Ban mot y tuéng

Phan | - Ngugi con thay dau
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Mot phit cuéi budi hop

Y tudng dén véi Thang T4t vao mot budi téi thir Ba, lac anh dang
doc lai trang “Vi sao” ctia phong kham thir nam.

DPugc hoi vi sao thué agent, cd nam bac si déu tra 16i gan nhu cliing
mot cau: “Pé tdi duge ngd” Khong ai noi “dé co agent 1€ tan”, cling
khong ai noi “d€ tu dong nhic lich” Vay ma trang ban hang ctia Hai
Dbang van bay agent ra nhu bay hang trén ké: agent ké toan, agent 1é
tan, agent cham soc khach, moéi tht mot gia. Mot CEO mdt minh
phai tu ghép ching lai v6i nhau, nhu tu 1dp mdt cai ti theo té huéng
dan in chir qua nho.

Anh viét vao s6 mot dong, roi gach chan hai 1an: Néu minh ban gidc
ngu, thay vi ban agent?

Cuoi tuan dy 1a budi hop toan coéng ty hing thang. Mudi hai ngudi,
ca Hai bang, ngdi kin phong hop 16n. Theo 1€, cudi budi c6 mudi lam
phat danh cho “y tuéng méi”, ai mudn noi gi cling dugc.

Mudi lam phat ay trdi qua ding nhu moi thang. Truéng nhoém ban
hang noi bay phut vé mot chién dich giam gia. Giam ddc san pham
ndi nam phut vé tién d6 Du an Ty hanh. Hai ngudi tranh luan véi
nhau thém hai pht nita. Con diing mét phut, Thang Tat gio tay.

Anh dung day. Tim dap nhanh dén muc anh nghe thiy né trong tai.

Cau m¢ dau, anh da tap ba lan truéc guong trong nha vé sinh.

“Em nghi minh nén ban theo ndi lo ctia CEO, thay vi ban theo tiung
loai agent. Vi du cac phong kham, ho khong can agent 1€ tan, ho

A ”

can...
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“Hay ddy,” truéng nhom ban hang cit ngang, giong rat than thién.
“Nhung ban theo néi lo thi méi nganh mdt goi, lam sao ma mé rong
dugc? Em ghi lai gri anh nhe”

Vai ngudi gat gu. Ngusi dan chuong trinh cdm on moi ngudi. Ghé
kéo let xet. Budi hop két thuc.
Thang Tat ngdi xuong, hai ma nong bung. Anh da khong kip noi dén

2.1

chtr “ngd”
Bién ban cudc hop do agent ghi hién 1én man hinh truéc ca khi moi
ngudi kip ding day. Gon gang, day dt, khong sot mot ai. Y kién ciia
anh dugc tom trong dung mot dong: Pe xudt ban hang theo nhu cau.

2.1

Can thém dt lieu. Khong c6 chit “ngl” nao & do ca.

Trén dudng vé ban, anh nghe hai ban & day ban mdi vao thi tham voi
nhau.

“Minh cting ¢6 mot y. Nhung thdy anh Thing T4t bi cit thé thi thdi”
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Bién ban hop toan cong ty ty déng - agent

+ Chién dich giam gia quy IV
« Tién d6 Dy &n Ty hanh

* Thao luan: uu tién quy sau

« D& xuét ban hang theo nhu cau. Can thém dif ligu.

GOC LY THUYET - AN TOAN TAM LY

N&m 1999, Amy Edmondson céng bé trén Administrative Science
Quarterly mét nghién ctiu vé 51 nhém lam viéc trong mét cdng ty san
xuat. B4 dinh nghia an todn tdm ly 1a niém tin chung ctia ca nhém rang
minh c6 thé 1&n tiéng, dat cau hai, thira nhan sai [am hay dua ra y tuséng
ma khéng bi bé mat hay tring phat. Nhitng nhom c6 an toan tam ly cao
hoc hoi nhiéu hon va lam viéc tét hon. Nhiéu nam sau, du an Aristotle clia
Google, nghién cttu han mét trdm nhém ndi bo, cling xép yéu té nay 1én
vi tri quan trong nhat.

Khéng ai trong phong hop ¢ y xau. Trudng nhdm ban hang tham chi con
khen "hay day”. Nhung mét I6i c&t ngang than thién trudc méat ca cong ty
da du dé hai ban mai vao 1ng |é cat y tudng clia minh di. Cuén sach cla
Trung cling néi diéu tuang tu: trong dam doéng, y kién cé xu hudng tim
dén su déng thuan, va sé déng sinh ra su trung binh.
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Phat hién va ¥ tudng

Thang Tat nghi Trung sé gitp. Trung la ngudi di lam 1au nhat trong
phong, ai cing né. Chi can anh n6i mét cau trong budi hop téi la
xong.

