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Con duong dua Truong Minh Chinh (Steve Chang) dén véi vi tri Chu tich Trend Micro — mot trong
nhirng tap doan hang dau thé giéi chuyén phat trién cac phan mém diét virus may tinh, bao mat Internet
— khoi dau cach day hon 20 nim, khi chang sinh vién Pai Loan sang My du hoc va say mé véi nhitng
chuong trinh diét virus.

Nam 1988, tén tudi cta Truong duoc biét dén khi chang sinh vién ndy thanh 1ap Cong ty Trend Micro
v6i s6 von khiém ton 13 5.000 d6-1a My thu duogc tir viéc ban phan mém diét virus. Dén nim 2006,
cong ty cua Truong da dat doanh thu 850 triéu do-la My va tao ra hon 4.000 viéc lamtai hon 40 quic
gia va ving 14nh thd trén thé gidi, chiém 55% doanh s cuta thi truong phan mém chau A; va Truong
dugc bao chi thé gidi goi 1a “Bill Gates ctia chdu A”. Ong da ting lot vao danh sach “25 nhan vat ¢6
anh huong nhit chdu A ndm 2001 do ZDNET Asia binh chon, duwoc Business Week trao giai “Ngoi sao
chau A” ndm 1999, duoc Asio Business LeoderAwards bau chon 12 “Ngudi sang 14p cta nim 2004”.

La mot tap doan xuyén qudc gia, Trend Micro c6 d6i ngii nhan vién véi nhitng qudc tich, mau da va
ban sic vin hda khac nhau. Dé khic phuc kho khan nay, ban 1anh dao da nd luc khong ngirng dé tao
nén mdt moi trudng lam viéc thuan 191, hoa déng, tao niém hirng tha.

Nhung dé thanh cong, ban thin mdi thanh vién trong cong ty, tir giam ddc dén nhan vién, déu di khong
ngirng nd luc, 1udn sang tao, d6i mbi, doan két, hd tro 14n nhau va cing nhau tao cho cong ty mot nét
van hoa riéng. Dac biét, nguoi 1anh dao Trend Micro da ludn thé hién mot ban linh virng vang, tam
nhin xa trong rong khi hoach dinh phuong hudng phat trién va dua ra quyét sach.

Ttr nhirng bai hoc kinh nghiém quy bau cua chinh nhirng ngud1 sang lap Trend Micro, Xu thé khéng gi
ngdn cdn néi s& giap cac doanh nhan hiéu duoc nhitng khé khin gian khd trong bude dau 1ap nghiép
cling nhu nhitng bi quyét dan t&i thanh cong.

Xin tran trong gidi thi¢u cudn sach vGi ban doc!
Ha Noi, thang 2 nam 2010
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boc gia Viét Nam than mén!

Hai muoi nim trude, Steve va t6i da sang 1ap nén Trend Micro. Van phong dau tién cta ching toi dit
tai mot goc nha dé xe trong ciin hd cho thué chi vén ven 10m? trudc day von 1a mot kho chira dd cua
me Steve. Vi thong cam véi nhitng khé khin trong budi dau 14p nghiép nén ba di cho ching toi st
dung mién phi. Cin phong c6 mdt ctra ra vao, hai ctra s6 nho, bén trong ké mot cai ban va hai chiéc
ghé, mot bd may tinh, mot chiéc dién thoai va mét may fax.

Va nhu vy, chung t6i bit dau hanh trinh 1ap nghiép. Hang ngay, ching toi dén lam viéc tai van phong
ndy. Do cin phong bi ngin ra mdt cach bat dic di nén khong c6 nha vé sinh, ching t6i phai bang qua
may diy phd dén nha hang McDonald di nhd, c6 lac con phai tiép khach ¢ nha hang nay. Tuy nhién,
trong diéu kién dia diém chat hep, so sai dé, chiing toi van luon ép U hoai bao 16n:

1. Phai séng tao ra nhitng phan mém méi chir khong 13p lai cua ngudi khac.
2. Doanh nghiép phai mang tinh toan cau, chtr khong nén chi han ché trong khu vurc.

3. Phai sang tao ra thuong hi€u cua riéng minh, xay dung van hoa doanh nghiép dac trung, khong lai
cang.

Khong ai ¢6 thé ngo, chi v6i 1y twdng gian di nhu vy, vi quyét tim, nhiét huyét, kién tri, sang tao,
qubc té hoa va chu nghia nhan dao, Trend Micro ngay nay da 1a mot doanh nghi€p an ninh mang thanh
cong trén toan cau, vi mirc doanh thu hang ty do-la, tri gia giao dich trén san chirng khoan 18n toi 6 ty
d6-1a cuing do6i ngii 4.000 can bd, nhan vién rai khap hon 40 qubc gia trén thé gidi. SO cong ty phan
mém dat duoc quy md nhu thé ndy trén thé gigi hién nay chua téi 20 cong ty. Con & chau A thi chi co
duy nhat cong ty ctia ching t6i. Chung toi trr hio vi minh 1a nguoi chau A.

Thot gian qua, bdo chi va truyen théng qubc té da phong van chung t6i va vi Minh Chinhnhu Bill
Gatesctia chdu A. Néu nodi vé quy mo su nghiép, tién tai ca nhin va stc anh huong d6i vé6i toan cau thi
ching t61 khong thé sanh bang Song voi chung t61, Bill Gatesthat sy 1a mot tAm guong dé noi theo,
nhat 1a trong nhitng ndm gan day, 6ng cung vo1 vo la ba Melinda da c6 rat nhiéu hoat dong cong ich,
str dung tién va nhan lyc dé hd tro va giai quyét nhitng cin bénh mang tinh toan cau, van dé strc khoe
va do1 ngheéo, khong ngtrng phat huy strc anh huong, tao dung nén mét hinh anh doanh nhan moi, hién
dai va miu muc. Do chinh 1 diéu mong méi ctia chiing toi ngay tir khi méi 1ap nghiép.

Trong thoi gian 17 nim dam trach chire vu CEO, din dit cong ty di tir con s6 0 dén phat hanh cb
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phiéu, rdi sau khi tr& thinh cong ty phan mém chau A c6 gia tri giao dich lon nhat trén san ching
khgén, tr nam 2005, Minh Chinh ddm nhan vi tri Chu tich Ho1 dong Quan tr1, chuyén giao trong trach
biéu hanh Kinh doanh cho Di Hoa. Va ciing tir day, cudc do1 ctia ching t61 lai budce sang trang mai.

Cong viéc dau tién ma ching t6i muén 1am 13 tao dung sy nghiép cong ich. Ciing v6i 1y tudng va long
nhiét tinh nhu khi md1 1ap nghi€p, chiing t61 mong mudn:

1. Tao dung sy nghiép cong ich lau dai va bén vitng chtr khong phai 13 nhitng hanh déng quyén gop
lam tir thién mang tinh cap ctru, nhat thoi.

2. Phan hoi, dén dép lai xa hoi chau A, tao ra moi trudng chau A cong sinh, cung c6 1oi.

3. Béng strc séng, tinh than kinh doanh cta cong ty, xay dung mot su nghi€p cong ich, nham tao ra loi
nhuan dé cung hudng thu thanh qua véoi1 xa hoi.

Trend Micro chua timg 14p chi nhanh tai Viét Nam, nhung chiing t6i lai khoi dau sy nghiép vi loi ich
cong cong cua minh tr Viét Nam. Co6 thé 1a do vo tinh hay hitu y, hoac la sy “hitu duyén”, nhung chac
chan gitra chiing t61 va Viét Nam phai c6 mt duyén phan dac biét!

Innovgreen 13 su nghiép cong ich dau tién ma ching t6i tao dung. Bugc sy gitp do nhiét tinh cta
nhirng nguo1 ban than nhu Dean Wu, Paul Yu, chung to1 s& bat dau trién khai tir cac tinh mlen Bic Viét
Nam nhu Quéang Ninh, Lang Son dén cac tinh mién Trung nhu Nghé An va Kon Tum dé trong nhitng
khu rirng bat ngan cdy bach dan va keo — nhitng loai cdy c6 thé sir dung lam bot gidy va gb van ép
cong nghiép trén chinh manh dt trong qua khir da chiu sy huy hoai cua cht doc mau da cam. Ngoai
ra, ching t61 s€ ap dung nhirng ky thudt tién tién dé lai tao giong trong ndng nghiép, rat ngan thoi gian
sinh trudng cua ciy trong. Muyc dich khong chi 14 tao ra gia tri kinh té, ma con bao vé moi truong va
tao cong an vi¢c lam cho nguo1 nong dan Viét Nam; xay dung mdt hé sinh thai vd1 mong muoén dem
dén cho cac dia phuong mot xa hoi hoa hgp, cd khoa hoc ky thuat tién bo va nén kinh té phén vinh.

Ban than t6i von theo nghiép van chuong, nhung r6i lai budc vao linh vyc cong nghé k¥ thuat cao dé
cung Minh Chinh 1ap nghiép. Diéu t6i c6 thé dong gop nhiéu nhat van 1a viét vé cong ty, thé nén toi da
viét hai cubn sach, ghi chép va ké lai chuyén lap nghi¢p va thanh cong cua Trend Micro. Sau khi Xuat
ban, sach da duoc dichra cac thtr tiéng Anh, Nhat Ban, Han Qudc, TAy Ban Nha, B6 Pao Nha..

xuAt ban tai nhleu qubc gia, nay lai dugc xuAt ban bang tiéng Vigt. To1 cam thay vo clng vui mu:ng, _
hao va mong rang s& truyén tai dugc tinh cam cta minh qua cudn sach nay, coi nhu 1a su khoi dau cho
viéc xay dung moi tinh lau dai voi cac ban Viét Nam yéu quy!

Thung liing Silicon, My
Ngay 07/11/2007

Jenny Chang



\ 2 PN
LOI MO DAU
Xu thé tat yéu, gid tri bat bién

— Trwong Minh Chinh

Ai bao t6i 12 nguoi thich thay d6i?

LAu nay, moi ngudi van cho rang toi 1a nguoi thich thay di, tir nho dd khong phai 1a nguoi bén gan
virng chi. Nhung 15 nam qua, tir khi sang lap Trend Micro cho dén nay, khi da sip budc sang tudi 50,
t6i chi chii tim vao cac phan mém diét virus, va diéu d6 da tré thanh thwong hiéu, cac ki thuat lién tuc
d61 m6i va nhitng hoat dong kinh doanh qudc t ctia chiing t61 ngay cang md rong. Toi s& khong bao
gior ngig theo dudi nhitng cong viée d6. Thé thi ai bao t6i 1 ngudi dé thay d6i?

Nguoi dé thay doi 14 Di Tran (Jenny) thi dang hon! Co éy tot nghiép khoa Trung van nhung lai hoat
dong trong Iinh vurc marketing, vi tri dimg dau chién tuyén trong nganh cong nghé thong tin. Tu nho, co
ay da mo udc sau ndy s& theo dudi nghiép viét lach, nhung r61 lai cung t61 xong pha noi thuong
truong. Ngoai marketing, Di Tran con tham gia rat nhiéu viéc tir tlep khach, giao hang, thanh toan tién,
hd tro kinh doanh, lién hé voi cac nha phan phdi cho dén nhitng cong viéc hanh chinh nhan su trong
ndi bo cong ty. Puong nhién, voi tu cach 1a ba chi, ¢ dy budc phai dé tim tdi tram thir ba ddn ma toi
— mot “bd trudng khong bo” — bd qua. Toi vach ra chién luoc, chi huy su phéi hop cua cac “cau thu”.
Di Hoa (Eva) dam duong nhiém vu nghién ctru va phat trién cac cong nghé moi, ddn dau cac k¥ su tao
ra nhtrng “dot pha xuyén thung hang phong ngu d6i phuong”. Mic du Di Tran quan 1y mang marketing,
nhung dong thoi ciing phai dong vai trd 1a mot “van dong vién bat bong chay Thot ky cong ty moi di
vao hoat dong va khong du nhan lyc, noi nao thiéu nguot quan ly va nhan vién 1a c6 ay tham gia ho
tro, dén khi tuyen duogc ngudi, co lai san sang rut lui, tlep tuc bu dap cho nhirng vi tri con thiéu khac.
Heé thong nhan su va hanh chinh ciia cong ty ban dau dugc hinh thanh tirmg budc nhu thé. Hién nay, cac
vi tri d6 déu do nhirng giam ddc trinh do chuyén mon cao dam nhan. Tham chi trong linh vuc
marketing, cam théy minh khé c6 thé thuc hién tét, co éy da chiéu mo nguoi co kha ning, di doi try s¢
chinh ctia bd phan marketing sang My. Hién nay, ¢6 lai tim ra mot 16 hong khéc trong cong ty can duoc
han kin, d6 14 duy tri va ning cao vin hoa ciia Trend Micro, dic biét 13 ting cudng trao doi thong tin
trong ndi bd cong ty.

Cung nhau hoan thanh ué¢ mo, hoai bao

T6i rat vui vi duge cung Di Tran 1ap nghiép, cliing ¢6 ay di du lich, cting sé chia moi kinh nghiém
trong cudc song. Nhung t6i uén so o tui than, phai ching tai hoa van chuong cta cd di phai hy sinh
cho viéc 14p nghiép? C6 phai nhitng viéc c6 lam déu khong phai 1a nhitng thd ma c¢d yéu thich? Cach
day bén ndm (nim 1999), c6 di hoan thanh duoc udc mo cta minh khi cho xuét ban cudn sach dau
tién mang tua dé @7Trend Micro, diéu d6 ciing gitp xoa diu phin nio nhirng bin khoan cua toi.



Di Tran noi:

“Lap nghiép khién cudc sdng tré nén tot dep va ruc rd hon, va do dé, gitp cho ndi dung tac phim
phong pht hon.”

C0 ludn lac quan, c&1 md, luon nghi té1 mat tich cuc cta van dé. Trong linh vuc kinh doanh, c6 thé ¢o
con doi chut bd ngd, nhung trong cude do1i, t61 may man cd dugc mot ngudi ban doi da cung to1 budc
trén con duong 1ap nghi¢p day gian nan thir thach nhung ciling vo cung tha vi.

Cudn sach thtr hai cta ching t6i mang twa dé

Trend Unstoppable (Xu thé khong gi ngin can noi) ra doi bén nim sau d6. Lan nay, nhitng diéu Di
Tran viét khong con la nhirng cau chuyén vé lap nghi¢p, ma noi nhiéu dén cac hoat dong quan 1y. Co
ay n6i viéc viét cudn sach nay kho hon nhiéu so v6i cubn sach trude.

Qua tho1 ky vé vang chdng vanh, Trend Micro gap rat nhiéu kho khan, tric tré. Hoc tir nhiing that bai,
ching t6i d4 nhan thirc rd strc manh canh tranh c6t 181 ctia minh. Ching t6i da kién tri xay dung thuong
hiéu, tiép tuc duy tri cac hoat dong kinh doanh quéc té doc ddo. Trong sudt qua trinh do, nhiéu thay doi
trong t6 chirc, mau thuin gitta cac nhan vién hay nhirng cam xdc ndi tm ctia chung toi déu duoc co ghi
lai rat chan thyc va ty nhién. Nhiéu khi toi cam thay 6 dy giéng nhu mot nha sir hoc, ghi chep lai lich
st cua Trend Micro, nhung dong thoi ciing phan anh qua trinh 16t xac ctia cac cong ty phin mém co
chd dung trong thoi dai phat trién ctia khoa ‘hoc cong ngh€ tai Dai Loan. T61 vira doc ban thao, vira
tham gia dong gop ¥ kién, dong thoi ciing cAm but Vlet ra nhitng suy nghi va nhitng diéu minh tim déc.
Va nh¢ do, 01 cting dugc cho 1a dong tac gia ctia cudn sach. Nhu vay, ngoai viéc 1ap nghiép, ching toi
con cung nhau viét sach.

T6i thudng nodi: “Hay 1a chinh minh”, ludn phat huy tiém ning va theo dudi dam mé. T6i va Di Tran
giup do lan nhau d€ hoan thanh udc mo, hoai bao cua ca hai ngudi. Mo1 ngudi1 déu phat huy sé truong
cua riéng minh, lai dugc cung nhau hudng thy cudc song. To1 nghi day chinh 1a di€u hanh phuic nhat.

Giira cai thay doi va cai bat blen, to1 cO nguyén tic cua riéng minh, nhung diéu ma toi cho 1a déng
lam, thi ca doi toi khong thay d6i, khong héi tiée.

Tinh yéu cti va niém dam mé moi — Nén chay hai dau (Tinh thé cap bach)

— Tran Di Tran

Cudi cung thi cudn Trend Unstoppable ciing dugc xuat ban sau khi cudn @7Trend Micro ra doi duoc



bon nam.

Bon ndm c6 phai 13 quing thoi gian dai khong? Hon 1.000 ngdy trdi qua v6i bao nhiéu thay d6i, bao
nhiéu song gid cudc doi. Trend Micro gidng nhu tor mot dira tré truong thanh mot chang trai, tinh tinh
t6i dudng nhu ciing thay doi tir hang hai, s61 ndi tré nén tram tu. Lan trudc, sau khi xuAt ban sach toi
luén cam thdy man nguyén va nghi rang, kiép nay khong con diéu gi phai hdi tiéc nira, cho nén toi
khong c6 ¥ dinh viét tlep vé Trend Micro. Nho ¢6 cac mbi nhan duyén 16n ma cudn @7Trend Micro
khong nhirng duogc xuit ban & Pai Loan ma con & Trung Quoc, Nhat Ban, Han Quoc, Mexico,
Philippin, thAm chi ca Brazin. Mbi 1an dén cac nudc do dé cha tri cac cudc hop ra mit cudn sach méi,
bén tai t6i bat giic vang 1én cau ndi dua ciia ngudi ban thin Han Luong Lo (Lucille Han):

“Minh viét bay cuon sach, con ban thi mét cuén sach cho ra mat bay lan.”
Khi ¢ Pai Luc, c6 mot phong vién hoi toi:

“Chi du dinh chuyén tam viét sach sao? Hay chi coi cudn sach nay 1a mot phén cua cong viéc
marketing?”’

Phong vién do lai hoi tiép:
“Co phai chi viét sach ciing nhu cac thuong gia khac, chi 1a “tac gia mot cudn sach’ thoi khong?”

Cau hoi nay da khién t6i lung ting. Tay phong vién ndy qua 1a mot nguoi giau kinh nghiém béi d6
cling chinh 1a cau hoi t6i tur dat cho minh. Chuyén tim viét sach? Hay tiép tuc phat trién Trend Micro?
Ca hai cong viéc nay toi déu yéu thich va khong mudn tir bo bat cir thir ndo. C6 nhitng lc 61 cam thiy
Trend Micro nhu 13 “Ong xa”, con viét sach lai 1a “nhan tinh”, do1 khi lai cam théy Trend Micro la
“mbi tinh” cti, viét sach 1 “niém vui m6i”. Giéng nhu mot ngudi dang n vung, t6i ludn tu hoi:

“Néu nhu t6i ¢6 duoc ca hai thir, thi ha tat tdi phai lya chon 1am gi? Do d6, tdi cuing quan tim yéu
thuong ca hai. Két qua 1a khong nhitng khién cho ban than mé¢t méi, ma con khién cho nhirng ngudi
than xung quanh lo lang.”

Niém vui mdi g0 cua

Sau khi @Trend Micro dugc dichra nhiéu thir tiéng va xuat ban, khong con vi€e gi phai ban long, tay
chan t6i lai ngira ngay, niém vui méi tim dén gd cira. Tir cubi nam 2002, mach van bat dau trdi day.
Tét Am lich 2003, t6i nhdt minh trong thu phong & Dai Bic, miét mai cao glay. Tbi n6i d6i moi nguoi
13 ra nude ngoai, nhung 13 twong phing hoi ngd v4i niém vui mdi, quén hét moi sy bén ngoai. Nao
ngd, vira méi Tét hom nao ma bay gid da 13 mua thu day bién cd, bén ngoai thi Trend Micro lién tiép
bi virus tan cong, bén trong thi t6 chirc can duoc sép Xép lai. Oi! Vé6i “vog ca” da kho, huéng chi con
“vo 18 con thém”, thé 1a danh thd dai gic bt, quay dau chdm lo cho giang son ctia minh, nhitng chuyén
can viét danh dé chd co hoi khic... nhung trong 1ong ludn day dirt khon ngudi.

Thang tu, sau khi di Boston tham gia khoa hoc phuong phap nghién ctru trudng hop cua Dai hoc
Harvard, ching toi dén trang trai cua Di Hoa ¢ Pasadena tham gia cudc hop diéu hanh cap cao vé cac
san pham mGi. Cudi thang, t6i trd' vé Nhat Ban dé bao cao 1oi nhuan quy I, t6 chirc Pai hoi c6 dong.



Thang nim di chau Au, tr Italia, Tay Ban Nha, Duc, Ao, Séc, Hungary, Ha Lan dén nudc Anh, 25
ngay vong quanh tam nudc, t6 chirc vo s cac cudc hop. Sau do, t6i voi va tré vé Thung liing Silicon
dé tiép tuc to chirc hang loat cudc hop bat thuong va thue hién rat nhiéu viéc khac nira.

Cang ban ron thi cang cam thay 4 ay nay, nhat dinh phai tir bo cong vige viét sach sao? Toi chi mong c6
chut thoi gian dé “maa” but. Sudt cac cudc hop, t61 thuong vira go tiéng Trung, vira git dau ra vé dong
tinh voi ngudi dang bao cdo bang tiéng Anh. Sau d6, chiing t6i danh ca ky nghi hé ¢ California. That
kho khin dé tu tap ca gia dinh gom bdn thanh vién vi hau hét thoi gian ciia Minh Chinh va t6i

& Thung liing Silicon, déu don hét tim strc vao viéc xay dung Trend Micro & My. Ngoai co thu ky
Agatha Ma 6 My, 01 con goi ca Momo Ko-san ¢ Nhat Ban, Tu Luyen (Alein) o Dai Loan dén Thung
lting Silicon dé “nghi hé”. Moi ngudi cung lam viéc dé giai quyet van deé, nhung ctr nhu thé dang nhay
trén mot cai mai ton nong. Chiing tdi ban dén ndi khong thay bat cir mot niém vui ndo.

Nhanh nhu tia chép

Thuyc hién xong viéc co ciu lai to chirc, nhu trat duoc ganh ning trong 1ong, t6i lai nghi dén nhiing
chuyén dang dgi minh.

“Em khong thé di, Tu Luyén. Hiy ¢ lai gitp chi tiép tuc theo dudi ‘tinh yéu méi’, em nhé.”

Tu Luyén dang & d6 tudi thanh xudn tran day sirc séng da cung toi o lai Los Angeles. Hang ngay, toi
ngdi mot bén miét mai viét roi lai viét, co ay & bén canh kién nhin ky cach danh may. Cung voi mot
vai phan ma t6i da chuin bi trong giai doan “tan tinh” trudc do, cudi cung cling da dugc sau, bay
muo1 nghin chir. Nhu vay 1a t6i co_ thé két hop lai thanh mdt cudn sach duoc roi. Trung tudn thing tim,
chung to1 quay vé Pai Bic. V6i niém hao hirc dén tot do, t61 da mong do1 cudc gap vo1 Luu Gia Du,
bién tap vién cta Nha Xuat ban Commonwealth. Gia Du rat nhd nhin, nhung vo cung s6t sang;

“Chi du dinh ltic nao xuat ban cuon sach?”

T6i chot nghi dén nhitng thing ngay lam bién tap trudc day. Poi véi t6i, viée xuat ban mot cudn sach
khong chi don thuan 1a sy tap hop nhing gi da viét duoc vO1 nhauma con can lam rat nhiéu
viéckhac.Khai-thira-chuyén-hop (khai la bat dau, thira 1a tiép doan trén, chuyen la chuyen tiép, hop la
két thac) 1a trinh ty trinh bay mot cu6n sach. Khong chi co vay, nao la kho sach, chii dé chinh, tén sach,
tiéu dé cac deé muc, 101 no1 dAu, cac hinh v& minh hoa, sap chit. P6 1a con chua kédén nhitng vi¢c do1
hot tinh kién nhan nhu tra ctru,cha thich, stra lai ban thao, d6i chiéu, v.v... Toi chot ndy ra y dinh huy
dong cap toc nhan vién ctia minh. Toi hen goi cho Elita, nguo1 dang bén ti bui voi viée thiét ké lai
trang web ndi bd cua cong ty. OMY, co ay c6 thé tan dung moi co hoi tiép xic véi Minh Chinh dé nhic
anh doc ban thdo cua to61 va dua ra mdt vai y tuédng chu dao. Anh ban dén ndi chi co thédanh chut thoi
gian cho viéc bién tap sau ndy. Tat ca nhitng tai liéu nay s& duoc giri cho Duong Vian Doanh
(Michelle Yang), chii bién ctia cudn sach, viét lai. Xin cac ban ding cho rang tat ca cac ¥ twdong 16n
do cac CEO dua ra déu dé hiéu.

Trong khi nhém ndy gap rit hoan thanh ban thao thi nhom kia dang cam thay khé khin véi “LE hdi vin
hoa” — mot su kién 16n cua cong ty. Vi vay, can phai ddn toan lyc cho cong tac chuin bi. Toi da huy

dong moi nguoi tham gia, trong d6 c6 ca Luu Tu Quan (Amy Liu), M3 Van Quyén (Amy Ma), Truong
Quynh Van (Kate Chang), Khau Ky Thuan (Kevin Chiu) va Thi Trinh Phugng (Jennifer Shih). Sau do,



t61 truyén dat noi dung cong viéc de ho cung lam, con minh khong tham gia truc t1ep nira ma quan ly
chung. Moi viéc ngay cang tién trién, nhitng y twong hay dén ciing symay man. Chang 1& day khong
phai 13 dip ky niém lan thir 15 coa Trend Micro? Tai sao chung toi lai khong t6 chirc moi hoi thi thé
thao that vui nhan dip nay? Niém vui ndi tiép niém vui, chiing t6i vira chao dén Giam ddc Hanh chinh
m&i Giang Thé Ky (Jonathan Chiang)quan 1y khu vire chau A-Thai Binh Duong, ludn can ctl, ban ron
vo1 viée thanh 1ap haivan phong mai tai duong Pon Hoa Nam. Mé1 nhan cong viéc, ong da tim duoc
cho minh ngudi ban, nguoi dong nghiép tot Truong Hong Nhan (Gary Chang), Giam d6¢ Thong tin.
Ho da cung nhau chuin bi chu ddo cho dai hoi thé thao dién ra vao thang 11 nam do.

Két qua tuyét voi ngoai du kién

Thang 11 c¢6 ngay sinh nhat ctia Minh Chinh. Hon nita lai 1a sinh nhat 1an thir 50. Tang anh 4y gi day?
Tai sao khong tip hop tat ca lai v&i nhau va ting anh ay quyén sach Trend Unstoppable 1am qua sinh
nhat? Diéu do that tuyét voi. Mon qua vira ¥ nghia, vira khong ton kém. Nhung bay gid di 13 trung tuan
thang 9, t6i so sach s& khong kip xuat ban. Tuy nhién, Gido su Cao, Giam doc Nha Xuat ban
Commonwealth va nguo1 phat hanh sach, 6ng Vuong (Wang Li-shing), lai noi:

“Khong sao ca. Ctr an dinh vao ngay sinh nhat cia Minh Chinh thi cho ra sach.”

Bién tip vién Gia Du, tinh tinh diém dam nho nh, khi nghe duoc diéu niy di v6 ciing ngac nhién.
Hom sau da 1a ngay phai di Bac Kinh dé tham du trién 1am sach, chi danh bao noi: “Pugc! S€ ¢ gang
xem sao!”

T6i vira thim nghi minh hoi mao hiém, vira ra st phén d4u hoan thanh cong viéc. Moi thur da on thoa,
trirkhau cudi cung. Toi tim kiém cam himg viét & khap noi, khién cho Tu Luyén vi cong viéc cua toi
ma phai noi doi dén mure suyt phat khoc. Toi khong thé hinh dung ndi lam thé nao ¢ ay c6 thé chiu
dung tat ca nhirng gt gong cua cap trén, trong do ¢ ca nguoi lanh dao cap cao nhit, Minh Chinh. Hét
may man nay dén may man khéac, niém vui don dap Xuat hién ctr nhu ttr trén tro1 roi xubng: Trend
Micro cudi cung da dugc vinh danh 13 thuong hiéu qudc té ¢ gia tri nhat cua Pai Loan, khién bao
nguoi phai tram tro

khen ngo1.

Két qua ngoai du doan niy qua 1a mot cau chuyén co tich huyén ao nhat ma ching toi tirng duoc ching
kién. Mot 1an nita, toi quay tro lai viét tiép, viét 1ién mot mach, 14 ngay lién tuc viét dugc 50 nghin
chir ma khong hé mat cam hig sang tac. Thuong hiéu ctia ching t6i mudn nim, muén nim! Thé 13 tac
pham 16n 110 nghin chit d3 hoan thanh. Sau d6, toi dd mdi ban bé dén chic ming, ciing véi Vuong
Kiét Uy, Ta Nghi Van, Han Luong Lo, Chau Toan Ban tu tap vui vé bén nhau, an uéng linh dinh, mra
dém moi tan tiec. Luong LO noi:

D1 Tran bon nam maéi xuat ban mot quyén sach. Ching ta hay ¢6 an udng that nhiéu vao. Bon nam mai
c6 moOt lan ma!

T6i ty nhu: “Tuyét doi 61 khong duoc phép dim 16n vét xe d6 mot 1an nita, da theo cai gi thi nhat dinh
theo dén cung.”

Cam on tat ca moi ngud1i, nhitng nguoi t61 da nhac to1 ¢ trén. Ho da giup t61 virng vang trong suot



cudc hanh trinh va dbt chay ca hai dau ctia ngon nén lung linh.
Pai Bic, ngay 2/10/2003

DPém trudce khi di New Zealand



Tai sao toi ldp nghiép?

— Trwong Minh Chinh

Pai truong phu phai nhw thé!

Cong viéc dau tién toi lam 1a thiét ké chuong trinh cho mot cong ty chuyén san xuat phan mém co s
dir li€u trong l1inh vuc marketing & New York. Lic do, toi vira léy tAm br:flng thac si cta truong Pai hoc
Lehigh nén chua c6 kinh nghiém, von tiéng Anh ciing chwra chic chan. Ca ngay nhét minh trong vin
phong va 1am ban v&i chiéc may vi tinh. Ngoai dam mé doi méi, mot phan tinh cach ctia nguoi 1ap
trinh phan mém, t6i con rat khao khat d6i mit voi nhirng théch thirc tir cong viée kinh doanh ngoai vin
phong. C6 1an, t6i cling véi Bob Brown, ngudi sang 1ap cong ty, dong thoi 1a tong giam ddc, t6i
Chicago tham dy mot cudc hop. Nhiém vu ctia ching t6i 1a huéng dan Quaker Oats str dung céc phén
mém ctia minh. Chiing t6i & mdt khach san thudc hang sang nhat. O d6, toi dd nhin thiy rat nhiéu doanh
nhan mac complé, deo ca vat, tay xach ca tap den bong di d1 lai lai. Ho no1 chuyén bﬁng phong thai rét
tir tin. Nao 13 vé ngan sach, ké hoach, chién lugc hay nhitng hoi nghi qudc t€. Bat giac trong 1ong toi
nay sinh long ngudng md véi suy nghi: “Pai truong phu 1a phai nhu thé!”

Tt nho t6i d3 mong mudn tir thin 14p nghiép bang con duong kinh doanh. Nguyén nhan ¢6 18 1a do t6i
chiu anh hudng tir cha me. Cha t61 khong phai 1a nguo1 1am cong an lvong, con me to1 la chuyén gia tu
van cho cac doanh nghiép mdi thanh 14p. Lén 18n trong mot moi trudmg nhu vy, t6i ludn cam thiy 1ap
nghiép 1a mot viéc duwong nhién phai 1am. Lan di cong tac & Chicago, tam nhin cua toi di dugc mo
rong rat nhiéu. N6 gitp toi nhin ra tim nguyén mudn 1ap nghiép ctia minh khong hé thay doi. Chi vi
nguong md nhirng con nguoi do, duge chu du thé gidi va bi 161 cudn vao hoat dong kinh doanh, cho
nén toi quyét chi hoc marketing va diéu hanh mot cong viéc kinh doanh & tam qudc té. Tdi ciing vo
cung yéu thich séang tao phan mém, do vay, i chi c6 thé tim co hoi 1ap nghiép trong linh virc phan
mém ma thoi.

Mudi nim sau, nhd ¢ bao méi co duyén, t6i cing véi vo 1a Di Tran va em gai ¢o ay 1a Di Hoa, mot
nguo1 thong minh tuyét dinh, cting nhau sang 1ap Trend Micro. Va duong nhu t61 da thye hién duoc
nguyén vong ap U by lau nay 1a sing tao phin mém tin hoc va kinh doanh trén pham vi toan cau.

Chira tri vét thwong va chudc 15i

N~ém 199,8, khi Trqnd Micro thuc hiér} céqphﬁn hoa ();Nh@t Ban, c}}a téirbi ‘Erl'mg g1 rét nang, nhung
van cO gang bay dén Tokyo va Dai Bac dé tham dy 1€ phat hanh ¢6 phiéu lan dau ra cong chung. Khi



tham du buoi 18, dng mic bo do tay va thit ca vat, hai chi Ngoc Quan va Phach Quan cling mac ao dai
truyén thong dtng hai bén diu cha. Cha t61 vui vé, noi cud1 khong ngot. Luc a ay, me t0i ciing bi trang
gi6 nhe, strc khoe yéu nén khéng dam bay quing dudng dai nhu vay. Sau d6, khi nghe hai chi toi ké lai,
xem anh va video, ba cam dong dén ndi khoc mai khong thdi. Cha me t61 tirng sinh séng dudi su cai tri
ctia thyc dan Nhat nén khong thé tudng turong ra ndi, dira con ma ltc bé rat ngd nghich, khéng chiu
nghe 101, khong thich hoc bai, khong dugce coi 1a dra con s€ lam rang danh cho gia dinh, thi bay gio
lai co thé sang lap ra mot cong ty trén th truong Nhat Ban, dugc ngroi Nhat vo cung kinh trong,
thuong xuyen giao tiép v4i nguoi Nhat bang tiéng Anh. Moi chuyén that qua stc tuong tuong cua cha
me t6i, cudi ciing ho cling di ¢ thé cam thiy vé vang, hinh dién vé dira con trai ndy.

T6i tinh ngd va hiéu ra ring, tir day 1ong minh, t6i ludn mong mudn gianh dugc su ton trong va tin yéu
ctia cha me, luén mudn ching to ning lyc ciia minh voi moi nguoi trong gia dinh, chirg minh toi
khong phai 1a mot ke thit bai. Toi c6 mot quyét tim sat da, ludn ty luc ty cudng. Hoa ra, 1y luan cua
bac si than kinh va tdm 1y hoc Sigmund Freud déu rat hop 1y. Su quyét tim vuron 1én, su hing cuong
clia t61 xuat phat tir vét thuong do cha me giy ra lac con nho, khi ludn cAm doan, phan déi toi.

Mua dong nim 2001, cha t6i dot ngdt qua doi. Khi don tiép ban be than thiét tir cac nude dén viéng
dam tang, 1an dau tién to1 da nghen ngao khong thot 1én 1oi:

“Cha c6 thé nham mat dugc roi, con khong con 0odn han cha luon danh mang con. Trend Micro da hoan
thanh uwdc mo cta con. Pi€u quan trong nhat la cuo6i cung con cling lam cho cha dugc hanh dién vi con.
Moi n6i long vudng mac kéo dai hang nam tro1 gitra cha va con da duge Trend Micro hoa giai.

Hoa ra dong co 1ap nghiép ban dau cia t6i | khong hé ¢6 1y tudng cao siéu gi, chang qua ciing chi 14 han
gan vét thuong 1ong, 1 con duong chude 16, gitip t6i budc di virng chac, thanh thuc trén con dudng
tién t6i thanh cong. Danh tleng bén ngoai hay nhitng 101 ndi xdu, phi bang déu khong khién t6i ban tam,
diéu quan trong 13 t6i mudn duoc cha thira nhin niang lwc cta minh.

That su 1a chinh minh

Khi cong ty c6 mét trén thi truong chirng khoan, t61 da hoan thanh nguyén vong ap 0 bay 1au trong 1ong.
Bay gi¢ me 01 0 Los Angeles va luén cam thay hanh phtc khi thay toi xudt hién trén bao chi hay
truyén hinh. C6 lic, dé 1am vui 10ng me, t6i da dong ¥ tham gia cac cudc phong van vai gidi truyén
thong Nhat Ban.

Sau khi giai quyét duoc nhitng vurdng mic trong 10ng, ti cam thiy vo ciing nhe nhdm, thanh than. T6i
cting hai long véi nhirng gi minh dang c6 va hoa minh vao thé gidi bén ngoai. Cudi cung toi co thé 1a
chinh minh, phat huy dugc kha nang cua minh. D6 1a thanh qua 16n nhat trong su nghi€p cua to.

CMéc may dia CD trong xe dang phat ban nhac cua Eminem ma t61 thich nghe nhé} Lose Yourself
(Ngat ngay). Lo1 bai hat c6 doan: “Néu ban c6 mdt co hdi duy nhat, ding danh mat n6. Pay chinh 1a
co hdi duy nhat cua ban, dirng 1am héng n6, ca doi chi c6 mét 1an nay théi.”

T6i lai chot nhd dén bai hat ma ca t6i va Di Tran déu rat yéu thich — What a Wonderful World (Thé
g1d1 moi tuyet voi lam sao). Co duge mdt cudc song don gian, dugce 1a chinh ban than minh, theé gioi
mo1 tuy¢t voi lam sao.



Song don gian va hiy 1a chinh minh — Thé giéi méi tuyét voi 1am sao!



CHUONG 1

Pha kén x0ng ra

(Ttr nim 1996 dén khi c6 phan hoa nim 1998)
Ngay nay, viéc c6 phan hoa 1 tat yéu.
Nhung trude day, ky thuc ching t6i da trai qua rat nhiéu kho khan ma khong phai ai cling hiéu dugc.

To1 c6 nén ty minh diing ra kinh doanh, hy vong hién tai t6t dep nay s€ ton tai mai mai?Hay t61 nén
hop nhat véi Intel, d€ dam bao 1g1 ich cua cong ty?

Hoic tiép tuc vuon 1én, niém yét co phiéu trén thi trudng chirng khoan?
Chiing t6i mubn ¢ cai gi?
Muc dich ctia khéi su kinh doanh 1a gi?

Chuang t61 mong mudn c6 mdt cude song nhu thé nao?



Ton tai hay khong ton tai

Lap nghiép bang con duong kinh doanh 13 udc mo ciia rat nhiéu ngudi. Néu thanh cong thi nhin bé
ngoai moi két qua hau nhu 13 gidng nhau, déu phat tai, huong phuc, cong thanh danh toai. Con nhu ly
do ban dau thuc day ta 1ap nghiép thi do6 la y d6, hoai bio, udc mo, tham chi 1a ndi kho tAm ctia moi
nguoi. Con nguoi khong al giong ai, ma qua trinh 1ap nghiép thi gian nan v6 ke, “ngudi ngoai cude
khong ai thiu hiéu”, khong ké sao cho xiét.

T61 chua khi nao thuc 1ong héi Truong Minh Chinh:
“Tai1 sao anh ctr phai khoi sutheo con dudng kinh doanh?”

Déi voi nhirng nguoi tro1 pha cho tinh khong bao gio chiu ngdi yén, manh dan theo dudi su thay doi
nhu anh ay, that khong thé twdng twong ndi néu anh Ay tro thanh mdt vién chirc nha nude r01 leo dan
1én cac nac thang cao hon trong su nghiép. Trai lai, tu minh khoi su kinh doanh méi 1 18 séng tat yéu
ctia anh 4y, 1 diéu khong ai c6 thé nghi ngd duoc.

Lan dau tién ching toi quen nhau la khi anh ay hoc dai hoc nam thir tu, moi 22 tudi, con ti hoc dai
hoc nam thtr hai, vira tron 20 tu01 Lic ay, ching t6i chi biét huong thu cude song, vui choi thoa thich,
mo udc vién vong rang sau khi t6t nghiép, chung to1 s& cung nam tay nhau di t4i tin cung troi cudi dat
twong lai 1a mét mau hong ling man day anh sang twoi vui. Ching t61 chua bao gio nght dén cudc song
muru sinh sau ndy. Toi ciing khéng nghi ngudi chong ciia minh 1a mot doanh nhan. Nhitng nim gan day,
Minh Chinh giang bai & trueong dai hoc, sinh vién thuong hoi anh:

“Chang em can phai lam gi dé c6 thé sém 1ap nghiép?”
Anh 4y khong do duy tra 101 ngay:

“Cac emnén tganh thu yéu du?or}g hét minh, khiéu vii, vui choi, thinh thoang hay nho dén doc sach, hoc
bai la dugc, can gi phai nghi dén 1ap nghi¢p?”

Kiéu tra 101 nhu thé ludn giy ra tran cuoi, nhung nhitng 101 n6i nay khong hé hai hudc, ma chinh 12 tim
su that long rut ra tir tAm can cua anh ay.

Sau khi tot nghiép dai hoc, ching to1 ra nudc ngoai du hoc, cudi nhau roi sinh con, moi viéc diénra
chi gbi gon trong vong hai naim ngan ngii. Cong viéc dau tién anh 4y lya chon c6 myc dich chinh la
“hoc cach khoi su kinh doanh”. Péu niy trai nguoc vai muc tiéu ma anh Ay dd xac dinh trong thoi gian
du hoc 1a tim kiém cong viéc dap ung duoc cac yéu cau: thu nhap cao va on dinh, phuc loi vu dai,
nghi phép nhiéu ngdy... Rat nhiéu ban bé than thiét & My déu cho d6 1a lya chon sai 1am khi anh ay
chon mot cong ty nhd & New York 1am diém khoi dau 1ap nghiép. Va wdc muén ctia Minh Chinh da tro
thanh hién thue. Anh éy da phén d4u hét stc, chép nhan bi boc 10t strc 1ao dong, khong tinh toan thoi
lugng lam viéc, cling khong mang dén chirc vi thing tién. Diéu anh 4y quan tim nhat 14 thach thirc ciia
cong viec va cac co hdi hoc hoi d6ng chu.



Hai nim sau, trong sy tiéc nudi va kho hiéu ctia ban be, anh Ay tir bo mirc lwong cao va hoc vi tién si
da o trong tAm tay, tr& vé HP Pai Loan 1am nhan vién marketing. Anh 4y mudn trd vé qué huong (tiép
can thi truong, tim hiéu khach hang) dénam bat vu thé cua viéc 1ap nghi¢p tai Dai Loan sau nay. Luong
1au, chirc vi, tién thudng, anh ay hoan toan khong dé tam dén. Chua day hai nim, lo l4ang s& bi mé hoic
bdi mdi truong 1am viéc 6n dinh v4i nhiéu dai ngoo HP, va sg mat co hdi thuc hién muc dich cao ca,
mdt 1an nita, Steve lai din than vao bé kho, sot sang vao chén rung guom, vac dau, khi chuyen sang
gitt chirc giam dé¢ cho mot dai 1y may vi tinh mini. Anh néi véi t6i rang day 1a mot co hoi tot hiém co
détich ity kinh nghiém. T6i chi mim cudi noi:

“Thién dudng c6 161 anh khong di, dia nguc khong c6 cira lai tur xudng.”

Qua hai nim, qua nhién anh 4y d hoc duoc rat nhiéu diéu tir cac c¢d dong, khach hang, nhan vién...
Cudi cung, khi moi thir dd duoc chuan bi chu ddo, anh Ay quyét tim budc trén con duong 1ap nghiép.
Tur ndm 1983, anh sang 1ap ra Asia Tek Imformation véi muc dich phat trién hé co so dir liéu tiéng
Trung, tiép theo do6 1a bd luu dién (UPS). Nam 1985, Steve da sai lam nhdy vao linh vyc giai tri khi
sang 1ap ra KTV. Nam 1986, anh 4y ban Asia Tek Imformation va tién mot buéc sau, rong hon nhaim
khai thac thi truong nudc ngoai. Nam 1988, sang lap ra Trend Micro o ca Los Angeles va Dai Bac
Trai qua rat nhiéu that bai, bo ra vo s tién ctia ¢é mua 1ay bai hoc kinh nghiém, dén nam 1998, cb
phleu ctia Trend Micro xut hién trén san giao dich chirng khoan Nhat Ban, anh a ay moi that sy duoc
mé miy mé mit, cam nhan niém hanh phuc khi “1ap nghiép thanh cong”.

Khi nhin lai, xem ra viéc c6 phan héa 1a 1& dwong nhién, nhung trudce d6, ching t6i da phai trai qua vo
van dau kho, trin tré ma ngudi ngoai khong thé hiéu duoc. Chi vi phan van khong biét c6 nén thay doi
moi thir dang dién ra mot cach hoan hao, ttr bo cude song rat 6n dinh dé ty chude lay uu phlen hay
khong, nam 1an bay luot suy nghi vé muc dich cua viéc lap nghi¢p, y nghia cudc song, rat nhleu diéu
c6 thé xdy ra cung ltc, khién ching t6i ¢6 ltc do du bin khoan, tran troc ca dém khong chop mit.

Ton tai hay khong ton tai

Do 12 nam 1996, ciing gan tam nam ké tir khi sang 1ap Trend Micro, chiing t6i dang tip trung phét trién
phan mém diét virus ¢ Pai Loan. Ddi véi ngudi str dung ca nhan, phin mém PC-cillin ctia ching toi
d3 c6 chat danh tiéng trén thé gidi va nhanh chong din dau thi treong Nhat Ban va Dai Loan. Dbi véi
cac phin mém phong chdng virus mang, chung toi dang co hop tac rat tot dep v6i bd phan tng dung
mang cua Intel. Intel phu trach ban hang ¢ thi trudng chau Au va chau My, chung toi phu trach thi
trudng & chiu A. Hang nam, trur phan doanh thu, chung t6i con kiém duge mot khoan tién trj gia gin
nam tri¢u do-la My tir quyén s hiru tri tu¢ do cac hang san xuat chip 16n chi tra. Téc do ting truong
hang ndm cua ching t61 dat trén 80%, ty suat 1gi nhuan gop 1a 95%, hé s6 loi nhudn rong duy tri xap xi
40%. Mot viéc déu thuan buom xudi gi0. Minh Chinh tran day niém tin vao vién canh cua cong ty.
Ngudn sang tao ctia Di Hoa thi luon doi dao, ndi lyc ctia nhan vién trong cong ty sdi suc minh liét
khién céc cong ty hoat dong trong cling linh virc phai ghen ti, ty suit loi nhuin cao dén mirc khong ¢
d6ng nao c6 thé phan nan.

T61 khong con phai lo lang dén kinh te gia dinh nita, khong con phai lo s¢ 1ap nghié€p khong thanh,
cling khong hdi tiéc vi khong duoc tiép tuc theo dudi nghé thuat va vin hoc nira.

Chuang t61 déu rat hai long va man nguyén vi sém c6 hgp tac chién luge voi Intel, mang lai nguon 1o1



nhuan to 16m, cho phép cong ty cd thé chuyén tdm phat trién cong nghé. Chung t6i luon cho rang sach
luge lién minh la mot nudce co cao tay, la cong thire thanh cong. Nhung Peter Wolff, anh ban géc Do
Thai, ngudi nhiéu nim quan 1y quy dau tu ki thudt cao cho cong ty lai cudi gidu cho rang ching toi
kho khao:

“Céac ban chang khac nio mot miéng thit md béo ngy trén thi trudng, ai ciing mudn cin mot miéng dé
tam bo. Cac ban da khong nhan thirc duoc gia tri dich thuc ctia minh, d€ cho ngudi khac tha stre can
minh ma van thay thich tha, vui vé.”

Nhiing 15i ché giéu nay phan nao di 1am nhut y chi cua chiing toi.

“Hién nay ching t6i kiém duoc nhiéu tién lai khong phai lo lang nhiéu, c6 gi 1a khong t6t chir? Pa 1a
miéng thit m& cho ngudt khic an thi c6 sao dau.”

Tinh t6i v6n thanh bach, khong ham danh lo, rat nhit nhat trén thuong truong da cam thay hai 10ng voi
nhirng gi minh dang co. Déi véi trong lai, t6i khong co tinh toan ngong cudng gi, thuong chi mim cudi
mbi khi ¢6 ¥ kién phan bac. Con Minh Chinh lai rat thich thao luan voi anh ta vé sy phat trlen mo
rong cua cong ty va nhitng van dé vé ngudn vén, muc tiéu ctia cac cd dong. Bat chip su ngde nghéch
va tinh thoa mén ctia ching 61, Peter Wolff, nguoi da tan mat chirng kién nhitng thing traim ctia cong ty,
lubn ¢ gang thuyét phuc bang nhitng 1ap ludn tha thiét nhat rang chiing t01 nén ro1 xa Intel, tao ra budce
d6t pha: chudn bi vbn liéng bang con dudng phat hanh co phiéu, chi nhu vy méi co thé tiép tuc budc
1én nhitng dinh cao méi va kham pha duoc tiém ning cta chinh minh.

Ngoai ra, Tong Giam db¢ Quan 1y mang cua Intel 1a Ed Ekstrom c6 quan hé tinh cam rat sau dam véi
chiing t6i, hiéu rang chung t6i ludn c6 quan niém theo thuyét Vo Vi, thuong nira dua nira thit noi:

“Sao khong ban cong ty cho Intel, ba ngudi cac ban cAm lay mot s tién mit 1on di tim bién Caribe,
hudng thu cudc song, nhu vay chang phai tuyét voi hon sao? Ha tat phai nhoc nhan theo du6i cong viéc
kinh doanh?”

Pay that sy 13 nhitng diéu trong tim can cta ching toi. Bau tro1 trong xanh, nudc bién hién hoa &
Hawaii, nhirng ngon song duong nhur dang dép diu trude mit t6i. Anh 4 ay no1 dua ma lai hoa that.
Nhirng 161 xac nhdn ctia anh ay khong khac nao dua cho t61 ban hop dong dé thoa thuan gia ca. Tam
triéu d6-1a. By gid, s tién d6 13 qua hao phong khi ma Trend Micro con chwa dii 16ng du canh, hudng
hd qua ntra 1gi nhuan kinh doanh cta Trend Micro ¢6 ngudn gdc tir chinh Intel. Minh Chinh khéng c6
chat himg tht nao voi viée nay, Di Hoa cang cuwong quyét phan doi manh mé viéc ky vao ban “vin tur
ban than” dé trd thanh nguoi 1am cong an lwong cho Intel.

Van dé datra l1a tiép tuc mot minh kinh doanh, mong muon hién tai tot dep s€ kéo dai mai mai? Hay la
hop nhét v6i Intel dé dam bao lgi ich? Hodc 1a bit 1én mdt tim cao moi, phat hanh cd phjéu ra thi
truong? Pay 1a con duong sinh ton ma cong ty can phai lua chon. Van dé co ban nhét bay gio 1 ton tai
hay khong ton tai. Cudi cung chung t61 mong mudn dat duoc cai gi? Muc dich lap nghi¢p la gi? Cudc
song tiép theo sé& ra sao day?

Muc dich cua viéc khéi1 su kinh doanh



Vi van ménh ctia cong ty, ba ngudi chiing t6i 1an dau tién cung nhau thao luan vé dong co ban dau cua
viéc lap nghiép va nhirng khat vong trong twong lai.

“Em c6 thé vuot qua thach thirc v6i gidi han ning luc cao nhit cia minh, dan dit mot doi ngii gdm
nhirng con nguoi thong minh, bién nhitng suy nghi sang tao trong dau thanh nhirng san pham trong thure
t&, kiém tién tir viéc kinh doanh. Pay 1 niém dam mé 16n nhit va ciing 13 diéu em tran trong nhat.”

L4 mot trong nhitng ngudi sang 1ap Trend Micro, dong thoi 1a giam dbc ki thuat, tudi con tré ma da dat
giai thuong cua tap chi Secure Computing, hién nhién Di Hoa mudn dan than vao con dudng khoi
nghiép nham phat huy kha ning ctia minh.

“Tbi thi chi di theo chong, gitup gia dinh cai thién kinh t&. Lap nghiép c6 thé khong phai 1a nguyén udc
dau doi cua toi. Pay 1a cau tra 10 cong khai t6i hay ndi. Cach ndi ndy c6 phan thuc long, néu nhu
khong phai di cting voi Minh Chinh cho tron giac mong, ngudi hoc van nhur to1 sao co thé dan than vao
nganh thong tin. Hon nira, thoi ky dau lap nghiép, kinh té g1a dinh rat kho khan. To1 cting khong phu
nhan cdu tra 101 d6 c6 mot chat gia dbi. Su blen dong cta viéc kinh doanh cuén hat t6i hon nhiéu so
v6i viée tro thanh nha van, kinh nghiém cudc sdng ciing phong pht va da dang hon. Vi 1y do nay nén
to1 that sy dam mé kinh doanh. Da co vai lan t61 c6 co hdi tré vé voi gidi xuat ban, nhung cudi cliing
toi van lua chon tiép tuc con dudng phét trién Trend Micro.”

Muc dich cua bat ky cong ty ndo 14 tao ra 191 nhuan cho c6 dong. Minh Chinh 13 dau tau de~1n dit moi
nguol va cing 1a nguoi chiu trach nhiém vé su thanh bai cta cong ty. Binh thudng, anh a ay Van cuoi vui
hay la mang nhan vién, khong chap chuyén nho nhat. Nhung néu 1a chuyén quan trong thi anh a ay rat
nghiém khic. Theo anh, khong can biét dong co lap nghi¢p ban dau 1a gi, trong moi truong dinh hudng
tw ban chu nghia, ching ta can phai thong hiéu, muc dich cta cong ty 13 tao ra lgi nhuan 16n nhat cho
cb dong, thir dén mai 1a phuc vu khach hang, sau cting méi 13 dem lai viéc 1am cho nguoi 1am cong.
T4n hudng hay hoan thanh hoai bdo udc vong cua ching ta ky thuc déu 1a thir gia tri phy ctia mdi
nguoi.

Tir khi sang 1ap Trend Micro dén nay, cung v4i su trudng thanh ctia cong ty, ba ngudi ching toi ciing
tich ltly dugc nhiéu kinh nghiém va hoc van. Sau khi d3 tt nghiép chuyén nganh toén ng dung tai Dai
hoc Fu-Jen, Minh Chinh hoc tiép thac sT chuyén nganh thong tin may tinh ¢ Pai hoc Lehigh,
Pennsylvania. Di Hoa sau khi tot nghiép khoa Triét ctia Pai hoc Chinh Tri Qudc gia Pai Loan da hoc
tiép bang thac si vé quan tri quic té va quan 1y théng tin ¢ truong Dai hoc Dalas, bang Texas. Con t61
sau khi t6t nghi¢p khoa Trung van Pai hoc bai Bic, lién theo Minh Chinh dén My dé hoc nhitng khoa
hoc co ban vé cong nghé thong tin. Nhitng diéu duoc hoc ¢ truong 16p duong nhién la khong du cho
cong viéc kinh doanh. Cho du ching t6i thudng xuyén nghién ctru im doc rat nhleu cudn sach vé quan
tri, cling nhu thudng xuyén nghe nhitng bai giang va 161 khuyén ciia cac bac tién boi trong gidi kinh
doanh, nhung truong hoc t6t nhat 1a thuc & hoat dong kinh doanh. Dan dan tung budc mot, chiing toi
da tich ity nhitng kinh nghiém phong pht da dang vé thuong mai, khai nghiép, thim chi 14 cudc sbng,
va dwong nhién cach suy nghi ciing thay doi.

Minh Chinh thudng suy nghi xem budc di tiép theo nhu thé ndo. Khi méi bat dau khoi nghiép, ching
toi trong chd vao nd luc cua ban than, cing 1a do mot phan dé thoa mén tha vui, mot phén dé kiém tra
kha ning chiu dung, nim dugc van ménh ciia ban than. Nhung rdi trach nhiém ctr 1on dan 1én tirng ngay
— trach nhiém vai khach hang, doi ngil nhan vién, ¢6 dong. Doi lic ban phai chip nhan mot thuc té: cai



gi dén s& dén. Thyc té da vuot ra ngoai hing tha ciing nhu ¥ chi, tam kiém soat ctia bat ky c4 nhan ndo.
Hon nita, gia dinh nho ctia chiing i ciing dang dan dan 16n 1én, hai dtra con trai 16n dan. Chung toi
cam thy trach nhiém trén vai cang thém ning né. Chiing t6i phai budc 1én mot nic thang mdi cua cudc
doi, khong thé tiép tuc séng tiry tién nhu trudc.

Nhirng thang ngay hanh phic

Khi d6 nhan vién Trend Micro trén toan thé gi¢i khong dén 500 ngudi. Dong san phim phan mém diét
virus da twong ddi hoan chinh: PC-cillin danh cho céc ho gia dinh, OfficeScan danh cho cho cac
doanh nghiép, ServerProtect danh cho may chu, InterScan, ScanMail danh cho céng mang, v.v... déu
dtng hang dau ¢ Dai Loan, Nhat Ban va Dtic, con & My ciing dugce xép vao mot trong ba hing manh
nhit. Loi nhuin rong hang nam trén 40%, sb tién kiém duoc hang nam vuot qua su mong doi.

Mbi khi hop co dong cong bb quyét toan nam va khi loi tirc cubi nim duoc dua ra, nhung d6i v6i moi
ngudi, 6 13 sd tién ngoai phan 1oi tirc, nén toan thé ban giam dbc va cd dong déu mirng rd, vui vé.

Nhin vao hién thyc luc d6, vé moi khia canh co thé thdy cong ty da dat dugc nhitng thanh cong than ky.
Cong ty c6 quy mo trung binh khoang hon 400 nguo1. Ba nguo1 ching t61 cung nhau phan cong quan
1y, tuy kha ban ron nhitng van ng pho duge. Chang o1 tu chiu trach nhiém trude nhirmg mau thuan
trong quan 1y ndi bo hay tranh chap. Danh sach cac khach hang ngay cang dai thém, tuy d6i lac con cd
161 kéu ca, phan nan, nhung hau hét moi ngudi déu tin trdng vao k§ thuat tién tién cua san pham phong
chong virus cua Trend Micro, d6i voi ~nhiing dich vy khac hay van dé gia ca thi hau nhu khong qua dat
d6. Kinh té gia dinh khong con ting ban, tuy khong phai ai cling giau sang phi quy nhung tat ca cac co
d6ng déu c6 nha 1au, xe hoi, tich lily duoc chit ctia cai. Vira méi trai qua thoi ky 1ap nghiép kho khan,
toi luén cam thay trong 10ng tran day su biét on, hy vong thoi khic huy hoang dep d& nay sé& vinh hang.

Nhur i tirng hang tram, hang ngan 1an néi véi cau con trai mi nim tudi:

“Con dirng 16n nita. Thé nay 1a dang yéu roi. Con dirng c6 16n thém nita c6 dugc khong?”
Thang bé kién quyét lac dau, 1on tiéng noi:

“Khong dugc, con phai mau 16m khén chu!”

Moi vat trén thé gian déu phai truong thanh, moi viéc trong cude sdng con ngudi phai doi thay. Trend
Micro 12 mdt cong ty do nhiéu ngudi dung nén, lai rat ning dong. N6 co hinh thirc phat trién cta riéng
minh, c6 nghia vuva trach nhiém riéng. N6 nhat dinh phai nghénh chién véi virus vi tinh va danh bai
céc dbi tha canh tranh trong ciing 1inh vuc. N6 can phai d6i mét v6i nhitng thach thirc tat yéu, ing pho
v6i moi dién bién. Chi cin ngirng phat trién, tit yéu nd sé di vao con dudng suy vong. Néu nhu con
trai t61 qua thuc lam theo yéu cau cta toi, di nguoc lai voi quy luat tu nhién ma khong chiu 16n khon,
trudng thanh, thi ¢6 18 t6i s& hoan toan bi suy sup va khoc than vi thit vong. Cho du ¢6 luu luyén hién
tai, thi cling khong thé khang cu lai dugc con duong tién 18n phia trudc, tién 1én 13 xu thé tat yéu cua
bat kymdt sy vat nao.

Nhung c6 nhat thiét phai liéu mang dé dugc trudng thanh mau chong khong? Khong thé thong tha tir tir
duogc sao? Co thé di€u nay con tiy moi trudng canh tranh sinh ton quyét dinh.



Con bao lanh lg trong rirng

Trai qua vo sb nhirng khao nghiém thure t&, chiing t6i ngay cang hiéu rd hon vé nguyén tic canh tranh
cua chu nghia tu ban cting nhu co cdu va trach nhiém ctia cong ty. Pac biét 1a Minh Chinh, tirmg giay
tirng phut anh luon khic sau trong tim kham nhitng suy nghi nhu “lam sao dé c6 thé tiép tuc duy tri tang
truong, danh bai doi thu canh tranh, tao ra 1¢i nhuan?” Lic nao anh cling lo s¢ Trend Micro khong thé
dung virng, khong thé tlep tuc kinh doanh. Luc by gid, anh 4y vira budc qua tu01 30, tinh luc sung
méan, tran day y chi quyét tim, giéng nhu mdt con béo lanh le trong rimg. Anh 4y ludn ddi theo moi
d6ng tinh cta nganh cong nghé thong tin, lo lang nhitng hiém hoa do cac ddi thu canh tranh gy ra. Doi
v6i viée quan 1y noi bo, thai do cua anh Ay 1a: Bay gio khong 1am ngay thi khong kip mat!

Po6i v6i moi vu 1am dn, anh ay thuong noi:
“Néu that bai, chiing ta s€ chang c6 twong lai dau.”

Poi khi tinh c¢6 chip, hay lo xa cua anh ay khién cho t6i, mot ngudi ludn lac quan yéu doi, ciing phai
kho chiu:

“R rang cong ty dang hoat dong rét tot, sao anh phai lo xa nhiéu chuyén nhu vay?”
Anh lién néi:

“Bay gior khong lo, dén khi pha san luc nao ciing khong biét. Cong ty khong thé dinh tré. Nhat dinh
chung ta phai tim cach duy tri mirc tang trrdng cao cua cong ty.”

Anh ay ludn nghi ti mirc ting trudng cao hon, va khong bao gio thoa man véi nhitng gi dang co.
“Nhung toc do tang trudng hang nim gan 100% van chua du hay sao?”

M&i khi 1én ké hoach nim, chiing t61 ludn tranh ludn khong ngot voi tong giam doc cac chi nhanh. Moi
nguo1 6 Dai Loan luén noi rang thi truong da bao hoa, khong the tang trudng trén 30%. Con nhitng
ngudi My thi néi rang, cac dbi thu canh tranh da chi rat nhleu tlen vao marketing, chung to1 khong thé
so bi dugc véi hg. Nhitng nguoi Nhat thi 1ai cho rang nén kinh t vi mo Nhat Ban kém phat trién nén
khong thé duy tri muc ting truéng nhu cil. Gidm ddc cac chi nhanh & chau Au cho biét, rat kho giit
muc tang treéong cao néu khong thué dugc cac nhan vién co trinh do. TAt nhién, moi nguoi & Pai Luc
lai muén dau tu xa hon, va khong thé mong chd thu hdi vén sém. O Trung va Nam My thi gia tri cua
d6ng tién khong 6n dinh va cac giam doc & ddy déu cho rang khong thé 1am gi ca.

Minh Chinh luén kién tri v&i duong 16i chinh sach ting truéng cao, manh mé yéu cau moi ngudi:

“Khong dugce ngd quén. Néu nhur san pham ban chay dé dang nhu vy, ting trudng don gian nhu vay,
thi chiing ta cr mo1 hoc sinh cap ba dén lam tong giam doc la dugc, chinh vi hoan canh hét strc kho
khan nén t61 mé1 yeéu cau moi nguoi phai ¢ gang.”

St dung phuong phap “cu ca rot va ciy gdy” nhu vay, lai cong thém ban than Minh Chinh 13 nguoi
dung dau dan dat moi nguoi cung xong pha, tir nam 1988 1ap nghiép dén nam 1996, hang nam tong
doanh thu 1udn duy tri toc do ting trudng 100%, t6i cam thay thuc tai thé nay 1a dang quy rdi, Minh



Chinh khong nén ciu toan hon nita.
Quy luat duy nhit: Tang trudng 12 sinh ton
Nhung Minh Chinh lai ¢6 nhitng 1y 1€ riéng:

“Néu nhu thé gigi nay khong co d6i thil canh tranh, chiing ta hoan toan c6 thé ty min véi minh. Em can
phai biét, mic du ty 18 ting trudng cta chung ta 13 100%, nhung khoi luong cong viéc kinh doanh so
v6i ddi thi canh tranh it hon mot nira, ting trudng duong nhién 1 d& dang hon nhiéu. Gia thiét ba nim
tiép theo, ty 1¢ ting trudng binh quan cua ho 1a 30%, mudn dudi kip ho, chiing ta can phai tiép tuc ting
trudng trén 80% thi méi c6 thé dudi kip va vuogt qua ho.”

“Sao anh cr phai so bi véi ngudi ta, chiing ta 1a con rong & chau A, thu tha mot chut, ting trudng
cham mdt chut thi ¢6 sao dau?”” Toi rat thich dugc tranh cai voi anh ay.

“Cat dat dé xung vuong liéu co thé ton tai dugc 1au khong? D6 thi 1a cac cong ty co ¢d phan mua ban
tu do cua My, mo1 quy ho déu phai cong khai mirc ting trudng trong bao cdo tai chinh. Gidng nhu céac
cong ty thudc 14, céc nha ché tao xe hot, san pham dién tr. .. mic tang truong cua ho ¢ cac nude Au
My da dat dén gidi han cao nhat, c6 can phai tim kiém ting trudng tiép & chau A, chau Phi hay khong?
Ngéanh san xuit phin mém khong gidong nhu hang tiéu ding, mdt mén hang c6 thé cing luc ton tai vai
thuong hiéu. Em c6 thé dung mot lic bdn, nim loai dau goi dau, nhung em c6 nhé nguoi ding thir ba
ban phan mém co sé dir liéu 1a ai khong? Nganh san xuat phan mém 1a cudc canh tranh khoc liét. Néu
em khong thé thong tri thi treong thé gidi thi chi con nude bi cac cong ty khac nudt chirng, hodc 1a bi
diét vong ma thoi.”

Nbi lo lang 4m anh nay cho thiy Trend Micro 13 mot cai tén kho gianh duoc chién thing trong nganh
san xuat phan mém diét virus trén toan thé gii. Lic béy gio, chung t61 da théng tri thi truong Nhat
Ban va Dai Loan; 6 My, ching t61 dugc cong nhan 1a dan dau vé mit cong ngh¢ va tAm nhin xa trong
rong, nhung vé mit kinh doanh va doanh thu, chiing t61 chi dugc coi 1a co tiém nang phat trién khi xep
vi tri tht ba & chau Au. O Anh, Trend Micro cling Vap phai su canh tranh khdc liét vai phan mém Dr.
Solomon, do vay, rat khé vuon 1én dan dau ¢ thi trudong ndy.

Néu Trend Micro mudn tiép tyc ting truong, can phai d6i mit voi sy canh tranh quyét 1iét cta thi
truong toan cau, thoat khoi sy uy hiép cua cac doi thu canh tranh, chiém dugce vitri nhat nhi trén toan
thé gid1. Theo 101 Minh Chinh ndé1 thi day chinh la nguyén tac sinh ton duy nhat cua cong ty phan mém.

Muén dat dugc muc tiéu nay, ngoai vige chiém wu thé vé san phdm va cong nghé, can phai day manh
viéc ban hang trén thi truong toan cau Déi voi cac phan 1op khach hang, Trend Micro can phai mo
rong thi trudng, tip trung vao céac to chirc quy mé 16n mang tim qudc té, dong thoi clng can phai khai
thac sau ca thi truong khach hang ca nhan, cac doanh nghiép vura va nho trong nudc. Pé lam duogc diéu
ndy, chung tdi phai thay d6i chién lugc trong ndi bd cong ty, ciu tric lai to chirc va phuong phap kinh
doanh.

Xuét phat tir mot dé ché gia dinh

Trong suy nghi cua toi, phat hanh c6 phiéu 1a budc dau tién trong su bién d6i nay. N6 chi duogc thuc



hién khi ¢ su thay 601 cin ban co cau cong ty va thanh phan co dong. HE thong tai chinh va ké toan
can thiét cho viéc ¢6 phan hoa s€ la 101 cam két ctia chung t6i d6i v6i moi ngudi, day ciing 1a cach duy
nhat huy dong dugc ngudn von tir thi trudng ching khoan, thu hut sy chi y ctia cac phuong tién truyen
thong, tao niém tin cho khach hang trong cac to chirc c6 quy mod 16n, dong thoi chlem duoc cam tinh tt
dep cta cac nha quan 1y tai ning dang tim kiém viéc 1am. Pay 1a nhitng nhu cau cap bach cta Trend
Micro khi phai d6i mit véi giai doan khung hoang.

Thoi ky dau khoi nghiép, chiing toi chi ¢6 nim nghin do-1a tir s tién tich cop dugc. Hai nim sau, sd
tién von 18n t6i 300 nghin do-la 1 do nhitng ngudi thdn quen cing gop von dau tu. Ngoai ra, toan bo
s6 tién von cén c6 dé kinh doanh 14 nhd loi nhun ctia cong ty va chua ting phai di vay von. Chiing toi
ting tr chdi rat nhiéu 161 moi chio cua cac quy dau tu mao hiém ¢ Thung liing Silicon, d4 tirng lam
mech 10ng rat nhiéu ban bé than hitu mudn 1am c6 dong (trong d6 co ca 6ng Quach bBai Minh la nguo1
c6 tam nhin xa trong rong). Tir trude téi nay, co cAu co dong ctia ching t6i vo ciing don gian, trir ba
nguo1 Minh Chinh, Di Hoa va 61 1a nhitng nguoi dau tién sang 1ap cong ty, con lai 1a anh em, cha me,
ctng nhu hon 20 ¢ dong chu chét trong ban quan tri c6 quyén chon mua cd phan. Co ciu c6 dong nhu
vay rat co loi ddi véi viéc kinh doanh cua mot cong ty tho1 ky moi di vao hoat dong. Moi ngudi doan
két thanh mot khoi thong nhét, khong c6 tu tudng ca nhan va cling khong nay sinh long tham. Cac thanh
vién ctia ban giam doc déu 1a nguoi nha nén cudc hop hdi dong quan tri chang khic gi cudc hop mit
gia dinh. DU vay Minh Chinh van chu tri cudc hop theo nghi thirc trang trong, thu ky luén chuan bi chu
dao cac ban bao cdo. Voi tur cach 1a Chu tich Hoi dong quan tri, Minh Chinh  khong ngai vat va giai
thich céc chién lugce va phuong phap quan ly cho cac thanh vién ban giam dbc chua hleu rd vé nganh
cong ngh¢ thong tin. Ngay ca cha me t6i nam trong ban giam dbc ciing né trong goi con ré 1a “Chu
tich”. Tat ca khuc mic déu dugc dua ra thao luan giai quyét.

Néu nhu muc dich 1ap nghiép 1a vi sy gidu co va tai san ca nhan, hay vi mong mudn cho con chau doi
sau khong phéi lo cai an cai mic, vay thi viéc duy tri co cau tién von ctia tung nguoi, gitt gin hoa khi
cuia moi nguoi trong ban giam dbc, tao diéu kién giup ho diéu hanh cong viéc hiéu qua, co 18 1a sy lya
chon thiéu sang sudt.

Nhung Trend Micro lai dang phai d01 mat voi mot giai doan nguy kich can c6 mirc tang truong cao,
phai kiém soat duoc thi truong qubc té, nén can phai thay d6i ban giam ddc va co cdu cd dong. Ly do
trude hét 1a dé huy dong s von 16n dap tmg yéu cau mé rong lién tuc ciia cong ty thi cac co dong ban
dau khong thé dam duong. Cho du cac cd dong cii dat tron niém tin vao Trend Micro, don toan bd tim
strc Ung ho, nhung tai va lyc clia mdi ca nhan thi ¢6 han. Thim chi, ho c6 dem toan bo loi nhuin tir )
tién da dau tu dé ting thém von ciing khong du dé g pho véi nhu cau mo rong phat trién nhanh chong
ctia thé gidi. Do d6, von cd phan trudc day qua it ma nhirng thach thire sap t6i lai rat 16n. Rui ro
khong phai 13 diéu ma nhitng ngudi gop von ban dau — v6i quan diém bao tha, dé dat — c6 kha ning
ganh vac dugc.

Hai 13, ba ngudi chung toi luén phai ra strc cau tién trong cac hoat dong kinh doanh quoc t&, hoi dong
quan tridugc kién toan s€ giup chung toi diéu chinh chién lugc, tng phod vai cac tinh hudng bién dong.
Lic bay gio, chang t61 phan cong moi nguo1 mot nhiém vy. Minh Chinh phu trach hoat dong kinh
doanh va chién lugc phat trién tong thé, Di Hoa phu trach viéc nghién ctru cong ngh¢ va phat trién san
pham, con toi quan 1y mang ban hang va cac van dé lién quan dén nhan sy. Linh vyec tai chinh khong
phai s¢ trrong cua ching t61, mac du vi tri nay ¢é nhan vién trinh d§ chuyén mon cao phu trach, nhung



ho khong thé theo kip viéc 1ap ké hoach chién lugc dé dap ung sy ting trudng nhanh trén toan thé gidi.
Dan dan, diéu ndy c6 thé dan tdi mot cude khing hoang nghiém trong. Chung toi nhat dinh phai xay
dung dugc mot ban gidm ddc ¢6 kinh nghiém, that su tin tudng dé co thé bu dép su thiéu hiéu biét vé
cac hoat dong kinh doanh québc té va linh vic quan 1y

tai chinh.

Tim gap nguoi tai

Ly do quan trong nhat va cung la cap bach nhét ctia su thay d6i ban giam ddc va co cdu cb dong 13,
d6i voi nhitng nha san xuat phan mém, nhan tai 13 tai san duy nhat. Chi ¢6 cach khong nging thu hut
nhan tai vao 1am viéc cho Trend Micro, tai san mdi ¢ thé khong nging ting vot, chung t6i mdi ¢6 hy
vong canh tranh trén thwong truong.

