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Nhirng ltc thé nay, nguoi cdp trén nhw ban

s€ lam thé nao?

Néi bao nhiéu Ian cap duéi van khéng
lam viéc nhu minh mudn.

Dua ra 10i khuyén moét cach nhe nhang
khi cdp dudi c6 viée can trao ddi, nhung
16i khuyén d6 khéng duroc lang nghe.

Da cuing cip dudi tao ra nhitng hinh mau
vé sy thanh cong, nhung hinh mau d6
khong dwoc ap dung cho nhiing lan sau.
C6 hai nguoi, AvaB, mdi nguroi phan nan
trao d6i vé nhitng van dé khac nhau.

Khi phé bién vé chién luwoc da phai thirc
trang dém dé hoach dinh nhung cap duéi

lai té ra chan nan.

Cédp dudi ra vé rdt nhanh, nhung céng

viéc ctia ban than thi méai khong két thac.

“PE khong tré thinh mdt cip trén phai

chiu thiét thoi, hdy thwc hanh phuwong phap

quan ly thong minh.”
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Loi noi dau

dc ban dung cho cdp dudi doc cudn

sach nay (néu ban la cap dudi thi cling

nhat dinh dimg doc cudn sach nay
nhé). Cudn sich nay dwoc viét mot cach nhat
quén trén lap trueong ctua nhitng nguoi dang
nam giit vai trd cap trén, treéng nhoém. Néu cip
dudi cua ban doc dwgc cudn sach nay, khéng
chiing sé cau may khi nghi vé ban, nhitng ki
ning khéo léo lam cho cdp dudi lam viéc theo
y ban cling ¢6 kha néng bi tiét 15. D€ c6 thé thu
dwoc thanh qua t6i da tit cudn sach nay, toi
khuyén ban nhat dinh khong nén doc khi & gan
cdp dudi, sau khi doc xong cling ding dé bia
sach hay tén sach lot vao tim mat cia cdp dwdi
ma hay gidu di nhé.

Co vai dieu t61 dé xuat trong cudn sach nay:



KY NANG QUAN LY NHAN SU CUA NGUO! NHAT

e Chuyén tir cach quan ly cd ging d€ lam
nguoi tot sang cach quan ly thong minh.

e Chuyén tit mdt cAp trén c§ gang d¢€ lam

nguoi tot sang mot cap trén thong minh.

¢ C& gang d& ban than “khéng ¢S gang lam

moi viéc mot minh”.

C6 rat nhiéu diéu xudt hién trong cudn sach
nay duong nhu di nguoc lai nhitng khai niém tte
truedc dén nay. Nhung diéu d6 hoan toan khong
phai 12 do t6i ¢8 tinh lam nhw vay dé gay sw chi
y. Cac ban sé dan dan hiéu duoc nhitng diéu tbi
mudn néi khi doc cubn sach nay, d6 la phuwong
phap luan vé viéc lam thé nao d€ mot cap trén,
treong nhém nhu ban ¢6 thé dan dat nhém ctia
minh di dén thanh cong. T6i hién tai dang diéu
hanh Cong ty Keieisha JP, cong ty tu vdn nguén
nhan lyc tdp trung vao tang 16p lanh dao, cdp
trén, treong nhom. Cong ty t6i dang tién hanh
céc hoat dong hd tro tuyén dung nhan sy lanh
dao, hd tro chuyén viéc, tw van cho td chirc diéu
hanh, chia sé thong tin, va cac loai hoat dong
cong dong danh cho tang 16p lanh dao, trueong
nhoém, hay chuong tomh boi dixdng cac tai nang
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KAZUYUKI INOUE

lanh dao. Ban than toi trong vai trd 6 van chién
lwoc t8 chikc, nhan sy 1anh dao, da cd co hdi tiép
xtic véi hon 8.000 ngudi nam trong trach diéu
hanh hay 13 trwong nhém. Trong s§ d6, hang
ngay t6i da nghe khong it 10i than van nhur “du
t6i da c6 gang 1am da moi cach nhung két qua
déu khong nhu y, thanh tich cling mai ma khong
chuyén bién, toi phai lam thé nao bay gio?”, hay
“du toi da cd hét sttc quan tam, h tro tie phia sau
nhung cap dwdi lic nao cling thu thai an nhan
chang mang dén sy vat va cta t6i”. T6i viét cudn
sach nay véi muc dich tro gitip cho nhiing cap
trén dang than phién nhw cic ban. Toi xin nhic
lai moét Tan nira r%mg cudn sach dwoc viét mot
cach nhét quan trén 1ap trieong cua cac ban, va
né chi danh cho nhitng nguoi co vai tro cap trén
trieong nhom ma thdi. (Nhitng ban ¢6 vai tro cap
dudi xin dimg doc cudn sach nay). Hay cing toi
kham phd xem mot cap trén nhu ban nén lam
viéc thé nao, cach to chitc nhém ctia minh ra sao
d€ dat duoc thanh cdng, va lam thé nao dé ban
than cé thé 1am viéc trong diéu kién t6t hon nita.

Thang 3 nam 2015,
Keieisha JP Corporation CEO Inoue Kazuyuki
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CHUONG

l

CHUAN BI CHO PHUO'NG PHAP
QUAN LY THONG MINH

Ban c6 cAm thiy mét méi vi ludn c6 lam mot

nguwoi tot?



KY NANG QUAN LY NHAN SU COA NGUOI NHAT

TECHNIQUE:

Tai sao c6 nhiing ngudi quan Iy c6 thé vira vé sém,
vira nang cao dugc thanh tich ca nhom?

hitng nguoi quan ly vira gitt vai tro
& tuyén dau déng gop cho doanh thu
loi nhuén ctia céng ty, vira boi dudng
- dao tao cAp dudi hay con duoc goi 1a Playing
Manager dang ngay mot tang lén, va qua ntta
trong s6 d6 dang tién hanh cd hai nhiém vy,
doé la cdng viéc cua ban than va quan ly nhém
ctia minh. Theo mdat cudc khao sat cia Pai hoc
Sanno nam 2013, 14y nhitng cong ty duoc niém
yét trén san ching khodn lam trung tam, két
qua c6 dén 99,2% truong nhom dang gitt vai
tro Playing Manager. Ho vira phai ddm nhiém
cong viéc & hién truong vira phai lo quan ly cap
dwdi, rat vat va. Nho vao viéc ¢ cap dudi ma
nhitng cdng viéc tir bdy dén nay minh phai tw
lam, tir gio cdp dudi sé dan dan lam thay mot

phan hodc toan k6. Viéc quandysé ting thém,
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KAZUYUK! INOUE

nhung nhitng cong viéc ban than phai lam sé
giam xudng. Han cac ban dang ki vong vao loi
ich d6 phai khong? Tiéc thay sy thuc thi cd rat
nhiéu truong hop lai ngroc lai véi ki vong do.
Thuee t&€ 12 ndi ban khoan 16n nhét caa nguoi
quan ly la mai ma khong thé béi dudng duoc
cap dwéi. Ciing trong khao sat ndi trén, cé dén
40% nha quan ly thira nhan khdng nhitng ganh
ngng cong viéc khong giam di, ma sy vat va con
tang gap ddi vi phai ton thoi gian c6ng stc dé
vira nang cao thanh tich nghiép vu vira phai lo
cong viéc dao tao. Toi nhu nghe thdy tiéng long
va ndi tran tro clia cdc ban, nhitng nha quan
1y khi “cdp dudi mai van khéng lam duoc viée
theo y minh mong mudn”, hay “da giai thich
rat nhitu I4n r6i ma cdp dwdi mai van khéng
hiéu”. Nhung ngay ca trong hoan canh do, t6i
nghi cac ban trong vai tro moét nha quan ly, véi
long ty trong cia minh cong thém viéc phai dé
tam dén déanh gia cua cdng ty, ludn to vé bén
ngoai rang “cong viéc dé don gian thoi”, “ctt
giao cho t6i”. Khong ching ngay ca voi sai lam
clia cdp dudi, bén trong tw nhu chuwa biét phai

lam thénao.nhuwag béiyngeai cac ban van noi
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KY NANG QUAN LY NHAN SU COA NGUOT NHAT

“t61 biét roi, cte d€ d6 toi sé lo liéu cho”, rdi ganh
18y cong viéc vao minh, hay nhuong lai nhiing
du &n minh da gianh dwgc cho nhitng cdp dudi
v Y / ~ A r NS
nang hec yéu kém ciing nén. Cac ban c6 gang
cang nhiéu, tdim hon va thé chét cang mét moi.
Khong can thén, r6i moét ngay dét nhién ban
guc xudng vi lam viéc qua stc...

- Trong khi d¢, tai sao & phong ban khac hay
cdng ty ddi tac lai c6 nhitng nguwodi quan ly tai
nang lanh dao nhém ctia minh va tao ra thanh
tich t6t? Han ban cho rang, d€ cé duoc timg dy
thanh tich hén anh ta phai lam viéc cham chi
v6 cung, nhung sy that 13, khi hoi cdp dwdi hay
nhiing nguwdi xung quanh thi cau tra 1oi la ngwoi
quan ly 6 hau nhw chang bao gid phai 1am viéc
thém gio ca, tham chi cdng viéc cling thuong dén
5 gio chiéu 1a két thiic, cudi tudn con cé thoi gian
cho mén thé thao yéu thich hay ra ngoai gép go
ban be. Tai sao lai c6 thé ¢ chuyén nhw vay? Tai
sao minh ngay qua ngay c8 gang hét minh, lam
thém gio, di lam ca cudi tudn ma cdp dudi cua
nguoi luén vé dung gio nhu anh ta lai ¢6 thanh
tich t6t hon. Khong 1€ anh ta lai tdp hop duoc
nhiing thanh viénxudtsic dénvay. Ghenti thit.

~T6



KAZUYUKI INOUE

Nhitng gi t6i dang néi ct nhv mét cau
chuyén da kich nhiing ngwoi dang mét moi vi
vO phuong tim cach lam nguwoi tot, né ¢o thé
lam ban ngac nhién, nhung hay cung toi thir di
tim 16i giai cho cau chuyén nay.

TECHNIQUE:

Ban c6 dang cd gang sai cach?

Ngay tir dau cho du la viéc gi di nita thi
cling khong phai la viéc cia mét minh nguoi
lanh dao. Ban ¢é dang nham twong vé sb gio
lam viéc véi sy c8 gang hay khong? C6 nhiéu
nguoi quan ly gioi (nguoi ma thing tién nho
vao sy xuat sac va thanh tich t8t) nghi ring néu
khong c6 minh thi cong viéc khong thé nao xoay
vong duroc. Khong it nguoi coi d6 1a gia tri ton
tai cia ban than. Nguoi mac hoi ching khong
thé giao viéc cho nguoi khac, thuong khong
giao viéc cho cap dwdi, ma ti minh lam hét moi
viéc, roi goi d6 1a dang ¢8 gang nd luc. Khong
c6 ban than thi cong viéc sé giam chan tai chd.

Két cucnhi-toi da noy lig trirdc, nhitng nguoi

17
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d6 co 18 dang vat va lam thém gio, r6i lam viéc
gdp d6i ca vao ngay nghi va ngay 1é.

C6 mdt c4i bAy ma nhidu ngudi mac phai &
day, d6 1a ham mudn théa man cam giac minh
I nguoi quan trong, tiy theo si 8 gdng ma
c6 thé tro thanh sy ton tai khong thé thiéu va
khong gi thay thé dwgc trong mot cong ty hay
t3 chirc. Toi cé mot dé xuit cho cdc ban vé bude
dau tién dé chuyén tir cai goi la “quan Ii tot”
sang “quan li thong minh”. |

Trudc tién, cho phép toi thir thay d6i cam
gidc mudn lam nguoi quan trong cta cac ban.
T4t nhién t6i dong y sw ton tai cia mot nguoi
cdp trén nhu ban 1a khong thé thiéu nhung cong
viéc ma ban cin lam cé phai la nhitng viéc ma
ban chua thé an tdm giao cho cap dwsi? Khong,
viéc ban can lam 1a giao hét nhiing viéc ma ban
nghi 1a c&p dwdinén lam va c6 thé lam (ca nhiing
viéc ma cap dudi khong dan dan ti lam duoc thi
ban sé gap ric rdi), con ban véi vai trd cap trén
phai tap trung hon vao nhiing cong viéc mang
tinh chién luoc va sang tao. Néu khong nhu vay

thi mic do hao hittng voi eong yiée ena ban sé

18



KAZUYUKI INOUE

chi giam dan theo tiing ndm, d6i véi cong ty ban
ma ndi, chon ban lam ngwoi quan ly, tra lvong
cao cling ching con y nghia gi nita (“Khéng,
long t6i thap 1Am” véi nhitng ban cé y nghi nay
thi ban c6 dong ¥ véi toi rang it nhat lwong ban
cling cao hon cap duwdi ciia minh hay khong?).
Hon nita véi nhitng nguoi chi biét dén cong viéc
& mot mie nhat dinh trong hién tai thi lam sao
c6 thé dugce giao cho céng viéc & mitc cao hon
nita. Chi nhitng ngudi thirong ngay ludn b gang
d€ hudng t6i muc tiéu cao hon méi ¢6 thé nhan
duoc nhiing cong viéc va vi tri cao hon ma thoi.
Diéu d6 6 nghia la diéu ban can lam dé€ thda
man cam giac minh la nguroi quan trong khong
phai 1a suy nghi bay gi¢ néu minh ma khong cd
gang thi cong ty sé roi vao trang théi tri tré ma la
néu minh du stec d€ duoc dugc giao mot hay hai
cong viéc 6 mot mic d6 cao hon thi cong ty minh
chic chin sé t6t én. Day chinh la su khac biét vé
cach nhin va nhéan thitc ctia “mét nguodi cdp trén
tot” va “mét nguoi cdp trén thong minh”.

Do d6 viéc ban phai ¢8 gdng “khdng ¢ gang

lam moi-viec mot minh” 1a vo cung quan trong.

13
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Khi tinh co gdp phai nhitng tinh huéng nhu
“Nhimg nguoi nay dang lam cai gi th€ nay”,
“Lam nhu thé€ nay ¢ phai nhanh hon khéng”,
d6i khi ban can phai hoc cach bd qua, thay vi ct
gitt thai d¢ “dé tu toi lam cho ma xem” nhuw ttx
trudc dén nay. Cau chuyén vé viéc d6i khi can
hoc cach “khong c8 gang” nay sé xuét hién doi
chd k& tir chuong nay trd di, nén t6i hi vong cac
ban sé hiéu dwgc no tit nhitng vi du thie hanh
cu thé.

TECHNIQUE:

Linh hoat hon mot chat

Thoi gian cta ching ta la hiru han. Phan
phoi thoi gian c¢6 thé dung duoc tuy y (nhu
quén co 18y duoc tir d6i phuong ¢ thé tu do
d3t lai vao ban cd trong mén cd Shogi) nhw th&
nao cho hop li 1a cau hoi duoc chl’ing ta dat ra
mdi ngay. Tdi trong vai tro ngudi diéu hanh
cong ty JP, dang hd tro nhitng cdng viéc nhu
chi dinh, tuyén chon, dao tao trong noi bo cong
ty, thué nguoi tir ngoai céng-ty, phan phdi nhan

20



KAZUYUKI INOUE

st nhém quan ly va diéu hanh mot cach hop
li nhat, hay dwa ra 1oi khuyén trong viéc diéu
hanh cong ty cho cac thanh vién trong ban diéu
hanh. T6i thwong dwroc hoi “vay cdng viéc cua
mot nguoi diéu hanh hay giam ddc cu thé€ 1a
gi?”. Lac nao toi cling dua ra cau tra 1oi la ba
viéc sau day. Tht nhat d6 1a xac dinh muc tiéu
va phuong cham thiec hién cong viéc. Thit hai la
phan phdi va cung tng ngudn tai nguyén. Thiz
ba la tao dong co thuiec hién va tién hanh quan ly
tién d§. Ba cong viéc nay la nhitng cong viéc ma
nhitng nguoilam giam d6c hay thanh vién trong
ban diéu hanh phai thwc hién, nhung n6 ciling
dong thoi la co s& hiru hiéu d€ danh gia budc
chuyén tit “quan ly t6t” sang “quan ly thong
minh”. Ban can x4c dinh muc tiéu ctia nhém
ma ban quan ly la gi. Lam 16 phuwong hwéng,
phuong cham thyc hién d€ dat dwgc muc tiéu
doé trong ng:fm han, trung han, dai han, sau d6
chia sé vdi tat ca cac thanh vién trong nhém.
Dua trén phuwong hudng va phuong cham do,
quyét dinh phan chia thanh vién, hodc bé sung
hay thay thé thanh vién trong nhém néu can
thiet. Thue hién-ehia sé,guan 1y tién trinh, va dé€

2%



K¥ NANG QUAN LY NHAN SU CUA NGUOT NHAT

tam dén viéc tao ddng co dong luc hudng dén
hoan thanh muc tiéu. Trong toan thé qua trinh
nay, diéu quan trong nhat la dwa vao phurong
phép “tién hanh mét cach khoén ngoan dé€ ngudi
lanh dao chi phai lam nhitng cdng viéc thuec
s can thiét ma thoi”. Nhiém vu dugc ty thac
cho ban, nguoi dam nhiém viéc kinh doanh
hay dimg dau mot cong ty t6 chikc, du trong
vai tro Playing Manager hay Leader mét cach
lru dong ctia mot die &n c6 ki han nhét dinh, la
‘hoan thanh muc tiéu lgi nhun ctia toan nhom
ma ban lanh dao. Vi thé dé€ khong chéch khoi
viéc hoan thanh muc tiéu cudi cung d9, tai sao
ban khéng manh dan thtr 1am viéc dau tién do
Ja xem xét lai cdng viéc phan chia vai trd nhiém
vy trong nhom cua minh. Trén co s& do, ban
nén st dung ki ndng “quan ly thong minh” mot
cach hop 1i sao cho thuan loi cho ban trong vai
tro phu trach nhém, vi hién tai va twong lai ctia
chinh minh, hay danh thoi gian va tdm sttc cho

nhiing cong viéc thye sy can dén ban.

Trong chwong nay, ching ta da dinh nghia

khai niém “cach/quan Iy ci@apagirdi madn lam

22



KAZUYUKI INOUE

nguoi t6t” la tinh trang quan ly ma ban than
trong vai tro cap trén, lanh dao, hoan toan khong
6 co hoi ndng cao ndng leec lam viéc va sy phan
chia nhiém vu vi tw ddm nhiém qua nhiéu cong
viéc, hodc ngo vuee sy thanh cdng ctia nhém ma
minh 1anh dao nén tu lo x li t4t ca nhiing sai
[Am ctia cAp duwdi va nhitng nguroi xung quanh.
Va khai niém “quan ly thong minh” la phirong
phép lam tang nang luc lam viéc va vai tro cia
ban than, bang cach thay vi tap trung vao ban
than trong vai tro cdp trén, nha lanh dao, thi
dya vao viéc dan dat cdp dwdi va nhitng ngudi
xung quanh nd lgc 1dm viéc theo y minh mot
cach hop li, &€ tir ¢6 dan téi thanh cong cta ca

nhém mat cach hiéu qua.

Tw day tro di cac ban hdy cing t6i xem xét
cach thuc hanh phuwong phap “quan ly thong
minh”. Nhung trudc d6, chiing ta hay tim hiéu
vé “nguyén ly quan ly thong minh”, nguyén ly
da tré thanh luan dé dé€ ap dung vao thuc tién
mot cach thuén loi. Toi sé giai thich 1i luan da
tré thanh tién d& nay mot cach dé hiéu bang

cach dem gian hoa phan khung lién quan dén

23



KY NANG QUAN LY NHAN SU CUA NGUOT NHAT

van dé kha ndng lanh dao ma tinh hiéu qua
da duogc thira nhdn, nhung néu ban cam théy
nhitng cau chuyén hinh thiéc nay qua phién
phtec, ban c6 thé bat dau tir Chuong 3 tro di,
cfing khong thanh van dé. Chi 1a néu ban ndm
10 nguyén ly nay tdi nghi ban sé c6 thé hiéu
dwoc cach nd dwoc trién khai nhwe thé nao va
m&i lién quan ctia né véi thyc tién ra sao, nén
néu cé thé t6i van khuyén ban nén doc tiép tir
Chuong 2 nhé. |

Moi ngudi thatla
gioi quall!
{minh khong can phai
tac dong gi vay ma)

Théng minh,
khon khéo!l! -

\ Hoan thanhit / \ Hoan thanhit1 /

24
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2

QUAN LY THONG MINH LA GI?
NGUYEN TAC QUAN LY CAP DU 0T
LAM VIEC CHO MINH QUAN TRONG
HON BAN THAN MINH




KY NANG QUAN LY NHAN SU cUA NGUOI NHAT

TECHNIQUE:

Tao ra nhom tuy lam viec. Sy ki la cta khai niém
“teaming”, hoan thanh cong viéc bang cach diéu
khién nguii khac

C ac ban hay thir tedng tuong xem.

Trudc mit ban, nhitng thanh vién trong
nhom vira lam viéc tich cuc viva trao d6i y kién
vd cling s6i ndi, v6i ddi mat 1ap lanh tran day
nhiét huyét, dang thao ludn mot cach vui vé
vé chién lwge khach hang hay chuan bi cudc
hop cho titng dyr an. Trong sd d6 mot thanh
vién hudng vé phia ban va héi “Anh nghi thé
nao vé du an nay?”, khi d6 trong dau ban, chi
trong mot khoanh khic lwét qua tat ca nhitng
thit nhu yéu cau ctia khach hang lan nay, trai
nghiém thanh céng va kinh nghiém trong qua
kht cia du an d6, r6i ban dwa ra goi y “Phai

10i, cau phai lam mhwethé nay,. thi sé=6n thoi.
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Tai sao thi d€ t6i giai thich...”. Thanh vién vira
trao d6i véi ban sé n6i “Qua thuwe ding nhwr anh
noi, anh ding 1a quan 1y cé khac”, roi cit the
nhanh chéng tién hanh theo nhu 16i goi y ctia
ban. Nhitng thanh vién khéc trong nhom khi
nhin vao cudc ddi thoai nay cling sé hudng dén
ban véi 4nh nhin day tin cdy. Thém vao do, sy
trao doi bé“mg dién thoai hay lién lac vdi khach
hang bén ngoai, su lién hé gifta cac thanh vién
ctia cdc phong ban trong cing mot toa nha cling
Jién tuc dién ra, thAm chi ban khong can phai
noi cu thé vé cai nay hay céi kia, cap dudi ctia
ban timg nguoi ting ngwroi van te gidc thuc
hién hét cong viéc nay dén du an khac. Nhitng
ltc binh thuong, cdp trén nhu ban khoéng can
phai déc biét xen vao hay ra mat. Ban cam nhan
duwoc su nhiét huyét tran day tai noi lam viéc,
va trai nghiém cam giac hanh phiic v6 bo bén
trong vai tro cap trén ctia minh. Mot vén phong
nhu thé nay that li tuong phai khong? Khung
canh triedec mét cac ban tai van phong lam viéc

trong-nhiwthé nao? Ban nghi, cong viéc ctia mot
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nguoi quan ly thiee ra la gi? Tk xwa dén nay,
c6 rat nhiéu dinh nghia, nhung dinh nghia ma
t6i thay hop 1i nh&t d6 la “Hoan thanh cong
viéc bi“mg cach lam cho nguoi khac lam viéc
cho minh”. Du cho d6 la d6i véi cap trén hay
cdp dwdi, dong nghiép cing cong ty hay déi
tac bén ngoai, hay ngay ca hoi dong quan tri
di nita, ban can khién ho lam viéc cho minh dé
c6 thé dat dwoc muc tiéu trong hoat d6ng kinh
doanh. Déy goi la cong viéc clia cdp trén hay
quan ly. Ma trong d6 khai niém “nhém” ludén
ton tai. Nhém & day khong hoan toan chi 1a néi
vé mot dang t8 chizc twong g nam tryc tiép
duéi quyén quan ly ctia ban, ddi khi né con cé
¥y nghia chi chudi gia tri ctia toan thé hoat d6ng
kinh doanh 16n hon nita. Nhung trong chwong
nay, khai niém “nhém” da phéan chi néi vé t6
chitc trong ttng ma ban truc ti€p quan ly ma
tho6i. N6i cach khac thi nguoi quan ly chinh 1a
nguoi lam cho “nhém” vén hanh, hoat dong va

lam viéc theo y minh.

Trong nhitng cudn sach dwgc viét boi

Amy Edmonson, giae si Truong Kinh doanh
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Harvard, nguoi giang day chwong trinh MBA
va chuong trinh dao tao lanh dao cdp cao, c6
mot cudn sach rat ndi tiéng, do 1a TEAMING -
How Organizations Learn, Innovate and Compete
in the Knowledge Economy, tiéu dé ban tiéng
Nhét ctia nha xudt ban FEiji Press duoc dich
thanh “Tiép can thuc tién nang cao nang luc
hoc hoi, ning luc thye hanh va cach thite cac tO
chttc hoat dong”. Tac gia st dung tir “teaming”
trong tiéu dé cta ban géc mang nghia hop tac
dé€ chi qua trinh hoat déng tich ciec dé€ hoan
thanh cong viéc tuwong hd 1an nhau trong
nhém. Du khong thé so sanh dwgc véi Gido suw
Edmonson, nhung t6i cling v6 cung hitng tha
véi cach tiép can khdi niém “teaming” nay. Ttir
nhitng gl hoc dugc trong cudn sich ctia giao
sit, cdng voi kinh nghiém trong chinh t6 chikc
va cdng viéc tr vin nhan sy cia minh, t6i cho
rz‘?mg khi mot t6 chitc hodc mdt nhém dat dwoc
mot trong nhitng trang thai sau day thi cd thé
néi rang t& chirc d6 da dat dwoc mot thanh qua

vO cung-te-lon.
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e Diéu cbt 16i 1a moi thong tin lién quan
dén hoat dong kinh doanh dwgc chia sé,
cong khai vdi tat ca cac thanh vién trong
nhém, bat ¢t khi nao, bat c ai cling cd
thé truy cap va xac nhan thong tin dwoc.

(open-book management)

e Quan trong nhat 1a ludén lam viéc mot
cach vui vé voéi vai tro la cdp trén. Cach
lam viéc cua cdp trén trd thanh chuan

muec cho cdp dwdi hoc hoi, noi theo.

e Muc tiéu muc dich duoc chia sé, va dwoc
xem nhu thit danh thitc l1ong nhiét tinh,
sy nhiét huyét.

Va nhitng muc tiéu muc dich d6 goi 1én tam

nhin chung ctia cac thanh vién trong nhom.

e Thit tw vi tri trong nhdém dugc dinh nghia

mot cach rd rang, vai tro cua cdc thanh

vién trong nhom dugc cu thé héa.

e La noi tao cdm gidc an toan, yén tam dé
lam viéc. Noi ma duy tri dugc trang thai

tam ly ca cacthash vién trong nhom, moi
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ngay déu co thé an tdm lam viéc. (Khong
cé rii ro tuyén dung hodc ti 1€ rui ro rat
thap. Thanh vién trong nhom, t& chitc
nhan thtc duoc ban than la mot trong
nhitng nguoi dong chi, d6ng ddi cta cac
thanh vién khac)

e Viéc thir thach trong mot qua trinh duoc
khuyén khich. C6 co cdu va bau khong
khi thuc day thanh vién lam viéc. Khong
ngung ting téc xoay vong qua trinh giai
quyét van dé “Try & Error”. Hinh thanh
mdi truong “biét cach that bai va ding
ddy thanh cong that nhanh”.

e Xay dung dwoc co cdu ludn thiic day thao
luan, tri thitc héa nhitng quy tac kinh
nghiém thanh cong da hoc duoc. Hinh
thanh van hda khich 1€ dong vién 1an
nhau tte trai tim.

e Tung ca nhan tan dung sé trudong cua
minh, hoan thanh vai tro dugc giao, qua
d6 cung ¢6 gia tri quan, thai d6 hoan

thanh muc tieu cua ca nhom.
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e X4c lap dugc moi treong loai bd nhitng
nguroi khong chiu hoc hoéi, khong chiu
lam viéc.

Néu mét nhém duge hinh thanh nhu thé
nay thi sé€ tr6 nén manh mé v6 cung. Tat nhién
khong thé dé dang ngay lap titc dat duoc tat ca
nhitng trang thai nay. Nhung lam gi d6 con hon
12 ngdi khong ma lo 1ang, néu cac ban tiing chit
mot thay d6i quan di€ém va hanh ddng ctia minh
tte trudc dén nay, d€ ganh nang trén vai sang
mot bén, va thuc hanh phuong phdp “quan
ly thong minh”, tdi tin rang viéc tao ra dugc
nhitng nhom nhw téi da néu ra ¢ trén la hoan

toan co thé.
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TECHNIQUE:

Hai loai tinh cach cua cap dudi

Trong phuong phap “quan ly thong minh”,
viéc nam bat dugc tinh cach ctia cédp duéi la
nguyén ly khong thé thiéu. Theo tam 1y hoc,
c6 vO van nhitng cach phan loai tinh cach con
nguoi. Bon loai, 6 loai, 9 loai, 12 loai, vai chuc
loai, khong khéo con co thé€ chia ra lam hang
tram loai, khé ma ghi nhé hét. Nhung, khong
sao. Cac ban chi can hiéu dwoc hai loai tinh
cach sau day la da. C6 1€ nhu thé€ da da ung
dung cho tat ca céc tinh trang quan ly. Hai loai
tinh cach d6 la “dong co quan hé” va “dong co
nhiém vu”. Loai “ddng co quan hé” c6 khuynh
hudng hanh dong theo Ira chon theo quan hé
ca nhan, thuong uu tién “lam viéc vi ai” hon
la ndi dung cdng viéc duoc chi thi. Vi nguoi co

logi tinh cach nay Tudn coi trong quan hé tin
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twong hay quan hé ban be nén rat kiéng ki viéc
bi nguoi khac ghét, chinh vi thé cach tién hanh
cong viec ludn c6 xu hudéng than trong. Noi
chung nhitng nguoi cd tinh cach nay thwong

duoc cho 1a nguoi t6t, biét quan tam.

Mic khac, loai “dong co nhiém vu” Iira chon
hanh dong theo ban chét nhiém vy da tré thanh
nguyén tic, luén hanh dong huéng dén sy hoan
thanh nhiém vu dé. Loai tinh cach nay coi trong
thanh tich thuc té, thue lwe nén danh gia cao
hiéu suit lam viéc, kiéng ki nhat la nhip diéu
1am viéc cia ban than bi dao 1on. Nhiing nguoi
c6 tinh cch nay thuong bi ngroi khéc dénh gia
la ngwoi khod khan, c6 doc.
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HINH 2-1: PONG CO’ QUAN HE VA PONG CO' NHIEM VU

Dang dong co quan hé/ hanh déng dwa trén viéc
coi trong moi quan hé v&i ngudri khac

T6i nén lam
nhw thé nao?

¢ Coi trong quan hé tin twong, tin nhiém

* Lo ngai viéc bi nguoi khac ghét

* Mudn dwocndi cho biét phai tién hanh cong viéc thé nao
Dang dong co nhiém vu/ xem badn chit nhiém vu
chinh la nguyén ly cda hanh dong

=
x5

* Coi trong thwc luc, thanh tich thuc t&
* Danh gia cao hiéu suat lam viéc
* Khoneg-muon.duoechi day, cich tien hanh cong viéc

Cir giao cho tbi!
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Vay con c4 nhan ban, 1la mot ngueoi cép trén,
mot nguedi quan ly, tinh cach cua ban thudc loai
ndo? Cap dudi ctia ban tling nguoi titng nguoi

thudc loai nao ?

Loai “ddng co quan hé” chii yéu c6 khuynh
hudng yéu cau chi thi mot cach cu thé tir nguwoi
dua ra yéu cau vé cach tién hanh cong viéc.
Trong trudng hop cdp dwdi ciia ban mang loai
tinh c4ch ny, ban nén huéng din mot cach chi
tiét ring ban mudn cAp dwdi tién hanh céng viéc
nhu thé nao ngay tir dau. DGi véi loai “ddng co
nhiém vu”, khi nhan dwgc chi thi vé cha dé -
nhiém vu - muc tiéu, du thé€ nao di nita cling
khong mong mudn dwoc huong dan qua ti mi
vé qud trinh thuc hién nhiém vu do. Néu ban
¢6 nhitng cap dwdi ¢ tinh cach nay, néu ban
noéi mot cach qua chi tiét, khong it nguedi s€ cam
thay kho chiu trong tham tam, nén tot nhat la
ban chi can néi “giao cho cau nhé” 1a da.

Nhan tién, khi dénh gia hai loai tinh cach
nay d6i voi trieong hop cap trén, nhitng cap trén
6 tinh cach “ddng co quan hé” thuong rat c6
ich trong trudnghep congrty; o chire éu cau
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bau khong khi than thién hoa d6ng, nhung c6
khuynh huéng yéu kém trong trueong hop tai
thiét cong ty hay trong tinh trang cong ty co
nhiéu ric r&i vudng mac. Mt khac nhitng cip
trén co tinh cach “dong co nhiém vu” thi nguoc
lai, thiong manh mé trong nhitng tinh hudéng
hén loan phai xi ly khan cap, hay trong giai
doan dao ngugc d€ tai sinh mot cong ty. Nhiing
ngwdi nay thic day cong viéc tién vé phia truedc
vGi tAm long s6i suc nhiét huyét nhung ho lai
c6 khuynh huéng té ra kho thich nghi véi moi
trieong lam viéc dugc t6 chike t8t hay nhiing
nhiém vu khéng may phtc tap.

“Dong co quan hé” hay “ddng co nhiém
v”? Khi lya chon hanh dong trén tiing phuirong
dién hay tao phrong huéng quan ly cap dudi,
cling nhw khi x4c dinh phong cach quan ly cua
ban than, khong dé dé c6 thé tan dung duoc hét
sttcc manh ctia hai loai tinh cdch nay trong ting
hoan canh, nhung t6i hi vong ban ghi nhé va
hay thit ing dung no. |
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TECHNIQUE:

Khi doi thoai vdi cép dudi hay gia viing thai
6 nay

Héng ngay chting ta d6i thoai véi cap dudi
v6i nhiéu thai d6 khac nhau. Khi cap dudi c6
diéu mudn trao d6i véi ban, cach lang nghe va
~ cach ndi chuyén ctia ban nhw thé nao? Thai dé
ctia chiing ta khi d8i thoai véi c&p duédi c6 thé
rut gon lai thanh 5 loai thai 6 nhw sau:

e Thai d0 mang tinh chuan doan: cach ldng

nghe diéu tra nguyén nhén li do tai sao.

e Théi d6 mang tinh danh gia: cach lang
nghe danh gid tdt xdu véi phat ngdn clia
cap dudi.

e Théai d0 mang tinh dién giai: cach lang
nghe hdi dap trao d8i ctia cAp dwdi bang
sg dién giai ctia ban than nhu “Cai d6 thi

chang phaidanhiethémay » hayseo”.
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e Thai 46 mang tinh ting hd: cach lang nghe
b%ng s cam thong “ra vay, t6i hiéu, toi
hiéu r6i...”

e Thai d6 mang tinh 1i giai: cach ling
nghe bang sy li giai va dong cam voi
st phién ndo hay phéat ngoén cua cép
duéi. “Chuyén cdu dang néi la chuyén
nhu thé nay phai khong? Nhitng gi cau
mudn noi téi da li giai dwoc roi”. Két
luan lai d6i véi phuong phép quan ly
thong minh, vé co ban thai dé st dung
khi d6i thoai véi cdp dudi chi ¢ “thai
dd mang tinh lf gidi” ma thoi. Thong
thuong khi d6i thoai chting ta dé sa vao
viéc lap di lap lai cach Iéng nghe véi ba
thai d6 sau, “Tai sao lai thé?” thai do
mang tinh chuadn doan, “Khong phai la
khong nén lam nhu thé€ sao?” thai db
mang tinh danh gia, “Cai d6 c6 nghia
la nhu thé nay?” thai d6 mang tinh
dién giai. Nhung nhitng thai dd nay,
thai d6 nao cling mang tinh chi thi, va

la ¢4ch néi chuyénseach lang nghe gay
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ton hai nghiém trong dén sy ti quan tu
giac cua cap dudi. Thai 6 mang tinh
tng hd nhu 1a “ra vay toi hiéu, t6i hiéu
roi...” méi nghe thi c6 vé thdy cling hop
li nhung tai sao lai khéng dung dwoc?
Vi cach lang nghe mang tinh cam thong
nay chi ¢6 hiéu qua tam thoi ma thoi,
doéng thoi nd con cé tac dung phu la
lam ting h$i ching phu thudc cua
nguoi doé vao su cam thong ctua nguoi
khac. Két cyc, ciing gidng nhu ba thai
do da néi luc trude, thai do nay moi
nghe c6 vé chdp nhan dugc nhung tao
ra 4n tuwong ban la mot cdp trén chi biét
“déng y”. Néu trong treong hop nao
dé ban khong thé déng y dwoc, nguoc
lai s& gy ra sy hiéu nham cua cdp dwdi

r.:?mg da bi ban phan bgi.

