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Nguyén nhan N& Iwc Thay déi That bai

1. Khdng thiét 1ap mét cdm giac da Ién

Khéng tao dwoc lién minh lanh dao

Thiéu vdng mét tm nhin

Truyén dat tm nhin

Khéng vuwot qua tré ngai

Khong hoach dinh c6 hé thdng va tao ra cac thanh qua
Tuyén bé thanh céng

Khéng neo nhirng thay dbi
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By Sivsee === S
Chién lwoc Lanh dao Thay doi

= C6 mot tdm nhin vé twong lai.

= E)énh’ gia tinh sdn sang, nang lwc va sw tich cwe nhiét tinh
cua té chlre

= Nguwoi ldnh dao chu trong vao sw déi mai va tinh sang tao.

= Thu hit moi ngwdi vao qué trinh thay déi.

= M& réng quyén tw cha.

= Khuyén khich mao hiém va tha th& cho nhirng 16i 1am trung
thuyec.

= Nhan ra, va cbng nhan thanh twu va thanh céng.
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Muw¢&i Loi khuyén cho Sy Thay doi
Phan tich tb chirc va nhu cau cla né

Tao ra mét tdm nhin chung va phwong hwéng chung
Téach biét

Tao ra cdm giac cla sw khan cép

Hb tro mot vai tro 1&nh dao manh

Hinh thanh mét lién minh

Hinh thanh mét ké hoach

Phat trién mot cau trac

Truyén dat, thu hat moi ngwdi tham gia, hay thanh that
10. Cang cb va thé ché hda sw thay ddi
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AN n N\ Pal
Thay doi Thanh cong
Ké hoach
Hanh dong
Ké hoach
-—)Khuyen khlch—)
Hanh déng
Ke hoach
Hanh dong
Hanh dong
Ke hoach
Khuyen khlch—)
Hanh dong

Lanh dao Khu vwc Cong

Po6 San long Thay doi
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Organizational Dynamics, Spring 1989, 37.

Ngudn: Zeira, Y., and Avedisian, J. Organizational planned change: Assessing the chances for success.
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Tao ra Cam giac Khan cap

Trinh bay
cua lanh
dao
Khao sat
sw thoa
maén cua
“khéach
hang”

Trinh bay
cua nhirng
WELRE
hiru quan

Nhirng tiéu
chuan tot
nhat

Xuéat ban
cac chi so Céac hé
co ban ciaa thong
viéc thuwc théng tin
hién

Tao ra Sy San sang Thay doi
= Thay dbi sy tw man
= M& réng quyén tw chi

= Xua tan svw so hai
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Lanh dao Khu vwc Cong

1 2. Chl nghta bi
quan duoc thié
lap (Nghi n

Sw bi quan

. Sw lac quan
h(“)ng thay' doi
(Chac chan)

Phan &ng Tich cwec véi Thay doi

3. Chu nghia hién
thwe day trién
vong (Hy vong)

4. Sy Ie_,1c quan
woc thiét 1ap (Sw
tw tin)

5. Sw hoan
thanh (Sw théa
an)

v

Phan &rng v&i Thay doi

Chu thé

Thay déi

Ng6i trén
Hang rao

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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By " <=
Du doan Phi tdn clia Sy That bai

= Nhirng van dé hién tai khong dwoc gidi quyét hay nhirng co
hdi khong dwoc phat hién

= Thai gian, tién bac va ngudn nhan lyc bj lang phi

= Tén thwong vé tinh than

= An toan ctia nhirng ngwoi cé lién quan bj de doa

= M4t s tin twdng vao lanh dao khi nhirng nguwdi 1&anh dao
khéng thé thuc hién thanh céng nhirng 16 hira ctia ho

= Moi ngudi hoc cach I&r di nhirng chi dan chién lvoc

YAl Y.\ > r 17\
Khai niém Quan ly Ton thwong

= Nhin chung moi ngwdi so hai véi tinh trang chuyén déi va sé né tranh
nhirng thay ddi quan trong néu co thé.

= Thay déi chinh yéu chi xay ra khi chi phi cho nhirng ton thwong cua tinh
trang hién tai 1a Ién hon chi phi chuyén ddi sang tinh trang méi.

