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CHUONG 1
TONG QUAN VE PAM PHAN

Introduction to Negotiation

DPINH HUONG CHUONG

DPam phan 1a mot hoat dong co ban va phd bién ciia con ngudi: trong gia dinh, cong
viéc, kinh doanh va quan hé qudc té. Nhu Fisher, Ury va Patton viét: “Du mudn hay
khong thi ban ciing 13 mot nha dam phén. .. Moi ngudi déu ddm phan mot diéu gi d6
hang ngay.” Chuong 1 dit nén tang cho toan hoc phan Nghé thuat Dam phan: hicu
ban chat, dic diém, nguyén tic ciia ddm phan, cic sai lam can tranh va cach do luong
mot cudc dam phan thanh cong.

Chuong duoc bién soan theo hudng tich hgp va cap nhat tir cac gido trinh tiéng Anh:
Getting to Yes (Fisher, Ury & Patton), The Mind and Heart of the Negotiator
(Thompson), The Global Negotiator (Salacuse), Essentials of Negotiation (Lewicki,
Barry & Saunders) va khung Béay yéu td ctia Chuong trinh Pam phan Harvard
(PON). Ba kiéu dam phan (mém, cting, nguyén tac) chi dugc gidi thiéu ¢ mirc tong

quan vi s€ dugc phan tich sau & Chuong 3.

MUC TIEU & CHUAN PAU RA CUA CHUONG
Sau khi hoc xong Chwong 1, nguoi hoc ¢é thé:
— CPRI1 — Phat biéu duoc khai niém dam phan va giai thich vi sao dam phan gin
lién v&i sy ton tai cta con nguoi.
— CPR2 — Trinh bay khung Bay yéu t6 ciia ddm phan (Harvard) va van dung dé
chuan bi mot cudc dam phan.
— CBR3 — Ching minh “dam phan vira la khoa hoc, vira 1a ngh¢ thuat”; phan biét
md hinh tuyén tinh va mé hinh vong tron.
— CPR4 — Phan tich cac dic diém ctia ddm phan, ba loai muc tiéu va cac yéu to

htru hinh — v6 hinh.
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— CPR5 — Nhan dién cic nguyén tic va nim sai 1am pho bién trong dam phan;
gii thich vai tro cia BATNA va diém khang cu.

— CPR6 — Van dung bay tiéu chi dé danh gia mot cudc dam phan thanh cong.

BAN CHAT > DAC DIEM > NGUYEN TAC > SAI LAM > DO LUONG
DAM PHAN DAM PHAN DAM PHAN CAN TRANH THANH CONG
“Thé gidi la chiéc ban dam phéan khéng 16" - dam phén 1a khoa hoc va nghé thuit gidi guyét khdc biét

Hinh 1.1 So dé logic Chwong 1 — Tong quan vé dam phdn
Bing 1.1 Thudt ngi cot Iéi ciia chwong

Y nghia thyc hanh

Noi dung cot 16i

Thuat ngir

Pam phan

Lgi ich

(interests)

Lap trwong

(position)

BATNA

Piém khang cu

Giao tiép qua lai nham dat thoa
thuan khi cac bén c6 loi ich vira

chung vira d6i khang.

Nhu cau, mong mudn, dong co

that sy nam sau 1ap truong.

Yé&u cau, do1 hoi cu thé mot bén

dua ra.

Phuong an thay thé tot nhat néu
dam phan thét bai.

Mirc to1 thi€u/to1 da mot bén con

chap nhéan (reservation value).
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Phuong tién co ban dé dat
di€éu minh muon tir nguoi

khac.

Tap trung vao loi ich thay vi
1ap truong dé mé rong giai
phap.

Bam lap truong dé dan toi bé
tac, thang — thua.

Nguén stc manh that su;
biét khi ndo nén roi ban dam
phan.

Ngudng “bd di”’; tranh thoa

thuan bat loi.



NGHE THUAT DAM PHAN: CHUONG 1

Thuat ngir Noi dung cot 16i Y nghia thyc hanh

Co6 ZOPA thi méi co thoa
Vung thoa thuan kha thi gitra cac
Z0PA , thudn; khong c6 thi nén dung
diém khang cy.
BATNA.

. ) ) Muc tiéu 1y tuong dé duy tri
Win—-win Két cuc cd hai bén cung co6 loi. .
quan h¢ lau dai.

Mé dau: Nguon goc va sy hién dién cia dam phan

Tir “dam phan” (negotiation) bit ngudn tir tiéng Latin neg (khong) va otium (sy nhan rdi)
— chi gi6i thuong nhan, khac véi gidi quy toc, khong co thoi gian nhan rdi. Ban dau tir
nay mang nghia “kinh doanh” (le négoce trong tiéng Phap). Pén thé ky XVII, n6é mang
thém nghia ngoai giao: mot cude ddi thoai gitra hai hay nhidu bén nham dat két qua c6
loi khi tn tai xung dot vé it nhat mot van dé. Nhu vay, dam phan 1a qua trinh két hop

cac vi thé khac nhau thanh mot thoa thuan chung theo nguyén tic nhat tri.

bam phan 1a hoat dong co ban, hién dién & moi luc, moi noi: thao luan diéu khoan cua
161 mo1 lam viée, mdc ca gid mot chiéc 6 t0, ky hop déng vo1 nha cung cép; cho dén
nhiing tinh hudng doi thuong it rd rang hon nhu thuyét phuc mot dra tré an rau, giai
quyét mau thuan véi dong nghiép, hay thuyét phuc khach hang chap nhan giao hang tré.

Con ngudi ludn dam phan, ngay ca khi khong ¥ thirc rang minh dang 1am diéu do.

Binh luin chuyén siu — Vi sao “moi ngudi déu 1a nha dam phan”?

Khang dinh ctia Fisher—Ury khong phai khau hiéu ma phan 4nh mot su that vé diéu
kién séng cua con ngudi: chiing ta 1a sinh vat phu thudc 14n nhau (interdependent).
Vi khong thé tu minh thoa min moi nhu ciu va vi cic nguén luc Iudn hiru han, con
ngudi budc phai phdi hop va phan chia loi ich v6i ngudi khac. Khi loi ich vira co
phan chung (ciing mudn théa thuan) vira c6 phan d6i khang (mdi bén muon phan t6t
hon), dam phan xuit hién nhu co ché giai quyét khac biét ma khong can dung quyén
luc hay bao luc. Nhiéu nguoi “s¢g” dam phan vi hinh dung n6 1a cudc dau théng -

thua; nhung dam phan hién dai cho thdy né 1a mot k¥ ning hoc duogc, dua trén chuan
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bi, lang nghe va sang tao giai phap — chir khong phai ning khiéu bam sinh. Day

chinh 1a Iy do dam phan c6 thé, va can, duogc day nhu mét mén khoa hoc img dung.