Trudce tién ban nén hudng dén ddi phuong

bang sy cam théng va su thdu hi€u ctia “thai

dd mang tinh 1i giai”. Dim mau chét chinh la

biéu thi tim y tietén.day.long.“Du.doéng.y.hay

khong dong vy voi v kién cha-cau, \téi-ding da
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tim hiéu ki va hoan toan hi€u duoc y kién, phat
ngdn cla ciu, va toi ton trong nd”. Trén co so
d6, trong truong hop can thiét phai ban thao d6i
sach, ban hay nd lyc truyén dat mot cach tuan
ti bang cach két hop “thai d6 mang tinh 1i giai”
véi nhitng hinh mAu d6i thoai khac da nhic dén
& trén. ‘
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TECHNIQUE:

Tao cho cdp dudi tinh than ty dong mudn
lam viéc cho minh. Ly ludn dong co mang
tinh noi phat

Phuong phdp quan ly théng minh nhim
dén muc tiéu tao cho cdp dwdi tinh than hao
himg tw giac lam viéc cho minh theo cach nay
hay cach khac. Nguyén li ctia viéc nay chinh 1
ly luan déng co mang tinh ndi ph4t. Nha tim
ly hoc Edward L. Deci goi viéc tao dong co dua
vao ban chat cong viéc 1a “su tao dong co mang
tinh n6i phat”. Pong quan diém do6, Mihaly
Csikszentmihalyi, mdt nha tdm 1y hoc khac
goi cam gidc mang lai ttr dong co dé la “trai
nghiém dong chay”. Nguoc lai véi “tao dong
co mang tinh ndi phat” la “tao déng co mang
tinh ngoai phéat”, hay con dwoc biét dén véi cai
tén “cay gay va cl ca r6t”, d6 l1a dong co chiu
tac dong tir bén ngoai (tién bac, thwong phat...).

Theo li luan ctia Dect, moingreoi haph@déng khi
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cam nhan duoc ca hai yéu t6 “su ¢6 nang lwc”
va “cam gidc tw quyét” (con goi la hanh dong
duoc tao boi dong co mang tinh ndi phat), sé
cang dang trao ham mudn vé hai yéu td nay, tit
d6 ma nd luc khong nging. Bén canh d6, theo
Mihaly Csikszentmihalyi, trdi nghiém dong
chay la trang thai ma khong ton tai sw cudng
btkc ép budc v4i ban than can phai phong ngtra
hay sy v trat tw can phai xép dat lai nén su
cha y don vao viéc tee do hoan thanh muc tiéu
da dat ra (Trich “Hién twong hoc cua hanh
phuc, trai nghiém dong chay” - nha xudt ban
Sekaishishosha). Thay vi bi giat diy bang tién
bac hay cudng ép, chi khi duoc dat vao trang
thai tam 1y tu do vé ndi tai, con nguwoi moéi cd thé
chuyén tam vao cong viéc va két qua la sé dat
duoc nhitng thanh tich dang kinh ngac. Co mot
li luan teong tw nhu vay goi la “li luan vé tinh,
su tao dong co”. Theo két qua phan tich cua
trung tam nghién cttu tam ly hoc Herzberg va
Pittsburgh, ho da dat cau hoi cho khoang 200 ki
st va nhan vién k& todn van phong rang “Diéu

gi khiéaban cam thay bat man hay khong hanh
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phtic vé cong viéc cia minh?”, va “Duya vao diéu
gi ma ban cdm thdy hanh phtc va hai long?”.
K&t qua la mong mudn ctia moi nguoi chia ra
lam hai loai, tirng loai ¢6 anh huedng khac nhau
dén hanh dong ctia mdi ngudi. Khi mot ngwoi
cam thdy bt man véi cdng viéc, mi quan tdm
cua nguoi d6 hudéng dén moi trueong lam viéc
ctia ban than. Trai lai khi mdt nguoi cam thdy
hai 1ong véi cdng viéc, mdi quan tAm clia nguoi
d6 lai chinh 1a ban than cong viéc. Herzberg goi
m&i quan tdm dau tién la “nhén td vé tinh”, moi
quan tdm thi¢ haj 1a nhitng yéu t6 cai thién s
bat man ctia “nhéan t8 vé tinh”, diéu nay cé thé
x0a bo sy bat man, nhung khong th€ tré thanh
mot dong lyc moi, d€ dat duwoc dong lwec mdi
ban can phai lam thoa mén “nhéan td tao dong
co”. Nhan tién, nhan td vé tinh hay con goi la
nhén t6 moi treong bao gém nhitng nhin t§

sau day:
e Chinh sach quan ly
- o Nguoi gidm sat

o Diéu kién lam vaéc
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e M&i quan hé véi nguoi khac
e Sur an toan, than phén, tién bac

Trong khi d6, nhan t8 tao dong co (nhan toy

mudn) bao gom nhiing nhan t& nhu sau:
e Cam giac hoan thanh
e Cam giac duogc thira nhan
e Cong viéc c6 tinh thir thach

Su gia tang trach nhiém

e Su phat trién va truong thanh

Nganh tuyén dung nhan sw ma toi xudt
than c6 cau “phén thudng ctia cong viéc la cdng
viéc”, thyce t& t8 chitc cia t6i ton tai co cdu chi
nhitng nguoi 1am viée t8t méi c6 the duoc giao
cho nhiing vai trd hay du 4n quan trong hon.
Diéu nay qua thét c6 thé néi chinh 1a ting dung
clia viéc tao dong co ndi phat. Trong phuong
phap quén ly thong minh, d€ cap dudi ludén hao
hing 1am viéc cho minh can tng dung triét dé
ly luan tao dong co ndi phat, vi thé téi mong

cdc ban-nam ving 1y 1dan nay, bong co noi
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phat c6 thé dén tlr wdc mo, muc tiéu cta cong
vigc ma ban dam mé, tir nhitng tht ban theo
dudi trong subt cudc doi minh. Con nguedi c6
thdi quen lanh cam véi nhiing kich thich. Dau
* tién chi can mot dén hai kich thich da &0 cAm
nhan dugc r6i nhung dan dan khi da quen véi
nd, néu khoéng nhan dwoc 10, 20 kich thich thi
khéng cam thay gi nita. Nhiing game nhdp vai
nhw Dragon Quest hay Final Fantasy da khéo
léo 1oi dung diéu nay. Ban dau chi can tir 1 dén 3
diém sinh ménh la du d€ ha guc quai vat nhung
cing véi viéc tro choi tiép dién, dan dan néu
khong c6 hang chuc hang trdm, thdm chi hang
nghin di€ém sinh ménh thi khéng thé ha duoc.
Swu kich thich cta tro choi dugc cue dai hda vao
thoi khéc cudi cling nhim 1am cho ngudi choi
khong cam thay budn chan. Vugt qua ngon
nui nay thi lai xuat hién mdt ngon nti khac cao
hon. Dé ra nhitng muc tiéu va wdc mo & mikc
cao nhét. D&i véi nhitng nhém ma sy hao hing
va long dam mé tran day trong moi ngéc ngach
cia noi lam viéc, dat ra mot muc tiéu “khong

thé cham t6i” 1a vd cling can thiét.
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TECHNIQUE:

Co c4u loai bo nhiing ngudi khong co khéa néng.
Tiép cén hudng dén qua trinh, luu gid, truc
quan hoa

Trong mot t0 chire ma cac ca nhan déu tu
giac lam viéc, tinh trang tong thé khong cé gi
x4u, va moi nguoi déu ¢ trang thai lac quan,
dang ti€c van ton tai mot bd phan trong d6
gom nhiing nguroi khong c¢6 kha ndng, hodc
thanh tich khong bién chuyén. Nhitng ngwoi
c6 thanh tich yéu kém da phén la nhitng nguoi
yéu vé nang luc ty quan ly ban than, yéu vé
kha nang cap nhat va nim vitng tinh hinh thiec
t&. Do d6 chung ta can mot bién phép pht hop.
Nhitng nguoi ¢6 kha nang thuong tw thiét ké
nghiép vu ctua minh, dit ra gia thuyét, lap di
lap lai qua trinh thwc hanh kiém chiéng, khi
van dé xuét hién thi thuong tu tim toi thu thap

théng tin, 01 trao do1 hay dat cau hoi voi cdp
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trén. Diém chung cta nhitng ngwoi khong co
kha nang la tan sudt trao d6i hay dat cau hoi
véi cdp trén so vdi tan suat ctia nhitng ngudi cd
kha ning, v6 cing thap, hoac bang khong. Dua
trén viéc nay ching ta can lap ra mot co cdu
cho nhitng nguoi khéng c6 kha nang. Co cau
dé 1a “tiép can hudng dén qua trinh - Iuu git -
triec quan héa”. Ngay nay phuong phap quan
ly dua trén KPI (Key Performance Indicator:
chi s6 mang tinh dinh luong do luong mtc
d6 hoan thanh muc tiéu, hay con goi la chi s6
danh gid thanh tich trong yéu) duoc cac cong
ty t8 chitc tham nhuén sau sic nén t6i nghi ban
than cong ty t6 chitc chia cac ban ciing dang
do ludng bang cach thiét 1ap chi s6 KPI tirong
tng. Cu thé chi tiét téi xin duoc noéi 6 chuong
tiép theo nhung truede hét c6 3 diéu td6i mudn
xdc nhan voi cac ban:

e Qua trinh hay s6 liéu ctia toan thé nghiép

vu c6 dang dugc triec quan héa hay khong?

e Cacthanh vién trong nhom co tu minh luu
gitt chi s0 KPLeua bag than hay khong?
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e Ban trong vai tro cap trén c6 dang tién
hanh kiém tra nhic nhd véi nhitng qua
trinh chinh thay vi két qua hay khong?

Toém lai, trire quan hoa c6 nghia la cai nhin

tong quat toan thé cta mot nhém. Luu gik ¢d
nghia 1a titng cd nhan thuc hién ghi chép luu
lai s6 liéu cua chinh minh. Tiép can hudéng dén
qua trinh c6 nghia la ddm bao nhitng phan quan
trong trong mot qua trinh hoat ddng. Néu ca ba
yéu td nay déu duoc dam bao, t6 chitc ctia ban
sé cb nén tang vo cung dang tin cdy, va nhitng
chuyén ngoai mong mudn khéng ngo téi cling
vi thé€ ma khong xay ra nita. Quy trinh van
hanh mot nhém c6 kha nang vira thiec thi vira
cai thién, dong thoi hoc héi tir nhiing 16i TAam
tht thach, sé duwogc hién thuc hdéa. Cau chuyén
tr dau chuong dén day tdi sé tom tat lai trong
hinh s6 2. Va tit chuwong tiép theo, ching ta hay
cung xem xét phureong phap quan ly thong minh
trong thuc t&€ tir nhitng treong hop ma cac ban

c6 kha nang phai d6i mat triee dién.
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HINH 2-2: PHFONG PHAP QUAN LY THONG
MINH VA NGUYEN LY THU’C HIEN

[dbng cam| va [1y gidil cho nhitng phat ngdn va ndi
ban khoan cia cip dwdi

§
:
i
i

e

['Ly ludn vé dong co mang tinh noi phat|

T

['Tao dong co mang tinh néi phat] ctia Edward L. Deci, \
va [trai nghiém dong chay] ctia Mihaly Csikszentmihalyi|

V..
o

s

i

. A

g Tiép cAn hwéng dén qua trinh, Ivu gilr va trwe quan hdéa
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Cap trén: “Nay cau chuan bj dy 4n d6 dén

dau r6i? T thoi diém nay dén thoi diém
nay cau phai chudn bi tai liéu nhw thé nay,
nhd hoan thanh diang han nhé. Nho ca vao
cau day”.

Cap duéi: “Vang, em rd roi”.

Vai ngay sau, tai liéu van chwa dugc chuan

bi xong...
Cap trén: “Nay, tai liéu thé nao roi?”
Cap dwéi: “Xin 16i, em 1am ngay day”.

Cap trén: “M4y ngay trudc khong phai toi
da bao cau phai chuan bi tai liéu nhu thé

nao, hoan thaahititdc ngay, nao rdisao. Néu
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khong kip thoi han thi khach hang sé than
phién do”.

Thém vai ngay nita trdi qua.
Cap trén: “Tai liéu cau chuan bi dén dau roi?”

CAp dudi: “A, em xin 16i. Em bit dau 1am tiv
bay gio day”.

Cap trén: ...

T6i nghi néu trong nhém ctia ban c¢6 nhitng
thanh vién khong co kha nang hodc c6 tac phong
lam viéc cham chap thi cdp trén nhu ban phai
ra chi thi tirmg chut tng chit mét vé cach lam
viéc. Nhung cho dit nhw vay thi van ¢6 thé roi
vao hoan canh ctia doan héi thoai ¢ trén... Vay

trong trueong hop dé ban da xtt li nhu thé nao?

“Cau dang duia phai khong, toi da hudng
dan cach lam dén may lan r6i, chinh cdu ciing
bao la sé lam ngay ttr hai tuan trudc co ma?” ...
Khi ban dang sap ndi gian véi suy nghi nay
trong dadu (c6 1€ cing ¢6 mot s6 nguoi khong

kiém ch& dwoc ma noi conthinh nd roi), thi hay
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cd kim nén con gidn, roi nhe nhang tan tinh
chi bao cap dudi nhuw trede “Nghe nay, cling
khong con cach nao, mudn lam cho kip tir bay
gio thi cdu phai lam nhu thé nay nay. Bay gio
cau thir 1am nhuw t6i d3 1am mAau xem”. Ban that
su chi mudn thd dai mot tiéng vi khong biét
phai huedng dan nhu thé ndo thi ngudi cap duwdi
nay mai ¢6 thé 1am duoc viée theo y ban mudn.
D6i véi nhitng ban dang c8 gang chuyén tlr mot
“cap trén cd gang lam ngueoi t6t” sang mot “cép
trén thong minh”, trong nhitng trueong hop
nhw thé nay tir gio t6i khuyén cac ban hay dut
khoat tir bo viéc gitp do cap dudi ting chut
mdt nhur thé di.

Con ngudi mudn lam viéc khong phéi vi bi ngui khéc
nhéc nhd
Nhitng lc nhu vay tam ly cta cap dwdi co
thé chia 1am hai loai sau:
e Cam thdy ap lyc khién co thé duong nhu
co lai. Y thirc Iam viéc cé ton tai nhung co
thé khong cte dong, hay con goi la trang

thai tro1 bube:
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e Du thé nao cling mudn phan khang. Du
cd tinh hay vo6 tinh, khi bi nguroi khac ra
1énh “lam di”, s€ tu sinh ra tam ly phan
khang, ghét ménh lénh duoc giao tir cap
trén, khong can than cho du cdp trén c6
giang giai dén thé nao di nita thi trong
dau van ngd vec “lam nhuw vay thi 10
rang sai roi con gi”.

Dit trong hoan canh cdp trén, chi hét minh
mudn céng viéc cua cdp dudi tién trién, nén
tan tinh huong dan véi hi vong cap dudi c6 thé
sém hoan thanh tai liéu, va giap dé cong viéc
kinh doanh. Nhung két cuc ditu d¢6 lai khién
cAp dwdi hAm huc odn trach. Réi tir quan diém
ctla mot cap trén, han cac ban sé nghi “Cai gi
th& nay, minh da vAt va ton bao nhiéu cong stec

vay ma...”.

Bat cau hoi thay vi gii thich, thuyeét phuc

Vay ching ta phai lam thé nao dé€ giai quyét
van dé nay. Bung mat cong giai thich nita ma
hay dat cau hoi. Tuy vao cach ban dat cau hoi

ma cothélam cho cap dwadilam viéc theo y minh
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mong mudn. Phuong phap & day chinh 1a dat
cau hoi sao cho cdp dwdi mudn ty gidc lam viée
mot cach chtt dong. Diém mé&u chét la lam cho
d6i phuong phai suy nghi. Khong phai “Néu
trede thoi han nay ma cdu khong lam xong la
khong én dau”, ma la “d€ hoan thanh tai liéu
nay thi ciu thdy nén lam nhu thé nao”, “d€ giai
quyét van dé nay thi cai gi 1a can thiét”... Nhiing
cau héi nhu thé nay s€ khién cadp dwdi ctia ban
phai ti minh suy nghi va budc phai chtt dong
dua ra k&€ hoach hanh dong “vé van dé nay thi
em nghi ching ta nén tién hanh nhu thé nay”,
“d€ c6 th€ nhan duogc don dit hang ndi trong
thang nay thi em nghi ching ta phai dwa ra dé
xudt trong tudn nay nhw sau cho kip hoan thanh
bao gia trudc thoi han”. Con nguodi cang bi don
ép s€ cang cam th&y kho chiu, chinh vi 1& d6,
chiing ta can lam cho cp dudi tw ndi ra nhiing
diéu ma thyc ra chng ta, nhitng ngwdi cdp trén
mudn néi voi ho. D& lam duoc diéu d6, ching

ta phai dat cau hoi.
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HINH 3-1: DAT CAU HOI THAY Vi THUYET PHUC

Vay thi chicla
khong thé kip
duoc...

Toi sé hoan
thanh trwéc

Cap dudi CAp trén

Néu vao ngay d6
thi c6 kKha nang xdy ra
nhitng nguy hiém nhw
thé nay...

Qua vay! Vay
néu tbi lam nhw

Cap duoi Cap trén

C4p dwdi tw minh nhan ra
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Hoi vé ki han chot dé hoan thanh cong viec

Diéu t6i mudn luu y cdc ban ¢ day chinh la
“deadline”, ki han chot.

Nhiing ngudi dé roi vao tinh hudng nay
la nhitng nguoi c6 ning lyc lam viéc yéu kém,
nhung trong s6 d6, phan 16n la nhitng ngwoi
thiéu ki nang vé quan ly thoi gian. D&i véi
treong hop nay ban can ddc biét luu y phai dat
cau hoi vé ki han chét. Dat ciu hoi nhue “Cau du
tinh lam viéc nay dén khi nao thi hoan thanh”,
r6i doi cho dén khi nghe dugc cau tra 101 ctia cap
dudi “Em sé hoan thanh trong ngay mai”, “Em
sé dua ra dé xudt ngay trong tuan nay”... roi ban
noi “vay nho vao cau ca d6”. Vi dé la ki han ma
ban than cdp dudi ctia ban tu quyét dinh nén it
nhat thi ho cfing sé ¢8 ging bao vé né. Khi cau
tra 101 cta cdp dwdi chéch di so véi du tinh cta
ban, c6 thé ban s€ nghi trong dau “véi cach 1am
thé nay thi lam sao kip thoi han duoc”. Nhung
ban nén kim nén lai ma dat ra cau héi nguoc lai
cho c&p dudi “Néu lam nhu thé nay, ching phai
chuing ta c6 kha nang sé roi vao tinh trang rat toi
té sao?”, “Vé phan nay, cau cé nghi lich lam viéc
nhu thé nay 14 hopdi Khién g2, INéu bard it cau
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hoi sao cho gitp ddi phurong nhan ra chd chua
hop 1i, thi khi d6 cap dudi ctia ban cling sé dot
nhién hiéu ra van dé.
Cap dudi: “Trong tuan sau ching ta muén
nhan duoc don dit hang nén em sé c8 gang
chuan bi d€ c6 thé dua ra dé xuat vao dau
tuan sau.”

Cip trén: “Nhung néu lam vy thi sang
tudn sau chiing ta con phai doi d6i tac dua
ra quyét dinh, liéu trong tudn sau cé kha
nang nhén dwoc don dat hang khong?”

CAp dwéi: “Anh ndi diing. Em hiéu roi, em sé
c8 gang dwa ra dé xudt ngay trong tudn nay”.

Thong qua nhiing doan hoi thoai nhu thé
nay, ngay ca nhiing cap dudi yéu vé kha ning xay
dung nghiép vy, cling sé dan dan nhan ra duoc
khi tinh toan vé lich 1am viéc, phai suy nghi cu thé
dén mitc nao, va ty minh 6 thé quyét dinh duoc
ki han chét can thiét. Nhitng cau hoi c6 thé khién
cdp dudi tu minh quyét dinh dwoc ki han va cach
lam viéc. Néu lam dwoc nhu vay thi phan viéc
con lai-cta-cap 4rén, chi laschon thoi diém thich
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hop va danh gia kiém tra 14 dugc. Tuy nhién doi
vdi nhitng cap duwdi yéu kém nhuw thé nay, néu
ban chi ki€m tra ngay trudc thoi diém s3p dén ki
han, kha nang xay ra rui ro cap dwdi khong kip
hoan thanh céng viéc 1a hoan toan c¢6 thé. Do d6
ban nén kiém tra sdém hon so véi di dinh.

Két ludn lai, néu ban mudn cép dwdi lam viéc
cho minh thi dirng “giai thich”, “thuyét phyuc” ma
hay “dat cau héi”. Lam nhuw th€ vira c6 thé khién
cho cap dudi c8 gang hoan thanh céng viéc triede
ki han ty minh dat ra, vira c6 thé gitp cdp dudi
ti nhan ra nhitng diéu minh con thiéu s6t. Hon
nita khong phai do bj cdp trén don ép ma tat ca
déu do ban than ty ngd ra nén cang dé tiép thu.
Loi ich 16n nhét ctia viéc nay chinh la gitp giam
thiéu bét thoi gian giai thich thuyét phuc cia cap
trén. Phan thoi gian d6 cacban 6 th€ d€ danh cho
nhitng cong viéc khac, c6 mirc d6 cao hon.

________________________________________________

PoinT

Giam bét thoi gian giai thich, diéu khién
cap duéi bang cach “dit cau héi”

________________________________________________
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TECHNIQUE:

Ngudi cdp trén biét lang nghe 1a nguti thay doi
cach noi chuyen tiry theo tinh cach cta cdp dudi

Nguoi cdp trén thong minh 1a nguoi cap trén
biét lang nghe, quan sat tinh cach ctia cAp dudi
ma thay ddi cach ndi chuyén. Nhu t6i da timg dé
cdp & Chuong 2 vé nhitng dédc diém ctia hai loai
tinh cdch dong co quan hé va ddng co nhiém vy,
d6i khi néi cing mét cau chuyén nhung co ngueoi
bi tac dong c6 nguoi lai khong. Vi du nhu khi
nghe cAp trén ndi “c6 gang 1én” thi c6 cap dwdi
xem d6 nhu 10i dong vién, nhung cling cd cap
dudi lai cam thdy thém phan ap luc. Cé nhitng
ngudi cho rang véi bat ¢t ai cling dung cling mot
cach néi chuyén la cong bang binh dang nhung
vén dé & chd cho du cling mot cich ndi di nita
nhung cach dén nhén cta ddi phuong lai muén
hinh van trang. O day ngoai dong co nhiém vu

va dong-eo.quan he, to1 muon gidi thiéu véi cac
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ban mot diéu ma cac ban néu biét trude s€ dung
duoc trong rat nhiéu treong hop, do la cach dén
nhén y kién ctia cdp dudi theo loai tinh cach, va
cach néi chuyén cia cip trén ting véi ting loai
d6. Pac biét t6i mudn cac ban xem xét nhitng
diém sau:
e Cap dudi nghi thé nao vé danh gia ctia
nhitng nguoi xung quanh.
o Cép dudinghi thénao vé nhitng viéc trong
qua khtr.
e Cap dudinghi thé€ nao vé nhitng viéc trong
tuong lai. _
o Cép dudi ¢ tinh than phan chdn hay khong,.
e Cép dudi c6 chiinghia cAnhéan hay khong.
o Cap dudihanh dong theo cam tinh hay ly tri.

Cu thé, 24 yéu t8 cta chi s6 cam xtc EQ rat
co ich trong truong hop nay nén ching ta hay
cling xem xét cac yéu t6 nay xem sao (tham khao
hinh 3-2).
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I. Chi nghia c4 nhan mang tinh xa hoi

Nguoi c6 chi s§ yéu té nay cao thuong dé
y dén viéc nhitng nguoi xung quanh nghi gi vé
minh. Theo d6 nhitng 16i nhw la “hanh dong
nay cta cau duoc khach hang danh gia rat cao”
sé trd thanh 10i dong vién. Mat khac nguoi co
chi s yéu t6 nay thdp, nhiing 16i nhu la “nguoi
d6 nghi vé cau nhu thé nay” thuwong khong co
tac dong gi. Ty truong hop ma cé thé cho do
la nguoi c6 d6i chit ngao man nhung cling cé
thé noi viéc khong dé€ y dén 16i ndi ctia nhitng
nguroi xung quanh cho thdy su rong luong,

khong dé€ bung.

2. Tinh cach chan nan phién mugn

Nguoi ¢ chi s6 yéu t6 nay cao ¢d vu diém
la khong d€ tam dén qua khit nhung mat khac
lai c6 khuyét diém & chd khong biét hoc hoi
tte nhiing sai [am trong qua khtt. Pay chinh la
nhitng nguoi 6 sai lam lap di lap lai hét [an nay
dén Tan khéac. Déi vo6i nhitng cdp dudi c6 tinh

cach nay-viec lam cho ho nhan ra sai lam cua
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minh la diéu quan trong. Vi du nhu “Khong
phai khi d6 cau lam nhu thé nay da dan dén két
qua rét té hay sao”. Nguoc lai nhitng nguoi co
chi s8 yéu t6 nay thép la nhitng nguoi bi qua
khtt deo bam khong thoat ra dugc. Khi ndi vé
that bai trong qua khit nhitng nguoi nay thuong
cam thay lo léng khong yén (ban than cam thdy
dau dén vé that bai d6 hétlan nay dén [an khac),
chinh vi vay ban nhét quyét khéng duwoc nhac
lai nhitng chuyén da xay ra.

3. Dac tinh bat an

Nhitng nguoi cd chi s§ yéu td nay cao
thuong ¢ tam thé& “roi dau sé cé d¢”. Chinh
12 loai tinh cach cho rang du1 tieong lai c6 map
mo, khéng ndm bat dwoc ciing khong thanh
vén dé. Mt khac nhimg nguoi ¢6 chi s6 yé&u to

“nay thap, thuong lo lang khi twong lai khong rd
rang. Trong treong hop nay, diéu quan trong
1a ban phai tao ra mot k& hoach rd rang cu thé
cho cdp dudi, lam cho cdp dwdi hinh dung
duoc 1a 1am viéc nhu thé nao thi sé& hiéu qua.

D61 vbi cAp dirGied chi so nay,cao ban chi can
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tan dung chinh nét tinh cach nay ma théi. Boi
vi khong can ban phai ndi cu thé thi cap dudi
cling sé ty dé nghi “cty 4 em lam thtr xem”.
Nhung rui ro 14 ¢6 nhiéu nguoi rat cdu tha nén
dé€ tranh roi vao su 16n x6n, ban nén kiém tra
tinh hinh thueong xuyén. Ngoai ra nhitng nha
khoi nghiép 1a nhitng ngwoi c6 chi s6 yéu t8
dac tinh nay cao. Cap dudi 0 cong ty ctia nhitng
nha khoi nghiép nay ¢6 khuynh huéng trung
thanh va lam viéc theo chi thi phwong cham
ctia ngudi 1anh dao uy tin, va trong sd nhiing
cap duwdi d6 khong it nguroi co chi s yéu t6 nay
thdp. Trong truong hop nay diéu nguy hiém la
phuong cham ctia nguoi lanh dao dot ngdt thay
d6i, ddi khi map mo khong rd rang, khién cho
toan b6 nhan vién dwdi quyén cam thay lo lang
khéng hiéu r6i moi chuyén sé di dén dau. Do
dé nhitng nguoi déng dau nhat thiét phai dua
ra phuong cham rd rang, va can phai duy tri

phuong cham do.

85



KY NANG QUAN LY NHAN SU COA NGUO! NHAT

4. Tu tin vao nang lyc ca ban than

La kha nang tu tao dung ning luc tinh than
ctia ban than. Nhiing nguoi ¢ chi s6 yéu to
nay cao rét ty tin, ludn nghi rang minh van ¢4
thé€ lam duoc bét c viéc gi. Nhitng nguoi co
chi s6 yéu t6 nay thap khong c6 niém tin vao
ban than, dé roi vao trang thai tiéu cuec. N6i voi
nhiing nguoi c6 chi s8 yéu t6 nay thdp nhitng
16i déng vién nhw “c8 géng 1én”, “moi chuyén
s€ on thoi” la rat nguy hiém. Vi nhitng ngudi
nay von khong c6 su ty tin, nhitng 10i néi nhu
vay sé phan tac dung, khién ho cam thdy cing
thang va ap lwc. K&t qua 1a ho khong thé phat
trién duoc. P61 voi nhitng nguoi nay, ban nén
nhe nhang can than dwa ra nhitng chi thi cu thé
cho ho nhu “cdu phai lam nhu thé nay thi sé on
th6i”, hodc lam cho ho cam thdy ban than minh

¢O thé lam duoc.
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5. Tinh doc lap tu chu

La kha nang khién cho ban than ¢4 thé cht
trieong mot cach tich cye. Nhitng nguoi ¢6 tinh
cach dong co nhiém vu thuong ¢ chi s6 yéu t6
nay cao. Nhitng nguoi c6 chi s yéu t6 nay cao
thueong cam thdy phién phitc khi bi cip trén chi
dan ti mi. D&i véi ho ban nén quan Iy theo hinh
thitc tiy nhiém, ndi véi ho “tdi tin twdng giao tat
ca cho cau ddy”. Nhiing loi khen khong khéo léo
cling c6 th€ gy ra két qua nguoc lai. Vi du nhw
khi ban néi “cai d6 dwoc 1dm”, nhitng ngwoi nay
c6 thé sé nghi “chang ¢6 cin c nao d€ néi nhw
vay cad”, “cai do toi biét thira r6i”. Nén ban can
can trong khi dua ra nhitng 10i binh phdm. Tuy
vay nhitng nguoi nay thuong lam viéc rat i mi
can than nén ban ciing khong can thiét phai ndi
qua chi tiét, ma c yén tam tin tuedng giao pho
cong viéc cho ho. Day la loai tinh cach mong
mudn c6 duoc sy thira nhan vé ning luc hoan
thanh cong viéc nén ban diing quén dua ra 101
khen “C3u lam moi viéc rdt tot, dung nhw t6i

mong-dei”
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6. Tinh chiu &nh huéng mang tinh céam xic.

N6i mot cach don gian, yéu t6 nay biéu thi
cho mttc d0 chiu sy anh huwdng tir cam xtc cha
nguoi khac. Nhitng nguoi 1anh dao diéu hanh
cong ty thuong c6 chi s& yéu t6 nay thap trong
khi d6 phu nit thudng c6 chi s6 yéu t6 nay cao.
Vi dy, nhitng ngudi c6 chi s6 yéu td nay cao
c6 trai tim d& rung cam, hoi hop cang thang
khi thdy mot nguoi dang tic gian, hay sut sti
khi thdy mot 6 gai dang khéc bén vé duong.
Day la loai tinh cach c6 sy dong cam véi cam
xtic cia ngudi khac. Mat khac nhitng nguoi
c6 chi sd tinh chiu anh hudéng mang tinh cam
xtc thap, khi thdy mot cd gai dang khoc bén
vé duong sé nghi, “C6 chuyén gi xay ra vay
nhi, tai sao cd ay lai khéc, lam thé nao dé€ gitp
b &y bay gio?”. Hon la s dong cam, nhitng
ngurdi nay thuong danh gia tinh hinh mot cach
khach quan. Doi v6i nhitng ngudi c6 tinh chiu
anh hudng mang tinh cam xtc cao, s& hoi nguy
hiém néu ban 6 gang tao cho ho dong co mang

tinh cam xtic. Nhitng nguoinay debi eudn theo
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cam xuc nhat thoi, nén nhing lic moi nguoi
trong nhom dong long “cd gang 1én, cling lam
th6i” thi ho cling ngay lap tirc cam thdy phén
khich. Tuy nhién, van d& & chd c6 thé chi cé
tam trang ho dang dang trao con thuc chit ho
van chua theo kip dwoc ndi dung cong viéc.
Bén canh d6, khi gap thét bai trong céng viéc,
khi nghe 16i phan nan ctia khach hang, hay khi
cang thang vé tam 1y, dau éc ctia ho thuong tro
nén tréng rdng, nén quan trong 1a ban phai c6
phuong phap gitp ho gidm tai. Trong pham vi
cho phép ban hay cat bét nhitng thong tin mang
tinh cAm x1c, va nhé giao tiép véi ho bang cach
14y qua trinh cling nhu tinh trang ctia cong viéc
lam trong tam. “Cau lam gi vay, khach hang
dang rdt tic gian ddy”, “Nguy r6i, cdu phai
lam gi d6 ngay di”, ban nén bo nhitng 10i cé
thé gay tac dong 1én cam xtic d6 qua mot bén,
thay vao d6 ban can lam cho ho tap trung vao
nhitng tdc vu hay qua trinh cu thé nhue “trudc
tién cau tht nghi cach cai thién van dé nay xem

sao”, “Caw-hay.sap x¢p lai thong tin vé van dé
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d6 mot Tan nira roi kiém tra mic do wu tién ctia
tirng tac vu”. Mat khac trong truong hop tinh
hinh c6ng viéc thuén loi, tinh than ctia nhitng
ngudi nay ngay lap tic dang cao nén ban can
thic ddy cam xuc ctia ho, thuén theo tinh hinh
v6i nhitng cau nhu “hém nay moi nguoi lai
cing c8 ging nhé” s& mang lai hiéu qua cao.
Khi ma tinh hinh t6t dep thi ban nén st dung
no6 nhwe mét sy gia t6c, nhung nguwoc lai khi su
viéc khong may kha quan, ban nén tranh gay
* ra nhitng kich thich tinh than. T6i mong ban c6
thé tham khéo cach phan chia tng x theo tinh
hinh nhw thé nay.

Dén day, t6i da gidi thiéu vdi cac ban nhitng
chi s6 khao sat EQ, nhung binh thuong chi can
quan sat hanh vi va phan tng cta cdp dwdi cia
minh, & mot mirc do nao d6 tdi nghi tu ban co
thé doan dugc ho tmg vdi loai tinh cach nao
trong sd nhitng loai t6i da néu ra. Nhan ra déc
tinh cta tirng nguoi va tng xt voi ho dua trén
nhitng ddc tinh d6 chinh 1a cach ung xt khéo

160 ctia mot cdp trén thong minhy Vieéc hieu
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duoc cam xudc cua ban than cling vé cung quan
trong nén néu cé co hdi ban nén thir ki€ém tra chi
s0 EQ ctia minh.
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Khi cap dudi dén trao d6i:

“Treéng nhém, anh thdy vdn dé nay nén

lam nhw thé nao ?”

