly
cao hon la viéc vé lai hanh trinh cua Sam Walton va Wal-Mart: kinh doanh
lam sao dé c6 thé trd thanh ngudi ditng dau ma lai vira c6 thé ton tai lau dai
va bén virng.

Diéu d6 ching t6i da tém gon lai trong 10i dan dau cudn sach nay: “Thanh
cong la khi ban mang 1gi ich dén cho ngudi khac”.

Chung t6i khong c6 y dinh néi nhiéu vé nhitng con so, nhitng thanh qua
ma Sam Walton va Wal-Mart da dat dugc trong 10i gidi thiéu nay. Nhitng
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diéu ay cac ban sé ti kham pha khi lan gié ting trang. Chi no6i doi dong dé
giip cac ban c6 thé tiép can vdi cudén sach mot cach hiéu qua hon: hay doc
bang cach tuwdng twgng minh la Sam Walton. Minh sé gidi quyét diéu ay nhw
thé nao?

Minh sé lam gi dé c6 thé ban hang vdi gia thap nhat ma chat lwgng cao
nhat? Cach kinh doanh nao bén vitng nhat va mang lai 1gi ich cho ngudi khac
nhiéu nhat?

Cudi cung, chung t6i mong rang, cuon sach nay sé duwgc viét tiép tir nhitng
thong tin ctia ban doc khi tdp doan Wal-Mart c6 mat ¢ Viét Nam (diéu nay da
dugc xac nhan).

Bay gio thi ban cé thé bat dau doc cudn sach nay roi.
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Phan 1.
CUA HANG TAP HOA CUA THE GIOI

Thomas I. Friedman, tac gid cia Thé gi¢i phang cung Chiéc Lexus va cay
oliu, hai cudn sach néi tiéng viét veé tién trinh toan cau héa tirng néi vé Wal-
Mart: “Vé&i Wal-Mart, do 1a mot sy doi mai vi dai. N6 khong lam nén moi
thi, nhung dem nhitng sdn pham dén toan thé gidi véi mot mic gia thap
khong thé tin dwgc. Ho da lam diéu dé nhw thé nao? D6 la mot chudi cung
cap toan cau tao nén mot hiéu qua nguyén tr.”
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Chuong 1.
SAM WALTON CONG DAN TUYET DIEU CUA THE GIOI

MGt bubi sang dep troi thit Ba ngay 17.3.1992.

Mot ngudi dan ong 74 tudi, véc nguwdi vira phai, khudén mat hién hau tham
chi dén qué mua, nhung doi mat lai tinh anh la thwong, ng6i trén chiéc xe lan
cham cham buwdc 1én buc tredc vé mat han hoan, ngwéng mo va kinh phuc
cua hang ngan nguoi trong can phong 16n.

Tai day c6 mat Tong thong Bush (cha) va phu nhan. Ho dén dé trao tang
cho 6ng Huan chwong Vi tw do — gidi thuéng dan sy cao quy nhat ctia qudc
gia.

Nguwoi dan 6ng run run phat biéu rang, day la “gidy phut huy hoang nhat
trong sy nghiép cua chuing t6i”.

Sang Chu nhat ngay 5.4.1992, ong tr gia c6i doi mot cach binh than, day
nghi lwc, nhw cdch ma 6ng déi dau véi moi thang tram trong cudc song cua
minh.

Ban dang nghe cau chuyén vé nhitng ngay cudi cung ctia mot huyén thoai
nwdc My, ngudoi dan 6ng thanh dat va cling 1a gidc mo thanh céng ctia hang
tram triéu nguwoi trén thé gidi. Thang 10.1985, tap chi Forbes titng xép ong —
Samuel Moore Walton — la Ngudoi giau nhat nwéc My.

Nhung hon 40 nam tredc, cau noéi dau tién ctia 6ng la: “Charlie, ching ta
phai thue su kinh doanh do 16t phu nit!”.

Khéng ai ltic dy c6 thé ngo rang, cau noi twéng chirng nhu dua cgt y cla
Sam Walton da bat ddu md ra mét ky nguyén méi cho nganh kinh doanh ban
1é cia My. Nam 1950, Wal-Mart chi la mot ctra hang tap hoa nho xiu tai thi
tran Bentonville v6i 3.000 dan mang tén Ctta hang Nam xu va mdt hao. Bén
hon ntra thé ky sau, cadu bé Wal-Mart ngay nao da vuwon vai tré thanh nguoi
khong 16 hung manh. Dén nam 2006, tap chi danh tiéng Fortune céng bo
Wal-Mart lan thi¢ tw lién tiép ditng dau danh sach 500 céng ty 16n nhat thé
gidi va dugc xem la cong ty dwgc ngwdng mo nhat nwéc My. Hé thong Wal-
Mart gom khoang 4.700 ctta hang rai rac khap thé gi¢i. Doanh thu moi ngay
ctia Wal-Mart 1én dén gan 1 ti dola, gap doi doanh thu ctia tdp doan ban 1é 16n
thit nhi la Carrefour (Phap).
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Chung ta sé di nguwgce lai con duwong dan dén thanh cong cua ga khong 16
Wal-Mart.

Nam 1950, Sam Walton khi dy con la mét chang trai tré tran day tu tin.
Anh vira m6i cuGi Helen Robson, con gai cia mot luat sw kiém chu nha bang
va chi mot trang trai giau c6. Hai nam sau khi trdi qua thoi gian song trong
quan doi, chang trai Sam Walton quyét tam kinh doanh thi tredng ban Ié.
Vung dat dau tién anh khéi dau sw nghiép cling la mong wéc ctia nguwoi vo
yéu quy: “Sam, dirng bat em séng tai mot thanh phoé qua dong dic. Mudoi
ngan nguoi la qua da véi em roi”.

DPay c6 1€ 1a mot sy sap dat san ctia Thwong dé cho chién lwgc phat trién
lau dai ctia Wal-Mart sau nay: tan c6ng vao nhirng thi truong nho 16, noi cac
“dai gia” di trudc da khong quan tdm dén. Vung dat dau tién ho chon la
Newport, mot thi tran nhé bé phia dong vung Arkansas, noi chi cé bong va
dwong sat v6i khoang 7.000 dan. Tai day da c6 mot chu ctra hang lam an thua
16. Nhung tin twdng vao quyét dinh cia minh, Sam d6 vao d6 25.000 dola dé
mua lai.

Ctra hang nay kinh doanh that sy tham bai.

Tién thué mat bang qua cao, doanh thu lai khong dua bu vao chi phi bé ra.
Quan trong hon, ho c6 mot déi tht canh tranh dang gom: ctra hang Ster-ling
bén kia dwong, c6 doanh thu gap doi cita hang ctia Sam do John Dunham,
mot quan ly tuyét voi (nhw 101 Sam nhan xét sau nay) lam cha. Chua ting co
kinh nghiém quan ly va chwa tirng biét ti gi vé quan ly, Sam Walton thuc sy
kho khan trong nhitng ngay dau. Tuy nhién, tir d6 chang trai tré rit ra mot bai
hoc 16n nhat doi minh: “hoc tir tat cd moi ngwoi!”.

Thoi gian dau, Sam lu6én “to mo” nhin qua ctta hang bén kia pho. Anh hoc
héi tat ca: bang gia, cach xép hang hoéa va tat ca nhitng viéc dang dién ra ¢ do6
va vé ap dung cho t6t hon. Miii dot pha dau tién Sam &p dung la viéc tim
cach mua lai nhitng sdn pham cta nha phan ph6i nao ban ré nhat dé co thé
khuyén mai, gidm gia cho ctta hang minh. Nam dau tién, ctta hang dat doanh
thu 105.000 dola (so vdi 72.000 dola cta chu cii), nam sau la 140.000 dola va
175.000 dobla. Cubi cung, Sam vugt qua mat “ong gia” John Dunham.

Nam nam dau tién cia Sam Walton tai Arkansas, anh da cé trong tay hai
ctra hang. Ctra hang dau tién c6 doanh thu tir 30.000 déla dén 40.000 dola
mot nam. Pay la ctra hang tap hdéa 16n nhat trong ba hodc bon bang lan can
tai Arkansas.
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Nhung r6i, khé khan thuc sy da ap dén. Trudc thanh cdng qua dn twong
cta ctta hang do Sam Walton lam chu, chd nha quyét dinh 1ay lai mat bang.
Truwéc co hoi nay, John Dunham c6 thé mua lai ngay ctra hang ctia Sam. Cira
hang lam viéc thanh cong nhat da phdi sang nhwgng. Nam nam troi lam viéc
vat va, dat dugc nhitng két qua than ky nhanh chong tiéu tan, Sam, lic dé
ma@i co dira con thit tw, va ca gia dinh da phai roi khoi New-port ngay lap ttrc.

Mac du hét sitc dau ddn, ca gia dinh Sam ciing budc phai lam lai tir dau.
Ctra hang thit hai ma Sam Walton gay dung nén nam tai Bentonville, mot thi
tran chi c6 khodng 3.000 dan. N6 ciing dwgc mang tén Nam xu va mot hao,
chuyén kinh doanh béng bay cho tré em, cdap phoi quan 4o, cheé... va moi thi
nhu yéu pham can thiét khac. Pay la mot ctra hang tw phuc vu th ba trén
toan nwdc My, noi khong cé hinh dnh nhan vién va may dém tién nhuw nhitng
ctra hang xwa cti. Chi c6 mot may tinh tién ty dong dat tai quay. Budc dot pha
nay tiép tuc mang dén cho ctra hang Nam xu va mot hao moén 1gi nhuan tang
vot va trd thanh ctta hang lam an t6t nhat vao thoi diém do.

Sam tiép tuc m& rong dia ban tai nhitng thi trdan nho twong ty ciing vdi
phuong thic tw phuc vu.

Ban dau la ctra hang tai thi trdn Fayette m@ nam 1952, mua lai ti* cong ty
Kroger. Sau dé la tai Ten-nessee, Little Rock, Springdale, Neodesha,
Coffey... Bén nam 1960, Sam da cé tat ca 15 ctra hang moc 1én khap noi trén
dat My. Bung nhv 161 Sam Walton néi, viéc phat trién ctra hang lic nay véi
ong tr¢ thanh mot con s6t. Nhat 1a khi Sam mua mét chiéc may bay nho va
c6 thé bay di bay lai khap noi dé tim kiém noi dat ctra hang.

Trong vong mudi lam nam, hé thong ctra hang cta Sam da tré thanh ctra
hang tap pham 16n nhat tai My. Co6 thé coi day la giai doan phat trién hét sirc
thanh cong ctia Wal-Mart, m6t bwdc khai dau hoan hdo cho moi dy dinh bay
Xa.

Tuy nhién, hé thong nay khong phai la khong c6 nhitng han ché. Tinh tdi
nam 1960 (15 nam), Sam chi méi thu dwgc 1,4 triéu dola tiv 15 ctra hang. Bé
day manh doanh thu, 6ng cuing cac cong s bat dau nghién citu va phat trién
viéc ban hang giam gia cung véi viéc xay dung nhitng ctra hang c6 quy mo
16n hon. Cta hang tht nghiém dau tién véi triét Iy nay duge xdy dung tai
Rogers (Arkansas).

Nam dau tién, Rogers dat doanh thu 1 triéu dola, 16n hon cac ctra hang
trede dé tir 200.000 dola dén 300.000 dola va tiép tuc nang cao 1gi nhudn moi
ngay. Hai ctta hang tiép theo dugc m@ ra va thu vé 1gi nhuan cao ching t6
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kha nang tién doan cia Sam Walton vé viéc kinh doanh hang giam gia da
duang.

Mot thoi dai md&i cia Wal-Mart da bat dau.

Nam 1962 la nam ra doi nganh cong nghiép chiét khau. Chién lwgc Wal-
Mart deo dudi chi méi thyce sy bat dau. Thoi diém nay, bon céng ty bat dau
mé& chudi civa hang ban chiét khau va chay dua nhau quyét liét: S.S.Kresge
md& Kmart, F.-W.Woolco m& Woolco, D.Hudson m& Target, va vai ca nhan
doc 1ap & thi tran Rogers mé& cai goi 1a Wal-Mart. Trong bon cai tén néu trén
vao thoi diém dé, Wal-Mart la céi tén khéng may ngudi biét dén. Nhung 30
nam sau, doi tha truc ti€p cia Wal-Mart chi con lai Kmart. Thoi gian ngan
sau, Kmart cling “sap tiém”. Han khong ai lic dy c6 thé ngd noi cdi civa hang
chiét khau nhé bé dwgc diéu hanh bdi mot ngwdi dan ong lap di lai ding
virng va lo6n manh sau nay.

Nam 1969, Sam Walton dwa ra mot quyét dinh tdo bao khac: dwa Wal-
Mart len san chitng khoan.

Ly do don gidn nhat dugc dwa ra la Sam da phai vay muwon tién bac qua
nhiéu! Cé vé nhu hét sitc nghich ly so véi nhitng thanh céng ma Wal-Mart
lam dwgc vao thoi diém dé. Nhung su that 1a dé maé rong dia ban, phat trién
chudi cira hang, Sam budc phai mugn tién tir ngan hang va nguoi quen dé du
bap vao khodn thiéu hut. Anh cam thdy qua mét méi vi cit phai chay vay vay
tién roi dén dung han lai phai tim dén nhitng noi khac dé dap vao. Huéng di
ding dan nhat la dwa Wal-Mart 1én san chitng khoan.

Ngay 1.10.1970, Wal-Mart tr@ thanh céng ty c6 phan, giao dich c6 phiéu
trén thi truong phi tap trung (OTC). Ban cao bach cua cong ty chao ban
300.000 c6 phiéu v6i mirc gia 15 dola nhung da ban dwoc 16,5 dola. Ngay
trong ngay ban hét s6 c6 phiéu, gia dinh Walton chi con nam giit 61% c6
phiéu nhung da trang trdi duwgc tit cd ng nan va tiv dé tré di khong con phai
vay muon bt ci¥ noi nao nita. N6i mot cach ding dan, viec Wal-Mart chao
ban c6 phiéu gitip cong ty dugc thodi mai phat trién bang cach ty cap von cho
minh phat trién. Hau nhv tat cd cac nha dau tw dai han cho c6 phiéu Wal-
Mart déu hai long béi ty 1€ 1gi nhuan ludn cao chét vét. T nam 1977 dén
nam 1987, trung binh 1gi ti*c hang nam Wal-Mart danh cho cac nha dau tw la
46%. Tham chi, gitta con khing hoang nam 1991, con s6 nay van la 32%.

Han bat c ai ngoi thong ké lai chang duong phat trién cia Wal-Mart déu
cam thay giat minh bdi toc do tién xa qua nhanh cda né. Viéc nay bat nguén
t* mot chién lwgc khon ngoan ma Sam Walton 4p dung cho con duwong di cta
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minh: “Chiém linh toan bd thi truong bang cach trdi rong, sau dé tim cach lap
day”. Trong khi nhitng hang 16n hon phat trién bang cach “nhdy céc” tw
thanh phd 16n nay sang thanh pho khéc, ho tré nén dan trai va tham gia qua
sau vao linh vic bat dong san, luat 1€ dia phwong va van dé chinh tri.

Viéc nay dan dén mot sai lam la ho da dé lai mot manh dat kinh doanh
mau ma tai cac thi trdn nho lai cho Wal-Mart. Sam Walton da khong ngan
ngai nam 14y ngay thdi co vang dé.

Wal-Mart bat dau chiém linh dugc vung Tay Bac Arkansas, roi tién dén
Oklahoma, Missouri, tan cong tir Neosho dén Monett va Aurora, Nevada va
Belton... va ct thé tiép tuc, tiép tuc. O bat ¢t noi
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dau, Wal-Mart déu tién nhitng bwdc cham rai va chac chan, dan thiét 1ap
mot vanh dai gom cac ctta hang bao quanh thanh ph6, chd dgi cho dén khi
thanh pho phat trién dén tan noi. Chién lwgc khon ngoan nay phat huy hiéu
qua thyc té moi lic moi noi. Mot diém manh khac cua viéc lam nay la sé tién
do6 vao quang cido khong nhiéu. Khi mot cra hang moc 1én tai nong thon, tin
don sé truyén tai nhau hét sitc nhanh chong. Wal-Mart khong can thiét tim
moi cach dé quang ba tam anh huwdng ctia minh. Chi can phat to roi quang
cdo hang thang, sttc lay dong da lan dén nhitng noi héo lanh nhat. Gio day,
Wal-Mart lai tré thanh déi thu canh tranh cia chinh minh!

C6 mot diéu chinh yéu ma nhitng ngudi lanh dao Wal-Mart thoi ky nay
nhan ra khi mu6n ti€p tuc m@& rong sy banh trwéng lanh thé cta minh: phai
don gidn hoa moi thit. Béi 1€, khi cang 16n manh, viéc quéan ly can phai gon
nhe hon dé ddm bdo duwgc viéc van hanh tron tru cd b6 may khong 16. Sam
Walton tirng ti nhan rang, viéc nay gan nhu trd thanh “mot 16i song — mot sy
am anh” khién 6ng phai danh thoi gian va tam huyét cho n6 moéi ngay.

Mot trong nhitng chién lwgc Wal-Mart 4p dung trong thdi diém tiép theo
la dau tw manh vao céng nghé. Coé thé ngay nay, viéc quan ly nhu vay da trg
thanh hién nhién nhung trong giai doan nay, hau nhuv tat ca cac tap doan ban
1é khac déu chwa chi y dén viéc quan ly bang cong nghé. Va Wal-Mart da
tién xa hon khi nhin ra diéu ay.

Nam 1978, hé thong dau tién bao gom mot trung tam phan phdi ty dong
héa dugc két n6i bdi may vi tinh dén cac kho hang ciling nhv dén cac nha
cung cap dugc thiét 1ap tai Searcy (Arkansas). Sau nhitng khé khan ban dau,
trung tam da hoat dong t6t hon cd mong dgi. Wal-Mart nhan réng mo hinh
1én hai muoi trung tam. Két qua cudi cung la thay vi nhan hang trong khoang
thoi gian nam ngay hodc hon, khach hang cua Wal-Mart chi phéi cho c6 hai
ngay dé nhan nhitng tht minh da dat mua.

Quy mo cua trung tdm phan phdi cu thé nhw sau: day dén tan noc la v6 so
mat hang ma ban c6 thé twdng tuwgng, tir thuéc danh rang dén ti-vi, gidy vé
sinh, do choi, xe dap... Tat cd déu duwgc ma héa dé mdy tinh do ra dugc hang
héa dat tai dia diém nao. Tt khi vao kho dén ldc ra, ching duwgc dwa qua
bang chuyén c6 dau doc bang lazer. Mot doi ngii xe tdi va xe méc hoat dong
sudt ngay dém chiu trdch nhiém van chuyén dén noi can giao (trong khi
Kmart va Target thué mot bén thit ba dé giao nhan).

Chi can dwa ra mot hinh anh la c6 thé thay ngay huéng di ding dan va
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tam voc phat trién cia Wal-Mart khi 4p dung diéu nay: Sam Walton di di lai
lai trong phong vé tinh, nhin qua vai cdc nha quan ly dang ngoi tredc may
tinh dé cap nhat két qua ctia ngay hom do6. Trén man hinh 1a tong s6 tién ban
hang qua thé tin dung trong ngay... Gan 700 triéu dola da do vao xay dung hé
thong va day dugc xem la hé thong dit liéu dan dung 16n nhat trén thé gidi.
Pén lic nay, khi da hoan thanh tat ca nhitng vién gach do, Wal-Mart da
trd thanh mot nguwoi khong 16 trong tdp doan ban 1é ctia nwdc My. Tat ca
nhitng vung dat, cho du c6 xa x6i héo lanh dén mdy, cling in ddu chan Wal-
Mart. Moi nguoi dan My déu nhac dén Wal-Mart nhuv mot biéu twgng thanh
cong va la mot gidc mo hoan hdo cho thé gidi kinh doanh ctia dat nwéc minh.

Co6 thé sttng s khi nhin vao doanh thu trong giai doan phat trién dang
kinh ngac lic nay ctia Wal-Mart: Doanh s6 Nam S6 lugng ctta hang (triéu
dola) 1970

32
31
1972
51
78
1974
78
168
1976
125
340
1978
195
678
1980
276
1.200
1990
1528
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26.000

Ngoai ra, tt nam 1970-1980, lgi nhuan cua Wal-Mart tt 1,2 triéu
dola/nam tang lén 1 ti dola/nam.

Pén nam 1993, tang 1én 1 ti dola/tuan. Nam 2001, gan 1 ti dola/ngay. Néu
tiép tuc toc do tang trudng nhw vay, du bdo doanh s6 hang nam ctia Wal-Mart
c6 thé dén 1.000 ti dola. Piéu nay chi c6 mot quoc gia manh méi c6 thé dat
dén! Do thyc sy la nhitng con s6 an twgng minh chitng thuyét phuc nhéat cho
buéc nhay than ky cta chang khong 16 Wal-Mart.

Nhung khi ban dat dwgc thanh cong hét sirc ty hao tai mot quoc gia, diéu
dau tién ban huéng dén la gi? 4 1a tiép tuc banh trwéng thi treong ra toan
thé gigi. Sau khi chiém linh nwéc My, ga khong 16 Wal-Mart da tu tin sai
bwdc chan manh mé cta minh ra khoi bién gigi dé viét tiép nhitng chwong
tiép theo cho cau chuyén phat trién than ky cia chinh minh.

sk ok o3k

Yang Fuming dang can than dung vot dé bat mdt con céa trong bé. Cam
cdy vot trén tay, ong tién dén quay hang, nho nhan vién mo bung, lam sach
va vui vé dat lén xe day roi cira hang. Ciing nhw 6ng, nhitng nguwdi khac dang
tién dén cac bé khac dé vét nhitng con cua, so, 6c... Nhitng hinh anh nay
trong giong nhw mot khu sinh vat bién thu nho.

Ban dang di trong mot cita hang Wal-Mart tai Trung Quéc.

Sau nhitng lan banh treéng khong ngirng nghi khip chau Au, chau My...,
cudi cung thi Wal-Mart da tién dén Trung Quoc. Pay la diém nhan chdan dong
nhat cia Wal-Mart dau thé ky XXI. DPiéu nay dugc danh gia nhw mdt chién
lwge khon ngoan nhat, can thiét nhat trong bdi canh toan cau hoa nhu hién
nay. Nhiéu chuyén gia du bdo rang: “Tran dia sé khong con cho cho bat ky
ngwoi linh nao nhdy du vao nita khi Wal-Mart dén day”. Nén kinh té thudc
loai s6i dong nhat da mé cira don mot cong ty thudc loai nang dong nhat.

Khong qua kho6 dé nhan ra viéc e de cling nhw ky thi, tim moi cach chong
trd lai sttc banh treéng cia Wal-Mart tai nhiéu quoc gia n6 di qua. Khong ké
nhitng thanh céng khong c6 gi dé ban cii tai chau Au, Brazil, Mexico..., Wal-
Mart cling vap phai mot so that bai cay dang. Nam 1997, khi tién vao nuwdc
Prrc, 1ap titc n6 nhan dugc nhitng qua dang dau tién. Thay vi vui mirng tredc
nhitng nu cuwdi, thai do niém nd, lich sy cua cac nhan vién Wal-Mart, nguoi
Ptc lai t6 ra e dé va nghi ngo. Két qua la Wal-Mart bi thua 16 lién tuc va dén
nam 2006
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budc phéi ban chudi ban 1é lai cho Metro — mot dai gia ban 1é cta nuwéc
buc.

Wal-Mart ciing nhan phai mot that bai twong tw tai Han Qudc khi 6 at “do
quan” vao. Ngay 23.6.2006, t0 International Herald Tribune giat tit Wal-Mart
selling stores and leaving South Korea (Wal-Mart ban thao ctra hang va rt
lui khoi Han Quoc). Mudi sau siéu thi budc phdi sang tay cho Shinsega — doi
tha tryc tiép tai x s& Kim Chi v6i gia 882 triéu dola. Bay qua la mét bai hoc
cay dang cho nguoi khong 16. Wal-Mart tiép tuc di vao banh xe d6 ctia mot
loat dai gia tréc db cling da bi danh bat khéi Han Quoc: Carrefour (Phap)
ban chuoi cira hang ban 1é lai cho E-Land (Han Qudc) véi gia 1,85 triéu dola,
Google thua trang Naver Web, Nokia “do van” bdi Samsung va LG... Nhung
Trung Qudc khong phdi la Birc hay Han Quéc! Bing trudc thong tin tap
doan ban 1é Wal-Mart sé vao Trung Qudc, lanh dao nwéc nay da tuyén bé gan
nhu chac chan rang: “Hay vao lam an vdéi dat nwdce t6i”. Nhitng thanh phé 16n
thi hai va thi ba (ngay ca Bac Kinh) cling han hoan cho dén. biéu Wal-Mart
can lam la khac phuc nhitng sai 1am tirng vap phai tai nhitng thi truong nhw
btrc va Han Quéc: khong thich tng dwoc vGi théi quen mua sam ctia nguoi
dan, stt dung nhitng phuong thitc maoi chao trai nguoc lai ban tinh nguwoi mua
hang...

ko 3k

Vay Wal-Mart da “tién cong” nhu thé nao?

Can phai néi ngay rang viéc Wal-Mart banh treéng tai Trung Qudc dugc
st hau thuan 16n cua chinh sach nwéc nay. Trung Quoc cho rang nuwdc nay da
phat trién nhanh nhd viéc phan b6 nhiéu nhan céng vao linh vie sén xuat,
linh vyc chinh dé ndng mitc lwong va lam phat hang nam hién nay la khoang
6% - trén mirc ma Bac Kinh cho la an toan. Hiéu tng ctia Wal-Mart c6 thé
chinh la thi

ma nguwoi Trung Quoc dang can. Nhitng nha cung cdp ¢ day cling nhin
nhan Wal-Mart da c6 nhitng dnh hwéng tich cuc, thay doi trong tat ca cac linh
vue, tr cac hé thong cung cap, mang lwdi phan phoi, dén cac dich vu khach
hang. Sy phé bién cta cac cita hang Wal-Mart dang gép phan gia tang so
lwgng cac nha cung cdp Trung Quoc, dong thoi ro rang sé lam cho Trung
Quoc tré thanh mot qudc gia canh tranh hon trén truong quoc t€. Cac quan
chitc chinh phu coi Wal-Mart nhw mot phwong thic hiéu qua dé thac day sy
chuyén giao ctia Trung Quoc tr ké hoach nha nwdc sang thi trudng tu do.

Tru s& cua Wal-Mart tai Trung Quéc nam tai thanh pho Tham Quyén,
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thanh pho c6 cang 16én thit nam trén thé gidi. Moi ngay c6 hang tram doanh
nghiép dén day, cho doi trén nhitng chiéc ghé nhya mau nau dé lay so. Tai
day, tat cd nhitng nguwoi nay sé phai quen véi phong cach lam viéc cia Wal-
Mart: bo qua tit ca nhitng cdu chuyén gau va di thang vao van dé. Nhitng 1oi
dé nghi vui choi tai cac khach san, lui t6i cac trung tdm té nan... nhw van
thuwong thdy trong cac vu trao doi kinh doanh bi tir choi thang thirng. Nhitng
yéu cau vé chat lugng, gid ca va thdoi gian giao hang dwoc yéu cau tuan tha
nghiém ngat. Thoi gian dau, nhitng ngwoi giao hang cho Wal-Mart tai Trung
Quoc cam thay qua phitc tap va bi b6 budc.

Nhung khi hiéu qua kéo dén, ho bat dau nhan ra rang day la mot cach lam
viéc to6i wu. Wal-Mart da lam thay do6i van hoa kinh doanh ctia mgt bé phan
16n ngwdi Trung Quoéc — noi luon dwge xem la dia chi kinh doanh nang dong.