1.1 BAN CHAT CUA QUA TRINH PAM PHAN

1.1.1 Khai niém dam phan

Hau hét chung ta déu dam phan thudng xuyén ma khong nhan ra. Céc tac gia Getting to
Yes dinh nghia dam phan 1a “sy giao tiép qua lai dugc thiét ké dé dat duoc thoa thuan
khi ban va d6i phuong c6 mot s6 lgi ich duoc chia sé va nhiing lo1 ich khac thi trai ngugc
nhau”. Cac chuyén gia khac dinh nghia twong ty, nhdn manh nhing khia canh bd sung

cua cung mot hién tugng.

Bing 1.2 Mt s6 dinh nghia tiéu biéu vé dam phdn

TAc gia / ngudn Pinh nghia c6t 16

Fisher, Ury & Giao tiép qua lai nham dat thoa Phuong tién dat diéu

Patton — Getting to  thudn khi c6 1¢i ich vira chung vira minh mudn tir nguoi

Yes d6i khang. khac.

Leigh Thompson — . ) . .
“Qua trinh ra quyét dinh gitta cdc cd  Ban chat ra quyét

The Mind and . , , N
nhan” can thi€t khi khong theé ty dat  dinh va phu thudc lan
Heart of the
muc tiéu mot minh. nhau.
Negotiator

Bazerman & . . ,
Khi hai hay nhi€u bén can mot quyét .

Moore — Judgment Khac biét vé uvu tién
dinh chung nhung c6 uu tién khac ,

in Managerial la goc cia dam phan.
nhau, ho s€ thuong lugng.

Decision Making

Hanh vi va qua trinh di€u hoa quan

Truwong Twong hé gitra hai bén, thoa mén nhu cu Piéu hoa quan hé va
(1996) mdi bén qua hiép thuong di dén nhu ciu.
thong nhét.
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TAc gii / nguon Pinh nghia cot 16i

Hai hay nhiéu bén thuong lugng vé

C4a moi quan tam

Poan Thi Hong mdi quan tim chung va diém bat ., ,
. ., i chung lan diém bat
Van (2001) dong dé di dén thoa thudn thong "
. ong.
nhat.

Téng hop lai, c6 thé hiéu: dam phan 13 hanh vi va qua trinh ma trong d6 hai hay nhiéu
bén tién hanh thuong luong, thao luin vé cdc mdi quan tAm chung va nhimg diém con

bat déng, nham di dén mét thoa thuan théng nhat ma cac bén déu c6 thé chép nhan.

1.1.2 Bay yéu tb c6t 15i ciia dam phan (khung Harvard)

Hau hét moi nguoi khong phai 13 nha dam phan bam sinh; tin t6t 13 nghién ciru lién tuc
cho thay ai ciing c6 thé cai thién dang ké k¥ ning dam phan thong qua gido duc, chuan
bj va thuc hanh. Cac thanh vién Chuong trinh Pam phan Harvard (PON) d3 phat trién
khung Bay yéu t6 (Patton) — bd cong cu thiét yéu dé xac dinh muc tiéu, chuin bj hiéu

qua, giam bat ngd va tdn dung co hoi khi dam phan.

1. Loi ich
(Interests)

7. Giao tiép 2. Hop phép
(Communication) (Legitimacy)

7 YEU TO

PAM PHAN
@ (Harvard) f9\>1

6. Cam két

3. Quan hé
(Relationships

= —
= «

5. Lya chon 4. BATNA
(Options Alternatives)

Hinh 1.2 Khung Bay yéu té ciia dam phdn (Harvard — Patton)

Bing 1.3 Bdy yéu té va cau héi chudn bi
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Ni dung Céu héi chuén bi

Nhu cau, mong muon, dong co

1. Loi ich , Diéu gi that sy quan trong
co ban — thuong an sau lap L
(Interests) vO1 moi bén, vi sao?
truong.
Tiéu chuan cong bang, khach Tiéu chi, chuan muyc nao
2. Tinh hop phap . . a2
quan dé thda thuan duoc chap khién dé xuat la cong
(Legitimacy) .
nhan. bang?
3. Quan h¢ Mirc d6 tin cay va két ndi lau Quan hé nay c6 tiép dién?
(Relationships) dai giita cac bén. Can bao vé diéu gi?

4. Phwong 4n thay Diéu minh s& 1am néu khong dat BATNA cia toi va ciia ho

thé & BATNA thoa thuén. 1a gi?

5. Lua chon Céc giai phap kha di dé dap tmg  C6 thé tao thém phuong an
(Options) loi ich céac bén. nao cung co loi?

6. Cam két Loi hta, dé nghi, thoa thuan kha Cam két 6 cu thé, thuc thi
(Commitments) thi va rd rang. dugc khong?

7. Giao tiép Céch trao doi: hoi, lang nghe, d¢  T6i sé hoi gi, lang nghe gi,
(Communication)  xuit, thuyét phuc. tranh diéu gi?

1.1.3 Ban chit ciia hoat dong dam phan

a. Pam phan la hoat dong tat yéu va pho bién ciia con ngudi

DPam phan 13 hoat dong giao tiép giita nhitng chu thé ¢6 vi thé, nhan thirc, cam xuc va
nang luc khac nhau. Con nguoi ton tai va phat trién nhd hop tac, dong tim va doan két;
khong ai c6 thé ton tai don doc, nén phai théa thuan voi ngudi khac dé cung chia sé nguén
luc va loi ich. Xu hudng cua thé gii hién dai 1a d6i thoai chtr khong dbi dau: khi doi
song kinh té — chinh tri phat trién va ngdy cang it ngudi chdp nhan su ap dit, ddm phan
tr& thanh phuong tién co ban dé cac bén cing dugce bao dam nhitng loi ich nhat dinh.