Nhitng treong hop nhu thé nay, cp trén
thuedong vui vé tra 101 véi vé mit ddc v “Cau ct
lam nhu thé nay thi sé 6n théi”. Nhung cang tw
d&c dwa ra 16i khuyén bao nhiéu, cip duéi cang
dé phan khang bay nhiéu. Vé phia c4p trén ma
noi sé thay tai sao cdp dwdi da ty dén hoi minh
roi ma con c6 thdi dd nhw vay. Nhitng nhan
vién mdi ra truong hay chuyén tix noi khéc
dén ban dau déu coi cAp trén la chd dura, ludén

ngoan ngoan nghe 1oi, nhirng, khiy da-tro nén
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thanh thuc trong c6ng viéc rdi thi bit dau xuit
hién nhitng nguoi cho dut ngudi khac c6 nho va
khong con ngoan ngoan nghe 10i nita. Vay thi

ching ta phai lam nhw thé nao?

Viéc déu tien 1a “lam cho cdp dudi ti bo sy y lai”

DG6i véi van dé nay, lam cho cap dwdi tir bo
sy ylaila v6 cung quan trong. Khong giang giai
12 mot cach ti€p can duge chia y dén trong linh
vuc gidao duc, d6 1a mot cach rén luyén néng
lrc tir suy nghi ctia ban than. Vi thé trong vai
tro cdp trén, du ban cd biét cau tra 104, t6i nghi
ban ding nén ndi ra mét cach tuy tién, thay
vao d6 ban nén tao thdi quen cho nguwoi dat
cau hoi tw suy nghi, tu quyét dinh xem néu la
ban than ho thi ho sé lam thé nao. Néu khong
1am nhu vy, ban s& chang bao gio khién ho roi
xa minh dwoc. C6 nhitng ngreoi khdng bao gio
nho va nhung cling ¢6 khong it nhitng ngwoi
chi biét y lai vao nguoi khac. Nhitng ngudi
nay chi biét lam theo nhiing gi nguedi khac noi,

va khong bao gio co y dinh suy nghi ngay tt
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dau. Khong ching ho con nghi “viéc cdp trén
mudn lam du gi di nita thi cling da quyét dinh
vay roi, toi chi can lam theo dung nhu vay la
dwoc”. (tuy treong hop ma cé thé goi la “cap
dwdi khon vit”). Cling cé rat nhiéu truong hop
cdp trén cé suy nghi toi t& bat cdp dudi lam
tat ca moi viéc theo y minh, khi dé cap dudi
s& chang thé& nao con ty suy nghi ma lam viéc
duoc nita. Cach lam viéc nhu thé mém mdi cho
ga con hét Ian nay dén lan khac nhw thé nay déi
véi cdp trén ma noi cling vd ciing mét moi va
phién phttc, khién ho khong con thoi gian dé€
nang cao trinh d6 ctia ban than. (Nhiing viéc cé
thé giao dwegc cho cdp dwdi thi hdy giao toan b
cho cap duwdi, cap trén danh thoi gian d€ nang
cao trinh dd ctia ban than minh, cling chinh la

mot trong nhitng muc dich ctia cudn sach nay).
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“Vay cau muon lam nhu thé nao?” P4t cau hoi dé cp

dudi suy nghi cau tra ldi

Phuong phép rén gitia cAp dwdi mac ching
y lai rat don gian. Chi can d&t cau héi “Vay
cdu mudn lam nhw thé nao?”. Du cép trén da
6 san cau tra 16i di nira, cling khong nén duwa
cau tra 101 dé cho cdp dudi ma trudce tién hay
khién cho cdp dudi phai dong nado. Con nguoi
thwong phan tng véi quyét dinh cia nguoi
khdc dua ra va nghe theo quyét dinh ctia chinh
minh. Chinh vi thé, phwong phap nay khong
nhitng ngan dwoc sy phan ttng, ma con gop
phan bdi dudng gido duc cdp dwdi. Nhitng cap
trén hét 1ong cham lo cho cap dwdi hay nhiing
nguoi la gidm ddc cong ty do chinh minh tao
ra, chic chin 1a khong thé nhan nhin viéc dua
ra ciu tra 1oi dén mikc cam thay bon chon sot
rudét. Khéng ching nhiing nguoi co tam ly
khoéng gidi chiu dung chuyén nhu thé nay con
cam thdy cing thang mét moi. Nhung trudng
hop nay ban nhat thiét phai nd lyc khién cho
ban than “khéng cd gang tra 16i cau hoi caa cdp
dudi”.-Chi-don gian bang mot hanh dong duy
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nhat d6 1a dat cau héi “Vay cdu mudn lam nhw
thé nao?”. Trudc hét ban hay thwe ddt khoét

lam nhu vdy xem sao.

Nhéc nhé cp dudi ngp ban tém tat ke hoach

D€ ren luyén cho “cdp dwdi biét ty suy
nghi”, “ban tém tat k& hoach” ciing 1a mdt
trong nhitng phuong phap httu hiéu. Hinh
thitc clia ban tém tat khéng qua quan trong.
Khéng phai van ban thi thu dién t& cliing khong
thanh van dé. Sau khi khién cho cap dudi suy
nghi xem ban than ho mudn lam gi thi budc
tié€p theo la dé€ ho viét ra nhitng diéu da suy
nghi dudi hinh thitc mot ban tém tat k& hoach
va nop lai cho cap trén. Diém t6t ctia ban téom
tat nay 1a n6 khong chi ngén chin dwoc vén dé
“10inoéi gid bay”, ma con gitp rén luyén tu duy
nho viéc 8 dinh héa suy nghi bang tit ngit.
Nghi trong dau rang phai lam nhu nay nhu
thé& kia nhung dén khi chuan bj viét ra gidy thi
khong biét phai viét nhu thé nao, chuyén nhw

vay da tieng xay ra-wdiban.chwa? Thuig té, chi
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can ban thtr viét ra, ban sé nhéan ra duwoc nhitng
chd nao con map mo chua 16 rang. O day toi
c6 mot diéu mudn lwu y vdi cac ban d6 la cac
ban phai truyén dat lai véi cdp dwdi cia minh
rang ban tém tat ma ban mudn cap dwdi nop,
khong phai la mét ban thuyét trinh hoa mi ma
ho phai mat hang gio dé€ thyec hién. Phai quan
triét trong nhan thitc ctia cdp dudi rang ban
tom tat chi néu ra nhitng diém trong yéu, va cé
thé duoc gii qua thu dién tie. Nop nhitng ban
thuyét trinh véi nhitng hiéu Gng d3c biét chang
mang lai lgi ich gi ca, nguoc lai né con lam
gidm nang sudt lao déng ctia ca nhom twong
duwong véi s6 gio bd ra d€ hoan thanh nhing
ban thuyét trinh d6. C6 nhitng cap trén bo thoi
gian cong stic suy nghi tirng tinh hudng chién
luoc, ra ting chi thi thi cho cdp dwdi tién hanh
cong viéc, nhung d8i lai cAp dwdi ctia ho chang
hiéu mot chut gi vé ndi dung nhitng chi thi d6,
hay chang ap dung bat ki 1oi khuyén nao vao
nhiém vu cta minh, két cuc lam cho cdp trén

vO cung-that vong. Nhung chuyen nhu vay can
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két thic tir bay gio. Lam mot nguoi cdp trén
thong minh c6 nghia la giao toan bd.nhiing gi
¢ thé cho cap dwdi, khién ho ty suy nghi, tu
van dong, dong thoi giai phdng thoi gian va
cong suc Cﬁé ban than. C6 diéu cac ban ciing
dting quén kiém tra xém xét lai ban tém tit ma
cdp duwdi da ndp, né da tot hay chua, c6 vén
dé gi khong, néu c6 thi truyén dat lai véi cip
duéi. Néu khong ban sé gip rac r5i vi cép dudi
sé tién hanh cong viéc dua trén quan diém sai
léch ma ctk nghi ring moi thit déu 6n ca. Ding
st dung thoi gian ctia minh cho viéc nghién
cttu hoach dinh cach thiec hién nhiém vy, ma
hay chi tap trung danh thoi gian cho cong viéc
kiém tra xac nhan.

________________________________________________

PoinT

Hoi lai cAp dwdi “Vay cau mudn lam thé
nao?” va dé ho nép ban tém tat ké hoach

-
[
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HINH 3-3: BAN TOM TAT KE HOACH MAU

Tuén sau d€ nhan duoc don dat hang, t6i du
dinh thuc hién k& hoach nhw sau

+ Tao tai liéu ké hoach kinh doanh ndi trong
tudn sau.

» Dau tufn sau, dén gdp va trinh bay tai liéu
ké&hoach véi khach hang.

+ Néu c6 gi thiéu sét, lang nghe yéu cau ctia
khach hang ngay tai d6 va thay d6i dé xuat.
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M6t cap dudi ma thanh tich mai khéng cé

gi chuyén bién phai dua ra dé xuét cho khach
hang véi mong mudn nhan dwgc don dat hang.
CHp trén vi mudn gitp cdp dudi cb6 duoc trai
nghiém thanh cong nén ban than ding ra nhan
trong trach, d€ cap dwdi trong vai tro tro giup,
va ciing di dén chd khach hang. Sau d6 cdp
trén noi véi cdp dudi “Pugc réi cdu nhin xem
nhé”, r6i d€ cdp dwdi quan sat trong khi minh
thuyét trinh cho khach hang. Cudc dam phan
két thuc t6t dep. Nho d6 cap trén da gitip cap
dwéi duoc trai nghiém cam giac thanh cong.
Ban than trong vai tro cdp trén cling cam thay

hai long vi dat dwgcmuc dich, Nhung O day
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c6 mot cai bay. Cap trén gitip cAp dwdi tich 1ty
trai nghiém thanh cong bang cach cho cap dudi
thdy toan bd qua trinh hoan thanh cong viéc
ctia ban than. C6 thé ban sé nghi rang tir gidy cdp
dudi c6 thé mot minh tu hoan thanh cong viéc
nhung thuc t&€ moi chuyén dién ra hoan toan
khoéng nhu mong mudn. Két cuc la cdp dudi
khong thé tién hanh c6ng viéc cua ban than néu
thiéu cép trén, gibng nhu mot chi€c xe dap treé
em chang thé tién vé phia trieéc duoc néu thiu
banh phu.

Néu gan them banh phy, thi sé chang bao gid l4i dugc
chiéc xe dap khi thao banh phu ra nita

Qua that trong giai doan dau, viéc dong
hanh cuing cap dwdi la v cung can thiét. Nhung
khi t6i quan sat tinh hinh cta nhiéu cong ty,
mac cho thoi gian trdéi qua k€ tir ngay cap dwdi
m&i vao cong ty, cAp trén van phai gan chit véi
cAp dudi nhuw nhitng ngay dau tién. D€ rdi cudi
cung cap dudi chi 1a ngueoi di kem trong viéc dé
xuat duy an, con cap trén phai chiu trach nhiém

toan bo-cho tat ca cac dy an. Them vao d6 nguoi
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cap dudi d6 con cuoi tham trong bung. Ctt nhue
thé ho Chémg hoc hoi thém dwgc diéu gi, con cip
trén thi cit mai vat va. Khi qua trinh dao tao dau
tién két thiic, ban hay tht mét Jan dé cap dudi
tw lam viéc mot minh. Cho du két qua khong
tot cling khong sao. Vi chi nhw thé ban méi biét
dwoc hién tai cdp duwdi ctia minh c6 thé lam
duoc gi va khong thé lam duoc gi. Kinh nghiém
dé 1a v6 cung cén thiét gitp ca cdp trén va cap
dwdi truong thanh.

Néu muén thic ddy su chuyén bién l6n, hay co tinh
bo-qua thiéu st cta cap dudi thay vi nhac nhd

Hin d3 c¢6 [an céc ban hiéu duoc ban chat
cua sy viéc sau khi trai qua nhitng sai lam dau
dén phai khong. Téi nghi rang cé nhiéu cap
trén thweong dua ra 161 khuyén, 10i goi y cho
cdp dudi nhung ding ti géc d6 ctia cap dudi,
ho lai thwong nghi hoac “cé that dang nhuw
vay khong” hay khong li giai dwoc 10i goiy
cua cap trén. Két cuc la néu chi dung 10i noi
dé giai thich thi da phan cdp duwdi khong hiéu
dugc. Thay vao dé-chitug-ta hay thisde cho
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cdp duwdi tu lam viéc, roi tyr that bai, tir dé ho
sé€ nhan ra dugc nhitng diém quan trong trong
cong viéc. Nhung ciing khong thé giao cho cap
duéi nhitng du 4n quan trong nam trong tay
van ménh ctia ca cong ty, ma nén thir giao cho
ho nhitng di 4n méi d€ néu chang may ho that
bai thi ban ciing chi thdm nghi “khéng sao,
cling chi c6 thé nhu vay”. Ma thuc ra ho cang
that bai 1on thi cang tot. Tt phia cdp trén ma
ndi, ban sé& nghi rdng cdch lam nay sé ching
di dén dau, dé xudt kia nhu vay thi sao khién
cho khach hang chdp nhéan, nhung cap duédi
lai nghi ctt lam nhu vay cling khong c6 van dé
gl. Chi khi that bai ho mdi Jan dau tién nhan
ra rdng “a, cach lam nay dung 1a khéng 6n
chit nao”. Nhung ciing ¢6 nhitng ngudi ma
mot [an th4t bai cling khong thdm vao dau, ma
phai dén vai [an lap lai cing mot that bai ho

moi nhan ra duoc.
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Hudng dén cong viéc, tinh nang CC ctia thu dién b con

hon 12100 chi thi

Tém lai, vé méit tdm 1y cAp dudi sé cam thay
&p lgc hodc mudn phan khang néu nghe chi thi
mang tinh thuyét gido tir cap trén. Do do, thay
vi giai thich, diéu quan trong la cdp trén phai
khién cho cip dwdi phai te dong ndo. N6i nhu
vay nhung cling ¢6 treong hop cap trén khong
huéng dan thi cling khong duge. C6 mot hudng
tiép can khac cho trudng hop d6. Mau chét 1a
khéng phai tir “bén trén” ma la tir “bén canh”.
Hay con goi la phuong phap “chay song song”.
Cu thé ma ndéi thi d6 1a phwong phép cho cap
dwéi thay cachlam ctia minh. Viduy, ban tién thé
thém dia chi thw dién tir ctia cdp dwdi vao muc
CC mbi khi gtxi thw trao d6i voi khach hang hay
khi gtri thu vé cach tién hanh du 4n. Ct nhw thé
cAp dudi sé hoc dugc “néu skt dung cach noi
nhw thé nay thi cau tra 10i ctia khach hang sé
nhw thé nao”, hay “néu lam viéc theo cach nhw
vay thi moi viéc sé tién trién ra sao”. Néi cach

khéac day duwoc,goila each Tamil ¢ho/ Keml khudn
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mau. C4ch lam nay khong tao ap luc cho cap
dwdi nén ho ¢ thé nhan ra sai lam va tu hoc
hoi tit d6. Nhung ciing ¢6 nhitng cdp dudi kém
thong minh, du ban da c6 tinh chia sé cach lam
nhung ho van cho rang d6 khéng phai viéc ctia
minh nén chang budn hoc hoi. Du1 vay ban ciing
khong can qua ban tam vi ban van dang lam
cong viéc cua minh, chi tién thé gitp cdp dudi
ma thoéi. Ditng qua ki vong vao phan tng hay
sy tiép thu ctia cdp dwdi ma c tién hanh cong

viéc nhu ban van thueong lam.

Point

. ——————

_______________________________________________
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TECHNIQUE:

“Nhat ki trao doi xay dung nghiép vu” dé thuan
Igi trong viéc tim ra qué trinh

Tdi da néi vé “ban tém tat k& hoach” & phan
triedc. Ban hiy d€ cAp dudi chuyén d6i né thanh
mdt dang nhat ki trao ddi, bdo cdo vé6i cép trén
la ban, sau d6 ban gui lai nhitng danh gia cta
minh vé bdo cdo dé cho cap dudi.

Cap dwoi: “Vé dy 4n nay, em nghi la ching

ta nén lam theo cach nhu thé nay...”

CAp trén: “Noi dung rét t6t nhung néu ciu

stra lai nhu thé€ nay thi...”

Ban c6 thé thuec hién trao d6i cu thé véi cap
dwdi nhu doan hoi thoai trén, sau d6 vira thiét
ké cac qud trinh vira tién hanh cong viéc. Bén
canh d6 khi céng viéc khong tién trién thuan
loi, toan b6 nhitng trao doi tir tredc dén nay

c thé tré thanh cdn et dé gitp cap)duoi suy
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nghi d6i sach khac phuc. Dya trén nhitng diém
mau chdt cia phwong phap nay cap trén vira
kiém tra danh gia, vira trao doi thao luan, nho
d6 ma c6 thé dong thoi thuc hién “thiét ké qua
trinh”, “chu trinh PDCA” va “cdng viéc luu
gitt, ghi chép”. Dai véi cdp trén, phurong phap
nay cé thé gitp trgc quan hda cong viéc cta
cdp dudi, nhitng trao d6i thdo luan dwoc luu
lai cing gép phan giup chinh cdc thanh vién
trong nhém néng cao dugc nang lic hoc hoi.
Cép trén va cdp dwdi nén cung cham chi mai
gitia cho dén khi cdng viéc cd thé thuan loi xoay
vong dugc. Phuong phdp nay méi nhin thi c6
vé vat va nhung thuc ra cap trén chi can kiém
tra nhitng phan quan trong la duogc. Con vé
phan cdp dwdi, nho viée ty thiét ké toan b qua
trinh, ban than ho s& ndm duwoc céch tién hanh
cong viéc. Cap trén co thé 1dy nhitng cdp dwdi
dé1am vi du cu thé d€ trién khai phuong phap
nay vdi cac thanh vién khac. Day chinh la sy
tuyét voi ciia mot “cdp trén thong minh”, mot

mi tén ban tring hai dich!
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TECHNIQUE:

Bi quyét 1ang nghe dé cap dudi tu khac phuc that
bai ciia chinh minh

C6 hai cach ling nghe, d6 1a “tw duy dudi
theo nguyén do” va “tw duy dudi theo muc
dich, két qua”. “Tai sao moi chuyén lai thanh .
ra th€ nay?”, “Ruat cuc la tai sao?”. Tw duy dudi
theo nguyén do thuong dat ra nhitng cau hoi
nhu vay va nhin vao nguyén nhan. Tu duy nay
thudng thdy & nhing cap trén ¢6 hoc véan cao
nhw nhitng ngwdi c6 bang MBA, hay nhitng cAp
trén c6 tinh cdch v6 cing nghiém khic (nhu vai
trd ciia ngwoi trung ty 1am nhiém vy hiedng dan
‘tan binh trong quan d6i). Tat nhién, c6 nhiing
du 4n hay nhiém vu doi héi can thiét phai xac
dinh bat ki rti ro tiém tang nao cé thé xay ra
nhurnganh y khoa hay nang Iiong hat nhan. Béi

vOi nhitng duanzay, te duy duoi theomnguyén
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do can phai dugc triét d€ ap dung. Nhung d6i
v6i phan 16n nhitng nganh kinh doanh théng
thuong khac, ¢6 dao sdu dé tim ra nguyén nhan
ctia that bai bao nhiéu di nita thi ciing chang
co gi maoi bt dau dwoc. Tai sao chuyén nay lai
xay ra, tai sao lai that bai? Nhitng cau hoi nhim
tim ra nguyén nhan dé cu6i cing chi khién cho
cAp trén thém that vong, va s phat tan con gian
* clia ho gy cing thang cho cap dudi. Ngoai viéc
khéng c6 thém tac dung nao khac, nguoi bi cap
trén truy hoi nguyén nhan con roi vao trang thai

u sau, phién mudn.

Céng viéc kinh doanh 1a luén huéng vé
phia trudc, 1a ludn suy nghi lam th&€ nao dé
hudng téi trong lai nhu 1a nén lam gi ti€p theo,
Jam thé nao d& moi chuyén dugc tét hon. Do d6
nhitng ltc nhw thé nay, ngoai viéc mudn cap
dwéi nhan ra nguyén nhan, ching ta con mong
ho huéng dén nhiém vy tiép theo. O day toi
mong mudn cac ban st dung ti duy muc dich
két qua. Ban dimg ¢S gang lan theo nguyén
nhan nhw thé truy tim t6i 16i caa cdp dudi, ma

héy détweap dudlinoi rachuyen gi da xay ra,
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huéng ho dén suy nghi vé tong lai thay vi qua
khtz. Cau hoéi cuia loai tu duy muc dich két qua

nhuw sau:

o Nhu thé nao thi c6 thé dat duoc trang thai
hai long?
e Néu trang thai hai long 13 100 diém thi
trang thai hién tai duoc bao nhiéu diém?
e Trang thai hai long va trang thai hién tai
c6 gi khac nhau?
e Co thé lam gi d€ san 1ap sy khéc biét gitta
hai trang thai d6?
e D& thuc hién viéc d6 thi phai vuot qua
nhitng chudng ngai gi?
e Lam thé nao d€biét dwoc khi ndo dat dén
trang thai hai long?
e Dé dat duoc trang thai hai long thi budc
dau tién phai thuc hién 13 gi?
Truy ctru nguyén nhan khién cho con
nguwoi cam thdy mét méi nhung dit cau hoi

nén lam thé& nao cho tétkhien cho comngrdi
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ta lac quan suy nghi huéng vé phia trugc. D€
that bai khong tré thanh vo nghia, dong thoi
bién nhitng rac rdi gap phai thanh budc tién
nang sudt manh mé, ching ta can chuyén
thoi gian suy nghi vé thdt bai thanh thoi gian
suy nghi 1am thé& nao d& gan that bai d6 véi
viéc giai quyét nhiém vu hay muc dich. b6

chinh la phuong phap quan ly théng minh.
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TECHNIQUE:

Pé khong lam tang thém nhdng cong viéc thia
thai, diing dé cap dudi suy nghi vé nhdng viéc
khong can thiét

C6 nhiing cdp dudi ludn tdp trung lam
nhiing viéc khong may quan trong. Vay chﬁhg
ta nén xt li nhw thé nao? Trudce tién, can tap
trung vao mot diém duy nhét, “viéc can hoan
thanh Ia gi?”. Khdng it nhitng truong hop cap
dudi 1ldy phuong thitc lam muc dich. Don cw
nhu tir trede dén nay viéc lam sao d€ khach
hang nhap san pham ctia cong ty la quan trong
nhét, nhung tai giai doan lap tai liéu dé xuat voi
khéach hang, cap dudi lai danh thoi gian tao tai
liéu thuyét trinh hoa mi véi nhitng phan khong
lién quan tryc tiép dén viéc gidi thiéu san phdm,
hay thém vao nhiing dit liéu thira thai chang
ai ng6 ngang téi. Nhitng luc nhu vay cap trén

can phai dat ra cau hidi dé xac nhan lai-{Doi da,
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phén nay c6 thuc sy gop phan thic ddy khach
hang mua san pham khong?”.

Viéc day cho cap dudi nhét dinh phai bo
qua hét nhitng phan khong can thiét ciing
chinh Ia m&t cong viéc quan trong ctia cdp trén

thong minh.

Biing dé cho cap dudi nhan roi

La mot cap trén thong minh, 6 mét chuyén
cling quan trong khong kém. D¢ la “diing d€
cho c&p dwéi nhan rdi”. Hay giao viéc cho
ting thanh vién trong nhém that déu dan. (T4t
nhién la véi mttc d vira phai chit ditng nhw
nhitng “doanh nghiép den t6i”). Trong v6 s6
nhitng viéc triedc mat, cdp trén chi mudn cap
dwédi ctia minh hoan thanh nhiing viéc quan

trong nhat. Vi thé néu cdp dwdi c6 duoc lugng

cong viéc vira phai, chi hoi nhiéu so véi muec .
binh thuong mot chat thi ho sé khong con thoi
gian cho nhitng viéc thira thai ma chi tap trung
vao nhitng viéc can thiét ma thoi. Néu d€ cho

cdp dudisnhan roi, ho sé danh thoi gian suy
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nghi hay lam nhing viéc v6 b6, ma da phan
thuee sg chang dem lai ich 1¢i gi. Trong thuc t&,
ngudn nhan luc thidu hut mot chit 1a vira da
d& gop phian gitip ca cong ty 1an nhéan vién khoe
manh. Diéu ma t6i mudn lvu y cac ban 6 day
chinh 1a phai quy dinh truéc vé viéc “khong
1am thém gid”. Khong dén murc nhu tip doan
Triumph International Japan khi ngai Koichiro
Yoshikoshi con lam gidm d6c diéu hanh,
nhung t0i nghi cac cong ty déu dat ra quy dinh
d6 boi vi cé nhue thé thi nhan vién madi chiu bé
cong sttc d€ hoan thanh cdng viéc trong thoi
gian dinh trudc. (Lam thém mét vai gio dong
h6 hay khong gid nao con tiy thude vao diéu
kién ctia titng céng ty nén cac ban hay ti quyét
dinh sao cho hop li). Biéu ki la la nam ngodi
van dé “doanh nghiép den t8i” da giy nhiéu
6n ao nhung phan 16n nhitng ngroi bi ép lam
viéc qua do lai 1a nhitng ngudi c6 ning suat
lam viéc rdt thdp. Vé cum ttt “doanh nghiép
den t8i”, t6i nghi van con nhiéu nguoi hiéu sai,

hay chuwa li giaimét-cdch thaudao; Pung lado
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ddc thiu mot s6 nganh nhu budn ban hay dm
thiec c6 thoi gian kinh doanh kéo dai, nén tinh
trang qua tai s6 gio lam do thiéu nhéin cdng rat
dé xay ra, tao ra tinh trang “den t6i”. Bén canh
dé tinh trang lam dung quyén luc mot cach
thueong xuyén nhu ddt ra nhitng chi tiéu kinh
doanh khong thé thuc hién dwoc cling gay ra
tinh trang “den t6i” cua doanh nghiép. Nhung
mat khdc, cling c6 nhitng nhan vién khong lam
viéc chdm chi nhu cdp trén mong mudn, ho chi
chu tam lam nhiing viéc khong hé quan trong.
Budi chiéu thi thong tha nhan roi, t81 dén méi
bat dau lam viéc, nho dé ma s6 thoi gian lam
thém gio tang lén. Hoac c6 nhitng nhan vién
khong nd lwc d€ nang cao ning luc chuyén
mon ma chi chdm cham lam cho du s6 gio quy

dinh d€ nhan lvong ma thoéi. Nhitng nhan vién

~ nay duoc goi “nhan vién den t6i”. Dua trén s
phan biét rd rang nhu thé nay, cac ban hay triét
dé thyc hién quy tic “khong lam thém gio”,
sao cho nhan vién hoan thanh cong viéc trong

thoi gian han dinh can thidt. Ban hay coi trong
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nang sudt lao ddng, va d€ nhan vién tap trung
vao nhitng cong viéc mang tinh thiee chat. Day
chinh 14 ban chat cta cach “van hanh t6 chirc

thong minh”.

Néu nhu ai dé da c6 mong mudn nghi viéc
thi cho dit nguodi khéc ¢6 khuyén can thé nao,
dén cubi cing ho ciing sé nghi. Ban nén biét
ring khi cAp dudi dé dat nguyén vong xin nghi
thi cling 14 lic nén d€ ho dung lai. Khi cdp dudi
ndi voi ban “bay gio em mudn nghi viéc” thi
vé nguyén tac ban nén ngin lai nhung dén mot
lic nao dé ban can phai ndi chuyén moét cach
15 rang voi nguoi d6. C6 diéu tdi cho rang cap

trén con ¢ vai tro-nhie nha hoach, dinh chién
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lroc, nén trong treong hop néu dé€ nhan vién
nghi viéc ngay lap ttc sé gay khé khan cho duw
an, con néu moi viéc sé 6n thda khi nhan vién
d6 o8 ging tiép tuc lam thém mot thoi gian
ngan trong khoang 1 nim, thi ban nén khéo léo
thuyét phuc khuyén can “Ciu c6 thé suy nghi
lai mot lan nita dwoc khéng? Cau biét cau la
nhén t6 khong thé€ thi€u duoc véi cong ty nay
ma”. T6i xin nhic lai mot Tan nita la mot khi ai
d6 da néi ra ring minh mudn tir bo thi nguoi
d6 som hay mudn ciing that sy tit bd ma thoi.
Trong s6 nhitng ngudi d6 ciing ¢ nhitng ngueoi
chi hon dbi néi minh mudn nghi viée. Nhung sy
thuee 12 thoi diém ma ho bit dau ndi ra didu doé
ciing chinh 1a Itic da c6 sy mat can bang trong
cong viéc nén t6i cho rang d&€ nhitg ngurdi d6
ra di méi chinh la cach tot nhédt gop phéan giap

t0 chirc viing manh.
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Khong dugc ndi rang “toi mudn nghi viéc” chi vi mudn

cai thien dai ngo

Mat khac, ding trén goc d6 mét nha quan
li, t6i mudn ndi véi cc ban, nhitng nguoi ding
trén 1ap truong dugc nguoi khac tuyén dung
rang, khi cac ban ndi v6i lanh dao cong ty minh
“T6i mudn nghi viéc”, cac ban phai néi diéu do
vé6i tAm thé ring minh chic chan sé chuyén dén
mdt noi khac. Cé nhitng ban thinh thoang lai
biéu dat nguyén vong mudn nghi viéc chi nham
cai thién dai ngd hay phén thudong danh cho
minh. Tdi nghi cac ban khong nén lam viéc do.
T4t nhién cling c6 nhitng treong hop ban duoc
cdp trén ngin can, ting luong, hay dé nghi cai
thién ché& @ dai ngd nhung cho du vay ndi tinh
bén trong sé ¢ nhitng ran nitt khong tranh khoi.
Vé lau vé dai toi c6 thé néi véi cac ban réng rat
it tredng hop chuyén bién theo chiéu hudng tot.
Hon nita, suy nghi mu6n nghi viéc khong phai
do khuynh huéng cta céng ty ma do y thic
cht quan cua ban, nén gia str ban dwoc cap trén

khuyén ngan i nita tht-chi #rong vong i 1 dén
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3 ndm, ban cling s€ ra di ma thoi. (T6i khong
néi la 1 dén 3 ndm d6 khong cd y nghia gi ca).
Ban dau ban gia nhap cdng ty duwa trén su dong
thuan ctia ca hai bén va thiy dwgc nhitng gi tot
dep nhét ctia nhau, nho thé ma ban méi nd luc
hoan thanh cdng viéc duoc giao. Nhung cong
ty hay t0 chitc cling la nhiing vat thé séng, phai
thay ddi mudn hinh van trang d€ c6 thé phat
trién. Ba ndm trudc ban cam thay t6 chic nay
phtt hop véi minh khong cé nghiala 5 ndm sau
cam gidc &6 van con ven nguyén. Ca t8 chic va
nhan vién cling truong thanh 1a mot diéu tot
dep, nhung khi cong ty hay t6 chitc thay d6i
mot cach dot ngdt, sé xudt hién nhitng nguoi
khong thé thich nghi kip voi su bién chuyén do.
D6 cling chinh la van ménh ctta mot cong ty hay

to chite.
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Bién cong ty thanh mot ni kho ton tai cho nhiing

ngudi khong dii kha néng

Vay tinh trang hoan hao cho nhém cta
ban trong moét doanh nghiép hay t6 chiic 1a gi?
D6 chinh 14 tao ra mdi trieong khic nghiét cho
nhiing nguoi lam viéc kém hiéu qua va khién ho
phai ty ra di. Véi mét cap trén théng minh nhw
ban ma néi, xét cho cung diéu quan trong nhat
1a tao ra mét tap hop chi bao gom nhitng nguoi
1uén lac quan hieéng vé phia triedc, 8 géng cong
hién hét minh cho céng viéc. Nhung dang tiéc,
mot nhom cang phat trién manh thi sé xudt hién
nhiing nguoi yéu kém vé nang lwc va bi thut lui
vé phia sau. Khi nhitng nguoi d6 vién ra hét li
do nay dén li do khac d€ xin nghi viéc, diéu tot
nhat ma ban c¢6 thé lam la chdp nhdn nguyén

vong ctia ho va dé ho ra di dén mot noi khac.

________________________________________________

Khéng ngin can nhitng cdp dudi mudn
nghi viéc. Tao ra mét t6 chitc ma nhiing

o
[ ——————

nguoi khong c6 ning luc khé ton tai.

________________________________________________
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TECHNIQUE:

Néu ban ban khoan vé cdch khién tréach thi hay
lam viéc do ngay lap tic

Hén c6 nhidu cdp trén ban khoan vé viéc
khién trach cap dwéi. Tuy vao tinh hu@'ng hay
TPO (Time — Place - Occasion: thoi gian - dia
diém - co hoi), ma cach khién trach cang khac
nhau. Cé mdt quy tic don gian d6 la viéc cang
toi té thi cang phai khién trach ngay lap tire. Néu
dé€ sau thi g6c ré ctia van dé cang &n sau, khién
ban dé bo qua nguyén nhan ctia van dé, ma chi
d€ y vao phan mang tinh nhan cach. Hiéu qua

ctia 101 khién trach ciling vi thé€ ma yéu di, viéc

khéc phuc cling trd nén cham ché. Khi cac ban
khién trach, c6 mdt nguyén tac can ban can luu
y d6 1a chi khién trach mot cach cd nhan. Cac
ban khong duoc quat thao cong khai cdp dudi

tredcmat nhing nguai khac, thay vao do ban
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phai moi cdp dudi vao phong hop riéng, noi
ma khong ai nghe thdy duoc cudce tro chuyeén.
Mot didu luu y nira la cdc ban khdng nén noi
gian. Cap trén cling la con ngudi nén ciing co6
khi khéng kiém ché€ duwoc ma ndi néng. Nhung
chinh sy titc gidn d¢6 lai bién ban than thanh tiéu
diém. Trong suy nghi ctia c&p dudi cling chi lvu
lai 4n twong vé viéc bi cap trén khién trach ma
thoi. Trong khi d6 c@p trén lai quén di thiee chat
cua van dé. Vay lam thé nao dé€ c6 thé khién
trach diang cach. Cau tra 16i la ban phai néu ra
sy thyc vé nhiing gi da xay ra. Ban can noi ra
that ranh mach ngén gon, hién tai van dé d6 da
gay anh huc’mg xau t6i cong ty va nhitng nguoi
xung quanh nhu thé nao, da gay anh hudng xau
truc tiép dén ban than cap dwdi ra sao. Sau do
d€ cap dwdi ndi ra suy nghi ctia minh vé van
dé @6, va 1am thé nao dé€ khic phuc. Cé’p trén
thwong c6 xu hwéng mong doi khuén mat an
nén héi 16i ctia cAp dwdi, nhung cc ban khong
nén suy nghi nhw vy, ma nén xac nhan lai xem

cap dudi c6 thuesw hieu duee | vay dé)da xay
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ra hay khong. Dut ¢6 biéu cam cti dau hoéi 16
di nita nhung cling c¢6 kha nang nguoi d6 chua
nhan thizc dwoc thuc chat cua van dé. Ci nhw

vy thi ¢6 ndi xin 16i bao nhiéu lan di nita cling

khong c6 y nghia gi ca.