Mot sO lwgng 16n nha cung cap tai Trung Quoc bat dau lam theo Wal-
Mart. Rat nhiéu nguoi khong ngan ngai phat biéu rang, ho cam thay an tam
hon khi giao dich v&i nguwdi khong 16 nwéc My so vai nhitng ctta hang cua
Trung Quoc. Ciing c6 kha dong cong ty tai Trung Qudc, tir day, bat dau vuon
xa ra cac nuwdc trong khu vire. Nhitng mo hinh thanh cong, Wal-Mart dung dé
thiét 1ap trong cong ty minh, cling dugc cac cong ty Trung Quodc khai thac va
stt dung, nhu: cau lac b cia Sam, kinh doanh pha v& nhitng rao can... Tam
anh hwéng va uy tin cia Wal-Mart tai Trung Quéc dang dwoc khang dinh!

Bdi vay, Wal-Mart cang budc phdi thich nghi dé khong vudt mat thi
treong tiém nang nay. Ngoai viéc chap nhan nhitng luat 1€ bat thanh van cua
gigi kinh doanh Trung Qudc, lan dau tién Wal-Mart phéa bé lap treong dugc
1ap ra dudi thoi Sam Walton dén nay: cho phép thanh lap lién minh trong cac
ctra hang. Piéu nay nghia la tao diéu kién cho ké thit ba, nguwdi quan ly va
nguoi lao dong, “chen chan” vao, diéu gan nhw cam ky tai Wal-Mart. Ly do
la tai Trung Quéc, cac cong doan c6 tam anh hwéng rat 16n. Khong cho phép
cong doan phat trién nghia la Wal-Mart danh chap nhan ty loai bé gan nhuw
50% toc do phat trién caa minh.

Bat dau xudt hién tai Trung Qudc tir nam 1996, dén nay Wal-Mart da thiét
1ap hon 60 ctta hang v6i khodng 80 chi nhanh ban 1€ tai 34 thanh pho trén
toan lanh thé nay. Wal-Mart ciing dang dy dinh m& thém nhiéu ctra hang
khac trong nam 2007, dong thoi sé tang s lao dong tai day tir 36.000 nguoi
hién nay 1én 150.000 nguwdi trong ndm nam t6i. M6c son quan trong nhat la
Wal-Mart sé doc 1 ti dola mua lai mang lwdi dai siéu thi 16n nhat Trung Quéc
Trust-Mart, nham 14n sau hon nita vao thi tredng tiéu dung tiém nang nay. Cé
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tru s6 ¢ Pai Loan, Trust-Mart dang van hanh 100 trung tam thwong mai va
siéu thi khong 16, ké cd cac ctta hang nhwgng quyén thwong hiéu, ¢ 20 tinh
thanh ctia Trung Quéc. Nam ngoai, tong doanh thu cua Trust-Mart 1én t&i
1,42 ti dola. Dy kién Wal-Mart sé mua 31 ctta hang ctia Trust-Mart va nang
dan ty 1€ c6 phan sé hitu trong tap doan nay.

Ciling nhw da lam & qué nha, Wal-Mart phat trién cung véi tang 16p trung
lvu cia Trung Quoc, tang 16p ma dwgce dw doan sé tang gap nam lan, dat 200

ti vao nam 2015. “Ho da cho chung t6i mot co hoi tuyét voi,” ciu pho chu
tich Wal-Mart Don Soderquist n6i, “vi ho da bi phuc vu kém va lay gia cao”.
Khi mé& ctta hang dau tién & Trung Quoc vao nam 1996, Wal-Mart da khong
c6 gian hang my pham, vi khi dé c6 vé xa xi va khong can thiét.

Hién nay, cac ctra hang cia Wal-Mart déu cé quay my pham ngay canh
ctta chinh, dwgc hoan thién vGi cach trung bay dwdi hinh thic chiéu roi t
phia, bén canh céc bitc chan dung khéng 16 cta cac phu nit chdu A hap dan,
trang diém tuyét dep. Ngay bén canh la hang day san pham Jonhson’s Baby
Oil dugc xép doc theo cac chat lam am bang Nhau Ctru — tht ma dan dia
phuwong thé rang lam giam duwgc nép nhan. Nhitng ngwdi mua hang vao cho
Wal-Mart tham chi con hoc cach theo doi lich Trung Quoc. Ho duw trir ta 16t
trong nam con Khi, d6 1a nam dugc coi la may man néu sinh con. Nhitng tdi
Pampers bay nhanh khoi cac gia dung hang.

Thi trwong ban 1é Trung Quoc c6 quy mo trén 840 ti déla dang la moi
treong canh tranh khoc liét. Cang khoc liét hon nita khi niwéc nay quyét dinh
d® bo rao can vdi cac hang ban 1é nwdc ngoai theo cam két véi WTO. Trong
boi canh tang trwdng kinh té Trung Quoc dang tang cao, dong thai mdé rong
kinh doanh cia Wal-Mart dwgc xem la rat tdo bao nhung hét sitc ding dan dé
tiép tuc git vitng thé “anh cd” cta minh tai ddy. N6 cling minh chitng rang,
viéc pha v& hang rao, lu6n mé rong lanh thé cia Wal-Mart tit bao nhiéu nam
qua van chua chiu dirng lai.

MGt thi treong ban 1é day tiém nang khac ma Wal-Mart da nham dén
khong thé khong nhéc téi 1a An Pd. Trudce khi chinh thitc tin cong vao An
Do, cong ty da tranh thu khai thac thi tredng nay béi nhitng don hang c6 tong
tri gia dén 1,6 ti dola cho hang may mac, do da. Pé€ tién vao nwdc nay, Wal-
Mart da bat tay v&i Sunil Mittall — nha cung tng dién thoai di dong s6 mot
An Po. Tai day, hién Sunil Mittall ndm gii¥ 200 ctta hang phan phéi. Viéc
lién doanh vGi Wal-Mart sé dem dén lgi ich cho ca hai phia: c6 phiéu cua
Sunil tang cao va thgi gian md rong chudi cita hang ctia Wal-Mart tai An b6
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sé dwgc rut ngan (dy tinh hoan thanh trong nam nam).
Ban biét gi khong?
Wal-Mart da dén roi!
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Chuong 2.
“BAN HANG TOT NHAT VOI MUC GIA THAP NHAT CO
THE!”

Co6 mot lién hé thu vi gitta ngwoi ban hang tap hoéa dau hém ma moi ngay
ching ta déu di ngang, thinh thodng ghé lai mua vai mon linh tinh véi siéu thi
khong 16 Wal-Mart: sinh ra dé phuc vu nhitng nhu cau thiét yéu nhat cua
nhitng nguwdi quanh ho.

Fang Xizheng song tai mot vung nong thon cach Bac Kinh 200km. Anh ta
dang 1ai chiéc xe hang tir ndng trang 1én Bac Kinh vao ngay cudi tuan dé “doi
gi6” va cling dé mua cho gia dinh mot s6 lwgng nhu yéu pham 16n. Hai ngay
tredc, anh dwgc mot nguwdi ban mach rang tai Bac Kinh vira khai trtong mot
ctta hang Wal-Mart c6 gia ban thap hon nhitng noi khac dén 30%.

Fang chi la mot trong doan dai nguwdi do x6 vé Bac Kinh ngay khi Wal-
Mart khai triong cira hang tai day. Sic hit cia hang gidam gia khién rat nhiéu
nguwoi khong ngan ngai cit cong di xa dé mua vé cho minh mot lwgng 16n
hang (du chi dé du trit).

Trong cung thoi diém, cdc cita hang Wal-Mart tai My ciing dang vui
mung trede “ngay thit Sdu vang”. Lugng khach cudi tuan tang dot bién.

Tat ca déu la Wal-Mart!

Nhung sao lai la Wal-Mart?

Xk ok ok

Khi Wal-Mart mé ctta, mét mitc gia thap hon bat dau dugc ap dung. Diéu
nay tao nén mot con dia chan dién cuong déi véi nguwdi tiéu dung. Cho vi duy,
mot mirc gia ban 1é thap duwgc niém yét tai mot noi xa x6i nhu Oklahoma.
Moi ngudi bat dau do xo0 di du lich tiv Tulsa dén Springdale chi dé ghé vao
day mua hang héa. Pay la diéu mau chdt ctia viéc ban hang chiét khau. Loi
nhuan thu dwgc t¢ nhieu mén d6 dugc ban ra sé nhiéu hon 1gi nhuan tw
nhitng mén d6 ban ra it hon va van giir mic gia cdi.

Nhu Sam Walton da cé lan noi: “Sé khong c6 van dé gi xay ra néu ban
(khach hang) dén day va chung ta sé dat dwgc mot su théa thuan 16n”.

Chuing ta dang di dén m6t phwong cham noi tiéng va bat di bat dich caa
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Wal-Mart dé tao nén sy thanh cong hon ntra thap ky qua: “Béan hang tot nhat
v&i mirc gia thap nhat cé thé!”.

Sam Walton ké lai rang 6ng bat dau nghe n6i dén viéc ban hang giam gia
vao khodng nam 1955 khi 6ng nhan diéu hanh mot cita hang cia cong ty Ben
Franklin tai Newport. Khi dé, viéc ban gidm gia bat dau dugc thyc hién tai
cong ty Ann&Hoe do Marty Chase (cha dé viéc ban hang giam gia) khaoi
xuwéng. Nhan ra day la mot chién lwge khon ngoan va c6 twong lai, Sam da di
doc dat nudc va nghién citu vé nhitng mo hinh ban ha gia dang moc 1én.

Ong to mod xem xét, ghi chép, phan tich tit ca nhitng mit wu va khuyét
mot cach nhiét tinh.

That ra bai hoc 6ng nhan duwgc tir viéc ban hang giam gia da dén twr khi bat
dau sw nghiép tai New-port, khi ban... d6 16t vdi gia 1 dola thay vi 1,2 dola.
Lic nay, Sam dang lién hé mua hang v&i Harry Weiner — nguoi diéu hanh
cong ty Weiner Buying Services tai s6 505 dai 16 Seventh. Harry diéu hanh
cong ty bang cach t6i gap tat ca cac nha san xuat khac nhau va liét ké xem ho
ban gi, can mua mén hang nao. Sau do6, Harry nhan don hang va chuyén dén
nha mdy san xuat va an chénh 1éch 5% (mitc gia cé thé chap nhan dwoc). Mot
su tinh cd xdy ra khi Harry dang lién hé ban quan 16t phu nit — loai sgi dan,
hai vach va cé phan that eo bang day chun — v&i gia 2 dola mét tad. V&i mitc
gia cti, Sam phdi ban 1 déla ba chiéc (2,5 dbla/td). Nhung vGi mitc gia nay,
cling phan lgi nhuan nhw vay nhung c6 thé ban 1 dola bon chiéc. Di nhién la
so lvgng hang ban ra nhiéu dén mitc Sam phéi dat hang dé dwa vé ctra hang
minh t6i tap.

bay la mot bai hoc kha don gian nhung cling la kinh nghiém quy gia cho
s khai dau ctia Wal-Mart sau nay. D6 la ban chat cta chiét khau: bang cach
gidam gia, ban cé thé tang doanh thu t¢i mot diém ma ban cé thé kiém dwoc
nhiéu 1gi nhudn hon so v&i khi ban gia cao. Trong ngon ngit ban 1é, diéu nay
nghia la c6 thé giam chénh 1éch gitta gia von va gia ban nhung lai kiém dugc
nhiéu hon.

Ctra hang Nam xu va m6t hao ti€p theo cia Sam tai Bentonville ban mot
ta cap phoi quan ao gia 9 xu, ché gia 10 xu mot coc. Khong nhirng thé, tré em
dén day dugc phat bong bay mién phi. Moi ngudi do x6 dén va tiép tuc kéo
den.

Khong lau sau d6, Sam Walton c6 mot chuyén di New York. Khi vé, ctra
hang chat day dép xang-dan Zori (ngay nay la xang-dan Nhat Béan) véi gia 19
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xu/d6i. Mat hang ban chay t&i mitc... moi nguoi trong thi tran Bentonville
déu c6 mot doi!

Con dwdng ban chiét khau chuyén nghiép ctia Wal-Mart bat ngo lai dén tur
mot s canh tranh.

Gan noi ¢ cia Sam c6 mot chu ctra hang tén la Herb Gibson, von xuat
than tr thg cat téc. Nhung chi véi mot triét ly don gian: “mua gia thap, xép
day hang va ban ré”, Herb da dat dugc thanh cong to 16n tai cac ctra hang &
Abilene, Amarillo, Dalas... Chi dén khi Herb banh trwéng dén noi Sam dat
cac ctra hang va bat dau canh tranh thi Sam budc phai hanh dong. Cé hai con
dwong dé lya chon: ¢ lai nganh kinh doanh ban tap pham (chéc chan sé bi dnh
huwéng bdi lan séng ha gia sap t6i) va mé@ mdt cira hang ha gia. Sam chon con
duwong thit hai!

Khi ctta hang Wal-Mart s6 3 dwgc mé& & Springdale, Sam chat day ba xe
tai chita Prestone (chat chdng dong) vé cita hang va dinh gia 1 dola/

galon. Bén canh dé, thuoc danh rang Crest dwgc niém yét gia 27xu/ong.
Khéch hang dén tdn Tulsa chi dé mua thudc danh rang va hda chét chong
dong, nhiéu dén noi Poi citu hoa chi cho phép cira hang mé cira trong vong 5
phtt, sau d6 khéa kin lai cho t&i khi nhitng nguwdi mua hang & trong di ra hét.

Trong khoang thoi gian do, Phil Green, nha quan ly dau tién ctia Wal-
Mart, bAn mot moén hang néi tiéng nhat trong cac dot khuyén mai cua cong
ty.

Ngay ngay dau tién Phil dugc cir dén mé cita hang tai pho Hot Spring,
bang Arkansas, 6ng chudn bi ngay mot dot trinh dién bot giat 16n chua titng
co.

Ong dit mua vé khoang 3.500 hop bot giit, yéu cau giam gia 1 dola/hop.
Sau do, ong dinh gia ban 1,99 dola/thung (so vd&i 3,97 dola tai cac ctra hang
khac). Lwgng bot giat mua vé duge chat cao thanh mot kim ty thap khong 16
dai 20-30m, cao dén tan tran nha, rong khoang 4m. Vay ma n6 “bién mat” chi
trong vong mot tuan!

Thanh cong tit viéc ban chiét khau ctia Sam thwong dén rat tinh co. Biéu
chinh yéu la khi co hdi ban 1é dén, can phai nam ngay co hoi.

Sam tirng ban mot mdt hang khong thé tin noéi: drap trdi givong Bedmate.
T mot sy mao hiém, 6ng mua mot loat drap trai giwong vé va giam gia, giam
ca mot it 1ai lai. Vay ma chi nam 1980, Wal-Mart ban dwoc 8,5 triéu chiéc.
Ciing twong tu 1a mat hang phich nwéc hay nhitng chiéc keo déo dinh Moon
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Pies (500.000 chiéc, twong duwong 100.000 dola/tuan).

Co thé thoi diém bay gio, diéu nay da trd nén hét sitc binh thwong. Nhung
trong giai doan tién so khai cia Wal-Mart, viéc ban hang chiét khau thuc sy
la dot pha va cuc ky mao hiém doi vGi suy nghi cia da s6 moi ngudi. Bai thé,
Wal-Mart méi c6 diéu kién nam bat dugc twong lai va huwéng dén thanh cong
nhanh chong.

VAN HOA KINH DOANH PANG PUQC VIET LAI!

Trong chuyén sang tham Viét Nam va chia sé kinh nghiém vé&i cac nha
kinh doanh theo 16i maoi ctia Lanh sy quan Australia, Thomas Murell — CEO
cta tdp doan truyén thong va thong tin lién lac 8Mmedia — c6 ké mot cau
chuyén: ngay khi méi vao nghé, lam tai tdp doan ABC (Australia Broadcast
Corp.), du dat dugc mdt s6 thanh cong dang ké nhung cudi cung 6ng cling
gap that bai.

Ly do chinh yéu ma rat 1adu sau 6ng méi nhan ra: chi quan tam dén sy phat
trién cta ban than minh. Rt ra dugc bai hoc xwong mau dé, Thomas bat dau
lai sy nghiép bang viéc gitp do moi ngudi can dén ong va khong né ha bat c
khé khan nao.

Pén khi thiét 1ap 8Mmedia, nhitng ngwoi gitip d& 6ng nhiét tinh nhat
chinh 1a s6 nguwdi ma ong bd thoi gian ra giip dd trong giai doan ho kho
khan.

Pén bay gio thi Thomas Murell da tr& thanh ngwdi noi tiéng va dugce tin
nhiém vao bac nhat cua xit s Kangaroo.

Triét ly thanh cong nay trung hgp mot cach ky la véi phuong cach dé di
dén thanh cong cia Sam Walton. Trong mot 10i tam sy, Sam Walton da tirng
phat biéu rang: “Nhitng doanh nhan van dang c6 gang day gia lén cao & bat
ci* mat hang nao sé nhanh chéng chuéc 1ay that bai. B&i don gian, ho da
khong hé quan tdam dén khach hang va khong dat 1gi ich ctia khach hang lén
trén. Ho la nhitng ké tham lam va roi chac chan sé bi dao thai. Chién lwgc
bu6n ban cda ching t6i la thu hit khach hang bang cach ban cho ho hang hoa
c6 chat lwvgng cao nhat véi gia thap nhat c6 thé. N6 da cé hiéu qua.

Tham chi, rat it nguwoi trong so6 ching toi tin twdng vao y twdng nay ngay
khi md&i khéi nghiép. Vay ma ho da dau tw vao né va trd nén noi tiéng”.

Co thé khang dinh Wal-Mart da thay do6i cach thitc ban 1é néi chung.
Khodng mudi nam tré vé treede tai Viét Nam, han ban chwa bao gio nghi dén
canh twgng nguoi tiéu dung (ma ban la mét trong s6 do) dé x6 vao cac siéu
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thi, ctta hang..., chen chiic nhau lya chon dé mua cac mat hang giam gia cu6i
nam. Vay ma bay gio da c6! Ban ciing chwa bao gio twéng twgng rang minh
c6 thé s& hitu mot chiéc may anh ky thuat so ré dén mirc bat ngd véi do phan
gidi cao trong dip ban hang gidm gia. Vay ma diéu ay da tr& thanh hién thuc.

Nhitng diéu ay dang vé lai canh twgng cuia Wal-Mart titng lam muwa lam
gi6 tai My quoc!

Tién xa hon, c6 nhiéu bai hoc cia Wal-Mart virgt qua pham vi ctia nganh
ban 1é va c6 thé ap dung tai nhiéu nganh kinh doanh khac nhau. Tai tap doan
Wal-Mart, lwong trd cho nhan vién diéu hanh luén it hon tiéu chuan nganh.
Tuy nhién, ho lai nhan dwgc nhitng khoan thwdéng bang c6 phan céng ty cling
nhu so tién khuyén khich ho lam viéc cé lién quan dén két qua kinh doanh
ctia cong ty. Két qua la cong ty hoat dong rat troi chdy va cudc song nhan
vién rat t6t. Bai hoc nay khong bao gi¢ cli. Rat nhiéu nhan vién diéu hanh
dwge nhan mic lwong cao chét vot va ty bang long v6i ban than va “chiéc
ghé” ctia minh. Nang suat kinh doanh cta cong ty sé giam xuong béi nhitng
con nguoi va nhitng tinh toan nhw vay.

Ai da ti'ng quan tdm dén Wal-Mart déu nhan ra mot bai hoc ma cong ty
nay, cling nhw chinh nguwoi sang 1dp ra né6 — Sam Walton, mang dén: chap
nhan boi ngwgc dong. Cho dén tan cudi doi, Sam Walton van con nhd nhw in
va thuwong nhac lai cau chuyén khi bat dau mé& mot ctra hang tai Bentonville.
Khi dén day, tinh cd Sam nghe dwgc cau chuyén cida hai cu gia. Ho ca rang,
trong vong 60 ngay, ctrta hang nay sé€ phai “sap tiém” nhu nhitng ctrta hang
ti'ng ma& ra roi “chét yéu” tredc d6. Thé nhung cra hang nay khong nhitng
ton tai dwgc ma con vuon 1én nhanh chong, dat doanh thu cao nhat tai khu
vure. Bai vi Sam da “boi ngugce dong”, ra nhitng quyét dinh bat ngd, hiéu qua
va cyc ky ngoan muc.

“MGt ctta hang gidm gia ton tai & mot thi tran dwdi 50.000 dan w? That la
mot tro dua”. Néu muon thanh cong nhw Wal-Mart, 16i khuyén 1a: chap nhan
nhitng 101 giem pha, ché giéu va di theo con duwdng ban cho la ding dan nhat.
Két qua sé chitng minh va thuyét phuc tit cd moi nguwdi. Néu moi ngudi dang
di theo mot cach, diéu nay da tao ra mot co hoi khac cho nhitng ngwdi chap
nhan “boi ngugc dong” dé tim dén vinh quang. Puong di sé khé hon, tat
nhién. Nhung thanh cong sé dén nhanh va bat ngd hon du kién.

C6 mot cau chuyén tai Viét Nam ma chac rang nguoi thye hién né phai cé
du diing cam va liéu linh 1am md&i dam “boi ngugc dong” nhu thé. Giai doan
mdi ra treong, mot ngwoi thanh nién tén Hoang Quoc Viét chi 1a ngwaoi di 1lap
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rap thué may tinh, 1dy cong lam 10i khap noi trong thanh pho.

MGt ngay anh gap mot nguwoi quen giau cé va nhan duge cau héi: “Néu
bady gig c6 trong tay 50 triéu, anh sé lam gi?”. Cau hoi twdng chirng dé tra 1oi
lai tré nén qua kho6 dwa ra dap an. Suy nghi nhiéu dém lién, cud6i cung anh
dén gdp ngwoi nay va trinh dé an md cong ty dé vay s6 tiéen d6. Bé an nay la
mot budc dot pha tai Viét Nam ma truedc dé chua ai titng nghi dén: Bénh vién
mady tinh Nguyén Hoang, chuyén stra chita hong héc, thay thé cac bé phan
may tinh... Gio day thi Hoang Qudc Viét da trd nén giau cé nhung trong dau
anh van lu6n tén tai mét mong mai: chi can maét ban tré bat ky nao dé dén
gdp anh, trinh bay dé an, chap nhan phan bién va thuyét phuc dwge anh, anh
sé cho vay von khong thoi han dé dwa dw an dé vao thuc té!

Du sao nhitng bai hoc trén day van chi la nhitng “di san” ma Sam Walton
dé lai cho cac thé hé khac tiép ndi. Diéu quan trong hon la mét s6 budc di lan
nhitng chién lwgc ma Wal-Mart vach ra va thyc hién sé khién ca thé gidi bat
ngo trong... twong lai.

Sam Walton tin rang, khi cach thitc thyc hién hoat dong kinh doanh trén
thé gigi khac di nhiéu trong thoi dai kinh té toan cau mdi, ching sé phan anh
nhitng cach kinh doanh ma Wal-Mart tirng s

dung. Ong duy béo ring, trong twong lai cdc cong ty thanh dat s& 1am theo
nhitng gi ma Wal-Mart ludn c6 gang lam: trao ngay cang nhiéu trach nhiém
c6 tinh quyét dinh cho nhitng nguoi tiép xtuc véi khach hang thudong xuyén.
Chinh nhitng ngudi nay la nhitng ngwoi biét ré rang nhat khach hang dang
muon gi, can gi va nén thay doi theo hwéng nao dé cé thé dap trng nhu cau
khach hang tuyét voi nhat. Nguwoi quan ly gioi nhat phai la nguwoi tin twdng
ho, biét tap hgp nhitng y kién nay lai va ra mot quyét dinh chung, phé bién
cho moi ngwoi thye hién. Tré tréu thay, mot so that bai cia Wal-Mart trong
giai doan phat trién sau nay cang chitng t6 10i Sam tién doan la hoan toan
chinh xac.

Tai Pitc, phong cach song ctia nguoi dan kha khép kin, khong quen véi
nhitng nu cwdi niém nd hay thai do giip do nhiét tinh ctia nhan vién ban hang
siéu thi. Ho tr& nén nghi ngo va té vé kho chiu tredc nhitng diéu méi mé nay.
Tai Han Quoc ciing thé. Khi khai trwong ctra hang dau tién vao nam 1998,
nguoi tiéu dung un un kéo dén dé chiém nguwong nhitng nti hang cao ngat,
ngon ngon dugc bay bién trong ctra hang (phuwong cach giip Wal-Mart thu
hit sy chid y va dat dugce rat nhiéu thanh cong). Nhung nguoi tiéu dung Han
Quoc lai “di tng” vdi cach bay bién nay. Cac ba ndi trg can mot nguwdi hudng
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dan chit khéng phai cac ké hang lanh lung, v6 cam, ngon ngon hang héa. B6
la Iy do chinh yéu khién Wal-Mart phai r&i bo thi treong Han Quoc, nhwong
manh dat mau m& nay lai cho Shinsegae, mot tap doan ban 1é dia phuwong
chiém linh.

Hai 1y do c6 vé trai nguwgc nhau tai hai quoc gia lai di dén mot két luan
chung: chi khi nao nhitng nguwdi trén “chién tuyén néng bong” — cach goi
dung cho nhitng ngudi tryc tiép tiép xic véi khach hang — danh gia ding nhu
cau cuia nguoi tiéu dung va dwa ra cach giai quyét phu hgp thi cong ty méi
thanh cong duwgc. Nhitng tap doan cang 16n, sitc banh truéng cang rong thi
vai tro

cia bo phan nay cang cao. Quan tam dac biét dén nhitng ngudi nay la
cach lam ngay cang nhiéu cua nhitng tdp doan 16n (3M, Hewlett Packard...)
va sé la cach lam pho bién ctia da s6 nhitng cong ty 16n trong thoi dai méi.

3k 3k 3k

Wal-Mart c6 mdt quy tw thién ndi tiéng dwgc lap ra: Wal-Mart Srores Inc.
Quy twr thién nay c6 muc dich giip d& nhan vién, tré em va cong dong (noi
Wal-Mart dat chi nhanh) ciing nhuv tai trg vé tai chinh va nhan sy cho céac
hoat dong ttr thién cia minh. 170 bénh vién cho tré em da dugc thanh 1ap tai
My. 140 trieu dola/nam dugc Wal-Mart trich ra cho quy tu thién, khoang 70
triéu dola cling dwgc Wal-Mart ditng ra quyén goép tir khach hang. Diéu nay
khién tén tu6i Wal-Mart cang tr@ nén uy tin hon bao gio hét.

Thomas I. Friedman, tac giad cia Thé gi¢i phang cung Chiéc Lexus va cay
oliu, hai cudn sach noi tiéng viét vé tién trinh toan cau héa tirng néi vé Wal-
Mart: “Vé&i Wal-Mart, d6 1a mot sy doi méi vi dai. N6 khong lam nén moi
tht, nhung dem nhitng san pham dén toan thé gidi véi mot mire gia thap
khong thé tin dugc. Ho da lam diéu d6 nhu thé nao?

D6 1a mot chudi cung cap toan cau tao nén mot hiéu qua nguyén ti.

Wal-Mart doi véi toi 1a dién hinh cia mot sy kién phi thuong trong thé
gigi phang. Toi sé goi diéu nay la “si hon don phitc tap trong mot thé thong
nhat”. Toi cling phdi ké cho ban nghe diéu nay.

Nhitng nguwoi tiéu dung t6i biét rat yéu Wal-Mart.

Ho c6 thé dén Wal-Mart va mua dugc nhitng hang héa that sw chat lwgng
vdi gia ca that sy thap.