Nhu vdy, dam phan 13 k¥ ning giai quyét vin dé mot cach hiéu qua theo nguyén tic hoa
binh. Van dung c4c nguyén tic, k¥ nang va chién thuat ¢am phan khong nham thao ting
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hay ap dao ngudi khac mot cach mién cudng, ma dé doi tac di dén cach nghi chung mot

cach ty nhién nhat. Hoat dong dam phan dién ra & khép noi va moi linh vuc:

« Trong gia dinh: thoa thuin quan diém giita cac thanh vién dé giit mdi quan hé bén
ving.

« Trong quan h¢ lang giéng: trao d6i loi ich, tinh cam gitra nhitg ngudi cu tri gan
nhau.

« Trong doanh nghigp: giira ldnh dao v6i nhan vién, gitta dong nghiép, giira doanh
nghiép véi cac ddi tuong hitu quan bén ngoai.

« Trén thé gi6i: giita cic qudc gia, to chirc va lién minh vé loi ich kinh té, qudc

phong, an ninh, van hoa.

Ghi nho

“Ca thé gidi dang khong ngieng dam phdan. Thé gi6i la chiéc ban dam phdn khong

by
A

[6.” Dam phan, doi thoai luén dwoc lua chon thay cho xung dot va doi dau bcing
bao lyc, vi chi co hoa hop va on dinh thi doanh nghiép va xa hoi moi phat trién bén

viing.

b. Pam phan la mot khoa hoc

Trude hét, ddm phan 13 mot khoa hoc — khoa hoc phan tich va giai quyét van dé mot cach
hé théng, theo phurong cham tim giai phap t6i wu cho cac bén lién quan. Tinh phéan tich
thé hién trong sudt qua trinh, tur chuan bi dén két thuc; tinh hé théng doi hoi su nhit quan
giita cac yéu td. Mdi quan hé gitra cac yéu t6 dam phan c6 thé duoc t6 chirc theo hai md

hinh.

MO HINH TUYEN TiNH MO HINH VONG TRON

Muc dich

I

Muc dich

Muc tiéu

Phudng NSi dung
phap

Phuong phap
NhEt quéan, ap dat mot chiéu Linh hoat, diéu

Panh gia

(vdn hda trong tén ti) (vdn hda tron
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Hinh 1.3 M6 hinh tuyén tinh va mé hinh vong tron trong dam phdn

Mo hinh tuyén tinh (rational objective model) pho bién dén sau Pai chién thé gidi thu 11,
dé cao tinh nhat quan: muc dich chi phdi muc tiéu, ndi dung chi phdi phuong phap,
phuong phap chi phéi danh gia. Uu diém 1a chat ché, nhung nhuoc diém 1a tinh ap dat
mot chiéu, troi budc tinh ning dong va sang tao cua nha dam phan. Tir thap nién 1970
xuat hién mo hinh vong tron (cyclical model), trong d6 cac yéu té chi phdi va diéu chinh
lan nhau, cho phép nha dam phan linh hoat nhu mét “dao dién”; han ché cua no 1a su

thiéu chéac chan khi “cai toi” ctia nha dam phan can thiép tiy hing.

Binh luén chuyén siu — Tuyén tinh hay vong tron: van dé vin héa, khong
phai ding — sai

Chua nha nghién ctru nao khéng dinh m6 hinh nao tdt hon, vi lya chon mé hinh gén
v6inén van hoa va bbi canh. M6 hinh tuyén tinh pht hop véi phép tu duy ctia nhing
nén vin hoa trong ton ti, ting bac (nhu nhiéu nén vin hoa A Pong), noi sy nhat quan
va thir bic duge dé cao. Mo hinh vong tron phi hop v6i nén van héa trong binh
dang, cho phép con ngudi tu do diéu chinh quyét dinh. DAy chinh 13 diém gip g&
v6i The Global Negotiator cta Salacuse: cung mot hanh vi ddm phan c6 thé duoc
dién giai rat khac nhau gilra cac nén vin hoa, nén nha dam phan gioi can “doc” duoc
khung tu duy cua ddi tac. Trong thyc hanh, cdc nha dam phan hién dai thuong két
hop: giit tinh hé thong ctia mé hinh tuyén tinh (chuan bi k¥, muc tiéu r5) nhung van
danh chd cho su linh hoat ciia m6 hinh vong tron dé ctru van bé tic — “dugce it nhiéu

cling con hon khong”.

c¢. Pam phan c6 nguyén tic va 1y thuyét tro choi

Chuong trinh Pam phan Harvard, dua trén co so 1y thuyét tro choi, dwa ra khai niém
“dam phan c6 nguyén tic” (principled negotiation) dé huéng dan Iya chon “luét choi”

cho moi tinh hudng, gom bon diém:

Bing 1.4 Bén diém ciia dam phdn cé nguyén tic (Fisher — Ury)
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Nguyén tic Noi dung Vi sao quan trong

‘ T Nha dam phan la con nguoi co
Tach con nguoi ra khoi van dé; A
1y tri va cam xuc; can ké vai tan

Con nguoi khong dong nhat con nguoi voi . ,
. cong vao van de, khong tan
van de.
cong nhau.
. Muc dich dam phan 1a giai
Tap trung vao loi ich, khong vao . .
Loi ich quyét loi ich nam sau lap
1ap truong.
truong.

. Duéi ste ép kho tim ngay giai
Pua ra nhi€u phuong an trudc . . , _

Phwong an ‘ . phap t61 vu; can chuan bi san
khi quyét dinh.

phuong an.

Két qua phai dya trén thuc té
. Dénh gia két qua bﬁng ti€u chi khéach quan (gia thi truong, luat
Tiéu chuan _ .
khéch quan. phap), khong phai y mudn chu

quan.