= M6t sb lwong téi han cia nhirng tdn thwong phai duwoc tao ra lam cho ca
nhan pha v& slrc y cda tinh trang hién tai cta ho.

= “Quan 1y ton thwong 1& mgt qua trinh c0 ¥ thirc 1am néi lén Va ddy ti cao trao cia
nhitng théng tin nham tao ra mirc dé ton thwong phl hop dé cham dirt tinh trang
hién tai”.

= Ngu&ng tbn thwong cho thay ddi xay ra khi phi tdn cda tinh trang hién tai
I&n hon phi tén cla viéc chuyén déi sang mét tinh trang mai.

= Mbc do tén thuwong céq thiét dé dat t¢i s6 lwong téi han lién quan dén hai
yéu t6: Khung tham chiéu va sw khoan dung v&i nhivng tbn thuwong dé.

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 6



Lanh dao Sw Thay doi

NGUY HIEM

HIEN TAI
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= Thiéu thm nhin

= Lich st thyc hién ngheo nan

= Thiéu sy hd tro clia nhixng nha quan ly cap trung
= Thiéu hiéu biét hay s tin twéng

= Sy tham gia mao hiém

= Khoéng quan ly

= Thiéu truyén dat mét cach ré rang
= Thét bai trong viéc lwdng trwde

= Thiéu thoi gian

= Khéng thé thyc hién

= Thiéu déng luc

= No6i khong théng nhéat véi lam

Lanh dao Khu vwc Cong

By " <=
Tén thwong Tao ra Thay doi
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Nguyén nhan cua Khang cu
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Chién lwge voi Khang cw Thay doi

= Gi4o duc va truyén dat

Thu hat sy tham gia va mé réng quyén tw chd
Ho tro va Lam dé dang

Pam phéan

Van dung (Manipulation)

Trirng phat

P 7S e so b
BU SCoE % i
Chién lvgc véi Khang cw Thay doi

Truyén dat = Ju tién cao nhat; chién lvgc dau
tién dé thay doi

= Tang cuwong tinh cép thiét phai thay
doi

= Giam thiéu nhirng yéu t6 khong chéc
chan (e s¢ nhirng diéu chuwa biét)

= Kho khan: Tén kém thoi gian va tién
bac

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 8
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BU SIS®E S
Chién lwgc véi Khang cw Thay dbi

Truyen dat = Tinh huédng st dung:

= Uu:

=  Nhwoec:

o Theef PR 0000000
B SR -
Chién lwgc véi Khang cy Thay dbi

Truyén dat
. = Cung cap kién thirc va ky ndng mai
Dao tao . i
* Bao goOm ca viéc huan luyén kém

cap va hoc qua cong viéc

= Gilp pha v& nhirng 1€ thoi thong
thwdng va chap nhan nhirng vai tro
maoi

= Kho khan: C6 kha nang tén kém tién
bac va thoi gian.

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 9
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BU SISVE S -
Chién lwoc véi Khang cw Thay doi

Truyén dat
= Tang cuong lam chd qua trinh thay
= Gilp gitr thé dién & gidm e ngai vé
nhirng diéu chua biét

Tham gia

» GOm cac hinh thirc:

= Khé khan: Tén thoi gian, cd kha
nang gay xung dét

o Theef PR 0000000
B SR -
Chién lwgc véi Khang cy Thay déi
Truyén dat = Tinh hudng st dung:
Dao tao

Thu hut
Tham gia

® Nhwoc:

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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Chién lwoc véi Khang cw Thay doi

= S dung khi hoat déng Truyén dat,
bao tao, Thu hat tham gia khong giai
quyét dwoc van deé ap lyc

Truyén dat

Dao tao
= Loi ich tiém tang
Thu hat
Tham gia

Van dung

= Khé khan: Tén thoi gian, chi phi,
khéng phai c6 ich cho tat c& moi
nguoi.

