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Gigi thiéu

Nhang ndm thang cudi cung cda thé ky XX vdi nhing
thanh tuu to I6n cda cudc cach mang khoa hoc va céng nghé
hién dai da va dang ddy nhanh su phét trién cda luc lugng san
xudt, ndng cao ndng sudt lao déng, lam chuyén bién manh mé
co cu kinh t€ cla céc quéc gia va lam thay d6i sdu sdc moi mét
doi song xa hoi loai nguoi. Viéc truyén ba nhanh chéng cong
nghé cao, su bing né giao théng van tai va thuong mai quoc té,
kha ndng thong tin tdc khdc, tat ca nhing cai dé khién cho cédc
doanh nghiép dang ngay cang chiu nhiéu sic ép canh tranh
trudc day chua tiing c6 va cang ngay suc ép doé cang tang, de
doa su séng con cda doanh nghiép, dic biét khi sic ép khong
chi mang tinh khu vic ma mé& rong trén pham vi toan cau. D€
thoat khéi nguy co bj diét vong, cdc doanh nghiép, nhat la cic
doanh nghiép hoat dong trén thuong truong quoc té, phai hoach
dinh chién lugc phét trién hdu hiéu cda minh, xdy dung hang
loat cac bién phép, trong dé c6 dam phan thuong mai, nhdm
tién hanh cac hoat dong thuong mai cé hiéu qua nhat.

VGi kinh nghiém trén ba muoi ndm phét trién nganh
ngoai thuong, vdi su k€ thiia cda nhang thanh tuu bat kha chién
bai cia dam phan ngoai giao Viét Nam trén truong quoc té, cac
co quan quan ly, cac doanh nghiép Viét Nam da gép phan nhat
dinh trong viéc phét trién nén kinh t€, phéat tri€n nganh ngoai
thuong va md réng cdc hoat dong kinh doanh cta minh. Tuy
nhién, dam phan thuong mai qudc t€ vdi nhing ky nang va tu
duy ddc tha véi nhang ky xdo va nghé thuat riéng ,véi nhing
qui trinh va thi phap nhéat dinh qué that con qua xa la do6i véi
céc t6 chiic va doanh nghiép Viét Nam. Da cé nhiéu cudc hoi
thdo qudc té€ va Viét Nam, da cé nhang cong trinh, chuyén dé
nghién cdu ham chda nhang ndi dung khdc nhau vé dam phan
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thuong mai quéc t€ véi muc dich giip cac nha quan ly, cic
doanh nghiép Viét Nam cé quan hé kinh doanh vdi nudc ngoai
khdi bo ngd trong nhiang budc di ban dau cia quéa trinh hoi
nhap nén kinh t€ thé gidi. Khéng ngoai muc dich dé, cuén sach
6 tya dé “ky thuat dam phén thuong mai quéc té” la cong trinh
nghién cuu tuong doéi dai hoi, hé théng vdi nhing tu liéu kha
phong phd va séng dong sé la tai liéu bé ich.

Mot diéu dang chd y 1a cac tac gid dé la céc can bo
gidng day & cac truong dai hoc, noi ma dam phan thuong mai
quoc t€ dang dugc xay dung vdi y nghia khéng chi 1a mot phan
ma sé la mot mén hoc doc lap trong tuong lai. Cac tac gid mdi
dugc tu nghiép va dugc cap bdng thac sy (MBA) & nudc ngoai.
Piéu nay lam cho cuén séch viia mang tinh Iy ludn hién dai c6
két hop vdi thuc tién Viét Nam vira mang tinh “truong hoc”. La
mot cong trinh 6 tinh chat nghién cdu, cac tac gid chic chdn
sé khong thé tranh khdi nhiing khiém khuyét nhét dinh vé noi
dung cdang nhu hinh thdc. Song chidng toi cho rang ddy 1a cudn
sach rat dang tran trong. N6 rat bé ich va la tai liéu tham khdo
thiét thuc khong chi doi véi sinh vién, gido vién ma con doi vdi
nhdng nha nghién cidu, quan ly, cac doanh nghiép va cho tat ca
nhiang ai quan tam.

V@i tinh than do, xin tran trong gidi thiéu cang doc gia
cudn sach nay

Ha N¢i, thang 10 nam 1997
PGS. PTS Nguyén Thj Mo

Phé hiéu truéng truong Pai hoc Ngoai thuong
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Lai tac gia
g

Khu vuc héa va toan cau hod kinh t&, nghién ctu khuynh
hudng ndi bat cta nén kinh t& thé gidi trong nhting thap ky chét
cla thé€ ky XX, 1a sy thé hién cGa qua trinh phat trién c6 tinh quy
luat ctia xa hoi loai ngudi. Trude bsi canh d6, cac doanh nghiép
du 12 & linh vic nao, 6 khu vuc nao déu phai tién hanh cac hoat
dong canh tranh c6 tinh khu vuc, tinh toan cau. Dic biét la doi
v6i cac doanh nghiép tham gia vao thi truong thé giGi, mot khi
mudn ton tai va phat trién, khong thé khong xay dung va phat
trién mot loat cdc bién phéap cnah trnah mang tinh chién lugc va
chién thuat. Trong hé théng cac bién phap d6, dam phan, mot
thao tac bao gom trong né céc dic tinh vira mang tinh ky thuat,
vlia mang tinh khoa hoc va nghé thuat, déng vai tro quan trong
trong qua trinh hoach dinh va tién hanh cé hoat dong kinh doanh
c6 hiéu qua. Vi vay, mot loat cac trudng kinh doanh trén thé gigi
da coi dam phan thuong mai nhu mét mon hoc doc lap trong
chuong trinh chuyén nganh ctia minh (nhu: quén tri kinh doanh,
thuong mai quoc té, qudn tri thong tin...). Ngoai ra, dam phén
con la chuyén dé cla nhiéu tap chi va bdo trén thé gidi. 6 Viét
Nam, dam phan thuong mai la mot phan trong mon hoc Ky thuat
nghiép vu Ngoai thuong.

P& gép phan minh vao viéc nghién ciu van dé nay, ching
toi bién soan va gidi thiéu v6i quy doc gid cudn sdch “Ky thuat
Dam phan Thuong mai Quéc t&” nham trinh bay mot s6 kién
thic co ban ¢6 lien quan t6i dam phan thuong mai quéc t€ ¢é
tinh t6i su khac nhau vé moi trudng van hod, phap luat.

Trong khi thu thap tai liéu va hoan thién ban thdo cudn
sdch, cac tac gid da nhan dugc su c6 va va dong gop v kién clia
céc thdy, cac cd, cuing dong ddo cac dong nghiép tai Pai hoc
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Ngoai thuong Ha ndi va Pai hoc Quéc gia Ha noi. Cac tic gia
nhan dip nay dugc bay t6 long biét on chan thanh doi véi tap thé
cac gido su truong Dai hoc Ngoai thuong: PGS. PTS. Nguyén Thi
Mg, Phé Hiéu trudng truong Pai hoc Ngoai thuong, PGS, NGUT
Dinh Xuan Trinh, Cha nhiém Khoa Kinh t& Ngoai thuong, Dai
hoc Ngoai thuong, PGS. PTS. NGUT Nguyén Hong Bam, Phé
Hiéu trudng truong Dai hoc Ngoai thuong, Giam doc Co s6 11 Dai
hoc Ngoai thuong tai TP. Ho6 Chi Minh; PGS, PTS Lé Pinh Tuong,
Ph6 Cha nhiém Khoa Kinh té& Ngoai thuong, Bai hoc Ngoai thuong;
PGS, NGUT Vi Hau Tdu, Cha nhiém Bo mon Ky thuat Nghiép vu
Ngoai thuong, Dai hoc Ngoai thuong; PGS. PTS. Pham Ngoc Thiét,
Ph6 Cha nhiém Khoa Kinh té& Ngoai thuong, Dai hoc Ngoai thuong,
GS. PTS. Nguyén Bic Chinh, Ph6 Giam doc Pai hoc Quéc Gia
Ha noi, va tap thé cac gido su truong Dai hoc Khoa hoc Xa hoi va
Nhan van, Dai hoc Qudc gia Ha noi; GS. TS. Nguyén Lai; GS.
PTS. Binh Van Bc; GS. PTS. Nguyén Thién Giap; GS. PTS. Lé
Quang Thiém; PTS. Nguyén Hau Dat; PGS. PTS. Tran Khuyén;
PTS. Lé Bong; cac dong nghiep Khoa Ngon ngti va Van hod Anh-
My, THS. Pham Phuong Luyén, Chd nhiém Khoa NN&VH Anh-
My; THS. Lé Hung Tién, Phé Cha nhiém Khoa NN&VH Anh-My,
Pai hoc Ngoai ngti, Pai hoc Quéc gia Ha noi.

Cac tac giad ctng xin nhan dip nay bay t6 long cdm on
chan thanh dai véi GS.TS. Patricia Oyler, THS. Pham Hong Linh,
THS. Nguyén Huy Chuong, PGS. PTS. Phan Van, THS. Tran Thi
Phugng, LS. Nguyén Pic Hanh, THS. Truong Thi B3c, LS. Truong
Anh Tudn, nhiing ngudi tao diéu kién vé tai liéu cho céc tac gia
trong khi chudn bi ban thdo va lubn mong muén céc tac gia cé
mot cong trinh nghién cdu xdng dang.

Tuy nhién, tru6c nhiing yéu cau da dang cta doc gia, v6i
trinh do con han ché clia cac tac gid, cudn sach nay khong tranh
khéi con c6 nhiing khiém khuyét. Cac tac gia cla cudn sach rat
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mong nhan dugc sy dong gop v kién clia quy doc gid nham hoan
thién hon ntia vé noi dung va hinh thdc cudn sach trong nhiing
lan xudt ban sau.

Xin chan thanh cam on.

Ha N¢i Maa thu nam 1997
Cac tac gia
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Chuong |
Gidi thiéu chung vé dam phan

1. Khai niém

bam phan la mot hién tugng xa hoi, mot hinh thdc giao
ti€p mang tinh muc dich cao nham gidi quyét théa dang céac
hoan canh cé van dé giGia cac tap thé hodc ca nhan véi nhau
trong sinh hoat xa hoi hodac cong dﬁng. “Bay gid Man mgi hoi
Dao: Vuon hong da c6 ai vao hay chua? Man héi thi DPao xin
thua: Vuon hdng c6 16i, ...”. Cau ca dao trén c6 thé coi la miéu
td phan dau clia mot cudc “dam phan” dé di dén “thod thuan”.
Pam phan 1a mot nhu cau d6i vé6i cudc song xa hoi cta con
ngudi, can thiét nhu com dn nudc udng, nhu khao khat tim hiéu.
Diéu kien dé c6 dam phan phai la cong dong, qui md nhé nhu
mot cdp tinh nhan, qui mé6 [6n nhu mét xa hoi, mot khu vic, mot
chau luc, va I6n hon niia, biét dau sau nay sé c6 dam phan gitia
céc hanh tinh. Khong c6 cong dong, nghia la khi séng don doc
trén hoang déo nhu Robinson Crusoe, ngudi ta khong thé va cling
khong can dam phan.

Pam phén [a mot khai niém rong. Xét vé mat t nguyén
trong tiéng Viét, dam phan c6 nghia la thdo luan (dam) va ra
quyét dinh chung (phdn). Trong ti€ng Anh, t& dam phdn
(negotiation) 1a mot tif goc La tinh (negotium), c6 nghta la trao d6i
kinh doanh. Bach khoa toan thu Encarta 96 (Hoa Ky) dinh nghia
dam phan la hanh dong:

1/ Héi dam véi mét hodc nhiéu bén dé di dén cic
thoa thuan;

2/ Dan xép phuong thic trao déi théng qua hop déong;

12
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3/ Chuyén giao quyén sé hitu theo luat dinh va trén
thuc té& cho mét hodc nhiéu bén khiac dé déi 1ay cac gia tri sé
nhan dugc

4/ Hoan thién va giai quyét thanh céng cic tén tai cta
qua trinh.

Nhu vay, theo Encarta '96, dam phan la mot qua trinh
gom nhiéu khau, bt dau bang hoi dam va két thic bang giai
quyét tron ven trén thuc té€ cac van dé da dugc hoi dam. Diéu nay
c6 nghia, néu cac van dé hoi dam con chua dugc gidi quyét
thanh cong trén thuc t€ thi qud trinh dam phan chua cham ddt.
Dinh nghta cta Bach khoa toan thu Encarta '96 c6 vé rat phu
hop v6i gbc tir nguyén tiéng Anh cda ti dam phéan (negotium: trao
ddi kinh doanh).

Trong cac tu liéu nghién ctu vé dam phén, cac nha ly
thuyét déu thiia nhan mot diéu dam phan [a mot thuc té cudc
song c6 mat & khap noi ch khong riéng gi trong linh vuc trao
ddi kinh doanh. D mudn hay khong, ai ai cting phai dam
phan. D6 cla thé |a dda tré bé béng néi chuyén véi ba n6 vé
viéc bat n6 di ngl lac tam gio gbi 1a da hgp ly chua, c6 thé 1a
céac chu can ho ban bac véi ban thanh ly nha ctia vé gia tri con
lai cda ngdi nha, co thé la vi truéng phong ban bac véi cap
trén vé k& hoach tang luong cho nhan vién dugi quyén. Du
hinh thic c6 thé khac nhau nhung ban chat cla céc qua trinh
déu giong nhau, déu la thuyét phuc. Va qué trinh dé dugc goi
la dam phan. Nhu vay, khai niem dam phén can dugc mé rong
dé bao ham ca céc hoat dong lien quan dén su thuyét phuc
trong cudc song hang ngay.

Trong khi dam phan 1a mot qua trinh phé bién ¢6 y nghia
quan trong trong phan 16n c4c hoat dong phan dau cda con ngudi,
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hoat dong nay van it nhiéu mang mau sic bi hiém. C6 rat nhiéu
cong trinh danh cho doc gid phd thong va cho cac nha nghién
cliu, da c6 gang lam sang t6 nhiing bi hiém cida hién tugng dam
phédn. Song nhiing ngudi quan tdm dén dam phan - khong phdi
vGi tu cach mot nghé - ma la véi tu cach mot hoat dong ho thudng
gdp trong cudc song - déu thay rang that kho dé c6 thé ndm dugc
nhiing tinh tuy cét 16i cGa hién tugng nay.

bam phan la gi? Ban than khai niém nay chua cé dinh
nghia nhat quan. Joseph Burnes (1993) coi dam phan la mot
cudc thdo luan gida hai hay nhiéu nguoi dé di dén mét muc
dich chung la dat dugc thod thuan vé nhiing van dé ngan cach
cac bén ma khéng bén nao cd dt siic manh - hodc cd siic manh
nhung khéng muén si dung - d€ gidi quyét nhang van dé ngan
cdch do. Ro rang dinh nghia dam phdn cda Burnes coi nguyén
nhan cda dam phan la xung doét va muc dich cda dam phan la
gidi quyét cac xung dot bang phuong phap tranh st dung va luc.
Khi néi dén xung dot, ngudi ta hay nghi dén xung dot chinh tri
hodc vi trang (ki€u nhu dang dién tra & Afghanistan hién nay).
Tren thuc t&, xung dot la mot khai niém chi su di biét vé quan
diém hay lgi ich gitia cac cd nhan hay tap thé.

Roger Fisher & Willam Ury (1991) lai nhin dam phan &
géc do khac, coi dam phéan la phuong tién co ban dé dat duoc
cdi ta mong mudn to ngudi khdc. D6 la qua trinh giao tiép c6 di
c6 lai dugc thiét k& nham dat dugc thod thuan trong khi giia ta
va phia bén kia c6 nhing quyén lgi c6 thé chia sé va nhing
quyén lgi doi khang. Nhu vay, theo Roger Fisher va Willam Ury,
nguyén nhan cGa dam phén la dong co quyén lgi héi thic va muc
dich ctia dam phan 1a chia sé quyén lgi trong khi c6 nhiing bat
dong.

Trong sudt cudn sach nay, dam phan dugc hiéu la qué
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trinh mdc c3 va thuyét phuc théng qua giao tiép, trao déi théng
tin truc dién va thuyét phuc théng qua giao tiép, trao déi théng
itn truc dién hodc van ban vi muc tiéu lgi nhuan kinh t€ gida
cac bén cé quan hé mua ban véi nhau nham dat dugc nhang
cam két bang van ban dudi hinh thic hop dong dua trén co sé
binh ding va tu nguyén gidia cdc bén. Nhu sé trinh bay dam
phén viia 1a khoa hoc, viia [a nghé thuat, viia [a qua trinh théng
nhat cac mat déi lap, dam phédn la mot nganh nghién cdu rat
rong. Cudn sach nay chi tap trung vao cac van dé ky thuat co ban
nhat trong mot pham vi cu thé: Bam phén thuong mai quéc té.
Trong tiéu dé trén, thuat ngli co ban la thuat ngt thuong mai.
Thuat ngl nay ¢ day dugc hiéu 1a viéc mua bén, trao d6i hang
hod gitia hai bén trén co s6 thod thuan mot cach binh dang tu
nguyeén.