C6 nhiing cdp dudi mudn nghi viéc nhung
cling c6 nhitng cap dudi quyét bam 1dy khong
roi. D61 véi nhitng cdp dudi cé suy nghi “lam
on cho t6i & lai, t6i s& c8 gang ma”, chiing ta can -
phai 1am cho ho nhan ra rang chiing ta tra luong

cho ho khéng phai vi ho van nai rang sé cd gang

ma vi thanh qua ctia ho dat dwoc. Cap trén cling
can nhan thitc dwge néu dé€ cho nhitng nguoi
khong thich tmg dugc voi cong ty tiép tuc & lai
thi khéng nhitng céng ty gép rac rdi ma chinh
nhimgaguol do.cing khong hanh phic. Vi cdp
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trén cling la mot con ngudi binh thweong nén khi
nghe cap dudi néi “toi s& c8 gang thay ddi” thi
thuong mui long ma suy nghi “phai r6i, cit ¢d
theo do6i thém mot chit nira xem sao, biét dau
cau ta lai treong thanh”. Nhung trong trieeong
hop ctia nhiing cp dudi nhu thé nay, chuyén
mot ngay kia dot nhién ho thay d6i 1a ditu
khong tudng. Thoi gian trdi di moi chuyén chi
thém té hon ma théi. Vi du thé ndo di nita van
dé nam & nang lyc ctia ho. C6 nhitng ngudi ma
dti c6 tao dong co, tao moi treong cho ho phat
huy nang luc, ho van khong dem lai dwoc mot
thanh qué nao. Nhitng ngudi c6 vén dé vé ning
lyc nhu vy néu nhu d€ ho tiép tuc & lai cong ty
ciing chi mang nhiing diéu khong t6t dén cho
ca hai bén ma thdi. C6 1€ néu ho dén mot noi
khéc, ho sé c6 kha nang toéa sang. Néu suy nghi
nhu vay thi chuyén thay d6i noi lam viéc ciing
la chuyén 5t cho ho.
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Nhing thanh vien dang tao ra thanh qua quan
trong hon

T4t nhién d& mat dén nhitng cdp dwdi dang
gap van dé la quan trong, nhung trong vai tro
mot cap trén, dung trén 14p truong vé viéc tao
ra gia tri, diéu quan trong hon hét thay chinh la
nhitng cdp dwdi lam viéc nhu ki vong, va déu

dan mang lai thanh qua nhw mong doi. Lai néi

vé cau chuyén clia s xudt sac, trong mot nhom
xuAt sdc c6 mot thanh vién cd nang luc lam viéc
yéu kém sé khién thanh tich cua ca nhém bj
kim lai, dong thoi ¢é kha ndng gy ra tac dong
khong mong mudn dén nhitng thanh vién tét.
Vi thé d6i v6i nhitng thanh vién khong c6 néng
luc, t6t nhat la hdy cu xit mot cach thyce t€ véi
ho. “Cdng ty nay khong phai cta riéng ai, vi thé
toi nghi cau nén tim mdot noi khac thich hop véi
- mminh thi hon”. Ldi nhan nhti nhw vay véicdp -
| dudi tuyét nhién khong phai vi mudn co ciu lai
to chitc hay la dudi viéc ho. D6 la vi 1oi ich cta
chinh cap duwdi ctia ban, ho ciing la con nguoi
chi c6 mét cudc doi d€ sdng. Viéc dua ra mudn

van nhung-gia trp quan khac nhau, d6i khi néu
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nghi rong ra cting khong phai chi toan la nhiing
viéc bi quan, khong tich cuc.

________________________________________________

Véi nhitng cdp dwdi khong thé mang
lai thanh qpé, hay chi chp ho nhitng con
dwong khac tich cuc hon.

e ——
[ —————3

________________________________________________
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6 hai li do cong viéc cuia cip trén

mai ma khong két thac. Li do thk

nhat la cdp trén dang lam viéc kiém

ca phan ctia cdp dudi. Da 1a cap trén thi sé 6
| mong mudn lam cho nhém minh quén ly thanh
cong. Do d6 néu trong nhém cé nhiing thanh
vién khong lam viéc dugc nhu ki vong, nhiéu
cap trén sé lam thay phéan cta nhitng cap dwdi
dé ludn. Qua that dang la “cép trén mudn lam
nguoi t6t”. Li do thit hai [a trong vai tro Playing
Manager, cdp trén vira phailo cho cong viéc ctia
minh, vira phailam cong viéc quan ly nhém. Vi
thé trong trach ctia cdp trén ning né hon cép
dudi, va cdp trén phai tdn nhiéu thoi gian cho

cong vieéc hon. Tirtruéc dén nay von,da vay,
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cang hudéng dén vi tri cao hon thi thoi gian lao
dong cang dai hon. Nhat Ban thwong dwoc biét
dén 1a mot dat nuwdc lao ddng qua stke, thoi gian
lam viéc ctia nhan vién dai hon so véi nhing
doanh nghiép Au My. Nhung 6 mdt mét nao
do6, diéu d6 khong dung sy that. Pung la néu
tinh trung binh toan qudc, thoi gian lao déng
ctia nguoi Nhat rat dai, nhung néu chi tinh
riéng tang 16p “cap trén”, nhitng nha diéu hanh
quan ly & Au My lam viéc dén mic ma nhitng
nguoi dong cap 6 Nhat Ban khong twdng tuong
ndi, 1am t4t ca 365 ngay, mdi ngay 24 gid. Néu
so sanh nhw vay thi c6 thé néi so véi Au My,
nhitng nha quan ly & Nhat Ban hau nhw con
khong lam viéc.

Da dang ¢ vi tri ctia ngwreoi lanh dao thi phai

lam viéc sao cho tuong xtng véi vi tri d6. Tt

d6 ma nhan duoc luong thudng, quyén han,
va trach nhiém twong ttng. Mac khac, nhiing
nguoi trong vai tro nhan vién, chi lam nhiing
cong viéc da duoc cdp trén giao cho tir truedc,
hay nhitng cong viéc da dinh hinh, mang tinh
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khudén mau, nén tan lam dang gio cling 1a diéu
can ban. Chiing ta hdy chdp nhan viéc nay nhu
mot dinh luat.

Vay hién tai ndi dung cdng viec cua nhﬁfng
nha quan ly nguoi Nhat 1a nhw thé nao? Nhitng
nguoi ding dau cac cong ty & My, trong vai tro
diéu hanh, vira tham gia cac cudéc dam phan
thuong thao, vira suy nghi vé dinh hueéng kinh
doanh nén ho¢ thuong phai lam nhitng cong
viéc ngoai giao, hay hoc tap thém & cac co quan
t0 chirc bén ngoai. Nhitng nha lanh dao & cac
doanh nghiép Au My c6 dén vai thu ki, nhung
nhitng cdng viéc mang tinh bd tro thi ho nhat
quy‘éJt giao cho nhitng thanh vién xung quanh.
T6i nghi rang ton tai mot gid tri quan clia nguoi
lanh dao d6 1a lam nhiing cong viéc mang tinh
bé trg, hay nhitng cong viéc tiong ti v6i nhan
vién ctia minh la diéu khong nén. C6 nhat thiét
phai 1am dén muc nhu vay hay khéng thi con
c6 nhiéu y kién phan xét, nhung toi thi co suy
nghi thé nay:
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» Tinh hinh 6 nhiing doanh nghiép qudc t&

- Mot khi da tré thanh cap trén thi chuyén
sang lam nhiing cong viéc cb tinh chét
va muic do cao hon.

» Trai lai, nhitng cong viéc da lam tix truede
dén khi tré thanh cap trén dan dan giao
lai toan by cho cap duwdi, tao cho cap
dudi co hoi dé tich ldy kinh nghiém va
triedng thanh.

* Ban than dwoc giai phéng khoi nhitng
cong viéc da lam trudc khi tré thanh
cap trén, 1ldp day nhiing khoang trong
d6 bang nhitng cdng viéc cd tinh gia tri
cao hon.

m Nhung tinh hinh ctia cip trén & doanh
nghiép Nhat Ban thi...

+ Cap trén bi cudn vao qua nhiéu nhitng

cong viéc danh cho cdp dwdi, nén cong
viéc cia ban than khong c6 hoi két.
* Thém vao dé ho con budbn phién vi

khong cé thoi gian nang cao trinh d9.
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Ban ¢6 dang 6m d6m qua nhiéu nhiing cong
viéc khong quan trong? To6i biét 1a c6 nhitng viéc
quan trong nhung hay dat khoat, dan dan ban
giao lai cho cap dudi.

Chuyén tit luong cong viec dang “tich hgp thang ding”
sang dang “song song phén tan™

Cé nhiing treong hop cap trén roi vao trang
thai that c6 chai khi cong viéc khong tién trién.
Vi dy, nhitng céng viéc nhu 1a déng dau vao
tai liéu d€ xac nhan tat nhién 1a rat quan trong
nhung ¢ nhitng cap trén lai cadm thdy vui suéng
chi vi nhitng cdng viéc phai thong qua minh
nhu vay sé chitng to dweoc gia tri ton tai caa ban
than. Nhung ciing vi thé ma lam tri hoan cong
viéc ctia cAp dudi, khién cho cong viéc roi vao
trang thai tac nghén. Khi d6 niém vui suéng cua
cap trén chi vd nghia ma tho6i. Néu da vay, ngoai
nhitng phan t6i thi€u quan trong nhat, tai sao
ching ta khéng d€ cép dudi tu tién hanh cong
viéc theo hinh thirc “ludng cong viéc song song”.
T4t nhién 1a ban khong thé bo méc nhitng cong
viéc quan trong nhut 1a xac nhan lai bdo gia hay
kiém tra don dat-hang lan cuol cung. Nhiung
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cap trén co can phai xem tat ca moi tai liéu ma
cdp dwdi da dua 1én hay khong? Cap trén ¢6 can
phé chuin moi hanh dong d6i véi phia doi tac
dang dam phan hay khong? Thit suy nghi thi
ching ta sé thdy c6 nhiéu viéc khong can dén su
xac nhén cta cdp trén. Nhitng viéc nhuw vay nén
nhanh chéng dé€ cdp dwdi giai quyét, véi diéu
kién chi can thong bdo tién d6 lam viéc cho cap
trén. Chitng nao ma cap trén thdy chua phai ndi
“khong” thi ctt ti€p tuc d€ cdp dwdi lam viéc, va
chi khi nao ¢é chuyén can thiét thi cap trén mdi
xen vao ma thoéi. Lam dwgc nhu thé thi cong

viéc sé tién trién thuan loi.

Cho cap dudi biét vé linh viic minh khong am hiéu,
dé cdp dudi cha dong dé nghi dam nhéan phén viec do

Thue t€ cip trén la nhiing nguoi cd niém
kiéu hanh, va rat gioi trong cong viéc. Thong
qua-cong viée tu-van nhan sy, toi thdy duoc -
diém chung ctia nhiing lanh dao thanh cong
d¢6 1a ho 6 strc 16i cudn déc biét d6i véi nhitng
linh vitc ma ho am hiéu, nhung diéu tdi khong
ngo tdi 1a cling c6 nhiing phan ho hoan toan

khong nam r0. Su can bang do that tuyét diéu!
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Vi du nhw khi ho khong gioi vé nhitng cdng viéc
chuan bi doi hoi sy ti mi hay quan ly tién trinh
lam viéc, ho khong c§ gang thuc hién ma thay
vao d6 vui veé thtra nhan “dang la to6i kém vu
nay qua di mat”, roi giao lai cong viéc cho cdp
duwdi. Va nhw thé cling khién cap dudi cam thdy
rat vui. Doi véi nhitng nghiép vu quan trong,
cOt 16i, cdp trén khong dwoc phép yéu kém,
nhung véi nhitng ¢dng viéc phy, mang tinh bé
tro thi c6 thé khong ndm rd cling dwoc. D3i véi
nhiing cong viéc do, ban ¢d thé thoai mai giao
lai cho cdp dwdi va ndi véi ho “Khdng c6 cac cau
thi t6i khong biét tinh sao nita”. Ban sé dwoc loi
khi trd thanh mot c&p trén “co stic 16i cuén” nhuwe
thé. M6t cdp trén qua hoan hao chi tao ra ap e
cho cdp dudi va khién ho xa cach ma thdi. Trai
lai mot cap trén khong hoan hao trong nhiing
chuyén binh thuong lai ¢6 stic 16i cudn va thu

hep duwgc khoang cach voi cdp dudi.

Tin tudng giao lai cong viéc cho cip

o
~ i —————

dwdi mét cach hop ly.
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- hé Iét) dau 9;: ot cap é -
ﬁé thu ﬂlﬁp thn:ng tm va de xuat y ttm‘ng -

Pé chuén bi cho chién dich ctia san phdm
moi lan nay, nhiing nguoi ding dau cong ty
bao gém ca cac truong phong, trudng nhém
nhu ban tdp trung lai, thao luén va dua ra
phuwong an. Sau dé cac truong phong, truong
nhom quay lai nhém ma minh phu trach va
phd bién v6i cdp dudi “chung ta sé tién hanh
chién dich nay d€ thtic ddy san phdm trong

vong 3 thang”. Nhung cdp duwdi lai n6éi mot

trang “Chuyén d6 l1a do lanh dao nghi ra phai
khong? Ching toi con dang khong dua thoi
gian lo cho cac duw an khac, vay ma gio con
phai lo ca viéc nay ntta thi sau nay biét phai

lam _sao?“. Dung luc, phai hoan thanh dugc
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mot chién dich 16n nhw vay thi cp dwdi lai
phian tng v6 cling gay git. Trong linh vuc
kinh doanh thinh thoang sé xuét hién nhing
treong hop déc biét quan trong khién ban phai
dwa ra quyét dinh. Khi d6 viéc nhitng nguoi
trong lanh dao phai dwa ra quyét sach la diéu
tt y&u. Tuy nhién cling c6 nhitng truong hop
y kién ctua nhitng nguoi dang truc tiép thuc

hién dw an lai chinh xac hon.

Phuong phap bién cdp dudi thanh “phuong tién thong

tin” ctia ban than

T6i biét rang c6 nhiéu cong ty, khi c6 chuyén
hé trong xay ra, nhitng nguoi ding dau trong
ban diéu hanh sé chiu trach nhiém suy nghi va
dua ra quyét dinh, sau d6 truyén dat lai cho
cdp dudi thuc hién. Vi du trong truong hop
ban mudén mé rong viéc kinh doanh bgmg san
phdm méi dya trén viée chinh stra b6 sung mot
san phdm cii nhung ban chua biét phai lam thé
nao vi s0 lwong nhan cong khong tang thém.
Tai sao ban khong thit chia sé v6i nhitng thanh

vién trong nhdm dang trirepiép dampvige “vi
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1i do nhu thé& nay ma bang cach nao d6 ching
ta phai lam cho dy an nay thanh cong, moi
ngwoi nghi thé nao? Té6i mubén moi ngwoi thi
suy nghi va cho t6i biét y kién”. Thay vi dot
nhién cin nhan véi cdp dudi vé phuwong cham
lam viéc, ban hay cung lam viéc v6i ho, nhitng
nguoi dang nam gift nhidu thong tin thuc t&€ &
hién trueong. Va ho sé cho ban biét nhitng suy
nghi ctia ho. Trén co sé d6 viéc thic hién lam
sao cho that khéo léo la v6 cung quan trong.
T phia cdp dwdi ma ndi, day la mot viéc rat
tot dep. Viéce nay gitip ho khong nhitng c6 thé
tham gia vao viéc hoach dinh chién luogc kinh
doanh ctia cdng ty, ma con khién cho su tan
tuy cua ho tang cao. Bén canh d¢, thanh that
ma ndi, tdi nghi khong phai tat ca moi thanh
vién déu sé gop stec suy nghi cho ban. Co

nhitng thanh vién sé suy nghi nhung cling sé

xuat hién nhiing nguroi cam thay phién phuc
ma khong lam gi ca. Diéu nay sé giup ban hiéu
dwoc tinh cach cta tirng nguwoi. Nhitng thong
tin nhu vay d6i véi cong ty ma ndi, vd cung

quy gia-Khi can phai lya.chon ting vién cho
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vi tri tredong nhom hay diéu hanh tiép theo,
no sé giup moi viéc duoc sang té hon. Nhitng
nguoi binh thuwong khéng ndi bat nhung lai
tich cuc suy nghi lam sao d€ gidi quyét van dé
sé xuét hién. Do d6 viéc nay con dwoc xem la
bd loc gitp tim ra nhitng thanh vién wu ta. Tap
trung nhitng thanh vién nghiém tdac suy nghi
nhu vay vao mét du an d€ thue hién chién dich
hay xay dung mot linh viec kinh doanh méi Ia
phuong phéap vo cung hiéu qua.

Nguoi lanh dao la nguti téng hgp lai ¥ kién cta nguoi
khac roi dua ra quyét dinh cuoi cling

bay 1a li ludn thueong duoc st dung bdi
Atarashi Masami, vi giam d6c huyén thoai
trong giéi doanh nghiép dau tu nuwéc ngoai,
dong thoi ciing 1a ¢ véan cua cong ty toi. Hinh
thitc d€ cap dudi tham gia thao ludn nhu t6i da
noi ¢ trén la rat quan trong, nhung cé mot diéu
cac ban khong duoc phép quén dé la quyén dua
ra quyét dinh cudi cing nam & chinh céc ban.
Cho du1 cdp dwdi ctia cac ban c6 dua ra biét bao

nhiéu y kién di_atta, cudi eung banthan ban
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phai la nguoi dua ra quyét dinh. Ban khong thé
nhueong quyén quyét dinh nay cho nguoi khac.
Thém vao d6, trong s6 nhitng y kién duoc dua
ra, s& xuét hién nhiing y kién 1ay li do la theo da
s6, nhung t6i khong mudén cac ban dwa ra quyét
dinh chi dya trén y kién dwgc da s lua chon
dé6. Dén cudi cung, t6i hi vong ban sé Iita chon
¥ kién ma ban tin tuong rang d6 1a y kién t6t
nhat, néu la y kién d6 thi nhét dinh c6 thé lam

nén chuyeén.

Diing khi Tt bo “cai toi”

C6 mét diém quan trong trong viéc truyén
dat quyét dinh cudi cung t6i mudn luu y voi
cac ban. Do la khi dua ra quyét dinh lira chon
mot v kién nao nao d6, ban khong nén moé dau

bang tir “t6i”. Trong tredng hop y kién cua

ban triing v6i y kién ciia da s6, ban c6 thé noi
nhu sau “Da phan cic ban déu nghi nhw thé
nay phai khéng. T6i hoan toan dong y vdi cac
ban nén quyét dinh lwa chon y kién nay.” Con

néu ban thay cg v, kien hay, trong sd nhitng y

121



KY NANG QUAN LY NHAN SU CUA NGUOT NHAT

kién cta phe thiéu s6, ban c6 lwa chon béng
cach dua ra li do nhu sau “Pay la mot y kién
thiéu s0, nhung xét trén binh dién khai pha thi
treong méi lan nay, ti thay y kién nay c6 phan
sac bén, va c6 kha nang thanh cong nhat trong
twong lai, nén t6i mudn lwa chon y kién nay”.
Ngoai ra ban dung quén biéu duong nguoi
da duwa ra y kién t6t. “Dé xudt ma cau dwa ra
xudt sic hon nhiing y twéng khac véili do nhu
sau..., nén chung ta hay tién hanh cong viéc
dua trén y twdng ctia cau”. Nhat quyét ban
khong dwoc ndi véi thai do “Téi ngay tir dau
da nghi la nhu vay r6i”. Chu trinh trao d6i thao
luén va dua ra quyét dinh nhu thé nay sé giup
c&p dwéi d& dang néi ra y kién ctia minh. N6
cling gbp phan tao ra van hoa biéu duong khen
ngoi viéc dé xuat y twong, lam cho bau khong
khi lam viéc va gia tri quan cia nhém thay doi
theo chiéu huéng tw do rong mé va lac quan
hon. Ban dau chinh la thoi diém ma ban phai
nd Iiee ¢8 gang. Dan dan néu moi chuyén tién
trién thuan loi, cdp dudi ctia ban tw déng tién

hanh cong viéc theo yaudn; thidoeipg chinh
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la ldc thé ché ctia phuwong phap quan ly thong
minh dugc hoan thanh. Thuc ra t6i cing co
kinh nghiém twong ti. Khi d6 t6i chi 1am viéc
cho mot cong ty nho. Mot [an ¢ mot y kién bat
man tir phia cdp dudi d6i voi quyét dinh cua
t6i va mot thanh vién trong ban diéu hanh dwa
ra “chuyén nay nhiing nguoi trong ban lanh
dao da dwa ra quyét dinh roi phai khong...”.
Néu ¢ nhw thé nay thi dy an sé bi dinh tré nén
toi noi, “Vay moi ngroi cung suy nghinhé, day
chua phai la quyét dinh cudi cung dau”. Két
qua 14 hai tuan sau, y kién cta cac thanh vién
dua ra sau khi vat 6c suy nghi lai gidng hét véi
y kién ctia chung t6i ban dau. To6i c6 cam giac
nhuw bi roi tudt tir trén mét cai ghé xudng dat
“chang phai céi v kién nay giong hét nhw lan
tredc hay sao ha...”. Nhung t6i da nhan nhin
ma néi “O, day qua 1 mot ¥ kién hay! Chiing
—Qua nhién con ngwoi

khong mudn lam nhitng viéc bi nguoi khac sai
bao, nhung sé lam nhitng viéc ma chinh minh

da quyét dinh.
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________________________________________________

St dung nhitng nguoi xuat sac hon
minh, du ban than c6 1a mot nha quan

o
e ———————————

1y xuit sac di niva.

________________________________________________

TECHNIQUE:

Phuong phap quén [y mang tinh chién lugc uu thé canh
tranh dya trén gia c4, su khac biét va sy tap trung

Ban ¢6 ting nghe ndi dén “chién lugc vu thé
canh tranh”? N6i mét cach don gian, duong 16i
kinh doanh cta mét doanh nghiép ¢é thé chia lam
ba loai chién lxgc. Ba loai chién Irgc d6 nhw sau:

» Chién lugc chi phi thép: tao loi thé canh
tranh trén thi triedong bang cach san xuat
hay ban hang véi chi phi thdp hon so
voi cac cong ty khac.

» Chién luoc khac biét hoa: xac lap vu thé
canh tranh trén toan thi tredng bang cach
tao ra su khidebiét chesan phagreta minh.
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* Chién lwoc tap trung hoda: gidi han
nhitng phan khuc thi truong biét lap,
tap trung vao nhitng san phdm riéng
biét, sau d6 xac lap wu thé€ canh tranh

tai nhitng thi treong do.

Nhitng diéu chiing ta can hoc hdi tir phuwong
phap quan ly thong minh & day la gi? Mot trong
nhitng diéu d6 la “cOng viéc gia tri thdp” thi nén
dem gia cong ¢ bén ngoai. Chiing ta hay that
khéo 1éo phan loai “cong viéc co gia tri thap” va

“nghiép vu gia tri gia tang”.

Cong viéc ctia mot cap trén nhu ban do 1a
chuyén déi nghiép vu sang “khac biét hoa” mét
cach triét dé. Nhitng nghi€p vu khac lién quan
dén xtt i hay chi phi, tat ca déu giao lai cho cép
dudi. Tom lai, viéc phan chia t6i wu héa dé giai

phoéng sttc manh nhém chinh [a nhiém vu cta

mot cap trén nhu ban. Trude tién hay thir phan
chia nghiép vu trén nguyén tic co ban, d6 1a ban
than ban tap trung vao nhiing cdng viéc c6 muc
do cao hon, nhitng cong viéc khac giao lai cho

cac thanh vién khac trong nhom hodc nguwoi &
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bén ngoai. Toi da noi vé viéc sit dung cdp dudi
nhe mot phuwong tién thong tin, nhung trong
treong hop cap dwdi con xuat sic hon ban thi
hay dé€ nguwoi d6 lam viéc thay ban. Vi du nhu
khi thue hién mot chién dich cia mét san phdm
nao dd, ¢c6 mdt thanh vién con hiéu ro vé san
phadm d6 hon ban, thi ban ding chan chtt ma
giao lai chién dich cho thanh vién d6. Né6i vé
nghiép vu gia tri gia tdng dyra trén y nghia do,
néu c6 bat ki thanh vién nao xuét sac hon ban
thén ban, thi dirng ngan ngai ma hay tich cuc st
dung thanh vién do.

Tdi nghi nhém ma ban quan ly chic chan
s€ duwgc giao cho muc tiéu va du toan ngan
sach. D61 v6i nhitng ban giG vai tro Playing
Manager, con ¢ muc tiéu riéng can thuc hién
clia ban than nita, nhung la nguoi dung dau
mdt nhoém, trén tat ca viéc hoan thanh muc tiéu
ctia ca nhém la diéu quan trong nhat. Nén néu
c6 nhitng thanh vién xuat sic con xuat sac hon
ban thi ding ngai d€ ho gop sttc cung ban. Boi
vi diéu d6 téng hoa sé dem lai 1loi ich 16n nhat

cho nhém cta ban:
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Néi vé ba chién lugc & phan trude “chi phi
thap”, “khac biét hoa”, “tap trung hda”, thyc
ra chién lwoc tap trung héa khong c6 nhiéu y
nghia, két cyc chién lugc d6 sé tré thanh mot
trong hai loai “chi phi thdp két hgp véi tap
trung héa” hodc “khéc biét hoa két hop vdi tap
trung héa”. Vi thé trong vai tro cip trén, ban
hay dic biét tap trung vao nhitng linh viee ma
minh xut sc, nhiing bd phan mang lai gia tri
gia tang cao, hay con goi la “tap trung khac
biét hda”. Trén binh dién ctia mot nhém, cong
viéc co gia tri thap hay giao lai cho nhing
thanh vién trong nhém. Nhung ban cling
khong dwgc 6m 1dy tat ca nhiing nghiép vu
co gia tri gia tang, ma hay giao cho thanh vién
c6 “ru thé€ canh tranh” 16n nhét trong nhom.
Day ciing chinh la bi quyét thanh céng cta

mot nhom.
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“Cap trén mudn lam nguoi tot” sé bi cudn

vao nhitng dau da gitta cac cdp dudi. Co nhitng
cdp trén sé dén hoi tryc tiép cdp dwdi “rat cuc
la chuyén gi vdy”. Nhung thiec ra d6 khong
phai la cach lam hay, néi ding hon thi con 1a
viéc vo ich.

Pitng roi vao cai bdy cta cudc gip mot
doi mot.

Thtr suy nghi thi sé thdy day la diéu hién
nhién. Vi du nhw gitta hai thanh vién A va B
xdy ra xich mich, ca hai phia sé ndy sinh tam ly
phan khang. Ca hai déu c6 li do riéng cia minh,

nén chuyén ma A-cho rf?mg “B that 13 tai té” thi
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B lai khéng nghi rang ban than minh da lam gi
sai. Nguoc lai, chuyén ma B nghi rf?mg “A thatla
t6i t&” thi A lai cho rang minh hoan toan khong
nhu vay. Khi nghe mot cau chuyén nhw vay thi
cap trén phai x& li nhw thé nao? Khi nghe riéng
A ndi chuyén thi thdy “a héa ra la nhw vay”.
DPén khi nghe riéng B ndi chuyén ciing lai thay
“thi ra chuyén 1a nhu vay”. Su thuc ndm & dau
d6 gitta hai cau chuyén nay, nhung vi chi nghe
riéng ting nguodi k€ lai nén khong thé nao ndm
r0. Thong tin c6 thé bj bé cong khi chi nghe riéng
tirng bén mot, nén ban sé khong thdy duoc sy

thuc dang an gidu.

Ngoai ra du cdp trén mat tAm stic quan tim
hoi han, nhung van cé kha ning khong dugc
bao dap. Vi du nhw khi hoi chuyén riéng véi
B, tir phia cap trén thdy dugc B dung la c6

chd khdng phai, roi giai thich cho B hiéu ly I8,
nhung néu B 1a nguredi khong biét lang nghe, ¢6
thé sé c6 suy nghi “Cép trén dang nghiéng vé
phia A ma bé mac khong bao vé minh”. Cho

di su_that-dung la B da mac sai [Am di nira,
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néu gido hudn B trong budi hop riéng thi sé
khéng tranh khoi viéc B cho rdng “cdp trén
dang chéng lung cho A, ma khong coi trong
minh”. Nhu th€ cap trén sé roi vao tinh hudng
khong mong mudn. Két cuc la c6 kha nang ban

than sé gap bat loi.

Khong gap mat rieng ma nhat dinh phai noi chuyén

vi tat ca

Trong nhiing truong hop nhu thé nay,
cach giai quyét t&t nhét, hiéu qua nhat ctia mot
cap trén thong minh d6 la d€ cho tat ca nhitng
‘ngudi cb lién quan cung ndi ra y kién cta
minh. Trwdc tién tiép nhén 101 phan nan, sau
d6 xdc nhan ndi dung can trao doi, roi tir do
nam duoc toan bo van dé, chuyén gi da xay ra,
cudi cung xac dinh dwoc nhitng bén lién quan.
N6i véi nhitng ngudi trong cudc rang “ching
ta hdy cling nhau ndi chuyén”, va tap trung tat
ca lai. Nhuw vi du & phéan trueéc, A va B cung
ngdi néi chuyén voi cdp trén. Cach lam nhw thé

nay sé khién ca A va B.phai noi sa suthuc va
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moi chuyén sé dugc sang t6. Nho viéc xadc nhan
duoc nhitng diém chung trong cau chuyén cua
ca hai ma cdp trén cling dé néi chuyén hon.
Cudc trao doi cd thé bi lan at bdi cam xic, vi
thé véi vai tro cap trén, ding trén lap truong
cua nguoi th ba, gitt vai tro trong tai phan
xt, viéc quan trong nhédt d6 la phai lam diu
di cdm xuc ca hai phia, diém tinh noéi véi ho
“Chuing ta hay chi n6i vé su that ma thoi, ding
d€ cam xtic xen vao”, “Chuyén da xay ra la van
dé quan trong nhat, hdy chia sé v6i nhau va
moi nguoi cung nhau suy nghi d€ giai quyét
theo mot phwong hudéng t6t hon”. Tao ra mot
moi treong c6 thé trao d6i nhw thé nay chinh la

nhiém vu ctia cdp trén.

Thiét lap moi trudng chinh la ban than luon phai
minh bach

Con nguoi tlr truede dén nay ludn la mot ban
thé mang tinh chinh tri, nén d6i véi mdi chuyén
xay ra déu c6 hanh dong chinh tri twong tng.
Nhung néu phan “sw thuiee” bi twde di khoi mot

s¢ viecmang finh chinh tri, s& gay ra trd ngai
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cho viéc tién vé phia triedc trong hoat dong kinh
doanh. Nguoi mudn ap dung triét d€ phueong
phap quan ly théng minh nhu ban chac chan
mudn nhém ctia minh tranh khéi nhitng viéc vo
ich nhw vay. D€ lam dwoc diéu do thi trudce tién
ban than nguroi lanh dao phai luon gitt dwoc sy
minh bach, cdi mo. Vi duy, né'u mot cap trén ck
subt ngay lén lut thuec hién nhitng cudc gap mot
déi mét, sw nghi ki cua nhitng thanh vién khac
sé ngay mét 1ay lan “chuyén ma cap trén noéi voi
A vaB, tai sao lai khac nhau qua vay?” Diéu nay
la khong thé€ chdp nhan dugc. Néu ban mudn
tao ra mot moi truong trao d6i thao ludn nhém
mot cach trong sach, trudce tién ngudi cap trén
la ban phai ludn gitt dwoc s cong khai minh
bach. Nhitng chuyén riéng tur cd nhan cta ban,
hay van dé nhan su ctua cong ty thi t6i khong
dé cap dén, nhung nhitng rac r6i xay ra trong
cong viéc hang ngay, nhitng rac réi gitta nhitng
thanh vién trong nhém, trong phong ma ban
quan ly, nhat dinh phai trao doi cdng khai. Cé
nhw thé thi mdi minhbach, khong d¢ lai nhirng
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di nghi va thti han. Diéu quan trong 1a ban phai
khién cho toan by nhitng thanh vién thay dwoc
nhém ctia minh khong c6 chd cho nhiing thong
tin léch lac lan tran. Néu d€ cho phwong thitc
mo am mang tinh chinh tri dugc théng qua, sé
6 nhitng nguodi badm 14y n6 ma hanh dong. Tréi
lai, néu khién cho nhitng ngudi d6 hiéu duoc
nhitng chuyén nhu vy sé chang bao gio' dugc
chép nhén, ¢6 lam cling vd nghia thi ciing c6
nghia la ban da nim dwoc thanh cdng. Viéc cdp
trén git cho ban thdn minh minh bach, moi
thong tin bao gom hanh déng viéc 1am dwoc
cong khai va truc quan hda véi céc thanh vién

khac sé gop phan tao ra mot t& chikc vitng manh.
Nhitng chuyén cai va phan nan ban chit von da
v0 cling ric rdi, vi thé can giai quyét that rd rang
dé€ moi nguedi déu cam théy théa dang. Thong
thuong, lanh dao ctia nhitng c6ng ty thanh cong

________________________________________________

Tir chdi gdp mit riéng! Gidt ban than luén

P —
N E e —————

minh bach

________________________________________________
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TECHNIQUE:

Hay st dung mot nguoi via tai gioi via co
nhan cach

Day cfing chinh la cdu ndi quen thudc cua
giam d8c Atarashi Masami. Nguoi co nang
lzc, ki nang chuyén mon cao. Nguoi dugc ton
trong, ngudi ¢6 stic anh huong la nguoi co
nhan cach t6t. Dan dan nhitng ngudi c6 nang
Itz ki nang chuyéh mdn cao sé tro thanh chd
dwa cho ban, dong thoi cling dé dwoc nhiing
ngudi xung quanh dat ki vong. Nhung diéu t6i
mudn néi 6 day 1a néu nguoi d6 chua c6 du dod
truong thanh trong nhan cach, hay con thiéu
nang lic cam thong thi ban can phai chuan bi
tam Iy nguoi d6 cd thé sé gay ra bat hoa trong
nhém, hoic tham chi khong nghe 10i cap trén.
Nguodi quan ly théng minh khi st dung mot
ngudi xuédt sac can phai canh gidc d€ khong

bi Itta gat. Duong nhién “nguoikhong,co Kha
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nang nhung dwoc ton trong”, hay con dugc
hiéu la “nguoi ¢é nang luc nghiép vu kém
nhung lai 1a nguoi t8t”, cing sé gay ra rac r6i.
Nhén cach ctua con nguoi la mét yéu t8 khong
th€ khéng xem xét khi ban mudn tao ra mot
nhém doc 1ap. Nguoi c6 van dé vé nhan cach
thi cho du c¢6 kha nang di nita, cling can phai
hét stec lru y khi st dung, khong nén danh cho
ho nhitng dai ngd qua muirc. T6i mudn ndi voi
cdc ban doi diéu vé xay dung ché€ do nhan su
trong thuc t€. Cac ban bit budc danh gia dua
trén hai bd phén, by phéan dua trén tién lwong
nghiép vy, tién thuong va bd phan dua trén
vai tro phén sy, vi tri. Diéu kién tién quyét cta
b6 nhiém théng chitc thiang cdp d6 la miec 4o i
giai quan diém vé nhitng gi chirc vu yéu cau va

su thdu hiéu gi4 tri quan hay triét li cia doanh

nghiép. Noi cdch khéc thi phan nang liec nhan
cach nén dugc xem trong. Mt khac, ddi véi
ngwoi nang cao thanh tich nghiép vu hay con
goi la nguoi c6 nang lwrc thi trong thoi gian

d4nh gld ti nira nam dén mot ndm, can xem
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xét that cin than, va ghi nhan nhiing déng goép
ctia ho vao tién lwong ctia giai doan ti€p theo.
C6 diéu ban khong nén thang chitc cho nguoi
d6 chi dua vao thanh tich nghiép vy, ma hay
xem xét dga vao ca phan nang lyc nhéan cach
cua ho nita. Ché d6 nay dwoc ap dung thanh
cong trong thoi chién qudc, tir chinh quyén
Oda Nobunaga, dén Toyotomi Hideyoshi, va
ca sau do la thoi dai cia Mac Phti Tokugawa
ciing vay. Nguoi 1lap cdng trén chién truong
thi sé dwoc luan cdng ban thuong. Trong khi
dé lanh chia hay nhitng nguoi ding dau
phién bang thi tién lwong ting hay giam lai
phu thudc vao mic d6 long trung thanh hay
tw chét [anh dao. Phan thudng cho thanh tich
ctia ngroi c6 kha nang can duoc ghi nhén vao
lvong thudéng ciia nguroi d6 trong thoi gian
danh gia. Su ghi nhan d6 va sz bd nhiém thang
chtic 14 hai vdn dé khac nhau. Uy thac quyén
han va trach nhiém cho mét nguoi, dé nguoi
dé lam truong nhém, thay minh lam nhiém vu.
Nguoi nhw vay khong thé chi la “nguwoi c6 kha
nang”, ma con phai la “nguwoi ¢6 nhan cach t6t,

co sttc anh hwong”;-eo-long trung thanh, nam
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dwgc phuong cham hanh dong, c6 thé hop tac

tot vai cac thanh vién khac.