Nhitng c¢6 dong ctia Wal-Mart ma t6i biét cling rat yéu quy cong ty nay.
Trong khi do, da so6 dan thanh thi lai ghét Wal-Mart. B&i vi, Wal-Mart
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thuwong lo liéu dén khoang 40% sitc khoe ctia ngudi lam cong tai Wal-Mart.
Khi mdt ngwoi lam cong tai day bi bénh, ho sé lam gi? Ho dugc dwa dén
phong cdp citu dac biét cia mot bénh vién. S€é c6 nguwdi tra thué dirng ra tra
vién phi ctia ho. Hang x6m cta t6i lai té ra kha ling ting va boi réi trudc
Wal-Mart. Boi r6i vi nhitng cau chuyén don dai vé cach doi xit khac biét véi
phu ni. B6i r6i vi cau chuyén don dai khac vé viéc Wal-Mart ap ché nguoi
lam cong ctia ho dém nay sang dém khac. B6i r6i vi so tién ho trd cho mét s
ngwoi lam cong cua ho. Vi thé nén t6i goi Wal-Mart la “sw hon don phitc tap
trong mot thé thong nhat”, béi c6 dong va khach hang cam thay khac, nguoi
thanh thi cam thdy khac, hang xém cta t6i lai thy khac...”.

Cho du c6 bat ngo nhw thé, Thomas Friedman cling phai cong nhan sy
phat trién “khong thé tin n6i” cia Wal-Mart. Ong cting khong thé chdi cai
dwgc mot diéu rang: Wal-Mart 1a mét trong so it nhitng cong ty tai My duwoc
nhiéu ngwoi chen chan xin vao lam viéc nhat. Hién Wal-Mart c6 gan 5.000
siéu thi trén toan thé gidi va thu hit khoang 20 triéu ngudi dén mua sam moi
ngay.

Tai My, hon 80% ho gia dinh mua it nhat vai san pham, trong moi nam, ti
Wal-Mart.

Néu mot ngay ban mé mat ddy, di dao b6 va thdy mét cira hang Wal-Mart
bat ngd moc 1én ngay khu pho minh &, hay dirng voi sttng sot. D6 1a mot diéu
hét sitc binh thwong vGi toc dé banh treéng cia Wal-Mart ma théi.

Va khi ay, ban da tréd 10i dugc cau hoi: “Sao lai la Wal-Mart?”.

NHUNG GIAI POAN PHAT TRIEN PANG CHU Y CUA WAL-MART
1962 M& ctra hang dau tién tai Rogers, Arkansas.

1962: 1969 Két hgp cac cong ty thanh tap doan Wal-Mart, ngay 31.10.

1969: 1972 C6 phiéu Wal-Mart niém yét trén thi treong chitng khoan
1972: 1983 Cau lac bd cua Sam dwgc mé dau tién tai thanh pho Mid-1983:
west, Oklahoma.

1987 Wal-Mart hoan thanh hé théng thong tin lién lac tw nhan 1987: 16n
nhat tai nwéc My.

1988 Siéu thi dau tién dwoc ma tai Washington, Missouri.

1988: 1990 Wal-Mart tré thanh tap doan ban 1é 16n nhat quoc gia.

1990: 1991 Ctra hang Wal-Mart dau tién & nuwéc ngoai dwge khai sinh
1991: tai Mexico City (Mexico).
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1994 Wal-Mart danh bai 122 ctra hang ctia Woolco tai Canada.

1994: 1996 Wal-Mart di dén ky két thoa thuan thanh lap chudi ctra hang
1996: tai Trung Quoc.

1997 Wal-Mart thay thé Woolworth tai Dow Jone.

1997: 1997 Wal-Mart tré¢ thanh noi cé nhiéu nhan vién nhat nuwéc My,
1997: v6i 680.000 nguoi.

1997 Wal-Mart c6 lgi nhuan 100 ti dola/nam.

1997: 1999 Wal-Mart c6 1.140.000 nhan vién, tré thanh tap doan c6 1999:
sO lwgng nguwdi lam 16n nhat thé gidi, vuot 1én tdp doan ADDA (229 ctra
hang tai Vwong quéc Anh).

2003 Wal-Mart dat dwgc 1,52ti dola/ngay vao “Ngay thit Sau 2003: den
duai”.

2004 Wal-Mart mua siéu thi Amigo tai Puerto Rico véi gia 17

2004: triéu dola.

2004 Nhitng nhan vién cua Wal-Mart tai Jonquiere, Quebec, Canada
2004: bau c thanh 1ap céng doan Wal-Mart dau tién & Bac My. Nam thang
sau, Wal-Mart loan bao dong cwra hang.

2005 Wal-Mart m@ trang web www.walmartfactts.com trong mot 2005:
chién dich quang ba trong mét no lwc chong lai nhitng ngudi chi trich.
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Chuong 3.
TRIET LY “MOT POLA”

“Chi khi biét danh gia ding gia tri cta, du chi, mot dong dola, lic dy mai
c6 thé thu vé nhitng dong doéla khac”.

Sam Walton

C6 mot cau chuyén don dai vé Bill Gates — 6ng cha Microsoft — duwgc rat
nhiéu nguoi trén thé gidi biét dén: néu Bill dang budc di trén duong va trong
thdy to 100 dola ai d6 danh roi, 6ng sé khong cti xuong nhat 1én. Béi véi thoi
gian do, Bill c6 thé lam ra s6 tién gap nhiéu lan gia tri caa to tién 100 dola
nay.

D6 chi la mot cau chuyén dugc théu dét dé néi lén lwgng tién khong 16
Bill Gates tao ra. Bung la gia tri cia 100 dola doi vdéi nguwdi giau nhat thé gidi
thi chang thdm thap vao dau. Nhung chuyén nhat tién hay khong thi khong ai
c6 thé bao dam duoc.

Nhung cé mét cau chuyén thye té hon nhiéu.

Vao khodng dau nam 1992, nghia la thoi diém Sam Walton — ngudi tirng
duwgc tap chi Forbes bau chon la Ngwoi giau nhat nwéc My nam 1985 — con
diéu hanh Wal-Mart tredc khi mat, doanh thu cta Wal-Mart da 1én t4i 1 ti
doéla/tuan. Nhuw vay, mot phut Sam Walton c6 trong tay khoang 100.000

dola. Véi so tién thu vé nhw vay, gid st c6 bat gap to 100 dbla danh roi
trén dwong, Sam Walton c6 mat thoi gian cti xuong nhat 1én hay khong?

Chac chan la c6!

%k k 3k

DPay la mot cau chuyén thyc té€ ma nhiép dnh gia Stephen Pumphrey ké lai:
“T6i nhé mai canh twgng mot l1an, khi to6i dang chuan bi chup anh Sam ditng
trén duwong bang tai mot san bay nho tai Missouri.

Ong dy dang nhin duwong bang va t6i lam nhw vo tinh danh roi dong 5 xu,
roi quay sang danh ca véi trg 1y cta toi “Hay xem liéu ong ta c6 nhat né l1én
khong?”. Mdy bay dang cat canh va ha canh, con Sam thi voi buéc t6i, chuan
bi tw thé nhw dé chup mot bitc anh khac. Ong néi: “Anh muén tdi ditng phia
nao trén déng 5 xu d6?”.” Con day la cau ndéi cia Bud Walton — em trai Sam
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Walton — vé viéc nay: “Khi mot dong xu (chi mot dong xu) nam trén duong
pho, c6 bao nhiéu nguwdi sé nhdt n6 1én? Toi dam ca la t6i sé lam diéu d6. Va
chac chan Sam ciing sé lam y nhu vay”.

Mot ty phu phi thoi gian chi dé cti xuong nhat 1én mot dong xu nhé nhoi
trong giong nhu mot diéu ngdc nghéch. Ciing sé khong cé nhiéu ngudi tin
vao diéu nay. Nhung s that 1a nhw thé. B6i v6i Sam Walton, bai hoc dé danh
gia “gia tri mot dong dola” luén dm anh trong qua trinh kiém tién ctia minh
sudt doi. Chi khi biét danh gia ding gia tri cia mdt dong dola, ldc ay mdi co
thé thu vé nhitng dong dola khac.

Co 1€ 1y do quan trong nhat khién tinh cadch nay cia Sam ciing nhv nhitng
nguoi trong gia dinh bat

nguon ti chinh cudc song day khé khan lic nho.

Thoi ky tudi tho ctia Sam roi vao giai doan dai khung hodng ctia nuwéc
My. Gia dinh Sam ciing nhu nhiéu gia dinh khac déu chiu dnh hwdng nang
ne.

B0 ctia Sam — 6ng Thomas Gibson Walton — ciing chiu that nghiép trong
giai doan dau ctia cudc khing hoang. Ong danh phai vao lam viéc tai cong ty
cta anh trai, cong ty cam do, thé chap tai san Walton 1a cong ty con ctia Cong
ty bao hiém nhan tho Metropolitan. Vao thoi ky 1929-1931, 6ng phdi lay lai
hang tram trang trai t& nhitng nguwoi chu s@ hitu lau doi nhung vi kho khan
phdi dem di cam c6. Cé6 mat cung bé trong nhitng chuyén di khé khan nay,
Sam thyc sy chitng kién mot hinh anh day bi tham, nhitng giot nwdc mat cta
nguoi tirng 1a chtt mot nong trang nay khong con “manh dat cim dui”. An
twgng nay in dam mai vao tam tri ctia cau bé Sam va nung nau cho anh quyét
tam khong bao gio phédi d6i mat vdi tinh canh nay trong cudc doi.

Tt nam hoc 16p 7 cho dén khi hoc tai truong Pai hoc Columbia, Sam
Walton van duy tri déu dan viéc ban bao dé nuéi song ban than minh va nuoi
dudng y chi ty 1ap. Viéc tich cép tirng dong xu 1é mot tir tién 161 anh huwdng
manh téi Sam va tao cho 6ng mot dic tinh tiét kiém cho dén cubi doi.

Khi kiém dwgc nhiéu tién, rat nhiéu nguwdi bién cudc séng thanh xa hoa.
Ho phung phi tién bac mua du thuyén, xe hoi hién dai, lam nhitng tro dién ro
va nhanh chong néi tiéng. Con Sam, 6ng song kin dao va tiét kiém dén mic,
khi tap chi Forbes bau 6ng la Nguoi giau nhat nwéc M§, nam 1985, cac tQ
bao va truyén hinh khdp nuwéc méi bit dau dit cau hoéi: “P6 1a ai?”, “Ong ta
song ¢ dau?”! Cau chuyén hai hwdc nhat 1a khi tat ca cac t¢ bado khap nuwéc
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My¥ dang tdi hinh danh chup 1én 6ng ngo6i cat toc tai mot civa hiéu nho nhoi, t6i
tan tai quang treong thanh pho khong lau sau dé. Béi vi ho khong biét tinh
cach ctia Sam! Day la mdt tiém cat téc quen thudc cia 6ng vi né cat dep va
gia ca phdi chang. Bao dang 1én, 6ng ngita mat kéu troi: “Tai sao tin t6i cat
toc lai 1a tin néng? Vay thi t6i phdi cat toc ¢ dau day ngoai tiém cat téc?”.

Tham chi, khi moi nguwdi don dai vé sy giau c6 khong thé twdng tuwgng
dugc cta Sam, 6ng con chang nghi nhw thé! Triét ly cia Sam don gidn goi
gon nhu thé nay: néu nhan gia c¢6 phiéu cia Wal-Mart vGi s6 lwgng ma Sam
Walton va Helen Walton (vo 6ng) nam gitt thi ho cé khodng 20-25 ti déla.

Nhuwng Sam khong coi né 1a caa minh! Vi ong, khi 6ng con cé viéc dé
lam thi c6 phiéu Wal-Mart van nam ding cho ctia né. Chi thé thoi! Sam kich
liét phan doi viéc nhitng ty phu khac khi giau cé do6 tién ra mua du thuyén,
hon déo... ro6i ban lai c6 phiéu ctia minh, sau d6 chap nhan ng6i nhin canh
ching bi bon rt, kiét qué con cong ty thi ditng bén bo vurc pha san.

V6i Sam, tién khong c6 nghia 1a sy giau c6! Ong can nha cta, c6 nha cia.
Can may bay di dén cac ctra hang, c6 may bay. Can nhitng con ché san chim
dé di san ban, c6 choé san chim. Can di du lich, c6 thé di du lich. Can c6 diéu
kién gido duc con cdi, c6 thé giri chiing dén nhitng ngoi treong t6t nhat... B6
la sy giau c6. Thé la da! Puwong nhién moéi ngwdi c6 mét cach song va cach
stt dung tién khac nhau nhung day la mot triét 1y vé tién bac ding dan.

Vay ma cé mot cau chuyén khé tin cia David Glass — nguyén tong giam
doc ctia Wal-Mart — ké vé nha ty phu ndi tiéng giau cé nhat nhi trén thé gidi
nay sé khién moi ngudi sttng s6t. Mot 1an, anh ciing Sam di tt New York dén
Columbus, bang Ohio dé gdp nhitng doi tac thuwong mai tai cong ty The
Limited. Bat ngo tai san bay, Sam hoang hot: “T6i khong cam theo tién, anh
c6 khong?”. David rut ra hai to 20 dola va Sam vay mot to! David da ting
phai thot 1én: “Néu téi khong doc cac ban bao cao giao dich chitng khoan, t6i
nghi la 6ng ay da khanh kiét!”.

Moi lan di cong tdc, Sam va cong sur luén & chung trong mot phong tro ré
tién va an tai nhitng quan an binh dan nhat. Tham chi, c6 lan tai Chi-cago, ca
tdm nguoi (bao gom cd Sam) chi thué mét phong tro khéng 16n 1am trong
mot chuyén di mua hang. Ho khong bao gio di taxi va luon phdi tuan theo
mot phuwong trinh dinh san: chi phi khong bao gio duwgc vugt qua 1% lwgng
hang mua veé. Tat cad déu tham nhuan tw twdng rang ho dén day khong phai dé
dao choi. Chang ai c6 thé nghi dé 1a 6ng chu cia mot cong ty lam an kham
kha nhv Wal-Mart.
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Khéng phai la Sam Walton keo kiét! Hay nghe triét 1y cia ong doi v6i van
de tién bac: “Poi khi moi nguwdi c6 héi t6i la tai sao lai ¢ trong mot phong tro
ré tiéen nhw thé khi ma Wal-Mart da dat dén doanh thu trén 50 ti dola. That
don gian! Vi chung t6i biét cach danh gia gia tri cia dong dola. Chung toi
dwgc giao nhiém vu tén tai dé cung cdp gia tri cho khach hang cia minh.
Diéu 4y c6 nghia la ngoai chat lvgng va dich vu, ching t6i phai tiét kiém tién
cho ho. Moi khi Wal-Mart tiéu xai mot déla hoang phi, nghia la tiéu di s6 tién
lay tir tti cua khach hang. Rat nhiéu cau chuyén xa hoa dang dién ra tai
nhitng cong ty thanh cong khac. Nhiéu tong giam doc chi ngbi chot vét trén
cao va khong quan tam dén bat ctt ngudi nao.

Dbiéu nay khién t6i buén long. D6 la mot trong nhitng sai trai cia gigi kinh
doanh My ngay nay!”.

Bai thé, Sam Walton ludn lo lang vé thé hé twong lai ctia nha Walton. Vi
khi thé hé nay 16n 1én, ho da dugc thira hwdng mot gia tai va mot nén tang
khong gi c6 thé t6t hon. Sam khong thé bat cdc con minh phai di giao bao
moi sdng nhw dng trude kia. Ong cling khong thé bt cadc con minh thirc hién
nhitng buwdc di ctia minh lic trede. Piéu ay la phi thuc té. Nhung thé hé sau
cta 6ng c6 thé bién thanh “mat 1d nha giau vo cong roi nghé” la s that. Bai
vay, song song v&i viéc diéu hanh cong ty, cong viéc ma Sam ludn quan tam
trong ca cudc doi minh la day do, cham séc, tao ra cho con cai mot nén tang
gido duc vitng chac. Nhitng ngudi con, tir khi sinh ra, 16n 1én déu phai hiéu
mot triét 1y: “Chi cé thé giau c6 bang viéc tiét kiém va lam viéc cat lyc”.

“T6i khong nghi nhitng ngoi nha 16n va nhitng chiéc xe hoi bong 16n la
van héa cia Wal-Mart. Cé nhiéu tién la rat t6t. Toi thay mirng néu vai nguoi
con kha tré tudi trong s6 nay c6 thé nghi ngoi va di cau céa thw gian. Nhung
néu ban qua buéng tha ban than minh vao cudc song nhu thé, thi phdi ra di,
bdi vi ban da quén mat nhiém vu minh can quan tdm dén: phuc vu khach
hang”, Sam Walton.

Nhung ban tinh tiét kiém ctia Sam khong phéi bao gio cling ding dan.
Ong thira nhan ring c6 mot s6 van dé phat sinh ti* d6 1a khéng hop 1y. Vi du
ro rang nhat la ban dau 6ng tra cong khéng cao cho ngudi lam, chi quan tam
nhiéu hon dén nhitng nguwdi quan ly. Mitc lwvong Sam tra lic ay cho céac vién
thw ky “kho c6 thé dam bao tot cude song cho gia dinh”, Charlie Baum, nhan
vién quan ly ctra hang & thi tran Fayette, ké lai khi tiép quan ctta hang ma
mtutc lvong cua nhan vién chi la 50 xu/gio.

“Mttc lwong nay la hoan toan phi thyc té!”. Charlie tuyén bd nhw vay va
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tang lwong 1én 75 xu/gid. Sam goi dién chi trich va r6i cling phai chdp nhan
mutc lwvong tang 1én nhuw thé.

“T6i khong nhé ro la minh da chat ché dén thé nhung Charlie da lam
ding. Nhitng ngay nay la nhitng ngay dau cudc kinh doanh, va t6i da qua
ganh dua ma quén mat mot chan ly t6i quan trong: lwong van la mét thanh
phan quan trong nhat trong tong chi phi hoat dong. Va chi phi hoat dong
chinh 1a mot trong nhitng diéu cot yéu can quan ly chat ché dé dam bdo lgi
nhuan. Lic nay t6i ludn 4&m dnh mic 1gi nhuan it nhat 6% va dén bay gio toi
van con ay nay vi diéu do.

Toi cling da khong nhan ra dwgc mot diéu nghich ly: “Cang chia sé nhiéu
lgi nhuan cho cac cong sv thi cang nhiéu lgi nhuan dé vé cong ty”. Tai sao lai
nhu thé? Béi vi cach ngudi quan ly doi xtt véi cong sy cling sé la cach nguoi
cong s doi dai lai khach hang cta ho. Phai c6 day du tién lwong, wu dai, tién
thwdng..., nhitng nguwdi cong sy mdi hét 1ong phuc vu cho cong ty, ma ré rang
nhat 1a phuc vu muc tiéu ctia céng ty: xem khach hang la s6 mot.

Khi 4y, lvgng khach hang than thiét sé tang 1én nhanh chong vi nhitng
nguoi cong sw nay doi dai véi ho tdt hon rat nhiéu so véi nhiéu ctra hang cua
cong ty khac”.

Helen Walton, nguwdi phu ni gan b6 cudc doi véi Sam, ké lai: “Khi chiing
toi di nghi va dang ngoi trén mot chiéc xe, chiing téi ban vé mitc 1gi nhuan
Sam dang kiém dwgc va néi vé mic phic lgi, mitc lwong ma nhan vién cao
cap dugc huwdng trong céng ty. Sam thtra nhan nhan vién lam viéc khong
duwgce hudng bat ky phic 1gi nao. To6i néi rang viéc nay sé khién nhitng nhan
vién gidi nhat ra di, trtt nhitng ngwoi “dong hoi dong thuyén”. Ban dau, Sam
khong dong y diéu nay. Nhung cudi cung anh ay cling nhan ra ding la nhw
vay”.

Khéng qua khé dé nhan ra rang: chang c6 ai day cho Sam vé nhitng triét
ly nay cd. Budc vao kinh doanh véi viéc bat dau khong mot xu dinh tdi, Sam
ct thé tich Iy kinh nghiém, khong ngtrng hoc hoi va tién buwéc theo hoach
dinh ctia minh.

Chi c6 vay! Va lai, luon ludn trong cudc song, thoi gian dau sy nghiép,
Sam phdai doi mat véi ganh nang ng nan qua nhiéu cung véi viéc hap tap,
néng voi dat dwgc mot két qua nao dé. Sau nay, Sam phat biéu rang minh tiéc
nuoi nhat 1a chi khi ¢6 phiéu dugc phat hanh céng khai nam 1970, 6ng ma&i
chia sé 1gi nhuan cho cac cong su.
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Dbiéu nay dan dén mot hau qua ma cho dén ngay nay Wal-Mart van lu6n
vap phai: viéc thanh 1ap cac cong doan tai cac ctra hang dé tranh dau quyén
lgi. Va cho du, nguyén tac bat di bat dich cia Wal-Mart la khong cho phép
thanh 1ap cac cong doan thi khi dat chudi siéu thi tai Trung Qudc, ho van phai
nhuong bo. Viéc va cham gitta cong ty va cac cong doan luon la vach ngan
16n nhat gitta ban quan ly cong ty va nhan vién qua cac thoi ky. Mac du cong
ty thwong thang thé va ngan cam viéc moc 1én cong doan nhung diéu nay lam
cho Sam Walton rat nang long. May man thay, 6ng tim ra tit d6 mot chan ly
va lam hét sttc minh dé hoan thanh chén ly dé.

“Bat c khi nao thue sy gap kho khan, hay xuat hién kha nang sap sira
thanh 1ap mot cong doan, c6 nghia la doi ngli quan 1y cua ching toi da that
bai. Chuing t6i da khong biét cach lang nghe cong sw hoac da doi xu khong
tot v6i ho. T6i chac chan rang: hé nhan vién ditng 1én phat biéu ho muén c6
cong doan co nghia la ban quan ly da thyc hién cong tac giam sat va cong tac
v0i nhan vien qua kém coi”. (Sam Walton).

Khong cé nhiéu ngudi dam nhin thang vao sy that nhw vay! D6 1a dic tinh
dang quy ctia Sam Walton. Ciing nhd diéu nay ma ong da tim ra dugc cach
gidi quyét mot sy viéc twdng nhu sé nd tung.

Ngoai viéc ban dau thué mot luat sw va thang kién, Sam Walton dwa ra
thong diép: “Cong ty ching ta khong can dén cong doan. Nhung ching ta
vitng manh vi sy viéc vira xdy ra. Cac ban la doi tac ching t6i. Chuing t6i hita
sé cdi m& lang nghe y kién”.

Ciing trong thoi gian nay, Sam tim ra mot y twéng ma theo 6ng la quyét
dinh thong minh nhat tirng c6 tai Wal-Mart: goi nhan vién la “cong su”.

Tw “cong sy” chi nhitng ngwoi lam thué trong cac cra hang, cac trung tam
phan phéi va trén xe tai (da s6 dwgc nhan tién cong theo gid). Sam ndy ra y
twong nay rat tinh cd khi di xem xét mgt tam bang hiéu ctia cong ty Lewis.
Sy viéc twdng chirng nhw rat nhé nhat nhung long tin cta nhan vién v6i Sam
duwgc nhan 1én rat nhiéu. Uy tin cia 6ng dan dan dwoc cling co.

Nam 1971, khé khan dugc thao g&. Chuong trinh chia lgi nhuan cho tat ca
“cong su” bat dau duoc trién khai. T4t ca nhitng ngwdoi lam viéc trong cong ty
it nhat mot nam va nhitng nguwdi lam dua tiéu chuan 1.000gio/nam déu dugc
hwéng quyeén lgi chia 1gi nhuan theo ty 1€ phan tram nhat dinh.

Binh thwong, Wal-Mart trich khoang 6% lwong vao chuong trinh chia 1gi
nhuan. Tham chi, khi r&i khdi Wal-Mart, cong su nao ciling sé nhan duwgc s6
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tién nay bang tién mat hodc c6 phiéu. Va cling béi Wal-Mart luon an nén lam
ra, gia tri c6 phiéu thuong xuyén tang l1én nén s6 nguwoi roi cong ty rat it. Mirc
chia lgi nhuan nhw vay rat hap dan nén s6 ngwdi mudn xin vao lam viéc tai
Wal-Mart ngay cang nhiéu. Bén canh do, thong tin vé 1gi nhuan ctia cong ty
duwgc niém yét cong khai. Sam ciing tao diéu kién cho cac cong sy dwgc mua
co phiéu ctia cong ty va so0 nhan vién mua co phiéu thwong dao dong trong
khoang 80%. Da phan ho déu trd nén giau c6 khi dén tudi nghi huru.

“Khi mot ngwoi nao do tai Philadelphia, Missis-sippi ngau hitng nhay 1én
xe va lai dén Bentonville, kién nhan chd dgi chu tich thi anh ta sé gap. C6
bao nhiéu vi chu tich ctia mot cong ty tri gia 50 ti dola san sang gap tat ca
nhitng cong sy cua minh. Khong nhiéu dau!”, David Glass, nguyén chu tich
cua Wal-Mart, néi.

Bé&i vi Wal-Mart la mot doi ngii!

“Cho t6i chit W Cho t6i chit A Cho t6i chit L. Lam thanh mot ddu gach
ngang (moi ngwoi cung nhady diéu Twist lam dau gach ngang) Cho t6i chit M
Cho t6i chit A Cho t6i chit R Cho t6i chit T Banh van la gi?

Wal-Mart!

Panh van la gi?

Wal-Mart!

Ai sé la s6 m6t?

Khéch hang!” Ban dang xem mot doan phim quadng cdo vé Wal-Mart?
Khong hé! D6 chi 1a mot hoat dong Sam Walton nghi ra dé khoi ggi long
nhiét huyét va c6 vii tinh than nhan vién ctia minh. Nhw nhiéu t& bao tirng
thuat lai quang canh nay: “MGt trong nhitng chién lwgce t6t nhat ma Sam
Walton lam cho Wal-Mart 16n manh la lam vwa long khach hang va cho ho
cam thay tuyét voi khi dén va thdy cdch van hanh Wal-Mart. Ong &y tin
twédng rang ho sé quay trd lai khi thay thich tha v6i moi treong lam viéc &
Wal-Mart. Ong dy luon tao ra khong khi thoai mai moi khi c6 thé. Lay vi du:
moi sang thi

Bay déu c6 cudc hop tai tru s& chinh cia cong ty tai Bentonville. Moi
cong nhan tai cong ty déu chu y c6 vii. Tai cudc hop nay, thong bao va ké
hoach m@i dugc dat 1én ban ban bac. Twdng nhw qui trinh nay sé gay ra buon
chan, nhung ¢ day thi khéng. Khi bat dau cudc hop, bai hat ¢6 vii Wal-Mart
dwgc cat 1én. Tat ca moi nguodi trong phong, tit the ky dén quan ly, nguoi
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ditng dén ngudi trinh dién déu cat vang bai ca co vii cia ho: Wal-Mart, Wal-
Mart...”.

Va con “dién r6” hon, budi sang thit Bdy c6 thé chitng kién moi hanh
dong khong thé twong twong noi. Vi ké lai cau chuyén con Itra va qua dwa hau
cho tap chi Fortune, David Glass bi budc phai doi mii rom, mac quan yém va
cudi Itra di vong quanh khu do xe. Ngay trong tuan, hinh anh vi cha tich Wal-
Mart cudi lra doi mi rom dugce dwa 1én trang bia cta Ban tin civa hang giam
gia. Ngay ca Sam-Walton cling phdi mdc vay c6 va nhay diéu hu-la trong
bubi sang thit Bay vi thua cudc. Nhitng ctra hang tai cac thi trdn ciing luén to
chitc nhitng cudc thi khong giong ai: hon lgn, gidu may anh, an banh Mat
trang... cling nhw khoi day cac 1é hoi truyén thong cia dia phwong. Diéu nay
néi 1én diéu gi? Ngoai nhitng ndi dung xoay quanh chuyén kinh doanh, Sam
Walton con biét thoi vao khong khi von di ndng né nhitng hoat dong vui nhon
dé khich 1é tinh than nhan vién. Ong khong muén cic cong su’ ctia minh phai
di dén cudc hop v6i bo mat nang né, lo au... Biéu nay dwgc Sam goi la “mot
nén van héa Wal-Mart”.