Tuy nhién, co cdu c6 dong cua chung to1 rat don gian, cung véi m01 quan hé bén ving gilra ba nguoi
sang 1ap nén Trend Micro: vo chdng, chi em rudt. Mic du d3 cb gang dit cac mbi quan hé niy sang
mot bén va trong thuc té moi nguoi déu c6 s& truong riéng, dam nhan nhirng nhiém vu khac nhau trong
cong ty, nhung khong tranh khoi bi nguoi doi goi 1a “doanh nghi€p gia dinh”. T61 khong biét cai mAC
“doanh nghiép gia dinh” nay xuat hién tir bao gid, nhung né khong nhitng 1am giam di 10ng yéu men
ctia moi ngudi doi voi Trend Micro ma thim chi con khién ngudi ta lién tuong téi su doc ac bi an.

Cai mac d6 duong nhu la dai dién cho su khong cong khai, khong chuyén nghiép, dung nguoi theo cam
tinh riéng, lam loi cho nhau. O dai luc Van c6 quan niém cho rang “doanh nghiép gia dinh la cai bay
d6i v6i nhitng nhan vién mit canh giac”, qua that khién ngudi ta thiy rat e ngai.

Kha nhiéu nguoi tai lo lang 1am viée trong méi truong nhu vay s& giét chét su nghiép ctia ho. Moi thir
déu phai 1am theo ¥y thich ctia 6ng chu va ¢ 1€ phai xu ninh méi dugc “thang quan tién chirc”. Nhitng
nguo1 co thuc tai va bang cap c6 ai chiu bi cha dap nhu vay?

Mic du ba nguoi ching toi ludn hd tro cho nhau, hop tac chit ché dua trén so truong, ning luc cta
ban than, nhung t6i luén & trong tim trang kho xtr, doi lac cam thdy mat tir tin. “Néu nhu minh khong
phai 1a vg cia Minh Chinh, li¢u minh ¢6 du tu cach dé ngéi vao vi tri nay khong?” T6i e de, s¢ sét,
khong dam tu quyét Cac déng su cua Trend Micro ¢ Dai Loan thich goi t01 thin mat la “ba chu”
khong biét day la than cha khan co[ 1] ddi véi 101, vira nghe dén tir ndy 13 toi dd cam thiy dau dau
Duong nhu moi quan hé ddc biét cua to1 vot tong giam d6c khién Trend Micro bi tiém nhiém mot bau
khong khi “gia dinh tri”. N6 khién tdi c6 cam giac rang chirc vu Pho Giam déc ciia t6i khong phai 1a
nhd nang luc ma c6 va toan bo thanh tuyu ma t61 dat dugc 1a do té1 co6 than phan dac biét. Bo 1a tam
bénh t6i mic phai trong nhiéu ndim ma nhiéu ngudi khong biét duoc, ciing 1a nguyén nhan chinh khién
to1 khong ddm ty man véi thanh qua ctia chinh minh va ludn chiu khoé, chiu kho hon nguoi khac.

Phai nhiéu ndm troi qua, trai qua rat nhiéu song gio, tu nhan thirc, tyr khang dinh minh, t6i m&i ¢ thé
coi troi, dugc trd vé vai chinh minh. Cudi cing, t6i cling c6 thé thoat khoi cai nhin thé tuc, thim chi
con hanh dién that sy khi duoc goi 1a “ba chu”. Puong nhién nguoi to1 phai cam ta d4u tién 1a Minh
Chinh vi d3 rét tin twdng toi. Anh ay chua bao gior nghi rang t6i khong c6 kha ning, ludn tin chic su
lua chon t6i vao chitc phd chu tich phu trach maketing 1a su Iwa chon tot nhat. Anh khong vi 61 1a vo
ma nhugng bo trong cong viée va cling chua tung vi t01 niing niu hay tiry hirmg ma thay ddi cach nhin
ctia minh, ciing chua tirng nghe nhitng 161 dam tiéu ctia ngudi khac ma giam bét 1ong tin vao t6i. Diéu
dang quy hon la du cho ¢ trong moi1 truong kinh doanh mang dam chu nghia trong nam khinh nir cua



nén kinh t& Nhat Ban, anh y ciing chua tirng dé tAm t6i viée “duoc vo ho tong” khi di cong tac; tiép
dai, ngoai giao, dam phan ¢ bat ky no1 dau anh cting cho t61 di cung. Néu khéng c6 mdt ong chu cong
tu phan minh nhu the, qua 1a khé khan cho t61 khi dong vai tro “ba chu”.

Su phan cong cong viéc rach roi gitra vo chdng, chi em chung t6i gitip cho ndi bo Trend Micro rat rd
rang. Su thau hiéu 1an nhau gira ba nguoi chung toi la mot trong nhirng nguyén nhan mang lai thang loi
thoi ky dau 1ap nghiép. Nhung méi quan hé huyét théng va mbi quan hé vo chong bén viing khong gi
pha v& dugc gitra ching t61 khong tranh khoi bi moi nguot lién twong d6 la mot doanh nghiép gia
dinh. Phai ching diéu do ngan tr¢ nhirng nguoi c6 trinh do chuyén mon cao gop sure cho sy nghi¢p cua
cong ty. Luén mong mudn cong ty phat trién ben  ving, chung t61 hy vong Trend Micro s€ tr¢' thanh mot
cong ty quan 1y chuyén nghiép mang tam qudc té, ma khong bi moi ngudi hiéu 1am 1a mot doanh nghiép
gia dinh.

Mot tap doan tran day strc song

Phat hanh ¢6 phiéu 1a phuong thire cai cach duy nht va nhanh chong nhat. C6 thé ching toi s& mat di
phan nao quyén luc, mat di niém vui mdi nim dugce nhan phan 1oi tire chia thém, nhung doi lai ching
t0i c¢6 dugc ngudn von doi dao, mot ban giam dbc day nang lyc, mot hé théng tai chinh dang tin cay,
thu hut duoc nhan tai gop stc cong hién cho cong ty, va dé ché gia dinh tré thanh tap doan co co phiéu
phat hanh ra cong ching. V6i mong udce néu khong co ba ching to1 thi Trend Micro van tiép tyc phat
trién, chiing t6i da tao ra mot tap doan tran day strc song, phat trién khong ngirng. D6 méi 13 ké hoach
lau dai cua cong ty, cing chinh mong mudn cta ching t6i khi thanh 14p cong ty. Xua nay chung t61 chua
bao gid nghi dén viée dé con cai ké thira Trend Micro, bai vi ching toi khong mudn cudp di quyén
duoc tim to1 cudc song, kiém ché su trudng thanh tu nhién ctia ching, tham chi pha hoai nhitng thanh
tiru khac ma chiing c6 thé s& dat dugc trong twong lai. Poi khi, ching t6i khong hiéu tai sao c6 nhiéu
nguoi lai ¢ ép budc con cai phai ké nghiép? Lap nghiép la con dudng ma chung ta lya chon, thi
duong nhién con cai ching ta ciing c6 quyen lyra chon cho riéng ching. Day cting chinh la diéu ma ca
ba chung t6i da théng nhat sau nhiéu 1an dam luan.

Sau vai 1an thao luan sau sac ti mi, ty kiém diém, ching t6i ciing di dén quyét tim khong gi lay chuyén
dugc. Do 1a, khong dé Trend Micro ro1 vao tay nguoi khac, khong dugc kinh doanh kiéu gia dinh tri,
ma s€ phat hanh c6 phiéu ra thi truong.

Khi dé c6 quyet tam, ching 61 bit dau tién hanh thuc hién ké hoach. Diéu dau tién can suy xét 1a nén
niém yet co phiéu cua cong ty trén thi truong ndo. Ching to6i may méin khi c6 téi ba thi truong tiém
nang dé lua chon: My, Pai Loan va Nhat Ban?

Chiing toi da dé mat téi My trudc tién. Gan nhu tit ca cac cong ty phan mém dinh hudng toan cau déu
niém yét trén san giao dich Nasdaq. Puong nhién ching t6i cling muén vao dé. Nasdaq 1a mot san
giao dich ching khoan c6 ki thuat cao tién tién nhat. Co phiéu ctia cic hing phin mém ndi tiéng thé
giéi nhu Microsoft, Oracle déu duoc niém yét trén san ndy. Gia tri cua san giao dich nay di véi so
hiru tri tué va phan mém thong tin da duoc kiém ching tir 1au, 1a chia khoa dé cac cong ty thu hut su
cht ¥ cua thé gigi. Niém yét trén Nasdaq s& giup moi nguoi trén toan thé gidi biét toi tén tudi clia
Trend Micro, d6 chic chin s& 12 mot loi thé khong nho. Khong may 1a lac d6 da co hai hang phan mém
160 xudt hién trén Nasdaq la Symantec va Network Assosiate — nhiing cong ty rat ndi tiéng & My. Néu
Trend Micro xuit hién nhue mot cong ty thir ba thi sé& rat kho tao ra su khac biét, s& bj demra so bi, lai



kho co thé néu bat dugc gi tri ctia viée nghién ctru, phat trién cong nghé von 1a nhirng loi thé cua
Trend Micro trén truong quéc té. Hon nita, trudc nim 1996, Trend Micro da phai canh tranh rat gian
kh6 & My, doanh thu chi chiém 15% tong doanh thu ciia Trend Micro trén toan cau. Néu demra so
sanh v6i hai hing kia thi ching khic nao trimg choi véi da? Chiing t6i con ¢ nhiéu chon luya khac it
mang tinh canh tranh hon. Thé 1 chung toi quyét dinh di con duong khac, bo gidc mo 18n san giao dich
Nasdaq qua mdt bén, chd co hdi khac.

Sau do, chung toi lai nght dén Pai Loan, noi dat dai ban doanh cta Trend Micro. Cung chinh tir noi
day, cac c6 dong ban dau da xay dung dugc hé théng va tleng tam cua minh. Vi vay, phat hanh co
phleu & day ciing 1a mot budc tién logic. Tham chi cho dén ngay hom nay van con rat nhiéu ngudi thic
méc vi sao chiing tdi lai khong phat hanh c6 phiéu & Dai Loan? Khong phai ching t0i chua tirmg nghi
dén diéu nay, nhung tho1 do 1a nam 1996, Dai Loan van chua ¢ bat kymot cong ty phan mém nao trén
thi truong. Cac diéu 18 va luat phap déu 1y nhirng cong ty phan cing lam cin ctr, trong d6 quy dinh
phai c6 tai san ¢ dinh 200 triéu do-la Pai Loan m&i dugc dua cd phjéu ra thi trrong, doanh thu tir thi
truong nudc ngoai khong duge tinh vao. Hai diém nay giy bat loi rat 16n d6i v6i Trend Micro. Tai
san cua chung t01 tri gia hang tram tyd6-la Dai Loan, nhung khong may (c6 1€ toi nén ndi la may man
thi ding hon) déu 14 tai san tri tué, ching t61 khong can va cting khong c6 y dinh mua bét ctr tai san cb
dinh ndo. Con doanh thu & nude ngoai, von di 1a thanh qué kiéu hanh nhat cua Trend Micro, lai khong
duoc tinh dén ching hoa ra 1a cudp doat ngudn gia tri 16n nhat ciia ching toi hay sao? Mot van dé
khac nita 14 cach tinh toan hé sb gia/loi nhudn (P/E), viéc dinh gia cac cong ty phan mém ¢chau Au,
My, Nhat thuong dua trén hésé nay 1a hon 50, nhung & Dai Loan do 14y cong ty phin cing 1am tiéu
chuan, chi s6 P/E cao nhat ctng chi khoang 30. Cung mot cong ty, tai san nhu vay, duong nhién nén
theo dudi cach dinh gia cao nhat. Ching t6i khong cam chiu ha thip gia tri ciia minh chi vi thi truong
chirng khoan khong danh gia chinh xac gia tri cua hang hoa, do vay chung t61 khong con hirng tha d6i
V01 vige tung co phiéu ra thi truong Pai Loan. Pén by gid, Pai Loan d3 c6 rat nhiéu cong ty phan
mém niém yét trén thi truong chirng khoan, va moi chuyén dién ra ciing xu6i chéo mat mai. Nhung
Trend Micro dd c6 mdt ngudn von doi ddo, khong can phai gy ra mot cude chién ndi bo gitta cac nha
san xuAt phin mém & Pai Loan dé thu hit von tirthi trudmng ching khoan nita.

Rung chuyén huyén thoai Nhat Ban

Vio ndm 1996, khi chiing t6i dang xem xét viéc c¢d phan hoa, thi nganh phan mém ¢ Nhat Ban dang 1én
nhu diéu gip gi6. Mot vai cong ty phin mém thue hién rat t6t viéc phat hanh c6 phiéu, trong khi d6 chi
s6 P/E lai dao dong & murc trén 50. Danh tiéng ctia Trend Micro tai Nhat Ban ndi nhu c¢on, doanh thu
chiém trén mdt nira tong doanh thu ctia Trend Micro. Dic biét, kha ning nghién ctru, phat trién va ning
luwe kinh doanh quéc té cla chuing t61 trong gioi phﬁn mém Nhat Ban 14 ddc nhit vo nhi, thu hat duogc
rat nhiéu sy quan tam. Cung lic do, Ngan hang SoftBank cuia Nhat Ban dé danh bai cac ga khéng 16 dé
mua lai cong ty truyén thong 16n nhit ctia My 1a Ziff-Davis cung trién 1dm may tinh Comdex, trong khi
vira dau tu thanh cong vao Yahoo, ngoi sao Internet ctia My. Tai san ting vin vut, danh tiéng 13y lung
trén toan thé gidi, nhu anh mit troi ban trwa. Nho Masayoshi Son — 6ng chu cua Ngan hang da 1a chd
quen biét v&i Trend Micro tir khi chiing t6i m&i khoi nghiép — cac phan mém phong chéng virus ctia
Trend Micro duoc phan phbi tai Nhat Ban thong qua SoftBank. Luc bay gio, vé phuong dién loi
nhuan, chung t61 1a nha san XuAt phan mém 16n thir hai ddi véi SoftBank (cao nhét 1a Microsoft Nhat
Ban). Hai bén hop tac chit chg, cting hd trg bo sung cho nhau rat tot. Masayoshi Son nhiéu nim quen
biét chung t61, biét duoc strc bt ctia Trend Micro, ciing hy vong mbi quan hé 1ién doanh vi ching t6i



tién xa hon.

Sau khi bo qua My va Pai Loan, lai dugc SoftBank dé nghi dau tu, chiing toi lién tip trung suy tinh
dén kha niang niém yét c6 phiéu tai Nhat Ban. Thue té trude toi nay, chua mot cong ty nude ngodi nio
c6 dt kha ning 6 bo thanh cong 1én thi trudng chimg khodn Nhat Ban. Thach thirc nay qua thyc khién
chiing t6i rat hao himg. Chung t6i da 1am rung chuyén huyén thoai Nhat Ban ma khong mot cong ty
nudce ngoai nao lam dugc, sao chiang t61 lai khong dan sau thém mot bude nira chép nhan thach thirc
nay?

Céc nhan vién, can bd nguoi Nhat cua ching to1 da nhan dinh:

“C6 thém SoftBank trong hang ngii c6 dong ctia Trend Micro, thi nd luc phat hanh ¢6 phiéu ¢ Nhat Ban
nhu c¢6 thém mot 14 bua hd ménh.”

Ho 1udn lo lang rang sép ciia minh 1a mot nguoi Pai Loan thi khong thé chéo chéng duge & Nhat Ban.

“Dimg nghe ho &n ndi ho do. Anh phéi kién dinh. Bén canh d6 Intel con dau tw 2% c6 phiéu vao Trend
Micro. Anh c6 that su can SoftBank nira khong? Chi vi khong chac chan ma anh dang dé ho kiém
chac!”

Ban t61, Peter Wolff, va mdt chuyén gia phan tich chirng khoan cong nghé cao ¢ ngin hang Barings
hoan toan tin twong vao ching t61. Ho luon khuyén ching t61 khong nén dé nguoi khac dau te vao cong

ty.

“Vo1 nang luc nghién ctru va phat trién, tinh trang tai chinh va doanh thu dang rat duoc kyvong, chiing
t6ico dukha ning cd phan hoa. Van déla ching t6i hoan toan khong c6 bat kymot chuyén gia nao dé
chuan bi cho viéc phat hanh c6 phiéu va ciing khéng c6 dt ngudn nhan luc. Trong khi d6i véi linh vuc
nay, SoftBank lai c6 thira kinh nghiém va doi ngli nhan vién c6 trinh d0. Tur truedc téi nay, Minh Chinh
luén hanh dong mét cach can than, chu toan va rat logic.”

“Puong nhién ching ta van c6 thé bo tién ra thué ngudi giai quyét cac van dé lién quan t6i thu tuc,
gidy phép, nhung nhu thé, véi vai tro 1a nhitng ngudi thanh 1ap cong ty va ciing 1a ngudi 1anh dao,
chiing ta phai cha tAm t&i canhitng van dé ndy nita. Trong lGic ndy, thi truong phan mém phong chong
virus mang dang canh tranh hét strc khoc liét. Néu phan tan luc lugng, chung ta co thé thanh cong trén
thi truong ching khoan, nhung sé& that bai trong kinh doanh, nhu théthi 1¢i bat cap hai. Hon nira, sau
khi tham gia thi truong chirng khoan, ap luc tang truong cang 1on, ching ta phai tiép tuc nd lyc phan
dau ning cao ning luc ctia cong ty. Bay gio, viéc xay dung nén tang virng chic 1 wu tién tuyét doi cua
ching ta.”

“Sao khong dé mdi ngudi tu phat huy s¢ trudng ciia ban than? Vi viée trd thanh c6 dong, SoftBank sé
ctr cac chuyén gia tai chinh chuyén tim giam sat viéc phat hanh c6 phiéu, con ching ta s& tiép tuc thuc
hién céc hoat dong kinh doanh va nghién ctru ki thuat phong chéng virus, nhu thé chang phai ven ca
doi duong sao?”

Lic d6, Trend Micro chi c6 ké toan truong & Nhat Ban va khong c6 chuyén gia tai chinh. Toi thudng
xuyén phai lién hé véi cac dai dién & My, Nhat, Trung Qudc dé tong hop thanh mot ban bao cdo hoan



chinh. DPbi voi viée phat hanh c6 phiéu, néu dé toi, mot nguot hoan toan khong hiéu biét gi vé tai
chinh, dam trach cong vi€c giao dich, thi moi chuyén nhat dinh s& hong bét. i voi mot cong ty co
giam d6c 14 nguoi nude ngodi ma chwa c¢d phan hoa nhu Trend Micro, thi viéc thué cac chuyén gia tai
chinh vtra gioi nghi€p vu vira dang tin cay & Nhat khé nhu 1€n tro1 vay. Do do, to1 rat tan thanh viéc
SoftBank tré thanh co dong, chi mong ho ddm nhan hoan toan viéc 1ap ké hoach tai chinh cling nhu moi
van dé lién quan dén Uy ban Giam sat Giao dich Chirng khoan Nhat Ban.

Sau do, ching t6i nhanh chong quyét dinh, SoftBank bo ra 35 triéu d6-la dé mua lai 35% c6 phan ciia
Trend Micro, tich cuc trg giup Trend Micro phat hanh c6 phiéu & Nhat Ban.



BI SU TRUOC KHI PHAT HANH CO
PHIEU

Hang loat thir thach

Trong sudt thoi ky chudn bi tir ndm 1996 cho t&i khi ¢ phiéu chinh thirc phat hanh tai Nhat Ban, moi
hoat dong hau nhu déu 1y viéc tung 6 phiéu ra thi trudng lam thude do. Mudn nghin viée can phai
giai quyét trong quang thoi gian ngan ngli ndy. Bén canh viéc phai tiép tuc tién hanh cac hoat dong
kinh doanh nhu thuong 1€, khong duge cham tré hay lo dénh, ching t6i con phai dé tim toi rat nhiéu
quy dinh va luat 1¢. Vi du, tién von can phai dugc tinh toan r6 rang, chinh xac; ban bao cao tai chinh
can phai dap g céc tiéu chuan trinh bao; danh sach c6 dong can ching thuc; da s6 thanh vién ban
giam ddc phai cu trG & Nhat, v.v... Toi ¢ gitta 1am nhiém vu lién lac, phai bay di bay lai giita

Pai Loan va Nhit Ban. Sut ching duong ban ron nay, ching t6i luén ap U wéc mo duoc phat hanh co
phiéu ctia Trend Micro ra thi truong. Lic bay gid, ching t6i van thudng an ti dong vién nhau:

“C6 gang dén khi phat hanh c6 phiéu 1a ching ta s& khoe lai thoi.”

Ctr nhu thé viéc tung c6 phiéu ra thi trudng 1a két thic ctia con 4c mong va khdi dau cta nhitng giac
mo dep, ¢t nhu thé thoi gian s& ngung dong lai vao thoi diém cd phiéu phat hanh ra thi trudng va moi
phién ndo, lo toan sé& tan bién. Va cau chuyén khoi nghiép cua ching t6i s& két thic dep my man nhu
trong chuyén co tich: “Sau bao nhiéu trac trd, hoang tir va cong chia lai dugc séng nhitng ngay hanh
phuc ém dep”.

Chiing t6i mong doi, khat khao, chiu dung lién mién hét thir thich nay dén thir thach khac. Nhiing van
dé noi bo lién quan to1 cac quy dinh va diéu 18 chi can nhdn nai 1a c6 thé giai quyét duogc, nhung su
can thiép hiém doc cua cac thé luc bén ngoai khién ngudi ta trd tay khong kip. Trong d6 ¢6 mot thir
thach gay go nhat xuat phat tir hanh dong pha hoai va 1ong da kho ludng ctia d6i thi canh tranh.

Lic d6, Network Associates di niém yét & My dugc xem 1a thé luc thong tri gidi phong chéng virus
toan cau. CEO ctia hing nay, Bill Larson, 1a ngudi ctia quy dau tu mao hiém, tinh tinh hong hach,
ngang nguoc. Voi tham vong 16n lao, 6ng ta coi viéc 1ién doanh, lién két 1a xu thé dung dan. Do su
phat trién ctia nganh kinh doanh mang 0 My, gia co phleu ctia cong ty nay lién tiép ting va ho di ap
dung chinh sach trao d6i cd phiéu voi mire gia cao dé chiém cac cong ty lién quan téi an ninh mang
nhu Dr. Solomon cua Anh, Network General cua My. Tt lau, ho da cam nhan duoc su uy hlep manh
mé tir Trend Micro. Ngay tir nim 1994, ho d3 mua Jade KK, d6i thu nguy hiém nhit va ciing 1 duy
nhat ctia Trend Micro & Nhat Ban luc by gid, va quyét tim danh bai ching t6i. Nhiéu nim nay, ho van
khong c6 cach nao lay chuyén dugc dia vi dan dau cta Trend Micro tai Nhat Ban va khu vuc chiu A -
Thai Binh Duong. Tham chi tai khu vuc chau Auva My, ho con bi 14n 4t nghiém trong bo1 ki thuat
phong chdng virus mang cua Trend Micro. Trend Micro chuan bi phat hanh c6 phiéu tai Nhat Bén,
Giam d6c Diéu hanh Bill Larson 14p tirc hanh dong, trude tién 1a “ve van” SoftBank, c6 dong 1on cua
chiing t01.



Ong ta tryc tiép tim gip Masayoshi Son, dua ra 1y 18:

“Trend Micro suy cho cung khong phai 1a cong ty Nhat Ban thuan tiy. Trén thi trudng Nhat Ban, duoc
nhirng nha dau tu Nhat Ban chap nhan hay khong thi chua thé néi truéc dugc. Hon nira, Network
Associates 14 s6 mot & chau Au va My, con Trend Micro la quan quan ¢ chau A, s truong cua ching
t61 12 ban hang, con ho chuyén vé d6i méi cong nghé. Hai bén co nhirng wu thé riéng, néu hop nhat thi
s& thong tri thi truong thé gidi.”

Ong ta con noi giong de doa:

“Néu nhu Trend Micro ¢ phan hoa tai Nhat Ban, chiing t6i nhat dinh s& khong tiéc strc tién cong vao
thi trudng ndy, tham chi con tinh dén chuyén s& niém yét co phiéu trén san giao dich Nhat Ban. Hién
nay, chiing toi con c6 nhitng san pham khac ngoai dong san pham phin mém phong chdng virus dugc
phan phdi qua SoftBank. Chéac hin 6ng ciing khong mudn tré thanh ké ddi dich véi toi chu?”

Masayoshi Son thich giao du rong, dic biét rat mudn dit chan 1én thi trudng My, cang hing tht véi
nhitng chuyén nhu hop nhat cong ty A-Au, mua ban ¢ phiéu. Do vay, Chinh nghia khong thé 1am ngo
trude su de doa, du do cua Bill Larson. Ong ta lién cir Yoshitaka Kitao, thanh vién Hoi déng quan tri
Trend Micro va la ngudi cua SoftBank, dam phan thuong luong véi chung toi.

Giat minh tinh mong

P6 12 mua xudn nim 1998, cong viée chuan bi phat hanh ¢6 phiéu ra thi truong dang dugc tién hanh
khan trorong. Hau hét thoi gian cua tdi va Minh Chinh 14 ¢ Tokyo. Koshitaka Kitao moi ching toi dn
trura & mot nha hang Nhat Ban thudc quyén sé hitu ctia khach san All Nippon Airways tai Akasaka-
mitsuke. Anh Ay 13 mAu ngudi hudng lac, khi dung bira nhat dinh phai chon lya nhitng ctra hang cao
cép, tinh mich, c6 mon an hao hang, thai d§ phuc vu than thién. Ching t61 thuong xuyén dung bita v
anh 4y nén khong biét ngiy hom d6 anh dy c6 dung y khac. Luc d6, Giam dbc Tai chinh Hiroyuki
Nakanishi 13 nguoi cta SoftBank, ciing ciing dung bira. Nhung trude do6, chung t6i khong hé thiy bat
ctr dau hiéu ndo bdo trude vé cudc mua ban ciia Network Associates.

Yoshitaka Kitao thong tha nhic dén chuyén hop nhat ma Network Associates dé nghi:

“Hon mdt ndm vé trude, von thi truong cua Trend Micro dugc dinh gia 100 tri¢u do-la, SoftBank da
mua 35% cb phén, bay gio Network Associates dua ra gia la 800 tri¢u do-la tién mat, chi ¢6 mot ndm
ma tang 1én 800%. Viéc phat hanh c6 phiéu tai Nhat Ban cting chi thu lai duoc gia co phiéu & mirc d6
ma thoi. Pay la mot thwong vu an toan. Cac cO dong co thé yén tim ro1 cong ty trong su sung tic. Cac
ban s€ khong phai d01 mat voi nhu'ng thir thach cua viéc phat hanh c6 phiéu, ciing khong phai chiu su
han ché mua ban c6 phiéu sau niy.”

Yoshitaka Kitao tuy la ban, hang x6m t6t ctia chung toi, nhung khi trinh bay van dé anh ta lai dong vai
mot chuyén gia dau tw mao hiém khi hudng su cha ¥ ctia minh t6i van dé thu hoi von. Anh ta vira nham
nhap miéng goi ca vira thao thao bat tuyét, khong may may chu y dén than sac kinh ngac va trang thai
d& dan cua t6i. Minh Chinh d3 trai qua nhiéu phen chinh chién, hiéu rat rd luat choi trén thuong
truomg, khong giéng nhu t6i thudng 1am viée theo cam tinh, chi im ldng lang nghe, thai do coi mo tiép
101:



“Pirng trén 1ap trudng cta co6 dong thi gitr tién mit 1a cach tot nhat tranh duoc rii ro. Hai cong ty hop
nhat thanh mot s€ ngay lap tirc dat dugc vi tri s6 mét thé gidi. To1 cling dugc thanh than nhe nhom. To1
khong hoan toan bac bo, nhung trude tién van can gap mat Bill Larson dé noi chuyén.”

Yoshitaka Kitao thd phao nhe nhom, quay lai nhin t61 va noi:
“Con Di Tran, ¢6 co6 suy nghi gi khong?”

T6i ¢6 cam gidc nhu dang say sua voi gidc mong dep thi bat ngo bi danh thire. T61 thay that bat cong,
nhung lai canh gidc ngay bdi ¢t hich nhe cua Minh Chinh dudi gam ban, 13p tirc xudi thuyén theo gio:

“Duong nhién la gap mat ho noi chuyén trudc thi t6t hon. Chiing ta s& cAn nhic xem giai phap ndy c6
that su tot hon viéc phat hanh c6 phiéu ra thi truong khong.”

Kinh doanh v&i ngudi Nhat 1au, t61 cling hoc héi dugc mot diéu, cur thong tha tir ttr thi moi chuyén s€
dau vao do, xtr Iy viéc gl ciing phai dé lai chat thé dién. RSt cude, Yoshitaka Kitao c6 mit & d6 1a dé
thyc hién mot nhiém vu dugce giao pho, néu nhu méi bit ddu ma da khong né mit, ct kién quyét phan
dbi dén cung s& khién Yoshitaka Kitao roi vao tinh hubng kho xir, ma Masayoshi Son ciing s& bi bé
mat. Va lai, khong chiu nhiin nhudng thi s¢ rr?mg moi nguoi phai ganh chiu két cuc thua cudc. Nhung
Network Associate lai dung thit doan ndy, thong qua c¢6 dong 16n ctia ching t6i dé pha hoai dot phat
hanh c¢6 phiéu ctia Trend Micro da khién chung t6i rat ddi ttrc gian. Sau ndy, mot ngudi ban trong gidi
dau tu mao hiém néi cho chiing t6i biét, kiéu mua hop nhat 4c ¥ nay rat hay duoc sir dung trén thuong
truong vao thoi diém d6. Chung toi c6 mot ngudi ban, 6ng Eli Oxenhorn, nguyén 1a CEO ciia
Cheyenne Software, mot hing san xuit phan mém sao chép dir liéu & New York. Ciing trong nim nay,
khi tién hanh ¢ phﬁn hoa, chinh Network Associates da phat dong mot chién dich ham doa hiém doc
va Oxenhorn danh phai tim kiém mot giai phap an toan 13 “ndm gon trong vong tay” cua Associates.

Trén dudng ra khoi tiém an, t6i khong sao cam duoc mrée mit. L& nio con dudng phat hanh c6 phiéu
lai xa voi nhu vay? Duong nhu gidc mo sip trd thanh hién thie. Sao lai vo duyén cé dé cho ké pha
binh mat xanh miii 16 ndy choc gdy banh xe? Dich tht liéu mang nay khong c6 gi ma khong dam lam.
Chi vi tién ma SoftBank dinh gip gi6 chuyén thuyén hay sao? Con sb 800% chang 1& ghé gém dén thé
sa0? T6i luén thim oan trach nhu vay.

Minh Chinh van tiép tuc ngoi lai d6 cuing Yoshitaka Kitao ban ludn vé tinh kha thi cta viéc hop nhat.
Hiroyuki Nakanishi c6 1€ da phat hién ra cam xuc cua t61, lién nhe nhang an ui:

“Gi161 chirng khoan Nhat Ban rat coi trong su c6 mat cua Trend Micro trén thi truong. Néu nhu ¢b
khong c6 y dinh ban cho doi thu, thi dit khoat phai gitr 1ap truong phat hanh c6 phiéu.”

T6i gat dau, nhung cam thay day dong bdo. Nhung Minh Chinh lai to vé lac quan:

“Em thdy chua! Pdi tha so chiing ta sau khi phat hanh ¢ phiéu ra thi truong sé ¢ tién von hiing hau
o1 li€u mang véi ho. Ching ta sé€ chi lang nghe dé€ xuat cua hg, xem ban Iinh cua ho to1 dau.”

Cudc nod1 chuyén bi mat



Thé 13 45 ngay trudc khi phat hanh c6 phiéu ra thi trudong, sau khi nhitng diéu 1¢ phap quy deu duoc
tru bi xong xudi, cac 0 phiéu top dau 1én nhu diéu gip gid, cac CEO ciia hai cong ty san xuat phan
mém phong chdng virus 16n nhat thé gidi da c6 cude ndi chuyén bi mat tai try s chinh ctia SoftBank.
Cudc hop bi mit ndy c6 thé thay d6i cuc dién thé gidi trong linh vurc phong chdng virus, thay d6i van
ménh ctia Trend Micro, ciing nhu tac dong tdi xu thé phét trién trong twong lai ciia cac cong ty phan
mém & chau A.

Minh Chinh lo so tin tirc ro i s& gy ra nhitng tic dong xau, nén khong mang theo bat ky ngudi nao.
T6i lo ngai ban thin minh néng nay 1lam hong mat dai sy, nén ciing khong dam doi di cung. Két qua 1a
Minh Chinh “don thwong doc ma” di du hop. Déi phuong ciing 14 mét CEO, mdt minh don chuyén bay
voi va tir Thung liing Silicon dén Tokyo du hop. Hoa ra chinh chii nha SoftBank méi 1a nguoi that su
girong cao thanh thé. Ca Masayoshi Son, Koshitaka Kitao ctung v&i Hiroyuki Nakanishi (mic du khi
d6 dang 1a giam ddc tai chinh cua ching ti, nhung van 1a nhan vién ctia SoftBank) ciing dén du.

Mo dau cudc hop, Bill Larson di hung hd ap dao ddi phuong. Ong ta khong ngirng nhan manh wu thé
vé Von ctia Network Associates, gitr vi tri ding dau thi trudng Au-M§ va ca 10ng quyét tim s& phat
trién vé nhiéu phia. Dong thoi, 6ng ta con phan tich lo1 ich cua viéce hai cong ty hop tac vo1 nhau, loi
ich cua viée gia co phleu 1ap tirc ting manh, cling nhu thé hién y d6 thuyét phuc ching t6i 1ay tién mt
c0 lot hon gitr co phan. Ong ta cang nong 10ng thuyét phuc, Minh Chinh cang nhén rd su lo s¢ ctia ho
néu chiing toi xut hién trén thi trudng chirng khoan. Nhiéu 1an d6i dau voi ching toi trén thi truong
Nhat Ban, ho déu bi that bai va ngay cang dudi strc. O thi trudng Au-My, ho da nhiéu l1an phai dau
hang vi ky thuat phong chéng virus hang dau ctia chiing t6i. Theo thong tin ching t6i thu thip duoc tir
cac nha phin phoi & My, thoi gian gan day, Network Associates kinh doanh thanh cong vi hai 1y do.
Mot 13, cac nha phan phéi bi ap dat phai lay hang; hai 1a, ho da thi phong ho s0, sO sach sau vai lan
sap nhap véi cac cong ty khac. Vi thé, gia co phiéu tuy c6 ting 1én nhung lai an chtra nhiéu hiém hoa.
Nhung hon hét, d6 1a sy hién dién ctia dbi tha Symantec Inc. Hing nay ciing ddc strc vion 1én, dudi
theo sau Network Assosiates. Do viy Network Assosiates nong 10ng muén mua dugce Trend Micro
hong tao ra cuc dién moi. Diéu ho s¢ nhit 1a Trend Micro c6 trinh d6 k¥ thuat cong ngh¢ rat manh, sau
khi phét hanh co phiéu tai Nhat Ban, tién von doi dao, s& trién khai tAn cong vao thi truong cta ho.

Tai san 16n nhat cua Trend Micro 1a nang lyc nghién ctru, phat trién cung nhu kha nang tién hanh hoat
dong kinh doanh quoc té. Vi chuyén sau vao cac phin mém phong chdng virus nén Trend Micro chua
c6 nhiéu dong san pham nhu Network Associates va Symantec, tong doanh thu chi bang 1/2 d6i thi,
nhung toc d6 ting trudng lai gp hai 1an. Néu thi trudng chimg khoan hoat dong tot, thi twong lai cua
chung toi sérat tuoi sang. Hubng hd ching 61 dang so hiru mot doi ngii nghién ctru, phat trién hing hau
va k¥ thudt cong mang vo gia, kha ning phat trién khong thé ludng hét duoc.

Chiing t6i tran day 10ng tin vao ban than, nhung c¢6 dong 16n nhat cua ching toi 13 SoftBank lai coi suat
thu hoi von gap tam 1an 1a di. Ho mong mudn nhanh chéng thu lai 1gi nhuan. Pung trén 1ap trudng cta
nha dau tu quy mao hiém thi thai d6 nay 13 hoan toan hop 1y. Nhung Masayoshi Son va Koshitaka
Kitao c6 moi quan hé sdu ddm véi ching t6i, rat tin nhiém va ton trong Minh Chinh. Khi thdy Minh
Chinh khong c6 dong tinh, ho cling khong dam biéu 16 thai d6 qua nhiét tinh.

Sau cudc hop nhat nhdo d6, Minh Chinh tré véva ban véi toi:

“Muc dich 14p nghiép ctia chung ta 13 gi? Néu nhu dua theo nguyén tic kinh doanh ctia chi nghia tu



ban, tiéu chi 16n nhit danh gia ning luc cua ban gidam doc 1a dem lai loi nhuan cho ¢ dong. Néu tir bo
sO tién 800 triéu do-la, phai ching 1a c6 161 doi voi cac co6 dong? Viec phat hanh c6 phiéu ra thi
truong c6 dem lai lo1 nhudn 16m hon cho céac ¢6 dong khong?”

Chiing t01 thudng xuyén dung phuong phap phan bién dé can nhic quyét dinh ctia ban than, cb ging
dua ra nhitng ludn diém trai nguoc dé phan béc lai.

“Chung ta kién tri phat hanh cb phiéu phai chang 1a do khong thé tir bo dugc hu danh hdo? Khong
muon bi mua lai phai chang la so bi ton thwong long tu trong? Hop nhat 1a co thé 1ap tire tro thanh
cong ty phan mém hang dau thé gioi, co gi 1a khong dung?”

NObi vét va cay dang khong ai biét

Nhung bat ké phan bac ban than thé nao, ching toi cting khong thé dua ra nhitng ly 18 trai voi long
minh. Bén canh viéc phén tich nhitng loi ich thuc té khac nhau, diéu quan trong nhét 1 van dé vin hoa.
Network Associates luén dugc cha ¥ boi vi giam dc diéu hanh ngao man va van hoa cong ty tan
nhan. Rat nhiéu nhan vién tim thdy mot mai am tai Trend Micro d timg trai qua nhitng ngay thang budn
chan & Network Associates, nén quyét tim phan kich lai 6ng chu cii. Tt nhitng ciu chuyén cua ho,
chiing t6i ¢6 thé mudng trong ra sy bat min va canh tranh khong lanh manh trong ndi b Network
Associates. Viéc hop nhit cong ty gidng nhu 1a mot cudc hon nhan. Truoc tién, can phai suy xét vé su
tuong dong gita c4 tinh va hé gia tri. Van hoa Cong ty Trend Micro rat 6n hoa, vui vé, tu do, cdi mo
néu hop nhat véi mot cong ty tan nhin, hong hach nhu vay, s€ di dén chd tan v& khong qua ba thang
sau. Viéc hop nhat dé ngay lap tirc 1én ngoi s6 mot thé gigi s& dan dén vin hoa gitra hai cong ty khong
phu hop vo1 nhau, cac nhan vién dan dan ra di, két qua 1a khong nhitng ca hai déu st mé, ma con dé
cho “ngu ong dac lgi”.

Chung t6i suy nghi gin ba ngay va dua ra quyét dinh kién quyét “tir hon” voi “ba mbi” SoftBank.
Masayoshi Son that vong doi chit nhung khong dam 16n tiéng hay vi pham thoéa thuan véi Trend
Micro. Koshitaka Kitao nhu trat dugc ganh ning, tiép tuc trg giup Trend Micro phat hanh c6 phiéu,
con Bill Larson v cung tirc gian:

“Cir doi ddy, cac nguoi s& hdi han cho ma xem. Network Associates s& ting cudng tin cong thi trudng
Nhat Ban, cat dit thi trudng 1a cac doanh nghiép My ciia Trend Micro. Néu nhu ¢6 phiéu ciia Trend
Micro c6 mit trén thi trudng, ciing khong dé ton tai dau. (Puong nhién, day 1a nhirng 161 ma t6i doan
ong ta no1 vay)”

Network Associates qua nhién tin cong manh mé Trend Micro tir ngay d6. Ho bat dau 1én ké hoach
niém yét ¢ phjéu tai thi truong Nhat Ban, ¢d tinh moi moc Masayoshi Son tham gia, lam ton hai dén
ca hai bén SoftBank va Trend Micro. Sy ngang nguoc cua Bill Larson duong nhién khong chi dé d6i
pho vé6i Trend Micro. Ong ta tim cdch mua rat nhiéu cong ty phan mém d3 niém yét trén thi trudng
chirg khoan. Khong nhiing thé, 6ng ta con tham gia vao ca cudc khau chién va cudc chién gia ca khong
phan thang bai voi Symantec tai thi truong chau Au va My, xa roi myc dich chinh 1a nghién clru phat
trién phan mém, dan dén stc cung luc kiét, budc vao ngo cut. Nam 2001, vu tai tiéng thoi phong tong
thu nhap bi phanh phui, khién tiéng tim cta cong ty bi giam sut tham hai. B111 Larson phai lang I€ ruat
lui dudi stc ép cua hdi ddng quan tri. Gidm ddc diéu hanh méi 1én nham chirc rat mém déo, van nd
luc tim cach khoi phuc lai cong ty.



Sau khi thoat khoi vy hop nhat hiém doc do, Trend Micro da phat hanh c6 phiéu thanh cong. Day 1a
budc dudng gian nan ma ching toi chua ting tiét 16 véi bat ¢t nhan vién nio ctia minh. Chang toi
cling da chirng minh dugc minh khong so su de doa hay du do cua ddi phuong, kién tri di trén con
duong riéng, kién tri véi 1y tudng cia ban than. Mac du con dudng phia truede con dai nhung twrong lai
thi rat twoi sang.

Tién to1 cac vi sao

Nho kinh nghiém cua SoftBank trén thi truong chirng khoan, cung voi bao cao tai chinh lanh manh cta
Trend Micro, muoi thang sau khi nop don (thoi gian ngan kyluc lac bay gio) viéc phat hanh co phiéu
cua cong ty thanh cong my mén. Ngay 18/8/1998, co phiéu ctia Trend Micro véi ma s0 4704 da dugc
niém yét trén thi truong chirng khoan Nhat Ban, nhanh chong ting qua mirc gia tran. Hai nam tiép theo,
gia ¢ phiéu ctia Trend Micro ludn gitr dugc murc ting trudng 6n dinh, trong khi ty sé P/E da c6 lac
vuot qua con s6 500.

Thoi ky dau, ching t6i rat vui mirng ¢ duogc su gitp stc ciia SoftBank nén di nhanh chong vuot qua
céc thir thach khi phat hanh c6 phiéu, nhung khi suy nghi lai, nhiing diéu Peter Wolff n6i khong phai 1a
khong c6 1y. C6 thé cac ban s& noi toi khong ¢ tam nhin xa trong rong trong linh vuc tién bac hay 1a
ngudi khong c6 tham vong. Luc dé, toi chi nghi SoftBank chi don thuan dau tu vao Trend Micro. Va
khoan tién dau tur khong nho ndy ¢ thé hd tro ching toi trong viéc ban hang von dang gip khé khan tai
thi truong My. Nhung Peter Wolff 13 mdt con s6i gia ranh mnh, c¢6 cai nhin sic séo khi phan tich thi
truong chimg khoan, gia tri von hoa thi trudng ctia Trend Micro qua nhién Gmg nghiém véi su suy doan
ctia ong. Sau khi phat hanh c6 phiéu ra thi trudng, Trend Micro nhu vién ngoc ra khoi minh trai dan
dan phat sang, nhitng nha dau tu bat dau nhan thirc dwgc sttc manh nghién ctru phat trién cong nghé,
nang luc thue hién cac hoat dong kinh doanh quéc té va thién tai tao ra lgi nhudn cta chung t61. Sau
khi phat hanh ¢ phjéu, su trg giup cua SoftBank trong viéc lap ké hoach tai chinh cho Trend Micro
bat ddu giam sht va tro thanh ganh ning.

Khoan dau tu ban dau cua Masayoshi Son sau khi Trend Micro 18n san 1ap tire tang hon 800 lan.
Nhung lac do,vi cho rang dang gip van may nén 6ng manh dan mo rong dau tu vao hang loat cong ty
Internet trén toan cau. Khong lau sau, Masayoshi Son gap rac rbi v4i viée quan 1y tlen mit. C6 phiéu
Yahoo 1a cophiéu co gi tri 16n nhit ma 6ng ta dang nam gitr. Viéc ban bat kymot ¢ phiéu Yahoo nao
déu gy anh hudng rat 16n dén tin dung cho vay va gia thi truong ctia SoftBank. Mot nim sau do, nim
1999, ngay khi Trend Micro vira niém yét trén san giao dich Nasdaq, Masayoshi Son 14p tirc ban toan
b6 35% c6 phan ¢ Trend Micro ctia minh. Chiing t6i rat s rang viée SoftBank ban sb luong cb phiéu
16n nhur vay sékhién c6 phiéu rét gia manh, cac nha dau tu lién hiép mat 1ong tin vao chung t6i. Nhung
trong cai rui lai ¢ cai may, cac nha dau tu lai tranh nhau mua. Ho cho réng viéc SoftBank rut khoi
Trend Micro rat c¢6 loi, doanh thu tir ¢6 phiéu cua Trend Micro tiép tuc tang, viéc quan ly, diéu hanh
cua chung 01 ngay cang doc 1ap. Cung luc do, cac nha phan phéi & Nhat Ban ctng khong bi phu thuge
vao mot cong ty duy nhat (SoftBank). Trong khi d6, kha nang nghién ctru phat trién san pham va thyuc
luc kinh doanh québc € vén c6 ctia ching t6i cang duoc phat huy manh mé. Gio day, ching t6i da thuc
hién dugc tham vong 16m lao ctia minh.

Thé 14 ndi lo ban du cua ching t6i tro thanh cai lgi khong ngo t61, Trend Micro pha kén xong ra, tir
mot dé ché gia dinh tré thanh mot cong ty co phan hoa. Trend Micro da tién thém mot budc dai dé
thoat khoi su khong ché ciia mot cong ty quy dau tu mao hiém, giam déc tai chinh cta ching toi khong



con 1a nhan vién cta SoftBank, vigc dieu dong tién von ciing khong chiu sy quan che ctia nguoi khéc.
Hau hét cac ¢ dong 16n ctia chang t6i déu la cac to chirc lién hiép & cac nudc Pai Loan, chau Au, My
va Nhat Ban, do d6 quyén s hitu ¢ phan luén 6n dinh, trong khi hdi dong quan tri bao gdm céc
chuyén gia trong cong ty va cac giam sat bén ngoai. Trend Micro khong con mau sic gia dinh tri ma
trd nén dgc 1ap va kién toan.

Nguyén udc ban dau ctia chung toi 14 c6 mit trén thi truong chimg khoan da trd thanh hién thyc. Tur
day tro di, bau trdi cia Trend Micro sé bao la, khong co gio1 han. Con budm phuong cua Dai Loan da
c6 thé tung canh bay vong quanh thé gidi, bat dau diéu mua uyén chuyén va mém mai.

T6i cang vui hon nita khi sy d6i méi, thwong hiéu, vin hoa cong ty va cac hoat dong qudc té cta Trend
Micro déu dugc danh gia cao. Mic du chuyén thing-bai, dugc-thua trén thuong truong 13 18 thuong
tinh, thing 1¢i cubi cling ciing con chua hen ngiy, nhung Trend Micro c6 thé du kha ning tiép tuc ting
truong, dan dan chiém vi tri dau dan trén thi trudng véi tu cach 12 doanh nghiép san xuat phan mém
phong chdng virus mang. Bén canh céc vii khi canh tranh chinh nhu: ki thuat d6i méi, thwong hiéu va
hé théng dich vu toan cau, V.v... van hoa cong ty cting dong vai tro v6 cung quan trong trong thanh
cong cua chung to1. Mot nén van hoa da dang, vuot pham vi qubc gia cung tinh than ludn coi trong tinh
sang tao da hd trg chung tdi rat nhidu: trong nhirng thoi khic cam go, chiing t6i hanh dong theo hé gia
tr1 cta minh; khi phai lya chon gitra viéc chép nhan hay tir bo, chiing t61 c¢6 du diing cam dé kién dinh
1y twong; khi phai d6i mit voi strc ép ning né, chiing t6i khong ngai mudn van 10i chi trich; khi bi danh
loi mé hodc, chung i lang nghe trai tim mach bao. Khéng c6 nhitng phan xét nhan tinh nhu thé, Trend
Micro cling khong khac gi cac cong ty dang chay theo lo1 nhuan trén thuong truong, va thim chi nhing
thanh cong 16n hon ciing chang thé tao ra bat ctr sy khac biét nao.

Mdc danh dau qua trinh phat hanh ¢ phiéu ctia Trend Micro

11\193 9H61 Bit ddu xem xét va chuan bi cho ké hoach phat hanh c6 phiéu.

Nim 1997  Ngan hang SoftBank ctia Nhat Ban dau tr 35%, Intel dau tu 2%. Pay 1a 1an du tién
hai cong ty nay dau tu vao mgt cong ty tu nhan cua Pai Loan.

Ngiy Trend Micro duoc niém yét trén thi truong chirng khoan Nhat Ban, tr¢' thanh cong ty

18/8/1998 dau tién cua Dai Loan phat hanh ¢ phleu tai Nhat Ban va 1a cong ty phan mém c6 gia
trj von hoa thi truong cao nhat tai chau A.

Trén NASDAQ, Trend Micro dugc niém yét voi ma 1a ADR, tr¢ thanh cong ty phan
Thang 7/1999 mém dau tién phat hanh c6 phiéu & ca My va Nhat Ban. Gia c6 phi€u ting cao nho su
rut lui ctia SoftBank.

Thang 7/2000 C6 phiéu ctia Trend Micro trd thanh c6 phiéu hang dau éthi trudng chimg khodn Nhat



Ban, Trend Micro 1a cong ty tré nhat 1am duogc diéu nay.

Trend Micro tré thanh 1 trong 225 ¢6 phiéu duoc str dung dé quyét dinh chi s6 Nikkei

Thang 5/2002 trén san giao dich Tokyo.

Puoc gidi dau tu danh gia cao, 1a cong ty nam trong nhdm chirng khoan hang dau tai

Thang 9/2002 ' rémg Nhat Ban



CHUONG 2

Virng buoc trén con dwong thwong hiéu cua
minh

(Tt ndm 1996 dén nim 2002)

Trend Micro — tir khi bat dau, luon kién tri v6i thwong hiéu riéng.

Con nguo1 tuy nho bé nhung chi khi thi 16m lao.

Ciing c6 thé nodi rang su chéo chdng rat nd luc.

R4t nhiéu 1an vi su kién tri nay,

Hop tac voi ké 16n nhiéu phen chiu thiét.

Kiém duoc tién ma phai dang cho ngudi khac hudng.

Muc tiéu biéu tugng mau dé nho nho ciia Trend Micro phai xudt hién trén moi chiéc may vi tinh.
Qua thuc bao nhiéu nudc mit bao nhiéu md hoi.

Cay dang nao ai hiéu.

Nam 2003, 1an dau tién, Trend Micro dugc vinh danh ¢ vi tri s6 mot trong cudc diéu tra gia tri ctia
muoi thurong hiéu toan cau ¢ Pai Loan. Giai thuong thuong hi¢u quoc té dau tién nay do Cuc Thuong
mai Dai Loan 1ap ra theo ké hoach va voi su hd trg cua Ho1 d6ng Phat trlen Thuong mai Pai Loan
(TAITRA), tap chi Business Next va Cong ty tu van thuwong hiéu toan cau Interbrand. Hang nam,
Interbrand tién hanh cudc diéu tra thwong hiéu toan cau cho

Business Weekly ctia My, chinh phu Singapore va Ao. Long tin ctia cong dong qudc té danh cho
Interbrand 14 diéu khong phai nghi ngd, nhung qua thuc cai tin Trend Micro ding dau trong mudi
thuong hiéu toan cau, voi gia tri thi truong dat 25,9 tydo-la Pai Loan (khoang 763 triéu do-la M)
Vot qua ca nhirng cong ty may tinh ndi tiéng trong nude nhu: Acer, BenQ, v.v... khién nhiéu ngudi
phai kinh ngac.

Do Minh Chinh dang ¢ Thung lting Silicon, cho nén t6i dai dién cho Trend Micro budc 1én buc nhin
giai thuong. Trong budi 18 trao giai hom do, t6i 14 ngudi phu nit duy nhat ¢6 vinh dy nhan giai. Khi di
ve€ phia khan dai, t61 c6 thé cam nhan dugc su kinh ngac cua moi nguoi. Ban than to1 con bat ngo hon



ho. Néu lot vao danh sach 20 doanh nghiép dan dau, tdi s& cho d6 1a 18 duong nhién. Néu lot vao danh
sach muoi doanh nghiép hang dau, t6i cling cam thdy minh 1a nguoi may man. Trude ngay trao thuong,
c6 ngudi cho toi biét Trend Micro dimg thir ba, va vai i, thé ciing 1a diéu ky diéu lam ro1. To1 tuyét
nhién chua tirng nghi dén viéc gianh giai nhat, v4i gia tri cao nhu vay. Pling trude tat ca nhirng thanh
vién da thanh danh trong cong ddng doanh nghiép, t6i that sur cam thay bdi rdi. Sau khi toi nhin giai
thudng, Lwong Qubc Binh, Trinh Dich Lap, Khau Lap Toan va Ly Ta Quan, nhirng nguoi cung dén
tham du tiéc ming va chia sé niém vui véi toi, phan khich dén do dung ca day vo tay khong ngung.

T6i cam thdy mot ludng hoi nong chay khap co thé, rung rung nhu mubn khoc.

Su cong nhan nay 1a phﬁn thudng cho ching t6i sau 15 ndm bon ba xudi nguoc khip noi trén thé gidi,
lao dong vét va va nd luc xdy dung thuong hiéu cta riéng minh. Phuong thire cho diém nghiém ngat va
phirc tap ctia Interbrand, trong d6 cac yéu t6 nhu doanh thu qudc té, dinh vi thuong hiéu, v.v... déu
dugc tinh dén, cang khién chiing tdi nhan thirc & hon gia tri ctia minh.

Danh tiéng cua ching t61 khong thé so bi véi Acer, mot doanh nghiép khong ngung 1o lyc nang cao
throng hiéu quéc té. Ching t6i ciing khong thé sanh ngang v&i Giant, nha san xuit xe dap da tham nhap
vao moi ngd ngach trén toan cau? That d& hiéu tai sao moi nguo1 lai kinh ngac dén thé. Pbi vai t6i,
thuong hié¢u khong déng nhit v&i danh tiéng, no dai dién cho sy tin nhiém tich ity trong mot thoi gian
dai ctia khach hang va 13 két qua cudi cung quyét dinh van ménh ctia doanh nghiép. Gia tri thuwong hiéu
chinh 13 khi vira trong thdy thuong hiéu, khach hang lién ndy sinh cam giac tin trong, chir khong phai
13 khi nhin thiy thuong hiéu, ddm dong noéi: “T6i biét thwong hiéu niy roi.”

Ba yéu t6 bat budc
Tir khi thanh 14p dén nay, chung t6i ludn kién tri theo dudi ba yéu to sau:
1. Cong nghé mo1

Chting t6i khong 1am ra nhitng san pham gidng nhau, khéng bat chude, khong so do gia ca. San phim
cua ching t61 phai thé hién budc dot pha md1, co gia tri ddc biét. TAt c4 nhitng san pham ma chiing t6i
san xudt tir nhiéu nim nay, tir nhirng phan mem chdng virus don gian dén ServerProtect, Network
gateway antivirus, v.v.. . déu dit ra nhirng tién 16 moi, dua cong nghé chéng virus budc sang mot ky
nguyén moi. Ban quyén sang ché ma chung tdi ¢ rat quan trong va déu dugc dua vao tng dung trong
thuc tién. Chung t6i luén theo dudi gl tri cua san pham mo1, chir khong phai la 191 nhuan sau khi canh
tranh vé gia ca.

2. Kinh doanh qudc té

Ngay tir khi bt dau, ching toi di dit ra nhirng chién lugc c6 quy md toan cau va lién tuc nghién ciru,
tham nhap thi truong cac quoc gia khac. Tat ca déu vi sy nghi€p phuc vu khach hang, thiét 1ap moi
quan h¢ lau dai.

3. Thuong hi¢u riéng

Chiing t6i chua tirng tir bé thwong hiéu PC-cillin. Tat ca nhitng san pham khac déu do chiing i tur
nghién ctru va phat trién. Ngoai quyén ti€u thu phan mém ServerProtect & chau My dugc ban cho Intel,



tat ca san pham duoc tiéu thy trén toan cau déu giit nguyén thuong hiéu Trend Micro.

Ba yéu td bt budc trén khién chung t6i rat dau dau: 1a ngudi tién phong vé cong ngh¢ trong nganh,
ching to1 gitr vi tri dung dau trong cac hoat dong nghién ciru phat trién san pham, nhung lai khong co
nguén ngan sach marketing hiing hau dé 1am hau thuin. Chung t6i cung ki€n dinh lam theo nguyén tac
gitt chir tin, khong khoac lac nhirng viéc khong c6 that. Dai khi, cac ddi thi canh tranh véi muc dich
vuot qua chiing t61 dd quang céo rum beng trude khi san phim hoan thién. Khiu nghién ctru phat trién
cua ching t61 co thé vuot 1én trude, nhung marketing lai lac hau, tut lai dé‘mg sau, khién chung t61 phai
chiu thiét thoi nhiéu.

Vi muyc tiéu kinh doanh trén quy mo toan cau, cac giam doc ctia Trend Micro thudng xuyén phai di
cong tac nude ngodi. Ciing vi 1y do d6, nhiéu ngudi sdm bi bac toc va rat it khi duge doan tu véi gia
dinh. Di mit véi nén van héa khac nhau ctia mdi nude, nhiém vu théng nhét thuong hiéu khong chi
doi hoi ching t6i phai hoach dinh sach lugc toan cau ma con phai ting cudng gip bdi viéc diéu tiét
nhip nhang cac hoat dong ddi ndi.

Ttr khi khoi nghiép, chung o1 luon kién tri vo1 thwong hi¢u riéng, co thé noi ching t6i da nd luc khong
mét moi dé 1am nhitng diéu vuot qua kha nang. Nhiéu luc vi su gang strc nay, ching t61 da phai chiu
1ép vé khi hop tac v&i cac cong ty 16n, dudng nhu co hdi kiém tlen ndo ciing dé cho nguot khac
hudng. Muyc tiéu biéu twong mau do nho nho cua Trend Micro xuat hién trén moi chiéc may vi tinh
budc ching t6i phai d6 nhiéu nudc mit va chiu trim nghin déng cay.

Du khong phai luc nao ciing thudn budm xudi gid, nhung ching t6i van kién tri theo dudi con dudng da
chon.

T6i luén cam thdy marketing phai thé hién dugc thanh qua ctia hoat dong nghién ciru phat trién san
phém, dich vu khach hang va nghiép vu kinh doanh. Quang cao ba hoa, khong ding sy that, tuyén
truyén nhirng chuyén bia dat, théu dét du diéu chi c6 thé khién moi nguoi nhat thoi cha ¥, trong khi do,
muyc dich cudi cung cua marketing lai 1a giup cong ty tang truong bén ving. Néu quang cdo va
marketing 161 cuén moi ngudi dén mua hang, nhung khi str dung, san pham lai khong mang dén hiéu
qua nhu mong mudn, khach hang sé& roi xa, va téi t& hon, ho s& ké cho nhiéu khach hang khac vé kinh
nghiém vura trai qua. Nhirng cau chuyén ké truyén miéng c6 strtc manh ghé gom, va kho 1ong ngin can
noi. Ngugce lai, néu khong thé hién ddy da noi ham that su ciia cong ty va san pham, khong giai thich rd
nhirng nét dic sic ctia san phdm cho ngudi st dung, thi quang cao va marketing khong chi phu cong
doanh nghiép trong vi¢c nghién ctru sdng tao, ma con lam lang phi nhirng co hdi vang trong kinh
doanh. Marketing phai hop nhat gia tri ndi ham ctia san pham voi ndi dung quang cdo, ludn lay su
thanh that voi ban than 1am xuat phat diém. Chi c6 cach d6, doanh nghiép méi c6 thé phat trién 6n
dinh, bén viing va lau dai.

Hoat dong marketing ctia Trend Micro duoc thuc hién tirng buéc, véi su chdm chi va nd luc khong
ngirng. Chung t6i khong c6 bi quyét gi, va ciing khong thuc hién kiéu di tit don dau. TAt ca nhing gi
chung t61 lam 1a nhan thirc rd nang luc canh tranh chinh ctia minh, hiéu duoc sy khac biét gitra minh va
d6i thu canh tranh, nam bat ky vong, mong mudn that sy ctia khach hang. Sau d6, tién hanh timg buéc
thit chic chdn, kién tri, thuc hién toan dién moi viée.

Thuyét 1y dai dong khong phai 14 so trudng cua t6i, xin hily ling nghe ba khiic nhac thuong hiéu theo



ba xu hudng ma chiing t61 da trai qua.



BA KHUC NHAC TREN CON PUONG
KHANG PINH THUONG HIEU

Khuc bién tau du tién: thoat khoi OEM (1996 - 1998)

“Steve, néu cir tlep tuc thé nay thi em khong thé quan ly cac ky su ctiia minh, khong thé lam yen long
duoc nhan vién tiép thi M¥, ban thin em ciing sdp khong kim nén duoc tinh khi ndng nay nita.’

D1 Hoa la nguoi luon diu dang, nhan nai da phai buc minh khi n6i trong dién thoai. Tt nam 1995, Di
Hoa chuyén dén Thung liing Silicon, ngoai viéc bat dau xdy dung Trend Micro, con dam trach nhiém
vu hd trg phan mém phong chdng virus ServerProtect ctia cong ty Intel. Mot mat ra suc phat trién ké
hoach phong chdng virus ctia Trend Micro, mit khac 1a vi s6 tién thu nhap ban quyén khong 16, va phai
gitr virng hiép w6c OEM v6i cong ty Intel. Day khong phai la 1an dau tién, sau khi c6 4y ném chiéc
dién thoai vira goi cho Intel xuong, gian dir, ham huc kéu kho véi chung toi.

Do 1a nam 1996, thoi diém chuan bi hét han thoa udc ndm nam gitta Trend Micro va Intel. Thi trudng
phan mém phong chong virus cang ngay cang phat trién. Bo phan trng dung mang cua Intel ¢ y d6
banh trudng. Ho bat dau can thiép vao phuong an nghién ciru, phat trién ctia Trend Micro, khong hai
1ong voi viée Trend Micro chiém mat “thi trudng béo b chau A-Thai Binh Duong”, phin mém phong
chéng virus PC-cillin khong chiu dé ho cting marketing. Pong thoi trong luc hd tro khach hang quan
trong, can phai xin sy trg gitup nghién ctru phat trién tai Dai Loan xa x6i. Doi khi su tro gitp d6 khong
kip thoti, vi tong giam ddc tiéu thu tiép thi san phidm cta ho bat dau xudt hién 101 18 phan d6i tiép tuc ky
giao keo vo1 Trend Micro.

Céc nhin vién nghién ctru va phét trién cua ching toi ¢ bén nay thi thuong xuyén bi goi dén nudc My
dé tro gitp cho ho. Mot chuyén di c¢6 khi kéo dai tir ba dén nim thang. Khong nhitng thé, ho con phai
chiu moi su bt bé khong thé chiu ndi ctia bd phan tiép thi Intel. Moi quan h¢ ngay cang cang théng
gitra do1 bén do1 khi chi vi mt con virus. Trend Micro chiém vi tri hang dau trong linh vyc cong
nghé, da cb gang hét strc hoan thanh trach nhiém diét virus va phong chong virus, con Intel chiu trach
nhi¢m chinh vé mang thi trudng lai cho rang ching t6i chua kip thoi tu van trong tin vé phong chong
virus, khlen ho khong thé dap ng nhu céu cua khach hang, v.v... Khong bén nao chiu nhuong nhin bén
ndo, mdi quan hé da di dén chd cang thang cung cuc, chi can dung nhau 1 bung nd. Cho du tinh ban
gitta ching t6i va Tong Giam déc bd phan mang Intel Itic do 1a Ed Ekstrom khong hé thay doi, chung
to1 thudng xuyén gap nhau dé ban bac, r6i lai cung nhau an ui dong vién can bo hai bén, nhung lap
truong cua hai bén déu rat rd rang, chi bang mat dé giir hoa khi, rat kho tlep tuc duy tri tinh hinh dugc
méai. Giam dbc Cong ngh¢ cua Trend Micro la Tran Di Hoa, du d c6 gang hét sirc dé ctru van tinh thé,
bang sur hleu biét sau rong va tam nhin xa, cling v&i long thanh dbc toan luc hop tac dé lay chuyén céac
giam ddc cip cao cua Intel hira tiép tuc hop tac v6i Trend Micro, nhung chinh c6 ciing qua mét moi
khi phai ing phé voi cac vi giam dbc kho tinh. Pong thoi c¢o ciing dang tich cuc nghién ctru phat trién
phan mém phong chong virus cong mang InterScan. Néu thanh cong, dy s& 1a mot phat minh 16n. Intel
vira nghe dén du an nay da them mudn, dinh dung hop déng cii dé troi budc Trend Micro, ¢ ha thém
mot thanh 1diy nita roi chiém doat quyén tiéu thu marketing san pham mdi sang ché nay.



Diéu nay cang khién Di Hoa tirc gian:

“InterScan 1a tAm huyét cta t6i, dut khoat khong duoc dé ngudi khac dit tén minh vao roi dem
marketing. Tha rang t6i ty minh din quan ra tran, chi khong chiu dé no tiép tuc ddm lai vét xe d6
OEM. Ctr nhu ltc ndy, mic du chi viéc ngdi va thu tién ban quyén, nhung ct phai buc minh vo ¢,
lam mat hét ca long tur trong cua t61.”

Lic do, ngoai viéc kiém nhi¢ém chirc vy Giam d6c Trend Micro & My, hd trg cho bd phan marketing
phan mem phong chdng virus mang cua Intel, Di Hoa con din ddu doi quan tiéu thu tiép thi PC- cillin
(phan mém phong virus may l¢), 1a thwong hi¢u r1eng cua Trend Micro. Do da tich iy dugc mot sO
kinh nghiém marketing phin mém phong chong virus tai My nén Di Hoa cang nong 1ong mubn thoat
khoi su khong ché cua Intel, gianh lai chu quyén marketing.

Luc do, tinh the c0 doi chat kho xur. Trong gioi san xuAt phan mém phong chong virus, Trend Micro da
bat dau co tleng tam. Mot s6 khach hang biét san pham mang cua Intel bat nguon t Trend Micro, nén
mudn truc tiép tim dén dat hang voi chung to1. Thé nhung, do vuong mic vé giao kéo v Intel, chung
t61 danh phai nghién rang dé cho Intel kiém mot khoan 161 16n. Vi thé nhitng thuong vu Ve phan mém
phong chong virus may 1é ciing bi va lay. Bo phan nghiép vu ctia chung t6i da phai c6 gang kiém ché,
thuong d6 nguyén nhan kinh doanh kém hiéu qua cho ban giao kéo lién minh sach luoc d6. Mat khac,
Intel mat nhin thi thém thuéng nhu ho déi, da tam thi 16n hon ai hét, mot mit vira ep Trend Micro, vira
1én lut giao dich v&i Symantec. Di Hoa 1a ngudi biét rat rd sach luge lién minh rat quan trong ma
cling khong thé nhin thém nita, rat mudn thoat khoi Ung vo moi[2], (tén goi hai hudc khac cta Intel), tur
minh cét canh bay 1én bau trdi xanh bao la.

Vi tirc gidn ma cat canh bay cao

Néu mubn tymarketing tai My, ching ti s& phai bat dau xdy dung thwong hiéu ctia riéng minh. Dé 1am
duoc diéu ndy, viéc chuan bi chu toan 1a rat can thiét nhu phai dau tw mot khoan tién 16n, dich vu hau
mai cho khach hang.. Nhirng diéu nay 13 yéu té quyét dinh viéc 1am an sau nay. Boi khach hang & My
yéu cau rat nghiém ngit, sorang con kho tmg pho hon ca Intel.

Chiing t6i tirng ném mui that bai, chiu nhiéu thua 18 & thi truong M. Cong viéc marketing phin mém
phong chong virus PCR chua day hai nim da bi that bai, cho nén khi ServerProtect vira moi ra 1o, toi
lién déc toan luc hop tac voi Intel. Toi hiéu rang, néu mubn dugc tu do tung canh trén bau troi bao la
rong lon cua nude My, trude tién can phai c6 dbi canh ctg cap chac chan, “Canh dai bang khong biét
da qua may nghin dam; Trc ma bay, canh s& nhu may gitra tro1”. Nhu vay, ching to1 moi co thé bay
1én cao. Néu gidng nhu con chim sé chi ¢ thé quanh quan trén mit dat hay bay 1a 13, thi chi bang
chiing t01 ctr viéc cudi trén do1 canh cua Intel ma bay cho d& mét.

Viéc kéo dai giao kéo ndm nam 14 nd lyc rat 16n clia ching toi. M6i quan hé giita chung i va Intel
cling c6 luc phai két thuc. S6m mudn gi chiing t61 cling phai c6 thuong hi¢u ctia riéng minh. Tam nhin
xa trong rong cia Minh Chinh mé1 1a doi canh that sy cia Trend Micro, anh ay ludn tinh toan k¥
ludng.

InterScan vira méi bat dau thanh hinh, mic do tiép nhan thi trudng van chua cao. Trong khi do,
ServerProtect lai la san pham quen thugc va dang phat trién. Hién nay, d€ dam bao 1g¢1 ich 16n nhat,



chung t6i van phai thu tién ban quyén cua Intel. Ching t61 phai dan dan xay dung, cting c6 thuong hiéu
va thue luc, doi dén luc thoi co chin mudi méi vach 16 gidi han voi Intel.

Pay duwong nhién 13 udc vong vo cung kho khin va Intel khong phai khong biét nudc cd ctia ching toi.
Nhét dinh phai nhugng bd méi co thé gianh dugc tu do trong chirng myc nhit dinh, dé dan dan dat uéc
mudn 13 ¢o thuong hi¢u riéng. Minh Chinh nhiéu 1an hoa giai véi Intel, duara rat nhiéu sy liwa chon
khac nhau, cudi cung, ky tlep giao kéo cdi tréi hai nam. Trend Micro tiép tuc hd trg cho Intel day
chuyen san pham phong chdng virus, nhung s& han ché ché do Scan. Intel tiép tuc duoc quyen tiéu thu
san pham nhin hiéu Inter Landesk virus Protect. Trend Micro lai kinh doanh tiéu thy san phim
ServerProtect, tuy déu 1 con trong nha nhung lai khac tén nhau. Néu cang thang xay ra, Trend Micro
danh phai nhwong bac dan anh Intel, khong dugc phép tranh chip dia ban. Sb tién ban quyén s& giam
manh tir 17% xudng con 7%. Piéu nay dbi vi mot cong ty dang chuan bi 1én san giao dich nhu Trend
Micro giong nhu mdi quy mat di hang triéu do-la 1ai rong, nhat dinh phai dua vao thuc luc nghiép vu
ban hang cta minh dé bu dap ton that. Do vay, ap luc 14 rat 1on. Pay 1a cai gid dau tién phai tra néu
mudn c6 duoc thuong hiéu riéng.

Tir mbi quan hé hop tac chit ché cho dén giao kéo coi troi gitta Trend Micro va Intel, ching t6i da
giam bot duoc ndi kho bi ngudi khac quan ché. Intel ciing duoc coi tréi ma cam thay ty do, bat dau
lién két m6i voi Symantec, IBM ma khong quan tim dén thi trudng phong chdng virus mang Internet
dang 1én. Nho d6, Trend Micro giit dugc quyén marketing san pham InterScan, dit budc dau tién trén
con duong xay dung thuong hiéu cta riéng minh, bat ddu mot cudc hanh trinh doc lap.

Huong vi ngot ngao

Nam 1998, giao kéo kéo dai v6i Intel da hét han, chinh thirc chAm dit moi quan hé ty thac marketing
vo1 Intel. Trend Micro tung co phjéu ra thi truong Nhat Ban. Intel tr¢ thanh cd dong vai 2% cod phén
Phan mém phong chdng virus cong mang InterScan va ScanMail, phan mém mo rong ServerProtect lan
luot gianh vo s0 giai thuong O thi trudng chau My, lién tiép bon ndm vinh du duoc Tap doan tu vén,
c¢d van va nghién ctru cong nghé thong tin toan cau Gartner Group tin ding,

Trend Micro bét dau c6 tiéng tim & My, “vii khi bi mat ctia Intel” khong con cam tam mai danh an tinh
nira. Dya vao san pham sang ché va thanh y phyc vu khach hang, tia sang khong gidu ndi d chiéu roi
vao thi truong tu van tién tién nhat ctia M.

Nam 1999, Intel ky hop dong trao quyén cho b phan dich vu toan cau ctia IBM ban phan mém
Landesk Virus Protect. Sau do, Intel cling ban lu6n dir liéu khach hang cho Symantec. Khong lau sau,
Intel chinh thire rat khoéi thi truong phan mém chdng virus. Bo phin ¢ Ung dung mang cua Intel bi kim
kep trudc chinh sach tip trung san xuat chip. B6 phan nay ngay cang xuong déc, dén nay da roi vao
tinh canh kéo dai hoi tan, di khap cac noi dé tiép thi ban hang. Trong hai nim 2001 va 2002, b phan
dau tu cua Intel cd gang xoay chuyén tinh thé, nhiéu 1an dé nghi Trend Micro mua lai by phan ing dung
mang, mdi 1an lai dua ra murc gia hap dan hon. Nam do, ddi tac trén ban dam phan la nhing quan chire
cap cao cua Intel. Dén nay, ho déu tré thanh nhitng dong nghiép ma ching toi hét 1ong tin twdng, nhirng
nguoi da cong hién va 1am viéc hét minh vi thuong hiu cua Trend Micro. Ho khuyén chung 01 dung
phi tién mua lai bd phan tmg dung mang vi tit ca moi nguoi déu d3 bo di hét va nhitng gi con lai chi 1a
mot cai xac kho. Ngay ca mot tap doan tiéng tim lung 13y nhu Intel ciing khong ctru van dugc tinh thé.
Niam 2001, ngudi ban than thiét ctia ching toi, Tong Giam dé¢ Ed Ekstrom tir chirc. Dén ltic nay, gitra



Trend Micro v&i bd phan ing dung mang ctia Intel da cit dut moi quan hé. Trend kién quyét di trén
con duong thuwong hiéu riéng ma khong he hoi tiéc.