Khi t6i theo ddi quan tam sat sao mot thanh

vién trong nhéom thi bi thanh vién khac phan

nan “sao anh chi quan tdm dén mbi cau ta thé”.
T6i thdy nhiéu cap trén vi khdng mudn thién
vi bat ki ai nén giir khoang cach vdi tat ca cac
thanh vién trong nhém. Nhung theo quan diém

ca nhan cta riéng toi thi viéc d6 khong c6 nhiéu

y nghia. Céc ban hay ct thién vi di! C6 diéu
phai nhé 1a hay “thién vi tat ca moi nguoi” nhé.
Nhung ciing khong c6 nghia d6i x& vdi tat ca
moi ngwoi déu nhu nhau. Cac ban can quan tam

nhieu hen-dén nhing thanh vién dang cd ging
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hodc nhitng thanh vién ma ban mudn ho nd luc
nhiéu hon nira, dé sao cho dén ldc mot Iac nao
dé moi nguodi trong nhém déu nd lyec nhu nhau,
va khodng ton tai nhitng thanh vién ma ban phai
danh sy quan tAm nhiéu hon nita. Puong nhién
la ban khong duoc thién vi mot thanh vién nao
dé chi vi thanh vién d6 la mot nhan vién ni
dang yéu, cling nhu ban ciing khong thé bé mac
mét thanh vién nao d6 chi vi ban thdy nguoi
d6 khéng vira mét. N6i mot cach thing thin,
t6i cho rang ban khong can dé tam dén nhiing
thanh vién méi ma khéng tién b, lam viéc cham
chap, va khong chia sé nhiing gia tri chung véi
cac thanh vién khac.
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C4p trén khong phan bigt ddi x sé dugc nhin nhan
nhu thé nay

Ting thanh vién trong nhom ai cling ¢6
c4 tinh riéng ctia minh nén néu duoc cdp trén
quan tam thi déu rat hanh phic. Vay ma cép
trén lai d6i xx binh déng vdi tat ca moi nguoi
thi khac nao viéc cap trén khong quan tam dén
bat ki ai. Nhu vay thi cap trén sé v6 cling bat
loi. Trong nhiéu truong hop sé bi cap duwdi cho
rang “cip trén d€ mic chung ta mudn ra sao
thi ra hay sao”. Ttt phia cdp trén ma noi, han
1a chi ¢6 ¥ t8t, néu phan biét d6i x thi cap
dwéi s& cam thdy bt binh dang, khong cong
béng nén mdi lam nhu vy ma thoi. Nhung cap
duéi thi lai nghi nguoc lai. Chinh vi thé do6i
v6i nhitng cdp dwdi dem lai thanh qua, ludn

nd lyc ¢8 gang hét minh thi ban phai cho cap

. Jduéithdy rang ban ludn quan tdm chu ddo dén
| ho. Nhitng thanh vién khac nhin vao do cing
~ A~ ~ A A A ~
mudn duoc cdp trén quan tdm nhw vay nen sé

khong ngling cS gang.
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Quan tam mot céch luan phién

C6 nhitng cdp trén ma may mén c6 nhidu
cdp dudi xuét sic dén ndi quan tdm khong
xué. Nhitng lic nhu vay thi ban chi can tw y
thitc sao cho chu trinh giao tiép véi cac thanh
vién d6 duoc luan phién theo ngay hoéc theo
tuan. Hom nay thanh vién nay & cong ty thi
tranh thu no6i chuyén nguoi d6, ngay mai thi
an trra véi mot thanh vién khac da sém hoan
thanh chi tiéu, va khéng quén khen nggi cong
sttc ma ho da bo ra. C nhw thé Ian lwot quan
tam dén ting nguwoi moét. Nhung ban ciing
nh¢ dung d€ chu trinh cach nhau qué dai, ¢
tranh tao ra nhitng khoang tréng gitra hai lan
tiép xuc.

________________________________________________

PoinT

Cang 6 khong phén biét d6i xtt, cAp trén

o
-

cang khong dwoc bao dap

________________________________________________
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Céac doanh nghiép Nhat Ban da thit chit
viéc tuyén dung sau cudc khuing hoang kinh t&

nam 2008 con duoc biét dén vdi cai tén Lehman
Brothers. Thurc ra trong sudt hai thap nién suy
thodi, ké tir thoi di€ém bong bong kinh t& vé thap
nién 90 cho dén nay, rdt nhiéu doanh nghiép
hoat dong trong tinh trang thiéu ngudén nhan
Ige. Thuee t€, khi s6 luong cong viée ting 1én,
leong cdng viéc trén dau nguoi cling sé ting

theo. Tat nhién cdng ty ciing cd tuyén thém

nhan luc, nhung néu nhém ctia ban roi vao tinh
trang thi€u ngudi dén ndi ban t6i tim mét miii,
c6 kha nang cac thanh vién sé yéu cau “ai cling
duogc, 1am on dan dén cang nhanh cang t6t”.

Nhu thé thi ban _cung chi con nude im lang ma
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nho va phong nhén sy d€ 1&y mot ngwedi nao do
vé phong ctia minh. Tuyén sai nguoi ciing dong
nghia vdi viée ban phai bo ra thoi gian cong stc
vat va gap muoi [an khi ban dang thiéu ngudi,
nén ban nh4t thiét khong bao gio dwgclam nhw
vay. (D4 1a 101 khuyén cta ca nhan t6i, nguwoi
kinh doanh bing nghé giéi thiéu nhéan sy lanh
dao nén chic chin 1a khéng sai dau). Néu ban
18y vé mot nguoi khong ¢ kha néng, ton thoi
gian 1a diéu tat yéu. Khong nhitng thé ca to chikc
14n cdc thanh vién khac déu mét moi tiéu hao
stc Iiee. Bo ra chi phi tuyén dung mot ngudi r6i
két cyc t8 chikc bi chinh ngudi d6 lam cho nhiéu
loan thi ¢6 khéc gi mét viée lam v6 nghia. Du
ngudi d6 khong lam viéc gi t6i té xau xa anh
hudéng dén nguodi xung quanh, nhung cing mot
cong viéc lai mét thoi gian gap mudi lan nguedi
khac thi ce nhw thé ban tra tién d€ mua vé ganh
ning va nhitng chi phi v ich. Viéc diéu chuyén
ngudi tir phong khdc vé cling tuong tie nhw vay.
Can xem xét xem ngudi do6 co day du cac yéu
t0 va kha nidng can thiét cho nhém ctia ban hay

khong. Néu khong thicho dieong yiéc co can
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kip dén nhu thé nao di nita, néi chinh xac hon
la cdng viéc cang céan kip bao nhiéu thi ban lai
cang khong nén bd sung nhitng thanh vién nhw

vay bdy nhiéu.

That bai trong tuyén dung khong thé nao van héi lai
bang qua trinh dao tao

Thét bai trong tuyén dung khong thé nao
bu dép lai duoc béng viéc dao tao. Du ban cé
thuc hién viéc dao tao tot dén thé nao di nira,
- mft nguwoi ngay tir dau, khi tuyén dung da
chéch khoi nhitng gia tri can thiét, thi khong
thé nao b6i dudng thanh nguoi ma ban mong
mudn dugc. Dau tu vao viéc dao tao cling bang
khéng. Do d6 trudc tién phai la cht y dén qua
trinh tuyén dung. Chi c6 trén co s& d6 dao

tao mot ngwoi thich hop thi méi gép phan boi

dwdng nhan tai cho cong ty. Con duong nguoc
lai, coi trong dao tao hon tuyén dung la diéu
khong thé.
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Uu diém caa viec dé cac thanh vien tham gia vao qua
trinh tuyén dung

Ban can phai lam cho cac thanh vién trong
nhém ctia minh hiéu duoc hdu qua cta viéc
tuyén dung bang moi gia. Va khi thyc hién
tuyén dung hay d€ cac thanh vién trong cling
tham gia v6i ban. Nhiéu nguoi trong cong ty
khong béan tam dén cac thanh vién méi duoc
tuyén dung, c¢ nhw thé ho ty nhién tir trén troi
roi xudng. Ban khéng nén d€ cho cac thanh
vién trong nhém c6 suy nghi d6, ma phai lam
sao cho ho nhan thitc duoc viéc dén mdt thanh
vién mdi dén nhém cua minh mat thoi gian va
cong sitc nhu thé nao, c6 nhitng 1oi ich gi, hay
trai lai c6 nhitng rtii ro gi. Hon nita viéc danh
gia con nguoi trong qua trinh tuyén dung ciing
khién cac thanh vién trong nhém phai suy nghi
vé biec tranh toan canh nhitng gi cdng ty hay t6
chttc ctia minh doi héi tit nguoi d6, tix 46 ma
gop phan vao hiéu qua gidao duc doi vdi cac
thanh vién trong nhém. Céng ty ctia toi cling
vay, trong qua trinh tuyén dung toi thuong dé

tng vién gap mat Vi teanbd cac thanh vien
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trong nhom. Sau d6 nghe y kién déng gdp ctia
cac thanh vién, xem moi ngwdi 6 mudn lam
viéc voi tng vién hay khong, nguoi d6 6 phai
la nguedi thich hop hay khong, tr d6 ma dua
ra quyét dinh tuyén dung. Cé mot uwu diém
nita trong viéc dé€ thanh vién trong nhém tham
gia vao qud trinh tuyén dung d6 la thong qua
hoat dong tuyén dung, viéc noi chuyén vdi cac
ung vién vé ban than cdng viéc, cong ty cia
minh, s& gép phan gitp tling thanh vién mot
lan nita nhan thiéc duge gia tri, y nghia cta
nhiing cong viéc minh dang lam, stc hit caa
cdng ty, tit d6 ma nhan thirc vé cong ty ciing
sé tdng lén, dong thoi tré thanh dong lwc ning
cao long trung thanh. Ngoai ra day ciing chinh
1a b0 loc, cho thdy trong s& cip dwdi ai méi la
nguoi thyee sw tai nang. Vi du nhw néu dé mot

thanh vién mét moi vi ning luc lam viéc hao

mon, hay danh mat di déng luc lam viéc tham
gia vao qua trinh tuyén dung, ¢ thé nguoi dé
s& ndi v6i tng vién rang “vao cong ty cta toi
thi cling c6 d€lam gi dau...”. CAp trén di nhién

la Khongsmuon dé tng vién nghe nhitng cau
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chuyén tuy tién nhu vay, nhung viéc xac dinh
duoc nhitng thanh vién c6 tinh trang nhu trén

cting chinh 1a co hi t6t d€ danh gia con nguoi

cling nhu tinh trang cong viéc.
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Tuyét d6i khong tuyén dung nhitng nguoi
khéng phit hop véi tiéu chuin da dat ra

Si cé mit ctia cAp trén thuong 1a chd dua,
dem lai cho cap dwdi cam giac yén tam. Nhung
tity vao thé hé cta cdng ty hay khoang cach

gifta cAp trén voicapdudimasy ¢omatcliacap
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trén lai khién cdp dudi c6 cam gidc cing thang.
Néu ca hai phia déu cam thay khong thoai mai
thi qua la dang tiéc. Néu da nhu vay thi lam
cho cap dudi quen véi cam gidc khdng c6 cap
trén la tot nhat. Vé co ban cap trén cé hai loai
trach nhiém, d6 la trach nhiém quyét dinh y
chi va trach nhiém két qua. Mit khac cip dwéi
¢6 hai nhiém vu, &6 1a nhiém vu thue hanh va
nhiém vu bdo co. Vi thé cho di1 cdp trén co
ving mit di nita, trach nhiém quyét dinh y chi
la khong thé thoai thic. Do d6, chuyén duong
nhién ma cdp trén phai lam d6 la thiét 1ap muc
tiéu va dich dén sao cho that dé hidu. Phai xay
dung muc tiéu tong thé ctia quy kinh doanh
nay, hay tham chi cho tdm nhin xa hon nita,
sao cho cdp dwdi cam thdy nhu dwoc tao dong
lic thice day, hao hing, ndén néng mudn duoc

thiec hién. Nhitng cha dé chinh do cdp trén dit

ra, nhung nhw toi da tieng dé cp, vé phuong
phap dé tit ca moi nguoi cung thao luén roi
cap trén dua ra quyét dinh cudi cung, cap trén
khong chi don gian truyén dat tt mot phia,

mé& dé cho cac thanh vién trong nhéom cing
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suy nghi xem nén lam nhu thé nao thi t6t. Nho
dé muc tiéu da dit ra sé c6 dong co thiuc day
moi ngweoi. Khong chi diing lai & muc tiéu ca
nhan ctia ting ngudi, chiing ta hay dé cho cap
dwéi suy nghi ca vé phuwong hudéng cua toan
thé cac hoat ddng kinh doanh, toan bd td chic,
va ban than cdng ty. Ddi xi i tinh hudng déc
biét ctia ngai chu tich tdp doan Nissan, Carlos
Ghosn 1a mot vi du réat ndi tiéng. Khi 6ng tiép
quan Nissan, tdp doan nay dang trén bo vuc
phd san. K& hoach h6i sinh Nissan khi d6 chinh
1a x4y dyng mot ddi x& li tinh trang ddc biét
ttr nhitng thanh vién ¢6 y chi trong tap doan,
khéng phan biét chitc ning. K& hoach do da
tro thanh 10i cam két 16n lao, cudi cung gop
phan gitip tdp doan hoi phuc thoat khoi tinh
trang hi€m ngheo. Néu tat ca cac thanh vién ai
cling nhu nhitng nguoi trong k& hoach nay thi
khéng con gi bang, nhung chuyén d6 1a khong
thé. Khong phai ai cling ¢6 tham vong hay so
hitu ning lyc sang tao ndi dung, nén da sd chi
1a di theo sy dan dat ctia ngueoi khéc. Cho du
12 thé, & cho da s nhing thanh vien do biét
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vé sy ton tai cia mot nhom dic biét, dong thoi
y kién vé duong 18i kinh doanh cuia cac thanh
vién trong nhém, v6n la nhitng nguoi dong
ding ngang hang véi minh, dwoc c4p trén chdp
nhén, sé gép phan tich cuc lam thay d6i cach

nhin vé doanh nghiép.
Dé cho cép dudi tu quyét dinh myc tieu va danh gia
ban théan sé giap ich cho sau nay

T6i mong mudn cac ban hdy dé€ cho cip

dwdi cia minh tir danh gia sau khi hoan thanh

muc tiéu. Viéc nay gan véi MBO (viét tit ctia
cum ttr quan ly theo muc tiéu), quyét dinh muc
tieu ca nhan tong hoa v6i muc tiéu cua cdng
ty. Khong phai chi don gian néi véi cap dudi
rang muc tiéu cia quy nay la nhu vay, hay
thye hién di ma hay d€ cdp dudi ty xdy dung
—kehoadphanhdgn&Sa&d&d&lwdanhg}ai
vé mttc d6 hoan thanh muc tiéu trong quy d6é.
Diéu quan trong 1a lam rd chuyén gi da dién
ra thuan loi, chuyén gi chua, li do 1a gi, va lam
thé nao d€ nhitng kinh nghiém d6 cé ich cho

nita namtiep theg. Con dwang gan nhat dé xay
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dung mot t8 chire c6 kha néng tu thic ddy do
chinh 1a 1dp di 13p lai chu trinh, d€ cac thanh
vién ti ddnh gia ty ki€ém diém, tir 46 xay dung
k€ hoach, thuc hién muc tiéu. Nhu t6i da ndi ¢
phan trude, con nguoi khong thich lam nhiing
viée droc nguoi khac quyét dinh, nhung néu
13 muc tiéu do chinh minh dat ra thi b??mg cach
nao di nita cung mudn hoan thanh. Bang viéc
xoay vong chu trinh nay, t6 chitc ctia ban sé
bién thanh mot t6 chitc ma cdng viéc khong
fon dong ngay ca khi c&p trén 1a ban vang mit

di chang nira.

Diéu ke phan chia nghiep vu gitp dam béo ca “lgi ich
ctia cdp trén” 1an “sy trudng thanh ciia cap dudi”

CAp trén khong thé tit bo hoan toan trach
nhiém quyét dinh y chi va trach nhiém két qua
ctia minh, nhung mot mét nao d6, nhwong lai
hai trach nhiém d6 cho cdp dudi la diéu can
thiét. Vay phai giao lai cho cdp dudi nhu thé
ndao? Ban chi can giao lai trdch nhiém quyét
dinh y chi va trdch nhiém két qua d6i véi chinh

cong viéc cAp dudi dang damy nthigorla dugc.
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Nhu thé coi nhu cdp dudi sé cé hon mot cong
viéc va trach nhiém so v6i hién tai. Tte trude dén
nay cap dwdi chi c6 vai tro duy nhét d6 la thyee
hién nhitng céng viéc do cdp trén quyét dinh va
béo cdo két qua. D€ cdp dudi c6 thé git vai tro
chu dong trong cong viéc, cap trén can nhuong
lai quyén han trach nhiém va quyét dinh y chi
ctia minh. Nho d6 ma cap dudi co thé ganh vac
mot phan trach nhiém ctia mét nguoi quan ly,
va diéu dé ciing gop phan tao dong Iiec cho ho.
Chu nghia “tat ca nhéan vién déu la nha quan

”

tri” cua ngai Hiromasa Ezoe, nguoi sang lap
tap doan Recruit Holding, hay quan diém “tat
ca nhan vién déu la nguoi ban hang” ctia ngai
Tadashi Yanai, chu tich cong ty Fast Retailing,
cong ty con quan trong cua tap doan Uniqlo,

chinh 1a c6 y nghia nhu vay.

________________________________________________

CAp trén nhuong lai mot phin quyén han,

ca nggi chi nghia “tit cad nhéin vién déu la

,_--------------\
-

nha quan tri”

_______________________________________________
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TECHNIQUE:

Dé c6 dugc cau tra loi chinh xdc mot cach hieu
qua nhat, hay hoc cach tu duy triu tugng “vay
mugn sy thanh cong” |

' C6 18 s& ¢ ban chua titng nghe dén khai
niém “tu duy triru teong”, d6 1a cach suy nghi
vé nhitng diém chung ctia cac hinh mau trén
murc do triru twgng chi khong cu thé. Vi duy,
nhan vién A cho vao tap tai liéu kinh doanh
bttc anh chan dung ctia minh khi dén gap khach
hang ma khong bao trudc. Mitc d6 phan tng
cta khach hang tdng 1én. Nguwdi khong cé “tue
duy triru twong” khi biét duoc viée nay sé bit
chitde va dan anh cta chinh minh vao tap tai
liéu. Mat khdc, ngreoi ¢6 “te duy tritu tuong”
khi d6 sé nghi “phai thit suy nghi xem tai sao
viéc d6 lai co tac dung nhu vay”. Di sadu vao van
dé hon mét chat sé thdy A dang kinh doanh mi
pham cho asi teemgddach-hang Ja, eac, ba noi
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tro. A lai la mot nguoi dep trai thu hut, nén khi
khach hang nhin thdy anh cta A, ¢6 thé sé mong
mudn duoc gdp mot lan. Trong khi d6 nhan
vién B, mo6t ngweoi ¢6 khudn mét nghiém tic dén
phat sg, dam nhan viéc kinh doanh hwdéng dén
d6i twong doanh nghiép, néu bat chude tuong
tie viéc A da lam thi liéu c6 thanh cong dwoc
hay khong? Thit suy nghi mét cach tritu twong,
c6 thé noi A da thanh cdng trong viéc khéo 1éo
cung cap nhitng thong tin khién cho khach hang
c6 mong mudn dugc gip mit minh. Néu nhw
vay thi B, nguoi dang ban hang giam gia cho
cac d6i tuong doanh nghiép, can phai suy nghi
that cu thé vé dap an cho cau hdi, rat cuc phai
lam gi d€ cung cdp nhitng thong tin khién cho
khach hang mudn tiép xic véi minh. Cé rat

nhiéu phuong phap dé bat chuéc nhitng hinh

mau da thanh cong, nhung néu khong phan tich
nguyén nhan chinh lam nén sy thanh cong tir cu
thé dén triru treong, roi tie d6 lai di tix triru twong
xuong cu thé, thi sé khong c6 hiéu qua (btkc dnh

cia A duwoc xem la cy the, thong tin khién khach

153



KY NANG QUAN LY NHAN SU CUA NGUOI NHAT

hang mudn gip mit, 13 triru teong). Khi ban bat
chude, hdy nhd sao chép & mic do triru tuong,
Néu thue hién dugce viée nay, tieng thanh vién
trong nhém ¢d thé dan str dung mot cach hiéu
qua nhitng hinh mau thanh c6ng & mot mike d6

rat cao.
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TECHNIQUE:

Lam thé nao dé quan Iy mgt vutn bach thi véi vo
van ca tinh

T6i biét khong it nhitng cap trén dau dau khi
quan ly mot nhém tép trung qua nhiéu ca tinh
khéc nhau. Nhung su da dang cling gan lign voi
sttc manh ctia mot nhom (li ludn vé sy da dang
cling néi vé diéu nay). Gid tri quan khac nhau
din dén nhitng rac r6i, khién cho védn dé nay
sinh, nhung c6 nhiéu thanh vién c6 ca tinh khac
nhau sé giup cho sttc manh ctua cad nhom tang
1én. T6i mudn ndi voi cac ban vé cach suy nghi

“nhém manh nhat” va “nhém t6i wu nhat”. Chi

. can nam duoc cAu tric co ban cling c6 thé bién

no thanh vii khi cho mét cdp trén thoéng minh
nhu ban, nén t6i sé giai thich vé cach suy nghi
nay tai diy, phén cud6i cung cua chuong nay.
“Nhém manh nhat” chi nhitng nhém tap trung

nhimg ngeal cé.cing chunag,ca tinh, tinh cach.
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Vi cac thanh vién c6 tinh déng nhét cao, nén sy
phoi hop dn y 1a diém déc trung ctia nhém nay.
“Nhém t8i wu” la nhém tép trung cac thanh
vién co sit khac biét vé tinh cach, ca tinh: Vi ton
tai sy da dang trong nhém nén c6 thé vira phén
chia vai tro b6 tro mdt cach hiéu qua, vira ¢é thé
nang cao tinh hiéu qua tong thé cta ca nhém.
Nhung viéc ¢6 qua nhiéu cé tinh trong nhom
dn dén viéc can thoi gian cho cac thanh vién
6 thé hiéu nhau, dé€ cé thé hoat ddng mot cach
tron tru. N& lizc @€ nhém c6 thé hoat ddng ngay
lap tiec modt cach qué vdi va c6 thé dan dén i
ro mat qua nhiéu thoi gian cho dén khi “déng
co” dugc lam néng. Co thé chia lam hai cach sir
dung “nhém manh nhat” va “nhém t6i wu” dua
theo thoi han ctia dw an nhu sau.
m Dy 4n budc phai giai quyét trong mot thoi
gian nngm.
*+ D61 v6i du 4n nhw thé nay nén dung
nhiéu nguoi ¢6 chung c4 tinh. Trong
treong hop phai hoan thanh duw an

trong motki han ngan oo cheng vai
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thang, t6t nhat la hdy xdy dung “nhém
manh nhét”, tip th€ cia nhitng ca tinh
déng nhat.

m Nghiép vu thong thuong

* Nhitng nghiép vu thong thuong cé tinh
tiép dién, tuin tw nén mdi quan hé bd
tro sé gop phan tao ra mét nhém ving
manh (nhém t6i wu). Mot nhém tap
trung nhitng thanh vién véi nhiéu dang
tinh cach nhu nguoi thich tdn cong,
nguoi thich phong thd, nguoi gioi quan
ly, cac thanh vién trong nhém c6 thé
gitip & ho tro 1an nhau. Mot nhém nhuwe
vay sé thich hop hon cho nhitng du an

trung dén dai han.

K&t lai, dg 4n ngan han thi vu tién nhitng
ca tinh d6ng nhat, dv 4n dai han lai cAin moét d6i

c6 mdi quan hé bd tro da tinh cach. Chi can ban
nam dugc diém mdu chdt nay, chac chan cach

xay dung t6 chic ctia ban sé thay doi.
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U ban ludn c8 ging d¢ van hanh

nhém ctia minh dang nhuw co ché,

nhung thinh thoang lai xudt hién
nhitng “cdp dwdi rac r6i”. Nhitng ngudi ndy do
ban chat tinh cach ctia ho ma du ban ¢6 khéo
léo diéu khién nhém ctia minh dén thé nao di
nita, ho cling khong lam viéc duoc nhu nhitng
gi ban ki vong. Trong chuong nay t6i sé huong
dan c4c ban cach xi i vé6i titng loai riéng biét
ctia nhiing c&p duwdi ric r&i ma ban c6 kha ning

sé gap phai.

TECHNIQUE:

Bé cho “nhiing cp dudi i ach” tich lity d4n nhiing
trai nghiém thanh cong nho bé

N6i mai ma van khéng lam. Khong phai vi
c6 ac y, va cling khong hé c¢6 y phan khang.
Duing hét phuong phéap nay dén phuong phap

khac cling khong-dwoel “Cau, da lam dugc
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chwa?”, “cau lam ducyc roi a?”, “cobng viéc thé
nao roi?”, “c6 tién trién gi khong”, “c8 géng
nhanh lén nhé”, “nay, rat cuc cau dang lam cai
gl vay...?”! Cubi cing ban sé bung nd vi khong
thé chiu dung thém dwgc nita. Khong thé duoc!
Thé nay khoéng phai 1a phwong phap quan ly
thong minh. Vay phai lam th€ nao? Van dé cta
nhitng cap dudi khéng c6 4c y nhung ludn i
ach cham tién d¢ la vi ho khong thé ty minh
thiét 1ap duwoc phuong thire, va ké hoach theo
ting budc, thém vao do6 ho ciing rdt yéu kém
trong viec quan ly vong thoi gian. Véi nhiing
cdp dudi nhu thé nay, ban ¢4 thic giuc “lam
viéc di” bao nhiéu di ching nira, ho cling chang
nhtic nhich vé phia trude thém dwge mot buwde
nao. Nhitng ltic nhu vay, phuong phéap “chia
thanh tiing phan nhd”, “mdi ngay mang dén

mot budc tién”, rat hiru hiéu. Trudc tién, ban
can dua ra quyét dinh vé viéc cap dwdi c6 thé
lam trong ngay hom nay va d€ ho thwc hién.
Tk truede dén nay, ban ludn van hanh nhém

cug TN Vo sty night “1am thé hao dé€ ¢6 thé
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dat dugc han mitc muc tiéu nhat dinh”, nhung
néu dot ngdt giao cho cdp dudi mot muc tieu
qué 16n, sé c6 nhitng nguoi khong kip hinh
dung ra con duong phai di cho dén ltc hoan
fhanh muc tiéu d6. Chinh vi thé ban ¢an phai
cu thé héa nhitng cong viéc can truyén dat tie
trén xudng dwdi nhit, nhu soan tai liéu hay
dién dam trao d6i, sau d6 d€ cho cdp dudi xay
dung k& hoach “hdém nay can phai lam vigc gi”,
“tWaAn ndy can phai lam viéc gi”. Téi mudn nhéc
lai mot Ian nita rang, da phan nhiing cap dudi
nay c6 ¥ thiec rat hoi hot vé thoi gian, cling
nhu yéu vé kha néng lap ké hoach tirmg budec.
Do ho khong ¢ nang luc vé nhitng médt nhu
vay, nén ho cling chua tltng trai nghiém thanh
cdng nho cach lam viéc do minh te xay dung.
Vi thé truede tién hiy d€ ho bat dau tir nhiing
“tradi nghiém thanh cdng nhéd bé”, dua trén
qué trinh tr nhitng phan nho nhat cua cong
viéc. Néu nhw két qua 1a “hdm nay da thanh
cdng”, “ngay mai cling thanh cong” thi cling

c6 nghia la cép_dudtsé hoc diroc trai nghiém
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thanh cong. Ngoai ra, d6i véi nhitng cip dudi
nay néu ct giuc ho “lam viéc di” thi ho s& cam
thay ap luc, dé roi vao cam giac bi tréi budc, va
tham chi kha nang con suy giam so véi truede
dé. Khong con cach nao khac, danh phai chon
duong vong. Dau tién viéc nay c6 thé la ganh
nédng ddi voi cdp trén nhung trude hét giao cho
cap dudi nhitng viéc ma ho cd thé lam dwoc
tung chat tieng chtt mot, muc tiéu cudi cung la
lam sao cho cdp dwédi d6 ¢6 thé lam viéc dugc

nhu nhitng thanh vién khac.
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TECHNIQUE:

Gii thich cho nhiing cép dudi “so hai thét bai ma
khong lam viec” hiéu vé sai lam cta viéc khong
[am gi ca

O dau ciing ¢6 nhitng ngudi tam ly kém,
dé cing thang, lo lang qua muc. Mtic d6 cing
thang khi bi khién trach clia titng nguoi cling
khac nhau. Cho du la nguoi c6 kha nang di
nita, mot khi bi gay ap luc thi ndng sudt lam
viéc cfing c6 th€ di xuéng. Nhung nhiing cip
dudi so hai that bai thi ludn lo lang dén cling
cwee vé that bai, dén ndi tiéu tan ludn ca y thiic
thit thach d6i véi cong viéc. Khi ma ban chat
van “tai sao lai khong lam viéc d¢”, thi ho chi
14y c6 bang 1i do nay hay li do kia, nhung thuc
ra chi vi ho lo ling d&n mitc khong thé dong
tay dong chan, ma mic ket véi suy nghi “dang
so qua, néu lam viéc nay ma that bai thi biét

phai dn néi the nae.=”-01 voi nhimg.cap dudi
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nhu thé nay, vé co ban thay vi lién tuc nhic nhé
ho “lam viéc di” thi tot nhat 1a d€ ho hiéu rang
néu mot khi ho da nghi viéc gi la dung thi thi
ding s¢ hai that bai ma hay quyét tdim hanh
déng. Khong lam gi ma chi 1ay li do phan nan
méi chinh 1a t6i 18i. D61 véi cong ty ma néi, néu
nhan vién khong bo cong strc lam viéc thi sé
trér thanh réc r6i 1én. Thé nhung lai ¢6 nhiing
nhén vién s¢ hai that bai ma khong dé xuat y
kién, luong cong viéc hoan thanh ciing vo cling
it 0i. Néu phai chon gitta nhitng nguoi khong
lam gi nén khong thét bai nhu vay, thi tha chon
nhitng nguwoi diing cam lam viéc ma thét bai
con hon. Néu noi ngugc lai, ¢ nghia la ban can
khen ngoi sy that bai mot cach co y d6. Viéc
khen ngoi hanh vi diing cdm rat c6 hiéu qua.

Thuec t€ nhitng cong ty coi trong viéc phat trién

nganh kinh doanh méi nhw 3M ctia Hoa Ky

da phan cé ché d6 danh gia khen thuong tinh |
than thix thach du cé gdp that bai. Ngai chu tich
Atarashi Masami ma t6i da tieng c6 dip dé cap

& cac phan-truge, co,mot.cau nol nhw thé nay:

165



KY NANG QUAN LY NHAN SU CUA NGUOI NHAT

“Nguoi song mot cudc doi ma chua ting trai
qua mot thdt bai dau don thi cling c6 nghia 1a
chang c6 1ay mdt thanh cong to 16n nao”. Toi
that sy mong cac ban ¢6 thé thau hiéu dugc tinh

than trong cau nodi nay.

Ren luyen “su dan hoi”, tao néng luc hoi phuc
Gan diy ndng luc hdi phuc (tinh dan hoi)
gy duogc nhidu sy cha y. Néu c¢6 duoc ba yéu
t6 sau day thi ban c6 thé nang cao nang lwc
h6i phuc, dong thoi nudi dudng rén luyén
tinh than.
1. Cam giéac c6 y nghia (mong mudn thte thach)

Ban can phai trao cho c&p dudi nhitng chti

dé ma ho mong mudn dwgc thir thach.
2. Cam giac thau hiéu toan thé (triec quan)

Néu khong cho cap dudi thdy dwgc tong thé
ho dang tao ra thit gi ma chi d€ ho biét duoc
mot bo phan trong do6 sé khién cho ho c6 cam
giac bat an. Nhiéu cdng viéc thueong chi Ja mét

phén ctia mét cong viée nao 69, frongsé nhirng
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phan do, néu khéng biét dwoc thiee s ban than
dang dadm nhan phan nao thi sé khé ma duy tri
duoc tinh than lam viéc. Vi du, mét viéc rdt pho
bién trong cac phong ban la soan tai liéu, nhung
néu nhu chi lam cong viéc d6 thi khong biét
thue chit minh dang lam viéc gi. Néu ban giai
thich cho nguoi soan tai liéu cu thé tai liéu do sé
duoc dé xuat véi khach hang nhu thé nao, ban
ki vong vé phan ting ctia khach hang voi tai liéu
dé ra sao, 10i ich thwong mai c6 thé thu duoc tie
viée d6 1a gi, thi cting chinh 1a ban da cho cap
dwdi thay dwge toan thé. Thém vao do6 cap dudi
sé nhan thic dugce viéc minh dang lam la mot

viéc thuc su ¢ y nghia.

3.Cam gidc ¢6 thé xi¢r ly mang tinh kinh
nghiém (kha nang)

Nhitng nguoi tich liy dwoc trdi nghiém

thanh cong, gia st c6 lam mdt cong viéc hoan
toan md&i ma khong c6 gi bao ching cho sw
thanh cong di nita, ban than nguoi d6 sé van
ludén c6 niém tin rang minh cé thé lam duoc.