Co6 1& chung ta da di kha xa cau chuyén ban dau ctia chvong sach nay.
Nhung nhitng cau chuyén dwgc néu trén khong hoan toan tach roi vi “ty phua
khong tién” Sam Walton. Tt mot tinh cach dac biét, kéo theo nhitng tinh
cach khéc nita. C6 khi n6 da c6 san trong ban chat ctia 6ng. Cé khi né dugc
phat sinh trong qua trinh diéu hanh va phat trién Wal-Mart. Luén c6 mot diéu
dong lai: day chinh la nhitng manh ghép ctia mot con ngwoi phi thwong, biét
tao ra moi sy bién dong, ra nhitng quyét dinh tdo bao, dap lén trén thac ghénh
dé tién tGi thanh céng. Ai tirng c6 co hoi tiép xtc véi ong déu yéu quy con
nguoi dac biét nay. Cé 1é khong 10i ca tung nao vé ong co thé xitng dang hon
16i cia Herry Cunningham — sang 1ap vién Kmart, doi thu canh tranh sirng sé
va 16n nhat ctia Wal-Mart tai M§y: “Ong ay 1a nha kinh doanh vi dai nhat thé
ky!”.

Ty phu khong tién v? Diéu dy khong dang xau hé. N6 da la mot tinh cach
dang quy. Va nho nd, Sam Walton da thanh cong!
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Phan II.
TOI LA NGUOI BAN HANG CHO BAN - VAY
THOI!

Néu ban muon phuc vu ca thé gidi, hday biét cach moi khach hang tham
gia cung ban — do la c6 phiéu. Va néu ban da mai khach hang, hay biét nang
niu trng dong cua ho va khong bao gi¢ dwgce xai hoang phi!
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Chuong 1.
HAY NGHI NHU NGUOI TIEU DUNG

“Mua xuan nam 1962, Sam dang lai may bay qua day nui Boston dua
ching t6i t6i Fort Smith thi bat ngd 6ng ay rut mot tam thé ra khoi tdi do.
Trén do6 ong dy da viét ba hay bon céi tén gi do, dwa cho t6i va hoi t6i thich
tén nao nhat... Toi viét nguéch ngoac “WAL-MART” & phia dwdi va noi:
“Trudc tién khong can phdi mua qua nhiéu chi¥ dé lam bang hiéu vi chi phi sé
ting 1én. Cai nay chi c¢6 bay chit cai”. Ong 4y khong néi gi va ching tdi
chuyén qua dé tai khac. Vai ngay sau, t6i t&i dé xem khi nao chiing toi cé thé
trang tri noi that cho tdoa nha. Va toéi thdy nguwoi lam bang hiéu — Raybum
Jacobs — da gan dén chit

cai WAL va dang dem chit M lén thang. Ban khong can 1a thién tai cling
biét duwgc triwdc cira hang sé mang tén goi gi. To6i mim cwdi va budce di.” Bob
Bogle — quan ly dau tién cta ctta hang Walton Nam xu va mot hao tai
Bentonville.

Du6i bang hieu WAL-MART, c6 hai dong chit sau nay tr¢ thanh phwong
cach lam viéc noi tiéng: “Ching téi ban véi gia thap hon” va “bBam bdao théa
man khach hang”. Trong cudc doi kinh doanh song gi6 cua minh, Sam
Walton van git

vitng phwong cham ay.

Ban dang nghe ké vé sy ra doi ctia ctta hang Wal-Mart dau tién, ngoi no
ctia mot cudc dai cach mang trong van héa kinh doanh.

Xk ok 3k

Ctra hang dau tién nay md ra tai thi tran Rogers.

That ra day khong phdi la ctta hang dau tién dugc Sam Walton ma ra.
Nam 1945, ho da bat dau kinh doanh khi ti€p quan mét civa hang lam an thua
16

tai Newport, Arkansas trong chubi ctta hang cia cong ty Ben Franklin
(kinh doanh ban 1é t6t nhat ldc bay gid). Nhw Sam ting ké lai, day la mot
cudc song “day ndo mic nhung khong kém phan hoi hop” ctia 6ng va nguoi
vg Helen Walton. Ctra hang nay lic ay dang lam an thua 16 va cuc ky tham
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hai.

N6 can mot ngudi cha khac tiép quan dé vyc day tinh trang lam an. Cong
ty Ben Franklin da giti Sam dén va nhuwgng quyén s@ hitu.

Ctra hang dugc dat ten la Walton’s Five and Dime (Ctta hang nam xu va
mot hao cua Walton).

Sam tré thanh mot nguwoi dan 6ng cta cong viéc.

Anh chang thanh nién 27 tu6i 1ap titc lao dau vao lam moi thit. Anh hoc
tat ca, ti cach quan ly dén chién lwgc canh tranh, tiv cach thu hit khach hang
dén viéc mua hang & dau ré hon va ban dwoc lai cao hon. Bén canh do la
nhitng “chiéu” khuyén mai doc dao nhat.

Pau tién Sam dat mot chi€c may rang ngo ¢ via hé cita hang va ban rat
chay. Khach hang mua ng6 ngoai ctta hang da s6 déu chiu kho6 buéc thém vai
buéc dé xem minh c6 thé mua gi ti nhitng sén pham trong d6 khong. Nam
bat dwgc tam ly d6, Sam 1ay hét can dam vay ngan hang 1.800 ddla (ltic ay rat
16n) dé mua thém md6t may lam kem nita. Trong khodng hon hai nam, s6 tién
nay dwgc hoan trd. SO tién Sam va vg vay tit b6 Helen (20.000 do6la) ciing
dugc hoan trd nhanh chéng.

Nam dau tién, ctra hang c6 doanh thu 105.000

dola (so v6i 72.000 dola cta nguoi chu cti). Nam sau la 140.000 dola va
tién tdi 175.000 déla. Khi bi budc phai ra di (vi ngwoi chu cho thué ganh ghét
v0i thanh cong), Sam da md& dugc hai cira hang va day la nhitng ctta hang ban
chay nhat khu viec. Du rudt gan 10n nhao vi phdi chia tay noi day, anh ciing
da c6 trong tay trén 50.000 dola dé bat dau cudc sé6ng mai.

“T6i khong tin diéu d6 da xdy ra. DBiéu do thyc sy nhw mot con 4&c mong.
Toi da tao nén mot cira hang t6t nhat trong vung, hoa nhap cong dong, lam
moi thit tot nhat dé r6i bi da bat ra khoi thi tran. Biéu nay that khéng cong
bang. Nhung t6i khong bao gid la ngudi dirng budc trede bat hanh, va khi dé
toi cting khong dung budc”. (Sam Walton).

Ctra hang thit hai dwgc mé tai thi tran Bentonville véi s6 dan khiém ton
trén dudi 3.000.

Ctra hang nay ciling tric thudc hé thong Ben Franklin va dugc Sam kinh
doanh bang mot phwong cach mdi: tv phuc vu. Cta hang nay ciing tiép tuc
lam an phat dat. Sam quyét dinh m& thém mot s6 clra hang tai Fayette,
Tennessee, Kansas... Nhung ngay 2.7.1962 mdi thuc sy danh dau ngay chao
doi cua “dita tré” Wal-Mart. BGi sy ra doi cua n6 danh dau qua trinh kinh
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doanh doc 1ap cia Sam Walton ciing nhuw di theo con duwdng kinh doanh chiét
khau cho dén sau nay. Cira hang Wal-Mart s6 1 nay dwoc dat tai thi trdn
Rogers. Tat nhién chang ai muon danh cuwgc vao canh bac day may rdi nay,
ngoai tri* nhitng nguwoi than thiét cia Sam. Bud Walton (em trai Sam) gop
3%, Don Whitaker — quan ly ctta hang tridc day cuia Sam tai Abilene, Texas
— gop 2% va phan Sam la... 95%.

Pé du tién m& nd, Sam va vg minh da phai déc dén dong xu cudi cung.
Khong nhitng thé, ho budc phai cam c6 ca nha cita, tai san va bat ¢ thit gi c6
gia tri. Sam liéu Iinh b&i 6ng c6 mot niém tin chac chan: kinh doanh ha gia la
con duwong cua twong lai.

Nhuwng rat it ngwoi tin y twédng ban chiét khau cia Sam. N6 chwa dugc
chitng minh la thanh cong vao thoi diém dé. Moi ngudi hoai nghi! Ngay ca
Bud Walton — ngudi dong gép 3% co phan —

cling nghi: “Co 1é day la mot trong nhitng y twéng dién ro6 cia ong anh
minh”. Hoa ra, viéc Sam cam c6 moi thit dé kinh doanh lai t6t cho 6ng va la
mot “v6” dau dén nhéat cho nhiéu hang ban 1é khac. Truwdc khi mé ctra hang
Wal-Mart dau tién tai Rogers, chinh Sam ch khéng ai khac da trinh bay y
twong chiét khdu cho hang Butler Brothers dé ho trg ké hoach giam gia
nhung khong thanh cong. Ong tiép tuc tim dén hang cta Herb Gibson (ngudi
cha xuat than t tho cat téc) cling khéng quan tam... Sam da phai di mot
minh!

Rét trung hop la nam 1962 c6 cung ldc bon cong ty ban 1é da khai sinh
cta hang ban giam gia: Kmart (Garden City, Michigan), Target (Minne-
apolis), Woolworth va Wal-Mart. Ciing can n6i thém mot “dai gia” 16n nhat
da thuc hién viéc ban gidam gia trwdc dé la Woolco. Thi phan trong “miéng
banh béan 16” cia Sam Walton khong dé an ti nao! Cang khé khan hon nita
khi Sam chi 1a ké di sau so v6i nhitng cai tén da dinh hinh truéc d6. Ong phai
hoc lai tir dau, bo thoi gian di xem xét cach kinh doanh chiét khiu cua tirng
ctta hang “do6i thu”. Cho du doanh thu tai day khong dén noi toi té: 1 triéu
dola/nam, Sam van ra quyét sach: chuan bi hai nam dé chg thoi co hanh
dong.

Ctra hang Wal-Mart s6 2 va 3 lan lwgt duge ma ra tai thi tran Springfield
va Hamson. Ngay ca lic nay, cling chang ai tin twéng hon bdi né con qua v...
khting khiép. Quang canh khai treong mot cita hang Wal-Mart dugc ta lai
nhw sau: hai xe tai dwa hdu dugc xép doc via hé. C6 mot con ltra dugc bude &
gan day. Khi nhiét do tang lén khoang 45
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do, dwa hau bat dau niit va... con Iiva bat dau suc mom nghién ngau chting.
Tinh trang hon don kéo dai tdi tan trong ctra hang. Tham chi, c6 ca vét banh
xe nhoe nhoet.

David Glass, sau nay la tong giam doc diéu hanh ctia Wal-Mart cé dén
day va phai thot 1én: “Tat ca that khung khiép! To6i da gach ngay tén Sam
Walton trong viéc dy kién nhitng ké c6 thé di xa sau nay”.

Nhung David Glass da 1am! Cho du ctta hang chi rong c6 1.000m2 va tran
chi cao 2,4m v@i san bé tong va cac gian hang bang van go tran. Du “céi
chudéng ngwa” nay don gian chi la... ghép moi thi

lai vGi nhau va trong vé ngoai rat xau xi. Nhung gia né ha hon cac hang
khac... 20%. Pay chang qua la mét “don tam ly” cta Sam: tham do xem thi
néu ngwoi dan cia mot thi tran dén 6.000 dan chap nhan vao day mua mot
loai hang hoéa thi c6 phai do gia ca hay khong? Bung nhv vay! Mdc cho moi
10i ché trach, ctta hang nay van la ctta hang c6 doanh thu cao vi ban gia ha.
Va tat nhién, diéu ngay lap ti’c Sam phai lam chinh la... stta sang lai ctta hang
vl noO xap xé qua.

Pay la ctta hang Sam Walton s6 3.

Viéc thanh cong tai ba ctta hang Wal-Mart dau tién gip Sam Walton c6
mot niém tin chac chan rang con dwong kinh doanh ctia minh dang di ding
hwéng. D6 la: tdn cong vao nhitng khu dan cw nho bé, it nguwdi, chang cé “dai
gia ban 16” nao théem quan tam dén. Piéu nay c6 vé nhw mot nghich ly di
nguoc lai phuwong cach kinh doanh théng thwong: phat trién tai thanh phd 16n
sau d6 m& rong ra céc thi tran tinh 1é. Sam da dao 16n tat ca. Ong “tan cong”
nhitng vung dat it dan cuw tredc roi ¢t thé banh trwdng lanh thé minh dén
thanh phd 16n. Pay cé thé dwgc vi nhw mot “cai chét bat ngd”, mdt chiéc
thong long cit am tham siét vao c6 nhitng cong ty ban l1é khac néu khong tinh
tao.

Wal-Mart ci¥ am tham tién, am tham mé& rong, va roi dén mot ngay, ho da
chém ché ngay bén canh nhitng cong ty khac tai thanh pho 16n v6i mot tiém
lyc tan pha kinh khung.

Mot nguyén do nita la Wal-Mart ct¢ tién budc déu dan véi phwong cham
bat di bat dich ciia minh: ban ré hon téi mirc c6 thé. Va nhu thé, ho budc phai
tim cach ban ré hon tat ca doi tha ctia minh. Diéu nay ciing dan dén mot hau
qua: mot sO cong ty sé chi y dén sy banh treéng nay. Sam quyét dinh: phat
trién chuoi ctra hang cang nhanh cang t6t.
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Nam dy Sam Walton khoang 45 tudi!

“Co6 mot diéu khién t6i c6 thé cuwdi vang vao lic nay: lic bdy gio toi
khong thé thuyét phuc dwgc bat cit ai rang trong vong 30 nam sau, phan 16n
nhitng nha chiét khau mdi sé thanh céng vdi nhitng nha diéu hanh t6t nhat.
Chuoi siéu thi, nhw “dai gia” Woolco chang han sé phai dong ctra. Va cong ty
16n nhat, sinh lgi nhat lai thudc vé cong ty dat tai Arkansas (Wal-Mart). Doi
khi t6i thdm chi con khong thé tin vao diéu nay néi.” (Made in America)
Thyc té chitng minh, 30 nam sau nhitng hang khac da lan lwot xép dang sau
tredc sttc can quét kinh khiing cia Wal-Mart. Ban dau la Woolco, r6i Target
va sau dé6 ca nguoi khong 16 Kmart (16n manh sau nay) ciing khong con dat
song.

Tuy vay, sau nay Sam nhg@ lai va ciling thira nhan rang, trong thoi gian nay
minh khong chi trong nhiéu dén chat lwgng. Ong va cic cong sy bi &m anh
qua nhiéu vao viéc lam sao gitt cho gia thap hon nhitng ctra hang khac. Ho
chi tap trung vao y nghi do6 va lao dau vao lam viéc nhu dién dé duy tri mirc
chi phi thadp. Nhitng ctta hang trong khong dwgc to6t va khong chuyén nghiép
mot chut nao.

Ctra hang Wal-Mart s6 8, m6t ctra hang nam trén mot manh dat kha dep
lic 4y minh chitng tat cd nhitng thtra nhan ctia Sam. Cttra hang c6 nam phong.
Do dac dugc treo bang cac cay dai noi 1én tran. Quan do dugc treo 1én phia
trén va cac gia d& dugc budc vao twong. Khong cé cac hé thong cung cap bo
sung. Khong c6 cac chuong trinh ddt hang. Ciling khong cé cach phan loai
hang héa co ban. Tham chi s6 sach dé kiém ké hang héa ciing khong c6 not.
Ctra hang Wal-Mart so 1 tai Rogers duwong nhién con hon don hon. Khi mé
ctta dugc mot nam, moi thit van con dé trén ban khong tuan theo mot quy tac
thi? tw nao ca. Y twéng ctia Sam chi don gian 1a: khach hang s& luén nhé dén
Wal-Mart v&i mot tiéu chi la ban gia ré hon bat ky ctra hang nao.

Khi “dia con” dau tién chao doi, kéo theo mot s6 cira hang khac dugc
dung 1én, khé khan va ap lyc dé nang 1én Sam Walton ngay cang nhiéu (mot
nguoi chwa ting qua treong 16p kinh doanh nao).

Va khi dy, tai nang kinh doanh bam sinh ctia 6ng budc phai van dung
100% strc Irc.

Sam Walton bat dau vuot thac!
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Chuong 2.
VUOQT THAC

“Po6i khi t6i cé nghe nguoi ta so sdnh téi véi Barnum (6ng bau My noi
tiéng) vé cdi cdch to6i thuong dirng truéc ddm dong va ndi vé mét y twong,
mot ctra hang, mét sdn phdm, céng ty va bdt ky thit gi t6i tdp trung tai thoi
diém do. Nhung bén trong tinh cdch do, toi c6 tdm hén ctua mét nguoi diéu
hanh, mét nguoi lubn mudn coéng viéc dau tién troi chdy, sau do tién dén tot
hon va roi dat dén mirc tot nhat cé thé dugc. Téi cho rdng, khi moi nguoi
nhin thdy hinh dnh t6i di di lai lai, ghi chép nguéch ngoac trén nhitng cuén
sO cii ngd vang day vét ca phé hay ché cdc hép dung hang day do 1ot phu nir,
ho dd khéng ddnh gia to6i ding mitc. Ho cho rang Wal-Mart khong thé ton tai
lau dai. R6 rang ho nghi rdng chiing t6i chi la nhitng ké c6 y thich nhat thoi,
hém nay hoat dong trong nganh kinh doanh ban giam gia nhung hom sau sé
la kinh doanh 6-t6 hay dat dam lay. To6i nghi sw hiéu lam do co lgi cho chiing
toi trong suoét thoi gian dai. N6 giup cho Wal-Mart bay dudi tam radar cta
moi nguoi cho dén khi chiing t6i bay qud xa dé khong thé bat duoc Iai.

Va ho ciing khéng thé nhu nhitng nguoi da biét toi ludn thdy: t6i khong
lam moét viéc gi do nhdt thoi cd. Toéi lubn muon xdy dung mét to chitc ban lé
ma nguoi ta co thé xdy dung”.

Sam Walton

Pén ngay thoi diém nay, khong phdi la Sam chwa d6i mat v6i nhitng khé
khan nhét dinh. Ngon thac dau tién 6ng da vugt qua la khi bi danh bat mot
cach dau dén khéi ctra hang dau tién tai New-port, Arkansas dé bat dau lai
cudc song mdéi. M& dugc ctra hang Wal-Mart ban chiét khau s6 1, r6i khong
ngirng maé rong, diéu dé khong phai dé

dang. Biéu Sam phai giai quyét dau tién chinh la tai t6 chirc lai nhitng ctra
hang ma da c6 nhiéu nhan xét la “hon don va phic tap”. Ngay ban than 6ng
cling chap nhan diéu nay. Bén canh dé, khi mé& dugc khodng mudi bon hay
muoi lam cita hang, Sam dang mat dan sy kiém soat. Cong ty chi c6 Sam,
Don Whitaker (quén 1y), ba phu nit, nhan vién diéu hanh tai cac ctra hang va
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nhan vién khong chuyén nghiép.

Cong viéc dau tién Sam lam la mdi Ferold Arend — quén 1y vung ctia cong
ty Newberry — vé lam pho chu tich ngay lic ctta hang Wal-Mart s6 5 khai
trrong vao nam 1966. Chuyén tham quan cita hang khai treong cua Ferold
suyt lam anh... tir chdi vi né ngwgc han hoan toan cach diéu hanh cua nhitng
cong ty khac. Ctra hang nam gitta mot xwdng bong va mot... bai chan nudi.
Ferold da rat that vong va da khong con mot y niém nao nita vé Wal-Mart
trong mot thoi gian. Chi dén khi dwgc nghe Sam théng bao vé doanh thu ngay
dau tién cta ctta hang & do, Ferold mdi... hd h6c mom.

Doanh thu mot ngay ¢ day bang doanh thu cad thang cia mot ctta hang
Newberry 16n. Ngwoi ding dau bo phan kinh doanh cia mién Trung nuwéc
My¥ quyét dinh vé dau quan cho Wal-Mart va sau nay nhan chitc pho cha tich
phu trach tai chinh va phan phéi.

Sau do6, Sam dang ky hoc mét 16p vé may tinh IBM ciling nhw tham gia
NMRI (mét t6 chitc cia cac doanh nhan ban 1é). Tai day, Sam gdp Ron
Meyer, khi d6 dang la gidam doc tai chinh tré tudi va tai nang ctia Duckwall
Srores & Abilene, Kansas. Ong biét ddy 1a nguoi minh can va tim moi cach dé
16i kéo Ron vé cho Wal-Mart. Ciling théng qua Ferold, Sam ciing md&i Bob
Thornton — nguwdi diéu hanh trung tam phan phoi cia Newberry — vé v6i 10i
hita xdy dyng mot trung tam phan phoi cho anh ta quan ly. Sau do6 la moi
Roychambers vé lam giam doc x@ ly dir liéu dau tién ctia Wal-Mart.

Néu dé y, c6 thé nhan ra ngay mot chién Iwgc m@i Sam Walton vach ra dé
vuot thac trong giai doan nay: di tredc thoi dai trong viéc phan phdi va giao
tiép thong tin. Sam hiéu ré6 mot diéu rang: khi 6ng muén maé thém nhiéu ctra
hang, 6ng khong thé tric tiép “phan than” ra dé quan 1y dugc. Ong khong thé
md& rong thém néu khong thé nam bat dwoc thong tin tir cac tai liéu dé kiém
soat duwgc hoat dong cia cong ty. Khai niém nay dwgc goi la kiém soét tinh
trang “s@ hitu vang mat”, néu c6 xdy ra. Sam hoat dong cach thé gigi cong
nghé thong tin muwdi nam, va 6ng da phai ty chuan bi cho minh tr trudc. Diéu
nay cho phép Sam mé& rong nhiéu ctra hang, diéu hanh chiing hiéu qua va thu
dwgc mic 1gi nhuan cao. Va chac chan, néu khong cé may tinh, Sam khong
thé xdy dung dugc dé ché ban 1é & quy mo6 to 16n nhe Wal-Mart da tao nén.

Dbi doi véi viéc chuan bi va dat muc tiéu tin hoc hoéa, nhitng diéu Sam
chuan bi & trén cho thdy ong dang quan tdm rat nhiéu dén viéc phan phoi
hang hoéa. Luc nay, nhitng céng ty 16n khac nhw Kmart va Woolco déu c6
nhitng nha phan phéi 16n cho ctra hang (vi ctra hang dat tai nhitng thanh thi
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rong 16n). Wal-Mart thi khong nhw vay. Khéng cé nhitng nha phan phoi dwa
hang dén nhitng ctra hang dat & cac vung dat héo lanh nhw Wal-Mart.

Hodc la ho dwa xe tai dén, d6 hang xuéng. Hodc la ho lwoi biéng va lam
cham nhitng chuyén d6 hang. Giai phap cia Wal-Mart trudc day la thanh lap
mot nha kho, nhan nhitng chuyén giao hang 16n. Sau dé, dong goi hang lai
nho hon va thué xe tai chd dén nhitng ctta hang can ching. Cho du vay, cach
lam nay ganh chiu chi phi kha cao va ciing khong hiéu qua cho lam.

MGt ngay dep troi, Sam “tong” ca Don Whitaker, Ferold, Bob Thornton
va vai nguwdi nita 1én chiéc may bay ctia minh. Noi 6ng muén dén la nha kho
tai Green Bay, Wisconsin. Day la nha kho dwoc tin hoc héa dau tién trén toan
nuec My.

Mot van phong méi dugc Sam mua lai tai Bentonville v6i dién tich
khoang muoi lam mau dat (don vi do cia Anh) vdi gia khoang 25.000 dola.

Mot tong hanh dinh mdi cia Wal-Mart sé dwgc xay dung véi dién tich
khoang 1.350m2 cung mot nha kho rong 5.400m2.

Trung tam phan phoi dugc thiét ké xung quanh mot hé thong day chao kéo
trén san nha (hé thong duong ray dé day xe trén san). Cong viéc tién trién hét
sttc thuan lgi va hang hoéa bat dau dwgc phan phoi hét sitc chuyén nghiép va
nhanh chéng. Hé thong thong tin dé phan phdi dugc Ron Mayers céi thién
hoat dong ciing rat t6t: tap hgp thong tin vé hang héa bao gom cac don hang
duwgc dat hang tai cac ctra hang tredc d6. Hang dwgc nhap tir mot ctra va xuat
theo don hang theo ctra bén kia. Hé thong dugc thiét ké va xay dung lai hoat
dong nhanh dén mirc Wal-Mart da c6 thé thu dwoc tién tir d6. Wal-Mart da
trd thanh cong ty ditng dau trong viéc dau tw vao cong nghé va thiét bi tinh
vi, phurc tap.

Nam 1968, Sam Walton da cé trong tay muoi bon cita hang tap pham va
muoi tam clta hang mang tén Wal-Mart. Pay chinh la mot budc ngoat that
SU.

Thoi diém nay Sam c6 hai diéu phdi chon lya: ti€p tuc mé rong ctta hang
hodc phai ngttng han lai néu mitc 1gi nhuan thu vé khong ding vdi cong stic
bo ra.

Trong khi do, diéu am anh 16n nhat cho Sam da dén gan. Khoan ng ca
nhan vay muon tir cdc ngan hang va nhiéu moéi quan hé than quen da 1én tGi
hai triéu do6la. S6 tién nay lic bay gio la mot khodn 16n. Sam loay hoay, dau
dau dé co thé tim ra mot phuwong an kha thi dé giai quyét dit diém. Va muon

https://tieulun.hopto.org



mo rong ctra hang thi phai tim ra mot phwong an mai vi luc nay Sam khong
thé kiém du lgi nhuan dé vira cé thé m@ rong vira tra da ng.
Mot quyét dinh méi dwoc dua ra!

Madc du y twédng phat hanh ¢6 phiéu Wal-Mart da dugc Sam Walton va
Bud Walton am tham nghién ngam tir 1au nhung dén bay gio mdi thue sy cap
bach. Sam hiéu rang chi cé niém yét cong ty 1én san chitng khoan mdi c6 thé
tiép tuc md rong. Va quan trong hon, mo wéc kinh doanh hang giam gia, dem
hang héa ré nhat véi chat lwgng tot nhat cho nguwoi tiéu dung ctia 6ng mdi
tiép tuc duwoc hoan thién.

Mua xuan nam 1969, Mike Smith — lam viéc cho Little Rock — goi dién
hen gap. Anh ta lai xe dén Bentonville, ghé tham cac ctra hang Wal-Mart trén
dwong di véi muc dich chinh la chao maoi ¢6 phiéu cong ty va ban bac that k¥
cung Sam. Sam day Mike 1én mdy bay va dwa anh ta xem xét tit ca nhitng
ctta hang Wal-Mart ma minh c6. Trong lic nay, cac cha ng lai tiép tuc gia
tang sic ép va doi cham ditt cho Sam no tién thém nita. Va cho du Sam va
cac cong sy c6 quy s6 ng vé mot khoan 16n nhung viéc chay vay dén cac
cong ty bao hiém dé vay no ciing it dat duwgc nhitng két qua kha quan.

Lic nay khong thé chan cho thém gidy phit nao nita.

Ngay 1.10.1970 danh ddu mo6t moc 16n trong sw nghiép cuia Wal-Mart.
Tap doan (luc nay Wal-Mart da gom cac ctra hang lai thanh tap doan nam
1969) chinh thitc tré thanh céng ty c6 phan, giao dich c6 phiéu trén thi trudng
phi tap trung. Cong ty chao ban 300.000 c6 phiéu & mitc gia 15 dola/

1 c0 phiéu nhung da ban duwoc 16,50 dola/1 c6 phiéu. Thi gid cua cong ty
lic nay xap xi 130 triéu dbla (15 nam sau do da tang lén 50 ti déla).