Binh luin chuyén siu — Lap truong va loi ich: chuyén “mau 16ng” va “bit
chugt”

Nguyén tic “tap trung vao loi ich, khéng vao 1ap trudng” 1a hat nhan ctiia dam phan
hién dai. Lap truong (position) 1a diéu mot bén noéi rang ho mudn (“tdi doi boi
thudng bang tién mat”); loi ich (interest) 1a 1y do that sy dang sau (“toi can bu dip
thiét hai va giir uy tin v6i khach hang cia minh”). Khi hai bén c6 tha & 1ap trudng,
dam phan bién thanh cudc ddu ¥ chi thing — thua; nhung khi dao sdu xudng loi ich,
thudng 16 ra nhidu cach théa man ca hai. Noi theo hinh anh quen thudc: dimg tranh
cii vé mau 16ng con meo, hdy quan tAm con meo co bét duoc chudt hay khong. Mot
minh hoa kinh dién: hai ngudi tranh nhau mot qua cam (1ap truong: “ca qua la cia
t6i”); khi hoi dé 1am gi (loi ich), hoa ra mot ngudi can vo dé lam banh, nguoi kia

can rudt dé vit nudc — chia theo 1ap truong thi mdi ngudi duoc nira qua, nhung hiéu

M.Econ. Dang Thien Tam
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Nguyén tic Noi dung Vi sao quan trong

loi ich thi ca hai cing duogc tron phan minh can. Pay ciing 13 1y do nha dam phéan

gi61 dat nhi€u cau hoi “vi sao” thay vi voi méc ca con so.

d. Pam phan cung ¢6 lgi va dam phan canh tranh

Mot phuong phap quan trong 13 ddm phéan cung c6 loi (integrative negotiating) — thiét ké
dé t6i da hoa loi ich cho cac bén ma khong phuong hai quan hé. Pé 4p dung, cac bén
thong nhat vé muc tiéu chung, khong gidu giém thong tin va sir dung phong cich mém
déo; két qua 1a cac bén cung “thing” (win—win). D4i 1ap 13 dam phan canh tranh
(competitive negotiating) — mic ca cimg ran, kién dinh lap truong; cac bén c6 muc tiéu
khac nhau, xung d6t loi ich gay gat, ra strc toi da hoa phan minh bat ké hau qua véi ddi

phuong, dan t6i két cuc thing — thua (win—lose).

e. Pam phan la m¢t nghé thuat

Véi tu cach 1a nghé thuat, dam phan 1a qua trinh van dung nhuan nhuyén céc ky ning
giao tiép: kha ning thuyét phuc va chap nhan thuyét phuc, khéo 1éo sir dung chién thuat,
lya chon ding thoi diém va cach thic. Néu khia canh khoa hoc ctia dam phan chi moi
phat trién trong thé ky XX, thi nghé thuat ddm phan c6 bé day lich sir 1au doi, tir thoi cac
bo lac trao d6i hang hoa. Ly thuyét tro choi (game theory) 1a phuong phap ra quyét dinh
dua trén phan tich toan hoc vé canh tranh; dua trén do, Fisher va Ury (1991) nghién cuu
vé phong cach dam phan (cing, mém) va cach lya chon luat choi (dam phan 1ap truong,
dam phan loi ich). Dam phan vi thé dién ra trén hai cap do: cAp do vé chat (gia ca, thanh
toan, giao hang) va cip d6 luat choi (phuong thirc dam phan) — mdi dong thai vira giai

quyét ndi dung, vira 1a lya chon hodc thay doi luat choi, “cuong nhu tiy chd, tiy lac”.

f. Cac ket cuc co thé cua mot cu¢c dam phan

Két qua ciia mot cudc dam phén c6 the roi vao mot trong cac két cuc: ca hai cung thua
(lose—lose), mdt bén thang mot bén thua (win—lose), hodc ca hai cung c6 191 (win—win).

Win-win 1a két cuc Iy tuong dé duy tri quan hé 1au dai giira cac bén.

M.Econ. Dang Thien Tam 11
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Bon két cuc cua mot cudc dam phan

THUA - THANG THANG - THANG
(lose-win) (win-win)
Nhuéng nhin qua mitrc Ly tuéng, bén virng
<
<
L=
o
T
A=
o
-l 2
THUA - THUA THANG - THUA
(lose-lose) (win-lose)
D6 vo, mat quan hé Ep déi phuong

LOI icH cUA POI TAC

Hinh 1.4 Bon két cuc ciia mét cudc dam phdn theo loi ich hai bén

So dd trén cho thiy két cuc phu thudc vao muc d6 dap tng loi ich cua ca hai phia. Win—
lose (ép ddi phuong) c6 thé dem lai loi ich ngan han nhung d& pha hong quan hé; lose—
win (nhudng nhin qua mirc) khién ta chiu thiét; lose—lose thuong 1a hdu qua cua su cing
nhéc hai phia. Muc tiéu cua dam phan hién dai 1a dich chuyén vé 6 win—win béng cach

hiéu loi ich, m¢ rong phuong an va xdy dung long tin.

1.2 NHUNG PAC PIEM CUA PAM PHAN

Cac cudc dam phan lién quan dén hai hay nhiéu bén cung dat té1 mot s6 muc tiéu thong
qua thoa hiép hodc giai phap ma tat ca déu dong y. Mot bén dua ra lap trudng, bén kia
chap nhan hodc phan d6i bang lap truong ctia minh; qué trinh tiép dién cho dén khi dat
mot giai phap chung. Thoi gian dam phan tiy hoan canh: ¢6 thé vai phit (mua ban mot
chiéc 6 t6) hodc hang thang, hang nam (dam phan mot hiép dinh thwong mai giita cac

qudc gia).

1.2.1 Bay dic diém co ban ciia dam phan

1. Pam phén 13 mot qua trinh gdm nhiéu bude, giai doan: chuan bi, tiép xtic, ddm phan,

két thiic va hau dam phan.
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2. C6 hai hay nhiéu bén tham gia — cd nhan, nhom hoac t chuc.

3. C6 mau thuan vé nhu cau va mong mudn giita cac bén, budc cac bén tim giai phap
giai quyét xung dot.

4. Cac bén tham gia do su lya chon (choice): dam phan vi tin réng c6 thé dat thoa thuén
t6t hon so voi khong dam phan — day 14 qua trinh phan 16n tu nguyén.

5. Khi dam phén, cac bén mong doi mdt qua trinh “cho va nhan” (give and take): ca
hai s& diéu chinh doi hoi ban dau dé dat thoa hiép.

6. Cac bén thich dam phan va tim thoa thuan hon 1 du tranh cong khai, dau hang, cit
dat quan hé hay dua tranh chép 1én cip cao hon.

7. Pam phan thanh céng doi hoi quan 1y ca yéu to hiru hinh (gia ca, diéu khoan) 1an
yéu t6 v6 hinh (dong co tim 1y nhu thé dién, danh tiéng, sy cong bang).