Vé cd ban, hoat dong thuong mai & tat cd moi qudc gia
déu dién ra du6i hai hinh thiic: mua ban noi dia va mua ban quéc
t€. Mua ban noi dia va mua ban qudc t&, vé ban chat, déu la
nhiing hoat dong ma trong dé ngudi ban c6 nghia vu chuyén giao
hang hoda, dich vu cho ngusi mua. Con ngudi mua c6 nghia vu
chuyén cho ngudi ban mot khodn gia tri ngang véi gia tri hang
hod, dich vu dugc trao déi. Tuy vay, khac v6i mua ban noi dia,
mua ban qudc té 1a hoat dong:

(1) mua ban xuyén bién gidi, nghia la, hoat dong giira cac
bén kinh doanh hang hoa va dich vu thuéc céc quéc gia khac
nhau.;

(2) mua ban cé diéu tiét, cé diéu chinh, nghia la, né chi duoc
trién khai khi c6 su cho phép ciia chinh pht cic quéc gia hiu

quan;
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(3) dugc tién hanh theo y chi ciia cic chi thé dam phan va
ky két hgp déng khéng bi rang buéc béi bat ky bén thir ba
nao;

(4) dugc dam bao bang cac phuong tién thanh todn quéc té.

Nhu vay, su khac nhau gitta mua ban noi dia va mua ban
quoc té€ |a sy khac nhau vé diéu kién hoat dong. Nhung trong bat
ky diéu kién nao, muc tiéu ctia nha dam phan ciing bat di bat
dich: d6 1a muc tiéu Igi nhuan. Ngudi ta sé khong tham gia mua
ban qudc t€ néu n6 khong tao ra lgi nhuan so sndh 6 mac chap
nhan dugc khi so vi mua ban ndi dia. Trong sudt cudn sach nay,
cac thuat ngi Bam phan/ Bam phan thuong mai/ BDam phan
thuong mai quoc t€ dugc dung thay déi va thay thé cho nhau.

2. Ban chat cia qua trinh dam phén

2.1. bam phan la mgt khoa hoc:

Tru6c hét, dam phan 1a mot khoa hoc, khoa hoc vé phan
tich gidi quyét van dé mot cach hé thong, theo phuong cham tim
gidi phép t6i uu cho cac bén lién quan. Tinh phan tich nham gidi
quyét van dé trong dam phan dugc thé hién trong sudt qua trinh
dam phan tif chudn bi cho dén két thic dam phén. Tinh hé thong
doi héi phai c6 su nhat quan trong toan b qua trinh do.

M&i quan hé gilia cac yéu t6 trong dam phan c6 thé la
madi quan hé tuyén tinh:

Mys: dich ':.~| Mye tidu |:1 N dung Hﬂ.m”nsp '=~| Deak pid
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Trong d6 muc dich chi phéi cac muc tiéu dam phan; noi
dung chi phai phuong phap dam phén va phuong phap chi phdi
danh gid két qua dam phéan. Nhugc diém ctia mo hinh dam phan
tuyén tinh 1a tinh ap dat cGa cac yéu to ding trude di véi cac yéu
t6 ding sau. Nhugc diém nay tréi budc nha dam phan trong phat
huy tinh nang dong sang tao.

Trong lich s&t, md hinh dam phén tuyén tinh xudt hién tu
rat 1au va n6 con phd bién dén sau Dai chién thé gigi thi 1, vi mo
hinh nay ddm bdo tinh nhat quan cao gitia cac yéu t8. Nhiing
cudc dam phén thanh cong cao nhat 1a nhiing cudc dam phan c6
két qud trung khdp véi muc tiéu. Trong ly thuyét, mo hinh tuyén
tinh con dugc goi [a md hinh muc tiéu |y tinh (rational objective
model).

Ti thap ky 70 xuat hién mot mod hinh méi ddm bdo tinh
ning dong, sang tao va mém déo cda nha dam phan, dé la mo
hinh vong tron (cyclical model):

Nghién cifu
tinh hinh

l

Muc tiéu

F Y

Ddnh gia |4 Noidung

¥

Y
Phuong phap
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Trong mo hinh trén, cac yéu t6 dam phan chi phoi lan
nhau, diéu chinh 1an nhau trong qua trinh dam phan. Mo hinh
nay gat bé tinh ciing nhic ciia md hinh tuyén tinh noi nha dam
phén it nhiéu phai “tuan theo thanh chi” va lam viéc chi yéu
nhu mot xuéng ngon vién. N6 tao cad hoi cho nha dam phan tré
thanh mot dao dién thuc sy dé phat huy hét kha nang cda minh
va tim ra gidi phdp dua dam phan dén thod thuan. Song mo
hinh nay ciing c6 han ché clia n6: D6 1a sy thiéu chic chan
cta nhiing quyét dinh tuy hing do su can thiép cda “céi toi”
cta nha dam phan.

Bdi vay, tuy trong thuc té& ton tai hai md hinh dam phan,
chua nha nghién cdu nao khdng dinh mo hinh nao hon mé hinh
nao. C6 |& md hinh tuyén tinh pht hop véi phép tu duy cda nhiing
ngudi xuat than tr mot nén van hoa trong ton ti, tang bac nhu
ki€u van hoa Chau a. Trong dam phén, n6 ciing tao lgi thé nhu sé
trinh bay réi rdc & cac chuong sau cta cudn sach nay. Con md
hinh vong tron thich hgp vé6i phudng phéap tu duy trong mot nén
van hod trong binh ddng va cho phép con ngudi tu do quyét dinh.
Trong dam phan, n6 cling tao ra nhiing lgi thé nhu cdu van bé tac
dam phan theo phuong cham dugc it nhiéu cling goi la dugc, con
hon khong.

Véi tu cach [a mot khoa hoc theo ding nghia cua tir nay
(khoa hoc = su quan sat, nhan biét, miéu t&, diéu tra thuc nghiém
va gidi thich ly thuyét vé céac hién tuigng), dam phan lién quan
dén nhiéu nganh khoa hoc khac nhu luat, k& toan tai chinh, phan
tich xac suat, nham giip nha dam phan du bao két qua dam
phdn qua viéc tim ra khu vuc thod thuan (area of agreement)
trong dam phéan. Nhting van dé nay dugc dé cap rat chi tiét trong
cong trinh cia Howard Raiffa (1982) vé khoa hoc va nghé thuat
dam phan.
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2.2. bam phan la mot nghé thuat:

Vi tu cach 1a mot nghé thuat (nghé thuat = su thao tac dén
mc thuan thuc diéu luyén mot s& nguyén tic va phuong phap
trong mot mat hoat dong nao dé cda con ngudi), dam phéan la mot
qué trinh thao tac ¢ mic nhuan nhuy cac ky ning giao dich, bao
gom khd nidng thuyét phuc va chap nhan su thuyét phuc, kha
nang st dung céc tiu xdo dam phan, su khon khéo lua chon thoi
gian va cdch thdc thuc hién nhiing tiéu xao do.

Khac véi khia canh khoa hoc cia dam phén la khia canh
méi dugc phat trién trong thé ky XX, nghé thuat dam phan c6 bé
day lich st phat trién kha day dan, c6 thé noi ti thoi tién trung cd
khi cac bo lac ngudi xuat hién nhu cdu giao luu va trao d6i hang
hoa theo phuong thic hang déi hang (barter). Trong ngudn tu liéu
vé dam phan, s6 lugng céc cong trinh nghién cdu vé nghé thuat
dam phan cting chi€m mot ty 1é 16n. Trong khi dé cap dén dam
phén véi tu cach la mot nghé thuat, cac nha ly thuyét dam phan
phan biét 3 (ba) phuong phdp dam phan co ban:

2.2.1. Phuong phap dugc phat trién day da nhat la
phuong phép ly thuyét tro choi (game theory). Phuong phap ly
thuyét tro chai la phuong phép ra quyét dinh dua trén nhiing
phan tich toan hoc vé canh tranh nham lya chon phuong thic
hanh dong t3i uu cho bén tham gia tro chai. Dua trén phuong
phép ly thuyét trd choi, Roger Fisher & Willam Ury (1991) c6
nhiing nghién ctu thuyét phuc vé phong cach dam phan (dam
phan cting, dam phan mém) cho su lua chon luat chadi ctia nha
dam phan (dam phén 1ap truong, dam phan quyén Igi)

Theo hai dng, tro choi dam phan dién ra trén hai cap do:
cap do vé chat (lién quan dén cac diéu khoadn can thod thuan, vi
du vé gia cd, diéu khodn thanh toan, diéu kién giao hang...) va
cdp do t6 chc luat choi (lién quan dén phuong thic dam phan
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noi dung cac van dé). Cap do tha hai cla tro choi nay dugc goi la
trd chai 16n, tro choi cda / hodc vé mot tro choi. Mdi dong thai
cta nha dam phan trong trd chai véi doi phuong khong chi ¢é tac
dong gidi quyét cac vd thudc noi dung dam phan ma con la biéu
hién cda su lya chon luat choi theo nhiing tinh toan nhdm tao ra
mot hiéu qua t6i uu. Bong thdi d6 co thé la su tiép tuc cdia mot
luat choi cting c6 thé la biéu hién cda sy thay déi luat choi, theo
ki€u “tién cong, phong thd nhanh nhu chép” (tho H6 Cha Tich),
cuong nhu tuy chd, tuy ldc.

Chuong trinh dam phén ctia Harvard (Harvard Negotiation
Project) dua trén co sG ly thuyét tro choi, da dua ra khai niém
“dam phan c6 nguyén t3c” (Principled Negotiation) dé hudng
dan su lya chon luat choi cho bat ky tinh hudng dam phan nao,
bao gdbm 4 (bon) diém:

* V& con ngudi: Tach con ngudi ra khéi van dé, néi cach
khac khong dong nhat, nham [an gidia con ngudi vé6i van
dé.

* Loi ich: Tap trung vao lgi ich, khong vao lap trudng.

* Cac phuong an: Pua ra cac phuong an khac nhau truéc
khi quyét dinh.

* Tieu chudn: Phai danh gia két qua trén co s nhiing tiéu
chi khdch quan da dinh san chi khéng phai trén co sé
chid quan doi khi mang tinh cdm tinh.

Diém th nhat dya trén quan diém nha dam phan trudc
hét 1a mot con ngudi ma con ngudi thi khong phdi la may tinh ma
la sinh vat c6 ly tri manh, cé cdm xtc manh, cé nhan thiic cé khi
trai ngugc nhau, va c6 nhiing khé khan trong trao déi thong tin
chinh xac va trong giao tiép.
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Tru6c gio gidi lao

Xuan Thuy dé nghi gidi lao. Nhung 6ng c& van Nha Tring

(Henry Kissinger) con yéu cau bo trudng giai thich mot cau 6ng

no6i rang sé ban rat quan cda Viét Nam néu hai bén dat dugc thod

thuan.

Kissinger hai:

- Cac ong sé ban véi ai?

Xuan Thuy:

- Véi ai thi sé liéu.

Lé Pdc Tho:

- Chua théa thuan dugc véi nhau thi lam sao biét ban véi ai
Kissinger:

- Toi cho rang ong bo trudng con kho tinh hon toi

Xuan Thuy:

- T khi gap 6ng dén gig, toi sinh ra kho tinh thé ddy. Toi

hoc cai tinh dy cla 6ng day.

Kissinger:
- Ngay ti ngay dau tién gdp ong toi da thay ong hic 13m rdi.
Xuan Thay:

- Khong thé dau. Chinh t6i ct nghe cai triét ly quanh co

clia 6ng nén tdi mdi tré nén kho tinh.

Kissinger:

- Ching t6i bat ngd gap phdi cac dng la déi phuang, cha

chiang t6i khong lua chon. Néu ching toi lya chon thi chang toi
lya chon ddi phuong dé tinh han.
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(Ngudn: Cac cudc thuong lugng Lé Bic Tho- Kissinger
tai Paris, NXB Cong an Nhan dan, 1997)

A

Mdi con ngudi mang trén lung minh mot “cdi t6i”. Tach
con ngudi ra khéi van dé cé nghia la trén ban dam phén, cac nha
dam phan phai ké vai sit canh tan cong vao van dé chi khong
tan cong vao nhau.

Trong thuc t&€ day la van dé khong dé thuc hién, vi nhu
mot dong nghiép da boc bach, trong cudc song hang ngay, khi
khong ua ai do thi chi can nghe tiéng budc chan clia ngudi dy da
khé chiu! Lé thuong, “Yéu ai yéu ca duong di, Ghét ai ghét cd
tong chi ho hang!”

Diém thi hai dugc xay dung dé tranh tap trung vao lap
trudng ma cac bén dua ra trong khi muc dich cia dam phan la
gidi quyét lgi ich cda cac bén nam sau lap trudng do. Noi theo
cach nghi cia mot nha lanh dao Trung Qudc, khong nén tap
trung vao mau ldng cia con meo ma nén tap trung vao Igi ich cda
con méo cé thé& dua lai (bat dugc chudt).

Diém thi ba gidi quyét kho khan cta viéc tim lgi ich toi
uu trong khi chiu stic ép. Khi c6 mat doi phuong, it ai c6 thé tim
dugc tdc thi gidi phéap t6i uu. N6i mot cach hinhanh, nhu ngudi
bac sy ding bén ban mé can day da do nghé vi chi can cham tré
vao pht 1a con bénh chét, nha dam phan cting phai c6 sdn gidi
phéap dé ctu dam phan 6 nhting giay phat quyét dinh.

Diém co bén thi tu dua trén tinh khoa hoc ctia dam phan,
vi khong c6 nha dam phan nao c6 quyén uy ctia Chaa dé chi can
|ay dat sét la ndn thanh con ngudi. DAt sét 1a dat sét va c6 gid cta
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dat sét. Thj tridng c6 mat bang gid cta no6 cho ting loai hang;
cdc mat hang lai c¢6 nhiing biéu hién tiéu chudn dugc xac minh
bsi chuyén gia; roi con nhiing ton tai khach quan niia nhu luat
phap clia cac nudc, tat cd dé khong phu thudc vao y mudn chi
quan clia nha dam phéan. Khong nha dam phan nao c6 thé ty y
minh thay déi dugc thuc t€ khach quan dé. Vay, két qua dam
phéan phai dya trén cac tiéu chudn khich quan, chu khong phdi
dya trén diéu cdc bén mudn hay khong muén.

2.2.2. Mot phuong phap dam phan khac la dam phan
cuing c6 lgi (integrative negotiating). Phuong phap nay dugc thiét
k& nham t6i da hod Igi nhuan cho cac bén tham gia dam phan
ma khong lam phuong hai dén quan hé gitia cac bén. BE c6 thé
ap dung dudc phuong phap nay, cdc nha dam phén cta cac bén
phai nhat tri v6i nhau vé muc tiéu chung, khong giau giém thong
tin vé nhau va ap dung phong cach dam phan nhu dao (soft style).
Két qua thu dugc 1a cac bén tham gia dam phan cing thu dugc lgi
nhuan, cung “thdng”. Chinh vi th&, phuong phéap nay con dugc
goi la phuong phap “chién thdng trén chién thdng” (Win/ Win
Approach).

2.2.3. boi 1ap véi phuong phéap “chién thang trén chién
thdng” clia doi phuong la phuong phap dam phan canh tranh
(competitive negotiating) qua mac cda ciing ran, kién dinh vé lap
trudng. Néu 6 phuong phéap “chién thang trén chién thang” cda
déi phuong, cac déi phuong xac dinh dugc muc tiéu chung thi
trong dam phén canh tranh cac d&i phuong c6 nhiing muc tiéu
khéc nhau khong thé chia sé nhung lai phu thudc 1an nhau. Xung
dot vé quyén lgi gdt gao, cac bén ra stc tim céach t6i da hoa lgi
nhuan bat ké hau qua véi doi phuong sé ra sao. Bdi vay, phuong
phdp dam phén canh tranh con dugc goi la phuong phap “chién
thdng trén that bai” cta déi phuong (Win/ Lose Approach).
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2.3. Pam phan la qua trinh théa hiép vé mit lgi ich va thong

nhat gitta cac mat déi lap:

Thong thudng, cac bén tham gia vao dam phan thuong mai
c6 lgi ich d6i 1ap nhau, béi | theo hoc thuyét vé sdn xuat hang
hoa thi mdi nganh san xudt dé dua lai cho méi bén c6 lién quan
mot |gi ich nhat dinh. D6 1a (1) Lgi ich cho ngudi sdn xuat, day la
diéu duong nhién néu khong thi hang ho4 sé khong dugc san xuat
ra. (2) Lgi ich cho ngudi tieu dung, day la diéu khong thé thiéu
dugc béi vi néu khong c6 n6 thi hang hoa cting khong thé tiéu thy
dugc. Phan con lai la gianh cho cac thanh phan khac tham gia
vao qud trinh luu thong hang hoa. Cho nén khi ma cac thanh
phan nay cang nhiéu thi lgi ich cla ngudi sdn xudt va ngudi tiéu
dung cang it di, day chi néi 1a it di nhung khong thé it dén mic bi
triét tiéu. Do vay cac nha sdn xuat, kinh doanh chi c6 thé thuc
hién viéc t6i da hoa Igi nhuén trong phan han ché, hay néi cach
khac, ho tién hanh viéc t6i da hod Igi nhuan trén co s6 qua lai
céc phan lgi nhuancia nhau. Va nhu vay, hanh dong tim kiém
lgi nhuan cla cdc nha san xudt, kinh doanh va ngudi tiéu ding
gdy anh hudng truc ti€p dén lgi ich clia nhau, nghia la néu ngudi
nay dugc nhiéu thi ngudi kia dugc it di va ngugc lai. Cho rang
mot hang hod dugc sdn xuat ra sé tao cho xa hoi mot khoan lgi
nhuan dugc biéu dién 1a hinh qua tao. Ching ta c6 thé biéu dién
diéu nay bang hinh veé sau:

NGUGI SAN XUAT NGUSI TIEU DUNG

CUA CAC NHA EINH DOANH EHAC
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Va nhu vay, khi mot bén cd gdng gianh vé phan minh mot
khodn Igi nhuan 16n hon thi bén kia budc phai chap nhan phan
nhé di va ngudc lai gid st chi c6 hai bén tham gia vao qua trinh
nay. Néu s6 lugng ngudi tham gia 16n hon thi tinh hinh cang khé
khan hon.