Thuong truong nhleu bién dong khong co chuyén gi 1a khong thé xay ra, nhin lai ching dudng da qua
thuong khong nen noi long thuong cam. May man la ndm do6 ching t61 da diing cam noi 101 tr biét voi
cudng quyén, cuong quyét thoat khoi cai bong cua OEM, tu xdy dung thwong hiéu riéng cho minh.

Sau do, Trend Micro tan huong huong vi ngot ngao cua doéi canh tung cao. Co phai Trend Micro dé
nam bat dugc bi quyét tung cao dbi canh trén bau troi rong 16n hay khong? Khong cé stre chiu tai cua
doi canh chim ung thi n6 co thé bay cao dén dau, bay xa dugc bao nhiéu? Tuy sai canh vung Ve, khong
tranh khoi nhiéu dau khd, nhung cam giac dugc vay ving trén bau troi tu do, doc 14p, nim chéc
phuong hudng, méi ngot ngio thi vi biét bao.

Khuc bién tau thi hai: “Tréng danh xudi kén thdi ngwoce”, hdn loan ching ai gidng ai (1998 - 2001)

Tan huong cam giac ngot ngao do khong chi c6 mot minh t61, ma nhitng vi giam dbc bo phan marketing
khéc ciing d3 ném qua huong vi nay. Dau nam 2001, t6i noi rd diéu nay tai hoi nghi marketing toan cau
ctia Trend Micro, khién moi ngudi ngdi & dudi bat cudi:

“Chung ta tam coi minh nhu mot khach hang ciia mot doanh nghiép qudc gia, mé rong marketing cong
nghé Trend Micro trén toan cau. Hay xem chiing ta da tao mdt an tugng chung nhu thé nao.”

To61 chi vao nhitng quang cdo ctia Trend Micro & khap noi trén thé gioi:

“Nhin kia! Tai Nhat Ban, chiing t61 1a ba chu, 1a s6 mot. Tai Pai Loan, di cho Ton Ngd Khong c6 72
phép bién

héa cting khong thé troi bude duge ching t61. Tai Phap, troi xanh may trang moi co thé thé hién dugc
tam nhin xa trongrong trong vigc phoi hop phan mém cua ching toi. Tai MY, nhan vién ctia chiing t6i

ngu rat ngon gidc, mic cho cac cong ty canh tranh ¢ 1at tung ca troi dat l1én. Tai nudc Anh.... duong

nhién, phai dung dang ve c6 kinh m6i 1am néi bat duoc nét van minh c6 kinh ctia dat nudc minh. Tai

Han Quéc, hoa ra Trend Micro chi 1a mot gi mu di theo con chd dan duong.”

T6i cb tinh chim biém thai qua kiét tac quang cdo clia cac cong ty, cong ty nao bi chi midt goi tén cling
déu to ra ling tang, ngudi khong co lién quan thi 6m bung cudi. Sau bang quang cao, mdi bang mot ve
day sang tao, da néu bat chinh sach marketing cta cac chi nhanh Trend Micro trén thé gidi. Mdi chi
nhanh déu co6 céach riéng, khong tuan theo mot cach chung.

“La Tong Giam dbc giam sat marketing toan cau, ddy 14 nhiém vu cua toi, sai 1am cua t6i.”

Tiéng cudi chot dut quing, t6i 1ién noi thém bang giong diéu ¢ chat thwong cam:

’La to1 chua xac dinh 0 t6 chirc, chua tim hi€u o rang cac ké hoach marketing toan cau, chua cung
cap nhirng phuong 4n quang c4o thong nhat cho cac vi.”



Mot bau khong khi im ling bao trium phia dudi. Moi ngudi khong xac dinh duoc nudce co tiép theo cta
to1 s€ nhu thé nao, cho nén khong biét phai phan ing nhu thé nao cho phu hop.

T6i ludn tinh toan ki trong dau vé phuwong hudng to chirc cia Trend Micro trong twong lai. Toi hiéu
qua rd su hinh thanh cac t6 chirc trén toan cau va lich sir hinh thanh cho dén ngay hom nay cua Trend
Micro, cting nhu hiéu qua 16 nhitng uu, khuyét diém ctia ban than: vira 1a giam dé¢c marketing, vira 13
Vo clia tong giam dbc va dong thoi 13 ngudi sang nghiép Trend Micro.

Sach lvoc mém déo

Khi mdi thanh 1ap cong ty, tdi cing vdi Minh Chinh doc hét stre di tién phong m& duong tai cac nudc
My, Nhat Ban, con Di Hoa tao dung sy nghiép tai Dai Loan va Bong Nam A Bai nén vin hoa & moi
noi khac nhau, mdi ngudi ching i trién khai & noi ma minh hiéu nhat, ty nd lyc, nhirng san pham
gidng nhau ciing c6 thé ap dung sach lugc khéng gidng nhau, chi can ting truong loi nhuan 13 duge. Do
do, san ph'ém & Nhat Ban c6 thé goi la Virus Buster, con chau Au1a PC-cillin va & Pai Loan 1a mot
tén goi khac. Tham chi, bao bi dong goi ciing theo hinh thirc thiy dting thi 1am. Ching t6i chua tirng co
cac quy dinh nghiém ngt, ciing khong can thiép vao bat ky sach lugc thic day ban hang ciia cac chi
nhanh.

Trong bay nam lién minh chién lugc voi Intel, vé co ban, Trend Micro khong duoc phép marketing
phan mém phong chdng virus ServerProtect bang thwong hiéu ctia minh. Nhung cling thoi gian d6 ¢
Pai Loan, Nhat Ban, chiu Au, cac thwong hiéu nhu PC-cillin, Virus Buster ngay cang noi tleng Trend
Micro 12 mdt cong ty 1dy khoa hoc ki thuat lam so trudng va ciing bat dau ndi danh. Sau khi két thiic
hop ddng véi Intel, Trend Micro ham hé theo dudi thi truong & My va nhitng phan mém chdng virus
nhu InterScan va ScanMail. .. ngdy cang pho bién.

Tuy nhién, vi thé trén thi treong cta cic cong ty chi nhanh tai cac nudc khong dong déu: co cong ty trd
thanh ba chu cua khu vuc (nhu & Nhat Ban, Pai Loan, Ptc, Achentina), c6 cong ty ding thir 2, thir 3
(nhu & My, Italia, Phap, Brazin), nhung cling c6 nhiing cong ty luon bi cac cong ty khac chén ép (nhu &
Han Qudc, Anh). Vi thé khong giéng nhau, sach lugc marketing duwong nhién cé nhiéu chd khéc biét.
Pé dap tng nhirng nhu cau khac nhau va linh hoat diéu chinh sach lugc, cac nhin vién cta chung toi
phai that sy xong tran, hoc hoi tir thyc té thi truong, Day 1a mot trong nhiing 1o1 thé ctia sach luge
marketing, giup ching t6i tranh ngdi ba chu trén thi trudng toan ciu. Va nd ciing giai thich 1y do céc
cong ty chi nhanh ciia chiing t6i tuy ding ngudn vén it nhat nhung van phat huy duoc so truong va 1an
lugt vuron 18n vi tri hang dau & cac noi dit chi nhanh.

Céc cong ty chi nhanh cua ching t6i & Ptrc, Phap, Italia, Brazin, Achentina... déu duoc hinh thanh tir
viéc sap nhip cac cura hang phan phéi san phém Téng giam ddc nhitng cong ty chi nhanh nay déula
nhirng nha khai sang thi truong, doi dao tinh than 14p nghiép. Chan thanh, cam hoa nhau bang tinh thin
1a cai gbc co ban trong mdi quan hé hop tac ciing hoi cting thuyén ctia chiing toi.

Nhung thoi ndo thé dy, gio day, sau 20 nam sang nghi¢p, Trend Micro da d6ng thoi c6 ¢6 phiéu trén thi
truong Nhat Ban, My, gia tri xap xi ba ty d6-1a M§. S¢ trudng trude day khong nhét thiét phai 1a vl
khi canh tranh 1gi hai ctia ngdy hom nay. Nhitng kha ning bi coi nhe trong qué khir lai chinh 1 nhu cau
tat yéu ctia ngdy hom nay. Néu nhur khong thé cam nhan nhitng chuyén bién cua thoi thé, dé nhanh chong
sira do0i sach lugc, cai thién thé chat, e rang thoi co vira dén da nhanh chong bién mat. Thuong trudng



ciing nhu chién trudng, khong thing tat bai, trong sy canh tranh khoc liét trén thuong trudng, khong
biét img bién s€ nhanh chong bi dao thai.

Pau nim 1996, chiing toi bat dau quy hoach lai thi trudng Nhat Ban. Blet rang hop dong lién minh voi
Intel hai ndm sau s& chdm dut, t61 va Minh Chinh ban luan vé tinh tat yéu ciia viéc phat trién thwong
hiéu Trend Micro trén toan cau, bat dau quy hoach lai hé thong CIS (Corporate Identification System)
12 budc thir nhat ching t6i quyét dinh thyc hién.

Biéu turgng mau do cua cong ty

Moi ngudi ding cho rang 1am giam doc diéu hanh, tong giam d6c marketing hay 13 ngudi sang nghiép,
thi chi can ra 1énh mot tiéng va c6 thétily ¥ hanh sy. Tdi hiéu lich sir va van hoa cua Trend Micro, va
biét rang néu mudn thic day CIS, trude tién phai gianh dugc suing ho chan thanh cta tong giam dbc
céc chi nhanh. Mudn c6 duogc suung ho cua ho, phai sém dua ho tham giathuc hién cac ké hoach sach
luge. Trend Micro 1udn thanh 1ap cong ty chi nhdnhdcac nudc co nén din cha cao nén rat kho chap
nhan chinh sach ap luc cao, cudng ché chiap hanh chi khién cho ngudi ta khong dé y dén minh. Pay 1a
nguyén tac bat thanh vin trong quan 1y nhan sy toan cau cta Trend Micro lac do.

Mudn moi ngudi vui vé tiép nhan hé théng CIS, t6i quyét dinh thiét ké nhiéu phuwong an xdy dyng hinh
tugng théng nht, nhit dinh s& tao ra cudc tranh luan nhu mot “cudc thi hoa hau thé gidi” v0 cung hao
hirng, dé cac cong ty chi nhanh gop strc dua ra phuong an toi wu. Phat bleu tai hoi nghi qubc té hang
nam ctia Trend Micro, thong qua bau ctr boc thim, cudi cliing méi quyet dinh, mau doé s€ 1a mau sac
chi1 dao, 14y chit “T” mau do lam tiéu chi cua Trend Micro trén todn cau.

Nho lai thoi ky dau chiing t6i phai ¢ gang chdng d& lai cac thé luc canh tranh, ké ca viéc “mau do
qua glong v6i quoc ky cuia nudc Nhat”, “sao khong d6i tén cong ty thanh E gi gi di”, t61 va Minh
Chinh bat giac cam thay budn. Pén ngiy hém nay, Minh Chinh van thich tréu choc nhitng nguoi phan
doi dau tién:

“QO! Chir T mau d6 nay khong duoc, hay 1a ching ta doi sang mau thiét ké khac xem sao?”

Nhin cac vi giam d6c da tirng ra mit phan d6i, dén bay gid voi vang thira nhan minh yéu thich chit T
mau do, chiing to1 dua mat nhin nhau, cam thay rat ha hé.

Keét qua ctia “Cudc thi hoa hau thé gi6i” 1a Nhat Ban gianh giai nhat, roi lai phai mAt nira nim chuan
bi, cudi cung ching t61 cling bude duge bude dau tién trong quy hoach thuong hi¢u toan cau. Nam
1998, Trend Micro chinh thirc tung c6 phleu ra thi trudng, dong thoi quang cdo khip noi trén thé gidi
bleu twong chir T mau do tuoi, tuyén bd véi moi ngudi dién mao moi cua minh. T61 cam thdy mot
niém kiéu hanh lan khip co thé. Pay 1a Trend Micro, ddy 12 moc danh d4u tinh than Trend Micro trén
todn cau, bat cir ai trén thé gigi nhin thay biéu tugng niy 1a nghi ngay dén cong ty phan mém phong
chdng virus mang doc nhat v6 nhi.

Sau khi tung cé phiéu ra thi truong, toi biét s& phai tiép tuc day manh viéc ban hang trén toan cau. Vi
vay, bo phin tong diéu hanh ban hang ra doi. Téi truc tiép quan 1y bo phan nay, cac trg Iy ban hang
ctia nam chau bo cio vai t6i va véi giam dde cac khu vuc. Sau do, hé thong diéu khién va quan ly
trung wong mGi chinh thirc ra doi. Chung toi thuong mo hoi thio, dua ra dinh hudng chung dé mdi



ngudi thue hién trén timg khu vuc. Trong tinh hinh du toan ban hang van con han ché, diéu hanh cong
vi¢c nhu vay c6 rat nhi€u thuan 11 va hi¢u qua.

Tom Cruise hay phu nhan chu tich hdi d@)ng quan tr1 méi

Cudi ndm 2000, t6i vaPho Giam ddc Marketing khu vue chau A-Thai Binh Duong M2 Vian Quyén
cung nhau hi¢p lyc, bang phuong thirc tiét kiém nhat hop tic véi cong ty quang céo ctia Pai Loan thiét
ké quang cao san pham, lai nai ni nhan vién giam sat cac cong ty chi nhanh cho dang phuong an thlet
ké théng nhit, chon dung éng nghe bénh lam chu dé, phat trién mot loat quang cdo san pham phan mém
phong chdng virus vong tron d6 trén nén miu trang, git hai dugc két qua ruc rd trén toan cau. Nhung
khéng ngd cac ddi thu canh tranh 1ap tirc dudi theo sau, ¢d tinh ciing str dung thiét kédng nghe bénh
twong tu dé quang cao ram beng. Du toan marketing ctia holudén luén gip mudi 1an so v6i Trend
Micro, vi tri hang dau bi hocudp mét khién chiing t6i & vao thé yéu, rat nhiéu cong ty chi nhanh bat
dau 4m tham thay d6i quang cdo dng nghe bénh, tim bién phap khac dé hanh déng. Sau ndy, cac giam
ddc bod phan marketing tai Uc, My chiu trach nhiém vé ké hoach quang cao cua ddi thu noi cho chung
toi biét, diéu ma hoso nhat chinh 13 Trend Micro giéi véky thuat, bat dau tang cuong luc lugng
marketing toan cau. Cho nén vira nhin thiy Trend Micro quang cao “thiét biéng nghe bénh” cua trén
toan cau, holap tirc tham do va dua ra sach lugc quang cao quay rdi, khong ngo lai c6 hiéu qua, khién
cho k¥ thuat Trend Micro bi r6i loan.

Cung thoi gian d6, viéc ung ho Minh Chinh ting quyén cho cac giam ddc cip cao va ké hoach
marketing san xuét thoi ky dau san pham mdi Gate Loke khién toi ban toi mat toi mii. Toi di dé cho
cac cong ty chi nhanh tyr quan 1y cong viéc marketing. Khong bao 1au, bao nhiu cong lao trudc day
déu d6 hét xubng song xudng bién, cudi cung lai trd vé canh manh ai ndy lam, khong tuan theo mot hinh
twong nhat dinh. Toi khong co phuong an phong bi tir trudc va ciing chua tirng toan luc phong ngu bo
phan marketing tip quyén nén trong tinh thé h5n loan nay, duong nhién khong thé do trach nhiém cho
nguo1 khac. Trong hoi nghi marketing toan cau dugc to chirc vao nim 2001, t6i thang than nhan khuyét
diém vé minh, dong thoi cling bay to quyét tim cai tién.

T6i n6i v6i khoang 40 vi giam déc bd phan marketing toan ciu cta Trend Micro:
“Nhét dinh phai c6 phuong an giai ctru. Tong s6 doanh thu ban hang trén todn cau ctia chung ta tinh
dén ngay hém nay xap xi chiém 14% tong dy tinh, vuot qua 30 triéu do-la My. Neu chiing ta biét st

dung hop 1y s6 tién trén va doan két, chung ta hoan toan ¢ thé phan phdi ngudn tién mot cach hop 1y,
ca Cong ty Trend Micro déu c6 1oi.”

Tiép theo, t01 cho chay mdt slide:

“Pay chinh la con at chu bai cta ching ta.”

Moi ngudi chd doi chinh sach cling ran ctia toi.
“Téng giam d6c giam sat bd phan marketing mai...”

Trén man hinh xuat hi¢n mgt Tom Cruise vd1 nu cud1 vo cung rang rd, moi ngudi cudi nghiéng nga.



“Anh ta chua chic nhan tir bang t6i, nhung chic chin c6 strc hap dan hon toi, c6 thé thau tom sach
lugc marketing toan cau cua chung ta.”

T6i ra vé than bi tiép tuc nhan phim, trén man hinh lai xuat hién mot ngudi phu nit béo niic nich, cha
thich bén canh: “Ba xa mod1 cua Steve”. To1 noi:

“Hoac la Steve phai léy mot ngud1 vo khon ngoan khac dé 1anh dao bd phan marketing toan cau,
nhung t61 dam bao dam khong bang ba vo duong nhi¢m nay.”

Moi ngudi cang cudi to hon, ai cling thich tréu choc moi quan h¢ vo ché)ng gitra t61 va Minh Chinh,
chung t61 cling thuong hua theo gop thém bau khong khi vui veé.

“O! Khong, Jenny, chung toi tng ho chi, khéng dé cho Steve thay ba xa khac dau.”

Raimund Genes, Tong Giam ddc khu vuc chdu Au, ngudi da ting c6 quan hé than thich véi t6i, ngudi
trude hét nhan ra sy bat dac di va quyét tam khong thé 1am khac sau khi t61 choc cuoi. Rat nhiéu ngudi
vO tay theo va noi:

“Pung, dung, Jenny, ching t61 ting ho chi.”
To61 mim cuoi:

“Néu cac ban tng ho t6i, xin hily cting hop tac vdi t6i. Chung ta cting nd lyc vi marketing toan cau cua
Trend Micro trong giai doan ti€p theo.”

Thién 1y ma xuét phat lai tir dau

T6i d4 ha quyét tim can phai tim duoc Thién 1y mi (Ngwa nghin dam) dé dan dét Trend Micro budc
vao cudc hanh trinh marketing nghin dam. Ké tir khi sang nghiép dén nay, to1 luén tyr dong vién minh,
ngdi vao vi tri ndy, bang mbi quan hé v4i moi ngudi, toi song giira moi quan h¢ ban be dugc diéu hoa
nhip nhang, khuyén moi ngudi cung d6ng tam hiép luc vi sy phét trién cua Trend Micro, t6i ciing hiéu
16 kha nang 1on nhat ctia minh chinh 1a mot thtr “keo dinh”, tap hop déng dao nhirng nguoi khong cung
mau da, qudc tich dudi sy 1anh dao ctia Minh Chinh, budc trén con dudng thwong mai quéc té gian
truan.

Nhung dén hom nay, nhiém vy mang tinh giai doan “keo dinh” nay da hoan thanh, cac diéu 1& quy tic
khi cong ty tung co phiéu ra thi truong va phtc lo1 ty nhién giip moi nguoi gin két lai thanh mot khoi.
Giai doan tiép theo 1a canh tranh. Chiing t61 can mot nha 1anh dao c¢6 nang luc, kién thire ky thuat virg
vang, c6 di kha nang thiu tom chién lugc phat trlen san phim va sach lugc marketing toan cau thuong
tra & “chién trudng” My. Anh ta nhat dinh phai gidng Tom Cruise, c6 ban linh cong thém kha ning 1anh
dao hap dan, c6 stc thu hut, 10ng quyét tim cao. Khong nhirng thé, giam déc méi cua bo phan
marketing toan cau con can phai c6 tham vong va 1ong can dam, c¢6 kha nang chi huy, du toan, sach
luge,co tam nhin xa va hanh dong c6 suc 161 cudn nguo1 khac méi co thé hoan thanh nhiém vu nay.

Tiép theo, t6i n6i rd hoan canh khé khin ctia thwong hiéu toan cau Trend Micro. Chiing t6i phai ra sirc
chan chinh hai diém chinh sau. Thtr nhat,chién lugce quan 1y san phamphai thong nhat véi chién lugc



marketing toan cau. Chiing ta khong nén dé tinh trang ngudi trudc phu thudc vao bd phan nghién ciru
phat trién san pham, ké sau lai phu thuc vao b phan marketing. Sutach biét nhu vay gay ra chénh
1éch hai bén, lam suy yéu kha ning chip hanh sach luge cua Trend Micro. Thir hai,marketing hop nhat
di doi voi quyén luc tap trung: don vi marketing cua tong «cong ty phai dugc giao toan quyén va trach
nhiém.Chi ¢6 nhu vay, ching toi méi c6 thé thuc hién chién lugce thuong hiéu thong nhat trén toan cau.

T6i ciing thing thin noi vé nhitng kho khin khi dwa chién lugc vao thuc hién trén thyc té. Mot 13, vi toi
thuong di cong tac cung Minh Chinh, cong viéc qua nhleu khong thé chuyén tAm quan Iy hang ngay;
hai 14, vi t6i c6 sang kién nhung it bén bi chuyén tAm, trién khai phwong an méi co chut it tiéng tam,
nhung lai khong thure hién lién tyc va chua sat sao don déc, thic giyc nhan vién cap dudi. . Day ciing
khong phai 1a s¢ truong cua to1. To1 co thé tiép tuc dan dit vé phuong hudng va nguyén tic ban hang,
nhung trén thue té, dé quan 1y sat sao hon, ching t6i can c6 thém mot vi pho tong giam ddc diéu hanh,
nhu vy mdi c6 thé toan tim toan luc cling nhau vuot qua khé khin nay.

Puoc moi ngudi hiéu va dong tinh, dng Nick Dederer, vi COO (giam ddc san xuat) cua ching toi bat
dau hanh dong, tich cuc tim kiém nguoi co6 thé ganh vac nhiém vu di€u hanh hoat dong marketing trén
toan cau cua Trend Micro.

Con duong thuong hiéu ctia Trend Micro dang tréng danh xudi kém thdi nguoc, can phai chuyén sang
mot lan diéu khac, di lai tir dau.

Khuc giao hudng: Ca thé gidi chudng mau do (2001 - 2003)

Mua he ndm 2001, t61 va Minh Chinh di vao mdt toa nha van phong kiéu hau hién dai ma trude day la
mot nha kho & gn san bay. Py 1a tru s¢ chinh ctia Cong ty quang cdo Ao-My tai Los Angeles. Canh
ctra chinh 12 hai nhan vién con rat tré, lich sy chao don chung t61. Khi ctra vira mé ra, mot diéu nhac
vui tai vang 1én. Trén man hinh 13 hinh anh Trend Micro, trong d6 ¢6 tim hinh ctia t6i va Minh Chinh
kém theo nhirng dong van tat vé lich sir hinh thanh va phat trién ctia cong ty. Doc hanh lang treo rat
nhiéu tranh. Va cudi ciing, trudc mit ching t6i 12 ddm dong nhan vién ctia Ogilvy & Mather dang v
tay mim cudi. Khung canh dén tiép nhu vay khién ngudi duoc chio don cam thay vinh dy tu hao.

T6i va Minh Chinh dwa mét nhin nhau ngdm hiéu y, dy chinh 13 noi chiing t6i chon 1am quéng céo sau
hon 20 nam 14p nghiép. Vi chi phi mdi nam 1a 30 triéu do-la, trong thoi ky nén kinh té suy thoai,
ching t6i dugc hoan nghénh chao dén nhu vay, huéng mot chit hu vinh ciing rat dang.

Cong ty quang cdo 1on nhat toan nudc My phuc vu cho Symantec von 1a doi thii ctia ching toi, bat dau
tir day lai ké vai sat canh, tic chién toan cau voi Trend Micro. Doc ddy hanh lang ctia toa nha dugc
trang hoang ndi bt v6i hai mau d6 va den, ngdm bay to rang chung tdi 14 ngudi ban dong hanh tot nhat
trong 1inh vyc marketing.

Tam nguyén chua thanh

D6 12 mua hé gian kho nhat ctia chung t6i. “Bong bong nd tung” anh hudng nghiém trong dén khach
hang, va 1am tham hut doanh thu ciia chiing toi. Chiing t6i ¥ thirc dugc can phai nim bat dugc thoi co
dé cho khach hang trén toan thé g161 hiéu duoc thuc lyc cua Trend Micro thi mdi c6 thé ciru van duge
con song gid nay, khong bi coi thuong la d@)ng bon cua bong bong. Pé dat dugc muc tiéu trén,
marketing toan cau phai thong nhat. Toi cam thay luc bat tong tim, cho nén tich cuc yéu cau tong giam



ddc mau chong tim kiém mot pho tong giam ddc bo phan marketing c6 kinh nghiém chuyén tAm chiu
trach nhiém vé marketing toan cau, dé toi sém chuyén tam hd trg cho CEO vé mit sach luoc va hoa
giai ndi bo. Minh Chinh hiéu duoc ndi kho tAm ciia t6i, cling biét toi khong nd bo cong viéc tiép thi da
theo dudi hon mudi ndm. Anh an can hoi t6i:

“Trong linh vuc marketing, em con tam nguyén gi chua thanh?”
Khong ai hiéu vo bing chong, anh iy khong mudn i c6 diéu gi phai hdi tiée.

“Em d3 gitr chirc 12 nam. T trude toi nay, Trend Micro khong phai bo ra mot s tién 16n dé chan
chinh marketing toan cau, thuong 1a mot sb tién von it nhat nhung dem lai hiéu qua cao nhat, ma dat
trong dlem tiéu pha vao viéc danh gia san pham c4 biét va tuyen truyen cho bao chi. Ngay hom nay
ngudn von ctia ching ta doi dao, thi lai phin tan ra cac nude, néu mudn ning cao hinh twgng ctia Trend
Micro trén toan cau, nhat dinh phai chinh 1y du toan dé mong c6 hinh twong thong nhat.”

Tbi ndi 1ién mot hdi, Minh Chinh thi gat dau cong nhan, to1 tiép tuc thu thi tAm nguyén marketing cta
minh:

“Cac san pham cua ching ta déu dat nhicu giai thuong, dich vu cling dugc khach hang chip nhan,
nhung nhirng nguoi biét vé Trend Micro chi giéi han ¢ ogiam dbc va nhan vién ki thuat trong gidi tu
van. Giam dbc tai chinh hay nhitng vi 13nh dao cao cap khac thuong khong nhan thirc 16 gia tri cua
ching ta. Trude day, ching ta ludn coi trong quang cdo cac san pham cé biét. Mic du co giup ich cho
nghiép vu cua ching ta, nhung hi¢u qua thuong hi¢u bi phan tan. Em nghi thoi co da dén.Nén tang san
pham va dich vu cua chung ta da ving chic.Luc nay, ching ta nén dua ra hinh twong théng nht cua
mot cong ty md1 dugc chan chinh thé hién day du nd1 ham thuc té ctia Trend Micro va nhitng diém
khac biét voi cac ddi thu canh tranh. Pay 1a cach duy nhat c6 thé giup ching gianh duoc sy tin nhiém
clia cac giam dbc cap cao.”

“Anh d6ng y, ching phai 1a chiing ta dang tim pho tong giam d6¢ marketing dé ganh vac trach nhiém
16n lao nay sao? “

Minh Chinh ngat quing bai luan vin dai 1& thé ciia toi.

“Nhung néu giao céng viéc ndy cho mot phé tong giam doc it kinh nghiém thi nhat dinh cac cong ty chi
nhanh s& phan d6i manh mé. Em d ting trai qua kinh nghiém ndy, nén ciing c6 thé dé dang bat tay vao
viéc. Em nghi chung ta tim mot nha dai 1y quang cao danh tiéng thé gidi dé hop tac, thic day ké hoach
chinh d6n marketing toan cau thoi ky dau, dé nhitng ngudi ké nhiém c6 thé hoan thanh cong viée dé
dang hon.”

“Em dtng ra lam dwong nhién 1a t6t nhat, nhung nhét thiét phai chi mot khoan tién 16n dé tim mot dai
1y quang cao ndi tieng sao? Trudce day ¢ Pai Loan em van lam dugc ma?”

“Mic du Trend Micro toan cau déu chon dung quang cao ng nghe bénh, nhung khong that sy hai long.
Chung ta thanh cong chéng qua la nho vao su tin cay tich cop tir nhiéu ndm, budc moi nguoi nhét dinh
phai dung, du toan ciing khong phan phdi thong nhat, cho nén ching ta dan dan mat thé chi dong, cac
cong ty chi nhanh ching bao 1au lai mdi ngudi mot phach.”



To6i da ting c6 st thiic day chinh don marketing va chi thiéu chit nita thi thanh ma hoa ra hong viéc
nén cling hi€u dugc nhirng kho khan cta ngudi gitlr vai tro chinh.

Néu khong c6 sy hiu thuan ctia cong ty quang cao danh tiéng trén thé gidi thi e rang cang kho day manh
chinh don.

Ngoai ra, to1 cling la nguoi ich ky va cau tién.

“Cong viéc marketing trudc day c6 thanh cong c6 that bai, bi han ché boi thudng xuyén phai thoa hiép
véi cac loai hoan canh. Toéi mudn duge thir nghiém lai mot 1an nira, tim ra dinh vi marketing that su
phi hop v&i ndi ham Trend Micro, 1am ndi bat hinh trgng mot cong ty hoan toan méi mé, uu tién hang
dau cho k¥ thuat va wu tién thir hai cho marketing.”

Giir chire vi Pho Tong Giam ddc Marketing 12 nam, dén bay gio t61 van khong thé biang cac ddi thu
canh tranh trén thi truong chdu My, nhung t61 biét minh van chua déc hét strc, trong long c6 do1 chut
héi tiéc. Toi rat mudn hop tac voi cac cong ty marketing ndi tiéng trén thé gidi, dé xem minh that sy ¢o
du kha ning xoay chuyén duoc can khon hay khong, xem c6 diing 14 bo cang nhiéu tién thi hiéu qua
cang cao khong. Phai ching 1a tir trudc dén nay t6i ludn qua bao thu?

“Nhic dén hinh trong cong ty, gan day trén tap chi Business Weekly cia My dang tai viéc Interbrand
dé chon ra 100 thwong hiéu san pham 16n c6 glatri nhit trén thé gidi tir trude dén nay, dimg dau la
Coca-Cola, thir hai 1a Microsoft, cac san pham khac da s6 1a ctia cong ty M. Diéu d6 cho thiy vé mit
thuong hiéu, nudc My thudc dang cap cao, nén thuong hiéu cta ching ta rat yéu thé & My. Ching ta
can 1én ké hoach & My, co thé 1o1i dung nhitng diém manh ctia chi nhanh & My.”

Chung t61 s€ hoach dinh sach lugc hé théng CIS tai Nhat Ban, thiét ké quang cao 6ng nghe bénh '[é;li
Dai Loan, con bay gio la nudec My. Tai sao khong thir hop tac véi mot cong ty quang cdo danh tiéng
tai New York?

Du toan bao tay

Lac bay gid, Minh Chinh thuong lugng voi giam ddc tai chinh. Can ctr theo du todn nim tiép theo, dé
duy tri mirc 191 nhuén dy tinh, chi phi marketing ctia cd ndm c¢6 1€ vao khoang 30 tri¢u do-la. bay la
mot s6 tién khong 16 v6i Trend Micro, nhung dbi véi cac nha quang cao danh tiéng trén thé gidi thi chi
1a chuyén nho. Ching t6i ky vong mirc dy toan trén da bao gdm cac hoat dong quang cao cua 22 cong
ty chi nhanh quan trong trén thé gigi, hién dang phan tan trén cac phuong tién truyén thong,

Lién sau d6, ching t61 mo1 Robert Keeler, mdt nguoi ban cili cua chiing to61 ¢6 van thém. Sau mdt hoi
nghién ctru lya chon, anh ay n6i véi toi:

“Oviglio & Mather 1a sy lua chon tot nhat. Ho tirng 1én chién dich, dé 4n quang céo “Comple mau
vang” cho Symantec, sau nidy Symantec lai thay doi nha quang cdo khac. Nhan vién thiét ké cua
Oviglio & Mather tap trung chil yéu & Los Angeles. Ho rat hiéu thi trudng phan mém phong chdng
virus, hiéu rd Symantec va c6 kinh nghiém quang céo trong linh virc IT. Néu hop tac véi ho, Trend
Micro sé& tiét kiém dugc rat nhiéu so v6i thoi tac nghiép ban ddu. Ching ta vira c6 thé tan dung kinh
nghiém cua ho, vura c6 thé hiéu thém sach luoc marketing cua ddi thu.”



Robert va ching t6i quen biét nhau tir thoi ky dau 1ap nghiép, cho nén anh 4y ludn hiéu rd tinh canh
kho khin ctia chung t6i. Tiép theo, anh 4y lai canh céo:

“Puong nhién cc ban ciing biét mirc gia cta ho. Mudn hop tac véi ho, phai biét mic ca gia thi mdi co
thé khong ché dugc du toan va chat luong dich vu.”

Vé diém ndy, ching t6i da chuan bi tdm 1y rat k§. Nhitng thir can chi thi khong thé tiét kiém, nhitng thir
khong nén chi thi can phai dya vao ly I€ dé€ tranh luan.

Lic ndy, chung t6i da ngdi trong phong hop cua tru sé chinh Oviglio & Mather tai Los Angeles. Minh
Chinh va t6i vira hdi hop vira phén khich, c6 ging giit yén ling, doi Oviglio & Mather xut chiéu
trudc. Trudec mat chung toi la Tong Giam ddc ctia Oviglio & Mather va nim, sau vi giam dbe cap
cao, ai cling c6 mot chut bi hiém va nu cudi vui vé (Khong biét 1a c6 ¥ gi? Co thé 1a [O! Pi cau duoc
con c4 16n] hay 1a [O! Py chinh 1a d6i thu ma trudc ddy ching ta da gitp “comple vang” diu lai]. Ho
bat dau gi6i thiéu voi ching toi:

“Pay 14 chién lugc marketing cho san pham ctia Trend Micro ma chiing t6i d3 day cong nghién ciru.”
Trudc tién, vi tong giam ddc trinh bay nhitng tu liéu ma 6ng ta mit bao cong strc dé chuan bi:

“Nam 2000, Trend Micro dé chi tong cong ba triéu do-la cho cac hoat dong truyén thong quang céo
trén khap theé gi61, trong d6 50% duoc chi cho cac ¢6 van marketing cua My...”

Ong ta no6i lién mot mach khong ngdt vé cac con s6 da dugce chuin bi rat ki cang. Toi bat dau tham mo
hoi. Thi ra nhitng s6 liéu ndy rat co ¥ nghia, vy ma ndi bo chiing toi tir trude dén gior lai chua ting
phan tich. Puong nhién t6i ciing hiéu rang day 1a su chudn bi hét stre ty mi va ¢6 chil ¥ cua Oviglio &
Mather, nham pho bay tinh chuyén nghiép voi ching t6i. Tu liéu d& dang suu tap, c¢6 bai ban sang tao
mo1 co van ban thuc, ctr thir nghe xem ho c6 cao kién gi.

La do truc giac thoi!

“Khi chiing t6i hop tac v&i Symantec, diéu ma ho e ngai nhat vé strc manh ciia cong nghé cua Trend
Micro 13 tim nhin xa trong rong cua cac ban khi vach ra sach lugc san phém. Céac ban luon di dau
trong viéc phat minh nhitng san phim phong chong virus va luon di ding hudng, khién cac doi thu canh
tranh khong thé khong dubi theo. Steve, xin hay cho to1 biét, tai sao cac anh c6 thé 1am duogc nhu vay?
TAm nhin xa trong rong ctia anh bat ngudn

tr dau?”

Minh Chinh 14p tirc tra 1oi chac nhu dinh dong cot.
“La do tryc giac thoi!”

Mot bau khong khi tram ling bao trim khip cudc hop. Dudng nhu moi nguoi déu khiép so trudce thanh
the cua anh ay. Mot lac 1au khong ai con dam truy hoi nira.

“La do truc giac thoi! Kinh nghiém tich lily nhiéu nim khién t6i hét sirc nhay cam, hét sirc tinh tao
trudc moi hoat dong ctia gidi kinh doanh. Nho truc giac nay, nén to1 co thé biét budce tiép theo nén di



v€ hudng nao.”

Anh vtra n61 vira khoa tay mia chan, tiéng cuoi lam chan dong ca gian phong, Minh Chinh bat dau noi
s01 nd1 hon. Truc giac cua anh ay, dac bi€t 1a giac quan thtr sau that khong sai vao dau duoc.

| Focus 1s THE PaTH |
TO SECURLTY

TECHNOLOGY
IS NOT INTUITIVEL

| Trend Micro th?c hi?n chi?n dth quing cdo
toan ctu “Go-Red” narm 2003,

Chi thdy mat ctia moi nguoi & Oviglio & Mather sang 1en, ngdi im lang nghe Minh Chinh. Téi ty cudi
tham: “Sau ndy cac anh phai hoc hoi thém nhiéu vé cach kinh doanh ciia nguo1 phuong Bong day! Chi
co ly su cun, khong c6 sach vé mach lac rd rang nao ca, thé ma co vo khéi nhitng triét Iy chi c6 thé
hiéu ngam.”

Khi Minh Chinh vira dirt 101 phat biéu, vi Tong Giam ddc giam sat thiét ké quang céo lién quay sang
t01, noi:

“Jenny, co thir n6i xem! Nét vin hoa gi khién Trend Micro c6 thé din dau trong linh vuc ki thuat?”

Hay 1am! Mot cdu hoi vé vin ho4, chir - khong phai vé quan 1y kinh doanh, sach lugc marketing hay la
phuong hudng ky thuat. Cac cau hoi vé van hoa thi khéng c6 dap an c6 dinh nao ca, khong c6 gioi han
dé muyc nao. Pay chinh 12 s¢ truong cua toi, tdi lién van theo khau khi ctia Minh Chinh, néi dén “Van
hoa 4 C” dang tu hao cua toi: sang tao (Creativity), giao tiép (Communication), d6i moi (Change), va
khach hang (Customer). Buong nhién t61 khong c6 dugc cai hao hung nhu Minh Chinh, t61 chi ¢6 gang
truyén dat bang tat ca tinh cam ctia minh.

Nhém nguoi ctia Oviglio & Mather don dap hoi toi rat nhiéu cau héi lién quan dén quan diém kinh
doanh, thoi co thang 1g1. Cudc n6i chuyén kéo dai sudt bon tiéng dong ho, cudi cung vi Tong Giam
doc bat tay chiing to1, hao hirng noi:

“Trudce day, chiing t61 luén cho ré“mg Trend Micro 1a do mét nhom cué)ng vé k¥ thuat tao dung nén.
Hom nay, duoc gip cac ban, an tuong ban d4u hoan toan thay ddi. Trend Micro that sy khong phai
vay. Méc du chuyén vé linh vyuc an ninh mang, nhung van héa lai tré trung, hoat bat, nhiét tinh, khong
hé bao thii. Cac ban lay tam nhin xa phat trién chién luoc dé gianh lay thang loi, khong chi don thuan
1a khoa hoc k¥ thuat.”

Tong Giam ddc giam sat thiét ké quang cdo cling cao hing noi:
“Trend Micro khong gidng véi cac cong ty khac. By gid, ching t6i da hiéu su khac biét that su giira

céc ban va ddi thi canh tranh. Nhat dinh, chiing t6i s& vach ra mot phuong an thé hién day du y nghia
sang tao dé lam no1 bat pham chat dac biét ctia cac ban.”



Sau lan gip mit nay khong 1au, hai bén da ky két thoa thuan hop tac, 1ay Go-Red lam biéu twong chi
dao dua trén cong nghé Intuitive Information Security. Sau rat nhiéu l1an thoa hiép, cudi cung ching toi
da vach ra dugc phuong an so lugc. Pinh vi san phém cua Trend Micro la nhirng san phém bao mat
hé théng trén mang, dung sach lugc dugc chuén bi k¥ ludng dé dinh hudng hoat dong cho Trend
Micro, cong thém tryc giac va kinh nghiém tich ldy.

Co vay dugc coi 1a tro choi ¢6 tri tué va sach luge cao nhat, cho nén khi thiét ké quang cdo, ching toi
da thong nhat sir dung cO vay lam chu dé. Pé biéu tugng cd vay duoc khach hang phuong Tay chip
nhan, chung i dé tién hanh nghién ctru thi trudng tai cac nude nhu My, Nhat Ban, Duc, Phap. That
may man, gan nhu cung lac khi quang cao Go-Red cua ching t61 xuat hién trong bd phim Beautiful
Mind do dién vién doat giai Oscar thii vai, cd vy ciing tré thanh mon thé thao tri tué yéu thich cua cac
sinh vién Harvard. Piéu nay giup ching t6i ting khong it thanh thé.

Ba thang sau (thang 10/2001), David Rowe chinh thirc nhin chtrc Phé Tong Giam doc Diéu hanh
Marketing toan cau cua Trend Micro. T6i giao cho anh moi vin ban du toan, ké ca nhitng tai liéu nho
nhat, hd tro anh ta thuyét phuc cac cong ty chi nhanh phéi hop thuc hién chién lugc marketing toan cau,
théng nhat phuong hudng du toan moi. Cudi cung, thang 3/2002, Trend Micro thanh cong trén toan thé
gio1. My, chau Au, Nhat Ban, Dai Loan, Dong Nam A, chiu My Latinh 1an luot xuat ban cac trang tap
san lay mau d6 1am nén, thé hién tim 1ong nhiét tinh trrdc sau nhu mot ddi vai chung toi: Lay truc
giac noi 1én nhu cau, 1am ndi bat kinh nghiém chuyén vé phong chdng virus ctia ching tdi, nhu thé méi
c6 thé c6 truc giac, nhanh chong thich tng véi nguy co, tim ra sach lugc an toan dung dan.

Hanh khic

Quang cao dau tién dugc dang trén nhat bao Starch Report da gay chan dong. Trong gi6i doanh nghiép
c6 rat nhiéu ngudi truyén tai nhau: “Trend Micro duong nhu bat dau cudc choi roi.” Nhitng nha dau
tu, khach hang, dai 1y ban san pham ctia ching t6i déu v6 cliing mirng rd. Cudi nam, nhat bao Starch
Report d3 binh chon quang cdo “bat mit nhat” (Most Noted) va cong huong dep nhit (Associated),
Trend Micro voi Go-Red da gianh dugc 73% sb phiéu ung ho, Xép thar 10. Tai Nhat Ban, Trend
Micro ciing gianh duoc giai quang cao dep nhat ndm cua tap chi BYTE.

Thanh cong cua quang cao duwong nhién khong thé dai dién cho toan bo hinh twong dang 1én ctia cong
ty. Céc thanh tich kinh doanh ciing khong thé hoan toan nho vao sach lugc marketing. Nhung diéu quan
trong nhit 13, cudi cting Trend Micro d3 dat chin 1én con duong rong 1on bang phang, vi thé ciia chiing
t0i trong gidi thuong nghiép dan dan duoc khang dinh.

Gianh duogc giai nhit thwong hiéu qudc € 1an thir mudi ctiia Dai Loan 1 sy ¢6 vii 16n nhit ma qué
huong danh cho ching t01. So vo1 100 cong ty 1on trén thé gi6i thi gia trj thwong hiéu cua chung t61
van thua kém rat xa, ngoai viéc tiép tuc sang tao san pham, kinh doanh thwong mai qudc t va sach
luge marketing, ching t6i can phai nd lyc phin ddu khong ngirng hoan thién moi mit.

T61 chi mong thuong hi¢u ctia Trend Micro dugc khach hang that sy tin cay, thing bang 16i d4nh bat
ngd hay c6 thé tao thanh tim diém cta du luan. Pat duoc giai thuong chang qua cung chi 1a anh hao
quang nhat thoi. Nhitng thtr nay déu khong phai 1a gia tri 1au dai ma ching t6i tim kiém. Bat ké du toan
trong tay nam dugc 13 bao nhiéu, gia tri thuong hiéu dugc Interbrand tinh ra 1a bao nhiéu, diéu toi c6
thé khéng dinh duoc 13, con duong thuong hiéu ctia Trend Micro s& van luén tiép tuc vo1 phuong
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Séang lap Trend Micro, ban san pham PC-cillin trén toan thé gidi.

1. Cho ra doi phan mém ServerProtect va ky két giao kéo hop tac véi Intel. Intel chiu trach
nhiém marketing trén thi trudmng chau M§, con Trend Micro marketing thi trudng chau A —Thai
Binh Duong, tén thuong hiéu Landesk Virus Protect thudc quyén s& hitu ctia Intel, Trend Micro
khong duoc marketing thuong hiéu cia minh.

2. Trend Micro tiép tuc tiép thi marketing san pham PC-cillin tai thi trudng My va cac khu vuc
khac.

Ky tiép hop dbng co thoi han hai nam tiép tuc cung cép san phém k¥ thuat cho Intel, nhung
Trend Micro dugc quyen dung thuong hiéu ServerProtect dé ban cac san pham khac trén toan
cau, dong thoi phat trién phan mém InterScan két hop voi ServerProtect tao ra san pham
ScanMail. Str dung thuong hiéu Trend Micro ban hang trén toan cau.

Trend Micro tung ¢ phleu ra thi truong Nhat Ban, h¢ théng CIS thong nhat toan qubc, thuc
hién quang c4o san pham bang hinh twong 6ng nghe bénh rong khip thé gidi.

Tb chirc bd phan marketing Trend Micro ro1i rac, thiéu strc manh 1anh dao va kha nang du tru
chi phi chung, dan dan mat di kha ning thong nhat. Cac cong ty chi nhanh tu dit ra ké hoach
marketing, mbi ngudi nhdy theo mot diéu nhac

khéac nhau.

Quyét tam thong nhit, bat dau cung voi cong ty quang cao Oviglio & Mather dat ra phuong an
marketing quang cao toan cau, bat dau tim kiém ngudi vao chirc vu Phé Tong Giam dbc Diéu
hanh Marketing toan cAu.

Chién dich Red-Go chinh thirc dugc thuc hién, David Rowe dugc bd nhiém vao vi tri Phd
Téng Giam ddc Piéu hanh Marketing toan cau, théng nhit cac sach lugc san phim cong ty va
cac sach lugc marketing. Quang cao cua cong ty dugc nhat bao Starch Report cua My binh
chon 12 quang cdo bat mat nhit nim.



Nam 1. Vinh dy ding dau trong nhirng thuong hiéu qudc té tai Pai Loan.
2003 2. Tiép tuc chién dich quang cao Red-Go.



CHUONG 3

Con bao tich hop

(Mua hé nam 2001 — Quy 2 ndm 2001)

Hai con bao cuia moi1 truong kinh doanh cdng véi mot con bao ty minh gay ra.
“Con béo tich hop” hinh thanh, déng thdi tran vao Trend Micro.

Pay 1a sy d6 v tat yéu xay ra theo xu thé.

Chang con tau nio may man thoat khoi.

Thuyén trudng du gidu kinh nghiém dén dau ciing c6 thé gip tai wong.

Du cho thuyén trudng c6 kinh nghiém dén miy ciing can phai trai qua hoan nan ndy.
Con bao hoan my dem lai trai nghiém hoan my.

Con tau phong chdng virus trong dai duwong
ménh mong di vé hudng nao?

C6 tiép tuc cudc hanh trinh chua hoan thanh khong?

Mua he ¢ California, anh nang mat troi am ap, bau khong khi trong lanh khién nguot ta chi mudn nim
thanh thoi phoi ning trén bai blen 7 gi0 30 phut sang, t61 va Minh Chinh lai chiéc xe Jaguar mau xanh
nhat men theo duong quéc 16 s6 1 bo bién Thai Binh Duong hudng vé phia cang Marina Det Ray. Anh
nang ban mai chiéu roi nhirng con song bién dap don, lap lanh. Lan gi6 nhe thdi diu dju bén tai, mon
man trén mit ngudi. Néu nhu khong phai vi cude hop trudce mit, chéc chiing t61 s€ dung lai, thuong
thire bure tranh lam say dam long nguo1 nay. Chang toi ngdi trén xe tram lang khac thuong, ca hai déu
mang trong 1ong mdt no1 vu tu giong nhau, cham chap cho xe lan banh vé phia trudce:

“Sap mudn ro1 day.”
Minh Chinh cham chu 141 xe, duong nhu viéc dén mudn 1a no1 lo duy nhat cua anh ay vao luc nay.

VAt va lam, chung t6i m&i dén dugc khach san Ritz Carlton nim ddi dién cang. Pong hd chi 8 gio 10
phut.

“Anh chuan b1 xong chua?”



Tbi hoi nhé. Minh Chinh hit mot hoi dai, khé gat dau, khuén mit anh 1én nu cudi cwong quyét. Pay
cura, ching t61 budc vao gian sanh phong hop cac giam doc cap cao ctia Trend Micro dugc t6 chirc ba
thang mot 1an.

'7’

“Chao, Steve! Chao, Jenny!

Mudi bon vi cong su ngdi quanh chiéc ban dai thin mat chao ching toi. Moi nguoi dén rat dung gio,
mot bau khong khi yén lang khac thuong bao trum khip gian phong, ngay ca tleng chao hoi nhau khe
khe cling vang 1én khap phong. Minh Chinh nhanh chong budc vao ghé chu toa, 1ay ra chiéc may tinh
xach tay ma t6i qua ching ti cling v6i hai nguoi trg 1y dic biét 1am dén 4 gid sang mdi xong ban thao
bai né1 chuyén Con bdao hoan my.

Nhur throng 1€, t61 rot mot cdc ca phé cho minh, d6i vai to be cua Oscar Chang, nguo1 phu trach quan
1y san pham chan ngay trudc mat to1. Toi vd vao vai anh, nhung thdm chi anh con khong ngudc mit 1én
nhin t6i, ma chi trAm lang gat gat dau. Oscar 1a nguoi da sat canh cung ching t61 khi mo1 bat dau lap
nghiép va cho du c6 lac quan yéu doi dén may thi lac nay, anh cling dang phai chiu sirc ép ngan cAn.

Hién thuc tan khdc

“Pay 1a cudc hop kho khian nhat ma toi tirng cha tri. Toi biét cac ban déu dang chd doi, chd xem t6i ¢6
tro dao thuat cai tor hoan sinh nao khong.”

Minh Chinh mé 15i pha tan su yén tinh, réi cudi gan, Trong nhitng cudc hop trudc day, Minh Chinh
thuong bi€u dién nhiéu chiéu méi khi bat dau hoac ket thuc cudc hop:

“Rét tiéc, khong c6 tro ao thuat nao ca. Lan nay chiing ta budc phai ddi mit véi hién thue tan khoc.”

Minh Chinh nghiém mat noi. Toi nghe thay tiéng thd dai ctia 14 vi dong su. Ban bao cao tai chinh cua
sau thang dau nim Van chua dugc cong khai, nhung nhirng suy doan lung tung dé géy ra phan tng bat
lo1 cho thi truong cb phiéu. Vi Giam ddc Tai chinh mdi 16n nhdm chirc chwa ddy mdt nim Mahendra
Neigi, mot tudn trude dau khd thong bao 191 nhuan tut giam so véi du kién. Day la 1an dau tién sau ba
nam phat hanh ) phiéu, Trend Micro khong dat dugc muc ticu dé ra trong bao cao tai chinh. Thi
trudng cd phiéu 1ap tirc co phan Gmg, va chi trong mot dém, gia cd phiéu cta Trend Micro di giam
xudng 43%. Néu so v6i dinh diém dau nim 2000, ching t6i d3 mat mot lugng von khoang 320 ty yén
Nhat. D6 chinh 14 1y do khién nét mit ctia 14 vi giam d6c cap cao duom vé wu phién va ciing 1a
nguyén nhan khién khong khi yén ling dén vay. Trong 1ong ho han c6 rat nhiéu diéu nghi hoic:

“Chang 1& cong ty cling dim 1én vét xe do cua rat nhiéu cong ty mang khac trong hon mét nam qua sao?
T4t ca déu hoa thanh bong bong sao? Con tién do ca nhan cua moi nguoi thi sao? Cac quyén chon ¢6
phiéu ching 1& déu tro thanh dong gidy 16n? C6 can thiét phai bo hét va lam lai tir dau khong? Tong
giam doc s& co d6i sach nhur thé ndo? Anh ay sé& thanh thuc d6i mit véi hoan canh hay 1 ctr lac quan
nhung lai khéng dua ra giai phap nao dé ctru van tinh hinh? Hay xem anh ay néi thé nao roi quyét
dinh.”

Mudi bdn cip mat ciing sang 1én nhung canh giac va dé chirng, nhin cham cham vao Con bao tich
hop” trén man hinh.



“Chuyén gi da xdy ra?” — C6 18 day 1a diéu ma tat cd moi ngudi déu mudn hdi.
Minh Chinh van bam ldy chu dé:

“Trong quy hai nim nay, c6 ba con bdo tap dong thoi tan cong Trend Micro. Con bdo 16n nhét 1 con
bio kinh té toan cau. Pay 1a con bio lon nhat va kho tranh nhat. Sy lac quan qua mirc cua hai nam
trudc da dan dén tinh trang cung vugt cau nhu ngay hom nay. Cac cong ty 16n 1an lugt cat giam du
toan chi phi cho dich vu trr vin thong tin may tinh. M¥ 1a noi dau tién chiu miii dui ctia con bdo. Ngoai
ra, do chiing ta chi tap trung vao thi trrong doanh nghi€p, nén hoat dong cua Trend Micro & My trong
sau thang vira qua chi dat 70% ké hoach.”

T6i liéc nhin Tong Giam d6c Trend Micro tai My. Mike Corner v&i dang ngudi cuong trang cao 16n
ngé)i ngay trudc mat toi, tré nén tram tu nang né. Mai toc duong nhu bac nhiéu hon so véi 1an gap mat
trude. Pa ba quy lién tiép, anh éy chua dat myc tiéu ban hang, Toi rat mubn an Ui anh ban cii rat trung
thanh ndy: “Khong sao, t6i biét anh da c¢d gang hét strc r6i”, nhung kiéu an ti nay lam sao c6 thé xoa
diu duoc vét thwong do thi trudng cd phiéu gay ra? Nhung su im ling ctia moi ngudi cho thay, khong
phai ai cling thong cdm véi viéc khong hoan thanh nhiém vu cua Mike Corner.

Khong chi c6 khach hang phai cat giam chi tiéu do anh hudng ctia con bao kinh té ma chién luoc cung
cap dich vu phong chong virus qua mang cua chung to1 cting bi giang mot don dau. Thi truong vién
théng von duoc coi 1a day tiém ning ciing 1am vao khing hoang va hau hét cac nha cung tmg dich vu
mang bi danh bat hoan toan. Theo ¥ dinh ban dau, ching t6i mudn thong qua nhitng nha cung tng dich
vu ndy dé cung cap dich vu phong chdng virus truc tuyén va s tién thu dugc sé 1a mot ngudn thu méi.
Vao thoi diém hién tai, chung t61 da ky kha nhiéu hop déng chién lugc véi Nortel, WorldCom,
Nippon Telegraph and Telephone (NTT), Pién tin Ptrc, Deutsche Telekom, France Telecom, British
telecom, v.v... Tuy nhi€n, nhiing cong ty dién tin nay hién nay dang trong tinh trang suy thoai, khong
con sire phdi hop vai ching t61 thie hién du an moi. Chang t6i ky dugc hop dong nhung lai khong c6
thém thu nhap, 1ang phi rt nhiéu tién vao khiu marketing va nghién ctru, phat trién san phim. Sai 1am
cua chung t61 cang nghiém trong hon khi da qua lac quan tinh toan doanh thu cua du an nay.

Minh Chinh thang than thira nhan khuyét diém:

“To1 da qua voi vang khi thi truong V?ln chua chin mudi va lac quan qua mirc khi cho rang mé thirc
moi s€ nhanh chong dugc moi nguodi tiép nhan. Toi khong thé ngo moi truong 16n nay khong dé dang
cho phep thi truong mang tlep tuc tang truong. Chung ta dang nam trong giai doan cudi cua hiéu ing
Domino. Bong bong bit dau v tir nim ngoai cudi cling da tan cong chung ta. Dy an Internet
Outsourcing Service (10S) thit bai, t6i xin chiju hoan toan trach nhiém.”

Minh Chinh néi ¢6 phan chua x6t. Hai nim trudc, bo phan chuyén vé I0S phat trién vo cung ruc rd.
Minh Chinh ddn dau doan quan x0ng pha vao chén thuwong trudng, ky két hop dong v6i nhiéu cong ty
dién tin 16n trén toan thé gidi. Va mdi 1an c6 thém mot khach hang mai, gia tri c6 phleu cling thém mot
14n ting cao. Gidi kinh doanh ngudng md. Cac nha phan tich cting c¢6 thién cam, cho rang chung to1 c6
thé 1am nén su nghiép. Nhung khong ai ngd duoc rang dién tin thé gidi lai 1a linh vyc dau tién bi tin
cong. Cac cong ty dién tin 16n trén thé giéi 1an lugt roi vao vong xoay hiém hoa. Toan bo chién luoc
lién minh phai dirng lai, cac bd phan méi, sach lugc mdi cling danh phai lui binh.



Trudc con bio tap trén dai duong bao la, mdt con thuyén sao c6 thé chong d& ndi? Mot sach lugc du
hoan my dén dau ma khong co thién thoi dia 1¢1 cling chi udng cong vo ich. Mac du khong ai dam trach
moc Tong Giam doc hanh dong quéa nong voi, nhung cling kho che giau noi that vong,

Nhitng con bio lién tiép

Con béo thir hai keo dén ngay sau d6 chinh 13 sy chim tré ctia dy 4n dién tir Trend e-projects. Hop
dong d3 ky, tién dit coc ciing dd nhan, vy ma dot nhién hai ké hoach san xuit chuwong trinh phong
chdng virus e-government cho Nhat Ban bj tri hodn; ké hoach chuyén giao cong nghé tai Vién Khoa
hoc va Cong ngh¢ Trung Son cua Pai Loan cling tam tho1 dung lai. Vi thé, khoan loi nhun 400 triéu
yén ciing tré thanh con s6 0 va anh hudng rat 16n dén bao cao tai chinh quy hai ctia chiing toi. Minh
Chinh bat lyc néi:

“Chung ta khong thé du doan trude diéu gi. Ching ta khong biét rd s€ phai tri hodn dén bao gio, cho
nén quy tiép theo khong tinh vao dy toan doanh thu nira. Chung ta can nd lyc tim kiém nhitng nguon
doanh thu méi c6 thé bu dap ton that.”

Chiing t61 s6m biét khong thé dira vao doanh thu tir cac ngudn don dit hang va can tich cuc tim kiém
doanh thu tir nhiéu linh vuc khac nhau. Ngudn lyc kich thich ting truong manh nhat 14 don dat hang dén
tir cac 1inh vye khac, dac biét la nhing don dat hang lién tyc, khong ngung cua cac kénh phan phdi trén
toan cau. Viéc tinh g0p cac chuong trinh chinh phu vao du kién tai chinh nam ngoai tAm klem soat.
Chiing t6i khong tinh dén viéc ngan sach chinh phu cung chiu sy tin cong ctia con bdo kinh té. Mat 400
triéu yén Nhat chi trong mot quy. Pho Tong Giam doc Trend Micro ¢ Nhat Ban Watanabe cti dau xau
ho, khong n61 mot 101. Nira ndm nay, anh da ddn hét tam strc vao nhirng du &n 16n vo1 chinh phi. Ty
tin va lac quan qua mirc, Wanatabe da coi nhe viéc khai thac mang ludi phan phéi. Rat kho mién trach
nhiém cho anh trudc sai 1am ndy.

“Hai con bao trén 1a do ngoai canh tac dong va chiing ta khong luong trude duge nhung con bao thir
ba lai la do chung ta chii dong tao ra.”

Minh Chinh tiép tuc nhdn manh. Hai con bdo dau khién khong khi trong phong ngdt ngat hét sirc. Chi
co tieng thd dai nang né ma khong co6 tieéng moi ngudi thado ludn, cd gian phong im phang phac, ngot
ngat. Trong ky trc cua t61, Trend Micro chua tirng c6 cudc hop nao ning né€, nghiém trong nhu vay.

Dém khuya hom qua, khi chuan bi xong tu liéu cho cude hop nay, Minh Chinh va t6i cting dé cung nhau
thao ludn va théng nhit ring, co c0 tinh lac quan c6 vil tinh thin moi nguoi ctng khong co tac dung gi,
nhat dinh phai thong bao 16 tin xdu. Chi ¢ di mit v6i hién thyc tan khdc, chung toi méi c6 thé tién
budc vao twong lai, cung nhau vugt qua thoi khic hoan nan nay.

Ba con bio tap lién tiép bung phat da khién ca thé gidi phai giat minh birng tinh.
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“Bat dau tir ndm nay, chiing ta s& ap dung ché d6 ké toan va kiém toan nghiém ngit nhit. Bat ky khoan
du thu hodc chi phi dich vy khach hang nao cting déu phai chia theo ty 1¢ thoi han cua hop d6ng. Chiing
ta khong duoc vao sd6 mot 1an tat ca cac khoan. 'Ching ta niém yet c6 phiéu trén thi truong Nhat Ban,
nén khong nhat thiét phai tuan theo nhirng quy tac tiéu chuan ké toan mdi ctia My. Tuy nhién, chung ta
can hudng dén canh tranh trén toan thé gidi, va t6t nhat 12 nén chuan bi sém. Nhirng tiéu chuan tinh
toan nghiém ngit cho ching ta biét rd hon nguon thu nhap tai chinh. Bang biéu bao cdo cang rd rang
thong sudt cang kho phat sinh sai 1am. Pay chinh 13 nguyén tic ma Giam dbc¢ Tai chinh Mahendra
Neigi kién tri theo dudi.”

Noi dén day, Minh Chinh quay sang nhin Mahendra Neigi va yéu cau bd sung y kién. Tuy kha mét moi
nhung Mahendra rat kién dinh noi:

“Pung vay! Sém hay mudn, ching ta ciing phai nghi t6i diéu nay. Khi bat tay thuc hién, doanh thu tir
céc hop dong (chiém khoang 1/4 doanh thu mdi quy) c6 thé bi anh hudng. Chic chan gi tri co phiéu
s& chiu anh hudng khong nhé ciia hai con bio, nhung chiing ta phai 1am cho dén ciing. Moi chuyén s&
don gian hon néu chiing ta thay doi dong thoi cac nguyén tic doanh thu. Tuy nhién, chiing ta chi thay
ddi nira vori viée xac nhan dy toan nira ndm mot 1an ctia Nhat Ban thanh cach tinh mbi quy mot 1an nhu
ctia My, sau d6 chuyén doanh thu san pham ban dau tir doanh thu san pham duoc tinh toan toan bd mot
1an thanh doanh thu dich vu khach hang dugc tinh toan ty 1€ trén co s thot han thuc hién hop déng.
Duéi su tip kich chdng chéo hai 1an nhu vy, doanh thu quy ndy ctia ching ta lai giam b6t thém 15%.”

Mahendra Neigi khong quén thém chat hai hude khi nhin dinh con béo thir ba glong nhu viéc théu
thém hoa vao tai gim. Co ngudi bat dau cudi trom. Tim niém vui trong sy dau kho cling 13 mot trong
nhitng s¢ truong cua nhan vién Trend Micro.

“Puing 14 nhu thé! Hai con bao dau 1a do moi trudng bén ngoai tic dong cong thém mdt con bio do
chinh chung ta giy ra, ca ba con bao nay nhat loat tap kich chiing ta.”

Minh Chinh tiép 101:

“Moi ngudi da xem qua bo phim The Perfect Storm(Con bio tich hop) chuwa? Néu chi 12 mdt con bio
don doc xuat hién, ching ta c6 thé dé dang © ng pho, nhung ba con bao hop lai s€ hinh thanh nén con
bao tich hop. Khong mot con thuyén nao ¢ thé may man thoat khoi, duvi thuyen truong 6 kinh nghiém
dén dau. Con béo tich hop trén man hinh ndy c6 su xuat hién mot con thuyén nho bleu tuong cho Trend
Micro dang chdng choi lai con song dir. Pay 1a burc tranh ma t6i qua ching t6i da vat va phéc ra.”

M0t thot oai hung



“O! Nguy hiém qua!”

Pho Téng Giam déc bod phan dich vu hd tro ky thuat toan cau Max Cheng kéu 1én. bay 1a 1an dau tién
trong cudc hop nay c6 nguoi pha vo bau khong khi budn té tram lang.

“Puong nhién 13 nguy hiém! N6 di khién ching ta mat 320 ty yén Nhat.”

Mot duong @6 thi gia c6 phiéu cua Trend Micro hién trén man hinh lién tuc bi rdt xudng diém thip
nhat.

C‘Oi '9)

Nick Dederer dau khd, bat luc dap vao nguc. Moi nguoi trong phong déu c6 chung cam giac.

Thiét hai do Con bao hoan my gay ra
Trend Micro Bidu dd gid of phidu cha 88/ - 01/7
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Nhung Trend Micro d chong d& dén gidy phut cudi cing ctia thoi ky bong bong nd tung niy. Trude
day mic du gia c6 phiéu ctia chiing t6i bi giam theo su suy thoai chi s6 kinh doanh hang ngay, nhung
cling chua tirng bi rdt gia manh dén nhu vay. Trend Micro ludn duoc coi 1a biét cach ha canh nhe
nhang, nhung dén mua hé nim 2001, moi chuyén da thay d6i. ..

O——— il

Tir nam 1998 dén cudi nam 2001, khi vira mdi tung cd phiéu ra thi trudng, nhan vién ctia Trend Micro
luén ngang dau hanh dién v6i moi nguoi. Tai Pai Loan, Trend Micro 1a doi quan tién phong trong gidi
phﬁn mém mang; tai Nhat Ban, 1a dau réng trén thi truong co phjéu; tai My, l1a con hic mi khoa hoc k¥
thuat, tién do vo han khong thé udc doan duoc; tai chdu Au, Tong Giam doc cac cong ty chi nhanh déu
d6i xe hoi moi.

Puong nhién diéu nay khong chi riéng Trend Micro c6 dugc ma hau hét cac cong ty mang qudc té va
vién théng déu c6 dugc. Trend Micro chi 13 mot giot nude trong dai dwong ménh mong, tich lity hon
mudi nim kinh nghiém va thanh tich 14p nghiép, trong thoi gian ngan ngiii d6 vwon 1én dinh cao theo
da con song mang.

C6 ddi luc 61 nhd dén thoi ky hoang kim d6, dong thoi than thd va nghi hodc niém lac quan va long tin
cua toan the gio1 luc dé do dau ma co. Tai sao ngay ca nha dau tu tinh nhanh nhat, cac cong ty xi
nghi¢p bao thu nhat cling pham phai quyét sach sai 1am dé dang nhan ra nay?



Bat dau tr nim 1994, mang Internet dugc tng dung rong rai nhu ltra chay, chép mit da lan khip toan
cau. Sy x6ng x4o cta Netscape nhu thé ché tre, ky tich ctia Yahoo khién ngudi ta phai kham phuc
ngudng md, su thanh cong cua Amazon.com vang doi toan cau. Trudc tinh hinh d6, vi ba chu tin hoc
toan cau Microsoft dd dbc toan luc phat trién trinh duyét Internet Explorer, IBM phat trién eBusiness,
HP nhanh chong dua ra chu tru:orng eService, va rat nhiéu «cong ty moi 1ap nghiép hay cac san phim
mo1 sang ché 1an luot lay tén “e” hodc “.com”. Ly luan v€ nén kinh té mGi 1am mé hodc g161 hoce thuat,
céc nha dau tu va tham chi ca dan choi c6 phiéu trén toan thé gidi.

Ban chit lam mé hodc long ngu’(‘wi cta 1y luan ndy 1a “n6 dé dang cho phép con ngudi ta manh dan udc
mo, ¥ chi quyét tam thyc hién”. Nhiéu nguoi goi day la cai cach lon nhat tir trudc to1 nay cua cach
mang cong nghiép. Mang Internet s¢ 1am thay d6i vinh vién hanh vi giao tiép ctia con ngudi. Tat ca
nhirng nganh cong nghiép truyén thong khong “e - hoa” s& bi dio thai. Cac cong ty mang Internet mo1
s€ nhanh chong thay thé céc clra hang lac hau. Gia tri thi truong cua website mua sam Amazon.com
16n gap mudi 1an Barnes & Noble, mot cira hang c6 thuong hiéu 1au nam, 13 bang ching rd rang nhat
chirng minh diéu nay.

Xuo1 theo bong bong

Trend Micro dang trén da phat trién. Khong ai ¢ thé pht dinh dy tinh ndy. Khong ai c¢6 thé khang cur
lai trao luu nay. Khi 1én mang giri email, tim kiém tu liéu, choi game hay mua dd, ai c6 thé thoat khoi
su mé hodc clia mang Internet? Ai ¢ thé quay vé v6i nhitng phwong thire ¢ii? Kinh nghiém ban than
cang kiém ching thém 101 du béo trude vé thoi dai Internet dang dén, khién moi ngudi dién cudng dau
tu, doc toan luc theo dudi, ma khong tinh dén ngay hai qua, khong s¢ pha san, chi s¢ b1 thoi dai dao
thai. Mang Internet ciing véi cac cong ty Dotcoms ndi 1én 4m 4m, nhanh chong 16i cudn toan thé gidi.

Ngay nay, nguoi ta goi d6 1a “bong bong Internet”, nhung khi do toan thé gi6i déu nhat tri cho rang
thoi dai nén kinh té moi da dén gan, mang Internet s€ thay d6i triét dé toan bo hanh vi kinh té nhu tim
kiém tri thirc, mua ban truc tuyen, marketing. Cac kénh marketing va kinh doanh san xuat truyén thong
khong con dugc wa chudng va coi trong. Mang Internet va cac cong ty Dotcoms dugc cac nha phan
tich tang boc 1én tan trdi cao. Ban chat cta kinh doanh thwong nghi¢p khong con 1a tao ra loi nhudn,
mala ban di mot wdc nguyén cua cude doi, tim cach tap trung ngudn von, hét suc vui vé“dot” tién, sau
d6 nhanh chong dua c6 phiéu l1én san giao dich. Trong khoanh khéc, rat nhiéu tiéu anh hiing mang
Internet xung ba thién ha, Duong Chi Vién cua Yahoo, Teff Bazos ctia Amazon.com, Masayoshi Son
cua Ngan hang Phan mém Soft Bundle Nhat Ban, Vuwong Chi Pong cua Tan Lang Trung Qudc, Truong
Triéu Duong ctia Suu Ho, Ha Nguyén, Tiét Hiéu Lam ctia Dai Loan 1a nhitng nhan vat tiéu biéu. Tudi
trevot hoai bao, wéc mo chinh la von liéng gitp ta bude vao doi, kinh nghiém duong nhu khong quan
trong. Thi trudng cd phiéu vo cung nao nhi¢t, hang ngay nhitng cong ty mang tung c6 phiéu 1én san giao
dich Nasdag, tr¢ thanh céi dich dé dan choi ¢ phiéu dién cudng theo dudi. Hang ngiy, ching ta nghe
thay nhirng cau chuyén c6 nguo1 chi trong mot dém tr¢ thanh triéu phi. Ngay ca nhirng nha kinh doanh
bao thil nhat nhur Acer hay Aurora cua Dai Loan, Mitsubishi, Mitsui cua Nhat Ban.. . cudi cung ciing
phai chay theo guong quay cua Internet, dan xudi theo bong bong.

Nghi lai, d6 1a thoi dai chira chan hy vong, nhiét tinh va tho mong! Cac nganh cuéng 1én tim cach d6i
mdi, trim nha dua nhau phd bay 1y luan nén kinh té méi. Tircac giao su dai hoc, cac chuyén gia co
tiéng vétién té, 130 lang trén thuong trudng, cho dén sinh vién mdi ra trudng, nhitng ngudi mdi budc
vao nghé va dan choi c6 phiéu toan cau, ca thé gidi dudng nhu bi thdi mién, cuing chung gidc mong



dep phat tai.

Tiéc 1a mong dep dé tinh, qua bong bong 16n ma ca thé gidi cung thoi 1én cuéi cung da vo. Tir nam
1994 dén ndm 2000, gidc mong Nam Kha kéo dai vén ven sau nam troi, tiép ngay sau do la nhirng vu
16 von 16n don dap cua Enron, Thong tan Thé gi¢i, AOL ciia M. Cac nha phan tich co phiéu va cac
cong ty co co phleu trén thi treong, khong ngung tung ra nhirng tin tirc xdu. Bong bong dua nhau no
tung. Gia c6 phiéu ctia Yahoo rdt thim hai. Ké hoach dau tu mang Internet cia Ngan hang Phan mém
Nhat Ban bi dirng lai. Ngay cé Intel, Microsoft c6 nguén von chic chin ciing khong tranh khéi bi lién
luy, chir dirng ndi dén nhitng cong ty mdi 18n san, chwa c6 nén tang 1am sao chéng d& ndi.

Hoang mang, dao dong

Trend Micro thanh l1ap ¢ California tir nam 1988, nhung khong thuoc dang anh hung 1ap nghiép
Internet. Trong gio1 phém mém tin hoc 14p rap dong bd, ching toi ctng dugc cot 1a lao lang tung trai.
Lich sir 15 nam khong thé so sanh dugc véi gidi doanh nghiép truyén thong, nhung trong gio1 Internet
lai duoc coi 1a bac gao coi. Noi gian trudn tur thud 1ap nghiép, voi long quyét tim sat da, nhu nha quan
su ting trai qua tram tran dénh c6 thang c6 thua da gitip chung toi rén gitia ban thin minh thém khon
ngoan 130 luyén. Ching t6i biét rang cam bay ludn rinh rip xung quanh, nhung ciing hiéu rang, co hoi
dén thi khéng dugc bo 16. Hon muoi nam ron rén, nhu bude trén bang mong, chung toi ludn tap trung
vao viéc phat trién phin mém phong chéng virus. Ching toi ludn 1a ddi quan tién phong trén con
duong hoach dinh san pham chién lugc. Nhung ¢ khia canh quan 1y tai chinh, chung to1 lai 1a nhitng
tén bao thu siéu hang, chua timg di vay, chua timg dau co, chua timg liéu linh.