Ghi nhé — Yéu t6 ¢6t 16i ciia thanh cong

Yéu t6 then chét ciia dam phan thanh céng la niém tin rang tat ca cdc bén déu cé
loi: dit két qua giong nhau hay khéc nhau, cdc bén déu tin rang hop tdc sé tot hon

nhiéu so voi lam viéc riéng lé hay canh tranh voi nhau.

1.2.2 Ba loai muc tiéu tao diéu kién cho théa thuin

Khi cac bén tin rang cung lam viéc s& co loi hon canh tranh hay 1am riéng r&, tiém ning
dam phan thanh cong s& 16n hon. C6 ba loai muc tiéu gitip hinh thanh thoa thuan thong

nhat:

Bang 1.5 Ba logi muc tiéu trong dam phan

) . - Chinh quyén va nha may
Céc bén chia sé cong bang, moi bén ,
Muc tiéu ) , cung muon gitr nha may
o loi theo cach khong thé dat néu ]
chung hoat dong dé duy tri viéc
khong cung lam. .
lam va nguoén thu.
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Hai d6i tac cung kinh

Cung hudng td1 nhung lam lgi cho doanh nhung chia lgi

Muc tiéu chia - _ .
moi bén khéac nhau (chia theo dong nhuan theo von/kinh

gop). nghiém; hodc cung giam

chi phi.

Nguoi tham gia van dong
Muc tiéu két Céc c4 nhan c6 muc tiéu riéng déng  chinh tri ¢6 dong co khac
hop ¥ két hop vao mot nd lyc chung. nhau nhung cung hop luc

deé uy ban mai thang cu.

1.2.3 Yéu t6 hiru hinh, v6 hinh va vai tré ciia dam phan trong kinh doanh

Pam phan thanh cong doi hoi quan 1y ca yéu t6 hitu hinh (gia ca, diéu khoan thoa thuan)
va yéu t6 vo hinh (d6ng co tdm 1y co ban nhu thé dién, uy tin, cam nhan cong bang, mong
mudn thing). Trong cac cude dam phan doi thuong (gia dinh, ban be), yéu cau khong cao
va it can 1ap ké hoach; nguoc lai, ddm phan trong kinh doanh doi hoi chuéan bi k¥ ludng,
1ap ké hoach va than trong — day 1 trong tim ctia hoc phan nay. Trong kinh doanh, dam
phan déng vai tro quan trong: thoa thuan luong bong va hop dong lao dong lam hai long
ca cha va nhan vién; ddm phan ban hang thanh cong tao nén tang quan hé, tiét kiém thoi

gian, tién bac va nang cao két qua kinh doanh.

Vay tai sao chung ta dam phan? Dam phan cho ta co hdi néu yéu cau ctia minh; tim duogc
diéu kién t6t hon cho ca hai bén; hoc cach dbi nhan xtr thé; dat dugc sy cong tac va dap
ung nhu cau; thiét 1ap va cai thién quan hé; va d61 khi dat dugc ca nhitng diéu tudng nhu

khong can thiét.

ZOPA, BATNA va diém khang cu — nén ting phén tich hién dai

Céc gi4o trinh tiéng Anh (Lewicki, Thompson) b6 sung mot b khai niém dinh lugng
gitp chuan bi dam phan chit ché hon. BATNA (Best Alternative To a Negotiated
Agreement) 1a phuong 4n thay thé tét nhat néu khong dat thoa thuan. Diém khang cu

(reservation value) 1a ngudng kém thuan lgi nhat ma mét bén con chap nhan — véi nguoi
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béan 14 gia t6i thiéu, voi ngudi mua 14 gia t6i da. Khoang giao nhau giita hai diém khang

cu la ZOPA (Zone Of Possible Agreement) — vung thda thuan kha thi.

Vung thoa thuan kha thi (ZOPA), diém khang cu va BATNA

Gia toi thieu Gia toi da
nguoi ban chap nhan nguoi mua chap nhan
(reservation) (reservation)

ZOPA
(vung thoéa thuan)

| | -

T 1 1 1

Gia
BATNA BATNA
nguoi ban nguol mua

Hinh 1.5 Viing théa thudn kha thi (ZOPA), diém khéang cw va BATNA

Binh luin chuyén sdu — BATNA: ngudn sirc manh thit sw ciia nha dam phan

Nhiéu ngudi tudng quyén lyc trong dam phan dén tir quy mo, giong néi 10n hay thai
do cting ran. Thyc ra, nguén strc manh bén viing nhét 1a BATNA. Ly do: BATNA
xéac dinh “diém bo di” — mic ma tai d6 tir chdi thoa thuén lai tot hon chap nhan no.
Ngudi c6 BATNA manh c6 thé ty tin tir chéi nhitng dé nghi bat loi; ngudi khong
biét BATNA cta minh dé bi cudn vao thoa thuan toi vi s¢ “khong dat gi”. Ba hé qua
thuc hanh: (1) luén chudn bi va, néu c6 thé, cai thien BATNA cua minh trude khi
vao ban (vi du tim thém nha cung cap khac); (2) udc lugng BATNA ctia di phuong
dé biét ho chiu duoc stc ép dén dau; (3) chi chip nhan thoa thuan t6t hon BATNA
ctia minh. Néu hai BATNA khong tao ra ving giao nhau (khong c6 ZOPA), thi thoa
thuan khong nén xay ra — va nhén ra diéu d6 sém ciing 13 mot thanh cong, gitp ta
khong phi thoi gian va khong ky két bat loi. Pay 1a 1y do cau “chuan bi, chuin bi,

chuan bi” luén dimg dau moi danh sach k¥ nang dam phan.