o Theef PR 0000000
B SR -
Chién lwgc véi Khang cy Thay dbi

Truyén dat

. Tinh huéng s dung:
Dao tao

Thu hat = Uu
Tham gia

" = Nhwoc:
Van dung

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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[ Thee S b 06 2020000
Chién lwoc véi Khang cw Thay doi

bam phan

Truyén dat
= Khi nguoi ta hd tro qua trinh thay doi
khi cam thay sé mat cai gi do
Tham gia = Gay anh hwéng théng qua trao dbi —
A giam cac chi phi tryce tiep
Van dung
= Khé khan

o Theef PR 0000000
B SR -
Chién lwgc véi Khang cy Thay déi

Truyén dat
= Tinh hudng st dung:

Dao tao

Thu hl:lt n Vu:
Tham gia

Van dung
= Nhwoec:

bam phan
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[ Thee S b 06 2020000
Chién lwgc véi Khang cw Thay doi

Truyén dat

Dao tao

Khi tAt ca cac bién phap khac khong
Thu hat hiéu qua
Tham gia

Téc déng mot cach quyét doan
Van dung = Sa thai ngudi khong tng ho
Khé khan

bam phan

ol Dheet PR 0000000000
By veme - =
Chién lwoc véi Khang cw Thay doi

Truyén dat

Dao tao
= Tinh hudng st dung:
Thu hat

Tham gia

Van dung Uu:

bam phan

= Nhwoc:
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Cung cb6 Lam Virng chac Thay doi

= Nhirng do lwéng quan trong

= B&o cao quan ly

= Quan ly viéc thwc hién

L&nh dao Thay déi: Nhivtng Ky nang
1. Hoa hop
2. Thach thirc nhirng tw duy thinh hanh
3. Truyén dat
4. Xay dwng va phat trién
5. Chuyén s& hiru sang moi ngudi
6. Hoc cach kién nhan
7. Lam cho moi ngu¢i tré thanh “anh hung”
Nguén: R. M. Kanter

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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By Si*wee === S
S mang - Tai sao?

@ Cau tra 1o ctia nhom, td chirc vé Iy do ma no ton tai

@ S&r mang mé t& mét cach ngan gon nhixng muc dich
dwoc theo dudi bdi td chire

Sr mang
“*Bao cao st mang la bao cao vé&i nhirng nguwdi bén

ngoai t& chirc vé nhirtng san pham, dich vu ma
chung ta cung cap

“»Tao ra co s& cho cac muc tiéu

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 15



Lanh dao Sw Thay doi Lanh dao Khu vwc Cong

Py 2°eE e - =
S mang: Nhirng Cau héi Chu yéu
> Tai sao ching ta tén tai? Chang ta cung cap nhirng

gia tri gi cho “khach hang” cua ching ta?
» Chung ta hoat déng trong linh vic nao, nganh nao?
> Ching ta theo dudi nhivng muc dich nao?
» Chung ta phuc vu nhirng nhom ngwoi nao?

> Chuing ta khéc biét v&i cac td chirc khac nhw thé
nao?

Ly do Phai Tao ra mot Tam nhin?
= Peter Drucker giai thich tdm quan trong ctiia mét tam nhin:
— N6 lam cho muc dich cta tb chirc trd nén ré rang véi tt cad moi nguodi

— N6 tao ra mot diém chu trong
— M6t tAm nhin tap trung, dwoc chia sé

— Néu khoéng c6 muc dich va nhirng gia tri, t6 chirc s& mét di do tin nhiém
clanod

— Néu khong c6 d6 tin nhiém, t6 chirc mét di kha nang hap dén nhirng nguoi
c6 nang lwc can thiét dé hoat dong

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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Py 2°eE e - =

Ly do Phai Tao ra mét Tam nhin?

= Joel Barker, nghién ctru va dwa ray twéng tiv
nghién clru cua:
— Frederick Polak
— Benjamin Singer
— Viktor Frankl

B Theef: ¥ 0000000000000 |
[ Thad T E 000
Tam nhin: Tiéu chuan
Xac dinh vj thé

Duwa ra nhirng muc dich

Cu thé rd rang

Nhan ra nhirng nang lwc

Thiét Iap dinh huwéng va tiéu chuén

Puwa ra co s& can ban
Néu bat sy thay ddi vé biéu trweng va hwéng lanh dao.

N o g hMwdPRE
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B R"E® :>
Tam nhin — Cai gi?