Qua qud trinh nay, chang ta thay rang lgi ich clia cac bén
tham gia vao qud trinh chia sé Igi nhuan ludn la déi Iap nhau.
Chiéc banh Igi nhuan khong phai 1a ndi com Thach Sanh dé rdi
cd ba quan tuéng sy dan mai ma khong hét. Cing khé ma kiém
dugc mot cay dan Thach Sanh trong c6 tich dé roi khi gdy lén
khién doi phuong “ngdn ngo long”, budng vi khi, bé cudc tranh
gianh hon thua trén thuong truong hay trén ban dam phan. Tuy
nhién, cac bén tham gia dam phan, néu chi quan tam dén muc
dich clia minh ma khong quan tam dén lgi ich cla phia bén kia
thi sé khong c6 dugc hgp dong va khi d6 sé chdng c6 bén nao c6
dugc lgi nhuan. Nhu vay, dam phén ky két hgp dong, vé nguyén
tac, la mot qua trinh thod hiép vé lgi ich cla cac bén hay day la
su thng nhat gitta cdc mat doi lap.

Gid st A va B la hai bén tham gia vao qud trinh dam
phan ky k&t hop dong, va khi dé ta c6 cac quan hé viia mang tinh
ddi lap, viia mang tinh théng nhat gitia cac bén. Ta ¢6 thé minh
hoa diéu nay trong mo hinh dudi day.

MUC DICHCUA A MUC DICHCUA B
PAM PHAN
2 1 3
MUC DICH CUA A HGP DPONG MUC BICH CUA B

EHONG DUGC CHAP NHAN EHONG DUGC CHAP NHAN
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Viéc tién t6i gidi quyét 6n thod cdc quan hé trong mo
hinh trén tao ra ban than qua trinh dam phan nham dua cac bén
di dén thod thuan va chap nhan mot khu vuc hgp dong c6 thé
dap Gng dugc muc tiéu cla cd hai bén, trong dé: (1) Khu vuc 1,
nhu trinh bay trong so do 1a khu vuic thod thuan ly tuéng, (2) Khu
vuc 2 la khu viic muc dich clia A ma B phai chdp nhan, (3) Khu
vuc 3 la khu vic muc dich ctia B ma A phdi chap nhan. Chinh vi
tinh chat doi hdi nhugng bo 1an nhau vé quyén lgi gidia cdc bén
tham gia dam phan trong cac cudc dam phan néi chung va dam
phan thuong mai néi riéng, trong ngudn tu liéu vé ly luan dam
phén, ngudi ta thuong dung thudt ngli “mdc cd” (bargaining) thay
cho thuat ngr “dam phan”.

3. Nhing dé xuat nghién ciu va dao tao:

Bam phan la mét mon hoc tai cac khoa chuyén nganh Luat,
Kinh doanh, Quan ly, Su pham, Quan hé Quéc té ... tai nhiéu
truong dai hoc 16n clia cac nudc c6 nén gido duc tién tién trén thé
gidi. Trong xu th€ md cdia nén kinh t€ do Dang Cong San Viét
Nam khdi xuéng va dinh huéng dao tao theo kip véi cudc song
kinh t€, viéc nghién ctu khoa hoc va nghé thuat dam phan la
mot doi hoi bic thiét. Nhiing dinh huéng co ban cla cong tac
nghién ctu c6 thé la:

(1) Nhiing kinh nghiém quy bau vé dam phan kinh té, chinh
tri, quan su, ngoai giao ctia nhan dan ta qua cac thoi ky dau
tranh dung nudc va gia nuoc;

(2) Nhiing tinh hoa tri tué cia nhan loai trong khoa hoc va

nghé thuat dam phan;
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(3) Nhimg dac thu ctiia phong cach dam phan Viét Nam’

(4) Nhimg so sanh giifa phong cach dam phan Viét Nam va
phong cach dam phan phuong Tay va phong cach dam phan
ctia cac quéc gia khac trong khu vuc, dic biét la khu vuc
Chau A - Théi Binh Duong.

DE c6 thé tang cudng tri thic va ky nang dam phan cla
thé hé ngudi Viet Nam méi trong thé ky XXI, can c6 nhiing noi
dung va hinh thdc dao tao méi bd sung cho qua trinh dao tao:

(1) Pua dam phan tré thanh mét mén hoc chinh thic 6 bac
dai hoc, nhat la & cic truong dai hoc dao tao cac chuyén
nganh Luat, Ngoai ngd, Kinh té va Déi ngoai.

(2) Bé tic vé tri thic va ky nang dam phan cho cac can bé
hién dang céng tic tai cac nganh kinh té cta dat nuéc théng

qua cdc I6p dao tao bé sung, va cc héi thio chuyén dé.
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Chuong I
Chuan bi dam phéan

Cac nha ly luan vé dam phan thuong mai déu hét stc coi
trong vai tro cia khau chudn bi dam phén trong dam phén thuong
mai. Ho cho rang chia khod clia thanh cong trong dam phan la
chudn bi va lén két hoach. Tai thuyét phuc cta doi phuong, kha
nang giao tiép, su nhanh nhay trong dam phan va mot loat cac ky
nang co ban khac khong thay thé dugc sy chudn bi, tham chi
khong bu ddp ndi su bat Igi do thi€u chuadn bi gay ra. Nghia 13,
khong c6 chuén bi, chic chdn khong c6 hy vong dam phan thanh
cong ngay cé khi nha dam phan la ngudi rat thao viéc. Ngugc lai,
c6 chudn bi chic chdn, chi can véi mot s6 ky nang dam phan
khiém ton, nha dam phan cing c6 thé di dén nhiing két qua
chap nhan dugc. Qua trinh chudn bi dam phan can dién ra theo
mot trinh ty, can c6 thoi gian dé€ thuc hién, va can tuan thd theo
mot phuong phap chuadn bi nhat quan.

1. Chuan bi chién luoc

“Chién lugc” nguyén la mot thuat ngtt quan su, lién quan
dén viéc lén k& hoach chién dau cda céc tuéng linh ngoai mat
tran, nhing tran dia nghi binh, thoc suon, vé6 mat. Trong dam
phén, chién lugc lién quan dén mot k€ hoach c6 dinh hudng. N6
xac dinh dudng hudéng ca ban, két hgp dudng hudng chng véi cac
chd truong hanh dong. Chién lugc, bdi vay c6 cac muc tiéu cu
thé, rd rang, c6 quy dinh tién, thoai cla cac nha ra quyét dinh
tru6c nhting bién dong va thay déi cda tinh hinh. Chién lugc
trong tay cadc nha dam phan vi nhu cay bua trong tay ngudi thg
moc, cay vgt trong tay ngudi dau bong ban, nghia la chang la
cong cu dé thuc hién cong viéc. Chién lugc cang hay, két qua
cang t6t. Nhu vay, chién lugc c6 thé dugc hiéu 1a su tim kiém lgi
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thé€ so sénh & nhiing khu vic cd hai bén déu c6 lgi thé tuong doi
6 thé di dén nhiing két qua c6 lgi. Lgi thé so sanh chi c6 thé c6
dugc trén co sé nhiing kha nang riéng (distinctive competencies),
nhiing khia canh trong qua trinh dam phan ma bén ta tr6i hon
khi so sanh véi bén déi phuong. Chién lugc sé lam dinh hudng
cho mot loat cac két qua ma trong dé két qua tot nhat sé dugc
chon.

1.1. Chuan bij tu duy chién lugc

Ngudi ta vi rdng chién lugc la va diéu trong mua. Tuy
khong thé tac dong gi dén thai tiét, nghia la khong thé lam mua
tanh, nhung chién lugc lai c6 tac dong tich cuc dén con nguoi,
nghia 1a, lam cho ngudi ta hoan toan & tu thai trong cuoc. Nhu
vay, cdi ma chién lugc cdi thién khong phdi 1a méi trudng ma la
con nguai.

C6 thé phan biét tu duy chién lugc (stragetic thinking) v6i
tu duy ting bién (incremental thinking). Pac diém cda tu duy Gng
bi€n la mang tinh d6i phé. Nha dam phan, khi d6i mat véi mot
van dé, hodc mot tinh hudng dot biét, bat ké dé 1a mot co hoi hay
la mot de doa, sé lua chon mot trong sd gidi phap tiém tang, tinh
hon thiét va sdp x€p chang theo trat tu cung cap lgi nhuan va
chon gidi phap cho lgi nhuan cao nhat o thoi diém hién tai. Bac
diém cua tu duy chién lugc la mang tinh hé thong va toan dién.
N6i doi héi nha dam phan phai tinh dén muc dich chung va muc
dich cu thé. Nha dam phén phan tich lgi thé va han ché tuong
d6i ctia cac bén dé tim ra Igi thé canh tranh. Két qué cla qué
trinh phan tich [a mot loat cac gidi phdp véi nhiing hau qud cé
thé. Giai phap dudc chon phai nhat quan véi muc dich va muc
tiéu moi mat, trong dé co ban la Igi nhuan.
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Chua c6 nghién ctu nao vé dam phan néi tu duy Gng bién
va tu duy chién lugc phuong thic nao hon han phuong thic nao.
C6 1& chi nén n6i rang mdi phuong thic déu hay, tuy ting noi,
ting lic, tiing thoi diém pha hgp. Trong dam phan, chang nén
gidi quyét xung dot ca tinh kho chju bang tu duy chién luge cung
nhu khong nén 1ap két hoach téng hgp bang tu duy Gng bién.

Tu duy chién lugc chi la phuong thic tu duy trong dam
phan. Nha dam phén thao viéc biét rd khi nao nén dung tu duy
chién lugc, khi nao nén dung tu duy ting bién. Trong khi tu duy
chién lugc gidp tim ra nhiing gidi phap I6n cho mot van dé dam
phan mot cach hgp 1y, tu duy Gng bién c6 thé la manh dat mau
me dé ti d6 ndy ra nhiing phat hién doc ddo.

Tu duy chién lugc, mdc du mang tinh sédng tao (hinh thanh
chién lyac), tinh nhdt quan (t& hinh thanh dén danh gia chién
lugc), tinh téng thé (thuc hién chién lugc), van c¢6 han ché cla
né: N6 khi€n nha dam phan tudng minh chd dong tinh hinh
trong khi chua hdn da la thé. Chién lugc cang tinh vi cang dé gay
do tudng chién lugc vi nhiing yéu t6 chién lugc (stragetic factor)
thodt hién, thodt bién. C6 tac gid (Paukey Ghemawat, 1991: 2)
da goi yéu t6 chién lugc la cai bong ma choi (will o’ the wisp)

1.2. Chuan bij thai do chién lugc.

C6 ba pham trt thai do chién lugc trong dam phan: (1)
Théi do don gidn va thang tudt (Simple and Direct); (2) Théi do
thic bach va chen ép (Press and Push); (3) Thai do hiing hd va xa
lanh (Cool adn Aloof)

(1) Thai dé don gian va thing tuét:

La thai d§ “néi cho nhanh, néi cho da tn thi gio”, thai do
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khong gidu giém, Gp mé khi trinh bay van dé hay gidi phap. Thai
do thdng tuot c6 tac dung giai giap va khi doi phuong va nhanh
chong di dén nghi quyét. Chi nén dp dung thai do nay khi: (a) Ta
chéng la gi d6i phuong vi da lam viéc nhiéu véi ho tir truéc, (b)
Pam phan dang ky bé tic, sa ldy nhu mé bong bong, g6 ra dugc
cang sém cang tot, (c) Stc ép thai gian khong cho phép kéo dai
dam phén, két thic dam phén [a muc tiéu trugc mat.

(2) Thai déc thic bach va chén ép:

La thai do dé cap manh, xuyén qua cac van dé nhay
cdm. D& c6 hiéu qud, viec gay sic ép va thac bach phéi dam
bdo tinh t&, vi néu phia bén kia biét dugc phia dam phan véi ho
gay stc ép va thic bach, ho sé vap phai cdm giac kho chiu. Thic
ép khong phai 1a mot hinh thic tra tdn xau xa ma la mét ca ché
nhdm cho phép hoan thanh thod thuan dam phan. Thai do dugc
st dung khi: (a) Phia ta ¢ th€ manh hon; (b) Phia bén kia can két
thdc nhanh;(c) Phia ta mudn khoanh vaing giGi han dam phan.

(3) Thai dé ho himg, xa lanh:

La thai do st dung tam ly ngugc (reverse psychology) doi
v6i doi phuong, tranh cho do6i phuong cdm giac hé hénh (winner’s
curse), trong khi trén thuc t€, ding 1a d6i phuong dang ty ban
minh. Néu ta di dén thoa thuan qua nhanh, phia dai phuong c6
thé nght ho da bi hé hodc da dn non. Khong nén danh thdc long
tham ctia d6i phuong hodc cdm db ho leo thang. Nén c6 thai do
ho hiing, xa [anh khi: (a) Phia bén kia manh hon, (b) Phia ta dang
chiu stic ép thoi gian, (c) Phia ta c6 gidi phéap thay thé.

1.3. Chuan bj bién phap chién lugc

Théi do va bién phédp chién lugc tuy tiing tinh hinh cu thé
ma c6 nhiing hinh thdc cu thé. ¢ chd nay, ta dung bién phap nho
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giot, dua ra doi héi tting chat mot dé phia doi phuong dé ngan
ngai. ¢ chd khac, ta dung bién phap tron goi, dua ra toan bo doi
héi cuing mot ldc, ma van ddm bdo dam phén thanh cong. Dudi
day 1a mot s6 bién phap chién lugc thudng dugc st dung trong
dam phén thuong mai:

* a. Kién nhan: Nghia 13, du ta c6 ndn néng dén bao
nhiéu, cting khong dugc boc 16 dé d6i phuong biét. Phai cho doi,
nhat la khi d6i phuong chua dinh hinh gidi phéap. Khi ta dua dam
phédn vao nhip, ta la ngusi chi phdi thod thuan.

* b. Nin nhin: Nghia la, khong bao gid ta khudc ti dam
phan du viéc dam phan kéo dai 1& the, mbi van dé chiém mot
lugng thoi gian qua dang, rdi dam phan bi ngdt quang lien tuc.
Nin nhin la bién phap chién lugc chong lai thai do gay stic ép vé
thai gian.

* c. C6 bo mat lanh: Nghia 1a hau nhu khong biéu 16
quan tdm ra bén ngoai. Pam phén c6 thé tién trién, c6 thé tan
v6, diéu d6 khong dnh hudng. Ta dé nghi ma khong nong nhiét,
dap ting ma khong nong nan, day ciing |a bién phép gay stc ép.

*d. Boc 16 thai doc chia xé: Nghia la ta c6 quan tam, c6

dat minh vao vi thé cla phia bén kia. Day la bién phap c6 tac
dong manh dé pha v& bé tic va han gdn nhiing di biét. Khi dat
minh vao vi th€ d6i phuong dé boc 19 thai do chia sé, can c6 thai
do chan tinh nhung khong lam sang pham tra dong cdm ca nhan.
Chi boc 16 thai do chia sé khi ta thuc s mudn thé.

* e. Chuyén hudng dot ngét: Nghia 13, ta tim cich dé
thoat khéi bé tac, vugt qua nhiing tré ngai dé di dén két thic dam
phén thang lgi. Khi dam phan da di dén chd ngon ngt thi khoa
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triong, nhip do thi tic nghén, chuyén hudng dot ngot la bién
phéap chién lugc theo nhu cac nha ly thuyét dam phan, nham
thay chuyén hai bén ban chia nhau qud tdo dang dat trén ban, ta
rung cay tao.

*f. Lam doéng tac gid: Nghia 1, giong nhu cau thi bong

da trén san, ta nghi binh d6i phuong di vé huéng nay, nhung thuc
t€ lai danh vé huéng khic. Lam dong tac gid 1a hanh dong ky
thuat buon ban/ thuong mai chi khong phai la hanh dong Ita
ddi. Ta lam dong tac gid trong dam phan khi muén bdo vé mot
diém cu thé nao do trong thod thuan.

* g. B6 ban dam phan: Nghta la ta bé d6i phuong lai mot
minh dé dam phan véi chinh ho. Bién phap nay khong han la
cuc doan nhu moi ngudi thoat nhin, vi du sao thi ta ciing c6 thé
ma& lai dam phan.

* h. Bién thanh chuyén da roi: Nghia la, mot bén dam
phan don phuong dua ra 16i de doa, dua van dé dam phan thanh
chuyén da roi, khong bao gio c6 thé thay déi dugc nda. Vi du:
mot cong ty dang gap ric roi vé tai chinh dam phén véi cac chi
ng, moi bén c6 thé de doa lam thi tuc tuyén bé cong ty d6 pha
sdn - nghia 13, chuyén tat cd moi quyét dinh sang tay toa an.
Ngudi ta chi st dung bién phap nay khi vap phai nhiing van dé
vO cling gay cdn va cing st dung né mot cach than trong.