Thuc te-dung la_trong trizong hap nay, nhitng
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nguoi lac quan dén mitc cé thé phan doan sai
lam nhu vay rat manh mé. C6 diéu d€ c6 thé
s0 hitu niém tin manh mé nhw vay chi ¢6 cach
la khong ngting tich lily thanh cong ma théi.
Nhitng nguoi khong budn lam viéc thi chi con
céch bat dau tich Iy tit viéc hoan thanh nhiing
viéc nho nhat. Hoac 1a d€ cho ho hoi tuong lai
vé nhitng trai nghiém thanh céng trong qua
khtt. Khong quan trong la thoi dai hoc hay
khi con nho, chi cdn héi twdng lai bat ki trai
nghiém thanh céng nao da ting cé trong cudc
doi, cling giup cho ho s¢ hitu dwoc cam giac
va niém tin rang “minh ciing la nguoi c6 kha
nang”, “minh c6 thé€ lam dwgc”. Hodc dit cap
dwdi khdng nghi rang ban than minh da lam
duoc viéc gi to tat, ban van nén khen ngoi ho
“triedc day chang phai cau da lam rat tot viéc

nay sao”.
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(sitp cho cap dudi gilf dugc cam gidc nhat quéan tu

dau dén cudi

Viéc gift cho cip dudi cam gide nhét quan
ttr dau toi cudi 1a rt quan trong. Cam gidc nay
ndi tom lai nhu la sw lién két chat ché gitra cau
trac bon phan dé thyc luan két trong thé tho
tuyét ci cua Trung Qudc. N6 khong dua trén
nguyén tic nguyén nhan két qua nhung la
trang thai ma nhiing nguoi ting trai qua déu

tin chac vao viéc “néu lam mot viéc nhw thé

nay thi chic chén tiép theo sé trd thanh nhu thé
kia”. Néu nhitng nguoi ding dau khoéng duy
trl duoc cam giac nay moét cach virng chéc, thi
diéu t6i té trudc hét la vi chién luwoc khong rd
rang nhat quan nén nay sinh van dé cap dudi
khoéng biét minh phai lam gi. Thém vao do,
doi véi cap dudi, néu viéc du dinh dugc lam
tro thanh van dé nghiém trong. Hom nay duwoc
chi thi la phuong cham ctia cdng ty nghiéng vé
‘ hudng nay, sang ngay mai do6t nhién lai chuyén
sang phrong hudng khac. C¢ nhu vay sé€ gay
cho cap-duéi cam gidc cang thang va bat luc,

169



K¥ NANG QUAN LY NHAN SU CUA NGUOT NHAT

khéng hi€u viéc minh dang lam c6 y nghia gi
hay khong. Khi mdt nguodi tw cho rang minh
khéng c6 kha ndng, hay khong tu tin vao ban
than, nhitng suy nghi d6 c6 thé cé nguyén nhan
tir nhitng ton thwong tam ly tir nhitng chuyén
da xay ra trong qua kha hodc van dé lién quan
dén gia dinh. Dwa theo nhiing 1i luén vé thuyét
tam ly c4 nhan ma t6i sé dé cap 6 chuong Sau,
khi trong quéa khit xay ra chuyén rdt nghiém
trong, c6 nhitng ngwedi ludn bi quan d6 161 cho
“moi treong toi té da khién cho minh tré nén
toi t8”, nhitng cling c¢6 nhitng nguoi lac quan
“vi moi triedng qua toi té ma minh cang phai c6
gang hon nita”. Tém lai, nguyén nhan khong
phai 14 thit lién quan truc ti€p, ma chinh la lya
chon ct1a ban than, cé muc tiéu nhw thé nao, lam
gi d€ hudng téi tuong lai. Diéu quan trong dé
chinh la l1am sao 4p dung nhiing phuwong phap
toi vira trinh bay d€ giap cho nhiing nguoi so
hai thit bai c6 thé viing vang hon, dong thoi

loai bd sw so hai ctia ho.
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HINH 5-1: PHUONG PHAP CHO NHU’NG CAP
DU'O'T SO’ HAI THAT BAI

- Cam giac c6 y nghia (dé tai ban than yéu
thich, néi dung ban than mudén thwc hién)

- Cam giac thiu hiéu toan thé (hiéu dwgc vai
tro cia minh trong tong thé)

- Cam giac c6 thé xr Iy mang tinh kinh nghiém
(long tin rang ban than c6 thé lam duworc)

Tao ra trang thai c6 niém tin chic chin ring
[ Néu lam mét viéc nhu thé nay thi chic chin
ti€p theo sé tré thanh nhw thé kiaJ
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TECHNIOUE

3 diéu muon néi vdi cdp dudi khong mudn lam
méch long nguti khac

Cép dwdi ma “mét nao ciing dep”, khong
cén than c6 thé bién thanh mét “cap dudi ric
r3i”. Vi khong mudn méch lbng nguoi khac,
nén véi cdp trén lic nao cling “qua dung nhu
16i anh n6i”, d6i voi y kién ma minh phan d6i
cling “quala khéng sai”, khi treong phong thay
d6i ¥ kién lai hiza theo “dung 1a khdng can phai
ban”, khi gidm d6c dwa ra mot tam nhin vién
vong thi thé thdt “xin di theo gidm ddc tron
doi”. Khong phan d6i ma chi dong tinh, néu
chi nhwe vay trong mét pham vi nao d6 c6 thé
chdp nhan duoc thi khong ban dén cfing khong
sao. Nhung néu khi tién hanh cong viéc lai tro
thanh ké co hoi, gio chiéu nao theo chiéu day

thi sé€ khién viéc cdn phai lam khong dwoc thuc
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hién, khong c6 chinh kién khién cho céng viéc
bi dinh tré, tir d6 ma kéo theo nhitng vin dé
phat sinh, nén trong treong hop nay thi khong
thé bo mdc duoc. Nhitng cdp dudi “mdt nao
ciing dep” nhu th€ nay lam gi cling qua cha
y dén sic mit cia ngroi khac nén nhidu khi
cdng viéc bi cham tré, khong thé chu ddng ndi
1én y kién chia minh, tré thanh mot nguoi gay
rac rdi. Vay ching ta phai lam thé nao? Déi véi
nhitng cdp dwdi khong mudn lam méch long
nguoi khdc, cac ban hdy truyén dat voi ho ba

diéu sau:

1. Nguoi ma khéng lam méch long ai ca,
khong ton tai trén thé gidi nay.

2. Nguoi khac khong d€ y dén ban nhiéu
nhu la ban tuong.

3 Mt khi banr bi cudn theo y kifn ctia
nguroi khac, ban sé chan ghét chinh ban
than minh.

C6 rdt nhiéu nguoi Nhat vi khong mudn

lan mECh 161s gty Khdc M trg thanh ngwoi
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chi biét htia theo, nhung theo t6i chling ta nén
y thizc duoc rang khong c6 ngudi nao ma 100%
khong bi ai ghét bd, nguoc lai cling nhue khong
c6 ngwodi nao ma 100% khong duoc ai yéu mén.
Vi thé t6i nghi khong nén d€ y sic mat nguoi
khac ma chi cAn lam viéc theo chinh kién cta
minh la dugc. Nhitng nguoi c6 tinh cach nhw
thé nay thuong la nhitng nguoi ¢ suy nghi thai
qud, nén ban hay noéi vdi ho “nhitng nguoi xung
quanh khong d€ y dén céu nhiéu nhu cau nghi
dau, cau hay th suy nghi xem cdu da cha tam
dén 10i néi va hanh déng ctia nguoi khac dén thé
nao”. Chiéu theo y nhitng nguoi xung quanh,
hay chi dong lam viéc theo y minh? D6i véi
cap dudi, lya chon thich hop chinh la chia khoa
d€ gitup ho co thé truong thanh, hay duwgc lam
viéc trong mét moi trreong tét hon. Khi ban than
minh khong thé cam lai duoc thi sé chi mai bj
cudn di boi moi truong xung quanh. Trong mot
nhém, t6t hon hét chinh 14 méi thanh vién c6 thé
lam viéc moét cach tw cha, chit dong, do d6 ban

hay sap x&p d¢ che-ho co the lam viec doc lap
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mot cach hop li. Nhitng cap dudi khéng mudn
lam méch long ai, khi 1am viéc khong chirng sé
c6 suy nghi “néu lam nhu thé nay khéng can
than lai bi ghét thi nguy”, nén ban hay giai thich
cho ho hiéu réng “chic chin 1a sé c6 nguoi ghi
nhan nhitng gi cau lam duoc, nén hay lam theo
suy nghi ctia minh, c6 thé thi nhitng nguoi xung
quanh mdi c6 thé thira nhan cau”. Hay c8 gang
hét sttc trong chién dich quét sach tinh cach chu

nghia co hoi nhé!
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TECHNIQUE:

Khen ngei qud mic nhiing cdp dudi mudn dugc
thiia nhan cd thé s gay ra chiing vo cam

C6 rdt nhiéu nhitng cdp dudi cang duoc
khen nhiéu thi lai cang tién bd. Viéc khen ngoi
ban chat khong phai la viéc gi xdu. Nhung khen
ngoi qua muec lai 1a viéc khong nén. (Han 1a c6
ban ngac nhién thac mac tai sao dung khong?).
O Chuong 2, tdi da gisi thiéu véi cic ban vé
déng co ndi phat va dong co ngoai phat, qua
taing hay phan thuéng thuc ra vé mat tam ly
hoc lai la hanh vi teong ti sw trieng phat, trong
bat ki treong hop nao di nita cling chinh la cach
tao dong co mang tinh ngoai phat. Kéo theo do
chinh la ching 1€ thudc vao viéc trao thudng
ban ting. Mot cdp dudi 1dy viéc duoc khen ngoi
lam déng co dén mot Itc nao do sé khong con
cam xudc gi khi dugc khen nita, cang duoc khen

nhiéu ma cach khen-lap di lap lai thi lai cang
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khong hai long, néu khong duoc khen ngoi theo
cach t6t hon nita thi sé khong vui 1én dwgc. Lira
chon chién luoc gia tang nhitng 10i khen khong
gioi han la mot trong nhitng quyén lgi ctia cdp
trén, nhung néu ctt ti€p tuc khong nging nghi
nhu thé thi ciing khong phai 1a mot y hay. Doi
v6inhiing cdp dudi mudn dwgc thira nhan, diéu
co ban tir tredc dén nay 1a phai lang nghe cau
chuyén ctia ho. Nhung néu danh cho ho su d6i
dai qua déc biét thi sé chi khién gia ting sy phu
thudc cta ho vao sy d6i dai d6. Vi vy téi mong
mudn cac ban hay tiép xtic véi ho mot cdch dan
dan, tir tdn. Mtec d6 trd chuyén héi han, ling
nghe chi can cao hon so véi nhitng nhan vién
thong thudng mot chit 1a dwge. Can nhé rang
st d6i xtr déc biét sé chi lJam cho tinh hinh xdu

di. Cling dirng cu xt lanh nhat ma hay déi xi

vOi ho mot cach binh thuong. Toi chac ban ciing
khéng muén tiép tuc danh qua nhiéu thoi gian
ctua minh chi cho nhitng cdp dudi mudn duoc
thira nhan, nén trén co s& da thtta nhan vai tro

cua ho, binh thtrong barn cé the gitt mot khoang
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cach phli hgp nhét dinh. Theo ly thuyét thap
nhu cau ctia Maslow, viéc dap tng nhu cau an
toan va nhu ciu triec thudc clia con ngwoi la rét
quan trong. Bén canh viéc duy tri nhitng cach
giao tiép co ban nhuw “tiép xtic bang 4nh mat”,
“mim cudi”, “goi tén”, chi can d€ cap dwdi hiéu
“minh ciing 1a mot thanh vién c6 thé'1a chd dua
trong nhém” la dugc. Vi vai tro ctia ho khong
dén mttc d€ ban phai danh qua nhiéu thoi gian

va cong strc.
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TECHNIQUE:

Xac nhan vai tro che nhang cép dudi quan tam
dén viéc nguoi khac qua mtic

C6 nhiing ngudi mudn chi bao, hay ho tro
nguoi khac vuegt qua muiic can thiét. Lay viéce
xen vao gitta cac thanh vién khéac dé€ bao dam
cho sy ton tai ctia minh, ddng thoi cling lam
thoa man cam giac dwoc lam nguoi quan trong
cua ban than. D¢ 1a biéu hién ciia mong mudn
duy trl cam gidc vé su ton tai, ndng luc gay anh
huwong va long tie ton. Nhitng cdp dudi quan
tam dén chuyén ctia nguoi khac qua mirc nhuw

thé nay thuong la nhiing ngudi ¢d thAm nién

cong tac, dac bigt xuat hién nhiéu trong truong
hop ban 1a cap trén nhung it tusi hon. Van dé
rac r6i cia nhitng ngudi ndy 1a néu bi tir chéi
si can thiép thi s€ n6i nong. Tat nhién néu do

la Mg 10T KhGyen B8 1ch thicon gi bang,
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cling khong viéc gl phai ngan can. Nhung néu
can thiép mot cach qua mttc rat rd rang thi ban
khong nén ngai nguing ma hay dap lai mét cach
nhe nhang mém mong nhung dit khoat “t6i on
cd ma”, con trong treong hop sy can thiép la
ddi véi nguoi thit ba, nhue véi cac cdp dudi khac
cia ban chéng han, thi ban ¢6 thé néi “t6i nghi
anh/chi 4y ¢6 thé tu lo dugoc ma, nén khong sao
dau”. Pung la d6i véi nhitng ngudi nay, tam
trang lo léng bAt an 1a cé thé hiéu dwoc boi dén
tudi nay ho cling khong con co hoi thing tién,
xung quanh lai toan la nhitng dong nghiép tré
tudi, tham chi dén ca cdp trén cling la ngwoi it
tudi hon minh. Chinh vi th€ quan trong la ban
can lam théa man mong mudn dwgc thita nhan
ctia ho bang cach xéac 1ap vi tri ctia ho trong
nhom ctia minh, mdt vi tri ¢é vai tro nhat dinh
ma ban mudén ho dam nhan. Pich than mot
nguoi cdp trén it tudi hon nhw ban tich cuc tin
teong nho cdy vao ho ciing sé dem lai hiéu qua

tich cyec. D6i lai nho-dwroc ban tin treong, long
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tw ton va cam gidc dugc lam nguodi quan trong
cua ho duoc théa man, khién ho cang tich cuc
lam viéc cho ban trong vai trdo mot nguoi tng ho
nhiét thanh. Néu ban c6 thé xoay chuyén tinh
hinh duoc theo chiéu hudng nay, thi ban sé co
thém mot ngudi ¢8 van dac liee trong md hinh
nhom tir hoat dong cua phuong phap quan ly
thong minh.
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TECHNIQUE:

| Cit xi that diém tinh véi “nhing céi dau nong”

Trong cdng ty, nhitng nguoi cb cai dau
néng 1a nhitng ngwodi ddng s¢ nhat. Ho thuc
st khong chiu lrfmg nghe. Diéu ngac nhién la
khéng it nhitng nguoi tai nang, tham chi co6
bdng MBA lai ndm trong s8 nay. Ho c6 céi
dau théng minh nhung chua da truwong thanh
trong tinh cach. Ho nhu nhitng nha phé binh,
binh lusn, khéng ngimng bét nhitng ngudi xung
quanh phai nghe li ludn ctia minh, va chi ¢6 lam
theo nhitng li lusn d6 thi méi la dtng dan. Day
cling 1a mét trong nhitng biéu hién ctia mong
mudn duoc thita nhan, ¢6 diéu sy hio thing
chiém mot phan rét 16n. Bat thuwong hon nita
14 trong nhitng cudc d6i thoai c6 xu huedng tan
cong, ho thudng c6 xu hudng tw d6 thém dau

vao ltra, lién tuckhiéi cho-eam xua eta chinh
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minh bung phat. Dac diém thuong thay cua
nhitng nguoi ¢6 tinh cach nay la ho khong thé
khéng ché duoc cam xtc ctia chinh minh. Mot
trong nhitng cach ung x sai [am cta cap trén
hay nhitng nguodi xung quanh khi bi nhitng
c&p dudi ndéng ndy nhu thé nay kich dong, la
doi co lai véi ho. Mot khi cudc tranh cai bit
d4u, ban s& bi mic ket béi nhitng Ii ludn ctia
ho nén trong truong hop ndy ban nén tiép xuc
v6i ho mot cach diém tinh va tir ton thi hon.
Lap luan tuong rang ding dan khong thé chsi
cai cua nhitng ngwoi cho minh la thong minh
d6i khi lai néng can dén khong ngo. Mot nguoi
hiéu rd vé ban chéit cua cong viéc nhu ban khi
nghe nhitng 1ap ludn d6 chac chan sé ngay lap
ti'c mudn phan bac lai. Nhung ban can phai

nhan nhin, du biét nhitng diéu ho néi la sai di

nita, hdy gia vo nhw khong nghe thay. Du nhat
thiét phai néi ra y kién ctia minh di nita cing
chi nén noéi ra nhiing diéu can thiét toi thiéu
nhét véi giong diéu that tix ton 6n hba. Nhitng

nguolnay-mot khi boc phat cam xtc, sé khién
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cho nhitng cam xtic chong chat bung phat 1én
mét mitc 46 cao hon nita, dan dén khéng thé
ki®m st duocnén trudce tién ban can phai lam
cho ho binh tinh tré lai, sau d6 nhe nhang tir tt
noi chuyén véi ho. Khi méc phéi sai Jam trong
cong viéc, nhitng ngudi nay ciing dé ndi néng
hon nhitng nguodi khéc. Ngay lap tiec ho sé do
161 “sao anh khdng néi triede voi toi ¢ chuyén
ra nong ndi nay?”. T4t nhién d6 cé thé 14 sai
[Am clia cap trén hay nhiing thanh vién khac,
nhung da phan nhiing nguoi nay d6 15i nhu
vay nham bé cong su that dé bao chita cho 15i
[Aam ctia minh. Béi vi ho déu la nhitng nguoi
ru ta xudt sic nén d6i véi nhitng sai [am cia
ban than khoéng tranh khoi nhitng phan tng
thai qud, cling nhw suy nghi mét khi thira nhan
sai [am cling ¢6 nghia la thita nhan minh da
that bai, va cam thdy vo cung x&u hd. Chinh
vi thé cAp trén phai d€ ho hiéu ré rang minh
hoan toan khong c6 y dinh ché nhao hay ldy
thAt bai ctia ho ra 1am tro dua. Khi ho méic 161

khoéng nén noi theo-cach “iai saokhong lam
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ndi viéc nay”, ma nén hoi vé tinh hinh cu thé
roi d€ ho c6 co hoi giai thich néi ra sy thuc.
Trén co s& d6 lai binh tinh tiép tuc cudc thao
luan bang cach dt ra cau hoi “vay tiép theo
cau du dinh lam nhw thé nao?”. Nhiing nguoi
¢6 ham mudn duoc thira nhan dén ndi dé ndi
néng thuong khién cho bau khong khi vén
binh ldng noi lam viéc tré nén cang théng tot
d6. Ho la nhitng thanh vién phién phtrc khién
cho cap trén phai dau dau tim cach d6i xt cho
phtt hop, nhung gac lai yéu t& phién toai cho
nhitng nguodi xung quanh, nhitng nguwoi nay
rdt man cam. Noi cach khac thi ho dé ¢6 xu
hwdéng dén nhan mot van dé b:fmg cach tu trach
hay d6 16i nhan cach ctia chinh minh. T4t nhién
ngay tir dau doi véi bat ck ai ciing khong thé

vino6i nong ma d& 16i cho nhan cach ctia ho, do

dé d6i voi nhitng ngudi nay ban nén déi thoai
v6i ho bang cach nhan manh ring ban dang ¢
gang gép y vé phuong phap hay cach 1am ctia
ho chit khong phai ban cho rang nhan cach ctia

ho co van-de: “To1 khong coi thueong hay trach
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moc cau vi tinh cach hay néng luc cua ciu, co
diéu cAu nén xem lai cdch 1am ctia minh, c6 thé
cach lam nay chwa dwoc hop 1i”. Nguoc lai khi
ho lam dwgc viéc ban ciing ding quén khen
ngoi “that tuyét khi c6 cau ¢ day”. Khi nghe
dwgc 101 khen d6, mot cdp dudi luc nao cling
ndinéng sé vd cung vui mutng, thay long khong
con bat man gi nita. Nhung ban cling can cht
y khong khen ngoi mot cach qua murc dé dan
dén ching v lai. Ngoai ra nhitng gi toi dang dé
cap dén ¢ day chi ap dung cho nhitng ngudi co
tinh cdch bat tri ma thoi. B&i véi nhitng treong
hop khéac ban khong nén lam cho ho hiéu nhim
rang minh 1a ngudi toan ning, ban than c6 thé

lam duoc tat ca moi viéc.

Néu su ton tai cua ban than dugc thira nhén thi se
cam xtc s& khong biing phat

;frong treong hop nao di nita, mot trong
nhitng diéu giy dau ddu nhat cia nhitng nguwoi
6 tinh cach nay la ho lam cho nhém c6 nguy co
bi r8i loan. Nguyén nhén la do sy buén ba va ttec
gian khi nhitng cam xiic cia-minh khéng duoc
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ngudi khac thdu hiéu. Néu ho c¢6 duge nguoi
khac thtra nhén, va moi nguoi trong nhom déu
vui vé lac quan dén nhén su ton tai ctia ho, thi
ho sé hiém khi d€ cho cam xtc ctia minh bung
phét. Hang ngay ban hay vita chti ¥ dén nhiing
101 néi va hanh déng cta ho, vira ¢d géng trao
d6i néi chuyén véi ho mot cach than tinh &m 4p,
dong thoi duy tri bau khong khi lam viéc vui
ve. Theo thoi gian, thuce t& da c6 nhitng nguoi
thay doi duoc tinh cach ctia minh. Vi du nhu
¢ mot cong ty ma t6i biét, c6 mdt nit nhén vién
v6 cling tai ning nhung cling rdt d& cdu gat.
Nhung nho sudt mot thoi gian dai 6 trong mot
t6 chitc ma moi nguwdi déu c6 tdm ly én dinh,
dén ndi ban than con cam thdy xadu hd mdi khi
ndi néng mat kiém ché, nén tinh cach ctia nhan
vién d6 da thay doi.

Toi da gidi thiéu véi cac ban vé cach xi li

ddi véi nhitng cap dudi rac r6i trong chuong
nay. Nhung luén c6 kha nang c6 nhitng ngueoi
trong t0 chitc khién ban phai dau dau suy nghi
vé nhitng rui ro ho c6 thé gay ra. Mot khi ban

biét duee su ton tai cua nhung cdp dudi nhu
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vay, toi khuyén khich ban nén ngay lap ttc
trao d6i cang sém cang tdt véi phong nhan s,
~ \ 4 A DA A2 hy
néu la trong cac cong ty dau te mao hi€ém, con
vGi cac cOng ty vira va nho thi nén trao d6i véi
giam ddc, va chinh ban than giam ddc cling nén
trao d6i voi céc co quan tu van chuyén mon &

bén ngoai.
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TECHNIQUE:

C6 1a lanh dao di naa thi hay ci 1a chinh minh

“Chung ta cling chi 1a con ngwoi ma tho6i”.

hu cac ban ciing da biét, day la cau

ndi nodi tiéng clia nha tho Mitsuo

Aida. Day ciing la lidu thudc da ctu
vét tAm hon cua rat nhiu nguoi trong xa hoi
nay. Qua that, cip trén ciing chi la con nguoi
ma thoi, khong phai than thanh gi ca. Vi thé
khong thé nao chuyén gi cling biét, c6 nhitng
ltic kho khan, va cling c6 nhitng ic muén duoc
cam théng. C6 nhitng lac vui vé nhung cling
c6 nhitng liic budn dén phat khéc. Sau khi tro
thanh cAp trén, hay khi vira méi thanh nha khoi
nghiép, lap tikc nghi rr?mg minh budc phai tro
thanh mét nguoi hoan hao, céi gi cling biét, cai

gi cling hi€u ahu mot vi thanh. Nhung d€ tro
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thanh mdt cdp trén théng minh, t6i khuyén cac
ban hay dut khoat tam gac bo ganh ning trén
d6i vai cia minh, d€ moi chuyén tw nhién. Nam
2014, bai hat chii dé trong mot bo phim cua
Disney da chinh phuc Nhat Ban cling nhu toan
thé gisi. Toi tin rang khong it nguoi trong céc
ban da tieng cat 10i nhitng giai diéu cua bai hat
do trén moi. Nhu nhitng ca tir trong bai hat do,
chung ta “hay c la chinh minh”, va dung s¢
hai diéu gi ca. Suy nghi d6 khong phai chi danh
cho nhitng c6 gai tré, ma d6i véi tat ca ching
ta, nhitng nguoi dang gift vai tro cdp trén cling
twong tw. Nhan vat Elsa trong bo phim da thay
s, nhung ching ta néu muén thi du ¢6 la cap
trén di nita thi ban than ciing ¢ thé thay déi
dugc. Trong chuong nay, t6i mudn cung cac ban

suy nghi vé cach cdp trén nén giir con nguwoi ctia

minh nhw thé nao trong viéc sap dit méi truong
d& thic hanh phuong phap quan ly thong minh.
Ban c6 mudn thir kiém tra chinh ban than minh,
xem minh c6 thé€ lam dén dau va thay d6i nhu

thérmrohay-khong:
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Vj tri hien tai co thuc sy la rat mét méi hay khong?

Cap trén nhu ban c6 dang dau dau vé viéc
quan tri cing nhu m&i quan hé véi nhitng nguoi
xung quanh d&n ndi cé suy nghi “mét moi qua
roi, khong thé chiu dung thém duoc nita, minh
c6 1& khdng con tu cach lam cdp trén nita... nén
diet khoat sém xin nghi viéc va chuyén dén mot
noi khac dé€ long thanh than hon...”. Néu 6
suy nghi nhu vay thi truéc tién hay dén trao
d6i véi cong ty ching toi d€ nghe tu van...! Tuy
néi vay, t6i ciing mudn khuyén rang dimg vdi
vang quyét dinh diéu gi ma ban hay thtr suy
nghi ki thém mot chat. Tai sao hién tai tai cong
ty, noi 1am viéc ban lai gitt vi tri nhw bay gio?
Ban c6 dugc vi tri by gio chinh la nho nhitng
tich liiy trong sudt si nghiép tir tredc dén nay,
khong phai vay sao? Tix khi t6t nghiép khoi ghé
nha treong bude ra ngoai xa hoi cho dén thoi
diém hién tai, du 1a ban ¢é lam viéc cho cung
mot phong ban cua cong ty trong tirng dy thoi
gian, hay ban da vai Ian bi diéu chuyén di noi

khéc, hay da timg-ehuyen viec mot hai Ian, két
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qua cua qua trinh lam viéc dy chinh la vi tri hién
tai cua ban bay gio (hon nita lai la vi tri quan ly
diéu hanh). Cho du bay gio ban c6 roi vao hoan
canh mét moi dén thé nao di nita, ciing khong
cd nghia la tit ca nhitng gi ban da lam tir truede
dén nay déu la sai [am. Va trén hét, day la con
dueong ma chinh ban da tw luea chon. “No6i thé
nao di nita thi bay gio tinh trang tai noi lam
viéc rat toi t&”. Néu ban ¢6 suy nghi nhw vay
thi hay doi mot chut va th suy nghi xem. Cam
giac khong thich tng dwgc v6i noi lam viée
cua ban khdng phai do cong ty ctia ban quyét
dinh, ma la do chinh ban cdm nhén (hay chinh
ban Iita chon). Cé nghia la chinh ban da tao ra
y nghia cho cdm gidc d6. Ddi sang cach néi khé
nghe mot chat thi tinh trang hién tai ctia ban la

két qua ctia tat ca nhiing gi chinh ban da chon

lua, cling 1a nhitng gi chinh ban tu tudng tuong
ra minh da roi vao. Néu la vay thi tru6ce tién
hay th dén nhan tat ca xem sao. Khéng can
phai phu dinh hay khang dinh diéu gi. Hay thit

don nhan-con nguoi da di qua moi chuyén tir
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trirdc dén nay chia minh nhu ban chat cua né
van thé. Trén co sé d6, diéu quan trong la ban
diing tu trach hay dan vit vé nhiing gi da xay
ra trong qué khtt, ma hay suy nghi vé nhitng gi
minh sé lam ti bay gio dé€ hwdng tdi tieong lai.
Ban da bao gid nghe cau “chung ta khong thé
thay d6i duoc nguoi khac cling nhu qua khu,
nhung chiing ta c¢é thé thay d6i duoc ban than
va teong lai”. Ping nhw vay, boi vi chung ta co
kha ning thay doi dugc ban than va twong lai
nhu nhitng gi ching ta mong mudn. Vi tri hién
tai d6i véi sie ton tai ctia ban trong vai tro mot
~ clp trén 6 y nghia riéng ctia n6. Va tir gio cho
dén sau nay, quyén lya chon vén birc man mo
ra tuong lai khong ndm & cong ty, cling nhuw
cAp trén hay cdp dudi ctia ban, ma & trong tay
ctia chinh ban.
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[ECHNIQUE:

Néu qua cang thang hay giam bét “y thic ca
nhan mang tinh xa hoi”

Ban ¢6 khi nao vi ludn ludn bi giam d&c, cap
dudi, khach hang, cong ty d6i tac chil y qua muc
ma cam théy qua ap luc, khéng rit bo dwgc cam
gidc cang thang tinh than hay khong. O nhitng
chuong trwde t6i da timg dé cap dén 24 yéu to
ctia chi s6 EQ. Trong s6 d6 c6 mot yéu t8 goi la
”y thikc ca nhan mang tinh xa hoi”. Pay la yéu
t6 chi mong mudn duogc biét vé suy nghi cta
nhitng nguodi xung quanh coi minh la mot con
nguoi nhu thé nao. Nguoi ¢ chi s6 yéu t6 nay

cao thueong coi trong viéc nhitng ngudi xung

quanh nghi gi vé minh, ddc biét luén chu trong
dén 4nh mét va thai do ctia ho, lay danh gia cua
ho lam chuén, d6ng thoi hanh ddng dung theo
nhitng gi ho ki vong. Mat khac nguoi c6 chi s6

yéutdnay thap, Khong quan tam dén viéc nguoi
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khac nghi gi vé minh, ciing khong d€ y dén
nhitng dénh gi4 ctia ho. Thay vi nhitng danh
gia d6, nhitng nguwoi nay thuwong hanh dong
dua trén nhiing gi ban than mong mudn. To6i
khéng mudn ndi vé chi s§ yéu t6 cao hay thdp,
bén nao xau bén nao tdt, vi d6 chi don thuin la
nhitng ddc tinh cua titng nguwoi. Nhung trong
treong hop ban la nguoi lanh dao thi t6i nghi
ban nén gitt cho chi s§ yéu td nay thap. Tai sao
lai néi nhu vay, bdi vi trong vai tro cap trén ban
khong thé 18y viéc hanh dong chi d€ lam vui
long nguoi khac lam khéi diém, ma phai hanh
dong dua trén co so suy nghi cta riéng minh
cling nhu nhitng gi minh tin teéng. Néu bi lay
dong boi anh huong, danh gid ctia nhitng nguoi
xung quanh, ban sé khé ma git duoc tinh nhat
quéan trong hanh dong véi vai tro mdt nguoi
lanh dao. Phéan 16n nhitng nha khoi nghiép hay
nhiing lanh dao c6 xu hudng cai cach déu co
chi s6 yéu t6 y thitc ca nhan mang tinh xa hoi
vb cuing thdp. Tdi van thuong néi rang nhiing
nguoi nhay bén vdi nhitng viéc xay ra xung

quanh nhung it chi-tam den ban thag la nhirng
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nha khéinghiép hay lanh dao cai cadch. Mat khac,
nhitng nguoi thudc tang 16p lanh dao trung binh
trong nhitng cong ty twong d6i 1én phan 16n
lai ¢6 khuynh huwdng ¢ chi s6 yéu t6 nay cao.
Thoi cdn di hoc ho 1a nhitng sinh vién xuat sic
luén nghe theo 16i cha me, khi di lam r6i ho
lai thuong 18y nhitng dénh gid cta cong ty va
nhiing nguoi xung quanh vé minh lam chuan
muc dé€ séng va lam viéc. Trong vai trd mot
cap trén, vi sttc khoe tinh than ctia ban than,

cing nhw vi si thanh cdng, sy trwdng thanh

va nhitng hoat dong trong vai trdo moét nha lanh
dao sau nay, ban nén c§ gang nd luc giam bét
viéc qua dé tdm dén suy nghi cua nhitng ngudi
xung quanh. Vay phai lam thé€ nao d€ nhiing
nguoi c6 chi sO ¥ thite cd nhan mang tinh xa hoi
cao c6 thé'lam giam di chi s6 nay? Cé thé néu ra
QMChJ&ChMép&m&V&@WHg@—
minh can phai thuc hién”. D ¢6 duoc nhic nhé
la ding c6 d€'y dén xung quanh di nita thi cling
khong don gian ma c6 thé lam dwgc nhu vay.
Thém vao d6 y thitc cta con ngwdi mot khi bi

budc khong duac lam gl thingurac lai cang suy
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nghi nhiéu hon vé viéc do. (Diéu nay dya trén
mdt thi nghiém tam 1y hoc néi tiéng goi 1a thi
nghiém g&u trang. Nhitng nguoi tham gia duoc
cho xem hinh anh g&u trang, sau d6 dugc yéu
cau khong duoc nhé dén hinh anh nay trong
dau, nhung két qua 1a ho lai khong lam sao
ngin duoc viéc minh nhé dén hinh anh nay).
Déi véi nhitng nguoi du thé nao di nita cling bi
anh huéng boi cach nhin ctia nhitng ngudi xung
quanh, thi thay vi bao ho phai lam thé nay thé
kia d& stra d6i thi hiy thie bat dau bang viéc tao
cho ho théi quen tap trung vao nhiing vén dé

triedc mat can phai giai quyét.
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TECHNIQUE:

Phan chia “véan dé ciia cdp trén” va “vén dé cta
cap dudi”

Nhu cac ban da thdy tir dau dén gio, lang
nghe nhiing trao ddi phién nao ctia cdp duodi
theo cach nhu thé nao la mét van dé vo cung
quan trong. Su khac biét cia “mot cdp trén 6
ging lam ngudi tot” va “mot cdp trén cé phuong
phap quan ly thong minh” dwogc biéu hién mot
cach rd nhat ¢6 1& nam 6 phan nay. Héan 1a ban
rat biyc minh khong hiéu tai sao, khi da mat cong
trao doi dwa ra 101 khuyén nhung cdp dudi hoan
toan khong nghe theo. Hoac cé trieong hop ban

bi chinh nhitng s budn phién lo lang ctia c&p

dwdi gay anh hwedng dén tam 1y, két cuc la chinh
minh ciing cam thdy lo lang bt an. Day chinh
12 béng dédng chung cua “nhitng cdp trén mudn
lam ngwoi t6t”. Vay “mot cdp trén thong minh”
thI NAn c6 thal @0 nhur the nao? Gap duoi khong
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lang nghe 161 khuyén ctia minh. C4p dudi bi sy
lo lang va budn phién de ning. T4t ca nhitng
chuyén nay la nhitng “van dé ctia cdp dudi”,
“khong phai van dé clia cap trén” nhu ban. Day
con duoc goi 14 “phéan loai van dé&” theo nghién
cteu tam ly hoc dugc chu y gan day ctia Alfred
Adler (nha tam than hoc sinh ndm 1870 mat ndm
1937, 6ng ciing vdi Sigmund Freud va Carl Jung
duoc coi 1a ba twgng dai khong 16 ctia nganh
tam ly hoc). Alfred Alder con dwgc biét dén
nhu nguoi cha ctia nganh tam 1y hoc ca nhéan,
va cling duoc xem la ¢ anh hudng dén Dale
Carnegie, tac gia cudn Dic nhin tém, va Stephen
Covey, tac gia cudn 7 théi quen ctia nguoi thanh
cong. Co6 hai diéu ma cac ban nén thix tham hoi
trai tim minh va tim ra cau tra 1oi. D6 1a “viéc
nay dén cudi cung thi ai méi 1a nguoi gdp kho
khan?”, va “nguoi chiu trach nhiém giai quyét
van dé nay 1a ai?”. Khong nghe 161 khuyén ctia
ban, cudi cling néuvilf do d6 ma din t6i that bai
thi d6 1a cap dwdi cua ban, chit khdng phai ban.
Lic nao ciing bi bao trum bai su lo lzfmg, Iudén

chim trong buén phiesila cap duoi cua ban, chi
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khong phai ban. Trao d6i véi cdp dwdi, dua ra
10i khuyén, hay lang nghe nhitng lo ling budn
phién ctia ho la nhiém vu cta cip trén. D6 la
viéc ma ban thanh thirc muén lam ciing nhw can
phai lam. Nhung hanh déng ctia cdp dwdi sau
dé nhu thé nao 1a tht ban ¢6 mudén ciing khong
thélam gi dwoc, ma phy thudc vao lya chon cua
cdp dudi. Néu ¢ day ban khong phan biét duwoc
r0 rang, bi cdm xtc chi phoi sé khién ban roi vao
trang théi ttee gidn. C6 cdu tuc ngit rang “Du
c6 thé dan ngua dén duoc gan bo séng di nita,
cling khéng thé ép né udng nudc duoc”. Ching
ta ¢4 thé dan nguwa dén bo song, nhung thyc t&
c6 udng nudc hay khong lai 1a lra chon ctia né,
ching ta khong thé lam gi dwgc. Chinh vi thé
phén chia 16 rang dau la van dé cua ban than,
dau la van dé ctia d&i phuong 1a mot viée rat

quan trong.
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HiNH 6-1: PHAN CHIA RACH ROI VAN BE CUA
CAP TREN VA VAN DE CUA CAP DUO1

Mot van dé )
rac réi...