Pam phan phan phéi va dam phan tich hop

Hai chién lugc nén tang phan anh hai cach nhin vé “chiéc banh” gia tri. Dam phan phan
phéi (distributive — “mic ca cig”) gia dinh mot “chiéc banh c¢d dinh”: phan thang cia
bén nay 1 phan thua cta bén kia (win—lose), dién hinh 1a mic ca gia bat dong san hay 6
t6. Pam phan tich hop (integrative) khong tin vao chiéc banh cb dinh: cac bén c6 thé tao

thém gia tri bang cach danh doi va tai cau trac van de¢, dé cung thang (win—win).
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PHAN PHOI (distributive) TiCH HOP (integrative)

Bén A

Mé& rong >

gia tri

Bén B

“Chiéc banh cé dinh” - thang/thua “MGd réng chiéc banh™ - cung thang (win-win)

Hinh 1.6 Pam phdn phén phéi (“chiéc banh cé dinh”) va tich hop (“mé réng chiéc
bdnh”)

Binh luin chuyén sau — “Cai bay chiéc banh c6 dinh” (mythical fixed pie)

Mot trong nhiing thién léch tim Iy pho bién nhat trong dam phan 1a “ngd nhéan chiéc
banh ¢6 dinh” (mythical fixed-pie bias): gia dinh mic nhién rang loi ich cua ta va
ctia d6i phuong hoan toan d6i nghich, duoc mat bang nhau. Khi tin nhu vay, ngudi
ta bo 16 nhitng co hoi cung thing ngay trude mit, vi khong budn tim hiéu liéu hai
bén c6 wu tién khac nhau dé danh doi hay khong. Thuyc té, phan 16n cac cudc dam
phan déu chira “gié tri tiém an”: cac bén thuong coi trong cac van dé & mirc do khac
nhau (m6t bén can giao hang nhanh, bén kia can gia tot), nén c6 thé “d6i” nhuong
bd ¢ van dé it quan trong voi minh dé 14y loi ich & vin dé quan trong hon. D6 chinh
la cach “mo rong chiéc banh” trudce khi chia. Him y: trude khi méc ca con s6, nha
dam phan gioi dit cau hoi dé kham pha loi ich va mirc wu tién cta cac bén, tim cac
phuong an danh d6i sang tao — chuyén tir tw duy phan phdi sang tu duy tich hop.
Phén phdi va tich hop khong loai trir nhau: hau hét cudc dam phan thuc té doi hoi

vira tao gia tri (mé rong banh) vira phan chia gia tri (chia banh) mét cach cong bang.

1.3 NHUNG NGUYEN TAC TRONG DAM PHAN

D¢ mot cudc dam phan dién ra hi€u qua va bén virng, can ton trong mot s6 nguyén tac co
ban:
1. Bam phén la viéc tu nguyén: bat ctr bén nao cting c6 thé rat lui hoac tir choi tham

du vao bat ctr Iuc nao.
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2. Pam phan chi bat dau khi it nhat mot bén mudn thay ddi thoa thuan hién tai va tin
c6 thé dat mét thoéa thuan mdi thoa mén ca d6i bén.

3. Chi xay ra dam phan khi viéc can duoc quyét dinh bang thoa thuan chung; néu mot
bén co thé quyét dinh don phuong thi khong can dam phan.

4. Thoi gian 13 yéu td quyét dinh: n6 anh hudng 16n dén tinh hinh va két qua cubi cing
ctia dam phan.

5. Mot cude dam phan thanh cong khong co nghia 1 thing bang moi gia, ma 1a dat
duoc didu ma ca hai bén déu mong mubn.

6. Pham chét, nang lyc, k¥ ndng, thai o va cam xuc cta nhirng nguoi trén ban dam

phan anh huong quyét dinh dén tién trinh dam phan.

Luu y dao dirc — Cong bang va quan hé 1 chia khéa

Nhu Loi mé dau cua hoc phan nhin manh: trong bat ky bat dong nao, cac bén déu
huéng t6i két qua tot nhat cho minh, nhung chinh cic nguyén tac cong bang, tim
kiém loi ich chung va duy tri mbi quan hé méi 1a chia khoéa dan dén két qua thanh

cong va bén viing.

1.4 NHUNG SAI LAM TRONG QUA TRiINH PAM PHAN

D6i khi sai lam dam phan rat rd rang: vo tinh tiét 16 diém mau chét, chi trich d6i phuong
khi can kién nhin, hoic nhdm 14n con s6. Nhung thuong xuyén hon, sai 1dm 1 v6 hinh:
ta dat dugc mot thoa thuan “tam dn” ma khong biét réng da co thé dat thoa thuan tot hon
néu tranh dugc nhitng cam bay quen thudc. Nam sai 1am phd bién dudi day (theo nghién

ctru cia Chuong trinh Pam phan Harvard) can duoc nhan dién va phong tranh.

Sai IAm 1 — Khong chuin bi ky hromg

Sai lam hang dau 1a lao vao dam phan ma khong chuédn bi. C6 quan diém manh vé diéu
minh mudn 14 chua du; nha dam phan khén ngoan danh thoi gian phan tich nhiéu khia
canh, bat dau tir BATNA cua minh, tinh toan diém khang cu (reservation value) va uéc
luong BATNA ctia d6i phuong. Nhimg phan tich nay gitp ra quyét dinh hop 1y hon va
biét khi ndo nén roi ban dam phan.
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Sai lAm 2 — Tép trung canh tranh thay vi hop tic

Vi s¢ bi lo1 dung, nhiéu nha dam phan (ké ca nguoi co kinh nghiém) dua ra yéu cau qua
tham vong va dung de doa, €p budc. Cach hi¢u qua hon Ia tap trung tao ra va khéng dinh
gi4 tri: danh thoi gian x4y dung quan hé va 1ong tin dé cac bén thoai mai chia sé loi ich
co ban, nho d6 nhan dién dugc cac danh d6i tiém nang. Nha dam phan thong minh hiéu

rang ho nhan duoc nhiéu hon nho tim giai phap doi bén ciing c6 1oi.

Sai 1Am 3 — Lé thudc vao 16i tit nhan thirc

Trong dam phan, ai ciing dua vao cac 16i tit nhan thirc (cognitive shortcuts), nhat 1a khi
thiéu chuén bi va thiéu thoi gian. Vi du: qua tu tin vé kha niang dat muyc tiéu; chi ¥ nhiéu
dén thong tin “sdng dong” (nhw murc lwong) hon théng tin quan trong nhung it ndi bat
(nhu thoi gian di lam) — nhitng yéu t6 ¢ thé anh hudng 16n dén sy hai 10ng that si. Chudn

bi k¥ va danh du thoi gian gitp giam tac dong cua cac thién 1éch nay.
Sai lim 4 — Dé cam xiic 14n At

Bén canh thién léch nhan thic, nha dam phan con dé bi chi phéi bai thién 1éch cam xtc.
Cam xuc cung cap thong tin gia tri vé dién bién dam phan, nhung cam xtic manh c6 thé
can trd quyét dinh hop 1y: gido su Jennifer Lerner (Harvard) phat hién rang tirc gian khién
ta lya chon qua mao hiém, con budn bi khién ta tra gia qué cao. Khi dam phan cing
thang, nén nghi giai lao dé ha nhiét, sau d6 cung néi vé diéu da xay ra va cho moi ngudi

bay t6 mdi quan tam.