K@t qua la trong chuyén trd vé nha ttt New York ngay hom do, Sam da tra
duwgce hét ng. Gia dinh Walton du chi con s& hitu khodng 61% tai san Wal-
Mart nhung da c6 thé thanh toan hét ng nan véi cac ngan hang va mai mai
khong bao gid phai di vay muwon nita. Cho dén sau nay, Wal-Mart c6 tat ca
chin lan tach d6i co6 phiéu va s6 nguwdi giau lén tir viec mua co phiéu ti nhitng
ngay dau cia Wal-Mart la khong thé twéng twong néi. Vi du: mot nguwdi mua
100 c6 phiéu lan chao ban dau tién, tri gia 1.650 dbla, dén lan tach c6 phiéu
cudi cung, nguwoi nay sé cé trong tay sd co phiéu tri gia khoang 3 triéu dola
(60 dola/co phiéu).

Pai hoi c6 dong cta cong ty c6 phan Wal-Mart dugc té6 chirc nhw mot sy
kién dac biét. Chwong trinh dwgc lén kin nhw mét ky nghi cu6i tuan noi c6
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nhiéu san gon, san quan vgt, ho nwdc... Sau cudc hop c6 dong dién ra binh
thuwong vao ngay tht Bay la mot cudc choi gon. Nam sau la du ngoan trén
thuyén. Nam sau nita la picnic ngoai trdi... Sam lam diéu nay dé thu hut sy
chd y caa Pho Wall, gidi thiéu cho moi nguwoi thady Wal-Mart 1a ai, sy cong
hién, dao ditc nghé nghiép duwgc dé cao tai noi nay... Tat ca nhitng yéu to dé
gigi thiéu rang: Wal-Mart vuot 1én trén tat ca nhitng doi thu canh tranh khac.

SU PHAT TRIEN CUA CO PHIEU WAL-MART Bob Clark (lai xe tai
cho Wal-Mart tai Bentonville): Lam viéc nam 1972. Pén lan cudi kiém tra da
co trong tay 707.000

dola.

Georgia Sanders (ctta hang Wal-Mart s6 12): Lam viéc thang 4.1968.
Luwong khi bat dau lam la 1,65 dola/gio va khi nghi huwu la 8,25 déla/gio cong
v6i 200.000 dola lgi nhuan duogc chia.

Joyce McMurray (ctta hang Wal-Mart s6 54): Lam viéc ti khi 25 tudi.
Pén muoi lam nam sau loi nhuan dwoc chia 1én dén 475.000 dola.

Jean Kelley (tong van phong): Lam viéc khi 20 tu6i. Nam 1981cé 8.000

dola dugc chia. Dén nam 1991, mic 1gi nhudn nay tang 1én 228.000 dola.

“Nguoi ta thwong hoéi toi liéu viéc co6 phiéu duwgc nhiéu ngwoi theo dudi
c6 budc chiung t6i phai thay do6i cach quan ly, phdi tinh nhiéu hon dén 1gi ich
ngan han va hi sinh ké hoach dai han hay khéng?

Toi tra 10i rang, t6i quan tdm dén ca hai diéu do!

Khi ban c6 ké hoach m& mdt tram nam muoi cra hang trong mot nam,
chién lwgc cta ban phai mang tdm ngan han. Nhung dé duy tri viéc mé rong,
ban phai xem xét nhitng viéc dy kién phai lam trong nam nam t&i. Khong chi
dé duy tri kha nang sinh 10i ma con duy tri doanh thu, lgi nhuan gép, hoat
dong va nhitng chi tiéu khac”. (Sam Walton) C6 phiéu Wal-Mart du vay ciing
c6 doi 1an bién dong 1én. N6 sut gia manh vao nhitng thdi diém ma nhitng
nha phéan tich c6 phiéu viét rang, chién lugc dau tw cia Wal-Mart la sai lam.
Mot s6 nha dau tw 16n tin vao diéu nay va sé ban tong ban thao 500.000 dén 1
triéu c6 phiéu... Trong sudt qua trinh phat trién cia minh, Wal-Mart ludn cd
gang gilt mic tang tredng 20%. Mirc tang truedng nay that sy la mot chi tiéu
toan quoc nhung cling 1a moéi hoai nghi cta rat nhiéu nguwoi. Ho dwa ra nhitng
ly thuyét hgp logic rang, mic tang tredng nhw thé sé 1a thdm hoa cho Wal-
Mart. Nhung cho du phong ba cé nhw thé nao (nhat la trong cudc suy thoai
kinh té 16n), viéc Wal-Mart van duy tri mitc tang trudng dé la thanh cong
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khong thé ban cai. Sam Walton xitng dang la mot ngwdi hung.

Nhung bat ngd thay, véi Sam, dng khong coi diéu ndy 1a quan trong. Ong
ly gidi rang, viéc danh mat nhitng khach hang than thiét vi cham s6c khach
hang khong tot, danh mat khai niém dong doi, khong quan tam dén cong sy
nhu tredc hodc danh mat gia tri gia dinh mgi 1a tham hoa. Nhitng thach thirc
nay c6 that va thuc té hon rat nhiéu nhitng ban bao cdo ctia cac nha phén tich
kia.

Chi bon nam sau khi Wal-Mart 1én san giao dich chitng khoan, mot bién
co duge xem la cye ky nghiém trong xdy dén ma Sam goi n6 la “cudc dai bai
toi thit Bay”. N6 nghiém trong dén noi ma trong mot cong ty hgp nhat va to
chitc t6t nhw Wal-Mart da bién thanh mot chién trudng, xdy ra mot cudc
chién hét strc ac liét.

Sai lam dau tién thudc vé Sam!

k ko

Nam 1974 la nam ma Wal-Mart da c6 mot thanh tyu kha vitng chac. Gan
mot tram ctra hang Wal-Mart da moc 1én va hoat dong tai tam bang v&i 170

triéu dola doanh thu va trén 6 triéu dola lgi nhuan. Céng ty da thyc sw noi
bat trén thi truong chitng khoan New York. Phé Wall da bat dau tin twéng
hoan toan vao méi buwdc di cia Wal-Mart. Vé ban than, Sam dang kha hai
long vé s6 tién kiém dugce. Con ong ciing da tot nghiép dai hoc va ra treong
song tu 1ap. Sam da 56 tudi va muén dwoc nghi ngoi chit it. Ong bit dau
muon tranh cong viéc kinh doanh minh da theo dudi trong su6t 24 nam troi.

Lic nay mac du van gitt chitc chu tich va tong gidm doc diéu hanh nhung
cong viéc Sam da giao hau hét vao tay cia Ferold va Ron Mayers, hai pho
chu tich. Ferold phu trach viéc budon ban va Ron Mayers phu trach tai chinh
cling nhu phan phdoi hang héa. Nhitng nguwdi méi tuyén vao déu theo hai nga
nay: nhan vién co tudi thi theo Ferold, tré tudi hon theo Ron. Dan dan, Wal-
Mart chia lam hai phe va canh tranh gay gat vdi nhau.

Mot ngay, Ron tuyén bé sé thdi viéc néu khong dugce tré thanh ngudi diéu
hanh ctia cong ty. Lic nay, Sam cling da kha mét moéi va 6ng quyét dinh lui
vao hau trwong, tré thanh cha tich ban giam doc. Ron thay 6ng tiép quan
cong ty vGi chitc danh cha tich kiém tong giam doc. Ferold duwgc cat nhac 1én
thanh mot vi cha tich thi hai.

Hai phe bat dau dau da dit doi hon tredc. Mot sang 1ap vién gan nghi huu
khong muon ra di, dang canh tranh gay gat v6i mot ngudi tré tudi day tham
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vong. Y twéng tao ra sy canh tranh dé thiic ddy coéng ty cia Sam bi pha san
hoan toan. Sam Walton budc phai quay trd lai.

Ba muoi thang sau khi Sam tir chie chu tich, nghia la vao thang 6.1976,
ong quay lai lam chu tich va téng giam doc diéu hanh, dé nghi Ron Mayers
lam pho cha tich va gidam doc tai chinh.

Loi dé nghi khong dugc chap nhan. Ron Mayers dit do ra di du da dugc
nhiét tinh gitt lai. Toan b6 nhém quan 1y cdp cao (tai chinh, quan ly so liéu,
quan ly trung tam phan phdi) cting lan lwot theo chan Ron. Bén khi Sam chi
dinh m6t ngwoi khac — Jack Shewmaker — 1én lam phé cha tich diéu hanh
hoat dong, thwong mai va nhan sy, thém md6t nhom quan ly cap cao nita roi
bé Wal-Mart. Pén thoi diém nay, da cé khoang 1/3 quén ly cao cap rdi cong
ty.

Pho Wall 1ap titc phan @ng. Hang loat nha dau tw quyét dinh tir bo Wal-
Mart. Nhitng ngwdi nay tin rang, Ron la ngwoi gitip cong ty hoat dong hiéu
qua va tang 1o tat ca nhitng diém tot con lai cia Wal-Mart.

Sam budc phai vugt thac mot 1an nita. Ong tiép tuc mdi David Glass, lic
bay gio dang la mot tai nang kinh doanh ban 1é day chuyén cac ctta hang
thudc giam gia tai Springfield. David Glass nhan 16i va tr@ thanh phé chu tich
diéu hanh phu trach mang tai chinh va phan phoi (thay Ron) bén canh mot
phé chu tich khac la Jack Shewmaker phu trach hoat dong va thvong mai
(thay Ferold).

Cong ty bat dau hoat dong tré lai. Ngay lap titc, David giip cong ty tré
nén manh hon. Anh thao cong viéc phan phoi, diéu chinh va phat trién hé
thong kiém todn cting nhu rat dugc 1ong cong su.

Jack thong minh nhanh nhay, lu6n dwa ra nhitng y kién phat trién thoat
khoi 16i mon.

Mac du nguy co canh tranh nhw triedc 1a van con tiém an nhung moi su da
hoat dong rat tron tru.

V6i Sam, 6ng van gitt triét ly cua minh: tao diéu kién cho moi ngudi phat
trién va tiép nhan nhitng vi tri cao néu lam dwoc viéc. Ong van tng ho sw
canh tranh, ngoai trir diéu nay xuat phat tir 1gi ich cd nhan va phai lam viéc
nhw mot tap thé thong nhat.

“Hang ngay khi Sam thitc ddy, trong dau anh 4y ludn nghi dén mét viéc gi
ddy can phai céi tién.” (David Glass) D6 1a bi quyét ctia mét hanh trinh vuot
thac!
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Chuong 3.
THACH PAU

“Néu t6i phdi chon ra mét ddc diém nao do tao ra su’ khdc biét cta t6i doi
vOi nguoi khdc, do chinh la sw dam mé canh tranh. N6 giir cho t6i luén ban
ron, luébn mong cho nhitng chuyén tham cdc cira hang sdp mé, ctta hang ké
tiép hay nhitng hang hoa sdp dén... Va t6i khéng hiéu diéu gi sé xdy ra voi
Wal-Mart néu chung t6i lam chdm lgi va khéng khudy dong su’ canh tranh véi
nhiéu coéng ty khac”.

Sam Walton

Cudc doi Sam Walton giong nhu cudc doi cia mot vo si quyén Anh.
Mu6n tré thanh nguwdi vo dich, vo si quyén Anh phdi lién tuc thach dau véi
nhitng ngwdi gidi va ndi tiéng hon minh. Chi khi thang trdn, ho mégi gianh
duwgc chiéc dai vo dich va dang quang, thay thé vi tri ditng dau cta ké vira bi
danh bai. Sam Walton cfing nhu thé. Ong lién tuc thdch dau véi cac hing
khac, c6 thé 16n hon Wal-Mart, dé cong ty minh c6 diéu kién phat trién cao
hon.

Khéng nhitng thé, 6ng con thach dau véi ca nhitng tw duy kinh doanh cii
k¥, lac hau ton tai bao doi cling nhw thach dau véi chinh ban than dé tim ra
16i di dung dan nhat cho Wal-Mart.

Va ky la thay, Sam chuwa tirng thua mét tran dau nao trong sudt cudc doi.

Xk ok 3k

Thien hwong “thich hoat dong” da duwgc boc 10 trong con nguoi Sam
Walton tir rat bé. Tudi tho au ctia 6ng tai Marshall, bang Missouri la tudi tho
cia mot dita tré day tham vong. Cau bé Sam lién tuc la 16p tredng nhiéu nam
lién. Khong nhitng thé, cau con choi béng bau duc, béng chay, béng r6, boi...
Khi m@i hoc 16p 5, Sam tham gia doi béng bau duc, thi dau véi cac doi dén twr
nhiéu thi trdn khac. Va mac du nhé con, nang khoang 59kg nhung cho dén
nam 16p 9 cau cé thé choi & vi tri tién vé du bi va dugc khen thwdng vi dong
gop xudt sac cho doi bong.

Lén trung hoc, Sam vao hoc tai trwong trung hoc Hickman khi gia dinh
chuyén dén Columbia, Mis-souri. Anh lap titc gitr chitc chu tich Hoi Hoc sinh
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va dugc bau la Nguwoi hoc sinh toan dién. Nam cudi trung hoc, anh dugc goi
vao doi tuyén béng 16 cua truong va cling nhanh chéng trd thanh tha linh trén
san. Sam diéu khién ddi tuyén to6t dén mitc doi tuyén bong ro truong
Hickman, trong nam d6 lan dau tién, gianh dwgc chitc vo dich bang, mot cau
chuyén than ky nhat trong lich st ctia treong.

Cung ldac, Sam ciing la tién vé doi béng bau duc va doi bong cling 1a doi
bat kha chién bai, gianh chic vo dich bang trong ndm dé. Nghe cé vé khé tin
ndi nhung nhitng tran béng Sam khong tham gia vi 6m hodc chan thwong, doi
bong déu gap phai that bai!

Bén canh sy noi tiéng vé thanh tich thé thao va sy mau le, Sam con la mot
nhan vat chinh tri tai truong. Khong thé tin rang Sam lam duwogc tat ca nhitng
diéu nay vi anh con c6 nhiém vu gitip do gia dinh. Anh di giao sita, sau do
con nhan nhiém vu phan phat bdo vao budi sang cho cac ho gia dinh. Roi
trrong trung hoc, Sam lam viéc nay cd ngay. Nhuwng roi anh quyét dinh chi cé
hoc Ién cao nita m@i c6 thé két thiic cudc séng chat vat cta gia dinh.

Sam duwgc tat ca cac treong dai hoc trong bang Missouri moi chao véi
nhitng thanh tich hoc tap va thé thao ndi tiéng tai truong trung hoc. Anh chon
nganh kinh té tai Pai hoc Missouri dé theo hoc. Vi khéng du kha nang trang
trai tién hoc, Sam van phai di lam thém: phuc vu ban, cttu ho tai bé boi
trrong va van di giao bao. Quen biét rat nhiéu trong trwong, Sam tham gia
diéu hanh moi t6 chitc minh gia nhap. Nam cu6i dai hoc, anh dwgc bau lam
chu tich H6i Danh dv cua nhitng sinh vién dai hoc nam cudi, 16p truéng 16p
nam cudi. Sau dé la déi trudng va chu tich cia Scabbard & Blade, t6 chitc
quan nhan wu ti caa ROTC.

Ba ngay sau khi tot nghiép dai hoc (3.6.1940), Sam Walton bat dau gia
nhap nganh ban 1é bang cach lam viéc tai cong ty JC Penney tai Des Moines,
Iowa va lam nhan vién tap sy v6i mic luvong 75

d6la/thang. Sau d6, Sam xin gia nhdp quan doi nhung vi khuyét tat tim
nén chi dugc giao vai nhiém vu han ché. Anh bo viéc tai Penney, lang thang
xuong Tulsa nhan lam viéc tai nha may thudc sing Du Pont tai thi tran Pryor.
Chinh tai noi day anh gap Helen Robson, nguoi vg twong lai, va bat dau hen
ho. Ngay 1é Valentine, 14.2.1943, tai Claremore, Oklahoma, ho t6 chitc dam
cwdi. Ly do nhan 10i cau hon cia Helen ciing la mong wdc trude day cda ba:
lay mot nguwdi c6 dong co va nghi luwc dac biét, mong muon tré thanh ngwoi
thanh dat. Sam Walton con virgt xa hon cd mong muén do!

Sau ngay cuwéi, vg chéng Walton chuyén dén Newport, muwgn cha vo
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15.000 dola tiép quan ctta hang trong hé thong Ben Franklin. Sau dé la giai
doan bat dau thach dau!

Néu ban c6 thé nhé, tran ddu dau tién Sam tham dy trong nganh kinh
doanh ban 1é 1a cudc canh tranh v6i “6ng gia” John Dunham, ngwdi chu ctra
hang Sterling Store & goc pho Hazel. Phwong phap canh tranh cia Sam nhw
thé nay: luén & ctra hang kiém tra John. Sam nhin vao bang gia, cach xép
hang... r6i tim moi cach dé lam t6t hon. Bén canh do, anh lién tuc tim kiém
nhitng nguén cung cap hang ré hon dé canh tranh. Cudc chién cang thang
nhat l1a viéc canh tranh gia quan 4o va Sam da thang. Anh bat kip r6i virgt qua
John Dunham.

Dén kiém tra cong viéc tai ctra hang Penny (cong ty cli Sam lam), vién
giam sat ctia Penny la Blake da thuc sy “choang”: “D6 khong thé 1a nguwdi ma
toi biét tai Des Moines. Han khong thé tinh toan dugc cai gi”.

Sau hang loat n6 lirc khong mét moi, mé& dwgce hang loat cira hang trong
nhitng thi tran it dan tai nwéc My mdi la lic Wal-Mart phai bat dau cudc canh
tranh 16n nhat doi. Nhitng cong ty ban 1é bang cach chiét khdu khac nhw
Target, Woolco, Woolworth, Kmart... da bat dau chd y dén Wal-Mart va tim
moi cach ngan chan sy banh trueéng ti€p tuc ctia n6. Sam Walton chi con mot
con dwong: thach dau.

Nam 1972, Sam Walton da c6 trong tay nam muoi cita hang Wal-Mart véi
doanh s6 khodng 80

triéu dola/nam. Viéc canh tranh véi cac déi tha thoi gian trede do chi la
nhitng cong ty ban lé twong d6i nhé nhw Gibson (thudc céng ty Gibson),
Magic Mart (thudc cong ty Sterling)... Nhung bat dau tir day tré vé sau nay,
doi tha caa ho 1la Kmart, mot nguwdi khong 16 trong linh vie kinh doanh chiét
khau. Cung thoi gian thanh 1dp nhw Wal-Mart (nam 1962), sau muwdi nam
hoat dong Kmart c6 trong tay khodng nam tram cttra hang vGi doanh thu xap
xi 3 ti dola/nam. Cho du ludn theo doi duwong di cia Kmart va xem day sé la
doi thu canh tranh twong lai ctia minh, Sam van rat lo lang trwéc mot cude doi
dau khong can sitc nhw vay.

Trong mot thoi gian dai, moi c6 gang thit chong lai Kmart cia Sam déu
khong hiéu qua. Chi dén nam 1972, mot dip may da dén. Harry Cunningham,
nguoi diéu hanh noi tiéng cia Kmart chinh thitc nghi hwu. Nhitng nguoi diéu
hanh con lai quyét dinh mua lai hon hai tram ctta hang cta hang Grant vira
pha san va phdi n6 lyc dé diéu hanh cling nhw quan ly bang cach né tranh moi
su thay doi. Wal-Mart cling da tim dwgc noi dat cira hang dé canh tranh hoan
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hao tai Hot Springs, Arkansas. Noi day dang chi c6 mot minh Kmart thyc sy
thong linh thi tredng. Moi c6 gang canh bdo cia Cunningham vd&i ban lanh
dao sau nay ctia Kmart tredc tiém nang cua Wal-Mart déu khong duwgc xem
trong. Kmart van nghi rang cong ty dén tir Bentonville chi la mot ké “an
may” khi ddt ctta hang tai nhitng thi tran xa x6i va héo lanh.

Cwa hang Wal-Mart tai Hot Springs ngay lap titc qua mat Kmart vi
phuwong thitc ban 1é vGi gia thap hon nhiéu, thu hit nguwdi tieu dung dé x6 ve.

Nam 1976, lan dau tién “chang khong 16 Goliath” Kmart (c6 khodng mot
nghin ctta hang) nhan 16i thach dau cta “diing si ti hon David” la Wal-Mart
(khoang mot tram nam muoi cita hang).

Kmart “danh” vao san sau ciia Wal-Mart bang cach m@ cac ctra hang tai
bon thanh pho: Jefferson City, Poplar Bluff, Fayette va Rogers. Ho banh
treéng tiép tuc theo cach doé trén toan nuwdc MY tdi mic duge coi la Thanh
Cat Tu Han trong nganh kinh doanh ha gia. Sam Walton triéu tap mot cudc
hop dac biét, dwa ra mot ké hoach khuyén mai, nhan sy va ban hang 1é6n véi
quyét tam: “Hay d6i dau v6i ho. Canh tranh sé bién Wal-Mart thanh mot
cong ty tot hon”.

Nam 1977, Kmart tan cong Wal-Mart tai phia bac Little Rock. Ho m& mot
ctta hang m@i dé canh tranh v&i cita hang Wal-Mart s6 7, mot trong nhitng
ctra hang t6t nhat cia Wal-Mart thoi diém do. Wal-Mart chap nhan doi dau
va dua ra thong diép: “Ban gia thdp hon bang bat c gia nao”. Vi du sinh
dong nhat l1a cudc chién ban thudc danh rang Crest. Hai bén ha gia lién tuc va
cubi cung danh gitt & mic bang nhau la 6xu/tuyp. Kmart da nhan ra Wal-
Mart khong dé bi khuat phuc.

Mot thoi gian ngan sau d6, Kmart hoan toan bi danh bat ra khoi thi truong
Wal-Mart dang chiém linh nhw Jeff City, Poplar Bluff hay Hot Springs.

Thanh cong cta viéc nay bat nguon tit 1y do chinh la né lyc lam vira long
khach hang ludn t6t hon ciia Wal-Mart. Khach hang khong quay lung lai v&i
ho cho dui ¢6 sy xam lang cta ké 16n manh hon rat nhiéu.

Nhwng cho dén tan lic ay, Kmart van la mot thé Iyc. Sam hiéu rang dé
Wal-Mart c6 thé viegt qua Kmart hoan toan, ho budc phai mé rong thi treong
va lén manh hon niva.

Nam 1977, Bud va David Glass quyét dinh mua lai mot loat ctta hang
giam gid Mohr Value & bang Illinois, noi cé kha nang ludn chuyén hang hoa
binh quan khodng tir ba triéu dén nam triéu déla m4t nam. Pay la vung dat
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md&i mé cho Wal-Mart va viéc mua lai loat ctta hang nay chinh la chién lwgc
tot. Sam déng cira nam ctra hang va chuyén muoi sau ctra hang con lai thanh
Wal-Mart. Nam 1979, vGi khoang 230 cita hang, Wal-Mart lan dau tién dat
doanh thu hon 1 ti dola/

nam va van khong dirng lai.

Wal-Mart tiép tuc 14n chiém vé phia nam dé canh tranh v6i hang Kuhn,
v6i hang loat ctra hang Big K, cong ty ban hang gidm gia 16n nhat vung.

Kuhn dang c6 khoang 112 ctra hang kéo dai su6t phia nam tir Kentucky,
Alabama, Georgia, Caro-lina va nhiéu nhat & Tennessee. Wal-Mart vurgt song
Mississippi, m@ mot ctra hang tai Jackson, Tennessee. Kuhn dap trd bang
cach md cira hang tai bang Arkansas (dat cia Wal-Mart). Nhung khong lau
sau d6, Kuhn bat dau chun buwéc va 16 ra nhitng nhuwgc diém ctia minh: ng
nan, phung phi... Sam quyét dinh mé& ngay mot cudc hop cap téc dé lay phiéu
bau: nén mua hay khong mua lai hang Kuhn. S6 phiéu ngang bang la 50-50
va lan dau tién Sam ra quyét dinh: “Chiing ta sé lam viéc d6”.

Sam khong mudn dé mat co hoi trudc khi nhitng hang khac nhw Kmart
“nhdy” vao day.

Sam dong bét mot s6 cira hang thua 16 Big K, sat nhap phan con lai vao
Wal-Mart. Cong ty bat dau phat trién bung n6. Gan nhw moi nam, so luwgng
ctra hang Wal-Mart dwgc moc 1én dao dong tir 100-150 ctta hang. Luc bay
gio, tham chi diéu nay mang dén cho Sam mot sy tin twdng: minh cé thé lam
duoc tat ca.

“Sy canh tranh thyc sy la ly do lam t6i yéu thich nganh ban 1é. Cau
chuyén vé Wal-Mart chi 1a mét chwong khac trong lich st canh tranh nhung
no la mot chwong 16n va la mot bo phan trong cudc cach mang nganh cong
nghiép nay. Lu6n luén c6 mdt sy thach thitc bén canh: mot ai d6 bat ngo lap
ké hoach dé vuon 1én dan dau. Dé thang ho, ching t6i phai luon thay doéi va
theo doi doi thu, 1ap ké hoach cho twong lai”. (Sam Walton) Viéc canh tranh
va thach thic con dwge Sam ap dung ngay trong chinh ndi b cong ty. Nam
1984, mdt quyét dinh bat ngd va khoé hiéu nhat dwgc 6ng dwa ra: dé nghi Jack
Shewmaker, cha tich kiém téng gidm doc diéu hanh, va David Glass, giam
doc tai chinh doi cho cho nhau! Sam mudn thi

nghiém rang: tinh cach cta hai ngwoi ditng dau cong ty nay co6 lam viéc
t6t hon cho Wal-Mart khi hoan ddi hay khong. Ong ciing ngdm dwa ra mot 15i
moi tham gia tran dau: ai lam kém hon tai vi tri trwdc day cua ngudi kia
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chinh la nguoi thua cudc.

Pay ding la mot quyét dinh khé hiéu. Thoi gian nay, 600 cira hang Wal-
Mart da kiém dugc gan 200 triéu déla/nam vGi doanh thu hon 4,5 ti dola/

nam. Rat nhiéu ngudi khac sé do dy néu nhv cling c6 mot y nghi twong tu.
Viéc hoan doi hai vi tri cao nhat ctia cong ty ro rang sé la mot canh bac mang
day tinh rai ro. Thoi gian dé lam quen ctia moi ngudi trong cwong vi mai c6
thé lam kha nang phat trién ctia cong ty bi kéo cham lai.

Nhung diéu nay khong ding véi Jack Shewmaker va David Glass. Sam da
quyét dinh khong sai lam vi da danh gid ding kha nang hai chu tich. Hai
nguoi lam viéc hét sitc tuyét voi va tiép tuc day doanh thu cia Wal-Mart 1én
cao. Nam 1987, Sam Walton nhuwong ghé tong giam doc lai cho David va
cling la Iic Jack vé hwu, chi gitt vi tri c6 van cua tap doan Wal-Mart.

Vay con Kmart thi sao? Sau sy banh tredng hét sitc manh mé hang thap
ky ctia minh ra toan nwéc My va thé gidi, khodng nam 1992, Kmart bat ngd
bi pha san. Co6 rat nhiéu nguyén nhan nhwng viéc diéu hanh khong tét 1a 1y do
chu yéu. Trong nganh kinh doanh ban 1é bang cach giam gia, mot diéu toi
quan trong la kha nang diéu hanh va git vitng duwgc mic 1gi nhuan ctia cong
ty. Moi khi m& thém mot cira hang, cong ty budc phai can doi lai ngay kha
nang cung cap tai chinh, lwgng hang... Lam khong duwgc diéu nay, dan dan n6
sé di dén no nan va tién vé b doc cua s pha san.