Cong ty thanh 1ap dugc mudi nim, ching tdi méi quyét dinh tung c0 phiéu ra thi trudng. Vira may gip
duoc thoi ky thinh vurong nhat ctia mang Internet, thi truong c6 phiéu khoa hoc cong nghé cao trén toan
thé gidi ting 1én vun vut, cac to bao 16n thi nhau viét vé anh hing mang Internet moi ra doi. Méc du
Trend Micro khéng phai 13 cong ty dot nhién trdi ddy trong nhitng nim gan day. Sy thinh hanh ctia
mang Internet lai chinh la nguyen nhan din dén su hoanh hanh cta virus, va vi thé phan mém phong
chong virus dugc coi la gia d& co ban cua Internet. Khong nhiing thé, Trend Micro con 1a cong ty phan
mém moi sang 1ap duy nhat ¢ chiu A sé hitu cong ngh¢ phong chéng virus mang, nén gia co phleu cua
chiing t6i 1uén & trong tinh thé nudc day thuyén 1én cao. Khi méi tung 0 phiéura cong chung, tién von
ching t6i ¢6 duoc chi vén ven 8.300 yén Nhat. Ngay sau phat sting dau tién, con s6 niy di 18n t6i 38
nghin yén Nhat, ting gap 1.000 1an. Nho vao bong mat cd phiéu ctia ky nguyén Dotcom, ching t6i da
dat dugc thanh tyu huy hoang ruc rd.

Ciing o luc, ching t61 cam thy hoang mang. Giira mdi truong xung quanh qué soi dong, doi khi,
chung t61 cling lac mat phuong hudng.

Nam 2000, tai cudc hop téng két thanh tich, Minh Chinh nira dua nira that noi véi méy tram nha phan
tich thi trudng c6 phiéu:

“Chiing t6i kiém duoc qua nhiéu tién, v6i ty 1¢ loi nhuan 1a 34%. That 1a ho then, hinh nhw ching t0i
khong du tu cach dugc goi la cong ty mang Internet, bo1 ban 1inh dot tién qua kém co61.”

Lic bay gid, tiéu chuan so sanh cong ty mang khong phai 14 1gi nhuan ma 1a chién lugc va thi phan,
hay chi don gian la ty 1¢ wa chudng ctua nguo1 dung va mirc do lién két vai cac website khac. Khong



biét manh dan tiéu tién s& bi coi 13 khong c6 tAm nhin xa, khong c6 tién dd. Rat nhiéu nha phan tich
thuong dét ra cau hoi:

“Ké hoach hop nhét ctia Trend Micro thé nao rdi? Co nhiéu tién mit nhu vay thi anh du tinh s€ st
dung nhu thé nao?”

Ho thuong xuyén phé binh chiing t61 qua bao thu, khong biét tan dung gia 0 phiéu cao ma mo rong.
Rét nhiéu giam ddc cao cip trong cong ty cling tat nu6e theo mura, tit bat lién minh sach luoc, gidi
thiéu ddi tuwong hop nhét, kéu ca phan nan vé viée tong giam déc khong kip thoi hanh dong:

“Néu chung ta khong nhanh chong hanh dong thi cong ty nay sé& bi d6i thit mua mat thoi.”
Day 1a 101 thuc giyc thuong xuyén trong ndi bd Trend Micro:

“Chung ta ¢6 phuong thire kinh doanh doc déo, trudc mat, du c6 bi thua 16 nhung tién do rong mo
(khong c6 chut can cir nao vao thanh tich). Cong ty 1ap nghiép nay da dau tu vao, cong ty cd cd phleu
trén san giao dich kia da dua ra gia cao ngat thé ndo, cac ban mubn dau tu hay 1a ngoan ngodn xép
hang? Pay 14 tu thé cao thuong thdy ¢ nhitng cong ty mangmdi ra doi, doi gia cao mdi ban.”

Mot nguo1 gioi xoay so, cO quan ni¢m tién bd nhu Minh Chinh luc nay lai bi gin cai mac bao thi, phai
chiu sirc ép tir cac to chirc, doan the noi bo cong ty va cac nha phan tich bén ngoai. Ngay ca nhing

cong ty mdi ra doi, doi cho gia c6 phiéu ting cao mdi ban ciing déu khinh thuong viée ching toi ra gia
khong nhanh, khong manh.

Trong hoan canh do, phai chong lai sy mé hodc va nhirng strc ép con khé hon ca vi¢c mua hgp nhat.
Sai lam va that bai

Dé “cai thién” diém thiéu sot khong biét dbt tién cho khoa hoc k¥ thuat cta Trend Micro, cac giam ddc
cao cap manh dan thuc hién mot s6 quy€t sach sai lam. Nhung luc dé, diéu nay da khién cho long
ngudi phan khich, gid c6 phiéu tang 1én vun vut.

Quy bbn nim 1999, 1an dau tién Trend Micro mua hop nhat, dung 30 triéu do-la dé mua lai mot cong
ty Nhat Ban c6 lich st phat trién va khai thic phin mém Unix hon 20 nam. Pong thot, chung to1 cting
chiéu mo thém nhén tai & Pai Loan, thanh 1ap ipTrend — cong ty phan mém phat trlen cac san phim
dua trén h¢ diéu hanh Linux, voi ¥ tudng mo rong ing dung cua Linux trong thuc té, tiép budc cong ty
noi tiéng Red Hat ctia My, nhanh chong tung c6 phiéu 1n san giao dich, tao ra mot thi truong moi. Co
duoc tai luc va kinh nghiém phat trién khai thac san pham ctia Trend Micro 1am hau thuin, cong thém
cong nghé tuyét voi cua Unix va tinh hinh tai chinh 6n dinh ctia cong ty Nhit Ban ndy, trong hoan canh
thi truong cb phiéu luc d6, phuong an hop nhit dd dugce danh gia rat tot. Rat nhiéu nhan tai va co tiéng
tam trong cac 1inh vire khac nhau nhu Mahendra Neigi, nha phén tich ¢6 phiéu ki thudt cao ctia Merrill
Lynch tai Nhat Ban; Hayashi Yoshi Nori, Tién si cong ngh¢ thong tin cua truong dai hoc Brown, ting
lam viéc cho IBM tai My; va ciing 1a thanh vién c6t can trong nhom nghién ctru va phat trién ctia cong
ty OpenPath Software Pai Loan va mdt nhom nam sinh wu ti ciia Khoa Cong nghé¢ thong tin trudong Pai
hoc Téng hop Pai Loan, da nhiét liét hudng ting ipTrend.



Hé thong giam ho an toan mang trén hé diéu hanh Linux, két hop ServerProtect mic dinh tur dong dai
tan rong dd mao pham dén ga khong 16 Microsoft. Chi trong bay thang, ching t61 da phat trlen thanh
cong, day manh vi¢c tung co phiéu lén san giao dich. San pham mGi voi cai tén eStation xuat hién véi
sy tung ho ramrd. Tai Nhat Ban, Pai Loan va khu vuc chau A-Thai Binh Duong, chung t61 mé nhiéu
hoi nghi marketing, va ngudi tham du hop 1an ndo ciing tdi con s6 hang trim véi tinh than phan chn,
tin tudng va vui vé. Trong d6, nhitng nha cung cAp nhu Aurora ciing doc strc ghé vai ganh vac, hai bén
cung gitip d& 13n nhau tao thanh thé. Vién canh trudc mat dudng nhu rat tot dep.

Khong ngo, trao luu st dung Linux bién mat trong khoanh khac. Hé diéu hanh mién phi nay khong sao
dot pha di 1én. Nhirng nguoi theo chu nghia ly twong mot phiéu roi vao canh dau kho, ke ca cong cy
con cta Trend Micro ciing thua 15 1ién mién va day cong ty me roi vao canh khé khin vé tai chinh.
Thang 4/2001, ching t6i budc phai hop nhat cong ty niy vao cong ty me.

Pung nhu dy doan ciia moi ngudi, Giam doc Piéu hanh cong ty con 1a Mahendra Neigi chuyén sang
lam Giam dbc Tai chinh cho Trend Micro. Mahendra dtmg ra xin 16i va nhan trach nhiém trudc hoi
d6ng quan tri vé viée ipTrend tir chd sip thanh cong thi gip thit bai, din dén thim hut 30 triéu do-la
tién dau tr. Minh Chinh chi cudi néi:

“Tbi cho rang, that bai 1on nhat cta viéc hop nhat chinh 12 dé mit nguon nhén tai von cd cta cong ty.
Nhung ciing phai cong bang thira nhan, nho viéc hop nhat 1an nay, ching ta s€ thu hut dugc rat nhiéu
nhan tai gop strc cho sur nghiép phat trién ctia Trend Micro, vura phat trién cong ngh¢ phong chdng
virus cua Linux, vira ket hop 1ap dit thiét bi an toan mang cho 0 6 ctrng. Cac nguodn lyc ky thudt nay
khong nhitng khong mat di, ma con lam tang thém sirc song ctia Trend Micro. Hon nita, chung ta c6
duoc vi giam ddc tai chinh wu ta nhat, nghin vang ciing khong d6i duoc.”

Minh Chinh luén lac quan va biét nhin xa trong rong, khong hé nan long. Nhirng 101 anh ndi ra la nhirng
101 tan day long, khong chi 1a an tigiam doc tai chinh hay hdi dong quan tri.

Tuy nhién, khoan von vé hinh quy bau nay duong nhién khong dugc thi truong co phiéu lac d6 chip
nhan. Ton that loi nhuan khong thé bu dap bang k¥ thuit tién tién va kinh nghiém. Viéc hop nhat 1an nay
ctia Trend Micro khong thé khong thira nhan 13 that bai. 6 méi chi 13 mdt trong nhitng sach lugc sai
1am khi hoang mang va qua liéu linh.

Sau tho1 ky bong bong

Mua he ndm 2001, Minh Chinh coi con béo tich hop chi la sy d6 Vo tat yeu phai xay ra. Mot sai lam
deu déd manh nha trong sy hoang mang tir hai ndm trudce, va roi gia co phleu d6t nhién rdt xudng nhu
tiéng chudng canh tinh thé giéi, danh thirc gidc mong clia cac vigiam dbc cap cao cua Trend Micro.
Lic do, moi nguoi déu dang “say”. Con hom nay moi nguoi déu cting ngdi trén mot con thuyén. Néu
nhu c6 thé dong tim hiép luc thi may ra van con co hdi song sot sau tai nan 16n, tranh dugc hoa chim
thuyén. Néu 1ong tin tan v&, moi ngudi trach moc 13n nhau, thi mot con thuyén nho trong con béo tap
16n s& nhanh chong mat phuong hudng va roi vao canh tan tac, sé phan kho tranh khoi bién thanh bong
bong.

Tan day 1ong, chiing t6i nhan dinh rang cudc hop gidm déc cap cao lan nay s& quyét dinh twong lai cta
Trend Micro. Mac du ching to1 c¢6 long tin v&i 14 vi dong sy, nhung cude thir thach 16n lao nay 1a qua



strc, phan trng ctia mdi ngudi ra sao rat khé du doan, hdu qua cua ngdn don nay ciing kho dy tinh
trude. Khong nhitng thé, sau thoi ky phat trién ruc rd, rat nhiéu déi tic bdng tré mit. Cau chuyén vé
Vuong Chi Pong, ngudi sang 14p trang Sina.com ciia Trung Qudc bi hoi dong quan tri xua dudi vo 1y,
vi tlrc gidn ma quay ra to giac 1a mot vi du dién hinh.

Ca dém khong chop mit, trong 1ong lo lang, t6i suy ngdm, phong doan, nghi hodc, viéc gin gitr tinh
than doan két gin bo cua Trend Micro c6 phai 1a vi lo1 ich ca nhan trong con bao gia co phiéu thoi ky
bong bong khong? Hay gidng v6i suy nghi chii quan ctia riéng t6i 1a tinh bang hitu trung thanh cung
nhau vugt qua con hoan nan, la gia tri van hoa cua cong ty? Con béo tich hgp mang t61 sy thu thach
hoan my. Thuong truong la chién trudng, ban bé ciing c6 thé tré thanh ké thi. Phai chang moi thur déu
1a gia dbi, bao gdm ca tinh than hop tac doan thé, su chia sé hoan nan chi 13 sy néng ndi nhét thoi sao?

T6i nhin Minh Chinh, nhin 14 vi dong sy. Bau khong khi yén ling nghiém tac ctia cudc hop khién
nguot ta ngat tho, mot bau khong khi bang hoang ctr luan quan mai khong thoat ra dugc, sy binh yén
sau con bdo cang khién nguoi ta hoi hop, lung tang. Con thuyén chong virus trong dai duong ménh

mong biét di vé hudng nao? Sau khi sdng st ¢6 con tiép tuc cude hanh trinh vé phia trude duoc
khong?



CHUONG 4

Ning lwe canh tranh cot 16i

Sau nhitng cudc thao luan k§ ludng, nhitng 1an tranh cdi kich liét,
Cudi cung, ching t6i d nhin rd ning luc canh tranh ¢t 161 ctia minh.

Nhitng dac diém doc d4do manh hon ddi thi canh tranh, 1a thuc luc cha yéu quyét dinh su séng con cua
Trend Micro.

Con bao tap mua sa ndy c6 tranh ciing khong duoc, tai hoa giang xudng, lai co thé thiy thyc chat cta
ban linh gianh sy song that su.

Chi can ndm viing dugc nang luc canh tranh c6t 161 nay, cho du trude mat la cudng phong cua con bao
tich hop, chung t61 van virng budc tién vé phia trudce.



Sau con bao

Cudc tAn cong cta con bdo kinh t& va sy nd tung cia bong bong Internet khién cac cong ty trén toan thé
giéi bi mot phen chao dao. Con bao tich hop da 1am thay doi van ménh va hudng di ctia biét bao con
tiu trén bién ca. Trong con bio nay, Trend Micro phai 1am thé nao dé c6 thé cudi gio ludt song thoat
ra? So6ng cao cudn cudn, miy gié thét gdo ngat troi, dau 1a cang tranh gio?

Cudc hop ton vong sinh tr mua hé nam 2001 da thir thach tri tué, diing khi va tinh ban cta 14 vi giam
doc cap cao cua Trend Micro.

Sau khi con bao di qua

Sau khi Minh Chinh néi lién mot mach vé tinh nghiém trong cua ba con bao, mot sy that tan nhan bay
ra trudc mat moi nguoi la gia co phiéu s& tir tir giam xudng kéo theo ca gia trj thi trudng cta cong ty.
Bau khong khi nang né nhu mudn bop nghet moi ngudi. Khong ai thét 1én mot 10, tham chi, cung khong
dam nhin thang vao mit nhau. Duong nhu ai cling cam thay ho then va phai chiu trach nhiém vé that bai
lan nay. Trong nhitng trurong hop thé nay, to1 thuong tiép 151 Minh Chinh, nhung ltic ndy t6i cling cam
thay rat kho xir, khong biét nén néi tiép thé ndo.

Nhung khong ngo, Giam dbc Tai chinh Mahendra Neigi, luon bi ché gidu 1a “chua” bi quan, lai 1a
nguoi dau tién pha v bau khong khi tram lang do:

~ A u/\ AY X‘7 /\i V ’i ~N . /\u \ /\u \ ~N A A i \ : ~
“Con bao dién cudng vira xay ra doi véoi co phi€u toan cau la mot hién tuong khong binh thuong. Ba
g0 mo1 1a lac bat dau stra chira ma thoi.”

Mahendra 13 ngudi dau tién phai dting miii chiu sdo trude cac cd dong. Ngay tir hai thang trudc khi ¢o
cudc hop nay, anh da phai chiu sirc ép tir nhiéu phia. Vi vay, mac du la nguo1 bao thu, nhung lac nay
anh lai 14 ngudi tram tinh nhat, chiu dung dugc sirc ép nhiéu nhat. Anh va Minh Chinh 12 hai nguoi sat
canh vuot qua hoan nan ctia ipTrend, phai nhiéu 1an ¢mg pho trudc nhitng cau hoéi hoc bua ctia cac nha
phan tich dau tu, nén giira hai ngudi sém hinh thanh tinh ban than thiét va su dong cam sau sac. Trong
bau khong khi ngot ngat khé chiu do, anh Ay 1a nguoi du tién n6i nhitng cdu an ui:

“Ty 1¢ o1 tirc trén cd phan (EPS) ctia chiing ta tirng c6 lac 18n téi 500 1an. Diéu ndy hoan toan khong
hop ly. Du hién tai ching ta quay tr¢ lai voi con sé hon 50, nhung ciing van 12 cao. So vo1 nhiéu
doanh nghiép khac, 16 rang, cac nha dau tur van rat tin tuong vao chung ta. Toi cho rang bién dong gia
co phleu 1a diéu binh thuong va xet & goc do nao do, nd cling mang lai nhiéu diéu tt dep. Chi c6 diéu,
quyén lyra chon ¢6 phiéu ctia nhan vién ro rang da bi giang mot ci manh. Van dé ma bay gio ching ta
can phai suy nghi 1 1am thé nao giit viing long nguoi.

“Theo anh chung ta c6 thé ting trudng nhu trude duoc khong? — Phé Giam ddc Piéu hanh bo phin
nghién ctru va phat trién Luong Qudc Binh hoi.

“Néu ching ta c6 thé trd lai thoi ky dinh cao, thi khong can phai lo lang téi van dé si khi s& ndy sinh
khi c6 phiéu tr¢ thanh dong giay 10n.”



“Khong thé tré vé thoi ky phon vinh nhat! Thoi dai d6 da qua roéi, bong bong 1a nhu vay do!”

Vi giong ndi chic nhu dinh dong cot, Mahendra Neigi chit dut soi hy vong mong manh cudi cung cua
moi ngudi. Cac giam ddc déu im ling. Trong quy ndy, cac bd phan déu co sai sot, nhung ¢ cach gi tot
hon dam bao dat dugc thanh tich cho quy sau khong? Dau sao su ting trudng ciia mot doanh nghiép
can dya vao sy hop tic cua tit ca cac bd phan tir nghién ctru khai thac san pham, marketing, dén dich
vu khach hang. .. Chi dwa vao cac bo phan tuyén trudc thi du c6 marketing tot dén dau, doanh nghiép
cling khong thé 1am dugc gi. Hon nita, néu gidi doanh nghiép cit giam du toan chi tiéu cho san pham
cong nghé thong tin, thi cho du c6 marketing dén dau ciing khong thé thay doi dugc? Mot bau khong khi
im Iang bi quan trum 1én ca can phong. L& nao gidc mo cai cach mang Internet trén toan cau da tan vo?
L& nao 1y luan kinh t& m6i vang doi siu nim trudc lai bi pha san dé dang dén vay? L& nao moi nd luc
cd gang ctia cac bac anh tai trude day déu d6 hét xudng song xudng bién? Chi mot cau don gian “bong
bong” 1a c6 thé phai sach moi hoai bio 1y tudng sao?

“R6t cude, bong bong 1a cai gi? La gia c6 phiéu, 1a gidc mong Internet, hay 1a chinh ban thin mang
Internet?” — T61 dua ra mét cau hoi.

“Ban thin mang Internet khong phai 1a gidc mong! Internet hoan toan la vii khi sic bén khong thé thiéu
d6i vé6i twong lai cta cac doanh nghi¢p. To1 khong tin rang qua con thach thirc ndy, cudc séng con
nguoi lai c¢6 thé quay trd vé thoi dai khong c6 Internet, chir dirng ndi dén hoat dong ctia doanh

nghiép!”
D1 Hoa 1ap tirc phan trng:

“Mang Internet khong thé tro thanh bong bong, chi c6 diéu moi ngudi phai nhan thie rd nd 1a mot cong
cu can thiét, giup cai thién cudc song va giao tiép cta con ngudi, chir khong hé pht dinh hoan toan thé
ché, khong 1am ddo 16n cudc sdng ciia con ngudi, nhung khong phai 1a liéu thube thanh giai quyét moi
vudng mic.”

Nhan thire r6 dugc su that nay, choc thung cai bong bong dang cang ngay cang to, cac nha dau tu co
tAm nhin thién can bat dau rat ngin vong chu chuyen tién té, con cac nha dau tu c6 tam nhin xa ciing bat
dau khong con du kién nhan, cic doanh nghiép d6t gan hét tién von ma chua thay 101 13i, nhin dau ciing
thay kho khin chong chat, bat dau quan tri. Nhitng ngudi bao dan c6 hoai bao 16n lao thi thiéu han chd
dua co ban, dan dan tinh ngd ra, mang Internet co6 thé thay doi, cai thién cudc séng con nguoi, nhung
khong hé thay doi ban chét thwong nghiép. Cubi cting, diéu ma cac c6 dong can 1a ty 16 thu lao dau tu,
nguyén tic sinh ton ctia cong ty 13 ting truedng lién tuc va ¢ 1oi nhuan, con thir ma cac khach hang can
13 san phim chit lwgng, c6 ich. Nhitng thir nay déu khong thé chi dya vao hoai bdo ma rang budc, day
1a sy tudn hoan phat sinh dudi ché do chu nghia tu ban, can phai moc nbi chit ché v&i nhau, mdi bén
déu c6 loi thi mdi ¢ thé duy tri 1au dai. Néu khach hang khéng nhan ra loi ich ctia san phim, khong
biét cach dung n6 dé ting thém strc canh tranh, thi ho s& khong bao gio' chiu moc hau bao ra. Do do,
san pham ctia cong ty sé khong tim duoc khach hang va duong nhién cong ty cling khong thé duy tri
tang truong va dat lo1 nhudn. Néu vay, tha rang dau tu tién vn vao viéc khac con co ich hon. bay la
mdi quan hé nhin qua khong gi ¢ thé rd rang hon, nhung do su thinh hanh cua 1y luan kinh té che gidu
ma thoi.

Hoa thanh bong bong c6 1€ 1a giéc mong gidu c6 trong mdt dém? Mang Internet van ton tai, hon nita



ngdy cang pho bién, chirc ning cang ngay cang da dang, strc anh hudng dén moi phuong dién doi song
clia con ngudi cang ngay cang 16n. Trong twong lai khong xa, nd hoan toan khong thé bi mai mot,
khong thé bién thinh bong bong. Thé ma ban thin mang Internet da khong chét, cac cong ty mang
Internet c6 gia khac chic chan cling s& ton tai, thé thi tai sao ching ta phai bi quan chit? Ttr nho t61 da
khong tin bi quan co thé giai quyét duoc moi van dé, toi cting khong thich bau khong khi tri tré. T61
lu6n mong mudn va tin rang ong troi khong tuyét duong song cua con nguoti, ludn nghi dén mat tot dep
ctia van dé. Co 18 t6i duoc ké thira tinh lac quan cua cha me, khién t6i dugc troi vu dai; cling c6 1€ tu
mot quyén sach ma t6i doc tir hdi con nho di anh hudng dén ca tinh cua t6i; ciing c¢6 thé giéng nhu 10
Minh Chinh néi, t6i chi khong am hiéu nhirng kho khin trén dudng doi, bat luan thé nao, t6i ludn chong
lai su bi quan, khong ttr bo hy vong.

Ngoén nghé riéng

“Néu mang Internet khong phai 1a bong bong ma 13 vii khi sidc bén sdng con cia cong ty, thi mot cong ty
bao mat mang nhu Trend Micro ton tai 1a mot tat yéu khach quan. Chi c6 diéu 1a hoan canh khéng cho
pheép mo rong tang trudng, hon nira sy canh tranh sinh ton giira cac cOng ty mang ngay cang tr6 nén
quyét liét, chi c6 nhitng cong ty that sy ¢6 thuc luc mdi ¢ co may ton tai. Trend Micro khong c6 thuc
luc sinh ton nay sao?”

T6i dua ra cAu hoi nay vdi y d6 khich tudng. Cho du khong lac quan téu nhu 61, thi nhitng ngudi ban
dang phin du d6 ciing c6 dugc y chi khong cam chiu that bai, khong dé dang vut bo giang son cua
minh. “Suy nghi truc dién” c6 thé 1a budc dau tién danh vao su bi quan, mién sao kha ning canh tranh
ctia chung t6i khong mat di, néu moi nguoi dong tam hiép lyc ting cudng thuc lyc thi s& ludn c6 hy
vong vuon lén lan nira.

“Puing vay! Hiéu mot cach don gian hon, ching ta phai xem lai, nghién ctru va thao ludn ning luc canh
tranh cot 161 cua Trend Micro.”

Minh Chinh d6t nhién tré nén hao hirng:

“Cai goi la nang luc canh tranh cot 161 chinh 14 bi quyét riéng va ciing dé thuc hién ctia ching ta. Vi du
nhu Tiger Woods choi gon, tit ca tai hoc ca doi dugc phat huy la ¢ cai gidy phat vung cay gay do, chi
trong ¢ nim gidy, anh dy 14 tay gén s6 mot thé gidi, khong ai sanh kip, day 1a s6 phan may man cong
thém kinh nghiém va tri thirc dugc tich lily. C6 nguoi tip ca doi cling khong thé dat dén dang cap ctia
anh ta. Co ngudi cho du c6 duge may man nhu anh 4y, nhung thiéu mat kinh nghiém khi tham gia thi
dau, thi ciing khong thé xung vuong nhu anh ta. Khi virus hoanh hanh, Trend Micro c6 thé phat huy
thyc lyc da tich liy dugce béy lau, dam bao an ninh mang, lu6n nhanh hon, chuin x4c hon, tdt hon so
vo1 nguoi khac, thi do chinh 1a nang lyc canh tranh cOt 161.”

“Nhu thé c6 nghia la ching ta khong chi dya vao nhirng k§ nang co ban dé sinh ton, ma thir vii khi dé,
gianh thang lo1 1a nang lyc ching ta c6 ma nguoi khac kho co the gianh lay hay lam theo.” — Giam doc
Kinh doanh Nick Dederer bo sung thém.

Dich LE.Alp,, nguo1 vira léy hoc vi MBA cua truong Pai hoc Los Angeles, bang California, vira cudi
vira noi rat y nhi:



“Trén ly thuyét, trudc tién, can phai xac dinh chung ta s& gianh thing loi 1a nho k¥ thuat, giéng nhu
Intel, Simens; chién lugc kinh doanh nhu Dell va FedEx; hay mirc gia canh tranh, nhu xe may Honda,
dién thoai di dong Samsung...”

“Duong nhién la ching ta gianh théng loi 1a dya vao sang tao khoa hoc ky thuat.”
Di Hoa néi. C6 tran day long tin va tu hao vé doi quan nghién ctru phat trién ctia minh.

“Sang tao duong nhién 13 quan trong, nhung néu nhu ¢ thir hoi khach hang, tai sao phai tiép tuc mua
san pham cua Trend Micro, thi rat nhiéu nguoi s€ tra 101 1a vi dich vy khach hang cua ching ta.”

Téng Giam ddc Piéu hanh chdu Au Raimund Genes, von xuit than tir g161 k¥ thuat, yéu thich khoa hoc
k¥ thuat cua Trend Micro nén mai gia nhap, n6i thém. Nhirng nam rén luyén kinh nghiém trong mang
nghiép vu ban hang khién anh thay d6i kha nhiéu. Anh gan giii, tim hiéu tim tu cta khach hang, cong
bang chinh truc dua ra 101 khang dinh d6i v&i dich vu khach hang ciia chiing toi.

Pén luc nay, Dich Lap 1a nguoi dan dau doi quan dich vu khach hang k¥ thuat toan cau c6 vé dac ,
vira cuo1 vua noi:

“Thong thuong, toi ludn chéng ddi lai Genes, nhung 1an nay t6i budc phai dong ¥ voi cach nhin nhan
cua anh.”

Nhéc dén thue luc dugce tich Ity nhiéu nim ctia Trend Micro, mdi nguo1 ¢6 mot s§ trudng riéng,
khong ai giéng ai, bau khong khi khong con qua nang né. Chung t61 chuyén tam thao luan vé ning luc
canh tranh cdt 15 cua Trend Micro. Gat bo gia co phiéu va van dé bong bong sang mot bén, chung toi
chi tip trung vao van dé co ban, cot 101 cua viéc kinh doanh: thyc lyc co ban nhat. Diéu nay khién moi
ngudi yén tim, nhanh chong 14y lai niém tin. Tri tué va kinh nghiém tich lily hon mudi nim khong thé
thay d6i theo sy thay doi gia ctia thi trudng cd phiéu. Niém tin khong mat di, ma nguoc lai cang vudng
vao tai hoa cang duoc ting cudng, that bai cang gitip ching toi quyét tim budc 1én mot tim cao mai.

Minh Chinh bét dau viét [én bang trang nhirng y kién ctia moi ngudi vé ning luc canh tranh cdt 151, bao
gdm nhirng van dé nhu chuyén tam phong chdng virus, dimg viing trén thi truong chau A, gi4 thanh
nghién ctru khai thac thap, vin hoa cong ty, lién minh sach luoc, nén tang quan hé t6t dep, ning luc
sang tao, doi quan dich vu khach hang vurgt pham vi qubc gia, thi phan, ning luc quan ly tap trung, ky
thuat cong néi mang, phan mém diét virus trén Unix, su khang dinh ctia khach hang d6i v6i cong ty,
murc d6 dugc ua chudng tai thi trudng chau A, su 6n dinh tai chinh, tinh thin 1ap nghiép, ding hang
dau trong quan 1y san pharn, ki¢n toan mang tai cac ctra hang, kha nang trng bién nhanh. .. Moi ngudi
khong ngumg néura y kién, nét chit ctia Minh Chinh mi Itic mot rdi thém, nhang nhit chit trén bang
trang

“Chua day 20 phit ma ching ta c6 thé dwa ra nhiéu hang muc vé ning lyc canh tranh nhu vy, du thay
rang moi ngudi van tran day niém tin vao Trend Micro! — Minh Chinh dic ¥ v6 cting — Nhung néng
luwc canh tranh ¢t 16i phai that su 6 du kha nang giup ching ta thing tran, c6 du kha ning hd trg cong
ty tang truong thuc chat. Néu chung ta chi c¢6 thé Iira chon ra nim trong hon 20 hang muc nay, thi d6 s&
la hang myc nao?”



Cau hdi nay cang khién cho moi ngudi thao luan soi ndi. Sau cudc tranh luan quyét liét, c6 nhitng hang
muc bi x6a dé dang, hoic 1a do khong thé chic chin duogc chung t61 ¢6 manh hon dbi tha khong, hoac
1a do d6 1a diéu kién sinh ton co ban trong sy nghiép tin hoc phan mém, khong thé trd thanh ning luc
canh tranh. Sau khi thdo luin hai hang muc vé ning luc sang tao va quan 1y san pham, khong phan cao
thap, danh phai hop nhat thanh mot hang muc, vi ching twong trg 13n nhau, khong thé thiéu mot trong
hai tha.

Chi phi nghién ctru, phat trién san pham thap tuy giup ning cao lo1 nhuan, nhung khong phai la yéu to
thiét yéu trong canh tranh, béi vi trén thuc té, gid ban ctia chiing t6i van cao hon cac d6i thu khac. Doi
quan nghién ctru khai thac va d61 quan dich vu khach hang ky thuat 1an luot cam ré sau vao thi trudng
bai Loan va Philippin. Néu noi 1a gia thanh thap, chi bang noi la nhan tai vu t0, thai d¢ 1am viéc trung
thanh va cdn man. Ngoai ra, vin hoa cong ty la van dé gy ra nhiéu tranh cii nhat. bay qua la diém
khac gitta ching 61 v6i moi nguoi. Két hop vu thé cac khu vuc trén thé gidi, hop nhat thanh vin hoa
doc dao, tao dung nén modi tredng da dang, khich 1€ su sang tao, gdy dung tinh than hop tac doan thé
vuot cap qudc gia, nhd d6 c6 thé phon vinh ryc 18, 1a diéu ma moi ngudi dong ¥ tuyét d6i. Tuy nhién,
sau khi thao luan vai 1an, mic du vin hoa ¢6 strc anh hudng to 16n, nhung rat khé phan anh tryc tiép
murc d6 ting truong clia cong ty. N6 1a cai gbe sinh ton cta ching toi chir khéng phai 12 ning luc canh
tranh c6t 181, nén danh cat bo. Cudi cung, ching toi tim ra ndm diém cdt 161 vé strc canh tranh cua
Trend Micro nhu sau:

1. Cong nghé phong chdng virus tién tién

Niam 1988, khi Trend Micro méi thanh 14p, ca thé giéi chi c6 ndm con virus may tinh. Hai cong ty san
XUAt phﬁn mém phong chéng virus moi dugce thanh 1ap, mot 1a cong ty McAfee ¢ phia bic California,
hai la Trend Micro ¢ phia nam California. Pén ndm 1995, véi toc d6 virus ting 1én dén hon 30 nghin
con, sd lugng cac cong ty phong chéng virus ciing nhu nudc dang day thuyén 1én cao, ting 1én hon 500
cong ty trén toan thé giéi. Sau nay, do canh tranh khdc liét va bl mua di ban lai, sap nhdp v6i nhau, chi
con lai nhitng cong ty phong chdng virus ¢ quy md toan cau mdi co thé ton tai. Sau thoi ky mang
Internet thinh hanh, lai ¢6 hang tram cong ty phong chdng virus khong theo kip khoa hoc ki thuat tién
tién da bi dao thai. Tir ndm 2000, ki thudt tao ra virus ngay cang mo1 me, khac la, nhiém vu cua cac
cong ty phong chéng virus ngay cang kho khan. Trén toan thé gidi, nhitng cong ty phong chdng virus
duoc cac doanh nghiép 16n chap nhan chi con lai chwa t¢i ndm cong ty. Cho dén hom nay, tranh ba
thién ha chi con lai ba cong ty 1a: Trend Micro, Symantec va Network Associate, nhung cong ty ma
nguoi sang 1ap van con nam gitr vi tri ding dau thi chi con lai duy nhat c6 Trend Micro.

Thot ky dau khi mgi lap nghlep, ngai McAfee 1a chd kha than tinh thuong xuyén trao doi véi ching to1
vé k¥ thuat phong chong virus. Nam 1991, 6ng ban cong ty cua minh. Khong lau sau, cong ty do d6i tén
thanh Network Associate. Con McAfee bat dau gy dung lai tir dau, quay trd vé hinh thirc ctia mot
cong ty mang cho phep download mién phi cac dir liu. Piém khac 1a & chd, lan lap nghiép nay lam
cho thi tién ctia 6ng ta day dp. McAfee khong can phan ban tim téi viéc kiém tién nira. Con ngudi

sang 1ap Symantec 1a Gordon Eubank, khoi nghiép tir viéc sap nhap. Sau khi mua hop nhat cong ty clia
Norton, mdt céng ty hang dau vé phin mém, Symantec da dat dugc thanh cong bat ngd. Sau khi chung
t6i 1ap nghiép duoc hon ba nim, ong ta lai mua tiép phan mém phong chéng virus ctia Central Point va
gia nhap vao hang ngfi phong chong virus. Eubank tirng dén Nhat Ban thim chiing t6i. Sau nim 1995,
do khong theo kip xu hudng mang trén toan cau, cong ty dan dan yéu thé va roi vao tinh canh tham hai.



Ong phai nhuong chirc cho John Thompson va bién mat khoi gidi kinh doanh. Chi con lai Minh Chinh,
Di Hoa va t0i tur khi sang lap ra Trend Micro nam 1988 dén nay chua bao gid chenh mang. Ngay nay,
cong ty dd c6 mét trén thi truong co phleu duoc gan 15 nim, ba nguoi ching t6i van dong tam hi¢p
luc, can man khong mét moi, bon ba khap noi trén thé gi&d1 nhu My, Nhat Ban, chau Au, chau A.

Nho y chi quyet tAm ctia ngudi sang 14p ban dau va cua rat nhiéu k¥ su trinh do cao, Trend Micro da
6 vo s6 chién thang huy hoang trudc virus mang, tir Michelangelo, Friday 13th, Melissa, I love you,
Code Red, Nimda va gan ddy nhat 1a virus Blaster, SoBig. Khong ¢ virus nao chung tdi khong may
mo, nghién cury, tim cach xu 1y. Kinh nghiém va kién thire tich lily dugc ngdy cang nhiéu thém. Tt ca
cac san pham déu do ndi bd cong ty nghién ctru, sang tao, ching t61 chua ting mua lai hay thué bat ky
cOng ngh¢ nao cua cac cong ty phan mém khac. Ching t6i s& hitu rat nhiéu cong ngh¢ phong chéng
virus ¢ ban quyén sang ché. Chiing t6i ciing tirng trai qua nhitng vu kién vé ban quyén va da budc doi
tha phai thua kién. Lién tiép sau ndm trén Gartner Report danh tiéng thé gidi, tim nhin cong nghé cua
Trend Micro ludn giit vi tri hang dau.

Su that khong thé chdi cii nay chirng minh cong nghé phong chdng virus ctia ching toi hon hin cac ddi
thi.

Tri thue tich Ity dugce khong chi phat huy 0 cong nghé, ma con dugc phat huy trén cac phuong dién
nhu dich vu khach hang va phuong thirc kinh doanh quyét thing. Khoéng con nghi ngo gi, day chinh la
thuc luc cdn ban dé Trend Micro ton tai, dong thdi 14 strc manh canh tranh véi dbi tha cta ching toi.

2. K§ thudt cong mang va thi phan

Khi virus hoanh hanh trén cac may tinh riéng ¢, Trend Micro da di truéc mot bude khi phat trién phan
mém ServerProtect. Khi virus mang cong pha 6 at, Trend Micro lai di dau phat trién k¥ thuat phong
chong virus cong mang InterScan. Khi virus tin cong cac file server, Trend Micro di nghién ctru phat
trién ScanMail, phan mém phong chong virus cho mail server. Khi san phdm méi cua ching t61 dugc
tung ra thi truong, rat nhiéu ngudi ché gidu, nghi ngo chat lwong, dén khi virus méi xuét hién, chi co
phan mém phong chong mdi ngan chin duge. Cac doanh nghiép mdi giat minh tinh ngd, voi vang dén
mua.

Lién tiép bdn nam, trong ban bao cao ty 1& chiém Iinh thi truong phan mém phong chéng virus toan cau
do Cong ty International Data Corporation (IDC) cong b, phan mém phong chong virus cong mang va
ServerProtect ctia Trend Micro ludn ding dau, vuot xa cac déi thi. Ty 18 chiém linh thi trudng 16n da
xac dinh vi tri dan dau ctia ching t6i trén thi trudng.

Can phai biét rang, s6 cong ty c6 thé dem phin mém va tién vao chiém gitr mang Internet vuot cap
qubc gia chi dém trén ddu ngon tay, khong qua 20 cong ty, gom c6: IBM (Lotus Notes), Oracle,
Microsoft, Computer Associates, People Solf, SAP, Sybase, Novell, Sun Micro, CheckPoint... Ngoai
nhirng ddi thu canh tranh nhu Symantec, Network Associate, con thém ai nita? T61 khong tin ban ¢6
thé ké dugc thém tim cong ty danh tiéng khac. Va du danh sach ban dua ra co nhirng ai, Trend Micro
nhat dinh c6 mot chd dirng cho riéng minh. C6 duoc dia vi nay khong phai la dé dang. bang quy hon
12 phan mém cua ching toi dd nam duoc diém trong yéu cua ky thuat mang, do chinh la cong mang, tat
ca tu 1iéu déu phai thong qua con dudng ndy. Piém trong yéu nay giup chiing t61 di trudc nam bat co
ho1, bao v¢ an toan cho mang cia doanh nghiép, viéc nguoi khac khong thé 1am dwgc. Xuit phat tir
diém ndy, van con vo so tinh kha thi trong phat trién phan mém.



Cong nghé nay va dia vi trén thi trudong 1a mot trong nhitng niing luc canh tranh c6t 161 cua chiing toi,
1a kha ning bung phat khong thé coi thuong.

3. Can bang gitta d6i m&i cong nghé va tung san phamra thi trudng

Po6i mbi cong nghé va tung san phamra thi truong, néu hai thir nay tach roi nhau thi chung khong phai
1a nang lyc canh tranh déc biét. Cac cong ty phan mém déu sin c6 nang luc co ban do, nhung sy can
bang giita hai thir ndy lai 13 van dé khac. R4t nhiéu cong ty phin mém c6 du kha ning d01 moi cong
ngh¢ hién nay, nhung cong ngh¢ do c6 ich hay khong? Co gitip nguoi tiéu dung giai quyét van dé, nang
cao nang luc san xuat, vira tién hanh vira két hop moi mdi lién quan gitta cong nghé va dich vu khach
hang, phat trién thanh san phim phan mém hoan chinh, dua san phim ra thi trudng, tiéu thu thanh cong
trén thi trudng todn cau... duoc hay khong?

Nhitng cong ty phan mE::m c6 du kha nang quy hoach va tung san phiam ra thi treong ciing khong phai la
it, nhung nhirng san pham do 1iéu c6 do1 mo1 cong nghé hay khong? Hay chi la nhirng san pham bat
chudc, mo phéng, phuc ché?

Can bang gitra d6i méi cong ngh¢ va viéc tung san pham ra thi truong la viéc khong don gian, qua
trinh ndy can phai biét nguoi biét ta, tir viée hiéu dugc nhu cau ciia khach hang, nhiing van dé dang ton
tai, chinh 1y van ban sach lugc nhu cau thi truong, vach ra quy cach san pham, doi méi cong nghe¢,
phat trién nhirng san pham phit hop v&i nhu cau thi trudng, nhung khong duoc coi nhe viée quan 1y va
nang cao chit lugng san pham, phdi hop cong bd cac loai vin ban nhu thuyét minh tai liéu ky thuat,
béo cdo thir nghiém, v.v..., dong thoi duwa ra ké hoach toan dién vé: chinh séch gia ca, thong tin dinh vi
san pham, dién giang hen ket mang, quang cao, dao tao cac nha phan phodi... va phdi hop véi céac sur
kién lén cua gioi cong nghé thong tin & cac nudc, sap xép thoi co thich hop dé tung san pham ra thi
truong. Va duong nhién, trudce khi tung san pham, nhat dinh phai c6 sach lugc dich vu khach hang
hoan thién, 1am tot cong tac hudn luyén dao tao ki thudt cho nhan vién b phan dich vu khach hang
(xem bang 4-1)

Vin Kkién ndi bo ciia Trend Micro: Héa don kiém tra san pham dwoc tung ra thi treong.

Cong b ké hoach Béo c4o van tat nham vao khach hang
Cong bd ké hoach 1én toan cau Béo c4o van tat thong 16

Cong bd ké hoach cac khu vuc cac nuée B4o c4o vian tt thong 16

Tu liéu thue t€ can c6 dé phat biéu B4o cdo vin tit vé cac nha phan tich

Bén thao cong b trén phuong tién truyén

thong Huén luyén dao tao



Thuyét minh chirc ning san pham Vé tram mang ctia cong ty

Hoi-dap nhitng van dé thuong gip doi voi

. Su d61 mo1i ctia tram mang ndi bd
marketing

Hoi-dap nhitng van dé thudng gip vé ki thuat Do6i mdi tai mang don vi hanh chinh

Sach trang vé san pham Pong goi san pham
S6 liéu gia c4, so lidu san pham Ché tao hop dong goi
So sanh véi cac san pham canh tranh Viét sach hudng dan cho ngudi st dung

Sﬁgfn thiéu so luge danh gia hiéu qua cua san ohi dia CD

Hoat dong va thiét 1ap con dudng cho cac ctra hing

Cau chuyén thanh cong nghién ctru cac file NP
Ye g nghi budn ban

Huén luyén vé san pham Hang loat hoat dong cong bb san pham

Ké hoach huin luyén

Moi thtr déu dugc bd tri 6n théa, dan dan kinh doanh tirmg budc, nhung t6i ciing khdng dam bao san
pham tiéu thy thanh céng. Chu trong qua nhiéu dén k¥ thuat hay hoat dong marketing ciing déu dan dén
that bai. Qua it su sang tao hay marketing khong hiéu qua con kho thanh céng hon. Do vay, su cin bang
gitta hai thai cuc trén 1a rit can thiét.

Trend Micro ciing da thanh cong phan nio khi tung ra hon muoi loai san pham sang tao, moi loai lai
c6 hon muoi phién ban dugc d6i méi hang ndm. Trong vai nim tré lai day, s6 1an cong bd san pham
khéng dudi 100 1an, nhitng thanh qua git hai duoc chirng minh ching t61 ¢ nang lyc canh tranh cot 16
la “tung san pham sang tao thanh cong ra thi truong”. Tuy khong thé ndi rang trim tran trim thing,
nhung ty 18 s6 tran thua chua dén mot phan muoi. Piéu dang quy hon 12 san phAm ma chiing t6i tung ra



vinh vién 13 tiéu chuin sang tao mdi trong gi61 doanh nghiép, la san pham lam thay ddi quan niém
phong chdng virus, luén ludn di trude it nhat 13 nira ndm vé mit k¥ thuat. Pay 1a niém ty hao va ciling
13 nang lyc canh tranh cot 16i chic chin va bén viing ctia ching t6i.

4. Tiéng tam va sy kién toan cua mang luéi dich vu khach hang toan cau

Phan mém kiém tra email eManager cua ching toi trudce day da pham phai mot sai 1am rat nuc cuoi,
toan bo chit “p” trong email déu bi x6a. Ngay 1ap tirc, Pink bién thanh Ink, Pear bién thanh Ear, Pill
bién thanh I11, Price bién thanh Rice. Khi mot chit cai bi mat, dy trang gidy 1a toan nhirng tir v6 nghia.
Khach hang cua chiing t61 vo cung tirc gian, dac biét 1a nhirng khach hang nguo1 Puc, duge ménh danh
1a nguoi can than chit ché.

Pung vao thoi diém con virus d6 hoanh hanh, ching t6i t6 chirc “Hoi nghi khach hing quan trong chiu
Av” tai Italia, hon 200 vi giam dbe cép cao cta cac cong ty chau Au dén du chat kin ca mot dai sanh,
canh sic & hd Omo, Italia, lam say dam 1ong ngudi. Hoi nghi kéo dai lién tiép ba ngay, gidi thiéu san
pham moi, thdo luan sach lugc méi vé an toan mang,

Vén ban tinh ludn vui vé lac quan, Genes, Tong Giam ddc Trend Micro ¢ chiu Au va Frank Weiser,
Phé Giam doc di€u hanh & Duc 1ai chi vi chir “p” quai quy nay ma lo lang, bon chon. Budi to1 trude
cudc hop, ho dén ban bac vé1 Minh Chinh va D1 Hoa:

“Khach hang rat tirc gian. Chung to1 da nhiéu 1an xin 16i nhung khong c6 tac dung. Chiing t6i sap xép
ba bita sang “xin 16i”, 1an lugt dung bita véi ba khach hang quan trong bi thiét hai. Cac ban can phai
xin 161, dong thoi dua ra ké hoach hanh dong, bao dam v&i ho s& khong sai 1am nita. Néu khong, ba
khach hang 16n nay c6 thé khong chiu ki tiép hop dong”.

Minh Chinh va Di Hoa khong ai dam trai 1oi. Mic du su chénh 1éch gid giac gitra cac khu vue khién
dau 6c chung toi van con dau é am, sang hom sau moi ngudi déu day rat som, trude khi cude hop
chinh thirc vao lic 9 gid, chi trong mot lic ching toi phai an lién ba bira com sang dé trinh trong xin
161 ba vi khach hang 16n.

Trong ba vi khach d6, giam doc cong nghé thong tin va hai vi giam doc quan 1y thong tin khac cua siéu
thi Metro 1on nhat nudc Pic 13 ngudi dang gom nhit. Ca ba nguoi tir dau dén cudi mit lanh nhu tién,
mic cho Minh Chinh ctii ddu chao, mim cudi xin 18i, ho khong hé mim cudi hay néi mot cau nao. Poi
v6i ké hoach cai tién thiét thuc ciia Di Hoa, ho ciing khong c6 ¥ kién gi. Sau khi néi hét moi 15i hay y
t6t, Minh Chinh thaim nghi dai su chic 14 khong thanh, hop dong sang nim danh phai dé cho 6ng troi
quyét dinh van ménh.

“Ky thuc ching toi s& khong ngung hgp ddng voi Trend Micro.”

Vi CIO cua Metro néi. Bon vi ngoai giao cap cao cta Trend Micro con chua kip hiéu ra thim ¥ nay
thi 6ng ta lai no1 ti€p:

“Khong phai 1a bo1 vi hom nay giam dbc diéu hanh cta cac ban dén ddy xin 16, giam dbc k¥ thuat dén
dé dam bao sé& khong xay ra so xuat ndo nita, ma 1a boi vi doi ngi dich vu khach hang cua Trend
Micro qua thyc 14 rat gii.”



Ong ta no1 lién mot hoi, cd khen co6 ché, khién cho ngudi khac khong thé noi dugc, mot vi gidm doc
khac cua Metro tiép 101:

“Sai 1am cac ban di gip phai that 1a khong dang. May ma chung t6i khong thiét hai nhiéu, bai vi Giam
déc trung tam dich vu k¥ thuat ctia cac ban, Ottma Hoehenberger, va ki su Alexander Baumann d3
thong bao cho ching toi tir trude, ndi rd nguyén nhan va trinh trong xin 15i. Pong thoi lap tre lién lac
v01 doi ngli nghién ctru khai thac thi truong chau A ciia cac ban, dam bao s& giai quyét moi van dé
trong vong bon gid dong hd. Nghe nodi doi ngii dich vu ki thuat cta cac ban & Philippin doi 1énh
24/24, cho nén c6 thé huy dong ngay 1ap tirc, qua nhién hoan thanh nhiém vu ding thoi han, diéu ndy
da khién ching t6i 14y lai 1ong tin d6i v6i Trend Micro.”

Vi CIO ctia Metro di trg lai binh thudng, néi tiép:

“Néu ngay ca nhan vién dich vu khach hang tuyén trudc ctia cac ban c6 thé xin 16i ngay va c6 hanh
dong cu thé, dong thoi huy dong nhin vién & cac doi ngii qudc té dé giai quyét van dé cho khach hang,
chirng t6 nhirng ngudi thay mit cic ban thit su ai ciing c6 tinh than trach nhiém va 13 nhitng d6i tac
dang tin cay.”

Moi nguoi lai cung nhau dung bira sang,

Sau ba ngay, cudc hop két thic, khi n6i 11 tir biét, toi hoi vi giam ddc cong nghé¢ thong tin do:
“Sang ndm tdi van con dip gip lai ong chu?”

“Nhat dinh r6i”.

Ong 4y tra 10 ngan gon, t6i yén tAm vui mirng. Piéu ndy ching t6 rang ho van 1a khach hang 16n cua
ching t6i. Alexander va Ottma vi vy ma tr& thanh nguoi anh hing d3 giup cho hop dong duoc ky két.
Thang 7/2003, Trend Micro tai nudc Puc gianh dugce gidi thuong trung tam dich vy khach hang 2003
(Help Desk Institute Award) do t6 chirc céc trung tim dich vu khach hang trao ting, vinh du doat giai
“T6 chie dich vu trong nudc gioi nhit cac nudc nodi tiéng Dirc”.

Sau ndy chiing t6i tién hanh diéu tra nhitng khach hang chu yéu, cho thdy cac ban hang trén thé giéi déu
rat tin nhi¢m khang dinh tinh than phuc vu cua Trend Micro. Khi dugc hoi: “Tai sao ban chon mua san
pham phong chong virus cua Trend Micro?”” Cau tra 101 chung to61 nhan dugce nhiéu nhat 1a: “Dich vu”.

Hién nhién, day 1a thuc luc canh tranh manh hon han so véi cac ddi thu khac. C6 thé 1am duoc diéu
nay 1a boi vi chung t61 xay dung dugce do1 ngii dich vu k¥ thuat nang dong, sang tao, hiéu qua. Nhan
vién dich vy cac nudc truc tiép noi chuyén voi khach hang, phan 4nh moi van dé lén phong nghién ctru
phian mém diét virus tai Philippin va phan b cac ki su dich vurai rac 6 chau Au, chau A nhanh
chong phan tich van d¢, sira chita sai 1am, cung cip ma diét virus, co6 phuong an giai quyét dén tan tay
khach hang. T61 hoi Ottma Hoehenberger:

“Sao ong dam hira voi khach hang s& giai quyét van dé trong bon gid dong ho?”

Ong dap:



“Pay 1a sy hop tac ctia doan thé. Chiing tdi c6 ngdm giao hen. Toi biét 1a c6 thé tin tudng vao cac ki
su & tuyén hai, tuyén ba phia sau lung minh. Ho nhat dinh s€ tng ho 161 hira ctia t61 do1 voi1 khach
hang”.

Sép cua anh ta 1a Dich Lap vui vé noi:

“Sao lai cham chap nhu thé? Pang 1& chi can 45 phat 1a c6 thé xong — Mang ludi dich vu toan cau
kién toan va danh tleng gop nhat 1au ngay khong phai dé dang c6 duoc, nd 1a tai san cua chung toi.
Ning luc canh tranh ¢t 161 ndy hiéu qua dat dén 97% tir viée ky két hop dong dich vu

5. Sach lugc lién minh “cting dong” tot nhat

Nhiéu nam, t6i chi chi trong dén viéc phong chdng virus. Tt ca cac phan mém bj virus tin cong, bao
g0m cac loai giao thirc c6 cac phién ban ngbn ngit nhu Linux, Unix, Lotus Notes, Internet Gateway,
MS Exchange, HTTP, SMPT... déu c6 san pham phong chdng virus sang ché ciia chung ti. Lai noi
theo nghia rong cua tir phong chéng virus bao gom URL, SPAM, wOORM, TROJON HORSE..

ching t61 déu phat trién céac phuong an giai quyét, nghién ctru phat trién san pham dé d6i pho. Con cac
phan mem nhu turong lira, phan mém nhan dang... déu thudc vé an toan mang, nhung ki thudt hoan toan
khong gidng nhau, nhiéu nim nay ching t6i déu lya chon phuong thirc lién minh sach luge, hop tac day
da voi cac cong ty “ciing dong” nhu Nastak, Check Point, Net Screen. .. hgp nhit san phim, ciing nhau
cung cap dich vu cho khach hang,

Minh Chinh luén kién tri chuyén tAm, tin rang gidi ky thuat chuyén nghién ctru, mdi ngudi phat huy sé
trudng riéng thi co thé phat huy thuc luc ctia ban than, giai quyét nhlrng van dé an toan mang. Mot sach
luge nhu thé dbi choi véi sach luge “Mot tay 6m lay an toan mang” cua d6i thi, nhiéu ndm nay kho
phan cao thap. Du’O’ng nhu cac cong ty vira va nho tiét kiém tién wa thich dung san pham “Mot tay 6m
1y an toan mang”, cic cong ty ¢& 16n thi lai mudn dam bao an toan mang, hau hét lya chon san pham
cung dong tot nhét dé hop nhat hé thong,

Meic du hai sach luge nay déu c6 lic thing c6 lic thua, nhung néu nhur xét trén quan diém lién minh
sach lugc thi ching t6i giit virng sach luoc cung dong tt nhat. N6 khong tao ra su rai ro dbi véi cac
khach hang khac, duong nhién s& chiém thé thugng phong. Vi du nhu Nastak hoic NetScreen ciing co
san pham Tudng lira cta minh, néu nhu hop tac véi Symantec hodc véi Network Associate, san phdm
Tuong Itra ctia hai cong ty nay s€ tr¢ thanh trd ngai trong dam phan, con hgp tac vai Trend Micro thi
s& khong phat sinh ndi lo lang vé canh tranh, c¢6 thé hoan toan tin nhiém. Bé1i vi tat ca ki thuat cta
ching t6i déu 1a tir nghién ctru khai thac, duoc quyén sd hitu 100%, khong giéng nhu cac dbi tha canh
tranh phan 16n 1a mua lai hodc di thué ki thuat.

C6 thé hop tac day du voi cac cong ty khic, ké ca cac linh vire nhu: san pham, tiép thi, con dudng lién
doanh du ¢6 hay khong déu phai lién hé trao d6i v&i nhau, c6 lac co thé muon gid day thuyén, day
manh nghiép vu ting truong. Vé diém ndy, d6i thi canh tranh khong lam duoc, cho nén d6 1a mot trong
nhitng nang lyc canh tranh ¢t 15 ctia ching toi.

6. Tiép tuc cudc hanh trinh tién 1én phia trude

Sau nhitng cudc thao luan k§ ludng, tranh luan kich liét, cudi cung chung t61 cling nhan thirc ré nang



luc canh tranh c6t 18i cua minh. Nhitng ban linh doc dao manh hon hén so voi céac déi thu canh tranh
ndy 1a thuc luc then chdt mang tinh sinh ton ctia Trend Micro. Con bdo ap dén c6 muén trén cling
khong dugc. Nhung nho ¢6 tai hoa nay, chiing t6i ¢6 thé chimng t6 ban linh viuon Ién, tim cach song rat
manh li€t, trai qua mot phen thé nghiém va nhan thirc, ching t61 dan dan lay lai niém tin. Mic ké hoan
canh xung quanh c6 kho khin dén dau, chi can ching t6i nim bat duoc thuc luc chil yéu ndy thi s& thoat
ra khoi dam swong mu, vuot duoc ra con dudng mdi quang ding. Cho du phong ba trude mét co hoan
my dén dau, bong bong lan dén noi dau, ching toi ludn kién dinh vitng budc tién 1én phia trudc.

Sau khi dé moi nguoi thio ludn s6i ndi mot hdi, Minh Chinh méi hung hdn nhin manh:

“Trong bo phim Con béo tich hgp nay, thuyén truong. .. da hy sinh. Nhung cac ban yén tam! Thuyén
trudng trén con thuyén Trend Micro nay khong thé chét, cling s€ khong bd thuyén ma tron di”.

Sau khi thira nhan sai 1am, d6i mat voi hién thuc tan khdc, Minh Chinh chiéu mot birc hinh minh dang
tuoi cuo1 cam chac tay 1ai.

“Nang luc canh tranh ¢t 161 khién chung ta vira c6 niém tin vira c6 quyét tim, nhung diéu quan trong
nhat 1a tat ca chiung ta déu phai thay doi, bat luan 1a t6 chirc hay sach lugce déu phai thay doi theo tinh
thé méi”.

Minh Chinh lai néi tiép:

“Néu chung ta van kinh doanh theo 18 18i cfi, du c6 dugc nang lyc canh tranh cOt 161 kiét xuit dén dau,
chiing ta van c6 thé roi vao canh tram luan dau kho. Khi nguy co hién ra, chi c6 mot con dudng tng
pho duy nhat, 1a thay doi, thay d0i phuong thirc thich img véi moi trudng, thay dOi phuong phap 1am
viéc theo 18 16i cii, thay d6i sach lugc san phim, sach lugc marketing, phuwong thirc chi tiéu, hinh thirc
kinh doanh... Tat ca c6 thé kiém diém nghién ctru lai tir dau, khong co gi 1a khong thé thay d6i duoc.
Tham chi, t61 c6 thich hgp vé1 viéc ddm nhiém chirc vu Tong Giam ddc Piéu hanh ctia Trend Micro
hay khong ciing can phai suy xét cho can than, boi vi toi s& 14 ngudi phai chiu trach nhiém sau cting”.

Minh Chinh dung lai mt lat, trong can phong yén tinh. Néu nhu ngudi sang lap, cha tich ho1 dong
quén tri, kiém tong giam doc diéu hanh c6 thé nghi dén viéc treo mil tir quan, mong mudn cho ngdy mai
twoi sang hon, thi con cai gi 1a khong thé thay doi chur?

Thay d6i 13 diéu rat dau kho. “Chua phai chiu canh rét muét thau xwong, 1am sao ngiri duoc mui hoa
mai ngao ngat thom nirc?”’ Tat nhién, truéc tién phai tir bé vu thé hién co, dit minh vao vi tri khong
thuan loi, md mam tim dudng lai tir dau, tim kiém vi tri méi, thir nghiém mat 1an rdi lai hai 1an, hai 1an
roi ba lan, ctr nhu vay, tiép nhan thach thirc, diéu chinh budc di, sau d6 méi c6 thé hy vong phat trién
sang sua, budc vao thoi ky moi. Cac giam dbc cua Trend Micro duoc hun diic tai ning hap thy day du
mot nén van hoa “thay do6i” nén rat dé chap nhan quan diém nay. Van dé 13 tran don nay khong gidng
nhu binh thuong, thay d01 tat nhién 1a phai dugc tién hanh trén quy mo 16m, d6ng thoi phai nhanh tay
chém dut mé day rdi, néu khong thi chi 13 hoai cong ton strc, 1ang phi thoi gian. Moi ngudi trim ngdm



suy nghi, da c6 diém bao trude vé con mua bio ap dén nha. Cai gi goi 1a nhan sy va sach lugc khong
thé thay doi? Cai gi goi 1a gdc ré dé chiu dung thir thich? Giit 14y hay bo tat phai c6 sy xung dot, sau
khi xung dot xay ra tat t phai co ton thuong, du thdy twong lai trude mat 13 dau kho bai nhirng bién dong
manh mé va la mot vién canh khong rd rang. Nhung diéu t& hai nhat 1a khong chiu thay doi, khong chiu
chap nhin su that. Ca tiép tuc hién trang nay thi khong thé thay twong lai. Lac quan téu chi khién stc
canh tranh mit di nhanh chong. Nhit dinh phai c6 cudc thay d6i voi bién d6 16n thi mdi c6 thé nhay ra
khoéi viing bun, thoat khoéi nguy co bong bong hoa.

Hoi nghi 1an ndy d gieo mot hat gidng “khong thé  khong thay d6i”, hai nim tiép theo Trend Micro d3
phai trai qua nhitng cudc 16t xac, nhu tir chang thiéu nién ngay tho tr0’ thanh mot nguoi trueong thanh
chin chin. Tir viéc gianh thién ha dén viéc tri thién ha, tir thoi ky 1ap nghiép hoang so di 1én theo
hudng kinh doanh qudc t& c6 ché do, chinh sach, tir viéc chi biét coi trong san pham di 1én theo hu’ong
cling coi trong ca dich vu khach hang, tir vi tri ddn dau marketing chuyén sang nghiép vu dan dudng; tir
viéc doc chiém dan dau linh vuc nghién ctru k¥ thuat di theo hudng tham do tim hiéu nhu cau that su
cua khach hang.

Puong nhién tat ca nhitng thay d6i nay khong thé khong lién quan dén sy thay doi nhan su. Rat nhiéu
d6ng su cil phai ra di, nhitng dong nghiép moi gia nhp cling gip rat nhiéu kho khin trong viéc thich
rng voi vin hoa 1ap nghiép cua Trend Micro. Nam gitra trung tAm con 16¢ d6i mdi, ca nhan t6i cling
phai trai qua sy xung dot gitra tinh cam va hi¢n thyc, ban khoan gitra cam tinh va 1y tinh, thir thach
gitra nang luc va sy kién nhan, khién t6i nhiéu 1an suy nghi sau xa vé myc dich sinh ton cia cong ty.
Ciing vi 1& ¢6 ma t6i co su giac ngd véi mire d6 khac nhau d6i v4i van dé quan 1y kinh doanh.

Con Di Hoa thi lai ludng lu gitra gia dinh va sy nghiép. Con trai cua ¢6 méi vao do tudi thanh nién,
con cd con gai ngdy tho, dang yéu moi vao t1eu hoc. Bon nho cang ngiy cang can dén sy quan tim
cham soc cua ngudi me. Piéu nay khién c6 ay phai thay d6i. Trudc day, co luon coi Trend Micro 1a
trung tam cudc song cua minh. Sap t6i, c6 muodn danh nhiéu thdi gian & bén canh con, nhung lai khong
muon tir bo su nghiép nghién ciru phan mém yéu thich ctia minh. Bugc phai lya chon khién co lang
tang, kho xu. Co ¢6 gang giam bot nhirng chuyén cong tac xa nha. Puong nhién diéu nay khién mdi
quan hé me con tré nén t6t dep hon nhung lai giam b6t co hdi tiép xac v6i cac nha phan tich kinh
doanh, cac giam ddc quan 1y cong nghé thong tin cua doanh nghiép, voi khach hang, cac phong vién
nha bao, va khién Di Hoa lo s¢ s& mit di tim nhin nhay bén vé cong nghé cta minh.

Con ddi vi Minh Chinh, mic du rat yéu thich su nghiép phin mém nhung lai khong mudn mii mai giir
chirc vu tong giam dbc diéu hanh. Anh 4y tich cuc tim kiém ngudi ké tuc thich hop, déng thot ra stre
bdi dudng nhn tai trong nd1 by cong ty hy vong c6 thé giao phod cong viéc vao thoi diém thich hop.
Nhung vao thoi dlem giao thoa nay, viéc nén trao lai hoan toan quyén lyc cho nguoi khac hay la tu
minh ndm moi quyén hanh, ciing khién anh 4 ay thuong xuyén ban khoan do du. Nhirng bat 6n va rdi ren
do thay d6i dem lai, khién anh cang phai ¢6 gang giao dich, hop hanh lién mién, di cong tac lién tyc.
Néu nhu khong c6 mot ¥ chi kién quyét va strc khoe hon ngudi, qua that khién ngudi khac phai lo lang
chuyén tudng chua thing tran da bé mang,

Cho du hiéu rat rd su tat yéu phai thay d6i, ba ngudi chiing toi van con bian khodn trin tro rat nhiéu,
dong thoi cling khong thé thich irng nhanh vé1 su giao thoa gitra céi cli va cai md1 chir dung ndi gi dén
nhirng nhan vién khac cua Trend Micro.



Nim bit nang luc canh tranh c6t 181 thyc chat 1a dong tac tim cho ra ngon nguon co ban nhat. Lam the
nao dé cam ré sdu vao nén tang ving vang, phat huy day du tiém ning ndi bd, nang cao si khi cua tat ca
moi ngudi, dong vién khich 1& moi luc luwong, khién cho viée thuc thi sach luoc khong gip trd ngai, dé
gilr virng su tang trudng cua cong ty lai 1a mot doi hoi khac, mot thach thirc khac.



CHUONG 5

Chién lwrgc méi thich nghi véi cac tinh huong
biéndong

Khong thé nao ngd dugc, viéc khong thé khong thay doi trudc hét lai 1a: phuong hudng phat trién cong
ngh¢ ma chung to1 tin tuéng nhat.

Virus khong ngirng khiéu khich, budc chiing t6i phai khong nging sang tao va thay doi chién luoc,
Microsoft dit chan vao linh vuc phong chong virus, khién chiing t6i phai dé cao canh giac.

Nhitng khé khin va van dé khach hang khong giai quyét duogc, cang kich thich ching t6i ¢6 nhitng budc
dot pha trong nghién ctru, phat trién.

Nhirng don tan cong mudén hinh mudn vé tir bén ngoai, cang khién chiing to61 quyét tam vuon 1én.



“Giai doan cwra s0” trong phong chong virus

Chung t6i khong bao gior twong twong duge su thay doi tat yéu ndy lai ¢ thé anh hudng dén dinh
hudng phat trién cong ngh¢ ma minh luon tin turdng nhat. Nhung viéc chung t61 phan cong lai 1a hoan
toan can thiét khi phai chiu dung cac cudc tan cong chong mat tir hang loat virus maoi.

CodeRed

Bung phat vao thang 7/2001, virus CodeRed lam rung chuyen toan bd nganh an ninh mang, Tt trudc
dén nay, hacker 13 hacker, con virus 13 virus. Hacker tin cong va xAm nhdp vao céc trang web riéng
biét, con virus thi 14y nhiém trén dién rong dya trén qua trinh xir 1y ctia may tinh va khong c6 muc dich
cu thé. Cac cong ty lam viéc trén linh vyc chéng hacker khong cung mot linh vyre voi cac nha san XuAt
phan mém diét virus. Nhung CodeRed c0 hinh thire tn cong hdn hop: dung bién phap cua hacker dé
tan cong vao cac 16 hong bao mat trong cac may chu IIS cua Microsoft va thay d6i cau hinh ctia trang
chu, sau d6 dung cac sau may tinh (worm) dé klem soat cac hé thong cuia nguoi dung tr xa. Tu cac h¢
théng bi klem soat nay, no tién hanh cac cudc tAn cong “tir chdi dich vuphan tan’ " (DDoS) vao cac
trang web ndi tiéng. Cac trang web nay co thé bi té liét tam thoi, nén khong thé cung cap cac dich vu
truc tuyen Cac dich vy truc tuyén tir cac trang nhu trang web ctia Nha Trang da binging hoan toan do
cac cudc tin cong ciia CodeRed.

Loai tAn cong theo hinh thirc hdn hop dau tién nay: xdm nhip kiéu hacker véi 1y nhidm bang virus ¢o
mirc d6 anh hudng va quy mo ting vot. Thu pham chinh 13 cac 16 hong bao mat trong hé diéu hanh
Microsoft. Cach giai quyét that su triét dé chinh 14 ti cac ban va 15i tir trang web ctia Microsoft.
Nhung cac nan nhan ciia cac cudc tin cong kiéu ndy déu hoang loan khi ludn & trong tinh trang khong
thé phan biét dau 1a ban, dau la thu. Phan ing dau tién cua ho 13 tim kiém sy tro gip tir cac nha san
xuat phan mém diét virus. Va ching t6i khong thé chéi bo trach nhiém vi chi ¢ cac nha san xuat phan
mém diét virus co kha nang cung cép dich vu hiu mii nhu thé.

Thyec té, virus CodeRed da khién toan bd nganh an ninh mang mat tinh than. Birc tudng lira khong ngin
can noi su tin cong vao khe héng, phﬁn mém virus lai khong nhan biét dugc sy xam nhap cua hacker,
chi con mot cach la cung nhau cong tac chéng lai ké dich m&i mong giai quyét duoc van dé. Tuy nhién,
tir trudc dén ndy, mdi nganh déu gitr bi quyét cong ngh¢ cho riéng minh, phong chéng virus va phong
chéng hacker 13 hai cong nghé hoan toan khac nhau, mdi nganh déu c6 s& trudng riéng. Hon ntra, hai
nganh ciing déu dang & trong tinh thé “luat phap tuy manh nhung trai luat con manh hon gip mudi 1an”,
nén bén nao ciing c6 xu hudng hoan thién cong ngh¢ cua riéng minh.

Chién lugc ctia Trend Micro xua nay 1a ludn trung thanh v&i nhitng “tinh tay tot nhat ctia dong déi”,
cling chinh 1a chuyén tdm vao linh vic phong chdng virus. Trong khi dé hop tic san xuat cac san pham
tich hop, chiing toi dit cac mbi quan hé chién lugc voi cac nha ché tao trong cac linh vire khong c6 loi
thé dic biét nhur tu’ong Itra, phong chdng hacker. Pdi thi Symantec va Network Associates chon chién
luoc “bo an toan™, tirc 1a cung cap tron goi ttr phong chong virus, phong chéng hacker dén tuong lira.
Hai chién lugc tra1 nguoc nhau ndy da canh tranh nhiéu nim ma van khong phan cao thip. Trong cudc
ddi mit véi hinh thire tAn cong hon hop ctia CodeRed, thoat nhin, cac bd phﬁn mém véi hinh thirc bao



vé toan dién c6 vé chiém thé thuong phong, nhung thuc té thi khong phai nhu vay. Ho mua cac san
pham phong chdng virus, phong chdng hacker, burc twong ltra tir nhirng cong ty khac nhau, nén khong
dong bo. CodeRed dé dang di qua cac cua ai tang tang 16p 16p, khong nhirng thé con pha huy hoan
toan ca huyén thoai “bd an toan” bao gdm du thir vii khi phirc tap. Thim chi, c6 cai dat tat ca moi thi,
hé thong van bi tan cong. Con phuwong phap “tinh tiy dong ddi” cta ching toi cting khong c6 tac dung
voi loai virus nay. Nhung ching 61 gitr duoc thé dién vi khéng réu rao 1a “biét moi chuyén trong thién
ha”. D6 14 16 hong bao mét cua Microsoft, duong nhién chiing t6i cling khong thé chong d& noi.

“Giai doan ctra s0” trong phong chong virus

Khi ¢6 kho khan ndy sinh, cho du dé la khé khédn gi, con ngudi cling tim ra giai phap. B phan nghién
ctru va phat trién ctia Trend Micro dimg trude sirc ép chua ting c6. Viée nghién ciru va phét trién
Chuong trinh quan 1y diéu khién tich hop Trend Micro Control Manager (TMCM) ma bd phan nay
dang thyc hi¢n khong thé tri hodn duoc nita. Thoi han ra mét san phém, chat luong va hiéu qua cua
chuwong trinh d tré thanh thach thirc thudng truc. Viée phat trién TMCM mt rat nhiéu thoi gian va
cong stc khi d3 trai qua ba thé hé giam dbc san xuat, hai thé hé giam ddc phat trién va nghién ciru,
cung hon hai nam nghién ctru ma van chua tim duoc giai phap hiru hiéu. Thém vao do, bo phan
marketing da phan hdi lai nhitng nhu cu va thay d6i m&i tir nguoi str dung cho bo phan nghlen clru va
phat trién. D3 c6 lic moi nguodi déu cam thay kiét sirc. Thé nhung, trude sy ngd ngang clia moi ngudi,
giam dbc ki thuat (CTO) cong bd mot kham pha mdi, mot tim nhin mdi chac chan s& mang lai su thay
do1 ky diéu.

Nhitng ndm gan day, cac cong ty phong chdng virus déu rat chuyén tim ning cao hiéu suit quét virus,
thi nhau tim ra ma virus va cong b6 hinh thire diét virus dau tién; ddng thoi don hét sire nghién ciru
khai thac nhirng k¥ thuat quét virus khéng can ma virus nhu Heuristic Scan, MacroTraps... Nghe c6 vé
rat 1y tudng, nhung trén thue té thi hiéu qué lai khong cao.

D1 Hoa da phai suy nghi rat 1au, cudi cung cong bo phuong hudng nghién cru va phat trién maoi cua
minh v&1 b phan nghién ctru, phat trién va cac giam doc cao cap:

“Chung ta phai thira nhan, virus may tinh gidng hét nhu virus sinh hoc. Khi mot loai méi xudt hién, trir
khi tim thiy mam bénh, san xuit dugc vic-xin phong dich, néu khong thi khong thé chdng lai. Cong
viéc ctia chung ta gidng vai To chire Y t& Thé gigi (WHO). Khi d6i mét véi mot con virus méi, nhiém
vu dau tién 1a dy phong bung phat, dua cac thong tin canh bao, ddng thoi cach ly hoan toan cac con
benh giam kha nang truyén nhiém dén mirc thap nhat va nhanh chong ché vac-xin phong dich. Nhung

“giai doan ctra s6” tir khi phat hién ra virus cho dén khi ché thanh thudc giai khong dugce qua l1au va
khién virus 13y lan.”