*i. Bién phap nhidt nhanh: Nghia la, cit mot chat ¢ day,

cdt mot chat & kia, chang mdy chc ma cdt hét chiéc banh. 6
mot nuéc ngheéo nhu Viét Nam, c6 cau thanh ngii: “Chao néng
hdp quanh”, nghia 1a khé sai thi sai ting chat mot, roi ciing hét.
Mot s6 nha dam phén cting l1am theo kiéu nay, ho moi tiing chut
lgi nhuan, tting chat mot thai, nhung khong biét bao gid ding.
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* k. Khoanh vung gidi han: Nghia 13, ta dat giéi han cho

cudc dam phén va bam chic vao gigi han dé. Bay la bién phap
chéng lai thai do gay &p luc trong dam phan cda d6i phuong

*m. Chong tha dich: Nghia 13, dung ky thuat dam phan
dé tranh gay ra su thu dich trén ban dam phan, mic du sy thu

dich d6 c6 thé do ddi phuong c6 tinh gay ra, cing c6 khi do6
khong phai 1a bdn chat cta ho. Doi dau khong bao gio 1a bién
phép t6t. Phai tim kiém su hai hoa va xay dung moi quan hé tot
khi ta dam phan. C6 cd mot cudn sach “Xay dung quan hé khi ta
dam phan” (Roger Fisher & Scott Brown (1988), du an Bam
phén cta Pai hoc Harvard) néi vé van dé nay.

2.Chuan bi vé ké hoach

Vai tro cda cong tac chudn bi vé k& hoach dam phan la
nham: (1) Tao mdi trudng ra quyét dinh an toan trong dam phan;
(2) Chuyén trong tam chd y tif cac van dé chung sang cac van dé
can gidi quyét cu thé vé quan hé, xung dot, qud trinh thuc hién
cac thod thuan, (3) Tao sy hiéu biét lan nhau, xay dung quan hé
lam &n hop tac va hiéu biét thay vi quan hé doi dau. Theo cac
nha ly thuyét vé dam phan thuong mai, c6 4 (bdn) budc trong quéa
trinh chun bi k& hoach dam phan nhu sau:

2.1. Thu nhap s6 liéu/ di liéu thong tin

Gido su Pankey Ghemawat, khoa Kinh doanh Thuong mai
Dai hoc Havdd, c6 nhan xét hém hinh “Thong tin [a thudc do
cdp do am cla su khong chic chdn. C ¢ dau c6 su khong chic
chdn, ¢ d6 c6 nhu cau gidm n6 biang cach thu lugm thong tin”
(Ghemawat, 1991: 109). Truéc moi cudc dam phén, phia trugc
cédc nha dam phan 1a mot moéi truong khong chic chdn cho su
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quyét dinh. Nhu cau thu lugm thong tin vi thé 1a duong nhién.

2.1.1. Thu thap thong tin nhan sy va su t6 chiic

Truéc hét, phdi diéu tra ky luong vé con ngudi hay phai
doan ma ta sé gdp trén ban dam phan cling nhu cong ty ma ta sé
lam &n/ budn ban véi ho. Ta phai ndm that r5, cang rd cang tét,
vé hoat dong kinh doanh/ 1am &n cta ho, nhu cau tam |y cla ho,
céch nghi, cach phén dng, chién lugc, sach lugce, tha tuc dam
phédn cda ho. V6i nhiing s6 liéu nay, to coinh bugc t6i bo cia
cudc dam phan.

Phuong phéap don gidn nhat cta nghién ciu vé mot cong
ty khdc, lich st cta né trong qua khi va chinh sach hién tai cta
n6 va vé cdc nha dam phan cda cong ty dé 1a nghién ciu qua cac
tu liéu xudt ban. Ta c6 thé thu dugc mot bic tranh tdng thé vé
hoat dong kinh doanh cta cong ty qua nghién ctiu cac bédo cao
nam, cac thong tin bao chi, cadc quang cdo trong tai liéu dang ky
quéc gia hodc dia phuong, cac bdo cdo cta cac nha phan tich
dau tu kinh doanh v6n, cac hd so cong ty cta chinh phd, cac
huéng dan vé thj truong ching khodn, cic tap nghién ciu luu
hanh noi bo, cac thong tin vé tin dung cong ty va cic bdo céo vé
cdc tranh chap tin dung va tai san.

Thong tin vé cac ca nhan ta sé gap qua ban dam phan c6
thé 1ay tir cac tiéu st (N&u la nha dam phan MY, c6 thé tim thay
tiéu st ctia ho trong cac an phdm cap nhat hang nam ctia Moody’s,
Standard and Poor’s, Dun & Bradstreet hodc danh ba danh nhan,
c6 G cac thu vién nhu thu vién Quéc hoi My, thu vién cac truong
Pai hoc 16n.) ¢ cac nude nhu nudce ta, viéc 18y thong tin kho hon,
nhung cting khong phai la khong 18y dugc qua tiéu st hoat dong
kinh doanh, buén béan ctia chinh anh ta véi cac ban hang khac
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ma anh ta c6 quan hé. Bén canh thong tin tiéu s nha dam phén,
con ¢6 thé quan tam dén céc phat biéu, cac bai bao liéu quan
dén cac nha dam phén dé.

Cac ngudn thong tin day du va chi tiét hon c6 thé dén vai
ta qua gap gd, phong van cac bén sé dam phan vdéi ta vé tinh
hinh tranh chdp, gidi quyét xung dot cla cong ty, dac biét 1a gap
g8, phdéng van véi cac bén da ting 1am viéc khong thanh cong
vGi cong ty ma ta s& dam phan hodc véi nhiing bén c6 it nhiéu
quan hé kinh doanh véi cong ty d6. D€ thu lugm thong tin vé cac
cd nhan ma ta dam phan ma khong dya vao cac tai liéu da xuat
ban, ta ciing c6 thé lam nhu da néi 6 doan trén, khi dé cap vé
thong tin ti€u st ctia nha dam phan, nghia la n6i chuyén véi ban
hoc cd, ngudi quen, ban be, dong nghiép ci cla anh ta, cac
thanh vién cau lac bo, hoi nganh nghé, cong doan ma anh ta
tham gia.

Trong mot so tridng hgp nhay cédm, ta c6 th€ mé mot
cudc diéu tra riéng lien quan dén dia vi xa hoi trong cong ty cla
nha dam phén, quyén han va pham vi ra quyét dinh, cic thud
thuat dam phan, diém manh, di€ém yé&u, nhu cau tinh cdm, tin
ngudng, tham chi ca chi s6 thong minh cla anh ta. Doi khi ta con
can tim hiéu ky thém vé tinh cach, giong n6i, nhiing nét riéng tu,
sG thich clia anh ta. T4t c& nhiing thong tin trén cong lai sé gidp
nha dam phan doan truéc phong céch, tu duy va phdn Gng cta
ngudi minh sé gap qua ban dam phan.

Diéu tra ca nhan la mot van dé t&€ nhi. Trong khi diéu tra
khong nén thai quéa dé céc van dé chuyén y nghia tir kinh t€ sang
dao Iy hodc phép ly theo kiéu st dung tinh bdo cong nghiép,
ngha la thué han mot “tay trong” (insider) dang séng va lam viéc
trong mot don vi kinh t€ hodc cong ty dé 1y thong tin noi bo cla
cong ty va nhing |y do khién cong ty d6 tham gia dam phan.
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Theo con s cong bd, hang nam cac cong ty My chi khodng 800
(tdm tram) triéu dola cho viéc nay.

2.1.2. Thu thap thong tin cho dam phan thuong mai quéc té.

Thu thap thong tin cho dam phan thuong mai quéc té
mang tinh phtc tap va khé khan hon so véi thu thap thong tin
phuc vu cho mua ban ndi dia. Vi ngoai nhiing thong tin trinh bay
trong muc 2.1.1 trén, d6 con la céc thong tin vé: (1) Diéu kién
dia ly, dan s6 va stic mua cda thi trudng dich xa cach ta c6 khi
ndia vong trai dat, noi c6 cac yéu td van hoa (nhu phong tuc, tap
qudn, théi quen tieu dung) hoan toan khac han ta; (2) Kha ning
canh tranh cda hang ta tru6c nhiing mat hang cting loai do cac
nganh kinh doanh bdn x va céc thanh vién chi yéu cla thi
truong dich cung cap; (3) Co s6 ha tang bao gém cac dk vé giao
thong van tdi, thong tin lién lac, hoat dong tin dung va ngan
hang; (4) Chinh phui va su can thiép cda chinh phd qua:

(a) Nhang doi hdi vé gidy phép: (Trong diéu kién Viét

Nam, mudn lam xuat nhap kh&u phéi c6 it nhat 3 (ba) gidy
phép khdc nhau cta B Thuong mai (1) gidy phép chung cho
phép kinh doanh xuat nhap khau; (2) k€ hoach xuat hay nhap
khdu phai dugc chdp thuan trude khi cong ty c6 thé dam phéan
v6i ban hang hay cong ty cung Ging nudc ngoai; (3) sau khi
thod thuan xong vé hgp dong xudt nhap khau, c6 khi con can
thém gidy phép cho mdi dot giao hang)

(b) Thué quan xudt nhap khau (Nha kinh t&€ hoc David
Begg (1993) da c6 lan than ring trong thé gidi kinh doanh c6

hai diéu chic chan, dé 1a thué clia Nha nuéc va cai chét.
Nhung noi trong hai diéu dy ciing khong ai biét minh sé chét
vao ldc nao va ldc nao mdc thué cia Nha nuge sé lén xudng ra
sao. Vay chap nhan nghé kinh doanh thuong mai la ta chap
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nhan di vao mot thé gidi noi khong c6 gi 1a chdc chdn. § Viét
Nam nhiing ndm dau thap ky 90, biéu thu€ suat bién thién ti
0% dén 150% véi 28 mic thu€ sudt khac nhau v6i méc thap
nhat cho thiét bi co ban, ting dan cho hang tiéu dung va cao
nhat doi v6i hang xa xi. Dén thang 5/1992 va thang 1/1993
biéu thué stia d6i con 21 muc thué suat dao dong ti 0% dén
150% nhu tru6c day. Dén thang 1/1994 lai c6 nhiing thay doi bo
thu& danh vao xang dau, phan bon thay bang phu phi kinh
doanh, ha mtc thué danh vao xi mang va clinker nhung tang
mc thu€ doi véi linh kién SKD/ CKD, xe may hai banh va ban
banh, may méc phu ting ct, thuc phdm va my pham.)

(c) Quota (Han ngach): (Quota la nhing diéu khodn qui
dinh r6 gidi han khoi lugng hang hoé xuat nhap khiu. C6 3 (ba)
loai quota: (1) CA&m nhap (quota s& khong) ap dung cho cdm van
hodc han ché& vo diéu kien khéi lugng nhap khau (2) Quota thué
quan, cho phép nhap khiu véi s6 lugng qui dinh va (3) Quota ty

nguyén, dugc hiéu nhu nhiing han ché xuat khau ty giac).

(d) Nhang loai thué phu (Mot s6 chinh phi thu thém mot
s0 loai thu€ phu nhu thu€ mon bai, thué bién gidgi...)

(e) Nhing hoat dong yém tro cda Chinh phi: (Mot s6

chinh ph trg cap tryc tiép vé tin dung cho cac hang kinh doanh
nham khuyén khich mot s6 hoat dong kinh doanh cu thé nao do.
d My, c6 nhiing t6 chiic nhu Ngan hang Xuat- Nhap khiu, Hiép
hoi tin dung hang hod, Hang phét trién Quéc t&€ la nhiing t6 chdc
thuong trg cap tin dung cho cac hang xuat khau).

Tém lai, gia tri cda toan bd budc nay (nhu da trinh bay
trong 2.1.1 va 2.1.2) 1a n6 giGp nha dam phan hiéu ré hon vé boi
cdnh ma anh ta sdp budc vao va con ngudi ma anh ta sp lam
viéc cung. Vi ly do dé, budc chudn bi nay con dugc goi la bude
nhan thdec.
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2.2. Pua ra gia thiét:

Sau khi da tap hgp dugc cac s6 liéu va di liéu thong tin,
nha dam phan phai lam mot cong viéc tiép theo 1a ly gidi s6 liéu
va di lieu da c6. Budc nay c6 thé dugc tién hanh véi su tham gia
clia ngudi khac dé nha dam phan cung chia sé véi ho nhiing gia
thiét va nhan thc.

Viéc chia sé cac gia thiét nhan thic vé6i ngudi khac cé
nhing lgi thé. Thi nhat, n6 gidp nha dam phéan lam r6 doi véi
bdn than minh va ngudi cong su vé |y do tai sao anh ta lai di dén
nhiing gid thiét nhu vay. Thi hai, n6 cho phép nha dam phan
nhan ro gid tri kha dung (validity) cta nhiing gia thiét da dua ra
va gitp tranh nhiing xung dot khong déang cé trén ban dam phan
do nhiing gid thiét sai vé doi phuong chua dugc diéu chinh lai.
Kiém tra gid thiét la mot trong nhiing cach nhanh nhat dé giai
quyét xung dot.

Khi dua ra gid thiét, can phdi phan biét gitia gia thiét va
nhan dinh, danh gia. Nhing gid thi€t ma ta mang vao phong
dam phan thuong la nhiing nhan dinh cu thé vé nhing hanh vi
cu th€ nham 1am rd nhiing dong co ndm sau nhiing hanh vi dé va
dé hiéu vi sao nhting sy kién nhat dih nao dé da xdy ra. N6 1a mot
bu6c quan trong trong qud trinh tim hi€m ma&i quan hé nhan qua.
Trong khi d6, nhiing nhan dinh danh gia thuong la nhiing nhan
dinh bao quét, thau sudt v6i ham y nhu mot dinh ly vé mot con
ngudi, n6 mang tinh bat bién. Nhiing nhan dinh nhu vay thudng
day ngudi bi nhan xét vé phia phan (ing tiéu cuc chdng lai ta va
day ta vao th& vi khong nang dong. Chang khong t6t cho qué
trinh giao ti€p dam phan.
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2.3. Xay dung cac muc tiéu dam phan

Sau khi thu thap thong tin va dua ra céc gid thiét, bugc
quan trong nhat trong qua trinh chuén bi k& hoach dam phan la
xdy dung cdc muc tiéu dam phan, vi néu budc vao dam phén
khong c6 muc tiéu cu thé, rat dé bién phién dam phan thanh mot
cudc n6i chuyén phiém. Du6i day 1a nhiing lgi thé cda viéc xay
dung muc tiéu dam phan:

* Xay dung cac muc tiéu dam phan buéc nha dam phan
phai tinh tru6c minh can gi, tai sao can va phai bé ra cai
gi dé€ d6i lai cai minh can. Xay dung cdc muc tiéu ciing
gitp nha dam phan trong viéc quyét dinh cac thod hiép,
cac nhugng bd trong qua trinh dam phan.

* Xay dung cd muc tieu dam phan gidp ngan chan ky két
nhiing thod thuan bat can, gay thiét hai.

* Mot hé thdng cac muc tiéu dugc chudn bi can than gidp
tranh nhiing ludng cudng trong dam phan, khong dé cho
ddi phuong loi dung nhting ludng cung, nham 1an c6 thé
xdy ra.

* Dam phan trén mot khung muc tiéu cu thé giap tiét kiém
thoi gian dam phan, nhanh chéng di dén thod thuan. Phan
I6n nhiing ngdt quang trong qua trinh dam phan déu ¢ Iy
do thi€u chuan bi.

* Quan trong hon cd, nhiing chudn bi vé muc tieu dam
phén gidp nha dam phén c6 lgi thé trong qua trinh dam
phan. B&i phuong sé biét diéu hon khi nha dam phéan c6
khd nang lam cho d&i phuang y thiic dugc nhiing nhu cau
va mong mudn cla anh ta. “That mfa mai, toan bd muc
dich cda qud trinh dam phén 1a déap dng nhiing nhu cau
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ca nhan va t6 chic. Néu ta khong tuyén bo ta doi héi cdi
gi thi [am sao ta c6 thé mong mudn nhiing doi héi cla ta
dugc dép dng. Chi néi véi ngudi khac 1a ta mudn 6 ho cdi
gi ma khong néi dén nhiing doi héi cda ta c6 thé lam cho
ngudi khac kho hiéu néi ta.” (Lewicky: 1993)

Nhiing doi héi cu thé dé la cai gi trong dam phan thuong
mai? Mdi cudc dam phan sé c6 mot loat cac diéu khodn can dugc
bao ham trong khi xay dung muc tiéu. Nhung nhin chung, khi
xay dung muyc tieu can xem xét nhiing cha dé sau:

1. Lén gia dich

Gid dich la gia ta sé tra cho cdi ta doi héi trong dam phan.
Day 1a mc gia hgp ly theo tinh toan cla ta dé€ ddi lai cai ta nhan
dugc néu dam phéan di dén thoa thuan dugc ky két va thuc hién.
Luu y: thuat ngti “gia” & day dugc dung vé6i nghia phé quét cda né
dé dai dién cho gia tri cia cai dang dugc trao d6i. C6 nhiéu cudc
dam phan khong 1dy don vi thanh toan tién té.

Gid dich la gia ta sé trd cho cdi ta doi héi trong dam phan.
Day la mdc gia hgp ly theo tinh todn cta ta dé d6i lai cai ta nhan
dugc néu dam phan di dén thod thuan dugc ky két va thuc hién.