DPén ldc nay, déi tht canh tranh chinh yéu cia Wal-Mart chinh la tap doan
Carrefour (Phap) — tap doan ban 1é 16n thit hai thé gii va Tesco (Anh) —

tap doan 16n thit ba. Sy d6i dau nay chinh la thach thitc & cdp cao hon so
véi Kmart chi & trong long nwéc My. Thi truong 16n nhat chitng kién cudc
do6i dau nay dang la Trung Qudc. Nam 2004, Carrefour c6 dén 40 ctta hang
tai 23 thanh pho ctia Trung Quoc vGi doanh thu hang nam khoang 12 ti nhan
dan té. Do chen chan vao day cham hon, Wal-Mart méi chi c6 26 dai ly ban
1é v&i khodng 6 ti nhan dan té (nam 2003). Theo thong ké, hién cé khoang 30
trong so 50 tdp doan ban 1é 16n nhat thé gidi da c6 mat tai vung dat Trung
Hoa.

Pong thai méi nhat cia Wal-Mart tai thi truong Trung Quoc chinh 1a viéc
thong bao mua lai hang ban 1é noi dia Trust-Mart, c6 khoang 100 siéu thi trén
toan dat nudc, vai so tién trén 1 ti dola, st

dung trén 30.000 nhan c6éng. Trust-Mart chinh la dai siéu thi 16n nhat
Trung Quodc véi doanh thu nam 2005 dén 1,67 ti dbla, cao hon rat nhiéu so
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vOi mitc doanh thu 1,3 ti dola ma Wal-Mart thu dwoc tai thi truong Trung
Quoc. Doanh thu nam 2005 cua Carrefour la hon 2 ti dola. Gidi quan sat cho
rang, viéc sap nhap Trust-Mart vao Wal-Mart sé gitp tap doan nay vuon 1én
trd thanh tap doan c6 hé thong ban 1é va kho hang 16n nhat Trung Quéc.

Dé chuan bi cho ngay dot pha, Wal-Mart bat ngd thay thé nguwdi nam gity
chitc chu tich kiém giam doc diéu hanh Wal-Mart tai Trung Qudc bang Ed
Chan, nguyeén 1a giam d6c phu trdch khu vire chau A, didu hanh khoang 1.400
ctta hang ctuia cong ty ban 1é Dairy Farm International Holding Ltd. Vi tri nay,
trudc day do John Hatfield, nguwoi lam viéc cho cong ty trén 30 nam, dam
trach. Va, ong Ed Chan la nguoi Hong Kong. Diéu nay cho thay khat khao
leo 1én mot nac thang méi trén thi truong Trung Quoc ctia Wal-Mart. Khong
nhitng thé, hon 1.500 nhan vién da dugc tuyén dung mot cach quy mo.

Théch thitc cia Chan ngay lic nay chinh la viéc hoa nhap mot cach tinh té
Trust-Mart vao Wal-Mart. Trong suy nghi ctia da s6 nguoi dan Trung Quadc,
siéu thi 16n nhat ho biét lai la Trust-Mart chit khong phai la Wal-Mart hay
Carrefour, nhitng hang ban 1é n6éi danh khap thé gidi. Viéc mua lai Trust-
Mart duwgc xem la thoi diém t6t nhat cho sw thim nhap cia Wal-Mart vao
Trung Quoc. Viéc Wal-Mart can lam lic nay la xac dinh va nam bat dugc
nhu cau cling nhv tdm ly cia ngwdi dan Trung Qudc. Tai Mexico, do lam tot
diéu nay ma Wal-Mart hién dang nam giit khoang 60% thi truong ban 1é tai
day. Nhung cling chinh ké khong 16 da budc phai tir bo thi trudng Pirc va
Han Quoc khi khong dap ting dugc tam tw mua sam cua nguwdi dan tai hai dat
nudc nay.

Di vao mot cira hang Wal-Mart tai Trung Quoc, c6 thé nhan rd ngay su
thay doi nay. Nhitng hai sdn nhw c4, Oc, rua bién... dugc treng bay song dong
trong cac tu kinh, khac vdi cach bay bién thwc pham da chét cia Wal-Mart
trudc day. Wal-Mart cling da nhuwgng bo viéc thanh 1ap cac cong doan trong
tang 16p cong nhan cta minh do dac diém chinh tri cia Trung Quoc. Wal-
Mart ciing dv kién sé chi thay thé bang hiéu mang tén Wal-Mart tai cac siéu
thi Trust-Mart chi khi nhitng siéu thi nay sanh ngang tam voc va kha nang
nhw mot siéu thi Wal-Mart.

Cudc doi dau Wal-Mart va Carrefour con tré nén song dong hon khi to
bao Britain’s Mail (Anh) vira tung mot tin gay chan dong: Wal-Mart dang
xUc tién mua lai cad Carrefour! T¢ bao dwa tin tong giam doc Wal-Mart hién
nay la Lee Scott da t6i tham mot so siéu thi Carrefour trong chuyén céng du
chdu Au va gip g& Cha tich tdp doan Carrefour, Luc Vandeveld, tai
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Versailles. Theo d6, Wal-Mart c6 y dinh mua lai mét s6 cita hang cua
Carrefour r6i tién tdi mua dit tap doan nay!

Lanh dao Carrefour chinh thitc bac bo thong tin nay. Nhung gigi quan sat
van kha hoai nghi. Béi thuc té cho thay, doanh thu cia Carrefour dang bi stt
giam nghiém trong, nhat 1a ngay tai Phap. Néu tdp doan nay lam an khong
hiéu qua, thong tin nay la c6 co sé. Tt 1au, viéc mua lai Carrefour van luén
ndm trong tam ngam ctia Wal-Mart va Tesco — tap doan ban 1é 16n thit ba thé
gigi cling khong nam ngoai duv kién.

Néu ding nhu vay, Wal-Mart chi con doi dau vGi chinh minh!
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Chuong 4.
CAULAC BO SAM

MGt bubi t6i nam 1983.

Sam Walton cung vg c6 mot budi an t6i cung vg chong Sol Price tai mot
nha hang thudc bang San Diego. Sol la mot trong nhitng nguoi tien phong
trong linh viec ban hang gidm gi4, diéu hanh chuoi hé thong Price Club. Price
Club da ban hang véi gia thap hon gia thuong tdi 22%, trong khi Wal-Mart
chi gidm 5-7%. Cach biét nay qua lon.

Sol da khéng ngd rang Sam Walton da sao chép gan nhu nguyén xi cach
diéu hanh cau lac bo ban budn ctia minh vé ap dung cho Wal-Mart.

Ngay trong nam 1983, Cau lac b6 Sam dau tién duwgc mé ra.

Theo nhu Sam nhan xét, day 1a “mot nén van hdéa tach han ra khoi van hoa
Wal-Mart tir trede t6i nay” va “tudi tho thit hai hodc thi thach thi¢ hai cta
doi t6i”.

3k 3k 3k

Cau lac b Sam dau tién dwgc md ra tai Midwest City, bang Oklahoma.
Tai d6, Sam thué mot khu nha véi gia khoang 75-90 xu mot foot(*) vuong va
stta chita lai. Pac biét, quan 1y cau lac b6 bao gom * 1 foot = 0,33m nhitng
nguwoi von khong dugc coi trong tai cac ctra hang Wal-Mart trwde d6. Mot
trong s6 nhitng ngudi tiéu biéu duwgc lwa chon 1a Rob Voss, mot mau nguai
thich khudy dong, luon chong lai hién tai va chwa bao gio dwoc xép vao mau
quan ly cap cao.

Tai sao lai nhw vay? B6i co ché hoat dong cia Cau lac bo Sam chinh la
thue hién viéc budn ban cta chinh Wal-Mart. Nghia la Wal-Mart tw dé trd di
sé ti minh thyc hién viéc budn ban tai Cau lac bo.

DPay la nén tdng ctia viéc ban khai niém (hon ca viéc ban hang hoéa). Noi
day ban cac hoat dong trg gitup kinh doanh nho theo y twong: vaoi 25 dola mot
nam, khach hang c6 thé c6 ngay mot nha kho phuc vu ngay lap titrc véi tat ca
lgi thé hang h6a ma cac cong ty 16n c6 duwgce. Rat nhiéu khach hang la cac
doanh nhan nho 1é va ho c6 thé lay hang khong can moi phi ton khi giao
hang. O day khong c6 cho cho sy rwdm ra. Nhitng ngudi quan ly san sang
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cam lay may nang va lay hang ti trén gia xuong. Cau lac b ngay lap titc tao
dwgc niém tin ctia khach hang vao van héa mdi cia minh.

Cau lac bo ban si Sam — mot sy phan chia ctia cong ty ban hang giam gia
Wal-Mart — duge xem la kho chita hang ding dau quoc gia. N6 xay dung
duwgce hon 400 kho hang xuyén suot khap ca nwdc va ban hang cho 41 triéu
khach hang, nhitng ngudi da ndp 1€ phi dé tré thanh thanh vién cau lac bo.
Nhitng thanh vién c6 thé mua hang tai kho hang ngon ngang cua cau lac bg,
noi dac trung béi 110.000 dén 130.000 foot vudng, noi cung cap hon 40.000
mon hang, ti hang tap pham twoi séng dén quan do, thuéc men... Tham chi,
cau lac bo con cung cap nhiéu dich vu: nhan don dat hang qua buwu dién doi
v6i thudc men, cau lac bo du lich, internet, dich vu phuc vu tir xa, thué xe...
Gia ban tai day chi bang gia ban si, vi thé gia ha xuéng rat thap. Cau lac bo
ban cho cac thwong nhan nho, nhitng nha hang, trung tam cham soéc hang
ngay, van phong, tham chi nhitng thi truong ca nhan.

Cau lac bo Sam dugc lap ra khi Sam Walton da nghién cttu nhitng mo
hinh thanh céng twong tw khac. Sau khi ditng vitng, Cau lac bo danh bai doi
thu Costco.

Pén cudi nam 1983, tiép tuc c6 hai cau lac b ban si Sam duwgc thanh 1ap
tai Kansas City, Mis-souri va Dallas. L.gi nhuan nam dau tién thu vé khoang
40 triéu dola. Nam 1984, mot chuoi kho hang dwoc thanh 1ap, tir s6 lwgng
tam roi tién dan lén muwdi mot v6i doanh thu khodng 225 triéu dola.

Cau lac bo Sam dinh vi dwgc vi tri cia minh va “tan pha” tan hoang khu
vuc. Ho tréd thanh nguwdi khong 16 khong ngai. Hang hoa dugce sap xép trén
nhitng ké nang tau thiy hodc trén nhitng gia thép, dat trén tran, pham vi ma
tay c6 thé viron tdi. Viéc trng bay dugc thé hién don gidn bang cach chat 1én
cao va dugc dong go6i. Nhung vi gia ban ré hon nhiéu so véi nhitng noi khac
nén khach hang thwong mua véi s lwgng 16n. Sy ra doi cia Cau lac bo ban si
Sam dwgc xem la mot diéu tat yéu, vé nén mdét hinh anh thanh phé mua sam
thu nho va mdt thanh cong song hanh cung nhitng siéu thi Wal-Mart.

Cau lac bo ban si Sam tao nén lgi thé cho sy phan phoi ctia chudi ctra
hang Wal-Mart. Mot nha phan tich la Morgan Stanley viét trong t& Tin tic
ctra hang ban 1é, ngay 9.12, mo6 ta hé thong phan phoi cia Wal-Mart 1a “hé
thong phan phoi tinh vi nhat thoi diém bay gio”. Chuoi hé thong da md rong
dwgc rat nhiéu ky nang. Hang héa dwoc di chuyén bang may méc, béi vay
khach hang khong can cham tay vao hang hoa tir xwdng dén xe ctia minh.
Thém nita, Wal-Mart da xem xét thi treong rat ky lvdng tredc khi dua hang
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dén nha kho ctia ngwdi mua. Nhitng kho hang tai Cau lac bo Sam la phan bo
sung cuc 16n cho nhitng kho hang nho tai cac thi trdn trong chuoi ctta hang
Wal-Mart. Hai hé théng nay (Cau lac bd Sam va cac ctra hang) tuy c6 cach
ton tai doc 1ap nhung ludn bd sung cho nhau va khéng bao gio ganh dua canh
tranh. Mot nha phan tich khac trich dan bai bao trong Tin tic ctra hang ban 1é
la Cau lac bo Sam va Wal-Mart cé thé cung nhau “cung cap gan nhw tat ca
nhu cau ctia ngwdi mua sam trén thi treong”.

Nam 1986, theo thong ké, Cau lac bd ban si Sam chiém gan 1% hang
gidm gia toan nwéc My. Nhung tap chi Fortune danh gia “nganh cong nghiép
nhé” nay dat dwoc khoang 4,4 ti dola trong thoi gian nay va mirc do 1gi nhuan
la rat tha vi. Trong khi do, cung thoi gian nay, Price Club chi thu vé 1,9

ti dola vdi lgi nhuan khodng 46 triéu déla. Mot bi quyét thanh cong ctia
Cau lac bo Sam la hang héa dugc chuyén giao rat nhanh.

Vao gitta nam 1980, ciling c6 rat nhiéu cong ty di theo hwéng thanh lap
Cau lac bo: Costco, Pace, Warehouse Club, BJ’s Wholesale, Price Savers...
Costco va Pace, Warehouse Club, Wholesale Club da phat trién xa hon vao
nam 1986. BJ tham chi chi mé&i dat ké hoach vao gitta nam 1980 thi dirng lai.
Price Savers quay trd lai kinh doanh chu6i ctra hang tap pham sau khi that bai
vao thang 8.1985.

Nganh kinh doanh da chat nich sy canh tranh v&i nhitng thanh vién hién
co trén thi truong.

Nam 1987, Sam da c6 84 kho hang trirc thudc Cau lac bo ban si Sam. Sy
tang 1én nhanh chéng nay dwgc tiép noi tir viéc Sam Walton mua lai chuoi
kho hang ban si ha gia ctia Saver Wholesale.

Nhitng kho hang nay di dau trong nhitng thanh ph6 mién Nam. Nhung n6
khong mang lai 1gi nhudn nén Sam da ti€p quan bang cach déng ctta mot so
kho hang va mé thém nhiéu kho hang khac duwéi cai tén ctia Cau lac b6 Sam.
Nam 1989, Sam bat dau mé rong xuéng vung Dong Bac. Noi day chwa hé cé
mot khai niém nao vé nhitng kho hang ban si gidm gia cling nhw sitfc manh
cta hé thong Wal-Mart. Cau lac b Sam dau tién tai day duwgc mé tai Pong
Bac thanh ph6é nhoé Delran, New Jersey va sau d6 md& rong thém tai New
York, Delaware, Maine, New Hamshire, Pennsylvania. Chuoi hé thong nay
1ap titc dirtng dau tai vung Pong Bac thdi gian nay. Price Club ciing lap tirc
mé& kho hang dau tién tai phia dong va muwoi mot kho hang khac tai vung
Pong Bac vao nam 1990. Tham chi, vao nam 1990, Costco ciing dén vung
nay.
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Nam 1989, Cau lac bd ban si Sam thu vé 4,8 ti dola, tang 25% so vGi nam
trtdc d6. Chudi hé thong nay chiém phan 16n 1gi nhuan ban gidm gia cua
Wal-Mart mo6i nam. Nam 1989, n6é cung cap 18% viéc ban hang cua tong tap
doan Wal-Mart.

Nam 1990, “Cau lac b ban si Sam” duwgc doi tén don gian la “Cau lac bo
Sam”. Nguyén do la m6t tham phan tai phia bac Carolina da quyét dinh rang
cau lac bg khong dugc gitt lai trr “ban si” (wholesale) bai vi chi 11-15% hang
héa dugce mua tai day. Luat dan sy quy dinh rang phéai 50% hang hdéa tré 1én
dwgc mua tai kho hang méi dwgc mang danh xung “ban si”. Pé dwoc chap
nhan va ton tai & phia bac Carolina, Sam Walton budc phai do6i tén thanh Cau
lac bo Sam. Cai tén nay dugc gitt

mai cho dén ngay nay.

Trong thoi diém d6, Sam tiép tuc tra 175 triéu déla dé mua chudi 27 kho
hang cua Idianapolis.

Cau lac bo ban si nay thanh lap nam 1982, chuyén kinh doanh cac san
pham danh cho ngwdi mu tai Midwest va da@ m@ thém dwgc ba kho hang tai
khu viee Chicago truwéce khi thudc vé Cau lac bo Sam. T diém xuat phat nay,
Cau lac bo Sam tiép tuc mé nhiéu kho hang xung quanh Chicago va lan
chiém ra nhitng vung ngoai 6, thi trdn nhé nhw Joliet va Rockford. Viéc mua
lai nay lam tang thém sitc manh cho Cau lac bo tai khu viec Midwest va khién
khong hang nao c6 thé canh tranh dugc.

Nam 1990, cudc canh tranh gitta Sam Walton va lanh dao nhitng hang ban
1é khac dang di vao giai doan quyét liét va khac nghiét nhat véi sy di chuyén
va gianh giat ving dat trung tam cua thi trwong. Noi nhitng hang nay “dung
d6”, moi hang déu tim cho minh mot diéu khac biét dé ton tai.

Mot s6 hang chao hang nhitng kho sach ryc rd, hodc lam ndi bat hang twoi
song, nhitng hang hoa trong 10 nwéng. Mét 1gi thé Cau lac bo Sam c6 la moi
lien hé v6i Wal-Mart. Cau lac bo da c6 nhitng sang tao riéng vai cac kho
hang, noi Wal-Mart c6 mat tai nhitng thi trdn. Hai hinh thic nay quén ly
khong chong chéo 1én nhau va dwgc vi nhw bd doi chd lun hoat dong trén
cung thi truong.

Pén lic nay, Cau lac b6 Sam dwong nhw da thu phuc dugc Price hay
Costco, nhuw da lam véi Kmart. Rot cudc, dé ton tai, Price va Costco bat budc
phai sat nhap thanh lién hgp Price/Costco nam 1993 (trong vai nam sau doi
tén thanh Lién hgp céng ty Costco). Cau lac bd Pace (cia Kmart) khong thé
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duy tri tiép hoat dong va danh ban lai 99/113 kho hang lai cho Wal-Mart
trong cung nam do. Vao thoi diém nay, Cau lac bo Sam la chuoi 16n nhat, véi
khoang 400 kho hang va doanh thu xdp xi 14,7 ti dola. N6 ciling chiém dén
22%

tong doanh thu toan Wal-Mart trong nam 1993.

Nhung cau lac bo bat dau roi vao tinh trang chan nan. Gitta nam 1994,
cung lac nhiéu kho hang hau nhu khong tang dwoc 1gi nhuan hang thang troi.
Dé giai quyét, cong ty khoét squ vao trung tdm ctia van dé nay: nham tGi muc
tieu ro rang nhu xay duwng nha cham séc bénh, nha hang, khach san, nha nghi,
don dep cong ty... Nam 1995, cau lac bo bé nhiém Joseph Hardin lam chu
tich méi. Ong t* chitc ndm 1997 va chi dinh Mark Hansen thay thé. Viéc
budn ban trd nén cham lai va dnh hwéng dén ty 1€ phan tram trong toan Wal-
Mart. Ty 1é 20% nam 1990 chi con lai 17,5%. Nam 1998, cong ty bat tay vao
chwong trinh d6i méi toan dién: t6 chitc lai 70 kho hang, cai dat nhitng gian
hang md&i vao 50 kho khac, m& rong thém 120 ctra hang tap pham twoi song,
tuyén dung mot vai can bo hang dau dé thay thé va thong bao mua lai chuoi
kho hang Millennium Club dang kh&i dau véi mot hwéng di mdéi & San
Diego. Tham chi, cau lac bo con tién hanh gidm gia mot s6 dich vu dac biét:
tau thay Airborne Express, truy cap Internet, thu6c men, dao tao ky nang
phan mém... Ngoai ra, cau lac b con gigi thiéu mot nhan hiéu thirc an tw
nhan la Members Mark va “tdn cong” cac thanh vién bang thw dién ti truc
tiép. Nhitng diéu nay tao nén cho cau lac b6 m6t nam 1998 huy hoang.

Doanh thu thu vé la 23 ti déla (Igi nhuan 15%).

Cau lac bo Sam c6 mot chu tich méi vao thang 10.1998 la Tom Grimm.
Ong chinh 13 ngudi 1anh dao ctia Pace Membership (thudc Kmart ma Wal-
Mart da mua lai nam 1993). Sv chi tiéu 6 at cua khach hang vao thoi diém
nay giap cau lac bd quay tré lai di bang doi chan ctia chinh minh. Lgi nhuan
tang 1én vao nam 1999 va cong ty m@ duwgc thém 20 kho hang mdéi. Dén nam
2000, hinh thitc kinh doanh nay chi con lai ba “dai gia”: Cau lac bo Sam (véi
hon 450 kho hang), Costco (khoang 300) va Cau lac bo BJ (tréen 100). Sy
canh tranh gitta Cau lac bo Sam va Costco tiép tuc khéng giam sit. Hai hang
cung m@ nhiing kho hang tai cing mot thanh phé va Sam bat dau mé rong 1én
dén California — “thanh tri” ctia Costco.

Tham chi nam 2000, Costco loan bdo sé m& mot s6 kho hang méi tai
Arlington, Texas, chi dé ngan chdan mdt s6 kho hang mdi cia Sam & d6. Sam
hi vong chiém wu thé vao mot s6 buwdc di liéu linh ctia minh nhw sach huéng
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dan phuc vu céc thanh vién (chang han trung tam cham séc hang ngay).

Cau lac b6 lam n6i bat hoat dong cua cac khu bao ché duwge pham, giam
gia mot s6 dich vu nhw chup hinh 1 gid, chuan bi bita an.

Sy diéu hanh cta cau lac bo vao thé ky XXI da thay doi so véi truée do.
Tt m6t kho hang nhé xiu, né da tré thanh mot thé lyc ditng dau. N6 vuot qua
giai doan giam sit gitta nam 1990, va sy tac dong nhitng nam 2000 giong
nhv nhitng mang mau vé nén sy canh tranh manh mé vGi nhitng dich tha bay
lau nay.

Ngay 22.12.2005, Wal-Mart danh dau viéc khanh thanh Cau lac b Sam
mdi tai duwong Xiangmei (Trung Quoc) véi hon 20.000 m2 va khoang 4.000
loai hang héa... Luc nay, Wal-Mart da c6 650 cau lac b6 Sam véi hon 50
triéu thanh vién trén toan thé gidi.

Cau lac bo Sam dau tién tai Trung Quoc duwgc xay dwng nam 1996 tai phia
bac duong Xiangmei, quan Futian, Shenzhen. Noi ddy dugc xem la doc nhat
vo nhi, rong rai, tién nghi. N6 hoat dong vdi khau hiéu “phuc vu tan tam
nhitng thwong gia thanh vién cling nhw cd nhan can dén”.

Cho dén nay, Wal-Mart da mé 53 b phan tai 25

thanh pho ctia Trung Quodc, bao gom cac siéu thi, cau lac bo Sam... Co
hon 27.000 nhan c6ng dwgc thué muwén véi tong lwgng dau tuw hon 1,7 ti nhan
dan té va tra thué 1,5 ti nhan dan té.

V&i sy thanh cong cua Cau lac bo Sam, Wal-Mart hién dang doc ton vdi
vi tri s6 mOt cia minh.

44 nam trai dai cho mét cau chuyén than ky nhat trén duong dén vdi ngai
vang.
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Phin I1L.
PHU LUC

Vo, con, dong sy, doi thu canh tranh va khach hang da n6i vé 6ng bang tat
ca su kinh trong: M6t con ngudi song hét minh vi sy nghiép phuc vu cudc
song cia moi con ngwoi trén Trai dat nay.

“NUOC MY TU HAO VE ONG”

“La mot nguwoi My, Sam Walton la hién than cuia mot chu doanh nghiép
va la hinh anh thu nhé cta gidc mo nwéc My. Sv quan tam ding mic tGi
cong nhan, dam mé cong viéc va khao khat muon thay doi 1a nhitng khac biét
dang biéu duong trong sw nghiép cta 6ng. Vdi viéc tai trg nhitng suat hoc
bong & chau My Latinh, 6ng ay da gitp cac dan tdc xich lai gan nhau hon va
da chia sé vGi cac dan tdc khac nhitng ly twéng ctia nwéc My ma ong da thé
hién hét strc tuyét voi. La mot nguwdi cha gia dinh tan tuy, nha lanh dao doanh
nghiép va chinh khach cta nén dan chd, 6ng thé hién tinh cach ctia mot con
nguoi dang tin cdy, tran day hi vong va lao dong can man. Nwdc My rét tw
hao vé 6ng, mot thwong nhan hang dau, mot ngwdi rat thanh dat trong cudc
song va kinh doanh”.

Tong thong George Bush (cha) “Sam Walton khong phéi la mot nguwdi dan
ong song cho minh. Moi khi cac phéng vién va nguai viét tiéu sir héi vé cudc
song, ong ludn 1ai cau tra 10i sang nhitng giai thoai vé Wal-Mart. Wal-Mart la
hoi thd, cudc sdng cia 6ng va 6ng ludn mong moi ngwdi xem minh va Wal-
Mart da gan két véi nhau.

Ong 4y da thic day, c6 vii, truyen kinh nghiém cho nhan vién dem dén
niém vui cho moi nguwdi véi mot cau than chi: “T6i tran trong thé va tuyén bo
rang: bat ci khach hang nao ditng doi dién vdi t6i trong khoang cach 10 foot
trd lai, t6i sé twoi cuwdi, nhin thang vao mat ho, hoan hé ho, chi dé ho néi “hay
giap toi, Sam!”.

Kim 1. Martin - Pai hoc Arkansas “Sam Walton gop phan khdi dau mot
cudc cach mang trong nganh céng nghiép ban hang chiét khau... Ong lam
viéc d6 nhu thé — tai vung nong thon Arkansas — va roi tat cd moi noi khac
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trén thé gigi.” Tap chi Flint “T6i cho rang Sam Walton co6 tinh cach 16i cuén
moi ngudi. Ong dy c6 thé hét 1én vai ban tir cach xa mot ddy phd. Ong hét 1én
Vi tat cd moi nguoi.

Do 1a ly do moi nguoi thich va mua hang cua ong.

Co6 vé nhu ong ban hang duwgc la nho than thién vgi nguoi khac.” Inez
Threet —

nhan vién ctta hang Nam xu va mot hao trwdc day “Co hai diéu khién Sam
Walton khac phan 16n moi nguoi. Dau tién la hang ngay moi khi thic day,
ong déu quyét dinh céi thién mot diéu gi dé.

Thit hai, 6ng it sg sai hon bat ky ai ma t6i tirng biét. Mo6i khi nhan thay
minh sai, 6ng bd ngay va chuyén sang hwdng khac.” David Glass “Tt ngay
c6 cita hang Wal-Mart, Sam Walton da chitng t6 rang day khong phai la mot
ctra hang Ben Franklin v6i mot s6 mat hang c6 gia thap.