Pho Giam d6¢ Hotro ki thuat Trinh Dich Lap cho biét thém:

“Djch vu khach hang ban ron nhat, thuong xuyén nhian duoc nhiéu phan nan cua khach hang nhat chinh
1a vao giai doan cira s6 nay. Hién nay, cach 1am ctia chung ta 1a thong béo cho tirng khach hang d3 ky
két hop dong dich vu, hudng dan ho cach cach ly, dé phong chdng virus phat tan, thong bao khi im
duoc phuong phap ti€u diét virus, trg' gitip ho nhanh chong cai dat lai mang may tinh. Khach hang that
sy danh gia cao phuong phap canh bdo sém cua ching ta va cdm thay rat yén tam. Nhu:ng loai thong
béo cé4 biét ndy, cach lam ctia dich vu véi tirng khach hang, thuc té vo cing tén cong stre.”



Nhiéu nim nay, dich vu chim s6c khach hang cua Trend Micro nhan dugc su tin cdy 1a nhd vao sy tin
tam, an can va no luc khong biét mét moi cua chiing toi.

“Cho nén chién lugc phat trién san pham cua cchung ta nén thay d6i tir hé tAm 1y co ban, 14y viéc nhanh
chong trién khai phong b1 1a nhiém vu hang dau, chtr khong phai 13 sy dot pha cong nghé phong bi
virus theo dudi nhat thoi.”

Di Hoa 16n tiéng nhu git gong. BO phan nghién ctru va phat trién vira hung phin vira hoi hop. Moi khi
truong phong ky thuat co ¥ twong mo1, nhiém vu co tinh thach thirc lai dén. Nhung 18 nao lai phu dinh
hét nhitng thanh qua trudc day, bat dau lai tir dau sao? L& nao sy vat va trong hon hai nim qua déu tro
thanh bong bong xa phong sao? Can phai vét va bao 1du nita thi c6 thé tung san phim moi ra thi
truong? Mic du da xac dinh va quyét tim theo dudi phuong hudng méi ctia ngudi chi huy, nhung dong
thdi su ban khoan lo lang ciing ting 1én.

Piéu budn cudi 1a ¢ chd, ¥ tedng cho thém dich vu tyr dong vao san pham dd dugc moi ngudi chap
nhan tr 1au, nhung ké hoach thuc hién lai chua hoan thién. Khi sy thic déy vira dugc thuc hién, y kién
vira dugc thu thap, ké hoach da bi stra di stra lai. Cang c6 nhiéu 101 giai thich, cang nhiéu nghi van
xuat hién thi viéc xac dinh chién lugc cang ding dan. Viéc thay d6i khong bao gid duge dirng lai, néu
nhu phat hi¢n méi1 1a dang dén, thi can phai tiép tuc stra doi cac chién lugc dau da dugc xac dinh tir
trude. Sy 16n x6n nhat thoi can phai chap nhan qua trinh thay doi.

Chuyén thé bi dong thanh chu dong

Cu nhu vay, san phém phat trién dich vu theo hinh thirc chu dong vé6i su nd luc cua nhiéu bo phan khac
nhau, tién hanh ca ngay lan dém. Mac du nhirng tinh ti€t nho van chua dugc vach ra mot cach ti mi,
marketing chua dugc ki€ém chirng, nhung budc chan cai cach khong thé cham tré thém mot phut nao.

Vao lac d6, ba nguyén tic cha yéu cho viéc nghién ciru va phat trién duoc dé ra:
1. Ngdn ngtra bung phat virus trén dién rong thay cho ngan ngtra virus moi;

2. Giap d,c? khéch hang thanh 14p mau chinh sach an ninh cho céc chung loai virus khic nhau; thuc hién
phong chong trudc moi ma virus;

3. Cac dong san pham s& sir dung viéc quan ly giam sat trung tdm va tich hop hoan toan de nhanh
chong trién khai cac tip tin mau cho viéc cai dit trén cac may chi va cac thiét bi dau cudi khac nhau.

Quan niém sang tao nay nang cao tinh quan trong cua dich vy, chuyén tir thé bi dong sang thé chi dong,
khéng doi khach hang dén yéu cau trg gitp ma ching toi canh béo trude, hudng dan ho ngin chin
virus 1ay lan.

Viéc trién khai y twong moi nay rat kha thi dé thyc hién cac ké hoach c6 lién quan dén céc dy an 16n.
Céc phuong an phat trlen san pham déu ding lai va quy hoach lai tir dau... Chirc ning ctia chuong
trinh quan Iy giam sat can phai dugc nang cao, trong khi chirc nang cua dich vy can phai bao ham bén
trong san phim, méi ¢ thé 1y mot choi muoi, nhanh chong phong bi khi moi chuyén con chua xay ra.
T4t ca nhitng san pham c6 lién quan can duoc tich hop chit ché dé co thé phdi hop hoat dong nham dat



duogc két qua cao nhat. Lic d6, bo phan nghién ciru va phat trién vo cing ban ron, cing thing. Pén
chong sudt ca dém, cac hoi nghi qua video lién qubc gia duoc tién hanh bat ké ngdy dém. Bau khong
khi luon cang thang va hao hing. Nbi phién mudn vi hai nim khong sang tao ra dugc san pham moi da
dan dan tan bién, niém vui tim thdy phuong huéng méi, ¢ co hoi duoc phat trién manh mé lan toa
khap noi. Mic du ciling c6 khong it sy nghi ngd va phan nan, nhung moi ngudi déu da tran day sinh luc
hon trudce.

Virus Nimda

Gifra lc bo phan quan 1y sdn phAm va bd phan nghién ciru va phat trién dang himg hyc khi the thay
do61 phuong hudng, trong khi néi am anh vé CodeRed van con hién hién, thi khong day hai thang sau
(trung tuan thang 9/2001) virus mdi voi tén goi Nimda lai hoanh hanh.

Virus Nimda (Pe_Nimda.a) ¢6 hinh thtrc tin cong hoan toan mdi. N6 lan truyén qua ba dudng: tip tin
dinh kém email, tai nguyén mang chia sé va may chi IIS ciia Microsoft. Strc tAn cong hdn hop ctia nd
con manh hon ca CodeRed. Phuong thitc lan truyén ctia nd khac hoan toan so véi trude day. N6 1ay
lan nhanh chong qua file dinh kém email co6 tén la “Read Me”, khién mang bi nghén, cac mang bing
rong giam toc do rd rét. Khong chi vay, Nimda con co thé ‘tw dong lay qua network neighborhood va
lay truc tiép cho may chu IIS cua Microsoft. Chi can so say khi két ndi vo1 mot mang bi nhiém virus 1a
lap ttrc bi truyén nhlem v6i phuong thire mot truyén muoi, mudi truyen mot tram vo cung tai hai.
Nhitng cau chuyén vé tai hoa nghiém trong nay 1a chii dé ban luin & khip cac nudc My, Anh va Italia.

Lic d6, Pai Loan dang bi con bdo Nari tan pha, mua to nhu trat, gy ra con 1 lut 16n nhat tir trudec
dén nay. DBuong Bon Hoa Nam, duong Trung Hiéu Pong, nude ngdp thanh séng, rat nhjéu nén nha cua
nhirng cao oc tr¢ thanh bé boi, hé théng phat dién bi chim ngap, thanh pho Pai Bac quan quai trong
con 1ii lut tdi taim. Trong khi d6, mang Internet todn cau ciing dang rén xiét trong con khing hoang do
sy xam nhap cua virus Nimda.

Lénh triéu tap khan cap duoc phat di khap thé gidi, nhan vién cac bd phan hd tro khach hang,
marketing, ban hang cua Trend Micro bat chap mua gi6 di trong dém téi vuot qua bién nudc voi vang
dén vin phong cong ty. Dién mat thi 14y dén pin dé soi, dung di dong van con mot chat pin dé nhin
théng bao cho khach hang trong tiéng mura roi gio6 rit, dan do khach hang can thin phong bi. Cac vin
phong cua cong ty toa lac tai mot toa nha cao hai bén duong Pon Hoa Nam. Bén phia bd phan quan ly
tu liéu bi ngdp nudc, con by phan nghién ctru va phat trién & dia diém cao hon nén khong bi ngap, moi
ngudi hop luc bang tay khéng chuyén cac may chu dén toa nha déi dién. Tréo 1én 20 tAng cau thang,
lép dat lai tir dau hé thé)ng may tinh dich vu khach hang, tan dung ngué)n dién du trir. Bz:flng cach nay,
ching t61 co thé cung cap lién mach dich vu download chwong trinh diét virus. Khi nhin thay khach
hang 1an luot truy cip vao hé thong, tai cac file, moi ngudi sung sudng VO tay reo ho, khong ai ngo
duogc trong con bao tap mua sa lai c6 mot luong thong tin am tham truyén di nhu vay. C6 ai hiéu duoc
ndi vat va gian kho ctia dich vu cung cip phin mém diét virus khong thua kém gi cong viéc thu don sau
con bao. Doi1 ngli dﬁy nhiét tinh cua Trend Micro, khong ngai mua bao, da hoan thanh tuyét voi dich vy
clru nan, phong tranh dugc su bung phat cta virus Nimda ddi voi khach hang cua Trend Micro.

Dich vu lam nén giang son

Nam 2002, Trend Micro nhan giai thuong “Dich vuhoan hdo” do tap chi Common Wealth Magazine



va Accenture dong t6 chirc trao ting cho cic cong ty & Dai Loan. Tong Bién tap

Yén Doan Bong cua tap chi Common Wealth Magazine, nguoi da déc strc to chirc giai thuong nay,
dac biét vui mung cho chung t61. Toi cling cho rang y nghia cua giai thuong nay rat 1on lao va ding
lac. Trong khi ching t61 dang thuc day su bién doi, nhan manh vai trd ctia dich vu, thi sy khang dinh
dén tir bén thirba cong bang chinh truc chic chan 13 nguén

cd vii 16n nhit. Trude day ching t6i cling nhan duoc nhiéu giai thuong cho san phﬁm sang tao. Va
nhirng chién cong nay thuong 1a nhd bo phan nghién ctru va phat trién. Nhung 1an nay, dich vu khach
hang lai but 1én dan dau, nhat dinh phai biéu duong khen ngo, thé hién rang chiing toi rat coi trong
giai thuong nay. N6 khong nhitng ning cao tinh thin va 1ong tin ctia d6i ngfi dich vy k¥ thuat ma con
khién cho nhin vién ctia cac bo phan khac cting hudng niém vinh quang,

Vira may Minh Chinh dang c6 mat tai Dai Loan, dich than tham dy 1€ trao giai, cang thé hién sy coi
trong ctia ching t6i d6i voi giai thuong nay. Bén canh do, khi dugc nhan bat ky giai thuong nao, Chu
tich Hoi dong quén trj ctia chiing t6i chic chan s& c6 mit. Toi mol rat nhiéu dong nghiép trong bo phan
cham soc khach hang dén tham gia 18 trao giai do nha tai trg' t6 chirc tai khach san Far Easten Hotel.
Cong lao thudc ve ho, vinh quang dwong nhién cling thude vé ho. Mbi 1an gip trudng hop nay, toi ludn
c6 tranh thu xin thém vai chd ngoi tir nha tai trg D6 khong phai 1a ham lo1 ma 1a boi vinh quang can
duogc chia sé. S€ that ich ky néu chi xuAt hién mot minh trén san khau.

Puong nhién, c6 thém vai chd ngdi ciing khong di duge cho tit ca nhitng ngudi dang duoc hudng vinh
quang d6. Nhu ngudi ta thuong noéi “Nhat tuéng cong thinh van cbt kho”. Phia sau thanh cong ctia bo
phan chim s6c khach hang 13 su chinh chién khong biét mét moi ciia tit ca cac dong nghiép trong
nhitng phong ban lién quan. Sau 18 trao thudng, ching t6i di to chirc mot budi tiéc chic mirng thanh
cong vai 20 ban tiéc, tit ca nhan vién ciia bd phan cham soc khach hang ciing nhu ciia cac bd phin
khac nhu kinh doanh, k¥ su, marketing, nghién ctru va phat trién déu duoc moi tham dy, dugc khen
ngoi, biéu duong. Chung t61 cung khong quén bo phan ¢ Philippin khi mo1 mot s6 thanh vién ciia
Trung tim Ngin ngtra virus dit tai day, trong s6 d6 c6 Giam doc Hb trg ky thuat khu vue chau A-Thai
Binh Duong, Bernard Bisuna. Gia nhap Trend Micro dugc sdu ndm, anh ay 1a mdt chuyén gia hang
dau trong 1inh vuc dich vu ki thuat, du cho c6 ban ngap dau thi anh éy cling luon tuoi cudi tan tinh
phuc vu. Hién nay, anh dang quan 1y hon 200 ki su hd tro ki thuat cho khach hang 1a cac doanh
nghiép. Trend Micro nhanh chong trng ph6 dugc vo1 con bung phat virus cling boi doi ngt hd tro cua
anh &y c6 cong lao khong nho. Vi vay ching to1 dac biét moi ho cung du le chic murng thanh cong voi
muc dich bay to tam long cam kich. Nhan vién dich vu dung dau chién tuyén da nhan giai thuong, nhan
vién hd trg noi tién tuyen khong phai khong c6 cong lao. Moi nguoi tu tap bén nhau, tro chuyén ram
ran, chic mirng ¢4t moc danh dau mot budc tién dai cua Trend Micro khi dé cao tim quan trong cua
dich vu cham soc khach hang.

Bita toi sip bat dau thi dot nhién dén tdi. Trén man hinh phat mot doan phim ngan rat hai hudc ngoai
dur lidu, do Giam ddc PR Ping An An 1a dién vién chinh, ciing véi su hd tro ctia cac dong nghiép
trong bo phan chim soc khach hang va bo phan nghién ctru va phat trién san pham, dién lai tinh hinh
cap bach khi con bao ap dén. Ho con bat chude

giong tiéng Anh-Philippin, dién lai sinh dong canh dong nghiép cac nudc va ky su cua trung tam phong
chéng virus cta Philippin ciing nhau hop tac, luu lai mot cau chuyén khong thé ndo quén vé Trend
Micro. T6i vira xem vira cudi, 1én lau nhitng giot nuéc mit vira ming vui vira xic dong. Ai bao thé hé
thir ndm hay thir sau khong chiu dung dugc gian khd? Bat ky ai khi nhin thiy nhdn vién Trend Micro



tré tudi tan trung v6i cuong vi cong tac va khong tranh cong hay dun day trach nhiém cho nhau, ciing
tran day niém hy vong, lac quan vao tién do cua Pai Loan.

Dang tiéc 1a chién luogc san phém sang tao vira md1 hinh thanh da khong kip can du vao cudc clru nan.
Néu khong thi nhan vién cua by phan cham soc khach hang da c6 thé str dung h¢ théng dich vu tu dong,
khong phai vat va nhu vay. Pang mirng 13, trai qua thir thach virus Nimda 1an nay, khai niém dich vu
chu dong da duogc kiém chirng thém mot lan nita: chi ¢4 dich vu that sy nhanh chong, chinh xac moi 1a
con dudng co ban phong chéng virus. Su tan cong 4c ¥ theo hinh thire hdn hop khong phai 1a thir ma
mot k§ thudt chong hacker, virus hay tuong lira don 1é ndo c6 thé dy bao phong tri trude. Chi ¢6 cach
duy nhat va thiét thuc 1a ting cuong cac kha ning cta dich vu tw dong, phong chéng su bung phat ctia
virus moi.

Tur lac d6 trd di, Trend Micro bat dau budc vao cudc hanh trinh kho khian dé thay doi.
Thay vi cht tam vao cong ngh¢, chung to1 tap trung vao dich vu.
Tén cong 16 hong SQL

Thur 7 ngay 25/1/2003, cac may rat tién cua Ngan hang My 1an luot gip truc tric. Nhitng ngudi di rat
tién phai tay khong ra vé va vo cung tirc gian. L& nao tai khoan chi trong mt dém khong canh ma bay?
Con tau tir trude ti nay ludn cip bén dung gio, nay khong nhin thay bong dang dau, thi c6 nén cho tiép
hay khong? Khong chi ¢ nudc My ma khap noi trén thé gidi déu xudt hién nhirng hién twong ky la nay,
hé théng may tinh dudng nhu dang tao phan, khéng chiu ngoan ngodn phuc vu con ngudi.

Nguyén nhan gy ra rat nhiéu diéu ky la nhu vay cho toan cau chi 1a mot virus nho bé — virus
SQLSLAMMER.A — sir dung 16 hong trong may chit SQL dé tan cong vao cong 1434 cua cac hé thong
may vi tinh theo hinh thirc tir chdi dich vu (Denial of Service-DOS), do d6, 1am té liét rat nhiéu nha
cung cép dich vu Internet (ISP) va cac mang nd1 bo cua nhiéu doanh nghiép ¢ khép noi trén thé gidi.
Tur trude toi nay, luén duoc coi 14 hinh thirc bao vé an toan, trdng lia ciing nhu hau hét cac phan mém
diét virus khac déu da khong kip phat huy tic dung, dé cho loai virus giéng nhu mot hacker nay mic
strc tan cong, tan pha.

Tiép budc CodeRed cua ndm 2001, khi ma moi nguoi van chua hoan hon, thi SQLSLAMMER lai
chon xuét hién vao cudi tuan. Con du’(rng lan truyen cua no cling trong tr nhu CodeRed, nhung mirc do
tan pha thi khung khiép hon. Chleu hudng phat trién ctia con virus ndy gy su quan tim cha ¥ ctia cac
t6 chirc chinh phu tai nhiéu quoc gia. Tai Pai Loan, Lyc luong An ninh Truyén thong va Thong tin
Qubc gia con goi nd 1a “CodeBlue”, va trung tim dich vu k¥ thuat cua luc lugng nay ngay lap tirc dat
trong tinh trang bao dong ca ngay lan dém, lién hé voi Trung tim Ung bién Khan cap do S& Ké hoach
(Vién Hanh chinh) thanh 1ap, nghiém ngit khéng ché tinh hinh tai hoa c6 thé xay ra & trong nudc.

Céc kénh truyén thong trén toan thé gidi lién tuc phat di cac théng tin vé tinh hinh xuat hién ctia
SQLSLAMMER. Trong d6, kénh CNN cta My va Asahi Shimbun ctia Nhat Ban coi day la mot su
kién qubc té quan trong. Nganh thong tin nhu gip phai dai dich, bay sin thé tran chd dich. Cho du hét
14n ndy dén 1an khac bao dong nhic nhd, nhung ca thé gidi van truyén di thong tin hang van may moc



bi xAm hai, khong thé hoat dong. Hoa ra loai virus ndy tAn cong thong qua khe hong cua co sé dit lidu
SQL. bé khic phuc, chi con cach thiét 1ap dudng dan t6i trang ctia Microsoft va cap nhat SQL. Néu
khong, khong thé chong lai sy tAn cong nay ma con bi lay lan sang cac may khac. Hon nira, trong h¢
théng mang, chi can c6 mot may khong cap nhat dé va lai 16 hong, thi toan bo hé thdng lai roi vao canh
bi virus tin cong.

Tai sao virus ludn chon nhirng ngay nghi cudi tuin hay nhitng dém mua gio dé hoanh hanh? Tat ca doi
ngil hd trg k thuat ctia Trend di duoc huy dong khan cap vao ngay cudi tuan hom do, bang cach nhanh
chong nhit thong bao cho toan thé khach hang tin tirc v€ loai virus moi. Moi nguoi déu vui ming vi
vao ngay nghi cudi tuan, co so dit 1iéu ctia rat nhiéu cong ty khach hang tam thoi bi khoa nén virus
chua phat kip phat tan rong.

Ban ron ca ngay cudi tuan, nhung thithai moi ngudi ciing van di 1am tir sang sém. Ly do 1a khong it
khach hang 1a cac cong ty vira va nho vi khong ¢6 nhan vién cong nghé thong tin chuyén trach xuly, nén
van b virus xAm hai, ching t6i lién tuc nhan duoc nhitng yéu cau gitp d&. Cac phan mém ctia
Microsoft co 16 hong, nén virus moi tac oai tac quai, va do do, cac cong ty phong chdng virus moi co
1y do dé ton tai. Nhung mot 16 hong 16n nhu ‘vay dé gay nén nhiing thiét hai v6 cung nang né, va chimot
minh phan mém phong chéng virus khong thé ngan chdn ndi. Thé nhung khi sy viéc Xay ra, khach hang
lai dong loat yéu cau chung toi gitp d&. Va tat ca nhirng gi ching t61 c6 thé lam la goi cho khach hang,
bat ké d6 1a cong ty 16n, vira hay nho, nhic di nhic lai rang hdy 1ap tic tai vé ban update cia SQL
2000 Service Pack 3 tir trang web ciia Microsoft, dé ngan chin may chu tro thanh cau ndi phat tan
virus di xa hon.

Luac d6, Chién luvoc Bao vé Doanh nghiép (EPS) thé hé thir hai cua chung t01 vira méi tung ra thi
truong. Trong d6 c6 bao gdm chirc ning mdi “Bién phap phong bi an toan theo hinh thirc chu dong”
dang tao ra nhirng dot pha so vo1 phuong phap phong chdng virus bi dong truyen théng. Bang cach
nhanh chong thong bao va lap tirc de ra cac chinh sach ngan chan, EPS c6 thé phong chong virus mot
cach hiéu qua ngay tir khi n6 méi xuat hién, dong thoi khong ché toan b qua trinh phat tin cua virus,
gitip cho nhan vién IP d& dang nim bit dwoc tinh hinh.

O chau Au va chau My, mot vai cong ty 16n dung thir, 14p ttrc nhan thdy loi ich ctia san pham mdi nay.
Piéu d6 khang dinh phuong hudng sach luge mdi cua ching toi 1a ding dan. Thir thach qua virus SQL
lan nay du khién cho chung t61 m¢t moi dén kiét strc, nhung lai gitp ching t61 ty tin hon rat nhiéu, co
khai niém rd rang hon vé sy phat trién san pham sau ndy.

Su bung phat ctia dai dich SARS

Ngay 1/4/2003, mot loai virus khac thudng d3 tran ngap thé giéi, ddm midy mo SARS bao trim chau A
hon ba thang. Trong tho1 gian ndy, khong ¢ virus may tinh nao xuat hién trong thé gidi phi vat chat,
néu co thi khong biét tinh hinh con tré nén rdi loan thé nao.

Trong sudt thoi gian d6, tdi va Minh Chinh di cong tac & Nhat Ban, chiu Au. Chiing tdi t6 chirc cac
cudc hop vé1 nhitng déng su ¢ bai Loan va Pai Luc qua video, théy mo1 nguoi deo khau trang im lang
khong noéi. Chung t61 théy ma dau long, tim moi cach bao tin vui, cudi dua, nhung nhitng khuén mat
du6i 16p khiu trang van im ldng. Sy nguy hai ctia virus khong chi anh hudng dén site khoe ma ca tim
1y nita, khién nguoi ta phai lo lang.



Tinh hinh phong chong dai dich SARS & khap noi trén thé gidi va cudc chién phong chéng virus may
tinh cua ching t61 khong hen ma gap. Chung toi lai mot lan nira kiém ching hién thye dang budn 1a cac
virus m&i chi ¢ thé chin ma khong thé ngan, chi co tiéu ma khong thé diét. Nghién ctru y hoc ctia nhan
loai van chua du tién bo sao? Nhirng khang thé virus dugc tao ra van con chua nhiéu hay sao? Tai sao
van xuat hién loai virus SARS méi nay, khién cho gi61 y hoc toan cau trd tay khong kip. Nhin lai tién
trinh lich str ctia nhan loai, virus ludn di truédc mot budce trude khi con ngudi tim ra phuong phap tri
liéu. Nao 1a bénh d4u mua, dich hach, st rét, v.v... khong bénh nao ma khong thanh dai dich, sau khi
cudp di hang triéu sinh mang thi gié1 tri liéu moi dya trén phuong thire tAn cong dac bi¢t cua n6 ma
nghién ctru ché ra thudc dic tri cong hiéu. Tir d6 dén nay, khong ai dam khang dinh nhitng con virus d6
d3 bi tiéu diét tin gdc, s& khong bung phat lai 1an nita.

Khi virus méi dot ngdt bung phat, vic-xin tiém phong c¢6 hiéu qua khong kip san xuat, chi c6 mot cach
trg gitp duogc la cach ly khoi virus, toan lyc phong trir sy phat tan. Viét Nam la nuéce phat hién ra
SARS sém nhat, do WHO rat

canh gic, 14p tirc tién hanh cach ly, nén khong bi phat tan rong rai. Nhung ¢ Hong Kong, do hé thong
bom nudce cua khu chung cur Amoy Gardens bi hé, nén dich bénh nhanh chong lan truyén ra toan bo
khu nha, lai khong sém phong bi nghiém ngat, nén da bung phat thanh dich bénh, tham chi con tré thanh
tham hoa cho DPai Loan.

Chi can muoi phat, mot loai virus mdi c6 thé lan truyén cho vai chuc nghin chiéc may tinh trén toan
cau. Phuong an diét virus du c6 nhanh dén dau ciing khong thé dudi kip toe do lan truyén ctia nd.
Phong thi nghiém Trendlab & Philippin giéng nhue WHO vay. Ngay khi thay virus mdi xuat hién, chiing
to1 lap tirc huy dong nhén vién quan sat chat ché dong thai cua no, r6i cdn ctr theo tinh hinh ngay tir
phut dau dé phat ra canh bao mau vang, mau da cam, mau do dén khach hang, gitip ho cach ly phong
bi, dong thoi gap rut nghién ctru, nhanh chong cung cap cho khach hang phan mém diét virus. Chung
t6i sap xép cac phong hd tro ki thut trén toan cau, cling g10ng nhu sy hop tac g1u’a bénh vién cua cac
nude va WHO, dé thu thap dit liéu tir cac khu vuc khac nhau rdi cung cip cho viéc nghién ciru, dong
thoi tro giap cach ly khu vure bi nhiém dich. Mot khi thudc giai doc dugc timra, sé& 1ap tic cho tiém
phong vac-xin d6i voi cac khu vire bi nhiém bénh va ca nhitng noi khong bi nhiém dich.

Poi ngil nghién ciru phat trién san phim ctia chung i ciing ¢ thé vi nhu trung tAm nghién ctru ché tao
céc thiét bi y t&. Trong bénh vién, trudc tién phai co cac thiét bi tri 1iéu hoan thién va tién tién. Chung
1a céc tién nghi co ban dé xdy dung mot bénh vién, con cac phin mém phong chdng virus ctia ching toi
12 phan mém co ban ma cic mang ludi doanh nghiép can phai lap dat.

Khong r,1g€r dai digh SARS lair dem dén cho chung to1 su go1 y, virus sinh hoc va virus may tinh giéng
nhau, bat giac khién toi nhé dén by phim Ariificial Intelligence (Tri tu¢ nhan tao) cua Steven
Spielberg. Ciing nhu ngud1 may trong phim, phai chang cac may tinh dang ngay cang glong co thé con
nguoi? Nhiém vy clia cong ty phan mém phong chdng virus phai ching ngy cang gidng to chirc y té?
Cho dén gio van c6 ngudi nira that nira dua tham do toi:

“Cé phai virus 1a do cac vi tao ra khong?”

Hay nhin vao tinh trang cap bach ctia cac nhan viény té trong thoi gian dai dich SARS bung phat,
chinh ho con khong dam bdo dugc mang song ciia minh. Mgt tién si y khoa tién phong cia WHO, do



nghién ctru virus SARS ma da hy sinh. Trén cwong vi mft nguoi bénh hay nguoi sir dung cac cong cu
phong chéng virus, ching ta c6 the nghi ngd pham chét dao dirc ctia cac y bac si sao? Liéu ho ¢o cho
rang cac béac si vi kiém tién ma cd ¥ tao ra virus khong?

Virus Blaster

Khi moi ngudi vira kip thao khau trang xubng, xa hoi trong 1an bui bdm cua virus sinh hoc, thi thang
8/2003, virus may tinh Blaster xuit hién, cing véi SARS n01 tiép nhau 1am nao loan ca thé gigi thuc
13n thé gidi 40. N6 gidng v6i mdt canh trong bo phim ndi tiéng The Matrix Reload (Vao lai ma tran),
khi thuc va ao 13n 16n khong thé phan biét duoc.

Virus Blaster khong chi tan pha h¢ thong mang, ma con khién cho nha ty pht giau nhat thé gidi mot
phen € ché, nhuc nha:

“Billy Gates, sao nguot lai co thé dé chuyén nay xdy ra chr? Pirng kiém tién nita, hiy stra cho xong
phan mém ctia nguoi di.”

Lo1 khiéu khich tréng tron nay dé xac pham to1 nguoi khéng 16 trong gidi phan mém. La mdt cong ty
san xuat phin mém phong chong virus, ching t61 cling thay ho then. Mic du thu duoc loi nhuan tir cude
chién giira hacker va Microsoft va gia co phiéu ting 1én déng ké, ching t6i cling khong thé khong can
nhic tGi viéc tham gia vao vu vigc.

TdThe Wall Street Journal nhan vu Blaster 1an ndy phé binh giéi phan mém. Pai ¥ 13, gidi phan mém
khong thé ctr mdi mao hiém theo dudi kich thich, ham choi ma can phai nhanh chong trudng thanh.
Nhitng 18i va 16 hong trong cac phin mém di gy nén nhiéu tai hoa, dong thoi gay thiét hai hang tram
triéu d6-1a cho cac doanh nghiép trén thé gidi. Bai viét con 1ay vi du nganh cong nghiép 6 to khi
connon tré.Ba muroi nim trude day, nganh cong nghiép 6 t6 vira méi khoi budc, da khong thé tranh
khoi rat nhiéu sai sot trong linh vuc co khi. Nhung bai né 13 mot nganh cong nghiép con méi mé,
nhitng ngudi sir dung déu d& dang chap nhan. Cho dén khi mot kiéu 6 t6 nao d6 thiét ké co sai sot,
khién cho dong co bi chay, gdy ra an mang thi nha san xuat budc phai thu hoi lai toan bd.Gidi xe hoi tir
day méi bat dau cha trong, khong ngung cai tién, dam bao chat luong san pham. Cho dén ngay hom
nay con rat it sai sot, néu co thi ciing khong gay ra nguy hiém dén tinh mang. Hon nita, cac bién phap
phong h¢ an toan nhu tui khi cang ngay cang tién bo. Nganh san XUAt phan mém ngay nay cling giong
nhu nganh 6 t6 nim xua, khi chura nhan thay 16i nho c6 thé gy nén chét nguoi. Bay gio, di dén luc
phai dén d6c nod truong thanh, di dén lac doi hoi nd phai co trach nhiém.

Nhitng nim gan day, Microsoft ciing da tap trung nhiéu nd Iuc vao linh vire an ninh. Ngay tir ndim
2002, Bill Gates da dua ra 10i tuyén thé chinh thirc dua an toan mang 13 tiéu chi hang dau trong thiét
ké 1ap trinh, con thiét ké chirc ning méi thi tam thoi gac lai. Trude d6 khong 1au, Microsoft cling mua
mot cong ty phong chong virus nhd véi nam thanh vién tai Rumani. Moi muu do, toan tinh thé hién rd
ong da quyét tim cai thién mirc d6 an toan cho cic may tinh.

Khi Microsoft da that su trudng thanh, hé diéu hanh khong con bat ky khe ho nao, thi phai chiang cac
cong ty phong chdng virus khong con gia tri ton tai? Virus rat kho bi tidu diét hoan toan. Do 1a su that.
Hon nita, khi hé diéu hanh duoc cai tién, hinh thirc virus nhat dinh ciing sé& cai tién theo. Chung c6 thé
st dung phuong thire khac, tin cong vao hé théng may tinh bang con dudng khac; c6 thé ngudn virus



khong chi c6 & trén mang; ciing c6 thé d6i tuong tan cong khong bi han ché trong hé diéu hanh
Windows. La ngud1 bdo v¢ an ninh mang, ching toi c6 trach nhiém nhin ra nhiing nguy co tiém an, du
bao trudc, phong bi trude.

Do chinh 1a So Big! So Big vira thich duia vira thich tién

Sau khi Blaster di qua, rat nhiéu bién thé khac ctia virus niy lan luot xuat hién. Thoi gian ay, thé gidi
40 vo cung bat 6n. Dé biéu hién quyét tam, Cuc Diéu tra Lién bang My (FBI), tim moi cach tom mot
tén tin tac da tao ra mot trong nhirng bién thé d6, sau do, nd luc tuyén truyén su kién nay trén bao chi
quoc t& v6i muc dich ran de. Tén t6i pham 1a mot thanh nién 18 tudi cao 1on, tring tréo, than thai do
dan. Ca ngay cau ta lam ban v&i may tinh, khong hé mang t6i sy doi.

T6i ¢6 phan cam théng vai cau ta. Cau ta chi la mot con ga thich gay, do dé lai thong diép khoe khoang
trén mang nén ma41i bi bat dé doa khi. Trong khi nhitng con khi thong minh thi van dang hoanh hanh
ngang doc trong rirng mang, hon nita con dang cudi gi€u cot:

“Cac nguoi khong bat dugc ta dau.”

Cho dén nay, ké tao ra Blaster van dang nhon nho ngoai vong phap luat. Hién tuong nay ciing noi 1én
nguyén nhan virus kho bi tiéu diét tan géc. Dau 6c khi thi linh hoat, tay chan nhanh nhen déo dai, ca
ngay tim kiém su kich thich trong khu rirng mang. Ching mudn khiéu khich v&i cudng quyén
(Microsoft va Bill Gates), khiéu khich h¢ théng an ninh mang, Chung khong c6 ac y, cling khong co
dong co, don thudn chi 1a thich dua, mudn chirng to minh 1a nhat. Nhiing con ngudi nay tur nho da lam
ban v41 may tinh, ty tao mot khong gian tudng tugng vo han trong thé gi61 4o. Bon ching 1g1 dung mot
khe hd dé cong pha thanh tri, tiép theo thi mang Internet toan cau bi té liét. Ching vo cuing khoai chi
khi tin mat nhin théy cac virus do minh tao ra dugc cac phuong tién truyén thong dat t€n, binh luan,
céc cong ty 1on thi luén miéng than troi, ngudi gidu nhét thé gigi thi bi phé binh chi trich.

Thuong thi nhitng trd tinh nghich rat kho dung phap lut dé ngin cAm. Giét g doa khi ciing c6 thé mot
lac nao d6 at duoc con nghich cua 1t khi, chir khong co cach nao ngan can ban tinh thich nghich ngom
khi€u khich cua ching. Day la hiéu (rmg mat trai trong thé gidi 40 do con ngudi tao ra. Canh sat nhiéu,

phap luat nghiém khac cling khong thé diét trir tin goc cac loai t01 pham. Cai ac luén lu6n khi€u khich
chinh nghia. R6i cudi cung, liéu quy sa ting c6 chét khong?

Khoéng chi c6 1ii khi thich nghich ngom, con c¢6 nhitng thwong nhan ranh manh mudn kiém tién.

Virus Worm SoBig.F d3 xuat hién vai lan truée khi Blaster dén, lay ngudn cam himg tir Blaster va
tham chi con nguy hiém hon khi ¢6 thé lay lan rong qua email. Bt cur ai su dung Windows déu co thé
gip tai hoa. Muc dich ctia n6 1a thu thap sb luong 16n cac email, rdi ban lai cho cac cong ty marketing
Internet. Dong co nay cao hon mot bac so voi lu khi thich tréu dua, vi phia sau co sy thuc giuc cua
dong tién.

Ngoai vi¢e thich khiéu khich thi con co thé kiém 10i nén t01 pham trong thé gi01 mang ngay cang nhiéu.
Pén cudi thang 9/2003, s6 1an tin cong clia virus dd gap doi ca naim 2002. Piéu d6 ciing dong nghia
vO1 viée t01 pham mang gia tdng mot cach chong mat.



T6 chirc Gartner Group dy doan, dén nam 2005, 90% céc cudc tan cong trén mang 1a do 16 hong an
ninh da dugc cong bd trudc day. Mac du nude My ¢ 95% doanh nghiép lap ddt phan mém phong
chéng virus, nhung nguoi sir dung cudi cung van bi tin cong. Nguyén nhan 1 do ngudi sir dung cubi
cung khong c6 day du thong tin cai dit cac ban va 15i, cling khong luu y dén 101 canh bao ciia cac cong
ty an ninh mang, chi dén khi d4 bi virus hay hacker xdm nhap mdi lo lang. Mot nhin vién quéan 1y mang
sau khi chién ddu hon mot thang véi virus Klez, da phan anh véi Trend Micro:

“M0ot chi€éc may tinh cua chung to61 du da format sdu lan ma van con virus, qua that ching to1 khong
biét virus dén tir khe hong nao nira?

Quyét chi vuon 1én

Virus khong ngirng khiéu khich budc chiung to1 phai lién tuc sang tao. Viéc Microsoft chen chan vao
Iinh vyc phong chéng virus khién ching t6i phai canh gidc. Nhirng van dé va kho khin ma khach hang
khong giai quyét duoc lai kich thich chiing toi c6 nhirng budc dot pha trong nghién ctru. Nhirng tac
dong lién tuc tir bén ngoai cang khién chung t6i c6 thém quyét tim rang strc vuon 1én.

Thang 5/2003, ching 61 hop véi Giam d6¢ Diéu hanh chau Au cta Trend Micro, Raimund Genes, tai
London. Ca ngay mét mot, trong luc dang nghi ngoi trong khach san, ba gio dém, dot nhién tiéng
chudng dién thoai vang 1én, ching t61 giat minh tinh giac. COO Nick Dederer noi voi Minh Chinh la
vira moi nhan dugc dién thoai cua mdt giam dbc cao cap tai tru s Microsoft rang, Microsoft trong
vong 24 tiéng s& cong bd viéc mua lai cong ty phong chdng virus ctia Rumani. Dat dién thoai xudng,
chua hét ngd ngang lai nhan dugc dién thoai ctia Pho Chii tich Piéu hanh & chiu A, ciing bao céo
chuyén twong tu. Thai do ctia Microsoft khong qua soi ndi nhur van thuong thiy. Ho khong ¢6 ¥ dinh
kinh doanh phat trién phan mém phong chong virus, chi 12 mua lai thiét bi k¥ thuat dé st dung cho muc
dich c4 nhan va hién tai van s& hop tic v6i Panda Platinum Anti- Virus.

Microsoft ¢6 s& truong danh bai cac dbi thu, véi nhiéu thing loi vé vang, Novell, Nescape va Sun
Micro, v.v... déu lan lugt that bai duéi tay ho. Tu khi bat dau lap nghiép cho dén nay, chung t61 luon
phai song trong sy de doa “Microsoft sap dén!” Bo cong cu phan mém ciing bi Microsoft 1an lugt thau
tom vao hé diéu hanh, phan mém phong chdng virus 13 thir con sot lai duy nhat. Nam 1992, Microsoft
d3 tirng mua duoc phin mém phong chdng virus Central Point, gy cho giéi phong chdng virus su
hoang loan. Nhung ho khong cam cy duoc lau vi khong co kinh nghiém phong chdng virus, Microsoft
khong dam duong ndi dich vu khach hang nén phai két thic Su hop tac nay, tr 6 tam thoi khong xam
pham vao linh vuc nay nira. Lan ndy quay tro lai, toi nghi rang ho chic chan phai c6 sy chuan bi
truéc. Ho cang mém mong bao nhiéu, cang kém soi ndi bao nhiéu, ching tdi cang phai dé cao canh
gidc bay nhiéu.

C6 rat nhiéu “chién si” hoat dong trong linh vuc marketing & My cam thiy hoang mang lo s¢, ¢t nhu
thé ké dich hung manh da tién t61 cong. Do vay rat nhi€éu ngudi nguoi tir do, tich cuc bo di tim co hoi
moi.

Ching t6i da du doan cai ngay nay khong thé tranh dugc, lac ndo ciing tinh toan ki ludng trong dau.
T61 ké cho Minh Chinh nghe mdt cau chuyén nho tinh cd nghe duoc, anh ay lién lay cau chuyén nay dé
cO vii moi nguoi:



“Ngudi Nhat Ban thich dn ca sdng. Ho khong ngai vat va nhap khau c4 hdi con twoi song tan tir
Alaska. Nhung ca khong dugc dn ddy du, lai dé trong két 16n, van chuyén dudng dai nén ty 1¢ chét cao
dén 40%. Mot vién chirc nhd ctia mot hing van chuyén xuat than tir nghé danh c4 da dua ra 101 dé nghi
nuc cuoi: *Tha cua vao trong do, cé sé séng lau hon dugc mot chut.””

“An noi ham ho, cua s€ an thit ca mat!”

Thuyén trudng rat tirc gidn nhung vi khéng con cach nao khac nén danh thir xem. Khong ngd, khi tha
mot con cua 1on vao két dung ¢4, qua nhién ty 1é séng ctia ¢ cao hon, boi vi bon chiing canh giac
truée su de doa cua ké dich, lidu mang boi 101, tranh bi con cua bat an thit, nén da quén mat bi say tau,
quén mAt sy vat va clia cudc hanh trinh va séng duoc lau hon.

Hom nay, con cua 16n Microsoft ndy ¢ thé khong phai 1a con cua chin mém tién vao két ca phong
chdng virus. Ca vang Symantec la hét inh 6i vi tirc gidn va ngay 1ap tic tin cong lai trén cac kénh
thong tin dai chung. Nhung con ¢4 Trend Micro mau d6 khong hé tire gian, cling khong hé nhut chi, lap
tirc dua ra 101 canh cao: ”Ching t6i s& chi sdng 1au hon, tot hon ma thoi.”

Bay chién luoc déng loat “UP”

Céu chuyén nay rat c6 stc hap dan, ai ciing thich nghe. Nhung néu khong c6 ddi sach thyc té, thi du
cho ké chuyén co hap din den dau cting khong ich gi. Khong day mot thang sau, Minh Chinh cong bd
voi toan thé cong ty mot s6 chién lugc cu thé goi la “7 Ups”, vi day la tai li¢u mat luu truyen ndi bo,
toi khong thé ké chi tiét trong cudn sach ndy, chi c6 thé néu ra mot vai diém chu yéu:

1. Déc toan luc, tang cwong phat trién cdc loai phan mém phong chéng virus bén ngodi cdc hé
diéu hanh Windows. Chang toi 1 cong ty duy nhat c6 phin mém phong chdng virus cho cac may chi
Linux va ca IBM, Sun Micro déu hop tac véi ching t6i. Trén linh vic mang khong day ching t6i ciing
c6 nén tang chic chan khi hop tac 1au dai véi Nippon Telegraph and Telephone... Virus khong chi han
ché trong Windows. Mot khi chiing lan truyén s& chay tan loan khap noi, ngay ca dién thoai di dong
cung bi nhiém virus. Pham vi phong bi van rat rong cung c6 nghia la co ho1 kinh doanh cua ching t61
rat 16n. Chang t0i ciing d3 sém c6 su chuan bi, nén nén méng trong ddi virng chic.

2. Hop tdc véi cde nha san xudt phan cimg ciia cdc thiét bi mang, twong lira hoac nhitng thiét bi
twong t nhu vdy. Nhu thé, ching t6i s& lién két dé cai dit phan cing ¢ cac diém bit dau ctia mang.
Bing cach nay, virus s€ b1 chan dung lai va khong co co ho1 xam nhap vao bat ky hé dleu hanh nao.
Day la khai niém hoan toan moi me, cling la cong nghe phan mern phirc hop va sau sic. Néu khong co
duoc ban quyén sang che cua chung toi thi khong thé phat trién c6 hiéu qua. bay la cong nghé ma
Microsoft khong 1am ndi, nha san xuat 6 ctirng nhu Cisco cting khong thé c6 dugc. Phat huy chién lugc

“tinh tiy ctia dong ddi”, sau d6 tim cac d6i tic moi, cung nhau lién két danh lai virus tir nhiéu diém
xam nhap khac nhau.

3. Khai thdc triét dé cong nghé chii chot ciing nhu vi thé trén thi trwong trong linh vuc cong
mang. Tiép tuc ap dung nhirng cong ngh¢ sang tao vao viéc phat trién phén mém kiém soat trung tim
von dugc str dung dé ting cudng hiéu qua hoat dong mang, trong do bao g0m cacac cong nang trong
tu khac nhu loc mang va dich vy chan thu réc. . Ac b4 trén Internet ngoai virus, con co rat nhiéu thu
rac va phién phirc khac khong x6a hét duoc. Chung t6i da c6 ki thudt va san pham nay, nhung trudc



day dong goi cung véi phan mém phong chong virus nén chua dugce moi ngudi chi y. Bay gid thoi co
da chin muoi, chung t61 phai ting cuong nguon luc nghién ctru khai thac va marketing, nhanh chong
thong tri thi trrdong mé1 mé nay.

4. Tdn céng nhanh chéng vao cdc cong ty viea va nhé va thi tnm’ng mang gia dinh. San pham cua
ching t61 thich hop dung trong cac cong ty c& 1on, ky thuat tién tién giup chung t61 doc chiém vi trf thi
truong o dinh cao ctia kim ty thap. Diéu nay khéng c6 nghia 13 san pham ctia chung toi khong thich hop
st dung trong cac cong ty vira va nho, ma chi la vi trude day, cac cong ty vira va nho chua phai chiu
ndi kho bi virus tin céng, nén chi chon mua loai phin mém gia ré, vira c6 chirc nang phong virus,
phong hacker va buc tuong lira de lap dat. Truoc day, Trend Micro chi chu trong dén nhu cau cta cac
cong ty ¢& 1om, chua tirng phat trién phan mém chuyén dung cho cac cong ty vira va nho. Bay gio
chiing t6i quyét tim chinh 1y ky thuat hién co, lay nhirng san pham da chimg minh ¢6 hiéu qua ¢ nhirng
cong ty c¢& 10n, dong thoi phét trién sang tao thém phin mém nham vao nhu ciu cua cac cong ty vira va
nhd. Puong nhién, chiing t61 cling khong xem nhe mdi trudng mang gia dinh ngay cang tang trudng.

Ngoai viéc dya vao nhitng nguyén tic ké trén dé thay doi chién luoc san phim va chién lugc
marketing, viéc ¢ gilt giang son hién c6 cang ngdy cang quan trong. Mic du Microsoft d chen chan
vao linh vuc phong chdng virus, nhung khong c6 nghia 13 ho s& 14p tic tro thanh chuyén gia phong
chdng virus, ¢ thé thong linh thi truong von ¢ clia chung t6i. Cong ty Rumani ma ho mua lai chi co
namky su, chi s¢ hiru cong nghé hd tro cong cu quét virus cho cac may tinh don 1€, thiéu cong nghé
cho may chu va cong mang. Duong nhién, ho cting khong hiéu dugc dich vu phong chéng virus c6 mbi
lién két trén toan thé gidi. Microsoft van con phai lam rat nhiéu viéc, day ciing chinh 1a 1y do giai
thich cho sy mém méng ciia ho.

Trudce mét chiing t61 dang giir vi tri dan dau va quyét khong thé danh mat thi trudng va khach hang da
c6. Chi can kién tri nd luc, khong nan long, khong hoang loan, nhat dinh chiing toi s& khong sa 1ay. bay
cung chinh la diéu chiing t61 nhan manh nhiéu lan trong sach lugc. Ngoai 7 Ups mdi, can phéi cling c6
nén tang thém virng chéc, tlep tuc thac day chién lugc tu dong bao vé cac doanh nghi€p, tranh thu sy
tin nhiém cua cac khach hang 16m.

Vé strc manh canh tranh cot 16, chung toi phai khong ngimg cting ¢6 va tang cudng thue luc. Vé thi
truong, ching t61 phai tiép tuc khai thac nghién ctru sau thém thi treong von co. Ngoai ra, ching t6i
can tlep tuc tim kiém khong gian rong 16n bén ngoai Windows. Day la chién lugc phan rng vo1 cac
tinh huong bién dong, chua han 13 vi dai, nhung rat 1o rang, c6 du moi su that la nén mong, dong tho1i
khong 1y luan suéng va xa roi1 thyc té, nén da gianh dugc sy ung ho cua toan bd nhan vién Trend
Micro. Sy hoang mang trong long di dugc 6n dinh, ¥ chi san sang tiép nhan thach thirc lai dang lén
htrng huyce.

Con c4 d6 boi rat nhanh nhen, rat mau le, rt tu tai. Ban dung qua lo léng con cua co thé de doa no.
Nhitng con cé Iic nao cling s¢ sét hodc khong ddm khang cy 1ai chac chan s€ gap tai wong trudce.



PHUONG PHAP HOACH PINH CHIEN
LUQC

Truong Minh Chinh

Rét nhiéu ngudi ndi i thich thay d6i va thay d6i nhanh dén mirc khé dudi kip. Trong giai doan hinh
thanh cac chién luoc, toi thuong xuyén sira doi, khong co6 phuong an nhat dinh, nén khién moi ngudi

cam thay kho hiéu. Nhung mot khi sach luoc di duoc hinh thanh, i chi diéu chinh stra doi doi chit,
sau d6 quyét tim thue hién cho dén cung,

Ba du doan
Trong khi suy nghi hinh thanh chién lugc, nht dinh trong dau ban phai c6 ba du doan:

1. Du dodn xu hwéng kinh té cho toan b méi trwong. Pay cling chinh 13 cai goi 14 xu thé. Sy thianh
bai ctia phan mém phong chdng virus lién quan dén hudng di cua ca nganh cong nghiép phin mém, cho
nén toi rat chi ¥ dén dong thai ctia cac cong ty nhu Microsoft, IBM, Oracle. Chang han nhu béo céo
tai chinh mdi quy hay cac bai viét, thuyét trinh, hoat dong cta Bill Gates 1ién quan t6i cac dudng 16i
chinh sach cta Microsoft. Toi khong chi chii ¥ ma ghi nhé trong dau. Xu thé ciia nganh cong nghiép
phan mém con lién quan dén viéc st dung thong tin toan xa hdi va ciing 1a xu thé quan trong trong
nganh cong nghiép thong tin may tinh. T6i thudng yéu cau cac giam doc phai doc ki, dong thoi thio
luan v6i nhiéu chuyén gia phan tich cong nghé vé béo céo cua cic to chirc nghién ctru nhu IDC,
Gartner. Giam d6c Tai chinh Mahendra Neigi thi thudng xuyén chia sé voi toi cac bao cdo phan tich
thi truong ching khoan va tinh hinh tai chinh cta cic cong ty da niém yét, cac nganh nghé, cac qubc
gia, giup ting cudng von hiéu biét cua tdi vé xu hudng cta gidi doanh nghiép. Pay 1a nhitng bai tap &
nha hang ngay cua toi.

2. Dy dodn hanh vi mua bdn cua khach hang. Toi luon dé cao viéc “nhin thiu bén trong khach hang”.
Mic du thudng xuyén to chirc cac dot khao sat thi truong, trong d6 co phuong phap nghién ctru nhom
dién hinh. .. nhung ngon tir va con sb khong thé biéu hién mong muon that su ctia khach hang. Poi khi
ngay ca nguoi tiéu dung cting khong hiéu dugc minh mudn gi. Tat ca nhitng gi ho biét 1a ho dang co
van dé can giai quyet Do do, viéc khao sat thi truong, thu thap tai liu, phan tich hanh vi rat quan
trong. Nhung diéu quan trong nhit 13, tir tat ca nhiing s6 lidu trén sach vo, can phai timra cac van de
trong thuc te dé ra phuong huorng giai quyét trong twong lai. Hay n61 cach khac, chung ta can du doan
duoc nhu cau ndi tai va hanh vi mua ban ctia khach hang. Ban can phai tinh toan va c6 ¢ suy doan
trong 1inh vyc nay.

3. Dy dodn hanh vi ciia doi thii canh tranh. Céac diéu kién tong thé ludn thay doi timg gio, chi can
ban c6 bat ky dong thai nao 1a d6i thi canh tranh 14p ttrc c6 phan tng lai. Pay 1a thoi dai canh tranh
khdc liét, khoéng thé chi quan tam dén hanh dong cua minh, ma khong dé y dén tac hai ctia nd. Ban cling
can phai nim chic dong thai cua d6i thii canh tranh. Ngoai hiéu biét vé t6 chirc, chién lugce san pham,
phan (g khach hang cua ho, diéu quan trong nhat 1a biét duoc ca tinh ctia 1anh dao cac cong ty canh



tranh. Quan sat quyet sach tng bién cta ho khi gip phai mot tinh hudng bién dong trong qua khur, lang
nghe ho thao luan voi cac phuong tién thong tin dai ching, cac nha phan tich. Tur do, dan dan biét
duoc hanh vi theo thoi quen trén thuong trudng cta ho, ré1 dat minh vao dia vi cua ho dé du doan
quyét dinh tiép theo.

C6 dugc ba du doan nay lam tiéu chuan co ban, tiép theo, can phai ting cuong phat huy nang luc canh
tranh cbt 181, tim ra nét doc ddo riéng biét ctia ban than trong hoan canh 16n hon. Piéu L nay cling co
nghia la ban phai dinh vi dugc minh trong toan bo chu01 gia tri kinh doanh, tir 6 quyét dinh cai gi nén
lam va khong nén lam, roi 1dy d6 1am trung tAm phat trlen thanh chién lugc ting giai doan mot. Trong
thoi ky bung nd mang Internet, t61 dam nhiém chtrc vy 0 van dau tu mao hiém cho ngan hang SoftBank
ctia Nhat Ban. S6 lugng hd so ma toi phai xét duyét 1én tdi con sé hang tram. Trong d6 c6 khong it
nhitng nhan tai tré tudi hang hai, hoi ho chién lugc 1a gi, ho chi no1 suong;

“Mo hinh kinh doanh ctia chiing tdi s& 1a t6t nhét trén thé gidi, chi can 1% dan sé Trung Qudc s
dung...”

“Chung t6i sé& sir dung trang web dé ban tat ca san pham cho bat ky ngudi ndo...”
Ho tra 101 rat hung hon, thAm tAm toi that symudn gao lén:
“Nguoi tiép theo.”

P goi 1a chién luoc thi phai co cét bo, ¢ chuyén chu chir khong phai céi gi ciing 1am, suy nghi v6 can
cu. Chién lugc du ¢6 hay dén may ma khong thuc hién bang nang luc canh tranh co6t 161, thi ciing chi 1a
noi chuyén danh giac trén gidy ma tho.

Khié€m ton nho nguoi chi bao

Nhung trudce khi thye hién van c6 mot giai doan rat quan trong 1a “phé chuan”. Hoach dinh ké hoach
khong thé chi theo ¥ minh, khong duoc tir mén v6i chién lugc ctia minh. Rt nhiéu ngudi thuong chi
tim nhitng yéu t6 c6 lgi dé chirg minh chién luoc ctia minh c6 tinh kha thi. Con t6i thuong di nguoc
vO1 nhitng suy nghi cuia minh, ra suc tim kiém nhitng chd khong thé thuc hién duoc cta chién luge, xin
¥ kién nhitng ngudi ma chic chan rang ho s& phan d6i. Co nhu vay t6i moi phat hién duoc 16 hong, 1ap
tirc stra lai, nang cao strc manh ctia chién luoc.

Chién lugc tot nhat 14 can phai dugc kiém tra lai nhiéu 1an. Khi phat hién ra 16 hong, ban c6 thé phai
tim con dudng hodc phuong an khac dé bo sung, stra chira nhung thiéu sot cia chién luoc, tham chi
phai bo ca ban co, vach dinh ké hoach lai tir dau. Trong giai doan phé chuan nay, diéu dang so nhat 1a
thai do luon tir cho minh 13 ding. Luc nay, “khiém ton” 1 diéu quan trong nht.

Ai ciing c6 thé du doan nhung co dung hay khong la ¢ giai doan kiém chirng nay. T61 da tung hop tac
vo01 cac vi quan ly thong minh kiét xuat, d6i voi ba dy doan trén déu co thé ndm chic, tu liéu rat hoan
chinh, ludng suy nghi ciing rat mach lac, nhung néu khong biét cach kiém «ching hodc 1a tim chimg ctr
chi dé chirng minh minh dtng hodc l1a qua ki€u ngao, qua tu tin, khong thé nao tin vao két qua tim
chimg ctr, khong c6 cach nao tlep nhan chirng ctr ¢6 trong du doan ciia minh. Khi d6, nhitng nd luc cb
gang trude day déu vo ich, chién luoc chi 1a nhitng du doan, khong c6 tinh kha thi. Va nhu thé, nguy



co that bai sé ting 1én.

Nhirng vi giam ddc qua tu tin, rat gi61 bién hg cho chién lwoc cta minh nhu vay thuong khién t6i lo so
nhét. Sach lugc cla cong ty dugc dem ra danh bac trén cai sy tv cho minh 1a ding cua ho. Tét ca von
liéng dau tu vao chd day rui ro. Qua 18 thing ma van chua nhin thy thanh-bai that sw, thi c6 thé khong
14y d6 1am diéu ran ma than trong khong? Khi noéi cé thé 16n giong, thai do co thé ty tin, d6i XU co thé
thd bao, nhung khi quyét dinh su thanh bai trong sach lugc cua cong ty, néu nhu khong khiém t6n lang
nghe v kién nguoi khac, tiép nhan thay doi thi nhat dinh phai tra gia dat.

Phan doan tryc giac

Khi di du doan chinh xac theo ba dy doan trén, sau khi du kién chién lugc va khiém tén kiém chung,
thi trong gio phut ra quyét dinh that sy, van con can phai dua vao truc giac. Boi vi, du co chuén bi chu
dao thé ndo trude khi su viéc xay ra thi van chi 13 tinh toan dén rui ro dwgc mat, van chi 13 sy mao
hiém da chon, nhung phan doan phai ngay lap tirc, ma muén phan doan ngay can phai cé truc giac.
Truc giac khong phai la giac quan thir sau, khong phai * ‘mudn 13 dwoc”, ma phai trai qua nhitng kinh
nghiém tich Iay, tong hop tat ca nhitng phan tich trr li¢u dugc ghi nhé trong bd ndo, chot 16e 1én trong
chdp mat, ddy 1a biéu hién tri tué cao nhat ctia loai ngudi (Anhxtanh). Quyét sach ¢ cao minh hay
khong, déu phu thudc vao phan doan truc gidc sau cling nay.

Pay 1a qua trinh quyét dinh chién lugc ctia toi. Trong giai doan du doan va phé chuan, t6i khong ngling
sira doi chinh 1y, khong ngirng thao luan voi cac ddng nghiép va chuyén gia c6 lién quan, gy cho ho
mot an tuong, “khong ngimg thay doi, khong thé hiéu ndi”. Khi chién luoc duoc thong qua, t6i s&
khong thay d6i nira, 14p ttirc cha tim thuc hién. Hay xem sach luge “Tinh tiy ctia dong ddi” ctia Trend
Micro duy tri dugc bao lau, dé c6 thé kiém chirng qua trinh quyét sach va thyuc thi quyét sach cia t6i
thé nao.

T6i khong so thay doi, cling khong s¢ moi ngudi hiéu 1am minh 14 ngudi dé thay do6i. Toi ¢6 ¥ tudng
clia riéng minh, gitra thay doi va khong thay do6i thuc ra khong co gi 1a rd rang ca, khong co 1y 1& nao
ton tai. Diéu toi can theo dudi 1a tién bude cung vo1 xu thé thoi dai, khién cho cic ddi thu canh tranh
trd tay khong kip, lai vira c6 thé phat huy sach luge thuc luc ctia chinh minh.

Virus va cai gia phai tra cho sy ton that nhirng nim gan day
sO tién

bi mit So6 lwrgng may tinh bi nhié m virus
(do-l1a)

Ni T.en Y ngllla
virus  lich sw

=

Hon 1 triéu chiéc may tinh. S6 luong hom thur
dién tr AOL trong vong mdt ngay tang 1én 4
1an, trong d6 c6 20 triéu hom thu bi nhiém
virus.

La mot trong nhirng virus email
2003 SoBig  c6 toc dd lan truyén nhanh nhat 1 ty
trong lich sur



La con virus dau tién loi dung
2003 Blaster 10hong cua Microsoft. Cong bo
chua day mot thang

SQL
2003
Slammer

Con virus dau tién xAm nhap
vao may ServerProtect SQL

Con virus bién dang hoanh
2002 Klez hanh trong mdt ndm, va lan
truyén nhanh trén toan cau

Con virus dang Hacker dau
tién lam té 1i¢t mang Internet
qua nhiéu duong: email, may
Server

2001 Nimda

Phan tich tién von vo hinh cua Trend Micro.

) Pung vi tri du phin mém phong chdng virus ServerProtect cong mang Internet
Ty 1¢ chiémIinh thi toan cau. Ty 1& chiém linh thi truong dat 39,4%, ty 18 ting trudng dat 47%.

truong cong ty khach

hang Dung vi tri dau phan mém phong chdng virus ServerProtect hom thur toan cau,
ty 1¢ chiém linh thi truong dat 20,9%, ty 1€ tang trudng dat 26%.

2ty

Lty

9ty

635
triéu

Hon 1 triéu chiéc may tinh.

Hon 1 triéu chiéc may tinh.

6 triéu chiéc may tinh.

Hon 8 triéu chiéc may tinh.
Chi phi dié¢t virus: 1,1 ty.

Gay ton that: 1.52 ty

57% nhan vién 1a nhan tai k¥ thuat chuyén nghiép phan mém.

Nguon nhan lyc Nhan vién c6 mat trén toan thé gi6i, khu vie chdu A-Thai Binh Duong chiém
45%, Nhat Ban chiém 19%, My chiém 17%, chau Au chiém 15%, chau My

Latinh chiém 2%.

Hinh tu hi
hle ong thuong toan Pai Loan.
¢u

Gia trj thwong hiéu 13 750 triéu d6-1a, chiém vi tri hang dau gia tri thwong hiéu



(Nguon tw liéu: Interbrand, nam 2003)

Ban quyén sang ché  Nam 2000, 1ay “Bat virus trong khong khi” lam ban quyén k¥ thuat, kién
phat minh Network Associate, dat 125 triéu do-la tién hoa giai.

Xay dung quy trinh canh gid1 mau dé virus.
Quy trinh quan ly ‘ )
Trung tam dich vu k¥ thuat toan cau dugc cap chig chi ISO 9002.



CHUONG 6

Trend Micro toan cau hoa

(Tt ndm 2002 dén mua xuan 2003)
Thoi vén ctia doi nguoi thue 1a ky diéu.

C6 ai ngd duoc mdt Truong Minh Chinh xuét than tir Binh Pong, Pai Loan, mang theo ca vo va em gai
vo,

ngdu nhién xay dung mot cong ty phan mém chdng virus,

lai tr¢ thanh dé tai “Cong ty Quoc té hoa chan chinh” dugc Hoc vién Kinh té Harvard nghién ctru, thao
luan?

Thang 4/2002, Giam d6c Marketing khu vuc Bac My ciia Trend Micro, Dan Glessner, gur email cho
Minh Chinh va t61: “Gido su Lynn Paine cua Hoc vién Kinh t€ Harvard muén 1ay viéc quan ly van hoa
da qudc gia cua Trend Micro lam dé tai nghién ctru. Khong biét moi ngudi nghi thé nao?”

Ky ngo

Dan tot nghiép thac si quan 1y Harvard (MBA). Viéc 6ng gia nhap Trend Micro 1a cudc gip g0 la
lung. Nam 2001, Minh Chinh va t61 t61 Mexico, trudc hét 12 thi sat cac cong ty con tai Nam My; thir
hai 14 cong b vé ban tiéng Tay Ban Nha cudn @Trend Micro cta t6i; thir ba 1a Minh Chinh nhan 11
moi dién thuyét vé “Xu thé an ninh mang” tai budi tu vin may tinh 16n nhat Nam My. Nguoi dién
thuyét ngay sau Minh Chinh 14 Dan, khi d6 dang 1a Giam ddc Marketing khu vuc Bac My ctia Palm.
Chii d& ma Dan phat biéu hom d6 1a “Sach lugc marketing”. T6i va Minh Chinh doc phan gi6i thiéu
so lugc vé Dan, théy qua trinh hoc tap déu dat két qua rat xuAt sic, ong noi nang rd rang, ranh mach,
1 n6i ¢6 hdn, nha nhin lich sy, khiém nhuong 18 d9, lién bude t6i chuyén tro, moi ong an bira sang
hom sau.

Vé sau, moi khi nhé lai budi gap mat 1an dau d6, Dan n6i khong biét rd vé Trend Micro, chi co an
twong doi chat, nhung vi dugc tong giam ddc ctia ca mot cong ty moi, nén Van cam thiy rat vinh hanh,
vi thé ngay hom sau 6ng da day that som, tdi chd hen trude khi dap may bay vé My.

Trong cudc gap, Minh Chinh di thang vao van d,é, mo1 Dan gia nhap Trend Micro. Khi do, thiét bi ky
thudt s ho trg ca nhan cua Palm (PDA) dang rat thinh hanh va Dan rat vira y véi cong viéc. Minh
Chinh noi:

“Windows cudi cting s& chién thing. Strc canh tranh ctia Palm khong du 16n, sém mudn ciing s& suy
sup. Hon nira, truéce day, khi con & HP, ong dam nhan viéc marketing cho thi truorng cac doanh nghiép,
con hién gi6' ¢ Palm, 6ng lai marketing cho nguoi tiéu dung. Hai pham tru khong giong nhau, tat kho
phat huy so truong.” Tiép d6, Minh Chinh dé nghi thang thirng: “Ong chua biét Trend Micro 1a vi chua



tirng cht y dén thi truong an ninh mang, Ong hay thir tim hiéu xem thi | trudng phan mém ctia doanh
nghiép nao phat trién nhanh nht, nhirng cong ty phan mém nao c6 chd ding trong long khach hang?
Hay nho budi néi chuyén hom nay cua t6i va ong. Mot ngay nio do, du 6 ong that vong vé Palm (t6i tin
rang khong qua sau thang dau), hiy toi tim t6i. Ching ta c6 thé noi lai vé chuyén gia nhap Trend
Micro.”

Bira sang dién ra chua dﬁy mot tiéng, lan gap dau tién, Minh Chinh lai théng thén, chan thanh nhu vay,
khién Dan c6 chut lung tiing. Liac do, t61 cling thinh thoang thém that vai cau bo sung. Dan cang cam
thay nghi hoac.

V¢ sau, 6ng boc bach voi toi:
“Cong ty ma hai vg chong cung sang lap thi 16n duge dén dau? Pung lam tro cuoi nita!”

Nhung nhiing 161 néi day ty tin cing cac dy tinh thang than khong kiéng né ctia Minh Chinh d3 giy an
tuong sau sac voi ong. Sau khi nhan danh thiép va so dién thoai ctia chiing t6i, ong nhin 101 s& tim
hiéu, nghién ctru thém vé Trend Micro, dong thdi nhat dinh sé duy tri lién lac.

Vé sau, qua nhién 6ng co tim hiéu vé ching t6i, do hoi thém ban bé trong gidi an ninh mang vé Trend
Micro. Ong duoc biét, Trend Micro do Truong Minh Chinh sang 1ap va 1a cong ty san xuat phan mém
diét virus mang hang dau thé gioi, gia tri 1én toi ca tram triéu d6-1a, co san pham ndi tro;.

Bing di sau thang, Dan goi dién cho Minh Chinh:

“Tat ca déu dung nhu 6ng du liéu. Hién nay, Palm d3 lung lay, yéu thé, mun guong day ma khong noi.
To1 cling kho phat huy s& trurong, 101 mo1 ciia Ong nam ngoai c¢6 con gia tri khong?”

Bao t6 va tinh nguo1

Va thé 1a Dan gia nhap bo phian marketing toan cau ctia Trend Micro. La ngudi My, nhung Dan lai 1ay
vo Phap. Khi con lam viéc cho HP, 6ng tirng séng gﬁn hai nam tai Nhat, con khi lam viéc cho Palm,
ong lai thuong di cong tdic & Nam My. Sau khi gia nhap Trend Micro, 6ng cling lam quen kha nhanh
v61 van hoa da quéc gia no1 day. Khi néi chuyén véi cac gido su va ban hoc tai Hoc vién Kinh té
Harvard, ong thuong nhac t6i phuong thirc quan 1y déc dao da qudc gia ciia ching t6i. Nguoi no
truyén tai nguot kia, dem t6i sy thich tha, to mo cho Gido su Lynn Paine, nguoi chuyén giang day,
nghién ctru vé van dé quan ly da qubc gia tai Hoc vién Kinh t& Harvard. Va thé 1a, dé tai nghién ctru
kéo dai hon mot nam bat dau duoc thuc hién.

Ngoai viéc cam thay that bat ngd va vinh hanh, Minh Chinh va tdi ciing rat hy vong c6 thé thong qua
vi¢c nghién ctru cua gid1 hoc thuat dé hiéu thém dac diém quan 1y va thi€u sét cua cong ty, lay d6 lam
can cu dé cai tien. Vi vay, chung t61 dong ¥ doc strc phdi hop.

Sau d6 Lynn Paine 1ap tirc ctir mot chuyén vién nghién ctru la Kim Betcher, bat dau suu tam tai liéu,
doc va nghién ctru lich str va boi canh ra doi ctia ching t61 qua cudn “Xu thé thoi @”, cac bao cao téli
chinh, v.v..., cudi cung chon chu dé 1a *“Qua trinh quyet sach ctia viéc quan 1y van hoa da qubc gia”,
nghién ctru doan giam ddc cip cao qudc té hoa gidng nhu Trend Micro, di t6i thoa thuan nhu thé nao,



phac thdo quyét sach ra sao?

bung vao mua mua béo thang 7, Kim Betcher bay tir Boston t6i Thung liing Silicon dé 1am viéc Vo1
Trend Micro. Tlep d6 1a dén Pai Bac truc tiép phong van hon mudi ngudi cua Trend Micro, bao gdm
bay vi giam déc cip cao mang quoc tich Trung Qudc 1a: Truong Vi Kham, Tran Di Hoa, Tru:orng Minh
Chinh, Trinh Dich Lap, Luong Quéc Binh, Luu Gia Ung va to1. Trude do, Kim da nhiéu lan noi
chuyén v6i David Lo va Nick Dedere, hoi han sau Vao cac van dé nhu: “Ban giam dbc cap cao ¢ khip
noi trén thé gidi, lam sao ching t61 c6 thé giai quyét van dé trao doi 1an nhau?”, “Van hoa Pong-Tay
khac nhau, phuong thirc trao doi ccting khac nhau, lam thé nao dé hop thanh nhan thirc chung?”, “Hop
thanh nhin thirc chung mai 6 thé lam thanh quyét sach, nhung néu vay, chung toi s¢ 16 mat co hoi kinh
doanh?”, “Quyét sach trong giao kéo c6 mat di do sac bén khi thanh phin tham gia thoa hiép qua
dong?”

Kim Betcher noi voi t61, cang nghién ctru, ong cang thay hirng tha. Quan diém ctia moi ca nhan khong
giong nhau, nhung lai twong d6i nhat tri tng hd cach quan 1y van hoa da quoc gia. Ong cho rang day la
mot trong nhirng tai san quy gia va doc dao cua Trend Micro. Puong nhién, an tugng sau sac nhit cua
ong la moi nguoi déu thang than chan thanh, khong ngan ngai ndi ra suy nghi cua minh va cting khong
dé bung bat ctrdiéu gi. Kim Betcher ¢ Dai Bac bén ngay ba dém, 1an dau trong do1 biét toi strc manh
ctia bdo td, va tinh cam than thién, hiéu khach cua nguo1 Pai Loan. Chéc chin, viéc nghién ctru Trend
Micro khong chi dem lai cho 6ng nhitng hiéu biét méi trén phuwong dién hoc thut.

Dém Munich khong ngu

Pau thang 10, 14 vi giam dbc cap cao thude sau qubc tich tap hop tai Munich. Pay 1a hoi nghi doi
thoai truc tiép ba thang mot 1an. Thong thuong, hoi nghi s€ kéo dai it nhat ba ngay. Chuong trinh nghi
su ¢6 ndi dung rd rang, chit ché, thio ludn nhiéu va rat cang thang. Lynn Paine khong thé toi tham gia
vi vu 4n tham 6 ctia Doanh nghiép An Long dén t&i van dé quan 1y cong ty, dugc Uy ban Cong dong
moO1 dam nhan vai tro dai dién gidi hoc thuat nén khong tham du duge. Ong cir Kim Betcher di1, con
minh thi cudi ndm méi dén Nhat Ban tham gia Hoi nghi cudi nam.

Thai d6 nghién ctru nghiém tic cua Hoc vién Kinh té Harvard khién chung t61 rat khdm phuc. Trend
Micro va van hoa quan 1y doc dao khién thiy tro trudng Harvard phai ngac nhién. Tai Munich, Kim
Betcher tham dir va ghi lai tit ca cac hoi nghi cip cao cta ching t6i dé giup cac dong nghiép tham
khao, nghién ctru cu thé va chinh xac hon.

Khong chu y to1 6ng kinh may quay, khong dé tAm téi su quan sat cua gidi hoc thuat, 14 nguoi ching
t61 van tranh luan kich 1iét, chia sé quan diém mot cach vo tu. Hoi nghi kéo dai lién tyc trong ba ngay,
mdi ngiy sudt 12 tiéng dong hd khong nghi. Piéu khién Kim Betcher ngac nhién 1 ho khong hé chop
duoc canh quay nao c6 ngudi ngu gat. Ngoai Genes (nguoi birc) Giam dbc Diéu hanh khu vuc chau
Au, 12 chii nha, mdi ngudi ching t6i déu phai trai qua mot chuyen bay dai, it nhit ciing phai 12 tleng
moi t61 Pirc va sang hom sau lai phai t61 hoi nghi ding gio. Téi ngay thir hai, chung t6i tham gia 18
hoi Bia thang 10 Bavari ndi tiéng cia Munich, vira udng vira nhay mua. Ngay thtr ba hoi nghi lai keo
dai ca ngay theo 1¢ thuong va ciling khong ai ngu gat hay bo vé sdm. Kim Betcher noi:

“Chua tirng thdy hoi nghi ban giam ddc cip cao nao c6 tinh than va sirc luc doi dao nhu vay!”



Betcher cling cung moi ngudi di choi vui vé va la nguot tré tudi nhat so v&i chiing toi ‘nhung dén ngay
cudi lai ngap nga lién tuc. C6 mot strc khoe ddi dao nhu vay, qua thuc 1a vi tinh yéu ndng nan voi
Trend Micro, cong thém ngon ltra duoc khoi day tir sy tu hop cua nhitng qubc tich khac nhau, bdi canh
khac nhau, ma khong n& nghi ngoi, khong nd bo 1§ diéu gi nén quén duoc mét nhoc.”