Luu y: thuat ngti “gia” ¢ day duge dung véi nghia phd quat cdia nd
dé dai dién cho gia tri cGia cai dang dugc trao déi. C6 nhiéu cudc

dam phén khong 18y don vi thanh toan tién té.
2. Xac dinh pham vi dam phan

Pham vi ¢ day c6 thé hiéu la gi6i han t6i thiéu vé lgi nhuan
va ta c6 thé chap nhan trong khi xem xét cac dé nghi cia doi
phuong. Cac nha ly thuyét dam phan hay dung thuat ngt “ducng
chan tuong” (bottom line) dé chi khai niém nay. Khi ta da rat
xudng “dudng chan tuong”, ta khong con chd dé rat xuéng nia;
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chi con dudng cho ta rat ra khéi cugc dam phén. Song song véi
“dudng chan tuong”, ta ciing tinh dén “dudng kich tran” nghia la
duong han ché ma néu ta vugt qua thi d6i phuong c6 thé sé rit ra
khéi cudc dam phan. Khodng bién dong gitia duong chan tuong
va dudng kich tran chinh |a pham vi dam phan trong mot van dé.
Pham vi dam phéan con c6 thé bao ham nhiéu van dé va cac van
dé c6 thé lien quan véi nhau. Trong trudng hgp nay, ta coi toan
bo cac van dé la mot hé théng van dé c6 quan hé tuong tac vdi
nhau trong mot tdng thé. Su bu tri chéo gitta chang chi cé y nghia
bo phan. Vé tng thé, ching van phai ddm bdo mdc lgi nhuan
clia ta ti mdc chan tuong lén mdc kich tran.

3. Quyét dinh nhiing nhuong bo:

D6 la quyét dinh vé nhiing budc lbi quyén lgi ma ta sé phai
chdp nhan trong dam phén dé di dén thod thuan.

4. Néu c6 thé, quyét dinh cai ta phai “tha ra”

DE& ddi lay nhiing nhugng bo clia phia bén kia, cdi ta “tha
ra” (give aways) khong phai 1a nhiing nhugng bo theo quan diém
clia nhiéu nha ly thuyé&t dam phan. Thong thudng ta chi c6 thé
danh gid gia tri dé€ d6i 1ay gia tri, nhung doi khi ta c6 thé khong
mat gi hodc mat rat it dé dat dugc céi gi ta doi hdi. Diéu nay thoat
nhin c6 vé khong thuc t&, nhung néu ta tinh dén vai trd clGa céac
t6i (the ego) trong dam phan thi n6 lai [a mot van dé thuc t&. C6
vé that ra chdng c6 gia tri gi doi vai ta thi lai ¢6 gid tri I6n doi véi
ngudi khac. Trong dam phan thuong mai, diéu nay lién quan dén
viéc tranh nhin nhan gia tri ca mot chi tiét nao dé theo quan
diém cla riéng ta va viéc tim ra gid tri (c6 thé 1a cao hon ca chi
ti€t d6) doi véi phia bén kia. Lai con mot s6 chi tiét ma trén thuc
t€ ching khong dugc danh gia trén bat ky co sé nao ngoai co s6
cdm tinh. T4t cd cdc hang xa xi dung cho ngudi tieu dung dé
trang tri cac van phong dai dién, tru sé ctia cong ty déu dugc ban
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don thudn trén co s6 hap dan cdm tinh. Trong dam phan thuong
mai, s& c6 nhiing mat hang tao ra dugc su hdp dan cadm tinh, ta
phai biét khai thac stic hap dan dé va c6 khi chi trén co s6 do
thoi, ta c6 thé nang cao vi thé dam phan cta minh.

Nhu vay, ta c6 thé danh déi mot cai “tha ra” (hiéu nhu mot
budc Iti gid tao, dudi hinh théic mot nhugng bo vo hai) dé 1dy mot
nhugng b thuc sy gia tri. Trong ngudn tu liéu nghién cdu vé khoa
hoc va nghé thuat dam phan thuong mai, budc lui giad tao nay
dugc goi 1a phép “ddi nudc bot 18y bac nén” (slush for silver).

5. Néu khuén khé han ché vé thoi gian

D6 la sy tra tinh trudc lugng thoi gian can thiét dé€ di dén
thod thuan va ciing 1a sy tra tinh triéc han ché vé thoi gian ma
phia bén kia c6 thé néu ra.

6. Dinh vi cic tac dong anh hudng tir bén ngoai

Dai v6i qué trinh dam phan, cac nha bang, cac co quan
chinh pha, cac t6 chic cong doan 1a mot vai vi du vé cac t6
chtic bén ngoai c6 thé quan tam dén qud trinh va két qua cla
cudc dam phan ma ho khong truc tiép tham gia.
7. Nhan biét nhing déng thai cia tic gia

C6 nhiing dong tac gid ma déi phuong c6 thé tung ra va ta
phai 1én k& hoach lam thé€ nao dé vugt qua nhiing tré ngai dé.

8. Tinh dén giai phap thao go

D6 la nhiing giai phap ta c6 thé dua ra néu cudc dam phan
khong di dén dut khodt (Vi du nhu ta c6 phuong an hai nao chang
dé boc duong dé nghi cda ta?.)

9. Lap danh sach nhan su tham gia dam phan
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(Chu dé nay sé dugc trinh bay ky ludng dugi day nhu mot
budc chudn bi quan trong). Danh sich tinh dén khong chi cac
doan vién cta phdi doan ma ca cac c6 van, vi du céac ké toan,
luat su cting di dé tham khdo y kién tu van vé cac van dé cu thé,
cac trg i, vi du cac thu ki, phién dich vién

10. Quyét dinh cac giai phap thay thé néu dam phan khéng
thanh cong

Buong nhién khong phdi cudc dam phan nao ciing doi hdi
phai bao quat 10 (muoi) cha dé trén trong khi xay dung muc tiéu
dam phan. Tuy nhién, viéc chudn bij ki sé giGp ta khong bao gio
nham |an ,bdi réi hodc hé hénh trong dam phan.Suy cho cling
dé phong bat ngo bao gio cing la phuong an an toan,it nhat
cling 12 an toan trong chuén bi dé rdi di dén két qua dam phan
mot cach chua chat.

2.4 .Chuan bi nhan sy va dia diém dam phan

2.4.1.CAc tiéu chi tuyén chon nhan sy
a.Tiéu chi chuyén mén :

Phuong cham la dam phén vé linh vuc chuyén mon nao thi
can chuyén gia thugc linh viic chuyén mén dy. Thém vao do,
phan 16n cac cuoc dam phén doi héi cac kién thic va ki nang
chuy&n mon vé luat, k& toan va van ban. Thong thuong, ngudi ta
han ché& qud trinh chon nhan su theo nhiing chdc nang dugc coi
la hang dau trong ddm béo thanh cong cla dam phan. Nguoi ta
cting m3i mot s6 chuyén gia dé tham gia vao mot sd cong doan
trong qué trinh dam phén khi can, dé€ tranh thanh 1ap nhiing
doan dam phan trong dé c6 nhiing thanh vién chiu trach nhiém
trong pham vi hep.
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b.Tiéu chi tinh cach

bay la tiéu chi quan trong thi hai sau tiéu chi chuyén moén
nhung lai hay bi xem nhe, tham chi mét ngudi nao dé dugc coi la
c6 tinh khi rat kho chiu nhung lai van dugc chon vi | do chuyén
moén. Mot cach lua chon nhu thé da bo qua mot sy that la: dam
phan mot qua trinh huéng vao con ngudi, la cudc thdo luan chia
sé quyen lgi ch khong phai 1a mot cudc hop chuyén mén. Chon
sai ngudi nhiéu khi gay ra nhiing thiét hai khong dang phai chiu.
Vi vay, hay chon nhiing ngudi biét ting x( nhay bén, khon khéo,
biét IGc nao phét biéu, ltc nao ngdi nghe. Hét stc tranh nhiing
ong ba to mém, dinh kién ca nhan, nhting ngudi it c6 khd nang
phat hién, khai thac Igi thé chgt hién, chgt mat trong qud trinh
dam phan. D& tan dung khd ndng chuyén mén cta nhiing chuyén
gia c6 tinh cach khong pha hgp véi doi héi vé tinh cach nha dam
phan thuong mai, ta c6 thé xin tu vdn chuyén mon cda ho trong
qud trinh chudn bi dam phéan hoac ngay cd trong khi dam phan,
tham chi ca sau khi dam phéan da két thac.

c. Tiéu chi té chic:

Tiéu chi co cdu t6 chic la tieu chi khong tranh khéi khi
chon nhan su cho dam phén, nhét 1a ¢ cc don vi 16n & phong
ban chdc nang noi két qua dam phén c6 thé c6 nhiing tac dong
nhat dinh. Puong nhién nhiing phong ban ¢6 quan hé truc tiép
t6i két qud dam phan can c6 mot hodc hai thanh vién tham gia
doan dam phan.

Tuy nhién, quan tam dén dam phéan c6 thé con la nhiing
ban nhém néi la dé€ bao vé quyén Igi cda ho trong dam phén
nhung thuc chat ho mudn tham gia dam phén don thuan chi vi
ganh dua hodc buc boi vi ho khong dugc tinh dén trong danh
sach phai doan. Bay la van dé t& nhi. Ta hay quan tam dén ngudi
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bat den xanh cda ho trong co cau lanh dao cla don vi. Song cing
can luu y rang ta lén k& hoach cho mot phien dam phan cha
khong phéi cho mot cudc tap hop quan ching cic phe phai.

d. Tiéu chi chién luoc:

Mot phéi doan 16n céc tac dong tam ly doi véi doi phuong
nhu mot sy biéu duong siic manh. D& dai phd, d6i phuong ciing
biéu duong lai bang mot phai doan céc chuyén gia cda ho. Vay
van dé 1a mot phai doan 6 tam ¢ thé nao 1a hgp ly. Néu d6i
phuong la phia ta c6 thé dam phan dé hon véi nhiing phéi doan
nho, hodc nhé niia, trén ca s6 mot- mot, thi rat khong nén thanh
lap mot phai doan I6n.

Cudi cling, ¢6 nhiing cudgc dam phéan do ban chét cta van
dé dam phan, doi héi tinh bdo mat. Trong tinh huéng nay, ta
phai ¢ gdng gidm sd lugng doan t6i mic thap nhat.

e. Tiéu chi chi tiéu

Tiéu chi nay dugc ap dung khi cac bén c6 thod thuan trugc
vé s8 lugng thanh vién ctia mdi doan. D& c6 lgi thé, ta tinh sé gap
ai qua ban dam phan dé trén co sG d6 ta chon thanh vién cta
doan minh. Ngoai van dé chi tiéu, cac van dé khac nhu ca sé hau
can tai dia diém dam phan hodc khodng cach cting la mot van
dé &nh hudng dén s6 lugng doan vién cia phai doan.

2.4.2. Nhiing tiéu chi dé chon truéng doan:

Trudng doan la nha lanh dao doan dam phan. Truéng doan
la ngudi c6 tinh cach manh ho trg cho thanh cong cta doan dam
phan. B¢ la:

* Kha nang ra quyét dinh ding dan trong diéu kién
cdng thing
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*

Kha nang thau gép céc quan diém dan trdi thanh
mot tap hop

*

Khi chat nén na

*

Tinh nang dong dé€ doéi phé kip thoi vdi tinh hinh

*

Co tai lam cho nguoi khéc tin tuéng vao minh
* C6 tai phan biét that, gid

Thém vao do, trudng doan phai 1a ngusi chi€ém dugc long
tin hoan toan cla cdp trén, dugc cdp trén uy quyén hay thay mat
minh phat bi€u trén ban dam phan véi déi phuong. Xét theo
quan diém tinh cdch nhin nhan to déi phuong, ciing nén chon
mot trudng doan c6 tinh cich cho phép giao tiép t6t dai véi phia
bén kia.

2.4.3. Dia diém cho dam phan:

C6 ly luan cho rang céc loai dong vat c6 kha nang tu bdo
vé cao nhat khi ching hoat dong trén vang lanh thé cla chang.
Con ngudi cling la loai dong vat song theo phan vang lanh thé va
cling ¢6 nhiing kha ndng tuong tu trén ving lanh thd cda minh. Vi
vay, dia diém dam phan t6t nhat dai v6i nha dam phén 1a nhiing
noi anh ta cdm thay gan gai va quen thudc, dé c6 thé dn ngu déu
dan, thao lugc thodi mai, tim ngudn chuyén gia dé dang va tham
khdo y kién cda cdp trén thudng xuyén.

Trdi lai, khi bi d6i noi lam viéc, con ngudi sé chiu tac
dong xdu vé thé chat va tinh than, do nhiing thay déi dot ngot
trong thoi quen. Tham chi, viéc di nha tdm ciing tré thanh van dé
khi ta dén chd nguoi la. Hay chi viéc di dén noi qui dinh ciing
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lam ta mat nhiéu nang lugng thé chat va than kinh.

Tuy vay, dam phan ¢ mot dia diém khéc noi lam viéc
hang ngay cling tao cho nha dam phan nhiing thodi mai riéng.
D6 1a co hoi dé€ mat thay, tai nghe, doi khi 1a co hoi du lich nhé
nhoi trong nhiing ngay nghi cudi tudn hay gitia cdc phién hop.
Trong ltc gay cdn, c6 thé i chdi trd 16i vi ly do khong mang theo
tai lieu day da.

Bam phan la mo6t cong viéc nang nhoc. Khi dam phan &
noi xa, nha dam phan can dén trugc phién hop it nhat 1a 24 (hai
muci bon) gid dé co thai gian 14y lai stc.

2.5. Ty danh gia minh va doi phuong

C6 nhan ¢6 cau: “Biét minh la minh, biét nguoi la thong,
bi€t minh, biét ngudi la cuong”. Cau néi nay that c6 y nghia trong
chudn bi dam phan.

2.5.1. Ty tim hi€u k& hoach tro choi ctia d6i phuong:

Trén thuc t€, thoa thuan la diéu dé dat dugc néu cac bén
déu lat nglia con bai clia minh, va c6 l& phan I6n cac cudc dam
phan déu khong phc tap 1dm, vi thudng cdc bén tham gia dam
phéan chdp nhan phuong thic tro chai nay. Tuy nhién, van con ¢6
ai d6 n6i ho mudn thé nay, thé kia, nhung thuc t€ khong han 1a
nhu vady. Trong giao dich gitia ngudi ban/ ngudi mua, cé nhiing
yéu t6 bé mat lam dnh hudng dén dam phan. Béi vay, trudc khi
dam phén, can c6 sy phan tich ky lusng nhiing k& hoach tro choi
cta doi phuong.
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Mot vi du

Cong ty A dang dam phan dé ban cac mat hang cho cong
ty B, 1a mot khach hang quen. Nha dam phan cta cong ty A rat
ngac nhién khi thdy cong ty B dé nghi mot mic gia qua thap so
vGi thudng 1é ¢ nhiing cuéc dam phan truéc. Va mac du da chan
thanh dé nghi bén B xem xét lai, dai dién cla cong ty B khong rt
lai dé nghi gidm gia. Dam phan bi tan v& vi ban véi gia cong ty
B doi héi thi bén A khong thu dugc lgi nhuan gi hét.

Cong ty A sau nay méi phat hién ra rang cong ty B da c6
don dat hang thay thé 6 cong ty X cho mdt hang cung ching loai
c6 chat lugng kém hon nhung ding theo mdc gia ma cong ty B
da bi cong ty A khuéc ti. Cong ty A cling phat hién congty X cho
cong ty B nhiing diéu kién thanh toan uu dai, diéu ma cong ty A
khong biét tai thai diém dam phan. Ma diéu nay cong ty A c6 thé
biét néu nghién ctu mot chit- 1a cong ty B dang gap kho khan vé
tai chinh. B&i vy, cong ty B mudn tim ngudi cung cap vaéi chi phi
thdp hon va céc diéu khodn thanh toan dé dai hon.

Cong ty A hoan toan c6 kha nang ky mot hgp dong tuong
tu v6i cong ty B bang viec thay th€ mat hang truyén thong bang
mat hang chat lugng thdp hon, nhung gid ré hon. nhung cong ty
A da bd 16 co hoi vi khong biét dugc kho khan tai chinh cta cong
ty B ma chi biét két toi cong ty B lgi dung quan hé l1am an sdn c6
giGia hai bén dé dua ra nhiing doi héi bat hgp 1y

Vi du nay cho thdy, nay ca khi cac bén dang c6 quan hé
lam &n vé6i nhau, truée khi dam phan véi nhau van can c6 nghién
cGu vé nhiing thay déi cla phia bén kia, van can c6 nhiing phan
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tich vé nhiing thay ddi d6 dé tim ra k& hoach tro choi cta ho.
Khong nén y lai vao nhiing gid thiét c dé budc vao cudc dam
phan méi.

Mot phuong phép khac dé phét hién k& hoach tro choi
clia d6i phuong, ngoai viéc thu lugm va phan tich thong tin vé
ho: ho mua san phdm cla ta vi gid, vi chat lugng, vi diéu kién
thanh toan, diéu kién giao hang hay vi céc yéu t6 khac. Ndm
dugc cach nhin clia déi phuong la quan trong vi n6 sé gidp tang
cuong lgi th€ ctia cdc nha dam phén khi dam phan céc diéu
khodn cu thé cta thod thuan.