Trung nghe anh ké hét, roi lic dau.

“Anh khong néi gitp em dau”

uSaO a?w

“Vi néu anh noi, ngudi ta sé nghe vi d6 la anh” Trung rét tra, cham
rdi, cho dén khi chén day. “Lan sau em c6 y tuéng, em lai phéi di tim
anh. Ma anh thi khong & day mai duge.”

Anh nging mét lace, roi néi thém, nhe nhu khong:

“V6i lai, y tudng ctia em chua san sang dé ban”

Thang Tat hoi phat y. “Em thay n6 ro rang ma anh. Nam bac si déu
noéi giong nhau”

“Nam bac si noi giong nhau la mot phat hién. Chua phai la mot y
tuéng” Trung ddy chén tra sang phia anh. “Cudn sach ctia anh cé
mot doan rat thyc té. Y tuéng hay chi c6 y nghia khi dugc dua vao
cudc song, nén minh phai tip cach ban y tuéng cho ngudi c6 quyén
quyét dinh. Ma mudn ban dugc, phai lam né nhu lam mét du an:
nhin thi truong, nhin hoan céanh, tinh duong di ti€p. Tic la phai tu di
hét quang duong bién né thanh kha thi, r6i méi di thuyét phuc
nguoi khac”

“Nhung em con chua dugce noéi hét cau”
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“Em c6 mot phat, va em dung n6 dé ké mot phat hién cho mudi mot
ngusi dang mudn vé nha” Trung nhin anh, khéng trach, chi nhin.
“Truéng nhom ban hang cit ngang em 1a khéng hay. Nhung céu hoi
ctia anh ta thi dng. M6i nganh mdt géi thi mé rong thé nao? Em da

c6 cau tra 16i chua?”
Théng Tat im lang. Chén tra tru6c mat anh boc hoi mong.

“Trong sach con mot cau ngin hon,” Trung noi. “Thai nay, kho nhat
la phat hién dang van dé. Em da lam dugc phan kho nhat réi. Phan
con lai chi 1a viéc. Va khong ai 1am ho em dugce”

Nhém bén ngudi va hai chiéu thi Sau

Trung goi v anh doc thém modt doan khac trong cudn sach. Véi
nhiing viéc méi, mot nhoém nhd, co6 khi chi nam ngudi, tach ra khoi
céng viéc hing ngay va dugc ngudi chi huy dinh huéng thuong
xuyén, thuong tao ra két qua khac biét hon cd mot dam dong.

Nhém ctia Thing Tat c6 bén nguoi. Luc Sy vao ngay khi nghe
chuyén, khong hoi gi thém. Ngoc Mai bén ban hang nhan 16i sau khi
nghe anh nodi dung ba chi: “ban gidc ngd” Ngusi thi tu la Quén, ciu
ban ¢ day ban mdéi vao, ngudi da lang 1€ cat y tuéng cta minh di
trong budi hop hom trude. Thang Tat tu di tim cau, ngdi xuéng canh
ban céu, va hoi: “Hom ay em dinh noi gi?”

Ho chi c6 chiéu thir Sdu méi tuan, trong hai tuan.
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Viéc dau tién la tra 16i cdu hdi ctia truéng nhom ban hang. Ngoc Mai
mang dén hai tram cudc tro chuyén ban hang gan nhat. Ca nhém
doc tung cudc, khong tim xem CEO héi tinh nang gi, ma tim xem ho
dang lo diéu gi. Poc dén cudc thir nam muoi thi ho bat dau thady mot

hinh dang. Poc dén cudc thir mot tram thi hinh dang &y ro han.

Du la phong kham, tiém banh hay xuéng may, ndi lo cia nhing
ngudi lam mdt minh goi lai dugc trong ba diéu. S¢ c6 chuyén xay ra
khi minh khéng c6 mat. S¢ mat tién ma khong biét. Va sg bd 16
khach.

“Vay khong phai méi nganh mot goi” Quan noi. Po 1a lan dau tién
cau lén tiéng trong nhom, giong con hoi run. “La ba géi. Méi nganh
chi ddéi 16i thoai”

Thang T4t nhin cau, rdi nhin sang Luc S§. D6 chinh 1a cau tra 16i anh

da khong co, trong mdt phit cudi budi hop hdom nao.

Tuan tha hai, ho thit gbi dau tién v6i hai muoi phong kham dang
dung thit. Ngoc Mai dit cho né cai tén “Goi ngt yén”. Géi khong co
gi moi vé cong nghé. Van la agent 1€ tin, agent cham soc sau diéu
tri, tin nhdn chin gid t6i, va bd luat tra tin khan vé dién thoai bac si.
Chi khac & cach md 16i. Ngoc Mai khong bat dau bing mot danh
sach tinh nang. C6 bit dau bang mot cau hoi:

“Tuan vira roi, chi bi danh thirc lac nira dém may 1an?”