Sau hoi nghi, ai vé nude ay, traim dau ngan moi gat sang bén, nga lung 1a ngu, bat tinh nhan sy, nguoi
nha oan trach, ban bé bot 1ién lac. Nhirng mét nhoc phia sau co ché quan 1y toan cau niy khong 6ng
kinh nao quay duoc, nhitng cudc phong van, chuyén tro khong hoi dugc, cau chir khong thé ta xiét, chi
0 ngud1i trong cudc va nguoi nha moi co thé hiéu dugc. Chung tdi sin séng chiu vat va, mét moi chi
vi toan cau hoa chan chinh. Néu héi ¢6 dang khong, chung t6i s¢€ tra 1o1: “D6 1a con dudng duy nhat dé
tién 1én.” Mudn tré thanh mot cong ty toan cau hoa, it phai don suc luc gip boi, khic phuc mét mo1 do
léch mai gio, sy khac biét vé vin hoa va ngdn ngit, khong ngimg c6 gang, khong ngimg diéu chinh.

Tang cuong luc lwgng cho nam 2003

Hai thang sau Ho1 nghi Munich, Giao su Lynn Paine du dang ban tram cong ngan viéc van cb ging bay
tir Boston ti Nhat Ban tham du Hoi nghi giam déc cap cao cudi ndm ctia Trend Micro. Lan nay, hoi
nghi khong dugc quay phim nhu lan trude. Vi giam doc mdi gia nhap 1a Lane Bess thay thé cho Giam
ddc Trend Micro tai My 1a Michael. Lane bao vé thac si kinh doanh tai Cannegi-Melon Pittsburgh.
Ong tirng 1am cho céc cong ty 1én nhu IBM, NCR, sau d6 hai lan ty lap nghiép, trong d6 mdt lan, ong
d3 ban thanh cong doanh nghiép cho Sike. Sau khi Michael khong kham ndi strc ép clia cong viéc ma
101 bo Trend Micro vao mula hé nim 2001, phai mit nira nim troi tim kiém, Minh Chinh va Nick
Dederer méi vira y véi Lane Bess, nguoi co san ca kinh nghiém 1ap nghiép 1an chuyén mon. Vi than
hinh cao 16n, do1 vai rong, 6ng ta s€ ganh vac trong trach trung hung Trend Micro ¢ nudc My. Co 1€ vi
1a 1an dau gap mit cac giam dbc cap cao khac ctia Trend Micro, nén ngon tir ctia dng rd rang khiém
nhuong hon nguot khac.

Cudc hop hom do cling c6 mot vi khach quan trong, ngudi ma Minh Chinh chu dong moi vé Trend
Micro 14 Giam ddc Diéu hanh Microsoft Nhit Ban, Akihiko Omikawa. O Nhat, Trend Micro c6 co sé
vitng chic, 16n manh, nhung chua c6 ngudi ding dau gioi. Tir khi chuyén tru s¢ chinh vé Pai Loan,
ching t6i 1uén tim kiém mot ngudi ¢6 kha niang dam duong vi tri ndy. Ngudi trude nga thi ngudi sau
budc 18n, toan vi sai mot ly ma hong viéc 16n. Mot giam dbc khong hoan thanh nhiém vu s& lam hao
ton nhiéu st luc ctia ching t6i, da khong thé chia sé mét nhoc, lai con vudng chan vuong tay. Tur khi
Giam ddc Tai chinh Neigi gia nhap, ching t6i m&i dan thoat khoi ap luc ning ne cua cong viéc quan
ly hang ngay. Minh Chinh thi khong c6 cach nao thoai bo trong trach, nhat 1a vé mit quan 1y diéu hanh.
Céc phong ban nghlep vu deu chi co nhu’ng ngudi tré tudi, Minh Chinh chi con cach lamra vé “tudi
cao thi chi cang cao” ma tiép tuc cong viéc.

Minh Chinh lac ndo ciing chii y nghe ngéng, tim kiém nhén tai trong gi¢i phan mém. C6 mot 1an noi
chuyén v6i Giam ddc Abe ctia Microsoft Nhat Ban (nay d tir chirc), nghe néi Giam déc¢ Diéu hanh
Akihiko Omikawa cua ho khong chi thong minh tai tri, ma con gio1 thue hién cac sach lugce, ky thuat
choi gon tuyét dinh, uéng ruou tiép khach cling khong s, ¢ nghiép gioi Nhat 1a nguo1 c6 duyén nhat
dang, v.v... Trend Micro & Nhat Ban, d6i noi thi thiéu giam d6c cap cao c6 kha ning thuc hién céc
sach lugc, d6i ngoai thi thiéu dai st thién chi va phat ngon vién. Ttr d6, Minh Chinh lu6n c6 y nghe
ngodng vé ngudi nay. Xac dinh 6ng 1 nguoi rat ¢o kinh nghiém, lién dich than mo1 an t61, noi chuyén
dong dai. Anh cam thiy nguoi ndy ngoai thong minh, duoc viée, con rat chan thanh, khong kiéu ngao,



khong coi minh 13 c4i ron ctia vii try, tir d6 nhan dinh 6ng ta chinh 13 lya chon sb mot dé 1anh dao
Trend Micro tai Nhat Ban. Thé 1a Minh Chinh khéng ngimg tién hanh du thuyét, nhiéu 1an giri thu moi
1am viéc. Thanh y d6 dan dan khién Akihiko Omikawa cam dong, quyét dinh gia nhip Trend Micro.
Ho1 nghi lan nay, Akihiko Omikawa van chua chinh thirc roi bé chirc vy tai Microsoft, nhung 6ng co
chtl ¥ toi chao hoi moi nguoi trude, the hién quyét tim gia nhap cua minh, diéu nay khién ching toi
cang thém phin chan,

Trend Micro trén thi truong Nhat Ban, trai qua thoi gian mot nam bo bé (Pho Tong Giam dbc diéu
hanh tién nhiém Watanabe tir chirc mdt nim trudc), coi nhu gid da c6 nhan tai mang qudc tich Nhat gia
nhép ban giam ddc, ting cudng cho vi thé ctia Trend Micro trén trudng quoc té. Lane Bess ¢ san nén
mong chuyén mon va kinh nghiém 1ap nghiép, Akihiko Omikawa véi kinh nghiém thanh cong tir
Microsoft, s& gitp ban giam ddc bude 1én mot thm cao méi.

Xua nay van 1a phuong chim quyét sach ban hang vuot qua nghiép vu, tir d6 d6i mit voi thach thirc
manh me€ ctia cac giam doc nghiép vu tai ndm khu vuec, strc ép trudng thanh cta nghiép vu, khién bo
phan phat trién va ban san pham cuing cac giam doc khong thé khong diéu chinh bude di, 14y nhu cau
btrc thiét cta khach hang 1am dau.

Gi4o su Lynn Paine d tin mat thiy qua trinh quyet sach cot 161 cua Trend Micro. Giam dbc chi nhanh
tai cac nudc déu co sé truong riéng, véi tién dé cham lo tong thé, luén gang stre vi bo phan, thi truong
cua minh. Phuong phap ldnh dao ctia Minh Chinh thoai mai, dan chu, khlen moi nguoi déu phat huy hét
kha ning ctia minh, cudi cting bo phiéu dé thanh nghi quyét, mot s6 van dé van treo chua giai quyét thi

do1 to1 ky sau phan giai.

Lay thé gidi lam ban d6

Ky thuc, noi to1 toan cau hoa, néu tinh t&i cac ctr diém khrflp noi trén thé g161, thi Trend Micro chi co
26 don vi, kém xa so vo1 Microsoft cia My, Sony cta Nhat hay Nokia cua Bic Au. Néu xét vé doanh
thu hoat dong, Trend Micro ciing chi c6 50% nguén thu dén tir cac khu vuc ngoai chau A, hon nita
cling khong trai déu, nhung néu néi t6i qua trinh quyét sach thi c6 thé cam thu duoc vin hoa toan cau
hoa chan chinh cua Trend Micro. Lic déu, khi xem xet to1 cac chirc nang can thiét, chung t6i khong coi
quic gia nao la trung tam, ma coi ca thé gidi 1a mot ban do can nhic diém manh, tinh tién loi, tinh
phat trién ctia tirng nude, dan dan hop thanh to chirc da qubc gia nhu ngiy nay.

Pai Loan 13 trung tim dau nio ctia Trend Micro, 1a cai ndi ciia chiing tdi. Sinh vién cong nghé cta Dai
Loan c6 té chit thong minh, cong nghé thong tin lai phat trién manh, nén d3 dao tao duoc rat nhiéu k§
su kiét xuét, khong chi c6 ning luc suy nghi gioi, ma tinh linh hoat, ndng dong cling rt cao. Nhiéu nim
nay, Trend Micro da khang dinh dugc vi thé 14 cong ty phin mém hang dau chau A. Piéu ny giup viéc
moi cac k¥ su tai ning nht 1am viéc cho chiing t6i trd nén dé& dang hon. Mic du ¢ Thung liing Silicon,
Nhat Ban, Nam Kinh, Puc ciling c6 cac phong nghién ctru, nhung 1ic nao Pai Loan cling thu hiit nhirng
thién tai vé phin mém dam d6n nhan thir thach, mong wdc tim toi tri thirc méi dén gia nhap dai ban
doanh.

Nuéc My 1a quic gia co nganh cong nghé thong tin tién tién nhat thé gidi. Tat ca nhitng cong nghé déu
ra do1 tai Thung Iiing Silicon, vi thé, ching t61 quyét dinh dat trung tam dau ndo cua Trend Micro tai
My, & Cupertino trong Thung l{ing Silicon, tranh thi1 nguon nhan lyuc tai nang bac nhat cua noi day dé



phat trién cong nghé phong chdng virus mang hang dau. My ciing 1a quoc gia dung dau thé gidi vé cac
mat hang cong ngh¢ cao, quan 1y thuong mai, do dé, Trend Micro da dat trung tam ban hang tai My,
tan dyng tri tué ctia ngudi My dé xay dung ché do quan Iy pht hop va hé thong. Mic du doanh thu ¢
nuoc My chi chiém mot phan nhd so véi doanh thu ctia Trend Micro tai chiu A, nhung Minh Chinh
van tin tudng rang, chi khi chlem dugc chd dung trong thi truong canh tranh khéc liét nhat nay,
chingtdi méi c6 thé cing cb thuc luc toan cau. Vi thé, ching 61 tich cuc xay dung co so nghién ctru
k¥ thuat hoan thi¢n. Nhitng nha phan tich ky thuat “that su cauthj” cung nhirng khach hang 16n hay
“vach 14 tim sau” da khich 1¢, thiic giuc chung t6i khong ngimg cai tién cong nghé dé san phim ngay
cang trd nén don gian, dé sir dung.

Con nhu chau Au, tinh da dang vé van hoa va ngdn ngit lai thich hop v6i ban chat quyét sach c6 tinh
linh hoat ctia Trend Micro. O ddy, ching t6i thoai mai phat huy dé thich tmg v&i mé hinh kinh té tirng
nude chiu Au. Yéu cau vé chat lugng san phim ctia khach hang Purc 1a rat chit ché, nhung khi da tin
tudng, khach hang s& duy tri quan hé hop tac 1au dai. Do d6, Trend Micro quyét dinh dit trung tim dau
nio chiu Au tai Puc, thudng xuyén hop tac thir nghiém san pham véi cac cong ty 16n, khong ngimg
nghién ctru, ting hiéu qua va tinh tién dung cua san pham.

Con & chau A, céac sinh vién t6t nghiép dai hoc tai Philippin néi tiéng Anh luu loat; nguon lao dong
ddi dao, lubn mudn vuon 18n, luc hoc kha, tinh cach 6n hoa, 1am viéc nhiét tinh va cham chi. Vi thé
trung tAm phuc vu khach hang toan cau ctia Trend Micro dat tai Manila, thue hién ché do phuc vu 24
gio/ngay, bay ngay/tuan, chia 1am ba ca, su6t nim khong nghi. Hon mét ndm truée, Vi Kham duoc
diéu tir My vé Manila dé diéu hanh trung tim dich vu khach hang. Vi Kham lu6n khen ngoi k¥ sur cua
Philippin, mot lan nira khang dinh quyét dinh chon Philippin chtr khong phai An Do ciia Trend Micro
la mot quyet sach sang sudt.

Nhat Ban la noi dat tru sotong cong ty ctia Trend Micro,1a thi trudng 1on nhat va cting la not cung cap
ngudn von dau tu doi dio cho chung t6i. O Nhat, Trend Micro 1a cong ty san xuat phan mém chdng
virus duy nhat, thém vao do thi truong o phiéu cua Nhat Ban 6n dinh, co ché di kién toan, nén ching
t6i quyét dinh phat hanh co phiéu tai Nhat. Nho do, ching t61 vira doc chiém thi truong nay, vira c6 thé
hudng thu phan dau tr phin tan ciia nhitng nha dau tv Au-My. Quyét dinh ny ciing c6 thé gitip ching
t61 thu hut dugce nhiéu cha ¥ hon so v6i khi niém yét trén cac thi truong khac.

Tam tri luén hudng ra thé gidi

Vi khi m61 hinh thanh, Trend Micro da tan dyng s truong cuia ting vung, tung qudc gia, lai cha yéu
giao nhirng vi tri chii chbt cho ngudi ban xtr nén ban giam ddc cap cao ctng tur nhién thich ing voi so
truong chuyén mon cua tung vung. Trong 14 nguoi, ba nguoi sang 1ap dén tir Pai Loan dam nhan giam
sat cac khau phat trién san pham, nghién ctru cong ngh¢ phong chdng virus, dich vy khach hang; giam
déc tai chinh 12 nguoi mang quoc tich An D¢ di dinh cu tai Nhat nhiéu ndm; pho tong giam ddc ban
hang 13 ngudi M¥; con giam déc diéu hanh cua timg ving thi c6 ca ngudi My, Nhat, Ptic, Achentina
va Pai Loan.

Viéc hinh thanh quyét sach tong thé do nhirng vi giam dbc cp cao clia sau nude dai dién cho cac khu
vuc va bd phan cling nhau ban bac 14 nhim ¢ gang cham séc 1oi ich ctia cac ving, chir khéng phai 1dy



mdt quoc gia lam trung tim. O Microsoft, mic du c6 cong ty con rai khip hon 100 nudc trén thé gidi,
nhung tit ca quyét sach déu do ngudi My dua ra. Sau khi dugc thong qua tai Seatle, quyét sach duoc
phan phat cho cac noi trén thé gigi lam theo. Hoic nhu Sony 13 cong ty dirng dau vé toan cau hoa cua
Nhat, nhung tat ca cac quyét dinh déu do tong cong ty Nhat Ban chi thi. Siemens, Nokia khong phai 1a
khéng ban hang khap toan cau nhung quyén luc tuyét dbi lai nam & chau Au.

Nguoi sang 1ap ra Trend Micro tuy 1a nguoi Pai Loan, nhung khi dua ra sach lugc laikhong 1ay Pai
Loan 14 trung tAm, vi Pai Loan chi chiém khoang 5% doanh thu ctia Trend Micro trén toan cau. Khi da
dé mat toi thi trudng toan cau thi tAm tri phai luén hudng ra thé gidi, doi hoi viéc dua ra quyét sach
trung wong phai thich hop vo1 moi thi truong, vira co thé phat huy & nhiéu noi, vira c6 thé phéi hop
thong nhat.

Deé tai nghién ctru cua Hoc vién Kinh t€¢ Harvard da mi€u ta rat ti mi by may t6 chirc ctia cong ty ching
to1 d€ cac sinh vién tham khao.

Giéo su Lynn Paine

Gido su Lynn Paine 13 giang vién ctia Hoc vién Kinh té Harvard. Ba dong thoi c¢6 bang luat cta Dai
hoc Harvard, tién si Triét hoc cua Pai hoc Oxford Anh quéc, chirng nhan t6t nghiép xuét sic cua Hoc
vién Smith, hon nira con 1a thanh vién cua “Hoi danh dy Sinh vién uu ti Pai hoc My ¢6 tiéng tam cua
Pai hoc Towa. Nhiéu nim nay, ba 13 giang vién mon Ly luan quan 1y MBA va quan 1y chuong trinh
dao tao (mg dung ctia Hoc vién Kinh t&¢ Havard. Tham chi, ba thién vé 1y ludn Thuong nghiép, 1anh
dao va quyét sach. Gan day, Chuong trinh giang day quan 1y da vin hoa (Managing Across Cultures)
méi mo cua ba rat duoc sinh vién hoan nghénh, va cling tao cam hirg cliing nhiéu bai thao luin cta
g161 hoc thuat.

Ba giang day tai Nhat Ban, Dai Loan, la nguoi co kién thirc sau rong, thang than va di dom, khong hé
kiéu ngao. P6i vai viéc van dung thue té thuong nghiép ludn co thai do cau toan, dbi vdi thanh qua
nghién ctru cua gidi hoc thuat thi luon khiém nhudng, mong dugc gop y. Trong thoi gian hon mot nam
1am Dé tai nghién ctru vé Trend Micro, ching t6i thudng xuyén thu tir qua lai. Lan gip dau tién ¢
Tokyo, chiing t6i d4 tré nén nhanh chong. Ba ldng nghe ndi dung cudc hop ctia chiing t6i mot cach
khiém t6n va hét strc coi mo. Chiing t6i cling moi ba ciing chia sé thanh qua nghién ctru vé phuong
dién quan 1y cong ty.

Do hang loat tai tiéng ctia cac doanh nghiép My gdy ra béi vu an An Long, naim 2002 Qudc hoi My da
cho thanh lap “Uy ban Vanh dai xanh quan 1y cong ty”, Gido su Lynn Paine da cho gio1 hoc thuat tham
dur. Gan day,ba c6 rat nhiéu Iy luan nghién ctru quan ly cong ty sau sac, nhungo Hoi nghigiam doc cap
cao cua ching 61, ba chi dung vén ven c6 mot trang dé néu van dé mot cach ngin gon, 101 tryc tiép di
thang vao khon canh cua viéc quan 1y cong ty va nhiing thleu sot ctia co ché phap quy, van tréi budc
dao dirc thuong nghiép cua nguoi quan ly. Ly ludn sau sdc clia ba da chuy dén ca tinh va 1y, khién
chung toi rat tin phyc. Ba khong hodanh 13 nguoi di dau nghién clru vé phuong thirc quan 1ydoanh
nghiép. Toi cam thdy budn, viéc quan ly cong ty co 1€ giong nhur van hoa doanh nghiép ma trudce mit
to1 dang phu trach, du co6 thém cang nhleu quy dinh phap luat, ché do quan ly ma khong c6 van hoa
doanh nghiép chan thanh, c6 chir tin thi tit ca ciing udng cong. Co ché cua ca ché dotu ban chinghia ky
thuc van con lién quan dén 1ong ngudi.



Loi khong de ngudi, quyét khong thoi

Gido su Lynn Paine tham gia hop cung ban giam dbc cp cao ctia Trend Micro trong gan hai ngay, va
déu c6 cudc nodi chuyén chi tiét voi timg giam ddc. Ba moi t6i, Minh Chinh va Nick Dederer dén
Harvard dy mot budi giang ctia ba vao thang 4 nim sau. Ba s& dé sinh vién nghién ctru thao luan trén
giang duong sau khi hoan thanh xong dé tai. Ba hy vong céac sinh vién c6 co hoi déi thoai truc tiép véi
chiing t61. Chiing t61 phén khoi nhan 101 ngay. Nhung Nick Dederer lai khong hé phan khoi nhu chiing
to1, 6ng than trong noi: “O! Khong biét nhirng sinh vién Harvard dinh hoi nhirng cau hoc bua nao. Moi
ngudi can biét 1a ho s& khong khach khi dau!” Dan, nguoi da tét nghiép Harvard ciing néi: “Pé tranh
thu dugc dlem, cac sinh vién nhat dinh s& phat biéu, hon nira 161 no1 khong lam ke khac s¢ thi chua
chiu thoi, nhat dinh phai dua ra nhiing y kién khong gidng nhau thi mdi mong lam noi bat c4 nhan va
dat diém cao, tot nhat 12 moi ngudi nén chuan bi tim 1y””. Thé 1a chung toi lién chuan bi dé thang 4 di
don nhan thir thach.

Khoang mot thang trudc d6, Kim Betcher c6 giri tdi ban thio vira viét xong. Toi doc rat can than, nhin
thay 101 vin cb ging cung cap cac chi tiét bdi canh, t6 chirc, vin hod, hiéu qua kinh doanh va thanh
tich cuia doanh nghiép, duy tri mi€u ta khach quan qua trinh théng nhat, dua ra quyét sach tai Ho1 nghi
Munich. Trong ban thao, ong khong dua thém bat ctr 101 binh hay két luan ndo, dé sinh vién c6 thé tha
ho tim hiéu, thao luan, Diéu nay c6 dbi chut khong gidng véi ky vong ban dau cua ching t61, boi ching
t6i dinh ninh rang trai qua nghién ctru quan sat ca nam nay, Harvard s& cung cap cho chiing toi mot s6
co so 1y luan, 1am phuong cham dé diéu hanh quan 1y.

Minh Chinh, Di Hoa va t6i déu 1a nhitng ngudi tu minh lap nghlep, chua tirng hoc qua MBA. Vi chua
hé ¢6 cin ctr ly ludn nao, lai quan ly mdt cong ty xuyén quoc gia voi gan hai nghin ngudi, ching toi
thuong cam thay phap phong, ludn sung bai MBA, tin rang ¢ d6 co tit ca moi thir, c6 rat nhiéu thir
tiém ting ma ching toi co thé khai thac, tat c6 1y luan ma chung tdi chua timg biét tdi, c6 thé 1am tiéu
chi tham khéo cho ching t6i. Chung t6i luon theo dudi thir Kinh Thénh quan ly nhu vay, hy vong co
chd c6 thé dua vao va lam theo. Thire khong ngo gioi hoc thuat lai tim kiém nhitng doanh nghiép thanh
cong dé nghién ctru, tim ra tién 1¢, roi tién hanh nghién ctru sau, phéan tich, sau cting mgi cho ra doi 1y
luan.

Cho nén Lynn Paine va Kim Betcher lubn mi¢ng cam on vésu hop tac cta chung t61. Sau khi dugc tan
miat ching kién cach quan 1y da vin hoa doc dao cua ching toi, ho rat phan khoi va cho rang da tim
thdy mot cong trinh nghién ctiru hiém c6. Ho 1uén néi: “Hy vong ddy 1a viéc doi bén cing ¢ 1gi”.
Thuec té, chiing toi khong c6 dugc phuong sach gi tir cong trinh nghién ciru nay, nhung nhd viéc tham
gia nghién ctru, ching toi hoc duoc rat nhiéu kinh nghiém, diéu ma khong phai cirdoc sach 10 nim 1a
c6 thé linh hoi duoc. Nhat 1a viéc ngdi trong giang duong Harvard, 1ang nghe cac sinh vién thao luan,
quan sat tinh hinh Gido su Lynn Paine cang l1a bai hoc quy gia cho kinh nghi¢m nhan sinh ctia chiing
to1.

Lam thugng khach ta1 Harvard

Ngay 11/4 1a sinh nhat con trai 1én Hiru Truc cua ching toi, nhiéu ndm nay t6i déu ciing du sinh nhat
vo1 con. Nam trudc, 61 con dot nhién xudt hién tai Hoi dién van hoa hoc sinh qudc té cua 16p do nd
chit tri, khién n6 rat mirng. Nhung sinh nhat nim 2003, né con & Pai Béc, ching t6i khong thé khong
that hen, bay t¢i Boston tham gia budi thuyét giang ctia Gido su Lynn Paine. Mua xuan nay, thoi tiét



that la lung, chua tirng thay trong lich sir, Boston van con tuyét roi. Di trong khuon vién cua trudng
Pai hoc Harvard giita dat troi day tuyét c6 mot cam giac tha vi ddc biét. Chung toi da ting to1 day
tham ban, tham quan giang dudng hoc thuat ndi tiéng thé gidi, trong long tran day ngudng mo. Nhung
khong ngo, 1ai c6 dip duoc vinh hanh dugc tré thanh thuong khach. So phan con nguo1 that ky di¢u, ai
ma ngd duoc mot Truong Minh Chinh xuat than tir Binh Pong (Pai Loan), cling véi vo va em gii vo,
ngau nhién 1ap dugc mot cong ty phan mém chdng virus, lai duoc ton vinh 1 “Cong ty toan cau hoa
chan chinh”, duoc 1ay 1am dé tai tién hanh nghién ciru, thio luan tai Hoc vién Kinh té Harvard, noi tap
trung anh tai khap ndm chau.

Minh Chinh, Nick Dederer va toi theo sau Lynn Paine, Kim Betcher va mot giao su tre Jeff Polzer
cling rat c6 hung tha véi dé tai nghién ctru vé Trend Micro, cung budc vao giang duong. Cac sinh
vién nhanh chong vao chd ng01 co khoang 30 nguoi vo1 du cac mau da, quoc tich. Muon vao hoc
truong ndy, cac sinh vién bat budc phai co hai, ba nim kinh nghiém lam viéc thyc té. Budi hoc bat dau
vao 10 gio sang. Lynn Paine tip trung giang bai: “Cac em déu da doc qua dé tai nghién ctru Ve Trend
Micro. Hom nay chuing ta s& 1y qua trinh dua ra quyet sach ctia Trend Micro dé thao luan Ve hi¢u qua
clia phuong thirc quan 1y da van hoa. Chiing ta ciing rat vui mirng chio dén ba vi giam ddc cap cao cua
Trend Micro dich than toi tham gia budi thao ludn nay, ho ngdi phia cudi 16p.” Ba giéi thiéu tén va
chirc vi cua tirng nguoi trong chiing t61. Cac sinh vién v tay, hoan nghénh nhiét liét. Cac sinh vién néu
y kién:

“Cac vi giam dbc cua Trend Micro c6 qudc tich khac nhau, dai dién cho vin hoa cua cac khu vuc khac
nhau, d€ khac phuc kho khan vé ngdén ngir, van hoa trong qua trinh dua ra quyét sach, han phai mat
nhiéu thoi gian giao ti€p, thao luan. Thoi gian hao phi nhiéu nhu vay, co hoi lam an rat dé bi boé qua.”

Quyet sach da dugc hi¢p thuong, thuong la két qua nhugng bd cua cac bén, dé dat dugc sy nht tri
clia tit ca moi nguot, doi khi s€ lam mat di vu thé von c6 thé c6 cia mot khu vuc nao d6. Quyét sach
1am theo cach nay t6t hay xdu 1a diéu can phai thao luan ban bac.”

Mot sinh vién nguoi My phat biéu:

“Tai sao cac vi giam dbc co qubc tich khac nhau dai biéu cho tirng khu vire phai ngdi cling nhau méi
c6 thé cho ra quyét sach? Hinh thirc quan ly tap trung, cu cap dudi di cac khu vye thu thap da cac
thong tin hiru ich, giao cho don vi lam quyét sach dé tham khao, nhu vay c6 thé phan 4nh nhu cau ctia
tirng khu vue, 1ap thanh quyét sach, co phai vira nhanh vira chinh xéc khong?”

Y kién d6 khong phai 1a khong c6 1y. Toi va Minh Chinh déu cam thiy himg thi. Nhung cac sinh vién
khac lai phan bac:

“Vi€c thu thap tu lidu, thong tin chi la cong viée co ban, diéu quan trong la phai doc hiéu tai lidu. Vi
vay, chi co giam dbc cac nuée song ngay tai thi treong so tai moi co thé phan anh chan thyc nhiing yéu
cau cua thi truong. Ban giam dbc cap cao ctia Trend Micro song & nhirng nén vin hoa khac nhau, du
dé hiéu chinh xac thong tin v& thi truong, lam thanh quyét sach thi s& thich hop van dung toan cau hon
nhom chi gdm mot nén vin hoa don nhat.”

Trén giang dudng, Gido su Lynn Paine luon 1a huéng dan thao luin, xac dinh 15 cac ¥ trong 101 noi
cua sinh vién. Ba khong phan doan hay thém that y ki€n, nhung dua ra cac phuong hudng chuan xac



cho sinh vién suy nghi, d6i khi bo sung 1y luén, hudng suy nghi sau hon, d6i khi lai dan dat 16i suy
nghi phan bac, vira ding 2 gio dong hd. Xem ba giang bai, chang khac ndo thudng thire biéu dién ngh¢
thut, luu loat troi chay, tiy co ing bién, lai vira co thé diéu khién khong khi ca giang duong. Ba dé
cho moi ngudi déu duoc phat biéu, thio ludn quan diém dé dat toi ¥ nghia siu xa cta van dé. Minh
Chinh néi, diéu 16n nhat anh hoc dugc chinh 1a phuong phap day hoc cta Lynn Paine:

“Néu chi tri hoi nghi quan 1y cip cao ma t6i cling tinh tio, sic sao dugce nhu ba dy thi quyét sach cua
chiing ta han 1a cang c6 hi¢u qua hon.”

Trong budi thio ludn tai giang dudng 4y, ddm Ira tur twdng khong nging 1de 1én, cac dang 1y ludn tin
thanh hay khong tan thanh phuong thirc quan 1y cta ching t6i déu c6 cin ct riéng, déu co 1y riéng. Toi
va Minh Chinh nghe rat say swa. Mot s6 sinh vién c6 16i nghi day tinh sang tao, khién nguoi khac phai
thay d6i cach nghi, khién chiing t6ikhong thé khong suy nghi sau hon. Vira ngoai dau lai, bat gip Nick
Dederer lac dau ngan ngam: “Nhitng sinh vién ndy lam sao hiéu thue chat viéc kinh doanh!” Ong néi
rat than nhién. Mot nguoi ¢6 bang MBA cua Pai hoc Berkeley nhu 6ng han da quén thoi sinh vién
xOng x40, tu do cuia minh!

Qua trinh dua ra quyét sach

Sau 10 phut nghi giai lao ngan ngui, Lynn Paine noi: “Ching ta dé thao luan nhirng diém manh, yéu, cai
duoc, mat clia phuong thire quan 1y toan cau hoa. Bay 210 ching ta s€ xem mdt doan bang dai 7 phut
vé qué trinh ra quyét sach thyuc té cta Trend Micro.”

Trén man chiéu bat dau xuat hién tinh hinh thuc t& cc tang 16p quan 1y cip cao cta Trend Micro tai
Hoi nghi Munich. Kim Betcher d3 ghi lai hoat dong ctia chiing tdi trong c4 ba ngay dién ra hdi nghi.
Phan dugc chon phét 14 doan chiing toi dang thio ludn xem Trend Micro ¢6 nén ting cuong dau tu,
doat lai thi truong chong virus ctia nguoi tiéu dung ca nhan & Bic MY, ciing chinh 1a thi phan PC-cillin
dang chiém giit. Trend Micro & Au-My ludn 1y thi trudng 1a cac doanh nghiép cho san phim bao mat
mang cta minh lam miii tién chil cong. O mit nay, khong nghi ngo gi, Trend Micro chinh 14 ba chi,
nhung vé phan mém chéng virus cho may tinh c4 nhan thi con thua xa nhitng d6i thi canh tranh khac;
PC-cillin xung ba tai chiu A, nhung & Bic My thi chi ban hang truc tuyén, chir khong hé thiy bay trén
gi4 tai cac cira hang ban phin mém bao vé.

bay la quyet dinh co tinh chién lrge cuia Minh Chinh trong ndm 1995. Anh cho rang su phat trién cua
cac goi phan mém cai theo bo cudi clng s& bi chirng lai. O Bic My, chiing t61 nén tan cong chu yéu
vao thi truong 1a doanh nghiép, tap trung ngudn von, chuyén tim vao chdng virus mang. Sach lugc nay
1a dé chung t6i nhanh chong chiém dugc thi trudng khach hang 13 doanh nghiép. Nhung dat dugc thinh
cong & day thi ching t6i lai mt chd ding ¢ noi khic. Ching toi di dé cac di thi canh tranh gianh mat
thi truong phan mém diét virus cho nguoi tidu dung don 1é. Nhiéu ndm nay, chiing t6i ludn tranh luan
c¢6 nén khoi phuc lai vi tri xwa, nhung chi vi chua ¢ nguoi tai nén chua hanh dong. Tai hdi nghi 1an
d6, van dé nay lai duoc nhéc té1i, chi théy David L§, nguoi phu trach ban hang toan cau, 1on tiéng noi:

“Day la vii khi 1g1 hai quan trong cta viéc tao thanh danh, t€n tu6i. Gid1 ti€u dung ca nhan c6 st dung
san pham cta Trend Micro thi mé1 biét ma gidi thiéu cho cong ty. Nguodi ra quyet dinh cuoi cung co
biét to1 tiéng tam cua Trend Micro m&i muon mua.”



DPong tac ctia 6ng manh mé, hoat bat. Ngay sau d6, 1a ngudi s6i ndi nhat trong hdi nghi, Genes khong
chiu Iép vé. Ve co ban, Genes phan doi viéc tai dau tu vao thi trudong ngudi tieu dung ca nhan:

“Piéu ndy s& 1am 14n 16n moi thtr. Chung ta Vat va 1am mo1i xdy dung nén danh t1eng ba chu chong
virus mang trong doanh nghiép, nay lai rai tién von di tn cong vao phan mém lap theo bo, diéu nay
khién cac khach hang khong thiy rd su khac biét ctia ching ta voi cac ddi thu khac. Ching ta giéng nhur
xe Porsche, tiéng tim 16n, dong co khoe, chay rat nhanh, ban rat dat, khong thé quay dau lai 1a nghi di
ché tao loai Ford ré tién va dai chung hoa”

Tiép theo 1a 101 phat ngdn ngan gon nhung day sitc manh cta Giam dbc Tai chinh Neigi:

“Néu khong can nhiéu nguon luc, ma lai c6 thé thu hoach 16n, duwong nhién ching ta nén dau tu, tom lai
van can suy xeét tdi ti suat lo1 nhuan trén dau tu.”

“Mubn chiém duoc thi truong thi can phai dau tu, néu kho khin chong chat lung ting nhiéu bé, nira
duong dut ganh thi toi dé nghi dirng lam ngay tir dau, ché 6 lang phi von liéng!”

David L0 ndi c6 chut git gong. Ong yéu cau von ban dau it nhit ciing phai bay tri¢u d6-la méi dang
dau tu. Nick Dederer ciing phat biéu ting ho cach nghi cta 6ng. Trén man chiéu chi thy may nguoi noi
trén thi nhau tranh luan, cudi ciing, Minh Chinh theo Piéu 18 dwa ra miy diém quan trong, roi tién hanh
biéu quyét, bo phiéu, lai cho ting thém diém sb cua nhitng nguoi 1ién quan dén thi trudng Au-My, cudi
cung thu duoc két luan van 1a budng tay cho qua.

Doan phim da chiéu xong, Gido su Lynn Paine hoi cdm nhan cua moi nguoi.

“Toi thdy nguo1 My 16n tiéng phat bleu, nhay [én nhay xudng, dap ban xua tay, nguoi chau Au ciing
tham gia rét tich cuc, ngudi Trung Quéc thi chi thiy Steve noi nhiéu nhat, con miy vi con lai chi go
may tinh, lai con thm nam tum ba thdo luan riéng, khong hé phat biéu cong khai. Piéu nay khién toi
hoai nghi ho c6 phai that su ciing tham dy vao qué trinh ra quyét sach hay khong?”

Mot sinh vién gio tay phat biéu dau tién. T6i va Minh Chinh khong nhin duoc cuoi. Trong 7 phut do,
van dé thao luan 1a viéc ban hang cua Au-My, cac glam dbc nghién ciru, phat trién san pham nhu Di
Hoa, Quic Binh, Vi Khim déu nhudng 15i cho vi giam déc ¢ nudec My, dang nao thi san pham di sém
chuan bj tir trude, chi doi quyét sach ban hang. Lap Téc, nguo1 phu trach phuc vu k¥ thuat thi mot lac
lam ca hai viéc, vira nghe giam dde Au—M? tranh ludn, bi¢n bac, vira phai tra 161 email chi dao cép
dudi nén Gmg d6i thé nao vai cac khach hang 16n. Con t6i thi trudce d6 da phu trach viéc ban phan
mém lap tron b cho ca nhan tai My nhung khong thanh cong nén khong dam néi manh. Nhitng bdi canh
nay khong noi hét dugc trong doan bang 7 phat d6. T61 vira cuo1 vira bién ho:

“A!D61a 7 phut trong ca khoang thoi gian ba ngay, ba muoi may tiéng, vira diing ltc doan phim cat
thé hién tinh huong nay, nhung thuc té cac giam doc phuong Pong va phuong Tay c¢6 nhiéu diém khac
nhau v€ phuong thirc thao luan.”

“Tbi cho rang cac thanh vién trong doan qudc té ndy van chua dugc hoan chinh, thir nhat, khong thay
giam doc quoc tich Nhat Ban; thtr hai, nguo1 Trung Quoc va ngud1 My van chiém s6 dong; thir ba, gidi
nit chi ¢6 hai nguoi.”



Kha ning quan st ctia sinh vién that sy nhay bén. Luc d6, chung t6i ciing dau dau vi thiéu giam doc
Nhat Ban, nhung Neigi da dinh cur ¢ Nhat thoi gian dai, Minh Chinh thi qua nira thoi gian cting ¢ Nhat,
diéu ndy it nhiéu ciing bu dip diéu nudi tlec cua chung t0i. Nguoi Trung Qudc chiém da s6 vi ba nguoi
sang 1ap la nguoi Pai Loan da chiém ba sut, hon nira vé phuong dién k¥ thudt san pham thi dich xac
13 1ay ngudi Pai Loan 1am dau. Con vé nir gidi, chi c6 hai nguoi 1a t6i va Di Hoa, it nhiéu cling phan
anh sy that la ti 1¢ giam dbc 1a nit chiém rat it trong giéi phan mém diét virus. Mac du con nhjéu
khiém khuyet nhung hau hét moi nguoi déu thira nhan Trend Micro khong gidng voi dai da sO cac
cong ty qudc té khac. Cac thanh phan hop thanh ban glam dbc cAp cao va qua trinh ra quyét sach da
phan anh dugc su ton trong ddi vai thi truong va cac nén van hoa khac nhau, dong tho1i cling thé hién
nd luc im kiém quyét sach phu hop véi thi trudng toan cau. Sau cudc thdo ludn soi ndi, thoi gian 1én
16p da gan hét, Giao su Lynn Paine moi chiing toi phat biéu, Minh Chinh vira dimg day vira vo tay:

“Céc ban that tuyét voi! Tu ly luan cua cac ban, to1 nhin théy duogc sy sang tao, ty do va tri tu¢. Toi
ton sung khong khi hoc thudt nhu thé ndy, t6i ngudng mé méi trudng nay cia cic ban. Toi cam thiy
vinh hanh khi Trend dugc dua ra thao luan tai day. Cai cac ban nhin théy 1a mdt cong ty dugc sang 1ap
va lanh dao boi ngudi chua timg hoc qua MBA. Khi 1am quyét sach, toi khong hé dya trén mot tai liéu
hoan chinh hay ly luan nghién ctru nao, nhiéu luc chi dya vao tryc giac kinh nghiém tich Iy dugc.
Kinh doanh c6 rat nhiéu rui ro, khong c6 quyét sach nao dang 100%, chi ¢6 thé chuan bi chap nhdn sau
khi tinh toan rui ro. Trend Micro c6 thé trudng thanh dén ngay nay, co 1& phai ham on virus, va sO
phan khong qué phii phang; ciing ¢6 18 truc gidc cia toi khong dén ndi nao, chua dua ra quyét sach nao
qua thit bai. Hom nay, t6i ngdi ddy va dang nght, néu t6i c6 co hoi gidng nhu cac ban, dugc nghién
clru hang tram dé tai kinh doanh, nhat dinh c6 thé giam bét duoc nhitng quyét sach sai lam, phai chang
t6i nén dén day cung hoc tip vdi cac ban. Nhung t6i lai nghe c6 nguoi vira noi chi can cir cap duéi di
thu thap tai li¢u la duogc, co ho phai lao tam khd tr di hoc. Thé thi & day to1 thanh tam hoan nghénh cac
ban gia nhip Trend Micro sau khi t6t nghiép, thé nghiém mot chut cai kho va cai vui cua nguoi 1am
quyét sach!”

Nhirng 161 di dom cua Minh Chinh da chiém dugc long yeu mén ctia sinh vién. Sau khi tan hoc, rat
nhiéu nguoi thi nhau to1 bat chuyén vo1 ching t61, mot so tiép tuc thao luan qua trinh quyet sach ctua
ching t61, mot s6 hoi han chién luoc twong lai cua ching t6i. Mot s6 sinh vién chau A rat xtic dong khi
thay tdn mat con ngudi Minh Chinh, nhiéu nguoi tién ti bat tay, chuyén trd véi ching t6i:

“Chung t6i ¢ biét ngai, thuc khong ngo lai gip ngai tai day!”

Noi dat khach qué nguoi dugce gip dong huong, hdu nhu dé tai nghién ctiru vé& Trend Micro ciing khién
ho dugc thom lay va hanh dién trén giang duong.

Hon ca 10 nam doc sach
Sau khi tan hoc khodng mot gio, Gido su Lynn Paine moi ching t61 cung nhau dung bita tai phong an
chuyén dung cho vién chirc cuia Harvard. Kim Betcher va Gido su Jeff Polzer cling cung di. Ban an

tong cong cd sau ngudi, cude thao luan dién ra tai day con di sdu va dic sac hon ca trén giang duong,

Nick Dederer, Trudng diéu hanh kinh doanh ctia chiing t61, ¢6 véam trc d61 voi nhitng thach thire sac
sdo cua sinh vién:



“Thur nghi xem, 16p hoc nay cling gdm nhiéu sinh vién véi cac quoc tich khic nhau, néu ngay ca trong
moi truong nhu thé ndy ma ho ciing khong hiéu duoc dlem t6t va can thiét cua van hoa da qudc gia, thi
twong lai lam sao quan 1y dugc cac Cong ty xuyén qudc gia?”

G140 su Lynn Paine noi:

“Tbi cling rat ngac nhién 13 sinh vién lai c6 thé dua ra nhitng ciu hoi nhur vay. Ban dau, toi cho rang
cac em s€ung ho mo hinh quan Iy nay. Nhung quan diém cua cac sinh vién cling co 1y riéng, néu t6i co
thé xac dinh cac thong tin thu thap duoc tur khap noi mot cach chinh xac, néu c6 nguoi doc hiéu giup
t6i that chinh xac, thi qué trinh quyét sach ctia tip quyén trung wong sé& twong ddi nhanh, c6 18 kha ¢o

'7,

hi¢u qua!

V& tinh cach, Minh Chinh khong phai 1a mét 1anh dao chuyén quyén doc doan, luén hy vong sau khi ca
tap thé cung tan thanh méi lam quyét sach. Mot qua trinh nhur vay ¢6 lac 1am cho ngudi ta met mot,

suc cung luc kiét, vi thé, anh thuong hay soi xét lai: ¢6 phai nhirng nha lanh dao chuyén quyén c6 con
mat doc dao, ¢ thé quyét dinh sach luge tic chién & noi phuong xa ngan dam, la diéu chinh ban than
anh khong c6. Lac moi nguoi bat dau thdo luin nghiém tic van dé ndy, vé co ban déu dong ¥, tit ca
céc thong tin thu thap it nhiéu déu bao ham trong nd su phan doan ctia ngudi nhan tin, cho nén khong hé
c6 thong tin tinh bao nio lai khach quan, khong sai sot, ciing vinh vién khong c6 cai goi 1a thong tin
hoan chinh. T4t ca céc thong tin tinh bao, tham chi ca tri thirc, hoc van, déu chi co thé cung cép lam tai
liéu tham khao cho quyét sach, néu c6 thé doc hiéu duoc hét thi phan doan sau do6 thuong cé su di bigt
tiy lac, tiy ngudi, khong co tinh tuyét doi.

Soéng gon cua truc giac

Dot nhién, t6i nhd t6i chién dich quang cdo Global GoRed ctia chung tdi d4 cha trong dén giai phap
Intuitive Security Solution va su kié€n quyét cia Minh Chinh khi néi “To1 biét!”.

“C6 18 sau khi da hap thy, xir 1y tat ca cac thong tin tinh béo thi trudng, nho d6, bd sung thém cac kinh
nghiém va tri thirc xua nay tich ity dugc, khoanh khic ra quyét dinh d6 13 su két hop ngay lap tirc cua
c4 hai va tao ra thir ma chung ta goi 13 tric giac. Nhitng danh gia dugc hinh thanh tir d6 va quyét dinh
ra doi!”

To1 do dy nodi. Xet téi cung thi viée noi té1 cai goi la “truc giac” d6 trude mat nhitng dai gido su co
cht that 1€, thiéu hiéu biét. Khong ngd moi ngudi lai nhanh chong dong y. Truc giac 1a nhan td can
thiét khi ra quyét sach. Diéu ndy hoan toan khong phai sinh ra 1 da c6, ma no 1 sy tich lily cua kinh
nghiém va tri tué. Pay ciing 1a phan khong thé hoc duoc trén giang dudng. P6i khi nhirng thong tin tinh
béo, nhitng diéu phan tich qua nhiéu lai che khuat chin turdng cua su viéc, gy trd ngai cho sy phan
doan ctia truc giac. Co cau: “Dit quan nhat tich dam, thang doc thap nién thu” (Tiép chuyén mot dém
vO1 nguoi quan tir, con hon doc sach mud1 nam), budi ndi chuyén bira trua d6 qua da cho d6i bén cam
giac chung nhur vay. Moi nguoi thao luan s6i noi twong nhu khong ngirng. Cudi cing, Gido su Lynn
Paine xin phép cdo lui va dap may bay dén Washington tham du cudc hop ban giam dbc cap cao clia
cong ty. Trude khi di, ba con dan di dan lai: “Xin hay gitr 1ién lac, ching ta can tiép tuc theo dudi dé
tai vé Trend Micro”.

Gan day toi kiém thém vi tri “Trudng ban vin hoa”. Truyén théng 1a mot trong nhitng hé thong gia tri



trong yéu cua Trend Micro, ciing 1a khau ma t6i cam thay bat luc nhat. Téi 1ay lam la 13, mot thong tin
hét strc don gian khi truyén dat di lai c6 thé xuat hién nhiéu cach hleu khac nhau. Du cho tuyén truyén
hét 1an nay dén 1an khac, tir hoi nghi, thu tin dén quang c40, viy ma van c6 ngudi néi mot cach vo toi:
“Ttr trude 01 nay to1 chua ting nghe thay bao gio”. Néu Gido su Polzer, ngudi chuyén nghién ctru van
dé giao tiép gitra cac nén vin hoa, c6 thé giup chung toi thi that tuyét voi. Sang som ngay thir hai,

trude khi roi khoi Harvard, Polzer da c6 budi noi chuyén véi chiing toi trong mdt quan ca phé nho
mang day phong cach hoc thuit tai quang trudong Harvard va hira hen mot dé tai nghién ctru khac.



CHUONG 7

Tép thé da sic toc

Trend Micro 14y thé gigi lam ban do hy vong thuc hién quan ly kinh doanh theo m6 hinh toan cau
hoa, dwong nhién phai tao thanh to chirc da qubc gia vitng manh.

Trong gan hai nghin nhan vién cua Trend Micro, thudc cac cong ty con ¢ 26 nudc, khap nam chiu

luc, qudc tich va mau da khong phai 1 van dé cha yéu trong tap thé.

B6i canh va vin hoa mdi 1 nguyén nhan chinh 1am bung 1én nhitng ¥ tudng khac nhau, nhitng ¥ kién da
dang, phtrc tap.



Gioi kinh doanh va gigi chuyén mon

Lay thé gi¢i lam ban d6, hy vong quan ly kinh doanh theo m6 hinh toan cau hoa that su, ching toi
duong nhién phai tr¢' thanh mot t6 chire da quic gia virng manh. Khong chila nhiing nha quan ly, ma
gan hai nghin nhan vién cua Trend Micro trén khap thé gidi ciing bao gom cacquoc tich va mau da
khac nhau. Thé nhung, quoc tich va mau da khong phai 1a su di bi¢t chu yéu trong tap thé d6, ma boi
canh va vin hoa mdi 1a nguyén nhan chinh lam bung 1én nhitng nhitng ¥ kién khac nhau, da dang va
phuc tap.

T6i d3 quan sat luoc d6 phian bo nhin cong toan cau va phat hién ra mot nira nhan vién ctia Trend
Micro tap trung tai déng ban cau, nira con lai ¢ tAy ban cau. S6 nhin cong gia nhap Trend Micro sau
khi cong ty mé rong thi truong lai chiém hon hai phan ba. Sau ndm 2001, nhitng ngudi gioi chuyén
moén ma Minh Chinh hét 10ng moi moc chiém 1/3 s6 d6. Trong ban giam ddc cap cao, c6 it nhat hai
nhom van héa chinh 1a: “gid1 kinh doanh va gigi chuyén mon”, “phuong Pong va phuong Tay”.
G161 kinh doanh va gi&i chuyén mon

Minh Chinh thudng xuyén yéu cau cac cong nhan vién, giam doc hodc cac truong nhom hay nha quan
1y ctia Trend Micro phai doc hiéu va nghién ctru ti mi mdt s6 cudén sach hodc bai bao, ciing nhau thao
luan dya trén cha dé dinh trude. Nhirng cudn dau tién chung t61 doc va thdo luan 1a Crossing the
Chasm, Inside the Tornado (Vuot qua vuc tham, trong con 1dc xoay) cua Geoffrey A. Moore - day 1a
cudn “Kinh thanh” ma moi nhan vién marketing cia Trend Micro budc phai doc; cudn The Innovator s
Dilemma (Tinh thé tién thoai ludng nan cua nha cai cach) ctia Clayton Christensen 1a cudn sach kinh
dién danh cho céc nhan vién nghién ctru va phat trién san phim; nhitng cubn sach gan day 1a From
Good to Great (T tot dén vi dai) ctia Jim Collins, Execution (thuc thi)cua Larry Bossidy & Ram
Charan, Who Says Elephants Can't Dance? (Ai néi voi khong thé khiéu vii?) ctia Louis Gerstner,
v.v... Cac giam ddc ctia Trend Micro ngoai viéc phai lo trim chuyén, con phai doc va nghién ctru
cudbn Chuyén thw doanh nghiép, roi phat biéu cam tudng, viét bao cao tai hoi nghi. Quanh nim sudt
thang Minh Chinh bay di bay lai gitta Dai Loan, Nhat Ban, My, chau Auva chau My Latinh. Thoi gian
bay dai, Minh Chinh thuong tranh thu doc va tich Ity duoc nhiéu kién thirc vé quén 1y, khién cac giam
dbc cap cao ciia Trend Micro phai né phuc.

Trudc Hoi nghi giam doc cap cao Trend Micro vao thang 2/2003, moi ngudi phai doc, nghién ctru va
thao luan bai bao Why Entrepreneurs Don't Scale (Tai sao doanh nhan khong thé 16t xac) cua John
Hamm do Harvard Business Review xuat ban. Ct ba thang mot lan, chung t61 lai c6 mot Hoi nghi
giam ddc kéo dai ba ngay. Tai hoi nghi 1an nay, Minh Chinh, Neigi va Akihiko Omikawa & Nhat 1a
chin gi¢ sang; Gia Ung, Qudc Binh va toi ¢ Pai Loan 1 tam gid sang, Vi Khdm & Philippine ciing mui
gid voi Pai Loan; & My, Di Hoa, Nick Dederer, David Lo, Lane Bess, Dich Lap va Phé Giam ddc
Nhan su toan ciu Lynda Dallman la nam gio chiéu; & chau Au 1a Genes, mot g1 dém; & Nam My co
Moroni, 1a Iic tam gio t61. Moi nguo1 cung nhau vao Audio Conference, go mat khau, bao ho tén, rdi
tham gia cudc hop vi nam muai gio khac nhau.

Nick Dederer 1a ngudi chu tri hoi nghi. Trudc tién ong giri 161 xin 1i t6i Genes cua chau Au:



“Xin 16, lai dé ong phai hop lic nira dém”

“Cac ong la da so, to1 1a ngud1 duy nhat c6 mai gio nira dém. Khong van dé gi, nhung néu dé minh t61
tinh tdo, mo1 nguo1 lai mo mang mudn ngu, thi hdi nghi s€ khong hié¢u qua.”

Genes tréu lai. Thuc té, sang som hay nira dém 6ng ciing khong quan ngai. Tdi chua ting thdy Genes
ngap ngu tai hdi nghi bao gio.

Bon cam by trong quéan 1y doanh nghiép
“Hoém nay chung ta thao ludn vé cac cam bay trong quan 1y doanh nghiép.”

Minh Chinh bt dau chi dé. La cht doanh nghiép, anh thuong ty phé phan va rat sg roi vao cam bay
ludn an dudi thanh cong. Bai bao ctia Harvard Business Review da di siu thao luin vé bon cam bay
v6i chit doanh nghiép, vi vy Minh Chinh mudn moi ngudi doc ti mi va thao luan. Cudn sach da miéu
ta bon cam biy 16n ngin can sy thanh cong ctia mot doanh nghiép va qua trinh ché do hoa, quy mo hoa
cua cong ty.

1. Trung thanh v&i ban 1ap nghiép

Thot ky moi 1ap nghiép, ca nhom rat vat va, cung nhau phan dau, tap trung va trung thanh cao d¢. bay
1a yéu to quan trong cho sy thanh cOng cua cong ty trong thoi ky dau. Nhung khi cong ty 16n manh, moi
truong cai thién, do khong nhin thiy kha ning phdi hop trong nhom sang 1ap do6, nguoi 1anh dao thuong
tin nhiém mi quang sy trung thinh ctia ban bé ma khong biét diéu d6 co thé gay nguy hai dén sy ting
trudng va tao ra nhiéu rao can, khién cong ty khé mé rong, phat trién.

2. Pinh hudng cong viée

Giam déc 1a chi doanh nghiép thudng chi tap trung hoan thanh nhiém vu cua minh. Ho tu lam lay moi
viéc, tham chi vira phy trach nghién ctru, phat trién san pham, vura chi dao cac hoat dong kinh doanh
va tai chinh. Ho 13 miii nhon tién phong cho kha ning chap hanh, la dau tau ddn dong cho su phat trién
cua cong ty. Nhung vi hoqua chuyén chu cho nhiém vu trude mat, ma khong nhin ra diém trong yéu ctia
chién lugc 14u dai, sao nhang su van hanh cac ché do lam viéc, vo hinh chung lai khién cong ty roi
vao canh ri ren.

3. Chuyén tAm mot chiéu

Thoi ky dau 1ap nghiép, viéc chuyén chi giai quyét mot van dé nao d6 nhanh nhu chdp, sang tao ra san
pham c6 san tinh doc dao va tinh khac biét di cing véi dich vu 1a mau chdt cua thanh cong. Nhung khi
cong ty 16n manh, nhu ciu ctia khach hang ting 18n, néu chii doanh nghiép van mé mudi v6i sy chuyén
cht ban dau, khong chiu lang nghe phan g cta khach hang hay nhan vién thi s& danh mét co hoi phat
trién.

4. Moi truong lam viéc biét 1ap

Thoi ky 1ap nghiép, mdi khai thac san pham, ma chuyén tim mot 1ong, khong quan tim tdi viéc khac, 1a
mot tin murng an chira tinh co mat. Nhung t&i1 giai doan marketing, chao hang va ti€u thu san pham, thi



khong théd moi trudng cd lap, ma nhat dinh phai chuyén strc chi y tir ndi bd cong ty ra bén ngoai. Rat
nhiéu chii doanh nghiép luan quan v&i cong viée ndi bo ma quén di mdi truong quan trong bén ngoai.

Bay hién si Tric lam

Bdn cam bay 16n trong bai bao d6 déu khién chiing t6i kinh ngac. Trong cac giam ddc cip cao clia
Trend Micro, nhdém doanh nghi¢p ngoai Minh Chinh, Di Hoa va t61 con c6 Truong Vi Kham tir mot k§
su nghién ciru phat minh, tirng ganh véc trong trach phat trién phdn mém chdng virus mang cta hang
muyc hop tac voi Intel. Vé sau, 6ng 1an lugt 1am Giam déc San phém, duoc cu di Han Qudc, Nhat Ban;
Giam d6c K¥ thuat toan cau, linh quan quan 1y san phdm toan cau. Hién nay, 6ng song laudai ¢
Philippin, 13nh dao hon mot tram ki su tré cing nghién ctru chdng virus mang toan cau. Tinh yéu nong
nhiét vo1 Trend Micro, su nhiét tinh chi day cho nhan vién moé1 va khat vong tim tri thirc mdi ctia ong
khién 6ng lién tuc thing tién cing sy phat trién ctia cong ty. Mic du khong c6 nang khiéu thuyét minh,
nhung kha ning chuyén mon va ning luc 1dnh dao ctia 6ng khién nhiéu ngudi phai né phuc.

Trinh Dich Lap méi 12 bong hoa ky la truéng thanh & Trend Micro. Pau ndm 1997, 6ng gia nhap Trend
Micro nhung ddm nhan chirc vu Giam ddc Hb trg k¥ thuat & Pai Loan. Minh Chinh chi dua ra hai
nguyén tac: LAy chi tiéu con s6 1am chuzfln myrc quan ly va tan dung toi da mang LAN trong cong viéc.
Két qua 1a 6ng phat huy hai nguyén tic nay chit chg, thau dao va rat ky cang. Minh Chinh lai cur ong di
Philippin sang 1ap Trung tam dich vu khach hang toan cau. Ong cap toc hoc tiéng Anh, va xdy dung
Trung tam dich vu khach hang cta Trend Micro tai Philippin tré thanh mdt tai san quan trong ctia cong
ty. Hién nay, ong dung dau doi quin hd tro ky thuat toan cau gdbm hon ba trim nhan vién ¢ Thung ling
Silicon. Bugc sy ung ho cua cong ty, 6ng lay hoc vi EMBA cua Truong Pai hoc California, bang
Chicago. Ong 1 vi dy dién hinh vé viéc thyc hanh trude roi hoc 1y thuyét sau.

Genes, thu linh ¢ chau Au 13 ky tai vé may tinh. Tir nam 1992, vi ngudng md cong ngh¢ chdng virus
tién tién cla Trend Micro, 6ng da cung bé ban lap cong ty, tr¢' thanh nha phan phdi tai Btrc ctia Trend
Micro. Ong hiéu rat rd cong nghé bao mat mang. Tir nén tang kién thirc cong ngh¢ ban dau, dan dan
ong hoc ca marketing va quan 1y. Hai ndm trudc khi Trend Micro phét trién ram ro khap thé giéi, ong
d3 sap nhip cong ty cua minh vao Trend Micro, chinh thirc trd thanh Téng Giam ddc ctia Trend Micro
tai Bac. Nam 2002, ong gitr chirc vu méi, lam tht 1inh Trend Micro toan chau Au, quan ly, diéu hanh
moi hoat dong. Tat ca sy nghiép ctia ong dudng nhu déu lién quan tdi Trend Micro.

Pho Tong Giam ddcTrend Micro Nam My Moroni tirng phuc vu hai nim tai IBM, sau d6 tham gia vao
nhém marketing, ban hang ctia Trend Micro tai Nam My. Ciing nhu Genes, 6ng gia nhap cong ty con
tai Nam My trudce khi Trend Micro phat trién trén khap thé gidi. Hon muoi ndm, 6ng ludn theo budce
cung Trend Micro. Ong 1uon phin d4u khong ngirng, dua Trend Micro trd thianh cong ty san xuat phan
mém chdng virus 16n nhat Nam My bang su trung thanh va long nhiét tinh. Nam 2002, cong ty con cua
Trend Micro tai Braxin duoc bau 14 cong ty san xuit phan mém t6t nhat.

Minh Chinh, D1 Hoa, Vi Kham, Dich L:élp, Genes, Moropi Va:l to1 chinh Ia nhom doanh nghiép. Ching
to1 déu gia nhap Trend Micro tir ban dau, ké sinh nhai déu lay Trend Micro lam tru cot.

Sau vi quan tur

Luong Qubc Binh lai thudc ngudi nira 1ap nghiép, nira chuyén mon. Ong gia nhap trudce khi Trend



Micro phét trién khap the gioi, cing vuot qua nhicu gian kho ciia thoi ky so khoi. Nhung trude khi gia
nhap Trend Micro, ong cling ting lanh dao cac bé phan nghién ctru phat trién san pham cho cac doanh
nghiép quy m6 16n nhu IBM, Novell. V61 chuyén mén viing vang, ong rat muén dua trinh ty nghién
clru phat trién ctia Trend Micro vao quy dao.

Con Phé Tong Giam dc Luu Gia Ung, phu trach khu vure chau A-Thai Binh Duong, trude day timg
dam nhan cac chtrc vu quan trong nhu tong gidam ddc cac cong ty IBM, HP, Novell tai Pai Loan. Giam
d6c Tai chinh Nei gl dén tir thi truong ching khoan My, Akihiko Omikawa dén tir Microsoft Nhat Ban,
Tong Giam dbc Piéu hanh Nick Dederer, Pho Tong Giam doc Ban hang David L déu dén tir Intel —

noi tiéng vé cung cach quan 1y nghiém ngit, da s6 nhan vién ctia ho da duoc trai qua huan luyén
chuyén mon. Nhirng nguo1 nay gia nhap Trend Micro la vi a1 mg tinh than 14p nghiép cua Trend Micro.
Nhiéu ndm nay, Minh Chinh d4 lao tdm kho tr moi moc, hy vong tan dung kinh nghiém ciia ho, dua
Trend Micro dat to1 trinh @0 quan ly ché do hoa.

Nhom sang 1ap va nhom chuyén mén luén ton trong, ngudng mo 14n nhau, trong long déu biét dbi
phuong c6 diém manh ma minh khong c6 dugc, nhung ciing rat hy vong c6 thé cbng hién s& trudng cta
minh, giup d& Trend Micro tiép tuc duy tri sy 16n manh. Vi ké sinh nhai, chuyén mon, kinh nghiém
thanh cong hay that bai, v.v... déu c6 cai hay riéng, nén nhitng biéu hién ¢ phuong phap lam viéc,
nguyén tac ung xir, cach suy nghi ciing khong giéng nhau.

Nick Dederer mi€u ta sy ngac nhién cia ong khi lén déu tham gia Hoi nghi quan 1y cap cao Trend
Micro: “Trend Micro von 13 cong ty phan mém nbi tiéng thé gi01, nhin vao cac bao cdo tai chinh va
gia tri thi truong, v.v... c6 thé thay day la mot cong ty manh va on dinh, nhung hoi nghi quan 1y cap
cao tién hanh 16n xon, khong chuan bj truéc chuong trinh hay cac van dé, moi ngudi ciing khong tun
thii thoi gian. Steve hé cao hing 1 thao ludn mot mach, dén 11 g10 dém. Trong hoi nghi, moi nguo1 chi
chia sé kinh nghiém ctia minh, phat biéu thanh tich hoac tinh hinh trién khai ké hoach chir khong hé
thao luan chién luge.” Nick Dederer dén tir Intel von quen voi nhitng hoi nghi dugc tién hanh ding
gio gidc, chuong trinh nén rat ngac nhién khi ching kién canh nay. Dich Lap nho rat rd 1an dau tién
Nick Dederer tham dy hoi nghi: “Moi nguo1 déu ndo ntc, phan khai, chi thiy ong Ay danh mat lai, roi
luén miéng nhic nhd chii dé va thoi gian cta hdi nghi, v.v. .. rat nghiém tac!” Dich Lap néi: “Toi thy
budn cudi, trong long nght, nghiém trong thé sa0?” Trai qua hon hai nim thich ¢ tng, hién nay Ho1 nghi
giam dbc cap cao cua Trend Micro da thay d61 nhu ky vong cua Nick Dederer. Ong d3 dy liéu trudc,
dua ra cac cau hoi, yéu cdu moi nguoi cung thao luan, dong thoi sip dat chwong trinh tap hudn hoic
moi khach nude ngodi thuyét giang, it nhat 13 trude mot tuan phai dua ra chuong trinh hoi nghi ba
ngay, khong ché thoi gian nghiém ngit, dé moi ngudi co thé an bita trua, bira t6i dung gioy, budi tdi ¢o
thé nghi ngoi, thu gidn. Nhung ban tinh hoat bat, thich vui nhon ctia moi ngudi kho stra, van thuong hay
tréu duia, khong thé hoan toan nghiém tic tir ddu dén cudi; ddng thoi ciing quen v4i viée vira tra 1oi
email vira nghe, dén van dé thao ludn hay 13 xen vao phat biéu y kién. Piém nay ludn khién Nick
Dederer phai lic déu.

Con nguo1 trung nghia

Phuong thtrc tién hanh hoi nghi chi 1a biéu hién khac nhau vé hinh thirc, sy khac biét 16n hon 13 & cach
nghi.

Bon cam by 16n trong quan 1y doanh nghiép ma Harvard Business Review dua ra it nhiéu cling phan



anh tinh hinh ctia nhdm doanh nghiép Trend Micro. Minh Chinh dua ra thdo luin, 1a dé tu soi xét, canh
giac va ciing hy vong thong qua viéc ti phé binh, dé nhom lam viéc chuyén mon hiéu rd tim tinh ctia
nhom sang 14p va ty soi xét minh. Piéu quan trong nhat khi hop tac theo nhom 1a sy tin nhiém, ma né
bat budc phai duoc xay dung trén su cam thong va hiéu biét 1an nhau.

Pbi v4i cam bay thir hai “chuyén tAm mot chiéu” va thtr tu “moi truong lam viéc biét 1ap”, moi ngudi
nhat tri 12 chiing khong ton tai trong Trend Micro. Vi quyét sach cua ching t6i rat rd rang, mic du
chuyén tAm phét trién phan mém chdng virus, nhung khong boé qua bat ky co hoi phat trién nao vé
phuong dién an ninh mang. Con sy da dang van hoa, thir van hoa von cht trong téi su hai 1ong cua
khach hang, cang khién nhirng nguo1 quan ly loai bo “su cach ly” ra khoi danh sach nhirng tré ngai cua
Trend Micro. Pay 1a diéu ma nhom sang 1ap va nhom chuyén mon déu nhét tri. Nhung ddi v6i cam bay
thtr nhat “trung thanh v&i ban 14p nghiép”, thi moi ngudi déu co y kién riéng.

“Co duoc nhitng nhan vién trung thanh cao d¢ 1a diéu rat may man. Ho vi ban ma nhdy vao nudc soi
Itra bong, nhung su tin nhiém mu quang, sy trung thanh mu quéng déu rat nguy hiém, c6 thé khién
nguoi ta khong nhin rd chan tudng, khong nhan ra kha ning that sy hay wu khuyét diém cia ai d6. Doi
khi nang lyc cua nguo1 nao do rat thich hop déi v6i nhitng cong ty vira va nho, lai khong thé thich tmg
v6i ché 46 ctia mot cong ty lon; do1 khi ai do rt gioi chuyén mon, lai khong gap dugc nguot lanh dao
biét dung nguoi. Néu vi su trung thanh cao d¢ ma dugc thang tién, thi d6i voi cong ty hay ca nhan déu
khong phai 1a su lua chon tot nhat, d6i voi nguoi khac, cling khong thiy su dai ngd cong bang.”

Nick Dederer biét rd tinh cam cua Minh Chinh va t61 d61 vo1 nhitng nhan vién c6 thaim nién, mac du
da hét sirc mém mong, nhung van rat thang than, chan thanh.

Trong dau tdi nhanh chong hién 18n tirng khudn mit than yéu, quen thudc, trong d6 c6 Ta Quang Hung,
k¥ su trudng ctia Trend Micro; Kenny Liao, nguoi dugc cir di chau Uc, trung thanh chinh truc;
Andrew Lai, vi giam doc dau tién & Hong Kéng; tién sinh Hudng Pang, nhan vién xuit sic cua Trend
Micro ¢ Nhat Ban; Tullio, nguoti Italia tién phong mé duong ¢ chau Au; Michael, vi tha linh tién
nhiém trung hdu cua My; Lit Hong Vi, Pho Tong Giam ddc San pham, rat chim chi va c6 tinh than
trdch nhi¢m; Allan Thompson, Pho Giam ddc phu trach Lién minh sach lugc toan cau... Thoi ky so
khoi, nhitng ngudi nay déu ciing chiing toi vao sinh ra tir, nhung sau khi cong ty phat trién thi lai vi
nhitng nguyén nhan khac nhau ma 1an luot ra di. Co ngudi thi vi van dé sire khoe, ¢6 ngudi vi yéu td
gia dinh, ciing ¢6 nguoi khong thich img duoc voi cac quy dinh ctia cong ty. Mdi 1an chia tay véi ban
1ap nghiép, t6i luén cam thiy budn b, khong vui. Tir nho t6i di ghét phai ly biét. Bat ludn 14 quan hé
thé nao, toi déu hy vong 1au bén mai méi.

Suy nghi theo thoi quen

Minh Chinh biét t6i ning tinh, lai khong cho rang ly biét 1a su két thic ctia tinh ban. La nguoi 1anh dao
cao nhat cia doanh nghi€p, mic du anh cling rat tiec, nhung déu dat 191 ich cua cong ty 1én hang dau,
khong 1am vi¢c theo cam tinh. Anh thuong noi:

“Viéc ho roi bo Trend Micro khong phai 1a viéc xAu, biét dau lai tim thiy mot manh troi khac, ma
Trend Micro ciing c6 thé ¢6 khong khi méi1 ma nhiing tAn binh mang lai, day 1a mot dong chdy lanh
manh’7.



Hon mudi nim nay, ¢é rat nhiéu ngudi bo di, cung co rat nhiéu ngudi van cung cb gang v0i ching to1.
Pay 1a diém dang tu hao, nhung ciing la diém can canh giac. Cong ty kinh doanh phan mem, tai san
quan trong nhat la con nguo1, dat nguoi ding chd, biét diém manh tirng nguoi 1a dlem mau chot de
thanh cong, néu vi tiéc nudi tinh cam, vi su trung thanh cao do ma thién 1éch, thi rat dé phat sinh van
deﬁ quan 1y ndi bd, két bé két phai, tham chi con sinh ra bai xich, ngin can strc manh tip trung ctia toan
the.

Ly 18 4y t6i déu hiéu ca, nhung vé tinh cam lai khong thé budng xudi. Toi van khong nhin duge, cu lai:

“Khong nén cot su trung thanh la chudng ngai. Trung thanh 1a thir ma tién khong thé mua duoc, Trend
Micro c6 rat nhiéu nhan vién tot v6i tim long son sit, day 1a mot trong nhitng tai san quan trong nhat
cua chung ta”.

Mic du toi hiéu sy phé phan, sy thién vi cua nguoi l1ap nghiép voi ban cung thuyén 1a diing, nhung
khong thé hoan toan tan dong viéc coi su trung thanh 1a tré ngai. Minh Chinh vdi vang phat biéu d& 10i
cho su bat binh cua t6i:

“Syr trung thanh rat quan trong, nhung nén chuyén sur trung thanh nay thanh sy trung thinh véi toan thé
cong ty, chir khong phai 1a trung thanh vd1 mot nguoi nao do. Toi thay tri€t 1y kinh doanh ctia Nhat Ban
kha coi trong diém nay”.

Noi cach khac, néu mdt nhom nhan vién thé s& trung thanh dén chét v&i mot can bo nao do, thi cong ty
chua chic ¢6 1oi. Pai Loan c6 rat nhiéu giam ddc roi bo chire vy, ca nhom nhan vién cling di theo, lam
déy 1én phong trao, la vi du thuc té ctia viéc canh tranh khong 1anh manh. To1 rét may mén, tir khi lap
nghi¢p tG1 nay chua tirng xay ra tinh canh nay, cac ban cung 1ap nghiép phén 16n déu roi bo chiee vu
trong boi canh hiéu biét 1an nhau, c6 thé thong cam cho nhau. Pén nay, moi ngudi van duy tri lién lac,
khong c¢6 hiém khich. Tai Nhat Ban, Minh Chinh va t6i con thudng cliing nhitng nhan vién cii ty hop,
udng ruou chuyén tro, trao doi nhitng kinh nghiém. Ca nhém ba, bon chuc nguoi cliing vui vé téi tin
nira dém. Hom sau lai nhan dugc email cdm on cta ho. Ho 1udn coi ching t61 nhu ban be, ngudi than.
Pay 1a diém ma t6i cam thdy duoc an .

T6i tin tudng gia tri cta sy trung thanh, tan dwong nhirng tinh cam trung thanh, nhung diéu quan trong
hon chinh 14 syr trung thanh v6i ngudi, chir khong phai chi vo nguc thé thot. Lay cdc triét 1y kinh doanh
ma ndi, cai quan trong nhét 13 trung thanh v&i dong dao cac nha dau tu, trung thanh voi loi ich toan
cong ty, dat an oan, vui buon sang mdt bén, wu tién tién do cta tap thé. Nhu vay, cong ty mbi c6 thé
tiép tuc phat trién; tir c6 dong, nhan vién dén khach hang déu c6 loi. B6 méi 13 sy trung thanh chan
chinh, c¢6 1¢i cho xa hoi. Nhitng 1y 1& 16n lao ndy néi ra thi dé dang, nhung thye hién mdi kho, dic biét
1a nhitng tinh cam d4 cling nhau chia ngot xé bui. Con ngudi ciing c6 thoi quen, thich tiép tuc cong tac
vO1 nhitng nguoi da quen than, ngai di tim nhan tai mo1, phat trién quan h¢ hop tac md1, nén vo hinh
chung ciing s& roi vao quan tinh vé nhitng suy nghi theo thoi quen niy ching?

Tam bénh mdi ngudi
Tinh cam ctia nhém sang 1ap Trend Micro rat sau siac. Ching t6i that sy than thiét vdi nhau, chua timg

xay ra hiém khich. Diéu ndy tac dong tot ti viéc cam thy ctia nhom chuyén mén gia nhap sau. David
Lo noi: “Trend Micro rat ty hao véi tinh than 1ap nghi¢p ctiia minh, hai tir chuyén nghi¢p chi 1a thir



yéu”. Pay 1a su nhay bén ctia nhitng nguoi lam viéc chuyén mon.