Mot cip dwdi Mot cip

that bai dwéi ndn
long

¥

Rut cuc thi ai méi1a ngwoi dang cé van dé?
Puong sy, nguoi co thé gidi quyét van deé
la ai? :

Phan chia rach roi
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TECHNIQUE:

Ban cung khéa la dong minh hay dich tha?

Trong cong viéc nhitng ngwoi déng nghiép
khién ban cé6 thé thoai mai khéng ngai nglng
c6 vai tro rat quan trong nhe mot bé do cho
tam hon ctia ban. Déc biét 1a nhitng ngwoi ban
cung khéa, cung vao cong ty mot thoi gian, lai
cung mot thé h¢, khong chénh 1éch tudi tac, nén
c6 cach nhin sy vét su viéc twong dong, va la
chd dua vitng chic cho ban. Cé didu cho du 1a
ban cung khoéa, binh thudng dang tin cay dén
nhu thé nao di ching nita, néu ban cit y lai phu
thudc mét cach vo diéu kién thi cé kha nang sé
dan dén rui ro, nén ban can y thiic dé€ tam dén

. chuyén d6. Trong cdng viéc ban cling nén chu

y dén nhitng th nhw 1a “cau lac bo than hitu”,
hay “trd choi quan tdm lan nhau”. Néu d¢ la
noi d€ moi nguoi cung phan ddu mai gitia dé
tré thanh ngudi tot hon thi khéng con gi bang,

nhung-trong truong hop, ban la mot “cép trén
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mudn lam nguoi t6t” thi ban sé dan lam viéc
dudi ap luc ctua viéc “khong duoc thé hién”,
“ludn phai than trong”. Con v6i nhitng “cdp
trén thong minh” thi can chu y tranh roi vao
cai bay ctia 4p liec “néu thé hién qua nhiéu thi
€ bi ghen ghét d6 ki”. Nhitng chuyén nhu thé
nay khién cho ban khong thé phat huy nang
lyc cia minh du ban ¢ kha nang, hay khién
cho ban do duit ngap ngting trong viéc c§ gang
dat dugc thanh tich nghiép vu tt, va tro thanh
chudng ngai vat ngan chén sy phat trién trong
cong viéc cling nhu cudc doi ban. Trong trueong
hop nay st dung cach phéan loai van dé nhu
t6i da gidi thiéu & phan trudce sé rat hitu dung.
Viéc nhiing nguoi ban cung khéa dd ki ghen
ghét ban la “van dé cua ho”, chit khong phai
“vdn dé ctia ban”. Va khéng chi giéi han o
ban cung khéa ma con diéu nay con co thé ap
dung duoc véi tét ca cac d6i twong & noi lam
viec. Da la con nguwoi thi khong c6 ai la duoc
tat cA moi nguoi yéu quy, va nguoc lai cling
khong cé ai bi tat ca moi nguoi ghét bd. Cho du

la tong thdng da-mau dautién jcua pudc My,
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Barack Obama hay nguyén thu twéng Nhat
Ban, Junichiro Koizumi, hay ngwoi gianh lai
quyén Iic tir dang Dan chy, lanh dao dang cam
quyén, thu tedng Shinzo Abe, ludn tu hao véi
ti 1¢ ung ho cao trong thoi ki hoang kim ctia
minh, thi ti 1€ d6 cling chi tt 60-80%. VSi médt
ti 1& ing ho 4p ddo nhw vay van ton tai 20-40%
ti 1& khong ung hd, do dé viéc dau d6 ton tai
nhiing nguoi khong tung ho ciing la viéc khong
cd gl to tat ma co thé hiéu dwge. Vi vay néu ban
con thoi gian cho nhiing suy nghi v6 dung nhue
néu thé hién qua nhiéu sé bi ghen ghét d6 ki,
thi t6t nhat thay vao d6 ban nén chi tap trung
vao nhitng van dé trong céng viéc, nghiép vy,
kinh doanh ngay trudc mat “tai day, va ngay
lac nay”, d6i khi tién hanh c6ng viéc that yén
lang nghiém tic, d6i khi lai d6c hét stic d€ hoan

thanh cong viéc.

205



K¥ NANG QUAN LY NHAN SU COA NGUOI NHAT

TECHNIQUE:

Di 1a chuyen gi di chang niia thi hiy coi cap trén
nhu dong minh

Quan hé gita mot nguoi gilt vai tro cdp
trén nhu ban véi cdp trén ctia ban 1a mdt van
dé khong thé xem nhe. (N&u ban 1a giam déc
thi t6i dang dé cap dén mdi quan hé gitra ban
v6i nhitng c8 ddng cua hodi dong quan tri,
hay nhitng nguoi chti sé hitu ctia cong ty).
C6 d&n 90% s6 ngudi dugc hoi cho rang li do
chinh ma ho khéng hanh phtc véi cdng viéc
hay muén nghi viéc d€ chuyén di noi khdc d6
chinh 1a b4t man véi c4p trén. Hing ngay t6i
da dwoc nghe nhitng 10i phan nan, odn hén
d6i voi cap trén cua nhitng nguoi phu trach
cong viéc diéu hanh nhue “phuong cham caa
gidm d8c 1a sai Jam”, “cép trén khong heé tin
tuwdng t6i”, “bao gid cap trén cling tw y quyét

dinh phuwong hudng. kinh doanh”.. (cing
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that may la trong s6 nhitng nguoi t6i da tiép
xac, hg chi chiém thiéu s6 ma thoi). Trudc
day t6i tirng duoc nghe mot truwdng phong
cua mot cong ty noi tiéng thao thao bat tuyét
khong ngting vé viéc anh ta khong thé nao tin
duoc y kién ctia minh khong dwgc cép trén dp
dung, dit cho lanh dao ciia anh ta c6 bét tai
hay phwong huwéng ctia ho ¢6 sai lam dén thé
nao di chang nita. That long ma noi, t6i cam
thdy kho chiu khi phai nghe ciu chuyén 4o,
néu t6i ma 1a cdp trén cua anh ta thi chic chin
toi khong bao gio mudén lam viéc cung véi mot
ngwroi nhu vay. Dang ti€c, sy that la cho du
moi quan hé ctia ban va cap trén khong duoc
tot dep, ban ciing khong gianh dwoc thing loi
gi cho di1 ¢8 gang danh bai cdp trén ctia minh.
Hanh dong d&i dich ctia ban sé dan dén su

phan khang cua cdp trén. Trong truong hop

cap trén ctia ban khoéng giéng nhw nhitng d6i
teong la ddc gia cta cudn sach nay, ma chi
la mot nguodi c6 su phan tng thong thuong,
c6 thé sé gay ra nhiing hanh vi khéng phu
hop THeG tam 1y hoc Adler, hianh vi khong
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thich hop c6 4 muc dich phén chia theo giai
doan. Muc dich ctia giai doan thit nhat 1a gay
sy cht y. Muc dich cua giai doan thit hai la
mudn tranh gianh quyén lgc. Muc dich cta
giai doan tht ba la mudn tra thu. Mucbdich
clia giai doan thit tue la mudn lan tranh (hinh
6-2 trang 215). Dau tién la vi mudn tap trung
s cht1 y dén ban than ma cd tinh gay ra van
dé. Nhung néu chuyén d6 khong dién ra
thuan lgi, thi xuat hién hanh doéng chiing to
quyén luc cta ai cao hon, nhung néu ngay ca
chuyén d6 cling khéng nhu y mudn thi sé tra
thit bang hanh vi khong trong sang, va cudi
cung la th€ hién thai d6 né tranh, khéng lién
quan, khong c¢6 tinh than lam viéc mot cach
triét dé. Néu ban d6i dich véi cép trén, ban
phai gianh chién thing d& dat dwoc mot vi tr
v&i quyén lic cao hon trong cudc chién gianh
quyén lyc, néu khong ban s€ bi cdp trén tra
thit. Ct¢ cho 1a ban gianh chién thang di nita,
nhiing g1 con lai sau d6 la sy doan tuyét quan
hé véi cdp trén ctia ban, bi nhitng ngudi xung

quanh xa lanh, va-cam giac kho,chiw 4061 véi
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chinh ban than minh. M6t phwong phép luon
huéng dén sy viing manh cua t6 chic nhw
phuong phép quan ly théng minh nhat dinh
khong thé dé cho nhitng ddu d4 nhu thé nay
xay ra, ma phai luén nhit quin hwéng cac
thanh vién t6i thai d6 coi mo, tin tueong 1an
nhau. Nhu t6i da néi trede day, sw dong v
hay khong dong y khong lién quan dén s If
giai. Cho du ban bat dong y kién vdi cap trén
di nita, ban chic chin van cé thé I giai duoc
y kién ctia nguoi d6. La mot ngudi treong
thanh, ban hdy c8 géng hiéu cho y kién va
hanh ddng cua cdp trén, va hay lam viéc sao
cho ho c6 thé hi€u duoc nhitng suy nghi cia
ban. Tat nhién dat dwoc su tan thanh thi t6t
hon ca nhung, k& ca khong di dén sy dong
thuan di nita, ban chi can giai thich mot cach

ro rang ranh mach “vi li do cu thé nhu thé&

nay ma toi c6 y kién khéc v6i anh”. Trudce khi
o suy nghi cap trén khéng tin twéng minh thi
ban cé bao gio ty hoi “rat cuc, minh cé niém
tin noi c&p trén hay khéng?”. Su that khéng

ngd dén, t& nhing cudc doi thoai ma toi da
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6 dip chting kién hét lan nay dén lan khéc
gitta nhitng ngudi ¢6 vai tro- diéu hanh va
hoi dong quan tri, d6 14 16i ltc nao cling bat
ngudn tir ca hai phia. Theo ly luan EQ, con
ngudi bi thuyét phuc boi li 1é nhung lai hanh
dong theo cam xtc. Cong kich bang lap luan
khong ching c6 thé thuyét phuc dwoc ai do,
nhung diéu d6 cling sé moi goi nhiing phan
tmg c6 y thiec hodc khong c6 y thirc vé mit
cam xuc. Do dé trén binh dién cam xtic, néu
ban c6 thé tng xr mot cach khéo 1éo véi cép
“trén thi ban mdi chinh la ngwoi gianh dugc

chién thing.

210



KAZUYUKI INOUE

TECHNIQUE:

Doi dién vdi con nguoi xéu xa (cam giac tieu cucl
trong tam hon minh mgt cach khéo léo

T6i mudn nhac lai mdt [an nita ring nhiing
ngudi cip trén nhu chiing ta chang phai thanh
nhan quan ttt, cling khong phai la con nguoi
toan ning biét tdt ca moi thi. Trdi qua mbi
ngay mét méi cing thang, han 13 ¢ rat nhidu
cam xuc tac dong manh liét dén trai tim cua
ban. Nhung dang tiéc, t4i cho rang phin nhiéu
trong s6 d6 lai khong phai la nhitng cam xtc
mang tinh tich cuc, nhw 1a “kiét stc...”, “thay
phién phtec...”, “mudn tir bo...”, “tiéc nudi...”,

“ghen ti...”. Nhitng cam xuc tiéu cyc nhu thé

nay tai sao lai phat sinh? Nhu t6i da giai thich
¢ phan trude, cam xuc 1a thit chiing ta ty dinh
nghia, bién giai, khong phai la thit biéu thi médt
s thyc nao d6. Viéc cam thay chén nan khi

mua roi-da-do chung ta tie dinh nghia cam giac
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budn chan déi vdi hoan canh mua roi, con viéc
mura roi ban chat 1a mot hoan canh hoan toan
mang tinh trung lap. Nguoi yéu thich doc sach
c6 thé s& hao hiing “hém nay vira ngam nhin
con mua bén ngoai vira chim chadm nghién
ngim mot cudn sach thi con gi bang”, ngudi
lam nong c6 1é lai thdm cam on troi dat “may
qua, thé nay thi ruéng dong dt nuede r6i”. Viec
ban cdm thay ttc gidn hay kho chiu véi hanh
ddng va 10i ndi cua cdp dwdi la biéu hién ctia
viéc ban da g:fm moOt muc dich nao dé vao hanh
dong cta ho, con ban chét 16i néi va hanh dong
ctia cp dudi khong di kem véi mot cam xuc
nao trong dd. Chang ta cam thay titc gian, hay
ghi nhé nhitng diéu lam chiing ta khong thoai
mai 1a do chiing ta s& hitu m6t muc dich nao do.
D6 c6 thé 1a vi mudn diéu khién cap duwdi, hay
vi muén trén tranh mot cdng viéc phién phiic,
hay ciing c6 thé vi muodn lya chon giai phap t
bo, dau hang. D6 chinh 1a mét muc dich nao dé

ma ban biét chac chan.
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Hai phuong phap chién thang cam xdc tieu cuc

Tat nhién viéc x6a bo toan bo nhitng cam
xtc tiéu cuc la mét viéc v6 cung khd khin
nhung t6i chac rang nhitng ngudi dang gitr vai
trd cap trén nhu cic ban déu mudn chién thang

con nguoi xau xa trong thdm tam ctia minh.

Phuong phap tht nhat d6 chinh 1a dénh gia
nhitng cam xtc tiéu cec d6 bang y thitc va suy
nghi tach roi khoi thé xdc, “bay gid minh dang
rat trc gidn”, “khong phai la minh da néng gian
qué mic roi sao”. N6i cach khdc chinh la ding
cach nhin khdch quan tir bén ngoai truc tiép
danh gid nhitng cam xtic ctia ban than tai thoi
diém hién tai. Néu cac ban thit sit dung phuong
phép nay sé thay n6 khong khé nhw nhidu nguoi

nghi, nén cdc ban hay thr luyén tap xem sao.

Phuong phap thi? hai 1a thir suy nghi xem

hién tai li do gi khién ban cadm thay khé chiu dén
nhu vay, “ra vay, rat cuc la béi vi minh mudn
lam cho cap dudi déng y véi y kién nay”, “héa
ra la vi minh mudn 1an trdanh cong viéc phién

phitc nay“:.. Co thé phueng, phap nay kha khé
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v6i nhiéu ngwoi, nhung néu cac ban thuong
xuyén tw dat ra ciu hoi r6i tim cau tra 10i, dan
dan c4c ban sé tim ra duoc dau la nguyén do
thét su, tir d6 ma cé thé dé dang khdng ché
dwoc cai toi ctia ban than. Néu ¢ thé cac ban
hay luyén tap phuong phap nay dé bién né trd
thanh mot théi quen. | o

Con ngudi ai ciing c6 nhiing trang thai cam
xuc nhéit thoi, nhw vui sudng, gian dit, nhitng
trang thai nay bung phat tirc thoi sau d6 bién
chuyén dan thanh cam xtc. Sy bién chuyen tic
thoi cac trang thai clia c&m xtc la thtt mang tinh
phan tng nhét thoi nén viée ché ngw né rat kho
khan. Trong khi d6, cam xtc la th ma ban hoan
toan c6 thé ditu khién dya trén phuong phdp
‘ma tbi vira dé cap. Dacbiét la khi trang thai cam
xtic nhat thoi nhw gidn dit xay ra, chi can ching
6 giay 1a ban c6 thé bién né thanh mdt cam xuc
c6 thé kiém soat duwgc, nén khi trang thai tac
gian chuén bi buing phat néu ban tham dém ttr 1
dén 6 trong dau, ban sé tranh duoc nhiing kich
thich mang tinh phan tng. T6i rat mong ban sé
luyén tap thye hantiphuong phap nay,
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HINH 6-2: MUC PiCH BON GIAI POAN CUA
NHU’NG HANH VI KHONG PHU HQP

: Mglc Eifch mxa giax d‘aan

j/ﬂumhat ; Gay sy chuy

Tao ra vin d”é dé& tp trung sy chu y

\ M{ic dlch cua glal énan Tranh gianh
thirhai e quyen luc

Xudt hién nhu'ng hanh dong chirng o ai
14 ngwdri €6 quyen lwe cao hon

?;Muc dich cgla giai dogn

thitha | Bao thu

Khi moi viéc khong dién ra sudn sé nhw
v mudn, bao thi bang nhitng hanh dong
khéng trong sang

Muc dlch clia gial aoan . Lan tranh

?thu‘tu' e @

Né tranh, 14n trén xem nhu minh khéng @ -
c6 lién quan 2=
ey \'!
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TECHNIQUE:

Hay tré thanh nguoi mang lai diing khi cho ngui
khéc bang su cam an va thiia nhan

Héng ngdy, chiing ta phai séng véi tam thé
nhu thé nao trong vai tro mdt nguoi cap trén?
Khoe khoan, tich cure, hoat bat? Tat nhién nhiing
diéu d6 déu rat tdt, nhung ban cling khéng can
phai ltic ndo ciing thé hién ra bén ngoai rang
minh tran day nang leong mot cach thai qua
(ngay nay nhitng thanh vién tré tudi tham chi
con cam thay bi lam phién vé viéc d6). Trai lai,
ce xit mét cach diém dam tir tdn ciing 1a mot
cach hay. Nhung cho du 1a trang thai hay biéu
hién thé nao di nita, c6 mét tht ma ching ta,
nhiing ngudi cap trén, mudn dat duwoc d6 la strc
khoe bén trong tam hon. Theo tdm 1y hoc Adler
ma téi da ting trich din nhiéu lan trong chwrong
nay, thit ma chiing ta muén s¢ hitu chinh 1a long

can dam.
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Diing khi ¢ day ¢6 nghia l1a sttc manh khac
phuc khoé khan. Trong bat ki hoan canh nao,
sttcc manh khéc phuckhé khin cting la nang luc
khong thé thi€u d€ budc tiép trén con duong
kién tao.Theo tdm ly hoc Adler, nd luc giup
cdp dudi c6 dwoc stec manh viot qua kho khan
chinh la hanh dong mang lai diing khi cho ho.
Hanh dong nay huieéng dén viéc gitp cdp dudi
¢ niém tin manh mé hon vao chinh ban than
minh. Nguoi ¢6 niém tin vao nguoi khéc, va
nhin thdy duoc nhiing diéu tot dep trong con
nguoi ho chinh la nguoi ¢6 kha ndng mang lai
long can dam. Quan trong 14 d6 khong phai la
101 khen cho c¢é nhw “cau lam t6t ddy”, ma la sy
cam on tx day long “Cam on cau, cau da giup
toi rat nhiéu”. Khong thé xem 10i danh gia véi
muc dich [am théa man mong mudn dwoc thira

nhén caa d6i phuong la diéu x4u, nhung nhue

t6i da ndi viéc tao dong co ngoai phat (ciy gy
va cl ca rot) c6 thé lam ting tinh trang phu
thudc ctia cap dudi vao diéu dé. Vi thé quan
trong hon ca nhitng danh gia, long cam kich va

sw thuamhan moi la thir co kha nang thuc ddy
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su tre lap va tin tudng 1an nhau. C4ch mang lai
diing khi trong vai trd mot cap trén chinh la
cung véi viéc mang lai diing khi cho cap dudi,
con gitp cho ho ¢é nang lic tu mang lai ding
khi cho chinh minh. Va d€ cdp dudi c6 dugc
nang luc d6, su dong gop clhia ca nhom ciing
nhu ca t6 chitc 1a vo cung thiét yéu. Diing khi
duoc mang lai mot cach tw nhién trong hoan
canh tién hanh cong viéc véi suy nghi “lam thé
nao d€ cé thé€ hoan thanh t6t cong viéc” dua
trén co sO niém tin 1an nhau, va m&i quan hé
mang tinh x4y dung gitta cap trén va cdp dudi.
Béng cach dem lai diing khi cho c&p dudi va
nhﬁ)hg'ngu(‘)i,xung quanh, diing khi ctia ban
than ban cing ting 1én, va chinh nhitng nguoi
ma ban da mang lai diing khi lai tiép tuc mang
dén diing khi cho nhitng nguoi khac quanh ho.
Ct& nhu thé moi treong lam viéc trong nhom
ctia ban sé trd nén tran day nhiét huyet con

hon ca ki vong.
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TECHNIQUE:

Nghi ngai ding céch, nghi ngai sai cach

Déi véi nhiing nguoi ngay ngay ban ron voi
cong viéc nhu cac ban thi han nhiing ngay cudi
tuan, nghi 1 haybnhfrng budi t6i ngay thuong
chinh la thoi gian quy bau d€ héi phuc. Phuong
phap quan ly thong minh chinh la dya trén
mong mudn gitp cho cac ban tan dung dwoc t6i
da thoi gian duoc tao ra d€ nghi ngoi, nho viéc
nhom cta ban ¢6 thé ty van hanh, va nhiing
cong viéc thich hop duroc giao lai cho cac thanh

vién trong nhém. Nghi ngoi bao gém ca nghi

ngoi dang cdch va nghi ngoi sai cach. Nhitng gi
tré thanh sy dau tu vao ban than la nghi ngoi
dung cach, trong khi d6 nhitng gi tré thanh sw
lang phi chinh la nghi ngoi sai cach. T6i nghi la

muinh kheng can phai no1 gqua nhiéu & day nira.
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Nhiing vi du dé thdy nhat d6 1a dung thoi gian
phai méat cong tao ra d€ nghi ngoi vao viéc sdng
lwoi nhac khéng muc dich, 4n udng vo toi va
khéng ¢ chitng muec, nghién ngap co bac do
den... Nhiing viéc nay c6 thé dem dén su giai
thodt nhat thoi trong tdm tri, nhung tit ca déu
d€ lai nhitng hau qua toi t€ sau nay (hau qua
ctia viéc lwdi nhac dn udng mat kiém soat chinh
la suy nhuoc co thé, hau qua ctia co bac chinh
la ng nan). Ching ta nén tir bo nhitng viéc nhwe

thé€ nay.

Ba hoat dong dau tu vao viéc rén gitia ban than

T6i 6 thé néu ra ba hoat dong dau tu vao
ban than cho nhitng nguoi gitt vai tro cap trén

nhu cac ban:

1. Hoat dong gap g& moi ngwoi, thu thap
thong tin, di d€hochoinghingoi thu gian.

2. Hoat dong git gin sttc khoe.

3. Hoat dong ty suy ngﬁm, tir kiém diém.
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Hoat dong thit nhat bao gébm nhiing hoat
dong nhu tiép xtc véi nhitng nguoi bén ngoai,
doc sach xem phim, dén nhitng dia diém co thé
kich thich tinh than nhu cac budi hoi thao, hay
di du lich. Hoat d6ng nay béng nhitng cach truc
ti€p hay gidn tiép nhu t6i vira néu ra sé gop
phan m¢ rong tdm hiéu biét va lam phong phu
tri thitc, dong thoi gitp ban c6 mot tdm long
rdng méd va co thé khoe manh.

Hoat dong tht hai d6 1a, d6i véi mot nha
lanh dao, strc khoe chinh la tai san quy bau. Nhw
cac ban da biét rdt nhiéu nha lanh dao thuong

dén ren luyén ¢ trung tim thé hinh, tham gia
cac cudc thi marathon, hay tham chi thir thach
ndi dung ba mon phdi hgp. D€ rii bd nhitng mét

moi cta co thé thi t6t hon la van dong mot cach

‘ ] : ]/H 2 M :l . /.\l ]’R-CFA.mO A7
cac ban duy tri théi quen van dong nhu thé nay
mot cach dinh ki déu dan.

Hoat dong tht ba d6i v6i nguoi lanh dao

cting 12 mot viéc vo cling quan trong. Chi can
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danh vai chuc phit dén mét tiéng trong vong
mot tudn d€ mdt minh tir t& suy ngam, nhin
lai nhiing gi da xay ra, sau do6 tuong twong
ra nhitng gi minh sé lam trong tuan ti€p theo..
Bing viéc diéu chinh sip x&p lai d4u 6¢ va tam
trang, xac nhan lai ban chét ctia nhitng van dé
quan trong, cic ban c6 thé bat dau mot tuan
méi véi nhiing cam xtic moéi me, vui twoi.
Chinh vi cdc ban ludn béan ron quay cudng hét
du 4n nay t6i du an khac nén cac ban cang
phai chu y thu xép thoi gian danh cho hoat
déng nay. |

Mot cdp trén thong minh khong phai Ia
nguoi tiéu phi thoi gian nghi ngoi quy bau ma
minh danh duoc, ma tan dung né mot cach triét
dé cho sy tredng thanh trong twong lai. Nho thé
ma ngudi quan ly théng minh cé thé vuot qua
nhitng nguedi khac, timg bude timg budce leo 1én
nhitng bac thang cao hon.

“Co duyén nhuw mot 'phép mau ki la, két
ndi hét co hdi t6t nay dén co hoi t6t khac. Trai

ngot cua luat nhan-qua do la gap go-giao leu
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voi nhitng nguoi t6t sé mang lai nhiing két qua
tot. Con nguoi can phai cé suy nghi lam sao dé
c6 thé gap duogc co hi tot, noi chon t6t, ngueoi
tot, sdch vo tét” (Masahiro Yasuoka, 1898-
1983, nha tu tiedng, nha nghién citu dao hoc

cua Vuong Duwong Minh hay con goi 1la Dwong
Minh hoc).

Nhiing c&p trén thong minh nhu ching ta
nhat thiét khong duoc sao nhang viéc dau tu
vao “co hdi tdt, noi chén tot, nguoi tét, sach va

tot”, vi loi ich ctia ban than.

% Nhitng ly luin cta tim ly hoc Adler ti da
dé cap dén trong chwong nay phan 16n dwoc
tham khao tit ngudn tai liéu cta cac tic gié

: Ichiro Kishimi, Hiroshi Ogura, Toshinori
| Iwai va cac bén lién quan. Vi ¢é nhiéu ly
luan trung ldp trong cac cudn sach dé nén
——t8ixd 3 5 é at-té

cua bat ki tdc gia nao, nhung tit ca déu la
nhitng nguén tw liéu quy bau, do d6 néu cb

ban doc nao mong mudn tim hiéu thém vé

tam ly hoc Adler, céc ban c6 thé tham khao

! cac.cuon sach cua ba fac gia nay.
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TECHNIQUE:

Thoi quen chinh 1a thi dan ching ta dén véi mot
tuong lai ngoai mong doi

T6i da nghe rdt nhiéu ciu chuyén thanh
cong va that bai dén ttr nhitng nha lanh dao,
- nha quan ly trong vai trdo mot nguoi hoat dong
trong linh vue tue vin nhén sy. C6 hai diéu ma
t6i ludn lap di lap lai d6 1a “mot viéc la van
viéc” va “con nguoi la sinh vat ctia thoi quen”.
Du chiing ta ¢ nd lue dén thé nao di nita, cudi
cung, nhitng hanh dong viéc lam cta ching ta
mdi ngay méi 1a thiz bi€u hién rd rang trén cac
mit cong viéc, quan ly, thuc thi. Sy dang so
cua théi quen d6 chinh la mét khi ban nhiém
phai mot théi quen xau, ban sé& khong dé dang
ttr bo dwge néd. Nguoc lai su tuyét voi clia thoi
quen d6 chinh la néu ban tdp duoc mot thoi

quen t6t, né s€ ludnmduon dwoc ldp di lap lai
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mot cach vé thike, va dan chung ta dén véi két
qua tot dep.

Trong mot trong nhitng tdc phadm ban
chay hang dau thé giéi “nguoi ban hang vi
dai nhét thé& gidi” ctia Og Mandino, tac gia c6
viét “trén t4t ca viéc cn phai wu tién nhat 1a
tao ra théi quen tdt, va tudn thu ching nhuw
mot no 1&”.

Tuyén thi bong chay néi tiéng Ichiro Suzuki
lai tAm niém rang “tich lity nhitng viéc 1am nho
bé chinh la mét trong nhitng con dwong dan

ban dén thanh cdng khong ngo t6i duoc”,

Théi quen duoc nudi dudng tix nhitng lya
chon va sy ldp di ldp lai cua nhiing viéc nho
nhit nhat. Ban can phai khong ngiing tiép tuc

nhiing nd luc t&t dep nho bé mdi ngay.

Mbt cap trén mubn lam nguoi tt sé 8 gang
don hét sitc chi d€ mot [an 1am dwgc mét viéc
that 1én, nhung mét cap trén thong minh lai
dé€ tam dén nhing viéc nho nhat dé&n mitc ma

khéng aifihan 1a, Knong ¢d gang qua stec ma iy
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duy tri 1ap di ldp lai, dén mot ldac nao do khi moi
ngudi nhén ra thi ban than da dén duwgc mot vi
tri trén ca ki vong roi.

N© lic 1a v6 cing quan trong nhung vii khi
con manh hon nd Iic don thuan gdp 100 lan do6
chinh 1 théi quen. Céc ban khong can 8 gang
qué sttc, ma hdy co gang sao cho viéc duy tri
mot nhém ¢ kha nang tw hoat dong tré thanh

mot théi quen.
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TECHNIQUE:

Su lanh dao cia mot cap trén thong minh [a gi?

hing ta da [an lugt néi vé se chuan bj,

nguyén ly, nhitng vi du thue tién cu

thé, cach phén chia nhiing cap dudi
ric rdi, va sy diéu chinh tdm ly cta phuong
phép quan ly thong minh. Trong chuong nay,
toi sé 1ay chu dé vé sy lanh dao nhu la sy tong
két ctia ca cudn sach, thong qua viéc gidi thiéu
veé hinh mau ctia mot cp trén can phai dat duoc,
dé gitip cac ban c6 thé nam bat dwoc hoan toan
phuong phap quan 1y thong minh. D€ khéng trd
thanh mot cap trén phai chiu thiét thoi, t6i mong
cac ban hiéu rd duoc ndi dung toi s& truyén tai

trong chuong nay.

Né&m 1990, ning suét lao doéng binh quan

ctia Nhat Ban (t0ng san pham qudc noi tinh frén
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mét nguoi lao déng) nam & vi tri thi 6 trong
s6 cac qudc gia thudc t6 chirc phat trién kinh t&
OECD, nhung dén ndm 2012, trong s 34 qudc
gia thanh vién vi tri cia Nhat Ban da giam sau
xudng thanh 18 (s 1iéu ctia Phong diéu tra ning
suat lao dong Nhat Ban).

Nang lyc canh tranh qudc t€ cling tie vi tri
s0 1 dang tu hao ndm 1992, tut xudng vi tri thiz
21 trén tong s6 60 quic gia ndm 2014 (s6 liéu
cua Cuc Nghién ctzu va Phat trién Kinh doanh

qudc té).

Cé rat nhiéu chi tiéu duogc dit ra trong
hoat dong kinh doanh ctia ching ta nhung
ddi véi phuong phép quan ly théng minh
diéu dang duoc quan tAm nhat chinh 1a ning

sudt lao dong ctia nhém ma chiing ta quan ly.

Néu nhém c6 ning suat lao dong cao, khéng
nging tang truc’mg thi t4t nhién ca cong ty 1an
cac thanh vién trong nhém déu chang c6 gi &
budn phién ca. Boi ching ta khong duoc tra

luang boithoi gianhay, no-liec ma ching ta bo
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ra, ma tién lirong vén duge phan chia dyra trén
mttc d6 va ti 1é lgi nhuén thu duoc tik cong viéc
kinh doanh.

Khoéng phai thoi gian lao dong, khong phai
13 dang vé c8 gdng (mic du sy san sang, long
can dam, y chi 1a ba yéu t6 rdt quan trong),
thit ma chiing ta nhitng nguroi trong vai tro
cdp trén phai coi trong nhat d6 chinh la nang
suat lao dong. Cu th€ chung ta phai xem xét
that ki chi s& doanh thu va ti 1 l¢gi nhuan tinh
trén dau ngudi. Téi mong cac ban tién hanh
viéc ndy véi mot quyét tdm khong thé lay
dong, triét d€ hudng t6i viéc t6i da hda nang

sudt lao dong.
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TECHNIQUE:

2 dac tinh ctia cdp trén, “ngudi ma cap dudi mudn
di theo”

Cap trén qua nhién sé thich duwgc nghe cap
dwdi nédi véi minh “t6i mudn di theo sw dan dit
ctia anh”. D6i véi viéc thye hanh phuong phap
quan ly théng minh, viéc cdp dwdi c6 mong
mudn di theo minh hay khong cting 1a mot chu
dé hét sttc quan trong.

Trong tac pham ndi tiéng cua nha tam ly xa
hoi hoc nguwodi My Robert B. Cialdini “vii khi
ctia sttc anh hudng, tai sao con ngwoi bi thuyét

phuc”, tac gia gidi thiéu vé 6 nguyén ly phd

bién ctia tAm ly con ngwroi dé€ gdy anh huwon
Yy
t0i da dén nguoi khac. D6 la “su bao dap”, “su
khan hiém”, “su uy quyén”, “sy nhat quan”,
i

“sp dong diéu (bang ching xa hoi), va “su

thien cam”. Ung dung nhimg nguyén Iy nay,
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ngai Chu tich Hoi dong quan tri tdp doan Link
and Motivation, Yoshihisa Ozasa d3 tom luoc
lai 5 nguyén tac co ban ctia sy lanh dao. (Ngai
Yoshihisa Ozasa chinh la cap trén ctia t6i thoi
ki t6i con trgc thudc phong nhan sy cta tap
- doan Recruit, cling chinh la nguoi da triee tiép
phu trach viéc tuyén dung toi vao cong ty thoi
diém do).