M6t hinh &nh vé twong lai

M6t bire tranh va moét tuyén bd

M6t blre tranh

N6 la mbt bao cao

Ronald Lippitt, ngwdi dau tién st dung khai niém Tam nhin

© 000 0

B et s 0
[ Red = 000 ]
Bao cao Tam nhin

B&o c&o tdm nhin 1a mét bao céo cho cac thanh
vién trong to6 chirc

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 18
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Tam nhin: Nhirng Yéu t6 Chu yéu

» Phac hoa nhirng khat vong

» Cung cap moét cai nhin toan canh

» Vé ra phwong hudng

> N6 la cu thé va riéng biét déi v&i tirvng t6 chirc
" Trénh,viéc st dung ng@n ngff,chung chung CQ thé Iam nham c,hén va

khé hiéu hoac nhirng diéu cé thé ap dung cho hau hét tat ca cac td chire

> Gianh dwoc nhirtng cdm xdc cla moi ngudi va dan dat ho
trong mét dinh hwéng chung

» Thach thirc ya hoi cao hon mét chat so véi kha nang hién tai
ctia nhom, to chire

o Dol T 0000000000000 |
PU 2°eE® - 2 O
Tam nhin Can phai...

= Dwa trén nhirng co hoi

<= Day tham vong

= Phan anh sw déc dao

& Lam tang sw thoa man

= Pinh céc tiéu chuan cao cho chat lwong va viéc thwe hién

= Tao ra sy nhiét tinh, sw gan bd, 1dng tw hao, va long trung

thanh ctia moi nguwdi véi nhom, td chire

= Lam rd dinh hwédng maoi
< Puwa ra céc tiéu chi rd rang

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 19
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BY 31" ® =
Qua trinh Tao Tam nhin: Cau hai
# Chuang ta mudn minh tt thé nao?

# Chuang ta c6 thé tét thé nao?

# Chuang ta phai tot thé nao dé co thé ton tai?

ol Theef- &R 0000000000000 |
Py veme - =
Tao Tam nhin

» Nhin lai nhirng kinh nghiém quéa khu

» Thong tha véi nhirng viéc xung quanh nhwng cling

phai nhanh [én

» Thu hat sy tham gia cua moi nguoi

» Lam rd cung v&i thoi gian

> Ludn nho: 1ang nghe la co ban

“Thriving on Chaos: Handbook for a Management Revolution”
Tom Peters

Nguyén Hiru Lam, Ph.D., Email: lam@ueh.edu.vn 20
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[l Thee” =¥ E. =]
Tao Tam nhin

> Ban nhap dau tién

> Vai tro cuta lién minh lanh dao

» Tam quan trong cla lam viéc déng doi
> Vai trd cda trai tim va khéi 6c

» Su 16n xon cua qua trinh

» Khoang th&i gian

» San pham cubi cing

Kotter, P. J., “Leading Change”

o Theef PR 0000000
B IR -
Tam nhin Hiéu qua: Pac diém

< Hinh twong

= Pay ham mudn, thém khat

= Kha thi

< Tap trung

< Linh hoat

< C6 thé truyén dat

Kotter, P. J., “Leading Change”

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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B RS >
Tam nhin c6 Hiéu qua: Bac diém
# Tao cam hirng
< RO rang va mang tinh thach thirc
= Tao ra y nghia trong thi tredng, va dat dén murc t6i da cla sy
nang dong va sw hoat dong, va virng vang trong th&i ky bién
dong
= Phai 6n dinh va bi thach thirc
# Mang tinh dinh hwéng va kiém soat
= Nha&m t&i mé rong quyén tw chi cGa nhan vién
= Chuén bj cho twong lai
= Ton tai trong nhirng diéu chi tiét, cu thé, khong phai nhing
dieéu mo ho réng I&n
Peters, T., “Thriving on Chaos: Handbook for a Management Revolution”

Tam nhin Hiéu qua: Yéu cau
= Mot tam nhin phai dwoc phat trién boi nhirng nguoi lanh dao,
do la nhirng ca nhan véi quyéen lyc va sy anh hwdng cia minh

dé thiét 1ap phwong hwéng va huy déng té chirc

— Nhi*ng ngwdi 1anh dao tao ra nhivng hinh anh ré rang va cé gia tri diéu nay
ddng vién moi nguoi