2.5.2. So sanh muc tiéu cta ta va doi phuong:

Khi bu6c vao dam phan, mdi bén déu mang theo muc
dich va nhiing muc tiéu cu thé. Trong truong hop co ban nhit,
bén béan bao gio cling ban véi gid cao nhit, bén mua bao gio
cling mudn mua véi gia thdp nhat so véi gia tri cia hang hoa.
Ngay trong trudng hogp cd ban nay da cé su khac biét gitia cac
bén. Vi vay trong chudn bi dam phan, viéc so sanh muc tiéu cla
cac bén la mot doi hoi tat yéu.

Puong nhién, trong thuc t&, viéc tim hiéu muc tiéu cda
déi phuong khong chi dugc thuc hién trong qua trinh thu lugm
thong tin vé ddi phuong. Trong nhiéu truong hop, ta khong thé
xac dinh dugc toan bo muc tiéu cla déi phuong trude khi dam
phéan bit dau. Nghia la c6 mot s6 muc tiéu cda doi phuong chi
hién lén trong ban than qua trinh dam phan. Tham chi mot sé
muc tiéu ma trong sudt qua trinh dam phan ta cting khong phat
hién ra.

Mic du vay, cang phat hién ra nhiéu muc tiéu cta doi
phuong cang tao ra nhiéu Igi thé dé di dén thod thuan/ ky két hop
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ddng. Sau khi c6 céac diéu kien, ta tim cach gidi bai toan so cho
c6 dap so tich cuc. Ta liét ké cac muc tiéu chinh yéu va thi yéu,
dy tinh nhiing nhugng bo c6 thé va cac diéu khodn mong mudn
clia cdc bén. Trén cd s6 do, ta tim cac yéu t& chung vé quyén lgi
cho cac bén. Nhiing yéu td nay toa thanh khu vuc tiém néng cho
cac thod thuan cé thé dat dugc.

2.5.3. Tim hi€u cac muc tiéu giau kin

Nhu da trinh bay ¢ muc 2.5.2., ¢6 nhing muc tiéu cta
déi phuong khong bao gi dugc boc 16. Nhiing muc tiéu nay doi
khi chi lién quan dén phia ddi phuong ma khong lam tré ngai
dén qua trinh va két qua dam phan.

Tuy nhién, khong phai lic nao cac muc tiéu giau kin ciing
la chuyén vo hai. Vi du, mét don vi kinh doanh nao dé d6ng y
giao hang cho ta v6i mot gid rat ha. Buong nhién, mua dugc hang
v6i gia thap la diéu thuan lgi cho ta tai thoi diém ky két. Nhung
c6 thé ta gap kho khan sau nay, vi du, hang khong dugc giao
dang han, hang khong dat phdm chat, doanh nghiép do6 c6 thé
phéa san trudc khi giao hang.

Tim hiéu cac muc tiéu gidu kin khong phai la chuyén don
gian. Vi thé, dé co thé phét hién dugc cac muc tiéu nay, ngoai
viéc diéu tra, nghién cGu, thu thap thong tin, nha dam phan doi
khi con phéi dung dén do nhay cdm clia minh dé phét hién c6
mot cai gi d6 khong 6n trong cach ti€p can van dé cta minh va
cta doi phuong va xa |y kip thai.

2.5.4. Tim hiéu quyén han ctia doi phuong

C6 nhiing cudc dam phan tuéng nhu da di dén két qua
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bong nhién tré thanh mot phién hop tra bi khi déi phuong tuyén
bd sé xin y kién chdp thuan cla cap trén cda ho. Dé tranh nhiing
chuyén nhu vay, phai tim hiéu quyén han cta doi phuong, liéu
anh ta c6 phdi la ngusi quyét dinh cudi cung trén ban dam phan
hay khong.

C6 nhiing nha dam phén c6 da quyén quyét dinh nhung
ho van béo luu quyén xin y kién cap trén, dé roi, tru6c mot thod
thuan dat dugc, ho c6 thé stia ddi theo hudng c6 Igi cho ho. “Xép
clia i khong chap nhan dé nghi nay, nhung néu cac ngai nang
lén (hodc gidm xudng) mot chit thi tdi ddm bdo ta van duy tri
dugc thod thuan” la tuyén ba thuong thay khi gdp phai cac nha
dam phén kiéu nay.

2.5.5. Chuan bi dé xuat giai phap

Mot s6 kiéu giao dich thuong mai yéu cau phadi c6 van
ban trt bi lam cd s6 cho dam phéan. TAm quan trong cta van ban
trd bi 16n d&n mdc nhiéu khi n6 quyét dinh c6 nén tién hanh dam
phan nta hay khong. Noi dung chinh cta van ban tru bi bao
gbm cac dé xudt, gidi phap. N6 phdi thod man yéu cau sau:

a. Tinh chinh x4c vé lap luan va sé liéu
b. Tinh day dd nhung ngdn gon

c. Tinh thuyét phuc

d. Tinh thuc t&

e. Tinh sang tao

f.  Tinh nhat quan gida lap ludn va con s6
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Tinh phong phu vé s6 liéu

Tinh phua hop gida néi dung va phong cach
trinh bay

Tinh dé hi€u déi véi nguoi doc.
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Chuong 1l
Cac ky thuat can ban trong
dam phan thudng mai

1. Ky thuat dam phan gia

Trong qud trinh dam phan, dam phan gia thoat nhin tuéng
la cong doan ma cdc bén té ra that tha v6i nhau. Ta tudng tugng
mot qua trinh mot bén néu mic gid, bén kia chap nhan hoic dé
nghi diéu chinh lén hodc xudng roi hai bén di dén hgp dong ky
két, “tién trao, chdo mic”. Nhung trén thuc t€, viéc dinh gia mot
sén phdm trao déi trén thi trudng ding la mot “tro chai”, theo
ding nhu dinh nghia clia cac nha ly thuyét tro choi, vi gia cda
mot sdn pham khong chi dugc quyét dinh béi mot bén cung cap
hodc ti€p nhan va 1a béi it nhat ba yéu t6: (1) Nha sdn xudt/ kinh
doanh (2) Khach hang va (3) Cac nha canh tranh.

Khéc v6i ly thuyét tro choi ma chang ta tiing biét thé hién
trong thé thao, hoc van, nhiing tro chai cho “téng duong” (positive
sum), trd choi dinh gid 1a trd choi cho tdng am (negative sum).
Nhing tro chai cho téng duong 1a nhiing tro choi két thac vai két
qud sinh lgi cho ngudi tham gia. Do vay, qua trinh tham gia tro
choi cang kéo dai, cang cang thdng thi phan thuéng gianh cho
ngudi choi cang 16n. Qui md cla tro chai cing la mot yéu to
quyét dinh tam ¢d cda phan thudng. Ké chién thing tim dugc
vinh quang va lgi nhuan, ké thua cugc rat dugc kinh nghiém moi
madt cho ban than sau khi tham gia cudc chai. Va khong c6 ai
cdm thdy héi tiéc la da tham gia cudc chai, diéu nay gidi thich tai
sao nguodi ta lai khong c6 thai do tich cuc dai véi tro choi kiéu nay
trong gidi tri (thé€ thao) nhu bong da, trong hoc duding nhu thi hoc
sinh gi6i cap thanh phd hay thi Olympic Qudc gia, trong kinh
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doanh dugc dich vu nhu cac hoi trg trién 1am qudc gia hay khu
vuc. Cac thanh vién cta cudc choi dé vao cudc theo tinh than
“khong thanh cong ciing thanh nhan”.

Ngugc lai, viéc bi hdp dan vao nhiing tro chai cho tdng
am (negative sum games) s& dan dén nhting két qua tiéu cuc.
Nhing ngudi tham gia trong cudc chai tim cach ha sat, triing
phat nhau. Trong cudc séng hang ngay, dso c6 thé la mot ca
nhan néi x4u, ché bai sau lung ngudi khic. Trong cudc song kinh
t€ chinh tri xa hoi rong 16n, d6 co6 thé 1a chién tranh quan su,
chién tranh gid cd, cdm van kinh t€. T4t ca la nhiing tro choi cho
tong am, n6 ha thap tu cach cla ké néi xau trong con mat ngudi
khdc; n6 bao mon stic manh kinh t€ cda ké sat phat va nguoi bi
sat phat. Nhiing tro choi kiéu nay, néu kéo dai, thi tham chi ké
thdng cudc cing khong chiu dugc thu thiét. Chi phi cho ngudi
chai hoan toan khong tinh todn theo nguyén tac cla luong tri hay
lgi nhuan kinh té.

Mot thuc t€ clia dam phéan thuong mai la nhiéu khi nha
dam phan tuy rat y thic vé hau qud cda tro chai téng am, nhung
van bi day va tro chai &y. Trong nhiing hoan cénh &y, ctu canh
cta nha dam phan khong gidng nhu clu canh cda nha chi huy
chién dich la phai thing tran bang moi gia ma la han ché t6i
thi€u do cang thdng va tan s6 xuat hién cla cac trd choi bang su
khon khéo ngoai giao. Su khon khéo ngoai giao khong phdi la su
hoa hodn hay diu hang ma 1a nghé thuat can nhdc mot céch
lanh dam nhiing chi phi va lgi nhuan thu dugc nham dam béo di
dén muc tieu dam phan ma khong gay ra nhiing xung dot khong
can thiét.
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1.1. Tai sao phai dam phan gia:

Trong thap ky 70 va 80 cta thé ky nay, xuat hién ba yéu
t6 khi€n dam phdan gié tré nén can thiét:

Trudc hét, co sé ly luan cla dam phan gid 1a do c6 sy ton
tai cta gia c6 dinh va gid thoa thuan. Thuc t€ thi truong phuong
Tay trong thap ky 70 cho thdy co cau kiém soét gia da khién cho
nhiéu cong ty mic ket gidia mot bén 1a gia cd dinh sadn phdm cda
ho, va mot bén la chi phi diu vao cho qua trinh sdn xudt sin
phdm ting. D€ tu bdo vé, cac cong ty da nang vot gia cong bd
(published list price) ctia sdn phdm dé sau d6 giam gia dén chong
mdt trong qud trinh luu thong sdn phdm do trén thi truong. Pau la
gia thanh toan thuc t&€ ctia mot san pham/ mot dich vu? Diéu nay
chi thay dugc qua dam phan gia. Bay la kinh nghiém ca nhan
cla tac gia: canh nha Quéc hdi My  Washington DC, ¢6 khéach
san mang tén Capitol Hill. Khi mé ctia budc voa phong don cla
khéch san, ta nhin ro biéu ghi gia la 219 USD? dém. Nhung trong
dam phan gié trudc khi vao khach san, khach hang da dugc thong
bao ho phai thanh todn 159 USD/ dém ti chi nhat dén thd nam
hang tudn va 90 USD/ dém trong cic ngay thi sau va thd bay
hang tuan. Trong trudng hgp c6 t 2 (hai) dén 4 (bdn) ngudi &
chung trong mot phong thi modi nguoi ¢ thém chi phai trd 20
USD/ dém. Nghta la, néu hai ngudi ¢ chung mot phong don, moi
ngudi chi phai trd ($159 + $20) + 2 = $89,5/ dém ti chi nhat
dén thd ndam va ($90 + $20) + 2 = $55/ dém vao ngay thi sdu va
th bay. Néu & bon ngudi thi con thap nda. That la hap dan.

Tha hai, 6 thap ky 80 sang 90, & cac nudc phét trién nhu
& MY, Gc, trén thi trudng tiéu thy, sGc mua nghiéng hdn vé cac
trung tdm ban [é khdng 16 (nhu Wal-Mart, Safeway Grocery, Kmart,
Woolworth). Stic mua khéng 16 clia cac trung tam siéu thi nay cho
phép ho dam phan gia theo huéng cé Igi cho ho, tham chi véi cd
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cac nha sdn xuat I16n. Nhu vay, ly do dé céc trung tam siéu thi do
c6 thé dam phdan véi cdc nha sén xudt don gian vi ho la khach
hang I6n.

Thi ba, ¢ cdc qudc gia phat trién thi thi trudng cang c6
bi€u hién phét trién dén do bao hoa, véi tdc do tang trudng cham,
v6i khach hang c6 hiéu biét hon, y thic vé gia tri sén phdm va
dich vu hon. Thay vi chinh ly hang loat chinh séch gid cd va lgi
nhuan dé phan anh chinh xdc hon méi tridng canh tranh, cac
cong ty cung Gng hang hod va dich vu thuong xic tién viéc cit
giam gia trén qui mo tai khodn riéng é. Va khach hang nhan
thic dugc rang cdi gia ma ho phai trd cho mot hang hod/ dich vu
nao dé c6 lien quan nhiéu hon dén stc manh va kha nang dam
phan cta ho hon la gia tri dich thuc cda hang hod/ dich vu dé.
K&t qua la qud trinh ban hang chuyén tr qua trinh tim gidi phéap
tot nhat cho khdch hang theo quan diém hgp tac sang qud trinh
chia sé lgi nhuan mot cach khong khoan nhugng. Trong tinh hudng
nhu vay, cac cong ty cung tng hang hod/dich vu thay rang khi ho
tao ra nhiing hang hod/ dich vu ¢6 chét lugng t6t hon, khach
hang cang khong mudn trd nhing hang hod/ dich vu t6t hon dé
theo gid cao tuong ting. Vé phfa khach hang, su nhan thic vé gia
tri chat lugng cta hang hod va dich vu ma ho dugc cung tng chi
la ddm bdo dé ho dén véi nha cung Ging vaéi long tu tin ho sé dat
dugc cai minhmudn. Con mong mudn vé gia cd, ho mudn dam
phan dé ha gid xu6ng cang thap cang tot.

1.2. Cac giai doan tinh gia

Dam phén gid thanh cong (d6i v6i ca bén ban va bén
mua) khong phai 1a quyét dinh phat chdc ma la két qué clia mot
qua trinh phan tich, tinh toan céc yéu t6 tinh gia cGa mot san
pham hodc mot dich vu. Qua trinh nay bao g6m 3 (ba) giai doan:
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(1) giai doan thu lugm thong tin, (2) giai doan phan tich théng

tin va (3) giai doan quyét dinh gia.

I. THU LUOM THONG TIN
1.Tinh toan

chi phi

2.Nhan biét
khach hang

3.Nhan biét doi

thd canh thanh

I

it

!

Il. PHAN TiCH THONG TIN | 4.Phan tich

5.Phan tich dac

6. Phan tich

1. QUYET DINH GIA

tai chinh thu d6i phuong canh tranh

{

Quyét dinh cudi cing

1.2.1. Giai doan hinh thanh thong tin

Giai doan nay duong nhién dugc tién hanh trong qua
trinh chuan bi. Nha dam phén can “lam bai tap & nha” trudc khi
dén ban dam phén, va d6 phai 1a loai bai tap t6ng hgp vé thong
tin chi phi lam ra sdn phdm/ dich vy, thong tin vé khach hang va
thong tin vé d6i tha canh tranh.

* Thong tin chi phi lam ra sdn phdm: Dau |a phan chi phi

tang 1én ngoai du kién (incremental cost) lién quan dén chi phi
san xudt, dich vu khach hang va trg gidp ky thuat? Pau la cac
phu phi (additional expenditures) cho cac khodn trén?

* Nhan biét khach hang: Gia tri kinh t&€ cia sdn phdm/
dich vu nay c6 y nghia nhu thé nao dai véi khach hang? Con

nhiing yéu t6 nao khac dnh huéng dén do nhay cam vé gia cd cla
khach hang? (nhu su khoé khan trong so sanh céc gidi phap thay
th€, nhting lgi thé lién quan dén viéc mua san pham/ dich vu
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nay, nhing han ché vé tai chinh/ ngan séch, khd nang chuyén
toan bd hodac mdt boé phan cla chi phi cho ngudi khac)

* Nhan biét déi thi canh tranh: Ai 1a d6i tha canh tranh
chinh hién nay? Néu cac déi thd canh tranh hién dang canh

tranh trén thi trudng thi mic gid giao dich thuc t€ cda ho la bao
nhiéu? khac biét th€ nao so véi gid cong bd? Pau la muc tiéu
chinh cta d6i tha canh tranh: Lgi nhuan hay doanh s ban ra?

1.2.2. Giai doan ra soat phan tich, tong hgp thong tin:

Cuing giong nhu giai doan tap hop s6 liéu, giai doan phan
tich tap trung vao ba yéu t6 co ban: chi phi, khdch hang va canh
tranh. Nhung khéc véi giai doan chudn bi, cic yéu t6 dugc phan
tich s& dong vai tro chi phdi 1an nhau. Viéc phan tich tai chinh sé
dugc ti€n hanh trén co sé xem xét mic gid dap Gng nhu ciu cla
khiach hang va dam bdo lgi thé canh tranh. Trong dam phan gig,
su phan tich tai chinh cGa nha dam phan la nham dadm bdo thu
dugc lgi nhuan qua ban sdn phdm/ dich vu déng thoi dé ddi
phuong néu muc gid mong mudn theo phan tich cla ho trén gia
tri kinh t&€ cta sadn pham/ dich vu cung loai trén thj trudng.

* Phén tich tai chinh: Lgi nhuan thu dugc cho mét don vi
san phdm la bao nhiéu néu ban vai gid kich san? Phai ddm béo

mot lugng ban ra la bao nhiéu thi méi c6 Igi nhuan cao hon khi
ha mot méc gia? Phai mat mot lugng bén ra 1a bao nhiéu thi méi
trang trdi dugc khoan chi phi c¢6 dinh phu thém (incremental
fixed costs) nhu quéng cdo, giao dich, dam phan, ky két nham di
dén thoa thuan?