Ong muédn cé chiét khau that sy. Ong néi: ‘Téi mudn ha gid tat ca mat
hang’. Do vay, du ching t6i c6 lam bat ky diéu gi khac, ching t6i van ban véi
gia thap hon cac ctta hang khac. Néu c6 mot mat hang méi duge dwa vao thi
trdn va nhitng ngwdi khac ban vai gia 25 xu, ching t6i sé ban vdi gia 20 xu.”
Charlie Cate quan ly ctta hang Wal-Mart dau tién “Sam rat sac sdo trong viéc
nhin ngudi ciing nhw nhan ra tinh cach va sy trung thure ctia ho. Ong chwa bao
gi® pham phai mot sai 1am nao vé van dé ndy. Ong 1a nguoi rat gioi thuyét
phuc, c6 thé du mdt con chim bay ra khéi t6. Ong va Helen c6 thé 1am ban ra
khoi nha dé an kem va sau dé lién tuc héi ban cé dy 1é nha thd hay khong.
C)ng rat gioi trong viéc Iwa chon va danh gia nhitng nhan vién, khong chi tim
nhitng ngwoi quan ly ctra hang ma Iwa chon nhitng con nguoi sé cung minh
tién 1én. Sam la nguwdi cdp tién va biét minh muén cai gi, tr d6 tim kiém n6
va tién tirng budc trong qua trinh nay.” Claude Harris khach mua hang dau
tién cia Wal-Mart “T6i nhé Sam ludn néi di noéi lai rang: Hay xong vao va
xem xét nhitng doi thu canh tranh ctia ching ta. Ptrng tim kiém cai xau ma
phai nhan ra nhitng diéu tot. Néu cac anh tim dwgc mét diém t6t so vGi cong
ty cta ching ta thi chiing ta phdi c6 gang dwa vao trong cong ty ciia minh”.

Charlie Cate “Cha t0i luon néi rang ching t6i phai song linh hoat. Chiing
toi chua bao gio di choi ca gia dinh.

Hodc tham gia mot chuyén cong tac ma khong thay doi ké hoach sau khi
da 1én dwong. Luc do, tat ca ching toi déu cudi tham khi mot s6 ngudi biét
rang cha toi 1a mot nha chién lwgce ky khoi, nguwdi da phat trién cac ké hoach

https://tieulun.hopto.org



phttc tap va thyc hién né véi dd chinh xac cao. Ong ludn nhanh chéng thay
do6i va khong c6 quyét dinh nao la khong thé thay doéi ca”.

Jim Walton “T6i ludn néi v6i Sam: ‘Chuing ta da xay dung mot cudc song
twong doi on. Tai sao con phdi ra ngoai va m@ rong nhiéu dén thé?’. Cac ctra
hang ngay mét tién xa hon. Mac du vay, t6i da nhan ra: sau khi m@& ctra hang
thit 17, khong gi c6 thé ngan anh ay lai niva”.

Helen Walton “Wal-Mart la cong ty dugc quan ly thanh cong nhat ma
chung t6i tirng di theo va giam sat.

Chung t6i cho rang day la cong ty quan ly giéi nhat trén toan nwdc MY.
Ciling c6 nha dau tv da noi rang day la cong ty quan ly t6t nhat trén thé gidi.
Ching t6i khéng mong dgi c6 thé trong thdy mot Wal-Mart th hai trong
doi”.

Margaret Gilliam nha phan tich ctia cong ty First Boston “Pau 6c ctia 6ng
dy lam viéc nhanh gap mudi lan nguwdi khac. Téi mudn néi 6ng ay chi luén
tién 1én phia tredc va nhdy coc. Sam ra quyét dinh rat nhanh. Néu c6 mot y
twong nao dé can dugc thye hién, y twdng dé phai dwgc wu tién hang dau, va
phai thue hién ngay, bat ké da c6 ké hoach khac dung 1én. Moi ké hoach lam
viéc ctia moi nguwdi trong ngay bi pha v&. Ong ay chi viéc triéu tdp mot cudc

»

hop”.

Lorreta Boss Parker Thu ky riéng trong 25 nam cua Sam Walton “Toi
nghi rang, mot trong nhitng diém manh ctia Sam 1a anh dy c6 mot tinh cach
hoan toan khong thé doan truéc duge. Anh ay lubén la con ngudi riéng cua
chinh minh, hoan toan doc 1ap trong suy nghi. Do vay, anh ay khéng phai la
mot nha quan ly dé dang nghe theo ngwoi khac. Anh dy khong bao gio dé dai
v&i bat c diéu gi va bat cit ai.

Sam con noi tiéng la mot nguwdi c¢6 kha nang thic day ngwdi khac va anh
dy xitng dang duogc noi tiéng hon nhitng gi kha nang d6 mang lai. Anh ay
cling rat gioi trong viéc kiém tra nhitng nguwoi anh ay dong vién. Ban c6 thé
goi phong cach dy la ‘quén ly bang cach lu6n luon giam sat’.” A.L.Johnson —
pho6 cha tich Wal-Mart “Viéc Sam tao ra dwgc mot nén van hoéa riéng cua
Walton trong toan cong ty chinh la chia khoa cua moi thanh cong. Khong
diéu gi c6 thé sanh dugc.

Ong 4y 1a nha kinh doanh vi dai nhat ctia thé ky XX”.

Harry Cunningham - sang 1ap vién Kmart “C6 mot diéu ban sé nhan ra
khi néi chuyén véi Sam. Anh dy sé luon néi vé sy thanh cong ctia cong ty

https://tieulun.hopto.org



nhv ‘day la mau chot cua van dé’ hodc ‘day la bi quyét ctia ching t6i’. Anh
ay hiéu rang khong cé bat ky mot phwong thitc than diéu nao dwa dén thanh
cong. Su thanh cong la tong thé cua rat nhiéu yéu td6 khac nhau va chi trong
mot ngay thoi, anh ay cé thé chi ra tit ca cac yéu to6 do nhu la diém mau chot
va bi quyét. biéu dang ngac nhién la anh ay ludn c6 gang tap trung vao
nhitng yéu t6 d6. Pay cling chinh la nhitng bi quyét that sy’ cia Sam”.

David Glass “Hon ai hét, Sam Walton hiéu rang kinh doanh khong thé t6n
tai néu thiéu khach hang. Ong séng theo ton chi ctia minh 1a dit khach hang &
trung tdm moi s no lirc ctia ban than. Trong khi phung sw khach hang dén do
hoan hdo (Sam sé phu nhan diéu nay), 6ng ciing dong thsi phuc vu cac co
dong, cong dong ctia Wal-Mart va tat ca nhitng nguwdi khac mét cach phi
thwong. Hau nhw khéng c6 ai trong cong dong doanh nghiép tai nwéc My nay
c6 thé sanh dugc vdi ong”.

Roberto Goizueta — Chu tich va toéng giam doc diéu hanh Coca-Cola “Khi
Sam cam thay chac chan, anh ay sé khong bao gio bo cudc. Anh dy sé khién
ban kiét sirc. Khi Sam c6 mdt y twdng, ching t6i sé thdo luan vé né va quyét
dinh y twong do cé 1é khong nén thwc hién vao giai doan hién tai. Xong!
Nhung chirng nao Sam con tin rang y twéng dé la ding, né sé duogc dua ra
ban bac trd lai tir tuan nay sang tuan khac dén khi moi nguwdi chiu thua va
dong y. T6i nghi rang c6 thé goi cach quan ly nay la ‘tiéu hao sinh lyc cta ké
déi dich’.” David Glass “Ngoai trtt trwong hop cia Henry Ford thi Sam
Walton la nha doanh nghiép cta thé ky”.

Tom Peter — dong tac gia cuén Kiém tim si hoan hao

GIA PINH WALTON

Ngay 14.2.1943, Sam Walton va Helen Robson t6 chitc dam cuéi tai thi
tran Claremore, bang Oklahoma.

Hai nam sau, ho chuyén dén thi tran Newport, bang Arkansas, tai dong
bang Mississippi. Thi tran khodng 7.000 dan, chu yéu chi cé bong va duwong
sat. Ho tiép quan ctta hang Nam xu va mot hao ctia cong ty Ben Franklin.

Cung nam dé, ho sinh Rob Walton va chi trong vong bon nam, lan luwot
thém ba ngudi con: John, Jim va Alice.

Van hoa gia dinh Walton la van héa dac biét.

Diéu nay c6 anh huwéng tir gia dinh ctia Sam Walton triedc do. Cha Sam la
Thomas Gibson Walton va me la Nancy Lee Walton rat hay cai va nhau gay
gat va da song ly than khi con 16n. Sam da tirng thé minh sé khong bao gio dé
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con cai phdi roi vao tinh trang buén khé ma minh titng gap phai.

Sam va vg c6 gang toi da dé dat dwgc sy thong nhat trong gia dinh. Cac
con ho déu la huwéng dao sinh xuat sac nhw Sam hoéi nhé. Ho ciing tham gia
doi bong bau duc ¢ treong va tré thanh nhitng nhan vat cha chét (ngay ca
Alice ciling tirng duwgc moi vao doi). Mac du diéu kién kinh t€ khong khé
khan nhw Sam truéc day nhuwng tat ca déu cé thoi gian di giao bao dé co thé
cam nhan duwgc cach danh gia tét nhat gia tri cia dong dola.

Gia dinh Walton thwong c6 nhitng budi cam trai ngoai troi dé gan két
khong khi trong gia dinh. D6 c6 thé 1a nhitng chuyén di nghi dai ngay qua
Ar-kansas, Mesa Vesde, Grand Canyon, East Coast... Ciing c6 khi la dén
New York xem vé& Carmelot hay t&i Grand Tetons dé choi tai trai ca, ho nui...
Mot nguyén tac bat di bat dich Sam ty dat ra cho ban than minh 1a khong qua
thic ép cac con minh va dé ho tw quyét dinh cho con dwong di ctia minh.

Rob Walton thi vao treong Luat va tré vé lam luat sw cho cong ty Wal-
Mart. Anh cé cong 16n trong viéc dwa c6 phiéu Wal-Mart niém yét 1én san
chitng khoan. Anh ciing la gidm d6c va thanh vién ctia Hoi dong quan tri.

Jim Walton tham gia vao thi truong bat dong san va tham gia vao cong
viéc cua Wal-Mart. Khi Bud Walton rit lui khéi vi tri ctia minh tai cong ty,
Jim ti€p quan cong viéc nay va ciing thanh céng nhw Bud tirng lam truée dé.

John Walton va Alice Walton tham gia vao cong ty chi trong mot thoi
gian ngan va ty ditng ra kinh doanh doc 1ap. Alice c6 cong ty dau tw ctia riéng
minh la cong ty Llama, dat tai thi trdn Fayette.

John tirng la linh cttu thwong trong quan doi My tai Viét Nam. Anh khong
song tai Arkansas ma s& hitu mot cong ty cung cap dich vu rdi hoa chat &
mién Tay.

Gia dinh Walton la mot trong nhitng nhan t6 quan trong thic day sw thanh
cong cuia Wal-Mart.

Ho nam khodng 38% c6 phan tai cong ty, nghia la 871,3 triéu c6 phiéu véi
gia tri khoang 20,47 ti dola.

Sau khi Sam mat, Helen la ngwoi trure tiép nam git co6 phiéu nhiéu nhat va
c6 anh hwang 16n nhat tai Wal-Mart cho dén khi ba qua doi nam 2000.

Rob Walton, nay da ngoai 50 tudi. Ong giit vi tri nhu mot gidm d6c va dic
biét 1a nguwoi chiu trach nhiém md rong Wal-Mart ra Trung Quoc. Vi du, 6ng
bay dén Hong Kong dé tham du 1é khanh thanh hai Cau lac b Value, dy an
duwgce xem la liéu linh dau tién tai chdu A. Nhw mot nha phan tich tirng viét:
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“Rob Walton 1a tiéng néi caa 1y tri tai Wal-Mart”. Ong cfing titng thita nhan
rang: “Neéu rat c6 gang, chac chan t6i cling khong thé gay anh hwdng 16n nhw
diéu ma bo t6i da lam”.

Hién nay, Jim dang quan ly ngan hang gia dinh, phu trach bao chi cua va
dat dai cia Wal-Mart.

Em trai Sam, Bud Walton la mot trong sau “nguyén ldao” ctia Ban quan tri
Wal-Mart hién nay (cung v&i Rob Walton, David Glass, Don Soderquist,
Paul Carter and Drayton McLane). Trén nguyén tac, Bud con la ngudi quan
ly cong ty ban giam gia Bud, dugc chia ra tv Wal-Mart. Nam 72

tudi, Bud vé huwu véi mét cudc doi cong hién nhiét tinh cho Wal-Mart.
Mot nha phan tich di viét: “Ong 4y 1a ngudi hién lanh va t té nhat ma t6i
tirng biét”. “Nhung lai bod thoi gian vao viéc san ban qua nhiéu” — mot nha
phan tich khac hai hwéc khi néi nhw thé.

Bud s& hitu 40,2 triéu c6 phiéu Wal-Mart. Biéu nay gitp ong trd thanh co
dong 16n nhat trong Wal-Mart sau khi Sam qua doi. Du vay, cho dén khi trd
thanh mot ty phi, “Bud van la nguwdi dan 6ng tot bung giau c6”. (Tap chi
Forbes) Nhu vay, thong ké lai thi s6 lwgng c6 phiéu trong gia dinh Walton
dwgc nam gitt: Helen Walton (1,5

trieu), Rob Walton (402.574), John Walton (2,8

trieu), Jim Walton (4,6 triéu), Alice Walton (1,1

triéu).

Helen Walton dén cudi doi déu don hét tam tri minh cho viéc ti thién,
nhat la dau tw vao nha tho va giao duc.

Gia dinh Walton la gia dinh c6 tam anh huwéng rong 16n nhat nhi nuwéc My.

Ho da dé lai mot di san!

CHUNG TOI LAM VI MOQI NGUOI

“Bi quyét kinh doanh ban 1é thanh cong la hay cho khach hang cta ban
nhitng gi ho muon!

Néu ban ditng trén quan diém cua mot khach hang, ban sé mudn cé moi
thit: hang héa da dang c6 chat lwgng tot, mitc gia thap nhat co6 thé, phuc vu
chuyén nghiép va than thién, mua ban moi ltic, d6 xe mién phi va mot ky
niém khi di mua hang... Ban sé tré nén yéu mén mét ctra hang khi ho phuc vu
trén ca sy mong dgi va sé ghét cay ghét dang ctra hang khi ho té ra bi lam
phién hay chi vo trong thay ban”.
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Sam Walton Bai hoc mang 1gi ich dén cho khach hang dau tién ctia Sam
cling chinh tr cita hang Nam xu va mét hao tai Newport. Day 1a mot thi tran
nong thén, rat nhiéu ngwdi vao thi trdn mua sam nhung lai sdng & nhitng
nong trang bén ngoai hodc biét 1ap (Sam goi dé la nhitng thi tran “tw trai ra
dén chg”). Cac phién chg 16n thwong dién ra vao ngay th bay. Khi Ay,
nhitng gia dinh s6ng cach xa thi trdn cung lén xe, di vao thi tran va c6 mua
that nhiéu hang hdéa, thy'c pham du dung cho mét tuan sap tGi.

Pé thu hut ho, phai c6 mot diéu gi do twoi méi va dac biét. Ctra hang cta
Sam dat m6t chiéc may lam kem, sau do la chiéc may rang ng6. Puong nhién
la khi nhitng di¥a tré d6 x0 vé day, ching ciling kéo theo cha me dé mua sam.

Thi trdn Bentonville, noi dat cra hang Wal-Mart dau tién cia Sam con
nho hon Newport rat nhiéu (3.000 dan so véi 7.000 dan trwdc dé). Nhitng
ngay mua sam cda dan chiing vao ngay thit bay luon dugc chitng kién nhitng
tro vui cia Sam Walton trinh dién tai quang trudng thi trdn. D6 la noi 6ng gia
Noel sé tdi va to6 chitc mot cudc diéu hanh ram rd bén trong thi trdn. May
rang bong ng6 do Alice ditng ban ciing la noi lui tGi thwong xuyén cia nhitng
nguoi tiéu dung khi dén Bentonville.

Ctra hang Wal-Mart s6 18 1a m6t hinh dnh danh dau cho sy tré vé cua
Sam Walton ciing nhu chitng t6 viéc dem lai 1gi ich cho khach hang ctia ong
ludn ludn dang dan. Pung 19 nam sau khi phai chia tay Newport trong dau
dén vi bi 1ay lai mat bang, ctta hang Wal-Mart cia Sam da chiém c¢ hoan
toan khu vic nay va danh bai ctta hang ctia Ben Franklin ma 6ng tirng tiép
quan trudc do.

Nguwoi chu caa ctra hang lic nay lai chinh la con trai cua ngwoi chu cong
ty Ben Franklin. Mot sy tr@ vé day vinh quang!

Mot trong nhitng cdu chuyén dang nhé nhat ma cac céng sy ctia Sam
thuwong ké lai 1a, trong mot 1an di tham mot civa hang Wal-Mart, Sam t6 ra rat
an twgng vGi cach ma ngwoi quan ly tai do lam.

Ong ta dit mot ngwdi ditng & ctta chi dé lam nhiém vu chdo va twoi cudi
v6i khach hang. Sam rat thich thi. Ong dua ra y kién nay dé ap dung vdi tat
ca cac ctta hang khac. Bi phan d6i mot 1an, hai lan, ba lan... 6ng van giit
nguyén y dinh, cho dén khi tat ca nhitng cdng sw chdp nhan va lam theo y
twong nay.

biéu nay dwgc Sam goi don gidn bang cum tir: “chung t6i lam dai 1y cho
chinh khach hang cia minh”. Ong chwa bao gi® nghi ngd khau hiéu “khach
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hang 1a Thuong dé” va luon diéu hanh cong ty theo mot hwéng di nhw vay.
Pung nhu David Glass tirng ndi: “Ban 1€ la ti mi”. Phai ti mi v&i nhitng yéu
cau cta khach hang.

Trong vong muoi nam (1982-1992), Wal-Mart thu dugce 1gi nhuan khoang
13 ti d6la/nam. Tién ban hang dat khoang 130 ti d6la. Sam lap luan rang: gia
stt Wal-Mart chi tiét kiém dwgc 10% cho khach hang, nghia la da tiét kiém
duwgce 13 ti dola, mot con s6 khong 16. Pay la san pham cua hé théng thi
treong ty do va nguyén nhan giup Wal-Mart hoat dong c6 hiéu qua. bo la ly
do khach hang yéu quy Wal-Mart.

Khoéng nhitng thé, mang lai 1gi ich cho ngwdi khéc ciing chinh la mang lai
lgi ich cho doi tac.

Ngay Wal-Mart m& ctta hang tai Wheat Ridge, Colorado, mot nguwoi phu
nit véi vé mat rang r& da tdi tan ctra hang dé cam on. Pay la ngudi chu cta
mot ctra hang son cung khu pho. Khi khach hang dén Wal-Mart mua mot loai
son ma noi day khong c6, ngudi quan 1y da chi cho 6ng dén ctra hang son cta
nguoi phu nit nay.

Béi vi dé ban cho khach hang véi mic gia thap nhat, Wal-Mart luén cting
ran v6i nhitng cong ty cung cdp. Phwong chdm ma Sam va cac cong su
thwong truyén dat cho nhan vién ctia minh la: “Khong phai cic anh dang
thuvong lugng cho Wal-Mart ma dang thwong lwgng cho chinh khach hang
ctia minh. Va khach hang xitng dang tra mirc gia thap nhat ma cac anh cé thé
c6 duogc. Birng bao gio thuwong hai cac nha cung cap!”.

Puwong nhién la quan hé vGi doi tac la nguwdi cung cdp cling la van dé quan
trong. Nhung v6i Sam, cd ngudi ban va nguwdi cung cap hang déu phai tuan
thi mot nguyén tac: phuc vu cho khach hang véi mitc gia thap nhat c6 thé.
Viéc bat tay gitta Wal-Mart va cong ty cung cap Procter&Gamble (P&G) thoi
ky dau chinh la hinh dnh mé& duwong cho quan hé gitta nha ban 1é va nha cung
cap cua tat ca nhitng cong ty khac sau nay.

Nam 1985, Wal-Mart khéi dong chuwong trinh “hdy mang cong viéc vé
cho ngoi nha nuwéc My”.

Sam Walton thdy rang: Wal-Mart ti treGc dé phai nhap khau mot lwong
hang héa 16n, trong khi tiém nang ttr trong chinh long nwéc MY con rat nhiéu,
v0i diéu kién nhitng cong ty cung cap lam ra nhitng sdn pham chat lwong.
Ong gtii thu t6i cac nha cung cap dé mdi dén 1am viéc vé chwong trinh nay.

Puong nhién cd Wal-Mart ciing nhw cac nha cung cap déu han ché duogc
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nhitng nguon chi phi an cting nhw chi phi phat sinh nhu: chi phi lvu kho khi
hang chuan bi roi cang hay nhap cang.

Nhu vay, mitc gia tinh thém vao hang ban 1é cia Wal-Mart sé gidm di va
Sam sé chon mua cac san pham ctia My.

Uéc tinh Wal-Mart da tao ra duwgce gan 100.000

cong viéc san xudt & My. T khi chwong trinh bat dau cho dén nam 1991,
Wal-Mart da mua lwgng hang do nwéc My san xuat lén tdi 5 ti dola, ma 1€ ra
da mua tir nwdc ngoai.

Khong chi c6 thé, lam tir thién va mang niém vui lai cho ngwdi khac luon
la mot cong viéc thuong xuyén cua gia dinh Walton ma Helen Walton la
nguoi tich cye nhat. Ngoai cac vién gido duc, gia dinh Walton con thuong
xuyen tang qua cho cac hoi nha tho, thv vién, vieon thu cling nhuv cac phuong
tién gidi tri khac. DPia chi tai trg con kéo dai ra dén cac bénh vién, chwong
trinh nghién cttu y khoa, hoi nghé si, hoi nha hat, hoi giao huwdng... B6 con la
cac chwong trinh bdo vé moi truong, hoi cwu chién binh, phat trién kinh té,
doanh nghiép tv do, truong hoc cong lap, tv thuc, hoc vién, dai hoc...

Sam cung vg minh con khéi dong va tai trg cho mot chuwong trinh hoc
bong dac biét dé gt tré em & vung trung nwdc My dén cac treong dai hoc &
Arkansas. Mo6i nam, mot sinh vién trong chwong trinh nhan dwgce khoang
130.000 dola cho hoc phi, sach v, di lai, an @... Thiét thyc hon, hang nam
gia dinh Walton luén danh ra 70 suat hoc bong dé tai trg cho con em cac
nhan vién dang lam viéc tai Wal-Mart.

Sam dau tw rat nhiéu vao gido duc v6i mot nguyén tac: nhitng ngwdi nhan
duwgc hoc bong phai ti lam viéc va tw kiém mot chut it tién cho riéng minh.
Ong muén rdng nhitng ban tré, nhitng nguoi khong cé tién di hoc ty minh
mong muon tim ra cach kiém tién di hoc va day chinh la phan thwéng khi ho
dat dwoc diéu nay.
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SAM WALTON: HAY LAM THEO TOI!

Trong cudn ty truyén Made in America (Cudc doi kinh doanh tai My), tat
ca nhitng bi quyét lam nén thanh cong cua cudc doi minh déu dwgc Sam
Walton thong ké lai. Rat nhiéu nha phan tich cé tén tudi déu cung nhan xét
rang: “Pay la cam nang cho nhitng ai mudn tao nén mot sy nghiép kinh
doanh vi dai”.

“Xin Iwu y cac ban. Hay nhé rang nhitng nguyén tac nay hoan toan khong
c6 y dinh trd thanh mudi diéu ran trong kinh doanh. Pé chi 1a nhitng nguyén
tac da giup toi thanh cong. Nhuwng t6i luon ty hao minh da khong rap khuon
theo nguwoi khac.

To6i lai cang rat thich nhitng ngudi cé ca tinh doc lap, luén doéi dau véi
nhitng nguyén tac cua toi.

Pang 1é t6i chong lai ho nhung toi lai ton trong ho.

To6i sé chu y lang nghe ho nhiéu hon nhitng ngwdi luén dong y vdi toi. Vi
vay, ban phai lvu y nhiéu hon dén nguyén tac thit muwoi”.

Sam Walton

1. Nhiét tam vGi cong viéc ctaa minh Chi khi yéu thich cong viéc cua
minh, ban md&i hang say trong cong viéc va luon c6 gang dat két qua tot nhat.
Diéu nay ciing sé nhanh chong lan truyén dén nhitng nguwoi xung quanh ban.

2. Chia sé 1gi nhuan cua ban C6 nhu vay nhitng cong sy cting nhu thanh
vién trong cong ty méi coi ban nhu mot déi tac than thién. Hay khuyén khich
ho dau tv déng gép vao cd phan cta cong ty, ban c6 phan cho ho véi gia chiét
khau thap va tang khi ho vé huu.

3. Tao dong co lam viéc cho cong sy Pat ra nhitng muc tiéu that cao,
khuyén khich canh tranh va ghi nhan két qua. Bé ra nhitng tro phat thuwéng
dac biét. C6 thé hoan doi ca nhitng ngudi quan 1y khi cong viéc tréd nén nham
chéan (nhw viéc hoan doi David Glass va Jack Shewmaker). Hay tré nén bi an
tredc moi ngwoi trong nhitng quyét dinh.

4. Tro chuyén vé6i cong su dé chia sé thong tin Khi cong s biét thong tin
vé mot van dé, ho sé quan tdm nhiéu dén van dé d6. Néu gitt cho minh, cac
cong su sé cho rang ban khong tin twéng ho va tat nhién ho cling sé doi xw
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v&i ban khong hét long.

5. Panh gia cao nhitng no lyc cua cong sy Moi ngwoi déu thich dugc nghe
nguoi khac danh gia cao vé ban than minh, nhat la nhitng cong viéc lam duoc
dang ty hao. Hay khen nggi dung lic, ding cho. Nhitng quyén 1gi ctia moi
nguoi trong cong ty cling can duge danh gia cong bang.

6. Ghi nhé thanh cong ctia ban Diéu nay cé nghia la ban phéi luén lac
quan vao ban than minh. Khi ban that bai, hay nghi dén nhitng thanh cong dé
vui vé. Puing qua lo lang va hay thu gian dé khong lam nhitng ngudi xung
quanh cang thang. C6 thé dé nghi moi nguwdi cung hat vdi ban.

7. Lang nghe tat cd Khich 1é cho moi nguwoi bay té quan diém, y kién.
Nhitng nguwoi true tiép tro chuyén véi khach hang tai cac ctra hang la quan
trong nhat. Hay nam bat dwoc y kién cua khach hang qua nhitng ngudi nay.
Nhitng y twdng cai thién cong ty sé dén tir nhitng ngudi nay.

8. Bap &ng nhiéu hon nhitng gi ban hita Diéu nay nghia la dap &ng trén ca
mong dgi cua khach hang, dem lai nhitng gi ho mudén va con hon thé nita.
Néu c6 16i lam, hay xin 16i va chiu trach nhiém véi nhitng diéu da lam. Bugc
nhu vay, ho sé madi la khach hang cua ban.

9. Lam viéc thong minh hon ngwdi khac Chi c6 thé vugt 1én trén nguoi
khac, ban méi thanh c6ng. Sam Walton la minh chitng ré rang nhat. Moi y
twdng déu duwge 6ng nghi ra moi ngay, moi co hoi dwgc tan dung toi da, trudc
khi nhitng do6i tha c6 thé lam dwogc. D6 la mot tinh cach va cling la mét bi
quyét!

10. Thoat khéi 16i mon Néu tat ca nhitng ngudi khac cung di theo mot con
duwong, ban sé c6 co hoi di theo huéng nguge lai. Hay tim ra huwdng di khac.
Pirng so nhitng 161 phan doi, nhitng kho khan gap phai néu ban cho la minh
di dang.

Trén day la nhitng bi quyét thanh céng ctia Sam Walton. Néu thdy can,
ban hay dung mot so diéu dé lam t6t hon cong viéc ctia minh. Cudc song luon
thay doi. Va néu muon thanh cong, ban phai ditng vitng tridc sy thay doi do.

VIET NAM: CON SOI PANG DEN!