Nguoc lai, qua thyc nhom sang 1ap ciing c6 tim bénh “khong du ty tin”. Ching t6i luén cam thdy minh
chua that sy gi61 chuyén mon, chua c6 hoc vi quan tri kinh doanh, thanh cong l1a do may mén. Su phat
trién nhanh chong cua Trend Micro thuong khién chung t6i c6 cam giac mat di ty tin, boi chua ting co
kinh nghiém, lai vo tinh tr& thinh ngudi quan 1y cao nhat. Kinh nghiém da c6 khong da lam chd dua
cho chiing t6i, nhirng thir thich trong trong lai khién chung tdi phap phong lo du. Chiing t6i luén cam
thay “khong du”, ludn cam thay ngoai troi con troi, ngoai nguoi con nguol, ma luén trong mong ¢ cac
hoc thuyét quan ly c6 can ctr 1y luan, thudng doc mot cudn sach, hoc duge mot ché do lién phong theo
d6 ma 1am, nhung ciing lai gitta dudng dut ganh. Toi kham phyc nhét 1 nhitng ngudi nhu Nick
Dederer, David L, Lynda Dallman..., vi y chi viing bén va kha ning chip hanh cta ho, mot khi ché do
hinh thanh, thi 1uén kién tri dén cing. Hop hanh hang tudn, tir phé binh hang thang hay du liéu tinh toan
hang quy, bat kéé noi ndo ciing chua timg Vang mit. Tinh quy ludt nhu vay lam ca tip thé nay sinh cam
giac tin twdng, co guong ma noi theo, ¢ ché d6 ma lam theo, c6 ludng mach ma cam thong, Pay 1a
diéu ma nhom sang 1ap (it nhat 1a Minh Chinh, Di Hoa va t6i) khé ma gitr dugc. Chung toi thich sang
tao, thich dé xuéng, nhung khi chuyén d6 bién thanh cac sy vu thudng ngay, thi lai mat himg tha, d6i
vo1 nhitng hanh dong 13p lai hang tun rat d& mat kién nhin. Thich chuyén tim vao nhi¢ém vu nao do,
dac biét 1a nhirng nhiém vu mé1, khac nhau, thi to1 1a nguoi dau tién sétht nhan 1a minh c6 13i.

“Dung, day chinh la bénh ma nguoi 1ap nghiép thuong mac. Ctr nghi 13 1am, diing cam tién 1én, chuyén
tam hoan thanh nhiém vy, bo qua ché d¢ to chirc thong thuong, khong quan tam t6i chire vu von c6 cua
phong ban, mot 10ng chi mudn hoan thanh nhiém vu trude mat, toi thira nhan 13 t6i ciing mac phai bénh
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nay.

Hién tai, toi khong c6 bat ky nhan vién truc tiép dudi quyén ndo, nhung hé t6i dinh lam mét viéc gi do,
lién hd hao nhirng nguoi cii, yéu cau phdi hop, phin ddu hoan thanh, khong nghi rang s& 1am cham tré
cac cong viéc hang ngy ctia ho, gay kho khin, phién todi cho giam déc dwong nhiém cua ho. Khi méi
gia nhap Trend Micro, David Lo di noi ngay ton chi, myc dich véi toi:

“Phong marketing cua toi, rat nhiéu nguoi la cép dudi cua chi, co6 quan hé than thiét v&i chi. Piéu toi
so nhat 1 ho noi “Pay 1a ¥ cua Jenny”, bat ké 1a thuc hay gia, thi ciing khién t6i mat uy tin, khd quan
1y”.

Méi nghe thi khé chiu, nhung suy xét lai toi nghi trudng hop “cdo muon oai ho” ciing kho tranh. Néu
t6i khong tu kiém ché, thi s& 1a mot dang hudng thu ddc quyén, chi huy ra 1énh vuot cap, nhiing giam
dbc khac s& kho quan 1y nén t6i dong ¥ voi David:

“Anh s& khong phai nghe phai cau *Jenny noi vay*. Néu co ngudi nao noi thé, xin anh bao ho rang ‘bod
phan marketing do t61 quan, du l1a Jenny thi cling s€ ton trong y cua to1*.

Suthoa thuan nhu vay khong hé don gian. Piéu nay thé hién t6i dathat su ‘giao lai quyen binh, tin nhiém
chuyén mon, diéu kho nhét 1a duy tri khoang cach vo1 nhom marketing von than thiét tir trude. Giam
ddc marketing san pham ctia Nhat Ban xua nay van quan hé mat thiét v&i t6i. Ho lai mudn t6i xac nhin
lai diéu d6, su chan thanh 16 ra trong 101 noi khién t6i budn rau. Toi biét, ho bat budc phai tiép nhan
su diéu phéi ctia ngudi quan 1y méi, toi ciing khong thé noi 101 bién ho bénh vuc. Gidng nhu Di Hoa
tirng noi:



“P6i v6i ngudi 1ap nghiép, thir kho nhat chinh 1a
buong tay”.

Da ting ty minh lam viéc, da tirng moi viéc 1on nho déu t6i tay, da tng cO mat & khép noi, nhung nay
phai hoc trao quyén, chi cai quan sy vu nhat dinh, hoc cach khong dé y dén nhiing thir 1dt vat, thong
qua quan ly nguoi khac ma hoan thanh nhiém vu. .. nhitng di€u nay déu 1a thir thach.

“Gap vigc yeu thich hoac thudc so truong chuyén mon, ching ta thuong rat mubn nhay ra tu tay lam.
Pung vay, han ban s& 1am t6t hon ngudi khac hodc cip dudi, bai vi ban c6 kinh nghiém, nhiét tinh.
Nhung ctr nhu vay, ban sé€ tudc di co hdi hoc tip va trudng thanh cuia ngudt khac, pha bo sy nhiét
thanh ctia ngudi khac, vé 1au dai, ton that s& cang 16n”. Mic du ai ciing ¢6 suy nghi riéng, nhung khi
moi ngudi thao luan thi hau hét nhat tri kiéu “ct nghi 1 1am, vu tién nhiém vy” niy 1a yéu tb trd ngai
cho viéc quy mo6 hoa cong ty.”

Day la dleu ma nhom sang 1p phai dac biét chi y. Chung t61 phai biét budng tay, hoc dugc ngh¢ thuat
trao quyen thi méi c6 thé gitip nhan vién trudng thanh, cing cd sirc manh cua t6 chirc. Nhung 14t lai
vén dé, nguot quan ly chuyén moén, doi luc lai qua cau né vao ché d¢, ting bac, hinh thirc, ma mat kha
nang dan hoi diéu phdi ngudn vén; doi khi lai iy quyén qua murc, to1 murc khong nhin rd phuong hudng
va tién do cua ké hoach, khong hiéu duoc tuong tan hay khong ché toan cuc, dan t&i viéc thi hanh ¢
phan thién léch, khong dya theo tiéu chuan nhat dinh. Pay ciing 14 diém ma nhom chuyén mon can than
trong.

Thai d6 tiéu tién

Trong hoi nghi nay, ching t61 muon mot chuong cua cudn sach, khong de €4p to1 ca nhan, nhung
nghién ctru, kiém diém xem xét 13n nhau, dé hiéu nhau hon. Ngoai bbn diém ma cudn sach néu ra,
chung t61 con thao luan dén nhitng khac biét thuc té hon 1a du toan, hay n6i cach khac 1a thai do tiéu
tién.

Nguoi 1ap nghiép Von “tay trang lam Ién sy nghiép”, hodc la tirng trai qua nhiéu kho khan, rat quan
tam to1 viée tiéu tién, “tiéu it tién, thu hiéu qua cao; pham chat tuong 601 tot, tiéu tuong (1‘01 it tién’

Pay 1a diéu Minh Chinh thudng khuyén ran moi nguoi vé thai do tiéu tlen ‘Chuing t61 cho rang, su sang
tao thuong sinh ra nho nhiing han ché nay. Nhiing dy toan khong c6 tiét ché, viéc tiéu tién khong suy
nghi, nguoc lai con bop chét sang klen Piéu ching t61 luu tam Ia hiu qua dat duoc, 1a ti suat dau tu,
mic du du todn cho phép, nhung van phai can nhic tinh toan, nén d6i khi khién cho nguoi ta cam thay
“khong thirc thoi1”, “lam kho cho nguoi khac™.

Nhitng giam dbc ¢ chuyén mon xuat than tir cong ty 1on va quy ct, da c¢6 kinh nghiém quan 1y tai
chinh, vé co ban, chi mong chi khong vuot qua du toan, con thi van dung hitu hi¢u trong pham vi da
dinh. Néu du toén d6i ra thi lai chi thém mot it vao cac khoan ngoai dinh mirc, hoan toan khong lay
“duy toan tiét kiem” lam muc tiéu. Khi lam dy toan, don vi marketing thi cd gang tranh thu, don vi quan
1y tai chinh lai kiém tra gat gao, doi bén co ke, dua ra myc tiu du toan tai chinh toan cong ty. HE s0
liéu duoc xac dinh, thi tiéu tién 14 1& duong nhién, don vi tai vu cling khong thé do xét ndi dung cu thé,
chi can s6 liéu hop 1y 1a thong qua.

Pay von 1a co ché hop tinh hop 1y, nhung tréi budc 10ng ngudi, néu cé nguoi lang phi, biét dugc 16



hong ctia cheé d, vi du sira nhimg du ton hang trigu bac 1€ ra bat bugc phai thong qua hoi dong quan
tri thim tra thanh du 4n chi tra dinh ky, mot 14n 20 van ma bat ky giam doc nao cling co the thong qua;
hoic 14y viéc giao du v6i ban bé dem ching tir thanh toan vao khoan tiép khach, chi mién sao khong
vuot chi, thi co ché dy toan chinh thong khong thé khong ché duoc.

Néu moi ngudi trong cong ty ciing c6 thai do tiéu tién gidng nhau thi vé co ban khong thanh van dé,
nhung ndi bd Trend Micro dung hop nhiéu nhan vat v4i bdi canh khac nhau, goc d6 suy nghi ciing
khong gidng nhau. “Khong hiéu viéc bo tién ra mua hiéu suit, v duyén vé c& dé 15 thoi co kinh
doanh”. “K¥ thuat hodc nhan tai ma ndi bd khong co tién mua hodc thué ngoai, mac du chi phi ban dau
16n, nhung vé 1au dai lai tiét kiém gia thanh c6 dinh”. Day ctng la mot dang can nhac. “Thué ngoai han
1a dat hon tyr lam, ky thuat va nhan tai lai khong cach nao bét ré trong cong ty, bi nguoi khac rang bude
khong phai la ke lau dai”. Day lai 1a mét dang can nhic khac. V& co ban, ngudi ndo ciling ¢6 cai 1y
riéng, nhung neu mot nhom tlet ki¢m, nhom khac lai vung tién vo do, duong nhién sé nay sinh bét binh.
Day 1a van dé ndi cOm ma tit ca moi ngudi déu phai di mit, bat budc phai giai quyét.

Chinh sy ton tai ctia nhirng khac biét nay da cung co thém strc manh tong hop cllamot tap thé, can bang
cac khiém khuyet ma bt ctr bén nao cing co thé méic. Mic du toi rat ghét nhirng diém ndi com do, t6i
cling khong thé khong thira nhan diém ndi com doi khi khong phai 1a viéc xau. Y kién khac nhau thi
m&i bat ra nhitng suy nghi, thai d6 tiéu tién khic nhau 1a diém khac biét gitra nhom sang 1ap va nhom
chuyén mén do sy dao tao va su ting trai khac nhau. Chi can tin twong, thong cam cho nhau, hiéu 16
dong co cta d6i phuong, thi khong phai 1a khong thé giai quyét van dé.

Phuong Dong va phuong Tay

Ngoai diém khac biét gitra nhom sang 1ap va nhom chuyén mon, tap thé Trend Micro thudc céc cong ty
con & 26 nude trén thé gidi, duwong nhién clng ton tai su khac biét gitra van hoa phuong Dong va
phuong Tay. Piém khac biét nay 1a pho bién. Trend Micro luén tich cyc theo dudi toan cau hoa that
su, ton trong van hoa, hoa nhap moi1 trudong cac nude, do vay can phai hoa giai su khac biét nay, dé
khong coi trung tAm la mot nén van hda don nhit, dé d& dang cam thong véi nhau, dé su khac biét van
hoa khong tré thanh vat chudng ngai.

Tro ngai vé ngdn ngtr

Diéu phai d6i mit dwong nhién 13 trd ngai vé ngdn ngit. Tiéng Anh 14 ngdn ngit thong dung trén thé
g161, khi md hoi nghi quoc t€, thi déu dung tiéng Anh. C6 mdt chuyén cudi thé nay:

“Ngudi biét néi ba ngdn ngir goi la Tam ngt Trilingual, nguoi biét ndi hai ngdn ngit goi 1a Song ngir
Bilingual, con ngudi biét ndi mot ngon ngir thi sao? A, goi 12 ngudi My American!”

Mot 1an, David L3 ké véi toi:

“Tbi hop truc tiép v4i giam doc phuy trach san pham ctia Nhat Ban, hoi xem ho ¢6 ¥ klen gi khong, ho
déu khong néi gi. Poi khi toi vira vé My, lai nhan duoc email ctia ho, liét ké mot loat van dé. Diéu nay
la sao?”

To61 1i€n hdi gidm doc phu trach san pham cua Nhat vé chuyén do. Ong am trc noi:



“Ong ta ctr giai thich lién tuc, rdi hdi ching t6i c6 van dé gi nita khong, t6i van chura nghi ra phai hoi
nhu thé nao cho phai, thi 6ng ta lai ti€p tuc noi. Toé1 khong thé hoéi dugc luc nao!”

Hoa ra, ngudi Nhat Ban kha khiém nhuong, rat chin chu vé cap béc trén duéi, khong tiy tién ngat 101
nguo1 khac. Ngu’(n My thi lai ngh1 sao noi Vay va mau miéng, thiy ngucn khac khong noi gi, cho rang
minh chua noi rd rang, nén lai voi vang giai thich. Két qua 13 ngudi ndi thi ctr noi, nguoi nghe thi thay
sbt rudt. Mot bén khong doi dugce bén kia nd1, mdt bén lai khong cho dugc bén kia ngirng, thé 13 bo 15
co hoi tot dé d6i bén truc dién cam thong nhau, chi c6 thé giao dich v&i nhau qua email.

Nhung viéc dung email dé giao dich cting khong phai 1a diéu ai ciing chip nhan dugc. Nick Dederer
ghét nhat 1a van hoa giao dich bang email. Ong thudng noi:

“Pién thoai thi ¢ ngay trudc mit, ndi chuyén truc tiép ching phai 13 rd rang hon nhiéu sao? Tai sao lai
cu thich dung email? Da thé d61 khi khong rd ¥ nhau, sinh ra hiéu 1am, thé c6 phai la 1ang phi tién
khong?”

Mot lan, tai Trend Micro MY, t6i va khoang ba chuc ngudi t6 chirc dbi thoai van hoa. Néi t6i giao
tiep, mot nit k§ su nguo1 My goc Hoa cling dua ra y kién nhu vay:

“Email khong biéu thi tinh cam bang am thanh, dé gy hiéu nham, dung dién thoai giao tiép xuyén quoc
gia thi tot hon”

Vira hay lai c6 mot ki su tré ngudi Nhat téi cong tac, toi 1ién hoi anh:
“Anh cam thiy sao? Dung dién thoai dé giao tiép c6 t6t hon dung email khong?”
Anh ta hiéu dyng ¥ cua toi, cudi xoa, r6i ding day, than trong noi:

“Cam on Jenny da cho t6i co hoi dugc ndi. Qua thyc t6i cam thdy email tot hon nhiéu, ding dién thoai
thi phai phan (g nhanh lic do, noi tiéng Anh that sy 13 phai chiu mot strc ep rat 1on. Nhung néu viét
email, toi co thé hoan thién ¥ tu, tra tir dién, hoi dong nghiép, viét Xong con co thé xem lai chd nao
khong dting, khi thdy yén tAm méi guri di. Qué thue, email tot hon nhiéu!”

Nick Dederer va nit ky su Hoa Kiéu méi vo 1€, ho khong nghi viéc nodi tieng Anh lai 1a mot surc €p.

bay chinh l1a diéu tai sao & Trend Micro, chung t61 lai dac bi¢t nhin manh tGi tim quan trong cua giao
tiép. Nhan vién cua cong ty My co uu thé ngdn ngit bam sinh nén khong hiéu néi su kho khin ciia
nhirng nguoi lay tiéng Anh lam ngon ngit thir hai. Cung nhu vay, nguoi biét hai hodc ba ngdn ngit ciing
khong hiéu nhirng ling tang cua ngudi chi biét n6i tiéng Anh. Nhom nguoi Trung Qubc gap nhau,
thuong quén mat sy ¢6 mat ctia nhirng ngud1 nudc ngoai, nén noi tleng Trung vui vé, s61 noi. Po cling
la mét dang ky thi v6 hinh!

Cau chuyén loai nguoi xay thap Ién troi trong Kinh thanh khlen to1 phai suy nghi. Ban dau loai nguoi
cung noi mot thu tiéng, doan két véi nhau tao nén strc manh rat 16n nén tré nén ngdng cudng, khong
biét kinh sg than thanh, xay dugc mot cai thap da tudng co thé leo dugc 18n thién dang, hanh dong nhu
Thuong Pé. bé ngan chan loai ngudi, vi pham luat troi, Thuong Pé bén phan tan strc manh cua loai



ngudi bang cach chia loai ngudi thanh nhitng ching tdc khac nhau, ndi tiéng noi khac nhau, cé thé thi
ma1 bi€t khiém nhuong, bi€t ton kinh than thanh.

Thi ra day l1a mot hinh phat! Thi ra, néu khong co tro ngai vé ngdn ngit, sitc manh doan két ctia nhan
loai c6 thé 1am nén chuyén long troi 16 dat' Chi c6 diéu, nguo1 pham khong the nao lam trai y cua
Thuong Dé. The 1a ching ta budc phai song trong mot thé gid1 o tro ngai vé ngdn ngit, bude phai
khong ngimg ném trai cac kiéu giao tiép, tim dtt moi cach dé tim hiéu nhirng nén van hoa cua nhirng
ching toc khac. Pay 1a thach thirc ma viéc quan Iy mot cong ty xuyén qudc gia khong thé tranh khoi.

Tré ngai vé su hoa hop

Mic du ¢6 nhin tirng day: “Quan tir hoa nhung khong dong”, nhung vé co ban, nguoi phuong Pong
thién vé& hoa hop, khong quen cong khai biéu thi ¥ kién bat dong hodc noéi khic di 1a van con ua si
dién, khong thich bj vudt mit. “Chén 1y cang phén tich cang rd rang” 1a cach ndi cua ngudi phuong
Tay. Manh T n6i: “Du khdi hao bién tai, du bat dac di da!” (Ta dau co gioi bién bach, ta bat dic di
ma thoi), trong d6 thiy bao diéu bat dic di, du thdy xd hoi khong hé tan dong viéc giodi bién bac.

Nhé lai ngay sau nim 1992, d6i nghién ctru phét trién san pham cua Trend Micro duoc cir dén Phong
phan mém mang Intel ¢ Provo, thudc tiéu bang Utah cua My. Khi d6, Truong Vi Kham déu tham gia
Ho1 nghi ke hoach san pham cua Intel hang tuan. Ong thuong bao cao vai ching toi:

“Oi! Hom nay, Mucha ctia Phong thi nghiém va Giam doc San pham Bullitt gan nhu ddnh nhau. O hoi
nghi, dap ban khua chan truéc hon hai muoi nguoi. That dang so!”

“Chung t6i ndi mudn stra tinh ning can kéo dai thoi gian, ho thi chang né nang gi néi toac: “Khong”
Hoan toan khong dugc ban bac, 1am gi ¢6 cai kiéu ngang ngugc nhu theé?”

bén nguoi gan da nhu Vi Kham cling cam théy so hii thi c6 thé théy su bién bac, tranh luan kich liét
to1 ¢d nao trong hoi nghi cua Intel. David Lo hinh dung d6 1a mdt ki€u van héa “Vao si giac dau”,
khong vat 1on dén mdt mat mot con thi khong thoi!

Kiéu hop hanh niy chua ting dién ra tai Trend Micro. Luc dau nhitng ngudi nhu David L3, Nick
Dederer déu cam thay thoai mai, nhe nhang, khong can bién bac, dau tranh nhu ¢ Intel, nhung dan dan,
ho deu cam thay té nhat, moi nguo1 ludn gitr hoa khi, cd gang cung phdi hop, khong tranh luan hay bién
béc, néu co ¥ kién thi d6i bén cung giai quyét riéng voi nhau, nhu vy mic du tranh duoc nhirng tranh
cai vO vi, nhung doi luc lai bung bit sy that, khong tu nguyén ddi mit v4i ban chit van dé.

“Chung ta phai hai hoa, nhung khong phai 13 hai hoa ngoai mit, ma phai khai thac triét dé va giai quyét
van dé€, cung c6 y thirc chung, r61 dong tam hi€p luc thuc hi¢n”.

“Khong can dong ¥, ma phai ¢ nhan thire chung”, “Déi mit voi su thuc tan khdc, khong lang tranh véan
d’\”

May vi giam d6¢ phuong Tay va Minh Chinh v6n c6 tinh sang tao, khong nging ho hio, ¢o vil viéc
loai bé su hoa hgp bé ngoai, ma phai that sy doi dién vai hién thuc.



Day 1a mot thay doi kho khin. Trong hoi nghi, bat dau co nhirng 101 chi trich khong né mit nhau, co ‘
nhitng bién ho khang khang. Nguoi phuong Tay hay noi thang, thuong khién ngudi phuong Pong nhiéu
phen nguong mat.

“Tai sao lai phé binh t61 trudc mat bao nhi¢u déng sy nhu vay? Cung ngéi Xuéng noi chuyén, chéng
phai la dé giai quyét hon sao?”

“Thira biét Ong ta vi cong vige, chir khong phai co gi khong tt v6i minh, nhung van cam thay bi ton
thuong, nhit dinh cr phai khéng né mit nhau nhu thé niy sao?”

Viéc ua si dién, thich hoa hop ctia ngudi phuong Pong, lai khién ngudi phuong Tay cam thdy kho
hiéu.

“R0 rang c6 van de, tai sao lai khong noéi thang?”

“Tbi tuyét ddi tin tudng, ton trong ong ta, ¢6 diéu 13 t6i ndi ra y kién va cach nhin nhin ctia minhcho
ong ta tham khao, tai sao ong ta lai cam thay thé 1a khong dugc ton trong?”

Nguoi phuong Tay vui budn yéu ghét déu biéu hién ra mat. Ngudi phuong Pong lai thim thay, thich
noi dén mirc nao thi thoi, khong truy ctru thém, thé 14 ngudi phuong Tay dam ra nang 101, khién nguoi
phuong Dong tirc tdi, 461 phuong lai ching cam nhan gi. Con ngudi phuong Pong cam thay minh da
nhén manh ndm 1an bay luot, néi dén mirc khong thé rd rang hon, ma ngudi phuong Tay van mo ho,
khong nam dugc y dich xac.

Neigi, quoc tich An Do, dugc gido duc theo kiéu phuong Tay qua tiéng Anh, lai lay nguoi vo Nhat
truyén thong, ddi voi van dé ndi com nay lai 6 phan tam dic, ong noi: “Nguoti chau A, néu khong tan
thanh, cling s& khong dimg bat diy ma dap ban, 1on tiéng phan d6i. Do d6, quyét sach ma tap thé thoa
thudn duoc lai hoan toan khéng phan anh y kién ctia anh ta, thé 1a khong tu giac khi chap hanh. Tbi
nghi, nguoi phuong Tay phai cha y nhleu to1 viée khong ché tinh khi, dung ttr 6n hoa hon. Nhung theo
quan diém cua 1, trong thuong truong van can doi dién véi sy that, diéu ma nguoi phuong Pong co
thé hoc hoi rat nhiéu.”

Qua hon hai ndm thich tmg va diéu chinh, hién nay ching toi khong con so nhitng diém ndi com nay.
P61 voi Di Hoa va t61, nhirng ngudi sinh ra trong gia dinh nhi€u thé hé, lai chua trong luan 1y hoa hop
thi day da la budc dot pha.

Sau HO1 nghi giam dbe cép cao mua Xuﬁr} nam 2003, Alvin Graylin, Trg ly San phém, nguoi lai
Trung - My, dung luu loat tiéng Anh va tié€ng Trung, hdi toi:

“Thanh tyru 16n nhit cua Hoi nghi giam déc cip cao 1an nay 1a gi?”
To1 tra 101 ngay:

“DP1ém nd1 cOm. Hién nay cac di€ém no1 cOm cua chiing ta ngay cang nhiéu, tranh luan ngay cang kich
ligt”.

Ong that sy kho hiéu:



“Nhu thé 1a t6t 1im sao?”
To1 cling vi “huyén hoc” cua minh ma cuo1 16n:

“Pung vay, diéu nay thé hién sy hiéu biét 13n nhau trong nhom da ting, cang tin nhau hon, vi thé khong
ngai tranh ludn, bi¢n bac, day chinh la sy hoa hop & cap do cao hon.”

Su khéc nhau vé ngdn ngir, van hoa 1a suthat con ton tai. Mic du nd gay trd ngai cho viéc giao tiép,
nhung cling ting co hoi hoc tap 1an nhau, cung lam bung 1€n ngon ltra tri tu¢. “Hoa ma khong dong” 1a
khudn phép cta ngudi quan tir, cling 1a kiéu mau hop tac nhém ma Trend Micro hy vong dat téi.

To1 nghi, c6 1€ phai cam on Thuong B¢ da phan tach nhan loai, dé di bi€t ton tai, khién thé giéi cang
muon mau mudn vé, cudc doi cang phong phu, thua vi.



NHUNG TIEU CHUAN CUA NGUOI LANH
PAO

Truong Minh Chinh
Hai cAu noi noi tiéng

C6 hai cau noi ndi tiéng ma toi rat tim dic. Mot 13, “Khong ai biét sau 18 thang cong ty s& nhu thé
ndo” cua Bill Gates. Piéu d6 co nghia 13, bat cir cong ty ndo ciing d6i mét v4i nguy co phé san sau 18
thang. Trudc day, trong xa hdi ndng nghiép, ching tdi ¢6 thé ung dung ty tai v4i hién trang, nhung ngay
nay, vo1 xa hoi cua chu nghia tu ban, thi mot viéc nho cting co thé gay bién dong 16n cho doanh nghiép.
Vi vay, bat ké cong ty manh c& ndo, ciing khong dugc bang long v6i hién trang. Lic nao ho ciing phai
nhanh nhen hoat bat, luu ¥ t6i nhitng chuyén bién trong cOng ty va moi truong bén ngoai, quan sat can
than nhirng nguyen nhan ty cao ty dai. Khong chiu thay d6i hay doc doan khién sau mot dém thanh tay
trang, thi phan 1on déu do ho cho rang cong ty co thé tiép tuc duy tri dugc theo tinh trang hién tai.

Cau noi ndi tiéng thir hai l1a “Chi co6 ké da nghi mdi c6 thé ton tai” cla Andy Grove, Chu tich Ho1 déng
quan tri Intel. Thi truong cong nghiép ki thudt cao thay d6i kha nhanh, néu bao dam strc canh tranh
sang tao cao, toi cho rang nguoi lanh dao doanh nghiép bat budc phai da nghi, luc nao ciing canh giéc,
lc ndo ciing san sang cai bién.

Lanh dao khac v6i quan ly

Lanh dao va quan 1y khong gidng nhau. Lanh dao 14y phuong thirc “nhu cau” dé thong linh nhan s,
con quan 1y thi 1ay phuong thirc “lam viéc” dé thong linh nhan sir. Cho nén ngudi lanh dao 13 “lam
nhitng viéc dung”, ngudi quan 1y lai “lam ding moi viéc”. Liy chuyén chién tranh, chiém thanh dé so
sanh, nguo1 thu linh néu mudn tin céng mot thanh quach thi can phai ha 18nh tan cong thanh, chiém
duoc roi moi lam viing long quan linh, dua ra quyét dinh bang cac ké sach; con nguot quan ly thi lai
phan tich muu lugc, dé cong chlem toa thanh hiéu qua, néu phat sinh céac tinh huéng ngoai du tinh thi
phai Gmg pho ra sao, tir d6 truyén dat ménh 1énh cho cip dudi déhochdp hanh that hiéu qua.

Dac trung cua “Lanh dao”

To1 cho réng ngudi 13nh dao phai co san nhirng t6 chat dic biét sau:

1. Lanh dao 1a dirng cao ma ho

Ngu’,éri diéu h?nh doe\mh nghiép dﬁ:ng & goc do lanh dao, sau khi nhin c}luén Xéq thi trurong, dua ra
quyet dinh, lién truyén 1€nh cho cap dudi cir hudng t61 muyc tiéu ma tién. Vi the, sach luge tip trung
vao san pham va khong ngirng m¢ rong kinh doanh luén 1a duong 161 kinh doanh cua Trend Micro tir
khi 1ap nghi¢p t&1 nay.

Nguyén nhan thanh céng ctia Microsoft thi rat nhiéu, nhung theo Giam déc Tai chinh (CFO) John



Connors khi tra 1&i phong van da nhan manh: “Microsoft persistent” (tinh kién tri cia Microsoft) 13
mau chdt ctia thanh cong. Khi Microsoft moi cho ra doi san pham, phién ban 1.0 c6 nhiéu 18i, san
pham cing that bai, nhung ho tiép tuc khai thac, cai thién va cho ra do1 phién ban 2.0. Két qua co thé
van chua t6t, van khong mo rong dugc thi trueong, va ho van tiép tuc kién tri nghién ctru, cai tién, cho
ra doi phién ban 3.0, cudi cung da chiém linh duoc thi trudong. Pay 1 tim guong dang hoc hoi nhat
cho viéc khong ngirng mo rong kinh doanh. Vi the chiing ta cling c6 thé du kién X-box cua Microsoft
cling s& tuan theo kiéu “Microsoft persistent”, cudi ciing dénh bai cac ddi thu canh tranh, chiém gitr vi
tri cao nhat trén thi truong. Nguoi lanh dao bat bude phai du kién duoc thi truong, dirng cao ma ho,
sau d6 tap trung vaochién luoc san pham, tiép tuc mo rong kinh doanh. Pay ciing 14 bai ban kinh
doanh buéc 1én vii dai qubc té ctia Trend Micro tir khi 1ap nghiép tGi nay.

2. Lanh dao 1a khong ngirng giao tiép

La mdt nguo1 1anh dao, mot trong nhitng nhiém vu quan trong bac nhét 1a glao tiép. Phai c6 vo sd lan
giao tiép, lién lac voi nhan vién cap dudi, dé thu thip thong tin xac dinh tim nhin cta cong ty, c¢6 thé
truyén dat hiru hiéu toi cac cép quan 1y va nhan vién, bao gdm ca nhan vién nghiép vu ban hang va
nhan vién hd trg ky thuat gin giii vo1 khach hang, day 1a nhiém vu mang tinh thtr thach nhat. Do vy,
mot ngudi c6 san kha ning giao tiép s& 1a nhan tai c6 to chat hiém co.

3. Thudng phat phan minh dé quan 1y cong ty

Quan 1y 1a dung phuong thirc ménh 1énh. Nhung 1anh dao thi dung phuong thic trao quyén, khién nha
quan ly hodc nhan vién cam thady dugc trao quyén hoan toan, nén s€ tr¢ nén nhiét tinh, tich cuc, tién tdi
co thé phat huy t61 da cac tiém lyc cuia minh, khién toan cong ty c6 théhoat dong troi chay.

Cong viéc chu yéu cua mot CEO hién dai

Lam thé nao dé quan 1y mot tap thé qudc €2 Bi quyét 13 & chd “lanh dao”, chir khong phai ¢ “quan
1y””. T6i cho riang CEO hién dai c6 ba cong viéc chil yéu. Thir nhit, tim nhdn tai ¢ thé vach ra chién
lugc tat thang trong mot thoi co kinh doanh nhat dinh; thir hai, tim duoc nhan tai t6t va bd tri ding viéc
dé dva vao tap thé do; thir ba, xay dung mot sb cong cu, phuong thire, v.v... dé suy nghi can nhic
thanh tich, hiéu qua. Nhu Trend Micro tdn dung PDP (Performance Development Process — Quy trinh
phat trién cong viéc), PRP (Performance Review Process — Quy trinh danh gia thanh tich), dé moi
nhan vién déu biét phuong hudng no lyc. Thong thuong, chi can myc ti€u dugce xay dung ro rang thi
nguot thong minh, c6 tlem luc s& trr biét van dung diing cong cu, trong hoan canh dung, duoc khich 16
va phat trién ning lyc tiém tang.

Ngoai ra, c4 tinh cta ngudi 1anh dao s& anh huong toi su phat trién cua cong ty, nguoi thé nio thi c6
thé sang tao, 1anh dao cong ty nhur thé Ay. Toi thiy, phai dé minh (ngudi 1anh dao) rat ty do, tur tai, hiéu
biét nhung “thudn theo ty nhién”. Vi thé, khi t6i dam phan va lién minh déu khong can tu 1am kho minh,
khong nén ty cho minh cai gi ciing dung, khong nén lo duge mat. Co duogc thai dé nhu vay, khi xir 1y
cong viéc hodc d6i mit vai kho khin, ty nhién déu c6 thé hoa giai nhanh chong. Co ngudi hoi t6i, viée
kho nhat khi diéu hanh mot doanh nghiép la gi, to1 nghi do chinh la moi nhu’ng nhan vién c6 thanh tich,
hiéu qua kém thoi viée va tuyén dung cac giam dbc dap tng dugce cong viéc.



CHUONG 8

Quan ly siéu bién gioi

Pau ndo tai chinh ctia Trend Micro dit tai Tokyo, noi niém yét co phiéu.

Phong nghién ctru va phat trién dat tai Pai Loan, noi ¢ nhitng nhan tai vdi hoc véan cao.

Phong nghiép vu ban hang dit tai trung tim dau ndo Thung liing Silicon thi truong nudc M.

Két cau to chirc nhur thé nay, khong bi han ché boi diém manh yéu ctia mot quoc gia riéng 1é ndo.
Khién nguoi ta khong thé khong nghi lai vé y nghia ctia cong ty xuyén qudc gia.

C6 can mot miu qudc 1am cin ci khong?

Tru s& chinh ctia doanh nghiép dai dién cho cai gi?

Khong thé dem céac chirc nang cua doanh nghiép
phan bd dén timg ving khip toan cau sao?

Tir khi moi thanh 1ap, “quéc tich” cua Trend Micro di khong rd rang. Ngudi sang 1ap 1a ngudi Dai
Loan, Trung Qudc,nhung lai bat dau ding ky kinh doanh tai Los Angeles, M, cac nha kinh doanh toan
cau déu biét tén tudi cua Trend Micro da xuat hién va kinh doanh tai nhiéu nudc, nhung cudi cung lai
niém yét tai thi truong chimg khoan Nhat Ban. Néu ban hoi mot nhan vién ctia Trend Micro: “Cong ty
cac ban 1 cong ty clia nude nao?” Nhan vién Nhat Ban sé noi v6i ban: “Tong cong ty & Nhat, 1 cong
ty ¢ thi trudng chimg khoan & Nhat”, nhan vién Pai Loan sé& kiéu ngao: “Ngudi sang 1ap va cac cd
d6ng 16n déu 1a nguoi Pai Loan Trung Qubc, dai ban doanh ciing ¢ Pai Loan”, nhan vién nudec My
noi: “Lic dau duoc thanh lap tai M§”, nhan vién ¢chau Au hoic M§Latinhco 1€ s& noi: “O! Pau tién
duoc thanh 1ap tai Buc (hodc Phap, Italia, Achentina), truedc khi 1én san mé1 sap nhap thanh Trend
Micro.”

Nhitng diéu ho noi déu dung ca. Puong nhién, t6i hy vong da s sé& tra 101 giéng t6i: “Chung toi 1a
cong ty xuyén qudc gia that su”. Nhu da dang trén to Busmess Weekly cua My, ra ngay 22/9/2003,
Trend Micro la “Cong ty siéu quoc gia siéu bién gidi”. S¢ di hinh thanh loai siéu bién gidi ndy, nam
bat 14y loi thé ctia mdi nude, diéu chinh cho phit hop véi co ciu to chitc va nén vin hoa cac nude,
moOt mit 1a vi virus may tinh vn da 1a siéu bién gidi: virus Giéruxalem déu c6 co ché hoat dong gidng
nhau khi 14y nhiém vao may tinh ctia tin &6 Hoi giao, Co ddc gido, hay Phat gido. Khi c6 dén bao



dong, thi tur MSI cho to1 Nga déu chiu tai hoa, virus W95-CIH khong thé kiém téa. Chi mét chua day
muoi phut, virus da khong ché hang chuc nghin may chu trén toan cau. Thu ching toi mudn chong lai
da la cai ac si€u bién gioi, thi durong nhién can co to chirc chinh nghia siéu bién gidi moi co thé timra
dau phap. Néu ching t61 chi dat mot to chirc riéng r€ tai chau A, chau My hodc chau Au, néu mot loai
virus bung phat voi toc do nhanh hon sim chép, thi khap thé gio1 co may chau lyc co the say gilc
nong, 1am sao tng bién kip? Vi déc tinh cta nganh cong nghé chéng virus nay, ma co cAu t6 chirc tir
khi m&i bat ddu da 1a co cAu toan cau, khong quan tim den viéc phai ldy quéc gia nao, khu vyre nao
]am trung tAm, ma chi nghi dén viéc 1am thé nao dé toan cau bat tay nhau ciing chéng lai virus.

Tap thé a0

Mat khéc, cling vi tinh trang nguén von 6 han, nén chung t61 luon suy nghi va tim kiém noi ndo c¢6
ngudn von hiéu qua nhat 13 s& tin dung ngay. Thoi ky mdi 1ap nghiép, chiing t6i rong rudi khap nim
chau bon bé, tir trién 1am mdy tinh mua thu tai Las Vegas My (Comdex), cho dén trién 1dm may tinh
Hannover Puc (CeBIT), trién 1am thong tin may tinh Italia (Smau), thAm chi 14 trién 13m may tinh
cua Trung Dong.

Nho lién tuc tham do va tiép xuc thuc té, chung t61 hiéu duoc diém manh yéu, sur giéng va khac nhau
vé vin hoa va thoi quen kinh doanh cta moi nude, mdi khu vure. Vi ching t6i thuong xuyén ra nudc
ngoai du trién 1dm, cac ban hang nudc ngoai cting thuong vui vé mang theo ca ban doi di an com
khach, tham chi d6i khi con moi ching t6i dén nha ty hop, mbi giao hao ngdy cang sau dam. bay la thu
hoach ngoai du tinh cta chiing t61. Chung toi va rat nhiéu nguoi khong chung qudc tich khac cliing xdy
dung mbi quan hé 1au dai, tin twong 13n nhau, vi thé khi nghi téi nhitng bo phan va chi nhdnh ma cong
ty can, chung t61 thudong léy toan ciu ra dé can nhic, thdm chi doi khi vi tin nhiém mot nguoi, ma loi
dung so truong cua anh ta dé xay dung don vi chirc nang hay mo thirc ban hang ¢ ngay noi anh ta sinh
song. Chung toi khong 14y bat ctr mot quoc gia hay ving dat nao 1am tiéu chuan, vé lau dai, dan dan
hinh thanh nén cac don vi kinh doanh & khip noi, noi ndo phat huy s& trudng ctia noi 4y, nd luc xay
dung thanh mot “Tap thé 1y twdng”.

Trong tap thé 1y tudng d6, ai ciing 14 nhan vat chinh, sim nhirng vai quan trong, c¢é tiém lyc vo han chi
doi phat huy. Van dé 1a khi két hop thanh mot tap thé, d6 c6 1a mot tap thé manh nhit hay khéng? Ban
d3 xem qua tran dau ctia di bong rd gdm toan ngdi sao ctia My khi tham gia Thé van hdi Olympic
chua? Vi sao ma bao nhi€u ngoi sao bdng mat hét uy luc thuong ngay? Tap thé 1y tudng khong bao
dam nhat dinh s& thing. Mau chét van 13 & tinh than tip the xay dung y thirc chung cho tap thé a0 d6
bang cach ndo, viit bo vong hao quang ctia mdi ngudi & mdi phuong, dong tim hiép luc danh mot tran
toan thing,

Nhiéu nim quan 1y tip théao khién chung t6i ngay cang linh hoi dugc su quan trong cua vian hda. Néu
Trend Micro khong phai ngay tur dau da xay dung van hoa lanh manh, tro1 moi, thu hut nhan tai cac
nude cung gia nhap thi toi nghi to chirc siéu bién gidi kho ma gitr bén dugc.

Mbi trudng kinh doanh ciing giup ching t6i di trén con dudng kinh doanh qudc té. B4 me cua Minh
Chinh ngoai viéc kinh doanh khu vui choi bowling ra, con gop strc xay nha tho cho Giao hoi Thién
Chtia & ving Binh Pong. Tir nhé, Minh Chinh di thudng xuyén tiép xic véi cac linh muc cua nhiéu



nudce, hoc trudng dai hoc cua gido hoi va két than voi cac linh muc nudce ngoai nhu Tién si Edward
Vargo, ngudi ma anh coi 1a “thay t6t — ban hién”, gilt m6i quan hé ban be dén tron doi. Thoi dai hoc,
nguo1 ban cung phong cua anh lai 1a ky gia Paul Waley dén tir Anh. Khi d6, rat nhiéu cac nha bao
nude ngoai dén Pai Loan viét tin nén khién Minh Chinh ¢6 co hoi hoa nhap voi ky gia cac nude. Co
1& vi moi truong trudng thanh nhu vy, khién tir trudc to1 nay anh khong hé coi nguoi ngoai qudc 1a
nguo1 nudc ngoai. Minh Chinh cting khong so néi tiéng Anh, vi “Tiéng Trung cua ho con kém hon!”,
chi can noi thong, y tir giang giai cho rd 1a duoc, khong can suy tinh nhiéu dén phat Am, ngit phap. C6
mot 1an, ching t6i cling nhitng nguoi ban My di du lich gin Barcelona, Tay Ban Nha. Chiing toi thué
xe cung di, vira di vira hoi tham duong. Mdi 1an nguoi ban My hoi dudng déu that bai, Minh Chinh
hoi thi déu duoc tra 101, di duong thuan loi. Ngudi ban My rat khdm phuc, ndi:

“Cung la hoi duong nhirng nguo1 Tay Ban Nha khong biét tiéng Anh, tiéng Anh ctia t61 duong nhién tot
hon anh, tai sao ho lai hiéu dugc 161 anh ho1 nhi?”

Thuc ra, diém miu chdt khong phai & ngdn ngir, ma & cach giao tiép. Tiéng Trung ctia Minh Chinh thi
da s6 la dung thanh ngfr, tiéng Anh thi dung tir tuy tién, khong c6 ngir phap, tiéng Nhat thi hoc mudi
nam ciing chi biét goi mon khi an com, nhung ai c6 thé phii nhan anh khong 1a cao thu trong giao tiép?

Con t61, mang dong mau Loc Cang Dinh Gia cua me, o nhiéu kha ning 13 ‘nguol A-rap. Di Ba, di Tu
clia t6i déu dugc ga cho ngudi Do Théi. Chong cta di Ba tirng 12 Giam doc Vién nghién ciru Bong A
thudc Pai hoc Stanford, khi duoc cir dén Pai Béc thanh 1ap Trung tam nghién ctru tiéng Han d3 & gan
phd Lé Thuy ciia ching t61. Ong ba, cha me t6i déu ndi tiéng Nhat luu loat. Tur nho t61 da co nhirng
nguo1 ban Nhat dén choi. Khi con nho, t6i thich nhat 1a thu thap nhirng tAm danh thlep dep. Chu nhat di
1€ nha thd ctia ngudi My, ¢6 thé 1dy duoc nhitng tam danh thiép c6 nhii bac, duong nhién toi khong bo
16 co hoi. Vi thé, trong mdi truong trudng thanh cia toi, ciing ¢ rat nhidu co hdi tiép xtc voi nguoi
MY, nguoi Nhat, tir nho da hoc dugc cach giao tiép vdi ho bang ngdn ngir gian don va ngdn ngir ra
hi¢u.

Cong dan thé gidi

Sau khi tt nghiép dai hoc, Minh Chinh va t6i cting di du hoc My. Lap nghiép xong, lai bon ba khép
noi dé kinh doanh. Puong nhién, diéu nay cang khién chiing t6i dwgc md rong tim mét, cam thay nhan
loai déu c6 tinh twong thich, déu c6 thé 13 ngudi mot nha. Viéc thiét 1ap bién gidi giira cac quoc gia
that hep hoi. Ngay nay, cac nudc chau Au d3 hop thanh Lién minh chau Au, nén viéc di chau Au du
lich rat tién loi. Bién gi6i chang phai 1a mot chudng ngai vat do con nguoi ty tao nén sao?

T6i rat khong thich khi nghe thiy nhan vién cta Trend Micro phan nan: “Nguoi My”, “Nguoi Nhat”
hay “Bon Philippin”, boi vi t01 ton trong tit ca nhan vién cua Trend Micro & khip toan cau. Loi khen
to1 thich nghe nhat 13: “C6 thé noi, chi 1a ”Cong dan thé gi61”, thuc khong ho danh!” T6i chuwa mot
ngay quén dat me Pai Loan, nhung t6i cling luén hudng vé tim cao “Trai dat 1a ngdi nha chung.”

Viéc quan 1y cua Trend Micro cting ludn hudng 01 1y trong nay ma vuon xa. Duong nhién, viéc quan
ly nay gap rat nhiéu thir thach, khong phai la tap hop anh tai cac nudc lai voi nhau hay dem cong ty rai
khip cac ving trén thé gigi laco thé dé& dang thanh cong. Xét dén cung, Thuong Pé di chia tach nhan
loai thanh cac mau da, cac tiéng ndi khac nhau, ma su da dang, phong phti sic mau ctia thé gidi ciing
chinh vi ban sic riéng cua nhan dan cac nudc, cd trong minh bdi canh lich sir doc déo, sinh hoat &



nhirng vi d6 khac nhau, mui gio khac nhau, tAm nhin khac nhau, thé 1a hinh thanh nhiing dic sic vin
hoéa nhu tram hoa dua no. Do d6, duong 161 kinh doanh c6 nhirng phong cach hanh xur khac nhau va
thoi quen 1am viéc khong giong nhau.

Vi nhu, nguoi Trung Qudc 1am viéc rét linh hoat, biét tily co tng bién, khong so tinh hinh hon loan,
mot ngudi doi toi may thir mii ma cling khong thay kho chiu. Quan Am nghin tay nghin mit vén 14 nhan
vat chung to1 sung bai. Nguo1 Nhat Ban lai thich bdo sao lam vay, theo trinh tu, chin chu uy tin c6 trén
co dudi, léy muc ti€u la quy hoach toan cuc, vu tién hop tac tap thé, nhit dinh phai n61 dugc rd rang
chirc ning, trong luong ciia tirng cai mil, néu khong sé& thay 13n 16n, bat an. Nguodi Ptc va ngudi Bac
Au ciing thich theo thtr tyr nghiém tiic, mirc dd chiu dung nhitng sai 1am rat thap, su ton trong phap luat
thi hon han nguoi chau A. Chuiing toi rét thich tréu Genes. Mdi khi ¢6 nguoi dua ra cach lam khong
theo cac quy tac thong thuong (nhung rdt c6 ¥ tudng sang tao), moi nguoi lién hoc dng Ay, nghiém miat
lai, lac lac ngon tay tré va ndi: “Biéu nay khong duge phép dau!”

Pén nhu nguo1 My, don gian, hon nhién, c6 1y 1a phai 1am rd, khong chiu théa hi€p hay chiu thua, thich
thir thach, va khong chiu phuc ting quyén uy, nhung chi can ¢ 1y 18, ¢6 thuc luc, ho s& khong tinh t6i
van dé si dién ma c6 thé 1am theo ting viéc, dén ddu lo dén day. Nguoi My Latinh thi an phan va nhiét
tinh, kha linh hoat nhu nguo1 Pai Loan, nhung lam viéc thi kh@ng hé qua loa, dai khai. Vo1 sy nhiét
tinh, ho tinh nguyén vao sinh ra tir, nhung bat budc phai c6 cai gia da dé duy tri moi quan hé nhiét tinh
d6, dé dan dong cho strc sdng do.

Xét toi cuing, mdi ngudi van 1a ca thé riéng ré. Mic du ¢6 dic diém chung cta tap thé, nhung vé co
ban, mdi ca nhan van 1a doc nhat vo nhi. Ai n6i ngudi Trung Qubc khong co ngudi khong gidi Gmg
bién, budng binh khé bao? Ai bao ngudi Nhat chi biét minh, khong biét dén tap thé? Con nguoi Duc
thi ton trong phap luat? Ngudi MY thi nhat dinh déu gioi bién bac? Chau My Latinh han ciing c6 ngudi
sinh ra di v6n lanh nhat, tho o, thiéu nhiét tinh?

Vi vay, mac du tim hiéu su khac biét van hoa gitra cac nugc rat tha vi va cling rat quan trong, nhung
diéu quan trong hon 1a ton trong ca nhan, khong dugc thién vi, cac giam dde cép cao dac biét phai léy
minh 1am guong, 101 ni phai di d6i v&i viée 1am, dep ¥ thirc dan toc qudc gia sang mot bén, méi co
thé 1anh dao dugc tap thé véi van hoa da nguyén, da quéc tich, hoan thanh myc ti€u chung.

Kho 1én duoc tro1 xanh

Do cau truc t6 chirc da quoc gia nhu vay, nén vira khéi nghiép ching t61 da rat coi trong van dé giao
tiép, coi nd la khau quan trong trong van hda cuia doanh nghiép.

Hon mudi nam nay, ban quan 1y cta Trend Micro khong ngai tram song nghin noi, tir khip noi cling
gap mat hop hanh. Médc du chi phi khong nho, cong ty quy m6 cang 1on thi cang khé thudng xuyén gap
&, nhung ching t6i van ¢6 gang sap xep cac cudc hoi nghi gap mat trirc tiép, cac phong ban da quéc
gia ciing gip nhau it nhit mdi nim mét 1an. Gido trinh dao tao thuong tap hop ky sur, nhan vién ban
hang, nhan vién nghiép vu cac nudc cung nhau tién hanh. Trong nhirng hdi nghi d6, quen biét vdi cac
dong nghiép khong cung phong ban tir cac nudc, cung nhau dn com, cung nhau vui chot, cung nhau di
hop, ban dau dé tiét kiém kinh phi, con ngu cung nhau dé d& chi phi thué nha. Moi nguoi noi tiéng
Anh, dung tay chin ra hiéu dé giao tiép, phat hién nhitng khé khan giong nhau cing nhitng ¥ tudng sang
tao khac nhau vé nghiép vu, cting nhau chia sé may rui, 1ong tin. Sy hiéu nhau thuong duogc xac 1ap



trong nhitng cudc ndi chuyén phi chinh thirc, thim chi trong su giao tiép phi ngon ngir.

Muoi ndm nay, véi tién bo than toc vé Internet, cac kénh giao tiép, lién lac khong nging tang Ién,
khong chi dimng lai ¢ nhing hoi nghi truc tiép. Vi nhu email, hoi thao tir xa, tin nhin, ICQ, v.v... da tré
thanh phuong thirc giao tiép rat quan trong ctia ching toi.

Tuy nhién diéu ky la 1a, phuong thirc giao tiép da tién bo, nhanh, cong cu lai da dang, nhung no1 ham
cua vigc giao tiép lai khong d& truyen dat hon trude. Xét téi cung, ban chat ctia nd chua hé thay doi,
van 1a thong qua ngdn ngir dé truyén dat tin ttrc gitta nguoi voi nguoi.

C6 nhan noi: “Thuc dao nan, nan vu thuong thanh thién” (duong dén nuéc Thue khé khian, khé nhu 18n
tro1 xanh). Ngay nay, duong dén Thuc khong con kho, tram song ngan nui cling dé bay qua, nhung giao
tiep that su thi van kho nhu 1€n tro1, vugt qua van hoa qua thue khd hon han viée vuot qua bién gioi
quoc gia.

Viéc st dung email cling co nhiéu su khac biét vé giao tiép. N6 khong chi 1a sy khac biét vé trinh do
ngdn ngit. C6 ngudi dién dat ¥ kién rat dai dong, ¢ ngudi thi nira ngiy ciing khong viét duge mot cau.
Email ctia Vi Kham c6 thé phan anh day du ca tinh rong réi, dut khoat cua 6ng, thuong chi don gian
xem cau tiéu dé la da doc xong, mo nd1 dung thi chi thay ky ten. Bay nam phat huy tinh sang tao cua
ICQ, tiét kiém tdi da, 15i 18 don gian, y tir ham xuc, viét tat; ngudi thude “16p gia” lai rat 1€ do, chu
d4o, 161 van phong phii, da dang. Phuong thirc biéu dat tu do ndy chua tirng c6 vin ban nio quy dinh
tai Trend Micro. Cac nudc, cac phong ban, cac ca nhan tu minh phat huy, ai cling khoe so trudng, rot
cuc giao tiép voi nhau kiéu gi ciing khdng tinh toan. Cuu Giam doc Kou cua Trend Micro tai Nhat noi
tiéng Anh khong luu loat, it khi viét email cho t6i. C6 mot 1an 6ng viét mot email dai dong cho toi,
xem thu ma t6i hoan toan khong hiéu, hdi ong Ay tai sao trinh d6 tiéng Anh lai tut [t nhu vay? Ong
cudi to va ndi: “Lan ndy 13 t6i dung cong cu dich Nht - Anh tai mién phi trén mang day!”

Ngudi gia din, viing vang nhu Nick Dederer, khi mdi gia nhap Trend Micro ciing rat lung ting, can
than xin y kién t61: “Jenny, chi 1am on cho t61 biét & Trend Micro khi viét email thi nén viét thé nao?
Khi nao xung hod bang chirc danh? Khi nao c¢6 thé goi thang tén?”

Xua nay t6i khong cau né hinh thirc, xem céc cau hoi nghiém tic, can than ctia ong ma chi thdy budn
cuoi, lién trd 101 6ng mot cach bong dua:

“Khi khong c¢6 chuyén gi to tat thi dung ”Hi”, khi c6 viéc nho va thi dung ”Dear”, khi 1am kho nguoi
thi dung “Dearest”; thong thuong thi goi thang tén, khi cai nhau thi goi chirc danh chinh thirc”.

Khong ngo 6ng lai tin do 1a that, con cam on t61. Tir do cu h& nhin thdy email cta 6ng ay véi 101 Xung

ho Pho tong, t6i 11en thiy so hdi, lo lang. Piéu ndy phai ching 1 khic nhac dém trong viéc giao tiép
do su khac biét vé tinh cach dem lai.

Hai loai tinh than

Van de giao luu rat phong pht va da dang, la diéu tit yéu trén thé gidi. N6 khong nhitng vugt ra pham
vi qudc t& ma con vuot ra cac nganh, cac cap va ca tinh cach con nguoi. Nhirng sy khac biét nay
khong c6 van ban rd rang ndo quy dinh dé giai quyét ca. Cho du cling ngdn ngit va cliing ching toc,



cung vin hoa ciing khong chic chin s& co thé giao luu ma khong nghi ngd gi. Sy hai hoa bé ngoai
khéng dai dién cho viéc that su hiéu biét 1an nhau, con tranh chap quyet liét cling chua chic da dai
dién cho sy that bai trong giao luu, ma co khi lai lam tang sy hiéu biét 1dn nhau. Gia dinh moi nguoi
déu c6 muc tiéu va niém tin glong nhau, chi it c6 thé 1am giam sy hiéu 1am v6 ich. Viéc giao luu cua
quan 1y da qudc gia chi ¢ thé tién hanh tir giao luu tinh than. Piéu quan trong nhat chinh 1a xay dung
nhan thirc chung gitra ho. Vi duy, ban ndi tiéng My 16ng, t6i néi tiéng Anh theo kiéu Trung Qubc, anh ta
ndi tiéng Anh Latinh udn ludi. .., nhung chi can ban thanh tim thanh ¥ mudn giao luu thi ¥ nghia nhat
dinh c6 thé truyén dat duoc.

Vi tdm niém nhu vay, ngay tir dau ching t6i luon nhin manh hai loai giao luu tinh than:

Mot 1a khong c6 cai t61, co nghia la dat 1o ich toan thé cong ty 1én hang dau, gat bo su kiéu ngao, ton
trong, thanh kién ctia c4 nhan, 1ay ban than su viée dé thao luan va ban bac, lay vigc giai quyet van dé
khach hang lam vu tién, lay st dung vbn heng hop 1y, dong tim hiép lyc lam nén tang. Néu cong ty co
thé phat trién, su tranh cii nhat thoi ¢ thé sé& thing nhung lai mat di niém tin, diéu d6 khong phai 1a 15
160 sao? Trong to chirc cong ty da qudc gia, néu cac bén chi nghi dén qudc gia, nganh, thim chi sy
kiéu ngao ctia minh ma tranh chap, thi khong thé dat dwgc muc tiéu chung, cung nhau chng virus, phuc
vu khach hang, tranh gianh thé gii v6i dbi thu canh tranh.

C6 mdt nit ki su cao cap ctia My chuyén tir Tong Cong ty Sun Microsystem sang Trend Micro, tham
gia cudc toa dam van hoa cua t6i. Sau khi nghe t61 giai thich ¥ nghia quan trong ctia Cai To1, da noi:

“Khi méi gia nhap, thdy hai chir nay viét trén mang ndi bo, t6i cam thay rat ky la. Van hoa My ludn
khuyén khich céi t61 phat trién, Trend Micro tai sao lai bat nguoi ta khong can dén cai t61? Nhung sau
khi hop tac thuc t€ véi cac chuyén gia quoc t€, thi thay rang cai to1 thuong gy tré ngai cho viéc giao
luu.”

Nghe chi giai thich, cang hi€éu hon tinh tat yéu cua quan diém gia tri nay. Xin hay tiép tuc khuyén khich
cai to1, viéc do s€ rat co ich cho viéc giao luu vi cong viée chung. T61 cam thay dugce an i, chi can
coO sy hiéu bi€t va nhan thirc chung nay, vi¢c khac phuc su tré ngai vé ngdn ngit va van hoa s€ khong
kho khan.

Ngoai ra, mot loai hinh tinh than thuong duoc nhan manh nira la: “Hay la chinh minh, phat huy day du
t6 chat tiém an tot nhat ctia minh.” Giao luu da la rat kho khin, néu lai chan that, chi 1a dung sy xa
giao, lang im, tham chi sy tirc gian dé che glau su thuc, thi 1am sao tranh duoc sy hiéu 1am. “Hay la
chinh minh” truéc hét 1a can c6 niém tin voi chinh minh, dong thoi xay dyng co s& niém tin véi doi
phuong, khong ngai bay to cach nght va cam nhan chan thye, khong s¢ bi ton thuong, khong so pham
161, khong s¢ that bai. That vay, “khong so™ la diéu rat quan trong, néu bén trong con co6 sy ban khoan,
lam thé nao dé bay to cho day du duoc? Moi ngudi nén 14y ban than sy viéc de thao luan, c6 ly thi s&
1a vua, khong c6 giai cap, khong co quyén uy, khong nhat thiét phai l1ay long cap trén, cing chang phai
e ngai cp dudi. Tat ca déu ldy su phat trién ciia cong ty va loi ich cua khach hang lam tién dé giao
lru, cac bén dya vao sy truong thanh hay kinh nghiém thuc t& dé dong gop v kién. Khong phai gia vo
cai gi cling hiéu, khong so thira nhin su dét nat cua ban than minh, nhung cling khong qua khiém ton, SO
cai dinh nho 1én bi nguo1i ta dong xudng. Moi ngudi can thé hién rd mit chan that nhat, diéu nay chinh
13 phat huy t6 cht t6t nhat ctia minh.



Co6 mdt vi giam dbc diéu hanh ctia Microsoft Nhat Ban sau khi gia nhap Trend Micro, phu trach
marketing phAm mém Virus Buster. Quan hé ctia anh ta v&i moi ngudi rat tot, nhung thanh tich thi
khong thé ndo ting 1én dugc. Ban bé lo lang cho anh ta, ban than anh ta ciing cam thiy bé tic. Sau khi
no6i chuyén than tinh v6i Minh Chinh, anh quyét dinh ra di, chiing t6i déu c6 chat luu luyén, bai vi anh
ay rat dugc moi ngudi déu yéu quy, thanh tich cta anh ta & Microsoft ciing rat tot, tai sao anh ta lai
khong phat huy duoc kha ning ciia minh & Trend Micro? Nhung anh ta ciing ndi v6i ban bé rang anh
rat cam on khi dugc rén luyén ¢ Trend Micro, cam on su théng thén thanh that cia Minh Chinh, khién
anh éy cudi cung hiéu ra réng sO truong dac bi€t cua anh 1a thiét lap quan hé¢ v&i1 moi nguoi, lam viée
tryc tiép vai khach hang 16n. Viéc marketing qua cic hing budn, t6 chirc hoat dong ban hang, tiéu thu
phim mém d6ng bo mang tinh canh tranh tai ctra hing khién anh khong thé phat huy duoc sd truong
cua minh.

Két qua 1a anh ta cam thiy thiéu tw do, nhan vién ciing khong phuc, cong ty ciing khong dung dén s
truong cua anh, anh ta cling khong bat kip dugc di€u can hoc hoi. Anh noi:

“Theo Steve, to1 phai 1a chinh minh, phat huy s& truong cua minh & phuong dién quan h¢ gitra con
nguo1 voi con nguoi. Mdc du buge phai di khoi Trend Micro, vi cong ty trudce mat khong c6 vi tri nao
thich hop cho t61 phat huy duoc nang lyc ban than, nhu:ng chuyén ra di 1an nay khong udng cong, baoi 18
t61 nhan dién dugc chinh minh. Dbi véi cude sdng va viée chon lura nghé nghiép ciia t6i sau ndy déu sé
cO su goi md rat 1on.”

Moi nguoi déu c6 ning luc riéng, cing v4i nhiét tinh chan thanh vuon t6i. Nhung ¢ khi viéc minh
thich lai khéng hin 13 s& trudng ctia minh; c6 khi cong viéc ma minh c6 thé d& dang phat huy ning luc
lai khéng phai 1a cong viéc ma minh yéu thich nhat... Sy xung dot gitra tiém ning va nhiét huyét luén
lam cho con ngudi cam thdy mau thuin va khé quyét dinh. Nhung néu c¢6 nhiét huyét, dimg nén e sg ma
hiy thir 1am, néu c6 tiém ning thi cang khong nén bé qua co hoi duge phéat huy ban than. S& 1a may
man néu hai diéu d6 tu hop lai thanh mét. Trén linh vic ma minh yéu thich c6 thé phat huy day dua tiém
ning, t6i cho rang viéc d6 chinh 1a diéu hanh phiic nhat trong doi ngudi. Néu nhu qua that khong thé
hop lai dugc thanh mdt thi chiing ta lai c6 sy chon lya. Tt nhat 14 nén nhan ra minh 13 ai, hiéu o su
chon lya ctia minh, sau d6 1am viéc thoai mai, phat huy tdi da ning lurc cta ban than.

Thong qua viéc giao luu nhdm hiéu rd ban than minh, moi ngudi méi cé thé 1ay s truong bu cho
khiém khuyét, cung phat huy tiém nang ctia dong doi.

Nhitng tinh than giao luu ndy 1a nhan vin,  khong phai khoa hoc; 1a van hoa chir khong phai la quan ly.
Nhung 6 nhitng cong ty kinh doanh da qudc gia, diéu cin ban nhat lai chinh la tinh than nhan vin, chi
c6 su thong nhat vé quan diém gia tri thi méi c6 thé vuot qua bién gidi qudc gia. Nhu thé khong goi 1a
quan 1y ma 1a cam hoa.

Tt canhitng diéu ma t6i miéu ta 13 ranh gidi 1y tudng. Mic du ching t6i ¢b gang tuyén truyén rong rai,
cling hy vong c6 thé 1y minh lam chudn myc, nhung n6i bo Trend Micro nhat dinh vin con ¢o nguoi
khong that su hiéu, hay 1a c6 thé noi: “tinh hinh thye té khong phai nhu vay”. T61 ctng luén cam thay
moi noi déu co khong gian cai tién, ngudi nguoi déu co thoi dlem thirc tinh. Chang han: Minh Chinh
khi nong voi thi noi: “Anh hay tin toi di.” Khi t61 khong cii ndi ngudi My, ciing s& buc tirc r6i noi:
“Chi n6i ma khong lam thi c¢6 ich gi!” Pay khong phai 1a phong cach mau muc ctia ngudi 1anh dao.



Giao luu that su 13 diéu can hoc héi mai, chi theo dudi sy tién bo thdi thi khong co cach nao dat dén 1y
tuong. Doi khi, cang co tai ndi chuyén, lai cang tao ra tré ngai trong giao luu. Su giao luu im lang
thang ba hoa nhiéu 101 1a diéu khong mo1i la, cho nén noéi giao luu that su 1a ngh¢ thuat cao quy.

Marketing va nghién ctru phat trién san pham

M01 nuoc o van hoa khac nhau, cac nganh c6 tinh nang khong giong nhau ciing co sy khac biét 6 rét
vé van hoa. T6i 1a nguot lam so tay thao tac cac san pham va tai liéu tuyén truyén vin hoa thoi ky dau
1ap nghiép. V&i kién thirc cong nghé khong day du, t6i budc phai xin 10 khuyén cua cac ki su vé cac
quy trinh, thuat ngtr va ly do phat trién. Nhung thuong 1a t01 hoi mot dang, ho lai tra 101 mot néo.
Nhirng 161 quang cao ma toi viét ra, ho cho rang that sy da don gian hoa thir cong nghé cao siéu méi
mé ctia ho: “Chj ¢6 thé viét theo ngdn ngit ctia chiing 61 khéng?”’

Triét Iy hoi tiép vé cuc

clha chng ty
Mong mudn iy et E Y
X : g .l Sdng tao
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khéch hang g - i

Tinh hudng nhu vy 13 tr& ngai cta viée giao luu thong thuong gitra nhan vién marketing va nhan vién
nghién ctru. Nhirng diéu nay khong phai chi ton tai & Trend Micro. Nhung nhan vién phong nghién ciru
va phat trién cta ching t6i phan 16n 12 ngudi Trung Qudc, trong khi nhan vién marketinglai 1a nguoi
MY, nén ngoai trd ngai giao luu vé k¥ niang chuyén nganh, con ¢ thém su khong dong nhat giira vin
héa phuong Pong va phuong Tay. Su hop tic, giao Iuwu gitta hai nhom nay ludn 1 van dé trong tim ma
Minh Chinh va tdi nd luc giai quyét. Minh Chinh con ty minh sang tao ra triét 1y va dohinh hoi tiép vo
cuc dé khuyén ran, nhiéu 1an yéu cau moi nguoi hiy nhd “mong mudn trong long khach hang” va “sang
tao hon khi xtr Iy mdi quan hé* giita mong mudn ctia khach hang v6i y tuong ctia hé thong.

Chiing t6i biét ddy 1a nhan o thanh cong ctia cong . Muén c6 cong ngh¢ moi, khong thé khong co su
phan hoi tir thi truong, ma diéu d6 lai lién quan dén viéc thoa man yéu cau ctia khach hang, chtr khong
phai nhiing thay d01 cong ngh¢. Cong nghé moi thuong bat dau tir sy ty tim t0i, dao siu ciia nhan vién
nghién ctru phét trién. Nhung néu ky thuat tot nhat lai khong co tac dung d6i v6i khach hang, khong thé
tiéu thy thi hoa ra cling 1a ung cong sao? Hiy xem A&T xép x6 rat nhiéu ky thuat co ban quyén phat
minh thi s& hiéu dugc qua trinh tir vi€c sang tao ra cai moi va nghién cuu phat trién san pham dén tiéu
thy n6 13 mdt hanh trinh gian nan va vat va. Néu khong c6 su hop luc giira nhom nghién ctru phat trién
va nhom marketing thi hanh trinh nay cang khé khan hon.

Nhom quan 1y va marketing san pham do David dam nhan va nhom nghién ctru phat trién san pham do
Luong Qubc Binh dam nhiém d3 tirng nay sinh nhitng tré' ngai rat 16n khi trao d6i cOng vigc. Ngoal sy
xung dot va strc ép do thoi diém dua san pham ra thi trudng, vé doi sach giai quyét van de diét virus,
hai bén déu c6 phuong phap giai quyét riéng rat kho thwong lugng. Nhom marketing cho rang can
thong qua viéc diéu tra thi trudng rong 16n dé khai thic nhu cau that sy cua khach hang, dinh nghia quy
cach san pham. Ho da diéu tra hang traim khach hang, tham khao rat nhiéu béo cdo nghién ctru, lai
thong qua ca phiéu diéu tra thi trudng, sau do liét ké ti mi nhirng nhu cau cua thi trudng, yéu cau nhom



nghién ctru phat trién cin ctr theo d6 ma dua ra cac phat minh méi.

Nhom nghién ciru phat trién cé nhiéu kinh nghiém lai ¢6 cach giai thich khac d6i v&i nhu cau cua
khach hang. Ho cho rang c6 thé dung cac cach khic nhau dé giai quyét van dé ctia khach hang. Theo
ho, cong nghé¢ diét virus 1a s¢ truong cua Trend Micro, thanh cong ctia san phém trudc day la minh
chirng cho thanh céng ctia nhom nghién ctru phat trién, tai sao lai di duong vong, khong coi trong ¥
kién cua céc chuyén gia trong cong ty? Khach hang biét van dé nam & dau, nhung chua chic 1a da hiéu
nén giai quyet bang cong ngh¢ gi. Vi vay, phiéu diéu tra nhu cau thi truong chi can k€ ra nhirng Van dé
can giai quyét, khong nhat thiét phai quy dinh cach giai quyét van dé, nén dé khong gian phat trién cong
nghé cho nhdm nghién ctru phét trién phat huy.

Hai bén tranh chap, mic du tiép tuc hop tic, nhung déu khong thay thoai mai. Nhom marketing cho
rang nhdm nghién ctru phat trién khong ton trong ¥ kién cua khach hang, con nhdém nghién ctru phat
trién thi ki€n nghi nhom marketing can tim hi€u hon nira cong nghé diét virus.

Hoi nghi Pajamas

Pé tang cuong sy giao luu gitra hai nhom, t61 thiét k& mot cude hop va kéo bang duoc giam dbc san
xuat (PM) va giam ddc khai thac M) dén du, goi la Pajamas Party tai Manila, Philippin. Moi ngudi
khong mic do cong so ma mic do thuong ngay dé thé hién su giao luu mat thiét, hop ba ngay, cling
nhau bay to thuc luc, trao d6i y kién. Bén 18 hoi nghi, lai t6 chirc khiéu vii, 4n thit nuéng, boi 16i, danh
thuy chlen qua that khong c6 tro gi la khong choi. Piéu quan trong nhat chinh 13 xay dung nhén thire

“cling song cung chét” trong quan niém ctia hai nhom, nhat thiét 14y viéc ban duoc san pham lam muc
tiéu.

Hoi nghi 1an ndy tam thoi hoa giai duoc sy cing thang gitra hai nhom. Hai thang sau, gitta mot ngay
thang ba ning nhat, phan mém EPS (Enterprise Protection Strategy) c6 chira tit ca cac dong san pham
ctia chiing 61, tap trung cht yéu vao Control Manager va Outbreak Prevention Services, dugc tung ra
trén toan thé gidi va duoc rat nhiéu tap chi chuyén nganh khen ting.

Piéu dang tiéc 1a hoi nghi khong thé 1am cho hai nhém hoa hop 1au dai. Mau thuin gitta nhom
marketing va nhom nghién ctru phat trién van ton tai. Vao mua hé rat nong nuc ciia naim 2003 sau do,
chiing t6i budc phai diéu chinh lai t6 chirc. Mot 1an nita, ép Di Hoa, von dinh séng an phan voi cuong
vi giam doc ky thudt, chi biét quan ly sach lugc 16n, quan 1y cong viéc phat trién san pham cua nhom
nghién ctru phat trién; dong thoi diéu dong giam dbc san pham dudi quyén cua David L3, pho tong
giam d6c marketing, sang chd Di Hoa nham théng nhat chién luoc san pham. Ao nga Pajamas  khong
chia hai, ma PM va JM cung quy thanh mot bo phan. Pong thoi tach riéng nghién ciru phat trlen san
pham va quan ly chat luong san pham. Lu’orng Quéc Binh rut khoi bo phan nghién ctru phat trién san
pham, nhung van tlep tuc dam dwong vai trd quan 1y chat lugng san phdm va chi dao chu:ong trinh.
Nhu vay, moi bén déu co thue luc 16n, s& khong ¢ hién twgng “vira da bong vua thdi coi”. Quic Binh
con tiép nhan vi tri cua Trudng phong Thong tin Mark Day, quan 1y va phét trién mang ludi toan cau
cua Trend Micro.

Ttr do tro di, quy hoach chién luoc san pham va phan phéi von cho nghién ctru phat trién déu do gidam
déc ky thuat (CTO) nam giir, giai quyét cong viéc thuan loi hon. Ngoai ra, nhom quan ly chat luong
san pham con 1ap mot bo phan giam sat, dam bao hdi sinh toan bd strc séng cia ca to chirc.



Khi dau long ra di
Bo1i vi cong viéc do David Ld phu trach giam dan, anh n6i khan thiét:

“Pé phat trién, to chirc nay can phai chan chinh 1a dtng din va chinh xac. Chi ¢6 diéu to6i khong thich
chi 1am cong viéc marketing thi truong ma khong duge quyét dinh sach luge cho san pham.”

L5 da 1am viée 12 nam cho Inteldcwong viGiam ddc Marketing. Anh tirmg néi véi chiing t6i vé mot
loai van hoa thudng gip ¢ cong ty 16n ctia My, dugc goi 1a “Up hoidc Out”. Néu chirc vu khong thé
thing tién duoc hodc quyén han trach nhiém khong thé cao hon nita thi chinh 1a thoi diém can phai ra
di. Anh ciling dugc hun diac béi loai van hoa nay, khong thé tiép nhan dugc sy diéu chinh chirc vu.
Mac du ching t61 rat tiéc tai nang cling nhu coi trong tinh ban véi1 anh, nhung néu anh 6m chi 16n,
khong hai long vo1 cong viéc marketing, Trend Micro khong thé dap tng dugc ké hoach cua anh éy,
chi con cach tam thoi dé anh 4y ra di. L3 da co ging phu trach cac cong viéc, giup do ching t6i diéu
chinh lai to chre, sau khi giai thich 16 rang, can than cho cac nhan vién cap dudi va tham gia Hoi nghi
giam ddc cip cao cta Trend Micro dién ra vao thang 7/2003, anh chinh thirc néi 101 chia tay véi
chiing t6i. Budn ba trong 10ng, t6i ting anh mdt chiéc dong hd ma anh rat thich lam ky niém. Trong hai
nam hop tac véi nhau, trach nhiém cua anh éy rat 16n, anh da hét long tan tuy véi cong viéc cua Trend
Micro, thudong xuyén thirc dém, mé cac hoi nghi quéc té, tham chi vi cong viéc ma chua cham lo cho
gia dinh, cung xay dung tinh nghia dong cam cong kho vdi chiing toi.