Dau day bén kia thuong im ling mot lac. Co ngudi bat cusi. Co
ngudi thé dai. Co mot bac sinoi: “Em hoi cau do la tdi mua roi”
Mudi ba trong hai muoi phong kham dang ky. Gap ba ty 1é thuong 1€

ctia nhém ban hang.
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GOC LY THUYET - KHACH HANG “THUE"” SAN PHAM BE LAM Gi?

Nam 2016, Clayton Christensen cung Taddy Hall, Karen Dillon va David
Duncan viét bai Know Your Customers’ “Jobs to Be Done” trén Harvard
Business Review. Y chinh 1a khach hang khéng mua san pham. Ho “thué”
noé dé lam mét viéc trong cudc séng cla ho. Vi du ndi tiéng nhat 13 ly sira
I&c budi sang: nhiéu ngudi mua né khéng phai vi ngon, ma vi né gitp ho
dé chan va da déi trén mét quang dudng lai xe dai. Hiéu dugc “viéc can
lam” 4y thi mai biét nén cai tién san pham theo hudng nao.

Céc béac si khéng thué agent I1& tan. Ho thué mét gidc ngu tron ven ma
van yén tdm vé bénh nhan ctia minh. Khi nhém cua Thang Tat nhin theo
“viéc can lam” thay vi theo nganh nghé, hang trdm géi dich vu cé thé cé
rut lai con ba.

Ban lan thi hai

Lan nay Thang Tat khong ché budi hop toan cong ty. Cuon sach cta
Trung ndi c6 rat nhiéu cach dé ban mot y tudng: trong cudc hop,
lac ranh réi, hay trong mot cau chuyén vui. Anh nhé Ngoc Mai hen
giam ddc san pham mdt bira trua.

Anh mang theo hai phuong an. Phuong an A 1a déi toan b trang ban
hang sang ba goi theo ndi lo. Phuong an B nhé hon nhiéu: chi mé
“Goi ngli yén” cho cac phong kham trong mot quy, do két qua, roi
méi tinh ti€p. Trung tiing din anh, giong nhu din mot diéu hién

nhién: di dam phan ma chi c6 mét phuong an thi rat dé thit bai.

Giam ddc san phadm nghe hét, khong ngit 16i 1an nao. Roi anh ta dit

dta xuong.
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“Muoi ba trén hai muoi 1a mau qua nhd. Cac em chon nhiing phong
kham dang dung thi, tic 1a nhitng ngudi von da co6 thién cam. Cac
em ciling chua tinh, néu goi nay ban chay, méi dém s€ c6 bao nhiéu
tin khan doi vé dién thoai bac si. Goi tén 1a ‘ngt yén’ ma bac si bi goi
day nhiéu hon thi thang sau ho hily ngay”

Thang Tat thdy mat minh lai nong 1én, nhu hém budi hop. Nhung lan
nay, gitia cai néng dy, anh nhé ra mot cau trong cudn sach cii: con
c6 ngudi ché minh 1a minh con phat trién, nén hay biét on khi ngudi
ta ché.

“Cam on anh,” anh noi, va bat ngé nhin ra minh néi that long. “Céu
thir ba em chua nghi téi. Anh cho em thém mot tuan duge khong?”

Mot tuan sau, anh quay lai v6i ding mdt trang gidy. Luc Sy da chay
lai di liéu tir nam phong kham dau tién: tir khi ¢6 bo luat tra tin
khan, s6 1an bac si bi goi day ltc ntta dém gidm manh, chit khéng
tang. Quan thi goi thém cho mudi phong kham chua tiung nghe tén
Hai bang. Bay phong kham nhén 16i dung tht.

Giam ddc sdn pham doc xong, khong nhic gi dén phuong an A. Anh
ta ky vao phuong an B.

Thang sau, & budi hop toan cong ty, chinh giam doc sdn phdm moi
Théng Tat 1én n6i mudi phat. Anh no6i tam phat. Hai phtt cudi, anh
quay sang nhuong micro cho Quan, ngudi da nghi ra cau “ba goi,
mdi nganh chi ddi 16i thoai”. Quan ding day, tay cam micro hoi run,

va lan nay khong ai cit ngang cau.

T&i hom &y, Trung nhdn cho anh mot tdm dnh chup mot trang trong
cuon sach cii. Trang dy viét vé mdt noi ma ai cling c6 thé noi: “Toi la
mot nhan vién binh thudng, nhung t6i c6 mot y tudng tuyét voi”
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Bén du6i tam anh, Trung viét thém mot dong:
Hom nay em da gitup mot nguoi khac noi duge cau do.