Sai 1Am 5 — i duong tit vé dao dirc

Chung ta thudng cho rang chi ngudi tin nhin méi hanh xir phi dao dirc. Thyc té, nghién
clru clia gido su Francesca Gino (Harvard Business School) cho thdy phan 16n moi ngudi
thinh thoang sin sang gian 14n khi c6 dong co tai chinh va tin rang s& khong bi phat hién,
roi tw bién minh cho hanh vi d6. Diéu quan trong 13 ludn canh gidc voi cam bay dao duc
va khong dé ban than roi vao nhimng vi pham tudng nhoé nhung di nguoc nguyén tic dao

dtrc cua minh.

Bing 1.6 Ném sai lam va cdch phong trdnh
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Khéng chuén bj

Canh tranh thay
vi hop tac

Ldi tat nhan

thue
Cam xuc lan at

Puong tit dao

duac

Lao vao dam phan chi voi

mong mudn mo ho.
Doi1 hoi qua muc, de doa, ép
budec.

Qua tu tin; bi thong tin n6i bat

danh lura.

Ttrc gian, lo budn dan tGi

quyét dinh sai.

Gian 1an nho, tu bién minh.

Xac dinh BATNA, diém
khang cu; udc lugng BATNA
dbi phuong.

Xay long tin, chia sé loi ich,
tim danh d6i cung c6 loi.
Chuan bj dir liéu; danh du thoi
gian; kiém tra gia dinh.

Nghi gidi lao; goi tén cam xuc;
tach cam xac khoi van de.

bat ranh gidi dao duc rd; minh

bach; nghi dén danh tiéng.

1.5 PO LUONG THANH CONG CUA MOT CUQC PAM PHAN

Mot cudc dam phan thanh cong c6 thé dugc danh gia theo bay tiéu chi cu thé — gan nhu

phan chiéu khung Bay yéu t6 Harvard:

1. BATNA: thoa thuan dap tng lo1 ich cta ban t6t hon so vé6i thuc hién phuong an

thay thé t6t nhat.

2. Loi ich: dap tmg t6t loi ich cia ta, it nhat chap nhan duoc v6i ho va & mirc vira phai

vG1 cac bén khac.

3. Lua chon: két qua 1a phwong 4n t6t nhat trong s6 nhiéu Iya chon sang tao di can

nhéc, c6 kha nang dat lgi ich chung.

4. Tinh hop phap: cac bén xem két qua va quy trinh 1 cong bang theo nhitng tiéu chi

khéch quan da dinh.

5. Cam két: duoc hoach dinh tét, day du, thiét thuc va kha thi ma ca hai bén déu hiéu

va san sang thuc hién.
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6. Giao tiép: thong qua giao tiép hiéu qua, cac bén hiéu nhau va biét rd nhiing gi da
thoa thuan.
7. Quan hé: gitip xay dung mdi quan hé cong viéc va danh tiéng ma ban muébn duy tri
gifra cac bén.
Goi y thue hanh — B§ ciu héi tr kiém sau dam phén
— Théa thuan nay c6 tot hon BATNA cua t6i khong?
— Loi ich c6t 161 cua t6i va cua d6i tac duge dap ing dén dau?
— Tbi d3 tim du phuong 4n sang tao trudce khi chét chwa?
— Két qua c6 duya trén tiéu chuan khach quan, céng bang khong?
— Cam két c6 16 rang, kha thi, hai bén déu hiéu khong?

— Quan hé sau dam phan tot 1én hay x4u di?

PQC THEM

Hai loai dam phan: phan phdi va tich hop

Tuy theo quan diém va phong cach ciia céc bén, ¢6 hai loai dam phan co ban. Pam phan
phan phéi (distributive, “hard bargaining”): cac bén & thé dbi 1ap, phan thing cua bén
nay 1a phan thua cua bén kia (win—lose), van hanh trén nguyén tic “chiéc banh c6 dinh”
— nhu mic ca gia bt dong san hay 6 t6. Pam phan tich hop (integrative): cac bén khong
tin vao chiéc banh ¢ dinh, ma tao gia tri va loi ich chung qua danh doi va tai ciu trac

van dé, dé cung dat win—win (xem lai Hinh 1.6).

Ba kiéu dam phian: mém, ¢irng va nguyén tac

Dua vao thai do, phuong phap va muc dich, c6 thé chia thanh ba kiéu dam phan. Phan
nay chi gidi thiéu tong quan; ndi dung chi tiét va cach van dung s& duoc phan tich sau

trong Chuong 3 — Cac bén tham gia va cac kiéu dam phan.

Bing 1.7 So sanh tong quan ba kiéu dam phdn (chi tiét & Chwong 3)
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Tiéu chi Kiéu mém Kiéu cirng Ki€éu nguyén tac

Coi nhau nhu nhiing

Quan niém vé  Coi nhau nhu ban Coi nhau nhu dich
, nguoi cung giai
doi tac be. thu. L
quyét van de.
, Két qua khon
Dat thoa thuan, gitt Gianh thang loi cho '
Muc tiéu ngoan, hiéu qua va

quan hé. minh. .
than thién.

Ap déo, gay stic ép, Cung ran vdi van

Nhuong bo dé gitr .

Thai do kién dinh 1ap dé, on hoa voi con
quan hé. _

truong. nguoi.
, D¢ thua thi¢t néu

Keét cuc i . Thuong win—lose, Hudng t61 win—win,
gap doi tac thicu N .

thuwong gap de thanh lose—lose.  bén viing.
thién chi.

g Hiém; chi khi quan  Phu hop véi hau hét
Quan h¢ than thiét,

Khi nén dung hé khong quan tinh hudng kinh

can gitt gin 1au dai.

trong. doanh.
Minh hoa nhanh (sé phan tich kj ¢ Chwong 3): kiéu mém phit hop khi gidm doe muon
gitt chdn mét nhdn vién cét can bang dai ngd tot hon; kiéu cimg xudt hién trong tinh
huong Thanh — Fang & phan thwe hanh, noi cd hai cing ciing rdn dan t6i lose—lose; kiéu
nguyén tic gitip mot nhan vién thuyét phuc cdp trén vé ky nghi phép vica hop tinh vira

hop Iy nho nam vieng quy dinh va chudn bi phieong dn thay thé.