N6i tam biét, khong thé khong thiy dau long

T61 cung tirng vai 1an suy nghi xem, c6 phai vin hoa cua Trend Micro qua hep hoi va c6 han ché ma
khong chap nhan dugc su giao luu kiéu My‘? Co phai ching t61 qua bénh vyc va thién vi cho nguo1
Trung Qubc, khién nhitng ngudi MY tai gioi khong thé hoa nhap vao tap thé? Cau hoi ndy ludn nung nau
trong toi. Sy thay doi t6 chirc khong thé tranh khoi su ra di ctia David L3 cliing rat nhiéu cudc ra di cta
cac ban mdi khién toi cam thay dau 1ong. Nhitng nhan vién marketing tai gioi ltic dau chuyén tir Intel
sang Trend Micro cung v6i LO déu tiép tuc & lai va nd luc phat trién cong viée. Do 1a Steve Quane,
phu trach quy hoach chién lugc phét trién san pham toan cau; Kelly Sims, nghién ctru diéu tra thi
truong; Lynette Owens, phu trach b phan tiéu thu chung. Trén cuong vi cta minh, ho hét 1ong vi cong
viéc, hon nita cang ngdy cang tan dong phuong thirc quan 1y da quéc gia ctia Trend Micro.

C4 nha Steve Quane di cu dén Pai Bic, 1a hang x6m than can véi chung t61, tham chi khi dich SARS
bung phat ciing khong dam roi khoi Pai Loan, con don ba ndi va me chong dén di du ngoan thang canh.
Kelly Sims néi rang anh rat vui mirng vi viéc diéu tra nghién ctru thi trudng ctia anh da phat huy tac
dung, tré thanh mot thtr tinh bao khong thé thiéu khi Minh Chinh hoach dinh sach lugc. Lyette Owens
13 nguoi hoat bat, dang yéu, kinh nghiém phong phti. C6 dam nhiém céng viéc tiéu thu chung cua tong
b6 ¢ Thung liing Silicon. Nhém hon muoi ngudi tré tudi, cd chuyén mon dudi su 1anh dao ciia co ngiy
cang lam viéc hiéu qua. Co néi rang chién lugc san pham hién nay rat rd rang, thoi gian trinh tr dua
san pham ra rat cy thé, chiing t6i tran day niém tin vao tién d6 cta Trend Micro.

Nhitng diéu khang dinh nay d4 an ti ching t6i rat nhiéu. Vay 1a quan 1y da qubc gia khong that bai, su
ra di cua LS David 1a dé cho t6 chtrc hoat dong hiéu qua hon va thong nhat duoc chién luge san pham.
Sau ndy, Minh Chinh ciing v&i ngudi ban thin 1au nim 1a Pho Tong Giam ddc ctia Microsoft Charles
Stevens da gip va ndi chuyén voi nhau tai Seattle. Luc d6, chung toi méi biét Microsoft ciing da vai



lan dleu chinh t6 chirc bo phan quan ly san pham va bo phan quan 1y nghién ciru phat trién. Gan day
co ciu vira moi hoan thanh vo1 to chirc mo1 cua chung t0i d& dom hoa két trai. Piéu ndy phai ching c6
thé n6i tim mét anh hing thudng gidng nhau!

Cong ty xuyén qudc gia

Trong bai viét “Borders are So 20th Century”’(Nhitng bién giéi & thé ky XX) dang trén muc Cong nghé
thong tin cua tap chi Business Weekly(My) ngay 22/9/2003 da dan dinh nghia cta Gido su Prahalad
ctia Hoc vién kinh doanh Michigan, chia qudc té hoa doanh nghiép thanh 4 giai doan: (i) giai doan thir
nhat, doanh nghiép kinh doanh duy nhit & mot quoc gia, sau d6 dua san pham dén qudc gia khac; (i1)
giai doan thtr hai, cac doanh nghiép xuyén qubc gia thanh 1ap cac chi nhanh cong ty & nude ngoai dé
xir 1y cac sy viée xdy ra & ngay quoc gia do; (iii) giai doan thir ba, doanh nghiép c6 thé chuyén hoan
toan vi¢c kinh doanh cua mét bo phan dén hoat dong ¢ nude khac; (iv) giai doan thtr tu cua qua trinh
toan cau hoa ndy c6 thé goi 1a cong ty siéu quoc gia, cac nhan vién cao cap nam quyén kinh doanh, cac
vi tri quan trong déu dugc sap xép O cac quic gia khac nhau trén thé giéi nham phat huy vu diém,
chiang han nhu nhén i, tién bac, gia thanh san pham thip hay gan giii dugc khach hang quan trong...
tang cudng surc canh tranh. Bai viét ndy da 14y Trend Micro lam vi dy, n61 r6 doanh nghiép lam thé
ndo 14y viéc xuyén qubc gia 1am muyc tiéu, thach thirc véi co cau td chirc doanh nghiép truyén thong.

Vo1 viéc léy Trend Micro 1am vi dy, b phan tai chinh dat tai Tokyo, no1 co phiéu cong ty dugc niém
yét, bo phin nghién ctru, phat trién san pham dit tai Dai Loan, noi ¢ nhitng nhin tai, bo phan
marketing dat tai trung tdm cong ngh¢ thong tin cia My, Thung lung Silicon. Co ciu t6 chirc nhu vay
khong bi han ché boi diém manh hay yéu cua mot quoc gia. Pé moi ngudi khong thé khong nhin nhin
lai ¥ nghia ctia cong ty xuyén qudc gia, 6 can mot nude chinh lam cin cit hay khong? Tong cong ty
ctia doanh nghiép dai dién cho cai gi? Khong thé phan b cac chirc ning ctia doanh nghiép dén cac noi
trén thé giéi sao?

Trong bai viét nay, tac gia Steve Hamm dé tham quan 12 cOng ty qubc gia, bao gdm Trend Micro,
Logitech, cong ty phan mém An Do Wipro, cong ty phan mém g dung Canada Cognos... Tu khi bat
dau tlep xtic v&i chung tdi cho dén khi viét xong ban thao, ton rat nhiéu thoi gian. Sau khi phong van
rat nhiéu nguo1 khac nhau cua Trend Micro, tan dung co hdi Minh Chinh hop & New York, n61 chuyén
v6i Minh Chinh hai tiéng dong ho tai tru s¢ Manhattan, mot tuan trudc khi giri ban thao lai phong van
mot 1an nita. M6t nhom quay phim gdm bén ngudi chup anh mot budi chiéu trong nha ctia ching t6i &
Los Angeles. Bai viét chi yéu 14y vi du 13 Trend Micro, birc 4nh to 1a Minh Chinh, quan bai tiy bay
trén dau 13 mot cach ndi an du. Minh Chinh ding ma thuat & pha v& hang rao vin hoa.

Sau khi bai viét dugc dang, chung t61 1ap tirc nhan duoc rat nhiéu su c6 vii ctia ban be. Gido su Paine
cua Hoc vién kinh t€¢ Harvard chuyén nghién ctru vé Trend Micro cling chia vui véi thanh tiru cua
chiing t61. Ba viét email cho ching toi:

“Thuc ra tap chi Business Weekly cling da n61 chuyén voi to1 vé viée tim hieu Trend Micro tur rat lau,
t01 con cung cap cac tai ligu ma tdi co cho ho, chi ¢ diéu dudong nhu khong néi ra nhitng diéu ma ho
co thé dan du ra tho1?”

Trong 101 ndi ctia gido su dudng nhu con ¢é sy xin 16i. Toi rat cam on Hoc vién Kinh té Harvard da
tao co hoi hudng dan chung t61, khuyén khich chiing t61 sdng 1ap ra phuong thirc quan 1y kinh doanh.



To1 cling rat kham phuc cach lam vi€c cua tap chi Business Weekly. Ho dleu tra ti mi, hoi y kién gidi
hoc thuat rdi méi 14y Trend Micro 1am vi du viét ra 1y lun “xuyén qudc gia”.

Puong nhién, diéu khién nhan vién Trend Micro vui mirng nhat 13, ngay doan mé dau di khang dinh
Trend Micro luon cung cap phuong an diét virus sém hon d6i thil canh tranh Symantec khoang 30
phuat. Bai viét khang dinh phuong thirc quan ly xuyén qubc gia 1a mot  trong nhirng nguyén nhan giap
ching t61 hoat dong c6 hi¢u qua hon so voi dbi thu canh tranh. Mot t6 chirc xuyén qudc gia 1y twong
hon so v&i mot td chire chi hoat dong & mot quoc gia doc lap.

Thach thirc tha vi nhét

Bai viét ndy cling nhic dén nhirng thach thirc ma ching t6i phai d6i mat, cho rang d6i voi cong ty kinh
doanh xuyén qubc gia thi viéc quan 1y s& 1a mot thach thirc 16, vi 1anh dao cao cap duoc sap x€p vao
thot gian, khu vuce va chau luc khac nhau, phuong thire trao d6i cong viéc va nhitng quy tic thuong gap
cua hoat dong kinh doanh s€ kho duy tri. Sy tién bo cua cong nghé mang 13 nguyén nhan chu yéu dé
doanh nghiép xuyén qudc gia viron minh trdi day. Pé vuot qua sukhac biét vin hoa gitra cac nudc,
chiing t6i str dung céac hinh thirc email, tin nhan hay hoi thao tir xa dé giao luu, trao d6i cong viéc, con
quan 1y kinh doanh thi giéng nhu mang luéi 4o ctia may tinh. Kinh nghiém duoc tich lity khong ngirng
nhét dinh s& c6 mot ngay tién t&i hoa hop vao mang ludi hoat dong kinh doanh toan cau, tré thanh
doanh nghiép dién hinh theo phurong thirc quan 1y mdi. Chién lugc cot 161 két hop hoat dong kinh
doanh khi d6 c6 thé phu hop v6i bat cir quy md, cong ty kinh doanh nio.

Chting t6i khong phii nhan mang Internet 1a cong cu giao tiép quan trong, nhung nhu Minh Chinh
thudng noi:

“Vian hoa khong gidng nhau gitta cdc nude 13 van dé con ton tai 1au dai. Ching ta chi c6 thé 1ay vin
hoa doanh nghiép dé thu phuc long ngudi, hoa hop tap thé cdc nudce thanh mot tap thé chung, luon no
lyc vi myc ti€u ctiia cong ty”.

Kinh nghiém quan ly cua ban than khién chiing toi cang ngay cang hiéu duoc van hoa doanh nghiép
moi la van dé mau chét cua giao luu chan chinh, cling la mach song quan trong ma cong ty xuyén qubc
gia can duy tri. Piéu d6 gitip t6i dan dan chuyén trong tAm cong viéc tir marketing sang van hoa doanh
nghiép va giao tiép ndi bo, tiép nhan thach thirc mai.

Cho du biét quan Iy cong ty xuyén qudc gia 1a thach thirc kho khin, bai viét chuyén dé nay van khang
dinh day 1a Trend Micro cua tuong lai, toan cau hoa, tién thém mét budce nita, o rang 1a mot budc tién
16n, khong thé 1am cham, kéo dai thoi gian nhung ciing khong thé qua nhanh. Theo du doan cua ho, rat
nhiéu cong ty moi thanh 1ap s€ co co hoi tién xa, thir nghiém hoat dong kinh doanh theo phuong thire
méi. Nhung giong nhu Trend Micro da tr¢ thanh cong ty xuyén quoc gia theo kiéu moi thi nhat thiét
phai nang cao hoat dong kinh doanh da qudc gia. Doanh nghiép xuyén qudc gia thoi hién dai nhat thiét
phai d6i mit voi stc ép mo 1ong thi trudng moi, theo dudi hoat dong kinh doanh c6 hiéu qua, thi
khong thé khong kinh qua diéu nay.

Con duong quan 1y da qudc gia ma ching t61 dd mod mam di cho dén ngay hom nay va van dang khong
ngurng tim kiém dé hy vong c6 thé xay dung van hoa cong ty hoa dong. V&1 Trend Micro, day 1a xu thé
tat yeu, cling 1a 1y tudng cia chung toi.



Néu chinh tri khong thé giai quyét dugc rao can bién gidi quoc gia, kinh thanh ciing khong c6 cach nio
loai trir dugc su khac biét vé ton gido, thi ching ta hiy tao ra van hoa phu hop véi Trend Micro trong
nhitng hoat dong kinh doanh cong bang, 1ién két con ngudi voi nhau, nd luc vi muc tiéu chung cua cong
ty. D6 chinh 1a mot phan ctia Iy twong. Pat dén d6 hoan my 1a diéu rat khé xay ra, nhung chinh vi vay,
n6 méi trd thanh thach thire thi vi nhat.



CHUONG 9

Pat dén dinh cao

Chung ta that may min, khi c6 thé gip g& va giao luu v6i nhiéu ngudi co qubc tich khac nhau, bat tay
nhau dé phat ra nhirng tia sang dep cua Trend Micro, roi chi€u vao nhitng ho1 trc tét dep cua nhau.

Néu Trend Micro c6 thé dat dén dinh cao, c6 thé dé lai bat ky dau an nao, thi d6 nhat dinh phai 1a
thanh qua cta su hop tdc ctia moi to chirc trén toan cau.

Puong nhién, tao ra mot “Xu thé khong gi ngan canndi”, lai cang phai 1a sitc manh tong hop ctia thién
tho1, dia 1o, nhan hoa.

Cho du trong do6i ngii ctia Trend Micro, mdi ngudi c6 hoan canh khac nhau, vin hoa khac nhau, ciing
nhu khong tranh khoi ¢ nhitng va cham can phai dan xép, nhung vé co ban, moi ngudi déu chap nhin
van hoa da dang cua Cong ty Trend Micro. Ngay tir nam 1992, t61 da ton vinh van hoa dé caosu sang
tao, giao luwu va thay doi. Ngoai ra, rat nhiéu khia canh khac trong van hoa ctia chiing t61 dé dugc hinh
thanh cung v&i su phat trlen tw nhién, vi du: co1 mo va tu do, hop tac xuyén quoc gia, san sang tiép thu
cai moi khong phan biét cap bac. Tat ca nhirng nét van hoa nay déu dn sau vao suy nghi cua nhan vién
Trend Micro va c6 anh hudng siu rong dén hoat dong ctia cong ty.

Nhé lai nam 2000, Trend Micro tai nudc Anh c6 50 nhan vién, Minh Chinh va t61 t61 d6 thi sat voi
muc dich gap mat tat ca moi nguoi va t6 chirc mdt cudc hop. Ho da lam mot viéc rat mGi mé va tha vi
khi thué mot chiéce tau thuy tha xudi dong song Thames. Trén boong tau, d6i nhac Jazz gdm ba ngudi
biéu dién truc tiép, tﬁng dudi thi to chic tiéc ruou va phuc vu bira t6i. Chiéu dén, chung t61 hop ban
cung vo1 toan bo nhan vién Trend Micro, sau do giao luu van ngh¢. Trén than tau chong chanh, Minh
Chinh van kién tri sir dung may chiéu dé gidi thiéu vé cac chién luoc va phuong hudng cua cong ty,
khuyen khich moi ngud1 m¢ thém chi nhanh cta Trend Micro tai Anh. Sau do, rat nhiéu nguoi thic
méac, chung t6i déu tra 101 rat cu thé. Sau cudc hop, trong tiéng nhac Jazz, moi ngudi ning coc, tay cam
dia thirc an, di lai gitra cac khoang tau, noi chuyén lam quen v6i nhau. Minh Chinh cao hirng con biéu
dién ao thuat, khong khi 4m cting va nio nhiét.

T6i chii y dén mot chang ki su tré tudi deo hoa tai. Trén tau c6 nhiéu ngudi dén tir cac qubc gia khac
nhau nhu Tho Nhi Ky, Nam Phi, Ailen, thim chi c6 ca ngudi Ang-glo Xac-xong chinh théng. Trend
Micro & nudc Anh phat trién chim, tén tudi cling chwra ndi tiéng. Tat ca ho déu xuat than tir gidi cong
nghé thong tin, gia nhap khi cong ty da c6 mat trén thi trudong chirng khoan. T61 da tién lai ho va hoi:
“Tai1 sao ban lai gia nhap vao Trend Micro?”, c6 rat nhiéu nguo1 khong hen ma déu tra 1oi: “Toi yéu
thich vin hoa cta Trend Micro, 1am viéc & day, t6i cam thdy rat vui vé thoai mai”. Téi lai hoi: “Cai gi



la van hoa cua Trend Micro?”, c() nguo1 tra 101: “su hgp tac trong cong ty 1a khong c6 gidi han, ton
trong van hoa cua cac qubc gia”. Con nhirng nguoi khac thi lai cho rang: “P6 1a sy khong ngimg tim
tOi sang tao, tit ca moi ngudi déu c6 thé ty do phat huy ban than”. Cau tra 101 ctia chang k¥ su tré tudi
lam t61 mim cuoi:

“Ba thur nght, néu t6i 1am viéc & bat ky mot cong ty nao, dya vao kinh nghiém va vi tri cua t61, lam sao
t6i c6 thé ngdi ndi chuyén vo1 nguoi sang lap. Tai day ching ta cung uéng ruou va ndi chuyén. Ngai
CEO con rat vui vé, biéu dién 4o thuat, day chinh 1a diém hap din moi ngudi cua Trend Micro™.

T6i khong thé khong co cam gidc tu kiéu giong nhu nhan vét chinh trong tic phim AQ chinh truyén cua
dai van hao LO Tan. Vi cong dan cua Anh déu tu hao vé vin hoa ctia minh, nhung khi vao Trend Micro
van bi vin hoa cua Trend Micro thu hit. Van héa Trend Micro khong phai 13 vin hoa ctia nguoi Trung
Qudc, ciing chang phai cua ngudi Anh hay ngudi Nhat Ban, cting khong phan biét 1a van hoa phuong
bong hay phuong Tay, ma la thir van hoa vuot qua rao can qudc gia hay sac tdc, mot thir van hoa ma
moi nhan vién ctia Trend Micro déu cam nhan duoc va yéu quy.

Poi mit véi thach thire

Tuy nhién, van hoa ma moi nguoi déu chip nhan va yéu thich tir bao nim nay, déu phai d6i mit véi
thach thirc cia moi truong va thoi dai. Van hoa 1a mot thuc thé sdng. N6 phan anh kiéu hanh vi cta
mot tap thé nguoi séng tai mot thoi diém, mot khong gian xac dinh; nd con la luan thuong dao 1y ma
con nguoi coi trong cling nhu 1a quan diém gia tri ma ho tao ra. Khi thoi dai thay ddi, van hoa sé thay
doi theo.

Khi chiing t61 mé1 khoi nghiép, mot nhom ky su da tap trung dudi su 1anh dao cuia Minh Chinh va Di
Hoa. Giira ho c6 mdt diém chung ndi bat 1a “yéu thich cong nghé méi”. Tuy rang t6i khong phai 13 dan
k¥ thuat, nhung cling sung bai sy sang tao lam viéc gi ciing ludn nghi cach thay d6i. Hon nita, t6i yéu
quy chong va em gai, nhitng con ngudi “yéu thich cong ngh¢ sang tao”. Vi thé, ciing co thé coi t6i c6
moi quan h¢ vo1 nhom kinh doanh nay. Vo1 nhing 1y luan d6ng nhat nhu thé, sang tao 1a mot trong
nhitng gia tri tao 1én goc ré ctia Trend Micro vao budi dau thanh lap.

Cé tinh ctia Minh Chinh c6 sitc cam héa manh mé. Nhitng ngudi gia nhap vao Trend Micro sau ndy rat
dé bi anh huong va s& c6 chung quan diém gia tri nhu thé. Do Minh Chinh ludn dé cao tinh can thiét
ctia thay doi, chua bao gid so hii trude bat ctr thach thirc méi ndo, ludn sin sang chudn bi tmg bién dé
phat trién. Vi thé ma nhirng ngudi xung quanh ty nhién ciing theo budc chan ctia anh 4y ma tién 1én
phia trude. Tuy moi ngudi cling thudng phai chiu dung mbi bat an do sy thay doi nay mang lai, nhung
van rat ting ho sy thay d6i nhu 12 mot phan hé gia trj ctia minh.

Con veé su giao tiép, chiing to1 tirng nhiéu 1an nhan manh tinh quan trong cua nd boi vi d6i véi mot to
chirc xuyén quoc gia, giao tiép khong bao gid 1a du. Gitra cac quoc gia va phong ban khac nhau ma
khéng c6 sy truyén dat thong tin mot cach co hiéu qua thi ca mot t6 chirc s& g10ng nhu mot can nha
khong c6 cot. Viée xdy dung gia tri ndy xuat phat tir danh gia ctia ching ta vé “sy chwa ddy du” ctia
viéc truyén dat théng tin, co nghia 14 ching ta phai tin twdng 1a nd vo cung can thiét dé nang cao sirc
manh ndi tai cta cong ty. Boi vi trong vin hoa cua chiing t6i, giao tiép khong tir nhién hinh thanh gidng
nhu hai yéu o trude, ma lai dugc hinh thanh do nhu cau thiét yéu va ching t6i can phai thic day va
thuyét phuc moi nhan vién nhan thic 16 tim quan trong cua gia tri nay.



Khi mdi truong kinh doanh chuyén dan tir thoi ky bung nd mang Internet va quay trd lai hinh thirc kinh
doanh co ban nhu thuong 18, ddi tugng khach hang ciia chiing toi, tir c4 nhan ngudi str dung da mo
rong ra cac cong ty vira va nho, ciing nhu céc tp doan da qudc gia. Nhitng con virus ma chiing toi
phai di mit, tir mot con virus don 1¢ 14y lan qua dia tir cia may vi tinh tro thanh nhitng con virus phat
tan voi toc do chong mit qua cac mang bang thong rong. Chién lugce san pham ctia chiing t6i, tir chd

“tap trung vao cong nghé chuyén hudng sang chi trong dich vy”. Cung v6i nhitng sy thay doi nay, noi
b cong ty thay d6i co cau. Khi theo doi bang “co cAu nhan luc” cta cong ty, toi da phat hién ra rang
1/3 s6 nhan vién cua Trend Micro chi md1 gia nhap cong ty tr ndm 2000, tirc 1a sau thoi ky bung nd
mang Internet. Phan 16n ho déu da dugc dao tao va tich lity duoc kinh nghiép tir cac cong ty khac. Do
vay, nhu mot € tu nhién, ho mang theo cung nhiing van hoa tu duy khac nhau. O mot s6 noi nhu Nhat
Ban, Dai Loan, Philippin, Nam Kinh, ching t61 lai thu hat rat nhiéu nhan luc tré, nhiéu nguo1 vira moi
budc vao do tudi lao dong hay moi t6t nghiép dai hoc. Ho thudc 16p thé hé mdi, nghe céc thé loai
nhac khac nhau, mic nhiéu kiéu quin 4o khac nhau, dwong nhién sé& c6 ¥ tudng va cach nghi khac nhau.
Téi bat dau hoai nghi khong biét ho c6 thé chap nhan dugc van hda Trend Micro hay khong? Ho c6
hiéu bdi canh lich str, quan niém k¥ thuat cling nhu triét 1y kinh doanh ctia Trend Micro khong?

C6 nhiéu giam ddc sau nay khi tham gia vao Trend Micro ciing xung dot voi van hoa nguyén thay
Trend Micro. Luu Gia Ung da dugc dao tao rat bai ban & IBM Dai Loan, HP, Oracle, Novell, vé sau
lai duoc huin luyén, tich I{iy kinh nghiém & Acer nén linh hdi duge van hda cua cac cong ty khac nhau.
Lan d4u tién phat biéu trudc hon 400 dong nghiép ctia Trend Micro tai Pai Loan, 6ng mic dong phuc
cua cong ty 1a 4o phong voi logo ¢6 mau den va do, budce 1én buc noi: “Gia nhap vao Trend Micro,
co1 bo b com-1€ khlen cho t6i co cam gidc tré ra mudi miy tudi”. Trd nén tré trung ning dong, dam
thay d6i, vui vé giao tiép, khong ngimg sang tao chinh 14 nhitng nét tiéu biéu cua vin héa Trend Micro.
N6 da thu hat rat nhiéu nhan tai toi gop strc, nhung sau khi gia nhap, ho lai thudng bi stng sot boi
nhirng thiéu sot trong hé théng quan 1y ctia Trend Micro. Luu Gia Ung tung n6i: “Khong thé tin dugc
v6i hé théng ERP (Quan tri tai nguyén doanh nghi¢p) khong co tinh thong nhat toan cau, Trend Micro
lam sao co thé quan 1y nhiéu chi nhanh nhu thé ma khong xay ra so suat.” Dung vay, ching t61 rit may
min, ting dy nam troi chi dya vao cam hoa dao dirc va tinh than 1am viéc tap thé. Tuy rang cting co
mot loat nhirng sai sot nhd nhu vy ton hang & Brazil, hay giam doc & Phap tron thué, truéng phong &
Nhat Ban tiéu tién nhu pha. .., nhung chua tirng c6 sai 1am 16n. Vi mot to chire roi rac va hinh thirc
quan 1y dan chi, khong c6 hé thong théng tin dong bd dé két ndi s& rat nguy hiém. Luu Gia Ung dem t&i
rat nhiéu kinh nghiém quan 1y phong phti va thue té ma ong tim dac, timg bude nd luc thic day su
théng nhat ctia hé thong ERP Trend Micro trén toan thé gidi.

Biéu ngir dan trén tudng

Nick Dederer, dén tir Intel, gitr vi tri COO cling rat nd luc dua Trend Micro dén giai doan hoat dong
kinh doanh chin mudi. Ong da xay dung mot hé théng tai chinh ké toan ndi bo nghiém ngat, phéi hop
v6i Giam ddc Tai chinh Mahendra Neigi, dua hé thong tai chinh ctia Trend Micro budc 1én tim cao
mdi. Ong gidng nhu ngudi cha ngoai mit nghiém khic, nhung bén trong nhan tir, hién lanh. Ong lu6n an
can chi bao doi ngii nhan vién tré trong cong ty, mong mudn moi ngudi ludn virng vang. Quy I nim
2002, tai cudc hop ban quan tri, 6ng da dua ra dé xuat hy vong s¢€ kiém tra lai cac phuong thirc cliing
¢ van hoa ctia Trend Micro. Ong noi:

“Hién nay d6i twong khach hang ctia chung ta 13 cac tip doan 10n trén toan thé gii, hoat dong trong



cac 1inh vuc trong diém ctia an ninh mang. Trach nhiém doi véi xa hoi cua ching ta 13 khong nhd,
khong thé dirng lai & giai doan tré ngudi non da chi quen nhdy nhot: Van héa cua ching ta tuy rat tot,
nhung lai thiéu di sy htra hen v&i khach hang, hon nita su tuyén truyén trong ndi b lai khong du.”

Pén cudi nam 2000, chung t61 da chinh thirc xac dinh dugc tam nhin, s& ménh va chién lugc cua
Trend Micro. Ngoai viéc cting c6 vin hoa, dé ting cudng nhin thirc cua khach hang vé dich vu, ching
t61 bo sung thém mot gia tri vin hoa méi 1a khach hang. Trong cac cudc hop qudc té, chung i cling da
khong ngirng nhdn manh tim quan trong ctia gia tri thtr tu ndy. Chung t6i da glri email nhac nho tat ca
moi ngudi va cong bd rong rii trén website ndi bo cua cong ty. Chung t61 con dan cac ap phich khap
moi not, tham chi trong phong ve sinh cling co thé nhin thay tAm nhin, st ménh, chién lugc va van hoa
ctia Trend Micro. L& ndo nhu thé cling van chua du? Thé 1a t6i lién néu ra ¥ kién phan bac.

“Quang c4o & trén tudng chi 13 biéu ngir. Thir hoi xung quanh xem c6 ai biét ¥ nghia that su cua vin
hoa d6? Co6 bao nhiéu nguoi hiéu dugce gia tri van hoa tha tu 1a gi?”.

To1 khong néi gi nira, thuce t€ 1a van chua hiéu ré vé chuyén nay, moi ngudi van can phai ¢6 gang thém.
D61 mdi van hoa

Sau khi trai qua nhirng tranh luan bién ching gay gét, chung to1 lai bt dau vach ra tAm nhin, s& ménh
cling nhu chién lugce trong twong lai cia Trend Micro nhu sau:

Ngoai van hoa di cé tir trudc, bay gio xuat hién thém mot gia tri nita: sy dang tin cy.

Sau khi thao luan, Iira chon, chung t6i nhan thiy rang, nhu mot phan cta nganh an ninh mang, diéu ma
khach hiang mong mudn nhat 13 nhitng ddi tac dang tin cay. Trend Micro chua bao gio s¢ thay doi, luon
cung nhip budc voi thot dai, da xay dung mot thuwong hi¢u kha uy tin trén cac linh vyc cong ngh¢ va
san phém sang tao, dich vu chim séc khach hang chu dong, trong khi vin hoa cii van ton tai manh mé
trong ndi bd cong ty. Nhung & co ché va thi tuc van hanh, chung tdi van con thiéu cac quy tic dong bo
va tinh than tuin thu nghiém tac. C6 tinh tmg bién linh hoat 14 tot, nhung néu khong c6 dudng 10i 19
rang, nhan vién s& c6 cam giac rdi loan, ludn trong tinh trang bét an, thim chi 1a hiéu nham Tu do sé
sinh ra ché do quan liéu ctng nhic. Dya trén nhitng nguyén tac ton trong quyén c4 nhan Von co, ching
to1 hy vong moi nguoi s€ ty giac tao nén cac gla tri da trén pham chat, tinh cach ctia mbi nguoi, dé ai
cling tré thanh ddi tac 1am viéc “dang tin cay”, thé hién tim niém, phong cach ctia toan bo cong ty.

Su dang tin cay khong gidng véi su tin cdy. N6 c6 ¥ nghia co vil tinh than thanh khan, ¢ ¥ nghia that
tha cao hon. N6 ciling khong phai 1a bat nguoi ta “phai tin t61”, ma 1a ty yéu cau minh phai tré thanh
“dang tin cay”.

Sudt nhitng ndm 1990, cac con chip may tinh cta Intel d& mac phai mot 16i trong logic todn. Cong
d6ng mang da nghi ngd, dong thoi cling thao luan rat nhiéu. Nhung bén chiu trach nhiém k thuat thi lai
khéng chiu nhan 181, cho rang 16i cua thut toan ndy trén thyc té phat sinh rat it. Do do, Intel khong co
hanh dong nao. Nhung sy phé binh cua cur dan mang ngay cang gay git, khong chi nhim vao 16i ndy ma
con nhim vao van hoa va su thanh thit ctia cong ty. Piéu nay khién gia cb phleu cua Intel syt giam, va
cudi cung thi chu tich cong ty phai dich than 1én tiéng nhan 13i, va tuyén b thu hdi toan bd chuong
trinh m&i 1am yén con séng gié ngoai y mudn nay.



Chung t6i ké cau chuyén nay dé n6i 1én gia tri ctia “sudang tin ciy”. Con ngudi khong phai 1a than
thanh, khong thé khong mac 15i. Nhitng san pham do con ngudi 1am ra khong thé khong ¢ ti vét? Pé
chiém dugc 1ong tin ctia moi ngudi, thay bang ngoan ¢, bao thithi hay phan biét phai trai roi nhan 15i.
Cong khai nhan 16i 1a hanh vi that sy dang dugc tin cay. Boi vi c6 nhan ra 16i ctia minh mdi cé thé stra
d6i, co diing cam nhan 18i méi c6 thé c6 tinh than trach nhiém. Trend Micro hy vong thir ma minh s&
¢6 vii 1a van hoa thanh tin thuc tai; khong hira hen qua mirc, nhitng vi¢c chua lam dugc thi bao cao
dung mirc méi c6 thé ndm tinh hinh chinh xac. N6i cach khac, nhirng viéc da nhan 16i thi nhit dinh
phai 1am bang duoc, cling ¢6 nghia 1a “néi nhirng diéu minh lam duogc, 1am nhitng diéu minh ndi
duogc”.

Gia tr1 “dang tin cdy” da dat nén mong virng chic cho van hoa cua cong ty. Bét ké 1a sang tao, thay doi
hay giao tiép déu phai dugc xay dung trén co sO cua niém tin, d6i v4i khach hang thi cang phai lay
niém tin lam co s&. Trong mot t6 churc, phai dam bao dugc uy tin cua toan bo t6 chirc, bt bude phai
c6 ché @6 va trinh ty dé cung nhau tuan thu. Pay ciling chinh 14 dung ¥ bén trong cta gia tri “déng tin
cay”. Diéu ndy ching t6i nén ting cudng xay dung, dam bao chip hanh, vi thé s& dua chir E trong
chién lugc FAMES vén 1a dai dién cho Expert (chuyén gia) doi thinh Execution (Piéu hanh).

Lan kiém tra dé xac dinh rd tAm nhin, st ménh, chién luoc va van hoa cla cong ty mat diang bon thang.
Thao luan nhiéu 1an, tranh cii, stra doi, trung cau dan y, thir nghiém c6 ghi chép déy dua khong, ¢6 nhan
duoc sy dong tinh ctia cac can bo cdt can hay khong? Thang 7/2001, tai Trung tim chdm soc khach
hang ctia Trend Micro & Lake Forest, My, cudc hop thudng nién kéo dai ba ngay da xac nhan mot 1an
nita. Mo1 nguoi déu déng thuan, théy réng tAm nhin, s ménh, chién lwgc dén van hoa déu phai c6 tinh
than va nhat quan thi méi thanh cong dugc.

Go1 y ctua dinh nii Himalaya

Sap dén ky nghi he, con trai 16n ctia t6i s& tot nghiép Truong dai hoc California, Chung to1 quyet dinh
thuong cho n6 mot chuyen di Tay Tang ma n6 ao udc dé lau. Bung vao ngay cudi cung cua Lé hoi Sira
rat 1on duoc t6 chirc mdi ndm mot 1an & Tay Tang, Minh Chinh, t6i va con trai s& xuat phat tir Pai
Loan, tir Thanh P6 — Tt Xuyén dén thu phil ctia TAy Tang Lhasa. Ptra nho thi dang di hoc nén khong di
cung ching t6i duoc, trude khi di t6i da dwa chéau di xem David Copperfield biéu dién ¢ Pai Loan.

Pé chuin bi cho chuyén di cao nguyén niy, hai thang trudc, toi da bat dau chi y dén an udng, van
d6ng. Minh Chinh néi chuyén di nay khong chi 1a di nghi, ma phai leo nai, da ngoai, khong thé tim
rira, khong c6 nha vé sinh, dua ra rat nhiéu 1y do nham hi doa nguoi wa sach s& nhur tdi vi khong mudn
to1 di cung. La nguoi phu nir duy nhat trong nha, trong su lya chon di du lich cta toan gia dinh, t61
danh phai thiéu s6 phuc ting da s6. Két qua bo phiéu thuong 14 di mot vai noi it hip din khach du
lich, nhu 1a ring nhiét d61 & Malaysia, khu dia dao & Viét Nam hay cau ca hoéi & Iceland, di bé trén
song Green River ¢ Colorado. My niam tré lai ddy, t6i ciing quen dan, ciing trd nén yéu thich kiéu di
du lich tham hiém nhu thé. Nhung 1an nay, con trai t6i va Minh Chinh d3 ban bac k¥, mudn di mao
hiém hon, ty do hon. T6i tham tinh, kho nhu thé ndo ciing phai di cuing, khong thi sau nay lam sao co
co hdi di cting voi mot thanh nién 20 tudi dang tran tré strc séng (con trai), mot anh chang dang & do
chin ctia kinh nghiém (huéng din vién du lich) va nguoi ban doi dang budc vao cai tudi 40 (Minh
Chinh) bang rimg vuot bién di Tay Tang? Véi toi, di TAy Tang chic chan 1a cudc hanh trinh ma ca
cudc do1 té1 ao udec.



Vi thé ma t6i khac phuc moi kho khan, huy cudc hen voi Han Lwong Lo, Chau Toan V6, Vuong Hao
Uy dé di Ty Tang. Ngay dau tién khi dén Lhasa, t6i di bi 6m do chong mdt vi do cao. Du da udng
thuéc du phong do c6 em ho Pinh Ky Van chuan bi nhung dau 6c t6i van mé man. Minh Chinh thi bat
chip, trua hdm d6 dem hanh 1y vao khach san Lhasa, 1ap tirc ha 1énh xuat phat di xem ngay cudi ciing
ctia L& hoi Sira. Chung toi ngdi trén xe zeep gip ghénh di vao chua, hai bén dudng c6 rat nhiéu hang
tap hoa, vo s6 hang qua, hang tha cong my nghé ctia cac noi tir Mong C6, Tay Tang, T Xuyén, Ho
Nam dén Tan Cuong... Vit hoi duge to chirc trén mot san rong trong chila, ngudi xem chat nich, nhung
khong c6 béc thang cting khong c6 khan dai nén t61 phai vira xem vira nhay [én, nhung cang xem thi
cang nhurc dau, nén phai cau ctru Minh Chinh. Vé dén khach san, nam trén cai givong clng cing, 4m
mbc t6i lai cang nhirc dau hon. Toi bat dau h6i han vi da nhat quyét doi di.

The nhung, miy ngay tiép theo 1a di 18 & cung Pat-ta, dén chua Triét Phong xem Lat-ma tung kinh va
cam trai ngodi troi, xem mua d4 ¢ hd La-mu-xua.

Ngay thang tam, tuyét roi manh chit thanh tirg ddng can hét duong di, tra sita cua nhitng ngudi dan du
muc, di¢u mia, di€u nhay trong 1& hoi 1a nhitng diéu ma chung to1 s¢€ chéng bao gio quén dugc. Minh
Chinh 1am 4o thuit cho céc tiéu Lat-ma xem ma ¢b ¥ dé cho ho doan ra. Trén nhitng bii bong 16 thién
bén duong, con trai toi so tai cao thip véi cac chang trai ctia thio nguyén nhung cudi cing phai chiu
thua. To1 thi cung nhau muia hat voi cac ¢6 gai Tay Tang xinh dep. Mot dira tre sau, bay tu6i bén 1&n
lay mot tap du ky nhét duoc cua khach du lich d6i cho t6i 14y cay bit bi. Nhitng kinh nghiém qua moi
1an tiép xtic v6i ngudi dan so tai cang lam cho chung tdi ¢6 duoc chit nhan thirc vé nhan vin, ton gido
Tay Tang.

Ciing khong ngd rang chuyén di 1én dinh Himalaya 1an d6, lai mo ra phong trao Paramount “1én t&i
dinh cao” ctia cong nghé toan cau Trend Micro.

Chting t6i lai 18n xe di tir Lhasa t&i Shigatse, sau khi vurot qua nhitng ngon nai can cdi, ching t6i da
to1 chan dinh Everest. Sau mot dém nghi ngoi tai tu vién Rongbuk Monastery, tu vién & vi tri cao nhat
thé gid1 so v&i muc nudc bién, chung to1 chuan bi cac dung cu, d6 nghé dé chinh phuc néc nha cua thé
gioi.

Minh Chinh héi ngudi huéng dan: “Bao gid thi co thé 1én t6i dinh nGi?”, ngudi hudng dan cudi 16n:
“Tir ddy ma 1én téi dinh nai, ngudi leo ndi chuyén nghiép phai mat gan hai thang. Ong c6 biét 1a dinh
Everest cao 8.848m, chung ta dang & d6 cao 5.150m”. Thio nao ma tdi thdy kho thd, dinh Ngoc Son
ctia Pai Loan ciing chi cao ¢6 3.952m. T6i dang dimg & do cao ndy, cao hon rat nhiéu nhitng ngon nui
khéc trén thé giéi, vi thé dinh Thanh MAu chi c6 thé nhin thdy ma khong thé dén dugc, chi ¢6 nhitng
nha leo niii chuyén nghiép méi leo t61 noi, chiing to1 that sy cadm nhan dugce su bé nhd cua con nguoi
va nhitng kho khan khi dat t¢1 dinh cao.

Pém hom d6, con bao tuyét dot ngdt xuat hién, co quan quan 1y du lich cta vang nii Tay Tang thong
béo khong cho ai di nira khién chung toi lai rau ri quay vé. Su thay doi thoi tiét dudng nhur canh bao
cho ching t61 nhiing khé khan khi leo nui va cting bao cho ching to1 biét cho du tAm tri c6 kién cuong
nhu thé nao thi ciing phai sin sang chuan bi g pho v&i nhiéu thay doi thi méi c6 thé ton tai. Tuy chi
di mot 1an voi vang, nhung tir diy vé sau, nhitng canh trong cua nii Everest ludn ¢ trong tm tri cua
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to1.
Su chuan bi cho qua trinh vuon 1én dinh cao

Tir Tay Tang tré vé, toi bdng nhién c6 mot cam gidc va su giac ngd rat khac la, nhat dinh can phai
chia s¢ kinh nghiém nay cho moi nguo1, va nhat dinh dua thtr nghiém van hoa nay vao cudc song thure
té. Do vay mot loat phuong an hoat dong ctia Trend Micro toan cau da hoach dinh, duogc goi 1a
Paramount. Paramount 1a dinh nti cao, twgng trung cho muc ti€u nhin xa trong rong cia ching t61. Nhu
mot 1& ty nhién, hinh anh cua dinh Everest d3 tuong trung cho phong trao 1an nay.

Muc dich cta phong trao Paramount 1a “sir lién két tong thé”, c6 nghia 1a muyc tiéu cong viéc cua mdi
ngudi, mdi bo phan, mdi don vi trong Trend Micro can phai két hop hoan toan nhip nhang véi tim
nhin, s ménh, chién lugc va cc gia tri van hoa ctia cong ty. Moi ngudi déu hudng t6i muc tiéu chung
Paramount, dong tim hiép luc, khong 1ang phi, chuyén tim hoan thanh nhiém vu dugc giao. Lan nay,
t6i nho Minh Chinh giri email cho toan cong ty, giai thich muc dich ciia phong trao Paramount. Tiép
d6, t6i thong bao bat dau tirthang 10, toi va Minh Chinh cing voi nhitng ngudi phu trach s& dich than
dén cac chi nhanh ¢ khap noi trén thé gidi to chirc mot hoi nghi Paramount vui vé va ¢ ¥ nghia. Sau
d6, mdi mot giam ddc phu trach luan phién mot tuan giri email, giai thich trién vong ctia cong ty va y
nghia ctia chién lugc dudi goc d6 ciia bo phan minh. Cling thdi gian d6, ngoai viéc nhanh chong thiét
1ap mang lu6i Paramount, t0i con déng ti mi noi dung giai thich trién vong, nhiém vu va sach lugc, dé
toan thé nhan vién tham gia va tim hiéu cac cau chuyén xay ra ¢ thuc té cac nudc, pho1 hop va lam
sang rd viéc thyc hién vin hoa cua Trend Micro. Dong thoi thu thap nhitng diéu tim déc, giic ngd hay
trich dan 101 ndi cta danh nhan thé gidi dbi v4i vin hoa ciia cong ty va vin hoa IT. Vuong Tam Di cua
bo phan marketing chau A-Thai Binh Duong can than chon lya nguo1 bién tap, 1am thanh lich trinh
mdi ngdy mot thir tiéng ctia nam 2003, nguoi tring giai duoc ting con chudt quang dic biét.

Ngoai nhirng hoat dong thu vi do, 1anh dao cao cép cac bo phan, cac khu vyc lan luot t chirc cac
cudc thao luan, cung vd1 nhom chuyén gia hoach dinh cong viéc theo nhi€ém vu va sach lugc cua cong
ty, muc ti€u thuc té can dat dugc trong nam 2003, déng tho1i cling thao luan trién vong cua cac by phan
sao cho pht hop véi trién vong cua cong ty, mang ludi va ndi dung thao ludn ctia nhitng budi thao luin
dem lai, tat ca cac ké hoach hanh dong déu do Cuc théng nhét Trung wong cung cép mod hinh nhim thuc
hién théng nhét ké hoach.

Tir thang 9 dén thang 10, cac chi nhanh cua Trend Micro & khip noi déu dang chudn bi cho qué trinh
leo 1én dinh cao. Thu ky Luu Tu Luyén ban t6i mit t6i miii, trong khi giam dbc cac bd phan khac bao
gom Giam déc Marketing Liru Tt Quan, Giam doc Nghién ctru va Phat trién giao dién phan mém M4
Vin Quyén, Giam doc Nhan sy Ma Hué Pham cung v6i Giam d6c Hanh chinh Giang Thé Ky, vi gan
day phoi hop vai t6i chuan bi vach ké hoach, nén phai ganh vac cong tac chuin bi cta Trend Micro
toan cAu. Moi nguoi khong so bi qua trinh phin cong cong viée trude ddy, va cong viée thi ban ron
hon nhiéu so v6i binh thuong. T Quan cang ban cang hing say. Pho chi tich phu trach ngudn nhan luc
cua chau Au tai Anh, Pat Robinson, chiu trach nhiém chuyén bay dAu tién tai Munich, cong thém mot
s6 hoat dong Paramount & Paris, Stockholm, London nén can huy dong nhan lyc trong pham vi qudc té,
tuy nhién lai khong c6 tién 1& dé c6 hoc tap, nén khong ké ngay dém phai lién lac, hiép dong. Cung véi
tinh than hung phan lam viéc cta moi nguot, ky vong co dit vao do lai cang tang thém. C6 1a nguoi
von c6 tinh than trach nhiém nén chang may khi duoc ngil, nhung ¢ luén phan dau, c¢b ging, tham chi
con khong ngirg tiép strc cho .



Day déu 1a nhitng cong viéc 1am thém ngoai cong viéc thudng ngdy ctia mdi ngudi, néu khong co nhan
thirc chung, thira nhan sy quan trong cuia hoat dong Paramount thi that su rat khé hoan thanh cong tac
chuan bi nay trong mot thoi gian ngan. Nhung to1 cam thay rat duoc an i khi Trend Micro méc du da
16n manh va tuyén thém nhiéu ngudi moi, ‘nhung van khéng 1am mat di su nhiét tinh, ning dong va thé
hién day du van hoa cong ty. Vi mong muodn phong trao Paramount s€ lién két chat ché nhan vién Trend
Micro toan cau voi nhau, cong thém vo1 muyc tiéu va van hoa chung, cung vui ve leo 1én dén dinh cao,
t6i cam thay trach nhiém rat 16n va trudc khi dén Munich thuong khong may khi ngi ngon, chan dém
ém 4m trong nha bong thay kho chiu hon 14 1éu bat & trén dinh Everest.

Moi no1 déu can su tich cuc

Sau khi hoi nghi 1anh dao cip cao thang 10 dién ra ngay sau d6, hoat dong dau tién ctia Paramount
dugc td chirc ram rod tai Khach san Sinton & Stockholm. Hon 150 nhén vién cta Seoul, cta chi nhanh
Trend Micro ¢ Purc déu dén tham dy, trong hoi truong dong dic déu 1a nhirng ky tai cong nghéthong
tin cuia Dtre, vira toi cira da thay to quang cao Paramount dan ¢ ngoai ctra thong bao lich trinh hoi
nghi, mdi _nguoi di vao hoi truong deu gan phu hiu hinh tron c6 hinh nti Paramount trén ngyc, muoi
ngudi ngdi mot ban, cho ngdi sap xép ngau nhién, giup moi nguoi co co hdi lam quen voi d6ng nghiép
& bo phan khac. Trén tran nha treo qua cu ngu sac, mo1 mau sac déu twong trung cho mot gia trivan
hoa cua Trend Micro nhu sang tao, thay 601 glao tlep, khach hang va sy dang tin cdy. Trong qua cau
ngii sac 13 nhitng diéu huyén bi khong thé tiét 10, bdn mit xung quanh twong dan quang céo thiét ké, trén
d6 viét nhirng hang chir 16n vé trién vong, nhiém vy, sach luoc va van hoa cua Trend Micro, trén ban
ngoai nhitng 6 4n udng ra con cd banh van may, 14 thim may mén trong mdi chiéc banh déu trich dan
nhirng cau noi hayvé van hoa cua Trend Micro, banh nay ddc biét dugc dat tai ctra hang an Trung
Qudc, Los Angeles. Tt ca trang tri trong hoi truong déu duoc thdng nhit, khip noi déu trao ddi bat
1én dmirc d6 cao nhit, déu nhic nhé ngudi tham gia vé chu dé hoat dong ctia Paramount.

Moi nguo1 x6n xao di vao héi truong, co 1€ la do cac ddng nghiép 1au ngay khong gip nhau, di qua di
lai ngdm qua cau ngtl sdc, xem tO' quang cao va an banh van may, thém nira, quang canh khlen cho moi
ngudi cam thay rat thich tha. Mot lac 1au sau, kha vat va, cac nhan vién moi 6n dinh chd ngdi, tong
giam ddc khu vure chdu Au nodi vao micro:

“Hom nay 13 budi tu hop dau tién cua hoat dong Paramount, Trend Micro chi nhanh & Ptic 1am gidng
nhu khi thir nghiém san pham. That 1a may man khi day 1a noi dau tién thir nghiém hoat dong nay.”

Sau khi 6ng gio1 thiGu so luge ndi dung, thoi gian cua hdi nghi, Minh Chinh bude 1én buc, hoi tham
strc khoe toan thé nhin vién, bat dau ndi vé trién vong, nhi¢ém vu cua Trend Micro; tiép theo do trudng
phong k¥ thuat (hodc 1anh dao bo phan ky thuat khac) no Ve so d0 k¥ thuat ctia Trend Micro, truong
phong kinh doanh hay trueong phong tai vu noi vé myc ti€u tong thé ndm 2003. Pé moi ngudi déu nghe
13, ngoai ngudi diéu khién chuwong trinh, mdi bai dién thuyet déu chi giéi han trong vong 20 phut, sau
do s€ c6 mot cau hoi co thuong, nguot tra 101 dung thi tlen 1€n trude chon mot qua cau treo, dap vo,
khong khi trd nén nao nhiét, bén trong riit ra mot to tién gidy ctia Trend Micro cudn tron, khién ai ciing
ngac nhién, thich tha.

Tiép d6 1a tro choi “nha gidy” ma moi nguo1 khong thé quén dugc. Day la tro choi theo nhom do con
trai t01 hoc khoa Tam ly giup do to1 thiét ké. N6 dua ra rt nhiéu goi ¥ trong sudt thoi gian t01 hoach
dinh hoat dong Paramount, viét rat nhiéu giai phap, sach chi din tro choi “nha gidy” nay déu 1a do n6



viét ra, phan phét t&i 1anh dao bd phan nhan luc & cac nudc, ngoai viéc phod bién rd rang diéu 1¢, quy
tac luat choi ra, con bo sung thém phan thuyet minh vé y nghia cta tro choi nay.

Tro choi dé lai 4n tuong that su

Muo1 nguot mot ban, nhiéu déng nghiép trudec day hodc chua than thiét nhung khi tham gia vao trd
cho1i thi can phai dong tam hiép lyc, tan dung dbng gidy bao va hai cudn bang dinh do bd phan nhan sy
chuan bj trudc. Dau tién, mat khoang 10 phut ciing nhau thao luan ban bac ké hoach, sau do moi nguoi
déu khong 1én tiéng, trong vong 10 phut, nhanh chong hoan thinh mot ngdi nha gidy ma ai ciing co thé
chui vao duoc.

Khi tuyén b luat choi, rat nhiéu nguoi cam thay khong thé lam duoc. Nhung khi bat dau, cac nhom
déu vO1 vang ban bac, thao luan, sau do theo hiéu Iénh, moi nguoi lai im 1ang, chi nghe thay tiéng ct
gidy sot soat, am thanh lac rac cua bang dinh, moi nguoi tiu tit quay lai voi nhau dé dung nha, bong
nhién vang 1én tleng cuoi 1om, tleng kéu, du:crng nhu tit ca moi ngudi dang trd vé thoi tho 4w, vui vé
choi dua. Poi dén tleng béo hiéu hét thoi gian, moi cong vi¢c dung lai, nhom trong tai bt dau cho
diém, chdc chdc lai dua ra 101 binh: “Cai nay xay giéng nhu nha ti, vao dugc ma khong thé ra duoc”,
“Can nha ndy gidng nhu nha ctia nguoi 1un, ngudi phai cli xubng méi chui vao duge, dung khong?”
ngay lap tirc ¢6 mot c¢d gai nho nhin, xinh xan hing diing budc vao bén trong, nhdm nguodi hoan hd, ho
reo thing loi Am 7. “Ai cha, tai sao nhom nay chi c6 nira vach tu:(‘yng vay?” Nhung khong phai nhém
ndo cling déu c6 thé hoan tat ccong viéc trong thoi gian quy dinh, “vi chung ta dang tin cay, khong xay
nhirng cin nha 16n xon”. . ., tit ca déu cudi 16n tao nén mot khong khi vui vé, sang khodi; cudi cling
tuyén b tén ba nhom doat giai, hon nita con c6 phan tu do trinh bay ¥ tudng cin nha. Nhin chung moi
ngudi déu rat thoai mai, cudi dua va khong cam thdy bi go bo.

Chiing t6i chuyén budi biéu dién tir Munich, Paris, London, Stockholm, Syris, Kualalampua, Dai Béc,
Sydney, Tokyo, Thuong Hai, Manila sang Thung lting Silicon, Los Angeles, Salt Lake va diém dén
cuoi cung la Sao Paulo cua Braxin. O mdi noi, tro choi nha gidy luon 1a tim diém cha y. Ngoi nha ciia
ngudi Pic thi kién ¢, ving chii; con nguoi Nhat thi tng dung k¥ thuat khéo 1é0; ngudi My thi thé
hién cac loai hoa vin, ngudi Phap thi thiét ké can than, nguoi Y thi khong quén vé thanh ti, nguoi
Australia thi lai dung nha kiéu dién tho than 1y con ngudi 1am cot, ngudi Bac Au lam thi giéng nhur
can nha bang cua nguo1 Eskimo, con ngoi nha do ngudi Pai Loan xay vira nhanh vira ding quy dinh,
nhung c6 mot diéu dang tiéc 1a khong thé tru lai duoc sau tran dong dat (nhitng ngudi xung quanh da
1am rung 1&n). Tir mot tro choi khong dén 30 phat, ma c6 thé nhin ra dugc su khic nhau gitta cic nén
van hoa cac nude, nhung cho du hinh dang bén ngoai nhur thé ndo, tinh than dong doi déu co diém dong
nhat.

T61 ludn ¢6 su tong két nhu sau:

“Ban nhin xem, tan dung mdt sb tién co han: chi co giéy bdo va cudn bang dinh ma co thé xay duoc
mot cin nha gidy trong thoi gian c6 han, c¢6 thé thdy moi ngudi c6 rat nhiéu sang kién. Khi cac ban xay
dung ké hoach, dung ngon ngir dé giao luu, khi xdy dung nha thi ding hanh dong dé giao luu, giao luu
c6 rat nhiéu hinh thirc, vuot qua trd ngai, dat duoc nhan thirc chung thi c6 thé datduoc ké hoach, cling
nhau bit tay thyc hién. Khi that si xay nha, chiing ta bdng nhién phat hién ra rang glay bao khong du
dung hoic thiét ké trude day qua lang phi thoi gian, vi vay nhanh chong thay d6i ké hoach, phu hop
v6i han dinh, két qua 1a ching ta van c6 thé hoan thinh nhiém vu. Khi ching t6i danh gia can nha dep



hay khong dep, xem né ¢ phu hop véi noi cur trii ctia khach hang khong, t6i thiéu 1a phai dé cho nguoi
ta thoai mai di vao bén trong, diéu d6 thé hién su coi trong khach hang. Vi vy diéu quan trong nhat
chinh 14 xem nha c6 di kién ¢, viing chic hay khong. That sy cam on moi ngudi da dong tam hiép luc
thire hién gia tri van hoa cua chung ta, cling nhu biéu hién cta cac ban trong cong viéc hang ngay. Hy
vong qua tro choti tap thé nhu thé ndy, moi ngudi ¢ thé tiép nhan gia tri vin hoa ctia Trend Micro, néu
that sy van chua 1inh hoi dugc y nghia chan thuc thi cling khong sao, vi cling da tao nén mot ky niém
dep, Am ap, vui vé co gia tri cho toan thé nhan vién.”

Sau viéc do, to1 noi chuyén voi con trai: “Con co thé dugc phong 1a Giam doc Tr6 choi cua Trend
Micro.” Con t6i vui vé tiép nhan chirc vu hitu danh v6 thure nay, mac du sau khi tot nghiép khong gia
nhap vao Trend Micro, nhung dugc phuc vu mién phi cho Trend Micro, né ciing thdy vinh hanh rdi.

Hoi am cua cai tén

Sau tro choi nha giy, khong khi trong cong ty tran day su 4m ap. Toi va Minh Chinh ty tay ting cho
mdi nhan vién ctia Trend Micro mot ti qua c6 ghi tén ctia ho, mot cai tai chit nhat mau den, c6 thé
dung dé dung may tinh xach tay, bén trong c6 mot chiéc mil nhic nho suy nghi sang tao cua ban, gia dé
dién thoai di dong voi hinh anh dira bé trang tréo ding hai ban tay in dau thay d6i y tuong, tai nghe
may tinh loai méi nham ting cuong giao luu, tii da mo kep danh thiép in ddu mong mudn ctia khach
hang, cung vo1 thudc va mot chiéc may tinh nhé dé so sanh xem co6 phai phu hop voi do tin cy cua
mong muo6n khach hang hay khong, thém bo bat nim mau, mbi mdt bat in 101 nhic nhd ciia sach luoc
FAMES. Tui qua ting rat cong phu nay la tro ao thuat cua Tu Luyén, c6 thu ky tré trung thdo vat va
g101 irng bién da phai ba dau sau tay va hoa tdc thue hién hon mot thang tro1 mé1 duge nhu thé.

NO1 dung cuia mon qua nay rat phong phtl va ¥ nghia, moi nguoi déu rat thich chiée tai nay, nhung diéu
ma ho cam dong nhat chinh 13 viéc tén ctia ho duogc khic trén d6. Pay c6 thé 1a sy khd cuc, vat va, lai
phai tham tra ddi chiéu ctia phong nhin sy toan cau dic biét 1a Kate Chang (Truong Quynh Vin). Boi
vi ¢6 1am nhu vy thi ho méi c6 thé xac nhan dugc chinh x4c tén day du va phire tap clia cac nhan vién
& cac nuoc, tao nén su khac biét, do vay suc ép voi co that khong nhé. Cho du 1a quéc tich hay mau
da ndo, cho du cung 13 nhan vién cia Trend Micro, nhung van hy vong duoc ton trong c4 nhan; hay
mac du chi 1a mot cai tén, nhung lai c6 thé cam nhén dugc su quan tam. Trong hon 2.000 cai tén cta
nhan vién Trend Micro, minh ¢6 céi tén doc nhat vo nhi, nhan dugc sy ton trong, phﬁn qua nay thude
vé minh, gia tri ndy s& khong mat di. Khi ching t6i goi tén dé tan tay trao qua ting thi ¢6 rat nhiéu
nguo1 cam dong va ngac nhién.

Man cubi ciing, phong cach Latinh

Trong khong khi vui vé va 4m ap 4y, ching t6i déu di 1an lugt hoan thinh hoat dong Paramount theo
tirng chang mat. Pén tram cudi cung la Braxin. TAt ca 77 nhan vién Trend Micro ctia khu vue chiu My
Latinh dén tr Braxin, Achentina, Chile, Mexico, Venezuela, Uruguay, Panama, Colombia déu tham gia
vao 10p tap huan & ngoai 6 gan Sao Paulo. Mot thanh nién tré tudi, cao 16n, théng minh va hoi rut ré di
dén va néi vai toi:

“Jenny, c6 1& ba khong nhan ra t6i? Lan phat biéu trudc cua ba tai Mexico t6i khong dén kip, 1au lam
khong gap ba”.



“Hernan Armbruster, 1am sao t6i c¢6 thé quén dugc anh?”,

T6i 6m chim 14y ngudi ban than thiét nay. Ngay sau khi tot nghiép, ciu dy da vao 1am & Trend Micro
ctia Nam M, hién nay da 1a Tong Giam dbc ¢ Braxin, ciing sdp 1y bang MBA. Mdi 1an gip nhitng
thanh nién tré tudi trudng thanh & Trend Micro, to1 déu théy vui murng, ki€u hanh vi minh tao nén mot
nhan tai va giap ho trudng thanh.

Hoat d@ng ap chot cta Paramount duoc chon & Nam My, that su 1a mot dja diém thich hop. Nhirng
nhan vién Trend Micro ¢ chau My Latinh déu tran day nhiét huyét va sang kién, cu01 cung con tang
ching t61 mot bai hat do ho tur sang tac, tat ca m01 nguoi déu 6m vai ba co, cung cat 1én tiéng hat:
“Trend Micro 1a sb mot, danh bai tit ca, tit ca”. Khi nghe nhirng 101 nay, cam thay mot dong mau nong
chay trong ngudi, chi khi ting cao, gidng nhu tir “c6 18n” cua cd dong vién trong mdi tran bong da, qua
that cac con dan ctia quoc gia vo dich bong da thé gidi nay khi hat xong thi déu chay ra san, phan doi
thi dau, roi bat dau d4 bong,

Thoi gian hoat dong Paramount nim 2002 14 ba thang, két thiic bang su nong nhiét kiéu My Latinh.
Thoi khic di vao dong, Braxin vao cudi thang 12, nhiét d§ con nong hon ca su né)ng nhiét cua nguoi
dan Latinh, that su t6i khong noi ngoa vi luc nay 1a 40°C. Nhung diéu ndy ciing khong thé ngin can
duogc ao udce ky nghi Giang sinh ctia chung t61 sau mdt thoi gian dai di cong tac, triéu tap hai cau con
trai dang nghi phép bay qua ddy, cing v6i gia dinh phé Tong Giam doc & Nam My Moroli, Tong
Giam doc & Braxin Hernan Armbruster va vo chua cudi Khang My, thém 6ng ban cii da tirmg 1am
Tong Giam d¢ Cong ty Trend Micro, Nam My bay tir New York sang tham gia ky nghi Giéng sinh
ndy. Mot doan gdm 11 ngudi séng & Braxin, cung di tham hiém song Amazon.

Vao mot dém t6i gi6 thoi manh, chung toi chéo be g5 di bat ca sdu, 4nh mit c4 sau phat ra anh sang
dudi song giong nhu da hong ngoc, nguo1 hudng dan vién dia phuong bong nhién quay minh, nhay
Xuong song Amazon, khi nho 1én thi thiy tay dang tom mot con ca sau con dang cya minh ving vay, sau
mot hoi kinh ngac, bat giac tit ca ching t6i déu vo tay hoan hé tai nghé siéu pham ctia anh ta.

“Xuyt! Ping 18n tiéng, tat hét dén pin, ching ta hiy thir nghiém mot chit cudc song cua ca sau”. Ngudi
hudng d?xn vién du lich da den bong ndi: “Bay gio hdy nhém mat lai, hiy lang nghe nhip dap cua song
Amazon’ ’. Tiéng ngudi ndi dan dan chim lang, tr trong dém tdi tinh mich d6 lai nghe thdy v6 s6 4m thanh
tram bong nhur gi6, chim, tha, ¢4, éch, con triing, ran, ¢d, cdy, nudc, thim chi ca 4nh sao trén troi
dudng nhu ciing ¢6 4m thanh. Yén tinh cang 1au, 4m thanh nghe duoc cang nhiéu, trong dém tdi siu
tham cam théy duoc ban tay 4m ap cta Minh Chinh ndm l1dy mu ban tay lanh lanh cua t61, sy cam dong
trong thoi khic nay c6 1& ca doi nay s& khong quén. Sy hoa hop nhu thé v&i hoi thé ciia tyr nhién, im
thay su phong phtl voi thién nhién hoang da, tat ca nhitng diéu niy chi c6 thé cam nhan chir khong thé
noi1 thanh 101, va dong lai mai trong tim.

Nam lai qua ndm nghiém tic thuc hién

Ngoai cudc du ngoan trén song Amazon, ky nghi két thiic. Quay tr¢ lai cudc song 6n ao, tap nap;
thuong trudong ban ron, ndo nhiét, lai mot ndm mad1 sap bat dau.



Rat nhiéu nguoi khong quén dugce hoat dong Paramount, cling giong nhu t6i khong quén dugce ky niém
vé song Amazon. Ho hoi t61 du dinh lam thé nao dé tiép tuc thuc déy tinh than lam viéc, nhung khong
phai nhé vé ky niém vui vé? To6i tham nghi, dinh Everest van chua leo 1én, tit nhién khong thé di nira
duong ma ding lai, séng Amazon van luén chay mii, tat nhién khong thé 1dy dao ma chit dong nude
chay.

Vi thé mot tuan sau mdi ky tuyén b thanh tich mot quy cua cong ty tro di, cac 1anh dao cap cao & cac
khu vuc, cac bo phan déu lan luot tir chu tri hi nghi giao luu ting cudng, toan thé nhan vién tu hop,
1ang nghe ké hoach sach luge do nguoi chu toa thong bao, truong phong tai vu noi vé sO quyét toan,
trudng phong ki thuat néi vé ki thuat. Minh Chinh déu ¢6 gang lan luot dén tham gia cac hdi nghid cac
khu vye, khi khong thé dén duoc thi dung bang ghi am ghi lai nd1 dung cudc hop, nhung ldnh dao cao
cip & cac khu vuc, cac bo phan thi nhat thiét phai tham gia vao mdi cudc hop ctia nhém minh. Pang
thuong cho Luu Gia Ung, Pho Téng Giam ddc khu vuc chau A-Thai Binh Duorng, khi tham gia hoi
nghi giao luu thudng 13 rat vat va vi 6ng phai qua it nhat 1a bay hay tam qudc gia. Ong nhét thiét phai
tham gia vao cac hoi nghi toan thé chi nhanh cong ty & mdi qudc gia, thao luan thanh tich cua quy
trudc, ban luan trong diém cong vi¢c cua quy sau, sau do lai cing moi ngudi dung com, han huyén vai
nhau, lién lac vo1 ban bé cli va nhan vién.

Nhu vay hoat dong ctr tiép tuc quay vong, thoi gian qua mau, lai dén thang 10. Moi nguoi bat dau xon
xao nghe ngong hoat dong Paramount ctia nam nay? To1 bat giac giat minh, lai la mt nam dé dang troi
qua, lai phai tang cuong chuan bi gap rit voi vang, Nhung that la may méan vi cac dong nghiép lam
viéc cung déu di ¢o kinh nghiém, trong mot thoi gian ngdn hon, ching t61 da chudn bi ndi dung phong
pht hon nhleu Chi1 dé 1an nay 1a 7 sac cau vong dai dién cho chién lugc mdi 7 Ups, phan thudng 1a
mot tai tién vang. Piém khoi dau ctia 1an nay 13 trung tim hanh chinh va dich vu chdu Au méi thanh 1ap
tai Cong ty Trend Micro ¢ Ireland, can ctr vao cau noi ndi tiéng ctia dia phuong, di dén chd cau vong
thi s& 14y duogc tii vang (Pot of Gold). Chién luoc méi ndy dang trgng trung cho viéc ching toi tin
tudng vao stcc manh cta 7 Ups cau vong, s& dan dat twong lai ctia Trend Micro di vao thoi ky huy
hoang.

Pay ciing 1a 1an dau tién, cudc thi mang tinh toan cau tuyén chon ndm gia tri c6t 16i ciing duoc t6 chirc.
Chiing t6i da tuyén chon 60 nhin vién dén tir tt ca cac nuoc, cac bo phan khac nhau, nhirng nguoi co
kha ning thé hién dugc gia tri vin hoa ctia cong ty tot nhat. Phan thudng sé 1a huy chuong bang vang
ma khong ngon ltra ndo cé thé pha huy duoc, nhu mot cach dé cao vin hoa doanh nghiép, thir tai san
ma ca ngan vang ciing khong doi dugc.



KET LUAN

Mot 1an nita, ching toi lai bat dau cudc hanh trinh khi miia Paramount dén. Mot vai dong nghiép an
can hoi t6i: “Chung toi rat hanh phic vi lai dén mia Paramount, nhung ba va Steve thi phai di dén céac
dia diém khac nhau, lap di lap lai bai phat biéu nhu vay, chic chan s& rat mét, rat vo vi phai khong?”
Co thé mét moi 13 diéu tit nhién, nhung nhitng diéu nhin duoc vé mit tinh than lai 1am cho con nguoi
quén hét mét moi. Thure ra ching t6i khong phai khong nhin ra bai phat biéu ctr 1ap di lap lai 1an nay
qua 1an khéc. Nhung mdi 1an thuyét trinh, chiing t61 lai dugc tiép xuc vo1 cac dan toc khac nhau, cac
qubc gia khic nhau va c6 nhitng ky niém va cam nhan riéng. Mdi ngay qua di, cac nhan vién cta Trend
Micro lai dugc gan nhau hon. V&i van hoa va céc gia tri chung ctia cong ty, ho s€ theo dudi mot muc
dich, mot tam nhin thong nhat. Viéc quan 1y xuyén quoc gia nhu vy s€ khot goi cam xuc cua con
nguoti, pha v& hang rao ngan cach gitra cac nén van hoa, la mot kinh nghiém quy bau rat kho im. Vay
tai sao chung to1 lai cam thay vO vi dugc?

Su tung trai cua con nguoi la phai do tich liy. dan ma co, 12 ngiu nhién, thim chi hai viéc khong hé
lién quan dén nhau. Tuy nhién tat ca deu co m01 quan h¢ hiru co, rang budc vo1 nhau. T61 cam dong
véi mdi su viée xay ra trong cude song, véi moi ngudi ting chung séng véi nhau.

T6i da tirng dit chan 1én dinh ndi cao nhat, nghe thay tiéng nudc chay tir dong song dai nhit; cang ting
trai, to1 cang cam thay minh thip kém. Troi dat rong lon, thé gidi thay d6i mau chong nhu vy, con
ngudi nhd bé c6 thé vuot qua duge miy dinh ndi cao, udng duge miy gio nude trén dong séng 16n?

Chiing t6i cam thiy rat may méan khi ¢6 thé giao lwu véi rat nhiéu ngudi o qudc tich khac nhau, co thé
cung chung tay phat trién Trend Micro. Neu Trend Micro c6 thé leo 1én dén dinh cao, dé lai rat nhiéu
dau an, diéu d6 nhat dinh 1a thanh qua do tat ca doi ngi nhan vién trén toan cau dong tam hiép luc tao
ra. Buong nhién, tao nén mot Trend Micro, mét xu thé khong gi ngin can ndi con can co su két hop
strc manh cua cac yeu t6 “thién thoi, dia 1gi, nhan hoa”.

Nién giam cac su kién cua Trend Micro
Nam Svu ki€én

Truong Minh Chinh, Tran Di Tran, va Tran Di Hoa thanh 1ap Cong ty Trend Micro tai Los

1988 Angeles, My va Pai Loan.

Tung ra thi trudng san pham PC-cillin, phan mém diét virus hoan chinh cho ngudi sir dung may

1990 vi tinh.

1991 Intel mua ban quyén cong nghé ServerProtect core.



1992 Thanh lap Trend Micro tai Nhat Ban, ban dau dit tén 1a Link Corporation.

1993 Virus Buster hoanh hanh tai Nhat Ban
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1994 Thanh 14p Trend Micro tai Puc, Phap, Malaysia, Singapore, Hong Kong, Han Qudc va Trung
Quoc.

Cho ra mit san pham PC-cillin 95 v&i cong nghé update chuddng.

PC-cillin 95 gianh cac giai thudng “Nam ngoi sao” cua PC. Computing va “Su chon lua cua
1995 bién tap vién” cua tap chi

Home PC.

PC-cillin ciing gianh dugc giai thuong “San pham ctia nam” ctia PC World an thir ba lién tiép.

Tung ra thi trudng san pham InterScan VirusWall va cong nghé phat hién virus On-The-Fly

1996
InterScan VirusWall gianh dugc mot giai thudng cua tap chi Windows NT.

SoftBank ctia Nhat Ban mua lai 35% cb phén, bt dau ké hoach phat hanh cd phjéu tai Nhat Ban.
1997
Thanh 1ap chi nhanh Trend Micro tai Braxin, Achentina, Philippin, Australia.

Trend Micro niém yét thanh cong tai Nhat Ban voi ma 4704.
1998 Truwong Minh Chinh duoc tap chi Business Week trao giai “ngdi sao ciia chau A”.

Pura ra hé théng kiém soat Virus Trend (Trend Virus Control System).

Xuat hién trén san giao dich NASDAQ.

Giai phap phong chdng virus cho xi nghiép (Enterprise Antivirus Solutions) nhin dugc giai
thudng c6 uy tin “San pham ctia nam” cua tap chi Network.

San phém Enterprise Antivirus dugc nhan giai thudng “Su lya chon cua bién tap vién” cua tap
1999 chi Home PC.

San pham Network Antivirus cta Trend Micro duoc tap chi Infoworld cong b6 1a “Giai phap
cua nam’”.



CEO Steve Chang va dong sang 1ap Eva Chen 1an thir hai lién tiép nhan giai ngdi sao chau A do
tap chi Business Week binh chon.

IDC dua ra thong bao Trend Micro 13 cong ty dimg dau thi trudng phong chdng virus cong
mang, voi 54% thi phﬁn.

2000 2 14 14 1
Co phiéu cua Trend Micro dugc niém yét trong hang muc dau tai san giao dich chirng khoan

Tokyo.

IDC tuyén bd Trend Micro dan dau vé cac giai phap phong chdng virus cho may ch.

2001 IDC xép Trend Micro 13 nha ban hang tw dong phat trién nhanh nhat thé gidi.

Giam dbc K¥ thuat Tran Di Hoa nhan dugc Giai thudng thanh tuu sudt doi do tap chi Secure
Computing ctia My binh chon.

Trend Micro dat duoc chi s6 Nikkei 225 (1a mot trong 225 ¢6 phiéu dugc ding dé quyét dinh

2002 hi 56 Nikkei).

Théng 9, Giam d6c K§ thuat Tran Di Hoa gianh duoc giai “Women of Vision” do Tap chi
Information Security Industry cuia My binh chon.

2003 Giai phap bao vé doanh nghi¢p EPS cua Trend Micro gianh dugc giai thudng do tap chi PC
Magazine cia My binh chon.

Xuét ban cudn sach Trend Unstoppable (Xu thé khong gi ngin can ndi).
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