— Nhirng nguwoi Ianh dao tan tam
— Ho ¢c6 mét sir mang ma né déng vién moi ngudi

— Ho c6 mét tdm nhin hp dan

Center for
Excellencein

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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Tam nhin Hiéu qua: Yéu cau

= M6t tdm nhin phai dwoc truyén dat t&i nhirng nguwdi khac va
phai dwoc ho ing hd

— Nhitng nguwdi lanh dao phai lam cho nhitng nguoi khac thay, nghe, ném,
va cdm nhan tdm nhin

— Tam nhin phai dwoc hiéu
— Tam nhin phai hai hoa

Center for
Excellencein

Tam nhin Hiéu qua: Yéu cau

= Tam nhin phai bao quét va chi tiét sao cho méi thanh vién cua
t6 chirc c6 thé hiéu vj tri va vai tro
— Céc vai tro va cac nghia vu

— T4t ca moi ngwoi phai hiéu nhirng gi dwoc mong doi
— Nhan t chinh yéu quyét dinh viéc dat t&i tdm nhin la quan hé

Center for
Excellencein
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Tam nhin Hiéu qua: Yéu cau
= Tam nhin phai nang canh va truyén nguén cam hirng

— Tam nhin phai c6 y nghia va quan trong
— Céc thanh vién t6 chirc

B Theef: ¥ 0000000000000 |

Py ceme - = S

Lang nghe
= P chinh xac
= Hb tro

= Thau cam

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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Lang nghe

. Tim kiém nhimg vang loi ich.

. Khdng chi trong vao nhirng 15i ciia phat biéu.
. Khdng vi phéan quyét.

. Lang nghe nhimng Y tudng.

. Ghi chép.

. Phan ung tich cuc.

. Chéng lai sy lo dang.

. Théch thirc nhirng suy nghi.

© 00 N O O A W N P

10. Gilp d& va khuyén khich nguoi noi

= Nguyén tic ciia viéc ling nghe hiéu qua

. Lam tang hiéu biét v&i sy suy nghi tich cuc khi nghe.

nhin

tdm nhin cda td chirc

mol

Bién Tam nhin thanh Thuc tién

= Ton vinh va lam séng ddng tam nhin 1a viéc hop thanh té chirc
— Nhirng gia tri va nhirng nguyén téc co ban phai cai quan

= Khuyén khich nhitng thanh vién mai hiéu va tan tam véi thm
— Nhi*ng nguwdi khdng tham gia vao giai doan xay dwng tdm nhin cé thé hiéu

— Tam nhin nén |a diém trung tdm cta qua trinh dinh hwéng cac thanh vién

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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B SRS =
Bién Tam nhin thanh Thuc tién

= Lam cho tdm nhin luén ludn thay dwoc
— C6bng bd, gi¢i thiéu, giai thich tdm nhin t&i tAt c& moi nguoi

= Tao ra sy tron ven, thong nhat thdng qua sw sap xép, lién két
va bo tri phu hop

— Tam nhin dwoc st dung nhw mot:

« Cong cu lanh dao
+ Chidan cho viéc ra quyét dinh
+  Céc diém mbc quan trong trong sw phat trién
+  Cbng cu dé kiém tra s tién bo

Bién Tam nhin thanh Thuwc tién
= Xem xét, danh gia tam nhin mét cach dinh ky, diéu chinh n6
khi can thiét dé phan anh nhirng thay déi cta cac diéu kién

thwc té

— Nhin tdm nhin nhw mét chwong trinh va con ngudi 1a cac nha lap trinh

= Phai dwoc cu thé hda
— Nhirng chi dan dé dat t¢i cAc muc tiéu la cac qué trinh, ndi dung, va cac
nguyén tac ap dung

— Céc thanh vién trong don vi cdn mdt sw nhét tri vé phwong hwéng va tan
tdm voi né dé thanh céng

Nguyén Hivru Lam, Ph.D., Email: lam@ueh.edu.vn
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