* Phan tich khach hang: Nén xac dinh mot muc gia khac
biét nhu th€ nao déi v6i nhiing khach hang khiac nhau (khac
nhau vé do nhay cam gia, chi phi phu thém khi phuc vu ho)?. Lua
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chon phuong thic dé thong bao mot cach c6 hiéu qua gia tri kinh
t€ clia san phdm/ dich vu d6i v6i khach hang nhu thé nao? Tim
bién phép dé tao ra nhiing rao chan ngan chan thong tin gidia céac
khu vuc thi trudng, khdach hang nhu thé nao?.

* Phan tich canh tranh: Cac nha canh tranh sé phan Gng

thé& nao ddi véi cac bién phap gia da dugc ap dung va liéu ho con
c6 nhiing bién phap gid nao khac ntia khong? Hanh dong va
phdn Gng cta cdc nha canh tranh sé c6 tac dong thé nao doi véi
lgi nhuan truéc mat va lau dai cda cong ty? Cong ty sé dat nhiing
muc tiéu gi vé Igi nhuan mac du c6 sy phan Gng cda cac nha
canh tranh.

1.2.3. Giai doan quyét dinh va cong bd gia:

Khi quyét dinh va cong bd gia trén ban dam phan, nha
dam phan phdi hét stic y thic vai trd cla gid thanh trong thanh
cong hay that bai cta dam phan. Trong cuén “Huéng dan ra
quyét dinh (gid) theo hudng lgi nhuan” (Nagle. T.T. va Holden
R.K., 1995), cdc tac gid phan biét ba loai quyét dinh gia:

a. Gia hét vang (Skim Pricing)

Gia hét vang 1a gia mang tinh vo chop co hoi t6i da hod
lgi nhuén bat ké gia tri kinh t& cta loai hang ho4, dich vu trao ddi
va lugng béan ra. Binh nghia ngan gon, gid hét vang la gia cao so
vGi mic gia phan 16n khach hang tu nguyén thanh toan.

Gia hét vang 1a loai gid chi c6 thé dugc dp dung trong
dam phan gia khi déi phuong hoan toan mat dé nhay cam gia do
ho dinh gid kinh t& cta loai hang hoa/ dich vu dugc trao ddi qua
cao, hodc do ho c6 thé chuyén chi phi cho ngudi khac, néi theo
céch n6i cta ngudi Viét, ho c6 “tién chua”.
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b. Dat gia tham nhap (Penentration Pricing)

Pat gid tham nhap 1a dat gia dugi mc gia tri kinh t€ clta
sdn phdm hodc dich vu nham thu hat va duy tri co s khach
hang. Quyét dinh dam phén gid ¢ mic do tham nhap la quyét
dinh di dén thod thuan ban ra véi s6 lugng 16n va hy sinh lgi
nhuan cao. Khong nén hiéu gia tham nhap 1a gid ré, ma nén hiéu
n6 1a gid ha so véi gia tri kinh t€ ctia hang hoa hodc dich vu dugc
trao doi.

Giong nhu gia hét vang la loai gia chi dugc ap dung trong
nhiing diéu kién dam phan cu thé, gia tham nhap la loai gia
nham hap dan doi phuong thod thuan hgp dong va t bé ban
hang ca. Tuy vay, khong phdi ci dam phan gid tham nhap la
ddm bdo thanh cong clia dam phan, vi khong phai ai cling y thtic
vé su khac biét chat lugng va gid tri kinh t&€ cda sdn phdm hodc
dich vu ma ho dang dam phan. Nha dam phan, khi y thic dugc
diéu nay, sé khong dua ra mic gia thAm nhap néu khong can
thiét.

c. bat gia trung tinh (Neutral Pricing):

Trong ti€p thi, nguoi ta hi€u gid trung tinh 1a gia khong
nham muc dich md rong thi truong bang su hdp dan cda gia c3,
dong thoi, n6 cting khong phai 1a loai gia nham han ché thi truong.
Trong dam phan thuong mai, gia trung tinh khong phai la gia hap
dan doi phuong xét theo gia tri clia hang hod/ dich vu ma gia
phan anh. Trén ban dam phan, nha dam phan dua ra mtc gid
trung tinh khi khong thé ra quyét dinh vé gia theo hai phuong
thac da dé cap, vi theo phuong thic thi nhat, doi phuong cé thé
bd ban dam phan dé di tim ngudn cung Gng thay thé, von khong
kho trong mot thi trudng giau cdc ddi thi canh tranh, hodc i,
theo phuong thic thi hai, d6i phuong c6 thé can c vao gia thap
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dé danh gia thap gia tri clia hang hod/ dich vu dang dam phan.

Nha dam phén cting c6 thé néu mc gia trung tinh chi cot
dé duy tri tinh nhat quan vé chién lugc gia cda cong ty. Gia trung
tinh khong c6 nghta la gia trung binh muc gia cia cac nha canh
tranh. V& nguyén tdc n6 c6 thé 1a mic gia cao nhat, cling c6 thé
la mic gia thdp nhat trén thi trudng ma van mang tinh trung tinh,
trung tinh so v6i mic gia tri kinh t€ dugc ghi nhan cda san pham/
dich vu.

Nha dam phan & bat ky trudng hop nao khi cong bo gia
sén pham, dich vy, déu phai cdn ct vao gid trj kinh t€ cla sin
pham, dich wu.

1.3. Phan tich d¢ nhay cdm cta gia cta doi phuong:

Khich orong Khich rong
gid ca gid i
Cao
Khich trg Khich bing
Thap | tién trung thank

Thap Nhan thic vé chénh léch chat luong  Cao

Bang 3.1. Phiin loai khdch hing trong dam phin gid.
Nz udn: Richard Harmer, Boston University)

Nhan thic do nhay cdm vé gia cla doi phuong gitp nha
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dam phén y thic ro mot diéu: khong phéi déi phuong nao cing
giong ddi phuong nao trong van dé dam phan gia.

Nhiing thi trudng khac nhau sinh ra nhiing dai phuong
khac nhau. Tham chi nhing thi phan khac nhau cla cung mot thi
trudng cting ¢6 nhiing déi phuong khac nhau. C6 nhiing d6i phuong
dén ban dam phan véi hang loat gidi phap thay thé; c6 déi phuong
chi ¢6 cudc dam phaén la gidi phdp. C6 nhiing nha dam phan rat
coi trong gia tri kinh t€ cGia sdn phdm/ dich vy va rat xoi moi sy
chénh léch gid tri gitia cac ngudn cung cap, trong khi c6 nhiing
nha dam phan chi li tinh todn vi ho tiéu “tién nha”, c6 nhiing nha
dam phan rong rai vi ho tiéu “tién chua”
kinh t€, ho c6 thé chuyén kinh phi cho bén thi ba.

, hay néi theo ngon ngi

Theo mo hinh trén:

Khach hang trong gid ca( géc trai phia trén) la loai khach
hang tim cach mua véi gia thap nhat, véi chat lugng chap nhan
& mac t3i thi€u theo tiéu chudn cda nhan hay cda nha cung cap.
Nha dam phan theo quan diém trong gid ca sé khong danh déi
mot gia cao hon dé 18y chat lugng clia hang hoa/ dich vu hodc uy
tin cda mat hang.

Khéch hang trong gia tri (g6c phai phia trén) la loai khach
hang v6i nhan thic ngai chi phi cao va nhan thiic chénh léch vé
chét lugng (gitia cac doi thi canh tranh) cao. Nha dam phén theo
quan diém nay chf sdn sang trd, chdp nhan mot gia cao sau khi
kiém tra ki ludng cac ddc diém cla mat hang va phan tich su
chénh léch chat lugng va su chénh léch vé chi phi gitia cac giai
phép thay thé .

Khach hang trong tién Igi (goc trai phia dudi ) la khach
hang c6 nhan thic thap vé chi phi va chat lugng. Nha dam phan
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theo quan diém nay thudng chon noi cung cp tién lgi nhat, khong
so sanh cac giai phap thay thé dé tim ra chénh léch vé chi phiva
chat lugng .

Khach hang trung thanh (géc phdi phia du6i) la khach
hang c6 nhan thic vé chénh léch chat lugng cao va chénh lech
chi phi thdp. Nha dam phan dai dién cho nhém khach hang nay
thudng 1a ngudi sdn sang danh doi chi phi dé 1dy chat lugng san
phdm, dich vu ma ho biét ro vé uy tin tinh chat va qua sd dung.
Thuong cac nha dam phan kiéu nay la nhiing ngudi tiing lam an
v6i nhau tru6c va da c6 méi quan hé chat ché trong qud trinh
kinh doanh.

D€ c6 thé dat gia sao cho hiéu qua nhat, khi dam phéan
gia ,can danh gia xem xét ki d6i phuong thudc vao viing phan
phdi ndo trén mo hinh trén .

1.4. Pa dang hoa phuong thi’c dam phan gia

Céc thai do nhay cdm khac nhau tao ra nhiing mong mudn
va phén Gng khac nhau khi quyét dinh gia san phadm, dich vy
trén ban dam phan. Khi dinh gia c6 thé mot bén dat co sé vao gia
tri, tinh chat, dic diém cta hang hoa / dich vu, con bén kia lai
dat co s6 vao diém khac, vi du nhu gid thap. Khi gdp nhau trén
ban dam phan,ciac bén dam phan déu c6 nhu cau bét bén kia
chdp nhan doi héi cia minh. Song, thanh cong ctia dam phan lai
nam & chd nha dam phan c6 ty diéu chinh minh dé di t6i thod
thuan chung dugc khong. Mot trong nhiing can ci dé diéu chinh
la da dang phuong thiic véi nhiing déi phuong khac nhau.

1.4.1. Pam phan véi dai dién ctGa khach hang trong gia ca

D6i phuong trong gia ca thuong la dai dién cda nhiing
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cong ty 16n,cac co quan chinh phd,cé quan hé rong va su chudn
bi cic gidi phap thay thé 16n. Ho tim cdch mua véi gia thap nhat
theo nhiing diéu kién chat lugng 6 gia t6i thiu chap nhan dugc.
Khi dam phén v6i nhiing do6i phuong trong gia c6 mot viéc kho
nhung nén lam, la tap trung chd y cla ho vao gia tri clia hang
hoéd/ dich vu va lam tang su ty nguyén ctGa ho trong chdp nhan
mot méc gia cao hon cho cac san pham/ dich vu c6 nhiing ddc
diém gid tri can dugc thanh toan thod déng. Trong trudng hop
nha dam phén cda phia trong gid khong thay ddi, can &p dung
thd thuat nhdp cudc lua chon (selective participation) nghia la

can nhdc ky gitta muc tiéu ngdn han va dai han cla nhiing giao
dich va chi chap nhan dé nghi cia nha dam phan trong gia khi:
(1) Ta van bdo dadm c6 lai; (2) Su chap nhan khong danh hudng
dén viéc kinh doanh trong tuong lai.

Cac nha dam phan cda khach hang trong gia thuong la
nhiing ngudi cing rdn va kho thuyét phuc nhat, don gidn 1a vi ho
mua véi khai lugng khéng 16. Quy tic 80/20 phét biéu rang 80%
s0 béan ra cta cong ty dé phu thudc vao 20% s6 khach hang I6n.
Khong dam phan véi dai dién cta khach hang trong gid la diéu it
ai mudn xay ra.

1.4.2. Pam phan véi khach hang trong gia tri:

Khach hang trong gia tri (value buyers) khong tim madt
hang/ dich vu c6 chat lugng cao hodc ré nhat. Thay vao do, ho ra
quyét dinh mua trén co s6 can nhic cac thuc tinh cta hang hod/
dich vu, phan tich nhiing bu trtr trong quan hé gitia cac thudc
tinh hang hod/ dich vu va gia cd cda ching. Nghia la ho tap trung
vao cac hang hod/ dich vu cho do thod dung cao tinh theo gia
don vi. Khong giong cac nha dam phéan thudoc nhém khéach hang
trong gia cd, nhing ngudi chi chd trong vao chi phi, nha dam
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phédn thudc nhém khach hang nay c6 tinh déncac chi phi cho do
thod dung nén c6 thé chdp nhan céc gidi phép gia cao. Chinh vi
thé cac nha dam phan thuoc nhom khach hang nay c6 thé tao co
hdi cho ban hang cGa minh thu Igi nhuan cao néu ho dugc thuyét
phuc vé gia tri vugt troi hon hdn clia hang hod/ dich vu dang dugc
dam phén. Céi khoé khi déi dién véi cac nha dam phan thudc
nhém nay la mat [au dai cda nhiing giao dich vi ho ludn danh gia
cac gidi phéap thay thé. Mot céi kho niia, ngoai duy tri quan hé
lau dai, la thong tin gid tri cGa hang hod/ dich vu dang trao dai.

Cudi cuing, vi ban dugc gia cao, khi dam phan cac thod
thuan gia ca, phdi tinh dén khad ndng xuat hién xung dot vé sau.
Can lam rd nhiing gi da dugc dam phan, trao d6i va nhiing gi
khong. Nhiing bat dong vé cach thay déi, nhin nhan quan hé gia
cd - gid tri hang hod/ dich vu c6 thé dan hai bén dén chd dua ra
nhiing quan diém doi 1ap ma khong c6 16i thot.

1.4.3. Pam phan véi khach hang trung thanh

Khéch hang trung thanh la d6i cuc cta nhém khach hang
trong gia ca, nghia 1a ho quy trong chat lugng da biét vé hang
hod/ dich vu va dat long tin vao cac nha cung cap muc chét lugng
ho yéu cau. Cac nha dam phdan thugc nhém khach hang nay ngai
sy rdi ro va bap bénh c6 thé xdy ra néu giao dich véi cac nha
cung cdp “chua dugc thi thach”. Doi véi ho, mic gia thap (do
cac gidi phéap thay thé tao ra) khong thé bu ddp su thi€u hut nao
d6 cta hang hod/ dich vu dugc cung cdp. Bai vay, ho trong nhiing
gidi phap da c6, da dugc tha thach trén thuc t€ va mudn duy tri
quan hé giao dich trén co sé do6.

Khéc vé6i cac cudc dam phan mang tinh chat déi dich
nhu trong dam phan véi dai dién nhém khach hang trong gia cd,
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cac cuoc dam phan véi dai dién thudoc nhém khach hang trung
thanh mang tinh chan tinh va tap trung vao cac gidi phap thoa
man muc dich cta ngudi ban lan ngusi mua.

Mic du vay, thé gigi la mot thung ling day bién déi.
Nhiéu khi “trdi qua mot cudc bé dau”, nhiing diéu von c6 6 khéach
hang trung thanh khong con nita. Va nha dam phan cta ho déi
giong, vi trén thuc t€, ho da nghiéng sang phan viing hang khac.

1.4.4. Pam phan véi khach hang trong tién lgi

Nhom khach hang trong tién 1gi, la nhém khach hang chi
gdp trong hoan canh dac biét cu thé. Trong cudc séng hang ngay,
ta gdp ho G cac “chg vd”, “chg cdp”, “chg xach”, noi ngudi mua,
muc dich 12 vé nha cho nhanh, va muén ngudi ban ban cho
nhanh. Trong thi trudng rong I6n, d6 la nhing thod thuan mua
ban phat sinh trong qud trinh thuc hién nhiing thod thuan tam ca
hon. Vi du, viéc chon dat mot bia tiéc [6n tai mot khach san co
thé c6 nguyén do cac phai doan da dat chd trong thoi gian hoi
nghi tai khach san dé.

Cac nha dam phan thuoc nhém khach hang nay, do 18y
muc tiéu chinh 1a sy tién lgi, c6 y thic thap vé so sanh chi phi va
so sanh chat lugng san phdm, dich vu. Cling gidng nhu cic ba di
“chg vd”, “chg cdp”, cdc nha dam phéan quan tdm chi yéu dén
viéc thod thuan cang nhanh cang t6t. Ho ra dé nghi va ho thic
giuc ngudi ban dong v. Ho sdn sang “bé qua nhiing khac biét”, ra
han chat, t6i thiéu hod cac trg ngai dé di dén viéc gidi quyét van
dé tdc thi. Tu liéu ly thuyét dam phan goi ho 1a cdc nha dam
phén theo kiéu “n6i nhanh cho dugc viec” (let’s get it done type).

Mdc db cac nha dam phan kiéu “néi nhanh cho dugc
viéc” it quan tdm dén chi tiét, ta cling khong thé coi ho 1a nhiing
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con ngudi cau tha. Ho co thé biét rat rd ho dang lam gi. Mot s6
nha dam phan tham chi Igi dung phong cach “néi nhanh cho
dugc viéc” va tam thé& sin cé clia bén kia vé diac diém cla loai
khach hang tién lgi dé nguy trang cho nhiing céi bay. Ho muén
hop dong dugc ky két trude khi nhiing céi by dé bi phat hién.

Puong nhién, dé tu vé, khong nén qua hap tdp di dén
thod thuan theo kiéu nhu vay.