TOM TAT CHUONG

Chuong 1 trang bi nhitng van dé co ban nhat ctia dam phan: khai niém va ban chat; khung
Bay yéu t6; dam phan vura 1a khoa hoc vira 1a nghé thuat; mo hinh myén tinh va vong
tron; cac dic diém, ba loai muc tiéu va yéu té hitu hinh — v6 hinh; nguyén tic dam phan;
nim sai 1am pho bién; va bay tiéu chi do luong thanh cong. Bo khai niém hién dai

(BATNA, diém khang cu, ZOPA, phan phdi — tich hop) cung cap cong cu chuan bi va
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phan tich chit ché. Pay 1a nén tang dé tién hanh mot cudc dam phan bai ban va hiéu qua.
Tuy nhién, dé tré thanh nha dam phan gioi, bén canh nam chac 1y thuyét, ngudi hoc can

manh dan trai nghi€ém thuc té va duc rat bai hoc dé hoan thién k¥ nang.

CAU HOI ON TAP

[

. Trinh bay khai niém va vai tro ciia dam phén trong kinh doanh.

2. Phan tich cac dac diém cua dam phan va ba loai muc ti€u tao di€u kién cho thda

thuan.
3. Chtrng minh rang “Pam phan 1 khoa hoc, dong thoi la nghé thuét”.

4. Trinh bay khung Bay yéu té Harvard va giai thich vai tro cia BATNA, diém khang
cu, ZOPA.

5. Phan biét dam phan phan phdi va dam phan tich hop. Vi sao “ngd nhén chiéc banh
c¢b dinh” gay hai?

6. Néu cic nguyén tic va nam sai lJam thuong gip trong dam phan cing cach phong

tranh.

7. Trinh bay bay ti€u chi do luong mot cudc dam phén thanh cong.

HOAT PONG THUC HANH

TINH HUONG KHOI PONG — Thanh va cudc dam phan doi boi thuwong

B6i canh: Thanh sang Trung Quéc yéu ciu cong ty cua Fang bdi thuong mot khoan
tién vé 16 hang xe dap giao khong dung don dit hang. Trong khi ddm phan, Fang
cho biét cong ty co khong c6 kha ning bdi thuong bang tién mat, chi c6 thé doi lai
nhiing chiéc xe sai yéu cau. Nghe Fang giai trinh vé tinh trang bé tac, Thanh khong
gidu dugc thit vong, buc bdi roi phong dam phan va 1ap tirc ra san bay vé nudc.
Fang bbi r6i nhung vi so mat thé dién nén khong moi Thanh quay lai. Su hop tac
giita hai cong ty cham dut ngay sau d6 v& nay.

Phén tich: Cudc dam phan tht bai vi nhiéu nguyén nhan: Thanh khéng chuén bi

san cac phuong an dam phan (thiéu BATNA va lya chon thay thé); thai d§ nong voi,
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thiéu kiém ché cam xuc (sai lam “dé cam xuc 14n at”); ca hai bén déu ctmg nhic,
bam 1ap truong (“tién mat” vs “d6i hang”) thay vi dao sau loi ich chung va tim
phuong 4n sang tao. Day 1a két cuc lose—lose: xét riéng viéc doi bdi thudng thi Thanh
thua, Fang thing; nhung xét tong thé, ca hai cling mat co hoi hop tac 1au dai. Yéu t6
v hinh (thé dién cua Fang) ciing can tré viéc nbi lai ddi thoai.
Y nghia quén tri: Bai hoc: chti trong khau chuan bi (BATNA, phwong an); giit binh
tinh, kiém ché cam xuc; nd lyc tim tiéng néi chung va loi ich chung thay vi ¢6 th
lap truong; soan diéu khoan hop déng chit ch&; va xac dinh tiéu chi chon dbi tac 1au
dai.
Cau hoi thio luin:
— Vi sao cudc dam phan giita Thanh va Fang that bai? Lién hé véi nam sai 1am ¢
muc 1.4.
— Néu van dung dam phan nguyén tac, Thanh nén tach loi ich khoi lap truong nhu
thé nao?
— C6 phuong an tich hop nao dé ca hai cung c6 lgi (vi du d6i hang kém chiét khau,
gia han, don hang méi)?

— Yéu t6 v6 hinh (thé dién) d3 anh hudng ra sao dén két cuc?

Cau héi tric nghiém

1. Luin diém nao ding nhit vé ban chit ciia hoat ddng dam phan?

A. Chi xuat hién khi can giai quyét mau thuin trong kinh doanh. — B. Chi xuét hién
khi con ngudi c6 dbi khang vé lgi ich. — C. Luén gan lién véi sy ton tai cta con

nguoi. — D. Chi can thiét khi thyc hién nhiing céng viéc quan trong.

2. Luin diém nao thé hién ding tinh chit cia kiéu dam phan mém?
A. Dung khi muén cat dit quan hé. — B. Ban bé luén dung kiéu mém. — C. Coi

nhau nhu dich tha. — D. Coi nhau nhu ban be.
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Tw danh gia — Ban la nha dam phan nhw thé nao?
K¥ ning dam phan c6 thé hoc, thyc hanh va ndm bat. Hiy tu cho diém 20 phat biéu
(thang 1-5: sd cang cao dic diém cang 13) vé cac khia canh: thich giao tiép va tao
két qua doi bén hai long; ky vong cao; chuan bj tdt; sang tao gidi phap; minh man
dudi strc ép; dit cau hoi dé thu thap thong tin; nhin van dé tir quan diém doi tac; dbi
chat v6i van dé chir khong voi con ngudi; tip trung vao loi ich; biét ling nghe...
Cong tong diém va dbi chiéu:
— 90+ : C6 t6 chat nha dam phan tuyét voi; nén bd sung thém chién thuat.
— 80-89 : C6 kha nang trd thanh nha dam phan tai ba; hoc thém k¥ nang, chién
thuat.
— 65-79 : Nam dugc k¥ nang co ban; nén hoc cach tao quan hé va ndm nhu cau
doi tac.

— 0-64 : D3 c6 khoi ddu quan trong; ap dung dan cac nguyén tic sé& tién bo rd.
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