Theo ngai Ozasa, mot nguoi lanh dao ly
tedng la ngroi sd hitu va phat huy mot trong 5
dac tinh sau:

» Tai nang tuyét voi (mang tinh chuyén mon)

» Vé ngoai tuyét voi (s thu hit mang tinh

con ngwoi)

» Khéng lay dong (sy nhat quan)

* Sy biét on (sy bao dap)

» Su ddng so (sw uy nghiém, uy quyén)

La mot nguoi chuyén nghiép trong nganh
nghé linh vuc cia minh, t6i nghi c6 18 cac ban
déu dang gan véi chiic vu quan ly. Dieu d6 c6

nghia la tai nang tuyét voi Gunang tink chuyeén
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modn) cua ban dang duwoc phat huy. Vé ngoai
tuyét voi, hay s¢ thu hat qua la c6 chit hoi
khong cong bang. C6 ngudi cho ring vé ngoai
chiém dén 90% &n tuong vé mot con ngudi, va
t6i cfing phai cong nhéan rang viéc an tuong
bén ngoai thuwong quyét dinh sy thu hut caa
con nguodi. Vi nhu chi can nhin qua m(f)t‘tru’c’mg
phong an dién banh bao da cam thdy c6 vé nhw
anh ta la mot nguoi rat cé kha nang trong céng
viéc. Nhung ngay ca khi cac ban khéng c6 mot
vé ngoai nhu vay (xin 18i cdc ban ddc gia), cac
ban van c6 co hoi chién thing. Boi vi con ngudi
thuong c6 dn tuong tot dan véi nhitng nguoi
ma ho tiép xtc véi mat d6 thuwong xuyén. Chinh
vi thé ban khéng dwoc coi nhe tan suat trao d6i

giao tiép vdi cdp dudi. Chu dong bat chuyén voi

ho, hoi hanho véinu cudi trén moi, nhitng hanh
dong nhw vay sé gop phan gia tdng strc hiit cua
ban d6i voi cdp dwdi. Sy khong lay dong hay
tinh nhat quan la diéu ma t6i khong can phai

noi thém-ve tam quan trong nira. Ching ta cling
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nhau dén véi nhiéu lap luan cho téi tan bay
gi®y, céc ban chic hin da hiéu ring muc do lay
chuyén, khong chic chan ctia cdp trén sé anh
huong tryc tiép dén niém tin va sy kinh trong
ctia cAp dwdi doi véi ban. Sy biét on, s dén dép
chinh 14 nguyén ly da ngay lap tic tro thanh
thiét yéu trong cudn sach ctia Robert Cialdini.
Con ngudi khi duge gitip d6 sé cam thdy phai
béo déap. Khi trao di mét thir gi d6 ngudi ta
lubn c6 xu huéng mong mudn duoc nhan lai.
Su béo dap chinh la tng dung ctia tam ly khi
con nguoi khong tra lai nhitng gi minh da nhan
duoc thi sé cam thay tam trang mdi liic mot x4u
di va c6 cam gidc nhie minh dang mac no ngudi
khac. Sy dang sg¢, uy nghiém, uy quyén chinh
14 thtt nguyén so nhét. Nhimg t6 chttc c6 hinh
thitc quan ly theo hinh thtkc tit trén xuéng dudi
thuong 14y quyén luc lam chite nang c6t 16i cho
toan hé thong. Nhung tit xua dén nay viéc ap
d3t bang quyeén lyc thuong sinh ra sy &m tham
phan khéng, nén tit tim nhin trung va dai han,

st uy quyén khong phai la dhuk t6i pnong muodn
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duoc 4p dung. N6i nhu vay nhung quyén luwc
ddi véi cdp trén van ludn 1d mot yéu t6 quan
trong. Viéc phat huy sy ki luat nghiém tac trong
cong viéc la v6 cung can thiét, va la th ludn
ludn phai duoc thuc hién. T6i mong cac ban
phat huy yéu t6 nay d€ sao cho cap dudi khi
diing truede ban sé ¢6 suy nghi “khong thé lam
nhiing viéc qua trdn, thi€u suy nghi triedc mat
clp trén”, hay “khéng bao gio ¢ thé€ néi déi cap

trén duoc”.
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HINH 7-1: 5 PAC TINH CUA MOT LANH PAO CO
SU’C HAP DAN

Tai nang tuyét voi (mang tinh
chuyén mon)

Vé ngoai tuyét voi (sw thu hiit mang
tinh con ngudi)

Khéng lay dong (sy nhit quan)

Sy biét on (sw bao dap)

Sy dang so (sw uy nghiém, uy quyén)
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TECHNIQUE:

Co dugc cho diing ma ban than cd thé an tam

Con nguoi ai cling mudn théa man cam

giac minh la nguoi quan trong. Chung ta da
noi radt nhiéu vé cam gidc mudén duoc lam
nguoi quan trong ctia cdp dwdi, nhung con
nhling nguoi cap trén, nhitng giam ddc, ¢b ai
lai khdng mudn thoa man cam giac 6. Nhung
néu dé€ ban ngad do trong con nguwdi ching ta
thdng thé, s& dan t6i viéc lam dung quyeén luc
dé gianh 14y su tdn dwong va thira nhan cta
cip dwdi. Mot khi chuyén dé xay ra, nhiing gi
— cacband&catcong chuan bi cho phuong phap
quan ly thong minh sé tro thanh cdng cdc. Lic
nay, cac ban can phai tinh tdo suy nghi lai vé
st bao dam cho chd ding ctia minh. Néu ban

la pgwoimam-quyéntrenhimrset6i cao nhue 1a
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gidm d8c, hay thanh vién hoi dong quan tri, thi
khong c6 gi phai lo lang ca. DEbao vé vi tri cua
minh cdc ban hay d€ cho cép dudi tw do lam
viéc. Néu ¢ ai d6 trong s cdp dudi cia ban co
hanh vi di nguegc véi phuong cham cta cong
ty, ban ctt tie do st dung quyén xtt lf nhan sy
trong tay minhw(giéfrﬁ luzong, ha cap bac, giang
chtic, sa thai...) d€ giai quyét la dwoc. Nhung
hay nhd can than khi vung thanh guom quyén
lwc ctia minh 1én. Boi néu lic nao ban ciing loi
dung quyeén xtr i nhan su d€ ap dat, cap dudi
sé dan dan roi xa ban. Phitc tap nhdt chinh la
treong hop ctia nhitng ban dang gitt vai tro
quan ly cdc dg an mang tinh trung han. Du rat
mudn d€ cdp dwdi tu do lam hét moi viéc dé
thue hanh phueong phap quan ly thong minh
nhung lai lo ling néu ho co thé ty minh lam
hét moi viéc thi sé€ Chéng cAn dén vai tro cta
mot nguwoi nhwe minh lam gi nita. Han day la
bin khoan ctia khong it nguedi trong s0 cac ban
dtng khéng? Theo t6i, ¢ hai d&i sach cho van

dé nay.
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Thtt nhat, d6 la nhu t6i da gidi thiéu &
Chuong 4, chiing ta can lam r6 sy khac biét
gitta quyén han trach nhiém ctua mot ngwoi
quan ly, va quyén han trach nhiém ctia mot
nguoi cdp dudi. Quyén han va trdch nhiém
ma cdp dudi sd hiru d6 1a thwec hanh va bao
cdo, con quyén han va trach nhiém cua cip
trén la ménh 1énh va két qua. Trong pham
vi cuia mQt nhdm, viéc cac thanh vién trong
nhom tir do hoat dong tat nhién la khong c6
van dé gi, va d6 con la diéu ban mong méi.
Co diéu, viéc quyét dinh kich ¢& pham vi cta
nhom, cting nhu luat 1€ 1a vai tro, quyén han
va trach nhiém ctia ban. Riéng diém nay, nhat
thiét can luu y trénh lam cho cAp dwdi hidu
sai. Khi xay dung mot nhom c6 hinh thic uy
thac, iy nhiém, néu quyén han va trach nhiém

clia cap trén va cdp dudi map mo khodng rd

rang, c6 khong it treong hop do khong cén
than ma khién cho vai tro ctia cap trén bi xem
nhw bo di. Néi long day cuwong thi khong c6
van dé gi, nhung nhét thiét khong dwoc phép

buprg-béhoamtoar:
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Tht hai d6 la cac ban hay gitt nhitng noi
c6 thé lam thdéa man cam gidc dwoc lam ngudi
quan trong ctia ban ndm ngoai vén phong lam
viéc. Gia dinh, ban be, cong dong beén ngoai.
Khéc véi cong ty, viéc ban c6 duoc nhitng méi
quan hé phong pht nhuw thé nay khong chi co
ich cho viéc xay dung cudc doi ctia chinh ban,
ma con 1am tdng quyét tAm caa ban goép phan
hoan thanh cong viéc duoc giao. Ngay ca khi
nhitng xich mich va cham xay ra ¢ cong ty, két
thic gid 1am viéc van c6 thé an tAm vi con gia
dinh va ban bé dang chd d6n ban trd vé. Chinh
vi thé, mdi ngay ban hay ghi nhé va dung bao
gid quén tAm quan trong ctia gia dinh, ban be va

nhitng ngwrdi xung quanh.
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TECHNIQUE:

Xay dung nhiém vy, t4m nhin, gia tri, siic nang

Diéu ki diéu cta phuong phép quan ly
thdong minh chinh la trén ban tro choi ma ban da
x€p dat, cap dudi ludn khong ngling tw gidc hao
hting tién hanh cdng viéc. Néu céc ban st dung
dwgc thanh thao nhitng phuong phéap quan ly
ma toi da gidi thiéu, diéu d6 chic chin sé xay
ra. Nhung d€ c6 thé ndng cao chat lugng ctia né
hon nita, t6i mong mudn cdc ban thir thiét 1ap

nhitng viéc sau:
* Nhiém vu (st ménh)

» Tam nhin (gidc mo twong lai)

* Gia tri (tiéu chuan gia tri)
* Sttc ndng (tiéu chudn hanh dong)

Nhiém vu (st ménh) la th biéu hién nguén

goc 1 do tai sao ban than mot céng ty hay t6
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chitc lai ra doi va ton tai. TAm nhin (gidc mo
tong lai) 13 bidu hién cta nhitng thit mudn
thuee hién trong twong lai. Gid tri (tiéu chuan
gia tri) chinh la nhitng th ma chdng ta xem
trong, sttc nang (tiéu chuan hanh dong) la dinh
nghia vé viéc ching ta hanh dong dwa trén tiéu
chuén nhu thé nao trong thuc t&€ hoat dong

nghiép vu.

Tai sao chting ta can phai thiét lap trudc
moi viéc nhw thé nay? Pon gian la boi vi
ct thinh thoang lai suy nghi, xac nhan, hay
quyét dinh nhw thi rat la phién phirc. Dau
tién, cac ban chi can quyét dinh san 4 tiéu chi
nhu trén, sau d6 du khi tién hanh cong viéc
c6 chuyén gi xay ra di nita, chi can dung lai
va X4c nhan lai nhiing tiéu chi nay la c6 thé
giai quyét dugce. Gidm d8c hay cdp trén ciing
khong can mdi chat lai nhic nhé nita, ma cac
thanh vién c6 thé ty kiém tra xdc nhan véi
nhau va dwa moi sai 1éch tré vé voi quy dao
“xem nay, nhiém vu ctia chtiing ta khong phai

12 nhu thé nay hay-sac?”, “hanh dong do da
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di lech khoi nhiing tiéu chuan hanh ddng cua

cong ty chung ta”...

D& xay dung mét cong ty, hay mot nhom twe
van hanh ma khong sai léch, téi rdt mong cac
ban hay suy nghi thau ddo vé viéc tao ra 4 tiéu

chi t6i vira néu ra.
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TECHNIQUE:

Hay trd thanh ngudi cdp trén co néng luc suy
nghi tong hgp

Khéng it nguoi trong s6 ching ta mudn tro
thanh mot cip trén c6 thé nhin th&u ban chat
ctia vdn dé nhung lai cam thdy nang lic nay
ctia minh rat yéu kém. Nhiéu nguoi da quy két
nguyén nhan 1a do van dé vé kién thitc va sy
hiéu biét, ma tir bo ngay tit dau. Nhung sir that
1a tré thanh ngudi ¢6 nang luc suy nghi tong

hop khong kho nhu ban tuedng.

Nam 2007, cudn sach Reén luyén ning lyc suy
nghi tong hgp cua tac gia Isao Hosoya, mot trong
nhitng nguodi titng cdng tac vaoi cf)ng ty chung
t0i, da tr& thanh mot trong nhung cudn sach ban
chay nhét trong linh vitc nay. Cudn sach dinh
nghia mot cich d& hiéu vé nhitng khai niém

khong r6 rang tridcnay nhir “thdng minh bam
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sinh”, “v6n di thong minh”. Theo tic gia Isao
Hosoya, ndng Iy suy nghi tong hop la ning luc
suy nghi “tte két luan”, “tir toan thé”, “mot cach
don gian”.
Diéu nay cd nghia 1a ning lwc suy nghi tong
hop cau thanh tir ba yéu t6:
* Nang luc dét ra gia thuyét dé suy nghi
tte két luan
* Néang Iwc tém luoc va dinh hinh dé€ suy
nghi tir tdng thé
* Nang luc triru tuong héa d€ suy nghi
theo cach don gian.
“Suy nghi tir két luan”, “suy nghi tir tong
thé”, “suy nghi mét cach don gian” la ba quan

diém ching ta nén suy nghi moi khi muén nhin

thau ban chat ctia su vat, sit viec. Cac ban c6 thé
lam dwoc dung khong?

Nhan tién, ning luc suy nghi logic va ning
Iuc tryc gide 13 hai yéu t§ déng vai trd hd tro

cho banang lirc suy nghi 0.trén bao gobm “nang
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lizc ¢4t ra gia thuyét”, “nang luc tém lugc dinh
hinh”, “ning lyc triru teong héa”. Nam & dudi
nhitng ning luc nay, ton tai si to mo mang tinh
tri tué. Hang ngay, ban nén c6 théi quen suy
nghi dua trén sy diéu chinh tdng quan cia néo
phai, ndo trai cung voi syt to mo.

Theo tac gia Isao Hosoya, nang luec suy nghi
tong hop chinh lé‘suy nghi ti mot goc nhin xa
hon. Mdi ngay d6i mat voi da loai cong viée
dé khién suy nghi cta ban chi tdp trung vao
nhitng thtt tredc mat, nhung khi ban ling nghe
y kién ti nhitng thanh vién khac, néu ban thte
danh thoi gian suy nghi “tir két luan”, “tl tong
thé”, “mot cdch don gian”, y tudng veé cach giai
quyét vén dé chac chan sé nay ra trong dau ban.
Ngoai ra néu ban c6 nhu cau tim hiéu thém vé
néng lwc suy nghi tong hop, mot trong nhitng
cudn sach nhap mén ma t6i mudn gidi thiéu voi
cac ban d6 1a cudn Ning luc suy nghi tong hop
ngay ldp tiec bit ddu tir by gio cua tac gia Isao
Hosoya.
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TECHNIQUE:

Quan Iy sy may mén

Nhitng nguoi lanh dao thanh cong, tat ca
déu gap may man.

Né&u bi nguwodi khac néi rang ”qlian diém
nay cting dau co gi sai dau béi vi ban dang
thanh cong day tho6i”, thi ban cling chi ¢6 thé
cho qua ma thdi. Nhung su thuc may man lai
la thit c6 thé quan ly duoc. Van dé nay duoc
dé cép cu thé dén trong Chuong 1 ctia cudn
sach Nhitng quy tic khong cdn ban cdi nhung vo
hiéu ctia ngwoi qudn ly. Néu ban nao ¢ hing

thu ¢6 thé tim hi€u cu thé hon trong cudn

sach nay.

 Nam duwoc nhitng théi quen hanh vi

mang dén may man

* Hiéu 16 duoc trang thai clia sy may

man hien tai.
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To6i rdt mong nhiing nguwoi gikt vai tro
cap trén nhw cac ban y thttc thyec hién hai
diéu nay.

Cu thé thdi quen hanh vi mang dén sy may
maén 1 nhitng théi quen hanh vi sau day:

» Biéu cam vui tuoi (khong don thuén chi
la cam thdy vui khi ban cw6i ma chinh
viéc y thirc ludn tweoi creoi ciing dem lai

niém vui)
- Cam giac vé tdc do
« Vit b6 nhitng gi khong can thiét
- Gip g& nhitng nguedi may man

Mit khac, hiéu rd dugc trang thai cta su

may man hién tai bao gom:
* Tim hiéu vé chu trinh ctia sy may man
*Y thtc vé suy nghi ctia ban than
dang nghiéng vé hudng tich cuc hay
tiéu cuc
Nguoi ¢6 may man la ngedi ma ban than

ludn suy nghi tich-cge, nhinnhan sk viec theo
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huéng minh da im thdy may méan trong moi
hoan canh. Con nguoi sé c6 duoc trang thai
binh tinh khi tin rdng minh c6 may mén. Mot
cdp trén thong minh la nguoi khéng chi quan
tam dén viéc quan ly rti ro ma con khdng sao

nhang viéc quan ly “may man”.
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TECHNIQUE:

Lang nghe tiéng noi ctia con ngudi bén trong ban

T6i nghi ¢6 rat nhiéu ban biét dén hinh vé
khai niém “ba vong tron” 1ong vao nhau. Day
14 mot trong nhitng diéu dau tién tdi duoc hoc
khi gia nhap cong ty Recruit, va dwegc phan vao
phong nhan sy. Ba hinh tron thé hién cho “viéc
c6 th€ lam - viéc mudn lam - viéc phai lam”.
Phan giao nhau cta ba vong tron nay cang lén
thi c¢6 nghia la ban than dang cang dén gan voi
sw hiéu qua. Day chinh la diéu ma t6i da nghiem
ra sau khi dat cdu hoi cho chinh ban than minh,
cho nhitng cdp dudi cia minh, va ca nhiing
khach hanh ma t6i van thuieong tiép xtc. D& ting
thém hiéu qua chung ta can luyén tap tho6i quen
thit tdm ma Tién si Stephen Covey, tac gia cua

cudn sach Bdy thoiguericho ngioi ghanl-dat da dé
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xuéng d6 1a “lang nghe tiéng néi cia con ngudi
bén trong ban”.

* Ban than gioi vé ki néng gi?

* Ban than duoc yéu cau phai lam gi?
* Diéu ban than that s¢ mudn lam 1a gi?
* Ban than can phai lam gi?

“Tiéng néi trong long ban” ton tai & phan
giao nhau ctia bon vong tron k€ trén. Chung
ta trong vai tro nguoi lanh dao, ai cting mong
mudn c6 thé tim ra dwoc tiéng ndi d6 trong cudc
doi minh, cing nhw trong cong viéc. Trude tién
cac ban hay c8§ gang ling nghe tiéng néi trong
long minh, rdi trén co s& d6 huéng dan cap
dudi tiing nguoi timg nguwdi mot cach d€ phat
hién ra tiéng ndi trong long ho. D6 chinh 1a co

s& dé chiing ta s6ng va lam viéc ¢é ly tudng va

nhiét huyét. Vay cau hoi dat ra 1a phai lam thé&
nao mdi c6 thé tim ra duoc tiéng ndi trong long
minh? Tién si Stephen Covey giai thich rang,
néu khép 4 vong tron néu trén voi cac thude

tinh cta-su 1anh dao, ching ta sé c6 dugc [an
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lwot “tam nhin”, “sy ti ch”, “sy nhiét huyét”,

“Jeong tim”. Bén thudc tinh nay duoc dan dat

ttr bon yéu t6 chia con nguoi “tri tué”, “than
thé&”, “tinh cam”, “tinh than”.

* Dya vao tri tué dé€ nhan ra su két ndi
gitta nhitng tht duoc ngwroi khac ki
vong va nhitng thi trong kha nang cua
chinh minh.

- biéu khién cam xtc va duc vong dé€

thuc hién duoc tim nhin.

* Ludn gitt dwoc ngon ltra nhiét tinh
bén trong d€ thuc hién dugc tdm nhin
(day la stcc manh dua trén long tin, la
déng luc gitp duy tri kha ndng lam
chu ban than).

» Thiic day ban than cong hién dong gop
nhitng viéc lam c6 y nghia dira trén
quan niém dao dtc mang tinh thuyc
chat giup nhéan biét diéu gi dung diéu

gl sai.
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Nhitng diéu nay sé khién cho tiéng néi
trong long chiing ta hién ra 1o rang hon, chic
chin hon. Cudi cling noi déng tin ciy nhat,
noi chung ta c6 th€ dwa vao chinh 13 tiéng
ndi trong con nguoi ching ta. Tiéng noi Ay sé
khong ngling thtc ddy chiung ta, va tao anh
huong dén ca cdp dudi ciing nhw nhitng ngudi
xung quanh.

Vi thé cac ban ding bao gid quén lang nghe
tiéng noi trong con ngwedi minh nhé.
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TRCHNIQUE:

Mot cdp trén nhin qua bi tudng nham chi la mot
ke khon ngoan, thyc chat 1a mot cép trén dugc
moi ngUGi yéu mén

ho dén chwong nay ching ta da tim

hiéu thé nao phwong phap quan ly

thong minh va nguoi cap trén thong
minh, vi thé€ t6i rdt mudn biét cam nghi cha
cac ban.

Tit ngay mai, ban sé quan ly t6 chixc cia
minh khac v6i ngay hom nay. Coi bé nhitng
génh ning tt trudc dén nay, tran tré sinh luc
tdp trung vao nﬁfmg st ménh can dat duoc,
hao hiing phén khéi, chdc chén ngay mai sé 1a
mot ngay nhu vay. Ngay mai chéc chén con la
ngay ma ban c6 thé tin tuwdng, giao pho 1ai\.ttréch
nhiém cho c&p dudi ctia minh, nhd d6 ma nhém
ctia ban trd thanh mot nhém c6 thé tir van hanh,

ludn cé Iy twong hudng dén muc el phia titoce
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dé hoan thanh cong viéc. Thém vao d6, ban
than ban ciing c6 thé tdn dung co hoi nay dé st
dung thoi gian cho cong viéc 6 mdt mitc d6 cao
hon, gitip cho ban than minh ngay cang truong
thanh hon. R6i d4y ban sé tin twdng rang mdi
ngay tir nay déu sé thay d6i trd thanh mot ngay
nhu vay.

Toi da gidi thiéu voi cac ban cach tiép can
lam thé nao dé€ c6 thé thuin loi van hanh nhém
cia minh trong vai tro cdp trén tir rdt nhiéu géc
do, nhung diéu c6t 16i va v6 cing quan trong la
ban phai hiéu ring tt ca nhitng diéu d6 khéng
phai nhdm muc dich ap dat, chén ép cap dudi.
MGdi nhin qua thi twéng nhw ban 1a mot ké khoén
ngoan, tim moi cach d€ thoai thac cong viéc va
trach nhiém cho cap dwéi, nhung trén thuyee t&

nho dwoc giao trong trach ma cAp dwdi c6 duoc

co hoi dé€ truedong thanh, dong thoi cé duoc co
héi dé tao dung thanh tich. Viéc dé cap dudi hd
tro va gitip d& mot cach khon khéo cling gép
phan lam ting thém cam gidc dwoc la nguoi

quan-trong bén trong ho, tam khing khit thém
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méi quan hé gitra cap trén va cdp dwdi, va nubi
dudng y thic ty gidc suy nghi cia cdp dudi.
Bang viéc d€ cho cdp dudi thdy dugc dang ve
mot cp trén gan giii, khong qua cing nhac, luén
suy nghi cho su truong thanh ctia cac cac thanh
vién trong nhém, m&i quan hé gitra cap trén va
cdp dudi sé tro nén than thiét gan b6 hon, dong
thoi cap trén cling sé c6 dwoc su tin tvzc’mg tie
c&p dudi ctia minh. Nhitng suy nghi va hanh
dong ctia cAp trén sé dan dan tham thiu, di vao
tiém thike ctia cAp dudi trong khi chinh ban than
ho cling khong nhan ra. R6i mot ngay ho sé nghi
vé ban nhuw thé nay: “Mdéi dau ct tudng sép bod
mic moi viée cho chiing ta, nhung khong ngo
sép lai 1a nguoi ludn quan tam, uén suy nghi
cho chiing ta, tao cho chiing ta co hdi va giup d6
chiing ta khi can”, “Néu 1a cdng viéc duoc sép -
nho ciy thi chang can phai suy nghi nhiéu lam
gi, chiing ta phai lam béng duoc”.
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Nguti “chi toan dimg quyén lvic ép cép dugi lam viec” s

khong bao gi6 thang tién dugc

Nhiing nguoi khong mang dén suy nghi
va cam xtc ctia cdp dwdi, chi ludn chdm chim
dung quyén lyc ctia minh bit cdp dudi lam
viéc nay viéc kia, ton tai rdt nhiéu trong xa hoi
tlr trréc dén nay. Nhung trong xa hoi cta thé
ki 21 nay, trong mot t6 chitc, nhiing nguoi nhwe
thé nay sé khong c6 chd dimg trong nhitng ké
hoach trung va dai han, thAm chi ¢ ging d&
ton tai khong thdi cling da rat kho khin roi. Swe
ap butc cua nhitng nha quan ly thoi ki Showa
(thoi ki dugc 1dy theo nién hiéu ctia Thién
Hoang khi d6 kéo dai tit nam 1926 dén nam
1989), ngay nay dugc xem la hanh vi lam dung
quyén lyc. D6 1a thoi ki ma cdp dwdi bi ép bude

phai chiu dung trong cam lang. Nhung trong

xa hdi thong tin hién tai, mot xa hoi di theo
hinh thttc mé, lueu dong hda, khong c6 chd cho
nhitng hanh vi bao ngugc cta cdp trén cho du
la trong hay ngoai cong ty (nhitng hanh vi nhw
vay-eo-thé-bi-trutai-trong=ho-sy, ly lich, tro
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thanh vét nho khong thé nao xda bo di duoc).
Ngoai ra cap dudi cing khong can phai chiu
dyng va lam viéc dudi quyén mot cap trén lam
quyén nhu vay nita, ma ho gio day cd thé tuw
do tim 14y co hdi cho minh rdi chuyén dén mot
cong ty khac. Noi nhu vay dé thay duwoc rang
so sanh v6i th& ki truede, ching ta dang rat may
min duogc sdng trong mot thoi dai twoi sang,
trong sach va c6i mo hon nhiéu. (Cling c6 thé
néi day la thoi dai ma nhitng ké tw cao tw dai
coi thuong ngudi khac sé cam thdy vo cung
phién phtec, kho song).

Néi tém lai, cp trén nén dan dat nhom ctia
minh mot cach quang minh chinh dai, vui vé va

¢61 mo.
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Cuoc doi lam cap trén tran ddy niém vui

" Trach nhiém cta chiung ta, nhitng nguoi
gitt vai trd cAp trén, tt nhién vo cung hé trong.
Chung ta duoc cOng ty giri gam rit nhiéu
ngudn tai nguyén nhu con nguoi, du todn,
k& hoach, nén chiing ta c6 nhiém vu phai lam
sao d€ hoat dong kinh doanh ngay cang phat
trién hon, lam sao d& chiém duwoc long tin
cua khach hang, lam sao d€ thu dwoc doanh
thu loi nhuan tuong xtng voi dich vu va san
phédm ma ching ta cung cdp. Khong c6 li do
gl dé ching ta cam thdy khong vui khi duoc
giao cho mot vai tro quan trong nhu vay trong
“tro choi kinh doanh”. Néu cam thdy khong hai
long thi chi c6 thé la do mot trong hai, hodc ca
hai nguyén nhéan, “phuong phép sai Jam” hoic
“phuong phap con c¢6 thiéu so6t”. Toi da cliing
cac ban danh gia rat nhiéu phuwong phap luan

tle dau cudn sach, sau day toi xin gi6i thiéu mot
hai di€ém quan trong cudi cing dé hoan thanh
phuong phap quan ly théng minh:

1. Ban c6 thé xuéat hién vao thoi diém hé

trfong hay Khong?
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Phuong phdp quan ly ty nhiém, ban than
8 gang d€ khong lam tit ca moi viéc. Bang
cach 4p dung triét d€ phuong phéap nay, ca ban
than ciing nhit nhom minh quan ly déu cd thé
thuan loi tién hanh cong viéc. Chiing ta da cung
xem xét phuong phép nay truede day. Nhung
van dé 1a cling cd trudng hop, két qua cua viéc
giao pho cho cép dudi khong duoc nhu mong
mudn, do cAp dudi da gip that bai mot cach
néng né. Néu ching ta ¢ thé nhin ra trude duoc
vén dé trong qua trinh quan sat theo doi cap
duéi lam viéc thi di nhién 12 khéng con gi béng.
Nhung cho du can than dén nhw vay, van cé
kha néng phat sinh vdn dé ma ching ta khong
thé phong tranh duoc. Nhitng lic nhu vay, thai
d6 va hanh dong cua cap trén la v6 cung quan
trong. Ban khong thé ndi gian véi cdp dudi vai
nhitng 10i 18 nhw thé nay “Céu lam viéc kieu gi
thé nay?”, “Day rd rang la trach nhiém ctua cau,
ciu hifu khdng? Lo ma tw don dep hau qua di!
Toi khong biét vé tit ca nhitng chuyén nay!”
CAp trén phai 12 nguoi di tién phong trong viéc

giai quyét rac rot=Trwdc tién, phai binh tinh
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hoi cdp du6i “Cu thé chuyén gi da xay ra vay?
Cau c6 thé giai thich cho i 16 duoc khong?”.
Sau d6 ban hay chu déng nhén 18y trach nhiém
giai quyét vu viéc. Tim ra phuong phép hop 1i
trong nhitng phuong phép kha thi, lJam hét stec
dé€ thay ddi tinh hinh. Nghe cé vé thiéu than
trong, nhung t6i mong ban hay ludn gift cho
tam trang minh vui vé thodi méi khi giai quyét
rac réi.

2. Ban c6 thé chiu trdch nhiém cudi cung

hay khong?
Nhw t6i da dé cap dén trong Chuong 7,

trach nhiém cta cap dwdi la thi hanh va bao
cdo, trach nhiém cta cdp trén 1a ménh lénh va
két qua. Trach nhiém ma cap trén va cdp dudi
ddm nhan 13 khéc nhau. Chiing ta hay lam r5

diéu nay moét [an nita 6 day. Trach nhiém dwa

ra ménh 1énh d6i khi duoc giao lai mot phan
cho cdp duwéi chinh la cach thic caa phuong
phap quan ly théng minh. Nhung cho du Ia
viéc gi di niza, trach nhiém ma chung ta lac nao

cting phai-ganh vac do chinh la “két qua”. Li
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do va gia trj ton tai cudi cing ctia mot cép trén
chinh 13 nguoi chiu trach nhiém cho két qua.
Chinh nho viée c6 y thiee 10 rang, ranh mach
vée van dé nay cong véi sy chuén bj san tinh
than ban mdi cé dwoc quyén sé hitu va phan
chia vai trd cho nhom ma minh duoc giao pho,
d6ng thoi cling gop phén gitp tai ndng cua ban
no ro hon nira.

Cho dén day ching ta da ciing nhau thao
ludn rdt nhiéu diéu. Cudi cing diéu t6i mudn
ndi chinh 13 1am thé nao dé cac ban, nhiing
nguoi gitt vai trd cAp trén c6 thé ludn lam viéc
mét cach vui vé s6i ndi day nhiét huyét va mang
trong minh ly tuéng t6t dep. Lam viéc theo cach
nhu vy sé trd thanh liéu thudc kich thich gitp
mang lai niém vui cho.cdp dwdi, cho. cong ty
ctia chiing ta, gitip cho ban be gia dinh nguoi
yéu ctia cht"mg ta c6 duge mot cudc sSng vui vé
hanh phuc. Hé qua tat yéu la gitp cho xa hoi
tré nén tuoi sang tot dep hon. Viée ching ta
lam viéc cdng hién hét minh mot cach vui vé 1a

mét nhiém vu vO cung gquan trong moingay, €6
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thé con quan trong hon nhitng gi ban da ting
suy nghi. Va thém mét Ian ntra, t6i tin twdng
rang phuong phap nay sé dem lai hanh phtic
cho cudc doi ctia cac ban trong vai tro cap trén,
vi thé t6i rat mong cac ban hay thuc hanh va
ap dung phuong phap quan ly thong minh mot
cach hop li, sao cho phat huy mot cach hiéu qua
kha nédng lanh dao gitip ning cao tinh than cta
cap dudi tieng nguoi ting nguwoi mot, dong thoi
khién cho ho bdc phat duoc toan b) nang luong
cta ban than.

Dting bién cudc doi lam cdp trén ctta minh
thanh mot thit nhat nhéo buon té nhé.

Chtic cac ban c6 dugc nhiéu niém vui !!!
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hi nhan duoc dé tai “phwong phap

quan ly théng minh”, t6i da rdt do
dy ludng Iy trong viéc c6 nén chap
buat hay khong vi lo ngai con nhiéu phan minh
| chura hiéu ding vé dé tai nay. Nhung sau
‘ khi nhin nhan nhiing bédn khoan phién nao

ctia nhi*tng nha quan ly, nha quan tri doanh

cong viéc tw van cia minh, toi nhan ra rang

cudn sach nay cé thé dong gép mot vai tro to
16n trong viéc giai quyét nhitng phién nao do,

vithe o1 da quyet tam thirthach, chap but
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hoan thanh cuén sach ma cac ban dang cam
trén tay.

Trong cudn sach nay, cung véi viéc gidi
thiéu nhitng bai hoc vi du cu thé diic rat tir cong
viéc tu vdn nhan si cia minh, ti da triét d& viét
dwa trén lap truong ctia cac ban d@C‘ gié;, nhitng
hguc‘)’i dang gitt vai tro cap trén. Céac ban nghi
thé nao?

Ve thong diép ma t6i phai truyén tai va y
nghia ctia dé tai ndy, t6i da phai ra soat lai ki
cang, va vO cung ban khodn vé vcé{u"grﬁ‘c cua
cudn sach nén the nay hay thé kia. T6i ¢ nam
[an bay lugt thay doi dé xuat vé cau trﬁc( dao
nguoc roi 1ap lai, nhung cudi cling lai bo di Iém
lai ttr con s6 khong. Day la cudn sach dau tién
khiéh t6i phai ban khodn dén thé ngay ti giai
doan xdy dung cau trac.

To6i xin gtri 10i-cdm- on chan thanh dén
nguoi dam nhiém céng viéc bién tap cha

cuén sach nay, chi-Yukie Tane da kien nhan
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chd doi va lam viéc véi tdi trong sudt mot

thoi gian dai. Thi truong tuyén dung cac bod

lanh dao cdp cao c6 mdt diém chung véi thi
tredonig tuyén dung nhan sw it tré tudi dén
¢6 kinh nghiém, d¢'1a vao thoi ki dinh diém,
mbi nghy s8 luong nhu cau tu vin dén tir
khach hang déu 18p day toan bo thoi gian
bi€u, din dén thoi gian cho viéc chap but
cua toi tré nén it 6i. Ngay tir giai doan chinh
stta ban thao téi da nhan duoc sy giup do
rdt tan tinh to bién tdp. Nho thé€ ma sau rat

nhiéu nhitng nod lwc, cudn sach nay da hoan

thanh va téi dugc tay ctia-ban doc. T6i mudn
gui 1oi cam on dén hai ngwoi phu trach déi

ké hoach, da hd tro va giup tdi diéu chinh

\ e

. A7 2 A A by A

chiu trach nhiém, 1a chi Hiroko Nakamura
va chi Hitomi Arai. Pong thoi nhan day toi
cling mudn, gli 10i cam on dén toan bd tap

thdANaRvien cong ty.
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Day 1a mdt cudn sch voi ndi dung rét pho
bién, nhung né duge ra doi trong bdi canh rét
nhiéu 6n a0 xay ra trong xa hoi nhu sy ton tai
ctia nhitng “doanh nghiép den tdi”, hay sw nong
1én vuot mitc binh thuwong cta thi trieong tim
kiém nhan sy quan ly cap cao. Trong bdi canh
dé, td6i da co géng dé truyén tai dén ban doc mét
cach chan thuc, séng dong va cap nhat nhat vé
con ngudi ma mot nguodi cdp trén, mot nguoi
quan ly nén hudng toi.

Tt triede dén nay, t6i ¢4 c6 may man duoc
hoc hoi tit rt nhiéu nha lanh dao, nha quan ly
ma t6i c6 dip gip g0 trong céng viéc cha minh.
C6 rat nhitu nhitng diéu t6i hoc dugc tir moi
ngudi duge dé cdp dén trong cudn sach nay.
Tdi 14y lam tiéc va xin 18i vi khong thé néu tén
tirng ngudi mot, nhung tir trong tan day long,
t6i mudn gt 10 cdm on sdu séc dén tat ca cac
nha lanh dao, nha quan ly ma t6i duoc tiép xtc

va hoc hoi.
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Cudn sach nay duoc viét theo cach tiép can
hoan toan khac biét vi nhitng cudn séach lién
quan dén dé tai quan ly tir trude dén nay. Voi
vai tro tac gia, toi hi vong it nhiéu né sé gitp
ich cho nhitng nha lanh dao, cdp trén dang
nd lic phan d&u mdi ngay, nhu mot 1oi dong
vién, va nhu mot phwong thitc quan ly mang

tinh co ban.

Téi cung véi nhitng thanh vién trong
cong ty cua minh thong qua hoat déng tv van
nhan sy sé khong ngung tim toi, hoc hoi, va
ti€p tuc nghién ctru vé chi dé cta cudn sach
nay. Sau khi doc xong, t6i nghi cdc ban d6c
gid sé co rat nhiéu y kién chia sé déng tinh
cing nhut phan d6i mudn phan hoi. Vi thé toi
cudn sach. Toi rat hi vong dwoc nghe nhitng
cau chuyén, nhitng thanh qua thwc t&€ ma
nhitng nha quan ly nha lanh dao dat duwoc

sau Khi dp dung noi dung ciia cubn séch nay,
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va mong cho y kién gép ¥ va danh gia cta tat
ca cac ban.
* Pia chi hom thu dién tir: info@keieisha.jp

' Thang3nam 2015

~_ Gidm d6c diéu hanh cong ty Keieisha JP,

Kazuyuki Inoue.
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