Cudi thang 3.2006, tap doan Talad Simum Muang cia Thai Lan do ba
RatChasina, Tong giam doc Hé thong siéu thi Nall da dén Binh Thuan dé tim
kiém co hoi dau tw. Gan day, Cong ty Dong Hung da tuyén b6 chuyén giao
mot siéu thi Citimart cho tap doan ban 1é Dairy Farm - Hong Kong quan ly
kinh doanh dé cong ty ranh tay dau tw vao nhitng siéu thi Citimart khac. Hé

https://tieulun.hopto.org



thong siéu thi Co.opMart trong thang 5 vira mdi khai truwong siéu thi
Co.opMart BMC, nay chuan bi khai trwong siéu thi Co.opMart An Pong,
dong thoi co ké hoach tir nay dén cu6i nam 2006 sé m& thém 50 ctra hang
Co.op va khai trwong thém bén dén bdy siéu thi nita. G7 Mart cling c6 ké
hoach riéng ctia minh. Va méi day nhat 18 cong ty 16n cia Singapore vé thuc
pham nhw Oldchangkee, Caravana, Ten&Han, Apex-pal, Bakezin... da dén
Viét Nam tim kiém kha nang cung cap thwc pham thong qua G7 Mart.

Nhung diéu nhiéu nguwoi lo ngai nhat 1a thong tin: nhitng tap doan ban 1é
nhuw Tesco-Anh, Carrefour-Phap va nhat la Wal-Mart ciia My... cling dang
trong qua trinh xin gidy phép dau tw vao Viét Nam.

Miéng banh hap dan trong thi treong ban 1é cia Viét Nam dang duwgc ca
thé gigi nham dén.

Viét Nam da gia nhap WTO. Néu khong chuan bj dé doi dau, sé la tré
mat!

Phai chuan bi nhu thé nao?

*** AT Kearney, tap doan tw van hang dau thé gidi, cé tru s@ tai My vira
cong bo mot két qua vé thi treong hét sitc kha quan: Viét Nam da trd thanh
dia diém hap dan thit ba thé gigi d6i vdi cac tap doan ban 1é toan cau, chi sau
An Do va Nga. Theo két qua khao sét, chi tiéu ciia ngudi tiéu dung Viét Nam
tang 16% va doanh s6 ban 1é tang 20% trong giai doan 2004-2005. Viét Nam
dugc AT Kearney vi nhw mot tiéu An D8, vi thi tredmg ban 1é véi 90%

cac diém ban hang la ctta hang nho gia dinh. Con theo nhin nhan ctia 6ng
Terry Ghani — giam déc TGA, m4t cong ty quang cao va tiép thi hang dau
Malaysia, thi: Viét Nam la mot “thién dwong”, mot thi trong tiém an cuaa thi
treong ban 1é. B&i Viét Nam cé nén chinh tri 6n dinh, ty 1€ biét chi¥ cao nén
rat dé thong tin bang hinh thitc viét. C6 dén 70% dan s6 dudi 30 tudi, diéu
nay rat c6 1gi trong viéc duy tri va phat trién bén virng thi truong ban 1é tai
Viét Nam. Bén canh d6, Viét Nam con la ctta ngé dan téi mét so thi trieong
nhe An D6, Trung Quéc, Campuchia, Lao... Mot nghién cttu khac caa Lién
hiép Hop tac xa Thuong mai TP.HCM (Saigon Co-op) thyc hién tai cac thanh
ph6 nhv My Tho, Long Xuyén, Phan Thiét, Quy Nhon... cling cho thay cé
dén 50% nhitng nguwdi mua sam chinh trong hd gia dinh da ti'ng mua hang tai
siéu thi va c6 dén hon 85% nhitng ngwoi dwgc phong van san sang mua sam
@ siéu thi néu co6 loai hinh nay tai thanh phé cta ho.

Thye t€ 1a ngay tir nam 1994, Bourbon da mé& man chién dich “do bd” siéu
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thi vao Viét Nam. Sau gan bon nam chuan bi, mai dén nam 1998, mot dai
siéu thi ctia tdp doan nay mang tén Cora chinh thitc “ra mat” nguoi tiéu dung
Viét Nam. Pén nam 2001, hai dai siéu thi cia tdp doan nay tiép tuc ra doi.
Nam 2004, Cora dugc doi tén thanh Big C va tiép tuc phat trién mang luwGi
ctia minh bang sy ra doi tai My Dinh (Ha No6i). Tiép theo sy thanh cong ctia
Bourbon, tdp doan ban 1é hang dau cua Dirc 1a Metro cling tham nhép thi
truong Viét Nam bang Trung tam béan si Binh Phu (Q.6. Tp.HCM). Khong
dung lai trede sy thanh cong cua mo hinh maéi nay, Metro thit hai khai trvong
tai An Phd, Metro thit ba ra doi & Ha Noi. Pén thoi diém hién tai Metro da cé
bdy trung tam va sap hoan thanh ké hoach tdm trung tdm Metro tai Viét Nam
v6i s6 von dau tw khoang 150 triéu dola. Ong James Scott - Téng giam déc
Metro Cash & Cary Viét Nam khang dinh, trong vai nam tGi Metro sé tré
thanh nha cung cap chu lyc hang thuwc pham va phi thiye pham cho cac khach
hang tai Viét Nam.

Co thé tir nay dén nam 2008, hé thong Big C sé tiép tuc md rong mang
lw6i cia minh thém tam dai siéu thi mdi. Cung v6i si 16n manh cta hai tap
doan trén, cudi thang 6.2005, trung tdm mua sam Parkson dau tién tai Viét
Nam da khai trvong. Dy kién, trong hai nam dau, Parkson sé m@ ba trung tam
mua sam tai TPHCM va Ha Noi mé dau cho mot chudi cac siéu thi khac
duwgce xay dung tai cac tinh, thanh trong ca nwdc véi tong s6 von dau tw 1én
dén 70 triéu dola.

Nhu vy, sau gan tdm nam thdm nhap vao thi truong Viét Nam, da cé ba
tap doan hoat dong trong linh vuc siéu thi la Bourbon Group, Metro
Cash&Carry va Parkson. Sau Parkson, cai tén dwgc nhac dén nhiéu nhat hién
nay la Dairy Farm (Hong Ko6ng). Theo B6 Thuong mai, cac tdp doan phan
phoi hang dau thé gigi nhw Wal-Mart (My), Carrefour (Phap), Tesco (Anh)
va Giant South Asia Investment Pte (Singapore) da dwa Viét Nam vao ké
hoach mé& rong cac thi treong trong diém trong thoi gian tGi. Bén canh do,
chuoi siéu thi 16n tht

nhi tai Han Quoc - cling dang xem xét viéc tham nhap thi truong Viét
Nam trong nam tGi.

Theo danh gia cia mot cong ty nghién cttu thi trwong, thi truong ban 1é sé
chiu chi phoéi bdi cac kénh phan phéi hién dai theo chiéu huéng ngay cang
mé& rong hon. Chang han nghién cttu kénh phan phoi hién dai (siéu thi, cac
chuoi ctra hang tién dung...) & hai thanh pho 16n la Ha No6i va TP.

HCM cho thay kénh phan phéi nay da tang tir 18%
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trong nam 2004 1én 23% nam 2005 so v&i kénh phan phoi truyén thong
(cho, ctta hang thyc pham, nguwdi ban dao...) dang gidm tir 82% xudng con
77%. Xu hudng nay cling thé hién r6 khi s6 lwgng cac ctta hang ¢ TP. HCM
va Ha NG6i & kénh phan phoi truyén thong dang giam tir 45.346 cita hang
xuong con 44.638 ctra hang. Cac chuyén gia dy bao rang, xu huwéng nay sé
con tiép tuc tang manh trong nhiéu nam téi khi cang c6 nhiéu tap doan ban 1é
dén Viét Nam.

That ra thach thitc khong xuat hién tryc dién va dé thay nhw thé. Theo so
liéu ctia B6 Thwrong mai, hang héa dén tay nguoi tiéu dung chu yéu van qua
hé théng chg (khodng 40%) va qua hé thong cac ctta hang ban 1é ddc lap
(khodng 44%). Hang ban qua hé thong phan phéi hién dai nhw siéu thi, cira
hang tién 1gi... chi mé&i chiém khoang 10%; con lai 6% la do nha san xuat trurc
tiép ban thang.

Nhuw thé cac tap doan ban 1é, néu c6 vao Viét Nam, thi tredc mat sé canh
tranh nhau & phan khic 10% ndi trén. Dan da, nho tinh chuyén nghiép, ho sé
dem lai cho nguoi tiéu dung su tién 1gi, thodi mai va hai l1ong nén ty 1é 10%
nay sé tang lén nhanh chong. Ty 1é nay cang tang thi ty 1€ 44% cac ctra hang
doc lap sé gidam, gdy khoé khan cho cac hd kinh doanh gia dinh, nhat la &
nhitng khu viuc moc 1én cac siéu thi hay ctta hang tién 1gi. Nhw vay, trong
nhitng nam sap tGi sé c6 sw chuyén dich, cham chit khong thé nhanh, trong
hinh thitc kinh doanh béan 1é. Nhiéu ctra hang doc 1ap sé dong ctra, nhiéu ctra
hang khac sé tré thanh vé tinh cho mé6t chuoi cira hang tién lgi nao dé. Theo
duw bao ctia B6 Thuwong mai, dén nam 2010, kénh phan phéi hién dai sé chiém
ty 1€ 30-40%, bang vGi Trung Quoc hién nay va dén nam 2020, chiém khoang
60%, bang vGi Thai Lan hién nay.

Trong tinh hinh nhw vay, cac doanh nghiép ban 1é tai Viét Nam van con
nhitng han ché va diém yéu nhat dinh: Tai chinh: Pay la yéu t6 khéng can
ban cai nhiéu.

Hau can: Kinh doanh siéu thi hién dai doi héi mot hé thong hau can
chuyén nghiép. Tong giam doc ctia Metro Cash&Carry cho biét, Metro da chi
gan 20-25 triéu euro trang bi hé thong cung ng hang (kho lanh, xe chuyén
dung, thiét bi kiém tra, bdo quan hang hda...) theo chuan ctia Metro toan cau
va chi gan 800.000 euro cho cong tac huan luyén. Trong khi do, & cac siéu thi
cta Viét Nam, cac giam doc siéu thi van con tranh cai v4i nhau vé viéc trung
tam phan phoi hodc nha cung cap khong giao du hang ban trong dip 1€, Tét
ma chua cé bién phap nao dé khac phuc tinh trang nay. Viéc diéu phdi cac xe
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giao hang duing loai, ding noi, dung thoi diém van con dugce diéu hanh, quan
ly khéa don gian. Biéu nay khong chi dnh hwdng dén hoat dong kinh doanh ma
con lam gia tang chi phi lao dong ciing nhw quan ly.

Tinh chuyén nghiép: Kinh doanh ban 1é hién dai doi hoi nha quan ly co
nhitng cong cu ho

trg dé dua ra cac quyét dinh. Doi v6i mot hé thong siéu thi, bo phan mua
hang dong vai tro kha quan trong. Chuyén vién mua hang chuyén nghiép c6
thé diéu dinh vGi nha cung cdp trén tat ca moi phwong dién tir gia ca, so
lwgng, thoi gian giao nhan hang, cac chwong trinh tiép thi, khuyén mai, quy
cach bao bi, dong géi... Tham chi ho c6 thé tw van lai cho nha cung cip nén
san xuat hang nhw thé nao, tiép thi, quang ba ra sao... Tuy nhién, & khau nay,
dwong nhu cac chuyén vién mua hang cia cac nha ban 1é nwéc ngoai to ra lan

7,

lwot.

Truwdc sitc tdn cong cua cac tap doan nuwdc ngoai, nhitng nha kinh doanh
trong nuwdc to ra lo lang vé mot cudc chién khéng can sitc va da dén hoi quyét
liét, gdy can. Vi thé, cac doanh nghiép trong nuwéc ciing dang 1én ké hoach
cho riéng minh. Chinh vi thé, tir hai nam nay, Saigon Co-op vd&i hé théng ban
1é thwong hiéu Co-op Mart da nham dén chién lwgc mé rong mang phan phoi
vé cac tinh va tang cwong lién két vGi cac nha phan phéi khac trong nuwéc nhw
Satra, Vissan, Unilever... Hang loat cac siéu thi mégi cua Saigon Co-op dang
dau tw xay dung & cac tinh Trung, Nam, Tay Nguyén... dv kién cudi nam nay
s& di vao hoat dong. Ong Nguyén Ngoc Hoa - Téng Giam ddc Saigon Co-op
cho biét, tai thanh phd Phan Thiét, Saigon Co-op dang xay dung siéu thi Co-
op Mart véi tong von dau tw gan 50 ti dong. Siéu thi dwgc xay dung trén dién
tich 11.000m2, gobm mot tang trét, hai tang lau va mot tang ham. Siéu thi sé
duwgc thiét ké gom mot siéu thi tw chon vGi day da cac mat hang tir thuc
pham, bach hoéa, d6 dung gia dinh, may mdac cho dén do choi tré em... Bén
canh do, siéu thi con c6 cum rap chiéu bong cao cap, khu vui choi giai tri
danh cho nguoi 16n va tré em, nha sach, cac khu dich vu chuyén doanh phuc
vu nhu cau khach hang. Dv kién, siéu thi Co-op Mart Phan Thiét sé hoan
thanh va di vao hoat dong trong dip Tét nguyén dan Dinh Hgi.

Néu nhuw nam 1996, ca nwdc chi c6 moi mot siéu thi Citimart thi dén nay,
ca nudc c6 khoang 160 siéu thi va 32 trung tam thuwong mai. Trong dé, Co-op
Mart “ditng dau danh sach” véi 15 siéu thi khap cac tinh thanh. Hién tai, Co-
op Mart dang cung 6 vi tri cia nha phan phoi s6 1 tai Viét Nam bang chién
lwge phat trién ca vé chiéu sau va chiéu rong. Dy kién, vao nam 2010, Co-op
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Mart sé c6 40 siéu thi trong cd nwdc, dong thoi lién két vdi cac co sé san
xuat, kho trit lanh thanh mot hé thong lién hoan tit khai thac, van chuyén, ché
bién dén ban 1é dé gia tang gia tri san pham.

Nhiéu ngwoi am hiéu da nhan xét rang nhitng nha dau tw khon ngoan véi
tiém luc tai chinh doi dao khéng bao gid nhin thi tredng ngan han ma ho tinh
dén “hai qud” & nhitng nam sau. Cudc do6 bd ctia nhitng nha ban 1é nwdc
ngoai vao Viét Nam trong thoi gian tdi cling sé c6 qua trinh ma trudc mat
nhitng nha ban 1é ¢ thé yéu cé thé tinh toan lai phwong an lién két, chuyén
nhwgng quyén kinh doanh, hodc thué cac chuyén gia nwéc ngoai diéu hanh
hoat dong kinh doanh... M& ctra thi truong la tat yéu, song dé cho doanh
nghiép trong nwdc co tiém lyc canh tranh véi cac dai gia nwdc ngoai, lanh
dao nhiéu cong ty thwong mai cho rang, Nha nwéc can cé buéce di thich hop
va khdo khat kinh nghiém mé& ctra ctia cdc nwdc xung quanh. Birng dé nhw
Théi Lan, 80% linh vic phan phéi la do cac tdp doan nwdc ngoai nam git,
phai han ché nwéc ngoai ma siéu thi thanh chudi, chi cho mé riéng Ié.

Du vGi phwong an nao thi cdc nha ban 1é cta Viét Nam cling can phai
nhanh chéng khac phuc nhitng diém yéu cua minh dé “giir gia”. Van deé la
liéu cac doanh nghiép trong nuwdc cé san long lién két v4i nhau dé tao sitc
manh tong hgp hay manh ai ndy lam véi tam ly muon lién doanh véi doi tac
nuwdc ngoai hon la lam an chung véi doanh nghiép trong nwdc. Pay mdi chinh
1a thach thitc 16n nhét cia hé thong ban 1é ndi dia trong thoi gian tGi.

Riéng v6i Wal-Mart, day la mot thach thitc to 16n nhat néu tap doan nay
dat chan dén Viét Nam.

Hon nita thé ky qua da chitng minh sttc manh kh6 ngan can ctia n6. Mot
cum ti* Sam Walton da dung thwong dugc cac nha phan tich dwa ra trueée sy
banh trueéng ctia Wal-Mart la: “con séi dang dén”.

Sy thanh cong ctia Wal-Mart ¢ nhiéu quéc gia nhw My, Mexico, Cuba...
dé dang khién nhiéu doanh nghiép tai Viét Nam lo ngai. Ngay tai nwéc lang
gieng nhuv Trung Qudc, Wal-Mart dang tirng budc vion 1én thanh cong ty
ban 1é s6 mot tai diy. Cang dang lo ngai hon nita khi tiém Iyc ctia nhitng
cong ty Viét Nam con rat yéu. Néu “mat doi mat”, phan thua chac chan ding
vé phia chung ta.

Dbiéu nay bat budc cac doanh nghiép tai Viét Nam phai bat tay nhau lai.

Kinh nghiém tai mot s6 nwéc nhw Pirc va Han Quoc cho thay: khong phai
Wal-Mart la bat kha chién bai. N6 ciing da 16 ra “g6t chan Achilles” cta
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minh.

Nam 1997, Wal-Mart tién vao nwdc Bic va cho rang ngudi tiéu dung Bic
cling muén duge phuc vu theo cung céach lich sy danh cho nguwdi My. Va thé
la doi ngti nhan vién ctia Wal-Mart tai Bitc duge hudn luyén dé don chao
khach hang bang nu cuwdi rang r& duwgc trung ra khap cac vung ngoai 6 twr
Pittsburgh t&i Peoria, nhitng nu cuwdi da dem vé cho Wal-Mart vo sé khach
hang & hau hét cac thi treong hién c6 cua ho.

Rat tiéc, do lai 1a mot sai l1am cua Wal-Mart ¢ nuwéc Pire! Wal-Mart mai
sau mai phat hién ra rang nhiéu ngudi Pic té thai do nghi ngd doi véi nhitng
nhan vién tan tdm giip do ho va tim cach chuon dé khoi phai mua gi tir tay
nhitng ngwoi ban hang dang ngo do.

Két qua la Wal-Mart phai ban lai chudi ctra hang tai Pitc cho Metro - mot
doi tha ban dia. Dé ché ban 1é hing manh nhat dia cau van chwa thoat dwgc
rac roi khi banh treéng ra khoi lanh tho nwéc My.

Ciing nhu vay, Shinsegae, tdp doan ban 1é cia Han Quoc, da mua dit 16
ctta hang ctia Wal-Mart (My) vGi gia 882 triéu dola. Nho dau Shinsegae da
danh dudi dugc “6ng 16n” Wal-Mart?

Wal-Mart giai thich ho rat lui khéi Han Quéc la dé tap trung vao thi
trrong Trung Quoc. Nhung nha phan tich Na Hong Seok cho rang, Wal-Mart
that bai vi khong biét dugc nhitng ba ndi trg xi

Han thich nhitng gi khi di siéu thi!

Khi Wal-Mart khai trerong ctra hang dau tién tai Han Quéc vao nam 1998,
nguoi tiéu dung ao at kéo dén tan muc sé thi nhitng nti hang cao ngat, gia ré.
Nhung cach déng gbi hang héa ctia Wal-Mart khién ngudi mua ngai xem thur.
Chi c6 nhitng ké hang ngon ngon, lanh lung, that kh6 cho cac ba ndi trg Han
Quéc néu mudn tim mot ngwdi hwdng dan tai siéu thi cia Wal-Mart.
Shinsegae thi lam ngwoc lai dé giup nguwdi mua luon cam thay thodi mai va
hai long nhat khi tiép xic mén hang. Vé chting loai hang, Wal-Mart manh vé
hang gia dung, con Shinsegae chu trong thwc pham twoi song va rau ct qua,
nho do da 16i kéo duge cac ba noi tro.

Shinsegae da chién thang cd Wal-Mart lan Carrefour (Phap) trong viéc
chon mat hang kinh doanh nh¢ danh gia ding thi hiéu tiéu dung cta dan dia
phuong.

Wal-Mart dang dén!

SAM WALTON
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Wal-Mart dem hang gia ré tGi cac thi tran nhd, song diéu do6 ciing lam thay
doi cach kinh doanh cta nhitng doanh nghiép 16n.

Ngay nay co0 1é that khé tin, nhung qua that viéc ban 1é giam gia hang hoa
da tirng 1a mot van dé gay tranh cai rat nhiéu vao lic méi duge ap dung.

Do 1a vao nhitng nam 1950, tai nhitng ctra hang nhv Ann & Hope, von
dugc md tai mot nha may xay dugc cdi tao lai & Cumberland, R.I.

Khi do, cac nha ban 1é va cac nha san xuat déu cam ghét hinh thitc ban
hang nay, bdi n6 de doa kha nang kiém soéat thi truong cua ho. Hau hét cac
tiéu bang cia My déu dwa ra nhitng bién phap nham han ché viéc ban 1é giam
gia. Khi viéc ban 1é giam gia bat dau phat trién vao dau thap nién 1960,
Walton la m&t nha buén trac 40 tudi, 1a chu cda 15 ctra hang tap héa tai nhiéu
noi khac nhau trong cac vung Arkansas, Missouri va Oklahoma.

D6 déu la nhitng ctva hang ban 1é tai cac thi trdn, vGi miéc gia ban hang
kha cao.

Walton von rat ham mé hoc hoi trong nghé ban 1é: 6ng di tham cac ctra
hang ngay ca trong cac ky nghi cia gia dinh. Do d6, khi ma mot thg cat téc
tén Herb Gibson tr ving Berryville, Ark., bat dau khai trong cac ctta hang
giam gia & bén ngoai cac thi tran noi c6 cac ctra hang tap héa cta minh,
Walton hiéu ngay diéu gi da xdy ra. Ngay 2.7.1962 (khi d6 6ng ta 44 tudi),
Sam mé& ctta hang Wal-Mart dau tién tai Rogers, Ark. Cung nam 4y, S.S.
Kresge khai truong Kmart, F.W. Woolworth khai treong Woolco, con
Dayton Hudson thi bat dau day ctra hang Target. Ban 1é giam gia da lan tran
khap noi trén dat My. Lic nay Walton tham chi chang hé khién cac doi thu
hay nha cung cdp quan tdm, chi¢ chwa néi dén gidi tai chinh nita.

Quyét tam theo dudi viéc giam gia, Walton bat dau mot cudc “tredng
chinh” trong sudt phan doi con lai cia minh, v&i viéc loai bo, gidm bt chi
phi & moi noi, moi cho — chi phi trong cira hang, trong Igi nhuan bién té cua
nha san xudt, trong chi phi moéi gidi, trung gian... tdt cd vi mot muc tiéu: lién
tuc gidm gia ban hang xuong thap hon nita.

Cong thitc ban hang nay lam giam lgi nhuan bién t€ xu6ng t&i mitc thap
nhat, do dé diéu bat budc ddi v6i Wal-Mart la phdi tang doanh sé ban hang
1én mitc cao nhat. Walton lam diéu d6 bang cach mé ctra hang & bat ¢t noi
nao c6 co hoi. Ngoi trén chiéc may bay luén bay & mot dé cao thap, ong ta
nghién cttu vi tri dat dai trong vung. Khi da nham dwgc mét khu vyc vng y
tiép gidp nhiéu thi trdn nhd, ong ta lién quyét dinh mua manh dat do6 va thé la
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mot ctra hang Wal-Mart nita ra doi!

Khi hé thong ctra hang bat dau phat trién to6t, Walton thyc hién mot so
diéu chinh quan trong nham quan ly sy tang trwdng — 6ng luén nhin thay
tredc moi viéc can lam! Ngay ti* nam 1966, khi méi cé 20 ctra hang, 6ng da
dén mot treong dao tao cia IBM & tdn New York dé tuyén dung nhitng ky su
gidi nhat tai day vé Bentonville, Ark., vé xdy dung hé thong may tinh cho
cong ty. Ong biét ring ting trudng sé khong thé dat mitc mong mudn néu
khong dung hé théng may tinh quan 1y qua trinh mua hang. Tat nhién la 6ng
ta dung va Wal-Mart tré thanh mot biéu twgng ctia hé thong kiém soat luu
kho va hau can hiéu qua, ho da st dung thong tin va cong nghé thong tin nhw
la mot 1gi thé canh tranh. Hién nay co sé dit liéu may tinh ctia Wal-Mart chi
thua kém... Lau Nam Géc (B6 Qudc phong My) vé mdt quy mo, va co thé coi
Walton la CEO mang phong céch thoi dai cong nghé thong tin dau tién.

Tuy nhién, trong hau hét sy nghiép ctia minh, Walton hau nhu it dugc
cong luan va bao chi cha y. Nam 1985, chang c6 ai biét dén 6ng ta truwdc khi
tap chi Forbes thong béao rang, vGi s& hitu 39% c6 phan tai Wal-Mart, ong la
ngwoi giau nhat nwéc My. Sau do, thoat tién Walton dwgc dw luan cha y nhw
la mot dai gia ban 1é rat “binh dan”: thich xe pickup hon limousine, thich
nuodi tha vat v.v... Stec 16i cudn la thuwdng noi 6ng da khién hang tram nghin
nhan vién cong ty tin twdng vao tién do ctia Wal-Mart, nhiéu ngudi trong s6
ho da tré nén giau cé nhd co phiéu cong ty nay. Do co6 thé coi la mot gidc mo
My (American Dream) that si. Tuy nhién, khi Wal-Mart c6 anh hudng 16n va
qua mat cac doi thu nhw Kmart va Sears, Walton bat dau phai chiu s 1én an
tr mot s6 nguwoi, nhat 1a cac nha budn trong cac hiép hoi ¢ cac thi trdn nho.
Ho quy 16i cho Walton, vGi viéc mé cac ctra hang ctia cong ty Wal-Mart, da
lam mat di vé dep nguyén thiy cuia cdac thi tran nhé trén toan nwéc My.

Walton coi khinh nhitng 1ap luan trén. Ting la mot nha buon tinh 1é, 6ng
ta dd nhin thdy trwéc twong lai. Trong canh tranh, don gidn la 6ng ta chon
cach “an thit” ké khac trwdc khi bi nguwoi ta “an thit”. Hon nita, néu nhitng
nha ban 1é & cac thi trdn nhé cé nhitng diéu chinh thich hgp, ho van c6 thé
canh tranh v6i Wal-Mart kia ma! Trong cuQc tranh cai nay, di nhién khach
hang da s6 ditng vé phia Walton. Ong da dem lai cho khach hang My diéu ho
muon — hang hoa vdi gia ré!

Ching t6i khong hé no6i rang Sam Walton da khong “xdo tung” phong
canh vung dong qué nuwdc My, hay ong ta khong lam thay doi cach kiém tién
cta nhiéu ngwoi. Bon gidn la 6ng ta chi didy nhanh nhitng thay d6i d6 ma
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th6i. Nhitng tién bd do 6ng mang lai 1a khong thé phti nhan. Rat nhiéu doanh
nghiép trong va ngoai nganh ban 1é da bat chwéc ky thuat quan tri trao quyén
cho nhan vién (em-powering management techniques) va viéc ap dung cong
nghé thong tin dé gidm chi phi ctia 6ng dé ra.

Cac quan niém tién phong vé ban l1é cia Walton cling mé& dwong cho s
phat trién ctia cac nha ban 1é vGi vo s6 ching loai hang héa khac khap thé
gidi nhv Home Depots, Barnes & Nobles va Blockbust-ers. Ngoai ra, viéc
ban hang vé6i lwgng hang lwu kho thap cling tiép tuc gia tang. Internet chinh la
cai méi nhat thic day qua trinh nay. Nguoi ta hién tw hoi trong ky nguyén
Internet, néu Sam mdi bat dau khai nghiép thi 6ng ta sé hwéng t6i nhitng muc
tiéu gi va lam sao dé dat dugc chuing.

JOHN HUEY, Tong bién tap tap chi Fortune, dong tac gia ctia cudn sach
Sam Walton: Made in America
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