1.5. Ky thuat thuyét phuc trong dam phan gia

Trong dam phdn gia véi tat ca cic kiéu khach hang, du
cho ta c6 cho gid cia minh la hgp Isy bao nhiéu di niia thi phia
bén kia van coi gid cla ta 1a qua cao. C6 hai ly do co ban dé suy
nghi nhu vay: (1) Ai cting mudn c6 co hoi kiém 13i va néu bén nay
chao gia thé nao, bén kia chap nhan thé& 4y, diéu d6 khién bén
chap nhan cho rang ho da t6i da hod Igi nhuan cdia minh. Van dé
la phai chia Igi nhuan thé nao cho hgp ly, nghia la phai giam gia
chao ban dau xu6ng; (2) Thudng c6 gid thiét cho ring gia ban dau
chao bao gio ciing |a gia thdi phong dé con trir hao cit gidm trong
dam phan gia.

Mot trong nhiing ky thuat gidi trinh trong dam phan gia
cd 1a 1am r6 cho d6i phuong thay gid tri kinh t€ (economic value)

cta sadn phdm va dich vu minh cung cap.

Gia tri kinh t€ ctia sdn phdm va dich vu 1a mic gia ma

khach hang phai tra trong diéu kién c6 céac giai phap thay thé

hay nhat (goi la _gia tham khdo géc) két hop véi phan gia tri
chénh léch gitta mat hang hién tai va mat hang tham khdo (goi la
gia chénh léch). Nhu vay, gia tri kinh t&€ ca san pham/ dich vu
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dugc tinh nhu sau:
Gia tri kinh t€ = Gia tham khao goc + Gia chénh léch
Trong do6:

Gia tham khdo goc: (Reference value) la chi phi cta sdn

phdm canh tranh ma khéach hang cho 1a gidi phép t6t nhat cho
thuong vu.

Gié chénh léch (Differentiation value) 1a phan gid tri ma
khach hang (thém vao hodac bét ra) khi so sanh su khac nhau gitia
san phdm tham khdo goc véi san phdm/ dich vu cta thuong vu
hién tai . Thuat ngd gia tri ¢ day dugc hiéu la sy thod man ma
khiach hang c6 dugc qua st dung san pham/ dich vu. Cac nha
kinh t& goi n6 1a gia tri st dung (use value) hay do thod dung
(utility) cda san phdm/ dich vu.

(Nguon: Richard Harmer, Boston University)

Trén ban dam phan, su phan tich gia tri kinh t& cda san
pham/ dich vu d6i véi khach hang [a mot cong cu ban hang tét,
dac biét khi khach hang dang d6i mit v6i nhiing stc ép vé chi
phi, va béi vay, rat nhay cam gié (price sensitive). Bang 3.2 dudi
day tém tét cac budc can thiét trong viéc quyét dinh gid tri kinh
t€ clia hang hod/ dich vu.
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Gia tri chénh léch
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Bang 3.2. Phén tich gid tri kinh t&
Nzudn: Nagle % Holden, 1995

Trong dam phén gid, day |a bu6c can thiét trong gidi trinh
gid vai doi phuong. Néu déi phuong 1a nhiing nha kinh t€ thuc
thu (economic man & women), nghta la nhiing ngudi c6 thong tin
day dia dé phan tich céc quyét dinh mua san pham/ dich vu cla
ho, day 1a qua trinh tu chudn bi vé phia ho. Thong tin vé gia tri
kinh t&€ cGia sén phdm/ dich vu trén ban dam phan, vé phia nguoi
ban, c6 y nghia giai trinh thuyét phuc d6i phuong tra gia cao hon
cho thuong vu.

Cac bugc trong qud trinh gia tri kinh t€ cda hang hod/
dich vu:

Budc 1: Nam chi phi ctia san phdm/ dich vu canh tranh
ma khach hang dam phan cho la giai phap thay thé t6t nhat (qua
thu lugm thong tin trong qua trinh chudn bi dam phan).
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Budc 2: Trinh bay cdc yéu t6 chénh léch gidia sdn pham
dich vu cla ta va san phdm/ dich vu canh tranh: (a) Vé tinh ning
(hon/ kém), (b) Vé cac dac diém (hon/ kém), (c) vé chi phi bao
dudng (cao/ thap), (d) vé do tin cay (cao/ thap), (e) vé chi phi van
hanh (cao/ thap), (f) V& dich vu (nhanh/ cham).

Budc 3: Khdng dinh véi doi phuong vé do chénh lech gia
tri va di dén quyét dinh gi.

1.6. Ky thuat dé nghi tron goi

Khi chi dé ctia cuoc dam phan chi lién quan dén mot vai
yéu t6 can thdo luan, cadc nha dam phan thudng st dung cach
tinh tron goi. Nghia la: thay vi dam phén tiing phan dé di dén
thod thuan cudi cling, ngudi ta dam phan trén ca sG gop cdc chi
ti€t thanh mot téng thé chung va tinh todn trén co s6 téng thé do.

Ly do phd bién nhat dé dam phan trén co s6 tron goi
chinh Ia tinh thuc t& cGa né: Khi cac van dé doi héi phai di dén
nhiing théng nhat khong nhiéu thi ciing khong nén mat nhiéu
thai gian cho viéc tranh cai. Nhu vay, phudng phép tinh tron goi
gilp tranh nhing bat dong thudng xdy ra khi thdo luan gia. Thong
thudng, khi hai bén tim cach di dén thod thuan gia bang cach
dam phan tiing yéu t6 chi phi riéng |é thudng xuat hién nhiing do
v& do khong théng nhat dugc vé su hgp |y cla gié tiing bd phan
lam nén cdi téng thé.

Mot vi du: Hay xem su phan tich chi phi sau day:
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a. Chi phi lao dbog e Gép $ 10,000
b, Chi phi lao ddag gidn tiép (1509 cia muc a) $ 15.000
¢, WA iy e iép 5 30,000
d. Chi phi vir ligu gidn tidp (20% cia myc c) S6.000
e. Tdag chi phi inee 6ép (ifmuc a dén muc d) S61.000
f. Chi phiquin Iy vi diéu binh chung (0% cla muye e) §120.333.33
g. Téng chi phi 581.333.33
h. Loi nhudn (15% cia g) S 12149005
i G thinh $90.533,28

Hay gid thiét mic gid phdi chang nam trong khodng

$85.000 dén $90.000. Rat dé c6 kha ndng bén mua sé dat gia
nam trong khodng dé6 ma khong phai mat nhiéu cong stc thdo
luan dé dat dugc thod thuan. Nhung ciing hay gid thiét, bén ban
va bén mua dam phan tiing yéu t6 chi phi riéng biét dé di dén
quyét dinh gid hgp dong, bén mua, sau khi xem xét cac s liéu,
dua ra y kién chi phi vat liéu (khodn ¢) chi khodng $28.000 la
hgp ly. Bén ban 1ap luan s6 $2.000 kia 1a chi phi ngau sinh
(continency) cho céc khuyét tat va lap luan thém rdang, néu cit
$2.000 cta chi phi vat liéu thi chi phi lao dong truc tiép sé tang
10% ($1.000) dé tai ché csc chi tiét khuyét tat. Hai bén mac ca
di mic cd lai ma khong bén nao chiu nhugng bo vé diém nay
trén nguyén tic.

Hay xem xét tic dong clia viéc cit gidm cac chi phi vat
lieu (t&r $30.000 xuong $28.000) va tang chi phi lao dong truc
ti€p 1én $1.000 (tr $10.000 Ién $11.000). Ta c6 béng sau
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LT Enéu chink

a. Chi phi lao ddag mee Gép 10000 | £11.000,00
b. Chi phi lao ddag geioep (150% cia muc a) | s 15000 $16,500,00
¢. VaI litu weye Tiep | s 30,000 $28.000,00
d. Chi ph v Llidu gid o iép (20% cha muc c) S6.000 | $5600,00
e, Tdag chi phi teue tigp (ir myc a déo muc d) 361,000 | Ho0, 300,00

f. Chi phi quin 1y vh diéy baoh chuag (30% cia | $ 20.333,33 | $18.150,00

mie &)

g. Tong chi phi $ELIIIAL | $78.650,00
h. Loi ahusin (15% ciea ) $ 1219995 | $11.797,50
L Ol thanh $900533.28 | 39044750

Nhu vay, khi gidm $ 2.000,00 cac chi phi vat liéu va
ting $1.000,00 chi phi lao dong truc ti€p, gia thay déi tu
$90.533,28 sang 90.477,50 (chénh léch $55,78). Trong vi du
nay, cac so lieu thuc khong quan trong 1dm, ma quan trong la
ching rdt ra cac két luan sau:

*5.1. Khi dat van dé tinh céc yéu t6 chi phi riéng 18,
thuong lam xuat hién nhiing bat dong khién cho khé ma di dén
thod thuan. Trong nhiing truong hgp cuc doan, dam phan c6 thé

tan va@.

*5.2. Trir khi gid néu la mic gia bat hgp ly, ta nén dam
phan trén co sd tron géi dé tranh nhiing dau dau, béi vi, nhu
trong vi du trén cho thdy, tranh cai vé nhiing chi tiét chi phi riéng
lé khong mang lai tdc dong thay ddi gi nhiéu doi véi téng gia.

*5.3. Cac yéu to chi phi riéng 1é c6 lién quan dén nhau.

*5.4. Duong nhu c6 khuynh huéng bé qua mot su that la
cdi ta quan tam 1a gia cudi cung cha khong phai yéu t6 chi phi
nay hay yéu t6 chi phi khic lam thanh téng gia.
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1.7. Ky thuat s6 lé

Con s6 biét n6i. Va khong rd 18y co s6 ti dau, khi nhin
vao nhiing con s6 khac nhau nguoi ta thay nhiing do tin cay khac
nhau. Mot con s6 dai loai nhu $109,71 ¢6 vé nhu c6 do tin cay
cao hon con s6 110. C6 |, vi con s8 th nhat c6 cai vé chinh xac
clia mdy tinh, v6i ham y day khong phdi la con s6 tuy tién do mot
nha dam phén da cdm ang ang tung ra. Chinh vi thé, trong dam
phan, con s6 1é c6 lgi thé thuyét phuc hon con s6 chén.

Mudn st dung ky thuat s6 1é trong dam phdn, ta chi viéc
chinh con s mong mudn cua ta thanh con s6 1é dén mdc nhu

tién xu (cents), d€ tang do dang tin cla con s6 ta néu ra.

1.8. Ky thuat doi phé véi su khang gia cta doi phuong

Udc tinh gid cd kinh t€ ctia sdn phdm/ dich vu trong dam
phén gia c6 y nghia cdn ban trong viéc thuyét phuc déi phuong
chap nhan mdc gia dé nghi, song cting chi la mdt mat cla vai tro
cla gia trong quyét dinh cGa ngusi mua. Con c6 nhiing yéu t6
khac dnh hudng dén qua trinh ra quyét dinh gia cla déi phuong.
DuGi day la nhiing yéu t6 phd bién nhat:

1.8.1. Yéu to thay thé:

N6i chinh xdc hon, d6 la yéu t6 nhan thic gidi phap thay
th& ctia doi phuong. Khi déi phuong cang nhan thic dugc nhiéu
gidi phép thay thé&, do nhay cdm gia ca ho d6i véi mdc gia dua
ra cang cao.

bé ddi pho véi doi phuong c6 nhiéu gidi phap thay thé,
nha dam phan tap trung nd lyc cdia minh vao viéc gidm tac dong
clia mat hang thay thé& (gia tri tham khdo goc) bang cich gidi
trinh tinh doc ddo cda san phdm/ dich vu cGa minh.
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1.8.2. Yéu t6 chuyén déi chi phi:

Chi phi chuyén déi la chi phi ma ngudi mua phdi bé ra
khi ho st dung hang hod hodc dich vu méi do thay déi nha cung
cap. Ly do dé yéu t6 nay ton tai la nhiéu sdn pham doi héi khach
hang phéi c6 dau tu chuyén biét dé s dung ching. Né&u nhiing
dau tu nay sé bi 1ap lai khi chuyén su lya chon nha cung cdp san
phdm hién tai sang mot nha cung cdp sdn phdm mdi, thi chi phi
dau tu d6 dugc goi la chi phi chuyén déi. Trong dam phan, nha
dam phan sé cang it nhay cdm vé phia gia khi nhting chi phi
chuyén d6i phu nay cang l6n. Vi dy, cac hang hang khong sé rat
mién cudng khi chuyén su lya chon nha cung cap may bay tu
Boeing sang Airbus, bgi vi lam nhu thé, ho phdi dao tao lai thg
may va dau tu lai dy tri phu tung thay thé.

1.8.3. Yéu td so sanh:

Khéi niém gia tri kinh t&€ gia thiét rang nha dam phan c6
thé so sanh cac nha cung cap san pham/ dich vu tuong ting vé do
chénh léch thod dung va gid ca. Nhung trén thuc t€, day la mot
viéc 1am kho gidi quyét vé nhiing thudc tinh cla sdn pham/ dich
vU ma ngudi ta chua bao gid st dung. Vai tro cda kinh nghiém va
tam |y ngai rdi ro sé ddy nha dam phéan dén chd tiép tuc chap
nhan déi phuong, c6 thé ¢ mdc gia thod thuan cao hon mdc gia
tham khdo géc.

1.8.4. Yéu td quan hé gia- chat lugng:

N6i chung, khdi niém gia chi don thuan 1a lugng tién ma
ngudi mua phdi trd gid cho ngudi ban dé dai 18y nhiing gid tri cla
hang hod/ dich vu. Song c6 nhiing sdn pham, gid khong chi la
thudc do gia tri kinh té.
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Nhing san phdm nay roi vao 3 (ba) pham trt: (1) Sdn
phdm an tugng (Image Product), (2) San phdm doc ton (Exclusive
product), (3) San phdm chat lugng tang 4n (Product without relative
quality cues).

D6i véi nhiing sén phdm nay, do nhay cam gia cta khach
hang thudng thap, va ngudi mua thuong cé6 khuynh huéng st dung
gia lam tin hiéu chat lugng cho sdn pham. LAy vi du vé sdn phdm
gdy an tugng, nhu xe Rolls Royce, khé c6 ai ¢6 thé 1ap luan dugc
rang loai xe nay c6 do thod dung cao hon nhting xe sang trong
khéc c6 gia thap hon nhiéu. Loai xe nay, theo phan tich ky thuét,
dugc 1am bdng tay (hand-made), nén do lién két gitta cac linh
kién kém, nuéc son tho va chi phi bdo dudng cao (Nagle & Reed,
1995:83). Nhung ngudi mua xe Rolls Royce khong tinh dén hiéu
qua chi phi di lai (cost- effective transportation), cling nhu ngudi
mua chiéc dong ho Rolex bang vang khong chi dé xem thai gian.
Ho mua nhiing sén phdm nay dé néi vai nguoi khac rang ho co6
dd tién dé mua chang. Ho trd gia cho thé dién cta ho bing cach
mua mot sdn phdm ¢6 gia tri nhu la biéu tugng cla sy giau co.

G nhiing truding hap it cuc doan hon, dé |a tén nhan va uy
tin cta n6 véi. 6 Harvard University (My) c6 mot t6 hop kinh
doanh mang tén: “Phong cach Harvard”, noi ngudi ta ban mot
chiéc ca vat v6i gia $70. ¢ day, hinh dnh uy tin cda Harvard
University la cai ngudi ta quan tam, giong nhu khi di mua qua luu
niém, ngudi ta quan tdm dén dia danh ghi trén san phadm hon la
gia tri cda sdn pham.

1.8.5. Yéu to phai ching

Thé nao la gid phdi chang? Ro rang, khéi niém phdi chang
ton tai nhu mot thuc t&, nhung it ai gidi thich né. Theo cac nha ly
thuyé&t dam phdn gia, su nhan thic vé tinh phdi chang trong dam

76



77

NGUYEN XUAN THOM (CHU BIEN) - NGUYEN VAN HONG

phén gia xuat hién t 3 (ba) yéu t6:

(1) Yéu té kinh nghiém:

Nguoi ta thuong dem mdc gid hién tai dé so sanh v6i mdc
gia trong qua kha. Thé gigi dai vai ho la mot binh nu6e 1dng,
khong song, khong gid, khong lam phat, khong gi hét.

(2) Yéu té dia phuong:

Nguoi ta dem gia ¢ ndi nay so sanh véi gid & noi khac.
Thé gidi doi v6i ho nhu mot mdt phdng noi tai nguyén va nhan
luc trai déu.

(3) Yéu té quan niém:

Ngudi ta tap trung vao cac mat hang thiét yéu, nghia la
nhiing mat hang t6i can thiét dé duy tri mic s6ng hién tai. Doi
gia cao d6i véi mot mat hang thiét yéu nao dé 1a mot viéc lam b

[én an.

Khi ngdi bén ban dam phan, nha dam phan can y thic
rang tinh phdi ching cla gid hoan toan khong c6 lién quan gi
dén Igi nhuan. & thi truong MY, lgi nhuan cong ty xang dau 6 dudi
mdc |gi nhuan trung binh clia nén cong nghiép nudc nay, nhung
céac cong ty nay luon bj 1én an vé chuyén dua ra mic gia khong
phai chang, gia bop hau. Trong khi d6, & cac khu vuc khac nhu
cong nghiép ché& bién thuc pham (socdla Godiva, kem Haagen
Dazs) hay cong nghiép gidi tri la nhiing nganh cong nghiép dat
gia cao va cd Igi nhuan cao thi lai khong bi 1én an. Tuong tu, 6
Viét Nam, chi can so gid xdng dau véi gia “nudc khodng thién
nhién Lavie”, ta cing thdy kinh