Thang Tat doc dong &y mdy lan. R6i anh md bién ban cudc hop do
agent ghi. Lan nay, y kién ctia Quan c6 tén cdu, ding riéng mot
dong.

GOC LY THUYET - NHUNG NUGC Bl QUAN TRONG KHI BPUA MOT VAN
DE LEN CAP TREN

Jane Dutton va Susan Ashford da nghién cttu nhiéu ndm vé cach nhan
vién "ban" mot van dé cho lanh dao. Trong bai Moves That Matter
(Dutton, Ashford, O'Neill va Lawrence, Academy of Management
Journal, 2001), ho téng hdp ba nhém nudc di thudng thdy 6 nhiing ngudi
ban thanh céng. Mot 14 déng gdi: gan van dé véi muc tiéu lanh dao dang
quan tam, néi bdng ngdn ngif clia ho. Hai la kéo ngudi khdc vao: cé déng
minh trudc khi 1&n tiéng. Ba 1a chon dung thdi diém va ding kénh, ké ca
nhiing kénh khéng chinh thrc.

Théng Tat that bai lan dau khong phai vi y tudng té, ma vi anh thiéu ca ba
nudc di. Lan thu hai, anh c6 dif liéu tra 18i dung néi lo cua giam déc san
pham, c6 moét nhédm nho diing sau, va chon mét bifa trua thay vi mot
phut cudi budi hop.

S6 tay ctia Thang Tat
Trang nay anh viét sau budi hop toan cdng ty lan thir hai:
1. Mot phat hién chua phai 1a mét y tuéng. Muon ban dugc thi

phai di tiép: tra 16i truéce cau hoi kho nhat nguasi khac sé hoi, thir
nho, c6 so liéu, va luon mang theo phuong an B.
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2. bam dong sinh ra su trung binh. Nhém nhé sinh ra su khac
biét. Mot phit cudsi budi hop khong phai chd dé mot y tudng ra
doi. B6n ngudi véi hai budi chiéu thit Sau thi ¢6 thé.

3. Bié€t on ngudi ché minh, va d€ chd cho ngudi khac néi. Loi ché
ctia giam ddc san pham lam y tudng tot hon. Hai phat nhudng
cho Quan c6 khi con quan trong hon tam phtt ctia minh.

Bén 1é c6 mot dong nho: Hom trude minh la ngudi bi cat ngang. Néu
hém dy minh khong di tim Qudn, minh cting da la moét phan ctia dam

dong khién cau im lang.

DANH CHO BAN

e Trong cac cudc hop ciia ban, ai thuong la ngudi ndi sau cung, va
ai chua bao gio¢ 1én tiéng?

e Ban dang git mot phat hién nao chua thanh y tuéng? Cau hoi
kho nhat ngudi khac sé hdi vé no la gi?

e San pham hodc cong viéc ctia ban dang dugc khach hang “thué”
dé lam viéc gi, ngoai nhiing tinh nang ban van gisi thiéu?

e Lan t6i co ngusi ché y tudng cta ban, hay thit néi “cdm on” truée
khi néi “nhung”.

Ly thuyét tham chiéu: Amy Edmondson, Psychological Safety and Learning Behavior in Work
Teams, Administrative Science Quarterly (1999); Christensen, Hall, Dillon & Duncan, Know Your
Customers’ “Jobs to Be Done”, Harvard Business Review (2016); Dutton, Ashford, O'Neill &
Lawrence, Moves That Matter: Issue Selling and Organizational Change, Academy of
Management Journal (2001). Hai Bdng va cdc nhén vat déu I hu céu.
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TUAN SAU

CHUONG 5

Viéc kho nhu nam cham

Gdi ngtt yén chay tot hon ca ky vong. Roi Trung giao cho
Thang Tat mot viéc ma ai nhin vao ciing thdy qua stic: dua
ba goi theo noi lo dén cd mudi nghin cong ty, trong chin
muoi ngay.

Théng Tat nghi minh sé phai di nai ting ngudi gitp. Diéu anh khong
ngo la ngudi ta tu tim dén. Cudn sach ctia Trung c6 mot cau ngan cho
chuyén ay: “Viéc kho nhu nam cham thu hat ngudi gioi”

POC TIEP TREN LINKEDIN

Cubn sach dang dugc viét va ra mat méi tuan mét chudng. Theo déi va
bam Pang ky ban tin Mudi phan trdm con lai dé nhan chuong 5 ngay khi

Ién soéng.

Hoac doc tron cudn sach: dat mua trén Amazon tai a.co/d/0jbHvg34
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